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-I. Introduction
 

The present evaluation is being written at the end of an arrangement between
 
three organizations---Yayasan .ndonesia Sejahtera (Foundation for the Well-Being
 
of Indonesia, or YIS), The Asia Foundation (TAF), and USAID. During a period of
 
.years funds were made available under a Specific Support Grant from USAID
 
(AID/ASIA-G-1191) for TAF to establish a program to strengthen YIS in carrying
 
out its activities in the spheres of health, nutrition, family planning and 
com
munity development. The original grant period (30 September 1976 to 
25 February
 
1980) was subsequently amended to continue with a second phase (I October 1980
 
to 31 March 1983), with a final 3-month extension through 30 June 1983. The
 
entire period of t-he SSG was 74 months.
 

Athough a number of interim evaluations of this lengthy activity have been 
written over the years, both by TAF and outside parties, most of these are brief, 
or serve as pericic summaries of YIS's activities using support from TAF. Even
 
the longer evaluations, while wcighing the dynamics of YIS activity for an
 
extended period, are largely limited to justification of YIS itself. Meanwhile,
 
other interesting aspects of the grant process---the relations between the three
 
organizations involved, the evolution of YIS in the context of development-pre
occupied Indonesia, the facets of YIS as these reflects the ro-e of NGOs in
 
Indonesia today---all these have not been touched on., Similarly, those aspects
 
of YIS activity which most directly impinge upon local communities experiencing
 
"development," have not been captured by the record.
 

In preparing this evaluation, then, I have tried to consider some other
 
dimensions than the obviously central, but not context-free, growth and change

of YIS. Yet I will not be attempting a detailed hist6ry of the 7-year grant.
 
The factors to be considered are those related both to 
 the terms of the original

SSG itself, as well as those pertaining to the broader sphere of YIS's position
 
within the worlds of the Indonesian communities it wants to serve, the inter
national donor organizations, the national government, and other NGOs or PVOs
 
iorking in Indonesia.
 

In_.evalu- n- the process and outcome of this grant activity, the orientations
 
of the respective parties involved must be kept in mind. According to its own
 
constitution, the purpose of YIS at 
the time of its founding in 1974 was:
 

'To increase the standard of living (welfare) of the communities in
 
Indonesia through the implementation of programs in the field of
 
community nealth, community development and population.''
 

These objectives were major premises of YIS's operations during the grant period.
 

In its own basic document (Letter of Agreement) of 8 November 1976 initiating

the first phase of core 
support using USAID funds, TAF outlined the following goals
 
for the grant activity:
 

'It is understood that during the period of this grant YIS will:
 
(1) expand its programs in the areas of family planning, community
 
health, nutrition, and general community development; (2) offer
 
consulting services to other organizations with similar concerns
 
and project interests; (3) strengthen the administrative base for
 
existing YIS programs financed by other donors; (4) evaluate and
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improve YIS field programs through systematic research; (5) share
 
the results of all these efforts with the National Family Planning

Coordinating Board (BKKBN) and other concerned public and private

agencies active in these fields, and (6) develop additional means
 
of financial support to assure continuation of YIS after this 
grant terminates ..... 

On its own part, USAID-Jakarta stated in the Program Description for the
 
original grant that:
 

'The purpose of this grant is to assist the Grantee with its program
 
to develop the institutional capability of the Foundation for a
 
Prosperous Indonesia (YIS), an Indonesian private voluntary organi
zation, to plan, design, direct and evaluate health, nutrition,
 

1fa:nily planning and community development projects for the rural
 
and urban poor in Indonesia.'
 

When the grant from USAID to TAF and YIS was 
extended in 1980, USAID emphasized the
 

particular importance to be placed on TAF's statement in its proposal that:
 

'one of TAF's principal roles in its dealings with YIS during the next 
three years will be to help YIS adjust its administrative and
 
accounting systems so that it can become increasingly capable of
 
meeting its core support requirements from other sources.'
 

Indeed, the then director of AID/Jakarta emphasized that this commitment would be 
considered fundamental in USAID's assessment of YIS's development.
 

Because of the length of time covered by this co-financed project, and because
 
the responsible actors on the donor side have changed several times during the 
life of the project, it is impossible for one individual to reach a satisfactory

vantage point from which to evaluate the continuous processes involved in the growth

of YIS. 
However, using the reports, records and various personal memories available, 
]" have tried to analyze aspects of YIS's organization and programs that will hope
fully provide some sense of the uniqueness of the institution in the context of
 
current Indonesian local and national development.
 

II. DescriDtion of the Program 

Under AID/ASIA-G-1191, the substance of TAF's funding went to YIS in the form 
of core support---the salaries and administrative expenses associated with running

the Jakarta headquarters. These funds were intended; in general, to strengthen

YIS's organizational structure so 
that YIS as a whole, both in Solo and Jakarta, 
could operate its programs with sufficient staff and overhead support. TAF's 
prant was made to promote institution-building within YIS,and to enable growth,
continuity, skills development and program expansion over time.
 

During the initial period of TAF's assistance to YIS under the SSG (1976-79),

support was in the form of a grant numbered INDO-7025; during the subsequent phase
the TAF grant number was INDO-0086. According to the Letters of Agreement between 
TAF and YIS, support tuas given in the following categories:
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Staff Salaries (Administrative and Professional)
 
Medical Benefits
 
Office Utilities
 
Supplies and Incidentals
 
Vehicle Operation and Maintenance
 
Domestic Travel and Per Diem
 
Office Equipment and Furniture
 

Periodic audits and evaluations of accounting procedures were conducted, and both
 
YIS and TAF adhered to schedules of financial and narrative reporting to TAF-
Jakarta and USAID as well as TAF's headquarters in San Francisco. SSG funds were 
utilized by TAF to support both short and long-term consultancies and staff
developmeicnt projel ts which were 
consonant with the objectives of the core support
 
tneme. 

In addition to its core support commitments using AID-SSG, TAF made grants
 
from its regular program budget funds for other discrete projects. These half
dozen grants were, over 
the years, an additional component of the institutional
 
support provided to YIS during the grant period. 
Final assessments of these TAF
 
grants to YIS can be found in Appendix H.
 

III. C,,-rent State of YIS
 

Instead of a chronological outline of the growth and change in YIS under the
 
grant period being considered, at this point I would like to put forward brief
 
descriptions of YIS's current situation in the areas of offices, staff, program

activities and funding sources. 
 I will be making comparative judgments between the
 
current state of affairs and past stages of institutional development, and will
 
keep in mind the purposes, goals and commitments cited on page 2 above.
 

A. Offices
 

When core support from AID/ASIA-G-1191 began to be provided to YIS, the organ
ization's major base was 
its training and fieldwork center in Solo. The Jakarta
 
office was located in borrowed quarters, and had only three paid staff, with leader
ship working on a volunteer basis. Thus, part of the aim of the core support grant
from TAF was to strengthen the Jakarta operations in the areas of program develop
ment and management, and also in attracting financial support 
to sustai. future
 
operations.
 

Looking at the YIS office in 1983, one sees a 3triking change in the Jakarta 
head'iuarters, which has ample new facilities in a building of itc own, provided by 
a foreign donor, and now has 21 staff members. The Solo office, with 27 staff 
(up from 11 in 1976), is still in its old, cramped quarters (although plans have 
been made to construct a new field office/training center in Solo, if funds can be 
located). The increased size and profile of YIS-Jakarta have had important
implications for the self-image, orientation and activities of the organization 
as a whole, Basically, the augmentation of YIS's Jakarta base has facilitated 
relations with GOT, other NGO and foreign donor organizations, has helped YIS make 
contacts and gain contracts in the sphere of development activities, and generally
has enabled the strong national and international image and firmer financial footing 
of the orglanization today. 



B. Staff 

As YIS has grown both in size and in the variety of its activities, its staff
composition has changed as 
well. 
 Both professional and administrative staffs have
incorporated individuals with prior experience in non-medical community development;
in some cases 
staff members have left government positions 
to join YIS, convinced
that YIS represented a sounder path toward solution of community problems than theongoing govornment: programs in which they had participated. Such staff members are
particularly reminiscent of the YIS founding leadership, which established YISpartly as an alternative to the large-scale, top-down development which is typical
of govcrn-nent activities. In general, all YIS staff show a strong commitment to
and apn-reciation of the goals and the locally-based participatory strategies which
within the organf'zation are referred to loosely as "the mission of YIS" (misi YIS). 

e-I1n characterizing the staffs of both Jakarta and Solo thatoffices, it is cleara large proportion maintain a "generalist" orientation, being able to work on a
wide variety of programs and specific tasks depending on the manpower neeas within
the organization at a given moment. 

effective 

This pattern of staff utilization provedfor the fledgling YIS of the late 1970s, when project demands tended to
keep ahead of personnel available. The "non-specialist" tendency among staff was
also useful for.an organization emphasizing innovation and flexibility, and where
program management proceeded according to experimental, feedback-seekin- principlesrather than adhering to strict planning and rigid implementation proccJurs.Further, given the intersectoral nature of many of its programs, YIS personnel
need to maintain a broadly-focused orientation.
 

For the YIS of the 1980s, however, some new staffin2 needs have emerged.Recently more 
staff have become identified as specialists, who have less wideraaging duties 
and are 
less likely to be move' from project to project involving
diverse responsibilities. 
 This 
newer situation, with staff developing or bringing
to the organization their specific professional skills, is true more of the Jakartathan the Solo staff, and concerns more administrative than program personnel. YIShas realized that as 
the organization works outside of the health/nutrition/family
planning sphere where its approaches originated, and enters 
the newer (to YIS)
technical fields of appropriate technology, communications, income generationthe like, that it andmust strengthen the abilities of its staff to work with groups,,hose needs fall into these fields. To date YIS has 
not made as much progress in
building specialized program 
expertise, as 
it has in training staff members for
administrative specializations, such as 
personnel manager, accountant, etc.
 

One of the salient organizational characteristics of YIS, and one that has beenremarked upon with some concern by TAF and atUSAID times during the period
SSG, is the dependence of the organization on a charismatic 
of the
 

leadership. Withoutdirector's thedrive and vision, would YIS be able to sustain its momentum?---thisbeen a hasquestion puzzling outside observers. Wh.1ile there is probably truth in theassertion that YIS's programs are "sparked" by a few dominant figures, including thedirector, as!sistant director and one or t.;o other leading staff with long experiencein the organizaton, it is Ilso undeniable that these persons have throughexample and coraL-itment enabled their 
a consistency of purpose and clarity of focus withinYIS. Mhat to outsiders might stand out as an overdependency on leadership,inside YIS appears fromas a source of stability during

and diversifjcation. 
the last 7 years of rapid growthStill, the need for a smooth system of delegating authority,ai,A less centralized decision-making channels, is nbw acknowledged by YIS leadership. 
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There are currently a number of other issues confronting YIS in the area of 
staffing. One is the question of the division of functional responsibilities 
u the-,new (see section V.._..below),..-,, The-second.issue . nder project management.s'stem 
concerns 
the need to recruit younger persons as long-term personnel resources. 
Although YIS is aware of the desirability of recruiting staff with technical 
skills, the present "seller's market" in Indonesia is such that the most talented 
yout ,er people with advanced. Indonesian or foreign-university degrees may have 
severe.l offers to choose from. The private sector can absorb many bright graduates;
for c:aiple, someone with training in communications may go into advertising, 
while someone with socio-economic training might join a private consulting firm. 
AC~ck;:5c r4;scarch centers absorb other young graduates. According to some YIS staff,

rhe typUs of idealism which might prompt highly-trained-young people to work in
 
Lco.::.unity d!evelop-:ient is on the wane. According to others, there is still, within
 
YIS, a lack of commitment to hiring and utilizing staff on basis of clearly-defined

tech~rbcnl qualifications and professional abilities. Certainly, YIS cannot at
 
present offer salaries competitive with those in the private business sector.
 

inother staff-related question, and one that seems to be on the way to finding 
a resolution, regards the issue of YIS's self-financing capabilities. There still 
seems to be some difference of opinion between staff members who are reluctant to 
"sell" their expertise for the going market rate, and those who maintain that YIS 
i-st have clearly defined and applied, though flexible, fee schedules for services 
rendered.
 

All of the above issues will prove to be important during the next few years
 
of YIS's development, and it is hoped that open discussion and problem-identification
 
and solution strategies, which YIS knows how to apply as well as any organization
 
at work in Indonesia, will assist in the resolution of personnel issues.
 

C. Program Activities
 

It is worth recalling that in 1976 YIS was cited as representing the first
 
attempt in Indonesia:
 

"that embraces the widely advocated new approach through programs
 
that integrate family planning, rural community development, health
 
services delivery and nutrition." (from TAF's 1976 Grant Agreement
 
with USAID)
 

V4e,.Ad from within the current context of wider NGO as well as GOI commitment to
 
integrated-style programs, it is easy to overlook the significance of YIS's early
 
innovativeness. YIS's early programs in Central Java combining preventive health
 
care .nd nutrition concerns were established before the integration of approaches

under the PTIC (primary health care) rubric came into world-wide focus. The

"comprehensive approach" to comnuunity development is nowadays an often-heard call
 
to work more closely with local groups not reached by government programs, and
 
to create intar-sectoral programs such as government ministeries do not seem
 
able to coordinate. In YIS's early days, the call sounded bolder, and indeed,
\ TAF's and USAID's support of the young organization involved a certain degree of 
uncertainty as to the risks involved. 

In roing ahead with its. institution-building program for YIS, the dcnors felt
 
that YIS should continue to serve tvo functions:
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'The first is to explore, develop, and test new ideas in the fields 
of community health, community development and population within 
its own structure in Solo and other project areas, especially off 
Java. The second function is to assist other agencies, both govern
ment and private, to introduce within their own programs YIS-type 
tried-and-proven approaches to development. (from Proposal to 
USAID/INDONESIA, Development Program Ciant)' 
 . 

This lual-function basis has prompted YlS 
to develop several types of program
activities, which 
can be grouped under the geriral headings of training, field
 
programs, publications and consulting servicr'r.
 

In 1976, YIS' programs were considerably more limited in scope and quantity
 
than they are today. 
 Then,the organization focused primarily on its cadre-training

sess-ions, and health-oriented village organizing activities in Central Java. 
 There
 
had been only a few consultancy-type projects, of which the USAID-funded condom
marketing campnaign was the best-known example. YIS was known as a promising, inde
pendent but fledgling development organization specializing in health and family
 
planning issues.
 

In 1983, the situation looks dramatically different. YIS has become both 
internationally famous and nationally__ecognized as a leading proponent and spokes
man for cormunity-basd development in Indonesia. Its director and leading staff
 
are listened to in worldwide circles of health and riutrition experts (see the
 
articles 
hv L.Hendrata and M. Johnston in Appendix J.). The organization's activi
ties have moved beyond the 1976 focus both geographically and in terms of substance. 
While maintaining its Central Java training and village organizing components, YIS
 
has become influential in policy fomation and program implementation at the'regional
 
and national levels of government. Its relationships with and contributions to 
the
 
efforts of foreign-donor agencies reveal a similar prominence, and a reputation for
 
sensitivity, innovation and quality. 
YIS has trained cadres and officials from
 
regions throughout Indonesia, and has through this affort strengthened its working

relatlonships with regional government authorities. Ties to a variety of regional
 
NCOs are also growing.
 

Aside from the original core of activities based on local cadre-training, the
 
training activities themselves have grown to include training for trainers and 
project managers, and specially-designed training for government officials. Moving 
outward in orientation, too, YIS has recently completed a twuc-.,eek training session
 
in participatory techniques for -;ome 17 members of the Asian Community Health Action
 
(ACHAN) from countries throughout South and Southeast Asia (see Appendix G).
 

Moving beyond the health, nutrition and family planning content of its programs 
in the early days, YIS has carried out field projects in other areas such as education
 
and literacy, agriculture, cooperatives, women's activities, income generation,
 
handicrafts, drinking ,aaterand appropriate tLchnology. 
 This list is not exhaustive;
 
a more detailed picture of YIS activities o,,er the years can be gained from the
 
quarterly narrative reports submitted to TAF over the course of the grant period
 
(see the final report of this series in Appendix E.).
 

Meanwhile, aside from involvement in the roster of field programs noted above,

YIS has greatly expanded the number and the range of its consulting activities. 
These fall under the rubrics of (a) conceptualization, design and evaluation of 
projects, (b) development of communication strategies and materials, (c) development 

- 6 



.of monitoring and evaluation systemand (d) specialized training program develop
ment. Whereas in 1979 YIS's consulting activities brought in only about 10% of
 
its overhead costs, in 1983 YIS has generated 30-35% of its overhead from consulting
 
projects. As enumerated in its March 1983 List of Consultancy Projects (Appendix
 
A.), which gives an idea of YIS's contacts as well as the range of its capabilities, 
the budget for some 20 completed and ongoing consultancies totals over half a million
 
dollars.
 

In carr)ing out its training, program and consulting activities, YIS has adhered 
to a set of principles for community development that were articulated in its 1979 
"Final Peport" on the initial core support period: 

a). Development, first and foremost, implies human development.
 
b). Behaviour change is developed through education, by providing
 

# tools to the cormnunity for heightening awareilrss of the nature
 
of their problems and their capacity to solve them.
 

c). Community participation and a sense of community responsibility
 
a-e central to the planning and implementation of the program.
 

d). 	 Development must not create further dependence, but must increase 
the community's capacity of self-reliance. 

e). 	 Those most able to act as agents of development in the long-term 
are those people who live within the community itself; hence, our 
emphasis on training village-level field workers, cadres and local 
officials. 

In the years since 1979 there have been additional themes incorporated into the 
YIS 	approach. Development is seen as a more comprehensive and intersectoral process.
 
Further, YIS is now committed to the notion that program activity ii any area should
 
be based on that area's (or, presumably, that group's) own assessment of its most
 
critical needs.
 

As a result of the shift in focus to increasingly comprehensive and community
based programs, YIS has been challenged to undertake efforts in fields quite 
different from its original skill-base in health and health-related issues. YIS
 
staff have had to acquire some working knowledge of strategies in income generation,
 
cooperative formation, mnarketing, agricultural innovation, drinking-supply engineer
ing, and so forth. When resources in these areas are not found within the organi
zation, YIS by riecessity must identify external organizations and individuals to 
work with communities targeted by its programs. As a result, a network of technical 
contacts has developed on which YIS can rely in handling new projects. 

Regarding the management of its program load, YIS feels that important achieve
ments have taken place in program planning and implementation. It points to new 
syste,;s of planning programs with clear and realistic goals; to the incorporation 
of baseline sturly techniques into the planning stage; to the setting up of built
in monitoring systems for each progran. 

One of the most valuable assets of YIS, undoubtedly, is its ability to review 
its activities, and develop new strategies that are both self-corrective and future
oriented. In YIS's own terms, continual effort is given to "self-assessment" 
(mawas diri). Thus, in regard to its training programs, the organization is involved 
'th a review of current activities with an eye toward altering or updating these in 

r to expand the potential of training as an income-generating, as well as a 
orking, component of the overall YIS program. 1hether or not to focus more on 
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the development of regional training capabilities <a Regional Training Center is 
beginning to operate in Maros, South Sulawesi)> or to seek expansion of the Central 
Solo training headquarters, is another aspect of the assessment process.
 

In terms of its field programs, YIS hopes that the management procedures and
 
information-processing systems currently being implemented within the organization
 
will enable better reporting. and research capabilities. A computer has recently
 
been in,;talled in the Jakarta office to assist in accounting and administration.
 
The n uly-de signed "Prosedur Pengelolaan Proyek" (P3) is intended, in addition,
 
to help professionalize YIS personnel as members of a growing team capable of
 
carrying out varied contract services.
 

D. Funding Sources
 

As noted above, YIS has managed to reduce its dependency on core support
 
during the second phase of the USAID/TAF funding, gradually decreasing from 90% 
core f jiai 9l7-9-o-6_T._in__983. Currently the organization is negotiating a
 
number of new contracts; the variety of clients with whom YIS has already worked
 
is evident in Appendix A. That YIS has been abl' to secure such contracts is
 
indicative of its credibility and reputation in development circles.
 

During the second phase of core support funding from USAID/TAF, YIS has
 
attempted to build up the potential of its publications and other communication
 
materials to serve as sources of revenue. These materials represent itconsiderable
 
body of "how-to" manuals, games, slides and slide/sound presentations, posters, and
 
so forth. They have been developed both as a result of YIS staff desire to capture
 
the essentials of community development in concrete form, and also in responge to 
client requests.
 

The present weaknesses in the use of YIS communications materials to derive
 
organizational income are related tc the lack of a workalhje n ffct±ve--mark-eting 
strategy. Currently, materials stockpiled in the Solo headquarters are purchased
 
through mail orders by readers of YIS's community development bulletin BerPgetar; 
the materials are also available to YTS's trainees and others visiting the Solo 
or Jakarta offices. YIS has been responsible for designing a number of communica
tions materials for use in development programs carried out by the GOI; the govern
ment has also cormissioned large editions (5,000 - 10,000 copies) of several titles. 

Ho;¢ever, there may be specialized markets within the development or educational 
communities in Indonesia which have not been explored, and it indeed appears that 
many people woiking in community development in Indonesia are unaware of the existence 
and variety of the YIS publications and materials. While YIS staff members themselves 
have sought input from villagers In designing and modifying their communications 
materials, the quality of some of the posters and pamphlets could probably be further 
enhanced by more consultation uith professional designers and publishers. And 
certainily, the distribution of YfS publications in regional bookstores, markets or 
other locat ions Aere the targ-et audience would be more exposed to them Is a 
necessity if greater Income Is to he derived from this activity. 

Another a,;pect of YIS' cutrent funding nituation which deserves mention here 
concerns the organization's ties with the GOI. Since its earliest days YIS has had 
close working relationships with both BKKBN and the Ministry of Health; over the 
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years 
there have been both field projects and consultancies in which these agencies
 
were clients. OtherYIS--GOI cooperation has occured in the context of training,

where YIS has designed and put on training sessions for regional staff of bodies
 
such as the Ministries of Agriculture and Transmigration. 

While YIS interaction and influence at the national level cf policy and plan
ning ha,e affected some programs in the health and family planning sectors, there
 
now appears to be interest at the ministerial level in the Department of Home Affairs 
in the YIS e::perience and philosophy. YIS has been requested by the ministry to 
participate in policy discussions, in efforts to formulate more effective national
 
stratuies for regional development. 
 A seminar was recently held, organized by YIS, 
to begin to articulate some of the concerns in this area (see letter and report on
 
this seminar, Appejidix K.)
 

h2;t %"hat form YIS participation in this process may eventually take, or to

what de:-ree such participation will lead to work assignments 
 from the GOI, is still
 
unclear, but YIS is prepared 
 to take on a bigger role in national development
managor:2:it planning. What is evident is that YIS, throu,h_ re putation for effec
tivenE 3s and innovation_ is achieved consideraahWecredi-±r the-eyesofcOI,

in addition to 
 the reFutation it already enjoys in the international donor community.
Such links are good indicators of funding possibilities in the future, even as 

core-support" type funding is lessened. 

IV. YIS as a "Private Voluntary" and "Non-Govern'nent" Institution 

In this section I would like to discuss YIS as L private voluntary organization,

and as a non-government organization in Indonesia. 
 LI looking at YIS as a PVO we

will be considering some of its characteristics as a private welfare-and-development

organization; in surveying YIS's role as an NGO, 
 we will look more at its qualities
in the Indonesian context. For both role3, that of NGO as well as PVO, we will be 
dealing with YIS in its interactions with various spheres: 
 that of the local com
munities YIS wants 
 to serve, that of the national and regional Yndonesian government 
authorities, and that of the foreign donor community.
 

A. YIS as PVO
 

In a recent AID program evaluation discussion paper (Tendler 1982), there are
 
several characteristics commonly ascribed to PVOs which 
are scrutinized in detail:
 

"....private voluntary organizations (PVOs) describe themselves as
 
being good at reaching tbe poor,as using participatory processes
 
of project implementatfon, as beinL innovative and experimental,
 
and as carrying out their projects at low cost." 

In line with the PVO community in -,enral, YIS emphasizes Its commitment to partici
patory proce,;,;cs. Also frequen,tly cited are its non-bureaucratic nature allowing
flexibility and inno'atlon, and its special achievorment.f; Jn being in direct touch 
with need,; at the villa,-e level. If th,'-;e clal-i, by YI.S are indeed valld, then it
would be a matter of interest to k-now just how the organization has achieved such 
effectiveness. 
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Unfortunately, there is relatively little written information available to an
 
outside evaluator to indicate the extent to which the above claims by YIS are 
justified, and also the degree to which YIS has been able to meet its original
 
goal (see p.l. above) of improving village welfare, especially among the poorest
 
groups. This is not, however, to say that YIS has made invalid claims about it
self, or that it has not had impact on village welfare through its programs.
 

[-The lack of information on these subjects is an indication, rather, of the 
complexity of determining things like "participation" or "impact" on the one hand, 
and the possible need for additional or improved strategies for research and do
cumentation within YIS, on the other. 

We can begin by looking at the issue of the "participatory" approach to com
munity development.. From talking with participants in YIS-Solo's training for
 
community development workers and also its training for trainers, it is clear that
 
tn esprorain have been important in providing community-baged organizers with
 
many of the techniques,strategies and the confidence to carry out decentralized-type
 
activities in their communities. Similarly, YIS's own field programs, carried out
 
over a several-year period with increasing intensity, have resulted in an im
pressive array of cadres and self-reliant group activity in Karangkobar district
 
of Banjarnegara regency in Central Java. But whether or not these approaches are
 
the equivalent of "participatory development" in the field is another question.
 
For, as Tendler notCs, very often what PVOs characterize as
 
participatory processes do not involve entirely representative decisionmaking,
 
but rather some degree of control by local elites or the PVOs themselves. This
 
less than"genuinely participatory" aspect of some PVO activity seems tu have
 
enhanced the effectiveness of the activity in many of the cases Tendler studied.
 
Finding that the slogans of "bottom-up" and "participatory" were not accurate
 
enough to reflect the actual dynamics of these development cases, Tdndler suggests
 
the application of additional categories such as "ouside-in" or "enlightened,
 
sensitive top-down" decisionmaking.
 

In YIS's case, we find that in actual field work in Central Java, a wide range
 
of approaches combining the above categories seems to have been utilized. A 1979
 
YIS evaluation of community development programs in cooperation with LP3ES found
 
that local leaders in Banjarnegara, both official and informal, and government
 
officials of various sectors playcd important roles in the initiation and imple
mnentation of community development programs. These roles, furthermore, differed
 
from one location to another. In other words, a variety of strategies and ap
proaches in community-level organizing seems to be characteristic of YIS'S own
 
history of field involvement. It is this variation, along with a considerable
 
ability to reflect upon and its own philosophies, which perhaps is more accurate
 
in characterizing the YIS approach then the blanket term "participatory."
 

It would be unfair in t-his context to underrate YIS's contributions to whatever it 
is that is ternmed "participacory" deyelopment in Indonecia, however. 'There are 
currently growing numbLrs of NGOs which carry out cadre training and field programs 
in comparzble fashion, but YIS must be acknowledg;ed as the earliec achiever and 
innovator in many areas. YIS's own publications suggest the depth and significance 
of its approaches as these have spread to outlying areas of Indonesia (ree, for 
exaiiple, k.-mlIn a !Ia va ra] at .embPH uun i Ka ;us -K a us PenF embangan Ma';va rakat). 
Staff members have acquired mas;es, of know,dg1L about local conditions am,d the 
application of development strategies, In the form of experience idlth multitudes 
of locaili!ed cases . The questlon that mu;t now be addressed is: (_LMiat 1)out the 
accessibility of all this information stored in the heads of YIS staff?J Very little 
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of it gets written up in the normal course of project execution.
been done Very little has
to make detailed reports on YIS field programs using 
a case-study format,
and making such reports available to the public and relevant institutions.
as Likewise,
past evaluations have noted, there has been no centralized collection of data on
the progress of YIS-sponsored community development activitiesCentral Java where it has long 
in the areas ofbeen active. Thus, thereeviLnre _P_ -Isstill a paucityofdemonstrating effectsonthe welfare of YISt are-cmUniet -y- -fes, especi al.- esecally such results as can be identified through systematic recordingimpact-assessment research. of information andIn its stature as an Indonesianachievements, then, YIS must still be judged as 

PVO of considerable 
of tho-,e achievements (however, 

falling short in careful documentation
obvious these may seem in an observer's personal,informal approaches). 

Of course, it is a long-term task for YIS and many other small PVOs to develop
the 4Lnstitutional capacity to engage in extensive research. Theassessments in the 1982 Laporan Program YIS 
individual project

(summed up in shorter form in Profile
Program Yavasan Indonesia Sejahtera Tahun 1982,sufficient reporting as 
see Appendix F.) mention ina significant problem. 
YIS itself readily acknowledges
the need to step up the development of a data bank regarding past experience which
could assist and streamline future projects.
 

Another aspect of YIS-as-PVO which I would like to discuss briefly is its
nature as a welfare-and-development organization.
wide In recent years, many PVOsseem worldto have moved from a specialized, single-focus delivery of social welfare
services (or "relief") to a more generalized, multiform approach to broadly-definedissues of "development." 
 (cf. Tendler 1982: 50-51). 
 YIS has also undergone change
over the years in this regard. From an organization
information and change 

which originally tried to bringto villages
planning only, 

in the areas of health, nutrition and familyYIS now has defined its role to involve comprehensive and intersectoral local development, whether this involves basic social services or more
technical programs in the econ-imic sphere. 

This shift in YIS's perception of its appropriate function hasly out of its emerged gradualwork in field programs. According to YIS staff,local d-velopment efforts to activatehave proven more successful when people have seen results ofprograms in an area where they feel definite need than when development, howeverwell-conceived, occurs in areas where people have no clear and defined felt needs.
Accordingly, YIS has undertaken projects in drinkling-water supply or incomegeneration (eg. handicrafts cooperatives or small-credit schemes), where thesehave be-en identified as reflecting community-defined problems.
 

Other programs, 
 such as development of a prototypeeffort,; on solar drier, have beenYIS's part to explore the possibilities
addLt ic(),; to 

of appropriate technologicalIts field programs. Still other programs, such asenvirorl, intal the design ofawareness communication materials, or the developmentpre!.,entatlon:; of videoon issues such as vill,,,e nutrition, represent efforts bytran.,wit important r'esages YIS toto diverse audience, both ruralA:)Te)Ldix Il, , and urban. (Seewhre TAF reports on several of the.se activities appear). 
'M----1I of the above types of program,, represent departures from/YIS-ue_.fur_ It,,;,.If, the original tasksand all of them must necessarily
those draw on skills other thanIn the health and health-related fields which were
expertLfe. YIS's original areas of
It Is stLill unclear whe tiher YIS feels Itself to be as competentworking with commutities inin, say, the Introduction of new plowing techniques, as 
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it is in creating awareness 
of issues and solutions in nutrition, for example.
The move from a more "specialist" orientation to development 
to the "generalist"
stance has been bolstered by YIS's confidence in its experience and resources in
traininn;, guidance and support of community-run programs. 
 Further, YIS recognizes
the need to respond to community initiatives in areas outside its own base of
expurti;e by co-rdination with other members of the growing networks of community
develoj.lient agencies, universities and donors, any of which may possess the needed
e::.. or technology. In this way, hopefully, YIS and other similar organizaticns will be 
ohl 
 to avoid the parallel and competitive development of identical
skills in -,ome highly-specialized areas where a more 
efficient use of resources

7o-,- call for cooperation and exchange. 

.uaintaining flhe comprehensive and generalist stance presents YIS with both
,adv:nt ;u and disadvantages in the community development
of ti(_ apprcach enterprise. One advantageis the cnportunity for the organization
of more !:pccialized expertise, 

to develop new reserves
for example in agricultural techniques.advantae Anotheris that ITS, in being able to run programs in a varietyhealth, can be of fields besidesmore 
flexible in responding to 
the needs of project-focused donors
in an atmosphere where types of projects and fields of activity"fashion." may go in or outAmong the disadvantages, YIS has to 
face the inevitability of more
mistakes 
or failed projects in areas where it has few professional skills.
may also be harder to It
target programs for the neediest groups, 
or to evaluate the
su,cess of one's efforts, in 
these less familiar fields.
(Y-67 (See Tendle r I )A 2:for a discusrion of some dimensions 

development agencies.) 
of PVO performance as "integrated"

The last, and in 
some ways most far-reaching, implications
of the generalist approach as this pertains 
to YIS involves the
 

"growth and sophistication that has been thrust ppon PVOs in their
new role as development entities. 
The greater bureaucratization

that has 
accompanied such growth may be diminishing the flexibility
and experimental qualities that are 
characteristic of small
organizations with circumscribed responsibilities" (Tendler,
 
pp. 70-71).
 

Thus, the full 
extent 
to which generalization of its mission might eventually
threaten proven YIS capabilities in the health and health-related fields, is
question awaiting a vitalan answer. Finally, the very qualities which make YIS a viable
channel for large-dnior funds 
(the ability to write proposals, reports and maintain
acceptable accounts) Lre not necessarily identical
the characteristics which make it most effective as 

to, and may even detract from, 
a change-agency in Indonesia's
 

villa";es. 

B. YIS as NGO 

In the late 1970s and early 1980s, non-government organizations in
have acquired a Indonesiamuch higher profile than was previously the case.governmcnt Indonesianminis;tries, especially those concerned with sociaJ services and the
environ,:-nt, have been at leist concessionary, if not always vocal, aboutNCOs can appropriately play. the roleGovernment concerns about NCO!; perhaps center moreon the extent to which "non-government" Is coextens;ve with "anti-government."Thus recent GOT formulations of co:u:zun Ity development dynamics includefor prescriptionsthe role of "s'elf-reliant" in;Li tut ions (swadava is the commonly-found term) 
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nlongside governmental programs, avoiding the loaded 
 term "non-government."
 
i 

Within the NGO community, meanwhile, new groups have continually sprung up,

in the context of the slowness, ineffectiveness or downright absence of government
program activity at the local or regional level. 
 Impatience with Indonesia's
 
bureaucratic tradition has been another stimulus to NGO evolution. 
Currently
 
Indonesian NCOs appear as a vaguely-tiered configuration of local or national
 
groups working on limited issues, of technically-oriented R&D groups, of organ
izations specializing in training and the organization of swadaya groups in a
 
variety of fields, or "umbrella" organizations helping to consolidate and co
ordinate the work of independent small local groups involved in similar issues.
 
(There are also multitudes of NGOs whose impetus, whether religious or political
 
or socii 
, is unclear, and others not actually involved in community development
 
at all.)
 

Against this background of diverse non-governmental efforts, YIS is by any
 
account one 
of the foremost NCOs at work in Indonesia, Having begun with a well
defined image of its goals and strategies, YIS became regarded as effective and
 
responsible in working with communities to solve health-related problems. YIS's
 
leadership has been one of the most eloquent voices arguing for decentralized
 
and bottom-up development. (In this connection see the essay by Dr. Lukas
 
Iendrata in the April 1983 issue of Frisma, included in Appendix J.)
 

Interestingly, YIS has no' ended up at odds with the high 
 levels of government 
as its prestige as an NGO has grown. In fact, YIS philosophy and programs seem* 
to have been granted a place alongside the national health and family planning 
institutions. IlTe carefully-balanced way in which YIS has expressed the need for
Scooperation" with government agencies, even while contrasting its own approadhes

favorably, has enabled it 
to be a particularly influen'tial NGO within the national
 
framework. 
 The adoption of health and family planning strategies at the national
 
level, by the Ministry of Health and BKKBN, which originated from YIS's conceptual
ization3, proves the organization's ability to pursue its own goals in radically

different contexts. YIS is adept at simultaneously contemplating localized needs
 
of diverse communities, 
the micro-level concerns of government power-centers,

and the requirements of the international donor community. The balancing of such
 
dlvurgent interests 
 is a convincing measure of YIS's institutional soundness. 

In considering what particular qualities of YIS have enabled the largely smooth 
relations with governmLnt authority at different levels, another feature might be 
YIS's fin.;'; in dowiplaying conflicts and avoiding institutional upstaging.
Certainly YIS activities have encoUttered ;uspicion and obstruction at the local 
amd rijional level, of governMcnt. Yet Whether in the villages of Karangkobar or 
the nit Ional iniltries, Yi sceUsll MIT1ng to share credit for achievements with 
the g',nv -n-ent, and does not exploit local sociopolitical tensions in order to make 
a place 1.nr ft-,,lf. Il YIS cor:'imnlty process focus can pervade ahe development 
l,cal a <a, without tlh ori.zatinn a,; such assuming a high profile. Indeed, it 
I . prob,i, ly p1 I cI.] IV r.,t IVU for YIS work,:1 to tilis way. 

'IS , elvi n,;]ly, a!,,) been able to forge strong Working relationships with 
govoernment be,.u,;e ,,f proff.,; i onal tie,,; between its own and GOI leadership in the 
field; of heilth and fximly planning. Indeed, whether or not YIS's relations 
with other O)I burliticraties will be as productive as those with BKKBN and MO1l 
is a Vl d que',tion. 
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Currently, as mentioned above, YIS may have opportunities to make inputs to
 

national planning through the Ministry of Home Affairs. The extent to which this
 

type of link with GOI will demand the attention of YIS leadership and absorb the 

skills and energies of top staff is still unclear. Whether or not YIS will become
 

incroa,:n:;ly dependent upon GOI or GOI/foreign donor contracts, as compared with 

alternative r..athocis of generating income, and what effects increased ties with GOI 

would have on the organization's operations and abilities in the non-government
 

sphere, are other significant issues. 

.:,,t.Lrraspect of YIS which must be mentioned here concerns the current 

prolifc ration of NGO groups in Indonesia. There is a growing number of entities 

seLL. Ln, lii il status as "foundations," and. an as-yet uncounted number of quasi

officL:.] ,-r ups. At the same time, YIS's approach in moving outside of its Central 

Java 1', rtland., as' it has forged links with South Sulawesi, North Sumatra, Eastern 

;u! ,d. Nias, for example, has emphasized the establishment of independent 

"bed." x.hich plan and coordinate locally-conceived activities, and (hopefully) 

remove c_ ru:iii cy dcvelopment out of the control of one or another local vested 

intere:;t. 

While it is indeed necessary to have appropriate independent groups at local
 

and re;lonal levels, the danger lies in non-productive propagation of institutions
 

and offices. There is a need for YIS to look more closely, perhaps, at the
 

rcas into which it is currently moving, with an eye to identifying strong, 

cot! esive, localized institutions, which may be quite traditional in n;,t 1, 2 yet 

!-L:tl viabl as the "vessels" into which the "new wine" of participatory develop

nent may be poured. The seka of Bali, for example, is a traditional "voluntary 

a.;, ociation" of individuals whose form and function have in some notable cases
 

proved effective in implementing local initiatives in community development fields.
 

It is tip to YIS to be sure that its staff remains as ,open as possible to regfonal
 

cultu.'al variation, so that oppurtunities to identify appropriate traditional
 

institutions may be utilized, thus avoiding needless bureaucratization of the 

NGO co, iunity. 

The issue of YIS's sensitivity to local concerns as an NGO has other 

ra,!ifications. While achieving national prominence and high levels of funding,
 

YIS may also have lost some of its solidarity with local communities. There is
 

so:metimes a tendency for villagers to perceive visiting YIS staff as important
 

"Official" authorities; some provincial community development workers have felt
 

that YIS staff gave the impression of being directive and "self-important" during 

local con*,ulting tours, and have asked for unreasonable budgets and facilities
 

while in the field. Likewise, there ha-, been some feeling from government workers
 

receiving Lraining by YIS that certain staff members "felt superior" by virtue
 

of tleir involvement in the non-governmental arena. These sorts of feedback 

raie serious issues reflecting on both individual staff attitudes and overall 

organi;.Jitional sensitivity. 

In closing this section, I would like to mention that YIS, along with the 

varied ranre of other 'GO groups in Indonesia, has actually not received as much 

attention froA out;ide aglencies as it warrants. While many people experienced 
in the d:namlcs of development in Indonesia see NGOs as somehow the "best hope" 

.for improvement; in the interest of the disadvantaged majority, there is 
surprisingly little known about how NGOs actually work, which ones are the most 

successful and effective, and how they really do achieve their successes in the areas 

of pianning, or 'ani;ing, training, ir;pleenting and assessing community development. 

There is a pressing need for more effort to display and document the successes 
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and failures of NGOs----not just as justification for foreign donors or GOI
 
edification, but in order that the entire NGO effort in Indonesia be as informed
(ard
mutually-supportive as possible in carrying out diverse and widely-dispersed
 
activities.
 

tnother reason it is so 
important to improve the substance and channel'ing of

information on and from Indpnesian NGOs is the need to document as 
far as possible

hou. the p.,orc';t groups are being reached and affected by NGO efforts. It a
 
recent 02FAMI-sponsored seminar on "Thinking about 
 the Poorest", in which YIS 
participated, NGO groups working in Central 
Java and Yogyakarta areas were able 
to ccn.. up Uith interesting formulations of their common experiences, problems
and successful strategies. Further dissemination and discussion of the material 
;r)JULd by research, analysis and write-up of NGO experience would be of great 
value to many parties. 

V. Internal Dynamics
 

In this section I would like to point out some of the salient features
 
supporting the organizational and program strategies of YIS, 
as well as a few of
 
the problems and challenges faced by this institution which has continually re
evaluated its procedural and operational effectiveness during the past 7 years of
 
:.,,pid evolution. 

Earl) evaluators' comments on YIS pointed out 
its unusual character as a
 
community development group emphasizing decentralized planning and village-level

initiative---a "grass-roots" orientation remarkable in its dissimi],jrity to 
the
 
official development planning community. 
With training and most field programs

based in its Solo office, and national planning/polihy activity as well as 
overall
 
adniiitration and communications handled largely by YIS-Jakarta, the organization

has h-. an admirable and unique dual base. 
 It can thus broaden the impact of
 
disparate, localized activities by bringing them into focus at 
the central level,

and at the same 
time render its field activities accessible to wi'der attention and
 
donor support, through its 
contacts in the centralized and international Jakarta
 
community. 

YIS is an organization with two 
faces, one turned towards generalized and
 
issue-oriented development planning and implementation spearheaded by the GOI and
 
large donor groups, and the other toward the highly specific complexes of needs

in the many communities YIS hopes to serve. The "Jakarta-Solo axis," the two 
separate offices with differing functions, is thus fundamental to YIS's identity.
 

It cannot always be easy to maintain a smooth balance under the "twofies.
hutflie? L" rubric, however. Communications and continuity can suffer-disruptions


' etween the two headquarters, and inter-office working relationships may be harder 
to for e than in a more localized institution. The different natures of field and
 
tirban ht,' dqu,-rters can result in divergent perspectives, to some extent, between

Solo and JaZ arta staff as to what the YIS mission really consists of. An example

of this typ e of challenge is the continuing debate overt rjv.' eontractor"


a.elfare" aspects of the organization. It is easier for Jakarta 
staff to accept ar.uments for charging higher consulting fees for staff services
 
than it is for the Solo 
 staff, who are more isolated from "international rate" 
consultin:, practices as these are coMTmonly structured in Jakarta. At the same

time, Solo personnel may 
 chide their Jakarta col leagues for becoming less familiar 

- 15 



with the "field conditions" which determine the outcomes of real development-plan
 
impi' ementat ion. 

The above sorts of issues certainly reflect the complexity of "doing" com
munity development in Indonesia, and can probably be handled well given YIS's
 
strong tradition of problem-solving and identification of weaknesses. 
A more
 
serious challenge under the, dual-base system, perhaps, comes under the rubric
 
of manag.ement. Given YIS's innovative style and expanding scope of activities,

maintaining the communication and coordination of two differently-styled offices,

both of which may need to work closely on a single project activity, is extremely

difficult. The tendency under such circumstances, especially when time is short
 
and the project load heavy, is to look to the "top" for guidance and decisions. 
Sometimes a bottlcneck can develop for YIS's directorate ;charted organizational
divisions and hierarchy can become blurred, as staff of two offices strive to
 
keepa unified image and objectives in sight.
 

YIS's leadership has for some time been exploring new ways for dealing with
 
its management challenges, and in 1983 has decided to implementothroughly over
hauled "Project Management Procedures". This new system, the result of months
of in-house discussions combined with the consulting services of a Jakarta manage
ment firm, is aimed toward standardization of administrative work and delegation
of as much authority as possible. 

At the hearL of the new management system is the need to have efficient 
delegation and administration in an organization that is more project-oriented

today than in its early phases. 
 Thus it has been decided to abolish the structural
 
designations of staff according to "divisions," and to establish a-More function
based model which treats all YIS activities as one or another type of projeft.

Staff will be broken down into a 3-tiered configurat'ion consisting of:
 

a) Working Partners: staff assigned to work oil a particular 
project, responsible to Project Officer 

b) Project Officers: in charge of a particular project, 
responsible to Group Manager
 

r) Group Managers: in charge of several projects,
 
responsible to the Directorate. 

In concert with the above restructuring of activities and personnel, YIS
 
together with its management consultant have drawn up new information systems to make

for smoother reporting and the compilation of a central "data bank". All of the
 
drafted new procedures were p-esented to the relevant YIS staff from both Solo and

Jakarta offices in June 1983 (see Appendices Ifand I, with YIS's report and TAF's
evaluation of this activity). A six-month transition period to the new system
 
was proposed, and thus YIS hopes to be operating fully under the new procedures
 
as of 1 January 1984.
 

While It is still too early to tell how the new management system will affect 
YIS's operations and programs, some indications of its results have emerged during

the initiation/transition period. 
 Under the new system, Group Managers have a great
deal of responsibility for formulation and implementation of projects; it now is 
necessary for the 4 designated Group hanagers to develop confidence in planning 
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* and decision-making, and for the Directorate firmly to resist further handling of 
authority which is delegated to the GMs under the new procedures. Whether or not
 
the GMs have perhaps too much responsibility relative to the Project Officers is
 
a question that will have to be answered as experience with the system grows.
 
Other personnel issues emerging at present include the need to re-assess salary
 
levels, and the process of rotation of personnel in and out of assignmer.ts as the
 
YIS portfolio changes over time.
 

Further implications of the management procedures above relate to thLjhereat
 
of "bureaucratization" under a large lead of paperwotk, first, and second, to 
the
 
ways in which new procedures will enhance or impede coordination and communication
 
between Solo and Jakarta. To the extent that the new system treats all activities
 
according to the same format, as projects, there remains a residue of YIS activities
 
---negotiation of contracts, public relations work and many miscellaneous adminis
tratk-ve duties---whose execution is still unclarified. And finally, the new
 
procedures do 
not explain details of how the work of research and evaluation
 
regarding projects will be conceived, carried out and recorded. The emphasis of
 
the new management system seems to be more on the formulation and execution of
 
projects, with less attention being given to how the "feedback" process of experience
 
and careful evaluation can be integrated into future program and personnel
 
development.
 

VI. The Issue of "Core Support"
 

With funding from USAID and TAF in the form of salaries and other basic overhead
 
costs, YIS has completed a period of institutional growth and consolidation. It
 
indeed seems that the institution-building objectives of the donors and YIS have
 
been _wcll-served by thld pattein of-uPort--With-bhsic-elements of overiad taken
 
care of, YIS has been able to fucus its energies on the skills of its personnel, the
 
quality of its field programs and the expa'sion of its consulting services. At the
 
close of the AID/ASIA-G-1191 funding period, there have been no great 
tremors
 
felt nor fiscal alarms sounded. A roster of potential and already-secured projects
 
during 1984 is being developed, and a number of field programs have received new
 
or extended funding.
 

When YIS supports localized development efforts, it always tries to identify
 
and minimize the tendency for kctergantungan or 'dependency', whether fiscal or
 
organizational, in the small NGOs or communities with which it works. 
 Similarly,
 
both USAID and TAF, as donors co-financing some of the endeavors of YIS, seem to
 
have felt strongly that prolonged overhead support of YIS might encourage a sort
 
of "dependency" which would not be healthy for YIS and which would certainly be out of 
line with the objectives of TA and the Mission themselves. As YIS gains more
 
experience and organizational stability, it was 
felt, a larger measure of its overhead 
expenses should be generated by its activities. The donors seem to have 
had an eye for a self-sufficient, self-financing, YIS administrative structure 
in the not-dis;tant future. 

The above sketch of donor intentions to phase out "cote support" for YIS 
reflects a concern for that organization's abilities to plan rationally and manage 
its affairs efficiently. It also reflects a "stand on your own two feet", marketplace

view of financial endeavors which is grounded in a particularly American appreciation 
of ener,,etLic captalist enterprise. The underlying assumption in such a view toward 
YIS is that, if YIS 's skills or products are really appropriate and useful in the 
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-enterprise of Indonesian development, YIS should be able to market them effectively
 
and prosper through its own profits. Continuation of "core support" might only
 
suppress initiative and cushion a bureaucracy.
 

The problem with the above view of core support is that it places institutional
(costs
at the "core" of things, treating piogrammatic concerns as rather peripheral.
 
Tle soundness of an organization is determined by the character of its fiscal
 
arr.n,,nt rateth h,,1y t t-ua---rogr~ams. However, it is 
also possible to view core support-type funding apart from the context of adminis
trative structures, as a strategy to support innovation and creativity in the
 
areas of programs, as a method of developing staff (i.e., human) potential and 
not just purchase of paper clips. As Rohde and Singarimbun stated in their 1979
 
exalu.ition of YIS, to equate core funding with strictly administrative support is 
to :.is; the many ways in which such funding, directly or indirectly, is put into 
projtcL-related efforts. 

Tl tendency for a "project-focus" attitude among donor groups, where funding
 
is fo-'=ulated to support specific actions, may lead to a situation where so many
 
resources are centered on project activities that there is little left for the
 
exploration, innovation and skill-building that help to shape effective organizations.
 
In the case of YIS, of course, it also must not be forgotten that the organization 
has an important role in certain government planning and policy efforts, and does 
nL-t only implement projects in the field. 

Another argument against the tendency not to favor core support is, of course,
 
the severely limited resource base--namely, village Indonesia--which has been the
 
prime ground where YIS and other like NGOs have tried to plant their cormnunity 
development seeds. To the extent to which YIS must concentrate on the profitaibility
 
of the projects it undertakes, and to the extent it dan only undertake profitable
 
projects in order to remain fiscally sound, its flexibility and opportunity 
to
 
res.pond to the village-level concerns it feels best qualified to handle will become
 
increa.,ingly limited. And if YIS can only rarely or not at all work with 
com
munities or organizations who cannot pay for its services, in the long run YIS 
will lose its cutting edge in dealing with such groups at all. It will become an 
urban-based consulting firm whose responses are determined by donor-set project 
rueCuests, and may lose an invaluable aspect of its character as a proponent and 
exLiplar of certain "bottom-up" development ideals. At present, YIS is still
 
poised between finding funding to implement its own program designs, and deriving 
income by carrying out other agencies' project or research requests, but the 
momentum seeins to be in favor of the latter pattern. 

In considering the extent to which YIS's activities might become thoroughly 
donin.-t(d by donor-determined priorities in a future free of "core support," the 
donor ,i encies thems,;elves must consider whether there is sufficient justification 
for runiiiiig YIS along "project mentality" lines. Is it true that money spent for 
overhead support is less well-spent than money given in the form of particular 
project bit1:',et_ ,? Is it worthwhile to allow YIS, by virtue of contribut Ion- to 
it.s; overead cn,;t , to det.ermine a greater ;hare of its program actIvities, 
since in that v'ay It does not have to focu-, on generating f[xed-costs revenues 
from every unckeortaking? It seems a bit patron zi n to) a;!;sime that oerhecad support 
for YIS indicates a lack of sufficient n!; tItutI onal .,oundness or development, when 
there are orann:atifons in the we;t ".hich are considered to be performing Important 
roles in e?,"l]ping countries (the A,,riciltira] hievelopment Council Is one) which 
are given Iong-trrm overhead ,;upport by large donors. In some cases, it may be 
appropriate to ,cknow]edge that the tpe of work being done by an organization in 
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not 	such as to lead to total institutional self-sufficiency.
 

Certainly, the issue of core support vs. project funding is complex and
 
difficult to assess, since-it requires a careful evaluation of each case and its
 
conditions of operation. 
NMy final point here is just that, in the current
 
atmosprere of Indonesian community development, when donors must often search
 
hard for the qualified individuals and workable organizations through whom to
 
channel the great resources at their disposal, YIS has been widely judged_ 
 e 
committed, responsible and comparat vely effective. In such a case, a changed

funding pattern-base on project-derived overhead instead of substantial core
 
support may not reinforce the same organizational chcaracteristics for which 11S
 
has earned much credit.
 

VII."'The Asia Foundation's Role in YIS's Institutional Development
 

When the institution-building activities represented by the grant under dis
cussion here were begun in 1976, there was a consensus among officials from all
 
three organizations involved that The Asia Foundation could play a significant
 
part in enabling the achievemant of project objectives. Both YIS and USAID felt
 
a need for an intermediary organization to handle administering and overseeing

functions relating to the grant funds, the former because of the complex nature 
of the administrative responsibilities involved, and the latter because of a lack
 
of staff to keep close enough contact with YIS itself. In addition, because
 
initially the SSG (then called a DPG) funding involved not just USAID/Indonesia
 
but also USAID/Washington, TAF was seen as an appropriate PVO which, by virtue of
 
its experience working with USAID, could perform the administrator-channel role
 
effectively.
 

On its part, TAF had programmatic interest in the nature of YIS's work, and
 
felt that alignment of its own priorities with YIS's goals was appropriate. Thus, 
the following list of TAF's functions vis-a-vis YIS and USAID was drawn up: 

1. 	Technical assistance to the headquarters staff in the form of 
part-time services of two American specialists in material
 
development-production and private-sector program development.
 

2. 	Monitoring relations with AID/Washington and USAID/Indonesia. 

3. 	As a private institution itself, with long experience in
 
assistance to Asian private institutions, The Asia Foundation
 
would provide relevant overall guidance in managing AID funds 
and effective program direction. 

4. 	 Provide a "public relatlons" link between YIS and foreign donors, 
o'server; and reporters. 

5. 	 A,;1;tI In vvaluat!on and reporting related to the DPG. 

In general, this list of priority functions of TAF in reflected in the history
of this instIltution-building project. Technical services of consultants have 
repeatedly been provided, most recently vI th the management-technique consultancies 
of Dr. V . O'(onnor In 1982 and Ir. Adul tlakfm In 1983. Monitoring, evaluation and 
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-reporting in line with both USAID and TAP requirements has consistently been
 
carried out. TAF has been able to assist with YIS's "public relations" efforts
 
both through its own network of institutional affiliations and also by drawing
 
YIS's attention to opportunities and resources available in support of its insti
tutional development.
 

As to the "overall guidance" and "effective program direction" compouents of 
TAF's role, it appears from the record that TAF's direct consulting with YIS 
regarding its program activities has taken a continuous, largely informal, shape. 
There have not generally been on the TAV staff psonswhoLcould-be-cons!dered as 
expl-_.' in YIS 's maJor p_.mogKam fivlds-oL cQmmunLtty-deLvelo-pm~nt. health-related 
i'e or parrticpnt trining. TAF has attempted to keep in close touch with YIS 
V'ieievLr specific.,needs for consultation have arisen, and to point out areas 
of YIS's leadership and operations which have seemed problematic. TAF has also
 
been,-a!ile, repeatedly, to respond relatively quickly to YIS's needs for specific 
project support. Among the non-SSC-funded activities which have taken place are 
staff training outside of Indon,_sia, the development of appropriate technology 
prototypes, the design and production of education and communication materials, 
and technical aid in the form of drinking water supply and irrigation improvement
 
for comunities with which YIS has worked (see Appendix 11.).
 

With regard to the objectives of SSG support to YIS as it was originally 
conceived, there are certain types of guinance and direction which TAF r-'i have 
been able to provide to a greater degree. Specifically, the conceptuali.:ation 
a ---- w ch-ro-e.sesw]flprovide "evidcnce f_s trengthened institutional 
c;1iabiit " shoulcj have been an area where TAF and YIS workd--more-closely. The 
original "Proposal to USAID/INDONESIA" for a Development Program Grant discussed
 

expected outcomes of such support as follows:
 

'More broadly, the evidence of strengthened institutionnl capability will\ 
b2 found in the quality and output of the various projects, present and \ 
future, undertaken by YIS. It is difficult to predict quantified program' 
outcomes, because of the diversity and number of activities that are 
being undertaken. In general, YIS is aiming for significantly improved 
public welfare in the project areas to be covered. More specifically,
YIS hopes to isolate and measure in some degree (1) lowered birth rates, 
(2) lowered infant mortality, (3) improved health and nutrition, and 
(4) public adoption of community improvement measures. Another gauge 
of the effectiveness of the headq uarters will be the developmnr of 
new project.; and succes., in attractin, further support, dome,tic and 
foreign, both for pro ject; and for the Infras;tructure after this proposed 
DI'(G expi res. ' 

:hile the Infrastructural tndicator. of YIS's attainments are clear enough, 
tforthd'_forn "et1 ty an11d O"tPur" of YIS',; projects over the past 
7_.'ej r,; r,.-ailn Stat i ;tlcal uren t 0f t h-e--ort enumerateF above1e'. ,; ':o. o'a 

w'eon thl,; l,,ith,,s not frthc(rm ng a',. dflr( c ly r e,; to ;pci fc YPS program achieve
llent . in . t , ti, .,ince of c (.1r' ut. , -;,.ur.,,ble v, ifictIon reflec,,t'; the 
cor::[ x, ov, t 0 1; lned nlat tI . of t I t Ie.; ]uchI a " imp roved I a It 1h o d I t.I ons " 
NevertLh lec;,,, ,n a,,1rly, we] I thou;ht -out strat .y for c IIot-Ing and I.e,;,;lng 
certain key '.ourch,,, of information, ,de,. Igned by a c;rl laborat .e TAF/Y of Ifort 
ml ght have inabled rnore !;picI fIc I d I t I on of prt Iculair pro,,ram attaInment and, 
even ri:re the' a!,('n,; i d se.5;,;e;fallires .1:,i,'rtant, r IeliI id ,,orv ucc or 

- 20 



I
Certainly one of the most significant outcomes of the cooperation between
TAF and YIS during the period of SSG support has been the enhancement of TAF's
 own awareness and appreciation of the activities of Indonesian NGOs. 
 Through
contact with YIS staff and monitoring of training, field projects, research and
consulting services, TAF has .been able to be more abreast of NGOs philosophies,
goals0 and actions, and to develop a network of contacts with other actors in the 
varLegated 'N'CO/PVOrealm. 

As a result of its association with YIS, furthermore, TAF has felt it
irportant to strengthen other such ties with NGOs in the interest of the
 
%_-:ocratic 
pluralism" it hopes to promote in Asian societies. 
YIS has been
crucial in helping demonstrate to TAF (not to mention other donors) the potentialirrpacm of decentralized, comprehensive community development. TAF's current
SSG-funded activities under the rubric of "Strengthening Indonesian NGOs,"
well as as


its programs with NGOs in Java and Eastern Indonesia, can thus be 
seen
 as a natural and direct outgrowth of the concerns and opportunities TAF hasidentified in the administrator-channel role during the past 7 years of YIS's
 
institutional development.
 

VIII. Conclusion
 

There a-e many dimensions to an organization such as 
YIS, and many questions
reg,arding its activities, that cannot be fully treated in this 
assessment.
Nevertheless, I hope I have indicated some of the important issues tQ be addressed
at the conclusion of a program of support such as 
the recently-ended co-finanded
 
funding of YIS by USAID and TAF.
 

One conclusion that has emerged in the process of writing this evaluation is
that YIShas fuifile dmoS_ th_e bject -,es 
envisioned by its leadership and the
donor agencies when the assistance program was 
first planned (see Introduction,

That is, YIS has expanded its programs, offered a variety of consulting


services, strengthened Its administrative base for carrying 
 out donor-financedpro ,,ram, Ishared tile result of its efforts within government circles, and developed 1f,~d~tioalmeans of support tofinancial help assure its own continuation. 

In my view, though, an area where more resuilts should have been evident wasthat of '-at.iatic research_ad-visj hlon. In ordez that as much information as
possible be generated in order to clarify the specific relationships between YIS'sorg.i:11;'a tion, programs and Impacts in the field, more useful studies regarding YISpro'r,.:,; need to be conducted, u,;lng not Just quantitative but also ca.se studyappr()o it ;. One thinkqs of the long-running Dana Secot activitiei in Solo---whatIS.; tie c i"1"n t y health profile of the regions affected by these programs?vf1 1lap,; there YI S hia; wo rked wit h Inc (t)--generat In g 
In 

proj ects, how much income
i.h, bnedern, nercted, by vtcOr? T!; It po!.,;lb1le to gather evIdence thrt mothers 
p,.artIcIpItinli, ill b,hy'-wael;bhlng group; derive a jgreater au renc';,, of health and
nutritt r--rtc~d I rdlndicatrors In their tnmder-five children? types ofThIe questionswhich could be re,earclhed are oft en c:'plx, and prhap'; not r 'adly capturedthrough ;tatIsitIcal m-thodoo)gI c;, th above sar'pling Is only a start. Furthermore,YIS ftf.e'lf 1'; able to help tie ,'ovirn:-ri't and donor age'ncie,; find better ways of 
as; rig uich qrc;:;tion';, and of procceding to find the ans'.,w'rs. 

- 21 



A-ong Indonesian agencies active in comneunity development, YIS is certainly

among the very few with the proximity and capaiilities needed to articulate

furdamental choices and directions. Almost obliquely in some YIS reports one finds
mention of issues that seem to basic inbe determining project effectiveness 
in a particular context. 
 The decline in authority of traditional, autonomous
 
village Institutions and their displacement by centralized bureaucratic power is
 
a cclr eling sociopulitical, theme underlying current village development in

II C'O: ia. 7his is just one example of areas where YIS seems to be in close

tr)uch with a problem that needs its own specialized effort to be understood and
 
incor; orated in more effpetive organizing and planning.
 

Of cnurse, in the case of the grant under discussion here, the responsibility
ior dLt[,rlining tesearch and evaluation priorities lies primarily, though not 
so,,-, w:ith YIS. In the day-to-day round o- individual project design, implement
ati,rn and reporting, YIS has to accomodate the requirements of many agencies.

To the e:LenIt to which those agencies are able to work with YIS in ensuring that
 
re-, earch and evalurtion needs are well thought-out, relevant, planned well in

advance and supported with adequate resources, both YIS and its clients will be
 
able to derive many more insights into the natu-e of YIS's effectiveness. 

I suispect that within the wide-ranging realm of Indonesian NGO activity,
YIS stands out in part because it is a, exemplar and proponent of what is often
 

JLdL~ailni=-o Ldplazh-
 to--dave l-o pmen :i-isnhlo.,i:phasizes
-L iaaie drad 

-u.a 

a rqhip--and t--amw, rJk-ilth econ text ofLcommuni tyacc~J n, and
acpars to involve a stage-by-stage emergence cf effectiveness, 
 efficJency and
the capacity for expansion. An organizition's "skills in building capacities for
action through action" do not develop through dependence on large-scale, "blueprint;"
project design and implenvntatien, but rather are enhanced by "adaptive, bottom-up"
strate,-ies (as David Korten found in 
an in-dpth study of development assisLance
 
progr :,.; in Asia; see "Community Organization and Rural Development: A Learning

Proco:.s Approach," in Public Adrninitr. tion Review, 1980).
 

This sounds, in fact, much like a paraphrase of the YIS philosophy. What
is needed Is for YIS further to nurture the "learning process" features already
prevalent in its approach, and focus of analysis on its proectn in terms of their
 cc teoU- co e--s" es vons_ learned_, nd broader implications. This level of
 

..... lies above that of individual project infornatff---gathering requirements,

and renr,,qoe.s a nore r;ystematic incorporacion of the mawas dir (self-assessment)
princif: Io. In this way, c]lient-determlned priorities could executedbe without
thrc.tcnin,, perpetuation of the YIS comr:.itment to village welfare in Indoesia.
It I,; crucial for that commitment to renain strong and clearly articulated, even 
as thic organization continues to build its capacity to manage a diverse portfolio 
of col,.nt interests. 

MZ: man 

CID: JOS 
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