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ABSTRACT

H Evaluanon Abstract

ThIS evaluatIon, conducted by Development ASSOCIates through ItS sub-contract WIth World Learmng over the penod of
March 15 through Apnl 4, 1998, carned out three objectives (1) to assess the collectIve wpact that the followmg five ClVlI
SOCIety orgamzations (CSOs) m NIcaragua have had on changmg attItudes and behaVIOr m support of USAID/NIcaragua
StrategIC ObjectIve #1 (mcreased partICIpatIOn, transparency and compromIse), (2) to assess the speCIfic results achIeved by
each CSO, and (3) to adVIse USAID on current program management arrangements The five CSOs evaluated, CED,
FUNDEMOS, CENDEL, CEEN, and MNC, undertake actiVIties reachmg a varIety of target populations mcludmg teachers
and students m secondary schools, pohtical partIes, other CIvIl SOCIety orgarnzations, the labor movement, the natIonal
securIty commuruty and CItizens at the grassroots The evaluatIon responds to these objectIves Wlthm the llffilts of the data
avaIlable, takmg mto account the twe frame of the evaluatIon and the methodology employed to secure Impact measures

The evaluatIOn contams several recommendations whIch regardmg the fundmg ffilX, the hnk between the CSO's and MDD,
appropnate mdlcators, USAID management, and mstitutIOnal strengthenmg and sustamabIlIty m NIcaragua

The mayor findmgs and conclUSIOns are

The results of thIs evaluatIOn suggest that the collectIve wpact of USAID fundmg of the five CSOs IS that the work of two of
the orgarnzatIOns (FUNDEMOS and MNC) clearly contnbutes to enhancmg partICIpatIon and may also contrIbute to mcreased
posslbIhties for comproffilse CED contnbutes m the area of the partICIpatIon, whIle CENDEL hkely does not contnbute
outSIde the sphere of uruon actlVlties Also, CEEN contnbutes to transparency but unhke FUNDEMOS, not to partICIpatIon
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SUMMARY

J Summary of EvaluatIon Fmdmgs ConclusIOns and RecommendatIons (Try not to exceed three (3) pages)
Address the followmg Items

• Purpose of EvaluatIOn and methodology used • PrincIpal RecommendatIons
• Purpose of act!vlty(les} evaluated • Lessons Learned
• Fmdmgs and conclusIOns (relate to questions)

MISSIon or Office. Date nus SummaI)' Prepared. TItle and Date of Full Evaluation Report
USAID/NICARAGUA July 28. 1998 Evaluation of USAID Supported elVll Society CSO's m

Nicaragua - Fmal Report

Development ASSOCiates, through ItS sub-contract With World Learrnng carned out an evaluatlOn of five clvl1 society orgarnzatlOns
(CSOs) m Nicaragua m the penod March 15 through Apr114, 1998 The evaluation was carned out for the USAID/Nlcaragua
Good Governance Results Team The five CSOs evaluated Centro de EducaclOn para la Democracla (CED), Grupo
FUNDEMOS (FUNDEMOS), Centro Nlcaraguense de EstudlOS Laborales (CENDEL), Centro de EstudlOs Estrateglcos de
NICaragua (CEEN) and MUjeres Nlcaraguense CONCIENCIA (MNC), undertake actiVities reachmg a vanety of target
populatlOns mcludmg teachers and students m secondary schools, pohtlcal parties, other clVlI society orgamzatlOns, the labor
movement, the natlOnal security commumty and Citizens at the grassroots USAID aSSistance to the five orgarnzatlons is grouped
together under the USAID Good Governance strategIC objective The ClVlI SOCiety development programs these orgaruzatlOns
now Implement were begun under various sub-grants made m 1991 92 under an umbrella grant to the NatlOnal Endowment for
Democracy (NED) Begmmng m 1995, the five CSOs began to receive support directly through grants from USAID/Nlcaragua

Objective The overall objective of the evaluation IS to (1) assess the collective Impact these five CSOs have had on changmg
attitudes and behavlOr m support of USAID/Nlcaragua Strategic Objective #1 (mcreased partiCipation, transparency and
compromIse), (2) to assess the speCific results achieved by each CSO, and (3) to adVise USAID on current program management
arrangements The evaluation responds to these objectives wlthm the llffilts of the data available, takmg mto account the time
frame of the evaluation and the methodology employed to secure Impact measures

Methodology The evaluation team focused ItS data gathermg on two areas CSO programmatic Impact and CSO orgaruzatlOnal
capacity The baSIC prmclpal of the approach taken by the evaluation team m gathermg data was to use a process of tnangulatIon,
usmg several different data gathermg techmques to estabhsh the baSIS for reachmg a speCific fmdmg The team eXamIned all
aval1able documents, work products, manuals, trammg curncula and other documentary matenals for all five orgaruzatlOns
mcludmg any data already developed to measure Impact It also mtervlewed the executive drrectors, staff and a samplmg of
board members and tramees as well as some of the consultants and external tramers employed by the orgaruzations To assist m
assessmg the orgaruzatlOnal capacity of each CSO, the team used a questlOnnarre which focussed on Issues of orgaruzatIOnal
mISSiOn, target audiences and programs, orgaruzatIOnal structure, governance and declslon-makmg, techmcal and program
management capabl1ity, and fmancial and orgaruzatlOnal sustamabl1lty

The team employed different approaches for each of the orgamzatlons to get at Issues of Impact In the case of CED, It was
pOSSible to take advantage of the natIOnal survey on pohtical values (Mitchell Sehgson, 'Democratic Values m Nicaragua 1991
1997") comnussIOned by USAID, re-analyzmg the data set Focus groups of benefiCiaries of CENDEL and FUNDEMOS were
conducted to contribute to an understandmg of Impact The team observed trammg or other pubhc events for all five
orgaruzations The team also conducted group diSCUSSIOns on Issues of miSSion and ViSion With staffs of several of the
orgaruzations The sections on each of the orgamzatlOns descnbes m greater detal1 the sources of speCific observatIOns regardmg
Impact as well as the hmltatlOns that eXist on the form of measurement employed

u \smapub\docs\csosum
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ATTACHMENT "A"

STRENGHTENING DEMOCRATIC INSTITUTIONS-FINAL REPORT

Fmdmgs/ConcluslOns Recommendations USAID ActIOns

The work of two of the orgamzatlons (FUNDEMOS and MNC) clearly USAID should accord first Priority for fundmg to USAID IS uncompelled by the recommendation
contributes to enhancmg participatiOn and may also contribute to FUNOEMOS and MNC and wul contmue fundmg all five NGO s
mcreased possibilities for compromise FUNDEMOS also contributes to
enhancmg transparency Thelf methodologies contribute to CitIZen
participation at the local level they have capable staffs and can reach out
to areas where USAID IS workmg 10 mumclpal strengthemng Both can
support the results to be achteved by the Good Governance team

CEO contributes 10 the area of partiCipation Support for CIVIC education CED should receive additional funds beyond Its current Agreed
IS considered Important by the GON and there IS a need to better grant If It can demonstrate development of the capacity to
understand how CIVIC education can affect democratiC values and track program performance and use that feedback to gUlde
practices program development

Although CENDEL hkely does not contribute outSide the sphere of umon CENOEL should be supported after the current grant If It Agreed If CENDEL can demonstrate results
actiVities development of a Viable democratic labor movement IS an can demonstrate a contmumg commitment to enhance Its
Important element of an overall strategy for strengthenmg CIVil society trammg capacity and If It takes steps to broaden ItS
and mcreasmg representation of workers Interests constituency

CEEN contnbutes to transparency but not partiCipation Clvulan control CEEN should be supported by the MISSion With less MISSIon beheves that CEEN must demonstrate
of defense and national security policy lS an Important Issue emphasIS on whether or not It IS developmg Inslltullonally programmatic results and Inslltullonal/fmanclal

and greater emphasIS on whether It IS perfonmng Its sustamablhty 10 order to receive further USAID
educallonal task effecllvely fundmg

1

BEST AVAILABLE copy



The hnk between the CSOs and MDD USAID should provide support to FUNDEMOS and MNC
to work m coordmatlon With the MDD IDStltutlOnal
contractor to enhance cltlzen participatiOn

MIssion wJ11 encourage/explore Imkages
between all NGO s and the MDD project but
wJ11 not provide fundmg for addltlonal projects
We will provide mayors With a consolidated list
of NGO s m their mumclpalltleS

USAID should provide addltlonal support to the CSOs for I Agreed
enhancmg Cltlzen partlclpatlon at the local level
formallZmg the cooperallon between the mstltutlonal
contractor and the CSOs

USAID should not develop or fund addlllonal natlonal level I Agreed
CSOs to work m enhancmg local Citizen participation
Rather USAID should encourage FUNDEMOS and MNC
to work With eXlStlDg CIVU society orgamzatlons and
commumty groups

Indicators Indicators should be related to changes m behavior rather
than values or altItudes for all CSOs except CED CED
should track changes m attltudes and values to help develop
Its programs because Its function IS shapmg youth for
future participatIOn m the pohtlcal process

Indicator development and measurement should be the
responsibility of the CSOs who need to relate those
mdlcators to the speCific results they propose to aclueve
through therr grants USAID should ensure that techmcal
assistance and trammg resources are available to develop
the capacity of the esos to measure theIr performance and
use that measurement for self-correctlon

2

Agreed FUNDEMOS mdlcators have been
changed Indicators for other NGOs Will be
changed as poSSible

USAID Will contmue to fund trammg programs
to strengthen local CIVt! society NGOs

\'"'\

BEST AVAILABLE COP'!



USAID Management USAID should use the eXIStmg capacIties of the esos to
lessen the adnumstratlve burden on the US pse responsible
for the eso portfolio through

Usmg monthly meetmgs as a venue for the esos to share I Agreed
leammg consider Jomt programs and develop collaborative
strategies esos would take over responsibility for
orgarnzmg the meetmgs settmg the agenda and carrymg
out the necessary reportmg

Transferrmg resources and responsibilities for trammg and I USAID will explore thiS option
technical asSiStance to the esos m UlStitutional
strengthenmg evaluation and adult education I Agreed

PlaCing greater emphasiS on eso management for results

""""

Institutional strengthenmg and sustamablhty

SolId VISible and Widely perceived progranunatlc achievements are the
most effective tools for mobillZmg fmanclal support

July 31 1998
u \smapub\docs\csosuml

The esos should mcorporate as results Into therr next
grant agreements the development of UlStitutiOnal
development and fund ralsmg strategies as part of therr
overall strategic plans

The CSOs should work together to develop a common
strategy for reachmg out to alternative donors

The CSOs should develop therr mternal capacity for fund
ralsmg and mstitutlOnal development

The CSOs should be encouraged to use therr Boards as
tools for fund ralsmg

The organIZations should develop their publIc relations
capaCIties

3

BEST AVAILABLE COpy

Agreed

No the MISSion belIeves each NGO must
develop Its own umque marketing plans

Agreed

Agreed

Agreed
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EVALUATION OF USAID SUPPORTED
CIVIL SOCIETY CSOs

ABSTRACT

Tills evaluatIOn, conducted by Development Associates through ItS sub-contract WIth
World Learmng over the penod of March 15 through Apnl4, 1998, carned out three objectives
(1) to assess the collective Impact that the followmg fIve CIVIl socIety orgamzatIOns (CSOs) m
NIcaragua have had on changmg attItudes and behavIOr m support of USAID/NIcaragua StrategIc
ObjectIve #1 (mcreased partIcIpatIOn, transparency and compromIse), (2) to assess the specIfIc
results achIeved by each CSO, and (3) to advIse USAID on current program management
arrangements The fIve CSOs evaluated, CED, FUNDEMOS, CENDEL, CEEN, and MNC,
undertake actIvItIes reachmg a vanety of target populatIons mcludmg teachers and students m
secondary schools, polItical parties, other CIvIl SOCIety orgamzatIOns, the labor movement, the
natIOnal secunty commumty and CItIzens at the grassroots The evaluatIOn responds to these
objectives wlthm the lImIts of the data avaIlable, takmg mto account the tIme frame of the
evaluatIon and the methodology employed to secure Impact measures

The results of thIS evaluation suggest that the collective Impact of USAID fundmg of the
fIve CSOs IS that the work of two of the orgamzatlons (FUNDEMOS and MNC) clearly
contnbutes to enhancmg partICIpatIOn and may also contnbute to mcreased possIbIlItIes for
compromIse CED contnbutes m the area of the partiCIpatIOn, whIle CENDEL lIkely does not
contnbute outsIde the sphere of umon actiVIties Also, CEEN contrIbutes to transparency but
unlIke FUNDEMOS, not to partiCIpatIOn The evaluatIOn contams several recommendatIOns
WhICh regardmg the fundmg mIX, the lmk between the CSO's and MDD, appropnate mdlcators,
USAID management, and mstitutIOnal strengthemng and sustamabilIty m NIcaragua

EvaluatIon of USAID Supported CIVil SocIety CSOs In NIcaragua
April 1998
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EVALUATION OF USAID SUPPORTED
CIVIL SOCIETY CSOs

SUMMARY

Development AssocIates, through ItS sub-contract wIth World Learnmg carrIed out an evaluatIOn
of fIve cIvIl socIety orgamzatlons (CSOs) m NIcaragua m the perIod March 15 through AprIl 4,
1998 The fIve CSOs evaluated, Centro de EducacIOn para la DemocracIa (CED), Gmpo
FUNDEMOS (FUNDEMOS), Centro Nlcaraguense de EstudIOS Laborales (CENDEL), Centro
de EstudiOS Estrateglcos de NIcaragua (CEEN) and MUjeres Nlcaraguense CONCIENCIA
(MNC) , undertake activIties reachmg a varIety of target populatIOns mcludmg teachers and
students m secondary schools, polItical partIes, other cIvIl socIety orgamzatIOns, the labor
movement, the national securIty commumty and cItizens at the grassroots
ObjectIve The overall objective of the evaluatIOn IS to (1) assess the collective nnpact these five
CSOs have had on changmg attItudes and behaVIor m support of USAID/Nlcaragua StrategIC
Objective #1 (mcreased partiCIpation, transparency and compromIse), (2) to assess the speCIfIC
results achIeved by each CSO, and (3) to advIse USAID on current program management
arrangements The evaluatIOn responds to these objectives wlthm the lImIts of the data avaIlable,
takmg mto account the tIme frame of the evaluatIOn and the methodology employed to secure
nnpact measures
DescrIptIOns of the FIve CSOs
CED was establIshed m 1992 to develop processes of formal CIVIC educatIOn to promote
democratic values, practIces and attItudes Its target audIences are teachers, students and parents
mvolved m processes of CIVIC educatIOn and student government It prOVIdes tratmng and
techmcal assIstance to secondary school CIVICS teachers, works wIth teachers, parents and
students to set up student governments m secondary schools and has begun a process of
establIshmg CIVIC educatIOn at the prImary level It reaches out to teachers m the over fIve
hundred secondary schools It has set up student governments m around 341 secondary schools
It IS workmg m SIX prImary schools It has establIshed a partICIpatory approach to CIVIC educatIon
at the secondary school level and set up student governments m approxImately two-thIrds of the
country's secondary schools
MNC was estabhshed m 1989 as a grass roots orgamzatIOn whIch has focussed on promotmg
democratIc values and cItizen partICIpatIOn m commumty affaIrs Its target audIences are people
m commumtles and m grassroots orgamzatlons It uses mteractIve trammg methods to effect
changes m values and behaVIOr It seeks to expand ItS reach through the use of ItS tramees as
multIplIers withm theIr commumties Its current program reaches about 2700 mdividuals on an
annual basIs through mitIal trammg and follow-on programs Its volunteer/tramee/multIplIers
have carned out a vanety of commumty serVIces as well as engagmg m electoral partICIpatIOn
at the local level
CEEN was establIshed as an mdependent orgamzation m 1994 to mvolve CIVIlIan governmental
authontIes m management of natIOnal secunty and defense polIcy Its target audIences are
government personnel, the mIlItary and polIce, journahsts, polItICIans and others concerned WIth
natIOnal secunty and defense polIcy Its actIVIties reach out to an estImated 1500 mdlvlduals
annually through semmars, conferences and other trammg and educatIOnal events Its major

Evaluation of USAID Supported Civil Society CSOs m Nicaragua
~- ~~1~
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objectIves to date have been establIshment of the Mmlstry of Defense and related legIslatIve and
adImmstrative changes
CENDEL was establIshed as a CSO m 1995 It has as Its overall objectIve modermzmg and
democratIzIng labor relatIOns In NIcaragua through educatIOn Its targets are mId-level leadershIp
of umons and theIr rank and fIle membershIp It reaches out to approxImately 1300 IndIVIduals
per year through trammg courses, semmars, conferences and assemblIes
FUNDEMOS was establIshed III 1991 Its purpose IS to strengthen CIVIl SOCIety and polItical
partIes, promote transparency III government and proVIde a platform for national polIcy
dialogues Its targets are CIVIl SOCIety orgamzatIOns and theIr government mterlocutors, polItIcal
party leadershIp at both the natIOnal and local level, government polIcy makers and theIr
Interlocutors It reaches approxImately 2600 IndIVIduals through semmars, workshops and publIc
fora Its purpose has been In developmg the capaCIty of CIvIl SOCIety and polItIcal orgamzatIOns
to carry out theIr roles as mstruments of polIcy artIculatIOn and aggregatIOn It also seeks to
establIsh a polItIcal space for dIalogue outSIde of partIsan venues
CollectIve Impact
The collectIve Impact of USAID fundmg of the fIve CSOs IS that the work of two of the
orgamzatIOns (FUNDEMOS and MNC) clearly contnbute to enhancIng partICIpatIOn and may
also contnbute to Increased pOSSIbIlItIes for compromIse CED contnbutes m the area of
partICIpatIOn CENDEL lIkely does not contnbute outSIde the sphere of umon actIVItIes CEEN
contnbutes to transparency but not partICIpatIOn FUNDEMOS also contnbutes to enhancIng
transparency
RecommendatIOns
Regardzng the jundzng mzx
• USAID should accord fIrst pnonty for fundmg to FUNDEMOS and MNC because theIr

methodologIes contnbute to CItIzen partICIpatIOn at the local level, they have capable
staffs and can reach out to areas where USAID IS workIng m mumclpal strengthemng
Both can support the results to be achIeved by the Good Governance team Support for
these two orgamzatlOns should be for a perlOd of five years to asslst them to develop
Viable long term mstltutlOnal development and fmancwl sustamablllty plans

• CED, CENDEL and CEEN are a second level of fundmg pnontIes Further fundIng of
each should be condItIoned on dealIng WIth certaIn programmatIc and orgamzatIOnal
concerns
~ GIven that support for CIVIC educatIon IS consIdered Important by the GON and

there IS a need to better understand how CIVIC educatIOn can affect democratIc
values and practIces, CED should receIve addItIonal funds beyond ItS current
grant If It can demonstrate development of the necessary research capaCIty to track
program performance and use that feedback to guIde program development
Assummg that these condltlOns are met, addltlOnal support should be for at least
two yea! s and up to five years as USAID resources permlt

~ GIven that development of a VIable democratic labor movement IS an Important
element of an overall strategy for strengthemng CIvil SOCIety and Increasmg
representatIOn of workers' mterests, CENDEL should be supported after the
current grant If It can demonstrate a contmumg commItment to enhance ItS
trammg capaCIty, and If It takes steps to broaden ItS constituency Assummg that

Evaluation of USAID Supported CIVIl Society CSOs In NIcaragua
-1lI- Apnl 1998



these conditIOns are met, support for CENDEL should be for at least two years
and up to five years as USAID resources permlt

~ Assummg that USAID consIders, as does the evaluatIOn team, that cIvIlIan control
of defense and natIOnal secunty polIcy IS an Important Issue, CEEN should be
supported by the MIssIon WIth less emphasIs on whether or not It IS developmg
mstItutIOnally and greater emphasIs on whether It IS performmg ItS educational
task effectively InstitutIOnalIzatIOn of thIS concern through strengthemng the
oversIght role of both the legIslature and the executive may be suffIcIent to ensure
the deSIred result--greater cIVIlIan control of the mIlItary and polIce AddltIOnal
support should be for at least two years and up to five years as USAID resources
permlt

Regardzng the Lznk between the CSOs and MDD
• USAID should provIde support to FUNDEMOS and MNC to work m coordmatIOn WIth

the MDD mstItutIOnal contractor to enhance CItizen partIcIpatIOn
• USAID should facIlItate 1ll1tIal contacts between the CSOs and MDD's mstItutIOnal

contractor ImplementatIOn should then flow from that contact
• USAID should conSIder fundmg addItIOnal support to the CSOs for enhancmg CItIzen

partICIpatIOn at the local level from a redeSIgn of the MDD activIty, formalIzmg the
cooperatIOn between the mstItutIOnal contractor and the CSOs

• GIven the dIffIculty of creatmg VIable CSOs and the lImIted avaIlabIlIty of fundmg,
USAID should not develop or fund addItIOnal natIOnal level CSOs to work m enhancmg
local CItizen partICIpatIOn Rather, USAID should encourage FUNDEMOS and MNC to
contmue to use theIr methodologIes of workmg WIth eXlstmg CIVIl SOCIety orgaruzatIOns
and commumty groups Thls approach takes advantage of groups at the local level that
have already been establzshed, have credlblllty and have developed vzable means of
mazntaznzng thelr eXlstence Thls approach may also serve to lznk FUNDEMOS and MNC
further with local groups supported by other USAID aCtiVltles, for example zn health and
nutntIOn

Regardzng Appl0pnate Indicators
• IndIcators should be related to changes m behaVIOr rather than values or attitudes for all

CSOs except CED These mdlcators mc1ude levels of polItical partICIpatIOn, effectIve
presentatIOn of demands, establIshment and use of mechamsms of two-way
commumcatlon between local offICIals and CItizens (for example, CItizen reVIew of the
annual mumclpal budget m a time frame that permIts analysIs and comment) CED needs
to track changes m attItudes and values to help develop ItS programs and because ItS
functIOn IS shapmg youth for future partiCIpatIOn m the polItIcal process

• IndIcator development and measurement should be the responsIbIlIty of the CSOs who
need to relate those mdicators to the speCIfIC results they propose to achIeve through theIr
grants As a consequence the CSOs need to develop theIr momtonng and evaluatIOn
capaCIty

• USAID should ensure that techmcal aSSIstance and traImng resources are avaIlable to
develop the capaCIty of the CSOs to measure theIr performance and use that measurement
for self-correctIOn

Program Management Issues
Regardzng USAID Management

Evaluation of USAID Supported Civil Society CSOs In Nicaragua
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GIven MISSIon personnel constramts, USAID should focus on usmg the eXIstmg capacItIes of the
CSOs to lessen the admimstratIve burden on the US PSC responsIble for the CSO portfolIo,
furthenng partnershIp practIces ImtIated by the prevIous US PSC responsIble for the Good
Governance CSOs PractIces that could be employed mc1ude
• Transformmg the monthly meetmgs between the PSC and the CSOs mto a venue for the

CSOs to share learnmg, consIder Jomt programs and develop collaboratIve strategIes to
meet common needs ThIS means that the CSOs would take over responsIbIlIty for
orgamzmg the meetmgs, settmg the agenda and carrymg out the necessary reportmg

• Transfernng resources and responsIbIlItIes for trammg and techmcal assIstance to the
CSOs m areas of mstitutIOnal strengthemng, evaluatIon, adult educatIOn and other
reqUIrements of the CSOs

• Placmg greater emphasIs on CSO management for results WhICh means placmg the
burden on each CSO for specIfIc results to be achIeved Improvements m monztormg and
evaluatzon capabllltzes wlll make such an approach eaSler to manage

• Contmue partIcIpatIOn of the PSC m CSO events
• CSOs should have opportumtIes to partIcIpate and present theIr actIVItIes to the SO as part

of an overall customer satIsfactIOn and partnershIp process
Regardmg mstltutlOnal strengthemng and sustamablhty
• The CSOs need to develop mstItutIOnal development and fund-raIsmg strategIes as part

of theIr overall strategIc plans These should be mcorporated as results mto theIr next
grant agreements

• The CSOs should work together to develop a common strategy for reachmg out to
alternatIve donors

• The CSOs need to develop theIr mternal capacIty for fund-raIsmg and InstItutIOnal
development

• The CSOs should be encouraged to use theIr Boards as tools for fund-raIsmg
• GIven that solId, VISIble and wIdely perceIved programmatIc achIevements are one of the

most effectIve tools for mobilIzmg fmancIal support, the orgamzatIOns mdividually and
as part of theIr coordmatmg efforts need to develop theIr publIc relatIOns capacItIes
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EVALUATION OF USAID SUPPORTED
CIVIL SOCIETY CSOs

INTRODUCTION

A team provIded by Development AssocIates through ItS sub-contract wIth World Learnmg under
the CIVIl SocIety Democracy Indefmlte Quantity Contract (lQC) (CLIN 008 AEP 5468-1-00
6013-00, DelIvery Order #802) carned out an evaluation of fIve cIvIl SOCIety orgaruzatlons
(CSOs)! m NIcaragua m the penod March 15 through Apnl4, 1998 The evaluation was carned
out for the USAID/Nlcaragua Good Governance Results Team The fIve CSOs evaluated
undertake actiVItIes reachmg a vanety of target populatIOns mc1udmg teachers and students m
secondary schools, polItIcal partIes, other CIvIl socIety orgaruzatIOns, the labor movement, the
natIOnal secunty commuruty and cItIzens at the grassroots USAID assIstance to the fIve
orgaruzatIOns, Centro de EducaCIOn para la DemocraCIa (CED), Grupo FUNDEMOS
(FUNDEMOS), Centro Nlcaraguense de EstudiOS Laborales (CENDEL), Centro de EstudIOS
Estrateglcos de NIcaragua (CEEN) and MUjeres Nlcaraguense CONCIENCIA (MNC) IS grouped
together under the USAID Good Governance strategIc objective The cIvIl socIety development
programs these orgaruzatIons now Implement were begun under vanous sub-grants made m 1991
92 under an umbrella grant to the NatIOnal Endowment for Democracy (NED) Begmrung m
1995, the fIve CSOs began to receIve support dIrectly through grants from USAID/Nlcaragua
The current status of theIr grants IS descnbed m Table 1 m AppendIx 5

Objective

The overall objective of the evaluatIOn IS to (1) assess the collective Impact these fIve CSOs have
had on changmg attItudes and behavIOr m support of USAID/NIcaragua StrategIc Objective #1
(mcreased partIcIpatIOn, transparency and compromIse), (2) to assess the specIfIc results achIeved
by each CSO, and (3) to adVIse USAID on current program management arrangements (The
complete scope of work IS mc1uded as AppendIX I ) The evaluatIOn responds to these objectives
wlthm the lImIts of the data avaIlable, takmg mto account the time frame of the evaluation and
the methodology employed to secure Impact measures

Methodology

The evaluatIOn team focused ItS data gathenng on two areas CSO programmatic Impact and CSO
orgaruzatIOnal capacIty The baSIC pnnclpal of the approach taken by the evaluatIOn team m
gathenng data was to use a process of tnangulatIon, usmg several dIfferent data gathenng
technIques to establIsh the baSIS for reachmg a speCIfIC fmdmg The team exammed all avaIlable
documents, work products, manuals, trammg curncula and other documentary matenals for all
fIve orgaruzatIOns mcludmg any data already developed to measure Impact It also mtervlewed
the executive dIrectors, staff and a samplmg of board members as well as some of the consultants
and external tramers employed by the orgaruzatlons To aSSIst m assessmg the orgaruzatIOnal
capaCIty of each CSO, the team used a questIOnnaIre WhICh focussed on Issues of orgaruzatIOnal
mISSIOn, target audIences and programs, orgaruzatIOnal structure, governance and declslon-
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II PROJECT LEVEL ACTIVITIES OF THE FIVE CSOs

Centro de Educacu5n para fa Democracza (CED)

makmg, technIcal and program management capabIlIty, and fmancml and orgarnzatIOnal
sustamabilIty

The team employed dIfferent approaches for each of the orgarnzatIOns to get at Issues of Impact
In the case of CED, It was possIble to take advantage of the natIonal survey on polItical values
(MItchell SelIgson, "Democratic Values m NIcaragua 1991-1997") commISSIOned by USAID,
re-analyzmg the data set (See AppendIx 4) Focus groups of beneflclanes of CENDEL and
FUNDEMOS were conducted to contnbute to an understandmg of Impact The team observed
trammg or other publIc events for all fIve orgarnzatIons The team also conducted group
dISCUSSIOns on Issues of mISSIOn and VISIon WIth staffs of several of the orgarnzatIOns The
sections on each of the orgarnzatIOns descnbes m greater detaIl the sources of specIfIc
observatIons regardmg Impact as well as the lImItatIOns that eXIst on the form of measurement
employed

EvaluatIon of USAID Supported CIVIl SocIety CSOs In NIcaragua
Apnl1998-2-

Summary CED was establtshed zn 1992 to develop processes of formal CiViC educatlOn to
promote democratic values, practlces and attltudes Its target audiences are teachers, students
andparents znvolved zn pI ocesses ofCiViC educatiOn and student government It proVides training
and technical aSSistance to secondary school CiViCS teachers, works with teachers parents and
students to set up student governments zn secondary schools and has begun a process of
establishzng CIViC educatlOn at the przmary level Its traznzng and technical aSSistance reaches out
to teachers zn the over five hundred secondary schools Its activities zn establtshzng student
government has reached around 341 secondary schools It is workzng zn SiX pnmary schools It
has been successful zn establtshzng a partiCipatory approach to CiViC educatlOn at the secondary
school level and settzng up student governments zn approximately two-thirds of the country's
secondary schools However, to date there is no measurable impact ofthese efforts on democratlc
values, behaviOrs and attItudes

CED IS NIcaragua's CIVIC educatIOn development center It was establIshed as an mdependent
orgarnzatIOn m Apnl, 1996, havmg preVIOusly operated under the tutelage of the Amencan
Federation of Teachers FIve of the current Board t s fourteen members are sernor-Ievel GON
offICIals, under the chaIr of the Mmister of EducatIOn, Humberto BellI CED staff currently
number 26 persons workmg m SIX dIVISIOns, mcludmg 18 teachers who make up ItS core
techmcal staff and are paId by the Mimstry of EducatIOn (MED) CED's mISSIon IS "The
development of teachmg materIals, trammg and research on the promotIOn of democratic values,
practices and attItudes"2 The prImary targets ofCED's traImng are CIVICS teachers, students and
theIr parents, pnncipally those at the secondary school level Key stakeholders are the MED,
school admimstrators, and current and former elected offIcers from the school governments
developed WIth CED support CED's mam program to date has been the development of formal
secondary school CIVICS courses (curncula development, teacher trammg and matenals
development) It also manages a sIgmficant school government program m the maJonty of
secondary schools (approxImately 63 %) and natIOnal CIVICS award actIVIties CED recently
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CED completed an mitIal strategIc planmng process WhIch succeeded m focusmg the orgamzation
on ItS major developmental challenges - bUIldmg on the already posItIve culture of excellence and
dedIcatIon among ItS staff

began a pIlot curncula development program for pnmary educatIOn at 6 pnmary schools CED
has made contact WIth and has coordmated Its actIvItIes WIth the BASE project m choosmg the
pnmary schools mcluded m the current pIlot program

Technzcal and Program Management Capablllty The qualIfIcatIOns and expenence of CED's
staff of educators IS hIgh, but the program management capaCIty of CED as an orgamzatlOn can
be nnproved III the areas of systematic momtonng, operatIOns research and Impact evaluatIOn
TraInIng m program management skill areas for eXIstmg and new staff would also yIeld benefIts
relatively qUIckly SustamabilIty m the trammg of CIVIC educatIOn teachers at both the secondary
and pnmary levels depends on mcludmg technIques for tralmng m CIVIC educatIon as a part of

Budget and Sustamabillty CED's 1997 operatmg budget was $573,000 USAID fmanced 56%
of that total CED has worked effectIvely to secure resources outsIde ItS USAID fundmg It has
receIved support from the World Bank, the OrgamzatIOn of Amencan States (OAS), Japan,
Norway, Luxembourg and from the NIcaraguan pnvate sector for vanous aspects of Its program
It also receIves support from the MED m the form of the serVIces of Its 18 teacher/tramers The
MED belIeves that CED needs to remam as an mdependent agency even after the CIVIC educatIOn
curnculum IS set up at the pnmary school level There IS no mdicatIOn that the MED, at thIS
pomt m tIme, IS prepared to take over CED's functIOns m 1999

EvaluatIon of USAtD Supported CIVIl SocIety CSOs m NIcaragua
April 1998-3-

Organzzatwnal Structure, Governance and DecIszon-Makmg CED IS a legally mdependent,
non-profIt organIZatIOn, but It currently functIons as an operatmg foundatIon of the MInIstry of
EducatIon (MED) ThIS IS not much dIfferent than when It was a MED project funded by a
USAID grant to the NED/AFT WIth the exceptIon of the Mmister of EducatIOn, ItS Board
members are not very actIve m the orgamzatIOn's affairs RepresentatIon on the Board from
other stakeholder groups would help solIdIfy CED's mdependence It would also facIlItate contact
wIth mterested partIes beyond the MED who can assIst m defmmg a revIsed orgamzatIonal
mISSIon for CED, Improvmg responsIveness to clIent needs and the development of new serVIces
Teamwork among CED staff members IS excellent ExecutIve leadershIp appears to be very
effectIve

Organzzatwnal MIsswn, Target AudIences and Current Programs CED's programs are clearly
focused on ItS clIents' needs (teachers, students and theIr parents) Generally speakmg, ItS
programs are apprecIated by these clIents and other stakeholders alIke However, the lImIted
avaIlabIlIty of resources to CED does not allow It to consIstently IdentIfy partIcular needs of ItS
clIents and respond to them For example, CED has been forced to reduce the level of m-serVIce
trammg and technIcal assIstance It can provIde That techmcal support IS dIrected at supervIsors
WIth a VIew toward theIr servmg as multIplIers Accordmg to teachers mtervlewed by the team,
thIS approach, whIle useful, IS less effectIve than m-serVIce trammg dIrected at a broader
audIence, m part because the supervIsors themselves have a conSIderable demand on theIr tnne
from theIr regular dutIes
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the currIcula of the umversitIes that tram new teachers (Normal schools already have CIVIC
educatIon m theIr currIcula ) That sustamabilIty also depends on contmumg m-serVIce trammg
If CED IS to serve as a CIVIC educatIon research and development support mstitutIon, It needs
to redouble efforts to develop cooperatIve contacts WIth m-country stakeholders (e g the
Umverslty, normal schools, teachers' umons, assocIatIOn of ex-school government offIcers, and
CSOs) and to network wIth colleagues m the regIon (e g through CIVITAS)

Actlwtles, Results, Impact CED's current CooperatIve Agreement (CA) wIth USAID IS
supposed to achIeve the followmg results mstitutIOnalIzation of the secondary level EducatIOn
for Democracy currIculum, establIshment of secondary student governments m all schools WIth
more than 100 students, establIshment of fIVe model 'democracy schools' at the prImary levels
that have student governments, and trammg of the natIOnal network of prImary school teacher
tramers m the EducatIOn for Democracy currIculum

Support of these actIVItIes IS predIcated on the assumptIOn that the CIVIC educatIOn program of
CED sIgmficantly contrIbutes to development of democratIc values m NIcaraguan youth CED
has not undertaken any evaluatIons speCIfIcally deSIgned to measure the Impact of ItS program
It has no mstItutIOnal capabIlIty to carry out such assessments, nor has It deSIgned ItS program
usmg standard evaluatIOn practIces such as undertakmg baselme and follow-up studIes Its most
recent effort to undertake an evaluatIon focuses entIrely on process Issues 3 That study does
suggest that the partICIpatory methodology that CED has promoted IS m fact bemg used by a
majorIty of CIVIC educatIon teachers A reVIew of textual materIals developed by CED (a
textbook, currIcula gUIdes and other trammg materIals) suggest that these materIals also support
the mtent of the CIVIC program to foster democratIc values and practIces

The evaluatIOn team exammed both the Impact of the secondary school formal CIVIC educatIon
program and the student government program The prImary school program was not revIewed,
because It IS stIll too early m ItS development

The secondary school program was revIewed by attendmg a trammg seSSIon and vlsltmg a school
that was conSIdered by CED to be a model example of student government The tralmng
methodology IS partIcIpatory, brIngmg together the CrItIcal stakeholders, teachers, students and
parents The materIals developed to undertake the tralmng and proVIde guIdance for
ImplementatIOn are supportIve of the effort The students mtervlewed (and observed m a publIc
forum) who partICIpate as student government offICials understand the meamng of student
government and the rules to be followed m such processes as conductmg electIOns They express
an understandmg of the democratIc values the program IS deSIgned to mstill It IS not possIble,
absent the necessary data, to know whether these attItudes, belIefs and knowledge of student
government extend to the bulk of the student body

CED can CIte a senes of CIVIC actiVItIes undertaken by students mvolved m student government
These mclude trammg of students from other schools m operatmg student governments, support
for local envIronmental and drug preventIon programs, partICIpatIon m a CommISSIOn of JustIce
and Peace, commumty clean-ups and efforts at Improvmg the educatIOnal faCIlItIes of theIr
respectIve schools These actIVItIes suggest that those partlclpatmg m student government are
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CED has worked effectIvely m estabhshmg and supportmg the mtroductIOn of both formal CIVIC
educatIOn and student government But settmg up the process IS not suffICIent Changes m

In an effort to determme whether the formal CIVIC educatIOn process mfluenced democratic
values, attItudes and practIces, the evaluatIOn team was able to take advantage of the Sehgson
study, DemocratIc Values III NIcaragua 1991-1997, carrymg out a re-analysls of the data set
of that study to test the nnpact the formal CIVIC educatIOn program has had on the cohort of
secondary school students who passed through It The methodology used and the detaIls of the
analySIS are contamed m AppendIX 4 The conclusIOns are clear and consIstent WIth respect to
the values, behaVIOrs and knowledge tested SpeCIfically, the analySIS states

hIghly motivated, WIth a sense of commumty spmt It IS not clear, once agam, absent carefully
desIgned evaluatIOns whether there IS a demonstrable hnk between partIcIpatIOn m student
government and a broader sense of democratIc particIpatIOn such as particIpatIOn m votmg, m
advocacy groups, m pohtIcal parties It IS also not clear what specIfIc elements of student
government may serve to motivate students to engage m CIVIC activIsm Thus, It IS not possIble
to know whether a less elaborate student government set-up would serve the same CIVIC educatIOn
purpose

GIven that the recommended methodology IS bemg employed, why IS there no measurable
Impact? One answer may be that the Sehgson study was not desIgned to measure the full range
of nnpact of CED's programs Perhaps, a careful analySIS of elements m the program such as
the mfluence of student government on polItIcal partICIpatIOn mIght demonstrate a measurable
lffipact But, no other Impact measurements have been undertaken It IS ImpOSSIble, absent
careful studIes of the Impact of the vanous elements of the CED approach (formal curncula,
partICIpatory methods, teacher applIcatIon of methods, role of student government) to suggest
alternative methodologIes, mcludmg those apphcable to pnmary school

EvaluatIon of USAID Supported CIVIl SocIety CSOs m NIcaragua
April 1998-5-

There IS httle eVIdence from thIS analySIS that would support the conclUSIOn that CIVIC
educatIOn m the NIcaraguan hIgh school system substantially alters democratic values or
behaVIOrs Perhaps the trammg was too httle, or perhaps It came too late If mtensive
CIVIC educatIOn programs had been ImtIated m prnnary school, perhaps the nnpact mIght
have been greater We also cannot determme the quahty of the programs from the data
contamed m thIS report Thus, one cannot conclude that CIVIC educatIOn does not have
benefIcIal effects, only that the NIcaraguan program does not seem to have any Impact,
that shows up on the attItude surveys conducted among NIcaraguan hIgh school graduates

The pomt here IS that whatever Impact the program may have had, It was not able to be
dIscerned usmg tradItIOnal survey technIques Such conclUSIOns are consIstent WIth other studIes
that have been undertaken to measure the nnpact of CIVIC educatIOn, mcludmg a recent
exammatIOn of such efforts m the Dommlcan Repubhc and Poland 4 That study, echomg the
hterature reVIewed wlthm It, noted that CIVIC educatIOn was a far less powerful predIctor of
democratIc knowledge, values and behaVIOr than a vanety of other factors which mcluded
father's educatIon level or number of famIly members who spoke out about or particIpated m
pohtIcs (Sabatlm et aI, 1997 82)
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democratIc values, practIces and attItudes, as the lIterature suggests, are dIffIcult processes They
have to be addressed m an expenmental fashIOn, welghmg alternatIve approaches carefully
CED needs to develop Its capaCIty to deSIgn and Implement Impact assessments that measure the
effect of the full range of technIques It employs agamst the expected results (changes m
knowledge, behaVIOrs and values)

MUJeres Nlcaraguense CONCIENCIA (MNC)

Summary MNC was established m 1989 as a grass roots organzzatiOn WhiCh has focussed on
promotmg democratic values and cUlzen participatiOn m communzty affazrs Its target audiences
are people m communztles and m glassroots organzzatiOns It uses mteractlve tralnzng methods
to effect changes m values and behaviOr It seeks to expand Us reach through the use of Us
tlamees as multlplzers wUhm their communztles Its current program reaches about 2700
mdlvlduals on an annual baSiS through lnittal tralnzng and follow-on programs Its
volunteerltrameelmultiplzers have carned out a vanety ofcommunzty services as well as engagmg
m electoral partiCipatiOn at the local level

MNC was establIshed m 1989 as a grass-roots CItIzen orgamzatIOn WIth the support of the NED
Smce 1991, the focus of ItS programs has been on CItIzen educatIOn m democratIc values and
attItudes and the promotIOn of volunteer actIOn at the commumty level MNC works m most of
the country's regIOns, but seeks to focus ItS efforts m clusters wlthm each regIOn Its
constItuents are mdlvldual CItIzens and local orgamzatIOns m commumtIes MNC cooperates
WIth other CSOs wlthm NIcaragua It IS a member of several networks of LatIn Amencan CSOs
MNC IS m the process of re-establIshmg ItS Board by mVltmg CIvIl SOCIety leaders from the
vanous orgamzatIOns and sectors WIth whIch It has collaborated to Jom the Board MNC
profeSSIOnal staff currently mclude eleven mdlvlduals (the ExecutIve DIrector, a TechnIcal
Coordmator, two regIOnal coordmators, three tramers and four accountants/admimstratIve
aSSIstants) MNC's draft mISSIon statement and the focus of ItS work as It descnbes It can be
loosely translated as "empowermg CItIzens to exerCIse democratIc pnnclples where they lIve ,,5

Although MNC has focused on CItIzen educatIOn wlthm local commumtIes, It plans to expand
CIVIC educatIOn work to a broader vanety of CItizen groups

Budget and sustamablilty MNC's current operatmg budget IS about $200,000 per year, all of
WhICh IS fmanced by USAID It reports havmg collected about $8,000 m cash to date from
fund-rmsmg actIVIties, 40% of ItS counterpart contnbutIOn to ItS current USAID grant It IS
explonng, along WIth other NGOs, approaches to broader fund-ralsmg, but tills IS clearly m the
mitIal stages The establIshment of a new Board of DIrectors IS also tied to a concern for the
orgamzatIOn's long term sustamabIhty

Organzzatwnal Mzsswn, Target Audzences and CUrlent Plograms MNC took advantage of the
capaCIty bUIldmg support made avaIlable from the Academy for EducatIOnal Development (AED)
to begm ItS strategIC plannmg process That process has strengthened the consensus already
achIeved among ItS staff about MNC's role m CIvIl SOCIety development, and the dedIcatIOn they
share to a common VISIOn of NIcaraguan CItizenshIp MNC also used the strategIC planmng
process to begm takmg action to renovate and expand the reach of ItS board As a result, MNC
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has successfully begun to Identify Its core competencIes and redefme Its clIent and program
focuses ThIs work needs to be contmued as the new Board takes offIce, wIth the objective of
prepanng a complete busmess plan for orgamzatIOn and program development

OrgamzatlOnal StructUl e, Governance and Declszon-Makmg MNC has reached the lImIt of
what It can achIeve m the way of programmatic results wIth the small staff at ItS dIsposal, takmg
mto account the geographIc area wIthm WhICh It works and the numbers of commumtIes and
orgamzatIons It serves That lImItatIon IS enhanced by ItS traIling methodology WhICh, m
accordance wIth best practIces m adult learmng theory, emphasIzes repeated follow-ups (In an
average month, MNC's staff conducts around forty events) MNC IS also somewhat mformally
orgamzed m terms of ItS structure and operatmg system It has only lImIted matenal resources
WIth WhICh to work The fact that MNC has been able to work successfully WIth so many clIent
groups despIte ItS orgamzatIOnal challenges testifIes to the hIgh level of staff mOtiVatIOn

The appomtment of a new Board of leaders from vanous sectors WIll help MNC draw on more
natIOnal expertise and collaborate WIth a WIder vanety of NIcaraguan orgamzatIons MNC needs
to contmue takmg the measures necessary to develop ItS professIOnal orgamzatIOnal CapaCItieS
and program management systems so that the Impact and scope of ItS work can be expanded

Techmcal and Program Management CapabIlIty The techmcal capabIlttIes of MNC staff m
cItIZen education are well developed The prospects for MNC's CItizen educatIOn programs to
achIeve more conSIstent and lastmg Impacts would be enhanced by gIvmg more attention to
systematIzmg MNC contact WIth target groups, and the trammg approaches MNC employs WIth
them It IS also Important to make more expltclt efforts to lmk those cItIzen groups WIth
mumcipalttIeS and other orgamzatlons whIch WIll offer them opportumtIes to practIce theIr
democratic skills m Implementmg commumty aCtiVItIes MNC staff have stated that they would
benefIt from occasIOnal access to short-term technIcal aSSIstance and trammg to help them
develop new adult educatIon and commumty development technIques, and to deal WIth particular
problems encountered m theIr work

Actlvltles, Results, Impacts MUJeres Nlcaraguense CONCIENCIA IS the only one of the fIve
orgamzatlons exammed whose pnmary target population IS located at the level of commumtIes
and grassroots orgamzatIOns WhIle It IS workmg at the commumty level m vanous regIOns of
the country, It concentrates Its efforts m gIven localItIes wlthm those regIOns Its methodology
IS one charactenstlc of the methods associated WIth other commumty-based orgamzatIOns such
as those engaged m health and nutntIOn enhancement Its promotores (commumty outreach staff)
contact a commumty or an orgamzatIOn, work WIth that commumty through ItS leaders to
develop a needs assessment and then engage m a partIcIpatory tralmng process aImed at
enhancmg values of delIberatIOn, compromIse and conflIct reductIOn MNC's tramers follow a
standard methodology mcludmg an ImtIal trammg and a careful process of follow-up The
method employed IS hIghly labor mtenslve

As IS the case WIth all fIve of the orgamzatlons, there was no formal baselme and follow-up
studIes on democratic values or behavIOrs that would permIt the evaluation team to dIrectly
measure Impact MNC seeks to measure Its Impact m terms of the actIOns taken by the vanous

-7-
Evaluation of USAID Supported CIVil Society CSOs In Nicaragua

Apnl 1998



•

groups wIth WhICh It works It documents such Impact through follow-up reports provIded by
commumty leaders of actions that have been taken as outcomes of the workshops such as
mcreased particIpation of tramees m commumty affaIrs

SpecIfIC examples that MNC pomts to mclude the establIshment of eIghteen famIly farmmg
plots, a bakery and a nursery school by volunteer commIttees m component commumtles of the
mumcipalIty of Tlpltapa, settmg up SIX mfant feedmg centers m commumtIes m Leon,
Chmandega, Masaya and outsIde Managua, and a total oftwenty-three cItizens from commumtIes
served by MNC who ran as candIdates m the recent mumclpal elections

There IS a problem m lmkmg such types of commumty actIOns dIrectly to the MNC
mterventIOns, some of WhICh focus on value Issues such as self-esteem whose causal lmks to
polItical behavIOr are complex The team was not able to mount any survey on ItS own to fIll
m the gap However, the team wItnessed two trammg events, wIth dIfferent target groups The
fIrst group was a Sandlmsta taxI cab umon m Masaya WhICh requested MNC's assIstance m
helpmg ItS members reduce the mCIdence of conflIct among ItS members The other group was
made up of commumty members from a fishmg VIllage near Granada, some of whose
commumty leaders agreed to work on Improvmg self esteem and respect for others These
observatIOns demonstrated that MNC m fact can Insert Itself m a vanety of grassroots sItuatIOns
where ItS tralmng methods can potentially have an Impact

In the team's oplmon, the partIcIpatory trammg methods as well as the trammg matenals used
by MNC personnel m both mstances were effective m achlevmg objectives agreed to WIth the
groups themselves In the case of the fIShIng VIllage, the process of mterventIOn m the
commumty was well advanced--thls was a follow-up to earlIer trammg PartiCIpants In the event
mdlcated they appreciated the relatIOnship-enhancmg exerCIses facIlItated by MNC that day In
the case of the cab umon, the members had approached MNC to conduct the trammg on the
basIs of MNC's reputatIOn The seSSIOn the team wItnessed was the fIrst WIth that group
MNC's facIlItator worked successfully to move the group from an mitIal state of grumblmg
dIscontent to real commumcatIOn around personal values In both groups, MNC worked
effectIvely to explICItly relate the pOSSIbIlIty of resolutIOn of the shared concerns expressed by
the assembled group members to the adoptIOn of attItudes conSIstent WIth democratic CItizenshIp

MNC appeared to have coordmated ItS actiVIty WIth the respectIve commumty group m the two
Instances exammed In the case of the cabbIes, the umon was responSIble for settmg up the event
and for provldmg the necessary lOgIStIC arrangements

MNC has tramed a total of 120 multiplIers m the penod of the current grant These mdlvlduals
are drawn from the same commumty groups tramed by MNC They are often the natural leaders
of those groups They are mvolved m helpmg to set up addItional trammg actiVIties, workmg
WIth the promotores m lmkmg MNC to other commumty groups and helpmg to faCIlItate trammg
events The team was not able to speCIfIcally Identify the Impact of these multiplIers, but It IS
lIkely that some If not most of the follow-on commumty actIVIties noted above are the product
of the efforts of the multIplIers

I
I
I
I
I
I
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MNC's approach to trammg, mcludmg Its commItment to careful follow-up IS, as already noted,
well-tested and effectIve However, It IS clearly labor mtenslve WhIle the organIZatIon has
made a commItment to developmg multIplIers WhICh would expand ItS coverage, that also
reqUIres addItIOnal trammg staff, matenals and eqUIpment Thus, there IS a need to IdentIfy the
best approach to expandmg and mtenslfymg the organIZatIOn's actIvItIes wIthout reducmg the
qualIty of ItS trammg

Centlo de Estudws Estrategzcos de Nzcaragua (CEEN)

Summary eEEN was establIshed as an mdependent orgamzatzon m 1994 to mvolve clvllzan
governmental authorztles m management of natIOnal securzty and defense pOlIcy Its target
audzences are government personnel, the mIlitary and pollee, JournalIsts, polltlczans and others
concerned WIth natIOnal securzty and defense pOlIcy Its actzvztles reach out to an estlmated 1500
mdlvlduals annually through semmars, conferences and other trazmng and educatIOnal events
Its major zmpact to date has been establIshment ofthe Mzmstry ofDefense and related legIslatIve
and admzmstratlve changes

CEEN was establIshed III December 1994, WIth the aSSIstance of the NatIOnal DemocratIc
InstItute for InternatIOnal AffaIrs (NDI) In 1996, It became mdependent from NDI, recelvmg
ItS fIrst dIrect grant from USAID Its goals were to create opportunItIes for dIalogue between
CIVIlIans and the mIlItary and to be a vehIcle for CIVIl SOCIety to push for the establIshment of a
CIVIlIan MInIstry of Defense The fruIt of ItS semmars, publIcatIOns, and trammg was the cre
atIon of the MInIstry of Defense m January 1997 CEEN recogmzes that thIS success-along
WIth the passage of the new MIlItary Code, reforms to the constItutIOn, and the nammg of a new
mIlItary Chlef-of-Staff m 1995-IS only half the battle to establIsh CIVIl-mIlItary relatIOns
compatIble WIth democracy Pnmacy of CIVIlIan mstltutlons III the formulatIon of defense and
natIOnal secunty polICIes reqUIres persons who have the expertIse m these Issue areas and the
mechamsms by whIch members of CIVIl SOCIety can prOVIde theIr mput ThIS IS CEEN's new
mISSIon 6

Budget and Sustamabillty CEEN operates WIth a budget of $170,000, all of WhICh IS underwnt
ten by USAID To date (end of the fIrst quarter of the present cooperatIve agreement), It has
raIsed around US$4,000 (25 %of ItS reqUIred counterpart funds), almost entIrely through m-kmd
contnbutIOns It has begun a fund-ralsmg effort whIch mcludes reachmg out to other mternatIOnal
donors such as the Japanese To date, CEEN has only laId the groundwork of thIS effort WhICh
has not as yet produced results

OrganzzatlOnal MIssIOn, TaJget Audiences, and PlOgJams CEEN's central objectIve IS to
create greater capaCIty at the declslon-makmg pomts wlthm government for formulatmg defense
and natIOnal secunty polIcy CEEN uses a vanety of means to thIS end trammg, compIlatIOn,
categonzatIOn, and dissemmatIOn of mformatIOn, mfluencmg legIslatIOn regardmg CIVIl control
over defense and secunty polIcy makmg, and conflIct resolutIOn These programs address both
short-term and long-term concerns Because the key government structures m NIcaragua-the
government mmlstnes and the legIslature-have a very low level of mstItutIOnalIzatIOn, low
staffmg levels, and very hIgh turnover,? CEEN alms m the short-term to tram those presently

I
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servmg m government m Issues of cIvIl-mIlItary relatIOns and formulatmg defense and natIOnal
secunty polIcy In the longer term, CEEN's seeks to establIsh resources for future defense polI
cy makmg by developmg Its own research and analysIs capacIty to serve as an adVIsor to defense
polIcy mstItutIOns of government, and mcreasmg socIety's aptItude for makmg mformed chOIces
about Issues of natIOnal and publIc secunty WhIle the pnmary targets for theIr trammg are gov
ernment personnel (the NatIOnal Assembly's CommIssIon on Defense and Governance, ItS staff
and advIsors, the MInIstry of Defense, and other government personnel), and the mIlItary and
polIce, trammg IS also dIrected atjournallsts, polItIcal party leaders, academICS and students, and
other CIVIl socIety organIZatIons whose own work bears some relatIOn to CEEN's objectives

OrgamzatlOnal Structure, Governance, and DeclslOn-Malang UntIl recently, the orgamzatIOnal
structure of CEEN consIsted of the Board of DIrectors, one of whom performed the functIOn of
executive dIrector The only staff to support the executIve dIrector was a program coordmator,
who left the organIZatIOn dunng ItS recent restructurmg All other work was contracted out
As part of ItS restructurIng CEEN redefmed ItS mISSIon and redefmed the role of the Board of
DIrectors It also hIred a new staff mcludmg an mdependent executive dIrector, two researchers
and a project coordmator

The Board of DIrectors now conSIsts of eIght persons TheIr role focuses on provldmg
programmatiC guIdance, program oversIght, polItIcal lIaIson and fund-ralsmg contacts The
Board does not seem to mterfere much m the day-to-day operatIOns of the organIZatIOn, although
It does playa role m defmmg CEEN's publIc polIcy posItions The workmg relatIOnshIp be
tween the Board and the executive dIrector IS cooperative and respectful The latter has clear
admInIstratIVe control The polItical affIlIatIons of the CEEN's Board range from a former
resIstance leader to former offIcers of the SandinIsta Popular Army (EPS) DespIte thIs broad
polItical representatIOn, the Board only narrowly represents CIVIl socIety, most Board members
are or have been polItICianS The Board does recognIze thIS defIcIency and IS presently
Identlfymg leaders from other sectors (busmess, academia, law, dIplomacy, the medIa) who WIll
be mVIted to Jom

Techmcal and Program Management CapacIty Due to CEEN's restructunng, ItS staff IS com
pletely new The new executive dIrector IS very capable, partIcularly m the area of organIza
tIOnal development, whIch IS the area of greatest Immediate need for CEEN The other staff are
qUIte young, and relatively mexperIenced, due m part to the fact that very few NIcaraguans are
knowledgeable about cIvIl-mIlItary relatIOns The staff that now eXIst are the bare mInImUm that
CEEN reqUIres to carry out ItS operations Indeed, to operate properly and to maXImIze ItS
Impact, CEEN needs both to deepen ItS staff's knowledge and SkIlls m CIVIl-mIlItary relatIOns and
to expand Its research capaCIty In an effort to address thIS need, CEEN has begun to develop
a stable of adjunct researchers It also needs to develop ItS capaCIty to establIsh cooperatIve ef
forts WIth other CIVIl SOCIety orgamzatlOns that have cross-cuttmg mterests These mclude
research organIzations dealmg WIth related polItIcal questions, UnIVersIties WIth research capaCIty
m polItIcal SCIence and publIc admmistratIon and CIvIl SOCIety organIZatIOns that have a
demonstrated abIlIty to reach out to deCISIOn-makers CEEN has begun thIS process m the case
of de-mmmg by combmmg WIth FUNDEMOS to sponsor a forum Fmally, CEEN's organIza
tIonal chart IdentIfIes separate pOSItIons for project coordmatIon and for commUnIcatIons and
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publIcIty, functIOns that are presently performed by a smgle person

Actlvltles, Results, Impact CEEN's approach to fortIfymg CIvIl-mIlItary relatIons IS to create
the opportumty to learn through the exchange of mformatIOn among polItIcal and government
offICIals, the mIlItary, cItIzens, and experts m CIvIl-mIlItary relatIOns and defense and secunty
polIcy CEEN operatIOnalIzes ItS approach by orgamzmg a faIrly coherent set of semmars, con
ferences, workshops, fora, and debates These actIvItIes not only prOVIde the opportumty for
dialogue and greater understandmg between polItIcal and mIlItary leaders but also for CItIzens
to VOIce theIr concerns to theIr polItIcal representatives Over the past year, several of these
actIvItIes have occurred m the mtenor (pnmanly Jmotega and Matagalpa) as well as m Managua
PartIcIpatIon levels-dependmg on the type ofactIVIty-range from forty to two hundred persons
The rest of CEEN's actIvIties support thIS approach the deSIgn and ImplementatIOn of "CIvIlIan
counterpart" courses m defense polIcy and natIOnal secunty Issues, research and analysIs, and
the publIcatIOn and dissemmatIOn of pOSItIOn papers, mformatIOn bulletms, books, and a semI
annual Journal

WhIle CEEN engages m a process of lobbymg the government and the NatIOnal Assembly on
natIOnal secunty and defense polIcy Issues, It has no prepared legIslative agenda, mstead,
lobbymg and mfluencmg polIcy makmg seem to be ad hoc, occurnng as a result of proposed
laws or statements made by polItical or mIlItary leaders One area that CEEN has begun to work
m recently IS land mme awareness and de-mmmg, about WhICh It has conducted fora both m
Managua and m the mtenor In thIS area there IS ample room for cooperatIon WIth other NGOs
and WIth mternatIOnal orgamzatIOns lIke the UN and the OAS CEEN's emphasIs IS on makmg
sure that deCISIOns about where de-mmmg should occur, how land mme campaigns take place,
and who carnes out the de-mmmg are made by CIVIlIan polItical leaders WIth ample mput from
those CItIzens who are most affected by the eXIstence of land mmes ThIS IS m contrast to the
emphasIs of the OAS on makmg the populatIOn aware of the eXIstence and the dangers of land
mmes

These actiVItIes have achIeved the followmg results Mamtenance of decreased tenSIOns between
CIVIlIans and the mIlIary at the natIOnal level and the lessemng of tenSIOns at the departmental
level, partIcularly m Matagalpa and Jmotega, strengthemng of polItical mstItutIOns that permIt
greater CIVIlIan control over the development ofdefense and secunty polICIes, cultivatIon of expertIse
wlthm the government mstItutIOns charged WIth the responSIbIlIty of formulatmg natIOnal defense
and secunty polICIes, and the Defense CommIssIOn of the NatIOnal Assembly has begun to play
a more mfluentIaI role m defense polIcy

Appomtments to key pOSItIons m government also mdlcate the degree to WhICh CEEN has achieved
respect for ItS work ThIS IS true not only because of the connectIOn that the appomtees have to
the
CEEN, but because they were selected for these pOSItIons despIte the fact they were not members
of the party m government CEEN IS seekmg to achIeve the followmg results over the next year
developmg awareness of the problem ofde-mmmg and the role that CIVIlIans can take m determmmg
de-mmmg strategIes, enhancmg the role of the Defense CommISSIOn of the NatIOnal Assembly
m formulatmg new ImtiatIves m defense and natIOnal secunty polIcy, Improvmg the capaCIty of
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the cIvIlIan staff of the Defense Mmlstry to manage national defense polIcy

CEEN has not establIshed specIfIc mdlcators to measure the achIevement of these results

CEEN has played an lillportant role m mfluencmg the development of cIvIl-mIlItary relatIOns that
permIt greater CIVIlIan control over the formulatIOn of defense polIcy and natIOnal secunty Not
only would NIcaraguan CIVIl-mIlItary relatIOns have been worse If CEEN never had eXIsted, but
the contmued eXIstence of CEEN IS cntIcal for the mamtenance of the gams that have been made
so far The degree of knowledge and expertIse outsIde of the CEEN IS not suffICIent to mamtam
a dialogue WIth the mIlItary about defense and mIlItary Issues, nor do the mechamsms (a government
cIvIl serVIce, umverslty courses and curncula, other mstItutIOns WIth CIvIl socIety that WIth a focus
on these Issues) eXist yet that WIll allow the knowledge sItuated WIth CEEN to become self-replIcatmg
As more than one Army officer noted, CEEN fulfills a necessary functIon WIthIn NIcaraguan polItIcs
No other orgamzatIOn comes even close to bemg able to play that role At the same time, CEEN
cannot rest upon ItS laurels, for It has a sIgmficant amount of orgamzatIOnal maturatIOn to achIeve
before It wIll be able to survIve as a self-sustalmng orgamzatIOn

Centro Nlcaraguense de EstudlOS LabOJales (CENDEL)

Summary CENDEL was establlshed as a csa zn 1995 It has as lts overall objectlve modernlzzng
and democratlzzng labor relatlOns zn Nzcaragua through educatlOn Its targets are mld-levelleadershlp
ofunlOns (przmary) and thelr rank andfile membershlp (secondary) It reaches out to approxlmately
1300 lndlVldualsper year through tralnzng courses, semznals, conferences and assemblIes PartzcIpants
zndicate that the courses al e useful zn furtherzng theIr roles as unlOn organzzers and unzon actIvlsts

CENDEL was establIshed as a CSO m 1995 as a result of an ImtIatIve by USAID to buIld upon
progress made under a four-year program by AIFLD to support the establIshment of democratic
(non- Sandlmsta) labor umons NIcaragua's labor umon movement IS orgarnzatIOnally fragmented
and polItICIZed Generally speakmg, Sandlillsta umons are better dlsclplmed than the non-Sandlillsta
umons m the ConfederacIOn Permanente de TrabaJadores (CPT), and they have more fmanclal
resources NatIOnally, umon membershIp IS decreasmg Umon leaders report that they are not
mVIted to partIcIpate m natIOnal polIcy dIscussIOns

USAID's decIsIOn to support the establIshment of CENDEL mvolved a change m both purpose
and modalIty for ItS assIstance to the labor umon sector The AIFLD program alilled to support
the establIshment of non-Sandlmsta labor umons, and dId so by provldmg fmancIaI support to
mdlvldual non-Sandlmsta umon confederatIons and admlmstenng group tralillng programs m umon
management for leaders mVIted from the varIOUS confederatIons The decIsIon to establtsh CENDEL
was made wIth the mtention of eventually provldmg a fuller range of serVIces to the full gamut
of labor umon orgamzatIOns (mc1udmg Sandimstas), and puttmg responsibIltty for developmg
and provldmg those serVIces m the hands of a new natlonal orgamzatIOn to be Jomtly governed
by members of the confederatIOns themselves To establIsh CENDEL, AIFLD and USAID mVIted
the fIve non-Sandimsta umon confederatIOns from the CPT WIth WhIch AIFLD had been workmg
to nommate one CENDEL Board member each
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CENDEL currently employs three full-time professIOnal staff an executIve dIrector, an educatIOn
coordmator and an accountant CENDEL's pnncipal clIents/constituents are the mId-level umon
leaders to whom It provIdes trammg AddItIOnal stakeholders cannot be IdentifIed CENDEL's
mISSIon statement has been revIsed to mclude the concept of "modermzmg and democratIzmg
labor relatIOns m NIcaragua" ThIS language IS mtended to enable CENDEL to develop programs
to Improve contact WIth, and relatIOnshIps among, leaders from labor, pnvate mdustry and the
government, and to support the mvolvement of labor leaders m polIcy dISCUSSIOns - whIle mamtammg
trammg for umon leaders

Budget and Sustaznabllzty CENDEL's annual budget IS about $200,000 - all of WhICh IS provIded
by USAID CENDEL has not formulated a long term sustamabillty strategy to date although work
has begun to do so ConfederatIon leaders consulted by the team all saId that they could not assume
responsIbIlIty for provIdmg fundmg to CENDEL Both the confederations and mdividual umons
operate on mimmal budgets It IS possIble that the umons could be convmced to fmance a portion
of the costs of traImng or provIde m-kmd support (for example, m the form of tramers) at some
tIme m the future ThIs will requIre establIshIng a closer lInk between CENDEL and ItS constItuency

OrgamzatlOnal MlsslOn, Target Audlences, and Programs CENDEL's strategIc plan has not
yet been completed Its clIents (the mId-level umon leaders to WhICh It offers trammg) are not
actively represented by the members of the Board CENDEL's program currently conSIsts of
trammg courses developed for umon leaders along wIth regIOnal and natIOnal assemblIes dIrected
at both the leaders and the rank and fIle LIttle has been done to date m polIcy development and
negotiatIon WIth other sectors Trammg program content was recently revIsed slIghtly after completIon
of a trammg needs assessment

OlgamzatlOnal StlUcture, Governance and DeclslOn-Makzng CENDEL's Board IS not actIvely
engaged m ItS governance, due pnmanly to competitIOn among CPT confederatIOns The CPT
confederatIOn leaders never collaborated closely under the AIFLD program CPT leaders wIth
whom the team spoke stated that the decIsIon to establIsh CENDEL was made by USAID They
preferred the former arrangement allowmg them to deal mdividually wIth AIFLD The cooperatIve
agreement WIth USAID to establIsh and fund CENDEL was put together by AIFLD and USAID
In the absence of much mterest by Board members, and mIme WIth the manner m whIch the decIsIon
to establIsh CENDEL was made, CENDEL's staff have had to operate WIthOUt polIcy and operatIonal
supervISIon Two of the fIve Board members currently hold publIc offIce the PresIdent, who
was elected to the NatIOnal Assembly and chaIrs ItS labor relations commIttee, and the vice-MImster
of Labor The Executive DIrector and her two prImary staffmembers make all operatIOnal decIsIons
The ExecutIve DIrector has succeeded m establIshmg good workmg relatIOnshIps WIth labor leaders
from across the polItIcal spectrum

Technzcal and Progl am Management Capablllty CENDEL has not yet fully developed ItS capabIlIty
to desIgn and manage labor trammg actiVItIes It IS only begmmng a process of curncula and course
development on the basIs of needs assessments, teacher trammg and momtormg, and course evaluatIon,
feedback and adaptatIOn It has also begun a process of m-serVIce tramer education

Actlvltles, Results, Impact CENDEL seeks to have an Impact by provIdmg knowledge and SkIlls
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to umon orgamzers and activIsts who are the effectIve work horses of the labor movement through
Its vanous trammg activIties The most Important of those trammg activIties IS the basIc course
WhICh last four weeks and cover themes such as the hIStOry of the labor movement, technIques
of collective bargammg, human relatIOns, democratIc prmcipies and mternatIOnal economICS To
get a sense of the qualIty of the courses, the evaluation team observed the closmg seSSIOn of the
baSIC course The evaluatIon team's observatIons of a smgle class, although not necessanly representatIve
of the entire course, suggests problems WIth the qualIty of teachers, matenals and methods

The subject of the class was mternatIOnal economICS The teacher was not skIlled m adult trammg
methods and dId not make the subject matter relevant to the expenence of the class In fact, the
more mterestmg parts of the dIscuSSIOn were the comments regardmg such themes as the free
trade zone that came from the students, some of whom were clearly well prepared and concerned
about the theme under dISCUSSIon

The team also conducted a focus group of alumru of the baSIC course, met WIth tramers and reVIewed
the course deSIgn The focus group covered opmIOn regardmg the qualIty of the courses, theIr
utilIty for umon actiVIties and attItudes toward democracy drawn from the same mdices used by
the SelIgson survey (system support, polItIcal tolerance, wI1lmgness to compromIse, contrast between
order and lIberty) The focus group mcluded mdividuais from several dIfferent umons

The shared opmIOn of the group was that CENDEL proVIded a pOSItIve contrIbutIon to the partICIpants
m theIr umon actiVIties As one mdividual commented, 'CENDEL IS more than a school, It forms
new umon leaders' For example, the group pomted to lessons learned regardmg collective bargammg
that they were able to put mto practice m speCIfic labor negotiations One example CIted by partICIpants
was the use that was made of such negotIatmg skills to successfully conclude an agreement between
the Mmistry of EducatIOn, the Mimstry of Health and the teachers umon regardmg the proVISIOn
of SOCial servIces to teachers Another example CIted was the mcreased knowledge the course proVIded
of the responsIbIlItIes ofullion board members ThIS knowledge had been put to use m reorgamzmg
the management team of the umon m question

However, group members expressed theIr concerns about the qualIty of some of the teachers
and the degree to which the course deSIgned fit the heterogeneous nature of the student body (varIatIOns
m the level of preparatIOn and knowledge) Another expressed concern dealt WIth the qualIty
of the trammg matenals, theIr coherence, the avaIlabIlIty of the matenals and theIr dIdactic value

A cnticaiissue facmg labor m NIcaragua IS ItS fragmentation along polItIcal and personalIstic hnes
If CENDEL IS to buIld a constituency for ItS work, It needs to contnbute to the task of umfymg
the labor movement Certamly thIS IS not a task that CENDEL can do on ItS own, but there are
pOSSIbIlItIes that It can explOIt WhIle CENDEL's board IS controlled by umon leaders drawn
from the non-Sandmista wmg of the umon movement, the orgamzatlOn has had mformal opemngs
to the Sandmistas There are Sandmista umon leaders m the courses, both m Managua and m
the regIOns outSIde the capItal In conversatIOns WIth the evaluatIOn team, Sandillista umon leaders
mdicated theIr mterest m partIcipatmg m Improvmg CENDEL's educatIOnal program They also
expressed theIr wIllmgness to send theIr members to be tramed and theIr wIllmgness to do thIS
on an mformal baSIS, WIthout worrymg about who was on the board
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CENDEL needs to broaden Its constituency to help ensure Its long term sustamabillty A strategy
for developmg a broad constItuency for CENDEL, WhICh at the same time could serve to Improve
the qualIty of Its courses, would be to use an mformal advIsory councIl of umon secretanes of
educatIOn as a means of revIsmg the curncula Such a group drawn from CPT and mdependent
umons already meets mformally Broademng the base to mclude Sandimsta secretanes ofeducatIOn
would promote pluralIsm, contnbute new Ideas to the program and help to foster a wIder sense
of ownershIp of the orgamzatIOn by the labor movement

Grupo Fundemos (FUNDEMOS)

Summary FUNDEMOS was establlshed zn 1991 Its purpose lS to strengthen clvll soclety and
polltlcalpartIes, promote transparency In government andprOVIde aplatform for natlOnal pollcy
dzalogues Its targets are CIVIl SOCIety organzzatlOns and thelr government znterlocutors, polltlcal
party leadershIp at both the natlOnal and local level, governmentpollCY makers and thelr Interlocutors
It reaches approxImately 2600 lndividuals through seminars, workshops andpubllcfora Its lmpact
has been In developing the capaclty of CIVIl soclety and polltlcal organzzatlOns to cal ry out thelr
roles as Instruments ofpollcy artlculatlOn and aggregatlOn It has also helped to establlsh a polltlcal
space for dzalogue outslde ofpartIsan venues

ThIS CItIzen-based CSO was establIshed m 1991 by a group of well-connected NIcaraguan leaders
mterested m promotmg better understandmg of democratIc governance pnnciples, non-partisan
debate of publIc polIcy Issues and CItiZen partIcIpatIOn Over time, FUNDEMOS has developed
programs m four pnncipal areas (a) strengthemng polItical party capaCItIes and collaboratIOn
among party leaders at local levels, (b) strengthemng capaCItIes of CItIzen orgarnzatIons and collaboratIon
among theIr leaders at local levels, (c) promotmg transparent and effICIent government InstitutiOns
(emphaSIS to date on passage of a law for management of publIc fmances), and (d) dISCUSSIon
of publIc polIcy Issues (so far, at the natIOnal level)

The pnncipal clIents/constituents of FUNDEMOS are those served by these four programs, VIZ,
local polItical party leaders, CItizenS belongmg to local CIVIC orgamzations, the M1ll1stry of Fmance
and Controlana General offiCials endeavonng to pass the publIc fmance law, and vanous partICIpants
m publIc polIcy dISCUSSIons Not surpnsmgly gIven the breadth of ItS actIVItieS, the current mISSIOn
statement of FUNDEMOS IS also broad m scope "Grupo Fundemos IS a non-governmental, nonprofit,
apolItical orgamzatIOn WhICh contnbutes to strengthemng of the NIcaraguan democratic process
by means of trammg and dialogue focused on polItical parties, CIVIl SOCIety and the State "8

The founders of FUNDEMOS still serve on Its Board, but new Board members are scheduled
to be elected soon FUNDEMOS currently has nme profeSSIOnal staff members an executIve
dIrector, a program coordmator, a trammg coordmator, two managers for the "CItIzens for an
EffiCIent Government ProJect," two tramer/facilItators, an accountant, and an adffilmstratrve aSSIstant

Budget and SustamabdIty FUNDEMOS has requested a grant of $495,864 from USAID/NIcaragua
for the next two years to fmance ItS programs for polItIcal party and CIVIl SOCIety strengthemng
The amortized cost of vehIcles and other eqUIpment donated by FUNDEMOS for these programs
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would be approxImately $18,000 per year In addItion to thIS, FUNDEMOS reports revenue
totalmg $157,500 from other USAID-funded projects, and $38,700 from other sources It has
more than met ItS reqUIred match for ItS current grant The orgamzatIon IS actively engaged m
seekmg alternatIve fundmg, settmg aSIde staff time for that purpose

OrgamzatlOnal MlsslOn, Target Audiences and Programs Although the scope of FUNDEMOS's
efforts have consIstently been ambItIOus, It has succeeded m servmg the needs of ItS constituents
and stakeholders well, and gamed theIr respect and appreciatIon FUNDEMOS was the first non-partIsan
CSO establIshed m NIcaragua after the war Through the efforts of ItS foundmg members and
staff, It has bUIlt a strong reputatIon for professIOnal competency and non-partIsanshIp (m a socIety
where domg so has not been easy)

FUNDEMOS has begun a strategIc plannmg process that WIll need to contmue as ItS new Board
takes office and decIsIons are made among the many program opportumtIes avaIlable to, and demands
bemg made on, FUNDEMOS Its current mISSIOn statement could usefully be narrowed m focus
to provIde a gUIde for future programmmg decIsIons and orgamzatIOnal development Efforts
to use the strategIC planmng process to develop specIfIc plans for more comprehenSIve programs
m the prIonty areas chosen by FUNDEMOS WIll also be necessary m order to achIeve addItIOnal
program Impact

OrgamzatlOnal Structure, Governance and DeclslOn-Makzng FUNDEMOS operates m a very
professIOnal and effIcIent manner Its staff IS expenenced Excellent leadershIp and teamwork
practIces result m FUNDEMOS bemg very productIve From the start, the Board has been effective
m facilItatmg FUNDEMOS's networkmg wIth other natIOnal entitles FUNDEMOS has taken
full advantage of the support m orgamzatIOnal development provIded by AED FUNDEMOS
has added staff to meet ItS new responsIbIlItIes, above all the sub-contract on corruption It establIshed
the role of program dIrector to assIst the executive dIrector m program management

WhIle FUNDEMOS has added addItIOnal staff, ItS methodology for workmg wIth polItIcal parties
and CIvIl socIety orgamzatIons IS labor mtenslve Much energy has to be devoted to planmng and
orgamzmg trammg events, takmg mto account, for example, the complex relatIons among the
polItical partIes The partIcIpatory trammg prOVIded reqUIres conSIderable preparatIOn time as
well as tune devoted to the event Itself Thus, FUNDEMOS staff resources for trammg are stretched
thm

To achIeve WIder Impact m the areas m WhICh It IS currently workmg, and to leave room for work
m new areas, FUNDEMOS WIll need to mcrease ItS orgamzatIOnal capaCIty The fIrst step m
thIS process should be the preparatIon of a time-phased busmess plan for orgamzatIOnal growth
Such growth could mclude hrrmg addItIOnal staff and developmg operatmg procedures for an expanded
staff, bmldmg on the hIgh level of managenal and techmcal capaCIty of eXIstmg staff

Techmcal and PJogJam Management Capacity The techmcal SkIlls of FUNDEMOS personnel
m the CIVIC educatIon trammg areas m whIch they are mvolved are good, and can be further developed
through access to occasIOnal trammg m adult education technIques and approaches to promotmg
CItIZen partICIpatIon The fact that FUNDEMOS experunents WIth dIfferent approaches to ItS work
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wIth vanous clIent groups IS commendable, and eVIdences orgamzatIOnal attentIOn to feedback
receIved from program particIpants Most of FUNDEMOS 's clIent groups would appreciate more
frequent and longer-term contact WIth FUNDEMOS personnel to support theIr efforts to contmue
learnmg and developmg theIr own orgamzatIOns The breadth of FUNDEMOS activIties has not
permItted tills so far, and thIS presents FUNDEMOS WIth a dIffICUlt programmmg dIlemma eIther
expand personnel or cut the number of program areas

Another part of a solutIOn to thIs problem would be the development of a capabIlIty to employ
the media for both publIc relations and social marketmg of Its message ThIs could mclude development
of a publIc serVIce teleVISIOn or radIO program and/or mformatIve documentanes and spots along
the lInes of those that have been developed by the US League of Women Voters As m the case
of other CSOs, FUNDEMOS would benefIt from TA m operatIOns research and results evaluation
It would also benefIt from TAm TraImng of Tramers and other multiplIcatIOn techmques as well
as m the use of concepts of SOCIal marketIng

ActIvItIes, Results, Impact FUNDEMOS has worked over the penod of ItS recent grant at three
levels to enhance the capaCIty and support the growth of polItical parties and CIvIl SOCIety by
trammg dIrected speCIfically at polItIcal partIes at the local level, by trammg dIrected at the relationship
between CIvIl SOCIety and the polItical leadershIp at the departmental level and by contmumg to
proVIde a platform for natIOnal fora on polIcy Issues The evaluation team exammed the Impact
of these actIVIties by conductmg m-depth InterVieWS WIth polItIcal and CIVIl SOCIety leaders, by
conductmg a focus group of partiCIpants m FUNDEMOS events and by observmg a traImng event
for local polItIcal leaders from the II RegIOn (Leon and Chmandega)

The team mterviewed polItical leaders and leaders of Issue onented CIVIl SOCIety orgamzatIOns
from across the polItical spectrum All were enthUSiastic m theIr endorsements of the work of
FUNDEMOS All of them saw the need for a contmumg presence of the orgamzatIOn, because
It represents an Important and polItical neutral platform for natIOnal polIcy dialogues SpeCIfic
references were made by all of the polItical leaders mterviewed about the nnportance of FUNDEMOS'
monthly fora and other speCial fora m promotIng dIalogues on a range of speCIfIC Issues They
IndIcated that It was clear that a call from FUNDEMOS brought together a publIc that represented
the polItical class, mostly deCISIon-makers at a national level, and that the debate that took place
could and dId mfluence thmkmg on the Issue In questIOn

FUNDEMOS was also praIsed for ItS role In fostenng and strengthenmg CIvIl SOCIety orgamzatIOns
One such case was the broad coalItion of women concerned about developmg a women's polItical
agenda FUNDEMOS not only prOVIded the group WIth an opportumty to express ItS pomt of
VIew, but also prOVIded on a short term baSIS offIce space, use of phone and fax and other mmimal
neceSSIties for the group to get off the ground FUNDEMOS receIved SImIlar praIse m connectIOn
WIth ItS support of a coalItIOn concerned WIth Issues affectmg young people It also receIved praIse
because of Its role m promotmg electoral honesty through the orgarnzatlon of Etica y TransparencIa
(EthICS and Transparency) Thus, beyond ItS dIrect actIOn, FUNDEMOS has had an Impact m
terms of developmg the capaCIty of CIvIl SOCIety through ItS support of newly emergmg Issue onented
groups
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The focus group conducted regardmg FUNDEMOS was made up of a mIxture of polItlcal party
actlvlsts The themes dealt wIth both the group's opmIOn of the work of FUNDEMOS and therr
attItudes toward the same set of democratlc values that were used for the CENDEL focus group
The group expressed a hIgh opmIOn of the work of FUNDEMOS, seemg It as non-partlsan and
mentmg a hIgh level of confIdence as an mtermedIary among the full range of polItlcal partles
One partlclpant commented "It (FUNDEMOS) IS an orgamzatIOn that seeks to ensure that the
polItlcal partles comprehend the nature of democracy" Another defmed FUNDEMOS as "an
NGO that mfluences and contnbutes to shapmg publIc opmIOn, mcreasmg the polItical skIlls of
party functIOnanes and of the cltlzenry" PartlCIpants pomted to the degree to whIch they had
come away from FUNDEMOS trammg WIth specIfIC orgamzatIOnal skills that they could apply
to developmg theIr respectlve partles On a negatlve note, the partlclpants mdlcated that often
the mam obstacle to Implementmg FUNDEMOS trammg was the refusal of party leaders to be
responsIve to theIr members

Takmg up thIS theme, the current set of trammg events dIrected at local party leaders alms to
buIld relatIOnshIps between local party leaders and natIOnal party leaders and to bUIld lmks across
party lInes at the local level The team observed one such trammg event m Leon whIch covered
local party leaders drawn from the II regIOn (ApproXImately 100 party leaders from all of the
partIes m the regIOn partlCIpated ) The local party leaders reported that they benefIted from the
event m two ways They reached a better understandmg of the orgamzatIOnal strengths and weaknesses
of theIr own partles, above all of the dIstance that eXIsts between the local leadershIp of each party
and theIr respectIve natIOnal leadershIp They also reached out to the leadershIp of other local
partles and dIscovered that they could establIsh a consensus regardmg Issues that all partles and
cltlzens face m trymg to make the NIcaraguan polItlcal system functIon better

The process of mteractIOn m the workshops appears to have helped to promote a tolerance for
the VIews of other partIes at the local level, a tolerance that IS often not m eVIdence m party dIscourse
at the natIOnal level The workshops have also generated greater collaboratIOn among the partles
at the local level, workmg on local problems The workshops WIll serve, m the plan developed
by FUNDEMOS, as the startmg pomt of dialogue between the local partIes and theIr respectIve
natIOnal partIes WhIch can serve to mcrease the representatIve nature of the natIOnal partles

The potentIallffipact of the mteractlon between CIVIl SOCIety and government set up by FUNDEMOS
at the departmental level can be Illustrated by lookmg at one example, the day-long CItIzen partICIpatIon
workshop m Carazo (FUNDEMOS held these events m seventeen departments 9) That event brought
together forty-three mdlvlduals representmg commumty and natIOnal CIVIl SOCIety orgaruzatIOns,
departmental depUtles, representatlves of local educatlonal mstltutlons, of the Mlmstry of Health
(SILAIS) and other natIOnal mlmstnes, local mumclpal authontIes and busmess and profeSSIOnal
leaders The outcome of a day of debate and dISCUSSIon usmg delIberative technIques was an action
plan that has laId the baSIS for future collaboratIOn among the partiCIpant Institutions and groups
The group reached a consensus to establIsh a permanent executive commIttee that would serve
as a means of commumcatIOn between CIvIl SOCIety and local and natIOnal authontles The group
has m fact begun settmg Up the commIttee

The outcome of thIS event, remforced by the delIberatIve methodology employed by FUNDEMOS,
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goes beyond any conferences, semmars or workshops set up by an outsIde orgaruzatlon as a platform
for a bnef mteractIOn between natIOnal polItlcal fIgures and cltlzens It can, as the case of Carazo
suggests, pomt to development of a more lastmg opportunIty for a dialogue among equals, wlthm
a settmg forged by consensus It IS lIkely that thIS methodology wIll enhance relatIOnshIps between
cltlzens and both local authontles and departmental deputIes over a long term There IS certamly
a hIgh potentlal for sustamabilIty m the approach Thus, the methodology can be used to enhance
goals of partIcIpatIOn by cltlzens m democratlc processes at both the local and natIOnal level

The approach taken by FUNDEMOS complIments and extends the actlvltles of Hagamos DemocracIa
Tills IS the case because Hagamos DemocracIa, as the team understands from a meetmg WIth that
organIZatIon, focuses on provldmg a platform for deputles m departments rather than a process,
such as that of FUNDEMOS, that seeks to buIld consensus between CIVIl SOCIety and polItlcal
actors

FUNDEMOS has matured as an organIZatIOn It possesses a staff that IS capable of managmg
a vanety of programs It has strams on ItS capacIty m the area of the need for mcreased trammg
resources, but ItS orgaruzatIOnal capacIty suggests that It can manage to expand to meet thIs challenge
It has demonstrated that ItS methodology of workmg WIth CIVIl SOCIety organIZatIOns can promote
InItIatlves that can serve to enhance CItIzen partIcIpatIOn at the departmental level It has earned
the respect of and has been able to work WIth the country's polItlcalleadersillp across the polItlcal
spectrum It has also demonstrated a capaCIty to bnng together polItlcal party leaders at the local
level and to work WIth them to analyze theIr own problems and buIld a consensus on local Issues
across partIes FUNDEMOS has pOSItIOned Itself to serve as part of a long-term effort at strengthenmg
cltlzen partlcipatIOn

III PROGRAM LEVEL ISSUES

Determllllllg the CollectIve Impact of USAID Fundlllg ofCIvd SOCIety (QuestIon 1) Strengthenmg
CIvIl SOCIety m NIcaragua IS valuable both m and of Itself and as part of the mstruments avaIlable
to achIeve cntlcal elements of SO #1 The expanSIOn of partIcIpatIon m CIVIl SOCIety IS associated
m the polItlcal SCIence lIterature WIth mcreased CItIzen abIlIty to make effectIve demands on theIr
governments 10 PartlcipatlOn m CIvIl SOCIety organIZatIOns serves to overcome the fact that most
cltlzens have lIttle tlme, resources or mc1matIOn to partlclpate m the polItlcal process beyond such
mIlllillum acts as votmg m electIons and dlscussmg polItlcs WIth fnends and relatlves CIvIl SOCIety
organIZatIOns, through theIr leadershIp, can serve as channels for the artlculatlon of the demands
oftherr members Moreover, partICIpatIOn m CIVIl SOCIety orgaruzatlons can foster rncreased polItIcal
partlclpatlon m local affaIrs As the SelIgson survey mdlcated, there IS a posltlve relatIOnshIp
m NIcaragua between CIVIl SOCIety partIcIpatIon and such an rndlcator of local polItIcal partICIpatIOn
as attendance at mumclpal meetmgs (SelIgson 1997 86)

The Good Governance results package has as one of Its obJectlves to "promote greater cltlzen
partlcipatIOn m commumty affaIrs " A strengthened CIvIl SOCIety would contrIbute to achlevmg
thIS obJectlve
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The Good Governance team has mhented a set of CSOs who were ongmally set up as part of
an effort to foster democratIc values, attItudes and practices m support of a transItion to a more
open, democratic polIty As the preVIOUS dISCUSSIOn of each of the fIve CSOs mdlcates, each has
a particular area or set of areas m WhICh It works toward thIS overall end The Impact of each
of the orgalllzatIOllS vanes

FUNDEMOS works to strengthen CIvIl SOCIety orgalllzatIOns and polItical parties at the national
and local levels as mstruments ofCItizen partICIpatIOn Its actiVIties contnbute to bmldmg avenues
for greater partiCIpation The anecdotal data and observatIOnal data gathered by the team suggest
that It IS havmg an Impact m generatmg mcreased demand by CIvIl SOCIety orgamzatIOllS, strengthenmg
the capaCIty of Issue-onented CIvIl SOCIety groups and polItical partIes, thIS last partIcularly at the
local level These mcreased demands also serve to promote transparency by generatmg channels
between CIvIl SOCIety and government at both the local and natIOnal level (the latter through contact
WIth departmental deputIes and through natIOnal fora) The orgalllzatIOn through ItS delIberative
methodology contrIbutes to pOSSIbIlItIes for compromIse among polItIcal party leaders at the local
level as well as between CIVIl SOCIety and government at the departmental level

MNC works at an entIrely dIfferent level, at the grassroots It works WIth groups of CItizens at
the commulllty level who are becommg more mvolved m partlclpatmg m the development of theIr
commumtIes and m local POlItICal affaIrS Therefore, MNC also contrIbutes to an overall enhancement
of opportullltIes for CItizen partICIpatIOn at the local level MNC's trammg content emphaSIzes
compromIse ThIS IS suggestive of the pOSSIbIlIty of an Impact m thIS area

CED contrIbutes to mcreased partICIpatIOn of students mvolved m student government m commulllty
affaIrs It does not appear, gIven avaIlable data, to contnbute to mcreased polItical partICIpatIOn
by students m general Thus, CED's contnbutIOn to an overall Impact on polItIcal partiCIpatIon
may be lImIted Nor, as noted earlIer, does ItS formal CIVIC education program appear to contnbute
to speCIfIC values related to compromIse On the one hand, thIS IS wornsome, because CED has
the greatest potential to have an Impact on the most people natIOnWIde On the other hand, there
are a number of reasons that the data do not show an Impact, and a momtormg plan deSIgned
speCIfIcally to measure CED's Impact may demonstrate a dIfferent result To the degree that It
lobbIes for certam mstItutIOnal reforms of government (for a CIVIl serVIce and long-term membership
ofdeputIes on legISlatIve commIttees), Its work WIll have broader ramIficatIOns for CItIZen partiCIpatIon,
though only mdlrectly

CENDEL contnbutes to the capaCIty of ItS tramees to partICIpate m umon affaIrs more effectively
WhIle such trammg certaInly helps to strengthen the mdlvlduallabor umons, It only mdrrectly
adds to the pOSSIbIlIty ofenhanced partiCIpatIOn by umon members m the polItical process It would
be dIffICUlt to assume that CENDEL, therefore, dIrectly has an Impact on partICIpatIOn of the sort
related to USAID 's Good Governance results

CEEN's focus on a smgle Issue area, whIle provldmg It WIth credIbIlIty WIth respect to polIcy
makers m that area, does not have a dIrect Impact on broader processes of polItIcal partICIpatIOn
It does contnbute to a greater transparency and clanty m ItS area of expertise
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Puttmg these fmdmgs together and beanng m mmd the caveat that data IS lImIted, the collective
Impact of USAID fundmg of the five CSOs IS that the work oftwo of the orgaruzatIOns (FUNDEMOS
and MNC) clearly contrIbute to enhancmg partlclpat10n and may also contnbute to mcreased possIbIlItIes
for compromIse CED contnbutes m the area ofparticIpatIOn CENDEL lIkely does not contnbute
outsIde the sphere of umon actIvIties CEEN contnbutes to transparency but not particIpation
FUNDEMOS also contnbutes to enhancmg transparency

Evaluatmgthe Appropriate MIX ofCSOs to be Funded (QuestIOns 2 &5) WhIle all of the CSOs
can contnbute to strengthenmg dIfferent aspects of CIvIl socIety, all of the fIve CSOs do not have
the same relatIOnshIp to the pnonties of the Good Governance team FUNDEMOS and MNC
represent the hIghest pnonty They relate dIrectly and munedlately to the Good Governance Results
package Each WIth ItS own methodology develops mterest m and skills related to partiCIpatIOn
at the local level FUNDEMOS helps to generate channels for commumcatIon and delIberation
between CIVIl SOCIety leaders and local government authontIes It also contnbutes to expandmg
access of local CIvIl SOCIety and polItical party leaders to natIOnal authontles and leaders The
methodologIes employed by the two orgamzatIOns are speCIfically deSIgned to foster compromIse
rather than confrontat1on Thus, they serve to strengthen the acrnevement ofproposed Good Governance
results and should be supported on that baSIS

CED, CENDEL and CEEN represent a second tier ofpnontIes The case that can be made for
supportmg each of the three IS dlstmct and ImplIes certam Important condItIOns

Programmatically, CED needs to reshape ItS role to be able to better contrIbute to USAID's objectives
as well as to strengthen the JustIficatIon for ItS contmumg eXIstence CED can best serve the promotIon
of CIVIC educatIOn by engagmg m a careful analySIS of the Impact of ItS efforts

For example, expansIOn of the CIVIC educatIon program to the prImary level needs to be re-exammed
m terms of the Issue of the apparent lack of measurable Impact at the secondary level GIven the
SIze of the mvestment and gIven the proposed expanSIOn of that mvestment to the pnmary level,
the evaluatIOn team belIeves that a careful study of the Impact of CIVIC educatIOn m NIcaragua
IS reqUired before further expansIOn takes place ThIS means a reVIew of the secondary school
program as a pnor condItIon of movmg mto pnmary school actiVIties It also means approachmg
deSIgn ofprImary school programs m an experImental fashIOn, WIth careful controlled measurement
of a few test cases before any expanSIOn IS undertaken

It IS also worth consldenng whether the emphaSIS should be on the formal CIVIC educatIon process
or on the other forms of actiVIties such as student government, mvolvement through the famIly
m the polItical process or other alternatives ThIS reqUires a more careful process of testmg and
reqUires that CED develop the capacity (eIther m-house or usmg outSIde resources) to undertake
such measurement

Assummg that resources are aVailable after provldmg adequate fundmg for FUNDEMOS and MNC,
CED should be supported past ItS current grant If It demonstrates a commItment to measunng
Its Impact and to use such research m support of enhancmg current programs and m desIgmng
future programs
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Agam as a second tier pnonty (after FUNDEMOS and MNC, but at the same level as CED),
CEEN should be supported If the Good Governance team belIeves that natIOnal secunty and defense
polIcy IS an Important Issue under current polItical CIrcumstances As the analysIs of CEEN mdlcates,
the evaluatIOn team belIeves that there are still Important Issues of strengthemng cIvIlIan control
that need to be addressed enhancmg the role of the Nanonal Assembly through Its Defense Comrrusslon,
mcreasmg the overSIght capacIty of the Mmlstry of Defense and makmg a broader publIc more
aware of the manner m whIch they can partIcIpate m shapmg national secunty and defense polIcy
CEEN serves as a means to address these Issues Support can also be Justified for two other reasons
CEEN's dIrectors represent a sIgmflcant group of mdlvlduals dedIcated to democratic polItICS
and CEEN therefore, represents a polItical platform to enhance that group's role, CEEN IS a workmg
example of CItizen mvolvement m publIc mterest lobbymg PublIc mterest lobbymg enhances the
options for CItIZens to partIcIpate m the legIslative process CEEN may therefore make a contnbunon
to an expanded effort to strengthen the NatIOnal Assembly as an mstrument ofCItIzen particIpatIOn
m natIOnal government

Fmally, CENDEL should be supported If the Good Governance team conSIders that the labor sector
IS an Important part of ItS overall strategy for enhancmg democracy, proVIded certam programmatic
concerns are addressed SpeCIfIcally, CENDEL needs to mcrease ItS commItment, begun under
the current Executive DIrector, to Improve ItS trammg It needs also to reach out, mformally at
fIrst, to the other major wmg of the labor movement, the Sandmlstas, to broaden ItS constItuency

In accordance WIth these pnontIes, FUNDEMOS and MNC are the best candIdates to have theIr
fundmg mcreased

Impact of Trammg on CulturallPohtIcal Values (QuestIOn 3) Because none of the organIZations
have engaged m appropnate measures of attItude change, It was not pOSSIble to dIrectly relate
the trammg undertaken by each orgamzatIOn to speCIfIc changes m democratic values The only
exceptIOn was the secondary analySIS used to measure CED's Impact In that case, as prevIously
noted, no Impact was measurable It IS pOSSIble that value changes m terms of mcreased system
support and mcreased tolerance of dIssent are takmg place m the target groups of FUNDEMOS,
CENDEL and MNC, but absent appropnate means of measurement, It IS not pOSSIble to define
the extent of any change nor to attnbute It to a speCIfIC mterventIOn

Influence of Trammg on PartICIpatIOn (QuestIOn 4) Although It IS not pOSSIble to determme
lInks between the trammg proVIded by the CSOs and value change, there do appear to be lInks
between tralmng and polItical partICIpatIOn as demonstrated by some of the outcomes of trammg
processes The CIvIl SOCIety orgamzatIOns WhIch were tramed by FUNDEMOS m Carazo have
begun a process of engagement WIth local authontIes Some MNC tramees have become more
polItIcally actIve as well as active m commumty development Students partIclpatmg m the student
government programs that CED has developed are engagmg m commumty serVIce and support
of the CIVIC educatIOn process Labor leaders tramed by CENDEL have applIed these lessons m
negotlatmg and m orgamzmg theIr umons CEEN has establIshed Itself as an mterlocutor m the
legIslatIVe process through the NatIOnal Assembly's Defense CommISSIon

Such partICIpatIOn needs to be tracked more systematically and lInked to speCIfIC mterventIOns
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of the respectIve CSOs through appropnate performance evaluation studIes (See below the dISCUSSIon
on IndIcators )

Lmks between the CSOs and the MDD Program (QuestIOn 6) FUNDEMOS and MNC each
can playa role In support of efforts of the MDD programs to enhance partIcIpatIOn at the local
level They can also contrIbute to making that partIcIpation more delIberative rather than confrontational,
as well as makIng actIOns of the government more drrectly accountable and transparent FUNDEMOS
has a methodology and the expenence m applymg It through Its CIvIl SOCIety program at the departmental
level that would be extremely useful m bUildIng hnes ofcommurncatIOn and avenues of negOtiatIOn
between CIVIl SOCIety orgarnzatIOns and local authontIes FUNDEMOS' delIberative methodology
places great emphaSIS on bUildIng a baSIS for consensus WhICh would make a pOSItive contnbutIon
to the tone of such mteractIon SImIlarly, MNC has a methodology whIch has helped stmmlate
commurntIes and commurnty leaders to Increase theIr mvolvement m local affarrs MNC's traInmg
approach also emphaSIzes values of compromIse and conCIlIatIOn The Increased activIsm both
orgarnzatIOns are lIkely to promote would enhance pOSSIbIlIties for accountabIlIty of government
to CItizens, InfluenCIng as well the chances for mcreased transparency In government operatIons

FUNDEMOS has a broad geographIC coverage, havmg worked m the area of CIVIl SOCIety In 17
departments MNC has worked m regIons I, II, III and IV, searchIng out targets of opporturnty
These have Included a broad vanety of commurntles, some located In areas such as Leon where
MDD IS also workIng

FUNDEMOS and MNC can clearly and easIly adapt theIr geographIC coverage to match speCIfIC
targets of the MDD A mecharnsm for coordmatlon needs to be establIshed between FUNDEMOS,
MNC and the MDD ThIS could be at the IrntIatIve of USAID , of the MDD InstitutIOnal contractor
or the CSOs USAID could faCIlItate an 1illtIal meeting between the two CSOs and the MDD InstitutiOnal
contractor, leaVIng the follow-up to the CSOs

In the future, a means of facilItatmg such a process mIght mclude drrectmg MDD resources (through
the contractor) to the two CSOs for the speCIfIC actiVIties they WIll carry out In support of the
MDD The USAID MISSIon In the PhIlIppInes has put together such an allIance of an InstitutIonal
contractor and vanous CSOs to Implement local government Irntlatlves (the GOLD proJect)

The best approach to take m lmkmg CIVIl SOCIety orgarnzatlons to expanded efforts In strengthernng
democracy at the local level would be to contmue to support the work of FUNDEMOS and MNC
rather than expandIng the number of CSOs dependent on USAID The process of ensunng the
sustaInabilIty of a CSO In NIcaragua IS a long one FOCUSIng resources on a few CSOs such as
FUNDEMOS and MNC that have already demonstrated capaCIty WIll maXImIze the pOSSIbIlIty
of a sustaInable CIVIl SOCIety effort

Appropriate IndIcators (QuestIon 7) Arnvmg at appropnate mdicators to measure the collectIve
Impact of CSOs m the future reqUIres a focus on the speCIfIC sets of results that the CSOs WIll
seek to achIeve Measurement should cover the speCIfIC target populatIOns addressed by CSO
mterventions It IS lffipOrtant to rest responsIbIlIty for developmg performance measurement systems
WIth the CSOs themselves as part of theIr grants, to help WIth theIr mstitutIOnal development and
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to facIlItate the conduct of necessary research

The team would recommend that the IndIcators be related to changes In behaVIOr rather than values
or attItudes The focus can be levels of partICIpatIOn, but could also be speCIfIC outcomes Thus,
IfFUNDEMOS IS workIng WIth CIvIl SOCIety orgarnzatlons m estabhshmg lmks to local governments,
the IndIcators would be related to thIS process One such mdlcator would be the number and type
of demands presented by CIVIl SOCIety organIZatIOns to local governments and the resolutIOn of
those demands An approprIate IndIcator for MNC could be the careful and systematIc trackmg
of the sort of partICIpatIOn outcomes already reported (partICIpatIOn m communIty actIVItIes and
the result of that partICIpatIOn, partICIpatIon m local government electIOns) CENDEL as well could
use follow-on trackIng of behaVIOr changes (uses of lessons learned m negotiatIOn, organIZatIOn
etc) CEEN could, for example, focus on speCIfIC results achIeved wlthm the legIslatIve venue
(bIlls passed, degree of commIttee Involvement m budget reVIew and overSIght related to CEEN
mputs)

CED IS an exceptIon to thIS focus on behaVIOr CED needs to carry out a careful exammatIOn
of the relatIOnshIps between ItS programs and changes m values, attItudes and practIces m order
to serve as the gUIdmg force behmd a process of CIVIC educatIOn CED cannot effectIvely deSIgn
new programs seekmg to mfluence values as well as behaVIOr WIthout lookmg at the mteractIOn
among the varIOUS elements m ItS program and a varIety ofoutcomes such as Increased knowledge
of CIVIC affaIrs, mcreased system support, tolerance, and desIre to partICIpate m the polItIcal process

IV PROGRAM MANAGEMENT

Quahty ofManagement Both the outgomg USAID Program Manager and the prImary representatIves
of each CSO reported that theIr workIng relatIOnshIps were frIendly, cooperatIve, productIve and
mutually appreCiated The USAID PSC hIghlIghted the responsIveness of CSO representatIves
to requests for InformatIon and theIr openness The CSO representatIves spoke hIghly of the personal
mterest exhIbIted by the USAID Program Manager, who attended CSO-sponsored events to better
understand theIr actIVItIes and clIents, and took the InItiatIve to get the CSOs mto better contact
among themselves

DespIte the pOSItIve tone and productIve nature of the cooperatIOn between USAID and the CSOs,
the team dId hear comments from both SIdes whIch mdlcated a need for more clanty ofcommumcatlOn
USAID's mstItutIOnal focus m ItS dealmgs WIth the CSOs IS almost exclUSIvely on the attaInment
of strategIC obJectIves, whereas the CSOs are more focused on resolvmg the polItIcal problems
and organIzatIOnal challenges mvolved m carryIng out theIr programs

From these comments, the evaluatIOn team concluded that the partnershIps between USAID and
the CSOs would be enhanced by a) more frequent contact and dISCUSSIOn of the challenges and
benefIts of efforts to develop CIVl1 socIety, and b) the adoptIOn of a few speCIfic practIces by each
of the partIes In lme WIth theIr dIfferent responSIbIlItIes WIthIn the partnershIp

GIven that the NIcaraguans have to take the lead In promotmg theIr own democracy, USAID needs
to work closely WIth the CSOs to understand the VISIOn that the CSOs have of the polItIcal dIrectIon
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they are headmg The CSOs have to develop the capacIty to commurncate theIr alms m terms
of the achlevmg the kInds of demonstratIve results that are the responsIbIlIty of USAID A dIalogue
that promotes thIS mutual exchange of understandmg would greatly facIlItate the management of
CSO actIvItIes

SustamabIlIty The fIve CSOs represent a broad range of capabIlItIes for sustammg themselves
orgarnzattonally and fmanclally In stnctly fmanclal terms, CED has achIeved the greatest level
of self-suffIcIency It has ben able to attract a sIgrnficant amount of resources from other donors
FUNDEMOS has also demonstrated an abIlIty to dIversIfy fundmg sources, although a good part
of Its other funds stIll come from USAID MNC has Just begun a process of securmg outsIde resources
WhIle It IS lIkely to meet the lO % match reqUIred under the current grant through sale of goods,
It does not have ImmedIate prospects of secunng alternatIve donors Its new Board, whIch mcludes
the out-gomg ExecutIve DIrector of CED, may be an Important step m the dIrectIon of locatmg
addItIonal sources of support NeIther CENDEL nor CEEN have secured to date other donors,
although CEEN IS actIvely developmg contacts

When asked, all of the orgarnzatIOns, even the two WIth the greatest dIversIty of resources, felt
that It would take them several years to achIeve any real measure of mdependence from USAID
fundmg Reasons CIted mcluded the lack of resources avaIlable m NIcaragua to support NGOs
m general, and the reduced worldwIde mterest m NIcaragua as donor attentIOn ShIfts to other areas
of the world

In lookmg at what mIght be an appropnate length of tIme to achIeve fmancml sustamabIlIty, ChIle's
PARTICIPA has taken over seven years to achIeve the necessary dIversIfIcatIon of fundmg to
be sustamable It dId It m part by focussmg more on the sale of consultant serVIces than on ItS
ongmal role as an mformal CIVIC educator

Several of the CSOs mcludmg FUNDEMOS and MNC have come together over the past month
to explore alternatIve sources offundmg FUNDEMOS, CED and CEEN have formalIzed strategIes
to seek fundmg MNC and CENDEL are m the process of creatmg those strategIes All fIve need
to be encouraged m theIr efforts, through contmued techmcal aSSIstance and support for theIr efforts
at networkmg As noted earlIer, CENDEL needs to reach out to ItS broader constItuency m the
labor movement to enhance ItS pOSSIbIlItIes of secunng resources

Fees None of the orgarnzattons are currently provIdmg serVIces for a fee In theory, CENDEL
could charge fees to urnons to proVIde trammg to theIr staff, but most UnIons are unlIkely to be
wIllmg or able to pay MNC's clIentele of grassroots orgarnzations are also unable and certamly
unaccustomed to paymg for the sort of trammg proVIded by MNC CEEN has not developed suffiCIent
m-house expertIse to have a serVIce to sell FUNDEMOS also does not have a clIentele among
pohtlcal partIes or CIVIl SOCIety orgarnzatlOns who are hkely to pay for the serVIces It prOVIdes 11

FUNDEMOS may be able to take on the kmd of consultancy role that PARTICIPA and other
SImIlar CSOs undertake at some pomt m the future But thIS wIll reqUIre that It further develop
ItS mternal expertIse and/or that It bUIld up a group of outSIde consultants wIllmg to work through
It, both long term tasks CED does not sell Its serVIces for a fee Agam It may be able to develop
that capaCIty both for use withm NIcaragua and m the extenor If It can develop Its expertIse m
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CIVIC educatIOn research and development

In the short run, chargmg fees for serVIces are not realIstIc fundmg optIOns for any of the CSOs

CSO Management Just as the fIve CSOs have dlstmct roles, they have dIstInct management styles
CED and FUNDEMOS are more structured than MNC CEEN and CENDEL, both WIth very
small staffs, are centered on the role played by theIr executIve dIrectors Absent theIr executive
dIrectors, both orgamzatIOns would face a sIgmficant managenal problem ThIS IS less the case
WIth FUNDEMOS or CED where there IS greater speCIalIzatIOn of functions and responsIbIlIties
(more so In CED than FUNDEMOS) As was already noted, orgamzatIOnally FUNDEMOS IS
qUIte strong and capable of managIng ItS workload CED's new executive dIrector comes Into
a sItuatIOn where the staff IS illghly prepared and motIvated Tills WIll certamly faCIlItate the transioon

All fIve orgamzatIOns, as has been stated repeatedly, need to develop the capaCIty for performance
momtormg and evaluation both to meet the need to better defIne theIr Impact and to proVIde feedback
for theIr operations The orgamzatIOns appear to be meetIng theIr work plans and generatIng the
reqUIred outputs, but smce they do not measure performance, they cannot track Impact effectIvely

All of the orgamzatIOns need to balance program efforts WIth efforts to promote sustaInabIlIty
They all need to engage In both actIVItIes One part of the solutIOn IS for an orgamzatlon to have
a person speCialIZIng In InstitutIOnal development ThIS IS what FUNDEMOS IS dOIng But, thIS
solution IS not open to the smaller orgamzatIOns where that role has to be one more part of the
task of the ExecutIve DIrector For all of the orgamzatIOns, mvolvIng the Board In fund-raISIng
would be a way to augment thIS functIOn WIthIn the orgamzatIOn

V RECOMMENDATIONS

Program Level Issues
Regardzng the fundzng mix
• USAID should accord fIrst pnonty for fundmg to FUNDEMOS and MNC Both orgaruzatlons

have methodologIes willch contrIbute to CItIZen parhclpation at the local level Both orgarnzaoons
have capable staffs, commItted to theIr orgamzatIOn's VISIon and mISSIon The two CSOs
can reach out to areas where USAID IS workIng In mumcipal strengthemng Thus, both
can support the results to be achIeved by the Good Governance team Support for these
two orgamzatzons should bejar apenod ojfive years to asszst them to develop vzable long-term
znstltutzonal development andjznanczal sustaznablllty plans Such long term planmng wzll
permit an orderly expansIOn oj thezr tralmng functIOns as well as provldzng the baszs jar
a long-term jund-razszng effort

• CED, CENDEL and CEEN i>hould be conSIdered a second level offundmg pnontIes, after
the necessary support for FUNDEMOS and MNC has been set aSIde Further fundmg of
each after the present grant should be condItIOned on dealmg WIth certam programmatic
and orgamzational concerns
~ GIven that support for CIVIC educatIOn IS conSIdered Important by the GON and

there IS a need to better understand how CIVIC educatIon can affect democratIc values
and practIces, CED should receIve addItIOnal funds beyond ItS current grant If It
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can demonstrate development of the necessary research capacity (m-house or through
outside contract) to track program performance and use that feedback to guide program
development In other words, CED should develop a capacity to be a center of
excellence m the design and testmg of CIVIC education, not snnply an nnplementatlon
center Assummg that these condItlOns are met, addItlOnal support should be for
at least two years and up to five years as USAID resources permlt

~ Given that development of a viable democratic labor movement IS an Important
element of an overall strategy for strengtherung CIVll society and mcreasmg representatIon
of workers' mterests, CENDEL should be supported after the current grant If It
can demonstrate a contmumg commitment to enhance ItS trammg capacity, and If
It takes steps (at least mformally) to broaden ItS constituency Assummg that these
condItlOns al e met, support for CENDEL should be for at least two years and up
to five years as USAID resources pennIt

~ Assummg that USAID considers, as does the evaluation team, that CIVIlIan control
of defense and nanonal secunty polIcy IS an Important ISsue, CEEN should be supported
With less emphasIs for the MISSion on whether or not It IS developmg mstItutIOnally
and greater emphasIs on whether It IS performmg ItS educatIOnal task effectively
InstitutIOnalIzatIOn of thiS concern through strengthenmg the oversIght role ofboth
the legislature and the executive may be sufficient to ensure the deSIred result--greater
CIVIlIan control of the milItary and polIce AddItlOnal support should be for at least
two years and up to five years as USAID resources pennlt Ifat the end ofthe grant
perlOd CEEN zs not sustamable, USAID should reconszder the sztuatlOn m the lzght
of results achzeved wzth the NatlOnal Assembly and the MZnIstry of Defense

Regardzng the Lznk between the CSOs and MDD
• USAID should proVide support to FUNDEMOS and MNC to work m coordmatIon With

the MDD mstitutIOnal contractor to enhance citizen participation
• USAID should facllitate lllltmi contacts between the CSOs and MDD's lllStltutIOnal contractor

ImplementatIOn should then flow from that contact
• USAID should consider fundIng addlnonal support to the CSOs for enhancmg clt1zen partIcipatIon

at the local level from a redeSign of the MDD activity, formalIzmg the cooperation between
the mstltutIOnal contractor and the CSOs

• Given the difficulty of creatmg Viable CSOs and the lnnlted avaIlabilIty of fundmg, USAID
should not develop or fund additional natIOnal-level CSOs to work m enhancmg local CItizen
participation Rather, USAID should encourage FUNDEMOS and MNC to contmue to
use their methodologies of workmg With eXlstmg CIVil society orgarnzatIons and commumty
groups Thzs approach takes advantage ofgroups at the local level that have already been
establzshed, have credzbzlzty and have developed vwble means ofmamtammg thelr eXlstence
ThlS approach may also serve to lmk FUNDEMOS and MNC further with local groups
supported by other USAID actzvztles for e'Cample in health and nutrztwn

Regardmg Appropnate Indzcators
• Indicators should be related to changes m behaVIOr rather than values or attitudes for all

CSOs except CED These milicators mclude levels ofpohncal partICIpatIOn, effecnve presentatIon
of demands, establIshment and use of mechamsms of two-way commumcatIOn between
local offICials and cItizens (for example, cItIzen reVIew of the annual mumclpal budget
m a tIme frame that permits analySIS and comment) CED needs to track changes m attitudes
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and values to help develop Its programs and because Its functIon IS shapmg youth for future
partIcIpatIon m the polItIcal process

• IndIcator development and measurement should be the responsIbIlIty of the CSOs who need
to relate those mdlcators to the specIfIc results they propose to achIeve through theIr grants
As a consequence, the CSOs need ta develap thelr mamtanng and evaluatwn capaclty

• USAID should ensure that technIcal assIstance and trammg resources are avaIlable to develop
the capacIty of the CSOs to measure theIr performance and use that measurement for self-eorrecnon

Program Management Issues
Regardmg USAID Management
GIven MISSIon personnel constramts, USAID should focus on usmg the eXlstmg capacItIes of the
CSOs to lessen the admIlllstratIve burden on the US PSC responsIble for the CSO portfolIo The
focus should be on the furtherance of the partnershIp practIces mitIated by the prevIOUS US PSC
responsIble for the Good Governance CSOs PractIces that could be employed mc1ude

• Transformmg the monthly meetmgs between the PSC and the CSOs mto a venue for the
CSOs to share learlllng, consIder Jomt programs and develop collaboratIve strategIes to
meet common needs ThIS means that the CSOs would take over responsIbIlIty for orgalllZmg
the meetmgs, settmg the agenda and carrymg out the necessary reportmg Eventually thIS
could faCIlItate establIshmg a democratIc CSO coordmatmg body that could mc1ude human
nghts orgalllzations supported under the Rule of Law Results Package and other CSOs
not necessanly supported by USAID

• Transferrmg resources and responsIbIlItIes for traIlllng and technIcal aSSIstance to the CSOs
m areas of mstItutIOnal strengthelllng, evaluatIOn, adult educatIOn and other reqUIrements
of the CSOs

• Placmg greater emphasIs on CSO management for results, WhICh means placmg the burden
on each CSO for specIfic results to be achIeved Improvements m mOllltormg and evaluauon
capabIlItIes WIll make such an approach eaSIer to manage

• Contmue partIcIpatIon of the PSC m CSO events
• CSOs should have opportullltIes to partIcIpate and present theIr actIvItIes to the SO as part

of an overall customer satIsfactIOn and partnershIp process
Regardmg mstitutzonal strengthenmg and sustamabllzty
• The CSOs need to develop mstItutIOnal development and fund-ralsmg strategIes as part

of theIr overall strategIc plans These should be mcorporated as results mto theIr next grant
agreements

• The CSOs should work together to develop a common strategy for reachmg out to alternatIve
donors (ThIS would be one functIOn of the coordmatmg effort descnbed above )

• The CSOs need to develop theIr mtemal capacIty for fund-ralsmg and msututlOnal development
• The CSOs should be encouraged to use theIr Boards as tools for fund-ralsmg
• GIven that solId, VISIble and WIdely perceIved programmatIc achIevements are one of the

most effective tools for mobilIzmg fmancIal support, the orgalllzations mdlvldually and
as part of theIr coordmatmg efforts need to develop theIr publIc relatIOns capacItIes

PrOject Level Issues
Whlle the ma]onty afthe recammendatwns refer ta all afthe argamzatwns, we wauld llke ta refer
as well ta certazn speclfic recammendatwns dlrected at each afthe argamzatwns In several cases
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these recommendatlOns restate more general concerns already expressed at the program level
Regardmg CED
• CED should consIder re-focussmg Itself as a center of educatIOnal excellence to develop

and test alternative approaches to CIVIC educatIOn As such It would re-affmTI ItS role as
an mnovator m NIcaragua and establIsh the base for an mternatIOnal presence CED should
encourage MED as part of ItS fund-ralsmg strategy to have the MED seek support from
the World Bank, IDB, and other bIlateral donors for large-scale replIcatIOn of CIVIC education
programs tested WIth the funds avaIlable from USAID and the aON, and provldmg for
at least partial payment for serVIces rendered to CED for future program development
Such an approach would be contmgent on CED's demonstratlOn of its capaClty to be a
center of excellence

Regardmg MNC
• MNC should explore approaches that have been used by famIly health orgarnzatlons m

developmg promotores and multiplIers to Improve ItS capaCIty to reach out to addItIOnal
commurntIes and commurnty organIZatIOns

Regardmg CEEN
• CEEN should explore avenues for extendmg Its farrly narrow clIent base through the development

of more extensIve lInks to other organIZatIOns wlthm CIVIl SOCIety concerned about Issues
related to CIVIl-mIlItary affaIrs and natIOnal secunty and defense polIces mcludmg human
nghts groups and organIZatIOns representmg groups m the former conflIctive areas and
to the populatIOn at large Expandmg ItS board of dIrectors to mclude representatives of
a broader CIVIl SOCIety mIght be one mecharnsm to begm thIS process

Regmdmg CENDEL
• CENDEL needs to establIsh a closer relatIOnshIp between Itself and the constituency It

IS actually servmg so as to strengthen CENDEL's governance and faCIlItate Improvement
m program qualIty

• CENDEL should use processes of feedback from ItS clIentele (secretanes of education m
all urnons) and ItS customers (former students) to carry out ItS trammg and polIcy development
work

Regardmg FUNDEMOS
• FUNDEMOS should explore the use of SOCIal marketmg techrnques (use of media man

overall commurncatIon strategy) to expand ItS Impact
• FUNDEMOS should explore the role of volunteers along the lInes of a League of Women

Voters, CONCIENCIA m Argentma, and other CIVIC actIOn and educatIon orgarnzatIOns
that mIght enhance ItS Impact
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Endnotes

1 We use the term cIvIl SOcIety orgamzatIOn mstead of non-government orgamzatIOn (NGO) m
accordance wIth the role that these orgamzatIOns playas part of CIVIl SOCIety and mime wIth
USAID Center for Democracy and Governance standard parlance

2 "El CED es un orgamsmo no gubernamental, sm fmes de lucro, dedlcado a la elaboracIOn de
lIteratura pedagoglca, la capacitacIOn, y la mvestIgacIOn sobre promocIOn de valores,
comportamlentos, y actItudes democraticas "

3 Manuel Orozco, "FormacIOn Clvlca y SOCIal Dmgnostlco y PerspeCtivas hacm el Futuro,"
March, 1998

4 ChrIstopher Sabatlm, Gwendolyn G BeVIS and Steven E Fmkel, "The Impact of CIVIC
EducatIOn Programs on PolItical PartiCIpatIOn and Democratic AttItudes" (MSI, Washmgton,
1997)

5 "Empoderamlento cmdadano en las 10calIdades para eJercer los pnnclplos democratIcos"
obtemdo por "educacIOn ClVIca democratica " Esa educacIOn tIene por fm "aumentar la
partICIpaCIOn cmdadana desde las 10calIdades" y hacer que los cmdadanos "eJercen mas
mfluencm en la gobernabilIdad y en el serVlCIO efectIvo y transparente de las mstItucIOnes
publIcas "

6 "Promover fa znstltuclOnallzaclOn de control C1Vlf sobre las declslOnes de Po[[tlca de Dejensa,
Segundad Cludadana, y Segundad NaclOnal por medlO de fa InveStlgaclOn, DlvulgaclOn,
CapaCltaClOn, y jormaclOn de Agentes de DeclslOn en ef PalS" Plan Estrateglco, 1998-2000,
Centro de EstudIOS Estrateglcos de NIcaragua (Managua November 1997), p 7

7 NIcaragua does not have a CIVIl serVIce that carnes out the government's day-to-day work,
so most government Jobs are subject to polItical appomtments ThIS mhlblts the development of
expertIse and professIOnalIsm among government staff SImIlarly, the commIttees of the National
Assembly are reappomted on a yearly baSIS, WhICh dlmmlshes the mcentIve for legIslators to
develop more than a very superfICIal knowledge of the Issues addressed by the CommISSIons on
WhICh they serve

8 "Grupo FUNDEMOS es una orgamzacIOn no gubernamental, sm fmes de lucro y apartldana
que contnbuye al fortaleclmlento del proceso democratlco de NIcaragua, a traves de la
capacitacIOn y el dlalogo enfocado a los partIdos polItIcos, socledad CIvIl, y el Estado "

9 Those departments were Carazo, Matagalpa, Jmotega, Leon, Chmandega, Managua, Ocotal,
Somoto, RIvas, Granada, Masaya, RIO San Juan, Boaco, Chontales y Estell

10 ThIS IS the theSIS put forth by Robert Putnam, Makzng DemoclaCY Work ClVlC TradltlOns
zn Modern Italy (Pnnceton, N J Pnnceton Umverslty Press, 1993)
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11 Some but not all polItical parties m Nicaragua are wIllmg to pay for consultancy serVices of
campaign strategists, pollsters and media experts as part of an electoral campaign However,
FUNDEMOS provides serVices to all the parties on an equal basIs It, therefore, falls outside of
the sphere were parties are lIkely to mvest their resources NICA R64 wpd
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