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PREFACE
 

This report is based on the findings of an evaluation team
 
which assessed the Co-Financing II Project of USAID/Thailand from
 
May 8 through 29, 1987. The team consisted of Dr. Louise G.
 
White, team leader; Bernard Salvo; and Maniemai Thongyou. Dr.
 
White and Mr. Salvo were provided under an AID contract with the
 
Pragma Corporation. Ms. Thongyou is a PVO consultant to
 
USAID/Thailand. 
The team worked under the technical direction of
 
the Chief, Project Support Division, Office of Project

Development and Support, and his staff.
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I. EXECUTIVE SUMMARY
 

1. Purpose of Project. The project is designed to promote the
 
activities of private voluntary organizations (PVOs) that address
 
the needs of socially and economically disadvantaged groups in
 
Thailand. In addition to funding specific subprojects proposed

by PVOs, the project promotes technical assistance and training

activities to develop the institutional capacity of PVOs, and to
 
encourage indigenous PVOs to participate in development

activities. These activities fit within the Mission
overall 

purpose of developing Thai institutions with which AID can
 
develop long-term collaborative relationships, and which address
 
the self-help needs of the socially and economically

disadvantaged.
 

2. Purpose and Methodology of Evaluation. This is a mid-term
 
evaluation of five-year project. purpose is to
a Its review
 
USAID's implementation procedures and institution-strengthening
 
activities, and offer recommendations about changes to be made
 
during the last two years of the project. Data on subprojects
 
were collected through review of documents, interviews with USAID
 
project staff, and site visits. The team also interviewed other
 
PVOs and donors to learn about the potential of PVOs in Thailand.
 

3. Findings and Conclusions. PVOs have a comparative advantage

in promoting development, and in reaching socially and
 
economically disadvantaged groups, and the project is playing a
 
significant and positive role in assisting them. 
 While much of
 
the PVO community in Thailand is still oriented to welfare rather
 
than development, there is a growing number of development
oriented PVOs. Initially the project emphasized USPVOs but
 
gradually has expanded to include indigenous PVOs (IPVOs)

committed to development activities. 
 While a small minority of
 
Co-Fi II subproject grants have gone to IPVOs, ten of the
 
thirteen concept papers received this fiscal year were from
 
IPVOs, and seven are being considered for funding. This emphasis
 
on IPVOs will become even more important as the country moves
 
towards a middle-income status and AID attempts to develop a more
 
collaborative relationship with Thai institutions.
 

The project has also expanded the kinds of IPVOs with which
 
it works. Originally, most represented the more prestigious

organizations with headquarters in Bangkok, and sometimes with

regional extensions in the rural areas. More recently the
 
project has begun to seek out and provide grants to less well
 
known, action-oriented organizations, many of which have strong

regional and local grass roots support and considerable potential

for promoting sustainable development in the poorer regions of
 
the country.
 

The project has also emphasized activities to strengthen the
 
institutional 
capacity of IPVOs. This emphasis is particularly

important as the project expands contacts with IPVOs, 
many of
 
which lack the types of organizational skills and experience

generally desired by USAID. IPVOs are assisted in a number of
 

1
 



ways. 
First, some are gaining experience simply by administering

subprojects. Second, the project provides the services of a
 
consultant who offers technical assistance to PVOs, particularly

the smaller IPVOs, 
and is seeking out innovative organizations

which may be unaware of USAID's efforts. Third, some IPVOs are
 
being assisted by USPVOs which often rely on t1 e, to carry out 
subprojects. These institution-building effo.-s have been
 
tailored to the specific tasks of the IPVOs and have greatly

improved their capacity to design and implement subprojects.
 

Training events sponsored by the project have been less
 
successful. The two sets of training workshops took a fairly

formal, academic approach and on
focused USAID requirements for
 
designing and 
managing projects. The smaller development
oriented IPVOs, in particular, felt that such an approach 
serves
 
the interests 
of donors rather than their own long-term

institutional needs. Nevertheless, training workshops 
can be a
 
cost-effective way to reach a broader set of IPVOs than those
 
receiving USAID grants, and if they are redesigned around more
 
substantive issues, materials development, information
 
dissemination, they can be an important component of institution
strengthening. There are in fact, a number of groups with
 
interest and experience in assisting PVOs, and USAID could
 
improve its training and workshops by collaborating with and
 
encouraging their efforts.
 

The twelve currently funded subprojects (ten under Co-Fi II

and two OPG subprojects) are all reasonably effective and are
 
directed toward the socially 
and economically disadvantaged.

Moreover, most are being carried out in the poorer regions of the
 
country, often with handicapped groups or minorities. Most of
 
them sponsor activities to develop the capacity of individuals,

including the disabled, to function more effectively. A smaller
 
number encourages participation by beneficiaries or community
 
groups in the subprojects. Some of the subprojects try to build
 
or strengthen local institutions in a communitN,, and these appear

most apt to bring about sustainable benefits. A small but
 
significant number of PVOs work closely with government agencies,

at the Ministry, provincial and district levels. Staff feel this
 
strategy enables them to promote positive change within agencies

and local governments, thus enhancing sustainability.
 

The evaluation of Co-Fi I recommended that USAID improve its
 
procedures for administering the project and USAID responded with
 
a number of positive procedural changes. USAID should continue
 
these efforts and further simplify procedures, particularly to be
 
more responsive to the needs of less experienced IPVOs. Some
 
procedures reflect demands from 
the RTG, and can only be
 
addressed when a new project is designed. Others, such as
 
clarifying the criteria for selecting subprojects, are changes

that USAID can implement now.
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4. Recommendations
 
A. USAID should continue assisting PVbs in general and
 

smaller, rural-based, development-oriented IPVOs in particular.
 

B. Since USPVOs have been an important resource for
 
strengthening IPVOs, USAID should encourage USPVOs to play a
 
supportive role, 
in which they work with and assist IPVOs rather
 
than carry out projects directly. USAID should convene USPVOs as
 
a group and involve them in policy discussions about PVOs.
 

C. USAID should clarify its criteria for subprojects and
 
ensure that a significant rumber are addressed to the rural poor.

The criteria should deal not only with substantive areas of
 
concern to AID, but also with approaches to these concerns. The
 
criteria should encourage subprojects that involve participation

by groups of beneficiaries, and that emphasize building local
 
community institutions to ensure sustainability.
 

D. USAID should continue to emphasize technical assistance
 
to IPVOs. Institution development funds for additional
 
assistance on data gathering and evaluation should be made
 
available to particular IPVOs upon the recommendation of the
 
consultant.
 

E. USAID should rethink its training approach to deal with
 
more substantive development issues, to stimulate the thinking of
 
PVOs, to expand their organizational skills, and to disseminate
 
the results of subproject activities. For example, it could use
 
training funds to support workshops that bring together PVOs
 
doing work in similar areas, such as drug programs, micro
 
enterprises, or work with the hill tribes. 
The purposes would be
 
to compare experiences, promote collaboration, and develop some
 
conclusions about alternative strategies.
 

F. In designing training and workshops, USAID should
 
collaborate with and use the resources of other organizations

working with PVOs. It should begin by surveying potential
 
resources and current training activities, including the work of
 
training institutes, USPVOs, IPVOs, other donors and
 
universities. It should then collaborate with them to develop a
 
training strategy that meets the following criteria: works
 
through indigenous institutions, has a regional focus and a
 
strong grass roots thrust, provides training to PVOs whether or
 
not they are receiving USAID funding, includes a facilitative
 
role for USPVOs, and develops simpler training materials.
 

G. USAID should continue to modify and simplify its
 
procedures to address the special needs of 
smaller development
oriented IPVOs. Recommended changes include shortening the time
 
frame for project approval, developing simpler guidelines and 
a
 
handbook on AID policy, translating material into Thai, and
 
allowing IPVOs submit reports in or
to their Thai, budget for
 
translation services.
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II. BASIC PROJECT IDENTIFICATION DATA
 

1. 	Thailand
 

2. 	PVO Co-Financing II Project
 

3. 	493-0342 (Grant)
 

4. 	Project Dates:
 

First Project Agreement, Oct. 1, 1984
 

Final Obligation, FY 1989
 

PACD, Sept. 30, 1992
 

5. 	Project Funding:
 

AID, $5,000,000
 

PVOs, $1,100,000 (in-cash or in-kind)
 

TOTAL $6,100,000
 

6. 	 Mode of Implementation: PVO Co-Financing to registered U.S.
 

and Thai PVOs (103, 104, 105, 106 of the Foreign Assistance
 

Act of 1961).
 

7. 	Project Design: USAID/Thailand
 

8. Responsible Mission Officials
 

Mission Director: Dr. John Eriksson
 

Project Officer: Willy Baum, Chief Project Support Division
 

9. 	Previous Evaluation, Evaluation of Co-Fi I, Summer 1983
 

10. 	Cost of Present mid-term evaluation, $29,448
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III. INTRODUCTION
 

A. Purpose of Evaluation
 

The basic purpose of the evaluation is to complete a mid
term assessment of the Co-Financing II Project, to review the
 
work undertaken in the first two and a half years of the project,

to determine if the activities are meeting project goals, and
 
recommend whether the Mission should consider any shift in
 
emphasis during the remaining life of the project. The Scope of
 
Work (Appendix 1) identified three broad areas to be emphasized

in the evaluation: 
(1) the extent to which the Co-Fi II project

is meeting the stated goal of "addressing the self-development

needs of socially disadvantaged groups;" (2) the results of the
 
project's emphasis on building the institutional capacity of
 
PVOs; and (3) the effectiveness of the procedures that USAID has
 
developed to implement the project.
 

B. Approach of the Evaluation
 

In light of the above purposes, the evaluation focuses on 
USAID policy towards and involvement with PVO programming in 
Thailand rather than on 
the merits of specific subprojects. In
 
addition, it addresses the broader potential 
that PVOs can play

in development. We reviewed all of the subprojects funded under
 
Co-Fi II and visited those with project sites. 
 We also visited
 
two completed Co-Fi I subprojects to get a sense of the long-term

impacts of such activities. We reviewed thirteen concept papers

that PVOs have turned in for future funding and visited two of
 
the applicants to gain some insight into future directions of the
 
project. We visited several IPVOs not 
 related to USAID
 
activities to gain a broader sense of the status and potential of
 
the IPVO community within Thailand. We interviewed people in a
 
number of institutions such as universities 
 and training

institutes to assess potential resources to assist the IPVOs. 
We
 
met with a number of government officials concerned with PVO
 
activities to understand RTG policies and practices. (Appendix 3
 
lists persons interviewed and Appendix 4 lists PVOs and
 
subprojects visited.)
 

C. Evaluation Methodology
 

The two U.S. members of the team spent two days in
 
Washington interviewing staff in the Bureau for Asia and Near
 
East, and representatives of the USPVOs involved in Co-Fi II
 
subprojects. After arriving in Bangkok, they were joined by the
 
third team member, and were 
briefed by the Project Support

Division (PSD) staff. The team then spent a week in Bangkok

reviewing files and interviewing relevant individuals. The files
 
dealt with individual subprojects and institution-building
 
activities. We also reviewed RTG documents, particularly the
 
Sixth National Economic and Social Development Plan and the memo
 
of understanding between USAID and the Department of Technical
 
and Economic Cooperation (DTEC). The interviews were conducted
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with central office staff of PVOs, RTG officials, and the staff
 
of a proposed project site, Klong Toey.
 

On the basis of these experiences, and with a conscious
 
effort to build on the approach used in the evaluation of Co-Fi
 
I, we compiled a series of topics to cover on our visits to
 
subprojects:
 

Design of the subproject
 
Implementation experience
 
Monitoring, reporting and evaludting activities
 
Impact of the subprojects on beneficiaries
 
Institution building and technical assistance to staff
 
Sustainability and replicability
 
Relations with RTG units and/or other organizations
 

Eight days were then spent in the field visiting subprojects

and other organizations. We spent two days in the South, four
 
days in the Northeast, and two days in the North. Team members
 
divided up the subprojects, each taking major responsibility for
 
reviewing the files on four subprojects, briefing the other
 
members of the team, and taking charge of the site visits. All
 
three team members visited all of the projects and participated

in interviews. The Thai national made a particular effort to
 
speak to beneficiaries and Thai speaking project staff, and to
 
bring a Thai perspective to the evaluation. (Appendix 4 contains
 
the schedule of team activities.) This schedule left the team
 
less than a week to review and analyze the findings and prepare

its report. Teams always feel that they need more time, but we
 
felt that the breadth of our mandate warranted another week for 
following up on interviews, assessing alternative resources
 
within Thailand, and analyzing our findings.
 

IV. PiROJECT CONTEXT
 

A. Country Context and Development Issues
 

Thailand has experienced extensive development over the past
 
decades and is considered by AID in its Country Development

Strategy Statement (CDSS) for FY 1987 to be approaching middle
income status. Under the first five Five Year National Economic
 
Plans (1961--1986) Thailand enjoyed unprecedented growth and
 
development. The economy grew at an average real rate of over 7
 
percent per annum. As a result, the GD? is no-, $40 billion and
 
the GNP per capita is $790. The basis for this growth has been
 
diversified small-farm agricultural produC:tion. While its
 
contribution is diminishing relative to other sectors,
 
agriculture is the source of about 60 perce nt of all export

earnings, is responsible for 21 percent of GDP, and is the
 
primary occupation of 70 - 75 percent of all 17nhis. The CDSS for
 
FY 1987 projects that employment generation will be the most
 
significant issue in the 1980s, that the grfQwing work force will
 
confront slower growth rates, and that as farm mechanization
 
increases, on-farm employment will decline.
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This rapid growth and the changes in the agricultural sector
 
have produced major equity problems in the society. Poverty is
 
particularly concentrated in rural areas with infertile land, low
 
rainfall, and little access to markets or 
jobs. For example, in
 
1981 per capita income in the rural Northeast was $252 compared

to almost $1,888 for Thais in the Bangkok metropolitan area. In
 
addition, much of the rural population remains unreached by

government social services; for example, only 26 percent of the
 
rural population has access to government health services. While
 
one third of the population resides in the Northeast, it accounts
 
for 56 percent of the poverty. The North is the second poorest

region and accounts for 25 percent of the poverty. The South
 
contains pockets of poverty and experiences special problems

related to the minority Moslem population. It is also important

to remember that there remain pockets of poverty within the
 
Bangkok area.
 

B. RTG Response
 

The Fifth Plan (1982-1986) and the recently announced Sixth
 
Plan (1987-1991) recognize these problems and commit 
 the
 
government to create opportunities for the majority of people in
 
backward areas. The Sixth Plan emphasizes rural and community

development strategies, decentralization of some responsibilities

to local areas, and income generation activities, particularly

non-farming opportunities in rural areas. The Sixth 
Plan also
 
continues a commitment by the Thai government to rely on private

sector organizations, including organizations in the 
voluntary

sector. Historically, fears of communist infiltration in the
 
more 
remote villages and hills led the government to he wary of 
grass roots organizations. The Sixth Plan, however, specifically
states that "private organizations . . participate in the 
prevention and in finding solutions to social problems."
Government policy still seems to be in transition on this subject

and, as yet, there have been no policy guidelines on the
 
coordination with and ir.tegration 
of PVOs at the implementation

level. A frequently proposed Government-PVO (GO-PVO) Task Force
 
has yet to be firmly established. In the meantime the central
 
government often finds it easier to work directly with some of
 
the larger IPVOs such as PDA, rather than the 
 smaller
 
development-oriented groups. In rural areas one is more apt to
 
find informal cooperation between local officials, technicians
 
and smaller IPVOs, although the team found that there continues
 
to 
be mutual suspicion and distrust between the government and
 
IPVOs.
 

C. PVOs in Thailand
 

Although Thailand does not enjoy the same variety and number
 
of IPVOs that are in neighboring countries such as Indonesia and
 
the Philippines, there is a strong tradition of voluntary service
 
rooted in the Buddhist tradition. The term "PVO" itself is
 
ambiguous, and is often used to refer broadly to all associations
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and foundations, including a large number of charity and relief
 
organizations.
 

While precise figures are hard to come by, there is a
 
consensus that the number of PVOs focused 
on development as
 
opposed to charity are increasing. The Directory of Development

NGOs in Thailand published in 1984 by the Thai Volunteer Service
 
lists a total of 113 PVOs concerned with development, including

both international PVOs and IPVOs. Of this number *1 percent are
 
registered with the Thai government. The Project Paper for Co-Fi
 
II estimates 100 IPVOs involved in development. Many of these
 
are action-oriented organizations, with committed leadership, and
 
a willingness to be innovative. A growing number are located
 
outside of the metropolitan Bangkok area and have strong regional

identities. While some lack organizational skills and trained
 
personnel, a number are led by people with a rural background,
 
who have since become highly educated, and wish to apply their
 
professional training and experience to rural problems.
 

Various attempts have been made to establish a coordination 
mechanism among PVOs and with the RTG. In preparation for the 
Sixth Plan, the National Economic and Social Development Board 
(NESDB) requested the PVOs to establish a coordinating body with 
which the government could work, and which could elect 
representatives to the proposed GO-PVO Task Force. In January 
1986, a group of PVOs established the NGO Coordinating Committee
 
on Rural Development (NGO-CORD). Currently there are 188
 
members, including both development and social welfare
 
organizations, and international and indigenous PVGs. There are
 
also five regional coordinating bodies which elect
 
representatives to the national NGO-CORD committee. (The

nineteen board members include two from the North, four from the
 
Northeast, three from the South, one from the Central region and
 
nine from Bangkok.) The regional bodies stress actual development

activities, while the national body has focused on developing a
 
strategy for coordinating with the government. The committee is
 
still trying to develop a viable structure that can handle the
 
different orientations among its members. Currently NGO-CORD has
 
a three-year grant of $120,000 from the Local Development

Assistance Program (LDAP) of CIDA to perform services for its
 
members.
 

D. AID Policies
 

Consistent with RTG policies, AID policy has taken a leading

role in emphasizing development activities that enhance the self
help capacities of the disadvantaged and that support the role of
 
PVOs. The CDSS for FY 1987 emphasized the need to promote the
 
"productive, equitable, and sustainable development of Thailand's
 
rural resources." AID policy also assumes that Thailand is
 
moving towards a middle-income status and that AID should
 
therefore develop a more collaborative relationship with Thai
 
institutions. The CDSS for FY 1987 specifically includes PVOs
 
among the institutions with which AID should develop

collaborative relations. It commits AID to "greater use of non
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governmental organizations to complement and/or substitute for
 
government services and to increase the participation of local
 
groups in the development process."
 

Since 1976, AID has funded three projects that rely on PVOs
 
to design and carry out development activities. From FY 1976
 
through FY 1979, the USAID Asia Regional Project, (Private

Voluntary Organizations, 498-0251) funded eighteen subprojects

(OPGs) carried out by PVOs 
in Thailand. A total of $2,281,252
 
was awarded.
 

From FY 1980 through FY 1984 USAID/T set aside $5 million to
 
support the PVO Co-Financing Project (493-0296), now referred to
 
as Co-Fi I. Its purpose was to "improve local-level development

efforts . . . by promoting PVO development activities which are
 
consistent with and in support of AID strategies" (Project Paper,

1979). 
 The effect of this project was to allow decisions to be
 
made about subprojects at the Mission level, thus giving more
 
flexibility to the Mission, and enabling it to be more 
responsive

to and supportive of PVOs. Twenty-one subprojects were funded in
 
the course of the five years. (Appendix 7 contains a complete

list of subprojects funded under OPG, Co-Fi I and II.)
 

Co-Fi I was judged to be very successful, and a follow-on
 
project was designed. PVO Co-Financing II (493-0342), also
 
obligates 
$5 million of U.S. funds to support PVOs in promoting

development activities in Thailand over a five-year period (1985
1989). The subprojects are to be co-financed with a minimum of
 
25 percent in PVO contributions in cash or in-kind services. 
As
 
of May 1987, ten subprojects had received grants, and $2,262,000

of the funds have been obligated. The present evaluation
 
constitutes the prescribed mid-term evaluation of Co-Fi II.
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V. PROJECT PURPOSES
 

Co-Fi II "addresses the stated goals of the Royal Thai
 
Government (RTG) to improve the lives of socio-economically
 
disadvantaged persons and to increase their capacity 
to
 
participate in their own development." The Project Paper defines
 
the disadvantaged as "those groups of individuals who lead
 
economic lives ranked within the poorest 30 percent by income of
 
Thai society or who have unequal access to resources needed to
 
improve their lives . . . . " To meet this broad goal, the 
purpose of Co-Fi II "is to promote PVO activities, including

those of indigenous PVOs (IPVOs), that address the self-help

needs of socio-economically disadvantaged groups." This emphasis
 
on IPVOs is part of the broader effort to encourage "self
development" and to "strengthen local resources and encourage

local participation in the development process occurring in
 
Thailand.."
 

In designing a project to accomplish this purpose, the
 
Project Paper for Co-Fi II did an admirable job of addressing the
 
several problems raised by the evaluation of Co-Fi I (Appendix 8
 
contains the Executive Summary of the Co-Fi I Evaluation). Its
 
responses fall into three broad areas: increasing the role of
 
IPVOs, enhancing the institutional capacity of PVOs, and
 
improving the procedures USAID employs to implement the project.
 

Co-Fi II specifically proposes an increase in the role of
 
IPVOs in administering subprojects. According to the FY 1987
 
CDSS, AID assumes that USPVOs will initially get most of *the
 
funds designated for PVOs, but that "AID financing will
 
increasingly shift t- indigenous PVOs." Since only two IPVOs
 
received grants under Co-Fi I, the evaluators concluded that
 
IPVOs had not been well represented among grant administrators.
 
The Project Paper for Co-Fi II responded by stating that
 
preference will be given to proposals from IPVOs or ones "that
 
st7engthen institutional capacities of local entities or groups."

It specified that 40 percent of the grants should involve IPVOs.
 

This emphasis on IPVOs is very appropriate given the broader
 
policy goals of AID and in light of the growing number of
 
development-oriented IPVOs. In some respects, the PVO community

is still dominated by traditional organizations committed to a
 
welfare approach rather than development, but the number of
 
development-oriented IPVOs is increasing, and USAID policy wisely
 
attempts to encourage this trend. This emphasis on strengthening

development-oriented IPVOs will become even more important as the
 
country moves towards a middle-income status and AID attempts to
 
develop a more collaborative relationship with Thai institutions,
 
rather than an exclusively donor/grantee relationship. A policy

of support for IPVOs, however, should not be stated to exclude
 
USPVOs. As we note in the following section, many grants awarded
 
to USPVOs were implemented with or through indigenous

organizations, including IPVOs. USAID, therefore, should
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encourage USPVOs to continue to play a role, but change to a more
 
facilitative rather than a purely operational role.
 

Second, the evaluation of Cc-Fi I stresses that while the
 
subprojects were generally effective in accomplishing the goals

of the project, subproject designs were often weak, progress
 
reports were often missing, and evaluation strategies were
 
usually inadequate. As a result, Co-Fi II set aside $600,000 of
 
the $5 million project grant for institution-building activities.
 
Such activities include technical assistance, training,

consultancies, workshops, and conferences. The emphasis on
 
capacity building reinforced the broad commitment to use project
 
resources to strengthen PVO management capacities and
 
institutions, particularly the capacity of IPVOs. It was also
 
hoped that by increasing the capacity of the PVOs themselves,

less 	USAID staff time would be required during implementation.
 

Third, the evaluation of Co-Fi I noted that some of the
 
procedures used by USAID in managing the grant were unclear or
 
inadequate. Co-Fi II, therefore, was designed to clarify USAID
 
procedures for managing the project. It clarified and simplified

the selection criteria, 
and asked project staff to shorten the
 
time for approving project proposals. The Project Paper, and the
 
management processes established by the Project Support Division
 
(PSD), have attempted to improve the processes of selecting

proposals and monitoring progress. The evaluation team, in fact,
 
found that PSD has continued to review and improve its procedures

in light of its ongoing experiences and that a number of very

positive changes have been made during the the first two and a
 
half 	years.
 

To determine whether the project has met these purposes,

this 	evaluation has organized its findings in three broad areas:
 

o 	 Project Implementation (Part VI) looks at the
 
characteristics and effectiveness of the subprojects.
 

o 	 Project Management Procedures (Part VII) looks at the
 
ways in which USAID has managed the project.
 

o 	 Institution-building activities (Part VIII) looks at
 
the efforts USAID has made to strengthen PVO
 
institutions, and examines how effective they have
 
been.
 

The final section (Part IX) contains the team's findings,

conclusions and recommendations.
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VI. PROJECT IMPLEMENTATION
 

This section examines the effectiveness of the subprojects

using criteria taken from the Project Paper. Some of these
 
criteria were also included in the evaluation of Co-Fi I. The
 
criteria include: support for IPVOs, reach the poorest, encourage

self-help capacities through participation, and promote

sustainable activities. We will 
use them to review the ten
 
subprojects financed to date under Co-Fi II and the 
 two
 
subprojects funded from AID/W general funds and administered by

Co-Fi II procedures. Where appropriate, the analysis compares

these twelve subprojects, with those funded under prior USAID
 
programs, and with subprojects proposed in concept papers.
 

A. Support for IPVOs
 

The Project Paper states that "at least 40% of project funds
 
[should be] administered directly by Thai PVOs collaborating with
 
local counterparts." Table 1 provides a comparative overview of
 
subprojects in the several projects compared and indicates the
 
number of grants given to IPVOs.
 

Table 1
 
Characteristics of Subprojects, 1976-1986
 

Number of Average Amount Subprojects
 
Subprojects of AID Grant Administered
 

by IPVOs
 

Subproiect Grants
 
OPG, '76-'79 22 $174,598 3
 

Co-Fi I, '80-'84 21 $206,438 2
 

Co-Fi II, '85-'86 10 $206,200 3
 

OPG, '85-'86 2 $ 51,038 1
 

Concept Papers 
Co-Fi II, '87 11 $230,026 10 

OPG, '87 2 $ 79,000 0 

According to the table, the vast majority of grants from
 
1976 through 1986 have gone to USPVOs. This emphasis is likely
 
to shift in the future, however, since there is a marked increase
 
in the number of concept papers submitted by IPVOs for funding in
 
1987. It is difficult to point to a single reason for this
 
increase, but the greater emphasis on technical assistance to
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IPVOs probably has an impact. There probably will be more
 
proposals from USPVOs next year, and USAID expects to continue
 
providing grants to USPVOs, even as they increase the number
 
going to IPVOs. (Of four concept papers submitted by USPVOs, one
 
is being adopted as an amendment to an existing grant, one was
 
rejected, one will likely be funded, and one is being resubmitted
 
by an IPVO with the support of the USPVO.)
 

A related question is what proportion of the funds went to
 
IPVOs. Looking just at the ten Co-Fi II subproject grants, 75
 
percent of the funding went to USPVOs ($1,541,300 out of
 
$2,062,000). Thus the project has fallen short of the objective

that 40 percent of the proposed funds should be administered by

IPVOs. However, it is likely that the higher proportion of
 
concept papers from IPVOs will allow it to meet this target.
 

Figures about grant recipients, however, tell only part of
 
the story about the role of IPVOs. In most cases USPVOs are
 
administering their subprojects through a counterpart unit within
 
Thailand. Table 2 indicates that USPVOs often work through
 
IPVOs. For example, several subprojects to benefit disabled
 
groups are designed to assist organizations of the blind or
 
handicapped to function more effectively.
 

Table 2
 
Administration of Subprojects by USPVOs: Direct or by
 
In-country Counterparts
 

Subproiects Administered In-country Counterpart:
 
Total USPVOs Directly IPVO RTG Univ. Other
 

OPG, '76-'79 22 19 (86%) 3 5 4 2 5 

Co-Fi I, '80-'84 21 19 (90%) 1 5 2 3 7 

Co-Fi II, '85-'89 10 7 (70%) 1 4 2 

OPG, '85-'86 2 2 (100%) 1 1 

Concept papers 
Co-Fi 1I, '87 
2 
OPG, '87 

13 

2 

3 (27%) 

2 (100%) 1 

2 1 

1 

Based on the figures in Table 2, it is possible to conclude
 
that 40 percent of Co-Fi II funds are currently administered by
 
IPVOs. The table also suggests that USVOs are playing an
 
important role in assisting IPVOs and thereby in strengthening
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than an operational role. USAID could encourage them to move in
 
this direction, and could bring them together to discuss PVO
 
policy and procedures.
 

A related issue concerns the type of IPVOs that the project

is funding. The three IPVOs funded to date under Co-Fi II are
 
based in Bangkok and are fairly well established. For the most
 
part, their subproject activities are implemented in the regions

outside of Bangkok. Examples include a project guaranteeing

loans to women entrepreneurs and a leadership training project
 
among the hill tribes. IPVOs submitting concept papers for 1987
1988 include both Bangkok-based organizations and several IPVOs
 
with strong grass roots bases in poorer regions of the country.

This greater variety has two virtues. First, it increases the
 
ability of the project to reach the poorest on a sustained basis.
 
Second, it addresses the perception (perhaps an unfair one) among
 
some of the rural-based IPVOs that the Bangkok-based IPVOs are
 
not as well suited as the rural-based to address the needs of the
 
poorest.
 

This same trend towards a greater variety of IPVOs,

including 
ones with strong rural bases, is also evident in the
 
list of IPVOs registered with USAID. (See Appendix 6). Among

the fifteen IPVOs currently registered, only three have
 
relatively strong organizational bases in the rural areas. Among

the eight IPVOs in the process of registering, however, five have
 
a demonstrated record of strong community action in rural areas.
 

B. Reach the Poorest
 

The Project Paper states that subprojects should address the
 
needs of the poorest third among the population. We were not
 
able to document precise income levels or percentpges, but the
 
overall impression is that the subprojects are designed for the
 
poorest. One way to state this is to note which 
areas of the
 
country the subprojects are serving. Seven of the ten Co-Fi II
 
subprojects are directed to beneficiaries in the poorest regions.

Of these, two are for very poor rural villages; one is for the
 
hill tribes, among the poorest groups in the country; one is for
 
children in a very poor Moslem community; one provides loans to
 
women entrepreneurs who in turn hire poorer women. Three of the
 
subprojects are designed for beneficiaries nationwide, but these
 
are the deaf or blind and are very likely among the poorer

members of the society. (Appendices 16 and 17 contain maps of
 
Thailand that indicate the location of the subprojects and the
 
income characteristics of different regions.)
 

C. Encourage Self-Help Activities
 

The subprojects encourage self-help in two different ways. A
 
large 
number enhance the skills and capacities of individuals,

often through training or education. Examples include a Sign

Language Dictionary to enhance the skills of the deaf, vocational
 
skills programs for Moslem schools, and for young women in the
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Northeast, leadership training for hill tribe youth, and loans to
 
women entrepreneurs. Such projects 
are developmental in the
 
sense of increasing the skills and capacities of individuals, and
 
will likely have effect the run, it
an over long although is
 
difficult to measure their impact in the short run.
 

A smaller number of subprojects emphasize self-help in the
 
form of participation among groups or within communities. 
Two of
 
the Co-Fi II subprojects and 
one of the OPG '85-'86 subprojects
 
are directed towards communities and are designed to involve them
 
in designing and implementing the subproject. Two are promoting

income-generating activities in rural villages, and one brought

together rural women villagers from the same community for
 
leadership training. The Kho Wang Rural Development subproject

is interesting because 
it tries to promote additional income
 
earning opportunities for poor farmers, but does 
so by mobilizing

community efforts rather than individual skill training.
 

Since both approaches (enhancing individual capacity and
 
encouraging community self-help) are valuable and fit within the
 
guideline of providing developmental assistance, there is no
 
warrant for adopting one of these approaches to the exclusion of
 
the other. It would be valuable for USAID, however, to state its
 
criteria for selecting subprojects to encourage subprojects

representing both approaches. 
To date most of the concept papers

continue to emphasize individual capacity rather than community

action or participation. It is possible that the number of
 
community-oriented, self-help subprojects 
will increase as more
 
funding is directed to smaller, rural-based IPVOs. (An important

qualification is that one of the more innovative concept papers

proposing 
a community self-help effort is being proposed by an
 
IPVO located in a large urban slum within Bangkok.)
 

D. Promote Sustainable Activities
 

An important criterion 
being applied to development

assistance 
is the extent to which it promotes activities or
 
benefits that will last or be sustained once donor funding is
 
withdrawn. We will examine 
three aspects of sustainability:

whether the subproject developed or strengthened local
 
institutions to continue the activity; whether 
it developed

alternative resources; and whether it developed linkages with
 
other institutions the such the
in community as government.

(Appendix 15 presents a Concept Paper on 
PVO Institutional
 
Development.)
 

1. Development of local institutions. This characteristic
 
overlaps with, but is broader than, the earlier discussion about
 
the value of mobilizing communities or groups to design and carry

out development activities. As noted, a number of the
 
subprojects are mobilizing community 
groups. For example, the
 
Kho Wang rural development project is attempting to develop

producer and processor groups among the farmers. In addition,

several of the subprojects that focus on enhancing individual
 
skills are designed to strengthen the capacity of local
a 
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institution to offer those skills. For example, the subproject
 
to introduce vocational skills in Moslem schools attempts to
 
enhance the capacity of these schools to deliver such benefits.
 
Another subproject, designed to assist the disabled on a
 
nationwide basis, is attempting to develop an organization to
 
represenit the interests of the disabled. A Co-Fi I project has
 
left in place a very active Food and Nutrition Center whikh
 
conitinues to train villagers in preparing local produce.
 

2. Development of alternative resources. There were only a
 
few instances in which subprojects were designed to explore
 
alternative financial resources for the future. The subproject
 
to promote credit and guarantee loans to women entrepreneurs is
 
trying to leverage loans from other PVOs and to encourage a large

bank to increase its loans to poorer women. The subproject to
 
help youth from the hill tribes is trying to build a broad based
 
community support for assistance to the hill tribes. Interviews
 
indicate that there are considerable private resources in
 
Thailand that could be tapped, that few PVOs have done so, and
 
that IPVOs have a greater potential to tap them than foreign
 
PVOs.
 

3. Development of linkages with other institutions. The
 
older emphasis in the development literature on community
 
development has given way to a new emphasis on the value of
 
developing supporting linkages among communities and
 
organizations. David Korten, in a much cited work (see Appendix
 
14), has taken this emphasis one step further, and suggests that
 
one of the most significant roles that PVOs can play is to
 
consciously develop such linkages with other institutions, and
 
particularly with the government. By serving as a model and by

encouraging governments to take on new activities and change some
 
of their normal bureaucratic practices, PVOs can have impact far
 
beyond their limited resources.
 

Table 2 indicates that several of the subprojects are
 
designed to work directly with an agency within the RTG, thus
 
potentially enhancing the sustainability of their efforts. For
 
example, Helen Keller International works jointly with the
 
Ministry of Education. CARE administers two of its projects in
 
collaboration with district and sub-district levels 
 of
 
government, and field staff report very positive results. The
 
Non Formal Education Department under the Ministry of Education
 
has proposed that other offices within the Ministry adopt a
 
project previously funded under Co-Fi I, the Southern Thailand
 
Educational Project (STEP).
 

Further, several USPVOs implement their subprojects by

working through universities. For example, The Asia Foundation
 
(TAF) relies on the faculty of the Prince of Songkla University

(PSU) to implement a subproject to train women in legal rights

and political skills. The Kho Wang rural development project has
 
used the services of a local college to train villagers. "Other"
 
counterparts, such as the Islamic Foundation, include a
 
subproject implemented by private Islamic religious schools.
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We conclude from these cases that the subprojects provide

examples of each approach to sustainability. On the other hand,

subproject proposals and our site visits 
indicate that few
 
project staff were placing much emphasis on these issues, and
 
that more effort needs to be made to encourage PVOs to consider
 
sustainability issues.
 

VII. USAID IMPLEMENTATION PROCEDURES
 

This section describes the administration procedures that
 
USAID has developed to implement Co-Fi II. In general, they

respond to the recommendations offered in the earlier evaluation,

and show a willingness to review and adjust procedures as
 
problems and needs arise. The discussion is divided according to
 
the series of steps in the implementation process.
 

A. Registration
 

Before any PVO (U.S. or Thai) can be considered for
 
assistance, it must be registered with AID and the RTG. AID
 
registration requirements and procedures 
 are prescribed in
 
Handbook 1, Appendix 4c (1). They primarily involve the
 
collection of key documents and other data about the organization

and a review of a PVO's management and accounting system. The
 
main purpose of registration is to establish that the PVO is a
 
bonafide organization that possesses the capacity receive,
to 

utilize, and account for AID funds effectively. The registration
 
process for IPVOs is handled primarily by PSD staff with a
 
certified public accounting (CPA) firm, Ernst and Whinney. They
 
are contracted by USAID with some of the funds designated for
 
institution strengthening activities and complete the review of
 
the IPVO's financial and accounting systems. IPVOs that indicate
 
an interest in receiving USAID support are provided with the
 
basic guidelines for registration. (See Appendix 11.) To date,

twenty-three IPVOs have applied for registration, and of these
 
fifteen have been approved, and eight are under review. (See
 
Appendix 6.)
 

In our discussions with several IPVOs which have been
 
registered or are in the process of registering, it appears that
 
there is a general lack of understanding of the requirements and
 
why USAID needs the extensive information it requests. Some seem
 
to resent the intrusion by USAID into their "internal" matters.
 
Others had misgivings about the process initially, but 
came to
 
see it as helpful, especially when they perceived that it had
 
assisted them in improving their management systems. Some of the
 
misunderstanding could be prevented by expanding the notification
 
letter sent to PVOs to include a better explanation of the
 
purpose of the requested information. An information sheet with
 
clear guidelines in English and Thai should be provided to IPVOs
 
interested in registering. Such a paper also would be useful to
 
the CPA firm. We understand that O/PDS/PSD is in the process of
 
developing needed guidelines for the CPA Eirm to use in
 
conducting its financial review of the concerned IPVOs.
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USAID also requires that IPVOs be registered with the RTG.
 
(The Chief of the U.S. Division of DTEC said that this was a U.S.
 
requirement and not one imposed by RTG.) We spoke with a number
 
of Thai PVOs about RTG registration requirements and, even though
 
some of them are registered, we could not get clear information
 
about the procedures and costs of registration. It appears that
 
there are two categories of IPVOs: foundations and associations.
 
Both must have a charter, a board of directors, and a specific

number of members (as few as five was mentioned). Foundations
 
m1.st have about $8,000 capital in the bank, while no certain
 
amount is required by other associations. Apparently some types

of income are tax exempt, while other types are not. In 1985,
 
USAID reported that only three large, influential foundations had
 
been given tax-exempt status. As a result USAID has waived this
 
requirement.
 

The cost and process of registration are not clear but most
 
people interviewed seem to think that the process was quite
 
involved and offered few advantages. Moreover, registration does
 
not indicate whether groups are active. A review of 113 IPVOs
 
found that one half of them were not registered, but were
 
functioning well and had active programs. Since RqG registration
 
is such an evident constraint to many of the smaller development
oriented IPVOs, USAID 
waiving the requirement 
IPVCs through intermedia

should 
or ch

ries. 

review 
anneling 

this 
funds 

issue 
to 

and 
non-r

consider 
egistered 

B. Subproject Criteria 

USAID sends letters to registered PVOs stating criteria for
 
subprojects. For example, a letter sent to PVOs in October 1986
 
stated, "We will continue to support traditional efforts related
 
to rural development, health, education, institution building and
 
technology transfer, as well :is those proposals which focus
 
specifically on disadvantaged gro%.ps. In addition, USAID is also
 
interested in the possibility of supporting projects which
 
address narcotics awareness and natural resource
 
management/environmental issues." USAID also has developed a
 
list of criteria for subproject selection. (See Appendix 10.)

These include an emphasis on the s.ocio-economically
 
disadvantaged, development rather than relief, and deionstrating
 
a potential for long-term sustainable effects.
 

Section VI of this evaluation discusses a number of criteria
 
taken from the Project Paper that could also be cali'ad to the
 
attention of the PVOs. Such a listing could crovide a -hecklist
 
of different dimensions that PVOs should coi';idcr in Jesigning 
subprojects. These could include the substantive areas described 
in the guidelines and letters, and als o ':st descriptions of 
the approach they will take, how they wilL encouraoe self-help, 
whether they will be developing or strengthening institutions, 
and how they will ensure su.tainability. The evaluation of Co-Fi 
I also suggested that criteria be developed along several 
dimensions. They !iL;ted target constituencies, project 
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approaches, project goals, project context, PVO track record,
 
financial soundness, and reasonableness of time frame. Such
 
elaborations should assist the PVOs in thinking about the various
 
dimensions of subprojects.
 

C. Subproiect Approval Process
 

USAID has responded to the recommendation in the evaluation
 
of Co-Fi I to improve and simplify its procedures. USAID should
 
be applauded for the quality of the Project Paper and for the
 
innovations and improvements that have been implemented in the
 
past three years.
 

In general, the following steps are followed in processing

proposals from registered PVOs, each step taken only when the
 
prior one has been successfully completed. The amount of time
 
allowed for each step is indicated in parentheses.
 

The PVO may ask for informal discussions with the Project 
Support Division (PSD) about the eligibility of a proposed 
activity. (2-3 hours) 

... USAID gives the PVO a copy of the guidelines for preparing a 
concept paper, to be submitted within the annual guidelines 
specified by USAID. 

... The concept paper is reviewed to see if it is consistent with 
USAID's selection criteria. (3 weeks) 

... The concept paper is forwarded to DTEC for comments/non
objection. DTEC calls a meeting among RTG ministries 
concerned, the PVO, and USAID to give the PVO an opportunity 
to respond to any questions the RTG may have. (4 weeks) 

... USAID informs the PVO to revise and/or develop the concept
 
paper into a detailed project proposal, and provides
 
guidelines for developing a project proposal. (2 months)
 

... The PVO submits the project proposal to USAID for review and
 
approval. Communications during the initial review do not
 
obligate DTEC/USAID to subsequently approve the proposal. (2
 
weeks)
 
The project proposal is then forwarded to DTEC for
 
comments/approval. At this stage, DTEC will call another
 
meeting among RTG Ministries concerned, the PVO and USAID to 
review the project proposal. (4 weeks) 

... A Grant Agreement is prepared by USAID and signed between 
USAID and the PVO. (4 weeks) 

Although improvements in the process are evident, we believe
 
further action is required to simplify procedures, reduce the
 
time required to process proposals and to improve subproject
 
design, implementation, evaluation and reporting requirements.
 
Currently, USAID allows six months for the process from
 
consultation with the PVO to the signing of the grant agreement.
 
While the time can be reduced to three or four months, our review
 
indicates that the average amount of time for the twelve current
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three months refers to the time USAID and DTEC
that take to
 
process the proposal. If a concept paper or proposal is sent
 
back for revisions, as often occurs, the time spent by the PVO on
 
revisions shoula added this frame.
be to time Specific

suggestions for reducing the processing time are mentioned
 
throughout this section of the evaluation, and summarized in
 
Appendix 9.
 

D. USAID Guidelines
 

USAID has developed standard outlines for concept papers,

proposals, subproject reports and USAID staff visits. 
 Several of
 
these were adapted from AID/W guidelines for grants to PVOs.
 
This has helped to improve the quality of PVO submissions. In
 
addition to clarifying the criteria as discussed above, a clear
 
summary of the PVO program to use as a handout together with the
 
other guidelines is needed. For example, several PVO staff are
 
not clear about USAID's policy about time frames for subprojects,

and whether extensions are or
possible, with without additional
 
funding. The "packet" of materials for public dissemination
 
should be in both English and Thai.
 

E. Concept Papers
 

The intention of the concept paper to offer a brief outline
 
of a project idea has gotten out of hand. In many cases they are
 
full-blown proposals; their average length is eleven pages.

Concept papers should be used as preliminary planning documents
 
(as are PIDs in the AID project development process) and should
 
not contain detailed implementation, financial, and evaluation
 
information. The present requirements for extensive information
 
may build up expectations of approval and cause unnecessary

expenditure of development funds by the PVO. Therefore we
 
recommend that USAID limit concept papers to no more than five
 
pages.
 

One argument for retaining lengthier concept papers is that
 
PVOs need to go through several iterations before coming up with
 
an acceptable proposal and that the concept paper should be
 
viewed as an initial draft of the proposal. This point is
 
probably more relevant as grants are extended 
to smaller IPVOs.
 
We feel, however, that a brief concept paper is a good discipline

for PVOs, that it protects them from having to invest large
 
amounts of time in ideas that are not acceptable, and that they
 
can still be asked to do several drafts of concept papers and/or

proposals when this is warranted. Several of the IPVOs which
 
have submitted concept papers are presently developing their
 
second or third draft in response to comments from USAID.
 

F. Subproject Design
 

The outline provided to PVOs by USAID for proposals appears

to helpfed in improving the design of subprojects and the quality

of proposals in general. This conclusion was reached after
 
reviewing all current subproject proposals. Once USAID has
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reviewed its criteria for subproject, some of these criteria
 
could be included in the outline for proposals. In addition, the
 
technical terms presently used should be replaced with simple

language. Similarly, instructions for each component should be
 
developed to make the guidance more understandable to the many

PVO personnel who have had little experience with project design

concepts. A sample proposal, such as 
the one contained in AID/W

guidelines, should be provided with the outline.
 

The evaluation of Co-Fi I concluded that subproject designs
 
were weak in many areas, and we found that they continued to be
 
weak in addressing replicability, sustainability, and evaluation
 
plans. The guidelines, training, and any technical assistance
 
offered to PVOs should give special attention to these elements,
 
as we will discuss in the section on institution building.
 

G. Reporting Requirements
 

The introduction by USAID of a progress and evaluation
 
report format (adapted from AID/W Guidelines) has been helpful in
 
obtaining better reports from PVOs. (See Appendix 13.) Project

staff have also been very responsible in developing an effective
 
tracking system to check when reports are submitted. Several
 
IPVOs, however, continue to see them as burdensome. In pressing

them, 
it seems that they view the reports as much more elaborate
 
than they are intended to be. It is important to review the
 
guidelines and be sure that very simple terms are used.
 

In addition, we found that having to write reports in
 
English has caused some anxiety and problems with a number of
 
IPVOs. This problem will become even more pronounced if USAID
 
expands the involvement of small IPVOs. USAID should allow IPVOs
 
to write their reports in Thai and then use project funds to
 
translate them, or allow them to use project funds for assistance
 
in writing the reports in English.
 

USAID should also review the timing of reports. Progress

reports generally should continue to be made quarterly,

particularly for IPVOs new to USAID, and ones with large, complex

projects. Some flexibility may be desirable with the larger

USPVOs that are closely monitored by their home office.
 
Elsewhere we suggest that USAID project staff make at 
least two
 
visits a year to the subprojects. If IPVOs are having trouble
 
with the reporting requirements these visits could be used to
 
assist them in compiling the kinds of information they need to
 
produce the reports.
 

H. Grant Agreement
 

Related to items discussed above, it was found that most
 
IPVOs as well as local staff of some USPVOs do not understand all
 
the requirements and standard provisions of their grant

agreements. USAID should develop a simple 
 handbook that
 
highlights the key and most troublesome aspects of the grant

agreement. This has proved helpful in the Philippines.
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I. Dissemination
 

Additional attention needs to be paid to dissemination.
 
Most of the subproject proposals reviewed do not contain plans

for dissemination nor do they budget any funds for this purpose.

(One notable exception is the World Education/MOE Regional Non
formal Education Center Project in Had Yai. A model for rural
 
development through non-formal 
 education was developed,

published, and disseminated through the MOE and UNESCO.) The
 
different methods of dissemination of experience that would be
 
beneficial to others include: workshops, seminars, libraries,

appropriate university departments, a PVO information
 
clearinghouse, appropriate government departments, USAID
 
librarian, AID/CDIE, and international development agencies.

(Section VIII discusses the role of workshops further.)
 

USAID should survey the strategies that other donors and
 
USPVOs have developed for disseminating information, and develop
 
a coordinated dissemination plan. By compiling resources and
 
distribution avenues, it may be possible to use radio,
 
television, and video tape.
 

J. USAID Management Capability
 

USAID expressed concern about workload and staff
 
implications of the PVO Co-Financing Project. Presently there
 
are six persons directly involved in the administration of the
 
project--two are full-time, one is half-time, one (Chief, PSD)

spends approximately 40 percent of his time on the activity, and
 
two secretaries spend percentages of their time equal to one
 
full-time secretary. In addition, one full-time consultant is
 
contracted with project funds to provide technical assistance to
 
IPVOs involved in the program. Other management and technical
 
personnel in the Mission are involved as required.
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PSD Chief, (40%)
 

Secretary (60%) PVO Consultant
 
Seceretary (40%)
 

Assistant 
 Assistant
 
Proj. Officer ------ roj-. Officer ------ Proj. Officer (50%0)
 

We found that the present staff is exceptionally

conscientious and effective in carrying 
 out their
 
responsibilities. They have established efficient tracking
 
systems, and have been making 
more site visits to subprojects.

As a result they are very knowledgable about the characteristics,
 
strengths and problems associated with the several subprojects.

We commend their efforts to play a facilitative role in addition
 
to their monitoring function.
 

Like the previous evaluation team, we conclude that present

staffing is not excessive given the importance the program has in
 
the CDSS and the additional effort required to work with new
 
IPVOs. In fact, we recommend that the half-time position be made
 
full-time. This additional staff time is necessary to backstop

the current and anticipated subprojects adequately, and would
 
probably enable staff to conduct two site visits annually to each
 
subproject. Such visits would help address the concern raised in
 
the recent auditor-general report that subproject monitoring

should be improved. The staff needs this additional time to
 
become familiar with subprojects and to do some conceptualizing
 
about related policy and development issues.
 

The project consultant position is an extremely important
 
one especially as USAID moves toward increased emphasis on IPVOs.
 
The present incumbent has had a very positive impact on the
 
program, and it is unfortunate that the position was vacant for
 
so long. This subject is dealt with at more length in the next
 
section.
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IX. INSTITUTION-BUILDING ACTIVITIES
 

The 1983 evaluation of Co-Fi I underscored the need to
 
develop the institutional capacity of PVOs, and we strongly
 
support this emphasis. It has become even more critical in the
 
context of the emphasis in Co-Fi II on increasing the number of
 
IPVOs involved in the project. To respond to this
 
recommendation, Co-Fi II set aside $600,000 of the $5 million
 
grant (12 percent) for what the Project Paper called "institution
 
strengthening activities." The funds were to be used 
to offer
 
training and technical assistance to those USPVOs and IPVOs
 
designing and implementing subprojects. The Scope of Work for
 
this evaluation specifically directed the team to examine the
 
effectiveness of these funds and compare their impact with the
 
results of funding spent directly on the subprojects.
 

Since one of the goals of the project is to "strengthen
local resources and encourage local participation in the 
development process occurring in Thailand" we strongly support
the emphasis on strengthening the capacity of IPVOs to promote 
development. One way to do this is to assist organizations in 
designing and carrying out subprojects, and the project has been 
very effective in offering such technical assistance. Interviews
 
and site visits, however, suggest that PVOs need assistance
 
beyond designing and implementing projects. A broader approach
 
to institution strengthening would help PVOs develop their
 
organizational and management capacities, and their linkages to a
 
variety of resources and supports. The pi-oject has been less
 
successful in this area, and we propose a number of strategies

for pursuing this broader definition of institution
 
strengthening.
 

The Project Paper specified the following forms of
 
institution building: technical assistance to PVOs a
by

consultant ($165,000); nine workshops and three conferences to be
 
carried out by a contractor ($160,000); use of a CPA firm to
 
assess the financial management practices of participating PVOs
 
($70,000); mid-project and final evaluations ($30,000);

observational tours to other countries ($50,000); and special
 
assistance to PVOs in data collection and evaluation ($75,000).
 
After identifying the strengths 
how well these activities have 

and needs of 
addressed th

IPVOs, 
ese nee

we 
ds, 

reviewed 
and how 

they might be improved. 

A. IPVO Strengths and Needs
 

As discussed earlier, many IPVOs have very evident strengths

in terms of committed leadership and connections in local
 
communities. Many of these same groups, however, lack strong
 
organizations, and formal accounting procedures that are
 
important to donors. Many of the PVOs also operate very

independently of each other. They are unaware of resources
 
available to them and of similar activities being carried out by

other PVOs. Site visits gave a picture of committed groups with
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little connection to others 
and little access to cumulative

experiences in development. By improving their organizational

capacities 
Co-Fi II could both ensure improved benefits from
 
subprojects, and leave 
in place more effective organizations to
 
promote development in the future. Interviews 
suggest the
 
following needs: an ability to develop well 
 thought out
 
proposals; skills in data collection and evaluation design;

management skills; a knowledge 
 of alternative models and
 
approaches to development; a greater legitimacy; more knowledge

of potential resources; linkages with other groups doing similar
 
activities.
 

B. Technical Assistance
 

The consultant position was filled for five months in 1984
 
but remained vacant until October 1986. 
 The incumbent's role is
 
to provide assistance to PVOs, particularly IPVOs. To date she
 
has met 
with the three IPVOs currently receiving grants and has
 
given extensive assistance to IPVOs in preparing concept papers

and proposals. Interviews with the staff of three IPVOs indicate
 
that her assistance has been invaluable in helping them develop

and redraft concept papers and proposals to meet USAID
 
guidelines. The quality of the concept papers is much higher
than prior submissions, and much of this difference 
 i
undoubtedly due to these 
individual consultations. Earlier we
 
noted that a small number of Co-Fi II projects are designed to
 
promote community self-help efforts. The consultant has begun to
 
identify IPVOs with a potential for addressing community

development needs, and this emphasis may encourage more proposals

in this area. Through these efforts the project has been able to
 
offer very effective technical. assistance to those IPVOs involved
 
in the subproject process.
 

The funds set aside to provide technical assistance to PVOs
 
in designing data collection and evaluation, have not been used,

however, for these purposes even though these are areas in which
 
the proposals are particularly weak. We recommend that the
 
consultant and other USAID technical to
staff be asked suggest,
during the review of concept papers, when it would be helpful to 
provide some technical assistance to particular PVOs for baseline 
data collection or evaluation strategies. In a few cases it 
might be appropriate to use these funds for small seed grants to 
PVOs to do an initial survey of needs and resources among

beneficiaries or to implement a 
discrete pilot activity. LDAP
 
has developed some interesting strategies for offering technical
 
assistance; these are briefly described Appendix 15,
in and
 
should be reviewed by USAID.
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C. Training
 

USAID signed a contract with SVITA, a local professional

organization interested in working with PVOs, to carry out the
 
training workshops. A series of three workshops were held the
 
first year covering project design, implementation, and
 
evaluation. A second series of two workshops was held the
 
following year, in addition to a seminar for RTG and PVO staff to
 
exchange views. 
 All PVOs receiving AID funding were encouraged

but not required to attend both of the series. Most of the PVOs
 
sent representatives but participants did not necessarily attend
 
all of the sessions, nor were they always the people responsible
 
for project activities. After the second series of workshops,

SVITA carried out an evaluation which indicated that members of
 
USPVOs had found the sessions more useful than those from IPVOs
 
and this finding is supported by our interviews.
 

The reason for the different responses can be traced to the
 
kinds of materials developed for the courses and their manner of
 
presentation. The materials were conceptually sound 
but were
 
presented as formal academic models. One participant could only

recall that she had been confused by the terminology and by such
 
terms as inputs and outputs. Those attending felt they were
 
learning a series of formal steps, rather than 
a way to develop
 
an implementation capacity. While the workshop materials
 
contained a number of exercises and a field trip to a subproject

site, participants commented that the learning from the exercises
 
was never integrated with the lecture material and that the
 
actual examples used were not relevant to their experiences.

Several IPVO staff added that the training materials served USAID
 
needs rather than those of the IPVOs, although others commented
 
that they had found some of the concepts useful.
 

In spite of these problems, training workshops can be a
 
cost-effective way of addressing a broader group of PVOs. Based
 
on the needs identified above, we will consider two aspects of a
 

management and organizational skills, and include but be broader
 

revised approach to training--the 
mechanisms for providing training. 

content of the training and 

1. Content of training workshops 

(a) Training should be designed to help PVOs with 

than project design. There is a need to develop simple training

materials that help PVOs conceptualize what they want to
 
accomplish, what activities would be feasible, and how they will
 
find out what they have accomplished. They also need help in
 
setting up an organization, in collecting information about their
 
communities, and working with other groups.
 

(b) Workshops should also be designed to deal with
 
substantive aspects of development and to build on subproject

experiences. USAID could select a few areas where it has funded
 
similar projects, and bring participants together in workshops to
 
share experiences and lessons learned. For example, in our
 

26
 



interviews we met with groups representing four different
 
approaches to rural village development. All were working in
 
similar situations and yet they knew little about each other. 
A
 
workshop could be designed to bring together these and other
 
interested PVOs to share and compare approaches. Another
 
workshop could bring together those groups interested in working

with hill tribes to share experiences and offer support to each
 
other'. A third example is to convene those working in the area
 
of income generation. Yet a fourth type of workshop could bring

together PVOs who have made special efforts to work with and
 
influence government activities. Such workshops could be a very

effective 
means to disseminate the results of USAID-funded
 
activities.
 

2. Mechanisms for offerinQ training workshops
 

(a) USAID should begin by surveying what other donors and
 
groups are doing in this area and look for opportunities to
 
collaborate with them. LDAP for instance 
has been exploring

similar issues and developed a number of training strategies.
 

(b) USAID should also survey the variety of institutions
 
with an interest and ability to participate in training
 
activities. Potential IPVOs include Thai Volunteer 
Service,

Rural Development Documentation Center, Rural Reconstruction
 
Alumni and Friends Association, Thai Development Support

Committee, in addition to SVITA. Other Thai 
institutions with
 
some experience in assisting PVOs include the Research and
 
Development Institute at Khon Kaen University, and the Management

Services Department at Prince of Songla University. The survey

should also include USPVOs with an interest in assisting in
 
training. By building on the capacities of these institutions,
 
the training could enhance the capacity of Thai institutions to
 
provide such training in the future.
 

(c) Training plans should take into account regional

differences ny consulting with Regional NGO-CORD groups about
 
their needs and priorities and include them wherever feasible.
 
In this manner the training could serve the secondary purpose of
 
bringing together PVOs in a region to learn from and assist each
 
other. It would also overcome the impression of many IPVOs that
 
training events are usually designed around the needs and
 
interests of large, metropolitan PVOs, rather than smaller groups
 
with limited resoarces.
 

(d) The training should be made available to any interested
 
PVOs and not just to those receiving AID funding. The grantee

could work with NGO-CORD to identify and communicate with PVOs.
 
Other relevant boaies include the Coordinating Committee for
 
Primary Health of Thai NGOs, and the Coordinating Committee for
 
Slum Development.
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D. Promote Collaboration Among PVOs
 

As noted, PVOs are often unaware of each other and of
 
potential resources. USAID could provide a useful service by

promoting collaboration among PVOs. In addition to the workshops

discussed earlier, USAID could consider observation tours for
 
representatives of IPVOs to study ways of collaborating. Two
 
groups of PVO staff members were sent on four-week observation
 
tours of PVOs in the Philippines. Participants were enthusiastic
 
about the trips and their exposure to new ideas. The effects
 
were very diffuse, however, and the travel funds could be put to
 
a much more focused purpose. One alternative is to send members
 
of the NGO-CORD and its regional affiliates to visit other
 
countries with established coordinating bodies. The NGO
 
coordinating group in Bangladesh and InterAction in Washington,
 
D.C. could serve as useful models for the Thai situation.
 

IX. FINDINGS, CONCLUSIONS AND RECOMMENDATIONS
 

This section reorganizes the above findings and conclusions
 
around the specific questions raised in the Scope of Work.
 

A. RESULTS OF EMPHASIS ON INSTITUTIONAL CAPACITY
 

Findings. There have been significant improvements in the
 
proposals and implementation experiences of subprojects since the
 
evaluation of Co-Fi I in 1983. All of the subprojects under Co-

Fi II are reasonably effective, and several are very innovative
 
in addressing the needs of socially disadvantaged groups. At the
 
same time, many of the weaknesses noted in the earlier evaluation
 
are still evident. Project proposals usually have well conceived
 
project purposes, but are weak in providing supporting evidence,

and in designing strategies for monitoring activities and
 
effective evaluation. USAID is also increasing the role of
 
small, rural-based IPVOs, many of which have major strengths, but
 
lack experience with the kinds of accountability requirements so
 
important to AID, and with the need to build strong institutions
 
that can sustain project benefits.
 

To date, project activities to enhance institutional
 
capacity have had mixed results. The technical assistance
 
offered by the consultant has been very positive, while the
 
training was generally irrelevant and failed to address the needs
 
and priorities of IPVOs.
 

Conclusions. IPVOs continue to need assistance in developing

their organizational and management capacity. If USAID is to
 
carry out its long-term goal of promoting strong institutions in
 
Thailand with which it can collaborate, it needs to continue to
 
emphasize institution-strengthening activities. First, such
 
institution building activities can produce and document 
more
 
positive subproject impacts. Second, if such efforts are defined
 
more broadly to encompass management and organizational skills,
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as well as project related skills, USAID can leave in place

stronger organizations in the private voluntary sector. Such
 
organizations are 
an important means to promote sustainable
 
activities.
 

Recommendations. 
 USAID should increase and strengthen its
 
emphasis on institution-strengthening activities, and target

them to the particular strengths, needs and interests of
 
IPVOs. It should also 
 hroadpn its dpfinition of the
 
beneficiaries of institution strengthening to include IPVOs
 
not receiving USAID grants.
 

Firidings. There are a number of donor organizations providing

assistance to and through PVOs in Thailand. In general they
 
assume that institution-building activities are necessary and
 
important to the successful implementation of development
 
programs. They are experiencing some of the same problems in
 
reaching rural-based IPVOs, in responding to their strengths, and
 
in addressing their needs. The CIDA-supported Local Development

Assistance Program (LDAP), which set
has aside approximately 23
 
percent of its PVO funding for institution strengthening, is
 
probably having the most success.
 

Conclusion. USAID can benefit from learning 
what others are
 
doing, and can probably develop a more cost effective approach to
 
institution-building by collaborating with others.
 

Recommendation. 
 USAID should explore closer coordination
 
and cooperation with 
LDAP and other donors and explore the
 
possibility of establishing a committee to coordinate donor
 
activities with IPVOs.
 

B. NATURE OF CONSTRAINTS THAT LIMIT PVO CAPACITY
 

Findings. There are three kinds of constraints that limit the
 
capacity of many of the newer IPVOs. First, 
 there are
 
constraints associated with the inexperience and lack of skills
 
among the staff. Second, PVOs are generally unaware of each
 
other's activities, do not interact with other PVOs 
in the same
 
area, and do 
not know about available resources or alternative
 
models. Third, a number of USAID requirements and procedures

make it difficult for small rural based 
IPVOs to participate

effectively in USAID's PVO program. The next section will
 
address the first two constraints--strategies for dealing with
 
lack of skills and for strengthening linkages among PVOs. This
 
sezion focuses on the constraints presented by USAID procedures.
 

USAID requires that IPVOs register with 
the RTG to qualify

for assistance. This registration process is very cumbersome and
 
offers no incentives to organizations other than the possibility

of obtaining donor assistance. In addition, the fact that
 
USAID's guidelines and related PVO information are in English
 
causes a certain amount of apprehension for some small IPVOs with
 
limited English language skills. Many of those who are
 
participating do not adequately comprehend the meaning and/or the
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intention of the materials and a certain amount of effectiveness
 
in the administration of the grant and the implementation of the
 
project is lost.
 

Conclusion. AID's requirement that IPVOs be registered with the
 
RTG to qualify for assistance excludes a significant number of
 
the small IPVOs that are not inclined to face up to a burdensome
 
time-consuming registration process. Some of USAID's procedures
 
and their manner of presentation inhibit the participation of
 
smaller, less experienced IPVOs, who nevertheless have strong
 
community based roots among the poor.
 

Recommendation. USAID should explore whether small rural
 
development IPVOs are "legal entities" without RTG
 
registration. If they are not, then USAID should consider
 
waiving the requirement that IPVOs must be registered with
 
the RTG to obtain assistance, thus rnabling more of these
 
groups to qualify for assistance. USAID should also develop
 
guidelines that would make registration a more acceptable 
process for IPVOs. 

Recommendation. USAID's briefing materials and guidelines
should be simplified 
further and translated into the Thai
 
language. Simple materials regarding registration,
 
evaluation, and other key items should also be developed and
 
published in Thai.
 

C. VALUE OF ALTERNATIVE METHODS OF INCREASING PVO CAPACITY
 

Findings. Technical assistance provides tailored and hands-on
 
assistance to PVOs carrying out subprojects. It has proved to be
 
very successful, has visibly improved the quality of proposals

submitted, and has increased the self-confidence of some of the
 
newer development-criented IPVOs. Training activities have been
 
less successful. They were designed to impart formal project
related requirements, and failed to address the management and
 
organizational needs of many IPVOs, particularly those with less
 
experience in development projects. While the IPVO that offered
 
the training is a very professional organization, regional IPVOs
 
perceive that it is oriented to metropolitan interests and lacks
 
rural ties. Finally, most IPVOs have some common needs, as
 
identified above, but lack an awareness of what others are doing
 
and what resources could be available to them. A coordinating
 
body of PVOs has been organized at the national and regional
 
levels, but is still in the formative stages and is often caught
 
up in conflicts between the more traditional welfare
 
organizations and the more activist regional development groups.
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Conclusions. The most effective way to help IPVOs is to provide

technical assistance that is tailored to their specific needs and
 
strengths. This is particularly effective for those IPVOs
 
receiving subproject grants.
 

Recommendation. USAID should encourage the consultant to
 
continue her emphasis on working closely with IPVOs and
 
dealing with their specific needs.
 

Recommendation. The Project Paper set aside funds to assist
 
PVOs in data collection and evaluation. The consultant
 
should offer recommendations to use these funds to make
 
small seed grants to IPV~s to collect data and develop more
 
effective evaluation strategies.
 

Recommendation. USAID should encourage USPVOs to move into
 
a facilitative rather than an operational role, and explore
 
ways to work with and assist IPVOs.
 

Conclusions. The inadequacy of training efforts to date 
stem
 
from their focus and design. In spite of past deficiencies,
 
training workshops can be a cost-effective way of reaching a
 
broader group of IPVOs, enhancing their confidence, broadening

their knowledge about development strategies, and encouraging

interaction and sharing among them.
 

Recommendation. USAID should begin by surveying the kinds
 
of training being offered by other groups, particularly

other donors. It should also survey the variety of
 
indigenous groups and USPVOs with an interest in providinq
training and assistance to IPVOs. A number of universities
 
and research institutes, for example, have been associated
 
with several of the subprojects and potentially can be very

useful. In collaboration with other donors, USAID should
 
develop a coherent training strategy that relies on the
 
resources of indigenous groups and strengthens their long
term capacity to provide training.
 

Recommendation. The training strategy 
 should include
 
activities with a regional focus arid strong grass roots
 
orientation.
 

Recommendation. The training strategy should produce
 
simpler and more relevant training materials. These
 
materials should be based on actual subproject experiences
 
in donor files, rather than "cookbook" exercises. They

should emphasize the logic and utility of project design and
 
implementation, rather than formal models.
 

Recommendation. The training should include workshops that
 
bring together organizations administering similar types of
 
subprojects or similar problems. Examples include income
 
generation in rural villages, working with hill tribes, and
 
promoting sustainability. Their purpose would be to compare
 
approaches, disseminate donor experiences, draw conclusions
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about effective development strategies, and build networks
 
among the IPVOs.
 

Conclusions. In addition to technical assistance and 
training

workshops, an institution-strengthening strategy should encourage

coordination among the IPVOs. A basis has been laid for such
 
coordination 
in the NGO-CORD, but members lack experience and
 
relevant models.
 

Recommendation. USAID should make contact with NGOthe 

CORD. 
They should use the funds set aside for observational
 
tours to 
send 	board members to visit countries with strong

coordinating bodies, making certain that the 
delegations

include representatives from the regional well as the
as 

national boards. USAID should also consult with LDAP about
 
the assistance they are providing to NGO-CORD and determine
 
if there is a role for USAID.
 

Recommendation. USAID should look for opportunities to
 
encourage networking among PVOS and to link grantees with
 
other organizations. For example, the PVO consultant could
 
compile lists of universities and institutes that have been
 
involved in subprojects, and suggest them to PVOs when
 
appropriate.
 

D. 	 ROLE OF USAID IN PROMOTING PVO ACTIVITIES UNDER SIXTH
 
ECONOMIC AND SOCIAL DEVELOPMENT PLAN
 

Findings. The twelve currently funded subprojects (10 under Co-Fi
 
II and two OPG subprojects) fit within the emphasis in the Sixth
 
Plan on addressing the self-development needs of the socially and
 
economically disadvantaged. Co-Fi II subprojects include several
 
exemplary innovations, such as the development of legislation to
 
protect the rights of the disabled, and a project to improve the
 
ways in which the Ministry of Education works with the blind.
 
All are directed towards the disadvantaged, and most are being

carried out in the poorer regions of the country, often with
 
handicapped groups or minorities. At the same time many of the
 
subprojects are weak in designing strategies 
 to insure
 
sustainable activities. Only a few emphasize activities such as
 
building strong local organizations, promoting self-help through

participation, exploring alternative sources of 
 funding, or
 
developing linkages with other institutions including the
 
government.
 

Conclusions. As AID staff continues to be cut back, PVOs provide
 
an 
important mechanism for AID to carry out relevant development

activities. Co-Fi II has encouraged a variety of 
innovative
 
activities that draw on the comparative advantages of a number of
 
PVOs. Some effort should be made to encourage more subprojects

that emphasize participation and self-help by the beneficiaries,

that attempt to mobilize groups, and that stress sustainabilit-y.
 

Recommendation. The consultant should continue her
 

activities to identify innovative and active IPVOs who may
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be unaware of USAID programs. USAID should identify IPVOs
 
working in sectoral and geographic priority areas promoted

by USAID and attempt to gain their participation in PVO Co-

Financing.
 

Recommendation. USAID should review its criteria 
 for
 
subprojects. These 
 should not only indicate priority

substantive areas, but should emphasize self-help approaches

and sustainable activities.
 

E. EFFECTIVENESS OF USAID AND DTEC ADMINISTRATIVE ARRANGEMENTS
 

Findings. USAID has been very responsible in reviewing, updating

and improving its procedures for implementing Co-Fi II. As noted
 
above, however, many of these still act as impediments to the
 
smaller IPVOs. DTEC has also tried to be responsible in carrying

out its role of review, but often its requirements have served to
 
complicate 
rather than shorten and simplify the process. LDAP

and the Canadian Embassy have experienced similar problems in
 
working with RTG requirements and are planning to negotiate more
 
favorable procedures with the RTG before initiating the second
 
phase of their program.
 

Conclusions. The amount of time required to process subproject

proposals is excessive. USAID needs to continue its review and
 
modification of its administrative procedures, particularly to be
 
more responsive to the needs of IPVOs. While it will be
 
difficult to make changes with DTEC in the middle of implementing

Co-Fi II, USAID should develop a strategy, perhaps jointly with
 
LDAP, to review DTEC's role in future co-financing programs.
 

Recommendation. The time that USAID and DTEC take to
 
process proposals should be reduced to three 
 months.
 
Recommended steps include: (1) review concept papers 
and
 
proposals as they are submitted; (2) restore the concept
 
paper to a planning and idea document of more
no than five
 
pages; (3) involve DTEC in the process only at the concept
 
paper stage; (4) change the rules so that PVOs 
can obtain
 
any required RTG approval at the relevant level of
 
government (village, district, province, central), 
 rather
 
than through DTEC.
 

F. SUFFICIENCY OF USAID STAFF TO ADMINISTER THE PROJECT
 

Findings. Presently there are the equivalent of five persons

involved in administering the project, inclusive of secretarial
 
support. They are functioning very efficiently, have developed

effective procedures for monitoring subprojects and handling
 
paper work, and have a good perspective on the larger goals of
 
the project.
 

33
 



Conclusion. Co-financing programs are always among 
the more

staff-intensive activities 
that USAIDs undertake. As did the
 
previous evaluation team, we conclude that this staffing is not

excessive given the value of the project in developing indigenous

organizations that can directly carry out development activities.
 
As the number of subprojects increases during the last two years

of the project, the pressures on staff time will increase.
 

Recommendation. The part-time position should be made full
time.
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AIPENI)IX 1
 

Scope of Work
 

for
 

Evaluation of the PVO Co-Financing II Project
 

(493-0342)
 

USAID/Tha iland
 

I. ACTIVITY TO.BE EVALUATED
 

The team is to evaluate the P/O Co-Financing II (Co-Fi II) project 
(493-0342). Co-Fi II provides for a $Em grant from FY 1985 - FY 1989, 

and a planned 8-year PACO (FY 1985 - FY 1992). 

II. PURPOSE
 

This mid-tern evaluation of the PVO Co-Financing 11 (PVO Co-Fi I) 

project: is to review the work undertaken in the first 2 1/2 years of the 
project. it is further to examine the need for and suggest specifics of 

a shift in emptasis during the remaining project life. Three major 

concerns face :the USAID mission: one is whether that the focus on 

institutionalization has resulted in less development impact than would 

otherwise have occurred. The second concern is that present registration 

requirements present a considerable obstacle to small indigenous PVOs 

(IPVOs), both because of the accounting systems required and the time 

elapsed between application and approval. The third concern is the 

.staff-intensive nature of the project for USAID. The evaluation will be 

used by USAID/Thailand in considering revisions in project procedures and 

emphasis. 

?I.l BACKGROUND:
 

USAID funding of PVO activities in Thailand began in 1976 under the Asia 

Regional Project (498-0251), under which a total of $2,281,252 was 

granted to 18 sub-projects. The regional project was followed by the 

first of two USAID/Thailand projects: PVO Co-Financfna I (493-0296), 

succeeded by PVO Co-Financing 1I (403-032), covering the periods of 

FY 1980-1984 and FY 1985-1989, respectively. PIN Co-Fi I gran:ed S 5 M., 
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funding 21 sub-projects over the 5-year project life. The current 5-year
 

PYO Co-Fi IT grant of $5 m. includes $ 4.4 m. for co-financed PYO 
sub-projects (ten of which have been initiated; two additional projects 

are centrally funded). The $ 4.4 m. direc t support is supplemented by
 

PVO in-cash or in-kind contributions of not less than 1. mm., or 25% of 

the USAID funding of each sub-project.
 

By August 31, 1986 ten sub-projects totalling $2,062,000 had been funded 

under Co-Fi II. Of this total, 3 sub-projects, totalling $520,700 were 

with indigenous PVOs*. Thirteen IPVOs had been registered with USAID and 
another nine were in the process of registering. Six workshops and 

seminars, attended by approximately 150 participants, had been held and 

seven people visited the Philippines to observe PYO Co-Financing 

activities there. 

Technical Assistance 

In addition to the $4.4 m. sub-project budget, $ 600,000 is earmarked for 
technical assistance. The technical assistance provision responds to 

evaluator criticism of weakness in P110 Co-Fi I sub-project design. In 

response to this criticism and the subsequent direction of the Asia 

Project Approval Committee (APAC) that sufficient resources be provided 

to help strengthen IPVO capacity, Co-Fi 1I incorporates two mechanisms: 

the hiring of a long-term consultant, and the conducc of workshops and 

other training. The consultancy position was initially filled for five 

months in 1984, and then remained vacant until October 1, 1986. 

In the absence of a consultant, the SVITA Foundation, a registered Thai 

PYO, was contracted to plan and conduct a series of three workshops, held 

in April - Septemoer 1985. The three workshops dealt with project 

* Two additional centrally-funded projects are being carried out with 

US-based P'fOs.
 

37
 



APPENDIX 1, p. 3 

design, implementation, and monitoring and evaluation. SVITA was again
 

contracted in 1986 to carry out a similar workshop series. Two 

conferences each in Years 3 and 4 (1987 and 1988) and one each in Years 5 

and 6 (1989 and 1990) are provided for in Ehe Project Paper. 

Sub-project Grant Process 

The sub-project grant process first involves registration with USAID, 

followed by submission of an initial concept paper for review by AID and 

then the Royal Thai Government (RTG), and then a final proposal, also 

reviewed by AID and the RTG. RTG involvement in sub-project approval is
 

governed by a Memorandum of Understanding with the Department of Technical 

and Economic Cooperation (DTEC). Sub-project grants are ooligated through 

USAID/PVO agreements, following USAID and RTG approval. Both the 

registration and suo-project approval processes are somewhat lengthy, 

averaging a minimum o- I and 6 months, respectively. 

As the major RTG cooperating agency for bilateral projects, the Department 

of Technical and Economic Cooperation (DTEC) is involved in Co-Fi il on an 

overall level. This involvement is governed by a bilateral agre-ement 

providing the framework for Co-Fi 11; detailed implementation plans, 

including financial information, are submitted to OTEC annually for 

approval. 

The Co-Fi II project is administered by the USAID Division of Project 

Support. 1he equivalent of 3.80 full-time professionals manage Co-Fi II. 

Additionail secretarial, finance, and accounting staff time are also 

requi red.
 

RTG Policy Framework
 

In the Sixtn Economic and Social Development Plan, the RTG advocates (in 

what is for Thailand an unprecedented strategy), that: "privdte 

organizations ... participate in the prevention and in finding solutions 
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to social problems". Official policy-level support has been given to a 

National GO-NGO Task Force. National and Regional HGO Coordinating 

Committees have also been formed. 

IV. 	 STATEMENT OF WORK 

The current external evaluation was planned in the Co-Fi If Project Paper, 

in order to "assess the accomplishments, strengths, and/or weaknesses of 

the project in meeting stated goals and objectives". This exercise is to 

be formati-ie; that is, it is intended to determine the need for and 

direction of project shiftS in the final phase of Co-Fl 11, and to provide 

specific recommendations in this regard. 

The purposes of this evaluation are: 

(1) to assess the extent to which the funded PVO activities,
 
including those of IPVOs, are achieving the following goals:
 

a) "addressing the self-developmenr. nt ds Of 
disadvantaged groups", or narcotics awareness and envisrcrme.tal 
issues.
 

b) 	 "promoting the institutional strengtiening of PVO's in order 
that they might be a source of self-sustained development 

activity after Co-Fi I funds have been exhausted." 

(2) 	 to assess progress toward expected end of project status, as 
outlined in the project paper: 

a) at least 4O', of Co-Fl [1 funds administered directly by 1P/Os; 

b) increased capacity, particularly of IP/Os, to design and 
imolement projcts which can compete for centraily managed AID 
funds. as well as mission funded grants; 

c) PYO self moni tori na and eval uati ng capac i ty deel Goped and 
these activities carried out; 

d) PYOs' incre p d scop, of cv ti in RIG prior-"' sectors; 

e) direct de/el oument impa,:c' inc;e-Ised. 

' (3) To examine th-,e need for a :,ni:t in emurasis from P'1C 
institutional ization to sub-project impact. Consideratle 
attention has been focused on institutioali zation, ncn g 
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$56,269 for seminars and workshops intended to enhance
 
organizational capacity. There is some 
concern 
that this has not
 
increased the capability for direct development impact, and that
 
this latter aim deserves greater emphasis.
 

(4) To review USAID, RTG, and PVO administration of the project 
as it
 
affects successful project* implementation.
 

Questions 
to be answered by the evaluation team:
 

1. 
Is the emphasis on institutional capacity resulting in stronger

IPVOs? If so, how? 
 If not, what prevents the strengthening of the
 
local P'/Os and what can be done to strengthen them?
 

2. Should alternative methods of increasing 
IPVO institutional
 
capabilities be undertaken or should 
the project be re-directed to
 
focus on PYO sub-project impact?
 

3. What is the nature of constraints that limit PVO capacity to 
build on
 
successful projects? How can they be resolved or 
removed?
 

4. 
What role should the USAID mission take in promoting PYO activities
 
under Thailand's Sixth Economic and Social 
Development Plan?
 

5. 
Are USAID and OTEC administrative arrangements contributing to
 
successful project implementation? If not, how should such
 
arrangements be changed?
 

6. Will USAID staff be sufficient to administer the project 
as it expands
 

in the future with new sub-projects annually?
 

The evaluators shall 
recommend specific strategies to:
 

1. Strengthen direct development impact of sub-project.
 

2. Overcome evaluator-identified constraints which limit P'1O 
capacity
 
to build on successes.
 

3. Improve dissemination of sub-project findings.
 

4. Strengithen project support services of the mission.
 

5. Improve USAID project administration.
 

In their final reports the Evaluators shall provide and clearly
 
distincuish amnng findings, conclusions and recommendatlon'on the above
 

points.
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Y. METHODOLOGY AND PROCEDURES
 

The evaluation shall be conducted over a 3-week period. Approximately 1
 
week of this time will be spent in the field; the remaining 2 weeks in
 

Bangkok. Evaluators shall work a 6-day week.
 

The evaluation shall involve the following:
 

a) 	 review of USAID PVO Co-Fi 11 files and 

review of relevant sections of the RTG's Sixth Economic and 

Social Development Plan 

b) 	 interviews with
 

(1) staff of the Office of Project Development and Support,
 
USAID/Bangkok
 

(2) 	selected PYO field and central office staff
 

(3) selected RTG officials (Pairote Suchinda, NESDB); and
 
vice-chair, GO-,iGO Task Force
 

c) 	 Observation of PVO sub-project activities in the 
field, including
 
visits to sub-project sites in the North, Northeast, South and
 
the Bangkok area
 

'
d) 	 Evaluator's qualitative (and, where possible, quantitative)

analyses of data gathered from the above sources.
 

USAID/Thailand will make domestic travel arrangements.
 

Consultants shall be entirely responsible for preparing this report,
 

including the provision of secretarial and other support needed.
 

VI. EYALUATION TEAM COMPOSITION
 

The evaluation team shall include 1 Thai 
and 2 American consultants.
 

Qualifications for all consultants include:
 

previous PVO work experience and/or
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previous PYO program/project evaluation experience, and 

superior English language writing bkills.
 

At least one U.S. member of the 
team shall have extensive
 
knowledge of USAID PVO financing policies and practices. 

The team leader shall 
have the following additional qualifications:
 

Master's degree in development or related field or bachelor's 
degree plus 5 years experience in project/program management 

AID Evaluation experience
 

Knowledge of PVO financing policies and practices desired, but notrequired if second team member possesses such knowledge 

Demonstrated English language writing skills.
 

Team Member II 

Master's degree in development or related field or bachelor's
 
degree plus 5 years PVO field experience 

Demonstrated English 
- language writing skills.
 

Team Member 1I
 

Thai national* 

Master's degree in development or related field 
or bachelor's
 
degree plus 5 years PVO experience 

Knowledge of Thai PVO activities 

Demonstrated English - language skills.
 

VII. Reportinq
 

A. Draft Report 

A draft written report shall be presented to O/PDS shortly prior 
to the end of the evaluation period. O/POS will schedule, in 
consultation with the evaluators, a briefing session for US,.D an(d 
DTEC staff, and possibly selected P'1O mainagement, at wnfc,- the 
evaluators will discuss their draft findings, conclusions and 
reccmnmenda tions. 
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B. Final Report 

The final written report, incorporating the comments of'USAID and
 
DTEC officials, will be presented to USAID within 30 calendar days 
after pesentation of the draft report. Tie final report will 
follow the format outlined in Annexes A and B.
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Annex A
 

Format of the report. The evaluation team shall prepare a written report 

containing the following sections: 

-- Basic Project Identification Data Sheet. (See attached outline.);
 

-- Executive Summary. Three pages, single spaces. (See attached 
outline.);
 

-- Body of the Report. The report should include a description of 
the country context in which the project was developed and carried 
out, and provide information (evidence and analysis) on whic., the 
conclusions and recommendations are based. The report should not
 
exceed 30 pages); details may be included in appendices; 

-- The report should end with a full statement of conclusions and 
recommendations. Conclusions should be short and succinct, with the 
topic identified by a short suo-heading related to the questions 
posed in the Statement of Work. Recommendations should correspond to 
the conclusions; whenever possible, the recommendations should 
specify who, or what agency, should take the recommended actions;
 

-- Appendices. These should include at a minimum the following: 

(a) The evaluation Scope of Work;
 

(b) The pertinent Logical Framework(s), together with a brief
 
summary of the current status/attainment of original or modified 
inputs and outputs (if these are not already indicated in the body of 
the report);
 

(c) A description of the methodology used in the evaluation (e.g., 
the research approach or desion, the types of indicators used to 
measure change, how external factors were treated in the analysis). 
Evaluators may offer methodological recomier!dations for future 
eval uations ; 

(d) Biblingraphy of documents consulted.
 

Other appendices may include more details on special topics, and a list 
of agencies consulted.
 

The evaluation team shall draft the A.1.D. evaluation surn.,ary per pages 
37 - 47 of the AtE "Procedural Guidelines for Evaluation". 
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EXECUTIVE SUMMARY OUTLINE
 

The Executive Summary is 
a three page, single-spaced document

containing a clear, concise summary of 
the most critical elements

of the report. It should be a self-contained document that can

stand alone from the report. The summary should be written in

such a way that individuals unfamiliar with the project 
:an

understand the project's basic elements and how the findings from
the evaluation are related to it without having to 
refer to other
 
documents.
 

1. Name of 
mission or ANE Bureau office initiating the
evaluation, followed by title and date of 
full evaluation report.
 

2. Purpose of the activity or activities evaluated. 
What

constraints or opportunities does the activity address; 
what is
it trying to do about the contraints? Specify the problem, then

specify the solution and its relationship, if any, to 
overall

mission or office strategy. State the logframe purpose and goal,

if applicable.
 

3. 
 Purpose of the evaluation and methodology used. Why (and if
 
a single project or program, at what stage--interim, final, 
ex

pose) was the evaluation undertaken? Briefly describe the types

and sources of 
evidence used to assess effectiveness and impact.
 

4. Findings and conclusions. 
Discuss major findings and

interpretations related 
to the questions in the Scope of Work.
 
Note any major assumptions about the activity tnat proved

invalid, including policy related factors. 
 Cite progress since
 
any previous evaluation.
 

5. Recommendations for this activity and 
its offspring (in the
mission country or in the office program). Specify the pertinent

conclusions 
for A.I.D. in design and management of the activity,

and for approval/disapproval and fundamental changes in any

follow-on activities. Note any recommendations from a previous

evaluation that are 
still valid but were not acted upon.
 

6. Lessons learned 
(for other activity and for A.I.D.

generally). This is an opportunity to give A.I.D. colleagues

advice about planning and implementation strategies, i.e., how to
tackle a similar development problem, key design factors, factors
pertinent to management and to the evaluation itself. There may
be no clear lessons. Don't stretch the findings by presenting

vague generalizations in 
an effort to suggest broadly applicable

lessons. If 
items 4-5 abcve are succinctly covered, the reader 
can derive pertinent lessons. On the other hand, don't hold back
clear lessons even when these may seem trite or naive. Address: 

Prolect Udesiqn-impications. Findings/conclusions aboutthis activity that bear on the design or managemit of other 
similiar activities and their assumptions. 

Brodd action imi~lica tion . Elements ,.hich suggest actionbeyond tae activity evalJaated, and which need to be considered indesigning similar activities in other contexts (e.g., policy
requirements, procedural matters, factors in the country that: 
were particularly constraining or supportive). 
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Evaluation Team
 

The Scope of Work calls for an evaluation team composed of
 
three members. These include 
two U.S. external consultants with 
PVO related and evaluation experience, one of whom has extensive 
knowledge of PVO financing policies and practices. The third 
team member is to be a Thai national with knowledge of the PVOs
 
within Thailand.
 

The team leader is Dr. Louise G. White, a 
faculty member at
 
George Mason University. She has experience in evaluating AID
 
programs, and wrote a 
monograph on impact evaluations for
 
AID/CDIE. Dr. White also has a particular interest in strategies

for developing institutional capacity among PVOs and developed 
guidelines for evaluating institution building among 
PVOS funded
 
under AID/W Matching Grant Program.
 

The second U.S. consultant is Bernard Salvo with 20 
'ears
 
experience as a Development Officer in AID. 
 These includ
 
approximately 11 years working 
in Guyana, Vietnam and Inc nesia
 
where he worked with PVO related projects. In Indonesia 
te was
 
Chief of the Office of Private Voluntary Affairs. He also spent
 
seven years in AID/W on PVO-related activities.
 

The Thai national is Maniemai Thongyou, who currently is on

the staff of the Research and Development Institute of Khon Kaen 
University where she does research on PVOs 
in Thailand. She has
 
worked directly with IPVOs for eight years, 
and has published a
 
study of IPVOs based on original research.
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LIST OF PEOPLE INTERVIEWED
 

AID/W
 

Robert Shoemaker, Project Development Officer
 
Jay Nussbaum, Regional Project Development Officer
 
Peter Burke, Deputy Director, CARE/New York
 
Larry Campbell, Director, Education and Rehabilitation, HKI/New York
 
Paul Bisek, ANE/TR/HR
 
Carla Maged, ANE/TR/HR
 
Sharon Benoliel, ANE/DP/E
 
Richard Fuller, Director for Asia Region, TAF/San Francisco
 

AID/T
 
Joln Eriksson, Mission Director
 
Edward Ploch, Program Officer
 
Roger Montgomery, Evaluation Officer, PRO
 
Willy Baum, Chief, Project Support Division
 
Lawan Ratanaruang, Project Officer, PSD
 
Garry Suwannarat, Consultant, PSD
 
Pornsiri Chatiyanonda, Assistant Project Officer, PSD
 
Sompongse Somsookh, Assistant Project Officer, PSD
 

NESDB
 
CHomsak Saradatta, Chief, Rural Development Projects Coordination Div.
 
Somporn Thongsukchote, J)PCD
 

DTEC
 
ArcTari Yuktananda, Chief, U.S.A. Sub-Division
 
Malinee Intarangsi, PVO Project Section Officer
 

LDAP
 
Warunee Kritcharoen
 

LIST OF PEOPLE INTERVIEWED BY PVO BY PROJECT
 

CARE
 
Marshall French, country director
 
Mike Carioll, field representative
 

Kho Wang Resources Formation
 
Edward Waters
 
Sanga Uttisin, project operations Manager
 
Prachao Janthung, marketing specialist
 
Kriangsak Wiriyanakorn, field extensionist
 
Chamniern Tharithi, field extensionist
 

Ubon Micro Enterprise Extension Project

Krongkan Na Nakornpanom, project administrator
 
Thumrong Maseekaew, field officer (agriculture)
 
Anchalee Petchsing, credit analyst
 
Pinyo Veerasuksavat, appropriate technology officer
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Christian Foundation for the Blind
 

Prayat Punongong
 
Bert Jaekol
 
Jergen Meyer
 

Center for Culture and Development
 

Phong Senging, director
 
Sompot Somboon, deputy director
 
Jeerasak Siharat, board member
 

Duang Prateep Foundation
 

Prateep Ungsongtharm Hata, secretary general
 

FkWBT
 

Accelerated Development Program for Women in Small Business
 
Nisa Xuto, project director
 
Chaweewan Promma, provincial coordinator (chiengmai)
 
Wanni Lithonkul (project beneficiary)
 
Nuanhong Ninvichien (project beneficiary)
 

HKI
 

Kirk Horton, country director
 

IHAP
 

Thai Sign Language Dictionary, Book II
 
The Disabled People of Thailand and the comprehensive
 
Rehabilitaticn Act.
 

Owen Wrigley, IHAP Country Representative.
 
Pongchan Na Bangchang
 

Mae Fah Luang (Thai Hillcrafts) Foundation
 
Remote Area Youth Training and Village Development.


M.R. Disnadda Diskul, Foundation Managing Director
 
Nakorn Pongsanoi, project administrator
 
Manas Ratanasachadhr,board member
 

NGO-Coordinating Committee on Rural Development
 

Phong Senging, Northeast Regional Coordinating Committee Member
 
Nikorn Weesapen, Northest Regional Coordinating Committee Member
 
Jeerasak Siharatna, Northeast Regional Coordinating Committee Member
 
Sompan Techa-atik, former assistant secretary,NGO-CORD
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Pearl S. Buck Foundation
 
Assistance to Older"Amerasians
 

Ed Powers, country director
 

Rural Friends Association
 

Supot Prasertsri, director
 
Chumpol Surindaraboon, deputy director
 
Nopawan Sodasak, Woman's Programme coordinator
 
Boonchuai Jaratna, farmer's organization coordinator
 
Samret Samanmak, office manager

Prateep Arammuang, village group organizer

Villagers of Ban Takraw, Tambon Tabao, Amrphur Prasat, Surin
 
Women's group of Ban kantalhal, Tambon Tabao, Amphoe Prasat, Surin.

Head-master and teachers of Kantraram School, Tambon Bansai,
 

Amphur Prasat, Surin.
 

The Asia Foundation (TAF) 

Allen Choate, TAF representative
 
Jim Klein, assistant representative
 

Legal Dissemination and Leadership Roles Awareness Program of
 
Women in Southern Thailand.
 

Thawee Dhanatrakul, (lean, the Faculty of Management Sciences,
 
PSU.
 
Usanee Ivananitikul, director, Women Research and Development
 

Institute, Faculty of Management Science, PSU
 
Busabong Chaichareanwattana, project committee.
 

Vocational Skills Training for Students in Private Islamic
 
Religions School.
 

Sawek Pisuwan, project manager
Rachit Wanlabe, head-master of PIR School
 
Hayili Kosumpan, PIR School manager 

Food and Nutrition/Rural Development Center for Southern 
Thailand (Project terminated)
 

Kiriboon Suwankiri, extension specialist

Narumon Pinainitisate, nutrition specialist, FNRDC
 
Montha Buripakdi, food and nutrition trainee (project

beneficiary)
 

World Education Incorporated
 

STEP (project terminated)
 

Supit Chitranonda, training specialist, Regional Non-Formal Education
 
Center.
 

Kanung Karnchanabut, evaluator, RNFFC. 

SVITA
 

Malee Suwana-adth, secretary-general
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Schedule of Activities by Evaluators
 

Tuesday, May 5,
Interviews, AID/W
 

Robert Shoemaker, Project Development Officer
 
Jay Nussbaum, Regional Project Development Officer
 
Conference calls with:
 
Peter Burke, Deputy Director,CARE/New York
 
Larry Campbell, Director, Education and Rehabilitation,
 
HKI/New York
 

Wednesday, May 6,
 
Paul Bisek, ANE/TR/HR
 
Carla Maged, ANE/TR/HR
 
Sharon Benoliel, ANE/DP/E

Conference calls with:
 
Richard Fuller, Director for Asia Region, TAF/San Francisco
 

Thursday, May 7,
 
enroute to Bangkok
 

Friday, May 8,
 
arrive Bangkok in evening
 

Saturday, May 9,
 
Review of PVO Co-Fi II files
 

Monday, May 11,
 
Review of PVO Co-Fi files
 

Dr. Malee Suwanna-Adth, Secretary General, SVITA Foundation
 
Kirk Horton, Country Director, Helen Keller International Foundation
 

TuesdaX, May 12,
 
Video of Women's World Banking

Briefing with PSD Staff, USAID/T
 

Willy Baum
 
Gary Suwannarat
 
Lawan Ratanaruang
 
Pornsiri Chartiyanond
 
Sompongse Somsookh
 

Roger Montgomery, Mission Evaluation Officer
 
Meet with Dr. John Eriksson, Mission Director
 

Edward Ploch, Acting Deputy Director
 

Wednesday, May 13
 
Duang Prateep Foundation
 

Prateep Ungsongtharma Hata
 
Bernie Cooper
 

50
 



APPENDIX 4, p. 2
 

CARE
 
Marshall Frensh
 
Mike Carroll, field representative
 

FWWBT
 
Nisa Xuto, director
 

Thursday, Mlay 14
 

The Asia Foundation
 
Allen Choate, TAF Representative
 
Jim Klein, Assistant Representative
 

Pearl S. Buck Foundation
 
Ed Powers, Country director
 

Mae Fah Luang Foundation
 
M.R. Disnadda Diskul, Managing Director
 

IHAP 
Owen Wrigley
 

DTEC
 
Achari Yuktananda, Chief, U.S.A. Sub-Division
 
Malinee Intarangsi, PVO Project Section Officer
 

NESDB
 
Chomsak Saradatta, Chief, Rural Development Projects Coordination
 
Division
 
Somporn Thongsukchote, RDPC Division
 

Depart for Hat Yai
 

Friday, May 15
 
TAF, PSU Legal Dissemination project
 

Thawee Dhanatrakil
 
Usanee Wananitikul
 
Busabong Chaichareanwattana
 

TAF, PSU Food and Nutrition/Rural Development Centre
 
Kiriboon SuwanKiri
 
Narumon Pinainitisate
 
Montha Buripakdi
 

TAF, Vocational Skill Training For Students in Private
 
Islamic Religious School (Site visit)
 
Sawek Pisuwan
 
Rachit Wanlabe
 
Kayili Kosumpan
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World Education, STEP
 
Supit Chitranonda
 
Kanung Karnchanabut
 

Dinner with PSU Projects' staff
 

Saturday, May 16
 
Field report, review file
 
Team meeting
 

Sunday, May 17
 
Depart Bangkok for Ubon
 
Dinner with CARE Micro-enterprise project staff
 

Monday, May 18A Micro Eterprise project office and site visit(Ban Jik)
 

Mike Carroll
 
Krongkarn Na Nakornpanom
 
Thumr'ng Maseekaew
 
Anchalee Petchsing
 
Pinyo Veerasuksavat
 

Dinner with project staff
 

NGO-CORD
 
Nikorn Weesapen
 

Tuesday 1 ,Jay
19
 
Depart Ubon for Kho Wang - office and sit visit (Ban Tiew)
 

Edward Waters
 
Sanga Uttisin
 
PrachaoJanthung
 
Kriangsak Wiriyanakorn
 
Chamniern Tharithi
 

Depart Kho Wang For Surin
 
Dinner with Rural Friends' Association project staff
 

Wednesday iay 20
 
RFT - office and sites (Ban Takraw, Ban Kantalhal, Kantraram School)
 

Supot Prasertsri
 
Chumpol Surindaraboon
 
Nopawan Sodasak
 
Boonchuai Jaratna
 
Samret Samanmak
 
Prateep Arammuang
 

Depart Surin for Khon Kaen
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Documents and Other Materials Reviewed
 

RTG DOCUMENTS
 
Sixth National Economic and Social Development Plan (1987-1991)
 

AID/W DOCUMENTS 
Asia Near East Bureau Procedural Guidelines for Evaluation, 1986
 
Private and Voluntary Organizations, AID Policy Paper, 
1982
 
Revised Guidelines for Working with PVOs, AID/W, November 
1983
 
A Guide to AID-Peace Corps-PVo Collaborative Programming, 1984
 
Country Development Strategy Statement, FY 1987, Thailand, Agency

for International Development, Washington D.C. 
Evaluation, PVO Co-Financing Project, Philippines, 1984 
Guidelines for Data Collection, Monitoring and Evaluation Plans
 

for Asia and Near East Bureau Projects, prepared by Maureen
 
Norton and Sharon Benoliel-Pines
 

USAID/T DOCUMENTS 
Annual Budget Submission, Thailand, AID, FY 1988, June 1986 
Project Paper, Thailand PVO Co-Financing II (493-0342)
Audit of Southeast Asia Region Private Voluntary Organization Co-

Financing Programs, No. 2-498-87-05, 1987
 
Evaluation of 
the Co-Financing Project (493--0296), Thailand, 1983
 
Terminal Report on PVO Development Training Workshops, 1986 

OTHER DOCUMENTS
 
LDAP and Thai Non-government Organizations in Local Development, 

Annual Report, 1985-86 
Team Planning Meeting Reference Handbook, DPMC/TAD/OICD/USDA,
 

June 1984, prepared by Merlyn Kettering et. al.
 

RESEARCH MONOGRAPHS
 
Maniemai Tongsawate (Thongyou) , Coordination Between Governmental 

and Non-governmental Organizations in Thailand's Rural 
Development, HSD Research Monograph, n. 815, Asian Institute 
of Technology, Thailand 

, , Korten, David. "Micro Polic Reform: The Role of Private 
Voluntary Development Agencies," NASPAA Working Paper No.
 
12, Washington D.C.: NASPAA, August 8, 1986 

Louise G. White. "PVO Assistance and Institutional Development:
 
Evaluation Guidelines II," Washington D.C.: International
 
Science and Technology Institute, June 1986.
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Indigenous (I)PVOs Registered with USAID
 

IPVOS currently registered with USAID
 

Christian Womens' Department, Foundation of the Church of Christ 
Duang Prateep Foundation 
Foundation for Thailand Rural Reconstruction Movement (TRRM)
Friends of Women's World Banking Association of Thailand (FWWBT)

Mae Fah Luang Foundation (formerly Thai Hill-Crafts Foundation)

National Council of Social Welfare of Thailand
 
National Council of Women of Thailand
 
National Young Women's Christian Association of Thailand (YWCA)

Pan Pacific and South-East Asia Women's Association of Thailand
 
Planned Parenthood Association of Thailand YMCA, Bangkok

Population and Community Development Association (PDA) 
SVITA Foundation 
Wildlife Fund of Thailano
 
Women Lawyers Association of Thailand
 

IPVOs in the process of registering with USAID
 

Christian Foundation for the Blind 
Girl Guides Association of Thailand 
Harry Durance Foundation for Education in Thailand
 
Health Association of Thailand
 
Rural Friends Association 
Thai DHRRA Foundation
 
Thai Environmental and Community Development Association
 
Thailand Management Association 
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APPENDIX 8 
Evaluation of Co-Fi I 

I.. EXECUTIVE SUfMARY 

A. Problem and Overview. In the overall development strategy of the RTC there
 
is interest il wuitiplying and improving local-level private sector develoomen:
 
efforts. A historv of voluntarism exists in Thailand and the Buddhist encourage
men: of "making merit" through acts of generosity support this interest -n
 
involving private volunzary" organizations (PVOs) in development activities.
 

B. U.S. Assistance. During the period of 1976-79, AID funded IS PVC projects
 
in Thailand under the Asia Regional Project, 
"Private and Voiuntarv Organizations."
 
In 1980, the PVO Co-Financing Project was initiated to conzinue this funding
 
(Proj..c: Number 4i93-0296; $5 million over 5 years). PVO Co-inancinc was to 
allow project review, approval and funding to occur at the Mission level, tnus
 
giving AID flexibility to respond to PVC proposals in less time. Lach AlE' 
supported PVC project is reviewed by the RTG through tne Department of Tecnnical
 
and Economic Cooperation which, in turr., clears it witr the appropriate Ministries
 
and governmental agencies.
 

C. Purn-ose of Evaluation. The purposes of this evaluation are I) tc assess the
 
extent to whic the pr.aject purpose has been achieved; 2) to assess the manaze
ment of PVO sub-projects; 3) to assess the effectiveness and imnac: of PVC suo
projects; 4) to assess the effectiveness of tne sub-proect approval process:
 
and 5) to make recommendations Hir the design of ?VO Co-Financing Ii.
 

The evaluation team, consisting of two U.S.-based private consultants, rcviewed
 
all project documents, interviewed appropriate AID, RTC and PVO headouarters
 
staff, mer with PVO operational staff and visited project sites of fifteen
 
projects.
 

D. Findings.
 

1. The PVO Co-Financing project has been effective and should continue into 
a second phase. A number of lessons have been learned about PVO work in 
Thailand which. can be used to good advantage in the coming phase. 

2. The financial management practices of the PVOs were good, while their 
progress reports were 
often late and sometimes non-existent.
 

3. The weakest aspect of PVC pr-ojects is in their project designs. Wnile
 
the agencies are good at identifyring needs and target groups, they frequentl. 
fail to specify reasonable outcomes for their project efforts that can be 
assessed through monitoring and evaluation. 

4. AID supported PVOs in Thailand have been effective in reaching the 
rural poor and many have worked wit. the poorest of the poor. 

5. The projects we reviewed varied widely in their definitions and deg-ee 
of participation and, in only two cases, the mode of participa:ion seemed 
important to tne (!stribution of benefits. 

6. All projects except one nave lef: behind a sustained aspect of activr\. 
These ranged from ne, inst ituzt ons, to on-go,.ng groups, to strengtnened 
government activities. 
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7. Little replication. has 
taken place from the projects reviewv.c. Many
asoects would juscifk- reolication; the orobIem lies 
in a failure to disseminate
 
lessons learned.
 

S. Direct support to 
IPVOs was not increased :hrouch 
the Co-Financing
 
Project.
 

9. Staff assignments and responsibilities 
in AID O/HFT are unclear and intransition, and work 
loads are undermining 
staff morale.
 

10. The belief that PVOs are "management intensive" for AID was 
not Do-ne
 
out in our review.
 

1i. Project selection criteria are 
more complicated 
than necessar- and :he
 
selection process should be 
clarified.
 

12. Approval time for P'10 sub-projects appears not 
to have been shortened b"
 
the Co-Financing arrangement.
 

13. 
 The number of sub-projects receiving AID support, 
the funding schedules
 
and project 
costs appear appropriate.
 

E. Recormendations and 
Policy Implications for USAID
 

1. USAID/T should concentrate 
its PVO management 
time on the desisn. chase
of projects and 
should encouragE 
careful consideration of outcomes anG impacts
and ways of assessing these during anc 
after projects.
 

ALT) O/HRT should undertake
2. a review" of staff responsibilities 
to clarif
these. No additional 
staff snould 
be hired until this is done.
 

3. The selection process for projects should be regularized and theselection criteria should be simplified and publisned the
to ?V0 COcLlr-.ItV.
 

4. 
 USAID/T should determine its priority on 
strengthening Ila: PVOs and
make appropriate management arrangements to 
support its decision.
 

5. U61TIA/T should support an toeffort collect and di.seminate lessons from
project experiences which warrant replication.
 

6. In project design, AID shou>] encourage the ofuse revolving loan funds;iusist tvac mar-ec research be done prior to plans forany productlontraining; and or ensure that leadership training and community development effortsincorporate ar. action 
rnmpnnenr around which ch:n0 in participants' skills
 
may be assessed.
 

65
 



Appendix 9
 

Suggested RTG/USAID/PVO Processing Procedures and Time Frames
 

ACTION 
 TIME ALLOWED
 

1. 	Dissemination of general information and guidelines
 
on USAID's PVO program. (PSD) 
 on-going
 

2. 	Registration of 	Thai PVOs (PSD, CPA firm) on-going 

3. 	Project design, implementation and evaluation training 
and technical assistance for staff of Thai and
 
USPVOs. 
(Training contractor and PSD PVO consultant) on-going
 

4. Letters regarding funding priorities, deadlines for eliminate 
concept papers, and proposals sent to selected PVOs. deadline 
(PSD, PVO consultant)
 

5. 	Initial informal consultation with PVO to discuss 1-2 hours
 
subproject ideas and appropriateness for USAID
 
funding. (PSD, PVO consultant)
 

6. 	Concept paper developed and submitted to USAID on-going

for 	consideration. (PVO)
 

7. 	Review of concept paper. If not approved, USAID 1 week 
infor'ms PVO and provides reasons. If approved,
 
paper is 
sent to DTEC with USAID comments for
 
consideration. (USAID, PRC, PSD)
 

8. DTEC reviews concept paper; consults with other RTG 1 week
 
offices if necessary and provides USAID with
 
objection/no objection decision. (DTEC)
 

9. 	Funds are provided for analyses, baseline data As re
collection, etc., if deemed necessary, during quired

review of concept paper. (PSD, Technical Officers)
 

10. 	If DTEC has no objection, proposal is developed in
 
consultation with appropriate RTG central, 

regional, provincial, district, sub-district, weeks
 
village, university or other entity. (PVO and
 
subproject counterparts)
 

11. 	Proposal is submitted to USAID for review and
 
approval/disapproval. PVO is informed of 
 2 weeks
 
disapproval. If approved, DTEC is, informed and
 
a copy of the proposal is sent for information.
 
(PSD, USAID PRC)
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12. 	 DTEC reviews proposal and provides approval/ step is 
disapproval response to USAID. (DTEC, concerned 
 eliminated
 

RTG offices, PVO and PSD) 
 if step 11
 
is imple
me n ted 

13. 	If proposal requires modification, revisions are 
made and resubmitted to USAID. (PVO) 1 week 

14. 	If funds are available, grant agreement is pre
pared, negotiated and signed. Copy of agreement 2 weeks 
is sent for information to DTEC. (PSD, EXO) 

15. 	Project is implemented and regular monitoring on-going 
requirements are carried out by USAID; two site 
visits are made annually by USAID; joint project 
assessment conducted at mid-term; final PVO eval
ation conducted at end of project period. (PVO, PDS) 

16. 	Results of project are disseminated through 
 as
 
publication of documents, information-sharing required
 
activities, on-going (seminars, libraries,
 
development agencies, PVOs, etc.). (PDS, PVO, others)
 

17. 	Impact evaluations conducted for selected activities 
several years after their completion; project as 
design/support funds utilized (PDS, PVO, outside required

evaluation team.) 
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APPENDIX 10 

Criteria for Subproject Selection
 

USAI D/THAI LAND
 
PROJECT SUPPORT DIVISION
 

PREREQUISITES, CRITERIA, AND PREFERENCES
 
FOR PVO CO-FINANCING II SUBPROJECT SELECTION
 

I. Prerequisites 

PVOs for receiving USAID funding projects must be registered with
 
AID/Washington (U.S. PYOs) or with USAID/Thailand (non-U.S. PVOs
 
including Thai PVOs).
 

II. Criteria
 

Proposed projects must meet all of the following criteria:
 

1) The project must fall 
within one of the three following

categories:
 

a) Development of the socio-economically disadvantaged (e.g.,
 
women, rural youth, handicapped persons, ethno-linguistic minorities, the
 
urban poor),
 

b) OR the project must promote narcotics awareness,
 

c) OR focus on environmental issues.
 

2) The needs of the target population for the project's activities
 
must be well-defined.
 

3) The proposed methodology must be appropriate for achieving the
 
stated goal.
 

4) The project must be development rather than relief oriented; and
 
the proposal must demonstrate the potential for discernable long-tern,

effects on development methodologies used in Thailand. This could be

demonstrated through replicability, sustainability, policy impacts, 
institutional changes, etc.
 

5) The proposed activity must not be inconsistent with RTG
 
development strategies. 
 This also includes RTG perceptions about

allowing organizations to work in sensitive areas.
 

6) Administration of the project must be within the capabilities of
the PVO. This might be demonstrated through records of previous
projects, particularly those in Thailand; staffing information; financial 
data; etc.
 

7) A minimum of 25 percent of project funds in cash or in kind must
 
come from non-AID sources. These funds must be clearly identified and
their source deemed appropriate for a USAID Co-Financing venture. In
 

68
 



APIPENDIX 10, P.
 

addition, the proposal must (a) demonstrate that the proposed methodology
is a cost-effective means of reaching the stated goal and (b) include a 
sound financial plan for project implementation. 

8) The project proposal must contain a plan for evaluating the
 
project, including a plan for collection of baseline data if needed.
 

III. Preferences
 

Throughout the PVO Co-Financing II Project, preference will be given 
to those proposals which, in addition to meeting the above requirements,

address any/all of the following points:
 

1) Proposals that strengthen institutional capacities of local 
entities/groups.
 

2) Proposals that have greater percentage of project funds coming 
from non-USAID sources.
 

3) Prcpcsals which do not require USAID contributions in excess of 
Dols. 250,000 so as to enable more PVOs to participate in the PVo 
Co-Financing project. 

4) Proposals with the greatest likelihood of sustainability/
 
replicability ,aithout additional USG funding.
 

5) Issues/sectors that are emphasized in the USAID strategy for
 
Thailand, including our Women in Development Policy.
 

PSD 04/01/87
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AMEiRICAN EMBASSY 
MU.S. AGILN(.Y FOR IN'IERNATIONAL I'VELPMlEN 

11AN(. I IiAI|.AND,LE.USAII)'HAILANI) t1K. 

I'''.lT
lhlNlF. 2,2 H 191 

Guidelines for Registering PVOs witl USAID
 

Subject: Registration of Private and Voluntary Organi

zations for Participation in AID Supported Programs
 

Dear
 

Procedures have recently been establ 
 hed by the Agency
for International Development, Washi 
 ton, D.C. for
registering Private and Voluntary Or,_nizations for
participation in AID financially supported programs.
Registration of U.S. based Private and Voluntary

Organizations is being handled by AID/Washington.

All foreign (non-U.S.) Private and Voluntary Organizations'desiring an assistance relationship with AID
are required to establish their eligibility for such a
relationship through a formal registration process

with USAID.
 

In order to meet the requirements for formal registra
tion, an organization must demonstrate and provide

occqpable evidence that:
 

a. It is 
a legal entity organized under laws of the
 
country in which it is domiciled.
 

b. It is a non-government entity, and the activities
it proposes to accomplish with AID funding are non
religious.
 

, 
c. It operates on a not-for-profit basis and has
tax exemption Onder the laws of its country of domicile/

operation, if such laws exist and are 
appropriate.
 

d. It must be engaged in, 
or have the potential to
engage in, voluntary charitable or development assistance
operations of a type consistent with the purposes and
objectives set forth in the U.S. Foreign Assistance Act.
 

70
 



APPENDIX 11, p. 2
 

e. It is financially solvent and has financial
resources along with the demonstrated management capability
of sufficient substance to enable it 
to perform its
normal functions in the absence of AID support.
 

f. It is controlled by an 
active and-responsible'
governing body which holds regular meetings and maintains
effective policy and administrative control.
 

g. Under its own established priorities and programs,
it obtains, expends, accounts for its 
funds and resources
in conformity with accepted accounting, business and
ethical standards. 
 The annual expenditure of funds for
promotion, publicity, fund raising, administration and
overhead costs does not excess 
20% 
of the total annual

budget of the organization.
 

Since your organization may submit or has submitted a
project proposal to USAID for financial support under the
Private and Voluntary Organizations grant program, you must
first satisfy the registration requirements. Therefore,
you are requested to 
furnish USAID the following information
and supporting documents for our 
consideration.
 

a. Articles of incorporation, by-laws, constitution,
or other relevant documents which described the purpose
of the organization, its method of management, and scope

of program.
 

b. Copy of statement of 
tax exemption, if available.
 

c. Latest financial statement prepared by
dent an indepen(chartered) accountant/auditor who can certify, in
accordance with generally accepted accounting principles,
that the organization is financially solvent and maintains
an acceptable set of accounting records.
 

d. Current budget, detailing sources of income,
administrative 
(personnel and related overhead) expenses,

and program costs.
 

e. Anrkua' 
repcrt of pl.ogram activities (within last
year) oi- document of similar import.
 

f. Names, addresses, citizenship of members of
Board of Directors; average number of times Board meets

in a year.
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Upon receipt of the above listed information and documents
the USAID will advise you if you meet the requirements
for registration and eligibility for participation in
the program. 
Those organizations participating and
receiving financial grants from USAID are 
required to.
report to USAID annually within 30 days after the close
of the fiscal year the following:
 

a. Annual-financial 
statements, preferably audited,
including a statement of income and expenditures.
 

b. Current operational year budget detailinq 
sources
of income, administrative 
expenses and program costs.
 
This information may be provided as part of annual
progress reports for ongoing projects.
 

Questions concerning these procedures should be addressed
to 
the Office of Human Resources and Training, USAID/

Thailand.
 

Sincerely yours,
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-71,7M 7 OF, 

f- Hr;PiV1PC fcr 

and C,-iq;unitv Fsev&ilcipveni; Assoc azioli 

Jlo ca Certificaxcas for R~~nFraignr PVLs Ail1 be c-artified by ti e 
Regjicnal Burao AA, on t,,- i'er. .mer-Jtion rof the USAIJJ LWrctnr o 
appropriate .Stat. Oepartmuent -F-Fic-1i.l; lii-n-rnaticnai and Th1ird Counit.,v
PVOs .-jill 'te certifii.d ~ythe AA fn!- PDCt, on t.he rec-)msmend-ition of tli-
USA'ID or Embssy OfficIi. 

Foi- Host Couintry PVUs: Aipr:ouriate USAID or Emnbassy Uf-ic U.;irtiiiF 

Ptirsuatt CA A.11.0D. omi. .';r~d gu e ~i~~ iiarch !J, qai~
rela~tive so foroi qn privtte and volutwvary organhYztioo-, I 1& 

ceitirt;at h~ bov enity iaiets t,*e basic consdit~ons, for 
cligiailit to se 1, U.S. Grjvsu.rrn nt m.,w~s 

Apm-w'n -_______-

Tsa! ' 755inistratov c,,:i'ti that 

Piurs'itrt v) A.1. U. pofl i';an prul;idi n'e , vpWOVed fIirii 15f, 1W1$7,
relativovi~-. anfrio rg"aniviti r, I hrpohyrd vo;u


certify t:hatL -cw;- almoe oti t,ie basic conditions
n.-Ts for
 
pl 1inIbity to se US.(veirnw~ont rfsr~i.'ces.
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F~tid~PRIVATE .4;*D. 'ifK Li'T~i~RY G~ ZTL 
Tol. :ARY~ U=T,71TT; 

Da_- Appli c~tirri ft~~co'ivedJ ________ 

iaia of PVIJ: __________ 

~~c.~~~~si~ r:____ i~n etfIr~ 

A. I J. Antio~ ____________________w 

I- A~ * * * 

~ ~Iecri~U2p:urjOse, Ii~. s 

r~iF 117'i;c1 ,Iic ~ i ci)":s
fir) (1 , 

2nr. )r- i-n 1f : rucv p :ror t. 
-M-1 -c-I,o 

.:c: t'. 0,. ;-o - fcf. i i 

74 



APPENDIX 11, p. 6 

Page / 

A. Arp t!e ,civities the orgini zation is en;,.;.. i . ,riary chiitQl1 . 
or development assistance operiional in iature of a type consistent it!l 
t,,' i FAA or K ,JO?: Yes ; io Are the op'rp.riy:is consi stunt 
Nittoe pIrposes described in the -a-p-l-ication an:. ,pporti ng docmer!ts

submiitted to A. I.O,: Yes ; NS 

S. Describe the activities expect2 to be conuct.ed .ith A.I.D. fumcing.

Are these other tWan religious in nature?: Yes ___ do .
 
Discuss any pertinent as"ects, as nee ry.
 

J. if tie organizition is tax exempt, whlat is tie OfT'ctive .dato and
 
duration of the exeapt 
status, the nature of tie .to.izi. 'entity, and
 
tMe ky fact,.rs in the . tn "ntion.
 

7. if the orgunizacin to not currentl engaqed in ,u ,ncnary,, ch.irit 1l, 
or Jevel opment assistance perati ns, does it have z.i , , potenti al foro 
becoming so engejd?: Yes _ ; No . Su',imari;.e tie indicators 
supporting the concl,:sion. 

U. Mat review s nf fir;an.:anial accounlts have tin p1a For ex!o2 
, -Ara fin,"c .! cetesn.cv r . .. '"" O, chartered .c.. "!;t'.:,ts in ;,, ' , 

.it,: Cuiern1 1' accepta. acconti princil.? . conl, i';ns ci 0,Min~ regard~og the financial W'IMPi ot.f tne o rganizazi'g,? 

9. ummaze grounis ror ,on;cl uing ,.!hetr. orioro'the o'ai.... 
financinl r2surce, anl .n,-stratea 1Flgement ciilit. of s flaiail.; 

-su:stance t; Qenui ,i it to pe"fori its ncorrmal function; inr tWe hs o kc of 
A. I.0. suipurt. 
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Pnge . 

S0. do are toe opertion:; of the org.nization c'introl ied? describe t,le 
nature, a,.t orities a Moligqations of the governing ',y,, the functions 
it perfonn.n, actions it takes, number and regularity of meetings,
presenc'/,sance of q",oru;-and othLO factors r. levant to the question r
 
the effactivwneis of tie policy and administrative control of the
 
governing .;ouy. 

1i . Su.m~i-,e e evidence sub~itted/available rui, ive to ;hether or not 
the orgar,,.adtion establishes its own priorities aid prograL,. Does the 
organiz-ation M1)Cain, expend anrd distribute funds ,.nu resources in 
confor:iity '.dt; accepzec etiical standards in ti- country or cou!tri .s in
',ich it oeat.s?: Yes io Describe t> '--eni; . st.andards in 
the context )f t,.. :os; -cltr-. 

12. i.Wue cosus ,or' promotion, puhlicity, Funrd r.ai ig o:,:!
nA.minis;'Ptin,. in registering U.S. organipti,,nso;, tA, c;ost Qf Of'n. 
raising is fig rN is dipercentage of c5 .n.- ia -OW cri hi-tinns- ?0%or ib-y,+ ba:,ing,' WKWO .,n- to, iarrMn sekn anntoifom-n. OVO 1C1 V " mm L "'[~:~ 'i' ' "" "+ i ' 

" I O .... , CO t 

AdIministrative ccn.;; (incl:uiig fuId "Otisirng costs) 'r. r'vi,,e, , a 
case-hv-casea;OSs; iera progrn, Qxpendli"r. • .. I t of tntil 
ex;pendi,:urna, ti? i .'tion is explorad %o i;f' , ;." cr, ntri W:.in 

,7s. 
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Page 4 

:C~ 1~iUTT~E 1ih ; ~iUIJFY i.' OFF IuE

1. 	 Artlcles or incorporatior,

BylI aws
 
Con sti t;-tioii
 
Ot~ie r
 

2. 	 Copy of SzcateJcnt of Tax Exocliption________ 

3. 	 Late*,st- Fi ne i 31 S--ato2ni- -
Prepared 5y irileerd,ri t cirr 
aCcoufltiint/aupji tor. 

Ci'r -t cut 1'!ec- i .i vl* soirc ,) of 	 _____________ 

i ncuiie , ';peip ~circrsonriai r:~;;re 

~.Annual lepCrt of cti vi c i s r,~rI~c 

kioctimerLt or 3i!,i i, 6 Tport.
 

6. 	 James, Eiuurcssres, citizernS ip of ju s_________ 
of Board of flirect.irs; and a.verage 
nuimoer of .~es innoauul 1v, 

1I/NOTE: 1. ti,;u a~.sence o-l: anv of the speci IreI cdoct.!ments li sted dLov,,
indicate otflcu v.i zype, f Meria1 receiNad as ai sul stitrito: 
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APPENDIX 12 
Guidelines for Conce)t Papers and Proposails 

USAID/THAI LAND
 
PROJECT SUPPORT DiVISION
 

GUIDELIMES FOR PREPARATION OF CONCEPT PAPERS FOR
 
PVO CO-FINAN!CING GRANTS 

Project Title:
 

Total AID Request:
 

Total Value of Other Resources:
 

Project Location:
 

Project Duration
 

PVO Name and Address:
 

Central Headquarters:
 

Contact Person:
 

Date or Subiission to USAID:
 

The following items should be addressed a's concisely as possible:
 

I. SUMIMAPY PROJECT STATErIENT:
 

State briefly (one or two paragraphs) what you intend to do with
 
therequestd AID funding, how you vill do it, and why.
 

(The following sections basically require elaboratio of the 
summary statement. E[ch section addresses issues AID considerrs in 
comparino concept papers; the responses should 'emonstrate why' a 
par'0iLular project dserves consideration.) 

I. PROBLE, : 

Describe th.L, problem or problems -ihiclh you are attempting to 
address during the project's lift. 

Tell to yoU became involved in :ork related to this problem. 

111. WORK TO ["TE:
 

State what i-as [bcon cone by yoLr or.ri za tiorl or others in solving
 
this problew, to (cite. If nothing lias becn ,-one, simply state sc.
Comment on your rckvant capacity to aucress the problem. 

IV. JUSTIFICATI ION: 

Outlinc tl.-, feasnns for the prolpowe pro,,,,ct..
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V. BENEFICIARIES:
 

-
 State roughly how many people will benefit directly, and who
 

they are.
 

- State the criteria you will use in choosing beneficiaries.
 

-
 If possible, estimate project cost per direct beneficiary.
 

VI. GOALS AND OBJECTIVES:
 

1. State clearly the project goal, that is,what the project is
 
supposed to influence.
 

2. State the major objectives as specifically as possible, using
 
measurable or objectively verifiable terms.
 

VII. PROJECT OUTLINE AND HOW IT WILL WORK:
 

Describe what you plan to do, and how this is expected to achieve the
 

project goals and objectives.
 

VIII. POST PROJECT EXPECTATIONS:
 

Explair to what extent and how you expct to achieve continuation
 
and replication. Will the project cease at the end of the OPG/PVO

Co-Financing? Is there a plan to continuo itand if 
so, through what
 
organizational entity and how will it be funded?
 

IX. FINIANCiAL INARRATIVE:
 

Describe the resources required in order to carry out this
 
project. This slould include cash resources and their sources, commodity
inputs, arnd volunteer work. Fnis iteu' should generally explain the 
purposes for whicl; AID funding is requested, 

X. BUDGET:
 

List the funds required by source anc putpose for the total project 
including those funds requested from A.I.P.
 

PSD 64/02/87
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USAI D/THAI LAND
 
PROJECT SUPPORT DIVISION
 

CUIDELINES FOR PREPARATION OF PROJECT PROPOSALS
 
FOR PVO CO-FINANCING GRANTS
 

Project Title:
 

Total AID Request:
 

Total Value of Other Resources:
 

Project Location:
 

Project Duration:
 

PVO Name and Address:
 

Central Headquarters:
 

Contact Person:
 

Date of Submission to USAID:
 

I. 	 SUMIARY PROJECT STATEMENT: 

State briefly and concisely (one or two paragraphs) what you intend
 
to do with the requested AID funding, how you will carry out the proposed
 
activities, and the need for them.
 

II. 	 PROBLE,1:
 

1) Describe the problem or problems which you are attempting to
 
address during the project's life. 

2) Describe the geographical area involved in this proposal an 
why it was selected. 

3) Tell how you became involved in the problem(s). 

4) - Does this proposal address problems or improvements sought 
by some or all of the residents of the involved area? 

- Does the projcct fall withiin the social and cultural context 
of tie target group or is it an attempt to make desirable 
chances in attitude or bchavior? 

- Are there persons or gruups vwho may be adversely affected or 
have 	opposition to the project' 
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III. WORK TO DATE: 

I) State what has been done by your organization or others in

solving this problem to date. If nothing h1as been done, simply state
 so. 
 Comment on your relevant capacity to address the problem.
 

2) Ifyou have implemented similar projects in Thailand or other
countries (in the case of a U.S. PVO), please identify them briefly
 
statinr dates, sources of funding, magnitude of funding and location.
 

3) Is this project compatible with some part of Thailand's
 
development priorities or goals? If 
so, please identify.
 

3) 
What will this project cost per direct beneficiary and hovi
 
will they and others benefit? 

IV. COALS AND OBJECTIVES:
 

Goals: State clearly the goal of the project. Explain in a few
 
sentences what the project is 
to achieve. Show what conditions are
expected to exist at the end of the project. 
 This item should reflect
 
the chances you hope to achieve from the conditions now existina in 
item iV. 

Objectives: State clearly the objectives of the project in
 
measurable terms.
 

V. h;ETHODOI.OGY: 

1) Describe what you plan to do under this project to achieve the
coals and objectives in item IV. For each objective listed in ite 
 IV,
explain how; tle objective is to be achieved; %,'ho will do what, how, and

when.
 

2) /:ill you'' orcanization be workino with other groups or
 
organizations in conducting the project? 
 If so, describe who they are,
how many people will be involved full-time and part-time, and what their
functions ,4i1l e. 

VI. TII*: FPM:.;ES NAN',OPK PLAt!: 

Which cf the tasks outlined in ite;m V .ill hdve been begun orfinished it the c,d of each program year or period? (This infor;atioh' 
may be presented in chart form.)
 

VII. BEN'EFICIANIS' 

-; If tthc specific direct ar.' indirect beneficiaries have 'een
identified, describe their numbers, qiender, kinds, economic and/or ether 
Status.
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2) If the exact intended direct and indirect beneficiaries will 
not be selected until after the project begins, describe the status of

the target group, and state the criteria you will use in choosing

beneficiaries.
 

VIII. EVALUATION AND BASELINE DATA:
 

Outline the conditions which now exist for the changes you hope to
make. Indicate how you determined that baseline, and how you will
 
measure change that results from the project.
 

Describe your evaluation plans:
 

1) How often will monitoring and evaluations take place? 
For

example: quarterly reports, annual reports, a mid-project evaluation, an

end-of-project evaluation.
 

2) What conditions or processes are to be evaluated?
 

3) How will these be evaluated  that is, how will you measure

change compared to baseline figures?
 

4) Who will evaluate the project?
 

5) Identify funds to cover costs of evaluations.
 

IX. ASSUMPTIONS:
 

1) Causal: what processes (assumed to be initiated by project

inputs) are necessary to achieving intended project impact? 
 (For
example, training is assumed to cause changes in knowledge, skills,

and/or attitudes which result in increased earning power or changed

behavior.)
 

2) Operational: 
 Identify support or activities of others which
 
are required for successful project completion. Describe what will take
place or continue in order to accomplish project goals and purposes.

This might include the participation and support of target groups;
continued market demand for a product; 
or continuation of the policies or
activities of a Thai government agency. 

X. POST PROJECT EXPECTATIONS:
 

1) Describe the changes you expect to have taken place by the end 
of the project to improve the status of beneficiaries. For example,state what changes in income, employment, production, skills or health status will 
exist at the end of the prcject.
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2) Explain what you expect to achieve in the projects'

continuation and replication. Will the project cease at the end of PVO
 
Co-Fi nanci ng?
 

3) Ifyou anticipate that any activities will continue, would
 
these require additional outside funding or would the grant have.
 
generated a source of funds and a sense of commitment for continuatior?
 

4) List the specific types of information you will gather at the
 
outset of and during the project which will serve as indicators to
 
measure progress, or lack thereof, during and at the end of the project.
 
How will this information be gathered and by whom?
 

XI. FINANCIAL NARRATIVE:
 

1) Describe tne resources required in order to carry out this 
project. This should include cash resources and their sources, commodity

inputs, and volunteer work. This item should generally explain the
 
purposes for which the budget will be required.
 

2) Ifyou plan to make sub-grants or -Antracts with other
 
organizations, identify them by organization and amount in this item.
 
How will you fund the sub-grants/contracts?
 

3) Ifyou plan to buy any goods or services it is suggested that 
you consult with the appropriate USAID officer for clarification of AID 
procurement regulations so that necessary procurement can be described in 
the proposal and approved when the proposal is approved. 

4) How much of the USAID funds will be used to buy goods and
 
services? How much will be spent in-country (local costs) and how much
 
outside the country (foreign exchange costs)?
 

XIII. BUDGET
 

List in detail by year or other convenient time period the
 
expenditures of AID arid non-AID resources. The non-AID resources 
should
 
be identified in sepatite columns both as to the source of the resources 
as well as whether or not these resources are in cash or in-kind. 

An estimated dollar value shoifld be shown for in-kind resources, 
such as donated materials and services from individuals, organizations
and governments. The budget should identify unit costs where applicable, 
such as per diem rates, salary levels, cost per square foot for 
construction, and should have an accompanying list, where appropriate,
detailing such items as equipment, supplies, materials and services to Ile
 
acquired under the activity.
 

PSD 04/02/87
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Guidelines for Progress and Monitoring Reports
 

Suggested Format
 
for
 

PVO Progress Reports
 

The 	following is 
a sample format which, with appropriate adaptations to
the 	specific activity and situation, could be considered for use by AID
and 	the PVO. 
 It contains most of the major items of interest to AID.
The 	length of the progress report should be 
no more than ten pages for
project/activities that are complex and/or have a number of
sub-activities and 
no more than five pages for those which are more
simple in design and have only a few sub-activities.
 

ACTIVITY PROGRESS REPORT
 

Period: 
 to
 

I. 	General Reference Section:
 

A. 	 Name of PVO:
 

B. 	 Title of Project:_ 
_
 
C. 	Project Area:
 

D. 
"AID Grant Agreement No. :
 
E. 	Amount of AID Grant:
 

Total
F. Value of Project:
 

G. 
 Date 	of Last Report:
 

H. 
Date 	of This Report:
 

II. 	Expenditures/Financial Section:
 

A. 	 Amount of AID Grant:
 

1. 	Funds Received to Date:
 

2. 	Expenditures 
to Date:
 

3. 	Balance Due Under Grant:
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B. 
Amount of Other Resources (non-AID) Programmed:
 

1. Total 
Cash Input to Date:
 

2. Total Value of Commodities/Services to Date:
 

3. Balance Remaining:
 

C. Annual progress reports only: provide information concerning current
operFational year budget, detailing sources of income, administrative 
expenses, and program costs. 

III. 
Brief Summary Statement of Progress During Reporting Period:
 

IV. Brief Statement of Overall Status of Project from Beginning Date: 

V. Accomplishment of Specific Purpose(s): 
 Compare actual to plan, as
contained in the Implementation Plan of the Proposal:
 

A. 
Activity No. I (State the activity and describe or list specificaccomplishments during the reporting period which relate to it. Do
the same for other activities.) 

B. Activity No. 2 

C. Activity No. 3 

etc. 

VI. Prospective activities for the next implementing/reporting period.Note any major anticipated changes from project implementation plan 
or work plan.
 

VII. Beneficiaries: 

A. Direct Beneficiaries: (Indicate the number and type involved duringthe reporting period and the way in which the'i benefited.) 

B. Indirect Beneficiaries: (Give the best estirjate of the number andtype during the reporting period and how they benefited.)
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C. Cumulative Totals Since Start of Project:
 

1. Direct:
 

2 Tnt Y-.,+ 

VIII. 
 Problems Encountered:
 

IX. Required Actions: (List any lessons learned and any unexpected
positive and negative results experienced during the reporting
period.) 

X. Attachment: (Attach any detailed financial reports, charts,graphs, maps, newspaper articles, photos or other documentation
which support or expand upon items I-VII above.)
 

PSD. October, 1986 
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Project Officer
 

Monitoring Report Checklist
 

Grant No.: 

Site:
 

Title: 

Date:
 

Grantee: 

Date of last visit:
 

Name of visiting USAID personnel:
 

Name(s) of PVO Personnel Contacted:
 

Objectives of visit:
 

Project Activities Observed and Relevant Project Objectives: 

I. PROCEDURAL: 	 (Indicate N/A if an item does not apply; if additional comments are 

desirable, u:;e space at end of the form and indicate 	which item it refers to.) 

1. Staff in place as per grant agreement Yes No 

2. Staff qualified for effective at tasks Yes No 

3. Space adequate to needs Yes No 

4. Other resources adequate to needs 
 'Yes No
 

5. Accounting systems in place Yes No 

6. Equipment labelled with USAID marking Yes No 

7. Condition/utilization of equipment 

8. Financial problems/questions
 

9. 	 List current project personnel paid by USAID 

Name Position
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II. SUBSTANTIVE:
 

1. 	Project goals and methodologies understood by field staff Yes No
 

2. 	 Field role clearly understood by field staff rs Yes 1.o 

3. a. Adequate monitoring system (MIS) developed in relation 
to project size/nature/goals Yes No 

b. 	Beneficiary baseline/periodic follow-up data collected
 

and used 
 Yes No
 

4. 	Coordinating mechanisms with target population in place 
 Yes No
 

5. 	Coordinating ,echanisms with local organizations in place Yes No
 

6. 	Coordinating mechanisms with government agencies in place Yes 
 No
 

7. 	 Implementation plan developed Yes No
 

8. 	Impleme ,tation plan understood by field staff Yes No 

9. 	Project on schedule regarding targets in implementation plan

a) 
b)

c)
 

10. 	Planned activities for next period as discussed .lth reScnSio DI roran:71 

11. 	 If participatory implementation is an element oF the project, what degree and 
quality of inputs have come from beneficiaries? 

12. 	Beneficiary reactions awareness of USAID role:
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13. PYO Staff comments; especially problems faced and proposed solutions, and.
 
awareness of USID funding:
 

14. Visitor observations 

15. Unexpected benefits
 

16. Unexpected difficulties
 

17. Recommended AID follow-up action
 

PSD (# 1791R) 
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General 

Project Visit Checklist 

Project Title: Date: 

Grantee: Site(s): 

Name(s) of USAID visitor(s) 

Name(s) of PVO staff contacted: 

I. General impressions of project site
 

II. PVO Staff comments; especially problems faced and proposed solutions
 

III. Financial problems/questions
 

IV. Recommended AID follow-up action
 

PSD (# 1791R) 
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MICRO-POLICY REFORM: 

THE ROLE OF PRIVATE VOLUNTARY DEVELOPMENT AGENCIES 

by David C. Korten 1 

Current development thinking stresses the need for policy reforms supportive 
of more effective and sustainable outcomes from both central and local develop
ment initiative. To date donor agencies have looked to themselves as the primary 
actors in the promotion of such reforms--assuming that financial leverage is the 
key to the outcomes they seek. The idea that there might oe a significant role 
for development oriented private voluntary organizations (PVOs) in advancing the 
policy reform agenda has hardly been considered. This paper argues that this is 
an important oversight and suggests how PVOs might substantially increase their 
development impact through positioning themselves as catalysts in support of 
those policy reforms which depend on development- of new institutional capacities. 
Appendix A suggests guidelines for use by PVOs in carrying out strategic 
assessments of their existing programs. -

Macro- versus Micro-Policy Reform 

The argument for giving greater attention to PVO roles in policy reform is 
based on a seldom acknowledged distinction between what we might call macro
policy reform and micro-policy reform. 

Macro-Polic, Reform 

A macro-policy reform is one which can be* accomplished through pre-emptive 
central action--the stroke of an authoritative pen--with minimai requirement for 
the development of new institutional capacities as a condition for implementation. 
Usually it involves a fairly clearly defined ond specific decision. Strong political 
interests which oppose the reform may make getting that decision extraordinarily 
difficult. But once the decision is formally made by the competent political 
authority, its implementation is a comparatively straightforward process. The 
decision to remove a subsidy from fertilizer imports tends to be of this nature, or 
a decision to move from subsidized to market level interest rates for atricultural 
credit. In the latter case the acminisn'aLive mec1..ani:;ms pr,_sumaDly a.'e in piace 

NASPAA Working Paper No. 12, Revised August 1986. National AsscCiation of Senools of 
Public Affairs and Administration, 1120 G. St. N.W., Suite 520, Washington, D. C. 2000g. 

An excerpt of an earlier version appeared in the United Nations Develooment Forum, June 
1986, page 14 under the title "Private Aid Enters Third Phas#e." The topics covered here 
will also be treated in David C. Korten (ed.), Community Managiement: Ain Experience 
and Perspectives (West Hartford, Conn: Kumarian Press, forticoming in .and in 

,Uavia . Ko-ten, Development ai ErTiowerment: Search for a New I)(w , rnent 
Management (Boulder, Colo.: Lynne Itienner Puolisner. forthcoming in 1L87'j. 
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The Role of PVCs
Micro-Policy Reform 

change will be in the 	 regulationloans. The primaryto administer agricultural 

which specifies the interest rate to be charged.
 

and trade policies are
Many policies relating 	 to pricing decisions, subsidies, 

are normally prominent: What decision will obtain the 
of this nature. Two issues 

mobilized to
how can the necessary political support be

desired outcome? And 
obtain that decision? 

Micro-Policy Reform 

depends for its implement-
In contrast, a micro-policy reform is one which 

difficult institu
ation on the accomplishment of sometimes highly complex and 

new capacitiesthe development of significant
tional changes--commonly involving 

Needed reorientation of 
and a redefinition of 	 institutional roles.and norms, 

may depend on achieving changes in 
existing professional and managerial practice 

deeply held personal ard professional values. 

none has 
The introduction of a credit program for small farmers where 

credit institutions may 	 already be
of this nature. Thoughbefore existed may be 

remote client popula
services accessible to small and often

in place, making their 
those involved in reaching larger,

tions will require capacities quite different from 
and instincts on the part of 

often more urban, clients--and very different values 
2 	 likely to be those micro-policy

the bank managers. Most complex. of all are 
of power between national and local levels, and the 

reforms calling for a sharing 
reform 

development of self-reliant beneficiary organizations. 3 T,. micro-policy 
to the job of creating

is often relatively simple compared
deciding on the what 

the what recuircs.the institutional conditions 

Implications 

ha.; importantand mice-policy reforms
The differing nature of macro-

is the natural and appropriate realm of 
For example, macro-policyimplications. of projecting the consequences of 

formal policy analysis--which offers a means 
which will produce the most favorableto determinealternative policy choices 

their substantlarge donors who can use4 	 a natural realm ofoutcome. It is also 

lal financial resources to buy the necessary political support.
 

of a strcng authoritarian leader 
In dealing with macro-policy the presence 

Where such an individual has clear authorit , the 
can offer significant advantage. 

his or her while to accept the political
is I make itworthproblem for tne donor 

Here is where the substantial financial leverage of large 
costs of the decision. 

be quite useful.
doncr organizations can 

policy analysts have 
Micro-policy is quite 	 a different matter. Here the 

what John Friedmann calls thebelongs instead to
relatively little to say. The day 

know something about facilitating the 
cf the socia learning 	 schcol--whoplanners 

occur.5institutional changesprocesses by which co iplex 
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Micro-Polic. Reform The Role of PVOs 

Performance in the micro-policy arena depends on the exercise of creative 
initiative by many individuals. A dictatorial regime--or a control oriented 
bureaucracy--is likely to stifle such initiative. Consequently both political leaders 
and the larger donors commonly find their more obvious sources of leverage to be 
of relatively little consequence in achieving micro-policy objects. While they can 
demand formal compliance, pre-emptive action on their part carries little or no 
real force unless backed by persistent action to achieve what must be essentially 
bottom-up processes of rebuilding institutional structures and supportin norms. 

The substantial financial resoirces of the large donors may actually place 
them at a disadvantage in dealing w'th such matters. Demands to keep the money 
moving divert their attention from the careful coalition building and learning 
processes through which micro-policy reforms are worked through and institu
tionalized. For example: 

The conditions of a major irrigation loan can demand a role for water 

usee" associations, but unless the capacity to develop and support such 
associations already exists there is seldom any action. Faced with 
competing political interests within their own organizations, and having 

little time for the details of internal management, even the top 

administrators of the irrigation agency may face similar limitations in 

their ability to achieve desired changes-- irrespective of the strength of 

their personal commitments. 

Agricultural extension projects can demand that the research extension 

system be responsive to farmer realities and inputs. But if existing 

structures are geared to enforcing farmer compliance with c,:ntrally 

mandated recommendations and there is no tradition of researchers 
seeking feedback from extension agents, such response is unlikely. 

Community health projects can call for the development of self

sustaining, self-financing village health committees to assume the 

leadership in local health matters. But if the health system is geared 

to centrally funded physician care, formally established local committees 

will be sustained only so long as central project funds are available. 

The list could be extended to include most all people-oriented development 
activities. 

Catalyst Organizations and Micro-Policy Reform 

Though authoritative support may be crucial, micro-policy reforms are 
achieved through the fac:litation of social process more than through legal 
proclamation. Organizations prepared to take the lead in facilitating the coalition 
building and institutional learning through which these social processes are given 
force and direction can exert an influence far out of propcrtion to their financial 
resources or political authority. 
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Micro-Policy Reform The Role of PVOs 

The Ford Foundation as Catalyst in Southeast Asia 

An important demonstration has been provided by the Southeast Asia Office 
of the Ford Foundation in its support of community based management of 

6irrigation and forestry resources in Indonesia, the Philippines, and Thailand. 
While each country and sector effort has its own distinctive features, they all use 
the same basic approach. 7 

Ford staff begin by identifying those agencies which dominate the policy and 
program environment with regard to the management of the resource of interest: 
irrigation water or forest lands. Then they identify key individuals within these 

agencies interested in community based approaches to resource management. 
Funds are provided to the focal agency through these concerned individuals to 

support studies, often carried out by local universities, which focus on the 

community's existing resource management practices and the impact of agency 

programs on those practices. As findings emerge, workshops are held at national 

and local levels at which researchers, agency officials, and representatives of 

interested private voluntary organizations (PVOs)examine the results and their 
implications. 

Out of these events a number of individuals are identified who have 
todemonstrated through their participation both a serious commitment the 

enterprise. These indiviluals are invitedproblem and useful skills needed by the 
to form a working group--chaired by a senior official of the responsible agency-

leadership in analyzing the experience and planning appropriatewhich assumes the 
actions. 8 In addition te' agency staff and the responsible Ford Foundation 

Program Officer, a matur- working group way include participants from four or 

five research and training .nstitutions, plus one or more PVCs. 

As understanding of the resource management problem increases and possible 

ways of dealing with it using community management approaches are identified, 

one or more pilot projects are established under agency auspices to serve as 

learning laboratories in the development of new approaches. These pilot efforts 

may involve one or more private voluntary development agencies assisting in the 

training and supervision of agency field staff--plus social scientists from one or 

more in-counc-y institutions who develop site assessment methods and document 
are intensivelyimplementation processes. The experimental field activities 

monitored by the working group, so that approaches may be modified and 

imDlications for the larger or-anization assessed. Through workshops, conferen

ces, and training programs, the experience base and the number of persons 

engaged in the review of these experiences is expanded. Gradually, additional 

learning laboratories are established which build frcm the experience of the 

earlier efforts. 9 

Ford staff, serving as facilitators of the process, identify prospective 
working group members, support their involvement in relevant activities, and help 

them establish distinctive roles within the working group. At the same time they 

play a key roie in agenda setting, and in helping resolve conflicts among working 

group participants. Flexible funding is provided in the form of small grants to 

the sponsoring agency for related experimental and resdarch activities. Small 
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Micro-Policy Reform The Role of PVOs 

grants may also be made to other participating institutions which allow them to 

pursue related initiatives supportive of their own program interests. Occasionally 

Ford staff develop their own studies illuminating key program and policy issues as 

input to working group sponsored workshops.10 

Necessary Capacities 

Relative to the need, there are at present all too few organizations with the 

commitment and capacity to perform this type of catalyst role in support of 

much needed micro-policy reforms. It requires experienced professional staff who 

combine in-depth country knowledge, professional credibility, and facilitation 

skills. Developmentof these qualifications among expatriate staff depends on 

stable country assignments in professional roles which leave them relatively free 

of routine administrative duties to concentrate their energies on problem-centered 

collegial interactions with counterparts. The organization must have a capacity to 

quickly and flexibly fund a range of activities through small grants and contracts 
as needs and opportunities arise. 

Donor Constraints. Given the comparative success of Ford Foundation 

efforts in Southeast Asia, it would seem reasonable to expect that numerous other 
to emulate its approach. There have in fact been expressionsdonors would seek 

of interest among some donors. The USAID Missions in the Philippines and 

Thailand have made selective attempts at emulation. But the results have not 

been encouraging--due largely to internal constraints on staffing and the applica

tion of funds. 1 1  AID staff are limited to four year assignments in a given 

country and continuing cuts in staff and O&E funding force those who remain to 

focus their attention on matters. of AID's internal administration--their time 

largely consumed by logistical and procedural concerns. The bulk of AID funding 

goes into large projects funded through formal government to government 

mechanisms, seriously limiting flexibility and creative initiative. 

In addition to many of these same problems, the large development banks 

have at best only a token staff presence in country, and face intensive pressures 

to keep the money flowing in large technically designed projects. Their staff 

have little time for the thoughtful reflection, intensive interaction with counter

parts, and careful adjustment in response to error and cpportunity which are the 

heart of effective sociaJ -qrning. 

Finally there is a fundamental conceptual problem. The large donor organiz

ations were founded on the premise that financial resource transfers are the key 

to stimulating development. This is the purpose to which they are dedicated and 

to which their structures and operating procedures are geared. Many micro-policy 

are based on a wholly different premise, i.e., that substantialinterventions 
improvements in dcvelopment performance can be achieved with the physical and 

the ways in which they arefinancial resources already available by changing 
controlled and managed. Organizations which premise their existence on financial 

to pay .lip service- to -this concept, but have demonstrated.transfers are willing 
little willingness--or ability--to act on it. More suitable are organizations with 

modest financial resources ihich see people as the critical development resource. 
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PVO Potentials. If the need for institutional catalysts is to be met, it seems 
nccessary to looK Devond the traditional development, donors. Organizations able 
to meet its requirements are more likely to be found among the thousands of 
development oriented private voluntary organizations (PVOs)--both international 
and domestic--working in Third World countries. 1 2  A number of these organiz
ations have a natural interest in micro-policy reform, view development as 
primarily a people to people process, and lack the inherent structural constraints 
faced by the large donors. Yet, though the trends are promising, the full 
potentials of the private voluntary development community to be a major force 
for self-sustaining broadly based development remain only partially realized. Few 
have yet recognized their own potentials to become truly significant development 
actors and developed the range of new capacities required to be effective as 
catalyst organizations.13 

Three Generations of Private Voluntary Development Action 

Private voluntary and humanitarian development assistance efforts directed to 
the relief of Third World poverty have undergone important changes over thE 
years. As the PVO community has grown in its sophistication regarding the 
nature of development and the potentials of its own role there has been a 
tendency to pursue increasingly sophisticated and--from a policy perspective more 
powerful strategies. In general this has involved a lengthening of time perspec
tives, a broadening of the definition of the development problem, and a shift from 
more operational to more catalytic roles. 

Rich in their diversity of purposes and experiences, PVO's defy attempts at 
precise classification. Even so, among those PVOs which deal in development it 
is possible to identify three distinctive orientations in programming strategies: 
(a) a relief and welfare orientation; (b) a local self-reliance orientatici; and (c) 
a sustainable systems development orientation. While all three strategic 
orientations appropriately co-exist within the larger PVO community--even within 
a single PVO--the underlying direction of movement makes it appropriate to laoel 
these first, second, and third generation strategic orientations. [See Figure I t'or 
a summary.] 

Generation 1: Relief and Welfare. Many of the larger international PVOs such as 
Uatnoilc Reiie. Services, CARE, Save the Children, and World Vision began as 
charitable relief organizations, relying on private contributions to deliver welfare 
services to the poor and unfortunate throughout the world. Such efforts represented 
a First Generation of private voluntary development assistance. And, of course, relief 
efforts remain an essential and appropriate response to emergency situation.-which 

demand immediate and effective humanitarian response. Such situations may forever 
be a part of the human experience. And there will always be individuals within any 
community whose circumstances are such that they necessarily depend on some form 

of welfare assistance. But as a development strategy, it is generally recognized that 
relief and welfare approaches offer little more thapl temporary' alleviation of the 

symptoms of underdevelopment. 1 4 
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Micro-Policy Reform The Role of PVOs 

Generation 2: Small Scale Self-Reliant Local Development. In the early and mid-70s, 
tne PVus came to recognize, as dia otner aeveiopment organizations throughout the 
world, that the direct delivery of food, health care and shelter attacked only the 

symptoms of poverty, without addressing its causes. Sustainable improvements in the 
lives of the poor depend on increasing their capacity to meet their own needs with 
resources they control. In the late 1970s, many PVOs undertook development of 
program capabilities to promote and fund local development activities in areas such as 
preventive health, improved farming practices, local infrastructure, and other commun
ity development activities intended to promote local self-reliance. AID Development 
Program Grants--made available during the period of 1975-79--encouraged and Pssisted 
interested PVOs in developing the necessary capacity to launch a Second Generation 
of private development assistance.15 

Some governments have attempted to discourage and/or control PVO efforts directed 
to the development of local self-reliance, seeing them as competitive with their own 
public development programs and fearing that independently created local organizations 
might represent competing political interests. Some PVOs, perceiving government as 
incompetent and hostile to their efforts, have sought to avoid or bypass it., even when 
claiming that their own activities are intended as models for emulation by public 
programs. Exanples of effective cooperation between governments and PVOs which 
realize the comparative strengths -! each do exist--but are all too rare. 

Generation 3: Sustainable Systems Development. Currently, segments of the PVO 
community a.:e again engaged in a re-examination of basic strategic issues relating to 
sustainability, breadth of impact, and recurrent cost recovery. At the heart of this 
re-examination is the realization that: 1) acting on their own they can never hope to 
benefit more than a few favored localities; and 2) self-reliant village development 
initiatives are likely to be sustained only tu the extent that local public and private 

organizations are linked into a supportive national development system involving many 
different organizations--both public and private. 1 6 Sometimes government programts 

already command the resources require-; for broader impact, but use them ineffective

ly. And the institutional and policy seting may actively discourage the self-reliant 
local initiative which might result in the effective mobilization of local resources. 
For example, there may be no provision for independent local groups to obtain legal 

recognition or enforceable rights over productive resources. Or local income generat

ing activities may be undermined by publicly subsidized corporations which are 

competing for control over productive resources and markets. Local initiative may 

even be discouraged and/or overshadowed by bureaucratically sponsored and adrranist

ered service delivery programs which create local dependence on central subsidies and 

extend bureaucratic control to the lowest societal levels. 

Efforts by PrOs to confront these realities in collaboration with government, and a 
wide range of other local and national institutions--both public and private--toward 
development of more supportive policies, programs, and institutions--represent a Third 
Generation of PVO development strategy1. 
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Micro-Policy Reform 	 The Role of PrOs 

Figure 1 

THREE GENERATIONS OF PVO DEVELOPMENT PROGRAM STRATEGIES 

Generation 

First 	 Second Third 

Defining Features Relief & Welfare 	 Small-Scale Self- Sustainable 
Reliant Local SyzLems Develop-
Development ment 

Problem Defined Goods and -+. Local Self- + buportive 
in Terms of Need Services Reliance Institutions and 
For: 	 Policies
 

Time Frame Immediate Project Life 	 Indefinite Long-
Term 

Spatial Scope 	 Individual or + Neighborhood + Region or 
Family or Village Nation 

Significant Actors PVO 	 + Beneficiary - Government 
Organizations -- Private 

Enterprises 
+ Universities 
4- Other PVOs 
Etc. 

Capacities Logistics + Community Strategic 
Required of PVO Organizing :,1ana:;egnert 

- Project bacxed by 
Management Socai & 

Institutional 
.Anaivsis -

Facilitation 
Coalition 

Building 
+ Grant ,laking 
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Micro-Polic Reform The Role of PVOs 

As these are seldom precisely defined categories and are more appropriately 
applied to individual programs than to whole organizations, a given PVO may find 
that one of its programs is characterized by a Third Generation orientation, 
whereas others may be dominantly First or Second Generation--each appropriate 
to its circumstances. 

In emergency relief situations and in providing welfare services to those 
unable to care for themselves a predominantly First Generation program strategy 
may be necessary. And certainly there is need for programs which strengthen 
community capacities to make demands on the larger system, and to control and 
manage local resources. 

Yet in many instances First and Second Generation program efforts will 
ultimately prove futile in the absence of a Third Generation effort to achieve a 
policy and institutional setting consistent with their purposes. -. l three types of 
program might in a given instance be undertaken by a single PVO. But in any 
given setting it is most likely that these different needs will be met by different 
PVOs representing different purposes, constituencies, and competencies. And 
PVOs pursuing Third Generation program strategies will often need to give 
explicit attention to the development -f capacities of collaborating PVOs to meet 
e:sential First and Second Generation needs as a part of their larger system 
development strategy. 

An expanding awareness of such issues tends to impel generational advances 
within a given PVO. And indeed some PVOs have evolved through all three 
generations of strategic orientation. The Development of People's Foundation is 
one of numerous examoles. 

The Development of People's Foundation, Inc. (DPF), is based on the 
island of Mindanao in the Philippines. DPF was originally established 
by a local medical school to give its students practical experience in 
providing health care to residents of nearby villages-a First Generation 
orientation. But eventually its leadership began to realize that to deal 
with the real health needs of the villagers, greater community involve
ment would be needed. Thus it began organizing communities to define 
their own health needs aad assume the initiative in addressing them--a 
second generation orientation. This led to recognition of a need to 
prepare government health care providers to res-Dond to the resulting 
community demands for new types of service. Consequently, DPF 
turned its attentior. to working with government agencies at municial. 

provincial and regional levels to create ani enabling setting for local 
seLf-helD initiatives ii dealing with health needs. Since the concerns 
of the community groups were not limited to health, eventually it 
became necessary for DPF to assume a similar role in relation to a 
variety of local development needs. Now, by special invitation, a 

member of the DPF senior staff serves as a member of the govern
ments regional development council--normally comprised exclusively of 
government officials. 
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Micro-Policy Reform The Role of PVOs 

The fact that there may be a need to increase the number of PVOs with 
capacities to undertake Third Generation program strategies in no way reduces the 
need for other organizations which have capacities to :espond to the welfare 
needs of the community, to field emergency relief efforts, or to engage in direct 
community mobilization. Quite the contrary. Further development of capacities 
in each of these areas is necessary. But the nature of theze needs and of the 
capacities required to meet them are reasonably well understood relative to the 
need for and caDacities to pursue Third Generation program strategies--which are 
thus the focus of this paper. 

Historical ExDerience 

Though not widely recognized by development donors--or even by many PVOs 
therselves--PVOs have a long history of taking the lead in supporting policy and 
institutional changes of considerable significance. For example, in the field of 
population private organizations such as Pathfinder Fund pioneered public educa
tion and service delivery programs several dccades before governments began to 
take population growth seriously, preparing the way for a major shift in public 
attitudes and policies. In the late 1960s and early 70s, national affiliates of the 
International Planned Parenthood Federation throughout the world committed 
themselves to sophisticated strategies which in country after country resulted in 
important changes in public policy and achieved government commitment to the 
provision of family planning services. These efforts combined sponsorship of 
policy research, direct lobbying of policy makers by influential board members, 
public education campaigns, and service delivery programs which proved the extent 
of demand and served as models for government programs. 1 7 

Contemporary Experience 

Now in the mid-1980s a growing variety and number of PVOs, both large and 
small, are becoming aware of their potential to have similar influence in areas 
such as local development, health, and small enterprise. Some focus on helping 
government achieve more effective results from its service delivery programs. 
Others focus on the creation of enabling settings for community management, as 
illustrated by the example of the Ford Foundation's Southeast Asia Office 
described eariier. 

Helen Keller 'nternational (HKI), with the support of AID, collaborated 
with the Indonesian Minist-y of Health f.-rm 1976 to 1979 4n a national 
survey of xerophthalmia which established that 50,000 children were 
blinded each year due to preventable Vitamin A deficiency. Subsequent 
collaboration with government in developing effective approaches to 
targeting and delivering Vitamin A supplements led to the discovery 
that it may be possible to reduce infant mortality by as much as 20% to 
30% through village level distribution of Vitamin A capsules backed by 
nutrition education. Now HKI is working with the Indonesian govern
ment on development of a national program intended to virtually 
eliminate Vitamin A deficiency. 

lot
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In Thailand, Meals for Millions staff coordinate the applied nutrition 
program activities of provincial departments of health, education, 
agriculture and community development, as well as several private 
agencies to encourage collaboration in achieving comprehensive and 
efficient coverage of the target population. A similar approach has 
been taken by Meals 2or Millions in Honduras. 1 8 

In Bolivia, staff of Project Concern are housed in a regional Ministry 
of Health Office of Planning and Supervision from which they are 
helping to set up a coordinated health and nutrition planning system 
involving a co:.,en government agencies, private groups, and indigenous 
healers. 1 9 

The Institute for Social and Economic Research, Education & Infor

mation (LP3ES), an indigenous Indonesian PVO, is coilaborating wit' the 
Indonesian Ministry of Pubi.hc Works, the Ford Foundation, and USAID 
to strengthen water user associations and their role in irrigation system 
construction and rehabilitation. In addition to an operational role in 
the training and supervision of community organizers,. LP3ES assists the 
Ministry in assessing and revising its own operating procedures in ways 
supportive of a stronger community role. It is also undertaking studies 
on a number of related policy issues in collaboration with the Ministry. 

Philippine Business fo,. Social Progress (PBSP), the ILAW Foundation, 
and the International Institute for Rural Reconstruction (IIRR) are 
collaborating with the Philippine National Economic Development 
Authority and AID in the Local Resource Management Project.20 These 

PVOs organize community resource management grouns, while simultan
eously helping to strengthen local government cupacities to support 
self-help local development efforts. They also participate in periodic 
review workshops with public officials at provincial. regional, and 

national levels to assess implications of the community level experience 
for actions needed at each of their respective levels to strengthen local 
development action. 

In late 1985, Philippine Busines, for Social Progress initiated a program 

funded by the Ford Foundation intended to develop independent 
Provincial Development Foundations in selected provinces of the 
Philippines. These foundation.; will be encouraged to assume catalytic 
roles in mobilizing a wide range of public and private resources in 
support of poverty oriented provincial development strategies. 

The Rangladesh Rural Advancement Committee (BIAC) will establish a 

Bangladesh CenLer for Rural Ianagement to help strengthen the 
capacity of local government officials .o work in an effective and 
responsive manner with local beneficiary organizations representing 
landless and other deprived segments. The Center will work simultan
eously with managers from local government, PVOs, and rural banks in 
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a mode intended to encourage effective Leamwork in local problem 
solving. Initially the new Institute will concentrate on the health 
sector, working closeiy with the Ministry of Health on the development 
of more effective community based approaches to primary health care. 

Partnership for Productivity and Technoserve, two U.S. PVOs specializ

ing in 'he development of small and medium enterprise, are giving 
increasing attention to working in collaboration with government, as 
well as the corporate enterprise sector, to improve the climate for 
small and medium enterprise in the Third World countries where they 
work. 

CARE/Indonesia is carrying out a thorough review of its program 
portfolio with the intent to move beyond the current emphasis on 
individual water, dry land agriculture, and primary health care projects 
in selected villages :u an emphasis on developing strengthening systems 
of both public and private institutions able to sustain improved 
performance in each of these sectors over significan areas of Indon
esia. 

Most of the initiatives identified above are still in their infancy, presenting 
demands on the PVOs involved to achieve a clearer definition of their own 
purposes and distinctive competence, while simultaneously developing the range of 
new capacities required. 

New Types and Levels of Competence 

During the late 1970's many PVOs with predominantly First Generation 
orientations and experience, sought to realign their organizations and staffing to 
meet the requirements of new program strategies. It was often a difficult -- even 
traumatic--experience. Development of the capacities required by Third Genera
tion strategies is likely to prove even more challenging. 

.Moving from an exclusively operational to more of a catalyst role involves 
basic changes in operating style. The PVO will find itself working less as a 
service delivery agency and more in the manner of a foundation, directing its 
attention to facilitating development by other organizations, both public and 
private, of the capacities, linkages, and commitments required to address desig
nated needs on a sustained basis. It will be able only to influence--not conrrol-
the systems with which it works, and it will be doing this with resources that 
may seem inconseauential relative to those of the systems being influenced. 

Success will depend on skillfully positioning itself in relation to the target 
system--a health system, a particular ag-ricultural production and marketing 
system, a small enterprise credit system, etc--in such a way as to facilitate 
accelerated learning by the institutions which comprise that To dosystem. itso 
will need to act on in-depth knowledge of the actors and organizations which 
define and reg-ulate the systems being addressed. 
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Both technical and strategic competence are required. 

Technical ComDetence 

Commitment is essential to effective performance in a catalyst role, but it is 

no substitute for technical cometence. Only when the two are combined are 

results likely to match intentions. PVOs working on a small scale in a few 

villages with people who have few options may not be questioned regarding their 

technical competence, and their technical failures will attract little publicity 

beyond the village that suffers the consequences. But when PVOs position 

themselves to be systems -catalysts, their technical weaknesses are more difficult 

to hide. Some of the most important of the organizations with which they work 

will be large, influential, and staffed by highly credentialed professionals. 

Needless to say, the PVO which presumes to help such organizations become more 

effective must be guided by more than good intentions. Having the technical 

the respect of those who control the relevant technolugiescapacitv to obtain 
-- whether they be doctors, engineers, lawyers, politicians, administrators, or 

buy access to key officials purelyvillage leaders is basic. And not being able to 
on the basis of the financial resources they can offer, they must win access 

through the perception that they offer a useful technical and political resource. 

This is not to argue for the staffing of PVOs with narrow disciplinary 

specialists, as might be appropriate if they were assuming conventional technical 
with social,assistance functions. Their technical competence must be balanced 


political, and managerial skills. The means of developing this competence include:
 

1) recruitment; 2) training of existing staff, and 3) the development of relation-.
 
ships with respected centers of technical excellence.
 

Strategic Competence
 

Strategic competence is a measure of the organization's ability to position 

its resources to achieve its objectives. 

First and Second Generation strategies have demanded little in the way of 

strategic competence. Positioning the organization's resources for a First 

Generation intervention requires mainly the ability to identify a population of 

people who lack the goods or services the PVO is prepared to offer--not a 

particularly difficult or sophisticated task in many countries. Similarly, position

ing a PVO for a Second Generation intervention requires mainly the identification 
of a number of villages which are willing to extend their active cooperation in 

return for the assistance received. 2 1  Third Generation strategies are quite 

another matter. 

The abli to !o,6iion rtc6ou~cu to ach eve. ve..aoe on £iarge 

susC.ns becoms one o the ccnt,a conc..n4 o6 oroLpanlza0on--at4the 
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Bureaucratic versus Strategic Organizations. PVOs have seldom been noted 
for tneir attention to development of management systems and capacities. 2 2 

Indeed some PVOs have acquired an ideological disdain for management, placing it 
in a class with exploitation, oppression, and racism. In part this results from a 
limited awareness of alternative management approaches and their contributions to 
releasing creative human potentials. Often the distrust of management comes 
from associating it with centralized control-oriented bureaucratic forms of 
organization wnich many PVO staffers have chosen careers in the private 
voluntary sector specifically to avoid. What is being advocated here is a much 
different kind of management consistent with the rcquirements of the strategic 
organization--which represents highly advanced management concepts and posses
ses a well developed strategic competence. 

Cenr-alized organizations which depend on bureaucratic controls to channel 
the benvior of their members into well defined routines generally have a low 
level of strategic competence. Such organizations seldom respond to needs and 
opportunities in terms of inherent requirements, preferring the ways which fit 
their own convenience. Rather than making appropriate adjustments in their 
approach to use of existing resources, new needs and opportunities are taken as a 
rational for adding staff and increasing budgets--usually leading to costly and 
partial responses. 

Unlike the conventional bureaucratic organization, the strategic organization 
maintains its direction not through the tight control of operations, but through an 
organizational culture which supports high levels of commitment and disciplined 
self-assessment among its members in support of agreed upon organizational 
goals. 2 3  This allows it to make strategic adjustments at all levels and across all 
funct~ons--continuously deepening its definition of the problem and adjusting its 
response. Well developed information systems provide intensive and continuous 
feedback to support self-assessment and rapid self-correction of errors. 

The PVO as a Strateuic Organization. The institutional systems to which 
Third Generation strategies are directed are commonly complex in their structure 
and dynamic in their functioning. Their complexity means that a reasonably 
complete understanding of their nature can be developed only over time as 
experience is gained in worki:,g with them. Their dynamic nature means that the 
original problem definition must be continually tested and refined in light of new 
developments, resulting in correspcnding adjustments in the positioning of the 
PVO's resources consistent with the complex, illusive, and changing relationships 
of the social, economic and political terrain in which it has chosen to work. 

Such adjustments may be required at many levels--from the central to the 
local. At the central level it may involve significant adjustments in the definition 
of the organization's program and area commitments. [See the Appendix for 
further discussion.] At the same t:me, on going adjustments will be required in 
individual p-ugram strategies on a country, province, district, or even village
basis. This calls for capacities in social, institutional, and economic analysis 
uncommon among PVOs. While it cannot be expected that every staff member 
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will be a professionally qualified social analyst, basic skills in social analysis will 
need to be widely distributed throughout the organization. This analytical 
capacity must in turn be backed with skills in process facilitation and coalition 
building at all levels. 

Since quick results cannot be anticipated, the PVO undertaking a Third 
Generation strategy must have the staying power to remain at the task for ten or 
even twenty years if necessary. And it must be able to withstand the challenges 
of critics who believe that contributions to development progress are measured 
only in buildings consc-ucted, immunizations given, and food packages delivered. 
Capable leaders who combine a long term vision with highly developed professional 
management skills are essential. 

For more than a decade the training of development managers has empha
sized the concepts and methods of project management which encourage a myopic 
perspective on the nature of development and an unimaginative control oriented 
approach to its management. Partly in response to pressures from donors, who 
find projects convenient instruments for packaging their funding, some PVOs have 
become highly project oriented and have slipped into the pattern of assuming that 
they manage development by managing projects. Where this has occurred, their 
managers will need to take appropriate steps to achieve an Pxpended vision of the 
nature of development management and develop skills in a more strategic approach 
to managing their organizations. 

There are many steps which can be taken toward development of the 
strategic capacity required by PVOs that aspire to Third Generation roles. These 
include: 1) sending key senior staff for advanced management training at top 
ranked management schools; 2) developing collaborative relationships with groups 
which have advanced capabilities in relevant social and policy analysis and its 
application; 3) recruiting staff with advanced qualifications in social analysis, 
management, and process facilitation; 4) documenting and critically assessing 
early Third Generation experiences as a means of strengthening internal learning; 
5) conducting strategic assessment workshops for senior staff; and 6) participat
ing in experience exchange with other PVOs which have similar commitments. 

The need for innovative thinking leading to expanded roles for private 
development agencies is becoming particularly evident in those Asian countries 
which are finding that financial realities preclude continued reliance on expensive 
and wasteful 2entrallv funded and directed public development projects and 
programs as the key to development. For many of these countries, a greater 
reliance on broadly based local private initiative may be essential. And while it 
is important that governments recognize and give effective support to such 
initiatives, much of the ieadersnip will need to come from the private sector 
itself. 
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NOTES 

Many individual- have contributed to development of the ideas presented in this paper. 
Tom Franklin and Carolyn Stremlau were instrumental in directing my attention to the 
need to strengthen the development roles and performance of PVOs. Jerry Silverman 
posed questions which led to an explicit articulation of the distinction between macro
and micro-policy refcrm. Frances Korten helped me push this distinction to greater 
levels of refinement which further highlighted the implications. Tom Drahman 
provided reassurance that the concepts had a practical validity and utility. James J. 
O'Connor contributed to my thinking about the nature of the capacity building task, 
and in particular the need for strengthening technical competence. Jay Jackson and 
the staff of CARE/Indonesia helped me think through the frameworks for strategy 
definition. Beryl Levinger made key inputs to refining the summary table, and 
suggested that defining the strategic position in terms of continua might be more 
useful in PVO strategic self-assessments than constraining the assessment to only 
three discrete categories. Bob Pooley, Richard Ryan and Ross Coggins stressed the 
inportance of recognizing the legitimacy of all three generations of strategic 
orientation. Ross Bigalow helped provide historical perspective. 

John C. Ickis, "Structural Responses to New Rural Development Strategies," in David 
C. Korten and Felipe B. Alfonso, Bureaucracy and the Poor- Closing the Gap (West' 
Hartford, Conn.: Kumarian Press, 1983j, pp. 4-a'Z-. 

David C. Korten and Norman Uphoff, "Bureaucratic Reorientation for Participatory 
Rural Development," NASPAA Working Paper No. 1 (Washington, D. C.: NASPAA, 
November 1981). 

This fit between macro-policy and the concerns and methods of policy analysis, and 
the corresponding fit (as noted below, between micro-policy and the concerns and 
methods of social learning have been .- itified and elaborated by Frances F. Korten, 
"Making Research Relevant to Action: . Social Learning Perspective," Paper pre
sented at the Workshop on Public Intervent.on in Farmer Managed Irrigation, Inter
national Institute for Irrigation Management (Sri Lanka), held in Kathmandu, Nepal, 
August 4-6, 1986. This analysis builds in part on the distinctions made by John 
Friedmann, From Knowledge to Action! the Dialectics of Planning (Princeton: 
Princeton University Press, fortncoming) between four historical schools of plBnning
each of which builds from quite different assumpticns. Our concern here is only with 
two of his four schools: policy analysis and social learning. While often viewed as 
competing, each may also be viewed as being relevant to its own specific circum
stances. The trick is in being able to achieve a match between method and circum
stances as demonstrated in the present analysis. 

Sa e Friedmann, ibid. 

Known more briefly as "community management," the emphasis is on the development 
of resource management systems which feature community level control over basic 
land and water resources and their use. See-David C. Korten (ed.), Community 
Management: ksian Experience and Perspectives (West Hartford, Conn: rumarian 
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Press, forthcoming in 1987). 

7. 	 Explicit use is made of a learning process approach. See David C. Korten, "Commun
ity Organization and Rural Development: A Learning Process Approach," Public 
Administration Review, Vol. 40, No. 5, Sept-October 1980, 480-511. At the present 

time tnis approach is distinctive and exclusive to the Southeast Asia Office of the 
Ford Foundation. While other Ford Offices have expressed interest, none has yet 
undertaken to reolicate it. 

8. 	 For an examination of the working group concept and its application in the Ford 
Fo':ndation's work with the Philippine National Irrigation Administration see David C. 
Kor:en and George Carner, "Reorienting Bureaucracies to Serve People: Two Exper
iences from the Philippines," Canadian Journal of Development Studies, Vol. V, No. 1, 
1984, pp. 7-24.
 

9. 	 For a case study detailing this process. and its supporting methods in- relation- tc 
communal irrigation in the Philippines see Benjamin U. Bagadion and Frances F. 
Korten, "Developing Irrigators' Orgsnizations: A Iearning Process Approach" in 
Michael Cernea (ed.), Putting People First: Sociological Variables in Rural Develop
ment (London: Oxford University Press for the Worid Bank, .1985). 

10. 	 Frances F. Korten, "The Policy Framework for Community Management,". in Korten, 
Community Management, op. cit., is an example of one such contribution. The original 
anaiysis was presented at a seminar in which the issues were jointly examined by a 
number of Indonesian government officials, as well as representatives of private 
voluntary organizations. This led to d more intensive study of the issues in specific 
relation to Indonesia by LP3ES, a major Indonesian PVO with extensive experience in 
irrigation development. . 

11. 	 See David C. Korten, "Lear;.ing from USAIDField Experience: Institutional Develop-_ 
ment and the Dynamics of the Project Process," NASPAA Workiig Paper No. 7 
(Washington, D. C.: National Association of Schools of Public Affairs and Administra

tion (NASPAA)), June 1983. 

12. 	 The present paper is a direct result of more than six years of effort to achieve 
expanded application of learning process approaches to bureaucratic reorientation with 
large donor agencies serving in the catalyst role. The limfted success of these efforts 
combined with the increasing strategic sophistication of selected PVOs has resulted in 
the present focus on the development of PVO capacities to perform in the catalyst 
role as learning process facilitators. An early error was made in placing the Ford 
Foundation Southeast Asia Office in the category of donor agency and looking to 
other donors as the instruments of replication. In fact the Ford Foundation may also 
be classified as a PVO, putting it in a class with other organizations with consider
ably greater prospect of replicating i~s methods. 

13. 	 According to Judith Tendler's study of seventy-five PVO project evaluations in 1981, 
the claims of PVOs to be more effective than government agencies in reaching the 
poor with innovative development assistance could not be substantiated with the 
evidence at hand. Often their programs and services were not qualitatively different 
from those offered by government. judith Tendler, Turning Private Voluntary 
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Organizations into Development Agencies: Questions for Evaluation, Program Evalua
tion Discussion Paper No. 12, (Wasaington, D. C.: AID, 1982). Brian Smith suns up 
the data with the conclusion that PVO are clearly more efficient than government in 
their 	use of resources, but their claim to being more innovative and to be setting the 
program agenda is not substantiated. Brian H. Smith, "U.S. and Canadian PVOs as 
Transnational Development Institutions, in Robert F. Gorman (ed.) Private Voluntary 
Organizations as Agents of Development (Boulder: Westview Press, 1984), pp. 115-164. 
See aiso Raipn Kramer, Voluntary Agencies in the Welfare State (Berkeley: University 
of California Press, 1981. A stuay prepared oy AID for tne House Appropriations 
Committee concludes that "PVO projects o'ten are implemented individually, not as 
part 	 of a broader programming strategy ' Development Effectiveness of Private 
Voluntary Organizations (PVOs), Submitted by tne Agency tor international Develop
ment, February 1986. These studies confirm that the failure of PVOs to realize their 
potentials is all too common. And some critics question whether this potential exists 
at all. Elliott Morss and Victoria Morss, U.S. Foreign Aid (Boulder, Colorado: West
view 	Press, 1982). 

14. 	 This realization not withstanding, Brian Smith observes that the bulk of the resources 
of U.S. PVOs is still devoted to delivery of food, clothing, and medicine to alleviate 
immediate suffering. Op. cit., pp. 118-122. 

15. 	 The issues and their implications are developed in John G. Sommer, Beyond Charity: 
U.S. Voluntary Aid for a Changing World (Washington, D. C.: Overseas Development 
LCouncil, 177J. 

16. 	 Milton J. Esman aid Norman Uphoff, Local Organizations: Intermediaries in Rural 
Development, (Ithaca: Cornell University Press, i.84j. See also Norman Upnoff, 
'Analyzing Options for Local Institutional Development," Special Series on Local 
Institutional Development No. 1, Rural Development Committee, Cornell University, 
Itnaca, 1984). 

17. A doctoral dissertation on this experience titled "Private Voluntary Organizations as 
Catalysts of Policy Reform A Case Study of IPPF" is being written by Dolores Foley 
at the University of Southern California. 

18. 	 Reported in Development Effectiveness of Private Voluntary Organizations (PVOs), 
Washington, D. C.: Agency for International Development, February 1986. 

19. 	 Ibid., pp. 21 & 23. 

20. 	 The University of the Philippines at Los Banos is also participating in a similar role. 
It is, however, a public university, rather than a PVO. 

21. 	 Wortman observes that not only have few PVOs reached the strategic management 
stage of development, many have not even reached the strategic planning stages in 
vogue twenty years ago. Max Wortman, "A Radical Shift from Bureaucracy to Strategic 
Management in Voluntary Organizations," Journal of Voluntary Action Research. 10 
(1), January/SMarch, 1981, 62-81. David Brown ana jane Covey, two ieaaing aovocates 
of strengthening the strategic processes in PVO management, identify four distinctive 
attributes of development oriented PVOs (DOPVOs) which make it particulaly difficult 
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for them to engage in strategic planning: a) missions that require bridging diverse 

constituencies; b) strong commitments to democratic values, equity, and social 

change; c) conflict at interfaces between DOPVO departments and between DOPVOs 

and external agencies; and d) self-inflicted increases in external turbulence and 
groups. L. David Brownconflict as a consequence of empowering previously quiescent 

and Jane G. Covey, "Strategic Planning in Development-Oriented Private Voluntary 

Organizations," Institute for Development Research, 710 Commonwealth Ave., Boston, 

Massachusetts 02215 (undated and unpublished). For case studies of aspects of the 

the development of strategicinternal organizational culture of PVOs which inhibit 

competence see L. David Brown and Jane Covey Brown, "Organizational Microcosms 

and Ideological Negotiation," in M. H. Bazerman and R. J. Lewicki, Negotiating in 

CA: Sage, 1983). Even so, Leslie E. Grayson andOrganizations (Beverly Hills, 

Curtis J. 'lompkins, Management of Public Sector and Nonprofit Organizations (Reston,
 

Virginia. Reston Puoiisnxng Company, 1984) ooserve a current movement in some
 
toward a more proactivevoluntary agencies away from a reactive tactical and 


strategic approach.
 

22. 	 C. Stark Biddle, "The Management Needs of Private Voluntary Organizations." A 

report prepared ior the Office of Private Voluntary Cooperation, Agency for Inter

national Development, Washington D. C., May 2, 1984; and Richard W. Ryan, "An 

Examination of Administrative Issues Affecting US Private Voluntary Organizations in 

International Development," San Diego State University, July 1986.(iupublished manuscript). 

of strategic competence, and the distinction between bureaucratic and23. 	 The concept 
forms is developed further in David C. Korten, "Strategicstrategic organizational 


Organization for People-Centered Development," Public Administration Review, Vol.
 

44, No. 4, July/August 1984, pp. 341-352.
 

110
 



APPENDIX 15, p. 1
 

CONCEPT PAPER
 

PVO INSTITUTIONAL DEVELOPMENT SERIES
 

Louise G. White
 

International Science and Technology Institute, Inc.
 

January 4, 1986
 

111
 



APPENDIX 15, p. 2
 

I. Background and Purpose
 

There is a growing interest in the role that private
 
voluntary organizations (PVOs) can play in providing development
 
assistance. Initially, studies of such aid looked at the impact
 
of that assistance, especially at who benefitted from it as in
 
the model below.
 

PVO ASSISTANCE ------------------- RESULTS OF ASSISTANCE 
Who Benefits
 

Impact on Community
 

Recently, this model has been expanded to include an intervening
 
factor, namely the ways in which the assistance is managed and
 
organized. The assumption is that these factors have a
 
significant influence on the effectiveness of the assistance.
 

PVO ASSISTANCE ---- MANAGEMENT AND --- RESULTS OF ASSISTANCE
 
ORGANIZATION OF
 

ASSISTANCE
 

One reason for this increased interest in management and
 
organizational issues is that many of the advantages attributed
 
to PVOs refer to their organizational characteristics. For
 
example, studies suggest that PVOs are more effective than public
 
sector organizations because of the linkages they have with
 
indigenous organizations, or the fact that their relatively small
 
size enables them to be flexible in working with beneficiaries.
 
Presumably these organizational characteristics are a major
 
factor in explaining their ability to provide benefits to the
 
poor. A second reason for looking at organizational and
 
management issues is the development community's increased
 
concern with the long term effects of development assistance. It
 
is proposed that the ways in which assistance activities are
 
organized and managed will influence whether or not they are
 
sustained over time.
 

In the context of these concerns US/AID is proposing a
 
series of evaluations of PVO assistance which will focus on
 
organizational and management issues. The evaluations will 
be
 
structured to examine specific PVO activities, and also to
 
compare them with each other. The purpose is to allow US/AID and
 
PVOs to build some cumulative knowledge about the organization
 
and management of effective assistance.
 

This Scope of Work presents a conceptual framework for
 
assessing the effectiveness of funded project activities and of
 
PVO assistance. It provides a structure within which the
 
evaluations will be carried out inductively, and is designed to
 
provide two kinds of information. First it will deal with some
 
generic concerns so that US/AID and the US/PVOsa can draw
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comparisons and build some cumulative knowledge about effective
 
assistance. Second, it will provide information to those managing
 
the grants who need information specific to each projcct.
 

The framework includes relevant variables based on current
 
theory and research about development management and the role of
 
PVOs. By relying on the same framework the evaluations can be
 
used to suggest which factors are associated with effective
 
projects and to make recommendations about future assistance. In
 
order to generate comparisons, the framework uses generic
 
concepts with the result that its categories will not apply in
 
some cases. Those who conduct the evaluations will therefore have
 
to select among and adapt the indicators. Some PVOs and field
 
organizations will probably not have focused on management
 
issues. While assessments of their effectiveness can still be
 
made, the evaluations can serve to "raise their consciousness"
 
and thus will be a form of technical assistance in themselves.
 

II. Evaluation Framework
 

The evaluations will deal with three broad issues: First,
 
what are the long run impacts of the PVO funded activities? Do
 
they accomplish what is intended, and do they reach the groups
 
they were designed to reach? Second, how are the projects managed

and organized? Are certain management approaches and kinds of
 
organizations associated with more effective projects? Third,

what kinds of assistance are provided by the PVOs and is there
 
any relationship between the type of assistance and the
 
effectivness of the funded activities?
 

For example, consider a project to increase the number of
 
dug wells in a community. The evaluation would ask first, how
 
effective is the project in increasing the number of wells, what
 
is their impact on the community, and how likely are these
 
results to be sustained over time? Secondly, how was the project

managed and what kind of organization was assigned responsibility
 
for implementing it? Third, what kind of assistance did the PVOs
 
offer to those involved with the project? The evaluations may
 
demonstrate that certain organizational forms and management

approaches are associated with effective projects. They may find
 
that specific kinds of assistance are associated with effective
 
projects. On the other hand, they may provide evidence that these
 
variables have little or no effect, and that variables such as
 
amount of assistance offered, and characteristics of the
 
environment have more influence on project effectiveness.
 

Before examining each of the three questions in more detail,
 
we need to clarify the terms used in the framework. In order to
 
create a general model, one that applies to different cases, we
 
will differentiate among three parties: US based PVOs, affiliate
 
organizations in LDCs, and specific project units. This qives us
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the following general model:
 

US/PVO LDC AFFILTATE(S) LOCAL PROJECT UNIT(S) 

National 
or regional 
levels 

National, regional, 
distric- or local 
levels; single or 

Affiliate or 
independent organization 

multiple 

As used here the term PVO refers to organizations based outside
 
of the developing country and providing development assistance.
 
Cocperating organizatibns within the LDCs will in all likelihood
 
also be private voluntary organizations, but for clarity they are
 
called either affiliates or project units. Affiliates are
 
organizations established at the national or regional level, and
 
are essentially counterparts to the PVOs. Project units are
 
immediately responsible for carrying out a funded activity; they
 
may be local units of the PVOs, they may be organizations which
 
the PVO sets up to run a project, or they may be existing
 
organizations which the PVO relies on 
to provide a service. The
 
affiliates may be separate as in the model or 
they can serve as
 
the local project unit. Similarly, PVOs can work through

affiliates as in the modelt or they can work directly with local
 
project units. In spite of these variations, the model is useful
 
in emphasizing that US/PVO assistance logically has 
two
 
components -- developing affiliate organizations and implementing
 
specific projects.
 

With this schema in mind, we can return to the three
 
questions identified above. The rest of Section II defines the
 
terms more precisely and proposes research hypotheses associated
 
with each of the questions. Section III contains specific

questions for evaluators to address, and Section IV discusses the
 
final evaluation products.
 

1. I~pact of Project Assistance on Beneficiaries and the
 

A project is defined as effective to the extent that it
 
does the following:
 

1.1. it meets a perceived need in the community;
 
1.2. it is cost-effective;
 
1.3. it has made a difference in the community;

1.4. beneficiaries include the pOQn.;

1.5. it has influenced others to alter their activities;
 
1.6. there are plans and resources for maintaining benefits,
 

One of the evaluation tasks is to determine the
 
effectiveness of projects based on these factors. 'The first three
 
factors speak for themselves. The fourth is included because in
 
practice most PVO assistance is directed to the poor, and PVOs
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are often cited as particularly well suited for reaching the
 
poor. The fifth item recognizes that often PVO assistance is
 
thought of as "seed money" to sLimulate either the government,
 
other private sector groupsr or the community itself to take on
 
an activity. The final item is a recognition of the importance of
 
maintenance and sustainability issues, that unless there are
 
plans for maintaining the benefits, the project has not
 
necessarily accomplished its purposes. The rest of the evaluation
 
determines ti what extent these characteristics of effectiveness
 
are 
related to the way in which the project is organized and
 
managed and to the kind of assistance which is offered.
 

2. Project Management and OrganiT1afJon,,
 

This variable refers to characteristics of the project

units. While other studies have paid considerable attention to
 
project effectiveness, they have paid much less to how projects
 
are managed and organized. It is proposed that management leads
 
to effective pr)jects when the following are present: (1)
 
c.eat ve leadership; (2) internal management procedures encourage

applied learning; (3) linkages are being developed with groups in
 
the community and with government units; and (4) the unit is
 
pursuing ways to continue the activities on its own. Note that
 
these characteristics are stated in developmental terms,
 
recognizing that they are capacities to be developed and not
 
necessarily characteristics which have been attained or not. What
 
is important is whether the units are building these capacities

and whether they are related to project effectiveness.
 

2.1 Creative Leadership.
 

Leadership is frequently identified as a major (if not thle
 
major) influence on project success. The term is difficult to
 
define precisely but it usually refers to a person's ability to
 
inspire trust and confidence, to motivate others to be involved,
 
to practice good interpersonal relations, to listen, to be in
 
touch with what is going on in an organization and in the
 
community. The evaluabions will need to derive a profile of the
 
kind of leadership which is in evidence, come to some judgement
 
as to its effectiveness, and finally estimate whether certain
 
kinds of assistance or training would encourage it.
 

22jInternal Management of Project Units,
 

Observers have noted that non-governmental organizations

(here called project units) are well suited to carry out
 
development activities because their personnel are usually

motivated to work with the poor and they are in a position to be
 
flexible and adapt to problems and opportunities. Others question

whether these descriptions are always accurate, and note that
 
many such organizacions end up working with community elites, 
are
 
not as flexible as assumed, and may get caught up in maintaining
 

115
 



--

APPENDIX 15, p. 6
 

themselves just as larger public sector organizations do. One of
 
the tasks of the evaluations will be to describe the nature of
 
these organizations, their internal management practices and
 
relate these to the effectiveness of their development
 
activities.
 

Relevant questions concern the nature of decision making

is information used to learn from experiences, and who has a say

in design and implementation decisions? More specifically: How is
 
information organized and collected? Do field personnel have a
 
chance to influence decisions or do they usually carry out orders
 
decided elsewhere? The literature suggests that private sector
 
organizations often follow a collegial and collaborative approach

and that this style is correlated with their ability to be
 
effective. Other studies suggest that private voluntary

organizations do not necessarily use a collaborative style, 
nor
 
are they always open to new information or to altering their
 
activities in the light of experience. The evaluations need to be
 
able to characterize the way they handle information, carry out
 
project design and evaluation, and how these are related to
 
project effectiveness.
 

2.3 Linkages between the project unit and the community,
 

.3i Linkages with community organizations. One of the

presumed advantages that project units in the private voluntary
 
sector have are close connections to community groups. Most of
 
the literature on development supports the proposition that when
 
organizations place a high priority on institutional linkages

with groups in the community, they will produce more lasting
 
benefits. One of the goals of the evaluations will be to
 
determine to what extent this is 
true, whether the units do have
 
close working 
relations with community groups, what facilitates
 
and what inhibits these, and whether they are associated with
 
successful project activities. Conversely, it is possible that
 
such linkages will enable local elites to highjack benefits and
 
divert them from the poor.
 

23.2 Linkages with theGoernment. The literature on voluntary
 
organizations has stressed that one of their advantages is that
 
they are not part of the government, a factor which allows them
 
to be more flexible and responsive. More recently studies have
 
suggested that private groups are not as distinct from the
 
government as is often thought and that project units often have
 
strong linkages with the government. The argument is that these
 
can provide support and resources and increase the likelihood
 
that benefits will be sustained. A related hypothesis is that
 
they enable PVO activities to influence government policies and
 
regulatory activities. Thus the evaluations need to examine the
 
extent and nature of the relationship between project units and
 
governing bodies, their influences on each other, and whether
 
they are related to project effectiveness.
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2.3.3 Relationship to the Environment in General. What are the
 
critical factors in a project unit's environment which have
 
enabled the project to succeed, or which have placed obstacles in
 
its path? It is important for the evaluations to describe which
 
factors have affected the outcomes either positively or
 
negaLively, since they will influence replications. While many of
 
these are beyond the influence of project units, it can make a
 
difference how project managers respond. Therefore, the
 
evaluations should look for evidence that project managers 
are
 
sensitive to their environments and are open to adaptation.
 

2.AManagement and Development of Self Sufficiency.
 

Project sustainability implies that projects are able to
 
become more autonomous over time, in the sense of developing

alternative resources or stimulating replications rather than
 
assuming that PVO funding will continue indefinitely. It is
 
important therefore to find out whether the project units have
 
explored alternative sources of funding, whether beneficiaries or
 
community groups contribute to them, and in what other ways

project units are moving towards self sufficiency. One hypothesis

is that units will be able to develop alternative resources to
 
the extent that they work with and through community
 
organizations. Another is that mobilizing additional resources is
 
easier when beneficiaries are involved in planninc and
 
implementing the activity.
 

3.-Effectiveness of Assistance From PVOs,
 

The third issue for the evaluations is to examine the
 
assistance offered by PVOs. Effectiveness of PVO assistance is
 
defined as enhancing the ability of affiliate organizations and
 
project units to carry on project activities and to become more
 
autonomous by helping them develop their capacity to manage

projects on their own, and to garner additional resources.
 
Depending on how a particular activity is organized there are two
 
kinds of assistance: one is the assistance provided by the PVOs
 
to affiliate organizations at the national or regional level, and
 
the other is the assistance provided directly to project units.
 
The latter may be offered either by the affiliates or by the
 
PVOs.
 

3.1, Project Responsibility,
 

The first issue concerns the locus of responsibility for
 
project assistance? How much guidance is provided by the PVO? Is
 
there an affiliate with autonomous authority, and what is its
 
relationship with the project unit, or 
are they one and the same?
 
This is essentially a mapping question. One hypothesis is that in
 
order to bring about long term development it is necessary to
 
have a strong affiliate organization within the country which can
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provide resources and can insure that host country organizations

have a stake in and ownership of the projects. The alternative
 
hypothesis is that PVOs are in a better position than affiliates
 
to assist local project units and that affiliates are not in a
 
position to enhance effective projects.
 

3.2. Assistance Strategy.
 

The major forms of assistance which PVOs provide are
 
resources, technical assistance and training. The emphasis in
 
this study on management and organization make the last two
 
particularly important. The purpose of this aspect of the
 
evaluation is first to determine what kinds of assistance are
 
offered, whether the PVOs provide assistance in managing

projects, whether they work through affiliates, and whether they
 
assist the affiliates in working with project units. A second
 
purpose is to examine the style and format of the assistance,
 
whether it is facilitative or directive, and whether it is
 
tailored to specific situations or is more generic and formal.
 

The major propositions in the literature are that assistance
 
which emphasizes staff development in addition to providing
 
tangible resources is more apt to produce successful projects. A
 
second proposition is that formal courses and aeneric assistance
 
are less useful to organizations and managers than assistance and
 
training tailored to their particular needs. A third proposition
 
is that assistance which is facilitative is more apt to be
 
associated with successful projects, than assistance which is
 
offered in a more directive manner.
 

Section II has presented a conceptual framework built around
 
three broad questions and has suggested some of the issues
 
associated with each. The following section covers some of the
 
specific questions which may be used to gather information about
 
these variables and hypothesized relationships. While all of the
 
evaluations should deal with the three broad issues discussed in
 
this section -- project effectiveness, project management, and
 
PVO assistance -- it is assumed that they will select among the
 
following questions according to the circumstances surrounding
 
each evaluation.
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LDAP Back-Up System 

Accounting System -- Subcontract to Thai Volunteer Service 
to organize training on accounting. 

--	 Hire part-time accountant to help PVO 
develop appropriate accounting system. 

Monitoring and -- Monitoring and evaluation teams are 
Evaluation organized for each subproject; each team
 

includes an external evaluator, a member 
of 	PVO and an academician. They provide 
technical assistance. Each year the
 
teams organize a forum to share
 
observations with beneficiaries, PVO
 
staff and LDAP program staff. Benefici
aries are included in the evaluation.
 

Information System -- In the process of planning sub
projects, LDAP frequently subcontracts 
with Rural Development Documentation 
Center (RUDOC) to assist in planning and
 
in developing an information system.
 

Create Learning/ -- Organize conferences/seminars/work-
Exchange of shops, etc. regularly throughout the 
Experience Forum year. Issues 
vary according to interests
 

of PVOs and are recommended by Board.
 
Some recommended by PVO which requested
 
LDAP funding. LDAP then contracts with
 
other groups to organize the forums.
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Index of Acronyms 

AID/ANE AID Bureau for Asia and Near East 
AID/CDIE AID Center for Development Information and Evaluation 
CDSS Country Development Strategy Statement 
CIDA Canadian International Development Agency
Co-Fi Co-Financing 
CPA Certified Public Accountant 
DIS Development Information System
 
DIU Development Information Utilization Service
 
DTEC Department of Technical and Economic Cooperation

FWWBT Friends Women's World Banking Association, Thailand
 
GO Government Organization

IHAP International Human Assistance Programs, Inc.
 
IPVO* Indigenous Private Voluntary Organization

HKI Helen Keller International 
LDAP Local Development Assistance Program 
MFL Mae Fah Luan, Foundation 
MOE Ministry of Education, RTG 
NCSW National Council on Social Welfare of Thailand 
NESDB National Economic and Social Development Board, RTG
 
NGO* Non-Government Organization

NGO-CORD NGO Coordinating Committee on Rural Development

O/PDS Office of Project Development Support 
OPG Operational Program Grant 
PDA Population and Community Development Association 
PID Project Implementation Document 
PSBF Pearl S. Buck Foundation
 
PSD Project Support Division, O/PDS, USAID/Thailand 
PSU Prince of Songkla University
PVO* Private Voluntary Organization
RDI Research and Development Institute, Khan Kaen Univ.
RRAFA Rural Reconstruction Alumni and Friends Association 
RTG Royal Thai Government 
RUDOC Rural Development Documentation Center 
TAF The Asia Foundation 
TRRM 
 Foundation for Thailand Rural Reconstruction Movement
 
TVS Thai Volunteer Service 

* While some documents use NGO to refer to the voluntary sector, 
this term includes private-for-profit organizations, and hence
 
this report generally uses the terms PVO and IPVOs because they

refer exclusively to the voluntary sector. 
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CO-FI II Sdb-Projegt Sites
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