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CONCLUSTIONS

The H.P.I./ACAPEC supported cattle projects in the colo-
nization areas of the tropical Ixcan and Peten regions
have successfully provided development assistance to
some of the most disadvantaged rural families in Guate-
mala. (Secc Table #4, page 21; Table ¥5, page 25; Table
#6, page 26 respectively.)

The small projects are based upon the group solidarity

of participants, local initiative and control, and the
"passing on the gift" principle. The benefits which have
accrued to thesec participants to date are not yet pri-
marily economic. They can be understood more in terms of
the building of a base for the future, providing milk for
local consumption, and stimulating local organizations
and joint decision-making. In most cases the amount of
assistance [rom other agencies is minimal or non-existent.
These participants need to be extremely self reliant in
order to survive,

The H.P.T./ACAPEC supported projects in the highlands
which developed from local initiative and organization
have been wore successful than externally initiated, and
institutionally based projects. (See Appendices F, G,
and H Lrom page 50 through 53 respectively.)

H.P.I./ACAPEC has responded to a wide variety of project
requests including those from church and mission groups,
communities, cooperatives, educational and other institu-
tions, both state and private. Those projects which have
been based upon local initiative and organization have
been the most successful in bringing assistance to the
target groups. As H.P.I./ACAPEC has matured in its under-
standing of project work higher priority has been placed
on participation in such projects.

H.P.I./ACAPEC has participated in projects at two levels:
(a) providing a relatively small component of larger pro-
Jjects and (b) providing major assistance to small projects

A higher degree of risk seems to be associated with a

higher dependence on outside human and material resources
which is characteristic of the large projects in the high-
lands. However, at times the input of a small percentage
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of the total project resources 5y H.P.I. has been a key
factor in stimulating successful projects. The small
projects in which H.P.I./ACAPEC has provided the primary
input are organizationally strong and are conducive to
cffective use of H.P.1./ACAPEC support.

Those projects, both large and small, that experience th
greatest difficulty are characterized by weak project de
sign and overdependence upon onc individusl. (Sce Appen
dix C from page 43 through 44 for a summary of several
"Project lFailures.')

Many of the difficulties encountercd can be attributed t
over optimistic project design and scope. Other diffi-
cultics arise when implementation revolves primarily
around one person, particularly if that person later has
to leave the project for one reason or other. This has
been truc in the case of some small Peace Corps projects
and other cases where project management has been weak.
The long-range feasibility and success of some of tho
large projects cannot yet be determined.  For example,
the Nebel and Yelace projects have been heavily dependent
upon outside assistance from the beginning and are going
through # transition period to determine Cheir self-
sufficicney capacity.

In some larpe projects the insufficient preparation of
participants and personnel along with the lack of atten-
tion to marketing factors have been significant sources

of difficulty. The difficulties faced by large projects
are move dramatic than by small ones. There is some in-
dication that animal offspring re-distribution and genetic
improvement in the rvegion occurs even when projects are
beset by internal constraints.

The terms and conditions for actual ownership of the
cattle by project participants are sometimes unclear.

Even though cattle received are the property of the Live-
stock Committec until the first offspring is repaid, pro-
ject participants in the Ixcan expressed uncertainty about

the actual legal ownership of the cattle received.  Some
expressed a Vear that H.PLT. might come back to reclaim
their cattle in the future. A need was expressed for the

cattle to be given a distinctive brand and for certifi-

cates ol ownership to be issued to project participants
by the local Livestock Committee when they have fulfilled
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the terms of their agreements.

6. With the major emphasis in the Guatemala program of pro-
viding livestock and poultry to as many projects as
possible, adequate resources for training and follow-up
were not available. (See Section VIIL, page 34 through 35.)

Project visitation in the form of extension visits and
training sessions have been a part of the program, but

an explicitly designed and structured training program
has not been initiated or implemented. The success of
projects in spite of thz lack of training is another in-
dicator of the strength of the project groups, the capa-
bility of the H.P.I. representative, and that some pro-
Jects have a high probability of effectiveness built upon
other factors. Almost all project groups surveyed,
particularly in the isolated tropical resettlement co-
operatives, indicated a need and desire for more training.

7. The planning, administration and implementation of the
Guatemala program has been accomplished primarily through
the cfforts of the resident H.P.1. reprasentacive.

The model of operation has been that of giving input sup-
port and relating to indigenous groups through follow-up
visits and some training. The H.P.I1./ACAPEC program does
not become dircctly involved in the administration of

projects. The lack of personnel, given the large number
of projects, has led to a weakness in the program: that
of the lack of sufficient follow-up and training. Build-

ing a national counterpart to H.P I. for carrying out the
programs has only been done in terms of building a foun-

dation, and much needs to be done if a viable Guatemalan

Structure is to carry on the work.
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II.

RECOMMENDATIONS FOR FUTURE PROGRAMMING IN GUATEMALA

The following recommendaticns were formulated on October 24,
1979, by the ACAPEC Comm’.ttee, H.P.I. field staff and the
evaluation team in Guatenala and can be used as guidelines
for future programming. They are divided into general and
specific recommendation as follows.

GENERAL RECOMMENDATIONS

1.

That ACAPEC begin to study the feasibilitv of constitu-
ting itself as a lcgal organization in order to assume
the responsibility for the program in Guatemala.

The implications of this recommendation are that ACAPEC
would obtain legal personality in Guatemala, employ its
own personnel and establish contracts and agreements with
both Guatemala state and private organizations as well as
H.P.L. Tor future program support. ACAPEC would continue
to secure local Guatemalan resources in the form of do-
nated livestock for projects, technical assistance, and
time and space inputs for the operation of the program
itself.

That support for and relationships with the colonization
cooperatives in the Ixcan and the Peten continue to be

given high priority and that, as a second priority, small
projects with campesino gzroups in the highlands be given

support.

This recommendation is based upon the conclusion that
these projects have been successful in bringing develop-
mental assistance to some of the neediest people in
Guatemala; people who in most cases can be defined as
among, poorest of the poor. Also, the groups in the Ixcan
and Peten arc, in many cases, being helped solely by
H.P.I1./ACAPEC, and this assistance has been helpful in
stimulating community solidarity and in bringing about
some supplemental social and economic benefits for these
people.

That a transition period of six months be established for
the study of organizational and program alternatives for
the future, and that during this period the number of new
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projects not be substantially increased.

It is important to consoiidate and to strengthen the pre-
sently supported projects and to establish a mechanism
for replanning and orgunization. A six-month period is
suggested as a timeframe for transition. During this
time a studv of organizational and program alternatives
for the medium range future (three to five years) would
be prepared, and the commitment to the formation of a
forinal orpanization on the part of member institutions
would be determined.

That the Guatemala program in the future emphasize the
training of local livestock promoters.

The program model suggested is that of training of one or
several participants from each cooperative or project
group, (livestock promoters) who would be chosen by the
community and trained to serve their own neighbors in
basic catule and pasture carve and management. This recom-
mendation is bascd upon the principle of the "multiplier
elfect” and is acceptable to both the development profes-
sionals and project workers encountered in Guatemala, as
well as being requested by most of the project groups who
werc surveved.

It is recommended that the policy of local purchase of
livestock be continued.

The local purchase of livestock has been a major emphasis
of the Guatemala vrogram, especially acquisition of
cattle in the last threc or four years, and this has prov-
en to be & successful procedure.  There is no nced for
major importation of livestock from the U.S. except for
the introduction of some new genetics from time to time.
With repard to the actual level of livestock purchases
for the 1980 program, there is a need for decisions on a
readjusted and priovitized budget for 1980. The level of
program support for Cuatemala for 1980 should take into
consideration the needs of supporting a transition veriod
of studyv, the posgibility of hiring o Guatemalan animal
technician, start-up and operating costs for a training
program, increascd support for Bryan Stcelman, and pur-
chase of a number of livestock so as to give continuity
to some ongoing commitments.
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SPECIFIC RECOMMENDATIONS

1.

That Bryan Stcelman be named as interim H.P.I. represen-
tative. Bryan should take over responsibilities for
representing H.P.1. at the time of Fred Harder's depar-
ture. The transition period would be until approximately
June 1, 1980.

That H.P.I. assist in a study of the feasibility of
ACAPEC becoming an operational program in Guatemala, by
supporting the services of Edgar Fuentes upte 2574 of his
time from November 15, 1979 - June 1, 1980 (or as soon
as possible).

That Edgar Fuentes take on the role as coordinator of the
study, and that alternatives for program and organization
be explored and tested as to their feasibility. A draft
propesal should be made available to H.P.I. and ACAPEG by
February 15, 1980.

That it be the responsibility of members of the ACAPEC
committee to dedicate sufficient time to planning and
studv of propgran and organizational alternatives.

That the work of the "studyv coordinator' be to develop
Cwo or three alternatives which would include organiza-
tional =zuructure, the program model as well as personnel,
budget and otlier nceds. 1t should also include a study
of the nossibility for project groups and communities who
participate in the program to be represented in the
ACAPEC structure.

That, i{ possible, Fred Harder be made available on a
consulting basis (for visits to Guatemala) so as to help
the Iaterim divector and other ACAPEC members in the
matter of local purchases and other contacts which may be

nceded in order to ensure the continuity ef the program.

That the several Scate agencics, L.e., Ministry of Agri-
culture and thie Veterinarian School of San Carlos Univer-
sity give oificial support and commitient to the program,
Representatives to the committee should have the power to
make decisions and be given the mandate to work for rhe
good of the propram by their respective organizations.

That H.P.1. and ACAPEC meet for the purpose of arrviving
at an agreement with repard to future programs and orga-
nizational structure. This meeting would take place in
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approximately March or April of 1980 so as to make deci-
sions about the future, the selection of the personnel
to be involved, and levels of support. Final decision
should be made by June, 1980.

In addition, it was decided and agreed that a transfer of all
records and information from Fred Harder to the ACAPEC com-
mittee would take place before Fred's departure. Also, the
evaluation team's preliminary report would be made available
as soon as possible to ACAPEC and the interim representative
for their use. All of these agreements were reached in meet-
ings between H.P.T. staff, evaluation team and members of the
ACAPEC committee which took place on October 23-24, 1679, in
Guatemala city,

In subscquent discussions with Edgar Fuentes and Harold
Periner, the Church World Service representative in Guatemala,
it was agreed that a reimbursement for a portion of Edgar
Fuentes' scrvices of up to 257 is feasible and, that Edgar is
available and willing to take on this responsibility.
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ITII. PROGRAM STRATEGY SUGGESTIONS

ACAPEC has committed itself to a phase of study of organiza-
tional and program options for its future work in Guatemala.
H.P.I. is giving support to ACAPEC to carry out this study.
As a result of chis planning a proposal will be presented
which will be the basis for discussions and negotiations bet-
ween H.P.I. and ACAPEC as to the future of this relationship.

The following are some ideas which maybe helpful to ACAPEC as
it undertakes this study.

ORGANIZATION

The present ACAPEC committee is an organization of profes-
sionals representing several institutions as well as the pri-
vate sector. It is hoped that in the future greater partici-
pavion in ACAPEC by representatives of project groups will be
realized.

Thus it may be possible to incorporate project group repre-
sentatives into the Board of Directors of ACAPEC. This direct
involvement would ensure broader representation, encompassing
all sectors of the population. A second option may be to de-
sign a regional committee structure which would glive project
groups access to the national ACAPEC structure.

Whatever option is found Lo be most feasible, it would seem

to be healthy to structure broader local representation into
the organization. Also, inasmuch as the future organization
may wish to be a fully Guatemalan institution, the role of
outside assistance agencies such as H.P.I., would be primarily
advisory and supportive.
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The following organization chart is suggested to ACAPEC for
study as a possible option:

Strqcturg Functions

- Policy

- Attract governmental resources
- Program approval

- Relations with other agencies
Assist with livestock purchases
Accountability (to funders)

ACAPEC
BOARD

FTN TN AN N N~

i

7
/

— 7 ( Assistance in relating to H.P.I.
H.P.T. and other agencies

ADVISOR ( Project visits and reports
——— ( Public relations, tours, etc.

\

\ ( Planning
Coordination of state and private

SN K
cogkg%gﬁ%UR resources
: | supervision and evaluation

( Promotion
FIELD
TECHNICTAN

ASSUMPTIONS

e
~

~

Training

Technical Assistance

Reporting

Local purchase of cattle and other
livestock

N AN N S~

There arc number of assumptions and conzepts which should be
considered as a basis for a truly national organization for
supporting livestock development projects.

- That ACAPEC would becoue a legally constituted
organization with "Personaria Juridica" and
assume responsibility for the program.

- That ACAPEC would employ its own personnel and
that any H.P.I. personnel would function in
advisory roles.
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- That ACAPEC would search for resources within
Guatemala: livestock, technical personnel,
office space and other support for the opera-
tional costs.

- That an agrecement would be signed between ACAPEC
and the Ministry of Agriculture so that the pro-
gram would continue to have official recognition
by the Ministry of Agriculture.

- That an agrecment would be developed between
ACAPEC and H.P.1. to give the guidelines for the
relationship, support level, expectations and
obligations of cach party.

PERSONNEL

General Coordinator: It is probable that the position of
"General Coordinator” would not be a full-time job. 1In dis-
cussions with H.P.I. and ACAPEC personnel in Guatemala it was
felt that a onc-third time position might be sufficient.

This person must be capable in organization, planning, co-
ordination, and have good contacts with governmental and pri-
vate agencies.

Technician: This person would provide the back-up for the
training program and for technical assistance to projects.
This person would spend most of his time in the ficld and
would coordinate and carry out training programs with local
promoters.  This person should have technical training in
animal husbandry and/or veterinary medicine, but also should
have skills in working with pcople and understand the prin-
ciples of community development.

Training Program: It is suggested that the training program
be based upon the following principles:

- Use of the concept of the multiplier effect.

- DBe carried out as close to the project sites as
possible.

- Be designed to respond to felt needs and prac-
tical problems of the participants.
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- Be conducted as often as possible in the local
language.

A "Local Livestock Promoter" training program is suggested in
which the project groups would select one or two of their mem-
bers to be trained as basic level community extensionists for
their own project group. These local promoters, in turn,
would be required to pass on to their neighbors the knowledge
and skills received in short courses. In certain cases the
advantage of this system would also be that the training of
their neighbors could be done in their own cthnje language on
the level of comprehension of their fellow project partici-
pants. The training would need to be flexible and also pro-
vide continuity. The duration of the training sessions would
vary according to the nceds and availability of the partici-
pants; pevhaps as short as two days or as long as several
weeks JSor the basic promoter training course, with follow-up
sessions on a planned schedule.,

In addition, the trainer-technician would nced to visit pro-
jecet groups in order to supervise the promoter and give on the
job assistance and training.

Project Selection: 1t is suggested that the program in Gua-
temala continue to scarch for the most cffective ways to sup-
port livestock and poultry projects in poor communitins. The
cffcectiveness of the colonization beef projects 1s described
and evaluated jater in this report. It has been recommended
that these and other small projccts in the hizhlands be con-
tinued. However, mechanism for screening and project sclec-
tion will be necessary within the new structure. Tt is
suggested that projects will need to make improvements with
regard to their project planning and presentation. Specifi-
cally, projects should have well defined measurable objec-
tives, and, where possible, baseline data on conditions cx-
Isting in the community before the introduction of the project.
Also, cvaluation and reporting should be requirements of the
total program. Program personncl may be involved in training
scssions with the help of H.P.T./Little Rock in arcas of
planning, cvaluation, and project reporting. The ACAPEC/
H.PLT. technicians on the ficld should assist local groups

in this effore.
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V. BACKGROUND

The H.P.I. program in Guatemala from 1970 - 1979 was adminis-
tered by Mr. Ivnfried F. Harder, the first full-time H.P.I.
representative in Guetemala. Thus, the H.P.I. Guatemala pro-
gram is the result of nine and one-half years of effort by
Fred Harder, who has given the program its present emphasis
and structure. Mr. Harder's presence in Guatemala for nine
and one-half years until his departure from the ficld in
November, 1979, is regarded as H.P.T.'s most significant con-
tribution to Guatemala. Mr. Harder has provided the continuity
for a wide variety of projects, and has shared his ander-
standing ol the practical feasibility of various livestock
projects in the various climatic and geographical regions of
the country.

From 1970 - 1973 the H.P.1. relationship with the Guatemalan
Development Foundation (also called the "Penny Foundation')
was the core of the program. During those years H.P.I. im-
ported dairy cattle Lor use on two reproduction centers owned
by the Foundation. Total input inte the "Foundacion' program
over the three-vear period was approximately $175,000. When
unexpected problems within the Foundation and in the H.P.T./
Foundation rel«tionship developed, H.PLT. terminated its
volvement with the Foundation in July, 1973, The H.D.T.
representative made the assessment thav, from his perspective,
the prograa had not been a success., (See Appendix D from page
45 threuph 46, Summavy Report by T.F. Harder, July 7, 1973.)

1Lt

Beginning in 1973 the emphasis of the progran shifted to the
support of more projects with a varicty of other organizations
working in vural development in Guatemala. These wore rela-
tively small projects in which livestock or poultry preduction
was a key component .

An advisory committee (Committee for Coordination of Help in
Livestock Assistance - ACAPEC) representing both government
and private soctors was created at this time.

ACAPLEC, formed to help coordinzte and share information, is
made up of representatives of W.P.I., Church World Service,
the Veterinary School of San Carlos University the Ministry
of Agriculturc, and private cattlemen. ACAPEC's aim has been
to channel local and foreign resources for livestock and
poultry projeccs into arcas that most need the help. The
major portion of the forcign resources has come from H.P.I.
#nd the project level work of the committec has been the pri-
mary responsibility of the H.P.L. represcntative.

Since 1973, projects sporsored by church and mission organi-
zations, cooperatives, cducational institutions, and other
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private agencies working in rural development have been sup-
ported by H.P.I.

EMPHASTS ON RESETTLEMENT PROJECTS

Beginning in 1975 and with increasing emphasis up to the pre-
sent time, the H.P.I1./ACAPEC program has supported beef cattle
projects for rescttlement (colonization) cooperatives in two
jungle regions of Guatemala: the Peten, and the Ixcan-Zona
Reina in the Northern Quiche department. Both of these areas
are very remote in terms of transportation and communication.
These projects are assisting rural pecople who have migrated
from the highlands to the jungle areas in search of new oppor-
tunities for a better life. From 1976 to the present about
75% of H.P.T.'s total support has been concentrated in these
Ltwo regions.

This program emphasis is summarized as follows:

- Twelve projects in the Paten have been supplied
with thiree-hundred-three locally purchased cattle,
mostly Brahman-Criollo and purebred Brahman, plus
some daicy and dual purpose bulls.

- Thirty-six projects in the Ixcan have received
onc-thousand-three beef cattle, seventy-nine
dairy cattle, and small numbers of goats, pigs,
mules, horses and sheep.

- The average number of cattle distributed to the
Peten projects is twenty, 607 contributed by
H.P.T., and the rest from German contributions
and local cattlemen.

- In the Ixcan the number of livestock distributed
to the project groups has varied widely, ranging
between ninety-four and two with an overall
averagce of twenty-five.

LOCAL PURCEASE:

A policy of local purchase of livestock has been followed in
recent years. Almost all of the cattle and 80y of other live-
stock have been locally purchased during the last threc years.
This policy oi local purchase of livestock is based upon the
fact that locally born animals are better adapted to the

harsh envirounment cncounterced at the project sites. Even among
locally born cattle the transfer from onc geographical region
to another can result in lower fertility for a period of time
until the animal adjusts to its new environment. Experience
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has led the H.P.I. representative to conclude that the stres
and acclimatization problems suffered by imported stock unde
Guatemalan conditions are so severe that the importation of
cattle for use in the program is not recommended.
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Summaries of H.P.I.
found in Tables #1,

#2,

V.

INPUTS

TABLE #
Summary of Inputs

1

1970 - September 1979

LLOCAL

15 -

support of its Guatemala program are
and #3 below.

H.P.I.l CONTRIBUTION2 OTHER3 TOTAL
4 A %
1970 $ 86,450 $ $ 86,450
1971 104,610 104,610
1972 26,610 26,610
1973 72,500 72,500
1974 70,230(71.5 15,000]15.3 13,000]13.3 98,230
1975 111,430(81 21,000(15 5,000(4 137,430
1976 112,244 167 55,670(33 167,914
1977 143,647 176 44,819)24 188,266
1978 114,974160 75,777140 190,751
1979
(Sept '79) 171,382188 19,314{10 7,350f2 198,046
TOTAL: $1,013,877[80 $231,580|18 $25,350]2 $1,270,807
I w.op.1. tnputs include salaries, administration, local pur-
chase, air transport, U.S. purchase of LLvﬂ”Locf and

materials (or in-kind valucsa).

Qs

Local contribution includes value of locally doncted livestock,
Local trau: p(lLdeOH paid by project aroups and communities
valuyce 0] ofifepring :.dz.LrLbu(P” to other projects (not wzih
‘noprojeces), scrvices and space provided by

Other contributions ave donaiions
than H.P.T. and chavncled through
roetly from Germany.

rececved from agencies other
the H.P. 1. representative,

locul ivstitutions.
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TABLE # 2
In-Country Support to Projects By Type or Counterpart

1970 - 1979
Type of Project Group t of
or Counterpart Groups Value A
Jungle Resettlement projects 48 $286,555 1
Communities and Coops 26 196,655 1.4
Guatemalan Development
Foundation (1970-1973) 5 147,250 16
Missions and Churches 30 135,688 15
Educational Tnstitutions 13 75,851 8.3
Gevernment 6 28,160 3
Miscellancous Institutions 9 16,270 1.7
A.l. Projects 4 11,000 1.2
International Agencies 3 11,535 1.2
Peace Corps 17 4,840 .5
Families {300-400) 300-
400 6,345 .7
Total: 166 1 $920,149
LESS: Nicaragua and El Salvador projects = $888,049

Thic total ircludes two projects in Nicaragua and one in El
Salvador which weve handled by the M. P.I. Guatemala repre-
sentative. The value of input into these projects was
$30,100.
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TABLE # 3
Summary of Inputs by Animal Species and by Type of Project
1970 - 1979

Rab- (Poul- 1 Eques-
Beef |Dairy|Goats [Sheep|Pigs|bits try |Bees trian

Jungle
Resettle-
ment
projects | 1,083 78 89 92 92 381,100 67

Communi -
t:]'_es &

Coops 671 180 222 462 38 {1,130 51512,075 9

Missions
and
Churches 55} 108 299 97 bl 757 900 392

Education
institu-

tions 34 89 60 29 183 500 95 2
Govern-
ment 1 15 87 16 292 131
Peace
Corps

ro

12 14 5 114

Misc.
institu-
tions 5 53 49 7 430
Guate-
malan
Develop-
ment
Founda-
tion 152

Int'l
agencioes 16 5 125

Familics 2 1 686

|Wal

Total: 1,2251 560 795 868 1237 |3,80513,015(2,693 78

Packages
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VI. SURVEY OF RESETTLEMENT PROJECTS

A. DESCRIPTION OI' THE JUNGLE RESETTLEMENT PROJECTS IN IXCAN

Location: The thirty-six projects in the Ixcan are lo-
cated in the mountainous tropical rain-forest area of the
Quiche department. This area is accessible only by horsec-
back, on foot or bv air. Spontaneous colonization has
been taking place as people from the densely populated
highlands have migrated into this area. The settlers form
cooperatives and work together for their common good.
However, the availability of services and resources from
government or other organizations is minimal, and the 1ife
of these "colonists'" is very difficule. A primary source
of income for these people is cardamon, a spice plant
which grows very well in that region and for which there
i1s a good international market. TFor the poor farmer
transportation of products to and from the region is lim-
ited to riding horscback or walking. H.P.I./ACAPEC has
provided a total of sixty-scven horses and donkeys to these
groups to help alleviate their severe trausportation
problems.

Organization: Fach Ixcan project is administercd and
operated by a local Livestock Committee. These committees
are a part of the legally recognized agricultural co-
operative of the area. The elected officers aof each com-
munity supcervise the care being given to the catcle,
arrange for the collection and disbursements of funds,
arrange iov the transportation and placement of the
donated cattle, and conduct the redistribution of off-
sprinyg.

The formation of these committees is the result of the
assistance and encouragement given by local priescs, Mr.
Tonino Zellweger (a Swiss technical advisor who was living
in the vegion), or Hr. Harder.

Cattle Disiribution: Requests for cattle are submitted

by the Jocal Tivesrock Committee to ACAPEC for approval.
Ihe cattle for the approved projects are purchased from
large renches and farms on the southern coast of Guatemala.
Over the vears it has become the practice of several
ranches to o sell 15-18 month old heifers to H.P.T. at meat
prices and to donate one purchred Brahman bull for every
twenly crosshbred heifers purchased.

The commitices are notificd in advance regarding the date
and place of delivery, and the cattle ave then trucked to
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the delivery point where they are met by the committee
members of each community that is to receive them.

At this point the persons who will receive the cattle pay
for the transportation and then drive the herd over the
mountain trails to the colonization sites.

Upon the arrival of the cattle lots are drawn to allocate
the cattle among the recipients. The Livestock Committee
retains legal ownership of the heifers until the first
offspring is rcturned to the committee. With the repayment
of the offspring the recipient becomes the owner of the
cattle.

The heifers are bred at the age of two years and the off-
spring is returned to the committee when it is 15-18
months old. 11 one of the original cattle dies by acci-
dent or ratural causcs the committee cancels the contract.,
IL the catcle's death is arcributed to neplect or mis-
management the vecipicnt Ls required to pay the market
valuce of the cattle to the committoe,

The recipiconts of orfspring are subject to the same owner-
ship comditions au the recipients of the donated cattle.
In addivien, the recipioent of an cffspring reimburses the
original recipient Tor the cost of transportation.

I

The process of transporting cattle from the coost over the
mountainous tyralls to the lwcan is extremely rigorous.
Death loss on the cartloe drives, however, has been reduced
from 257 in 1974 and 1975 ro only 2% in 1979. The stress
suficred by the cavtle during trucking and the subsequent
drive to the interior does result in a several month delay
in breeding and venroduction.

financial veturn oy Che Txean cattle producers is not
expected to occur for scveral years. From the very modest
start of one cow per familv a foundation is being cstab-
lished for improved and larger herds in the future. At
the present time the ownership of several head of cattle
represenis a capital investment which can be converted to
cash In the event ot a family emerpency or of severe
cconouwic need.  In oaddition, and more importantly, the
cows now provide milk for home consumption where none was
available hoefore,

Long Ranpge Prospects - Uncertain: The realization of a

Eeconomic benelits for the farmers depend on two factors:
the continued productivity of rthe cattle and the cstablish-
ment of a more peaccful and ctable civil order in the
region,
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The Ixcan has been the scene of guerrilla military action
plus considerable violence on the part of both rightist

and leftist activists for the past several years. Murders
and assassinations have been occuring with alarming
frequency. The settlers now find themselves caught in the
middle of the conflict between the right wing and left wing
groups.

Thus the economic future of small farm cattle enterprises
in the Ixcan is at best uncertain.

SIMMARY OF OUTPUTS - 1XCAN PROJECTS

Thirty-one ol the thirty-six cattle projects were surveyed
in Sceptember and October, 1979. Usable information was
obtained from twenty-seven of these projects. Thus 757 of
the Txcan projects arve represented in the sections which
follow.

Although .7 1.'s involvement in these projects was initi-
wed In 1974 most of the cattle were sent to the area from
1476 throuven 1976,

These twentv-soven projects received six-hundred-eipghty
head of beof cattle: six-hundroed- fortv-six female and

thirty-tour male.

Each project was evaluated in terms of overall herd growth
rate, rumboer of persons receiving cattle and their off-
spring, participation of cattle recipicents in the direction
and management of the project, organizational strength,

as well as several other coriteria. A sheet wae prepared
which sumnariced data for cach project, these are being
made available to H.P.L./ACAPEC for project. monitoring

and planning. They mav also provide baseline data ior
future evaiuations.  Siaples of these summaries are found
in Appendices 1 oand o (rom page 54 throuph 55 respectivel:
The agpregated dava from thesce projects is found in Talile
#h below.  (See Appendix £ oon pape 56 for a table showing
the growth indicators for these twenty-scven projeets.,)
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TABLE # 4

Production and Organizational Summary

Twenty-Scven Ixcal. Cattle Projects
April 1974 - September 1979

Production:

Cattle purchased for projects 733
Deaths in transit 53
Number delivered to projects 680
Reported death loss on site 1 35
Cattle on hand at time of survey 1,036
Offspring redistributed to date : 210
Z Herd incrcascs - start to present 52
Organization:
Humber of persons receiving ecattle 837
4o Incrcase in persons receiving cattle 25
Projects having strong local particination 90
Estimated ~ local population being aided 30
Economic level of participants Poverty to

subsistencs

! Death of parcent stock and offapring



Guatemala Report 22 -

Problems and Obstacles: The major problems Faced by these
projects have been:

1. Cattle death loss in transit: In the early stages
of this ecffort death loss in transit accounted for
about 607 of all death losses. With the continued
development of skill in moving the cattle this
rate has been substantially reduced.

2. Lack of clearly stacted terms of cattle ownership:
This problem has been discusscd on page 2 above.
Issuance of certificates of ownership by the local
Livestock Committees upon fulfillment of the terms
of agrecement will alleviate this problem.

3. Lack of skills and cxperience in cattle raising:
Almost all tho participants in Chese projects have
never owned c-ttle before. MNutrition, parasite and
disease control, breeding, miliking and proper
handling of their cattle are all new areas of learn-
ing for them.

. The obstacles cncountered by these projects are
associated with their isolation from the rest of
the country. These include:

- The abscnce of private or government tech-
nical assistance.

- The lack of roads.

- Unavailability of mcdicil care for humans
and livestock,

- Insccurity due to guerrilla and counter-
insurgency activities.

Pevrceived Benefits to Date: Direct economic benefits in
commercial Cerms to the project participants has yet to

be realized due to che fact that most of the Ixcan projects
are still in the carly stages of development.

The leaders of the projects did, however, perceive the
cattle as o valuable curvent assct and as the foundation
for an cxpanded cact le industry in the area. They alse
mentioned the fact chat these cattle provided milk for
home consumption where noue was availablc previously.
Further, it was noted that participation in these projects
led to the construction of trails and roads into several
localitices, first for the delivery of cattle and later for



Guatemala Report - 23 -

other purposes. It has also been reported that airstrips
have been constructed in several localities in order to
facilitate the delivery of cattle and supplies,

Thus, at this point, the benefits are perceived as being
indirect or as coming at a later date.

. 1
Impressions of the Surveyors: The three persons” who sur-
veyed the projects in the Lxcan, made the following obser-
vations as a result of their field experience:

1. The "passing on the gift" system is working well
overall, but cascs of "passing on' inferior
cattle, and/or misunderstanding about the terms
of the agrcement were also found. Their general
assessment was very positive,

2. The practice of rcturning the first offspring
whether female or male to the Livestock Committee
is quite well accepted and scen as fair, However,
when a participant receives a male calf he must
then obtain heifers at his own expense to start
his herd.  Thus he must wait for an extended
period to realize anv return on his investment.

3. The survevors feel that the program is "about 907
effective,” meaning that only a small portion of
Projects are not achicving the expected results.

4. The surveyors were of the opinion that the
"sceurity” situation was not a sufficient reason
to curtail project support in the region. They
feel that if normal precautions arc taken, iden-
tification papers are in order, and political
interference is avoided, project visitations can
be conducted in relative safety. (They Felt no
personal risks during the survey.)

5. The surveyors noted that in a few instances alle-
gations of discrimination on religious grounds
have been made.  Thus, in at least one case,
attempts were made to form two Livestock Committces
in a comnunity, one for Evangelicals and one for

Bryan Steciman - HoPol, Volunteer; Rudi Morales - Animal
Seience sluwdont; and Otoniel Fernandez - Veterinary student.
A translciion of (hely poport is attached in Appendix B

from porge <7 through 40,
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Roman Catholic. The policy of maintaining one
committee for the purpose of serving the whole
community has, however, been maintained.

SUMMARY OF PROJECTS IN THE PETEN

Introduction: Heavy rains and flooding in this area at

the time ol the evaluation study made it impossible to
survey these twelve projects. Information gathered by Fred
Harder on a visit to the region in April, 1979, was re-
viewed and discussed with Mr. Harder in October of that
year.

These projects are found in what may be called the "river
colonies”™ located along the Usumacinta River on the Mexican
border and the Passion River in the interior of the depart-
ment of Petoen.

H.P.1. has provided about 607 of the support for thesec pro-
jects since 1974, Various local sources and organizations
in Germany have provided the remainder.

The organizaticn and operation of these projects is the same
as that of the Ixcan projects. Brahman-Criollo and pure-
bred Brahman cattle were delivered at 14-18 months of age.
Most death losscs occurred during transport which involves

a trip of three days by truck and two or three days by
canoc. Tae problems and obstacles faced by the pecople in
this region arc similar to those encountered in the Ixcan.
The perceived benefits are also the same as for the Ixcan.

Production and Organization: Table #5 on page 25 is de-
rived from the project records. The assessment column in-
dicates Mr. Harder's appraisal of each group's organiza-
tional strength, care of the cattle, passing on of off-
spring, and management of the people.

The overvall incrcasc in cattle numbers in these projects
from the last shipment in 1978 to April, 1979 is 487. The
reported overall death rate was 10%. Information regard-
ing the number of offspring born and redistributed is not
available.

The projects are broken down as follows in terms of Mr.
Harder's assecssment of their performance:

Excellent 3
Good 6
Fair 1
Poor 1
Closed due to mismanagement 1
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Thus these small, locally based and managed projects ap-
pear to be quite successful in terms of both production

and organization in spite of the difficult physical and

social environment in which they are found.

TABLE 4 5
Resettlement projects - PETEN

Growth Indicators by Project

Overall Annual

# of herd herd
Name of Year Qattlf On grgwtp growth Asseﬁs-
Colony Input input® Deaths hand“ rate ¢ rate ment
Amistad 1974 20 2 63 215 43 Excellent
Las Flores 1974 20 4 68 140 28 Good
Consuelo 1974 20 3 64 220 b4 Goon
Las Laurcles 1975 20 3 61 205 51 Excellent
Yaxchilan 1975 12 1 27 125 31 Poor
Las Layces 1975 12 1 0 0 0 Closed3
Flor dc
Esperanuza 1975 20 3 54 170 43 Fair
clanos Unidos 1976 31 4 79 155 52 Good
La Palm=n 1976-

1978 47 2 92 9¢ 32 Good

Mario Mendesn 1977 56 6 50 -11 -5 Good
Arbolito 1978 22 2 20 10 10*  Excellent
Tec.Agricola 1978 23 0 23 0 0 Good

303 31 581

In addition a total of nine donkeys have been received.

Inventory as of April 1979 does not show numbers slaughtered
for corcumption

Trans ferred to Manos Unidos, 1976.
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Further analysis of the da (see T
that those projects which were star

26

Table #6 below) reveals
ted between 1974 and

of growth by 1979,
a
yet begun repro-

sufficient time to

1976 had attaired a very impressive rare
The cactle ShLPDLd in 1977 seem to have been set back by
high death loss of about 11¥ and have nor
duction. The 1978 shipment has not had
become acclimatized and to entoer production.
TABLE & 6

Cattle Production Indicat 0rs

Peten Projects by Year of Project initiation
S . . )
L9764 1975 14974 1677 1978
T T Ty .
No. of groups 3 3 2° 1 2
Cattle sent 60 52 78 56 45
Renorted deaths 9 7 7 6 2
Cattle on hand-1979 175 142 171 50 43
Change in number +115 +90 +93 -6 -2
o Growth rate-
start to 1979 192 173 119 -11 -4
4oAnnual orowth rate 38 43 40 -5.5 -4
D.  CONCLUDING REMARK
The faverable rusults derived from this data give rise to
a basic quostion: "Why, given the adverse conditions proe-
valent in the colonization arcas, are “hese projects doing
50 well 27
The arswer seems to be both techuical and Duman. First,
well ndnp:ud 'Wnlaxnn:ﬁllly sclected cattle were sent to
these arcas just priovr te breeding ape The ITxcan and Peten
have an '1u1d11<c S vepctation aad water Tor rthe cattle,
thus feed is not o serious problem.
The hunem oide o e cquation was sumaied un by Fred Harde
in these words:
"These are people who have made up their minds to
start o new 1ife under severe conditions and arc
willing vo accep: advice. They have to make the
most of what littie help they can got. "
! Lae Leyes not Dvoluded e bo btermivation of project in 1076,
)
g Ineludes cotile fvansfevved Lo Lo Paima Srem L Leyes in
L7 plue 1376 cotthe sidpped to Lo Palma.
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VII. REVIEW OF SELECTED HIGHLAND PROJECTS

A.  INTRODUCTIOW

In the course of this study fourteen projects in the high-
land regions of Guatemala were visited. Usable informa-
tion was obtained from thirteen of these projects,

These projects vary widely in size, emphasis, livestock
specics utilized, and organization. For the sake of con-
venience they have been divided into three categories:
Government projects, Mission projects, and Cooperatives.
These projects are listed below and are discussed more
fully in the following secctions.

YEAR
PROJECT STARTED SPECTES
Government Projects
San Hicolas 1974 Sheep
Screhil 1974 Sheep

Mission Projects

San Lucas Toliman 1971 Dairy Cattle, Swine, Goats,
Shecp, Rabbits, Bees

Ojetam 1973 Goats, Sheep, Flour mill

Cobar 976 Dairy Cattle, Rabbits, Bees

Cosheca 1976 Bees

Cooperatives

Novillero 1973 Dairy Cattle, Sheep, Rabbits

Xelac 1974 Dairy Cattle, Swine, Goats,
Poultry, Rabbits

Nebaj 1976 Bees

Chajul 1976 Beel Cattle, Dairy Bulls,
Goats, Bees

Catarina 1977 Beef Cattle, Dairy Bull,
Goats, Rabbits

Loma Linda 1978 Beef Cattle, Goats, Sheep

Cabrican 1978 Goats, Shecp, Rabbits, Bees

In contrast to the projects in the resettlement areas, in-
formation about number of animals on hand, decath lesses,
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and offspring born and offspring redistributed was notably
lacking. (Sce Appendices F, G, and H from page 50 through
53 respectively for project by project data.) The seven
highland cooperatives tended, however, to have more pro-
duction information available than did the institutional
projects.

The data, though quite limited, indicates a positive re-
lationship between a high level of local participation and
project effectiveness.

B. GOVERNMENT PROJECTS

Two sheep projects operated by the Ministry of Agriculture
were visited - Serchil and San Nicolas. H.P.I. support to
these projects was initiated in 1974 and the projects con-
tinue to operate today. Together they reccived one-hundred-
eighty-two head of sheep. The project at Serchil tends to
work with individual farmers while attempts have been made
to form a cooperative at San Nicolas. Both projects re-
main under the control of the Ministry of Agriculture.

(See Appendix I on page 50.)

Training is conducted from time to time by Ministry of
Agriculture personncel.

It has been reported that five to six generations of sheep
have been distributed to loecal farmers; and, through
genetic improvement from the use of purebred rams, four to
five hundred f{mamilies have benefitted from this project.

The major bencfits reported to be accruing to the area as
a result of these projects are: :

Genetic improvement of the sheep.

* Significantly reduced mortality in sheep:
Lt was reported that 5,000 sheep in the
Serchil area had died of diseases in 1974,
By 1979 this number had been reduced to
200.

The major problems affecting these two projects are:
* Lack of full implementation by the admin-
istrators.

* Weak organizational structure.
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C. MISSION PROJECTS

Four Roman Catholic mission projects were visited. (Se
Appendix G on page 51 for detailed information.) Al-
though each project is unique they all share the char-
acteristic of a rather high degrece of dependence on the
local clergy. The exception to this observation is the
agricultural project at San Lucas Toliman where a local
committee assumed responsibility in February, 1979.

Two of the four projects report having made use of the
bee training course provided at Nebaj. No other formal
training activities are reported.

Benefits: The major benefits reported by the projects

are:

..
ol

Social solidarity resulting from cooperative
efforts:

This bencflit applics most specifically to San
Lucas Toliman. In the overall work of the mis-
sion a great deal of cmphasis has been placed
on resetvtling Tondless familics in four loca-
tions. The livestock aspect of this program
supplements the overall effort. Three hundred
of the four-hundred-cighty-nine families re-
prescented in these four projects are associated
with San Lucas Toliman.

* Financial savings and supplemental income:

Of special interest at this point is the impact
of a flour mill at the remote Ojetam mission.
Located at an altitude of 11,000 feet in a very
harsh environment the project takes place among
one of the most derived groups of people in the
country. With the introduction of a flour mill
into the community the need to travel two or
three davs over the mountain to have {lour pro-
duced was removed.,  This has resulted in savings
in transportarion cost and milling charges.

Goats, rabbits, and sales of honey have provided
modest cash returns for participants in the

other projects.
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*  Home consumption of honey:

In ten of the twenty-six sub groups at San
Lucas Toliman, at Coban and at Cosheca the
honey is produced both for sale and home
use.

Problems: The problems faced by these projects are:

*  Dependence on expatriate personnel and local
clergy:
In instances where clergy direct and manage
the projects, continuity is threatened when
priests are transferred to another parish.
Participation and identification with the pro-
ject by local farmers tends to be thwarted
when local people leave the decisions to the
clergyman.

*  Technical problems:

These include low reproduction rates of the
sheep at Ojetam, shortage of queen bees at
Coban and transportation at Cosheca and Ojetam.

D. MLGHLAND COOPERATLVES
The seven highland cooperatives surveyed have little in
common with cach other except that they are all coopera-
tives and that, with one axception, they involve relative-
ly high levels of local participation. The oldest of
these, Novillero and Xcelac were initiated in 1973 and
1974 respectively. The two newest projects were started
in 1978. The number of families involved ranges from
seven hundred in Nebaj to forty at Cabrican. (See
Appendix H from page 52 through 53.)

Four of the seven cooperatives report having some type of
training activity and one reports that a training program
is being started.

Benefits: The major benefits realized as a result of the

projects are:

.
A

Development of a stronger sense of community
and strong conmunity organization:

The exceptions to this finding are Novillero
which has collapsed financially due to the
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failure of a large scale rabbit raising
scheme and Xelac which grew rapidly due to
a large influx of outside funding and sub-
sequently became dependent on expatriate
management .

Economic Benefits:

Two projects, the Nebaj bee cooperative and
the Xelac milk cooperative report economic
gains for their members through the coopera-
tive marketing of honey and milk. The pro-
jects begun in 1977 and 1978 have not been
in existence long cnough to show economic
returns.

Other:

Genetic improvement of sheep, land distribu-
tion, land terrasing and increased milk pro-
duction were also mentioned as being results
of the project activities.

Problems: The highland cooperatives also face a wide
variety of problems and obstacles. These include:

ot
"

ot
1

Lack of funds and dependence on outside
funding:

Four of the seven cooperatives currently face
this problem. Dependence on outside funding

is common to the three larger preojects - Xelac,
Nebaj and Loma Linda.

Lack of land:

The leadership in Nebaj cites the need for a
central apiary as being a major problem where-
as the cooperative cites land shortage as being
a problem for the individual farmers.

Production Problems:

In Chajul and TLoma Linda the goats have not
performed well., Most of the kids born in
Chajul dic of diarrheca. The parent stock sent
to Loma Lina had to be rcturned to H.P.I. due
to diseasc and parasite problems. At Catarina
it was reported that the climate was too ad-
verse for ruabbit production.



Guatemala Report - 32 -

* Dependence on the clergy or exXpatriates:

Notwithstanding the high levels of participa-
tion and social solidarity observed in these
projects, they too experience the problems
associated with strong outside leadership.

In Xelac most of the management is taken care
by HELVETAS personnel. The government has
assumed the management at Novillero; Peace
Corps volunteers are the key technical per-
sonnel in Nebaj, Cabrican and Chajul. How-
ever, the prescence of relatively strong local
organizations in five out of seven of these
projects attests to the efforts of outside or
formal leadership to stimulate and encourage
greater independence on the part of the mem-
bers. Also shown is the ability of members
and lcaders to achieve some of their b lanned
objectives.

COMPARISON OF PROJECTS BY LEVEL JOF PARTICIPATION

A major theme of this report has been the importance of
active local participation in the planning and manage-
ment of a project to its cventual success. (See Conclu-
sions #1 and #2 on page 1.)

Each project surveved was assigned a participation score
based on the type of leadership, the sharing of benefits,
and pgroup involvement in decision-making. Each component
was scored on a scale of 1 to 3, with 1 being poor and 3
being good.  The mean value of the three scores beconies
the participation scove for the individual project. (Secc
Appendix B from page 38 Chrough 42 for a description of
Social Orpanizational Indicatore.)

Table # 7 on the following page shows that participation
is lowest in the government projects and highest in the
resettlement projects of the lucan region.  The descrip-

tive material for cach type would indicate that those pro-

%Qcts which scem to have the lowest overall impact also
1

ave the lTowest parti

.cipation scores. The projects with

the hiphest parcicipation scores scom to be having the

highest impact on their participants and the community.
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TABLE § 7

Mean Participation Score and Number of

Beneficiaries

By Type of Project

No. of projects
No. of

X Participation
score

sub groups

No. of families
benefittine
dircctly

Project proup
cconomic Jevel

TYPE OF PROJECT

Resettle-

tence
to con-
mercial

sistence

Ineludes
five

300 of theace families

700 families pariicipating in

sistence

the

Govern- Coopera- ment
__ment Mission tive (Ixcan)
2 b 7 27
0 35 36 0
1.1 1.5 2 2.7

90 4est 1,389% 837
Mixed, Poverty Poverty Poverty
subsis- to sub- to sub- to sub-

sistence

are accounted for by San Lueas Toliman

Nebaj bece coopera-
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VIII. TRAINING

The Guatemala program has not included a separately designed
and vudgeted training program. Therefore the cost of the
training activities cannot be factored out as a separate bud-
get item. However, a number of training cvents have taken
place over the years. Training has been non-formal and has
been of the "extension - field visit" type. During project
visits to the resettlement projccts the participant group is
called together for a scssion which mAay include a demonstra-
tion, a short talk or a question and answer exchange. In
other projects, cspecially the sheep projeats at Serchil and
San licolas, training has been provided by the Ministry of
Agriculture with H.P.L. support. The bee project at Nebaj has
its own rather extensive training program which provides train-
ing for persons from other groups throughout the country.

The total number of persons to have attended "training scs-
sions' over the period 1970-1979 cxceeds 9,000. The vast
majority of thesce would have attended the informal project

site sessions described above. The total number of such train-
ing sessions over the past four vears (1975-1979) was two-
hundred-si=ty,

The evaluation surveys found in that almost all cases the pro-
ject groups icel the need for, and arc asking for, more train-
ing. [t was found that the project ficld vicits are appre-
ciated, but thac the participants are not yet ready to apply
the skills and information covered in these brief sessions.
For example, at the time of annual meeting of project groups
in June, 1979, a day was devoted to demonstrations of basic
medicine and vaccination techniques.  The groups then were
given the opportunity to buy o supply of basic medicines at a
subsidized price and most of then purchased an adequate sup-
ply. Later, the survey showed that most groups had not made
use of the medicines or skills aecquired, supposedly because of
a lack of comprehension and confidence.  The communication of
new technology Lo people at the village level must be relevant
and appropriate Lo the participants' 1 anguage and ethnic
background as well as their educational level.

o . 1
One of the surveyors whe visited the Ixcan projects” reported
that the participants had requested more training in the
following arcas:

1. Milking.
2. Cheesc and butter making.

Mr, Otoniel Fernanden
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Vaccinations against discases: types and frequency.
Parasites control.

Techniques of breeding management .,

Pasture rotation.

Feeding cattle - utilizing available resources.
Construction of facilities.

Advice on the adaptation of various breeds within
the ecological situation.

Veterinary medicines - types and applications.
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APPENDIX A

FOLLOW-UP TO THE EVALUATION FIELD STUDY

As a result of the work done during the field study phase of
the Guatemala evaluation, the major conclusions and recom-
mendations werce discussed at H.P.I. headquarters. The Pro-
gram Area Director for Latin America, Dr. Gordon Hatcher,
accepted them and acted to implement the proposed plan. The
conclusions and rccommendations were simultancously sent to
Guatemala where they were translated into Spanish and dis-
tributed to all members of the ACAPEC committee, which
formallw accepted them,

Edgar Fuentes was sub-contracted from Church World Service for
257 of his time to coordinate the six-month study and he be-
gan his work on December 195, 1979, In order to facilitate

the implementacion of this follow-up plan, Dr. Hatcher visited
Guatemala and net with ACAPEC on November 15, 1979, It was
reported that several of the ACAPEC committce members left

the conmittee approximately at the time of Fred Harder's
departure {rom Guatemala in late November, 1979.

Subsequently, an activity report dated February 5, 1980,
describing contacts made and work done to that date, was sub-
mitted to H.P.T. by Edpgar Fuentes, and follow-up discussions
with Edpav obout this report were held in Guatemala by Jerry
Aaker on Tebruary 15, 1980, Tt appcared at that time that
the study wns going well, that Edgar had achieved rencwed
interest on the part of the Ministry of Agriculture and San
Carlos Veterinary School in ACAPEC, and that the Ministry had
authorized the representation of delegates to ACAIEC as well
as offering the scervices of an agricultural technician and
office space vdor the program. A major planning session of
three davs for all ACAPEC members, plus other interested
partics was planned for mid-February, and it was expected
that this would be the basis of program planning and re-
structuring tor the future.

A meeting between ACAPEC and H.P.I. for the purposc of dis-
cussing the results of the study in the form of a concrete
propocal 1s scheduled for May, 1980.

It was felt that an evaluation process which involves project
"owners' to the greatest depgree possible would be more bene-
ficial than an cvaluation that is carried out only by outside
consultants and surveyors. Thus, the model of "participatory
evaluation” was utilized in the Guatemala situation. This
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Appendix A contd.

approach has proven to show weakness in some of the data that
was collected, but the benefits in terms of stimulating a pro-
cess of self reflection, replanning, and adjustments to
changing needs have far out-weighed this weakness.



Guatemala Report

APPENDIX B

EXPLANATORY NOTES ON INDICATORS

The Project Evaluation Indicator sheets are used to concisely
sumrarize data on specific projects. The information on each
sheet is taken from reports and forms filled out vy field
staff, surveyors or the H.P.I. evaluators. Sece Appendices

I and J from page 54 through 55 respectively.

The top line (bomes) show the key indicators which can be
shown in numbers or in briefl one or two word descriptions. In
some cases the surveyors did not collect all of this data.

The indicators shown on the left side of the sheet, i.e.,
training, achievement of objecctives, social/organization, ete.,
are to make cvaluative statements about these arcas as well

as to fill in some descriptive information on the same. Also,
after cach social/organizational indicator a 1, 2 or 3 can
be placed in an attempt to evaluate cach in reference to the
H.P.I. list of these indicators (see attached description).

In general, # 3 indicates the optimum or desired condition,

# 2 the medium and § 1 a relatively undesirable situation with
reference to those condicions which lend themselves to of-
fectiveness in projeets.

Further explanation of some of the specific indicators:

No. of fanilics
those who ave pmrCicivaling in the project group, and may or
may not be divect recipicnts of livestock. Often the number
counted in the catapgoery is larper than the number of direct
beneliciavies, indicating that they are participants in train-
ing, in coops that offer several services, or are preparing

for entry into the livestock project.,

lnnuﬁY}Lchovex‘time: This ie the number of

ZWPEWBQPPLQEEQB*b“UQFiyKPQL This is the estimate of the per-

centage ol the community that is being affected by the project.

Project Group Level: This is defined as foliows:
- Subsistence or very poor: Persons who produce
a small amount for Fomily consumption from
farming; may be landless or near landless.

- Small producers - poor: Produces slightly
above o below what is nceded for his/her
family consumption from farming.

- small producers - not poor: Progressive re-
lative to his/her community; farming provides
basic needs plus some extra income.
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- Commercial or institutional: Relatively
large farmers, or institutional operation
such as mission farms, parastatal farms,
and service or welfare institutions.

Achievement of Objective: Though many projects have previ-
ously not been designed with clearly written measurable objec-
tives, the intention of this indicator will be to look at the
degrce to which objectives have or are being achicved.

pre-project bascline data, but the intention of this indica-
tor will be to explicitly measure or at least make assessment
on observable chauges and impact in the targelt community,
This will be related to the overall "project objective," but
also should note unplanned-for benefits which may be attrib-
utable to the project

Socio-economic benefits: Projects have not novmally collected

Livestock growth vate: This is a peveentage of growth of
Livestock from b base of the initial input to the present
number held by the project participants, whether in a common
herd ov as an aopregate of all individual participants.

¢

GFOWClLilguIN“HE§¥_‘*f dircet

tage prowth in number of these who wre divect recipients of
'

livestock through the "passing on the gift."

benericiaries:  This is the percen-

social /Organizacional Indicators

L. PARTICTPATION:

Refers to the active participation in the deecision-
making process by the population involved., It is a
demonstration of the degree and quality of the efforts
by the participants to control their own affairs and in-
fluence the use and results of available resources.

INDICATORS:

A. Stvle of leadership I. Single person authority.

2. Small group of leaders
act for the toval group.

3. Leadership by consensug
delegation of authority.
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II.

B. Sharing of benefits

C. Types of decisions

D. Quantity (what percent
of the potential popu-
lation arc involved,
and the actual number
participating)

STRUCTURE FOR PARTICIPATION:

N

Reduced number of people
within the community re-
ceive the benefits.

Part of the community re-
ceives benefit. Tending
toward expanded sharing.

Widespread of benefits to
entire community, equal
and full sharing.

Centralized decision-
making, token consulta-
tion with the group.

Planning done on behalf
of the community by a
small group.

The group participates in
setting and influencing
thelr own objectives and
the use of their resources.

Small percentage of poten-
tial population involved,

#

Approx. / of community _

Medium percentage of poten-
tial population, # _
Approx. 7 of community

Large pecrcentage of poten-
tial population involved
# %

Human infrastructure must exist in some form in order for

development to take place.

This may take on a variety

of forms, but must exhibit evidence of continuity, col-
lective solidarity and commitment to common goals. (For
purpose of the review sheet these three indicators are

evaluated together.)
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INDICATORS:

A. Mcmbership (show per- 1. Closed, stagnant.
centage of growth over
time, plus indication
of open or closed
system) 3. Open system, growing.

(Indicate percentage of
growth over time.)

Somewhat open with slow
growth.

B. Solidarity (commit- 1. Minimal commitment and
ment and continuity carry through.
by the particina: : i
Y ¢ participants ) 2. Fair ov moderate commit-

ment and carry through.

3. Jointly facing problems -
good commitment and carry
through.

C. Representatives 1. Represents the interests
of one sub-group of the
community.

ro

Various sectors repre-
sented (not all).

3. Broad representation from
various scctors of the
community Jox the purpose
of helping the entire com-
munity.

LA

III. BENEFIT GROWIH AND CONTINUATION:

This implies that the project activity 1is not isolated
and recognizes the inter-rvelationship of actions and re-
sources in order to learn from past experiences and
multiply the benefits. 1¢ implies the spreading of bene-
fits and continuation of efforts once the initial objec-
tives are achicved.

LNDIGATORS

Ao Integration of project 1. One activity - one component
components input.

2. One activity focus with
several components in sup-
port of it.
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B. Learning from the ex-
perience (continuation)

C. Socio-economic bene-
fits in quantitative
or observable terms

Multiple and coordinated
component input,

(Describe...)

One shot socin-economic
benefit.

Benefits realized during
the project life, and base
set for future.

Socio-economic benefits

growing and continuing
after the project.

(Describe...)
Minimal observable or

measurable socio-economic
benefits,

Moderate level of observ-
able or measurable bene-
fits.

High level of observable
or measurable chjectives.

(Describe...)
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APPENDIX C

PROJECT FAILURES

Though an attempt was not made in this evaluation to compi le

a complete list of projects that "failed", reference i3 made

in the report to some projects which showed relative in-
effectiveness or closed down for a variety of reasons. The
following list is an attempt to show some examples of this type
of project:

NOVILLERO: H.P.I. input was $28,550 for this cooperative of
which a major portion went to purchase seven-hundred-eight-
two rabbits, one-hundred-twenty-four sheep, fifteen dairy
cows, and some equipment. The project was too large in the
beginning, with top down planning and a large investment from
the government sector. Especially critical were the lack of
marketing and mismanagement of the total project. The project
is now closed, the physical facility standing empty.

UPENNY' FOUNDATION: For three vyears, 1970-1973, H.P.I. related
to this Guatemala agency and clozed out the relationship upon
the assessment of rhe H.P.1. representative that the program
was unfeasible because of mismanagement, burcaucratic problems
within the Foundation and relationship problems between H.P.TI.
and the Youndation. 1.P.L. input was about $175,000 (one-
hundred-fiflty-twoe cattle). A total report is on file with
I.P.T. /TLittlé Rock regarding this program and the reasons for
the close out.

JOCOPILAS: A project with a Catholic mission in which H.P.I.
contributed $6,280 for rabbits, goats and sheep. The project
was run by a priest who left and was replaced by another priest
who had no interest in livestock projects. Local organization
was not sufficiently strong to function without the priest in
this case.

ZACUALPA-QUICHE: In 1974 H.P.1. provided $4,150 worth of live-
stock to the Primitive Methodist mission. A local missionary
was going to be responsible and a local committee was to be
organized. The missionary did not carry out his obligations
and a local organization is non-cxistent. Nothing happened

in terms of redistribution, and livestock care has been very
poor. Deaths of livestock and underproduction resulted.



http:hundred-fi-Fty--L.wo

Guatemala Report - 44 -

Appendix C contd.

ORPHANAGE GENTRY AND STATE PENETENTARY: Input of mostly small
animals to these two institutions has not worked well. Total
input into these institutions was about $6,875. Assistance

to other institutions has worked better, but averall the manage-
ment of animals in institutions and the spread of benefits are
problems. On this basis institutions could be judged to be
relatively poor projects for H.P.I. support.
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This is in evidence when the campesinos request technical as-
sistance and advice in cattle management, when they request
veterinarian information, when they request courses in adminis-
tration, and when thev request work animals - considering all
of the above to be of great importance in the carrying out of
their agricultural activities.

COUNSEL_AND ADVICH

This is the most important factor in the development cof the
program in the region of the Ixcan. All of the cooperatives
arc In agreement on this point. Due to the socio-economic con-
dirions of the campesinos in this rezion they do not have pre-
vious ecxperience with cattle. They are in need of certain
aptitudes and abilities in this kind of work. This is logical
and obvious (to know) that after having given them the facil-
itiecs to possess a herd of cattle they must be given technical
advise basced upon the objective reality of theilr own cnviron-
ment.

CONCILUSTIONS  (MNeeds and Supgestions)

A.  Continuovus technical assistance

B. A system of refrigeration for the cooperative to con-
serve their vaccination supplies.

C. Constant communication with the regions of the projects.
Do Help facilitvate cthe obraining of work animals.

. Help facilivacve getting medicines at a subsidized price.
F. Provide construction information.

G, Obtaining sceds for family pgardens.

H.  Obtaining small animals (chickens, plgs, vabbits, etec.)
to improve the nutritional situation of the family.

L. Giving advise in the feeding of the animals.


http:obvio.us
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APPENDIX F

SUMMARY OF HIGHLAND GOVERNMENT PROJECTS

Date started

No. of sheep placed
at project

. .
O . 0t
t

at project site

do.oof sheep

distributed

Ho. of familics
; !

-
1
benetfitoed

Project group
ccoromic tevel

Part Leipation score
Structure

Training

!
R

jencfits

Problems

cheep on hand

TABLE # 8

Serchil

1974
75

90

5-6
generations
Direct 40
Indirect 4-500
Subsistence to
commercial
1
L
Government agency

Occasional courses
at project site &
extension work

Genetic improvement

Riscase reduction

Administracion

San Nicolas

1974
107

150

Direct 50

Subsistence to
commercial
1.3

Government agency

Occasional courses
at project site &
extension work

Genetic improvement

Administration
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TABLE § 9-
SUMMARY OF HIGHLAND MISSIONS
San lucas Toliman Ojetan Coban Cosheca Total
Date started 1971 1973 1976 1976
ho. of Sub groups 26 1 1 7 35
Livestock Input: |
Beef
Dairy 20 7 27
Swine 19 19
Coats 53 19 72
Sheep 19 8 27
Poultry
Rabbits 50 37 87
Bees 100 pkgs. 130 pkgs. 197 pkgs. | 427 pkes.
Livestoek
Distributed:
Beef
Dairy
Swine .
Goats 40 NOT 40
Sheep
Poultry AVAILABLE
Rabbits 275 50 325
Bees 225 pkgs. 197to Coops| 422 pks.
No. of Families
Benefitted 300 40 49 100 489
Project Group Poverty to suvb- Poverty Subsistence Poverty
Economic Level sistence
Participation
Score 1.7 1 1.3 2 X 1.5
Structure Committee of larger Project run by local | Project operated by | Local beelecping
mission effort priest local priest comuittees di-
rected by local
priest
Training No regular training None Beckeeping courses | One person from
offerred several each center sent
times a year to Nebaj - no on-
site training
Benefits Supplemental  income Flour mill reported Home consum;.tion of | Home conéunption
Cooperative efforts to be of great help honey of honey
Upgrading of local Some supplamental Supplamental in-
sheep income come
Problems High dependence on Harsh climate - Lack of queen bees | Weak organization
outside furding and isolated area
expatriate persomel Low reproduction Dependence on Dependence on
Low quality silape rates reported priest priest
High overhcad cost Transportation
Needs Strong indigcnous Assistance with re- Encourage local

leadership
Training progran
personnel and
material

production problems

Encourage a local
organization

organization
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TABLE § 10

SUMMARY OF HIGHLAND COOPERATIVES

- 52 .

120 families re-
ceived improved
sheep

production
Coop marketing

Increase milk
yield

nization

Increased income

active committee

namic benefits

Organization
started

Cormmity strength

Coop purchased rore
cattle

Terracing project

Increased commmity
organization

Novillero Xelac Nebaj (Bee only) Chajul Catarina Loma Linda Cabrican Total
Date started 1973 1974 1976 1976 1977 1978 1978
fo. of Sub groups 1 1 18 1 4 1 10 36
Livestock Input: "
Beef 84 42 20 i 146
Dairy 15 116 2 1 v 134
Swine 25 .25
Goats 22 12 23 7 23 ! 87
Sheep 124 52 6 » 182
Poultry 40 50
Rabbits 782 30 22 24 858
Bees 2,550 pkgs. 20 pkes. 20 pkgs. 2,590 pkgs.
Livestock Distributed
Beef 87 87
Dairy NOT 1 1
Swine
Goats 11 7 5 23
Sheep 120 AVAILABLE 40 1 161
}f;ggtl;][_g Plggt.ad in central
Bees rabbitry 2,000 pkgs. 20 to Coop 2,020 pkgs.
No. of Families
Benefitted 120 300 700 108 60 60 40 1,388
Project Group Subsistence Poverty level to Subsistence Subsistence Subsistcnce Poverty level Subsistence
Econamic Level subsistence
3 best - 1 poor _
Participation Score 1 1.7 3 2 1.7 2.7 2.0 X 2
Structure Formal Coop Formal Coop Forma1 Coop Informal Coop Informal Coop Lard Resettlement Coop| Coop with regional
conriittees
Training None Just begiming Strong and active Informal - 2 per None Reported Active from outside - | Active - weekly
year Several per moncth
Four 4/weck courses
per year
Benefits Coop contimuing - Campesino dairy Scrong local orga- | Development of Too early for eco-| Distribution of land Increased milk yield
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- 53

Novillero

Xelac

Nebaj (Bee only)

Chajul

Catarina

loma Linda

Cabrican

Problems

Needs

Collapse of rabbir
enterprise in
1977-1978
Orpanization -
Coop taken over
by Gr/ernment

Reorganization and
new start

Dependence on
Helvetas

Distribution
system

Poor participant
identification
Stronger plamring
and organization

Training program

Land of Apiary
Fuds for training
Management of Coop

New facilities for
central apiar-

Indigenous manager

Absence of bull
Cormumity division

Deperdence on
absentee priest

High goat
mortalicy
Replacenent bull
More training
Assistance with

lack cf expertise

Adverse climate for
rabbits

Distrust of
outsiders

Technical ad
practical training

Yore careful selec-
tion of recipieits

Goats not adapted -
retumed to H.PLI.

Highland of outside
imvestrent

Management training
Replacement bull

Lack of iand
Matketing

Dependent on pries

None reported

-
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APPENDIX I
SUMMARY SHEET OF EVALUATION INDICATORS (SAMPLE) Date of Report September 12, 1979
TABLE { 11 Person providing
— inrormation Bryan Steelman
# of

Name & Present Offspring Fedis- families % of Project

type of # of Livestock # of from tributed Death benefited population group

roject Period groups input livestock original to date losses over time benefited level
Sta. Maria | 1974-1979 1 94 Beef 175 81 81 13 1977 - 114 802 Subsistence
Tzeja 25 Goats Cattle 1979 - 105 (130 families
Coloniza- 80 Pigs in commmity
tion Coop

Training Training sessions seem to have prepared members to better manage cattle.

- Achleverent of Establishment of a cattle development coomittee - 1973. Three years projected to meet objective of self suffici .
Objectives: (in- Three species on livestock introduced - Beef, goats, pigs. pred J reency
clude degree of Pigs and goats discontimied as not adaptable to conditions.
self sustaining) Established basic supply of vet needs - resulting in better care of the animals.

Social/Organizational:

a. Participation: Some participant involvement in original plamming, now participation good.

~ leagdership Good - Priest inwolved - elected committee - 3.

- Sharing of benefits Good - Goal to include large percent of coommity - 3.

- Decision making Cood - Committee makes decisions on project, redistribution, ete. - 3.
bt. Structure Cartle committee represents all interest of commmity in livestock development - stabilized membership to realistic lewel - 3.
c. Soclo-ecaonomic Commmity support and the organizarion provides a foci of group problem solving - 2.5,

benefits (measured Establishment of a base for economic development.

or observed) Home consur,t n - minimal.

Problems: Actual end Transport problems.

potential (organization, Lack of Pa.ck animals.

techrilcal, administra~ Lack of "ideas" for future plamming.

tive, camumnication) Poor management of the goats and pigs - most died.

A misurderstanding regarding a shipment of horses in 1976 is still not resolved.
Needs & Suggestions Need more technical assistance - veterinary care and follow-up. Livestock
growth rate 86

Plaming assistance.
More pack animals.

COMMENTS:: This was the first "resettlement’ coop worked with in the ACAPEC program in the Ixcan.
In all of these projects the main incowe is from growing ard marketing CARDAMDN, a product ex-
ported to Arabian countries for making perfumes. At present this constitutes about 907 of the
money income for these campesinos. Production for home consumption comes from growing of some
crops and the livestcck projects.
One recipient reports that having milk saved his child frow dying.

start to present

Growth in # of

direct bene- 182
ficiaries

start to present
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SUMMARY SHEET OF EVALUATION INDICATORS (SAMPLE
- ¢ ) Date of Report August, 1979
TABLE ¢ 12 Person providing
information Fernandez
¥ of
Nare & Present Of fspring Fedis- families % of Project
type of ¥ of Livestock # of from tributed Death benefited pcpulation grouvp
project Period groups input 1ivestock original tc date losses over time benefited level
Mayalard- | 1977-1979 1 45 Cattle 66 21 10 In trans- 1€76 - 50 352 Pubsistence
Coloniza- port 1 1979 - 150* level
tion Coop
Training
- Achievement of Formation of local organization and establishing a basc of cattle for the future - accamplished.
Objectives: (in- Long-term objective of provision of meat for commmity just started - three more years needed.
clude degree of Have not achieved significant milk production.
self sustaining)
Social/Organizational:
a. Participation: Original plamning done by two cutside advisors, Tonino and Harder, participants involved - 2.3
- leadership Good, some lack of collaboration by sore members.
— Sharing of benefits Fair.
- Decision making Fair - some commmication problems noted.
b. Structure Membership growth - good, permanent committee, 2007 growth in coop membership - 3.
c. Socic-economic Contimation of benefits positive, animals are in good condition and “owners' feel pride in what they have - 2.
benefits (measured
or observed)
Problems: Actual and Lack of clarity of objectives and guidelines in the project and the agreement with participants.
potential (organization,
technical, administra-
tive, communication)
Needs & Suggestions Participants want a document that gives them title to cattle. Livestock
Training on health of cactle. growth rate 467
start to present
COMMENTS : *The larger rumber of families 'benefitted' compared to the mmbers of actual recipients in this %’F“ht it“;’ ¥ of 241
— rec e -

and some other projects indicates the rumber of members in the coop - many of whom have bene-
fitted indirectly from the overall project, i.e., demonstration lessons, participation in other
comnmity projects, etc., and may also indicate those 'waiting” on the list for offspring.

ficlaries
start to present
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LIST OF TWENTY-SEVEN RESETTLEMENT PRCJECTS - IXCAN
FROM WHICH DATA WAS USED FOR ANALYSIS

Overall Annual

herd herd
B f of Year Catile o On growth growth Assesg-
Name of Colony £TOUDS started Tnput Deaths hand rate 7% rate ment
Sta. Maria Tzeia 1 1974 94 13 175 86 17.2 Good
Xabel - Ixcan 1 1977 44 8 62 40 20 -
Lancetilioc 14 1975 129 14 283 119 30 Good
Resurreccion 1 1977 35 4 48 37 18.5 Good
San Juan Ixcan 1 1976 27 3 33 22 7 Fair
Santizgo Ixcan 1 1976 39 8 56 43.5 14.5 Good
Sta. Thomas 1 1977 20 4 22 10 5 Fair
San Lucas Ixcan 1 1978 18 1 17 0 0 New
San Jose Viente 1 1977 39 6 47 20.5 10 Fair
Sta. Maria Dolores 1 1977 40 2 60 50 25 Good
San Antecnio 1 1977 21 3 19 - 9.5 4.7 Good
Kabil Baian 1 1976 43 3 57 32 11 Good
Mayaland 1 1977 45 1 66 46 23 Good
Chajul 1 1976 36 18 S51 6 2
Total: 27 680 88 1,036 52
! Deaths in transport - 53, Reported deaths orn site - 35.
2 Fred Harder's overall assessment o] the project
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Ltem ¢ 3, the social benefits in quantuiive terms are at a

moderate Level Tory those who recceive animals, LUt because

their numbers ave relatively small, generally the observable
benefits are minimal - the number benefitted are few.

Jerry, vou must vemember that 1 was only in one of the coopera-
tives and spole with various members of the communitiecs in-
cluding, of course, the members of the Livestock Committee.

I hove that my obscrvaticns confirm that which was found by
the evaluation team, but, ac the same time, there wmay be some
additional obscrvations than thosce of the committoee.

I am sorry that we weve rot able to sce each other during your
last visit about a weel apo, as I learned you were in Guatremaln
but perhaps the next time. Please let me know. Without

thing [further for the moment.

Donald D. Sibley






MAP Project Tracking System

Project Development Chart

Title

Date activities began

No.

Date

ANTECEDENTS Project mo.

A Concept Formation
B Design and Evaluation
C Funding

Total

PROJECT ACTIVITIES

D Community Education

E Community Serv{ces

F Support Services
Total

BENEFIT CORTINUATION

G Local Organization

H Local Participation

I Adequacy of Mechanisms
Total

BEREFIT GROWTH
J Adoption of Practices
K Local Rescurce Commitment
L New Activities
Total

Overall Total

PROJECT REACH
M Total Communities
N Total Population

380
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