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(do not exc*ed the apaoe provtded)H. EVALUATION ABSTRACT 

of 	$1.05 million to Private Agencies Collaborating To-The 	purpose of this 2-year grant 
to strengthen ASINDES as a Guatemalan PVO umbrella organization to sup­gether (PACT) is 

port PVOs operating in Guatemala. The project's major components are technical and fi­
to improve its management and tech­nancial assistance and training from PATr to ASINDES 

from SIN­nical capabilities; technical and training assistance for the Guatemalan NGOs 
PVOs to carry out their activities. This mid-termDES 	 assisted by PACP; and grants to 

review of project documents; interviews withevaluation was conducted on the basis of a 
AID, PACT, ASINDES, inistry of Finance personnel, the project selection committee, 

Board mefnefrs and members and non-members of ASINDES; and sub-project site visits. 

in November and December of 1987. The major findings,The evaluation was conducted con­

clusions and reconenations are: 

--	 Statements of policy and procedures to govern the program were prenared and adopted. 

Sixty one proposals for financing were received, and. 15 project,, have been ap­

proved. Grant funds for sub-projects are likely to be totally cc,;.itted prior to 

0PACD.
 

--	 Additional funds will be available for the sub-grant program, from COG funds. 

--	 The sib--rant program has successfully introduced the use of an independent Project 

Selection Committee. 

--	 The sub-grant prcxjram has the potential of being a significant source of income for 

ASINDES if SINDF-S' capacity to review and monitor sub-projects can be increased. 

T1he evaluation noted the program is contributing to improvements in the operations of 

NGOs receiving its support. However: 

-	 time of ASINDES staff than was expected.The 	 sub-grant program Lakes more 

be 	 given to the analysis of the econamic benefits and cost­-bre attention should 

benefits relationships of sub-projects.
 

Mre effective monitoring and evaluating systems need to be established.
 -
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A.WID. EVALUATION SUMMARY PART 11 

J. SUMMARY OF EVALUATI0 ,1FINDINGS, CONCLUSIONS AND RECOMMENDATIONS (Try not to exceed the 3 pages provIded) 
Address the Iollov,%rig Items: 

" Purpose of activity(es) evaluated * Principal recommendations
 
" Purpose of eveiunton and Methodology used 9 Lessons learned
 
* Findings and con.-lusions (relate to questions) 

Date this summary prepared: March 15, 1988Mission or Office: USAID/Guiatanala 

Reoort of the Mid-Term Evaluation of the SpecificTtle ard Dale of Full Evaluation Report: 

Supix)rt Grant Areeaent from USAID/Guatemala to PACT in suroort of ASINDFS: 
DEVELOPmET PTROG? 520-0348. 

I. PURPOSE OF ACTIVITY EVAUATED 

This is the summary of the mid-term evaluation of the progress which has been achieved 
in iplenenting and the prospects for accomplishing the purposes of a Specific Support 
Grant of t1.05 million made in May 1986 by USAID/Guatemala to Private Agencies Collabo­
rating Together (PACT) in order to finance PACT's efforts to improve the capacity of the 
As sociation de Entidades do Desarrollo y de Servicio No Gubernamentales del Guatemala 
(ASIh\DES) to support non-goverinent organizations (NGOs) operating in Guatemala. The 
main corponnts of the Grant program are technical, training and financial assistance 
from PACT to ASINDES to improve its management and technical capabilities; technwical 
assistance cnd training for the Guatemalan N Os from ASINDES, assisted by PACT; and 
graints to Guatemala NGOs to carry out their activities. The grant funds are available 
until June 30, 198S. 'he evaluation was conducted in Noveirter and December of 1987. 

II. PURPOSE OF EaLUq=TION AND MEMIODOLO3Y USED 

The Grant Agreement called for a mid-temn and a final evaluation of the project. It did 
not specify what would be the focus of, or the standards to be applied by, either eval­
uation. However, PACT and USAID/Guateinala agreed on a scope of work for the mid-term 
evaluation. It was to have four major purposes: (i) to assess progress being made on 
the stated goals and objectives and planned outputs; (ii) to determine any modifications 
necessary to the project and its implementation during the remaining life of the grant 
in order better to achieve the goads, objectives and outputs of the project; (iii) to 
determine the cost effectiveness of providing the assistance through the project's mech­
anism ; and (iv) to assess the effectiveness of the technical assistance being provided 
by PACT to 7SINDDS. In addressing those purposes the evaluation was to pay particular 
attention to the process ASINDES uses to plan, coordinate and evaluate the assistance 
being provided to it and the effectiveness of ASINDES' assistance to the NGOs with re­
sources made available under the project. The Scope of Work for the evaluation included 
a series of particular questions to be answered. 

The Scope of Wbrk called for a two-per'son contract team to work with representatives of 
PACI', ASINDES and UEAID/Guatemala in conducting the. evaluation. The two-person contract 
team was to consist of a person with general development and evaluation experience to be 
contracted by U&AID/Guateanla and a financial/ management specialist to be contracted by 
PACi. U AID/Guatenala contracted the services of John R. Oleson, a i'tired A.I.D. For­
eign Service Officer with 20 years' experience in program plcnuning, implementation and 
evaluation. PACT contracted the services of Oscar Federico Turckheim Ochoa, a Guatena­
lan public accountant with the Guatemalan firm of Miron & iron. 
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During a three-week period in Noveuber-December of 1987 the evaluation team members in­terviewed some 35 persons in Guatemala who either were involved in the planning and exe­cution of the project or were knowledgeable about the past and current operations ofASINDES. In addition, Mr. Oleson visited the sites of two of the NGO activities beingassisted by ]SINDES with project resources and the home office of PACT in New York tospeak with its Executive Director and other key management personnel. In addition toconducting the interviews, the team members reviewed the basic documents availablecerning ASINDES and con­the project and the various reports which exist concerning the con­duct of the project. In addition, Mr. Thrckheim analyzed the financial and administra­tive records and procedures of ASINDES and three of the NGOs which ASINDES had assisted
with project resources. 

A draft of the report was discussed with representatives of USAID/Guatemaia and PACr inGuatemala in late January of 1988. The draft recainmendations were discussed with theBcard of Directors of ASINDES in February of 1988. Commt;:its and suggestions made atthose times have been included to the extent possible in the preparation of the final
repo)L-t. 

III. FINDINMS AND CNCLUSIONS 

The first year and a half of the project was devoted largely to overcoming problems as­sociated with the preparation of the Grant's structure and resolving ASINDES' internaldisputes, clarifying and improving the working relationship between PACT and ASINDES,and preparing for and beginning the iimpleimentation of t]e grants program. Statements ofpolicy and procdures to govern that prograin were prepared and adopted; 61 proposals forfinancing were received; ad 15 projects under that program h-ave been approved. TrheGrant funds available for that program are likely to be totally committed (but not fullydisbursed) during the period of the Grant. Additional funds are being made availablefor that program from COG funds generated by A.I.D. 's other programs in Guatemala. 

The grants program successfully has introduced the use of an independent Project Selec­tion Coinmittee, and it has the potential of being a significant source of income for
ASINDES if ASINDES' capacity to review and monitor projects can be increased. Throughits operation the program is contributing to improvements in the operations of WOOs re­ceiving its suplyort. However, the grants program takes more of the timae of ASINDES'staff than was expected, and improvements need to be made in its conduct. More atten­tion should be devoted to the analysis of the econonic benefits and cost-benefit rela­tionships, the prospects for self-sustaining operations by the beneficiaries, institu­tional improvenents to be achieved by the implementing NGCOs and the probable econcrnicand social impacts of the activities. Clarification is needed of the meaning of "pro­ductive" projects. Effective monitoring and evaluating systems need to be established.A plan for generating more usable project proposals is needed, and consideration shouldbe given to raising the maximum amount which the Grants program will provide on any one

project. 

Some 140 people related to Nk.Os have participated in five workshops organized under theGrant which is a greater number than the projected output for the whole Grant period.However, the quality and lasting value of the training has been questioned, ud the sur­vey of NGO training and technical assistance needs; and, except in two instances, theshort diagnostic studies of individual NGOs which were to be the basis of the technicalassistance and training components have not hen done because of opposition fron theM3)s. PACT agrees that the training and technical assistance aspects of the Grant pro­grain have been deficient, and proposes to make them the focus of its efforts during the
coining year. 
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Significant steps have been taken in consolidating ASINDES as an institution. Its legal
status and governing statutes have been formalized. Nine new members have joined. Ad­
ministrative personnel and accounting procedures have been prepared and adopted. Con­
tacts with other Guatemalan institution and the GOG have ].en increased. However, pro­
gress has been slight in introducing improvements into ASINDES' planning, programming,
monitoring and evaluating activities and in the actual use of the new accounting and
personnel systems. delay giving practical effect theseThe in to systems was due in
large part to the difficulties caused by the loss of key personnel and the low morale of 
the staff meribers. Priority must be given to recruiting the staff planned for the con­
duct of the Grant, and staps taken to restore the morale of the staff. External audits 
cf ASINDES and its grantees should be conducted. Just recently, a new executive direct­
or was hired and salary levels have been adjusted.-

Major issues must be resolved by the Board of Directors of ASINDES if the institution­
building purposes of the Grant are to be accomplished. Clarification is needed of the
relative priorities which SINDMES is to give to its various institutional purposes. A 
stratcy of institutional development arid fund raising needs to be adopted. The Board 
needs to invest the Executive Director with sufficient authority for him to meet his
responsibilities without becaming completely dependent for its information on verbal 
reports from him. It must raake clear its determination that standard procedures be res­
pected without inserting itself into the details of operations through pre-approval ac­
tions. UqID/Guatemala and PACT should become more engaged with the members of the 
Board and assist it in the difficalt tasks which they face. 

In order to achieve the purposes of the Grant it would be advisable to have the partici­
pation of PACI for up to t;.n additional years. This would require an extension of the 
current Grant period of between one and two years.
 

IV. PRINCIPAL RFXEN]Y TIONS 

A. ASINDFS 

1. The Board of Directors should formulate a statement of mid-term (5-year period)
goals for ASINDES which indicates the relative priorities to be attached to the various 
purposes of the organization. This statement should be approved by the General Assembly.
 

2. Once the statement of goals has been established, the Board should prepare a plan
ifor reaching those goals. The plan should include timing, personnel and resources re­
quired and expected sources of resources. This plan should be approved by the General 
Assembly.
 

3. ASINDES should commission a study of the personnel required to carry out its object­
ives and the salaries and qualifications required to attract the appropriate personnel.
 

4. Steps should be taken to improve communications between and clarify authority and
 
responsibility of the Board of Directors, General Assembly, Executive Director and other
 
staffers. A concerted effort should be made to identify and resolve causes of poor
morale. 

5. ASINDES should give greater emjiasis to providing funds on a loan rather than grant
basis. This will give greater incentive to the recipient NOs to carefully plan a]
execute their projects. Concomitantly, ASINDFES should provide the NGOs with additional 
T.A. and training.
 

SEL'(CONLRUNIMI SIMhT
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K. 	ATTACHMENTS (IJt ntnchments submItled .tih thul EvnluaUon Summary; slwayr attach copy of lull 

evaluation report, evon Ifone was submitted earlier) 

Copy of final Evaluation and 15 annexes attachec-.. 
W 

L COMMENTS BY MISSION, AIDiW OFFICE AND BORROWER/GRANTEE 

L. Carnents by Mission, AID/W Office and Borrwer/Grantee 

The evaluation met the requiretints of the Scope of Work. The 'evalliators rvade an in­
depth review of all documentation available concerning ASINDES and the project, as well 
as the reports of the project activities. They also interviewed more than 35 persons
who either were involved in the planning and execution of the project or were 1xowledge­
able about the activity. 'Two sub-project sites were also visited. 

In general, the Mission, as well as PACT zund AUSINDES Board of Directors, are in agree­
ment with the findings, conclusions and recommendations of the evaluation. 

-J 

Q) 



CONTINUATION SHEET
 

E. Action Decisions Approved by Mission or AID/W Office 	Director Cont'd
 

4. Formulate mid-term (five year period) institu- Board of ASINDES April 1988
 
tional goals of ASINDES
 

5. Conduct external study of position descriptions, Executive Dir. April 1988
 
salary levels and qualifications of current staff
 

6. Prepare position descriptions, delegations of Executive Dir. May 1988
 
authority and standard operating procedures
 

7. Prepare reporting system for informing Board of Execative Dir. May 1988
 
progress and problems
 

8. Formulate a strategy for conduct of technical Technical Assist. May 1988
 
assistance program Coordinator
 

9. Prepare additional guidance concerning meaning PACT May 1988
 
of "productive" activities and standards to be ap­
plied to determine their feasibility
 

10. Prepare proposal for Extension of Project for PACT and Board May 1988
 
up to two years (with Evaluation at end of first of Directors
 
year to determine progress)
 

11. Issue standards for reimbursement of employee Executive Dir. May 1988
 

expenses for program purpose
 

12. Formulate plan for achieving mid-term institu- Executive Dir. June 1988
 
tional goals
 

13. 	 Prepare revised 1988 budget for ASINDES Financial June 1988
 
Analyst
 

14. Write Implementation Letter to PACT regarding USAID/G June 1988
 
specific undertakings and steps to carry out recom­
mendations
 

15. GOG/ASINLES/PACT Agreement on Extension of USAID/G June 1988
 
Project
 

16. Institute periodic meetings of ASINDES and AID USAID/G June 1988
 
to review status of project
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17. Formulate plan for monitoring implementation of Executive Dir. July 1988
 
grants (including field visits) and agree on respon­
sibilities of staff members for its conduct
 

18. Formulate strategy for raising funds in Guate- Board of ASINDES July 1988
 
mala and abroad
 

19. Consider how to increase the utilization of PACT and Executive July 1988
 
loans instead of grants under the program in support
 
of NGO activities
 

20. Review appropriateness of standards governing Board of ASINDES July 1988
 
the conduct of the grants program
 

21. Arrange for availability of subject matter Executive Dir. July 1988
 
experts to assist ASINDES and grantees
 

22. Identify persons available to assist on manage- Board of ASINDES July 1988
 
ment/program problems
 

23. Prepare plan for necessary training of staff PACT Aug. 1988
 
of ASINDES
 

24. Prepare plan for evaluating conduct of ASINDES' PACT Aug. 1988
 
program including impact on NGOs of assistance
 
(both financial and technical)
 

25. Formulate plan for achieving public recognition USAID/G Sept. 1988
 
of role of AID
 

H. Evaluation Abstract Cont'd
 

-- Consideration should be given to raising the maximum amount being provided under the 
sub-grant program. 

Clarification is needed of the meaning of "Productive Projects". 

-- The training and technical assistance aspect of the grant program needs to be 
strengthened. 

-- Priority must be given to recruit additional staff. 

-- External audits of ASINDES and its grantees should be conducted. 

-- Major issues such as a strategy of institutional development and fund raising must 
be resolved by tho ASINDES Board of Directors. 
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-- The Board also needs to invest the Executive Director with sufficient authority.
 

-- USAID and PACT should be more engaged with the members of the Board.
 

-- The project should be extended and funded for up to two more years. At the end of
 
the first year the activity should be evaluated again to determine progress, and 
based on the findings, the final year should be funded. 

Lessons Learned Included: 

-- Regular communication between AID officials and officials of local counterpart is 
essential. 

-- Adequate funding provision should be made for the training of staff and the begin­
ning of the activity. 

-- Plans to diversify funding sources should be an integral part of any long-term proj­
ect. 

J. Summary of Evaluation Findings, Conclusions and Recommendations Cont'd
 

B. PACT
 

1. PACT's resident representative must work much more closer with the Board of Direct­
ors to keep them better informed about his activities, views, etc., including attend­
ance, where appropriate, as an observer of Board meetings.
 

2. The purpose of visits to Guatemala by PACT personnel should be discussed with ASIN-

DES Executive Director beforehand for the.r input and comments and a trip report sum­
marizing findings, activities undertaken should be provided to the Executive Director
 
afterwards.
 

3. PACT should work in close coordination with ASYNDES new Executive Director, provid­
ing individual with all needed support.
 

4. PACT should work closely with ASINDES' Board and staff on evaluating needs and meth­
ods for providing technical assistance and training to NGOs and prepare plan for giving
 
greater emphasis to this area.
 

5. PACT should prepare a plan for training of ASINDES staff.
 

C. UAID
 

1. The Mission should increase the frequency of its contacts with the Board of ASINDES.
 

K\
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2. The Mission's expectations concerning the degree and nature of the focus to be
 
sought under the grant with regard to "productive projects and the strengthening of
 
ASINDES itself" should be clarified for ASINDES.
 

3. The Mission should give an extension of the time for the accomplishments of the pur­
pose of the Grant and provide additional resources to continue PACT's assistance for at
 
least another two years. Such an agreement should include at minimun description of end
 
of project status and steps to be carried out to accomplish this.
 

V. LESSONS LEARNED
 

1. Regular communication between AID officials and officials of local counterpart is
 
essential.
 

2. Adequate funding provision should be made for the training of staff at the beginning
 
of the activity.
 

3. Plans to diversify funding source6 should be an integral part of any long-term proj­
ect.
 

2564r
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I SUJ 4ARY
 

This is the report of a mid-term evaluation of the progress
 

which has been achieved in implementing and the prospects for 

of a Specific Support Grant of $1.05
accomplishing the purposes 

million made in May 1986 by USAID/Guatemala to Private Agencies 

in order to finance PACT's
Collaborating Together (PACT) 

to improve the capacity of the Assoc2_ation de Entidadesefforts 

No 	 GlatemaladIe 
(ASlNDES) to support non-government organizations (NGOs) 

of the Grantoperating in Guatemala. The main components 
training and financial assistance from program are technical, 


PACT to ASINDES to improve its management and technical
 

capabilities; technical assistance and training for the 

Guatemalan NIGOs from ASINDES, assisted by PACT; and grants to 
activities. The grant fundsGuatemalan NGOs to carry out their 

until June 30, 1988. The evaluation was are available 
1987.
conducted in November and December of 


The first year and a 	 half of the project period was devoted 
problems associated with the preparationlargely to overcoming 

disputes,of the Grant's structure and ASINDES' internal 
the working relationship between PACTclarifying and improving 

and ASINDES, and preparing for and beginning the implementation 

of the grants program. Statements of policy and procedures to 

that program were prepared and adopted; 61 proposals forgovern 
financing were received; and 15 projects under that program 

have been approved. The Grant funds available for that p,:ogram 

are likely to be totally committed (but not fully disbursed) 

of the Grant. Additional funds are likely toduring the period 
generated bybe made available for that program from GOG funds 


in Guatemala.
A.I.D.'s other programs 

The grants program successfully has introduced the use of an 

independent Project Selection Committee, and it has the 
of income for ASINDESpotential of being a significant source 

to review and monitor projects can beif ASINDES' capacity 
its 	 the is contributingincreased. Through operation program 

to improvements in the operations of NGOs receiving its 

the 	 takes more of the time ofsupport. However, 	 grants program 

ASINDES' staff than was expected, and improvements need to be 

made in its conduct. More attention should be devoted to the 

anaysis of the economic benefits and cost-benefit 

relationships, the prospects for self-sustaining operations by 
to be achieved bythe beneficiaries, institutional improvements 

NGOs and the probable economic and soci a lthe implementing 
impacts of the activities. Clarification is needed of the 

meaning of "productive" projects. Effective monitoring and 

evaluating systems need to be established. A plan for 

generating more usable project proposals is needed, and 

consideration should be given to raising the maxinum amount 

which the Grants program will provide on any one project. 
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Some 140 people related to NGOs have participated in five
 
under the Grant which is a greater number
workshops organized 


than the projected output for the whole Grant period. However,
 
the quality and lasting value of the training has been
 

NGO training and technical
questioned, and the survey of 
assistance needs; and, except in two instances, the short 
diagnostic studies of individual NGOs which were to be the 
basis of the technical assistance and training components have 

not been done because of opposition from the NGOs. PACT agrees 
that the training and technical assistance aspects of the Grant 
program have been deficient, and proposes to make them the 
focus of its efforts during.the coming year. 

Significant steps have been taken in consolidating ASINDES as 
statutes have
an institution. Its legal status and governing 


been formalized. Nine new members have joined. Administrative 
personnel and accounting procedures have been prepared and 
adopted. Contacts with other Guatemalan institution and the 
GOG have been increased. However, progress has been slight in 
introducing improvements into ASINDES' planning, programming, 
monitoring and evaluating activities and in the actual use of
 

The delay in givingthe new accounting and personnel systems. 
practical effect to these systems was due in large part to the 
difficulties caused by the loss of key personnel arid the low 
iorale of the staff members. Priority must be given to
 
recruiting the staff planned for the conduct of the Grant, and
 

restore the morale of the staff. External
steps taken to 

audits of ASINDES and its grantees should be conducted.
 

Major issues must be resolved by the Board of Directors of
 
are
ASINDES if Lie institution-building purposes of the Grant 


to be accomplished. Clarification is needed of the relative
 
give to its various
priorities which ASINDES is to 


A strategy of institutional
institutional purposes. 

development and fund raising needs to be adopted. The Board
 
needs to inest the Executive Director with sufficient 
authority for him to meet his responsibilities without becoming 
completely dependent for its information on verbal reports from 
him. It must make clear its determination that standard
 

itself into the
procedures be respected without inserting 

details of operations through pre-approval actions. 
and PACT should become more engaged with theUSAID/Guatemala 

it the difficult
members of the Board and assist in tasks which
 

they face.
 

In order to achieve the purposes of the Grant it would be 
an
advisable to have the participation of PACT for at least 
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This require an extension of the
additional year. would 

current Grant period of between one and two years. Part VI of
 

the report provides a summary of the major recommendations of
 

the evaluators. Attachment 15 lists the steps which might be
 

taken to carry out those recommendations.
 

II PURPOSE AND METHODOLOGY
 

On May 20, 1986 USAID/Guatemala made a Specific Support Grant
 

of $1.05 million to Private Agencies Collaborating Together
 

(PACT), a U.S. private vol-untary organization. The purpose of
 

the Grant was to finance PACT's efforts to improve the capacity
 

of a Guatemalan association of non-government organizations
 

(ASINDES) to support non-government organizations (NGOs)
 

operating in Guatemala. The major components of the Grant
 

program were technical and financial assistance from PACT to
 

ASINDES in order to improve ASINDES' management and technical
 

capabilities; technical assistance for the Guatemalan NGOs from
 
to Guatemalan NGOs to
ASINDES, assisted by PACT; and grants 

of to
carry out their activities. The outputs the program were 


selectionbe: the selection and funding of 30 NGO projects; the 
and funding of 20 "mini-grants" to the NGOs for diverse 

purposes; and the holding of five workshops in special events 

each year to provide training to 100 employees of approximately 
to available until30 NGOs. The funds under the Grant were be 


June 30, 1988.
 

The Grant Agreement called for a mid-term and a final
 
not specify what would be
evaluation of the project. It did 


the focus of, or the standards to be applied by, either
 

evaluation. However, PACT and USAID/Guatemala agreed on a
 

scope of work for the mid-term evaluation. It was to have four
 
on the stated
major purposes: (i) to assess progress being made 


(ii) to determine any
goals and objectives and planned outputs; 

necessary to the project and its implementation
modifications 


during the remaining life of the grant in order better to 

achieve the goals, objectives and outputs of the project; (iii) 

to determine the cost effectiveness of providing the assistance
 

through the project's mechanisms; and (iv) to assess the
 

effectiveness of the technical assistance being provided by
 

PACT to ASINDES. In addressing those purposes the evaluation
 

was to pay particular attention to the process ASINDES uses to 
toplan, coordinate and evaluate the assistance being provided 

it and the effectiveness of ASINDES' assistance to the NGOs 
the The Scope ofwith resources made available under project. 

particular
Wcrk for the evaluation included a series of 

questions to be answered. 
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The Scope of Work called for a two-person contract team to work
 

PACT, ASINDES and USAID/Guatemala in
 
with representatives of 


to
 
conducting the evaluation. The two-person contract team was 


a with general development and evaluation

consist of person 


be contracted by USAID/Guatemala and a financial/
experience to 

be contracted by PACT.
 

management specialist to 

John Oleson,
services of R. a
 

USAID/Guatemala contracted the 


retired A.I.D. Foreign Service Officer with 20 years'
 

program planning, implementation and evaluation.

experience in 

PACT contracted the services of Oscar Federico Turckheim Ochoa,
 

with the Guatemalan firm of
 
a Guatemalan public accountant 

Miron & Miron.
 

a three-week period in November-December of 1987 the

During 


some 35 persons in
team members interviewed
evaluation 

who either were involved in the planning and


Guatemala 

the project or were knowledgeable about the past


execution of 

In addition, Mr. Oleson


and current operations of ASINDES. 

the sites of two of the NGO activities being assisted


visited 

by ASINDES with project resources and the home office of PACT
 

in New York to speak with its Executive Director and other key
 
interviewed by Mr.
 

management personnel. A list of persons 

interviewed
Oleson is given in Attachment 1; a list of persons 


by Mr. Turckheim is given in Attachment 2. In addition to
 

the team members reviewed the basic

conducting the interviews, 


and the

documents available concerning ASINDES and the project 


of the
which exist concerning the conduct
various reports 

project. These documents are listed in Attachment 34 In
 

the financial and

addition, Mr. Turckheim analyzed 


and three of
records and procedures of ASINDES
administrative 

the NGOs which ASINDES had assisted with project resources.
 

and the

This report represents the information gathered 


was prepared by

conclusions reached by the evaluation team. It 


the results of Mr. Turckheim's work.
Mr. Oleson, but includes 

given in
 

A copy of Mr. Turckheim's own written report is 

of this report was discussed with
 

Attachment 4. A draft 

and PACT in Guatemala


representatives of USAID/Guatemala in
 

The draft recommendations were discussed
late January of 1988. 

of ASINDES in February. Comments
Board Directors
with the of 


at those times have been taken

and suggestions made into
 

account in the preparation of this report.
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III BACKGROUND
 

A. PACT 

Private Agencies Collaborating Together (PACT) is an
 
international consortium of non-governmental voluntary
 
associations working in developing countries. Founded in 1971,
 
PACT now has 26 members of which seven are non-U.S.
 
organizations indigenous to the Third World. Of those seven, 
three are consortia of local development organizations. PACT's
 
main purposes are to: (a) strengthen the management
 
capabilities of its membership; (b) encourage collaboration
 
among non-governmental agencies involved in development
 
projects worldwide; and (c) fund programs of non-governmental
 
organizations indigenous to developing countries which serve 
human needs and develop the capability of those NGOs to solve
 
local problems. PACT gives particular emphasis to sponsori.g
 
and strengthening consortia of NGOs, to improving the
 
management of NGOs and to encouraging activities which are 
financially and economically self-sustaining. PACT provides 
both financial and technical assistance. Most of its resources 
have been provided by A.I.D. 

In 1984 PACT sponsored a review of the experience of others and 
itself in creating and strengthening consortia of NGOs. Among 
the major conclusions reached in that review were that: (i) an 
attempt should be made to have regional consortia promoted and 
controlled by organizations from within the region;^ (ii)
 
international NGOs and consortia should involve local NGOs and 
consortia in all aspects of programming, implementation and 
evaluation; (iii) international partners of local consortia
 
should establish relations beyond the channeling of financial 
resources and place emphasis on providing those consortia with 
information and assistance in establishing international
 
communications; and (iv) PACT should reduce its almost
 
exclusive reliance on A.I.D for financing.
 

The group which analyzed the experience in Latin America and
 
the Caribbean warned that international partners of NGOs should 
Rot use consortia as their main channel for assisting NGOs and 
that consortia need to pay more attention to their 
relationships with local governments. The group also agreed 
that the following lessons had been learned: (a) members of a 
consortium need to have a unity of purpose and a clear view of 
what they want to accomplish through their consortium; (b) the 
process of establishing trust and common vision among 
consortium members is a long one; (c) only when a consortium is 
ready can the members determine common goals and establish 
common policies; and (d) some financial assistance miay be 
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necessary in the early stages of a consortium's life, but all
 
too often financial inputs from the outside become more the
 
probleA than the solution, and thus it is better for a
 
consortium to rely primarily on its own initiative and funding
 
in its early stages.
 

A discussion of this 1984 review is provided in PACT's Bulletin
 
of January 1985. It provides good background for PACT's
 
involvement with ASINDES as further described below.
 

B. ASINDES
 

The Asociacion de Entidades de Desarrollo y de Servicio No
 
Gubernamentales de Guatemala (ASINDES) is an association of 
NGOs operating in Guatemala. It was founded in 1979 beginning
 
with 31 members. The primary motive for its creation was to
 
strengthen the voice of the NGOs in their relations with the 
Government of Guatemala (GOG) and especially in their demand
 
for protection from the harassment and physical attack to which 
many of their staff and cooperating persons were subject in the 
countryside at the time. The purposes of ASINDES were and are: 
(i) to foster coordination among the members and with other
 
interested organizations; (ii) to make better known the work of 
its members; (iii) to improve the capabilities of* NGOs; and 
(iv) to prepare and negotiate development projects with
 
Guatemalan and foreign financing agencies.
 

From its beginning the membership of ASINDES has been quite 
diverse. Some have connections with--and in some cases 
financing from-- international organizations. Examples are the 
Christian Children's Fund, the Salvation Army, Foster Parents 
Plan International and Vision Mundial (or World Vision). 
However, the majority of the organizations are not so 

connected. A few receive support from the GOG, but most do 
not. Many of ASINDES' members were founded by religious
 

institutions or have been closely associated with religious
 
institutions and especially evangelical institutions. However,
 
the statutes of ASINDES require that the development activities
 
of its members not be sectarian. The degree of social
 
militancy of the members varies a great deal, and is reflected
 
in different attitudes toward relationships with the GOG and 
participation in activities assisted by A.I.D. Then too, some
 

members have traditionally sought financial assistance in
 
Europe from sources critical of the USG's foreign policy in 
Latin America in general and Central America in particular, and 
have been concerned that those sources would not continue such 
support if the members became associated with A.I.D. 
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This diversity has made it difficult for ASINDES to reach a
 

practical definition of its purpose, and has led to both
 

tension and discursiveness at the meetings of the General
 

Assembly and the Board of Directors which in turn has
 
NGOs that ASINDES
contributed to the conclusion reached by some 


and not effective. It also contributed to
is too "talky" 

legal statutes,ASINDES' taking some five years to develop its 

and was the main reason that six members resigned from ASINDES 

in August 1986. In November of that year an election for the
 

was held by the remaining membership,
new Board of Directors 

and the GOG approved the Legal Statute of ASINDES. The new
 

Board took office in February 1.987 just one month 	 after the 
approve
official publication of the GOG's decision to the
 

Statutes and legal personality of ASINDES. Today ASINDES
 

26 member NGOs. It is the largest association of
consists of 

NGOs in Guatemala. A list of the members is given in
 

Attachment 5.
 

To be a member of ASINDES an organization must 	 be
 
by
non-governmental; have its legal personality recognized 


involved in social
Guatemalan law; conduct activities 

development in Guatemala; and be non-profit, apolitical and 

are approximately
nonsectarian. (It is estimated that there 

400 NIGOs operating in Guatemala of which about 40 would 	 be 

considered development agencies.) Each active member pays a
 
and is entitled (and expected) to
modest financial quota, 


attend and vote at the meetings of the General Assembly, to 

elect the persons who hold management positions in ASINDES, to 

receive services from ASINDES and to present development 

projects to it. Membership in ASINDES can be suspended or 

cancelled by the Board of Directors acting with the approval of 

the General Assembly.
 

The General_Assembly normally meets three times a year and 
of the Board of Directors or 20
extraordinarily at the request 

percent of the membership. During ordinary sessions the 

General A-sembly elects the Board of Directors; approves the 

annual report and the annual budget submitted by the Board of 
put before it of aDirectors; and deals with any question 

non-extraordinary nature. During extraordinary sessions the 

General Assembly approves changes i*n the bylaws and internal 
ASINDES; and authorizes the sale,regulations governing 

orpledging or renting of any property right of ASINDES. 

The BP)ard of Directors consists of five members chosen by the 

General Assembly from the membership of ASINDES for a period of 

two years. Those five members then decide which of them will 

occupy the following positions: President, Vice 	President,
 

Secretary, Treasurer and Representative. The Board 	 ordinarily 
it thinksmeets once a mot~th, but can meet at any time 
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necessary. The Board admits new members to ASINDES; names and
 
removes the Executive Director of ASINDES; calls sessions of
 

the General Assembly; sees that the bylaws and internal
 
regulations of ASINDES are followed; prepares the budget and
 

work plans for ASINDES; obtains economic resources to carry out 
ASINDES' activities; and makes special assignments as may be 
necessary. The rights and responsibilities of the individuals
 
making up the Board are those usually associated with the
 
positions thcy occupy. However, it should be noted that both 
the President and the Treasurer have to authorize payments on 
behalf of ASINDES, and that the Representative is to carry out 
activities as assigned to hima by the Board.
 

The Board names the Executive Director of ASINDES who is to 
carry out its decisions. The Executive Director attends the 
meetings of the Board and the General Assembly with the right 
to speak but not to vote. His principal responsibilities are 
to: agree with the President of the Board on the actions to 
take; carry out the technical and administrative actions agreed 
to by the Board; propose a plan of work; prepare documentation 
for actions to be considered by the General Assembly and the 
Board concerning the technical and administrative matters of 
ASIND.S; and select, appoint and remove the technical and 
administrative personnel of ASINDES with the approval of the 
Board. 

The current staff of ASINDES consists of seven positions: the 
Executive Director, two Project Analysts, an accountant, two 
secretaries and a driver. The position of Executive Director 
has been vacant since last November when the Board accepted the 
resignation of its occupant. Previously there had been 
positions for a third Project Analyst and a Coordinator of 
Technical Assistance; but both were filled for only short 
periods of time. All personnel but one secretary report 
directly to the Executive Director. 

ASINDES' Summary of Income and Expenses for 1986 and its 
Financial Balance as of December 31, 1986 are given in 
Attachment 11. These documents have not been audited. 
However, they indicate that the operating budget for 1986 was 
the equivalent of $P44,018 of which only 8 percent came from the 
dues of ASINDES' members and nea rly 89 percent came from 
donations from abroad (62 percent from a grant f rom the 
Inter-American Foundation and 27 percent from the A.I.[). grant 
to PACT). 5l percent of the revenue was applied to paying for 
the perfsonal services of ASINDES' employees and contractors, 18 
percent for providing technical assistance, 15 percent for 
other types of services, 10 percent for public relations and 5 
percent for training. 
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1987 at the time 
No comprehensive budget had been prepared for 


it clear
th- evaluation was conducted. However, is that in
 

the makeup of the operating budget had changed1987 
of the year the grant from the

substantially. At the beginning 
been almost entirely,Inter-Anierican Foundation had utilized 

while funds available under the A.I.D./PACT Grant amounted to 
source of


99 percent of ASINDES' assets. Thus the major 
was to be the Grant's
 revenue for operating expenses in 1987 


direct support for operations and the commission of 5 percent 
NGOs with resourcesof the amount of the grants to be made to 


from the Grant. (For further discussion see part IV H below.)
 

C. A.X.D.-PACT Specifc Support Grant 

At the encouragement of USAID/Guatemala, PACT conducted a
 

June and July 1985 of the operations and needs of
review in 

that review was to

NGOs in Guatemala. One of the purposes of 


identify organizations through which the capability of those 
USAID might provideNGOs might be improved and through which 

funds for NGOs' project activities without incurring the 
with separatepersonnel and administrative costs of dealing 

NGOs on a project-by-project basis. PACT was in a good 
had had manyposition to perform the review since it already 

with NGOs and their consortia, andworking withyears' experience relationships severalsince it already had had funding 

NGOs in Guatemala. Furthermore, key personnel of PACT had 

lived in Guatemala, and were knowledgeable about Guatemalan 

conditions and many of the NGOs operating there. PACT reviewed 

the situation of the three existing organizations of NGOi (one 
some 20 NGOs. Itof which was ASINDES), and consulted with 

found that none of the organizations was capable of conducting 
become capablea grant program, and doubted that any could 

enough to do so. However, it concluded that of the three, 
anASINDES offered some possibility of being effective channel 

for assistance to Guatemalan NGOs provided that a great deal of 
perform thatwork and support was given to enable it to 

function. 

for an OperationsIn March 1986 PACT presented a proposal 
Program Grant to USAID/Guatemala. That proposal was the basis 

which was madeof the Specific Support Grant for $1.05 million 
year. The purpose of the Grant is to 

to PACT in May of that 
PACT's efforts to improve the capacity of ASINDES to

finance 
support NGOs operating in Guatemala. The major components of 

program are technical and financial assistance from
the Grant 

ASINDES improve its management and Lechnica 1PACT to to 
technical assistanc:e for the Guatema1lan NGOs from

capabilities; 
by and to Guatemalan NGOS to

ASINDES, assisted PACT; grants 
The main outputs of the prograiicarry out their activities. 

projects; the 
are to be: the selection and funding of 30 NGO 
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selection and funding of 20 "mini-grants" to the NGOs for 

diverse purposes; and the holding of five workshops or special 

events each year to provide training to 100 employees of 

approximately 30 NGOs. The 30 NGO projects are to meet the
 

criteria of: (i) improving tile conditions of life of their
 

beneficiaries; (ii) addressing a locally-determined need; (iii)
 

contributing to the capacity of the beneficiaries to plan and 
manage the use of resources; (iv) promoting collective action 
among the beneficiaries; (v) including contributions by tile 

beneficiaries of ideas, time and materials; and (vi) addressing 
development problems in a way that produces results with
 

demonstrablc impact beyond the specific activity being financed.
 

The funds under the Grant are to be available until June 30, 
1988. Up to $500,000 may be used for the Guatemalan costs of 

activities of the NGOs to be assisted by ASINDES. Up to 

$250,000 may be used for the Guatemalan costs of the operations 
of ASINDES and of PACT. The balance of the funds is available 
for the dollar costs of PACT's operations. The NGOs' project 

beneficiaries are to provide at least 45 percent in cash or 

in-kind contributions of the costs of the projects on a p, 
pij.ssq basis. The Illustrative Financial Plan of the Grant is 
given in Attachment 6. The actual use of the Grant funds 
through 1.987 is given in Attachment 14. As of the end of 1987 
approximately $239,000 remained unobligated. 

The Grant Agreement does not set forth the organization of the 
program, the end-of-project status to be achieved, the details 
of assistance to be provided or the timing of the achievement 
of the major steps to be taken under the program. However, the 
PACT Project Proposal did include some detail on those topics. 
It stated that technical assistance was to be provided to 
ASINDES to develop an organizational plan and to improve its 
capability to identify, review, select, monitor and evaluate 
projects from NGOs. In addition to the outputs mentioned in 
the Grant Agreement, the Proposal included: 10 inter-agency 
exchanges of information and experience per year, a functioning 
Project Advisory Committee, an unspecified number of individual 

andconsultations with NGOs on non-project related proble-ms, 
written uidelines for ASINDES on funding policy, project 
selection and reporting. (It indicated that the average NGO 
projects to he funded would usc approximately $14,000 of Grant 
funds and tihe mini-grants approximately $1,000 of Grant 
funds.) The End-of-Project Status was expressed in terms of 
ASINDES' carrying out the policies and type of activities 
identi fied as outputs, and specifically mentioned the 
capability of proceSsing NGO grant applications within eight to 
ton w.eeks of their receipt. 



The major steps to be taken to carry out the program were to
 

be: the hiring by ASINDES of three additional persons (a senior
 

program director, an economist and a bilingual secretary) to
 

its permanent staff and their on-the-job training by PACT; the
 

selection and support of an Advisory Project Committee; the
 

production in Spanish (during the first three months) of a
 

funding policy statement, the project selection criteria, the
 

description of the project selection process, the suggested
 
format for presenting project proposals and the process for
 

conducting project monitoring and evaluations; and the conduct
 
the NGO community
of wgrkshops to introduce those documents to 


and provide training in using them.
 

Although the Grant Agreement makes clear that the activities 

supported by the grant are to be "coordinated and implemented 
through ASINDES," the grant is from A.I.D. to PACT. PACT 

remains responsible to A.I.D. for the use of the grant funds; 
and must provide A.I.D. with periodic reports-- both financial 

and narrative-- on the use of the funds and progress being made 

on thc program. In order to exercise its responsibilities for 

the use of the Grant funds PACT itself handles the expenditures 

of Grant funds for dollar costs and must approve any use of 

Grant funds by ASINDES fl-r local currency costs-- including tho 

grants and mini-grants provided to the NGOs. That approval is 

given by PACT's resident advisor to ASINDES. Before giving 

final approval to the making of a project grant to an NGO, 

ASINDES' Executive Director informs USAID/Guatemala of ASINDES' 

to make the grant to allow the Mission the opportunityintent 
to raise any objections or ask any questions about it. To date 

the Mission has not objected to the making of any grant 
reported to it. 

The PACT proposal had stated that there would be semi-annual 
financial reports and annual reports summarizing major 
activities and progress on projects already funded as well as 
the impact of the technica] assistance program. However, 

fir st year and a half of the project those reportsduring the 

had not been prepared. The basic reporting mechanism being 

used is the quarterly report. 

D. Role of -- o'gover-11.mvL of Guatemala 

As mentioned previously, for some time there had been tension 
between the GOG and many of the NGOs operating in the country. 
Indeed, the very formation of ASINIES was in large aimed at 

of in the GOG forstrengthening tel voice NGOs their demands of 
better tre-tmcift and protect ion fi.om violnce. hlowver, the 

quite
circuimstances facing ASI NIES and its members have changed 
First, the unsettled andsubstantially since its founding. 
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rural areas became less
often violent conditions in the 

as GOG was against
unsettled and violent the able to prevail 


Second, the attitude of
the armed opposition in most areas. 

the GOG toward NGOs became less suspicious as it gained
 

against the armed opposition; and
confidence from its successes 

it became particularly positive after the election of a
 

late when, least in theory,
civilin administration in 1985 at 


the political level of the GOG undertook to support the work of
 

Third, A.I.D. became more active in Guatemala as the
NGOs. 

and a civilian government came
conditions of violence subsided 


These developments presented opportunities for
to power. 

ASINDES and its
expanded activities, and. they presented 


the challenge of organizing themselves and
membership with 

plans which would be
making decisions re their purposes and 


necessary to seize the opportunities. Unfortunately, there was
 
as to
not unity of criteria among the members how closely to
 

seek quidance from the GOG or concerning the wisdom of seeking
 

support from the GOG (and A.I.D.); and the tensions
financial 

resignation of some members
created by this issue led to the 

from ASINDES. Members of the Board urge caution in seeking 

closer relationships with the GOG. 

In any event, today ASINDES is seeking a closer relationship 
this is due to the improved situationwith the GOG. In part 

under the current civilian government. More importantly, it is 
"facts of life" madea recognition of the financial 

particul.arly stark by the likelihood that USAID/Guatemala would 

not be willing to provide additional dollar finding for grants 

to NGOs after the utilization of the current Grant funds., With 
GOG entered negotiationsA.I.D. encouragement, ASIflDES and the 

over the possible use by ASINDES of counterpart funds generated 

under a FY 1986 Economic Support Fund agreement for balance of 

payments support from A.I.D. wihich are owned by the GOG but 

subject to joint programming with UISAID/Guatemala. ASINDES and 
agreed in principle that thethe Ministry of Finance (MOF) hive 

GOG will make a grant of two million qjet.Oes. (approximately 
.ould be used 50 percent for$800,000) to ASINDE'S. The funds 

grants to NGOs for productive projects, 40 percent for grants 

to NGOs for economic and social investment in rural areas and 

10 perce-nt for administrative activities and training of the 
The NGOs would have tobeneficiary groups. benefitting 
percent of the cost of any project. Thecontribute at least 25 

approval andfunds from the GOG woulzd he su hject: to the same 
as the Grantimplementation process that followed with A.I.1). 

except that tLhe 1.IOF rather than USAI1/Guate(la.1 a wouldfunds 

have the right to object or to question proposed grants, and 

the MOF rather than to A.I.D.reports would be made to 


At the time the evaluation ws conducted formal agreement had
 

the GOG and ASNDLS ont this support
not been reached bctwe1en 




IV 
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with the main issue being whether ASINDES could assume approval 

of the COG for any proposed grant to an NGO if the MOF failed
 

to make 	 objection within 15 days of having received notice from 
clear the extent to
ASINDES 	of the intended grant. It was not 


which reluctance of the MOF to agree to such a provision was 
the result of second thoughts on the part of officials of the 

NOF higher than those who had negotiated the agreement in 
principle, of the caution which might be expected on the part 

an
of the .OF in entering the first of such grants to 


association of NGOs whose work and capability had not been
 

widely k.own to the MOF or of some behind-the-scenes resistance 
on the part of other parts of the COG, such as the Committee of 

National Reconstruction (CRN), which would prefer to use the 

counterpart budget resources for its own programs or at least 
for NGOs on its own terms. 

and the COG had come this far in reaching anThat ASINDI'1S 

ASINDES and the
agreement reflects both the efforts of 

willingness of USAID/Guatemala to encourage the COG to reach 

such an agreement. Perhaps the potentially most troublesome 

aspect of the operations of the COG is the attitude of the CRN 

which appears to see ASINDES as a competitor to its programs. 

USAiD/ Guatemala may have to assist ASINDES in dealing with 

this problem as well.
 

PROGRESS ACHIIEVED AND PROBLEMS TO BE RESOLVED
 

The following describes the major actions taken and the results 

aciieved to date in implementing the Specific Support Grant and 

the program which it supports. Problems which exist are also 

set forth together with suggestions for addressing them. 

A. prop at Q! f the Structure and P ocedu res to 

_Cide the Grants Program 

One of 	 the first tasks of ASINDES and PACT under the Grant 
was to decide on the structure and procedures whichprogram 

to NGOswould be followed to carry out- the program of grants 
and to dc;cribe that structure and procedues in written 

documeii;nt to cjiiidel)oth ASINI)ES and the prospective donees. By 

t)he t ime of t he eva luat ion that task- largely had been 
largely 	 by the personnel ofcompleted. The work was done 

PACT--- both the }Resident Advisor and the technical advi sors 
documents whichvi-siting from PACT' s New York office. The 

of Ethics, the Policies ofexpress 	 that system are: the( Code 



- 14 -

Financing, the Guide for the Presentation of Project Proposals, 
the Guide for the Internal Processing of Project Proposals, the 
Description of the Role of the Project Selection Committee, the 
Guide for the Preparation of Agreements between ASINDES and the 
donees, and the Guide for Monitoring, Evaluation and Reporting. 

The Code of Ethics is a general statement covering all persons 
associated with ASINDES (from members through employees) and 
the relationships among them and outside persons and 
institutions having dealings with ASINDES. It is not limited 
to the conduct of the grants program. The content is expressed 
in general admonitions which are familiar to U.S. 
organizations. They are directed at protecting both the 
purposes and the financial integrity of ASINDES. Perhaps the 
most important aspect of the Code is its prohibition on any 
affiliate or member of ASINDES having a representative on the 
Project Selection Committee and on any employee of ASINDES 
having a connection to a member or supplier of ASINDES. The 
standards of the Code have not been invoked or any sanctions 
imposed for failure to meet them. 

The Policies for Financi covers both the technical assistance 
and financial assistance programs of ASINDES. It presents the 
general standards that govern those programs. It includes the 
standards in the Grant Agreement and the Project Proposal as 
described in II C. above, and includes some additional detail.
 
Re the technical assistance program, the document indicates 
that ASINDES will provide such assistance both for the 
preparation, development and monitoring of projects and for 
technical-administrative improvements in general. It appears 
torequire an inventory of needs to be conducted prior to the 
providing of technical assistance to an organization. In fact, 
that requirement has not been followed. (See part IV D. below.) 

Most of-the document deals with the standards to be applied to 
the financial assistance program. It does not limit eligible 
donees to the membership of ASINDES, but does require that a 
donee have the same characteristics as do ASINDES' members. It 
includes the possibility of providing financing to 
associations, unions and cooperatifes of second thirdor 
degree; but does not provide standards for deciding what 
circumstances wou]d justify such grants. (In fact, to date 
none has been made.) The maximum limits for any particular 
financing are to be: three years, 75 percent of the total cost 
of the project and the equivalent of $24,000 per year, (this is 
a substantial increase over the amount given in the Project 
Proposal). Five percent of the approved amount of each grant 
will be used by ASINDES for its administrative expenses, and .5 
percent of the aiomount may be used by the NGO for its 
administrative expenses. 
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It will not

specific projects.


will finance only
ASINDES for foreign refugees,
projects
urban infrastructure, arid
finance office equipment
or furniture,
to capital
contributions necessary for
 
they are justified as directly


machinery unless to improve the
are

of the project. Projects


the conduct groups; and,

of the benefitting
or welfare
health
education, in their productivity,


will achieve increases

preferably, not provide


income. However, the document does 

employment, and to determine whether a
 

or ways

either: quantified standards will gererate
"productivity" or
standards of

proposal meets the be
 

in employment, income and well being to 

sufficient increases the sizedetermine

Nor does .it indicate what will 
justified. If financing isbe granted.tha'U willof the financing be negotiated 

a basis the terms will 
provided on loan 

a].l financing has been on 
in each case. (In fact,

individually 
a grant basis.) oiLrojec- PRops

The Theui' fozl le PrsesqeQ!t._[to t covers thefr 1t 

and full Project
Project Profilesof bothprepir atiOn short docum.nt
Profile is a relativelyThee ProjectProposals. by an orgjanization

five pages) to be presentedthan a(no more or which proposes
is not yet well known to ASINDES

which It describes bothactivity.or complicatedparticularly new objcctives.
and the proposed activity and its 

the orc;anization isthat the proposed project
ASINDES findsIf the staff on the iCOby ASINDES,for financingto meet tne standardslikely 

a formal Project Proposal. This is a 
submitis requested to annexespages with30 double-spaceddocument of between 20 and 

the NGO and the
information concerning

presenting background NGO is to 
project. The information concerning the 

proposed and a description
legal and financial situation 

cover both its haveand the results which they
the NGO's other programs toof 

concerning the proposed project is 
had. The information ofa descriptionand preparation;
cover its conceptualization projectionsand target beneficiaries;
its elements, purposes, mehodoocly;implementationto be achieved; itsoutputs Theof the evaluatiJon.for control and

the systems proposedand workplan and detai l(.: 
to include a time-phasedProposal is least ,suwuairyof the project and at

first yearbudget for the in the secondbe necessary
figures for the amounts which will 

be for a mu] ti--y! r 
the proposalshould
and third ycars 

activity.
 

shoutd describe.( how the 
that the ProposalThe Guide states the end of thby

wi 11 achieve self-sufficiency"proj cot 
(iln one part of the documnU t thi s 

support from ASI NDES "pe -nallent,"to beto project s which are
is limitedrequirement and it 'tMtI 

part, no such limit is included) th,"while in another compare cost.sj of
:should
projects

that uvaluation,,of the 

owver , t 
the resuItU; achicved.

invcs.;tCd withresources 


http:docum.nt
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standards or methodology for
document does not provide 

determining what cost/benefit relationship would be
 

acceptable. It does not call for the collection of baseline
 

data at the beginning of the project. It does not request an
 
would strengthen the
explanation of how the proposed project 


NGO itself or how the target beneficiaries had been involved in
 
and preparing its
deciding on the need for the project 

justification. 

The Guide for the Internal Processin- of a Project Proposal 
main to (and the persons responsible
lists the steps be taken 


for those steps) from the initial contact of ASINDES with the
 

NGO expressing interest in receiving project financing to the 

signing of the agreement. The document indicates that ASINDES
 

is to place emphasis on an early weeding-out of proposals which 

are not likely to be financeable; that the staff of ASINDES 
will work with the NGOs in the preparation of the formal 

on or not to
proposals; and that the final decision whether 

resides with the Project Selectionfinance a proposal usually 

review
Committee. It indicates that in the process 

representatives of ASINDES normally will visit the NGO and the 
notproposal beneficiaries. However, the document does attempt 

to place time limits on complying with each step, and does not 

indicate the nature and amount of assistance which ASINDES will 

provide to NGOs in the preparation of the proposals. The 

document lists only the major steps, and does not have the 
or statement
detail necessary to serve as an action flow chart 


of the responsibilities of positions within ASINDES. It does
 

not indicate that the PACT Resident Representative and the 

A.I.D./ Guatemala Mission are involved in the final approval.
 

The Descrripton of the Role of the Project Selection ommittee 

concerns the institution which is considered both key to the 
the major conceptual
maintenance of program standards and 


of PACT to the system created to administer thecontribution 
Grant. The Committee consists of seven professional people who 

do not hold government positions; are not involved in politics; 
of ASINDES.and have no connection with any of the members 

They are chosen by the Board of Directors of ASINDES to hold 

office for two years. Although they are paid a modest sum for 

attendance at the meetings of the Committee, the members really 
serve because they are interested in the work of ASINDES and 

the NGOs. The Committee makes decisions by majority vote of 
It authoritythose present (a quorum is four) . has final to 

approve proposed projects up to a value of the equivalent of 
that amount the Board of Directors of ASINDES$100,000. Above 

must also approve. The Committee can request further 

information concerning projects brought before it, and can 
condition its approval of a project with requirements for 
changes or actions by the NGO soliciting the assistance. 
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The Committee is to meet every three months. In fact, it has
 
met as often as there has been work to do, and until recently
 
that usually has been monthly. "The Executive Director of
 

ASINDES is the liaison with the Committee, and he and the
 
Project Analyst presenting a proposal attend the meetings of
 

t .e Committee. A synopsis of the Project Proposals to be
 
considered, together with a report of the review of the
 

Proposal by the staff of ASINDES, are circulated to the members
 

of the Committee before the meeting. In addition, the
 
to each Proposal
Committee assigns one of its members study 


questions of the staff representative
sothat he can better ask 

on behalf of the Committee.
 

The Description indicates no role for the Committee in other
 
aspects of ASINDES' work and makes no provision for the
 

Committee to be informed concerning the actual implementation
 
and achievements of the projects which it has approved.
 

The Guide for Agreements between ASINDES and Recipients of 
.ioinanci indicates that the Agreements will be signed by the
 

of the Board of ASINDES, by
Executive Director and President 

the Resident Representative of PACT and the representative of 

the NGO receiving the funds. The text of the Agreement is 
short calling for a statement of purpose, objectives, the 

amount and dates of disbursements to be made and of the reports 
to be submitted. However, more detail is contained in Annexes 
to the Agreements. These Annexes consist of the Project's 
Budget, a resume of the Project Description and the Terms and 
Conditions governing the Agreement. The last of these Annexes 
includes clauses coimuon in A.I.D.--related agreements re books 
and records, access for ASINDES' monitoring personnel, and 

anaccounting and auditing. The grantee is to provide ASINDES 

of use (To date, none
external audit its of the Grant funds. 


of these audits has been conducted.) 

for Evaluation 
both the NGOs and ASINDES. An NGO receiving 

The Guide Foindtorinq,__ReporJtgn.covers the 
obligations of 
financing is to provide descriptive and financial reports to 
ASINDES each quarter and at the end of the project. The 
reports wil. cover activities carried out, problems 
encountered, changes and adjustments made in the action plan 

aand implementation methodology in response to the problems, 
quantified presentation of progress toward the objectives and 
outputs, and an analysis of results achieved and any lessons 

A format for the financial report is provided. Thelearned. 
guide gives some general guidance concerning the questions to 
be asked in evaluating the projects. It does not provide 
standards or meLhodology for analyzing impact or such 
expectations as financial sustainability and cost 
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effectiveness. However, the Guide does assert that ASINDES
 
will sponsor workshops and seminars for NGOs which will include
 

assistance on reporting and evaluating. Furthermore, the Guide
 
asserts that ASINDES will participate in the supervision of the
 
projects both by reviewing and responding to the reports from
 

NGOs and through visits by its representatives to the site of 
the activity.
 

Role and Utilization
 

described above are a useful description of theThe documents 

basic structure, the standards and the operation of the grants 

program. The major shortcomings in the documents (e.g., lack 

of emphasis on improving the performance and sustainability of
 

the NGOs themselves and the lack of specificity and guidance on 

the meaning of productive projects, project self-sufficiency
 
and cost effectiveness, evaluation standards and the degree of
 

quantification expected) reflect the difficulty of the topics 
and the need for ASINDES and PACT to achieve greater clarity 
concerning them. (For further discussion see B. below.) 

However, it does not seem that these documents have been of 
particular utility in the conduct of the program so far. For 

one thing, they were not completed as early in the program as 
had been expected. They were still under revision -during the 
second quarter of 1987, and not brought to conclusion until the 
next quarter, while the grant program had begun to operate in 
the second half of 1986. For another, they have not been 
reproduced and distributed widely among the NGOs, many of whom 
do not seem to be aware of their existence or content. 
ASINDES' modality of operation relies much more heavily on 
verbal information provided to interested NGOs by the Executive 
Director and the relevant Project Analysts and, on occasion, by 
the Resident Representative of PACT. Lastly, their lack of
 
detail and specificity on many of the topics means that they 
are not' particularly useful to the staff of ASINDES in the 

Analystsconduct of their duties. It appears that the Project 
are left to devise their own standards to be applied to Project 
Proposals. Should ASINDES decide to seek to interest a broader 
universe of potential NGOs for the grants program, it will be 
even more important to have written guidelines available with 
sufficient specificity so that efficiency and standardization 
of operations and judgements can be achieved. 

. .t~lizatViJ__.. Funds Unde-r the. Gran sL _Qgam 

MJL!~LE f 0r t 

By the end of the third quarter of 1987 (nearly a year and a 

half into the project period) 61 Project Profiles requesting 
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$3,086,459 had been presented to ASINDES. Nine of those
 
of ASINDES; 29 were
requests had been rejected by the staff 


pending the presentation of a Project Proposal; 24 Project
 
19 had beenProposals had been presented to ASINDES of which 

presented to the Project Selection Committee. Of those
 

presented to the Committee, ASINDES had approved 15 projects 
for support from ASINDES of the equivalent of $415,645, of
 

which $361,229 was to come from the Grant and $48,000 from the 
agreement to be signed with the GOG for the use of $800,000 in 

counterpart funds. Of the amount approved $193,447 had been 
is given
disbursed from the Grant. A list of approved projects 

A copy of the latest report on Project
in Attachment 7. 

proposals received is given,in Attachment 8.
 

Thirteen of the 15 approved projects had been presented by 
of ASINDES, and one of the other two organizationsmembers 

joined ASINDES after getting the funding. Both large and small 

NGOs received support. The maximum period for a grant was two 
years, and the maximum amount financed was the equivalent of 

$48,000. No NGO got more than one grant, although two of the 
recipient NGOs were so closely related that they could be 
considered to be one. Three of the NGOs receiving grants hid 

representatives on the Board of Directors of ASINDES; another 
NGO with a representative on the Board has its proposal under 
revision. The time which elapsed between the presentation of a 

Project Profile and the final approval varied from one to eight 
months. 

Of the 61 Project Profiles presented to ASINDES, 22 were 
18 during the-firstpresented in the last quarter of FY 1986, 

quarter of FY 1.987, one during the second quarter of FY 1987, 
and the rest during the third quarter. Of the 15 approved 

last 1986,projects, two were approved in the quarter of FY six 

were approved in the first quarter of FY 1987, three in the 

second quarter, four in the third quarter.
 

to beApproximately $39,000 of the Grant funds remained 
committed for additional projects, and some $189,000 remain to 

Project Proposalsbe disbursed. Given the large number of 
still under consideration and the fact that the level of 

funding provided for some of the approved projects was cut back 
from the level that could have been justified, there shoold be 
no difficulty in committing all the remaining Grant funds 
before the end of the current Grant period although 

by that time. (Indeed, indisbursements will not be completed 
several cases the disbursement schedules for grant:s already 

approved fall beyond the current termination date of the Grant 
Agreement. ) 

facing arises millionThe difficulty ASINDES from the seven 

. (the equivalent of $2.8 million) which it is to 
grant ($800,000receive from the GOG for its program in 1988. 
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was to have been made available during 1987 from the FY 1986
 

ESF counterpart, but the signing of the agreement between
 
until late in the year. An
ASINDES and the GOG was delayed 


million 	 approved principle by
additional $2 has been in 

USAID/Guatemala and the GOG from the sales proceeds of the 1987
 

Title I Agreement to be available beginning in March 1988.)
 
rate of review and
Utilization of all those funds 	would imply a 


approval during 1988 over six 	 times the rate achieved in 1987, 
levels well beyond the amount ofand the utilization of funding 


projects pending for further work and review in ASINDES.
 

few 	 ProjectFurthermore, the analyses of only a of the pending 
and many may prove to be not
Proposals are very advanced, 

approvable. Obviously, meeting this challenge would call for 
both an expansion of ASINDES's staff of Project Analysts and a 
significantly more eLficient use of their time as well as the 

use of supplementary consultants. It also would imply that 
ASINDES' grants program must overcome a tendency to focus on 
the members of ASINDES, and that ASINDES will need to 

$48,000 perreconsider the current practical maximum grant of 

rate it would have to approve 	 58 projectsproject since at that 

to utilize the funds likely to be made available. At least a 
would seem to be justified bothdoubling of the maxiimum amount 

by the practicalities of processing and the goal of achieving 
financial balance. (See H. below.) 

Flole of the Project Analysts 

Under the ASINDES system the Project Analysts are key to the 
quality of the grants program and to its productivity. It is 
they who are in charge of reviewing the Profiles and Proposals 
presented to ASINDES, assisting applicant NGOs to take the 
steps that may be necessary to improve the quality of the 
proposals so that they may be approved, and advising the 

the Project Selection CommitteeExecutive Director and 

merits problems 	 presentedconcerni'ng the and 	 of the Proposals 

to the Committee. They are the persons principally responsible 
for concluding that a Profile or Proposal does not merit 

further work or attention by ASINDES. The Project Analysts are 

also the persons in ASINDES who are to follow the 
being supported under theimplementation of the activities 

and will 	 representinggrant-s program, probably be the persons 

ASINDES in evaluations of those activities.
 

Fulfilling the responsibilities of the Project Analysts has 

proven to be difficult. Their productivity has been hindered 

by the factors discussed in F. and G. below and by the need to 

provide much more assistance than anticipated to NGOs to get 
review by the Project Selectionthe Proposals in condition for 

Committee. The lack of specific, written standards for project 

analysis has aggravated the inevitable tension between 
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maintaining professional standards of analysis and ASINDES'
 
needs to approve grants in order to be seen as useful to its
 

members and to generate the commissions which help meet its
 
operating expenses. Furthermore, only very modest amountsof
 

the Project Analysts,
on-the-job training have been provided to 

in part because the former Executive Director did not think it
 

useful to hold joint meetings of the staff for that purpose.
 

They express the need for additional guidance both in i.iritten
 

form and from ASINDES' management. Furthermore, although the
 

Project Ana].ysts have visited the operations of all the NGOs
 

and beneficiary groups involved in the projects which they have
 

presented to the Project Selection Committee, they have not had 

the time or the logistic support necessary for them to monitor 
the implementation of the projects which have been approved. 

Role of the Project_ Se_ection Committee 

The Project Selection Committee is performing its function
 
well. Its membership is well prepared, of distinction and more 
dedicated than is usual for advisory-type boards. At present 
the membership consists of seven persons-- two econoists, one 
civil engineer, one agriculture engineer, two administrators, 
and one lawyer./professor. They bring expertise to the system 
1.hich otherwise is not available to ASINDES. 

The Committee's members express satisfaction with their 
efforts, and state that no one within or without ASINDES has 
tried to influence their judgement outside the procedures set 
forth for the grants program. The members do not appear to 
object to the often late distribution of information about the
 
projects which gives them less time for review than is called 
for by ASINDES' procedures--probably because they are placing 
great reliance on the system of having each Project Proposal be 
the responsibility of one member of the Committee for the 
purpose of analyzing the information. They complain about 
ASINDES" changing the dates of Committee meetings or calling 
for "emergency" meetings to consider individual Project 

Proposals or even some element of a Project Proposal since this 

often means that some of the members can not attend or that 

they have to disrupt their own schedules. They agree that the 
quality of the work of the Analysts and of the Project 
Proposals has been improving, and currently do not seem to be 
dissatisfied with the nature of the anzalyses presented to them 
by the Project Analysts although they still often send back 
proposals for fur ther information or analysis. Indeed, a 
couple of the members were worried that they might he too 
demanding considcring the nature of the NGOs and the projects 
with which they were dealing, and several expressed concern 
that the Analysts may be too focused on "productive" projects. 
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to obtain information
success,
The Committee has tried, without 

nature of the projects under consideration by the


about the 

standards for judging the relative
staff so as to form some 


projects brought: before it. The members agree

quality of the 

that the Committee could increase the pace at which they review
 

that if the staff of ASINDES were able

projects, and estimate 

to provide the analytical background they could review and
 

a

decide about four or five projects per month. That would be 


increase over the experience of the past year and

significant 


months. Some thought that the

especially over the last three 


as a group or as individuals-- might

Committee members-- either 

be used by ASINDES for other purposes although others were
 

any such expansion of responsibilities might
concerned that 
prove to be too time consuming for them to sustain or even 

which is the essence of theirundermine the objectivity 
members of the
approach to project review. In any event, all 

to get information concerning theCommittee appear to want 

implementation of the projects which they have approved.
 

The acceptance by the Board of ASINDES of the role of the
 
caliber to serve on
Committee, the selection of persons of that
 

Commi ttce and the way in which the Committee has exercised its 
project to date. Atresponsibilities are highlights of the 

present the Comiittee and its i-eimbers are under-utilized. They 
and use. Their are a resource which deserves greater support 

possible participation in prioritizing the project proposals 

under review by the staff, in evaluating ASINDES' operations 

and in providing technical assistance to NGOs might be 

considered. 

PercZep ions of Partichp~ _iTj NGOs 

of the comments received from the personnelThe great majority 
the program were quite

of NGOs participating in grants 
first

positive. This is somewhat unusual for a program in its 
one with backgroundyear of operation-- and especially for the 

in III above. The idea that all.

situation described part 

be rather

member NGOs were entitled to some support seemed to 

generally held with the idea of prioritization of proposals by 
emotionalqual.ity accepted in principle, but not given much 


to be any particular

weight. Still, there did not appear 


part of the NGOs whose proposals had been
resentment on the 
turned down although there were expressions of doubt that it 

force the NGOs to structure their 
was advisable for ASINDES.to 

NGOs' activities
proposals to be "productive" wh<;n in fact the 

had been, and largely would continue to be, more social in 

There were, of course., complaints about the time it: 
purpose. 
took for the review process to be completed and a few 

fact that ASII)ES did not provide the totalobjections to the 
there was almost no

amount of resource:; requested. HIowever, 

http:ASINDES.to
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assertion that the information which ASINDES sought in order to
 

conduct its review was not necessary or appropriate, and there 
appeared to be a recognition that the staff of ASINDES usually
 
was helpful. (There were a few-- surprisingly few-- comments 
that ASINDES' personnel should be more sensitive to the
 
differences among the capabilities and approaches of the
 
NGOs.) Perhdps the strongest complaint was that ASINDES was 
slow in responding to ordinary matters-- answering letters, 
returning phone calls, providing information about its own 
intentions. 

Nal:ure and Quality of Projects Under the Grants Program 

Since ASINDES began receiving proposals only during the last 
quarter of CY ]-986 and grants were not made until 1987, there 
has been little time for there to be any evidence of impact of 
the projects being supported. Even then, an analysis of the 
actua l operation of the activities underway would have taken 
more time than was made available to the evaluators. However, 
some tentative observations may be made based on the review of 
the project files and conversations with '-he personnel of 
ASINDLS and the grantee institutions. They are: 

1) There has not been a problem of having to select among more 
project proposals than there were funds to assist. As stated 
above, 61 proposals have been received; but many of them were 

either not consistent with the criteria of the grants program 
or did not seem to offer much potential. The problems faced 
rather were the relative scarcity of usable proposals and the 
great amount of effort needed on the part of ASINDES' personnel 
to assist the NGOs in preparing those proposals for review and 

in analyzIng the NGOs' needs for assistance in improving their 
own operations. 

2) The degree of assistance and the amount of analysis 
conducted during the reviews of the proposals varied widely. 

for in part by the differingThe differences are accounted 
nature of the proposals, but in part are due to pressures 
brought to bear on the staff by the management of ASINDES. (In 

was anyat least one instance a project sent forward without 
accompanying analysis by the staff because management wanted to 

expedite it).
 

3) The projects which were approved covered a variety of 
gcographic aieas and types of ictivities. The beneficiaries 
were of the type the Grant se(.eks to help. 

4) U:;ually the projects continued the types of activities the 

NGOs were engaged in already, and they often provided funds for 

projects already undertzken. Host projects had been presented 
as being "productive." Hlowever, only one incorporated the use 
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of a revolving loan fund administered for the benefitting
 
the NGO or
community, and none involved loans from ASINDES to 

from the NGO to the benefitting groups. Perhaps as a 
remains high andconsequence, the flavor of social work 

financial discipline secondary. For instance, in both field 
of
the evaluators the first year
activities visited by 


case
operations had resulted in disappointing results. In one 

the market for the textiles being produced failed to live up to 
purchase the production
expectations, but the NGO continued to 

from the beneficiaries in order to keep them employed. Since 

the NGO did not have to repay the support it got from ASINDES, 
this. In the other case the market for theit was able to do 

was badagriculture product remained strong, but the weather 
during the third of 	 the three growing seasons and production 

not press
fell below expectations. The beneficiary group did 


farmers for repayment 	 of the production credit advanced to them 
let the repayments go in anticipation ofalthough several had 

using the proceeds from the last growing season while using the 

proceeds from the earlier crops for other expenses. Again, the 

beneficiary group was not required to repay any of the support 
it received from its sponsoring NGO nor the NGO to ASINDES so 
there was no iwnediate financial pressure on them to see that 

the farmers repaid. 

5) The proposals did not place much stress on the effect the 

grants would have on the NGOs themselves. Despite the time 

spent by ASINDES' staff on analyzing the institutional needs of 

the NGOs, apart from providing funds to the NGOs to hire people
 

and to pay on-going expenses during the periods of the grants, 
to lead toit usually is not 	 clear how the grants are 

seem to modify theirstrengthened NGOs. In some cases NGOs did 
attitudes towards the utility of "productive" projects; and in 

some cases the Project Selection Committee (usually following 

6) Both the staff of 

the suggestions of the analyst) did require the NGO to 

some changes in its administrative arrangements in order 
carry out the proposed activities; but these changes did 

seem to be aimed at a permanent change in the capability of 

NGO. Certainly, more remains to be done on this aspect of 

make 
to 

not 
the 
thr. 

grants program. 

ASINDES and members of the Project 
more attention paid toSelection Committee would like to see 

the aspect of marketing. 

analyses of them seldom presented7) The proposals and ASINDES' 
concrete projections of economic and social impact, analyses of 

the cost-benefit ratios of the proposed activities or evidence 
would be financially .,nd administrativelythat the activities 


self-sustaining by the conclusion of the grant period.
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In view of these observations, it would seem important for
 
ASINDES to achieve greater clarity on what are its expectations
 
of "productive" projects and for institutional improvements
 
with NGOs and to provide the analysts with additional guidance
 
on the standards to be applied and the way in which analyses
 
are to be conducted concerning the topics of probable impact,
 
cost-benefits and potential for self-sustaining operations by
 
the beneficiaries. The grants program should be coordinated
 
with a revitalized technical assistance program. (See subpart
 
D below.)
 

C. Utilization of Funds Under the Mini-Grants Pron ram
 

The purpose of the mini-grant fund is to enable ASINDES easily
 
to support any activity which would further the operation of
 
the program inc] uding work leading to the preparation of
 
projects for other funding sources. Mini--grants are made on 
the approval of the Executive Director, the President of the 
Doard of Directors and the Resident Representative of PACT. 
They are not subject to analysis by the staff of ASINDES. 
There are no written standards or procedures governing them. 

As of the date of the evaluation, $3,800 of Grant. funds had 
been committeC to 16 mini--grants, and all but $932 had been 
disbursed. (In the Grant Agreement's Illustrative Budget, 
$20,000 is shown in support of this aspect of the program.) 
ASINDES used $377 to .'upport iTs own activities. The rest was 
provided to NGOs, one of which got three totaling $1,215. Some 
were used for staff training. ASINDES should be able to reach 
the Project output goal of 20 mini-grants. 

The fund has received some adversc comment. Several recipients
comment-d that they had been encouraged by ASINDES to apply for 

these mini-grants so that the 'und would be utilized. There 
was considerable criticism of the largest mini-grant because it 
was made to a U.S. NGO with substantial resources of its own. 
The staff of ASINI)ES appears to be skeptical of the fund's 
utility and of the way in which it has been handled. It would 
be better to have some written standards to govern tle use of 
the fund if ASINDES cont inues to use this modality of 
assistance. 

c Activii.c.of. D . DTer a _shnceA and TrFainin)1g1 

Under PACT's proposal and the Grant Agreement the provision of 
technical ass istance to NGOs was to be an important part of the 
program to be s u ppo i: ted . The (3rant Ag reement i nc 1luded 
projected outputs of. "five workshops and/or special events per 
year, is part of a regular technical ass stance program to 
strengthen at ]eas;t 100 emp]€yce:; of a pproximately 30 IPVO;." 

http:Activii.c.of
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lip to the time when the evaluation was conducted four events
 
had been held
(three seminars and a forum totaling 18 days) 


which were attended by 146 persons associated with different
 

NGOs. (A list of the events, their dates and the number of NGO
 

attendees is given in Attachment 9.) The major topics covered
 

by the events were networking, .und raising, project
 

formulation and project supervision. Thus it is likely that by
 

the end of the current period of the Grant, ASINDES will not
 

have provided the projected number of events, but it will have 
projected number of NGO employees in
involved more than the 


them.
 

There has been no follow-up by ASINDES with the attendees of 

these events to determine what impact they may have had. 
events are having muchHowever, it is doubtful that these 


persons
impact in "strengthening" the attendees. Among the 

interviewed in the conduct of the evaluation, there seemed to 

be a general conclusion that the events were either too general 
and did not take into accountor simplified in their approach, 

NGOs in
sufficiently the conditions faced by the operating 


Guatemala. The best received event was the last one-- the
 

forum on networki nq. The opportunity to exchange experiences 
themselves and to meet representatives of
and ideas among 


potential funding organizations from outside Guatemala appears 

to have been appreciated by most of the NGO attendees although 
there were some who were disappointed that the representatives 
of those funding organizations did not coime prepared to agree 

to funding arrangements while others objected to what they saw 

as the domination of the forum by persons from outside 

Guatemala. There also was criticism from the GOG that its 

representatives had not been included. 

Nore important than the number of technical assistance events 
held is the ques.:tion of the appropriateness ofwhich have been 

the approach to providing technicsl assistance which those 

events express. The approach in PACT's proposal and in the 
was that an inventory ofdiscussions which it had with ASINDES 

NGO training and technical assistance needs would be conducted 
be addressed by the technicalto determine what subjects should 

would
assistance program, and that that inventory he 

supplemented by short, diagnostic studies of the needs of 
mini--grants program) toindividual NGOw (to be funded under the 

particular technical assistance would bedetermine what 
assi ;tance and trainingappropriate for them. The technical 

to reflect the resul.t.s of that preparatory work, andplan was 
open to the general NGOwas to consisLt of both: (i) events 

or groupi rigs of NGO:; by type, size, location orcommunity 
nature of program, and (ii) support tai lored to the needs of 

5ndindviua NC(); . However, the Grant budget included as an 
$20,000 for 1.0 workshop;. Otherappropriate ]ino iten only 

to by thetypes of technical a.; sistance would have be provided 

budget categories supporting ASINUES' grant operations. 
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In fact, the approach suggested by PACT has not been followed.
 

The inventory was not conducted, and the attempts to conduct 

the diagnostic reviews of individual NGOs (one by using a
 

consultant and one by using the then Coordinator for Technical 
the part of the NGOsAssistance) was met by resistance on 

themselves who apparently feared that the results could be used 

against them either in response to their requests for financial 
through the tarnishing of their reputations withassistance or 

The general public. In addition, there appears to be 
among persons associated with theconsicderable disagreement 

each approaches.program as to the value of of the major 
Advocates of technical assistance targeted on individual NGOs 

assert that the use of general events leads nowhere because 
there is no follow-up assistance to NGOs in carrying out the 

approaches discussed at the events. Advocates of the use of 

general. events assert that technical assistance geared to 
NGOs is too costly and engenders such resistance byindividual 

the NGOs as to be impractical. Some members want ASINDES to 

place more emphasis on providing scholarships for personnel of 

the NGOs while others would have ASINIDES place emphasis on 

havin'J experts (whether employees or consultants) available to 

assist |GOs at their requcst. The difficulties of the 

technical assistance program were further aggravated by the 

fact that the position cf Coordinator of Technical Assistance 
was filled for less than six months, and that during even that 

time the lack of rapport between the Executive Director and the 
person in the position prevented his effective use and led to 

the already burdened Project Analysts being used to conduct the 
technical assistance activities.
 

All in all, the technical assistance aspect of the Grant 
program has not gone well. It requires immediate attention. A 

for Technical Assistance with the appropriateCoordinator 
as possible; the
experience shou ld be recruited as soon 

Executive Director and the Board should develop a policy on the 
approach to technical assistance which should be followed so 
that the Executive Director and the new Coordinator for 

Technical Assistance can work out a plan to implement that 

policy; technical assistance should be given a clearer position 
in the project's budget. Indeed, the Grant budget needs to be 

modified to recognize and support an increased emphasis on the 

provision of technical assistance training to both ASINDES and 

to the NGOs. 

PACT is conscious of the seriousness of the problem. it 

proposes that ASINDES seek the ass istance of INCAE's program 

(financed by lAF) to work with PVOs on identifying their 
needs and preparing programstoclhnical assi.st:La nce and traini nq 

to meet them, and the Resident ]Represent ative proposes to make 

the provision of technical assistance the principal focus of 
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any continued work of PACT with ASINDES beyond the current
 
Grant period. Those are appropriate responses. However, it 
should be made clear to all that there is urgency in moving
 
forward on the problem since otherwise it is likely that the 
Grant program will fail to achieve the purpose of its technical 
assistance component.
 

E. 	 P _annngpg Pr,_o amm i i t orn c
 
and Evaluation b.y ASINDES
 

ASINDES has not developed a medium or long term strategy nor
 
has it developed systems for programming its resources or for 
monitorinrg and evaluating its activities. There are general. 
statements on monitoring and evaluation as described in 
sub-part A. above; but they were produced largely by PACT, and 
have not been given practical effect. No person in ASINDES 
aside from t-he Executive Director is charged with 
responsibiity for preparing and carrying out these functions. 
The Project Analysts are charged with following the 
implementation of the grants program through the review of 
reports receied from and visits made to the NGO activities 
being assisted. However, they arE not, fulfilling that 
rc:;pons~ hil ty for the redasons discussed elsewhere in this 
re-ort. 

P la n nin andl Pros ram i.nq 

The attention of ASINDES during the first year and a half of 
the 	 project has been focused on getting the grants program 

as aunderway. Indeed, that program has been treated almost 
good in itself rather than as part of an overall institutional 
strategy. The Resident Representative of PACT did encourage 
the E::ecutive Director of ASINDES to prepare at least a six 
month workplan. However, the style of the then Executive 
Director was to centralize information and decision-making in 
himself, and the Board did not push him strongly to produce a 
detailed workplan. Finally in mid-1987, the Executive Director 
produced a workp lan when a representa :tive of PACT in New York 

onduring a visit to ASINDES undertook to do one himself 
existed. The two workplans werelearning that none yet 

presented to the Board which adopted neither. 

The worhplan prepared by PACT had the purpose of highlighting 
for the Board that the actions which were required to meet the 

demands of impl ementing he program were so many that there was 
not time to accomplish them a)l; and, thus, that priorities 

Tia t- has not been done, andneeded to be ; t abl i shned. 
acurrently ASI NDES and the project are operating without 

workph)an. If the institutional strengthening purposes of the 
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Grant are to be achieved a major effort must be made on these
 

aspects of ASINDES operations, and that implies a change in 

the part of ASINDES' Board toward their importance.
attitude on 


Monitorinq and Evaluation 

to
ASINDES has in place reporting formats which seem adequati 

follow the implementation of the grants program. What it lacks 

is a system for periodic field visits and the dedication of 
a system. It has not undertakenresources to carry out such 

any real preparation for the conduct of evaluations either of 
its own institutional progress or of the 	 impact of its 

agreements withactivities. The evaluation provisions of the 
NGOs under the grants program seem to be pro____forma rather than 
through and planned. In part this reflects the lack of an 
instituti onal1 strategy for AS]NDIES and a plan to carry it out; 

and in part it refl.!cts a lack of agreement that evaluation is, 
in fact, of great importance given the other demands on 
ASI.DES' time and the relatively small-scale, straightforward 
na t:u re of the act iv i t ics which the program supports . Of 

factor that ASINDES lacks experiencecourse, there also is the 
in the data collection and interpretive techniques %.,hich are 
the heart of! an evaluation program. 

the effort required to develop and implementThe magnitiide of 
systems for planning, programming, monitoring and evaluation is 
beyond the capacity of the current staff of ASINDES, and the 
amount of technical assistance which is cal.led for probably 
will. require more time than can be made availale by the 
current P.esident Representative of PACT given his other 
duties. Thus, ASINDES should consider creating a posi Lion on 
its staff whose duties are limited to performing or overseeing 
the performance of these functions, and PACT should consider 
providing the services of an additional experienced advisor 
over the next year to assist that new position. The person 

ass Istance necd not be res ident in Guate].alaovidin the 
come to GuatemaIafull-time; but he should be able to 

frequently, and spend the time necessary to react to the local 
to them. 1e should notdevelopments and to adjust his advice 

be just a short--term technical advisor without involvement in 
i mplementation. 

F. Pe.ronnol AKl DIfanq ,nohSo~f P.$INI . 

The performance by ASINDES in meeting the staffing requirements 
of the project has been only :air. All the current personnel 
except the Ex'ecutive Director wt-re recrui ted after th: Sig11(g 

of the Gr-ant Agreement, and ,;ome are quji.te well prepar[ed. 1'or 
;t. andinstancc, one of the Project Analysts is an agronomi 

university teacher in agriculture technology and con'uni cations 
with experioence working for a prival-c consutiting firm. On the 
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other hand, ASINDES has not yet identified and hired persons t, 
fill two of the three new positions called for in the 
proposal-- namely, the Project Coordinator to work under the 
Executive Director and a Fund Manager with training in 
economics. Furthermore, the person hired to be the Coordinator 
of the Technical Assistance program resigned because he thought 
his skills were not being well used and that he had been given 
insufficient authority to perform his duties; and one of the 
persons earlier hired to be a Project Analyst turned out not to
 
be adequate for the position and was replaced.
 

Finally, after two years in the position, the Executive 
Director resigned in November 1987 as the Board of Directors 
became dissatisfied with what: they saw as his failure to keep 
them well informed and to follow their directions and what he 
saw as a failure of the Board to give him appropriate support. 
At the time of the evaluation, the Board of Directors was just 
beginning a search for a new Executive Director. Until a new 
Executive Director is selected and in the position, the 
President, the Secretary, and the Treasurer of the Board will 
attempt to provide supervision to the work of the staff. They 
will, iely on the RIesident Advisor of PACT to act as an informal. 
Executive Director. 

ASINDIE-}S' support of its staff also has not met expectations. 
Morale does not appear to be good, and the productivity of the 
staff currently is low. In part, this is the result of the 
turmoil resulting from the departures of the Coordinator of 
Technical Assistance and of the Executive Director. In part,
 
it is the result of the conflicts which arose between the 
former Executive Director and at least two key staff members,
 
and of the degree to which other activities of the Executive 
Director limited his availability to the staff on a day--to-day 
basis and of his approach to the utilization of staff which 
emphasized direct, vertical relationships of all staff members 
to the Executive Director and deemphasized any horizontal, team 
relationships among the staff members. In part, it is the 
result of limits on the support of the staff's activities 
arising from ASINDES' having only one vehicle for official 
travel and not having a reliable policy on compensation for 
travel expenses. In part, i t is the result of a sa la ry 
structure which is relatively low for the professional and 
technical skills which are called for in several of the 
positions, and the basis of whose internal relationships are 
not clear.
 

The Executive Director's annual salary was the equivalent of 
$7,800; the current Project Analysts' annual salaries are the 
equivalent of $6,240 and $5,200; the bilingual, administrative 
secretary's annual salary is the equivalent of $2,340 (the same 
as that of the other secrotary); and the accountant's annual1 
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salary is the equivalent of $1,560 (the same as that of the 
driver). These levels are somewhat below those the GOG now 
pays for professional services and very much below those paid 
by the commercial, private sector. However, they probably are 
higher than the salaries paid by most of the NGOs who are 
members of ASTNDES; and this has mad? it difficult for the 
Board of ASINDES to agree to substantially higher levels even 
when the costs of such increased, salaries could be met by the 
Grant which includes $74,140 for ASINDES' personnel costs for 
the tw.jo-year period. In recruiting a replacement for the 
former Executive Director, the Board has recognized that an 
increase in the salary level to be paid will probably be
 
necessary to obtain a person with the desired qualifications. 
However, although it has been discussed and some efforts 
undertaken, it is not clear whether or when a systematic 
revision of the salaries of ASINDES' staff will be conducted by 
the Board. This indecision may reflect ambivalence as to how 
technically prepared ASINDES' staff members need to be, and on 
what level of activity it is reasonable to expect ASINDES to 
achieve and maintain. 

More attention needs to be paid to ASINDES' performance in 
recruiting and managing the staff necessary to achieve the 
purposes of the project. Recruitment of a new Executive 
Director and Coordinator of Technical Assistance is urgent. 
Another analyst is needed as is Sorneone to assist the Executive 
Director in raising funds and providing supervision to the 
conduct of the program. (A comparison of the current staffing 
of ASINDES with the recommended staffing is given in Attachment 
10.) It would be wise to review the requirements for all 
existing positions in ASINDES and the qualifications of the 
persons holding those positions to be sure that they are well 
matched. Adjustments of the salary schedule will be necessary 
to attract persons with professional and technical preparation 
to those positions. Projections of operating expense needs 
over the long terir should take this need into account. The new 
Executive Director should place priority on developing with the 
staff his approach to personniel supervision and motivation, and 
should present the Board with his proposal for carrying forward 
that approach. PACT should give priority to assisting the 
Executive Director in that effort. The Grant budget should be 
modified to provide more support for the training of ASINDES' 
staff-- an aspect of the original proposal which was not 
adequately supported in the original budget. 

G. AdL.i nj. 1 r ien._ .Qf NiA 

The stren.thening of: ASINDIES was to include improvements in its 
administrative and fiscal procedu :es. To carry forward this 
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aspect of the program, during the last quarter of CY 1986 PACT 
prepared manuals for an accounting system and for
 
administration procedures. The accounting manual was adapted
 
and completed by local consultants during the first quarter of 
CY 1987, and control and report formats were developed and an
 
internal communications and tracking system was proposed during
 
the second quarter of the year. These manuals are of
 
assistance to ASINDES, but much remains to be done.
 

There are no formal delegations of responsibility or 
descriptions of position duties. There has been no organized 
training of staff in' the use of the manuals or gathering of 
suggestions from them on introducing further improvements. The
 
files are kept on a decentralized basis, and obtaining
 
information from them is difficult and sometimes impossible. 
(However, it should be noted that the evaluation took place 
shortly after ASINDES had moved its offices from one building 
to another, and thus the disorder of the files in part was the 
result of that situation. ) Perhaps more important, the 
previous Executive Director did not seem to place importance on 
the establishment and observance of standardized procedures, 
and did not set an example for the staff in using them; and the 
personnel problems discussed in sub-part F. above did more harm 
than the manuals did good. 

The various shortcomings of the current accounting system of 
ASINDES are discussed in Attachment 4. They appear to be 
correctable without extraordinary effort, but will require that 
the new Executive Director place importance on doing so and is 
able to convince the Board to give up such controls as the need 
to sign all checks before they are issued. More important 
failings are the lack of a valid operations and program budget, 
the unavailability of timely information on the utilization of 
resources, and ASINDES' lack of a capacity to perform financial 
analyses of its own operations and those of the NGOs which it 
is assisting. The lack of this capability impedes ASINDES' 
financial planning and the preparation of its budget; 
contributes to the difficulty faced by the Project Analysts in 
evaluating the capacity of NGOs seeking financial assistance; 
and will limit the efforts which ASINDES may mount to evaluate 
the impact of the grants program on the participating NGOs and
 
the beneficiary groups. To perform those functions ASINDES 
will need to add a more experienced financial person to its 
staff-- one capable of performing financial analysis as well as 
guiding the current bookkeeping operation. 

No audit has been conducted of ASINDES' financial management. 
Given the amount of funds which ASINDES has handled and the 
time that has elapsed since the Grant was made, an external 
audit is called for. ASINDES could contract for audit services 
both of itself and of its grantees. 
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H. ASINDES' Financial Prospects
 

ASINDES' revenues for 1986 were the equivalent of $44,018 of 

which $3,580 came from the dues of ASINDES' members and the 

rest from abroad-- $11,822 from the PACT/A.I.D. Grant and 

$28,616 from a grant from IAF. $22,620 (51%) of the budget was
 
(18%) for technical
for salaries and personnel services, $7,962 


operating
assistance and the balance of $13,647 (31%) for 


expenses. The grants program had not utilized any funds.
 

The budget was balanced.
 

at time ASINDESAs previously mentioned, the of the evaluation 
had no comprehensive documentation for its ].987 operation.- and 

program budgets nor an approved budget for 1.988. The 
of the 1987 budget. It isevaluators prepared an *estimate 

had
given in Attachment 12. It shows that the income level 
grown to the equivalent of $357,115 (over eight times larger 

ASINDES hadthan in 1-986) and that the main source of funds for 
shifted to the PACT Grant (93%) and the commissions on approved 

grants generated with funds from the PACT Grant (6%) (The 
programs utilized $243,598 (73%), the technicalgrants 

$32,177 (10%) withassistance program $20,304 (6%0), salaries 
the balance for operating expenses and minor purchases 

amounting to $39,914 (.1%). 

The prospects for 1988 are unclear. There should be 
from dues directapproximately $2,400 members' and $80,000 in 

support available from the PACT Grant during the first half of
 

the year. In addition, ASINDES should earn approximately 
$20,200 in commissions from the funds remaining in the grants 

program and $48,000 in commissions on the use of counterpart 
funds from the GOG if it can generate and process the NGO 

That wouldprojects necessary to utilize the full $800,000. 
of some $150,600. A straight line projection ofgive a total 

ASINDES' 1987 operating expenses would be $72,000 which would 
that amount. However, by filling the positionsbe well within 

vacant at the time of the evaluation, adding the three 

positions recommended in this report, raising salaries of the 

defined positions and increasing the administrative and 

logistic support required by the expanded program one arrives 
ori the order of $194,000.at a total 1988 operations expense 

The illustrative, estimated expense budget for 1988 prepared by 

the evaluations is given in Attachment 13. In addition, there 

is a need to make capital purchases of some $34,000. 

would haveThe projected deficit of between $43,400 and $77,000 
to be covered by some combination of increased donations from 

PACT or others, an increase in the percentage charged as 

comm iss ion, and a still further increa.se in the volume of 

grants made to NGOs with additional counterpart funds from the 

GOG. (The feasibility of the last possibility was discuS;:sed in 

sub-part 13. above.) 

http:increa.se
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Even if ASINDES is able to meet its operating expenses through 

a combination of direct PACT support and income from 
commissions on GOG grant funds, it will face the problem of 

having become totally dependent on A.I.D. and the GOG using 
A.I.D.-related funds. ASINDES and PACT agree that this is 

undesirable, and that ASINDES should seek other sources of 

income for both its programs and its own operating expenses. 
The current Grant program is supposed to assist ASINDES to do 
that. Unfortunately, next to no progress has been made on this 
aspect of the program. There has been discussion of a possible 
trip to Europe by some members of the Board to seek financing 
(and at the same. time to counter some of the adverse comments 
made to European funding sources concerning ASINDES'
 

involvement with the GOG and A.I.D.). Hct.'ever, no concrete 
trip been
plans have been made for this nor have funds 

identified to pay for it; and, more important, no strategy to 
be followed in the presentations to be made on such a trip has 
been adopted. It would seem to be necessary that the Board 
first clarify what is to be ASINDES' mid- and long-term
 

is, and willstrategy and be able to explain what efforts it 
be, making to raise funds from Guatemalan sources other than 
the GOG. PACT should be able to help ASINDES do so through at 
least short-term consultancies financed under the Grant. 

PACT has provided ASINDES with references to some 250 funding 
sources; and, ASINDES did make formal contacts with several 
such international sources during the 1987 Forum on 

Networking. However, the task of fund raising is not likely to 
be completed, or even substantially started, by one visit to 
several extra-national funding sources. It is an on-going 
effort which will require continuous attention-- certainly more 
attention than can be supplied by a member or members of the 
Board of Directors. The responsibility for the effort should 
be with the Executive Director or another person of stature 
within the organization. In the case of ASINDES it may not be 
possible to have a position devoted exclusively to this task;
 

and, of course, some of the work can be done by contractors and 
advisors; but in deciding on the management structure of 

function must be included as a substantial,ASINDES, this 
continuing task . 

I. A"_stancQj rom PACT 

PACT has a dua] role under this project. One is the 
traditional one of providing advice and assistance to ASINDES 
and its programs. The other is to supervise the use of the 
funds provided to PACT under the Specific Support Grant and to 
be responsible to A.I.D. for the conduct of the program being 
supported by those funds. The latter role arose from the 
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particular circumstances of this project-- the relative
 
as an institution, the desire of
weakness of ASINDES 


burden and theminimize ownUSAID/Guatemala to 	 its supervisory 
in working with consortia ofacknowledged expertise of PACT 

NGOs. As a result of these factors, ASINDES was not offered a 
it was
choice of institutions to assist it; but rather 


which included PACT andpresented with a package of support 
PACT's approach. (This was particularly annoying to ASINDES 

was convinced it the assistance. itbecause it not 	 that needed 
pointed out that previous financial assistance from IAF had 

without such help.) As a result, tile situationbeen handled 
of ASINDESgave ammunition to those within the NGO membership 

A.I.D. to argue that A.I.D.who were against association with 
was imposing PACT on ASINDES; and it gave those within ASINDES 

who might resist PACT's advice the opportunity more easily to 

stir up suspicion and 'resentinent of PACT, (For instance, the 

fact that PACT's original survey of the capability of NGOs and 
in was ASINDESNGO consortia Guatemala so critical of 	 and that 

PACT was seeking to obtain its own legal personality in 
were cited as proof that PACT wanted to destroyGuatcmal-a 

direct use.)ASINDES and take over the A.I.D. funds for its own 
between ASINDES and PACTFurthern'tore, the hay 19E6 agreement 

did not make clear who was to control the use of the funds and 

there was no written agreement between ASINDES AND A.I.D. to 

clarify that and other aspects of PACT'S role). 

Thus PACT undertook its responsibilities under adverse 
Resident Advisor arrived in Guatemalacircumstances. When the 

in July of 1.986 he found, in addition to ASINDES' being in a 
the Boardstate of: internal crises because of tension between 

and the Executive Director and among the membership over the 

Board's decision to accept the A.].D. assistance, that the 
the had Grant Agreement; andmembers of Board not studied the 

that they did not really understand the nature and purpose of 
Board to providethe project. The expected be able to 	 grant 

funds to the membership in an expeditious and un-prograumed 
way, and resented the large amount of Grant resources used to 

finance the activities of PACT. Furthermore, it did not expect 
to have to carry out serious institutional changes in ASINDES. 

Thus the first task of PACT's Resident Advisor was to inform 

the Board and the staff of ASiNDES of what the project 
ASINDES of theconsisted and to convince them of the utility to 

full prog ram while at the same time trying to introduce 	 the 
newinstitutional changes (e.g. , additional personnel, 

forward. This taskprocedures) necessary to cirry that program 
was furthIer complicated by tihe failure of the Resident 

Representative and the then Executive Director of ASINDES to 
mainta in a smooth working relationship and by the tensions 
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existed between the(described elsewhere in this report) that 
some members of ASINDES' staff. This
Executive Director and 


tension contributed to the 	 low productivity of the staff which 
on the Resident Representative toin turn placed pressure 

deeply involved in actual 	operations to reinforce
become more 

the work of the staff which in turn troubled the Executive 

Director.
 

PACT's efforts proceeded through fairly constant rough water 
of the membersand challenges. The withdrawal from ASINDES 

and the election
most critical of its association with A.I.D. 

(only of whose membersand installation of the new Board two 

the previous Board) offered the opportunitywere holdovers from 
new set of a "new beginning" while it required that afor 	

the scope and purpose of the persons b 	 educated concerning 
to dealproject. This was followed in a few months by the need 

plan for the use of additionalwith A.I.,. 's decision not to 
for the grants program after the completion of thedollar funds 

current Grant, but rather to encourage ASINDES to seek funds 
from the COG and with the GOG's resistance tofor that program 


providing such fund.; to ASINDES.
 

By I-lay of 1987 the situation had reached an unusually high 

level of tension with the Executive Director and some members 
the project orof the Board seeking to have PACT removed from 

at least to establish direct relations between ASINDES and 
such aUSAID/Guatemala. The Mission's decision not to accept 

direct relationship and PACT's decision to be somewhat less 

in seeking to achieve modifications to ASINDES'assertive 

operations led to some relaxation of the tension. However, it 

until a couple ot key staff members had left ASINDESwas not 
and the Board and the Executive Director had come to the 

fundamental disagreement causing the latte-;r to resign that the 

Board came 	 to see the utility of PACT's assistance and, in 

of the Resident Advisor. However, there is stillparticular, 
will try to dominatesome fear by ASINDES' members that PACT 

ASINDES. 

Looking back at what: happened during the first year and a half 

of the project, it is easy to conclude that more progress would 

have been made had there been a better understanding between 

and ASINDES and better working relationships between theirPACT 
say that USAID/Guatemalarespective 	 personnel. One could 

mad]3 greater efforts from the very beginning to beshould have 
sure that ASINDES, and especially its Board, knew what were the 

project and 	 what was expected of ASINDES; andcomponents of the 
on cultivating itsthat PACT should have spent more time 

relationshi p with the members of the Board and been more 
and progress under the

relaxed in 	 its demands for change 
would be hindsight; and it 	 would ignoreproject. However, that 
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that both A.I.D.'s and ASINDES' desire to utilize the funds
 
promptly was considerable. Certainly, a substantial majority
 
of the persons with which the evaluators spoke were positive in 
their comments on the actions of PACT and especially of the
 
Resident Representative. Indeeed, many were quite effusive in
 
their praise of him. Even those who commented that perhaps he 
had pushed too hard recognized that the circumstances were 
difficult.
 

Dy the time of the evaluation, most members of the Board had 
come to recognize the value of PACT's assistance, and wanted it
 
to be continued beyond tlhe current termination date of the 
Grant; but several stated that they would want to reconsider 
.,hat should be the terms of the relationship between PACT and 
ASINDES. In order to avoid a replay of some variant of the
 
experience of the last year and a half, it would be advisable
 
for USAID/Guatemala to participate in the discussions which 
PAC'* and ASINDES have concerning the terms of their future 
relationships. Consideration should be given to including 
representative of the MOF in that discussion as well.
 

While there appears now to be a universal acceptance of the 
worth of PACT's Resident Advisor to the project, there were 
some doubts expressed concerning the utility of the visits from 
PACT personnel in New York. These visits occurred monthly fro,.i 
July of 1986 through February of 1987 and then again in May, 
June, August and Octo&er 1987. One visit was made by the 
Executive Director of PACT and another by the member of PACT's 
management who had been in charge of preparing the orlginal 
proposal. The rest of the visits were by two PACT staff 
persons (one an employee and the other a consultant) concerned 
with technical aspects of the program. There was recognition 
that PACT had both the right and the duty to provide home 
office supervision to its activities, but there was comment 
that the! other visits might be too short to be useful and too 
frequent to be cost effective. In planning for the reminder of 
the Grant period, PACT should take into account the need for 
ASINDES to understand the purpose of each visit proposed, and 
should offer ASINDES a way of providing feedback on the 
perceived results of each such visit. 

The use of the Grant by PACT through 1987 .,s given in 
Attachment 14. T4: indicates that $239,050 remain unobligated 
and that an additional $170,369 of grant funds are obligated 
but remain available for use under the grants program through 
June 30, 1988.
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OTHER ISSUES FACING ASINDES AND THE PROJECT
 

on program
achieved by ASINDES the

In d.iscussing the progress 


the several problems have been
 
being supported by Grant, 


there are some issues facing ASINDES
identified. In addition, 

resolution could have significant influence on whether or
 whose 
 part presents
of the Grant are achieved. Thisnot the purposes 
those issues.
a short discussion of 


ge_PlnA. •AIN'DES' Pupose and LonPR 

had purposes: to be a
From its founding, ASINDES has several 

and the community-at-large; to
spokesman for NGOs with the GOG 
inform the community-at-large of the programs and needs of the 

assist
 
NGOs; to provide services and support to NGOs; and to 


types of support for
NGOs in obtaining financial and other 

Although certainly not imcompatible, these
their programs. 

that their accomplishmentpurposes are broad and diverse enough 
a strain an established and experiencedon evenwould put 

has had to find some mix ofASINDESorganization. Inevitably, 
on these meets the approval of its

emphasis purposes w-hich 
has been even more difficult given the

membeiship, and this 
membership. Despite

dive:sity in the nature and needs of the 

some progress towards achieving a consensus (which has been 
as the resignation of some

accompanied by negative events such 
sense

members), ASINIDES still does not appear to have a strong 
purposes or agreement on its
 

of the priorities among its 

seems that most

long-term, institutional strategy. Rather it 
and energy has become focused on the

of ASINIDES, attention 
become the overshelmingimplementation of the Grant which has 

to make 
source of its resources. This situation causes some 

the same warning as that reported above in the discussion of 
consortia of NGOs--­

.984 PACT-sponsored discussion ofthe 
a reliance on outside funding sources

namely, that too great 
has unity of purpose may present


before a consortia achieved 

than assistance to the development of the 

more of a problem 
consortia.
 

job or representing its members'
Is ASINDES doing a good 

with the GOG? There seems to be a wide variety of
interests 

Some members are so suspicious of the
views on that question. 
GOG that they fear to have ASINDES seek any relationship with 

it other that to present written position papers. Others fault 

ASINDES for not doing more to get. both guidance from the GOG on 

policy which it supports and support from the
the development 

of GOG for resolving practical problems
political level the 

of GOG are faced by the
with the administrative level the which 
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Financial
activities.
NGOs in carrying out their 

GOG;


considerations seem to be drawing ASINDES closer to the 

instance, the nature of

but the process is far from smooth (for 
the Executive Director's relationships with the GOG was one of 

the which betweenthe factors contributing to tension arose him 
all certain.
and the Board); and the outcome not at 


or NGO community?
Does ASINDES represent its members the whole 


In theory, ASINDES represents the interests of the whole NGO 

and seeks to have as many members from that communitycommunity 
only 26 members and no as possible. However, ASINDES has 

seeking new members. (It is estimated that program actively 
in Guatemala ofthere are approximately 400 NGOs operating 

which some 40 have development activities as part of their 

programs.) ASINI.)ES' financial assistance to NGO activities has 

been limited almost exclusively to its members. Its efforts to
 

its work are limited to personal visitspublicize and explain 
by the Executive Director to persons of influence and to the 

recently undertaken publishing of a periodic bulletin of news 
andabout ASNT.DES which is distributed by hand to 130 offices 

organj za tions. 

Some advise ASINDES to put its attention on improving its 
and to admit as newperformnnce with the actual membership 

apply.members only organizations who take the inii:itative to 

They fear that more members mean more diversity and more 

pro1)1 ers in reaching ag reements. Others urge ASINDES to 
morermembers topromote itself actively among the NGOs to get 

They argue that a largerbecome a true "industry spokesman". 

organization would be a more attractive one for a diversity of
 

of domination byfunding sources, and would be in less danger 
even think that an expansion ofits funding sources. Some 

by thememberships and an increase of the now nominal dues paid 

members could make a significant contribution to ASINDES' 

financi6l1 stability. 

a source of technical and financialShould ASiNDES seek; to be 
for its members and the NGO community at large?assistance 

Almost everyone answers that questions affirmatively, and the 

help ASINDES do just that. However, there are!Grant seeks to 
assistance that thedifferences of opinion on the kind of 

the degree of attention it shouldASINDES should offer and 
on this aspect of its purpose, and even some expressionsplace 

of fear that through such assistance ASINDES could seek to 

dominate and distort: the purposes and programs of the NGOs in 
its main sourcesorder to serve its own purposes and those of 

and the COG. The ,i f feringof fund .inq -- namely, A. 1.1). 
various

opinion; undoubtedly reflect the differing needs of the 

NGOs with those having fcw if any connections with external 
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funding sources placing greater emphasis on ASINDES as a
 

channel. for obtaining financial resources and with the larger 
NGOs (and especially those major ones who are not currently 
members of ASINDES) doubting that ASINDES would have much 

technical or administrative expertise to offer in any event.
 

On balance, there seems to be a strong majority view in favor 
of ASINDES seeking to provide technical advice and, perhaps, 
having on its staff or available to it persons with expertise 

of interest to most NGOs (e.g., marketing ofin matters 
agriculture products, analysis of project ideas, use of 

appropriate technology); and a cautious respectivity to ASINDES 

being a source of advice on administrative matters. Views on 
ASI,DES as a source of financial support are more mixed. 
Obviously most woul] like to receive financial support, but it 

s hard to conclude that there is general aqreement that 
financial support from ASINDES is important because it will 
offer the o:portinlity to improve the nature and operation of 
NCO programs or that an exclusive or predominant focus by 
ASINDES ol supporting "productive" projects is appropriate. 

Unless grc t clarity is achieved by ASINDES on the. expression 
of the iics he g i ven to several purposes and aurior5 t to its 

to carry forward those priorities,]ong--ter:n s trz tugy dcvelcped 
it is un].i hely that the current v.:ork in strengthening ASINDFS 
as an institution will be well-focused or have las ting effect. 
Thus, wi ie recognizi ng that ambiguity of purpose may be 
preferable to di ssol ution of an organization, one wotqld be 
hard-pressed not to conclude that ASINDES (with PACT 
assi stance) should seek to develop a long-term strategy of 
institutional. purpose as part of its effort to improve itself 
as an institution. 

..1oe .of tohe.Bo.dof Directors 

The Board of D)irectors of ASINDES has a more important and 
difficult role to perform than would be the case of a Board of 
an organization which was mature, highly focused in its 

under the tutelage of a mother organi:zationpurposet; or working 
from abroad or the guidance of. a dominant personality. In 
contrast, this Board has to reconcile the political conflicts 
of its 11cmiiers-hitp while also encouraging the develop::,-cnt and 
supervising the operation of an organi:zation. Furthermore, 
each member of the Hoard is the chief operating offi cer of his 

and thus bus;y with his own organi 7ation',sNGO in Gui;temaia, 

prob] es and subject to the pr:ssures of his own organi zat ion's
 

expecta tions of ASINDLS,
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They
The performance by the Boards of ASINDES has been mixed. 


have preserved the existence of the organization in the face of 

serious disputes among the membership and of a series of 

and they have guided the evolution ofadministrative crises, 
from A.I.D. andASINDES toward the utilization of assistance 

the GOG despite the emotional adjustments that were necessary 

do so. However, the Boards have vacilated a good deal into 
their approach to the supervision of ASINDES' operations-- from 

to near complete reliance on the Executivemicro-managing 
not provided as muchDirector. Furthermore, they have 

definition of purpose and strategic guidance for ASINDES as is 

required.
 

If the purposes of the Grant are to be achieved there will need 

to be both more focused and better involvement of the Board to 

assure that decisions concerning the program are taken in a 

the resources available through PACT aretimely way and that 
being utilized as well as possible. The Board also will have 

to take the lead in addressing the issues of the level of 

salaries to be paid to ASINDES' staff and to assure that the 

number and type of personnel needed by ASI1NDES are obtained and 

that there is a system for supplying the Board with t imely 
of the staff and Lheinform[at.i on concerning the operation 

it does not rely only on verbal reports to it program so that 
itself intofrom the E:xecutive Director or have to insert 

actual operations through pre-action approvals to maintain its 

control. 

Board has no members from segments of society otherThat the 
than NGOs is an impediment to its performing its tasks well. 

However, it probably would be unrealistic to attempt to modify 

the statuteS of ASINDES to change that situation. Instead, the 

Board might consider creating an Advisory Council or an 

informvl roster of "fricnds" who have administrative and other 

relevant experience in organizations other than NGOs so that it 

cou]d take advantage of their perspectives and, perhaps, enlist 

their time and advice in improving ASINDES' operations and 

(The Board might at first turn for such assistanceproposals . 
to the those members of the Project Selection Committee who 

assi stance.have expressed an interest in being of further 
supplement its own expertis;eWihether or no t the Board s.el's Lo 

in this manner, it should takec advantage of any training and 
offer to it.

technical a:;i :;tance which PAC']' may be able to 
i nc, lude such training as an

Indeed, it %.,ould he wi se to 


integral part of the future implementat ion plan for the Grant.
 

of the lloard Lo t-he accomplishment of theGiven the importance 
seem be advisable for bothpurpo;e; of the Grant, it would to 

a to iave inore (:ontact wi th .it. ThisPACT and U8AIl)/Guai.wl 
contact need not: undermine the role of the E..'xecutive Director 

http:U8AIl)/Guai.wl
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nor, in the case of the Mission, need it imply discussions of 
operationtal details. As with other projects of A.I.D., 
periodic, joint reviews with the local implementing agency (in 
this case ASINDES) can serve both to underline the importance 
of the project and to assure that the implementation reporting 
serves a purpose. In the case of this project it also would 
enable the Mission both to demonstrate its continued reliance 
on PACT as an advisor and intermediary and to assure ASINDES of 
A.I.D.'s interest in it as an organization.
 

C. Relationhip with the USG 

The USG in general, and A.I.D. in particular, are not receiving
 
the recognition that normally is given to them from the use of
 
A.I.D. funds. The beneficiaries with whom the evaluators spoke 
had no idea of the source of the funds provided to them, and 
many of the per:sonnel of the NGOs themselves did not know that 
A.I.D. was the source of the funds which came from PACT. There
 
were no signs or any evidence of publicity acknowledging the
 
role of A.I.D.
 

This situation may be desirable. As discussed previously, some
 
members of ASINDES have been suspicious of the motives of
 
A.I.D. or, even if not suspicious themse.ves, concerned that 
others including funding sources would be troubled by ASINDES 
and its members receiving so much assistance from the USG. The 
issue probably has become somewhat less acute as ASINDES and 
its members have become accustomed to the use of A.I.D. dollar 
and A.I.D./GOG counterpart resources. However, the issue is 
not dead. On the other hand, since those most likely to object
 
to the involvement with the U.S.G. have left ASINDES and since 
much of the fear of USG programs probably arises from 
inaccurate perceptions held by persons who have not had 
connection with them, increasing the general awareness of 
A.I.D.'s role would not necessarily exacerbate the issue. This 
Grant program would appeal: to offer a good opportunity to 
demonstrate to skeptics that the USG is interested in 
development and willing to support private efforts not related 

to tle commercial interest of its own citizens. The 
opportunity is not being tested, much less realized. 

D. USAID Relations with NGOs Apart from ASINDES
 

USAID/Guatemala maintains direct funding relationships with
 
NGOs apart from the program with ASINDES. These relationships 
are with both the traditional U.S. PVOs (e.g., CAR1E and CRS) 
and with Gatcmalan NGOs (e.g., HIRR). Other NGOs would like 
to have direct funding relationshi )S with the Mission as well. 
However, while the Mission would like to increase its 
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activities with NGOs in Guatemala, it also is seeking to reduce 
the demands on the time of its own staff in response to 
guidance from and cuts in its own budget imposed by 
A.I.D./Washington. Thus, the Mission would prefer to use an 
intermediary or intermediaries to the maximum extent possible 
to perform the analytical and supervisory work which otherwise 
would fall on its staff as a result of increased activities 
with NGOs. The mission's interest in strengthening ASINDES' 
capacity in part is based on its seeing ASINDES as being an
 
intermediary. However, it has not adopted a policy of refering 
all requests for funding from NGOs to ASINDES nor standards for 
deciding which requests it will accept for direct funding and 
which it will not. 

This situation may be detrimental to ASINDES in a couple of 
ways. First, as long as the Mission will accept requests for 
assistance directly from NGOs there will be less reason for 
those NGOs to join ASINDES. This will. be particularly true of 
the larger NGOs who may see little advantage to themselves in 
belonging to ASINDES in any event, and think that their very 
size and importance give them a better chance of forging or 
maintaining a direct relationship with the Mission. Second, by 
continuing to permit the larger NGO programs to obtai n 
assistance directly from it, the Mission may encourage the 
retention of the current maximum amount of funding for a 
project under the Grant when the capacity of ASINDES to utili ;:u 
the GOG counterpart funds will be strained unless the maximum 
is raised substantially.
 

The argument against forcing all funding by the Mission for 
NGOs to be processed and managed through ASINDES are several. 
First, important NGOs wouId resist it. Second, strictly 
applied, the policy could limit the flexibility of the Mission 
to support activities which might be inappropriate for 
ASINDES. Third, in the nea: term, ASINDES probabl>, would not 
be able to handle the analytical and supervisory requireiients 
of large NGO activities. Lastly, it probably is more costly 
for the Mission to finance a further expansion and improvement 
in the institutional capability of ASINDES than to contract 
itself for the services of persons able to process and 
supervise the NGO activities. However, in assessing the 
validity of this last argument it should be pointed out thtat 
ASINDES could contract personnel in the short-run with A.I.D. 
funds to meet the demands, and probably could do so at- less 
cost than could the Mission. Furthermo re, over the longer run, 
a successful effort would resu.t in an institution able to 
finance its own analytical and supervisory efforts. 

The concerns which need to be considered by the Mission in 
deciding what policy to follow on this question are broader 
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than those involved in the project, and are beyond the scope of
 
this evaluation. However, in reaching a. decision the Mission
 
must be careful to take into account the level of capability
 
which ASINDES may have reached. 

VI SUIT1ARY OF MAJOR RECOMMENDATIONS 

The following are the major recommendations of the evaluators. 
A time-phrased list of actions to carry out these 
recommendations during the remainder of 1988 is given in 
Attachment 15. 

A. For ASINDES
 

1. The Board of Directors should formulate a statement of
 
mid-term (five-year period) goals for ASINDES which indicates
 
the relative priorities to be attached to the various purposes 
of the organization. That statement might be submitted to the 
General As..embly for approval. 

2. Once the statement of prioritized goals has been 
established, the Board should prepare a plan for reaching those 
goals which includes the major steps to be taken and which 
takes into account the revenues expected, and staffing and 
support requirements for carrying out the plan. The %Board 
should consider using both the staff of ASINDES and contracted 
persons (such as members of the Project Selection Committee) to 
assist in this effort. PACT's experience with consortia and 
its contacts with external experts should be utilized. 

3. The Board should take immediate steps to recruit a 
qualified person to fill the positions of Executive Director 
and of the Coordinator for Technical Assistance. It also 
promptly should consider establishing a position to assist the 
Executive Director in meeting his responsibilities which are 
now too broad and demanding to be met effectively by one 
person. Since particular attention needs to be paid to 
improving ASINDES' planning, prog rammi n g, 1oni toring and 
evaluation capabilities, such a new position might be focused 
on those functions. 

4. The Executive Direct'or should give priority attenl on to 
determini ng the staff needs for meeting an expanded grants and 
technical ass i tance prog raim. The determinaLion s hould] take 
into account: t:he possibi]it), of us ing contract services (or 
specializCd ski]]s necessary and for meeting peak workloaids in 
the review of propo:sals. 
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5. ASINDES should commission an outside study of the
 
requirements of all its positions, of the -salaries which are
 

necessary to compensate persons having the requisite
 
qualifications, and of the qualifications of the current
 
occupants of those positions. The Executive Director and the
 

Board should take prompt action to carry out the
 
PACT could be used as an advisor.
recommendations of the study. 


6. The Executive Director should give priority attention to
 

steps to improve the morale of the staff. He should consider
 
fostering a team approach to reviews and the 	discussions of
 
problems, the preparation and issuance of statements of
 

responsibility and authority for each position and the adoption
 
of reliable guidance on reimbursement for travel and other
 
business expenses incurred by employees.
 

7. The Board should adopt a plan for the supervision of the
 

work of the staff of ASINDES which does not involve its own
 

members 	in operations or require their pre-approval of ordinary 
to assist it inadministrative actions. It should request PACT 


devising the reporting formats and data collection techniques
 
to carry out such a system.
 

8. The Executive Director, utilizing assistance from PACT, 
should prepare further guidance for the Project Analysts for 
their work in analyzing the project proposals. That guidance 
should include standards for determining whether a proposal is 
to be considered as one for a "productive" project, for 
concluding that a proposal is economically desireable, and that 
the activity is likely to be self-sustaining. The guidance 
should clarify the extent to which the Project Analysts are to 
give preference to "productive" projects and the meaning of the 

requirement that- projects should strengthen the operations of 
the sponsoring HGOs. 
9. The Executive Director should emphasize to 	the staff, and 
demonstrate through his own actions, the importance of
 
following standard procedures.
 

10. The Executive Director should give priority to improving 
the accounting and financial analysis capability of the staff. 

He should assure that budget proposals are presented to the 
Board in a timely way, and that both he and the Board receive 
periodic and current statements of the status of ASINDES' 

financial affairs. He should consider recruiting a qualified 
under thefinancial analyst to work on the review of proposals 

grants prograim and on the needs and trends of ASINDES' own 

financial situation. 

11. An external audit should be conducted of ASINDES' 

operations from the beginning of the Grant and at least 
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annually thereafter. ASINDES should contract for the services
 
of an external auditor to review the utilization of funds under 
the grants program.
 

12. The Executive Director should supply the members of the 
Project Selection Committee with copies of the periodic reports 
on the implementation of projects which it approved and seek to 
include the members in field visits to those activities.
 

13. The Board should consider ways in which ASINDES might use
 
further the expertise and good will of the members of the 
Project Selection Committee. Possibilities include serving on
 
special commissions to analyze problems, participation in
 
planning for fund raising and conducting evaluations.
 

14. ASINDES should not undertake a major fund raising effort 
with new potential donors before it completes the analytical 
steps mentioned in 1. and 2. above or before it prepares a 
strategy for such fund raising both within and outside 
Guatemala. However, preparation for the effort should begin as 
soon as possible. Responsibility for fund raising should be 
vested in a senior staff member of ASINDES. PACT's experience 
should be utilized in preparing the strategy.
 

15. ASINDES should conduct an internal review of the 
accomplishments of the mini-grants program. If ASINDES decides 
to retain the mini-grants program it should issue standards to 
govern its use which will be known both to the staff and to 
interested NGOs.
 

16. ASINDES should qive greater importance to the use of
 
revolving funds in the grants program in order to reinforce the 
financial discipline of those projects. It should move toward 
having beneficiary groups receive assistance on a loan rather 
than a 'grant basis in most "productive" projects, and should 
seriously consider requiring the NGOs themselves to repay to 
ASINDES at least a portion of the funds channeled through them 
for productive projects.
 

17. ASINDES should consider the creation of a training fund to 
support NGO activities which are not "productive" within the 
standards developed to guide the grants program so that it can 
supplement that latter program as it evolves into one largely 
provided on a loan rather than a grant. basis. 

18. In order to be able to use available GOG funds more
 
rapidly in the grants program, ASINDES should raise the maximum 
amount which it may contribute to any one NGO-sponsored 
activity.
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B. For PACT 

should place increased

i. The Resident Representative 


of Directors
the members of the Board

attention on keeping 


his views of the status of the
 
informed of his activities and 


If the Board will agree, he should attend at least a
 
project. 

portion of each regular meeting of the Board to give it a
 

report.
 

2. PACT should provide the new Executive Director with the
 
as soon as possible


benefit of its experience in other programs

with 	 support as

after his appointment and provide him as much 

feasible during the difficult transition period. 
If necessary,
 

PACT should be curtailed to make that
 
other expenses of 

possible.
 

by a PACT-related person to
 
3. The purpose of each visit 


Director (and,

Guatemala should be explained to the Executive 


a
 
if appropriate, to the Board) before it takes place, and 


report of the outcome of the 	visit should be sent to the
 

Executive Director after the completion of the visit.
 

with ASINDES' staff and
 
4. PACT should sponsor a discussion 

Board of the pros and cons of various approaches to providing 

The discussion
technical assistance and training for NGOs. 

should include persons from other countries who have had 

experience with similar programs. The *purpose would be to 
and prepare
of the current Grant to 	 a
 

re-think the approach 

plan for giving greater emphasis to this aspect of 

the program.
 

5. 	PACT should prepare a plan for the systematic training of
 
completed the actions suggested


ASINDES' staff once ASINDES has 

plan 	 include ,both
 

in A. 3., and 4. above. The should 

and short observations trips. (It is
 

on-the-job instruction 	 basic
the persons wil already have the

assumed that 

qualifications required by the positions.)
 

C. FZ_ SATD/G _ekma.a 

The Mission should increase the frequency of its contacts 
1. 	

ASINDES in order to avoid misunderstandingswith the Board of 
be better aware of the concerns 

as to its point of view and to 
of the members of the Board.
 

(as well as with 
2. The Mission should consult 	 with ASINDES 

additional
PACT) concerning the Mission's plans for providing 

to the project either directly or through joint 
resources 

programming with the COG. 
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3. 	 The Mission should give an extension of the time for the
 
Grant; and provide
accomplishment of the purposes of the 


resources to continue PACT's assistance for at least
additional 

additional year. If ASINDES shows determination to meet the
an 


problems and challenges discussed in this report, the Mission
 

should provide additional dollar resources to assist ASINDES in
 

carrying out the re-planned program. Such additional
 
on the plans suggested in B.
assistance might well be focused 


4. and 5. above.
 

are its
4. The Mission should clarify for ASINDES what 
expectations concerning the degree and nature of the focus to 

be sought under the Grant on "productive" projects and on the 

strengthcning of the sponsoring NGOs.
 

5. The Mission should clarify -for ASINDES what are its
 

standards for deciding whether it will refer funding requests 
from NGOs to ASIN.DES or attend them itself. 

6. The agreement between PACT and USAID/Guatemala should be 
modified to include a description of the end of project status 
to be sought and the major steps to be tahen to carry out the 
program proposed for the remaining period of the Grant and an" 

extension which may be agreed. The description should include 
actions to be taken in response to the recommendations of this 
evaluation. The Mission should consider having ASINIDES cosign 
that agreement. 

2344r
 



Attachment 1
 

PERSONS INTERVIEWED BY JOHN R. OLESON
 

USA IfD/Gii tema.a 

Mr. Richard J. Burke, Program Officer
 

Mr. Thomas Kellerman, Deputy Program Officer 

Mr. Roberto Perdomo, Assistant Program Officer 

Ministry__f Public Finance 

Ms. Liliana de Garcia, Division of External Relations
 

Private A.gecies Collaboratinq TogethIer CPACT)-- New York 

Mr. Thomas R. Byrne, Executive Director 

Mr. James O'Brien, Develpment Fund Director 

Mr. Daniel Santo Pietro, Regional Representative for 

Latin America
 

Mr. Loren Finnel, Consultant 



prvtgA__ _cIes Co1aborating Together (PACT)-- Gua temala 

Mr. Arthur Sist, Resident Representative
 

E., rof the AociatoQn de Instituicones de Desarrolo.. y 

cervicio cie gS_douat D 

Sr. Hugo Figueroa, former Executive Director
 

Lic. Homero Mendez, former Director of Technical
 

Assistance
 

Ing. Jose Luis Castillo, Project Analyst
 

Sra. Alma Irene Gonzales, Project Analyst
 

tq1hmers of the Boar(1 of Directors of ASINDES 

Dr. Rolando Torres, President
 

Represents the Christian Children's Fund (CCF) 

Lic. Alvaro Muniz, Vice President 

.Represents Fundacion para la Educacion y el Desarrollo 

Integral (FUNDACEDI)
 

Lic. Eric Daniel Chicol, Treasurer
 

Represents the Fundacion Carroll Behrhorst
 

Sr. Car)os Carrazco, Secretary
 

Represents Asesoria Centroarnericana de Desarrollo
 

(ACAD)
 



Mr. Juan Pedro Perdomo, Vocal Represents the Asociacion
 

Cristiana de Jovenes (ACJ)
 

Other Memb-.rs of ASINDES
 

Lic. Gamaliel Zambrano, Asociacion de Beneficencia
 

Cristiana (ABC)
 

Sr. Juan Cordova, Movimiento Guatemalteco de
 

Reconstruccion Rural (MGRR)
 

Sra. Barbara Allerdin( Instituto de Asuntos
 

Culturales (ICA)
 

Sr. Javier Nayorga, Vision Mundial Internacional (74I)
 

Sr. Adolfo Acosta, Fundacion de Reconstruccion y
 

Desarrollo Humano InLegral (RED11 INTEGRAL)
 

Lic. Oscar Reyes, Fundacion para el Desarrollo de
 

la Mujer (FPDM)
 

Dr. Edgardo Caceres, Centro de Estudios Mesoamericanos
 

sobre Tecnologia Apropida (CEMAT)
 

Lic. Hildebrando Cumes, Asociacion Hogar y Desarrollo
 

(HODE)
 

Mr. Carlos Winckler, Foster Parents Plan International
 

(PLAN)
 

Cpt. Harry Tolhurst, Salvation Army
 

Sr. Luis Meza, Avazando Ministerio Evangelico (AMG)
 

Mem.n!/grs_Qf ASINDE[S _Pr0__ ctk_ __]e _.; CorniI. 

Lic. Francisca Asturias, employee of the Peace Corps 

Lic. Cesar Guilen, Economist, employee of the Embassy 

of Canada
 

http:Memb-.rs


Lic. Alfredo Hernandez, Director of FEDECOCAGUA
 

Lic. Richard Aitkenhead, Directo General of the
 

magazine Cronica
 

Ing. JulioObiols, former Mayor of Guatemal City
 

Non-GovQrnment Organizgtions Not MQmlbe.rs of ASlNDE$ 

Sta. Mirta Olivares, AITEC/FUNTEC
 

Mr. Edward Brand, CARE
 

http:MQmlbe.rs
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PERSONS INTERVIEWED BY OSCAR F. TURCKHEIM
 

Personnel of ASINDES
 

Sr. Carlos Morales, Controller 

Sra. Alma Irene Gonzalez, Project Analyst 

Ing. Jose Luis Castillo, Project Analyst 

Lic. Eric Daniel Chicol, Treasurer and Member of the 

Board of Directors 

Sr. Juan Pedro Perdomo, Vocal and Member of the Board 

of Directors 

Sr. Carlos Carrazco, Secretary and Member of the Board 

of Directors 

P epresentatives of Members of ASINDES 

Sr. Rafael Castillo, Fundacion para el Desarrollo de li 

Mujer 

Sr. Gamdel Zambrano, Asociacion do Beneficencia 

Cristiana 

Manuel Samayoa, Instituto dc Asuntos Culturales 



Attachment 3
 

LIST OF DOCU4ENTS CONSULTED BY
 

JOHN R. OLESON
 

1) Report of PACT Consultations on
 

January, 1985
Consortia 


July, 1985
2) Report by PACT to USAID/G 


3) Proposal for Operational Program Grant from
 

March 1986
PACT 


May 20, 1986

4) Specific Support Grant to PACT from USAID/G 


May, 1986
5) ASINDES-PACT Aagreement 


January, 1987
6) Statutes of ASINDES 


7) PACT/ASINDES Documents Governing
 

Code of Ethics
 

Policies of Financing
 

Guide for Presenting Projects
 

Guide for Processing Projects
 

Description of Role of Project Selection Committee
 

Guide for Agreements Between ASINDES and Recepients
 

Guide for Monitoring, Reporting, Evaluating 

Procedures for Verifying the Agreement of USAID/G
 



8) Quarterly Reports of PACT: Sept. '86, Jan '87, April '87 and
 

April '87
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FAILPARADO FOR: AUDITOR~, Oscnr Feder~.co Tt~hckhain Ochop 
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,St:t ; Ai L v."s i~; 1-i~do f-s c j .. ccird o Gubor'nat lvo 
nL!I*,rc ~.C-Cdcl 24 do ri-.vicu1JI de 19D3L y v~n c~ nsc~­

. C !iC ~ c iJ t , j~rIiL Lc s f ; As-i11,] i na ;W I.~t ris 1 t dy : I) 

k.m~r~bIc;ai~ ient 1" 1, (ILe I t 1;.1 itLUY tn lo s g I c Cidl 

1111.4 ftie l;.,; 1!A1tl-C. fl5 1A;c i'411S, *,11 JUn~tu Li:'eICtlLL 
vi. .1 3 c n b~ i iJ;b -t_; -Jocto~s enr . .1 Lii.-.[ rI T 

C' 1 a;! ; de C, it'1 a (. J(;(I"i- Stltl erI:.22 ,1Qu i:j 
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1-; L V c/ ] 

tiA UJ L'Lz~~n
 

http:Feder~.co


2.:5 Crui~L~tb1i~id: 

d.111i i I"'n (Ie Ch-cq ut 3 Lut ewn1~ivn cle cliecues, segun go dta 
prerida do lu ducumontkciln ravia.d do encero a agote dj 
19837, on v~iria..zj ockoltcimiis se liizc con Grdoni vev-Lal y li (s 

tR DIUCIchs d as ce~pues -je -Jjuv la riiz~n do sa emirii'n, 
de e:;zu cucuta ne bw pt-rd.1'o lia sitccenc1ia numrerica en u-
Lunus vt,Lchur y eni ftotru nc- tapar'cco oP- cc.niprobkn te quo 

* 	ienptildo tl desz.-bt1sc.. L;, fJirii de 3&.s ciheqiic.9 cD i nan-
C i~iti lji atv Li- c 1 Il vcct fr, Ejcc utIv o y Te!3'1 e r e r d t 1 f 
Junta 1irveotivi ., quien (*ebe. z~~~ aAc~n Chimaltcmn 
.,, c~dc,- vdz quo su r, quiei' do un p~jf y cuaiido tic, so 

e~icg2rl tr, d6b cuSc"itilC 01. Lttl - Lur,-:itU1 id.-dd In que. 
si jrIfici un pec&.pldc (*-e 140 .]il :~to en la~ primrnia 
vc : 1.:10 .,3, 1 R !3og;zndu. vez c.ij 1ar ciiisi­r 1;j-a~ro 

bi enItCs titIA;'.-, Vi~tl CCIs y depre1­OCd&~sd I USC-IiII, 
C")1xc. VeI C11 i te 1iCe CLTI 0 C (I&dit . eC.'Cil eP LU nturl-6 

.ILI 1C3 I. 'Iv~ttV11d&r jpi'D1AntL dCI.:L1: ifilC1ii tt(~i 	 C 111 Y 

C~rt-C~czl Alurx fiinch(njoitl1entio dfe Iv instituct Ivn. CvmcO 
CQ 50c.~ccu~nci. Icie 	 iwte2-i (r, 1 ns pa-,vs i~~C 

dic ca&ju Cica y pni' lo tantu;, ci
ha)~celi Con fo-flLIs 

;Agt.ar.ii cnrtr ("'it f1.3 zs ;Uc' tzd~yick tros ve2cu S 

b 0i 	 - 1;3 c,. ..robuii Les rucst-;Al5[ 	 Cpw r 0113 ,n t.c c d 0,ev;il, ],-s c rir quo 

son ~j v, IItcdtrn c~ nad a t, is ( c t I(,: iC UC3 r c taIIb Ocf c I.W! 
-1:!lu ha y fIi!-,.tn'; ui6. 1 teibEns ; e:± ,, *turchbo ( 0 1 c r~dJUI. 

ciejc ~s ~~.nt~l i~L~ qui-ri recibe ]D ffii 

fuclia 7 doc Lctilib,.*0 1o9j7. 

.6 CfInCi . kC . L n. -.s b Ci;c)ri os L-. s 	 bincLIlasi cono I).ici-nws 
'Th coitu~bI­we. tIl..dl1 2. 's Po:; i .Xijn : do i lL C0 

I d.d q 11' VleVNI U1 1..ilO y la I'll-M-uVi.:A.a (11 VIs3t;O 

d'tA. 3.irec.Lwi del ',voSr)'~-Pr
 

tj~g4 ciir~ 	 C~j.; 
ijjcint;e pc r al hc cliu dn huC,,v 1oje:~cs ~ 2L:rrsd5.0 y 
!ir cuirita en )Ai d(~jltC~ l u.- tuve R& 1" vi!Ata, 1A 

* 	 '*' J~f~f~hji d Cic n;Gii u',Otadvo mtpj.du 

I id en c u i 1 s,-1. c ccc n.IWdl 1(, . .0 c ouj.v v 1:zn tcon inc mo n 

to tIO 1i&'ctr :ju I ~:1c I t*116 

~*.~'iC)Y~CC2NL YAL1C.J.!Cr.S. 

~. 	1.~l)(IOitCU.'J:3U:** 	1Cuiui.1. AZ"i1L O-CG culk cmtot ic] ( do dti"1 

t 6 3J I i.,, LJ.tuc i - , c 111-1ri end oCI.Vt 1,,.it s i - Ms; do Lct AL.z j v 
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tulus cumuo .:.istceri& tacilicu, fininclawientv', formucison 

de pri~yoctes -r co'i-dingricn en actividudoz, dft cuipkc-itu­

).funcirxi pa~v , It, crudua.cumplJ.'1i~l lad zue fue 

ucunecs Sus3e&JC.fes imjlIt,,cilhIas, conl Una62 Sus * no tnT 

311 cu).i­,:;niddpuii-iend u en jueg9, ell prim~er' teoririno, 
dtd dc dunrinte en afectivo, en se--undu te'rrns )A' ca­

jPUicd~kd 111t -leCtuII, Y do ens(;i,I-na do sius diii,,mteo 
Ad~z~l~jiwt v .~y Qnr toei' luL;;-Y 1;4 tlj~kboruclan de 

piicyectvs de du-..arrcllo Lq1I so puedt poncor al v1ctince 
de attr-a iiteresadjo.de lus lnmstituci(nes! itiicbruj~ e 

4.* S' 1Tu.*CIC AN FU :11 Lv, J.E ,Sa 11. j-:'c!- 0 INTJ 

de 02~Z1Jinclertsi,1pCr' .L& itucol 
CU~jt CqUo, 11p -r* ! tcde nrsupra19-37, noe f un-

C1 Z'11y 4 -1(1 ctIll1 Ci iesgo d(I cfacs f 
, 19EI3 

vin i-(P-c~ritajt i:.uy ip-ErLaintv.. La zl~ pa ra pensiar de 

~.Lk III A fI I , I yj~nt~C1. llcho (IC A_, so ticno s'3Z­

crito till C:nz~~ iili.'Atciu dVcul ail (36 1walzas p1 i cas 

p- a(2 itt ' ad deD S 1-11L '.JI.:i 1-1 ' ilu1,-'>.-J. L S) , , I o:3 

a C ) I q.I~djl tli Co ;t i::2Le L,s II s IL le S ) I dS t 

~ii;&)C)CL, ye8Li- CL;!tJcjd puecoc p.erd.,roo LfIAC In~ Sit;IaL­

de nfl. toiuc F U Clcudjii~)i quc of'&ctr;ci.on 

q. 3,C00.00 con c.&d'kto1' daid6 1j1xaydroti Lrbb-j us; y 
CLj ti.: klt joCi&,D!os, CL~C ti insCier-tixf Con los 

cloiiertes an urzt~ik!~3pr. 1980 utia situacit'. 
duficluriLe. jkS111IL'-0GJu rod il' do6finirici era.t I-bre y 

0LLd: v~ cual ,s1,-1C11? U11 ;LMON0O11Q .IL."' do Ila 

ci-pc 1 ibllidud para futuros pr-.y(;0C.3 po.r 98, 540.00~ 

1...2 :,tidAdC.lP~ rid es de I ' CC), 
pwl' 0~00 quoclan-

E l~12 tx~ ), 1 qM31 

Ya q.uo 3(5 ha1 !l Ciitrf'. (IV vt~leren 00559,. 

do pur enr-.. i l CCHI 2 ~ 

.2 pre.supue:tv p~ir 190. Ctoi'iespin~dc a~ 1U Juntkt 1A.tcctivik 

fIropariP el pllkyOCcto LIc pi.0L1UO t CC di DY 

ns Id)121-c 1g0' de. 1A 1.LIll ;C11k i1.VU Ordillw' ia.toieaC 
~.,1 ias do It, Jiintt' Mii-ctiva Jusrlo el 1:1C.9i~&no Rctits 

~ i:l d,, Oc Lul.ic de ).(Or/, ri aur~cndo 11-nfi'o h~i.i~ t 
eit I;k ento ~Adt r~n~uaw dlsiii.si ci11~ 'jkl d c0(IC.11 il iI 

I~ -~te dcl li-Lc, 3C (in It):,~;.~tILc;~~ic~V1(C;Al-r eiin. 
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.3 	 I'iezenci a de J1'ACT dentra de UXii7S0. 114 si de da grmn 
ltapsrtunci&L, Ik prc senciu del ipr; antitmto do PACT en la& 
vidu illstitucic'rad Jo AJLrILS. Lu atuniclo'n ;.dminis~ritiva 
y (le 11,cii ijue Ila ejecutude u £f:.vvY do A)JHJ~-hes 
If. CJUd aun munutiono c.'n vidu . la Instituclon, 
Con Uubna suerte jpia1'a ~!E- IiQ) continaidD su luchai 
cii fivc~r dle l~a sut ist era y mu~ntersiardo su pr't::enci-a ocn 
cutsi tvd, s ).-a crdenes qite amercitun su a-iryo, a tLad grade 
qLlt. ingm Jli,:tltuc1jfl Iicibro, .,e ha purcutudo do lea~ 

'-o 	 VISITA'") A UOSU~IC' 1i,? hCajI1 Y frUTJ1L'V1ST;,S CON1 EL 
3Ir'.4',,,'IVO.P1'iSOVAIL L~I1EXT1 VC Y 4*JN 'wT 

. ~ ~CtiJ1, tit-o de~ A'Z1, -do]yC-O',~ ~ 	 ,n'it 

.4 	 Tc'sa.t~rci d(- I~f Junta DL ~tctiva, en Chiti-iitenuntgo 

.5 	 (33c'.t.l1a, 1;11vc't iv;. eni ILL Oud~id Cap11.iu. e. Juzito 

Sp~. yech'oi'cdji,.Z)C~I. 	 CRTS'J2:IAN I.E JOVLI1l-:5 

0235r. h~'~1C tll' 'JfLC--1 I'i.A EL L3ItOO LE LA 

M.U J M( 

* 	 cs~~psIt3d ~sCtP9 .~s n para ct.ns~i n~' 
S ifu/ls.10 croosig.3 	 --ur 

iloiac.ell ijuc l concocirientt!do suB pr'g1'rctios, I12. 

*coij;w 00 leuicriLoo juicio expreiz Scwi*Z.c~~:.z de purpn us 
s~dr~czA~I e. 1 ,e:;&~soi el pi'e:;utet ufl'lIiso 
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ai) Quo os ASIEDES-CIG ? Asoci~cion do dessro11o ysorviclo
 
no gubornriniortales. 

2) Quinos Is intogrnn ~? susi mie-ibros Arociados. 
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i,5 2. 1.- L '. S G 

1) 	 EiEPIU.L ! ESTA1UTOS ~ZUIA INLC7S.IL-,%J,1 

.1 esde 1& 	fv'rri-cir:In leLP de i~ILZC~se Ornfzndic' su rl'gv3 
zcn ysu crtmetido. E~n tprir.ei lucvr Se f~erric' un2 Jimt2 re 

tiv2, parp qiuo? P;r.; eirJJ r y ctntrplz~r a Ah ZC *:r 
cr ntrlar 6 ri- r gz 12s -Instituci -jes mne,.11-res? es.t;s dr's 
p)re&tuntps '3Pee1-t'Prs.csy nerc, sl riuecc dccir 
jue, tm. jint2 1ireotiva en la f>rrzlig que est2' funclen2nd den­

tre. do i~iS2i nr es neces2'ria ni funcic-sLi Este cr.ite­
rie est2. £undg::erntgc'r en la 1lectur-. ee 1;s Pctas suscrit'-ns de 
l: s sesir-nes rrdin;vriL s y t trptrdin;rip's desde el r.,es ec 
rc; hrust~ i l rs C~e 1,6:stv de 1,937., en 1;s c-,oles nr, encirritre 
niIflLUn1; cq~sc~ uc bone'~icice ;z ASa2-I~ic 1-:i into­
ros en ci buen funmc! n2.ier-Lto de la inst.ItuciO"1. 

.1 	 L~s inst~ltucl nos ,strw I~~e cisn - e'1S1fuci-nd 	 sus 
yvL; rmstituti1vps, en cc- ,ecannci;,-, ticncn sus org nizpei-,- s 

i)mrcYLrs y 	 sus rr-yoc'UcE 'dn rrii v~n en: a~.. 
~)U.c.n ;.~c~a36 1. c,-;.l p)uecn rec .. r_rrc'-:'S'­

'jUe lcse r.is£ ~s si r -. y p--nerLvs en pr'cic 

/c - -_L 

S~n t !utc~:eccC 	 L; ePa.XtI u~:. Sc u~r no s 	 L­

~~~:n~~~~ cQ;:j'izrc±n rit 6c geriucar(s~cl.., Us 

en Sus Cis :. .. s rcu tiicder nde ser f'ices z 
-us c-g~ni-cci' nes) Arn'z~-Xidb tc-ner s2 or&tz~c'en pre 

.1 	 ~ jec_,ti_vz, d&0cstar a cpYJ( Cc un~z. rc-2:b~eclin . 
bro) er': don de :-;n .P C11 ent e, CC-n ~*iu.dsciazls y amc­
j11- cx'itolxIr ;.; u'v c;nLo:JcxI' y di~r-,r P CIe use nfr­oil:.ibo~i~s 

ritel do 2.;.. rcU;.cionos pu'blicps y do trplbajoe
 

,2 	 Crntabii(>d.6. Lp ContalJlidpd ticne sus eicic:icia-s, ZpC.r ret 
s:-rxd fc s1lr de fc',10 siniiICv. as £.,,,cil£rndc, que qu-- de 
rccnce"Isrn-I'ntoC, cE-n medidar's de ctnltroi y de CC2rreCCit":n. L~I G'Ir. 
t;,dcr ),,co lp ruc puedo nr' lo cue c-obo, i-Lesto quo, si fA LbT 

ten inzicdi;:t.v.cnto en 1z d fiCioncik 6e Ir tkpcr&tr~rig cnnt-ble. 

.3 	 Analisis do rr~nycctus. iLst!,4 v~ cabze yrsrzi.;k idn~,C;Z-cos, 
rc~ic'I~le1S Y C:Ll taixeICI 1:,uy baen een!Oo de olb'. cn CI c0e­
sprjj,!r c. d !; ilstIjtucic'n. IitinZ cumPlicic c~n ol una2Ilsis do los 

http:tprir.ei


prit-st~s, segu4n se los hL. rozjueridt., pera el voIL.utien 4- trzpba­
-'a! sldp niinlrne quo b..en pude hcroe!-hbrrdp zpor unr& n9 

1v perseng. Los pre5ectas siprobPces y quo se tieon en desn.rcq-
I!*, "no har, side V~i;doC,'S 2decucdr,,:ontc per £aita do r..edies -­

vidad de 1).:s an;iist%-as, nt h~n side usdrs Qecudnoztt, yr. -­
quie au .-ondimiente es reduciie, olles pueden dar -,.as y imojar cc 
lied~.c de trabajo. 

iT; ' ZUE i:JAI4. Ej.~. j--,'T(, V0S SE 

.1 AbundAnci2 de Ira:.-uples e instructivvs. Se estitu que et~ 
strc-cprga.'Ps d,! Litorvturp, perv si nc viGil.rnos su cKt 
m~ieritoi, nr 11enp.-mcs nuestrc cv.--.tido y 1c i~nico qae5 ctrnsegii­
* ~es abr~-rnos do papoes , as/ ic. de1"ostraLrscnellsa 

.1 F'ornl"ti pcr presentziir p1'cyectsEs (,e -ropuut-;.,, 
.; 1E:CIr,.duui pr; --sfstoflta.- dc Gtrer~cig do dt-n,cirnes de rt:, 

.3 6iuJ : cxtt~rne para prvces;!: urna prrpjmestra, 

.4 Gulap,:' c,.nveni~cs entre iS Z- y 1r.S receiteres 6C f- redC-S, 
nsre.5 Orv.Sej~ui1:ioft,. vUpi y prs-tcr" de 

6c Su~crcncJir-s p;.ra ol r-Crvm; de Iksistoncia Tecriica,
 
.7prLntica finpncic-ra eo dr -)cimns en doiskres,
 

.8 ~ecrJc~~ny rdl del C-i;:it-b6 do Sccir dc IFroyect--s,
 
P, rillicz do funci-naifiento ~iS~-1
 
t) Cti-c o e tico. quo .de'ce observzr el yorstnRl do L S 
C-O4' U 

11 Cclt . pr -2 cC. eru , ,T1"-Quvj. de ili-?d d y i~nto Adr!Lin-trt iv051 

1 16hbTI. C;R. 

Iris iri,-crt~nte que :1 1:E-IGpractique Rudi-t*rI2S P 13 insti­
tucImnes umcrmbros y no acepttpr quo ckd;. una de eil*-s, elija sus 
prepis Puditnres. Estv. dispr-sicit-r pcrdri*' ge.-erar y si~nificar 
in,-resvs pfkrR a instituciein. 



DE; LAS YFU1CIOINES DE ASI.NDES-OU1G 
jjL CuPEI{tCIO1I Y IREM'ICAUSPJIITQ 

2. FINAM1A~S 

*1 jirocciof Ejocutiva 
mas
dobe ser le8 preocupaCioflDiroctor 1Ejocutivo,*2 11onibrtar do ASI11DES-ONGy roonc~asflitfltol~a reCUPOr~kCiofirngento para 

dol Diroctor ]jocutivo,doal nomrbrainiefto 
so 

* CC'Iii coYWCIA~flci. 
de Adminis­

rrcl.vcra 1R asig.,nsciol dc funciones del personal 
­des&el buen funcionamiefltoparsatracion y so reencausa'a. 


do l0 I115 titQcic'fl.1
rrollo 
Estauna necosidadc.do ASIVIDESS-ONG es

*4 Roforianr los EstRtutos Junta Di­So~ior Director a l~a 
jniciatiVa, la doe prolponer el. 

do que, desdo su -­esn virtudprimror oportunidad,rectiva on Directiva no 
c1 Mts dC Octuibrc do 1987p la Junta 

inliclo hatt seacuenta y quetoniarsei onljecutorip.tiono1 eh~n dna do 
do iiSiIDES-031G.ci. desavrollode, intres on 

2. Y11, i,A 5Z
 

y g astos paRaR 1980 (ver fnnexos).
ilIirO3013
*1 4xvha rs10~3Od 

de irufrCSOS y fgostos dc 
AiD]:TORIA a las oleracionon*2 Prracti~ctL) 97do ]icioAod

por el nrio quo finializ,-o ol 31 
INS11IM-ES<NG 

miombros quo han reci­
. IRS JInstitucioflOs

3 prilcticar AUDITOIIIA donvuciofles)dc AS31I)NES-ONG. (Vojr Rnexo de 
bido donnciorics 

hian tenido, Josprogroso quoovaluar. oi* 4 Practicar visitas parva 
AS1IDES-OIIG.proytccos aprobados por 

SO cobra por l~a AdministraCicon 
. 5 1)izpoflor quo ol porcontaic quC 

poder cubr~v los­al. iO,.-,p~rRsea e-lovadodo -las doiigcioiec5, de kSIDES-ONG. 
gas tos oin quo incurr6 la'Adri-inistirRxior 

iniroso y 11-onsualIR quo pn.'an las Ins­
. 6 Disponer quo izs cuotL'.s do 

por cuanto quo, solo soil 
soan roii~i-nadia,tituciofioo iiobros, 

onl IAS rolacionesS scii ­

sinibc)licv5 y oc~a. iornn inconVOflicfitos 
Su iayora so Iniatiolol atr 

Jos al mouicnto doL cobro y- quc, ell 


sadz:s oin ol pn.)lo
 

para ponorlonde dosarrollo 
o 7 AS.11SOGdehe prOdUC P proyoctoi

mioinbros y pjartiCuiroS, J)IO
dc Ills LituclorC-3R 1. UisI)osiC-1611 

on cilos y los pongan. on vi&oflCifl y a 
quo C'stu.a So intorosc-n 


wayoros injM7ojoO.­so obton~ft 



Attachment 5 

ASOCIACION DE ENTIDADES D DEBSARROLLO Y DE 

BERVICIO NO GUBERNAMENTALEB DE GUATEMALA 

NQ0MBRE INISTITUCION Y REPRESENTANTE DIRECCION Y TELEFONO 

1. 	 Alherque Juvenivil "Jos6 Gilberto 5a. Calle 14-11 Zona 1 
Flore s VJdes" Quetzaltenango, Guatemala 

Ing. Jorge GAndara Tel6fono: 061-6638 
Presidente Junta Directiva 
Ing. Alberto R. Garcia. 
Director Ejecutivo. 

2. 	 Allanza para el Desarrollo Juvenil la. Ave. 9-33, Zona 9 
-COrlnuitariC0 - ALIANZA 
lcg. Ar6rnOwio Arturco Ecfheverr Ia 
Directr Ejecutivo. 

3. 	 Asesoria Centroamericana de Desa-
rro]Io ACAD 

Dr. Carlo.3 Carrasco 

Director EJecutivo 


4. 	 Asoclacl6n CristJana de J6venes 
A.C.J. 

Sr. Juan Pedro Perdomo 

Secretario Ejecutivo
 

5. 	 Asociacl6n de Beneficencla Cris-

tiana 

A.B.C.
 
Lic.Gama]iel Zambrano
 
Director Ejecutivo.
 

6. 	 Asoclaci6n flogar y Desarroilo 
Th'DE 

Lic. Hildebrando Curries 

Director Ejecutivo
 

7. 	 Asoclacl6n de Servicios Comu-
nitariom de Sairld A.S.E.C.S.A 
Sr. Miarco Tul1o Gutlerrez -Gte. 

8. 	 Asoclac16n 1--I lonera Guate-
ml]_tect, - AM, 
Sr. Frank Wa.Igoner 
Directr: r 

1 

Tel: 	62212 

Edif. Plaza del Sol 
Oficina 310
 
12 Calle 2-04 Zona 9
 
Tel: 	318055
 

6a. Calle 4-17 Zona 1 
Edif. Tikal Of. 209
 
Tel: 513329
 

18 Calle 21-01 Z.10
 
Tel: 	371867
 

15 Calle "A" 2-20 Z.l
 
Tel6fono: 22941
 
Apartado Postal 1'715 

Kin. 56 1/2 Carretera
 
Interamericana Chimal­
tenango, Apartado 27 
Tel: 	0391033
 

30Ave. "I" 11-60 Zona 7 
Tikal I 
Tel6fono: 42839 



9. 	 Caritas Arguidiocesana 

Padre Jos6 Antonio lArquez 

Representante 


10. 	 Centro de Estudlos Mesoamericano 

Sobre Tecnoloqfa Apropiada

C. E.M. A.T. 
Dr. Edgardo CAceres
 
Director Ejecutivo.
 

11. 	 Christian Children's Fund CCF 

Dr. Luis Rolando Torres C. 

Representante Regional 

12. 	 Comit6 Central Menonita CCH 

Lic. Enrique Yoder 

Representante Legal 

13. 	 Ej6rcito de Salvaci6n 

Cap. Daniel Guerra 13. 

Comandante Mayor Regional 


14. 	 Foster parent's Plan International 
P L A N 
Sr. Carlos Winkler 
Director
 

15. 	 Fundacl6n Para la Educacl6n 
y El Desarrollo Integral 
FUNDjiCEDI 
Lic. Alvaro Muii7i 
Director General. 

16. 	 Fundac16n del Centavo FUNDACEN 
Ing. Ayr. HernAn Quan Berducido 
Geiente. 

17. 	 Pundac6n de Recontruccl6n y 
Desal:r o]] o Ilumano Intera] 
REDII INTI:GRAI, 
Sr. Ado] fo Acosta de Le6n 
Repre. entante. 
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12 Calle final 1-96
 
Zona 	3, Mixco Km. 141/2
 
Calz. Roosevelt.
 
Tel: 	933787
 

4a.Ave. 2-28 Zona 1
 
Tel: 	22153 y 538476
 

6a. Avenida 13-48 Zona 9
 
Apartado Postal 2542
 
Tel: 310775
 

25 Avenida 0-88 Zona 7
 
Col. 	Altamira
 
Tel: 	42360
 

14 Calle 5-89 Zona 11
 
Vias 	 del Mariscal 
Apartado Postal 1801
 
Tel: 	480877
 

11 Calle 1-23 Zona 9
 
Tel: 	63663 --317289
 

12 Calle 2-04 Zona 9,
 
Edificio Plaza del Sol,
 
3er. Nivel Local 317
 
Tel: 313247
 

8a. Calle 5-09 Zona 9
 
Tel: 67697 67213 310754
 

12 Calle 12-42 Zona 1
 
Tel: 22926
 



10. 	 Fundacl6n Guatemalteca para 
el Desarrollo Carroll Behrhorst 
Lic. Erick D. Chicol - Director 
Ejecutivo. 

19. 	 Fundacl6n para el Desarrollo 

de la 1ujer 


20. 	 Instituto de Asuntos Culturales 

I.C.A. 

Sr. Manuel Sarnayoa A. Director 
Inga 	Bessing - Vice Presidente. 

21. 	 Instituto pra el Desarrolo 

Econ6mico Social de Amn6rica -

Central. ].D.E.S.A.C. 

Mario RoberLo Silvestre A. 
Secretario Ejecutivo
 

22. 	 Hisi6n Adventista del Sbptime 
Di a 
Pastor EHinjlio de l,(6n- Presidente 

23. 	 Movimiento de Lducaci6n Popular 
Integral Fe y..XAlria 
Padre Fernando Gutierrez Duque

Director Nacional
 

24. 	 Movimiento Guatemalteco de Ra-
construccion Rural MGRR. 
Sr. Juan E. C6rdova G. 
Director. 

25. 	 Sociedad para a Juventud 
Guateinalteca SOJUGHA 
Lic. Guillermo Corado 
Director General 

26. 	 Vision Mundlal Internacional 

V.11.i. 

lug. Javier Mayorga 

Director a. i. 
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2a. Calle 1-55, Zona 2
 
Chimaltenango, A.P. 15
 
Tel: 0391356
 

Ave. La Reforma 3-48 Z.9
 
Local 107 Edlf. Anel
 
Tel: 66471 al 6
 

13 Calle 15-68 Z. 1
 
Tel: 	29792
 

2da. Calle 39-73 Zona 7.
 
Colonia Coti6.
 
Tel: 914858 -914863
 

Ira. 	Calle 18-24 Z. 15 
Vista Hermosa II 
Tel: 	690573 -691330
 

2a. Calle 7-74 Zona 1 
Tel: 	532634
 

Torre Profesional I
 
Of. 203, Centro Comercial 
Zona 4.
 
Tel: 516866 -535272
 

8a. Calle 9-13 Zona 1
 
6to. Nivel
 
Tel6fono: 85733
 

7a. Aenida 7-73 Zopna 9
 
3er. Nivel. 
Apartado Postal 326 - A 
Tel: 320188 - 6651.5 

320189 - 320191
 



Attachment 6 

Table I
 
ILUII1'ATIVEVF72CIAL PLAN 

(OR A r1in YILR P1fGPX1). 

Dollar Local Cost 
Cost Fin mci 1btal 

It o m Financ- (In Dollars)
I i (1.0 - 02.5) 

I. 	 Pr:iam Atnlnltraticn 

A. 	 Peruc, mel 

1. 	New York Office 61,876 .61,876 

2. 	 PAwr In-Country Representative 146,600 146,600 

Salary 110,000
 
Shai1ment/Personal Effects 12,000
 
lbusing Allowance 21,600
 
Internatio;vul Travel (x 2) 1,300
 
Other Travel/Settling In 1,700 

3. 	 Local Personnel C0ts (Decutive 
Director, Program Officer, Admin. 
Assistant, Clerical Assistance, ,1 
Janitor/Guard) 74,140 74,140 

4. 	 Consultmats ( 220 x 185 D.Mys) 40,700 40,700 

5. 	 Advisory Comrittee/Ibusing 6,400 6,400 
(340 x 160 Days) 

Subtotal 	 249,176 ( 540 329,716
 

B. 	 Travel (Interwational) 

1. 	Airfare (650 x 25 trips) 16,250 16,250
 

2. 	 Per Diem 

Guatemalai 220 days x 80 17,600 17,600 
3,000
N-w York: 30 days x $100 3,000 


5,000
3. Other Travel 5,ObO 

41,850
Subtotal 	 41,850 


C. 	 local Operatimg Costs 

1. 	Vehiclo (ulurclvised Locally) 15,000 1.5,000 

2. 	 Vehicle 0>cration and Maintemunco 12,000 12,000 



3. Office Rental and Utilities 
4. Office Equipment, Furniture 
5. Office Sul)lies, Mail, Copies 
6. Communicaticns 

7. HisceI]aneous 

SubtotalO 

D. PACE Overhead (Program and 
Program Admin) 45,873 


Total Program Admin. 336,899 


II. Programs: 

A. Grants to PVOs (30 x 14,400) 


B. Mini Grants to Projects (20 x 41,O00) 

C. 	 Workshops (10) 
Program Total 
Grant Total (AID Input) 336 899 

III. Counterpa~rt: 

Counterpart Contributions from 
MW's Receiving AID funds for
 

Progvam Activities (in-kiixl and
 
cash fro:n other non-U.S. Govern­
ment Sources) 


Total Program 	 $336,899 


6370C 

2
 

4,800 4,800 
12,000 12,000
 
7,680 7,680 

14,200 14,200
 
578 578
 

[93,503. 139,376
 
241,101 578,000
 

432,000 432,000
 

20,000 20,000 

20,000 20,000 
472- - q72-_00 
713.,101 1,050,O 

350,000 350,000
 

1,063,101 1,400,000
 



Attachment 7 

Institution Project Date Approved Amount Approved 

Period of 

roict 

ICA Training 
Courses 

2/23/87 62,448 2 years 

IDESAS Training Ag. 
Promoters 

3/7/87 47,913 1 year 

'BEHRHORST Community 
Work: Chichoy 

3/5/87 2,737 6 months 

FUNDACEDI Production 
of Pashte 

3/1-9/87 120,000 2 years 

MGRR Intergrated 3/26/87 
Rural Development 

60,000 1 year 

F.D.M. Women in Small 
Enterprises 

3/27/87 30,324 1 year 

DEFAMCO Small Produc-
teri of Salt 

4/7/87 59,580 1 year 

REDH Artesan Textile 4/9/87 
Production 

120,000 2 years 

ALBERGUE 
JUVENIL 

Support/Equip 
Workshops 

4/9/87 60,000* 2 yeurs 

A.C.J Operation 
Support 

8/11/87 .120,000 2 years 

ABC Operations 
Support and 
Planting Credit 

8/14/87 60,000* 2 years 

C.C.F. Operation 
Support Micro 
Enterprises 

10/13/87 120,000 2 years 

NUEVOS 
IIORIZONTES 

Construction 
of Housing 

10/14/87 13,158 6 months 



Per 0 fj 
nstitirt Pr-_tjgAroer_ Don nrppoved Amopnttppiyg. 


FE Y Improve 10/21/87 60,000 1 year
 

ALEGRIA Training Center
 

TOTAL 981,460
 

*An additional Q60,000 is approved for obligation when funds are
 

available.
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Attac-ern.t 8 

REGISTO DE INORESO 

_ i( j...-. i !_ i I 

LIST OF PROPOSALS REGISTERED IR AS1NDES-O G " i 

......
........
!....................... .......-.......-­...................
........................................
.......................... 

.T REUESTED PRO ILPPO ECPROCESS YES: h O.TA IN 
D--Er- . .- .,_____ ............. ii---- .• STATUS iAPPOVED
. . HA .F A,,OUNT 


CODE.. E RYISTITUTO -REEPIOCOEPROJECY ........... ............
7, ; ,.':.. ...... ....................................- . ......... & ,
..• .............-. ... {.....;...... ...................................
. ..................... 


- xx1 .0........r...
..... Amount 6 ,4 8 . . 0.59.:343.................
....... Affairs........ :...."I;' xx
................................
. uso .Intensivos... ..........................de Cacaciacion.........---.Comun-irtsiutof Cultural
--" _ - . ................... ............... 

:"taria : _j ~~... .i..............l.......... .........
... .: -...... ... .......... ..... .-....... .
 

23 578 $ 
..
 

:. - S: Z!Filosoia di la Li.a de .LIc de Leche .. ............ 

................
............. ................................... 


..3.. ....xx. xx . Rjec. ........ ............... i........... ............................
- ........... .... ...... .... ................. 

$14 074 00 1 

.E Q.21.76. O' xx. xx . ...... . 
0-I --S6" 4:*r:one-'niaCi6n del Centro Prod ctor de bol iDIGES P 

..--"'. ............. .
_- -- ........ ."-.. .


xx Amount Approvediexi~ te te~1____ .9.3100xQx[ 2-3-~ 
___ $37.23- 0 . Pact 120 0 0 

:o~I~ P~ural .i...................-.................................
n Intearad. .--.. 
. ......... 


... ..................................................................................i~r sar o- 1! P535 xx • xx I xx 1In Out 6 0
 
".. 7 .................. . Amu..............
 

...... - ra c-I D ....... . 00:6:-Am:"a36 d laP r iia ind M n na10- -7 --- - -,[ ............-.-- t ......! 2 2 4 
. .... ............................y lr e ••t .I,........................ . ... . ... ..... ­--- ..... ............................... . : .. ­-- ................... ............... 
 .
.1eo de la MuPr ....... . 2 .0. 00
123-6 m es'Predut1 rivas 
".. . . . A. . . . ......... 
..... '-. ....
 . . .....
.......... . ...........
S-...............- .. . .. .. 

!. 
.. 

. . . ' ; -
Amount. ... ..... ' lo i . . . 
-... .... .......... "a. ".uMnovim-n".......e .e.. 9. . . . .- . ..... I"..... i I u .

1- 7 o ,ural Intearado
8 -_ rDesarro 


. 0. ta otLa Asoci6n ,arael Desarro- 0.10.000 00:................... ;.. . .... . ..---
Z- ou-s ... . ..-....--. -­....... ...............
.!. .L. -_................... .........................:..............................
..
-,-=s; ~ ~~............t.u~... ......... 


.11a. raia Cea-ol 5 S3.774,00 xx i xx i I -Rend.o 
. . .. .......
.........
........ ........-
. .-
..........................
- . ...­ ...............
............. ........ . . .. ....
I- ..... ................................. ..........; ..........................
-'. .;/-:: . ..... 


. . .... . ... - - -' ' . .. ..."- - ° - ..
 
........................ .7."....... =........ ................. 
........ 


x - e d n
" : ' . ................... "-"."............................
~~~.............................. ._"" , ..- . x ;i 


1-Ci1 dDeta srrolo vnt4- S3.50 00 xx fl________:eHumanaPae u~~rs 

.. :.. " ..........~6 ] 1.;5.. !
............
.. .............. .... .............................................
.... ............ .... 
 S•0".0•0 i .1 I I I _ _ _ _ _ 

----......
---2 ?,e= -s,ro;:o. = . ---.... .Ho~ar .Darrolo.:To!................................ .................................I , ! ×x -. ........--....xx____ Ix.....I ..Pending______
q-{-,. ..s .,. .' iriar rol ;Q.22-0511-1 ~ 1~ 
.....--- -,...
. %......."................... ...
.......
_-......... 


0.2.0022 561 x0 'Re e 
_ _ .. --__ _ S........................
 

~ni1~ ~ earlo770ix ~ ~Coua P~in Ioa12.Desarrollo~ ~ ~ ~ 



REGISTR0 DE INGRESO 

In s i . a
12-75-SS: 13tentro Exoe.r"men a ara.aFormaci6n ttu op ra el De.arrolo Q.4.817CM I xx xx xxI Amount Aproved 
C - -itacin de Promotcres Acricolas iEcon ico SroialdAC i 169de! j i 1 " _ 7 913 0 

12-10-96i 14 M E:rore Rurales IAsociasi6n Los Mauas I 058.500 00i xx xx I , __eected 

. ................ . ee~e____
......S --- ....... . 22075,00 i
 
00!
12-13-S6. 15Pe ue a Era:rosa Aresanias Varias iAsociacin C-istiana de Jo-I 0 12; 456 x- for CSP 

... . ...... ...... . . . ...................................... ........... ,. .....o.. . . . . . .. .... ~~.............. . ..................... 
 ..... ... . ..... . . ..."............
!'efles S47.719 S-r.I 
. .......
. .. 
 ..................... ... ...... t---
......
12-13-6 16iPecue-a Empresa Vacas Lecheras i Aseciaci6n Cristiana de Jo- 0 43 750 001 xx Rejec.t- - o CS? 

•_____ __".venes 0 I t I I"_. 16.C9 
...... .... ......... .... ....... -.
.... .

12-15-866! l£roy7 ecto A-ro.ecuario .Msijn Advntista del 7o.. 0.0.000,00 I x xx.... .
 xx iRejected for CSP 
$2)2642 C0' 

12-1 6-8ST 18Tjle; Escuela Mec~nica Automotriz iCritas Arquidiocesana 0.226.914 .00 xx •iPendin_. .. ... ... ........... ............. ... .
...... .............. ..... ................ ...... ------­

........... ... ...................
 
.... ......... ...... ......... ....... ... ... ......................... ]. ......
.... .
 . ..... ... ... ......... ... .. .......................... . ... 


12-1 2' nstituto..........de Producci6n........................ u..................C'acitaci&n*....... :Fe u ......Alec-ia-. . .............................00 ...xx :"" i - :.........--- ___i__,

.. . . ........... .- 0263.000......... --


12-17-6 21,99.245 CO0O2j7...-_.!.r9.r2.ra..d& C.ap.act.j.. Co-nm.it- *~l 5.000,00 >Xx
"....... Central Menonta _________din
 .................. ,
. .......... ,... £56-. 60 0 ....
 
........ ............ Q.•1.0 12..1.? P-en- ij.
..... ................................................................................................................................
6.21..........de C a.................Cntral....... 010.....I. 


. ....... . .. ....-
 J.-.-... ............ I ... ......... I 
___..~~ ...................................... .............................
-arn ~~~ .. ... .... ...................................................... .
2 . a de C~nsecucicn de Eroleo ........... . .[....-.
iCormte Central Menonita 0.12.000.00i xx I iPendnq 

.•. . ........ $4.528.00 ItI !
 
Eioresa Prcducirar ~~~~~~~~........................."...*0.2.00000 ...........! ×x Amu
C ...................................
.: :'enc.re.i.a;.o .. dSal....... .. -....$-ANC . .....
xx .. ----.,xx xx I ..--....-...024, L _ 

.....
.......... . ..... ... "...........................................................=..........................'- . . ..-... .. . .....
.....
" . .". . . ........... 
... ................
. ... I" . ........... .... 2. $
02-18-87-. 24 Ar.'iando !a Particac6n de la Muier en iunda- ara el Desarro- 0 .28. 00,00 x I I Amoninv 
_________ toresas Produ--tivas :11 de la Mujer S-10.823 .00 1 xx I30 324 ­

. . ................. .... --.
...... ......---


C:2-1 25:Producci&n de Pahte r:UiDACED1 Q.20.000 ,00; xx lxx lxxi Amount Approved 
$45.2-63. 00! _ _ _ j I 120,000 0 .................... .............. .. ......................... ...... i..................... ..--- 9...
.................
Z........ .. .. .Y: ........... ............. .............. 
.....
...2 ..... . .02-19-87: 26: Asesoria iec-N-ca en Aspectos Acricokas4 i:Fundaci6n Carroll Behrhorstil 0.2.7---7.00! xx xx lxx xx lAmount Approved................. . ....... .. . . ... ..
....................... ................... .......................................... ..................... 
________ cuarios uNurcionales a la Comunidad $.Si 0300 ..Z 2,7~2~ 0 

_ "_."__ [ l 45378de, chichou 1 i! 
j 

1,033$
 
C2-i27S,: 27:Frouecta Acricol:, Cerro de Oro IAsociaci6n Cerro de Oro I 0.27.700,001 xx Iin iI 


_______-~-.. I ............. ~........ . ............. ........
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http:0.2.7---7.00
http:4.528.00
http:r9.r2.ra


________ 

REGISTRO DE INGRESO 

02-27-87 28: lmpulso Acriccl Pamot .Pe.u ... 00!
ion p .. ...S.0unda xx - I i Pendin_ 
S:Emr:esao'-" [ .qom _ ... .... -.........-_ ...... .....22.642o oo .
 °:2so. _.. £.r L. .xC"
_-__Lt- . .........
. .... 


____ -3,; C;n-aeAscciac46r, _______j~ Pecue~cs A..r. 0 54 7 0 ," xIIredn______ t i_.. ..... res.,.cu.to . . . .. ., 

............ .................................. .. ... .. ­... ........... .........;..... .
01 -~- 5 - 7: ~~~ . . . ..2 Eee~odci~. 2 . .. . . . . ... . . . . .'A, bru Juvenil Jos;- Gil- 0 .120:00,)00:1 xx ixxi xx lxx AutApoe 
______-___ :ber'o Flores ,ides 4.5.223,O I. ---- ................... .... -­.-:...... ...... ..... ................................ .20.00 :.: 0
............ ......................--.......


........................... 45.283-


C21eF0 1- .23.252 O0 xx 1______ ... .. ......'T".. . ............A... ...............
. I
8.777 4 . C10, 

0___ 0...? S2!Hablit~~ Z~cid Proeu~ziva ,Modu- .Co.e ativa r, 0 3Pendin_. .~ ~........... . Conacaste 0 -xx :-...... .
 . ............ .... 170.45.0"
................................................ .............................................. _ _
................................
....... .-;----.. .- . . . ..
 
-
.................
:10s de Rieco,............Sn ...........................
Mficuel Con>:aste. ......";,.. .... . ........................:..... Z........
...... ....i L ... .... :...... ;...........
S64.323,00 I iI 

0-10-8730 $3"Capacitaci6n Promotores Rurales :Vision Mundial 0 1 39.524 .00 xx "____ !Pen 

05-i~~~ mlac~ n.d.c.e...... r ..... . ................
 .......... : t ............ .e.... ........................... 


...... ..
4: oerr2l ....... .. ..... . .... ............................
Ct6 - 510.4 .•. i _ 000 i 
:............................................
 

: al C'hi w S-e..5-~3 00 
02-1I-S C5:F-r-as Ascciativas de Producci6n FECOAG 0.70. 02 CO, xx Pendi ......... ....... ... 
 ................
~ ~ ....... Y. ....... .
'~~ ~ ~ ~ .... . ........ ,o.......... ".. .-_i. 1 

.- .
.:z -=- _L , .,.....,.-
,.SL 7.,.'.p..i.!r.m. :..., _.........cp............,,......-.....:... .o.o..oo..o.............--.-..,..,..,
0 7:-1 c. e-eoAcividad Pes ura iCooperatia Tesoro del Mari 0.50.000.00i >x Jl Pndn_ . ............. ... IS.... .oo.
. . . I ... .
 
.
0_0_S.2-0-.i .Emresa_Exoortadorai- , "J ... ........ de Verduras Frescas AC'UALA
-- ",": .... ::wa;, ..................................................................... . 0.600.000.00: xxi
...... .. " I
. .... .... ....... ..... -" l ......' 0.......* - xx I Procssed for
.. ........7 
 .*"...i. . . . ." "*.. ..-" - " "*. . ."'*- - . . .. =.... ... . ..
.............................. 
 . .......
_____V uCon::e das ........ .. . ....... . . ......... ...............................................
1 1-.. $301.667 I............... ... ........ .... ..2 ,00...
00I .-.- *~'­.... ... 12,0 0. . . .. ..... . . .. ............ ,.-.-., 
 .- . i 5 .I454293 $ 

C3-1 -S--..3 Frta . eo nsitucional u Fodo Ro- IAsociaci6nde Beneficicia 120.00000 xx xx i xx xx Aount Aroved 
..........................................
............................ ! .................................................. 
_____ ativo par laSebad otl=?- a Crislina........ ........... ] j. !An.. 4,-a ,
I 55.28,3 00 1 °"' ~~~~~.............. x..... ........!-! ... .
........... 


*in 
, • . ...- .. ..

...... 
A 45,283__

C3-16-S, 39"Intremenlar lactividad Pescuera en G0ua-lCoo~p'-ativa Las Lis 1- 0:50.000,00 xx j iPe ding ___T-s, .-............. ....... .. ...... i;i
c-t.- ' -,--= ,............ .... .' <...: 'i- ............................
i~emala 18868S,00 
. . . .. .. ........ . ... . . ... . . . .. ...............
IC3-'.7-37:: 400r.)~es Ccrnnales "....... ..... .. ........ .•.... ......... ... I
. . 'Ccmnunidad Santa Xaria Ix- f 


: : .Itahuacan i x I• pendina 
____
 

....................
. . .. .... ...... ..................
.­

06-01-87i 41 Fortalecimiento Institucional v Azrovecha Asooiaoi'nCristiana de-J6- I 0.120 0100r0i xx xx I xx xxi I:mou-.Approv do
9 :Imiento de Areas MIraraiales Ivenes I $45.2 3 00 1I 1 1,, ,,...... ........-. .................... ................
....... I 


37-1 -7 i 42: In-twd..cci~n de Aoua Potable Vis46n Mundial Internacionali 045.000,00 Ixx I .A) .IxxIx. rooed 

... ..... .
 

16,,931
 
... . - I ... .. 450000.............. .
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PEGSTRO DE INOPESO 

[0 - 1 - _i 4 ucci6n de Etapa 20 v v i,nd a s .nli, , - A tA dCo- -str Fin a l Cc rn it; d eF adr e .d o Fa 0. .50 ,3,NC × - rou n 
[ i ~ ~ ~ ~~~~~~~~~.. ................... "i-............ .................... "........ ......0 1"'25C... Ct!-'....... x--.; "..... 
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.. ............................ 
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,. "r. - :.................... 60 0
............­.
......... ........
.........
 . ...........
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Attachment 9
 

LIST OF TECHNICAL ASSISTANCE EVENTS
 

ubject 


Seminar: Fund Raising. 


Seminar: Project Supervision 


Seminar: Project Formulation 


Seminar: Networking; Foro
 

Inovacion 1987 


TOI'AL: 


Dates - (all 1987) No. of Attendees
 

6/11-12 17
 

6/25-26 29
 

8/4-11 22
 

8/14 15
 

10/5-9 63
 

18 days 146
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ASINDES' STAFFING (Nov. 1987)
 

Current Personnel Recommended Personnel
 

Executive Director (vacant) Executive Director
 

Assistant Executive
 

Director
 

Coordinator of Technical Assist. (vacant) Coordinator of
 

Technical Assist. 

Project Analyst (1) Project Analyst (1) 

Project Analyst (2) Project Analyst (2) 

Project Analyst (3) (vacant) Project Analyst (3) 

** Financial Analyst/ 

Controller
 

Accountant Accountant
 

Assist. Accountant
 

Bilingual Secretary Bilingual Secretary
 

Secretary Bilingual Secretary
 

Chofer/Messenger Chofer
 

Messenger
 

Guard
 

*PACT Proposal called for creation of a Project Coordinator
 

position. ASINDES has not created the position.
 



**PACT Proposal called for creation of a Fund Manager position
 

to be filled by a trained economist. ASINDES has not created
 

the position.
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Fcderaci6n de listituciones de Dcsarrolo y Servicio de Guatemala - ONG
 
OIrCt4

A 
317 APARTADO PO9TAL 04"A T(LkFONO 31;P247 

12 CALL" 2 04, 2CHA 9. EmPICI O PLAZA IDOL UOL 

ESTADO DE INCIR'S3S Y CASTGS DEL 

I DE ENEPu AL 3) DE DICIEItBIlE 1986 
(EN QUETZALES) 

1ONGP.FOS PAC T IAP TOTAL 

CUOTA DE SLCICOS 1.950.00 8950.00 

DOC{ACIC.NLS DLL EXTEh1I 29556.18 68221.70 97777.83 

INTEfRESES CAAMOS 3175.38 3175.38 

OTRCS INGRESOS 142.00 1142.00 

TOTAl INGRESOS P950.00 29556.1 71539.08 11001 1.26 

,:C 0 2RES 

SjJ\ ICIOS PEf:SIqALES 25J9J8 22336.92 31623.39 56550,19 

AESGRIA TECIJICA Y 
COINSULTORIA 300.00 150.00 19455-90 19905.90 

SERVICIOS NO PER-
S61IAILES 51114.18 0964.31 8266.25 16774,74 

RlEUCIONI3S PUPI ICAS 1276.'11 1237.61 8754.79 i]268.81 

EQUIP-O AUDIO VISUAL 11.00 805.02 816.02 

ADIESTRA 1,11 EITO ]Oi2,.5 7)2,01 2633.73 5257.29 

TOTAL EGRESOS 6622.02 324)185 71539.08 110572.95 

JIJORESGS G/CAST.S 2327,90 (285.67) --- (527.69) 

SUIAS P9Q50.O0 29556,8 7)1539.O8 1)0045.26 

* * . .% 2 

€.'I '"'/ * "l ' . 

Carl oST;.ora lCS 'CAl 

Contador -

I
 



Desarrollo yy o ,,,-,. de.. Guae.7 Iala ONGi~cer.Cin d 1Isticuciones de Servicio 
DCL SOL OFICINA 117 ApARTADO PO9TAL 504,A 

&'DIFICIO PLAAc.04, ;ONA .A.. 


pUA1jANCE GENER~AL i8 
At 31 do D1CIEFV.BfE DE 1986
 

TOTAL
ONG PACT IA? 


.,--CUlA E 6113072 .
Y EAICO Q. 2902.89 2?9.14 8 
20000
200.00
CAJA CICA 

2185-00


cuoTAJ C111 CuB1(AR 21%05O0 

1 15)9113C.P2 15191438.82CUEDTAS P1 CoWA R 

DjEY'oSITOS EN GARA!NTIA 250.00 250.00 
C, 200.00 200.00 

cUEITAS DE, cEA.DOjS
 

12325
VE111CUl OS 

(36.63)

Di}'. ACUrFi, VNIICULOS 


2870.73
2626,55
i,.OEIIAR1T Y LQUIFO

fir Or-IC INT" 

(214.16) 4866.29
9DII f25E IR IDE
1 (396.f!3)'GI7Ay ACUm,'I, I (c6 P )482519
 

E4UV OEDIICA TVVO
 

(JEP,EQ;UIpO DjE OjFJCIIIA 

IOl2P. AcuI;I. EQUI13O
 431.23842.31

EDUCATI10 ' 62 - ---
SUkA ICTIVOS Q 6' 0 .% A19967?9 

i'J STV 
CT CULAI 1J''E75l•3
 

762.32
729.56
22.?6
CUETAS pO -AtA Q. 


54
CUOTA I''BOCRAAL POR 103.9710.92

1ACAR 


103.9?
 
FC-p PACAR
SUELDOS 923.85
1 145.97
77? .A F':ORA S fie'T'IUESTACI ONES 

'r~il 1-AGA 
.F,6 1. . 6 

I,& EIIIARA Iq £ -] 

tIZAC INEMN-s _ _. 1?1.3Cs. 22.7_________.____7______"_-VAti
VAti 

2
 

http:15191438.82
http:15)9113C.P2


de Clnsiciones de Desarrollo y Servicio de Guatemala - ONG 
.O, 2otOA V. CDir'ICIO PLAZA DEL 6OL OFICItIA 317 APARTADO POIITAL 504-A TILAVFONO *1)247 

OMi 
Q. 22.76 


ACflEDORS VARIIOS 


RDO 
rIDI EN'rES
14c(F.sos Ol ]L]A RI19113F. 


iA *rrItiOiqI 0 '2 O.]2 
SurJ4A PASIVO Y PA5RI1,Cr,1O '312.88 

II4GRESS-CASTCS 2327.9 38


3UuA TASIVO Y FATRI0,IONC
 
IrGBESOS-CASTOS Q. 7640.86 


,n
 

Contnaor .-

PACT 
28,66.81 


500.00 


F2 


1522823.63 


(28 55.67) 


1M19967.96 


IAF TOTAL 
171.33 3078.90 

500.00 

15191,38.E2 

76?0.98 12961.1o 

7842.31 15.,j978.82 

(52?.69) 

7842.31 Ir3 0 51I13' 

3
 

http:1M19967.96
http:1522823.63
http:28,66.81
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PRESUBUESTO DE INGRESOS Y GASTOS DE ASINDES EN 1,987 

PREPARADO POR OSCAR F. TURCI'LEIM, AUDITOR DE MIRON & 

1IRON, ECONOMISTAS Y AUDITORES PUBLICOS DE GUATEMALA 

INGRESOS:
 

Donaciones de PACT Q. 833,443.14
 
,018.20
Cuotas de socios do ASINDES-ONG 


54.20Donaciones locales 

Intereses ganados B 50.67
 

Otros ingresos (5% s/proyoctos) " 53,222,75
 

Total ingresos QO 892,788.96 

Prestaciones
GASTOS: Sueldos 


Director ejecutivo 19"800 11,247.66 31,047.66
 

Analistas 26,800 3,391.oo 30,191.o0
 
10,600 900.00 11,500.ooSocretarias 


3,859.oo
Contador 3,559 300.00 
ConserJe 3,545 300.o 3,845.oo 

Total, sueldos y prestaciones 64,304 16,138.66 80,442.66 

GASTOS DE OPERACIONES 

Alquileres 10,080.54 
Telefono,correos y telex 12,417.36 

829.31
Elrctricid ad 
Stuiiinistros (fotocopiasy utiles oficina y papelerla) 13,904.77 

1,200. o
Vidticos 

Cobustibles y lubricantes 3,190.01
 

Totl, gastos de operacion 41,621*99 

OTROS GASTOS
 

Varios (gastos menudos) 2,286.07
 
390,44
Manteniaiento do veh culo 

1,416.61Junta Directiva 
lnorarios profosionalos 10,624.43
 

4,288.12
Gastos do oficina 

275.17
Asnmbleas do ASINDES 
8110 0o
Suscripciones 
90.00
Libros y rovi.stas 

50,762.10Asistoncln tecnica 

8,349.10
Holaojones Publicas 

Comito Solocci 'n do proyectos (ditas y refrigerios) 3,256.69 
10,000.ooMantonivionto do oquipo 

92,549.73
Total, otros gastos 

http:92,549.73
http:10,000.oo
http:3,256.69
http:8,349.10
http:50,762.10
http:4,288.12
http:10,624.43
http:1,416.61
http:2,286.07
http:3,190.01
http:13,904.77
http:12,417.36
http:10,080.54
http:80,442.66
http:16,138.66
http:3,845.oo
http:3,859.oo
http:11,500.oo
http:30,191.o0
http:3,391.oo
http:31,047.66
http:11,247.66
http:892,788.96
http:833,443.14


DOUACIONES 

Donaciones hasta diclembre 1987 
Mini-donaciones I tR 

INVERSIONES 

Mobiliario y oquipo do oficin& 

585,221.oo 
23,775.oo 608,996.oo 

16,373.6L 

R E S U M B N 

Total ingresos 

Total gastos o invcrsiones 

Sueldos y prestaciones 
Gastos do oporaciones 
Otros gastos 
Donaciones hasta 31 diciembre 1987 
m,lini-donacioncs " 

Mobiliario y equipo do oficina 

Fondos disponiblos para ol aio 1983 

80,442.66 
41,621.99 
92,549.73 

585,221.oo 
23,775.oo 
16-373.63 

892,788.96 

( 839,983.99 ) 

52,804.97 

GuatoznaIa, 30 do Enero e 1,988 

Repr sitot do Economistas y 

Aud itrosLuIblicos MIRON & IION 
/ uatala,C.­
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PRESUFUESTO DE SUELLOS Y FIESTACIOWES LAB0R&LES PAP 1988 

CUIculo en Quetzgles moneda
 
do Guatemala y on Dchl1res a Por mes on: Por a'Ho en
 

razon do Q2.5 x 1 Quetzales Dr'lares Quetzales 


Director Ejecutivo 3,000 1,200 36,000 
Coordinador financiero 1,80Q 720 21,600 
Coordinador Asist. TOcnico 1,800 720 21,600 
Jofo de Proyectos 1,800 720 21,600 
Analistat do Proyoctos 1,600 640 19,200 

Analista do Proyectos 
Asistente Administrativo 

1,600 
1,000 

.640 
400 

19,200 
12,000 

Cuntador 800 320 9,600 

Secrotaria,Bilingu 800 320 9,600 

Secrotaria Bilingue 800 320 9,600 

Chofer 400 160 4,800 

Consorjo-Monsajoro 350 140 4,200 
Encargada do limpioza 300 120 3,600 
Prestaciones y resorva laboral 
31% sobra total do sueldos 4,975.5 1,990.20 59,706 

Total 21,025.5 8,410.20 252,306 


GASTOS DE OPERACION PARA 1988
 

Alqu ilor 1,500 600 18,000 

Telofono y corroos 1,800 720 21,600 

Copias 400 160 4,800 

Suministros 1,O00 400 12,000 
Viatlcos 1,000 400 12,000 

Mantenimiento do vehfculos 1,700 680 20,400 

Mantenimlento y repnracion 
Equipo do Oficina 200 80 2,400 

Rolaciones Publicas - Director 400 160 4,800 

Equipo d6 prograzaci6n i0,000 
3,000
Bibliotoca 


Gastos do Representacion, convivios
 
7,000
y atenciones al personal 


Comito Solfccion do Proyectos 800 320 9,600 


8,800 3,520 125,600
Total 


OTROS GASTOS PARA 1,988
 

Equipo do 0ficina 15,000 
6,000Auditorfa oxterna 
ltX)OPublicacionos 

Capitcitaci 'n do personal 75,00 
10,000Irprovistos 

107,000
Total 


1
 

D&lares
 

14,400
 
8,640
 
8,640
 
8O640
 
7,680
 
7,680
 
4,800
 
3,840
 
3,840
 
3,840 
1,920
 
1,680 
1,440
 

23,882.4
 

100,922.4
 

7,200
 
8,640
 
1,920
 
4,600 
4,800
 
8,160
 

960
 
1,920
 
4,000 
1,200
 

2,800
 
3,840
 

5C,240
 

6,000 
2.400 

400 
30,000
 

4,000
 

42,800
 

http:8,410.20


2. 

RESU MEN DEL PRESU PU ESTO 

Por jiio en
 
Quetzales D'lares
 

Suoldos y salarios con prestaciones 252,306 100,922
 
Gastos do oporacion 125,600 50,240
 

107,000 42,800
Otros Gastos 


Total gaenral 404,906 193,962
 

JUSTIFICACION PARA SUELDOS Y PRESTACIONES:
 

So ha preparado un presupuesto pare 1988 con una varianto do incro­
on relacien a aios 1967 para lograr un rendlimionto
monto del 110% 


an el dosarrollo do la actividad del personal do ASINDES-01'G, on ­
-virtud de quo, so cornprobo la oxistoncia do apatfa on el cumpli 


miento do las laboros do cada uno do los empleados, habiondoso pro
 

nunciado en mayor grado on las funcionos del seior Director.
 

La estimaci'n del sueldo del Director Ejecutivo, osta dontro de lo
 

aceptablc para una actividad roorganizativa do ASTNDES, pero dabo
 

incr-mnontarse cuundo el dosarrollo y productividad aumento.
 

No so ha ostgblecido ralacion do salarios con otras Misionos Inter
 
si, *se ha rola­nacionalos, como ustodas lo pueden coniprobar, pre 


esta pro­cionsdo con el modio salarial del pals a la fecha quo se 


sentando ol presupuesto.
 

JUSTIFICACION PARA GASTOS DE OPERACION:
 

Alquiler. ASTIIDES-ONG esta actualmente ocupnndo una vivionda, 
on 1l
 

or
H& efoctuado ya, gastos do 
quo tiene dificultades para situRrso. 
­

ganizacion y do acomodamento, poro hay inconvoniontos para conso 

gu~r ngua y reparar la rod do abastocimiento. Su traslado lo hicie­

ron sin tenor un contrato do arrendamiento y esa situacion los cole 

ca en desventaja con la propietaria del inmueble para discutfr 
los" 

asf como cuolquier otro desembolso para mojo­gustbs de roparacin, es

la casa y por lo tanto, su traslado para otro local 

inminen­
tar 


Q.545 pare 1988, pero las dificulta­to. So tenfa uga estimaciori do 
des do consogulr locales apropiados y el incremonto del valor del-­

valor do los alquilores pare 1988 so pronunci6 on alto grado y osa 

la razon del incromento presupuestado.
as 


So ostim' Q.765 monsualas mas quo ol aFio

Telfono, corroo y telex: 


a un 74% do incremento on vista do las cir­anterior, quo equivalo 
 para 1960; b) La ta
cunstancins JILgulientes: a) Una mayor actividad 
on un 100% y c) En al sorvicio d6

corfeos incromontadarifa do Lul 

In enorg~a oloctrica tuvo un incremento del 4Of5. Esperamos
telex, 
quo osta estimaci'n cubra Is nocesidados do la oficina. 



--

---

Copias y Suministros: 
a papolara an g.neral, tendr'n para 1988 una mayormsonia
y .as. , .h~ An eua .4pplr.l

Las cop'a 

utilizacion. En la plani-icacion do 
trabajo so usara mas cantidad
 

tilos y utiles do oricina, motivos quo
do cpias, papolora y 

juztifican el presupuesto del presento 

ano.
 

Viaticos.
 

1988 quo una person& viajo 15 dfas 
al mes
 

So tione provisto para 

para, ovalar los proyoctos de desarrollo 

en el interior do la Re
 
cotian a un 

publica. Los gastos do alimontacion 
y hospedaje so 
 -

por d1a en lugaros NO DE LUJO, pero s dis 
promodio do Q.66.67 


frutando do un poco do comodidad, con 
lo cual los Q.1,000 presu­

puestados estan dentro do lo aceptable.
 

l1antolimionto do vohfculos, 
reparaciones, acoites y lubricantes.
 

las actividades do ASINDES-ONG so pense on
 
Para ol dosarrollo do do los proyoc­do dosarrollo
la ncccsidRd do visitar los lugares 

31 do Diciembre do 1987 y pa­
tos aprobados por ASIUDES hasta so 

el 
estimo la adquisiciofn de 2 ve­

labores,
ra llevRr a cabo esas acoites
do combustibles,utilizacionconsecuontoh~culos con la 
asi como roparacDones y mantonimiento de los mis­

y lubricantes, quo esta al sorvicioincluye ol voh~culo 
mos. Este prasupuosto,. ­
.do PAxCT y quo tambien prosta sorvicios a 

los analistas y Dirac 

*tor do ASIIIDES-ONG. 

do roparacion do oquipo do oficna: 
Mantoniraionto 

oscriblr, fotocopiadora, tolefonos, 
Lax y 6l 


Las ms'quinRs de 
cabo programas do adies­

so alquila para llovar a los 
equipo quo ­

son objeto do roparaciones. Igual 
trata 


trainionto'y ensefianza, la oficina, esta circuns ­
so le da al resto do equipo do
iniento a&o
 

pensar on ol valor presupuestado 
para el 

tancia nos permite 

do 1988.-


Relacionos Piblicas•
 

uo 

Bajo este rubro,est4 la cantidad do Q.400 so l dan al So-nor 

Director para su actividad on la 
Institucion.
 

Equipo do Programaciofn y computac1on: 
eldeben mojorarso para

y los programasE1 equipo do coinputacion 
so estiman on Q.lO,O00.
afio 1988. Las nocosidados 


Biblioteca: 

libros, rovistas y adquirirn docu 
Dobo comprarse Diccionlarios, En 19.en AS111DES-14G.6l acopio do conocimientosmentaciolY para consulta. So ponso on una 

no so tione nins)un libro do
nctualidnd 
cantidad quo porinita iniciar una paquoRa 

bibliotoca con la canti
 

dde Q. 5,000. 



y atenciones al personal:Gastos do Representaciln,convivios 

Homos presupuastado los gastos quo 
ocasionan las atenciones
 
oficina, b) Desayunos y re­

siguientes: a) Cafa al personal do al porso 
a la Junta Directiva; c) stenciones 

do cafe 
frigerlos 


nos visita y d) Convivio anual al 
personal do Adminis­

nol quo 

troacion. Nuestras estimaciones do 

acuerdo a la experiencia do
 

son de w7,000.­los arios pasados 


de Proyoctos:
Comito do Selecciofn 

ues a los 4 miambros ponso en )',unr dos veces por
P'ra 1988 so Q.lO0 cada 
del Comite de solcCic'V de proyectos y ellos cobran 

uno por sesion, tuLll Ostimado Q.800 
cada mes.-


PARA OTROS GASTOS:JUSTIFICACION 

Equipo do Oficina:
 

do comprar una planta tolefonica, 
varios Archiva
 

Hay noces'.dad es solo ­
dor6s y aLgun equipo mas do oficina. Este dasambolso 

estar ­
valor, la Institucio'n podrYa 


por el aRo 1988. Con esto 
paru el dosempfo de su actividad.­

on rogulares condicionos 

Externa:Auditor~a 
a ­hay la'ostim

do las cuentas do ASINDES-0NG,
Para la revisio'n ­so estino funcionan dentrode 
ci6n de Q.6,000. Esta cantidad ­

lograr una cotizacion barata,.p 
ro no so tieno 


medio. P dr a 

confianzi en su calidad del trabajo.
 

Publicaciones:
 
-

cursos do ensoianz& y motiva 

dar a conocor losEs importanto el ofocto, las pu -Para 

cion a las instituciones intoresadas. 
y es para ellosu corietido on los diarios, curaplenblicaciones para iel'aie.­do Q.1,000 

qua so presupuosto la cantidad 

personal:
Capacitacin del 

ha ponsado rnanditr al
de personal, so 

En materia do capacitacion in­quo adquieran proparacion
algunas personas paraoxtrajero a tienon al proposito 

y es por ello que, ASINDES y PACT 
tolectual so cumpla osta inquietud. 
y prograinado para quo en al. aio .98B 

Iuiprevistoa: 

El rongl'n do OTROS GASTOS, 
contempla rubros muy importantos 

y
 

ostiia~r algun.
quo tiorozn, es necosario aplicarpor Ist rismna ijinportancia dio como resultadoEsta razoniti-prIovistos,rongl 6 n do q uo usciende a .iOOOO.­

total prograiwado,un 10%del 
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Attachment 15
 

SUGGESTED STEPS TO CARRY OUT RECOMMENDATIONS
 

ALQn 

1) Identify and hire new 
Executive Director 

2) Contract for external 
audit of use of Grant Funds 

3) Complete negotiation of 
funding agreement with GOG 

4) identify and hire new 
Coordinator for Technical 
Assistance 

5) Identify and hire new 
Assistant Executive Director 

6) Conduct external study of 
position descriptions, salary 
levels and qualifications of 
current staff 

7) Formulate mid-term institu­
tional goals of ASINDES 

8) Identify and hire Financial 
Analyst/Controller 

9) Identify and hire additional 
analytical staff 

10) Prepare position descriptions, 
delegations of authority and 
standard operating procedures 

Primary Target Completion
 

Responsibility
 

Board of Directors Jan. 988
 

PACT and Executive
 
Director Feb. '88
 

Board of Directors March '88
 

Board of Directors March '88
 

April/
 
Executive Director May '88
 

Executive Director April '88
 

Board of Directors April '88
 

Executive Director April '88
 

Executive Director April '88
 

Executive Director May '88
 



Prepare System for informing
11) 

Board in writing of progress
 

and problems 


12) -Issue standards for reim­

bursement of employee expenses
 

for program purpose 


'13) Formulate strategy for 


conduct of technical 

assistance program
 

14) 	 Prepare additional guidance
 

activities and standards to be
 

applied in determing cost/
 

benefit ratios and sustain­
ability of activities 


15) 	 Prepare Proposal for Use
 
of Remaining Grant Funds and 


for Extension of Project 


16) 	 Formulate plan for achieving
 
mid-term institutional goals 


17) 	 Prepare revised 1988 budget
 
for ASINDES 


18) 	 Modify agreement between PACT
 

and USAID/G to include specific
 

undertakings and steps to carry
 

out recommendations 


19) 	 GOG/ASINDES/PACT Agreement on
 

Extension of Project 


AI
Feoniili-tY 


May 	'88
Executive Director 


May 	'88
Executive Director 


Coordinator of
 
Technical Assistance May '88
 

concerning meaning of "productive"
 

May '88
PACT 


PACT and Board of
 
May 	'88
Directors 


June '88
Executive Director 


June '88
Financial Analyst 


June 	'88
USAID/G 


June '88
USAID!G 




Primary Target Completion 
6_Ako~n Responsibility Date 

20) 	 Formulate plan for monitoring
 
implemention of grants
 
(including field visits) and
 
agree on responsibilities of
 
staff members for its conduct Executive Director July '88
 

21) 	 Institute periodic meetings
 
of ASINDES and A.I.D. to
 
review status of project USAID/G June '88
 

21) 	 Formulate strategy for raising
 
funds in Guatemala and abroad Board of Directors July '88
 

22) 	 Consider how to increase the
 
utilization of loans instead 
of grants under the program PACT and Executive
 

in support of NGO activities Director July '88
 

23) 	 Review appropriateness of
 
standards governing the conduct
 
of the grants program Board of Directors July '88
 

24) 	 Arrange for availability of 
subject matter experts to 
assist ASINDES and grantees Executive Director July '88 

25) Identify persons available to
 
assist on management/program
 

Board of Directors July '88
problems 


26) 	 Prepare plan for necessary
 
training of staff of ASINDES PACT Aug, '88
 

27) 	 Prepare plan for evaluating 
conduct of ASINDES' program
 
including impact on NGOs of 
assistance (both financial
 
and technical) PACT 	 Aug. '88 

28) 	 Formulate plan for achieving
 
public recognition of role
 
of A.I.D. USAID/G Sept. '88
 


