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ABRSTRACT

The purpose of this study was tc determine the need for micro-
economic development management trairing ani make racommendations to
AID. During the course of the study the team interviewed PVOs and
development =2ntities in the U.S. and Latin America to determine train-
ing needs, to identifv ctrai..ing resources and programs currently teing
conducted, to isolate elements which lead to successful training prog-
rams, and to explore possible aprroaches for addressing PVO training
needs.

raining amony the PVCe interviewed were
salf-reliant and ir training pro-
ly work with marginal groups.
ssful pregrams, i1t 1s generally
for training marginal groups and
ccuced the results desired,

The greatesc need
in training marginal
moters and f£ield staf
Al-.hough there are examples o ce
recognized that the methodology used
for training PVQ £ficld staff has not
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Develcpgment which has its goal eossisting the poor tc break out
of the cvcle of novertv Zzces an encrmous challenge. The magnitude
of the problem and the limited availability of resources make it
necessary to Iocus on leverage coints where a small amount of resources
can produce significant results. Orne focal rvoint is to create financial
opporturijties and to assist people to develep the attizudinal, versonal
end rrofessional skills which will lead to success. To effectively
achieve this aim, methodologies need to be developed which allow a
person to experience a transfcrration of traditional thinking and
behavior in addition to methodologies of skill develooment.

Thus the team reccmmends thac AID fund three types of organizations:
USPVC and IPVYO training organizations, regicn-wide PVO training and
financial networks, and USPYCs and IPVOs vroviding rescurces to marginal
groups. Ffuncing would allow the organizations selected to develop and
refine training methodologies to enable narginal groups to acquire
personal and technical skills as a complement to existing opportunities
to obtain credit or material resources. It would allow PVOs %o develop
an on-going training capacity and provide funding to refine and amplify
current training efforts.
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II.

SACKGROUND

This report is a response to a general concern shared by USAID,
Washington, field missions of USAID and the PVO community. The concern
relates to the difficulty encountered in stimulating successful micro-
<conomic development and the assumption that training is fundamental to
any solution.

This prcject was originally designed as a management supcort
grant to The Experiment. It became clear nid-way through the project
that the implications of the findings reached Far bevond ZIL, and would
be of interest to the develovment field.

Thus, the Zindings, interpretations and recommenda*ions contained in

p2]

this report ars aimed at stimulating discussicn of training in development
among PV0s and various AID orffices and bureaus. This studv does not pur-
port to be a rigorous analvtical survey of needs, prcblems and issues. The
observaticns and raccmmendations are compilations of subjective assessments
made by the representatives of the various devalcrment entities visited.

Although not scientific or academic in =ith

0]

r orocedure or results,
the EIL team's observatisns and interpretations reflect an cperational
reality experienced ty many davelorment entities and can serve as a

springboard for further discussion and planning for training in development.
OBJECTIVES AND APPROACH

The objectives of the study are:

l. to determine the level and character of the need for micro-
economic development management training;

28]

. to identify common elements of successful training;

3. to reccmmend to USAID and PV0s actions to be taken tz meet
the need for micro-economic development training.

The primary method used was interviews. Infcrmation was rechecked
with personnel at different levels within the organization and with
individuals outside of each organization. Where possible and practical,
visits were made to field project activities. Secondary sources of infor-
mation were used to validate information from interviews, to provide gquanti-

tative data when required. Organizations interviewed were primarily IPVOs,



III.

USPVOs, training resources and a few public development agencies in the
United States, Mexicn, Honduras, Colombia, Peru, 8olivia and the Dominican

Republic. (Colombia was dropped from the spring 1281 itinerary.)

FINDINGS

USPVOs and IPVOs in-countrv revealed five major problems in order of
importance: 1) insufficient funding of development entities either to
meet the dem. Jor thelr services or to reach their objectives; 2) inability
of community groups to manage theixr own proijects and become self-reliant

after oroject termination date; 3) insufficientlv trained perscnnel at
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achieving objectives; 4) overlapring activities and wasted =ffort o
development entities operating in the same geograrhic area wnile cother
sections needing development ars unattended; and 3) insufficient communicatien,
information, =ducaticnal materials, and technlical resources to achisve

objectives. Only the second and third roints which relats to training are

discussed in this summary report.

A Meed for Local Groups to Manange and Direct Develooment

)

There was a universal reccgnition of the need to develop the

capacity of local groups to manage their own development. Groups are often
dependent on PY0s or other development entities for direction, management,
or technical assistance. At =he end of a project productive activity often
dwindles and eventually stops. It iz widely reccgnized that developing

the capacitvy of the local pecnle is essential for long-term development
impact. Organizations lamented the fact that funding for training was
difficult to obtain and =2mphasized@ the need to strengthen and increase

the training provided to local groups.

Six key points were made in regard to the need for local training
of groups involved in development:

1. There is need for training to complement the existing systems
which provide material and financial resources either in the form
of credit or grants. There is growing awareness that provision of
financial resources without training runs the risk of leaving the
recipient individual or organization worse off than berfore.

2. There is need “or training which not only raises awareness of
injustice but provides skills needed to better the situation.

o



3. There is need fcr financial resources to support training effoirts.

4. There is need to document experience acquired in development
training as well as a comprehensive ccmmunication system to
make develoupment entities aware of available training expertise
and resources.

5. There is a need to develop a realitv-based svstem for the evaluation
of impact of training on development.

6. There is a need to develop an approach methodology in the area
of development training.

B. MNeed for Adequately Trained Personnel

Overall, the peopls interviewed rerceived z descending scale of

availability of e

th

tive development project staf

m
Fh

e

Q

beginning with an

adequate availabilitv of country-directer level personnel and a 3evere shortage

of small groject managers and promoters. Three categoriles of management

perronnel emerged--directors, middle management, and small project mana-

gers. A fourth categerv of prenotaers” was added, Iue <o the ra2peated

mention of the shortage of effective personnzl at -his level, czupled with

the vital role thev play in the develowvment process. The four categories

are defined as follows:

~ Director. This catvegory ircludes the executiwve diractors of
IPVOs, top-level off ic1als in government ministries working
in development, courtry directors of expatriate PVOs, and the
deputy directors, program directors and upper leval management
of PVOs with over 50 staff or a budget of cver one million U.S.
dollars.

T Middle Management. This category covers the ranage below
the directoy category and includes the executive directors

of small IPVOs, people with o‘erSant nf either a number of small
development projects, one project with over 15 staff, or a sector
focus for the whole organization, such as monitoring ané evalua-
tion, financial management or programming.

Project Manager. This catecorv includes field proiect manacers
involved In thne implementation of projects. The range includes

projects involving up to 15 staff.

- Promoters. This categorv includes "multiplicadores," "promotores".
and "arimadores" who work with communities in a variety of capa-
cities including providing conscicusness- raising and motivation
traininag, designing and implementing vrograms, and nroviding
tecnnical assistance in health, agriculture, small entercrise
development and othcr areas.

The chart on the following page illustrates the interviewees'
perception of availability of qualified personnel at each of the four

levels.



D.R. Honduras In-country u.s. rvo Urban 1TVO Rural IPVO National Independent

AID ATD US pPVO Stateside Development Dcvelopment Development Obscrvers
Official. officials Programsg Pcrspective Programs Programs Foundations Rgsecarchers
Dlrectpr A A A I A A A A
Middle
Management n I A I A I . I T
Project
Management A S I S I S S S
Promoters - S S S S S S S
&a

A--adequate availability of qualified personnel
I--insufficient availability of qualified personnel

S--shortage of effective personne)



There was agreement that the director level and high level management
talent 1s readily available in-country and that there exists a shortage

of effective personnel at the promoter level. The onlv exception to this

o

was the stateside view that capable host national directors were not
readily available. This was reflected in their choice, with some excep-
tions, of Americans as countrv directors. USPV0s, and urban IPVO pro-
grams, are generally able to find capable middle-management staff.
Several people mentioned that =xpatriate groups pay somewhat higher

salaries, thereby attracting the more highly gualified individuals.

Also, there is a lack of middle-management people in rural programs which

is not the case in urban areas.
USPVO TRAINING ACTIVITIZE TOR HOST NATIONALS

The team sroke witi. a2 number of organizations providing training in
development management o host nacionals. The current program can be
divided into thrse cacegories:

acgad management training courses
( conferences and workshops for develorment leaders
tems providing training and technical assistance

')
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There was x wide divergence of opinion regarding the success of programs

subsumed under :hé three categories. However, there is virtuallv no

substantive analvsis of the impact of training on development.

A. Pre-vackaged Management Training Courses. Pre-packaged management

training prograns have been refined to a high degree of sophistication,
offering what is felt to ke the best of American management practices.
Occasionally minimal adaptation of the courses to a group is undertaken.
Qften participants ar= selected and logistics arranged by the AID missions,
private groups in-country, or hosting govermments, rather than the
training organization. Thus, few staff are required other than the
trainers who are retained on a consultant basis, or are on the perma-

nent statff of the organization.

In the United States and overseas, criticism has been voiced concerning
the content and methcdology of such courses. Althouch excellent in an
American context, they are felt to be inappropriate to the noi-American
audience which is not accustomed to intense, day-long sessions stretching
over a few days tc a number of weeks. In addition, the course content
has been criticized as being acultural and difficult to relate to the

realities of the countries of the participants. It appears that there



exists a sizeable gap between ideas and praatices presented in the
training courses and those which are applied. There is little or no

follow-up assistance in applving the tochniques and new ideas to the

o

participant's croganization.

B. Seminars and Conferences for Develovment Leaders. Conferences bring

tegether leaders in development in a particular countryv or region in
Latin Ameriza to discuss spesific torics or to provide training in a

particular area. The topics usually arise from percaived needs and the

organizations. They serve to addrass bottlenecks in the field and to
bring leaders toge'her to 2xchange =xperiance and understarding. Struc-

tures vary Ifrcom tonicallv-oriented formats %o a Sfocus on process, with
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the goal of learning throuch =xchangs o

betweer develcoment laaders. Cthers crizizizad Unistad States organi-
zations Zov sending in expatriate "euperts" wo conduct the sessions, many
of whom had lags sxperisnce in develcwmwent than <he nationals attending.

Fepeatadly, Latins wvciced the opinicn that the hundreds of thousands of

to organize  and conduct these regionwide seminars were
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not 2 wise inves'ment.
Cne shortcoming of the two medals akove is that while =2¢fective
upper level management training often increases personal levels of
competency, they produce verv little impactZ on the ultimate

aries of devalopment programs.

C. Responsive 3Svstems. Several tvpes of responsive mechanisms

have been tried in Lalin America by United States organizations, and
by IPVOs. The common element is training and technical assistance in
response te a rsquest from an organization or in response to a perceived
need. [t iz client-based, suprorting local organiczations to achieve

their objactive

w

This approach is generally viewed as a high-cost proposition,
providing in-depth and appropriatz services to onlyv a few selected
organizations. Considerable time and resources are consumed in the
initial stages of establishing a svstem identifying consultants and

building a base of credibility and trust in order to proceed. Although
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organizations which have benefitted were enthusiasitc about the results,
it is difficult to assess the impact of the assistance on the organization's

ability to achieve their dewvs lovment objectives.
TRAINING ACTIVITIES BY HCST NATICNALS

A. GCovernment Ministries. “ost of the training for development within

Lazin Ameriza occurs under the auspicies of the national govermments.
Each of the nministrivs crain ics own field personnel. Althcough training
g

emphasis varias among ministriss and amon

there is little training in basic communizv develooment, mocivatzion

technigque, group dynamics, and other 2laments involved in developing

local interest and ccoperation. Little attention is =laced upon Jdeve-
loping the ~apacicv of local jroups te take roswponsibilicy for the deve-
loprient cof their communicizs. 25 i3 froquenzly the case, what is

" in actuality Locomes the provision of servicoz.

4

envisioned as "develorment,

B. Cooperative Movement. Throughout Lazin dmerica the cooperative
movement has stimulated bread-based invelvement and social change over
the last two decadsasg. As cher:z i3 a c¢lear recognition that training is

essential for the success of cooparatives, it forms a crucial part of
the program and a major focus of activity. Educaticn and training is

imary level education, ccoperativism. conscious-
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raising, wolitical action, and technical areas according to the nature

of the cooperative: agriculture, transportacion, housing, credit unions, etc.
A significant portion of the training is in management areas empha-

sizing the furncticnal operation of the cooperative. Fiscal management

in particular is singled out for special attention and training.

C. PVO Training of Local Groups. The majority of PVO development prog-

rams include a trairing component to enhance local capabilities in achieving
development objectives. Training provided by the PVO staff is often spotty
in quality, and varies widely, depending on the organization's priorities,
and the personal skills of its field staff. A seccnd approach to training
is to contract with specialists to train groups in specific topics, such

as swine prcduction, or her ulture A third approach is to utilize

ministry field personnel for technical training.



The amount of training by PVOs is minimal compared to the large

scale programs undertaken bv the first two categories-~governments and

cooperatives.
D. Training for PVC Staff. Very little training i :nducted for
PVO staff (excluding the cooperative ne work). People are hired on

the basis of their ability to do the job recuired. PVOs are hesitant
to expend scarce funds on training for staff who will be able to find

higher paving vositions :zlsewhere.

During the Latin American country visits the team met with a number
of organizations involved in training. In every country the EIL team

encountered training programs for PVO staff and commurity groups with

elements of success. A selaction of programs is presented in the follow-
ing pages. It should be emphasized that the EIL team did not conduct
a rigorous evaluation. 3rizf interviews with the home national office,

th
-~

field star and a few visits to training sites provided the information.
The comments below are not meant to judoe a program, but rather serve to
extract elem<nts which are felt <o be constructive or counteroroductive

In implementation of training programs.
VI. EXAMPLES OF CURRENT IN-CCUNTRY TPAINING

A. A Responsive Training System--Peru. One USPVO's regional office in

Lima responds to "inquietudes" or felt needs of the 100 IPVOs and
development groups with which it has contact. If some problems or diffi-
culties arise among a number of goups, the USPVO regional director
attempts to respond to their "inguietudes" by working with the groups

to find an acceptable format. Frequently formats include seminars in
which colleagues act as sounding boards, people prainstorm, and work
jointly to refine ideas, and plans. This approach 1is felt to be more
effective and beneficial than training aleng the teacher/student model.
Groups are open to this kind of exchange, since the USEVO is well-
respected, well-established in the region, and well-known by participating
organizations. The USPVO appears to have sained local trust and confidence
to the degree necessary for organizations to discuss their problems openly,
and has gensrated a climate of willingness for sharing problems as well as
expertise with other indigenous organizations.

The USPVO representative in Peru :akes the position that the only



responsible way to provide training is to respond to felt needs in
cooperation with the beneficiaries. Solutions vary according to

the situation. Thev should bhe low lost and the groups participating
should pay part of the cost, if possible.

Another example of the facilitation role this USPVO vlays in

enabling groups %o visit successriul proijects similar to their own in order

to learn by chserving and 2xperimenting, rather than formal training.

For exampla, several members of a Peruvian group, which was struggling
with cocca production, spent cone month on a similar cocoa plantation in
Bolivia, which had scolvad several of the problems with which the Peruvian
group was currently struggling. The campesinos learnad and wrote a

manual in their own language accerding to thelr own L2vel of understanding
and experiance, which thev brought back to their communitv in Peru. Such

axchangeas among groups at the zame level, working on similar projects,
nas prroduced excellent rasulis and has met a real need.

As this USPYC has many programs and projects with groups, their overhead
and administration costs are gaid. Thus, acting as a facilitator in the

manner described i1s but one of the manv activities and & serarate and costly

ct
k
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infrastruc ot required. Thay also have a special fund which the

director uases fo raspond to immediate low-cost training needs.
Sevaral USPV0s have a23tablished overations in various Latin American

countries, completse with offices, staff and support mechanisms. This

0

approach has resulted in nigh-cost cperations serving a limited PVO
clientele. Mcst frequently the USPVO spent a great deal of time establish-
ing i%s credibility and soliciting organizations' participation and utili-
zation of its free services. By contrast, the USPVO cited in this section,
through its existing infrastructure and programs, has envovled naturally
into support for PVOs and develorment groups at minimal expense. Though
Limited in scope, this appearz to be a viable approach for organizations
established in La.in America fo provide IPVO training in its broadest

sense.

B. [ield-Based Mcbile Training--Colomhia. One USPVO in Colombia has

encountered a problem typical throuchout the region and has develored an
innovative response. Formerly thev brougnht people from their rural groups
to urban ar=as for training. Often the attractions of the city took
priority over the training activities. Thoss who did complete the

training found they could find employment at higher wages than offered



in rural areas or in develorment projects where they were volunteers, and
ultimatelv remained in the cities.

As a result, training is now conducted in smaller grcups in the

oy
-

rural areas. Thev also seek established families in the local area and

train adults who are committed to the community racher than voung men
who are highly mobile. Irncreasingly, wemen are seexing involvement
and training.

This »2rogram also circumvents a frequent diffic culty encountered
whern one or two reprosentatives attend training and then return to a
group whizh resiste change. Thus, the USPVO secks to krain 5-4 pecple
from the same arous at one time, o reinforrca learning and oo
critical mass and support group within an associacion.

The 1TSPVO Colombian staff provides waneral arienta=ion , consciousness-
raising and the first stages of oromotion craining. Thev then contract
with Z1 SENA (Servicis lacional de Apendizaje) 2o orovide addlticnal
training in acccunting and project management.  Occasionally training
axtends up to L5 davs. This approach of ceontracting with local
training resourcas by a PVO for staff and projact group training is
unusual.

In addition, this USPY0O has mobile training teams which assist the

forty or sc rromoters in the field. As the cromoters have minimal

technical skills, they call upon the mobils =eams o provide more in-depth

training. OCne team consists of a nurse, a socliologist, a catechist, a
social worker and a specialist in campesino organization. 2 second team
working exclusively with ccoperatives consists of an agronomist, a
cooperative specialist and a coordinator. A third team, also working
exclusivelv with cocperatives, includes an acronomist, a practitioner of
rural agriculture, and a trainer. Training is given on location to
avoid costs and tec avoid the migration of trained people to the cities.

The staff feelsthat the need for training is unlimited, since the
groups develop new leaders and the nature of the organizations changes,
requiring new skills. They believe that the critical element is the
development oI the reoples' capacity %o manage their own projects and
community development, and feel that thers are insufficient financial
resources Zevotaed to training.

This program addresses some of the difficulties involved with

the training of rural project implementers and promoters, and includes
g P ¢ E

10



a viable approach aimed at resoluticn of some of the widelv~encountered
problems and limitations found in staffing projects. These approaches

include: 1) using staff for orientation and initial rromoter training;

o
I

2) contracting with varicus agencies and organizations to provide
specific tvpes of training; 3) creating a mobile training team with
technical exgertise £o assist projects as needed and providing a varie-

e training to avoid problems associ-

[N
r

gated training cagacity; ) on-s
ated with high costs of bringing trainees ko a central location and
dampening the tendzncy for skilled people tc migrate to urban areas.

C. Campesinro Zroup Training--Dominican Republic, Throughout the

region, ?V0s have encountered arsat difficulties in addressing the
training needs of camgesino groups for skills training in management and
administraticn. One najor problom encountsrad is a c2nerally low educa-
ticnal 1lzvel witchout adecuate reading, writing and arithmer-ic skills to
provide a base for learning basic bookkaeping, financial management, and
administrazive skills. 3 s2cond madior difficultvy is that campesino

groups ars unaccustomed to and do not learn well in a traditional

A strong IPVO in the Dominizan Pepublic recognizes and circumvents

iculties in an innovative manner. The IPVO's crcmoters meet
with the groups and cther PY0s r2aular.y and assist them in decermining
their needs. This is done in an informal discussion which i5 non-threat-
ening. The promoter and the group selecc spezific topics from the 28
availabla. These topics addrass fundamental issues such as small

enterprise development, simple bookkeeping, marketing, planning, human

j—

relations, budgets and accounting.

Bach of the 23 topics are in pamphlet form with many illustratioas,
stories and provocative questions. The stories are often about campe-
Sinos and the‘r current situation and how improvement is possible by
knowing and using the basic information contained in the lesson ~amphlet.
Stories are used as a motivational device illustrating how a group
similar to their own was able to improve itself. Provocative Jquestions
are used for group discussion and help to motivat: and clarify for the
group the topic being discussed.

The substantive content is frequently presented in a question and

answer format designed for group discussion and participaticn. Much of

the learning which occurs is from exchange or ideas and interaction.

11



The richness of eurterience of thne group itself is felt to pe adecuate =0

their own individual needs with a minimum of assistance from a staff person

This program incorperates a varietv of elements wnich nave l=d to
success in a number of programs. These elements include: 1) materials
tailored tc tie specific needs of the peorle, both in content and metho-
dology;  2) informal diszcussions or seminars with the group are

initiated =o help them to ¢larifv their swn needs, and <o design the
training program thiouah selectior of ccontent arsas, scnhedules, a2nroll-
ment, <eIc.; 3) =he groupn 1s responsiole For its own learning, with much

of the learning ocourring chrough exchangs of evperience and information

among tae groun nemders, with minimal assistance of a resource nerson.
D. sSelf-Pelianw Jroup Training--3clivia. This project has grown slowly

Sver 5 vears with outside assistance confined o zraining and technical
assistarce. A5 the profect develoned, it concentrated on the market ting
of 8olivian handicrafcz internacicnallv and as such is an <conomic

+

he original imcetus of “he project was to attempt to meet
health nesds of rarginal groups in and around La Paz. It was Found
that the nrocess of meeting health needs verv guilckly encountered
proplems of starce material and financial rasources. When the groups
involwved began tc look at their own rasources which could be mobilized
and crganized o increase economic production,thev saw both their tradi-
tional skills in handicraft producticn and their own group human talent.
Very slcwly these groups developed into an asscciation which is at
present =2ntirely Bolivian in makeup, economicallv successful, and has

developed all of its staff from the ncn-professional ranks of the

association. It is made up of 60% urban poor and 40% rural poor and

1

1s balanced with regard to participation cf men and women.

The particular aspect of this project which is relevant to this
study is the system of training and technical assistance which has been
used. The first characteristic of note is that both training and
technical assistance has bre. zontinuous and responsive. Services have
been acquired locally or developed from within the association's member-
ship as needs nave developed or besn anticipated. The training has been
fcr the most part developed from scratch for sach specific need. Out of
this approach an attitude has been created within the association which
places as much importance upon training as upon the acononic activities

of the organization. A.. additional factor of importance is that the

12



association is democratic in its decision-making process and egalitarian
in its aporoach to the develooment of staff. Positions within toe

association which in most ather organizations would he £1ill2d by nro-

fassionals are £11led Lv non-professionals who have Teen rzeognized as

I

having talenc and have acquired the skills nesded throuch a countersart-

role medel tyoe or on-the-job training. Weekly meetings are held within

the association during which problems are identified which require
lutions, after which =he content and

o) cess s Jdeclided uron 3rd <rains 7 15 Jdesg’ ~d Sa 1 ymare oTh| dertake

Process s =eclced uron and training is designed, developed and undertaken.

The asscciacion i3 eoperating on its own now with the UEeY2 previding

an advizorv function.
VII. STUCCRSSTUL AMD UNSUCCESZFUL ELZMENTS OF DEVELCPMENT M2SAGEMENT TRAINING

The foregoing examples, plus the numerous descriptions by PVCs, have

served a5 a basis Zor extracting elements of oreductive, unproductive and
counterproductiva fraining aporoaches.
A.. Productive Zlements. The common slements of successSul training

approaches aprear to be “he follo owing:

1. trairing which responds to an immediate ox short-term need which
eivea

is clearly perceivad bv the recipient;

2. training which is aporopriate to the organization's own

real 1lifz szituaticn, 2lace, schedule;

I

4. training into which cliznt groups have a nmaior input;

5. training which uses traditional learn ing methods-~-observation,
imication of reer modszls, Local analegies;

S. training which is appropriate %o the clientele and may
the organization with productive results;

7. training which utilizes movement of clients and trainers to new
settings for excer tial learning purroses.

B. Unproductive or Counterproductive Elementc. The common elements of

unsuccessful training aperoaches apoear to be the foilowing:
1., trainirng which is zrimarilv abstract and theoretical;

ti the needs of the group

2. trainirg directed sxclusively at meetin
needs coincide with the

providing the training (unless thes
¢lient's needs);

[ ]

3. rigid, pre-packaged training unless carefully prepared for and
tailored to the situation;
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4. training which tends to result in the client being unable to
adapt to and or modify his surroundings;

5. training which does not relate clearly to the client's per-
ceived immediate or short-term priorities;

6. training which is inappropriate in content, process, duration,
culture, and learning styles Of the client groups;

7. training which surreptitiouslv manipulates the client group.
Ccmmonly training settings are manipulated or structured
with learning ané motivational purposes in mind. Any such
structures not understood by client aroups should be clearly
and openly discussaed;

8. training which requires no investment of time, energy, work,
cr material resources on the part of the clients.

VIII. THE ROLE OF USPVOS IN TRAINING
In every country wvisited the team explored with the Latin Americans
appropriate roles for USPVO and expatriate organizations in the area of
development training. National development leaders welcome expatriate
involvement but reject expatriate control and domination. The following
list is a compilation of Latin perceptions of working principles for
USPVOs and expatriates in-zountry.

- Avoid working with the government as politics plays a major
role in policy formation wnich, scme feel, takes priority
over development motives. Political changes often prevent
any long-term coherent strategy or in-depth attention.

- Link with existing private sector organizations to coordinate
efforts rather than establishing a new independent expatriate
presence.

- PFunction as a catalyst, facilitator, and coordinator main-
taining a low profile, recognizing that development can
only occur in a personal and organizational transformation
rather than by development experts design and authority.

= Control of programs and resources should be in the hands
of the host nationals thus helping to prevent distortion of
development activities by the priorities of donors and
expatriate experts.

- Utilize available expertise in-countryv, building institutional
capacity and the strength of indigenous organizations.

- Focus on developing local capacitv to prioritize needs,
to explore alternatives and to solve problems through new
initiatives.

- Focus on programs arising from a recognized need in the field
rather than an axpatriate's perception of need, or a host
national perception from the home office, or an organization's
need to create projects for its own survival.

- Involve beneficiaries in the diagnosis of needs, and the design,
implementation and evaluation of project.

14



The following recommendations were made especially in regard to

training in development.

- Focus on the project-level and promoter level where there is
greatest need, where there are fewest resources, and where
development takes place.

- Work with the people to determine and articulate the need, to
formulate a program and to implement training.

- Serve as a resource to be used by the people in support of their
development efforts without interjecting one's own agenda.

~ Tailor content and methodology of training so that it is appro-
priate to the participants (decentralized field-based programs
of an experiential nature reflecting success of peers may be
an aporopriate format) .

- Follow-up on training to assure implementation and provide

technical assistance o organizations.

These recommendations reflsct the orientation of the people and
organizations interviewed. Mot all would agree with all of the points.
Rather this is a composite picture of percentions encountered in Latin
America and may serve as a point of refsrence for program development.

The EIL team supports these observations and recommendations with
some modifications. First, after speaking with a number of government

ministries, it appears that there mav be a role for USPVOs in assisting

in the development of internal training capacity or in other ways.
Although we would not categorically reject USPVOs working with host
country governments, it may be most appropriate that this tvpe of
program be funded through bilateral agreements or by the host country
government rather than AID/PDC/PVC or PVO funds. PVO's strengths and
real contributions are in the direct grassroo'.s involvement.

Seacond, given the realities of accountability for funds by USPVOs,
total control cannot be turned over to host r.ationals as they often
emphasized. However, an accommodation must te reached between donor,
USPVO ard the host nationals working together so that the development
activities respvond to local needs and prioritie., which necessarily
would entail significant decision-making vower and control by host
natioinals.

Third, the EIL team concurs that the central focus and objective
of training should be capacitating promoters (and other field personnel)
and project-level staff and participants. However, due to the magnitude

of the problem, it is felt that resources would be more appropriately
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IX.

X.

spent in building the capacitv of host national organizations to train
field staff and participants. This would ultimately reach more people

while still maintaining the focus of developing the capacity of

field personnel and garticip

s &

nts.

£

FINANCIAL VIABILITY OF TRAINING IMN MANACEMENT OF DEVELCPMENT PROGRAMS

During the Latin American triv, the team encountered NC PYO or train-

ing organizations which were currently breaking even on a fee-for-service

basis in training offerings. All of the training organizations visited

were sustained by external funding, an affiliated organization, or another
tvoe of nrofitable acrtivity.

the PV0Os' statements,

oN

The iraining PY7Ts and organizations reflecze
that they simply did not have adequate funds to pav for the full cost of
training. Likewise, those organizations zroviding training to cooperatives
and their members could not pay for the full cost of training. The groups
and people, including PV0s who are most in need of traininc apoear to be
the least able to pav for it.

It is unlikely thaz training for dJevelopment in this context in Latin

America can he a financially viable precposition on a fee-for-service basis.

NON-LEVERAGE ACTIVITIZS

As emphasized throughout this report, the team focused on the points
where training by ?Y0s could produce significant impact in accecmplishing
development goals. The reverse side of the coin is to avoid training
activities which produce minimal results, or which, although effective,
have been extremelv costly and benfitted few ceople or organizations.

Generalized management txXuaining for a diverse range of PVOs appears
to be inthe category of non-leverage activities. Participants of
previous courses felt that the diversitv of people in attendance, their
educational level and background, their needs as related tc the activites
of their PVO and their particular situation in ccuntry, presented insur-
mountable difficulties in creating a course whicn would be of use to every-
one. Thus, training remained on a theoretical or generalized level which

icult %o apply uron raturn to their corganizations. When trainin
Pply ur 3 g

{1}
n

waz di
was specific in nature, it was freguently irrelevant to their organization.
Generalized management training aimed at upgrading PVOs' capapility

to effectively and efficiently manage thelr organization and development
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projects appears to have minimal impact on the ultimate beneficiary. It
servas to upgrade the skills of mid-level and upper-level personnel
which mav or may not be applied to their work.

Most PVO staff are =ager for educaticnal opportunities and emphasized
their personal and organization's intersst in such programs. Given
the widespread interest of PVO staff to upgrade their management and
administrative capapilities, courses could be structured on generalized
management ar=2as.

These cou s cculd be organized in the capital cities around Latin

A
n
(1]

America and would atctract a swostantial number of participants from a

variety of PVOs. CZou
people at a r=asonable cost Post-evaluation Tuestionnairass most likely

would reveal satistachtion with the course, drsat perscral benefits, elc.
atc.

This familiar scenario incorporates a number of traditional success
factors (i.e. larcge numbers of neople receiving training, low cest per
participant, good results as evaluated by participants) vet is missing
the kov eloment -- analysis of IMPACT ON DEVELOPMENT. The Juesticn which
must be addressad by orzanizations preovidince management supsort services

is the guestion of =he ultimate benefit to the intended beneficiaries

of develcement -- the =2concmically sociallv or politically disadvantaged.

P Iy IS P

[

Management and other areas of PVC training are useful when thev

raspond %o the concerns and needs which arise in the course of implementing
PVO activities. When an urgent need arises , PY0Os themselves often
find wavs %o work out a solution. Or if the need or concern 1s common to

a group of ©VOs, then a seminar,or possibly technical assistance and

)

training can be useful Freguently discussions among colle=agues, brain-

[y
<

storming, exchanges of ideas orove to be far more valuable than formal
training. However, it is unlikely that . -is tvype of activity can effecti-
vely be programmed vears in advance, planned and executed by outside agencies
on a region-wide basis.

fective manner of addressing these

nm

The team has not found any cost e
needs. It does not feel it is cost effective to establish an organization
or service to respond to these needs. If a system were established in a
country of region to assess needs and provide training, certainly a

plethora of needs would be found, generating a great deal of activity.
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XI.

However, given the high cost of this approach and the lack of demonstrable
impact on the ultimate beneficiary +o break out of the poverty cvcle,

the team has not included it in its recommendations.
LEVERAGE POINTS

Given the magnitude of the problem and the limited availability
of resources, the EIL team has sought to identify key points within
the svstem whare training can provide maximum results with minimum
input. The team sought those opporrtunities where other aspects and
inputs were strong and where training could provide the missing link to
accomplish development activities. The team has identified several
leverage points where USPVO and IPVO training can oreduce significant
results.

The major need is to create a wedge to break the cvcle of poverty,
thereby generating the means by which individuals can gain control over
their situations. As amphasized earlier, there are two vital aspects
to this process. Peopls must undergo a persoral transformation which

lts in shedding che traditional dependency mode of behavior, and

- s :

ing respeonsibilicy and control of their lives. Associated with

o
3]

Vo]
1o
=3
T
8]
D
1
8]

this is the develorment of the s5kills necessary to succeed in the direction

chosen. along with the individual change 11 consciousness and skills,
opportuniti=as nead o bhe cre2ated in the environment.

Eow can this Le accomplished? When the team repeatcndly asked this
question, responses varied widely, reflecting both the paternalistic and
facilitator models at oprosite ends of the spectrum. Some saw skills
development as the =ssential Factor. Others raflected an understanding
of elements =nabling people to become self-rel.iant. Others admitted that
little is understnod about creating situations whereby "people pull
themselves up by the bootstraps," where something fundamental happens to
transform the wayv people approach life. There is no consensus on the
factors which stimulate people to break out of old patterns of thought
and behavior.

Clearly there is need to develop a sound, transfzrrable methodology:

1. to allow people to experience the personal transformation necessary

to break the honds of poverty;

2. to enable people to acquire appropriate personal and technical
skills.
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XII.

Training has the potential of creating a situation whereby personal
transformation and skill acguisition can work ., Bv making financial

cradit available, this combination can provide the leverage necessary

=

to break cut of the cvcle of poverty.

(o]

The issue of outside financial resources to unsophisticated grass-—

in

1]

roots groups in the Zorm of grants or lcans 1
risk/high gain prcposition. Such funding can provide a strong stinulus
to small poverty groups if it is used as a positive learning tool to

reach a hicher level of autonomvy and self-sufficierncv. .Jntrained

tn
Fh
o

11 bac!

e

groups with grants or loans often

which is a major contributing facter to the cvcle of poverty throughout
Letin America. The majcr determining factor in whether outside Zinancial
resouxces benefit or harm goverty groucs, 1S whether these resources

provide groups with new ways of looking at and dealing with their existing

circumstances and problems,or rainforce the patterns wnizn have xept them

in poverty. Training can be the Jdetermining factor in allowing arcups
to break the traditionally reinforced aspects of peovertv.
Thus, the Iollewina racormendations ara Zocussed on this leverage

point. The racommendazions spect

9}
s
J
o
T
©
)
cr
}
o}
-

which the “ean has idsntifizd as having high impa

RECOMMENEATIONS

1. Tund USPVC trainine osrganization to rrovide training and technical
assiszance and financlal sunpcrt to in-countrv USPY0s and IFVOs
or PVO networks which provide material, financial or credit
resourcas o qrassrdots Groups.

Tunding would znabls in-country USPYOs and IPVOs and networks to

develop or r:ifine =raining methodolegies aimed at developing self-

reliance of maragi croups and fe implement training and technical

assistance to complement material support to benefliciary groups. The
role of the USPY" =zraining orzanization would ke to guide the process,
supply techrnizal assizvance and training ¢ the PVD or network, or
channel funds tc the PUO or necworr Zor implementing a program, to pro-
vide a lialson to ind e accountabls for the project o AID.  Aalthough
the degree of involvement of the USPYVQ training 2rganization would vary
depending on the lavel of training expertise within the PV0O or network
selected, the U.3. training organization's involvement would not bhe

developning and conducting training for the PVO, but rather assistance
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and funds for the in-country organization to develop and conduct training.
Thus, it would not recuire a U.$. training organication tc establish

an in-country infrastructure and the majority of funds would be channeled
for in-countrv use.

2. Fund IPVO training organizations to provide the same sarvices
as above.

The added advantage of using a IPVO instead of a USPVO would be
elimination of much of the travel and overhead costs and expenses
involved with another laver of administration. In addition, it would

allow the IPVO training organization to strengthern its

)

wn capebilities
and be an on-going resourca base fer other IPYOs. It snould be noted
that the EIL team encountered few IPVO training organizations “hak
appearad to possess the capacity to implement the suggested activity.

3. Fund region-wide PVO training network to develop methodologies

and provide technical assistance and funding to constituent
groups to implementc aini

The advantages of funding 3 region-wide PY0 training network (such
as reglon-wide cootuerative networks or national development foundations)

1

are multiple. Firsg, thevy have intimate knowledge and experience with
constituent groups. Second, as ccnstituent groups are often highly
specialized tneir needs are similar., This type of homogeneityv presents
the zotential for development of methodologies and matarials which can
be applied regicn-wide with minor adaptation. As discussed earlier, the
lack of hemogeneity among a broad range of PVOs in a numker of countries
presents a major problam in addrissing training needs in a cost effective
manner.

Third, the netwecrks have an eu.ating communications system whereby
results can be disseminated. Also they have the confidence of the

members so their assistance will be mcre readilv accepted.

The three types of training organizations described in the above
three recommendations do not have a btroad-based donor pool, nor adequate
access to funds for matching purposes. The principal USPVOs which are
capable of providing such assistance derive their inccme from fees for
service, contracts and grants. Thus, it is recommended that the akove
activities be rfunded on a non-matching basis with documented in-kind

contributions from participating organizations. The type of funding is
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seminal in nature, intended to develop methedologias, train a core of
PVO staff to institutionalize the developments and minimal funds for
implementation. This process is envisioned to take §5-8 vears and should
be funded with this cimetable in mind. Afterwards community based
training will continue, funded bv ragular FVO sources. It may nean
expanded activity dus to racognized importance and resulecs, or in anv
case wonld result in guancum leaps in the effactivensss of regular PVO

programs incorrorating training and incraasing se2lf-reliance of Groups.
a

4. Fund USPVCs or IPVOs oyaviding loans oy resources on a national
level to refine merhedslogies and work with othier PVCs locally
to aprly the improved “raining svstom and ouild in-nouse stace

t=e7

J

)
pae

trainiryg cavac

*
.

1ons are not orimarily %raining orzanizacions,

()
cr

As these organic
care should be taken to selact well-managed PYQs with i track-record

for enapling groups ro beccme seli-sufficisnt within 1 shor- ceriod of

time. Funds for major USPVOs could be an 3 matching o

IPVOs visited would have difficulty in raising the matzn.

5. ZFund USPVOs or IPVOs to develop maethodolcaies, institutionalize
training capacities and orovide funds for revclving loans to
marginal groups.

Another appreach would be 2o provide revolving loan fund:z to
established PY0s on a non-matching basis and “und the development and

training accivitziss on a matching basis.

The orocess of defining and documenting needs has revealed many of
the factors which complicate the provision of training. Training of
any type is 2 means to an and. Often the ends or objectives of development
projects are unclear.

Ultimataly development regquires change,and ths fundamental changes
required are in attirudes and skill levels. For attitudes to change and for
new skills to be acauired, outside financial and tachnical vesources
can decrease the risk involved in grassrocts groups pursuing new
alternatives. Sustainable eccnomic and social development can cccur only
when grassroots groups can acquire the skills reguired to successfully meet
their economic and social needs as well as the new skills implied by growrch.
This means skills in the management of technical, material, and financial
resources on both an individual and group basis. To learn such skills, those

resources must be available. In the environments of scarcity which obtain
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in most grassroots cormunities, the local peorle do rot have the resources
available or are unwilling to risk their own resources for the purposes

of learning new skills. It is for that reason that the form of training
which is being rescommerded 1s training in the management of resources

combined with the provision of needed outside resources.

training expertise and

Fh

This study recommends the fccusing o
financial resources at the local level, as opoosed to continuing the
high-level %training of development orofessionals. The purrose would be to
strengthen the capacity building and service deliverv end of the pipeline
via skills Zewvalopment, adequate resouvrces, and technical support. An
investment on a aon-matcning kbasisz of $500,000 te $1,00C,07 ' per vear

for five vears wculd give such an effort an owportunity to empirically

test this approach.
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APP."™MIX A

LIST Ot CCNTACTS

-United States

Ferrucio Accame
Inter-American Developuient Bank

Michael Askwith
United Nations Development Programme

George Baldino
World Education (formerly IED)

Ralph Bates
New Transcentury Foundaticn

Joe Beausola=il
AID/DSB/RAD

Paul Bell
Formerly Feace Corps

Peter Bell
Inter-American Foundation

Ned Benner
Inter-American Foundation

Steven Bergen
AID/PDC/PVC

William Blaisdell
Partners for ?Productivity

Ken Brown
CODEL, Inc.

Colin Bruce
World Bank

Robert Bushe
Lutheran World Relief

Thomas Carter
World Cooperative Credit Unions

Ping-sheng Chin
International Institute of Rural Reconst,

Alex Costas .
Pan American Development Foundation

Beth Craig
Centre for Populaticn and Family

N

Alfredo Cuellar

_AID/LAC

Brenda tddy
New Transcentury Foundation

Richard Dye
Ford Foundation

Jan Elster

Consultant, formerly

Loren Finnel
Consultant, The Rescurce

Ed Glaeser
AID/PDC/PVC

Doug and Steve Hellinger
Develozment Gap

Jane Hersee
Practical Concepts, Inc.
James Hines

Ford Foundat-‘on

Kenneth Xornher
AID/DBB/RAD

Michael Laustrom
AID/LAC/DR

Boyd Lowry
CODEL, Inc.

Umesh Mally

Int. Ed.

Dev.

Agricultural Cooperatives Development
Internationa:

Paul Maguire
AID/LAC

Jeanne xorth
AID/DSB/RAD

Robert O'Brien

Private Agencies Collaborating Togethe;

Sal Pinzano
Inter-American Foundation

(PACT)
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Ricardo Puerta
PACT

Jeffrey Purrier
Ford Foundation

Ann Punhte
Inter-american Foundation

Bill Reese
Peace Corps

Marian Ritchey
Inter-american Foundation

Richard saunier
Orginization of American States

Donald Swanson

ASADELA - Asaescria Zl Desarrollo en
Latinoamerica

lewis Townsend

Pan American Develcrment Foundation

Ron Ulrich
AID/PVC

David Valenzuela
Inter-Aneric-n foundation
Bolivia

Jaime Alba
DESEC/ICE

Sonia Aranamibar
USAID/Bolivia

Guillermo Gomaz Villa
FENACRE

Howard Handler
Program Officer, USAID/ Bolivia

Patricia Kelly
USAID/BRolivia

Barbara Roose
Ivs

Emil Steinkraus
CARE

Stephen Stroback
.CRS

Martin Swartz
CARE/Bolivia

Abel Loria Valverde

Instituto Superior de Administracion

Dominican Republic

John A. Cleary
AID

Matthew Diamond
CARE

Enrique A. Fernandez
SQLIDARICS

Smelling Henao

Publica

Fundacion Dominicana de Desarrollo (FDD)

Mariano A. Mellja
SOLIDARIOS

Bernardino Ortiz

FEDOCOOP (lederacia Dominicana de Coopera-
tivas de Ahorro v Credito)

Dean S. Putnam
Peace Corps

Mark Reilly
Catholi~ Relief Services

Evelise Russos
Mujeres en Desarrollo, Inc.

John Seibel
Peace Corps

Colombia

Timothy R. Allen
Plan de Pardinos, Bogota

Sarzan Arbab
FUNDAEC, Cali

Fabio Ardila Rocha

IPROSCO - Instituto Promocion Organizationa

Suizo-Colombo
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.Mauricio Cardenas Pineros

PICITEC - Fundacion Para el Fomento de la
Investigacion Cientifica v Tecnol.

Katherine Frost de Rodriguez

FICITEC

Martin Gold
Peace Corps

Miquel Gomez
Catholic Relief Services

Rene tlauzuer

Fundacicn para la Zducacicn Permanente en
2n Colombia,/Cantro para el Desarrollo de la
Educacion - TEFEC/CEDEN

Neil Huff

CARZ

Filipe Icondono Benvenlste

Fundacior Mariano Ospina Perez

Jesus Antconio Murillo Acosta

Fundacion de Desarrollo Comunitario - FINDEC

Cecilie Montova de Moreno

Fundacion Nacional para 21 Desarrollo Social-

FUNDES
Edgar Salgado
Centro de Capacitacion Popular - CEMNCAPS

Pablo Stiafken
CENPRODES

John Sudarskry
Universidad de los Aandes

Elsa Victoria

Corpcracion Integral para el Desarrollo Cult.

v Social - CODECAL
Ramiro valderrama
Union Cooperative Nacional de Credito -
UNCONAL

Honduras

Rafael Alegria
UNICOOP

Rraymond L. Eaum
AID/ Honduras PVO Office

James Byrne
PLAN de Honduras

Aldo Cardona
PROCARA - Instituto Nacional Agraria

‘Marco Virgilios Carias
Instituto de Investigaciones Socio-
Economicas

Roberto Caceres

Instituto Hondurerno de Desarrollo
Rural - IHDER

John Contier

Catholic Relief Services - CRS

Alejandro Corpeno
Save the Children

Peter Dekin
AID/Hcnduras

Gabriel Echevarria
Federacion de Ccoperacion Industria
FECIC1I

Oscar Enriquez .

Comite Evangelico de Desarrollo y
Fmergencia Nacional-

Naomi Espinosa CEDEN

CEDEYN

Arturo Galo Galo
Secretaria ae Recursos Naturales

Jan Gibboney
AID/Honduras

Cynthia Giusti
AID/Honduras

Jose Alberto Gutierrez
PROCARA-ILNIA

Don Hawk
World Relief Corporation

Carlos Hernandez

Instituto para el Desarrollo
Hondureno-IDH

John Kelly

AXD/Honduras

Francisco Maraz
CARITAS

Juan PRamon Martinez

Fundacion de Cesarrollo - FUNDHESA
ASEPADE

Ncra Martinez

Asesores para el Desarrollo -
ASEPADE //
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Benjamin Membreno
Educredito

Fernando Montes
Instituto Hondureno de Cafe-IHECAFE

Pedro Pablo Ramirez
Escuelas Radiofonicas
Accion Porular Hondureno-ACPH

Oscar Puerto
Instituto Hondureno de Desarrollo
Rural-IHDER

Raul Paz
L
Secretaria de Recursos Naturales

Reydilio PReves Soto
Instituto de Investigacion v Formacion
Cooperativista-IFC

Jose Elias Sanchez
Asociacion Coordinadora de Recursos
para Desarrollo-ACORDE

Judy Stallman
AID Consultant

Timothy Wheeler
Heifer Project International

Panama

Generoso Nicolas

Fundacion Educativa de la Confederacion
Latinoamericana de Cooperativas de
Ahorro y Credito - FECOLAC

Peru

Jose Alvarado
Centro de Estudios para el Desarrollo
y Participacion - CEDP

Saul Calle
SEPAS

Miguel Checa Solari
Instituto Peruano de Fomento Educativo-
IPFE

Angel Cordova Castillo
Cooperativos Central de Credito del
Peru - CCC

Veronica Diaz de Ferrero
AID/Peru

Jorge Garcia Pacheco
Instituto de Investigacion y Desarroilo
de la Autogestion - INDA

Cesar Granda Alva
Instituto de Investigacion y Desarrollo
de Autogestion - INDA

Bob Kramer
AID/Peru

Carlos Lopez
Instituto Peruano de Investigacion y
Desarrollo - IPID

Hans Hoyer
Church Worlid Service and Lutheran World
Relief - LWR

Hector Nieto Ubilluz
Instituto Cooperativo de Educacion-INCOOPE

Carmen de Barrio Nueva
Asociacion para Mujeres Campesinas-ACOMUC

Cesar Olano Aguilar
INCOOPE

Dan Cruz de Paula
AID/Peru

Luiz J. Paz Silva
Fundacion para el Desarrollo Nacional-FDN

Lucho Peirano
Centro de Estudios y Promocion del Desar-
rollo - DESCO

Brian Pratt
OXraM

Santiago Rocha

Escuela Superior de Administracion de
Negocios - ESAN

Consejo Latinocamericana de Auto-Gestion-CLA

Royer Rodriguez
Mission Juridica

Manuel Salas Fuentes

Centro Nacional de Servicios Contables de
las Empresas Campesinas y Promocion
del Desarrollo - CENASCONTEC



