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EXECUTIVE SUMMARY
 

Component 2 of the Regional Environmental and Natural Resources Management 
(RENARM) project calls for the involvement of "non-governmental organizations, both 
Central American and foreign" in tasks related to "environmental awareness, education, 
and bio-diversity conservation." To achieve this, in Phase I (the first six years of this ten 
year project), RENARM has worked through corsortia of international private voluntary 
organizations (PVOs) who, in turn, form "partnerships" with local non-governmental 
organizations ('GOs) involved in environmental or conservation activities. 

Since 	the project was launched in 1989, the desire has been expressed 
increasingly for the more direct involvement of local NGOs in project discussions, and 
particularly in forward planning. In early 1994, an external evaluation of the project will 
take place and, based on results, the design of Phase II is scheduled to begin shortly 
thereafter. 

Meanwhile, under the project's innovative plan for on-going internal monitoring 
and evaluation, RENARM contracted Management Systems International (MSI) to 
provide those services. The MSI agreement includes a series of "Special Studies" on 
issues 	judged by RENARM to be significant for purposes of learning and feedback to 
the project. This survey of the perceptions and opinions of local NGOs is one of those 
Special Studies. Findings will not only be available for the external evaluation, but also 
for the 	re-design process. 

Through this report, the views of over 50 individuals representing 39 
environmental NGOs in all seven countries of the Central America. plus three PVO 
counterpart orgiaiizations, were collected, analyzed and synthesized. All NGOs and 
PVOs 	were selected by the RENARM NGO Advisor, who also made the initial 
contacts. The 39 participating NGOs included 25 (60 percent of the sample) that had 
been involved in the project, while 14 had no experience with RENARM, having been 
identified for this purpose by the bi-lateral USAID Missions in the region. 

Through direct field interviews, the two survey objectives -- which had been 
formulated by RENARM and USAID/Guatemala E/NR staff -- were pursued: 

1. 	 To assess RENARM's success at improving the effectiveness and 
sustainatility of local NGOs, and; 

2. 	 To explore ways USAID can work more productively with Central 
American NGOs in the future. 

In addition to a 12-point assessment responding to Objective 1, survey findings 
include a set of recommendations divided in two parts -- one directed to RENARM 
containing six recommendations, and the other, with 10 recommendations, is addressed 
to USAID in general. This second part is separated into: three recommendations related 



to Communications; five concerning Policy, and; one each relating to Financial 
Mechanisms and Administrative Issues. These 16 recommendations respond to Objective 
2 of the survey. They are a compendium of the 119 individual recommendations 
received from interviewees. A discussion section follows each recommendation. 

Here, it must be stressed that all recommendations wer formulated by the NGO and 
PVO representatives who participated in this survey. They are NOT those of the survey 
team. 

The final section of this report contains General Observations by the three 
members of the survey team. These were motivated by a deep appreciation of the 
unique opportunity this assignment represented for them to observe not only current 
dynamics within the organizations interviewed, but also the overarching national and 
regional context. 

This report is submitted in the hope that these "Voicesfrom the Field"will be 
attentively listened to and heard, and that they will prove useful as RENARM and 
USAID move to formulate ways to implement the new policies, procedures and 
guidelines issued by the Agency's recently-appointed Administrator. His Statement of 
Principles on Participatory Development and, indeed, the philosophy articulated by the 
Clinton Administration in the Gore Report on Reinventing Government (particularly the 
Report's recommendations concerning USAID) -- both of which were issued after this 
survey was conducted -- seem almost to be a swift and positive response to all who 
participated. 



FOREWORD 

This report is transmitted in the hope that it may contribute to a deeper 
understanding of how nongovernmental and private voluntary organizations might 
participate more fully with the U.S. Agency for Internatin-mal Development (USAID) in 
the initiatives it supports in the field of environment and natural resources (E/NR) 
throughout Central America. As USAID Administrator Brian Atood made clear in his 
November 16, 1993 Statemen, of Principleson ParticipatoryDevelopment, the full and 
continuing participation of all sectors within host countries is essential if sustainable 
development is to be achieved -- and environmental challenges overcome. 

Based on an intensive series of direct interviews with leaders of Central 
American organizations and key U.S. counterparts, this document represents a channel 
through which their thoughts and opinions are being communicated to USAID. 
Specifically, it is for use by the Agency's Regional Environmental and Natural 
Resources Management (RENARM) project based in Guatemala, as well as for the 
seven bi-lateral USAID Missions in the region. 

We would like to express our deep appreciation to RENARM Director Bill 
Sugrue for this opportunity, for the confidence he has placed in us, and for the freedom 
and flexibility he gave us to explore the current and future role of nongovernmental 
environmental groups in the project. 

We are also grateful to RENARM NGO Advisor Claudio Saito who acted as 
survey manager, scheduled interviews, and provided constant support to the survey 
team. 

Special thanks go also to the other RENARM staff members who assisted so 
willingly, and to the E/NR staff of USAID/Guatemala for their help in formulating 
survey objectives and the overall approach. 

Finally, we wish to recognize and thank the many individuals in Central America 
and the U.S. who shared their thoughts and experience with us. Those discussions are, 
in fact, the essence of this report. 

For Management Systems International (MSI), 

Joan M. Goodin 

Myra Herdocia 

Nadia Gamboa Lemus 
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INTRODUCTION 

Why This Survey? 

The rationale for this survey of local environmental NGOs in Central America 
grew over the past several years from three separate but complementary USAID 
initiatives which shape its work on this issue in the region. 

Before reviewing those initiatives, it is important to note that for purposes of this 
report the term "NGO" refers to Central American nonprofit voluntary organizations 
dedicated to conservation and environmental concerns. It does not include such other 
nongovernmental entities as professional or trade associations, chambers of commerce, 
and the like. Moreover, the term "PVO" refers to U.S. or international private voluntary 
organizations working in the environmental area. 

1. The seeds for this inquiry were planted in early 1989 with the approval of 
the USAID policy paper: Environmentaland NaturalResource Management in Central 
America: A strategyfor AID Assistance. That strategy was "intended as a framework for 
the design, justification and implementation of the future programs by AID in Central 
American natural resources mnagement over a ten year period." The following are 
excerpts from that strategy paper which are relevant to this review. 

E 	 The overall goal of the above strategy is: 

"To produce, with the citizens of CentralAmerican countries, the conditions for 
sustained exploitation of natural resources in a manner that minimizes the 
damage to the environment, protects bio-diversity, and provides the means for 
equitable and sustainable economic growth." (Emphasis added.) 

0 	 Among the "Constraints to Remedial Action" identified in the strategy is 
one titled "Institutional Limitations." Here, the paper states that: 

"Non-profit environmental groups - Central American and affiliates of 
international groups - have established a toe-hold in many Central Americap 
countries but their influence on public opinion and government policies is low 
and their financial base weak. Their voices, speaking for the common welfare of 
all citizens, present and future, do not carry to the far corners of the body 
politic...The weaknesses of public and private institutions are a formidable 
constraint." 

0 In a subsequent section, titled "AID Actions," the document specifies: 
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"Implementation of the strategy requires an intensified effort to engage NGOs in 

AID supported programs. Limits on public sector budgets alone call for strategies 
to enlist private action and funds to carry out programs. In many cases, sensitive 
negotiations between bi-lateral Missions and host governments will be required to 
scale back the historical role of public sector agencies to policy making and 
regulatory functions, relying more on NGOs, including community level 
organizations, for field implementation." 

E 	 Finally, under "Targeted Assistance Levels," the document concludes: 

"Clearly, AID funds can only be effective when they are coupled with programs
'owned' by host governments and private groups. While this approach is expected 
to enhance the absorptive capacity of executing organizations in the region, there 
may still be constraining limits on the size of programs that can be effectively 
executed. Only experience will tell." 

2. By late 1989, the seeds planted earlier that year had germinated. The 
Agency's Regional Office for Central America and the Caribbean (ROCAP) designed a 
ten-year Regional Environmental and Natural Resources Management (RENARM) project, 
and funds were allocated for a six year period as Phase I of the project. 

0 	 While the goal of the RENARM Project duplicates that of the overall 
Central American strategy, the more specific purpose outlined in the 
Project Paper is: 

"to create the conditions for public and private institutions to generate, transfer, 
and apply the information and technology essential for the sustained use of 
natural resources." 

* 	 To accomplish this, the project combines four major components. It is 
Component 2 which provides further basis for this survey: 

"Environmental awareness, education, and bio-diversity conservation, is aimed at 
people from all walks of life. It is to create the conditions for new policies and 
regulations to balance growth and conservation, and to protect key wildlands and 
biological reserves while the educational process occurs. Non-governmental 
organizations, both Central American and foreign, will play major roles in these 
components." (Emphasis added.) 

In support of this Component, the Project Paper specifies: "At least two decision
maker workshops of approximately one week in length will be held annually in the 
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region." These workshops were to bring together both public officials and key private 
sector groups, including "representatives of influential local conservation and
 
development NGOs." However, these workshops have not taken place as originally
 
envisioned.
 

N 	 Again, the constraints identified in the RENARM Project Paper included 
the weakness of private institutions: 

"Non-profit environmental groups have limited membership arid a weak financial 
base...The project will promote partnerships with international NGOs that 
already work with and through national organizations in order to take advantage 
of existing institutional relationships, and, by so doing, to facilitate the 
development of indigenous environmental organizations ...An additional 
requirement will be the strengthening of selected domestic NGOs to continue 
project activities into the future.. .For NGO activities, ROCAP will target a one
to-one match as counterpart." 

0 	 This point is again driven home in the "Financial and Economic Analysis" 
section of the the Project Paper which speaks to the importance of NGO 
partnerships, and to the selection of appropriate national NGOs... 

"which have the potential to become viable change agents. Once identified, the 
international NGO will support the institutional development of these NGOs 
through the provision of technical assistance in the preparation of country
specific strategies to develop natural resource management programs that sustain 
and increase current economic development." 

The Paper further states that "regardless of the number of cooperators, all NGOs 
involved in this component activity will meet anually, as part of the evaluation 
process, to review together the progress achieved by each in its specific area." As 
in the 	case of "Decision-maker Workshops," these annual meetings have not 
occurred as envisioned. 

The absence of direct participation by indigenous NGOs in on-going project discussions 
has been noted on various occasions. For example, this was mentioned during the 1993 
RENARM Coordination Meeting (held May 24-26 in San Jose, Costa Rica) by 
participants who regretted that local NGO leaders were not "at the table." 

3. In articulating his vision for the future of USAID, the Agency's current 
Administrator has made clear his commitment to sustainable development and his 
conviction that such development can only be achieved with the full and continuing 
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participation of all concerned. The recent USAID Statement of Principles on Participatory
Development lays out the ten principles which are to guide the Agency's "development
approach based on participation." Guidelines for their implementation throughout the 
Agency are now being formulated. In this and other documents, the Administrator's 
emphasis on the direct participation of indigenous NGOs in all phases of USAID's work 
is particularly striking. 

The October 5, 1993 draft USAID Strategy Papers target four substantive
 
objectives and also stress that participation is to be a cross-cutting ingredient within
 
each:
 

0 	 "Thus, every USAID program, whether in democracy building, 
environment, economic growth, or population, will endeavor to enhance 
indigenous capacity -- the key to sustainable development. Every program
will emphasize participation, accountability, transparency, decentralization, 
and local empowerment. Projects will mandate the involvement of 
indigenous PVOs, NGOs, productive associations, and community groups 
institutions of a self-sustaining, civic society." 

* 	 In the section on the environment, the draft strategy states: 
"USAID will actively support environmental initiatives by local 
governments and communities and the creation of local environmental 
PVOs and NGOs to help articulate local concerns and involve individuals 
and communities in decisions that affect the local and global 
environments." 

Why Such a Survey Now? 

The design of the RENARM project provides for on-going feedback through a 
process of internal monitoring and evaluation. In addition to the desire for such 
feedback, project staff felt that information collected directly from relevant NGOs 
would be particularly important now, since the project's mid-term external evaluation is 
to take place in early 1994 and because, depending on evaluation results, it is likely that 
a re-design process will then be launched to shape Phase II of the project. 
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PURPOSE AND APPROACH
 

As noted, the RENARM project includes a continual process of monitoring and 
evaluation aimed at providing feedback and learning. Among the specific M & E 
purposes listed in the Project Paper is: "to measure progress toward achievement of 
outputs, effects, and impact and to propose needed corrective actions." Among other 
things, the M & E plan calls for "Periodic Special Studies...to measure the impact of 
project actions.. .assess the relative efficacy of alternative actions.. .and conclude as to the 
direction of future project actions to make it better." 

As one of those Special Studies, this survey responds to that mandate. It was
 
conducted at RENARM's request by Management Systems International (MSI) under
 
its contract for internal M & E services to the project.
 

A. 	 Objectives 

The objectives of this survey were formulated in mid-August during a meeting 
held for that purpose at USAID/Guatemala. The meeting was facilitated by MSI; 
participants included key RENARM officials and those responsible for USAID's E/NR 
program in that country. 

Two specific objectives were formulated by the group: 

1. 	 To assess RENARM's success at improving the effectiveness and 
sustainability of local NGOs, and; 

2. 	 To explore ways USAID can work more productively with Central 
American NGOs in the future. 

It was also decided that, in addition to surveying all NGOs related in some way 
to the RENARM project, bi-lateral USAID Missions would be asked to identify those 
non-RENARM organizations they wished to have included in the sample. 

B. 	 Methodology 

To undertake this activity, the contractor provided a team of three specialists.
The team was led by MSI Senior Associate Joan M. Goodin as Principal Investigator, 
while two Guatemalan consultants, Myra Herdocia and Nadia Gamboa Lemus, assisted 
with on-site interviews and subsequent data analysis. All have extensive experience in 
Central America, with E/NR issues, and with NGOs/PVOs. 

The organizations included in the survey were selected by the RENARM NGO 
Advisor, who contacted them directly and also requested input from the seven bi-lateral 
Missions. 
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It should be noted that, from its inception, RENARM has depended upon 
international 	PVO consortia as the mechanism through which local NGO participation 
in the project 	is accessed. That is, no funds go directly to local NGOs, but are 
channeled through two PVO consortia created for this purpose: 1) Proyecto Ambiental 
para Centro America (PACA), made up of CARE and The Nature Conservancy (TNC), 
and; 2) Paseo Pantera, which includes the Wildlife Conservation Society and the 
Caribbean Conservation Corporation. 

An examination of the consortia model and its effectiveness in achieving desired 
results is being addressed in another MSI Special Study which is currently underway. 
Therefore, those issues will not be analyzed in this report. 

Initial data collection took place during the first half of September, immediately 
following the first team meeting in Guatemala on September 1. The team then travelled 
to all seven countries of the region, interviewing a total of 39 Central American NGOs. 
Following that phase, in late October three U.S. PVOs which have active roles in the 
RENARM project were interviewed in Washington (one site visit and two telephone 
interviews with individuals in other cities), making a total of 42 NGOs/PVOs included in 
the survey. Each interview lasted from one and a half to three hours -- a total of some 
100 hours of interviews.. 

Team member assignments, the locations visited and the number of interviews 
conducted in each are as follows: 

0 Goodin 

Guatemala: 	 Guatemala City 4 
Sierra de las Minas 2 
Flores Peten 2 

8 

Belize: 	 Belize City 5 
Belmopan (by telephone) 1 

6 

Costa Rica: 	 San Jose 5 

U.S.: 	 Washington 3 

22 
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* Herdocia
 

Panama: Panama City 3 

El Salvador: San Salvador 5 

8 

M Gamboa Lemus 

Honduras: Tegucigalpa 
San Pedro Sula 
Bay Islands 

3 
4 
2 

9 

Nicaragua: Managua 3 

12 

TOTAL NUMBER OF ORGANIZATIONS INTERVIEWED 42 

Note: 	 Because some interviews involved more than one person, over 50 individuals 
actually participated in the survey. (See Annex 1 for a complete list of 
interviewees.) 

Following these on-site interviews, team members worked independently to 
organize the information collected in preparation for a second team meeting in 
Guatemala on October 4-5 to analyze overall results. At that time, the general format 
for this report was developed and writing tasks were assigned. It was also agreed that 
the team's final meeinig prior to the preparation of the draft report would take place in 
Guatemala on Novenber 7. At that time, all raw materials were assembled and taken by
the Principal Investigator to MSI headquarters in Washinton, where this report was 
produced.
 

C. 	 The Nature of the Results Containted in this Report 

Survey results are presented in the following two sections, titled: Findings& 
Recommendations from the Field,and General Observationsby the survey team. 

To facilitate frank and open communication, all parties interviewed were 
guaranteed anonimity. That is, it was explained at the outset that responses would be 
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combined into a single set of overall findings and recommendations addressed to 
RENARM and USAID by those in the field, without individual attribution. 

By the end of the data collection process, survey team members felt it incumbent 
upon them to report their own overall observations. This conviction grew from an 
appreciation of the unique opportunity the team had been given to observe first-hand 
current national and regional dynamics within the environmental community -- over and 
above those within individual organizations. 
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FINDINGS & RECOMMENDATIONS FROM THE FIELD
 

In accordance with the two objectivis laid out for this survey, information and 
recommendations related specifically to RENARM and to USAD in general were 
elicited from 	interviewees. However, because a number of thc NGOs surveyed had no 
prior knowledge of RENARM, responses in that category come essentially from those 
with direct project experience -- some 25 organizations, or approximately 60 percent of 
the total sample. 

Meanwhile, recommendations addressed to USAID combine the views of all 42 
organizations surveyed -- or 100 percent of the sample -- even though a few of the 
NGOs have had no direct involvement in any activity sponsored by the Agency, nor did 
every organization speak to every issue. 

Perhaps the most striking feature of the responses collected is the extremely high 
d,.gree of consensus they represent. At their second meeting, where initial data were 
shared and explored, team members were amazed to learn that responses reflected no 
significant differences of opinion from one organization or country to another. In ocr 
view, such consensus represents a powerful resource which both RENARM and USAID 
Missions could draw upon in the future. Tapping such consensus could be particularly 
timely as all divisions within the Agency are mandated to implement the Administrator's 
tell "Principles on Participatory Development." 

While Findingsrelate specifically to RENARM, Recommendations are divided into 
two parts -- those addressed to RENARM and those pertaining to USAID in general. 
However, in order to facilitate easy reference in any ensuing discussion, 
recommendations are numbered sequentially throughout the two parts. 

FINDINGS 

Obiective 1: 	 To assess RENARM's success at improving the effectiveness and sustainability 
of local NGOs. 

A. The Approach Taken 

To undertake such an assessment, a comprehensive survey instrument was 
developed and used as tile basis of all NGO interviews. (See Annex 2 for copy.) The 
questions included in the instrument permitted interviewers to become familiar with the 
following facets of the organizations and their work: 

0 Nature of the organization -- its mission, history, legal status, structure, 
leadership, membership, internal communications. 
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* 	 Administrative and financial aspects -- installed administrative capacity, 
fundraising techniques, types/sources of funds and reporting requirements 
by donor, advantages and disadvantages of different requirements, audits, 
procedures for project revision. 

* 	 External Relations -- level/type of relations with other NGOs/PVOs, 
public/private sector, the local community, agricultural associations, data 
centers, social/research organizations, RENARM, AID, PACA, Paseo 
Pantera; how initiated; anticipated results; benefits derived and 
commitments acquired; situation if relationship should end; how relations 
have helped/hurt the organization's image locally, nationally, regionally, 
internationally; what that image is and how verified. 

" 	 Activities -- type of planning and who does it; who implements activities; 
approach to monitoring and evaluation; most successful initiatives and 
why; role of women and if results are quantifiable/disaggregated by 
gender; most difficult aspects of implementation and differences among 
donors; if RENARM-sponsored activities will continue after September 
1995 and how funded; future of relations with PVO and measures being 
taken. 

" 	 Other -- knowledge of PACA/Paseo Pantera operational plans at the 
regional level; changes USAID should make to work more effectively with 
local NGOs; advantages/disadvantages of international and USAID 
support; recommendations for this report; interest in knowing/using survey 
results. 

B. 	 The Resulting Assessment 

The term "effectiveness" was interpreted by the survey team to mean the degree to 
which an NGO is meeting its objectives cost-effectively. "Sustainability"was equated with 
the organization's capacity to maintain activities in a self-reliant manner -- with or 
without external resources. 

The overall results of this assessment may be summarized in the following set of 
general findings: 

1. 	 RENARM support has stimulated the creation of a number of new -
mostly community-based -- environmental NGOs, a few of which are still 
in the process of acquiring legal status as nonprofits. Moreover, in line 
with Component 2 of the Project Paper, RENARM has promoted
"partnerships with international NGOs that already work with and through 
national organizations in order to take advantage of existing relationships 
and, by so doing, to facilitate the development of indigenous 
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environmental organizations." 

2. 	 For those NGOs that have participated in the RENARM project, 
organizational effectiveness has been increased, but to widely varying 
degrees. For some, this has meant simply the acquisition of office or other 
equipment, while for others the advice, training or technical assistance 
received from PVO counterparts and RENARM staff and contractors has 
represented an important step forward. 

3. 	 All interviewees felt that the question of sustainability could not be judged 
fairly at this early juncture, especially in the case of newly-formed 
grassroots NGOs. Clearly, the achievement of self-reliance is seen to 
require a longer-term approach. RENARM II is seen to be critical to this 
process. 

4. 	 While all RENARM-related NGOs had been made keenly aware of the 
need to work toward sustainability, very few reported they were yet 
capable of self-reliance. Those few tended to be organizations already well 
established before receiving RENARM assistance. However, future 
support seemed to be a general assumption based on the current 
popularity of environmental causes among donors, rather than on any firm 
assurances or specific plans. The vast majority of the NGOs interviewed 
felt they were still far from achieving this goal, nor did they have concrete 
plans for doing so. (For RENARM Phase II, if NGO sustainability 
remains an objective, assistance with the crafting and implementation of 
carefully-tailored plans for achieving sustainability might be a worthy 
priority.) 

5. 	 In a few cases, RENARM support has allowed NGOs already established 
in one or more geographic areas to initiate similar activities in new 
locations. However, as one NGO leader said, "If PACA ceased to exist, 
our work in the new area couldn't survive," He quickly added, "We're 
working toward sustainability, but we haven't had enough time yet. We're 
now presenting proposals to other funders." 

6. 	 Given that PACA (a consortium administered by CARE which includes 
TNC) is RENARM's principal channel of assistance to local NGOs, and 
since CARE country missions work independently of one another, there is 
no apparent region-wide strategy for contributing to NGO effectiveness 
and sustainability. Even the type of NGOs selectedfor PACA assistance in 
the countries served runs the gamut from well-established national 
organizations based in capital cities to incipient grassroots groups located 
in more remote areas. They also represent a variety of organizational 
structures, including associations, foundations, projects, and institutes. 
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This, too, appears to respond largely to the individual approaches adopted 
by the various CARE missions. 

7. 	 Since the types of activities to be undertaken through RENARM by 
PVOs/NGOs were pre-determined in the Project Paper (see reference to 
Component 2 in the Introduction), some NGOs reported "adding to their 
agendas" in order to participate in the project. However, most anticipated 
going back to their original program priorities should that support cease in 
the near term. That was true, for example, of both new and established 
community-ba,- d NGOs dedicated to conservation or natural resource 
management thlat had taken on environmental education as a new activity. 
It seems questionable as to whether this type of arrangement will 
contribute to the long-term effectiveness of these organizations or to their 
capacity for sustainability. 

8. 	 When assessing RENARM's success on a regional basis, it should be 
noted that the universe of local NGOs assisted is very limited, extending to 
only a couple dozen organization in four of the seven countries of the 
region. (PACA does not yet operate in Nicaragua, Panama or El 
Salvador.) 

9. 	 In pursuing its bio-diversity conservation mandate, the other RENARM 
consortium, Paseo Pantera (PP), works almost exclusively with individual 
researchers and specialists. While some technical or other assistance has 
been given to groups in certain strategic areas, contributing to the 
effectiveness and sustainability of local NGOs is not one of its avowed 
priorities. As one PP official said, "We invest in people, not organizations. 
People take their skills with them wherever they go; organizations can 
disappear." 

10. 	 While this survey was not designed to quantify or examine the cost
effectiveness of RENARM's contribution to local NGOs, it must be 
reported that considerable frustration was expressed by local NGOs with 
regard to the proportion of total funds that actually reaches them. As one 
NGO leader said: "If they really want to contribute to our effectiveness 
and sustainability, they should cut out some of the five layers in the PACA 
model between us and AID money; most of it is gone before it ever gets 
here." 

11. 	 None of the organizations interviewed had incorporated gender analysis as 
a regular part of project assessment, design, implementation or evaluation. 
Though many NGOs expressed the need to deal more effectively with 
household and community dynamics in order to achieve greater project 
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impact, and a few have added persons responsible for "gender" or "women" 
to their staffs, gender analysis tools were almost universally unknown. Nor 
were project data disaggrated by gender, ethnic group, race or age. The 
head of one urban NGO with projects in several rural areas reported that 
he had recently attended a seminar on gender concerns sponsored by the 
International Union for Conservation of Nature (IUCN), believing that he 
would learn how to launch "little sub-projects for women." To his 
amazement, however, he had learned that gender analysis is a necessary, 
and even critical, approach to the entire gamut of project-related activities. 
He had concluded that, "This is not easy -- it's not just a separate thing;
we've got to learn how to do this and build gender considerations into the 
whole 	project if we really want to get everybody in the community 
involved and meet our goals." He expressed a desire for further staff 
training in this area -- something that perhaps RENARM II could 
consider for all participating NGOs. 

It should be noted that the importance of this issue is documented in the 
RENARM Project Paper, which states: "Just as resource-scarce households 
are more likely to confront problems of scarcity on a day-to-day basis, so 
too will the solutions more directly affect them. Gender issues are of 
major importance here because women of marginal households frequently 
play pivotal roles in sustaining them." The Paper goes on to say, "gender 
issues take on added significance in marginal households. They can be of 
particular importance in indigenous households as well. Before 
interventions in resource use are introduced, it is important to know 
traditional patterns of natural resource access and control to assess who 
the proposed interventions will affect." (See Annex 3 for a discussion 
paper prepared by MSI for training purposes. It describes a contextual 
gender analysis tool developed by Rosalie Huisinga Norem of the USAID 
Office of Women in Development, and has been tested successfully at 
workshops facilitated by MSI.) 

12. 	 With exceedingly few exceptions, the NGOs surveyed were found to be 
much stronger in the performance of technical tasks than in carrying out 
those capacity-building activities which are central to organizational
effectiveness and sustainability. That is, the majority reported little solid 
experience or knowledge of some of the most critical aspects of 
organization development, such as: board, membership and volunteer 
development; strategic planning; resource development; internal 
communications; external relations/visibility, and; project 
monitoring/evaluation. Nor were most NGOs clear about such vital issues 
as the recruitment and role of volunteers; alternative organizational 
structures; participatory decision-making techniques; identifying/accessing 
key allies; nonprofit legislation and how it helps or hurts the NGO 
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community; tax-exempt provisions of the law and how to take advantage of 
them in fund-raising campaigns; strategies for raising general suport, 
rather than only developing proposals for "projects." However, this is 
understandable for several reasons: a) the environmental movement in 
Central America, including these NGOs, is still very young and, as is true 
anywhere, success will require political skill and broad citizen 
participation; b) the region has a history of less-than-democratic 
governance, with leaders who did not promote, or indeed permit, the 
evolution of political culture or an activist civil society, and; c) models of 
successful organizations are scarce, and knowledge of proven, culturally
sensitive OD techniques have not been broadly disseminated in the region. 
("Organization Development" - or OD - is now an academic discipline in 
the U.S., with a body of proven techniques.) Again, if NGO effectiveness 
and sustainability remain an issue, RENARM II might explore ways to 
begin transferring OD methodologies to the NGOs involved. 

RECOMMENDATIONS FROM THE FIELD 

Objective 2: 	 To explore ways USAID can work more productively with Central American 
NGOs in the future. 

A. A General Comment & The Approach Taken 

This objective now seems almost prophetic. That is, since its formulation by the 
RENARM-USAID/Guatemala E/NR staff back in August, the USAID Administrator 
has made crystal clear his commitment to accomplishing its intent. The 
recommendations which follow, therefore, seem particularly opportune as the Agency 
seeks ways to 	gain the more active participation of NGOs/PVOs in its work. 

In meeting this objective, the approach agreed upon was to go directly to the 
source. That is, the perceptions and opinions of those most directly affected -- Central 
American NGOs themselves -- were sought. Given RENARM's mandate, the sample 
includes only NGOs involved in the field of conservation or natural resources. However, 
it is considered likely that their opinions regarding USAID are representative of the 
broader NGO community. 

After a detailed discussion of their own organizations and personal perceptions, 
all interviewees were asked what, if any, changes they would make in USAID to work 
more effectively with Central American NGOs if they were in charge of the Agency. 
They were also asked what recommendations they would make if they had to write this 
report. 
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Again, it must be stressed that the recommendations presented are not those of 
the survey team. Rather, they represent a compendium of opinions and suggestions 
received directly from the NGOs and PVOs interviewed. That material was merely 
analyzed, compiled into categories, and synthesized by the team for transmittal and 
consideration by RENARM and USAID. 

B. 	 How This Section Is Organized 

In spite of the difficulty experienced in attempting to maintain a clear line of 
demarcation, 	recommendations are divided into two parts.: 

Part I contains those affecting RENARM most directly. 

Part II includes those addressed to USAID. These are grouped into four 
major categories: 

(A) Communications 
(B) Policy 
(C) Financial Mechanisms 
(D) Administrative Issues 

C. 	 On To The Recommendations 

A total 	of 119 individual recommendations directed to both RENARM and 
USAID resulted from the interview process. Those recommendations were then 
analyzed, categorized, and summarized by the survey team. The following synthesis 
emerged. 

Part I -	 RENARM 

1. 	 In designing Phase II of the project, RENARM should seek and take 
seriously the opinions and experience of local NGOs, involving them as 
active participants early in the process. 

Discussion: 

All participating NGOs felt strongly that there should be a Phase II of the 
project, as was the original intention. They emphasized that progress in the field of 
E/NR must be viewed over the longer term; that success, which rests in part on 
changing behaviors in whole communities, cannot yet be fairly measured. 
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They also believed that the lack of participation by local NGOs had, in fact, 
deterred progress, and they called for the re-design not to be a "top-down" affair. Those 
NGOs 	with substantial experience in specific geographic areas or technical fields felt 
this most acutely. Meanwhile, fledgling NGOs, recently founded thanks to RENARM 
support, felt it would be unfair if that support were cut off at this early juncture or for 
their experience to date not to be used as input for the re-design. 

The desire was expressed not only for local NGOs to participate in the process of 
designing Phase II by contributing ideas and expertise, but also to support the process 
itself. As one NGO leader put it, "It's not just about funds; we can do things like 
hosting meetings. They should tap what we have to offer." 

2. 	 As USAID's only regional E/NR project, RENARM should capitalize on 
its unique scope by acting as a catalyst for national and regional networks 
of local environmental NGOs, which would strengthen the NGO 
community as a whole. 

Discussion: 

While recognizing that RENARM had contributed to the creation or 
strengthening of individual NGOs in some countries of the region, many felt that the 
project was not taking advantage of its unique position and influence by facilitating 
communication and coordination among NGOs at both the national and regional levels. 
It was suggested that to accomplish this a catalytic agent is needed, and that RENARM 
could be that catalyst. The Central American Commission on Environment and 
Development (CCAD), which works at the governmental level and was stimulated by 
RENARM, was mentioned as an example of the approach RENARM could take with 
the NGO community. 

It was pointed out that, by being in closer touch with national counterparts and 
networking with a broader spectrum of NGOs throughout the region, both the 
environmental cause and the organizations involved would be reinforced. As one PVO 
official said, "Strengehtning one NGO does not strengthen the NGO community." 

Moreover, the importance of regional planning was stressed by various 
interviewees. Here, too, CCAD was mentioned for its efforts to date. But it was felt that 
a more formal mechanism was needed. It was also noted that any regional RENARM 
meeting or workshop must be planned to accommodate both the English and Spanish 
speakers in the region. 

Finally, one PVO representative felt that with regard to local NGOs RENARM 
should concentrate on regional approaches: "RENARM should focus on areas of true 
regional overlap; work with regional bodies." 
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3. 	 Rather than working exclusively through international PVOs, RENARM 
should consider other funding arrangements, such as umbrella NGOs that 
give grants to small organizations, endowments or funding local NGOs 
directly. 

Discussion: 

As noted earlier, one of RENARM's stated purposes for working through
 
international PVOs was to "promote partnerships" with indigenous NGOs.
 

Though for some interviewees such partnerships were considered highly positive, 
a number of NGOs expressed considerable dissatisfaction with the tone of the 
relationship. As one person said, "NGOs and PVOs don't do a good job of analyzing 
their own strengths and weaknesses. They're not real partners; it's one 'doing' for the 
other. 	This should be looked at, like real partners, not 'one puts up the money, and the 
other puts up the action'." Another felt that, "All international PVOs put up the 
'technical assistance,' as if they knew everything. Sometimes it's the local NGO that has 
greater expertise in things -- for example, working with certain communities or with the 
government. We need to look at areas of competence." Indeed, one PVO representative 
reported that one of the greatest challenges they face is figuring out how to work more 
effectively with grassroots community groups, noting that neither they nor their capital
city-based partner NGOs had expertise in that area. Others believed that, as one said: 
"to make partnerships between NGOs and PVOs more effective, greater technical 
assistance and institution-building should be built in." 

With regard to "umbrella NGOs," USAID initiatives in E/NR and other fields 
were cited as examples for RENARM II. It was felt that, if carefully designed and 
administered/monitored by an already-proven group, such an approach could facilitate 
the participation of a much broader range of local NGOs in the project, without adding 
significantly to its management burden. 

Not surprisingly, there was broad consensus that RENARM should eliminate the 
pre-determined criterion which allows only international PVOs to receive project funds. 
This was felt with v.arying degrees of conviction, corresponding roughly to the particular 
NGO's level of development. For example, new grassroots groups reported that, indeed, 
they needed not only the money, but .Also the training and technical assistance received 
from PVO co'!nierparts, for without it they might not even exist. They also recognized
that the PVO was providing the one-to-one match, and that for them this would be 
impossible. However, there was also the opinion that this arrangement should not block 
these groups from receiving funds directly should they propose a new initiative which 
fits into USAID's strategy and for which they were uniquely well positioned. 

Meanwhile, well-established NGOs felt very strongly that an organization's track 
record, rather than its nationality, should be the determining factor. One such group 
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reported having received a USAID grant for other work (for which it had provided a 25 
percent match), noting "NGOs that have handled large grants should get funds directly,
without having to go through another organization. PACA is the wrong approach; we've 
already proven our administrative capacity -- not only to USAID, but also to a lot of 
other donors." This NGO reported that making the RENARM-required match would 
present no obstable. Furthermore, it asserted that: "We should also serve as umbrella 
for smaller local NGOs. This would not exclude international NGOs." 

Based on his own experience, one NGO leader felt that, while it is sometimes 
necessary to work through international PVOs, they should be required to create a local 
NGO if none exists in the area to be served. 

Strong feelings were also expressed by a number of NGOs concerning what was 
perceived to be the exclusive emphasis on an organization's capacity to manage funds, 
without regard to its programmatic track record. It was suggested that, rather than 
providing technical assistance for field work, NGOs with strong technical skills and weak 
administrative capacity might benefit more from TA for the latter. 

The question of endowments, which was raised by a number of RENARM NGOs 
as an attractive alternative, is covered in recommendation 15, since it was also directed 
to USAID in general. 

4. RENARM should not require consortia arrangements in order for 

international PVOs to participate in the project. 

Discussion: 

In the opinion of one PVO representative, "AID is now forcing marraiges of 
convenience; they need to respect institutional cultures." 

While no one suggested that the participation of consortia in the RENARM 
project be disallowed, there was broad consensus that this should not be an absolute 
requirement. It was noted that "Where PVOs want to get together, that's fine. But don't 
force the issue." 

In addition to "institutional culture," the administrative cost associated with 
operating a consortium was cited by many as a serious drawback. As was pointed out, 
consortia require additional management layers, with each absorbing a portion of 
project funds. Clearly, most local NGOs are acutely awaren of this, and believe that in 
such an arrangement the amount of support which actually gets to the field is 
significantly reduced. 
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One PVO representative also felt that, where consortia exist, "clear direction 
should be given by the board or by somebody." Referring to PACA, this interviewee 
wondered, "Why does it exist? Why not just give two contracts?" The role of PACA 
Central was also questioned, and the hope was expressed that "the external evaluation 
should make their role clear; they haven't found their niche yet." 

Another PVO representative said flatly: "Consortiums are a failure. Agreements 
should be individual." 

5. In Phase II, RENARM should consider loosening up match requirements, 
and ways should be explored to use the match to create incentives for 
international PVOs to work with more local NGOs. 

Discussion: 

As might well be expected, PVO representatives seemed to agree that, as one put 
it: "RENARM should re-think the one-to-one match for Phase II." 

Clearly, that requirement limits the level of organizational commitment that 
PVOs are willing or able to accept. Therefore, it was felt that this issue should only be 
analyzed in the context of RENARM's future strategic objectives, how they are to be 
achieved, and who is to do it. 

It was also recommended that the match requirement be explored as a possible 
incentive for PVOs to work with local NGOs. One example given was that the amount 
of a PVO grant which is to be given as a sub-grant to a local NGO or invested in local 
activities could be exempted from the match requirement. So, for example, if a PVO 
receives a grant of $100,000, but gives $25,000 to local NGOs, it would only be required 
to match the remaining $75,000. While this would reduce the total amount available for 
project activities, funds might be used more cost-effectively since a larger percentage 
would be invested at the local level which, in turn, might stimulate a deeper level of 
interest in the participation of local NGOs. 

6. 	 RENARM's current approach to education and training should be revised, 
with more emphasis placed on field-based technical training and with 
follow-up built into all courses and workshops. 

Discussion: 

Grassroots NGOs invariably raised the need for community-based education 
programs that build the technical expertise required for their work in the field. They felt 
that rather than "becas" for academic study, RENARM should concentrate on helping 
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local NGOs send their people for training in their own localities, stressing that training 
should 	be both theory and practice. As the head of one grassroots NGO said, "We are 
'informal' environmentalists; we need to know the basics right here on the ground." 

Another NGO leader used as an analogy the role of x-ray technicians in the 
medical field to describe the level of training needed. It was further recommended that 
the RENARM training strategy be planned on a regional basis, identifying places where 
a particular skill is either available or in short supply and moving to fill the gaps. 

Finally, a large number of NGOs raised the need to build follow-up automatically
into any training program sponsored. As one put it, "There's a fixation on workshops;
everybody wants to fund them. But there's absolutely no follow-up. Resources should be 
made 	available for follow-up." She went on to say that "workshops are especially helpful
for less-experienced people. There's a need for better screening to ensure that mid-level 
people 	go, and steps should be taken to support, follow-up on recommendations by 
young 	people after they get back home -- even a letter endorsing the recommendations 
from the sponsor with copies to key people in the country would be good support." 

Part II - USAID 

A. 	 Communications 

7. 	 USAID Missions should give greater attention to NGO outreach, creating 
a well-defined channel for on-going, two-way communications to ensure 
the timely exchange of information concerning such matters as their 
respective structures, procedures, policies, and program priorities. 

Discussion: 

Without question, the greatest criticism of USAID by local NGOs related to what 
is probably the easiest thing to remedy -- communications. USAID Missions were seen 
to be "closed operations," with very little outreach to or interest in the NGO community. 
As the head of one organization said, "No AID people ever ask these questions; AID 
doesn't bother to find out who's out there. It just sits and waits for NGOs to approach." 

In fact, how to "approach" USAID Missions was seen by less-sophisticated NGOs 
to be almost secret information. For instance, one grassroots group that spoke of the 
USAID Mission as though it were shrounded in a curtain of mystery wanted to know 
"How can you get into AID? Who do you need to know?" 

Indeed, the survey team found that a very large number of the local NGOs 
interviewed did not have the most rudimentary information about the Agency. For 
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example, most did not know that NGOs had to be registered with USAID in order to 
receive grants. Most of those that did know and had tried to register had given it up in 
sheer frustration. (Belize was the only country where this did not seem to have been a 
problem, which led the team to wonder why this was so. However, there was no time for 
further investigation.) 

Others reported that NGOs usually get information from the Foreign Service
 
Nationals on the staff, who are their only real point of contact within the Mission. All
 
expressed a strong desire to engage in more meaningful "two-way" communications, and 
to improve relations with Direct Hires and appropriate Personal Service Contractors. A 
number of interviewees held the view that the degree of Mission outreach to the NGO 
community at any particular moment depended almost entirely on the individual 
USAID employee assigned to a given division, but that regular information sharing was 
not "built into the system." There were also a few who complained that, as one person 
put it, "AID people don't feel responsible in the country where they serve. They're just 
here for a while, and don't really care about the country." 

Many felt that, among the most tragic consequences of its failure to communicate 
with the NGOs and other private sector groups, was the fact that USAID's own image 
suffers. One NGO leader elaborated: "AID needs to change its image as "piggy bank." 
There was also the conviction that strengthened communications were needed if USAID 
Missions want to dispel prevailing negative impressions, which run all the way to notions 
of incompetence or abuse. As one interviewee said, "It is widely believed that funds 
don't get to the ends for which they were meant." 

Several suggestions were made for establishing a better link with NGOs. One was 
that Missions simply hold regular, open information sessions at which updates would be 
given on activities, upcoming project opportunities, changes in procedure or policy, 
important visits, and so forth. (Note: a number of interviewees in Guatemala 
complained that they had been invited to a session with Brian Atwood during his recent 
visit with only a few days notice. One commented, "They just don't recognize that we 
have our own agendas; we can't just come running whenever they call.") It was stressed 
that such sessions should be real exchanges of information, not one-way affairs. As was 
pointed out, such sessions -- sponsored by USAID -- could also help build bridges 
among the NGOs themselves, thus stimulating greater networking within the 
community. 

Another suggestion was that, in order to start and maintain a mutually-productive 
line of communication, USAID Missions should name "NGO liaison officers" as a 
permanent point of contact. Then everyone in the NGO community would know who or 
what office to contact. 

In general, NGOs maintain that they just want to be treated like "partners" -- "It's 
our country; we need to help figure out what to do." At the same time, they are eager 
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to learn more about the Agency and how it works. Most echoed the sentiments of one 
NGO 	leader who said: "This is not just a question of money or 'proposals'; we need to 
understand what's going on -- what AID is doing and what it wants to do." 

It should be noted here that the survey team found the level of interest in 
knowing what USAID is doing to be particularly high at this juncture, due to the change
of Administration and the appointment of a new Administrator. News of Atwood's four 
strategic objectives, his emphasis on the participation of indigenous NGOs and PVOs, 
and other relevant policies he has announced had not yet reached the overwhelming 
majority of those interviewed. 

8. 	 USAID Missions should take steps to ensure that written materials about 
the Agency in general, and the procedures that NGOs are to follow in 
developing and presenting proposals and participating in USAID
sponsored projects, are easily available and disseminated throughout the 
country, not just in the capital city. 

Discussion: 

While closely related to the foregoing recommendation, many local NGOs 
strongly emphasized the need for written information about the Agency -- what it is, 
how it works, and procedures to be followed by NGOs. As was suggested, meetings and 
information sessions are fine for those who can get there. But without written materials 
from the Agency itself, it is left up to NGO leaders to acquaint their people with the 
facts and interpret/defend USAID procedures. 

Furthermore, the importance of the broad dissemination by USAID Missions of 
such written materials to all geographic areas and political divisions (departments, 
provinces, cantons, regions) within the country was underscored, particularly by 
community-based NGOs. 

9. 	 To achieve greater impact and more integrated development results for 
the entire country portfolio, and to facilitate more productive participation
by local NGOs in their work, USAID Missions should ensure greater 
coordination among their own program divisions and with 
USAID/Washington. 

Discussion: 

In the opinion of more experienced NGOs, there is also a lack of communication 
and coordination within the Agency itself -- within the Missions, and between the 
Missions and Washington. This was seen to have particularly negative consequences 
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with regard to program planning and project design, not to mention the Agency's ability 
to respond in a timely manner to NGO requests and proposals. 

As an example, the leader of one large NGO explained the challenges faced by
the Mission when designing its major natural resources project for that country. Rather 
than taking a comprehensive approach and involving all relevant divisions in a joint 
effort, each one had "done its own thing." Finally, there was the realization that there 
was a number of separate small water projets, others for roads, bridges, and so forth -
all of which had implications for the larger E/NR project in question. Reportedly, 
dealing with all these bits and pieces had sorely tested the patience of interested NGOs 
(after having invested months of work and gone to great expense to develop proposals)
and had, in the end, caused a protracted delay in project start-up -- to the detriment of 
the environment and to all parties involved. 

With regard to relations between USAID Missions and Washington 
headquarters, the question of communication and coordination, particularly at the policy
level, was mentioned as a problem by several well-established NGOs. They felt this not 
only affected them and their organizations, but made it very difficult for Mission staff. 
As one person said, "Sometimes AID Mission people don't know what's required of 
them from above. I sometimes feel sorry for them." 

B. Polic. 

10. As a matter of general policy, USAID should deal vAth NGOs as real 
partners who share its commitment to deveiopment, understanding their 
priorities, taking advantage of their strengths and helping to overcome 
their weaknesses, rather than using them only as administrative vehicles 
for the Agency's own agenda. 

Discussion: 

As one NGO representative remarked, "Partnership must be the tone of the 
relationship. AID must recognize that NGOs are not contractors; they have their own 
agendas." Another explained that, "We treat our people like 'partners,' not 
'beneficiaries'; that makes a big difference. AID should do the same." 

Another felt that, "If AID wants to work with local NGOs, it should change its 
mode. They have to recognize that they can't just transfer their own management
experience to us overnight. We need them to help us build our capacity to deal with 
administrative things like accounting and management." 
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A related issue is the perception that USAID Missions "play favorites" when 
dealing with NGOs. Many echoed the following sentiment: "Except for the institutions 
they've worked with traditionally, AID does't recognize that other NGOs exist that are 
capable of project execution." Referring to the region as a whole, one PVO 
representative remarked, "It's always the same seven 'darlings'." He also reported that 
this had caused serious problems with other NGOs in at least one country. 

In essence, NGOs are calling for USAID to get to know them and their work 
better, especially those specialized NGOs that already exist. They feel that, rather than 
deciding in advance what particular skills it will support strengthening, and based on a 
more realistic understanding of an NGO's strengths and weaknesses, USAID should 
support building whatever functions need reinforcing. One NGO suggested that, "Maybe 
part of the grant money should be for internal evaluations of organizations, instead of 
just for projects, so we can really strengthen our weakest areas." Meanwhile, a PVO 
representative recommended that, "In addition to financial audits, it might be good if 
AID required an organizational evaluation every three years or so to look at the long
term strategy d whether there's been progress." 

The view was also expressed by one or two interviewees that USAID should give
priority to strengthening existing NGOs, rather than "propitiating the creation of new 
ones." 

11. In deciding what organizations to support, USAID should respect the 
missions of individual NGOs and, without limiting selection criteria solely 
to administrative capacity, should take into account appropriateness of 
goals, clarity of objectives, knowledge of the area, and the demonstrated 
ability to carry out the work. 

Discussion: 

As with their view of RENARM, local NGOs felt strongly that the criteria 
generally applied by USAID Missions when choosing NGO grantees are tar too narrow. 
While they recognized the importance of financial management, reporting and other 
administrative requirements, they expressed great frustration due to what they perceived 
to be a lack of appropriate recognition of their organizational purposes and program 
achievements. 

There was also a feeling on the part of a good number of NGOs that, by focusing 
so narrowly on administrative capacity -- and thus limiting the universe of NGOs from 
which to choose -- USAID was, in effect, intervening in the missions of affected NGOs. 
That is, rather than recognizing that an NGO has solid experience in a particular type 
of activity or skill, if it is thought to be administratively weak USAID will generally 
persuade another NGO (with proven administrative ability, but not a specialist in the 
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field in question) to take up the new priority. Some NGO leaders held that it is the 
NGO community itself that should help decide who gets what grant, pointing out that 
they know one another's specialties, strengths and weaknesses, particularly in the 
environmental sector, and could be called upon to do some initial sorting among
themselves. It was felt that the payoff for them would be to reduce the number of 
proposals they would all have to write just to keep their options open, thus saving them 
countless hours of work and much-needed resources. 

Finally, at least one NGO leader felt that "AID should support all conservationist 
lines, without respect to political and ideological aspects." Another underscored the 
importance of "partnership," noting that USAID should give greater credence to what 
local NGOs say is needed: "After all, we're the ones who live here." 

12. USAID should take greater advantage of local knowledge and 
when designing programs and projects, and when selecting co-. 

pertise 
lltants or 

technical experts. 

Discussion: 

All local NUUs interviewed called for a higher level of confidence by USAID in 
local project executors. That is, they want USAID to take their opinions more seriously,
recognizing that they are based on an intimate knowledge of the areas where they work, 
without having the Agency impose its own views on them. As one person put it, "AID 
just decides: 'we're going to support x, whether you like it or not', without listening to 
what we have to say." Anon.her remarked, "AID should analyze the institututional 
objectives of NGOs, and not just announce 'We have money for this; who's interested?"' 

With regard to project planning, one large NGO felt that, "There's a marked 
tendency to be superficial. We would dedicate a year to planning and the rest to 
implementation, with a very clear, detailed agreement for implementation." 

One specific recommendation by a local NGO leader was ihat USAIDs create a 
"Technical Assistance Fund" for the projects they sponsor. He noted that, "when a 
consultant is needed, it's hard to get one." 

In addition, there was a call for USAID to take greater advantage of local 
expertise when choosing consultants, especially for the provision of technical assistance. 
Many felt that "foreigners come to learn from the locals." One person expressed it this 
way: "AID should be more selective when they contract for TA. Some good local NGOs 
could do it, and more funds would stay in the region." He added, "This would also help 
institution strengthening." Another local NGO leader said, "Instead of hiring consultants 
who do the work and go their way without transferring capacity to an existing 
organization, they should hire local institutions." 
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13. 	 USAID should make a conscious effort to use its influence with 
governiA ents to help improve relations between the public sector and the 
NGO community, thus reducing prevailing anti-NGO sentiment. 

Discussion: 

A good number of the NOOs interviewed felt that USAID would be an ideal 
catalyst for facilitating better relations between them and their governments. In the 
words 	of one NGO leader, "AID should help dilute suspicion by government against 
NGOs." 

One specific suggestion for accomplishing this came from a PVO representative
who thought that perhaps USAID's government counterparts should be required as part 
of the 	contractual arrangement to work in an NGO, say two days a week. He felt this 
would 	stimulate closer relations with the public sector, and a greater understanding by 
government functionaries of how nonprofits operate. 

It should be noted that this call for USAID to play a catalytic role between the 
public sector and the NGO community also encompassed regional and local 
governments, not just national ministries 

14. 	 In order to strengthen the NGO community as a whole, while ensuring 
more effective programming, USAID Missions should promote 
collaboration among NGOs at the national and regional level, creating 
incentives for greater communication and program coordination among 
them. 

Discussion: 

Here, too, USAID Missions were seen as ideal catalysts. One PVO representative 
expressed the view that, "AID can provide incentives; an agile Mission should be a 
catalyst. After all, this is not a humongous agency." 

Meanwhile, NGO representatives seemed to recognize that, without some outside 
force or influence, it will remain difficult for the NGOs themselves to coordinate 
effectively or efficiently on program initiatives. 

(See discussion under Recommendation 2. pertaining to RENARM for opinions 
and suggestions which also apply to USAID in general.) 
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C. FinancialMechanisms 

15. USAID should make longer-term funding for NGO projects a standard 
operating procedure, providing support for such mechanisms as 
endowments, trusts and "umbrella"arrangements in order to support NGO 
sustainability. 

Discussion: 

Second only to communications, the improvement of the financial mechanisms 
currently used by USAID was seen by local NGOs to be the issue of greatest 
importance. Many interviewees went into lengthy explanations about how the duration 
of a grant can be key to their ability to plan for the most effective use of all 
organizational resources. The head of one large NGO exclaimed: "AID financing should 
aim at creating a 'critical mass'; a $400,000 long-term grant is a thousand times better 
than five 'count-the-drops' grants of $100,000 each. (What he calls "financiamiento 
conta-gotas."). He went on to say that, "Grants could be managed by third parties and 
they could evaluate, say, every six months; that doesn't matter. But if the NGO knew it 
would be funded for a longer term, it could plan better." In summary, he said: 
"Institutional stability is the greatest need; self-financing should be a goal, but not an 
objective in and of itself." In essence, this and numerous other interviewees felt very 
strongly that "the duration of a grant is as important, ifnot more important, than the 
amount." 

Related to grant duration, NGOs also raised USAID's sense of timing with 
regard to expected outcomes as a constraint. That is, as one person said, "Projects 
should be funded not year-to-year but, say, for four years, knowing that results can't be 
seen until the fourth year." As one NGO technical specialist said, "AID needs to 
distinguish more between the 'heroic' vision of work and a detailed 'carpentry' 
approach, especially in environmental work." 

Meanwhile, all felt that it would be important for USAID to ensure that, as one 
person put it, "Funds really get to the destination for which they were granted, and that 
this be verified." 

One NGO which was seen to be highly successful in its field at the national level 
complained that, "NGOs with no counterparts have problems getting AID money." To 
remedy this, the group in question was in the process of preparing a proposal in 
conjunction with an NGO with which it had relations in another country of the region, 
the reason being that the other NGO had a U.S. counterpart willing to submit the 
request to USAID. Though the initiating NGO had done all the work, and in spite of 
the fact that the proposal was for forming a regional network of similar NGOs, in the 
end the amount to be requested had been significantly increased in order to cover the 
U.S. PVOs administrative expenses. 
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Among the most frequently mentioned suggestions for alternative financial
 
mechanisms was USAID support for NGO endowments. Some felt that endowments
 
should be for specific purposes or geographic areas. It was noted that this would also
 
help to "create a relationship based on trust between AID and NGOs." A few of the 
larger NGOs were already planning to create endowments, some through debt-for
nature swaps. On the question of endowments, many also felt that international PVOs 
should be used as a 'bridge process' for their creation. That is, PVOs would serve as a 
guarantee mechanism, providing institutional strengthening, evaluations, and so forth. It 
was further recommended that such arrangements incorporate a gradual but purposeful 
process by which the PVO would transfer the trust and confidence it enjoyed at USAID 
to the NGOs, thus enhancing their credibility with the Agency. 

As was reported in connection with RENARM, another mechanism mentioned 
by a number of NGOs as an attractive standard for USAID funding was the "umbrella" 
arrangement. This has been done by the Agency in a number of countreis (Fundacion
Vida in Honduras and the CINDE model in Costa Rica were mentioned as examples in 
the region). This approach provides USAID funding for smaller projects directly to 
NGOs through a local foundation or trust. In this connection, the "ICS" (In Country
Service) model pioneered and adopted by the Inter-American Foundation was also 
mentioned as an example of how such arrangements could be administered and 
monitored. This model is used to contract local firms or organizations to provide needed 
field support and services to both grantees and Foundation staff. According to one 
RENARM-related NGO that receives funds from various other sources, the ICS model 
is also now being used by CIDA/Canada. The NGO in question is visited periodically by 
a contractor from the capital city, rather than having to submit frequent reports to 
CIDA. One interviewee who had experience with both the CINDE and CIDA models 
felt that, while these approaches would be an improvement, they represented a
"responsive mode," and were perhaps too centralized. As he pointed out, "It needs to be 
clear who owns the problem and the solution; ideally, USAID should use a more 
decentralized model." 

Finally, there was a broadly-held desire by NGOs for the "intangible aspects of 
the work" to be analyzed, recognized and factored in as an integral part of project 
expense (i.e., the time it takes to administer or manage projects). The head of one large 
organization remarked, "With regard to administrative costs, NGOs don't live on air. 
AID should recognize this and do prior study. It's like requiring an audit to establish an 
overhead rate, without understanding that it's an expensive, time-consuming process." 

D. 	 Administrative Issues 

16. 	 To strengthen relations with the NGO community, achieve improved
administrative efficiency, and increase the cost-effectiveness of the funding 
it provides, USAID should adopt more flexible administrative procedures 
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for dealing with NGOs and PVOs. 

Discussion: 

It will come as no shock to learn that USAID is perceived by the overwhelming 
majority of those interviewed to be a "very bureaucratic" institution. A number of 
interviewees admonished that, "AID needs to become 'user-friendly'." 

This admonition was articulated in connection with everything from NGO
 
registration procedures to grant-seeking and reporting requirements, which were
 
experienced as extremely time-consuming, burdensome and wasteful.
 

Most often mentioned was a lack of flexibility in terms of project or budget 
adjustments, which NGOs felt they had to justify beyond reason. One reported that it 
takes six months to amend a project, noting that by that time the "window of 
opportunity" for the amended intervention closes. The head of another well-established 
NGO said, "It makes you feel like you're begging." 

As mentioned earlier, NGO registration requirements were unknown by the great
majority of local NGOs contacted. With the exception of Belize, nearly all NGOs that 
had attempted to become USAID-registered had given it up as a futile and costly 
endeavor. In a word, it was felt strongly that current USAID NGO registration 
requirements need to be changed, and that USAID needs to let the NGOs know clearly 
what they are. 

Other procedures mentioned as unduly rigid included procurement and audits. 
With regard to the former, one local NGO described a nightmarish process it had gone
through to procure a particular piece of equipment which had been approved by the 
USAID Mission. Knowing about the "buy U.S." requirement, the NGO had carefully 
researched the U.S. firms that could meet its requirements, and had selected the only 
one whose product fit the bill -- only to learn months later from the Mission that the 
U.S. firm in question was not "on the list." After nearly nine months, a less-than-ideal 
version of the piece had finally been procured from another U.S. company that was "on 
the list." 

NGOs that receive funding from multiple sources reported that requirements by
other donors, including foreign governments and private foundations, were much more 
flexible than those imposed by USAID. For example, it was explained that, in addition 
to coming with fewer "strings attached," funds from other sources may be put into an 
interest-bearing account, while USAID funds may not. The CEO of one NGO reported
that his board of directors "often says we shouldn't accept AID money; it's more trouble 
than it's worth." 

One of the most often expressed complaints related to the USAID 
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administrative system is the time it takes to receive funds. One interviewee explained, 
"We need prompt payment; NGOs live from hand-to-mouth. It usually takes from 45 to 
120 days to get payment." Another exclaimed, "AID money comes so late - after the fact 
- and even then it comes without flexibility.. AID needs to place more trust in NGOs. 
Other donors seem satisfied with our results, and we feel better about it too." A number 
of NGOs felt that it wouldn't matter if they received funds in "smaller chunks," as long 
as it came with fewer restrictions and on a timely basis. 
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GENERAL OBSERVATIONS 

Though the foregoing recommendations were formulated by participating NGOs 
and PVOs well before the issuance of USAID's new "Principleson Participatory 
Development" or the Vice President's "Gore Report on Reinventing Government; Report of 
the National Performance Review ," they fully support the directions outlined in those 
recent statements of policy. Therefore, the value of their content and the importance of 
the potential contribution they represent seem particularly germane at th;k moment. 

0 In the case of the USAID Statement, ten Principles which are to undergird the 
work of the Agency in future are set forth, beginning with these words: "There is 
nothing more basic to the development process than participation;" it continues with the 
following: 

First, broad access by people to their country's economy and participation in 
their society's decisionmaking processes are results we seek to support; they are 
fundamental to sustained development; and 

Second, our support is more likely to lead to these results if the development 
programs are relevant to people's needs, and for this there needs to be broad 
participation by people in defining development priorities and approaches." 

(Annex 4 provides a graphic depiction of how one Principle builds on another. It 
was prepared by MSI for training purposes. Also included is copy of the 
complete Statement.) 

U Meanwhile, in a joint statement contained in the Preface to the Gore Report, 
the President and Vice President announce: 

It is time to radically change the way the government operates - to shift from 
top-down bureaucracy to enrtrepreneurial government that empowers citizens 
and communities." 

The Report makes clear the Administration's intention to apply this philosophy 
not only here in the U.S., but also to all government-sponsored activities overseas. 

The Report contains recommendations to Congress for every federal department 
and agency. Among those affecting USAID are the following: 

U Reduce Funding, Spending and Reporting, Micromanagement 
Eliminate AID's outdated or unduly burdensome reporting requirements 
and reduce legislative earmarks to provide greater operating flexibility; 
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" 	 Establish an AID Innovation Capital Fund 
Create a capital investment fund to improve information and financial 
management systems and customer service. 

* 	 Reengineer Management of AID Projects and Programs 
AID should use pilot programs and new approaches to emphasize 
flexibility, innovation, customer service and program results. 

Legislative proposals for the enactment of these measures have now been sent by
the President to the Hill, with a request for action in the next session of Congress. 
(Annex 5 provides a "Summary of Reinventing Government," a book by David Osborne 
and Ted Gaebler -- the thesis which has been espoused by the Clinton Administration 
and is 	the basis for the recommendations contained in the Gore Report.) 

0 	 We should also point out that the opinions and recommendations transmitted to 
USAID by NGOs and PVOs through this survey were again validated in a subsequent 
report to the Adminsitrator by a joint PVO/USAID Task Force which was asked to 
develop "Policies for a More Effective Partnership" between the two. The Task Force 
report, dated November 1, 1993, echos the call documented here for improved 
communications and a general overhaul of current financial mechanisms and 
administrative procedures. Acknowledging the growing importance of indigenous NGOs 
if sustainable development is to be achieved, the report recommends support for 
increasing the capacity-building skills of U.S. PVOs -- both for their own organizations 
and for local NGOs. Among the conclusions and recommendations contained in the 
report is the following: 

o 	 The current registration, procurement, grant negotiation and oversight 
system is a significant impediment to the USAID/PVO partnership and 
that it reduces the effectiveness of USAID resources and of PVO 
performance. The Task Force believes that the system is redundant, costly, 
stifles risk taking, adversely affects project performance and does a poor 
job of monitoring prudent use of federal funds. Comprehensive 
restructuring of these sytems and procedures is essential. 

o 	 Direct Institutional Support to Indigenous NGOs. This form of support is 
consistent with the shift toward growing reliance on NGOs and with the 
emphasis on pluralism and the strengthening of the independent sector. 
USAID priority areas, particularly building democracy, provide ample 
flexibility to build institutional capacity but within a defined areas of 
concentration. There is a substantial need for this type of assistance. 

o 	 USAID should support capacity building designed to achieve USAID goals 
through three mechanisms: directly to local NGOs; through U.S. 
organizations in order to assist indigenous groups; directly to local U.S. 
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PVOs. 

o Support should be provided across a broad spectrum from the installation 
of financial systems to staff development and leadership training to 
strategic planning. 

It is our sincere hope that the sentiments expressed in thesse pages by local
 
NGOs and international PVOs will be of assistance to USAID as it formulates the
 
guidance and procedures needed for putting the new policies into practice.
 

Meanwhile, the following personal observations are offered by the survey team in 
recognition of the professionally-rewarding experience this assignment represented for 
its three members. We can only hope that our commitment to mutually-productive
relationships between USAID and the NGOs/PVOs of Central America and elsewhere 
is accurately reflected in these pages. 

1. 	 The immediate and open reception we were accorded by all who participated in 
this survey seems to us an indication that, with increased attention to outreach 
and information-sharing, USAID can greatly enhance its image within the 
NGO/PVO community, as well as the positive impact of its programs and 
projects. We believe that even simple information sessions held by Missions on a 
periodic basis would produce surprisingly-positive results in a cost-effective 
manner. We were told once and again by NGO representatives that this was 
virtually the first time "real interest" had been demonstrated in their perceptions 
and opinions. We can attest to the fact that this resulted in very frank, lively and 
fruitful discussions. 

2. 	 We were sruck by what seemed the underutilized potential for building more 
dramatic development results through the meaninLful participation of the NGO 
sector and the careful coordination of public and private efforts. As one travels 
from country to country observing the current political context, there is a sense 
that windows of opportunity are now open and could be maximized if coalitions 
and networks were created within and between the countries of the region. We 
agree fully with the NGOs that USAID could play a vital role in facilitating the 
evolution of such networks. 

3. 	 It bears repeating that, at this juncture, the achievement of significantly-greater
effectiveness and long-term sustainability for most of the NGOs contacted will 
depend on their ability to acquire the skills associated with general organization 
development and management. While we do not underestimate the importance of 
the technical skills needed for project implementation, if the organization which 
supports those projects witherss or dies, all will be the losers. Strategic planning,
volunteer, membership and resource development, public outreach campaigns, 
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and the like will be key to future organizational performance and long-term 
sustainability. This is particularly true for environmental organizations, since 
ultimately success will depend upon broad citizen awareness and participation. 

4. 	 The NGOs surveyed felt it would be important to follow up on this effort, once 
this report becomes available and they have had a chance to consider it. We 
agree! They also asked that it be translated into Spanish so that they can share 
these findings with their people in the field. 

Various suggestions were received with regard to how this information might be 
used in future, including: 

N 	 A Central American seminar for all who participated in the survey; 

0 	 National and regional dialogues between USAID and the NGO 
community; 

0 	 Local discussion groups among the NGOs that participated in the 
survey, plus other appropriate environmental groups; 

0 	 Round table discussions involving the NGOs and the relevant 
public sector representatives convened by USAID Missions or 
RENARM.
 

In closing, we urge that RENARM and USAID listen vety carefully to these 
" Voicesfrom the Field' as the Agency moves to develop new implementing guidelines and 
procedures, and that they take the greatest and most immediate advantage possible of 
what these voices are saying. 
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ANNEX 1
 



LIST OF INTERVIEWEES 

BELIZE 

Belize Audubon Society
 
Virginia Vasquez, Executive Director
 

Belize Center for Environmental Studies
 
Lou Nicolait, Managing Director
 

Belize Enterprise for Sustained Technology (BEST)
 
Briget Cullerton, Managing Director (telephone interview)
 

Belize Zoo & Tropical Education Center
 
Sharon Matola, Director
 

Programme for Belize
 
Joy Grant, Managing Director
 

Former PP Research Fellow, Janet Gibson (telephone interview) 

COSTA RICA 

Fundacion Neotropica 
Vera C. Varela, General Director 
Gaston Gasto, Engineer/Project Director 
Edgar Vargas, Director of Administration 

Paseo Pantera 
Jim Barborak, Regional Coordinator 

Proyecto Ambiental para Centro America (PACA) 
Juan Carlos Romero, Project Manager 
Sylvia Marin, Assistant to the Regional Coordinator 
Joe Stuckey, Regional Advisor for NGO Strengthening 

Caribean Conservation Corporation (CCC) 
Thomas Divney, Director 

EL SALVADOR 

Asociacion de Amigos del Arbol (AMAR) 
Francisco Rivas Mendez, Executive Director 
Jorge Acosta Hernandez, Member of the Board of Directors 



Centro de Proteccion para Desastres (CEPRODE)
 
Lidia Castillo, Exeuctive Director
 

Centro Salvadoreno de Tecnologia Apropriada (CESTA) 
Dr. Ricardo Navarro, Director 
Alma Carballo, 3rd Director 
Darcy Alexandra, Manager, Gender & Sustainable Development Program 

Fundacion Maquilishuatl
 
Marta Elena Rauda, Executive Director
 

Fundacion Panamericana para el Desarrollo (FUPA)
 
Ana Carolina Martinez, Training Manager
 

GUATEMALA 

Asociacion de Rescate y Conservacion de Vida Silvestre (ARCAS)
 
Oscar Murga, Director
 

Asociacion Supervivencia Zacapaneca (ASUPERZAC) 
Rosa Elena Morales, Member 
Wilfredo Duran, Environmental Education 
Marisal Lemus, Receptionist 

CARE/Guatemala 
Hilda Rivera, PACA Project Coordinator 

Centro de Datos para ]a Conservacion (CDC) 
Olga Isabel Valdez Rodas, Coordinator 

Fundacion Defensores de ia Naturaleza 
Andreas Lehnhoff, Executive Director 

Fundacion Defensores Medio Ambiente de Baja Verapaz (FUNDEMABV) 
Arminda Tejada, Executive Secretary 
Margarito Cordoba, President 



Fundacion para el Ecodesarrollo y la Conservacion (FUNDAECO) 
Marco Vinicio Cerezo, Director 

Proyecto Petenero para un Bosque Sostenible (PROPETEN)
 
Carlos Soza Manzanero, Coordinator
 

HONDURAS 

Asociation de Maestros por el Medio Ambiente (ASOMA) 
Fidelina Zuniga 

Bay Islands Conservation Association (BICA) 
Irma Brady 

CARE/Honduras 
Edas Munoz, P .CA Administrator 

Fundacion Banhcafe (FUNBANHCAFE) 
Jose Rolando Bu Zaldivar, Executive Director 

Fundacion Cuero y Salado (FUCSA) 
Maria Luisa Falck, Executive Director 
Jose Herrerc 

Fundacion Hondurena de Ambiente y Desarrollo (VIDA) 
Victoria de Diaz, Executive Director 

Fundacion Hector Pastor Fasquelle 
Fernando Fernandez 

Instituto Ecumenico Hondureno de Servicio a la Comunidad 
Rodolfo Cortes 

Proyecto Aldea Global 
Chet Thomas, Director 



NICARAGUA 

Colegio de Biologos y Ecologos de Nicaragua (COBEN)
 
Jacqueline Membreno
 

Fundacion Nicaraguense para la Conservacion y Desarrollo (FUNCOD)
 
Juan Jose Montiel, General Director
 

Fundacion Mujeres por el Medio Ambiente
 
Hilda Arguello
 
Estella Arias
 

PANAMA 

Asociacion Nacional para ]a Conservacion de la Naturaleza (ANCON)
 
Carlos Brandaris, Chief, Conservation Division
 

Fundacion de Parques Nacionales y Medio Ambiente (Fundacion PA.NA.M.A.)

Itzel Damaris Rojas, Manager, Gender and Natural Resources Project
 

Gnipo de Ciencia y Tecnologia para el Desarrollo (GRUCITED) 
Dr. Humberto Rilovar, Executive Director 

UNITED STATES 

The Nature Conservancy (TNC)
 
Brian Houseal, Regional Director, Central America and Mexico
 
Paquita Bath, Training Director
 

NYZS The Wildlife Conservation Society (NYZS)
 
Alejandro Grajal, Director for Latin America9 (telephone interview)
 

The Wildlife Conservation Society (WCS)
 
Archie Carr, Regional Coordinator for
 
Mesoamerica and the Caribbean (telephone interview)
 


