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Executive Summary 

his study explains the role of U.S. * ACoinnulnity base of support. The connu­
P:ivate Voluntary Organizations nity may be a village or hamlet or it may be a 

(PVOs)in fostering and strengthening network of,influential people in a town or citycombined with a program to involve citizens. 
sustainable private inSt it u 1tions in Third churches or Other grll0tl)S in activitiCs to support 
World communities. 	 the orgallizalioll inllquestion: 

This review is a fully collaborative effort 	 0 A colnlnlilical hiaii connections network
 
with similar institutions in the country, appro­involving 12 Americn PVOs 	 priate goV\!'elllntwoking ('11ltitles and international 

with 28 partner organizations in 18 organizatiolls: 

countries. The affiliates are most com­
monly either started o- supported by the Al instilttitional vision, goals and strategies, 
U.S. PVO or Constitute a link to estab- coul)led with managenment inlormation sysitis.
lishecl O-gov anohowever basic.etotallowof p for correctionn-Onl emenal orgt.anizations of im r v gr s:al, of, crrors 

long standing in their country. 

0 A diversified plrtfolio of 'Iinacial sup)ort
 
and oluollrces of incoie (c.g.private Iu nds, the
 

SNfiNj!/. O!i.:),! ! i, i parent U.S. IVO.multilateral and bilateral
 
. donors, fotundation s,lhome government, philan­-Tts!--/O
I1SWJ- -"thropic 	 sipport). An organization dependent on 

one source will not readily survive the inevitable
Institutional development with Third World changes inshiflting Iumndin g trends. 
affiliate organizations increasingly is becoming a 
significant component of U.S. PVO activity. In 
Ilaly instances, large investments ill . f1 _ /ih.iian1 ! _: _t'A i,//_ !_ 
resOl IICS development of"locJ!organizations have 
been made: long-term commitments ail in place. The complexity of institutional development
This is an open-ended l)Odoess whereby a part- dominates the findings. 'Case stL(lie.s show 
ncrship i.; established with Third World profcs- repeatedly that the task is a multiplex and 
sionals to siape a viable, aimllolllious local evolutionar cffort. Traininglor local staff 
ilsltitlltiol thlroutgh finalcial .support. (lialogue development is to date the single most important 
and experimentation with different programs and contribution ofLU.S. PVOs. Training has focused 
forms of ileiractiol, 	 on participatory community development ap­

proaches, skill buildillg illcommunication,
 
_/ _,? _ Increasingly,
a/-(--I. CC!./_i 	 leadership and decisioii making. 

affiliates are requesting and reqtire sl)ecializedtechnical orientation as they become more 
proficicill illcarryinIoif tsectoral projects. 

Certain at!ributes wcre l'ound repeatedly to be 
present in the stronger alfiliate organizations In those cases whcrc U.S. PVOs have assisted 
reviewed, i neLcling: affiliates to develop mainagement inlormation 

systems, l)lanning cycles, cost effectiven-ess 
SCharismatic leadershiIp and the ability to 
 criteria and perlormance tracking, results have 

attract and retain good senior stal': been inipr.sive, frequntly l)romplting better 

strategic decisions nid greater effectiveness in 
securing and usin~g resources. 
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Evolutionary Relationship: From local affiliate's budget, provide unrestrictedTutor to a rter R ? eOlllCcso -(i funds and flexibility in cash flow situations and ...........
..........
..............
. ... 
 help cement the commitment of local people to 
the progiran.As affiliates absorb and utilize proffered training


and technical assistance, thc naturc of the 
 The long-term nature of institutional devclop­
relationship of tleIU.S.IWO to the affiliate tends ment and iIllportanc supportlthe of consistclt 
to mature froni that of to this process needs 
utor to partner to re- to bc underlined. The source. TIhey )rogres- l)criod of "'amolrt iza­sivel, need less basic Severa recent strveys... all tion" isoften over 10hl-p they gel cratethir years. Simply stated,own,,reqecstsfr,,,-iuts. clearly suggest Ithe merit of PVO institutional ven-

The time of high up- uires are niot cheap"front expenditure asso- ,'77orewidespread reorientation investimeints when allci .ted wit star-ting 11 of donor NG Os to wa rd i npts a,- propelyinstitution is rcalisti- accounted for, but it
(ally followcd b:' a long nurturing local organizations. they cngendcr even
period of less costly but partially successful 
cruciall Wch1iCal SSiS-)( 
 I local institutions, theytance and relationship are cost effective in
maintenance. I lere. the long run. given
continuing communication with U.S. PVOs tl rough continued flow of benefits as costs gradually

newsletters, informa tion sharing. cofercinecs 
 decrease.
 
and visits becomes critical in helping affiliates
 
stay connected to new ideas and approaches to &o/ldosio7: WHficrs17!p for Life
 
development and organizatioial issues.
 

The role of U.S. IVOs in the proniotion of localU.S. PVOs Must recognize early-on that they need institutional developmcnt is both a short- and
 
to nurture tIie capacity of partners to gencrate 
 long-teiri task. The period of substantial

their own futurc financial support. Frequently, financial dependency of the affiliate 
on the U.S.l-e early tut orial relationship eml)hasizes the PVO can be dramatically shortened through

)ositioning or refinement of management 
 and early assistance aimed at creating the capacity
program and inforlmation systems within the local 
 for resource mobilization. The t)eriod in whichorganization, with less attention paid to tei the sponsoring U.S. PVO provides a r-ange ofaffiliate's ability to generate its own resources in a specialized training, technical assistance andstrategic and systematic manner. The provision networking to the local institution is best when

of technical expcrtisc in resource mobilization to continuous. 
the local organization is increasingly seen by U.S. 
PVOs as the primus-inmer-poresitem on their The most effective relationships are those ininstitutional development agenda. Another which the U.S. IVO and local institution be­iml)ortant lesson learned is to begin with as lean come i)artners for life. As the relationship
and inexpensive a program as possible so that matures, it moves froIm dependency to equality,the local affiliatc has a reasonable chance of the i)a-ent and the affiliate become a resource 
taking over major financial andi fund-raising to each other. 
res)onsibility within a foreseeable l)eriod. 

The 12 U.S. PVOs reviewed have made impres-Local resources generated through donations or sive progress in carrying out this task and have
incone generation and cost recovery, albeit not important insights and experiences to share 
often accounting fbr more than 10% to 20% of a with others. 
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Introduction
 

T ieseries of evaluations presented here rep- priimary database tor the conclusions regarding 
resent an empirically based assessIent of institutional development. These local affiliate,,/ 

the role of U.S. Private Voluntary Organizations organizations can be placed in one of flour 
(PVOs) in l'ostcring and strengtheiing sislainable categories: 
local inslitutions that 'ontribiItc to longt-term 
developmn ill'llird World co iliin itics. Created. Sixteen of lthe local institlutions in 

this study were created by U.S. PVOs as part
Aln important and vahied ('haractcristi( of Ithe of their institutional develo)pment activity. 
U.S. IVO ('o)ilillllnity is the variety of IVO orgamn- More oten than not, these alfiliat 's,al­
izatioi al sirtrles, ipurposes and development though independeit locally costituted 
strategies. This study, a collaborative cflfort entitics, have the samiIe iamc. or a translation 
between the U.S. Agen('y for Interi ciional )cvel- thereof, of ile palrent PVO.
 
opmcnlt (USAII)) and the participlant PVOs.
 
explores tile in[stit ut iol cii developmntIprocess of Established. 'l\vo of Wilc
pa ticr organiza­
each U.S. VO and ilforms USAII) and these tions are old, establisled institutions in their 
PVOs of genrCl'al issIRnS regar(ling t he Moost CI fe(- c'ounly. institlltiOI Is for whiclie(h develop­
five strategies for advancing sustainable private mnlt activit y cat alyzved )y the U.S. VO is but 
Third Worlk organizations. The ,i"11dy also pro- one part of their total mission. Tile two
 
vides a Framework within whicl ithe al)proaches examples are the Church of Kenya and the
 
of I'VOs can be colnlared alld analyzed to incor- Kenya YMCA. They are both part ol the same 
t)Oirte lessons learncd into a nlore coherent international movement as their American 
USAID-PVO relationship, countCrparts. But illneither (ase did the 

U.S. PVO set them up under its matching

Descriptive terniina)logy includes "U.S. IO," 
 grant from USAII). The task of lthe U.S. PVO
 
"U.S.-based PVC." and "parent PVO"in refcrence 
 in these instances is to work with these pre­
to the 12 partieil)ating PVOs. even though no independence Alrican institutions to help 
single ('atagor ('Olrectly characterizes all 12 them create a developlnen( outreach program 
organizations. Similarly, the field partlner organi- complementary to their traditional activitiks 
zations are relerred to as "local affiliate" or "local 
PVO" '-ell though not all of thel are strictly Field Offices of U.S. PVOs. Not all 
affiliates and some are national -ather than local U.S. PVOs in the sample set up independent 
organizations, local organizations in the countries studied. 

In the Philippines, World Vision Relief and 
As guided by the collaborating PVOs, the evalu- Development Organization (WVRD) has a 
ation teams visited 18 countries, six in each of large field office, staffed almost entirely by 
the USAID regional bureaus. The 12 U.S. PVOs Philippine personnel. Its development office 
are all organizations that are registered as private is part of this organization. In Indonesia, 
voluntary ,rganizations with USAID and are World Vision carries out its rural development 
either now receiving or have in tli past received programs in conjunction with local entities, 
USAID support. It is important to remember that usually a church, in each location. At times, 
not all non-governmental organizatins (NGOs) or the field office is a precursor to setting Up an 
all non-profit organizations quali y for USAID institution. In the case of the International 
support as PVOs. To obtain Agency certification. Institute for Rural Reconstruction (IIRR) their 
an orgamization must meet eight conditions, as international headquarters is in "the field" in 
enunciated in the Conditions of Registration. the Philippines. 
Twenty-eight local affiliates, or field partncr 
organizations, of the U.S. PVOs formed the 



Grass Roots Organizations. In Peru, 
Lutheran World Relief (LWR) has a regional 
office that helps a number of small indcepen-
(lent grass roots organizations, cntitics that 
often devclop out of opposition to certain 
policies or regfimes. LXVRIR helps these licro-
organiZatiOnlS tO build m1ltll!\ St1p)ltrtivC, 
networks aniong theiscles. Althot gh thice 
is a strong (tradition of such spo ancous or-
gaoizations in Latin Amcrica, parts of Asia 
and ini the Middle East, grass-roots organiza-
tionis arC adjudged uncommon in Africa. 

The 12 U.S. PVOs also vary in the types of 
programs they cary out in the couLtries 
selected for investigation. Six of the PVOs 
prioritize commnity-level rural development. 
Among the other six are IVOs focusing oi 
providing credit to iil)an micro-enlrceprc­
neurs, urban vocational training, agricultural 
training, follow-up Su)l)ort to ahnimnac of its 
U.S.-based training, training andI emnplloylent 
for the handicapped and combinations of 
these with rural development. 

Non-governmental organizations are significant
development actors... In the years ahead, we should help
American PVOs both to strengthen their links with local 
NGOs and to foster the development of local NGOs. 

-New Cholleges/New Opportunities 
Michigan State University (CASID), 1988 
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Evaluation Methodology 

T he approach to this evaluation series has 
been influeced in parlicular by tihe find-

ings of three previous Bureau for Food for Peace 
and Voluntary Assistance/Office of lPrivate and 
Vohltai-V Cooperation ([VA/PIVC)-sl)onsored 
studies. evaltilt ions and workshops. 

In 1982, USAII) Commissionecd Jtilih Tncller to 
ieview 75 cviilimta ions of I'VOs. Ilh'r conclusions 
raised ililportmil isslics reglrdi il the way IVOs 
are evaluated. Tcldll'r stressecdlthat IO evalt-i-
ations shoulI oci is oin the ntire.11' of theii' links 
with governimei t prog'rams and the colrliml ioily 
settings within wIich 11ey operate. atlier Illall 
Conver'ge oil the iilaellilt s ru'turc tof th( 
IWO and its local affiliates. t\'(ordill2, to 
Teu idler, tl tilldclly to ionFO('tlI lagelli('Ilt 
strcligths aid vcaklnesses olftcil llisses tileI'a 't 
that a pl'ogral may b' workiig in slpite of a 
pectiliai organizational style. It also imiposes a 
prec'onceived notion of organizational eflect ive-
ness oil an independent. oftii tillique entity. 
The iost imlportant theme to con11 out of this 
study is ti uaI iiistitti(al (lev(lopillent is not an 
end illitself, hitll a ilcalls to i(, ov'rriding goal 
of I0llo"' cfle' five a slistainable i'O,oIaisI of 
development mid se'rvice to )or (-omnitilics. 

In 1984, l)cvelopment Alternatives, Iiic. (DAI) in 
cooperation with Cornell University developed a 
checklist/f'aimework for t Iw evalmtion of PVO 
field t)rogralls. testing its approach through 
four COlunltl-y reviews of the affiliates of two 
PVOs, International Volntai'y Services. inc. 
(IVS) and the Institute lot International Develop-
ment, Inc. (IIDI). This scutitiny l)i'odticCd an 
analytical set of indicators to measure not only 
the strengths of the insttition itself but its ei­
fectiveiess as a development oriented organiza-
tion. 

In March 1985, Management Systems Intcrna-
tional (MSI) organized a worksl-op at FVA/PVC's 
request to review the DAI/Corncll fr'amework 

with the aim of approving, modifying and adopt­
ing it as a tool for lurther evaluations of the in­
stitutional development efforts of PVOs. The 
workshop concluded that although the DAI/ 
Cornell al)proa(,h provided a good mechanism 
for carlyillu 0t1. tilt' speci'ic (valUations of' 
Internatiol lVoltiitull-y Scrviccs (IVS) and the 
Institute for Ii itcrlat(,i0ill Dvelopient (I1)1), 
the grou) was tincoiforal)lh ill adoptiil g it as a 
(icneri(' ;1f.(l pres('riptivt Ioi'iiuat for fuiture ITO 
assessmnts'nt. A ntumbe' of the woirkshop obscr­
VxaliOll,s are of special importance to ti1e present 
IO Inst ittional )eveloplmcnI Evaltiation 
Serics: 

The collaborative pro(ess used by DAI and 
Corneil o develop h fraiimiework ('ould be more 
uisefiul to PVOs and their afIliatcs thall the 
lhnisied framework itself'. 

* The pro'ess of developing an evaluative 
fi'anieXVork soilld begin with the sipll)c ald 
move toward the (complcx, rather than attempt 
to impose a conprehensive liamework fr-om the 
beginning. A l)rescriptive framework misses the 
ot)potLtllity oi' l)roviding PVOs and their affili­
ales with ai im portait learning process. 

The only way to assue that the results of an 
assessment will be Used is to involve the PVOs 
and their al'iliates in the process. 

A methodology that tises Key questions to 
elicit the critical factors may yield more 
information about what works in a particular 
environment than a standardized and "compete" 
checklist of assessment factors. 

This series, undertaken by the International 
Science and Technology Institute, Inc. (ISTI), 
begun illJaiuary 1986. is a contintation of the 
pirccess of exploring means of assessing PVO 
programs to providc some general conclusions 
about PVO effectiveness, carefully attempting to 
include a variety oflPVOs wit hin a single frame­
work without doing injustice to the unique 

http:ntire.11
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properties of each. The report strives to produce This comparison was enhanced by the process
general insights through a prismatic scrutiny of set up for review, team preparation and report­12 individual participating PVOs in a way that ing. Each individual field study was preceded by
maximizes the likelihood that positive results a two or three day structured team planning
observed would be shared and would iml)act on meeting during which the USAI) prlOjcctfuture planning at various levels, officers, (he ITO hoirie offitc rei)resenlta ives and 

the evalation icai worked togelher to developAs a first stc l) in this process, FVA/PVC asked a specific scope of work and scihedulet of activi-Lotuise White (Associate Professor of,Public ties. In several instances, these meetings were

Affairs, George Mason University), to draw up 
 able to include directors of the PVOs allfiliate 
a concept pal)er/scop, of work. building on the organization to be studied. These sessions
resultls of these prior initiatives, for a series deel)enecd the cooperative l)iocess and allowed

of evahitions of PVCilstitu ioiil dcvehpinnI. It tile evalnation teain 
to make the most efficientneeded to be "generic" lise of their limited
and "specific" at thie filne in the field.
 
same time, and it
needed to he .,open- Institutionaldevelopment is not Generally, each team
ended" while also l),- spent between twoviding evaluation teauts an end in itself, but a means to and three weeks inadequate guicance for th g of more effective and assessing the PVO a contracted activity, affiliate program in
This docIlent consti- sustainable programs of one county. Insix oftuted the starting point , 
 the 12 studies, how­fora two-cay workshop development and service to ever, a team, was ablein January 1986 invohv- to visit programs in
ingrepresentatives fron poor communities. more than one coun­the first five participaf- try. Teams consisted
ing American PVOs. of from one to three
evaluators and repre- external evaluators.
sentation from FVA/PVCthc BLureau for Science The nature of the collaboration by the U.S. PVO
and Technology (S&T) and USAID re,gional and local affiliate varied. In some instances, thebureaus. During the wvorkshop, the group held PVO contributed a paid external consultant whodiscussions on the relevant issaes that served as a full (i.e. report writing) member of 
a_ffecI the long-tern ilnstitutional developiment of the team. In other instances, the PVO providedPVO affiliates in Third World communities in-country personnel with a deep knowledge and
and produced a consensus scope of work and commitment to the program to serve as anplan for the first round of field studies. The partici- internal evaluator or resource person. The field 
pation of a diverse group of PVOs highlighted arrangements were made largely by the localfron the start the difficulty of using too rigid affiliate in consultation with the evaluation 
an evaluation format. The workshop itself team. Also, to heighten cohesiveness and 
created a climate of collaboration amiong USAID, 
F )s and evaluators that did mnuch to facilitate 
the iater individual field reviews by keeping 
them all in a shared mode that allowed for the 
nmaximum coml)arison of results. 
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continuity, most of the external collaborators 
served on more than one evaluation team. 

Shortly aflter its return from the field, each learn 
made a formal presentation to USAII) of the 
tentative findings. These early presentaitions 
accoiplishedI xvo ci ds. First, as a eontipi iataioll 
of Il enlephasis on collaboralion, Icy l)rovided 
an opportlnity6for USAID )roject offh-icers and 

VO home office reprcscntatives to hear tile cOil-
SC(uences of the field work and have inplul int(o 
the process of illtelrpreting these results. Second, 
they provided a chance Io iremllphasize the 
gelieric q( est ions of' the series alid helped assiirc 
consistcney ill tlie final report. 

Aflter coniplcting tie first five field studies. pres-
entations and reports, a t a king stock" workshop 
was held in August 1986 for the teams of evaliia­
tors. This review session mapped out a tighter 

revised scope of work for the second round of 
evaluations. Project officers of the seven U.S. 
PVOs participating in this second round held a 
one-day orientation and planning vorkshop in 
November 1986. The last ficd study was coin­
pletcld in June 1987. 

The completed report is i)rescntcd in the form of 
an essay oil what has been learned about the 
difficult procCss of creatiig, supl)orting and1 
sustaining local private institutions dedicated to 
diverse developlm-enital efforts and service to their 
coninhiitiil ies. Its intent is to reviev the general 
(on(lusions and lessons learned, to consider 
their practical im1)lications and to devise a dis­
seninalion stratcgy for the general ITO develop­
ment coMmnunity. 
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Defining Institutional Development 

ong-Term Sustainability. At the 
January 1986 planning worksholp. which 

initialed fle evaluation scries. representatives 
from the participatg InvOs. (valuators ai id 
USAII) project otficers spent iany iiiisatisf,-
tory hours wrestling4 with the (oli'pt of "long-
terill ill litltiolal development." I'll orc 
people talked, Ihc clolidier the coiltelt iecalic. 
Marking tie coilllsiol oil flip chaits did not 
help. Looking back on tlose liscussions. what 
is striking is thait (hgre ) so inisistently addcd 
the pllrase "long-term" t("ilstitltliollal dlevelop-
neluit', as if short-termli institlilliollal develol)meit 
were a isetl il conet)t Ilowcvcr, Iy .stressing 
the "'loul -trm." Ic illessage was clear that 
\wltever iilstitlitiolial (levep lent light entail, 
it hiad to )c ill 51)IC sigllifiait vly slstailahle. 

Te (0llcepttal 1)1-oblelS, i'ssolved iul this fish­
ion, created a prlctical probleul for thc field 
(val oat ions. Most of liea instltii io ilal develop-

CI lt aCtivitiCs of the IWOs arc r'elatiVCly new 
protl-I)rao tihru 1st s. (designCd to avoid the past 
errors that led to the )rograms not being 
sustained and t le eoliiiuc, (lpndcnce of 
indigenous organizations on the parent ITO. 
The evaluators were to be ficed with looking for 
indicators of h:log- tcrmI s st a inability in 
prograis that werc new. 

IPVOs have evolved rapidly in thcir approaches to 
development dlii ring the lasi decade. Evidence 
points to a trend away froin exclusive emphasis 
on relief and services in favor of niore compre-
hensive developmental strategies. Iistitutitonal 
development is a significant component of this 
growing sophistication of PVC approaches to 
addressing Third World problems. Even well-
established t)artniershil)s such as Save the Clii!-
dren Fecleration/FUDECO in the Dominican 
Republic or World Relief Corporation/CODEPILA 
in Haiti recently have altered imiiportalIt aspects 
of their programis, aimed at further improving 
developmental inipact throulh and strengthen-
ing of local instituLtional nic,-ianisnis. 

From "Institution-Building"to "Insti­
tutional Development." The dynamism 
and many-sicledness of institutional development 
activitics is no accident. Several years ago. 
David Kortln (1983) discussed what he sensed 
to be the nlatlre of tle shift ill development 
emphasis trol'll istitlit(ll buiilding" to 
"instititional (evclo)lent" Terls (liange, in
 
the dcevelopmiti field. and altlhouglh one often
 
derides tIhese clialigiung fasl iolis ill li)lilcliIa­
tlre' tilc new terilo!ogics ilsuul lv signilfy a
 
(lialIge in eml)lasis resulting frouii so11ke 
colihilation of "kessons learned-' and frustration 
with at lack of hoped-tr restults. "'istittition 
bilding.{ " ]icaug' istitlitiojial (eveloplent," aa 

ch ge at leiast partly dlvc (o lm inireased
 
llderstanding of wlxht is involved in fosterirng
 

vialbhe iistitutions.
 

Citral Ito this shift is a move from a blueprint 
approach to a more open-ended process. Korter 
charact erized tlhe old -sltilut ion buildin,g" as a 
relatively simple activity of duplicating a U.S.
 
instifution in a 'l'hir( World setting. For ex­
ample. Goodwill lIndust ries suc(essfUlly ran
 
)rogranis to providc handicapped persons with
 

emplloynmcnt and trlining in the United States,
 
and such worthy efforts were expanded to Latin
 
America and Africa. 01)1)01ttl nitics InduisLtrializa­
tion Centers International (OICI) i-an succCssful
 
vocational traini lg progranis for t he uirlban poor
 
in America, and similar prograiis were set-up in
 
African cities. In these instances, the model of
 
what was successfil in the United States was to
 
be transferred to the developing country. The
 
U.S. organization that had succMeeded in the
 
United States provided its own experts who set
 
t-) the overseas l)rograms and trained their
 
cotinterparts. Once the new organization was a 
reasonable facsimile or extension of the parent, 
it was to be largely on its own. Both Goodwill 
and OICI gradually discovered that the job of ex­
panding into the international ai ena was more 
complex than straight structural mitosis. 

The newer notion of "insiito tional development" 
entails a more open-ended process rather than a 
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blueprint copy of a known structure. It is a 
process wherein a U.S. PVO works with Third 
World professionals in a partnerslip Ihat is 
finding its way toward Xw'hat kind (f an organiza-
ion, or what variation on thw gene:-al model of 

organization, wviiI be viable ill the l'lrt iclllar 
coUltitry setIn11g. 'lis ol)n -enled s [r-of institil-
tional development, ill whirh each p:walI progralm 
dcvclo)s more or l,-s in its oXVn way. 1)11 rsllinlg a 
pattern that cai llot he specified ill a(lvallce, calls 
for a sophisticated program of suppc(ii on the 
part of th -iarent" organizat ion. 

Inst it u tional (levelol)icl tis (1lolgc a parenit 
groip teaching its offspring how to get to a pre-
determined andl welII-urndlerstood end. It has 
become a case of a1 internalional organization 
and a local partner trying to Work oilit together 

7, 

just where the local organization should be 
moving given the uncertainties of the local 
political and economic climate, the recent 
exp)erience with certain kinds of programs, 
technological innovations an(l the changing 
slyles of internaional support. It is a question 
of( cvelopiin g the :(1apive systeliis through 
which tlih local )rga1ization call evolve in its 
relationships witlh its own clviromlniet as well 

as with its U.S.-bascd parttncr. 

If rigid blueprints do not work, and out side 
models need coilsid(era llc modification over tlime 
ill sitil, then this calls for a great (cai of dia­
logle. of' listcllilig. of' trvillg nIew p)rogralns and 
styles of illteractloll, exl)anding the successes, 
and dropping the initiatives that have bccolle 
unpromising. 

Farmers listen intently during a small iarnerassociation meeting in El Salvador. 
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Characteristics of Local Affiliates 

T he resultant local institutions and their de-
la velol)ient ald ser'ice prog)ramns are so 

varied liat fhey a"' diliI'llt to ('omparc oIe to 
anotlhcr and are diflicull to evaluitc agaiilst a 
fixed ineasure. Noletheless. (fti'ii ig lhe coirse of' 
this assessilietit series, 8itlllleli'fl" ()lharal 'tris-
tics of* slr()lig local ilstittltiols w('re i(hle tified 
such as cal(i)0 of what is lnecessaly forI ilnstili-
tiotlal stlr'vival aild .grom Ii8 iin(licators of htvia 
makes 1l instituliol \'iorouis mi1d vialh,.s 'hecse 
charact'eristics arc pi rlosely gel eral 811(d per-
Iaps obviouis. But wle one )tits thIne all 
together, it begins to he elear how iutricatc is tlile 
task of instilutioal (evelo)l1Ct t. 

People. Leadersih Iip 81 id tlile ability to aftt'act 
and retain g(d sci)or silaf . 

Roots. An or.a1inizai )1 musl have a co-
nlurlt base of support. The colmt ilay 
be a village, hailil or chicfai icv, or it uiay 
be a nietwork of ilnfluenlial po)le) in 8i towi or 
city eulilbi elo wit i progra [1 to involve 
citiz(n1s, ('1h1rllcs or other grot lp ill periodi( 
activities to suplFort tle orgaznization ill 
question. 

Networks. The worst thing that can ha)pen 
to a small servi(ce or 'dvclopment organization 
is that it become i:olatcd and thetreby rein-
vellts wheels. dupliceateCs the activities of
 
others and fails (o tiiak th('l(est sus of' 

scarce resot ir's. Ati ilstitLution needlS to 

have: 


Networks with similar"oiganizations in 
countiy: 

* 	 Relationships with al)propriale govern-
nicl ntcities; and. 

* International relationships. 

Systems and Strategies. hiere need to 
be management and inlb'Irmation systems 
used ill a way that allows fr the (corret'1011 of' 
erors, tie improvement of progr)anis, 1he 
development of' promising liies and lhe 
(l1o)pl)illg of itlitiltives that Iavc tlrlled 
tnl)roliising. Instittliii(al stre(n tlh inclules 
the ability 1o cvolve. grow md adapt to 
changing sittlatio ls. This (lepcilds oil having 
a vision of lthe major illstitiliolal 'goals 
inchluciilg ackllmIwlcg4,-lCllnt of l)riolitlics and 
trade-ofls mid strategi s anid timietables for 
accom)lislhilg tIhcli . Mamtigelletlt ilforlila­
tloll sys clcs providet lieW iil'liatioi ICiees­
sary to itiiche. Illollitor alid e'ali e Ilc 
prog-ess an(1 )erforilill c.. 

Resources. An organization nitist have a 
diversified )ort folIio of financial support and 
sources of incomIC (e.g. pri\vate ulnds, the 
paurent PVO. ul It lat cral (onors. bilateral 
donors, private ftIMldations. NGOs fI'om 
diferent niatio 1s5. i1(0c1 generatin, ac'tivi­
tics. horn(' governmenet sp))ort, l)hilantthropic 
Col( ributliots). Given ill( uneertainties of' 
)ulget cuts and shifing priorities of' donors 

and natjonal gov(''lm(ent., 811 )llganization 
too dlependenit (i (le source will not out live 
a change ill thecrrll'''lt fashion, trend o 
budgetarY distribution. 

The co1iplexity of the institutional development 
task dominates tile findings thir-Oghoul the 12 
individual evaluations and this final r'eport. The 
word "cOlhexity" is used ill its precise sense: 
The task has a c'oin)oSit e and intricate struCtU'e. 
This does not necessarily imply thaf it is too 
difficult, too expensive or unlikely to suc('eed. 
provided one does not ilisperceive its composite 
nature. The case studies show repeatcdly that it 
is a mtlhtliple and evolutionary efforl and that it 
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is often the less expensive facets that get over-
looked or neglected. 

Lo /D\£-!.[f /./O:K AtlZracjTop P 

The most outstlanding characteristic 01 the local 
affiliates in this survey is tihe quality 01 tile 
people "villing to conlinit temselves to Third 
World non-',covcrnilicntal organizat:cns. The 
contrast is oflten maIde between tle levels of' mo-
tivation, honesty and crcativiity of PVOs co1--
pared to th 11Iiional "line" ministrics in n1any 
poor cotlilt rics. In co nltry after colintry. Ihe
evalho tors mct pe'Jt)le il tile local I rOs who 
Wcrc undoht )cdly among the best and the 
brightest that their eollltry, or ally country. had 
to oflcr -- people whose repti tntious alic abilities 
grcw with (iheiryears of scrvicc with the PVO. 

PVOs are al)i to attract 
such people il imnIy 
Third World sitUaionsaFor a,.,,,,IIIcr-cao,O'CIS 

forO~ 

in cluding positive 
incentives offered by 
private service organi-
zations anid the scarcity 
of otherecqlally attrac-tire alternatives. 

Simply stated, to be he 
executive director of a 
strong :ocal PVO, one 
which is part of a 

i/n country after country, theC~flLI~nuber~ f ra S /Lryoften
evaluators met people in 
local P VOs who were 
undoubtedly among the 

tbest and the brightest that 
their had offer.country 


respected international movement, is an opport-
unity for a concerned and gifted person to 
exercise his or her abilities, to be recognized and 
to COltributc to the building of the nation. It is 
also an opportunity to work very hard under 
demanding circumstances. 

In American minds, the mold( I of a conmmnity 
PVO is something like the iocal chapter of 
Rotary. a church or the hospital ladies' 

auxiliary. In an American town, one could run 
such a group and keep it solvent without. the 
sophistication necessary to run a similar, yet 
uniquely different, organization in a Third 
World country. 

For examiple, tlihe execu tive director of the Solo­
l1On Islands Dcvclopi iieiI "'rTi-Is (SIDT), a grouti) 
dedicatcd to village sawarene raining, must 
understand ilh iiientalitV and conlit ions of a 
Melanesian village, know low and with whom to 
deaI with in governmct iminisl rie2. how to 

igJugle support from several foreign dlnors 
(diflerenl dcevelopint )ilosoplhies, difflerent 
nations, diffcrei cui rren(cics, clif,erent account­
ing systems) as well as run the organization With 
a certain degree of fiecsse (llanagenent inlfor­
miation systems. staff dcvelopment and financial 
Management). lie or she must also have skills 

to 


and credibility in the 
relevant technical area (in 
this case as an educator) 
and be a leader of leoIlie inoftn ,trin cie rcope i,,thying circumstances. 

All of this he or she must do 
in an economic and political 
climate that is far -.nure 
changeable than that of an 
American town. Even themeiterological climate(droughts in Africa, cyclones 

n the Sotith Pacific) can 
play havoc with the program 
or open LIp needs for 
unanticipated sources of 

development funding. The executive director of 
CODEPLA in Haiti needs to combine a politically 
sensitive, theoretical understanding of the 
'actors controlling production, marketing and 
the distribution of wealth with concurrent in­
volvement and roots in the evangelical churches 
of laiti and the United States. Additionally, he 
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or she must be capable of the management and results-oriented management information and 
oversight of iediuni size enterprises in the area evaluation systems of the "parent" PVOs, the 
of proeessing agricultural products to increase local affiliates' elitist tendencies can be placed in 
tiir commercial valu to tile poor l)rodliccrs, as systems that are significantly responsive to the 
vell as all the iianagment tasks mei ioned ili real and felt needs of the poor. 

the )rex'iots example. 
There is a negative side to the tie-ini with the one

The role of iie vr-v ;lpecial (dynnic, intelligelt, "''harisil'attic" leader. iSi.all organizations can 
ilnternationallY Sol)liisli(,atc(l. edlcted, polili- siffei" froll the olle ilndisplensable personl" 

cally-att lined) leader is crucial to institutional malaise. In the 28 local ortanizations v'isited, 
developlni it. The evaluatois rt ilrued from1 howevci-, this was not considered a prol)lem. A 
their field visits xvilhiimenories of having leit itmlbr of 'ases in the series indi'ated that tile 
and witIlessedl Ill( labors of a goodly nii mber of traini 111,, conferelnces. sharing of ideas, manage­
just su ch extcaordilnary t.opih. One is tempted mcliit tools amd lphiloso,1hits of tile lpai'ent IWO 
to coinclhde Ihat ifall orgalizaliol) doesn't have provided nil inmIportant i,'clhan ism for avoiding
that person, it s motlldihft even tIr to start a new or at least dimii isliing this "one indispensable
institutin. person" syiith'olic. Outsile teclni'al assistance 

helps to broadenm tilie i anagenmellt base within
PVOs enipliasize that they, ill comparison to I le orgailizalioil and heclie diltite the idiosyn -
USAI[) and World 3ank l)r.jeets, work more crasies of tli' charismatic leader while maintain­
closely xvith the grass roots, with "tile people." ing the value of his or her dynanilism. Il the txvo 
Tencler (1982) providled a great serx'ice by ques- instances wlicre it was found that the local 
tioling Ihis sh ibboletll, pointing otlt that Third organiization was rigid and narrowly under the 
World PVOs oft en arc local elitist institutions, thim) of (ither one manager or a sia-ll coterie 
quite incapable of crossing the chasm to tihe of the board of tdirectors, the relationship with 
truly poor -ilasse: ill such (o'-1nutrics. Gixen the the parent PVO h'-.i been almost completely 
talents and exlensive connettions of local PVO severed years before. 
affilia ,I leaders. how could they (cxcept in iare 
instances) be other than elites'? 'l'lle(ca,,es show. 
however, that xvith the training. technical 
assistance, participatory philosophies and 
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The PVO/Affiliate Relationship 

he evaluation teams carefully reviewed the 
relationship between the U.S. PVO and its 

local affiliate, particularly the inpuis provided by 
the U.S. PVOs in support of the institutional 
development of IIhe local partner. Training and 
staff levelopment is adjudged pe1rhap)s the single 
Imlost important contribu tion of the U.S. IWO. 
Elnphasis oil and assislan(.e to ilprove manage-
ment systems is eviden(. Specialized technical 
training of aftiliate staff and assistance in techni ­
cal areas are not pres,'nt ly common inputs from 
tile -parent" PVO. but occur eccasionally in the 
area of appr)l-opriate technology. 

/-/e ?/f 

--- : /.-:- .'--7 .... 

most instances, reviewers saw that the "parent" 
PVO had provided, either directly or indirectly, 
many different kinds of 'training opporttnities 
over the years to diflerent categories of people. 
Furlhermore, all these kinds of training have 
their place if one reenmbers the I i lie complexity 
of the institutional development task. Regarding 
tle role of, m1lore eXl cnsive. form'Ila] Ol'erseas 
training. executive directors and key board 
members of inilenouIs PVOs indeed often 
require i tratlional exposure as an enhance­
ment to su ccess with potential donors from1 
overseas. TI'l is, individuals have most often 
benefited from opportlnities to study abroad. 
cither as p-rt of degree lproLrams or as part of 
special internships. Such ol)port unities may notcome directly through the ITO. Generally, the 

irldividmal has stch background before takingThe evaluation Wealms viewed the results of a nuM- the position: often, such experience is a pre­
her of cifterent requisite for the
approaches Io position. The extraor­
training and staffT ; "I ,: O LSC1l "through training to dinary individuals
development. Onr " who head up these
of tile areas of in- ha5 ve an !!7parp ct-on the entire local affiliates could
vestigation tor the hardly do so effec­evaluation was to fric' ition and to alter the tively without these
(I o c u m e n t training experiencesWhether the train,- %ch .- witthin whnch Individuals and networks outside
ing had taken 

placeiln-counitryor VOrk. 
overseas. been 
classroom - type 
lecture approach or a more interactive approach. 
Given limited resou rces, however, ihe evalu ­
ation did not fully assess the training programs. 
Any evaluations that previously had been under-
taken were reviewed: f'rther. the teams met the 
participants and collected anecdotal information 
about the nature of the training. Also, the 
team brought to the assessments a number of 
professional experiences as to which forms of
training are better than others, or at least. nOetter 
than others under certain situations, 

The important qluestion is who gets trained. The 
answer is just about everyone in lhe organiza­
tion, in one way or another, sooner or later. In 

their own countries. 

To give one example 
of a PVO that has 

used a range of training options within one 
program, Ohe Episcopal Church's (ECUSA) 
program in Kenya sent 11 Kenyans to a four­
month-long training program at the University of 
California at Los Angeles (UCLA) as part of their 
preparation to be distrite development officers. 
Another part of the ECUSA program in Kenya 
flused on providing an American educator to 
instruct a core group of women trainers in "ex­
perience/based Adult Training." This module. 
developed and refined in Kenya, trains women 
through "group action" exercises based on real 
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life experiences. In turn, these trainers have over time. Cross training visits among Third
 
taught hundreds of Kenyan village women. 
 World programs provide a cost effective way to
What does it accomplish? It gives confidlence to facilitate assistance in later stages of institutional 
individuals who are lnacllStlOmed to trusting development. 
their own juldgment, speaking their mind or 
sharing ideas with others. The YMCA with its Africa Alliance; ACCION 

International, Save the Children Federation,

At present, ECUSA is realizing that it has given Founcdation for the Peoples of the Soulth Pacific
 
some rather in tensive university-based training 
 (FSP), and Opportunities Industrialization
 
to lid-level development oflicers and important 
 Centers International (OICI) have all made good

attittide training to a critical 
mass of' village use of regional meetings of affiliate personnel andchur1ch WOlmn, only to have the bishops left out have used people from one prograll in technical
 
of the shill toward development work. A training assistance roles to help another. 
The Centre for
activity now needs to be designed to actively Developmient and Poi)ulation Activities (CEDPA) is

involv the
hebtirch hiera rchy. This vot Id be essentially all alhm1 naclnetwork made u p of 

women who have participated in the organiza­
tion's training workshops in Washington, I).C. 
The payof's from these regional wvorkshops,

PVOs seem to be in their technical assistanice cxchanges and visits arc 
enormous, and although they arc not inexpen­natural nilieL with human sive. tiey are cost el ective ill comparison to 
the heavy reliance on expatriate trainers andresoLIrce development. consultants. 

neither like the UCLA program nor the women's !V{lbh}CLeif ,' lS
 
training programs, but perhaps a series of local
 
seminars. The task never ends. and as some 
 The nature of technical assistance changes as the
 
parts of it get taken over by local people (the relationship between the PVO and its affiliate
women s Training of Trainers program is pres- evolves. Early basic training and stal develop­
ently expanding without expatriate instructors), ment (as discussed above) initially dominate.
 
other activities (an benefit from the outside per-
 Over time and with the staff in place, the techni­
spective, influence and connections. cal assistance shifts to helping the organization 

refine the systems it needs to function most
Because PVOs normally work with relatively efficiently and effectively. 
small organizations (usually much smaller than 
tile Church of Kenya), it is possible through All 12 of the U.S. PVOs in this study have a
training to have an impact on the entire institLu- strong understanding and commitment to the
tion and to alter the climate within which indi- training of management staff, including instillingviduals work. PVOs can thus largely avoid the among staff a peoplc--oriellted understanding and
problem whereby the newly trained employee ability to operate in a "participatory" decision­
retirns to a work environment that does not making mode. PVOs seem to be in their natural
respond to his or her new precepts or skills, milieu with human resource development. They
Another important training opportunity develops tend. however, to have less capacity for establish­

ing trenchant management systems .or resource 
control and documentation. In those cases where 
the U.S. 1PVO has made a determined effort to 
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help its affiliate develop managenment informa-
tion systems, annual and mccliul-term 
planning cycles, cost-effecteiveness criteria and 
pertormance-t racking svst ems, 1he resulls are 
impressive. The investment pays off quite 
literally il the imllproved quality of strategic 
decisions and in the al)i!itv to sectire linding 
aind u.se resources most comnpetent ly. The 
developmentand su )port of these systel s 
appears to be less expensive than the cost of the 

is this t(Th~niea1 is that trulyoriginal basic trilaSSn g andC sticcltall, development. It 

(levelops thle an tol loinoiis albility, of thle local 
affiliate to have control ov'er its opera tions. 

DevelpingEffective
Evaluation Systens 

Evaluation activities, feed-back systems on 
prograll performance, (loce ntation of pro-
gram activities and out)uts and, most exigent. 
analysis of program iml)act present special 
dlfficuilties. Ii comparison to the management 
tools cited above. ill evalation adI d(oclnen­
tation aclivil'es are expensive, and it is not 
always cost effective to develo) that eapability in 
a small orglnization. lowever, to the extent 
that basic infolrm1ation calln be built into a 
streamlined l1a.a-lenlent information system, it 
is cost effective for local affiliates to carlr onlt 
such activities. The U.S. PVOs can provide tech­
nical assistance to their affiliates. stressing 
econoical ways to build record keeping activi­
ties, deliniating lleastrable Otlll)t; into the 
original program design. Minimally, the locai 
affiliate needs to generate and maintain baseline 
data/critical indicators that will allow fruitful 
analysis as part of an evaluation activity. 
Regarding systematizing periodic evaluations 
that are embedded in an on-going l)rogram to 
assess the social, economic and health impact of 
the ITO programns, fewx of the "parent" PVOs, inl 
this study either have much exl)erience or have 
made an adeqlate investment in this area. In 
many of these PVOs, there is no "evaluation 
officer" and in ot-ers the )osition is qluite new or 
temporarily vacant. Evaluation is an expensive 

activity, even for the international "parent" PVO; 
however, the PVOs who have managed to mobi­
lize the necessary resources to perlorm substan­
tive evaluations have fou-nd them to be worth­
while in ternus of strengthening the PVOs ability 
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A village Thrift and Credit Society in Cameroon, 
assisted by the World Council of Credit Unions, 
facilitates loans to men and women for income 
generation activities. 
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to support its field affiliates and to more credibly become ever more differentiated over time. The
solicit ulinding. case studies provide good examples of an evolu­

tion where tie U.S. PVO gradually changes itsOne PVO in the study. the International Institute role from that of tutor to partner to resource. It.
for Rural Reconstruction (IIRR), has for many at advanced stages of the relationshilp, requests
 
years made evaluation and inforilatioll f'ed - for specific assistance arc generated at local
back the very lIcar"t of its eflorts at rlilia] develop-
 affiliate rather than at U.S. IvO headquarters,
Illen. The results are iml)ressive ill llls off its then the complex of depcildc icy is fuilther mini­
ability to refine mid tailor its a1tiit ics to attain llizcd. This is particularly true when the techni­
ilaxi irnill ilmlpact. Costwis, it IIRR's monitoring cal assistance is clearly directed toward cnhanc­
andi evallatiOln svst('lll is viewed as lilited to tihe 
 ilg the ability of tile local affiliate to gi-lerate its
Philippine villages tiat serve as "soc'ial laborato- ovl resources and manage its affairs in a more
 
ries," itisall expensive apl)roach to n-iral devc.i-
 businesslike, prolfessional manner.
 
Opllcnt . To the extent that tile results antd

insights get sha'ed Ilr-olih lpblications, traill-
 Avoiding Isolation. Ihe contiinied relation­
ing colrses and teclinical assistance visits to
Rurartlt inReonsMvelint incitship with the U.S. Pve. evecn at the level of'

newsletters, sharing of relevant ifl ornmlition andtionls and to rur11al development progrnls outsidetilIIRR movonns, tane reornr nvostilSent is articles and occasional visits, is a vCry helpfuloil idI 

teItfolistiiedt 
. et nvand cost-effective means of helping the local 

vO remain flexible and open rather than 

isolated and static illits program. Conversely,pendency andAutonomy. The goal (If the information, exper!ence and human skills
 
institutional development is to create independ- developed by the affil ate can 
help the U.S. PVO 
cut organizations. here is ndcerstandably a further devclop and imlprove its general pirogral
great cleal of sensitivity surrolnding the depend- and encouraeac institutional development initia­
ency of the local Third World organization 
on the tives in new locations. As the Partnership
American (or international) PVG. This may be between the U.S. ITO and the local affiliate 
one reason why eVOs who early- on invest matures, these organizations become resources
 
heavily in training and staff dclelol)entl of their to each of her: del)cndency is replaced by equal­
local afliliate, later Iil to follow throufgh \With ity between 
 two sustainable institutions inter­
emplacement and/or upgrading of management acting in an expanding international network. 
systems, evaluation activities and proper eco­
nlomiC feasibility studies regarding new ventulres. One observed bole loire is that it is often easier
An irony is that as local affiliates become more for U.S. PVOs to find suppori to start new pro­
a t ononlOtLS and lilattie program-wise, the grams and create new "autonoumoIs local insti­
ofTering by "'parent"PVOs of nletworks and highly tutions" than to secure finds to continue the 
specialized techlnical assistance becomes more perhaps less glamorous long-term olllow-onessentIal. This is es)ecially tluc regarding ac- activities, even though these 'Tollow-ons" allow
tivities stIch as market-related economic enter- the original investment to pay dividends for 
prises and realistic approaches to cost accoLnt- years.

ing where micro-computer guidance can be of
 
substantial help.
 

!n the relationships reviewed here, the types of
 
technical assistance offered by the U.S. PVO
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Resource i iar
 

oi-Aimlerican inlindg is often lavailable for 
local PVOs doinlg gool work, providledl tile 

illstittion has thieccessary k,mw-how to sinsta 
the varied recli irile its otfi ci''rsiliecl l)otfo)lio 
of slipl)orters. Tll lin laiwl liecds of the local 
IVO affiliates sirX'cvcd intis series 'arecrel-
ativelv miocest wll;j ('oMP'€l to mllllitsaic 
of aid iimi:ay fowiilig into their coilntrites l1)111 
varied solirces. Altoligm olell cn ticecit ltac 
that 1m.1i ,voftlie local ilfliliat es remail deplndent 
oil the "'ifacrlt" ITO alald hiclice plr-tiallv oil 
USAII)) for is mucth ls balll of tlieir fililiciil 
supp)Jort. it is eqliv'important1 to hole fiat 
this eolffer is U.S. 5i(t.oiiv halt-fiiled troii thel, 
Other sollrces alr iiiiit tltiU.S. I'VO/.JSAII)clhini 
ilvestilililt o__l i 
olil-l)-01Ic Illsis, 

clotlIar-lor-cfollilr, 
There ar-c aIls, Stci7tin with a lean and 
,.,t. ,,hc-, ilc, nc xpe I -9jprogral gives the 
percentage of di-
rt Supp,,ort r-oil loca/ 'ffi/pate a reasonable 
the J.S. IT'VO/ 


USAi, has rac-ii- -'a-"..
of assirninga major
afl\' (finlin isliecf to . .. 

25, or les,,,s. shaUe or financial responsibiiiy 
T lwo ,.S- as .,.r -p,iiort-lit on as ossible. 
sOils clicl-gel tisast'lll 


poinit. Olc istiat 
the sponsorinig U.S. I'VOiiud.s Iip~riclt 

technical assistanxce illtfic area cif re'sollirc, 
iliobilization right lcoil tlhe st;lt, lot wli'l til' 
I'funding extenlisioni thcv ;Issl iiicl wouifcl cole 
from USAID. falls tirciuigh. Itis constraining 
to lote tfhat It\Os (cnd tSAII) ottcin give lip 
serxvice 1to the lcitioll ot1lite aliIIOIIIV o' the local 
affiliate inlstil itioln willoont providing the 
assistance to cevclop lie rcal rapacity to ecra tc 
Iturc Iianciafl sulpplort. Albeit, some I\Os ill 
fhis stlidy Ila\v c If'rcii iiis.sIor sshcarn Icsigfhtecdlil 

aiicl now place res rce miloilizatiol as tic 
first itcill iltIicirinstitt icual agca. 

The secolich lessonl is to start withias Ical ancl 
inex)ensive a programii as fIossible , So tfiat it 
local affiliatc' has a reasonable cl ance of, assull­
ing a imajor share cf hbiancial responsibility as 

carlv as 1)ossible(. Too oft en, Under the hal'.\on 
days oflthe original USAII) grant. the IVO estab­
lislhcs a M'r'ccdes-sizecl program that leedls to 
lhe rtIticed to Volkswaon specifications when 
the U.S. ITO is teced to (lit hack its support. 
E'vvl illeases where the local ;Ifiliate survives. 
clirast icfilalicial c'litl aeks liv, obvious negative 
repr'p.lissionis (m1itorale. jireciselv at1a tioe 
wht'le it iost lceds to he b)olstered. Leanness is 
a key to filinalrial ,iri\al. 

/i 4'K' 1~ fV A 

01 ic secretl to It lacklowlcdgcd siuccess o 

-

adtjciclgedc that this wold 

ACCION Inci'ra­
limial's AI)fMI credit 
organizatiol in the 
D)oilican Refpublic 
is that ACCION ct 
costs to the )oile 

'rl the start. 
A)EMI's program
p)rovides mi,''.-l,),, 
to ilirl- i-cltrepre­
itirs. ft (foes lot 
prl vide ,nhii., a, 

as that Illav 

be. because itis 
llaket tle firo.rahi too 

expelnsive. It(foes lot frovidcl costly training 
programs fiw its loill olTicers. New loali ofticers 
a'O afp)l)relticedt to cXleriei,,.cd loall offi(cers aind 
then tur1iried out to Illi their ownl clients in pioor 
ncigllborl loocls oI Salto )iiigo. This firogralli 
is (ic of two illill(sci-ics tihat is nlow almost 
l00!i,filaiicec ) foc l fv getal.i\c tcl support. 
Aft irIl niuber of 'r.;ItsolS;tic''tss l oIcperat ion 
mlid growil- local conlidence iiltie AI)EMI 
crecit prograiii. itiiow ca consider cxpancling 
ill wayvs thmat will litaif higher costs but have 
glrcelpiiet oiverall cconcmoily.grcatcr impact ol Ihe 

http:cXleriei,,.cd
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The other field program that has generated 
significant local non-governmental sup)ort is 
the OIC-Nigeria vocational training cnter. After 
USAID SUpl)port ended, the center reduccd its 
op.'erating costs to a level sustained entirely by
contributions Iroi tlw falilics of the trainees. 
The orgalnizat ion s'4ufI'els at bit from a cycle of an 
ever-increasi ig traince/trailr rat io,bti by 
being lean it has survived a difficllt period and 
now stands on tile threshold of receiving addi-
innal local su)port. 

The reader Iav (onlude thait evidence on how 
lelllless is ipl)ortanlt contradicts the axiomll 
favorilng coml)lete iiiai-
lgeliielltt syst iC1s. On 
thle 'oit ratl-Y. thle two g l
hiand-in-hand. Alloflh Elains 
,i,,,iiclicit tools dis-
cussed above acailcd 
'it incasig (',i(ci,,)(\. 
controlling costs and 
raising moncy. AI)EMI 
may Ihave at siiiall slaff. 
,iiiial t-ailiig ,orit, 
field officers, c,, ,itdat 
for its clients. lt it 
keeps e(x' llcllt records 
of its proitrain itltits 
and illpals. monitors 
tile Pelformmai]ce of its 

percentage of the overall 


budget that is locally 
I.,

provided represents a 
significantendorsement 
from th coml unity of t 

f thl,3 commnity of the
local PVO 's program. 

potl'tfolio, aiid eng s ill cotnprhelcnsive short-
teim plamiliiig and iiieditiim-tcrm srategizilng. 

S'cn :-"hti ' / . 

-, .. 


The availability of locat nol-govcrll Ciet al re-
sources cither il the frm of donations or as a 
resul of income-l gcticration and cost-recove y 
activities shotld not be too opt iiistically tllici-
pated. They do lot for Morecolillionly account 
than 20%'I of a well-cstablished, malture local 
PVOs budget. However, that 10% to 20% is of 
great illportance to the extent that it provides 
the organization With unresteiclC fu inds and 
flexibility illcash flow situations, as well as 
ensuring the commitment of local people to the 

program. Even a modest percenlage of the 
ov:erall buldget that is locally provided represents 
a significant endorsement Irom tie community 
for the principles and program oflthe local PVO. 

Nowhere is Ilhe ,a)galvetween rcality and expectla­
tion as great as illOle arcl of' local ITO opera­
tion of cetloillc eclterpri.ses. lere are g()od 
examples from thu ,irvcv of silltations where 
the local organization operates illciitCr)risc ,

kecpinhg books and records largely separate from 
its owl, and makes a modest prolil alter several 
years of invest mll of tillc and money. There 
are illloe illstlliccs illwhicl thc locll orgalniza­

lion opcratCs a small busi-
H1ess. ( ,loeis fill y CCOlI t 
for its costs atnd mistakenly

that itis earning a
 
)rit that helps 5p,,-ort
 

the organization's service 
l),pgrail. Most comimonly, 
there is a tenldency not to 
factor the lm1anl.agellent llic 
of senior personnel or all or 
thc original investments 
ilto the equation. rhere 

are tuany examples of pipe 
rea,,.s thlat people claim 

will provide a najor per­
centage of the local IVO's 
budgetat'y requ irements in 

onlya f ycwcars. 

References on ecotbotuic enterprises and impor­
tant technical assistance work is available from 
U.S. PVOs such as TcchnoScrvc. VITA and 
ACCION. USAID mechanisms such as the 
ARIES Project have been promulgatcd. A man­
nal entilled Monitotint, and Evaluating Small 
Business Proiccts: A Step-by-Step Guide Ifr 
Private Dcvclopment Organizations, prodcted ill 
1987. is distributed by Private Agencies Collabo­
rating 'l'ogether (PACT). These efforts will 
continue to benefit from continued analysis and 
dissemination. 
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The Traditional Grant Extension Pitfall 

There has in the past, been a tendency to view 
instit itional dCevelopnInt sill plist ically and 
somewhat dishonestly. For tIhe sake of securing 
and ttivinr grants, donors and grant ees alike 
prletended that local affiliates would soon be 

The most effective 

relationships are those in 
which the U. S. PVO and the 
local institution become 

partners for life. As the 

relationship matures, it 

moves from dependency to 
equality; the parent and the 
affiliate become a resource 
to each other. 

self-s pporting, hence this particular grant 
would neither be aiding the north-soutth depend-
encv nor locking in the donors' limited resources 
for years to come. Three or more yeats later, the 
grant is extended under one pretext or another, 
mainly because all parties apprcciate that insti-
tutional development cannot be completed in a 
short tine and that alternate financial resources 
in the developing country are "as yet" inade-
quate. Finally, after the first, second or third 
extensiCe, the grant must be cut, usually sud-
denly an! drastically, and the institution, finally 
on its own, is lucky to survive, let alone continue 
providing qluality prograins of service and 
development. During all the years of financial 
support and extensions, surprisingly little 
technical assistance and training was provided 

that was specifically targeted to enhance auton­
omy and develop the capacity to secure 
resources on a continuing basis. 

Evidence of lmOrovoo' Aporoaches 

The instittional develo ),tenl approach,,s llnani­
fested through out t1 fic'l studies of ills 
evaluation series have mo'ed(stIceCssfClt Ily away
from the above grantor-grantee pitfall. Techn ical
assistance, trainiag and encouragement is 

provided to local groups an ('Ommul1l~nity devlOp­
inenl workers to concept1ualize projects and seek 
local private anl pi llic financial support. The 
development officers of the Kenya YMCA. Church
of Kelnya., World Vision Relief and lxvlopmenit 
Organization and others work at the community
level to m1lobilize reSOuIces for Micro projects. 

rFUDE CO. CODEPIA, the OlCs. SOLTRUST andSIDT have become adept at securing timely 

funding from leading European NGOs. 

Ilowever, the lessons in this area have beenlearned quite rTeently. OICI. perhaps the most 
0successf l ITO of the group reviewed in fostering 

institutional development, held its first formal o resource mobilization as part of its 

all African regional conference in 1986. A year
 
later, this was followed by a smaller and more
 
focused resource mobilization workshop for the
 
senior managers of its affiliates. The evaluation
 
team. visiting Four country pograms only two
 
months after that workshop, saw positive results 
developing in terms of new, pragmatic and 
aggressive strategies and initiatives on the part of 
field organizations. FSP/Solomon Islands-
SOLTRUST, this past year after experiencing a 
major budget reduction from the "parent" organi­
zation, has secitred funding from several sources. 
The percentage of USAID support for their 
program dropped from 100% to 25%, yet the pro­
gramo is judged improved as a result of the 
competitive search for support. Fundings tapped 
by these local PVOs are neither from new nor 
recently expanded sources. They have been there 
waiting for indigenous organizations with good 
programs, sound strategies and documentation of 
results to prepare professional proposals. 



21 

Cases in which a local PVO became significantly World PVO make its way, carry out its program
independent, financially or organizationally, and grow over the years. This partnership gradu­within Ihrcc or tour,'.nars of its siart are rare. ally becomes a two-vay street with established
This report tiis stressed the importance of .n aliliates helping the "parent" PVO sharpen and
evoltitionar partnership il wlich tlie high. refine its assistance approach and )5y serving as
lpfiolt costs of siartinillan institlitiol arc realis- a solrce oltcost eflecfivc technical assistanice andlically lollemvd by al cxtendl period of less firailling for additional institutional development
ex.pel si\,e hut crci(il Ic(lchlial assisltal( altl(t etforls. Such1 partiwrshi,s. "''cderatolls"and
relzionship inailite ance, . For illsiltlli onal "Iloveillents" ('lai('teriz'ie lie stYlc f,relationship
development, ot-. ain-off-aIgaii consciously developed bY lmost of the PVOs ill1 iliancial support 
has very iegativc effccts, esl)ecially heccuise if Illis series.
 
Clltils tit' intTrrul)iol of 1lie relatively less
 
exl)ensiVe t e'hli(' 
l Iassist nce and letworking//

etltorts olie U.S. ITO to its niTiliat, .: (. o.--- Effective
 

l)cspite this insistence ithat tile instilt tiolnal The issni hcrc is allot u'r ole of those shibbo­
develol lent process is Slow, the chl i'thi OVigc it letIis rCga r(iil L' I s. ('liiliiS al*c Consistetltly
ill! disc ( lclc idclcy to relativcly solidl atIiolmi, maicd that "(oing develolmlent" tirough PVOs is can iake place surprisingly ( yiiiloce it )cgins. ('heal)er thai working througih bilatcral USAID or
(And could take place more quiickly it' tecllieal World Ilink IPr ojects. I VOs themuselves oftenassistance ini resource mobilization is all early stress flis as Il c v imairket their services: it is a
 
)riority of the "p- rcrit" IO). A financial kick olt etailll lnt sollltlie t.c; t ackfires- to cut their
of the Iicsf or i lit oif buidget ary sioclk treahlmenl allocations (cspc( iali, rcg arding their indirect


soluctilics helps. This medicine tis helped tlie costs) below a levcl where tiley ('al effectively

OICs of' Liberia. Cina ald Lesotho to 'irldways deliver on their l)romiscs. Also. tI are
ate those
t sirvive 011 ticur own atid in solle cases tll- who argue. lot reili,. ri t r(oIt thit the inexpen­
)rorve fhei;" i)oLrialtiis S a result. siveness oftWOs is partially illusory because a 

significant lportion of( tie real cost s arc hiddenIt is ilml)ortant to iiote that tile Financial shock tinder the guiise ot' the voluntarv efforts of vahli­
treatment was not a(oMIpanied by siltIaneous 
 able locil talent and intcrinatioalt technical

witldrawal of nctworks. technical assistance assistance that shows ip under diferent
 
visits and moral suip)Ort of tie "pare" ITO. Ill budgets.

the above cited cases, the "pal-ct" IVO still had
 
resoUres to vork wit iltl'llocal affiliatCs during The case studies show a 
middle ground. PVOs,
lhe transition, to provide technical assistance, as l)reviouisly el)lasized, iake the mistake oftraininig. information and access to international claiming to lbe inexpensive. Auditors and external

donors. As a result the local organizations have evaluators, reviewing )ro jects after several years
become "grnilduaes." not "orphans." see programis that ari as expensive as any other
 

when one calculates such itenis as (ost per

Partnership for Life heleiciar ', irhaps even iiore so at aniearly


stage. The evidence rfroi this series shows that 
the period of "amortizafion" (longer than theThis "launching" toward financial independence period of technical assistance) in institulitonal

should not end the provision of help frome the development is oflen over 10 years for a success­"parent" PVO. The U.S. PVO/USAID resources flil trogram. 
saved by shortening the period of major financial 
dependency serve well in lacilifating a continuing Hence, IVO institutional ventures are not "cheap" 
pattern of periodic technical assistance for sharp- investments when all inl)uts are properly ac­ening management systens, updating managerial counted for, but if they engender even partially
and technical skills, performing major evaluation successful local institutions. they are cost efthc­
studies, providing seed money for small experi- tive in the long run. Moreover, as the attempt
mental initiatives, holding regional conferences, succeeds, it is a bargain because the benefits
and providing access to international networks continue to flow as costs gradually decrease. 
and information that help a struggling Third 
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Conclusion 
T he PVOs and local affiliates pai ticipating in this eviluation series 

have through irial and error during recent years gradually come to 
appreciate the composite and intricate nature of the institutional devel­
opmerit task. 

The general conclusion is that the role of U.S. PVOs in the promotion of 
local institutional development is both a short- and long-term task. The 
peioC of stbstantial financial dependency of the affiliate on tite U.S. 
PVO can be dranatically shortened through early assistance ained at 
creating the cajpacity lot resource mobilization in the affiliate. The 
period in wh ich lite sponsoring U.S. PVO 1)rovides a range of specialized
training, (e'linical assistance and networking to Ihe local institution is 

best wheti cOtflitiolts. 

The most effeclive relationships are those in which the U.S. ITO and 
local instit ution become lpati-netrs for life. As the relationship mati-es, it 
moves from dependency to equality: the )arent and the affiliate become a 
resource to each other. 

This rosy picture l"the possibilitiesoJfthe 
"shorter/longer"approachto institutionaldevel-
opment will not make all of the basic constraints 
and problems go atay. The Ibiloving reminders 
are importat: 

* There will r,:main wortvhileprogranisin 
some parts oft le worlcIlbr whichfimdiiQy will 
be very scarce, Wohere lite local organizations 
implementing such programswill deser-ve 
continuedIasiclinancialsupport. 

The donors to whoin the local affiliates in 
our series have ,urned are limited in mnber 
and do niot have infinite resources. Further-
more, they are understandablyreluctant to 
support the basic operatingcosts of local 
PVOs. In severalcases, the U.S. PVO conlrib-
utes part of the salary of key personnel who, 
in turn, generate programgrants. This is a 
standardyet impefct compromise. In some 
instances, the nationalgovernment provides a 
subvention that works in much the same way. 

* There is indeed more to institutionaldevel­
opmerl than teachingThird World PVO pro­
fessioncls to write bettergrantproposals. 
Local cost recovery anid income generation 
brm al importantpart of the increased 

indepetle;ice of a local PVO aridhelp cement 
linkages lo the population it serves. 

• There is also more to volmlary service than 
running "businesses"to support the local 
organization. 

The task is, as previously stated,composite and 
intricate. No onefacet will be theM dens ex 
machina ofPVO institutionaldevelopment. A 
combinationof early emphasis on resourcemobili­
zation and a long partnershipof technical assis­
lancearid moral support (aodpartialfinancial 
support when necessary)creates and sustains 
efjective and cost efficient local private voluntanj 
organizationscapable qf substantivedevelopment 
service to their country. 
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The contribution of those nongovernmental organizations 
that work for building other NGOs and for organizing

people within structures adequate to their culture and
 
focused on achievingjoint goals is invaluable.
 

---Aliclu*tI Al. (C rnca 
lWorld Bankl 
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Case Study: SCF/FUDECO-Dominican Republic 
...... )rvlr ol. L" 

hI..I.. ll 1i.. lk,... i 1 I*C1rI1 

fp [H I) Iassistance 

Save the Children Federation 
(SCF) began working in the Do-
minican Republic in the late 1960s. 
In 1972, it undertook its first 
integrated rural development 
project in an area of the northwest-
ern part of the country adjacent to 
the Haitian frontier, approximately 
five hours drive from the capital of 
Santo Domingo. In 1974, the 
activities were legally incorporated 
into the Foundation for Community 
Development (FUDECO). a non-
profit organization with a Dominican 
board of directors. During the 
period of 1975-79, SCF first began 
to use its community-based inte-
grated rural development (CBIRD) 
methodology. In 1979, the current 
executive director of FUDECO was 
appointed, and the organization 
expanded its operations to an area 
in tile southwestern part of the 
country, about five hours from its 
initial project area. 

The focus of FUDECO's operations 
shifted somewhat from community 
development to the promotion of 
agricultural production, and it 
decided to work nearly exclusively 
through the system of farmer 
associations that existed or were 
developing in both of its areas of 
operations. Although it continued 
to receive a large share of its 
financial support from SCF, in other 
respects, FUDECO had become a 
fully independent and self-reliant 
organization. 

I_1 _)1£( '((fl, v ."k 

FUDECO's operations now include 
training, the demonstration of 
appropriate technologies and 
improved agriculture techniques, 
extension visits, the construction of 
infrastructure projects such as 
small dams and irrigation and water 
distribution systems, the operation 
of plants producing improved 
animal feed, a high quality breed of 
pigs and pork products, programs 
to improve health and nutrition 
through training, the construction of 
latrines, Lorena stoves and better 
rnral housing. Since 1983, 
FUDECO has provided credit for 
agricultural production and for the 
purchase and raising of livestock, 
As an affiliate of SCF, FUDECO 
continues the traditional program of 
child sponsorship. 

i(d' Sl'-p' _1dl 
.. . . .. ... 
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FUDECO represents the evolution 
of the SCF approach to community 
development in the Dominican 
Republic. In the early 1970s, when 
SCF decided to experiment with a 
new approach of utilizing all the 
child sponsorship funds for commu-
nity projects, Loma de Cabrera was 
selected as the area because of its 
need and its isolation from other 
development efforts. From 1972-
75, SCF worked through the 
indigenous Dominican organization, 
the Citizens' Committee, directed 
by a Dominican who had worked 
for the Committee in its social 
development program in the late 
1960s and early 1970s. Two U.S. 

interns sent by SCF in 1975 helped 

the program to expand geographi­
cally and with USAID/DR financial

from 1975-79, SCF 
organized its program efforts more 
in terms of municipalities (or 
clusters of communities) rather 
than intensive efforts in individual 
villages. 

The appointment of the current 
Dominican executive director in 
1979 was an important event. He 
and SCF shared a vision of treat­
ing a SCF affiliate with a Dominican 
director and board of directors. 
This vision was implemented, and 
FUDECO began to play a larger 
role in development in the Domini­
can Republic, expanding its pro­
gram to the southwestern part of 
the country, shifting its emphasis to 
promotion of agricultural production 
and deciding to work almost 
exclusively with farmers' associa­
tions because of their active role in 
bringing together farmers with 
similar problems. 

Throughout the transition phase to
 
a new relationship, SCF and
 
FUDECO communicated exten­
sively about FUDECO's role and
 
direction. Although now legally au­
tonomous, FUDECO informs SCF 
of all its efforts, even if the financial 
resources for the activity come fron 
other sources. FUDECO's director 
informs SCF of all its proposed 
activities, and SCF provides 
technical advice and training 
opportunities for FUDECO's staff. 
SCF pays the salary cost of the 
FUDECO executive director, and 
prepares his annual evaluation. 
SCF also provides an annual 
financial contribution to FUDECO 
that can be considered as the base 
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of support for its programs. SCF FUDECO's director a person who • Stability and Sufficient Re­
currently (1986) provides 54% of had a vigorous and commanding sources: SCF recognized the
FUDECO's total resources [SCF approach, which could have been 
 importance of having stability in its
 
support equalled 14% in 1988]. perceived as inconsistent with a operations and sufficient resources
 

participatory program. However, 
 to support the work of its personnel.FUDECO follows the participatory SCF put its confidence in him and While accepting the growing

methodology, combined with 
 gave him the leeway to develop independence of FUDECO, SCF

training and community-based FUDECO into the independent provided the stable financing of the
projects, chara-teristic of other organization it is today. 
 sponsorship system and allowed a

SCF programs. What distinguishes 
 major portion of that money to go to
the current FUDECO program from * Concentration on the Participa- meet personnel and administrative
 
most other SCF country programs tory Approach: SCF, and later 
 costs of FUDECO's operations.
are the use of a training center (the FUDECO, placed major emphasis This produced confidence in

CAOTACO) and the major empha- on instilling a good understanding FUDECO's management and

sis that the organization is placing of the participatory approach to employees that they had the
 
on providing credit. development planning and implem- resources necessary to do the job
 

entation in its staff. This has and resulted in a frugality in its
 
N''LljO[r Srci,,l , resulted in an extraordinary capac- operations.

.II.. )..(,_ 	 ity on the part of FUDECO staff to
 

listen to communities and their * Permanence of Presence:
 
representatives, thereby creating 
 FUDECO has made a long-termFUDECO has several organiza- good rapport and accurate commitment to each of the regions


tional strengths that have served it information about actual conditions 
 in which it works and is committed
wall in its development as an of the communities.institution, including:	 to providing continual training to 

. Quality and Utilization of Staff: ... -! ,AM
Both SCF in earlier days and 
FUDECO in the present have 
placed unusual emphasis on 
selecting employees who are 
professionally well-prepared and 
effective in carrying out the partici­

willing to live in project areas in a f..
 
style consistent with those areas;
indeed, several are from the areas, 
themselves. Buildup of staff has! i
 
been slow enough to allow for
 
careful, appropriate selection and _
 
training of employees to best meet
 
the needs of the organization.
 

Importance of Leadership:
Although it appreciated the value of _ _ _._ 

participatory approach, SCF 
recognized the importance of An SCF field worker reviews aproject with a 300-member women's 
leadership and chose as association in the Dominican Republic. 
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representatives of farmers' associa-
tions who are then expected to 
share their new techniques with 
other members of their groups. 
This long-term approach allows 
FUDECO sufficient time to assist In 
making changes in farming prac-
tices that lead to soil erosion and 
deforestation and elicits trust and 
cooperation from the target 
population. 

Integration of Program
Elements: From the 

. 
/ ," 

beginning, SCF's, and 
now, FUDECO's, inte-
grated community 
development approach 
has served the program 
well. The farmers' organi-
zations see themselves as repre-
sentatives of community, as well as 
organizational. interests. While the 
major focus of FUDECO is now in-
creased agricultural production 
and income, related efforts such as 
construction of irrigation canals 
and dams and the use of arietes 
(water pumps) are high priorities, 
Community water systems, home 
gardens and raising pigs are en-
couraged, and the introduction of 
the credit program is an effort to 
meet the needs of the farmers who 
cannot obtain institutional credit. 
This approach also has moved the 
focus of the program more toward 
an emphasis on income-producing 
activities, rather than community 
anc social development, 

Of particular importance to the pro-
gram has been the integration of 
the training and demonstration 
centers with the provision of 
extension services and other 
agricultural inputs such as credit. 

The training maximizes the proba-
bility of farmers properly using the 
inputs. The training doesn't just 
cover correct use of seedc or main-
tenance of the pumps, fL: example, 
but encompasses proper soil con-
servation practices, nutrition and 
use of organic fertilizer and also 
creates awareness of the need for 
tree planting, etc. 

farmers have a sense of ownership 
of the CAOTACO. Government 
officials, other PVOs and funding 
sources are impressed with 
FUDECO's emergence as one of 
the leading PVOs in the country. 
Its experiments with appropriate 
technologies such as arietes, 
Lorena stoves and cinder ram 
biocks are considered significant 

contributions by those 
working in development.res s s one of an Willingness to Experi­

..i/f )I(J,, I S o 

nsearch [Perhaps 

Style of Operation Consistent 
with the Environment: FUDECO 
appears to be making the most of 
its resources. Ituses all appropri-
ate local resources through 
encouraging communitv participa-
tion, recruiting staff from local 
areas, producing as much food as 
possible at the CAOTACOs and 
teaching villagers technologies that 
use local materials. This has been 
done through experimenting with 
the objective of identifying practical 
technologies at the lowest possible 
cost that can be transferred to 
numerous communities. 

The physical plants of the 
CAOTACO and FUDECO offices 
are modest, functional and well-
main'ained, including equipment 
and vehicles. The impression is 
one of an operation in harmony 
with its environment, 

* Reputation of the Program: The 
FUDECO/CAOTACO program has 
an outstanding reputation among 
the associations it serves, and the 

ment: FUmECO appears to
 

for new solutions. 
as result of the 

fact that it has real inde­
pendence of action in the 
SCF system, FUDECO is 

willing to experiment and innovate. 
Through this, it has achieved a 
good deal of self-confidence. It 
undertook new activities in re­
sponse to problerns arising in the 
conduct of its programs. For 
example, it developed the ariete 
hydraulic pump when the cost and 
maintenance of a diesel fuel pump 
was not practica! or economically 
feasible. It also has been respon­
sive to suggestions and has been 
willing to provide advice to cthers in 
similar work. 

( Ii I.uI>, 

1. Development and Sustainability 
of the Institution: Inthe past seven 
years, FUDECO has increased its 
budget to $800,000 per year, more 
than a 600% increase. It has 
grown from a ctaff of eight to more 
than 60 persons. Program activi­
ties have expanded to a second 
area, with other geographical 
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locations being explored, 
FUDECO has secured grants or 
loans from four external sources 
beyond SCF, as well as funds 
from the Dominican Govern-
ment's Technical Secretariat of 

their fellow association members on 
such techniques. FUDECO also 
has fostered the creation of mainte-
nance committees to keep the 
projects working. Through these 
and other methods, FUDECO 

objectives, strategy and history 
place great importance on foster­
ing group cooperation and self­
help and achieving improvements 
in educational opportunities and 
social conditions of the communi­

the Presidency. The Dominican 
board of directors is active in 
making valuable contacts in the 
government and the private 
sector to assist the program. 

fosters self-help in the communities, 

. , .. , 

FUDECO needs to expand the 

ties with which it works. However, 
the Board of Directors of FUDECO 
want to move the system to 
greater financial self-sufficiency 
and to focus on income-generating 

2. Relationships with Other 
Agencies: FUDECO's work has 
become well-known in the 
country, and involvement with 
other agencies and incorporation 
of FUDECO techniques into other 
programs are occuring. Ex-
amples: The Dominican Women 
in Development Agency has in-
corporated the Lorena stoves into 
its programs. The Dominican 
Development Foundation has 
expressed its interest in learning 
more about the ariete. The 
Agrarian Bank is lending money 
for oxen as a result of FUDECO's 
efforts in this area. Progressiso, 
a Dominican PVO involved in re-
forestation, has signed an 

share of its financial support 
provided by domestic sources in 
order to improve the prospects of 
the sustainability of its programs. 
Domestically generated resources 
provide only 5% of the total budget 
in 1985-86. [SCF reports that 13% 
was generated in 1988. 

FUDECO should try to collect 
information more systematically on 
the benefits achieved through its 
program and to organize informa-
tion about its costs in a way that 
would enable it and others to form 
judgments on the cost/benefit ratios 
of its various activities. At present, 
FUDECO does not consistently 
quantify the benefits it hopes to 
achieve in its activities or determine 

activities. This ambiguity is 
reflected in present programs. 

This is a time of transition for 
FUDECO toward a program more 
consistently focused on income­
generating activities, and the 
organization needs to make the 
analyses and the decisions neces­
sary to put its program clearly on 
such a basis. These efforts should 
include creating a strategic five­
year plan, preparing its staff arid 
the associations with which it 
works and, possibly, modifying the 
participatory manner of dealing 
with the farmers' associations to 
facilitate decision-making with a 
more economic focus. 

agreement with FUDECO to 
implement a joint reforestation 
project in Matayaya. 

whether those aiiticipated benefits 
are being achieved. A more sys-
tematic effort should help FUDECO 

Replication: SCF deserves 
credit for the success it has had in 
fostering the development of 

3. Improvement in Self-Help 
Capability of Community Organi-
zations: The Farmer associations 
identify the project, work with 
FUDECO's staff in preparing the 
project plan and contribute all 
locally available materials and all 
unskilled labor. FUDECO also 
requires that infrastructure 
projects include training at the 
CAOTACO, which places a 
burden on the trainees to instruct 

in attracting additional support and 
enable it arid the farmers' associa-
tions with which it works to make 
better choices of the activities to be 
supported in the future. 

FUDECO needs to sharpen the 
degree of focus it will have on 
activities that generate income, 
FUDECO has not made clear to 
itself or others the degree to which 
its program is to focus on activities 
designed to increase the income of 

FUDECO as an independent 
organization. Furthermore, 
FUDECO has had enough success 
to justify having its approach 
considered for replication else­
where. However, in any such 
consideration, great emphasis 
should be placed on the role of 
local conditions and the impor­
tance of cultural and organizational 
factors that may be necessary for 
the approach to work. 

its beneficiaries. Its statement of 
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Annex 2: Participating Organizations 
ACCION International (ACCION) 

Centre fOr )evelopnti and 
Populal ion Act ivi is (CEIIA) 

Episcopal Church of lh U.S.A. (ECUSA) 

Fiounodai tion foi- the Peoples of the 
Soutth Pacific (FSI)) 

GooCXVill InClusti-ics of Amcrica, Inc. (GIA) 

International Instittile for Rural 
Reconstruction (IIRR) 

Lul.licran World Relief (LWR) 

Association Para El lesna rrollo d( Microcin­

presses, (A )IVII), l)Diiiiii('aii Reptl)lic 

CEIPA Alhn iae Units, Kenya 

CEIDPA Alti nin Unis tELvii 


PREIRANA, India 

Clurcl of the Province of Kenya 

FSI)/Soloin)()1 Islands: 
SOI:IRUST 

Solomon Islands 
Develol)iie1 l'rist (SIDT)
F"SIP/T(l'gi: TOTl'o;l Com1mun~lity 

Dckxclopilicli1 Trust (TCDT) 

Caribbean Association for the Rehabilitation of 

the Disahlcd (CARD) 

Asociacion I anamena de ldiustrias de Buena 
Volunt:Ad (AI 13V} 

Jairos Jii Inst lile.,Zimbabwe 

Inlrnational Instittie for Rural Reconstruction, 
Ileadquartcrs and Social Laboratory, Cavit6, 

The Philippines 

Guatemalan Rural Reconstruction Movement 
(GRRM) 

LWR Andean Regional Office 

Centro de InvCsti,aion, DocumentaWion, Educa­
eion, Asesoramieito y Servicios (IDEAS). Pci-ti 

Centro de Estildios Sociales y Cie Solidariad. 
Pci-ti 

Centro de Invest i.aion. Educacion y Desarrollo 
(CIED), Peru 

El Eqtiipo para Desarrollo de Cajamarca (EDAC), 
Peru 



Opportunities Industrialization Liberian OIC 
Centers International (OICI) 

OIC-Ghana 

OIC-Nigeria 

Lesotho OIC 

Save the Children Federation (SCF) 	 Fundacion para el Desarrollo Conmunitario 
(FUI)ECO), Doininican RCublic 

Save tliv Children, Zimlbahwe 

Wolld Relief Corporalion (WRC) Coinito dc Dveloppelient c Planification dI 

CEEI I (CODI)ElLA). I laili 

World Vision Relief and World Vision Relief and Devclopment Organiza-
Developnent Organizalion (WVRD) tion (WVRID). The Philippines 

World Vision Relief and l)eveopment Organiza­
lion (WVRD). Indonesia 

YMCA of U.S.A. (YMCA) 	 Kenya YMCA 

Countries Surveyed
 
Africa Ghana, Kenya, Lesotho, Liberia, Nigeria, 

Zimbabwe. 

Asia/Near East Egypt, India, Indonesia. The Philippines, Sololnon 
Islands, Tonga. 

Latin America 	 Doniinican Republic, Eastern Caribbean, 
Guatemala, H-laiti, Panama. Peru. 
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