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EXECUTIVE SUMJ¶ARY 

~~~I~/Qumternrlr, through Privmte Ageneieo Collrbormting 
Together - PACT, hrr provided Aoocimcion do Entidrdeo dm 
Demerrollo Y de Sorviaia No Oubernmmentrlem de Ourtmnmlm - 
ASINDES l totrl of a2.43 million over five rnd m half yerrr in rn 
initirl Speaifia Support Orrnt plum two amendments to rtrengthen 
thim Oumtemrlan NQO (=PVO) umbrellm orgrnirrtion, to provide 
teahniarl mrmirtrnae and trmining through ASINDES to Oumtemrlmn 
NQOr, rnd to iund NQO projeatm with ASINDES mrnrgement. .* 

Two midterm evrlurtionm foouned on the poor definition of 
the role of ASXNDES Borrd of Directore and the lock of planning 

I rnd wtrrtegy development by thir body, whioh aontinums to be l 
problem. ASXNDES hrr not rolved the problem of $Snrnciml 
purtrinrbilitv, prrtly through r lrak of effortr in the are. of 
fund rriming and pmrtly bsarure ASfNDESa rooounting ryrtea ir 
overrinplAfied m d  finmnciml rnrXymir rAnort non-exirtrmt, mnd 
mgmin, the Board of Directorr hrr not provided guidmae or rated 
ryrtemrtiamlly or vigorsualy in thin rrem. Among.ASINDES: 
permonne2, aontinuity hrm been rohieved through retentAon of key 
prrrronnel mnd promotion in the orgrnizmtion, but perronnel 
gontinuitv ir threatened by l o w  rrlrrier and poor rrlmry 
rtructure. 

Project releation hrr been good, due to the eximtenae of an 
indeprrndent Project Selection Conmittse, but their effortr hrve 
been hrapered by lmck of an overrll view of the projeat picture 
rnd by lmak of feedbmak on the rueaerr of funded projeatr. 
Prodeat monitorinp hrr been amrried out, although not rt l highly 
techniaml level, rnd in the part, perronrl prejudiaur on the prrt 
of r former Exeautive Dirmtor-ray hrve influenoed monitoring mnd 
pro jeat ruditr. The r- hrm b w n  rdequmta, 
rlthough thore ir r o o m  for improvement, rnd ASIWDES ham mddurted 
propomrl guideliner to help rrrure r higher rrte of, ruaoemr in 
produative pro jectr. 

NaO ~rrtiai~rtion in ASINDES hrm been uneven. The rector 
orgrninmtion amrried out by the department of teohnicrl 
rrrirtrnae and training, an inevitmbly rlow mnd diffiault 
proaerm, her nonethdemr progcerred, rnd mome WOO- in rome 
rector- hmve benefitted from p o t o r  o r e m ~ r t i o n ,  rnd rmny rre 
rhrring problems and rolutionr with erah other for the firrt 
time. Other NQOr meem to feel thrt they owe nothing to ASINDES 
rnd thrt ASINDES hrr not provided them with rnything of value. 

The peaoritv sceqr for An hhe future rre the Borrd 
o f  Directarm, anproved information on the NQO ritumtion, rolution 
to it- computer rnd mrlrry problenr, greater high-level contmct 
initirted by ASXNDES with itr memberrhip, rnd 8 aontinued 
relrtionrhip between ASINDES -and -both PACT *nd - AID. - - --.. -. - 



ASINDES, Finrl Evmlumtion 

I .  Introduation 

A. Baakqround 

I 

\ A U.S. private voluntmry orgmnAzstion, Privrte Agenstiom 
Collrborating Together (PACT), roliaited and reaeived a Specific 
Support Orrnt of Ll,050,000 an 9986 to finmnoe PACT An itr 

I offorte to improve the anpacity of ASINDES, rn rrroaimtion of 
non-government organizmtionr (NQOm) operating in Ourtemolm. The 
arjor aomponentd of tho Orrnt wore teahniarl rnd Sinanciml 
rarirtmnoo from PACT to ASINDES to improve ASZNDES' mrnrgement 
rnd teahniarl amprbilitiem; techniarl rr~irtanae for the 
C3umtebrlmn NGOr irom APINDES, with PACT rerlrtrnce; and prmntr to 
Ourtenmlrn NQOr to arrry out their own mativitier. 

The autputr af the program were to be 41) the releation rnd 
funding of 30 NQQ projeatr, (2) the beleation rnd funding of 20 
amini-grrntra to the NGOm for diverre purporem, rnd (3 )  five 
vorkrhopr in rpecarl event- eroh year to pravide trrinhg to 100 
employeem of rppraximmtely 30 NGOm. Funding wrm mrde rvailrble 
through June 30, 1988. 

USAID/Qurtemrlm maended the Speaifia Support Qrrnt to PACT 
in 1988 to further rtrengthen ASINDES' mbility to rupport locrl 
rnd internrtionel NQOr working in Qurteamlm. Thir extenmion 
rdded a1.25 million, which mrdm for 8 totrl grrnt rmount of a2.3 
million, whiah wra to be ured by PACT rnd ASINDES to continue a 
progrrm of promoting roo$oeaononia development rctivitier in 
Oumtenrlo through non-government orgrnizmtionm (NqOa) for two 
more ferrr. FACT VIP to provide rdditionrl rrrimtmnae to 
aonrolidmte ASINDES' progrerr, ooapAcrte the ryrtemr rnd 
prooeduree it hrd rtmrted, and help bring ASINDES to relf- 
aufficienay in the mremr of inrtAtutionml, project, mnd rub-grmnt 
arnagement to derign and arrry out mn effeative teahniarl 
rmeirtrnce and trrining progrrm to rtrengthen the NQO community 
in Qurtenala. 

USAID/Gumtenrlm further mrended the Orrnt to PACT in June of 
1990, rddinq @143pCb00 to tho Qrrnt and mxtsndinq the prodeat 
aompletion date to Deaemher 31, 1991. Thir rdditionrl rrrintrnae 
wrr intended for the aompletion of the following tmrkrt (1) the 
derign rnd Srplemmatmtion of r reatorrl programming rpproaah; (2) 
the development of r arpraity to mdnhirter lornr to aurtemrlrn 
NOOm; (3) the arertAon of r flnrncAml mnd non-finrnaArl review 
ryrtem for aonduating periodia ruditrl rnd (4) tho inplementmtion 
of l rtrmtegy thrt would lead to ASINDES8 finrnalrl 
rurtrinmbility. 

TVO midterm evrlumtiono of the program hmve been crrri~d 
out. The first of there wrr crrried out in lrte 1987 under John 
Oleron. Olwmon'r deocription of tho progron mt thrt time 
prerentr @ piature of ASINDES tmking the initirl rtepr towrrd 



development into rn inrtitution crprble of reprerenting the NQO 
community. ASINDES' potentiml role wrm rtill unclemr to many 
XBOr, no fund-rriring strmtegy had been developed, mnd 
clmrifiantion regarding ASXNDES' priaritier warn needed. The 
pr,ojectr rmpeat hrd begun, but an effective monitoring rnd 
evmlurtion mymtem wrm lrcking. Training svonts hmd been carried 
out, but the qurlity and lrmting value of the oventr hmd bsen 
quertionrrd. Fimcml rnd mdmini~trmtivo proaedurem mrnurlr hrd 
been prepared but not ~ r ~ d ,  due lrrgely to poroonnel turnover end 
Aow mtmff aorrld. The evrlurtion ra~aawnended thrt the Qrrnt be 
extended to rllow ASINDES to mrke further proqremr tovard 
rooornpliuhing it gorlr. 

4 # 

The moaond evrlurtion wrr arrried out in errAy 1990 by r 
rnrll team herded by Alfredo Cuellrr. The ovalur+ion mtnted that 
ASXNDES vrr then well on itm wry towrrd it mrjor gorlr, Analuding 
ASXNDES' development of r projeat mdnLnirtrrtion ryrtem and fund 
mrnrgeaent arpmaity to finrnoe member prodeatm, the development 
of l teahniaml mrrirtrnoe mnd training progrra to'rtrengthen the 
rdminimtrmtive rnd projeat implementrtion arpmaity of the 
(iumtevaalmn NaO aornmunity, mnd the strengthening of the amnagement 
ond rdminirtrativs ~rpmbility within ASXNDES. 

A rerier of problemm remrined to be rerolved, hovever. The 
relrtionrhip hotween the Exeoutive Direator m d  the Borr'd of 
Directors, mr well rr the rempeative dutier of emcb, wmn 
conridered to have improved, Llthough it vilX be olmrr thst reml 
problemm remaan An thir rrer. Strff merrle mnd aoapetenae hrd 
improved rr well, rlthough rtmSf efiiaienay war handered by lrak 
of rdequate aolbputerioed drtr praaerring myrteer. The pcojeatm 
department hmd aome to funation relrtively wall, while the 
techniarl mrrirtrnae and trrining deprrtment hrd not progreased 
rmtirfrctorily tovrrd itr gomlr in meatorrl plrnning, priarrily 
for lrak of rdequate permonnel. Finrlly, the CuelArr evaluation 
pointed out ASINDES* fundmimental problem oi financirl 
~urvivrbility. It hrr rttenpted to diverrify Atc aourcer of 
fpnding mnd pinned grert hopom on the World Brnk'm Soaiml 
Invertment Fundr vhich, rm we will ree, were not realized. 

8. PACT 

Privrte Agenciem CoAl~bormting Together (PACT) ir mn 
internmtionrl oonrortium of nongovernmentrl voluntmry 
rerocirtionr workrng in developing countrier. Founded in 1971, 
PACT aurrently aonrimtm of 25 member orgrnirmtionr, three of 
vhiah themrelver hmve neabecrhipm reprenenting 100 rddPtionrl 
PVOe. A= r aonrartium, PACT'S mupport for uabrellr progrmms grew 
out of  l reriee of mrjor rtudier rponrered by PACT, conrultrtionr 
vith member orgonizrtionm rnd PACT'r own -experienam -$n -f inonaing ---- - 
rnd mrnmging SO0 PVO grrntm, tetmlinq over +SO, 000,000, -tween 
1971 rnd J98B. 
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Tho new dialogue on aonuortim-building begrn in 1984 whan 
PACT stponeorawl a reries of reqionml aonrultrtionr on aonmortim rn 
other PVO ruppust orgmnizotianr. A PACT-rponmored aanoultrtion 
among the loaders of umbrello argmn+zrtion~ wra followed by 
dirlague vith U.S. PVOs, the Agency for Internmtionml Development 
(AID), mnd vorioum United Nrtiono rgencies. Qn the whole, theme 
rxarcine~ mffirmed the pivotml role of umbrellr orgmnizmtionr in 
helping their conmtituent PVOa chart new direationr. Since emrly 
198S, PACT hrrr been providing long-term mmnmgement orrristmnae to 
AID nissiona in-2~uaternmla mnd Cortr Ria. on PVO unbrello 
progrmmc. In March 1986, PACT mubaittcrd l proporrl for an 
Opermtionrl Progrrm Ormnt (OPa) to USAID/Ourtemrlr. Am alreody ' noted', thst proporml beerrno the bmrim for Specific Support Qrmnt 
of +1,050,000 to PACT whiah wmm rubrequently maended mnd 
incremred to *2,300,000 mnd then to *2,443,000. Tho purpose of 
tho rmended OPO ir to finmnae PACTa- effort- to improve thi 
aspmoity of ASINDES to aupport NOOm apermting in Ourtemalm. Thim 
rmanded OPQ ir the rubjeut of thir evmlumtion, whiah ir the finrl 
projeat evrlumtion. 

C.  ASINDES 

The Amoaiaaibn dm Entidmdmo de Derrrrolla Y dm Servicio No 
Oubernrmsntmlom de Ourtemmlr (ASINDES) ic mn mrroaimtion of NQOP 
Garking in QurtemrJr. It wrr founded in 1979 with 11 menberm. 
One of the primary motiver for itm arertfon rrr to mtrengthen the 
voiae of the RPOm in their rrlrtionm vith the Oovernnent of 
aurtenmlr (OGGJ, mnd erpeairlly in their dmmmnd for proteation 
from hmrmmmnent, intiridation, mnd phyriarl violenae, to whicsh 
arny of their otrff and aooperrtinq individumlr were rub3eat at 
the time. The purporem of ASINDES were, and aontinue to be, the 
following: to enaourrge neaberrhip rolidrrity tor mutuml defenme 
mnd repreamntrtionrl purpomert to Sorter aoordinmtion among 
memberr rm well rr with other interested orgrnizmtionm; to mrke 
better known the werk of itr rembsrcj to improve thk cmpmbilitAea 
of NC3O-3 mnd to prepare mnd negotirte development projecto vith 
buetemrlrn mnd externrl fdnonaing rgmnaiem. Sinae 1986, ASfNDES 
hrr been r*ceiving rrristmnae from AID through PACT, mr demcribed 
.hove. 

ASINDES ie l semberrhip mrrecirtion of intermodirry NOOP, 
vith permmnent, psid proferrionrl rtrff whore funatian in to 
mcrirt it- memberr, i .  intermedirry NOOo vhiah in turn provide 
fiarnaiml rnd technioml mrrirtanae to aonmunity orgrnizmtionm 
torarnizmalonsa dm bmre, or bare groupr). Intermediary NOOm are 
thur different from "bmre grouprn ruah mr aooperrtivcr, Aoaml 
economic development orgmnizmtionr, produaerr mrrocirtiono, etc., 
whore objective Ar to obtrin rerouraem for the benefit of their 
own memberrhipe.' In aontrmrt to intermedirry NGOm, bare ,droups ' 
mre the finml beneficimrier. Prerently, ASINDES in an 
mrrocirtion aoaprird entirely of intermedirry NQOE mnd it merues 
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prinaiprlly, rlthough not rrxclurively, itm nemberr. There i e ,  
however, rn ongoing debrte vithin the orgrnizrtion am to whether 
brme NaOr mhould beaome membern of ASINDES. 

ASINDES' aurrent menbermhip aonmimtr of 47 intermediary 
NQBm. After memberrhip inarrrroed to 28 orgrnizrtionm, its 
mubrequently declined to 23; but in the loot two yorrr, its 
memberrhip hrf incrormod by over SOX to 47 internudirry 
argrninrtionr. There rre rlmo mhout 30 mppliamtionr formally 
requerting sdmimkion to ASINDES thrt rre pending rotion. 
Furthermore, ASINDES rlro includem both nrtionrl rnd 
international NOOm. 

4 0 

There are revaral requiremento thrt orgrnizrtAonr must neat 
to become membere of ASINDES: they nurt Re nongaverndentcl mnd 
hmve legal rtrnding (prrronarir juridiar) in maaordrnae with 
Ourtrrmrlrn lrwr; they mumt aonduat rativitiem involving' roairl 
development in Ourtemmla; rnd they mu& be nonprofA9, rpolAticm1, 
rnd nonreatmrirn. 

Ench motive member ie required to pay a modert finanairl 
quotr which rrntitlem the orgrnizrtion'r reprerentrtives to attend 
mnd vote rt neotingm of the Oenerrl Amrembly, to eleat porronr 
who hold rrnageaent poritionm in ASINDES, to receive merviaes 
from ASINDES. mnd to prerent development prodeatm for ruppork 
fron ASINDES. Wembermhip in ASINDES man be ourpendod or osncelsd 
by the Borrd of Diroatorr rating with the mpp+ovrl of the General 
Arrembly. 

The Oenerrl Ammembly in the final authority governing 
ASINDES. Erah member of ASINDES ham one vote in the t3eneroA 
Amrembly. Itr function +r to re* overmll poliay, guideliner and 
proaedureu for tho operatLon a f  the orgrnizrtion. The Omneral 
Araembly moetr nornrlly threw timer m yemr rnd, in extrrordinrry 
mermion, mt the requert of the Bomrd ob Direatorr o r  20% of the 
memberohip.. During ordinrry rerrionr, the aenerml Aneembly 
electm the Borrd of Direatora, rpprover the mnnurl report rnd the 
rnnurl budget rubmitted by the Bomrd of D i r e a t ~ r f ~  rnd trkeae up 
rny Arruo of r non-extrroMihrry nature put before it. During 
extrrordinrry rerrionm, the Oenerrl ArnenbAy rpprover a h r n g ~ s  in 
the by-lrvr rnd internrl regulrtionr governAng ASINDES rnd 
ruthorAzer the ume of mny property or other right of ASXNDES. 

The Borrd of Diro,ctorr conrirtr of five nemberm ahoren by 
the General Asmeably fron the membermhLp of ASXNDES for a period 
of two yerrr. The prrrrent Borrd vrr elected in April of 1991. 
The five memberr decide rnong thenrelver who will oaaupy the 
following poritionrr President, Viae Preridwnt, Secretrry, 
Treemurer, rnd member (vocml). 

OffLairlly, the Borrd of Direatorr neetr onam r month. The 
Borrd'r rorponribilitier inalude rdmArmion of new menberm to 



Final Evrlumtian 6 

nominmtion, relection and rrmovml t rr neuerrery ) , rnd 
manAtoring of the ~xeoutive Director of ASINDES; calling rermionr 
as the Bsnerrl Assembly$ prowidAnq oworright of by-lowm rnd 
regulotAonm aP the orgnnirotian; ppepmring 02 Board end in~titu- 
tAonal work plrnu and bud gat^ $or ASXNDES; obtaining economic 
ruaourcom ior the orgnnArmt+on; and trking responsibility for 
opecirl msrignmenta a m  nay be necesscry. The Proeident end the 
Tremsurer mlro have rose fincncisl/raaount+ng rerpenmibilitier 
involvinq the eigning of checkr $or the orgrnizutAon. 

.fl 

The Board im renponmible for naming the Executive Director 
of ASSNDES who, in turn, i s  ramponrible for asrrying out the 

4 doaimions and poliaier of the Board. HAm prinaipal 
reaponribilitie~ are to decide jointly wAth the Prerident of the 
Board on rctionr ta be taken; amsry out the teahniarl mnd 
adninir%rative aotionr agreed t o  by the BCmrdj develop mnd 
propose him QWn mnd the atmff' work plmnr$ prepmre doaumentatAon 
for ration# t o  Be aonridrred by the Qenerml Ammeably rnd the 
Board aonoerning teehniael mnd rdainimtrrtiv~ mmtterr of ASINDES; 
rnd meleat, rppoint, end remove the t,eahniarl and rdministrrtive 
pesmonnol of ASINDES with the epprovel of the Borrd. The 
Exeautive Director alro prrtAciprtor in the meetingm of the Board 
and the Oeneral Amrembly but doem not hrve the right to vote. 

D. Evelurtion methodology 

Prodrrrarrollo 6. A., l Gucrtemrlrn firm, war contrrated by 
ASINDES-PACT t o  carry out tho fAnrl evmlumtion. Prodemrrrollo A n  
turn fornod rn  evmlumtion team aonrirting of r renior evmdurtor 
(Stephen Stewart) t o  everroe mll phrree of the evrlumtion rnd to 
write the iAnr1 report; rn inrtitutionrl evaluitor to evrlumte 
the inotitutianal, fhrncirl, rnd rdminirtrrtive repeatr af the 
projeetg two reamoroh rnsimtmntr to aonduat rnd trpe field 
intsrv5owr; mnd two other conrultantr for rpecific trrkr in the 
mreoe ef muporvimion end plrnning, rempeatively. 

The evrlumtion warn arrried out between Janurry 13 rnd 
February 7, 1992. Doaumentrry rnrlyrir aentered on the previoue 
midterm rrvalurtiona ]by John Oleron m d  Alfredo Cuellrr, prmt and 
present aenurlm rt ASINDES, PACT-funded projeot doaumentrtion and 
external evrlurtione, and other relevrnt doauaentmtian rvrileble 
rt ASSNDES. A U  ASINDES permonnel were intervPewed, mrny of them 
meverrl tames by different menberm ai the term. Three nemberr of 
the ASINDES Board of Direatorm were rlro interviewed. 

To grugo the peramption of ASINDES from the point of view of 
tho NaOm, eight different NGOr were melected mad their exeautive 
perronnel were interviewed. Four of theme eight NQOm hrd hrd 
projects u e h g  PACT funding, ro thrt interviews provided -. . 
Anformation on the projectr rrerm of ASXNDES rr well a r  on its 
role s r  NBO reprerentmtive. 



I .  Inrtitutionrl mt~ongthening of ASINDES 

A. Philorophicml prinaipleo in relrtion.to ob3ectivem 

The brmic principle of ASINDES is thrt NQOP working in 
development benefit from working together. When the orgrnizmtion 
was founded, vorking together nemnt relf-defenre in a contrext An 
which the government, rnd mpocifiarlly the rrmed foraem, looked 
upon rny rnd rll orgrnizmtion effortr in conflictive aream e m  
mubvorrive, rnd.ttho rrrny arrried out under aover rtteake of NQOm 
in there rrere ;E prrt of itm cmmprign. A protert by rn NBQ 
under rttmck simply invited r stepped up campaign of violence, so 

4 the N P O s  decided to join together in the belief thrt it would be 
hmrder to rttrak r unified group. 

Thankfully, thrt time hrr prored, rlthough the NQOm are 
mtill rble to rtate their porition more foraefully through the 
ASINDES forum on rny imrue than they would be rblm to do 
reprrately. ASINDES now workr to rupport itr memberrhip and r11 
NI~OP, but At now does ro through progrrmr to improve their 
arprbilitier, to foater aoordinmtion rnd knowledge of erch otherr 
progrrr8 rnd aethodr among the aembero, and by preprring and 
negotirting development projeotm with Uumtenalrn rnd external 
finnnaing rgencies. 

There ir r high dogree of mgreomenk in thim regrrd, from the 
memberr oZ NOOm which were intervievmd to the rtrff of ASINDES to 
the Borrd of  Direatorm, rnd thir agreement ie peraoived by 
diointeremted obmerverm rt prerent. It rhould be noted thrt rome 
momberm would hrve liked ASINDES to tmke firmer or more rmdiorl 
rtrnd on prrtiaulrr irrusr, but ASINDES ham opted to plry r lou- 
key, moderrting role in times of aririm. Five former members of 
ASINDES loft the orqrnirrtion precimely boarure thuy.urnted 
ASINDES to tmke ..more rrdiarl mpprorah to thir rort of'role. 

8. Effectiveneer of rtrrtegisr mnd methodologies 

While tho brria phflorophy rnd prinaipler of ASXNDES are 
round, the institution hmr Been ahrrrcterized by r generrl lrck 
of rtrrtegier. Inrterd, ASINDES hrr lrlmited itself to derling 
with the imnedirte problemr rnd rctivitier of the inrtitution. 
The lrak of a rtrrtegia rpprorah hmn not been due to r 
mlrundermtsnding of the developmmt rnd funationing of rtrrtegier 
in generrl, and there have been diroumrionr and meetings over the", 
yerro whiah hrve pointed out the need Qo develop rtrrtegies for ' 

ASINDES. 

The rerponoibility for the lack of rtrrtegioo without doubt 
- lder with the Board of D i ~ ~ c t o r m  and, to r Aesrer extent, with 

tho NB0 membmrrhip ihrelf. The development of mtrrtegiem rhould 
ideally be r Joint effort between the Executive Director and the 
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Bomrd, with the Board providing the'impetus for the effort. The 
Direator bringr to thir trsk the vievpoint of ASINDES rs en 
institution in relmtion to it.: vork vith the NQOr, while the 
Board bringr the vievpoint oi the NOOm themrelver. 

There rre r number of rermona why rtrmtegy development hee 
been deficient. The rativity of the Borrd of Directors ham been 
chmrmcterized over the lrrt five yemrm (the PACT yerrr) re either 
meddling too muah in the every dry operrtionm of ASINDES or rr 
rpathetia regrrdLng the development of ASINDES. It har perhmpr 
not been erry for the Borrd to identify r productive role during 
thir period, rinae ASINDES hre been in r trrnrition phmme, but 
ASINDkS needm itm Borrd of Direchorr to plry r different rort of 
role. 

The different perronrlitien of the Borrd of Director- hmve 
been crure in part by rotmtion mmong the Borrd through eleationr, 
but even more, they rre due to the Exeautive Direator piaked by 
the Borrd. In the emrly yemra of the PACT program, the Borrd 
involved itrelf grertly in ASINDEB, opermtionr, rpprrently in 
prrt becrume it felt thrt ASINDES rctivitier were too importrnt 
to lorve to the Executive Director, rnd perhrpr am r rerult of 
thir, few Executive Directorr lmmted very long. Betveen 1989 rnd 
1991, tho Borrd mwung rwry from high involvement, lrrgely due to' 
hmving named mm Eweaukive Direator mn'ind~vidurl who hmd rervod 
on the Board of Direator= reprerenting one of the NQOm. Thim 
individurl left under r cloud, rnd there is trlk of both 
frvaritimn inadequate mdmPniatrrtive poliaies. The Bo'rrd rt 
prerent wsemm to have rwung bmak to doing, nmny thangr itrelf 
vhiah it mhould leave to the ~ x e a k v e  Direator. 

It is diffiault to decdde what rhould be done to get the 
Bomrd to fulfill itr role in relmtion to the development of 
~trategie~ for the inrtitution. The NQOr thenrelvem might be 
mble to prerrure the Borrd, but thir development doer not mppemr 
rr r priority to them. A rtrong and mrticulmte Exeautive 
Director right be mbAe to do it, but while the prerent Executive 
Direatar 41 rrtioulmte, she rnmy lack the forceful perronality to 
generrte ration on the pmrt of the Board, 

The one rrem of rtsrtegy which mpperrr dynmnic rnd rt lemrt 
~omewhrt rucaerrful im thrt involving the grouping of the NGOs, 
or rrther NQO mctivitiem, into reatorrr rgriculture, herlth, 
eduartion, mnd ,miaroenterprire. Thir strrtegy hrr brought rbout 
l new level of aommuniamtion mmong the NQOP mnd even between 
there mnd non-NQO publaa and privrte reator entitiem. The rector 
rtrategy will be treated in more detril in the rection on 
teahniaal r~rirtrnae rnd training. 

. - 
The vormt effect an ASINDES of the Amok of rtrmtegic 

plrnning hrr been in the mrer of the finrnairl rtrbility of the 
inrtitution, r problem which urr pointed out in the Cuellmr 
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evrlurtion and rhicih hrr not n'ltmbly improv.d. ASXNDES ir no 
alooer to diverrifying itm donor portfolio rnd to freeing itrmlf 
from it over-dependence on AID mnd the Government of Gumtemmlr 
thmn it wrr rt the'time of the Cuellmr evmluntion. 

In mll fsirnemr to ASINDES, however, it im not ml1 ASINDES' 
frult. The Cuellrr evrlumtion, in looking at ASINDES' effortr to 
diverrify funding, oonaentrrted mlmort exalurivmly on the promire 
of the Wdrld Brnk Social Znvemtaent Fund (Fondo de Invermih 
Sooirl - F3S) rn'cl on itr orgrnining aommirmion, the COFIS, 
Cuellrr, writing in Jnnurry of 1990, expeated the fund to become 
fully opermtionrl by Hmy of thmt meme yerr, er did nsny others in 

4 t3ur*rehmlm. ASINDES wnm to mdminimter thrt part of FXS (0 .  S 
millionm) whiah deelt with NOOs, reaeiving l 10% overhead for 
thir aerviae, rnd ASINDES rlro hrd the porribility of receiving 
rddAtisnr1 fundr under the FIB. 

Unfortunrtely, rr ir welll-known in Ourtemrlr, the 
derirrbility of beaoning involved in r progrrm wAth ro auah money 
nrds FIS r politiaml footbmll. The outgoing government rttempted 
te oeize aontrol of FIS rr r frll brck pomitAon to itr dim re- 
election prarpeatr, while the opporition wrr jumt rm determined 
thmt thir would not hmppen. As r rerult, FIS beorme r dead irrue 
by the end of 1990 rnd hrr only recently begun to rhow  sign^ of 
life. 

Current exrmpler of ASINDES' roAe in defenme af the NQOm 
involve lobbying the prerent government in key rrerr involving 
progrrmm importmnt to the NOOm. One exrmple hme to do with the 
polAay of the government to vodify aertrin development projeatr, 
ruah rr SIMWE <aiaruenterprire) rnd Fr&dito Po~ulmr (aredstr), in 
auah r wry thrt they aerre to bo workrble for the Na01. Another 
exmmplle hrr to do with the governnent4r propomrl regrrding the 
FIS, which the government would like to ronrne the Emergency and 
Social SoAidrrity Fund (Fondo de Emeraencir Y Solidmridmd 
Social - FESS) rnd to Zoaur itr ure on returning re'fugee 
problemo. 

Zt sCrould be ASINDES' role to defend the aontinurnce of 
pragrrnm ruah rr SIUWE rnd FrOdito Pomulm~ whlah hrve been 
productive for NOOr, lobbying the executive rnd legirlrtive 
brrnaheo to thir end. Am regrrdm FIS or FESS, it i m  unlikely 
thrt the World Bmnk will maaept the government'r proporrl, but 
ASXNDES rhould aontinue to plmy m hLgh profile role in mttompting 
to mrrure thrt a generour portion of thire fundm be rererved for 
the NGOm and that ASZNDES be grrnted l key role An their 
mdminirtretion. Two pomitive exrmphc of rction by ASINDES in 
tho public rrenr hrve been itm initimti've in forming the Nmtionml 
Hemlth Coordinrting Committee (Coordinmdorm Nrcionrl do Solud), 
node up of NQO-, internrtionrl entitier, the privmte .cector, . - - - -  - 
elenentr of the Minimtry of Publio Herlth, mnd other groups, rr 
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well rr it# prrtiaiprtAon in the Forert Action Plan for Qurtemmlr 
(plmn de A c c i 6 n  Forestml nrrm Oumtemmlm - P A F G ) .  

C. ~kmber NO0 qurlifiartionm, mtmbility mnd pmrtiaipntion 

ASINDES require- that its nemberm fulfill the following 
ariterir for membership in the orgmnizmtion8 

- they mumt 
I - they murt 

- they aurt 

hmve l legml otrtur (permonerim juridiar); 

have l Borrd of Direatorr; 

prsrent their qomlr and the type- of prograar 
.they mrintrin to rerch thore gorlr; 

- they murt prsrent r reaord of thePr finrnairf moaountr; 

- they murt be broked by another member of ASINDESt mnd 

- they murt receive r field virit. 

The quertion of menberehip in ASINDES ham produaed r aertain 
mmount of dimcurmion, muoh oS it related to the quertion of whot 
types of organizrtione rhould be included in ASINDES. For 
exrmple, there ir r group of primrrily aonmmrvrtion-oriented NOOr 
which hrvo -ought membsrrhip in ASINDES, rnd rome hrvq quertioned 
whether ASINDES mhould open itr rrnkr to NOOm with thir 
orientmtion or whether it rhould be limited to r primrrily huarn 
devoAopnent perrpective. 

It a m  of oourre be rrgued thmt oonrervrtion is fundrmentml 
to uooiml or rocioeaonomic development, and in fret ASINDES-PACT 
hrr funded mt lemmt one rgroforemtry pmdect with r aombined 
rocioeaonomlc mnd ~aologiarl-canmervmtionA~)t focun. But At im 
rlro true that r oonrervrtionirt NO0 might'hmve r very different 
aonmtituenay thrn the typiaml dmvelopment NOO. A aonmervrationirt 
N O 0  niqht, for exrmFile, reprerent qroupr fmvoring land mnd nature 
prermrvmtion with no interert in rerolving the huarn problemr 
involved, rnd there ir thum aonaern thmt the aonmervrtionirt 
group might be unintererted in mupporting the umurl ASXNDES rnd 
development NO0 plrtfarn. 

Another quertion regrrding the merberrhip hre to do with the 
emre or difficulty in raquiring membership. For rome, the 
proaerr is r very verk one vhiah would rllow ermy entry to 
quertionrble orgrnizrtianm vithout l CPemr underrtrnding of how 
their rctivitier fit into the goal8 and philorophy of ASINDES. 
Others oem in the Irrge number of menberm rnd rpplicrtiono proof 
that ASINDES io oonrolldnting itr grinr mnd growing in prestige 



ASINDESI F i n a l  Evmlumtion 

i n  t h e  nmtionml mrenr.  S t i X 1  o t h e r r  mmintmin t h b t  i t  ir unwi re  
t o  t r y  t o  g e n e r m t e  growth i n  t h e  number of nemberr ,  mince t h e  
t e a h n i c m l ,  t r m i n i n q ,  r d m i n i r t r a t i v e ,  end o t h e r  remouraem of 
ASXNDliS m r e  r o  l i m i t e d .  The number of o p i n i o n r  t h e  t a p i c  
genermtem rmong NQOm i n d i a m t e s  thmt  it r h o u l d  be t a k e n  up  by t h o  
B o m r d  of D i r e a t o r r  r n d  t h e  Qenerml  Amrmmbly of ASIMDES. 

With t h e  e x a e p t i o n  of r f e w  m e m b e r  N G O r  t h m t  left t h e  
' orqmniamtion for ideolagicml rermonm, ASINDES memberrhip hmr been 

q u i t e  r tmble,  bu't t h i m  r t m b i l i t y  n e e d r  t o  be l o o k e d  m t  i n  
r e l m t i o n  t o  t h e  p m r t i c i p m t i o n  of m e m b e r s  i n  ASINDES. F o r  t h e  
m o r t  pmrt, t h e  m f f i l i m t e d  No01 h a v e  l i m i t e d  t h e i r  p m r t i o i p a t i o n  ' t o  t h i  p u r e l y  f o r m a l  rmpeatm of qember rh ip ,  much rr p m r f i a i p m t i o n  
i n  t h e  Generml Anmemblier. P r r t i a i p r t i o n  hmm m l r o  i n v o l v e d  d u e r  
pmyqent. T h e r e  hmr been  r r c a L e  of due-  f r o m  Q.10 p e r  month for  
t h e  m m a l l e r t  mnd pooremt  W0r u p  t o  0.100 p e r  month for t h e  n o r t  
w e A l  off. S e v e r a l  of t h e  NOOm hmvi hmd t o  be reminded  of t h e i r  
o b l i g a t i o n ,  i n  r p i t e  of t h e  r m m l X  rmounu, whiah hmr r e a e n t l y  been 
d o u b l e d  t o  Q.20 r n d  Q.200 p e r  month r e m p e a t i v e l y  f o r  t h e  L e r r t  
mnd m o r t  a b l e  t o  pmy. 

The o n l y  member p m r t i o i p r t i o n  beyond t h e  f o r m a l  m c t i v i t i e ~  
concernm t h e  e x i m t e n c e  of mn E v r l u r t i o n  Committee mmde of t h e  
m e m b e r r  t o  evmlumte ASINDES~ r a t i v i t i e m .  I n  m d d i t i o n ,  t h o r e  is 
m l r o  t h e  p r r t i c i p m t i o n  o i  nember r  i n  t h e  reator aee t ingm.  

2. P m r t i c i p m t i o n  

T h i r  r e a t i o n  d i r a u r m e r  t h e  o p i n i o n r  o f  t h e  NOOm rr segmrdr  
ASINDES' r e g u l r r  a n d  r p e c i m l  rrr&mblimr, t h e  p m r t i a i p r t i o n  of t h e  
NGOm i n  t h e r e  m r m e m b l i e m ,  end  t h e i r  f e e l i n g s  of r e p r e r e n t m t i o n  
mnd i d i m t i f i a m t i o n  v i t h  ASINDES i n  t h e  n r t i e n r l  and  i n t e r n m t i o n m l  
mrenm. Emch yems ASXNDES hmm t h r e e  r e g u l m r  meetfngm of t h e  
G e n e r a l  Areembly, plum rpeairl meet ing-  when n e c e r r m r y .  I n  t h e r e  
meeting-, m e m b e r r  rrc, in fo rmed  a b o u t  t h e  work ASXNDES ir c m r r y i n g  
o u t  mnd t h e  p r o g r e r r  m m d e ,  rr v e l l  a s  r b o u t  fdnmncinq mvmilmble 
Z o r  p r o j e a t r ,  mnd m e m b e r  NQOr of p r r t i a u l m r  reotarr m r e  m a k e d ' t o  
prement  p r o j e a t ' p r o f i l e r .  

The n r j a r i t y  of t h e  NGOm quemt ioned  arid thmt  t h e y  d id  n o t  
p r r t i c A p m t e  i n  t h e r e  mee t ingr ,  m i t h e r  t h r o u g h  l m c k  of t i m e  o r  
l r a k  of i n t e r e r t ,  mlthough i n  a e r t r i n  o r g m n i z r t i e n u  it war c l e m r  
t h m t  t h e i r  n o n - p r r t i c i p m t i o n  w r r  d u e  t o  t h e i r  l r ak  of i n t e r e r t .  
F o r  t h e  FDM, membership i n  ASINDES i m  l i k e  amemberehip i n  l c l u b  
v h e r e  one  hmr t o  p r y  d u e r , a  r n d  i n  rpi te  of h a v i n g  r e c e i v e d  
i n v i t r t i o n r ,  t h i r  m r p e a t  of ASXNDES doer n o t  i m t e r e m t  them. The 
P r o y e c t o  S u p e r r c i 6 n  w m r  mlro i n d i f f e r e n t  to  t h i o  t y p e  o i  meet ing ,  
mnd t h e y  r r i d  t h e y  v e r e  d e f i n i t e l y  n o t  i n t e r e r t e d ,  perhmpn d u e  to  
t h e  dimtmnae f rom t h e  a m p i t r l .  ABC d o e o  n o t  p m r t i a i p m t e  
r e g u l m r l y ,  b u t  i n  t h e A r  cmre, t h e i r  lmck of r t t e n d m n c e  i o  m o r e  
f r o m  lmak of t i m e ,  rr w e l l  rr f r o m  t h e  o b r e r v r t i a n  t h r t  t h e  
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meeting- tend to be extremely long. All of tho other eight 
inrtitutionr aontrated rttend regulmrly. 

Am regmrdr ASINDES rm their reprementmtive in mn umbrellr 
orgonizmtion, ASINDES wmm viewed rr uemk in thir role. The 
inrtitutionr vhiah vere mort pomitive in thim menre, who do feel 
reprerented,by ASXNDES mnd empeoirlly in relmtion to the 

f government, whb feel. mtrong tier to ASINDES rnd vho mupport ita 
role, mre precimely the NOOm who have bsen nemberm longeat, rmong 
them the foundera of ASINDES. 

The NQOr interviewed hmve 0 genermlly poritive opinion of 
: ' the abmrd of Directerr, mnd in the crme of Fe y Alegrir feel thrt 

there im l renme of aontinuity in the work of the Bbrrd, pmrtly 
due to 'the continurnae of memberm from previour Bomrdm. FUNDACEN 

, . 
feels that it plmyed mn inportrnt role in the prrt with ASXNDES, 
erpeoimlly rt the beginning, but they hove opted to dimtrnoe 
themmelver r little ro that new NQOm will prrtiaiprte rnd provide 
renewed dynrmirm. 

Cumer, ths Exeoutive Direator of HODE, observed thrt 
ASINDESD reprerentrtion in the nrtionrl mnd internrtionrl 
politicml mrenmr wrm l little weak rnd needed to be rtrengthened. 
ASINDES is not r r  well known rr it rhould be rt certrin levelm, 
in the government, in the privmte reator, rnd mmong donor 
rgenaier. . 

O. ASINDES' rale r r  relrted to other development orgmnizmtionr 

Am hrr been mentioned, ASINDES wrr founded i n  1979 in great 
pmrt to defend and reprerent its menberm in l time o f  
inrtitutionml peroeaution, and in rpite of the lemrened need to 
group together in relf-defmnme, ASINDES im rtill conmidered to 
some extent mr mn institution to reprerent and defend the 
interertm of it# membersf and of NQOr in generrl. 

AccordAaag to monte, however, ASINDES hmr been lerr thmn 
ruaaeriful in thir role. In pmrticulrr, ASINDES bmr not been 
vigorous in ito defmnre of the NOOr in relmtion to the 
government, whiah mmintminr r porture thmt the NOOr rre atill 
individual and independent, rnd thrt the NOOr crn and rhould 
exprerr theru~olver rr much. Thim rttitude of the government ir 
underrtmndrble, minae the government will enaounter lerr 
rerirtmnae to i t o  policier mnd progrmnr from the NC30r 
individurlly thmn it would if the NQOe were to rtrerr ASXNDES re 
their ~eprerentrtive. 

For itm pmrt, ASINDES rnurt rtep with crre in representing 
the NQOr, rinae it feelm the need to rerpect the Adeologicml 
differeno*r which ahrrraterize the N00.1. In rny crre, ASXNDES 
enjoy* l oertrin mmount of alout if only becrure At ir the mom* 
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impsrtrnt unbrellr orqrnizmtion of itm type in tho country. 
Othsr orqrnizrtionr mre the Counail of Development Inrtitutionm 
(Conne.10 de InmtAtucionem de Demerrollo - COINDE) rnd the 
Community of Hryrn Orgrnizrtiono of Ourtemrlr (Coaunidmd de 
Orarnizrcioner Mmrrm de Ourtemrlr - COUO). COINDE differs from 
ASINDES in thrt it ir c2orely atlied with Europern groupr rnd 
donorr, although at leaat one NaO, IDESAC, belongs both to COINDE 
and ASINDES. 60MQ ir an umbrollr orgrnizrtion ior W O E  whose 
membership LP mrde up wholly or prrtirlly by ethnic Hmyrn~, who 
reprerent half o'f the populrtion of Qurtemalr. 

Ae rrgrrrdro ASINDES in r regional menre, ASINDES hms 
4 prrti(criprted in the development of r region81 entity of umbrella 
organizrtianm like ASINDES in other aountrier i n  Cmntr.2 Ameriart 
CONCADE. Gurtenrlr ir the home brre OX thir orgrnizmtion, rnd 
ASINDEB holds the vioe presidency of CONCADE rt present, The 
PACT reprerentetive for ASINDES, Jorge Xrrio Almrrrn, conriderr 
thrt r rtrong ASINDES ir arucirl for the aontinumd development of 
CONCADE, given Qurtemrlr'o general porition of lerderrhip in 
Centrrl America. 

E. fnterinatitutionrl aoordinrtion 

In mddition to PACT, ASINDES hrr hrd progrrms, prodects, 
rgreementr, or understandingr with much inrtitutionr rr the 
Inter-Aneriarn Foundrtion, the Canrdirn Embrrmy, the World 
Rerourae Xnrtitute, the Food rnd Agriculture Orgrni=rtion (FA01 
of tho United Nmtionr, th* Univerrity of Rhode IrArnd, the 
European divirion of the World Bank, the ~urtemrlrn umbrelln 
organization for aoopermtivcr - CONFECOOP, and the Xinimtrier of 
Finrnae m d  of Development of the  Ouatemrlrn government. While 
no& of there relmtAonrhipa hrvo been modert in raope, they do 
indiarte cdrtrin level of interin~titutionrl coordinrtion over 
the yerrr. 

ASINDES' interinrtitutionrl relrtionuhipr, however, have not 
come A n  rerponre to rtrrtegiem d o v e ~ o ~ * d  for thir purpome by 
ASINDES but rrther hrve rimply oacurred by hrpponrtrnce. If 
ASINDES rere to pormerr mtrrtegier for fnterinrtitutionrl 
relrtionrbipr, these reJ.rtionmhipr might trke on r more dynrmic 
ohrrrcter with ASINDES mnd the other inrtitutionr working 
together to develop reoponmea to the NQO development work. Ar it 
im, ASINDES plmyr r more prrrive role, remponding to development 
prckrger derigned with &to input dy there other rgenaiem rnd 
inrtitutionm, 

An ASINDES AnterinrtitutAonrl rtrmtegy would hrve,the effect 
of generating both more ASINDES-mrnrged project rupport for it= 
NQO mwnbera rr uell rm inrt i tution-rtrengthenhg fundm for - ..- - 
ASINDES itrelf to rtrengthen it An its reator activities. It is 
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cruairl, therefore, that ASINDES develop mtrrtegiem to inarerro 
it- Anterinrntitutionel relrtionrhipr. 

Some NOOm with long ma~oaiotion with ASINDES h m v ~  otated 
thmt inter-NaO aoordinmtion wmr rtronger m t  the beginning when 
there were jumt 11 No01 rffilimted vith ASINDES, rnd thmt this 
coordination hrr dearenmed with inareamed membermhip. Fe y 
Alugrir, in prrtiaular, f m d a  thmt ASINDES' buremuarmtic 
effiaiency horn not kept up vith the mddition of new member NGOe, 
and they complmi*ned that thie Amak of effiaienay ham meant thmt 
there hmm been needlers dupliortion in the work of mome NOOE. 
Nonethelmmm, coma in~titutianm intervievod claim to hmve achieved ' l dmdree of inter-NOO ooordinrtien through ASINDES, amang then Fe 
y AlegrAm, FUNDACEN, IDESAC, rnd ABC. The other NOOm mmonq tho 
eight aontrcted do not feel thrt they have rahieved any much 
aoordinrtion. 
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III. Adminimtrrtion and finance= 

A. Borrd of Dirvctarr compoaition mnd pmrticiprtion 

The Bomrd of Dirhtorm (Juntm Directive) ir C O m p o ~ ~ d  of five 
perronn who reprerent theis rempective NGOo in the General 
Ammembly rnd who ere elected by that body for r period of two 

I years. Memberm of the Borrd amn be re-elmated, and At ir in fact 
underrtood thrtht least one rnd perhmpe two of the,previou~ 
Bomrd0n members mhould be re-elected to provide continuity. 

I # 

Chart it ASINDES B o r r d ~  of Directoro for the 1987-1989, 1989- 
1991, rnd .'L991-premcmt period- (CRJ indiemtern repemt 

L member of Board). 

Rolrndo Torrem 
Annette do Fortin 
Erick Chicol 
Cmrloe Cmrrrrco 
Jurn Pedro Pardorno 

Rolrndo Torrer 
Alvrro MufSiz B. 
Xrnuel Srmryom 
Adolfo Acortr 
Hildebrrndo Cumer 

Alvmro Muniz 8. 
Alired Kmltrahmitt 
Xruricio Oonzrlez 
Edwin P&rer 
Hildebrando Cumer 

Premident 
Vice Prerident 
Trermurer 
Searetrry 
Member 

Premident IRJ 
Viae Prerident 
Tremrurer 
Secretary 
Member 

Prwmident t R 3  
Viae Premident 
Trermurer 
Secretrry 
Member 1 8 3  

CCF 
World Virion 
Behrhormt 
ACAD 
ACJ 

CCF 
FUNDACEDI 
ICA 
REDH 
HOD& 

FUNDACEDI 
ACB 
FUNDAXICROS 
ARIDEN 
HODE 

Chart 1 prerentm the Borrdr of DAreatorm from 1987 to the 
prerent, rhiah ir the rpprowimmte period of the PACT rmmirtrnae. 
Ar mentioned rbave, melaberr mry be re-elected, rnd much wro the 
crme regrrding Rolrndo Torre- of CCF, re-eleated for the 1989- 
1991 period, rnd regrrding Alvmro X W i r  of FUNDACEDX mnd 
Hildehrrndo Cumer of HODE, both re-eleated for the 1991-1993 
pe~i&d. 

Xrny of the NGOe represented by there individumlr received 
fundm from PACT via ASINDES. Spocificmlly, World Vimion, 
Behrhorrt, rnd ACJ received fundr while their reprerontrtive~ 
rerved on the Borrd of Direatorm during the 1987-1989 period. 
While it miqht be pormible to infer r certmin level oi frvaritism 
involving prodeat relection, this ir not the emme, mm ASINDES 
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8. Key m d n i n i a t r a t i v e  p e r s o n n e l  

The key  r d m i n i r t r m t i v e  pe rmonne l  i n  ASINDES are t h e  
E x e c u t i v e  nirsctor and t h o  hendm of t h e  a d m i n i s t r a t i v e ,  p r r ~ j e c t s ,  
and t e c h n i c m l  mmri r tnnae  e n d  t r a i n i n g  d o p r r t m e n t ~ .  T h e s e  f o u r  
i n d i v i d u r l m  a l l  h o v e  u n i v e r s i t y  degrees, b u t  n o t  grmdumte 
d e g r e e r ,  mnd m r e  o o m p m r r t i v e l y  young:  a v e r r g e  mge i n  33. Two of 
t h e  f o u r  i n d i v i d u a l @  m r e  r e l r t i v e  newconera. David Almsngor 
mrr ived  i n  O a t o b e r  ok 1991 t o  h e r d  t h e  p r o j e a t a  d e p a r t m e n t ,  mnd 
R o b e r t o  A v i l a  id t h e  r m m e  month t o  t a k e  o v e r  t h e  new 
m d m i n i e t r a t i v e  depmr tnen t .  

I T h e  o t h e r  t w o  i n d i v i d u m l r ,  p l u s  r t h i r d  who r e c e n t l y  left  
t h e  i n s t i t u t i o n ,  h i g h l i g h t  r plum i n  ASINDES p e r s o n n e l  i n  r e c e n t  
yerrmr a o n t h u i t y .  By 1989, o n e  projeat m n r l y r t ,  hrd  been  
working f o r  r e v e r r 1  y e a r s  i n  ASINDES, r n d  i n  1989, r n a t h o r  
p r o j e c t  r n r l y m t  wr.: h i r e d ,  Ligim O r r n t e r .  I n  1989, rf ter  working 
f o r  l p e r i o d  m r  p r o j e c t  r n r l y r t ,  Q o n z l l e z  w r m  n r n e d  h e r d  o f  t h e  
p r o j e a t r  d e p r r t n e n t  r e p l r c i n g  t h e  p r e v i o u a  h e r d ,  R o b e r t o  d e  Le6n. 
I n  1990, e o n z b l e z  w r r  nrmed t o  r e p l r a e  I lundur te  i n  t h e  t e a h n i c m l  
r r r i a t r n c e  mnd t r m i n i n g  d e p a r t m e n t ,  r n d  mhe w r *  r e p l a c e d  m s  head 
of t h e  p r o j e a t s  d e p m r t r e n t  by  O r r n t e s .  When a o n z d l e z  left 
ASINDES i n  l m t e  1991, O r r n t e r  t o o k  h e r  p l r c e  rr h e a d  of t h e  
t e c h n i c m l  r o ~ i m t m n c e  and t r m i n i n g  depmrtnent .  O r r n t e r  h r r  t h u r  
t h r e e  y e r r s  of + x p e r i e n c e  i n  ASSNDES An b o t h  t h e  projectm r n d  t h e  
t e c h n i c m l  m m r i r t r n a e  d e p r r t n e n t r ,  r p l u r  for  ASINDES' 
i n s t i t u t i o n m l  memory r n d  a o n t i n u A t y .  I n  t h e  r h o r t  t e r m ,  a h e  w i l l  
r n  i n v r l u m b l e  r e m o u r c e  for  t h e  n e v  hemd of  t h e  projectm 
d e p r r t m e n t .  

C r i m t i n n  Wundurte  b e g r n  i n  1 9 8 8 , m . r  a o o r d i n r t o r  of r n  
i n f r m r t r u c t u r e  p r o j e a t  u n d e r  t h e  d 5 r e c t i o n  of t h e  p ro jewtm 
d e p r r t m e n t ,  r n d  v r s  nrmed hemd of t h e  tmahnierA r r r i r t r n c e  mnd 
t r o i n i n g  d e p r r t n a r n t  i n  1989. I n  1990, n u n d u r t e  w r m  nrmed r a t i n g  
E x e a u t i v e  D i r e a t o r  r e p l r c i n g  E r i a k  Chiao l ,  v h i a h  m e r n t  t h m t  
A S I N D E S  had  r D i r e c t o r  who h r d  detailed v o r k i n g  k n o v l e d g e  of o n e  
of t h e  a p m r m t i o n r l  depmr tments  w i t h i n  ASINDES. S h e  u r s  t h e n ,  of 
aourme, nrmed E x e c u t i v e  D i r e c t o r  i n  1991, t h e  p a a t  r h e  c o n t i n u e r  
t o  ho ld .  

C. OrgrnAzmtion r n d  a o m m u n i a r t i o n  w i t h i n  ASINDES 

ASINDES ir n o t  r lrrge o r  w e a l t h y  o r g r n i z r t i o n ,  m::d A t  hmr 
been 6 h r r r c t e r i z e d  by r h i f t r  i n  r c t i v i t y  whioh hmve r e q u i r e d  
f l e x i b i l i t y  i n  t h e  c a r r y i n g  o u t  of neceacmry r a t i v i t i e r .  
Opermtionml p e r r o n n e l  h r v e  thum worked i n  r c t i v i t A e r  a n d  i n  mream 
o u t r i d e  t h e  n o r n r l '  o n e s t  p r o j e c t  permonnel  hmve worked An 
t r m i n i n g ,  t r m i n i n g  permonnel   if^ p r o j e o t r ,  r n d  b o t h  hmve worked 
occamionr l2y  i n  m p e c i m l  p r o j e c t s .  The o r g r n i z r t i o n r l  rcheme 
e x i r t r ,  b u t  it i o  n o t  rAgid, r n d  i n  t h o  a o n t e x t  of ASXNDES, t h i s  
i m  l p l u r .  



ASINDES: Finrl EvrlumC.ion 18 

Communiaation within tho operrtionml end of ASINDES hrn not 
generally been r problem. The individurl~ involved hmve 
generrlly been rble to communicate well between the Executive 

r Director and the depa.?tment herd=, mo well ms between thee6 rnd 
the recrotrrAml level perronnel. The problmmm hrve mrioen when 
membare of the Borrd of DLrector~ hmve not chrnneled their 
requcetr or communiaationr thraugh the Exeautive Direotor but 
rather mode them directly to depmrtment herdm or others. In muah 
cmreu, the lrtter hmvo become unsure of the linra of muthority 
rnd heve quurrtiohed vho, really, im the bore, the Exeautive 
Director or the members of the Boerd of Directors. Thio hew been 
further oampliamted in the pert by aonflicting reque~ta or 
diredciven fro. different members of the Bomrd of Directors. 

I . . ASINDES ham been reorgmnized recently with r view towrcd 
relieving the Exeautive Director af involvement in the dry to dry 

! '  
rerponribilitier of opermtion. A new rdminiatrrnt+ve deprrtnent 

! wrr aremted to dell vith mdainimtrrtive mmtterm, and the herd of 
thir depmrtment hmr not only been plmeaed on l pmr with the other 
two departmentm, but the director is nov the highert pmid 
individuml belov the Executive Director. 

This rertruaturing in m pomitive move rnd rhould eventually 
produae mn orgmnizrtion whiah functiono more mmoothly thrn 
ASINDES hme functioned in the prst. It is too early, hovever, to 
be able to oee the results of this restructuring. The moet 
importrnt rerull of thir chrnge ohould be the freeing up of the 
Executive Director to work more clorely with hhm Borrd of 
Directors in 'guiding ASINDES in the importrnt mrera of rtrrtegic 
plmnning, mentioned rbove. 

D. Perronnel mrnmgement 

~erconnel mrnrgement hre suffered romowhmt irom the 
recurrent problem of permonnel lemving the institution, but 
comperntively mpeeking for mn institution of this type, tho 
dorortion of individurlr hmr not been grert, rt lermt not in the 
lmrt three yemrs. The fmct that Ormnte~ and Wunduatm hrve been 
with the orgrnizmtion rinae 1989 rpemkr well for the teahniorl 
mnd executive level perronnel, rnd two of the mix meoretmrier 
hrve r h o  been with ASINDES mince 1989. 

The relrtive permmnenae of pereonn,el in ASINDES hmr occurred 
derpite relmtively low rmlrriem and the lack of prid overtime. 
The rvermge recretrryDr pry of Qm600/month JUS+IOO) ir on l pmr 
with recretmries in offiaeo who have leer rerponribilitiem. The 
Executive DirectorDr oalmry of 0.4OOO/month (US0800) ie clearly 
belov the level of competent profesrionml executivee elmewher@. 
Both eecretarimm rnd technicml-executive personnel hrve worked 
extrr houro vith no rdditionml compenmrtion, It rhould be noted, 
however, that thin witurntion will lmrt ro long mr permonnel are 
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a o n t e n t  w i t h  t h e i r  work i n  o t h e r  rroms. I n  t i m e m  of ' a r i s i m ,  t h e  
l p v  e a l r r i e ~  and unpr24 o v e r t i m e  w i l l  provoke them t o  l e a v e .  

A r e r i o u n  problem i n v o l v i n g  pe r ronne l  wnd ~ a l o r l e ~  h a s  t o  d a  
v i t h  t h e  depar tment  l e v e l  pe r sonne l ,  and it h i g h l i g h t s  t h e  I r c k  
of: clerr permonnel p a l i c i e e .  ASINDES haor h i r e d  new permonnel and 
e r t r b l i r h e d  t h e  s a l a r i e r  f o r  newcomers i n  r c c o r d a n c e  wi th  i t m  
needm and w i t h  r g o n e r r l l y  r i s i n g  l e v e l  of m r l r r i m r  i n  Gurtemmla. 
If r n  i n d i v i d u r l  i r  needed r n d  inmirtm on r  particular^ s a l a r y ,  
ASINDES g i v e r  in'  and m I l o w r  th im i n d i v i d u a l  t h e  h i g h  s a l a r y ,  i n  
s p i t e  o f  t h e  f m c t  t h a t  o t h e r  permonnel on t h e  rame l e v e l  have n o t  
been g i v e n  r i m i l r r  mr l a ry  i nc re rmee  t o  n r i n t r i n  them a t  t h e  aome 

4 l eve l* .  

Tho t h r e e  depar tment  h e r d r  a t  p r e s e n t  a r e  r c a m e  i n  po in t .  
The r p p r r e n t  d e e p e r r t i o n  ef ASINDES t o  g e t  r good r d m i n i o t r r t o r  
for  t h e  r d m i n i r t r r t i v e  dep r r tmen t  l e m d ' t h e n  t o  h i r e  Roberto A v i l r  
m t  9 .3000 (US+600), r n d  h e  n r y  w e l l  b e  worth it. However, r t  t h e  
s r m a  t i m e ,  Roberto Almongor rrr h i r e d  rr head of t h e  p r a j e a t s  
d e p r r t m e n t  a t  Q.IBOO/month ( U S 8 3 6 0 ) .  Blemnwhile, L i g i a  Or rn t ea ,  
vhore  e x p e r i e n a o  t r n d  l o y a l t y )  rre i n v r l u a b l e  t o  t h e  A n r t i t u t i o n ,  
vmm g iven  t h e  job  of head of t h e  t e a h n i c r l  a m a i r t r n c e  mnd 
t r m i n i n g  d e p r r t m e n t  a t  Q.2000 (US+400). While t h i m  new p o r t  and 
e a l r r y  r e p r e r e n t e d  r n  i n a r e r a e  of Q.300/month ( U S + 6 0 ) ,  i t  w r e  
still below t h e  l e v e l  nf h e r  predeaermar,  Alma I r e n e  Oonzl lez ,  
who hrd  r e a e i v e d  O.PSOO/month (US1900). 

If r l l  t h r e e  are  herd- of d e p r r t r e n t r  rnd  a l l  rre 
p r o f e r r i o n m l r ,  t h e y  mhould r e o e i v e  r i n i l r r  rrlrri&. S f  t h e r e  
a r e  d i f f e r c m c s r ' i n  r r l r r y ,  t h e y  rhou ld  be t h e  r e s u l t  of l o n g e v i t y  - 
v i t h i n  t h e  i n o t i t u t i o n .  I t  mpperrr  rr i f  ASXNDES h r r  o p e r a t e d  
v i t h o u t  much aoncern  f a r  t h e  d i r a o n t e n t  th im r s t u r t i o n  might 
a r u r e  among t h e  two d e p r r t m e n t  h e r d r  who r e a e i v e  o n e - t h i r d  less 
t h a n  t h e  h e r d  of t h e  m d m i n i r t r a t i v e  department,  i n c l u d i n g  one  who 
hmm worked i n  ASINDES for  o v e r  t h r e e  yea r r .  

ASINDES needm to  remedy t h e m e  problernr, begAnnin9 b y  p u t t i n g  
i n t o  p r r a t i c e  t h e  s r n u r l r  p r epa red  by t h e  PACT r e p r o r e n t r t i v e ,  
Jorge Almrrrn. It need- t o  m e t  m r l r r y  r t r n d r r d r  fo r  emch l e v e l  
w i t h i n  t h e  i n r t i t u t i o n  and keep  t o  t h e r e  r t r n d r r d e .  If t h e y  need 
t o  be r r i o e d  far o n e  i n d i v i d u r l ,  t h e y  rhould  be r r i r e d  fo r  a l l .  
ASINDES n e e d s  t o  m e t  a o m e  m a r t  of over t ime  p o l i o y  fo r  i t m  
recretrrirl rtrff r n d / o r  p r y  i t m  t o c h n i a a l - e x e c u t i v e  s ta f f  
m u f f i c i e n t  t o  c o v e r  over t ime .  X t  a l r o  needr  t o  m e t  an e v r l u a t i o n  
and promotion p o l i a y  rnd  n r k e  r u r e  t h a t  it tr c l e r r l y  unde r r tood  
by ASS NDES permonnel. 

E. Computer t r r i n i n g  

The quemtion of mtaff t r r i n i n g  a e n t e r a  on o n e  p r o b h m :  
cornputerr.  The computer  problmm h r r  e x i r t e d  for  .come t i m e .  A 
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loc?l.rroftwrre aompany inrtmlled m Novel1 network ayrtem whiah 
Ln'cluded l series of pemrvordr. At rome tine during the lest 
year, momething happened to the network, and r reeult, perhrpu 
7SX of the progrrmr in the network do not function. For exrmplo, 
ASINDES hmr both Wordnter end Ward Perfect, but only Wordrtrr 
functions. The mmma ir true of racounting mnd dmtmbmme roftwmre. 

The ooftwrre muppart aompmny hmn either not been celled, or 
hra been arlled but hms friled to respond, but in mny croe, 
ASINDES has r mdphiltiamted met of herdware mnd moftwrre 
functioning rt the level of a simple PC. It i r  recommended thot 
l nev rupport aompany be contrmcted, preferably one which comer 

4 reaommonded by AID. In Qumtemmlm, Drtrpro if probably the bemt 
much aompmny. 

Once the network ir up end running mgmin, trrining ohouLd 
begih for rll perronnel. Secretrrial perronnel rhould be limited 
to uring word proaercorr rnd not rllovod macemm to dmtmbere or 
mccounting roftwrre. Their trmining in not unimportmnt, hovever, 
rnd should include .much elemontr rm mub-direatory orgrnizmtion 
rnd how to determine whmt ports of computer nmcrmp paper-nd 
rough drrfto ehould be kept, how long, mnd in whrt form. ASINDES 
rhould mlmo tmke arre not to ure the hmrd dirk to mimply rrahive 
itm documentm rnd corre~pondt~nae but to comprerr Anforartion mnd 
plmae it on floppier: for lmt,er retrirrvrl. 

Acaounting roftwmre ohould be raaeased only by the 
rdminirtrrtive deprrtnent rnd the Exeautive Director. The 
perronnel in thim deprrtaent need to lemrn how to ure-the 
~oftwrre to mmintmin maaountr for repmrmte projeatr, progrmmr, 
mnd funding mourcer, rinae thir type of oprrrrtion ir cruaiml for 
mrintrining good relrtionrhipm vith donor rgenaiec rr well r s  
vith ASXNDES* member N00r. Acaounting mnd finrncArl repectm wil1 
be treated in the next emction, but there will be con~idermble 
trmining required to mmke the rymtem functionml. 

The projectr rnd techniarl mrristmnao and trmining 
deprrtaentm mhould be the primmry urerr of drtrbrse moftvrr~, 
mlthough they will crf aourre rlro ure word procersorr. Detrbmse 
rnslymim Ar aruaiml far both deprrtaantm to produae the kinds of 
reportr that will be required of thrrm on both projectr rnd tho 
mectorr. Almengor im rn rmmet, in thrt he im fmmAlimr with e 
vmriety of aorputer progrrmr) Orrntem will require trmining in 
the ure of the drtrbame. 

ASINDES mhould take crre not to undereetimmte the importrnoe 
of oomputerm in its opermtionr. There needr to be m renre of 
urgenay mbout rolving thm computer problem before it becomem even 
more diffAault to rerolve. 
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F, Accounting end financiml ryatem 

The acaounting ryrtem at ure prerently rt ASINDES is whmt 
one might cmll ntrmditional, a for tvo reoaone. First, it 
provider for only income and expennest rnd thuo m brlmnae 
mtatement, mnd reaond, it ir crrried out mostly by hrnd vith only 
modeet marietrnae from the aomputer network. Viewed PP I 
traditionml raaounting myrtem, the raaounting i~ rdequate and 
very nemrly up to drte, and the booko rro in order, thie derpite 
the fmct that the previour macountant mrintrined the brlmnce but 
negleated to mrke entriem in the bookr. The present rcaountont, 
who hrd worked previously for ASINDES, hme mmnoged to bring the 
bookm up to drte. 

What door not eximt ir any wort of rdvrnaed raaounting 
system whiah would be of ure to the projeatr department, the 
Exeautive Director,.or the Bomrd of Direatoro. All income ir 
reaorded, but there im no wry to determine how funde from r 
pmrticulrr rource mre performing, which mmkem ASINDES vulnerrble 
to ariticirm from the funding rgenaier. In addition, there ia no 
myatom to provide budget rnmnmgoment rnd follow-up, which merne 
that the budget ie a lifelemr doaument. It im imporrcible to 
follow individurl line itemr from the budget mnd rrremc them 
during the courre of the yew. 

For example, there night be r line item for trrnmportmtion, 
but these im na w r y  during the yerr to know whether there funde 
hove been or rre being mpent in raaord vi-th the budget. One cmn 
aompmre rcturl expenrmr mt ths end of the yerr but not mrnrge the 
eupencer An the aourme of the yerr. Zn rpite of these problems, 
muditm of ASINDES hmve not turned up meriour probaemr. 

FinmncimA murtrinrbility ir l reriouo problem for ASINDES 
rnd vill continua until the orgrniz~tion develops rnd implementm 
m virble f i n r n a i r l ' m u m t r i n m b i l i t y  rtrmtegy, The PACT program had 
l pomitive effect on ASINDES by converting it into r much more 
dynrmio inrtitution thmn it wrr in the prrt, prrtiaulrrly in the 
mrer of project finmncing. Thim inrtitutional strengthening hm* 
mllowed ASXNDES to initirte on itm own vrlumble eativitiea, much 
mr the rector orgmnirrtion of NQOr. But the very exirtenae' PACT 
rleo hmd the unintended effect of lulling ASINDES into r feeling 
thmt it would rlwmyr enjoy r certain minimum level of financing 
without mctively pursuing it. The end of PACT rhould hrve the 
effect of mmkAng ASINDES vrke up to the reality thmt it ctandr on 
very rhrky finmncirl ground. 

Non-PACT fundr hmve mrrived-rt ASINDES more through ahrnce 
thmn mo the reoult of m ryntemmtic fund-rairing plan. Its member 
NOOE p@y only r frrction of the monthly opermting expmneer of 
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ASINDES, and having jurt roised monthly duer by iOOX (from 
between 0.10 (USIZ )  to Q.lOO (USIZO) per month to 0.20 (USQ4) to 
Q.200 (US040) per month), ASINDES will not enjoy the prompect of 
attempting to collmct more fundr from ita momberm. It hnd hoped 
for the emfurence of long-term funding through the FIS, but theme 
fundm ere rtill in doubt. 

Even AID funding, which mmny NGOs would like to rvoid, hec 
ended with the completion of PACT. Ar regrrdm the rejection of 
AID funding, it.*ir vorth mentioning in prosing thrt the rearon 
for mvoiding AID funding hmr to do with the mources of other 
funding by the NaOc. Althrrugh the ruthorm of the prerent 
document are unawmre of their identity, fome of there rouraer 
dimmgree mtrongly with United Strtem foreign policy, including 
foreign rid rdminimtered by.AID, and they have inrirted in 
dirtmncing themrelver from the U,S. by not prrtiaiprthg in 
projmatm with AID SSnrnoing. It im unaertrin whether reaent 
eventr in Centrml Ameriar and elrewhere rill arume there NGO 
poliaieu to ahmnge, rlfhough it weuld reem 10g.icrl for the NOOm 
to reroremr their podicier in light of there evrntm. 

Both PACT and ASINDES heve moved to initimte aontmctm rnd 
relrtionrhipo whiah cmn be reinforced through .an rdequmte fund- 
raioing strategy. ASXNDES hmo produced vmlumble promotionrl 
mmterimlm, such rr m video, it= yemrly report, rnd information 
bulletins. ASINDES needm to continue with an rggremaive ammpmign 
to mmintmin itrelf finrncirlly without giving up the gminm it hro 
mmdm in the fAve yerrr of PACT. One of the firrt thingr ASXNDES 
mhould do ir communAarte t o  itr member NOOm thrt ASINDES exirtr 
to promote their intererts, but it crnnot do oo without their 
rupport. Duen rhould be rmired rgrjln, in prrt te aover a larger 
peraentrge of opurrting comtr but mlro to aremte more interest on 
the pmrt of the NQQm in the iaportmnce oS ASINDES t o  them. 

ASXNDES needr ta provide eome rervicer, much rr working with 
the mectorr, without cart, but it mhould invemtigrte the 
p o ~ ~ i h i l i t y  of providing other typem of oerviues t o  individuml 
NQOm for modemt fee. Xmny NQOo need rpecirl, Andividumli2ed 
teahnical rrrirQmnacr, rnd they rhould turn to ASINDES for thir 
mrrirtrnce. ASINDES needm to opermt* rr r aonrulting mgencry, 
identifying the typeo of mervAaem nort lAke1y to be needed by the 
NGOr, identifying outoide oonrultmntc who amn provide theme 
rervioee, communicrting the mvmilrbility of the mervicem to the 
NGOr, muperviming the serviaer of the aonmultmntm rr they mro 

. - carried out, rnd finrlly chmrging tho NGOe for there merviceas. 

In thin wry, ASINDES continuer to grow in importmnae me l 
resource for the NOOs vhilo mt the amme tine receiving mome 
income for the institution, Exrmpler of this type of rarvice 
might be mmrketing of produatm produced by the NGOP and 
accounting, empecimlly since mmny NGOr have expremrred concern in 

. thim mrem. 



One bright mpot for ASINDES and Atm pormibilitiem for 
finrncial rurtminrbiDity hmr been work with the moatarm. The 
mpadework hrm required conridermble time, rnd the PACT fundr were 
neaoemmry, but tho prompcrctm mre qorrrd thrt t.he.orgmnized mectorm 
will rttrmct funding#Sor reator-wide prajeatm from the donor 
mqenaiem, and ASINDES will be pomitioned for projmat 
adminimtrmtion and the conmequent overherd for regulmr 
operr t iona. 
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IV. ASINDES' projeat administratian and finrnaing 

Beginning with the PACT rrmiatmnce rnd alro involving other 
rourcer of finenaing, ASINDES hmr hmd l projectm depmrtment to 
ohnnnel funding to NaOe meeking finmnaiml rmmirtanae for 
projeotm. Thir department hmm been ahmrged with retting proporml 
guideliner for the NOOlc, reaeiving propommlm from the NQOE, 
revieving the propomrlm for content, reaommending propommlm for 
funding, and monAtoring funded pro jeatr. 

The vorklomd of the projectm depmrtment hrr been determined 
in g r ~ a t  prrt by ASXNDES' relmtionmhip with donor orgrnizmtionr. 
At thome tines when there hrve been rvrilmble fundr in the 
pipeline, the daprrtment's workload hmr inaluded rll of the rbove 
rctivitiar mlong vith mll of the rub-rctivitier relrted to them. 
it other tinem, muoh am the prement moment, when ASINDES im 
awaiting the dimburrement of fundm for projeatr, the deprrtnentDr 
motivitier rre limited. 

ASINDES ir presently writing for 0 . 5  million (81 million) in 
PL480 fundr to beaome mvmilrble iron the Oumtemrlrn Qovernment'r 
Hinimtry of Finmnae. Projectm to be finanaed with there fundr 
hmve mlrmmdy been reaeived from tho rpproprimte NOOr, the 
propomrlr have been reviewed, mnd reaommendrtionm hrve Been mode. 
Monitoring will only begin vhen the projectn themrelver begin. 
At preront, thoroiore, the proaeatr depmrtment metivitier are 
light. 

Am reqmrdr inrtitutionrl aontinuity, the pro3eatr deprrtment 
ir aurrently hemdmd by Divid Alaengor, who hrm jurt three month- 
experienae on the job mnd with ASINDES. He ir exporienaed in 
project mmnmgement, however, wad him knowledge of oomputerr rnd 
computer progrmer rhould rake hAm rn mrmmt to ASINDES in the 
future. An rdditionml plum im thmt the previous herd of thir 
deportment, Ligim Ormnter, continuem to work in ASXNDES rs homd 
of the technicml rrmistmnce and trrining depmrtment. 

A. Project policiem mnd strmtegiem 

1. Funding polioios 

The poliaier mnd rtrrtegiem followed by ASINDES mm regmrdr 
itr projectr depend lrrgely on the donor mgenciem. Theme 
rgenciem normmlly deaide whiah rectorr they wirh to provide 
fAnmncing for, the typem of aommunity groups they envision 
receiving the rosistmnce, reporting rnd dirburrement 
requirements, and other  element^. ASINDES has far the m o ~ t  part 
plmyed the role of communicmting the donor rgency requirements to 
the NGOe, including the preprrmtion af proporal outlinms to be 
followed by the NOOm in remdying their propomrlr. To r gremt 
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degree, ASINDES' role hmr been pamitive, rnd ASINDES rhould 
aontinue rr neaermmry to opermte in thim mmnner in the future. 

, 
In frat, ASINDES hmm begun to trke mtepr to play r more 

I 
, rctive role in thir procerm through itm orgmnizrtion of NGOm by 

meator (herlth, mgriauAturo, eduamtion, miaroenterprire) mnd itm 
pmrticiprtion in meatorrl dimcurmionm regrrding their future role 
rnd mtrmtegy. While thim ASINDES eativity will be dimaurced in 

! more detril in the ahrpter on teahniaml mrmiatmnao rnd training, 
it ir worth noting that thim oatlvity rhould eventumlly gunermtu 
reator atrrtugies regarding projeatr mnd perhrpr even rectorrl 

, rnd long-term inter-meatorrl projeatr to he offered to donor ' rgenckem for fund in^. In rddition, through itm mectorrl mtrrtegy 
ASXNDES hrr Regun to develop mltornmtive rtruaturer rnd mahemem 

I mr regmrdr the relmtionrhip mrnong donorr, ASINDES, NQOm, and brre 
9 groupr. 

! 
I Thim ir 8 positive duvelopment, mince it rhould lemd to 
I dirlogue between ASINDES rnd the NQOr it reprementm on the one 

hrnd and the donor rgenoier on the other. Such 8 dirlogue would 
be of enormour rrristmnce to theme mgencler in plrnning 
rreimtmnae programs, since the NQOm hrve rn excellent and 
impsrtiml (or mt learnt, non-pmrtirrn) view of the bare level 
reality. 

I 

2. Project melaction policier 

The prodect releation meahmnirm mt ASINDES inaluder mn 
honorem Project Selection Comm4ttee, aompored of -even 
experienaed rnd dirtinguimhed individurlr from the development 
aommundty with no direat tiem to edther ASINDES ar the NQOm who 
rre fel~cted by the Board of Directorr of ASINDES t o  repve for l 
period of two yeorm. Am regrrdr thir period of merviae, the 
Committee hmm experienaed r natural turnover, but there are 
members w h o  hmve merved aontinuoumly for more tb@n two yeera. 
The mrkeup of the Committee wmr generally eclectic, including 
individurlr vith experience in the fieldn of eaonomicr, 
mgriaulture, women in development, educetion, and ro on. 

. The member of the Committee rerve becmume of their interest 
in the work of ASINDES rnd of the NGOr reprerented there. The 
Committee mrkem deairionm by madority vote of thore prerent (m 
quorum of four im required). Xt wrr verted vith Sinml muthority 
to mpprove propored projects of up to 200,000 wetzolma. (At the 
tllme of the vriting of the prerent evrlurt&on, the exchrnge rrte 
w a r  U. S. S1.00 = 5.00 guetsrrLec). 

Tho Committee functioned in the following w r y :  the ASINDES 
project rnrlyntm would prement the Committee with l number of 
projectr vhich the rnrlyrtr hmd studied, revimed, mnd improved, 
mnd vhich thoy felt were rurdy for mpprovml. The Committee would 
meet mnd distribute the projectr mmong the Committee members 
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(about nix people), urumlly mmrigning~mgriculturml projeatr to 
the Committee mgriaulturml rpecimlirt, wnmen'r projeatr to the 
women in development opecirlimt, mnd oo on. Thr Committee 
memberr would rtudy the projects, report on vhmt gurther 
informmtion they required, rnd rend the projectm bmak to the 
ASINDES rnrlyrta. Onae l pmrtiaulmr projeat wmm rcaeptmblr to 
the Committee member, he or rhe would prement the projeat to tho 
Comnittee ar r whole with him or her recommendatianm, and the 
projeat would then be either approved or rejeated by the 
Cammitterr. 

1.. .While by momt rcaountm the Committee funotionod admirmbly, ' its rbrk wmr hindered by l couple of fmotorr. First, the 

\,- : Committee wmr not provided vith m n  overvAeu of ASINDES overmll 
rtrutegy regrrding projeatm. It did not know how mrny projeatr r:. ASINDEB hmd in ita portfolio af  r pmrtiaulmr type, for ewmmple, 
rnd aould therefore not releat the 'bemt' projeat or projeatr in r l given reator. By wmy of illumtration, there might be 910,000 
rvmAlable for women'r projeotr, but the CommAttee wra not 
informed of thim. The projeatr depmrtment niqht have four 

I -. vamen'r projeatm in vrrioum rtmger of development but prs~ent 
jurt two of there mt given moment to the Committee. It might 
turn out thmt the other three projeatr would eventumlly turn out 
to be wuperior to tnese firrt two, but there two might be 
recommended for funding mimply beamume they were the only 
project.: the Committee wmr rwmre of. A s  0 rerult, tvo ordinrry 
projeatm would be funded while two ruperior projeatr were not. 

Another problem invalved the lmck of feedbrck regmrding 
mpprovrd projects to the Comnittee. The Committee night approve 
l project for fundiny to produae, rmy, rrg dollm, but the 
Committee never knew whether or not the projeat wmr ruseerrful. 
Thum when r new project to produce rmg dolls wmr presented, the 
Committee laoked the neceomrry. feedbmck to improve it.: function. 
An exrmple mentioned by one Committee member involved o project 
in Quetzaltenango to trmin young people me crrpentero mnd bmkore. 
It umm uventumlly lemrned that the bmkery prrt of the project had 
functioned well, but that there wmo matumlly mn overmbundmnoe of 
amrpentere in the mrer, ro thm errpentry trmining component did 
not work. It ir thim mort of infornmtion thmt the Committee 
rhould hmve to funation well. 

There is rlro the quertAon of jumt how prajecta rhould be 
meleated in r non-teehnicrl renre. For exrnple, rn exmminmtion 
of the projects funded through PACT rhowo thrt meverml Na01 
recoived fund in^ for more thmn one projeat, while other NOOw 
received none. If there rre limited funds, shouldn't ASXNDES 
hmve rome wry of mmmuring thbt there funds rre mmde mvmilable to 
ell membero in rome oquitrble way9 Perhrpr projects could be 
rotmted among the memberr. 
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Alma, the Committee had no limt of prioritiom to mrsicrt it 
in project mekeation. For exrmple, ASINDES might rtrte that 
projootm involving women, revolving fundm, rnd rgriaulture were 
top priority in project mulection. The Committee oould then 
neleat from among the techniamlly mound projectr thome which 
included one or more of the priority items. These priorities 
mhould bu met by the Bomrd of  Direatorr or by the Ammoairtion in 
conjuwotion with the Bomrd of Directorm. 

B. Project imprct 

4 Projmct imprct ir evrlumted in thir document brred on two 
rouroer. The current evrlumtion temm visited four of the NGOr 
which hrd reaeivod fundm through PACT with the intention of 
lemming mbout theme projeatr from NO0 perronnel. In rddition, 
the evrlurtion term hmd maaeam to externrl, projeat-finrl 
evblumtionr amrried out by ASINDES of there rrme four projeatr 
(by Abel airbn, Leone1 Cmbrerm, and Emmd h)mmryor), plum the 
mrjority of the other PACT-funded projeatr. 

A. Rerultm of viaits to four NO09 

m. ABC: Agriaulturml finmncing project 

Thir project, implemented by the Chrirtirn Benefit 
A ~ ~ o a i m t i o n  (A~ooioci6n dr Benefiomacim Crirtimnk - ABC), 
originrlLy aontemplrted revolving fund for vegetmble grrdening, 
plum inmtitutionrl mtrengthening, with finrncing dertAned for 
mgrioulturrl ereditm for rmmll frrmerm in three aommunitieer 
Santr Roritr, Joootillc~ mnd Villr Cmn~lem. The propoeed project 
vro to cover mbout 800 benefiodrriem, mcaording to the Exeautive 
Direator, Hr. Zmmbrrno. 

ABC begrn providing oreditm to frrmerm, including thora with 
no clerr title to their Irnd. Shortly thereafter, however, the 
ASINDES Executive Director, Erick Chicol, insisted thrt the 
credit- be rererved only for thome frrnmrr with Arnd titles r= a 
guerrntee on the lomns. According to Zmmbrrno, rlthough mmny 
frrmerr were deriroua of doing mo, the Aegrl trmnmfer of titles 
amurmd problema for mnny farmers, erpecirlly thome vhore clmim to 
the lrnde arme through inheritance. The problem of lrnd titlee 
hmd not been mnticiprted, rnd there were thus no fundr rvrilrble 
in the project to mmrimt beneficirrius in resolving their 
prohlmmr. Numeroum fmrmerm who lrcked fundr to 1egr.lioe their 
holddngs decided t o  not prrticiprte in the program. 

Another problem mentioned by Zmmbrmno vrr thrt the emount of 
fundv originrlly mrrigned end mpproved by ASINDES wee not tho 
quantity received by ABC, rnd thnt ASZNDESstlll owes them 
Q.24,008. Zmmbrmno shoved the evrlumtion teem e ietter gent to 
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ASINDES making ASINDES r b o u t  t h e  f u n d s  still owed ABC, r n d  h e  
s t a t e d  t h r t  ABC n o v e r  r e o e i v e d  m r e p l y  t o  t h i r  letter. 

A t  t h e  b e g i n n i n g ,  t h e  projeat r e a e i v e d  a o n r i d e r m b l e  
r m r i s t m n a e  from ASINDES f r o m  t h e  r g r o n o m i r t  Roberto d e  Lebn, who 
r e g u l r r l y  m o n i t o r e d  t h e  p r o j e c t  i n  t h e  f i e l d ,  b u t  when de Lebn 
le f t  ASIWDES, t h i r  m o n i t o r i n g  aearrrd. D e  L e 6 n o r  muacemaor, Alma 
I r e n e  Qonz61e2, w r r r  compe ten t  b u t  w r s  n o t  r f i e l d  t e c h n i c i m n  r n d  
n e v e r  a m r r i e d  ouk f i e l d  e v m l u r t i o n ~ .  A s  regrrdr t h e s e  
evmlur t ionm,  m i t e r  de L06n l e f t  ABC warn n e v e r  i n f o r m e d  r b o u t  
projeot e v a l u ~ t i o n s  n o r  mbout mny errora o r  d e f i c i e n a i e r  t h e  

4 projept or ABC m i g h t  hmve. 

Zambrrno r d s i t t e d  % h r t  t h e  p r o j e c t  d id  no+ h r v e  t h e  impmat 
ABC h r d  m n t i o i p r t e d ,  m r  t h e  b e n e f A a i r r A e r  bearme i n d e b t e d  r n d  
w e r e  un rb l r ,  t o  p r y  off t h e  2 o r n r .  ABC m t i l l  hopem t h r t  aome, r t  
l e m r t ,  w i l l  e v e n t u r l l y  p a y  them. One p o r i t i v e  r e r u l t  of t h e  
project v r r  t h r t  m h y  farmers on t h e i r  own mrnmged to mahieve 
c l e a r  l r n d  t i t l e r  t o  t h e i r  plotm. 

Accord ing  to  Zmmbrmno, t h i r  p r o j e c t  o u f f e r e d  f r o m  merioum 
problemr between ASINDES r n d  ABC hmving l i t t l e  t o  do d i r e c t l y  
w l t h  t h e  project  i t m e l f .  F o r  exmrnple, C h i a o l  ordered c o n r t r n t  
mnd e x t r e m e l y  d e t a i l e d  r u d i t r  of ABC which, i n  Zmmbrrnoorr v o r d ~ ,  
w e r e  h o s t i l e  and o r i e n t e d  towrrd d i m c o v e r i n g  t h r t  ABC h r d  mirueed 
fundn. Zmmbrmno a l r i m r  t h r t  on o n e  occmr ion  a n  ASINDES muditor ,  
who by a h r n a e  warn r f r i e n d  of Zmmbrrno, toad him t h r t  h e  hmd been 
o r d e r e d  by C h i a o l  to crume ABC problems by f i n d i n g  e v i d e n c e  of 
t h e  n imure  of fundm. 

It mhould be n o t e d  t h r t ,  m e  is ment ioned b e l o w ;  t h r t  t h e  
e x t e r n m l  evmlumtism which Abe2 G i r 6 n  v r m  aupporod  t o  hmvr c r r r i o d  
o u t ,  wmm i n  frct n o t  done, and O i r 6 n  l i m i t e d  h i r  cornmentr to  
i n c l u d i n g  t h e  p r o j e c t  i n  h i s  tmble of c o n t e n t r  end  t o  ment ioning 
i n  t h e  e x e c u t i v e  rummory t h r t  f u n d v  h r d  been  micuoed a n d  pone 
oven r e t u r n e d ,  which Zmmbrmno d e n i e r .  

b. IDESACI T r r i n i n g  a e n t e r  i n f r r ~ t r u c t u r e  and  community lomder 
t r r i n i n g  

T h i s  project war  c r r r i e d  o u t  o v e r  r two-yemr period 
b e g i n n i n g  i n  1987. The i n f r r r t r u c t u r e  c o n a t r u a t i o n  m t  t h e  
t r r i n i n g  c e n t e r  r t  S r n  R m f m e l  Lmr H o r t e n c i r m  i n c l u d e d  r biogmr 
f r c i l i t y ,  p i g p e n s ,  f i s h  pondr,  r n d  m c h i a k e n  coop. . A l l  t h e r e  
i n r t m l l m t i o n r  rre A n  ume r t  p r e r e n t  i n  p r o m o t e r  r n d  community 
l o a d e r  t r r i n i n g .  

The t r a i n i n g  program i t m e l f  w a r  directed towerd community 
Jomdors  f r o m  d i f f e r e n t  p r r t s  of t h e  c o u n t r y  w i t h  t h e  o b j e c t i v e  of  
r t i m u l m t i n g  communi ty -genur r t ed  deve lapment .  The t r i i n i n g  wmm 
q u i t e  aucaemrfu l ,  recording t o  t h e  i n d i v i d u r l  r e c p o n r i b l e ,  s i n c e  
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ZUEHAC h ~ a  bwmn r b l m  t o  c o n f i r m  t h r t  t h e  t r r i n e e r  h r v e  t h e m r e l v e e  
b e e n  a u a c e r m f u l  i n  t h e i r  community development  work. 

C. FDnr Finmnaing fo r  women-run r m n l l  e n t e r p r i m e r  

Three  reprrrte g r r n t r  v e r e  mubdivided i n t o  2 O  m i n i p r o j e c t m  
implemented  by t h e  FDX, p r i n c i p r l l y  i n  O u r t e m r l r  C i t y ,  Zrcmpe, 
r n d  S o l o l & .  A l r a k  of c o o p e r r t i o n  on  t h e  p r r t  of t h e  FDH madm i t  
a x t r e m e l y  d i f f i a u l t  f o r  t h e  e v r l u r t i o n  t e r m  t o  j u d g e  t h e  
moaioraonomia i m p r a t  of theme  p r o j e c t s  mmong t h e  b e n e f i a i r r y  
p o p u l r t i o n .  A letter vrm a e n t  r e q u e m t i n g  mccerc t o  FDX'E own 
m m t e r i o l e  t o  e v r l u r t e  t o  vhmt e x t e n t  t h e  p r o j e c t r  h a d  been 

4 muaaesrrful,  b u t  FDM4m reapanme w r m  l im i t ed  t o  r + i m t i n g  of t h e  
rmount  of fundm r e c e i v e d  f r o m  PACT, plum thin d r t e m  r n d  plrces of 
t h e  m i n i p r o j e c t r .  , 

d. F e  y  A l e g r i m :  I n f r r r t r u a t u r e  a o n e t r u c t i o n  for e d u a r t i o n  r n d  
t r r i n i n g  

The t w o  p r o j e c t r  implemented  by Fe y  Alegr im w e r e  ' eduemt ion  
a n d  t r r i n i n g  aen te r r r ,  o n e  i n  Q u r t e m r l r  C i t y  r n d  t h e  o t h e r  i n  
SocotJln. I n  Jocotlrn,  t h e  o b j e c t i v e  w r o  t o  t e r c h  mole  y o u t h s  how 
, t o  mrximize m u b a i r t e n c e  p r o d u c t i o n  on  r m m r l l  d o m o n r t r r t i o n  p l o t  
u s i n g  veget rb lem,  f r u i t ,  mnd broic g r r i n r .  A t  t h e  m r m e  t i m e ,  it 
w m r  hoped t h m t  t h e  p lo t  would mrke t h e  t r r i n i n g  c e n t e r  m e l f -  
f i n r n c i n g .  

F e  y  A l e g r i r  'r l r a k  of e x p e r i e n a e  i n  r g r i a u l t u r e  ' h u r t  t h e  
a e n t e r  re r e g r r d r  r e l f - r u f f i a i e n c y ,  r n d  t h e y  r l m o  r e a l i z e d  t h r t  
t h o  t r r i n i n g  needed t o  be directed n o t  j u a t  r t  t h e  r t u d e n t r  b u t  
r l m o  r t  t h e i r  f r t h e r m ,  BE w r a  ment ioned i n  t h e  e x t e r n r l  
e v r l u r t i o n .  They now h r v e  f i n e n c i n g  f r o m  r n o t h e r  mource  t o  
a o n t i n u e  t h e  p r o j e c t ,  r n d  w i t h  t h e i r  mccumulmted e x p e r i e n c e ,  t h e  
prodeat h r r  improved. 

Another  p r r t  of t h e  p r o j e c t  f i n r n c i n g  w r m  domt lned  fo r  t h e  
p u r c h r r e  of mewing mmchines f o r ' t h m  e d u c r t i o n r l  t r r i n i n g  c e n t e r  
i n  J o c o t h n  to  trrget deve lopment  fo r  t h e  g i r l -  m t  t h e  a e n t e r .  
T h i r  pmrt  o f  t h e  p r o j e c t  f u n c t i o n e d  w e l l ,  rr t h e  r t u d e n t r  d o  
Aeorn to  r e v  r n d  t h e y  preprre mpecial p r o j e c t o  for a  yeor -end  
e x h i b i t i o n .  They have now purchomed t w o  r d d i t i o n r l  mewing 
mech ines  r n d  mn o v e r l o c k  mrchine.  

Am r e g r r d m  t h e  t r r i n i n g  c e n t e r  i n  Gurtemmla C i t y ,  t h e  f u n d s  
v e r e  f o r  t h e  p u r a h r a e  r n d  o u t f i t t i n g  of r b e r u t y  r r l o n  rs r n  
r n n e x  to  t h e  r a h o o l  t o  t r r i n  young women. The c r l o n ,  which h r d  
bean r commercial  v e n t u r e ,  i m m e d i r t e l y  began t o  l o m e   client^, r n d  
i t  J u s t  b r r e l y  mrnrged t o  a u r v i v o  u n t i l  2mst yeor ,  When it c l o e e d  
f o r  good. .A 



ASINDESa Finrl Evalurtion 

2 . ASINDES external evmluatAonr 

Projectm funded through ASINDES-PACT vere evrlurted by 
outr~ide chvmlua+.orr contracted loarlly. Of the three indAviduelr 
who evmiumted the projectm for vhiah informmtion wre mvrilrble, 
one warn adequmte CAbel CUrbn), the aecond wpm leae than rdequmte 
(Leone1 Cabrero), rnd the third wmr extremely poar (Ernad 
Srmayoo). The evalumtionr of the latter contmined little 
information rbout the projeatm rnd were limited t o  1-3 pegea of 
poorly written commontmry. ASINDES rhould relect from rmong the 
better evrlurtionr produced by Qirbn and provide potentirl 
evalurtorm with m.aopy along with extenrive terms of reference 

4 for the evaluationm, and ASINDES mhauld refure to rcaept and pay 
for poorly done evoluction~. 

The Produmarrollo ov.luation team waa provided with 13 
externrl ewmlurtionr of the 16 PACT-funded projeote. A review.02 
the evmlumtionr lerda r o  the aonalurion thrt rt lerrt eight of 
the projectr were generally ssuaaemrful. Theme projecte are 
outlined in Chrrt 2. Two 02 the projeatr involved inte'rnationml 
NCiOmt ICA rnd Vimion nundim1 (World VLaion). Five of the mix 
locrl NGOm are well-known with ample experiunae in development in 
Qumtemmla, rnd only Nuevom Horizontee im r fmirly unknown NCiO 
with 1Lmited coverage. It XB likely thmt the extenrdve 
experience in dev~lopment of the NQOm involved in reven o$ tho 
e i ~ h t  mucce~aoful projeatr im one of the ramronr why they were 
muacermf ul. 

There rru perhmpm other rersonm for there projeatrO muccerm. 
Four projsatr involved arinay ccnmtructfon, t w o  o.f vhiah would 
eventumlly Anvolve trmining, one wbs houring aonmtruction, rnd 
one vra introduction of potmble wmter. Conrtructlon  project^ are 
relrtively ermy to briny to l ruccer~ful aonclurion, mnd th0ae 
involving potrble water rnd houring crn be maid t o  be completely 
~.uacerrful. The two aonmtruction projectr Anvolving trrining mey 
bring about poritive results rc: well, but the trrining benefitr 
rre yet to be reen. 

Two projectr involved nrinly produation rnd were directed ot 
civil wrr uidav.r. Proj~ctr of thim type are the ma& difficult, 
mince they involve the nrnogement of production by l group 
twomeh) with little experlenae in mrnrgenent. The REDH project 
molved thir by clorely monitoring the project, by cubmidizing and 
fmcilitrting the rupply of raw mmterirle, rnd by buying up the 
finirched producto. The Behrhorat project correctly rnticipnted 

*. . . the principrl problem of lrck of experience in aheup raising by 
providing voterinmry mrsirtmnce to mmke mure tho sheep rurvived. 

Five projecto (see Chert 3 )  were clerrly uncuccscsful, all 
of which involved production. Tvo of the projects were 

i technicmlly o u c c e m ~ S u ~  but frilcd from lack of eather pro-project 

' ,  market ctud%es or product mrrketlng technical rmsirtrnce, or 
."  



both .  Another p r o j e a t ,  t h e  Albergue, had mrrrngod t h e  market ing 
of its bmkery productm e t  loom1 b r k ~ r i e m  i n  Q u e t ~ m l t e n r n g o ,  whiah 
i r  why it achieved  r m e r m u r a  o f  ruccsmcr, r f t h o u g h  f o r  r l i m i t e d  
t i m e  only.  The lecmon l e a r n e d  f r o m  t h e  t v o  techndaml ly  
r u c a e @ r f u l  pro3eatm is t h r t  t e c h n i c r l  r u a c e r s  is n o t  enough, 
e r p e a i r l l y  i n  p r o d u c t i o n  p r o j e c t r .  Such p r o j e c t s  pumt h r v e  an 
r d e q u r t e  marke t ing  component or  r i r k  S a i l u r e  i n  t h ~  f i n a l  

I r n r l y r i s .  

C h a r t  2: EIGHT 'SUCCESSFUL PROJECTS FUNDED THROUGH PACT 

' I C A  ' 

. . 

REDH I n t e g r a l  

I DESAC 

ACJ 

Nuevocr 
H o r i z o n t e r  

T r r i n i n g .  T r r i n i n g  of aommunity l e sde rm f r o m  
d i f f e r e n t  p r r t r  of O u r t e m r l m  a t  t h e  I C A  a e n t e r  i n  
Conocrmte. 3-week t r a i n i n g  mry h r v e  been too long. 
L e r d e r r  v imi t ed  ruacemmful p r o j e a t s  i n  o t h e r  
communitirrrr. L e r d e r r  h r d  begun m o m e  p ro j ec tm i r a  
own aommunit ier  m t  t i m e  of s v r l u r t i o n .  

P rodua t ion .  OrganAzrtion rnd  nubmid ie r  for  K'iche' 
women, mof t ly  c i v i l  war vidowm, i n  s m a l l  
aommunitiem n e r r  Chichicmatenrngo.  PACT g r r n t  
cove red  59% of c o m t m .  Income i n c r e a s e d  f r o m  Q.240 
t o  Q. 780 /ye r r .  

Infrrotructure/trmining. Demonr t r r t i on  f a r m  
i n f r a r t r u c t u r e  c o n r t r u c t i o n  for  aornmunity promoter 
t r r i n i n g ,  p r i n c A p r l l y  pigpen,  f imh  tmnk, and : 

b i a g r o  f a c i l i t y  o o n r t r u q t i o n .  

P rodua t ion .  Sheep provided  t o  c i v i l  w r r  widows. 
V e t e r i n r r y  orre provided,  ro r n i m r l c  hmve t h r i v e d .  
B e n e f i c i r r i e m  m e 1 1  w o o l  & lmnbr, A n c r e r d n g  y e a r l y  
i n c o n e  by Q. 135. 

Agroforemtry.  Shor t - t e rm b e n e f i t s  t h r o u g h  
b e n e f i c i a r y  employment, long- te rm b e n e f i t s  through 
f i r ewood  productAon rnd  r o i l  c o n ~ e r v r t i o n .  

I n f r r c t r u c t u r e / p o t r b l e  water. PACT g r r n t  p r i d  31% 
of coot. 

I n f r r r t r u c t u r ~ / h o u ~ i n g .  PACT g r r n t  h e l p e d  f i n i s h  
( r o o f i n g )  houming begun by r n o t h e r  i n r t i t u t i o n  mnd 
t o  conmt ruc t  o t h e r s .  

Xnfrm~tructuro/trmining. Two ~ m m l l  projects. 
Bemuticion t r a i n i n g  f a c i l i t y  rdded  to middle  
mchool i n  c o p i t r l .  IrrAgmtion r n d  p o t a b l e  wate r  
tmnkr c o n s t r u c t e d  f o r  m g r i c u l t u r a l  s c h o o l  i n  
JocotJln. Only moder r to ly  ruccer rc fu l .  



ASINDES: Final Evalurtion 

Chrrt 3: FIVE UNSUCCESSFUL PROJECTS FUNDED THROUGH PACT 

DEFAWCO Production. Project wre focumed an rrnall rmlt 
produoern. Salt produation inaremmed and cmlt wmm 
high quality. No previous mmrket mtudy hrd been 
aarried out, however, mnd in addition, the 
develapment bmnk BANDESA had reaently provided r 
lmrge number of loanm to ram11 producerm, which 
incrermed production in generrl with a aonmequent 
Ibwering of pricom. Tho NC30 was unmble to provide 
marketing remimtono.), mnd m e  r result, the 
beneficirriem oould bmrely survive on the project. 
The NO0 hrm no plsno to try to reauperrte what warn 
to be r revolving fund. 

FDW (1) 

Alberguo 

ABC 

Produation, rlthough ariginrL projeat aonas);tion 
wmm Integrmted Development. Although aommunity 
orgrnization, rrtirrn mnd promoter training, mnd 
latrine aonmtruation were aonridered, the projeat 
foeumed on p m ~ h t e  production. While the projeat 
was technicrlly ruccersful mnd production wms good 
(mlthough vmrirble), the producmrr had not 
identified reaure market mnd were thus unrblo to 
receive real eoonomic benef itm. The external 
evaluation rocommended thht the projeat either 
find muah r mmrket or ahrnge to mole other crop. 

Production. Actumlly 3 mini-projeatm of which the 
evmlurtion looked mt 2, i r wervinq project where 
the beneficirry rauqht finmncing for raw mmterirlm 
but vmr talked into purchrme of new mrahinery. Am 
rhe otill lmakm fundm for rmw mbterir~r, rnd mince 
the new machinem rre Adle, her problem remminr 
unrerolved. The mecond project involved reiring 
chickenr. The project worked for 1 0  monthm, but 
direaae then killed off tho ahickenc. 

Trmining & production. Orphmned youths were to be 
trained mm brkerm and errpenterr, rnd production 
wmo to be mold. Crrpentry never functioned, but 
brerd production brought in 0.2500-3000/month 
whAlm in opermtSon, muppoeedly aovering SOX of 
orphrnmge expenrer. Youths were not paid. In rpitm 
of ASINDES grmnt rnd inaone from project, the 
project wrc mhut down rnd m11 permonnel either 
left or were fired. Project wms under ASINDES 
audit mt time of the externml evrluotion. 

Production. HotrtAng fund for fmmily vegetable 
gardens. Evmlumtion rummary smyo only thmt project 
war murpended rnd rome funds were returned. 
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Two projeatm rppear to have ruffered from poor orgrnization. 
The Albergue uro ut lerst r prrtirl ruccemr technAcrlly, rnd it 
hrd oolved the mrrketing problem me well. It rpperrm likely thrt 
the NaO itmelf ie tlo blume for tho project'm lack of rruccemn, 
The Borrd of Direat~ars obvioumly did not employ permonnel that 
were efficient or honorrble, nor did the Borrd monitor and 
mupervime the project with oufficient care and energy to prevent 
the frilure of vhot might hrvm been m fairly auccereful project. 
The leroon here for ASXNDES ir to carefully rnrlyze the NQOc 
which eoliait project fundm to enmure thrt organizotionml eupport 
will be sufficient to mahieve mome mearure of ruaceee. 

I The two FDM mini-projeatr must be aonmider~d meprrately. Am 

regrrds the verving project, the twchniorl permonnel rt FDH 
rpperr to be rt frult for inoimtdng thrt 0 beneficirry reaeive 
mrahinery rnd not working arpitrl for raw mrterirlm. The 
techniarl permonnel rt,FD?l rpperr not to hove mcrnined the 
benefAcirry'm riturtion wAth enough crre to u n d ~ r ~ t m n d  the 
impliaotians of altering the benefiairry'r initirl requert. Am 
 regard^ t.he mocond mini-project, it mumt firrt be underatood that 
the rrte of failure of poultry projectr in perhrpc the highest of 
all production projects, rnd r flock of chiakeno, partioulorly 
hybrid high production chickens, can be wiped out very quickly. 
Such projects require not jurt intensive technicrl mr~imtrnce but 
the right eort of arrirtrnce in the form of r poultry expert, 
Thim rrrArrtrnae rricrea the aomt oS muah projects, but if ~ u c h  
rmrirtonae im not forthcoming, much projectm mhouZd not be 
funded. 

Sbvioumly, the projectr department arn rnd rhould Aeorn from 
theme exprriencer, both poeitive and negrtive, rnd their 
experience crn help ahem in theAr on-going relrtionrhAp with 
member NGOr rnd their projectm. ASINDES at present hrr r 
portfolio of 15 projactm rvmiting funding from the Department of 
Externnl Finmncing ond FiducArry (De~rrtmmcnto do Finoncirmiento 
Externo v Fiducirrio - DFEyF). Hopefully, these projectr will 
meet with grerter muacerr. ASINDES ir well m w a r o  of the problemr 
in the previour three projectm, and her rnd will trke step= to 
rrrwre thrt they are not reperted. For example, ell rgrioulturrl 
praduction projectm muit now inalude marketing study rnd plrn, 
ro thrt the projectm will not fril, rm the prrhtrr project did, 
from lack of market rnolysis. 

It ir hoped thmt Drvid Almengor, the recently-nrmed herd of 
the projecte deportment, will prove adequate for the job. 
Unfortunrtely, after three monthr on the job he presented rlrerdy 
funded projecta to the final evrlumt3on re projectm still to be 
funded mnd apprrently had confumed the DFEyF projectm with others 
rlreody funded. In rddition, he otrted thmt he wras not carrying 
out monitoring, when in fact he urn monitoring projectr currently 
being carried out. 
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C. Project monitoring 

Zt ir hard to evmlurte project monitoring by ASINDES rt this 
juncture, mince the organization doem net have mny projects to 
monitor mt prement, rnd the new deprrtment hemd h r m  thur done no 
monitoring himself. Whmt crn be rtmted im thmt m review of files 
of previou~ ASXNDES  project^ reveels thmt monitoring ie cmrried 
out, project reportm mre filed, mnd if, rm in the arre of ABC 

I mentioned mbove,, the projeot Am not being carried out in the 

foehion that At'vrm planned, the monitoring rnoy reault in the 
i project being eufspended. 
1 I %he tponitoring im not highly techniaml, however. ASINDES 

F .  rimply doer not hrve the reaouraem to mmintmin, for exomple, r 
mtmff mgronomirt to teahniarlly monitor mgriaulturrl development 
projectrc. Conrultrntm hrve been aolled on in the pmmt to help 

f - with monitoring, mnd thio modrAity will probrbly bu ured An the 
future. Honitoring im thum romewhmt ruperfiairl rnd limited to 

i whether vhrt the NO0 mmym it will do ir matumlly being cmrried 
out in rome form. 

t 



ASINDEGt F i n r l  Evr lumt ion  

V. ASINDEG' t e a h n i c r l  e m n i e t r n a e  and t r m i n i n g  

A. NQO p e r a e p t i o n  of t e c h n i a m l  aoaimtmnce and t r a i n i n g ;  e i q h t  
i n d i v i d u r l  a r m e m  

NGO opinionm r e g r r d i n g  ASINDES' t e c h n i c m l  r m r i r t m n o e  r n d  
t r a i n i n g  w e r e  d iverme,  re might  be e x p e c t e d ,  b m m e d  a n  t h e  e i g h t  
NGOm v i s i t e d .  Among theme NQOm t h e  o n e  t h i n g  t h m t  reemed t o  
c h m r e c t e r i = e  a l l  of them r m m  r h i g h  l e v e l  of mboenteniem i n  
ASINDES t r r i n i n g  e v e n t s .  The mmjorAty of i n s t i t u t i o n m  a f f i r m e d  
t h n t  t h e i r  l i m i t e d  number of permonnel  s i m p l y  d i d  n o t  m l l o w  t h e m  
t o  refid i n d i v i d u e l r  t o  theme e v e n t r ,  or  t h e y  p l r a e  h i g h e r  
p r i o r i t y  on i n t e r n e l  tmekr  r t  t h e  NQO t o  p e r t i o i p r t i o n  o u t r i d e  
t h e  i n r t i t u t i o n r .  

1. FUNDACEN (The Penny F o u n d a t i o n )  

FUNDACEN b e l i e v e r  t h b t  t h e  t e a h n i o r l  r m r i r t r n a e  mnd t r r i n i n g  
e v e n t r  mhould be t a k e n  rdvmntege  of p r i n c i p a l l y  b y  t h e  younger  
NGOm whiah r e a l l y  need  them. FUNDACEN permonne l  h a v e  
p m r t i c i p r t e d  i n  a  f e w  e v e n t a  i n v e l v i n g  f i n r n a i r l  menmgement, 
mlthough t h e y  b e l i e v e  thmt  t h e y  r l r e r d y  p o r r e r m  p l e n t y  of 
e x p e r i e n c e  i n  t h i r  regmrd t h r o u g h  t h e i r  v o r k  o v e r  t h e  y e e r r .  
FUNDACEN r l ro  expremred t h e  o p i n i o n  t h a t  mrny of t h e  ASINDES 
t r e i n i n g  even tm hmve l v e r y  m p e e i f i a  foaum, w h i a h . t h e y  hove  n o t  
f o u n d  p m r t i a u l r r 2 y  umeful  i n  t h e  a a n t e x t  of t h e i r  A n t e g r r l  
rppromch. FUNDACEN u r r  n o n e t h e l e r s  i n  rg r r re rmnt  w i t h  t h e  ASINDES 
r t r r t r r g y . o f  o m r r y i n g  o u t  t r r i n i n g  needm mtudiem mnd w i t h  t h e  
o y r t e m  ASINDES war uming i n  order t o  d e t e r m i n e  w h s t h e r  l 
p a r t i c u l r r  e v e n t  wro wor th  mounting. 

2. HODE 

HOD& hmf l h i g h  o p i n i o n  r e g a r d i n g  t h e  t e c h n i c m l  r s m i ~ t m n c e  
and t r r i n i n g  p rogr rm mnd t h e  c o n t e n t  of e v e n t s  cmrried o u t ,  They 
b e l i e v e  t h e  program a h o u l d  be on-qo ing  i n  v iew of t h e  a o n t i n u m l  
rppemrmnce of new NQOE i n  need of muppor t  a n d  o r i e n t m t i o n  i n  t h e  
a r e r s  of m d n i n i r t r r t i o n ,   control^, p r o j e c t  mrnmgement, 
e v m l u a t i o n r ,  mnd ro an.  Aeaord ing  to  Hiadebrmndo Cumer, t h e  HODE 
E x e a u t i v e  D i r e c t o r  mnd c u r r m n t  m e m b e r  of t h e  B o r r d  of Directorc 
of ASINDES, t h i m  progrmm begmn rs m e m b e r  NGOr b e g r n  to  p r e s e n t  
p r o j e c t s  f o r  PACT f i n a n c i n g  r n d  t h e i r  worknermor b e a m m e  mpperent.  
I n  s p i t e  of t h i o  o b r e r v n t i o n ,  n o  NQO e x p r e r u l y  ment ioned  t h m t  
t h e y  h r d  r e c e i v e d  r m s i r t m n a e  or t r r i n i n g  i n  t h e r e  a rea= .  

WODE r o n d o  permonnel  to  p m r t i c i p r t e  i n  t r e i n i n g  e v e n t s  when 
t h e  e v o n t o  c o i n c i d e  v i t h  r i t u m t i o n c  of n e e d  w i t h i n  HODE mnd w h e r e  
t h e y  n r o  meen re  u r o f u l .  HODE b e l i e v e s  t h r t  e o m c t h i n g  r h a u l d  be 
d o n e  t o  mtimulmte gremter p r r t i c i p e t i o n  amonQ t h e  m e m b e r a s  i n  
t h e r e  e v e n t e ,  mnd t h e y  o b s e r v e d  t h m t  non-member@ a p p ~ e r e d  t o  
p n r t i c i p e t e  more m c t i v e l y  t h a n  m e m b e r r .  
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F e  y  Alegr im i a  o n e  of t h o r e  N a O a  w i t h  t h e  problem of r 
msil number of i n m t i t u t i o n r l  permonnel, which i n  mmny c a r e r  hmm 
l i m i t e d  i t m  p a r t i c i p r t A o n  i n  ASINDES t r r i n i n g  even tm i n  f s v o r  o f  
i tr  own i n t e r n e l  progrrmming. Nonetheleoa,  p e r r o n n e l  f r o m  Fe y 
A l e g r i m  h a v e  a t t e n d e d  m o m e   event^, a l t h o u g h  l e m a  i n  t h e  pre t :  y e a r  
d u e  t o  t h e i r  p e r c e p t i o n  t h a t  t h e  individumlm s e l e c t e d  t o  i m p a r t  
t r m i n i n g  aour rem w e r e  n o t  r u S f i c i e n t l y  q u m l i f i e d  to p r o v i d e  
p r o d u c t i v e  t r m i d i n b .  I n  m p i t e  of A S I N D E S  intentions of 
c o n t r r c t i n g  t r a i n e r a  w i t h  r e l e v a n t  e x p q r i e n a e  a n d  p r e r t i g e ,  Fe  y  
Alegr i r  f e l t  t h a t  t h e  t r a i n i n g  vrm t o o  ~ u p e r f i c i r l  or e lementmry 
t o  be' o f  much ume. I n  s p i t e  of Fe y  Alegr im ' s  d e c i r i e n  t o  l i m i t  
i t m  p r r t i a i p r t i o n  i n  t r r i n i n g  eventm, t h e  N O 0  hms n m i n t r i n e d  it- 
aommunia r t ion  l inkm wAth ASINDES r n d  h r o  r e c e i v e d  r p o m i t i v e  
rerporre f r o m  t h e  t e a h n i a r l  mrrimtmnae and t r a i n i n g  d e p r r t m m t  
when r t  hrm r e q u i r e d  rpecifia t e a h n i a r l  r m r i r t r n c e .  

Am regmrdm pmrt icApmtion i n  t h e  rector o r g r n i ~ m t i o n ,  F e  y  
A l e g r i m  hrm i n  t h e  p r r t  p r r t i c i p m t e d  I n  reator n e e t i n g r  t o  
e v m l u r t e  m e a t o r  a a t i v i t i e c  r n d  t o  mtudy p o m r i b l e  rector 
r t r m t e g i e c .  However, i n  m p i t e  of t h e  l m r q e  number of NGOs 
r e p r e r e n t e d  i n  t h e  reatorm, f e w  NO0 r e p r e r e n t m t i v e r  mt tend  then-  
meetingm, which hmm aaumed F'e y  AlegrAm t o  e i m i l r r l y  l i m i t  i t r  
p e r t i a i p m t i o n .  P e r e o n n e l  m t  F e  y  AlegrSm r s rume  t h m t  t h e  blmme 
f o r  t h e  p o o r l y  r t t m n d e d  m e c t o r  mee t ingr  l A e m  i n  p r r t  w i t h  ASINDES 
b u t  a l r o  w i t h  t h e  lmak of aommitment on t h e  pmrt of t h e  No01 
thernrelvem. 

4. IDESAC 

IDESAC h r r  n o t  r t t e n d e d  a n y  t r r i n i n g  e v e n t r  a t  ASINDES for 
rt  lerrt t u o  yearm, t h e y  a t t e n d e d  o n l y  r f e u  e v e n t r  before thmt, 
r n d  t h e y  h a v e  n o t  r e q u e s t e d  t e c h n i a r l  mrrimtmnao. Tvo r e m r o n r  
m r e  p u t  f o r t h  fo r  t h e i r  lmck of p r r t i c i p o t i o n .  first, IDESAC h r ~  
it= own t r m i n i n g  p ragr rm,  which f u l f i l l s  i tr  r u q u l r e m e n t r  i n  t h i s  
m r e e ,  and  r e c o n d ,  t h e  NQO c o n t i n u r l l y  r e c e i v e r  i n v i t r t i o n m  t o  
r t t e n d  t r r i n i n g  e v e n t r  by o t h e r  e n t i t i e r ,  b o t h  i n  O u r t e m r l r  end 
i n  o t h e r  c o u n t r i e e ,  They h r v e  r t t e n d e d  t r a i n i n g  even tm i n  
recounting o r g a n i z e d  b y  Tmyrmrl, f o r  e r rmple ,  which  t h e y  
c o n r i d e r e d  q u i t e  good. The t r r i n i n g  e v e n t r  r t  ASINDES h r v e  
mimply n o t  f i t  i n  w i t h  IDESACoo m t r r t e g y  r n d  hmve n o t  b e e n  viewed 
r m  umeful  i n  t h e i r  d~ve10pmmAt c o n t e x t .  

S. ABC 

ABC hmr pmrticipmted l i t t l e  i n  ASINDES t r m i n i n g  e v e n t r  for 
r e r s o n n  r l r e r d y  ment ioned  by o t h e r  NGOP. Fi r r r t ,  ABCor;. p o r f o n n e l  
hmr l i t t l e  t i m e  t o  rprre f r o m  t h e  p r o d o c t c  t h e y  mrnage to  mttend 
t r r i n i n g  e v e n t s ,  r n d  mecond, t h e y  h r v e  n o t  found  t h e . t r o i n i n g  
e v e n t s  t h e y  h r v e  mt tendod  t o  be of r r u f f S c A e n t l y  h i g h  l o v e 1  to 
be u r e f u l  b u t  r r t h e r ,  m m  o t h e r s  hmvo no ted ,  m r e  e u p o r i i c i r l  and 
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e l e m e n t a r y .  ABC f e e l m  t h a t  ASXNDES mhould a t a t e  c l e a r l y  on i t m  
i n v i t a t i o n m  to t r a i n i n g  eventm e s t a c t l y  what l e v e l  of t r r i n i n g  o r  
what l e v e l  of permonnel Am i n v o l v e d ,  s i n a e  theme evcrntm i n  t h e  
p a s t  have  i n v o l v e d  v e r y  he turogeneoum gro*Jpm i t e c h n i o i a n r ,  
p r o m o t e r r ,  p r o f e r r i o n a l r )  where  n o  o n e  feela m a t i r f i e d  v i t h  t h e  
t r a i n i n g  r e m u l t r .  ASINDES ~ h o u l d  rework r n d  i m p r o v e  i t r r  
rmmenmment t e a h n i q u e r  of N a O  t r e i n i n g  noedm t o  r e m a l v e  t h i r  
problem. 

Thim NGO, l i k e  many o the r s t ,  exprumred t h a t  itr p e r e o n n e l  ' hmve l i m i t e d  t i m *  a v r i l r b l e  f o p  r t t e n d i n g  e x t e r n a l  t r a i n i n g  
e v e n t r ,  and it o n l y  begrn  mending itr p e r r o n n e l  for  t r a i n i n g  a t  
ASZNDES d u r i n g  t h e  pamt y e r r  i n  t h e  h e a l t h  or a h i l d r e n ' r  reator, 
The Ampulme for b e g i n n i n g  t o  p a r t i c i p a t e  w m r  a n  r t t e a p t  t o  
o o o r d i n a t e  r n  A I D S  p r e v e n t i o n  p r o g r r n  w i t h  o t h e r  A n m t i t u t i o n r ,  
b u t  r g o i n ,  t h e  i n t e r n a l  need# of t h e  o r g a n i z a t i o n  he= k e p t  them 
f r o m  m s i n t r i n i n g  f u l l  p a r t i c i p r t i o n  i n  t h i m  a r e r .  

SOJUOMA d i d  expreme a  v e r y  p o s i t i v e  r e a c t i o n  t o  i n i t i r t i n g  
p m r t i c i p a t i o n  i n  t h e  m i c r o e n t e r p r i m e  rector, a  new a r e r  of r c t i o n  
f o r  t h i s  NO0 r n d  o n e  i n  which t h e y  hope t o  l r u n c h  p rogramr  i n  t h e  
f u t u r e .  Though t h e y  have  n o t  y e t  begun t h e r e  psogrrmm, t h e y  f e l t  
t h o t  
w i t h  

7 . 
w e r e  
t h e y  

t h e y  g a i n e d  v a l u a b l e  background  gram t h e i r  p m r t i c i p a t A o n  
o t h e r  NGOm v i t h  e x p e r i e n o e  An t h i s  deve lopment  f i e ld .  

FDX 

Thin  NGO r n d  t h e  f o l l o w i n g  o n e  p r e r e n t e d  r e c p o n r e r  whioh 
almomt i d e n t i a a l .  N e i t h e r  ham felt  t h e  lerrt  i m p r o t  mnd 
referred t o  ASINDES t r a i n i n g  r n d  te-hnicml  ameimtmnae w i t h  

t o t m l  i n d i f f e r e n c e .  FDM hrm f e w  peroonnell  r v r i l r b l e  t o  mend t o  
t r r i n i n g  eventm, r n d  t h e  f e w  e v e n t s  t h e y  r t t e n d e d  d u r i n g  t h e  p r o t  
y e r r  t h e y  fel t  premented n o t h i n g  new and  w e r e  i n r d e q u m t e  a s  
t r r i n i n g  for t h e  projects t h e y  a r e  c a r r y i n g  o u t .  FDH's view of 
ASZNDES is o n e  of s n  A n ~ t i t u t i o n  which r h o u l d  provAdo n o u r c k  o f  
f i n a n c i n g  t o  i t o  NGO nimberm, n o t  er a  t r r i n i n g  o r  t e c h n i c a l  
r m s i r t r n c e  orgmnizmtion.  

8. P r o y e c t o  S u p e r r c i L n  

P r o y e c t o  S u p e r r c i b n  is loartcd i n  S a n t r  W r r i r  do J e m h m ,  n i n e  
k i lomete rm s o u t h  of A n t i g u r ,  which  ham mern t  t h r t  i n v i t o t i o n r  t o  
t r r i n i n g  e v e n t s  mlwryr r r r i v e  too l r te  t o  even be oonmidered.  
T ~ Q  NQO ir i n  rny  crse u n i n t e r e s t e d  i n  t r r i n i n g  for i t c  p e r r o n n e l  
or i n  r ece ivAng  t e c h n i c a l  s m c i r t r n c e ,  r n d  t h e  f e w  t i m e s  t h e y  
s o u g h t  m8sristrnoe a t  ASXNDES, t h e  ASINDES p e r s o n n e l  were 
u n h e l p f u l .  

Am regordm t h i ~  NOO. i t  mhould be n o t e d  t h a t  i t  ic 
r f f i l i a t e d  v i t h  CCF, r l a r g e  i n t e r n a t i o n a l  N O 0  whoso d i r e c t o r ,  
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R o l r n d o  Torrem, wmol p remiden t  of t h e  Bor rd  of Direatore of 
ASINDES f r o m  1987-1991. I n  f r a t ,  P r o y e a t o  S u p e r r c i b n  i m  more 
l i k e  r b a o e  a rganLzmt ion  thmn mn i n t e r m e d i m r y  NQO, r n d  i t r  
memberrhip :.n ASINDES aouAd b e  quemtianed on theme groundm. 

8. The m e a t o r  rppromah i n  t h e  d e p r r t m e n t  o f  t e a h n i c e l  
r r m i m t r n c e  r n d  t r m i n i n g  

ASINDES p r i m e  role mhould be m r  r l e a d e r  o f  t h e  NC3O 
community, r g u i d i n g  forae t h c t  ' no t  o n l y  r e m r a h e a  o u t  f u n d i n g  
mouraem fo r  t h e  NOOr b u t  which, more impor tmnt ly ,  h e l p s  t h e  NQO 

. aomnuhi ty  t o  better direct its effortr r n d  t o  d o  m o  t h r o u g h  t h e  
deve lopment  of j o i n t  r a t i o n  plrnm. To do thim, ASINDES h r r  
i d e n t i f i e d  f o u r  meatarr i n t o  whiah m a r t  of i t m  m e m b e r 8  work: 
h e a l t h ,  e d u a r t i o n ,  n i a r r o e n t e r p r i a e ,  and a g r i a u l t u r r l  development .  
The  ASINDES u n i t  a h i e f l y  r e r p o n a i b l e  f o r  working w i t h  theme f o u r  
aectara i m  t h e  d e p a r t m e n t  of t e c h n i o m l  r r r i m t r n a e  a n d  t r r i n i n g .  

The ASINDES m t r r t e g y  i r  t a  i n v i t e  i t m  nemborr  t o  rector 
m e e t i n g e  mbaut e v e r y  two veekc. Some NQOs w i l l  r t t e n d  d u e t  one 
sector mee t ing ,  much a r  t h e  FDH, which i r  i n v o l v e d  rlmort 
r r x a l u r i v e l y  w i t h  t h e  m i c r o e n t e r p r i m e  reator. Otherm might bo 
i n v i t e d  t o  r e v e r r l  r e c t o r  meetingm i f  t h e y  n r i n t r i n  r c t i w i t i e m  
i n v o l v i n g  t r r i n i n ( r ,  h e r l t h ,  and m g r i a u l t u r r l  development .  Mort 
NQOm mend r e c o n d  l e v e l  p e r r o n n e l  m o r e  i n v o l v e d  An t h e  detrile o f  
rector r c t i v i t i e s  t o  theme n e e t i n g r ,  n o t  t h e  top l e v e l  
nmnogement. 

The mgendrr  for t h e r e  m e e t i n g r  i m  n e t  by t h e  N a O r  
themrelvem, n o t  by  ASINDES, a m  t h e  l a t t e r  r t t e m p t m  t o  p l r y  t h e  
ro le  of f m c i l A t r t o r ,  r t i m u l m t i n g  t h e  AROP of emch rector t o  
expremr  t h e i r  problems, r r t i c u l r t e  t h o i s  neede ,  m h r r e  t h e i r  
muacemcer, r n d  muggemt poJ ia iem r n d  r t r r t e g i e e  for themmelvem 
i n d i v i d u m l l y  a n d  a o l l e c t i v e l y .  Through t h i s  procemr,  t h o y  hmve 
f o u n d  t h r t  t h e y  r h r r e  mmny o f  t h e  came c o n c e r n s .  I n  t h o  
m i c r o e n t e r p r i m e  m e c t o r ,  f o r  example, which l e n d =  r r r r m l l  amount= of 
money t c  h e l p  m a a l l  burinemaem grow, n e a r l y  r l l  of t h e  NQOm m r e  
c o n a e r n e d  w i t h  t h e  problem of l r t e  pmyncnt or non-pryment  o n  t h e  
l o r n r  t h e y  ieourr.  I n  t h e  h e r l t h  meator, t h e  NQOr An t h e  rector 
hmve t r i a d  t o  p r i o r i t i z e  t h e i r  ob3ectiwem, r n d  i n  d o i n g  m o  t h e y  
h a v e  #elected m r t e r n r l  mnd c h i l d  h e r l t h  r m  t h e i r  number o n e  
p r i o r i t y .  

A #  t h e  arratorml work progreomem, t w o  t y p e s  of r c t i v i t i e o  
beaome p o r a i b l e .  F i r r t ,  e m  t h e  m e c t o r r  e n c o u n t e r  r n d  d i r a u m e  
common  problem^, t h e y  a r e  r b l e  t o  c l e a r l y  d e f i n e  t h e  k i n d c  of 
t e c h n i c a l  m e m i ~ t m n a e  end t r m i n i n g  e v e n t s  which t h e y  feel t h o y  con 
b e n e f i t  Srom, i n c l u d i n g  which NQOe r h o u l d  p m r t i c i p o t e ,  what t y p e r  
of p o r r o n n e l ,  t h e  l e n g t h  of t h e  e v e n t ,  r n d  o t h e r  d e t r d l s .  T h i r  
i n f o r m r t i o n  c r n  t h e n  be used by ASINDES i tself ,  or by t h e  crector 
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itmelf with help from ASXNDES, to mount the required trrining 
crventr. 

The meaond type of rativ$.ty involver projeatm directed at 
the NQOm' cPient bare. The dircursionr mmong the N O 0  meator 
membero arn help determine the kinds of projeatr the rector 
mhould moliait from donor rgenciea, rnd the ASINDES forum crn 
then help trrnmlrte their cenoerno to the approprirte rgencAae An 
r muah more perourrive nrnner than Af the NOOr were to do ro 
individually. 

It murt be rtremmed thrt work with the reotorr hrr been 
4 neoerbrrily rlow, rnd ASINDES hrm progremmed by inarementr towmrd 
the development'of rtrong meatorm with rctive N O 0  prrticiprtion. 
Thio im to be erpeated, minae the NaOr hrve little previour 
experienae working together in thim wry, they were formed with 
their own privrte development rrgendnm, and they rre momewhmt 
jerlour of their aonmtituenciem, their nethodolo~l~r, rnd in 
generrl their mutonomy. ASXNDES ham hrd to work prtiently rnd 
tirelermly to rahieve the mermure of ruaaemr it ham rttained with 
the rectorr, and there Am much atill to be racomplimhed vith the 
aeatorr before they can be arid to funation dynamically. 

The rurk with the reatorm im hindered by aeverrl fnctorr. 
Firmt, the pmrticipating NGOI rre diverme rr regrrdr~ their rize, 
experience, mnd organirntion. Internrtionrl N Q O e  vith world-wide 
aoverrge rnd molid independent tunding 4Chrimti.n Children'# 
Fund, P h a  Xnternatioarl) rhrre the mvator with AndAgenoum Maor 
with prearrAour funding vorking in jurt one ram11 ,mrem oS 
Ourtemmlm. Seaond, ma we hrve moen, mrny NOOm rre undermtrffed, 
mnd it in oiten diffiault for ram11 NQOP to allow their personnel 
to prrticiprte fully in the rector moetingm, minae it merne thmt 
they will frll behind in their primrry tmrkm rt the NOO. 

In mpite of there problems, ASXNDES hme progreoeed in %to 
work with the rectorr. ninuter of every meeting rru' rent to the 
sector NGOa to keep them rbrerrt oi rector octivitiee. When 
trrining evlntr rre plrnned By rnd for the meator, a11 N O 0  
memberr are informed rnd invited. ASXNDES hoper thmt rector 
rctivitiem vial eventurlly become m o  inportrnt thrt rector N o 0 1  
will conclude that they cannot rfford to not prrtdciprte, 
regmrdlers of the time required of their permonnel. 

C. Technical rmsimtrnce rnd trrining depmrtment rtretegiem 

ASINDES in the PACT pro3ect  ha^ hrd to find r wry to avoid 
being viewed r r  aimply one more source oZ funding for the NGOs. 
The projects deportment mnd tho Sunneling of fundr to the N G O e  i~ 
not unimportant, in thst it )>rcrvide~ r rnechmnirm for tho 
internrtionrl donor community to readily accecr the NOOE to 
provide theme fundr rm well rr r wny to more economically monitor 
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the ume of theme fundm. The mector mppromah is crbvioumly one way 
for ASINDES te conmtruat an image rmong its rffilirtem thmt goea 
beyond thrt oi r mimple funding mechonirm. 

Tho problem Am the identifying oS atrategier whioh will 
rerpond t o  the relrtively low level of prrticipmtion by the NOOe 
in tho sectors, Clorrly, the ASINDES rtaff murt continue to 
lerrn more rbaut itm membership, their need-, the type of 
perronnel they hrve, their view of development in their awn 
meatore, rnd rbobt their opinion of ASINDEB' rcle. The 
quortionnriro approech has been umed rnd mhould be continued, but 
r more in-depth approach mhould be'conmidered which would provide 
ASINDES vith r aeriem of optionr in organizing itm mtrptegiee 
regarding the NQOm. 

ASINDES mhould conrider employing outride consultmntm to 
amiry out e complete rurvey of the NaOr. Such r rurvey would 
produae r reriem of vrym of clur~ifying the NQOm going beyond 
their inalumion in the rectora. It would be important to inalude 
the following quertionr in ruch a murveyr 

- What ere their prinaiple funding mourcem, mnd how doea this 

mffect their relatioramhip vith ASINDES, their prrticlpmtion 
in sectorn, their need for trrining rnd technical 
rrmirtrnce, rnd their rpprorch to now projectr? 

- Whmt rre their relrtionshipr mmong themmelvsm, formml and 

informrl? Are relrtionahipm ruch rr CCF-Proyeato Superrcibn 
aommon rmong ASINDES memberr? Do ASINDES memberr hrve 
extenrive relmtionrhipr with non-ASINDES NOOm? What ir the 
nrture of there relmtionmhipr? How do there relrtionmhipr 
rfioct their relmtionsrhip with ASIMDES, their prrticipmtion 
in sectore, their need far trrAning and technicrl 
n a e  rnd their rpprorch to nev proJectr? 

- Hov do googrrphicrl fmctorr effect NGOP and their 

relrtionrhipr rmong thumrelv~o rnd vith ASXNDES? Should 
regionml (Weotern, Centrrl, Emrtern, rurrl vs. urbrn, other) 
spprorcheo be mttenpted to help focur trrining, tuchnicrl 
rrrirtrnae, and projeot needs rnd problemr? 

- How do NQOr view their role vim-r-vir rr paseible techniorl 
rm~irtrnce and training providers for other NGOE? If 
funding could be fqund, would rn IDESAC or r CCF be willing 
to mount trrhing events mt the requemt of other rector NGOr 
or to provide them vith technicrl mmoi~trnce? Would lemr- 
developed NC3Oo be willing to receive much trrining mnd 
asmirtmnce from menberu 02 their ovn reator? Do they view 
erch other re better sourceu af information end training 
then ASINDES? 
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- Would one or more of the more-dovmloped NOOW be willing to 
tmke on m formal 18rderahip role within the rsatore? How 
would member NOOm reoot t o  auoh o relstionmhip? 

Theme ore juat l few of the iderm whiah aould be expanded i n  
mn An-depth Purvey of the ASINDES-NQO aommunity vhiah might 
remult in atrotogy to increore NaO pmrticipmtAan in ASINDES in 
generol ond i n  the meatorm in pwtiaulor. 
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V ,  Conclurions mnd recommendmtionm 

A, Conolurionr 

More problenrticrl within ASINDES AR the rituetion regrmding 
the Bomrd of Directors. Cuellrrom evrluetion 'two yemrr rgo made 
flvo recommendatAans for the Bemrd of Directorr, none of whish 
have been implemented in rny affective wry, if mt rll. AOINDEG' 
Borrd comporition of Executive Direator= of member NQOa hmr been 
r wsok point throughout the PACT period, rnd At im unlik~ly thmt 
the miturntion will improve unlorr Borrd comporition is chmnged 
endlor the Executive Director workm much more foraefuDly wAth the 
Borrd. The lrtter amy he pomrible now thrt ASINDES ope~rtion.: 
hove been reorganized to froe the Exeautive Director to work more 
with the Bomrd mnd t o  deal with outride entities. 

ASINDES rt the prement time, following five years af  PACT 
msri~tmnce, im mt r aror~romd.: in it& development. It her 
converted itmelf from r rother smrll, primmrily political entity 
into on inportent rctor in tho aremm of NaO sector coordinmtion 
rnd project mmnmgement for dontar rgenaAec, while continuing to 
play l modemt political role. ASINDES needm to be commended for 
the level of muaacrrf it her crohieved in bringing N(30~ together,, 

" whiah' hmr been l difficult tmrk, for the Aevrl o$ drvolapment it 
hmrr rchieved, derpite itn probleme, and for amrving out on 
rignifiamnt niche in the dmvelopment life ob C3urtemrla. 

But rt the ormo tine, ASINDES does no; hrve rn srmured 
future in the mbove-mentioned rremm. Sector coordinmtian im very 
&ifficult to rehieve, mnd it would be very amsy to let it mllp 
nwry. Project nmnmgement hra only been prrtimlly mucaesrmiul, and 
tho premant lack of generoue new funding ir nrure for aoncern in 
thim mrem. 

There PI elma uemknomr evident in the Xnternml workings of 
ASINDES. At the aperrtionrl level, the frulty aornputer ayrtem 
grsutly hinders the development of the kind of crpecity which i s  
needed to rttsmct rnd amintoin aontinued interemt on the port of 
the member NGOe, government rgmncier, priwmte non-NO0 entities, 
rnd the iaternmtionrl donor Anrtftutfrbnr. SrlrrA*m, both in 
rtruature rnc! level, repremerat l r e r i o u ~  rnd precrrrioum =&turntion 
which oould mdverrely rffact the uontinuity ASINDES hrr mnjoyed 
in recent yerrs. 

If ir  ta the aredit of ASINDES opormtionr level thmt ot 
leest rome progress was mmde dn responding to Cuellar's 
recommsndotianr for the ExwcutAve Director. The Director now h o ~  
mn mssi~tent (Recommendmtion Y 1 )  in the form ef the head of the 
rdminir4rrtive department, mnd this chould help tho Execut ive  
Director incremee the vi~ibillty of ASINDES locmlly and 
internetionrlly mnd t o  m n m i ~ t  the Borrd of Directorr in strategic 
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plannAng. Alro, s teahnicml ,romimtrnae depmrtment wre 
conrtituted (Recommondrtion 421, where importrnt work with the 
mectorm ir being crrried out, and thir depmrtment ahould plry 
key role rm rogarde ASINDES primrry function in bringing the NQOm 
together. The Prodeat Selection Committee hrr mAvmyr been one of 
the better iderne of ASINDES end lo remdy to funation vhen needed 
(Reaornmendmtian Y6). 

The problemm lAa, ma6 w e  have mention.ud above, In molmry 
rtructure (Recommendation #3), computerizetion and computer 
trmining (Recommsadotion Y4), and internal ruditAng 
(R~commendotion U S ) ,  and in remlity, thip: latter relatee to a 

4 nearl,y aoaplete lrck of internal finmncial r n e l y s i ~  by ASINDES. 

PACT hmr provided an sxtronely irportrnt aontribution to 
ASINDES' development, in prrt through itm funding but even more 
through itr plraement of s reprementativr, rt ASINDES. The firrt 
repreaentrtive, Art SAmt, plryed e high profile role, whiah we8 
probably useful at the beginning a2 the projeat n m  ASINDES vms 
mtrug~ling to boost itm imrge mnd incrermi itm influenae. The 
~(~~0t.i of theme rupreeentmtivea, Jarge Almmean, hrr plryed r more 
low-key role but one which hor helped more in the internal 
dovelopeent of ASINDES during ths laft two ymrr. 

ASINDES mhnuld rurvf ve, r.xi it may flourish. Much depends 
on whether it atan acquire sufficient funding for both projectr 
mnd, more importrntly, to continue its inrtitutionol 
mtrengthenAng. As r e g e r d ~  thim latter, both the rmooth 
functioning of ASINDES mt the operrtionrl level rnd the aontinued 
rnd expmnded work with the reotorr are o i  arunirl importrnae for 
the continued herlth of ASINDES. 

1. Board of Directors: ASINDES mhould concider the pooeibility 
of reconrtituting the Board of Directors s o  thot it contains 
individurlrr outpido the NQO community. It might function better 
vith m w e n  mrrmberr, four from the NGOo mnd three from elmewhere, 
Analuding the private rector.  individual^ vith r dirtinguirhed 
trrck reaord An development much like the members of the Project 
Seleation Committee. Before doing ma, arre should be taken to 
clemrly rtrte thrt the new Bomrd will be expected to implement 
the Olmmon, Cwe2lrr, rnd the g r e m ~ n t  document'm reaommendmtionr 
rnd t o  involve itself in strrtegy development, plrnninqi, 
monPtoring (from r dimtenae), rnd fund rrioring. 

2. NO0 aurveyt ASXNDES should contrsct rn outride rgency to 
carry out nn in-depth survey of both m e m b ~ r ~  and non-memborr of 
ASINDES to detect whmt ~ t r m t e g i e s ~  orgrnizmtionel plmnr, 
upproocher, and pragramr rre needed by orrd appenl to NGOE In 
Oumtomrla in the 1990's. 
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3. Computer ~roblomor ASINDES ehould give top priority to 
eolvinq itm aomputer problemm. Wort probably ASINDES rhould 
contrmct r new firm to mmintrin itm mymtum and network mnd to 
provide necemcery trmining in datebmme manmgemont (techrdcal 
rari~ltmnae end trmining depmrlment), roaounting rnd fincnciml 
mbnogement (~dministrmtive depsrtment), and vord proceasing and 
dooument manaqement, am needed (el1 dmpmrtmentm). 

4 . Executive Director and hiah-level NO0 ~ureonnelr The 
Exeautiv~ Director needs to mpend more time in direct cantmct 
with top level rcrprementmtiver a$ the NO0 oommunity, both within 
rnd outside ASINDES. Within ASINDES, she ncredr to look into the 
nemdm'rnd peraeptionr af theav individurlr t c r  create mn improved 
olimrte of cooperrtion between the NQOs mnd ASINDES end mmong thm 
NOOa. O u t ~ i d e  ASINDES, ahr, needm to diraover the neede mnd 
peraeptionr of there indAvidurlm to better underrtrnd the role 
ASINDES cotumlly plryr and oould plmy in development in 
Gurtemmlc. In mddition, rho needa to inarerme her aontmot with 
donor mgenaies of rll typem. 

S. HemberrhA~ poliaAert ASINDES neodm to look crrefully rt itr 
membership polSciem. It mmy be thmt it should develop memherrhip 
cmteqorima to better orgrnize rnd rerve l growing membermhip. 
Porribilitiee include regional rub-orgmnizstian of ASINDES 
memberm, membermhip involving lemdermhip roles for the mtrongor 
NOOI, rnembermhip requiring ASINDES teahnicml mrsimtnnoe mnd 
trmining at regular intorvrlm before grrdumting t o  full rtetus, 
pm(~uive vm. m ~ t i v e  ml)rnbermhLp for NQOs wimhing t o  aontinue re 
momberm but whiah deeid* to Aimit their prrtiaipmtAos in the 
rectors, and ro on. 

6. AID rnd PACT8 Both PACT rnd AID, either together or 
repmrately, need to identify r meahrnirm for contsnued vork with 
ASXNDES. Zt if emmentiel for AID, in pmrtiaulmr, to maintain 
thim relationmhip Ln light of the. pomrible importrnce of ASINDES' 
moctor work for AID'r ovn programming. 

7. Fund-rriaingt ASINBES murt make mn effort t o  identify and 
develop new sourcer of finencing, beginning with the deSinition 
of rn rtrategy for thim purpoBe for rmiming fundc for NO0 project 
implenentrtion r@ well as to rrrure ruffioient rerauroee to 
mu~trin the opermtianrl expunmec of ASINDES mnd permmnent, mtrble 
technical a~rimtmneo rnd training ectivitier. 

8. Plnnnina, ovrlumtion, mnd control! lnrtitutionrl plmnning 
mhould be reoriented tovrrd integrmted plmnning which 
ryrtommti,cmlly incorparatmm post experi~ncer, avriloble 
resources, and the study of olternetiver nnd the obstacloc 
inherent in orch one. Evmlurtion and control rhould be olo~ely 
related to the plmnning procoee to review tho procemses and 
~PIQIO the remultm of P F O ~ Q C ~ E  cmrried out by the NGOr with a 
view toword proposing aorrectl vo rnemsurer. EveZuotion and 
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o o n t r o l  mhould r e p l a c e  t h e  a o m p l e t e  c o n f i d e n c e  now plmaed i n  
e x t s r n r l  m u d i t r ,  which hove n o t  f u n c t i o n e d  m a  w e L l  r r  e x p e a t e d  
mnd which a r e  elm0 aomtly.  

9. Okaermtionol msnumlmt The B o r r d  of D i r e c t o r s  mhould 
o f f i a A r 1 i z m  t h e  t h r e e  m a n u r l r  d e v e l o p e d  b y  PACT a n  orgmnizmtionml 
r e a t r u a t u r i n g ,  r y e t e r n i r i n g  mdministrmtivrr  procedurem, e n d  
mccounting,  v h i c b  w i l l  improve  o p o r r t i o n m  t h r o u g h o u t  t h e  
i n n t i t u t i o n .  
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ANNEX 1: PERSONS INTERVIEWED 

PACT 

Jorgcr nrri0 AlmmrLn, Remident Advisor, Qurternrlr 
Cecilir Cody, Reprementrtive, Wrmhington 

Rorr I6abel Portr E., Direct~m, Proyeato Superrcibn , nmrir, Aidm de Oonzllez, Exo .:utive Dxrector, FDH 
Cmrlom LiarrdA, Herlth/houn~ r,g Ccrsrdinrtor, SOJUGMA 
Miriam tbpe2 de Wontrlvo, T~al~*~~r~*'\abor Coordinmtor, SQJUCinA 
XSrirm Lbpea de del Cid, E*.%.;i.:q?.lyr~ Wa-eator, SOJUaXA 
Hilldebrando Cunea, EreautL\=a f " r, yi;w, MODE 
Jorge Smnmyor, Exeautive Y-e , *a :  #!, . r ,  Fe y Ahgrir 
Qornrliel Zrnbrrno, Exeout:i 8-: ;?rr"c. : t :syv, ABC 
Hernhn Ourn, Exeau ti ve Dbroul j,:, ! 7,;:IDACEN 
R u b h  HejAr, Admini~trrtiva~ 6 3 rl,l,,\.-: ICOSAC 

Board of Director t AS1 N-Q!f,S_ 

Alvrra Wuniz 8. (FUNDACED1 ) , ? . - Y &  dent 
Wauricio aonzdlelr (FUNlt)A:tlICi?05), Treasurer 
Hildebrrndo Cumee t HODU) , nesher 
ASINDES omarrtionrl merisonnel 

Crirtidn Xundurte,. ExeautAve Director 
Roberto Avilr, Coordinator, Adminirtrrtive Department 
Roberto Almengor, Coosdinrtor, Projeoto Deprrtment 
Ligil Orrntem, Coordinrtor, Tech. Amrirtrnae & Trrining 
Deprrtment 
Hrrlene Bethrncourt, Secretary, Project Cepmrtrnent 
Elida Crrreto, Secretmry, Administrative Deprrtment 
Helen de Gonr~lez, Secretary, Executive Director 
Mldm Tomorno, Amsiatrnt, Tech. Aa~irtrnce t Trrining Deprrtment 
Cmrlor Horrler, Aaaountmnt, Adminirtrrtive Depmrtment 
Coronr Xomaor~o, Jrni tor 
Pmblo Florem, Chruffeur-Hesaonger 

Project Selection Committee for ASINDES 

Frrnaem Amturiar, Admini~tx-ator, h1.S. Perce Corps 

Conmultrnt for ASINDES 

Anibol Smndovel 
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ANNEX 2t ACRONYMS AND ORGANIZATXONS WENTlONED I N  THIS DOCUMENT 

Coneortiurnfa 

PACT International conmortium 
ASINDES Qumtemmlan oonrortium 
CONCADE Contrml American canmortium 
COXNDE Quetornrlmn conmortium 
COWG Qumtemalrn aonrortium 

ABC 
ACAD 
Al' -3 
ACJ 
ALBERQUE 
ARIDEN 
BEHRHORST 
CCF 
DEFAXCO 
FDW 
FE Y ALEaRIA 
FUNDACEDI 
FUNDACEN 
FUNDAWICROS 
HODE 
' ,:A 
SSAC 
'VOS HORIZONTES 
3YECTO SUPERACION 

. 3 H  
SOJUGMA 
VISION HUNDI AL 


