
THE SECOND MXD- PROJECT EVALUATION OF
 

THE PVO CO-FINANCING PROJECT (383-0060)
 

USAID/SRI LANKA
 

Prepared For
 

United States Agency for International Development
 

Colombo, Sri Lanka
 

July 1986
 



THE SECOND MID-PROJECT EVALUATION OF
 

THE PVO CO-FINANCING PROJECT (383-0060)
 

USAID/SRI LANKA
 

Jan 	P. Emmert, Team Leader
 
Deborah Brautigam
 
Ariyaratne Hewage
 
Jayanthi Liyanage
 
Nalini Mladaiiayake
 
S.P.F. Senaratne 

United States Agency for International Development
 

Colombo, Sri Lanka
 

July 1986
 



BASIC PROJECT IDENTIFICATION DATA
 

1. Country: Sri Lanka
 

2. Project Title: PVO Co-Financing Project
 

3. Project Number: 383-0060
 

4. Project Dates :
 

a. First Project Agreement: August 30, 1979
 
b. Final Obligation: FY 1986 (Actual)
 
c. Project Assistance Completion Date (PACD): August 29, 
 1989
 

5. Project Funding:
 

a. A.I.D. Bilateral Funding: $ 6,539,000 (Grant)

b. Other Major Donors:
 
c. Host Country Counterpart Funds: $6,500,000
 

TOTAL: 	 $13,039,000
 

6. Mode of Implementation: 	 USAID provides subproject grants
 
directly to Private Voluntary
 
Organizations
 

7. 	Project Design: USAID/Colombo ana the Governrnt
 

of Sri Lanka
 

8. Responsible Mission Officials for the 
life of the project:
 

a. Mission Director(s): 


b. Project Officer(s): 


9. Previous Evaluation(s): 


10. Cost of Present Evaluation:
 

a. Direct Hire:
 
(1) AID/W TDY:
 
(2) USAID Staff: 


b. Contract: 3 Persons 


c. Other:
 

S.J. Littl.field 
Frank D. Correl 

Alice Shimamura 
N. Mahesan 

April 1983 

Person Days Dollar Costs 

35 5,098 

90 9,050 

2 Persons GSL (per diem) 
 360
 
Secretarial 
 150
 
Printing & Supplies 
 680 (approx.)

Transportation 
 735
 



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 7.ives 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
 
purpose. It has had positive impacts related to each of the
 
different objectives except one (promotion nf appropriate
 

technology, for which impacts were negligibi,). No negative impact
 
was identified.
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(2) Particularly notable characteristics were (a) strong and fairly
 
effective collaboration with local commu.aities 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 eight others having a high
 
percentage of women participants.
 

(3) The purpose, objectives, and management structure of the project
 
require no change for a follow,-on project or a further ertension 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. T;he 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 mere 
must be committed by February 1987. Though this requires 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 higher than justified by experience to tnat date.
 

(8) Management of the project has been sound. Good relationships
 
exist with PVOs. 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. Hoviever, there are informal unwritten c:iteria which
 
are important in Mission decisions, which are not all consistently
 
applied, and which are not adequately 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 PVOs and could be addressed more deliberately and 
in a sustained w~y by the project. They include project design,
 
proposal preparation, reporting (both for donors and internal
 
project management), accounting, and evaluation. There also seems
 
to be little discussion among PVOs about common development and
 
implementation issues.
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(11) Though the purpose and objectives are being realized through 
the existing grants, the range of Sri Lankan PVOs which have been 
funded is narrow. Most funds have gone to a fairly small number of 

PVOs which have developed 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 increasing the funding level by $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 October 1986, the Mission should reassess whether the bulk of 
subproject grants can be committed by February 1987. If it appears
 
not, an extension of 6 t( 12 months will be sufficient to commit all
 
funds, if that extension is done promptly.
 

(3) The IISAID 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 sustainability 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 subprojecL 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 needs to be clarified for PVOs.
 

(7) A USAIDI Controller's Office staff 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 PV'Js applying for co-financing gran.:. 

(9) USAII) should produce a brochure for distribution through PVO 
channels simply describing the co-financing grants and specifying 
che criteria for considering subproject proposals. 

(10) The team suggests that the project fund an experimental program 
of "micro-grants" to community-based l'VOs through subproject grants 
to one or more PVOs or umbrella organizations. 
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GLOSSARY
 

Acronyms and Abbreviations
 

ACBC ............... All Ceylon Buddhist Congress
 
AGA ................ Assistant Government Agent
 
AID ................ Agency for International Development
 
CDC ................ Community Development Council (SCF Project)
 
CDSS ............... Country Development Strategy Statement. A
 

periodic policy statement of the program
 
priorities of the USAID Mission to Sri Lanka.
 

CENWOR ............. Center for Women's Research (Sri Lanka)
 
DO ................. Development Officer
 
GSL ................ Government of Sri Lanka
 
IHAP ............... International Human Assistance Probram
 
LMS ................ Lanka Mahila Samiti (Lanka Women's Association)
 
MASL ............... Mahaweli Authority of Sri Lanka
 
NBA ................ Nation Builders Association
 
NGO ................ NonGovernmental Organization (PVO)
 
OEF ................ Overseas Education Fund of the League of Women
 

Voters
 
PACD ............... Project Assistance Completion Date
 
PIO ................ Plan Implementation Officer
 
PDSP ............... Project Development and Special Projects
 

Division (USAID)
 
PP ................. Project Paper
 
PVO ................ Private Voluntary Organization
 
RECRED ............. Research ard Experimental Center for Rural
 

Economic Diversification (Marga project)
 
Save ............... Save the Children Federation
 
SCF ................ Save the Children Federation
 
SLOF ............... Sri Lankan Overseas Foundation
 
USAID .............. United States Agency for International Development
 
WB ................. Women's Bureau
 
WID ................ Women in Development
 
YMCA ............... Young Men's Christian Association
 

Definitions 

Gramodaya Mandalaya: 

Samiti: 
Shramadana: 

Village development society at the AGA level 
consisting of village government officials and 
representatives of village and non-governmental 
organizations. 
group or organization 
voluntary community work session 
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KEY TO MAP
 

Project Sites Visited by PVO Co-Financing Project Evaluation Team
 
June 1986
 

1. LMS Training Center, Kaduwela
 
2. Save Headquarters, Colombo
 
3. Save Iroject, Meegoda
 
4. Yahapath Endera Farming Center - Hanwella
 
5. Sarvodaya Headquarters - Moratuwa 
6. YMCA National Headquarters, Colombo 3
 
7. Sri Lanka Women's Bureau Head Office, Colombo 3
 
8. Marga Institute, Colombo 5
 
9. Sarvodaya Center, Pallegama, Deniyaya


10. 	 Sarvodaya Project Village, Pallegama, Deniyaya

11. 	 Sarvodaya Project Village, Dodametota, Dcniyaya

12. 	 Sarvodaya Project Village, Viharahena, Deniyaya

13. 	 Sarvodaya District Center, Gallc
 
14. 	 YMCA District Office, Galle
 
15. 	 Sarvodaya Hlomegardening Project, Justinkande Village,
 

Galle District
 
16. 	 YMCA Hlomnegardening Project, Poddala, Galle
 
17. 	 : vodaya Coastal Children Project, Malawenna,
 

Galle District
 
18. 	 Sarvodaya Coastal Children Project, Kalupa, Seenigama

19. 	 Sarvodaya Agricultural Training Center, Elpitiya

20. 	 Sarvodaya District Center, Matara
 
21. 	 Sarvodaya Coastal Children Project, Naotunna, Matara 
22. 	 Women's Bureau District Office, District Secretariat,
 

Mata ra
 
23. 	 [MS - Small Enterprises Deve opinent (SED) Project,


Pathegama, Matara
 
24. 	 LMS - SE) Project, Iikuella 
25. 	 lMS - SED Project, Madihe, Matara 
26. 	 iomen's Bureau, Income Generation Project, Dikwella 
27. 	 Women's Bureau, Income Generation Project, Weligama
28. 	 Sarvodaya Coastal Children Project, Jayawikumgama, Weligama
29. Women's Bureau District O)fic, District Secretariat,

IKalutara
 
30. 	 Women's Bureaun Income (ei'era t on ProjectS, Panadura 
31. 	 Sukhitha h'eltai e Society Trainirg Center, 11orana 
32. 	 Diyagala Boys' Town, Ragama
33. 	 Marga Experimiental Village Ploject, Pannala 
34. 	 ACBC - Agr!cnltural Training Center, Mahmewa (Chilaw) 

Sarvodaya DistriLt Centl , 5arawila 
36. 	 Sariodiya Coastal Chi ldren P'rojeoct, Suduwell , Chi law 
37. 	 Marga Project Villag,,, halgarpyJc).i , (l'ili;lalalawa) 
38. ,arga Project Vi llago, Mil grama, Ga laha 
5)1 , 1 - Sii) Projec , Matitale 
40. :I'IDSHO Project., Ni re llagamna (Kan.d.y, Kuriiriegd a Road)
41. 	 Nati,on Diuild.iv,,' Asociation (NBA) llcadquartors, Kundasale 
42. 	 NBA - Nagav'pa Water Managiemint Project, Mlahiyangana
43. 	 NBA - ReI, stationI Pri joct, Minipe Right Bank Canal, 

Mahi yangana 

35 
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I. INTRODUCTION
 

The following is the second mid-project evaluation of the PVO
 
Co-Financing Project of the USAID 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 lie overall
Co-Financing Project. The purpose of the evalui.ion is to examine 
the extent to which the overall Co-Financing Project is meeting its 
purpose, amely creating and enhancing opportunities for localcommunities to participate in their own 
development by supporting

collaborative activities of 
PVOs which improve the lives of the poor.
 

Evaluating the effectiveness of the overall Co-Financing Project

requires giving considerable attention to the various PVC
 
subprojects. low effective have these 
subprojects been in achieving

their ojectives? low well have they been managed by PVOs? How
 
well do 
they fit into the purpose and several objectives of the

overall AlI) Project? Iihat 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 iPVO subprojects. Discussions have been held with key

IVO officials which have subproject grants. Seventeen of the
 
subprojects (for which twenty-one grants have been givxen! 
have been

selected for more cireful examination, primarily by visits to 43
 
subproject field 
sites and offices, interviews, and examination of
the subproject files at IISAID/Colombo. These included large and
small subprojects, as well as projects which are ongoing, completed
several years ago, or just getting underway. Separate 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 interviewed appears in a separate annex. 

The timne spent in the field for any individual subproject was
 
very short, in most coses less than a day for what 
are sometimes
 
complex projects in their own right. Thus our reports on the
 
individual subprojects should not be considered 
as definitive or
 
in-depth evaluations of therm. There are certain to errors of
be 

fact and interpretation in some 
of them, for which we apologize.
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But taken as a group, the individual subprojects give a good

overall picture of the Co-Financing Project, 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 s7or this project,
 
the Ministry of Plan Implementation and the Departm.nt of External
 
Resources, Ministry of Finance and Planning, each released officials
 
to participate actively in the evaluation.
 

http:Departm.nt
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II. 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
 
absence of a rigid and authoritarian village structure.
 

Th" PVO 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. Thv 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 some 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 the
use 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. Prominent
 
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 there 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 inten'ed 
for the poorest

section 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.
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The PVO Co-Financing project has taken shape against this
 
background. The Government and USAID have both recognized the
 
desirability of initiating some types of development at the grass
 
roots level. In particulr, the aim was to mobilize local resources
 
and enable communities to participate in decisions about the
 
deployment of outside resources for their own development. The PVO
 
Co-Financing Project 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 PAC) fromii 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 few years, AID funded the project in tranches, 
obligating about $500,000 each year. iNith 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,(O5 to 29 PVO "subprojects". As of June 30, 1986, $2,603,049 
renai:s to be committed. 

3. Project Purpos- and Objectives
 

The stated purpose of the project is "to enhance the opportunity
 
of local communities 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. As slightly 'evised in the PP amendment, they are:
 

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

Z. 	 To develop the institutional capacity of indigenous PVOs to
 
effectively collaborate witn local communities in
 
conceiving, undertaking, implementing and evaluating
 
developmental activities.
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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 PVC "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 GSI. before a subproject is approved, At a minimum, these 
must co'isist of 250 of the value of the subpruject; preference isgiven to subprojects where 
at least a 50% non-USlAID contribution is
deaonstratd. 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 ilmplelenting tlir subprojects.
 

4. An Overview of PVos and Subprojects
 

There is considerable diversity 
in the nature and organizational
structure of the PVos supported under this project. 
 The Sri Lanka
 
lahila Samitt is a large, 56 year old 
national women's service
 
o ganization with members and over 	1500 local units (samitis)
located in the 'illages of every district. It is highly

decentralized, operates 
on largely volunteer efforts, and has only a

,mall national headquarters with a small budget, 
 Sarvoda a is alirg, and internationally known volunteer movement with acharisma tic lidler. 
 It is somewhat Gandhian, village-oriented, andfo use s on small- scale development activities and transforming rural
pe'q le. Its rural activities are backed 
by a 	large and impressive

national heAdquarter- with over hundred timeone full staff and
volunteers and a variety of facilities and 
technical service to give

support to its district offices and island-wide village basedactivi tLis Marga is a non-governiimental research institute 
prima i ly concerned with social and economic development.
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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 staff 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 grantees are smaller organizations
 
than any of the above and have fairly localized activities.
 
Yahapath Endera Farming Center is a center near Colombo run by
 
Cstholic Nuns and providing residential training in agriculture for 
young women; it supports its activities from a large, well-run 
firi. Dlyagala boys Town consists of several similar residential 
centers for destitple boys, providing training in agriculture and 
other employable tconpical skills; its financial support also comes 
primarily from its large and well-run farms. Sukitha Welfare 
Society is based in rural Kalutara District and operates two centers 
for the mentally retarded and physically handicapped. FRIDSRO is a 
religious organization operating a rural 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 has been a co-grantee for two projects 
bilding the capacity of two different Sri Lankan women's 
organizations to promote small enterprises. !HAP (International 
Ihman Assistance Program) received four subproject grants one of 
which was terminated by mutual agreement before it really got 
underway; after completing the last subproject, IIAAP discontinued 
its program in Sri Lanka due partly to its inability to raise funds 
independently to work 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 considetably. 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 subprojects focus on developing home gardens, three 
on development of women's small enterprises, twn on reforestation, 
and one on ,levelioping farmer and official management of al 
irri pation scheme. Two subprojects dealt with persons affected by 
the 198 3 civil disturbances. Nimne subprojects focus primarily on 
women, and :.cveral othcrs have substantial components focused on 
WOeidn. 
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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 energies or resources to the poor or

disadvantaged. In several striking cases participants are the
 
extremely poor.
 

Though their particular strategies 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
,lecisions about the priorities for using external project resources 
available throughi 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 Naaadeepa Water
 
Management Projcct, 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 Nahila 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 economic activities and to link
 
them to an umbrella village organization.
 

2. 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 p-evious 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 increase of some 20 percent is likely to
 
occur in the area irrigated and cropped during the Yala (dry)
 
season. 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 youiig men
 
and women. The impact on agricultural production of these projects 
depends on their graduates finding employmeit 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
 
project 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
 
erode d. 

The LIS 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 OEF poultry enterprises initiated before 3983 in the Kalutara
 
pilot district, only two aru 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 cstimate 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 appears to be 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
employment 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
Nationa Builders Reforestation subprojects, where as many as
3000 ycung men and 
women will be employed during the life of
project to 
plant and maintain trees. Up to 120 people are 
the
 

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 personshave had increased incomes through self-employment, primarily
through credit otherand support provided by the two subprojectspromoting women's small enterprises and SCF's Meegoda

subproj ect. 

(3) Vacatiomal training: Young men and women are becoming moreemploTe as a result of training programs supported throughthe PVO Co-financing Project. These include not only thosepreviously mentioned Yahapathat Endera Farming Center andI)iyagala Boys Town, but also rural carpentry, sewing, foodprocessing and leatherwork at Meegoda under SCF; carpentry,sewing, and masonry at Inligahena under Sarvodaya; carpentry at,algampaya and Mulgama under Marga Institute; and varietyvocational offerings at FRIDSRO. For some, but iot 
a 

of 
of 

these training activities placement is problem. 
all, 

a 

(c) Improved Human Productivity, Quality of Life, Health andNutrition for t e 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 1,9 latrines, 29 community wells, 
and some housing.
 

Sarvodaya's Indigahena subproject 
also impressed the team as
having effectively and fairly inexpensively made important
improvements in the physicL' 
infrastructure and quality of life 
of
the poor. Through the shramadana samitis, subproject funds havebeen used to construct about 70 latrines, water systems in 6villages, 142 houses, and 8 pre-school nurseries/community centers.
A revolving loan scheme was used to maximize the continuinp impact
of the funds. Sarvodaya's Coastil Village project has 
to date
constructed or renovated at least 11 preschool buildings, although
it is well behind schedule in completing its target of 40. 
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In addition to physical infrastructure, many of these projects 
usc training and mobilization tactics to inform and assist target 
beneficiaries to meet their own needs through, in many cases, taking 
full advantage of services already provided by the government. The 
LS Health Project, completed in 1981, was a low cos.t and apparently 
successful way of reaching women with family health and family 
planning information. The Meegoda and Sarvodaya Coastal Community 
projects do not have their own health care workers, but have health 
education workers and other community development wnrkers who assist 
villagers in getting access to government health services. Both 
operate informational clinics that monitor children's nutritional 
status through regular weighing and/or reports on incidence of 
diarrhea. Our impression is that the success of the health 
education effort is in part dependent on the success in providing 
links to the govruloent health service givers. 

The home garden subprojects have focused in part on improving 
nutrition prospect. for the poor. Sarvodaya's Galle l)istrict 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 ISO model nursery and school gardens. Though there is 
no data ,' the qualitv of the 1000 home gardens or their nutritional 
impact, some positive effect on family nutrition must be presumed. 

tutional _LlVo-f(d). Inst Kalac PVOs to Collaborate with Communities 

T'his project has str,.igthened the institutional capacity of PVOs 
to coilaborate With local communities, in a number of ways. Perhaps 
most effectively, it has supported the formation of community 
organization s 'co;'lmunity deve opment contc i]s" field level 
irrigation committees, "shiramadaia samitis", and private enterprise 
production gre ips) or work through existing organizations that 
enable l'n, to effectively reach the grassruots level. 

The institutional l nk with the grass roots level has often been 
a PVO community organizer or extension agent. The project has 
trained AhS busin.ess/enterprise aigents, who will remain a part of 
the lAS network once the project ends. Through Nation Builders, it 
has trained reforestati on and colservation youth leaders, who may 
keep awar,'ness of conserva tion alive in their communities. 
NFlA-trained community organizers selected from their own villages 
have helped stimulate the water users' groups in the NBA Nagadeepa 
pro j c t . 

[he ma nage rial capacitie s of pa rticipating PVOs have been 
strengthened through this project, as well. IJSAII) has sponsored 
several workshop%, in prolject management (for the Sri lanka Women's 
C nf, r icLe), and in project evilunation, for participati ng PVOs. 
l'artiipairts particularlv found the evaluation workshop useful, and 
the preparation of an ,"valuation manual for PVOs, based on this 
workshop, i5 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 th..- monitoring of the subproject grants. From theappreciative comments of several 
PVOs, the quality of these contacts

has helped buijd the institutional , apacity of some PVOs to manage

and account for such grants.
 

The evaluation team recommends that the Co-Financing Project beused to further develop PVC 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, thesustainabi lity of institutions and activities promoted in a project,
and planning for withdrawo! of the PVO). 

e) Partic ip at i oi of Wlomen 

The I'W) Co-Firnanc i g Project has an extremely good record amongAID projects of effectively involving and benefiting women. Eight
of the s npro jec t s f o ,ison women, 
 including sub)projects deal ing
4ith swall entert)ri s ,, family health, agricultural training,

voca itiora t ra i ing fo r the handicapl.d, and nurse ry teachers

trinin g. They :also include the two short-ter projects of the Sri
 

[ kat io(.n' s Conif' -ellc --one a l ead-rship exchange program with an

111(11,1n1 pa ii z, ] tion one a workshop on project
a andl management. 

Another eight priojects are either integrated projects with
,ubsra.mtial coflponents focused Oil women or projects which seem tohave high proportion:, of women participants. -Some of thei integrated
proje t, have skills training for women or girls, or organize women 
for some economic activity (for example, SC:'s Meegoda subproject,
and Mi, ra'.x, pmerimlental villages at Walgampaya and Mulgama).

/a rvi.la a s Coa',tal Coamrlunities and Gall e Home Gard(ens subproject
activi ties arc bot h i lt rodiicld largely throulgh women at tIle viI 1age

v,-I , .iLlrou mot iie I s c I ub and /or p re sc hoo I teachers. The re "eea

to be Io icl(, tharm fou r ,uhprojects which do not Jtbsanti ally
i nvo lv(- \4orfln, 

Ta ken ai a rot.p, t he se subprojects have irn rea';ed the inC ones
of wo0;01n, itiler thIroulgh self-employmi,,iit entirprises, training in
ski l ls for eaploymnelt , of d itect project employment. In some of the 
proJflCtl ., e i Inticor '),aril em:iployment may not Ii;v'e been dilectl)
af cct 'd, honeri ,io m t,i ve dec i si on-maker, and participants ii1
decl . iol" a)oll t t li. ii , of pro) .Ct r so l -cvs i n tlhe ir vi 1I age,. 

hIorn(' '. po', t Io1 ilI1 t hei 1oca I soc Iety ha ,, bee n 't e.; g theled a!,iwe I I. In t he LMS' '.mall eIIfI(r)rr i Sc wo v ndn f o ces a1 aproject , eri oi01 
g ro1up to bf ak thie x'pl oi tat ive mi dd 1lemain cv - I v,. Through the
projec(t thv W1.'l0, abl,' to pu i(hase iptl I 01' e+ Sily, oa an0d sell thieir 
olt plu at , i hi ple I p i c. PlvIIoje!(t (ledi t ll,oi 'i-ahled Wolnlell in th,
(0i i nthlli, ) to m qi(llfI own' Iship oif thlfie I ''Inca li of prodlo t>inl"
( et ting pIt,, anl i ,pini ing Wbwc' ]s) Inl r''a ,1rig their i lependefic, anmld 

ii+P
- r'+ 1 Ii it[' . 
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Although on the whole the project has a strong record regarding 
the participation of women, there are two areas where the team saw 
possibilities for making changes that would significantly benefit 
women, while at the same time conforming with current social trends 
in Sri Lanka. At least one project appears to be paying wamen less 
than men for the same uork. Adjustment of this wage difference 
would improve income for some 1800 women employed o this project. 
In addition, the vocational training prigrams we saw repularly 
divided training into female (sewing, dairy, etc.) and male 
(masonry, carpentry, mechanics) components, despite evidence from 
other Sri Lankan training programs, such as a Save the Children 
project at Kirilapone in Colombo, where women were successfully 
trained in the lattel , more lucrativw, professions. Perhaps tMe 
project could encourage this kinu of non-discriminatory approach. 

(f). 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 IMA' Vocational Traii inp Project all aim to provide 
vocational training to physically handicapped young men and women. 
ACBC also plans to he lp deaf and dumb trainees settle in groups and 
become self-employed. Though nearing the PACI), the first two 
subprojects are not yet fully operational. The I HAP project was, 
evaluaLed as "impressive'; since IHAP' s withdrawal from Sri Lanka, 
the aC I.ivity i, being ,.arried out by another organization with the 
support of a Kcalimnav iAm donor. 

Two subprojcti, conouiti d dutring 1983-84 by Save the Children 
and IlA' rehabilitadted familie's and students displaced during the 
1983 rs:. 

(g). Generation of Local Innovations ind the IIse of Al.lLro p iate 

The RenerAitin' (f a ppropriate technologies has not been a major 
thrust of any of the subprojects. Very few if any of the 
subpro jew. Iiave ;Pnip rated sign ificant local technical innovations, 
altho gh imaniy Aie orie ed to usiig or modifying existing rural 
tecthnoin ,i,.,,. 30 ', leeoda project i% . xp erimenting with the use 
if a o]ar dMyeri tom p roc ess fruit and dry fist. The Neegoda procject 

exp rieuted with t +e],i emitI ft,'l-cfficivnt woodtovYe, but was 

rin ;ble t, gvnairIat o tih iLt me',t in it. 1,t hasU5 worked with ,iWo'ei 

t iprlove the i I l0at i Vr hope -spurh .t Ir (JJ+. , and has bl Iped them to 
putit;+'+,: manu1l ,,pinnitn , machine,. NBA d1li berate ly u',e S locall) 
val ed ,peci-, il it ief or, .tat ion, reason gimthat illage people 

rte act %pecies, theywi n o readl 1v to :onserve Ica] know and 
tollsid+,r useful] than the alien species more Lommonly used by the 
M eol'e,t imepat ment . 
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(h). Promotion of Private Enterprise
 

This objpecti~v.0becamea par t-.oL-.,the-pro ject--af tear---It--was-amended ------­i 8 eThre subprojects directly support private enterprisepromotion, and 'several others provide some 
business training and
credit facilities for small entrepreneurs, Lanka Mahila Samiti, incollaboration with the Overseas Education Fund, set up a pilot small
enterprise promotion project inMatara District. 
A second grant for
the expansion of the project to 
thirteen other districts is being
administered solely by LMS. 
 The OEF also worked with the GSL
Women's Bureau ina 
two part program involving the training of 96
Development Officers (DOs), representing all 24 districts, in skills
needed to promote and support women's health and income-generating

activities.
 

The LMS approach involves establishing a micro-enterprise
extension service within its existing organitational structure.
Selected enterprises are chosen based on a careful District-wide
 survey of existing enterprises, particularly those already popular
with LMS members. The project then focuses 
on several enterpriseswith existing markets and local skills, encouraging village level
LMS samitis to form women's production groups and elect arepresentative for training as 
an enterprise agent (viaparika),
Part of the grant is used for loans from a revolving fund.
 

The project, although still quite experimental, is active now in
five districts out of the target fourteen 
 Agriculture-based
enterprises have so far been most successful, InHtatara, 11.
coir-spinning production groups represent some 
250 LMS members.
Several sewing and lace groups have fared less well. Matale has two
poultry groups and nine chillie groups, representing some 105
producers. The project has proceeded more slowly in Kegalle, Kandy
and Moneragala Districts, but plans are underway 
to support
producers groups in minor export crop production. CENWOR (The Sri
Lankan Center for Women's Research) is currently conducting a
Lull-scale midterm evaluation of the subproject.
 

The OEP/Women's Bureau subproject (1980-1982) has been a clear
success as well. Along with the training and support of 96 DOs in
24 Districts, OEFIfB Initiated a 
pilot project in Kalutara where
,women were given grants to establish their own small businesses. By
1983, this subproj ct resulted in an estimated 2000 health and'
income-generating activities Involving some 3000 women in 24
districts. 
The 1982 end-of-Project evaluation cited increased
monthly Incomes of Rs SS to 7SO for participating women. Of the 200enterprises established in the Kalutara District pilot effort
1981, nearly 20 percent are still 
in
 

active today. Project funds spenton this subproject have had a multiplier effect, as the Women's
Bureau has been successful in getting donor support for at least

eight similar District-level projects.
 

|4 I I",. . . . .. . .. . .. .. .. 4. ­
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~.. Lessons suggested to the team in its review of these projects 
may have relevance for other micro-enterprise promotion plans; (1)
roITTngUY o the exisingskills of
 
ml,4:o-etrereneurs, rather than ne~w sillswhich require extensive

Projects fare best which use 

tri ng U Poects'-are- mo re-eaSi-ly-or gan i zeddand- oenef i-t s mayy-­

bu.t:ore sustainable when project benefits are channelled through
 
roduc groups (3) Use of a revolvin fund for loans rather 

than o me grants fatng longer and builds
 
business skills in itself. (4) Adequate market research and 
economics'of production analyses ar'e very important, even in very 
small businesses, (5) Target beneficiaries must have an existing 

inoehioh enoti h to meet their consumption needs and threby
t~ct~eYii~ning capital, (6)Adequate time must be allowed to
 

Institutionalize a small business support system,
 

(j). Environmental Effects
 

In visiting subprojects, the team observed no instance of
 
detrimental offects on the physical environment from project
 
activity. Most project activities are very small scale at any one
 
location,the main exceptions being the reforestation and
 
water-management projects of Nation Builders. Both of these 
proj e ts include enhancement of the existing environment: in the 
irrig at ion scheme, through repairs and construction of irrigation 
structures that minimize recurrent flooding and drought; in the 
reforestation project, through planting native species along the
 

Inipe canal.
right bank of the recently completed 1I 


(k). Self-Sustainin . Broad-Based Rural Development
 

The final objective targeted by the PVO Co-financing project is 
"self-sustaining, broad-based rural development." Clearly I the 
subprojects supportod under this project have contributed to rural 
development in Sri Lanka. Almost all are located in rural or 
semi-rural areas, reaching the poor in a number of fairly-remote 

If we definelocations--Noneragala and Deniyaya, for example. 

"broad-based" as reaching a wide range if rural citizens and not a 
select group then the project meets this objective as well. 
Although individual subprojects are targeted at particular 
groups--women, LNS members, handicapped youthsl otc.--as a whole, 
the project reaches an impressive range of rural people. 

The issue of sustainability of project benefits isa bit more
 
complex, In the chapter on continuation issues, we consider the 
issue of. continuity of the PVO program oraproj ect once the grant
 

-ends. Here we focus primarily on sustainbil ity of subproject 
benefits; the Institutions and-activities begun with the assistance 
of the PVO Co-financing project. PVOs have focused on four methods 
of ensuring continuity of project benefits: (1) attontion to real 
costs and Initiation of users fees to cover them; (2) working 
through community-level organizations that are expected to continue 
after the end of the PVO project; (3) institutional links with 
services and sources of assistance; and (4) income generation to 
moot recurrent costs of training institutions. 
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()Calculation of Costs of Production and ~nitiation of User
Fees, "Realcosts" are a crucial issue in promoting economic

activities for beneficiaries: Will economic activities promoted 
 b_the7PVO ­ thesiIsnce
 
of the, PVO (for %ixample, in the form of help with marketing,

transportation, free workspace, or subsidized materials) created an
activity that will not be economically (or otherwise) viable once
the PVO assistance Is withdrawn?
 

In Save's Meegoda subproject more than any other, management and
staff seemed to meticulously try to assure that there were no hidden

subsidies in its 
income generating projects (especially foodprocessing and carpentry) and that all support was included in cost
calculations and users' fees for project workshops, in order tomaximize the likelihood of the enterprises continuing with no Save
 
involvement.
 

Regarding sustainability of economic activities under the
projects, there is considerable variation among subprojects, but the
overall record seems quite respectable. The information the team
 
was able to gather on enterprises started under the Women's Bureau,
supported by the 0EV subproject, indicated that as many as 20% of
the pilot project enterprises in Kalatura:continued several years
after the formal end of the project. Producerst groups in the LMF
 
small enterprises pilot project continue as strong and viable 
organizations; LMS has taken particular care 
to avoid allowing

entrepreneurs to become dependent on 
them. As with the other
subprojects mentioned here, marketing 
or marketing analysis seemed
 
to be the point where the PVOs feel the greatest difficulty

developing a strategy to help their participants.
 

There were several su.bprojects, however, where the evaluation
team felt a IO was not sufficiently attuned to the dependence beingcreated by the way a particular type of assistance was being given.
Thus it seems questionable whether economic activity being promoted

would be attractive in the long run. In Marga's experimental
village at Walgampaya, fertilizer was being sold to paddy farmers at
subsidized rates to increase yields and to persuade farmers of thebenefits of using it, furthermore, there was no phased withdrawal ofthe subsidy, making It doubtful that the project will have proved

the economic viability of using the levels of fertilizer that have
been encouraged. Likewise, the YMCA home gardens project seemed not
 
to have wrestled sufficiently with the possibility that the loans in
kind for establishing the home garden will be treated as grants,
considerably affecting income expectations and calculations. 

(2) Community-Level Organizations, Inmany subprojects PVOshave tried to assure the continuit y: o' their development work by .

using existing community-level organizations or by creating new 
ones. LMS enterprise agents are part of existing village samitis;Sarvodaya generally works only with existing shramadana societies. 
NBA's water-level committeesi and SCP's community development

councils, on the other hand, were created by the PVO under the 
subproject. 

­
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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 societies 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 spLtt of these extraordinary examples. and in spite of the 
nearly irlisputable 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 t difficulty in creating a
 
continuing organization and the factors involved in success or
 
failure. Two such important factors are noted 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 energies. 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 are 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 Sources of Assistance. Several of
 
the PVOs try to inT bene rf -s-with availaTle sources of 
assistance through their community organizations. The Meegoda 
subproject, Sarvodaya's Coastal Communities subproject and the LMS 
health subproject all involve informing people of and motivating
 
tlhem to use existing government health facilities. The LMS small 
enterprises project h:.s 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.
 

http:institut.on
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(4) Income Generation for Training Institutions. Several of the
subprojects involving vocational training are ryng to combine
ttheir training acti ties,with i '
producing act vities-thatkeep

thW i ii i s-t
ij-cui o -'fi-nanc ially solvent, This strategy is ' particularly notable and 
successful in the two 
cases where the IO
 
grantee is a larger training institution, Diyagala Boys Town and
Yahapath Endera Farm Center; 
in both cases large and well-managed

farms provide both training and )ncome, The strategy is 
also being
tried for smaller training components of several integrated
subprojects, 
 The Sarvodaya Home Gardens subproject set up a model

farm and training center in Galle District with four acres planted

in tea to meet recurrent costs; however, because of 
a drought the
 tea fields have not produced as planned. Carpentry training centers
in several subprojects (particularly Margals at Walgampaya and 
one
at Meegoda) are also being 
set up this way.
 

This approach also has 
a danger when such income generating
activities are 
to support a larger project. The focus on meeting

recurrent costs can 
bias a project against the major developmental

ojectives, such as appropriate training and extension. The white
coirfibre plant under construction for the ACBC vocational training
project at Mahawewa near Chilaw will 
support ACBC's education and
vocational training of handicapped youths and provide cottage
industry employment to recent graduates and 
area women.

Construction of 
this factory takes, up a large proportion of the
subproject budget (45% 
of the AID funds), but it is not clear how
training students in white coir processing fits in with ACBC's long
run aim of helping groups of handicapped graduates resettle and
 
start their own self-employment activities.
 

() Inclusion of both US and Lankan PVOs.
 

The project paper anticipated that 
the project would encourage

collaboration of 
US and Sri Lankan PVOs. This was expected to
assist in building the capacity of Sri Lankan PVOs to undertake

development projects as well as 
to help attract additional US funds

through greater US PVO involvement in Sri Lanka. 
 The record on this
 
is mixed,
 

Very successful collaboration between Sri Lankam 
and US
organizations has occurred the
In two small enterprise subproject

grants involving the Overseas Educational Fund of the League of
Women Voters 
(OEF). In both cases, the Women's Bureau and LMS, the

capacity was increased of the Lankan organization to manage such
projects.
 

Another collaboration was less successful. The Sri Lankan
Overseas Foundation (SLOP) is a US-based organization of overseas
Sri Lankans seeking 
to assist in the development of Sri Lanka. The
Indigahena project originally started as 
a collaboration between

SLOP and Sarvodaya, It gradually became clear that SLOP's
 
contribution consisted of 
little but acting as a conduit to
Sarvodaya for the funds., The grant 
was eventually transferred

directly to Sarvodaya, which has continued to manage 
the project.
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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 tile Mission regard this target as one which is important to 

achieve. Ilowever, it is likely that a total of five US PVOs will 
have received assistance at some time during tile life of the 
project. The original estimates of the potential US 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 tile activities of the respective PVOs indicates that very few
 
would have the inclination or capacity to mount projects directly in
 
tile couitry. 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). 



72 

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
 

' 	 Informal Selection Criteria
 
* 
 Range of PVOs Included
 

(3) 	Can Project Resources all be used?
 
(4) 	Options for Extension of the Project
 

1. An Overview of Pro ect Management
 

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

The initial contact 	 nevconcerning PVO co-financing grantsgenerally through inquiry to USA 	
is an the ) PVO Officer. lie explains
the grants, the co-financing :equiremenLs, and the subjects which
are eligiblV 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 USAID.
(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 USAID Project
the Committee and Mission
 
Director.
 

Once the grant is approved and the implementation of the
subproject begins, 
 the USAID PVO Officer is responsible formonitoring the progress of the project and 
seeing that periodic

reports and accounts ar, s;ubmitted. 

We will not examine in any fulther detail the monitoring of
the subprojects onice the grants are made. In many ways thisbeen exemplary. Diligent regular 
has 

and contacts are made with each
grantee. The lPVOs 
 respect Mr. Mahesan and 
iegard him as accessible
and helpful. They appreciate the prompt response to any type of
 
problem or inquiry.
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From AID's side 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 reiiinder is given or an inquiry is 
made. USAII) has been apprepriately flexible in permitting the 
renegotiation of line items in the budget or in extending the 
subproject PACD, if necessary. Both USAII) and the PVOs have 
benefi tted from the con' nuitY of Mr. Mlahesan's tenure in the PVO 
position over a period of several years. 

2. Project Selection Issues 

The,.e 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 Through the Co-Financing Project. These issues have 
arisen out of our discussions with members of the PVO Co-Financing 
Committee at IISAID 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 cur lent Mission CISS (CoUntry Development Strategy Statement). 
This seems to have made onlv a small difference in practice in the 
subproject proposals accepted or rejected on topical grounds. 
Several project idea-; related to the physically disabled which might 
ha',c ben accepted earlicr have been turned down at the concept 
, er stagt: ; however, if projects related to the physically disabled 

aliso fit other project objectives, they seem to be considered. All 
ki' empiaiase s of the present LMission strategy, including the sma 11 
(erterprise/private sector focus, were already incorporated in the 
original I'VO Co-Financing 'r.,ject objectives. So it does not appear 
that tho. foc is on the M1ission C)SS has produced any new types of 
proposals not previously rec: ived 

Th team has several ti mes heard comments from PVOs with 
subproject grants implying their awareness of occasional shifts in 
the tJSAID Mission priorities. The Mission has tried to keep then, 
informed about these priorities. The I'VO Officer explains them to 
PVOs making grant applicationls; annual open meetings with iVOs have 
also been held, the latest trying to encourage applications related 
to the small enterprise/private sector emphasis. 

Tii s may have also had an unintended consequence of 
contributing to a misimpression among some PVOs that a project focus 
which was favored earlier would no Innfger be ccnsidered. E.amples 
of suich incorrect impressions were that All) is no longer interested 
in funding health-related subprojectsj, or that it is no longer 
interested in projects with a WIl) (Women in Levelopment) focus. 
From allot her solrce We heard the belief ttlat donor.s; ini general (not 
just AIl)) are no lorig-er interest-d in inicome-fgenerating activities 
for womien, but now favor "'a,,ieness building" instead. The belief 
about I lie funding of healtl-relat ed sublroiects may be due to the 
fact that ,lissiom assistance to the government health sector is at a 
low. Or it may be because sev,.ril health-related PVO I)rojc:'ts were 
turned (town, though his actuaIlly done for project design(. was 
considerations which had no thirip to do with the sector. 
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(b) Informal Selection Criteria. 
 There appear to be a number
of informal criteria 'onsideredyt 
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 overtime and the rejection letters sent to applicants, it is clear that
informal criteria are 
often decisive in turning dowit proposals and
 
are cited in the rejection letter 
to the PVO. In most cases
rejection occurs at the concept paper stage, but in a cases itfewhas been after the final proposal has been through the GSL approvalprocess. In with of PVOtalking members the committee, one gets the
impression that these 
informal criteria are generally the focus ofcommittee deliberations. In discussions with the backstop ProjectOfficer and the PVO Officer, it appears 
that the subtle changes in
the application of the informal criteria are a problem for theProject Officer in advising the PVOs on the preparation and
submission of 
proposals; considerable time may be spent by both tilePVO and the PVO Officer dealing with a proposal which need not haveeven been prepared (oi- which might have been prepared differently)
had the criteria been clearly spelled out. 

Several such criteria have been mentioned by USAID ProjectCommittee members, webut sense that there may be others:
Generally, tile funding of vehicles is not considered. The proposalshould fit broadly into the current Mission program strategy asdefined in the CDSS 
(Country Development Strategy Statement); at the
early 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 where USAID staff are restricted fromtravelling because of 
the ethnic conflict.) 
 If there is any housing
assistance, is it given 
as 
a grant or a loan. (The broader ifsue
here is that a PVO project should 
not involve gross conflict

principles applied 

with
 
in other important Mission projects, such as


opposing building in lasting subsidies).
 

By far tile most important and contentious issue seems 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 seem agree
to that
sustainability at 
some level is important. We are not clear about
the extent to Which the committee usually distinguishes between theeconomic sustainability of activities pronoted by the IVO (e.g.,small enterprises or agriculture) and financial sustainability
the PVO subproject. Sustainability of economic 

of 
and institutionalcomponents of subprojects was discussed in tile previous chapter. Inthe following chapter, suggest.ons made on how thewill be issue canbe analyzed of whether the PVO subproject itself needs to become 

self-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-selection of proposals coming 
to USAID. If they are in writin~g for the committee's use, much less 
committee time will be wasted in deliberation. If they are in 
writing, the PVO Officer can more effectively and clearly advise 
PVOs preparing proposals. New informal criteria will arise from 
time to time as different types of project proposals are received; 
periodically, they could also he incorporated. 

Recommendation: The USAII) 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 these informal criteria to writing wiil 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 po3sible for the changes to be
 
deliberate and done with the full awareness of the changing
 
committee membership.
 

(c) Range of PVOs Funded: The range of PVOs whose
 
subprojects have been funded seem 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 
existigg 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 are 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 PrOs other than those 
previously dealt with seems somewhat vague and informal and allows 
too much latitude for the circulation of incorrect information about 
what USAII) is and is not willing to consider. Four PVOs who have 
not applied for or received co-financing grants were contacted by 
team members. Two of them were not 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
advertise the grants, there also has been no 
to
 

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 Pid 
the general requirenents and restrictions of 
the grants.
The gui~dlines for applying 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 foreign 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 remains to be committed of the Puthorized $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 a 
'e 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 PVO 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 grants for three year projects needed to 
be made by February 1986, several months ago. 

(b) 	 Grants for two year suhprojects 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 IJSAI) approval seems to be about 
six to nine months for larger projects. (See table in annex on time 
required for approval.) 

In summary, we are fast appracihing the last point (September

1986) where any subproject idea for a larger pr oject must be under
 
active diCcus si on in order to have any chalice of b2ing approved in
 
time (by February 1987) to allow sufficitent time to complete the
 
project before the PACI) (August 1989).
 

The pace of commi11itments (i.e., approvals of PVO subproject
grants) during the life of the project is eramined in a table 
entitled "'VO Subproject Corginitrrints". It shows that annual project 
commitments hovered fairly steaditlv around $500,000 per year for the 
first six years of the project. During the current and seventh 
project ,,ear, the comni tinents ,doubled to about $1,200,000, which has 
occurred primarily' ecau-e of the increase in the size of approved
projects, rathr ithi ),:ca;se of an increase in the number of 
projects which tio alprove . In order to be able to use all project
funds, roughly .- $_.3 mi Ilion would have to be committed by
February Iy387, leving a sr:mall percentage of project funds available 
for ,rpaI I or short-teri subprojCcts. This ipilie!.; that the total 
grants approved for the eighth _prict year must again near]y.du-Tle, wi th muost cTs-- i l ce i ttT T-i-g-(I --- the i---T- -f of the 
p)r oct ear. 

Will it be po,.sible to mak' most commitments at this pace over 
the next few months, thus avoiding any need to extend the PACID 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 seeins 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 P'VO Officer now has a list of 12 subproject ideas under 
discussion wi th 'VOs or for which concept papers have already been 
received. Most of these are relatively large projects (over
$100,000), and four of them are ovcr $300,000. Taken all together,
these subproject ideas total the full $2.6 mill ion which has not ye..
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 PALO 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 cont inue to be the case. 

-- Since several of the proiocls are unusually large, it seems 
questionable that all can ftt into Lwo-year project cycles, 
rather than three. (However, the IVO Officer has indicated 
that for a couple such projects, the projects are being 
planned as three year projects with the AID financial 
contribution in the first two years and the PVO financial 
contribution in the last). 

-- Our narlier discussions with a US P|VO incluoed on the list 
suggested the PVo was looking primarily to alternate sources 
to fund the project. 

Even as.suming th w'orst likely case, that only half of the 
remaining $2.6 Million can be committed by February 1087, is that 
really such 4 miajor probl m? 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 purpose 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 wera lost 
which (a) had been available for Sri Lankan PVOs, and (b) are needed 
and usable by Sri Lanka, 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 ntnber of subproject ideas under discussion, 
it would seem almost certain that all the grant funds could be 
comnitted by an extension of the PACD by one year, or possibly even 
less. However, a decision on sulch an extension would have to be 
made fairly early in order to allow the necessary minimum six month 
lead time for project identification, proposa l preparation and 
approval. 

Recommendation: We recommend that in October 1986 the Mission again 
assess the paCe of cooMitment, of subproject grants. If it 
then appears that more than $600(),000 will remain uncommitted 
by February 19HI7, an extension of one year should be sought 
with no inc:rea:se in fundi ng. 
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If it 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 consi dered to speed up the 
proposal considerat ion process over the next few months and 
encourage several alditional pupowsalS. These would include setting
several special all day working 5ivsions (preferably away from 
Colombo office locations), to considei a batch of concept papers and 
later project proposals by the relevant. GSL and/or ISAII) officials 
or committees. A workshop on project ploposal preparation for PVOs 
could also be held simultaneously With the official working sessions 
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? 
'e think the main reason is that when the project was extended, the 
projection of the amrnounit "f grants that would be made was overly
optimistic, Anothier reason i, that the project has no! funded so 
many g ralits other na,1 and tPVOs asto tional reg ional alticipated in 
the project pap, ; thin I ossi ily n part because the availability
of the co-f hancing grants 1S Hlt aS Well known among PVOs as USAIJI 
believes it to be. Finally lie PV( capacity to prepare proposals
anId designi pr()J'Oj,.tn in piobably n1ot as good as the capacity to 
implement p rtnJr-ctq; as Kr an we know, not Irlch help on impr,,ing 
this capacity is vijilaihl. 

for tA i on1. Op t ions Pro ipc N(o nitrt 

Given our ,spqsv.se .LtI itat the IVO Co-Fl nancing Project is 
meeting the project purpose and has had positive impacts in the 
areas on which it is focit ed, that the PVOs seeml to be an effective 
vehicle of working ,i ,-cI Iv with communities and particularly poor
and disadvantaged g roups, and1 that a system for the management of 
the project is in place and functioning fairly smoothly, the 
evaluation team recommn1 ds the foil owing: 

Recommendation: We recomlend that the USA Illand the GSL begin making

plans for the continuationo f co-financing of 'VO development 
projects after it is no IoligerV po.ssible to fund such 
activities out of the pic,enlt project, wiich could occur as 
early as February 198 7, but at the latest would occur by later 
1987.
 

There seem, to ibetwo ha iC opti-0 S LOlncvrling th iccntilation 
of a PVO Co-Fi nantivi p, i'r ject : 

-on (ould01 which 
woulud be ready to he used soon after al l autlhori zed funds 
have been c011111i tt ontt lhe pre sent proje ct. 

(1) A follow project t be designed, ideally 

(2) The present I'V) I> -Fi an.i :i project could be extended, 
say or ,anothier tiv years, raising the authorized level 
of the project. 

http:spqsv.se
http:pr()J'Oj,.tn
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Of 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 amendment of the 
project paper or project agreement, other than to revise lngths of 
time and authorized r inding levels. Thus there would be a 
substantial savings of manpower for IUSAII) 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 PACI) would be postponed for several years.
 

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

The increased authorization recommended above is fairly 
conservativy; it is based on an annual comm i tment of $900,000. This 
is considerably more than the usual commitment of the first six 
project years, but less than the commitments in the seventh year and 
well below what is expected in the eighth. he believe a higher 
level of fuiding of PVO subprojects would be possible, but think it 
is not prudent to extend at a level higher than proven by 
exrep r nce. 

Recommendation: If it is not possible to extend 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 as soon as it is nto longer possible to approve two year
 
subproject grants under the existing project. This will be
 
late in FY 1987 or the bginning of FY 1988. We suggest that
 
the project be for eight jears at a level of $5.0 million.
 

The suggested funding level also is based on projected annual
 
commitments of $900,000 for the first five years 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 t0"rm
 
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 year subprojects can no longer be funded through the present
 
PrO Co-Financing Project and in order to keep up the benefit 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 recommended, 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 is 
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.
 

1. Defining the Sustainability Questions
 

In the previous chapter, we recommended that USAID develop a
 
consensus and commit to writing the informal criteria usually

applied in reviewing 5ubpro'ect applications. The "sustainability

issue" was noted as a criterion for project approval which has been
 
the most difficult to apply consistently. This discussion is
 
intended to make suggestions for analyzing this issue.
 

The main issue usually raised by tie Committee is whether the
 
PVO project will Oe 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 vocational training 
institutions.
 

However, for many PVO rural development projects, there is 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 a subproject grant to make "micro-giants" to local 
community organization projects, a3 suggested elsewhere in this 
report. 

In such cases where the pioject cannot or need not become
self-financing, there 
are two further key questions which must bc
 
asked:
 

_Will-- the activity have produced useful results during the
 
life of the cubproject, even if it is not continued for lack
 
of funds?
 

--Would the enJing of the subproject activity after the PACD 
have any major detrimental effect on the PVO or the subproject 
benef ic iari es? 
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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 subpruject itself is not 
sustainible from the PVO's own fir ncial resources.
 

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

(1) 	Training which continues to be usel beyond the end of
 
the project;
 

(2) 	Institutions set up to contim e buyuond the project;
 
(3) 	Economic activities which will continue beyonid the life
 

of the project; and
 
(4) 	 Community assets which will continue to be used after
 

the PVO withdraws from the project area.
 

For many, if not most, PVO shbpriJects the PVO could not 
carry out the actiVity without donor fundirig, ev:n though the l'VO 
itself is well establi shed and is likely to be around for many 
years. 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, tVOs have no chance of recovering their project 
costs from the poor by somehow charging for their services. 
Furthermore, few donors aru willing to provide resou rces to make 
them financially independent, such as through contributions to an 
endowment fund o; providing income-producintg land or business 
assets. Such P'VO)5 havo few alternatives to depnding on volunteer 
efforts, public ':.nirihit ions, and donor contributions. 

To take a couple examples trom the subprojects, Sarvodya is 
into its development activitie.s for the long iun. It will certainly 
continue some type of contact aWiA work in tho villages around 
Dleniyaya after the Indigahena .ubproject grant is finished. lowever, 
without some type of donor contributions, it will probably not be 
able to sustain the frequency of contact with the village 
orga izat ions and certainly not the continued injection of funds for 
the various very small scale physical assets supported under the 
-,h;project 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. Sone value from the organizational experience during the 
project will contitnuv', and the small physical as;sets wt Il continue 
to be used. 

The two 2-year subprojects of the Lanka Mahila Samiti (LMIS) 
traininrg rnural health workers and mot vating r-urali women concerning 
farmily health and family planning were considered by the previous 
valuation Team (and this one) to he among the most successful 

subprojvets. They were very low cost, $ 22,4O! and $5,2 ,() 
respectively for t he t o Co-!Finnr inl,' ran ' . Though i,1:1 is more 
than 50 years old atd has member , all oVert tie ciottfit r , it-, 
financial resources are meager. It :could ., ,p rt such a programnn, pp 
from its membership dues. 1SAMI turned down its application for a 
thirI subproje :t grant to coitn inue the program as l.M woituld not he 
able to sustain the activity with its own :',..-rc's, so the formal 
activity has now stopped. 'This is the one s,'ucifit case wlher' the 
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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 which has been
women repeatedly referred to

in this report. LMS is slowly building up an organizational

capacity to carry out such a project. They are carrying a
out
development activity which USAII) 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 raise
can 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 project will continue after the end of
project. No donor will want fund such 

the
 
to a project indefinitely,


particularly if 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 to
them continue promoting enterprises in other localities
 

2. Building PVO Project Implementation Capacities
 

Though the evaluation team regards the overall project 
as
successful, we have the clear impression that 
the skirls and

efficiency of 
most PVOs can be considerably improved. Such
improvement would result the
in 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 notably.
 

A project desijn is a strategy to deal with a problem which
has been identif-e- or to achieve certain objectives. The variety
of subprojects we have examined (promoting micro-enterprises to
increase income, or promoting home 
gardens to improve nutrition or

reduce household 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.
 



S. . . . . .. 

A good project, an effective project, will depend in part on
 
whether that reality in the community is perceived accurately and
 
clearly stated. It will also depend on whether this situation can
 
be transformed by the project strategy adopted. Almost any problem
 

- :,a-PVO.-selects-to--address: w-illhave .been tackled previously-.bysome.,. 
other PVO, perhaps successfully, perhaps unsuccessfully. Yet the 
team's perception is that such experience is rarely taken into 
account in project design., 

For example, a home garden project may refer to the
 
contribution that garden produce can make to a family's well being,
 
but not to why many home gardening projects have failed in the
 
past. It is even less likely to diagnose the failures of tLe past
 
and show how the present proposal uses previous experience to try a
 
new approach.
 

PVOs (and government programs, too) have much experience on a
 
range of rural development topics: the durability of village-level
 
associations, credit and revolving funds, agency promotion of
 
development over a fixed period In a locality and the strategy of
 
withdrawal, and income generation for women, to name a few. The
 
demand to collate this experience into of body of knowledge shared
 
and used by PVOs has not occurred. PVOs have yet to establish
 
effective fora where these experiences are exchanged and through
 
which their activities can become more effective.
 

It is not surprising, then, that many subproject proposals are
 
not as good as they could be. There is often a mismatch between the
 
objectives of the project, the structure through which it is to be
 
implemented, and the context in which it is to operate.
 

Overall, one can reasonably assert that many of the
 
subprojects we examined could increase their consciousness of
 
management, and with it their skill of implementation. The
 
following areas could particularly be addressed: (1) identifying
 
the problem to be addressed, (2) designing the project and preparing
 
a project proposal; (3) project management, including the management
 
of grants; and (4) monitoring, evaluation, and reporting.
 

Recommendation: We recommend that USAID use the PVO Co-Financing
 
grants to take a more active role in building the capacities
 
of PVOs to design and implement development projects and
 
increase the level of interchange among PVOs about
 
development. Suggebted mechanisms for doing this are series
 
of workshops, seminars, and training sessions conducted by
 
PVOs, PVO umbrella organizations, or training institutions.
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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 PrOs 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, several of the
larger PVOs have established regular ongoing training programs

regularly used not only Ly other PVOs, but 
at times by government as
wel1. 

Though there are a number of 
PVO consortia or umbrella
 
organizations in Sri 
Lanka, none seem to have achieved quite

degree of prominence in the PVO community. And though several

this
 

larger PVOs have training programs staff and
for their own 

volunteers (Sarvodaya, Nation Puilder3, and LMS), there is only a
 
small amount of training for other PVOs.
 

We do not 
propose that USAII) directly organize such activities
 
itself or even that it try urge oneto 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 $10,000 couldthe range of to $20,000) 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 files 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 two 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. 

We 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
Rural Developoment Training 

the
 
and Research Institute, the Sri Lanka
 

Foundation Institute, or the Sri Lanka Institute of 
Development

Administration. In 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 ,ild benefit from institution building assistance is in the
 
area of 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,
 
the)y 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 UJSAID 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 grartee 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 team members read 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 drafting.
 
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.
 

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

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

The original project paper and even the project paper

amendment anticipated that there would be a considerably larger
number of grants, many smaller 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 6iven 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
suhproje: 4rant .ize 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
regional PVOs to manage development activities and funds. 

Recommendation: e suggest that IJSAID make a low key, but concerted 
effort to broaden the list of national and regional PrOs using
Co-Financing grants for development projects. 

he 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 sense of intimidation by the project
proposal process for organizations which hdve not previously applied
for such grants. The evaluation team acknowledges that this 
conclusion is based on somewhat scanty information which merits 
further investigation. Specifically, we have only had brief contact
 
with a small number of PVOs who have had no contact with the 
co-financing project, and we have not investigated funding for PVOs
 
from other international 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 project seeks 
to fund. It is also aimed to try to get some PVOs to expand their
orientation to include development, as well as welfare activities,
and to help screen out proposals which cannot seriously be 
cons ide red. 
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Recommepdation: We suggest that under the project extension or the
 
follow-on project, IJSAID produce a brochure simply describing
 
the co-financing grants. These could be given or sent in
 
response to iniLial inquiries and distributed through umbrella
 
organizations or other agencies dealing with PVOs. 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 a:,d approval 
process, and information on how to get detailed informatica. 
It should also indicate the willingness of AID to accept
applications in Sinhala or Tamil, rather Than 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 PrOs or PVUs with which they are not familiar. The committee
 
may feel 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 I'VO they do not know. On the other hand, 
they are unlikly to get to know much about that PVO if they do not 
at first handle at least a small grant. 

For lch 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 experience of the key operational
officers. For an organiz:ation which has not previously handled a 
substantial grant, it w,ould also be appropriate to test them and 
give initial grant management experience. This could be done by
considering only an initial small grant or by approving a project
aith two phases, with the second larger phase conti ngent on 
satisfactory performance (in terms of both accourts 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, :owe, porhap- mary, PVOs whi h could use the 
funds eft. ectively for the project purposes have not gotten access to 
them. There seems to be much potential energy which can be 
harnessed for small scale development projects through PVOs, If 
USAI1I and the GSL want to broaden the participation of PVOs beyond
those which have received co-financing grants so far, any action 
must start at the level of effectiveiess and conpetence the PVOs now 
have. Particularly many 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 
conpe tence. 
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4. Local Comanity-Based PVOs 

Thu project paper anticipated that As time went on, there

would be an increasing number o small subprojeCt granLt 
applications
fromEi sma I , commulllity-based non-gi'ovornlment organiZaitions, of which 
ri LanLka has many. This is a ,iat tr apart from ihe quest ion of 
0'! it a ll I '\ ) s.tor
nataio lid 

In facr, the pro)ject has nt ,'vl a wvcha ii.n: u toi ha ulieI
 
muchii sm;,all,:r Suh)projeCL grants t t tlh C'I.z i:. P '5. it wold iot
 
b: 'ven reumotel possible for AIV to give the ncedel intei Sity of
 
-aff ti me (by the PVO Officer b,b%the r' iJct Co:mu ittee for
 

p,)p ovi:i, anrd by the Contuoller'n o fiic ( t ia, t uld nec e tss
,a ary to
Aire Iv ianage su ch s:iall g at. 1 a n %i, . it could he done
 
would I' thrhroiigh some inter ted iary o)rga niza ti o whichc ass umned the

ries of receiving proposals, pr, ,emivi thlm, it oring thei ,
1 n:1 

preparing accoonL,ts, and reportimp.
 

Such ia program of very small to eanri,graint com.mu ty-base d PVLs)
was appareitly administered successfully h v the Chiildren's 
Secretari at of the M.inistrv of Plan Ii:iplmenLtat ion us irig a fund from
UNICEF. F'airlv simple, but strict and u iform standards were used
dlfinirig Lhi. t v;u. of projects which iid he iuided, the application
 
proc s,, and the accounts submitted. One L uld argue tLiat this is a 
part of whaL Sarvodaya is doing now under the laid igahena Project aridthe Coastal Comnunities Project, where funds are made available 
which must in soie way he matched by the inpu t11of a Shramadan.t
Society or other village organization for mall scale physical 
inf rast ruc tore. 

The main arguilmt s ft such ''rricro-gra''t s" are: 

-_ Though they would he ipoisibly expensive for AlI) to 
administer, when si;plified and administered by a local 
organization, they can J coSt-elffectiVe, because theyhe qqte 
rely local1y on pureIl viilirteer inpuits and substantial 
community input%. 
=- If such ,iiicro -gralt, ;,rov,,d workable, it woul.1 certainly
fit dirtctly into the Iri .jecr purpose, Lia Iti g opportonities
"for local i:ommunitips ta participate in the i r wni 
de lopmel t" 
-- The use of Silc ve':" V iria Il grallts he IripO ilitan nalt 

iinst ruien t for develo pIing thtie capac itv )[ 'of' ,tx
i ig commuinit y 
org,an i za t ions. 

ReCcomnenld ati o : We re comndlii Itiat SAII) LO)lS id'r fit ndirig ole or 
more I' , or IV um)relella or laniii no watloth a ito-fi nalci ng
subtproject grant to ,mliiii i tr A ;tlaI I exp riiiierital program
of 'ir ogri t"t t m l , oint iiia I l, nt has edl anizza 
conceli trated in1 g,og rliihi, artea , tii ii 

t , org tioln, 
asa% ) ilt three 

adjacent district%. ' ,i, n -grltt " uiht range ill size 
ro ighlyfromt $,500 to $S0)0. 4"',bpro)i ,,(t .Ira t , for soch ia 
prtg ram piroal bly shouldb,,hiiltt lit 'uiil ,i!or mi ll thtranchedl, uni t i li IVWO adi ti -',riar i iph % p itni d'uu 1 ro v'nl can 
dl So elf tc i voly. 
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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, :m., torng, and reporting to IISAID. 

5. Dealing with Imbrella Organizitions:
 

At least 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 out knowledge, there is no single, strong PVO 
umbrella organization which is the logical organization 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 UJSAID 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
 
oiganizations, which have varying degrees 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. (De.criptions of these 
organizations can be found in the booklet, "Development Consortia in 
Sri Lanka," by Vijitha Fernando and J. Henry de Met, 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 t, all of them, or, if the 
recommendation concerning a brochure on the co-financing grants is 
followed, by mention in the brochure. It could he faiily factual 
and low key, simply informing them that co-financing subproject 
grant applications can be considered for building PVO project 
implementation skills and for managing very small grants to local 
community-based I'VOE. There should be no persuasion to 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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6. Types of Projects which are More/Less Effective:
 

~The Scope--f',Work _iiked us t&o comment on- which -types of
 
subprojects are more or less effective as a guide to considering

future project applications or the focus of any follow-on project.
 

There are a number of subprojects which have struck team
 
members as particularly effective in accomplishing useful
 
objectives. This list would certainly have to include the LMS Small
 
Enterprises subproject, the OEF support to the Women's Bureau Small
 
Enterprises activity, and Diyagala Boys Town, It would also have to
 
include the two very different "integrated projects", Save the
 
Children at Meegoda and Sarvodaya's Indigahena subproject. And
 
though the project is too early in its implementation to be sure,
 
the Nation Builder's Nagadeepa Water Management subproject may have
 
the largest economic impact on an area of any of the projects.
 

In spite of these projects which were particularly effective
 
in some respect, there are no clear categories of projects which the
 
team viewed as more or less effective than others.
 

Particularly, the fact that the two women's small enterprise

subprojects seemed to be particularly successful does not
 
necessarily mean that other organizations with different
 
capabilities and strengths could replicate them. Or though the
 
water management project may have a substantial economic impact for
 
a relatively low cost, this is not the type of project which all
 
organizations could take on effectively.
 

In a follow-on Co-Financing Project, we would hope that
 
roughly the same range of objectives would be supported as in the
 
current project. In any case, to be effective, the projects must
 
originate with the PVOs taking into account their unique interests
 
and capabilities and what they think they can do effectively.

Whether the subproject objectives, the project design, the project

circumstances, and the PVO are suited to each other should be the
 
issue considered in subproject approval as much as whether the
 
general category of project is most effective.
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VII. CONCLUSIONS AND RECOMMENDATIONS
 

Achievement of Project Purpose and Objectives
 

Conc lusions:
 

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

*A 	 The project has had positive impacts related to each of the 
different project objectives, except one. No negative impact has
 
been identifie(d. The following Pare particularly noteworthy:
 

(a) Agricultural Production, The main impact on agriculture is
 
throun, agricultural training of young men and women,

subprojects and project compon,_n t s dealing with home gardens,

and a subproject to develop the water management of a poorly

functi oning large irrigation scheme.
 

(b) kLp)1ynjent and Raised Inicomes. Subprojects have created 
employment opportuni tie t r-ug-- promotion of small enterprises,
through training in carpen'try and other skills, and through 
direct tjiployment on a reforestation project. Among the most
 
interest ing projects are two deaiing with snal I enterprises of 
women. 

(c) Collaboration of PV()s with Local Communi ties. The 
col lalora tion of PVOs wi tl{ local communi ties is central to many
of the subprojects, and in some cases seems quite effective. In 
most cases tLhi s has been through local organizations tased on a 
model suggested by the PVO. 1his has been an effecti ;e way of 
working with communities, mobilizing local energies, determining
local priorities, and constructing small scale physical
infrastructure. 

(d) .uality of Life. Though only one subproject '.two grants)
focused primarily on health, a number of sr.)projects have had 
health education components or activities which f.vorably impact
on health and nutrition (latrine construction, water supply
improvement, home gardens, and i mproving iccess to government 
health services). 
(e) Part ic ipation of Disadvantaped ;oups. Mot subprojects 

are directly -rlving dgin, resource', to the poor or 
disadvantaged. 
 In several striking ca.;es, the participants are
 
extremely p)oor. Four sut)i)ro,*ects have addiresse(- problems of
 
specific dIisadvan taged groups, including the physically

handicapped and families displIaced during the 1983 riots. 
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(f) Participation of Women. The 
project has an extremely good
 
recor-
 among AID projects of effectively involving and

benefiting women. Eight projects specifically focused on women.

and eight 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 i:volvd 
women as participants in decisions about the local use of 
project resources. 

(g) Appropriate Technology. The project seemed to have a
negligibl-eeffect on theY jective of promoting local technical

innovations and appropriate technology. 

Recommendations:
 

1. 	T!, existing PVO Co-Financing Project should be continvd
 
through to its conclusion.
 

2. 	 The team recommends that USAII) and the 	 GSL begin makiag lan.s
for the continuation of Co-Financing of PVO development projects
after ic is no longer possible to fund such activities Gut of 
the present project. 

OpLtions for Project Continuation 

Conc lusi ons: 

Am 	 The two basic options for the long-term continuation of PVO 
Co- F i na nc i rig a re: 

(a) a follow-on PVO Co-Financing Project; or

(b) further extension of the present PVO Co-Financing Project. 

AR 	 The purpose and object iwves require little or no change from the 
present project. Though ainumber of suggestions are made for
the operat iol aild focul.s of the project, they require no change
in the basic design or objectives. 

AA 	 The proven sus t ainablp annual level of grant commitments can he 
considered to 1. about $900,000 per year fer planning purposes.
The 	 pace of gpant ( tommitmns around $500,000 per yeart% hovered 
for the first .ix year,, ol the project. During the seventh 
year, romrmitmlnts doubled to $1.2 million. Dur ing the eighth
project year -,ee below) comlitil ents are plrojected to be about 
$2.2 million. 

WA
With the pr ,,ur IACD, it will no longer be possible to approve 
two- year ,ubp'rui,,in aft th date of Februiary 1987, is 30that
monthi% befoi,, the 'ACKb. 'I Jas uiimes thiree montths for the PVC 
to gear tip ulblprojct iiplemnotation and allows leeway for a 
three m i t h siibproj .lA(.t I IDextens i on. 
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Recommendations:
 

3. 	If it can be dore 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. 

4. 	 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, aining to be ready to approve further grants 
at least by early FY 1988. This would invo;ve an overlap
between the two projects of about 18 months. We recommend that 
the project be for eight years at an authorized levcl of $5.0 
mi I Ii o n. 

5. 	 We recommend that the MI ,5ion determine as quickly as possible 
whether a further fiv, year extension to the existing project is 
possible. If it i0; possible, work on the extension should begin 
soon to avoid a period of uncertainty about 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 aiithorizattion by early FY 1988. 

IV I1 Proj c. t Fund s Be Spen t ? 

Co [c ls15i on s 

* 	 We consider February 1)87 as the critical date by whic h the bul k 
of grant commitments (roughly $2.2 million) must be made under 
the project. After that da'..e, it will no longer be possible to 
make two year subproject grants in the expectation that the 
subproject can be completed before the project PAC!). 

Mi st subprojects ate of two or three year duration. Extensions 
of three months. to )ne year have bee'n required for nearly half 
of the subprojects. Th ;!bove calculation of the critical date 
also assumes the PVO reqouirf, S t hre Months to gear up field 
operations after being notified of the grant approval. 

A* 	 The project is considerably behind 6here it should be in the 
commitment of subproject grants if all project fund; are to be 
committed in time to be used before the IPACI). As of 
June 30, 1986, $2,(03,049 remains to be committed of the 
authorized $6,483,000. Roughly $400,000 could remain after the 
critical (late for later commitineot to small or short-term 
sibprojects or for act ivities related to bui lding I'VO management 
and implementation capaluilitir,,,. If the -rojert I.; to Ito 
ceo '7l-e-tT,-fm-hstli-eted wi t hout a n ex-J;-d-[,l],t ens ion of ~ ;ai7K -_A) r-- i-e,I - Ti ­a-~i:7;;?d}p77I57 

____ T-FTT -1-C-(- --- ( -- IowaIId Tel, r-u -11 87 

Af 	 Though this would r.qu i re ,much higher rate of commitments than 
ha s beer done in the past, the r.:i s some poss i I i ty that the 
$2.2 million will be committed by February 1987, if everything 
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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.
 

* 8 y October 1986, the Mission should have a good reading on 
whether or not most of these commitments cin he made without 
ex ending the PACl) of the project. By October it wi1.
virtually impossible for a new suhproject 

be 
idea to go through the

whole approval process by February 1987. 

* If the rema liing $2.2 million cannot be committed by February
1987, there is little doubt that it would be fully committed ifthe project wer, extaidled for six month, to one year. iowever,
the extension would have to be approved as early as possible,
preferably by November 198b , to allow thefor inimum six months
lead time for planning and prOces ,ing subprojpL, proposals. 

A 	 W'e th ink the main rea, nn that the coiiiiiii t. i lcit have been behind 
schedule is 	 that, when te overall project was extended and the
funding increased, the project of
on the rate at which PVO
subprojects could be 
approved was iore than was justified by the 
pertformanice to that Lte. 

Recoiomendatio : 

6. We recommend in October 1986,that 	 the Mi,,sion again assess the 
pace of commitments of subproject grants. If it then appeacsthat more Lhan $600, 000 will remain uncommitted by February
1987, an extension of six months to 	 one year should be sought
with no increase in funding to perit the comm itrient of
remaining subproject grant funds after February 1987. Of course, if a prior decision is made for a five year extension ofthe project with increased funding, as recommended, this action 
will not be required. 

USA I Project Management 

Conclii on : 

RA Maiagement of the project by USAI1)/Colotnbo has been well 
organizel arid has benefited considerably by the continuity of
The Siri Lank-an [VVO Offic er who has managed the project for
several years. PVOs have commened repeat 'Lly on the
helpfulness of the lVO 1ficer, on the promipt replies tolnquirke s, and an iSAlli', willingn ns to coosider arn' needed
changes inrthe nub1)project or its budget. The tVO Officer
monitors subdrojects :losely and follows up immediately if thePVO i overduu ti ',bhi it t itLig plogrim reports, accounts, or
 
eva iuat i ons.
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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:
 

AA 	 All subprojects addressed several project or mission objectives 
indicating that selection and approval of subprojects has been 
well within the topical guidelines. 

A 	 There appear to be a number of informal unwritten criteria that 
are important in the deliberations on subproject grant approvals 
by the IJSAII) Project Committee. The fact that there is no clear 
consensus on some of these criteria prestnts several problems. 
First, they are not always applied in the same way from case to 
case as the .ommittee membership changes. Second, there have 
been a couple cases where PVOs have spent considerable time 
designing and getting GSL approval for projects which were 
ultimatly turned down on important criteria that the PVO did 
not know about. And, third, the PVO Officer is placed tn an 
awkward position in dealing with PVOs preparing proposals. 

Recent Mission policy has been that must 

the current Mission CDSS (Country Development Strategy
 
Statement). This has made only a small difftrence 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 earlier have been turned
 
down at 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 sector focus,
 
were already incorporated in the original PVO Co-Financing
 
Project objectives.
 

RA 	 subprojects also fit
 

* 	 The Mi ssion has tried to keep PVOs informed about the current 
CDSS fncus. The PVO Officer explains this to PVOs making grant 
Mpplications, and annual open meetings with PVOs have been held, 
the latest trying to encourage applications related to the small 
enterpri.se/private sector emphasis. This may have had anr 
unintended consequence of contributing to a misimpression among 
some PVOs that a project focus (particularly health) which was 
favored earlier would no longer be accepted. 

Rncommendat i or.: 

8. 	The USAI) 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 PVOs and to help
 
guide PVO Committee deliberations.
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Defining the Susta'nability Issue
 

Conclusion:
 

AR 	 The selection criteria which has been the most difficult to 
apply consistently is referred to in the Mission as

"sustainability". Committee 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 each subproject to become

'self-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.) 

Recommend at ion :
 

9. 	 Regarding ".ustainability" in the consideration of co-financing
 
subproject grants, we recommend:
 

(a) 	that for PVOs whose main activity is a training institution
 
or other service which is intended to continue indefinitely, a
 
realistic plar, 
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 self-reliant community 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 generate sufficient incomc from the
 
beneficiaries to support 
the 	PVO to insist that the subproject
 
itself become self-supporting may even divert. energies away from
 
achieving the suibproject purposes. (The co-financing principle
 
should still strictly be applied that the PVO must generate

25-50% of non-SAII) contributions for the subproject from its
 
own 	resources, the comnmunit, , or other donors.) 

Building PVO rectIpement.ation Capacities
 

Conclusions:
 

A 	 There are several areas related to the management of development 
projects and grant,) which arc a problem for some PVOs and which 
can be addressed. "They include (a) basic project design,
particularly d,signiing project strategies which flow directly 
from well defined objectives; (b) project proposal preparation;
 
(c) reporting, including both reporting to donors and
 
identifyingq key project data which can be routinely collected
 
during project imTiplementation to monitor the progress of 
projects; (d) accounting; and (e) evaluation. These are
 
particular ly important issues in dealing successfully with 
donors, such a, IJSAII). 
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AA 	 In spite of the team's positive impressions about the
 
subprojects visited, there were several instances where a PVO
 
had-not -addressed faIrly :basic Assues faced -by-a-project. These.
-..

included, for example, helping participants plan for the
 
imminent ending of PVO activity, and attempting to eliminate
 
dependence of economic enterprises on the PVO.
 

, 	 There seems to be very little discussion among PVOs about
 

project design and implemmntation issues shared by many of them.
 

A* 	Considerable effort went into organizing a major evaluation
 
workshop for PVOs which took place in early 1986, as part of an
 
effort (recommended in the previous mid-project evaluation) to
 
help build the evaluation capabilities of PVOs. A PVO manual on
 
evaluation is also being developed as a result. Participants
 
seemed to view the workshop as useful, but it is too early to
 
evidence any impact on subproject evaluations or reports. The
 
team's impression is that a much more sustained effort will be
 
required to improve PVO evaluations and make them useful
 
management tools for the PVOs.
 

* 	There are several PVO umbrella organizations which might have
 
the capacity to take on some capacity-building activities for
 
their PVO constituencies, such as conducting training on rural
 
development issues and promoting discussions among PVOs on
 
common problems related to project design, and implementation,
 
and grant management, To the best of our knowledge, there is
 
no strong PVO umbrella organization which is the single logical
 
organization to conduct these activities for all PVOs.
 

Recommendations:
 

10. 	We recommend that USAID use the PVO Co-Financing grants to take
 
a more active role in building the capacities of Sri Lankan PVOs
 
to implement development projects and incr, se the level of
 
interchange among PVOs about development. Suggested mechanisms
 
for doing.this are series of workshops, seminars, and training
 
sessions conducted by PVOs, PVO umbrella organizations, or
 
training institutions. Such activities should not be restricted
 
to 	chose PVOs applying for or receiving USAID grants.
 

11. 	We recommend that the project be used to help PVOs develop their
 
project design and proposal preparation skills using two
 
methods: sponsoring workshops on project design and proposal
 
preparation several times a year; and offering the technical
 
assistance of a local consultant to help PVOs interested in
 
having such help to think through their project design and
 
prepare the project proposal.
 

12. 	We recommend that USAID continue to support activities to
 
improve the use of evaluation by PVOs to improve their
 
management effectiveness.
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Subproject Reporting
 

Conclusions:
 

A* 	 After 
the previous project evaluation, a new format

subproject reporting developed. A shift was 

for
 
was 	 made to
requiring quarterly instead 
of six-monthly reports. Though some
of the reporting 
seems fairly mechanical, PVOs 3eemto


appreciate having a prescribed format.
 

S'rhe 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.
 

M.any PVOs have had trouble setting up an accounting system 
that
wil! satisfy USAID's 
reporting requirements. 
 The PVO Officer

and a staff member of the USAID Controller's office have visited
,iany PVOs to help establish 
adequate financial reporting. The
Controller's office is 
satisfied that substantial improvement

h;s occurred over time.
 

kecory:;wf-nd.iAtjons:
 

13. 	T'h , use of the direct and indirect beneficiaries categories 
on
th 	 quarte rly report format 
needs to be clarified 
for 	PVOs. It
i,.particularly important to give examples of how beneficiaries 
a, 	 ,.o I)- cumulated when some are involved in multiple

s1)1 ,'oject activities.
 

14. 	We suggest that USAII) formalize the process of having someonefrom the USAI!) Controllei's Offite visit any new subproject
grantee to explain the 	 accounting requirements and help them gettheir accounting system set up 
before the project gets underway.
 

Raneof PVOs Funded 

Conclusions: 

AA 	 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 29subproject grants which have been givwtn 
have gone to 15 PVOs
including ,1American PVOs. 65% of the grants and 92% of thegrant fund, have been for co-financing grants exceeding
$30,000. Average subproject grant size is about $130,000. 

hA 	 A. we interpret the-se statistics, most project funds have gone
to a fairly small number of PVOs whic(h have developed the
capacity to manage,, relatively 
 larger PVO projects and -elativelylarge amounts of fuds. Wfe believe the project haz not reachedits potential for 	 iuprovi fig the capacity more broadly amongnational and regional PVOs to manage development activities and 
funds.
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A* 	 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 information 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 proctess 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 build the capacities of Sri Lankan PVOs.
 
Four subprojects 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.
 

A* 	 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 
subprojact proposals. One of the US PVOs carried out several 
subprojects successfully, but often had difficulty meeting the 
minimum non-AID contribution requirements. 

Recommendat ions:
 

15. 	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 development proJects.
 

16. 	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 PVOs. 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 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:
 

AA The project paper anticipated an increasing number of
applications for small grants directly from local,

community-based non-government organizations, of Sriwhich Lankahas many. However, 
no grants to such organizations have been
given, unless Sukitha Welfar,- Society is include,!. 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 PVO oi PVO
 
umbrella organization.
 

Recommendat ion : 

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 bafed PVOs concentrated in a
geographic area, such as 
two r three adjacent districts. For
the micro-grants, simplified procedures for 
application,

reporting, and accounting would .- most
be equired, and
transactions would probably not in English.
occur 
 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 IUSAID. "Micro-grants" might range in sizeroughly from $500 to $5000. Subproject grants for such a 
program should probably not exceed $5O,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 effective than others. 
 Whether the subproject

objectives, 
the project design, and the strengths and weaknesses

of the PVO suited
are to each other seem to be key factors in
project effectiveness more than the identification of parti,:ular

project types.
 

Environmental Impact
 

Conclusion.
 

A No instances of detrimental effects on the physical environment
 
from project activity were observed, and at least one project is

making a positive environmental 
impact through reforestation.
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SUBPROJECT REPORTS: 


PVO 


1. 	Diyagala Boys Town, Ragama 

2. 	The Overseas Education Fund of 

the League of Women "oters 

(OEF/LWV) and Women's Bureau 

of Sri Lanka.
 

3. 	 Yahapath Endera Farming Center 
Talgashena, Hanwella 

4. 	 Lanka Mahila Sainiti 

5. 	 Sri Lanka Overseas Foundation 
(SLOF) with Lanka Jathika 
Sarvodaya Shramadana 5iangamaya 
as the implementing, apent. 

6. 	 US Save the Childr,-n 

Federation (SCF) 


7. 	 Marga Institute 

8. 	 Sukhitha Welfare Society 

9. 	 Lanka Jatika Sarvodaya 
Shramadana Sangamaya 

10. 	 Lanka Maohila Samiti (Sri Lanka 
Wone-i' S Group) 

11. 	 Lanka Ja,tika 'jaSrvod aya 
Shramadana Sangamaya 

12. 	 Nation l iiLd rs Association 
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Development Program 
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Workshop for disabled women at 
Itorana. 

Home Gard-ening for better 
Nutrition in the Galle 
District. 

Prog ram for Small Enterprise 
Development. 

Ievelopment of Children's 
Services in 40 Coastal 
Commun i t i e s. 

Conservation and Forestry 
Project, Mini P Riplht Bank 
Transbasin Canal 
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13. 	All Ceylon Buddhist Congress Vocatio-zl Training Program for
 
Disadvantaged Young People.
 

14. 	Lanka Mahila Samiti Nursery School Teacher Training
 
Program.
 

15. Y.A'.C.A 	 Home Gardening.
 

16. FRIDSRO 	 Community Development Program.
 

17. 	The Nation Builders Water Management Pilot Project
 
Association (NBA) at Nagadipa, Mahawewa
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PVO: 	 Diyagala Boys Town, Ragama
 

Project: 	 Training in agriculture, livestock breeding

and care. Training in technical skills
 

Agreement No: 	 001
 

Funding: 	 USAID $350,667
 
Counterpart $169 470
 
Total -200,137
 

Date Started: 	 November 27, 1979
 

PACD: 	 September 30, 1983
 

Project Description: Provides for expanding, improving and
 
operating ttie 
tiree-year training 	program in agriculture and
 
livestock breeding and The number of
care. 	 resident trainees
 
were to b. increased from 360 to 1000 and 
seminar participants

frori 400 o 7:0. The training was originally tc have been
 
pro,'id d at ,oven centers but later the project was 	amended to

conlentrate tLraining 
at three centers and to maintain the other 
four cente rs as Satellite . to one or the other of the three
 
main ce:ntars. 

Facilities A Type of Iraini n&:
 

(1) Facilities.
 
Ragama 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 Fliya : Livestock farm, and residential facilities
 
Center for about 100 youths
 

(2) Ty'pe of Training: 

Total period of 	4 years - Year I at Ragama : Training in 
agriculture and technical skills.
 
Year 2 - 6 months at Pallama : Training in paddy and fruit
 
cult 1vat ion.
 
Year 3 at Ragama : Special training in an a rea selected
 
by the youth, e.g., Technical skill, (carpentry, welding,
 
masonry, etc.), agricril trile (cult ivat ion, animal husbandry)

Year 4 at Ragarma : Specialized, on the job, production

training (produce for narketing).
 
Planned int ake: 100 youths per year.
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A. 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 undei-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 enabled them to save sonic money and 
have some cash resource at the completion of training. At 
graduation, youths have rece i ved amounts varying from 
Rs.2000 - 9000, after deducting for food, lodging, medical 
care, etc. 

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

The 'shop" managed b), the project to sell its produce 

provides a service to the area. 

Shortcomi s : 

The youthis who take the spec ial i zel agriculture program do 
not get job opportuni tiei like tho-;e who do the technical 
prog ram. 

At early stages of their tw ining, some yourhs receive very 
little or nothi rig as their monthly allowance after 
deduc t ions. 

The fai'm does not provide an effecti ve extension service in 
agriculture and livestock farmiing to thl'villages around it. 

Although it was envisaged to ,.xpand the intake of youth 
from 360 to iOO( ii, the project propo!.al , this has not b'een 
real i7ed. 

B. Conclusion: 

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

C. Recommen(lat ions 

It may be useful to in. rease the annual intake of trainees. 

The farm shou Id cons ider expanding its ex tens ion services 
to other area , , e spec ial I y the provi ., ion of good quality 
planting mater maI aI I livestock breedi rig. 

http:propo!.al
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PVO: 	 The Overseas Education Fund of the
 
League of Women Voters (OEF/LWV) and
 
Women's Bureau of Sri Lanka.
 

Project: 	 Extension services for Rural Women in
 

Family Iealth ind Income Ge-nerat ion 

Agreement No: 	 003 

Project Manager: 	 Ms. Dian Svendsen 

Funding 	 USAID $ 200,000 
OEF $ 2,899 
GSL $ 119,602
 
Total $ 522 501
 

Location: 	 24 Districts in Sri Lanka
 

Project Description: 	 The project objectives were to: 
a. two one-month traiining courses; train ninety-six
selected Government I)eveIopmrent Offficers (D)Os) of the Ministry
of Plan Implementation currently assigned to 24 Districts to 
e nable them to work: with Village women in identifying 
needs/probl, ,i, and plaonirngi improvement programs. 

b. Develop ald schleduile seven months of i ield work for 
these DO'i to pI ll, i fllpi ;7it nl. Ind ,val Ilate health i mprovement
projects and incoi;e. earning skills with women in 188 Villages 
(3 V ii I ;es or e.ich I )O). 

DevelopI a o ronth it.ensive informal education 
prograin in whicii .wo DOs and 20 Village women leaders will work 
with ,an additional ! 00 Rura l women to increase their 
par t icipation in pet-sonal and commullnity development. 

I. Pirpare 'ind translate two handbuoks covIring actual 
t.ra ining and field work 	 experience to be used by trainers andIl0Os. 

Date Started: 	 August 12, 1980 

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

Enterprises Continuing After Three Years
 

Type of Project 


Poultry Farming 


Dairy Farming 


Goat Raising 


Coir Industry 


Pottery 


Horticulture (cut-flower) 


Home Gardening 

Sewing 


Tea Nursery 

Tea Collecting Center 

Lace Making 

Bee Keeping 

Coir Mattress Making 

Total No. of Projects Started 

No. of Projects Dropped out 

No. of E. i ting Projects 

Matara 


05 


30 


04 


243 


34 


13 


59 

44 


01 

11 


08 


-

535 


67 

468 


District
 

Kalutara
 

31
 

19
 

-

= 

-

iC
 

30 

40
 

-

=
 

11 

is 

01 

200 

43 

157
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Progress to Date: - Has completed training of 96 DOs attached 
to the Women's Bureau, and 96 AGAs. 

- Has produced the training manual "Training 
Activities for Group Building, Health and 
Income Generation - Navamaga".
Has trained..-3OOO.rura!lwomen-as-planned.
 

A. Impact-

Strengths : The training given to 96 DOs and AGAs has created
 
a network of Officers trained to assist women in development

activities. This has created an awareness among government

officers about the necessity of helping rural women, which in
 
turn has resulted in more effective delivery of government

services to rural poor women. "Trained DOs have a better and
 
more effective approach when communicating and working with
 
people", asserts the Director of Women's Bureau.
 

Out of the 200 income generation project. started in Kalutara
 
District, (as a pilot project) 157 projects were functioning

at the end of the year 1983. There are 38 projects being run
 
successfully as of 1986.
 

Training of rural women in income generation, family health
 
and nutrition, etc. has improved the knowledge and 
awareness
 
of rural women. Women in some areas have been selected to
 
receive financial assistance for income generation activities
 
-from other agencies because of their training under this
 
project. In Matara District, 535 women received financial
 
assistance for various types of income generating projects

from the Swedish International DevelopmentrAgency (SIDA).

468 of these projects are in operation now.
 

These rural women who come for training classes have also
 
gained knowledge about the functioning of Government
 
machinery. This has helped them to develop better access to
 
high government officials.
 

Some of the women who received training were selected to visit 
India in the Rural Women Leaders Exchange program funded 
through a separate grant. Most of the women have taken part
in various District functions . This has helped to develop the
level of participation and the competence of the women.
 

The quality of life of the women who are running successful
 
income generating projects, has improved (e.g., Matara Coir
 
project and Panadura Sewing project). They have bought

household equipment, jewelry, etc. with their earnings.
 

In some places the women selected for the projects had the
 
advantage of background knowledge and experience before they

entered training. (Por instance coir work in Pathegama Village

in Matara District is a traditional cottage industry, At
 
Panadura the sewing woman contacted had been trained earlier
 
in sewing). Therefore they run their projects quite

successfully.
 

Extremely good follow-up work has been done by Government
 
Officials whose activities and resources continue even after
 
the funding terminated.
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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 aad assisted in income 
gene-rating projects, there seems to be no 
institut ioial/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 in;tial capital or part of it has 
been provi ted for the income generating projects, there is 
no system available to obtain assistance for working 
capital. Some women who have obtaii-ied bank loans now find 
it difficult to pay back the loans (e.g Panadura Dairy 
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. 

It 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. 

B. 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 generati on to awareness creation among 
women part] y in response to what they see as donor funding 
priorities,. his nay cause a change in the duties of 
trained DOs. The training already given and the training 
manual may not be as relvant to the new activities. 

C. por t i , -vi uma tion: 

Comprelensivye reports and records are maintained in the 
Disitrict Nachcheris about the project. Several evaluations
 
have aiready been done.
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D. 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 continued,

they would enhance the capabilities of Sri Lankan rural
 
women further.
 

E. Recommendations:
 

The training manual is excellent and should be made use of 
to train more DOs and rural women. sinl'sla an( 'amil copies
sdou],i Lo ad, 3v,Si abl( to T'V(!; doin ! si0i1ar activity. 

An institutional/organizational arrangement may be
 
introduced for the women who have received training and are

starting enterprises. A revolving 
fund also may be coupled

with this.
 

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

Project: 	 Training of Women in Agriculture and
 
Animal Husbandry
 

Agreement No: 	 005
 

Project Manager: 	 Sister May Christina (Superior)
 

Funding: 	 USAID $ 29,763
 
PVO $ 8,237
 
Others $ 3,000 
Total , 4 ,0 -O 

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, ly providing urgently needed equipment 
and establishirng a model farm. 

FacIIi ties available 	anl 'I'p of Training: 

1) Facilities: 180 acre, of land (100 acres under coconut; 40 
aIcres llndr ruibber; pasture and cash crops such as coffee, 
pepper, etc., cultivated as interrmediate crops). Large 
buildings for potJltry, pig-keeping and dairy activities. 
Residential facilitis for about 60 women. 

(2) Type of Trainina: Total period of training is 18 months. 

- 6 r ionths training in Agricul ture
 
- 6 months training in Pig-keeping
 
- 6 months training in Pouiltry-rai sing
 

Intake is about 35 women in each 1-atch. 

A. Proress to )ate: 

The USA11), prant wo, ned for the fol lowing items: 

(a) Const :c t Io. of ti. hio-gas plants. 
(b) Purcha';e of a fon' ,heel tractor witb trailer.
 
c ) Purchase of an Ifctric penerator (40 kw).
 
(d) Pr i it ing )f t ra i i i nig aids. 

One biO-ga's pllnt I-, III operat ioll ga,, i-sbeing used for 
cookinrg meal' of ns idnlit trainees i'be foul-wheel tractor 
and electric gene iat or are also i r ,peration. 
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B. Impact:
 

Strengths: This project has supported a well maintained
 
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). 

Shortcomin s: Although it was mentioned in the project

proposal thmat be given
training also would in batik-making,

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

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-employm,-nt projects, this is not being 
done.
 

The Farm does not provide extension services to the
 

villages around the farm. 

C. Issues:
 

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

D. Conclusion: 

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

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 I Phase II Total 

USAID 
LMS 

22,500 
$16,000 

$56,250 
$25,000 

$ 78,250 
$41,000 

Total $38,500 _ _ 

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 I Phase II
 

Date Started:
 
May 1982 May 1983
 

PACD: April 1983 April 1984
 

A. Background and Objectives of 
the Project: 

Health has always been an important component in the
 
activit.-es 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 ie Government. A district

'adrinistration' working closely with autonomous
 
village-level samitis (societies) has been its framework of
 
operation.
 

In 1980, the I,MS 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 Bureau of the Ministry of Health 
conducted the training which lasted three weeks for each of

Lhe 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 Diseases,
Immunization and l)ental care. 
 This project was an attempt

to use the training so acquired for the benefit of the
 
regions from which the Health Workers were drLwn.
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Phase I 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, each household. This was to
 
be followed by regular visits during which families would
 
be given information on better 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 societies,
 
they were expected to work for a period as health
 
volunteers.
 

B. Evaluation, Reporting I,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 households had shown improvement in 
their health practicjs. After a further year the figure 
had risen to 50%. 

An independent evaluation was done at the end of the
 
project. It concluded that health workers of the LMS had
 
had a decisi ve influence in the following areas.
 

(1) Construction of latrines.
 
(2) Level of contraceptive use.
 
(3) Attendance at pre-natal and post-natal Clinics.
 
(4) Level of imlimunization. 

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

In discussion with LMS officialIs, we pointed out that a 
previous assessment had given this projuct a high rating 
for goal management but that the same level had not been 
said of their reporting. W'e were reminded that functions 
such as reporting were handled by people who had little 
experience of these tasks, and who were essentially
 
volunt eers.
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C. impact: 

The evaluation referred 
to above is quite explicit about
 
the achievements of this project and we have no reason to
challenge its conclusions. It is clear that the project
has benefited greatly from the organization of the IMS at
the levels of response, disciplirne, supervision and 
so on.
 
At the same time the project has led to heightened activity

in some village level societies as well as to the creation
 
of new societies.
 

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

low many Health Workers continue to work as volunteers 
years after the project ended? Some do and some don't. 

two 

Clear figures were not given though estimates based on
district perceptions appeared to indicate that the majority 
were active.
 

The Primary Hlealt h Care strateg ies recently ini t iated by
the Government have been such that volunteer, have a
distinct role to play in health care at the village level.
It seems reasonable to suppose that the Health Workers of
this project are playing such a role in their respective 
areas.
 



67 

PVO: 	 Sri Lanka Overseas Foundation (SLOF) with 
lanka Jathika Sarvodaya Shramadana 
Sangamaya as the implementing agent. 
Project taken over by Sarvodaya in
 
October 1931
 

Project: 	 Indigahena Village Development Project
 

Agreement No: 	 008/024
 

Project Coordinator: 'i. K.. Chandrasekera (current) 

Funding: 	 USAID $ 87,065 
Sarvodaya $ 22,873 
SLOF $ 1SAO00 

Total -1 ,24j) 

Selected villages around Deniyaya in the
Locction: 
Matara Dist ict. 

Proect Description: The purpose of this project is 

the 'in ra-structure' of 10 villages (later reduced 
to improve 
to 9). 

Volunteer labor is seen as the principal instrument through 

which this is to be achieved. 

Date Started: March 2q, 1982
 
PAC'D: March 8, 1985 (extended first to March 28,
 

1986 and then to September 30, 1986) 

A. backgroand and Objectives of the Project: 

This project began thrjugh meetings which took place In the 

USA between Sarvodaya and the SLOF. The latter felt it 

would like to assist 	Sri Lanka in the area of village 
development and Sarvodaya 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 self-sustaining 
status was reached and so on. The SLOF may have had its 

own percept: ns about how these problems should be 

addre:,sed but its circumstances - particularly its 
scattered membership - left it no option but to leave it to 
Sarvodaya to formulate a detailed work plan. 

Such a plan was eventually developed and included the 
following elements.
 

(1) Conservation of 	 the environm:nt. 
(2) Developing water supply systems.
 
(3) Increasing the food supply through the twin strategy 
of promoting home gardens, and developing pre-schools, both 
as centers of production and as centers of instruction and 
ass i Stance. 
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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) luiiu. roads.
 
(7) Setting up pre-schools, adult education programs and 
libaries in every village.
(8) Establishing a tea nursery.

(9) Promot g conmuni ty shops. 

Recreation and conservation of energy were the other
 
activitiCs covered by the plan.
 

In addition to these ara; of a:ctivity, the project also
 
included a program of traaii; which had three components.

Twenty youths (2 from each village) were to be given a
 
training of two weeks in cormmunity leadership. 20 girls,

again 2 from each village, wore to be trained in pre-school

management. And a vocational training program sought 
to
 
give training in carpentry to 50 youths, in masonry t(

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 'he SLOF i; to be responsible for "technical 
a,sistance facilities, service,: and operating costs". The
IJSAID contribution was to look after construction and 
agricultural inputs.
 

B. Pro.ress thus far:
 

The project ran into trouble early 
on. In the words of the
 
previous evaluation, "a weakness 
is the lack of experience

in managing such projects by the grantee...". lowever, at
 
the end of the first year these problems appeared to have
 
been resolved Md &h, project was On course. 

Unfortunately, this ", not for long. 
 A report submitted
 
to AID in September 1983 records the statement of the 
Project Officer 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 Sarvodaya indicated that tie project was at a
 
standstill and this is confirmed by the correspondence

between the expatriate Project Of Ficer at Indigahena and
 
the Executivp Vice Pr esident of SLOF. 

SLOF, on the other halP , 'xplained the situation very

differently. It was, a.cording to timn, never 
intended 
that the $15,000 which wan theii conmitment 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
 



"It had been proposed that ... a Pediatrician, a rural 
Engineer, an Environmentalist, for instance, could 
contribute to the project. However, 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 imp)lementation of the project. 
Eventually, in August 1984, the agreement with SLOF was 
terminated by AID and a new one was drawn up with Sarvodaya 
for the continuation of the prject. 

Despite tnese problems, the prog ram of work was pursued 
without too much curt.ailment. Shramadamas were organized 
in all villages for road construct ion. Pre-schools were 
established in all villages but one. The house
 
construction targets were exceeded ind we :ere told that 
this would have been so for latrins as Mvll if more mioney 
had been available. Water supply schemes of one type or 
the other were developed in most villages. 

The many types of training oftered appear to have been 
popular, particularly those which gave access to gainful
 
employpnt. The Clinic for mothers and children seems to 
have performed a useful service. The community Shops,

however, niever got off the ground, largely, it was said, 
because of a misunderstanding. The cost of equipiment was 
to be regarded as a oan "whire asotie we va nomin ree s 
initially under the m, , ssion that it was a grant. 

A feature of inter.;t is that housing loans are linked to a
 
revolving fund. Repayment has, apparertly been high, in 
some instances as much aN 100%. 

An important factor which has influenied the success of
 
some of the activities in tiils, project is the dedication of 
the staff at Sarvodaya's Center ii the ara. Ir,some
 
villages their efforts have been helped alonrg by o lively 
shramadaria soc iety hut not by any rean , i n al . 

C. _lrlact.: 

The pfrogram of work foliowed thr,,urgh in thi , project has 
clearly benefited the tLrget village% in ,ev'ral ways. At 
times tie benefit has been do"rived V):anrse it has been 
possible to organiz:e andi direct comoinl i effort towards a 
public purpose ( s c:h as road building). At. i)ti r times the 
resources available to ;he pro j ect hive enatr l it to 
provide o10 t ind ividuai s to improve thliMiril)porttinitie. or 
asseto or their skills This latter set of activities, 
cannot be expected succ c ely berause re o:iurces areto mer 

avai ibl e. Such re sources have al so to be oran zed and 
the i iso has to be diri: tel; this service arvodaya has 
supp! I d 
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Since the majority of activities fall into the second 
category, some issues will inevitably be raised. In 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 organizations 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 
interest 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 Sri 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. 
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PVO: 	 US Save the Children Fed'ration (SC:) 

Project: 	 A Community Based Integrated bteit-urban 
Development Program i n leegoda on the 
eastern boundlal ry of C.olom bo1) i ,U Irct. 

..\greement No: 009 
Project Manager: Dr.(Ms.) .imal Kannangara 

funding: 	 USAI : $ I1 5 , 0441 
GSL : $ 54,50) 
SC $ 133,000 
Communi ty : $ S9 000 
Total :t04.l 

Location: 	 Selected villag .; in the Meegoda area. 

ProjecL ILescription: ThO purpose of thiis project is to use
 
SCF's community--ased integrated debeloprment approrich to
 
dtevolop a cluster of villages with special empha sis on health,
 
i trit on aiid I tiC 0frAf generation.
 

Date VS rt,.d: May it, t 1"I2
 
PAK May 18. 19 H ,.xt..rded to Novcmbet 30,1985)
 

ro t, Ad 	 L1LoecA. 1i i .il () b i C t iv ', t ti . 

.Sll. l',pii work in Yri lank.a iri l97) with a shanty 
dev lupmxie t pro)ect. 1 bo. Wi thin colmfunity basedIv Cl.om its 
,apriach, the sVeCr t goals of its Sri Lanka program were 
to briig aiot imp,,vmerit in the following areas, in 
c(01 l itiO e1 wh i had igh p :,ta 0 inucomel t a rrfitun e I ow 
fari lies: a.ces to cervices provided by the government, 

oppo nuttips,eduic at1ion l nit employment and Iicome , health, 
env roillro and collui ' ' inst ittit In pinrsuirg thiseit , ions. 
goal, its intention wWa, i .lemonst rat, Ihe PtFectiveness of 
a ' fiLt ionitl' appiroarh ini i l-o t he pos. Ibilt they of 

niatiotiW1 de rel p n t ,
ic t Qol hi approach. 

The Meeg ola t , 1i a i Oil iuat ion of tlhis 
broad sttfate p,' anid wi4 iniitended to cover the following 

pruj i wi 	 cont 

ares: 

1) Agricultur, I and l vestock deve1opment with special 
emphasi5 on home gardens. 

2) FHealth, incltlluring the traiini rg of health auxiliaries. 
3) Publ ic amenli tip, ,,c:h ia, pl aygrounds ,td roads. 

(4) Construction of 	 iatLrities and wells. 
(5) 	 Eistali shiig a Coflm finit) Cet er.
 

6) I fir Genterat iOn.
Olre 

Initially the p1ojeCt was to operate in 6 villages. They 
were rega rded a,%'i -burhati' because the expansion of 
grc ater Colombo was likely to reach the region in which 
they re lorateld in t he iear future, In each village the 
prugr;iog i w t o , implmrented Ihrlough a Village DevelopmentWa 

Committee ate to be called Comiiiity yevelopinent
 
Couttic i Is).
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Tha project may be said to have been initiated through a 
survey which attempted to establish a set of relevant 
facts. The participation of governmient officers in this 
exercise was a happy augury for the project. The 
sponsorship program, which began soon after, opened the 
door to community involvement and the program of work was 
prepared as a response of the coiiunity to its problems as 
identified by the survey. 

B. Activities of the Project:
 

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

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

2 day-care centers were est ablished and lore th.n a 100 
children were enrolled in tlem.. .\ la rge number of children 
were 'assisted to attend sL AM, ' . Indeed, the figuire given 
- 3970 - suggests that thii s,A vy large percentage of 
the total school-going popui.ition in the 6 villages. 

An Agricultural ,.iDeionst rat Awn Firm was established as the 
base on which agricultural act ivities were to be 
developed. The dew instratioi iyen at this farm and the 
corps of 15 Agricultural Assistants who visited homes, 
helped to promote the l13-)-oId home gardens which were 
eventuilly established. 

The promotion of small indis try was a major area of 
activity. Leather work was rvi ved arid in terms of income 
those who woik in this area are perhaps the most 
successfiu l. F'ood proc ewsi i dg by at thelone a grouip 
Beddegederamu!la center i s fast At taining the stat irs of an 
independent economic artivity. All those trained in 
mechani zed carpentry hav" oh t , n odemployment. .Jki 
industrial sewiniig lmais not beeni so snccessful; though oO 
have been trained only 2) have foiind employnent so far. 

Other industrial activitist were ahandlOned aIter 
preliminary exercises demons rated that they were not 
econom icall1y feasiblee . Among these were t.he makinrg of 
kabook 5br'ick, the aanulhf tm e of i g ptans andfact I 
roofing heet",,and i miist ri .. ha,,d on ,ir and rubber. 

A credi t schml le cove ri ng an Iml h m,banii iy aid 
self-eml oyirielt )ias ' aI ltheri-il imomi atoi!' arid it, present 
status is apparently <at i,'factory. Out of 1t,. loanees who 
have used thiss cienie, oily 1% have lfiiilti'it. 
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29 wells have been dug and 379 latrines have been 
constructed, squatting pans, roof ing sheets and tile 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 tihe vi llages 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 reportedly active. All 
major organizations are apparently repie';ented in the 
Community )evelopment Councils. SCIF is quite pleased with 
their performances and an apex organizat ion for these 
Counci Is has also been formed. The Community Development 
Assistants ( T)As) , more than 60 of whom have been trained, 
appear to be publicists for the Couciis apart from doing 
very valuable work in the area of health. 

Five villages were added to the 0 which wele originally 
selected and more recently this number has been increased 
by a further 10. The project, of court(s., goes on even 
though the IJSAID -Contribution has ceased. 

C. Manag,ement , Report ing and a Itaua t ion: 

SCF has developed a we' managed rogram, especially in the 
way in Which it ha lutilized governmental services and 
resources. Of pac't. i old r nt'te st is the detailed and 
comprehensive wav in whf it it hOis costed it' activities and 
1h' i ipli cation that it is ,rois ,,ing out 'rom this exercise 
for the survival of theso ikt ,iviti-) aft ,AVF's 
withdrawal. 

These coicern% hav,' I s, o c l,.rd eva]hi tion and 
monitoring. An eva luiat ior was doneill I, end of the first 
year; a second one I; 1ii progrcs, . iyeyond these, SCF has 
given much thought to the type of evaiii! l oll best suited to 
its purpose. It may not ' iv,! arrived at the final answers 
but it is clear that reiflectlon on this problem has given 
meaning to the e-valuations that ' (l: is called upon to 
undertake from time to timre. 

. Impac t: 

The original proposal listed many items of activity; some 
of them have not been touched at all, or- only marginally, 
during implement at ion. This observation may 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 iitial objectiv s were unrealistic but whether 
it has made any positive gains. 
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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 
eue l' expended so far has not brought a commensurate 
return. At a first gi.nce small inudustry seems more 
hopeful, for nearly 100 people have benefited from venturesof this type. Even if we take individuals as equivalent to 
households, the project has, through this set of 
activities, only changed the income of 3, to 41 of 
househo lds. 

In some circumstances an increase of i% to ,% in terms t
 
livelihoods is a substantial one. Hinf7)rtit natelyI t 
 wi-l 
not he so regarded here. In terms of inicome generation and 
employment creation, this project ;ould have to be ten 
times its size for the tarvet population to give the 
project its approbation. 

It is difficult to assess the stringth of the CIDCs without 
a much deeper investigation. Institution of this type are 
abundant in the rural development history of this country ­
institutions promoted by outsiders in which village effort 
combines with external support to promote village
well-being. They have, by and large, shown an inability to
survi ve whei the ;xternalI upport i s w1 ithdriwn anrid the 
external linkage is attenuia ted. Some special
characteristics must theiefore reside in CIJCs and mark them 
off from the 'ommon run if we are to be optimistic about 
their future. There is unfortunately no indication that 
the CIDCs are special in this way. 
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PVO: Marga Institute 

Projc,.t: Experimental Village Development Project 

Agreement No: 013 

Project Coordinator: Dr. S. Mananwatte (since April 1986) 

Funding: USAID $125,3S0 
Other $126.670 
Total L 

Locations: 	 Walgampaya, Kelegama, Mulgama, Pannala.
 

Pro ect Description: 	This sub-project has four components. "It
 
'ncludes three proto-types of planned development at the
 
village level, each formulated to deal with specific

development needs arising from the socio-economic conditions of
 
each particular village."
 

Walgampaya and Mulgama in the central hills and Kelegama in the

North-western dry zone are the three villages. "In addition,

the project includes a research-cum-action center which will

develop a variety of models of multi-cropping appropriate for
 
small agricultural holders, together with other forms of
 
non-agricultural activity which would promote economic
 
diversification at the village level within small rural
 
communities". It was clearly envisaged that this Center,

located near the market town of Pannala, would have a close
 
relationship with the villages situated around it.
 

Date Started: 	 18 February 1983
 

PACD: 	 18 August 1985 (a duration of 30 months)
 
Extended to December 31, 1986
 

A. An Outline of the Subproject:
 

A major premise on which this sub-project has been founded
 
is the recognition that there is much in the way of

"under-utilized and unused resources in typical village

economies." It is a further assumption that considerable
 
increases of income are possible "with relatively low
 
inputs of investment". Replicability has been an important

consideration in formulating schemes of development in each
 
of the selected locations,
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The activities promoted by the sub-project fall into some.
 
broad-categories: .... an attempt to improve the
There is 

foundations of agriculture - soil conservation, the
 
uninterrupted availability of water and so on. 
 The
 
cultivation of the traditional crops - tea, coconut and
 
paddy - have been supported and stimulated in different
 
ways, inter-cropping being among them. The intensive
 
cultivation of 
a variety of items, both traditional and

unfamiliar, has been encouraged. Livestock rearing,

bee-keeping and agriculture have been promoted.
 

Other areas of activity include crafts and rural
 
industries, housing and related amenities and the creation
 
of village-level associations. Training and the

dissemination of knowledge was 
seen as an important

component of the exercise, particularly at the Center at
 
Pannala.
 

Within these broad options, each location has decided on
its own emphasis and made its own selections of activities.
 

B. Progress to izte:
 

There are some obvious and immediate observations that can
 
be made on this sub-project. Its progress has been

somewhat slow; a rearrangement of its schedule has been
 
necessary so as to give the sub-project SO more time than

originally provided. Under-expenditure has been
 
particularly pronounced at Mulgama and Kelegama where
 
around 50% of the budget remains unspent. While the
 
impression is that the total expenditure has been divided
 
between its two sources (Marga and USAID) in the manner

intended in the original budget, there is no detailed
 
confirmation of this impression in the papers that were
 
made available to the Evaluation Team.
 

We shall now make some brief comments on each of the four
 
locations. A wide range of activities was planned for

Ialgampaya - 15 in the original design. Host of these have
 
been implemented, some with considerable success. Among

these is the scheme to help tea small-holders both through

immediate assistance towards the improvement of their yield

as well as through longer-term measures to improve the
 
quality of their holdings. In a similar way, farmers have

been helped to bring the full extent of paddy land under
 
cultivation and so increase the output of paddy.
to (We

were puzzled through by the rationale for the continuance of
 
a subsidy on fertilizer wben it has been discontinued by

the State and where no phased withdrawl of the subsidy
 
appears to be contemplated.)
 

It is perhaps, the Carpentry Workshop which must be
 
regarded as Walgampaya's biggest success. The investment

made on this Center has been recovered almost in full,

20 odd young Carpenters having been produced meanwhile.
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While the training in floriculture has been
 
enthusiastically received by several young women in the
 
village, it is still too early to estimate how this
 
training will translate into income. 

The activities uf the last three years have brought 
Walgampaya into contact with a variety of government 
agencies, some of them technic-.l institutions. This is 
regarded as a great gain for the village. So also is the 
new institution that has been created - the Community 
Development Centcr. Future activities will be coordinated 
through the Center and it may also be the mechanism through 
which the W, lgaimpaya approach is communicated to other 
villages. The Center is the apex organization for the
 
associations which have been established for each 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 reached 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 nuch greater 
difficulty in disposing of its products. Consequently, its 
future is that much more in question. 

The Evaluation 'Peam did not visit Kelegama. 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. 
Tile attempt to substitute another economic mode for the 
slash-z'id-burn cultivation favoured by the community 
appears to have evoked little re 1 )onse. 

Much that is interesting is going oil at the Iannala 
Center - Research and ixperimental Center for Rural 
Economic Diveisificaiion (RECREI)) to give it its full name. 
Those immediately responsible are clearly giving it much in 
the way of dedication and enthusiasm. 

The only activity in this -enter which is of an 
'industriat' character is ihe coir workshop now under 
construction. The other activities may bc 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 unfamiliar, but which can do with a 
lot more iln the way of on-farm experimentation. Suclh 
activitiei, ultimat,.ly help decide on the best mixes for 
particular circutastances and conditions. Apart from this, 
there are a few activities which are relatively Innovative. 

http:ultimat,.ly


78
 

The exploitation of the potential of 
both 	types of
activities depends on two other activities - training and
 
extension. 
 It 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 RECREI) appears to have had on thethree other components of the sub-project aid the limited
stimulus, which they 	 in turn have provided to RECRi-I). 

C. Reportine_ Evaluation and Management: 

Reporting in thi s sub-project has not been particularly
prompt; in fact i,. has been necessary to draw attention to
this requirement from tine to -_111e. 'Ilis raises the
question whether this sub-project rt.eived the monitoring,
in both quantitatoiye and analytical senses, which Marga
could well have provided. Such sipport would have enabled
the sub-project to identify the circumstances in which it 
should have changed course. 

A comprehensive evalulation has however been done on the
sub-project and this consti tutes the main conmnentary on its 
progress. We comruend this report and would draw attention 
to three of its observations: 

(1) 	 The inadequacy of the groundwork on which tihe
 
sub-project was ,lanied.
 

Tijeh absence of on-go i ing eva Ilat i on and 1oni Lori ng. 

(3) 	 The intensive mana, emlent and siupe vision which village
level activities should receive and which i:,at least 
two components has beeni recei ved only int eruti ttently. 

D. Impact:
 

The major strength of tiet! sub-project appec- , to lie in its
trainiig aird extension elementts; we doubt wrtlcr the
institutions created at village level, except tie 
carpentry

workshops, will survive Marjpa's withdra.al . If th i s be so,
what can be said about models, lessons and repl icability?
At tihe moment there are several quje';tion, reliatit, to these 
issues which the sub-pioject a rwSe rs onl y inadeqna te'ly.
These questions may he sumiarized thuI,: What has the h'VO 
learnt thror gh thi,, exercise ? To what regions of the 
country are the~se le, ,,;onS rel1,valt? III what way and at
what cost can thisapj)roahire; followed in this srib-project 
be replicated el-sewi re? 

E. Conticlis ion: 

Tilt , ,I ,a pro ject of (onsitdola hi e import anct, to the country;
unfor lninatfo ly it i, dif fi(Illt to avoid the vi,.w that it has 
lost 	its way.
 

http:withdra.al


79
 

PVO: 	 Sukhitha Welfare Society
 

Center and Sheltered 	Workshop for
Project: 	 Training 

disabled women at ltorana.
 

Agreement No: 	 015
 

Project Manager: 	 Mr. B.W. Edussuriya 

Funding: 	 USAID 1 70,000 
other $ 64 767 
Total IT.34±767 

Locat ion: 	 Hlorana 

Pro iect OescrLtl Ion'hl h project (overs the construction: 
o f-t-i-- t7 - a Vocat onal Training Center, a Sheltered 

basicW'orkshop and a Hfns, ci. 'Ih, intention is to provide 
in agii torc home :cience as well as vocationaltraining lLr, and 

of t. rades and crafts 	 to 25 severelytraining in a v:ariet y 
handicapped 
also covers 

and 
the 

50 mildly 
e(luilIent 

handicapped young women. The budget 
for the three units listed above and 

the training of personnel abroad. 

I)ate Started: July 23, 1983 

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

Bar-k '' round to the Sub- proj.c t: 

Khe Kukhitha Welfare hoci(ety runs a School and Home for 
mentally handicapped children at Galpatha (about 6 miles from 
Kalut ira and 8 niles from Hiorana on the Kalutara-liorana road). 
l.ocal s;upport for the school and for its Honorary Director is 
stronii and th,. demand for places is high. This demand is not 
confined to the region a l(round Galpatha, 

The present projec.t is an extension of these concerns to 
d sabled young women idl took shape (luring 1982 - the Year of 

the Iiisabled . This complex is sit.ed at |lorana. 

Progreso thu-f a r;
 

The work of construction iIs far behind schedule; by April 1986 
only half the ,iudgeted amount had been utilized. The Training 

Center ia% bee completed and training has begun foe 11 in 
tailoiing and d r,,smaking and for 17 in elementary education. 

The .he lt ied Work shop and the Hostel have yet to be 
completed. An year's extension has been granted but it seems 
unlikely that the Iroject will le completed by then. Reporting 
and accoun t s 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 second reason for the delay has been disagreements within the
 
Society. There has also been a misunderstanding with neighbors
 
- in this instaLi-e, the Assistant Government Agent's Office. 
This latter problem has now been resolved and the Society

expects 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: 	 016
 

Project Director 	 Mr. K.P. Chandrasekera
 

Funding: 	 USAID $110,000
 
Non USAII $110,850
 

Location: 	 Galle District
 

Project Description: The project aims to provide support for
 
improving nutrition in the Galle District through homc
 
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-sichools and 50 public schools, assisted by agricultural 
instructors. In adAlition, tools, equipment and assistance were 
to he given to 1000 village home gardens (10 for each 
pre-school). Sarvouaya planned a. well to organize 
competitions ameong the public schools, pre-schools and 
individuals at village Gramodaya and District levels, produce 
an educational film on Home Gardening, organize weekend fairs, 
and set up 10 Community shops. 

Date Started: 	 Jly 2 , 1983 

PACD: 	 January 24, 1980
 

A. Impact:
 

The main objective of the project seems 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 approp;iate as they have 
direct contact with the adults in the villages and ire in a 
position to convince 	them of the value of better nutrition.
 

There is also an impact on the binefi(:iaries as regards 
children's savings. 5;arvodaya ha% been able to create an 
awareness among the beneficiaries, espe ially among 
children, regarding the importalice of savings. Th 
coi licated procedure.% involved in ope ning savings account, 
at the banks have been minimized by maintaii ing these 
azcounts at Sarvodaya Di strict Centers. Childrin have saved 
d total of Rs.80,000 through this project. 
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The positive impact of the home gardens seems 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 sweet potatoes, etc.). This pattern of 
planting seems to have changed as under the hone gardens
project the trainees are taught the nutritional value of 
various food crops and how to grow them. 

The main problen for the future of the project seems to be
the failure to generate 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 traiking 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 methods. 

3. Progress to Date: 

The training center :ind a well planned model farm have been 
established, 200 pre-school teachers and 100 public school 
students have been tri ned and they have started home 
gardens in the pre-'rc ools and public schools. A tool shop
has been estahli hd aindl some tool01 ale being distributed 
to the participant,. A film on horny gader ning hab been 
produced and scree nd in (0 villa ges and SO public
chools. Of the other activties, only the pre-school home 

gardens comp tLition hds beenI held. The niter-school home 
garden ,ompe ion is still to be condlucted. (ut of the 10 
commtnity ,hop s pl ,rneti, only 3 havi' been ('stablishea. 

Lx.ec a ndiManaE. u t-i'e umn t 

The main ',(i-nith of this project "'ems to be the close 
execut iv arid maniagelilent sV ,y em carried Out by the district 
center anid the training cnt t,' A very letailed weekly
reporting systemn from the p re -sc nuolIs and the publiL school 
st udentIs has evolvo~d. Thii il tuiin has helped the Farm 
M yel ald qtaff at rth training cent, r to follow theer li% 

progress of the ''ardei', ,lo , ;y and advise them wh.never 
iete %iarV,. 1i',i I 1) llt , ate forwardl+,ed to the Dioitrict 
Celt el and al iiup -to,-date actount of the prog ie , of the 
piojve t is malilnt ain&d at Ihlie Clhtliti'l. teNrp' - tn,, however,
have failed to include details ,of the progies of tLhe 1000 
tal ',t vi1 liap homei pai len,, thoiigh they contaiti good 
infor mat i lon "n I he Vari o % Iole: gard en.', 

A t i, ((nol .p t " I ( o101Iility %'hop% is a V"I ' recelit 
Satvol ' ay , ' vit , It he pi og r', q% o lIhr 3 Olill liit )' shops 
Ib riotil ti ',l w'Ir <' I o r,' ) i a dally I P po tinyi lip s P'i .
 
nii , l, ll1d a'',l'l I hemti to l i I ii , tIie so nhol,
 

sLWC S0l+ ii I ,.
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D. 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 implenentation of this project. The 
support and services of the Departnent of Education and the 
Department of Agriculture have been obtained successfully 
and the officers of these departmenits work: very closely 
with the project staff. Pighteen acres of land have been 
given to Sarvodaya by the Govern;ent to establish the 
Training Center and the Farti. 

E. ConcIu .rsions: 

This is a successful project with a m:ajority 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 I Phase I
 

USAID $ 124,330 $350,000 
LMS/OEF/Community $ 44,763 $134,630
 

Location: Fourteen of 
tht twenty-five districts in 
Sri Laika. 

Project Description: The objective of 
this project is to

upgrade and expan-the existing rural enterprises of LMS
members through training, establishing an LMS enterprise
extension service, forging links 
to outside services
 
(government, consultants and the private sector), and

reinforcing the overall institutional capacity of LMS to
 
support its members' entrepreneurial activities. Phase I was
 
initiated with technical and managerial assistance from a US
 
PVO: The Overseas Education Fund of 
the League of Women's
 
Voters. 

Phase I Phase II 

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

A. hnact: 

The project has so far trained about S3 of 350 target
enterprise agents (in five districts), serving some 500 of 
the 5000-7000 target LMS members.1 

Phase I involved the design and test ing of a replicaLive
model in Matara Diistrict. With the assistance of a local 
consulting firm, Agro-Skills, LMS undertook a survey of
existing village and LM.S enterprises. Coir was selected for
the initial trial, arnd I) [MS production groups were formed,
by existing LMS members. Each grou) selected two women to 
receive extension t.raI ri ig. Ninetern eiterprise agent S,
viaparikas, wert trained by IMS , in a series of short 
courses based orn the lieeds ( technica l , busi iess, etc)
expressed by each group. The members used fund s donated by
the Trickle-Up Foundation o; a revolvitip loan ha:sis to
purchase retting pits (for soaking coconut husks), spinning
wheels, and to sAppl ernt women's working capital. 

After nearly three year s, tie cohesion of the oit groups is
still ipressive. The tei inrterviewed enterpri ,e agents of 
eight coir pr oduc tion groups in Mattara, rep lrset ii g 8i6 
members. Blenef it s InclIuide hi gher (twenty- ive per ' nt ) and 

1Ti gure s l r ',J on interview, anid review,, of I.M% f iles. 
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.... mo re secure -incomes, a nd a f e € 1 ng-t hat co l!ec ti eat t ion..... 

has strengthened them in solving problems ranging from
 
exploltative middle-men to input scarcities. One group was
 
able to force a higher buying price from the local middleman
 
by group solidarity, while another group joins together to
 
hire a truck to bring husks in from outside when their own
 
are scarce.
 

The expansion of the project, currently in Matara, Matale,
 
Moneragala, Kandy and Kegalle, to the nine other districts
 
has been somewhat slow, and hampered in two districts by
 
communal violence.
 

The team spoke with poultry and chillie producers in
 
Matale. The poultry project has been quite successful, with
 
excellent repayment of the revolving loan funds provided
 
under the project, A compulsory savings scheme has enabled
 
a number of women to purchase a second generation of chicks
 
from their own money, and with the repayments under the
 
revolving fund, another eleven trainees will be brought into
 
the program.
 

Chillie farming in Matale has been more problematic, with
 
women caught between the necessity to farm at least an acre
 
for economic scale, and the fact that their own labor alone
 
is inadequate for that scale of production. In the first
 
year, drought and late planting due to late loan arrival led
 
to lower than expected yields. Still, loan repayment has
 
been good, with seven out of nine groups having repaid all
 
but a fraction. Demand is high among women wishing to enter
 
the program once the revolving loan fund can accommodate
 
them.
 

B. Strengths:
 

1. Participation of poor, rural women, Ideas for
 
enterprises, allocation ot credit, requests for training,
 
and management of repayment have all been the responsibility
 
of the local production groupstwithin the local LHS. The
 
proj ect Involves women making their own decisions about
 
their needs for their, generally, existing
 
micro-enterprises, and it enables them to meet those needs
 
themselves, through information and training provided to
 
their own business extension agent.
 

2. Institutional linkages. LMS project personnel have
 
assisted production groups through their extension agents to
 
form links with at least ton existing government and private
 
sector institutions. These range from Charles P. Hayley's,
 
a private coir buyer in Galle, to the government Oils and
 
Fats Corporation, which pro 'ides poultry feed at cost, and
 
free veterinary advice to the poultry project.
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3. Strengthening LMS' own institutional capacity. 
 Through

the X3 Co-financing Project, LMS members have participated

in-tWo-useful-evaluation workshops. 
The project has also
trained existing LMS volunteer extension workers (grama

sevikas) to conduct enterprise surveys in targeted
districts. The USAID reporting requirements have built LMS'

reporting and monitoring capabilities, while the original

cooperation with consultants of 
the Overseas Education Fund
 was useful in building an institutional framework for
initiating and managing co-financed projects like this one.
 

4. Feasibility study/Survey of existing situation. 
 LMS has
been particularly strong in careful groundwork both before

it began this project and as it expands, The selection of

existing enterprises, where members had pro-existing skills,

marketing links and available inputs, has been prudent.
 

5. Attention to sustainability and replicability. Through
methods such as the keeping of daily production accounts,

compulsory savings, group choice of 
an interest rate-for
 
loan repayments, and the revolving fund itself, LMS has
strengthened its members' ability to manage their businesses
 
and its 
own ability to keep the benefits circulating once
USAID funding ends. 
The pilot phase in Matara was important

in evolving a replicative model for the other thirteen
 
districts.
 

6. Employment and higher Incomes for rural 
women. Women in
existing micro-enterprises have been strcngthened, 
 and

others have been able to begin businesses with LMS support.

Women have been assisted to meet their own expressed

business needs. 
 At times this has involved training in more

profitable production techniques, accounting, market
research, and group dynamics. Women interviewed by the team
reported incomes of up to 251 higher than before the project,
 

C. Shortcomings:
 

1. Ti . The project is behind schedule in its plan to
intr-Uuathe LMS extension system to fourteen districts.

Fifteen months Into the project, IMS had only spent 161 of
the first two years' budget. This is in part due to the

slowness of a project that depends on 
initiatives from the
grassroots level, rather than controlling the delivery of a
pre-determined package. It also may be due to 
the possible

dependence of the project on 
the very energetic and capable
Ms. Fernando, who, as the sites expand, can only be one
 
place at a time.
 

2, Need to strengthen L4S involvement beyond project staff.
The team found that LH5 District level tand possibly lower)
organizers seemed unfamiliar with the details of the

troject. The business extension network needs to be firmly

inked with the existing INS rural organization to enable
 

support once life-of project staff funding ends. 
 LMS will
need to follow up on the enterprise agents, and it is not

clear how they are planning to do this after the project
terminates.
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D. Reportting and-Ivaluat ion: 

LMS seids in timely reports, and a mid-term evaluation of 
Phase I is almost completc. The concept and reporting of 
cumulative beneficiaries needs clarification (does LMS count 
two rounds of t rai1 ning for oeii' perSol as one or two 
be ne f i c ar i es? ) 

E. Conclusion: 

This project meets a nuakb , i of IUbA' ohjbe tvys, through 
involving l ow inclome r I womHlen 1 ii i abie eall prI'vaI 

enterprisei ,ing ApI lropr iate, W .i l tethl ugiogI S and 

inputs, 5uPPOe ted by an extensilol agelt net wurk Lhat, in 
turn, strengthens the .,iMK'inst itutioJnal La LcitV to 

undertake development work. Uxpannlon to fot eetn districts 
in three years, hoVe r, ma,'y ,a lt i the managerient capacity 
of LMS, al though their plans are well thought outt, and they 
are making good u. of the exi It ing LM5 network. 
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PVO: 	 Lanka Jatika Sarvodaya Shramadana
 
Sangamaya


Project: Development of Children's Services in
 

Coastal Communities
 

Agreement No: 	 020
 

Project Manager: 	 Mr. K.P. Chandrasekera
 

Funding: 	 USAID $ 79,060
 
Non ISAID $123 880
 
Total $202:940
 

Loc-.tion: 	 Galle, Matara and Piuttalam Districts
 

Project Description: The project provides suppcrt for the 
evelopment of Children's Services in 40 coastal communities in 
the 3 Districts. The other components of the project are a 
health care program and self-employment and income generating 
activities for mothers' groups. 

Date Started: December 28, 1983
 
P'ACD: July 31, 1986
 

A. ImEac t 

The Evaluation team visited S Schools in the 3 listricts. 
All 80 pre-school teachers and 20 Health workers in these 
districts are trained. The participant, for training were 
selected by mothers' groups. The project provides health 
care and nut ri tion sipplements for coti Unit Lies. Local 
resources and simple technology were used incrinstruction 
of pre-schools.
 

The nain weakness lies in the slow progress s hown in 
construction of the 40 pr"- schools. Altiough the I'ACD is 
close at hand, only cloven pire- schools have beent completed,
whi le 11 more a re under const ru tion. The sitortage of 
permanent st ructur s ha; hampered the im;plerentatW,:: of 
library and common k itchen conponents. Howe ver, all 40 
pre-schools are functioning, some initem~pl' and in private 
households. The tielay in construction of pre-,schools is 
mainly due to dela.y in acquiring land tron tte Government. 
Coastal land is owied by trhe Govye itlno nt atntd a long 
procedure has to he followed in actutIring the se lands. 

Of 40 t;arget tiomm nities, only one had intitt u ed an income 
generat inp :activity, although Ia ntlber o othter, have 
di sc : s ed W as for s:al1 enterpr i*,e . 'Ih Iveti', wonders if 
the slow progr rn intmee'll Rr the project%, or i tinal 
ob jective% ma'y -he tieci "Iadiuo to itiln5 hoit village rs needs 
being made , and a complete package dr ,igtied, without 
adeq"at,- pairticipat ioit of the sel' tt'd villag ,esor inip t of 
their idea%. 

II. ReJ3 jajtj i!t:
 

The pre-chol, %,end reports on a monthly basi, to tht 
Di o lt C1i t Cnter,,. 
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PVO: 	 Nation Builders Association
 

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

Agreement No: 	 021/026
 

Project Director: 	 Mr. Chandana Kodituwakku
 

Phase I Phase II
 

Funding: 	 USAID $140,000 $423,678
 
Non-USAID 60,000 670,875
 

Location: 	 Minipe
 

Project Description: 	Phase I of this project targeted 1000
 

acres along the 1r zone inipe Right Bank Transbasin Canal for 

reforestation by volunteer and locally hired labor. Phase II 

targeted 2180 additional acres. Both phases planned to 

maintain the reforested acreage for th:"e years, and to promote 
forest conservation awareness af;mong people in the adjacent 
villages.
 

Phase I Phasre II 

Date Started: July 3, 1984 November 2, 1985
 

PACD 	 July 2, 1985 July 31, 1989 

A. Impact:
 

1. Changes under the lPr'icct. To date, the project has
 
reforest e ----UUacres-T984 and 1985 ), and conducted 

conservatirn awareness training in more than ten villo'ges. 
The Mahaweli Authority (MASL) certified an 0 ,urvival 
rate for seedling..s after th- first yea.r. ;ucces sful 
completion of reforestation ider thIts ptojv' t will 
stabilize the banks of the Mlinip cminal, protecting this 
important national tIVe tlm nt.
 

Under the project, MAS. Is iequired to Lertify work done by 

NBA before NBA can hte reimburs,,ed Iby "SAII). Althoug,h 5low 
certification caused NlBA financial diffi culty in Phase I, 
under P'hase II a MASl, repr( ,enta.Ive vi sit% approximately 
once a month, andt reilmbtiemqpnttls have been more timely. 

2. rod ct Be, i jar e,. NBA provides temporary 
employmena-t-i a:piA d-Olre nearly half the families fall 

below the povety line. for three year%,, 60 peopl, will 
hawv full ti er joboh in thp nur,,'ry, antd 60 as 
watchers/flild I eadet-,. Another 3000 people will finl 
three month st'antnayrI t in pt ant ng and ma int enance,;lnni €p 1 
work.
 

aand ,thool c:hilldren 

be ingl ,d"Lrat ed in COne IVation. llnireie. t beneficiaries 
involve the approximat ely 10, 0010 surrounding villagers and 

all those sr, ved by th,, Mini je "Iranhasin Canal. 

In addit ion, ,m:, 201NO vi I r, a % 	 are 



90
 

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/- ppr 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.
 

B. 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.
 

C. Shortcomings
 

1. Institutional Links/Susttinability. Although the 
project has attempted to protect seedlings from cattle and
chena encroachment through providing alternative 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 villager- Lhat do not threaten the trees. 
So far, it is not 
clear how effective the conservaLion

education program has nor it bebeen, if/how will continued 
once funding ends. Linkages with MASI, have grown stronger,
but the Forest Department dos not seem to have been 
involved at all. 

2. Women's Emp oy'ment . Although more than half of the
3000 ield 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 rationale
 
behind these practices.-


D. Progress to Date: 

Reforestation components of 
the project have proceeded 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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E. 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 each species. Wide
 
circulation of the results of these records would be very
 
useful for future reforestation efforts.
 

Progress reports and the required annual evaluations have
 
been timely. The 1)84 evaluation under timze pressure to
 
provide data 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 available, measured survival rates at
 
least 6 months to a year after planting.
 

F. Conclusions:
 

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

Project: 	 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 $SO,035 (originally $37,546)
 

Location: 	 Mahawewa, Puttalam District
 

Project Description: The A7BC runs some 14 homes for
 
orphaned and handicapped .ildren 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 trainees to resettle in
 
communities and begin incomc-generating activities, with the
 
aim of ultimate self-sufficiency; and (3) to strengthen the
 
ACBC institutionally to enable it to manage and support the
 
training and rehabilitation 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. Impact:
 

The program as proposed is to consist of three components,

in two phafes. In the first phase, funded by tJSAID, two
 
year's practical residential training in dairy management,

agriculture, coconut industry (fibre milling and spinning,

copia making, oil extraction), and other selected cottage

industries will be given to 26 girls and 30 boys.
 

USAII) assistance has focusi primarily on the construction
 
of buildiogs for the training center (17% of USAID funds),

and the purchase of a white coir fibre mill (45%). The
 
second phase involv\es the resettlement of some 32 young men
 
and women a year in gioups ot about ten, with assistance
 
(land and/or capital) donated by ACBC to enable them to
 
begin income-generating activities.
 

The pr, ject is clearly aimed at the disadvantaged,

promoting employment and self-Lufficiency 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 years, 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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B. Progress to Date: 

For a number of reasons, primarily drought, delays 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
 
homc 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 masonry. ACBC
 
later discarded this idea in favor of hiring contractors 
for building construction.
 

C. Strengths.:
 

1. Recurrent Financing. The two year phase of trainees
 
practicing an 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. Employ'ment Generation. In addition to the trainees from 
the Home, the project wTll provide local employment through 
its demand for coconuts (some 5500 a day) and for labor to 
spin the metric ton of white coir fibres produced daily. 

D. Shortcomings:
 

1. Inadequate P'lanning/Feasibility Study. An inadequate 
feasibility study slowed down the project by failing to 
point out that tihe 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 
highTi-ght tie vocational training and rehabilitation role 
of this project, also on the agenda is the ACBC's wish to
 
develop the potential of its coconut plantations. This has 
led to the selection of vocational training activities
 
dominated by the dairy and coconut industries, rather thin
 
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 aeeds. At present, for example,
 
some ef the girls who are being trained in the dairy are 
afraid of tihe buffalos. Wi,:t:n queried about future job 
expectations, one girl mentioaecd 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 entrepreneurs? Given as well that training

in white coir fibre producti.on may not be useful where
 
there are no mills, the team recommends careful study and
 
planning of this phase.
 

E. Execution and Management:
 

The introduction of a complex technology for processing

white coir fibre has become a centerpiece of this project.

The planned coconut industry (white coir fibre and copra

production) 
is going to absorb a great deal of management

attention, and in input supply, processing, anid marketing,
 
its needs have to be carefully planned. In view of the
 
management requie-ements and the numbers of skilled 
workers
 
needed to ,un the fibre mill (esti'nates 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 deve.opment-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 and Painbe Hohes. ACBC i3 
planning, 
as it monitors and follows up each group, to assist 
graduates to obtain credit and furt her training, and to 
carry out market research. Certainly, ACBK has learned a 
great deal about proj ect management by doing it; howeve-, 
the team feels that ACBC should clarify whetler 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 capacity of ACBC to carry out all the planned 
undertakings. 

F. Conclusions: 

As planned, this project meets a number of AIl)'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
 

http:producti.on
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PVO: Lanka Mahila Samiti
 

Project: Nursery School Teacher Training Program
 

Agreement No: 023
 

Project Director Ms. Wickremasinghe
 

Funding: USAID $ 29,493 
LMS f Community $ta6,83 

TotalI =S676 

Location: Kaduwela (Colombo District)
 

Proect Description: The purpose of the project was to train 
O Nurse'r)y SchooFTeachers in child care, pre-school education 

and community development skills. Renovation of the existing
 
Nurser)' School building was a comiporent of the project.
 

Date Started September 12, 1984
 
PACD September 1I, 1986
 

A. Impact:
 

The renovation of N rse rv School building has been
 
completed. 7Q Nursery tea hers have been trained so far at 
the Center. The CA.nt er Nursery school also serves about 35 
children from Kadiuwela. This trr ining was not limited to
 
child care development but included training in income
 
generating activities. The training program is well
 
organized with a practical examination at the end of the
 
course. Fools for pre-schools are made b)' the teachers.
 
Nutrition is enhancedI through provision of Triposha and
 
Kolakanda to the childrer.
 

The extension of the training period from five 3nd a half
 
months to six iniorder t, qualify for government 

certificates, has Jelayel the project in achieving its 
goal of 120 teachers trai :ned. 

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

A weakness is that the follow-up activity is not strong
 

enough to enable IMS to keep track of their trainees.
 

B. Reportin: 

Reports are sent on a quarteriy ba is f ron pre-school 
teachers to lhe Center. 

C. Conclusion:
 

The project is a success in achieving its targets and its 

spread effect sccM to be considerable. 
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PVO: Y.M.C.A
 

Project: Home Gardening
 

Agreement No: 027
 

Project Manager: Mr. S. Vijayakulasingam
 

Funding 
 USAID $ 45,540
 
YMCA Community $ 26,640
 
Total $ 72,180 

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 5, 1985
 

PAC) November 5, 1986
 

A. Impact:
 

It is still too early to assess any impact actually made. 
An attempt is made to assess the progress to date and the 
anticipated impact. The evaluation team visited 
home-gardens in Gallo and its assessment is nased on that 
District. The project started in March 1986. The target
number or families is 100 and 46 part kcipants were selected 
from 5 Villages. The participants were grouped in terns 
with one facilit iLtor to each group. A log book was given
to record partic ipat ion. YMCA has given loans in kind to 
participants. After 6 ilnths 50% of the loan will be repaid

to the YM(A in i ii. I e;,t s 

The streng th of the p j,.,t li,,ps in its choic, of 
partici pants who a r, elre.a -'lngt3,ged ii agriculturala dy 

activi t.,,,. A d. '" training was given to these
 
participants it Lahold w Agricultut tire Trainina g Center.
 

The wevaknv ss of he p, j,,t i, in lhe loose tie with the
YMCA. The part i:ipant., a , not members of YMCA. The only
link betweemn YMCA and p.irtizi pant s seem; to be the 
coord inator. Th" 46 pa ivicipants in Gall e are spread over 
5 Villages which are ait ated in a range of 7-15 miles from 
the Headquarter,,. 'lhere is a posi t i lity of extending the 
area later though tl re ii a ri ,k that th' 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 nor 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 some question whether the motive of
 
participants is really income generation, as project
 
designers assumed, or home consumption.
 

B. Conclusion:
 

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: 	 USAID $ 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 lDunuwila area. 

Date Started 	 January 22, 1986 
PACD 	 January 21, 1988 

This sub-project has just nzarted, therefore, it is difficult 
to draw any firm conclusions. FRII)SRO is already providing
health services to these communities by ?tablishing a hospital
which has in-pa':ient as well as out-pationt facilities and a 
Clinic. FRII)SRO hopes to establisn links through those it 
serves in the IospitaiCli nic (epecially mothers) to initiate 
and support the pri imarv voluintary health cre program. The 
first ha . h of vi lage volunt,,rh have just ,tarted the 
Lat i ing pr", ram on primary health i re. 

The Day Cate Center bui t with U.AII) funds has just start d, 
wit ft or- iT-i r,. n. 

IncomTe Generating activities have just begun with the selection 
of 10 6YfIT r a poultry pr) Iect 

Vocational Irainnin jj, nter - Training will be given in 
welUing , carpentry and motor meChanics. The machinery has 
arrived and the bu ildilgs a re under construction. 

Conclusions - As the sub-prject is at a very early stage of 
implementation, it difficult comment on itsis to 	 progress.
However, it is felt that more triined staff in the ranagerent 
as well as in the technical field will have to be obtijned in 
order to carry out the project successfully. 
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PVO: 	 The Nat ion BI i l .rs Association (NBA) 

Project: 	 Water Management Pi tot Project at
 

Nagadipa, Mahaw'wa 

Agreement No: 	 029
 

Project Coordinator: 	Mr. M.B. Adikaram
 

Furding: 	 [JSAIi) !' z,2 3 
Others $12,500 

Location: 	 Mahiyanigo.na ilectorate, iadulla Listrict
 

Project 1)escripcion: The lli;ose of th s iroject is to bring 
about such changes in at i behaviour oftL, itu,, in, both 
farmers and officials a% wi 11 re "l Iin the proper management 
of the available water in the Nai, el,i MIahdwewa Irrigation 
Scheme. 2000 farmer familie : are udeti,/dent on this scheme for 
their livelihood. 

Date Started: 	 13 ehbl:alv, I ) 

PACD: 	 13 A ,itloIh t duration of 30 months) 

A. The Background A 	(1'l tiv " , I 'i,_' je t: 

The found ation of thlq i j,, t 1. 1ih view that water is 
mismanagedil in irr'i',, .i ii i r' hmp,, t h t tie10rifg'u'L, n ti 

wasteful Uie of war t by t , I-, ,holl I is read ly 

available resilts i an ini11,( Corii , sUPPly OfAwater 
those at the tai -,u",1i*i ,iqeI I in a Nihoit. ag for the 
community ,s , whul, '1uilii tht W . %mason. (hanges, it 
is furthe. ,r ", , n 0111.' OMV , f through cha nges in 
farmer attitudes and hv giving i wer, a bigger say in the 
management of thu shlm,; to w ich, they belong. It. has 
clearly been the vi the i n nag ement, of I !l ; Division 
of the M.ia l ostro III; r Land e it Lhisink li 	 thatinvlomelt 
tran sformation van '. . he ' f't, ,d by a liOn -gov ernmental 
organization. It in thi who huv- iniv it ed the Nation 
Eu ilder:, As ,so'iat. ion t" 0i I' I A Pi V th sin riij"( t. 

The locus of t his pr i ) t , i i gti igon scheme in which 
4000 acres irc i iri,.itid by a ,i:,.' lirgo tink. "Ihough 
this sce mellies on thI( vdqp of I , ri IMiiiwel Ite 3 (system C) 
it i nolt C.' tid i i t, ', .' . isi11 r b '-. ,. I Iwit heim 
divideid initoi I IL I, !nd i', i '.1 in:th 2600 families.ia 	 of 


'[ie Nar'vdipa si'cvii I' ;iIP), t 1Y "110,,Of uieut 100 such 
schemes Ii: Ii a ,ir. i ri" ib il posed1h, i .izr which( have 
siiilar i rohli:i; 1t , , imt iii i mimiitrt imio . This 
exerci5se of the Nat ion lii lpi ,, I thal- ire the character 

af a pilot projvrit. liat in v(i n-d V ic (i''i be used 
elsewhere .
 

http:Mahiyanigo.na
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The setting up of farmer organization, the training of

thoe 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. 5 Million per year may be expected. A further

benefit that is expected is a reduction in the level of
 
conflict in the community.
 

b. Progress to Date:
 

It would appear that by the start 
of the last season,91

farmers' organizations had been Set 12
Up, Community

Organizers had been trained, a program of farmer educationhad begun and shramadana activities had 
been initiated.

Each farmer organization covers about 20 fawi lies and isintended to coordinate the ac'ivities of an area of about
40 acres. All this of 
courst took place in communities
 
which, since they were first 
established in the late
sixties, had fought 
a losing battle against adverse
 
physical condi t ions.
 

These activi ties were helped by an increased amount of
wato r which becarne available through tire riising of the
tank bund. Howe ve r, tile ma nager;me nt of wate r has
uidoibtedlv improved and water now flows to Fields which
 
never had IL.
 

This project is still new amd it is only rec,ently that
funds from 
ISAII) have become availab le to It. Progress
Reports hayv yeE bc
to prepared and evaluationis have 
yet to
be done. It is clar though that some incl ease in yields

has been achieved and that behind this was the

effectiveness of 
farmer organizations. This in turn
reflects 
the level of commitment nd dledication which tie
 
project staff has brought to its work.
 

Farmers arganizations, and the 
project [more generally, willface a major test yerv shortly. A decision has 
been taken
that driinrig the cuIr rent Yala seasoi only crops other than
paddy will be grown iniorder to 
maxiii ze acreage irrigated

during the dry season. Some farmers have violated this

dec ision - at times wi th good rpa son. lie effectiveness of
the new organizatIi"ns wi Il probably 
be revealed by lie
manrior in which they resporid t this si tn t ion, 

U* flihi)_act 

This project addinoswns an inutractabl e problemn inia sorewhat
orig irial way. It has started (off witih some siLess. For avariety of reasons, it is essential that it ideritifies and 
analyses these results.
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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 [lumber of
beneficiaries for each IVO subproject according to 13 
categories. However, because the data in so many of the
 
individual cells could be misleading if used outside the context

of the chart and the criteria used in preparing it, we are only

presenting the totals for the whole PVO Co- Financing Project by
 
ten of the categories used.
 

Even these figuicos must be treated cautiously. The 
quality and intensity of benefits vari :,greatly from one 
category to another, and sometime between 
subprojects within
 
categories. Por example, vocational training for one person at
 
Divagala Boy:. Town lasts four years, for sofeoae
while training

in the IHAP program was generally for less than a ye' . Both
 
count equally when beneficiaries are totalled.
 

Our estimates include only those who have al ready

benefited from projects to date, not potential beneficiaries of

projects in their early stages. The estimates are, we feel,
fairly conservative. In some cases they are considerably 
less

than the est imates of the lVO, but in other cases, the PVOs 
themselv es seem to have underestimated direct or indirect 
beneficiaries. 

[he cumullation of these beief lci aries levels across
categories is particuilarly dubious. In some projects, sone 
houiseholds may benefit in several ways from tie subproject
activities. Ilhis analysis has not sor'ed oWt this petential
double counting. In this respect our approximat ion of total
benef iciaries 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 approx imation., then, the 
project. has benefitted some 130,500 people to (ate, in the 
following categories: 

1. 17,000 Lopje in 3218 householls have bei fitted
 
through impro.Ve(F-i-ni-ome!s, o t-iF-t-han through the creation of 
employment. 

2. 68,10 people have had jobs created or become 
self-employTtIrough the project. 
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3. 54 6 0 people have received training in skills related 
to employment or higher incomes. 

4. 1210 people have been trained for community service. 

5. 6470 pcople have benefitted through the construction 
of a house, well or latrine, or through other project assistance 
Ear their household. (This assumes 5.5 people per household.) 

6. 30 or more villages or comminities 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. lb,800 other people have benefitted in various ways, 
for example through assistance with schooling, workshops, 
exchange visits to India, or conservation awareness. 



ANNEX C
 

TABLE 
 I
 

PVO CO-FINANCING GRANTS Bf 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
 
USiSri Lankan
Subproject 
 1 


7 
 -
Sri Lankan PVO 
 2 
 7 
 S 
 3 
 4
 
Total Subprojects 
 3 
 7 
 S 
 10 
 4
 

Dollar Value of
 
Grants:
 

US PVO or Joint
 
US,Sri Lankan
Subproject 
 16,S07 


1,034,857
 
Sri Lankan PVO 
 17,486 
 244,573 
 362,169 
 375,3S0 
 1,761,570
 

TotalGrantsSubproject
 33,993 
 244,573 
 362,169 
 1,410,207 
 1,761,570
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ANNEX D
 
SCOPE OF WORK
 

A. ABOUT TIlE PROJECT
 

(1) This project was authorized in August 1979 with
 
Life-of-Project funding of 
Dols.2.5 Million. Tile Project

Assistance Completion Date (PACD) was August 31, 1985. The

funding level raised to
was 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 Dols. I.S0 Miillion in March 1986

the total amount of Dols.6.539 Million has 
been obligated.
 

(2) Tle purpose of this projecc is to 
enhance the participation

of local communities in the:r own development by assisting

indigenous and US 
P'VOs ii uhdertaking 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 cornmi t tie PVO sponsor and/or indigenous
affiliates 
to no less than 25 of the total cost. Proposals

miust frully demonstrate the nature and magnitude of
 
participation by) the community.
local 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 so,lutions, increase the welfare and

participation of disadvantaged groups and employment
create 
 are
 
favored. 

(4) As of April 30, 1986, the project has funded thirty-one
activitie, for a total commitment of Dols.3.223 Million.

Eighteen subprojects l,ave been completed 
 and thirteen are
 
ongo i ng.
 

. t'IJRPOSE, AND FIMElNG OF EVALUATION 

(1) Purpose - This wi!l 
be an in-depth evaluation with the

major-
-- r-st 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 give; to the
 
effectiveness of 
P'VOs in carrying out development activities,

the achievement of the purpose(s) of these ;,ctivities and their
impact on the i.,tended beneficiaries. This evaluation will
also examine tile effectiveness and appropriateness of the
GSL/USAID's subproject approval criteria, review and approval
procedures, and monitoring evaluationand 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 approximately four weeks will be required to
 
complete the evaluation. The last week of the evaluation
 
period should be devoted to discussions with UISAID 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 effective has the project
 
been in meeting its 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 communities
 
to participato 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) Increased participation of women and other 
disadvantaged segments of society in developmental 
activities which address problems peculiar to their 
socio-economic status. What are the effects, positive or 
negative, of thc projpct concerninig women's access to 
production inputs and markets, division of workloads, 
income, education ad training, role in household and 
community and health conditions? 

(8) Generation of locally conceived innovations which
 
resolve local problems with local resources;
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(9) Creation uf employment opportunities erd rais*ed incomes 
of Lhe rural poor in local communi ties; 

(10) Pr,notlon of pr vate enterpri se; 

(11) Enhitticenent ,. o her tsI)ec t s of levels (,fliving in 
oor rural aind u rbai coirmuni tIes, such its Itea Ith arid 
Nutr it ion ; 

(12) AcceI era t ion of the appi I ct tion of appropriate 
technology at th lh-Ieca 1 level where it. I nos feis i 1 e and 
needed ; 

(I 3) lInv IIl i-MVet,i 0 ff c , if any; dill, 

( i.) Pro:; t i oil oI r r'lmt t ,d ,llIF li ha s]#-, I i d ev opmelt oil a 
setI L sIta ini 1w ha.,! at ti. I o a I I vv I . ta t project 
be 
r' 

t o t a ,II ikIK I t(). , ',t t, IN d fIt 1 , 1(1 fr iundi rigid s 

cord l'( ,'d t l ,it ,II ,h, IA t t 'l tie 

1O) I"V I,' Ili,' .11111 O1l)I 1a ii . of t il'.' I I a for 

5Ubp I , <( I 1 t,' (,[I. 

(2) eje wt, thI expe-r en,, r f P, Ii', itt hib I t Ing p)roposals 
t h r ug tit tit,G ,. t ) I t,, 1!A 1t). 

( ) lo,, tit v x;p#ti eric" itidf I tI t, j ),.('I t o (at e prov ide 
a ha S" tI )It (,el m ,'tidIti t ti f ut i ,v,, i' I t s uppo rt? 

(I) Ar' t tit'e i('rt attit v 'S l 'htirto(f t,, that were more
sl{.( III t ha it ()flit I f wh 11I 'S h%'!S ",o , 1( e, ifldc why1',?
 

(C 1' . - tji i vei Oti t - How ef fve t v-' haivv I. ard/or
I l i i 10 ti1111. Ilen i 1 rid lgi 11 tie pr (i jeI t .111d i t s 
sub t-iv t '.'Ia V' itollI I I. I t ', a rid oi - sitet tie l olil [ l it 

vi Sit, toe,ll .deqtut' vtf f e tI ve?
f .Ild 


(i)) 1,, isit', le rItied - AI ' t (tio, A y wti hi carl bem i 'I 'i ', ots 

tea i-1 It( M it v i Ti at ,f t hit i
ili e i ct i ts jIrojec t whi cil would 
be I t Ifti (',',l(tt',)lti'l to aJ'!i,'or A ,/Wa r torn?,l l ht 

. Re.g 11rd 1tfi llgii1 1 iti jitojhi Is:
 

(A) .I'pa) .t - , iit t 11 h otthi) -(tj,i (I JittI y accomplish? 

I) Whia t w rtv i li, I% i g t ith,, t,t ' hoit (on i rigs? 
(2) Witt )ligetr r I,I,l tc'(i 'floil' flhiv%v ;1ltivltirs? 

3) hit'( l a i g', ,I" aiv , ',tiouj I( l..' 1ilde 1il the selection 
and m nagtte,nent o i !1t)ro jvc t .t Itr, li futu re ? 
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(4) To what extent have the beneficiaries of the 
subprojects been comprised of the poople living in poor 
rural and urban communities? Do they fall within the 
poorest 50% of the population whose per capita income is 
significantly less than the national average? What have 
been the impact of subprojects on intended 
beneficiaries? How many beneficiaries have been reached 
by each subprouject? 

(B) Executivec and Management: 

(1) It was envis aged that USAI1)'s grants would be met 
with an evqal :amount of contributions by participating 
PVOs and the Cc',vernment of Sri Lanka. To what extent has 
this expect at ion ben met? 

(2) For tho W subprojects employing IVO ' roject 
Managers, how PI tctive these beet have Managers in? 

(3) How effective have the participating I'VOs been in 
performing evaluoat ion fuinctions and meeting audit 
re qu i rem n I w" 

( C ) p ot -n) : 

(1) How eft,'tiv( have the participating PVOs been in 
meeting th" ep ting requirement s c ontai ned in 
subprojec t ,g icel( lit s? 

(2) If IDA l . rcorinendations were mtadn with respect 
to sup oj(Je t r v I t i e , how efIfect Ivey has the 
pa ict i-i pAtitr, 1,) bV cii ill Carry ing' o 1 thes"e 

recomtinda t1w1n reporting progres%?on. Srh'vqUcrll 

()) !et bolj)le " : Ihe evaluation will take place in 
two pbase' -a prparr tory in-house phase and a subsequent 
implee;ent ItiIon p p. 

I, In-lousv U'heip - Ihe UtSAII) Project (Gffi e r, assisted 
by the Mi ssi on Evaluat ion Off ice r a id PlJSi' ha: i op 
(fflce r, will I rlview all subpro ject , to (etet*i inv" the 
amount of th t ,holId be spent in reviewing or,,ffrt . 
evaluating ,ath one. Some srbprojeccts, especially those 
with int, re 'ouht lantial funding arnd/or lengt i, are initended 
to receive n-dpieth irview'. 

I I. I rnp Ii'm,' .iiU rn I'li -, Team rmerube r s must lie faiii liar 
with AlID pi oginningti procedures and i'VO acti.vities in 
general, T"h I ihIi I vidi u wi be required to ensure that 
a final IvaIluati on Repjiort will be p repared at the end of 
the [valuat ion it od. [he team wi 1 : 

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



2. 


3. 


4. 


(E) 

(1) 


the 


Interview relevant project-related personnel; 

Conduct on-site visits of subprojects; and 

Prepare the final Evaluation Report. 

_pbPortLi118_.Iui rements: 

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

(I) ixecutiv e ,S~nrumary (Iwo pages, single
 
speccid, Ii luding stat e rin t of purpose of tihe All)

P;oject revi t aid of 
 the Eal uati on;
 

(II) 	 Ba sic Piii eit Iden tit ion ,ata 'akeshbeet;
 

I1II t' ,'lo "I major Lon lu',i,, .: (sho rt anti
suclit:.lct 
t 

wilth 
t 
o~i ;i dprIt]iif d by' -uJlhhv d) .Anld 

reCoihlh u:irid tribL ~ to 1ifin, gsAt h "( n1nd m i or 

"h" ,i )
r 	e i ah .11"utti4hlli 

( I t o ,' , it ,.p,i t : W i ii ,iA Wt tioni Ith ,, .r 

Of h "untin n x I h h t I aI J0I Wd aL 

liVeloV,., And O hl, h PIji ov un I he lI t io n l
 

whic'h the zoncii, qii anlhe {)(i11l|ii In l ei
s wer ua
 
based- t i n t e s pi i l,,c t W t, mn'l ,
Pi wapntt 

MV App i, venll AN' n1vt| v na,iy., fi]rl ltu ing, m~linimlally,
 
t h e{ {v v i w~lt 1 ( 1 '", n t, p e o f1 o i rk n dlt al d ,-,.,r ip t i o n o f
 
the' mpthadlo,gv used;,{t the 
reports onI the inldividullt
 
s ulb - a iv i [tl 'r a nd
11( , w h e.r e a p p r o p [rj)i a t e . 

met l(i giv A] mridati on s for Nit lireiv(iliie 
evalunat ia ,).
 

(2) g, ,bo ol of Report A finaliReport mnust be 
submitted io tie 'li on at the end of the Thirty

"
 days. Ile Te am 1must iibmilit ten cop ies of the firnal 
eva luiat ion to the M irs ion anid two copie, to AN1/DP/E 

inig The 
debriefing for the Mi ssion anid (SI. 
(3) I)e fr' - Team will also conduct a 
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ANNEX H
 

EVALUATI ON ME'TiIODOLOGY 

AND RECOMMENDATIONS FOR FITIIRE LVAI.IIAHIONS 

The evaluation consisted of two phase s, a pi,"paratory
 
in -house phase and the subsequent implemntat ion ihasc. The
 
first. phase, carried out prior to the arrivil of the team,
 
fnvolved the collection of 'elevalit dOcliEmellt' and Some
 

prelim inary int(rvi ew and field visit lt hedluling by' the PVO
 
Officer.
 

Duiring the firs t few day,' of the se ond pha ;e (,June 2­
,iuly -1),the tearl received briefing, on tht, o-finali iig
 
Proj ect i he tel le i I ,
thnO ubprojects I ri Ptj it itlI 
Mr .Maliesan, and ot he'r ISA IDI t ilf. 'Ih,, ( I i ivi d.d 

for 'Intec I l -tsm" ;poll., iju 11 ty wctI ")j', it .IIllip I aInong 
IVlt oM , and rew oip I.t,t of 1ti te r i qie'' io, S for the1rl n i 

ihp I i :jt s t 'ill klo lk,
v Si t;, oi till' ',o plw of 

l eI d , t .i tl l IniII tlo' f t I tw 'i , III th i lee 
l i I'ohell I ' l Imit hI I ) i of I h i i o t het illee .lito of 

Isi tw 'eek , '/pellt Vt',i titi iahd(liatlI ' (i ,' l'V'l lot ated in< fIi 
.,l lto i ( i itI )). Di Iit Ihe lt'0 t wo w!. , , Iit- (l,inn VI Si ted 

,
t itIi ;I 1" t 1 i Ira (", I 
I mboo , ill K. ild v, Matl a y ai ' IAn oi Ifd t rips 

i,I ioI.- a( I V t' 1 ",ili1oJ4' 1 ii I h - M a e 
a ia h I 'w' I I e 


tI, t , ilt, to i .w',,d tprojf( to t I s , aillI . zi' I he ftc Id
Iot revI 
I 't , alt hat n i f it liiit lig the pou tit fhi ti, Inil it re-port.il , 


At lti end of I l, Ifl i w , I a I Iti I(- aek Iti '. int ,j t 1 1y
 
I "I ,n 'f h 11ii oloilf t ,v l l. I , Ii .t I I I i: I p il lcant
 

.il t0 lit t % I it
oft'ci'ml' al ll " Ililt)i ll I li thatha1. otoi i V t l bproject 
i rilkt I I t , rig,, , onl, fmeli a id1 ,hort too based f lit po1 1Its 

h 11 l id by t lie -iope work. tt-li ins i gh tsI li t of WiIt call et til 
I fIv t'vat i I n hia rid, tlie t eati lIder i f ani wr tr i ig a d rat f t of 

thi' ut Iii report , ,hi t aim niniheis wrote inalyses of the 
ih pro jct t ;. 

IllIhe, otirse tI eva Ii t io , t lie t(aill gai ned certainof le 

liT I 1 1s, t hat Ilia%"a'oi,' the .ou rse of futire evaluations:
 

I 1 repir a tio i: ulitile evva I ,IoiIhit, d,ita keep the 
,ve .e d"ys out l tit s,nt toI st ,I,- 7T(-ee of " lide appo m inlorder 


to-il to ( dot
I iw t ii' t iiitte read til' asi , (I (iblellil('ii s anld review 
h,i 'lliliro ject . liii l, we II thatf I I TiIi'l t ealr, ei tliti 
iipiro ejc t vi sit. be tlhorough I y ofi S(:n,.seil ,,'i ti thIle p roj cc t 

rtl ii'ie,r 1o ascevrtili the titne Ii(e,,essa ry Ior traveli ig to sites 
A[iiI tor v i %i t i li, "r[ti iJig So - and'Whedtil of ifally v lI 
licalqla r t'rs v i sits irt the first week previ'ril ed the team from 
deiit tely 'doing this preparat ioil in advatice, 
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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 Prejects (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 vi T-s- fr most PVos, prior to vi siting field 
sites. The teami found that on three occasions when it arranged
to visit subprojects without planning to first visit the PVO
 
headquarters, the tor headquarters staff and dignitaries 
surprised us by travelling to the project SiAO to meet us. 
Though the gesture was apprec iated, tills diluted the value of 
the field visits (i.e., focusing on benef i cia ries and those 
invc l .vedin direct implementation). 

The erar somet 1 a setsp't t ime deve loping (onlron of 
qu I analyzinrig subpro cc si which a riglin ented by*e-tion for sojt were 
ad hoc inuterirewi gi by tr,';i members. Tihe hest infornationl was
 
probably ,atherpl, howevr' fromri those visits where an advance 
stldy of tUPe file, v t(he ierso(n re1sponsil e for writing the 
sut roj'' I'epo it ) produc'wed a set of quest ions ta i lored to that 
subprojoct. Stiff ic 'Iit flmp must be allocated for such advance 
P 'pi a t ioi. 

evalurat itr rly intoieC .m SiV the oni r aMiWas fai large, we divided 
teias L) Visi n.ole subprojec t sites, bu. weir as a full group 
to other sit es t a liake sore that r1r inqu iries were similar. 
lac ticalily, it was sometilnes useful to divide the group at the 
project site a, well, with soie interviewing beneficiaries at
the s ame time that othrers iliteuviewed ianagenent.. There is 
some question whether an interpreter should be employed for 
such situations to make sure that foreign team members can 
fully participate in non-English discussio'5.
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ANNEX F
 

LIST OF PERSONS INTERVIEWED
 

Lankn Mahila Samiti (LIS) 

Ms. 	 N.S. Hapugalle, Chairperson, Kaudwela Center 
Ms. 	S.C. Wijesekera , Vice President, LMS
 
Ms. 	Priyanthi F,:.rnando, Project Coordinator
 
Mi. 	D.. Violet, Viaparika (Enterprise Agent), LMS Coir Project
 

Pathegama Village, Matara District
 
Ms. 	D.M. Susilawathie, - do 
Ms. 	B. Indrani, - do 
Ms. 	Pathma Matheshewa, - do 
Ms. 	B. Leelawathie, Viaparika, LMS Coir Project,
 

Batheegama, Matara District
 
Ms. 	I.D. Susilawathie - do -

Ms. Prema de Silva, Viaparika, LMS Coir Project, 
Madihe, Matara District 

Ms. Segathi Abeywickrama, - do = 
Ms. Aluvihare, LNS, Matale 
Ms. Wimala Ratwatte, LMS Organiser, Matale 
Ms. Jayanthi Menike, V aparika, LMS, Poultry & Chillie Projects, 

Ma t a 1 e 
Ms. 	 H.S. Karunawathie - do 
Ms. 	 Malika Kumari - do 
Ms. 	Kusuma Aluvihare - do 
Ms. 	 W.M. Padwalatha - do 

Lanka Jathika Sarvodaya Shramadana Sangamaya (Inc.)
 

Dr. 	A.T. Ariyaratne, President, Sarvodaya Sangamaya
 
Mr. 	 D.S. Senaiayake, ixecutive Director 
Mr. 	K.P. Chandrasekara, Director, Special Projects
 
Mr. 	Siripala Gamage, Project Manager, Sarvodaya Indigahahena
 

(Deniyaya) Project
 
Ms. 	 Karuna Di, sanayaka, Secretary, Sarvodaya Shramadana Samiti, 

Viharaheria, I)eniyaya 
Mr. 	 D. Sanmarawroera, District Project Manager, Coastal Children 

Project, Mitara District 
r. tI.M. V. Karuiinase ia, Manager, Coastal Children Project, 

Devinuwara area 
Mv. P. Ka'udewa, Sarvodaya District Coordinator, Matara District 
';. [ndrai;iri Saparamadu, Sarvodaya, Galle District 
Mi . Ariyadasa Liyanage, Sarvodaya, Galle District 
Mr. Kamal Wellabode, Sarvodaya, Galle District 
Ms. Violet Nagahawatta, Sarvodaya Pre-School Teacher, Justin 

Kande Village, &-ille 

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

Head, Agricultural Training School and Farm, Elpitiya, 
Galle 0istrict 

Mr. 	P.V. Ar' awansa, Sarvodaya District Coordinator,
 
Puttalam District
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Women's Bureau of Sri Lanka (WB)
 

Ms. S. Sumanasekara Banda, Director, Women's Bureau 
(WB) of
 
Sr Lanka 

Ms. Thosa Liyanage, Asst. Director, Planning Kachcheri, Matara
Ms. G.K.M. Premaseeli , Plan Implementation Officer (PlO) (WB)

We 1igaia AGA's Div isi oa
 
ls. A. II. Ba tagoda , 1(0, hB, Di kwe I Ia ALA' 1)ivisi on

Ms. (; R iwanpath ira na , Development Officer, WB, Weligaina 
Div.
 
Mis. M. Malkanthi Lamage, Project Woman, 1B, Dikwella, M atara 
Mr . Mahind a (ammanpi 1a, Addl. GA, Kachcheri, Kalutara 
MIr .K. Pe reia, Ass t. Di roc tor , Planning ac hche ri, Ka 1uta ra
Ms KK.G. So iaratne, P1(, IB, Horana, ALA's )ivision
Mis G.S. hee ,si ig Ie , PlO1, WB, Panathira 't " 
Ms ( . D.K. Kumud i nec, Project horia n , hB, lb rana AGA' s 1)iv isi on 
1s M. 1) leinala Ia , Project Iioman, WHB,BiIlathsinghala AGA s Div.
Ms. Prema Sonaniayako , Project Womianl, IVD , Agalawatta AGA's Div. 
Is. LI.Soinawathie F ruando, Project ho ian, h'B Panadura AGA's Div. 
M.Ns Ya sawa tIi e Foseka , Project Woman, KB, PanadUra AGA's Div. 

Yourj_ Men's (ir isti an Assoc iat ion 
(YMCA) 

MIr. Boyd 'ore ra , Nat iona 1 Genera I Secretairy

Mr. K.B.A. 4i jekoon , Project Officer
 
MIr. La; Ia Ft rn ando , Assoc iate General Sec retary

NIr. S. Vi jayakulasiigham, Development Secretary

MIr. Pe ter (ir iStorbuge , Gene ra I Sec re tary , YMCA, Ga IIe
 
Mis. Wijay'alatI 
a Rainas inglihe , Project Coord inator, Home Gardening 

Project, YMCA, Ga e D)istrict
 

Save t i, Ch iIdreit 

1)r. Nima I i Kannangara , Director
 
MIr. ;ir,,t I W ick ralna r, tri , Field Coordinator, Meegoda

ir. F rank iase, Save Project, Meegoda


Mir. Wianiga b:iIi, Asst . Field Coordinator, Meegoda
 

Malarga Inst i tite 

Mr. A.T. Fonseka , Asst . Di rector 
1r. K. C. le ,r a, 1'r o. 't M tanager, Research It Experimental 
Vi !ag, Project, Pat iaIa 

kir. II. Mananwa f ta, As',oc iate 'irector, Project Implementation
Mr . W. (illa .,!k ra , A', st . 1 ir ect o r 
Mr. K. B. Di ssa nayake, Consul taut 
Mr. S. S etna ra te , Con iiI a r t 
Mr. A ,S. Ra na si iglie, Re;ident Manag e r , I-anna I a Project
Mr. Susi I Ranaitunira , Pi ojct Of ficer, Walgampaya Project
Mr. Ni. ). Kod ikai a , Vi IIag, Coord iia to r , Wa Ig ampaya Proj ect
Mr-. D.R. Samarakmi Banda, Project Officer, mlulgama Project 
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Nation Builders Association (NBA)
 

Mr. M.B. Adimarama, Executive )irector 
Mr. Anuradha Wickramasinghe, Secretary, Project implementation 
Mr. A.M. Tikiri Banda, Prject Coordinator 
Mr. K.A. Dharmasena, General Secretary 
Mr. iHerath Dissanayake, Advisor 
Mr. Indrajith Parel, UN Volunteer 
Mr. D.M. Sumanasekera, Project Coordinator, Nagadeepa Water 

Management Project
 
Mr. 	Chandana Kodltuwakku, Education A Training Coordinator,
 

Reforestation Project, Minipe Right
 
Bank Canal, Mahiyangana.
 

All 	Ceylon Buddhist Congress (ACBC)
 

Mr. 	N .D.V. Mahatantila, Chairman, National Courncil of
 
Social Sciences
 

Mr. P.D. Uduwela, Chairman, Mahawewa Project Committee
 
Dr. M.B. Ariyapala, President, ACBC
 
Dr. It.C ,. Soysa, Project Committee
 
Mr. 4.(;.D. Siriwardhana, Secretary, National Council of
 

Social Sciences
 
Mr. P.M. Mudiyanse, Treasurer, f t
)eat Hlind Home Management 

Commit tee 
Mr. .N.S. Fernando, lonorary ung ieer 
Dr. A.D.V. Premaratne, Chairman, Deaf I,Blil lome Management 

Commit tee
 

Yahapath hndera Farming Center lanwella
 

Sister Mary Chri St ina (Superior), Project Direc tor 

Rev. Bro. Clee nt Fernando, Project 1)irectr 

Sukhit ha Welfare So&jti,.jlp±;r id. 

Mr, 	 B. N. Edussuriya, Hlony. Di'rector 

R I 1 SROI, _ <_ly 

MIr. 	 W. J.S. Si nniah, lroje ct Dlirector 

Mi. Ft inik ). iWoi r , Miss iiDirector 
Mr. hilliam P. WhlOiiuK, Ieputy) Director 
Mr, Richaid McL au~ghlin, Prog ram Officir 
Mr. Nagalilrig am Mua hlo aii , PVO )ifflCue 
Mr. William A. Hlinii', Project ha,l top Officer, Office of 

Project lDevc, Iopin lit a;, Spec ial Piog irams 
Ms. Pauila IBryan. Hlalth i Po pulatio in Off ice 
Mr. Senka Aheyratip, Agi hiiii i F Puia! llevelopment Office 
Mr. Arthur D. Scha ite, Corutioller 
Mr. Si ra Abeynekera , Cont roll er's fCf ire 
Mr. TI ak Samaraninyake , Program Ec onomi st 
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ANNEX G
 

ITINERARY AND SCHEDULE OF TiHE 
EVALUATION TEAM
 

Monday, June 2: Colombo
 

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

Project Officer
 

Meeting with Mission Director and Deputy Director
 
Team Planning Meeting
 

Tuesday, June 3: Colombo District 

Lanka Mahila Samiti, Training Center, Kaduwela 
Reading - Colombo 

W'edlnesdav, June 4: Colombo District
 

Visit lave the Children Headquarters, Colombo 
leam A - Save Project at Meegoda
learn B - Yahapath i ndera Farming Center, Hanwella 
leam niet i ing, Colombo 

Tlihrsdiv, Jur, 5: Colo. o District 

'Teram meetirrg arid reading - Colombo 
,Sarvodaya Headquarters, Moratuwa 

Friday[. , June 6: Colombo 

YMCA HIeadlquart-er-s, Colomrbo 
Kri lanka Women's Bturpau Headquarters, Colombo 
Ma r a lrist itute, Co 1Nvbo 
Readinug Time 

,atur.day_.June 7: Col ombo 

Reading Day 

tirnd/v~June 8: Travel 

Travel to Colombo to Koggala Beach Hotel, Galle District 

Moi(y_. June 9: Matara District 

Sarvcdaiya Center, Pal leama, Deniyaya
leam A Visit Sarvodaya Project
-
 at P'allegama Village

Teamn B - Visit 
%arvodaya Project at Dodametota Village

Visit Sarvodaya Project at Viharahena Village

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

Team A
 
9arvodaya 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
 

Wednesdag, June 11: Galle and Kalutara Districts
 

Sarvodaya Coastal Children Project, Kalupe, Seenigaiaa
 
Galle District
 
District Secretariat, Women's Bureau oftice, Kalutara
 
Team A: Sukhitha Welfare Society Training Center, Horana
 
Teawa B: Women's Bureau Proj'ects at Panadura
 

Thursday, June 12: Colombo
 

Team subprojecl review meeting
 
Subproject report writing
 

Friday, Jure 13: Puttalam, Gampaha, & Kurunegala Districts
 

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

Team 	B
 
Sarvodaya District'Office, Marawila
 
Sarvodaya Coastal Childrun Project, Suduwella
 
ACBC, Vocational Training Center, Mahawewa
 

Saturday, June 14: Colombo
 

Reading Files
 

Monday, June 16: Kandy and Matale Districts
 

Team A
 
Tlarga Village Developnent 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 Meeting, Ulhitiya
 

Wednesday, June 18: 
 Badulla and Kandy Districts
 

Nation Builder's Association, Refo:,estation Project,

Buddankotte Project Office, ind 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 2,S: Colombo
 

Drafting subproject reports

Drafting main report
Team Meetings on points for main report, especially


conclusions and recormendations 
Begin preparing other annexes, praphs, and tables
 
Interviews with PVO Officer and Backstop Project Officer
 

Monday, June 30: Colombo
 

Prepare Handouts for debriefing

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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ANNEX H
 

EVALUATION TEAM MEMBERS
 

Dr. Jan Paul Emmert - Rural Development Officer, USAID 
- Former Staff Member and Consultant 

for several PVOs. 

Ms. Deborah Brautigam - Socio-Economist 
- International Development Consultant 

Mr. Ariyaratne Hewage - Senior Consultant, Sri Lanka 
Institute of Development 
Administration 

Ms. Jayanthi Liyanage - Deputy Director, Ministry of Plan 
Implementation, Government of Sri 
Lanka 

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

Ms. Nalini Madanayake - Assistant Director, Department of 
External Resources, Ministry of 
Finance and Planning, Government of 
Sri Lanka 

Dr. S.P.F. Senaratne - Anthropologist 
- Consultant for PVOs and donors in 

India and Bangladesh. 


