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1. PACT/Washington needs to spearhead a complete Robles Sep 94
 
overhaul of this project that includes developing a
 
strategic plan, a revised logical framework, a global
 
plan, FY 95 annual plan, revised budget, and a
 
re-structured administration and personnel to implement
 
this re-designed project. This active planning is
 
essential to get this project on track.
 

1.1 This project needs to be redesigned so that the Robles Jul 94
 
project is in accordance with the scope of work of the
 
Project Paper, the Cooperative Agreement, and PACT's
 
technical proposal which have institutional
 
strengthening and building of 200 Peruvian NGOs as a
 
central focus.
 

2. USAID/Peru needs to play an active advisory role Robles Sep 94
 
in re-designing this project. It needs to provide
 
guidance, close supervision approvals and act as a
 
genuine partner for these reforms to be instituted.
 

3. The contractor should write a 30 page strategy Robles Aug 94
 
paper and obtain USAID/Peru approval before continuing.
 

4. The contractor needs to design arni write a new Robles Aug 94
 
logical framework for the next 4 1/2 years. It should
 
start with the purpose and its indicators, goal and then
 
proceed to define outputs and their respective

indicators. These include:
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ABSTRACT 
H. Evakation Abstracl tD n u - i-*, 

The Peru PVO Support Project No. 527-0353extendtrom September 30, 1992 to
 
September 29, 1998 (6Years) with a budget of $it0U, 000 (subgrants $7,217,004).

This was a shakedown evaluation required in the Cooperative Agreement and was
 

conducted i year and 7 months into the project by an independent evaluator under
 
purchase order with USAID/Peru. The evaluation purpose was to answer
 
uncertainties regarding project design, project activities producing outputs, and
 
administration and organizations issues. The project isadministered by the U.S.
 
PVO Private Agencies Collaborating Together (PACT). The project purpose is to
 
strengthen the institutional capacity of Peruvian NGOs to work more effectively

with community organizations in the delivery of services in key sectors. The
 
major findings and conclusions are:
 

. The Project has a good design in the Project Paper but the contractor has
 
not emphasized the basic concept of institutional strengthening as the
 
centerpiece of this project.
 

. Only one of three project outputs (NGO sub-grants) is somewhat on track;
 
the other two components (institutional strengthening and Title II Program

management) have not really gotten started. Project activities in those two
 
outputs hardly exist.
 

PACT has recently signed 14 sub-grants totaling $3.2 million and two
 
institutional development grants totaling $300,000. These will assist 30 NGOs
 
in Cajamarca and Ayacucho. Selection systems to get proposals are generally

good.
 

Contractor has weaknesses in field staff and an acrimonious relationship
 

with the Mission.
 

Recommendations are:
 

PACT needs to re-design the project strategy, logical framework,
 
operational plan, annual plan, restructure the budget, and perhaps reorient some
 
field staff to get the project on track.
 

COSTS 
I. Evaluation Costs 

1. Evaiuation Team Contract Number OR Contract Cost OR 
Name Affilation TDY Penton Days TDY Cost (U.S. $) Source of Funds 

Donald Swanson Independent 527-0353-3-30133 8,000 Project No. 
527-0353 

13 Person day 

2. Misslon/Offie Professional Staff 3. Borrower/Orantee Professional 
Person-Days (Estimate) 3 Staff Person-Days (Estimate)_ 
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L oontinuation shee 

4.1 Re-structuring the concept of institutional development so 
that it goes beyond the present focus of institutional 
development grants. It should include increased sequential 
training and certification of NGOs; technical assistance awards 
and specific project interventions for NGO's specific needs; 
and technical training in health, microenterprise, and 
agriculture. 

4.2, Producing high quality outputs for institutional 
stiengthening (publication of NGO directories, publication of 
needs assessment, systematization of NGO experiences) within 
the framework of a strategic plan. 

4.3 Adding a new output component of sustainability and self
financing for the respective activities and indicators. 

4.4 Targeted actions for strengthening and graduating NGOs to 
higher levels of sustainability with respective activities and 
indicators. 

5. It is recommended that the PL 480 component be taken out of 
the PACT contract and re-adjustments made for PACT personnel. 

Robles Aug 94 

6. The contractor should be required to write (not contract) 
a new four and one-half year detailed operational plan that 
describes, in detail, outputs, description of activities, and 
a complete monitoring and evaluation system with specific 
indicators. USAID/Peru should provide guidelines for this 
document and approve it. 

Robles Set 94 

7. Once the operational plan is approved, the contractor should 
re-write its annual plan 1994-95 as one-fourth of the 
operational plan with specific detail. USAID/Peru should 
approve this document. 

Robles Oct 94 

8. The contractor's headquarter support and its in-country 
management and administration should be redirected to implement 
changes required. 

Robles Aug 94 

9. PACT/Washington should be obligated to spearhead these 
reviews in Lima during the formulation period for the Strategic 
Plan. PACT/Washington should take full responsibility for re
organization and administration of this project in line with 
the new global plan. Their presence is required to change 
personnel, if needed, and to restructure the budget in line 
with the new activities and outputs. 

Robles Aug 94 



A.I.D. EVALUATION SUMMARY - PART II 

S!IT4AADV 

J. Sumnary of Evaliuano Findings - Conclusions and Recommendation (Try no to exceed the three (3) pages provided 
Address the followiq Items:
 

" Purpose of evalaon and methodology used a Principal recommendations
 
" Purpose ofactivity(les) evaluated 0 Lessons learned
 
" Findings and conclusions (relate to questions
 

Mission or Office Date This Summary Preared: Tide And Date Of Pull Evaluation Report:
 
USAID/Peru 06/30/94 Shakedown Evaluation PVO Support Project 527-0353
 

J. Summary of Evaluation Findings 

The Peru PVO Support Project No 527-0353 is a six year effort for the period September 30, 1992 to September 29, 1998 and is 
administered by the US PVO Private Agencies Collaborating Together (PACT) through a cooperative agreement with USAID/Peru. The 
project purposes are 1) to expand the amount and increase the developmental impact of PVO/NGO programs in the key sectors of 
agriculture, health and enterprise development; and 2) to strengthen the institutional capacity of Peruvian NGOs to work more effectively 
with community organizations in the delivery of services in these key sectors. Project outputs are 1)direct grants awarded to U.S. and 
indigenous NGOs; 2)workshops/seminars conducted to assist in maximizing NGO services and resources, and improving service delivery; 
3) skills, knowledge, and suitable technologies transferred through NGOs to key sector beneficiaries; and 4) uniform, synchronized financial 
monitoring and impact reporting systems developed by PMU and adopted by the food-handling agencies. 

This "shakedown evaluation" was contemplated in the Cooperative Agreement to analyze the project after one year and to make necessary 
adjustments for the six-year project. The evaluation was a 14 day effort to review documents, discuss the project with both PACT and 
USAID/Peru, and have several focus group meetings with NGO officials. The evaluation assessed 1)the overall project design, 2) specific 
project activities and results, and 3) project organization and administration. Evaluation results are presented with findings, conclusions, 
and recommendations. Seven annexes provide the scope of work, documents, and a revised logical framework for the project. 

Findings.- The initial Project Paper design is well-stated and is in line with the Peruvian NGO needs and aspirations. It contains a minor 
flaw of having a dual purpose statement of I) project development focus and 2) NGO strengthening focus. The contractor has taken a strong 
project development focus at the epense of institutional strengthening. 

The PVO Support Project emphasizes NGO institutional strengthening. The contractor has placed a misguided and dominant focus on sub 
grant development activities (DAGs). This stems from several factors that include 1) PACT/Washington experience in sub grants in other 
countries and transfer of those exp--irces to this project; 2) PACT/Peru staff interest and experience in sub grant projects; 3) PACT/Peru 
staff lack of institution building ex,:-rience; 4) USAID/Peru giving mixed signals at times regarding its position on sub grants, particularly 
in terms of their number and the frequency of approvals; 5) a poor understanding by PACT/Peru of how sub grants are to be used as a 
means to obtain a higher purpose of institutional development; 6) PACT/Peru unwillingness to acknowledge the need for an institutional 
strengthening and building strategy; and 7) PACT/Peru's desire to get immediate sub grant projects started rather than devise a strategy 
for the slower, more amorphous effort of institution building. 

The original Project Paper design emphasizing three levels of NGO development appears to be right on target. The Project Paper and 
PACT's proposal make this approach central to a future strategic plan. The contractor has gotten misguided and confused as it implements 
a very limited, superficial, and different kind of project then was designed. Left alone to continue its present misguided course, the present 
implemented outputs will never produce the project purpose in the six-year project period. The contractor does not have an institutional 
strengthening strategic plan 19 months into the project. It has planned and implemented project activities in linear fashion in substitution 
for well thought out and focused activities directed at achieving the desired impact. 

Fim current population, geographic, and sector focus are well enough formulated to impact favorably on NGO institutional strengthening, 
if implemented well. There are perhaps about 200 NGOs and 3,000 NGO employees in the three sectors of health, microenterprises and 
agriculture; and about 50-60 NGOs in the four principal target geographic zones. 

The contractor is required to deliver three project products (outputs) that are handled as project components. These are 1) Sub Grant 
Projects; 2) Institutional Strengthening; and 3) the PL 480 Title II Monitoring and Evaluation System. 

I/1.. 
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The Sub-Gmm Project Componen has dominated project implemenmation to date during these first 19 months. The contractor set-up good 
selection criteria, evaluation mechanisms, concept paper mechanisms, and screening processes for receiving concept papers and eventually 
sub-grant project proposals. Unfortunately, it promoted this sub-grant fund widely and got 828 concept papers from over 600 NGOs 
nationwide that would require a total of $175 million of funds. One hundred four (104) concept papers were submitted to USAID for 
approval after a thorough evaluation. Fifteen concept papers were approved for which the NGOs provided proposals. By May 1994, 
the contractor has signed 14 sub-grant project with 14 Peruvian NGOs for a total of $3,024,888. The sub-grants are good projects in 
themeselves, but lack institutional strengthening relationships and respective indicators. 

The Institutional Strengthening Component has barely gotten off the ground after 19 months. The contractor has provided direct technical 
assistance to the NGOs designing their projects with logical frameworks. In April 1994 the contractor signed two institutional development 
grants with two NGO consortia in Cajamarca and Ayacucho for $!50,000 each, and provided two workshops each in finance/accounting 
and in logical framework development inCajar arca and Ayacucho for 65 NGO staff members from 25 NGOs. There is no strategic plan 
for this component. This cornerstone project component lacks focus, a plan. and indicators of institutional strengthening. 

The PL 480 Title IIComponent is to work with four mature international and national NGOs providing feeding programs. PACT is to 
set up standardized monitoring systems for these organizations. In the past 19 months, very little progress has been made and this 
component is stuck in a myriad of discussions among NGOs, USAID/Peru. and the contractor. USAID/Peru requested from PACT 
leadership in setting up a global strategy for a cohesive monitoring and evaluation system. The NGOs were willing to go along with a solid 
system. The contractor has not been able to provide that system, thus causing delays in starting up what USAID/Peru considers an 
important project output. 

The contractor has spent $1,022,965 through March 31, 1994 outside the grants. This isalmost exclusively for salaries, other direct costs, 
and indirect costs. The contractor has little results to show for this level of expenditure. 

Some serious discrepancies exist between USAID/Peru and PACT regarding this project. USAID/Peru wants PACT to demonstrate 
leadership as a contractor and fulfill its contract obligations based on a strategic plan so that it can avoid micro-managing. It is very 
disappointed in project results to date and has some strong negative perceptions about PACT's capacity to carry out this project. The 
contractor has been quite vociferous and vehement in insisting on being let alone to carry out the Cooperative Agreement as it best sees 
fit and believes USAID/Peru has been obstructionist. The effect of this situation is substantial energy placed on discussing miniscule 
administration level issues in the tar pits level rather than both institutions keeping their eyes on the prize. USAID/Peru in general has 
a clear view of the mountain, while PACT is bogged down in the valleys. 

Present PACT/Peru personnel do not have adequate experience to carry out institutional strengthening as proposed in the PP, Cooperative 
Agreement, and PACT's proposal. PACT staff strengths lie with financial administration and budgeting, NGO project development, and 
medium-level specific sector specialization in health, micro enterprise and agriculture. There is almost no staff experience in NGO 
strategic planning, institutional strengthening, project plannhig, self-financing, sustainability, and other similar institutional strengthening 
needs of Peruvian NGOs. 

Conclusions 

This project has gotten off to a bad start during its first 19 months of implementation. The project lacks focus and direction. It may reach 
some output numbers satisfactorily through sub grants to NGOs, but will not reach impact levels envisioned originally in the PP. The 
several positive aspects of this project (15 sub grants to NGOs; two initial institutional development grants) are overshadowed by evidence 
of poor focus. If the project continues on its present course Peruvian NGOs will not be strengthened to a large degree, will diversify their 
funding portfolios with minimal project influence, will remain low in self-sustainability, and this PVO Support ProJect will have been 
reduced to a simple USAID donation award mechanism. 

The project lacks internal consistency of activities and outputs to produce purpose level indicator impacts. Original project indicators 
themselves are not satisfactory. A strategic plan is a positive document that details in precise terms the institution's strategy, approach, 
focus, and use of personnel and financial resources. This plan and a mission statement sharply fccus the organization's attention on 
important purpose level impacts desired and helps to avoid getting tangled in endless project implementation issues related to outputs, 
activities and project administration) at the expense of having a focused project. 

PACT and USAID/Peru spend enormous amounts of energy stuck in the tar pits at the organization and administration level. PACT 
focuses at this level at the expense of setting this project on a directea course. 
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Re ameddons 

PACTI/Washington needs to spearhead a complete overhaul of this project that includes developing a strategic plan, revising the logical 
framework, designing a global PL 480 monitoring and evaluation plan, a revised 1994-95 annual plan, a revised budget, and a restructured 
administration to implement this re-designed project. 

The contractor needs to refocus the project in accordance with core principles of the Project Paper, Cooperative Agreement, and PACT's 
proposal that has institutional strengthening and the building of 200 Peruvian NGOs as its central focus. The contractor should write a 
30-40 page strategy and get USAID/Peru approval. The key concepts are: 

" Revising the project to an institutional strengthening framework rather than the present project development focus; 
" Devising a strategy of actions for institutional strengthening based on three levels of NGOs and targeted actions for strengthening 

and graduating NGOs to higher levels of sustainability. 

Project activities must be designed to produce new and revitalized outputs that in turn ensure achieving the project purpose. The project 
requires refinement and adaptation to maintain internal consistency. A new strategy is recommended for accomplishing a very focused 
and defined purpose with a new set of revised and measurable indicators. They center on a few fundamental concepts for outputs: 

* Re-structuring institutional strengthening that goes beyond the present focus of institutional development grants and that includes 
increased sequential training and certification of NGOs; technical assistance awards and specific project interventions for NGO specific 
needs; and technical training in health, microenterprise, and agriculture. 

" Producing high quality activities for institutional strengthening within the framework of a strategic plan.
 
" Adding a new output component of sustainability and self-financing with respective activities and indicators.
 
" Targeted actions for strengthening and graduating NGOs to higher levels of sustainability and self-financing.
 

It is recommended that the PL 480 component be taken out of the PACT contract and re-adjustments made for PACT personnel. An 
agreed upon sum would be taken from the PACT budget and be re-allocated to the USAID managed part of the overall budget. If this 
recommendation were not acceptable then a holistic and integral strategy for linking the PL 480 Title II institutions with other NGOs, 
coordination of their food assistance programs, and how a monitoring and evaluation system would function for the betterment of the food 
assistance program is needed. 

The contractor should write a revised logical framework and get USAID/Peru approval; then proceed to write a operational project plan 
and a PL 480 operational plan for the next four and one-half years and get USAID/Peru approval. 

The contractor organization and administration should be redirected to implement changes required. This most likely will require replacing 
certain staff members and contracting other staff members. The budget requires a complete overhaul. 
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rfMMFNT 
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Comment by Contractor/Grantee: Please aee attached observations by PACT-DC Director, Lou Mitchell, dated October 21, 1994.
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PACT,Inc.
 
1901 Pennsylvania Avenue, N.W.
 
Washington, D.C. 20006 
October 21, 1994
 

Mr. Bob Wilson
 
Project Officer
 
USAID/Lima
 

Dear Bob: 

Thanks for your time and conversation at breakfast with Sarah Newhall and me last 
month. 

We have reviewed the "Shake Down Evaluation" and its accompanying "A.I.D. 
Evaluation Summary." Both the PACT team in Lima and in Washington have accepted the 
"Actions Required" and have acted accodingly. 

Actions 1 through 9 of Section E have been completed or are well underway at this
 
time:
 

The "overhaul" was accomplished by a PACT team at the end of June, and a 
chronology for the strategic plan, revised log frame, the Global Plan, budget, 
and annual work plan were provided in July. To date the Mission has received 
and approved the Strategic Plan, the Revised Log Frame, and the Global Plan. 

Since August various drafts and overall project budgets were exchanged so that 
the focus of the Project will be on institutional strengthening. These documents 
will form the basis for a sixth amendment to the original Cooperative 
Agreement. It is my understanding that the Mission will be responding to our 
September 9 letter on the amendment next week and that the PACT 
representative in Peru will be meeting with the contract officers immediately 
thereafter to conclude the reformation of the project. 

The Mission and the PMU, as well as the team in June, have been working 
closely on all of the project plans and revisions. At this time the PMU and your 
office are going over the annual work plan. I am confident this close working 
relationship will become even stronger. 

Inaddition to the above, it is important that we point out that when the decision was
 
made during the evaluation, to eliminate the Food Aid Programs and Monitoring, we made
 

!substantial changes in personnel. The result is that we now have a stronger teamn for 
monitoring and strengthening of NGOs. Specifically, in the monitoring and evaluation area, 
both our new Director, Kris Merschrod, and Deputy, Gloria Tejada, have advanced degrees in 
the area, as well as relevant experience. Kris led PACT's successful NGO Support Project in 
Costa Rica from 1987 to 1990. 



Our reservations about the evaluation, comes not in reference to the Summary, but in 
reference to the process, conceptual orientation and tone of the evaluation. The traditional 
protocol and standard for evaluations - especially in cooperative agreements (see page 21 of 
attachment 2)- is for participation: the evaluator, USAID anid grantee. In this case, there was 
neither collaboration on the selection of the evaluator nor the scope of work. In fact, USAID 
requested we sign the scope of work after the evaluation was in process. Further, although
there was a debriefing of our staff by the evaluator, there was not even an attempt for us to 
participate inor review the final draft. The conceptual orientation of the evaluator was that 
institutional strengthening and training were synonymous and because of this orientation the 
evaluator reviewed the staff only for training background. Had this been discussed beforehand 
our holistic approach of having staff experienced in the practice of the NGO activities carry 
out the training activities would have been evident. For example, PACT's Financial Manager, 
Alicia Rivera, has over ten year's expereience providing training and technical assistance (TA) 
to NGOs in financial managcmemnt and accounting. Ms. Rivera, as part of her duties, also 
provides training and TA to local NGOs. The case is similar in the Agricultural area with 
Hugo Centurion, in micro-enterprise with Luis Del Aguila, and in the health area with Gloria 
Tejada. None of them would be considered "trainers" per se, because they are practitioners in 
their respective fields with training experience. Finally, as I told Don Boyd over the phone, as 
well as the evaluator, I found the content of the evaluation irresponsible, especially in tone. 

Another point which is important in order to put the development of the Project into 
perspective, is the time frame. While it was true that at the time of the evaluation, 19 months 
had gone by since the signing of the agreement, the fact remains that only 10 months were 
operative due to security problems existing at the time. 

These are examples of how the evaluation could have been improved had there been 
more collaboration between the evaluator, USAID and PACT. Nevertheless, with the changes 
in our staff and the positive working relationship which has been built since the evaluation, I 
am sure that the true spirit of a cooperative agreement is at hand. 

I authorize Kris Merschrod to sign the Evaluation Summary Sheet. 

I look forward to my next trip to Peru, Bob. Probably in January or February. 

My best wishes, 

/signed/ 

Louis L. Mitchell 
CEO 

cc. Kris Merschrod, Rebecca Bratter Coleman 
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PROJICT M
 

Narm. 	 Peru PVO Support Proect No. 527-000353 

Project Dates : 	 Septembor 30. 1992 September 29. 1998 (6 Years] 

Bucget 	 S13.600.000 
Delivery S 6.382.996 
Subgrants S 7.217,004 

Evaluation 	 Shakedown Evaluation required In Cooperative Agreement. Done I year 7month,
Into project 

Contractor 	 Private Agencies CollaboratIng Together (PACT) 

-MJ POW -1111MM 
Project Purpose: 	 To expand the amount and Increase the developmental Wnpa of PVO/NGO programs 

In the key sectors of agriculture, health and enterprise developrent; and, 

To strengthen the Instltutlonal capacity of Peruvian NGOs to work more effectively with 
community orgarzations In the delivery of Secs In these key sectors. 

Project Outputs: I. 	 Direct grants awarded to U.S. and Indigenous PVOsRNGOs 

2. 	 WorkshopilSeomnas conducted to assist In maximizing NGO services and 
resources, and Inproving service delivery 

3. 	 Skills, knofwdge, and suitable technologies tanserred through NGOs to key 
sector benefloarles 

4. 	 Unrorn. synchronized financial nxing systems and rnpact reporting system
develope by PMU and adopted by the food-ain agenci 

Indicators 

!. 	 Increased on-fani and off-km IncoXmes 
2. 	 Increased agricultural productty 
3. 	 Decreased number of food insecure households 
4. 	 Mantained or Improved nuirlional statw of small children, especially under te ye of age; inproved 

maternal heallh 
5. 	 Decreased child mortality and morbidity 
6. 	 Increased child spacing 

Purpoe 

1. 	 Number ofcommunities ale to design, plan a d Implemnent their own suslainbe development activities 
as a result of NGO support 

2. 	 Al NGOs receiving Ins ttulnal deveopment subgrants demonstrate capacity to plan. design, manage
and implement sustainable development projoet In agriculture, heaM and enterpises development at 
th community level 

3. 	 NGO as partners of US PrOs roceMng development subgrants demonsirate capacity to plan, design, 
manage, and implement swtalnab:e development projects 
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4. 	 At least 50% of communIty Octvihes suPotetd through NGO/PVO grants are self-sustaineng by EOP 

Increased number of NGOs engoging Ineffective develoment activitfes in agrcuure, employment 
generation. umic .trprie, and child health 

6. 	 Increased donor support for NGO development activities 

7. 	 Improved targetng. synchronized financial monitoring systems and impact reportng systems wtnn the 
food-ossisted PVOiNGOs which provide timely data in uniform comparable fkormat 

8. 	 A significant Increase In the resource diversflcatlon and cost-ffeocven of ongoing A.l.D.-fnanced 
PVO/NGO tood assisted programs. as Indicated ry Increased percentage of non-food aid and non-USG 
participaton in the overall program, decins Incost per beneficary, better ratio of bwft to co.sts and 
increased community participation. 

out"ut 

I. 	 Up to 25 Peruvian NGOs receive training and/or techNcal assistance (trom the Project Management Unit. 
Independent of any subgrant funking) for their Insfltutlonal development, parlticularty Intheir oapacity to 
assist communities lo mobilize and manage resources for sustainable eforts Inkey develooment areas 

2. 	 Up to 18 Peruvian NGO Institutional developmwt subgrants of up to $150,000 each 

3. 	 Up to 13 Peruvian NGO development actvittes subgrants of $100,000 to $1,000.000 each 

4. 	 Increased number of beneficiaries engaged In agriculture, mkohmall enterprise and child health 
activities 

5. 	 Technologies adopied and used 

6. 	 Community projects undertaken and successful 

7. 	 Four food-handling agencies work with PMU to coordinate and sWnchronize financial and inpact 
reporting systems 
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ECUIWI SUMMARY
 

The Peru PVO Suppiort Project No. 527-0353 is a six year effort for the period September 30. 492 to 
September 29. 1998 and administered by t US PVO Private Agencies Colklaorating Together (PACT) with a 
cooperatve ogoement with USAJDI/Peru. The project purposes are to 1)expand the amount and Increase the 
developmental imfpact of PVOINGO programs In Me key sectors of agncu xe. health cuid enterprise 
developmeint: and 2) to strengthen the institutional capacity of Peruvian NGOs to work more offoctively with 
community organizations in the delivery of sorvices in these key sectors. Protect output are 1) direct grants 
awarded to U.S. and indigenous NGOs; 2) workshopsiseminars conducted to assist in nximizing NGO services 
and resources, and Improving service delivory; 3) skills, knowledge, and suitable technologies transferred 
through NGOs to key sector beneficlaries: and 4) uniform. synchronized flinncial monitoring systems and impact 
reporting system developed by PMU and adopted by the foodWhandlng agencies. 

This 'shaedown evaluation" was contemplated In the Coooerattve Aoreement to analyze the project 
after one year and)1o make necessary adjustments for Me six year proeect. The evoktion was a 14 day effort 
to review documents. discuss the project with both PACT and USAJD/Doru, and have several focus group meetings 
with NGO officials. The evaluation assed 1)the overall proect design, 2)spocf project activities and results. 
and 3) project organization and administration. Evaluation results are presented with findings, conclusions, and 
recommendations. Seven annexes provide the scope of work, documents, and a revised logical framework for 
th project. 

The initial Project Paper design is well-stated and is in line with the Peruvian NGO needs and aspirations. 
It contains a minor flaw of having a dual purpose statement of 1) project devolopment focus and 2) NGO 
strngthening ocus. By placing the former project development purpose as the goal and the latter NGO 
strengthening purpose as the sole project purpose, whilo at the same time lowering the high expectations of the 
goal statement, a project focus is obtained. The contractor has taken a strong project developmont focus at the 
expense of Institutional strengthoning. 

The PVO Support Project emphasizes NGO Institutional strengten . The contrac1or has placed 
rmisguided and dominant focus on sib grant development act~ties (DAGs). This stems from several factors that 
Include 1)PACTA/ashington experionce In sub grants In other countries and tansfer of those experionces to this 
project; 2) PACT/Peru staff Interest amd oxperionco In sub grant projects 3) PACT/Peru st"ff lack of Instlitution 
building experience; 4) USAID/Peru glvIng mixed signals at times in wanting sub grants; 5) a poor understanding 
by PACT/Peru of how sub grants are to be used as a nons to obtain a Ngher purpose of institutlonal 
development; 6) PACT/Peru unwillingness to address Institutional strengthening and building with a strategy; and 
7) PACT/Peru desire to get immediate sub grant projects started rather than devise a strategy for the slower and 
more amorphous effort of insfitutlor building. 

The original Project Paper design emphasizing three NGO dovelopmiontl le e,O appears to be right on 
target. The Project Paper and PACTs' proposal make this approach central for a stratogic plan. T h e 
contractor has gotten misguided and confused as It implements a very ImIted, superfIcid, and different kind 
of project then was designed. Left alone to continue Its present misguidod course, heoprsent implemented 
outputs will never produce the project purpose in the six year project period. The contrctor does not have an 
institutional strengthening strategic pin 19 montst Into the project. Ithas pl:anned and Implemented project 
octties In lineoar fashion in substitute for contemplating and planning for a desired Impact. 

The current population, geographic, and sector focus are sufficiently emphasized to support NGO 
institutional strengthening impact If inplementod well. There are perhaps about 200 NGOs and 3,000 NGO staft 
In leh throe sectors of health, micro enterprise, and agriculture; about 50-60 NGOs in lho four principal

-oograplczones. 

The contracor delivers three project products (outputs) that thoy handle as project component. These 
are I) Sub Gran Projects; 2) Institutional Strengthening; and 3) PL.480 Title I Monitoring and Evaluation System. 

The SubGrant Project Component has dominated project Implementation to dat during these first 119 

months. The corkactor set-up good selection criteria, evaluaton mechanisms, concept paper mechanisms, anc 
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screening processes for receMng concept papers n entully sub grant proNct proposals Unfortunately t"ey
prOmoed this sub grant fund widely and got 828 concept papers from over 600 NGOs naftrywde that would 
require a total of S175 million of funds. They screned these concept papers down to 104 and submitted to 
USAID for approval. Fifteen concept papers were approved and the NGOs provi2ed proposals. By May 4994 
the contractor hod signed I5 subgrant projects with Penuvlan NGOs ora total of $3.024.888. The sub grants are
good projects In th emsefves but lack Institutional strengthening relationships and respective inclicators. 

The Instituttonal Strengthening Component has barely gottn off the ground after 19 months. The 
contractor has provided direct technical assistance to the NGOs proparing their projects with logical frameworks. 
In April 1994 the contractor signed two Institutional development grants with two NGO consorlLums In Calamorco 
and Ayacucho for 5150.000 each; and provided two workshops each In fl1n'rcecountingand logical
framework in Cajamarca and Ayacucho for 65 NGO staff members from 25 NGOs. There Is no strategic plan for 
this component. This cornerstone project component lacks focus, a plan, and indicators of Irwslubonal 
strengthening. 

The PL 480 Title 1iComponent Is to work wth four mature Inemalonal and national NGO providing 
feeding programs. They are to set up standardized monitoring systems for these organizations. In the past 19 
months very lttle progress hos been made and this component Isstuck.In a myriad of discussions among NGOs. 
USAIDFer, and the contractor. USAID/Peru requests from PACT leadership in setting up a global strategy for a 
cohesve montoring and evaluation system. The NGOs are willing to go along with a solid system. The contractor 
has not been able to provide that system causing delays In starling up what USADPeru considers an Inportont
project output. 

The contractor has spent $1.022.965 through March 31, 1994 outside the grants. This is almost exclusively
for salaries, other direct costs, and Indirect costs. The contractor has Iftte results to show for this level of 
expenditure. 

Some serious discrepancies exist between LSADwu and PACT regarding Is project. USADIeru wants 
PACT to demonstrate leadership as a contraclor and fulfill Its contract obligations based on a srategIc plan so 
that Itcan avoid micrlomglng. Itis very disappointed In project results to date and has some strong negative
percepions about PACTs' capacity to carry out tis project. The contractor has been quite vocilerous and 
vehement In insisting on being let alone to carry out the Cooperave Agreement as It best sea fit and believes 
USAI)Feru has been obstructionist. The effect of th situation Is substantial energy placed on disussing
minuscule adminlistraton level Issues In the f pits level rather than both Insiors keeping ir eyes on the 
prize. USAI/Peru In general has a clear view of the mountain while PACT Isfogged down In t valleys. 

Present PACT/Peru personnel do not have adequate experience to carry out Institutional strengthening 
as proposed In the PP. Cooperative Agreement, and PACTs' proposal. PACT staff strengths le with financial 
acx*Tnistratlon and budgeting, NGO project development, and mediun level specific sector si in 
health, micro enterprise, and agriculture. There Is almost no staff experience In NGO stategic planning,
insfitullonal strengthening, project planning, self-financing, sustalnabi lly, and other similar inlthtutional 
streneigi needs of PeuvnNGOs. 

Canoluj~on 

This project has goten off to a bad start In the first 19 months. The project lacks focus and direction. it 
may reach some output numbers satlsfactorily with sub grants to NGOs but will not reach Inpoct levels 
envisioned originally in the PP. The several positive aspects of this project (15 sub grants to NGOs; two Initial 
InstltuLonal development gran.,) are overshadowed by evidence of poor focus. If the project continue on Its 
presenl course Peruvian NGOs will not be strengthened to a large degree, will diversify their undIng podtolios
with mnimal project Influence, will rermaln low In self-lusnalilty,an his PVO Support Pro ac will have been 
reduced to a sirnple USAID donation award mechon. 

The project lacks Internal consistency of actiItes and outputs to produce purpose level Inctorkx Impacts.
Original project indlcalor3 themselves are not satisfacory. A strategic plan Isa positive docnent that details 
In precise terms your strategy, approach, focus, and use of personnel and financial resources. This plan ncd a 
missoln statement sharply focus your attentlon on Important purpose level ipacts desired and help to avoid 
getting tangled In mixed level project implementation (outputs, aciMiles, adrInistratlon) atthe expense of having 
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a focused project 

PACT and USAXOMeu spend eormous amount of energy stuck In the tor pits at the organizallon and 
adunilstration level. PACT focuses at this level at the expense of setting this project on a directed course 

PACTMashington needs to spearhead a complete overhaul of this project that Includes developing a 
strategic plan, revising ith logical framework, designing a global Pl. 480 monltoring and evluaton plan. a 
revised 1994-95 annual plan, a revised budget, and a restructured administration to implement hs re-degned 
project. 

a The contractor needs to refocus the project in accordance with core principles of the P c Paper. 
Cooperafive Agreement, and PACTs' proposal that has Institutional strengthening and building of 200 Peruvian 
NGOs as central focus. The contractor should write a 30-40 page strategy and get USAJD/Peru approval. The key 
concepts are: 

a 	 Revising the project to an Institutional strengthening framework rather than the present project 
development focus; 

M 	 Devising a strategy of actions for institutional strengthening based on three levels of NGOs and 
targeted actions for strengthening and graduating NGOs to higher levels of sustalnobilty. 

0 	 Project activities must be designed to produce new and revitalized outputs and that In turn produce the 
project purpose. The project requires refinement and adaptation to maintain Internal consistency. A new strategy 
Is recommended for cccomplishing a very focused and defined purpose with a new set of revised and 
measurab4e Indlcators. They center on a few fundamental concepts for outputs: 

M 	 Re-structuring Institutional strengthening that goes beyond the present focus of Institutional 
development grants and that Includes Increased sequential Wrning and certificltion of NGOs; 
technical asance awards and specific prOjet Interventions for NGO spocfc rwnds; and 
technical training In health. micro enterprise, and agricuture. 

a 	 Producing high quality ocl~fles for Institutional strengthening within the frarework of a strategic 
plan. 

" 	 Adding a new output component of sustainability and seff-financing with respective activitiesand 
Indicators. 

" 	 Targeted actions for strengthening and graduating NGOs to higher levels of sustnablityand self
financing. 

It Is recommended that the PL 480 component be taken out of the PACT contract and re.oMuslments 
mode for PACT personnel. An agreed upon sum would be taken from the PACT budget and be reallocoted to 
the USAID managed parl of the overall budget. f this recofmmendaton were not oepkble thna holstc and 
integral strategy for linidng the PL 480 Ttle IIinstitutions with other NGOs, coordination of their food assistance 
programs, and how a moonioring and evaluation system would function for the betterment of the lood assistance 
program is needed. 

The contractor should write a revised logical framework and get USAID:Peru approval; Oe proceed to 
write a 200 page operational project plan and a PL 480 operational plan for toe next for and one-haf years 
and get USACD/Pru approval. 

The contractor organization and administration should be redirected to limplement changes required.
This most likely will require replacing certain staff members and contracting oter staff members. The budget 
requres a complete overhaul. 
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The Peru PVO Support Project No. 527-0353 Is a six year effort administered by a US PVO Private Agencoies 
Collaborating Together (PACT) for the perod September 30. 1992 to September 29. 4998 with a cooperatIve 
agreement with USAID/Peru. The present project purposes and outputs are presented In the Project Brief. 

A Memorandum of Understanding was signed on April 13. 193 between the Government of Peru and 
the US Government that rovides the legal basis for PACT's authority to provide grants to NGOs in Peru. PACT also 
became a legal entity in Peru. 

The project has been functioning officially for 19 months. However PACTs' Chief of Party was unabb to 
work in Peru on a full time basis until Septernber 1993. Several key personnel were contracted in October 4993. 

This shakedown evaluation" was contempkaed in the Cooperative Agreement to analyze the project 
after one year of operct'lon. The Project Paper for the PVO Support Project makes reference to this shakedown 
because of a few uncertainties oo cernng the design. Interest of NGOs to participate In such a project, and a 
few other unknowns. Itwas mode clear in the Cooperative Agreement that PACT and USADftr would need 
to make necessary adjustmnts for the long term six year project. 

This shakedown evokotion therefore is not an external evaluaton but rather a colloborative effort to 
facilitate some changes thatmay be required to re-direct, put the ship on course, and to focilitote some possible 
strategic options that might assist in making this project more effective and efficient. It is a 44 work day level 
effort by this consultant to review docurents. discuss the project with both PACT and USACIYPeru, and have 
several focus group meetings with NGO beneficiaries. 

The evaluation assesses the three broad areas of 1)overall project design, 2) spedfic project aclttles 
and results, and 3) project organization and administration. Assessments for each question requested In these 
categodes Ismade. 

A rapid appraisal meihodology has been employed. In-depth Interviews were conducted with PACTIPeru 
and USADPwu officials and provide the more substantive data base for finding. This consultant held focus 
group meetings with about 65 NGO star members from 24 NGOs In Clafaxroo and Ayacucho. NGO persons 
were asked to comment on teir Internal and external problems and also to comment on how PACT might be 
most useful for their needs In the remaining 4 1/2 years of this C4opwave Agreeet. Resul of their 
assessments are presented In Annexes 4 and 5. Additional Interview comments are assessed and presented In 
the text. Other information is garnered from project documents and correspondence. 

Evaluation results are presented with findings, conclusions, and reco3etons. Annex I contains the 
Scope of Work for the evaluation. 
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Pidirv 

This section provides principal findings of project design. Prolect outputs and activities, and orgOruzalon 
and ainlNstratlon issues. 

-r101DeeGn 

What constitutes a project design. strategic planning, operational plans, and even simple directional 
maps has been a heavy handed acrimonious debate between PACT and the Mission since project inception 
PACT and USAJDfIru have gone back and forth over needs for such plans, responsibilitiesand obligatons under 
a Cooperative Agreement. and as of this shakedown evaluation no resolution of this Issue yet. Only in eary May 
1994 has the stralegic project design requested by USAID/Peru been accepted by PACT. 

Certain PACT decisions presented in two annual plans, with USAJD/Peru concurrence, constitute the closest 
elements of a strategic plan. From the point of view of PACT. certain decisions made regarding geographic 
locus, sectoral focus, selection criteria for sub-grant donations constitute a strategic plan. The contractors' project 
strategy can be surmnarized as follows: 

i. 	 Focus project in four poverty geographic areas (Cajamarca, Ayacucho, Huancavellca, and Apuriac) 
and in three sectoral areas (agriculture, micro enterprise, and health) 

2. 	 Identify Peruvian NGOs and NGO consortlums working within this geographic and sectoral framework. 
Approach them and request concept papers and project proposals. 

3. 	 Provide institutional strengthening activities for sub grant donation NGOs tha h helping them to design 
project documents and by monitoring their project Implementation of sub grants. 

4. 	 NGO consartiums receive institutional development grants ODGs) for Internalconsortium strengthenig and 
training of Its members. 

5. 	 Four PL 480 Title IINGOs are assisted in setting up a uniform and standardized reporing systems for the 
food- assistance program. 

From the point of view of USAID/Peru the combination of these project decisions taken together are not 
a strategic plan. They are most concerned that PACT design an Integral planning instrument that can be 
kplemented in the next five years to obtain project impacts. 

The PVO Support Project outlined in the Project Paper was designed to have two dual project purposes: 

To expand the amount and increase the developmental Impact of PVO/NGO programs in the key sectors 
of agriculture, health and enterprise davelopment and, 

To strenglhen the institutional capacity of Peruvian NGOs to work more effectively with covmunity 
organizations In the delivery of services In these key st-tors. 

A regular project using the logical framework has one purpose. Indiscussions with both PACT and USAJD 
officials there is consensus that the fir3t purpose Isreally the goal while the second purpose remains the only real 
project purpose. By separating out these apparent dual project purposes it becomes clear the need for a 
focused - srategy. 

The first p In planning a strategy encomasses how to produce the proect purpoe. The srategic 
opfion relates to the products or outputs that together produce the purpose. There is consensus by both PACT 
and LUSADPer fhat the two outputs of 1)NGO Institutions strengmenod and 2) sub grant project Implmented 
as a means for Ititutlonal strengthening are two principal outputs required to produce the purpose. Both PACT 
and USAXVeu coincide also that a third output, not now In place, of 3) NGOs self susailned, Is required. The 
ote project output of 4) PL 480 Title I monitoring and evaluation systems functioning Is also relevant for the 
larger picture of food assistance. 
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The second sITatgic planning issue relates to what the Project Paper (P.17) coils a "1hree er level of 
assisfonce" for NGO insfllutional strengthemng as follows: 

Level 1: 	 Development activity subgrant for NGOs with a level of Capability commensurate with managng 

significant funcing. 

Level 2: 	 Institutional development subgrant for NGOs to gain odditlor.i capacity stengteing. 

Level 3: 	 Technical assistance and training designed to build management and absorpie anes tha 
qualify an NGO for subgrant funding. 

This strategy of gradualism or systemic graduation Is common in Institutional developnmt. It iseven
similar lo the same strategies practiced by NGOs providing credit. troining. and technical asistance in micro 
enterprise development projects. 

The USAID Peru Mission awarded a study contract In August 1993 to SASE and I #uto Ap:yo entitled 
"Evoluci6n Insttuconal de las ONGD on el Peru.' That study reaches the same conclusions as advocated in the
Project Paper that NGOs require guidance In order to gain experience and mtuty. It also coincides wilth 
concuions made by several NGO leaders interviewed for this study. 

The contractor at present isnot adhering to this conceptual hamewk for Wmlmnting the PVO Support
Project as presented in Me Project Paper. the Cooperative Agreement, or PACTs' proposal. Inall tee,documents 
there isconsistent agreement that this project isan NGO Institutional strengthening project. The contraclo' vision 
and scope isquite focused on sub grant donations. The contractor responds to this observation byagreeing tha
its eMPhasis on sub grants was necessary at project Inception and that now that 15 sub grants have been signed
they can focus on a project strategy. Several USAID officers respond that the problem wtth that approach is that
the sub grants would have much improved Institutlonal strengthening characteristics Ifthey were provided within 
the context of an overall plan. 

Some possible explanatons for this sub grant approach Instead of a more comprehensie, Integral, and 
holistic institutional strengthening strategy were stressed In several dfferent Inteiews: 

I. 	 PACT/Washington has not provided its field staff with sufficient orienlation about how to mnanoge 1hs 
project. PACT/Peru staff members Interviewed stated receiving Itile or no drection from PACT
headquarters. They state that the Uile orientaton provided has emphasized sub grant project
development emphasis used in other PACT administered PVO support projects. Those Interviewed believe 
that those concepts have been transferred to this project. 

2. 	 PACT/Peru staff interviewed stated their more Interest and experience InNGO project implementaton and
they have transferred those opproaches to this project. The three key PACT/Peru saff members 
implementing sub grants agree on this point. 

3. 	 PACT/Peru staff affirm their minimal experience In Institution building. While a few staff members attest to 
some fringe lee institutional strengthening experience, they admit In Intervews lack of awareness Inhow 
to proceed to iolement an Insttutlonal strengthening driven approach. Their sub grant approach is 
reflected in this mited approach to Instttuton stregthening. 

4. 	 USAIJDPeru has given a few mixed signals about the direction and focus of this project. The most direct 
example Isthe Nssion Director correspondence with PACTMeru requesting natonal coverage of NGO 
sub grants and tnat sub grants be Implmentled quickly. 

5. 	 PACT/Peru staff members report their Inattenton In sub grant propaa of how project development 
can be used as a means to oblain a higher purpose of Institutional development. PACT/eru staff 
Intervewed stated that Insitutonal strengthening can be mode tfough project Implermentlon but they
believed that this was a minor focus of their effort. They report not having Informed th sub grant
recipients of the central focus of this project. 

6. 	 Instlutlonal strengthening and building Ismore complex and less finite than project development and 
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requires a fairly strict focus to obtain Inpact PACT/Ifru staff have stated toir Preference for project 
developmflent and helping beneficiaries above NGO institutional strengtening 

The original project design, despte Me confusion ovor dual purposes. isright in lino with Peru's country 
needs at present. Both the PACT-funded needs assessment and th SASE sludy make clear that srong and viable 
Peruvian NGOs are needed as the Peruvian Government attempts to reduce its size and services and 
encourages replacement by the private sector or the NGOs. Both studies report t fairly torge sums of 
intematonal funds estimated at around S200 million are currently in the pipeline for perhaps 150-200 NGOs 
Several people interviewed and several recent newspaper articles in Peru attest to a polential flow of new 
funding available especially In Ayacucho Deparlment and in areas where people have been dIsplaced 
because of political violence coused by the Sendero Lumlnoso In the past 12 years. Several people Interviewed 
stated emphaically that NGOs need to be ready to take on larger roles than at present. Those opunons 
coincides with the present project design. 

The SASE/Instituto do Apoyo study makes clear that Insltlutonal strengthening at 1he thee levels is 
required. The study Is especially clear on the levelopmental nature of Peruvian NGOs over a period of time. The 
SASE study documents in good detail how 34 NGOs interviewed go through a developmental process. And they 
cite other studies that coincide with this approach. They coincide with the project design to strengthe NGOs 
and their staffs to be able to deliver more effective and efficient services in the future. 

Several people Interviewed questioned the project design of providing S7.0 million In sub grants for 
project development with 15 NGOs. They argue that this project contribution isa mere, "drop In thoe bucket for 
NGO project financing in Peru. They state that thoe project design emphasizes that sub grants are al mechanism 
or Instrument for achieving a higher Instiuional strengthening purpose. Their problem with thoe controcrs' 
strategy is that the present strategy does not contain institutional strengthening elements. 

In reviewing the 15 sub grants approved to date they do Mt have ochts nor indicalors of Institutional 
strengthening. In interviewing 7 of the 15 NGO directors none of these NGO officials interpreted their sub grant 
as inslitutonal strengthening. PACT daff membe Interviewed agree sub grants were forInsttutkonal 
sirengeeng only inclirecty. The contractor staff agreed that there were no monitoring or trcking for 
insltutional strengthening Indicators of ftse sub grants. The monitoring and evaluation unit w PACT reported 
that they plan to contract out a consuling firm to write up these Institutional strengthening indicators. 

The original Project Paper design emphasizing three NGO developmelal levels appears to be right on 
target. This approach coincides with most NGO Institutional strengthening strategies worldwide. The Project Paper 
and PACTs' proposal make this approaCh central for a strategic plan. PACT/IPeu has yet to devise a strategy for 
strengthening NGOs at thes three levels. PACT/Peru staff wore unaware of this *thee tier approach to 
institutional strengthening. Concepts presented well In PACTs' technical proposal have not gotten transferred to 
PACT/Peru staff as PACT implements a different kInd of project that focuses almost completely on sub grant 
project development. 

one person outside the contractor team Interviewed stated thatthe ionic and paradoxical findlng is that 
the contractor insists on adhering to 1he Cooperative Agreement when in tct they themselves currently 
irpilement less than half the strategy &fa good project design found In the Cooperatve Agreement cmd t 

Project Paper. At the request of this Interviewee, this consultant reviewed the Cooperatve Agreement and found 
same considerable detailed activilles and output that are not being addressed by the contractor, as follows: 

i. 	 Adherence to a tategy using the three tier approach of NGO Insttutonal strengthening; 

2. 	 Monitoring and trackIng Insttulonal strengthening with specific Indicators of progress and chage In 
NGO Informalton, afitudes, and practice; 

3. 	 "Encouraging newly created or strengthened local Insttutions inked to regional and national 
organizations to cary out agriculture, rural development and nutrition programs.' (CA Attachment 2 P. 
2.) 

4. 	 'Promoting A.I.D. PVOINGO pariershIps In the implementatlon of development programs and projects." 

(CA Atactvnent 2. P.2) 
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5 	 *llroved targeting of the foo:asslsted programs and nleshing out and upgrading operational. 
management and techncal nosUfles of th PVO/NGO development community so that they re beter 
oquipped to work on a larger scale In and with community groups' (CA Aftachment 2. P.2) 

6. 	 Technical assstance and training will focus on strongte ing the managemnt capactly of producer 
and marketing associations as well as small and mlcro-entorprlses." (CA Attachment 2. P.3) 

7 	 "Promote increased effectiveness of PVO/NGO food and nontood assistance programs through their 
greater integration. more efficient management and coorcination of available resources, and better 
targeting of beneficiaries." CA Attachment 2. P.4) 

8. 	 "Focus on partlcipatlon and benefits accrued by women In all of the projects by inserting this concern 
as a design Issue, and assembling desegregated gender data to indcatoe progress in project 
participation and iipact.0 (CA Atktmnt 2. P. 4) 

9. 	 *Provtdlnga central source for technical assistance, taining. skils and Information sharing can Increase 
the total output of this fast-growing pool of Institutional support for the poor.* CA Attachment 2 P. 8). 

The current population, geographic, and sector focus are sufficiently omphaszed to support NGO 
institutional strengthening Impact If Impeeted well. There are perhaps about 200 NGOs and 3,000 NGO staff 
in the throe sectors of health, micro enterprise, and agriculture; about 50-60 NGOs In the four principal 
geographic zones. USAI/Peru's request on maintaining a national option focus but with geographic emphasis 
coincides with the Project Paper. 

This consultant was requested to comment on several specific aspects of the Project Paper. as follows: 

" 	 Asgtum . Project Paper assumptions are well thought out and are still valid for this project. 

" 	 Irdin. The Indicators are Incomplete and lack quantity, quality, and time characteristics. The 
contractor has failed to date to provide project Indicators for the entire project. 

" 	 Means of verification. Project Paper Is weak In describing how to collect Indicator Information. The 
contractor has not established most of the means of verification required In the Project Paper. 

The Cooperatve Ageement Isstill valId but willi require modflcatlon. The Mission may want to consider 
getting all considerable changes and then revising the Cooperative Agreement. 

Proceot Acilvite dOOut" 

The PVO Support Project has throe principal components/outputs that when Implemented with a strategy 
are planned to achieve project purpose. The thre are: 

1. 	 Subgrants to NGOs 
2. 	 inslutilonal Strenghening of NGOs 
3. 	 P. 480 Food Aswance Program Monioring and Evaluation System 

(A fourth component, P1 480 Tile Monetization, was originally contemplated In the Project Paper as a possibility. 
but has subsequenty been dropped from th project.) 

Project component acttiesare assessed to see Ifthey achieve the outputs. The contractor completed two initial 
acilvities 1hat wore to assist in designing the prIoject. 

a 	 Iwentory Of Hef 

The contractor was required to complle an Inventory of Peruvian NGOs. According to the Project Paper 
Vs Inventory would provide important Information about the potental NGOs for this project. The contractor 
received infronationfrom dilfferent sources Including the World Bank and the NationalAssociation of NGOs (ANC) 
as well as from drect mall personal visits, and intenriews with NGOs. They produced a draft document 
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containing 455 NGOs listed by regions and departments with te NGO ncme. oddess. telephone, and prnclci 
officers.This information remains in the centrol PACT Lrno office and can D accessed by NGOs or internalsonol 
donors. The inventory tise#f IsIrnited to geographic distinctions as it does not nave cross-labulattons for types of 

NGOs in a given sector. types of NGO protects. magnitude and dimension of protects. nor any more specific 
informaton that would be useful for potential international donors. 

PACT officials reported using the inventory when reviewing the concept papers and pire-selecing the 
NGOs to prepare sub grant proposals The contractor reports that teir inventory islhe most omprehensive list 

in Peru at the present time. The inventory has not been published. Contractor officials state that there is litle 
awareness of ths document outside PACT. The inventory was used as the basis for a PACT-funded needs 
assessment as well as an USAIo/Peru funded ePerivlan NGO Insitu noal Evokit"ono stdy conducted by SASE and 
instituto Apoyo inAugust. 1993. 

NOO Heeds Asessmnt 

PACT contracted Flormarina Guardia of CENEAP to conduct the proje needs aessment as required 
of generalIn the Cooperative Agreement. The study used an openKeed questntrwe divided Into areas 

infomation, project outreach. institutional Issues, and NGO problems. It was adminilstered by 1 researchers to 
404 N sand 26 associations and NGO consortiums nationwide. Data was processed, analyzed and presented 

in a 70 page report. Findings are presented in basic characteristics, institutional groupings, human resources. 

finances, and beneficiaries of NGO activities and projects. 

The study provides some good Information not known before 
in Peru about the NGOs' geographic coverage, project areas, outreach, beneflciaries, and financing. Despite 
some merit this study has several shortcomings. Most pieces of information ore treated wtth equal Importance 

in which the researchers appear to have read the results from th questkoes and presented the findings. 
Indeed several charts ore developed taken from the data but with no refinement. Few of the 56 charts presented 

in the study have been analyzed. One study purpose was to assist PACT in making strategic decisions but this 

is quite difficult because tihe study has very limited NGO problem analysis nor an assessment of the*r needs. The 
study has not been pubished and therefore NGOs cannot benefit from this study in their own strategic planning. 

4. Suagrsts to NO 

This project component corresponds to Implementing Level I (mature NGOs) intervention and isto provide 
up to 13 Peruvian NGO developiment actities subgrants (DAGs) of S100,000 to S1.000,000 each. The subgrants 

are to produce increased number of beneficiarles engaged in ogrcutre, 11cromallenteirprise and child 

health octties. technologies adopted and used: and community projects undertaken and successful. Specific 

acthes have been planned to accomplish t11s output. 

A. Sub4rant Seleoslon Cdt C~ Paper, and Propoea Fonms 

The conlractor wrote several strategic considerations for project operation by writing sub-grant selection 

crtterla, concept paper frmats, proposal formats. and an operations manual. These documents have been 

published in a brochure entitled Uneanientos para la presentacl6n de proyecos"and distrlbuted to national 
NGOs and other Interested parlies. 

In general, these basic documents are of high quality. The selection crterla document is the closest 

document explaining a project strategy. That document outlines " priority geographic areas (Coarnarca. 
Ayacucho, Apuimac Huan vellca, and marginal urban zones of large cties); sector focus (agriculture,health. 
micro enterpie) ipact (envirorlmwnt Income generation. producMty, employment]; economical feasibility 
access to markets; cost recuperaton plans and incor es usage; and coninuriy conifibulon. 

The conept paper format and project submission formatare wel4accepted standard formats for project 

presentatons and ar of good qualty. The evaluation criteria document Is very melculous and credible. 

B. Pre4leleollon of NeO 

The conrackr mailed Its brochure to about 600 Peruvian NGOs In mid-1993. They requested that NGO 
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respond with Concept papers for possibly obtaining a sub grant development project funding The response was 
overwhelming in that 828 cOncept Papers were received reouesting S 173 mullion in USAJD funding Using
selection crnia and evaluation mechanisms. 104 Concept Papers were accepted. Eighteen NGOs were pro
selected and requested to submt project proposals following te gudelenes for project proposls. 

There issome debate between the contractor and USAID/Peru about the contractors' decison to mail out
the brochure to 600 NGOs and requesting concept papers in the first place. Several USAJiPeu offcis are 
concerned ftl this implementation activity opened the floodgate too much and raised high expectations 
among NGOs for receiving financial assistance PACT/Peru officials put a positive Nght on this by Mowing tat 
NGOs do have positive interests In projec" -livery and by slating that tis approach to soctgMV proposals is 
quote comro in Peru. (In Annex 6 that I .ains te revised logical fromwork some re are 
made to address what to do with the 724 concept papers from about 500 NGOs tatwere rejected and the 89 
concept papers submitted but not selected.) 

C. NOO suborafts 

In earty 1994 PACT has awarded 15 sub-grants for a total of S3.024.888. Annex 8 provides a st Of sub
grars awarded through May 1, 1994. They have been provided to NGOs in the Depadits of Cooaunorca (6).
Ayacucho (3). Huancavellca (2), Apurmac (I),.Cuzco (1), Arequipa (I) and one sub grant at th national level. 
Ail sub grants were signed during the period April 15-30, 1994. 

Sub grants provide delivery services by 15 NGOs to roughly 12,000 families In health, agriculture, and 
micro enterprises. Nine projects are rural integral development, 3 are micro enterprise projects, 2 are health. 
and one an agro industry project. PACT estimates 95,000 persons will benefit from these projects. That would 
rnew roughly $32 per person. The average family benefit Isabout $500 per family with a $300- $850 range
bend) per lanily. 

In reviewing all sub grants, Interviewing most grant recipients and visiting one sub grant sit, it Isclear 
the focus Is on delivery and promotion. AMl grants have Indicators for assessing product and npacts In these 
alMost exclusively thee year projects. 

D. Monnorbng and Evakualton 

To date there is no monitoring and evalation system for the sub giants. The oontractor repo&,, plans
conroct consultants to set up a monitoring and evaluation system for the sub-grants. The grants do not have 
institutional stingthening Indicators built into the sub grants. The contractor states It will write and iWnplent
instituioral strengthening monitoring in the near future. 

2. NOO Insttutlonal Strengthfenng 

This second component was envisioned In the Project Paper to assist Peruvian NGOs at all three levels 
of inltutlonal development to become strengthened. The hypothesis Isthatthere are Level I mature NGOs, Level 
2 up an coming NGOs, and Level 3 new NGOs or otherwise unable to manage available resources. As stated 
In the Project Paper: 

Level I NGOs were capable of receiving subgrants and had a level of capablity oovmsurcat with managng 
signilcant furding; 

IM NGOs needed to gain additional capacity strengthening and could do so with 'all institutonal
devebop IIM subgrant; 

Le**3 NGOs were new and Immature and required technical assistance and training designed to build
maK1agernent and absorptive capocie that qualify an NGO for ubgrant funding. 

TNs 0ponent was plad to be a unjor pillar of this polet. Although the Is Ond sub grant 
morey available, th Pr-ect Paper envisioned that e project director and staff providing co labor 
intensive work inthis component. 
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The contractor to date has not concetuallzed a strategy for providing instItutional strengthening wlft 
thies component PACTs annual plan 1993-94 elaborates a few general project activities and liftle detail for 
rnplementng this component. 

To repeat contextual Informallon from above. the contractor has 4wdentifed about 600 NGOs. conductec 
a needs assessment wth 340. has pre-selected 104 concept papers with credible projects ideas, and pre
selected 15 NGOs fist round sub grants. The Project Paper states that from t needls assessment would emerge
NGO charactenstics; training, technical assistance, and other needs; and variables that would determine how 
to strengthen NGOs. Based on this information, an institutional strengthening strategy would be designed anc 
implemented. 

Leve : Instutlnai StrengilhenMig of Mature NGs 

There are perhaps 45-60 NGOs at Level I maturity. To date PAC - has provided three activities for Lve, 
.os. 

On, PACT has provided direct technical assistance to the 15 preselected NGOs In Cajamarca and 
Ayacucho to Improve their project proposals and to assist them In writing logical frameworks. NGO leaders 
Interviewed state that PACT has assisted them well in this activity. 

Two, PACT has provided institutional development grants ODGs) to two NGO consortlums CIPDER ir. 
Cajamarca and CORA in Ayacucho. Both IDGs are for $150,000. Both sub grants are almost identical in focus 
and magnitude. The consortiums will provide training to their members (8 and 9 respectively) and a total of 15 
NGOs each in their regions (24 NGOs total) in areas of strategic planning, project acmrinistralon, and in specific 
technical areas in health, agricuture, and micro enterprise. Both sub grants have purpose Indicators of NGOs 
getting diversified financing aid Increased levels of project planning and execution. The other half of grans,
flinaing is for NGO equipent (computers) and also Internal consortium strengthening through equipment and 
supples. 

This Instfutional strlg hening approach Is received well by both CPOER and CIDRA as they state tha 
financial resources and decision mading slays at the local level. In interviews wih both consoriurms. board of 
director members deonstrated good levels of dedcation to stre#ngeng their Inftutlons. Nethe consortian, 
however, saw any relationship between this sub grant and institutional strengthenlng of NGOs to carry out the 
other sub grants (DAGs). 

Three. PACT provided project design with logical framework emphasis training to about 65 participants 
representing about 20 NGOs in Cajamarca, Ayccucho, Aequlpa, Cusco, and Lima in April 1994. Roughly the 
same participants fom the same NGOs received a similar one week workshop In accounting and busines. 
nanagemeni offered in both Cajamarca and Ayacucho in late April 1994. 

Level 2: PW Tecmiil A almt e and Trabling 

At Level 2 technicl assistance and training Isdesigned to build manemet andabsorptive capodhie! 
that qualify an NGO for 0bgrant funlng. Thi focus Is technical assistance and training provided by the 
contractor directly or Indirectly through controctors or consultants. The Cooperative Agreement tates that up 
to 25 Peruvian NGOs are to receive training and/or technical assistance (from the Project Manaigement Unit 
independent of any subgrant funding) for their institutional development, particularly In their capacity to assis, 
connunities to moblize and manage resources for sustainable efforts In key development areas. 

At Level 2 Intitullonal development subgrnt (DGs) Ilr NGOs assist tw to gain addtonal capacit 
strengtnng so tat 1he starter grant will provide Imtitutional support tfoughtraining, technia assistance 
and core Infrastruciure or staff support. Modest funding would abo be available for Implementing experimentlI 
or pilot activities, to be expanded later through other funding sources.* (PP P.23). Dhe Project Paper states that 
$ 1.675.000 will be made available tor IG. According to the Project Paer up lo 18 Permian NGO insituional 
development subgants (DGs) of up to $150.000 eoch will be made avaikile. As stated above, two lOGs have 
been awarded to two consoullus but for Level I NGOs. 

PACT contact with NGOs Is considerable. PACT has registered 72 NGOs who have visited Um 
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headcluarters In 1993 trying to get infornmalon about funding In most cases PACT has Irformed the NGOs about 

sub grant concept capers They have not had anything else to offer to date 

Level &: PMU TeoIalcel Asubnoe and Trmmmog 

The contractor has not designed nor Implemented any acltv les for ith estimated target 100 Level 3 
NGOs. 

3. PL 460 Food A stoe Program Mofltorbg and EvelualWo System 

The PL 480 Title Ifcomponent Is to work with four mature Internat4onal and national NGOs (CARE. CARITAS,
ADRAK)FASA. "RISMA) providing feeding programs. The contractor is to set up standardized monitoring systems 
for these organizations. 

This component has an end-of-project product of havtng the four food-handling ogencies of USAIOPeru 
worjng with PACT to coordinate and sychronize financial and Impact reporting systems. The Project Poer (P.23) 
states that PACT will "help establish a monitoring system for Title Ncorrmmodlty distibut on." Accordirg to the 
Proct Paper the contractor will "analyze operational plans, multi-year plans. and annual reports and make 
rec....*1 .endaflons to USAID on the most effecltve Integrallon of resources to achieve maximum Impoct. Itwill 
review reports on resource usage, wortdng to standardize these among various cooperating sponsors. Itwill assist 
in evaluations of program comni ponents to assess Impact and assure most effective Input use. Itwill develop with 
USAID npact indicators for combined food ald/project resources and assist cooperating sponsors as needed 
to perform baseline data surveys. 

The Cooperative Agreement states that the contractor will "analyze operational plans, multi-year plans,
and annual reports and make reco. .. uuos to USAID on the most efitc-ve Integration of resources to 
ac:hieve Impact. t will review repors on resource usage, workdng to standardize these among various 
cooperating sponsors. t wi assist In evaluations of program compononts to assess Impact and assure most 
effective Input use. Itwill develop with USAID impact Indicators for combined aid/project resources and assist 
cooperating sponsors as needed to perform baseline data surveys.* 

The principal indiator for acheving this, as expressed In the Cooperative Agreement Is 4a significant 
Increase in the resource diversification and oost-effectiveness of ongoing AI.D.-fnanced PV00NGO food asssted 
programs, as Indicated by increased percentage of non-food aid and non.USG paricpaton In the overall 
program, declines in cost per beneflckry, better ratio of benefits to cos, and Increased cormunity 

partipat 

According to the contractor by mid-1993 they had reviewed and analyzed the multi-year operational
plans (MYOP) of the four NGOs and prepared a document concerning the MYOPs. This report stated 
*,em r lro.Ms for settng up standard hpct and process indicators or nutrition. micro enterprise and 
agrilurldevelopment components of the PVO programs. By December 1993 the contrctor reports they have 
been montoring the four NGO programs. They report having set up 1he pilot version of the Intoa on System
for Monitorin and Evaluaton of Food for Development Program (SISEPAD in Spanish). The contractor reports
sendling to USAJDiPeru for #herapproval a series of Instruments, formats, monitoring and evaluaton documents. 
and other documents that require LUD$eru approval before proceeding. 

The contractor has a full time mnitoring and evaluatkon advisor for te past 19 months and another new 
staff member to implement Iis compaant. The contractor at the time of this evaluation had written a terms of 
reference tr a consultant to assist fth contactor In setting up a rooring and evaluaton system. 

The contractor reports serlou discrepancies with LSAV/Peru regarding lhelr work. PACT repots being 
stymiled at only corpleting preNvry Steps

toward establishing consenus among tie NGOs regarding food ration levels and beneficiary targeting.
 

USA1Peru, on the olher hand, reports running a very large PL 480 Title I Food Assistance Program and 
wants a urdform reporting and monioring system In place soon. It reports being very disappointed by the 
con~' Inability to conceptualize an integrated monitoring and evaluation system for the iL480 Title II
Program. Itreporf having repeatedly advised the contractor to produce an opertional plan tar discussion 
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rather t"an piecemeal documents and formats that are inadequate The Mission is quite disoppointed In some 
aollynlCal work provided by te contractor for the SAR reviews of the tour NGOs Several Mission officials have 
lost confidence in the contractor and would prefer to *cut bait' wIth the contractor and start again in-house or 
with another contractor. 

In reviewng contractor documents provided to USAID/Peru there is no evidence that a system is being 
devised. The contractor provides partial and many times incomplete instrunents of a system and requests 
feedback from 9SAJD/IPeru. The Mission responds somewhat cryptically that the contractor should provide a full 
monitoring system. In addition, there are four NGOs who only want to buy into a monitoring system wit 
reluctance. 

The net effect of the above review is that in the past 19 months very Uttle progress has been mode and 
hs component is stuck in a myriad of discussions among NGOs. USAI0fleru. and the contractor. Both Institutions 
manifest and demonstrate minimal respect and confidence In each other. 

4. MOO Sutliinxblly and 5ef141inmmol 

nplicit, Ifnot explicit, In the Project Paper and the Cooperative Agreement Is for PACT to assist NGOs to 
obtain diversified funding and begin activities that lead to Increased sustalnabilty. The mechansms mentioned 
re in assisting NGOs to be ready for diversified funding and with good projects. The second mechanism is to 

asist NGOs wlh self-financing projects. The SASE research document affirms that about 50% of NGOs in the 
PACT-funded needs assessment have some kind of self-financing and that 30 NGOs achieveover $50,000 income 
generated per year. 

The contractor has paid ittle attention to this Institutional strengthening posslbility/component to date.They 
report some meetings with potential donors and a few efforts to obtain diversified funding for the national NGOs. 
There Is no strategic plan guiding this effort to date. Itwill be addressed In the revised logical framework. 

AdmniStrolon nd Organlztlon 

The third shakedown review area concerns the admlnlstration and organization of the contractor to 
kn4ement this project. The hypothesis Is that the contractor would organize ihtelf to produce the project output. 

The contractor has spent $1,022,965 through March 31, 1994 outside lhe 15 sub grants and two IDGs 
grants. This is almost exclusively for salaries, other direct costs, and Indirect costs. All USADPeru officials 
Interviewed were quite critical of the contractor for spending this amount of monies and having Iftie to show for 
tiseffort. According to several officials the contractor has only the sub grants (DA.Gs) and IDGs as results to show 
for this level of expenditure In May 1994. These Officials state that those two types of acltivties are done regularly 
at the Mission and could have been done in-house at only a froction of the cost. 

Some serious discrepancies exist between USAJD/Peru and PACT regarding this project. USAiiPeru wants 
the contractor to demonstrate leadership as a contactor and fuhill It conract obligatlons based on a strateglc 

so that it can avoid mcro-managlng. It is very disappointed In proect results to date and has some strong 
negative perceptions about PACTs' capacity to carry out this project. 

The contractor has been quite vociferous and vehement In Inssting on being let alone to carry out the 
Cooperative Agreement as It best sees fit and believes USAID/Peru has been ob:lructonst. PACT has questloned 
and continues to question USADPeru's "substantlal Involvement" In the project. According to some USAJD/Peru 
officials, PACT questions issues In the Cooperative Agreement cntinuadly. PACT shows evidence of Intransigence; 
WAIDPer has sent mixed signals to PACT and has not defined clearty Its role and responubillses In the project. 
The effect of this situation is substantal energy placed on discussing dmiuuleadirnistalon level Issues In the 
kv pits level ralher than both Institutions keeping their eyes on the prize. LSADPeru In general has a clear view 
d 1he mountain while PACT is fogged down In the valleys. 

1. 1ersonnel and Orgmsa ltllon Umor 

PACTiWashngon recruited three senior staff members for this project and wers key personnel In their 
p1posal to the Mission. Once awarded the contract, PACT/Washngton appears to have provided low level 
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onordoion and backsopping for Its key personnel According to tWese staff members. PACT heodquarWs haos 
not iovded guidance for strategic planning. annua; plans. and the consideraoble corporate copalhty of the 
instibion to bear on this project. 

PACTIPru staff have strong backgrounds in financial management and budgeting. NGO proiect 
impiolwentafon at t community and bamo level, general research capabilities. and medium level specific 
secia specializatlon in health, micro enterprise, and agnculture The Chief of Party stated not having any NGC 
prior experience before this project and his resume Cemonstrates almost exclusive financial management. The 
Depuly Director for Project Development resune shows excellent NGO qualifications and soNd health sector 
boc ound but not institutional strengthening. The Deputy Director for Monlioring and Evaluation iesume has 
mid-level expenence in PVO support projects elsewhere but no direct NGO experience nor monitoring and 
evaolaon experience. Three recently contracted other key staff coordinators have good to moderate level 
expeulences for their posittons and all have worked for NGOs. 

One principal focus has been sub grant development so that the Deputy Director for Project Develocment 
and Iwo sectoral coordinators have dedicated almost all their time to ths effort. The Deputy Director for 
MonlDring and Evaluation and one coordinator work closely Iogether on ith P. 480 Tle i monitoring and 
evoaion system. 

Present PACT/Peru personnel do not have adequate experience to carry out Institutional strengthening 
as prvposed In the Project Paper, Cooperative Agreement, and the contractors technical proposal. PACT staf 
strenglhs lie with financial administration and budgeting. NGO project development, and medium level specific 
secbr specialization in health, micro enterprise, and agriculture. There Isalmost no staff experience In NGO 
strategic planning, Institutional strengthening, project planning, self-flnanmcng, sustainabilty, and other similar 
insllulonal strengthening needs of Peruvian NGOs. 

I Intomialon System 

PACT maintains a detailed listing of over 400 NGOs in their data bank. This is mot likely the most 
compete Inventory of NGOs in the country. They can access this Inormation quickly and diffuse this information 
to clits. 

The project does not have a monitoring and evaluation system In place today. They plan to have three 
kir 3 of monioring systems: 1) indicators tracked for the project. 2) Indicators tracked for sub grants; and 3) 
indicators tacked for the PI.480 Title NNGOs. These systems are not in place. 

3. PACT and US ID Conmunkmotlon 

Fairly serious discrepancies have been observed during this shakedown between USAED/Peru and PACT 
regarding this project.According to USAID/Peru and PACT officials ooordinalon/discord Issues occuralmost every 
day between the two parties. The effect of this situation Is substantial energy placed on discussing 
irncle in the far pits rather than both institutions keeping their eyes on the prize. 

USA1DiP9ru insists that PACT fufil its contract obligations based on a strategic plan so that It can avoic 
rnimanoging. Itis very disapted In project results to date and has some strong negative perceptlons 
aboti PACTs' capact y to carry out this project. 

PACT insists on being let alone to carry out the Cooperawve Agreement as It best sees fit. PACT has 
quedoned and continues to question USWPer's 'substantial involvemenr in the project. PACT questions
rnimle Issues In the Cooperative Agreement. 

USAIDIwu has demonstrated measured restront In the face of consistent contractual Issues raised by 
the cntractor.There have bee some Mission miscues as flows: 

a The Misslon has not provided to the contractor a clea strategic vision for this project. Its personnel has 
that vison Integrated Into their Mission Strategic Plan and could share with the contractor their years of 
experience In similar projects and trnsfe that experience to the contractor. 
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* The Mission provides to the contractor mixed signals regarding roles and respoonsibilifes The conrocc' 
reports getting confused concerning prc oct management and sultnits reports to different Mission 
officials In reviewing correspondence it IsQuite evident that the contractor does receive considerabe 
amounts of comrnuniction from different USAID officials over Me same topcs. 

a 	 The Mission has provided at *nos mixed signals to the contractor regarding te overall focus of thi! 
prol6ct: breath versus focus: protect development versus institutional strengthening. The contracor point! 
out communications from the USAJD Mission Director requesting sub grants implemented quickly to justiN
their focus in that component. 

a 	 The Mission has not transmitted its disappointments and dismay of contractor performance early, clearly
and with force. The SARs. for example, do not show th full disappoIntment and lock of progress that is 
so evident In this sOkedown evaluation nor the disillusionment expressed so clearly by most USAJD/Peru 
officials. 

The net effect is that after 19 months the contractor still does not perceive that there are any serious 
rwoblems that need change in this project. The Chief of Party, for example, de-onstrated strong
disagreement with Vw USAJD/Peru assessment that the project isat present working cr very low levels of 
effectiveness and efficiency. 

a 	 The contractor feeb that the Mission micro-manages the project. 

4. 	 FIr Annual Reprt 

PACTs' First Annual Report covers the period of project Inception to September 30, 1993. The narrative 
Is a seven page document with background data on the project and brief description of activities 
accomplished. The document conauins annex drafts and not final products of the NGO inventory, needs 
assessment,selection criteria for sub grants, and a draft operations manual. The quality of the onnex documents 
has been reported earlier. This annual report Is very deficient and far below professi:onal standards for a 
contractor implomentir a 843.0 milon project. It contdins almost no detail of actvities accomplished Ir 
accordance with a strategic plan, no indicators of progress, no descriplton of outputs accomplished, and lacks 
analysis that can be used for future plonning. 

S. 	 Secofd Annual Operotlonol Plan 

PACTs' Second Annual Operational Plan is a very short 12 page document that covers the plans fo 
October 1993 to September 4994. It contains a short five page description of administrative and logistical project
actiliies of the previous year. For the coming year the document provides five pages of charts that contains 91 
project activities in eight sections. Each activity has a brief description, person responsible, days per activity, anc 
expected results. 

The document is Inodequate In providing a map of where the project wil1 be going ths coming year. For 
sub grants components there Is no narrative nor desciptlon of the kinds of acMtles planned. For Institutiona 
strengthening. there Isno deailsofmognitudes of acMtoie. specific institutional swregthening actMtles planned
training, technical as,sance, or other activities that will happen. In the PL 480 component the document lack,
specific outputs that will kte during the year. It Is at a very sub-standard professonal level and Isquite dlfficul" 
to use for planning. 
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Conakusiol 

Three overall concluslons are mode In te thrre study areas. 

1. oo Desgn 

The contractor has not developed an Institutional strengthening strategic plan 19 months Into Me project 
Ithas planned and implemented project activities in linear fashion in substitute for contemplating ond planning 
for a desired impact. Indeed PACT has spent enormous amo'int of energy arguing It did not need a strategic 
plan because it was not required in the Cooperative Agreement. This lock of strategic pliorng causes the 
contractor to misdirect Its focus almost exclusively on sub grant project devekont when the central project 
focus is institutional strenghening. 

A strategic plan isa positive document that details in precise terms your strategy, approach, focus, onc 
use of personnel and financial resources. This plan and a mission statement sharply focus your attention or 
important purpose level Irrnpacts desired and helps to avoid getting tangled In mixed level projec: 
Implementation (outputs, activities, admInistration) at the expense of having a focused project. 

The effect of current poor planning b'/ t. contractor Is that there is no way that the p:sjct purpose car 
be achieved with the present piecemeal approach. Despite contentions by the contractor, this project ha! 
gotten off to a bad start in the first 19 months. The project lacks direction and focus. It may reach a few outpu 
level inditos satisfactorily but will not achieve Impact level Indicators enviskmd originally In the Project Paper 
The several positive aspects of this project (sub grants to selected NGOs and the two Initial Institutional 
development grants) are overshadowed by overwhelming evidence of poor direction and focus. It t projec't 
continues on its present course Peruvian NGOs will not be strengthened to a large degree, will dlversify their 
funding portfolios with minial project Influence, will remain low In self-ustalnability,and this PVO Support Projec" 
will have been reduced to a simple USAJD sub grant donation mechanimn. The $7.2 million avoilable Isa "drop 
in the bucker of international funding for national NGOs estimated at $200 million. 

2. Output =W Aethvte 

Only one of the ttree project components Is on tr-ick after 19 months. This project does not have or 
action plan that indicates the types and kinds of actlves that will produce the outputs desired. PACT staff ha. 
establoished three output oomponents but they demonstrate poor levels of knowing what these outputs are tc 
accomplish. There are no output Indicators that the contractor uses as guidelines except for the simple number: 
used for sub grants and institutional development acitvities. 

There are very weak vertical linkages and Iontemal consistency of activities to produce outputs in eact 
component. There is no way to know If the project has produced positive results In the first 19 months ir 
accordance with a plan. The project does not have any purpose level indicators to measure Inpacts. Origina 
project indicators themselves in the Project Paper are not satisfactory and the contractor would have been we' 
advised to plan and irplsnent Indlcators at project Incepton. 

The NGO Sub Grant component has a few isolated positive c i that have taken place. Severc 
activities of selecting NGOs and preparing DAGs are of good quality. 

The Institutional Strengthening component Is floundering and with no direction. In 19 mont it has onl\ 
produced lndMdual MDGsfor two consorfurnu and they do not have an overall plan how they will strengther 
NGOs. 

ThePL 480 Tite I component Is hopelessly bogged down In dead end analysis and planning and wifl 
no optimistic possibilities that the monitoring and evaluation system will ever get off the ground. The contraclc 
and the MIssion are at ftulle land combative loggerheads with no optimistic possiblitles on the horizon. 

Almost nothing has been done for NGO sustainabiflty and self-flnanldng In the first 19 months. 

3. AMilstratfon and Org lllon 
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In a well organized and administered project. in which the contractor demonstrates leadershi and 
direction. issues of administration and organization are relegated to footnotes in shakedown evalucons The 
fact that USAJDferu has requested an assessment of administrafion and organizatlonal roles and responsibilities 
is in itself indicative of some lower level issues that permeate this project. Ingeneral terms the desgn nd impact 
levels should dominate assessment, followed by Implementaton of activities ftat produce products 
Administration and organization normally is a minor issue In many cases administration and organization come 
to command attention by contractors in excuse for lack of perfomnance. Contractors normally never raise 
organzaton and administration issues when their eyes are on the prize. They realize that the donor provides 
funds for their irplementation of the project. 

The contractor has lost track of its real purpose and spends most of Its time engaged In nonsensical 
administrative issues. Unqualified and underqualifled contractor field staff mernbers spend an enormious amount 
of energy stuck in the tar pits at the administration level. PACT as contractor emphasizes organOizton and 
amrninisfration at the expense of higher level concerns. They do this precisely because It is more facle to get
bogged down in minuscule administration detail rather than tackle the more difficult design and protect internal 
inconistency issues. 

The contractor is responsible for implenenflng this project and has contractual obligations to fulfill. It 
cannot back down on its responsibilities and obligations to Implement this project well and In accordance with 
the Cooperative Agreement. It cannot refer back to the Mission as an excuse for Its Inaction. The contractor itself 
Is fully responsible for implementing this project. 

The most surprising finding in this evaluation was the contractors' total insensitivity to the notion that they 
were not perfomTng well. They continue to believe they are doing well and any shortcomings are the fault of 
others. That is why the recommrndations made below for improving this prOect, under present conditions, are 
going to be quite difficult. And this is why a strong hand Intervention by the Mission will be required to inplement 
those recommenxtions. 
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RooommrondOes 

PACT/Washington needs to spearhead a complete overhaul of this project that Includes develocing a 
strategic plan. a revised logical framework, a global plan. a revised IQ4-95 annual plan, revised budget. and 
a restructured administration and personnel to implement this reldeslgned project. This active planning is 
essential to get this project on trock. It cannot be done by the PACT/Peru staff alone because of foctort 
mentioned In the conclusion. Three recommendations follow the three conclusions In the three study areas. Amnex 
6 annotated logical framework is part of this recmmrendaton. 

USAIDIPeru has a central role in re-designing this project. Itneeds to provide guidance. clse supvsion, 
approvals, and act as a genuine partner for these reforms to be instituted. 

This project needs to be shaken and redesigned so that the project is in accordance wtlh core pnciples 
of tie Project Paper, the Cooperative Agreement, and PACTs' technical proposal that has Wistitutonal 
strengthening and building of 200 Peruvian NGOs as a central focus. PACT needs a new strategy and now locus 
Iwmediately. This new design will contain many features of the present design but It will have rigorous planning 
The revised logical framework contains elemnts of this revised strategy. The key concepts are: 

a) Project revised with an instttu1lonal strengthening framework rather than the prosent proec 
development focus. The strategy would define conceptually Institutional strengthening and provide the 
hypotheses for the revised project design. 

b) A strategy of actions for Insitutional strengthening based on three levels of NGO developmental 
characteristics. needs, and means to graduate and become more maturo Institutions. This strategy would 
have specific training and technical assistonce guidelines that are squentlal and developmentol and 
that lead to contractor certification. 

The contractor should write a 30-40 page strategy and get USADMeru approval. 

Output and Aftffiae 

Once the strategy is in place, the contractor needs to design and write a new logical framework for the 
next 4 1/2 years. Itshould start with t purpose and Its Indicators, goal and Indicators, and thon proceed to 
:eflne outputs and their respective Indicators. Project actMties must be designed to produce now and revitalized 

outputs and that in turn produce the same purpose. The project requiros reflnement and aoptatlon to maintain 
Internal consistency. Annex 6 contains saime preliminary Ideas for a revsed logical framework based on 
recommended modifications for the future. They canter on a few fundamental concepts for outputs: 

a) Re-structuring Institutional development that goes beyond the prsent focus of Insttutonal development 
grants and that Includes Increased sequential rInng and cdification of NGOs. technicial ostnc 
awards and specific project Inteventons for NGO specific needs: and technical training In health, micro 
enterprise. and agriculture. 

b) Producing high quality activities for Insluktional strongthoning (pulicaton of directory, publication of 
needs assessment, systematizatio of NGO experiences) within the framework of a strategic plan. 

c) Adding a new output compornet of susdalnabllty and self-flnancing with respectve ociMles and 
indioato. 

d)Targeted actions for strengthenng and graduating '.Gs to higher levels of suslalnabiltly and sef
financing. The strategy would Include guldellnes and taics for diversifying funding of NGOs. 

It is recom'mended that the PL 480 component be taken out of the PACT oontract and re-ousrnments 
modefor PACT personnel. An agreed upon sum would be taken from the PACT budget ad be re-aloc.ated to 
he US MD manoged part of the overall budget. Ifthis recommendation were not acceptable then 
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e) a holistic and Integral strategy for linking the P 480 Title IIinstitultons with other NGOs. coordinaic, 
of their food assistance programs, and how a monitoring and evaluation system would function for ?t'6 
betterment of the food assistance program isneeded 

After the logical framework iswritten and approved by USAJD/Peru. the contractor should be required '¢ 
write thems'%,,es (not contracted) a now four and one-half year detailed 200 Pogo "projectpaper* (operOtonci 
plan) that o.oscribes in detail outputs, detailed description of activities, and a complete monitorng arc 
evaluation system with specific indicators. USAID/Peru should provide guidelines for this document and approve 
it. 

Once the operational plan isapproved, the contractor should rewrite its annual p1:n 1993-94 as one
forth of the operational plan and in specific detail. USAJD/Peru should approve this document. 

Adniration and Organlfolon 

The contractor organization and administration should be rodirocted to Implemont chainges required 
This most likely will require replacing certain staff members and contracting other staff mmbers. The contracor 
should bolster Its staff with Institutional strengthening experts and dininish administration and financial 
management specialists. f P 480 monitoring and evaluation Is eliminated, as recomrrendod, then that staff 
member would not be needed. 

The time envisioned for all plans (strategic, logical framework, operational plan. annual plan) is six weeks 
The contractor should curtail all future project activities until these plans are written and approvod. 

PACT/Washington should be obligated to spearhead these reviews In Uma for the entire six weeks. 
PACT/Washington should take full responsibility for re-organIzation and acmilnistraton of Iths protoct In ne with 
the new global plan. Their presence is required to change personnel, If needed, and to restructure tho budget 
in ie with the new activities and outputs. 
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ANNEX No. 4: Scope of Wek for Ilvakumtt
 

The following are key excerpts from the Scope of Work for this evaluation.
 

A. 	 Design of Activities. Results. Purpose. Goal 

I , 	 Determine if project responds to country needs 

2. 	 Determine. given NGO present financing, if project will have positive and relevnt Inpoct 

3. 	 Determine if project --ould have more precise populaton focus. geographc, and sec:to focus 

4. 	 Analyze convenience to have PACT take over PL 480 Title IImonetization program as well as 
follow-up and monitoring of food assistance PL 480 TMfe I Program 

5. 	 Revise indicators of four levels of logical framework 

6. 	 Write a new logical framework 

7. 	 Review assurnpttons 

8. 	 Review and propose changes in cooperative agreement 

B. 	 Activities and Results 

I. 	 Analyze the actvlties of project Including a) level of effort b) needs assessment; c) programming: 
and d) established program 

2. 	 Analyze results Including a) positive results; b) reasonable results related to costs; c) monitoring 
and evalkalion of food assistance and Its support. Should mission continue In thase acions; and 
d) results wth women and micro enterpdse development. 

C. 	 Organization and Acministration 

1. 	 Adequacy of personal and organizaton. Effectiveness of personal. 

2. 	 PACT Information system to manage project. 

3. 	 Communication and coordination between PACT and USAID. 

4. 	 Adequacy of USAID role In project. 

5. 	 Substanthia invovement of USAID to supervise Cooperativ Agreement. 

6. 	 Adequcy of project managemnt. 

7. 	 Strengths and weaknesses of PACT. 

8. 	 Relationship of project nplementatlon to Coolpeate Agreement with noms and regukltions. 

9. 	 Second Amual WorK Pkn Octobw. 1993- Sepfenber. 1994. 

22
 



A ex 2: lonuments IleOwed 

PACT 'echnical Proposal for the PVO Support Project.' 

PACT "Annual Work Plan. PVO Support Project. for period October 4992 to September 4993.*1993 

PACT 'Inventory of NGOs (Dfrectorio Naclonal de ONGs)." September 1993. 

PACT 'Needs Assessment (Estado Situacionol do los ONGs)." May. 1993. 

PACT 'Formats and Contents for Concept Papers and Project Proposals.' No Date. 

PACT 'Traft Sub.Grant Agreoments." No Date. 

PACT "FirstAnnual Technical Progress Report. PVO Support Proje. October 1992 to September 1993 
Decemlber 1993. 

PACT "Second Annual Work Plan: PVO Support Project, October 1993 to September 1994.0 Decernbe 

1993. 

SASE Insttuto Apoyo. 'Evoluc16n Insttucional de las ONGD on el Peru.' August, 1993. 

AID/Peru 'Cooperative Agreement No. 527-0353- A-00-2297-00.'1992. 

AID/Peru 'Project Paper: PVO Support Project.! 4992. 

AID/Peru 'Semi-Annual Reviews.* Apl 1993; October 1993; April 1994. 

In addition, this consultant reviewed all sub grant donations, Institutional development grants. PL 480 Title 
I documents and reports, PACT trimester reports, and files of Internal documents from both PACT and USAIDPeru. 
Both institutions were most cooperative In providing abundant Information for this review. 
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AllX 3: PERSONS WII1IMMID 

Hwny Wing Chief. Office of Rural Develomnent 
Mum Broody Chief. Food for Local Development Division 
Gvorge Baldino Deputy Chief. Food for Development Division 
Juan Robles PVO Protect Coordinator 

PACT 

Andrew Urquhart 
Glorlo Teoda 
Morque Davis 

Chief of Party and Project Director 
Deputy Director for Program Development 
Deputy Director for Monitoring and Evaluation 

Hugo Centunon 
Luis Del Aguila 
Croa Amezaga 

Coordinator for Agrdoultural Projects 
Coordinator for Micro Enterprise Projects 
Coordinator for Food Aid. Montloring and Evaluation 

Alicia Rivera Finance Officer 

lion4vemmental Ogantzatlion 

a rca 33 staff from following organizations: 

CDAS Centro de Desorrollo y Acclon Social 
EDAC-CIED Equlpo do Desarratlo Agropecuoro-Centro do Investigaclon. Educacion y Desarrollo 
CECEAS Centro Ecumenlco do Prormcion y Acclon SocI 
CEKAS Centro do Investigaclon. Documentoc:6n. Educocion. Asexot y Servicios 
ASPADERUC Asociacl6n para el Desarrollo Rural do Cojamaroa 
RAIZ Centro para el Desrrollo Regional Raiz 
CCentro do Desianollo para ol Alto Jequetepeque 

CEPORADMOR 

CAPECC 
MTDG 
PROMOVIENDO 

CFDER Comite intednsftuclonal do Desarrollo Regional 

Ayacucho_ 35 staff from the following organizations: 

TAMEA Taller do Promoclan Adlna 
IER4MA Insttufo do Estudlos Reglonale -Jose Maria Arguedos"
CEDAP Centro do Desarrollo Agropecuarlo 
VECNOS-Pru Vecinos Peru 

NCA Ayacucho Asociacl6n do Fomento Aqopecuario
CCC Centro de 4paciloc Cdmipesna
CFED Centro do Investigacl6n pr l Desorrollo 
CEAA4NTI Centro do Estudlos y Asesorla Agicola 

CIDRA Comlte Interlnslfutclonal do Dmoro Rural do Ayacch 
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ANNEX No. 4: NO ASSOUftS of h4& Shtrengs nd Weameem 

The following information was provided by 65 NGO leoders from 25 NGOs In focus groups in Catamarca 
nd Ayacucho. This consultant compiled nd syrthesized their opinr s. The commentary isnot translated from 

Spanish. 

NGO internal Strenaths: 

1. Conocimiento de Ia realldad o relocl6n directo con of medlo
 

2 Revaloraci6n del aspecto cultural de Io poblocl6n
 

3. Capacidadcle convocafko y concertacl6n con otros octoxes 

4 Aign grado de propuesta de progroma do desarrollo Integral 

5. 	 Coberturo de espaclos y temas no atendidos por of Estalo 

6. 	 Wo racional de los recursos 

7. 	 Profesionales de experlenca en los diferentes campos 

8. 	 MlAca y compromiso do trabajo do los profesionales 

9. 	 Mayor operatividad y ejecuNidad do proyectos 

10. Legitimildad ante la socledad y of Estado 

1I. Trnajo Inclcal en consorclos (conto dacl6n del CPIER) 

NGO Extyenal Opoortunles 

1. 	 Rsbl6n ostiecha con la poblacl6n objeotvo 

2. 	 AIguna presencia do las organizaclones campesinas de base 

3. 	 Reducci6n del aoarato estctal 

4. 	 Plrdida de credibildad en los programas del Estado 

5. 	 Poblaci6n expectante, ournenta demanda do labor do ONGs 

6. 	 Alguna capacidad do concertkxin con las diferentes Inslitucioe del medic 

7. 	 Fkios flinancleros Intns canalizados pr la mayor conflanzo en las ONGs 

8. 	 Capactac6n usando el conocimlento del desarrollo existento en e1 pals: Ploanlicad6n ustmica, 
eoaboraci6n del proyecto, Invesflgac6n, otTos 

9. 	 Vlnculacl6n del profesional nuevo hacla la prem t1ca real del palsbl 

10. 	 Constiluci6n de redes Indituclonales 

NGO Intral Weaknesses: 

1. 	 A*Ytos Iocalizados o espclos de Intervencl6n reduckdos 
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2 Trabaoo en perodos cortos 

3 Inftroestructura lIifttda do operaci6n 

4. 	 Desequilibro do recursos frente a nocesidades. falta do recursos hunmanos y flnoncieros 

5. 	 Incopaocidad paa generar recursos propos 

6. 	 DoIl osarrollo Insfltucional. por escasa o nexistento planificaci6n estrot~gica y poco sisteTm ii6n 
de experiencias 

7. 	 Entasis tocnocrutco y algOn grado de ausencia do propuestas oollcas do dosarrollo 

8. 	 Alg(,n grado do ousoncia do arlicuiacidn ents las ONG:. on aupkxccn do esfuerzos y pesencio de 
recolo insfitucionol 

9. Proysctos con 6nfasis on @l asistenclalsro 

NGO ExIternol Risks: 

I. 	 Violencia polffica on las 6reas de influencia de las ONGs 

2. 	 Descononza del goblemo al trabajo do las ONGs, con amenazas sistem6t1cas de algunos mlernbros 
de gobiemo 

3. 	 Intervencl6n ponlca del Estado y coarnlo permanente de las politcos en los goblomos 

4. 	 Programos cUstaxondos do ernergencia social, FONCOQES y otros 

5. 	 Autorldodes comptas 

S. 	 Centralizacl6n do la lnkonocl6n en las grandes cludacdes (Uro) 

7. 	 Aiguna desarticulacl6n do los organizaciones del medio do trcbao 

3. 	 Alguna fat de capacidad de concertaci6n do las ONGs con sectores del Estodo. Igleslo. otras ONGs. 
etc
 

?). 	 Proiforoc6n do ONGs 

10. 	 ajo: -zveles educatvos de los bonoflckxlos 
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ANNEX 5: NOO DHU D AUISTANCI FIOM PACT NEXT FIMV YEARS
 

Focus groups were hold with 65 NGO members from 25 NGOs in Cajamarca and Ayacucho. The following 
is a synthesis of their perce4ved desired assistance from PACT in the next five years. They are organzed in 
accordance with the project components 

Sub rant Development AotMMee 

5 Finance integral development projects with emphasis on environment and women issues. 

a Financial assistance to NGOs for rural sontary Infrastructure 

8 Sub-grants for commercializatlon components within larger projects: not Just projects 

a Provkde credit for ogriculturahal1th projects 

msuIfttutond BuaIOW 11"
 

" Train NGO staff In project desgn and logical framework
 

" 	 Serve as catalyst for exchanging Information among NGOs 

" 	 Contract specialists for specific technical services for NGOs. Examples are assistance with feasibility 
studies: extension promotion; training of trainers 

" 	 Channel information regarding projects In Peru and elsewhere In Latin Americo. Serve as facilitator for 
up-t-date information on different kinds of projects: lessons learned; and ways that NGOs can be more 
effecive and efficient. 

" 	 Have strategic plan that can help NGOs over a longer period of *imo of 7-10 years. 

" 	 Technical assistance In design, moNtoring and evaluation of projects. 

" 	 Train NGOs in project aodfNistratlon. 

" 	 Provide forim for exchanging Information and experiences among farme 

" 	 Data bank for NGOs Including common software. 

" 	 Strengthen documentailon centers. 

" 	 Training and research in specific agriculural areas. 

" 	 Train indelivering services to base organizatlons 

" 	 Train in agricultural exiension techniue 

" 	 Pubs systematic experiences NGOs In Peru 

and technicians. 
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"GO Sustancblhy 

a Make contacts with international donors who can provide financial assistance to Pfruvlan NGOs 

a Provide direct technical assistance to NGO development projects. Help exchange infomfaton regarding 
successful Projects. 

a Sponsor research and investigation about new project posibilities. 

a P .. ide technical assistance in specific problem areas such as agricultural business. ogricutural exports. 
agro-industry, agricultural marketing. 
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ANNXX 6: 	 RIOV= LOC11AL FRAMEWORK
 
PVO SUPPORT POJICT
 

This annex provides some preliminary concepts for a revised logical framework for th PVO Suppori 
Droject It is an annotated logical framework in order to provide more specific detail on some proposed 
:hnges. The format is somewhat modified also for easier reading. 

This revised logical framework assumes that the contractor will fulfill certain planning activities that are 
n the line with many of the concepts stated here The documents required in this order are: 

I . -trategic Plan 
2. 	 Revised Logical Framework 
3. 	 Glolal Plan for next 4 1/2 years 
3. 1993.94 revised Annual Plan 

gOAL 

klunuary 	 Quality of life increased for beneficiary families In specific geographic areas where NGOs deliver 
project activities in agriculture, micro enterprise development, and health 

ndlcators 

I. 	 Increase of 10% Income per family of project beneficiaries for each year of NGO project 

In agricultural projects only, Increased Income of 10% per family based on sales of Increased production 

1. 	 In health projects, reduced child mortality and morbidity rates by 5% per year in family beneficiaries 

1. 	 In microenterprise projects, Increased family Income of 10% per year for project beneficiaries and 10% 
Increase average per year employment increased In project berfickiry micro enterprises 

In Integral projects, increases and decreases as stated In four above Inclicaors. 
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1 

PUWOSU
 

Sumw 

Peruvian NGOs coaable of delivering development programs to specific beneficiarieswith credibility and 
experience throughi effective and efficient means or- with sustainabily 

Indicators 

50% of 200 NGOs monitored in project demonstrate graduation characteristics advancing toward 
maturity from level to level upward by September 1998. 

2. 	 100 new projects financed and implemented by the 200 NGOs monitored that can be attributed to 
project activity initiative through September 1998. 

3. 	 25 of Level III NGOs graduate to Level II; 25 of Level 11NGOs groduce* to Level I during project period to 
September 1998. 

4. 	 Increase of 20% Innumber of projects and beneficiaries reached by Internatlonal donor support for the 
200 monitored NGOs during project period. 
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OUTUT NO. 1: Sub rat Developwnt 

Mature Peruvian NGOs with strengthened development capabilites for providing effective and efficient 
development sevices 

IndcMors 

.1 	 25 Level I mature Peruvian NGOs implementing sub grant projects in rural integral development, health. 
agriculture, and micro enterprises using effective and efficient strategies by September 1998 

1.2 	 20% increase in community participation with DAG sub grant NGOs each project year 

1.3 	 80% completion rate of indicators in sub grants awarded (requires monitoring of indicak: In sub grants) 

1.4 	 Increase of 20% in demand by communities covered in the DAG project areas for NW services to 
Septernber 1998 

1.5 	 20% increase in number of communities In DAG communities able to design. pin and inplement their 
own sustainable development activities as a result of NGO support 

1.6 	 50% of NGOs with DAG financing obtain additional diversified (not USAID) funding for some project before 
its terminaon 

Aenffies
 

1.1 	 Screen, review, and select 25 mature NGOs at Level I for DAGs. 15 have already been selected. Select 
10 more by end of June 1995. 

1.2 	 Set-up and implement monitoring and evaluation system for the DAGs using Indkators estaoihed In this 
grant. Set-up Indicators for 15 sub grants by June 1994 and then Indicators tornew grants Jb he sub 
grants are awarded. 

1.3 	 Train 250 staff from the 25 NGO DAG recipients in project design, Implementation, and evaluation at the 
beginning of project Implementation. using their DAG projects as a means for them to gain experence 
in effective and efficient project Implementaton and thereby becoming strenglhened. Average 10 staff 
per NGO. 

1.4 	 In-servlce technical training for 250 NGO staff from 25 DAG recipient NGOs in 1)com1unity Parlkipation 
and planning, 2)needs assessments to expand to new geographical reas, 3) exterson techniques. 51 
appropriate technology, and other technical areas. important to set-up sequential and deveopment 
training program leading to certification. 

1.5 	 NGO sbaff from the 25 NGO DAG recipients provide in-service training, orientation, wokmhops. field dos. 
Level 1 375 staff from 75 NGOs trained and Level I 375 staff from 75 NGOs trained. This tansfer of 
information, attitudes,and practice from mature NGOs to new and developing NGO Isan obligaton of 
the DAGs to transfer, *takeunder their wings*, and othewise help the transfer to newer NGOs. 
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OUTPUT NO. 2: MOO MIS1UlYIONAL IKNlNflhNO 

Second and third Level Peruvian NGOs strengthened and COapble of designing. implementing. a c 
delvenng development assistance in credible fashion to specific beneficiaries over o sustained penoc 
of lime 

bsdloator, 

2.1 	 75 Peruvian NGOs recipients of small scale Institutional development grants in accordance wit 
established strategic pian approved in June 1994 

2.2 	 80% of 75 Level IIand 75 of Level III NGOs with Increased copabillty of planning, mnaoging. anc 
implemientng development projects in effective and efficient nannes gaining credbllity In the natlon, 
and international communities by September 1998 

2.3 	 30% Increase In variables of strengthening developed In approved strategic plan of targeted 75 Leve 
I and 75 Level INNGOs 

2.4 	 80% of trained NGO staff members applying In pract at high levels of professional quallt concept! 
provided by training six months after workshops 

2.1 	 Based on operational plan, write a specific sequential training guide with curriculum, ojecltives 
expected outcomes, targets, and criteria for NGO participants to get certificatilon having passed this 
development course. 

2.2 	 Purchase training materials for specific courses bfore starting courses. For example, microenterprise 
training could use training ma erials from Carvajal Foundation and ACCKON International. Health coulc 
use Hosperlan Foundation materials. 

2.3 	 Develop curriculums for training courses and organize training materab. 

2.4 	 Publsh the curriculum and course outlirvs. 

2.5 	 10 workshops for 300 NGO staff In 75 Level IINGOs In mranagemrrent, organizational development, anc 
strakgic planning 

2.6 	 10 workshops for 300 NGO staff in 75 Level III NGOs in management, organizational development. anc 
strategic planning 

2.7 	 10 workshops for 300 NGO staff In 75 Level I NGOs In project design (logical framework) 

2.8 	 10 workshops for 300 NGO staff In 75 Level MN,=Os in project design (logical framework) 

2.9 	 20 workshops In health for 300 NGO health workers at Level I and Level 9 In five years In sequentic
training programs related to primary health care, health devery, prmoter training, and other relatec 
health themes In accordance with strategic plan approved In June 1994 

2.10 	 20 workshops In agriculture development for 300 NGO ogrcultal workers In NGOs at Levels and Level 
I over a five year period In sequentia taining program related to agrktjulhal extdlon, agrillturo 
production, commercialization and other related ogricultural themw In accordance with stategic plar 
approved In June 1994 

2.11 	 20 workshops In micro enterprise development for 300 NGO micro enterprise promotes In NGOs at Level: 
I and I over a five year period In sequential training programs related to micro enterprise promotior 
techniques, production for micro enterprises, training of trainer srategles, and other related micrc 
enterprise themes In accordance with strategic plan approved In June 1994 
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212 	 Technical assistance to the 89 NGOs with concept papers approved by PMU but not selected (8Q of e 
104 pre-selected) to rfine, adaopt, and otherwse get these projects ready for funding by alternative 
donor assistance other man USAJDftru or the sub grant mechansm. In Component No.4 these are 
pnncilpal canclidates for obtaining funding from aternatve swurces. 

2.13 	 Technical assistance/project design workshops to 100 NGOs of ft next best qualified concept papers
to turn those concept papers Into full projects for funding. 

2 14 	 Publish the revised NGO Directory that contains Indexes of NGOs by sector and geographic location. 
Directory expanded to include 20 key characteristics of each NGO relevant for international donors 
including types of projects, financing.levels of operations, staff, and PACT cerlification. Distribute directory 
to all NGOs listed, national and international entities. 

2.15 	 Revise, adapt, pols, and publish the needs assessment document. Turn needs assessment into
advocacy document that includes new information on sectors, geographic locations, te NGO movement 
in Peru, and certainly a user friendly* document that helps support the NGO movement in Peru. 

2.16 	 Review, adaopt. poish, and publish as PACT product the SASEInst#tuto de Apoyo assessment of Peruvian 
NGOs. Document reduced to maximum 50 page user friendly document that provides relevant 
information that supports the NGO movement in Peru. 

2.17 	 Public relations effort to launch three documents of directory, needs assessment, and SASE study. Purpose 
to gather support for NGOs. 

2.18 	 75 NGOs from Levels IIand I classifications receive technical assistance IDG not to exceed $5.000 each 
that can be used or IndMvidual technical assistance, staff training, a needed Input, credit, and other 
similar short-term rapid insertion to fulfillan immediate need. Mechanism designed that NGO submits one 
page request and justification for IDG. PACT has turn around approval within two weeks. 
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OUTPUT NO.3: PIL 460 TITU N MONITOINNG AND EVALUATION WVrlM 

A PL 480 Title IImon.?onng and evaluation system functioning in an effective and efficient manner 

hIdl~aors 

1.1 	 A uniform monitoring and evaluation system for Pt. 480 food program functioning in effective manner b-
August 194. 

3. 	 A PL 480 Title 'Imonitoring and evaluation system in place and functi nng effectively by August. 1994 

1.2 	 Four PVOs in PtL 480 Title IIprogram adaot monitoring and evaluation systems and practice system within 
their organizations. 

1.3 	 Four food-handing agencies work with PACT to have same system functioning with standard financial and 
Impact reporting systems. 

AotvffIes 

3.1 	 Analyze operational plans, mulfi-year plans, and annual reports and make recommendatlons to USAJD 
on the most effective integration of resources to achieve maximum Impact. 

3.2 	 Design monrtodng and evaluation system and present to USAJD for approval. 

3.3 	 Seminars on use of monitoring and evaluation system. 
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OUTPUT NO. 4: SUSTAINAIUfLTY 

Peruvian NGOs graduated from now to developing to mature organzations ana with sustalnabilitV as on. 
going and stable trd seclor/lhird generatlon development organzatons 

1.1 	 Increase of $5.0 million new funds for 200 monitored Peruvian NGOs in 4994: and $10.0 million each in 
1995,1996, 4997. and 4998. 

1.2 	 30 NGOs have sustainable profit making activities or endowments, beyond projects, that assist in 
sustaining those organizations at EOP. 

1.3 	 50% of 100 NGOs attempting self-financing acttvities have adopted strategic plans for sllf-flnancing 

1.4 	 Increase of 20% national and regional government "contractling out to 100 monitored NGOs for 
production, commerce, and services by September 1998. 

AolMiles 

4.1 	 Design In specific detail an action plan based on the global plan. Plan should provide specific detail 
how to go about self-financing and susiadnab ity. 

4.2 	 Develop training materials on self-flnancing for NGOs. Develop curriculumk for dtaining NG0s. 

4.3 	 Publish brochure describing PMU sponsorship of self-financing and suwailnability program for Peruvian 
NGOs. 

4.4 	 10 workshops for 50 NGOs In self-sustning development activities. 

4.5 	 Present up to 80 polished and finished projects to natlonal (FONCOCS for example) and Intenka l 
flnancing organizalions. 

4.6 	 Providl: seed money to 40 approved self-financing projects by NGOs. 

4.7 	 Assist In negotiating 10 debt-swaps for NGOs. 

4.8 	 Investigate and diffuse Information to NGOs regarding opportunities for "contracting our of services to 
NGOs. 

4.9 	 Dialogue seminars with 25 NGO DAG reciplents and other veteran 25 NGOs to plan susanaility. 

4.10 	 Tecnical assistance by PACT to 25 NGOs so they develop ddtonal acties and products In same 
projects and obtain addtlonal funding for the same proects so hey can continue aftor DAG funds 
tenriliate. 
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ANNEX 7: AID EVALUATION SUMMARY
 

ABSTRACT
 

The Peru PVO Support Project No. 527-000353 goes from September 30. 1992 - September 29. 1998 (6Years) with a budget of $13.600.000 (delivery S 6.382.996 and subgrants S7.217.004). This was a shokedowr
evaluation required in Cooperative Agreement and was done 1 year and 7 months into project by anindependent evaluator under purchase order with USAJD/Peru. The evaluation purpose was to answeruncertainifies regarding project design, projectactivities producing outputs, andolmintstrationand organization
issues. The project isadrinistered by the US PVO Private Agencies Collaborating Togetht (PACT). The project
purpose is to strengthen the institutional capacity of Peruvian NGOs to work more effectvely with community
organizaions in the delivery of services in key sectors. The major findings and conclusions are: 

" Project has good design In Project Paper but contractor never has understood the basic concept of 
institutional strengthening as the centerpiece of this project. 

" Only one of three project outputs somewhat on track; the other two components are fumbling or have 
not really gotten started. Project activities in those two poor outputs hardly exist. 

" PACT has recently signed 15 sub grants totaling $3.1 million and two institutional deelopment grants
totaling $300.000. These will assist 25 NGOs in Cajamarca and Ayacucho. Selecton systems to get
proposals generally good. 

" Contractor has weak field staff and acrimonious relationship with Mission. 

Recommendations are: 

" Set-up rigorous and tightly controlled by Mission two month re-design of strategy, logioal framework.
operational plan, annual plan, restructuring budget, and perhaps changing some field st"ff to get
project on trazck. 
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Summary of Evaluation Findings 

The Peru PVO Support Project No. 527-0353 Is a six year effort for t erio September 30. 1992 to 
September 29. 1998 and administered by the US PVO Private Agencies Collaborating Togofhom (PACT) with a 
cooperative agreement with USAIDferu. The project purposes are to 1)expand toh amount and Increase the 
developmental Impact of PVOiNGO programs in the key sectors of agnculture. health and enterprise
development; and 2) to strengthen the Institutional capacity of Peruvman NGOs to work more effecft with 
community organizations in the delivery of servic S in these key sectors. Project outputs ore 1)direct grants
awarded to U.S. and Indigenous NGOs; 2)workshops/seminars conducted o asist Inmax#mzlng NGO services 
and resources, and Improving service delivery: 3) skills. knowledge. and suitable technologles transferred 
through NGOs to key sector beneficiaries; and 4) uniform, synchrorizd financial monitoring systems an Impc t 
reporting system developed by PMU and adopted by the fooharnd ing agencies. 

This 'shakedown evaluaton" was contemplated In the Cooperative Agreement to analyze the project 
after one year and to make necessary adjustments for the six year prooect. The evaluation was a 14 day effort 
to review documents, discuss the projc with both PACT and USADfieu, and have several fc group meetings
with NGO officials. The evaluation assessed 1)the overall project design. 2) specific prctd activities and results, 
and 3) project organization and admhlnistratlon. Evaluation results are presented with fincings, concuions, an, 
recofnmendations. Seven annexes provide the scope of work, documents, and a rvised logical framework fir 
the project. 

The Initial Project Paper design Iswell-stated and IsIn lIne with the Peruvian NGO needs and a prOtons. 
It contains a minor flaw of having a dual purpose statement of 1) project developrment ocuxs and 2) NGO 
strengthening tc-us. By placing the former project development purpose as the goal and the latter NGO 
strengthening purpose as the sole project purpose, while at the same tim lowering the high expectatlo of the 
goal statement. a project focus Isobkinedr. The contractor has taken a strong project development focus at the 
expense of Instithtlonal strengthening. 

The PVO Support Project emphasizes NGO Institutional strengthning. The contracor has ploced 
misguIded and dominant focus on sub grant development actities (DArs). This stems from several tactors that 
Include 1)PACTA/aoshngton expernce In sub grants In other oounrie and tansfir of those experiences to this 
project; 2) PACT/Peru staff Interest and experience In sub grant projects 3) PACT/Peru staff lock of Insiltulon 
buillding experience: 4) USAKIDleu giving mixed signals at times In waning sub grants; 5) a poor understanding
by PACT/Peru of how sub grants are to be used as a means to oal=on a higher purpose of institutional 
development 6) PACT/Peru unwlingness to address Institutional strengthening and building with a strategy; and 
7) PACT/Peru desire to get Immediate sub grant projects started rather Vh devise a strategy for the slower and 
more orphous efort of Insftuflon building. 

The original Project Paper design emphasizng three NGO deelpental levels appears to be right on 
target. The Project Paper and PACTs" proposal make tfs aproach" ntk for a stategic plan. T h e 
contractor has gotten misguided and confused as It Implements a very Nnited, superficial, and dIlfferent kInd 
of project then was designed. Left alone to continue its prent misguLded course, the preset Impwmenie:d
outputs will never produoe the project purpmo inthe six year project pe-iod. The contoctor does not have an 
iutal streNthenig strategic plan 19 months Into the project. has planned and hmpleented project
activities In linear fashon In substiut for contemplating and planning for a desired Imaxt. 

The current population, geographic, and sector focus are ncenty emphasized to support NGO 
Institutional stengthening r pact I Imtplementl well. There are perhaps about 200 NGOs and 3,000 NGO staff 
In the three sectors of health, mcroenteprie, and agriculure; about 50-60 NGOs in the fo principal 
g o apt Czones. 

The contractor degvers three project products (outputs) tha they handle a prWoct components. These 
are 1)Sub Grant Projects; 2) Insttulonal Strengthening; and 3) PL 480 TIe I Monitoring and Evaluation System. 

The Sub-Grant Project Component has dominated project Implementalton to date dcurng these first 19 
months. The contractor set-up good slection criteria, evaluation meohaisms. conceptpapermedansm, and 
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Screening processes forreceiving concept papers and eventuallV sub grant proect proposaIs Unfortunately they 
promoteld 1is sub grant fund widely and got 828 Concept Papers from over 600 NGOs nationwide that would 
require a total of S175 millbon of funds. They Sree these concept papers down to 104 and submitted to 
USAID for approval. Fifleen concept popers were approved and " NGOs provided proposals. By May 4994 
the contactor had signed 15 surrgrant projects with Peruvian NGOs for a total of S3.024.888. The sub grants are 
good proj"cts In themslves but lack Insitutonal strengthening relationships and respective indicators. 

The Institutional Strengthening Component has barely gotten off the ground after 19 months. The 
contractor has provided direct technicalassistance to the NGOs preparng ther ojcts with logical frameworks. 
In April 1994 the contra.ar signed two Institutional development grants with two NGO consortlums in Ca omaca 
and Ayacucho for S150.000 each: and provided two workshops each In financeccuntflng and logical 
framework in Cajamarca and Ayacucho for 65 NGO staff members from 25 NGOs. There isno stratlgic plon for 
this component. This cornrstone project component lacks focus, a pion, and Indlicators of Institutional 
strengthening. 

The PL 480 Tite IComponont Is to work with four mature international and national NGOs providing 
feeding programs. They are to set up standardized monitoring systems for these organizations. In the past '19 
months very little progress has been made and this component is stuck in a myriad of discussions among NGOs, 
USAEIDeu, and the ooNrockr. USAI/Peru requests from PACT leadership In setting up a global strategy for a 
cohesive monitoring and evaluation system. The NGOs are willing to go along with a sold system. The contractor 
has not been able to pavide that system causing delays In starting up what USAIJDPeru consIders an important 
p- otoutput. 

The contracor has spent S1.022.965 through March 31. 1994 outside the grants. This Isalmost exclusively 
for salk:es, other dret costs, and indirect costs. The contractor has lifle results to show for this level of 
expenditure. 

Some serious dscrepancies exist between USAJD/Peru and PACT regarding INts project. USAJD/Peru wants 
PACT to demnonstrate leadership as a contractor and fulfill its contract obligaions based on a strategic plan so 
that Itcan avoid ricroglEYing. It Isvery disappointed In project result to date and has some strong negative 
percepilon about PACTs' capacity to carry out this prject. The contractor has been qut vociferous and 
vehement In Insisting on being let alone to carry out the Cooperative Agreement as Itbest sees fit and believes 
USAID0ru has been obstruclonist. The effect of this slituation, I substan~all energy pbacd on discussing 
minuscule admlni:stralo level Issues in the tar pl level rather than both Inslltullons keeping thelr eyes on the 
prize. USAiDPru In general has a clear view of the mountain while PACT is fogged down In the valleys. 

Present PACT/Pru personnel do not have adequate experience to carry out insIltutlonal strengthening 
as proposed In the PP. Cooperaftve Agreement, and PACTs' proposal. PACT taff streng hs Ne with financial 
administatlon and budgeting. NGO proiect development, and medium level spifc sector specialization in 
health, micro enterpre, and agrcult,.i. There Is almost no staff experience In NGO strategic planning. 
institutional strergthieg. project planning, sfelf-flnancing, sustalnollty, and other similar institutionalstrengtheng needs of Peruvian NGOs. 

This project has gotten off to a bad start In the first 19 months. The project lacks focus and direction. It 
may reach some ouut nurmboers uisfaco ly wflh sub grants to NGOs but will not reach Inpact levels 
envisioned originally Inlhe PP. The several positive aspects of thIs project (15 sub grants to NGOs; two Initial 
Instumonal devlopien grants) are ovaihodo:cl by evidence of poor focus. I le project continues on Its 
present coue Peruvian NGOs will not be srengtheed to a large degree. wN vriy thelr funding portfolios
with m*nml projed kftence, will r in iowIn self-swtlnablty, and this PVO&pod Proc will have been 
reduced to a mple USAD donation award mechanism. 

The project kxl Intrnal onssty ofacvtles and outputs to procex puipose level Indicator impacts. 
Odgnal project Indlcars Nhmselves are not safisfacory. A strategic plan Isa podive document that details 
In proche terms your sbaegy, approach, focus, and ue of personnel and flnancla resourcos. This plan and a 
minion statement shaqI focus your attention on important purpose level Irpact desired and hells to avoid 
getting tangled In mixed level project Implementatlon (outputs,actMtles. admWnin) atthe expense ofhaving 

38
 

http:contra.ar


a focused project 

PACT and USAID/Poru spend enormous amount of energy stuck in the tar pit5 at he organization ano 
administraion ;evel. PACT focuses of this level at the expense of setting this project on a directed course 

PACT/Washington needs to spearhead a complete overhaul of this project that includes developing a 
strategic plan. revising the logical framework, designing a global PL. 480 monitonng and evaluaton plan. a 
revised 1994-95 annual plan. a revised budget. and a restructured administration to implement this re-designed 
project. 

a The contractor needs to refocus the project in accordance with core principles of the Project Paper 
Cooperative Agreement. and PACTs' proposal that has institutional strengthening and building of 200 Peruvian 
NGOs as central focus. The contractor should write a 30-40 page strategy and get USAJD/Peru approval. The key 
concepts are: 

" Revising the project to an institutional strengthening framework rather than the present project 
development focus; 

" Devising a strategy of actions for Institutional strengthening based on three levels of NGOs and 
targeted actions for strengthening and graduating NGOs to higher levels of sustalnability. 

* Project activities must be designed to produce new and revitalized outputs and that In turn produce the 
project purpose. The project requires refinement and adaptation to maintain Internal consistency. A new strategy 
Is recommended for accomplishing a very focused and defined purpose with a new set of revised and 
measurable Indicators. They center on a few fundamental concepts for outputs: 

" 	 Re-structuring Institutional strengthening that goes beyond the present focus of instflutIonal 
development grants and that Includes increased sequential training and certification of NGOs; 
technical assistance awards and specific project interventions for NGO specific needs; and 
technical training In health, micro enterprise, and agriculture. 

" 	 Producing high quality activitles for Institutional strengthening within the framework of a strategic 
plan. 

" 	 Adding a new output component of sustainabil1ity and self-financing with respective activities and 
Indicators. 

" 	 Targeted actions for strengthening and graduating NGOs to higher levelsof sustainabltty and self
financing. 

Itis recommended that the P1 480 component be taken out of the PACT contract and re-acustrents 
made for PACT personnel. An agreed upon sum would be taken from the PACT budget and be re-allocated to 
the USAID nanaged part of the overall budget. Ifthis r1commnato were notn b then a hoNslic and 
integral strategy for ninking the PL 480 Title NInstitutions with other NGOs, coordinaton of their food assistance 
programs, and how a moniorIng and evaluation system would function for the bettermient of the food assistance 
program isneeded. 

The contractor should write a revised logical framework and get USADPeu approval; then proceed to 
write a 200 page operatlonal project plan and a PL480 operatonal plan for te next our and one-half years 
and get UADoPeru approval. 

The contractor organization and adminisratri should be redirected to inplement changes required. 
This most Ikely will require replacing certain staff members and contracting other staff members. The budget 
requires a complete ovediaul. 
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