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Executive Summary

Initiating Mission: USAID, Colombo, Sri Lanka

Title: "The Second Mid-Project Evaluation of the PVO Co-Financing
Project (383-0060), USAID/Sri Lanka'". July 1986,

Brief Project Description: The project purpose is 'to enhance the
opportunity of local communities to participate in their own
development by assisting indigenous and US PVOs in undertaking
collaborative activities which improve the lives of the poor."
Through the project, USAID provides partial funding to development
"subprojects" designed and implemented by Private Voluntary
Organizations (PVOs). The subprojects are "co-financed" in that
USAID will not support the full cost of PVO subprojects; substantial
non-USAID contributions must be demonstrated by the PVO, the
Government of Sri Lanka (GSL), and/or local communities before a
subproject grant is approved. The minimum non-USAID contribution is
25%, but in general a contribution closer to 50% is expected.

The project is intended to meet eight objectives which are the
topical criteria for accepting subproject applications: (1) to
enhance the opportunity of the rural poor to participate in their
own development; (2) to develop the institutional capacity of
indigenous PVOs to effectively collaborate with local communities on
development activities; (3) to increase the participation of women
and disadvantaged social groups in development activities addressing
problems of their socio-economic status; (4) to create employment
opportunities and raise incomes of the rural poor; (5) to promote
private enterprise; (6) to enhance other aspects of levels of living
in poor rural and urban communities, such as health and nutrition;
(7) to accelerate the application of appropriate technology at the
local level; and (8) to promote community based, integrated rural
development on a self-sustaining basis.

Purpose and Method of Fvaluation: The purpose was to examine the
overall impact of PVO sponsored subprojects and the value of the
project as a mechanism for involving PVOs in achieving Mission
objectives. This included the effectiveness of PVOs in carrying out
development activities and the impact on the intended

beneficiaries. The evaluation reviewed the effectiveness and
appropriateness of the subproject approval criteria and monitoring
and evaluation roles. Recommendations related to the continuation
of the project were expected.

The review was conducted near the end of the seventh year of
the ten year (as amended) project. Information was gathered by
review of USAID project files, particularly related to individual
subprojects, interview of USAID officials involved with the project,
and visits to 43 subproject field sites and PVO offices.

Major Findings and Conclusions: (1) The project is meeting its
purposc. 1t has had positive impacts reiated to each of the
different objectives except one (promotion ~f appropriate
technology, for which impacts werc negligibie). No negative impact
was identified.
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(2) Particularly notable characteristics were (a) strong and fairly
effective collaboration with local commuaities for some subprojects;
(b) effective promotion of micro-enterprises in two subprojects; and
(c) a good record of effectively involving and benefiting women,
with eight projects focused on women and cight others having a high
percentage of women participants.

(3) The purpose, objectives, and management structure of the project
require no change for a follocw-on project or a further extension of
the present project. Suggestions which have been made could all be
implemented within the present project design.

(4) Most subprojects are for two or three years. Extensions of
three months to one year have been required for many.

(5) February 1987 is the critical date by which the bulk of
outstanding grant commitments must be made. After that date,
two-year subprojects have a high probability of not being completed
before the overall project PACD.

(6, The project is behind where it should be in the co.mitment of
grants if all funds are to be used by the PACD. To be completed
without an extension of the PACD, approximately $2.2 million mcre
must be committed by February 1987. Though this vequires a much
higher rate of commitments than in the past, there is a possibility
that it can be done. By September 1986 (the latest time when a new
subproject could be submitted and be approved by February 1987) it
will be possible to get a fairly accurate reading of this,

(7) The proven sustainable annual level of grant commitments is
about $900,000. It hovered around $500,000 for the first six years,
and jumped to $1.2 million for the seventh. When the project was
extended and the funding increased, it was at an implied annual
level somewhat hipgher than justified by experience to that date.

(8) Management of thc project has been sound. Good relationships
exist with PVUs. Subprojects are well monitored; there is immediate
follow-up whenever problems develop. There is a good balance of
firmness and flexibility in dealing with changes requested by PVOs.

(9) Approval of subprojects has been well within the objectives of
the project. However, there arc informal unwritten criteria which
are important in Mission decisions, which are not all consistently
applied, and which are not adeguately communicated to PVO
applicants. The most important and difficult criterion regards
"sustainability" of subprojects,

(10) Several aspects of the management of projects and grants are a
problem for some PV0s and could be addresscd more deliberately and
in a sustained wuyv by the project. They include project design,
proposal preparation, reporting (both for donors and internal
project managemesnt), accounting, and evaluatiocn. There also seems
to be little discussion among PVOs about common development and
implementation issues.



(11) Though the purpose and objectives are being rcalized through
the existing grants, the range of Stri Lankan PVOs which have been
funded is narrow. Most funds have gone to a fairly small number of
PVOs which have develoned the capacity to manage relatively large
projects. The team believes the project has not reached its
potential for improving the capacity more broadly among national and
regional PVOs to manage development activities and funds.

(12) The project has not developed a mechanism to give very small
grants to local, community based non-governmental organizations, of
which Sri Lanka has many. These cannot be administered in the same
way as the present larger grants.

Major Recommendations: (1) The PVO Co-Financing Project should be
continued. Plans should be made soon either to extend the project
further (five years incrrasing the funding level Ly $4.5 million) or
to authorize a follow-on project (suggested eight years at a level
of $5.0 million). Start-up by early FY88 is suggested.

(2) In 9ctober 1986, the Mission should reassess whether the bulk of
subproject grants can be committed by February 1987. If it appears
not, an extension of ¢ *« 12 months will be sufficient to commit all
funds, if that extension is done promptly.

(3) The USAID Mission should define and write out the informal
criteria used in considering PVO proposals. These should be
included in the guidelines given to PVOs and should help guide PVO
Committee deliberations.

(4) Recommendations are made in the text for discussing and defining
the sustainzbility issue for different types of PVO subprojects.

(5) The project should take a more active role in building the
capacities of PVOs to implement development projects and increase
the level of discussion among PVOs about development. Suggested
mechanisms are subproject grants for series of workshops, seminars,
and training sessions conducted by PVOs, PVO umbrella organizations,
or training institutions.

{6) The cummulation of direct and indirect beneficiaries categories
on the quarterly report format nceds to be clarified for PVOs.

(7) A USAID Controller's Office stafi member should visit any new
subproject grantee to help set up an acceptable accounting system
before the project gets underway.

(8) USAID should make a concerted, low key effort to expand the list
of national and regional PVOs applying for co-financing grante,

(9) USAID should produce a brochure for dJdistribution through PVO
channels simply describing the co-financing grants and specifying
the criteria for considering subproject proposals,

(10) The team suggests that the project fund an experimental program
of "micro-grants" to community-based PVOs through subproject grants
to onc or more PVOs or umbrella organizations,
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Acronyms and Abbreviations

.....All Ceylon Buddhist Congress

...Assistant Government Agent

.....Agency for International Development

«....Community Development Council (SCF Project)

.....Country Development Strategy Statement. A
periodic policy statement of the program
priorities of the USAID Mission to Sri Lanka.

..... Center for Women's Research (Sri Lanka)

.....Development Officer

..... Government of Sri Lanka

..... International Human Assistance Pro,ram

..... Lanka Mahila Samiti (Lanka Women's Association)

..... Mahaweli Authority of Sri Lanka

..... Nation Builders Association

.....NonGovernmental Organization (PVO)

..... Overseas Education Fund of the League of Women
Voters

.....Project Assistance Ccmpletion Date

..... Plan Implementation Officer

.....Project Development and Special Projects
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.....Project Paper
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.+...Women in Development

......Young Men's Christian Association

Definitions

Gramodaya Mandalaya: Village develonmcnt society at the AGA level

Samiti:
Shramadana:

consisting of village government officials and
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LMS Training Center, Kaduwela
Save Headquarters, Colombo
Save Iroject, Meegoda
Yahapath Endera Farming Center - Hanwella
Sarvodaya ideadquarters - Moratuwa
YMCA National Headquarters, Colombo 3
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Sarvodaya Homegardening Project, Justinkande Village,
Galle District
YMCA Homegardening Project, Poddala, Galle

rvodaya Coastal Children Project, Malawenna,
Galle District
Sarvodaya Coastal Children Project, Kalupa, Seenigama
Sarvodaya Agricultural Training Center, Elpitiya
Sarvodayva District Center, Matara
Sarvodava Coastal Children Project, Naotunna, Matara
Women's Bureau District Office, District Secreiariat,
Matara
LMS - Small Enterprises Development (SED) Project,
Pathegama, Matara
LMS - SED Project, Dikwellua
LMS - SED Project, Madihe, Matara
Women's Bureau, Income Generation Preject, Dikwella
Women's Bureau, Income Generation Project, Weligama
Sarvodaya Coastal Children Project, Jayawikumgama, Weligama
Women's Bureau District Office, District Secretariat,
Kalutara
Wlomen's Buredu lIncome Generation Projects, Panadura
Sukhitha Welfare Society Trainirg Center, Horana
Diyagala Boys' Town, Kagama
Marga Experimental Vitluge Yroject, Pannala
ACBC - Agricultural Trainming Center, Mahawewa (Chilaw)
Sarvodaya District Center, ‘iarawila
Sarvodaya Coastal Chiltdren Project, Suduwella, Chilaw
Marga Project Villape, Walgampaya, (Pilimatalawa)
Marga Project Village, Mulygama, Galaha
EMS - SED Project, Matale
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Mation Builders' Association (NBA) Headquarters, Kundasale
NBA - Nagadceepa Water Management I'roject, Mahiyangana
NBA - Reforestation Project, Minipe Ripht Bank Canal,
Mahiyanpana
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I. INTRODUCTION

The following is the second mid-project evaluation of the PVO
Co-Financing Project of the USAI!D Mission to Sri Lanka. The
interviews and field work on which it is based were carried out
during the month of June, 1986.

Through the Co-Financing Project, USAID provides partial funding
to development projects designed and implemented by Private
Voluntary Organizations (PVOs). For the evaluation, it is important
to distinguish the two levels of the project. At one level are the
twenty-nine PVO "subprojects" managed by different PVOs. At the
other level is the overall USAID "project" which is managed by the
USAID office in Colombo.

The focus of this evaluation is primarily on *he overall
Co-Financing Project. The purpose of the evaluxz.ion is to examine
the extent to which the overall Co-Financing Project is meeting its
purpose, namely creating and enhancing opportunities for local
communities to participate in their own development by supporting
collaborative activities of PVOs which improve the lives of the poor.

Evaluating the effecliveness of the overall Co-Financing Project
requires giving considerable attention to the various PVG
subprojects., How effective have these subprojects been in achieving
their objectives? iow weli have they been managed by PVOs? How
well do they f1t into the purpose and several objectives of the

overall AlD Project? What has been the overall impact of the
Project through its subprojects?

A large part of the time of the evaluation team has been spent
examining the PVO subprojects. Discussions have been held with key
PVO officials which have subproject grants. Seventeen of the
subprojects (for which twenty-one grants have been given) have been
selected for more careful examination, primarily by visits to 43
subproject field sites and offices, interviews, and examination of
the subproject files at USAID/Colombo. These included large and
small subprojects, as well as projects which are ongoing, completed
several years ago, or just getting underway. Scparate reports on
those subprojects appear in the first annex to this report, Sites
visited are shown on the map at the beginning of this report., A
list of persons intervicwed appears in a separate annex.

The time spent in the field for any individual subproject was
very short, in most coses less than a day for what are somctimes
complex projects in their own right. Thus our reports on the
Individual subprojects should not be considered as definitive or
in-depth evaluations of them. There are certain to be errors of
fact and interpretation in some of them, for which we apologize,



But taken as a group, the individual subprojects give a good
overall picture of the Co-Financing Projecuv, which is the main
purpose of this evaluation. That picture had to be rounded out by
examining the management of the overall project, the selection of
subprojects, and the monitoring of ongoing subproject grants,

We appreciate the cooperation we have received from staff and
participants of all the PVOs visited, as well as that of
USAID/Colombo, particularly the PVO Officer, Mr. N. Mahesan.

We also appreciate that the two key GSL Ministries for this project,
the Ministry of Plan Implementation and the Departmgnt of External
Resources, Ministry of Finance and Planning, each released officials
to participate actively in the evaluation,
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I1. PROJECT OVERVIEW

1. Country Context: The Importance of PVOs in Sri Lanka

There is a long tradition of private voluntary action in rural Sri
Lanka. People organize themselves in many ways in the rural
communities of Sri Lanka to solve local problems. If one feature
has promoted and facilitated these local initiatives, it is the
abserce of a rigid and authoritarian village structure.

The FVO as we know it now is an import of the British period. PVOs
date to that period in the last centu., when the crown colony
solidified into a cultural and intellectual outpost. Th: colonial
government supported the PVOs in several ways and used them
extensively in certain activ ies. Education is the most striking
example. Throughout this period PVOs of any size were largely an
urban phenomena and they remained welfare rather than development
oriented.

Since independence this situation has changed in sone respects, but
not in cthers. The number of registered PVOs is very large, but
only a small minority of them -- less than 10% on one count a decade
ago -- are engaged in development. Many continue to be urban-based
and urban-focused. Their forms of organization often best fit the
welfare mode. A consequence of all this is that they have not
developed and do not possess the capacity to use the resources which
would probably be available to them if they had a development
orientation. Exceptions are very few and include the broad based
Lanka Mahila Samiti and the internationally known Sarvodaya,

The few American PVOs working in Sri Lanka are more
development-oriented in their activities and structure. Promjnent
among these are Save the Children Federation (SCF), CARE, The
Overseas Education Fund (OEF) of the League of Women Voters, World
Vision and IHAP,

While Sri Lankan PVOs may have been slow to change in some respects,
the context has in no sense been static. The Government, especially
since 1977, has recognized that therc are many different functions
which the PVOs can usefully undertake and now is much more
supportive than in the past. International agencies appear to take
the view that PVOs are better conduits than governmental
organizations for resources that are intended for the poorest
sectiocn of the rural s.ctor. In the country as a whole, it is
probably true to say, a new recognition is emerging about the
potential and the value of PVOs in a democratic country.



The PVO Co-Financing project has taken shape against this
background. The Governmznt and USAID have both recognized the
desirability of initiating some types of development at the grass
roots level. In particuler, the aim was to mobilize local resources
and enable communities to participate in decisions about the
deployment of outside resources {or their own development. The PVO
Co-Financing Pruject became the vehicle for this effort,

2. Brief Project History

This project was originally authorized in August 1979 for six
years at a level of $2.5 million., In December 1983, the project was
amended, increasing the authorization level to $6,483,000 and
extending the PACD from August 31, 1985 to August 29, 1989. Along
with the amended funding level came an additional objective: the
promotion of private enterprise.

For the first tew years, AID funded the project in tranches,
obligating about $500,000 cach year. With a recent obligation of
$1,150,000, the project is now fully funded to the authorized
level.,  Of the $6,739,000 total, USAID and the GSL have committed
$3,935,951 to 29 PVO "subprojects'. As of June 30, 1986, $2,603,049
remains to be committed,

3. Project Purpose and Objectives

The stated purpose of the project is "to enhance the opportunity
of local communitiecs to participate in their own development by
assisting indigenous US PVOs in undertaking collaborative activities
which improve the lives of the poor."

The rationale for this approach is based on the structure of
international development assistance. Most bilateral aid goes to
major government development investments which have long term
payoffs. This project was seen as a mechanism to target increased
assistance '"directly to the poor majority at a local level who are
prepared to join in collaborative efforts to help themselves". PVOs
provided the institutional channel for this aid.

The PVO Co-financing Project is designed to meet eight
objectives. Ac slightly vevised in the PP amendment, they are:

1. To enhance the opportunity and capacity of the rural poor
to participate directly in their own development.

i To develop the institutional capacity of indigenous PVOs to
effectively collaborate witn local communities in
conceiving, undertaking, implementing and evaluating
developmental activities,



3. To increase the participation of women and disadvantaged
segments of society in developmental activities which
address problems peculiar to their socio-economic status.

4, To create employment opportunities and raise incomes of the
rural poor,

5 To promote private enterprise,

6 To enhance other aspects of levels of living in poor, rural
and urban communities such as health and nutrition.

7. To accelerate the application of appropriate technology at
the local level where it is most feasible and needed; and

8 To promote community-based, integrated, rural development
on a self-sustaining basis,

The project is implemented through grants to PVO '"subprojects"
that meet the approval criteria of both GSL and USAID. The
subprojects are "co-financed" in that substantial non-USAID
contributions must be demonstrated by the PVO, local communities,
and/or the GSL before a subproject is approved, At a minimum, these
must consist of 5% of the value of the subproject; preference is
given to subprojects where at least a 50% non-USA1D contribution is
demonstrated,  After approval of a subproject, the PVO is advanced a
portion of the grant and further payments are only made against
receipts of approved subproject expenditures. The PVOs alone are
responsible for implementing their subprojects.

4. An Overview of PVOs and Subprojects

There is considerable diversity in the nature and organizational
structure of the PV0Os supported under this project., The Sri Lanka
Mahila Samity is a large, 56 year old national women's service
ceganization with members and over 1500 local units (samitis)
Iocated in the villages of every district, It is highly
decentralized, operates on largely volunteer efforts, and has only a
sinatl national headquarters with a small budget, Sarvodaya is a
barge and internationally known volunteer movement wilh a
charismatic leader, Tt is somewhat Gandhian, village-oriented, and
focuses on small-scale development activities and transforming rural
people.  Tts rural activities ave backed by a large and impressive
national headquarter~ with over one hundred full Cime staff and
volunteers and a variety of facilities and technical service to give
support to its district offices and island-wide village based
activities, Marga is a non-povernmental research institute
primarily concerned with social and economic development,




The All Ceylon Buddhist Congress (ACBC) is a prestigious
national lay religious organization with a social service wing.
Prior to their support from this project, their service activities
were primarily welfare-oriented, centered around 14 residential
schools and centers for orphans and the physically handicapped
(especially the blind and deaf). The Nation Builders Association is
a Kandy-based organization using paid statf and some volunteers in
projects at seven sites in central Sri Lanka; it has a general
ideology focused on "awareness building", with particular experience
in organizing reforestation and irrigation improvement activities.
The National Council of YMCAs is a federation of the independent and
largely urban-based District YMCA organizations in Sri Lanka and is
affiliated with YMCAs in other countries.

Several of the subproject grantces are smaller organizations
than any of the above and have fairly localized activities,
Yahapath Endera Farming Center is a center near Colombo run by
Catholic Nuns and providing residential training in agriculture for
young women, it supports its activities from a large, well-run
farm. Diyagala Boys Town consists of several similar residential
centers for destitrre boys, providing training in agriculture and
other employabie tecnnical skills; its financial support also comes
primarily from its large and well-run farms. Sukitha Welfare
Society 1s based in rural Kalutara District and opcrates two centers
Tor the mentally retarded and physically handicapped. FRIDSRO is a
religious organization operating a ruval hospital and community
health activities near Kandy.

Projects of four American PVOs have been supported under this
project. Save the Children Federation (SCF) has managed two
projects in or near Colombo. The Overseas Education Fund (OEF) of
the League of Women Voters hus been a co-grantee for two projects
building the capacity of two different Sri Lankan women's
organizations to promote small enterprises. THAP (International
tluman Assistance Program) reccived four subproject grants one of
which was terminated by mutual agreement before it really got
underway; after completing the last subproject, IHAP discontinued
its program in Sri Lanka due partly to its inability to raise funds
independently to werk here, The Sri Lankan Overseas Foundation
{SLOF) had a grant for a joint subproject with Sarvodaya, which was
later transferred wholly to Sarvodaya.

Subprojects have also varied considerably, Several focused on
providing agricultural or other vocational training, specifically
three for the physically handicapped. Seven essentially work with
village community units providing several different types of
assistance, Two subprojrects focus on developing home gardens, three
on developrent of women's small enterprises, tw» on reforestation,
and one on Jdeveloping farmer and cfficial wmanagement of an
irrigation scheme., Two subprojects dealt with persons affected by
the 1983 civil disturbances, Nine subprojects focus primarily on
women, and scveral others have substantial components focused on
women,
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III. PROJECT ACCOMPLISHMENTS

1. Project Purpose:

The purpose of the PVO Co-financing project is definitely being
met. Through the PVO subprojects, opportunities are created or
enhanced for 'local communities to participate in their own
development"”, Virtually all community-based subprojects are
substantially directing project energics or resources to the poor or
disadvantaged. In several striking cases participants are the
esitremely poor,

Though their particular strategics vary, in most of the
village-based subprojects the PVO works through one or more village
organizations, usually formed by villagers according to a model
suggested by the PVO. These organizations make important local
decisions about the priorities for using external project resources
available through the PVO. In most cases where outside material
resources are introduced, the PVO requires some action, such as
voluntary labor camps (shramadana), or village contributions in
kind, to qualify for those resources.

Subprojects where the local organizations are central to the PVO
strategy include the following: Nation Builder's Nagadeepa Water
Management Projecct, which involves farmers and Irrigation Department
officials in three tiers of irrigation committees; the Meegoda
Project of Save the Children, centering primarily on a "community
development association" and a community center; the Indigahena and
Coastal Communities subprojects of Sarvodaya which focus primarily
on voluntary labor associations ('shramadana samitis"), or mothers'
groups and pre-schools; the Lanka Mahila Samiti subprojects, which
work through its local level samitis; and the experimental village
of Marga at Walgampaya, which has tried to create village
organizations based on different cconomic activities and to link
them to an umbrella village organization.

Z. Other Mission and Project Objectives:

Subprojects all addressed at least one of the project and
mission objectives, indicating that the selection and approval of
subprojects has been well within the project guidelines,

The previous evaluation (1983) noted that most projects lacked
adequate quantitative data that would allow measurement of project
impact in various categories. We found that to be still the case.
Our judgments on project impact are thus based on a combination of
team impressions from field visits and from the data sometimes
available in PVO reports and evaluations.
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{a} Increased Agricultural Production

Twelve subprojects have an important agricultural component.
The most substantial impact on agricultural production and
agricultural incomes is likely to come from the Nation Builders'
water management project in the 4000 acre Nagadeepa Irrigation
Scheme, which has just been underway several months. Through a
combination of physical repair of the system and group organization
for water delivery, an increcase of some 20 percent is likely to
occur in the area irrigated and cropped during the Yala (dry)
seascn, About 1000 of the 2000 farm families in the scheme will
have substantially increased production and incomes as a result.

The only other subprojects focusing directly on agricultural
production are the smaller scale home garden projects of Sarvodaya
and of the YMCA. Combined, these subprojects are planned to affect
about 1500 home gardens, with model home gardens at 50 secondary
schools and 100 pre-schools., Though YMCA plans to collect detailed
production data on the gardens of its new participants, such data is
not available on the 1000 Sarvodaya individual gardens.

Two subprojects focused on agricultural training for youig men
and women. The impact on agricultural production of these projects
depends on their graduates finding employment in agriculture. We do
not have follow-up employment data on former trainees from the
Yahapath Endera Farming Center. However, most boys leaving Diyagala
find jobs in other technical fields. The Marga experimental village
projcct at Pannala is focused on a large farm where agricultural
research and experimentation are carried out; though the farm is
innovative and well managed, its extension and training function has
eroded,

The LMS and OEF/Women's Bureau subprojects have involved a
number of women in agricultural enterprises, primarily poultry
raising, chillie growing, and home gardens, with mixed success. Out
of 31 OLF poultry enterprises initiated before 1983 in the Kalutara
pilot district, only two arv still operated on a commercial scale.
Out of 30 home gardens, four now operate on an income-generating
basis. The LMS project, begun more recently, has opened at least 90
acres to chillie cultivation in Matale District,

Meaningful data to estimate increases in agricultural production
is lacking for most of the above. Except for the National Builders'
water management subproject, the main agricultural impact of the
project appcars to bé on various types of small scale production and
through training programs,
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(b) Creation of Employment Opportunities and Raised Incomes of the
Rural Poor

The project has contributed significantly to the objective of
ecmployment creation and higher incomes for the rural poor,.
Increased employment has resulted from this project in three ways:

(1) Direct employment: This has occurred primarily in the
National Builders Reforestation subprojects, where as many as
3000 ycung men and women will be employed during the life of the
project to plant and maintain trees. Up to 120 people are
expected to be employed in the white coir processing and
spinning industry in the ACBC vocational training project,

(2) Support for self-employment: Approximately 3500 persons
have had increased incomes through self-employment, primarily
through credit and other support provided by the two subprojects
promoting women's small enterprises and SCF's Meegoda
subproject.

(3) Vocational training: Young men and women are becoming more
employable as a result of training programs supported through
the PVO Co-financing Project. These include not only those
previously mentioned at Yahapath Endera Farming Center and
Divagala Boys Town, but also rural carpentry, sewing, food
processing and leatherwork at Mecgoda under SCF; carpentry,
sewing, and masonry at Indigahena under Sarvodaya; carpentry at
Walgampaya and Mulgama under Marga Institute; and a variety of
vocational offerings at FRIDSRO. For some, but not all, of
these training activities placement is a problem,

(c) Improved Human Productivity, Quality of Life, Health and
Nutrition for the Poor

Five of the subprojects directly address improvements in health,
nutrition, or the physical quality of life for the poor.

The SAVE Meegoda subproject tackled this objective most
comprehensively. In addition to its program of health education and
nutrition clinics, its community development associations were used
to construct 5,9 latrines, 29 community wells, and some housing.

Sarvodaya's Indigahena subproject also impressed the team as
having effectively and fFairly inexpensively made important
improvements in the physic:’ infrastructure and quality of life of
the poor. Threugh the shramadana samitis, subproject funds have
bcen used to construct about 70 latrines, water systems in 6
villages, 142 houses, and 8 pre-school nurseries/community centers.
A revolving loan scheme was used to maximize the continuing impact
of the funds. sarvodaya's Coastal Village project has to date
constructed or renovated at least 11 preschool buildings, although
it is well bekind schedule in completing its target of 40.
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In addition to physical infrastructure, many of these projects
use training and mobilization tactics to inform and assist target
beneficiaries to meet their own needs through, in many cases, taking
full advantage of scrvices already provided by the government. The
LMS Health Project, completed in 1984, was a low cost and apparently
successful way of reaching women with family health and family
planning information. The Mecgoda and Sarvodaya <oastal Community
projects do not have their own health care workers, but have health
education workers and other community development workers who assist
villagers in gerting access to government health services. Both
operate informational clinics that monitor children's nutritional
status through regular weighing and/ov reports on incidence of
diarrhea. Our inmpression is that the success of the health
education effort is in part dependent on the success in providing
links to the goverawent health service givers.

The home garden subprojects have focused in part on improving
nutrition prospects for the poor. Sarvrvodava's Galle District home
gardens subproject aims both to increase nutritional awareness
through training preschool teachers who work with mothers, and to
supplement family nutrition through the creation of home gardens,
The project has apparently generated about 1000 home gardens in
addition to 150 model nurserv and school garcens., Though there is
no data on the quality of the 1000 home gardens or their nutritional
impact, some positive offect on family nutrition must be presumed.

{d). Institutional Capacity of PVOs to Collaborate with Communities

This project has strengthened the institutional capacity of PVOs
to collaborate with local communities, in a number of ways. Perhaps
most etffectively, it hus supported the formation of community
organizations ("community Jdevelopment councils", tield level
irrigation conmitteces, "shramadana samitis", and private enterprise
production greaps; or work through existing organizations that
enable PVOs to eftectively reach the grassroots level,

The institutional link with the grassroots level has often been
a PVO community organizer or extension agent. The project has
trained LMS business/enterprise agents, who will remain a part of
the LMS network once the project ends. Through Nation Builders, it
has trained reforestation and conservation youth leaders, who may
keep awareness of conservation alive in their communities,
NBA-trained community organizers selected from their own villages
have helped stimulate the water users' groups in the NBA Nagadeepa
project.,

The wanagerial capacities of participating PVOs have been
strengthened through this project, as well,  USAID has sponsored
several workshops, in project management (for the 5ri lLanka Women's
Conference), and in project evaluation, for participating PVOs,
Participants particularly found the evaluation workshop useful, and
the preparation of an evaluation manual for PVOs, based on this
workshop, is still underway,
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USAID's reporting requirements have strengthened the ability of
PVOs to effectively monitor and incorporate feedback into their
projects. In addition, the USAID PVO Officer, Mr. N. Mahesan, has
worked closely and effectively with PVOs during the application
process and the monitoring of the subproject grants. From the
appreciative comments of several PVOs, the quality of these contacts
has helped buiid the institutional rapacity of some PVOs to manage
and account for such grants.

The evaluation team recommends that the Co-Financing Project be
used to further develop PVO capabilities for designing projects,
analyzing rural communities, implementing particular types of
projects or project components (home gardening, small enterprises,
vocational training), and dealing with issues faced in many types of
projects (criteria for giving material assistance, the
sustainability of institutions and activities promoted in a project,
and planning for withdrawa! of the PVO).

{e) Participation of Women

The PVO Co-Financing Project has an extremely good record among
ALD projects of effectively involving and benefiting women. Eight
of the subprojects focus on women, including subprojects dealing
with spall enterprises, family health, agricultural training,
vocational training for the handicapped, and nursery teachers
training.  They also include the two short-term projects of the Sri
Lanka Wonen's Confrerence--one a leadership exchange program with an
Indran organization and one a workshop on project management.

Anotiner cight projects are either integrated projects with
substaatial components focused on women or projects which seem to
have high proportions of women participants, Sone of the integrated
prajects have skills training for women or girls, or organize women
for some economic activity (for example, SCF's Meegoda subproject,
and Marga's experimental villages at Walgampaya and Mulgama).
sarvodaya's Coastal Communities and Galle Home Gardens subproject
activitics are both introduced largely through women at the village
Level, through mother's clubs and/or preschool teachers,  There secen
to be no more than four subprojects which do not substantially
involve women,

Taken as a group, these subprojects have increased the incones
of wowen, either through self-employment enterprises, training in
skills for eaployment, or direct project employment. In some of the
Projects where incowmes and eaployment may not nave been directly
af fected, wonen are active decision-makers and participants 1in
decisions about the use of project resources in their villages,

Women' position 1n their local societ y has been streagthened as
wello Inothe LMS wmall enterprise project, wouen joined forces as g
group to break the cxploitative middleman cvele, Through the
project they were able to purchase inputs nore casily and sell thegr
output ot o higher price.  Project credit also enabled women In the
cotr industry to acquite ownership of therr "means of proauction"”
(retting prts and spinntng wheels) increasing their independence and
selt-reliance,



15

Although on the whole the project has a strong recovd regarding
the participation of women, there are two areuas where the team saw
possibilities for making changes that would significantly benefit
woren, while at the same time cenforming with current sccial trends
in Sri Lanka. At least one project appears to be paying women less
than men for the same work, Adjustment of this wage difference
would improve income for some 1890 women employed or this project,
In addition, the vocational training programs we saw regularly
divided training into female (sewing, dairy, etc.) and male
(masonry, carpentry, mechanics) components, despite evidence from
other S$ri Lankan training programs, such as a Save the Children
project at Kirilapone in Colombo, where women were successfully
trained in the latter, more lucrative, professions. Perhaps tle
project could encourage this kina of non-discriminatory approach.

(£). Participation of Disadvantaged Groups

Three subproject grants have addressed problems of a
particularly disadvantaged group the physically handicapped. The
Sukhitha Welfare Society subproject and the ACBC project in Mahawewa
and the [HAP Vocational Training Project all aim to provide
vocational training to physically handicapped young men and women.
ACBC also plans to help deaf and dumb trainees settle in groups and
become self-employced,  Though nearing the PACD, the first two
subprojects arc not yvet fully operational. The IHAP project was
evaluated as “impressive'; since THAP's vithdrawal from S$ri Lanka,
the activity ts being varricd out by another organization with the
support of 2 Scandinavian donor,

Two subprojects conducted during 1983-84 by Save the Children
and IHAP rebabilitated fanmilics and students displaced during the
1983 riots.

(g). Generation of lLocal Innovations and the Use of Appropriate
Technology

The generation of appropriate technologins has not been a major
thrust of any of the subprojects., Very few if any of the
subprojects have penerated significant local technical 1nnovations,
althouyh many are orieuted to using or modifying existing rural
technoiogirs., 5HCE's Meegoda project is experimenting with the use
of a solar deyer to process fruit and dry fish. The Meegoda project
exporinented with the Lotena fuel-efficient woodstove, but was
unable to generate much interest in it,  LMS has worked with woaen
to suprove their native hand-spun coid vope, and has helped them to
putchase manual spinniny machines.  NBA deliberately uses locally
valued species an its teforestation, reasoning that village people
will sore readilv act to conserve local species they know and
consider useful than the alien species more commonly used by the
Forest Department,
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To what extent can these local organizations be sustained? In
several of the subprojects, PVOs are taking great pains to try to
establish organizations which will continue after the withdrawal of
the PVO. Of particular note are the (1)} Community Development
Councils, for which Save tries to help to set up sources of income
to cover the costs of their continuing community services; (2) the
local shramadana socicties Sarvodaya is helping get registered, so
they have a legal reality, can enter into contracts, and will be
represented on the gramodaya mandalaya; (3) the hierarchy of
farmer-Irrigation Department irrigation management committees of
the Nation Builders; and (4) the carpentry shops of Marga at
Walgampaya, which have a local supporting committee and can generate
sufficient income to cover their operating costs.

In spite of these extraordinary examples., and in spite of the
nearly irn'isputable need to work locally through some type of
institut.on, the history of rural development is littered with
village level organizations which have been promoted by governments
or PVOs and have later withered away for various reasons. So it is
important to be realistic about the difficulty in creating a
continuing organization and the factors involved in success or
failure. Two such important factors are roted here,

First, village-level organizations generally continue only as
long as their members perceive continuing benefits from the demands
the organization places on their time and cnergies. When people
have joined the organization because they perceive it as the way to
receive material benefits from outside the community (say from the
government or a PVO), they are likely to leave the organization when
it no longer provides those benefits with the outside. An important
exception may bc when the activity of the organization has generated
other important benefits that outweigh those originating from
outside. From this perspective, organizations which existed prior
to the subproject arec more likely to continue than organizations
created during the subproject.

Second, a community organization is more likely to continue if
it has various types of continuing linkages to other organizations
which provide assistance or somehow represent common interests.

(3) Institutional Links with Souvces of Assistance. Several of
the PVOs try to link beneficiarics with avallable sources of
assistance through their community organizations. The Meegoda
subproject, Sarvodaya's Coastal Communities subproject and the LMS
health subproject all invelve informing people of and motivating
them to usc existing government health facilities. The LMS small
enterprises project hns used at least 10 existing government and
private sector institutions, helping beneficiaries to establish
their own contacts and links with banks, corporations, input
supplies and marketing outlets. The OEF/Women's Bureau project
stressed this as well,
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Finally, it is unlikely that the informal target of five US PVOs
actively working in Sri Lanka under the project will be achieved,
nor does the Mission regard this target as one which is important to
achieve., However, it is likely that a total of five US PVOs will
nave received assistance at some time during the life of the
project. The original estimates of the potential UUS PVO involvement
were based on data which showed over 20 US PVOs with already
existing involvement in Sri Lanka. However, analysis of that list
and the activities of the respective PVOs indicates that very few
would have the inclination or capacity to wmount projects directly in
the country. There are probably no more than three as yet
non-participating US PVOs operating in the country which would be
likely to qualify and have the interest in co-financing subproject
grants (CARE, Asia Foundation, and World Vision).



IV. PROJECT MANAGEMENT

This chapter is concerned with the management of the overall
PVO Co-Financing Project. This is divided into four subtopics:

(1) An Overview of the Management of the Project,
(2) Project Selection Issues

w4 Informal Selection Criteria

i Range of PVOs Included

Can Project Resources all be used?

Options for LExtension of the Project

—~—~
P ]

1. An Overview of Project Management

The management of the PVO Co-Financing Project centers on the
consideration of applications for PVO subproject grants and
monitoring the implementation, reporting, and accounting for the
grants which have been awarded.

The initial contact concerning new PVO co-financing grants is
generally through an inquiry to the USA 5 PVO Officer. He explains
the grants, the co-tinancing .equirements, and the subjects which
are cligible for consideration. A set of guidelines and procedures
is handed out which explains the application and approval process.

The application process for the PVOs has 6 steps:

(1) Submission of a 2-3 page concept paper to USALD.

(2) Preparation of a detailed project proposal, usually 15-20
pages,

(3) Approval of the proposal by the appropriate line ministry
of the GSL dealing with the project focus,

(4) Approval by the Ministry of Plan Implementation, which
coordinates PVO activities,

(5) Approval by the Department of External Resources,
Ministry of Finance and Planning, which coordinates all
foreign donor assistance.

(6) Approval by the USAID Project Committce and Mission
Director,

Once the grant is approved and the implementation of the
subproject begins, the USAID PVO Officer is responsible for
monitoring the progress of the project and seeing that periodic
reports and accounts are submitted,

We will not examine in any fuither detail the monitoring of
the subprojects once the grants are made, In many ways this has
been exemplary. Diligent and regular contacts are made with each
grantee. The PVOs respect Mr. Mahesan and 1tcgard him as accessible
and helpful. They appreciate the prompt response to any type of
problem or inquiry.
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From AID's sidc as well, the subprojects are well monitored.
Whenever there is a delay in submitting accounts, quarterly reports,
or evaluations, or when the expenditure of subproject funds is
seriously behind schedule, a reminder is given or an inquiry is
made. USAID has been apprepriately flexible in permitting the
renegotiation of line items in the budget or in extending the
subproject PACD, if necessary., Both USAID and the PVOs have
benefitted from the continuity of Mr. Mahesun's tenure in the PVO
position over a period of several years,

2. Project Selection lIssues

There are three issues requiring discussion related to
subproject (and PVO) selection: mission priorities in topic
selection informal criteria for selection; and the range of PVOs
supported chrough the Co-Financing Project., These issues have
arisen out of our discussions with members of the PVO Co-Financing
Committee at USAID and out of our observations of the PVO Community,

(a) Selection of Topics All subprojects addressed several
project or mission objectives, indicating that selection and
approval of subprojects has been well within the topical guidelines,

Recent Mission policy has been that subprojects must also fit
the current Mission CDSS (Country Development Strategy Statement).
This seems to have made only a small difference in practice in the
subproject proposals accepted or rejected on topical grounds,
Several project ideas related to the physically disabled which might
have been accepted earlicer have been turned down at the concept
paper stage; however, if projects related to the physically disabled
also it other project objectives, they seem to be considered, All
the emphases of the present Mission strategy, including the small
enterprise/private sector focus, were already incorporated in the
oviginal PVO Co-Financing Pr:ject objectives. So it does not appear
that the focus on the Mission CDSS has produced any new types of
proposals not previously recroived.

The team has several times heard comments from PVOs with
subprnject grants implying their awareness of occasional shifts in
the USALR Mission priorities. The Mission has tried to keep them
infcrmed about these priorities., The PVO Officer explains them to
PVOs making grant applications; annual open meetings with FVOs have
also been held, the latest trying to encourage applications related
to the small enterprise/private secior emphasis,

This may have also had an unintended consequence of
contributing to a misimpression among some PVOs that a project focus
which was favored carlier would no longer be considered. E.amples
of such incorrect impressions were that AlD is no longer interested
in funding health-related subprojects, or that it is no longer
interested in projects with a WID (Women in Levelopment) focus.

From another source we heard the beliefl that donors in general (not
just AID) are no longer interested in income-generating activities
for wumen, but now favor "awareness building' instead. The belief
about the funding of health-related subproiects may be due to the
fact that Mission assistance to the government health sector is at a
low. Or it may be because several health-related PVO projcrts were
turned down, though this was actually done for project design
considerations which had nothing to do with the sector.
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(b) Informal Selection Criteria. There appear to be a number
of informal criteria considered by the USAID Project Committee in
considering subprojects for approval. But there is nc place where
these criteria are put in writing, either for the members of the
committee (who are constantly changing) or the PVOs who are
preparing proposals.

From an examination of the list of proposals turned down over
time and the rejection letters sent to applicants, it is clear that
informal criteria are often decisive in turning down proposals and
are cited in the rejection letter to the PVO. In mnost cases
rejection occurs at the concept paper stage, but in a few cases it
has been after the final proposal has been through the GSL approval
process. In talking with members of the PVO committee, one gets the
impression that these informal criteria are generally the focus of
committee deliberatiens. In discussions with the backstop Project
Officer and the PVO Officer, it appears that the subtle changes in
the application of the informal criteria are a problem for the
Project Officer in advising the PVOs on the preparation and
submission of proposals; censiderable time may be spent by both the
PVO and the PVO Officer dealing with a proposal which need not have
even been prepared (or which might have been prepared differently)
had the criteria been clearly spelled out,

Several such criteria have been mentioned by USAID Project
Committee members, but we sense that there may be¢ others:
Generally, the funding of vehicles is not considered. The proposal
should fit broadly into the current Mission program strategy as
defined in the (DSS (Country Development Strategy Statement); at the
carly stage of the project this was not considered necessary. Can
the progress of the project be monitored? (This is an issue where
the Mission position has also varied over time; it is particularly
relevant in considering proposals for projects involving the north
and east of the country wherc USAID staff are restricted from
travelling because of the ethnic conflict.) 1If there is any housing
assistance, is it given as a grant or a lvan. (The broader ircsue
her= is that a PVO project should not involve gross conflict with
principles applied in other important Mission projects, such as
opposing building in lasting subsidies).

By far the most important and contentious issue secems to be
the issue of "sustainability'", which has been applied in different
ways at different times. The problem is partly that the question
"is the project sustainable?", can be asked at different levels, and
different decisions about subproject approval are implied by the way
the question is asked. All committee members secm to agree that
sustainability at some level is important. We are not clear about
the extent to which the committee usually distinguishes between the
economic sustainability of activities promoted by the PVO (e.g.,
small cnterprises or agriculture) and financial sustainability of
the PVO subproject. Sustainability of economic and institutional
components of subprojects was discussed in the previous chapter. In
the following chapter, suggest.ons will be made on how the issue can
be analyzed of whether the PVO subproject itself needs to become
sel€-financing.
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These currently unwritten criteria are important. From a
management perspective the fact that they remain unwritten is a
problem. For the system of soliciting and processing PVO
applications to work efficiently, these informal criteria should be
written down as much as possible. If such criteria are in writing
for the PVO, there will be better self-sclection of proposals coming
to USAID, If they are in writing for the committee's use, much less
committee time will be wasted in deliberatien., If they are in
writing, the PVO Officer can morc cffectively and clearly advise
PVOs preparing proposals. New informal criteria will arise from
time to time as different types of project proposals are reccived;
periodically, they could also he incorporated.

Recommendation: The USAID Mission, particularly the PVO Committee,
should try to identify and write down the informal criteria
that are used in considering PVO proposals. These should be
included as part of the guidelines given to PVOs. They should
also be used to help guide PVC Committee deliberations,

Committing thesec informal criteria to writing will not be a
panacea. New criteria will emerge out of the consideration of
particular projects or as Mission management changes. But having
the criteria in writing will make it possible for the changes to be
deliberate and done with the full awareness of the changing
committec membership.

(c) Range of PVOs Funded: The range of PVOs whose
subprojects have been funded scem to be more narrow than necessary.
There are other PVOs whose capacities or reputations are not much
different than some which have been funded. Some of them now have
more of a welfare orientation than a development orientation in
existing projects. But this was also true earlier of some of the
organizations which received funding under the Co-Financing Project
and which now have received one or more development grants. Why is
this occurring?

Several possible reasons have been identified by the team.
First, there arc relatively few PVOs which have the capacity now to
manage grants of $100,000, or even $50,000. But just as several of
the PVOs now receiving or being considered for grants of $200,000 or
more developed their capacity to manage projects that large by
managing smaller subproject grants under the project, other PVOs
will only build up such capacity by first managing smaller grants.

Second, the channels by which information about applying for
co-financing grants gets disseminated to PVOs other than those
previously dealt with seems somewhat vague and informal and allows
too much latitude for the circulation of incorrect information about
what USAID is and is not willing to consider. Four PVOs who have
not applied for or reccived co-financing grants were contacted by
team members. Two of them were nol aware of the grants. At the
meeting held at the USAID Mission last month to update PVOs on the
status of the Co-Financing Project and inform them of types of
projects the Mission was particularly interested in funding, only
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PVOs which have already received grants or who are already applying
for grants attended. Though USAID understandably has not wanted to
advertise the grants, there also has been no simple brochure which
could be distributed through PVO channels (such as umbrella
organizations or Sri Lankan government offices dealing with PVOs)
and which indicates the types of projects which can and cannot be
funded #nd the gencral requirements and restrictions of the grants.
The guicelines for applving are too lengthy, detailed and
intimidating for the purpose of getting out this basic information.

Third, two organizations contacted said they did not even
consider applying because they expected the project approval process
was too tedious and cumbersome. We expect there is an additional
factor, that PVOs perceive there is considerable risk of having a
proposal turned down after spending a considerable amount of scarce
staff or volunteer time and resources on it.

Fourth, for regional organizations (rather than Colombo-based
or national organizations) language may be a serious restricting
factor, according to a government official who has managed a program
of grants for regional and local PVOs. So, even though USAID is
willing to translate proposals from Sinhala or Tamil to English and
to conduct correspondence in either of those languages, the
perception is that it must be done in English, It must be
recognized that there is an enormous social (and physical) distance
between such PVOs and a Colombo government office, to say nothing of
the fereign USAID office. This social distance has nothing to do
with how capable the organization is of managing a project,

Fifth, some organizations which would have the capacity to
implement a project have little or no experience in the preparation
of project proposals.

3, Will the Project Funds be Spent?

The project is considerably behind where it should be in the
commitment of subproject grant funds if the Project is to be
completed on schedule using all project funds. As of June 30, 1986, .
$2,603,049 rerains to be committed of the authorized $6,483,000,
All but a small amount of that needs to be committed by February
1987 in order to be used by the PVO before the PACD of the
Co-Financing Project.

Under this project, all grants which ave going to be made must
be committed in sufficient time for the grantee to carry out the
subproject, The PACD is in August 1989, so as things stand now, all
subprojects must be able to be completed by then., No reimbursement
will be made for subproject expenditures incurred after that date.

Assuming that most projects will continue to be two and three
year projects, that the PVQ requires at least 3 months after
notification to begin implementing a new project, and that many will
require an extension of at least three months, it is easy to
calculate the latest date at which commitments for larger projects
can safely be made by subtracting time from the PACD:
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(a) Any subproject grunts for three year projects needed to
be made by February 1980, scveral months ago.

(b) Grants for two year subprojects must be made by February
1987.

Furthermore, though USAID generally acts on concept papers
within three or four weeks and on detailed proposals within four to
six weeks of receiving them the period required from beginning to
work on a proposal through GSL and USAID approval seems to be about
six to nine months for larger prujects. (See *table in annex on time
requitred for approval.)

In summary, we are fast approaching the last point (September
1986) where any subproject idea for a larger project must be under
active discussion in order to have any chance of being approved in
time {by February 1987) to allow sufficient time to complete the
project before the PACD (August 198Y),

The pace of commitments (i.e., approvals of PVG subproject
grants) during the life of the project is eramined in a table
entitied "PVO Subproject Conmmitments". 1t shows that annual project
commitments hovered fairly steadily around $500,000 per year for the
first six years of the project. During the current and seventh
project year, the commitments doubled to about $1,200,600, which has
occurred primartly because of the increase in the size of approved
projects, rather than because of an increase in the number of
projects which are approved.  In order to be able to use all project
funds, reughly $2.6G-$2.3 million would have to be committed by
February 1987, leuwving a small percentape of project funds available
for small or short-term subprojects. This implies that the total
grants approved for the eighth project yvear must again nearly
double, with most funds being cenmitted during the first half of the

project year.

Will it be possible to make most commitments at this pace over
the next few months, thus avoiding any nced to extend the PACD of
the Co-Financing Project? The PVO Officer and the backstop Project
Officer are optimistic that enough proposals will be received and
approved to commit most of the remaining $2.6 Million by the
critical February 1987 date, There scems to have been a major push
during the past year or so to increase the pace of project
commitments; during the past year, this was successful,

The PVO Officer now has a list of (2 subproject ideas under
discussion with PVOs or for which concept papers have already been
received,  Most of these are relatively large projects (over
$100,000), and four of them are over $300,000. Taken all together,
these subproject ideas total the full $2.6 million which has not ve.
been committed,
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Though this list shows a possibility of committing a sizeable
portion of the remaining $2.6 million, the evaluation team is not so
optimistic that all of it can be committed by the crucial February
1987 date and spent by the FALD of the Co-Financing Project. The
reasons are the following:

--Because most of the projects are fairly large, if only one
or two projects do not materialize as projected, there will be
a big impact on the percentage of commitments which can be
made.

--Recent experience has been that some proposals are rejected
by the PVO committee. It is prudent to assume this is likely
to continue to be the casc.

--Since several of the proiects arc unusually large, it seems
questionable that all can f1u into Lwo-year project cycles,
rather than three. {However, the PVO Cfficer has indicated
that for a couple such prejects, the projects are being
planned as three ycar projects with the AID financial
contribution in the first two years and the PVO financial
contribution in the last},

-«0ur varlier discussions with a US PVO incluaed on the list
suggested the PVO was looking primarily to alternate sources
to fund the project.

Even assuming the worst likely case, that only half of the
remaining $..6 Million can be committed by February 1987, is that
really such & major problem? At one level, the answer is clearly
"no' from AID's perspective. The money should not be spent if
enough good projects are not identified which fall within the
project purposc and objectives. The fairly high quality standards
of the project should not be dropped just to assure that all the
money is spent by the PACD.

From the perspective of the Sri Lankan members of the
evaluation team, however, it would bc unfortunate if funds werz lost
which (a) had been available for Sri Lankan PVOs, and (b) are needed
and usable by 5ri Lankan PVOs, and (c¢) also provide foreign exchange
which the country needs.

Given the substantial increase in the rate of commitments over
the past year and the nuaber of subproject ideas under discussion,
it would seem almost certain that all the grant funds could be
committed by an extension of the PACD by one year, or possibly even
less, However, a decision on such an extension would have to be
made fairly early in order to allow the necessary minimum six month
lead time for project identification, proposal preparation and
approval.

Recommendation: We recommend that in October 1986 the Mission again
assess the pace of coumitments of subproject grants. If it
then appears that more than $0606,000 will remain uncommitted
by February 1987, an extension of one year should be sought
Wwith no increase 1n funding.
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If 1t appears that most commitments cannot be made by February
and that it will not be possible to extend the project for one year,
some ''emergency measures” could be considered to speed up the
proposal consideration process aver the next few months and
encourage several additional proposals,  These would include setting
several special all day working sessions (preferably away from
Colombo office locations), to consider a batch of concept papers and
luter project preposals by the relevant GSL and/or USAID officials
or comnittees. A workshop on project propesal preparation for PVOs
could also be held simultancously with the official working sessicns
as a way of getting some of the proposals off the ground and making
the proposal preparation less intimidating, Local consultants could
also be engaged for any PVO which had a concept paper approved and
wanted help to design and prepare the full proposal.

Finally, why is the project behind schedule on commitments?

We think the main reason is that when the project was cxtended, the
projection of the amount of prants that would be made was overly
optimistic. Another reason is that the project has not funded so
many grants to other national and regional PVOs as anticipated in
the project paper; this 16 possibly in part hecause the avallability
of the co-fi1nancing grants 15 not as well known among PVOs as USALD
believes i1t to be.  Finally the PVO capacity to prepare proposals
and design projects 15 probably not as good as the capacity to
tmplement projectss s far as we know, not much help on improving
this capacity is available,

1. Options for Project Continuaiion

Given our assessment that the PVO Co-Financing Project is
meeting the project purpose and has had positive impacts in the
arecas on which 1t is tocused, that the PVOs seem to be an effective
vehicle of working directly with communities and particularly poor
and disadvantaged groups, and that a system for the management of
the project is in place and functioning fairly smoothly, the
evaluation team recommends the foilowing:

Recommendation: We recommend that the USAIL and the GSL begin making
plans Tor the continuation of co-financing of PVO development
projects after it is no longer possible to fund such
activities out of the present project, which could occur as
carly as February 1987, but at the latest would occur by later
1987,

There seem to be two basic options concerning the continuation
of a PVO Co-Financing Project:

(L) A follow-on project could he designed, which ideally
would he ready to be used soon after all authorized funds
have been committed on the present project,

(2)  The present PVO Co-Financing project could be extended,
say Lor another five years, raising the authorized level
of the project,
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0f these two options, there would be definite advantages to
extension of the existing project. First, there are no changes
required in the structure of the project. The changes that are
proposed in the next chapter are all possible within the structure
of the present project. They would not require any amerdment of the
project paper or project agreement, other than to revise l2ngths of
time and authorized finding levels. Thus there would be a
substantial savings ot manpower for USAID and the GSL if a new
project does not have to be designed.  Furthermore, the inherent
project inflexibility in dealing with many PVO :ubproject grants at
the time of the project PACD would be postponed for several years.,

Recommendation: If it is possible to do so within agency policy,
it 1s recommended that the cexisting PVO Co-Financing Project
be extended for another five years. An increase in the
authorization level of $4.5 million is suggested., Thougn the
project still has three years rcmaining, the extension should
be requested as soon 35 possible to give the flexibility of
approving three year subprojects, as well as two year
subprojects in the ncar future.

The increased authorization recommended above 1s fairly
conservative:; it is based on an annual commitment of $900,000. This
is considerably more than the usual commitment of the first six
project years, but less than the commitwents in the seventh year and
well below what is expected in the cighth, We believe a higher
level of tunding of PVO subprojects would be possible, but think it
is not prudent to extend at a level higher than proven by
experience,

Recommendation: If 1t is not possible to extend the ecxisting
project, we recommend that work on a follow-on project begin
as soon as possible, aiming to be ready to approve further
grants as soon as it is no longer possible to approve two year
subproject grants under the existing project. This will be
late in FY 1987 or the beginning of FY 1988, We suggest that
the project be for eight years at a level of $5.0 million.

The suggested funding level also its based on projected annual
commitments of $900,000 for the {irst five ycars of the project,
during which time three year projects can be approved. $500,000
would be left for the last three years for smaller and short term
projects.

The substantial overlap of the two projects is recommended both in
order to permit the Mission a PVO funding mechanism after two and
three ycar subprojects can no longer be funded through the present
PVO Co-Financing Project and in order to keep up the bhenefit of the
management systems and patterns already operational under the
present project,
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V. PROJECT CONTINUATION ISSUES

This chapter suggests some issues to be considered either if
the existing project is extended for five years, as reconmended, or
if a new follow-on Co-Financing Project is designed.

The changes suggested are in the nature of '"fine tuning" _he
functioning of the project, rather than major changes, If there
were a major extension of the project, they could be implemented
under the present project structure, If a new follow-on project ls
designed, these suggestions might be incorporated in the project
paper, but require no basic change from the present project, There
is probably not sufficient time remaining for making subproject
grants in the present project to implement the suggestions unless
the project Is extended.

i. Defining the Sustainavility Questions

In the previous chapter, we recommended that USAID develop a
consensus and commit to writing the informal criteria usually
applied in reviewing subproject applications. The "sustainability
issue” was noted as a criterion for project approval which has been
the most difficult to apply consistently. This discucsion is
intended to make suggestions for analyzing this issue.

The main issue usually raised by tie Committee is whether the
PVO project will pe able to become "self-financing”. Under the
Co-Financing Project, there are several instances where
organizations have been able to set up an income producing resource
which covers the recurrent costs of its development activities.
These are generally the agricultural and vocat.onal training
institutions.

However, for many PVO rural development projects, thera {s no
possibility at all that the project itself can be financially
self-financing. To insist on this as a criteria for funding would
exclude these development projects from consideration. For other
subprojects, there is no intention of continuing that particular PVO
activity once the subproject grant is used. An example would be a
PVO using & subproject grant to make "micro-grants" to local
community organization projects, as suggested elsewhere in this
report.,

In such cases where the project cannot or nced not bocome
self-financing, there are two further key questions which must be
asked:

~-Will the activity have produced useful results during the
life of the <ubproject, even if it is not continued for lack
of funds?

--Would the enling of the subproject activity after the PACD
have any major detrimental effect on the PVO or the subproject
beneficiaries?
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If both these questions are satisfactorily answered, and
particularly if there are "sustainable results'", it may be justified
to fund the subproject, even though the subproject itself is not
sustainanble from the PVO's own fir ncial resources.

"Sustainable Results" from a subproject might well include the
fallowing:

(1) Training which continues to be used beyond the end of

the project;

Institutions set up to continue beyond the project;

Economic activities which will continue beycnd the lite

of the project; and

(4) Community assets which will continue to be used after
the PVO withdraws from the project area.

~—t e

(2
(3

For many, if not most, PVO subprojects the PVO could not
carry out the activity without doner tunding, even though the PVO
itself 15 well established and 15 likely to be around for many
vears. Few PVOs have independent income-producing resources other
than membership dues and public contributions. They do not have
powers of taxation, To carry out development activities targeted for
the rural poor, PVOs have no chance of recovering their project
costs from the poor by somchow charging for their services,
Furthermore, few donars are willing to provide resources to make
them financially independent, such as through contributions to an
endowment fund or providing income-producing land or business
assets. Such PVO< have few alternatives to depending on volunteer
efforts, public zuntributions, and donor contributions.

To take a couple examples trom the subprojects, Sarvodeya 1is
into its development activities for the long tun., [t will cervtainly
continue some type of contact and work in the villages around
Deniyaya after the Indigahena subproject grant is tinished. However,
without some type of donor contribucions, it wtll probably not be
able to sustain the {requency of contact with the village
organizations and certainly not the continued injection of funds for
the various very small scale physical assets supported under the
~abproject grant, such as wells, latrines, preschool nurseries, or
houses, In this example, Sarvodaya cannot sustain its project
activities, but it will continue its external links to the project
villages. Some valuc {rom the organizational experience during the
project will continue, and the small physical assets will continue
to be used,

The two 2-year subprojects of the Lanka Mahila Samit1 {(LMS)
training rural health workers and motivating rurai women concerning
family health and family planning were constdered by the previous
Evaluation Team (and this one) to he among the most successful
subprojects,  They were very low cost, $ 22,500 and 56,200
respectively for the two Co-Financing prants,  Though IM5 is nmore
than 50 vears old and has members all over the country, its
financial resources are meager, It could not support such a propram
from its membership dues. USAID turned down 1ts application for a
third subproject grant to continue the program as LMY would not be
able to sustain the activity with its own ro<ources, so the formal
activity has now stopped, This is the one specific case where the



34

Evaluation Team might have decided differently than did the USAID
Project Committee, using the criteria mentioned above. Even though
it was clear the program was not sustainable with LMS's own
resources, the project activity was useful in its own right and had
some continuing though gradually diminishing benefits. It was very
low cost, though it reached a large number of beneficiaries. And it
was carried out in a way that no one would suffer if the program
ended. There certainly was no issue of LMS being dependent for its
existence on AID.

LMS now has a much higher cost subproject promoting small
enterprises among rural women which has been repeatedly referred to
in this report. LMS is slowly building up an organizational
capacity to carry out such a project, They are carrying out a
development activity which USAID is eager to encourage but for which
there are few organizational vehicles. The cost of the project is
far greater than the core budget LMS can raise from its members and
general public contributions. So if LMS comes back to USAID for
another co-financing grant to continue the activity, should it be
rejected because the project cannot be self-financing? We would
argue no. The activity is of importance and value and economic
benefits from the projeoct will continue after the end of the
project. No donor will w#nt to fund such a project indefinitely,
particulariy 1f it continued to work only with the same small group
of entrepreneurs., But if LMS has developed the capacity to carry
out such a project, USAID or another donor may well want to continue
to fund them to continue promoting enterprises in other localities

Z. Building PVO Project Implementation Capacities

Though the evaluation team regards the overall project as
successful, we have the clear impression that the skiils and
efficiency of most PVOs can be considerably improved. Such
improvement would result in the more effective use of resources and
an enlarged capacity to handle new resources. Furthermore, we think
many PVOs would share this view. There are several broad areas in
which problems manifest themselves: project design, reporting and
evaluation, and accounting, most notablty,

A project design is a strategy to deal with a problem which
has been identified or to achieve certain objectives. The variety
of subprojects we have examined (promoting micro-enterprises Lo
increase income, or promoting home gardens to improve nutrition or
reduce houschold expenditure, foi example) all imply a view of some
facet of the community. This view may be that too many household
fall into the low income category and that the situation should be
changed. The schemes also imply the PVO's perception of how to
change this situation.
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In part this recommendation is affected by the experience of
two of the team members with Bangladeshi PVOs. In Bangladesh, there
are two major umbrella or consortia organizations for PVOs with a
development orientation, one focused on health and one focused more
broadly on agriculture and rural development. Through a series of
regular seminars and workshops organized by PVOs through these
consortia, there is an ongoing dialogue about a wid range of issues
common to their development projects. Furthermore, sevgral of the
larger PVOs have established regular ongoing training programs
ro%¥lar1y used not only Ly other PVOs, but at times by government as
well,

Though there are a number of PVO consortia or umbrella
organizations in Sri Lanka, none scem to have achieved quite this
degree of prominence in the PVO community. And though several
larger PVOs have training programs for their own staff and
volunteers (Sarvodaya, Nation Puilders, and LMS), there is only a
small amount of training for other PVOs.

We do not propose that USAID directly organize such activities
itself or even that it try tc urge one particular umbrella
organizations to take such a role. Rather, it is suggested that the
different umbrella organizations be made aware of the possibility of
applying for subproject grants for these purposes. Small grants
(perhaps in the range of $10,000 to $20,000) could conceivably be
made to several organizations for such purposes,

One of the specific problem areas in managing of grants is
project proposal preparation. Many of the subproject proposals in
the f1les are not of very high quality, even when the subproject
turns out to be good. Several comments from PVOs suggested their
interest in help in the project proposal process,

Recommendation: We suggest that the project attempt to help PVOs
improve their project design and proposal preparation skills
using two methods: sponsoring workshops on project design and
proposal preparation tuo or three times a year; and finding a
way to provide a local consultant to help PVOs interested in
having such help to think through their project design and
prepare the project proposal.

He believe there would be a continuing demand for such
workshops and services. The workshops could be conducted by a PVO,
a PVO consortium, or one of the training institutions such as the
Rural Development Training and Research Institute, the Sri Lanka
Foundation Institute, or the Sri Lanka Institute of Development
Administration., 1In some workshops, PVOs which have successfully
applied for and been awarded grants may serve as resource people.
Not only do we believe this would help improve project proposals
coming to USAID and the GSL, but it would help some PVOs to deal
with what may be a very real constraint in applying for a
co-financing or other grant.
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Another important area of project grant management where some
PVOs would benefit from institution building assistance is in the
area ot accounts and accounting. According to the USAID
Controller's Office, fund accountability for the PVO subproject is
more of a problem than it is for most other AID projects. However,
they think there has been a notable improvement over time.,

One of the staff members of the Controller's Office, Mr, Siraj
Abeysekera, has played an important institutional capacity-building
role along with the PVO Officer by visiting PVO project offices to
review their procedures and explain the USAID accounting
requirements and system, Our next recommendation is essentially
that of the Controller's Office:

Recommendation: We suggest that che process be "institutionalized"
of having someone from the USAID Controller's Office visit any
new subproject grantee to explain the accounting requirements
and help them get their accounting system set up before the
subproject gets underway.

Concerning developing evaluation capacities, USAID sponsored a
major workshop on evaluation this year carried out by PACT, an
American PVO consortium. The preparation of a manual on evaluation
is underway, originating with the workshop. Such activities were
recommended in the first mid-project evaluation of the Co-Financing
Project. We hope this will provide a concise and simple guide to
evaluation, and that it conveys the value of evaluation as a tool to
improve project effectiveness, If so, we suggest that the manual be
translated into both Sinhala and Tamil.

Two tcain members rcecad the rough draft. They felt it would
have benefited by having the PACT consultant do the drafting in Sri
Lanka, instead of New York. This r‘ght have helped it to address
more specifically Sri Lankan issues and to seem to arise more out of
a Sri Lankan context, It would have also allowed periodic
collaboration of several PVO representatives during the dratting.
USAID intends that the manual be further revised and improved, if
PVOs find value in it,

To raise the level of understanding of evaluation in PVOs,
such workshops cannot be a one shot activity. They need to be
reinforced by a series of activities related to evaluation over
time. To raise the standard of evaluation on co-financing
subprojects. some workshops might focus on internal evaluations done
for subprojects.,

Recormendation: We recomrmend that USAID continue to support
activities to imrrove the use of evaluation by PVOs to improve
their muragemerc effectiveness.,

Additional observations related to PVO implementation
effectiveness aprpear in the following chapter,
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3, Other National and Regional PVOs

The original project paper and cven the project paper
amendment anticipated that there would be a considerably larger
number of grants, many sma'ler in size, to a larger number of PVOs
than has been the case.

Though the project purposes and objectives are being realized
through co-financing grants which have been given, the range of Sri
Lankan PVOs which have been funded is fairly narrow. The 29
subproject grants which have been given have gone to 15 PVOs,
including 4 American PVOs. 65% of the grants and 92% of the grant
funds have been for co-financing grants exceeding $30,000. Average
subproje :* srant size is about $130,000.

As we interpret these statistics, most project funds have gone
to a fairly small number of PVOs which have developed the capacity
to manage relatively larger PVO projects and relatively large
amounts of funds. We believe the project has not reached its
potential for improving the capacity more broadly among national and
reglonal PVOs to manage development activities and funds.

Xecommendation: We suggest that USAID make a low key, but concerted
effort to broaden the list of national and regional PVOs using
Co-Financing grants tor development projects.

We believe the major constraints to such proposals coming
forward are (1) the lack of simple reliable information on the
co-financing grants disseminated through channels which reach
eligible PVOs and (2) a seuse of intimidation by the project
proposal process for organizations which have not previously applied
for such grants. The evaluation tcam acknowledges that this
conclusion is hased on somewhat scanty information which merits
further investigation. Specifically, we have only had brief contact
with a small aumber of PVOs who have had no contact with the
co-financing project, and we have not investigated funding for PVOs
from other intecrnational donors.

The following recommendation is aimed to try to broaden
participation in the Co-Financing Prcject by other regional and
national PVOs by getting simple reliable information on the grants
out to PVOs which may not be getting it now, in the hopes that this
will encourage more applications of the type that the projest seeks
to fund. Tt is also aimed to try to get some PVOs to expand their
orientation to include development, as well as welfare activitices,
and to help screen out proposals which cannot seriously be
considered.
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Recommepdation: We suggest that under the project extension or the
follow-on project, USAID produce a brochure simply describing
the co-financing grants, These could be given or sent in
response to initial inquiries and distributed through umbrella
organizations or other agencies dealing with PV0Os. It should
specify the types of projects which can and cannot be
considered (with examples), the criteria for selecting
subprojects, an outline of the application and approval
process, and information on how to get detailed informatica.
[t should alsu indicate the willingness of AID to accept
applications in Sinhala or Tamil, rather chan English, if this
Is correct.,

A further problem in expanding the list of PVOs funded was
raised by a project committee member concerning applications from
new PVYOs or PVOs with which they are not familiar. The committee
may {eel uncertain of the capacity of the PVO to manage a grant.,
There is a vicious cycle. On the one hand, there :s reluctance to
approve a grant for such a PVO they do not krow. On the other hand,
they are unlikely to get to know much about that PVO if they do not
at first handle at least a small grant,

For such PVOs, the evaluation team believes it is appropriate
to ask to examine accounts and audits of the organization, make
contact with any organization from which they have previously had
grants, or, in the case of very new organizations, find out about
the background and organizational expericnce of the key operational
officers. For an organization which has not previously handled a
substantial grant, it would also be appropriate to test them and
give imitial grant management experience. This could be done by
considering only an initial small grant or by approving a project
with two phases, with the second larger phase contingent on
satisfactory performance (in terms of both accounts and program
management) during the lower level of funding in the first phase.
If this is done, an external management and performance evaluation
would become the grounds for deciding for or against releasing funds
for the later phase.

In summary it is hard to avoid the conclusion that, though
funds have been available for PVOs through the project, which have
thus far gone unused, some, pevhape manv, PVOs which could use the
funds eftectively for the project purposes have not gotten access to
them, There scems Lo be nuch potential energy which can be
harnessed for small scale development projects through PVOs., If
USAID and the GSL want to broaden the participation of PVOs beyond
those which have rvececived co-financing grants so far, any action
must start at the level of effectiveness and competence the FY¥0s now
have. Particularly wany lack any experience in proposal
preparation, development project design, managing project accounts,
and reporting in the ways necessary to manage grants. It raises the
issue of whether this project, possibly in concert with other
donors, should take some initiatives to build this aspect of PVO
competence,
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The project paper anticipated that as time went on, there
would be un increasing number of small subproject grant applications
from small, community-based non-povernment orydanizations, of which
S Lanka has many,  This 1s a watter apart from the question of
other nationgl and repional PVOs.

In face, the project has not »valoed o wechan: sa Lo channel
tuch smaller subproject grants Lo the ocelized #Vas, it would not
be even remotely possible for AID to give the needed intensity of
staft time (by the PVO Gificer, by the Project Conmittee for
approval, and by the Controller's office: taat would necessary to
drcecthy o manage such swall grants. The uady wa. iU could be done
would be through some tntermediary organi zation which assumed the
roles of receiving proposals, processing them, monitoring them,
preparing accounts, and reporting.

Such a program of very small yrants to communi ty-based PVUs
was apparently administered successfully by the Children's
secretariat of the Ministry of Plun Inplementation using a4 fund from
UNICEF.  Fairly simple, but strict and uniform standards were used
defaning the type of projects which could be tunded, the application
process, and the accounts submitted, One Could argue that this 1s a
part of what Sarvodaya is doing now under the Indigahena Project and
the Coastal Communities Projtect, where funds are made available
which must 1n some way be matched by the input of 4 Shramadana
Soclety or other village organization for emall scale physical
infrastructure,

The main arguments tor such "micro-gra~ts" are:

-~ Though they would be 1upossibly expensive for AlD to
administer, when simplified and administered by a local
organization, they can be guite cost-effective, because they
rely locally on purelv volunteer inputs and substantial
community inputs,

-=- It such micro-grants proved workable, 1t woull certainly
it directly into the project purpose, creating opportunities
"for local communitics to participate in their own
development',

-- The use of such very small prants can be an impotuiant
instrument for developing the capacity of exist ing community
organtzations,

Recommendation:  We recommend that USATD consider funding one or
more PVGs or PVO umbrelia oraanizations with « co-tfinancing
subproject grant to administer a small experimental program
of  “micro-grants' to small, comnuni ty based organizations
concentrated 1u o geographitc drea, such as two or three
adjacent districts, "Micro-grants” might range in osize
rosghly from $500 to $5000, Subproiect arants for such a
program probuably should not exceed $509,000, or ould be
tranched, until the pVO adrilnistering them has proven it can
do so eftectively,
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For the micro-grants, simplified procedures for application,
reporting and accounting would be required. Most transactions would
probably not occur in English. Criteria for awarding the
micro-grants should be strict and uniformly applied. The PVO
administering the program would be responsible for processing
applications, munitoring, and reporting to USAID.

5. Dealing with Umbrella Organizations:

At lcast two subproject ac.ivities have been proposed here for
which "PVO umbrella or consortia organizations" have been suggested
as a possible organizational vehicle: (1) workshops, seminars, and
training activities to build the level of PVO effectiveness in
managing development projects, and (2) managing a subproject
consisting of micro-grants to community-based PVOs.

To the best of our knowledge, there is no single, strong PVO
umbrella organization which is the logical organizaetion to conduct
such activities., However, there are several such organizations
whose members are other PVOs, including the Sri Lanka Women's
Conference, the Central Council of Social Services, the National NGO
Council (focused particularly on Rural Development), the NGO Water
Decade Service, and the Coordinating Secretariat for the Plantation
Areas (Kandy). We also note that not all of these umbrella
organizations are yet registered as approved charities with the GSL,
which USAID requiries to receive a co-financing grant.

There are also several major national organizations, which
have an umbrella-like relationship with affiliate local or district
organizations, which have varying degrecs of independence from the
central organization; some of these have already received
co-financing grants. These include the Lanka Mahila Samiti,
Sarvodaya, YMCA and YWCA and YMBA. (Descriptions of these
organizations can be found in the booklet, "Development Consortia in
Sri Lgnka,” by Vijitha Fernando and J. Henry de Mel, sponsored by
PACT.

The approach to any of these organizations might be in several
ways. It could be by a direct visit to several of the
organizations, by a letter sent to all of them, ov, i{ the
recommendation concerning a brochure on the co-financing grants is
followed, by mention in the brochure. 1t couid be fairly factual
and low key, simply informing them that co-financing subproject
grant applications can be considercd for building PVO project
implementation skills and for managing very small grants to local
community-based PVOs., There should be no persuasion o submit such
applications, but some capable organizations might be informed of
the opportunity; if none respond, the idea could be dropped.
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VII. CONCLUSIONS AND RECOMMENDATIONS

Achicvement of Project Purpose and Objectives

Conclusions:

L]

The PVO Co-Financing Project is meeting its purposes of creating
or enhancing opportunities for local communities to participate
in their own development,

The project has had positive impacts related to cach of the
different project objectives, except one. No negative impact has
been identified. The following are particularly noteworthy:

(a) Agricultural Production. The main impact on agriculture is
through agricultural training of voung men and women,
subprojects and project components dealing with home gardens,
and a subproject to develop the water management of a poorly
functioning large irrigation scheme.

(b) Employment and Kaised Incomes. Subprojects have created
employment opportunities through promotion of small enterprises,
through training in carpentry and other skills, and through
direct vaployment on a reiorestation project. Among the most
interesting projects are two deaiing with small enterprises of
women,

(c) Collaboration of PVOs with Local Communitiecs, The
collaboration of PVOs with JTocal communities 15 central to many
of the subprojects, and in some cases seems quite effective. 1In
most cases Lhis has been through local organizations based on a
model suggested by the PVO. This has been an effective way of
working with communities, mobilizing local energies, determining
local priorities, and constructing small scale physical
infrastructure.

(d) Quality of Life. Though only onc subproject two grants)
focused primarily on health, a number of sthprojects have had
health education components or activities which fivorably impact
on health and nutrition (latrine construction, water supply
improvement, home gardens, and improving iccess to government
health services).

(e) Participation of Disadvantaged Groups. Most subprojects
are directly involving and guiding resources to the poor or
disadvantaged. In scveral striking cases, the participants are
extremely poor. Four subpro,ects have addressed problems of
specific disadvantaged groups, including the physically
handicapped and families displaced during the 1983 riots.
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(f) Participation of Women. The project has an extremely good
record among AID projects of effectively involving and
benefiting women. Eight projects specifically focused on women,
and cight more had substantial components focused on women or
with high proportions of women participants. As a group, these
have increased the incomes of women and have actively involved
women as participants in decisions about the local use of
project resources.

(g) Appropriate Technology. The project seemed to have a
negligible effect on the objective of promoting local technical
innovations and appropriate technology.

Recommendations:

l.

[

Ti. existing PVO Co-Financing Project should be continved .-
through to its conclusion,

The team recommends that USAID and the GSL begin making jlan’s
for the continuation of Co-Financing of PVO development projects
after ic¢ is no longer possible to fund such activities cut of
the present project,

Options for Project Continuation

Conclusions:

]
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The two basic options for the long-term continuation of PVO
Co-Financing are:

(a) a follow-on PVO Co-Financing Project; or
(b) further extension of the present PVO Co-Financing Project.

The purpose and objectives require little or no change from the
present project. Though a number of suggestions are made {or
the operation and focus of the project, they require no change
in the basic desipn or objectives,

The proven sustainable annual level of grant commitments can bhe
considered to be about $900,000 per year fer planning purposes.
The pace of grant commitments hovered around $500,000 per year
for the first six years of the project. During the seventh
year, commitments doubled to $1.2 million. During the c¢ighth
project year fsee below) commitments are projected to be about
$..2 million.

With the present PACD, it will no longer be possible to approve
two-year subprojects after the date of February 1987, that is 30
months betore the PACD.  This assumes three months for the PVO
to gear up subproject implementation and allows lecway for a
three month subproject PACD extension,
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Recommendations:

3.

If it can be done within present agency policy, it is
recommended that the existing PVO Co-Financing Project be
extended for another five years to August 1994, increasing the
authorization level by $4.5 million.

If current agency policy does not permit extending the existing
project, we recommend that work on a follow-on project begin as
soon as possible, aiming to be ready to approve further grants
at least by ecarly FY 1988. This would invoive an overlap
between the two projects of about 18 months. We recommend that
the project be for eight years 4t an authorized level of $5.0
million,

We recommend that the Mission determine as quickly as possible
whether a further five year extension to the existing project is
possible. If it is possible, work on the extension should begin
soon to avoid o period of uncertainty abouc whether new
proposals can be entertained, If extension is not possible,
work on the PID for a follow-on project should begin as soon as
possible to enable authorization by early FY 1988,

Conclusions:

LA

LB,

AR

Ah

We consider February 1987 as the critical date by which the bulk
of grant commitments (roughly $2.2 million) must be wade under
the project. After that date, it will no longer be possible to
make two year subproject grants in the expectation that the
subproject can be completed before the project PACD.

Mest subprojects are of two or three year duration. Extensions
of three months to one year have bheen required {or nearly half
of the subprojects, The above calculation of the critical date
also assumes the PVO requires three months to gear up field
operations after being notified of the grant approval,

The project is considerably behind where it should be in the
commitment of subproject grants if all preject funds are to be
committed in time to be used before the PACD.  As of

June 30, 1986, $2,€03,045% remains to be committed of the
authorized $6,483,000, Roughly $400,000 could rewmain af ter the
critical date for later commitment to small or short-term
subprojects or for activities related to building PVO management
and implementation capabilities. 1f the project is to ba
completed without an extension of Zﬂé—Pﬂﬁh;'apﬁthTﬁﬁYﬁT}“

$2.2 milifon must be commnitied between now and February 1087,

Though this would require o much higher rate of commitments than
has beer done in the past, there is some possibility that the
$2.2 million will be committed by February 1987, if cverything
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goes according to schedule. The pace of commitments increased
considerably during the past project year, and there are now 13
active subproject ideas for which concept papers have been
received or which are under discussion with the PVO Officer.
Thesc subprojects under discussion total $2.6 million.

By October 1986, the Mission should have a good reading on
whether or not most of these commitments cin he made without
extending the PACD of the project. By October it will be
virtually impossible for a new subproject idea to go through the
whole approval process by February 1987.

It the rewaining $2.2 million cannot be committed by February
1987, there is little doubt that it would be fully committed if
the project were extended for six months Lo one year. However,
the extension would have to be approved as ecarly as possible,
preferably by November 1986, to allow for the . inimum six months
bead time for planning and processing subprojec: proposals,

We think the main reason that the commitments have been behind
schedule is that, when the overall project was extended and the
funding increased, the project:ion of the rate at which PVO
subprojects could be approved was more than was jnstified by the
performance to that time.

Recommendation:

6.

fic recommend that in October 1986, the Mission again assess the
pace of commitments of subproject grants. If it then appearcs
that morce thaon $600,000 will remain uncommitted by February
1987, an «xtension of six months (o one year should be sought
with no increase in funding to permit the commitment of
remaining subproject grant funds after February 1987. 0f
course, if a prior decision is made for a five year extension of
the project with increased funding, as recommended, this action
will not be required.

USAID Project Management

Conciusions:

AR

Management of the project by USAID/Colombo has been well
organized and has benefited constderably by the continuity of
the Svi Lankan PVO Officer who has managed the project for
several years.,  PVOs have commented repeatedly on the
helpfulness of the PYO Offieer, on the prouwpt replies to
Fngquiries, and on USAID'S willingness to consider any needed
changes in the subproject or its budpget.  The PVO Officeyr
monitors subprojects closely and follows up immediately if the
PYO 15 overdur 1n subnitting program reports, accounts, or
eviluations,
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Recommendation:

7. It is recommended that the management of the project by USAID
and the GSL remain essentially as it is now.

Project Selection Criteria

Conclusions:

#%  All subprojects addressed scveral project or mission objectives
indicating that sclection and approval of subprojects has been
well within the topical guidelines,

*%  There appear to be a number of informal unwritten criteria that
are important in the deliberations on subproject grant approvals
by the USAID Project Committee. The fact that there is no clear
consensus on some of these criteria presents several problems.
First, they are not always applied in the same wuy from case to
case as the <ommittee membership changes. Sccond, there have
been a couple cases where PVYOs have spent considerable time
designing and getting GSL approval for projects which were
uttimately turncd down on important criteria that the PVD did
not know about, And, third, the PVO Officer is placed i1n an
awkwdard position in dealing with PVOs preparing proposals.

##  Recent Mission policy has been that subprojects must also fit
the current Mission CDSS (Country Development Strategy
Statement). This has made only a small diffcrence in practice
1n the subproject proposals accepted or rejected on topical
grounds. Several project ideas related to the physically
disabled which might have been accepted earlier have been turned
down atl the concept paper stage; however, if projects related to
physically disabled also fit other project objectives, they seem
to be considered. All the emphases of the present Mission
strategy, including the small enterprise/private scector focus,
were already incorporated in the original PVO Co-Financing
Project objectives,

#n  The Mission has tried to keep PVOs informed about the current
CDSS tocus., The PVO Officer explains this to PVOs making grant
applications, and annual open meetings with PVOs have been held,
the latest trying to encourage applications reiated to the small
enterprise/private sectoer emphoesis, This may have had an
unintended consequence of contributing to a misimpression among
some PVOs that a project focus (partizularly health) which was
favored earlier would no longer be accepted.

Reconmendations:

8. The WUSAID Mission should identify and write down the informal
criteria now used in considering PVO proposals. These should be
included as part of the guidelines given to I'VOs and to help
guide PVO Committee deliberations,
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Defining the Sustalnability Issue

Conclusion:

LR

The selection criteria which has been the most difficult to
apply consistently is referred to in the Mission as
"sustainability". Committec members all regard it as important,
but do not always agree on what is required of the PVO for
different types of subprojects. One recurrent issue is whether
it means PVOs must have a plan for cach subproject to become
"sclf-financing", that is, be able to continue without further
outside donor support. (The issue is discussed at length at
several places in the main text.)

Recommendation:

9.

Regarding "sustainability'" in the consideration of co-financing
subproject grants, we recommend:

(a) that for PVOs whose main activity is a training institution
or other scrvice which is intended to continue indefinitely, a
realistic plap to generate income to cover all or most recurrent
costs be encouraged;

(b) for broad based or integrated projects where the PVO plans
to phase out its development work in a locality over a fixed
period of time, the focus of attention should be on the
possibility of "sustainable results" in the community, such as
financially sustainable and sclf-reliant conmunity institutions,
community assets, and viable economic activities, rather than
"financial sustainability" of the PVO efforts; and

(c) accepting that a PVO targeting development work on the rural
or urban poor cannot usually gencrate sufficient income from the
beneficiaries to support the PVO to insist that the subproject
itself become self-supporting may even divert energies away fron
achieving the subproject purposes. (The co-financing principle
should still strictly be apnlied that the PVO must generate
25-50% of non-USAID contributions for the subproject from its
own resources, the community, or other donors.)

Building PVO Project lmplementation Capacities

Conclusions:

L

There are several arcas related to the management of development
projects and grants which are a problem for some PVOs and which
can be addressed.  They include (a) basic project design,
particularly designing project strategies which flow directly
from well defined objectives; (b) project proposal prepavation;
(c) reporting, iucluding both reporting to donors and
identifying key project data which can be routinely collected
during project implementation to monitor the progress of
projects; (d) accounting; and (e) evaluation. These are

particularly important issues in dealing successfully with
donors, such as USAILD,
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Subproject Reporting

Conclusions:

A K

LB

After the previous project evaluation, a new format for
subproject reporting was developed. A shift was made to
requiring quarterly instead of six-monthly reports. Though some
of the reporting seems fairly mechanical, PVOs seem ‘to
appreciate having a prescribed format.

The section of the report for identifying and cumulating direct
and indirect beneficiaries is regarded as ambiguous and
confusing by some FVOs and by the evaluation team for reporting
on "integrated" projects where an individual may benefit from
more than one subproject activity,

Many PVOs have had trouble setting up an accounting system that
wil! satisfy USAID's reporting requirements. The PVO Officer
and a statf member of the USAID Controller's office have visited
rany PVOs to help establish adequate financial reporting., The
Controller's office is satisfied that substantial improvement
hiés nccurred over time.

Recommendations:

13.

14.

The use of the direct and indirect beneficiaries categories on
the quarterly report format neceds to be clarified for PVOs, It
1 particularly important to give examples of how beneficiaries
are to be cumulated when some are involved in multiple

subp "oject activities,

We suggest that USAID formalize the process of having someone
Erom the USAID Controller's Office visit any new subproject
grantee to explain the accounting requirements and help thenm get
their accounting system set up before the project gets underway.

Range of PVOs Funded

Conclusions:

AR
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Though the project purpeses and objectives are being realized
through co-financing grants which have been given, the range of
Sri Lankan PVOs which have been funded is fairly narrow. The 29
subproject grants which have been given have gone to 15 PVOs ,
including 4 American PVOs. 65% of the grants and 92% of the
grant funds have been for co-financing grants exceeding

$30,000. Average subproject grant size is about $130, 000,

As we interpret these statistics, nost project funds have gone
to a fairly small number of PVOs which have developed the
Capacity to manage relatively larger PVO projects and relatively
large amounts of funds. We believe the Project has not reached
its potential for tmproving the capacity more broadly among
national and regional PVOs to manage development activilies and
funds.



Ak

AR

kh

51

Factors which have limited access of medium-sized national and
regional PVOs to co-financing grants are the following:
Relatively few have the capacity now to manage grants of
$100,000 or even $50,000. Many now have more of a welfare
orientation than a development orientation. There seem to be no
regular channels by which reliable informaticn about the grants
reaches those PVOs. Even if they have the capacity to
effectively and economically use a grant, they may.be
intimidated by the process of preparing a project proposal,
Particularly those based outside Colombo may find the prospect
of pushing a proposal through USAID and GSL office overwhelming.

There has not been as much use of the co-financing funds by
American PVOs in the collaborative way the project paper
anticipated to help bvild the capacities of Sri Lankan PVOs.
Four subpiojects involved substantial collaboration between US
and Lankan PVOs. Two of these collaborations were notably
successful, One collaboration was particularly unsuccessful,
resulting in termination of the grant and transfer of the
subproject wholly to the Sri Lankan partner.

The project paper anticipated that five US PVOs would have
received one or more subproject grants by the end of the
project. To date, four US PVOs have received 8 subproject
grants. A fifth US PVO is in the process of developing two new
subproject proposals. One of the US PVOs carried out several
subprojects successfully, but often had difficulty meeting the
minimum non-AID contribution requirements,

Recommendations:

15.

16.

We recommend that USAID make a low key, but concerted effort to
expand the list of national and regional PVOs applying for
Co-Financing grants for developmenu proiects,

We suggest that under the project extension or the follow-on
project, USALD produce a brochure simply describing the
co-financing grants, These could be given or sent in response
to initial inquiries and distributed through umbrella
organizations or other agencies dealing with PVOs, It should
specify the types of projects which can and cannct be considered
(with examplesg, the criteria for selecting subprejects, an
outline of the application and approval process, and information
on how to get detailed information. It should also indicate the
willingness of AID to accept applications in Sinhala or Tamil,
rather than English, if this is correct,
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Reaching Local Community-Based PVOs

Conclusion:

** The project paper anticipated an increasing number of
applications for small grants directly from local,
community-based non-government organizations, of which Sri lLanka
has many. However, no grants to such organizations. have been
given, unless Sukitha Welfare Society is included. It would be
virtually impossible to administer many such small grants with
each being processed by USAID and the GSL in the same way that
the existing grants with larger PVOs are processed. The only
obvious way it could be done under the existing project
structure is through subproject grants to a larger PY0 o1 PVO
umbrella organization.

Recommendation;

17. We recommend that USAID consider funding one or more larger PVOs
or PVO umbrella organizations with a co-financing subproject
grant to administer a small experimental program of
"micro-grants' to small, community baced PV0Os concentrated in a
geographic area, such as two -r three adjacent districts. For
the micro-grants, simplified procedures fcr application,
reporting, and accounting would be sequired, and most
transactions would probably not occur in English. Criteria for
awarding the micro-grants should be strict and uniformly
applied. The PVO administering the program would be responsible
for processing applications, monitoring, preparing the accounts
and reporting to USAID. "Micro-grants" might range in cize
roughly from $500 to $5000. Subproject grants for such a
program should probably not exceed $50,000 until the PVO
administering them has proved they can do so effectively.

Types _of Projects which are More/Less Effective

Conclusion:
** Though a number of subprojects have been visited which the team
regarded as particularly effective, we have not been able to
identify clear categories of projects which the team viewed as
more or less cffective than others. Whether the subproject
objectives, the project design, and the strengths and weaknesses
of the PVO are suited to each other seem to be key factors in
project cffectiveness more than the identification of partizular
project types,

Environmenta: Impact

Conclusion.

** No instances of detrimental effects on the physical euvironment
from project activity were observed, and at least one project {is
making a positive environmental impact through reforestation.
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SUBPROJECT REPORTS: TABLE OF CONTENTS

2V0
Diyagala Boys Town, Ragama

The Overseas Education Fund of
the League of Women ‘'oters
(OEF/LWV) and Women's Burecau
of Sri Lanka.

Yahapath Endera Farming Center
Talgashena, Hanwella

Lanka Mahila Samiti

Sri Lanka Oversecas Foundation
(SLOF) with Lanka Jathika
Sarvodaya Shramadana Sangamaya
as the implementing agent.

US Save the Children
Federation (SCF)

Marga Institute

Sukhitha Welfare Society

Lanka Jatika Sarvodaya
Shramadana Sangamaya

Lanka Mahila Samiti (Sri Lanka

Women's Group)

Lanka Jatika Sarvodaya
Shramadana Sangamaya

Nation Buildars Assoclation

Project

Training in agriculture,
Livestock breeding and care,

Extension services for Rural
Women in Family Health and
Income Generation

Training of Women in
Agriculture and Animal
Husbandry.

Guiding Rural Women in family
Health,

Indigahena Village Development
Project

A Community Based integrated
semi-Urban Development Program
tn Meegoda on the eastern
boundary of Colombo District.

Village
Froject.

Experimenta?
Development

Training Center and Sheltered
Workshop for disabled women at
Horana.

Home Gardening for better
Nutrition in the Galle
Districe,

Program for Small Enterprise
Development,

of Children's
40 Coastal

Development
Services in
Communities,

Conservation and Forestry
Project, Minipe Right Bank
Transhasin Canal

Phase 1 and Phase 11,
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All Ceylon Buddhist Congress
Lanka Mahila Samiti
Y.M.C.A

FRIDSRRO

The Nation Builders
Association (NBA)

Vocatiorzl Training Program for
Disadvantaged Young People.

Nursery School Tecacher Training
Program,

Home Gardening,
Community Development Program.

Water Management Pilot Project
at Nagadipa, Mahawewa
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PVO: Diyagala Boys Town, Ragama

Project: Training in agriculture, livestock breeding
and care. Training in technical skills

Agrcement No: 001

Funding: USAID $350,667

Counterpart $169,470

Total $520,137

Date Started: November 27, 1979
PACD: September 30, 1983

Project Description: Provides for expanding, improving and
operating the three-year training program in agriculture and
livestock breeding and care. The number of resident trainees
were to be increased tfrom 360 to 1000 and seminar participants
from 400 "o 720, The training was originally tc¢ have been
provided at seven centers but later the project was amended to
conientrate training at three centers and to maintain the other
four centers as satellites to one or the other of the three
main centers,

Facilities & Tvpe of Training:

(1) Facilities.

Kagama Center : 160 Acres - Agricultural farm, Poultry
buildings, Piggery buildings, Dairy
buildings, Workshops for carpentry, lathe
work, welding, masonery and residential

facilities for about 500 youths.

Pallama, ¢ Farm (paddy & fruit cultivation) and
Chilaw Center residential facilities for about 150 youths,

Nuwara Eliya : Livestock farm, and residential facilities
Center for about 100 youths

(2) Type of Training:

Total period of 4 years - Year 1 at Ragama : Training in
agriculture and technical skills.

Year 2 - 6 months at Pallama : Training in paddy and fruit
cultivation,

Year 3 - at Ragama : Special tratning in an area selected
by the youth, e.g., Technical skills {carpentry, welding,
masonry, etc.), agriculture (cultivation, animal husbandry)
Year 4 - at Ragama : Specialized, on the job, production
training (produce for marketing).

Planned intake: 100 vouths per year.
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Impact

Strength<: A very well organized farm and technical school
which has plenty of potential for systematic formal

training.

The training programs are focussed on under-privileged
destitute youth,

The project is a self-sufficient, self-sustainable and
profitable venture that could continue on its own;
supporting its training costs from its income,

Young men are paid a monthly allowance for the productive
work they do. This has cnabled them to save some money and
have some cash resource at the completion of training. At
graduation, youths have received amounts varying from
Rs.2000 - 9000, after deducting for food, lodging, medical
care, ectc,

Most of the youth secure emplovment after the completion of
training. Many private agencies have made inquiries about
the trained youths, especially about those who are trained
in technical skills,

The "shop" managed by the project to sell its produce
provides a service to the area.

Shortcomings:

The youths who take the specialized agriculture program do
not get job opportunities like those who do the technical
program,

At carly stages of thetir training, some yourhs receive very
little or nothing as their monthly allowance after
deductions.

The farm does not provide an effective extension service in
agriculturc and livestock facming to the villages around it,

Although it was envisaged to cxpand the intake of youth
from 360 to 10606 in the project proposal, this has not been
recalized,

Conclusion:

This is a very well organized farm ond technical school,
but it can provide even better service to the youth and the
community,

Recommendations:

It may be useful to increase the annual intake of traineces,

The farm should consider expanding its extension services
to other arreas, especially the provision of good quality
planting material and livestock breeding.,
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PVO: The Overseas Education Fund of the
League of Women Voters (OQOEF/LWV) and
Women's Bureau of Sri Lanka.

Project: Extension services for Rural Women in
Family Health and Income Generation
Agreement No: 003
Project Manager: Ms., Dian Svendsen
Funding : USAILD $ 200,000
osL ; 115602
%2%31 %"377f§5T
Location: 24 Districts in Sri lLanka
Project Description: The project objectives were to:

a. Estadlish two onc-month training courses; train ninety-six
selected Government Development Officers (DOs) of the Ministry
of Plan Implementation currently assigned to 24 Districts to
enable them to work with Village women in identifying
needs/problems and planning improvement programs.

b, Develop and schedule seven months of field work for
these DOs to plan, dmplemcnt and evaluate health 1mprovement
projects and income earning skills with women in 288 Villages
(3 Villages .or each DO,

c. Develop a o month intensive informal education
progeam 1n wvhich wwo DOs and 20 Village women leaders will work
with an additional 100 Rural women to increase their
participation in personal and community development,

d. Prepare and translate two handbuoks covering actual
training and field work experience to be used by trainere and
DOs.

Date Started: August 12, 19K0

PACD June .2, 1982
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WOMEN'S BUREAU PROJECTS: MATARA & KALUTARA DISTRICTS

Enterprises Continuing After Three Years

Type of Project District
Matara Kalutara

Poultry Farming 0S 31
Dairy Farming 30 19
Goat Raising 04 -
Coir Industry 243 -
Pottery 34 -
Horticulture (cut-flower) 13 1¢
Home Gardening 59 30
Sewing 44 40
Tea Nursery 0l -
Tea Collecting Center 11 -
Lace Making 08 11
Bee Kecping - 15
Coir Mattress Making - 01
Total No. of Projects Started 535 200
No. of Projects Dropped out 67 43

No. of Exzisting Projects 468 157
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Shortcomings:

Some DOs who received special training under this project
have been transferred out of the Women's Bureau. Though
their training may be of use in their new positions, it no
longer serves the intended subproject purpose. However,
the training materials developed under the project should
be useful in training DOs who replaced them .

Although rural women were trained and assisted in income
generating projects, there seems to be no
institutional/organizational arrangement for the women to
work as a group. This may be important to the
sustainability of the project. (The project women who had
joined the LMS at Matara are doing well in their
activities)., Although the initial capital or part of it has
been provided for the income generating projects, there is
no system available to obtain assistance for working
capital. Some women who have obtained bank loans now find
it difficult to pay back the loans (e.g Panadura Dbairy
project). If the assistance were given in a form of
credit, a revolving fund could have been organized. LMS
Matara has a fund like this.

Participants claimed that some activities were too small
scale to be economically viable, e.g poultry with only 50
chicks,

A comprehensive feasibility study should have examined the
economics of all the projects, especially the marketability
of the produce. Some projects were closed down as there is
no regular market for the produce, e.g., lace work and
cut-flower in the Kalutara District.

[t appears difficult to focus this type of project on very
poor women. They need to use their income for immediate
consumption and find it difficult to invest,

Issue:

The GSL no longer seems to have the same commitment to the
program supported by the subproject, however successful it
seems to have been, The emphasis of the Women's Bureau is
changing from income generation to awareness creation among
women partly in response to what they see as donor funding
priorities, This may cause a change in the duties of
trained DOs, The training already given and the training
manual may not be as relevant to the new activities,

Reporting & Evaluation:

Compreliensive reports and records are maintained in the
District Kachcheris about the project. Several evaluations
have alrcady been done.
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Conclusion

The training program organized for DOs and rural women has
been quite useful. Even though formal GSL support is
diminishing, there remains a high degree of interest,
activity and enthusiasm among those associated with the
program. It has been a good start for women in development
in Sri Lanka. If similar activities could be concinued,
they would enhance the capabilities of Sri Lankan rural
women further,

Recommendations:

The training manual is excellent and should be made use of
to train more DOs and rural women. GSinbala and Tamil copies
stould he prade ovaillable to PYVOs doing similar activity,

An institutional/organizational arrangement may be
introduced for the women who have rececived training and are
starting enterprises. A revolving fund also may be conupled
with this,

Successful project women may be used as
facilitators/energizers in their respective areas.
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Yahapath Endera Farming Center,
Talgashena, Hanwella

Training of Women in Agriculture and

Animal Husbandry
Agrecment No: 005

Project Manager: Sister May Christina (Superior)

Funding: USAID $ 23,763
PVO $ 8,237
R b

Date Started: January 13, 1981

PACD: January 12, 1982

Project Objectives: To provide for the expansion and
improvement of the Center's facilities for training young women
in agricultural skills, by providing urgently needed equipment
and establishing a model farm.

Facilities available and Type of Training:

lit of land (100 acres under coconut; 40
acres under rubber;  pasture and cash crops such as coffee,
pepper, etc., cultivated as intermediate crops). Large
buildings for poultry, pig-keeping and dairy activities.
Residential facilities for about 60 women,

(1) Facilities: 180 acres

Type of Training: Total period of training is 18 months,

training in Agriculture
training in Pig-kceping
training in Poultry-raising

ronths
manths
months

-6
H

6

Intake is about 35 women in eacir Fatch.,

Progress to Date:

The USAID prant wo 1ned for the following items:

p Constructio,
Purchase of
Purchase of

Printing of

of tl. » bio-gas plants,
a four LJheel tractor with trailer.
an clectric generator (40 kw),
training aids,

—~— e~ —~

b
C
d
pas 1s being used for

ihe four-wheel tractor
meration,

One bio-gas plant i
cooking meals of resident
and electric generatour are

1nooperation
Lrainees
also in
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Impact:

Strengths: This project has supported a well maiatained
and well organized farm that stands as a model farm in the
area,

The farm is a self-sufficient, viable enterprise which
could continue in the future and support training
activities,

The training programs focus on rural, poor young women.
Residential facilities for the women are satisfactory,

The center has also provided employment opportunities
for the villages around the farm (40 permanent laborers
and a considerable number of casual workers).

Shortcomings: Although it was mentioned in the project
proposal tﬁat training also would be given in batik-making,

silk, and manufacturing of garments, those sections have
now been handed over to a company to be run as private
enterprises,

There is no follow-up on the trainees who pass out after
training. The Center has little information on what happens
to its graduates. It may be worthwhile to find out how the
trainees make use of the training they receive.

Although the women (rainees are engaged in productive
activities as part of their training, raising and caring
for pigs, cattle, and poultry, no payment is made to them
for the services they do.  They only get free training,
board and lodging.

Although it was proposed to institute a revolvirg fund for
the women who complete their training to obtain loans as
cap.tal for self-cmployment projects, this is not being
donec.

The Farm does not provide extension services to the
villages around the farm,

Issues:

The Training Center finds it difficult to recruit its
target number of trainees cach year, although it is not
clear why this is so.

Conclusion:

The Training Center is well organized, and therefore it has
the potential to benefit an iacreased number of women.
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Recommendations:

1. The Training Center may pay a suitable allowance to the
trainees for the work they do. This would help them to
have savings on the completion of training and it could be
used as a partial capital fund. This type of payment also
would help motivate more women to join,

2. The Center may also try to formulate its training
program so that its certificate or diploma is accepted as
evidence of sound training.

3. A follow-up program for the trainees who pass out
should be started to assist them in finding agricultural
employment and to help the Center evaluate its progranm.

4. The Center might also start an extension service, that
would be beneficial to the villages around the farm.
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PVO: Lanka Mahila Samiti (LMS)
Project: Guiding rural women in family health
Agreement No: 006/011

Project Coordinator: Ms. S.C. Wijeyesekera

Funding: Phase [ Phase 1[I ) Total
USAID @22,500 @56,250 E 78,250
G

Location: 13 (out of the 24)districts of the country.

Project Description: This project supported a team of nearly
100 health workers whose functions were to guide rural women in
family health with special emphasis on family planning
motivation.

Phase [ Phase 11
Date Started:

May 1982 May 1983
PACD: April 1983 April 1984

A. Background ard Objectives of the Project:

Health has always been an important component in the
activities pursued by the LMS. In this, as in many other
areas, the LMS has seen its own efforts as being
complementary to that of t.ae Government. A district
'adrinistration' working closely with autonomous
village-leve! samitis (societies) has been its framework of
operation,

In 1989, the LMS selected 100 members from an equal number
of village societies for training in health care. They
were, as far as possible, selected from the more 'backward'
areas of the country where even rudimentary health
facilities were not readily available. Apart from these
Health Workers, 10 Supervisors were also trained.

The Family Health Burecau of the Ministry of Health
conducted the training which lasted three weeks for each of
the groups into which the total number was divided, This
period was followed by a spell in the field, The topics
covered by the course included the following: Nutrition,
Ante-natal care, Family Planning, Communicable Discases,
Immunization and Dental care. This project was an attempt
to use the training so acquired for the benefit of the
regions from which the Health Workers were dreiwn.



Phase 1 of the project lasted for an year. It began with a
refresher course and thereafter the Health Workers were
expected to undertake a series of tasks in 4 villages
covering 300 households., The first of these was to survey
and record the basic health practices of, and the family
planning methods followed in, cach houschold. This was to
be followed by regular visits during which families would
be given information on betteyr health care, on the
advisability of planned parenthood and on the use of the
health facilities provided by the government,

The Health Workers and the Supervisors were paid an
allowance during this period (Rs.200 and Rs.400 per month
respectively) and their work was monitored by the
"administration" with overall responsibility assigned to a
coordinator.

During Phase II, additional responsibility in the form of a
few more viilages and a further 150 households was assigned
to the Health Workers. (There was some turnover at this
point; some had resigned, a few had been discontinued and
the new recruits had to be trained). After the project
ended, as members and nominees of the village scocieties,
they were expected to work for a period as health
volunteers.

Evaluation, Reporting § Management:

An Evaluation Workshop was held after the project had been
in operation for 6 months. Experiences were compared and
results were assessed. At the end of an year, it was felt
that more than 25% of housecholds had shown improvement in
their health practic:s, After a further year the figure
had risen to 50%.

An independent evaluation was done at the end of the
project. 1t concluded that health workers of the LMS had
had a decisive influence 1n the following areas,

Construction of latrines.
Level of contraceptive use,
Attendance at pre-natal and post-natal Clinics,

1
2
3
4 Level of immunization.

N~~~
[N P )

It also concluded that Health Workers had developed a very
favorable image and that they had considerable influence on
the health decicions of the household. However, it was
pointed out that their effectiveness tended to be somewhat
diminished in villages which were at some distance from
their own.

In discussion with LMS5 officials, we pointed out that a
previous assessment had given this project a high rating
for goal manapgement but that the same level had not been
said of their reporting. We were reminded that functions
such as reporting were handled by people who had little
experience of these tasks, and who were esscentially
volunteers,
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Impact:

The evaluation referred to above is quite explicit about
the achievements of this project and we have no reason to
challenge its conclusions, 1t is clear that the project
has benefited greatly from the organization of the LMS at
the levels of response, discipline, supervision and so on.
At the same time the project has led to hcightened activity
in some village level societies as well as to the creation
of new socicties.

If we refer to a shortcoming it is to the inadequacy of
data and records, particularly for the purpose of making
reviews and assessments after a period of time. The value
of the project would have been enhanced considerably had
these features been incorporated into its design,

How many Health Workers continue to work as volunteers two
vears after the project ended? Some do and some don't.
Clear figures were not given though estimates based on
district perceptions appeared to indicate that the majority
were active,

The Primary Health Care strategies recently initiated by
the Government have been such that volunteers have a
distinct role to play in health care at the village level,
It scems reasonable to suppose that the Health Workers of
this project are playing such a role in their respective
areas,
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PVO: Sri Lanka Overseas Foundation (SLOF) with
lL.anka Jathika Sarvodaya Shramadana
Sangamaya as the implementing agent.
Project taken over by Sarvodaya in
October 19314
Project: Indigahena Village Development Project
Agreement No: 008/024
’roject Coordinator: Mi. K.i. Chandraseckera (current)
Funding: USAID $ 87,0065
Sarvodaya § 22,873
SLOF $ 15,000
Total $124,938
Locction: Selected villages around Deniyaya in the
Matara District.
Project Description: The purposc of this project is to improve
the Tinfra-structure' of 10 villages (later reduced to 9).
Volunteer labor is seen as the principal instrument through

which this is to be achieved.

Date Stuarted: March 29, 1982

PACD: March ¢8, 1985 (extended first to March 28,
1986 and then to September 30, 1986)

A. background and Objectives of the Project:

This project began through meetings which took place in the
USA between Sarvedaya and the SLOF. The latter felt it
would like to assist Sri Lanka in the area of village
development and Sarvodaye was willing to execute the
project.

SLOF saw Sri Lanka's villages as suffering from several
drawbacks: There was no specific plan for the development
of agriculture; the infrastructure was inadequately
developed; governmental assistance was poorly coordinated;
development programs did not go on until a sclf-sustaining
status was reached and <o on. The SLOF may have had its
own perceptions about how these problems should be
addressed but its cirzumstances - particularly its
scattered membership - left it no option but to leave it to
Sarvodaya to formulate a detailed work plan,

Such a plan was cventually developed and included the
following clements,

Conservation of the cenvironment.

Developing water supply systems,

Increasing the food supply through the wwin strategy

of promoting home gardens and developing pre-schools, both
as centers of production and as centers of instruction and
assistance.

(1)
(2)
(3)
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(4) The construction of 100 houses and 250 latrines.,

(5) Supporting primary health care and immunization
programs, and setting up a health clinic.

(6) Luliua.- roads.

(7) Setting up pre-schools, adult education programs and
libraries in every village.

(8) Establishing a tea nursery.

(9) Promoting community shopy,

Recreation and conservation of energy were the other
activities covered by the plan,

In addition to these arecas of activity, the project also
included a program of tratning which had three components,
Twenty youths (2 from cach village) were to be given a
training of two weehs in community leadership, 20 girls,
again 2 from cach village, were to be trained in pre-school
management. And a vocaticonal training program sought to
give training in carpentry to 50 youths, in masonry te
another 50, while 100 women were to he trained in
dressmaking and cottage industries.

While it is not very clear which block of funds were to
cover which set of activities, the statement is made at one
point that the SLOF is to be responsible for "technical
assistance facilities, service« and operating costs'", The
USALID contribution was to look after construction and
agricultural inputs,

Progress thus fur:

The project ran into trouble carly on. In the words of the
previous evaluation, '"a weakness is the lack of experience
In managing such projects by the gruantee,..". However, at
the end of the first year these problems appecared to have
been resolved and thie project was on course.

Unfortunately, this w., not for long. A report submitted
to AID in September 1983 records the statement of Lhe
Project Gfficer that 'SLOF has not given any technical
assistance nor had the project received any funds from SLOF
to date as their contribution to the project', Reports
from Sarvodayu indicated that the project was at a
standstili and this is confirmed by the correspondence
between the expatriate Project Officer at Indigahena and
the Executive Vice President of SLOF.

SLOF, on the other hard, explained the situation very
differently. [t was, according to them, never intended
that the $15,000 which was their commitment to the project
should be a contribution in cash. It was rather to be in
the form of 'voluntary labour' and technical assistance,
To quote from a letter sent to AID and dated July 23, 1984
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"It had been proposed that... a Pediatrician, a rural
Engineer, an Environmcentalist, for instance, could
contribute to the project. lHowever, Sarvodaya rejected
this proposal insisting that all workers in the project had
to be Sarvodaya trained and/or drawn from the Sarvodaya
Technical Services',

After another offer had been similarly rejected, SLOF
apparently came to the conclusion that it had no 'active
role' to play in the i1mplementation of the project.
Eventually, in August 14984, the agreement with SLOF was
terminated by AID and a new one was Jdrawn up with Sarvodaya
for the continuation of the preject.

Despite these problems, the program of work was pursued
without too much curtailment. Shramadanas were organized
in all villages for road construction, Pre-schools were
established in all villages but one. The house
construction targets were exceeded and we were teld that
this would have been so four latrines as well it more money
had been available., Water supply schemes of one type or
the other were developed in most villuges,

The many types of training ofttered appecar to have been
popular, particularly those which gave access to gainful
employwent, The Clinic for wothers and children seems to
have performed a useful servvice. The community Shons,
however, never got off the ground, largely, it was said,
because of a misunderstanding. The cost of equipment was
to be regarded as a loan whereas the nominces weie
initially under the 1mpression thal it wus & grant,

A feature of interest 1s that housing loans are linked to a
revolving fund., Repayment has apparently been high, in
some instances as much as 100%,

An important facter which lhias influenced the success of
vome of the activities in this project is the dedication of
the staff at Sarvodays's Center in the area. In some
villages their efforts have been helped aloay by o lively

shramadana society but not by any means iun all.
Impact:

The program of work foliowed through 1n this project has
clearly benefited the target villages in several ways, At
times the benefit has been derived because it has been
possible to organize and direct communal effort towards a
public purpose (such as toad building), At other times the
resources avatlable to the project have enabled i1 to
provide opportunities for individuals to improve their
assets or their skills,  This latter set of activities,
cannol be expected to succeed merely because resaurces are
avarlable,  Such resources have also to be orgaiiized and
their use has to he directet; this service Sarvodaya has
supplied,



70

Since the majority of activities fall into the secend
category, some issues will inevitably be raised. 1In what
sense and to what extent is this a project of "voluntary
labour"? If the inputs are the decisive factor in the
project, what does it leave behind, when in a few weeks it
brings its activities to a close? Have these inputs
stimulated village-level organizaticns in such a way that
they can sustain themselves from here onwards? These are
questions which time will answer and the answers will be of
intersst not only to the subproject but to the wider PVO
Co-Financing Project.

Meanwhile, this sub-project has another issue of interest.
An American PVO (albeit with a heavy complement of
expatriate 5ri Lankans) attempted to collaborate with a Sri
Lankan one. The collaboration broke down on a simple
issue: what one offered the other did not require and in
time the former became redundant,



PvVO: US Save the Children Federation (SCF)

Project: A Community Based Integirated dcuwt-urban
Development Program in Heegoda on the
eastern boundary of Colowbo Districe,

Agresment No: 00y
Project Manager: Dr.(Ms.) Ximali kannangara
Funding: USAlwu o F 155,041
GSL : % 54,509
5CF 0§ 133,000
Community % 59,000
Total P 704,544
Location: Selected villages in the Meegoda area,

Project Bescription: The purpose of this project is to use
S5CF's community-based integrated development approach to
develop a cluster of villages with special emphasis on health,
nutrition and 1ncome generation,

Date Started: May 18, 1942
ACD: Mav 18, 19H5textended to November 30,1985)

A, Background and Objectives of the Froject:

SCE bevan work in o Sri Lanka in 1979 with a shanty
developuent project tn Oolombo.  Within its community based
approach, the specitic pgoals of its Sri Lanka program were
to bring about improvements in the following areas, in
communities which had o high percentage of low tncome
families: access to services provided by the government,
sducational opportunities, employment and 1ncome, health,
environment, and community 1nstitutions. In pursuing this
poal, its intention was to Jdemonstrate the ¢ffectiveness of
a ‘functionat® approach and also the possibility of the
nationwide replication of this approach,

The Meegoda project was scen as a continuation of this
broad strateyy and was antended to cover the following
areas:

(1) Agraicultural and Tirvestock develepment with special
emphasis on home gardens.

2} Health, including the training of health auxiliaries.
3) Public amenities wuch as plavgrounds and roads.

4) Construction of latrines and wells,

5) Establishing a Community Center,

6) Income Generatiorn,

[ S —

Initially the project was to operate in 6 villages, They
were regarded as 'semi-uvrban' because the expansion of
greater Colombo was likely to reach the region in which
they are located in the near future, In ecach village the
program was to be implemented through a Village Development
Committee {later to be called Community Development
Councils).
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The project may be said to have been initiated through a
survey which attempted to establish a set of relevant
facts. The participation of government officers in this
exercise was a happy augury for the project. The
sponsorship program, which began soon after, opened the
deor to community involvement and the program of work was
preparcd as a response of the community to its problems as
tdentified by the survev.

Activities of the Project:

This program of work was followed through during a period
of threce and a half years, financed in part by the ALD
contribution. What follows is a brief account of a very
broad sweep of activities.

The center piece of the health program was the Pediatric
Clinics to which 10 houscholds were invited each day for
instruction and consultation. At the time the project
ended, 72% of the target houscholds had been covered by the
clinics. Other elements included the healuh camps and the
6-month courses in health and nutrition which were attended
by 38 young people,

2 day-care centers were established and more then a 100
children wers enrolled in then, A large number of children
were 'assisted to attend school',  Indeed, the figure givan
- 3970 - suggests that this 1s a very large percentage of
the total school-going poputation in the 6 villages.

An Agricultural Demonstration Farw was established as the
base on which agricultural activities were to be
developed.,  The demonstration given at this farm and the
corps of 15 Agricultural Assistants who visited homes,
helped teo promote the 130-0dd home gardens which were
eventually established,

The promotion of small industry was a major area of
activity, Leather work was revived and in terms of income
those who work in this areca are perkaps the most
successful., Vood processing done by a group at the
Beddegederanulla center 15 fast attaining the status of an
independent cconomic activity., All those trained in
mechanized carpentry have obtarned employment.  Juki
industrial sewing has not been so successful; though o0
have been trained only 20 have found employment so far.

Other industrial activities were abandoned after
preliminary exercises demonstrated that they were not
cconomically feasible.  Among these were the making of
kabook 'bricks', the manufacture of squatting pans and
roofing sheects,and industries based on coar and rubber,

A credit scheme covering antmal hushanlry and
self-employment has "gathered momentum' and ity present
status is5 apparently <atisfactory, Out of 16! loanees who
have used this scheme, only 1% have detaqulted,
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29 wells have been dug and 379 latrines have been
constructed, squatting pans, roofing sheets and the timber
frame being supplied. The Lorena stove has not been a
success. Village footpaths have been cleared and otherwise
improved, but there is no record of road construction by
shramadana. None of the villages has managed to have its
own playground.

SCF regards institutional development as perhaps its major
area of success. Women's groups have been established in
all villages and 4 out of the 6 are reportediy active. All
major organizations are apparently represented in the
Community Development Councils. SCF 1s quite pleased with
their performances and an apex organization for these
Councils has also been formed., The Community Development
Assistants (CDAs), more than 60 of whom have been trained,
appear to be publicists for the Councils apavt trom doing
very valuable work in the arca «f health,

Five villages were added to the 6 which were originally
selected and more recently this number has been increased
by a further 10, The project, of course, goes on even
though the USAID contribution has ceased.

Managecment, Reporting and Evaluation:

SCF has developed a weil managed | rogram, especially in the
way in which it has utilized governmental services and
resources. 0Of particular tnterest is the detailed and
comprehensive way in which 1t has costed ite activities and
the laplications that 1t ts Jdrawing out Jrom this exercise
for the survival of thesr activities after SAVE's
withdrawal.

These concerns have also covered evaluation and

monitoring. An evaluation was done at the end of the first
year; a scecond one is in progress., fHeyond these, SCF has
given much thought to the type of evaluation best suited to
its purpose. It may not 've arrived at the [final answers
but it 15 clear that reflection on this problem has given
meaning to the evaluations that SCF is called upon to
undertake from time to tiume,

Impact:

The criginal proposal listed many items of activity; some
of them have not been touched at all, or only marginally,
during implementation. This observation wmay be of only
academic significance since the project did in fact embark
on a wide range of activities, It can hardly be maintained
that it did not attempt enough; the issue therefore is not
whether its initial objectives were unrcalistic but whether
it has made any positive gains,



Health is perhaps the area of biggest impact. It is true
that the major goal has been instruction and motivation but
as elsewhere, service (in the form of clinics) has been the
capsule within which education has been swallowed.

As for attempts to increase income the picture is not very
promising. Agriculture holds out little hope; in fact the
ene 1y cxpended so far has not brought a commensurate
rewurn. At a first giance small industry scems more
hopeful, for nearly 100 people have benefited from ventures
of this type. Even if we take individiuls as equivalent to
households, the project has, through this set of
activities, only changed the income of 3% to 4% of
households.

In some circumstances an increase of 3% to 4% in terms .of
livelihoods is a substantial one. Unfortunately 1t wizl
not bhe so regarded here. In terms of income generation and
employment creation, this project vould have to be ten
times its size for the target population to give the
project its approbation.

[t is difficult to assess the strength of the CDCs without
a much deeper investigation. lIustitution of this type are
abundant in the rural development history of this country -
institutions promoted by outsiders in which village c¢ffort
combines with external support to promote village
well-being,  They have, by and large, shown an inability to
survive when the cxternal support is withdrawn and the
external linkage is attenuated.  Some special
characteristics must therefore reside in ChCs and mark them
of f frem the common run if we are to be optimistic about
their future, There is unfortunately no indication that
the CHCs are special in this way.
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While the training in floriculture has been
enthusiastically received by scveral young women in the
village, it is still too carly to estimatc how this
training wili: translate into income.

The activities of the last three yecars have brought
Walgampaya into contact with a variety of government
agencies, some of them technic~1l institutions. This is
regarded as a great gain for the village. So also is the
new institution that has becen created - the Community
Levelopment Centcr, Future activitics will be coordinated
through the Center and it may also be the mcchanism through
which the Walgampaya approach is communicated to other
villages. The Center is the apex organization for the
associations which have been established for cach economic
activity,

Mulgama and Kelegama have somewhat different stories to
relate. Of the many activities which those responsible for
the Mulgama component of the sub-project attempted to
develop, only two rcached maturity. The Carpentry Workshop
has achieved a success not unlike that of Walgampaya. It
is just possible that it will continue as an independent
entity when the sub-project is wound up and Marga withdraws
from the village. The bamboo craft Center displays the
same level of activity, but encounters much greater
difficulty in disposing of its products. Consequently, its
future is that much more in question,

The Evaluation Tcam did not visit Kelcgama., We

gather, however, that successes here have been as patchy
and as infrequent as at Mulgama., The dry zone context
indicated early attention to the tank; some gains were
derived from this effort as from the livestock venture,
The attempt to substitute another cconomic mode for the
slash-cnd-burn cultivation favoured by the community
appears to have cvoked littlie re.ponse,

Much that is interesting is going on at the Pannala

Center - Resecarch and Experimental Center for Rural
Economic Diversification (RECRED) to give it its fuvll name.
Those immrdiately responsible are clearly giving it much in
the way of dedication and enthusiasm,

The only activity in this Zenter which is of an
"industrial' character is (he coir workshop now under
construction, The other activities may be divided into two
categories: there are those activities, such as the
inter-planting of coconut with coffee, which are in no
sense unknown or even unfariliar, but which can do with a
lot more 1n the way of on-farm experimentation. Such
activities ultimately help decide on the Lest mixes for
particular circumstances and conditions, Apart from this,
there are a {ew activities which are relatively Innovative.
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The exploication of the potential of both types of
activities depends on two other activities - training and
extension, 1t is in this sense that we were somewhat
surprised to find that training received low emphasis (an
important program having been discontinued altogether) and
that no extension work is now undertaken despite the demand
from surroun'ing villages. We were also puzzled by the
limited impact which RECRED appears to have had on the
three other components of the sub-project and the limited
stimulus, which they in turn have provided to RECRED.

Reperting, Evaluation and Management :

Reporting in this sub-project has not been particularly
prompt; in fact it has been necessary to draw attention to
this requirement from time to .ime. This raises the
question whether this sub-project received the monitoring,
in both quantitative and analytical senses, which Marga
could well have provided. Such support would have enabled
the sub-project to identify the circumstances in which it
should have changed course.

A comprehensive evaluation has however been done on the
sub-project and this constitutes the main commentary on its
progress. We commend this report and would draw attention
to three of its obscervations:

(1)  The inadequacy of the groundwork on which the
sub-project was nianned,

(¢)  The absence of on-going evaluation and nonicoring.

(3) The intensive management and supervision which village
level activities should receive and which in at least
two components has heen received only intermittently,

Impact:

The major strength of the sub-project appears to lie in its
training and extension eclements; we doeubt whether the
institutions created at village level, except the carpentry
workshops, will survive Marpga's withdrawal. If this be 50,
what can be said about models, lessons and replicability?
At the moment there are several questions relating to these
issues which the sub-project answers only inadequately,
These questions may be summarized thus:  What has the PVO
learnt through this exercise?  To what regions of the
country are these lessons relevant?  In what way and at
what cost can the approaches followed in this sub-project
be replicated elsewhere?

Lonclusion:
This is a project of considerable importance to the country;

unfortunately 1t is ditficult to avoid the view that it has
lost its way,


http:withdra.al

79

PVO: Sukhitha Welfare Society

Project: Training Center and Sheltered Workshop for
disabled women at Horana.

Agreement No: 015

Project Manager: Mr. B.W. Edussuriya

Funding: USA[D $ 70,000
Totar frren

Location: Horana

Project pescription: This sub project covers the construction
ol three units - a Vocational Training Center, a Sheltered
Workshop and a Hostel. The intention is to provide basic
training in agriculture and home science as well as vocational
training in 2 variety of trades and crafts to 25 severely
handicapped and 50 mildly handicapped young women. The budget
also covers the equipment for the three units listed above and
the training of personnel abroad.

Date Started: July 23, 1983
PACD: July 23, 1985 (Extended to July 22, 1986)

Background to the Sub-project:

“he Sukhitha Welfare Society runs a School and Home for
mentally handicapped children at Galpatha (about 6 miles from
Kalutara and 8 miles from Horana on the Kalutara-hHorana road).
Local support for the school and for its Honorary Director is
strong and the demand for places is high. This demand is not
confined to the region arvound Galpatha,

The present project is an extension of these concerns to
disabled young women and took shape during 1982 - the Year of
the Disabled. This complex is sited at Horana.

Progress thus far:

The work of construction is far behind schedule; by April 1986
only half the budgeted amount had been utilized. The Training
Center hae been completed and training has begun for 11 in
tailoring and dressmaking and for 17 in elementary education,

The Sheltered Workshop and the Hostel have yet to be
completed,  An year's extension has been granted but it scems
unlikely that the project will be completed by then. Reporting
and accounts are also behind schedule.
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There appear to be three reasons for this delay. The non-AID
funds for this project have come in part from a well-wisher
whose intention was to construct the Sheltered Workshop.
However, as a result of conflict with the office bearers of the
Society, he has stopped the construction and withdrawn his
offer.

A seconl reason for the delay has been disagrecments within the
Society. Therc has also been a misunderstanding with neighbors
- in this instance, the Assistant Government Agent's Office.
This latter problem has now been resolved and the Society
cxpects to settle its other problems and to get ahead with the
work.
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PVO: Lanka Jatika Sarvodaya Shramadana Sangamaya

Project: Home Gardening for better Nutrition in the
Galle District

Agreement No: ole

Project Director Mr. K.P. Chandrasekera

Funding: USAID 110,000

Non USA1D $110,850
Location: Galle District
Project Description: The project aims to provide support for

improving nutrition in the Galie District through home
gardening.

Specifically, it planned to establish and staff a training
center/small farm to train 200 pre-school teachers and 100
senior public school students, Model home gardens, with tools,
equipment, seed banks and nurseries were to be established in
100 pre-schools and 50 public schools, assisted by agricultural
instructors. In adlition, tools, equipment and assistance were
to be given to 1000 village home pardens (10 for ecach
pre-school). Sarvouaya planned a. well to organize
competitions awong the public schools, pre-schools and
individuals at villuage Gramodaya and District levels, produce
an educational film on Home Gardening, orgonize weckend fairs,
and set up 10 Community shops,

Date Started: July 25, 1983

PACD: January 24, 19806

A. Impact:

The main objective of the project scems to be to provide
better nutrition to the poor. The participants are
pre-school teachers and school children., The selection of
participants seems to be very appropriate as they have
direct contact with the adults in the villages and 1ire in a
position to convince them of the value of better nutrition,

There is also an impact on the beneficiaries as regards
children's savings. Sarvodaya has been able to create an
awareness among the beneficiaries, especially among
children, regarding the importance of savings. The
complicated procedures involved in opening savings accounts
at the banks have been minimized by maintaiiing these
accounts at Sarvodaya District Centers, Childr:n have saved
a total of Rs.80,000 through this project,
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The positive impact of the home gardens secems to be more
through better nutrition and home consumption rather than
as an increase in family income. However, this is
important as villagers usually concentrated mainly on one
crop (i.e manioc or swect potatoes, etc.). This pattern of
planting seems to have changed as under the home gardens
project the trainees are taught the nutritional value of
various food crops and how to grow then.

The main problen for the future of the project seems to be
the failure to gencrate an adequate income from the 18 acre
model farm/training center. Though careful planning had
been done by planting tea in 4 acres to generate an income
to finance the residential training program, the tea has
failed. Thus, expected funds for training are no longer
available, Some other way of generating an income from the
farm will have to be looked into. However, the training
center has carried out a very systematic and well-balanced
home garden training program, using appropriate, local
practical mecthods.

Progress to Date:

The training center and a well planned model farm have been
established, 200 pre-school teachers and 100 public school
students have been trained and they have started home
gardens in the pre-sclools and public schools. A tool shop
has been establiched and some tools are being distributed
to the participants. A filw on home gordening %as been
produced and screeacd in 00 vitlages and 50 public

schools. Of the other activities, only the pre-school home
gardens competition has been held.  The inter-school home
garden competition is staill to be conducted. Out of the 10
communt ty shops plauned, only 3 have been establishea.

Executave and Management:

The main strenpth of this project <cens to be the close
executive and managemnent syscem carricd out by the district
center and the training center, A very detailed weekly
reporting system from the pre-senools and the public school
students has evolved.,  This an turn has helped the Farm
Manager and his staff at the training center to follow the
progress of the cardens ¢lo,o oy and advise them whenever
necessary,  these reports ave forwarded to the District
Center and an up-to-date account of the progress of the
project ds omaintained at the Center,  The reports, however,
have tavled to include details of the progress of the 1000
tarpet village home pacdens, though they contain good
information on the various model zardens,

Ae the concept of community shops 14 a vely tecent
Sarvodayay actavaity, the progress of the ) o onmunyty shops
o monttored very closely on oa darly repotrting syvstem,
Trs should asaiat them to continue these shope
succesafully.,
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Non-Aid Contribution:

Though Sarvodaya is involved in many activities in the
district, the District Center staff is very much involved
and committed to the implementation of this project, The
support and services of the Department of Education and the
Department of Agriculture have been obtained successfully
and the officers of these departments work very closely
with the project staff., Eighteen scres of tand have been
given to Sarvodaya by the Government o establish the
Training Center and the Forn.

Conclusions:

This is a successful project with a majority of activities
progressing well. The sustainability of the training will
depend on the ability of the farm to generate an adequate
income to support its training programs for the poor,
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PVO: Lanka Mahila Samiti (Sri Lanka Women's Group)
Project: Program for Small Enterprise Development
Agreement Nos: 017/025

Project Manager: Ms. Priyanthi Fernando

Funding: Phase 1 Phase 11
USAID g 124,330 $350,000
LMS/0EF/Community 44,763 $134,630

Location: Fourteen of the twenty-five districts in

Sri Lauka.

Project Description: The objective of this project is to
upgrade and expand the existing rural enterprises of LMS
members through training, establishing an LMS enterprise
extension service, forging links to outside scrvices
(government, consultants and the private sector), and
reinforcing the overall institutional copacity of LMS to
support its members' entrepreneurial activities. Phase | was
initiated with technical and managerial assistance from a US
PVO: The Overseas Education Fund of the League of Women's
Voters,

Phase 1 Phase 11
Date Started: September 19, 1983 December 5, 1984
PACD: December 31, 1984 December 4, 1987

A. Impact:

The project has so far trained about 53 of 350 target
enterprise agents (in five districts), serving some 500 of
the 5000-7000 target LMS members.!

Phase 1 involved the design and testing of a replicacive
wodel in Matara District. With the assistance of a local
consulting firm, Agro-Skills, LMS undertook a survey of
existing village and LMS enterprises. Coir was selected for
the initial trial, and 10 LMS production groups were formed,
by existing LMS members.  FEach proup selected two women to
receive cxtension training. Nineteen enterprise agents,
viaparikas, were trained by IMS, in a series of short
courses based on the needs (technical, business, etc)
expressed by each group. The members used funds donated by
the Trickle-Up Foundation on a revolving loan basis to
purchase retting pits (for soaking coconut husks), spinning
wheels, and to supplement women's working capital,

After nearly three years, the cohesion of the «oig proups is
still impressive. The team interviewed enterprise agents of
oight coir production groups in Matara, representing 86

members. Beneflts include highes (twenty-fave petoent) and

TFTgures Based on interviawe and reviews of LMY files,
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Reporting and Evaluation:

LMS sends in timely rveports, and a mid-term evaluation of
Phase 11 is almost complete, The concept and reporting of
cumulative beneficiaries needs clarification (does LMS count
two rounds of training for one person as one or two
beneticiaries? ).

Conclusion:

This project meets o nuumber of ULATD's objectives, through
fnvolving low income rural women 1o viable private
enterprises using appropriate, tocal techrologies and
fnputs, supported by an extenston agent network that, in
turn, streagthens the LMS' institational capacity to
undertake development work, Eapansion to fourteen districts
in three ycars, however, may strain the managenent capdacity
of LMS, although their plans are well thought out, and they
are making good use ot the existing LMS network.
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PVO: Lanka Jatika Sarvodaya Shramadana
Sangamaya
Project: Development of Children's Services in
40
Coastal Communities
Agreement No: 020
Project Manager: Mr. K.P. Chandrasekera
Funding: USAID $ 79,000
Non USAIDL  $123,880
Total $202,940
Loc~tion: Galle, Matara and Puttalam Districts
Project Description: The project prevides suppert for the

development of Children's Services in 40 coastal communities in

the
heal
acti

3 Districts. The other components of the project are a
th care program and self-employment and income gencrating
vities for mothers' groups.

DPate Started: December 28, 1983
PACD: July 31, 1986

A.

1Enact

The Evaluation team visited 5 Schools in the 3 Districts.
All 80 pre-school teachers and 20 Health workers in these
districts are trained, The participants for training were
selected by mothers' groups. The project provides health
care and nutrition supplements for communities, Local
resources and simple technology were used in construction
of pre-schools,

The main weakness lies in the slow progress shown in
construction of the 40 pre-schools, Although the PACD is
close at hand, only eleven pre-schools have been completed,
while 11 more ave under construction. The shortage of
permanent structures has hampered the inplerentatios of
library and commen kitchen components, However, all 40
pre-schools are fuactioning, some in temples and in private
households., The delay in construction of pre-schools is
mainly due to delay in acquiring land from the Government.
Coastal land i+ owned by the Government and a long
procedure has to he followed in acquiring these lands,

0Of 40 varget communities, only one had institured an income
generating sctivity, although a number of others have
discussed ideas for small enterprises,  The team wonders if
the slow progress in aeeting the projects original
objectiives wuy be due to decisions about villagers needs
being made, and s complete package designed, without
adequate piarticipation of the selected villages or input of
thetr tdeas,

Reporting:

The pre-schools send reports on a monthly basis to the
District Conters,
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PVO: Nation Builders Association

Project: Conscrvation and Forestry Project, Minipe
Right Bank Transbasin Canal - Phase I and

Phase I1I

Agreement No: 621/026
Proiect Director: Mr. Chandana Kodituwakku
Phase [ Phase 11
Funding: USAILD $140,000 $423,678
Non-USAID 60,000 670,875
Location: Minipe

Project Description: Phase | of this project turgeted 1000
acres along the dry zone Minipe Right Bank Transbasin Canal for
reforestation by volunteer and locally hired labor. Phase 11
targeted 2180 additional acres, Both phases planucd to
maintain the reforested acreage for thr~e vears, and to promote
forest conservation awareness among people in the adjacent
villages.

Phase | Phase 11
Date Started: July 3, 1U84 November 2, 1985
PACD July 2, 1985 July 31, 1989

A. Impact:

1. Changes under the Project.  To date, the project has
reforested some 2000 acres (1984 and 16985), and conducted
conservatinn awareness training in more than ten villages.
The Mahaweli Authority (MASL) certified an 80§ survival
rate for seedlings after the first year, successful
completion of reforestation under this project will
stabilize the banks of the Minipe canal, protecting this
important national i1nvestment,

Under the project, MASL fs required to certify work done by
NBA before NBA can be refmbursed by USAID,  Although slow
certification caused NEA fipancial difficulty in Phase I,
under Phase 11 a MAGL representacive visits approximately
once a month, and reimbursements have been nore timely.

2. Project Beneficiaries, NBA provides temporary
employment 171 aun area where nearly half the fawilies fall
below the poverty line. luor three years, 60 peopls will
have full time jobs in the nursery, and 60 as
watchers/field leaders.  Another 3000 people will tind
three months annual esmployment in planting and maintenance

werk,

In addition, seme 2060 villagers and school children are
being ~ducated in connervation, Indire .t heneficlartes
involve the approximately 16,000 surrounding villagers and
all those seryed by the Minipe Transbasin Canal.
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3. Cost Effectiveness. The direct field costs of NBA
reforestation appear to be roughly equal to those of the
Forest Department. Costs reimbursed by USAID in 1985 to
this project were Rs.2273/- pr+ acre and to the USAID
Reforest. tion and Watershed Management Project

(No. 383-0055) Rs.2296/- per acre. Overhead costs for the
Forest Department are likely to be higher than those for
Nation Builders.

Strengths:

The project directly addresses environmental concerns and
fits in with the government's emphasis on Mahaweli area
development. It attempts to involve peop'? in conserving
their own environment, through education, training, and
employment in reforestation work. Use of volunteers keeps
costs down in surveying and demarcation work.

Shortcomings

1. Institutional Links/Sustiinability. Although the
project has attempted to protect scedlings from cattle and
chena encroachment through providing alteinative pasture
land ard employment to nearby villagers, the future of this
protection rests on a combination of villagers' increased
awareness of the benefits of conservation, government (MASL
or Forest Department) maintenance, and economic
opportunities for villagers that do not threaten the trees.
So far, it is not clear how effective the conscervacion
education program has been, nor if/how it will be coutinued
once funding ends. Linkages with MASL have grown stronger,
but the Forest Department docs not seem to have been
involved at all,

2. Women's Employment. Although more than half of the
3000 tield workers under the project are women, there are
no female field group leaders. In addition, the team was
told that women are paid less per day than men, although we
observed instances of men and women employed at the same
tasks. The evaluation team did not understand the ratiocnale
behind these practices. -

Progress to Date:

Reforéstation components of the project have procecded as
scheduled, although the first annual evaluation noted that
maintenance (1 foot ring-weeding) was "inadequate". Ring
weeding was accordingly extended from 1 foot to 3 feet in
the second phase,

The project proposal stated that NBA would "set up the
necessary organization to channel part of (worker's)
savings in self-employment ventures to ensure the future
economic well-being of the project employees once the
project itself ends'". Planning of this component has yet to
be done.
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Reporting § Evaluation:

Nation Builders has a unique opportunity to test a model of
reforestation based on local species and local village
coaservation awareness, Youth leaders, watching over 50
acres each, are given field-books with which to measure the
survival and weekly growth of cach species. Wide
circulation of the results of these records would be very
useful for future reforestation efforts,

Progress reports ard the required annual evaluations have
been timely. The 1984 evaluation under time pressure to
provide deta on which to base the decision to fund Phase
II, had to measure seedling survival rates only a month or
two after planting, The team trusts that the 1985
evaluation, not yet 2vailable, measured survival rates at
least 6 months to a year after planting,

Conclusions:

Given that deforestation is a ~erious problem in Sri Lania,
the Nation Builder's innovative attempt - using local
species, volunteer labor, paying local "youth leaders' to
protect seedlings, and building an awareness of the
benefits of conservation in local viilages - deserves
special study to ascertain its cost-effectiveness and
replicability.
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PVO: All Ceylon Buddhist Congress (ACBC)

Pruject: Vocational Training Program for
Disadvantaged Young People

Agreement No: 022

Project Manager: Mr. W.M.V, Mahatantila

Funding: USAID $99,276 (originally $74,296)
ACBC $50,035 (originally $37,546)
Location: Mahawewa, Puttalam District

Project Description: The A7BC runs some 14 homes for

orphaned and handicapped . hildren and youths. The objectives
of this pilot pruject are three-fold: (1) to establish
vocational .raining facilities for young graduates of the
ACBC's Mahawewa Home; (2) to assist the trainces to resettle in
communities and begin income-generating activities, with the
aim of ultimate self-sufficiency; and (3) to strengthen the
ACBU institutionally to e¢nable it to manage and support the
training and rehehilitation program. As the primary vehicle
for the training, the project intends to develop 89 acres, in
three coconut plantations attached to the Mahawewa home.

Starting Date : September 11, 1984

PACD : September 10, 1986

A. lmpact:

The program as proposed is to consist of three components,
in two phares. In the first phase, funded by USAID, two
year's practical residential training in dairy management,
agriculture, coconut industry (fibre milling and spinning,
copra making, oil extraction), and other sclected cottage
industries will be given to 26 girls and 30 boys.

USALD assistance has focus~d primarily on the construction
of buildings for the training center (17% of USAID funds),
and the purchase ot & white coir fibre mill (45%). The
second phase invelves the resettlement of some 32 young men
and women a year in groups ot about ten, with assistance
(land and/or capital) donated by ACBC to cnable them to
begin income-generating activities,

The preject is clearly aimed at the disadvantaged,
promoting employment and self-zufficiency for handicapped
and orphaned teenagers. Yearly, direct beneficiaries will
number 32 girls and boys. When the cost of the capital
construction and equipment is spread over ten yecars, the
cost per beneficiary works out to about $425 for a 2 year
program. ACBC has hope of expanding the program and
per-beneficiary costs would then drop.
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Progress to Date:

For a number of reasons, primarily drought, declays with

the plans for the white coir fibre mill, and funding
difficulties brought on by the fall in the price of
coconuts, ACBC has not made the expected progress and is
roughly a year behind the original schedule. The buffalo
dairy is the only planned vocational training enterprise
currently operating. Approximately six girls are being
trained in buffalo care, curd-making, management of a small
homz garden, and in the running of a small roadside stand
selling products of the Home. Construction originally was
to be done with local materials by trainees, trained by
professionals in brick making, carpentry and mazsonry. ACBC
later discarded this idea in favor of hiring contractors
for building construction.

Strengths:

1. Recurrent Financing. The two year phase of trainees
practicing and learning productive skills is expected to
result in increased production, in particular, white coir
fibre, that will be sold to support the project and to
provide capital for establishing the trainees in their own
businesses.

2. Employment Generation. In addition to the trainees from
the Home, the project will provide local employment through
its demand for coconuts (some 5500 a dav) and for labor to
spin the metric ton of white coir fibres produced daily,

Shortcomings:

1. Inadequate Planning/Feasibility Study. An lnadecquate
feasibility study slowed down the project by failing to
point out that the original site for the white coir mill
was subject to serious floods and did not have the required
three phase power supply. The estimated profits of the
dairy (curd) industry seem to have been over-optimistic, as
well.

2. Choice of Training. " While the project objectives
highTight the vocational training and rehabilitation role
of this project, also on the agenda is the ACBC's wish to
develop the potential of its coconut piantations. This has
led to the selection of vocational training activities
dominated by the dairy and coconut industries, rather than
those that have been selected by trainees, or those that
demonstrate the greatest potential for making trainees
financially self-sufficient. This choice of vocations may
not reflect resident's needs. At present, for example,
some cf the girls who are¢ heing trained in the dairy are
afraid of the buffalos. Wien queried about future job
expectations, one girl mentioaed that she would like to
train to be a nurse.
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3. Resettlement Plans Unclear. The plan to resettle
trainees is still vague. Are they to be farmers, workers,
or independent entreprencurs? Given as well that training
in white coir fibre production may not be usetul where
there are no mills, the team recommends careful study and
planning of this phase.

Execution and Management:

The introduction of a complex technology for processing
white coir fibre has become a centerpiece of this project.
The planned cocorut industry (white coir fibre and copra
production) is going to absurb a great deal of management
attention, and in input supply, processing, and marketing,
its needs have to be carefully planned. In view of the
management requi-ements and the numbers of skilled workers
needed to ,un the fibre mill (estimates run from 2 to 9),
the ACBC should move soon to obtain expert advice, possibly
from a management consultant, in the planning, management
and organization of this commercial enterprise.

This is the first development-oriented project undertaken
by the ACBC. Part of the project involves strengthening
ACBC's institutional capacity to manage undertakings like
this, with the hope that the Mahawewa model can be
replicated at Palatota aud Pambe Homes. ACEBC i3 planning,
as it monitors and follows up each group, to assist
graduates to obtain credit and further training, and to
carry out market rescarch. Certainly, ACBfL has learned a
great deal about project management by dorng it; however,
the team feels that ACBC should clarify whether they will
hire people trained in small-enterprise credit
administration and market research, project monitoring,
etc. or fill this need themselves. If the latter, some
further specific training may be necessary to strengthen
the capacit; of ACBC to carry out all the planned
undertakings,

Conclusions:

As planned, this project meets a number of AID's major
objectives, including increased agricultural production
(coconuts) and increased employment. Past and potential
future problems have pointed out the need for careful
planning and feasibility studies, The effectiveness of the
training program and its utility as a model will become
more clear once construction is completed and the full
program begins
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PVO: Lanka Mahila Samiti
Project: Nursery School Teacher Training Program
Agreerent No: 023

Project Director Ms. Wickremasinghe

Funding: USAID $ 29,493
LMS & Community $§ 26,183

Total ﬂ_§52376

Location: Kaduwela (Colombo District)

Project Description: The purpose of the project was to train
T70 Nursery School Teachers in child care, pre-school education
and community development skills. Renovation of the existing
Nursery School building was a componrent of the project,

Date Started : Septenber 12, 1984
PACD : September 11, 1986

A. Impact:

The renovation of Nursery Scheol building has been
completed. 79 Nursery teachers have been trained so far at
the Center. The Center Nursery school also serves about 35
children from Kaduwela, This training was not limited to
child care developuent but included training i1n income
generating activities. The training program is well
organized with a practical examination at the end of the
course, Tools for pre-schools are made by the teachers,
Nutrition is enhanced through provision of Triposha and
Kolakanda to the children,

The extension of the training period from five and a half
months to six in otder to qualify for government
certificates, has Jelayed the project in achieving its
goal of 120 teachers trained,

The strength of the project lies 1n the fact that the
trainees have been selected from the rural women who have
already conducted pre-schools in their respective
villages. Once they complete training it is easy for them
to return to these pre-schools and apply their training.

A weakness is that the follow-up activity is not strong
enough to enable LMS to keep track of their trainees.

B. Reporting:

Reports are sent on a guarteriy ba.is [rom pre-school
teachers to the Center,

cC. Conclusion:

The project is a success in achieving its targets and its

spread cffect seem wo be considerable.
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PVO: Y.M,C.A
Proicct: Home Gardening
Agreement No: 027
Project Manager: Mr. S. Vijayakulasingam
Funding USAID _ $ g5,540
;gfilcommunxty ﬁ_églggg
Location: Galle, Kandy, Jaffna, Kallar, Pamunugama

Project Description: The purpose of the project is to promote
nutrition awareness among the people and to assist in the
marketing of the produce. The project is designed to assist
800 families to establish home gardens, backyard poultry and
animal husbandry.

Date Started: November 3, 1985

PACD November 5, 1986

A. Impact:

[t is still too carly to assess any impact actually made.
An attempt is made to assess the progress to date and the
anticipated impact. Tue cvaluation team visited
home-gardens in Galls and its assessment is pased on that
District. The project started in March 1986. The target
number of families is 100 and 46 participants were sclected
from S Villages. The participants were grouped in tens
with onc facilitator to cach group. A log book was given
to record participation. YMCA has given leans in kind to
participants, After 5 nonths 50% of the loan will be repaid
to the YMCA in installments,

The strength of the progect lies in its clhinicr of
participants who are already cngaged 11 agricultural
activities, A day's training was given to these
participants at Laboduws Apriculture Training Center.

The weakness of the pooject i in the loose tie with the
YMCAL - The participants are not members of YMCA.  The only
link between YMCA and participants seems to be the
coordinator. The 16 participants in Galle are spread over
5 Villages which are Situated in a range of 7-15 miles f{rom
the Headquarters,  There is a possibility of extending the
arca later though there 15 a risk that the participants
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would be too scattered to monitor effectively. Though the
volunteer coordinator is enthusiastic and relates well to
participants, neither she nror the local YMCA Committee has
knowledge of agriculture. For technical support the
project is dependent on Government Agricultural Officers
over whom the YMCA has no control and a Colombo-based YMCA
official. Marketing facilities are not provided to the
participants. There is scme question whether the motive of
participants is really income generation, as project
designers assumed, or home consumption,

Conclusiocn:

At this stage the project should to take into consideration
the availability of resources, in particular technical
assistance, YMCA may want to think about appointing a
person with knowledge of agriculture to support the project
at the district level.
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PVO; FRIDSRO

Project: Community Development Program
Agreement No: 028

Project Manager: Mr, W.J.S. Sinniah

Funding: USAILID $ 45,756

Non USAID $ 47,376

Project Description: To promote community development
activities including vocational training for youth and
promotion of income generating activities in the Galagedera,
Mandaram Nuwara and Sandairi Dunuwila area.

Date Started January 2.2, 1986
PACD January 21, 1988

This sub-project has just s:tarted, therefore, it is difficult
to draw any firm conclusions. FRIDSRO is already providing
health services to these communities by =stablishing a hospital
which has in-pacient as well as out-patient facilities and a
Cilinic.,  FRIDSRO hopes to establisn links through those it
serves 1n the Hospital,/Clinic (especially mothers) to iaitiate
and support the primary voluntary healch care program. The
first bavoh of village voluntecrs have just started the
training program on primary health care,

The Day Cate Center built with USATD funds has just started,
with Tour children.

Income Generating activities have just begun with the selection
of 10 youths tor u poultry project,

Vocational Training Center - Training will be given in
welding, carpentry and motor mechanics. The machinery has
arrived and the buildings are under construction.

Conclusions - As the sub-project ts at a very early stage of
implementation, it is Jiftficult to comment on its progress.
However, i1t is felt that more trained stalf in the ranagement
as well as in the technical Tield will have to be obtained in
order to carry out the project successfully.,
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PVO: The Nation Builtders Association (NBA)

Project: Water Management Pilot Project at
Nagadipa, Mahawewa

Agreement No: 029

Project Coordinatcr: Mr., M.B. Adikaram

Furding: USALD l 02,253
Others 112,500
Location: Mahivangona Electorate, Badulla District

Project Descripcion: The purrose of this project is to bring
about such changes in the attitinies aad behaviour of bath
farmers and officials as will result 1n the proper management
of the available water in the Nagadeeps Mahawewa Irrigation
Scheme, 2000 farmer tamilies are dependent on thrs scheme for
their livelihood.

Date Started: 13 bebraary, 13y
PACD; 13 Avpust, 19%s ¢ duration of 30 months)

A, The Backgreund & Objertives ob tae Project:

The foundation of this project 1~ the view that water is
mismanaged in ivrivation schemes.  The areament is that the
wasteful use of water by thooe to whom it s readily
available results in an tnadoquare supply of water tor
those at the tail-end, ae well s an w shortage for the
community as ¢ whole laring the (ala seuson.,  Changes, it
is Further argued, «onoonly come «bout through changes 1n
farmer attitudes and by giving farmers o bigger say in the
management of the schemes to whiva they belong. It has
clearly been the view of the Trrigation Management Division
of the Minrstry ot Lands and Land Develosment tnat this
transformation can best be cftected by o non-governmental
organjization. It 1+ they whoe have tovited the Nation
Euilders Assocration ro andertake this project,

The locus ol this project 15 an irrigation scheme in which
4000 acres are drrigated by & sinele large tank.  Though
this scoeme 15 on the edoe of the Mainnwelt area [system )
it is not connected with thig «votem.  The scheme is
divided into 11 tracrs and has v wtrenpth of 2600 families,

The Nagadipa schewe 1o apparentdy one of about 100 such
schemes which are similor in wize and which have posed
similar problems to rhe detizatcen admintstration,  This
exercise ot the Nation bavldevs Lo~ theretore the character
of a pilot project, Wwhat 1o veayned here can be used

elsewhere,
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The setting up of farmer organization, the training of
those who will guide and stimulate the desired changes
(such as the community organizers) and a set of educational
and instructional activities, appear to be the core of the
project. If these activities are successful higher yields,
it is hoped, will result and an increase in income of the
order of Rs. S Million per year may be expected. A further
benefit that is expected is a reduction in the level of
conflict in the community.

Progress to Date:

[t would appear that by the start of the last season, 91
farmers' organizations had been set up, 12 Community
Organizers had been trained, a program of farmer education
had begun and shramadana activities had been initiated.
Each farmer organization covers about 20 fawilies and is
intended to coordinate the ac’ivities of an arca of about
40 acres. All this of course took place in communities
which, since they were first established in the late
sixties, had fought a losing battle against adverse
physical conditions.

These activities were helped by an increased amount of
watz2r which became available through the raising of the
tank bund. However, the managenent of water has
undoubtedly improved and water now flows Lo fields which
never had 1.,

This project is still new and i1t is only recently that
funds from USAID have become available to 1L, Progress
Reports have yeo to be prepared and evaluations have yel to
be done, It iy clear though that some increase in yilelds
has been achieved and that behind this was Lhe
etfectiveness of {urmer organizations. This in turn
reflects the level of commitment ond Jdedication which the
Froject staff has brought to its work.

Farmers organizations, and the project more gencrally, will
face a major test very shortly. A decision has been taken
that during the current Yala season only crops other than
paddy will be grown in order to maximi-e acreage irrigated
during the dry scason, Some farmers have violated this
decision - at times with good reason.  The effectiveness of
the new organizations will probably be revealed by the
manner in which they respond to this situation,

lﬂpncg:

This project addresses an intractable problem in a somewhat
original wav. It has started off with some success,  For a
varitety of reasons, it is essential that it identifies and
analyses these results,



101

It would appear that the strongest attributes of the

project are NBA's connection with the Ministry and,
following from this, its ability to play the role of a
broker or mediator between the community and the irrigation
administration, The project, however, goes on only for 3
years; during this period some device will have to be
developed which will survive NBA's withdrawal and endow the
community with the capacity to deal with the administration,

In the search for such a device, investigation and review
are inescapable and should perhaps be pursued more
vigorously than at present. A further reason for this is
that this exercise is seen as a pilot project; several
organizations are hoping to learn much from it. A sound
research strategy is therefore essential,
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ANNEX B

ANALYSIS OF PROJECT BENEFICIARIES

To estimate total numbers of beneficiaries, the evaluation
team prepared a detailed chart showing the number of
beneficiaries for each PVO subproject according to 13
categories, lHowever, because the data in so many of the
individual cells could be misleading if used outside Lhe context
of the chart and the criteria uvsed in preparing it, we are only
presenting the totals for the whole PVO Co-Financing Project by
ten of the categories used.

Even these figurcs must be treated cautiously. The
quality and intensity of benefits varizs, greatly from one
category to another, and sometime between subprojects within
categories. For example, vocational training for one person at
Divagala Boys Town lasts four years, while training for someone
in the IHAP program was gencrally for less than a year., Both
count equally when beneficiaries are totalled.

Our estimates include only those who have already
benefited from projects to date, not potential beneficiaries of
projects in their ecarly stages. The estimates are, we feel,
fairly conservative. In some cases they are considerably less
than the estimates of the PVO, but in other cases, the PVOs
themselives seem to have underestimated direct or indirect
beneficiaries,

The cumulation of these beaeficiaries levels across
categories is particularly dubious. In some projects, some
households may benefit in several ways from the subproject
activities. This analysis has not sorvted out this petential
double counting. In this respect our approximation of total
beneficiaries presented below may be an overestimate. On the
other hand, there may be other categories of participants and
beneficiaries (for example, total numbers of participants in
different types of community and economic organizations of
subprojects) where we have not arrived at meaningful totals.

According to this very rough approximation, then, the
project has benefitted some 130,500 people to date, in the
following catcgories:

L. 17,000 preople in 3218 houscholls have berefitted
through improved Tncomes, other than through the creation of
employment,

Z. 6840 people have had jobs created or become
self-employed tiirough the project.
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3, 5460 peoplc have received training in skills related
to employment or higher incomes.

4. 1210 people have been trained for community service.

5. 6170 pcople have benefitted through the construction
of . house, well or latrine, or through other project assistance
for their household. (This assumes 5.5 peoplec per household.)

6. 30 or more villages or communities have benefitted
from the construction of roads, wells, or other community assets,
or facilities, such as community shops,

7. 53,800 people have benefitted from health and
nutrition clinics organized through the project.

8. 2103 home_gardens or model home gardens have been
started or improved, benefitting some 17,820 people.

9. 5100 children have been able to attend nursery or
pre-schools sponsored through the project,

10. 16,800 other pecople have benefitted in various ways,
for example through assistance with schooling, workshops,
exchange visits to India, or -onservation awareness.




ANNEX C

PVO CO-FINANCING GRANTS BY SIZE OF GRANT

0-20,000 20,001-50,000 50,001-100,000 100,001-300,000 Over 300,000
No. of Subprojects:
US PVO or Joint
US/Sri Lankan o
Subproject 1 - - 7 - =
Sri LlLankan PVO 2 7 5 3 4
Total Subprojects 3 7 5 10 4
Dollar Value of
Grants:
US PVO or Joint
US,Sri Lankan
Subproject 16,507 - - 1,034,857 -
Sri Lankan PVO 17,486 244,573 362,169 375,350 1,761,570

Total Subproject
Grants 33,993 244,573 362,169 1,410,207 1,761,570
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LY DRDANIZATIONS CO-FINANCING PROJZICT

A Fl C D E F c -}
*PVO PROSECT TI7L Inittal Proposal Issues Action Approval Agreement Advance Teozal
Cortacz Recefved Meao Hemo to By {igned Received Mceaths
o Prepared Director Director By PVO BtrofF
€01 S:¢ lanka Teckniczal Trainlng ian Livesiock 1778 11727779 1678 11725779 11/27/79 11/27/79 December Nil - Agree
Izs.i%ure a:d Diyazala 3reedi~g and Care 1979 ment signed
3ays Town oa the same
day as pro—
posal appro
ved by CSL
OC2 T:termariczai Fumaa Karandeniva Agricultura Ccrober 12712779 11/nc:79 S,01/89 4/01/80 L/26/80Q 6.'05/80 18 secks
Asst Progras Iac {1 Procect 1379
OC3 Cverseas Tlucation FTund Extension Services 2180 3/17/80 6/17:82 6/20/80 £/12/80 8712/80 8/12/80 20 weeks
0: the Leasuve oI women rural .woces in fam
Vorers (Of5F. L.
CC4 wamathazulla Bathishen GsL did NOT APPRCVED
Creche asl concur
CUS Yiracath Endera Faraing Training of women in 1012 EC 12/17/82 11/18.82 :1/18/80 11/20/80 1/13/81 8/17781 4 weeks
laznzer agriculzure and anizal
‘wsbandry
OCo® 'anka Mahila Samfrhg Motivatiag rural women {a January 2/06/81 - - 4/04/81 4/04/81 4/26/82 8 weeks
faaily healzh with special 1981
ezphasis vn faziiy plarning
CC? Sri laaka Women's Trainirg »irxshep on June 1931 23,81 - 6/24/61 6/2:/81 6/2478% N11
Confezeace Projecz Managemen:
0C8 Sri lanxa Cverseas Iadigahera Villagze I ler8Y 12,/23/81 1/05/¢€2 - 3/29/82 3729’82 S5/12/82 13 ueeks
Foundaiion Tzvelorzent Projec:
CC9 Save the Children Meereda Sear-urbaa 7123:81 2/2%/82 3/18/82 - 5/18/82 5/18/82 6/04/82 11 weeks
Federazion developzeat prcrect
010 International Buman Vocatiozal Training for 10/u8/81 2/25/82 5/03/S82 5/03/82 5/04/82 T/20/82 £,20/82 20 weeks
Assistance Pragraas the physically disabled (Held up
Inc. of Sri Lanka pending

AlD/Y com—
msunication

601



T A 5 T T 3 F 4 H
PVoO PROJLCT TITLE Iuitial Praposal Isnuvs  Action  Approval Agreement Advance Total
Cua Received Memo Meno to By Signed Recef{ved Months
Prepared Director Director 3v PVO 8 to F
011 Lanka Mahila Sazithi Extension of project fer 2/11/82 S/12/32 %/27/82 6/25/82 6/29/82 7/06/82 12/09/32 7 weeks
notivating rural vomen
in fzaily health
012 Sri Lanxa Wocen's Rural Women Leaders 2/62,82 6/25/82 1/07/82 7/19/82 7/20/82 7/20/82 9/28/82 4 weeks
Cocference Exchange Prograna
01} Marga Iast!tute Ixverizeazal village 3/17/82 9/223782 10/15/82 11/17/82 12/27/82 2/11/83 3/25/83 18 weeks
Developmeat project 2 A
Cl4 International Human integrated developzant 10/GE/21 1/04/83  2/03/83  2/28/83 3/17/83 - 16 veeks
Assistaoce Progranm ef Ficbulwena Ova (Eeld up
Ine colonizazfon Scheme pending
AIS/W clear
ance
01S Sukhitha Welface Training center and 11/2s5/81 3/33/83 6/14/83 6/21/83 7/15/83 7/23/83 9/08/83 15 weeks
Society Inc sheltered workshop for (Delay 1in
physicxlly disabtled octaining
woceu 4t Horana clarifi-
cacion
from PVO
01€ Lackz Jathika Sarvodaya Bowme Cardening for 6/25/82 3/29/€3 - 5/14/E3  6/21/83  7/15/83 9/06/83 10 weexs
Shramadans Sangamayz better mutrition in
the Calle District
017 CEF/Lanka Mshila Samiti Small Eater~rise 11/04/82 4/08/83 - - 9/09/83 9/19/83  10/17/83 21 veeks
Developmenz for (Delay in
Tutal vomen negotiations
with OEF)
013 Save the Children Rehabilitatican of 250 9/03/83 9729/83 9/30/8&3 - 10/07./83 10/07/83 11/29/83 12 days
Federation fanilies disylaced by
the civil srrife of
July 1983
019 International Human School Suppert Project /0283 11/03/83 10/2783 - 11/0-/83 11,/04/83 1171083 Cie l2ay
Assistance Pragras Inc
020 Larka lathika Sarvodaya Development of children's - 8,25/83 11/21/83 12/16,83 12/28/83 8/308% 16 veeks
Shrazsdana Sangamava Services in forty coastal (Pelay in
communities obtainiog
clacifi

cation froa
Sarvodayva

90t



A B C D £ F G H
PV PROJECT TITLF Irizial Proposal Issues Actinn Approval Agreement Advance Total
Contact Fecefveld Moo Mewo to By Signed Recefved HMonchs
Prepared Directcr Direcror 3v PVO B to F
C21 Nation Bullders Conservazion and Forestry 3/21/84 - 6/25/84 7/02/84 7/03/84 13 weeks
Assoclatton Project, ™itfpe Right (Deley in
Bank Tramsbtasin Canal Registration
as Indige
nous PVO)
022 All Cevlen Buddhis: Vocational Tralining 4/05/83 1/20/84 6/05/84 - 7/10/84 9’11/84 1C/05/84 »U weeks
Congress prograz for Disadvantaged (Change in
Young people ACBC Offlce
bearers)
723 Lacka Mahila Sasithi Nursery Schoal Teacher 12/07/83 ?/11/84 - B22/84 8/31/84 10/26/84 10/26/84 14 weeks
Tralining Prcgram
Cl4 Lamka Sathika Sarvodays Indigahena Viliage (PLEASE SZE ITEM 8)
Shrazadaas Sangazava Uevelopment Froject
Q25 lLanka Mahila Saaithi Prograza fo~ Small - 11/16/84 - - 12/04/84 12/05/84 1/16/85 3 weeks
Enterprise Development
025 Nation Bullders Conservarioc and Forestry - 9/27:85 - - 10/18/85 11/02/85 11/05/85 4 wveeks
Associatioa Project, Miaipe Right
Bank Transbasin Canal -~
Phase 17
027 Natlonal Council of Home Gardening Project 7/06/83 8/28/85 - - 11/05/85 11/C6/85 12/12/85 9 veeks
T™MCAs (Delay in
GSL
- approval)
028 FRIDSRO Comrunity Developmen:z 7/20/83 8/02/85 - - 1/10/86 1/22/86 3/17/86 22 wveeks
Program 9/03/55 (Delay in
GSL appro-
val and
regla*ra-
tion as
indigennus
?V0)
029 Nation Builders Water Managezen:, 11/07/85 1/27/86 2/13/86 5/01/86 11 weeks
Association Nagadeepa Mahawewa Project (Delay in
obtaiuing
letter from
Irrigation
Depsartment)
G310 Lanka Jathika Sarvodaya Volunteer Community 5/05/86 5/20/86 5/20/87 5/20/86 5/21/8e 6/01/86 2 weeks

Shramadana Sangaaava

Leadership development
service in a thousandd
villeges

Lo1
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ANNEX D
SCOPL OF WORK

A. ABOUT THE PROJECT

(1) This project was authorized in August 1979 with
Life-of-Project funding of Dols.2.5 Million. The Project
Assistance Completion Date (PACD) was August 31, 1985, The
funding level was raised to Dols.6.539 Million and the PACD was
revised to August 29, 1989 by Pp supplement dated December 1983
following the recommendation of the Evaluation Team in April
1983. With the obligation of Douls.1.150 Million in March 1986
the total amocunt of Dols.6.539 Million has been obligated.

(2) The purpose of this projecc is to enhance the participation
of local communities in the'r own development by assisting
indigenous and US PVOs in uidertaking collaborative activities
which improve the lives of the poor,

{3) This project is being implemented through a variety of
indigenous and US private voluntary organizations. Subproject
proposals are generally for small scale development activities
which are relatively simple in design, involve expeditious
implementation, consist mainly of local costs, involve the
local community, and commit the PVO sponsor and/or indigenous
affiliates to no less than 25% of the total cost. Proposals
must fully demonstrate the nature and magni tude of
participation by the local community., Proposals are expected
to address a wide range of special development concerns,
community development and rural infrastructure activities.
Proposals which enhance local opportunities and capacities,
generate indigenous sclutions, increase the welfare and
participation of disadvantaged groups and create employment are
favored,

(4) As of April 30, 1980, the project has funded thirty-one
activities for a total commitment of Dols.3,223 Million,
Eirghteen subprojects have been completed and thirteen are
ongoing,

B. PURPOSE, AND TIMING OF EVALUATION

(1) Egyrose = This wi!l be an in-depth evaluation with the
major throst being to examine the overall impact of PVO
sponsored ubprojects and the value of the PVO co-financing
project as a mechanism for involving PVOs in achieving mission
objectives., Particular attention will be givern to the
effectiveness of PVOs in carrying out development activities,
the achicvement of the purpose(s) of these nctivities and their
impact on the iutended beneficiaries. This evaluation will
also examine the effectiveness and appropriateness of the
GSL/USAID's subproject approval criteria, review and approval
procedures, and monitoring and evaluation roles.
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Further, the Evaluation Team also will appraise PVO
capabilities to effectively implement and monitor subprojects,
and to adhere to aid requirements especially fund
accountability and established reporting.

(2) Timing - The evaluation will begin in June 1986, It is
estimated that approxinately four weeks will be required to
complete the evaluation. The last week of the evaluation

period should be devoted to discussions with USAID and GSL

officials and the preparation of the Evaluation Report.
Questions to the Addressed in the Evaluation:
1. Regarding the overall project:
(A) Project accomplishments. How e¢ffective has the project
been 1n meeting 1ts goals, purpose and objectives? What

has it actually achieved? Assess the extent to which the
following have been met -

(1) Increased agricultural production;
(2) Increased employment;

(3) Improved human productivity and quality of life for
the poor majority;

(4) Enhanced opportunity and capacity of local comnmunities
to participate in their own development;

(5) Enhanced opportunity and capacity of the rural poor to
participate directly in their own development;

(6) Development of the institutional capacity of PVOS to
effectively collaborate with local communities in
conceiving, designing, implementing and evaluating
development activities., What local institutional
capacities (Management, Technical and Financial) are being
developed to continue project benefits, Will they be in
place once donor financing ends?

(7) Increascd participation of women and other
disadvantaged sepgments of society in developmental
activities which address probleams peculiar to their
socio-cconomic status., What are the effects, positive or
negative, of the project concerning women's access to
production inputs and markets, division of workloads,
income, cducation ard training, role in houschold and
community and health conditions?

(8) Generation of locally concz=ived innovations which
resolve local problems with local resources;



(9) Creation of employment opportunities and raised incomes
of the rural poor in local communities;

(10) Premotion of private cuterprise;

(11) Enhancement ¢ ovher aspects of levels of living in
oor rural and urban cormunities, such as Heatth and
utrition;

(12} Acceleration of the application of appropriate
technology at the lecal level where U 1y most feasible and
needed;

(13) Envirenmental effeces, if any; and,

(14} Prow tion of cormunity based ruial development on a
self-sustaining basin at the local level,  what project
berefits are bikely to be sustained after donor funding
ends 7

(B1 Prosect Condauation - Should th, project be
continued andy 0T W0 What Chanyes are pecommended?

(1) Eeview (he appropitatencas of the (riteria for
subproject selection,

(2) Review the experience of PVOs gn submitting proposals
through the GOl to the USALD,

(3) Does the expervience under the project to date provide
a basts ror recommending the future leyvel of aid s upport?

(1) Are there certarn types of subprojects that were more
suceesstul than others? I so, which ones and why?

(¢ anjqipwﬁandgqnvng = How effective have GSL and/or
Mission peisonne’l heen in managing the project and its
sub-activities”? Have the monitorine activities and on-site
visits been adequate and effectyve?

(D) Lessons Learned - Are there any lessons which can be

Learned Trow the Tl omentation of this project which would
be useful to other Misqions and,/or AlD/Washington?

Regarding ITndividual sSubprojects:

(A) Inpact - what did the subprojects actually accomplish?
(1) What were their st reng ths and shortcomings?

(2) What changes resulted from these dactivities?

(3) What <hanpge«, if any, should be made 1n the selection
and manageaent of subproject, an the future?



(4) To what extent have the benericiaries of the
subprojects been conprised of the pe¢ople living in poor
rural and urban communities? Do they fall within the
poorest 50% of the population whosc per capita income is
significantly less than the national average? What have
been the impact of subprojects on intended
beneficiaries”?” Ilow many beneficiaries have been reached
by cach subproject?

(B) Executive and Management:

(1) 1t was envisaged that USAID's grants would be met
with an equal amount of contributions by participating
PVOs and the Government of Sri lLanka., To what extent has
this expectation been met?

(2) For those subprojects employing I'VO vProject
Managers, how etftective have these Managers been?

(3) How effective have the participating PVOs been in
performing evaluation functions and meeting audit
requirements?”

(C) Reporting

(1)} How ceffective have the participating PVOs been in
meeting the reporting requitenments contained in
subproject agrecoents?

(2) It USATD. 6oL recormendations were made Wwith respect
to subproject activities, how effective has the
participating PVo been in cartying out these
recommendations and reporting subsequent progress?

(D) Methedolopy:  The evaluation will take place an
two phascs, a preparatory tn-house phase and a subsequent
implementation nhase,

1. In-House Phane - The USAID Project Gffi1cer, assisted
by the Mission Evaluation Officer and PDSE Backstop
Cfficer, will review all subprojects to determine the
amount of effort that <hould be spent in reviewing or
evaluating ecach one.  Some subprojects, especially those
with more substantial funding and/or length, are intended
to receive in-depth reviews,

I, twplewentation Phase - Team members anust be familiar
with AID progravming procedures and PVO activities in
general,  The Teaw Teader will be reguired to ensure that
a fina! Evaluation Report will be prepared at the end of
the Evaluation period,  The team will:

1. Review reports available regarding the project and
specific subproject activities;



(E)

(1)
the

Interview relevant project-related personnel;
Conduct on-site visits of subprejects; and
Prepare the final Evaluation Keport.

Reporting Requirements:

Format of the Report - The final report wi'l contain
following sections:

(1) Executive Summary @ (Two pages, single
speced, ancluding statement of purpose of the AID
Froject reviewed and of the Lvaluation:

(IT)Y Buasic Pioject Identitication bata Faceshee;

CITID) Statewent of major conclusions: (Short and
succinet with topie adentaified by <abliecad) and
recompendations “corresponding to mnajyor findings or
conclusions aud worded D whenever possible, )
specify o, o which Vgency, should tabe the
recommended action);

CIV) Bodv ot Leport: tahich incimdes, g desorintion
of the “ountty context n which the project was
developed and whioh provides the tntoruation on
which the conclustons and recomnendations were
based o e Twde Benefrcrary linpact “Statement, and
lessons Tearned,

(V) Appeintices as necessary., (lnclading, minimally,
the evaluation's scope of work and a dewor ption of
the methedology used, the reports on the individual
sub-activities and, where appropriate,
methodological recommendations for future
evaluations).

(2) Subnission of Report - A final Report must be
submitted to the Micsion at the end of the Thirty
days.  The Teanm must submit ten copies of the final
evaluation to the Mission and two copies to ANE/DP/E

(3) Debrieting - The Team will also conduct a
debriefing for the Mission and GSIL.
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ANNEX E

EVALUATION METHODOLOGY

AND RECOMMENDATIONS FOR FUTURE EVALUATIONS

The evaluation consisted of two phases, a preparatory
in-house phase and the subsequent implementation phase, The
first phase, carried out prior to the arrival of the team,
involved the collection of relevant documents and some
preliminary intcrview and field visit scheduling by the PVO
Officer.

During the first few days of the second phase (June 2-
July 1), the teanm received briefings on the Co-financing
Project and the subprojects fram the Project Manager,
Mr. Mahesan, and ovher USAID statf . The teaw divided
responsibility for wrating specific subproject r1eports among
team members, and drew up g List of 1nterviesw questioas for the
subproject visits, based on the scope of work,

Field visits began in the first weedl, with three
scheduled n the farst three days.  Much of the pest of the
Prest week was spent visiting headquarters of 6 Py9s located in
o near Colombo,  During the next two weeks, the team visited
virlous acrtivity sites of subprojects an the MatarasGalle,
foloembo, and handy Mahivangana areas, In between freld trips,
the tean met to review subproject tites, analyze the f1eld
visits, and began formelating the pornts tor the main report,

At the end of rthe third week, the team svstenmatically
driscussed cach ot the subprojects,) distallbing signitficant
observations 1tnto an outline torm that covered the subproject
impact ostrengths, and shortcomings, based on the pornts
highlrphted by the scope of work. With the collected insights
of the team 1n hand, the team leader bepan writing a draft of
the marn report, while team members wrote analyses of the
subprojects,

In the course of the evaluation, the team gained certain
insights that may ease the course of fature evalualions:

1. Preparation: Future evaluations should keep the
first several days Tree of outside appointments in order to
allow the teanm time to read the assenbled documents and review
the subproject files.  The team recommends as well that
subproject visits be thoroughly discussed with the project
nanager to ascertain the time necessary tor traveling to sites
and for visiting. The scheduling of so many {ield and
headquarters visits 1n the first week prevented the team from
adequately doing this preparation in advance,
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2. Scope of Work: The first day or two may have to be
spent revising and/or discussing the scope of work to clarify
and balance the questions the team is being asked to answer.
For example, the present scope of work is weighted very heavily
toward "project accomplishments" and "individual subprojects"
requiring the team to concentrate on the impact of the
subprojects rather than overall project management issues. Yet
the team later came to believe that the major issues were at
the overall project level. Scopes of work for some other PVO
Co-Financing Prcjects (e.g., Phillipines, 1982, and Thailand,
1983) contain other questions useful to address at the overall
project level,

3. Field Visits: It may be necessary to arrange
headquarters visits for most PVOs, prior to visiting field
sites. The team found that on three occasions when it arranged
to visit subprojects without planning to first visit the PVO
headquarters, the top headquarters staff and dignitaries
surprised us by travelling to the project site to meet us.
Though the gesture was appreciated, this diluted the value of
the tield visits (i.e., focusing on beneficiaries and those
invelved in direct twmplementation),

The team spent some time developing a4 common set of
questions for analyzing subprojects, which were augumented by
ad hoc interviewing by team members,  The best information was
probably gathered, however, from those visits where an advance
study of the files {hy the person responsible for writing the
subpraject veport) produced a set of questions tailored to that
subproject,  Suffrcient time must be allocated for such advance
preparation,

lecause the evaluation team was fairly large, we divided into
teams to visit some subproject sites, but went as a full group
to other sites to make sure that cur inquiries were similar.
Tactically, it was sometimes useful to divide the group at the
project site as well, with some interviewing beneficiaries at
the same time that others interviewed management. There is
some question whether an interpreter should be employed for
such situations to make sure that foreign team memberc can
fully participate in non-English discussione,



ANNEX F

LIST OF PERSONS INTERVIEWED

Lanka Mahila Samiti (LMS)

Ms,
Ms,
Ms,
Ms,

Ms,
Ms.
Ms,
Ms,

Ms.

Ms,

Ms.

Ms.

Ms,

Ms,

Ms,
Ms,
Ms,
Ms.,

N.S. Hapugalle, Chairperson, Kaudwela Center

S.C. Wijesekera , Vice President, LMS

Priyanthi Fernando, Project Coordinator

D.M. Violet, Viaparika (Enterprise Ageat), LMS Coir Project
Pathegama Village, Matara District

D.M. Susilawathie, - do -
B. Indrani, - do -
Pathma Matheshewa, - do -

B. Leelawathie, Viaparika, LMS Coir Project,

Batheegama, Matara District

I.D. Susilawathie - do -

Prema de Silva, Viaparika, LMS Coir Project,

Madihe, Matara District

Segathi Abeywickrama, - do -

Aluvihare, LMS, Matale

Wimala Ratwatte, LMS Organiser, Matale

Jayanthi Menike, Viaparika, LMS, Poultry § Chillie Projects,
Matale

H.S. Karunawathie - do -
Maliika Kumari - do -
Kusuma Aluvihare - do -
¥.M., Padmalatha - do -

Lanka Jathika Sarvodaya Shramadana Sangamaya (Inc.)

Dr.
Mr,
Mr.,
Mr,

Ms,
Mr.,
M,
My,

Mo

Mr.

Mr,

Ms,

Mr.

A.T. Ariyaratne, President, Sarvodaya Sangamaya

D.S. Senarayake, Ixecutive Director

K.P. Chandrasekara, Director, Special Projects

Siripala Gamage, Project Manager, Sarvodaya Indigahahena
(Deniysya) Project

Karuna Dissunayaka, Secretary, Sarvodaya Shramadana Samiti,
Vinharahena, Deniyaya )

D. Samarawecera, District Project Manager, Coastal Children
Pro ect, Me¢tara District

H.M,I', Karunaseaa, Manager, Coastal Children Project,
Devinuwara area

P. Ka.udewa, Sarvodaya District Coordinator, Matara District
Indrasiri Saparamadu, Sarvodaya, Galle District

Ariyadasa Liyvanage, Sarvodaya, Galle District

Kamal Wellabode, Sarvodaya, Galle District

Violet Nagahawatta, Sarvodaya Pre-School Teacher, Justin
kande Village, Galle

8.M. Karunadasa, President, Sarvodaya Shramadana Society,
Malawenna Village, Galle District

Head, Agricultural Training School and Farm, Elpitiya,

Mr.,

Galle District
P.V. Arirawansa, Sarvodaya District Coordinator,

Puttalam District
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Women's Bureau of Sri Lanka (WB)

Ms. S. Sumanasekara Banda, Director, Women's Burcau (WB) of
Sr. Lanka
Ms. Thosa Liyanage, Asst., Director, Planning Kachcheri, Matara
Ms. G,K.M. Premasceli, Plan Implementation Officer (P10) (WB)
Weligama AGA's Division
Ms. ALH. Batagoda, PIO, WB, Dikwella AGA'< Division
Ms. L. Ruwanpathirana, Development Officer, WB, Weligama Div.
Ms. M. Malkanthi Gamage, Project Woman, WB, Dikwella, Matara
Mr, Mahinda Gammanpila, Addl. GA, Kachcheri, Kalutars
Mr. DoK. Perera, Asst. Director, Planning Kachcheri, Kalutara
Ms. K,K.G, Senaratne, PIG, WB, Horana, AGA's Division
Ms. 6.S. Weeresinghe, P10, WB, Panadura " "
Ms. 6.D.K. Kumudinec, Project Woman, WB, Horana AGA's Division
Ms. M.D. Hemalatha, Project Woman, WB, Bulathsinghala AGA's Div.
Ms. Prema Senanayake, Project Woman, WB, Agalawatta AGA's Div,
Ms. L.Somawathie fernando, Project Wowman, WB Panadura AGA's Div.
Ms. Yasawathie Fonseka, Project Woman, WB, Panadura AGA's Div.

Young Men's Christian Association (YMCA)

Mr. Boyd Perera, National General Sccretary

Mr. KOBUAL Wijekoon, Project Officer

Mr, Lasla Fernando, Associate General Secretary

Mr. 5. Vijayakulasingham, Development Secretary

Mr. Peter Christombuge, General Secretary, YMCA, Galle

Ms. Wijayalatha Ranasinghe, Project Coordinator, Home Gardening
Project, YMCA, Galle District

Save the Children

Dr. Nimali Kannangara, Director

Mr. Sarath Wickramaratne, Field Coordinator, Mecegoda
Mr. Frank Case, Save Project, Meegoda

Mro Wanigabadu, Asst. Field Coordinator, Mecgoda

Marga Institute

Mro ALT. Fonseka, Asst, Director

Mo MUNLCL Perera, Proje-t Manager, Rescarch § Experimental
Villagne Projecr, Pataala

Mr, S. Mananwatta, Associate Jirector, Project Implementation

Mr. W. Gunasekera, Asst. Director

Mr. K.B. Dissanayake, Consultant

Mr. S. Senaratne, Consultant

Mr. A 5. Ranasinghe, Kesident Manager, VFannala Pfroject

Mr. Susil Ranatanga, Project Officer, Walgampaya Project

Mro M.B, Kodikara, Village Coordinator, Walgampaya Project

Mr. D.R. Samarakoon Banda, Project Officer, Mulgama Project



Nation Builders Association (NBA)

Mr. M.B. Adimarama, Executive Director

Mr. Anuradha Wickramasinghe, Secretary, Project [mplementation

Mr. A.M., Tikiri Banda, Prject Coordinator

Mr. K.A. Dharmascna, General Seccretary

Mr. Herath Dissanayake, Advisor

Mr. Indrajith Partel, UN Volunteer

Mr. D.M. Sumanasekera, Project Coordinator, Nagadeepa Water
Management Project

Mr. Chandana Kodituwakku, Education & Training Coordinator,
Reforestation Project, Minipe Right
Bank Canal, Mahiyangana.

All Ceylon Buddhist Congress (ACBC)

Mr. W.D.V. Mahatantila, Chairman, National Council of
Social Sciences

Mr. P.D. Uduwela, Chairman, Mahawewa Proiect Committec

Dr. M.B, Ariyapala, President, ACBC

Dr. H.C,H. Soysa, Project Committee

Mr. M.G.D. Siriwardhuana, Secretary, National Council of
Social Sciences

Mr. P.M, Mudiyanse, Treasurer, Deaf & Blind Home Management
Committee

Mr. W.N.S. Fernando, Honorary Engitcer

Dr. A.D.V. Premaratne, Chairman, Deaf § Blind Home Munagement
Committec

Yahapath Endera Farming Center, Hanwella

Sister Mary Christina (Superior), Project Director

Diyagala Boys' Town, KRagama

Rev., Bro., Ciement Fernando, Project Directr
)

Sukhitha Welfare Society, Horana

Mr, B.W. Edussuriya, Hony. Director

FRIDSRO, Wercllagama, Kanly

Mr., W.J.5. Sinniah, Project Director

ERAYS

r. Frank D, Correl, Mission Director

Mr. William P, Schoux, Deputy Director

Mr, Richard MclLaughlin, Program Officer

Mr. Nagalingam Mahesan, PVO Officer

Mr. William A. Binns, Project Backetop Officer, Office of
Project Development apd Special Programs

Ms. Paula Bryan, Health f Population Oftice

Mr. Seneka Abeyratne, Agricultute § Rural Development Off ice

Mr, Arthur D, Schante, Controller

Mr. Siraj Abeysekera, Controller's Cffice

Mr. Tilak Samaranayake, Program Econoai st
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ANNEX_G

ITINERARY AND SCHEDULE OF THE EVALUATION TEAM

Monday, June 2: Colombo

USAID: Briefing by PVO Officer, Program Officer, and Backstop
Project Officer

Meeting with Mission Director and Leputy Director

Team Planning Meeting

Tuesday, June 3: Colombo District

Lanka Mahila Samiti, Training Center, Kaduwela
Reading - Colombo

wednesday, June 4: Colombo District

Visit Save the Children Headquarters, Colombo
Team A - Save Project at Meegoda

leam B - Yahapath Endera Farming Center, Hanwella
Team meeting, Colombo

Thursday, June 5: Colo. o District

Team meeting and reading - Colombo
sarvodaya Headquarters, Moratuwa

Friday, June 6:  Colombo

YMCA Headquarters, Colombo

Sri Lanka Women's Bureau Headquarters, Colombo
Marza Institute, Colombo

Reading Time

Saturday, June 7: Coloubo

Reading Day

Sunday, June 8: Travel

Travel to Colombo to Koggala Beach Hotel, Galle District

Monday, June 9: Matara District

Sarvedaya Center, Pallegama, Deniyaya

Team A - Visit Sarvodaya Project at Fallegama Village
Team B - Visit Sarvodaya Project at Dodametota Village
Visit Sarvodaya Project at Viharahena Village

Team discussion at Koggala
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Tuesday, June 10: Galle and Matara Districts

Team A
arvodaya District Center, Galle
Sarvodaya Coastal Children Project, Malawenna
YMCA District Office, Galle
Sarvodaya Home gardening Project, Justinkanda, Galle
YMCA Home Gardening Project, Poddala
Sarvodaya Agricultural Training Center, Elpitiya
Team B
Sarvodaya District Center, Matara
District Secretariat, Women's Bureau Office, Matara
Sarvodaya Coastal Children Project, Naotunna, Matara
LMS-SED Project Pallegama
Women's Bureau, SED Project, Dikwella
LMS-SED Project, Madihe, Matara
Women's Bureau SED Project, Weligama
Sarvodaya Coastal Children Project, Jayanikumgama,
Weligama

Wednesday, June 11: Galle and Kalutara Districts

Sarvodaya Cuvastal Childven Project, Kalupe, Seenigaia
Galle District

District Secretariat, Women's Bureau oftfice, Kalutara

Team A: Sukhitha Welfare Society Training Center, Horana
Teaw B: Women's Bureau Projzcts at Panadura

Thursday, Jure 12: Colombo

Team subproject review meeting
Subproject report writing

Friday, Jurc 13: Puttalam, Gampaha, § Kurunegala Districts

Team A
Marga Experimental Village Project at Pannala
Diyagala Boys Town, Ragama

Team B .
Sarvodaya District Office, Marawila
Sarvodaya Coasta! Childrun Project, Suduwella
ACBC, Vocational Training Center, Mahawewa

Saturday, June 14: Colombo

Reading Files

Monday, June 16: Kandy and Matale Districts

Team A
arga Village Development Project, Walgampaya
Marga Village Development Project, Mulgama
Team B
LMS-SED Projects, Matale
FRIDSRO Project, Werellagama
Team Meeting, Kandy
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Tuesday, June 17: Kandy and Badulla Districts

Nation Builder's Association, Water Management Project,
Nagadipa, Mahiyangana

Discussion with NBA officials at Mahiyangana

Team Mceting, Ulhitiya

Wednesday, June 18: Badulla and Kandy Districts

Nation Builder's Association, Reforestation Project,
Buddankotte Project Office, and Minipe Right Bank Canal
NBA Headquarters § Training Cente:, Kundasale, Kandy

Thursday, June 19, to Saturday, June 2!: Colombo

Team meetings reviewing subprojects
Begin drafting subproject reports

Monday, June 23, to Saturday, June 25: Colombo

Drafting subproject reports

Drafting main report

Team Mecetings on points for main report, especially
conclusions and recommendations

Begin preparing other annexes, graphs, and tables

Interviews with PVO Officer and Backstop Project Officer

Monday, June 30: Colombo

Prepare Handouts for debrizfing

Begin review of subproject reports

Debriefing for USAID

Team meeting reviewing comments from debriefing

Tuesday, July 1, to Sunday, July 6: Colombo

Drafting and revising main report.

Team meetings reviewing chapter drafts

Continue reviewing and editing subproject reports

Additional interviews with USAID Project Committee members and
AID Controller's Office

Team meeting on beneficiary analysis

Monday, July 7: Colombo

Produce and distribute final draft report

Tuesday, July 8: Colombo

Final team meeting to review final draft report,
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Jan Paul Emmert

Deborah Brautigam

Ariyaratne Hewage

Jayanthi Liyanage

Nalini Madanayake

S.P.F. Senaratne

121

ANNEX H

EVALUATION TEAM MEMBERS

Rural Development Officer, USAID
Former Staff Member and Consultant
for several PVOs,

Socio-Economist
International Development Consultant

Senior Consultant, Sri Lanka
Institute of Development
Administration

Deputy Director, Ministry of Plan
Implementation, Government of Sri
Lanka

Chief GSL Official in MOPI
responsible for the USAID PVO
Co-Financing Project

Assistant Director, Department of
External Resources, Ministry of
Finance and Planning, Government of
Sri Lanka

Anthropologist
Consultant for PVOs and donors in
Inaia and Bangladesh,



