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This interim evaluation assessed the progress achieved under an amended 
Operational Grant (OPG) from June 1988 to June 1990. 

The purpose of this 4-year grant of! $2.3 million to Private ~gencies 
Collaborating Together (PACT) is to strengthen ASINDES as a Guatemalan I 

PVO umbrella organization to Support PVOs operating in Guatemala, 

Under tho amendment, PACT has continued to proviaa additional assistance 
to consolidate ASINDES' progress. The project's major components are 
technical, training and financial assistance for PACT to improve ASINDES 
management and technical capabil-ities; technical assistanco and training 
for the Guatemalan NGOs from ASINDES, with the assistance of PACT; and 
grants to Guatemalan NGOs to carry out their activities. 

The overall conclusion of this evaluation is that ASINDES is well on its 
way to accomplishing its major goals under the amended OPG, such as the 
development within ASINDES of a project administration system and fund 
management capacity to finance member projects; the development of a 
technical assistance and training program to strengthen the 
administrative and project implementation capacity of the Guatemalan PVO 
community; and the strengthening of the management and administrative 
capability within ASINDES. However, despite the progress made toward 
the achievement of major objectives under the amended OPG, ASINDES still 
requires the completion of several major tasks not only to accomplish 
these goals but also to ensure the consolidation of the organization and 
the expansion necessary to become a major actor and counterpart in the 
Guatemalan development community. 

Some of the major tasks which need to be completed include additional 
activities related to financial self-sufficiency and computerization of 
its financial operations. 
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I. PURPOSE OF ACTIVITY E V w m  

This summarizes the interim evaluation of the progress achieved under an 
amended Specific Support Grant which provides $1.2 million additional 
funds (total of $2.3 million) to Private Agencies Collaborating Together 
(PACT) to strengthen the llAsociacion de Entidades de Desarrollo y de 
Sewicio No-Gubernamentalas de Guatemalaw (ASINDES) to support 
non-government organizqtion (NGOs) operating in Guatemala. 

The project's major components are technical, training and financial 
assistance for PACT to improve ASINDES management and technical 
capabilities; technical assistance and training for the Guatemalan NGOs 
fron, ASINDES, with the assistance of PACT; and grants to Guatemalan NGOs 
to carry out their activities. 

PURPOSE OF EVALUATION AND METHODOLOGY USED 

The terms of the amendment called for an interim evaluation. The major 
purposes of the evaluation agreed upon by AID and PACT are: (i) to 
assess the progress of the program in tenns of the amended goals and 
objectives; (ii) to assess the adequacy of the objectives and goals of 
the OPG with reference to the new and emerging needs of ASINDES and the 
Guatemalan PVO community; and (iii) to summarize these findings and to 
make other recommendations. @ 

Major additional functions of the evaluation are: (i) to determine 
whether the recommendations of the previous AID evalua'tion have been 
effectively implemented; (ii) to assess whether an adjustment in goals 
and objectives is necessary; and (iii) whether an extension of the 
program is necessary and/or advisable. The scope of work included a 
series of questions to be answered as well' as the methodology utilized 
in the evaluation: (i) review of documents; (ii) interviews; (iii) 
selection of representative projects for a rapid impact assessment; and 
(iv) attendance to least one training event. 

PACT/NY with AID approval, contracted the services of Dr. Alfredo 
Cuellar, (Management Science for Development Inc.) an evaluation 
specialist with over 15 years' experience in the planning, management 
and evaluation of overseas development programs, and a former AID 
officlal with responsibilities for PVO programs in the LAC Bureau. Dr. 
Cuellar contracted the assistance of three local consultants to 
participate in the project evaluation. 



During the interim evaluation which was conducted between January 8 and 
January 20, 1990, the eva1,uator interviewed some 28 persons in Guatemala 
from the ASINDES staff, Board, Project Selection Committee Officials and 
ASINDES  embers ship; AID and PACT officials; PVO representatives; 
Government of Guatemala, and sub-projects' personnel. He also visited 
various project sites of organizations that are being assisted by 
ASINDES . 
111. FINDINGS AND CONCLUSIONS 

The overall conclusion of this evaluation is that ASINDES is well on its 
way to accomplishing its major goals under the amended OPG, such as the 
development within ASINDES of a project administration system and fund 
management capacity to finance member projects; the development of a 
technical assistance and training program to strengthen the 
administrative and project implementation capacity of the Guatemalan PVO 
community; and the strengthening of the management and administrative 
capability within ASINDES. However, despite the progress made toward 
the achievement of major objectives under the amended OPG, ASINDES still 
requires the completion of several major tasks not only to accomplish 
these goals but also to ensure the consolidation of the organization and 
the expansion necessary to become a major actor and counterpart in the 
Guatemalan development community. 

Major accomplishments to date include the following: 

A) Internal Administration 

A complete office administration manual was developed to 
complement the accounting manuals created under the original OPG. 
Authority was successfully delegated by the Board of Directors to the 
Executive Director to enhance the decision making process. The amount 
and diversity of duties, however have overextended the Executive 
Director, making it impossible for him to accomplish his multiple 
responsibilities. Immediate steps need to be taken to hire an Assistant 

i 
to the Executive Director, (Interviews with the Director indicated that 
ASINDES has made a decision to hire an Assistant and that this decision 
would be announced shortly.) 

ASINDES can also take credit for developing a capable' and 
efficient staff with improved morale. However, staff skills need to be 
increased and systematized, especially 'in computerized financial and 
project tracking systems. 

The organization has made considerable progress in developing a 
number of important planning documents, especially at the technical 
staff level. However, ASINDES needs to improve these planning 
instruments and overall planning processes, especially at the Board 
level; and the Executive Director has to address issues that he has 
neglected due to the current overextension of responsibilities. 



B) B 1 
I 

ASINDES has developed the necessary instruments and technical 
capabilitiel to administer a grants program to individual NGOs for 
medium-sizad projects. This system includes technical capabilities in 
the identification, analysis, supervision, and evaluation of projects. 
As a result, ASINDES has been able to disburse more than $1.0 million in 
grants to over 30 medium-sized projects and 30 small community 
infrastructure projects. ASINDES has also provided valuable assistance 
in ~trengthen~ng the institutional and implementing capacities of NGO 
grantees , 

Areas for further improvement include computerization. 
Furthermore, ASINDESf expertise and capabilities are limited to grants. 
It does not have the experience or the systems to administer credits to 
NGO grantees nor does it have the capability itself to receive credit 
financing from donors, 

C) Technical Assistance and Training 

ASINDES has been able to organize an impressive number of 
technical assistance and training everts on such topics as strategic 
planning, small community enterprise development, and environmental 
assessment, ASINDES has also introduced the idea of sectoral planning 
in the areas of health, micro-enterprise development, agriculture and 
agroforestry. Participants interviewed for the evaluation appeared to 
be: very positive in terms of the technical assistance and training 
provided through this activity. 

However, understaffing in the Tech.nica1 Assistance and Training 
Department has contributed to the failure to complete and 
institutionalize a sectoral program strategy. This is reflected in 
ASINDESf funding, which is still done on a project-specif ic basis rather 
than in the context of coordinated sector programs and strategies. 

Although not included in the amended OPG, there are other 
objectives which are nevertheless essential to the stability, if not sthe 
survival, of ASINDES. The most important of these involves the issue of 
financial survivability. ASINDESf efforts have been less successful in 
this area than in others. Although it is attempting to diversify its . 

funding by contacting a number of funding sources, ASINDES still remains 
overly dependent on AID and the Government of Guatemala. This 
dependence is especially worrisome in view of the problematic nature of 
the GOGfs Social Investment Fund initiatives. 

Another important issue affecting ASINDES' stability is the 
inherent conflict between its llsolidarityw and auditing functions. 
ASINDESf began as a solidarity organization in the sense that it offered 

L 

assistance, support, and a voice to NGOs in their hour of need. As it 
proceeds to establish more rigorous monitoring and supentisory standards 
(its so-called l1auditing" functions), it may increasingly become engaged 
in conflicts with organizations which are unable to meet these more 
demanding standards and criteria. Up to the present, most NGOs have 



The evaluator complied with the terms of the Scope of Work. 

I~ccordingly, he reviewed the. Grant Agreement and its Amendment, 
;including all other project documentation, the previous evaluation, 
quarterly reports, sub-project reports,, and other resource documentation 
related to this activity. He also interviewed some 28 persons from 
ASINDES Staff, Board Members, Project Selection Committee, ,as well as 
ASINDES Membership, AID, Government of Guatemala, and PACT officials. 
Site visits were also performed to interview personnel of organizations 
receiving assistance from ASINDES, and/or persons involved in planning 
and implementation of past and current operations of the ASINDES program 
under the Grant. 



FINDINGS AND CQNCTlUSXONS (CONT. ) 

accepted ASINDES' standards and suggestions with reference to project 
funds channeled by ASINDES. However, in a few cases involving repayment 
of misused funds, antagonisms have surfaced. This may be a harbinger of 
potential conflict in future. It is an issue that ASINDES should 
address. 

In order to consolidate ASINDES' institutional capability, ensure 
its stability and increase its effectiveness, it is suggested that the 
Mission continue its support to this program. 

IV. PRINCIPAL RECOMMENDATIONS 

ASINDES 

A.1. For the Board of Directors 

1. The Board of 'Directors should develop a work plan for its own 
functions and the general direction of ASINDES. 

2. The Board of Directors should require and use a director's work 
plan developed in sufficient detail and including a format adequate for 
monitoring purposes (including indicators milestones, and time frames). 

'a 

3. The Board of Directors should also require budget analyses from 
the Executive Director and the Financial Coordinator. 

4.The Board should participate in more training events (both 
formal and informal). The range of activities could include involvement 
in new initiatives as well as courses and training visits. 

5.The Board should require that ASINDES develop a complete fund 
raising plan with specific functions, responsibilities, and timetables 
for its implementation. The Board of Directors should also play an . 
active role and participate in its development and execut:ion. 

For theBecutive Director 

1. The Executive Director should take immediate steps to hire an 
Assistant Executive Director with clearly specified functions and 
authority. 

2. The Executive Director should proceed to the immediate staffing 
of the Technical Assistance Department of ASINDES. 

3. He should develop an objective salary policy and apply staff " 
evaluation procedures on a regular basis. 

4. 4. Immediate steps should be taken to systematize and increase 
staff training, especially in office automation systems, i.e., 
"c~mputerization.~~ Efforts should be made to take advantage of PACT'S 
experience in developing automated systems elsewhere. 



5. The ~inancial coordinator should develop an internal auditing 
capacity. 

6, ?'he Project Selection Committee should be reconstituted and 
become functional once again, with improved reporting on the supervision 
of the projects already funded. 

B. For PACT 

1. PACT/New York should invite ASINDES to participate in PACT 
meetings to effect joint planning of the Guatemala program. 

2. The Resident Representative should renew his efforts to find an 
effective way to communicate with the Board of Directors through either 
written communications, attendance at Board meetings, or participation 
in Board training events. 

3. The Resident Representative should establish formal agreements 
with the Board, Director, and staff as to priority objectives requiring 
his assistance. 

4. As a result of the PACT-ASINDES joint planning exercise, 
strategic objectives should be jointly agreed upon, with PACT devot lng 
the majority of its expertise and resources to the accosplishment of 
these objectives. 

5. As one of its priority objectives, both PACT/New York and the 
Resident Representative should make every effort to ensure the full 
computerization of the ASINDES program before the completion of the 
amended OPG in June 1990. These efforts should take advantage of the 
expertise that PACT has acquired in developing projects elsewhere. 

For AID 

1. USAID/Guatemala should take the necessary steps to communicate 
to the Mission in general the progress that ASINDES has made with regard 
to its institutional capacity in order to effectively explore areas of 
mutual benefit. 

2. The Mission should continue its support to ASINDES in order to 
consolidate its institutional capabilities, ensure its stability, and 
increase its effectiveness. This support should consider as priority 
objectives ASINDESr financial self-sufficiency, the resolution of 
internal structural contradictions, and an expanded technical assistance 
program. 

3. As a condition to continued support, AID should require a 
previous agreement and commitment by the ASINDES Board, PACT, and AID as 
to the achievement of these goals and the major steps required therefore. 

4. AID should establish mechanisms to ensure that beneficiaries 
are aware of the source of funds received through local NGOs. 



1. All parties to a project must actively participate in 
situations where the project implementation and success are jeopardized 
by exogenous forces, i , e .  difficult negotiations with host country 
governments. 

2. To avoid overdependance on one funding source, financial 
self-sufficiency should be made an explicit objective of a project of 
this nature, requiring a detailed implementation plan to be reviewed 
periodically. 

3. Careful attention tc adequate technical and administrative 
support for NGO umbrella support organizations can be an effective means 
of focusing and monitoring grass roots development efforts which are 
consistent with overall national strategies. 

8102~: acv 
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Thio interim evaluation sought to asseee the progreeo 
achieved under an amended Operational Program Grant IOPO) made in 
June 1980 by USAID/Guatemala to Private Agencies Collabcrating 
Together (PACT). Under the amendment, PACT waa to continue a 
program, in collaboration with ABINDES, to promote eocioecon~mic 
development activities in Guatemala through private voluntary 
organizations (BVOsS. By extending the program for two years, 
PACT would provide additional aseietance to consolidate ASINDES' 
progress, complete the syetame and proceduree it had etarted and 
help bring ASINDEB to eelf-oufficiency in the area8 of 
inetitutional, project and sub-grant management to deeign and 
carry out an effective technical aasietance and training program 
that would strengthen the PVO community in Guatemala. 

The main components of the grant are technical, training and 
financial aeaistance from PACT to improve ASINDES management and 
technical capabilitiee; technical aesietance and training for the 
Guatemalan NGOe from ASINDES, with the assistance of PACT; and 
grants to Guatemalan NGOe to carry out their activitiee. Grant 
funds were made available through June 1990. This interim 
evaluation was conduct~d between January 8 and January 20, 1990. 
A final evaluation is acheduled for June 1990, prior to the 
completion of the program. 

The overall conclusion of this evaluation 18 ttat ASINDES is 
well on its way to accompliehing its major goale under the 
amended OPG, such ae the development within ASINDES of a project 
administration syetem and fund management capacity to finance 
member projects; the development of a technical aeeistanco and 
training program to strengthen the administrative and project 
implementation capacity of the Guatemalan PVO couunity; and the 
strengthening of the management and adminietrative capability 
within ASINDE8- However, despite the progreea made toward the 
achievement of major objective6 under the amended OPG, ASINDES 
still requires tho completion of several najor task8 not only to 
accomplirh thoao goala but aleo to ensure the coneolidation of 
the orgam4ration and the expaneion neceaeary to become a major 
actor an6 counterpart in the Guatemalan development community. 

Major accompliehnente to date include the following. 

A complete office adminiatration manual waa developed to 
complement the accounting manuals created under the original OPG. 

Authority wan aucceasfully delegated by the Board of 
Directors to the Executive Director to enhanee the decieion 
making process. The amount and diversity of quti s, howev 
have overextended the E~ecutive Director, m k m g  f t impoaef h e  



for him to rccomplirh hie multiple r@eponeibilitirs. Zwwadiate 
atepa need to be taken to hire an Aeeietant to tha Executive 
Director. (Interviews with the Director indicated that he had 
made a deciaion to hire an Aeeietant and that thie decieion would 
be announced ehortly,) 

ABINDES can ale0 take credit for developing a capable and 
efficient etaff with improved morale. However, staff skills neod 
to be increaeed and ayetematized, especially in computerized 
financial and project tracking oyscerne. 

The erganization has made considerable progress in 
developing a number of important olanning documents, especially 
at the technical staff level. However, AgINDEB needo to improve 
theae planning instruments and overall planning grocesees, 
especially at the Board level; and the Executive Director has to 
address issuas that he has neglected due to the current 
overextension of responsibilities. 

Project bdminietratio~ 

ASINDES has developed the necessary instruments and 
technical capabilities to administer a grante program to 
individual NGQa for medium-sized projects. This systsm includes 
technical capabilities in the identification, analyeis, 
supervision, and evaluation of projects. As a result, ASINDES 
has been able to disburse more than $1.0 million in grants to 
over 30 medium-sized project8 and 30 emall community 
infrastructure project.. ABINDES ham also provided valuable 
assistance in strengthening the institutional and implementing 
capacitiee OR NGO grantees. 

Areas for further improvement include computerization, 
Furthermore, ABINDEB' axpertise and capabilities are limited to 
grante. It doe6 not have the experience or the system to 
adminetar credit8 to N W  grantees nor does it have the capability 
itealf to t w e l v e  credit financing from donors. 

== 
T e c h n i c ~ ' & # l 8 t ~  Traininq 

ABINDES Bar been able to organize an impressive number of 
technical aaaietance and training events on such topice as 
strategic planning, emalL conununity enterprise development, and 
environmental aaeeasment. ASINDES ham aleo introduced the idea 
of sectoral planning in the areas of health, micro-enterpriee 
development, agriculture and agroforeatry. Participants 
interviewed for tha evaluation appeared to be very positive 'in 
terms of the technical assistance and training provided through 
thia activity. 



However, understaffing in the Technical Aeeistance and 
Training Department ha8 contributed to the failure to complete 
and inotitutionalize a eoctoral program etrategy. Thia is 
reflected in A81NDEB' funding, which is etill done on a project- 
epocific baeie rather than in the context of coordinated sector 
program8 and strategies. 

Although not included in the amended OPG, there are other 
objectives which are navarthelees essential to the stability, if 
not the survival, of ASINDES. The moat important of these 
involves the iesue of financial survivability. ASINDES' efforts 
have been less eucceesful in this area than in othere. Although 
it is attempting to divareify it8 funding by contacting a number 
of funding sourcee, ASINDES etill remains overly dependent on AID 
and the Government of auatemala. This dependenea is especially 
worrisome in view of the problematic nature of the World Bank's 
Social Inveetment Fund initiatives, 

Another important isaue affecting ASINDES' atability ie the 
inherent conflict between it8 "eolidaritym and auditing 
functions. ASINDES' began ae a solidarity organization in the 
aense that i t  offered aesistance, eupport, and a voice to NGOe in 
their hour of need. Ae it proceeds to eetablieh more rigorous 
monitoring and supervisory etandardo (its so-called "auditingm 
functions), it may increasingly becoae engaged in conflicts with 
organizations which are unable to meet these more demanding 
standard# and criteria. Up to the present, moet NGOa have 
accepted ASINDES' standards and euggeetions with reference to 
project funds channeled by ASINDES. However, in a few cases 
involving repayment of misused funde, antagenisme have surfaced. 
This may be a harbingar of potential conflict in future. It is 
an iesue that ASINDEB should addreee. 



XI. INTRODUCTION 

On May 20, 1986, USAID/Guatemala made a Specific Support 
Grant of Sl,050,000 to Private Agenciee Collaborating Together 
(PACT), a U.S. private voluntary organization. The purpose of 
the Grant was to finance PACT'a effort@ to improve the capacity 
of a Guatemalan association of nongdvernment organizations 
(ASINDES) to support nongovernment organizations (NO081 operating 
in Guatemala. The major components of the Grant were technical 
and financial assistance from PACT to ASINDES in order to iaprovo 
ASINDES' management and technical capabilitiee; technjcai 
assistance for the Guatemalan NGOe from ASINLES, with the 
assistance of PACT; and grants to Guatemalan NGOe to carry out 
their own activities. The output8 of the program were as 
tollows: the selection and funding of 30 NGO projects; the 
selection and funding of 20 "mini-grants" to the NGOo for diverse 
purposes; and the holding of five workshops in epecial events 
each year to provide training to 100 employee8 of approximately 
30 NGBs. Funds were made available through June 30 1988. 

On June 28, 1988, USAID/Guatemala aaended the Specific 
Support Grant to further etxengthen ASIIWES' ability to support 
indigenous and international PVOe operating in Guatemala. Under 
this extension, which added $1,250,000 (for a total Grant amount 
of $2,300,000), PACT was to continue a program, in collaboration 
with ASINDES, of promoting eocioeconomic development activities 
in Guatemala through private voiuntary organizations (PVOs). 
Through this amendment to extend the program for two years, PACT 
was to provide additional assistance to coneolidate ASINDES' 
progress, complete the eyetems and procedure8 it had started, and 
help bring ASINDES to eelf-eufficiency in tho areae of 
inetitutional, project, and sub-grant management to design and 
carry out an effective technical aesiatance and training program 
that would strengthen the PVO community in Guatemala. The 
outputs of the amended program were a8 follows: 

1) Eight training opportunitiee for ASINDES Board of 
Directorr, on aubjecte including budget preparation, 
etratogic planning, organizational management, promotion, or 
0th- topica which would help clarify and strengthen their 
rolm; 

2 )  Twelve formal training event8 for ABINDES staff, on 
subjecte including pereonnel management, project analysis 
and monitoring, evaluation, financial management, planning, 
computerization or other areas that would increaee their 
capacity to undertake their reeponeibilitiee; 

3 )  Twenty formal training evente for ASINDES meabere and 
other NGOs, including topics such a8 project design and 
preparation, project monitoring and evaluation, financial 
management, planning, budgeting, and specific technical 



themer of intereet to the N O 0  community in Guatemala; 

4 )  Daeign and implementation of a computerized monitoring 
and evaluation ayatem for PVO projocts by ASINDEB ae well ae 
4 computerized ayetea to control and monitor ASINDES funds; 

5 )  Financing of a minj-mum of 45 grants to PVOs for 
development projecte, using mostly host government local 
currency generatione from ESF/PL 400 agreementat and 

6 )  Establiehment of the capacity within ASINDES and the 
CAPS Alumni Aeeociation to undertake a amall community 
infrastructure projecta program. 

A mid-term evaluation of the original Specific Support Grant 
was conducted in November and December of 1987. A eubaequent 
review of ASINDES' operations was conducted in August 1988 as 
part of a multi-country comparative analyeis of AID's experience 
with various types of NGOe. These two evaluations contained 
numeroue recomnendationa for action by ASINDES, PACT, and 
USAID/Guatemala which will be reviewed and diecusaed within the 
present evaluation. The amended Specific Support Grant called for 
an interim evaluation to determine progreas in meeting the 
project's objectivee and implementation of recommendations from 
the project'e most recent evaluation. (It also call8 for a final 
evaluation, scheduled for June 1990, prior to the completion of 
tha Program.) For the preeent interim evaluation of the amended 
gpecific Support Grant, PACT, ASINDES, and USAID/Guatemala agreed 
on a Scope of Work which focuaes on the following: InetitutionLl 
strengthening of ASINDES, project adminiatration and funding 
program, technical aseistance and training program, and PACT and 
AID inpute. It alao etipulatee a review of the implemantation of 
the 1988 AID evaluation. A copy of the complete Scope of Work ia 
included a# Attachmentrent 1. 

PACT/New York contracted for the aervicea of Dr. Alfredo 
Cuallar (Managerant Sciences for Development, Inc.), an 
evaluation rpecialimt with over 15 years' experience in the 
planning,:.ornagement and evaluation of overaearr development 
program#.- A8 a former AID official with responsibilitiee for PVO 
program in  the Bureau for Latin America and the Caribbean, he 
haa had conprahanriva experience with PVO programs and operations 
throughout tha Latin American and Caribbean region. 

Field work for the present evaluation was conducted by Dr. 
Cuellar January 8-20, 1990, in Guatemala. Thie included the 
aseietance of three local conaultante who carried out a complete 
project evaluation. Dr. Cuellsr visited variour relevant 
organization8 in Guatemala and interviewed a coneiderable number 
of pereons involved in planning and implementation of past and 
current operations of the ASINDES rogram under the Grant. In 
addition, Dr. CuePlar accompanied ! ocal evaluation consultants 



and visited various project eitee of organizatione that are being 
assisted by ABINDES. A list of organizatione visited and persons 
interviewad for the evaluation ie included as Attachment 3. Dr. 
Cuellar also consulted a number of baeic resource documents in 
conducting this evaluation. 

111. BACKGROUND 

A. PACT 

Private ~gencies Collaborating Together (PACT) is an 
international consortium of nongovernmental voluntary 
aeeociatione working in developing countriee. Founded in 1971, 
PACT currently coneists of 25 member orgmizatione, three of 
which themeelves have -smBerehips representing 100 additional 
PVOe. As a consortium, PACT'S support for umbrella programs grew 
out of a series of major studies sponeored by PACT, consultations 
with member organizatione and PACT'e own experience in financing 
and managing 500 PVO grante, totaling over $50,000,000, between 
1971 and 1988. 

The new dialogue on coneortia-building began in 1984 when 
PACT sponeored a series of regional consultations on coneortia 
and other PVO support organizations. A PACT-eponsored 
coneultation among the leadere of 3outhern umbrella organizations 
was followed by dialogue with U.B. PVOs, the Agency for 
International Development (AID), and varioue United Nations 
agenciee. On the whole, theee exercises affirmed the pivotal 
role of unbrella organizatione in helping their constituent PVOe 
chart new directions. Since oarly 1985, PACT has been providing 
management assistance to AID Mieeione in Guatemala, Costa Rica, 
and Bolivia on PVO unbrella program. In March 1986, PACT 
submitted a propoeal for an Operational Program Grant (OPG) to 
USAID/Guatemala. As already noted, that proposal became the 
baeis for a Specific Support Grant of S1,050,000 to PACT, which 
was eubeequently amended and increased to $3,300,000. The 
purpoee of tha amenbad OPG ia to finance PACT'S efforts to 
improvtm tho capacity of ASINDES to support NGOa operating in 
Guatemala. This aaanded OPG ie the eubject of the present 
evaluatioo. 

The Asociacion de_ Entidadee d e  Desarrollo y d~ Servicio No 
Gubernamentales d e  Guatemal A8 N ES is an association of NGOs 
workina in Guatemala. --r" t wae tLg$ oun e in 1979 with 28 members. 
One of-the primary motives for its creation was to strengthen the 
voice of the NGOe in their relations with the Government of 
Guatemala (GQG), and especially in their demand for protection 
from haraesment, intimidation, and physical violence, to which 



many of their etaff and cooperating individualr were subject at 
the time. The purpoeee of ASINDEB were, and continue to be, the 
following: to encourage memberehip solidarity for mutual defense 
and representational purposes; to foster coordination among 
msabere as well as with other intereeted organizations; to make 
better known the work of its membere; to improve the capabilities 
of N W a ;  and to prepare and negotiate development projects with 
Guatemalan and external financing agencies. Since 1986, ASINDES 
has been receiving aaeistance from AID through PACT, as described 
above. 

ASINDES is a membarehip aesociation of intermediary NGOa, 
with a permanent, paid profeesional staff whose function is to 
aaeist its members, i.e., intermediary NGOe which in turn provide 
financial and technical aeeistance to community organizations 
(oruanizacionee baa*, or base groupe). Intermediary NaOs are 
thus different from "base groups" such a8 cooperatives, local 
economic development organizatione, producers aeeociationa, atc., 
whose objective is to obtain resources for the benefit of their 
own membershipa. In contrast to intermediary NGQs, base groupe 
are the final beneficiaries. Presently, ABINDEB ie an 
association comprieed entirely of intermediary NGOe and it serves 
principally, although hot exclueively, its aembere. There is, 
however, an ongoing debate within the organization as to whether 
base NGOa should become members of ABINDES. 

ASINDES' current memberehip coneiats of 38 intermediary 
NWs. Originally beginning with 28 organizations, its membership 
subeequently declined to 23; but in the last two years, its 
membership hae increased by over 508 to 38 intermediary 
organizations. There are also 10 applications formally 
requesting admia8ion to ABINDE8 that are pending action. 
Furthermore, ASINDE8 also includes both national and 
international NWo. 

Thosr are reverrl requirement8 that organizations must meet 
to b a c d m e r o  of ABINDES: they must be nongovernmental and 
have l o g e  atanding ( ersoneri uridicq) in accordance with 
~ u a t e m r l * ,  law8 : thoyDmu8t con&it activities involving social 
development in Ouatamala: and they must be nonprofit, apolitical, 
and nonsectarian. 

Each active member i.8 required to pay a modest financial 
quota which entitloe the organization's repressntatives to attend 
and vote at meeting8 of the General Assembly, to elect person8 
who hold management positions in ASINDES, to receive service@ 
from ASINDES, and to present development project8 for support 
from ASINDES. Membership in ASINDES can be euepended or 
cancelled by the Board of Directors acting with the approval of 
the General Aseembly. 



The h s s e m ~  is the final authority governing 
ASINDES, Each member of ASINDES has one vote in the General 
Assembly. Its function is to eet overall policy, guidelinee and 
procedures for the operation of the organization, The General 
Assembly meets normally three times a year and, in extraordinary 
seeeion, at the request of the Board of Directore or 20% of the 
membership. During ordinary sessions, the General Assembly 
elects the Board of Directore, approves the annual report and the 
annual budget submitted by the Board of Directore, and takes up 
any iasue of a non-extraordinary nature put before it. During 
extraordinary sessions, the General Aeseably approves changes in 
the by-lawe and internal regulation8 governing ASINDES and 
authorizes the sale, pledge, or rent of any property or other 
right of ASINDES. 

The Board 01 Directors consist8 of five member8 chosen by 
the General Aeeembly from the menberehip of ASINDES for a period 
of two years. The present Board was elected in February 1989; 
thus, the next election will take place in February 1991. The 
five members decide among themselves who will occupy the 
following positions: Preeident, Vice President, Secretary, 
Treaeurer, and Representative (vocaL1. 

Officially, the Board of Directors b e t s  once a month but 
during the last year it  ha^ met much less frequently. The 
Board's reaponeibilitiee include admiesion of new member8 to 
ASINDES; nomination, selection arid removal (as neceesary), and 
monitoring of the Executiv~e Director of ASINDES; calling sessions 
of the General Assembly; providing oversight of by-laws and 
regulations of tha organization; preparing of Board and 
institutional work plane and budgets for ASINDES; obtaining 
economic reeources for the organization; and taking 
responsibility for epocial aaeigrments a8 may be neceeeary. The 
President and tho Treaourer aleo have some financial/accounting 
responeibilities involving the signing of checks for the 
organization. . . .  

~&h d 18 reapneible for naming the Fxecutive Director 
of AS1 - , w h o ,  in turn, is reeponeiblg for carrying out the 
deciaiond and policios of the Board. Hie principal 
reeponaib~litier are to decide jointly with the Preaident of the 
Board on actions to be taken; carry out the technical and 
administrative actions agreed to by the Board; develop and 
propore his own and the staff'e work plans; prepare documentation 
for actions to k considerad by the General Aseembly and the 
Board concerning technical and adminietrative matters of ASINDES; 
and select, appoint, and remove the technical and administrative 
personnel of ASINDES with the approval of the Board. The 
Executive Director aleo participates in the meetings of the Board 
and the General Aseembly but does not have the right to vote. 



All projecte funded by ASINDES muet be approved by the 
proieck #elactioa M t t e ~ ,  which ia coneidered both a key to 
the maintenance of program etandards and one of the major 
conceptual contributione of PACT to the system created to 
administer the Grant. The Committee consists of seven Guatemalan 
profeasionala who are selected by the Board of Directore of 
ASINDES to serve for a period of two years. These seven 
proteeeionals do not hold government poeitiona; they are not 
involved in politice and have no connection' with any of the 
members of ASINDES. Although they are paid a modest sum for 
attending the meeting8 of the Committee, they serve because of 
their interest in the work of ASINDES and of the NGOe represented 
there. The Committee makes decisions by majority vote of thoee 
present (a quorum of four is required). It wae vested with final 
authority to approve propoaed projects of up to 200,000 
guetzalea. (At the time of the writing of the present 
evaluation, the offical exchange rate was U.9, $1.00 = 3.40 
Quetzales. 

Officially, the Committee meets every three month6 to review 
project propoeale. In the recent past, it has met as often aa 
there was work to conduct. Very recently, however, the Project 
Selection Committee ha8 been adversely affected by four vacancies 
(one comaittee member was killed in an accident; another resigned 
to attend long-term training in the U , 9 . ;  and the other two 
reeigned for personal reaeonel. The Executive Director of 
ASINDES is the liaison with the Couittee, and he and the Project 
Analyst presenting a proposal attend the meeting8 of the 
Committee. Synopses of project proposals to be coneidered, 
together with report8 of the review of the propoeale by ASINDES 
staff, are circulated to the member6 of tho Couittee before each 
meeting. In addition, the Committee assign8 one of it8 members 
to study each propoeal eo that he can better aek question8 of the 
staff repreeentative on behalf of the Committee. 

It should be noted that the Project Selection Committee has 
no other role in the* work of ASINDES. However, in trying to 
comply with one of tha recommendation8 of the previous 
evaluation, there were attempts to uae it as a consultative body 
for the Beard. Thia resulted in a confusion of functione which 
seriouely hfndared the relationehip of ASINDES with the 
Goverment ot Ouatemala (000) .  At preeenl, there is no provision 
for keeping tha Couittee informed on tho actual impleaentation 
and achievements of projecte that it has approved to date. 

IV. INSTITUTIONAL DWELOQMENT OF ASINDES 

One of the overall finding8 of this evaluation io that, 
despite the considerable progreae that ASINDEB has mads a8 an 
rgan zation, it 11 h a 1 por ant unf nishe £ aka to complete 

Pn orier to conaoilfiate f ta Tnet tutionaf capagiff tie. . ~t can 



even be argued that progreee in eome 4.nstancee hae been achieved 
in spite of some institutional deficienciee, auch as weak 
leadership from the Board. Thie ie reflected in the deficient 
planning process at the Board level, which has considerably 
elowed institutional development. 

Previous evaluatione highlighted ASINDES' difficulties in 
developing a medium- or long-range planning atrategy etaternent of 
ite goals, objectives, and priorities as well a8 the absence of 
long-term work plane for its implementation. The most recent 
evaluation (in 1987) thus recommended that the Board of Directors 
of ASINDES should formulate "a etateaent of goals for ASINDES 
which indicated the relative priorities to be attached to the 
varioue purpoeee of the organization.'' The evaluation went on to 
note that, "once such a statement of prioritiee hae been 
establiehed, the Board ehould prepare a workplan for reaching 
those goals that includee the major step8 to be taken and which 
takee into account the revenue8 expected, etaffing and other 
support requirements for carrying out the plan." 

A review of thie iseue for the preeent evaluation reveals 
that, although ASINDES has made considerable progreas in 
improving the planning proceee, it etill hae major deficienciee 
that need to be addressed. These deficienciee highlight the fact 
that the planning and programming proceee etill needs to be 
reinforced and improved before it can be conaidered to be fully 
inetitutionalized. As will be ehown, thie deficient planning 
process has had eeveral negative consequences--both internal and 
external-for the organization. 

For the preaent evaluation, numeroue document8 were reviewed 
and interviewe conducted at the three levels of the organization: 
the Board of Directore, Executive Director, and staff project 
level. 

1. board of Directors 

The il8nning proceea in ASINDES ha8 gone through a major 
evolution 8 fairly short period of time. Its moet recent 
reetructuing c m m  out of a major training effort conductsd for 
the Board by INCAB (uatituto CentroAaerican~ a Adminietracion 
& m~reaacr) under tho sponaorahip of PACT and ASINDES. The 
f0~u8 of this effort wae on strategic planning, both for ASINDES 
and the N W  couunity. 8pecifically, the purpose was to explore 
the varioue componente of strategic planning in general and of 
ASINDES aa a consortium and leader of the NGO couunity in 
Guatemala. The major outcome of thie training exerciee was the 
development of a methodology that led to the preparation of the 
Plan uinauenaL (Five Year Plan) for ASINDES.' The Plan 

a!ena& identified the major actors involved in eoctor 



planning, tha attitude8 required for this type of planning and 
various relational aspect8 euch ae, for example, poesible funding 
sourcee and beneficiarier with whoa ABINDEB would relate. 

Although it wae a good atteapt to develop a strategic plan 
for NO08 in Guatemala, the document proved to be too general and 
diffuse to serve as an operative, working inetrument. Thue, 
PACT'S Resident Representative prepared a Reeume of the Plan 
Quinauenal, (Resumen Eetrateaicg m a u e n a l ,  1986-1992).  
This Reeume condeneed the Quinauena~ into six major 
functione of ASINDEB: Regreeentation, Mutual Defenee, 
poeicionamiento (its relationship with the Govgrnment of 
Guatemala and cooperating inetitutione), Information, Financial 
Assistance, and Technical Aesistance and Training. Tha Resume 
aleo identified two or three major etrategic objectivee for each 
of theee functions that ABINDES ehould accomplish over the next 
five years. For example, one of the baeic functione identified 
for ASINDES is that of mutual defense. This ie a rational 
function for an organization euch a8 ASINDES, given that the 
founding of ASINDEB was in good part in reaponee to the need for 
a voice againet the violence perpetrated against NGOe at the 
time. One of the objectives under this defenee function wae to 
establish links and contact6 with baeic hunan rights 
organizatione in the region or oversea6 (i.e., the Human Rights 
Court of the OAS or the Inter-American Institute of Human Rights 
in Costa Rica) . 

The accomplishment of theee broad and ambitioue objectives 
required the active involvement of the Board of Directors, in 
other worda, their incorporation into some plan of action or work 
plan. It does not appear that this waa done, nor has there been 
any systematic Board action in relation to thia adnittedly 
ambitious agenda. 

Not only wae there no follow-up on the objectives of theee 
strategy statements, but aleo interviews with several Board 
members and other relevant observere reveal a eurprieing lack of 
coneenaua concerning the role of the Board of Directors in the 
planning'bat.ocar8 itself. Some merbere of the Board indicated 
that tha Board did not have a role to play in the planning 
proceee, d.a., that tha role of the Board of Directors ie an1 y to 
set policy and carry out the will of the General Aeeeably. 
Othere indicated that the reeponsibilities of the Board did, 
indeed, involve a planning function and that they were already 
involved in it; however, they did not cite any work plane beyond 
eimple agenda8 uaed in the meeting6 that serve a0 the baeie to 
discuse upcoming activities with the Executive Director or to 
present to the General Assembly. Reference to the Strategic Plan 
was made but it was ekatchy. Furthermore, no Board members 
mentioned the need to have a planning document aufffciently 
detailed ag to indicatore, milestones, chronology, etc. which 
could be uaed to monitor and orient their own work or that of the 



Executive Diractor. 

It can therefore be concluded that, up to the preemc, the 
Board'o involvement in tha planning process ha0 been largely 
limited to internal mattare of the organization. IE Lhie regard, 
it should be noted that the Board doee demonstrate a 
conscientioue, strong, and activa intereet in the ongoing 
activities of the organization. Furtheraoro, they cppear to bo 
fairly well-organized for their meetinge and have well-developed 
procedures for their meetinge which are conducted at least once a 
month and oftentimee more frequently. Their work during these 
meetinge tends to docue on the work of the two technical 
departments of ASINDES: Technical Aesietance and Training, and 
Projects. Theae activities apparently are reviewed on a regular 
baeie in considerable detail with the Executive Director. The 
Board alao appeare to have delegated to the Executivs Director 
the neceseary decision-making authority ao that he does not have 
to go back to the Board repeatedly for evsry action taken. 

One can epeculate on the reaeone for the absence of a better 
and more conpreheneive planning capability on the part of the 
Board of Directors. Some respondent8 feel that part of the 
problem is structural, deriving from the fact that the Board ie 
comprieed of individual8 who are themselver Executive Directors 
of their own or.ganizatione. As such, they are overly buay 
individuals who may have a difficult time merely attending 
meetinge of the Board, not to mention involvement in aore 
demanding, comprehensive objectives implied in the plan 
Quinauenal (and ite accompanying Resue), Bore have aleo noted, 
aore cynically, that ae heade of organizatione it ie not in their 
self-intereet to strongly promote another organization into a 
leadership position for the NGO community in Ouatemala, 

In conclueion, one can say that the Board of Directore has 
been actively involved in the internal operatione of the 
organization, that is, in the "micro planningm proceae of the 
staff, and in thi8 context it ha8 played a responsible role. 
Howover, it Brm not oxercieed a leadership role in terms of the 

8togic objective6 that have been defined by the 
organiza S o  for itrolf. Nor has it developed a eyeten of 
adequatou wnitoring and orienting the activity of the Executive 
Director.' Bxrrrplom of some important coneequencea resulting from 
inadequate planning would be the Board's failure to involve 
iteelf and loarn from the proceee of negotiations with the World 
Bank and the Government of Guatemala (000) in relation to the 
3ocial Inveetment Fund (BIF); and in the weak guidance it has 
given to the executive Director in relation to the fund raieing 
plan and activities, which has left ASINDES seriouely over-', 
dependent on AID and the GOG, with few immediate alternative 
funding optione. 



Some oboervorr criticized the Board harohly for it8 failure 
to follow up on there initiatives. There l a  a fooling that, to 
the extent that the Board tail# to oeiro thlr initiative, A8INDES 
will lode tho opportunity of aroerting itsalf &a a major 
organization with a unique mirrion and measage on behalf of the 
entire NO0 community in Guatemala. To the extent that ASINDE8 
thua failo to assert its loaderehip, it8 role will necoooarily be 
limited and oo will its impact in the GuaCemalan development 
ecene. 

ii. Board of Directore - Executive Director 
Relationehip 

The previoue evaluation of ASXNDEB raieed the iaeue of Board 
Executive Director relationohip. It noted the "interventionietU 
character of the Board which interfered with the Director1@ 
ability to make the necessary and opportune management decieione. 
AIII can be seen from the previous analyeea of the planning process 
for the preaont evaluation, thia situation preeently io 
completely different. The Board has fully delegated all the 
necessary authority to tha Executive Director, thereby precluding 
the need for unneceseary and cumbereone approvals. If anything, 
tho Board eeeme to have adopted a more paesivo role in both 
leaderehip and management, and, as indicated abovo, needs to 
develop a middle ground approach by developing planning 
instruente sufficient to enable it to monitor and guide the 
Executive Directore@ activities without hindering hie 
effectivenese. 

iii. Executive Director. 

The planning proceor waa a180 examined at the level of the 
Executive Director. As discussed elsewhere, the position of 
Executive Director has been very unetable over tho past three 
years. Tho fact thrt there have been three Directors in the last 
three yoarr ham not enhanced the planning procers. However, the 
currant rector ham been on the job for about 15 nonthe, and he 
seem8 t ociata tha iuportance of.the planning proceae even 
when he 4k i g 8  that him work plane etill need improvement and 
that at M--a ha ha8 not been able to adher* to them fully. He 
ham mvo#theleam rdodicat@d himee1.f to improved planning and 
organltrtlon. The Executive Director has developed an annual 
work plan which in general is conamant with the p l a ~  Quinauenal 
alluded to earlier and with the work of the individual 
department6 of the organization. ( A  copy of the document is 
included as Attachaent 3). This document is prepared and 
submitted to the Board of Directors for review and approval. 
However, by the Diroctoree own admission, previous efforts have 
resulted in very generalized documents with limited utility as a 
management tool. However, because of the Executive Director's 



aultipla public relation# acthitiem and policy functionel he 
will be unable to reinforce the planning proceee without an 
Adainistrativr Aeeietant. Both ha and the Board have repeatedly 
agreed on the critical nature ot hiring an assistant who could, 
among other thinge, provide aesietance in introducing greater 
integration and coherence to the organization'e planning procrsa; 
but they have never reoolved thie key issue. (During an 
interview with the Director, he indicated that he hae made a 
decision concerning the hiring of an Aeeietant and that thie will 
be announced in the very near term.) 

Iv. Department8 of ASINDES. 

The evaluation also reviewed the planning function in terms 
of the various departments ot ASINDES--Technical Aoeietance and 
Training, Projecte, and Accounting and Finance. The planning 
prlocese is most developed, and to some extent institutionalized, 
in the technical departments. A review of their work reveals 
t h l ~ t  considerable effort hae gone into the davelopment of work 
plans and miscellaneoue planning documents. The work plane for 
thle Technical Aeaistance and Training Department ae well a6 the 
Prlojecte Department were equally sophieticated. In addition to 
thleir detailed nature, tho work plane reflect attempt8 to develop 
and apply a variety of useful indicators for supervision, 
monitoring, and evaluation of projocte. These will be extremely 
useful tools, particularly as they are refined and computerized, 
in measuring the impact of their respec;ive departmente and of 
project activitiss. 

As already noted, the Financial Coordinator has been on the 
job only six months. Hs hae not yet developed a work plan for 
his department. 

It can therefor. be said with regard to the overall planning 
proceee that despite serious weakneeees on the Boarld of Directors 
level, con8iderable offort has gone into its overall development. 
Thie ie downmtratad by thu exietence of numeroue planning 
instrwantr. To date, the organization hae developed the 
followinqr 

1) Overall paan Q- (the five year plan) 

3 )  A Resume of the five yaar plan that laye out different 
strategiee, functions, and objectives to be accorplbehed during 
the five yeare covered by the Plan Quinauena noted above; 

3 )  Work plan by the Executive Director; and q 

4 )  Departmental work plane. 



HowOVer, the overall planning procoor appeara to lack 
inetitutionalization--not to montion conoolidation. Thie ie 
reflactad in tho lack of agr04aent on t9e najor componento of the 
planning proceaa itself; and the lack of follow-up on major 
planned objectivee of tho organization (at tha level of the 
Board) and tho unevenneee, divarsity, lack of etandardization and 
integration of the planning inetrumenta reviswed at the project 
(lee. technical) level#. Yn effect, the integration of ASINDES' 
goals, objectivee, and activitiae will be achieved only if the 
Board: 

1) Develop8 its own work plan; 

3) Requireo the work plan of the Director and etaff to be 
detailed enough to eerve as monitoring and evaluation 
inetruments; and' 

3) Actually uses theee inetrumente on a regular basir. 

An intereeting conclueion, therefore, is that ABINDEg' 
planning proceee ie better eetabliehed at the bottom of the 
organization than at the top. Thie wae evident in the much more 
defined and soghieticated planning docuaente developed by 
ASINDEB' department6 compared to the lees well doveloped 
inetrwents as one moves up the hierarchy. Thia la 
charactariatic of in@titutione where the planning procees has not 
yet been institutionalized; in the case of ASINDEB, it reflects 
the heterogenous membership, whoee consensue is more easily 
achieved at the project level where immediate reeults are needed 
to respond to the prersuree of conetituentr. 

1. Organization and Pereonnel 

Tha original O W  envieioned the improvement of the 
organizatfsn8r ganorrl adminietration~as a m a n e  of strengthening 
ASINDES rn an inrtitution. A number of admini~trative aeaaures 
have b a a  trkon to impreve ABINDES' institutional capabilitiee in 
the araa of gonoral administration. A eignificant activity 
involvad tho provision of technical aeairtance for the 
development of an office adainietration manual that included a 
description of tho overall structure and organization of ASINDES. 
A draft of this manual war developed by PACT, and ASINDEB hired a 
local coneulting firm to produce a final dscument in 1987. This 
manual, completed in 1988, contains job descriptiona, staff 
evaluation methodr, and internal inetitutional oparating 
procedures, including a deecription of technical etaff and 
various organizational featurea of the office such as criteria 
for docwent handling and control. 



Undar the emended OPQ, technical asoistance war rlro 
providad by PACT and a local conrulting firm (w pg 

y u) to develop a completa, standard 
personnel manual (including an orientation or briefing eection 
for new pereonnel). The manual aa developad containa information 
on drear codae, office poficiao of! tha organization with regard 
to holidays, abasncea, eEe. Thie manual waa the outcome of l a  
intenrive, half-day training eeseiono, over a period ob three 
montha, an participative adniniotration. These aeeeione, and 
the extensive 150-page manual reeulring from then, wera a crucial 
element in the formation of profeaeisnal staff attitudso 
regarding important organizational devologrent ekills and 
machaniame, such at3 team building, conflict rerolution, and 
personnel management. 

This manual earnewhat outdated because of the change8 in 
the Exscutivs Director poeition and of eome key staff. As a 
rasult, it ie referred to infrequently. Nevsrthelere, it remains 
an important document and, if updated and applied, could be 
extremely ueeful in further reinforcing the organizational 
development of ASINDE8. 

11. Personnel Management 

a. Staffing 

The staff of ABINDES currently coneiets of 11 full-time 
employees, an incroaee from the nino poeitions noted at the time 
of the previous evaluation. Theee poeitions are as followe: 

* The Executivs Director (Mr. Eric Chicol); 

* One Coordinator of Training and Technical Aesietance (Me. 
Cristiur Munduate) ; 

* Projwt Coordinator (Me. Alma Irene Gonaalez); . . 
* Aarirturt Project Coordinators (Mr. Raul Rosa1 and 
Mr. bijda Modrmo) ; 

* One Financial Coordinator (Mr. Jose Luis Jimenez); 

* One Aeeirtant Accountant (Mr. Hugo Matou); 

* One Aselstant Technical Assistance Coordinator with a 
specialty in resource mobilization (Hr. Mauricio Bernard); 

* Two Secretaries; 



One Amairtrnt 8ecretary and one Mwrenger. 

ABINDEg ha# paid rpecial attention to the peroonnel 
requiremento of the organization. Its peraonnel model ie 
premised on flexibility, that ir, on hiring the neceeoary 
personnel to accoemodate the growth of the organization and at 
the same tire not enaumber the inrtitution with a large etabf 
that might be ineffective and underutilized. 4BINDEB haa 
therefore optad for r relatively m a l l  staff whore function 2s to 
identity, organize, and coordinate a network of rhcrt-term 
conoultantr. These conaultantr include one permanent part-time 
conrultant, Mr. Abel Cliron, who is an agronomirt. He has been 
actively involved ae the liairon involving World Bank 
negotiationr, and in thir capacity he doer the technical work of 
ASINDES involving COFIS (the pilot project of the World Bank'e 
Social Invertment Fund). ASINDES also ueer the service# of three 
part-time consultante for project eupervieion and evaluation. A 
number of rdditional ehort-term coneultanta are also hired by 
ABINDES to conduct specialized technical aeeietance activitiee, 
including the development of eectoral programs. 

Up to a year ago, the pereonnel situation in ASINDEB wae 
marked by turmoil. During the laat three yearn, ASINDES hae had 
three Executive Directore, three accountante, four Project 
Coordinator#, three Technical Aeeietance Coordinators, and 
various other tranoitiona. In fact, most of the adverse views of 
ABINDES by outsiders are bared on their negative perception8 of 
ASINDEB during there highly unstable yearr. The abrence of 
stability in the top poeition, in particular, hae been 
particularly difficult for the organization, affecting internal 
operation8 as well am external image. However, the current 
Director hae been on the job for about 15 monthr. The etability 
in thio porition har greatly enhanced etaff morale, internal 
operatione, and external image. 

Darpite the turmoil, ABINDBB ham managed to retain and 
recruit talontod and highly qualified individuals. It hae also 
identifid additional, qualified local personnel reeources, such 
as cuhort- conrultante, aa already'noted. The stability in 
the atrf *currently occupying key pooltione (1. e., in the 
Projecte*m wall ra Technical Aseietance and Training 
Department.) and the experience they bring to these position8 
givs ABINDg8 elgnificant capabilities in theea areas with very 
pooitive reeultr in project adminilatration and promiee in 
technical aeeietance. 

Recent ealary incrsaees further improved etaff morale. 
However, ealary increaeea were determined on the basie of 
negotiation8 with each individual etaff member and not on the 
baeie of a etandard organizational peraonnel policy. According 
to interviewe, a etandard pereonrial policy ha8 not et been r devdoped that addresees staff coapeneation, promot one and other 



eimilrr poroonnol matterr. (At the time of tho writing o t  thie 
evaluation, ABINDEB had hired a local conrulting firm to roview 
itr perronnal poliay in the context of othar NOOs in Ouatemala. 
It will recormnd a rtandardized personnel policy in line with 
that of other inrtitutionr in tho privet., not-for-profit 
sector. 

b. Staff Training 

The amended OPG also provided for staff training, ae 
indicated in the following statement of output8 expected st the 
end of the eecond year of the project'e extension: 

"Twelve formal training evente for ABINDES etaff, including 
personnel management, project analysis and monitoring, 
evaluation, financial management, planning, computerization 
and/or other area6 that increase their capacity to undertake 
their reeponeibilitiee (an average of two persons par 
training event)." 

The Department of Technical Assistance and Training wae 
assigned the responsibility of implementing ASINDEB' etaff 
training. A work plan was developed that included objectives, 
actions and mean8 of reaching objectives, approval nechanierne, 
and salection criteria. To determine the neede of the 
organization, an informal "needu asseeemant" based on interviews 
with ASINDES' etaff wae conducted. Subsequently, arrangements 
were made for their training. 

Document review and interviewe reveal that staff training 
was conducted for ercrataries (English and Couunications as well 
ae H u a n  Relation8 courses); project staff (visits to ACORDE, a 
foundation in Costa Rica, to exchange ideas on project 
management); and tha head of the Technical Aesistance and 
Training Dapartmant (who visited the Dominican Republic for one 
week on project dorign and organization of NGO evente). 

ion# on this training include the following: 
A1 t h u g  @ff training was undertaken, and ha8 had a positive 
impact Ob* 1 a m 8  of profeseional administrative skills, it needs 
to b. 1.QBbv.d in tarmo of programing and systematic 
iaplemantation. Tho training should have been planned and 
iaplemented over tha two-year of the amended OPG rather than 
episdically ar appears to be the case. Although most of the 
training funds will probably be ueed by the end of the grant in 
June 1990, soma of thie training should have beer1 programmed much 
earlier in the two years poriod covered by the amended OPG. Due 
to the uneven scheduling of thie training, the organization has 
not had the full benefits of these inputs to date. Although this 
is, in part, a result of inadequate planning, it is important to 
note that t h e m  deficiencies also reflect the need for 



flaxibility and crieis management in an institution like ASINDEB 
which must noartiaer react to new and urgent problems or 
opportunitiaa. Such was the case, for exaaple, with the 
introduction into tha development scene in Guatemala of the major 
World Bank/GOG initiative of the Social Invertmsnt Fund. It wag 
only in October 1988 that ABINDES becamo aware of thir activity 
and of ite poesibla importance tor ASINDE8. Ae a result, major 
new and very timr-consuming activitiee-in information gathering, 
coordination of member and/or non-member NGOa, negotiations with 
the World Bank and GOO etatt, readjustmente in technical 
aseiatancs and project funding strategies-*-were undertaken 
affecting and eomatinee replacing previous plans, programe, and 
schedules. 

These contingencies have ale0 slowed the training of etaff 
in computerization. The preeent computer akille of ASINDES' 
etaff can be deecribed as uneven. For exaaple, although eupport 
staff have a very good knowledge of B a o h  word-proceseing, they 
have limited knowledge of other, more advanced features such as 
nail merge (which ie eeeential for a membership organization). 
TechnicaS etaff are familiar with spreadsheet programe such as 
Excel (which ie what they aeea to have decided upon, although 
they a160 have Lotue in thair computer), but quick teets by the 
evaluator revealed only a basic knowledge of Excel. For example, 
a tracking ayetern for dfsbursemente has been developed, but the 
apreadeheet wae not fully programmed to provide quick changea of 
baeic information involving current diabureements. 
Intere~tingly, it was indicated that only one person had received 
training in Excel; the reat had learned the program on their own. 
They are thue trying to computeriza office programs 
unsystematically, which ie a time-coneuming procees that could be 
expedited and made more effective through eyntematic training. 

There was no evidence of any etaff member with a knowledge 
of databaee eyetems (despite tho fact that they have acceee to 
DBase 3 on thair computer). Knowledge of this eyetem, or any 
equivalmt relational databam eyetem, will be very inportant in 
the development of automated project-monitoring. It will alao be 
of critical importance in handling an.increaeed v o l w e  of project 
and progru activities involving the 8ocial Inveetment Fund. 

c. Training for the Board and Executive Director. 

The amended O W  indicated that the following ehould be 
accomplished for the Board of Directoro: "eight training 
opportunities of ASINDES Board of Directors, including budget 
preparation, strategic planning, organizational management, 
promotion, and/or other topics which help clarify and strengthen 
their role (a minimum of two pereons per training opportunity)." 

Training of membere of the Board of Directors wao limited. 



Interviewa with members of tha Board reveal that they did not 
view t h e m  training opgortunitiss as a real option for them. 
Time conrtraintr were cited am the major problem. Ae already 
meptioned, ao executive directore of their own organizatione they 
have a hard time finding the time to undertake thie training. 
Moreover, one member of the Board noted that hie work ie 
voluntary and that taking training courses under the amended OPL 
might be conatrued by some ae compromising his integrity. 

A chart of the training for members of the Board and the 
Executive Director of ASINDEB ie included (Attachment 4 ) .  As the 
chart demonetratea, there wae a certain imbalance in training: 
whereas membere of the Board did not participate for the most 
part in these training activitiee, the Executive Director was 
able to avail himeelf.of a coneiderable number of training 
opportunitiee. 

The amended OPO aleo called for "twenty formal training 
evente for UINDM ambere other_ NGOa including project 
design and preparation, project monitoring and evaluation, 
financial managemenk, planning budgeting and specific technical 
themes of interetet to the NGO community in Guatemala (an average 
of 20 persona per training event)." 

A diecueeion of this activity ie dealt with in Section 111 
below (Technical Aeeietance and Training Program). 

111. Financial Management 

The etrengthening of ASINDES involved improvemente in 
adninietrative aa well ae fiscal procedures. Is late 1987, PACT 
prepared nanuale for an accounting eyetea and for administrative 
proceduree. The accounting manual wao developed and completed by 
local accountants in early 1988. Control and report formats as 
well ae a tracking eyeten were developed. 

Dircu8rionr with the accounting department reveal the 
followi- The accounting department,haa experienced 
c o n e i d o r ~ h  rtaff inetability that included turnover of three 
accountamt8 in the lart three yeare. ASINDES was succeaeful in 
recruiting 8 qualifiad Financial Coordinator with 11 years of 
banking e%perience, in July 1989 to handle the accounting and 
financial operation6 of the organization. Although he has been 
on the job only six aonthe, he appear6 to have developed a basic 
knowledge of ASINDES' operatione. Ha is familiar with the 
accounting aanuale previouely developed and aleo ha6 a good 
working knowledge of the ayetema developed, even introducing 
varioue modifications to improve them. These changes were made 
in consultation with the Executive Director, who ie a former 
Treaeurer sf the ASINDES Board of Directors ae well as a trained 
auditor. Hia experience has thue been very helpful to the new 



Financial Coordinator in acquiring a quick graop on hi# 
accounting and financial responeibilitiea. 

Accounting proceduree ae presently constituted appear to be 
adequate for the current volume of activity of the organization. 
The accounting department hae developed what eeea to be efficient 
proceduree for budget preparation, payroll and the "draw downm of 
OPG funde froa PACT/New York and, more recently, the GOG 
(specifically, it8 Minietry of Finance). Although he Financial 
Coordinator hae computerized eoae of theee operation#, 
computerization has not proceeded on a eysteaatic basis. Thue, 
only parte of the accounting have been computerized. 
Neverthelese, eome of the problems identified in previous 
evaluatione also appear to have been corrected. For example, 
responsibilities for check writing have been improved to overcome 
bottlenecke. 

There are, however, more significant deficienciee and 
limitatlone. The accounting and financial eystem ae presently 
conetituted is adequate to eugport principally ga jnternal, 
larqely b o o k k e e n i ~  p~eratioq involving the organization's 
payroll, "draw downam and financial projectione. To the extent 
that the accounting system is limited to theee functions and 
purposes, it appear8 to be adequate. However, it doe8 not have 
the capability to provide financial eupport eervicee to the 
Project Analysts, not to mention audit8 and financial analyses 
involving other NOOe. Ae already noted, ASINDES relies on short- 
term consultante to prepare audit8 and financial analyses of the 
NGO project propoeale and projecte. However, an increaeed volume 
of activity would place significant preseure on ite accounting 
and financial management eystem ae preaently conetituted. 

The accounting/financial department would thue greatly 
benefit from a syatsmatic training program deeigned to enhance 
the in-house capabilities of it8 present etaff of two, that ie, 
the Financial Coordinator and hi8 Assistant. This department has 
had very limited training, most of which ha6 been on the job or 
self-taught. The Financial Coordinator, for example, was given 
an orientation on ABINDEB' operationasand ite accounting manuale 
when he f5rrt rtartod the job. The computerization, however 
limited, of A81NDESg accounting operations ia due to the personal 
initiative and intoreat of the Financial Coordinator. 
(Incidentally, the Financial Coordinator has to use the computer 
equipment on weekends due to its unavailability during regular 
working hours.) Although he did attend a one-week computer 
course in Guatemala City, there has been no follow-up training. 
However, he etates that there are plane for training in the near 
future. Plane for the training of the new Aseietant Accountant 
are also in the proceas of being developed. 

The overall assessment of the accounting/financial 
department is that despite what appear to be smooth procedures 



involving budget preparation, operations, and draw downo, the 
proceer i r  liaitod and incomplete-one part computerized and the 
other based on a what could be called a "#tubby pencil" approach 
to accounting, that ie, with handwritten entriee. It ie not the 
most efficient method for operating a modern acounting syetem or 
for planning it@ expansion. 

In aumnary, deepite its lack of full computerization, the 
present accounting/financial syetea appears to be adequate to 
carry out baeic bookkeeping functione of the organization given 
the current volume of work. It doe8 not have the catability to 
assume a much larger volume ob activity or to enact additional 
functions that perhapo were expected of it, namely, to provide 
financial technical aasistance to Project Analysts or to NGOs. 
Ite etaff also need to be trained in a more coaprehensive and 
eyetematic fashion. 

However, the creation of a financial NGO (as is currently 
conteaplatad) capable of handling all the difficult financial 
functions involved in credit financing, will neceasarily modify 
the financial nerds and structures of ASINDES' financial 
department. Thue, the observation8 on ASINDEB' current 
accounting and financial operations have to be read in light of 
this alternative. 

iv. ASINDEB' Financial Prospect8 

The following obeervationa are made with reapect to ASINDESq 
financial prospecte. 

a. Expenditures 

ASINDES' praaent illustrative budget is being revised in 
accordanco with the projected spending needs of the organization. 
Apparently, tho illurtrative budget wae under-estimated in 
certain 1$na itomm such as office rental, office equipment and 
corrunic&ana and ovor-eetiaated in area8 such as technical 
asaistaadl). Tho budgot will therefore be reprogrammed to correct 
these irb.lracor. 

b. Financial Self-sufficiency 

Although financial .elf -muff iciency was not an explicitly 
mentioned objective in the amended OPG, ASINDES hae made efforts 
to diversify its funding sources in order to improve its fuqd 
raising capability and to reduce its dependency on AID funding. 
These effort8 have been considerably hampered by the lack of 
clarity of AID regulations and guidelines concerning fund raising 
activities. 



Efforts to divorrity funding includa: 

1) Nagotiating contract8 directly with the OW concerning 
Q. 2.0 million in EaP funds; 

2 )  Negotiating with the 000 for a Q. 100,000 rervice 
contrart betwoon ABINDE8 and the COFIS (- Qkb 

Qp Uveraioa 8 0 ~ i a a ) .  Under thie contract, ABINDEB will be 
paid tor the technical eervicee involved in operationalizing the 
"third window" of the pilot project (the COFIS) of the Social 
Investment: Fund (Pandg & J n v e r m  u, or FIS) ; and 

3) Project adminietration of the COFIS portfolio, which 
amounte to Q. 5.0 million, on which ASINDES is aa,king for a 101 
overhead and adminietration fee. 

ASINDES has aleo been negotiating with tho World Bank and 
the 000 concerning the term8 and conditiono of its reimbureement 
for functions it will perform for the aocial Inweetnent Pund once 
thie fund becomes fully operational in May of 1993. 

There are aleo a number of other ~ ~ s s i b u  services under 
which ASINDES could be reimburead. Theee include: 

1) Project adminietration euch aa ie presently being 
contemplated under the COP18 (mentioned above); 

2) Technical eervicae for developing and modifying project 
selection, monitoring and evaluation criteria auch ae it is 
currently performing for the COFIS under the terms of the 
Q.100,000 contract mentioned above; and 

3 )  Technical arriatance not to the PI8 but to actual 
project impleimentars much am NGOe, cooperatives, and baas groups. 
In this regard, AIINDEI has been approached by the base group 
component of the COFIB to provide technical assistance to the 
beneFici.ry groupa in general as well ae financial administration 
and grouqmganiaatloa. 

* 
c. Contact With Other Funding Sourcee 

For at least the last three yeare, ASINDES has been planning 
a strategy for the conduct of a fund raieing campaign. This 
campaign was to be focused on national fund raieing, but more 
importantly, on international Pund rairing f r ~ m  potential sources 
in the U.S., Canada, and Europe. PACT has provided technical 
assistance in fund raieing, strategy development, and technique 
on at least five occaeione. Due to staff inrtability (referred 
to earlier), t h e m  activities had little impact until May 1989, 
when serioue effort8 were undertaken to develop a strategy. 



However, tha lack of determination on thio objective ao n 
priority area by ASINDEB reoultad in only oporadic orgeninational 
efforts to carry out the otrutegy. Activitieo related to fund 
raioing have been repeatedly pootponad or cancelledn 

A8INDE9 has made good faith efforto and some progress in 
developing national funding and relatione with alternative 
international eources. Prospects through the World Bank/000 
Social Inveetment Fund are eepecially hopeful. However, in terme 
of concrete poosibilitiee, it is evident that ABINDEB remains 
dangerously over-dependent on AID and the aCXl and ie thus eubject 
to all the uncertainties that this impliee. 

V .  PROJECT ADMINISTRATION AND FUNDING PROGRAMS 

One of the major outpute of the amended OPGe ie the 
"financing of a minimum of 45 grant8 to PVOe for development 
projects using mostly host governmant-owned currency generations 
from ESF/PL 480 agreements." The Projacte Department of ASINDES 
is responsible for the management and administration of the 
grante program with NGOs. A total of Q. 3.0 million 
(approximately U.8. $737,000) was provided for the grants 
component of the OPG. These funds came from local currency 
generations under ESF/PL 480 agreements. They are thus disbursed 
under arrangements with the Ministry of Finance of the Government 
of Guatemala. At the time of th6 writing of this evaluation 
(January 1990), Q. 1,659,800 had been programmed and disbursed. 
The remaining Q. 341,000 haD been programed (since September 
1989) and will shortly be disbureed. 

ASINDEB charges a 65 fee or couiesion (which is deducted 
from the grant) to cover the firet yaar'a adminirtrative and 
supervisory coata of a project. Thia fee is charged on grants 
that include 8 ravolving fund component, in other words, thoee 
made for productiva projects. The rationale for charging this 
fee is that tha organization is obligated to operate its 
revolving fund for a period of Four years. The 68 fee charged by 
ASINDEB against the total grant amount i 8  designed to cover costs 
of supervision and evaluation as well a8 any technical assistance 
that might be needled in administering the firet year of this 
fund, with 48 being charged for each subeequent year. 

The ASINDES Projects Department is currently comprised bf a 
full-time Coordinator, one full-time Program Analyst, and one 
half-time Program Analyst. However, arrangements are currently 
being m de for add n a full-time ee retaria f si ion and 
convert ng the halt-!ime Program Anafyst to tun-time. In 



addition, thore are plane to hire an additional Program Analyst 
by April 1990. At that tiae, the staffing of the ABINDEB 
Projectr Department will c0n6ht of the f~llowing tour 
individualrr the Coordinator and three Program hnalyots. This 
etatfing will be sufficient to addreoa the new work-loade that 
ABINDEB etaff will ba handling ae a reeult of the activities 
planned under the Bocial Investment Fund. 

It should aleo be noted that, in the first three yeare of 
operation# ABINDE8' in-houaa Prograa Analyeto were raoponerible 
for shouldering the entire workload, However, given the 
increraed workloads, the Projecte Dopartaent hae increasingly 
relied on ehort-term consultantel eepecially for project 
monitoring and evaluation. 

The Program Analyata are reeponeible for identifying 
projects; aeeioting in their formulation and preeentation; 
financial analyses; and monitoring and evaluation. They thus 
have very compreheneive reeponeibilitiea and, according to 
interviews with eeveral grantees, appear to have done an 
axcellent job in providing financial and technical aeeietance to 
NOOI. 

0. Grant Structure PI1Q procedure@ 

Under the original OPG, PACT developed the general structure 
and proceduree for the grant program with NGOe. The etructure 
and proceduree are described in a aeries of docuaente that 
provide information to NGOe requesting aaeietance from ASINDES. 
The work wae done largely by PACT perronnel, including both the 
Reeident Advieor and the technical adviaore from PACT'e New York 
office. Tho rystaa is basad on information contained in the 
following daewente: tha Code of Ethics the Policiee for 
Financing, the Guido for the Prseentation of Project Propoeale, 
the Guide for the Internal Procaeeing of a Project Proposal, the 
Description of tho Role of the Project Selection Couittee, the 
Guide for Agraementa between ASINDES and Recipient8 of Financing, 
and tho Guide for I4canitoring, Reporting and Evaluatlon. 

Althdrrgh tho nyetem developed wae operating smoothly, it had 
to bo 0- and improvad. Specifical?y, the Guide for the 
Presentation of Projoct Propoeale wae expanded on the basie of 
projoct type into four separate guides* The procesg was thus 
mado clearer and more useful to NGOe. Thase guidelinee are 
reproduced and distributed on a syetematic baein to NGOe, which 
are also provided aesistance in their use upon request. These 
changes and modus opsrandi in the structure of the grants project 
appear to have overcome criticien by the NGOe (and previoue 
evaluations). At preeent, the system appears to be operating 

smoothly. Interviewe with NGOe did not reveal any roblems. P he contrary, various NGO representatives hfid highly avorable 



comments on the profeaeionalism of the ASINDEB otaff, itr 
efflciamcy in the procoseing of thoir grante, and eepocially the 
extremely helpful rsrirtance provided to them by tha ABINDES' 
etaff. 

The quantity and quality of the projecte that ASINDE8 hae 
been involved it1 has also experienced coneiderable chango. 
Originally, grant sizes were considerably smaller, averaging 
about Q.la0,OOO. However, ASINDEB made a policy decieion to 
increase the eize of t h e m  grante. Thie docieion wae made in 
order to comply with recommendatione contained in a previous 
evaluation a8 well aa to increaee impact. Moreover, ASINDEB had 
to coneider that, a8 organization6 begin to have more capacity, 
they are able to handle additional amounte of funds. 
Coneequently, the average amount of each grant today ie 
approximately 0 .  350,000. The reeult has been that fewer grante 
have been awarded, but in larger amounte. Currently, the ABINDES 
grante program har provided assistance to 30 projecte. Although 
lees than 45 grants were made, the full amount of 3.0 million in 
financial and technical aeeietance will have been diebureed by 
the end of the grant in June 1990. 

D. Productive Verrua Soclad Profecte 

The Project8 Departuent ha8 also been careful to eetablieh 
criteria to dietinguieh productive from eocial projects. (Thie 
action was taken to addrese another of th@ recouendations of the 
previous evaluation.) According to tho Projecte Department 
etaff, productive projecte muet meet three major criteria: 1) 
they uuet be profitable in the short term, a) they have to 
include a revolving fund component, and 3) they have to generate 
an increaea in i n c o ~ e  for the families involved. 

Social projecta, on the other hand, cover areas auch as 
health, .bucation, nonformal education, and coamunity 
organizatson. Incraaringly, they are developing etrategiee to 
link eocial psojectr with productive ones such as linking 
fapravemantr in nutrition with productive activitiee. They 
recognize that without productive activities an organization is 
merely asietencialiet~ and thus creates increasing dependence on 
the part of the local couunity. 

The Projecte Department also noted eaveral improvements in 
the preeentation of propoeale by NGOe. Although their formats 
are not etandardized, proposals are much better prepared, 
including more complete analyses of the activities they plan to 
undertake which are baaed on concrete needs of the communities. 
Furthermore, the propoeale also demonetrate many more 



implementiag aaprbilitiru on the part of tho locat communttiea, 
including the availability of garronnel for local project 
implementrtion and rug~rviaion. 

The evaluation and monitoring syatem of the Projectr 
Department was also examined. The oyetem developed by the ataff 
conaiete of a guide for the preeentation of a narrative report to 
ASINDEB. The guide indicates the tiae periods covered, goals and 
activities, problems, work plan, and financial information to be 
presented. It aleo conrirts of a checklist for the Program 
Analyet to use in monitoring the project. 

A coneiderable amount of effort, including field testing, 
ha8 gone into the development of thie inetrumant. Although it ie 
a aimple and elementary system, it ia nevertheless useful in that 
it highlights the principal indicator8 that tho c o ~ u n i t i e r  
ehould be aware of. It also introducar the notion of financial 
accountability and control. Copiee of these instruments are 
included (Attachment 5 ) .  Communities prepare progresa reporte on 
thm basis of thie instrument, including financial reports, 
Furthermore, the ABINDES Project Departaent ie continually 
incorporating important new elementm into the eyetem, such aa new 
requirements to: 1) includo environmental aeeessmonta in all 
agricultural projects; 3)  develop plane for beneficiary groups' 
self-eufficiency, and 3 )  adopt an overall program that addresses 
eectoral conaiderationr vereus individualized, separate projects. 

F. Pie14 Obrervations 

The present evaluator interviewed local coneultants 
concerning the methodology, objectives, and actual implementation 
of their evaluations. He found tha coneultanta' approach to 
their work to be profearional and systematic. They aleo seemed 
to be wall trained m d  experienced. For the moat part they are 
academicm from locat univereitiee with a coneiderable amount of 
field a once. Interviews and observatione during a field 
visit so 0 indicato that their work will result in reliable 
and real .;a: C i c  reportr regarding compliance with project goala as 
well a8 #sado.co~aic impact. In the ICA (Institute of Cultural 
Affairs) project visited with one of the local coneultant- 
evaluators, the present evaluator could verify the coneultant's 
care in speaking to all the major participants and beneficiaries. 
Not only was the akill of the consultant evident in interpreting 
difficult response@, but it was aleo poasible to verify the 
different level6 of impact which the project had produced. ' In 
the ICA project, for exaaple. which involved the training 04 
municipal leaderr, the coneultant-evaluator pointed out the 
multiplier effect that could be observed in the eenee that 



participdnta (the runiciprl leadarr trained m d e r  thr project) 
had organioed rnd developed numetour rctivitieo in their 
reopeative comnunitier throughout the area. Thir involved 
diverre activitier suah aa the building community centerr and 
harlth poato, rnd organizing community culturrl rctivitiar around 
thaoe infraotructura projoctr. Theoa local facilitieo uere uoed 
for a varioty of purpeaer, including health clasoeo and mavieo on 
haalth oubjecto. 

One negative note involved the lack of knowledge on the part 
of the local community concerning the oource of tho funds. 
Although they identified the ICA a# reoponaible for the 
sponsorehip of the activitier, they did not know the ultimate 
eource of the funding for there activitier. 

It ehould aleo be noted that thir part of the monitoring and 
evaluation system could be greatly enhanced through 
computerization, particularly if it la -atad in whatever 
computer #yetem# ABINDES decidos to ineta71 a# part of it8 
overall computariaation of itr operation#. Although a 
coneiderabla arount of data would still be qualitative, a 
computerized monitoring and evaluation syatem could be umeful in 

f generating etandard information for comparrtive purpoaas. It 
would also be useful for producing tho sophisticated analyeee 
that will certainly be needed in future for full participation in 
tho Social Investment Fund. 8uch a eyatem would rlro ensure more 
uniform reeulta from the coneultanta on whom A8INDES will 
continue to rely. 

Ona of the outputa of tho amended OPO war "the establishment 
of capacity within ASINDES and the CAPS A l w n i  Aeaociation to 
undertaka e rarll coaaunity development program. Such a program 
would include the following: 

1) Bmt8blimhaaat of a planning, implementation, and 
ryatem that is both efficient and comt-effective to 

z z & . e t  caplation and accountability; *. . 
3)  financing of 30 to 40  grants for eaall, community-level 

project# deaignod by returning CAPS participants and other 
eimilar graupr; and 

3 )  Training of 10 to 15 returned CAP8 participant8 in the 
management ot the program. 

The rationale for this activity war to .aka uoe of the 
akills and training of returned CAP8 echolars ( Q X - ~ O C ~ S ~ O ~ )  and 
apply thoee ekille and training to their local communitiee. The 
strategy waa for the ex-becarioe to identify and develop projects 



in thair aouunitier and than to go to A90PAZAC (tho local CAP8 
Alumni A8r~uirtion) which would reviow the project in accordance 
with guidolinar and technical arrtrtrnce provided by A8INDE9. 
ASINIDES ortablirhad a earl1 projacta unit to  manage thie effort. 

Although them wore problemr between A8OPAZAC and AID 
(totally unrelated to ASINDEg), which contributed ultiaatoly to 
tho interruption of A80PAZAC'e activitier (and to tho program ao 
originally conceived), ABINDeB rtatf war able to achieve at leaet 
two of the three "eub-outputr" of the program: 

1) Financing was provided for 39 grantr for raall community 
projectr. (Of the total amount of $350,000 for thiu activity, 
$50,000 wae ured by ASINDEB for program administration and 
technical aaoiatanca and approximataly 9150,000 of the remaining 
$300,000 has been dirburred.)' Theeo grants ware ueed largely for 
infraetructura projectr. 

3 )  Training wae provided to the ASOPAZAC aanager and hie 
aeeistants in project idantitication, formulation, and 
eupervision. 

ABINDEB created a aeparate adminiotrativo unit that was 
capable of implementing the project, However, given the problems 
between AID and tho local CAPS A l u n i  Aeeociation of returned 
participante, and AgINDEB' reluctance to take eidem in the 
controverey, it doer not appear that the program will be 
continued. The administrative tarko involved in the CAPS 
activity will ba dircontinuad after the final disbursements are 
made in the next aix wntho. 

As positive accompliehmente of thir program, ASINDES can 
point to the eucco8rful complotion of w r e  than 30 emall projects 
channeled mainly through returning CAP8 rcholars; the assistance 
given to an = - h e  in the formation of an independent N W  
(ADIR) which eubeequently bacaro a mombar of ABINDES; and the 
training of oovaral former rtaff and Board membora of ASOPAZAC. 
Negativo conr.quanae8 include the failure of tbir training to be 
inrtitutiam~irod kcause of the bre.6 in continuity sf A80PAZAC 
and hortlXe fooling# on tho part of some of the parties to the 
dieputa betwean AID and A80PAZAC (some of which were undoubtedly 
directed a t  ABXNDE8 bocaura of itu insietence on maintaining ite 
neutrality and logal couitnanta throughout thie difficult and 
murky eituation). 



VII. TECHNICAL ABflISTANCE M D  TRAININO PROORAM 

The rmended OPO r ho called tor "twenty formal training 
eventa for ring NY.Qa including projact 
daeign end praparation, pmject monitoring and araluation, 
financial managamant, planning, budgeting, and apecific 
technical Chamar of interart to the NO0 community in Ouatemala 
(an Gvsrage of 30 persona per training e v o n t L n  

ASINDE8 undartook a very considerable training program under 
thir component of tha amended OPB. Apparently, thare were more 
events sponeored than called for in the amended OPQ, and at a 
leaaer cost. (A list of theee training evente ia included ae + 

Attachment 6 ) .  On the baeie of discuaeions with participante (as 
well as attendance by the evaluator of one of these events), it 
appears that theee activitiee hava been wall ratceived and that 
they addreas the needs of NOOa. One respondent who had attended 
at least four ABINDES-eponrored eeminars, couantad that tho 
"mixn between academic presentation and diraursion by seminar 
participants had been very well handled. In contraet to other 
eeminars eho had attended that coneieted largely of academic 
presentations, ASINDE8 had bean largely succarrful in integrating 
the field experience of seminar participants with academic 
preeentatione made by various presenters. At timae, this had 
rauulted in very lively exchangas betwean preeentore and 
participante. 

ABINDES' Dapartment of Technical Aaeietance and Training has 
rerponeibility for this activity. For thir componant of the 
amended OPO, ASINDE8 developed a work plan for the training of 
NGOs. This training (and technical aeeietanca) activity has been 
a challenging on., driven by a variety of objectives. 
Originally, some of tha training focused on project-specific 
activities. However, the major objective of thie exercise has 
bean more comprohenaiva, that is, to reinforce the notion of 
sector planning. In other worde, it meant purhing NGOs to go 
bayond project8 and to think in term8 of programr. Ultimately, 
the idaa i a  to train N60e to begin to establish common 
objactivd, methodologies, and coordination within sectors. It 
was felt that training of NaOe in thie overall approach would pay 
major dividanda, namely, it was a strategy for getting them to 
exarina their etrangthr and weakneeees, and to coordinate their 
afforts with other N W r  working in the sama area-thue avoiding 
duplication of effort through the use of the same or similar 
indicators and, in turn, developing improvad baseline data and 
more effective monitoring and evaluation syeteme. 

The principal rationale for training of NGOe along these 
lines is of crucial importance to ASINDEB, involving ASINDES' 
comparative advantage and its own raison d'etre in some measure. 
In other worde, ASINDES' role and comparative advaqtage ie to a 
large extent determined by its ability to get NGOs to think 



beyond projeutr, to work togather and thua leverage their 
remurcaa. 

An interview with thu World Bank confirma thir evaluatorte 
arrarnmant o t  the crucial and asaential irpertance of thir 
atrategy and weth~tdolo~y. The World Bank feela that, if 
euccoortul, MINDtS'  approach could intluonca NOO/World Bank 
working relationships nat only in Buatarala but ale0 in Honduran, 
Mexico, and Ecuador, wharo tba ASINDES rxperimca could earve ae 
a modal. 

A81NDE8 ha8 preached a conaietenb -L roesago through 
its seminars and at every opportunity that it gate. It ir 
perhaps too early to dotarmine whether ASINDES ha# auccaedad in 
thie challenging taok of getting the NOOa to work togother and 
develop common seceoral etrategias. devaral inddvidualr familiar 
with ASINDES' work (soma of whom have participated in the 
ABINDIW' eerinara) indicated that tha maesage war gotting through 
and that thay had begun to explore mean# of furthering eectoral 
work in their own organizations. 

Tha imsua tor ASINDES is of critical impsrtanca. A8 
diecuesad marlier, its antira raieon d'atre ia involvod. It ie 

C certainly aware that it naada to continua te explore soctoral 
etratagias with its constituant groupr. (As suggoated earlier, 
part of the problem may be duo to the inability to rtaff the 
ABIMDES office properly. The abretrce of an A8airtant Director 
forcer tha Director of Technical Aseistmca and Training to do 
part of tho Exocutivo Diractor'a work.) 

VIII. COMPUTERXZED MONI'IQRINO AND EVALUATION SYSTEP1S 

The aqonded OW aloe indicated a8 one of its outputs the 
wdasign and implomentation of a computerired monitoring and 
evaluation syrtem for PVO project8 fundad by ASINDBB as wall as a 
computarimd ryrtom to control and wnitor ASINDES funCd." This 

. 
computerind nonitorbng aad evaluation eystam ha8 yet to ba 
irplamantd 18 .anth8 attar commencement of thi8 34-month amended 
OPb. Al $a the care of the training program, eyatematic planning 
had bean inadequate in tho inplenantation of thir ayater. Thie 
la raflaatd in ABXNDES' modeat couputar capabilitier which 
conrirt of an amalgam of largely incompatibla wuip.Ont, La., 
one IBM-compatibla clona and one MaeIntorh and small printers for 
each machine. Tha ryrtem capabilitior a8 presently configured 
are inadoquato to moet tha increasing nemda of the organia!ation. 
However, at the tima of tho writing of thir evaluation, ASINDES 
wao in the procera of taking the final step8 to implement thir 
component of the amended OPG. It had aolicitad bid8 from three 
local computer firme and had finished aoeessing them. It ie moat 
like y that by June 1990 that 18 at the end of tha life of the 
amen h ed OPG, an automated monitoring and evaluatioa system will 



bo in plaaa. 

It wao noted that on0 of the rrjor rearonr for the lack of 
computoriration to date involver A8INPEB' own reticonco to 
proceed with a full program at a time whon ite computer noedr 
wore not yet well-known or oven conridered very important. Now 
that it har decided to rapidly computerize office oporationa, it 
rkould proceed eyetematically to automate ito financial 
operationo and itr project monitoring and ovaluation. To thie 
end, every attempt ehould bo made to benefit from the 
considerable technical aeeietar?ce resources in computerization 
that PACT has developed in other projecto eleewhere. 

IX. SOLIDARITY VERSUS AUDITLNCI FUNCTIONS 

Interviewe with a number of obsorvere have notod the 
existence of a potentially serious "etructural" problem not 
raised in the pravioue evaluation. This iu tho conflict that 
emerger from the teneion inherent in ASINDES' eolidarity 
functione an tho on0 hand, and tha requiremonte of a rational, 
complex organization (what might be called ito "auditing" 
functionel on tho other. At variour etagea in itr ovolution, 
ASINDES has had to both be a eolidarity organization adhere 
to tho standards of a rational, complex organization. Ar a 
eolidarity organization, particularly in ite boginningr, ASINDES 
war oxpoctod to provido a voice ar woll ar moral support and 
aeeietance to the Guatemalan NO0 couunity, then under attack in 
an often violent political climato. Although ASINDEB today 
conduct8 its operation# on tho baair of standard procedures 
common to complox modorn organizations, eolo N W 8  rtill view 
ABINDE8 largely ar a eolidarity group, and expect it to comply 
with itr eolidarity tunctions (it8 premialoa ar someone 
darcribad thorn). It 18 difficult for them to accopt that ASINDES 
will "hold their faat to tho fire" whon thing6 go wrong in their 
project#. In other word#, it is difficult to reconcila ASINDES' 
solidarity functioar with the raquiremontr of a rational 
organizatioa which hau to adhere to atendard contract provieona 
and p r w o a  to rchiovo goale and objectivoa. 

r41 
Thi* i m u m  ha8 aurfaeed moet dramtically in tha context of 

ABINDt8' rorritoring and auditing of members' projects. Althoueh 
monito~ing .ad auditing activitiee have gone woll for the moet 
part, thtro have h e n  inetancee when the mieueo of funda by 
membor N W 8  has created fierioue problems for ASINDES. Thee. NGOe 
have refuaod to adhere to tho ruler, and tenaions have been 
eepocially acute when ABINDES attempt8 to recover Funds from 
local NOOa. t 

Thus, as ASINDES continuee to grow and institutionalize 
standard procedures and accounting mechanis88, there ir a feeling 
that this could lead to the long-term destabilization of the 



organirrtioa. The potential bisruptiveneur of thia confict haa 
theroforo made rome member8 of A8INDE8 heaitant to undertake 
comprehenriva oradit program, which make adharence to "bottom 
lino* conridorationa all the more important. Although A8INDES 
hao been providing assiPtance to revolving credit program, theee 
activitier have baen limited. Thid ieaua will obvtouoly have to 
be reeolved before ASINDE8 can fully aeeenr the implications of 
undertaking a compreheneive, larger-ocale credit program. It ie 
an ieoue which will also have to be reoolved in the context of 
managing a larger portfolio. 

Some have therefore euggeeted that finanaial, monitoring, 
and auditing functione might require a mparate inetitutional 
arrangement in future, thue insulating the organization trom its 
potential disruptiveneea. On the other hand, there are those who 
feel that an organization euch am ASINDE8 cannot operate a credit 
program simply am another credit bank or inetitution; that ie, 
that any credit program would have to be introduced as part of an 
overall package conaieting of technical aeeietance, training, and 
eo forth. 

Thur, although eome of the tensions involving the membership 
of the organization have diminishod over time, other tenelone, 
perhaps more aeriour for tho long-term etability of tha 
organization, have eurfaced and will require attention. 

X. PACT AND AID INPUT8 

A number of input8 have been provided at various levele 
under the amended OPO, a8 dircuseed below. 

PACT/Naw York grovidar eupervieion of the Resident 
R@presantativa. In thir context, it arsirts the Reridant 
Rspra#aatativo in problem-solving that ie beyond his control, 
esg.ci8l via-8-via AID and to some extent with the ASINDES 
Board o*torr. PACTINew York 1. a180 reeponeible for 
providi t.chnica1 ar8istance in the training area. In thie 
ca~acltyfit. 18 ra8ponsibla for developing consultant reeources 
and astabli8hing linkagar with network8 ot organizations involved 
in rimllar activitiar. 

PACT/Naw York has an eetabliehed planning proceee based on 
annual planning evants in New York. At the80 naatings, PACT 
analyzer it8 program#, eetabliehae objectiver for the year, and 
aeeigns responribilitier (who will do what, when, and how). 
These meetings reeult in the development of planning docuente 
with euftici n flexib lity o enable the o ganization to take up I !  f r f new opportun t ee as t my ar so. For examp e, the recent thrust 



into a moro corprehenrive Invelvenent in natural rerourcae is a 
new activity that will bo given increaring attention by PACT, 

Tha rolationrhip between PACT/Nor 'York and A8INDES hao not 
alwayr been emooth. Tho principal searon tor the triction is 
that locale have in the part viowed PACT/Maw York aa an out~ider 
that uror up resource8 that otherwise oould go dicoctly to local 
organizationa. Although there has basn friction in tho paet, 
relationahips betwaea PACT/New York and ABINDES appeared to be 
poeitiva at the time of the present evcnluation. Staff interriiaws 
indicated that the work of tho Rorident Ragrooontatlve i e  greatly 
appreciated. The technical aeeietance provided by PACT/Naw York 
is also viewed as valuable. 

In addition, PACT/New York hae worked hard at improving the 
relationuhip between New York and Guatemala. Marburr of tha 
ABINDES Board or Directors and the Executive Director hava baon 
ayeteaaticaliy invited to attend koy PACT evantr such iaa PACT'e 
own Board of Directore neetingr and the meetingo of i t o  General 
Assembly. Special msstingr have bean arrangod by PACT with tha 
World Bank, the Inter-Amrican Foundation, the I~ter-American 
Development Bank, tho UNDP, and other davolopment agenciao. Xn 
addition to improving relations with membera of ABIHOES' Board of 
Director8 and it8 Executive Diroctor, theee neoting have aPeo had 
the additional virtu0 of demonatrating how other NOOs and 
multilateral agencier participate in the development proceee. 

To date, PACT/New York ham hoeted the current President of 
the Board of Directore (on. trip), two members of the Board (one 
trip each), and the Executive Diroctor (one trip). 

Thia process har been adequate to enhance tha relationship. 
However, it i e  deficient in on0 regard, namely, tho failure to 
invite ABINDES r@prarentrtivar to participate in PACT/New York's 
own planning proceee. ABINDE8 ha8 expreeeob it8 discontent with 
thia atate of adtairr and has given notica that it wiohee to 
participato in negotiations involving any further extensions of 
the O W .  Apparently, PACT/Now York doer not have objectlone to 
thin auggemtbon and bar takoa the neceeeary etepo (providing 
material& briaiingr, otc.) to amelat them in the proparation of 
any new nogotiation8 a8 wall a# in planning of the overall 
aeeietance. (It rhould bo noted, a r  an exception to the above, 
that technical arsietanee activities have been undertaken by 
PACT/New York in collaboration with ABINDEB' ntatf.) 

PACT'e Reaident Rapreeentativa hra been one of the key 
input6 throughout the life of tha OPG. Ute reepoaeibilities 
include the overall management of the OPb. He ha8 been in this 
poeition since July 1986. He ie thue highly Lamiliar with the 



vicirritubea of the organization over the part three and one-half 
yearr. His overall grant management rerponaibilitiea include 
planning, nagotiation of new contracts, aroisring local 
organization# in organizing courses organizing local and 
international training dnd euperviring the appropriateneee of the 
evento and activitiee as well ae the u@e of fundr under tha 
grant. He io also reepan#ible for reporting to PACT/New York and 
U8AID/Guate1~la. (Ha ueea an amplified Project Statue Report for 
reporting on AID projecte. In order to more effectively 
communicate with AID, both the format and the timing of the 
reports were adjusted to conforr to AID procedures.) 

Following the recommendations of the previoue evaluation, he 
initiated a steady information flow through written docuents to 
the Board, including regular report8 of hie activitiee and 
important ieeue~ for XBINDE8, evaluations of etaff and Directors, 
ana coneultation on viaite of PACT pereonnel and PACT/New York 
ewneored technical aasietance. This information flow continues 
but in diminiehed form becauee of several factors which include 
reduced frequency of Board meetings and the lack of feedback and 
reeponae from the Board. 

The remaining 504 of hie time, the Reeldent Representative 
is involved in on-the-job training with ABINDEB. Thir involve8 
the entire gamut of the organization'e project planning, 
implementation, and reporting. This ham been the moat 
challanging part of hir work, in that objectives have to be 
developed and decieions have to be achieved jointly between him 
and the Executive Director. A considerable aaount of time is 
taken in this type of joint decieion-making. 

USAXD/Guatemala'r Office of Private dector Programs is 
responsible tor overall program guidanco and supervision of the 
OPG. App.tantly, thero ie a good working relationship between 
ASXNDBI .bb tha Miraion. Overall, it can bo said that the 

relar 
g has proceeded with a "minimua of bureaucracy." 

E a r w  In  tho implementation of the amended OPG, the Miaaion 
made PACT a part of a strategy commiesion that met every two 
weeka. This was an attempt to report on general eventr and 
devel~pmsnts in the country and their impact on projects. 
Although ASINDEI was not invited to them meetingr (the reaeon is 
that they are not a major grantee), they were, nevertheleee, 
invited to rake presentations to the Mireion on the lapact of 
their prejecta in Guatemala. However, the process of meeting 
with major granteee and local organizationr.such ae ASINDES ha8 
not been auetained. 

Although a continuing relationship ha8 not been maintained 



by AXD with organirationo such a8 ABINDEB (a# rwxmmended in 
previour evrluationa), tho rolationohip is nevortholoaa a good 
one. 8everrl favorable cornmento ware made with ragard to what ia 
perceived ar the positive nature of AID'# relationehip vim-a-via 
ABINDEB, namely, that it har intervened on behalt of ABINDEB at 
kpy moments--Lea, with the 000 Miniatry of Finance concerning 
local currency dieburoemmta and with tho tripartite negotirtiona 
involving ASINDEB and the World Bank. AID'r timely oupport ia 
viewed am very helpful and positive from the atandpoint of 
ASINDEB. AID has 4180 provided important technical advice on 
negotiations with the 000. A member of AID's local etaff with 
experience in dealing with the OW ha# rendered particularly 
valuable aeeietance to ASINDES in thie regard. 

XI. CONCLUBIONS 

The original and amended OPG to etrengthon ABINDES as an 
inetitution had as its objectives the development within ABINDES 
of a project adainietration syetem and fund management capacity 
to finance member projects; the development of a technical 
aeeietance and training program to strengthen the administrative 
and project implementation capacity of the Guatemalan PVO 
couunity; and etrengthening of the aanagement and adminietrative 
capability within ASINDES adequate to theee functions. 

The overall conclueion of thie evaluation I8 that ASINDES is 
well on it6 way to accompliehing these goalr. Hovever,it atill 
requires the corpPetion of eeveral major tasks, not only to 
accomplish the goala but also to ensure its conrolidation as well 
as the expaneion necessary to become a major actor within the 
Guatemalan developront couunity and a stable counterpart for 
channoling eignificant funde to projects of interest to AID. 

Major rcoonpllrhmente under the amended OP6 include the 
f O ~ ~ O ~ ~ P I Q F L  

A major accompliehment wae the development of a complete 
office administration manual to complement the accoun?,ing manuals 
developed under the original OPG. 

Another accompliehment consieted of the eucceseful 
delegation of authority by the Board of Directors to the 
Executive Director, which wae required for rapid and more 
opportune decieion-making on the part of the Executive Director. 
However, the amount and divereity of duties have overextended the 



Exacutivo Diroator and rada it imporwiblo for him to rasoapliah 
his multiple reproaontrtionrl, publia rolatieno rnd nrnagoment 
trsko affoativoly. Bpeoific rrora whoro ho har oxportonood 
difficulty include: 1) improving monberrhip couunicatien and 
rolationohipo, 3 )  developing r rora corplata fund rriring 
etrrtogy and applying that atrrtogy, 3 )  onhrncing involvewont 
and prrtiaipation in tho tripartite nogotiationr batwoen tho 
World Bank, tho 000, and ABINDE8, 4 )  incrorriag contact with 
othor aultilaterrl devolopmont sgoncior and bilateral 
organizationr ouch ao the Inter-Amoricrn Dovolopmont Bank, the 
European misoiono roprooentod in Ourtomala, and the variouc 
ofticoo within tho AID Miorion in Ourtenrla, 5 )  increaoing 
involvement in othor otrategic objective0 contained in the Reeume 
of tho Plan Quinaudnrl, and 6)  davotishg roro in-dapth study to 
the financial function6 of ASXNDES w i t 3  ragdrd to administering 
credit finance programs with N008. 

ASINDEED can aleo take credit fa;" t b s  B.svrlopaent of a 
capable and efficient rtaff with ,inpco.;dq '&i?i?ale. Ae noted, 
although thero remain important taakw " $iqmwing rtaff ekillo, 
on the whole thd atcrff ha8 high mars +; c!.n,.) de!martratee efficient 
operat lone in tha dircharga of it8 ua~~\*laeik~,~,~i~~.ee. 

f- The dovelopmont of a t,lu.ber of irtgw t 6.;:. !g,'lanning documen te , 
eepeciaLly at tho technical, otaf f law@', , w~r,~~~:ltut.r another of 
tho achievements of the organizat i a n B  %i?uc$. t!ii~l@s#, ASINDES 
still facer tha need to improva Itrl plumjag lnetrumentr and 
processes, especially at tha Board love,:, and the Executive 
Director haa to address irsaor that ha ha6 a4qlocted due to his 
current overoxtenrion ot ret~ponsibfltier ( W i  notod above). 

There is a180 tho noed to incraaee and ay6tematize staff 
training, oapocially in coaputerized financ:irl and project 
tracking eystamr. 

ha# Qevo1op.d all tho neceraary inrtrruent~ and 
technic8 -arprcity to adainiater a grant8 program to individual 
NOO8 for4kbiua-riz.4 projectr. Thir ayston includeo technical 
c a p a b i l i t h  in the identif ication, analysir , suporvision, and 
evaluation of projaetr. ba a rarult, ASINDEl has boen able to 
disbureo m r o  than $1.0 million in grants to ovor 30 madium-sized 
projocta and 30 small co~muaity iniraatructuro projocta. 
Purtharmro, tho technical assistanca in projoct prorentation and 
inotitutional strongthoning which has characterized the Projects 
Department haa had poaitivo consequences in terms of the , 
inetitutional and implementing capacity of the NaO grantees. 
Examples include tho Institute of Cultural Affair#, 
Jntearaa, and Aeociacioa Crietianq & Jovanea (ACJ) . 



Howaver, thir ayrtom need8 to ba impravad in terra of it, 
oomputarirrtlon, In particular, databare aaprbilitiee and cost- 
benefit and etfiaienuy analyrar arm inauttiuient to meet the 
rigorour requiremantr of many of the larger multilateral 
tinancirl inotitutionr and commrnrcial bankr. 

Furthermore, tha enpertiam and caprbilitior of AgINDES 
ralate only to grant#. Although it hrr eponrorad revolving loan 
fund8 through it8 grants to NOOr, it doar not have experience or 
eyetemr to adminirter credit8 to NO0 grantear. L t  also doer not 
have the capability itself to receive credit financing from 
donor8 . 

ASINDES hae been able to organize an lapreoeive number of 
technical assiotance and training event# on ouch topics ar 
atrategic planning, small couunity anterprira davalopment, and 
environmantrl areaseaont. It has aleo introduced tha idea of 
eectoral planning in tho arear of health, micro-entarprise 
development, agriculture, and agroforertry. These avants, 
according to participants interviewed for this evaluation, have 
helpad to etrengthan their institution8e ability to plan and 
impleaant projactr and have met many of tha immadiate naede of 
tha N W  community. 

Howevar, the Tachnical Areietanca Dapartmant is etill 
charactarizad by undarrtaffing. Thim ha# lad to tha failure to 
inrtitutionaliza and complete ita sactoral program strategy. 
Thir ir ratlactad in tha fact that A81NDES8 funding dr rtill done 
on an individual, prejact-spacific baris rathar than in the 
contaxt of coordinrtad sectoral program and rtrategiar. 

Not included in the amandad OPO are other objectivee which 
arm nevartheleor arcantial to tha stability, it not to the 
8urviv81, of ABIMD80. Tha moot important of thara ir tha 
achiave-1.t of finurcirl self-sufficiency. ASINDE8' effort8 in 
thir rr laor aucceseful than in the objectives 
praviou -tionad. Naverthelarr, divarrification of funding 
80urc88 5 ,.kgun through the negotiation of contracts with the 
000 and t-8 the clora working ralationrhipr a8 wall as 
important technical and administrative dutier undertaken in 
ralrtion to the 000/World Bank-eponeorad Secirl Invartmant Fund. 
Furtharwre, after nwaroue inaffectual attemptr, a fund raieing 
etrrtogy Ram tfnrlly begun to ba davolopad. Rowavar, ASINDES 
still raraina dangerourly overdependant on AXD and tha 600 since 
the World Bank 8IP initiativa war still groblamatic at the time 
of tha writing of thi8 evaluation. Purtharmr~, the fund raiaing 
campaign has not achieved priority etatu8 for ABINDES, ae 
evi enc d b the stpon ment and cancellation sf important 
actfvitf ma In thi!%grr8. 



Another important i8@~0 rttectbng A#XNDE8' rtabiltty ir r 
factor not anpliotfly rentioneb in tho taxt but affecting all at 
ABfNDEB' rativitiea. ASINOES nust confront tha iroue OC r 
par#ible contlict which is baginning to m i r e  between ito 
*aolidarityt* and it# auditing tunctionr, Up to the prorent, #oat 
~ a O r  hrva accepted ABXNDL8 euporviaion and ruggertiono with 
reterenca to the projsct finwmad tundm channeled by A8XNDEB. 
However, in a few caaea involving repaymnt of airured funds, 
sntagonirm h a w  arirsn. If and when AIINDEB boginm to work with 
credit financing, it I# fsraeoen that t h i o  will rrorgo sa a major 
ieeue. ASINDES must begin thinking now about institutional and 
other alternative8 to resolve thir problem in future. 



1. The Board of Diroctora ehould develop a work plan tor 
ita own functisno and tho general direction of A8INDE8. 

a .  The Board of Directors should raquiro and use r 
director's work plan developed in eufficient detail and includlng 
a foraat adequate tor monitoring purpoeeo (including indicatore, 
mileetonee, and time frames). 

3. The Board of Directore ehould alro require budget 
analyaes from the Executive Director and the Financial 
Coordinator. 

4. The Board ehould participata in nor. training eventr 
(both formal and informal). Tho range of activitier could 
include involvement in new initiativer as well ar courser and 
training viritr. 

( 
5. The Board ehould require that ASIND88 develop a complete 

fund rairing plan with rpecific functione, rerponribilties, and 
timetablea for its implementation. The Board of Directore ehould 
also play an activa role and participate in its devalopment and 
execution. 

0. epr. ~ o c u t i v q  Director 

1. Tha Exocutive Director should taka immediate steps to 
hire an Asrirtant Exocutivo Director with clearly rpecified 
function8 and authority. 

2. Tha Executive Director should proceed to the immediate 
staffing of the Tachnical Aerietanca Department of ABINDES. 

3. $a rhould davalop an objective salary policy and apply 
staff ovrdlwtioa procedures on a regular baris. 

4. Inodiata atope should bo taken to syrtematize and 
increaro ataft training, especially in office automation systeme, 
I..., "computerizrti~n.~ Efforts should be mado to take 
advantago of PACT1# experience in developing automated system6 
elsewhere. 

5. The Financial Coordinator should develop an internal 
auditing capacity. 

6. The Project Selection Committee should be reconetituted 
and become functional once again, with improved reporting on the 



suparviron of the project# alraady funbad. 

PACT 

1. PACT/Naw York ohould invite ASINDEB to prrticipata in 
PACT moatingo to aftaat j ~ i n t  planning of the Ouaterrla program. 

2.  Tha Rarident Raprarantativa rhould renew hir efforts to 
find an affective way to communicata with tho Board of Diractoro 
through either written communicationr, attendsnca at Board 
asatingr, or participation in Board training avantr. 

3. The Reaident Representativa rhould eatabliah formal 
agraemente with the Board, Director, and staff a8 to priority 
objectives requiring hir assiatanc~. 

4. A# a result of tho PACT-A8fNDE8 joint planning exarciaa, 
strategic objective# should be jointly agraad upon, with PACT 
devoting the majority of it8 expartlea and rarourcas to the 
accorpliehment of theae objectivar. 

5. Ar one of itr priority objectives, both PACT/New York 
and tha Residant Reprasentative rhould make every effort to 
enaure tha full computerization of tha ASINDEB prograa before the 
complotion of the amended OPO in Jwno 1990. Theee effortn ehould 
taka advantage of the expertise that PACT ham acquired in 
developing project. alaowhere. 

1. U8AID/Ouatamala rhould take the nacesrary rtepe to 
communicata to the Hiraion in ganaral tho progresr that ASINDES 
has made with regard to its inrtit~tional capacity in order to 
effectively oxplore areae of mutual benefit. 

3.  The Miraioa should continue its support to ASINDEB in 
order to qonrolidata it8 inotitutfona.1 capabilitier, enoure its 
etability, urd increme its offeetivaness. Thir eupport should 
consider a8 priority object,vas ASINDEW financial self- 
eufficioncy, the reroPution of intarnal structural 
coatradictioae, and an expanded technical asrirtance program. 

3. As a condition to continuad eupport, AID should require 
a previous agraemant and couitmant by tho ASINDES Board, PACT, 
and AID ae to the achievommt ob these goal8 and the major steps 
required therefor. 

4. AID should establish mechanisms to eneura that 
beneficiaries are aware of the source of funds recaived through 
local NGOa. 



I n  Juno o f  1 9 6 g  PACT signed wlth the AJ.D./Ourtemala M l m r l b n  an 
rmondmant entandlng tor 3 rddltlanrl yarrr  an OPO tot t h e  
Inrtltutlonrl r trenqthmlng  of AlINDI8 to 8upQ0Zt PVOa oprrrtlng 
In Ourtemrla by halpinq Arlndoa davalop the crprclty for! 

I .  Tho rolrctlon and tlnanclng o f  projootr 
2. The follow up and evrlurtion of p t o f w t r  
3. Tha fotmulrtlon and coordinrtlon of t a c h n k r l  roairtrnce and 

ttrlnlng ptoqrama f o r  the NOO community in Qurtamrlr. 

Tho 2 yart amonbmont hra bran In e f f e c t  far ovat r yrrr and i s  
a-heduled to and ln Juno of 1990.  

Tha torma o f  tho rmondment stipulrta, and the revlrod budget, 
provlder for, r mid-trrm ovalurtlon, accotdlng to tha terms o t  
tho rmanded OPO. Tho puppame a t  t h l a  evoluatlan, and the 
function of tho ovrlurtion report rq taed  upon b y  the A .  f . B,. 
misaion and pact,  cra the tollwingt 

11.1.1 To rrroms the pragrear o t  the program in terms a t  
the rmendod goal@ and objoctivoml to hmlp assess the 
a p p t o  ~ l r t o n a a r  P and otfoct ivanooo oC tho project 
admin rttrtlan myatom, o t  tho tochnlcal amslstance and 
t r r i n h g  progrrn, of AlfNOI8 manaqerirl and admlnlstratlve 
8y-u)  and of the nwnrgrtlrl, tochnlcrl and strategic 
input@ of PACT noeded to achiovw the80 goal# and a b j e c t l v e ~ ~  

I To rrraas the adaqurcy of the oblretlvor and g o a h  
o f  thm OP6 with tofsranco t a  tho new an8 emerging naeda at 
AIXNDII' and thr Ourtamrl8n PW cornmunlty, aspoo!ally in 
rrlrtlon tor Tnolr prrtnorrhip role with the 000 and 
lntrrnatlonrl and sultllatetd tundlng lnstltutlona; the 
new end riqorour rtandrrds required o f  NO08 I n  planning, 
lmplonuntlng, monlbozlnp, and ovalurtlng p r o j ~ c t a ~ t h r ~ x  need 
t o  collrborrtm In natlonrl programs; and fha d o v o l o p ~ n t  o f  
r more rctlve and Influontlrl tolo in govazment donor 
pol lclw. 



t t , l . )  To rumrtlra there Clndlnga ond to mrke 
reacmond8klona ar to prwrrmrtic, rkrmtrplc, tachnlcrl or 

o a h ~ t  o h r n  ar neodrd to rchtrva ptaggrm goalr, and/or to f an 'T anca 1tr at aotivanoa8,~ 

t 1 0 2  Ptlnclg41 tunctlon of  tho avrlurtlon 

To pxovida atretmqy, technical, and ptoqxem puldrncr t o  PACT and 
A, !  . D .  and AIIWDL) for lntzoduclnp c h r n g ~ a  or rrlntorclng 
mrthodm to rchlovo an cttrctlvr an0 aucaarrlul complatlon o f  the 
~ t o ~ e o t .  s 

11.3 Additional functlonm of tho rv@ltuation 

1 1 0 3 * 1  To datarmlnr whrthet the tecommandrtlonr of t h e  
prevlour A.1.D. avalurtlon hnvo baen 8tfaatlvely Implrmrntrd. 

11.3.2 To 8arorn whethar an rdlustmant In goal8 and 
0Bj0ctlv08 l a  necerarxy to meat tho now nPartnrrahigw s t r t u r  
balnq doveloped in AStNDEd and tho HQO community. 

11.3.3 To arresa uhrtkrr t h e  organlzatlonal development 
whleh will have bean rchlavod by AI IHDLO at the tarmlnrtion 
ot th8 pr0jOct will bo 8uPflclant to rraure ita continued 
growth and opatrtlonj or whether 8 prolongrtlon of technical 
arafrtanc~ in i n r t i  tutionrl dovelopmant i s  advlrabl~. 

The focua o f  tho ovaluatlon will be TWRLIFOLO: 

111.1 the lmplsmentatlon o f  tha recommanbrtlonr of tho 1988 
A.I.D. avrlurt~on, 

111 . 7  The drgrea of achlovment o t  tho rmandod goals and 
objactive8 of tho OPO, a roant ln AOINDEI inrtitutlonrl 
rtzangthj in it# project admlnlatrrtlon and flnancirl rrriatrnee = 
syrtm#; in the lmpact of  tho ptojoct8 I t  hra funded; and In the 
rgproplhtanrss ot PACTe# and A.I.D.tr tolor in the different 
componaftta o t  tho ln8tltutuonrl rttengthenlng ptocear. 

111.3 Tho adequacy o f  ASIUDEb orgrnizrtlonrl drvalopmont and o f  
lta capacity to atzonqthon tho N O 0  conununlty ln tho partnership 
rela that ham onutqad for NGO8, and In light of thm trquirementa 
and terponalblllt~mm implleb in that tole. Will tha development 
that AlIWDE8 an4 NOOa in general h w r  achieved by the t8tmlnatlon 
o f  tho project bo r u t t l c i m t  to rsruga tho successful execution 
of tho new tasks and rarponrlbllltiea belng rcgulred by I t 8  
commlttmrnto vith multilateral flnanclrl Inatltut ion. and 
qsvetnment dovolopment plan8 of national rcopa? 

The soope o t  wotk of  tho evaluation 10 the to~lowlngt 



tV.1.1 P r o  ar mambar and typar? 
rv ,  1 . 3  W e  P iticrtlona? 
Z V . 1 . 3  Itrblllty? 

IV. 2 Admlnhttatlon and wnrgament 

IV. 2 1 Flnanalrf Mlnrgement 
2 1 1  A t o  tho funcklonr o f  th8 r8apecttva p r r r o n r r  I n  
charqr of  tho flnrnclrl and accountlng rctlvltles wall 
datlned. off lclant, and operrtlonrl? 

- B08td (tzerburer) 
a Exacutlva Dlractot - Accountant - t x o c u t  l v *  locr*t .ry 

rv.a.i.2 9 tho accounting and tlnanclrl planning ryatem 
adequate for present and toreeable tuture needs? 

IV.2.2 Personnel Managemant 

IV.2.2.1 1s tha  pergonnel manual adequate and complled wlth? 
fV.2.1.2 Raqulrr ovrlurtlon? 
IV.2.2.3 Job doscriptlon? 
ZV.2.2.4 Communlcrtlon and intorrmtto~ flour? 
IV.2.2.5 Trrinlnq? 

TV.3 Annual rctlvltles and Qlnanclrl report? 
IV.4 Compoaltlon and functlonlnq of borxd7 
1V.S Btrtua o f  AdtNDtS mambetahip? 
XV.6 Financial Btrtur? 
IV.7 Efforts madm to divezslty funding? 
tV.8 R8prarentatlonrl and coordlnatlng rctlvltloa? 

v. 1 8tatur of poltclea, quidollner and cr ltorla? 
V . 2  Rolo and p o r t o r m n c e  o f  rnrlptr? 
V.3  Project m l a c t l o n  colwnittre? 
V. 4 Numbar and typar o f  project# ruppottad? 
V . 5  Orrnt8ar reportlng adequately? 
V . 6  Monltorlng and avrlurtlon system8 and garfermrnca? 
V a t  Changer In quantity and quality of projectg ovot tlma? 



vvu&uA&-bblCl-aedPPdtdCl 
VI * A  a t r t u o  

V L 2  Adequate t o  nradr o t  PW community? 

V 1  . 3  Humbar and k l n d  o t  avantr? 

V 1 1 . 2  Ale thay  odequafa? 

W f . 3  Have t h e  raeormandrt lonr o t  t h e  1907 rvrfurt iona wltn 
rarpoct  t o  A e I . u o  and PACT been adequate ly  earr lad  out?  

V11.4 Impact o f  there  l n p u t s .  

V111 i Raviaw documntr 
VOtI.l.1 Original 096 
VfILl.2 AmnBwnt 
VP11.1.3 Implement8tion Plrnr 
VtII.l.4 1907 8 v r l u a t i o n  

n t e t v t o w  
, 2 . 1  AbPNDtb S t a f f  ( 4 1 1 )  
. 2 * 2  D08?d (8111 
. I  . 3 Hembat (armple ) 
, a .  4 PACT Rb 
. a . g  PACT IY 
. L a  Conaultrnts  

' e 3 . 1  V l A t U  
'.2.8 Other C P 9 6 ,  mambar PVBa. 



V f  1 1 , J .  2 Mrpld lmprat  rrroammant - obl@ctlv~n rohlavod? - a o # t / t w d  l t - imprab: - aoc lr l  - aconomlc 
V111 .4  Trrlnlngr r t t a n d  a t  h a r t  ona e v e n t ,  
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Attdchmrnt 2 

L i c d a .  A l r i ~ a  I r a t i *  B c ~ n z d l  e z  

S r .  F:al:ll F:oeal 

Licda. L i g i a  O r a n t a a  

L i c .  E r i c k  C : h i c c t l  

D r .  A r t u r o  S i s t  

L i c .  Jl:ls(t Luis  J i r r14nez  

S r  . Hugo Matheu 

CONSULTORES ASINDES 

Ing. Abol G i r b n  

L i  c . L + c ~ n + l  C:abr +r a 

JUNTA D I R E C T I V A  DE ASINDES 

L i c .  A l v r r o  M u f f i t  

D r .  R o l  ando Torres 

L i c .  H i l d e b r r n d o  Cumsr 

COMITE DE SELECCION DE FKOYECTOS 

L i c d a .  F r a n c i s  A s t u r i a a  

- D i r e c t o r  E j e c u t i v o  

- A u s i  1 i a r  da ~: .~:~ntab i  1 i d a d  

- V i c e - P r e s i d e n t e  

- F'r e s i  dent e 

- Vc~c  a1 





- F'r e s i  d+nt  + t : ~ : ~ r r t i  t & d+ Dead- 
r r o l l ~  L0ca1. 

















6 2 Zttableatr forcnr, Q ccm(r.tw~b ~k 6 2 1 Awltzar y procedcr o slrterm, br con- 
W - J ~  trotwlort mh romrn1eole3, tlempo 

complelo, prrc la1 , sobre proauto, 
otrot 





Attachment 4 

EVENT T'FAf NEk F'ART1C:f PANTS PLACE DATE 

3. T r a i t i i t ~ g  S t  a f  f arid board Fro1 arido 
v i s i t ,  PACT, N.Y. Tor r es 
op+r r t i e t i  o f  
I n t e r n v  1 
Consort i urn 

Ihtat . F'ab. 83 



EVENT 

2 .Tra in ing  V i s i t ,  
Op+r a t  i one and 
Functictns o f  a 
Dc vul  c~pritsrr t 8ANC. 

3. T r a i n i  t q  V i  a i  t, 
N A ~ U ~ W  and Gctalo 
o f  NGO F i n a n c i a l  
I n s t i t u t i o n s  

4. S w ~ i  riar c~ri 
Futidr a i  s i  rig 

S. Engl i sh Lunguape 
T r a i n i n g  

6 . T r r i n i n g  V i s i t ,  
Opbrat ion o f  
I n t e r n a t '  1 
Conserr t i urn 

7.Seminar, 
Coord ina t i on  o f  
Nat i o n a l  
Consort ium 

World taril:., L t x a l  
O f f i c e 1  Var ious  
F ' a r t r c i p a t i r ~ g  NGOI;; 
Eio l ivran  SEF S t a f f  

kanco ds Desar rct l  10, 
Saritiagc~, ~ : . t i ~ l e ,  
Di ructc1r5 arid S t a f f  
o f  Raril;; 
Far t r I: I pat  r ng NGOs 

~::ot:~p+r a t  i vs  Barik ct f 
Argent r naj  
A r  get? t +t i  i an C'orisor t i urn 
" ENC.UENTR0 " 

Exper i rr~etnt i n  
I n t e r t i a t  i o r ~ a l  L . i  v i r ig  

PACT, N.t . ,  S t a f f  

FOPR I DEH, I iortd~.~r as 

F'LAC E 

La P a t  
I301 i v i a  

Sari t i a913 
1: h i  1 Ir 

Bm A. 

Ouat 

V + r  ri~ori t , 
U. $3. A. 

N.Y. 

May.  8 '3  

ALI~LIS t . 8'3 

Sep . 8 ' 3  
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Attachmant S 

GUJA PARA LA PRESENTACION DE INFQRflES A ASINDES 

0% acueruo a lo establecldo en el Conver~to de llnanclarnlento erltre s 

nSlNOES y l a  ONG receptor's de fond06 bsta aaqulere el comprornlso de 
prosentar a A51NOE5 un Inlorme dt? avance ( Is lco y f hanclero, IS dlas 
POS terlore3 a la i l na l  l t ac  l6n ae caaa per lodo programado; ln lorme que 
slrve de base para la  gest 1011 y autorlzaclbr~ d@ 10s desembolsus del 
prOyeC t 0, 

Para e l  electo, a contlnuac16n se vreser~ta l a  Gula sugerlda para la 
presentacldn de lnformes de avance y de f Ifla1 lzacl4n del Sroyecto. 

lnforme No. 

Aornbrs de la  I n s t l t u c l ~ n :  
Nombre de l Proyec to: 

4 
-- 

Perlodo que culre e l  Inf'orme: 
Tipo de lnlorme: ( , & m e  f 1-0. f a  v de auditOcLa1 
(51 se presenta unicamente e l  de audltorla, este no respomle a la  gula) 

I. Hetas y Actlvidades: 

1 .  I Met as de l Per iodo: 

(Especlllcar cuales son las metas que se prograrnaron para e l  
period0 qua se presenta y el  grad0 que se log6 alcanzar). 

1.2 Act ividades Real izadas 

(Indlcar las principales act~vldades concretas que se realltaron, 
para el cumpiirniento de las me tas del periodo). 



Prlnclpriloa Ilmltaclones: 
1 

(IndlCW bsevemente lo9 Pr lnc lpales problemas que l lrn l taron l a  
rtallzaclbn de aqtlvldades PrO~r2mda3 o blen e l  cutnpllmlsnto de la9 
met 7131, 

Hedldas corm t lva9 

(Hacer menaldn sobre las ettrateglas utllltadas en solucldn a log 
problemas alrontados), 

Avance de l Proyec to: 

( Informar concre tamente e l  pr ins lpal a v a m  que tuvo e l  proyec to en el  
per lodo). 

Plan de TrabaJo para e l  Slgulente Perlodo: 

5.1 Me tas programadas 
5.2 Actlvldadcs Programadas 

(Llstar act lvidades y per lodo o fecha en que se l levaran a cab01 

Informe de E Jecucldn F lnanclera: 

(Se adjunta lormato sugerldo). (La instltucibn deberd adjuntw a sus 
operaclones contables, l a  docurnentaclon que justlflca la utllizaclbn de 
lot  fondos y rnostrarlo3 iuandc estos Sean sollcltados a requerlmlento 
de ASINDES y/o la audltorla correspondlente). 





LIQUIDACION FINANC IERA 
FONDOS A S I N D E S 

Proyecto: 

RUSROS PRESUPUESTC 
AQROB ADO 

Institucion: 

Per i odo: 

I I 

(LOS rnmtos reportadlos cmesponden cinicamente a1 periodo que se liquida y responde a\ anal isis de la 
primer coiunm bel cuadro 1 1. 



Attachment 5 

Fecha de Evaluaclcn 
Evaluador, 
Nombre Entrevlstado 
Partlclpac16n dentro del proyecto 
Aldea: 
munlclplo: 

AREA TECNICA 

-Slstema de Agua Potable 
-5lstema de rrep para cult lvos 

( -Construct ion de Tapexcoc, 
-Plan Fl tosanitarlo del cul t ivo 

- fe r t l l rzac~dn 
-Insect ladas 
-funglc\das 

-Industriallzaci6n del P a m e  
-cons truccion de t al  leres 
-monta)e y operacidn 

-maqu~naria 
-personal de I proceso 
-Numero de operarws 

-volumenes di! product 16n 
-capac!taci6n del personal 

AREA ECONOMI CO-F I NANC I ERA. 

Oepart amento 

-.Inyeso Fam l l l ar (mensua I )  
-Volumenes de P ~ O ~ U C C ~ O ~  en bruto (por cuerda) 
-%sterna de Produccfdn 

-semllla ut l l izada 
-slembra, Ilmpla, cosecna etc. 



- C u d n t ~ s  emgleados ha contrat  ado 
-Cu;lntas personas han p3rt ~c ipado en e l  p r q e c t o  

-con f manc tsn~~ento 
-con asesor 13 

-Numefo de benef 1c13rlos 1:on l e t r 1 n l t 3 m n  
-Avances e w 3 t  ~ v o s  en 13 r e y o n  
- f le joras en l a  vlvlenda 

Observac lones. 



Attachment 6 

S m i t i a r i o - t a l  l a r  de rtrlcrc~croprcsa 

Seminmrio P l a n i  f i c u c i  4r.r Es t r a t t bg i ca  

Surf~iriifrr i n  Tal l e r  E l  Paps: da l a o  ONl3e 
en el D e s a r r o l l o  A g r i c o l a  

Ssminarict Tra r io foronc ia  Tacnc~l 1!1g1ca 
S o b r e  Matodclll=lg i a  P a r a  e l  Desa r r c~ l  1  #:I 
Errtpresarial Rural  

Eeuni Jn Consul tr Model 1s Sa l  ~ r d  d 9  A S 1  NDES 

Reunidn Hedidas  Ambioti tales Bas i ca s  
y M a n + , j ~  de R e ~ u r s o s  N a t u r a l e s  p a r a  s e r  
Consider  adcts +n Proy+c t s s  Agr i c ~ : l  as 

Rrounidn Coclrdinrc i4n C:OFIS p a r a  
F w  mu1 r c  i Jn Cart ar a d e  Pr clyuc t 0s 

Reuni 6n d+ Consul t a ,  P r e s e n t a c i  3n y 
Coord inac i6n  P r o y e c t o  A g r o f o r a s t a l  ASINDES 

Con terencl r E l  Entor n o  Soc i #:I-Eccmbmi c o  
y pol i* ice  como mrrco cclridic rstiatitic, y 
1 r t r amcendenc i a  d e  s u  and1 i sis coyuntu- 
pal p a r a  el impulao d+ a c t i v i d a d + s  de 
Desrr r 01 1 o 

D i c  i m b r  e 

Scp t i wtb r e 

Dic i  ertlbre 

Agost Q 


