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13. SUMMARY

This grant to the Fundacidn Cristiana para la Eaucacidn
(FUNDACEDL), a Guatemalan private voluntary organization, 1s to
provide support to an integrated rural development program. The
grant funas nou-formal, community eaucation activities involving
promoters, village 1leaders and village committees as outreach
agents, and established a fund to finance small projects which will
be carried out using a community development approach by community
leaaders trained under the project. During the tirst sixteen months
of the project, progress has been slow in relation to overall design
of the program. FUNDACEL has experienced many problems in
initiating the project. The prospects of achieving the purpose and
goal are possible, although botli FUNLACED and USAID have to resolve
some key implementation issues.

1l4. EVALUATION METHODOLOGY

This 1is a scheduled evaluation which reviews the current
project status and progvess in relation to achievement of project
outputs ana purpose. Progress towards project outputs are measurea
and a review of project inputs was made. The evaluation incluaed a
complete review of AlD tiles, the utilization of information from an
internal evaluation prepared by FUNDACED in September 1982,
interviews with key USAIL ana FUNDACEL personnel (see Attachment 1),
attendance at meetings, anda tield trips to USAID staff to observe
project activities. 1he evaluation was prepared by USAID/Guatemala
and AID/W TDY personnel at no cost to the project.

15. EX1TEKNAL FACTOKkS

Luring the period coverea by this evaluation, the Government ot
Guatemala changed. USAID personnel teel that in the long-term this
administrative change coula strengthen the project given the new
- GOG's interest in providing improved rural services. however,
FUNDACED believes the GUG change has slowea the initiation ot
activities since the grantee had to demonstrate the importance of
the program to a new cadre of aaministrators.

164, INPUTS

AlD inputs for the Santa Rosa Community Education Project have
been available on a timely basis, but FUNDACED felt their lack of
familiarity with AID proceaures and personnel changes within &1L
adversely affected progress in the beyinning. The USAID has
increased the anount available for "a revolving funa" ana is
assisting FUNDACED develop a methodology whereby three to six months
of. sub-project approvals can be obtained trom Alb, thereby averting
excessive aocumentation for small amounts of funding. All equipment
programnea, except a photocopier, has been procurea anc delivered.
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Some of the more salient input impediments to progress have
been: (1) FUNDACED has only been established as a private voluntary
organization for three years ana 1its staft, though young and
enthusiastic, has not had experience in complex and difficult NKIFE
projects; (2) FUNDACED's lack of experience ana knowleage of AlD
procedures and regulation; (3) very slow response to project
reporting requirements (every bi-monthly report has been late ana
the last three bi-monthly reports have not been preparea at all);
(4) the project has proauced a number of sub-activities but thue
overall progress to goals and purpose has lacked direction; anda (5)
FUNDACEDL has maae varied and frequent contacts with other agencies
and institutions to obtain inputs tor the project (essential for
implementation) but has had very limitea success in obtaininyg the
needed services. In this initial part of the project, most tfunds
have been usea for salaries with only a small percentage usea {lor
training promoters, village leaders, community training prograns,
ana small projects. FUNDACLD reported in their internal evaluation
that some factors in the assumptions important to progress have been
developea: (1) key community participants were not always available
in the time frame needed; (2) the Operations Center had to be
changed to another site given the non-availability of appropriate
facilities 1in the original site selected; and (3) counterpart
contributions trom other sources have not been torthcoming as
planned.

As a result of this evaluation, 1t was recommendea that
technical assistance be obtained from an established and experienced
PVO, such as CAKE or Worla Education, to assist FUNDACED 1in
designing, implementing and evaluating NFE project activities and
methodologies. During interviews with FUNDACED, it was apparent
that they were aware of their weaknesses and have aleady agreed to a
reprogramming of the project. Funds need to be reprogrammed to
cover the suggested PVO technical a&assistance. Suggested line items
which coula cortribute to funaing the needea 1A ana would not
severely alter project implementation are eguipment, sub-activities
anda salaries.

17. OUTPUTS

Overall the output inaicators are behind scheaule. A major
constraint to both USAIL and FUNDACED in evaluating the project has
been the poor FUNDACED recora on presenting reports which are on
time and truly reflect progress maae. FUNDACED has been
experiencing difficulty in planning ana implementing output
activities and there is concern regarding the quality, utility and
appropriateness ot the FUNDACED outputs to the project. lhe
recommendation tor the addition of some strong PVO technical
assistance to the project retlects this concern. The tive mnmajor
output areas and their status are summarized below.
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A. Under the output "trainea community-selected promoters (ten
each year, LOP total of thirty) to organize classes in their
respective villages in difterent subject areas ana to plan and
implement small commuvnity development sub-projects’, FUNDACED has
trainea a total of ten promoters tftor three months Lrom ten
communities. FUNDACELD has not aemonstrated clearly what these
inaividuals have or will be expected to accomplish. Work has
proceeded on "Lorena" stove projects, courses for women, animal care
and control, and homne econonmnics. No distinction has been mnaae
whetner the promoters are responsible for these activities except
for the "Lorena" stoves, where each prornoter has built an average ot
five for demonstration purposes.

B. Unaer the output "organization of five local committees
each year (LCP total of fifteen), ten local committees were
organizeda during the tirst year of project activities. FUNDACLD
reports each is functioning with varied results, but aata processing
on committee organization and operations has been minimal.

C. Activity to —create forty-five new specific conmittee
positions ana train all project participants incluaing prior members
of existing committees has not started.

D. Activity to train fifteen leaders in the development ot
cooperatives and small enterprises has not been initiatea.

E. The following number of airect participants by subject
matter of instruction have been trainca:

ESTIMATED

AREA LOP TAKGET TRAINED TO DATE
Agriculture 1,200 200
Health & Nutrition 60 150
Water & Sanitation 60 0
Cooperatives and Small

Enterprises 60 o
Bee Keeping 60 0
Environment/Lorena Stoves 30 30

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

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

-- f%hree beginning courses 1in weaving, embroidery, ana
home improvement were designed for women in five communities.



~-- DIGESA (General Lirectory of Agricultural Services) has
assigned one technician to train agricultural guides.

-- A feasibility study for the introduction of potable
water for five communities has been completed but FUNDACED has not
decidea on how they will proceed on this matter.

-~ Three studies have been completed on possible
construction projects.

18. PURPOSE

The purpose of this project is to tacilitate the parti-ipation
of the rural poor of the Santa Rosa area in community development
activities through a non-formal community e¢ducation program. The
conditions expected at the end of the project are: titteen
communities wusing their own resource: ana creait carrying out
projects in beekeeping, potable water systems, agriculture, family
garaens and Lorena stoves; village committees, under the guidance ot
local promoters and supervisors, identifying neeas, organizing and
proviaing self-help inputs to respond to neeas, ana raising funas;
and local development committees, supported by community committees,
assuming overall project coordinator role currently playeda by
FUNDACED. ;

1n reality this project is just being started and only isolated
instances of progress have been made towarads reacning the project
purpose. The set of ena of project indicators is considerea a gyooa
description of what will exist when the purpose is achieved. 1his
evaluation has resultea in the recommencation ot strong remedial
actions which can be realized during the next six months. Another
evaluation should be scheaulea 1in August 1963 to determine whether
continuation of the project is justified.

19. GOAL/SUBGOAL

The goal of this project is the initiation of a self sutticient
development process for the poor marginal population in Cuilapa ana
Casillas whereby the beneficiaries will be able to improve their
living environment, increase their agricultural production, and find
alternative income mechanisms. A description of status is not
pertinent at this time.

20. BENEFIC1AKRIES

Not pertinent at this time.

2]1'. UNPLANNED EFFECTS

None noted.



22. LESSONS LEARNED

It is probably not prudent to select an inexperienced PVO to
manage a large complex rural NFE program. New PVOs should be given
opportunities to work in simpler and smaller projects so that the
necessary skills ana human resources can be duveloped.

23. SPEC1AL COMMENTS OK KREMAKKS

None at this time.



ATTACHMENT 1

Key agencies and individuals who participated directly
indirectly in the evaluation were:

FUNDACED

-- Lic. Alvaro Mufiiz Betancourth, Lirector
-- Lic. Jacobo Nitsch, Project Cooruinator

== DK.
= Dr-
- - Dr.
-- Ms.
= Mr.

USAID/Guatemala

Gilberto Méndez, USAID/Project Manager
Frank Fairchild, USAID/EEk

Donala F. Eknos, USAID/EHX

Clara Carr, USAlDL/Evaluation Ctticer

AID/Washington

Hunter Fitzgerald, LAC/DK/HR
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