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8. A C T I O N  DECISIONS APPROVED UY MISSION O R  AID/V 

A. L is t  declalonm and/or unrcrolved Issuos; clco thoso :toma noodlno fur ther  study. 
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1. Develop and approve a r e v i s e d  b i -mon th l y  r e p o r t i n g  
fo rmat  which a c c u r a t e l y  r e f l e c t s  p rogress  i n  meet ing 
goa l s ,  purpose, o u t p u t s  and EOPS o f  t he  p r o j e c t .  
The fo rmat  shou ld  p r o v i d e  nex t  q u a r t e r  t a r g e t s  and 
p rogress  made toward l a s t  q u a r t e r  t a r g e t s .  

- - 

2. Develop and approve a methodology whereby t h r e e  t o  
s i x  months o f  sub -p ro j ec t s  a r e  subm i t t ed  w i t h  
budgets f o r  approva l  as a group a v o i d i n g  excess i ve  
documentat ion f o r  sma l l  amounts o f  funds.  

6, K E Y  PROJECT I M P L E M E N T A T I Q N  D A T E S  

3. I n i t i a t e  a PIO/T t o  c o n t r a c t  f o r  t h r e e  months o f  
t e c h n i c a l  ass i s t ance  f r om an e s t a b l i s h e d  and 
exper ienced  PVO, such as CARE o r  World Educat ion,  t o  
a s s i s t  t h e  Grantee i n  des ign ing ,  implement ing and 
e v a l u a t i n g  NFE a c t i v i t i e s  and methodolog ies.  

0, E S T I M A T E D  Pf lOJECT 

4. Complete t h e  p r o j e c t ' s  i n -dep th  e v a l u a t i o n  p l a n  w i t h  
b a s e l i n e  da ta  i n d i c a t o r s  i d e n t i f i e d  and da ta  
ins t ruments  prepared.  
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5. Reevaluate t he  p r o j e c t  s i x  months a f t e r  comp le t i on  
o f  TA t o  determine whether  c o n t i n u s t i o n  o f  t h e  
p r o j e c t  i s  j u s t  i f  ied.  
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13. SUMMARY 

? h i s  g r a n t  t o  t h e  ~undac16n  C r i e t i a n a  para  l a  Eaucaci6n 
(PbIvDACE;lj) , a  Guatemalan pr ivctte voiuntary orc ,anizat ion,  is  t o  
provide suppor t  t o  an i n t e g r a t e d  r u r a l  uevelopmerlt program. The 
g r a n t  f  unus  no:^-iormal, coamunl t y  educat ion  a c t i v i t i e s  invoiving 
promoters,  v i l l a g e  l e a d e r s  and v i l l a y e  comn~i t tees  a s  out reach  
agen t s ,  and e s t a b l i s h e d  a  tuna t o  f inhnce  sncail p r o j e c t s  hhich w 1 l 1  
be c a r r i e d  ou t  using a comn~unity uevelopment approach by community 
l e a a e r s  t r & i n e d  under t h e  p r o j e c t .  During t h e  k i r s t  s i x t e e n  m ~ n t h s  
of t h e  p r o j e c t ,  p rogress  has been slow i n  r e l a t i o n  t o  o v e r a l l  des ign  
of the  program. F b N D A C h D  has  exper ienceii many problenls i n  
i n i t i a t i n g  t h e  p r o j e c t .  The p rospec t s  of achieving the  purpose and 
goa l  a r e  p o s s i b l e ,  al though botlr F U N L A C E E  and U b A I D  hcive t o  r e so lve  
some key implementation i s s u e s .  

This  i s  a  schebulea evctluation which reviews t h e  c u r r e n t  
p r o j e c t  s t a t u s  and progress  i n  r e l a t i o n  t o  achievement of p r o j e c t  
ou tpu t s  ana purpose. Progress  towards p r o j e c t  o u t p u t s  a r e  measurea 
and a  review of p r o j e c t  i n p ~ t s  was made. The eva lua t ion  incluaed a  
complete review of A l i ~  L i l e s ,  t h e  u t i l i z a t i o n  of information from an 
i n t e r n a l  eva lua t ion  preparea by FUhDACE;D i n  September 1582, 
in t e rv iews  w i t h  key USAlL; ancc FUlirUACEL personnel '  ( s e e  kt tachmer~t  1) , 
a t tendance  a t  meetings,  ana t i e l d  t r i p s  t o  USAIL, s t a f f  t o  observe 
p r o j e c t  a c t i v i t i e s .  ?he e v a l u a t i o n  was prepared by LSAID/Guaten~ala 
and AID/W TDY personnel  a t  no c o s t  t o  t h e  p r o j e c t .  

Luring t h e  per iod  coverea by t h i s  e v a i u a t i o n ,  t h e  Government or 
Guatemala changed. USAID personnel  t e e 1  t h a t  i n  t h e  long-term t h i s  
a d m i n i s t r a t i v e  change coula  s t r e n y  then t h e  p r o j e c t  given the  flew 
G O G ' s  i n t e r e s t  i n  proviciing improved r u r a l  s e r v i c e s .  however, 
FUhDACED b e l i e v e s  the GOG change has  slowea t h e  i n i t i a t i d n  o i  
a c t i v i t i e s  s i n c e  the  g ran tee  had t o  demonstrate the  importance of 
t h e  program t o  a  new c a a r e  of a a m i n i s t r a t o r s .  

16. INPUTS 

A I D  i n p u t s  fo r  t h e  Santa  Rosa Community Eauciition P r o j e c t  have 
been a v a i l a b l e  on a  t imely b a s i s ,  but  FUl\iDACE;D f e l t  t h e i r  lack  of 
f a m i l i a r i t y  k i t h  A I D  p roceaures  and personnel  changes wi th in  A l l ,  
adverse ly  a f f e c t e d  p rogress  i n  the  bey inning.  The USAID has 
increased  t h e  m o u n t  a v a i l c b l e  f o r  "a revolving tuna" anu i s  
a s s i s t i n g  E'UNDACED develop a  nlethouoloyy whereby t h r e e  t o  s i x  months 
of, sub-p ro jec t  approvals  can be  obta inea  trom ~ l u ,  thereby a v e r t i n g  
excess ive  aocumentation f o r  sma l l  amounts of funding. A l l  equipment 
programnlea, except  a photocopier ,  h a s  been procurea anc a e l i v e r e u .  



Sonte of t h e  more s a l i e n t  i n p u t  impeain,ents t o  p r o g r e s s  have 
been: (1) FUNDACED has  on ly  been e s t a b l i s h e d  a s  a p r i v a t e  vo lun t a ry  
o r g a n i z a t i o n  f o r  t h r e e  y e a r s  ana i t s  s t a f t ,  though young &nd 
e n t h u s i a s t i c ,  ha s  no t  had e x p e r i e n c e  i n  complex and d i f f i c u l t  IuYE 
p r o j e c t s ;  ( 2 )  k 'bhGACELas l a c k  of expe r i ence  ana knowleage of; A l D  
p rocedures  and r e g u l a t i o n ;  ( 3 )  ve ry  slow response  t o  p r o j e c t  
r e p o r t i n g  reqc t i ren~ents  (every  Gi-monthly r e p o r t  hz s  been l a t e  anu 
t h e  l a s t  t h r e e  bi-monthly r e p o r t s  have no t  been p repa rea  a t  a l l ) ;  
( 4 )  t h e  p r o j e c t  ha s  proa1icec.I a  nunher of: s u b - 6 c t i v i t r i e s  bu t  tile 
o v e r a l l  p r o g r e s s  t o  g o a l s  and purpose  has  l acked  d i r e c t i o n ;  ana ( 5 )  
FUlvDEiCEIj has  naae vctried and L r e 9 u e n t . c o n t a c t s  wl th  o t h e r  a g e n c i e s  
and i n s t i t u t i o n s  t o  o b t a i n  i n p u t s  i o r  t h e  p r o j e c t  ( e s s e n t i a l  f o r  
implementat ion)  bu t  ha s  hau very l i m i t e a  s u c c e s s  i n  o b t a i n i n g  t h e  
needed s e r v i c e s .  In t h i s  i n i t i a l  p a r t  of t h e  p r o j e c t ,  most f u n d s  
have been usea  t o r  s a l a r i e s  wi th  on ly  a s n ~ a l l  pe rcen thge  useu For 
t r a i n i n g  promoters ,  v i l l a g e  leaue ' r s ,  cornrnunity t r a i n i n g  progranis, 
ana sma l l  p r o j e c t s .  FUWACLL r e p o r t e d  i n  t h e i r  i n t e r n a l  e v a l u a t i o n  
t h a t  some f a c t o r s  i n  t h e  assumpt ions  impor t an t  t o  p r o g r e s s  have been 
developed:  (1) key community p a r t i c i p a n t s  were n ~ t  always a v a i l a b i e  
i n  t h e  t ime frame needea;  (2 )  t h e  Ope ra t i ons  Center  had t o  be 
changed t o  ano the r  s i t e  g iven  t h e  non-availability of a p p r o p r i h t e  
f a c i l i t i e s  i n  t h e  o r i g i n a l  s i t e  s e l e c t e d ;  and ( 3 )  c o u n t e r p a r t  
c o n t r i b u t i o n s  tron,  o t h e r  scjurces have n o t  been icrthcomincj a s  
planned.  

A s  a  r e s u l t  of t h i s  e v a l u a t i o n ,  i t  w i i s  recomniendeu t h a t  
t e c h n i c a l  a s s i s t a n c e  be o b t a i n e a  from an e s t a b l i s h e d  ana exper ienceu  
PVO, such a s  CAKE o r  k o r l a  Educa t ion ,  t o  a s s i s t  FLhDACED i n  
d e s i g n i n g ,  implementing ana e v a l u a t i n g  NE'E p r o j e c t  a c t i v i t i e s  and 
methodologies-  During i n t e r v i e w s  wi th  .Fbr\;UACED, i t  w c i s  appeirent 
t h a t  t hey  were aware of t h e i r  weaknesses and have a l e a d y  agreed  t o  a  
reprogramming of t h e  p r o j e c t .  Funas neeu t o  De reprogrammea t o  
cover  t h e  sugges ted  PVO t e c h n i c a l  a s s i s t a n c e .  Suggested l i n e  i t e n s  
which c o u l a  cor. tr ibccte t o  tunaincj t h e  needea ?A ana would no t  
s e v e r e l y  a l t e r  2x0 j e c t  iniplementat ion a r e  e,quipment , s u b - a c t i v i t i e s  
ana s a l a r i e s .  

1 7 .  OUTPUTS 

O v e r a l l  t h e  o u t p u t  i n a i c a t o r s  r e  behind s c h e a u l e .  A major 
c o n s t r a i n t  t o  bo th  USAID and E'UNDACED i n  e v a l u a t i n g  t h e  p r o j e c t  ha s  
been t h e  poor E'UhDACED r e c o r a  on p r e s e n t i n g  r e p o r t s  which a r e  on 
time and t r u l y  r e f l e c t  p r o g r e s s  rnaae. FUhDACED has  been 
expe r i enc ing  d i i f i c u l t y  i n  p l a n i n g  ana implementing o u t p u t  
a c t i v i t i e s  and t h e r e  i s  concern  r e g a r d i n g  t h e  q u a l i t y ,  u t i l i t y  and 
approyr  l a t e n e s s  o r  t h e  FuhUACLb o u t p ~ t s  t o  t h e  p r o j e c t .  l h e  
recommendation t o r  t h e  a d d i t i o n  of some s t r o n y  PVO t e c h n i c a l  
a s s i s t a n c e  t o  t h e  p r o j e c t  r e i l e c t s  t h i s  concern.  The f i v e  n ~ a j o r  
o u t p u t  a r e a s  and t h e i r  s t a t u s  a r e  summarized below. 



A. Under the output "trainea community-selected prorrmters (ten 
each year, LOP total of thirty) to organize cl~sses in their 
respective villitges in difierent subject are&s ana to pian aria 
implement small community aevelopment sub-pro jects ', F ' U h D A C m  has 
traineu a total or  ten promoters tor three nionths Lrom ten 
communities. E'UNDACLU has not aemonstrateu clearly what these 
inaiviauals hiive O K  will be expecteu to accon~pllsh. Work h a s  
proceeuea on "Lorena" stove projects, courses for women, animal care 
and contr 01, and home economics. ho distinction has been made 
whet.~er the promoters are responsible for these activities except 
for the "Lorena" stoves, where each promoter has built an averitge of 
five for demonstration purposes. 

b. Unaer the output "organization of five local committees 
each year (LGP total of fifteen), ten local corrlmittees were. 
organized during the tirst year of project ectivi tles. FUhCAChD 
reports each is functioning with varied results, but aata processing 
on committee organization andi operations has been minimal. 

C. Activity to create forty-five neh specific committee 
positions ana train all project participar~ts incluaing prior members 
of existing committees has not started. 

D. Activity to train fifteen leaaers in the aevelopment of. 
cooperatives and small enterprises has not been initiatea. 

E. The ~ollowiny number of airect participants by sublect 
matter of instruction have been trainea: 

AREA 
h S l m  IbiATLb 

LOP TAkGET TRAIhED TO DATE 

Agriculture 1,200 
Health & Nutrition 60 
kter 6 Sanitation 60 
Cooperatives and Small 
Enterprises 60 

Bee Keeping 60 
Environment/Lorena btoves 30 

FUNDACED has initiated other activities which they plan to 
coorainate within the framework or the project. These incluae: 

-- A supervisea study program in conjunction with the 
University of ban Carlos whereby three advancea stuaents are 
assigned to :~ork on projects in agronomy, veterinary practices, and 
architecture. 

-- lhree beginning courses in heaving, embroidery, ana 
home improvement were designed for women in five comn~unities. 



- - D l G E S A  (General. b i r e c t o r y  of A g r i c u l t u r a l  Se rv ices )  has  
ass igned one t echn ic ian  t o  t r a i n  a g r i c u l t u r a l  gu ides .  

- - A f e a s i b i l i t y  s tudy f o r  t h e  i n t r o a u c t i o n  of p o t s b l e  
water f o r  f i v e  communities has  been completed but  E'bNUACED has not  
decidea on how they w i l l  proceed on t h l s  n ~ & t t e r .  

-- Three s t u d i e s  have been comple t e a  on p o s s i b l e  
c o n s t r u c t i o n  pr .o jec ts .  

18. PURPOSE 

The purpose of t h i s  p r o j e c t  i s  t o  t a c i l i t a t e  the  p a r t i ( .  i p a t i o n  
of t h e  r u r a l  poor of t h e  Santa  Rosa a r c a  i n  community development 
a c t i v i t i e s  through a  non-f ormal coinmur!i t y  i:ducatiorl prcrc,ram. ?he 
c o n d i t i o n s  expected a t  t h e  end o i  t h e  p r o j e c t  a r e :  t i t t e e n  
conmunities using t h e i r  own resourceL,  ana c r e a i t  ca r ry ing  out  
p r o j e c t s  i n  beekeeping, po tab le  water systems, a g r i c u l t u r e ,  family 
garaens  and Lorena s toves ;  v l l l a g e  conuuittees, under t h e  guidance o t  
l o c a l  promoters ana s u p e r v i s o r s ,  i d e n t i f y i n g  neeas ,  organizing and 
proviaing s e i f - h e l p  i n p u t s  t o  resyona t o  neeas ,  ana r a i s i n g  funas;  
and l o c a l  development committees, supporteu by community committees, 
assuming o v e r d l  p r o j e c t  coora lna to r  r o l e  c u r r e n t l y  played by 
FUNDACED. 

I n  r e a l i t y  t h i s  p r o j e c t  i s  l u s t  being s t a r t e d  and only i s o l a t e d  
i n s t a n c e s  of progress  have been made towaras r e a u i n g  t h e  p r o j e c t  
purpose. The s e t  of ena o t  p r o l e c t  i n a i c a t o r s  i s  cons iaerea  a yooa 
d e s c r i p t i o n  of what w i l l  e x i s t  when the  purpose i s  achieved. l h i s  
eva lua t ion  has  r e s u l t e a  i n  t h e  recomn~enuat ion o t  s t rong remedial  
a c t i o n s  which can be r e a l i z e d  during t h e  next  s i x  months. Another 
eva lua t ion  should be scheaulea  In  A u g u s t  1563 t o  determine whether 
con t inua t ion  of t h e  p r o j e c t  i s  j u s t i f i e d .  

The g o a l  of t h i s  p r o l e c t  i s  t h e  I n i t i a t i o n  G £  a  s e l i  s u i t i c i e n t  
development process  f o r  t h e  poor marginal popula t ion  i n  Cuilapa ana 
C a s i l l a s  whereby t h e  b e n e f i c i a r i e s  w i l l  be a b l e  t o  intprove t h e i r  
l i v i n g  environment, i n c r e a s e  t h e i r  a g r i c u l t u r a l  product ion,  and f i n d  
a l t e r n a t i v e  income mechanisms. A d e s c r i p t i o n  of s t a t u s  is not  
p e r t i n e n t  a t  t h i s  time. 

Not p e r t i n e n t  a t  t h i s  time. 

UNPLANNED EFFECTS 

None noted.  



LESSONS LEARNED 2 2 -  -- 
I t  is probably not  prudent  t o  s e l e c t  an inexperienced PVO t o  

manage a l a r g e  complex r u r a l  NFE program. hew P V O s  shoulu be given 
o p p o r t u n i t i e s  t o  work i n  s impler  and smal le r  p r o j e c t s  so  t h a t  t h e  
necessary s k i l l s  and human resources  can be developed. 

None a t  t h i s  time. 



k e y  a g e n c i e s  a n d  i n d i v i d u a l s  who p a r t i c i p a t e d  d . i r e c t l y  a n a  
i n d i r e c t l y  i n  t h e  e v a l u a t i o n  were: 

-- L ic .  A l v a r o  MuAiz B e t a n c o u r t h ,  L i r e c t o r  - - L i c .  J a c o b o  h i t s c h ,  P r o j e c t  C o o r o i n a t o r  

-- O r .  G i l b e r t o  fil&nakz, USAID/Pro]ect  N a n a g e r  
-- Ln-. F r a n k  F a i r c h i l a ,  USAID/EHh -- D r .  D o n a l a  F. E n o s ,  USkID/Eh3 
- - hs. C i a r a  C a r r ,  b S A l I ~ / E v a l u a t i o n  G t i i c e r  

-- Mr. H u n t e r  F i t z g e r a l d ,  LAC/IX/I-iR 


