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H. EVALUATION ABSTRACT (do not axoeed the space provided) .

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 Agencies
Collaborating Together (PACT) is to strengthen ASINDES as a Guatemalan
PVO umbrella organization to support PVOs nperating in Guatemala.

Under the amendment, PACT has continued to proviace 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 capabilities; technical assistance 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.

L EVALUATION COSTS

1. Evaluation Team

Name Affiliation Contract Number QR Contract Cost OR Source of
TDY Person Days TOY Cost (USS) Funds
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A.1.D. EVALUATION SUMMARY parT 1

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS (Try not to exceed the 3 pages provided)
Address the foliowing hems: :

* Purpose of actinty(ies) evaluated * Principal recommendations
* Purpose of evaiuation and Methodolony used ® Lassons leamed
® Findings and conclusions {feiate to questons)

Mission or Office:  _LSAT N Date this summary prepared: _Scptember 6, 1900
Titie and Date of Full Evaluation Repont: Interim Evaluation of an Arended Operation Frogram (CPG)

from USAID/Guatemala to PACT in support of ASIUDES.

I. PURPQSE OF ACTIVITY EVALUATED

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 "Asociacidon de Entidades de Desarrollo y de
Servicio No-Gubernamentales de  Guatemala" (ASINDES) to support
non-government organization (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 ~SINDES, with the assistance of PACT; and grants to Guatemalan NGOs
to carry out their activities.

II. 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 terms 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 evaluation have been
effectively implemented; (ii) to assess whether an adjustment in goals
and objectives 1is 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
Cuéllar, (Management Science for Development 1Inc.) an evaluation
specialist with over 15 years’ experience in the planning, management
and evaluation of overseas development programs, and a former AID
official with responsibilities for PVO programs in the LAC Bureau. Dr.
Cuéllar contracted the assistance of three 1local consultants to
participate in the project evaluation.
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During the interim evaluation which was conducted between January 8 and
January 20, 1990, the evaluator interviewed some 28 persons in Guatemala
from the ASINDES staff, Board, Project Selection Committee Qfficials and
ASINDES Membership; 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.

III. [EINDINGS 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 tiie 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 OFG.
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
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.

,(}‘,’
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B) Proiect Administration

ASINDES has developed the necessary instruments and technical
capabilities 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 strengthen.ng the institutional and implementing capacities of NGO
grantees. '

Areas for further improvement include computerization.
Furthermore, ASINDES’ 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. PRarticipants 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 Technical Assistance and Training
Department has contributed to the failure to complete and
institutionalize a sectoral program strategy. This is reflected in
ASINDES’ funding, which is still done on a project-specific 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 ‘the
survival, of ASINDES. The most important of these involves the issue of
financial survivability. ASINDES’ 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 GOG’s Social Investment Fund initiatives.

Another important issue affecting ASINDES’ stability is the
inherent conflict between its '"solidarity" and auditing functions.
ASINDES’ began as a solidarity organization in the sense that it offered
assistance, support, and a voice to NGOs in their hour of need. As it
proceeds to establish more rigorous monitoring and supervisory standards
(its so-called "auditing" 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

(SEE CONTINUATION SHEET)

Q//
P
;



ATTACHMENTS

MISSION COMMENTS ON FULZ REPORT

PGS _ -

K. ATTACHMENTS (Ust attachments submitied with this Eval ; atwaye
evalustion repert, even if one was submitted ear ler) uaton Summary; eiach copy of full

Copy of Evaluation and 6 annexes attached.

L. COMMENTS BY MISSION, AID/W OBFICE AND BORROWER/GRANTEE

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

hccordingly, he reviewed the. Grant Agreement and its Amendment,
including all other project documentation, the previous evaluation,
gquarterly 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.
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III. EINDINGS AND CONCLUSIONS (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. P J L RECO NS
A. SINDES
A.l. 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).

3. The Board of Directors should alsc 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 execution.

A.2. For the Executive 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, 1i.e.,
"computerization." Efforts should be made to take advantage of PACT'’s

experience in developing automated systems elsewheraz.
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5. The Financial Coordinator should develop an internal auditing
capacity.

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

B. Fo AC

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 upoun, with PACT devoting
the majority of its expertise and resources to the accomplishment 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.

c. 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 ASINDES’ 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.



V.  LESSONS LEARNED

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

2. To avolid 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.

8l02¢c:acv
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I. SUMMARY

This interim evaluation sought to assese the progress
achieved under an amended Operational Program Grant (OPG) made in
June 1988 by USAID/Guatemala to Private Agencies Collabcrating
Together (PACT). Under the amendment, PACT was to continue a
program, in collaboration with ASINDES, to promote socioeconnmic
development activities in Guatemala through private voluntary
organizations (PVOs). By extending the program for two years,
PACT would provide additional assistance to consolidate ASINDES'
progress, complete the systems and procedures it had started and
help bring ASINDES to self-gsufficiency in the areas of
institutional, project and sub-grant management to design and
carry out an effective technical assistance and training program
that would strengthen the PVO community in Guatemala.

The main components of the grant are technical, training and
financial assistance from PACT to improve ASINDES management and
technical capabilities; technical assistance and training for the
Guatemalan NGOs from ASINDES, with the assistance of PACT; and
grants to Guatemalan NGOs to carry out their activities. Grant
funds were made avallable through June 1990. This interim
evaluation was conducted between January 8 and January 20, 1990.
A final evaluation is scheduled for June 1990, prior to the
completion of the program.

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 finmance
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 sajor tasks not only to
accomplish these goals but also to ensure the consolidation of
the organtization and the expansion necessary to becomeé a major
actor and counterpart in the Guatemalan development community.

Major accomplishments to date include the following.

Internal Adminijstration

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

makin rocess. The amount and diversity of duties, howev
have gvgrextended the Executive Director¥ nakgng ft 1mpoesfgie
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for him to accomplish his multiple responsibilities. Immediate
steps need to be taken to hire an Asgsistant to the Executive
Director. (Interviews with the Director indicated that he had
made a decision to hire an Assistant and that thig decision would
be announced shortly.)

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

The crganization 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.

Project Adminjstration

ASINDES has developed the necessary instruments and
technical capabilities to administer a grants program to
individual NGOs for medium-sized 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 projecte and 30 small community
infrastructure projects. ASINDES has also provided valuable
assistance in strengthening the institutional and implementing
capacities of NGO grantees.

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

-
Technical Assistance and Training

ASINDES has been able to organize an impressive number of
technical asseistance and training events 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 Technical Assistance and
Training Department has contributed to the failure to complete
and institutionalize a sectoral program strateqy. Thie is
reflected in ASINDES' funding, which i3 still done on a project-
specific 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 the survival, of ASINDES. The most important of these
involves the issue of financial survivability. ASINDES' 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 World Bank's
Social Investment Fund initiatives.

Another important issue affecting ASINDES' stability is the
inherent conflict between its "solidarity” and auditing
functions. ASINDES' began as a solidarity organization in the
sense that it offered assistance, support, and a voice to NGOs in
their hour of need. As it proceeds to establish more rigorous
monitoring and supervisory standards (its so-called "auditing”
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
accepted ASINDES' standards and suggestions with reference to
project funds channeled by ASINDES. However, in a few cases
involving repayment of misused funds, antagcnisms have surfaced.
This may be a harbinger of potential conflict in future. It is
an issue that ASINDES should address.



II. INTRODUCTION

On May 20, 1986, USAID/Guatemala made a Specific Support
Grant of $1,050,000 to Private Agencies Collaborating Together
(PACT), a U.S. private voluntary organization. The purpoee of
the Grant was to finance PACT's efforts to improve the capacity
of a Guatemalan association of nonguvernment organizations
(ASINDES) to support nongovernment organizations (NGOs) operating
in Guatemala. The major components of the Grant were technical
and financial assistance from PACT to ASINDES in order to improve
ASINDES' management and technical capabilities; technicail
assistance for the Guatemalan NGOs from ASINWVES, with the
assistance of PACT; and grants to Guatemalan NGOs tc carry out
their own activities. The outputs of the program were as
follows: the selection and funding of 30 NGO projects; the
gselection and funding of 20 "mini-grants” to the NGOs for diverse
purposes; and the holding of five workshops in special events
each year to provide training to 100 employees of approximately
30 NGOs. Funds were made available through June 30 1988.

On June 28, 1988, USAID/Guatemala aaended the Specific
Support Grant to further strengthen ASINDES' ability to support
indigenous and international PVOs operating in Guatemala. Under
this extension, which added $1,350,000 (for a total Grant amount
of $§2,300,000), PACT was to continue a program, in collaboration
with ASINDES, of promoting socioceconomic 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 consolidate ASINDES'
progress, complete the systems and procedures it had started, and
help bring ASINDES to self-sufficiency in the areas of
institutional, project, and sub-grant management to design and
carry out an effective technical assistance and training program
that would strengthen the PVO community in Guatemala. The
outputs of the amended program were as follows:

1) Eight training opportunities for ASINDES Board of
Directors, on subjects including budget preparation,
strategic planning, organizational management, promotion, or
other topics which would help clarify and strengthen their
role;

3) Twelve formal training events for ASINDES staff, on
subjects including personnel management, project analysis
and monitoring, evaluation, financial management, planning,

computerization or other areas that would increase their
capacity to undertake their responsibilities;

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

4



themes of interest to the NGO community in Guatemala;

4) Design and implementation of a computerized monitoring
and evaluation system for PVO projects by ASINDES as well as
A computerized system to control and monitor ASINDES funds;

5) Financing of a minimum of 45 grants to PVOs for
development projects, using mostly host government local
currency generations from ESF/PL 480 agreements; and

6) Establishment of the capacity within ASINDES and the
CAPS Alumni Association to undertake a small community
infrastructure projects program.

A mid-term evaluation of the original 8pecific Support Grant
was conducted in November and December of 1987. A subsequent
review of ASINDES' operations was conducted in August 1988 as
part of a multi-country comparative analysis of AID's experience
with various types of NGOs. These two evaluations contained
numerous recommendations for action by ASINDES, PACT, and
USAID/Guatemala which will be reviewed and discussed within the
present evaluation. The amended Specific Support Grant called for
an interim evaluation to determine progress in meeting the
project's objectives and implementation of recommendations from
the project's most recent evaluation. (It also calls for a final
evaluation, scheduled for June 1990, prior to the completion of
the Program.) For the present interim evaluation of the amended
Specific Support Grant, PACT, ASINDES, and USAID/Guatemala agreed
on a Scope of Work which focuses on the following: institutional
strengthening of ASINDES, project administration and funding
program, technical assistance and training program, and PACT and
AID inputs. It also stipulates a review of the implementation of
the 1988 AID evaluation. A copy of the complete Scope of Work is
included as Attachmentment 1.

PACT/New York contracted for the services of Dr. Alfredo
Cuellar (Management Sciences for Development, Inc.), an
evaluation specialist with over 15 years' experience in the
planning,: management and evaluation of overseas development
programse.— As a former AID official with responsibilities for PVO
programs in the Bureau for Latin America and the Caribbean, he
has had comprehensive experience with PVO programs and operations
throughout the Latin American and Caribbean region.

Field work for the present evaluation was conducted by Dr.
Cuellar January 8-20, 1990, in Guatemala. This included the
assistance of three local consultants who carried out a complete
project evaluation. Dr. Cuellar visited various relevant
organizations in Guatemala and interviewed a considerable number
of persons involved in planning and implementation of past and

current operations of the ASINDES grogral under the Grant. In
addition, Dr. Cuellar accompanied local evaluation consultants
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and visited various project sites of organizations that are being
assisted by ASINDES. A list of organizations visited and persons
interviewad for the evaluation is included as Attachment 3. Dr.
Cuellar also consulted a number of basic resource documents in
conducting this evaluation.

III. BACKGROUND
A. PACT

Private Agencies Collaborating Together (PACT) is an
international consortium of nongovernmental voluntary
asgociations working in developing countries. Founded in 1971,
PACT currently consists of 25 member org=nizations, three of
which themselves have —smberships representing 100 additional
PVOs. As a consortium, PACT's support for umbrella programs grew
out of a series of major studies sponsored by PACT, consultations
with member organizations and PACT's own experience in financing
and managing 500 PVO grants, totaling over $50,000,000, between
1971 and 1988.

The new dialogue on consortia-building began in 1984 when
PACT sponsored a series of regional consultations on consortia
and other PVO support organizations. A PACT-sponsored
consultation among the leaders of Southern umbrella organizations
was followed by dialogue with U.S. PVOs, the Agency for
International Development (AID), and various United Nations
agencies. On the whole, these exercises affirmed the pivotal
role of umbrella organizations in helping their constituent PVOs
chart new directions. Since early 1985, PACT has been providing
management assistance to AID Missions in Guatemala, Costa Rica,
and Bolivia on PVO umbrella programs. In March 1986, PACT
submitted a proposal for an Operational Program Grant (OPG) to
USAID/Guatemala. As already noted, that proposal became the
basis for a Specific Support Grant of $1,050,000 to PACT, which
was subsequently amended and increased to $3,300,000. The
purpose of the amended OPG is to finance PACT's efforts to
improve the capacity of ASINDES to support NGOs operating in
Guatemala. This amended OPG is the subject of the present
evaluation.

B. ASINDES
The Asociacion de Entidades de Desarrollo y de Servicio No

Gub amentales de Guatemal (AS;N%ES) is an association of NGOs
wor%ing in Guatemala. t was founded in 1979 with 28 members.
One of the primary motives for its creation was to strengthen the
voice of the NGOs in their relations with the Government of

Guatemala (GOG), and especially in their demand for protection
from harassment, intimidation, and physical violence, to which



many of their staff and cooperating individuals were subject at
the time. The purposes of ASINDES weraea, and continue to be, the
following: to encourage membership solidarity for mutual defense
and representational purposes; to foster coordination among
members as well as with other interested organizations; to make
better known the work of its members; to improve the capabilities
of NGOs; and to prepare and negotiate development projects with
Guatemalan and external financing agencies. 8Since 1986, ASINDES
has been receiving assistance from AID through PACT, as described
above.

Components

ASINDES is a membership association of jntermediary NGOs,
with a permanent, paid professional staff whose function is to
asgist its members, i.e., intermediary NGOs which in turn provide
financial and technical assistance to community organizations
(organizaciones de base, or base groups). Intermediary NGOs are
thus different from “"base groups" such as cooperatives, local
economic development organizations, producers associations, etc.,
whose objective is to obtain resources for the benefit of their
own memberships. In contrast to intermediary NGOs, base groups
are the final beneficiaries. Presently, ASINDES is an
association comprised entirely of intermediary NGOs and it serves
principally, although not exclusively, its members. There is,
however, an ongoing debate within the organization as to whether
base NGOs should become members of ASINDES.

ASINDES' current membership consists of 38 intermediary
NGOs. Originally beginning with 28 organizations, its membership
subsequently declined to 23; but in the last two years, its
membership has increased by over 508 to 38 intermediary
organizations. There are also 10 applications formally
requesting admission to ASINDES that are pending action.
Furthermore, ASINDES also includes both national and
international NGOs.

There are several requirements that organizations must meet
to becomg¢ members of ASINDES: they must be nongovernmental and
have legdl- standing (personeria juridica) in accordance with
Guatemalslm laws; they must conduct activities involving social
development in Guatemala; and they must be nonprofit, apolitical,
and nonsectarian.

Each active member is required to pay a modest financial
quota which entitles the organization's representatives to attend
and vote at meetings of the General Assembly, to elect persons
who hold management positions in ASINDES, to receive services
from ASINDES, and to present development projects for support
from ASINDES. Membership in ASINDES can be suspended or

cancelled by the Board of Directors acting with the approval of
the General Assembly.



The General Assembly 1s the final authority governing
ASINDES. Bach member of ASINDES has one vote in the General
Assembly. Its function is to set overall policy, guidelines and
procedures for the operation of the organization. The General
Assembly meets normally three times a year and, in extraordinary
session, at the request of the Board of Directors or 20% of the
membership. During ordinary sessions, the General Assembly
elects the Board of Directors, approves the annual report and the
annual budget submitted by the Board of Directors, and takes up
any issue of a non-extraordinary nature put before it. During
extraordinary sessions, the General Assembly approves changes in
the by-laws and internal regulations governing ASINDES and
authorizes the sale, pledge, or rent of any property or other
right of ASINDES.

The Board of Directors consists of five members chosen by
the General Assembly from the membership 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: President, Vice President, Secretary,
Treasurer, and Representative (vocal).

Officially, the Board of Directors meets once a month but
during the last year it has met much less frequently. The
Board's responsibilities include admission of new members to
ASINDES;: nomination, selection and removal (as necessary), and
monitoring of the Executive Director of ASINDES; calling sessions
of the General Assembly; providing oversight of by-laws and
regulations of the organization; preparing of Board and
institutional work plans and budgets for ASINDES; obtaining
economic resources for the organization; and taking
responsibility for special assignments as may be necessary. The
President and the Treasurer also have some financial/accounting
responsibilities involving the signing of checks for the
organization.

The- rd is responsible for naming the Executive Director
of ASI B:-who, in turn, is responsible for carrying out the
decisions and policies of the Board. His principal
responsibilities are to decide jointly with the President of the
Board on actions to be taken; carry out the technical and
administrative actions agreed to by the Board; develop and
propose his own and the staff's work plans; prepare documentation
for actions to be considered by the General Assembly and the
Board concerning technical and administrative matters of ASINDES;
and select, appoint, and remove the technical and adainistrative
personnel of ASINDES with the approval of the Board. The
Executive Director also participates in the meetings of the Board
and the General Assembly but does not have the right to vote.



All projects funded by ASINDES must be approved by the
Project Selection Commjittee, which is considered both a key to

the maintenance of program standards and one of the major
conceptual contributions of PACT to the system created to
administer the Grant. The Committee consists of seven Guatemalan
professionals who are selected by the Board of Directors of
ASINDES to serve for a period of two years. These seven
professionals do not hold government positions; they are not
involved in politics and have no connection with any of the
members of ASINDES. Although they are paid a modest sum for
attending the meetings of the Committee, they serve because of
thelir interest in the work of ASINDES and of the NGOs represented
there. The Committee makes decisions by majority vote of those
present (a quorum of four is required). It was vested with final
authority to approve proposed projects of up to 200,000
guetzales. (At the time of the writing of the present
evaluation, the offical exchange rate was U.S. $1.00 = 3.40

Quetzales.)

Officially, the Committee meets every three months to review
project proposals. In the recent past, it has met as often as
there was work to conduct. Very recently, however, the Project
Selection Committee has been adversely affected by four vacancies
(one committee member was killed in an accident; another resigned
to attend long-term training in the U.8.; and the other two
resigned for personal reasons). The Executive Director of
ASINDES is the liaison with the Committee, and he and the Project
Analyst presenting a proposal attend the meetings of the
Committee. Synopses of project proposals to be considered,
together with reports of the review of the proposals by ASINDES
staff, are circulated to the members of the Committee before each
meeting. In addition, the Committee assigns one of its members
to study each proposal so that he can better ask questions of the
staff representative 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 the recommendations of the previous
evaluation, there were attempts to use it as a consultative body
for the Bocard. This resulted in a confusion of functions which
seriously hindered the relationship of ASINDES with the
Government of Guatemala (GOG). At present, there is no provision
for keeping the Committee informed on the actual implementation
and achievements of projects that it has approved to date.

IV. INSTITUTIONAL DEVELOPMENT OF ASINDES
One of the overall findings of this evaluation ig that,
despite the considerable progress that ASINDES has mad¢ as an

rganization rtant unfinishe gka to com lete
nJordar “to éonsogféatehigsingt tutiona capagiigtiea. Ra
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even be argued that progress in some instances has been achieved
in spite of some institutional deficiencies, such as weak
leadership from the Board. This is reflected in the deficient
planning process at the Board level, which has considerably
slowed institutional development.

A. The Planning Process

Previous evaluations highlighted ASINDES' difficulties in
developing a medium- or long-range planning strategy statement of
ites goals, objectives, and priorities as well as the absence of
long-term work plans for its implementation. The most recent
evaluation (in 1987) thus recommended that the Board of Directors
of ASINDES should formulate "a statement of goals for ASINDES
which indicated the relative priorities to be attached to the
various purposes of the organization." The evaluation went on to
note that, "once such a statement of priorities has been
established, the Board should prepare a workplan for reaching
those goals that includes the major steps to be taken and which
takes into account the revenues expected, staffing and other
support requirements for carrying out the plan.”

A review of this issue for the present evaluation reveals
that, although ASINDES has made considerable progress in
improving the planning process, it still has major deficiencies
that need to be addressed. These deficiencies highlight the fact
that the planning and programming process still needs to be
reinforced and improved before it can be considered to be fully
institutionalized. As will be shown, this deficient planning
process has had several negative consequences--both internal and
external--for the organization.

For the present evaluation, numerous documents were reviewed
and interviews conducted at the three levels of the organization:
the Board of Directors, Executive Director, and staff project
level. '

i. Board of Directors

The planning process in ASINDES has gone through a major
evolution in a fairly short period of time. Its most recent
restructuring came out of a major training effort conductad for
the Board by INCAE (Instituto CentroAmericano de Administracion
de Empresas) under the sponsorship of PACT and ASINDES. The
focue of this effort was on strategic planning, both for ASINDES
and the NGO community. Specifically, the purpose was to explore
the various components of strategic planning in general and of
ASINDES as a consortium and leader of the NGO community in
Guatemala. The major outcome of this training exercise was the
development of a methodology that led to the preparation of the
Plan Quinquenal (Five Year Plan) for ASINDES. The Plan
Quinguenal identified the major actors involved in sector
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planning, the attitudes required for this type of planning and
various relational aspects such as, for example, possible funding
sources and beneficiaries with whom ASINDES would relate.

Although it was a good attempt to develop a strategic plan
for NGOs in Guatemala, the document proved to be too general and
diffuse to serve as an operative, working instrument. Thus,
PACT's Resident Representative prepared a Resume of the Plan
Quinguenal (Resumen del Plan Estrategico Quinquenal, 1988-1993).
This Resume condensed the Plan Quinquenal into six major
functions of ASINDES: Representation, Mutual Defense,
Posicionamiento (its relationship with the Government of
Guatemala and cooperating institutions), Information, Financial
Assistance, and Technical Assistance and Training. Th® Resume
also identified two or three major strategic objectives for each
of these functions that ASINDES should accomplish over the next
five years. For example, one of the basic functions identified
for ASINDES is that of mutual defense. This is a rational
function for an organization such as ASINDES, given that the
founding of ASINDES was in good part in response to the need for
a voice against the violence perpetrated against NGOs at the
time. One of the objectives under this defense function was to
egtablish links and contacts with basic human rights
organizations in the region or overseas (i.e., the Human Rights
Court of the OAS or the Inter-American Institute of Human Rights
in Costa Rica).

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

Not only was there no follow-up on the objectives of these
strategy statements, but also interviews with several Board
members and other relevant observers reveal a surprising lack of
consensus concerning the role of the Board of Directors in the
planning process itself. Some members of the Board indicated
that the Board did not have a role to play in the planning
process, 1.e., that the role of the Board of Directors is only to
set policy and carry out the will of the General Assembly.

Others indicated that the responsibilities of the Board diad,
indeed, involve a2 planning function and that they were already
involved in it; however, they did not c¢ite any work plans beyond
simple agendas used in the meetings that serve as the basis to
discuss upcoming activities with the Executive Director or to
present toc the General Assembly. Reference to the Strategic Plan
was made but it was sketchy. Furthermore, no Board members
mentioned the need to have a planning document sufficiently

detailed as to indicators, milestones, chronology, etc. which
could be used to monitor and orient their own work or that of the
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Executive Director.

It can therefore be concluded that, up to the preasnc, the
Board's involvement in the planning process has been luirgely
limited to internal matters of the organization. In ""\is regard,
it should be noted that the Board does demonstrate a
conscientious, strong, and active interest in the ongoing
activities of the organization. Furthermore, they &ppear to be
fairly well-organized for their meetings and have wel(-developed
procedures for their meetings which are conducted at least once a
month and oftentimes more frequently. Their work during these
meetings tends to focus on the work of the two technital
departments of ASINDES: Technical Assistance and Training, and
Projects. These activities apparently are reviewed on a regular
basis in considerable detail with the Executive Director. The
Board also appears to have delegated to the Executive Director
the necessary decision-making authority so that he does not have
to go back to the Board repeatedly for every action taken.

One can speculate on the reasons for the absence of a better
and more comprehensive planning capability on the part of the
Board of Directors. Some respondents feel that part of the
problem is structural, deriving from the fact that the Board is
comprised of individuale who are themselves Executive Directors
of their own organizations. As such, they are overly busy
individuals who may have a difficult time merely attending
meetings of the Board, not to mention involvement in more
demanding, comprehensive objectives implied in the Plan
Quinguenal (and its accompanying Resume). Some have also noted,
more cynically, that as heads of organizations it is not in their
self-interest to strongly promote arother organization into a
leadership position for the NGO community in Guatemala.

In conclusion, one can say that the Board of Directors has
been actively involved in the internal operations of the
organization, that is, in the "micro planning” process of the
staff, and in this context it has played a responsible role.
However, it kas not exercised a leadership role in terms of the
broader ategic objectives that have been defined by the
organiza for itself. Nor has it developed a system of
adequately monitoring and orienting the activity of the Executive
Director. Examples of some important consequences resulting from
inadequate planning would be the Board's failure to involve
itself and learn from the process of negotiations with the World
Bank and the Government of Guatemala (GOG) in relation to the
Social Investment Fund (SIF); and in the weak guidance it has
given to the Executive Director in relation to the fund raising
plan and activities, which has left ASINDES seriously over-
dependent on AID and the GOG, with few immediate alternative
funding options.
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Some obgervers criticized the Board harshly for its failure
to follow up on these initiatives. There is a feeling that, to
the extent that the Board fails to geiie this initiative, ASINDES
will lose the opportunity of asserting itgself as a major
organization with a unique mission and message on behalf of the
entire NGO community in Guatemala. To the extent that ASINDES
thus fails to assert its leadership, its role will necessarily be
limited and so will its impact in the Guatemalan development
scene.

ii. Board of Directors - Executive Director
Relationship

The previous evaluation of ASINDES raised the issue of Board
Executive Director relationship. It noted the "interventionist"
character of the Board which interfered with the Director's
ability to make the necessary and opportune management decisions.
As can be seen from the previous analyses of the planning process
for the present evaluation, this situation presently is
completely different. The Board has fully delegated all the
necessary authority to the Executive Director, thereby precluding
the need for unnecessary and cumbersome approvals. If anything,
the Board seems to have adopted a more passive role in both
leadership and management, and, as indicated above, needs to
develop a middle ground approach by developing planning
instruments sufficient to enable it to monitor and guide the
Executive Director's activities without hindering his
effectiveness.

iii. Executive Director.

The planning process was also examined at the level of the
Executive Director. As discussed elsewhere, the position of
Executive Director has been very unstable over the past three
years. The fact that there have been three Directors in the last
three years has not enhanced the planning process. However, the
current rector has been on the job for about 15 months, and he
seems t eciate the importance of the planning process even
when he dimits that his work plans still need improvement and
that at timee he has not been able to adhera to them fully. He
has nevertheless rededicated himself to improved planning and
organization. The Executive Director has developed an annual
work plan which in general is consonant with the Plan Quinquenal
alluded to earlier and with the work of the individual
departments of the organization. (A copy of the document is
included as Attachment 3). This document is prepared and
submitted to the Board of Directors for review and approval.
However, by the Director's own admission, previous efforts have
resulted in very generalized documents with limited utility as a
management tool. However, because of the Executive Director's
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multiple public relations activities and policy functions, he
will be unable to reinforce the planning process without an
Administrative Aseistant. Both he and the Board have repeatedly
agreed on the critical nature of hiring an assistant who could,
among other things, provide assistance in introducing greater
integration and coherence to the organization's planning procesas;
but they have never resolved this key issue. (During an
interview with the Director, he indicated that he has made a

decision concerning the hiring of an Assistant and that this will
be announced in the very near term.)

iv. Departments of ASINDES.

The evaluation also reviewed the planning function in terms
of the various departments of ASINDES--Technical Assistance and
Training, Projects, and Accounting and Finance. The planning
process is most developed, and to some extent institutionalized,
in the technical departments. A review of their work reveals
that considerable effort has gone into the development of work
plans and miscellaneous planning documents. The work plans for
the Technical Assistance and Training Department as well as the
Projects Department were equally sophisticated. In addition to
their detailed nature, the work plans reflect attempts to develop
and apply a variety of useful indicators for supervision,
monitoring, and evaluation of projects. These will be extremely
useful tools, particularly as they are refined and computerized,
in measuring the impact of their respec.ive departments and of
project activitics.

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

It can therefore be said with regard to the overall planning
process that despite serious weaknesses on the Board of Directors
level, considerable effort has gone into its overall development.
This is demonstrated by the existence of numerous planning
instruments. To date, the organization has developed the
followingis

1) Overall Plan Quinguenal (the five year plan)
3) A Resume of the five year plan that lays out different

gtrategies, functions, and objectives to be accomplished during
the five years covered by the Plan Quinguenal noted above;

3) Work plan by the Executive Director; and |

4) Departmental work plans.
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However, the overall planning process appears to lack
institutionalization--not to mention consolidation. This is
reflected in the lack of agreement on the major components of the
planning process itself; and the lack of follow~up on major
planned objectives of the organization (at the level of the
Board) and the unevenness, diversity, lack of standardization and
integration of the planning instruments reviewed at the project
(i.¢. technical) levels. in effect, the integration of ASINDES'
qoal:, objectives, and activities will be achieved only if the
Board:

1) Develops its own work plan;

2) Requires the work plan of the Director and staff to be
detailed enough to serve as monitoring and evaluation
instruments; and’

3) Actually ugeg these instruments on a regular basis.

An interesting conclusion, therefore, is that ASINDES'
planning process is better established at the bottom of the
organization than at the top. This was evident in the much more
defined and sophisticated planning documents developed by
ASINDES' departments compared to the less well developed
instruments as one moves up the hierarchy. This is
characteristic of institutions where the planning process has not
vet been institutionalized; in the case of ASINDES, it reflects
the heterogenous membership, whose consensus is more easily
achieved at the project level where immediate results are needed
to respond to the pressures of constituents.

B. General Administration

i. Organization and Personnel

The original OPG envisioned the improvement of the
organization's general administration as a means of strengthening
ASINDES a#¢ an institution. A number of administrative measures
have been taken to improve ASINDES' institutional capabilities in
the area of general administration. A significant activity
involved the provision of technical assistance for the
development of an office administration manual that included a
description of the overall structure and organization of ASINDES.
A draft of this manual was developed by PACT, and ASINDES hired a
local consulting firm to produce a final document in 1987. This
manual, completed in 1988, contains job descriptions, staff
evaluation methods, and internal institutional operating
procedures, including a description of technical staff and

various organizational features of the office such as criteria
for document handling and control.
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Under the amended OPG, technical aseistance was also
provided by PACT and a local consulting firm (Copngultores en
Resarrollo ficologico y g9¢ial) to develop a complete, standard
personnel manual {including an orientation or briefing section
for new personnel). The manual as developed containe information
on dress codes, office policies of the organization with regard
to holidays, absences, etc. Thie manual was the outcome of 12
intensive, half-day training sessions, over a period of three
months, on participative administration. These sessions, and
the extensive 150-page manual resulting from them, were a crucial
element in the formation of professional staff attitudes
regarding important organizational development skills and
mechanisme, such as team building, conflict resclution, and

personnel management.

This manual is somewhat outdated because of the changes in
the Executive Director position and of some key staff. As a
result, it is referred to infrequently. Nevertheless, it remains
an important document and, if updated and applied, could be

extremely useful in further reinforcing the organizational
development of ASINDES.

ii. Personnel Management

a. Staffing

The staff of ASINDES currently consists of 12 full-time
employees, an increase from the nine positions noted at the time
of the previous evaluation. These positions are as follows:

* The Executive Director (Mr. Eric Chicol):;

* One Coordinator of Training and Technical Assistance (Ms.
Cristian Munduate):

* Obe Project Coordinator (Ms. Alma Irene Gonzalez);

* Two Assistant Project Coordinators (Mr. Raul Rosal and
Ms. Lijia Medrano):

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

* One Assistant Accountant {(Mr. Hugo Mateu):;

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

* Two Secretaries;
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* One Assistant Secretary and one Messenger.

ASINDES has paid special attention to the personnel
requirements of the organization. 1Its personnel model is
premised on flexibility, that is, on hiring the necessary
personnel to accommodate the growth of the organization and at
the same time not encumber the institution with a large staff
that might be ineffective and underutilized. ASINDES has
therefore opted for a relatively small staff whose function 1s to
identify, organize, and coordinate a network of shcrt-term
consultante. These congsultants include one permanent part-time
consultant, Mr. Abel Giron, who is an agronomist. He has been
actively involved as the liaison involving World Bank
negotiations, and in this capacity he does the technical work of
ASINDES involving COFIS (the pilot project of the World Bank's
Social Investment Fund). ASINDES also uses the services of three
part-time consultants for project supervision and evaluation. A
number of additional short-term consultants are also hired by
ASINDES to conduct specialized technical assistance activities,
including the development of sectoral programs.

Up to a year ago, the personnel situation in ASINDES was
marked by turmoil. During the last riree years, ASINDES has had
three Executive Directors, three accountants, four Project
Coordinators, three Technical Assistance Coordinators, and
various other transitions. 1In fact, most of the adverse views of
ASINDES by outsiders are based on their negative perceptions of
ASINDES during these highly unstable years. The absence of
stability in the top position, in particular, has been
particularly difficult for the organization, affecting internal
operations as well as external image. However, the current
Director has been on the job for about 15 months. The stability
in this position has greatly enhanced staff morale, internal
cperations, and external image.

Despite the turmoil, ASINDES has managed to retain and
recruit talented and highly qualified individuals. It has also
identified additional, qualified local personnel resources, such
as short-4axrm consultants, as already noted. The stability in
the ltatl?eurrontly occupying key positions (i.e., in the
Projects a8 well as Technical Assistance and Training
Departments) and the experience they bring to these positions
give ASINDES eignificant capabilities in thesc areas with very
positive results in project administration and promise in
technical assistance.

Recent salary increases further improved staff morale.
However, salary increases were determined on the basis of
negotiations with each individual staff member and not on the
basis of a standard organizational personnel policy. According

to interviews, a standard personrial policy has not yet been
developed that addresses staff compensation, promotions and other
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similar personnel matters. (At the time of the writing of this
evaluation, ASINDES had hired a local consulting firm to review

its personnel policy in the context of other NGOs in Guatemala.
It will recommend a standardized personnel policy in line with
that of other institutions in the private, not-for-profit
sector.)

b. 8taff Training

The amended OPG also provided for staff training, as
indicated in the following statement of outputs expected at the
end of the second year of the project's extension:

"Twelve formal training events for ASINDES staff, including
personnel management, project analysis and monitoring,
evaluation, financial management, planning, computerization
and/or other areas that increase their capacity to undertake
their responsibilities (an average of two persons per
training event) ."

The Department of Technical Assistance and Training was
asgigned the responsibility of implementing ASINDES' staff
training. A work plan was developed that included objectives,
actions and means of reaching objectives, approval mechanisms,
and selection criteria. To determine the needs of the
organization, an informal "needs assessment" based on interviews
with ASINDES' staff was conducted. Subsequently, arrangements
were made for their training.

Document review and interviews reveal that staff training
was conducted for secretaries (English and Communications as well
as Human Relations courses); project staff (visits to ACORDE, a
foundation in Costa Rica, to exchange ideas on project
management); and the head of the Technical Assistance and
Training Department (who visited the Dominican Republic for one
week on project design and organization of NGO events).

Obsiiivations on this training include the following:
Althoughggteff training was undertaken, and has had a positive
impact ifterms of professional administrative skills, it needs
to be imgoved in terms of programming and systematic
implementation. The training should have been planned and
implemented over the two-year of the amended OPG rather than
episodically as appears to be the case. Although most of the
training funds will probably be used by the end of the grant in
June 1990, some of this training should have been programmed much
earlier in the two years pariod covered by the amended OPG. Due
to the uneven scheduling of this 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 these deficiencies also reflect the need for
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flexibility and crisis management in an institution like ASINDES
which must sometimes react to new and urgent problems or
opportunities. Such was the case, for example, with the
introduction into the development scene in Guatemala of the major
World Bank/GOG initiative of the Social Investment Fund. It wasg
only in October 1988 that ASINDES became aware of this activity
and of ite possible importance for ASINDES. As a result, major
new and very time-consuming activities--in information gathering,
coordination of member and/or non-member NGOe, negotiations with
the World Bank and GOG staff, readjustments in technical
assistance and project funding strategies--were undertaken
affecting and sometimes replacing previous plans, programs, and
schedules. ,

These contingencies have also slowed the training of staff
in computerization. The present computer skills of ASINDES'
staff can be described as uneven. For example, although support
staff have a very good knowledge of basi¢c word-processing, they
have limited knowledge of other, more advanced features such as
mail merge (which is essential for a membership organization).
Technicai staff are familiar with spreadsheet programs such as
Excel (which is what they seem to have decided upon, although
they also have Lotus in their computer), but quick teats by the
evaluator revealed only a basic knowledge of Excel. For example,
a tracking system for disbursements has been developed, but the
spreadsheet was not fully programmed to provide quick changes of
basic information involving current disbursements.

Interestingly, it was indicated that only one person had received
training in Excel; the rest had learned the program on their own.
They are thus trying to computerize office programs
unsystematically, which is a time-consuming process that could be
expedited and made more effective through systematic training.

There was no evidence of any staff member with a knowledge
of database systems (despite ths fact that they have access to
DBase 3 on their computer). Knowledge of this system, or any
equivalent relational database system, will be very important in
the development of automated project-monitoring. It will also be
of critical importance in handling an. increased volume of project
and program activities involving the Social Investment Fund.

¢c. Training for the Board and Executive Director.

The amended OPG indicated that the following should be
accomplished for the Board of Directors: “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 persons per training opportunity).”

Training of members of the Board of Directors was limited.
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Interviews with members of thu Board reveal that they did not
view these training opportunities as a real option for them.

Time constraints were cited as the major problem. As already
mentioned, as executive directors of their own organizations they
have a hard time finding the time to undertake this training.
Moreover, one member of the Board noted that his work is
voluntary and that taking training courses under the amended OF.
might be construed by some as compromising his integrity.

A chart of the training for members of the Board and the
Executive Director of ASINDES is included (Attachment 4). As the
chart demonstrates, there was a certain imbalance in training:
whereas members of the Board did not participate for the most
part in these training activities, the Executive Director was
able to avail himself of a considerable number of training
opportunities.

The amended OPG also called for "twenty formal training
events for ASINDES me¢mbers and other NGOs including project
design and preparation, project monitoring and evaluation,
financial management, planning budgeting and specific technical
themes of interest to the NGO community in Guatemala (an average
of 20 persons per training event)."

A discussion of this activity is dealt with in Section III
below (Technical Assistance and Training Program).

iii. Financial Management

The strengthening of ASINDES involved improvements in
administrative as well as fiscal procedures. In late 1987, PACT
prepared manuals for an accounting system and for administrative
procedures. The accounting manual was developed and completed by
local accountants in early 1988. Control and report formats as
well as a tracking system were developed.

Discussions with the accounting department reveal the
following? The accounting department has experienced
considerable staff instability that included turnover of three
accountamts in the last three years. ASINDES was successful in
recruiting a qualified FPinancial Coordinator with 11 years of
banking experience, in July 1989 to handle the accounting and
financial operations of the organization. Although he has been
on the job only six months, he appears to have developed a basic
knowledge of ASINDES' operations. He is familiar with the
accounting manuals previously developed and also has a good
working knowledge of the systems developed, even introducing
various modifications to improve them. These changes were made
in consultation with the Executive Director, who is a former
Treasurer of the ASINDES Board of Directors as well as a trained
auditor. His experience has thus been very helpful to the new
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Financial Coordinator in acquiring a quick grasp on his
accounting and financial responsibilities.

Accounting procedures as presently constituted appear to be
adequate for the current volume of activity of the organization.
The accounting department has developed what seem to be efficient
procedures for budget preparation, payroll and the "draw down" of
OPG funds from PACT/New York and, more recently, the GOG
(specifically, its Ministry of Finance). Although he Financial
Coordinator has computerized some of these operations,
computerization has not proceeded on a systematic basis. Thus,
only parts of the accounting have been computerized.
Nevertheless, some of the problems identified in previous
evaluations also appear to have been corrected. Fcr example,
responsibilities for check writing have been improved to overcome
bottlenecks.

There are, however, more significant deficiencies and
limitations. The accounting and financial system as presently
constituted is adequate to support principally an internal,
largely bookkeeping operation involving the organization's
payroll, "draw downs" and financial projections. To the extent
that the accounting system is limited to these functions and
purposes, it appears to be adequate. However, it dces not have
the capability to provide financial support services to the
Project Analysts, not to mention audits and financial analyses
involving other NGOs. As already noted, ASINDES relies on short-
term consultants to prepare audits and financial analyses of the
NGO project proposals and projects. However, an increased volume
of activity would place significant pressure on its accounting
and financial management system as presently constituted.

The accounting/financial department would thus greatly
benefit from a systematic training program designed to enhance
the in-house capabilities of its present staff of two, that is,
the Financial Coordinator and his Assistant. This department has
had very limited training, most of which has been on the job or
self-taught. The Pinancial Coordinator, for example, was given
an orientation on ASINDES' operations and its accounting manuals
when he first started the job. The computerization, however
limited, of ASINDES' accounting operations is due to the personal
initiative and interest 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 states that there are plans for training in the near
future. Plans for the training of the new Assistant Accountant
are also in the process of being developed.

The overall assessment of the accounting/financial
department is that despite what appear to be smooth procedures
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involving budget preparation, operations, and draw downs, the
process is limited and incomplete--one part computerized and the
other based on a what could be called a "stubby pencil® approach
to accounting, that is, with handwritten entries. It is not the
most efficient method for operating a modern acounting system or
for planning its expansion.

In summary, despite its lack of full computerization, the
present accounting/financial system appears to be adequate to
carry out basic bookkeeping functions of the organization given
the current volume of work. It does not have the capability to
assume a much larger volume of activity or to enact additional
functions that perhaps were expected of it, namely, to provide
financial technical assistance to Project Analysts or to NGOs.
Its staff also need to be trained in a more comprehensive and
systematic fashion,

However, the creation of a financial NGO (as is currently
contemplated) capable of handling all the difficult financial
functions involved in credit financing, will necessarily modify
the financial needs and structures of ASINDES' financial
department. Thus, the observations on ASINDES' current
accounting and financial operations have to be read in light of
this alternative.

iv. ASINDES' Financial Prospects

The following observations are made with respect to ASINDES®
financial prospects.

a. Expenditures

ASINDES' present illustrative budget is being revised in
accordance with the projected spending needs of the organization.
Apparently, the illustrative budget was under-estimated in
certain line items such as office rental, office equipment and
communications anéd over-estimated in areas such as technical
assistand®. The budget will therefore be reprogrammed to correct
these imbalances.

b. Financial Self-sufficiency

Although financial self-sufficiency was not an explicitly
mentioned objective in the amended OPG, ASINDES hae made efforts
to diversify its funding sources in order to improve its fund
raising capability and to reduce its dependency on AID funding.
These efforts have been considerably hampered by the lack of
claiigyiot AID regulations and guidelines concerning fund raising
activities.
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Efforts to diversity funding include:

1) Negotiating contracts directly with the GOG concerning
Q. 2.0 million in ESF funds;

2) Negotiating with the GOG for a Q. 100,000 service
contracrt between ASINDES and the COFIS (Comigion Organizadora del
Fondo de Inversion Social). Under this contract, ASINDES will be
paid for the technical services involved in operationalizing the
"third window" of the pilot project (the COFIS) of the Social

Investment Fund (Fondo de Inversion Social, or FIS8):; and

3) Project administration of the COFIS portfolio, which
amounts to Q. 5.0 million, on which ASINDES is agking for a 10%
overhead and administration fee.

ASINDES has also been negotiating with the Worid Bank and
the GOG concerning the terms and conditions of its reimbursement
for functions it will perform for the Social Investment Pund once
this fund becomes fully operational in May of 19%2.

There are also a number of other posgible services under
which ASINDES could be reimbursed. These include:

1) Project administration such as is presently being
contemplated under the COFIS (mentioned above):

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

3) Technical assistance not to the FIS but to actual
project implementers such as NGOs, cooperatives, and base groups.
In this regard, ASINDES has been approached by the base group
component of the COFIS to provide technical assistance to the
beneficiary groups in general as well as financial administration

and grouziftqanization.
¢. Contact With Other Punding Sources

For at least the last three years, ASINDES has been planning
a strategy for the conduct of a fund raising campaign. This
campaign was to be focused on national fund raising, but more
importantly, on international fund raising from potential sources
in the U.S., Canada, and Europe. PACT has provided technical
agssistance in fund raising, strategy development, and technique
on at least five occasions. Due to staff instability (referred

to earlier), these activities had little impact until May 1989,
when serious efforts were undertaken to develop a strategy.
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However, the lack of determination on this objective as n
priority area by ASINDES resulted in only eporadic organizational
efforts to carry out the strategy. Activities related to fund
raising have been repeatedly postponed or cancelled.

ASINDES hags made good faith efforts and some progress in
developing national funding and relations with alternative
international sources. Prospects through the World Bank/GOG
Social Investment Fund are especially hopeful. However, in terms
of concrete possibilities, it is evident that ASINDES remains
dangerously ocver-dependent on AID and the GOG and is thus subject
to all the uncertainties that this implies.

V. PROJECT ADMINISTRATION AND FUNDING PROGRAMS

A. Projects Department

One of the major outputs of the amended OPGs is the
"financing of a minimum of 45 grants to PVOs for development
projects using mostly host government-owned currency generations
from ESF/PL 480 agreements."” The Projects Department of ASINDES
is responsible for the management and administration of the
grants 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 the¢ writing of this evaluation
{January 1990), Q. 1,659,000 had been programmed and disbursed.
The remaining Q. 341,000 haD been programmed (since September
1989) and will shortly be disbursed.

ASINDES charges a 6% fee or commission (which is deducted
from the grant) to cover the first year's administrative and
supervisory costs of a project. This fee is charged on grants
that include a revolving fund component, in other words, those
made for productive projects. The rationale for charging this
fee is that the organization is obligated to operate its
revolving fund for a period of four years. The 6% fee charged by
ASINDES against the total grant amount is designed to cover costs
of supervision and evaluation as well as any technical assistance

that might be needad in administering the first year of this
fund, with 4% being charged for each subsequent year.

The ASINDES Projects Department is currently comprised of a
full-time Coordinator, one full-time Program Analyst, and one
half-time Program Analyst. However, arrangements are currently

being nide for adding a full-time se retariai Y?siiion and
convett ng the half-time Program Ana yst to fu me.
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addition, there are plans to hire an additional Program Analyst
by April 1990. At that time, the staffing of the ASINDES
Projects Department will consist of the following four
individuals: the Coordinator and three Program Analysts. This
staffing will be sufficient to address the new work-loads that
ASINDES ataff will be handling as a result of the activities
planned under the Social Investment Fund.

It should aleo be noted that, in the first three years of
operations ASINDES' in-house Program Analyste were responsible
for shouldering the entire workload. However, given the
increased workloads, the Projects Department has increasingly
relied on short-term consultants, especially for project
monitoring and evaluation.

The Program Analysts are responsible for identifying
projects; assisting in their formulation and presentation;
financial analyses; and monitoring and evaluation. They thus
have very comprehensive responsibilities and, according to
interviews with several grantees, appear to have done an
excellent job in providing financial and technical assistance to
NGOs .

B. Grant Structure and Procedures

Under the original OPG, PACT developed the general structure
and procedures for the grant program with NGOs. The structure
and procedures are described in a series of documents that
provide information to NGOs requesting assistance from ASINDES.
The work was done largely by PACT personnel, including both the
Resident Advisor and the technical advisors from PACT's New York
office. The system is based on information contained in the
following documents: the Code of Ethics the Policies for
Financing, the Guide for the Presentation of Project Proposals,
the Guide for the Internal Processing of a Project Proposal, the
Description of the Role of the Project Selection Committee, the
Guide for Agreements between ASINDES and Recipients of Financing,
and the Guide for Monitoring, Reporting and Evaluation.

Althoeugh the system developed was operating smoothly, it had
to be expanded and improved. Specifical’y, the Guide for the
Presentation of Project Proposals was expanded on the basis of
project type into four separate guides. The process was thus
made clearer and more useful to NGOs. These guidelines are
reproduced and distributed on a systematic basis to NGOs, which
are also provided assistance in their use upon request. These
changes and modus operandi in the structure of the grants project
appear to have overcome criticism by the NGOs (and previous
evaluationa). At present, the system appears to be operating

very smoothly. Interviews with NGOs did not reveal any groblems.
On the contrary, various NGO representatives had highly favorable
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comments on the professionalism of the ASINDES staff, its
efficiency in the processeing of their grants, and especially the
extremely helpful assistance provided to them by the ASINDES'
staff,

C. Quantity and Quality of Projects

The quantity and quality of the projects that ASINDES has
been involved in has also experienced considerable change.
Originally, grant sizes were counsiderably smaller, averaging
about Q.120,000. However, ASINDES made a policy decision to
increase the size of these grants. This decision was made in
order to comply with recommendations contained in a previous
evaluation as well as to increase impact. Moreover, ASINDES had
to consider that, as organizations begin to have more capacity,
they are able to handle additional amounts of funds.
Consequently, the average amount of sach grant today is
approximately ¢. 350,000. The result has been that fewer grants
have been awarded, but in larger amounts. Currently, the ASINDES
grants program has provided assistance to 30 projects. Although
less than 45 grants were made, the full amount of 2.0 million in
financial and technical assistance will have been disbursed by
the end of the grant in June 1990.

D. Productive Versus Social Projects

The Projects Departuent has also been careful to establish
criteria to distinguish productive from social projects. (This
action was taken to address another of the recommendations of the
previous evaluation.) According to the Projects Department
staff, productive projects must meet three major criteria: 1)
they must be profitable in the short term, 3) they have to
include a revolving fund component, and 3) they have to generate
an increase in income for the families involved.

Social projects, on the other hand, cover areas such as
health, education, nonformal education, and community
organization. Increasingly, they are developing strategies to
l1ink social projects with productive ones such as linking
improvements in nutrition with productive activities. They
recognize that without productive activities an organization is
merely asigtencialista and thus creates increasing dependence on
the part of the local community.

The Projects Department also noted several improvements in
the presentation of proposals by NGOs. Although their fcormats
are not standardized, proposals are much better prepared,
including more complete analyses of the activities they plan to
undertake which are based on concrete needs of the communities.
Furthermore, the proposals also demcnstrate many more
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implementing capabilities on the part of the local communities,
including the availability of personnel for local project
implementation and supervigion.

E. Evaluation and Menitoring

The evaluation and monitoring system of the Projects
Department was also examined. The system developed by the gtaff
consists of a guide for the presentation of a narrative report to
ASINDES. The guide indicates the time periods covered, goals and
activities, problems, work plan, and financial information to be
presented. It also consists of a checklist for the Progran
Analyst to use in monitoring the project.

A considerable amount of effort, including field testing,
has gone into the development of this instrument. Although it is
a simple and elementary system, it is nevertheless useful in that
it highlights the principal indicators that the communities
should be aware of. It also introduces the notion of financial
accountability and control. Copies of these instruments are
included (Attachment 5). Communities prepare progress reports on
the basis of this instrument, including financial reports.
Furthermore, the ASINDES Project Department is continually
incorporating important new elements into the system, such as new
requirements to: 1) include environmental assessments in all
agricultural projects; 3) develop plans for beneficiary groups'
self-sufficiency, and 3) adopt an overall program that addresses
sectoral considerations versus individualized, separate projects.

F. Field Observations

The present evaluator interviewed local consultants
concerning the methodology, objectives, and actual implementation
of their evaluations. He found the consultants' approach to
their work to be professional and systematic. They also seemed
to be well trained and experienced. For the most part they are
acadenics from local universities with a considerable amount of
field e ence. Interviews and observations during a field
visit se@@i’to indicate that their work will result in reliable
and realfstic reports regarding compliance with project goals as
well as sociceconomic impact. In the ICA (Institute of Cultural
Affairs) project visited with one of the local consultant-
evaluators, the present evaluator could verify the consultant's
care in speaking to all the major participants and beneficiaries.
Not only was the skill of the consultant evident in interpreting
difficult responses, but it was also possible to verify the
different levels of impact which the project had produced.  (In
the ICA project, for example. which involved the training of
municipal leaders, the consultant-evaluator pointed out the
multiplier effect that could be observed in the sense that
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participants (the municipal leaders trained under the project)
had organiszed and developed numerous activities in their
respective compunities throughout the area. This involved
diverse activities such as the building community centers and
health poste, and organizing community cultural activities around
these infrastructure projects. These local facilities were used
for a variety of purposes, including health classes and movies on
health subjects.

One negative note involved the lack of knowledge on the part
of the local community concerning the source of the funds.
Although they identified the ICA as responsible for the
sponsorship of the activities, they did not know the ultimate
source of the funding for these activities.

It should also be noted that this part of the monitoring and
evaluation systeam could be greatly enhanced through
computerization, particularly if it is jintedrated in whatever
computer systems ASINDES decides to insta’l as part of its
overall computerization of its operations. Although a
considerabls amount of data would still be qualitative, a
computerized monitoring and evaluation system could be useful in
generating standard information for comparative purposes. It
would also be useful for producing the sophisticated analyses
that will certainly be needed in future for full participation in
the Social Investment Fund. Such a system would also ensure more
uniform results from the consultants on whom ASINDES will
continue to rely.

VI. THE CAPS ALUMNI ASSOCIATION PROGRAM

One of the outputs of the amended OPG was "the establishment
of capacity within ASINDES and the CAPS Alumni Association to
undertake a small community development program. Such a program
would include the following:

1) Establishment of a planning, implementation, and
sonitori systea that is both efficient and cost-effective to
verify .#‘J.ct completion and accountakility;

a) iinancinq of 30 to 40 grants for small, community-level
projects designed by returning CAPs participants and other
similar groups; and

3) Training of 10 to 15 returned CAPS participants in the
management of the program.

The rationale for this activity was to make use of the
skills and training of returned CAPS scholars (ex-becarios) and
apply those skills and training to their local communities. The
strategy was for the ex-becarios to identify and develop projects
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in their communities and then to ¢go to ASOPAZAC (the local CAPS
Alumni Association) which would review the project in accordance
with guidelines and technical assistance provided by ASINDES.

ASINDES established a small projects unit to manage this effort.

Although there were problems between ASOPAZAC and AID
(totally unrelated to ASINDES), which contributed ultimately to
the interruption of ASOPAZAC's activities (and to the program as
originally conceived), ASINDES staff was able to achieve at least
two of the three "sub-outputs" of the program:

1) Financing was provided for 39 grants for small community
projects. (Of the total amount of 8350,000 for this activity,
850,000 was used by ASINDES for program adminisetration and
technical assistance and approximately $150,000 of the remaining
8300,000 has been disbursed.) These grants were used largely for
infrastructure projects.

2) Training was provided to the ASOPAZAC manager and his
assistante in project identification, formulation, and
supervision.

ASINDES created a separate administrative unit that was
capable of implementing the project. However, given the problems
between AID and the local CAPS Alumni Association of returned
participants, and ASINDES' reluctance to take sides in the
controversy, it does not appear that the program will be
continued. The administrative tasks involved in the CAPS
activity will be discontinued after the final disbursements are
made in the next six months.

As positive accomplishments of this program, ASINDES can
point to the successful completion of more than 30 small projects
channeled mainly through returning CAPS scholars; the assistance
given to an ex-becario in the formation of an independent NGO
(ADIR) which subsequently became a member of ASINDES; and the
training of several former staff and Board members of ASOPAZAC.
Negative consequences include the failure of this training to be
institutionalized because of the break in continuity ©f ASOPAZAC
and hostile feelings on the part of some of the parties to the
dispute between AID and ASOPAZAC (some of which were undoubtedly
directed at ASINDES because of its insistence on maintaining its
neutrality and legal commitments throughout this difficult and
murky situation).
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VII. TECHNICAL ASSISTANCE AND TRAINING PROGRAM

The amended OPG also called for "twenty formal training
events for ASINDES members and Qther NGOs including project
design and preparation, project monitoring and evaluation,
financial management, planning, budgeting, and specific
technical themes of interest to the NGO community in Guatemala
(an avsrage of 30 persons per training event)."

ASINLES undertook a very considerable training program under
this component of the amended OPG. Apparently, there were more
events sponsored than called for in the amended OPG, and at a
lesser cost. (A list of these training events is included as *
Attachment 6). On the basis of discussions with participants (as
well as attendance by the evaluator of one of these events), it
appears that these activities have been well received and that
they address the needs of NGOs. One respondent who had attended
at least four ASINDES-sponsored seminars, coamented that the
"mix" between academic presentation and discussion by seminar
participants had been very well handled. In contrast to other
seminars she had attended that consisted largely of academic
presentations, ASINDES had been largely successful in integrating
the field experience of seminar participants with academic
presentations made by various presenters. At times, this had
resulted in very lively exchanges between presenters and
participants.

ASINDES' Department of Technical Assistance and Training has
responsibility for this activity. For this component of the
amended OPG, ASINDES developed a work plan for the training of
NGOs. This training (and technical assistance) activity has been
a challenging one, driven by a variety of cbjectives.

Originally, some of the training focused on project-specific
activities. However, the major objective of this exercise has
been more comprehensive, that is, to reinforce the notion of
sector plamning. In other words, it meant pushing NGOs to go
beyond projects and to think in terms of programs. Ultimately,
the idea is to train NGOs to begin to establish common
objectives, methodologies, and coordination within sectors. It
was felt that training of NGOs in this overall approach would pay
major dividends, namely, it was a strategy for getting them to
examine their etrengths and weaknesses, and to coordinate their
efforts with other NGOs working in the same area--thus avoiding
duplication of effort through the use of the same or similar
indicators and, in turn, developing improved baseline data and
more effective monitoring and evaluation systems.

The principal rationale for training of NGOs along these
lines is of crucial importance to ASINDES, involving ASINDES'
comparative advantage and its own raison d'etre in some measure.

In other words, ASINDES' role and comparative advantage is to a
large extent determined by its ability to get NGOs to think
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heyond projects, to work together and thue leverage their
resources.

An interview with the World Bank confirams this evaluator's
sassessment of the crucial and essential importance of this
strategy and methodology. The World Bank feels that, if
successful, ASINDEZ' approach could influence NGO/World Bank
working relationsihips not only in Guatemala but also in Honduras,
Moxégoi and Ecuador, where the ASINDIS experience could serve as
a model.

ASINDES has preached a consistent gectoral message through
its seminars and at every opportunity that it gets. It is
perhaps too early tc determine whether ASINDES has succeeded in
this challenging task of getting the NGOs to work together and
develop common sectoral strategies. Several individuals familiar
with ASINDES' work (some of whom have participated in the
ASINDES' seminars) indicated that the message was getting through
and that they had begun to explore means of furthering sectoral
work in their own organizations.

The issue for ASINDES is of critical importance. As
discussed earlier, its entire raison d'etre is involved. 1It ie
certainly aware that it needs to continue to explore sectoral
strategies with its constituent groups. (As suggested earlier,
part of the problem may be due to the inability to staff the
ASINDES office properly. The absence of an Assistant Director
forces the Director of Technical Assistance and Training to do
part of the Executive Director's work.)

VIII. COMPUTERIZED MONITORING AND EVALUATION SYSTEMS

The anended OPG also indicated as one of its outputs the
"design and implementation of a computerized monitoring and
evaluation system for PVO projects funded by ASINDES as well as a
computerized system to control and monitor ASINDES funis."™ This
computerized monitoring and evaluation system has yet to be
implenmented 18 months after commencement of this 24-month amended
OPG. As 4in the case of the training program, systematic planning
had been inadequate in the implementation of this system. This
is reflected in ASINDES' modest computer capabilities which
consist of an amalgam of largely incompatible equipment, i.e.,
one IBM-compatible clone and one MacIntosh and small printers for
each machine. The system capabilities as presently configured
are inadequate to meet the increasing needs of the organization.
However, at the time ¢of the writing of this evaluation, ASINDES
was in the process of taking the rfinal steps to implement this
component of the amended OPG. It had solicited bids from three
local computer firms and had finished assessing them. It is most

like that by June 1990, that is, at the end of the life of the
a.cnégﬁ OPG, In' automated monitoring and evaluation system will
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be in place.

It was noted that one of the major reasons for the lack of
computerization to date involves ASINDES' own reticence to
proceed with a full program at a time when its computer needs
were not yet well-known or even considered very important. Now
that it has decided to rapidly computerize office operations, it
shiould proceed systematically to automate its financial
operationg and its project monitoring and evaluation. To this
end, every attempt should be made to benefit from the
considerable technical assistarce resources in computerization
that PACT has developed in other projects elsewhere.

IX. SOLIDARITY VERSUS AUDITING FUNCTIONS

Interviews with a number of observers have noted the
existonce of a potentially serious "structural®™ probleam not
raised in the previous evaluation. This is the conflict that
emerges from the tension inherent in ASINDES' solidarity
functions cn the one hand, and the requirements of a rational,
complex organization (what might be called its "auditing"
functions) on the other. At various stages in its evolution,
ASINDES has had to both be a solidarity organization 3pd adhere
to the standards of a rational, complex organization. As a
solidarity organization, particularly in its beginnings, ASINDES
was expected to provide a voice as well as moral support and
assistance to the Guatemalan NGO community, then under attack in
an often violent political climate. Although ASINDES today
conducts its operations on the basis of standard procedures
common to complex modern organizations, some NGOs still view
ASINDES largely as a solidarity group, and expect it to comply
with its solidarity functions (its funciones gremjiales as someocne
described them). It is difficult for them to accept that ASINDES
will "hold their feet to the fire" when things go wrong in their
projects. In other words, it i« difficult to reconcile ASINDES'
solidarity functions with the requirements of a rational
organization which has to adhere to standard contract provisons
and procadmres to achieve goals and objectives.

Thig issue has surfaced most dramtically in the context of
ASINDES' monitoring and auditing of members' projects. Althou¢h
monitoring and auditing activities have gone well for the most
part, there have been instances when the misuse of funds by
member NGOs has created serious problems for ASINDES. These NGOs
have refused to adhere to the rules, and tensions have been
especially acute when ASINDES attempts to recover funds from
local NGOs. ,

Thus, as ASINDES continues to grow and institutionalize
standard procedures and accounting mechanisms, there is a feeling
that this could lead to the long-term destabilization of the
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organization. The potential disruptivenewus of this confict has
therefore made some members of ASINDES hesitant to undertake
comprehensive credit programe, which make adherence to "bottom
line" considerations all the more important. Although ASINDES
has been providing assistance to revolving credit programs, these
activities have been limited. This issue will obviously have to
be resolved before ASINDES can fully assess the implications of
undertaking a comprehensive, larger-scale credit program. It is
an issue which will also have to be resolved in the context of
managing a larger portfolio.

Some have therefore suggested that financial, monitoring,
and auditing functions might require a separate institutional
arrangement in future, thus insulating the organization from its
potential disruptiveness. On the other hand, there are those who
feel that an organization such as ASINDES cannot operate a credit
program simply as another credit bank or institution; that is,
that any credit program would have to be introduced as part of an
overall package consisting of technical assistance, training, and
so forth.

Thus, although some of the tensions involving the membership
of the organization have diminished over time, other tensions,
perhaps more serious for the long-term stability of the
organization, have surfaced and will require attention.

X. PACT AND AID INPUTS

A number of inputs have been provided at various levels
under the amended OPG, as discussed below.

A. PACT/New York

PACT/New York provides supervision of the Resident
Representative. In this context, it assists the Resident
Representative in problem-solving that is beyond his control,
especialllp vis-a-vis AID and to some extent with the ASINDES
Board of %91 tors. PACT/New York is also responsible for
providing technical assistance in the training area. 1In this
capacity# it 1is responsible for developing consultant resources
and establishing linkages with networks of organizations involved
in similar activities.

PACT/New York has an established planning process based on
annual planning events in New York. At these meetings, PACT
analyzes its programs, establishes objectives for the year, and
assigns responsibilities (who will do what, when, and how).
These meetings result in the development of planning documents

t t ble th anization to take u
H%a“0335§%351¥io51§§13ﬁ3§ Xr g.?napor ex:lg g.ntho recent thrustp
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into a more comprehensive involvement in natural resocurces is a
new activity that will be given increasing attention by PACT.

The relationship between PACT/New York and ASINDES hasg not
always been smooth. The principal reason for the friction ie
that locals have in the past viewed PACT/New York as an outsider
that uses up resources that otherwise could go directly to local
organizations. Although there has been friction in the pasat,
relationships between PACT/New York and ASINDES appeared to be
positive at the time of the present evaluation. 8Staff interviews
indicated that the work of the Resident Representative is greatly
appreciated. The technical assistance provided by PACT/New York
is also viewed as valuable.

In addition, PACT/New York has worked hard at improving the
relationship between New York and Guatemala. Memburs of the
ASINDES Board of Directors and the Executive Director have been
systematicaliy invited to attend koy PACT events such aa PACT's
own Board of Directors meetings and the meetings of its General
Agsgsembly. Special meetings have been arranged by PACT with the
World Bank, the Inter-American Foundation, the Inter-American
Development Bank, the UNDP, and other development agencies. In
addition to improving relations with members of ASINDES' Board of
Directors and its Executive Director, these meeting have also had
the additional virtue of demonstrating how other NGOs and
multilateral agencies participate in the development process.

To date, PACT/New York has hosted the current President of
the Board of Directors (one trip), two members of the Board (one
trip each), and the Executive Director (one trip).

This process has been adequate to enhance the relationship.
However, it is deficient in one regard, namely, the failure to
invite ASINDES representatives to participate in PACT/New York's
own planning process. ASINDES has expressed its discontent with
this state of affairs and has given notice that it wishes to
participate in negotiations involving any further extensions of
the OPG. Apparently, PACT/New York does not have objections to
this suggestion and has taken the necessary steps (providing
xaterials, briefings, etc.) to assist them in the preparation of
any nevw negotiations as well as in planning of the overall
assistance. (It should be noted, as an exception to the above,
that technical assistance activities have been undertaken by
PACT/New York in collaboration with ASINDES' statf.)

B. PACT's Resident Representative

PACT's Resident Representative has been one of the key
inputs throughout the life of the OPG. His responsibilities

include the overall management of the OPG. He has been in this
position since July 1986. He is thus highly familiar with the
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vicissitudes of the organization over the past three and one-half
years. His overall grant management responeibilities include
planning, negotiation of new contracts, assisting local
organizations in organizing courses organizing local and
international training and supervising the appropriateness of the
events and activities as well as the use of funds under the
grant. He is also responsible for reporting to PACT/New York and
USAID/Guatemala. (He uses an amplified Project Status Report for
reporting on AID projects. In order to more effectively
communicate with AID, both the format and the timing of the
reports were adjusted to conform to AID procedures.)

Following the recommendations of the previous evaluation, he
initiated a steady information flow through written documents to
the Board, including regular reports of his activities and
important issues for ASINDES, evaluations of staff and Directors,
and consultation on visits of PACT personnel and PACT/New York
sponsored technical assistance. This information flow continues
but in diminished form because of several factors which include
reduced frequency of Board meetings and the lack of feedback and
response from the Board.

The remaining 50% of his time, the Resident Representative
is involved in on-the-job training with ASINDES. This involves
the entire gamut of the organization's project planning,
implementation, and reporting. This has been the most
challenging part of his work, in that objectives have to be
developned and decisions have to be achieved jointly between him
and the Executive Director. A considerable amount of time is
taken in this type of joint decision-making.

C. AID Inputs

USAID/Guatemala's Office of Private Sector Programs is
responsible for overall program guidance and supervision of the
OPG. Apparently, there is a good working relationship between
ASINDES and the Mission. Overall, it can be said that the
rolation?p has proceeded with a "minimum of bureaucracy."

Barly in the implementation of the amended OPG, the Mission
made PACT a part of a strategy commission that met every two
weeks. This was an attempt to report on general events and
developments in the country and their impact on projects.
Although ASINDES was not invited to these meetings (the reason is
that they are not a major grantee), they were, nevertheless,
invited to make presentations to the Mission on the impact of
their projects in Guatemala. However, the process of meeting
with major grantees and local organizations such as ASINDES has
not been sustained.

Although a continuing relationship has not been maintained
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by AID with organizations such as ASINDES (as recommended in
previous evaluations), the relationship is nevertheless a good
one. Several favorable comments were made with regard to what is
perceived as the positive nature of AID's relationship vis-a-vis
ASINDES, namely, that it has intervened on behalf of ASINDES at
key moments--i.e., with the GOG Ministry of Finance concerning
local currency disbursements and with the tripartite negotiations
involving ASINDES and the World Bank. AID's timely support is
viewed as very helpful and positive from the standpoint of
ASINDES. AID has also provided important technical advice on
negotiations with the GOG. A member of AID's local staff with
experience in dealing with the GOG has rendered particularly
valuable assistance to ASINDES in this regard.

XI. CONCLUSIONS

The original and amended OPG to strengthen ASINDES as an
institution had as its objectives the development within ASINDES
of a project administration system and fund management capacity
to finance member projects; the development of a technical
asgsistance and training program to strengthen the administrative
and project implementation capacity of the Guatemalan PVO
community; and strengthening of the management and administrative
capability within ASINDES adequate to these functions.

The overall conclusion of this evaluation is that ASINDES is
well on its way to accomplishing these goals. However,it still
requires the completion of several major tasks, not only to
accomplish the goals but also to ensure its consolidation as well
as the expansion necessary to become a major actor within the
Guatemalan development community and a stable counterpart for
channeling significant funds to projects of interest to AID.

Major acocomplishments under the amended OPG include the
followingw:

A. Interpal Administration

A major accomplishment was the development of a complete
office administration manual to complement the accoun~ing manuals
developed under the original OPG.

Another accomplishment consisted of the successful
delegation of authority by the Board of Directors to the
Executive Director, which was required for rapid and more

opportune decision-making on the part of the Executive Director.
However, the amount and diversity of duties have overextended the
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Executive Director and made it impossible for him to accomplish
his multiple representational, public relations and management
taske effectively. 8pecific areas where he has experienced
difficulty include: 1) improving membership communication and
relationshipes, 2) developing a more complete fund raising
strategy and applying that strategy, 3J3) enhancing involvesment
and participation in the tripartite negotiations between the
World Bank, the GOG, and ASINDES, 4) increasing contact with
other multilateral development agencies and bilateral
organizations such as the Inter-American Development Bank, the
European missions represented in Guatemala, and the various
offices within the AID Mission in Guatemala, 5) increasing
involvement in other strategic objectives contained in the Resume
of the Plan Quinguenal, and 6) dsvotiiig more in-depth study to
the financial functions of ASINDES witi regard to administering
credit finance programs with NGOs.

ASINDES can also take credit for the divzlopment of a
capable and efficient staff with improw.:d s23vale. As noted,
although there remain important tasks ‘= :;i:roving staff skills,
on the whole the staff has high mora . #pd& Jeaonstrates efficient
operations in the discharge of its rez:vw.niii'litcies.

The development of a number of irm»n»r!suii sianning documents,
especially at the technical staff lewvs’, worsi.itutes another of
the achievements of the organization. =sveitheless, ASINDES
still faces the need to improve its pleaniag instruments and
processes, especially at the Board leve ', znl the Executive
Director has to address issues thit he has 1noglected due to his
current overextension of responsibilties (z7 noted above).

There is also the need to increase anc systematize staff
training, especially in computerized financial and proiect
tracking systems.

B. PRroject Administration

A8 has developed 2ll the necessary instruments and
technical-capacity to administer a grants program to individual
NGOs for Sedium-sized projects. This system includes technical
capabilit¥es 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.
Furthermore, the technical assistance in project presentation and
institutional strengthening which has characterized the Projects
Departaent has had positive consequences in terms of the \
institutional and implementing capacity of the NGO grantees.
Examples include the Institute of Cultural Affairs, Redh

Integral. and Asocjacion Cristiana de Jovepes (ACJ).
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However, this system needs to be improved in terms of its
computerization. In particular, database capabilities and cost-
benefit and efficiency analyses are insufficient to meet the
rigorous requirements of many of the larger multilateral
financial institutions and commercial banks.

Furthermore, the expertise and capabilities of ASINDES
relate only to grants. Although it has sponsored revolving loan
funds through its grants to NGOs, it does not have experience or
systems to administer credits to NGO grantees. It also does not
gavo the capability itself to receive credit financing from

onors.

C. Technical Assistance and Training

ASINDES has been able to organize an impressive number of
technical assistance and training events on such topics ae
strategic planning, small community enterprise development, and
environmental assessment. It has also introduced the idea of
sectoral planning in the areas of health, micro-enterprise
development, agriculture, and agroforestry. These events,
according to participants interviewed for this evaluation, have
helped to strengthen their institution's ability to plan and
implement projects and have met many of the immediate needs of
the NGO community.

However, the Technical Assistance Department is still
characterized by understaffing. This has led to the failure to
institutionalize and complete ita sectoral program strategy.

This is reflected in the fact that ASINDES' funding is still done
on an individual, project-specific basis rather than in the
context of coordinated sectoral programs and strategies.

Not included in the amended OPG are other objectives which
are nevertheless essential to the stability, if not to the
survival, of ASINDBS. The most important of these is the
achievenesit of financial self-sufficiency. ASINDES' efforts in

this ar ve been less successful than in the objectives
previousiF gentioned. Nevertheless, diversification of funding
sources  begun through the negotiation of contracts with the

GOG and tirough the close working relationships as well as
important technical and administrative duties undertaken in
relation to the GOG/World Bank-sponsored Social Investment Fund.
Furthermore, after numerous ineffectual attempts, a fund raising
strategy has finally begun to be developed. However, ASINDES
still remains dangerously overdependent on AID and the GOG since
the World Bank SIF initiative was still problematic at the time
of the writing of this evaluation. Furthermore, the fund raising
campaign has not achieved priority status for ASINDES, as

dby t stpon a llation of i tant
S5HEPRE18 1n BRuEORSRRRgTOn and cancellation of dmportan
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Another important issue affecting ASINDES' stability is a
factor not explicitly mentioned in the text but affecting all of
ASINDES®' activities. ASINDES aust confront the iseue of a
possible conflict which is beg¢ginning to arise between its
"solidarity" and ite auditing functions. Up to the present, most
NGOs have accepted ASINDES supervision and suggestions with
reference to the project financed funds channeled by ASINDES.
However, in a few cases involving repayment of misused funds,
antagonisms have arisen. If and when ASINDES begins to work with
credit financing, it is foresaeen that this will emerge as a major
issue. ASINDES must begin thinking now about institutional and
other alternatives to resolve this problem in future.
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XII. RECOMMENDATIONS

A. For the Board of Diregtora

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).

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

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 visites.

5. The Board should require that ASINDES develop a complete
fund raising plan vith specific functions, responsibilties, and
timetables for its implementation. The Board of Directore should
also play an active role and participate in its development and
execution.

B. For the Executive Director

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

3a. The Executive Director should proceed to the immediate
staffing of the Technical Assistance Department of ASINDES.

3. %e should develop an objective salary policy and apply
staff evafuation procedures on a regular basis.

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

5. The Financial Coordinator should develop an in‘ernal
auditing capacity.

6. The Project Selection Committee should be reconstituted
and become functional once again, with improved reporting on the
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supervison of the projects already fundod.

C. [or 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
devoting the majority of its expertise and resources to the
accomplishment 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.

D. 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.

3. The Mission should continue its support to ASINDES in
order to gonsolidate its institutional capabilities, ensure its
stability, and increase its effectiveness. This support should
consider as priority object.ves ASINDES' financial self-
sufficiency, the resolution of internal structural
contradictions, and an expanded technical assistance progran.

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 therefor.

4. AID should establish mechanisms to ensure that

beneficiaries are aware of the source of funds received through
local NGOs.
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Attachment |

A.l.D. RYALUATION

RACI = ALIMDRA - QPG 220-0244
ACORR QF MQRK

I. DACKGRQUND

In June of 1988 PACT sighed with the A.1.D./Cuatemala Misslén an
amendment extending for 2 additional years an OPG for the

institutional strengthening of ASINDES to support PVOs operating
in Guatemala by helping Asindes develop the capacity for:

{. The selection and financing of projects

2. The follow up and evaluation of projects

J. The (formulation and coozdination of technical agssistance and
tzaining progzams £o0r the NOO community in Guatemala.

The 2 year amendment has been in effect for ovar a year and s
s.neduled to end {n June of 1990.

IT. RYALUARIQN PRAMEWQRK

The terms oi the amendment stipulate, and the revised budget,
provides for, a mid-term evaluation, according to the tezms of
the amended OPO. The puzpose of this evaluation, and the
tunction of the evaluation report agreed upon by the A.!.D.
mission and pact, are the following:

17.1 PuZRose

I1.1.1 To assess the progress of the program in texms of
the amended goals and objectives; to help assess the
appropriateness and effectiveness of the project
administration system, of the technical assistance and
tzaining program, of ASINDES managerial and administrative
systems; and of the managerial, technical and strategic
inpute of PACT needed to achieve these goals and objectlives.

11.1.2 To assess the adequacy of the objectives and goals
of the OPG with referance to the new and emerging needs of
ASINDES' and the Cuatemalan PVO community, especially in
relation to! Their partnership role with the GOG and
international and gpultilateral funding institutions; the
new and rigorous standards required of NGOs i{n planning,
implementing, monitoring, and evaluating projects;thelrx need
to collabozate ln national programs; and the development of
a more active and influential role in goverment donor
pelicles.
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1t1.1.3 T¢ sumazize these findings and to make
recomendations as to progzamatic, strategic, technical or
nng other chanqges needed %o achleve progzam goals, and/or to
enhance its effactiveness.’

11.2 Principal function of the evaluation

To provide stxatagy, technical, and progzam guidance to PACT and
A.1.0. and ASINDES for Introducing changes or relnforxcing
mot?ods to achleve an e¢ffective and successful completion of the
project.

I1.3 Additional functions of the evaltuation

1I1.3.1 To determine whether the recommendations of the
previous A.I.D. evaluation have been effectively Implemented.

11.3.2 To assess whether an adjustmant in goals and
objectives |3 necessary to meet the new "Partnership" status
being devaloped In ASINDES and the NGO community.

11.3.3 To assess whether the organlzational development
which will have been achleved Dy ASINDES at the termination
of the project will be suZficient to assure its continued
growth and operation; or whether a prolongation of technical
ass{stance in institutional development is advisable.

ITT ACORE OF YQAK
The focus of the evaluation will be THREEFOLD:

I1r.1l the i(mplementation of the recommendations of the 1988
A.1.D. eavaluation.

111.2 The degree of achievment of the amended goals and
objectives of the OPQ, as seen: in ASBINDES (inatitutional
stzength; 1in its project administration and financial assistance
systems; in the impact of the projects it has funded; and In the
appropriatensass of PACT's and A.1.D.'s zoles in the different
components of the institutuonal sttengthening procass.

111.3 The adeguacy of ASINDES organizational development and of
its capacity to strengthen the NGO community in the partnership
role that has emerged for NGOs, and in light of the requirements
and responsibilities implied in that role. Will the development
that ASINDES and NGOs in genezal have achieved by the termination
of the project be sufflicient to assure the successful executlon
of the new tasks and responsibilities being acquized by 1ts
committments with multilateral ¢£inancial institutions and
government development plans of natlional scope?

The scope of work of the evaluation is the following:
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1V IMATIXUTIONAL ETREMGTHRMING QF ALINORA

IV.1l Pezeonnel

Iv.1.1 Prorct member and types?
IV.I.2 Qualifications?
1v.1.3 stability?

tv.2 Administration and management

IVv.2.1 Financial Management

IV.2.1.1 Are the functions of the respective personas |in
charge of the financial and accounting activities well
defined. efficlent, and operational?

Board (treasurer)
Executive Director
Accountant
Executive Secretary

1v.2.1.2 !s the accounting and financlal planning system
adequate for present and foreeable future needs?

IV.2.2 Personnel Management

iv.2.2.1 Is the personnel manual adequate and complied with?
1v.2.2.2 Regulaz evaluation?

IV.2.2.3 Job description?

IVv.2.2.4 Communication and information flows?

1v.2.2.5 Tzalining?

IV.3 Annual activities and financlal report?

IV.4 Composition and functioning of boaxd?

1V.S Status of ASINDES membership?

IVv.6 Pinancial Status?

IVv.7 Efforts made to diversify funding?

IV.8 Representational and coordinating activitles?

vV PAQJRST ARMINIATRATION AMR EUNRING PROORAM

v.1l 8tatus of policlies, guidelines and criterla?

Role and perzformance of analysts?

Project selection committee?

Numdez and types of projects supported?

Grantees reporting adequately?

Monltoring and evaluation systems and performance?
changes in quantity and quality of projects over time?

<<<<<<
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VI TRCUNICAL ARRIATANCE AND TRAINING BRQIRAM
VI.1 status

V1.2 Adegquate to needs of PVO community?
V1.) Number and kind of events?
V1.4 Impact of svents?

Vi.% {e training of ASINDES staff adequata?

VII PRACT ANMD A.l.D. INRUIR
VII.1l What inputs have beean provideld?

Vi1.2 Ate they adequate?

VIf.3 Have the reconmendations of the 1987 evaluations with
respect to A.I.u. and PACT been adequately cacrrled out?

Vil.4 1Impact of these inputs.

VIl YETHORQLOQY

Vill.1 Review Documents
vitr.l1.1 Original oOPG
VIiI.1l.2 Amendrent
Vilr.1.3 Implementation Plans
vIizz.l.4 1967 Bvaluation

Viii.2 1Intexviews
VIIT.2.1 ASINDES Statf (all)
VIII.2.2 Boazd (all)
V111.2.3 Member (sample)
VIII.2.4 PACT RR
VIZ2Z.3.8 PACT NY
Vili.2.€6 Consultants
Vi§3.2.7 UsSAld |
Vvi13.2.0 Othex C P 8§ C, membder PVAs.

V1.2 Projects
VIII.3.1 Select -5 representative projects:
- lazge
~ maedium or small
« Productive
- Social



vIiII.

Vii1.3.2 Rspid {mpact assassment

objectivas achleved?
gomt/banafle

impact

social

economis

Training: attend at least one event,
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Attachment 2

LISTA FERSONAS ENTREVISTADAS

ASINDES

Ingra. Lristian Munduate

Licda. Alma Irene Gonzdlez
Sr. Faul Rosal

Licda. Ligia Orantes

Lic. Erick Chical

Dr. Arturo Sist

Lice José Luis Jiménez

Sr. Hugo Matheu

CONSULTORES ASINDES
Ing. Abel Girdn

Lic. Lecnel Cabrera

JUNTA DIRECTIVA DE ASINDES
lLic. Alvaro MuRfiz
Dr. Rolande Torres

Lic. Hildebrando Cumes

COMITE DE SELECCION DE FPROYECTOS

Licda. Francis Asturias

- Coocrdinadora Asistenctia
Téznica

- FLocrdinadora de Froyectos
- Analista de Froyectas

- Asistente Froye:tos

~ Director Ejecutive

-~ Fepresentante Residente
FACT - Fuatemala

- LCoordinadar Financiero

- Auxiliar de Contabilidad

- Vice-Presidente
- Fresidente

- Vocal



Al II D.

Sefior Felipe Manteiga

Fober bt Ferdan

Arnalde [2aguirre

MEMEBRESIA
Dr. Edgardo Caceres

Sr. Juan Cdrduova

G0BIERNO

Lic. Gustava Leiva

OTRAS INSTITUCIONES

Sr. James Coberly

VISITA PROYECTO SAN MIGUEL CONACASTE

Sra. Jesusa Aburto Arias
Sr. Guadalupe GAtica
Sr. Aurelio Salazar

Sr. Mario Ramirez

()

Jefe de la Oficina de
Desarralle para la Enpreda
Frivada

Locrdinader del Fondeo
Evpecial de Desarralln

Atsitente Director Depto,
Progr amas

Director Ejecutive CEMAT

Director Ejecutivo M.G.R.F.

Tercer Vice-Ministro del
Ministeria de Finanzas
Piblicas

Director CAFE

Courdinadora de Froyectos
de I[.C.A.

Miembro Comité de Desa-—
rrallo local de los Llancs
de Morales.

Mi@mbro Comité de Desa-
rrollo local de lus Llanas
de Morales.

Fresidente Cooperativa
San Miguel Caonacaste.



Srita. Lembia Gdlve: “~ Cuvperativa San Miguel
Lunacaste.

Joed Aguilar - Fresidente Comitd de Desa-
rralle Lacal.

Sr. Joadé Gunzdle: - QCoordinador de Lomité de
Desarrallo Local.



Attachment 3
PLAN DE TRABAJOD
ANO 1989
DIRECCION EJECUTIVA ASINDES-ONG
DESCRIPCION OBJETIVOS JUSTIFICACION

rEa presents Flen de Trebejo correspondiente
a \a Direccidn Ejecutiva de ASINDES consis-
te en gescnibir i8s funciones sstoatutariss,
estlratagicas y operscionalss, que 1e son
propias o 18 misme, como et drgano ejecutor
3Je 13s pelitices y 18 sdministracién general
Je ta institucién por mandeto de 1a Junta
Directiva

£! Plen contiene 18s funciones, gue serisn
regucidas a acciones y éstas o resultedos
Jursnte el ofio do 1989. En si mismo, el Plan]
unicamente constituye la guis que marcs el
camingc a seguir, dependera de la dindmice
Qque 5¢ 1@ impregne, 1a que determine en de-
finitiva 18 consecucion de 10s resuitedos.

eGlobaiizer las acciones o cergo de ASINDES
en iac cuesles. 18 atreccidn Ejecutiva Liene
18 responsabiiidad de ortentar y conductr

eProporcionar una visign de conjunto de las
funciones propies de 18 Direccion Ejecutive

sContar con el instrumento técnico-adrinis-
trativo que gute las gesticnes de 1o [nrec-
ci6n de a8 Direccién Ejecutiva de manera
sistematica. coherente y visionaria al igual
que, permita evaluar permanentemente el
cumplimiento de ie gestidn y las posiciones
estratégices

La Direcci6n Ejecutiva coms 2! draano de meyor
jerarquia en 13 estructura orgaénico-funcionel en
13 cual 18 Juntas Directive delega la administracion
generel, desarrolis ung serie de funciones 1as cua-
les es importante defimyr

e Estatutarias 5on las que 12 han sido delegadas
explicitamente por 18 Acambies Gral o través
de 1os estatulos y son ias que brinden e} merco
legal pare el desenvolvimiento técnico-adminis-
trativo Acdo Gub No 815-86 de fecha 24/11/86

® Estrategicas 5Son 1as funciones implicitas deri-
vadas de las anteriores, que permiten proyecter
en el medienc y 1argo plazo tas scciones de
ASINDES, de una monera gernerul

® Operacionales son 18s funciones especificas de
corto plazo cuya ejecucidn procede de inmediato
siendo su reslizacién la que concretize las -
acciones y projuce resultados tangibles
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PLAN DE TRABAJO

DIRECCION EJECUTIVA ASINDES-ONG ARO 1989
FONCIONES ESTATUTARIAS FONCIONES ESTRATIGICAS FUNCIONES OPERACIONALES CALEND AR
{Cenoratss) (Especificas) FInjainnjJjJjals
1 Cosrginar yejeceiss Jas accsomds  {TECNICAS: ’
WCHTES § SSMMmStrabrves g 1.1 Anslizer 1as politices ¢ deserrollo y
acuerie Jo Juwn Diroctivg s coracterishces secterisies wen-
tficonds sy CONSISIGRCIS § GpOTtunt -
€3 con ¢1 precess seciepolitico
1 2 Anslizer la tregectorsa de Vas orge- |1 2 i Oue se nantengs una filosofia organ -
mzaciones miembros, Se tel manere zecions) Que 1ortalec s le crefivided,
Que se cumpla Con 103 obiettvas den- MOtIvaCINn, COTMUIMB.I0N y Produr.t-
170 62 18 ASGCIECION vidsd en les ONG's
1 3 Priponer o apertyra Oc progromas |1 3 1 Crecion de uns base y banca J¢ dotos que
e SISRCIOR ¢! ex@mes 08 Prior10ades T ¢sh O ref2renc1y ¢ 1Ntor macian g
los ONG s /Centre e [ocumentaciog X
{1 3 Exemmner métodes de tradejo yls 1 41 Pealizer v1s110y entrestas en los
tecnidogis empleade en: los Giferentes centros ge 1 abajc de 18z ONG's SR IxR)fcxIx
ProJramas en £jecucion
1 4 2 Promever tntercambios de 1nfor macion
s traves 02 sesiones de trabe)o, docy-
mentys
1S AnsliZer Yoz tendencias de 103 1ACS- |1 S 1 Arudir 6 1as e3'10s M roecondmicos
gores SUCI0ECONGANCaS Que 31T van 0= Y3y inter pretacion y 8phic %100 préc -
orientacidn @ les orgemzecicones tice
miembres de ASINDES
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PLAN DE TRABAJO

DIRECCION EJECUTIVA ASINDES-GRG ARO 1989
FONCIONES ESTATSTARMIAS FONCIONES ESTRATEGICAS FUNCIORES OPERACIONALLS CALENDAR
{Gessrales) (Especificas) E.FIMja[MlJ]J]A]S
16 Mantificer 1a3 macesigedes decoor- |1 61 Realizar un ecercamients periddics a
ainecien tnterinstitucions! g secto - 183 entidetes sfines ol soctor de las
et que potencien le eficiencia g o} ONG's y 8 le3 comurnidedes bensficia-
1mpacte 4s 163 progremas nes KPetaixpN x>
17 Detocter los problemus que limiten |1 7 1 Consulter ¢ 133 (ING's 30bre eres: de
12 coordnaecion y supererios interés g aceplacion
118 Mhsdener relacien ook el Com Sele- |1 8 1 Asistir ¢ 1as reuntores del Com Selec
‘ o Proyectes. de Proyectos ’
JAUTUNISTRACION: 1 82 Preparer ale Mess Direct nuevos
. miembros en sustitucion de 103 que
19 fMesorsr iscapacided operetiva de dedben cembrerse
ASINDES. 191 Asquinr Equipes procesannenty dates
1 10 Dessrrofler activndees de cenddi: (1 10 1 Reuniones quincenal cok ¢l personat | - LSS KN I I I 4
eh ¢! comportemiento orgamiZacie -
el
1 11 Aneli2er el presspuesto ysuejecu-|{1 11.1 Elaborer informes del grado de ~)e-
cion cucIon AR PSR E P P B
1 12 0roemer devembolsos 1 12 1 Elaberar conventos 4 2ntrega Je
cheques SEAPX X XXX ] X
1 13 Conducir le admimstrecitn generst 1t 13 1 Aplicar proceso edmintstrativo- pla-
Da)o PrircIpios tecmices faficar -organiZer - Lod1 Ginar - (o -
trolar
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PLAN DE TRABAJD

DIRECCION EJECUTIVA ASINDES-ONG ANO 1989
FURCIONES CSTATUTARMS FUNCIBNLS ESTRATEGICAS FUNCIONES OPERACIONALES CALENDAR
{Geasrales) (Especificas) [JIZINGIRNE
2 Acoerter con el presagente ge o Junte {2 1 Tregucts & procedindestes téicmco- |2 1 1 Elaberecion de plenes estrateégicos y
Prrectrve igs scovones sebre 199 stministyelives g ejecucton de iss operstivos, procedidniaentos adminis-
ssumes $e Vs Asscrscvee potitices deriveses de Is Junts trativus, estudios tecnicos que forts-
Directive lezcan tas actividedes ge ASIRDES <
2 2 Representer e la memibresis < < 1 Particrpar activararnte ante difes entes

entidajes en proteciion a 103 1ntereses
de les ONG's y ¢ los sectores popula-
res de) peis X{x|xfi<ix{xix|x

2 2 2 Parhiciper o 18 defenss del espacio po-
liticr: gonady por ASINLES frente a g -
teretdtes sactores del pois IS AP R RS PP

ply
~

2 2 3 Peprexenter a ASINDES en las diferen-
tes 1nztenc1a: del Goberne LA1XIX]LxXixjxix

2 2 A Repre:entsr 4 ASINDES ante 1a comu-
nidad 1nter nacionel XIXpX<pX<|z|¥




PLAN DE TRABAJSO

DIRECCION EJECUTIVA ASINOES-ONG ARD 1989
(SNCIDNES ESTATEIARIAS FUNCIONES ESTRATEGICAS FUNCI0/4ES OPERACIONALES CALENDAR
(Gensrales) {Especifices) fitMlAiMiS{IiAlS

3 Frogaaes o Yo SusAn {ncrectivg on
Filos = Trebew y squeliar actionss
QU SeOk FECEINMES POre $a Sotiyfec -
308 e 103 hjottved 41 38 A3CHCION

3 1 Fectisitizer la obtencion e hleren-
% linces ds finenciemientc

32 Freperor ycumimstrar o 18 orge-
HIJeCIONES 1NTOr MECION periadice
capecitacion y esistencis tacnics

3 3 thotiver ol persongl que componen
s ofict ngs cemtrgles de ASINGES

3 3 Deseher estrategias tashitucionales

compatibies con Is redhiéad que vive
el pais

3 S Monitoresr y evaluar periaticamente
el avance de 103 proysclos

3 1 1 Prograner y etectuar visites e orgs-
NISMOS M-1oneies & tnfer naciongles
dentro y furra del pats

31 2 Propicier 14 diversificaction de fuentes
y tipos de financiamientc

3 2 1 Divulgar y coordiner el servicio de 1n-
formecion s lax efthiedes

3 3 1 Hacer parficipe &l personel de los pro-
grames promovidos por ASIHDES en
diferentes campus

3 3 2 Reshizer charlas @2 acercamiento

3 4 1 Anelizer jermanentemente ¢l tisbajo
comunitario, 1mpescto y {:ryec 1on
pere los gjustes que sean pertipentes

35S 1 Revisar netes

35 2 Anelizer sumifistru de recur oy

577
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PLAN BE TRABAJD

DIRECCION ESECUTIVA ASINDES-ONG ARG 1989
FUNCIONES ESTATUTARIAS FUNCIONES (STRATECICAS FUNCIONES OPERACIONALES . CALEND AR
__{Gensrales) (Especificas) fFinfainlo] sTA TS

3.6 Anslizer los sportunidades de coope-
rectdn interinstitucionel

3 7 igentificar prodlemas 1nstitucioleies

3 6 | Establecer mediaes pere sumejor uhi-
lizacion

1 6 2 Establecer convenod

3 7 1V intervenir personslmente para resol -
ver (iferescies
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PLAN DE TRABAJD

DIRECCION EJECUTIVA ASINDES-0NG ARO 1989
f FOUCIBNES ESTATHIARIAS FTONCIONRES ESTRATEGICAS FUNCIONES OPERACIONALES CALENDAR
{Gessrales) _(Especifices) Flnjainjajsials
2 ANSHT 8 les scones de is Jubla 4 1 RKeceder Ly infer mecion recessTie 4 1 1 Anstir o Jas desiones de 18 Junts D -
Invective ¢ de s Asemibles Generel pora Que la Junte Directive tome rective KIXIX|x X X]IX X
3 con Vel pere i vols deciswones bren fungament sdes
! 41 2 Asistir o las sesi0nes de 18 Asambies
: generet X{X]Xx X
i
35, Freperst s gocusmentecion Petaios |S 1 Oroener smelizer y epiobor laela- S 1 1 Elaborar domumentos para uso 1hter
i ®suimos Que e tranmten g i ‘M DOT L 106 Oe Goc umentos Oe tderes locel ¢ 1nter necionel para hferentes
1 {mierst yeta Sunte Direchive sobre | 8 163 orgamzaciones myembros propositos
a3 R vedabes o Seser coiter en las
ooy SN gitves y Brmces S 2 Prepet or ls menwrie ge lodbores S 2t Recaber 1nfornes de les actividades
reslizadas, ordensr, consalidsr y th-
sefo del 10fureme
S 3 Preparer lus informes sobre el pre- |5 3 1 Sivtemetizer controles de gastos
s9§:u8 10 - e3ed03 finencreros
S 32 Promuver la fisceltzecion de les fi-
nanzes X X
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PLAK DE TRASAND

PETIDIN WCMCO - pirmmstrattve &
s Inreccidn £yecuinve, con ds apre-
e aon fe e Jume Darective

6 2 Tstabiecer for mas de contratecion Je
perssne!

6 1 2 Aprovecher capacided profesionar

tratecion mes tonvenientes, tiempo
completo, parciel, sobre progucto,
otros

produc tivided, estabdilided del persunel

6 2 1 Anelizer y proceder ¢ s13temas de COn-

DIRECCTION EJECUTIVA ASINDES-0ONG ARO 1989
FONCIBNES ESTATESIARIAS FUNTIONES ESTRATEGICAS FUNCIONES OPERACIONALES CALENDARIOD
{Geserales) _(Especifices) Fimjainsjajajajsjo}
£ Seiecciutar , nembrer § retever 98 {6 | Yeler por te siecuats formacitr g 6 1 1 Facihiter g perticipecion @ cursss g
wiizectdn de Y3 recursos humanos capecilecion %

7?7




wes

2
CIECUTAVS
MASTA 10731/99

prere

1 Seterses BY 3y fnp Rusidesite
@ vl 8Y.
i Yegpos Comsaiteres
W Sarse Viajes
¥ Sarwe Go s {tmprovasies,
*1 Asostssvente Rep Resi@es »
it Consylterss
vt fey Remdente Atgnicrss
1K vetucvies {comprs)
¥ Perwpont Lecel
X Comumcariones Lecsice
X4 fgwpe & ORCIme
X1 Aiganisr de Ohcroe
XY Uvies e GRACIOS
YY Dperecria @8 YeSecde
¥ Tgfteres {Asasteacrs Yecmce )
¥4 M - Deascones

¥ Comeme @ Seleccide & Progectss, e

KX Buscionas pars Progacies

TaTat
(eeo-) (2-7)

3 4 S 6 7
PRESUPUESTD +é(-) PROYECCION GTS. PROVECCION + 6 (-) | AJUSTE SWERIDO
Total (3-2) MASTA TERTHNAR AL TERMrAR EL (3-6)
PROYECYD (4 - S)
$0,519 (9,574 (+5%))
122,97 1,9
$4.3 46,3
-37.1 -47
-1,12 -2,
S.72
37.1 4
24.32 17,86
2.20 -1,792
18,350 -456.0
2.7 -2.?
8.601
-2.86 -6,51
-6.31 -11,3%
§.612 3.0
201,99 112,99
108,17
9.21 S.00!
105,690 60,00
2,300, 110,006 2.180.291
119.709
Sueldos: 14,000 1) Un esnistents Astctencis Técnice 6.000
{Copacitacion: ? 2) U Coordinador Proyectos 8,300
Comp. Proyectes DFEyF - 20,000
) 34,000
85,709




Attachnent 4

IEAININGL Q6L30488 = QL434430
EOARR ANR RIBELIOR

I BOARD
EVENT TFAINER FARTICIFANTS PLACE DATE
l.Creation ane Fundacidn pa- S Beoard Guat. Sep.37
cperation of ra la educa- Members
Financial ONus cidn supericor

(FES), 1ali,

col.e 3 ernecu-

tives
2.Creaticn and Banco de De- 3 [Dward Guat. Feb.83
Functicns of a garrollua, member @
develcpment Santiagao, LChi-
Eank le, Director of

Internaticnal

Relations
S.Training Staff and board Folando N.Y. Nov. 89
visit, PACT, N.Y. Torres
operaticn of
Intern’l

Consortium

t3

LN o



[I. DIFECTOR

l.Training Visit,
Operaticn of Warld
Bank Soocial
Emergency Fund

2. Training Visit,
Operations and
Functicons of a
D¢ vel cpment BANK

3.Training Visit,
Nature and Goals
of NGO Financial
Instituticns

4. Seminar on
Fundr aising

S.English Language
Training

6.Training Visit,
Cpération of
Internat’l
Conscortium

7.Seminar,
Coordination of
National
Conscortium

raiNER
World Bank, Losal
Officey Various

Farticipating Nils;
Baolivian SEF Staff

Banco de Desarrallo,
Santiage, Lhile,
Directors and Staff
of Bank;
Farticipating NGOs

Cooperative BHank of
Argentinajy

Argentenian Cansartium
"ENCUENTRO"

The Resource

Foundation, New York

Experiment in

Internaticrnal Living
PACT, N.Y., Staff
FOPRIDEH, Honduras

La Faz
Exlivia

Santiago
Chile

Guat
Vermont,
U.S.A.

N.Y.

Tegueci -
galpa,
Hondur as

Jan.3J

Jan. 83

Mar .8'3

Mar - 39

May .83

August . B9

Sep .8y

De: o 5
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Attachmant §

GUIA PARA LA PRESENTACION DE INFORMES A ASINDES

De acuerdo a lo establecido en.el convenlo de financlamiento entre
ASINDES y 1a ONG receptora de fondos; ésta adquiere el compromiso de
presentar a ASINDES un Informe de avance fisico y financlero, 19 dlas
posteriores a la finalizacion de cada periodo programado; Informe que
sirve de base para la gestion y aulorizacion de los desembolses del

proyecto.

Para el efecto, @ continuacion se presenta la Gula sugerida para la
presentacion de Informes de avance y de finalizaclén del proyecto.

Informe No.

wombre de l1a Institucion:
Nombre del Proyecto:

Periodo que cubre el Informe:

(SI se presenta Unicamente el de auditor(a, éste no responde a la guia)

I.Metas y Actividades: -

1.1 Metas del Periodo:

(Especificar cuales son las metas que se programaron para el
periodo que se »resentay el grado que se logré aicanzar).

1.2 Actividades Realizadas

(Indicar las principales actividades concretas que se realizaron,
para el cumplimiento de las metas del periodo).



. Principales limitaciones:

(Indicar brevemente 103 principales problemas que limitaron la
realizacion de actividades programadas o bien el cumplimiento de las

metas).
. Medidas correctivas

(Hacer mension sobre las estfategtas utilizadas en solucion a los
problemas afrontados).

. Avance del Proyecto:

(Informar concretamente el principal avance que tuvo el proyecto en el
periodo).

. Plan de Trabajo para el Sigulente Periodo:

S.1 Metas programadas
9.2 Actividades Programadas
(Listar actividades y periodo 0 fecha en que se llevaran a cabo)

. Informe de Ejecucton Financiera:

(Se adjunta formato sugerido). (La Institucion debera adjuntar a sus
operaciones contables, la documentacion que justifica la utilizacion de
10s fondos y mostrarios cuando éstos sean solicitados a requerimiento
de ASINDES y/o la auditoria correspondiente).



CUADRD 1

LIQUIDACION TIBANCIERA

PRUYECTO:
Institucion:
Periodo
PERIODO REPORTADO ACUMULADDO PRESUPUESTO [TOTAL APROGBADO]
CONCEPTO ASINDES | CONTRAPARTE | ASINDES | CONTRAPARTE ASINDES CONTRAPARTE
SIE2EEFHEEFII27 VL7350 027177717077
CALOG INICIAL QLEL7T7827507277 V2277227727015 777
v <) ingresos FHEELVISFTE5F \FP57L70827777¢
v =} [zgoradilidd STPE2LL2581857F (2750077727777 7%77
+ - ¥ Egresis
Tetel Tgresas ot
=) Saldo final FIIEITII 1777 \F1iddle0777¢7077
« Excederte o deficit) Lil22072278817 | 127707727277 77%7

(Nots £ =3100 firal debera ser trasiadsdo como saldc 1mcral en 1s s1quiente liquidscion).



CU DRO 2

LIQUIDACION FINANCIERA
FONDOS ASINDES
Proyecto:
Institucion:

Periodo:

RUBROS PRESUPUESTO|PRESUPUESTO
APROBADO EJECUTADG {VARIACION

OBSERVACIONES

(Los montos reportados corresponden Gnicamente al periodo que se liquida y responde al analisis ge la

primer columna del cuaaro 1).




Attachment 5

QUIA DE ENTREVISTA
‘PROVECTO CULTIVD E INDUBTRIALIZACION DEL
" PASHTE, EM EL (BLOTE SANTA RO3A ¥ ESCUINTLA

Fecha de Evaluacien

Evaluador

Nombre Entrevistado

Participacion dentro del proyecto:

Aldea:

Municipio: Departamento

AREA TECNICA

-Sistema de Aqua Potaple
-Sistema de r1eqo para cultivos
-Construccion de Tapexcos
-Plan Fitosanitario gel cultivo
-fertilizacion
-Insecticigas
-fungiciaas
-Ingdustrializacion gel Pasntre
-construccion de talleres
-montaje y operacion
~maquinaria
-personal del proceso
-Numero de operarios
-voiumenes de produccion
-capacitacion del personal

AREA ECONOMICO-FINANCIERA -

-ingreso Familiar (mensual)

-Volumenes de Produccion en bruto (por cuerda)
~ =Sistema de Produccion

-semilia utilizada

-siembra, limpia, cosecha etc.

' o7
J ¥
\ «



~Numero de Creaitos Otorgaane

“MONLH i imo 1) e MUINIMO 2
-Capacitacion y ASecoria Notanidy (areas)

“costoenqQ

~Quracion

<A Quien vende cu Producto
“INCLOrN ANAC108 D o
~€asa exportadord M.
-Cuanto invierte en 12 produccion de una cuerda de pashte Q

AREA SOCIAL

~-Cuantos empleados ha contratado
-Cuantas personas han participado en el prayecto
-con financramiento
-CON asesoria
«Numero de benef1£1ados £on letrini2acion
-Avances equcativos en 1a region
-Mejoras en la vivienda

Dbservaciones.




Attachment

EVENTUS FAFA LA MEMLRESIA

Administracidén de Fonde Fevolvente, Septienbre
Seminaric=Taller scbre Aspe:tos de salud Novi embr e
Seminaric—~taller de microempresa Febrera

Seminaric-taller Estudic de 109
requerimientos econdmico financieras,
metas y programas de las ONiGg Ener

Seminaric Planificacidén Estratégica Septienbre

Seminaric Taller El Fapel de las ONGs
en el Desarralla Agricola Diciembre

Seminaric Trangferencia Tecnoldgica
Subre Metodologia Fara el Desarrolla
Empresarial Rural Junin

Reunidn Consulta Modelo Salud de ASINDES Junio

Feunidén Medidas Ambientales HAsicas
y Mane jo de Reéecursocs Naturales para ser
Congideéeradcs en FProyectos Agricolas Septiembre

FReunidén Coordinacién COFIS para
Formulacién Cartera de Froyectos Diciembre

Reunién de Consulta, Fresentacidn y
Coordinacién Proyecto Agruforestal ASINDES Agosto

Conferencia E1 Entorno Sccic—-Econdmica

y poli8ico como marco condicionante, y

la trascendencia de su andlisis coyuntu-

ral para el impulso de actividades de

Desarrollo Julic

Conferencia Microempresa y Desarrollo Junio



