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EXECUTIVE SUMMARY

GSAID/Gu-tomnll, through Private Agencies Collaborating
Together - PACT, has provided Asaciscion de Entidades de
Demarrollo y de Servicia No Gubernamentales de Guatemala -~
ASINDES a total of 82.43 wmillion over five and a half years in an
initial Specific Support Grant plus twvo smendments to strengthen
this Guatemalan NGO (=PVQ) umbrells crganization, to provide
technical amsistance and training through ASINDES ta Guatemalan

NGO=x, and to fund NGO projects vith ASINDES wanagement.
4

-~

Two midterm evaluatiaons focused on the poar definition af
the role aof ASINDES Board of Directors and the lack of planning
and mtrategy develapment by this body, which continues to be a
prablem. ASINDES has not solved the prablem of financial

us nabildit partly through a lack of efforts in the area of

" fund raising and partly because ASINDES’ accounting system is

oversimplified and financisl analysis slmost non-existent, and
again, the Board of Directors has not provided guidance or acted
systematically or vigarously in this area. Awmang ASINDES
personnel, continuity haz been achieved through retention of key
persaonnel and promotion in the organization, but pergonnel
continuity is threatened by lowv salaries and poor salary
structure.

Project selection has been good, due to the existence of sn
independent Project Selection Committee, but their efforts have
been hampered by lack of an overall viev of the project picture
and by lack of feedback on the success aof funded prajects.
Project monitoring has been carried aut, although not at a highly
technical level, and in the past, persconsl prejudices on the part
of a former Executive Director may have influenced wonitoring and
project audits. The success rate for projects has been adequate,
although there is room for improvement, and ASINDES hag adjusted
propasal guidelines to help assure a higher rate of =success in
productive projects.

NGO participation in ASINDES has been uneven. The sector
organization carried out by the department of technical
assistance and training, an inevitably slov and difficult
process, haz nonetheless progreassed, and some NGOs in some
sectors have benefitted frowm gector orqanizstion, and wmany are
sharing praoblemc and solutions vith each other for the first
time. Other NGOs seem to feel that they ove naothing to ASINDES
and that ASINDES has not provided them with anything of value.

The priority areas for ASINDES in the future ere the Board

of Directors, improved information on the NGO situation, solution
to its computer and salary problems, greater high-level contact
initiated by ASINDES with its membership, and a continued

relationship betveen ASINDES -and -both PACT -and-AlID. - —_—
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ASINDES: Final Evaluation 2
I. Intraduction
A. Buckground

A U.S, private voluntary organization, Private Agencies
Collaborating Together (PACT), solicited and received z Specific
Support Grant of %1,050,000 in 1986 to finance PACT in its
efforts ta improve the capacity of ASINDES, an axecciation of
non-government organizations (NGQm) operating in Guastemalas. The
ma jar campononti of the Grant vere technical and fXinancial
ansisteance from PACT ta ASINDES to improve ASINDES’ wmanagement
and teohnical capabilities; technical assistance for tlhe
Guatemalen NGOz from ASINDES, with PACT asaistance; and grants to
Guatemalan NGOs to ocarry aout their own mctivities.

The autputs of the pragram vere to be (i) the selection and
funding of 30 NGO projects, (2) the selection and funding of 20
"mini-granta® to the NGOs for diverse purposes, and (3) five
varkshops in apecial eventas each year ta proavide training to 100
employees of appraximately 30 NGOs. Funding was made available
thraough June 30, 1988, '

USAID/Guatemala amended the Specific Support Grant to PACT
in 1988 ta further strengthen ASINDES’ ability to support local
and international NGOs vorking in Guatemsla. This extension
added #1.25 million, which made for a total grant amount of $2.3
million, vhich wvam to be used by PACT and ASINDES to continue a
program of promoting socioeconowmic development activities in
Guatemals through non-government organizations (NGOs) for two
more jyears. PACT was to provide additional assmistance to
consolidate ASINDES’ progress, complete the systems and
procedures it had started, and help bring ASINDES to self-
sufficiency in the areasz of institutiocnsl, project, and sub-grant
management to design and carry out an effective technical
assistance and training program to strengthen the NGO community
in Guatemala.

USAID/Guatemala further smended the Grant to PACT in June aof
1990, adding #143,000 to the Grant and extending the project
completion date to December 31, 195S1i. This additional assistance
vas intended for the completion of the followving tasks: (1) the
design and implementation af a sectoral programming approach; (2)
the development of a capacity to adwminimter loans to Guatemalan
NGOs; (3) the creation of a financial and non~financial reviev
system for conducting periodic sudits; and (4) the implementation
aof s strategy that vould lead to ASINDES’ financial
sustainability.

Two micdterm evaluations of the program have been carriad

out. The firat of these vas cerried out in late 1987 under John =~

Oleson. Oleson’s demcription of the program at that time
presents & picture of ASINDES taking the initiasl steps tovard
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development inta an institution capable aof reprementing the KGO
community. ASINDES‘’ potential role vas gtill uncleasr to many
NGO=, no fund-raisming strategy had been developed, and
clarificntiaon regarding ASINDES’ priorities was needed. The
projects azpect had begun, but an effective monitoring and
evaluation system wvas lacking. Training ~vents had been carried
out, but the quality and lasting value of the events had bren
questioned. Fimcal and adminigtrative procedures wmanuals had
been prepared but not used, due largely %o personnel turnover and
lov staff morale. The evaluation reccoumended thet the Grant be
extended to allov ASINDES to make further progress towvard
accomplishing it goals.

The second evaluation vas carried ocut in early 1990 by a
small team headed by Alfredo Cuellesr. The evaluation stated that
ASINDES vas then well on itas vay tovard it major goals, including
ASINDES’ development of a praoject administration system and fund
management capacity to finance member projects, the developwment
of a technical assistance and training program to strengthen the
administrative and project implementation capacity of the
Guatemalan NGO cammunity, and the strengthening of the management
and administrative capability within ASINDES.

A series of problems remained to be resolved, hovever. The
relationship hetveen the Executive Directar and the Board of
Directors, a=s vell as the respective duties of each, vas
considered to have improved, although it will be clear that real
problems remain in this area. Staff marale and competence had
improved as well, although staff efficiency vas hindered by dack
of adequate computexrized data praocessing systems. The projects
department had come to function relatively wvell, while the
technical assistance and training department had not progressed
satisfactorily tovard its goals in sectoral planning, primarily
for lack of adequate personnel. Finsally, the Cuellar evaluation
pointed out ASINDES’ fundamental problem of financial
survivability. It haw attempted to diversify itse sources of
funding and pinned great hopes on the World Bank’s Social
Investment Funds which, as ve will smsee, vere not reslized.

B. PACT

Privete Agencies Collaborating Together (PACT) is an
international consortium of nongovernmental voluntary
associations working in develcoping countries. Founded in 1974,
PACT currently consismts of 25 wmember organizstions, three of
vhich themselves have membherships reprezenting 100 additional

- PVQOs=. A= a conmartium, PACT'’s support for umbrella programs grewvw

out of a series of major studies spaonmored by PACT, consultationa
vith member organizations and PACT’= own experience-in-financing
and wanaging 300 PVQO grantms, totaling aver #30, 000, 000, between
1971 esnd 1988.
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The new dialaogue on consortiam-building began in 1984 wvhen
PACT mponsored a meries of regional consultatiaons on consmortia an
other PVO support aorgsnizatiaonm. A PACT-spansared cocnsultation
among the leaders of umbrells organizstionse vas follaved by
dislaogue with U.S8. PVOs, the Agency for International Development
(AID), and various United Nationa agencies. On the whole, these
exercimes affirmed the pivotal role of umbrella organizations in
helping their constituent PVOs chart nev directions. Since early
1985, PACT has been providing long~-term management assistance to
AID Mismionm in - ‘Guatemala and Comta Rica on PVO umbrells
programse. In March 1986, PACT submitted a proposal for an
Operational Pragram Grant (QPG) to USAID/Guatemala. As already
noted, that proposal becamse the basis for Specific Suppart Grant
of 91,050,000 to PACT vhich was subsequently amended and
increased to $2, 300,000 and then to 82, 443, 000. The purpose of
the amended OPG im to finance PACT’s efforts to improve the
capacity of ASINDES to support NGOs operating in Guatemala. This
anended OPG i= the smubject of this evaluation, wvhich is the final
project evaluatian.

c. ASINDES

The Amociacién de
Gubernamentales de GCuatemala (ASINDES) is an amsociation of NGOes
varking in Guatemala. It vas founded in 1979 with 1i membera.
One of the primary motives for its creation vas to strengthen the
vaice of the NGO= in their relstions wvith the Government of
Guatemala (GCT), and especially in their demand for protection
from harassment, intimidation, and physical vioclence, to wvhich
many aof their staff and cooperating individuals vere subject at
the time. The purposmezs aof ASINDES vere, and continue to be, the
falloving: to encaourage membership smalidarity for mutual defense
and representational purposes; to foster coordination among
members as vell as with other interested organizations; to make
better known the work of its membars; to improve the capasbilities
of NGO=: and to prepare and negotiate development projects with
Guatemalan and external financing agencies. Since 1986, ASINDES
has been receiving assiactance from AID through PACT, as described
above.

ASINDES iz a membership association of intermediary NGOs,
wvith @ permanent, paid professional staff whose function isg to
sxsist its members, i.e., intermediary NGO=s wvhich in turn provide
financial and technical assistance to community organizations
(arganizaciones de base, or bese groups). Intermediary NGOz are
thuas different from "base groups" much ax cooperativesx, local
ecaonomic development organizstions, producers associations, etc.,
vhose objective iz to obtain resocurces for the benefit of their
own memberships. In contrast to intermedisry NGOs, base Jroups
are the final beneficiaries. Presently, ASINDES 1is an
association comprised entirely of intermediary NGOs and it serves
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principally, although nat exclusively, its members. There is=,
howvever, an angoing debate within the organization as to whether
base NGBO& should become members of ASINDES.

ASINDES’ current membership consigts of 47 intermediary
NGOs., After membership increased to 28 organizations, its
subsequently declined ta 23; but in the last tvo years, its
membership has increased by over 350X to 47 intermediary
organizstions. There are alsoc about 30 applications faormally
requesting admission to ASINDES thet are pending action.
Furthermore, ASINDES al=o includes both national and
international NGO=.

There are sevoral requirements that organizations must weet
to become memberzs of ASINDES: they must bhe nongoavernmental and
have legal standing (personeris juridica) in accordance with
Guatemalan laws; they must conduct activities involving social
development in Guatemala; and they must be nonprofit, apolitical,
and nonsectarian.

Each active member is required to pay & modest financial
quota which entitles the arganizetion’s representatives to attend
and vote at wmeetings of the General Assembly, to elect persons
vho hold management pasitions in ASINDES, to receive services
from ASINDES, and to present development projects for =mupport
from ASINDES. Membhership in ASINDES can be suspended or canceled
by the Baoard of Directors scting vith the approval of the General
Azsembly.

The General Assembly i the final authority governing
ASINDES. Each member aof ASINDES has one vate in the General
Assembly. Its function is to smet overall policy, guidelines and
procedures for the operation of the organizatian. The Genernl
Assembly meets normally three timesm a year and, in extrsordinary
seasion, at the requemt of the Board of Directors or 20% of the
memhership. During ordinery sessions, the General Ascembly
elects the Board of Directors, approves the annual report and the
annual budget submiited by the Board of Directors, and takes up
any ismue of a non-extraoidinary nature put before it. During
extraordinary sessions, the General Assembly approves changes in
the by-lave and internal regulations governing ASINDES and
authorizes the use of any property or other right of ASINDES.

The Board of Directors consists of five members chosen by
the General Assembly from the membership of ASINDES for e period
of tvo years. The present Board vas elected in April of 1991.
The five members decide among themselves vhe will occupy the
folloving positions: President, Vice President, Secretary,
Treasurer, and member (vocel).

Officially, the Board of Directors meets once a wmonth. The
Board’s rosponsibilities include admission of nev members to
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ASINDES; namination, selection and remova)l (as necessary), and
monitaoring of the Executive Director of ASINDES; calling sessions
of the General Asmsembly; providing oversight of by-lave and
regulatione Qf the organizetion; preparing of Board and institu-~
tional vork plans snd budgetas for ASINDES; obteining economic
rezources for the organizetion; and taking responsibility for
special mssignments ax wmay be neceszary. The President and the
Trepsurer also have gome financiel/accounting respongibilities
invalving the zmigning of checks for the organizution.

&

The Board is responsible for naming the Executive Director
of ASINDES vha, 4in turn, is responsible for carrying aut the
decisions and policies of the Board. Hie principal
responsibilities are to decide jointly vith the President of the
Board on actiaonc to be taken; carry cut the technical and
adninistrative mctions agresed to by the Beard; develop and
propoze him owvn and the ztaff’ work plans; prepare documentation
for actions to be considered by the General Assembly and the
Board concerning technical and administrative wmatters of ASINDES;
and melect, appoint, and remove the tarchnical and administrative
persann®l of ASINDES with the appraval of the Board. The
Executive Director alsmo participates in the meetings of the Board
and the General Assembly but does not have the right to vote.

D. Evaluetion methodology

Pradezarrolle S.A., a Guatemalan firm, wvas contracted by
ASINDES-PACT to carry out the final evealuation. Prodesarrollo in
turn formed an evaluation team consisting of a senior evaluator
(Stephen Stevart) to oversee all phames of the evaluation and to
vrite the final report; an institutional evaluator to evaluate
the institutional, financial, and administrative aspects of the
project; two reasearch amsistants to conduct and tape field
intervievae; and tvo other consultants for specific tasks in the
areas of supervision and planning, respectively.

The evaluation war carried out bhetwveen Janvary 13 and _
February 7, 1992. Documentary analysis centered on the previous
nidterm evaluations bhy Jahn Olesan and Alfredo Cuellar, pasmt and
presant manualm at ASINDES, PACT-funded project documentation and
externasl evaluastionsz, and other relevant documentation available
at ASINDES. All ASINDES personnel vere intervieved, wmany of them
several times by different members of the team. Three membeéers of
the ASINDEE Board of Directors vere also interviewved.

To gauge the perception of ASINDES from the point of viewv of
the NGO=, eight different NGOs wvere selected and their executive
personn®l wvere intervieved. Four of thesme eight NGOs had had

projects using PACT funding, so that interviewvs provided e

informetion on the projects areas of ASINDES as vell e&s on its
role s NGO representative.
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II. Institutional strengthening of ASINDES
A. Philosophical principles in relation to objectives

The basic principle of ASINDES is that NGOno working in
development benefit from wvorking tagether. When the arganization
vag founded, vorking together meant self-defense in 8 context in
wvhich the government, and specifically the armed forces, looked
upan any and all organization efforts in conflictive areac as
subversive, and the army carried out under cover attacks of NGOg
in thesme areas as part of its campaign. A protest by an NGO
under attack simply invited a stepped up campaign of violence, so
the NSOs decided to Jjain together in the belief that it would be
harder to attack a unified group.

Thankfully, that time has passed, althaough the NGOs are
mtill able to state their posmition more forcefully through the
ASINDES forum on any issue than they would be able to do
meparately. ASINDES nov vorks to support its membership and all
NGO=, but it nowv does smo through programs to improve their
capabilities, to foster coordinatiaon and knowvledge of each others
programs and wmethods among the members, and by preparing and
negotiating development projects wvith Guatemalan and external
financing agencies.

There im a high degree of agreement in this regard, from the

members aof NGOx wvhich vere intervieved to the smtaff of ASINDES to

the Board of Directors, and this agreement is perceived by
disinterested ocbhservers at present. It should be noted that some
menmbers vould have liked ASINDES to teke a firmer or wmore radical
stand on particular ismsues, but ASINDES has opted to play a lowv-
key, moderating role in times of crisis. Five former members of
ASINDES left the organization precisely because they vanted
ASINDES to take a. more radical approach ta this sort of role.

B. Effectiveness of strategies and methodologies

While the basic philasophy and principles of ASINDES are
sound, the institution has been characterized by a genersl lack
of mtrategies. Instead, ASINDES has limited itzelf to dealing
with the immediate problems and activities of the insmtitution.
The lack of m strategic approach has not been due to a
misunderstancing of the development and functioning of strategies
in general, and there have heen discussions and meetings over the
years which have pointed out the need to develop strategies for
ASINDES.,

The responsibility for the lack of strategies without doubt
lies with the Board af Dircctors and, to a lesser extent, with
the NGO membaership itself. The development of strategies should
ideally be a joint effort betveen the Executive Director and the
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Board, with the Board providing the inmpetus for the effort. The
Director brings to this task the viewvpoint aof ASINDES ms an
ingtitution in relation to itx vork wvith the NGO=, while the
Board brings the vievpoint of the NGOs themselves.

There are a number of reasons vhy strategy development has
been deficient. The activity of the Board of Directorsm has becn
characterized over the last five years (the PACT years) ss either
meddling too much in the every day operations of ASINDES or as
apathetic roand&ng the development of ASINDES. It ham= perhaps
not been eamy for the Board to identify s productive role during
this period, mince ASINDES has been in a transition phase, but
ASINDES needs its Board of Directors to play a different sort of
role. )

The different personalities of the Board of Directors have
been caume in part by rotation among the Board through elections,
but even more, they are due to the Executive Director picked by
the Board. In the early ysars of the PACT pragram, the Board
involved itself greatly in ASINDES’ operations, apparently in
part because it felt that ASINDES activities vere too important
to leave to the Executive Director, and perhaps as a result of
this, few Executive Directors lacted very long. Betveen 1989 and
1994, the Board swvung awvay from high involvement, largely due to
having named as Executive Directar an individual vho had merved
on the Board of Directors representing one of the NGO=m. This
individual left under a cloud, and there is talk of both
favoritism inadequate administrative policies. The Board at
present meem& to have swung back to doing many things itself
wvhich it should leave to the Executive Director.

It i= difficult to decide vhat should be done to get the
Board teo fulfill its role in relation to the development of
strategies for the institution. The NGOs themmelves wmight be
able to pressure the Board, but this development does not appear
as a priority to them. A mtrong and articulate Executive
Director might be able to do it, but wvhile the present Executive
Director is articulate, =she may lack the forceiful personanlity to
generate action on the part of the Board.

The one area of strategy which sppears dynamic and at least
somevhat successful is that involving the grouping of the NGOs,
or rather NGO activitiesx, intao sectors: agriculture, health,
education, and microenterprise. This strstegy has brought about
a nev level of communication smong the NGO= and even hetveen
these and non-NGO public and private sector ontities. The mector
strategy wvill be treated in more detail in the section on
technical assistance and training.

The vorst effect on ASINDES of the lack of strategic
planning has been in the area of the financial stability of the
institution, a prablem which vas pointed out in the Cuellar
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evaluation and vhich has not nutably 1mprovéd. ASINDES im no
closer to diversifying its donor portfclio and to freeing itselt
fraom it over-dependence on AID and the Government of Guatemalas
than it vas at the time of the Cuellar evaluation.

In all fairnems to ASINDES, hovever, it i= not all ASINDES’
fault. The Cuellar evaluastion, in looking at ASINDES’ efforts to
diversify funding, caoncentrated almost exclusively on the promise
af the World Bank Saocial Investment Fund (Fondo de Inversién
Social - FIS) and on ite organizing commimsion, the COFIS.
Cuellar, writing 4in January of 1990, expected the fund to become
fully operatiocnal by May of that same year, a= did wmany others in
Guatemala. ASINDES was to administer that peart of FIS (Q. S5
millions) which dealt with NGOs, receiving a 10X overhead for
this service, and ASINDES also had the possibility of receiving
additional funds under the FIS.

Unfortunately, as is well-known in Guatemala, the
desirability of becoming involved in a program wvith so much money
made FIS a political faotball. The outgoing government attempted
to peize control of FIS as a fal) back posmition to its dim re-
election prospects, wvhile the opposition vas just ax determined
that this would not happen. As a result, FIS became a dead ismsue
by the end of 1990 and has only recently begun to mhov signs of
life. '

Current examples of ASINDES’ role in defenme af the NGO=
involve lobbying the present government in key areas involving
programs important to the NGOs. One example has to do with the
policy of the government to modify certain development projects,
such as SIMME (wmicraenterprise) and Crédito Popular (credits), in
such a wvay that they cease to be workable for the NGO=. Another
example har to do with the government’s proposal regarding the
FlIS, vhich the government would like to rename the Emergency and
Social Seolidarity Fund (Fondo de Emergencia y Solidaridad
Social - FESS) and to focus its use on returning refugee
prablems. .

It sriould be ASINDES’ role to defend the continuance of
pragrans such as SIMME and Crédito Populasr which have been
praoductive for NGOs, lobbying the executive and legismslative
branches to thisxs end. As regards FIS or FESS, it is unlikely
that the World Bank will accept the government’s proposal, but
ASINDES should continue to pleay a high prafile role in attempting
to sasure thst a generocus portion of these funds be reserved for
the NGOs and that ASINDES be granted @ key role in their
administration. Two positive examples of action by ASINDES in
the public asrens have been ite initistive in forming the National
Health Coordinating Committee (Coordinadore Nacional de Salud),
made up of NGO=, international entities, the private sector,
elenments of the Ministry of Public Health, and other groups, as
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well as itse participation in the Forest Action Plan for Guatemals
(Plan de Accién Forestal para Guatemala - PAFG).

c. Member NGO qualifications, stability and participation

b Requirements and membership

ASINDES requires that its members fulfill the following
criteria for membership in the organization:

- they must have a legal status (persmoneris juridica);
- they must have a Board of Directors;
- they mumst present their gosls and the types of pragrams

. they maintain to reach those goals;

- they must present a record of their financial acocounts;
- they mumt be backed by another member of ASINDES; and
- they must receive a field vieit,

The question of membership in ASINDES has produced a certain
amount of discusmion, much of it related to the question of what
types of organizations should be included in ASINDES. For
examnple, there is a graoup of primarily conservation-oriented NGOs
which have mought membership in ASINDES, and some have questioned
vhether ASINDES should open its ranks to NGOs with this
orientation or wvhether it shauld be limited to a primarily human
development perspective.

It can af course be argued that conservation is fundamental
to sacial or socioeconomic development, and in fact ASINDES-PACT
has funded at least one agroforestry project with a combined
mociceconomic and ocolagical-conservationist focui. But it ims
almo true that a conservationist NGO might have a very different
constituency than the typical development NGO. A conservationist
NGO might, for example, represent groups favaring land and nature
presexrvation with no interest in resolving the human problems
involved, and there is thus concern that the conservationist
group might be uninterested in supporting the usmual ASINDES and
development NGO platform.

Another question regarding the membership has to do with the
ease or difficulty in acquiring membership. For =mome, the
praocess is a very wveak one vhich wvould allowv eazy entry to
questionable organizations without a clear understanding of how
their activitiesm fit into the goals and philosophy of ASINDES.
Others see in the large number of members and applications proof
that ASINDES ie consolidating its gains and groving in prestige



e —

pre=y

ASINDES: Final Evaluatioan 11

in the natianal arena. Still others maintain that it im unwvise
to try to generate grovth in the number of wmembers, since the
technical, training, administretive, and other rexcurces af
ASINDES are mo limited. The number of opinians the topic
generates among NGOs indicatex that it should be taken up by the
Board of Directors and the General Asmsembly of ASINDES.

With the exception of a few membexr NGOs that left the
organization for ideclagical reasons, ASINDES membership has been
quite stable, but this stability needs tc be looked at in
relation to the participation of members in ASINDES. For the
most part, the affiliated NGOs have limited their participation
to the purely formal aspects of membership, such ax participation
in the Genersl Aszsemblies. Participation has also involved dues
payment. There has been a scale of dues from Q.10 per month for
the cmallest and poorest “G0s up to Q.100 per manth for the most
vell off. Several of the NGOz have had to be reminded af their
ohligation, in spite of the small amount, wvhich has recently been
daubled ta @.20 and Q.200 per month respectively for the least
and most able to pay.

The only member participation beyand the formal activities
concerns the existence of an Evaluation Committee made of the
members to evaluate ASINDES’ activities. In addition, there is
almo the participation of membhers in the sector meetingas.

2. Participation

Thim section diacusses the opinions of the NGOx ax regards
ASINDES’ regulasr and special ulnohblio-, the participation of the
NGOs in these assemblies, and their feelings of representation
and identification with ASINDES in the national and international
arena. Each year ASINDES has three regular meetings of the
General Assembly, plus special meetings vhen necessary. In these
meetings, members are® informed about the vork ASINDES is carrying
out end the progress made, as vell as about financing available
for projects, and member NGOs of perticular mectors are azked to
present project prafiles.

The majority aof the NGOs questioned smaid that they did not
participate in these wmeetings, either through lack af time or
lack of interest, although in certain organizations it wvas clesr
that their non-participation vas due to their lack of interest.
For the FDM, wmembership in ASINDES iz like "membership in e club
vhere one has to pay dues,® and in apite of having received
invitations, this ampect of ASINDES does not interest them. The
Proyecto Superaciién wvax alsmo indifferent to this type of meeting,
and they said they vere definitely not interested, perhaps due to
the distance from the capital. ABC does not participate
regularly, but in their case, their lack of attendance is more
from lack of time, ax well as from the ohservation that the
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meetings tend to be extremely lonq. Al)l of the other eight
inmtitutions contacted attend regularly.

As regards ASINDES as their representative in an umbrella
organization, ASINDES wasm viewved asx veak in this role. The
inmtitutiona vhich vere most positive in this =mense, vho do feel
represented by ASINDES and especially in relation to the
government, vht feel =trong ties to ASINDES and vho support its
role, are precin,ly the NGOx who have beren members longest, among
them the founders of ASINDES.

The NGOs intervieved have s generally positive opinion of
the Board of Directars, and in the case of Fe y Alegria feel that
there is a sense aof continuity in the vork of the Board, partly
due to the continuance of members from previous Boards. FUNDACER
feelzs that it played an iwmportant role in the past with ASINDES,
‘especially at the beginning, but they have opted to distance
thenselves a little so that nev NGO= will participste and provide
reneved dynamiam.

Cumes, ths Executive Director of HODE, oabzerved that
ASINDEE’ representation in the national and international
political arenas vas a little veak and needed to be strengthened.
ASINDES is not axs well known as it should be at certain levels,
in the gavernment, in the private sector, and amaong donoar
agencies.

D. ASINDES' role asx related to other develapment organizations

As has been mentionced, ASINDESE wvas founded in 1979 in great
part to defend and represment its wmembers in a time of
institutional persecution, and im spite of the lessened need ta
group together in self-defense, ASINDES is mtill considered to
some extent as an institution to represent and defend the
interests of its members and of NGOz in general.

Accordiing to some, howvever, ASINDES has been less than
successful in this role. In particular, ASINDES ha=m not been
vigorous in ite defense of the NGO=s in relation to the
government, which maintains a posture that the NGO= are still
individual and independent, and that the NGO=s can and should
expresas themxelves asm such. Thiz attitude of the government ias
understandable, since the government will encounter less
resistance to its policies and programs Iraom the NGOs
individually than it vould if the NGOs vere to stresx ASINDES as
their representative. :

For ite part, ASINDES wust step with care in representing
the NGOs=, aince it feels the need to respect the ideological
differences vhich characterize the NGOs. In any case, ASINDES
enjoy=s a certain amount of clout if only because it ix the most
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impartant umbrella organization of its type in the country.

Othsr organizations are the Council of Development Inmtitutions
(Consejo de Instituciones de Desarrollo - COINDE) and the
Community of Mayan Organizations aof Guatemala (Comunidad de
Organizaciones Maysm de Guatemala - COMB). CQINDE differs Lrom
ASINDES in that it ism clomely allied with European groups and
donors, although at least one NGQ, IDESAC, belongs both to COINDE
and ASINDES. COMG is an umbrella organization for KGOs wvhome
membership is made up vholly or partially by ethnic Mayansg, wvho
represent half of the population of Guatemala.

Ags regarde ASINDES in & regional sense, ASINDES has
participated in the development of a regional entity of umbrella
organizations like ASINDES in other countries in Central America:
CONCADE. Guatemala is the home base of this organization, and
ASINDES holds the vice presidency of CONCADE at present. The
PACT representetive for ASINDES, Jorge Mario Almasan, considers
that a strong ASINDES is crucial) for the continued development of
CONCADE, given Guatemala’sz general position of leadership in
Central America. '

E. Interinstitutional coordination

In addition to PACT, ASINDES has had programs, projects,
agreements, or understandings with such institutions as the
Inter-American Foundatiaon, the Canadian Embassy, the VWorld
Resource Institute, the Food and Agriculture Organizatiaon (FAQ)
of the United Nations, the University of Rhode Island, the
European division of the World Bank, the Guatemalan umbrella
arganization for cooperatives - CONFECOOP, and the Ministries of
Finsnce and of Development of the Guatemalan government. While
most of theme relationships have been modest in =mcope, they da
indicate @ certain level of interinstitutional coordination over
the years. '

ASINDES’ interinstitutional relationshipsa, howvever, have not
come in response to strategies developed for this purpose by
ASINDES but rather have simply occurred by happenstance. If
ASINDES were to poszess strategiex for interinstitutional
relstionships, these relatiaonships might take on a more dynamic
character with ASINDES and the other institutions working
together to develop responses to the NGO development work. Am it
is, ASINDES plays a wmore passive role, responding to development
packages designed with its input by these other agencies and
institutions.

An ASINDES interinstituticnal strategy would have the effect

~af generating both more ASINDES-managed project support for its

NGO members as wvell as institution-strengthening funds for - e
ASINDES itmelf tao strengthen it in its mector activities. It is
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crucial, therefore, that ASINDES develop strategies to increase
itm interinstitutional relmstionships.

Same NGUs with long assaciation with ASINDES have stated
that inter~NGO coardination vas strounger at the beginning when
there were just 11 NGOx affiliated with ASINDES, and that this
coordination has decreased with increased membership. Fe y
Alegria, in particular, feels that ASINDES’ bureaucratic
efficiency has not kept up vwith the addition of ney member NGO=,
and they compl.fnod that this lack of efficiency has meant that
there has been needless duplication in the work of aome NGOs.
Naonetheless, somec institutions intervieved claim to have achieved
a degree of inter-NGO coordination through ASINDES, amang them Fe
y Alegria, FUNDACEN, IDESAC, and ABC. The other NGOs among the
eight contacted do nat feel that they have achieved any such
caordination.
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IXI. Adminimtration and finances

A, Board of Directors caompositiaon and participation

The Board of Directors (Junta Directiva) is composed of five
persans vho represent theix resmpective NGOs in the General
Assembly and who are elected by that body for a period of two
years. NMembers of the Board can be re-elected, mand it im in fact
understood that ‘at least one and perhaps twvo of the previous
Board’s members should be re-elected to provide continuity.

»

Chart 1: ASINDES Boards of Directors for the 1987-1989, 1889-
1991, and 199)i-present periocds ({R] indicates repeat
member of Board).

Period Individual Office NGO represented

1987-98 Rolando Tarres President CCF
Annette de Fortin Vice President World Vision
Exrick Chical Treasurer Behrhorst
Carlos Carrasco Secretary ACAD
Juan Pedro Perdomo Member ACJ

1989-91 Rolando Torres Premident [R) CCF

. Alvaro Mufiiz B. * Vice President FUNDACEDI

Manuel Samayoa Treasurer ICA
Adolfo Acosta Secretary REDH
Hildebrando Cumes Member HODE

1991-93 Alvaro Mufiiz B. President [R) FUNDACEDI
Alfred Kaltmchmitt Vice President ACB
Mauricio Gonzalez Treasurer FUNDAMICROS
Edvin Pérexz Secretary ARIDEN
Hildebrando Cumes Member [R) HODE

Chart i1 presents the Boards aof Directors from 1987 to the
present, vhich is the approximete period of the PACT assixztance.
Az mentioned above, wmembers may be re-elected, and much vas the
case regarding Rolando Torres of CCF, re-elected for the 1589-
1991 period, and regarding Alvaro Mufiiz of FUNDACEDI and
Hildzbr-ndo Cumes af HODE, both re-elected for the 1991-1993
pexriod.

Many of the NGOm represented by these individuals received
fundse from PACT via ASINDES. Specifically, World Vision,
Behrhaorst, and ACJ received funds wvhile their representatives
served on the Board of Directors during the 1987-1989 periad.
While it might be possible to infer a certain level of favaritism
involving project selection, this i=m not the case, as ASINDES
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B. Key administrative personnel

The key administrative personnel in ASINDES are the
Executive Nirectar and the heads of the administrative, prajects,
and technical assisztance and training departments. These four
individuals all have university degrees, but not graduate
degrees, and are comparatively young: average age is 33. Twvo of
the four individuals are relative nevcamers. David Almengor
arrived in Qctaber of 1991 to head the projects department, and
Ruberto Avila in' the same month to take over the nev
adminigstrative department.

The other two individuals, plus a third who recently left
the institutian, highlight a plus in ASINDES personnel in recent
years: continuity. By 1989, one praject analyst, had been
vorking for several years in ASINDES, and in 1989, another
project analyst wvas hired, Ligia Orantes. In 19689, after wvorking
for a period as project snalyst, Gonzélez vas named head of the
projects department replacing the previous head, Robertc de Leén.
In 1990, Gonzélez wvas named to replace Munduate in the technical
amsistance and training department, and she vas replaced as head
of the projects deparitment by Orantes. When Gonzhalez left
ASINDES in late 1991, Orantes took her place as head of the
technical assistance and training department. Orantes has thus
three yearx of sxperience in ASINDES in bath the projects and the
technical assimtance departments, a plus for ASINDES’
institutional memory and continuity. In the short term, =she will
an invalvable resource for the nev head of the projects
department.

Cristian Munduate began in 1988 ax soordinator of an
infrastructure project under the direction of the projects
department, and ves named head of the technical amasistance and
training dopnétnent in 1988. In 1990, Munduate vas named acting
Executive Director replacing Erick Chicol, vhich meant that
ASINDES had a Director vho had detailed vorking knowledge of one
of the operational departments within ASINDES. She wvas then, of
course, named Executive Director in 1991, the post she continues
to hold.

cC. Organization and communication within ASINDES

QSINDES is not a large or wvealthy orgenization, a:d it has
been characterized by shifts in activity vhich have required
flexibility in the carrying out of necessary activities.
Operational personnel have thus vorked in activities and in areas
outside the normal ones: project personnel have wvorked in
training, training personnel in projects, and both have worked
occasionally in specisl projects. The organizational scheme
eximts, but it is not rigid, and in the context of ASINDES, this
is & plus.
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Communication within the operational end of ASINDES has not
generally been a prablem. The individuals involved have
generally been able to communicate vell bhetveen the Executive
Director and the department heads, ax= well as betwveen thece and
the secretarial level personnel. The praoblems have arizen vhen
members of the Board of Directors have not channeled their
requests or communications thrcougr the Executive Director but
rather made them directly to department heads or others. In such
cases, the latter have become unsure of the lines of authority
and have queati&hed wvho, really, is the boss, the Executive
Director or the members of the Board of Directors. This has been
further caomplicated in the pest by conflicting requests or
directives from different members aof the Board of Directors.

ASINDES has been reorganized recently vith a viev towvard
relieving the Executive Directar af involvement in the day to day
responmsibilities of aperation. A nev administrative department
vag created to deal with administrative matters, and the head of
this department ham not anly been placed on a par vwith the other
tvao departments, but the director is nowv the highest paid
individual belav the Executive Director.

This restructuring is a pomitive move and mhould eventually
produce an arganizaticn vhich functions more smoothly than
ASINDES has functioned in the past. It is too early, hovever, to
be able to see the results of this restructuring. The most
important result of this change should be the freeing up of the
Executive Director to vark more closely with the Board of
Directors in guiding ASINDES in the important areas of strategic
planning, mentioned above.

D. Personnel management

Personnel management has suffered somevhat from the
recurrent problem of persaonnel leaving the institution, but
comparatively speaking for an institution of this type, the
decertion of individuals hsm not been great, at least not in the
last three years. The fact that Orantex and Munduate have been
vith the organization since 1989 speaks vell for the technical
and executive level personnel, and twvo of the six secretaries
have also been with ASINDES since 1989. N

The relative permanence of personnel in ASINDES has occurred
despite relatively low malaries and the lack of paid overtiwe.
The average mecretary’s pay of Q.600/month (US#$120) is on a par
vith secretaries in offices vho have less responsibilities. The
Executive Director’s salary of Q.4000/month (US$800) ir clearly
belowv the level aof competent professzional executives elsevhero.
Both secretaries and technical-executive personnel have vorked
extra hourg with no additional compensation. It =hould be noted,
hovever, that this situation will last as long as personnel are
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cantent with their work in other areas. In times of orisis, the
lov salaries and unpailid overtime will provoke them to leave.

A meriouas problem involving perscnnel snd salaries has to do
vith the department level personnel, and it highlights the lack
of cleasr personnel palicies. ASINDES has hired new personnel and
established the saleries for nevcomers in accaordance with its
neecs and with a generally rising level of malaries in Guatemala.
If man individual is needed and inmists on a particular salary,
ASINDES gives in and asllows this individual the high salary, in
spite of the fmct that other personnel on the same level have not
been given mimilar salary increases to maintain them at the same
level.

The¢ three departwent heads at present are a casme in point.
The apparent desperation of ASINDES ta get a good administrator
far the administrative department lead them to hire Roberto Avila
at Q,3000 (US$#600), and he may well be wvorth it. Hovever, at the
csame time, Roberta Alwmengor vas hired as head of the projects
department at Q.1800/manth (US$360). Meanvhile, ligis Orantes,
vhose experience (and laoyalty) are invaluable to the institution,
vas given the job of head of the technical assistance and
training department at Q.2000 (US$400). While this newv post and
salary represented an increase aof Q.300/month (USe60), it wvas
£till below the level of her predecessor, Alma Irene Gonzélez,
vho had received Q. 2500/waonth (US$500).

If all three are heads of departments and all are
professionals, they should receive similar salaries. If there
are differences in salary, they should be the result of longevity
vithin the institution. It appears as 1f ASINDES has operated
without much concern for the discontent this situation might
cause among the tvo department heads vho receive one-third less
than the head of the administrative department, including one wvho
hasg worked in ASINDES for over three years.

ASINDES needs to remedy these problems, beginning by putting
into practice the manuals prepared by the PACT representative,
Jorge Almasan. It need= to set salary standards for each level
within the inatitution and keep to these standards. £ they need
to be raised for one individual, they should be raised for all.
ASINDES needz to set szome smort of overtime policy for its
secretarial staff and/or pay its technical-executive staff
sufficient to cover avertinme. It mslmo needs to met an evaluation
and promotion policy and make sure that it i= clearly understood
by ASINDES personnel.

E. Computer training

The question af staff training centers on one problem:
computers. The computer praoblem has existed for some time. A
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lacql.softvnro company installed a& Novell netwvark system vhich
included a =eries af passvords. At mome time during the last
year, saomething happened to the network, and a result, perhaps
75% af the programe in the network do not function. For example,
ASINDES has both Wordster and Ward Perfect, but only Wordstar
functions. The samé iz true of mccounting and database saftwvare.

The softvare support company has either not been called, or
has been called bhut has failed ta respand, but in any case,
ASINDES haz a smdphisticated met aof hardvare and roftvare

functioning at the level of a simple PC. It is recommended that

a nev support company be contrascted, preferably oné vhich comes
recammended by AID. In Guatemsla, Datapro is probably the bhest
such company.

Once the netvork im up and running again, training should
begin for all personnel. Secretarial personnel mhould be limited
to using vord processors and not alloved sccess to databame or
accounting softvare. Their training is not unimportant, however,
and should include such elementz as sub-directory organization
and hov to determine what sorts of computer "gcrap paper" and
rough drafts should be kept, hov lang, and in wvhat form. ASINDES
mhould also take care not to use the hard disk to simply archive
ite documentse and correspondence but to compress information and
place it on floppies for later retrieval.

Accounting softvare should be accessed anly by the
administrative department and the Executive Director. The
personnel in this department need to learn hov to use the
softvare to maintain accounts for separate projects, programs,
and funding msources, since this type of cperation is crucial for
maintaining gooad relationships with donor agencies as vell as
with ASINDES’ member NGOs. Accounting and financial aspects will
be treated in the next section, but there will he considerable
training required to make the system functional.

The project= and technical assistance and training
departments should be the primary users of dastabase softvare,
although they will of course also use word Processors. Database
analysis is crucial for both departments to produce the kinds of
reports that will be required of them on both projects and the
sectors. Almengor is an assmet, in that he is familiar with @
variety of computer programs; Orantes wvill require trnining in
the use of the databasge.

ASINDES xhould take care not to underesztimate the importance
aof computers in its operations. There neede to be a mense of
urgency about =melving the computer problem before it becomes even
more difficult to resclve.
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F. Accounting and financial system

The accounting system at use presently at ASINDES is what
one might call "traditional," for two reasons. First, it
provides for anly income and expenses and thus a balance
statement, and second, it is carried out mostly by hand with only
modest assiztance fraom the computer netwark. Vieved ax a
traditional mccounting system, the accounting is adequate and
very nearly up to date, and the boaks are in arder, this degpite
the fact that the previous accountant maintained the balance but
neglected to make entries in the books. The present accountant,
vho had vorked previocusly for ASINDES, has managed to bring the
bocks up tao date.

What does not exist is any mort of advanced accounting
system vhich wvould be of use to the projects department, the
Executive Director,  or the Board of Directors. All income is
recorded, but there is no wvay to determine how funds from a
particular source are performing, which makes ASINDES vulnerable
to criticism from the funding agencies. In addition, there is no
system to provide budget management and follow-up, which means
thet the budget is a lifeless document. It is impassible to
follow individual line items fraom the budget and aszess them
during the course of the year.

For example, there might be a line item for transportation,
but there is nn way during the year to know vhether these funds
have bheen or are heing spent in accord with the budget. One can
compare actual expenses at th? end of the year but not manage the
expenses in the course aof the year. In mpite of these praoblewms,
audits of ASINDES have not turned up seriocus problems.

G. Financial sustainability

Financial susteinability is a merious problem for ASINDES
and vill continue until the organization develops and implements
a viable financiml sustainability strategy. The PACT program had
s pomitive effect on ASINDES by converting it into a much more
dynamic institution than it wvas in the past, particularly in the
area of project financing. This institutional strengthening has
alloved ASINDES to initiate on its own valuable sctivities, such
as the sector organization of NGOs. But the very existence PACT
almo had the unintended effect of lulling ASINDES into a feeling
that it vould alwvays enjoy a certain miniwum level of financing
wvithout actively pursuing it. The end of PACT =hould have the
effect of making ASINDES wake up to the reality that it stands on
very shaky financial ground.

Non-PACT funds have arrived-at ASINDES more through chance
than as the rersult of m systematic fund-raising plan. Its member

'NGOs pay only a fraction of the monthly operating expenses of
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ASINDES, and having Just raised monthly dues by 100% (from
betveen Q.10 (US$2) to Q.100 (US820) per manth to Q.20 (USe4) to
Q. 200 (US$40) per month), ASINDES will not enjoy the prospect of
attempting to collect more funds fraom its members. It had hoped
for the assurance of long-term funding through the FIS, but these
funds are still) in doubt.

Even AID funding, which many NGOz would like to avoid, has
ended with the campletion of PACT. A= regards the rejection of
AID funding, it ‘i warth mentioning in passing that the reason
faor avoiding AID funding hax to do wvith the sources of other
funding by the NGOs. Although theée authors of the present
document are unavare of their identity, some of these smources
disagree strongly with United States foreign policy, including
foreign aid administered by AID, and they have inmisted in
distancing themselves from the U.S8. by not participating in
praojects wvith AID fLinancing. It im uncertain vhether recent
events in Central America and elsevhere vill cause these NGO
palicies to change, although it wvould seem loagical for the NGOs=s
to ressmess their policies in light of theseé events.

Both FPACT and ASINDES have moved to initiate contacts and
relationships which can be reinforced through an adequate fund-
raising strategy. ASINDES hasg produced valuable promotional
materials, such as a video, its yearly report, and information
bulletins. ASINDES needs t0 continue with an aggressive campaign
to maintain itself financially without giving up the gasins it has
made in the five years of PACT. One of the first things ASINDES
should do is communicate to its member NGOs= that ASINDES exists
to promote their interests, but it cannot do aso wvithout their
support. Dueg should be raised again, in part to caver a larger
percentage of operating costs but almo to create more interest on
the part of the NGCs in the importance of ASINDES to them.

ASINDES needs to pravide some services, such as vorking with
the sectoars, without cast, but it should investigate the
possibility of praviding other types of services to individuasl
NGO= for e madest fee. Many NGOs need smpecisl, individualized
technical assistance, and they should turn to ASINDES for this
assistance. ASINDES needsx to operate az= a consulting agency,
identifying the types of mervices wmost likely to be needed by the
NGO=, identifying outside consultants who can provide these
services, caommunicating the availability of the services to the
NGO=, supervising the cervices of the consultants as they are
carried out, and finally charging the NGO= for thes=e mervices.

In thiz vay, ASINDES continues to growv in importance as a
resaurce for the NGOs while at the same time receiving some
income for the institution. Examples of this type of service
might be marketing of products produced by the NGO= sand
accounting, e=specislly since many NGUOs have expressed concern in
this area.
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One bright =mpot for ASINDES and its possibilitiesms for
financial musteinability has heen work wvith the sectors. The
spadevork has required considerable time, and the PACT fundm were
necessary, but the prospects are gond that the organized mectors
vill eattract funding for sector-vide projects from the donor
agencies, and ASINDEES will be positioned for project
administration and the conmequent overhead for regular
operations. '

/
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IV. ASINDES'’ project administratiaon and financing

Beginning wvith the PACT asmistance and also involving other
mources of finencing, ASINDES haz had a prajecta department ta
channel funding to NGO= seeking financiasl assistance for
projects. This department has been charged vith setting proposal
guidelines for the NGO=x, receiving praposals from the NGOs,
revieving the praposals for cantent, recammending praoposals for
funding, and manitoring funded projects.

The vorkload of the projects department has been determined
in great part by ASINDES’ relationship vith donor organizations.
At those times vhen there have been availauble funds in the
pipeline, the department’s vorkload has included all of ths above
activitiex along with all of the sub~activities related to thenm.
At other times, such as the present moment, wvhen ASINDES is
swaiting the disburmement of funds for projects, the department’s
ectivities are limited.

ASINDES is premently wvaiting for Q.5 million (#1 million) 4in
PL480 fundx to become available from the Guatemalan Government'’s
Minimtry of Finance. Projects to be financed with these funds
have already been received from the appraopriate NGO=, the
proposalx have been revieved, and recommendatiancs have heen made.
Manitoring will only begin wvhen the projects themselves begin.

At present, therefiore, the projects department activities are
light.

A regardm institutional) continuity, the projects department .
is currently headed by David Alwmengor, wvho has just three months
experience on the job and with ASINDES. He i= experienced in
praoject management, hovever, and his knovledge of computers and
computer programs should make him an asmcset to ASINDES in the
future. An additional plus ig that the previous head of this
department, Ligia Orantes, continues to vork in ASINDES as head
of the technical sssmistance and training department.

A. Project policies and strategies
1. Funding policies

The policiesx and strategies followved by ASINDES as regards
itme projects depend largely on the donor agencies. These
agenciers normally decide vhich sectors they wvish to provide
financing for, the types of community groups they envision
receiving the assistance, reporting and disbursement
requirements, and ather elements. ASINDES has for the most part
played the role aof communicating the donor agency requirements to
the NGOs, including the preparation of proposal ocutlines to be
folloved by the NGOx in readying their proposals. To a great
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degree, ASINDES’ role has been pasitive, and ASINDES should
continue as necessary to aoperate in this manner in the future.

In fact, ASINDES has begun to take steps to play a more
active role in this process through itms organization of NGOs by
sectar (health, agriculture, education, microenterprise) and its
participatian in sectoral discussicons regarding their future role
and mtrategy. While this ASINDES asctivity will be discussed in
more detail in the chapter on technical assistence and training,
it 4= wvorth notihq that this activity should eventually generate
sector atrategies regarding projects and perhaps even sectoral
and long-term inter-~-mectoral projects to be offered to donor
agencies for funding. In mddition, thraugh its sectaral strategy
ASINDES hax begun to develap alternative mtructures and schemes
as regards the relationship among donors, ASINDES, NGOs, and base
groups.

This is a positive dovelopment, since it should lead to a
dimlogue betveen ASINDES and the NGOs it represents on the one
hand and the donor agencies on the other. Such & dimlogue would
be of enormoux assistance to these agencies in planning
assiztance programs, since the NGOs have an excellent and
impartial (or at least, non-partisman) view of the base level
reality.

2. Project melection policies

The project selection mechanism at ASINDES includes an ad
honorem Project Selection Committee, composed of meven
experienced and dismtinguished individuals from the development
community with no direct ties to either ASINDES or the NGOms who
are selected by the Board of Directors of ASINDES to serve for a
period of tve years. Az regards this period of service, the
Coammittee ham experienced a naturasl turnover, but there are
members wvho have served continucusly for more trhan twvo years.
The makeup of the Committee wvas generally eclectic, including
individuals with experience in the fields of economics,
egriculture, vomen in development, education, and so on.

. The member of the Committee smerve becauce of their interest
in the vork of ASINDES and of the NGOx represented there. The
Committee makes decimions by majority vote of those present (a
quorum of four is required). It vas vested with final authority
to approve proposed projects of up to 200,000 guetzeles. (At the
time of the writing of the present evaluation, the exchange rate
vas U.S. $1.00 = S5.00 guetzales).

The Committee functioned in the following way: the ASINDES
project analysts wvould present the Committee with a number of
projects vhich the analysts had studied, revised, and improved,
and vhich they felt vere ready for spproval. The Conmittee would
meet and distribute the projects among the Committee members
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(sbout six peocple), usually assigning agricultural prcjects to
the Committee agricultural specialist, vomen’s projects to the
vomen in development sgpecialist, and so on. The Committee
members vould study the projects, repart on vhat further
informetion they required, and send the projects back to the
ASINDES analysts. Once a particular praject vas acceptable to
the Committee member, he or she vould present the project ta the
Cammittee as a whole vith hix or her recommendations, and the
project would then be either approved ar rejected by the
Cammittee. #

While by most accounts the Committee functioned admirably,
its work vas hindered by a couple of factors. First, the
Committee wasx not pravided with an overviev of ASINDES overall
strategy regarding projects. It did not knowv hov many projects
ASINDEE had in its partfaliao of s particular type, for example,
and could therefare not select the ’best’ praject ar projects in
a given mector. By vay of illustration, there might be $10, 000
avallable for women’m prajecta, but the Committee wam not
infarmed of this. The projects department might have four
vamen'’s projects in various stages of development but present
Jjust tvo of these at » given moment to the Committee. It might
turn out that the other three projects vould eventually turn out
t0 be superior to these firmt tvo, but these twe might be
recommended for funding simply because they vere the only
projects the Caommittee vas avare of. As a result, tvo ordinary
projects would be funded while two superior projects wvere not.

Another problem involved the lack of feedback regsrding
approved prajects to the Committee. The Committee might approve
a project for funding to produce, smay, rag dolls, but the
Committee never knev vhether or not the project vas suzcesaful.
Thus when a nev project to produce rag dolls vas presented, the
Committee lacked the necessary feedback to improve its function.
An example mentioned by one Committee member involved m project
in Quetzaltenango to train young people ag carpenters and bakers.
It vas eventually learned that the bakery part of the project had
functioned vell, but that there vas actually an overasbundance of
carpenters in the area, so the carpentry training component did
not wvork. It i= this sort of infarmation that the Committee
should have to function well.

There is alsmo the question of just hov projects should be
selected in a non-technical sense. For example, an examination
of the projects funded thraough PACT shovs that several NGOs
received funding for more than ane project, while other NGOs
received none. If there are limited funds, shouldn’t ASINDES
have mome vay of assuring that these funds are made available to
®ll members in some equitable way? Perhapsm praojects could be
rotated among the members.
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Almo, the Committee had no list of priorities to sssist it
in project seiection. For example, ASINDES might state that
projects invalving women, revolving funds, and agriculture wére
tap priaority in project selection. The Committee could then
select from amang the technically sound projects those wvhich
included one or more of the priority items. These priorities
should be smet by the Board of Directars or by the Asmociation in
conjunction with the Board of Directors.

B. Project impact

Project impact iz evaluated in this document baxed an tvo
mOources. The current evaluation team vimited four of the NGOs
vhich had received funds through PACT with the intention of
learning ahout these projects from NGO persconnel. In addition,
the evaluation team had access to external, project-final
evaluations carried out by ASINDES of these same four projects
(by Abel Girén, Leonel Cabrera, and Esat Samayoa), plus the
majority of the other PACT-funded projects.

1. Resulte of visits to four NGOs
a. ABC: Agricultural financing project

This project, implemented by the Christian Benefit
Assaciastion (Ascociscién de Ben oce istiana - ABC),
originally contemplated » revalving fund for vegetable gardening,
plus institutional strengthening, with financing destined for
agricultural credits for small farmers in three communities:
Santa Rasmita, Jocotillec and Villa Canales. The proposed project
vas to cover about 800 beneficiaries, according to the Executive
Director, Mr. Zambranoa. ‘

ABC began providing credits to farmers, including those vith
no clear title to their land. Shortly theresiter, howvever, the
ASINDES Executive Director, Erick Chicol, insisted that the
credits be reserved only for those farmers with land titles as @
guarantee on the loans. According to Zambrano, although many
farmera vere desirous of doing mo, the legal transfer of titles
caused problems for many farmers, especiaslly those wvhose claim to
the lands came through inheritance. The problem of land titlexs
had not been anticipated, and there vere thus no funds available
in the project to asmsist beneficiaries in resolving their
problems. Numerous farmers vho lacked funds to legalize their
holdings decided to not participate in the program.

Another problem mentioned by Zambranc vasx that the amount of
funds originamlly assigned and approved by ASINDES was not the
qQuantity received by ABC, and that ASINDES s£till oves them
Q. 24, 000. Z2ambrano shoved the evaluation team a ietter sent to
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ASINDES asking ASINDES about the funds still owed ABC, and he
stated that ABC never received m reply to this letter.

At the beginning, the project received caonsiderahle
asxictance from ASINDES from the agranomist Roberto de Leén, wvho
regularly monitored the project in the field, but vhen de Leén
left ASINDES, this monitoring ceased. De Ledén’s successor, Alma
Irene Gonzbdlez, wvax competent but vas not a field technician and
never carried out field evaluations. As regards these
evaluations, after de Leén left ABC wvas never informed about
project evaluations nor abaout any errors or deficiencies the
projest or ABC umight have.

Zsmbrano admitted that the project did not have the impact
ABC had anticipated, as the heneficiarieas became indebted and
vere unable to pay aoff the loans. ABC mtil)l haopes that some, at
least, wvill eventually pay them. One positive result of the
project vas that many farmers on their owvn managed to achieve
clear land titles to their plots.

According to Zambrano, this praoject suffered from smerious
probleme betveen ASINDES and ABC having little ta do directly
vith the project itself. For example, Chicol ordered constant
and extremely detailed mudits of ABC which, in Zambranc’s vorde,
vere hostile and oriented tovard discovering that ABC had wmimsused
funds. Zambrano claims that on one accasion an ASINDES auditor,
vho by chance vas a Ifriend of Zambrano, told hiwm that he had been
ardered by Chicol tao causme ABC problems by finding evidence of
the misuse of funds. . :

It shauld be naoted that, as is mentioned helovw, that the
external evaluation which Abel Girén was supposed to have carriod
out, vas in fact not done, and Girén limited his comments to
including the project in his table of contents and to mentioning
in the executive summary that funds had been misused and some
even returned, wvhich Zambrano denies.

b. IDESAC: Training center infrastructure and community leader
training

This project was carried out over a iwo-yenr period
beginning in 1987. The infrastructure construction at the
training center at San Rafael Las Hortencias included a biogeas
facility, pigpens, fish ponds, and a chicken coop. ' All these
installations are in use at present in promoter and community
leader training.

The training praogram itself wasx directed tovard community
leaders from different parts af the country with the objective of
atimulating community-generated develapment. The training vas
quite successful, according to the individual esponsible, since



————

ASINDES: Final Evaluation 29

IDEREAC ham heen able to confirm that the trainees have themsmelves
been successiul in their community development wvork.

c. FDM: Financing for vamen-run small enterprises

Three separate grants vere subdivided into 20 miniprojects
implemented by the FDM, principally in Guatemala City, Zacapa,
and Sololh. A lack of coaperation on the part af the FDM made it
extremely difficult for the evaluation team to Jjudge the
sociocecanomic impact of these projectz among the beneficiary
populestion. A letter vas sent requesting accesc to FDM’x awn
materials to evaluate to vhat extent the projects had been
successful, but FDM'’s responme wvas limited to e listing of the
amount of funds received fram PACT, plus the dates and places of
the miniprojects. '

d. Fe y Alegria: Infrastructure canstruction for education and
training

The two projects implemented by Fe y Alegria were education
and training centers, one in Guatemala City and the other in
Jocotén,. In Jocotén, the objective vas to teach male youths how

to maximize subsistence production on a small demonstration plot

using vegetables, fruit, snd basic grains. At the same time, it
was hoped that the plot would make the training center melf-
financing.

Fe y Alegria’s lack of experience in -qriculturo'hurt the
center as regards self-sufficiency, and they alse realized that
the training needed to be directed not just at the students but
also at their fathers, as vas mentioned in the external
evalustion. They now have financing from another source to
continue the project, and with their accumulated experience, the
project has improved. '

Another part of the project financing vas destined for the
purchase of mewing machines foxr the educational training center
in Jocotén to target development for the girls at the center.
This part of the project functioned vell, as the students do
dearn to sev and they prepare special projects for a year-end
exhibition. They have nov purchased tvo additional smewing
machines and an overlock machine.

As regards the training center in Guatemala City, the funds
vere for the purchase and outfitting of a beauty malon as an
snnex to the school to train young wvomen. The salon, wvhich had
been a commercial venture, immediately began to losme clients, and
it Just barely managed to survive until last year, when it closed
for good. . -
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2. ASINDES external evaluatians

Projectm funded through ASINDES-PACT wvere evaluated by
outside evaluators contracted locally. 0Of the three individuals
vho evaluated the projects for which information was available,
one vag adequate (Abel Girén), the secand was less than adequate
(Leonel Cabrera), and the third vas extremely poar (Esgal
Samayoa). The evaluations of the latter contained little
information about the projects and vere limited to 1-3 pages of
poorly written commentary. ASINDES should melect from among the
better evaluations produced by Girén and praovide potential
evaluators wvith a capy slong vith extensive terms of reference
for the evaluations, and ASINDES shauld refume to accept and pay
for paarly done evaluations.

The Prodesarralla evaluation team vas pravided with 13
external evaluationas af the 16 PACT-funded projectm. A reviev of
the evaluations leads to the canclusion that at least eight of
the proajects vere generally wsuccessful, These projects are
outlined in Chart 2. Twa 0Z the prajects involved international
NGOm: ICA and Vimiaon Mundiesl (World Vision). Five af the =mix
local NGOs are vell-knaown vwith ample experience in development in
Guatemals, and only Nuevos Horizontes i= a fairly unknown NGO
vith limited coverage. It ism likely that the extensive
experience in development af the NGOs involved in seven of the
eicht successful projects is one of the rassons why they vere
successful.

There are perhaps other reasons for these projects’ muccess.
Four projects invelved mainly ccnstruction, twvo of wvhich vould
eventually invalve training, one vax housing construction, and
one vam introduction af potable vater. Construction projects are
relatively easy to bring to a successful conclusion, and those
invelving potable water and housing can be said to be campletely
successiul., The two construction projects involving training may
bring about positive resulte as vell, but the training benefits
are yet to bhe seen.

Tvo projects involved wmainly production and vere directed st
civil var vidaows. Projects of this type are the wmost difficult,
since they involve the management of production by & group
(vomen) with little experience in management. The REDH project
golved this by closely monitoring the project, by subsidizing and
facilitating the =upply of rav materials, and by buying up the
finished products. The Behrhorst project correctly anticipated
the principal problem of lack of experience in sheep raising by
praoviding veterinary assisteance to make sure the sheep survived.

Five projectse (gee Chart 3) vere clearly unsuccessful, sll
of which involved production. Tvo of the projects vere
technically successful but failed from lack of either pre-project
market studies or product marketing technical assistance, or
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both. Ancother project, the Albergue, had arranged the marketing
of its bakery products at local bakeries in Quetzaltenanga, wvhich
is why it achieved a measure of muccess, &lthough for a limited
time only. The lesson learned fram the tvo technically
smuccessful projects is that technical succesxz is not enaugh,
egpecially in production projects. Such prajects must have an
adequate marketing component or risk failure in the final
analysis. :

Chart 2: EIGHT ‘SUCCESSFUL PROJECTS FUNDED THROUGH PACT

ICA ° Training. Training of caommunity Jleaders from
different parts of Guatemala at the ICA center in
Conacaxte. 3-week training may have been too lang.
Leaders visited successful projects in other
communities. Leaders had begun some projects in
ovn communities at time of evaluatian.

REDH Integral Praduction. Organization and subsidiesx for K’iche’
vomen, mostly civil wvar vidovs, in small
communities near Chichicastenango. PACT grant
covered 59% of costs. Income increased from Q.240
to Q.780/year.

IDESAC Infrastructure/training. Demonstration farm
infrastructure construction for community promoter
training, principally pigpen, fish tank, and
biogas facility construction.

Behrhorst Praduction. Sheep pravided to civil wvar widows.
Veterinary care provided, so animals have thrived.
Beneficiariec sell wool & lambe, increasing yearly
income by Q.135,

ACJ Agroforestry. Short-term benefits through
beneficiary employment, long-term benefits through
firevood production and smoil conservation.

Visién Nundial Infrastructure/potable water. PACT grant paid 31%

af cast.

Nucvosl

Horizontes Infrastructure/housing. PACT grant helped finish

' (roofing) housing begun by another institutiaon and
ta caonstruct others.

Fe y Alegrie Infrastructure/training. Two small projects.

Beasutician training facility added to middle
school in capitesl. Irrigation and potable water
tanks constructed for agricultural school in
Jocotan. Only moderately succesxsful.
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FIVE UNSUCCESSFUL PROJECTS FUNDED THROUGH PACT

Praductian. Project vas focused an small =alt
praducers. Salt production incoreased and salt vas
high quality. No previous market study had been
carried out, hovever, and in addition, the
development bank BANDESA had recently provided a
large number of loans to small producers, which
increased production in general with a cansequent
lovering of prices. The NGO vas unable ta provide
marketing assistance, and ss a result, the
beneficiariex could barely smurvive on theé praoject.
The NGO has no plans to try to recuperate vhat vas
to be¢ a revolving fund.

Praoduction, although ariginal project concoption
vas Integrated Development. Although community
organizetion, artisan and promoter training, and
latrine conmtruction wvere conaidered, the praject
focused on pashte production. While the project

‘wag technically successful and production was good

(althaough variable), the praducers had not
identified ®» mecure market and wvere thus unableée to
receive real economic benefits. The external
evaluation recommended that the project either
find such a market or change to some other crop.

Praduction. Actually 3 mini-projects of which the
evaluation looked at 2, 1 a veaving project wvhere
the bheneficiary sought financing for rav materisls
but vas talked into purchase of new machinery. As
she still lscks funds for rav materials, and since
the newv machines are idle, her problem remains
unrosclved. The second project involved raising
chickens. The project wvorked for 10 months, but
disease then killed off the chickens.

Training & production. Orphaned youths vere to be
trained ms bakers and carpenters, and production
vas to be smold. Carpentry never functioned, but
bread production brought in Q.2500-3000/month
vhile in operation, supposedly covering S0% of
aorphanage expenses. Youths vere not paid. In spite
of ASINDES grant and incowe from project, the
project vas shut down and all per=onnel either
left or were fired. Project vas under ASINDES
audit at time of the external evaluation.

Production. Rotating fund for family vegetable
gurdens. Evaluation summary says only that project
vas suspended and zome funds vere returned.
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Two prajectas appear to have suffered from poor organization.
The Albergue wvas t least a partial success technically, and it
had moalved the marieting prablen as well. It appears likely that
the NGO itsmelf im to blume for the project’s lack of success.
The Board aof Directirs abviously did not employ personnel that
vere efficient or hanarable, nor did the Board monitor and
supervise the project vith sufficient care and energy to prevent
the failure of vhat might have been a fairly successful project.
The lesson here for ASINDES is to carefully analyze the NGOs
vhich galicit project funds to ensure that organizational szupport
vill bhe sufficient to achieve some measure of BUCCesSR.

The two FDM mini-projects must be considersd separately. A=
regards the veaving project, the technical personnel at FDM
appear to be at fault for insisting that a beneficiary receive
machinery and not wvorking capital for rav materials. The
technical personnel at FDM appear not to have examined the
beneficiary’'m situation with enaough care to understand the
implicatiaons of sltering the beneficiary’s initial request. Am
regards the second mini-project, it must firsmt be understood that
the rete of failure of poultry projects is perhaps the highest of
all praduction proajects, and a flock of chickens, particularly
hybrid high production chickens, can be wviped out very quickly.
Such projects require not just intensive technical sssismtance bhut
the right saort of assistance in the form of a poultry expert.
This assistance raises the coast of such projects, but if such
assistance is not forthcaming, such projects should not be
Iunded.

Obvioualy, the projects department can and should learn from
thexse experiencex, both pasitive and negative, and their
experience can help them in their on-going relationship with
member NGOs and their projects. ASINDES at present has »
portfalio af 15 prajocts avaiting funding from the Department of
Externnl Financing and Fiduciary (Departamento de Finenciamiento
Externe y Fiduciario - DFEyF). Hopefully, these projects will
meet with greater success. ASINDES is well avare of the problems
in the previous three projects, and hes and will take steps to
assure that they are not repeated. For example, all agricultural
production projects must nav include a marketing study and plan,
=0 that the projects will) not fail, as the pashte project did,
from lack of wmarket analysis.

It iz hoped that David Almengor, the recently-named head of
the projects depasrtment, will prove adequate for the Jjob.
Unfortunately, after three monthe on the job he prezented already
funded projects to the final evaluation ax projects still to be
funded and apparently had confused the DFEyF projects with others
already funded. In addition, he stated that he wvas not carrying
out monitoring, vhen in fact he vas monitoring projecte currently
being carried out.
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c. Praject monitoring

It is hard to evaluate project monitoring by ASINDES at this
Juncture, mince the organization does nct have any projects tao
monitor at present, and the nev department head has thus done no
monitoring himself. What can be stated is that a reviev of files
of previous ASINDES projects reveals that monitoring is carried
out, project reports are filed, and 1f, a=m in the casxe of ABC
mentioned above, the project is not being carried out in the
fashion that it vas planned, the monitoring may result in the
project being suspended.

The monitoring is nat highly technical, hovever. ASINDES
simply does not have the resources to maintain, for example, a
staff agraonamizt ta technically monitar agricultural development
projects. Consultants have been cslled on in the past to help
wvith monitoring, and this modality wvill praobably be used in the
future. Manitoring is thus smomevhat superficial and limited to
vhether vhat the NGO says it will do is actually being carried
out in smome form. '
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V. ASINDES’ technical asmictanace and training

A. NGO perception of technical asmsistance and training: eight
individual cases

NGO opinions regarding ASINDES' technical assictance and
training vere diverse, ax might be expected, based on the eight
NGOs vigited. Among these NGOs the one thing that seemed to
characterize all of them was a high level of absenteeism in
ASINDES training events. The majority of institutions affirmed
that their limited number of personnel simply did not allow them
to mend individuala to these events, or they place higher
priority on internal tasks at the NGO to participation oauteide
the institutions. '

1. FUNDACEN (The Penny Foundation)

FUNDACEN believes that the technical assistance and training
events should bhe taken advantage aof principally by the younger
NGO& which really need them. FUNDACEN personnel have
participeted in a fev events invalving financial management,
although they believe that they already possess plenty of
experience in this regard through their wvork aver the years.
FUNDACEN alsoc expressed the opinion that many of the ASINDES
traeining events have a very speeific focus, wvhich they have not
found particularly useful in the context of their integral
approach. FUNDACEN wvas nanetheless in agreement with the ASINDES
strategy of carrying out training needs studies and vith the
system ASINDES vas using in order to determine whether a
particular event vas vorth mounting.

2. HODE

HODE has & high opinion regarding the technical assistance
and training program and the content of events carried out. They
believe the program should be on-going in viewv of the continual
appearance of newv NGOs in need of support and orientation in the
areas of administration, controls, project management,
evaluations, and =mo on. According to Hildebrando Cumes, the HODE
Executive Director and current member of the Board of Directors
of ASINDES, this program began a= member NGOx began to present
projects for PACT financing and their wveaknesses became apparent.
In =pite of this observation, no NGO expressly mentiocned that
they had received agsimtance or training in these areas.

HODE mends personnel to participate in training events when
the events coincide with situations of need wvithin HODE and where
they arée¢ seen ag useful. HODE believes that something should be
done to stimulate greater participation among the members in
these eveénte, and they observed that non-memhers appeared to
participate more actively than members.
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3. Fe y Alsgria

., Fe y Alegria ic one of those NGOs with the problem of a
emall number of institutional personnel, wvhich in wmany cases has
limited its participation in ASINDES training events in favor of
it aown internal praogramming. Nonetheless, permannel from Fe y
Alegria have attended some events, although less in the past year
due to their perception that the individuals selected to impart
training courses vere not sufficiently qualiried to praovide
productive training. In spite af ASINDES intentions of
contracting trainersm with relevant experience and prestige, Fe y
Alegris felt that the training vas too superficial or elementary
to be’' of much use. In mpite of Fe y Alegria’s decimion to limit
itw participation in training events, the NGO has maintained itwm
communication links with ASINDES and has received a positive
resporwe from the technical amsistance and training department
vhen at hasm required specific technical assistance.

As regards participation in the sector organizatiaon, Fe y
Alegris has in the past participated in sector meetings to
evaluate sector activities and to study posmsible sector
strategies. Hovever, in spite of the large number of NGO=
reprecsented in the mectors, few NGO representstives attend these
meetings, wvhich has caused Fe y Alegris to smimilarly limit its
participation. Personnel at Fe y Alegria assume that the blame
for the poorly attended mectar meetings lies in part with ASINDES
but alzo with the lack of commitment on the part of the NGOs
themselves.

4. IDESAC

IDESAC has not attended any training events at ASINDES for
at least two years, they attended only a fev events before that,
and they have not requested technical sssistance. Two reasons
are put forth for their lack of participestion. Firgt, IDESAC has
ite ovn training program, which fulfille its requirements in this
area, and smecond, the NGO cantinually receives invitations to
attend training events by other entities, both in Guatemala and
in other countries. They have attended training events in
accaounting organized by Tayasal, for example, vhich they
cansidered quite good. The training events at ASINDES have
simply not £fit in with IDESAC’s strategy and have not been vieved
as useful in their development context.

S. ABC

ABC hax participated little in ASINDES training events for
reagons already mentioned by other NGO=s. First, ABC’g personnel
hags little time to spare from the projects they manage to attend
training events, and second, they have not found the training
events they have attended to be of a gufficiently high level to
be usmeful but rather, as others have noted, are guperficial and
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elementary. ABC foels that ASINDES should state clearly on its
invitations to training events exactly what level of training or
wvhat level of personnel is involved, Eince these events in the
past have involved very heteragensous groips (technicians,
pramoters, profesxionals) where no one feels satisfied vith the
training results. ASINDES =mxhould revork and improve its
asmeasnént techniques of NGO training needs to recalve this
prablem.

6. S0JUGNA

This NGO, like many others, expressed that its personnel
have limited time available for attending external training
events, and it only began sending its personnel for training at
ASINDES during the past year in the health or children’s s=mector.
The impulse for beginning to participate vas an attempt to
coardinate an AIDS prevention program with other institutions,
but again, the internal needs of the organization has kept thenm
fraom maintaining full participation in this area.

SOJUGMA did express a very positive reaction to initiating
participation in the microenterprize sector, & nev ares aof action
for this NGO and one in wvhich they hope to launch programse in the
future. Though they have not yet begun these programs, they felt
that they gained valuable backgraund from their participation
vith other NGOs vith experience in this development field.

7. FDHM

This RGO and the folloving one presented responses which
vere almast identical. Neither has felt the leasct impact and
they referred to ASINDES training and te~hnical amsistance vwith
total indifference. FDM has fewv persannel availakle to send to
training events, and the fev events they asttended during the past
yesxr they felt presented nothing nev and vere inadequate as
tresining for the projects they are carrying out. FDM's view of
ASINDES is one of an institution vhich should provide sources of
financing to its NGO members, not as a treining or technical
assistance organization.

8. Proyecto Superacién

Proyecta Superacién is located in Sants Maris de Jesus, nine

. kilometers south of Antigua, which has meant that invitations to

treining events alvays arxrive too late to even be considered.

The NGO ix in any case uninterested in training for its pers=onnel
or in receiving technical assistance, and the fev times they
sought assistance at ASINDES, the ASINDES personnel vere
unhelpful.

A regards this NGO, it should b¢ noted that it is
affiliated with CCF, a large international NGO whase director,

K3
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Rolando Tarres, vas president of the Board of Directors af
ASINDES from 1987-1991. In fmct, Proyecto Superacidn is more
like a basme aorganization than an intermediary NGO, and itsx
membership ’n ASINDESE could be questianed on thesme grounds.

B. The smectar approach in the department of technical
assistance and training

ASINDES prime role should be am a leader of the NGO
cammunity, a guiding force that not only searches out funding
sources for the NGO= but wvhich, more importantly, helps the NGO
cammunity to better direct its efforts and ta do so through the
development aof joint action plans. Ta do thim, ASINDES hasms
identified four mectars into vhich momt of its members wvorkt
health, education, wmicroenterprise, and agricultural development.

" The ASINDES unit chiefly responsible for working with these four

sectars is the department of technical assistance and training.

The ASINDES strategy is tao invite its members to sector
meetings about every tvo veeks. Some NGOs will attend just one
sector meeting, such as the FDM, wvhich is involved almost
exclusively with the microenterprise sector. Others might be
invited to meveral smector meetings if they maintain activities
involving training, health, and agricultural development. Most
NGOs send =mecond level personnel more involved in the details of
mectcr activities to thesme meetings, not the top level
management.

The agendas for these meetings iz set by the NGO
themeselves, not by ASINDEE, as the latter attemptse to play the
role of facilitator, stimulating the !NTQsr of esch sector to
express their problems, articulate their needs, share their
successes, and suggest policies and strategies for themselves
individually and collectively. Through this process, they have
found that they share many of the same concerns. In the
microenterprise sector, for example, which lends =mall amounts of
money tc help small businesses grow, nearly all of the NGOs are
cancerned with the problem of late payment or non-payment on the
loans they issue. In the health sector, the NGOx in the =ector
have tried to priaoritize their abjectives, and in doing =0 they
have melected maternal and child health as their number one
priority.

Ag the mectoral vork progresses, two types of activities
hecome poassible. Firet, o= the sectora encounter and discuss
common problems, they are able to clecrly define the kinds of
techrnical acsistance and training eventse which they feel they cean
benefit from, including which NGOs should participete, what types
of personnel, the length of the event, and other details. This
information can then be used by ASINDES itself, or by the =mector
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Atmelf with help Lraom ASINDES, to maount the required training
esvents.

The secand type of activity involves projects directed at
the NGOs' cliient base. The discussions smong the NGO sector
memhers can help determine the kinds of projects the sector
should solicit from donor agencies, and the ASINDES forum can
then help translate their concerns to the appropriate agencies in
a much more persuasive manner than if +he NGOs vere to do so
individually.,

It must be stressed that vork with the sectors has been
necegmarily mlaw, and ASINDES has praogressed by increments towvard
the development of strong sectors with active NGO participetion.
This is to be expected, mince the NGOs have little previous
experience wvorking tagether in this wvay, they were formed with
their own private development agendas, and they are somevhat
jealous of their conatituencies, their methodalogiesm, and in
general their autonomy. ASINDES has had t0 vork patiently and
tirelessly to achieve the measure of success it has attained with
the sectars, and there is much £till to be accomplished with the
sectors befare they can be said to function dynamically.

The wvoark with the sectors is hindered by several factors.
First, the participating NGO= are diverse as regards their mize,
experience, and organization. International NGOz with wvorld-wide
coverage and solid independent funding (Christian Children's
Fund, Plan Internaticnal) share the sector with indigenous NGOs=s
wvith precarious funding working in Just one small area ol
Guatemala. Second, as wve have seen, many NGO= are understaffed,
and it isg often difficult for small NGOs to allov their personnel
to participate fully in the sector meetings, since it means that
they will fall behind in their primary tasks at the NGO.

In spite of these problems, ASINDES has progrexsed in ite
work with the sectors. Minutes of every meeting are sent to the
sector NGOz to keep them abreast of sector activities. WVhen
training evonts are planned by and for the sector, all NGO
members are informed and invited. ASINDES hapes that sector
activities will eventually become s0 important that sector NGOs
will conclude that they cannot afford to not participate,
regardless of the time required of their personnel.

c. Technical assistance and training &Qpnrtmont strategies

ASINDES in the PACT project has had to find a wvay to avaoid
being vieved »s simply one more source of funding for the NGOs.
The projects department and the funneling of funds to the NGOs is
not unimportant, in that it rovides a mechaniesm for the
international donor community to readily access the NGOs to
provide these funds as vell as & way to more economically manitor
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the uce of these funds. The sector aepproach is obhviocusly one way
for ASINDES to caonstruct an image among its affilietes that gaewx
beyand that of u mimple funding mechanism.

The problem is the identifying of strategies which wvill
respond tao the relatively lov level of participation by the NGOs
in the sectors. Clearly, the ASINDES staff must continue to
learn more sbhout itw membership, their needs, the type of
personnel they have, their view cf development in their awvn
sectors, and about their opinian of ASINDES'’ rcle. The
questionnaire approach has been used and should be continued, but
a more in-depth approach should be' cansidered which would pravide
ASINDES vith a meries of optione in organizing its strategies
regarding the NGOs.

ASINDES =mhould conmider employing ocutaide consultants to
carry out a complete survey of the NGOs. Such a survey vould
produce a series of vayx of clussifying the NGO= going beyond
their inclusion in the sectors. It wvould bhe impaortant teo include
the folloving questions in such a survey:!

- What are their principle funding smources, and hav does this
affect their relationship wvith ASINDES, their participation
in mectors, their need for training and technical
azsistance, and their approach to nev projecta?

- What are their relationships among themselves, formal and
informal? Are relationships such as CCF-Proyecta Superacién
comman among ASINDES membhers? Do ASINDES members have
extensive relsotionships with non-ASINDES NGOsa? What ims the
nature of these relationships? Hov do these relationships
aeffect their relationship vith ASINDES, their participation
in mectors, their need fnor training and technical
sssixtance, and their approach to nev projects?

- Hov do geographicsl factors affect NGOs and their
relationzships among themselves and with ASINDES? Should
regional) (Western, Central, Eastern, rural vs. urban, other)
approaches he attempted to help focus training, tschnical
assistance, and project needs and problems?

- Hov do NGOs view their role vis-a-vis as pocssible technical
assistance and training providers for other NGOs? 1If
funding could be fqund, wvould an IDESAC or a CCF be willing
to mount training events at the request of other sector NGOs
or to provide them vith technical ossistance? VWould less-
developed NGOg be willing to receive such traeaining and
axsistence from members af their own mector? Do they view
each other as better sources af information and training
than ASINDES?
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- Would one¢ or more of the more~developed NGOs be willing to
take Oon a formal leadership role within the sectora? How
wvould member NGOs react to such a relstionship?

These are jumt a fev of the ideas which cauld be expanded in
an in-depth survey aof the ASINDES-NGO community which might
result in a strategy to increase NGO participation in ASINDES 4in
general and in the smectors in particular.

[s
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v. Conclusions and recommendations
A, Conclusions

ASINDES at the present time, followving five ysars of PACT
asgistanceé, is at a crassroads in its development. It has
converted itmelf fyom a rather small, primarily politicel entity
into an important actor in the areas of NGO sector coordination
and project management for donor agencies, while continuing to
play a modest political role. ASINDES need= to be commended for
the lgvol of success it has achieved in bringing NGOs together,
which hsx been a difficult task, for the level of development it
hag achieved, despite its problems, and for carving out an
mignificant niche in the developwment life of Guatemala.

But at the same time, ASINDES does not have an assured
future in the above-mentioned areas. Sector coordinstion is very
difficult to achieve, end it vould be very easy to let it alip
avay. Project management has only been partially successful, and
the present lack aof generous nev funding is cause for concern in
this area.

There iz almo veakness evident in the internal workings of
ASINDES. At the operational level, the faulty computer system
greatly hinders the desvelopment of the kind of capacity wvhich i=m
needed to attract and maintain continued interest on the part of
the member NGOs, government agencies, private non-NGO entities,
and the interneational donor institutions. Sslaries, both in
structure and level, represent a seriocus and precarious situation
wvhich could mdversely affect the cantinuity ASINDES has enjoyed
in recent years.

More problematical within ASINDES is the situstion regurding
the Board of Directors. Cuellar’s evaluation tvo years ago made
five recommendations for the Board of Directors, none of which
have been implemented in any effective wvay, ii at all. ASINDES’
Board composition of Executive Directaors of wmember NGOs hasm heen
a weak point throughout the PACT period, snd it is unlikely that
the situation will improve unless Board compasition is changed
and/or the Executive Director works wmuch more forcefully with the
Board. The latter may bhe possible nov that ASINDES operations
have been reorganized ta free the Executive Director tao work more
with the Bosrd and to deal with cutside entities.

It iz to the credit of ASINDES opeéerations level that at
least some progress vas made 4in responding to Cuellar'’'s
recommendations for the Executive Director. The Director nov has
an assistant (Recommendation #1) in the form of the head of the
administrative department, and this should help the Executive
Director increase the visibility of ASINDES locally and
internstionally and to assist the Board of Directors in strategic

-
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planning. Also, a technical asmistance department vas
constituted (Recommendation #2), wheére important work with the
sectors is being carried out, and thia department should play e
key role as regarde ASINDES primary function in bringing the NGO«
together. The Project Selection Committee hasx alvays been one of
the better ldeas of ASINDES and is ready to function vhen needed
(Recommendatian #6).

The problemz lie, as we¢ have mentionyd above, in =malary
atructure (Recommendation #3), computeéerization and computer
training (Recommendation #4), and internal asuditing
(Recommendation #5), and in reality, this latter relates to a
nearly complete lack of internal financiesl analysis by ASINDES.

PACT has provided an extroemely important contribution to
ASINDES'’ develapmeént, in part through itec funding but even more
through its plecement of a representative at ASINDES., The first
representative, Art Sist, played » high proiile role, which vas
probably useful at the beginning of the project am ASINDES wvas
struggling to boost its image and increase its influence. The
secor.a of these reépresentatives, Jorge Almasan, has played a more
lovw-key role but one which has helped moare in the internal
development of ASINDES during th® last tvo years.

ASINDES sheould survive, axd it may flourish, Much depends
on vhether it can scquire sufficient funding for hoth projects
and, wmore importantly, to continue its institutional
strengthening. As regards this latter, both the mmaath
fLunctioning af ASINDES at the operational level and the continued
and expanded work with the sectors are of crucial importance for
the continued health of ASINDES.

B. Recommendations

1. Board of Directors: ASINDES should consider the possibility
of reconstituting the Board of Directors so0 that it contains
individuals autgide the NGO cammunity. It might function better
with seven members, four from the NGOs and three from elsmevhere,
including the private sector. individuals with a distinguished
track record in develapment much like the members of the Project
Selection Caommittee. Before doing sma, care should be taken to
clearly state that the nev Board will be expected to implement
the Oleson, Cuellsr, and the nresent document’s recommendations
and to involve itself in =strategy development, planning,
monitoring (from a distance), and fund raiging.

2. NGO _smurvey: ASINDES should contract an outside agency to
carry out an in-depth survey of both members and naon-membere of
ASINDES to detect what stretegies, organizational plans,
approaches, and pragrame are needed by and appeal to NGOe in
Guatemsla in the 1990°'s.
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3. Computer probhleme: ASINDES should give top priority to

golving itae computer problems. Most probably ASINDES should
contract a nevw firm to maintain its system and netwvork and to
provide necessary training in database management (technical
agsistance and training department), accounting and financial
management (administrative department), and wvord processing and
daocument management, as needed (all departnments).

4. Executive Director and high-level NGO personnel: The
Executive Director needs to spend more time in direct contact
with top level representatives of the NGO community, both within
and ocutside ASINDES. Within ASINDES, she needs to laok into the
needs’ and perceptions of these individuals to create an improved
climate of cooperation between the NGO=s and ASINDES end among the
NGOg. Outside ASINDES, she needs to discover the needs and
perceptionc of these individuals to better understand the raole
ASINDES mctually pleys= and could play in development in
Guatemales. In addition, she needs to incresse her contact with
donor agencies aof all types.

5. Membership policiest:t ASINDES needs to look carefully at itcs
membership policies. It may be that it should develop membership
categories to better organize and merve a groving membership.
Possibhilities include » regional sub-organization of ASINDES
members, membérship involving leadership roles for the stronger
NGOs, membership requiring ASINDES technical assismtance and
training at reguler intervals bhefore graduating to full status,
passive ve. active membership for NGO= wishing to continue as
members but which decide to limit their participstiaon in the
sectors, and so on.

6. AID and PACT: Both PACT and AID, either together or
mseparately, need to identify a mechanism for continued wvaork with
ASINDES. It i essential for AID, in particulsr, to maintain
this relstionship in light of the possible importeance of ASINDES’
sector vork for AID’s own programming. .

7. Fund-raising: ASINDES must make an effort to identify sand
develop new gaurces of financing, beginning with the definition
of a stretegy for this purpose for raising funde for NGO project
implementation as well as to assure sufficient resources to
sustain the operational exponses of ASINDES and permanent, s=stable
technical assistance and training activities.

8. Planning, evaluation, and control: Institutional planning
should be reoriented tovard integrated planning wvhich

systematically incorporates past experiences, available
resources, and the study of slternatives and the obstacles
inherent in eech one. Evaluation and control should be clocely
related to the planning process to reviev the processes and
acsess the results of projects carried out by the NGOs with a
viev toverd proposing corrective neasures. Evalvation and
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contral should replace the complete confidence nov placed in
external audits, which have nat functioned asm well as expected
and wvhich are also costly.

9, Operational manusls: The Basrd of Directors should
officialize the three manuals developed by PACT an organizational
restructuring, systemizing adminigtrative procedures, and
accounting, which will improve aoperatians throughout the
institution.
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ANNEX 11 PERSONS INTERVIEWED

PACT

Jorge Mario Alwasén, Resident Advisor, Guatemala
Cecilis Cody, Representative, Washington

ASINDES-affiliated NGOs

Rosa Ixabel Parta E., Director, Proyecto Superacién

Maria Aidm de Ganzélez, Exe:utive D.rector, FDM

Carlos Licardi, Health/hous: 3 Goordinator, SOJUGMA

Mirdam Lébpez de Montalvo, Treluing/\mbor Coordinator, SQIUGBMA
Miriam Lépez de del Cid. Exs-u‘ive Director, SO0JUGMA
Hildebrando Cumes, Executivz I'-,uiny, HODE

Jorge Samayoa, Executive S:-ciale, ., Fe y Alagrie
Gamaliel Zambrana, Executi .« Surcatar, ABC
Hernan Quan, Executive Direct s, Vi DACEN

Rubén Mejia, Administrative Iiscovoxr. IDESAC

Board of Director: ASINDYS
Alvara Mufiiz B. (FUNDACEDI), P-:z.4ddent
Mauricio Gonzhlez (FUNDAMICROS), Treasurer
Hildebrando Cumes (HODY), Member

ASINDES operational perizonnel

Crimtidan Munduate, Executive Director

Raobérto Avila, Coordinator, Administrative Department
Roberto Almengor, Coardinator, Projects Department
Ligias Orantes, Coordinator, Tech. Assistance & Training
Department

Narlene Bethancourt, Secretary, Project Lepartment
Elida Carreto, Secretary, Administrative Department
Helen de Gonzélex, Secretary, Executive Director

Hilda Toscano, Assistant, Tech. Asszistance & Training Department
Carlos Morasles, Accountant, Administrative Department
Corons Momcoso, Janitor

Pabhlo Flores, Chauffeur-Messenger

Project Selection Committee for ASINDES
Frances Asturias, Administrator, U.S. Peace Carps
Conmultant for ASINDES

Anibal Sandoval
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ANNEX 2: ACRONYMS AND ORGANIZATIONS MENTIONED IN THIS DOCUMENT

Consortiume

PACT International consartium
ASINDES Guatemalan consortium
CONCADE Central American cansartium
COINDE Guatemalan consortium

COMG Gu-tog,lnn cansartium

Non-Government Orgenizaeticone (NGOs) members of ASINDES

ABC
ACAD
A
ACT
ALBERGUE
ARIDEN
BEHRHORST
CCF
DEFANCO
FDM
FE Y ALEGRIA
FUNDACEDI L.
FUNDACEN
FUNDAMICROS
HODE
CmA
TSAC
V0SS HORIZONTES
JYECTO SUPERACION
.DH
SOJUGMA
VISION MUNDIAL



