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NCTE: The following report represents the independent findings of Management
Systems International’s Evaluation Team. The report does not necessarily
represent the official view of the Government of Sri Lanka or the United
States Agency for International Development.
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EXECUTIVE SUMMARY

After more than a decade of Fund1ng over 65 Non-Governmental
Organization (NGO) activities USAID/Sri Lanka (USAID) commissioned this th1rd
appraisal of its PY0 Co-Financing Project. This review of experience and:
‘results from ten years of work {1979-89) will also be used to plan for the -
1990s as the Mission formulates its new Country Development Strategy Statement .
{CDSS) for the 1992-1996 period. =

The objectives of the two projects, Co-Fi I and II, have evolved over
the years. Both projects had roughly the same purpose - to enhance
opportunities for local communities to participate in their own deve]opment
Co-Fi II, which began in 1987, put more emphasis than its predecessor project
on strengthen1ng NGO management capabilities as the means of reaching Sri
Lanka s poor maaorxty

Management Systems International (MSI) carried out the study. . The'&asic .
methodology included archival research, interviews, site visits and case
studies. The MSI team studied USAID’s entire NGO portfolio and sampled, in
varying ievels of detail, a wide range of NGO sub-projects. Activities
supported by USAID incliuded small-scale agricultural production, savings °
generation'and credit access, family planning services, vocational training

and services for the mentally handicapped. The activities have had a positive B

effect on the lives of a significant number of people in need; the team
estimated that over 300,000 peopie benefiited either dxrectly or indirectly.
Invariably, those asszsted were poor and disadvantaged as originally intended
in USAID’s project documentation. A ]arge.percentage-of project beneficiaries =
were women. ' ;

This achievement is all the more sagn1f1cant because the twe Co-Fi
Projects operated during years that Sri Lanka‘s people and economy suffered
greatly from a rapid succession of tragic episodes of violent civil strife.

Had it not been for the country’s unsettled conditions, USAID w6u1d€h3ve
~ been :even further along in meeting the above objectives. Neveriheless, under

the Co-Fi II Project, on which the evaluation team was requested to focus, the S

Mission has already financed 27 NGO activities, and to a broader range of NGOs
‘than in the earlier project. Diversification of the number and geograph1c '
spread of NGOs supported was a particular concern of USAID. (See the o
following map which indicates the geographic distribution of the sub-
projects.) The project was also found to be making substantial progress in
-strengthen1ng NGO management through a major grant tc support one of Sri -
Lanka’s most respected and long-established umbrella agencies, the Central
CounC11 of Social Services, which has over eighty member agencies.

Discussions with NGO ieaders indicated an increasing number of Sri
Lankan NGOs are entering a new phase of sophistication and, given the present
situation in the country, are in a position to make a 1arge contribution to
the country’s development. The study also indicates that USAID, having
invested considerable funds, time and effort in NGOs, is. un1que1y pos1t10ned

_to continue taking a key role in the support of NGOs.

The team found that USAID might have done many th1ngs d1fferent1y and
in some cases, better over the past ten years. For example, USAID’s own
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monitoring of sub-projects could have been more systematically handled. In
general, USAID has given iasufficient attention to formulating a clear overall
strategy for its NGO program. Inconsistently applied processes for the-
selection, design, monitoring and evaluation of co-fi activities were also of
concern.

MSI’s study of the strengths and weaknssses of a range of USAID's co-fi-
activities from the recent past suggest the reed for important conceptual and
managerial changes. But as the team looked back and thought ahead, it was
obvious that USAID has aiready performed a valuable service to the community
of Sri Lankan NGOs. Its wide ranging portfolio of NGO activities has improved
the quality of NGO programs in Sri Lanka and increased understanding of the
contribution such agencies tan make. This evaluation strongly recommends that-
USAID make a long-term commitment to continue supporting NGO activities’ 1n Sr1
Lanka.

The recommendations of this study can serve as a starting point for
strengthening continued co-financing programs. In summary, the study
recommends: .

CHANGES IM USAID’s :EPTUA TION OF ITS PVO CO-FI PROJECT. These include:

. deepening the relationship with the 6SL by encouraging line:
government ministries and its own technical staff to review sub-
projects in their sector of specialty;

. revising the project’s Logical Framework to incorporate current
- objectives and reflect monitoring requirements;

. developing a means to clearly communicate to NGOs the types;dr:-3
themes of act1V1t1es USAID u;?l consider funding; - e

. -subJect1ng sub-project designs to a more thorough analysis of: 1)
major project design assumptions, and; 2) the likelihood that
required inputs can be supplied in a timely manner and in the
necessary quantity; _

» considéring sustainability according to the following three:

dimensions: 1) whether beneficiaries can continue activities begun fﬁ-'f

through NGO interventions in the absence of continuing NGO
involvement; 2) whether the NGO itself can continue implementing
activities 51m11ar to those being supported by USAID following the
discontinuation of USAID funding, (or in cases of demonstration
projects can pass the activity to either the public or private

- sector), and; 3) whether the NGO itself is institutionally and
financially able (with or without USAID funding) to cont1nue its
operations over the Tong-term; and

; des1gn1ng and sponsoring, perhaps in conjunction with other ‘donor _
agencies, a special initiative to support NGOs oper¢t1ng in: the .
North and East. _ S
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CHANGES IN USAID’s MANAGEMENT OF ITS CO-FI PROJECT. These include:

reviewing proposals semi-annually and rating all proposals
according to defined criteria to ensure objective consideration;

deve1oping NGO management training pregrams which could be -

‘conducted by USAID itself or an intermediary organization;@.

ensuring that the Co-Fi Project has sufficient staff--perhaps two -
full-time Sri Lankan employees and a secretary--to continue. .
monitoring of ongoing prejects and to organize, consider and
implement the types of changes recommended in this evaluation;

moving over time tc establish a semi-autonomous office, first

within USAID, later perhaps outside on a contract basis, to = |
ciearly reflect a new dynamic spirit of USAID-GSL-NGO partnership, .
to organize information and co-financing propcsals for USAID .
consideration and to oversee a range of per1od1c stud1es of
special interest;

'estabixsh1ng a s1mp1e and operationally- -useful management

information data base able to continually reflect the status of

Co Fi Proaect disbursements and the progress of all sub- DPOJects-= ST

requiring mon1tor1ng and evaluation plans for a]l NGO sub- proJects;ff-}ﬂ-s

which can be used to continually reassess. and improve pro;ect

"performance,

_'hav1ng a local contractor analyze the SL’s registration

requirements to determine to what degree they are congruous u1th
those of AIL/W; and '

‘ensuring that project monitoring and evaluation be viewed as. ah L

on-going act1v1ty rather than an exercise done by consultants
every few years.
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KEY TO MAP
PVO Co-Financing Il Project Locations

Grant# Nome of NGO Name of Project - Location
1 SARVODAYA Agriculture Cradit Scheme Hambantota
2 GARE Appropriaie Gredit & Training for Income Genscation (Serve} Kandy
3 YMCA Home Garden Project — Stags i Al Island
4 ACBG Training Program for Young Women Balapitiya
5 ccss Strengthen CCSS and #ts Affiliates Al lsland
8 OCTRU Developmant i 50 villages in the Jafina & Kilinochchi Districts Northerr Province
7 LEADS Vanathavilu & Dapiligoda Village Development Project Puttatam, Matugama
8 WNPSS Soil Conservation and Sustained Use of National Rescurces Kalutara
9 CARE TEACUP Project Kandy
10 WSSMSNG Early Detction & Vocational Training for the Disablad Colombo
11 CUNA/WOCCU Strengthening Financial Capabilities of TGCS in* Sri Lanka All Island
12 MARGA Extension of Walgampaya Village Development Kandy
13 NATIONBUILDERS | Socio-Economic Upiifiment of Smal! Farmers Hanguranketha
14 JINARATHANA Assistance to Vocational Training instituts Colombo
i5 IRED Putlam Ragional Development Association Puttalam
18 SARVODAYA Volunteer Community Laadership Development Services Jaffna
7 CARE Gradit & Training for Economic Development in Kurenegaia
Ruraé Sri Lanka {(CATER) Anuradhapura
18 SAMA Crganic Cultivation & Conservation Battaramulla
19 LMS Small Enterprise Development Program for Rural Women Allsland
20 FPASL Youth Counsaling Center Golornbo .
21 ESC Piivats Sector Dairy Development To b identified -
2 LCES Pre-apprenticeship Skilla Training Colombo
23 CARE CATER soegala
24 SLAVSC Private Provision of Health Facilities Kandy -
25 | HBE Establishment of Clothing Training — Institute of Northem Sri Lanka daffng __
28 SARVODAYA Volunteer Community Leadarship ' Kurunegala -
27 MALLAKAM Assistance to Mallakam Rural Development Scheme Jafina
1501010.CHP
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ACRONYMS

All Ceylon Buddhist Congress
Cooperative for American Relief Everywhere

Credit and Training for Economic Development in Rural Sri Lanka

Central Council of Social Services

Country Development Strategy Statement
Co-Financing Project

Cooperative Rural Bank

Credit Union National Association

Democratic Pluralism Initiative

Family Planning Association of Sri Lanka
Federation of Thrifts and Credit Societies
Government of Sri Lanka

Hindu Board of Education

International Executive Service Corps
international Human Assistance Program
Development Innovations and Networks

Name of Vocational Training Institute

Lasallini Community Education Services
Lanka Evangelical Alliance Development Service
Lanka Mabhila Samiti (Sri Lanka Women’s Society) -
Non-governmental Organization

Tamil word for spring

Project Assistance Completion Date

- Project Paper

Private Voluniary Orgamzauon

- Lanka Jathika Sarvodaya Shrama_dana Sangamaya

Sarvodaya Economic Resources for Village Enterprise

Sri Lankan Asscciation for Voluntary Surgical Contraception

U.S. Agency for Interational Development
Wildlife & Nature Protection Society of Sri Lanka

Welfare Society of the School for the Memally Sub-Normal
(or Chitra Lane School) '

World Council of Credit Unions

_ Young Men’s Christian Association

- vi._



1. BACKGROUND

For over a decade USAID/Sri Lanka {USAID), coordinating closely with the
Government of Sri Lanka (GSL), has supported the programs of a wide range of
non-governmental organizations (NGOs), both Sri Lankan and U.S. agencies
operating in Sri Lanka. Activities sponsored through two separate but closely
related projects--USAID PV0O Co-Financing I and II {Co-Fi I and II)--are the
subject of this evaluation. The two projects (#s 383-0060, 383-0101) were of
similar design and concept. The first began in August 1979 and operated until
August 1989. The second was authorized in September 1987 and is projected to
continue until August 1993.

The Co-Fi I Project was evaluated in 1983 and again in 1986. The 1986
evaluation in particular recommended significant design changes, most of which
were seriously considered and many of which were impiemented by USAID.

Management Systems International (MSI) was commissioned by USAID to
conduct this third appraisal of the overall Co-Fi activity. This study
focusses on five major aspects of the two projects:

1. A review of the impact of both projects against benchmarks set
forth in USAID Project Papers;

2. A review of the degree to which the Co-Fi Projects have
incorporated the recommendations of the 1986 evaluztion;

3. An assessment of USAID and GSL management of thé two prdjécts,: 
particulariy the Co-Fi II Project; -

4. An assessmeﬁt of Co-Fi II sub-projects aﬁd the.degree to which
these sub-projects have benefitted intended participants: and

5. An analysis of findings gathered from researching thé'abOvefissues
fellowed by recomm?ndations for improving project performance.

The complete scope-of-work for the study is presented as Annex A.

This brief {23 worklng day) but intensive study was carried out by. four
MSI consultants--Mahlon Barash, David Callihan, Edward Glaeser, and S.P.F. :
Senaratne--with excellent a551stance from E.K. Koswatta of the GSL Ministry of
Policy and Plan Implementation. Throughout the period of the study :
axtraordinary support and assistance was provided to the team by a range of
USAID’s staff, both American and Sri Lankan. NGO leaders, headquarters and =
field staff were invariably generous with their time and pat1ent with the '
team’s numerous questions.

To cover the broad range of questions included in the scope of work in
the limited time available, information and data were collected at three
levels of detail. First, the team with the assistance of USAID, collected
1nform§t;on about the th1rty eight now completed Co-Fi I sub-projects. (See
Ar:nex :



Second, the team conducted file research and selective interviewing
concerning the twenty-seven ongoing Co-Fi Il sub-projects. This step included
the compilation of informaticn on each RGO activity presented in “Sub- proaect
Briefs™ found at Amnex C.

Third, the team selected NGO sub-project activities under Co-Fi II for
$x§§nsive field examination. The criteria used for this selection were as
ollows:

. only activities over 30% disbursed were eligible (to ensure f1e1d
activity was underway);

a activities selected had to be contiguous in two areas which-the -
team, divided into two groups, could reach;

. at Jeast one had to be a sub- -project grant to a U.S. NGO;

a at least two NGOs had to have received funds from both Co-Fi I and'
115 and .

s at least two had to be first-time recipients of USAID funds ‘under
Co-Fi II. _

Nine activities met the thirty percent disbursement criteria. ApﬁTyinge
the remaining criteria the following eight activities were selected, with the.
concurrence of USAID staff, for concentrated field study:

Agency 1 & II / New entrant / USNGO

LEADS X
. Sarvodaya
. NBA

ACBC

5. CARE

5. YMCA

7. Jinarathana X

8. Chitra Lane X

.uwm»—-
KM M KM
§

Case studies concerning the activities of the first six agencies on the-
list are presented as Annex D. In addition to these six case studies it was
originally envisaged that one additional study, covering the activities of
USAID’s major initiative to support an umbrella organization, the Central
Corncil of Social Services {CCSS), would be writien. The idea of writing this
~ was dropped, however, because the CCSS activity has only recently begun.
Instead findings about the CCSS activity are found in the main report and in a
sl1ght]y expanded "Sub-project Brief" (brief # 5, Annex C).

Case study data were collected by interviews with NGO headquarter s and
field staff, and from beneficiaries. In order to collect consistent data a
"Data Co]Iection Guide " was used. The "Guide" is presented as Annex E. -

_ Finally, in order to round out the sample of Co-Fi II actxvities, tne
team also conducted headquarters or field visits to cover the other two .
agencies on the above list, as well as two in the health field, the unuSual -



CUNA/WOCCU sub-project assisting Thrift and Credit Societies, and the three
agoncies USAID is supporting in the Jaffna region.

USAID’s decade-long NGO support program has made substantial progress
despite unsettied times of civil strife in Sri Lanka since 1983. Through a
period of terrorism, work stoppages, fiercely contested elections--and the
fear and uncertainties these provcked--along with an overall period of.
resulting stifled economic growth, all programs in Sri Lanka were greatly
affected. The Co-Fi Project was no exception.

During the course of this study this became abundantiy clear as the team -
reviewed sub-project files, visited sub-project sites and read or heard the
foliowing: "We have not submitted ocur progress report because the district
office was burned and seven dead bodies were found in the ditch the next _
morning.” "We had to take our files and typewriters to my house because the
office was being shelled periodica]]y by Indian troops.® "Our preject vehicle -
was commandeered by local renegades." "Three young men came to my office, put
a iive grenade on my desk and told me it would be set off the next time T
didn’t obey orders.”

The €o-Fi II Project began in 1987, about the time of the most intense-
insurgent activity of the entire decade. Therefore, it was clear that the
project’s results would have been different had it not beern for such .
unfortunate circumstances. The evaluation team was asked to concentrate
mainly on the Co-Fi II Project, and this was done.

The study was propitiously timed as the Mission is in the process of
writing a new Country Development Strategy Statement (CDSS) for the period
1992-1996. This report is intended for use both in that planning process and .
in the coentinuing operation of USAID’s Co-Fi Project. Both the CDSS exercxse
and this report come at what is hopefully the end of a long period of = .
political turmoil and stified economic growth in Sri Lanka. NGG’s have often
played a key role in assisting countries as they émerge from di¥ficult times
'such as those recently experienced in Sri Lanka, both in terms of pr“"1d1ng
relief and rehabilitation and shortly thereafter by contr:nut1ng to '
development change.

The next twoc sections are the results of our study. The first looks :
retrospectively on the past and summarizes accomplishments and major findings.
The second consists of conclusions and recommendations. Both sections are
‘based on the team’s related experiences and the study of wide range of
activities and subjects over a Timited amount of time. There are certain,
therefore, to be errors of both fact and interpretation for which we
apologize. .



II. THE LAST DECADE

A. The Evolving Role of NGOs inm Sri Lanka

- It is usually taken for granted that NGOs and voluntary secial act1v1ty -
"~ have had a long history in Sri Lanka. If what is wmeant is that rural, '
largely self-sufficient communities have developed ways through which they

. organizad community effort for community purpcses, this statement is ne doubt
true. It is ziso true that the absorption into a country-wide economy and
integration into a national political system of a "modern" iype have had the '
effect of dlunting this community effort.

In urban areas in Sri Lanka non-governmental activity took a different
approach. - Guided by western orientations, often supported by business -
interests, both local and British, the upper-middle class locked after its.
Tess well off neighbors--among them the deaf, the blind, the crippied, the

aged and the orphaned. Community collaboration and caring for the peor have a

- long-standing traditicn is Sri lLanka. Feollowing independence, there was an
- increasing interest in economic development instead of solely providing
weifare. G0ld organizations {ur for that matter new ones whach were
established at this time, sometimes under forelgn impetus) adciziled new 3
approaches to development which emphasized income generation, skills tra1n1ng, .
employment and family pilanning. :

‘Mora recently there has been another change, brought about this time by '
- the troubles Sri Lanka has aexperienced inm the lasi seven years.. Deve]opment

~ has been pursiued with a new urgency and has heen suppiemented with '
rehabilitation activities. _

The issue of resource distribution, as it has taken shape in Sri Lanka

 in recent times, has a rural focus. The issue relates tc the distributidnzof~_-'

resources betwesn the rural and urben sectors and the redistribution of
resources within the rural sector. What then is the rural probiem in Sri
Lanka? Why does it exist and how has it emerged in a country whose rural
sector has been much better served by government po]1c1es than that of many
other countries? .

For many decades now, the viilage has seen its'mobiTity and advancement -  f

coming from extra-village occupations, particuiarly {rom goverrment employment

rather than from viilage-based agr1cu1ture. Yhy this has happened cannot be .Z-:j

fully explained in terms of narrow economic logic. To a large degree, it is
- the result of continuing population growth in a country whose fimite gquantity
of arable land has, for tha most part, aiready been claimed and is’ “under -
cultivation. Within Asia, Sri Lanka is second only to Bangladesh as havang
the TOwest amount of per capita arzbie land. .

B The demand for education through which this employment was to be

attained has been part of the political armory of the village for a very . 1ong _f"?

 time -~ at least since universal franchise gave the village its vote in 1931.

~ No government has denied the village these facilities. Yet none has been abla 'fi'f-fi

to catisfy, in any substantial measure, the demand for non-agricuitural



employment which increasing numbers of rural citizens aspire to as a venue for
social and economic mobility.

This then is the dilemma in which the government finds itself: 7¢ find
- ways to encourage enough economic growth to provide private sector non-farm
empioyment to an expanding population. This challenge includes intensifying
agricuiture to provide an improved and acceptabie standard of living to a
significant proportion of the rural population.

In recent years many NGOs have targeted their interventions to address
‘the probiem of inadequate rural incomes. Ignoring organizations which work
for, and within, a singie village, one count estimated that there are two
 hundred NGOs working in Sri Lanka. About forty of these are of foreign: s
origin. Some NGOs operate throughout the country while others confine their -
activities to a single region. There are others which 1imit themselves ‘to a
single village or project. '

~ USAID’s project is not a replication of activities found in other
countries in the region; there are interesting differences between NGO
activities in other Asian countries and the strategies being pursued in Sri
Lanka. In India there was previously hostility by the government towards the"
NGO community. However, more recently, NGOs in India have been accepted as
having -a legitimate role to play the country’s development. Comment on public
- policies now come from the NGO sector. In Bangladesh, in the early days of
- 1iberation, NGOs enjoyed an operating environment without restrictions. Now

the government exercises more controi but a]so-assignS'significant-deveTopment"'

responsibilities to NGOs. What can be said about the situation in Sri Lanka?
Do the NGOs provide comment on government policy? Are important development -
tasks ass1gned to Sri Lankan NGOs as is the cace in Bangladesh or are they
fulfilling other roles? Although there are important exceptions like
Sarvodaya, in general the role of NGOs in either of these dimensions has yet

to be clearly established in Sri Lanka. (The GSL’s policy on NGOs is presented:j'é'

as Annex F.)

In the per1od ahead there is every likelihood that the role of NGOs will
become more significant than it has been historically. Such a continuing. '
evolution of the importance of Sri Lanka’s NGO communxty will make USAID
support more critical than ever before. USAID has given support for many
years and has learned valuable lessons about the capabilities and operating
styles of Sri Lankan NGOs and has also succeeded in establishing a positive
relationship with the government on such matters. USAID has an 1mportant ro]e
to play in supporting the continuing evolution of Sri: Lankan NGOs.



B. Project Overview
1. Co-Financing Project Histgry

USAID’s NGO Co-Fi II Project is a logicai continuation of an earlier
project begun in 1979. The predecessor activity, Co-Fi I, was predicated on
the idea that USAID couid find the means through NGOs to multiply and improve
tocal development efforts to benefit the poor majority in Sri Lanka.

During 1979-1989, the Co-Fi I Project financed 38 activities among
twelve national NGOs and six U.S. NGOs. All Co-Fi [ activities are now
complete. These grants totaled nearly $3,700,000, represented a wide range of
development interventions, and created an sxperience base for the
participating NGOs, USAID and the GSL.

The Co-Fi 11 Project got underway in 1987, and for a time overlapped
with some final activities of the earlier project. Co-Fi 1I is slated to
operate until 1993 with a life-of-project funding of $6,046,000. $1,000,000
of this amount is to be used in Sri Lanka’s North and East.

As of March 1990, twenty-seven sub-grants representing a commitment of
over 34,350,000, or 72% cf this amount, have been processed by USAID. Over
$700,000 of this amount-is expressly for NGO operations in the North and East.
During this evaluation, USAID received another five proposals seeking to claim
a portion of the balance of Co-Fi II‘s funds.

A review of the Co-Fi II Project shows that:
" USAID has funded 27 sub-projects with 22 different NGOs;

. four organizations - CARE, Sarvodaya, CUNA/WOCUU, and CCSS - have .
received 70% of the a]locatlons, _

= NGO contributions have averaged 58% and thus exceeded USAID
requirements by a large marg1n H _ .

. the range of grants was from $12,000 to $670,466; and
u the average grant was $160,920.

The follcewing tables document financial information for each of the grants
under Co-Fi II. _

' The Project Paper states "Cash or in-kind contributions of at least 25%

are required from non-AID sources.” USAID/Sri Lanka has interpreted this as
meaning that NGOs must contribute 25% of the Mission’s financial commitment.
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TABLE 1
PVO CO-FI II GRANTS

2183 |

70000 |

71800 | -

DATA SHEET
a5 of 324590
: . ~ USAID

# PROQJECT DESCRIPTION NGO STARTED| PACD | TOTAL

1] AGRICULTURAL CREDIT SCHEME SARVODAYA | 12-1-87 |12-31-90 :

2 | SERVE — CREDIT & TRAINING CARE 33088 | 123190 | 115730 |

3 | HOME GARDEN PROJECT-It YMCA . 3188 | 22800 | 155833 |

4| TRAINING FOR YOUNG WOMEN ACBC 5-1-88 | 4-30-90 65,085 |

5 | STRENGTHEN CCSS CCSs 5188 | 51983 ] 580,770 | -

6 | DEVELOPMENT — 50 VILLAGES OOTRU 5-1-88 | 5-1-91 | 138250 |

7 | VILLAGE DEVELOPMENT LEADS 5-1-88 | 5-1-90 | 29,495

8 | SOIL CONSERVATION WNPSS 5-1-88 5-1-80 12,000 | -

9 | TEACUP PROJECT CARE 83088 | 6193 .321,850 |
10 | DISABLED VOCATIONAL TRAINING WSSMSNC | 7-1588 | 7-1491 | 53850 |
11 | STRENGTHENING TOSS WOCCU 9188 | 8391 | 58318 |
12 | WALGAMPAYA VILLAGE DEVELOPMENT MARGA 8188 | 7-31-80 | 498516 |

13 | ECONOMIC UPUIFT — SMALL FARMERS NATIONBUL. | 11-1-88 | 9-30-91 . _
14 | VOCATIONAL TRAINING iINSTITUTE - JINARATHAN | 8188 | 93091 | 130985 | =
15 | REGIONAL DEVELOPMENT ASSOCIATION IRED 10389 | 9-30-91 | 118,450

16 | COMMUNITY LEADERSHIP DEVELOPMENT SARVCDAYA | 6189 | 73101 | 440988 .|
17 | CATER — CREDIT & TRAINING CARE 8189 | 22890 6058 | -
18 | ORGANIC CULTIVATION/CONSERVA. SAMA 10-18-88 | 12-31-91 | 86,861 |

19 { WOMEN’S SMALL ENTERPRISE DEV. LMS 9-i-89 | 63089 . 20848 |
20 | YOUTH COUNSELLING CENTER FPASL 12189 |11-30-62 { 98900 |
21 | PRIVATE SECTOR DAIRY DEVELOPMENT IESC 12189 |[1130-90 | 84400 | .
22 | PRE-APPRENTICESHIP SKILLS TRAINING LCES - 12-1-89 | 11-30-91 { : ,

23 | CATER CARE 12390 | 83183 | 670,466 |
24 | PRIVATIZED HEALTH SERVICES SLAVSC 1-1-90 | 13191 | 39,300 |
125 | CLOTHING TRAINING INSTITUTION HBE 1-30-90 | 1-30-91 | 92492 |
26 | VOLUNTARY COMMUNITY LEADERSHIP SARVODAYA | 2-1-80 | 3-1-83 | .124,020 i}
127 | RURAL DEVELOPMENT SCHEME ASSISTANCE | MALLAKAM 2-1-80 | 3191 26050 |

TOTAL 4344841 | °
AVERAGE e |

1501-001




TABLE 1

PVO CO-FIII GRANTS
as of 3724590
USAID
USAID NGG TOTAL PERC"‘"'“*‘ i-O-F § COST/
# NGO TOTAL TOTAL COST NGO MONTHS | MONTH
1 SARVODAYA 02,183 23,591 115,774 25.59 25 3,687
| 2 | CARE - 115,730 | 145,681 261,411 125.88 33 3,507
3 | YMCA 155,833 | 184525 340,358 118.41 — 24 | 8493
4 ACBC §5,085 39,033 104,118 59.97 'g4 S 2,712
5 CCSS 580,770 58,000 839,770 10.16. . §1
8 | OOTRU 138,250 40,483 176,713 26.70 24 5877
7 | LEADS 29,495 16,312 45807 | 5530 _ 12 2,458
8 WNPSS 12,000 5,154 17,154 - 4295 24 i - 5B00.|
8 ‘CARE 321,859 288,786 808,645 89.10 99 - 9,455
10 WSSMSNC . 53,850 83,727 117.577 118.34 - 36 i 1,496
11 WOCCU 588,318 - 588,318 0.00 35 | 18752 |
12 MAPGA 49 518 40 788 99,304 100.55 47 1,054 |
13 NAT «ON BUI. 70,000 .. 84.375 154 375 120.54 34 2,089
14 JINARATHAN 130,895 101,175 232,170 77.24 28 {. 5,038
15 | IRED 119,450 37,134 156,584 31.09 "33 | 3,620 |
18 SARVODAYA 440,988 281,875 722,861 8392 27 -18,333
17 CARE 80,588 38,553 99,139 83.63 -7 - 8.655
18 | SAMA 88,861 35,280 122,141 40.62 27 | 8217 ] -
19 | LMS 26,648 14937 | 44583 50.38___ 10| 2965 |
20 FPASL 98,900 31,975 130,875 - 32.33 368 -2.747
21 IESC 84 400 B84.400 168,800 100.60 12 7,033
22 | LCES 71,800 17,950 89,750 25.00 24 2 992
23 | CARE 670,486 568,871 1,239,337 - 84.85 43 15,592
24 | SLAVSC ~ 39,300 31,875 70,875 80.80 13 1 3023
25 HBE 92,492 30,948 123,440 - 33.48 12 7,708 1~
28 SARVODAYA 124,020 124,020 248,040 100.00 37 3352 | '
27 | MALLAKAM 26,050 11,375 57,425 43.67 13
TOTAL | 4,344,841 ; 2,408,800 6,753,444 758 | 145,649
AVERAGE - 160,920 82,638 250,127 - 157 30 1 5,826 |

1561-001

*  USAID/SL requires that participating NGOs contribute 25% of USAID's grant commltment. -

- Therefore, percent of NGO contribution is detarmmed by NGO commitment dmded by

USAIDISL commitment.
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nging Objectiv

The objectives of the Mission’s Co-Fi activity have evolved and changed
somewhat over the years.

Co-Fi I’s original stated purpose was "to enhance the opportunity of
local communities to participate in their own development by assisting
indigenous and U.S. NGOs in undertaking collaborative activities which improve
the lives of the poor.”™ This "Logical Framework” statement of purpose was
supplemented by a 1ist of eight other objectives:

1. to enhance the opportunity and capacity of the rural poor to
participate directly in their own development;

2. to develop the institutional capacity of'indigenous NGOs to.
effectively collaborate with local communities...;

3. to increase the participation of women and disadvantaged segments
of society...;

4. to promote private enterprise;

5. to create empioyment opportunities and raise incomes of the rural
poor;

6. to accelerate the application of appropriate technology at the
Tocal level...;

7. to promote community-based, integrated rural development on a
self-sustaining basis.

The promotion of private enterprise was added to the above 1ist by grant o

amendment after the 1983 evaluation.

The higher Tevel objective {goal) of Co-Fi I was rural and human
development that increases agricultural production and employment and 1mproves
human productivity and the quality of life of the poor majority.

The Co-Fi II Project Paper states the purpose of the activity in much
the same way as Co-Fi I, "to enhance opportunities for local communities to
participate in their own development” but, uniike the earlier project, puts
more emphasis on "increasing the involvement and effectiveness of [NGO’s]
conducting development activities.”™ Indeed if there is a major difference in-
the design of the two projects, it is that the second more clearly f0cuses on
strengthening NGOs as the means of reaching the poor majority. :

This changed emphasis and intent is clear from what the Mission cails
"elements” of the Co-Fi II Project, the major one of which continues f1nanc1ng
sub-projects just as in the earlier project, but to which three other "minor
elements” are added: 1) improving NGO management skills, 2) strengthening of
one or more NGO Associations and 3) starting a program of "micro-grants" to
small indigenous regional and community-based NGOs. This changed emphasis is

9



also shown by Co-Fi II's stated Goal: "to increase the number and diversity of
private organizations which address significant local and national development
problems.”

The changes in emphasis between Co-Fi I and II expressed in the
Mission’s July 1987 Project Paper were to correct some of the shortcomings
identified by the project evaluations in 1983 and 1986.

Although not included in the Co-Fi II Project’s Logical Framework as a
goal, the Mission makes clear that NGO activities should increase rural
productivity and income and promote private enterprise.

3. Co-Financing Implementatign Process/Procedures

The project is implemented through sub-project grants to NGOs that meet
the approval criteria of USAID and the GSL. These criteria and procedures are -
covered in a hooklet published by USAID. Sub-projects are "co-financed" in
that a non-AID contribution must be, at a minimum, 25% of the total
contribution by USAID. The review process involves a standing committiee at
AID, the Project Review Committee, arnd all proposals are also screened by the
GSL. The USAID staff has listed twenty-six separate steps in the process
Teading to the approval of a given sub-project, the exact number of which
depends on such things as whether the NGO is registered with USAID, the
¢larity of its proposai and whether or not there are any technical or
administrative guestions that require further clarification.

After approval of the sub-project, the NGO is advanced a portion of the
grant and further payments are made against the receipt of accounting
information indicating expenditures against approved budget line-items. This -
replenishment can be as often as monthly. USAID requires that the accounts of
each NGO be audited by am outside CPA firm annually. Each NGO is also-
required to submit quarterly reports in a prescribed format, and is asked to
conduct a mid-term and final evaluation of its USAID funded activity.

2 Although stated in the Project Paper as a goal, according to Logical
Framework terminology, this is actually an output. For discussion of project
design see page 14. : '
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An i f tiven
1. USAID PERFORMANCE

USAID has moved forward to consider a wide range of NGO proposaTs under
its Co-Fi II Project. Twenty-seven had been approved at the time of this
evaluation and a twenty-eighth was added to the list during this evaluation.

It was clear however, from the Mission’s scope-of-work for this
evaluation, and in briefings the team received in Colombo, that there is
considerable dissatisfaction within USAID with the overall cperation of its
Co-Fi Project.

The main criticisms made by Mission staff were that:

- policies, criteria and procedures for selection and approval of
sub-p~ojects are not rigorous or objective;

s USAID staff is more interested in form than substance-i.e., the
degree to which NGOs followed formats and complied with rules and
regulations, rather than the nature and possible value of the
activity proposed;

s a limited representation of agencies, with which USAID has had
long experience receive most of the resources; and

» the overall process is too cumbersome and time-consuming.

In interviews with USAID staff and a representative sampie of NGO
leaders, in case studies, and through a file study of the twenty-seven
existing grants the team tried to draw independent conclusions about these and'"
other questions USAID had asked in its scope-of-work. The teams findings
about these matters, and a range of other aspects concern1ng NGOs and
beneficiaries, are summarized below.

AID- lation

According to officials of the Ministry of Policy Planning and
Implementation and the Depariment of External Resources, USAID is the donor
which has worked most closely with the GSL with respect to NGO matters. Both
government entities have been included in USAID Co-Fi processes in important
ways. For example, after proposals are approved by USAID, they are routinely.
sent to the Ministry of Policy Planning and Implementation for final approval.
Among donors, USAID seems to be the most consistent in making an effort to tap
the energy, enthusiasm and strengths of NGOs in Sri Lanka. USAID therefore .
has established a leadership position in this field as well as a knowledge and
experience concerning NGO capabilities and shertcomings that is perhaps not
resident within any cther donor orgarization in Sri Lanka.
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Project Design

The design of the Co-Fi II Project has a number of weaknesses. As it
now stands, it is of little use to heip f:ame or guide the thinking of USAID’s
present or future staff, or for the use of staff in drawing up substantive and
¢lear criteria for use in judging projects. It is also of limited use as an
evaluation tool against which to judge project accomplishments. (See page 13
for USAID’s Project Design Summary Logical Framework.)

The linkages between the various objective levels are not clear, nor are
the objectives themselves. For example, the goal is stated as "to increase
the number and diversity of organizations addressing significant local and
national development problems.” This goal does not relate to the Mission’s
CDSS strategy. Since, it is cleariy something the Mission can assure_happens
in this project alone, it is an output level result or “"deliverable.”® »3 An
alternative goal statement might be "to create employment and increase income
of the poor majority," which provides the proper linkage with the CDSS.

In iurn, the goal level indicator used in the present design, "increased
productivity and income for the poor majority," will not indicate whether the
goal has been achieved. This indicator is closer to what the goal itself
should be.

- The present design’s purpose statement is "Lo enhance opportunities for
Jocal communities to participate in their own development by increasing
involvement and effectiveness of NGOs conducting development activities."

Then this qualifier is added: "The purpose is to be achieved within the .
context of NGO activities relating to the new Mission strategic objectives of
increasing rural productivity and income and promotion of private enterprise.”

The purpose level is perhaps the most critical aspect of the Logical"
Framework’s utility. A better purpose statement might be: "To test and
demonstrate key rural interventions which assist the poor to improve their =
standard of 1iving." It should tie an activity - inputs-outputs (the level of
Mission’s manageable interests) - to some higher level objective.

The team also found that the purpose Tevel indicator was not
appropriate. For example, "annual rate of assistance by U.S. and indigenous
NGOs from their own resources should increase by 10%," is really an indicator -
for what should be an output - the achievement of financial self-sufficiency.
Also, the focus should probabiy be on the self-sufficiency of local NGOs and
not U.S. NGOs.

3 The goal should be the program rationale - the higher/broader objective"
to which this project, combined with others, contributes. Therefore, the goal-
should not be achievablie by this one project alone. ' :
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Project Titis & Number:

TABLE 2

USAID'S PROJECT DESIGN SUMMARY
LOGICAL FRAMEWORK

PVO Co-Financing 14-383-0101

Frogram or Sactor Goal: The broader

- abjactive to which this project contribuies:

Measures of Goai Achlevement:

Assumptions for achieving goal targets:

GSL - Continuation of PVO.c!MBﬂ
; and support funde

o PVOe Fundnmdmanagoment

-"1$&1#oo4 _'

ast - swfmmdmmm. -
$0.500 million : _
PVO - $3.0million

USAID and GSL implementation recorde

NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE WNDIGATORS | MEANS OF VERIFICATION IMPORTANT ASSUMPTIONS

Project Goal:

To increase the number and diversity of Ceniral Bank statistica That the PVOs can aselet and molivate the
organizations adviressing significant local and Increased productivity and income for the poor poor majority 1o increase thek productivity,
national development problems. - majority, ' ncoma and thue thair standard of living.
Project Purpose: Conditions that wil indicate pﬁrpou has Auunpﬁﬁ for achieving purpose:

been achieved: End of preject swatus, .

To enhancs opportunitiee for local Naticnal statistics PVOa will improve thelr financial base io
communities to participate in thelr own Annual rate of sseistance by U.S, and increaso their asoisiance for activities in Sri
davalopment by increasing the involvement Indigenous PVOe from own resources Lanka,

and sffectiveness of PYOe conduciing increased by 10%.

development activities. The purpose ls to be

achieved within the context of PVO activiies

relating to the new Mission strategic objectives

of increasing rural prodyctivity and income and

promeotion of private snterpries.

Outputs: Magnitude of Outputs: Asvumptions for achieving outputs:
Completed subproject; - 30 sub-grants provided

Moie U.S. FVOs active in buliding up « 50 minor grants provided USAID and GSL implementation recorde GSL. encouragement and support for U.S. and
- institutional capability ol indigenous PVOs; - one of more umbrella organizations . : indipanous PYOe to expand activiliea will
Mora indigenous PYOs becoming involved in = | eetablished continu. _

self-reliant development activities, ~ 20 indigenous PVOe assieled 1o Increased aterest of indigenous PVOs in

a improve management _l!dlia mosling A.1.D. rscuirement for funding.

Inpuh: h\phmenhﬂon Tugot (Typc and Guanﬂm Assumptions for providing input;
ALD. - Gmnt iundlnq ALD, - SB 1 millon GSL policy of encoursging promotion of

privale enterprise wik confinue and in tum
privaie enterpriae will Increase,



The team had particular problems with the four output indicators. Only
two seemed to be actual indicators. Even so they are not indicators of the
accomplishment of the stated outputs. The statements "20 sub-grants provided”
and " 50 minor grants provided" are really inputs because they are the
provision of resources and do not indicate any results of providing these
resources. The other two indicators are more results oriented. Hocwover, a
whole new set of indicators should be established for new outputs. They
should show the result of providing the resources and not just state the
resources provided. Good indicators should have three elements - time (e.g.,
target date for accomplishment), quality, and quantity.

The above presents a few ideas to be incorporated in any rede51gn of the .
project. If the new purpose is to test and demonstrate - model building -
then the first step in the redesign proces should be to classify the projects
by type of activity/intervention to date to see what can be learned from each.
As the project is redesigned, NGO representatives could be assembled to
contribute their ideas.

Pr ligi i i

In 1987, USAID published a paper titled "Guidelines and Procedures for
the USAID PVO Co-Financing Project 11-383-0101" for NGO’s interested in = -
submitting propesals. It suffers from ambiguities, in terms of criteria:and
‘subject matter, and does not present critical information in an easily :
discernable mannar. An abbreviated and weil-written version of the document,
useful ma1n1y in describing the Co-Fi Project in only an introductory way, was
issued in early 1989.

The team did not study the question of how NGOs learned about the USAID
program. Likely it is by means of information through networking, and through
routine inquiries to donor agencies, According tc a study done for USAID by a
Peace Corps Yolunteer, nearly 100 Sri Lankan NGOs are in a position to qualify
for USAID funding. Although many of these agencies may have of notion of
USAID as a possible donor they may not all be aware of the Co-fi Project.

The team studied various aspects of USAID‘s process of reviewing
proposals. Thus far under Co-Fi II, USAID has rejected 35 proposals. Of
twenty-seven proposals that eventua]ly led to grants only three were accepted
in their original form. Eight had to be reformulated once and thirteen two or
more times before approval.

This, of course, may prove many things or have many causes. In many
cases requiring the reformulation of proposals might have yielded better:
activities. It may have been an indicator of the relative unsophistication of
NGOs appliying or represented a problem in communication between USAID and
NGOs.

The team could not be sure. In one way or another, it involved all these
things. The team went on to look at the proposal process in a variety of
additional ways.

In order to comparatively judge sub-project desighs, the evaluation team
developed an analytical series of questions which were applied to the
documentation of each sub-project.
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--form versus substance: judging : - a scale of one to five, we gauged by
reviewing USAID’s comments on each prop. il whether the concerns appeared to
be mainly form, a score of 1, or mainly substance, a score of 5, (with
gradations in between). In eleven of the 27 sub-projects, USAID seemed to
concentrate on form alone. In twelve, questions of form and substance were of
equal concern. In only three were USAID concerns and questions about:
substance alone.

--¢clarity of design: we rated each sub-project design by judging how
weil outputs were logicaiiy and consistently linked to purpose. On a scale of
1 to 5, with 1 an unclear purpose and 2 through 5 representing 1ncreas:ng]y '
clear ties between purpose and outputs, eight designs scored 3, that is, they
seemed to have only a moderaie relationship between cutputs and purpose;
eleven seemed guite adequately designed, and the remaining seven (26%) seemed
to deserve a score of 5, the highest and best rating.

--yse of ¢riteria: we looked as well for evidence that the merits of
proposals were debated on the basis of criteria set forth in USAID’s
Guidelines. Statistical scoring was not possible due to a lack of detailed
notes or memoranda concerning the discussions at review meetings. However,
our clear impression from interviews was that the published criteria were not .
systematically used as a guide because they are too general and all 1nc1usxve
to be of consequence.

--special interests: the team also tried to ascertain whether "special
interests™ influenced the approval of NGO grants. In a number of instances

this was the case. A grant to CUNA/World Council of Credit Unions was c]ear1y o

a case of the Co-Fi Project Review Committee being overruled in order to give

a grant, and several other grants were encouraged by specific Mission officers -

or made because particular funds, (i.e. for health) were availabie for use in
the Co-Fi Project despite this not being an area explicitly targeted in the .
original Project Paper. (The PP did indicate, however, that 15% of the
projects could be outside of the basic sectors of concentration.)

--time_in process: In data provided by USAID covering the period from
May 1989 to the time of this study, the average elapsed time to consider and .
approve a proposal was 203 days, or almost seven months (see Annex G). The
exact time depended on such things as whether the agency was already
registered with AID, the clarity and complieteness of the proposal or whether
AID had any techn1ca1 or administrative questions.

Resource Allocations

We examined the matter of which agencies got what, whether the same '
agencies were involved in both Co-Fi I and II, and the degree to which USAID
had met its objective "of increasing the number and diversity of NGOs" -
included in its Co-Fi II Project. .

This analysis indicated USAID is indeed succeeding to increase the
number of NGOs it supports. USAID funded 18 different agencies under Co-Fi I
and, thus far, 14 additional agencies have received funding through Co-Fi II. -
The Co-Fi 1 Project invelved 38 grants to 18 agencies, six U.S. and twelve Sri
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Lankan. Co-Fi II thus far has given 27 grants to a wider range of NGOs--22
agencies, two U.S. and 20 Sri Lankan.

Six Sri Larkan and four U.S. agencies which had received funds. under Co-
Fi 1 had received none under Co-Fi II. As of now, only seven Sri Lankan and
one U.S. agency have made the transition from Co-Fi I to II and received funds
under both projects. Co-Fi Il grants have been made to twelve Sri Lankan and
two U.S. agencies which are invelved in the program for the first time. One
of these is to an umbreila organization, the Central Council of Social
Services, which has over eighty affiliates. Three of the new Sri lLankan
agencies operate solely in the Jaffna area.

It appears true, however, that a few agencies in the past received the
lion’s share of the funding. Five activities involving six NGOs (and 18 of
the 38 grants) received a total of approximately $2,655,000 of the Co-Fi I
Projects’ final expenditure of 3$3,700,000--the Diya]gaTa Boy’s Town, over
$547,000; International Human Assrstance Program {IHAP) over $370,000; the
Overseas Education Fund and Lanka Mahila {Women’s) Society, over $690,000;
Sarvodaya, over $490,000; and Nation Builders, over $558,000.

Several of the recipients of large grants in the earlier program have
received reduced amounts or nothing in Co-Fi II. The Boy’s Town, for example,
is said to have graduated to self-sufficiency and no longer requires funds. -
The Lanka Mahila Samiti has received only a modest grant under Co-Fi II. In a
new grant, Nation-Builders has received only $70,000.

Co-Fi II has funded a greater number of NGOs which have a cons1derably
larger geographic coverage than agencies funded under Co-Fi I. Nevertheless,
it is still true that a small number of agencies have received. a,s1gn1f1cant
percentage of the funds under Co-Fi II. Sarvedaya is still a recipient in the
half miliion dollar plus category. CARE already has grants totalling almost
$1,200,000 under Co-Fi II (but had only expended $132,000 under the earlier
project). CCSS, an NGO umbrella organization with over 80 member agencies,
received $580,770. And CUNA/WOCUU received $586,318 to support the nation- -
wide operations of credit unions.

-Proj Monitori

USAID’s monitoring of NGO sub-projects has recently improved A full-
time staff 1iaison person for NGOs was added to the USAID staff a year ago.
That plus the improvement in the political situation has meant that USAID-
sponsored NGC sub-projects are now being visited regularly (except in the
North and East).

As the country’s peace and order situation improves, NGO reports to
USAID are starting to be filed more regularly as well, and thus USAID should
now be abie to react more substantively te NGOs concerning their activities.
We saw little evidence that USAID had provided feedback to NGOs concerning
progress reports. Such reactions and questions could help considerably in
improving these documents and putting NGO’s on notice that USAID is serious
about receiving reports containing data that give a 2al impression about NGO.
progress and problems. . .

16



Qur analysis of the fourteen NGDs under Co-fi II already reporting (the
remaining NGOs have only recently received grants and have vet to file their
first reports) showed that ten were filing reports we rated as "borderline
satisfactory™ or worse, while only four were rated as "higaly satisfactory”
with reports that provided readers a real feel for what was occurring in the
field. Over half provided 1ittle or no beneficiary data.

Information on the progress of NGO sub-projects is routinely put bafore
USAID management in quarterly Project Implementation Reviews. NGO reports are
also circulated to interested Mission staff. As far as we codld tell,
however, little * synthesized" or summarized information was being produced.
For example, *the information presented in the previous section on the number
and size of .%e various grants was not readily availabie and had to be
painstakingly collected and organized by the team. Another example of
information that could be routinely summarized for management would be the
total of funds committed to sub-projects by category or type of project, such
as vocational training, with a description of progress to date. '

Fi F m

Recently, the process of overseeing NGO accounts was streamlined. USAID
had collected originals of all receipts along with NGO financial reports,
which came in as often as monthly. This practice has .been replaced by a
system of regular spot checks of records held by each NGO. This should work
well provided enough field visits for this purpose are made by the staff of
the Centroller’s Office. This same staff has also begun to make visits before
or as grants begin. These visits to help "install® a proper accounting system
have been helpful and appear an effective means to form a partnership in
accounting matters between USAID and its client NGOs.

The Co-Fi Project draws on funds from several AID accounts--Food and
Nutrition, Education and Human Resources, Health and Special Development and
the Mission seemed to be effectively tracking expenditurers in each category..
However, since USAID considers proposals on a first-come, first-served basis,
good proposals the Mission may want to fund may be received only to find that:
funds in its particular category are limited or have been exhausted.

Health «nd population activities had originally been excluded from:CosFi-:
II. However, funds became available in that category and the Missien has
begun disbursing these.

Under Co-Fi I, NGOs had dif. ,ities spending funds due mainly to the
prevailing conditions of civil strife. This forced USAID to deobligate over
$1 million in funds from that project. Co-Fi II disbursements have since
1mproved Assuming stable conditions in Sri Lanka, there is little chance of
the prior disbursement problem being repeated.

The following two tables document the disbursement patterns of each of
the two Co-Fi Projects.
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Table 3
PYO Co-Financing I Project
(Project No. 383-0060)
Financial Summary as of 12/31/89

LOP $4.530,000
Obligations TD $4,9328,998
Commitments TD $3,700,338
Accrued expenditures $3,892,602
Pipeline $1,246,396
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Table 3
PVO Co-Financing I1 Project
(Project No. 383-0101)
Financial Summary as of 12/31/89

LOP $6,046,000
Obligations TD $6,045,000
Commitments TD $3,008,107
Accrued expenditures $ 544,179
Pipeline $5,501,821
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Management Sitrengthening

USAID’s intention to strengthen the management capabilities of NGOs, as
expressed in its Project Paper, has not matched its performance, largely due
to the unsettled conditions in the country. Nevertheless, in 1986 USAID did
hold a workshop on participatory evaluations and the users guide was
distributed to 40 NGOs.

In some cases, USAID used local consuitants to assist NGOs with proposai
design. The staff of the USAID NGO office also served capably in this role in
a number of instances.

The Missions first, main effort--and a considerable one at that--to
strengthen the capacities of NGOs involved finding and supporting an umbrella
agency to assume this role. The Mission considered three concrete propasals -
and opted for the one submitted by the respected and long-established Central
Council of Social Services (CCSS).

The ambitious CCSS activity is described in "Sub-project Brief 5" of
Annex C.

The CCSS traditionally has been seen as made up of affiliated member
organizations, over 80 in number, most of which manage social weifare
programs. In'supporting-the €CSS, USAID hopes to encourage many such CCSS
member agencies to shifi their emphases from welfare to development (an effect
USAID itself has had with some of its past NGO grants, e.g. the A1l Ceylon .
Buddhist Congress, the Chitra Lane School, and more recently with the Hindu
Board of Education).

Last September an expatriate Executive Director has assumed management
of the CCSS. Working with Board members, he and other new staff have
accomplished a great deal in a short time. Actions are well underway to
network affiliate agencies more effectively, to provide project design and
management training, to organize and administer mini-grants and to do much-
more, for example, to start regional branches.

Two main issues facing the CCSS are: 1) how well the agency can
represent the views of its members in policy dialogue since a small group of
member agency leaders control the CCSS, and 2) the degree to which the Beard
sees CCSS representing a constituency greater than its members.

USAID, in defining its role vis-a-vis CCSS, faces similar issues as the
organization itself. Some at USAID think of the CCSS grant as the major
answer to USAID's hope to provide "management strengthening.” But CCSS ‘is an
independent agency, with its own priorities and Board. It is, therefore, not
necessarily in a position to be called on by USAID to provide assistance to -
non-CCSS NGOs at all times. Just what the CCSS will and will not do as to
USAID requests for such assistance, or, for example, in doing special studies
USAID ma;fu1sh to comm1351on, and at what cost, needs to be worked out with
LCSS sta

~The team thinks the support of CCSS represents a fine initiative by
USAID and one that is likely to yield excellent results over time. But it
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management assistance to NGOs. There is much USAID itself, or through
agencies other than the CCSS, can and should do in this regard.

Special Dimension

The team looked at several sub-projects or subjects that represented
"special dimensions™ of the Co-Fi II Project. Comments on some of these are
in the following paragraphs.

The North and the East of Sri Lanka have been the scene of the worst
destruction and most severe dislocations due to civil conflict. The team
visited three of the Co-Fi II supported agencies native to and cperating in
that area--Mallakam, HBE and Qotru. All three seemed to be doing important
and badly needed work. The region, of course, needs much more than these
three agencies (and Sarvodaya, another Co-Fi recipient with intentions to-
operate in the Jaffna area) can give. Indeed, more than NGOs can give. But
it is clear that NGO activity of an intensive sort could be he1pfu1 in many
. Wways--to assist in rehabilitation and to get started once again in village
development. USAID might consider taking special steps, perhaps along with
other donors, to mount an intensive NGO support program in the North and East.’
Doing so would help meet immediate human needs and also begin, in a small way,
to bring northern agencies back inte contact with like agencies in the south.
The NGOs visited in the Jaffna area were extremely separatist oriented, and
suspicious of any such links. Such a "special program" should perhaps be
designed and run using criteria and procedures matching its emergency nature,
at least for the first year or so.

Through discussions with Democratic Pluralism Initiative (DPI) experts | |

contracted by AID/W, the MSI team examined how DPI objectives might be
represented in the Co-Fi Project. It became clear in these meetings that the
DPI should be conceived and implemented in a broad context and across a .
variety of Mission projects and activities. Equally apparent was that the Co-
fi Project could serve as an excellent vehicle for carrying out some DPI '
act1v1t1es, particularly in the “"voice” category, i.e. with NGOs involved with
increasinc the participation of "marginalized™ Sri Lankans or civic groups.
Elsewhere in this report it has been recommended that there be continual
deveiopment and updating of new criteria and "themes" for the Co-Fi ProJect
These could be adapted to publicize DPI activities and to solicit the P
involvement, for example, of organizations interested in human rights or
environmenta1 issues. Care should be taken, however, that NGOs that become
invoived in DPI under the Co-Fi Project do so because their 1nst1tut1ona1
mandate directs them to undertake such activities. .
The team also looked in some detail at the ggﬁazggggu_lggg_ggg_nrglg;;,
a costly $500,000+ venture funded under Co-Fi II to support the Mission’s
large Housing Investment Guarantee Program. The grant to an absentee NGO --
CUNA/WOCUU consultants visit only episodically -- seemed to be yielding
favorable results in terms of staffing and training cooperative offices
nationwide. Some of the local activities made possible by TCCS loans were.
impressive. Unfortunately, the housing component of the program, the original
rationale for USAID’s support, has collapsed due tc a change in GSL policy.
Thus, USAID has been left with an activity doing good things for a reason
other than originally envisaged. The activity should be reviewed, funding
should perhaps be decreased, but the activity should continue. (USAID-NGO.
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experiences with this aspect of credit, along with the variety of other RGO
supported credit schemes would make an interesting cross-analytical study
uhlch could be funded through the Co-Fi II Project, with the results
subsequently being made available to the GSL and the NGO community.)

The 1986 Evaluation and Recommendatigns

The Mission’s scope-of-work for this evaluation asked for an assessment
of the degree to which the recommendations of the 1986 evaluation had been
adapted into the current Co-Fi II Project. As previously discussed, the Ce-Fi
II Project had an intention to build the capacities of NGOs and to provide -
mini-grants through an intermediary organization (the CCSS sub-project),
expand the number of NGOs supported by USAID, and had initiated Controller
office visits to NGO’s to heip set up accounting systems. These three
accomplishments represented compliance with four of nine overlapping -
recommendations of the 1986 report. Two other recommendations had to do:with
extending the Co-Fi I grant, which USAID did. Another recommendation had to
do with publishing a brochure for distribution to NGOs. The Mission did this
in two versions, one in 1987 and another in early 1989. ,

In only two cases did the Mission not entirely succeed in.impIementjng
the 1986 team’s recommendations. First, the team recommended that criteria
used for approving sub-projects and a c]ear definition of sustainability: be '
worked out and published by USAID for its potential NGO clients. New criteria
were written but, as noted elsewhere in this report, they were not
sufficiently rigorous to be useful. For example, the concept of
sustainability was not clearly defined.

Second, the 1986 team recommended that USAID clarify what it meant by D

direct and indirect beneficiaries as called for in the quarterly reports: from
NGOs. Again USAID staff made an effort to define these terms but NGO sub-

project reports we examined did not reflect a clear distinction between the
two (or indeed have clear and cumulative data concerning beneficiaries}.

Overall, none of the recommendations of the 1986 team’seré'left' o
unattended. It was clear that USAID Sri Lanka staff had carefully considered
each and every one. ,

2. NON-GOVERNMENTAL ORGANIZATIONS

There are few generalizations that can be made about Sri Lanka‘s NGO
community. There is a wide variety of NG60s, they are representative of all of
the country’s religions, and they attempt to address a plethora of social and -
e;onomi; p;ob]ems NGOs that USAID currently supports can be categorized as.
those whic

1) have a country-wide coverage and do not Timit themselves to any:
single type of activity, e.g. Sarvodaya, the Lanka Mahila Samiti;

2) impiement development projects of an experimental nature but make no’ _-.f

attempt to cover the entire country, e.g. CARE (CATER, SERVE
Teacup), IRED and Marga;
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3) conduct activities which are primarily religious or culturai but have
made forays into development, e.g. YMCA, ACBC, SAMA, LEADS, and WNPSS;

4) operate development activities within a single geographical area,
e.g. Nation Builders, Ootru and Mallakam;

5) train young people for gainful employment, e.q. Jinarathana, LCES ‘and
the Hindu Board of Education;

6) deliver a service not otherwise available in the comunity, e.q.
WSSMNC, FPA and SLAVSC; and

7) are umbrelia organizations (CCSS and WOCUU) or other assorted
agencies, e.g. the 1ESC Dairy project.

By and large Sri Lankan NGOs are relatively inexperienced in designing
and implementing projects which conform to the degree of professionaiism
desired by USAID. Many, including half of those evaluated by the team, tended -
to pursue single dimensional development interventions which often did not
seem to sufficiently consider deeper issues of the project’s environment, e.g.
the larger social and sconomic issues. However there are notable exceptions,
particularly Sarvodaya, Nation Buiiders, Ootru, and the Sri Lankan Association
for Voluntary Surgical Contraception. CARE although not a Sri Lankan NGO, is .
also operating with a high degree cf prof9551onal sophistication. In many
cases, such agencies are pursuing extremely challenging interventions which,
by their very nature, run the risk of falling short of their pIanned
intentions. Despite possible imglementation shortcomings, it is such
innovative approaches that are most Tikely to yieid valuable new lessons HhICh
can shape future NGO development strategies in Sri Lanka.

The types of sub-projects being imp!emented are as follows: 1) NGO
managed local savings and credit programs, 2) credit access from forma)
Jending institutions, 3) small-scale agriculturail production, 4) vocational
training, 5) family planning, 6) small enterprise development, 7) irrigation
water management, and 8) rural development (Table 4 on page 268 gives an
overview of NGO activities being support by the Co-Fi II Project). AI1 of the
projects seemed to be having some positive economic impact on participants
and, without exception, the sub-projects are benefitting the lowest economic
sectors of Sri Lankan society. Additionally, many of the project’s are '
specifically benefitting women.

NGO staff interviewed during the course of this study were reluctant to -
criticize USAID’s requirements and procedures. This, of course, isnmot = - °
surprising since we were talking to people enjoying USAID support and loath to -
do or say anything to upset the relationship. .

In the following sections, NGO staff comments and those of the .
evaluation team are combined as we discuss key elements of NGO operat1ons
under the co-financing project.
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PVQO Co-Fi II Sub-Project Activities
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. NGC staff. particularly those of national NGOs, generally indicated that
USAID’s requirements regarding the design of activities and contents of
proposals were the most complex and extensive they had ever encountered.

Many stated that the discipline required and the need to respond to
USAID’s questions as proposals were considered, broadened their point of view.
A few expressed the thought that USAID requests and requirements were pro
forma and did not “help" their agencies to conceptualize or design better
activities. Those willing to be critical cited the environmental analysis
section of the proposal as an example of a requirement nct useful or needed.

Several agencies commented about the amount of time it took to get
proposais considered and approved. One agency’s Executive Director commented .
that the USAID proposal review process seemed "disorganized" because USAID
staff was unable to respond with full information, or on a timely basis, as to
where his agency’s proposais stood in the process.

Four agencies in particular stated that USAID staff had been
exceptionally helpful and supportive in assisting to get proposals done
properly. Three credited USAID resources, and the process of involvement
including the design and proposal process, as moving their agencies from
welfare to development programming.

The evaluation team’s own analysis of the 27 project proposals funded
by USAID revealed that, in the majority, the project’s outputs and purposes
were relatively clear and could be easily identified. This is not to imply
that each proposal rationally and clearly presented a logical and rigorous
relationship of inputs to outputs to purpese, but that the implied
relationships and the strategy of implementation was nearly always clear.

A notable shortcoming of many NGO activities was the one dimensional
view of the problem addressed. Few analyzed with any depth the economic:
sector in which their intervention was targeted. The majority of sub-projects
focussed almost exclusively on technical assistance to increase productivity.
Increased productivity is only a vehicle for achijeving greater income and the
evaluation team noted most sub-project designs paid little attention to any
analysis of marketing dynamics and constraints.

The evaluation team feels confident that many of the more sophisticated
NGOs, some of which are mentioned above, have the capabilities to plan and
implement development projects of a higher degree of sophistication if
constructively encouraged to do so.

Credit programs, on the other nand, often seemed to be desrgned with an.
assumption that credit access was the obaective of the sub-project, an end in.
jtself rather than a means to the higher level goal of increasing productivity
and incomes. None seemed to consider that formal access to credit would be
less of a constraint if individuals were able to attain the ability to
consistentiy generate revenues which permit savings.
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In general, NGOs interviewed reported that sub-project implementation
had occurred behind schedule. Delays appeared to have been mainly caused by
the prevailing conditions of civil strife. Other causes of implementation -
deiays were: in some cases, community networks assumed to be in place for use
in implementation were not actually in place; qualified parsonnel could not be
recruited; and inputs needed for the sub-project were not available locally.
For these and other reasons, NGO expenditures had fallen far behind the rates
originaily anticipated.

NGO staff did report that USAID had been understanding and helpful
concerning these implementation shortfalls. USAID staff attempted to assist
NGOs in overcoming programmatic/managerial obstacles (and the team noted that
USAID had carefully monitored the flow of project disbursements throughout the
Jast five years). Most NGO Teaders with whom the evaluation team spoke
thought that the improvement in the political situation would alleviate the
implementation delays that previously plagued so many projects.

N j i Reportin

In general, NGOs did not indicate that USAID’s reporting requirements
were onerous or overly difficult, aithough several which have received funds
from other donors commented that USAID required more extensive and frequent
reports.

The evaliation team’s study of NGO reports received by USAID showed that
in general reporting of sub-project implementation has been adequate to meet
USAID’s minimal requirements. However, NGO sub-project reports seldom
conveyed meaningful information regarding the actual status of sub-project
accomplishments as measured against the higher level project goal. There has
been a tendency among NGOs to report project inputs as accomplishments. One
example of this, and there are many, are the progress reports submitted by
Jinarathana concerning their vocational training grant. Project reports
adequately describe the amount of training delivered but do not mention the
results of the training as evidenced by the number of training graduates who
have secured employment in their field of training. Delivery of training
should be viewed as a means to achieve the result of enabling participants to
earn income, this aspect of the project has been ignored in favor of reporting
on day-to day operations.

NGQ Financi ana nt/R in

Our study of the financial records at eight NGO headquarters, and
discussions with the staff of six additional agencies, left the evaluation
team with three specific impressions: 1) NGOs participating in the program are
maintaining adequate financial records, 2} NGOs are meeting their grant =
obligations and agreements concerning the provision of non-USAID resources,
and 3) NGOs have improved their financial management procedures as a result of
receiving USAID Co-Fi support.

26



in many instances, accounting staff had been employed explicitly to
oversee USAID funds. This, pius USAID’s consistent requirement for detailed
accounting reports, although initially seen by NGOs as a great burden, appears
to have been responsible for the improvement in the quality of NGO financial
management. Additionally, many agencies were grateful that USAID's earlier
policy of micro-managing its financial resources has recently changed. Within
the past year USAID has changed the method by which the financial
accountability of sub-projects is managed. Prior to the changes NGOs were
required, on a monthly basis, to submit all expense vouchers to USAID. This
proved to he a process that consumed an inordinately large amount of time for
both USAID and the NGOs.

The new financial accounting system introduced by USAID requires that
financial reports be submitted quarterly and need not include all expense
vouchers. Staff from USAID’s controllers office pericdically visit NGO
headquarters to check vouchers and ascertain that NGOs financial reporting is
honest and adequate. The new system has worked well and is seen by NGOs as an
appropriate change and improvement over USAID’s prior mode of operation,

USAID’s Controllers staff visit each NGO which has been approved to
receive their first USAID grant. During these site visits the NGOs are
provided technical assistance on how to set up accounting systems which meet
USAID’s financial management standards. The NGOs view the technical
assistance provided as making positive contributions to their professicnal
financial management capabilities.

In short, USAID’s reformed procedures for ascertaining the financial
accountability of NGO grants have been successful and should be continued.

NGO Registration

The evaijuation team found that while AID’s process of registering: Sri
Lankan MNGOs can be time consuming it has not constrained NGOs from accessing
USAID funding. No Sri Lankan NGO that has applied for AID registration has
yet been denied and, in fact, NGOs are able to receive grant ailocations after
provisional approval of registration applications. This is done under the
condition that if registration is denied no further disbursements will be
allowed. A1l Sri Lankan NGOs which apply for AID registration have been
registered with the GSL as non-profit charitable oraganizations.

The team was unable, in the time allotted, to thoroughly analyze the
issue of NGO registration procedures required by different GSL departments to -
judge which, if any, of these were con51stent with procedures mandated by
AID/W. In interviews with NGO staff it was clear that GSL procedures varied,
were not entirely clear to agencies. 1nvo1ved and, in many cases, took an
inordinate amount of time. The local registration issue might well be
explored in greater depth by an in-country organization.

Sustainability of NGOs and their activities can be iooked at in two
ways. First, wi®l - RS ﬁhich receives funds from USAID be able to continue
with activities .~ funding ends? And, second, is the NGO itself
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stable both financially and institutionally, as measured by a clear mission, a
dedicated staff, an active Board, a fund-raising strategy, and a diverse set
of donors.

Concerning the sustainability of USAID sponsored NGO activities, the
team concluded that all but two sub-projects seemed likely or almost certain
to continue in some manner after USAID funding ceased. (We were not sure
about the MARGA activity, or the soil conservation, WNPSS activities.)
Although vague, what is meant is that, at a minimum, the NGO sub-projects
supported by USAID have contributed to the experience of the NGO and this is
Tikely to be reflected in the future through the NGOG‘s program portfoiio.
This will occur even though a specific sub-preject may not continue beyond
USAID’s funding. This aspect of sustainability applies, as well, to most NGO
activities designed to test or demonstrate an approach or methodology.
Although the NGO itself may not continue the activity as such, if successful
as a demonstration the activity may be passed off for further use in the:
private or government sector. Other sub-projects, such as the garment-making
training factory program of the ACBC, may be sustainable in a different
manner. Profits from the factory can be used to support future training
activities. Having received considerable USAID funding, the Diyagala Boys’
Town program is a good example of a program that continues to operate without
further USAID funding. This is due to a combination of payments for services
and continuing support from public and private non-USAID sources.

On the broader matter of NGO sustainability, through a series of =
questions it was determined that ten of the twenty-six NGOs in our sampie were
highly likely to sustain themselves institutionally. That is to say these ten
NGOs are highly likely to be managing development programs in Sri Lanka during
the next five to ten years with or without USAID funding. Of the other twelve
institutions being funded under Co-Fi II, eleven have a medium probability of
sustaining their operations independent of USAID funding, and only one, IESC,
~is not likely to institutionally sustain their development programs in Sri
Lanka during the next five to ten years.

On a scale which three represented the highest level of institutional
sustainability, the average score for institutional sustainability among the
27 sub-projects was a 2.41. Ninety-one percent of the institutions currently
funded under the Co-Fi Il Project have a medium to high probability of
sustaining their activities independent of USAID funding. USAID has done
exceptionally well in choosing to support institutions that are likely to
participate in Sri Lankan development for many years teo come.

Ultimately, however, sustainability of both specific NGO sub-projects
and the NGOs themselves, depends on the good-will of potential public and-
private donors and the creativity of a given NGO to secure such support. Most
NGOs supported by USAID, generally the older and well established Co
organizations, had already developed a fairly stable relationship with a
variety of donors. Newer agéncies, like the Chitra Lane School or
Jinarathana, through persistence and solid programming have built a solid base
in a short time, thus proving there is still room for new initiatives, and
resources to support these. Dedicated and clever agencies canr successfully .
petition foreign donor organizations for funds, enter .into creative '
arrangements with industry and business, and appeal to private individuals.
The "market" in Sri Lanka is limited, however, Agencies that are to
consistently sustain their operations, especially newer agencies, will have to

28



be dynamic in pursuing each and every possibiiity. For example, at the
present time NGOs in the North and East may have a unique opportunity to tap
the flow of remittances from people who left the area and settled in other
countries. Direct mail programs mounted in the near future to
"institutionalize” this flow to NGO programs might pay significant dividends.

3. COMMUNITIES AND BENEFICIARIES

If Co-Fi 1I is to be successful, it is among the projected beneficiaries
that this project must have its impact. Earlier evaluations indicated that
generally USAID’s Co-Financing activity was meeting its objectives. In the
broadest sense, the team agrees with those earlier findings (although as
mentioned earlier, the team has some reservations regarding the objectives
themselves). A wide range of people from Sri Lanka’s lowest income group are
currently being assisted by USAID sponsored NGO activities.

The evaluation team estimates that at least 125,000 to 130,000 people
are being assisted either directly or indirectly (through family membership)
by the 27 existing Co-Fi II sub-projects. It is estimated that 170,000
participants have benefitted from Co-Fi I sub-projects. This means that both
projects together have benefitted 300,000 participants. This is a very
approximate estimate since the data required to be any more precise was not
available. As a result, it is impossible to determine the cost-effectiveness
of any given activity. A rough estimate is that twice those being reached
now, for a total of about 260,000, will be reached when all Co-Fi 11 funds are
obligated. This would mean that an average of less than $25 in benefits would
be received per person ($6,400,000 divided by 260,000) since all funds are not
spent on beneficiaries.

From the perspective of the beneficiaries, the sub-projects of Co-Fi II
can be divided into six non-mutually exclusive categories, which can be
described in terms of their objectives:

1) Developing the rural economic environment;

2) Assisting individuals to increase income;

3) Training people to promote and guide village development;

4) Providing training for employment - for those in both
rural and urban areas;

5) Supperting institutions which are engaged in the delivery
of health-related services, and;

6) Supporting an NGO umbrella organization.

In the fifth category, the impact can be measured, at least potentially,
in terms of the number of people who have received service. However, the :
ultimate impact is measured in terms of the transformation of attitudes and
behaviors. Since such changes are more are more difficult to ascertain, the
measurement of this impact should be the subject of a special investigation.
In categories 1, 3 and 6 the impact on beneficiaries is indirect. In category
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four the number of persons to whom training has been provided can be
identified, but the real test is whether employment can be obtained.
Therefore, it is only in category two that a direct impact on individual
beneficiaries is intended in terms of the immediate improvement of their
circumstances.

Even in the category of increasing income it was difficuit to make
accurate assessments of sub-project impact because most progress reports dig
not convey such information. One report stated *701 loans have been given
out™ without indicating the amounts, purposes and results. The returns on
investment are recorded only in a few instances. In kind payments were often
omitted and only financial returns were recorded In some instances even the
number of beneficiaries was not apparent.

A Tack of detailed information made it difficuit to determine what
proportion of the grant had directly benefitted the participants, i.e., was
there an acceptable allocation of resources between the NGO and the
beneficiaries? In some instan_2s (perhaps, for examp]e, in the case of CARE
as detailed in the case studies of Annex D) there is the possibility that the
prOJect has supported the NGO disproperticnately while ostensibly attempting
to improve the life of the beneficiary. However, more figures and details are
necessary before any conciusions can be drawn.

Another area of concern was the process and criteria for beneficiary
selection used by the NGO. Have the benafits reached the target groups?
Since the entire target group cannot usually be served, how were those within
the target group selected?

Competition for resources within Sri Lankan villages is often based on
factional alignments (familial, locality, political). Village-level
associations are usually controlied by one faction or the other. Only in
exceptional and/or threatening circumstances may they work together for the
common good. Thus, when an external agent comes into the viltage with the
promise of assistance, it is very often taken over by a faction. This agency
may be unwillingly drawn into the factional conflicts of the viliage. Those
assumed by the agency to be village leaders may also be the leaders of a
faction. While it had not been possible to explore this issue in depth in
field visits, there have been some indications that factionail affiliation has
been a factor (in some cases significant) in the distribution of benefits.
Another unintended and often unrecognized result is the improvement in the
political position of leaders which provide the 1ink between the community and
the NGO.

What types of benefits have been delivered to the beneficiaries and with
what resuits? Some projects have been limited to the teaching of skills. The
assumption is that it is the lack of skills which stands between the :
beneficiaries and gainful employment. This assumption has not always been-
correct. In fact the critical element may simply be the lack of available

employment.

In projects designed to increase income (for exampie, the cases of the
- YMCA, CARE and Sarvodaya as detailed in Annex D) the results cover a wide
range. At one end were those modest increases of 30 and 40 percent, while at
the other were those few cases where family income has transformed beyond
recognition compared with the prior level of income.
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In further examining the impact of such projects, it was possible to
identify four types of beneficiaries although the distinctions between them
may not always be very clear. First, there are those for whom the assistance
was critical, but they remain at a subsistence level. Second, there are those
who have achieved an improvement of income which is significant in percentage
terms, but which is, nevertheless marginal in their own eyes due to their
higher expectations. Such expectations are created by the pattern of mobility
established by others. In the third and largest group the effect of the
project has been to permit beneficiaries to merely proceed faster on a course
already chosen. A final category of beneficiaries has altered its economic
pesition radicaliy - the change has been on a larger scale.

Whether the results that have been achieved are "sustainable™ depends on
the category to which the individual beneficiary belongs. Where a major
change has taken place (fourth group) it would seem that the foundation has
been laid for a profitable enterprise to operate well beyond the end of the
~ project. This is also true to a lesser extent where the project has assisted
an ongoing activity achieve a level of stability (third group). In effect, in
these two instances the project has helped to develop village entrepreneurs.

In other instances, beneficiaries continue to be far more vulnerable to the
forces of the v111age ecoromy beyond their control and their endeavors are not
l1ikely to survive beyond the project.

In the six suh-projects visited, the benefits appeared to be sustainable
after the end of USA.J funding. In most cases these benefits seemed
sustainable either economically or as a demonstration/ multiplier effect. At
the ACBC and HBE projects the training received seemed to provide the
beneficiaries with marketable skills so as to obtain employment. However, as:
mentioned the lack of jobs in a certain area could be a barrier to realizing -
the objective of employment. In the case of ACBC, however, because the
project had become primarily a business operation rather than a training
operation the number of additional girls that could be trained was severely.
Timited. In the income generating projects the team observed the range of
results mentioned above. In projects visited in the north, the demonstration
effect of improved agricuitural methods showed an expansion of benefits beyond.
direct project participants.

In the CATER and SERVE projects while the benefit to participants had
been demonstrated through successes achieved by some, these successes have not
prompted the lending agencies {the People’s Bank and the multi-purpose
co?perat1ve societies) to change their lending strateg1es or operational:
policies

One of the principal benefits of USAID’s program has been to allow NGOs
to expand the benefits of successful programs. However, Co-Fi sub-projects’
impacts on entire communities have been marginal. In some projects community
development has been an explicit objective. In others it was to be achieved
through the demonstrated success of those who were initially selected. Either
way the amount of resources and the intensity of effort was usually R
insufficiert to achieve the purpose of influencing a wider circle of potential
beneficiaries.
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The team’s conclusions and recommendations follow. The basic
underpinnings of these are that MGOs, Sri Lankan NGCs in particular, are
entering a new phase of development sophistication and, given the present
situation in the country, are positioned to make an increasingly greater-
contribution to the country’s development. USAID, meanwhile, is also uniguely
positioned. It has invested substantial funds, time and effort in NGO
affairs. This investment has paid off in terms of establishing USAID’s
Teadership role in this field and in producing concrete results--for
participating NGOs and the beneficiaries of their services. USAID has a solid

foundation on which to build. Our first recommendation is that USAID yse this -

The recommendations outiined below are predicated upon the foliowing
assumptions. They are:

. USAID will continue to support NGOs, as suggested above; and -
n procedures will need to be developed within the busy and sma11 Sri'
Lankan Mission to increase afficiency and minimize the staff’s
Tevel of effort.
1. AID-GSL RELATIONSHIP
ggﬁgﬁggign: USAID has done well in developing a unique, close partnership

with the GSL. The role of Sri Lankan NGOs in commenting on poiicy or :
demonstrating approaches with both public and private implications is reaching .

a new phase of maturity. Often the field activities of NGOs could provide GSLZ

and USAID staff with unique and useful perspectives on community development
- and social change. For example, USAID supports several NGOs operating in the
- dairy sub-sector. An analysis and discussion of these sub-projects by USAID
_-and BSL technical staffs may provide new ideas to each, and provide useful

" technical feedback to the NGOs invelved.

Recommendation: USAID sheuld consider deepen1ng its relationship with the GSL'
by encouraging line government ministries and its own technical staff to:

review sub-projects in their sector of specialty. USAID should also involve
~ the GSL more fully by informing them of sub-project selection criteria. |

2. USAID PRUJECT DESIGN

Conclusion: The Co-Fi II "Logical Framework" is not sufficientiy clear, the
project’s purpose in particuiar. At present, too many confounding objectives:
or targets, criteria and considerations are scattered in the project’s written
documents and in the form of agendas, hidden or otherwise, in peoples minds.
Indicators, means of verification and assumptions are all unclear.

Recommendation: USAID should update and refine the project’s Logical

Framework. The use of an outside facilitator should be considered. Practical o

indicators, means of verification and a system for the collection and analysis
of verification would be the critical tasks accomplished by such a process.
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An additional task would oe tc devise a new set of criteria for judgement of
sub-projects. The new design and criteria must be sufficiently clear to ailow
for the effective screening of sub-projects, and sufficiently flexiblie to
accommodate, without necessitating further revisions, inevitable changes over
time in Mission priorities and emphases, e.g. Democratic Pluralism Initiative.

3. USAID PROPOSAL SOLICITATION

Conclusion: Because of a lack of proper publicity, knowledge of the USAID
project has not been uniformly disseminated among potentially eligible Sri
Lankan NGOs. Consequently, many areas of possible support are not being
addressed by the project. For instance, there is a view in the country today
that an effective program of teaching English, on a wide, if not massive scale
would greatly increase the productivity of individuals whc possess various
training skills. NGOs with expertise in this area may not be aware of USAID’s
Co-Fi Project. Redesign of the project along with developing new criteria
opens the possibility for USAID involvement in assisting ventures other than
the types currently being funded, or for more thorough experimentation within
designated economic sectors.

Recommendation: USAID should develop a means to clearly communicate to NGOs
the types or themes of projects it will consider funding. This should be done
in a manner that will encourage new and creative activities from eligibie
NGOs, including those not currently receiving USAID support. Such "themes,"
discussed and developed periodically by Mission and GSL staff might include
emphases such as:

1. types of interventions, for example, delivery of services,
increasing pubiic awareness or attempting behavioral change;

Z. special fields or sectors, for example, agriculture or health; or |

3. specific target groups, for example, landless low-income families,
people or regicns affected by recent conflicts, school drop- outs,
etc.

The announcement of considered themes should be timed in accordance with: the
cyclical review of proposals (see next recommendation).

4. USAID PROPOSAL ANALYSIS AND REVIEW

Conclusion: The steps in the present review process are logically necessary
and important. Therefore, the present process needs to be fine tuned rather
than discarded. Efforts at fine tuning should concentrate on creating clearer
criteria and appiying them irn a routine and systematic way. "Streamlining" -
the process has more to do with developing and systematically applying _
criteria, and concentrating staff attention at key times on comparative review
of proposals, rather than trying to develop an alternative system.

Recommendation: VUSAID should review proposals seﬁi-annua]ly. Review cycies

could be publicized in accordance with pre-agreed upon themes. A system to
rate all proposals according to defined criteria would ensure objectivity.
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5. STRENGTHENING NGO MANAGEMENT

Conclysion; The management of NGOs, in many instances, is of a quality
requiring substantial and continuing improvement. For example, the absence of .
a career path as well as a good working environment dissuades skilled
professionals from entering the NGO sector. At the same time, many NGOs need
to be convinced that their operations could benefit from an upgrade in staff
skills. Thus, while USAID has taken a number of steps to strengthen NGO
management, much remains to be done.

Recommendation: Management training programs helpful to NGOs in other South
Asian countries offer examples which could be adapted for use in Sri Lanka.
This possibiiity could be explored by USAID or the CCSS. Following the
identification of the needed skills USAID itself, or an intermediary
organization, should conduct appropriate training courses.

Training could be provided in the form of modules rather than as
continuous courses. The advantage of this is that NGO staff would not have to
take off too much time consecutively. Also, participants could attend only
those modules relevant to their specific needs. Organizations such as the Sri
Lankan Institute of Development Administration or the CCSS would be capable of
conducting such courses. _

Courses for NGO staff might include project design, social analysis, the
rural economy, organizational management, project implementation, financial _
management, and reporiing and evaluation. A case-study approach is.often
valid for such purposes. A logical consequence of this training is that NGOs
should be encouraged to exchange 1nformat1on through seminars and :
publications.

USAID might also consider providing funds for key NGO core staff, for
example planners or technical staff, other than solely for accounting

personnel. This would permit NGOs to devote increased time to project design
and management.

6. USAID PROJECT MANAGEMENT

Conclusion: The Co-Fi Project was managed, until a year ago, by a singie
individual. However, its successful impiementation requires inputs from a
‘wide range of staff, American and Sri Lankan. The cast of Americans has
changed regularly and so has their knowledge, interest and interpretation of
its objectives (which as we’ve zaid are subject to many differing

interpretations). Ail of this has added up to making USAID’s Co-Fi act1v1t1es._ ﬁ'

difficult to manage, and created the impression among some staff that the
management has been inadequate and involved cumbersome procedures with the
ultimate impacts indiscernible.

Egggmmgndggign; "USAID should ensure that the Co-Fi Project has sufficient

staff--perhaps two full-time Sri Lankan empioyees and a secretary--to cont1nue_;

oversight of ongoing prOJects, to organize, consider and implement the types
of changes recomri:nded in this evaluation, and to develop a more thorough
knowledge of NGOs and their activities.
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The role of this "core staff® supervised by the USAID Program Office
should be to manage the Co-Fi Project (and indeed all NGO affairs) in such a
way as to involve a wider range of USAID officers and technical staff at key
times in the program cycle, while at other times insulating staff from routine
detail. To do this successfully the “core staff” should be given greater
decision making responsibilities and the capability to interact as needed with
the independently spirited and dynamic Sri Lankan NGC community.

In order to bring the recommended USAID-GSL-NGO partnership to full
fruition, USAID should consider establishing over time a semi-autonomous
office, first within USAID, later perhaps outside on a contract basis, to
clearly reflect the new spirit of partnership, and to organize information and
co-financing proposals for USAID consideratisn and oversee a range of pericdic
studies of special interest. The special office could consider periodically
seconding key NGO staff to enable greater NGO involvement in the partnership
and to provide the NGC community a more complete knowledge of USAID’s goals
and procedures.

7. USAID’s MONITORING AND EVALUATION
OF NGO SUB-PROJECTS

Conclusion: USAID does not have an adequate management information system for
documenting the status and accomplishments of sub-projects. Although much -
¢ritical information is collected through progress reports it is not organized
in a useful manner. In addition, many NGO sub-project progress reports only
dogumeg; outputs and do not report to what degree objectives are being

achiev

Recommendations: USAID should establish a simple and operationally-useful -
management information data base to capture the status of Co-Fi Project -
disbursements and the progress of all sub-projects. Information on the status
of sub-projects should be routinely collected and updated, Annex C- Sub-
Project Briefs could serve as a model upon which such a system could be
designed. When progress reports are received from NGOs critical information
should be extracted and organized to succinctly document the financial status
and performance'accompl1shments of each sub-project. Each progress report . _
should de reviewed to assure that results reported are really woasuring 1mpact.'.
as determined by the established progress indicators, and not s1mp1y measur1ng '
outputs. :

8. NGO SUB-PROJECT DESIGN

Conclusion; By and Targe Sri Lankan NGOs are relatively inexperienced in
designing projects which conform to the degree of professionalism desired by -
USAID. Many sub-project designs, particularly those dealing with the o
improvement of rural incomes, tend to be more a recitation of outputs than an -
attempt to put forth the wider objectives which the project hopes-to achieve.
The design capabilities of NGOs have to be improved; good sub-project designs -
are not likely if staff do not have the requisite skills. (See "Strengthening

of NGO Management.”) o
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: USAID should make an effort to strengthen the project design
skills of Sri Lankan NGOs (see recommendation #5 - Strengthening NGO
Managementj. Although CCSS will be undertaking such efforts it is unclear to
what degree it c¢arn provide services to non-affiliate NGOs. Additionally,
every sub-project design should be subjected to a more thorough analysis of:
1) the validity of its design assumptions; and 2) the Tikelihood that required
inputs can be supplied in a timely manner and in the necessary quantity.

9. NGO REPORTING

Conclysion: Sub-project reports have often catalogued inputs rather than
documented accomplishments as measured against design objectives and purpose.
Consequently, the status and degree of success of sub-projects could not
always be determined. In short, NGO reporting did not give an adequate
assessment of project accomplishments nor did USAID prompt them to do se.

Recommendation: Proposals should inciude a monitoring and evaluation plan, -
not as a mere requirement to be satisfied, but as a tool which can be used to
continually reassess and improve project performance. USAID, by providing
feedback on progress reports, can encourage NGOs to gather and provide
information that accurately indicates actual sub-project accomplishments. :
When appropriate, USAID should provide or pay for technical assistance to make
this possible. This could be facilitated by USAID preparing a simple, user-
-friendly quarterly report format which would require project accomplishments
at the objective and purpose levels to be reported..

10. SUSTAINABILITY

Conciuysion: The team analyzed sustainabi]ity according to the following three = -

dimensions during the course of the evaluation: 1) whether beneficiaries could -
continue activities begun through NGO interventions in the absence of
continuing NGO involvement; 2) whether the NGO itself could continue im-- -
plementing activities similar to those being supported by USAID following the
discontinuation of USAID funding, (or in cases of demonstration projects can
pass the activity to either the public or private sector); and 3) whether the
NGO itself was institutionally and financially stable (with or without USAID
funding) to continue its operations over the long-term. With few_eXceptions,'
in all respects the projects were succeeding. Only CCSS’ institutional
sustainability was in question due to the very large proportion of its budget :
provided by USAID. '

Recommendation; Sustainability should be analyzed according to the
aforementioned dimensiors. In this project, USAID has thus far done an -
exceptional job in funding sustainable institutions. The best way for USAID

‘to ensure institutional sustainability among its grantees is to enable them to-.fﬁ

attain the management skills necessary to continue securing donor funding,
from a variety of dcnors, as well as to continue to implement effective |
development programs. To a large degree, a particular NGOs future success
(sustainability) will depend upon the abilities of its staff and its
reputation for implementing effective development programs.
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11. NGO REGISTRATION

ion;: The evaluation team found that while the process of registering
Sri Lankan NGOs with USAID can be time consuming it has not constrained NGOs
from accessing USAID funding. No Sri Lamkan NGO that has applied for AID
registration has yet been denied and, in fact, NGOs are able to receive grant
allocations while registration applications are being processed. This is done
under the condition that .if registration is denied no further disbursements
will be allowed. A1l NGOs which apply for registration with AID have been
previously registered with the GSL as charitable non-profit organizations.

The team was unable, in the time allotted, to thoroughly analyze the
issue of NGO registration procedures required by different GSL departments to
judge which, if any, of these were consistent with procedures mandated by
AID/M. In interviews with NGO staff it was clear that GSL procedures varied,
were not entirely clear to agencies involved and, in many cases, took an
inordinate amount of time.

Recommendation: The GSL’s registration requirements should be analyzed by a
aggaalﬁontractor to determine to what degree they are congruous with those of-

12. THE NORTH AND EAST

Conclusion: The region’s needs are massive., Capable NGOs, indigenous to the
region, are already operating but assistance from Sri Lankan NGOs based in the
south is also urgently needed. Whatever the activities of such groups, they
will serve pressing human needs and an aspect of USAID’s interest in
democratic pluralism.

Recommendations: USAID should design and sponsor, perhaps in conjunction with
other domor agencies, a special initiative to sponsor NGOs operating in the
North and East. For exampie, on one occasion, all semi-annual submissions
recommended in point four above could be restricted to activities in the North
and East.

13. DEMOCRATIC PLURALISM INITIATIVE (DPI)

ion: Some NGOs are uniguely positioned to achieve results congruent :
with USAID’s DPI mandate, particularly in the "voice category. Others, many
of whom are receiving USAID funding, are aiready involved in activities
encouraging wider participation and may increasingly have a valuable role to
play in commenting on public policies.

Recommendation: As USAID solicits proposals in upcoming cycles of the Ce- Fi

II Project. it should 1dert1fy and clearly describe a range of subject areas
particularly aimed at civic participation and advocacy.
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. BENEFICIARIES

: Without notable exception, participants in NGO sub-projects were
from the country’s lowest income groups and, as 2 result of their
participation, had improved their standard of living. In some cases
improvements were marginal but, in other cases, participants dramatically
increased their incomes. Women were highly represented among project
participants.

In most projects there were those who should have received benefits, but
for two basic reasons did not. First, most of these persons were excluded form
receiving benefits merely because the project resources were not available.

In addition, factional alignments (familial, locality, political) also were a
factor in beneficiary selection in some cases.

. The following outcomes occurred as a result of income geperating
projects: .

-participants increased their incomes, in some cases dramatically, and
family and/or individual incomes were increased.

-In addition, others were able to transform a smail 1nvestment into a
functioning small enterprise.

-In most Toan programs the rate of repayment was high which indicates
that the loans were within the borrower’s capacity to pay.

¥Yocationa) training programs have allowed participants to scquire skilis
enabling them to secure employment. Some participants have acquired full time
private sector employment. '

Many NGO programs, for very little cost, have linked participants with
existing government training programs, particularly training programs run by
the Department of Agriculture.

Recommendations:

NGOs should be encouraged to ensure selection criteria are appiied in an
evenhanded and equitable basis to the fullest extent possible.

NGOs focussed on training for employment should include, if possibie,
training in business skilis as well as technical skills so there is a future
possibility of self-employment.

15. THE PROJECT’S ABILITY
TO HAVE A LARGER IMPACT

Conclysion; Through its Co-Fi Project, USAID has funded an interesting and
diverse set of development activities. Without exception, all of them are
having some positive impact upon their participants. However, USAID’s NGO
expenditures are insufficient to address the problems of the millions of Sri
Lankans trapped in desperate poverty. In light of this situation, USAID '

should do as much as it can to enabie the project to have an impact greater
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than the sum of its sub-projects. For the most part this has not occurred. A
notable exception to this has been the Sri Lankan Association for Voluntary
Surgical Contraception which has been supported for a number of years by
AlD/Washington and more recently by a grant from USAID/Sri Lanka. The World
Bank has recently assessed the utility of the services being provided and
decided to expand the organizatien from a singie office into a nation wide
organization of 53 offices. This is an excellent example of how USAID funds
can be used to validate experimental and demonstration projects so that the
GSL, or other denors, can provide large sums of money to support proven
development strategies. USAID has not systematically or effectively _
jdentified the Tessons learned from its NGO portfolio nor communicated those
lessons throughout the development community in Sri Lanka.

Recommendatiqon; USAID should identify lessons learned from its NGO sub-
projects and make the information available to the Sri Lankan development
community. Pilot and demonstration projects should be identified as such, and
the results should be analyzed and disseminated. USAID is currentiy funding
numercus sub-projects intended to achieve analogous objectives; dairy
production and accessing formal credit are two categories of activities be1ng
simultaneously impiemented by several different NGOs. The particular merits
of different approaches should be identified and captured. The results of .
special studies could be disseminated through “USAID Occasional Papers in
Cooperative Development.” USAID need not conduct these special studies itself
but couid contract the work to Sri Lankan research institutions. By
supporting and publiishing such special studies, USAID would make itself the -
‘recognized authority on NGO development strategies in Sri Lanka. This would
also be a tool enabling the Mission to learn more about the success of various
NGO projects it has funded.

16. THE NEXT EVALUATION

Conclysion: It was necessary for the evaluation team to spend an inordinate:
amount of time organizing basic information for this study. Updated,
systematically presented information on the status of the Co-Fi Project was
not well organized or easily attainable.

The information collected and available from USAID for the
next evaluation should, at a minimum, include information on the status of the
Co-Fi portfolio. PrOJect monitoring and evaluation should be viewed as an on-
going activity rather than an exercise episodically performed by consultants.
(See recommendation number seven, Monitoring and Evaluation of NGO sub-
projects.)
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ANNEX A
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I. Purpose

There are several purposes of this evaluation. The first is ko
review the impact of both PVO projects against benchmarks set forth
in both PPs. The .second is to assess the Mission's and GSL's
management of the PVO Co-Financing 1l project, and provide
recommendations for improvement, as needed., In this management
assessment the evaluation will provide recommendations on how to
streamline the USAID and GSL review and approval process, refine the
criteria for review, and examine adequacy of PVO accounting
procedures, records and review USAID's vcucher review and processing
system. The third is to review PVO Co-Fipancing 1l project to
determine if all of the recommendations in the second interim
evaluation of the PVO Co-Financing I project are appropriately
incorporated and effective, particularly the recommendations to
improve coordination among indigenous PVOs. The fourth is to come
up with recommendations for redefining and expanding the objectives

of PVO Co-Financing II to include greater emphasis on sustainability
and democratic pluralism.

Pinally, the evaluation will include a comprehensive review of
NGO/PVO registration procedures established by different government
departments. Each procedure will be reviewed and assessed in terms
of the extent to which it meets the conditions set forth in AID/W
PVO registration procedures. If a particular government department
does not fully meet the A.I.D. registration guidelines,

recommendations should be made regarding what can be done to rectify
this situation.

II. Background:

The purpose of the PVO Co-Financing I & II projects is to :
enhance the opportunity of local communities to participate in their’
own development by increasing the involvement and effectiveness of

private voluntary organizations (PVOs) to conduct sustainable
development activities.

The PVQO Co-Financing I project was authorized on August 27, 1978
with a life-of-project grant funding of $2.5 millioen, A Project
Authorization Amendment raised the funding level to $6.4 million and
extended the PACD from August 1985 to August 29, 1989. Through FY
89 the projected committed $4.8 million and disbursed $3.7 million.
Six U.S. PVOs received 10 grants, and 12 indigenous PVOs received 28

grants., The PVO Co~-Financing I project had a broad range of
development objectives.
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Evaluations in 1983 and 1986 of the PVO co-Financing I project
recommended bringing the objectives of the project more in line with

the Mission's Country Development Strategy Statement and extending
the project to 1989.

The PVO Co-Financing II project is a continpuation of the PVO
Co-Financing I. The PVO Co- Financing II project was authorized on
August 27, 1987 with a life-of-project funding of $5,046 million.
The funding level was raised to $6.046 million in a Project
Authorization Amendment on September 27, 1987. This $1 million
increase will be used to fund PVO activities in the North and East.
The PACD is August 31, 1993. The total amount obligated is $6.046
million. As of FY 89 fourth guarter, $2.3 million had been
committed. Total accrued expenditures -as of FY 1989 4the quarter is
$.4 million. As of October 30, 18 sub-project proposals were
approved and agreements signed. Agreements for 3 sub-project
proposals approved will be signed in November 1989. In November, 14
project proposals were received but not yet reviewed,

Under PVO Co-Financing II the project goals remain to meet basic
human needs by bringing assistance as directly as possible to the
poor through co=-financing grants to PVOs. The purpose is now
intended to be achieved within the context of the overall goals of
the Mission's current CDSS cbjectives: increasing rural
productivity and income and the promotion of private enterprise.

The PVO CO-Financing 11 project emphasizes providing
Co-Financing grants to U.S. and indigenous PVOS. It alsc provides
micro-grants to small indigenous regional and community-based PVOs,
improves PVO management skills, and strengthens cooperation and
coordination among PVOs through assistance to PVO associations.,

An umbrella organization, the Central Council of Social
Services, has received a grant of $348,000 to achieve tnree _
objectives: strengthen the organization; establish a micro=-grants
program to support small regional PVOs; and improve PVO management
skills in planning, managing and evaluating development projects.

The Mission is interested in finding out if the goals and .
objectives of PVO Co-Financing II are still appropriate or need to. .
be redefined to include a greater focus on the goals of the .
Mission's evolving 1992-96 CDSS, linking income growth to broad
based participation in development, and promoting more effective-
markets. Furthermore, the Mission is interested in the ' N
cross-cutting themes of increased emphasis on sustainability and
democratic pluralism. Regarding the latter, there appear to be o
several attractive opportunities in Sri Lanka. An illustrative list '
of possibilities follows: environmental NGOs that can mobilize
public support for better environmental policies, trade unions that
can provide training in deficit skill areas and provide employment .
counselling, PVOs involved in desubsidization of family planning,

PVOs/NGOs involved in private provision of public services and PVOs
that promote the creation of women owned and. managed
microenterprises.
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III.Evaluation.

The evaluation will: 1) review both projects’ progress to date,
toward plapned outputs, and project purpcses and goals; 2) examine
the development impact of PVQJ=-sponsored sub-proaiects; 3) reassess
EEE’FEIEVEﬂtE’Gf_?%Ek?VO Co-Financing II project's objectives to the
Sri Lanka’s and USAID's development program as is being developed in
the 1992-9é CDSS; 4) review the the effectiveness and
appropriateness of the approval criteria, procedure, and the
monitoring and evaluation roles; S5) identify actions for improving
the efficiency and of GSL/USAID's management and of the PVO
Co-Financing II project, speeding up the disbursement process, and
expanding participation of PVOs which represent different ethnic
groups and geuvgraphical regicns; and 6) review the PVO registration
guidelines and process to identify options for including assistance
to NGOS which have been registered via a mechanism cther than the
Approved Charities Act. The evaluation team will alsoc assess the
effectiveness of USAID/Sri Lanka's project implementation
procedures.

‘Timing: The evaluation will begin in January 1990. Approximately
four weeks will be required to complete the evaluation.

This evaluation team shall be composed of three key members, a team
leader, rural development specialist, and a financial management
specialist, and three other members as described below. :

v

- a team leader (under an IQC) with considerable experience in

managing interdisciplinary evaluation/appraisal teams, extensive

background in the economic appraisal/evaluation of grass roots
development projects, experience in the evaluation of resource-
institutions and activities for small scale farmers and .
entrepreneurs: technical assistance, training resource access,
demonstrated familiarity with PVO operations, expertise in
organizational assessment/management appraisal, and
crosscultural communications or training

- Rural development specialist with expertise in the social :
analysis of rural development, the institutional assessment of
self-help organizations, evaluation of participatory ' '
development, specifically WID issues, rapid¢ rurail appraisal
technigues, analysis of sample surveys, and demonstrated
familiarity with PVO operations

- Financial management specialist with expertise in the as3essment
of financial management procedures, auditing, management of
different types of PVOs including loosely structured .
institutions, project management, and demonstrated familjarity
with PVO operations : o

- one Sri Lankan anthropologist or socioleogist with experience in,'

field research, social analysis and evaluation of rural .
develcpment or grass roots participatory development activities
especially in Sri Lanka, and development management experience
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- one person nominated from the GSL Ministry of Plan
Implementation with relevant experience in development
management and rural development projects

- USAID staff person with experience in project management and
grass roots development '

The USAID Controller's office will provide the evaluation team
with input om the financial management of the projects andgf;nanciul,

information. The techanical review committee £or the PVO

Co-Financing Projects will be available to provide needed backgrou [
information. The team leader will be respensible for assigning e

tasks and completing the final report.
Methodology and Procedures

The duration of the evaluation of the project will be _
approximately 23 working days in country, beginning on or about

January 16, 1990. The host country and USAID team members and the =

U.8. financial management consultant will be expected

to begin work approximately 2-3 days prior to the a:rival'ofjthé'-f_;
team leader who will compile/prepare :elated project documents and S

data and set up preliminary site visit itineraries in consultatic
with the USAID. : ' :

Contractors will be authorized to work si¥ day weeks. ‘Approximate:
one half of the team’s time in-counktry Shgglg_§2_§ggnt'dcing-SEQQ'f;
vigits, and the TEmM4IRING half should ke divided into review of

documents, interviews in the capital city, and report writing.,

The following is the team's Planned schedule:

Review of documentation and preliminary
team meetings ' : '

January 16 - 17

a4

January 18 - 31 Intensive field interview and diséuaéions;_-h
C e - CCS8, PVO associations, sub projects;
micro~grants, etc. .

Final discussions of 'identified issues
and proposed recommendations. o N
{Mission review is scheduled on February 2)

February 1 - 9

o

Preparation and completion of the Final draft |

the evaluation.

~ The team will use the evaluation techniques as laid out in'tﬁé ff 

AID publications Evaluation Guidelines and the AID Bvaluation-

Handbook. The evaluation shall examine the relatidnships”betwgé§ iﬁ*}

inputs, outputs, purpese and geal level objectives.

In reviewing the evaluation guestions below and in conducting the |+ .
evaluation, the team should keep in mind that more emphasis should, -
be given to the present status of the twe projects, as supported b
documentation rather than the past status. fThere should be some | | -
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discussion on whether the original project assumptions are or are
not valid, and why. However, overall responses should focus on: .
1) why have the intended project beneficiaries e.g. PVOs,
micro-grantees, beneficiaries in sub-project activities, etc. (not)
_benefited or participated, and how can the project be strengthened
and project benefits and project participation be increased; and.

2) how can the PVQO Co-Financing II project better support the
Mission's evolving 1992-96 CDSS.

IV. Questions and issues to be addressed in the evaluation:

"particular attention should be given to addressing the following
identified major evaluation questions and issues which related to
overall pro;ect implementation and impact.

- Project Accomplishments: How effective has the project been in
meeting its goals, purpose and objectives? What has it actually;
achieved? - R

- Can the GSL's and the USAID's administrative and financial
' management and implementation of the project and sub-project: _
activxties be . made more efficient? 1s accountability adequate?

- Are the PVQ associatlons, PVOs3 and sub- projects funded _
© sustainable institutionally and financiaily? If not, why? _Do

these institutions or activities have a planned strategy to
achieve sustainability?

- What is the impact of activities on participants and - :
communities? How can the project increase the capabilities of.
PVOs to manage their own sub-projects more effectively?

- What can be learned from these projects which may be useful in-
sxmxlar projects or in redefining PVO Co-FLnanCLng II7?

The rest of the evaluation questions and issues listed are _
grouped by categories relating te project accomplishments, impact, .
financial and administrative management, resources, project
activities, cost effectiveness, and lessons learned,

A. Project Accomplishments: Assess the extent to which the
following -have been met.

‘= Promotion of private enterprise’

- Promotion of broad based rural development on a
self-sustaining basis at the local level. What project
benefits are likely to be sustained after donor Eunding ends’

B. Impackt:

- 'What is the capacity of local communities to participate in
their own develocpment?
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wWhat is the level of participation of women and other
disadvantaged segments of society in developmental activitie:
which address problems peculiar to their sociceconomic

‘'status? How can the participation of women and disadvantager

groups in PVO Co-Financing II be increased?

What are the environmental effects, if any in project
sponsored activities?

What effect have the security situation and the ethnic
conflict had on PVO Co-financing II?

How z2ffective is PVO Ce-Financing II in imparting management
skills to PVOs and community organizations

Management:

What management changes are recommended in continuing the
project?

Review the experience of PVOs in submitting proposals
through the GSL to the the USAID.

Review USAID's procedure for reviewing and approving
submitted proposals.

How effective is the project in encouraging and assisting
funded institutions of becoming self-sufficient?

- How adequate are the monitoring activities and the role of :rf

Resources

- proposed sub-project activities?

intermediary organizations in managing micro-grants?

How effective are the grant recipients in performing
evaluation functions and meeting audit requirements?

How effective are the grant recipients in the implementatiol
of recommendations made by GSL/the USAID in managing
sub-project activities?

How adeguate was the level of effort that went into revxewij

How adeqguate is the training and technical assistance
provided in project activities?

What ie the extent of adaption of new information among
those who received assistance or training? Why?

Are the resources provided in PVO Co-Financing IIX
meeting the perceived needs of the PVO assoclations,
PVOs, micro-grants?

Do the GSL and the participating PVOs provide the
-agreed upon level of financial, staffing, phys;cal input
in the project? .
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Are there certain types of sub-projects that were

_more successful than otherz? If so, which ones and why?

Which type of project activities funded are replicable?

Are the sub-project proposals of approved sub-projects
relate to the overall goals of the project and the
progress made in achieving these goals?

Are the sub-project activities meeting the perceived
needs of the beneficiaries and the community?
What are the side effects?

What is the level of participation.of the beneficlaries
in the decision-making process and the implementation

of sub-prciject activi:iies? Constituency support? - How can
participation be increased? ' '

What linkages are available for increased communication
and coordination among PVOs and sub-project act1v1ties°

What is the geographical coverage of the PVO Co-Financing
I and II projects's activities? '

Do the PVOs supported represent Sri Lanka as a whole?

Are there opportunities for linking up sub—pro:ect
activities with other USAID projects?

Financial

Is the time period.it takes the Mission to review a -
PVOs's budgets, sign a grant agreement, advance funds,_
to the submission -0of the first voucher payment
reasonable?

Are the financial management and accounting '
procedures adopted by PVOs or intermediary organxzatlon S
for micro-grants adequate enough to meet USAID s flnanc1a1
reporting and auditing requxrements’ :

A:e PVOs meeting aud;t requ1rements of grant agreements’j:
How do organizations accountzng systems relate overhead f'

charges to expenditures accepted by USAID? (e.g.: verify ;'*
if overhead rates are appropriate and if items generally;

~considered as part of overhead are not calculated as

expenditures or direct charges.)



ANNEX_A
G. Cost Bffectiveness

- How should USAID look at cost effectiveness in the PVO
Co~Financing II project? (e.g. what is a reascnable

percentage of project cost that should go to administrative
cost?

What are some recommendations to measure project benefits?

Do the administrative costs of implementing the project by

each PVO exceed the cost of services provided to each
‘beneficiary?

Could another approach achieve sub-pro;ect results with less
cost and effort?

- What alternatives exist to PVQ Co-Financing project

structures to help NGOs? {(e.g. Is it efficient to provxde i
fewer grants and larger grants?) )

H. Lessons Learned:
~ What are appropriate output goals?

- Possible changes in the log frame needed?

Inputs relevant to achieving project goals and cbjectives.
V. Funding

The evaluation will be funded under the PVQO Co-Financing II
Project.

VI. Reporting Requirements

1. Format of the report - The final repo:t will contaln
- the following sections'

a. BExecutive Summary should state the development objectives ot**”
the projects evaluated; purpose of the evaluation; study
method; findings, conclusions, and recommendations; and

lessons learned about the design and implementation of thes{'fV'

type of develorment projects,

b. Body of report - should include -a alscussxon on the final o
assessment of PVQO Co-Financing I; and the interim assessmez;'_;
of PVO Co~F1nanc1ng II; The discussion should include a’ '
description of the two projects and their status, the: impa
of the project on PVOs, PVO associations, the sub-projects'

beneficiaries, and their communities, . and status of the o
projects budgets
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The body of the report should also include the following:
1) a discussion of the purpose and study gquestions of the
evaluation; 2) the study method used (cne page maximum);
3) evidence/findings of the study concerning the evaluation;
4} conclusions drawn from the findings, stated in succinct
language; and 5) recommendations based on the study findings
and conclusions stated as actions to be taken to improve the PV
Co~Financing II project performance.

Appendixes should include a copy of the evaluation scope of.

work, the Logical Framework, a list ¢of documents consulted, anc
individuals and agencies contacted; brief discription of the PV

sub-projects funded which include the level of funding,
location, project description, date started, PACD, current
status,

Draft reports submitted and circulated should be clea:ly be
marked "DRAFT"™, Both draft and final reports should include a
disclaimer, such as the following: "This report presents the
independent findings and recommendations of the consultants. I
does not necessarily represent the official view of the
Government of Sri Lanka or the Agency for International
Development.,”

The first draft of the report should be submitted no later thar

January 30, 1990 for USAID's review. The Final draft and 20
copies should be submitted by February 9, 1990.

0401H
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CO-FI1 SUMMARY SHEET



Appropriation Account

Agriculture, Rural Developrent and Nutrition
Health Population

FAucation/liman Resources Developaent
Selected Developrent Activities

TOTAL

SUMMARY SHEETS |
PVO OO-FINARCING PRIUECT T ~ 383-0060

Total Anount Balance
Obligations Committed. uncomnitted
1,550,000 1,535,823 14,177
- 974,000 972,951 1,049

95%,000 933,043 25,957
1,456,000 1,431,049 24,951
4,939,000 4,872,866 66,134

Amount:
Spent

1,240,168
557,400
875,556

1,024,579

3,697,112

Balarce avallable
for deobh

29,832
416,591
83, 444
4L

1,241,288

SIZIHS AQVHKAS I Ti1-0D
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Page 2
VO CO-FINANCING PROJECT - 38)-0060
Sub Projects Agreement Date of  Total — Awount Location Amount: Completed
— Number  Coumitment estimated Committed Spent: Date
Cost
Agricuiture, Rural Development & Nutrition:
1. THAP ~ '
Training of young men and women in ) ooza/ 4/01/80 520,137 16,507 South 16,507 Terwinated
Karandenlya Electorate in employment ) : on 12/9/81
skills and assisting famers in the area)
‘to increase their crop production )
2. Yahapath Endera Faming Center, Hanwella - _
Training of rural yourg womesn in ) 005 1/13/81 40,000 28,763 West 28,763 1/12/82
agriculture and animal husbandry )
3. Sri Lanka Overseas Foundation Inc./Lanka
Jathika Sarvodaya Shramadana Sangamaya —
Indigahabena Village Developmnt Project) 008/ 3/29/82 124,938 42,111 South 42,111  Terminated
for the developrent of a cluster of ten ) on 8/28/84
villages around Indigahema in Matara )
district )
4. Save The Children Federation ~ Meegoda ~
Sem{-urban development project =~ . o9 5/18/82 704,544 173,395 ' West 173,395  11/30/85
5. Marga Institute ~ ' .
Experimental Village Development project 013 2/18/83 252,020 125,350 Central & 98,420 6/15/88
North-lest
6. THAP -
Kimbulwena Oya Colonization Scheme )} Ols 3/11/83 185,000 101,494 North. 101,494  6/30/85
* Development Project : ) we st

"a/ This subproject estimated to cost $121,115 durirg the first year had to be abandoned before

comencevent for various reasons, THAP preliminary expenses on the project were $16,507.

- PVO - Sarvodaya - See No. 10 - Agrecment No. 024, . . .

b Agreement with U.S. PV termipated and completion of this project entnssted to the indigenous

Beneficlarles

-

Nil

Nil

290 families

. 25

1,153 families

g XINNY
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Sub Projects Agrecment  Date of | Total  Amount Location Anount  Completed  Beneficiaries
. Maber Comnitwent estimated Committed Spent Date
Cost
. lanka Jathila Sarvodaya Shramadana
Sangamaya Inc. =
Home Gamiening for better Nutrition in ) 016 1/25/83 220,850 65,267  South 51,781  1/24/86 1162 families
the Galle District )
CEF/Lanka Moila Samithi ~
Smal) Enterp.ise Development for rural ) 017 9/19/83 163,043 110,499 Islandwide 110,499 12/31/84 165 families
womn . ) ) except North
and East

Nation Builders Association =

Conservation and Forestry Project ) 021 - 7/03/8% 200,000 125,402 Central 125402  7/02/85 Nil
Minipe Right Bank Transbasin Camal ) ‘

. Lanka Jathika Sarvodaya Shramadana

Sangamiya -

Indigahahena Village Development Project) 024 10/16/84 124,938 17,241 South 17,241 9/30/86 2300
for the development of a cluster of ten )

villages around Indfgahena (contimuation)

of Agreement No. 8 ' )
. Nation Builders.Association - :
Conservation and Forestry Project, - ) 26 11/02/85- 1,094,553 . 423,678 - Cemtral 310,806  7/31/89 Nil
Minipe Right Bank Transbasin Canal - )
Phase II )
. National Coumcil of YMCAS - | '
Hane Cardening Project 027 11/06/85 72,180 41,433 Islandwide 41,433  9/30/87 500 families
' . mainly North -
. & East
. Nation Builders Asscciation - '
Water Management Nagadeepa Mahawesa) 029 2/13/86 174,753 ) 62,253 Central 62,253  8/29/89 2000 families
. Nation Builders Association - o ' : .
‘Water Minagement, Pimburettawa 035 12/31/86 609,428 64,464 Central 58,056  7/31/89 1500 families

g X3INNY
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under WO Co-Fi.11

Nil
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Page 4
Sub Projects . - Agreement  Date of Total . Amount Location Amount: Completed  Beneficlaries
ot Nunber  Comuitment estimated Comnftted Spent Date

15. Lanka Jathika Sarvodaya Shramadana )

Sargamaya - : )

Voluteccs Commmity Leadership ) |

Development Services in the North &)

East ) 038 10/13/87 907,008 145,452 North » NIL  No work _

TOTAL . _ 1,535,823 East done ~ Continuing

9 XINNY



Sub. Projects Agreement:
Nunber

Date of

Heal th/Population:

1.

----coastal ccmmni ies : . B E
.-mmsm)'-'

Qverseas Education Fund -

leagwe of Women voters and Srd Lanka )
Woren's Burean project to provide )
extension services for rural women fn )
family health and incane generatibn )

Lanka Mahila Samithi -

Program for family health and fanily )
plaming motivation for rural women in )
sane 400 villages )

Larka Mahila Samithi -

Extension of project for motivating )
rural vomen in family health with )
special emphasis on family plamning )

THAP -
Vocatiomal tralning for the physically )
disabled in Sri Lanka )

Sukhitha Welfare Society Inc. -
Training Center and Sheltered Workshop )
for physically disabled women at Horana )

Lanka Jarhika Sawodaya Shramadana
Sargamya Inc. - :
Development of children®s services in )

Commmity Developrent. Progran

-010

015

020

028

8/12/80

4/01/81

6/07/82

7/20/82

>n/8s

12/28/83

1/22/86

Total Arrount.
Comitmert estimated Committed

Cost

322,501

38, 500

81,250

%7,800

1%,767

202,940

93,132

Completed Beneficlaries

L L] [ J
Page 5
Location Mt
Spent: Date

200,000 Islandwide 200,000 6/12/82
22,479 Islandwide 22,479  4/30/82

except North

& Fast
37,006 Islandwide 37,056 6/30/84

except North

and East
138,600 South and 138,6005 1/21/85

West

70,000 West:

79,060 West, South
& torth Wast

45,756 Central

63,316

26,384

69,574 12/31/88

10787

1/21/88

2291 families

Nil

40,000

420 families

8 XINNV
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 sub Projects Agreement  Da:e of Total  Amount Location Ancunt Completed  Beneficiaries
: _ Nmber  Comitwent estimated Cowmltted Spent Date
Cost '

8. Lanka Jathika Sarvodaya Shramdana )
Sangamaya - )
Volunteer Commnity Leadership )
Development Services in the Noxth )
& East ) 38 10/13/87 907,008 380,000 North & Rast Nil . No work - M1 -
TOTAL T 972,951 357,408 done continuing

under WO Co-FiL.11

d X3NNY
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Sub Projects Agreenent  Date of Total — Amunt Location Anount Completed  Beneficlaries
' ) Numbor Comuitment estimated Committed Spent. Date
' Cost

Eﬂmation And thman Resources:
1. Srti Larka Technical Institute and
' Diyagala Boys' Town - _

Trainirg of youths in the proper ) 001 11/21/19 520,137 316,000 West: 316,000 9/30/83 425

livestock ) ' '
2. MHAP - _ ‘ ‘

School Support: Project 019 11/04/83 182,685 122,338  North & East 12,338 11/03/84 2000
3. All Ceylon Buddhist Congress - _ ) , .

Vocatiomal Trainirg Progran for )y 022 9/11/84 149,311 92,576 West: 92,576 8/29/89 ’ 38

Disadvantaged young people )
4. ‘Lanka Mahila Samithi -

Nursery School Teacher Training Program 023 9/12/84 55,678 26,739 West 26,413  12/12/86 120
5. Lasallian Commmity Education Services - S S B :

Pre-Apprenticeship Training Program 031 7/16/86 131,917 74,863 West 67,92 Contdmdrg =~ = 227

undexr PVO
Co-Fi, I1

6. - All Ceylon Baddhist Congress =

Extension of Vocational Tralnivg) 033 llf.SIBT 66,477 40,135 ' West: 30,36  8/28/89 £V
Facilities, Palatota, Kalutara )

7. Sri Lanka Techmical Institute &
Diyagala Boys's Town = '

Extension of Tralning facilities at) 034 1;2]31/86 - 402,183 211,520 West 197,711 6/30/89 225
Ragama, Nuvara Eliya & Pallama )

8. Yahapath Endera Faming ‘Cenf:er,_ Harseella -

Brporsion of Tralairg facilities %6 1/2/87 31,80 20,678 West 16,000  1/01/89 %
9. Nation Bullders Association e 09 2113186 - 6,140 e 6,140 8/13/85 2020 familes
Water Management: Nag,;xlee[m Y © . (Part o : contvn l _ .
- -mlmml’roject:-' = ' Ea : ‘
o s QT - e e e 933,043 -

g X3NNY
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Sub Projects Agreemeat  Date of  Total  Amount Location Amount: Completed  Beneficlaries
Nomber  Comaitment: estimated Committed Spent Date
Cost:

Selected Deveiopuent:

1. Sri lagka Technical Institute and
Diyagala Boys' Town -~
Purchase of two 45 ¥ gererators in ) Amendment.  3/27/81 - 34,666 West ¥ ,666 3/31/82 Nil
support of the program to train youths ) No.l-Imp.
in the breedirg and care of livestock ) Agreement

Ne. 001

2. Sri lanka Women's Conference Training - _

‘Workshop 1n Project Management for )y o7 6/24/81 - 525 West - 525 8/25/81 X
voren in rural and urban aveas involved )
in projects )

3. Rural Woren Leaders -

Exchange Program by the Bharatiya ) 012 7/20/82 47,790 16,960 West 16, %60 7/19/83 4]
Crancen Mahila Sangha and the Sri Tanka ) :
Woren's Gonference )

4. Save the Children Federation Inc. -~ , o - | ° :
Rehabilitation of 250 families displaced) 018 10/07/83 256,632 115,60 West 115,630  11/30/84 250 families
by the Civil Strife ) ~

5. Larka Mahila Sanithi - | o |
Program for Small Enterprise Dev, - - 025 12/05/846 484,630 350,000 Islandwide 263,840  Contimuirg | 1297

' . _ except ' under VO
Nerth Go-Fi. 11
_ - & East
6. Save the Children Federatfon - | g |
" Evaluation Woﬂ(sinp : o - ' 12/23/85 - 6,276 - 6,276 3/00/856 -
J.-m&wﬁmmmg—f : _ : e . _
Secmd Inrarim Evaluatton L - o - 10,688 ~ 20,688 - 7/3/86 -

g XINNY




Page 9

.. Sub Projects Agreement Date of Total Aoyt Location Amunt: Completed  Beneficiaries
R Nuuber Comitment estimated Committed Spent Date
Cost:
8. PACT- : _ . . ' . '
Bvaluation Workshop Gontract  12/01/85 - 37,708 Islandwide 37,707 7/31/86 -
. 9. Larka Jathika Sarvodaya Shramadana

Volunteer (h:mmity laadersMp )30 . 5/21/8. 1,451,370 637,225 North-Cent.ral 352,106 Contimed 1500 famiiies
Developrent: Service in a thousand ) I : & North-West under PVO -
villages _ : . ' CoFi. 11

10. S5ri Larka Foudatfon - -

. Huoman Rights Semimar ' 032 12/17/% 47,746 23,586 = Islandwide 23,586 7/31/86 40
11. CARE ~ _ ' i
Credit and Training for Economic 037 - 6/26/87 404,418 197,786 North-West 132,596 Contimed 901
Development in Rural Sri lanka (CATER)- ' - : under
Financing IT
TOTAL: Ry : ' '
' - 1,431,049 - 1,024,579
e - —— e ]

9 X3INNY
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CO-FIII SUB-PROJECT BRIEFS



income farmers in 75 villages.

USAID PVO-CO-FI-II

SUB-PROJECT BRIEF
Sub-project number: 1
Sub-project name: Agricultural Credit Scheme
Implementing PVO: Sarvodaya

Date started: 12-1-87

PACD: 12-31-90

Level of Funding:
-USAID~- $ 92,183
PVO- § 23,591

TOTAL- $ 115,774

Type of Activity:

Income generation

Location of PVO headquarters: Colombo

sub-project field activities: Hambantota

Project'beScription:.

-This is a comprehensive rural credit scheme to benefit low-
Through the use of a revelving
loan fund the following activities will be supported: rice ' =
cultivation, cereal and cotton production, animal husbandry, and
. the creation of small industries. - '
Saravodaya's determination
profit.

Loans are approved pending -
that the activity will generate '



ANNEX C

To increase the skills of loan recipients Sarvodaya will
setup a training center where all part1c1pants will receive the
following training: management, accountlng, savings erncouragement
and rationale, and technical assistance specific to their
entrepreneurial endeavors. In addition, Sarveodaya will organize
and manage input and marketing cooperatives to support the
activities of the farmers.

8. Progress to Date:

According to the latest comprehensive project report,
dated March 19&%, 7¢1 loans have been disbursed totalling Rs
2,460,693. Sax’@daya reporis a 95% repayment rate on these
loans. Additismally, 331 savings accounts have been establlshed
with Sarvodaya Savings Societies.



ANNEX C
USAID PVO~-CO-¥I-II

SUB-PRIOJECT BRIEF

1. Sub-project number: 2

name: ‘Sarvodaya-CARE Economic Resources for Village
'Enhancement and Credit Training (SERVE)

2. Implementing PVO: CARE
3. Date started: 3-30-88
PACD: 12-31-90
4. Level of Funding:
‘USAID- $ 115,730
PVO- § 145,681

TOTAL- $ 261,411

5. Type of Activity:
'Income generation
6. Location of PVO headquarters: Colombo
sub-projéct field activities: Kandy District
7. Project DeSCriptioni
CARE is assisting Sarvodaya to introduce and _
institutionalize and savings-loans-income generatlon program to

benefit existing Sarvodaya societies. The project proposal llstedu.’
the following four goals and obgectlves. : e

1) promote regular cash. saV1ngs hablt among the membershlp:-i'

of ex1st1ng Sarvodaya societies;

'2) a551st socxety menbers to increase income from exxstlng."'
‘businesses; : :

3) ensure credlt is available to finance new bu51nesses or:
- expand existing ones; :
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4) generate income that will enhance Sarvoedaya development
programs.

The measurable ocutputs which correspond to the above
objectives were listed as follows:

1) officials from 45 Sarvodaya societies will be trained
in savings and loan operations and 2000 members should
have savings accounts by the end of the project:

2) thirty societies will train officials in credit access
resulting in society members receiving 20 bank loans
issued within a three months from date of application;

3) 80 members will receive technical training and 100 will
attend small business courses conducted by Sarvodaya:

4) by the end of the project 40 Sarvodaya Societies wlll
be maintaining SERVE activities.

8. Progress to Date:

The most recent progress report received by AID/Sri Lanka
was dated August 10, 1989 and covered activities through July
1989. It listed the following accomplishments:

1) 33 societies were maintaining SERVE activities;

2) 1,267 individuals Sarvodaya Savings Soc¢ety accounts
had been established;

3) 27 bank loans had been released for new businesses:

4) 33 bank loans had been released to expand exlstlng
businesses.



USAID PVO-CO-FI-II

SUB-PROJECT BRIEF

1. Sub-project number: 3
name: Home Garden Project

2. Implementing PVO: Young Men's Christian Association (¥YMCA)
3. Date started: 3-~1-88 |

PACD: 2-28-90
4. level of Funding:

USAID~ $ 155,833
PVO~ $ 184,525

TOTAL- $ 340,358

5. Type of Activity:

Income generation
(Improved nutrition)

6. Location of PVO headguarters: Colombo

sub-project field activities: Northern, Eastern and Western -
Sri Lanka ' _

7. Project Description:

The project is providing in-kind vegetable seeds, tools, _
fertilizers, and insecticides to low-income families. The value
of each package is Rs. 1,375. Fifty percent of the loan must be
repaid to the YMCA within 24 months of disbursement. YMCA loan -
repayment revenues will be recycled into the program to expand L
. the number of participants. Each family may only receive the in- @~

kind loan package once. : ' ' :

For each ten participants one facilitator is chosen to
provide technical and/or financial assistance to other - :
participants, to monitor the progress of other paxtlclpants, and
to collect loan repayments for the YMCA. 1In addition, the YMCA
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ensures that all participants have an opportunity to participate
in Department of Agriculture training seminars.

8. Progress to Date:

For the most part, project implementation is proceeding as
sCheduled. 1In Central Sri Lanka the project is proceeding ahead
of planned targets. However, in the Northern and Easterm areas
of the country implementation delays have occurred due to ~R
civil strife. According to progress reports, over 3000 families
have thus far been assisted through the program. The most active
participants have been women and children. '

€& n



1.

7.

provide training for young women in tallorlng, embroidery, and
lacemaking at A.W. Girls' Home. The two main components of the
program are as follows: o . '

8.

.Forty girls have been trained in dressmaking. The average -
age of participants is fifteen. All but three of the women =
trained are from the nearby village. Thirty-eight-of'the current

USAID PVO-CO-FI-II

SUB-PRCJECT BRIEF

Sub-project number: 4
Name: Training Program for Young Women
Implementing PVO: All Ceylon Buddhist Congress (ACBC)
Date started: 5/1/88
PACD: 4/30/90, extended to 4/30/91

Level of Funding:

USAID $ 65,085
PVO $ 39,033
Total $ 104,118

Type of Activity:

Income generation
Employment generation

Location of PVO headquarters: Colombo

Sub-project field activities: Wélitara, Balapitiyva, Galle
District, Southern Prov.

Project Descriptien:

The purpose of the project is to support ACBC's program to

1) Training and employment - for 30 months to help 45 gifls;
2) Rehabilitation - girls to secure employment in-the_free'
trade zone or to start their own dress making businesses.3

Progress to Date:

7
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ANNEX C

employees have had prior dressmaking experience. The training
center has an informal arrangement with a garment company in
Colombe which pays all operating costs in exchange for the
factory's total production cutput. No grant funds have been
spent for instructors’ salaries. To date, $25,429 has been
expended (39%)making financial disbursement 53% ($34,232) behind
schedule according to the original PACD and 22% ($14,345) behlnd
schedule as compared to the revised PACD.

The project implementation has deviated somewhat from the
design approved by AID in that only limited training has occurred
because those trained have not felt compelled to search for
employment because they are all working full-time in the factory.
The majority of the tralnlng prov1ded has been to individuals
already having some prior experience. Although this has its
advantages, it alsc means that there are extremely llmlted
opportunities to train additional participants.
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USAID PVO-CO~FI-1iI

SUB-PROJECT BRIEF

1. Sub-project number: S

name: Strengthen the Central Council of Social Services
and its Affiliates

2. Implementing PVO: Central Council of Social Services
{cCss)

3. Date started: 5-1-88
DPACD: 5-1-93
4. Level of Funding:
USAID- $ 580,770
PVO~- $ 59,000

TOTAL~ $ 639,770

5. Type of Activity:

Strengthening Sri Lankan PVOs
6. Location of PVO headquarters: Colombo

sub-project field activities: Colombo plus 89 affilia;es
7. Project Description:

The CCSS is an umbrelia agency serving over eighty .
affiliated organlzatlons. Using USAID funds, CCSS will be able
to better serve an increasing number of affiliate organlzatlons_

as well as increase its own capacity to operate as a clearing
house for development information, provide management training,

‘and administer micro-grants under $ 10,000 to a wide range of Sri
Lankan PVOs. A major objective of the CCSS grant is to foster an

orientational shift among Sri lLanka PVOs from social welfare
programs tc development activities which result in income
generation and increased rural productivity.
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8. Progress to Date:

Since receiving USAID funding in 1988 the CCSS has undergone
large organizational and operational changes. A new office was
found and equipped, a newsletter begun, an expatriate Executive
Director was recruited and hired, as were additional Sri Lankan
staff and a new administrative structure was established to
manage the USAID grant. The current Executive Director, Robert
Russell, assumed his position in September 1989. All of these -
changes have significantly altered the operations of the forty-
year-old CCSS.

The organizational make over has led to a new operational
relationships between CCSS and its affiliates and this period of
transition has caused considerable turmoil and tension within the
organization. Nevertheless, significant progress has been
achieved.

Achievements since September have been numerous. The new
Executive Director has overseen the installation of computer
management systems; conducted a five-day Board-staff plannlng
workshop; completed plans for conducting short-term training in
proposal writing and organizational management; overseen the

hiring of a Deputy Director, two prcject officers and a number of -

staff, renegotiated the program's budget; established a staff
insurance plan; submitted funding proposals to three additional

donors: re-shaped the format for micro-grant proposals and funded.

seven such proposals. initiated contact with other coordinating

organizations in Sri Lanka while, along with other new staff, hass-

been learnlng about the general context, the potential and needs
of Sri Lankan PVOs.

10
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ANNEX C
USAID PVO-CO-FI-II

SUB-PROJECT BRIEF

1. Sub-project aumber: 6

name: Development of Fifty Villages in the Jaffna and
Kilinochchi Districts

2. Implementing PVO: COTRU
3. Date started: 5-1-88
PACD: 5-1-91
4, Level of Funding:
USAID- § 136,250
PVO- § 40,463

TOTAL- § 176,713

5. Type of Activity:

Income generation
Private Enterprise Promo’.ion

6. Location of PVO headquarters: Jaffna and Kilinochchi
Districts

sub-project field activities: Jaffna and Kilinochchi
Districts

7. Project Description:

Ootru, which means fountain or spring, is an organlzatlon
dedicated to participatory rural development. It has a
relatlvely sophisticated and thorough development approach whlch
is based on peoples' innate creativity. Its project activities
are based on an analysis of rural conditiens and the degree to
which participant's can be motivated and mobilized toward
implementing spe01f1c activities which they themselves manage.
Ootru has its base in the Jaffna university community and has a
definite research and experimentation overlay to all its

11
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NNEX C

activities. Since its founding in 1980 30 projects have been
implemented.

The AID funded project is designed to provide an impetus to
the residents of fifty villages to be responsible for their own
development rather than being dependent on government assistance.
Funding supports Ootru staff costs, training of volunteers,
poultry development, pond desilting, construction of drainage
canals, livestock development, and a credit disbursement scheme
charging 25% interest.

8. Progress to Date:

In the first year of the program, despits the difficult
conditions caused by fighting between the LTTE and the IPKF,
prograr accomplishments have been significant. Volunteerséhavez
been selected and trained, village societies established,
livestock vaccinated against Rinderpest, ponds desilted, and a
‘poultry program has begun. However, many program components have

been altered since the project's inception due to lessons learned_f-.

and because of the difficulties in implementing éevelopment
projects in a war zone. Specific beneficiary numbers are not
available in either the project proposal or progress reports.
The total population of the fifty target villages is
approximately 50,000.

12



USAID PVO~-CO~FI~-II

SUB-PROJECT BRIEF

1. Sub-pro;ect number: 7
Name: | Wanathavzllu & Dapiligoda Vlllage Development

2. Implementlng PVO:  Lanka Evangellcal Alliance Development
g ¥ e Service (LEADS)

- 3. Date started: 5/1/88
" pacp: s/1/91

4. ~Level of Funding:

USAID $ 29,475
thfﬁsaxn $ 16,312
‘Total | $ 45,787

5. Type of Activity:

Income ganeratlon
" Vocational tralnlng (vocatlonal)

o 6. ';ocatzon of PVO headquarters: Colombo _ e S
- Sub-project field activities: Wanathavillu, Puttalam, N.W. c
o ' Prov. & Dapillgoda, ‘Agalwatte, .
Kalutara District, Wéstern S
. Prov. :

T. PrOJect Descr1ptlon.

___The purpose of the project is to support ‘the program of
LEADS to improve the living conditions of the rural poor in the . | -
‘villages of Daplllgoda and WanathaV1lla. Project act1v1t1es_are 2
as follows. , _ _ - T ;

Wanathav111u. Settlzng 15 dlsplaced fisher famllzes, c
constructing 15 seml-permanent houses, providing suff1c1ent”;
- water supply, provzdlng adult and pre-school educatlon,_and_'
increasing family income of those famllles being prlmarlly
;surﬂrrted by f:l.shlngw




' Progress to Date:

‘Wanathavillu:

. children) are attending classes: there are plans for the two

'~ two sewing machines have been purchased and the first -

ANNEX C

Dapiligoda: Raising 80 families' average incomes 40% through
self-employment, structural improvement of 22 houses,
providing pre-schoel education (35%) and vocational tralnlng
to 20 girls, encouraging home gardening, providing primary
health and nutritional care, and providing employment to two
teachers.

- 11 houses, a community hall, and a pre—school have been
constructed:;

~ some income generating loans have been disbursed but
repayment is very low:

- the goat breeders® association has been plagued-by
internal conflict compounded by goat illnesses.

Dapiligoda:

- assistance has been provided to 24 famllles to start
1ncome generatlng activities;

- 12 families have received Rs 25,000 to upgrade houses;

- a pre-school has been established with a functlonlng staff
of two paid teachers, 25 students (33% of pre-school age '

pre-school teachers to be trained in Montessorl 1nstructlon
methodology
sewing workshop is scheduled for March 1990 for ten women; o

- Rs 5, 000 have been disbursed to 14 families to buy plants_-3
for home gardens, however, most of the plants have died;

- so far no prlmary health care or nutrltlon act1v1t1es have
commenced. _ . _

14



7.

sustainable use of natural resources and safeguarding the 3
environment in the Udakalagamrane at Weiwalketiya. Specific
activities include: 1) construction of 30 wells and relnforcement_'
of 30 existing wells; 2) soil conservation through terracing .
slcped land and constructlng surface drains, and 3) establlshment'
of home gardens to increase famlly incomes. '

8.

'Name: Soil Conservation and Sustained Use of Natural

.Subéproject field activities: Nagoda, Kalutara Distrlct,

Project Description:

ANNEX C

USAID PVO~CO-FI~II

SUB-FROJECT BRIEF
Sub-project number: 8

Resources in Udakalagammane at Weiwzliketiya

Implementing PVO: Wildlife and Nature Protection 5001ety
' of Sri Lanka (WNPSS)

Date started: 5/1/88 _
PACD: 5/1/89, extended to 5/1/90
Level of Funding:

USAID $ 12,000
PVO $ 5,154
Total $ 17,154

Type df Activity:

Income Generation

Environmental conservaticn

ILocation of PVO headquarters: Colombo

Western Prov1nce

The project's purpose is to promote soil conservation,

Progress to Date:

1) a total of 46 wells have been completed as of 12/39;?
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ANNEX C

2) Terrazing has been postponed since the required
explosives are not available due to security reasons:

3) Home gardening has not been carried out due a shortage of.

water and the non-availability of plants at the Agrlculture
Service Unit.

Project funds are 11% disbursed making the project 81% {$
10,000) behind schedule.

16



ANNEX C

USAID PVO-CO-~FI~II

SUB-PROJECT BRIEF

1. SQb—project nunber: $
name: TEACUP Project
2. Implementing PVO: CARE
3. Date started: 6-30-88
-PACD:'6—1—93
4. Level of Funding:
USAID- $ 301,690
FX(AID)- $ 30,169
PVO- $ 286,786

TOTAL- $ 618,645

5. Type of Activity:
Iﬁcome generation
6. Location of PVO headquarters: C#lombo
sub~-project field activities:nxandy_
7. _Project Descfiption°
_. The project's goal is to increase income among farmers.ln
the Kandy District through increased tea production and the:

adoption of better marketing practices. The project emphasizes-
inproved cultivation practices, the establishment of Smallholder

Tea Associations to manage production and-marketing-activitiesﬁas E
well as training government tea extension agents to assist those

‘cultivating less than one hectare of land. USAID funds provide.
salaries for field staff, materials and equipment, motorcycles,
training, and a revolvxng 1oan fund. _

17
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ANNEX C
3. Progress to Date:

This project experienced implementation delays due to civil
strife, a change in CARE's Director and the need to modify
several aspects of the project's design. In partlcular, the plan
to use 52 volunteer field assistants was dropped in favor of
hiring seven trained agricultural agents. Additionally, the idea
of providing credit through existing credit institutions was
dropped and it was decided to start a new association,

Project implementation is well behind schedule but
progressing. Staff have been hired, some small tea holder
participants identified, local groups have been formed, tralnlng
has begun and credit is beginning to be disbursed.

The project is expected to benefit 2000 tea farmers
organized into 100 local groups and 22 societies. <Current
participants number around 650. CARE reports the project is now
gaining momentum and expects to achieve substantial results in
the near future. :

18
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ANNEX C
USAID PVO~CO-FI-IX

SUB~-PROJECT BERIEF

Sub-project number: 10

name : Early Detection and Vocational Training for the '
Disabled o

Impiementing PVO: Welfare Society of the School for the'
- Mentally Sub-Normal Child (WSSMSNC)

Date started: 7-~1£-88
PACD: 7-14=51
Level of Funding:
USAID- § 53,850
PVO- $ 63,727

TOTAL- $ 117,577

Type of Activity:

Enmployment generation

Special needs services

Locaticn of PVO headquarters: West Colombo

‘sub-project field activities:'WéSt Colombo

Project De9cription:

The purpose of this grant is to support the program ofithe "

WSSMSNC to extend services of assessment and intervention to . an
increased number of mentally sub-normal children within the
Colombo area. USAID. funding covers equipment costs, tralnlng
program salaries of full- and part-time personnel, building:
renovatxon, an entrepreneurship fund, a public awareness
campaign, and an audlt/evaluatlon.
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ANNEX C
8. Progress to Date:

A site visit confirmed the facility is both adequately
staffed and equipped and that excellent services are being
prov;ded to retarded and autistic children. The range of
services provided by the Chitra Lane Medical clinic and its
parent counselllng organization include vocational training and
home support services. Thus far, the program is able to document
. assistance to 1,200 individuals. Many individuals receive
several d_fferent types of assistance such as support throughout
their schooling years, home visits, various types of therapy, and
specialized medical care.

20




ANNEX C
USAID PVO-CO~FI-II

SUB-PROJECT BRIEF

i. Sub-project number: 11

Name: Strengthening Financial Management Capabllltles of

the Thrift and Credit Co-operative System in sri
Lanka _

2. Implementing PVOs: Credit Union National Association
(CUNA) ,the World Council of Credit
Unions (WOCCU) and the Sri Lanka
Federation of Thrift and Credit
Cooperative Societies (FTCCS)

3. Date started: 9/1/88
PACD: 8/30/91

4. Level of Funding:

USAID - LC $ 586,318
PVO $
Total $ 586,318

5. Type of Activity:
Training and technical assistance

'6._ Location of PVO headquarters: Madison, Wlsconszn, USA and
Cclombe

Sub-project field activities: Countrywide

7. Project Description:

The project's purpose is to develop the financial management =~
capabilities of the Thrift and Credit Co~operative System so that;
it will be: 1) financially and technically SeiL&ShStalﬁlng within

a reasonable period of time; and 2) able to prov1de savings,
credit and related services to low and middle income members to
increase product1v1ty, income and the avallabzlity of basic

- services.

The projedt was'designed to fund the follcwing_inputs: the'
salaries and travel expenses of five FTCCS staff, of 21 financial
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ANNEX C

officers/managers and of 164 assistant secretaries (fieldworkers) -
at the district society level and to provide technical assistance
and training in order to strengthen the technical and financial
capabilities at these same levels as well as provide 27
motorcycles and miscellanecus office equipment.

8. Progress to Date:

Civil strife has delayed meeting implementation. The
fcllowing major inputs have been completed as of 12/31/89:

a) 16 financial officers and 129 assistant secretaries have
been hired by district societiss.

b) Several training and education programs have been
completed for financial officers and assistant secretaries.

c) 21 motorcycies have been purchased.

d) 82,00 of office equipment has been purchased,

o ‘Year Actual End of

1. Growth:

No. of TCSS 5,800 6,000 6,000

No. of Members 400,000 600,000 500,000
2. PTCCS self-suppor-

ting costs from

non-AID sources 30% 45% 100%
3. District societies -

self~support costs 20% 30% 60%
4. PSs self-supporting _

from loan operations 80% 90% - 100%;
5. Loan delinguency 10% ' 8% <43
6. Regular monthly fi-

nancial reperts from _

PSs & Dss 40% 60% 100% -
7. Project staff training |

complete. 100% 45% 100%

22




8. Project staff demonstra-
ting basic competence in
assigned duties

9. FTCCS interlending loan
volume (Rs)

10.No. PSs with savings/
loan insurance

11.No. of part-time posi-
tions in PSs

i00%

15=

248

250

23

65%

23.6m

38

700

100%

25m

1,000

2,500

ANNEX .C :




ANNEX €
USAID PVO~-CO~FI~-II

SUB-PROJECT BRIEF

1. Sub-project number: 12
name: Extension of Walgampaya Village Development
2. Implementing PVO: Marga Institute
3. Date started: 8-1-86
PACD: 7-31-91

4. level of Funding:

USAID-_S 49,516

PVO- $ 38,375

TOTAL~-$ 87,891

5. Type of Activity:
Income generation
6. Location.of'PVO headquarters: Colombo
sub-project field activities: Walgampaya
7. Project'Descertion.
.The purpose of the grant is to support Marga' s program to

extend the Walgampaya Integrated Village Experimental Developmentf
Scheme, begun under Co-FI-I, to three additional villages having -

~ a total population of 7,200 persons in 1,500 households. Funds-

are being used to purchase agrzcultural inputs, for soil testlng
and drainage, to begin nurseries for home gardens, to develop
small tea holdings, establish a. revolvxng fund for hou51ng
construction and to develop basic 1nfrastructure.

0vera11 the prOJect is attempting to develop technlques for
intensive micro-level planning suited to village economies and

subsequently identify untapped capacities wlthln the three targetfa@; 7

villages.
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ANNEX C
8. Progress to Date:

The Marga Institute has had great difficulty in implerenting
its USAID~funded project activities. The experimental work :
undertaken under their Co-FI-I grant concerning three alternative
mocdels for village development did not work out well. The
Walgampaya village project was considered to have been the best
of the three models and therefore, considering the under
expenditure of Co-FI-I funds, continued tc be funded under
USAID's CO-FI-II project.

Since the signing of the new grant disbursements have again
continued behind schedule. Staff changes and =onditions of civil
' strife within the project's impact area have been principally
responsible for these delays. As of January 17, 1990 Marga
reported "the situation has now improved, we have already
reactivated the carpentry training centre... [and} acticn is
being undertaken to commence the other activities under the
programme. ™
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ANNEX C
USAID PVO-CO-FI-IX

SUB-PROJECT BRIEF

1. Sub-project number: 13

name: Socic~Economic Uplift of Small Farmers Through,Improved
Water Management

2. Implementing PVO: Nation Builders
3. Date started: 11-1-88
PACD: 9-30-91
4. Level of Fuhding:
USAID- § 70,000
PVC~- $ 84,375

TOTAL- $§ 154,375

5. Type of Activity:

| Income generation

6. Location of PVO headquarters: Kundasale
sub4prejéct'field activities: Central Hangﬁranketha'
7. Project Description:

The objective of the project is to improve the economic status
~of small farmers through organizing tham to collectively manage
irrigation systems. By increasing the operaticnal efficiency of
current irrigation channels it is anticipated that farmers wilil
increase their annual agricultural-producticn'levels;' In
addition to farmer organization and management, structural
repairs were to be made to existing 1rr1q°txon channels and
‘control structures were to be introduced to improve the functxan -
" of the system.

Nation Builders will also assist partlclpating farmers by
promoting crop d1verszflcatlon, manag;ng reforestation and SOll
conservation schemes, and improving the linkage petween the
- Department of Irrigation and farmers organizations. As per
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project design, 1,230 fairm families should directly benefit from
the project.

8. Progress to Date:

According to the most recent progress report training of 4i4
farm leaders has been completed, 28 govermnment officials, and 190
students. Due to improved irrigation management 12,360 farmers
and families have directly benefitted. 1In several project impact
areas agricultural producticon has dramatically increased because
improved irrigation management has enabled farmers to produce an
extra harvest per year.

" Although progress reports indicate that reforestaticn
activities have begun no details are given. Similarly, details
about exactly how participants are benefitting from the project
and whether any physical infrastructure improvements have been
undertaken or completed are lacking.
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7.

USAID PVO-CO-FI-II

SUB-FPROJECT BRIEF

Sub-project number: 14
name: Assistance to Vocatiocnal Training Institute
Implementing PVO: Jinarathana
Date started: 8-1-389
PACD: 9-30-91

Level of Funding:

USAID- $ 130,995

PVO~ § 101,175

TOTAL- $ 232,170

Type of Activity:
Employment generation

Location of PVQO headguarters: Colombo

ANNEY C

sub-project field activities: Colombo with 28 "outstations"®

Project Description:

This project is providing selected youth three-month

vocational training courses in the following five
specializations: electrical wiring, motor mechanics, lathe
operation, radio and television repair, and general electronics.
The Jinarathan staff point ocut that the training addresses three
major problems: 1) youth who leave school without graduating will
be able to secure employment, 2) the shortace of skilled labor in
the above fields will be partially ameliorated, and 3) to scme
extent, youth unrest in Sri lLanka will be lessened.
females between the ages of 17 and 24 are benefitting from the

expansion of each of the five programs, all of which were

previously established by Jinarathana.
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ANNEX C

8. Progress to Date:

In an exceptionally well-staffed and disciplined setting,
training in the aforementioned subject areas (and 44 other
fields) is underway. Seven hundred students are currently
enrolled in the USAID sponsored courses. A projected 1,310 are
expected to complete course in the five specialization during
1990 and a similar number again in 1991. Overall, 3000 students
are currently being trained by Jinarathana. In addition, efforts
are being undertaken to secure employment for training graduates
and, in many cases, these efforts seem to be successful.
However, information concerning the number of graduates who find
work in their fields of training was unavailable.
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ANNEX C
USAID PVO-CO~FI-II

SUB-PROJECT BRIEFS -

Sub-project number: 15
Name: Puttalam Regional Development Association

Implementing PVO: Development Innovations and Networks
(IRED)

Date started: 10/3/89
PACD: 9/30/92
Level of Funding:
USAID - $ 119,450
FVO - $ 37,134
Total - $ 156,584
Type of Activity:
Income generation
Employment generation
Private Enterprise Promotion
Location of PVO headgquarters: Colombo
Sub-proiect field activities: Puttalam, Puttalanm
: District, Northwest

Province

Project Description:

The proiject's purpose is teo provide support for the

establishment of the Puttalam Regional Development Association
(PRDA) in the promotion of economically productive activities
among the district's rural poor. Specific ocbjectives are as
follows:

1) Promotion of small enterprise development leading to
employment creation and income generation:;

2) Assistance in the coordination of local PVOs and their
activities particularly focussing on small scale enterprise
development;
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3) Promotion of private sector involvement and financial
participation in small enterprise development.

8. Progress to Date:

Start-up costs of Rs 122,000 ($3,050) have bzen incurred for
consultant fees, advertisements for positions, and other
‘administrative costs. Project funds are 3% disbursed making the
project 11% or $13,500 behind schedule. Only organizational
activities for PRDA have taken place and no progress reports have
.yet been subnmitted.
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ANNEX C
USAID PVO-CO-FI-II
- SUB-PROJECT BRIEF

Sub-project number: 16
name: Volunteer Community Leadership Development Services
Implementing PVO: Sarvodaya
Date started: 6-1-29
PACD: 7-31-91

Level of Funding:

USAID~ $440,986

PVO- $ 281,875

TOTAL- $ 722,861

Type of Activity:

Income generation

Location of PVO headquarters: Colombo

sub-project field activities: Mullaitivu, Rillinochi, Jaffna,
Vavuniya, Battilaceca, Ampari.

Project Description:

The project is designed to train volunteer leadership to

organize and mange community development. Development activities
will include vegetable gardening, construction of latrines and
water wells, establish pre-schools, training primary health care
workers, developing nutrition and health education materials, and
distributing gardening tools.
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8. Progress to Date:

The project has only recently begun and progress reports have
not yet been submitted. Implementation has been delayed due to
civil strife.

The specific objectives of the grant are as follows:

1) Train 200 Gramadana workers in leadership and community
development to coordinate project activities in 20 clusters.

2) Train 240 health care workers to guide and support the
project's r 11lth and sanitation activities.

3) Train 240 pre=-school teachers attached to the children's
services centers in 240 core villages in home~gardening to
promote gardening at the home and community levels.

4) Establish 240 home-gardens at children's services centers

as a demonstration and to increase the nutritional welfare of
mothers and children.

5) Make and distribute educational materials kits on nutrition
and health to 240 core children's services centers.

6} Manufacture and distribute tool kits to each family
participating in home-~gardening.

7) Construct four covered wells in each village to supply
residents with safe drinking water.

8} Construct ten latrines in each of 240 villages for the
poorest of the poor.
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ANNEX C
USAID »VO-CO-FI~-IX

SUB~PROJECT BRIEF

Sub-project number: 1? +
23

name: Credit and Training for Economic Development in Rural
Sri Lanka (CATER)
Impilementing PVO: CARE
Date started: 8-1-89
PACD: 8-31-93

Level of Funding:

USAID- $741,052

PVO~- $607,424

TOTAL- $ 1,348,476

Type of Activity:
Income generation
Location of PVO headquarters: Colombo

sub-project field activities: North Central Rurnegala.
Anuradhapura

Project Description:

The project seeks to assist low~income women and out-of-school -

youth who are members of Multi-Purpose Cooperative Societies
(MPCSs) to achieve sustainable increases in income by expanding

1 Sub-projects 17 and 23 are being described as a single

project because 17 was interim funding until a final proposal was
approved- 23. Both grants are an extension of a Co-Fi-I funded
project.
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or establishing commercially viable enterprises. This will be
accomplished through the following two interventiosns:

1) small amounts of production capital (up to Rs. 10,000 per
loan) will be disbursed from Cooperative Rural Banks (CRBs)
and from Regional Rural Development Banks at 16% interest.
CARE will establish a limited Risk Guarantee Fund up to 10% of
the loans issued;

2) small enterprise extension services will be established and
will include training in small business management skills, and
upgrading of technical preduction skills.

The goal of CATER is that 4380 members of MPCSs (women and
yeouth) in nine districts will achieve sustained increases in net
income by completion of the project. CARE anticipates this can
be achieved if at least 80% of project participants are
successful.

It is assumed that successful implementation of the project
will build the institutional capacity of MPCSs and CRBs to -
sustain a viable credit system enabling rural women toc access
credit which can be used to increase their incomes and improve.
their lives.

8. Progress to Date:

Although recently impiemented, the project is an extension of
a Co-Fi-1 grant which recorded the following achievements:

1) 840 women beneficiaries have completed training in project
rationale and training in record keeping, bookkeeping and
various technical training in income generating activities:

2) 576 participants received loans from their respective CRBs;

3) as of July 1989, Rs. 2,049,410 in loans had been disbursed
with an average repayment rate of 83%. By CARE standards,
this is a low repayment rate and can be attributed to civil
strife which has adversely affected a number of project
activities.
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ANNEX C
UEAID PVO-CO-FI-II1

SUB-IROJECT BRIEF

Sub=-project number: Grant No. 18
Name: Organic Conservation and cﬁltivation
Implementing PVO: Sama International Trust
Date started: 10/19/89
PACD: 12/31/91
Level of Funding:
USAID - $ 86,861
VO - $ 35,2890

Total - $ 122,141

Type of Activity:
Income generation
Location of PVO headquarters: Colombo (Talangama)

Sub-project field activities: Akurugoda Kctte, West Battaramu,
Colombo District, Western Province

Project Description:

The project's purpose is to promote organic backyard

cultivation of fruits, vegetables and medicinal herbs and assist
participants in marketing their produce. The anticipated
benefits are: increased monthly family income of up to Rs 3,000
for 120 families; upgrading of skills and knowledge of
appropriate technologies; and the achievement of financially
sustainable projects.

8.

Progress to Date:

No funds have yet been disbursed. The project is 16% or

$14,000 behind schedule.

36



ANNEX C
USAID PVO-CO-FI-IX

SUB~PROJECT BRIEF

1. Sub-project number: 19
name: Small Enterprise Development for Rural Women

2. Implementing PVO: Lanka Mahila Samiti (LMS)

3. Date started: 9-1-89

PACD: 6-=30-390

4. Level of Punding:
USAID~ § 29,646
PVO-~ $ 14,937

TOTAL- $ 44,583

5. Type of Activity:

Income generation
Employment generation

6. Location of PVO headquarters: Colombo

sub-project field activities: Puttalam, Moneragala, Matule,
Kegalle, Kandy, Kurunegala, Matara, Gampoha, Anuradhapura.

7. Project Description:

Through LMS's revolving lecan fund, women are provided loans to
start their own businesses. IMS provides technical assistance
relevant to the participant's particular venture and also
provides training in conducting initial feasibility studies and
basic bookkeeping. The following technical training has been
provided: dress making, soft toymaking, and agriculture and
animal husbandry. IMS' cost per trainee is estimated to Rs.
3,183 per trainee and the project was designed to train 560
women.,
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When appropriate, IMS also encourages similar small businesses
to consolidate their activities.

This project is a continuation of a Co-Fi~I grant.

8. Progress to Date:

As of September 1989, 1,297 small loans have been disbursed.
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7.

advice, guidance and services tc overcome problems and

USAID PVO-CO-FI~-II -

SUB~PROJECT BRIEFS

Sub-project numker: 20

name: Youth Counselling Center

Implementing PV0O: Family Planning Association (FPA)

Date started: 12-1-89
PACD: ii-30-92
Level of Funding:
USAID~ § 98,900
PVO- $ 31,975

TOTAL- $ 130,875

Type of Activity:
Family Planning
Location of PVO headquarters:

sub-project field activities:

Project Description:

Colombo

Colombo

ANNEX C

The project supports the operation of an experimental famlly
planning counselling center which provides youth with affardable

frustrations related to reproductive mental and physical health.
The center will target its services on lower- and middle-class
youths who would otherwise not be able afford similar services

provided by general medical practitioners of specialist

physicians.
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8. Progress to Dates

USAID funds have only recently been made available and
consequently no significant progress has thus far been
accomplished. Beneficiaries are expected to number 4006 per year
during the two vear life of the grant.
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USAID PVO-CO~FI-II

SUB-PRCJECT BRIEF

1. Sub-project number: 21
name: Private Sector Dairy Development Progran
2. Implementing PVO: International Executive Service Corps (IESC)
3. Date started: 12-1-89
PACD: 11-30-92

4, Level of Funding:

USAID- $ 84,400

PVO- $ 84,400

TOTAL- $ 160,800

5. Type of Activity:
Incone generation
6. Location of PVO headquarters: To be selected
sub-project field activities: To be selected
7. Project Description:

Forty-five percent of the populatlon of Sri Lanka lives in
rural areas and 45 percent work in agrlculture. Through this
sector the Government of Sri Lanka (GSL) is attempting to
increase basic food production, expand exports, increase income
levels and employment, and improve the nutritional status cof its
citizens. This IESC project relates to the aforementioned GSL
goals by proposing to provide nine-person months of specialized
technical assistance and twelve person-months of administrative
assistance to five dairy companies which will collect, process
and market milk in rural areas.
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8. Progress to Date:

The target goals of the project are to assist five factories
each of which employs 200 workers. A total of 3000 dairy farmers
should benefit from the project; 600 farmers by the end of the
first year, 1,200 the second year, and 3000 by the completion of
the project.

Only first year project funding has been disbursed. The

remaining committed funds will be disbursed if and when the IESC
locates five firms willing to participate in the project.
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USAID PVC-CO-FI-II

SUB-PROJECT BRIEF

1. Sub-project number: 22
name: Pre-apprenticeship Skills Training
2. Impiementing PVO: LCES
3. Date started: 12-1-89
PACD: 11~-30-30

4. Level of Funding:
| USAID- $ 71,800.

PVO- $ 17,950.

TOTAL- $ 89,750.

5. Type of Activity:

Employment generation

6. Location of PVO headquarters: Colombo
sub-project field activities: Colombo

7. Project Description:

The project is to provide vocaticnal training to adolescent
slum dwellers. AID funding is to be used to purchase equipment
to provide training in welding, carpentry, leatherwork, and
painting. The training should result in participants gaining
skills that will enable them to earn income through employment in
the informal sector. In addition, health care, nutrition, and
sanitation will be taught. This was determined to be necessary
because of the generally low levels of education among the
participants and because sanitary and health conditions in the
siums are considered to be dangerously substandard.
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8. Progress to Date:

This is a new grant and ccnsequently Nno progress reports have
been submitted to USAID. However, the project is designed to
benefit 2000 participants during its two years of USAID funding
Spe01f1cally, 400 boys and girls and 190 young mothers are to
receive vocational training that should enable them to secure
jobs in the informal sector. It is estimated that these iobs
will provide the trainees an average income of Rs 1,600 ($40) per
month. Additionally, 176 pregnant and lactating mothers and 400
children will benefit from a feeding program. The project's
impact area is three city slums having a total population of
10,844. The average cost per beneficiary is Rs. 1,436.
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USAID PVO=-CO=-FI-II

SUB-PROJECT BRIEF

1. Sub-prciject number: 24
name: Private Provision cof Health Facilities

2. Implementing PVO: Sri Lankan Association for Voluntary
Surgical Contraception (SLAVSC)

3. Date started: 1-1-90

PACD: 1-30-91

4. Level of Funding (U.S.$%):
USAID- 39,300
PVO- 31,675

TOTAL~ 70,975

5. Type of Activity:

Income generation

6. Location of PVO headquarters: Kandy

Sub~project field activities: Kandy

7. Project Description:

The SLAVSC has a fully staffed c¢linic and family counselling
center in Kandy which has been in operation since 1974. The
cperations of the Kandy office are supported by its New York
headquarters, at least in part, through USAID grants. The
counselling center currently has three professional family
counsellors who will discuss with clients, for a nominal fee,
birth control options as well as other problems confronting the
family. The center never recommends abortion and does maintain
contacts with adoption agencies should unwed mothers decide in
favor of such an option.
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The grant received from USAID/Sri Lanka is to purchase
laboratory equipment to conduct comprehensive (with the exception
of x-rays) testing and analysis services. Some of these tests
will be related to fertility issues but many others will not.

The income derived from the fee-for-service laboratory tests will
be used to subsidize the clinic's most requested service- family
planning counselling. A comprehensive market analysis has
concluded that the laboratory services will be in high demand,
particularly since the alternative public hospitals are either
inconveniently located and/or are often slow to process tests and
communicate results.:

‘8. Progress to Date:

Although only recently funded, the grant's implementation has
experienced a minor stumbling block in that the price of the
laboratory equipment to be purchased from Germany has recently
increased in price and the Sri lLankan Ruppee has recently
decreased in value vis-a-vis the German Deustchmark. However,
the prcblem has been communicated to AID/SL and the approval to
purchase the same equipment at a somewhat higher price is
considered to be forthcoming.

The World Bank has recently made a major commitment to the
S1LAVSC to finance the expansion of their program throughout the
country. World Bank support is expected tec begin in 1990 with
initial financial support to construct and staff eight new
offices by the end of the year.
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Jsi M PVO-CO-FI-II

SUB-PROJECT BRIEFS

1. Sub-project number: 25

name: Establishment of Clothing Training Institute in Northern
Sri Lanka

2. Implementing PVO: Hindu Board of Education
3. Date started: 1-30-50
PACD: 1-30-91
4. Level of Funding:
USAID- $ 92,492
PVO~- $ 30,948

TOTAL~- $ 123,440

5. Type of Activity:
Employment generation
6. Location of PVO headquarters: North Jaffna
sub-project field activities: North Jaffna
7. Project Description:

To establish a clothing training institute in Northern Jaffna
to provide twelve months training to those corphaned, or women
rendered destitute, as a result of the region's civil strife. It
is envisaged that trainees will be rehabilitated through either
the generation of self-employment of by securing paid emplceyment
in garment factories expected to be established in Jaffna during
the coming year if the GSL policies favor the area with
investment quotas. Training provided will be a three month basic
introductory course followed by specialized courses in éress
making, embroidery, and lace making.
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8. Progress to Date:

The MSI team met with the HBE in Jaffna and concluded that the
prospect for project success is likely since civil strife in
Jaffna has recently abated. Quotaticns on equipment purchases
have been requested and commitments from potential staff have
been received. The project expects to train 45 participants
annually. The facility is expected to eventually become self-
sufficient through solicitation of production contracts.
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USAID PVO~-CO-FI~II

SUB-PROJECT BRIEF

1. Sub-project number: 26
name: Volunteer Community Leadership
2. Implementing PVO: Sarvodaya
3. Date started: 2-1-90
PACD: 3-1-93

4. lLevel of Funding:

USAID- $ 124,020

PVO~ § 124,020

TOTAL- $ 248,040

5. Type of Activity:
Income generation
6. Location of PVO headquarters: Colombo
sub-project field activities: KRurnegala
7. Project Description:

This project is designed to encourage savings and promote
incoming generating activities. Sarvodaya will select and train
a cadre of village leaders to facilitate the process. Once
participants are identified they will be encouraged to open a
personal savings account in the community savings scciety which
will be created and managed by Sarvodaya. Once the communlty
sav1ngs society is firmly established lcans can be disbursed to
society partlclpants if approved by the locally elected savings
council. Limits for all Sarvodaya loans is Rs. 5,000.

Sarvodaya will also provide savings society members training
in accounting/bookkeeping as well as any relevant technical
training to support loan activities. Training will be provided
by Sarvodaya's Economic Enterprise Development Services.
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This grant is a continuation of a project funded under Coc-Fi-
I. The project does not cbjectively identify the number of
beneficiaries that the project expects to assist.

8. Progress to Date:

The grant was begun in February 1990 and progress reports have
not yet been received. However, during the three years that the
project operated in Kurnegala district under Co~Fi-~I Rs. 1.5
million in loans were disbursed, 25 young volunteers received
leadership training, and nine community shops/fertilizer stores
were started.
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USAID PVO-CO-FI-II
SUB-PROJECT BRIEF

1. Sub-project number: 27
name: Assistance to Mallakam (Jaffna)
2. Implementing PVO: Mallakanm
3. Date started: 2-1-90
PACD: 3-1-91

4. Level of Funding:

USAID- $ 26,050

PVO- $ 11,375

TOTAL- $ 37,425

5. Type of Activity:

Income generation
Community Development

6. Location of PVC headquarters: Jaffna
sub-project field activities: Jaffna
7. Project Description:

Mallakam activities sponsored by USAID include domestic dairy
production, domestic goat farming and the desilting of a major
water tank.Under dairy production, cows will be provided to
participants at half price under the condition that the first
female calf will be donated back to Mallakam to be redistributed.
Mallakam will purchase and market all milk produced. The second -
activity is similarly designed but involves goats which, at
present, are interbred tc the extent that the available stock has
becore small, stunted and largely non-productive. Over 100 nanny
goats and six bucks of superior breeding will be distributed
throughout the community in order to improve meat and milk
production. Lastly, Mallakam plans to desilt and repair a large
water tank centrally located within the community. This will
provide irrigation to grow cash crops during the dry season and
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help to insure the success of the rice crop in the dry season by
providing available irrigation water to offset the impact of late
or short rainfall.

8. Progress to Date:

Funding for the program has been provided in the very recent
past and implementation is planned to commence in aApril 1990.
The project is expected to provide cows to 200 families, goats to
400 families and irrigation to 180 families over the next four
Years.
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ALL CEYLON BUDDHIST CONGRESS

PROJECT GRANT NO. 4: TRAINING PROGRAM FOR YOUNG WOMEN

DESCRIPTIVE INFORMATION

Projact L ipti

The USAID grant provides for a training program for young
women, run by the All Ceylen Buddhist Congress (ACBC). It was
signed on May 1, 1988 with a completion date of April 30, 1290
{(later extended to April 30, 1991). The level of funding is:

USAID $55,085 Rsl,952,63C (incr to Rs2,192,302)
Non-USAID $39.000 Rsl,277.000
Total $104,118 Rs3,229,530 {incr to Rs3,469,302)

The facility is located near Balapitiya in the Galle District of
the Southern Province. It is administered by the ACBC whose
headquarters are in Colombo.

The purpose of the project as stated in the grant agreement
is "to support a pregram of the ACBC for training of young
(guardlan-less) women in tailoring, embroidery, and lacemaking at:
Anula Wijerama Girl's Home." Training was toc have been provided
in two phases: '

The first was te a period of fraining and employment of 30 months
for girls from two ACBC orphanages and the villages adjacent to
the factory. The proposal indicated that the trainees would be
as fecllows: ' .

Subject of
Origin of Girls Number Training _gmg__
Anula Wijerama Home 15 Tailoring 25
Wijerama Home 10 Embroidery/
Village 20 Lacemaking 20
Total 45 45

The second ";ehab;l;tation" phasé was to place girls in
employment in the free trade zcne (FTZ) at Katunayake or assist
them to start their own dress making businesses.



ANNEX D

The project was designed to "help young women to accumulate
capital or regular income generating skills or regular
employment®™, but this was not the stated purpose.

A. Progress to Date

The start-up on this project was delayed by cne yesar (to
5/89) due to civil disturbances. It was difficult for ACBC
pecple to move out of Colombo to assist in setting up the
factory. By the time construction was begun costs had increased.
An increase of Rsl77,00 was approved by USAID, but the dollar
authorized amount remained the same.

To date 40 girls ages 16-18 have been trained in
dressmaking. Only three of these have been from ACBC orphanages.
The rest are from the nearby village. Apparently school schedules
and a lack of eligible girls of the right age in the orphanages
have kept enrollment low from this criginal target group. Thus
37 trainees from the nearby village were allowed to enroll.
Trainees earn Rs525 per month. When they become workers after
six months of training their salary increases to Rsl1,000, then
later tc Rsl,200. )

Instead of proceeding as originally envisaged to operate the
factory with its cwn staff, ACBC, without seeking USAID's prior
concurrence, decided to allow a commercial firm to operate the
factory built with USAID funds. An "arrangement” {(unwritten
agreement) was negotiated by ACBC with a medium sized (600
employees) garment company in Colombo.' This arrangement which
allows the company - Tisara Garments Lt. - to operate the factory
for an unspecified length of time (ACBC says for a year), was to
assure that the factory/training center is run by capable,
experienced professiocnals. ACBC apparently presumed that this
would: 1) insure that young women were properly trained, 2)
assure that the facility would become self-sustaining and 3)save
USAID funds for later use. Tisara pays all salaries, including
instructors, and other operating costs. The firm has alsc
installed its own equipment to supplement that provided by USAID

' since this is not a legal contract, presumably this
"arrangement” could be terminated at any time by either party.
Tisara's requirements are that the factory/center maintain a
certain level of production and quality.
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funds . ? Consequently, none of the funds which were allocated to
pay instructors' salaries have been spent. If one compares the
disbursement to date (39%) to time elapsed as per the original
PACD (92%), the project is 53% ($34,232) behind schedule, but 22%
($14,345) as compared to the new PACD. ACBC is requesting that
the undisbursed funds ($39,658) be put into an interest bearing
account for a year until the "arrangement' ends and then they
would be used for instructors' salaries. USAID has not yet
formally responded to this request. See "Recommendations® for
suggestions on how these funds might be used.

The arrangement with Tisara has in fact allowed training to
proceed with alacrity, and given Tisara access to labor from 40
young women at very low wages. It also provided employment to an
additional 78 young women from the villages near the factory. In
order to get commercial productlon underway Tisara advertised for
and hired 38 workers with previous experience in garment making
to bring the total work force to 78.

To date ACBC has provided USAID only one progress report
although seven quarterly reports should have been submitted by
this date). This single report does not conform to the format
established in the grant agreement.

I. LUAT NFORMATION

A. Project Desidgn

The project purpose is not clearly stated, nor is there any
reference to what should have been the ultimate objective -
emplcyment (self-employed or otherwise) of young guardian-less
giris. The trainlng mentioned is only a means to this end. There
are quantifiable indicators in the Project Description, but they
are not clearly linked to the pro;ect purpose. The project
proposal, which became the Project Description, was prepared by
the Chairman of the National Development Council of ACBC.

In actual practice the "arrangement® with Tisara has changed
the project from its original design of primarily a training
center to that of a factory offering employment to a limited
number (78) of girls. For this reason concurrence should have
been sought from USAID before implementation.

2 risara has invested approximrately $6,800 in the purchase of
14 additional machines for the center.
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B. Project Management
1. External Relations
a. USAID

ACBC indicates that they were registered with USAID for CoFi
I (1984) and they did not consider the process to be overly
cumbersome. The proposal process for CoFi II tock about 3-4
months and included some guidance from USAID. ACBC feels it has
a good relationship with USAID, which has always been very
supportive and responsive to inquiries (mostly informal).

b. Umbrella Organization

ACBC is not a member of any umbrella organization.
Cc. GSL

ACBC has little contact with the government.
d. Pelitical Context

The project implementation was delayed for one year due the
civil unrest in Balapitiya and in Colombo. This meant that the
purchase of building materials and machinery was delayed. The
dominant political party in the area, however, is the UDP the
government party. This has does not seem to have affected the
project in areas such as trainee selection.

e. Foonomic Context

The principle industries of the local economy are fishing
and agriculture - rubber and rice. The unemployment rate is
approximately 30%. By providing jobs to 78 girls the project has
made a small contribution to lowering unemployment but only in
the short run since no new trainees are being brought into the
factory.

f. Beneficiaries

The perception of the target group by the girls' home staff
seems to be poor, young girls with little or no work experience.
The perception of beneficiaries by ACBC (as mandated by Tisara),
however, includes experienced workers ss well as trainees. The
girls' home is aware that the tarxget group is not being
adequately served. Also, altheugh 20 girls or 50% of the
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original number to be trained were to have come from the home,
only 3 are of this origin. All 45 were supposed to be trainees
and this number has almost been met (40). An unanticipated
benefit is that 38 glrls over the number originally projected
were given employment in an area of high unemployment.

2. Internal Management

As a result of the involvement with CoFi I and II, ACBC has
to some extent changed its orientation from that of social
welfare to that cof village development. However, the USAID
sponsored projects remain the main developmental aspect of the
ACBC portfolioc.

a. Financial

A cursory lock at the records indicates that the accounting
system though rudimentary keeps track of the inflows
{(disbursements) and the cutflows (expenditures). However, a
review of the USAID files reveals that no substantive financial
reports have yet been submitted to USAID.

b. Skill lLevel of Staff

The factory itself is staffed by highly qualified Tisara
employees — one productiocn manager, one mechanic, three clerical
workers and twe instructors/forewomen. &All have worked with
Tisara for 4-5 years previously and are certainly qualified
instructeors cumr managers. In addition the coordinator, who was
originally on the Board of the local ACBC Directorate, is now a
Tisara employee. The ACBC home office staff in Colombe also
seems qualified, but not yet used to managing "goal® oriented
projects.

c. Operations

The girls' home in Balapitiya had thought that the financial
support from Tisara was a gift and that the home would be able to
run the factory. In fact, the "training factory" is run
entirely by Tisara. Thus the factory has become rather thoroughly
of a business operation rather than a training center. All
operational and policy decisions are made by Tisara with no input
from the girls' home staff. Also, the home is not permitted to
bring in any additional trainees since, as Tisara sees it, this
would "dilute” the level of production.

The budgeting and any planning for the factory is done by
Tisara with no input from the staff of the girls' home (or from
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ACBC). Tisara does not do long-term planning and concentrates
only on establishing short term production targets.

d. Management Style

Management of the factory is very centralized and no
authority or responsibility is given to the girls' home staff and
very little even to ACBC headquarters. All of the operational
information is kept at Tisara. The production manager reports
directly to Tisara management.

3. Sustainability of NGO
a. Financial

In addition to covering all operational costs, Tisara pays a
total of Rs20,00 per month as follows:

5,000 to girls' home

5,000 to ACBC

10,000 to Industrial Section of ACBC to run other ACBC
industrial operations

There is some guestion about exactly for what ACBC uses the
Rsl5,000. The Chairman of ACBC's National Development Council
said was being saved, but for what is not certain.

Thus the factory is fully self-sustainable for the one year
period of the "arrangement” (and helps ACBC cover costs of other
operations). However, it is not known how or if this arrangement
will continue after this period expires.

After one year ACBC Colombo staff indicate that it hopes the
factory will become indapendent of Tisara and "diver51fy“ its
market. At this point ACBC indicate it will again need to use
USAID funds tc cover operational costs. ACBC feels that the
factery could possibly be self-sufficient one year after that
(1991) having by then established its own diversified market.

L. Benefits

The difference in perception of beneficiaries between the
girls' home, ACBC Colombo and Tisara has implications for the
sustainability of benefits. By becoming primarily a business
operation, the number of girls who can be trained is severely
curtailed. If the benefits are considered to be solely
employment, benefits may be sustainable but are very limited. On
the other hand, if the number of new trainees being brought in
could be at least half of the work force there would be a
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multiplier effect every six months {(or even every three months).
Once the girls are proficient they should be encouraged tc seek
employment in other factories or to start their own businesses.
If this is thought of solely as a business venture, however,
there will be no desire by management (Tisara now, ACBC later) to
encourage women tc leave because the experience they have gained
will be seen purely as an investment by the company to be
maintained and protected.

However, the Director of Tisara indicated that they might be
willing to allow up to 10 new girls to come in as trainees every
three months with the understanding that they would not be
guaranteed a job after they were trained/achieved a certain level
of proficiency.

Tisara is contributing the mandatory 15% of salaries tc two
retirement funds for employees. These funds would be available
to the women if they leave the company's employ.

C. Benefjciarijes

A total of four workers (girls) were interviewed in the
factory. Nearly all girls have received six months of training
in various aspects of garment making. Those interviewed were all
from the first group that began when the factory opened. Most of
the girls have no aspirations beyond the factory since the work
is relatively pleasant and located close to their homes. Even
though the salaries are higher in the FTZ, virtually none of the
girls wanted to leave the factory and seek employment there
because it would require them to live away from home, be more
expensive and they would possibly be subjected tc harassment. .
Thus a feeling of dependency on the factory has been created.
None mentioned the possibility of starting her own business.

D. Non-Be iciarjes

Non-beneficiaries interviewed in the nearby village
indicated that they felt there had been some favoritism shown in
the selection of the girls for the factory. Many had tried to
get work there but could not because all jobs were already taken.
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II. CONCLUSIONS

A. Strengths

The factory has tralned 40 girls to a level where they have
marketable skills.

Full-time employment has been given to a total of 78 girls.

The factory has become self-sustaining without the use of
all the USAID funds, but in doing so has raised many issues, the
major of which is whether the USAID funded facility is a factory
or a training facility.

B. Weaknesses

A certain degree of dependency has been created so that
girls do not want to leave factory. This prevents other groups
from being trained since the factory is now at capacity.

-
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III. RECOMMENDATIONS

1) The "arrangement" between ACBC and Tisara must be
formalized following a formal regquest to USAID to approved this
modification in the original design. USAID should make its
approval contingent on the re-inclusion of a formal training
element such as bringing in a certain number of girls
periodically as trainees, znd after *raining to assist them in
finding employment.

2) Prior to giving its approval to this new design, USAID
should conduct an audit of this project to determine if all funds
have been handled properly. ACBC should also clarify how the
Rs15,000 it receives monthly from Tisara are used. These funds
could be reinvested in upgrading the factory and expanding the
capacity for training additionai girls. It should also be made
clear exactly how ACBC plans to use the undisbursed funds and
when.

3) There is a need for follow-on to training. Possibly ACBC
should give girls some business skills as well as technical
skills so they can leave the factory and go off on their own,
thereby allowing a new group to be trained. As it stands now,
many girls have an attitude of dependency on the factory and do
not want to ieave. The question is: Is this to be a true training
project or only a factory offering employment to a limited
number? By being a training facility it will have much greater
leveraging effect and will ultimately provide marketable skills
te a greater number.

4) Funds not utilized for instructors salaries should not be
deobligated, but reprogrammed for additional training in business
skills and tc establish a revolving loan fund to provide start-up
capital for those with the desire and aptitude for it. The
factory should either provide or contract to provide technical
assistance in setting up such enterprises. However, the women
should be assisted to make the proper contacts so as to assure a
local market for their production before such enterprises are
established. It is not recommended that they try to enter the
export market as this would require a much higher level of
production and degree of quality contreol than nascent enterprises
likely could guarantee.
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2

In corder to be consistent with the goal of increased
productivity in the CDSS, the purpose of training projects should
be to create additional employment/income generating
opportunities.

The issue of post -training employment should be examined in
projects of this sort.

USAID should insure that similar projects such as the Hindu
Board of Education's garment factory (Jaffna) benefit form the
lessons on this project.

Private enterprises with specialized technical and business
skills should be involved in the management by formal agreement
in NGO projects which seek to tap into regular commercial
markets, especially export markets. This is because NGOs
generally do not have the business experience to run such
operations on a self-sustaining and even profit-making basis.
Some even have an aversion to any profit-making wventure.
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LANKA EVANGELICAL ALLIANCE DEVELOPMENT BERVICE

PROJECT GRANT NO. 7: DAPILIGODA (AND WANATHAVILIA)
VILLAGE DEVELOPMENT

HF ON

Proiect T it

The USAID grant agreement for the Dapiligoda and
Wanathavilla village development, a project of the Lanka .
Evangelical Alliance Development Service (LEADS) was signed on
May 1, 1988 with a projected completion date of May 1, 1991. The
level of funding is:

USAID $29,475 Rs884,235
Non-USAID - £16,312 Rs489.350
Total $45,787 Rs1,373,585

The team visited the Dapiligoda site, which is located near
Agalwatte in the Kalutara District of the Western Province. The
activity is administered locally by the Women's Rural Development

Society under the supervis’on of LEADS, whose headquarters are in
Colcombo.

The project’s purpose as stated in the grant agreement is
Yto support the program of LEADS to improve the living conditions
of the rural poor in the villages of Dapiligoda and
Wanathavilla." The Dapiligocda village activity consists of six
components designed:

1) to increase the average income of 80 families by 40%
within one year through self-employment and to decrease
unempioyment by 20% through the provision of loans. (The
specific targets for 80 families were: 50 loans for cash crops,
15 loans for animal husbandry, 15 loans for smail industry.):;

2) to improve the condition of the houses of 22 families

within one year through the provision of loans from a revolving
fund;
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3} to provide employment to two educated persons aged 20-40
as teachers in the Montessori method and to provide a primary
education facility for 35% of the pre-scicol children;

4) to provide a vocational training facility in sewing for
20 girls ages 18-2; and

5) to encourage all villagers to become involved in home-
gardening, improved primary health and nutritional care.

A. Progress to Date

To date in both the Dapiligoda and Wanathavilla activities
$12,883 has been expended, leaving a balance of $16,606 o be
disbursed. At this level of expenditure the project is only
slightly behind schedule. The progress on each component is as
follows:

1) Self-employment: Twenty-four families in groups of eight
have been assisted financially to start income generating
activities - 7 in poultry raising, 5 in banana growing, 6 in
mat/reed weaving, 6 for retail shops. The loans are of Rsl, 200
to Rs2,500 at 7% interest for 18 months and include a six month
grace period during which no interest is paid. During the period
of civil unrest in the area people stopped repaying but as of
early 1990 they are getting caught up. 2ll of the borrowers have
other regular jocbs so income resulting from the loans is
supplemental. Since it is still toco dangerous to vis=it some
families, the project officer does not know if family incomes
have actually increased as a result of investments made possible
by the loans.

2) Housing: Since July 1989 twelve families received a total
of Rs25,000 to upgrade their existing houses. Two of these loans
were made from the repayments of the first loans. The locans are
at 7% interest for 18 months with no grace period. Repayments
were slow during the period of civil unrest, but as of March 1990
none are delinquent. A total of Rs5,100 has been repaid. The
families contribute their own unskilled labor and hire skilled
laborers to renovate their houses.

3) Teacher training and primary education: The pre-school
was constructed using communal labor and now has two paid
teachers. The teachers are slated to be trained in the Montessori
method by Save the Children Federation (U.K.) starting in late
March 1990. There are 25 students which represents 33% of the
pre—-school age children.
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4) Vocational training: Two sewing machines have been
purchased. Training has yet to begin because no instructor was
provided by the Small Industries Department and the President of
the Wemen's Society, who was to make these arrangements left the
village suddenly. The sewing workshop for up to ten women up to

age of 30 is now expected to get underway in April 1990 with an
instructor was recently located.

5) Home gardening, health care, nutrition: Since October
1989 an amount of Rs5,000 has been disbursed to 14 families
(average Rs360 each} as grants to buy plants - peppers, cardanom,
coffee - for home garden crops and for fertilizer.
Unfortunately, most of the plants have died due to improper
planting. Another disbursement of Rs10,000 will be made sometime
in 1990. Aside from a midwife who made one visit to discuss
prenatal care, little has been done in primary health care or
nutrition. There are plans tc have a clinic on health care and
nutrition and the possibility of food distribution by CARE is
being discussed.

V. EVALUATIVE INFORMATION

A. Project Design

The project purpose is not clearly stated, nor is there any
reference to what should have been the ultimate objective -
increase in family income and improvement in educational/skill
levels. "Support the program"™ is only a means to this end. The
project's design does include quantifiable indicators (in the
Project Description), but they are not clearly linked to the
project purpose tend to mix outputs with inputs. The project
proposal, which became the Project Description, was prepared by
the previous LEADS project officer. The proposal was based on a
survey of the community by LEADS, which covered economic
conditions, housing needs, health, skill levels, etc.

B. o] apageme
1. External Relations
a. USAID
LEADS was already registered with USAID before the proposal
was funded. The USAID approval process for this activity took
four months, during which time the proposal's budget was revised

to increase the LEADS contributicn to 25% of project cost. LEADS
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feels that USAID should assist more in the project design and
that this would have resulted in a more ccherent design. In
addition, they felt that the requirement for a 25% cash
contribution was unjust and that all existing assets and in-kind
services contributed should have been Ycosted in®".

There alsc seems to be some confusion about the amount that
can be claimed for administrative costs. In the July 1989
financial report the amount LEADS submitted for administrative
costs was partially disallowed by USAID, but without any formal
written explanation. A verbal explanation was given, but its
content was not entirely clear.

LEADS feels that the overall USAID reporting requirements
are reasonable.

b. Umbrella Organization

LEADS is not a member of any umbrella organization and
prefers to cencentrate its energies scolely on village level
development.

¢c. GSL

LEADS is a registered charity with the government and does
not pay taxes. The agency sees its role to carry out a function
that the govermment is not able to do, but always delivering
such services in an impartial manner.

d. Political Context

The c¢ivil conflict seriously affected implementation in
1988-89. Funds could not be disbursed and the start-up was
delayed. Also, on one occasicn the guerilla group, JVP, demanded
the use of the project vehicle for about three hours to transport
arms. The JVP also forced the people of the village not to work
for a period.

e. Economic Context

The main crops of the region are plantains, rubber and rice.
Fishing and small industries complete the economic base. There
is a high level of underemployment and family incomes tend to be
very low. At this point it is hard to say if the project has
resulted in a sustained increase in incomes.
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f. Beneficiaries

LEADS! perceives the beneficiaries of its activities -
members of the women's scociety - as the "poorest of the poor” who
need supplementary income tc attain a higher economic level.
LEADS staff commented that revolving funds for housing and home
improvement carefully managed, will assure benefits continue
after USAID funding ends.

An interview with the LEADS project officer in the village
provzded a different perspective of beneficiaries. The target
group is assumed to be large, poor families (net necessarily
members of the women's society) with montilly income of less than
Rs700. This target group is not being adequately served by the
project.

It is too early to determine if the project has had a
lasting impact on the incomes cf the beneficiaries.

There seems to be some conflict between the older villager
(Buddhists) and the "newcomers" (fishermen from cthsr dlstrlcts)
The old villagers think that the newcomers ars trying tc convert
them to Christianity. In addition, these older villagers "are
not very entrepreneurial® according to the project officer, and
they are not rszpaying their loans very well. They did not use
the financial assistance te¢ start income generating activities.

There are other programs in the arsa to serve the same

target group such as the Integrated Rural Develonpment Prograw for
the Ralutara District of the GSL. However, even this program is

not reaching all the people who need assistance.

Aczerding to the project officer the selecticn criteria for
beneficiaries are as follows:

a) Self-employment loans are limited to food stamp holders
which have less than Es700 psr month family income with previous
experience in the activity.

b} Housing loans are limited to food stamp bholders who did
not get a self-employment lcan and who are living in houses which
are too small and/or in poor condition.

¢) Vocational training will be provided to the first 106 who
apply up to age 30.

d) Home gardens are limited to food stamp heolders, but with
higher family incomes than a) or b) above and have recognized
capacity to raise gardens.
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e) Pre-school children 3~4 years old were selected on a
first-come first served basis.

f) Pre-scheocol %teachers - it appeared that the original
teachers were chosen on the basis of favoritism of the President
of the Womens' Development Society, were not well-qualified, nor
and did not fit the criteria of being young and unewployed. After
the Society was reorganized these teachers were terminated and a
new selection was made on the basis of educational qualification.

The village of Dapiligoda was originally chosen by LEADS
because of the need to provide relief to flood victims. The
village then requested that LEADS mount the current USAID funded
development activities.

2. Internal Management

LEADS indicates that its relationship with USAID has
resulted in better discipline for the organization. As a result
the agency's reporting style has changed and deadlines have
become more important.

a. Financial

LEADS' existing accounting system was adequate to provide
the financial reports to USAID. The only modification required
was setting up separate bank accounts for the two USAID supported
activities to keep track of USAID disbursements and expenditures.

To date five quarterly progress reports have been submitted
(seven reports should have been submitted by this date) and only
the first three include financial data. The latest report, which
covers September to November 1589, reports only on the
Wanathavillu project and does not include any financial data.
The reports that are submitted are often received up to three
months after the reporting period ends. The financial reports
that have been submitted, however, did seem to conform to USAID
requirements. Unfortunately, the reports do not give an
accounting of loan recovery (since USAID does not require it) so
it is uncertain whether adequate records are being kept of
repayments by the Women's Society. However, the LEADS field
officer does seem to know how much has been disbursed, and
repaid.

b. 8kill Level of Staff

All staff (15) at LEADS headquarters are paid. 2all of the
officers of the Women's Rural Development Society are volunteers.
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The ¢only salaried employees are the two pre—school teachers. None
of the staff had any previous development experience before
LEADS. A continuing problem has been the high turnover rate of
staff due to the low salaries. But LEADS sees a positive aspect
in this in that these persons have gotten development training

which can be applied to help Sri Lanka's development in other
organizations.

The Coordinator himself is a gradate in communications. He
prev1ous+y lived in a village doing development work and that
experience held high relevance %o his current job.

The LEADS project officer for Dapiligoda has some background
as a civil engineer and has instructed youth in masonry.

c. Operations

LEADS does not have a formal set of operating procedures,
but it does have a format for project design. Day to day
operations of the project are administered by the Women's Society
- part-time volunteers. The Women's Society does not have a full-
time staff person to add continuity and stablllty. There seem to
be neo established procedures for processing loans or any pre-loan
analysis of the borrower's capacity to pay. Actual funds are not
administered by the Women's Society but by LEADS from its
headguarters in Colombo. Disbursements and repayments are done at

a local bank.

LEADS has developed a five year budget against which actual
expenditures are monitored annually. Individual project budgets
are monitored quarterly as regquired by most donors. In addition,
LEADS contracts an annual audit. There is no evidence that the
Women's Society does any budget planning

LEADS also conducts an annual planning exercise in which all
key LEADS staff and the Board of directors participate. Certain
persons are assigned primary responsibility for the completion of
certain tasks. The coordinating officer does the monitoring on
each project. LEADS also does gquarterly reporting on projects
and impact evaluations of project accomplishments. For example,
two years ago they hired a management team to do a complete
evaluation of all projects. There is no evidence that the Women's
Society does any planning.

Also LEADS points out that better monitoring is needed of
the loans.
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d. Management Style

LEADS decentralizes the responsibility and authority for the
administration for village development projects such as this one.
The project officer acts merely as an advisor. In Dapiligoda
only the financial management is handled by LEADS. All other
decisiocns are left to the Women's Society. In other types of
LEADS activities the project officer has both the responsibility
and authority for administration. 1In either type of act1v1ty
after approval by the Board the project officer is the main
liaison with the project. Only policy decisions are made by the
Board if there is a major change. The Management Committee of
the Board only reviews reports (prepared by the project officer)
if there are special problems. Ctherwise, only the Coordinator
reviews the reports before they sent to USAID or other donors.

3. Sustainability of NGO
a. Financial

LEADS has at least two other sources of donor funding -
World Relief (USA) and the TEAR {The Evangelical Alliance Relief)
Fund of the Netherlands, U.K. and Australia. LEADS had thought
of starting a combination income producing/training operation to
produce some commercially viable item(s). However, the two
donors mentioned opposed this idea as being unnecessary since the
grant from World relief covers LEADS operating costs. These
donors recommend that LEADS concentrate on development and not on
producing income to cover its own expenses.

In Dapiligoda the teachers salaries (the only paid staff)
are covered partially by fees collected from the parents of the
pre-school students from some of the interest collected on the
lcans. The rest of the salaries are covered by the USAID grant.

b. Benefits

The Women's Scciety was in the village before LEADS'
operations commenced doing mainly welfare work and is expected
continue to work after USAID funding ends. LEADS fully intends
to continue its technical support of both the Dapiligoda and
Wanathavilla projects after USAID funding ends.

C. Beneficiaries

In some instances, villagers originally thought that one had
to convert to Christianity to be selected as beneficiary, but
LEADS has in fact run a rellglously neutral selection process.
Also, an image of favoritism in selection was attributed to the
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former President of the Women's Society, but this image has also
been "cleared".

A sample of five beneficiaries was interviewed from each of
the active programs.

The pre-school teachers were hired at Rs500 per month, but
they have not yet been paid after 1 1/2 months. Both women are
highly motivated and seem to be doing a laudable job. The
community development aspect seems to give them great
satisfaction. Alternative positions in similar status jobs are
very scarce. Only one other young man in this area had obtained a
teaching appointment.

One borrower received a loan of Rs.1430 (of which he has
repaid Rs520) for small banana cultivation. He had worked as a
casual worker in the fields of others. His monthly loan payments
are Rs130, which he has some trouble paying. He appeared to view
the loan more as a grant and he seemed to feel no great urgency
to repay it.

His income from the plantain crop is about Rs300 a month,
which leaves only a small balance to maintain a family of five
dependents. His expenses for the plants was only Rsi00. The rest
was to cover the cost of hired labor, which instead he provided
himself. Thus the loan amount could have been reduced, payments
would have nmore affordable and the remaining funds could have
been used for loans to others. No technical assistance was given
by the LEADS stafef.

Bananas have provided an income only in the last four
months. He originally planted one year ago. Since bananas do not
require much attentlon, the farmer could theoretically have
continued other income producing activity - casual labor, rubber
tappxng and other seasonal activities. However, the paddy land he
has is small cverworked areas in five year crop ritation and he
was only able to find limited work for others (casual labor)
since this is an economically depressed area.

The farmer says no special criteria were used in his
selection and that there was no favoritism.

Another bcrrower, the Secretary of the Women's Society has a
house which needs both renovation and expansion. She received a
loan of Rs.2500 for roof construction from the revelving loan
fund. However, this amount was not sufficient for all the tiles
needed. She used family and other lcans to make up the shortfall.
Her repayments have been behind. She says the loans were made on
a first come first served basis. The house needed other repairs
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and expansion as well. In fact the house renovaticn becaze a
house rebuilding. The whole new house is being constructed in
stages. She borrowed Rs5,000 from the local Thrift and Credit
Society.

In spite of various family members working, monthly family
income is less than Rs750 per month. Therefore, they were
recipients of the Janasaviya program which provides Rs.2500 per
month. Some of thais money coculd be saved and they expect to have
Rs25,000 in twe years with which they hope tc start a business.

The Janasaviya food stamps income helping her to meet some of the
loan cbligations.

There seems to be some connection between the beneficiaries
and the officers of the Women's Society. These are considered
some of the bhenefits of voluntary work.

Another woman was given a grant of some tools and plants for
home gardening. The home garden was supposed to enhance the
nutrition of the household. This group are so poor they were not
expected to pay back - only to show results. The hcme garden was
to help the family to become self sufficient in food. The husband
could not do heavy labor. His wife looked after the home garden
with him. They had about 40 patches of land. She had developed
her garden to include a few vegetables and herbs. The Janasaviya
advance for food is helping them (family of 8) to eke out a

living. Their ultimate plan is to have a pond for breeding
tropical fish for export.

D. Non-Beneficiaries

No non-beneficiaries were visited in Dapiligoda.

VI. QONCLUSIONS
A. Strengths

The LEADS act1v1ty has provided some families a way to
supplement their incomes in an area of high underemployment.

B. Weaknesses

1)} Apparently the appraisal process for loans from the two
revolving funds is ad hoc and irregular. Loans are given beyond
the borrower's capacity tc pay. A assessment of the amount
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needed is not done, but merely responds to the borrower's request
on a first-come; first served basis.

2) No standardized monitoring of loan repayments is done.

VII. RECOMMENDATIONS

1) More emphasis should be placed on an analysis of borrower
capacity te pay in the revolving loan programs.

2) A standardized system for monitoring loans should be
developed for NGOs and reporting on loan repayments should be a
requirement for NGO periocdic reports

VIII. G N Q = N PROG:

A standardized monitoring system could be developed so that
data from all projects could be compared and tracked easily. The
effectiveness of such a system would depend on all reports being
received in the same format and on a timely basis.

Program progress can be monitored more efficiently if
progress reports are received within a maximum time after the end
of the reporting period.
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CARE -~ CATER

T  prelimi ject D ot

The project seeks to assist low-income women and out-of~school
youth who are members of Multi-Purpose Cooperative Societies
{MPCSs) to achieve sustainable increases in income by expanding
or establishing commercially viable enterprises. This will be
accomplished through the following two interventions:

1) small amounts of production capital (up to Rs. 10,000 per
loan) will be disbursed from Cooperative Rural Banks (CRBs)
and from Regional Rural Development Banks at 16% interest.
CARE will establish a limited Risk Guarantee Fund up tc 10%
of the loans issued:

2) small enterprise extension services will be established
and will include training in small business management
skills, and upgrading of technical production skills.

The goal of CATER is that 4380 members of MPCSs (women and youth)
in nine districts will achieve sustained increases in net income
by completion of the project. CARE anticipates this can be

achieved if at least 80% of project participants are successful.

It is assumed that successful implementation of the project will
build the institutional capacity of MPCSs and CRBs to sustain a
viable credit system enabling rural women to access credit which
can be used to increase their incomes and improve their lives.

ITI The Design

This project begins with the following assumption: women have no
access to credit and if they had, they could engage in productive
income~generating activities. ”he multi-purpose cooperative
societies (MPCSs) have large deposits of capltal which could be
used to provide this credit. CARE's role is to supply the
deficiency of the one with the resources of the cther. CARE's
contribution is the training that it provides and the guarantee
that it gives the MPCS that it will absorb the first ten percent
of any losses that it may incur. It was attractive to CARE to
link up with an organization which engaged in a wide variety of
development activities and was represented by institutions at
both village and sub-provincial levels.
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There are 270 odd MPCSs in the country, each catering to a
pepulation of about 60,000. The MPCS has members who have bought
shares in it and vho save through it. These members elect the
office-bearers. The capital deposits of the MPCS derive from
savings and from the profits earned through its trading
activities. Its banking arm is the Co-operative Rural Bank (CRB),
four or five branches of which are found in each MPCS area. The
MPCS also has a series of retail shopes (40, as we discovered, in
one case). Each of these is managed by a committee which
generally delegates this function to its president and secretary.

For this project four impact areas were chosen. In each area four
MPCSs were selected by the Assistant Commissioner for Cooperative
Development of the Area. He has apparently done so, taking into
account the financial standing of the MPCS, the nature of its
office~bearers, and the efficiency of its General Manager. It is
clear, though, that some of the MPCSs did not take kindly to the
scheme. They saw no reason to risk their money by giving credit
to women when it was difficult encugh to recover lcans from
income-earning men. It would appear that what finally swung the
decision in favor of the project was the guarantee offered by
CARE and, possibly, some arm—-twisting by the Cooperative
administration.

In this project key functions were performed by the following:
The credit and loan review committee, the credit manager of the
MPCS, the managers of the five CRBs, the president and secretary
of the cooperative committees managing the retail stores, and the
Education Officer of the MPCS.

The project planned to give eighty loans, of Rs. 5000 each, for
any venture run and managed by a woman. Applications had to be
made on prescribed forms and were to be checked initially by the
President and the Secretary of the Co-operative Committee and
later by the area's CRB Manager. These three people would have to
approve the application on several counts; residence within the
area, membership of the MPCS, previous transactions with the
MPCS, the feasibility of the project, the applicant's skill to
engage in it, and sc on. The application would then be examined
by the loan review committee which would summon the applicant or
visit the proposed location of the project if they thought it
necessary. Only after such an investigation would the loan be
granted.

CARE, it will be remembered, was to provide the training. The
training envisaged was of three types. Participants were to be
trained in technical, as well as other aspects, both at
agricultural centers and in the village. Training was also to be
provided to leaders and to officials largely in Colombo.
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The costs and inputs of the project can be broken down in this
way: loans dishursed by the MPCS, the administrative costs of the
MPCS, the tralnlng cost of CARE and tha Agriculture Department,
the fleld services provided by CARE, and CARE's overhead. The
expected outcome of the project was eighty successful ventures as
well as a new approach to credit by the MPCS which would support
many new ventures utilizing a corps of newly trained staff.

This outline of the project and the account that follows is based
on discussions at CARE's Headquarters in Colombo, a visit to one
MPCS, and field visits in that area.

IIT Operation

It is clear that the procedure through which a loan had to be
obtained was a somewhat exhausting one for the applicant. Many
applications did not proceed beyond the CRB merely because the
applicant could not correctly complete the form. Forms returned
to the applicant because of errors sometimes never came back to
the CRB. Besides this, it is also apparent that village politics
must have had a hand in this because the loan had to be passed by
two persons, the president and the secretary of the cooperative
committee, who were, more often than not , political
personalities.

There is little doubt that many more than eighty could have made
use of loans of this type. However, little publicity was given to
the scheme and to this day there are many who do not know that a
scheme such as this operated in their area. The task of publicity
was assigned to the Education Officer; in the MPCS that we
visited we were told with some bitterness that the motor cycle
which CARE has provided, and which should have been made
available to this officer, had been retained by the Assistant
Commissioner of Cooperative Development.

Despite the problems of application completion, the eighty loans
appear to have been given out in most areas without too much
difficulty for a wide variety of projects. For some purposes,
such as betel cultivation, the Rs. 5000 that was given was more
than adequate. For other purposes, such as goat-rearing, this was
found to be insufficient. Loan repayment has been high and the
MPCS has not needed to have recourse to CARE's guarantee.

It must be pointed out that the MPCS takes some credit for the
situation. The one that we visited claimed that it had been very
circumspect about the way in which it released funds to the
applicants no more than was immediately necessary. It also
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appears to be true that a sizable proportion of the loans were
given to those who were engaged in ongoing projects thus
minimizing the risk of loss though, perhaps, doing some violence
to the goals of the project.

It is generally agreed that the training provided to the project
was good and both participants and officials would have been
happy to have had even more cof it. One of the functions that
these courses performed was to pick out those who by temperament
and by skill were suited to engage in self-employment progects.
The officials also found monitoring a very useful exercise. In
their view, the proiject has clearly demonstrated that women, and
the income-generating projects in which they engage, are credit-
worthy.

After these eighty loans had been given out, it was, perhaps,
expected that another round of loans might be launched hy the
MPCS for the same purposes. In the area that we visited this did
not happen. Loans that were given after this period were largely
for housing constructicn within a scheme which had been followed
earlier.

If this project had an impact, it was in relation to some loans
which were given for group projects. By and large, it is
difficult to say that the proiect has had a decisive 1mpact on
the credit policy of the MPCS or that tralnlng, as an integral
part of credit, has been accepted as a principle. All of this
means that the project has had little impact on the ecoinomy of
the area.

The MPCS defends its position on credit. It does not need to lend
the money of its shareholders, even to its own shareholders,
without proper collateral when the money can be invested easily
to give a better and a safer return. Even a successful potter,
with an ongoing business, has not been able to obtain a loan,
purely because he could not provide the collateral. The only
exception to this rule is the group loans, in which each
partlcxpant guarantees the loan of the others. There is, however,
a drop in the demand for loans, possibly temporary, follow1ng the
Debt Recovery legislation which was recently introduced in
Parliament.

CARE claims that its representations to USAID about the financial
reporting that the grant involves has led to some very sensible
changes. They did not see why an organlzatlon such as theirs,
whose accounts are given both an internal and an external audit,
need be scrutinized once again on an item to item basis.
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IV Comments

The purpose of this project was not merely to grant eighty loans
to low-~income women in each of the selected MPCS areas, but to
convince the MPCSs to change their attitudes, practices and
policies towards lending to women. The project attempted to
demonstrate that low-income women could be good credit risks - an
idea apparently not shared by the area's MPCSs. If the project
could have transformed the attitudes among MPCS officials,
community leaders and participants, the efforts of the program
would be able to continue without further CARE involvement. This
does not appear likely to happen, at least in the area visited by
the team.

To the extent that the MPCSs have not noticeably altered their
lending policies or practices, the project has failed. The extent
of CARE's achievements has been the establishment of eighty
successful and sustainable income-generating ventures in each
location. Thus, the project achieved its cutput-~level objectives
of creating a limited number of women-managed income generating
activities but did not attain its higher level purpose of
transforming the lending practices of the MPCSs regarding the
approval of credit for low-income women. The high costs of
facilitating the disbursal of such a limited amount of credit
seemed unacceptable.

It seems strange that a study of the structure, the composition,
and the financial policy of the MFCSs did not reveal that this
project had i1ittle chance of developing into the transforming
instrument that CARE clearly warited it to be. Where MPCSs have
been successful they have generally achieved this success through
sound trading and conservative financial policies. Because they
have been successful, there is little incentive for them to alter
that practice.

The results of this project bring into focus its basic premises.
Credit is necessary, so the project says, for people in the low-
income categories to develop profitable ventures. Some devices,
even gimmicks, are necessary to obtain this credit because
lenders are reluctant to release their capital to borrowers who
are at this level of income. Yet, all over the country, credit is
being enjoyed by borrowers who sell their product, perhaps have
to sell their product, to the lender. Such people may, through
such an arrangement, lose some part of their income, but they do
ot have the problem of launching into an entrepreneurial role
with the handicap of a severe shortage of capital.
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CARE-SERVE

I. 2 3| ] Eol ! g x !o

CARE is assisting Sarvodaya to introduce and institutionalize and
savings-loans-income generation program to benefit existing
Sarvedaya societies. The project proposal listed the fecllowing
four goals and cbiectives:

1)

2)

3)

4)

promote reqular cash savings habit among the membership
of existing Sarvodaya societies;

assist society members to increase income from existing
businesses;

ensure credit is available to finance new businesses or
expand existing ones:

generate income that will enhance Sarvodaya development
programns.

The measurable outputs which correspond to the above objectives
were listed as follows:

1)

2)

3)

4)

officials from 45 Sarvodaya societies will be trained
in savings and loan operations and 2000 membhers should
have savings accounts by the end of the project:

thirty societies will train officials in credit access
resulting in society members receiving 20 bank loans
issued within a three months from date of application:

80 members will receive technical training and 100 will
attend small business courses conducted by Sarvodaya;

by the end of the project 40 Sarvedaya Societies will
be maintaining SERVE activities.

ITI. ZThe Desicn

In recent months Sarvodaya has established a program to improve
rural incomes. In the Kandy district this same intention is
pursued, not through its own organizations alone, but in
collaboration with CARE. Through this arrangement CARE,
presumably, has the opportunity of working at village level
without having to incur the expenses of establishing a new

-
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organization. Sarvodaya, it would seem benefits from the
management techniques, the training and the review systems which
CARE would bring to the project.

At the village level the project is designed to operate through
the Sarvodaya Shramadana society. Sarvodaya has divided the
Kandy district into 14 divisions with about 20 villages to each
division. At the time that this project began, Sarvedaya was
working in ten of these divisions and had thirty odd active
societies. A major goal was to promote savings. This was
regarded as the essential first step in the improvement of income
as it would give the village its own capital.

This project scught, however, to mobilize a higher level of
capital, not threough loans from Sarvodaya or CARE but by using
the People?’s Bank. Appiications were to be made by %*he
individuals teo the Bank for locans which would assist them in
developing income-generating ventures. SERVE did not guarantee
these lcans; applications were judged by the criteria of the
Bank. However, Serve's project staff and the office-bearers of
the Sarvodaya societies were to help applications to so develop:
their projects that they would meet with Bank approval. Through
this activity it was intended that the savings programs of the
societies would be stimulated and the technical and business
skills of the community would be increased. Overall, it was
hoped that the Sarvodaya societies would be strengthened and that
its office~bearers would acquire the qualities of the leadership
which they should possess.

SERVE was to operate with a project workexr in each of the ten
iivisions of the Kandy district in which Sarvodaya was working.
Besides this the project had a further staff of six persons at
its Kandy Headquarters, drawn from both Sarvodaya and Serve.
Performance was to be reviewed periodically through a project
Review Meeting in which both Sarvodaya and CARE personnel were to
participate. The funds provided by USAID were for overheads,
administrative costs and for training programs.

The training envisaged was of three types. The coffice bearers of
Sarvodaya societies, ie. village leaders were to be trained in
the management of savings and loan schemes. The members were to
be taught the necessary technical and business skills. The
leaders were also to be trained in organizing the societies as
instruments of community advancement.

The project has at least two major inputs; the operating costs of
Serve and the loans provided by the People's Bank. The goals
were clear, though not always measured easily. Individuals were
to be set on their feet through carefully chosen and well-planned
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projects, launched cof course with the assistance of the Bank
loans. While nc target was set for the two-yesar period in
respect of the number of loans that should be obtained, it was
clear in cur discussion that anything less than 300 would have
been somewhat unsatisfactory. The societies were to be promoted
and strengthened in various ways. They were to be brought to a
point at which they could function as independent units with a
strong, skilled, and dedicated leadership. A major aspect of
this strength was to be the savings scheme and the capital that
would be thus mobilized for village purposes. This in turn would
give the societies added strength in seeking loans from Banks and
other credit institutions.

This project has several interesting features. It sought to
combine the grassroots network of Sri Lanka's largest NGO with
the management skills of an American NGO through profitable and
well-planned income-generzting projects, using the credit
facilities of a State Bank. In doing so it took the position
that the road to prosperity lay through skills, credit and strong
village organizations. The observations that feollow, and this
description of the project are based on discussions held at the
CARE office in Colombo, at the SERVE headquarters in Kandy, and a
few site wvisits.

IIX operation

Apart from the disturbances that took place in the Country, the
progress of the project was hindered by two factors. The first
was state of the Sarvodaya societies; they were far less active
and much less cohesive than CARE has expected them toc be. The
societies did not meet regularly and there was little to entice
them to do sco. The leadership was weak and the frequent change
of cffice-bearers did not permit the acquisition of the necessary
skills. This ultimately led to the feeling that the societies
could benefit from having permanent managers.

The second factor was even more serious. During a twenty=-month
periocd 105 loans were granted by the People's Bank. This was out
of 311 applications which had been submitted. This works out at
three successful loans per active society, or one lecan for every
two villages in the project area. Clearly, SERVE is disappointed
with the result, so much so that the possibility of the societies
being the loanees was canvassed. However, this has not met with
Bank approval.

At the base of these difficulties is an unresolved problem. A
Bank lends on the basis of ceollateral, of adequate income, or on
guarantees. In this project, as with cther projects of this type,
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ne collateral is offered, income is uncertain, and guarantors are
largely absent. Unless Bank policy is altered, perhaps at the
behest of the State, obtaining loans for new ventures in the low-
income sector will be difficult. Form-filling and other
procedural problems are, at least in part, merely a reflection of
this basic situation. -

The participants appear to have been well trained to undertake
their projects. The majority of them appear to be working
satisfactorily, if we are to judge from the high rate of lcan
repayment. However, the range of the projects does not indicate
that much new ground has been broken. 0ld skills have been
sharpened and the participants have been taught to run their
enterprises in a systematic manner. Milk production, banana
cultivation and the running of retail stores account for 70% of
the projects. There is also not much evidence that the lower-
income segment is particularly prominent among those who have
secured loans for new projects. Our field visits, though
admittedly brief, did not incline us to accept the statement that
80% of the loanees are women.

Meanwhile, we were told, the savings exercise operated
satisfactorily. Many societies have developed sizeable funds
which have been sufficient for each to give an average of twenty
loans of Rs.700/~ each to its members, largely for consumption
purposes.

The two NGOs are experienced clients of USAID. The reporting
system that is required of them has not presented any great
difficulty. At another level, however, given the elaborate review
procedures of the project, monitoring is not all that it might
be. SERVE, it would seem, should have a much better grasp of two
problems if it is to have a proper understanding of its projects.
The first relates to context - the relation between different
types of individuals and the Sarvodaya Society, as well as the
relation between the Sarvodaya Society and the village as a
whole. The second is the econcmic structure of those sectors
which the participants have been prompted into entering.

SERVE's own comments on the operation of the project are
significant. Apart from the limited access to Bank credit and the
weak status of Sarvodaya Societies, another difficulty has been
identified. It is the inadequate absorption of the SERVE prcgram
into Sarvodaya's mainstream activities. The economic and the
ideological, it would seem, are uncomfortably distant from each
other.
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IV comments

The major result of the project is that 105 loans were approved
by the People's Bank for applicants assisted by Sarvodaya:; and
that the activities generated by those loans were successful in
raising incomes. However, the majority of those wno applied for
loans were rejected (more than 200), despite Sarvodaya's and
CARE's assistance in the design of individual projects and their
efforts in mediating the application process between the bank and
the lcan applicants.

As seen already, the loans did not go primarily to the very poor,
nor could it be confirmed that 80% of the recipients were women.

They also do not demonstrate a marked movement towards promoting
rural industry. .

The impact of this project in the village economy has been very
limited, even in those villages where the number of participants
has been somewhat higher than average. Nor does it appear to be
the case that the loan scheme and the saving plan have been
mutually reinforcing. CARE's own comments make this clear.

The most obvious fact about this is that, during a pericd of 20
months, the efforts of 16 people [the SERVE project staff] found
it possible to cobtain only 105 loans. What is more, the Sarvodaya
Societies have not reached a position where they can be effective
mediators between their members and the banks. The basic
premises of the project are, therefore, clearly in question.

The problem appears to be with the project!s design and not with
its implementation or management. The project assumed that
strong Sarvodaya Societies, coupled with effective training,
would establish the right base from which income generation
projects could be launched. The demand for the product, the
nature of the market and sector characteristics were largely
ignored. Given this emphasis, a concentration on inputs was
inevitable., It is this emphasis which is now in question.

A point about loan repayment. There has been a tendency to
magnify this out of all proportion and to use it as a litmus test
to judge the success of a project. This follows, of course, from
the emphasis on credit. It is as well to look across the board at
a wide rarge of projects and to examine the factors which make
for a high level of repayment.
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NATION BUILDERS ASSOCIATION - HANGURANKETA PROJECT

I Prelimi : ject [ ipti

The objective of the project is to improve the economic status of
small farmers through organizing them to collectively manage
irrigation systems. By increasing the operational efficiency of
current irrigation channels it is anticipated that farmers will
increase their annual agricultural production levels. In
addition to farmer organization and management, structural
repairs were to be made to existing irrigation channels and
control structures were to be introduced to improve the function
of the system.

Nation Builders is also assisting participating farmers by
promoting crop diversification, managing reforestation and soil
conservation schemes, and improving the linkage between the
Department of Irrigation and farmers organizations. As per
project design, 1,230 farm families should directly benefit from
this activity.

II The Design

For several years Sri Lanka has had a "water management” problem.
The GSL's investment in irrigation has not brought with it
commensurate increases in production and in farmer incomes.
Several experiments and initiatives have addressed the problem -
not with any conspicuous success. While the problem has many
aspects, two features stand out: there is the sharing of
responsibility between the Government and the community in the
maintenance of the irrigation system. Then there are the
conflicts within a community which prevent it from performing its
share of the task effectively.

During PVO CoFi I the Nation Builders Association (NBA) conducted
an experiment to test a possible approach to this problem. The
essential principle was to set up an organization in which the
Government and the community were linked and to generate those
attitudes, within this organization, which would make for the
proper maintenance of the irrigation system. This was largely to
be done by making the farmers aware of their rights and interests
and also of the benefits that they would derive if the system
workes effectively. This project at Nagadipa is regarded as a
success. It has been repeated at Pimburaththewa and the
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'Nagadipa' model has apparently been accepted by Government as a
useful strategy in improving water management.

The assumption is that, in most schemes, there is encugh water to
adequately distribute among most farmers. However, this will only
happen if the channels are in good repair. Despite the large
expenditures, the GSL has not achieved its objective. When
channels get into disrepair, farmers at the upper end may get
some water. If there is further deterioration there may not be
any water at all. The NBA in its approach has sought to bring
these facts home to the community and to demonstrate to them that
cooperation with the Government is wvital.

In the Hanguranketa Project under CoFi II this approcach is taken
a stage further. The project covers 4 schemes in one area, mid-
way between Kandy and Nuwara Eliya. The 4 schemes (taken together
as the 'project') irrigate 4000 acres of land which belong to
3200 households. The objective of the present project, as with
those which went before it, is to establish an organization to
generate the attitudes necessary for maintaining the irrigation
system. When this is accompllshed by the time project ends, NBEA
will move cut as it has done in the other places.

The organization operates at three levels - the project (the four
schemes together); the scheme (sub-project); the field canal and
village level. Only farmers participate at the lowest level. The
second level includes Government officials whose work has a
direct bearlng on the land. The secretary of the sub-project
committee is the Technical Assistant of the Irrigation Department
who is responsible for this area. Preparing estimates, settling
disputes and the drawing up of cultivation plans are some of the
responsibilities of the sub-project committee. Each sub-project
committee sends its representative to the project Committee. All
Govermnent departments connected with cultivation are
represented. Its Chairman is the assistant Government Agent and
its Secretary is the Irrigation Engineer.

USAID contributes 40% of the cost of this project, while
Government's contribution is 50%. The balance comes from NBA.
Broadly, the Government's contribution looks after the purely
irrigation problems, while other contributions are used for
institutionai development. A major component of this is the
training of farmers which is conducted in part at the NBA
Headquarters at Kundasale. The village contribution, in the form
of shramadana or voluntary labor, has not been gquantified but was
expected to be considerable. In the short-term the expected
return was, primarily, a substantial increase in crop productiocn.
In the longer-term, strong village organizations, it was
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expected, would branch out into cther ventures of profit to the
community.

Our comments are based on discussions at the NBA Headquarters at
Kundasale and on visits to two of the four irrigation schenes.

III Operation

In the sixteen months since the project began it has operated on
schedule. Unlike in many other places, the country's problems
have not delayed project implementation. In fact, a traditional
ceremony related to paddy cultivation, and involving a large
number of pecple, was crganized when the disturbance were at
their highest.

What the project has done so far is to train and educate the
farmers and to set up the organization at its different levels.
The NBA claims that the different committees are now functioning
as intended: our field visits dispose us to agree with this
statement. It would, however, be rash to claim that all
individuals have been won over to the type of thinking that the
NBA has proposed. They have not. In every village the is a small
percentage of individuals who would like to subvert the new
organizations, but who feel that this is beyond their
capabilities at the present tinme.

As in other similar situations, the reasons for such opposition
are many. Those whose main activity is not paddy cultivation see
no reason, in terms of immediate personal interest, to support
the new scheme. Others, from families who have traditiocnally
supplied the leaders, might consider this a move to overturn
their position. However, it would appear that the real interest
of the community has been widely recogrized and for this reason
the new organizations are strongly supported.

In dealing with one type of prcblem the NBA has been
significantly successful. Prior te the commencement of this
scheme there were conflicts between villages about the sharing of
water. These conflicts, which at times expressed themselves in
violent form, were often projected on a political screen and took
on the coloring of a political battle. In most instances, these
conflicts have been resolved within the framework of the new
committees. It has been recognized through discussion that there
is water for all, provided it is utilized according to a plan.

In the present project more resronsibility has been given to the
farmers' committees than in the previous NBA projects. NBA
workers are proportionately less than on former occasions. In
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these circumstances, the NBA has evolved a scheme to monitor the
performance of farmers' committees. They are rated in terms of 7
characteristics - the nature of the leadership, interaction
within the committee, management of finances, the adherence to
rules and procedure and so on. These assessments have,
unfortunately, not found their way into the progress reports.
They do, however, suggest that the committees are functioning as
well as can be expected.

The real test of the scheme is yet to ccme. The first harvest,
after the farmers were trained and after the organlzatlons were
set up, has still to take place. It is due shortly and is eagerly
awaited. Even though all channels have not yet been fully
repaired there is every reason for the community to expect a good
harvest. Water has been delivered to the fields at the right
time. Even when channels ceollapsed owing to rain, they have been
repaired quickly and the flow of water has been maintained
uninterrupted. Apparently, in some years, the crop would have
been destroyed by the time it reached its present stage of growth
owing to the lack of water.

This is not the first project that the NBA has undertaken with
USAID assistance. It is well acgquainted with reporting formats
and with the other procedures which the grant entails. In fact,
perhaps because of this format, the NBA has not included as much
in these reports as it might otherwise have done. Visits by aid
personnel, particularly on the technical side, have been useful
and they look forward to more of then.

IV  Comments

There is little doubkt that in Hanguranketa the NBA has
established an effective organization. It is necessary, though,
to be aware of the special circumstances which have contributed
to this success.

The community has long since come to the conclusion that the
Government, left to itself, is unlikely to solve its water
problems. For the Govermment, water management was becoming an
intractable problem for which a solution had to be found. In
Hanguranketa the channels were in such a state of disrepair that
very little water was flowing through them. The result was that a
very large percentage of people were affected, if not in income,
than by the increased cost of rice consumptlon. In this area the
disparities of income were not such that many people were
markedly richer and more powerful than the others. Common
interest was, therefore, very much to the fore.
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To these 'favorable' factors another of considerable significance
was added. The NBA has a complement of directors and advisers who
work on a voluntary basis. Some of them are staff members of the
irrigation administration. In this project, therefore, they wore

two hats and by doing so contributed greatly to the coordination

of the project.

The success of this project, as in previous instances, is due in
no small measure to this very special arrangement.

Paradoxical, though it may seem, the disturbances in the country
alsc helped the project. The community realized that this was no
time for internal sguabbles. The district administration, for its
part, sought the support of all law—-abiding citizens. There was,
as a consequence, more give and take than could normally have
been expected. It must be apparent, and it should be recognized,
that the NBA apprcach is not one for all places at all times.
Even in the Hanguranketa context it doces not provide the full
answer to the problem of incomes; it merely ensures that paddy
production is pushed towards its maximum. This will provide a
solution to the income deficiencies of only a small percentage of
the area's population. The majority will have to seek answers
through other forms of production, trade or employment.

To what extent will the new organizatien provide support for
initiatives in these directions? This is yet to be seen, but one
step has already been taken; village level ventures of a
cooperative nature have been started. It is expected that before
long they will take a hand in the marketing of village prcduce.

What can be said about the economic viability of the project? Its
listed expenditure is approximately Rs.6,000,000 (US$150,000). If
there is an increase of even 10 bushels per acre, the 4000 acres
will produce an increase of 40,000 bushels. At Rs.200 a bushel of
paddy, the increased production has a value of Rs.8,000,000,
without taking into account the increased output of vegetables in
the second season of the year.

Assuming that the approach is a success under the conditions
described, what is the role of organizations such as NBA in water
management? Can all irrigation schemes in the country be handed
over to them? Clearly not. Their role has to be one of innovation
and experimentation; the final responsibility for successful
water management has to lie with the Govermment. Within such a
perspective, NBA should be helped to refine their approach, to
develop new cnes for those situations where it will not work, and
tc communicate these successfully to the CGovernment.
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YMCA HOME GARDEN PROJECT

I prelinmi Project T ipti

The project is providing in-kind vegetable seeds, tools,
fertilizers, and insecticides to low-income families. The value
of each package is Rs. 1,375. Fifty percent of the loan must be
repaid to the YMCA within 24 months of disbursement. YMCA loan
repayment revenues will be recycled into the program to expand
the number of participants. Each family may only receive the in-
kind loan package once.

For each ten participants one facilitator is chosen to prcvide
technical and/or financial assistance to other participants, to
monitor the progress of other participants, and to collect loan
repayments for the YMCA. In addltlon, the YMCA ensures that all
participants have an opportunlty to participate in Department of
Agriculture training seminars.

IT The Design

This project has been undertaken by the National Council of YMCAs
in Sri Lanka as part of its involvement in development
activities. The assumption that the project makes is that
homestead land and unutilized domestic labor can be harnessed to
increase income and to provide better nutrition if the knowledge
and the limited inputs that are required are provided. An interim
project during the PVO Co~financing I appears to have convinced
everybody that the assumption was valid. All branch YMCAs in the
country were informed and eighteen have responded. The prOJect is
now operating in these areas though nct uniformly well in all.
The somewhat disproportionate representation of YMCAs in the
North and the East is attributed to the keenness of their
response. This short study of the project is based on interviews
with the Headquarters staff at the National Council and on a
field visit to one out of the 18 participating branches.

Only those with a monthly income of less than Rs. 600/-, and who
are resident within the area served by a YMCA, are eligible. This
area may have a population of a 100,000 or more. The Christian
component is much less but eligibility is not confined to those
with the religious affiliation. Each branch YMCA is allotted
resources to assist 250 households which in some areas may be
about 1 percent of its total population. The YMCA is expected to
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give publicity to the scheme, call for applications and make
selections after investigation.

At the Naticonal Council the small staff working on the project
includes a project officer and an accountant. At the branch YMCAs
the Home Garden Committee consists of office-bearers of the YMCA,
Govermment officials and other well-known figures from the area
and also representatives from the villages from which the
participants are drawn. Except for the Secretary of the YMCA
nobody else is paid for his services to the project. The village
representatives are chosen by the Committee with regard to their
positions and acceptability toc other participants in the village.
The scheme was designed to draw on the expertise and training
programs of the Department of Agriculture, which are provided
free-ocf-charge.

Headquarter's overhead consumes about ten percent of the
project's budget while the balance is distributed among YMCA
branches. Of this amount more than 90 percent is given to the
participants in the form of implements, livestock, seeds and
other planting material, pesticides and sc on. No cash is given;
they are expected to put up structures with their own resources.
The cost of materijial given to each participant is Rs. 1375/-: 50%
of this is repayable into a revolving fund in two installments.
The first of these is due eighteen months after the participant
enters the project and the second must be paid within two years,
that is six months after the first instalment. Theoretically, the
life of the project can go on until the revolving fund comes down
to Rs. 1375/-.

Once participants are selected, or at least a fair proportlon of
them, the project gets under way with a training course in
cultivation. This usually lasts for about three days and is
conducted at a nearby agricultural staticn. Thereafter,
implements, seeds and manure are given to the partlclpants
according to their individual needs. Once planting is completed,
those who wish to rear livestock are provided further training
and subsequently will receive animals as they choose - poultry,
pigs or goats. Those who have no interest in livestock are given
planting material of other types so that the support given to
them by the project alsc equals Rs. 1375/-. While this program is
going on, leaders are selected from each village and a perscn is
trained to vaccinate poultry.

The 1nputs and the outcomes can be measured with some accuracy.
The inputs consist of the amounts earmarked for participants, the
administral ve costs and the training supplied by the Department
of Agriculture. The direct output is the production which the
participants achievs within a reasonable period of time - either
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consumed or scold. Indirect outcomes are less easy to quantify.
There are the skills generated by the project which in some
instances may lead to a full-time occupation. There is also the
spread of this activity to other households even though they may
receive no support from this project.

IIT The Operation

The project is somewhat behind schedule. This we are told is due
in large part to the disturbances in the country which forced the
project to a complete halt in some areas. In other areas, while
the disturbances did not have this crippling effect, they led to
delays in the supply of livestock and planting materials to the
participants. In the location that we visited (Rambukkana) 70% of
the funds have now been utilized.

To judge from this location, the selection of participants has,
pPerhaps inevitably, been strongly influenced by two factors. The
viilages of prominent members of the YMCA and where, presumably,
the activities of the ¥YMCA are well known, have yielded more than
their share of the participants. Participants have also been
heavily drawn from those villages in which the YMCA conducted its
regular activities -~ training in vocaticnal skill and so forth.
However, this can hardly be regarded as a shortcoming of the
project, given that the project could select only 250
participants in each area, provided there was strict adherence to
the income criterion. As far as we can judge this has been so.

With the assistance cf the Department of Agriculture, the
training of participants, about 30 to 40 at a time, appears to
have proceeded quite satisfactorily. They have apparently reached
levels of skill which were adequate for the purposes of their
limited enterprise. However, there was clearly some difference
between areas in this respect. Some were more fortunate than
others ir the training centers toc which they had access and in
the quality of the staff who manned these centers.

The type of management which the preject received in most areas,
though largely vecluntary, appears to have satisfied project
needs. According to the Headquarter's staff the device of
selecting leaders and vaccinators from the village has
contributed the successful management of the project.

As already noted, this project follows an interim project which
was conducted during PVO CoFi I. During this time the formalities
of registration were cleared and the National Council mastered
the intricacies of reporting. This project has therefore
presented little in the way of difficulties with procedure. The
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National Council does not appear to have experienced any problenms
in this regard and are quite happy with the type of documentation
that PVO CoFi II demands.

In terms of overall expenditure this project is a large cne.
However, in the scale of its assistance to 1nd1v1duals, and,
possibly to villages, it is small. Its objective is modest and it
lays no claim to marking a significant impact on the development
of a region. Such internal monltorlng as it dces is guided by
this perspective: is the pro;ect in line with its modest targets?

IV Resuits

To date about three thousand households have been helped to start
home gardens through this project. Of this number, the National
Council claims that 90% of project participants have earned a
profit from their activities. In a few menths, in addition to
consumption benefits, participants have received incomes of
between Rs. 300/- and Rs. 500/-, particularly those raising
peultry have often repaid their loans ahead of schedule, and this
is stated as an indication that the general level of loan
repayment will be more than. satisfactory.

Income generation has not been the project's only positive
ocoutcome. Some of what is produced is not only consumed in the
household but is alsoc shared with others. This, clearly, has
some impact on nutrition, though current records do not allow
this to be quantified with any precision. While records kept by
the project and by the participants are quite adequate for
accounting purposes, not every aspect of production is fully
documented.

The aims of the project have also been realized in other ways.
Those who have seen the successful home gardens of their friends
and neighbors have started some of their own. There is also a
demand, particularly in the villages where participants are
numerous, for another round of assistance from the YMCA. In
other villages, however, the project is not known.

The YMCA is satisfied with the project's accompllshmentq. Its
basic assumptlons have been confirmed. Project has been a means
of working in the community, with some capital behind it and has
brought tangible benefits to individual households. In some
v1llages, the YMCA is now regarded as a vital organization which
is concerned with pecople's daily concerns.
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V Comments

The strength of this project lies in the way in which it has
exploited the under-utilized resources of domestic skills and
labor and the training capacity and extension services of the
department of Agriculture through the catalytic injection of a
limited amount of capital into the household. It has managed to
do this through a type of organization whose administrative costs
are low. Even in the short-run, the return to the household and
the capital that is loaned to it is good. 1In these terms,
therefore, the project is a success.

It must be noted, however, that the income generated by this
project has to bhe supplementary to some major source of income.
As such, the activity is vulnerable to pressures from both ends.
If family income improves, the significance of home gardens may
well decrease. If it does not, the household may decide to take
a fresh approach to its problems and the home garden may find no
place in the new scheme. Its best chance of continuance is
probably where the home garden is maintained and its income used
by the housewife,

There is apparently no difficulty in disposing of home garden
produce; it is sold at local fairs and to the middlemen of the
area. It would appear, however, that it is sold at a price which
does not reflect two import facts; the very special conditions of
assistance under which production takes place, and the fact that
there are 250 producers in an area, small though they may be,
linked to one organization. In these circumstances, there is
every reason for the YMCA to think of better marketing devices.

on what basis should the success of a project of this type be
judged ? Would it be a success if, during a two-year period 90%
of the some that should be repaid is in fact returned and locaned
once again, and if, during this same period, the large majority
of participants earned three to four times the money that was
loaned to them ? Would it still be a success if, after four
years, it vanished without a trace save for 5% of the
participants whc had made it their chief occupation ?

If this project is regarded as an exercise in relief in a
situation of crisis, these questions are not relevant. But if it
is not so, if it is in fact a development project, the longer-
range issues are important and the real objectives of the project
have to be re-sxamined.
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1 DESCRIPTIVE INFORMATION (Scurce: files)

Project Name
Implementing PVO
Agreement Ho.
Level of Funding
i.4.1 USAID - amount authorized
1.4.2 Non—-USAID
Location
Agreement ﬁate
Project Activity Completion Date (PACD)
Project Description
1.8.1 Objectives - Purpose, Cutputs, Inputs
1.8.2 Indicators (if any) - Purpose, Outputs, Inputs
Progress to Date
1.9.1 No. of Beneficiaries
1.9.2 Commitments
1.9.3 Amount Disbursed ~ amount and % of commitment
Financial Statements -~ Yearly cash flow/sources and

applications of funds for period of grant; income and
expense statements
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2 EVALUATIVE INFORMATION (Source: both files and site visits)
2.1 Project Design -
2.1.1 Clarity
2.1.1.1 Are the objectives measurable?

2.1.1.2 If so, what are the quantifiable
indicators?

2.1.1.3 Are there clear linkages between purpose,
outputs, inputs?

2.1.2 Relevance to CoFi II design

2.1.2.1 Do the objectives relate toc any of the
goals of CoFi II? To which ones?

2.1.3 Relevance to USAID CDSS

2.1.3.1 Do the objectives relate to any of the
goals in the CDSS? To which ones?

2.2 Project Management

2.2.1 External Relations

2.2.1.1 USAID (Note: in each of the following, if  

the prcject was under both Co-Fi I gpnd Co-Fi II, indicate if
there was any difference in the dealings with USAID)

2.2.1.1.1 What is the opinion of the PVO in
relation to registration process?

2.2.1.1.2 In relation to proposal approval
process?

2.2.1.1.3 In relation to disbursement
' procedures?

2.2.1.1.4 In relation to reporting
requirements? '

2.2.1.1.5 In relation to frequency of visits
by USAID personnel?

2.2.1.1.6 In relation to quality of
assistance provided by USAID in areas
needed by PVO?

2
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2.2.1.1.7 In relation to any other general
dealings with USAID?
2.2.1.2 Umbrella Organization (if any)

2.2.1.2.1 wWhat services does the umbrella
organization provide to the PV0O?

2.2.1.3 Government

2.2.1.3.1 What is the opinion of the PVO in
relation to the registration process
required by the national government?

2.2.1.3.2 Which government groups (both local
and national) support the project and
how?

2.2.1.4 Political Context

2.2.1.4.1 What has been the effect, if any,
of the civil conflict on the program?

2.2.1.4.2 Is any one political group dominant
in tha area? If so, which one and has
this group had any impact on the
program?

2.2.1.5 Economic Context

2.2.1.5.1 What is the principle basis for the
local economy?

2.2.1.5.2 Has the program hsd any effect on
the local economic situation?

2.2.1.6 Beneficiaries

2.2.1.6.1 What is the PVO perception of who
the target group is?

2.2.1.6.2 Does PVO feel this target group is
being adequately served by the program?

2.2.1.6.3 Is the target group being served by
other programs? If so, what are they?

2.2.1.6.4 Could the PVO continue to serve
.this target group if USAID funding were
ended?

i
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2.2.1.6.5 How are bzneficiaries selected?
(i.e., what are the selection criteria?)

2.2.2 Internal Management

2.2.2.1 If the project was under both Co-Fi I and
Co-Fi II, indicate if there have been any
changes ir intermal management areas (of
those below)/operating style under one as
compared t¢ under the other.

2.2.2.2 If the project was only under Co-Fi II,
indicate what internal management areas (of
those below) /operating style has changed as =
result?

2.2.2.3 Financial
2-2.2.3.1
2.2.2.3.2 Accounting System

2,2.2.3.2.1 Can the accounting system
provide the information required by
USAID in the periodic reports?

2.2.2.3.2.2 Is the information recorded
on a regular basis?

2.2.2.3.3 What is the quality of the
financial reports submitted to USAID?

2.2.2.3.4 Are these reports submitted in a
timely fashion?

2.2.2.4 Skill Level of Staff

2.2.2.4.1 What previous relevant experience
have the key staff had?

2.2.2.5 Operations
2.2.2.5.1 Procedures
2.2.2.5.1.1 Is there any formalized set
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of operating procedures, either
written or unwritten?

2.2.2.5.2 Budgeting

2.2.2.5.2.1 Is there a regular budgeting
process? If so, how often?

2.2.2.5.2.2 Is there any provision for
tracking actual expenditures
against the budget on a reqular
periodic basis? If so, are
modifications made in expenditures
the following periocd as a result?

2.2.2.%.3 Planning

2.2.2.5.3.1 Is any forward planning
gonductad on a regular basis? If
50, how often and what does the
procediure involve?

2.2.2.5.3.2 Who is involved in the
planning process?

2.2.2.5.2.3 Are specific
respensibilities assigned for
completing specific planning
objectives?

2.2.2.5.4 Monitoring and Evaluation of
Progress

2.2.2.5.4.1 Is there a type of
"management information
system"/reporting system that
measures the progress toward
planning objectives?

2.2.2.6 Management Style
2.2.2.6.1 Division of Labor

2.2.2.6.1.1 Is responsibility
centralized or decentralized?
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2.2.2.6.1.2 If decentralized, is
authority al.so decentralized in an
equivalent fashion?

2.2.2.6.2 Information Flow

2.2.2.6.2.1 Is information in general
and about the program in specific
centralized or disbursed? That is,
ig information shared among all
staff members so that anyone could
give information/comments on
program developments?

2.2.3 Sustainability of PVO
2.2.3.1 Financial

2.2.3.1.1 To what resources other USAID deoes
the PVO have access and how much of
these funds have actually been
disbursed?

2.2,3.1.2 What are potential future rescurces
other than USAID

2.2.3.1.3 What attempts, if any, has the PVO
made to develop income generating
activities (e.g., interest on locans,
fees for serxrvice)?

2.2.3.1.4 What, if any, plans does the PVO
have for becoming financially selif-
sustaining (to cover both operating
costs and loan capital needs, if any)
after USAID funding ends? Is the
objective of these plans to: 1)
diversjfy the resource base, 2) merely
intensify the existing sources of
funding, 3) reduce all donor assistance
and depend on local fund raising and
income generation, or 4) to depend
entirely on income generating activities
(e.g., fees for service, interest
income, advertising income, sale of
products, etc.) 7

2.2.3.2 Benefits
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2.2.3.2.1 What is the potential for
continuance of benefits after USAID
funding ends?

2.2.3.2.2 Minimum critical mass of
beneficiaries which sees they
have tangible benefits?

2.2.3.2.3 What is the level of benefits which
is sustainable both with and w/o USAID
funding?

2.3 Beneficiaries (interviews with representative, random
sample)

2.3.1 What is the quantity and quality of benefits
received?

2.3.2 Assessment of Benefits

2.3.2.1 Are benefits meeting needs of
beneficiaries?

2.3.2.2 What benefits offered are the most useful?

2.3.2.3 How do beneficiaries view official
eligibility criteria?

2.3.2.4 Do beneficiaries perceive that there are
any unwritten/unofficial criteria? If so,
what are they and do beneficiaries perceive
that these criteria have had any effect on
the program?

2.3.3 Perception of PVO

2.3.3.1 Does PVO include potential beneficiaries
in planning/design process for projects?

2.3.3.2 BHow do beneficiaries view their

relationship with PVO personnel, both
volunteer and paid?

7
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2.3.3.3 How do beneficiaries think they were
selected? (i.e., what selection criteria were
used?)
2.4 Non-Beneficiaries

2.4.1 Do non-beneficiaries have any knowledge of
program?

2.4.2 If so, what is their perception of its purpose?
2.4.3 Who do NBs see as being eligible for the program?

2.4.4 What do NBs think are the selection criteria used
by the PVO?

2.4.5 Why have they not participated/received benefits
under the program?

TR
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Government of Sri Lanka Policy & Expectation on NGOs

The overall government policy ‘towards NGOs is
to facilitate NGO activities without interfering in any
manner that would cripple the enthusiasm, initiative and
autconomy o©f NGOs. The government recognizes the
importance of NGOs in development and is committed to
‘strengthen the supportive role of NGOs in development
through mobilizing them as intermediaries of support,
specially in local level development "as stated in the
active plan to implement the UNP Manifesto.

The Ministry of Policy Planning and
Implementation (M/PP&I) has been functioning as the
liaiscon point for the International NGOs since 1977.
However with a view to -providing every positive
encouragement and assistance to NGOs to play a larger
role in development, NGO Liaison Unit was established in
1988 in the M/PPgI. 1Its functions are as follows:

(1) Registration of International NGOs by signing of
memorandum ¢of understanding.

{2} Assisting NGOs to obtain visas and duty exemptions.

(3) Serving on NGO's advisory/governing Boards.

{4) Assisting NGOs through supply of information,
project identification, etc. ’

(3) Representing the government view to NGOs and vice
versa and promote government/NGO co-operation.

(6} Building up information on NGO programmes.

The government has never made any attempt so
far to 'monitor' the NGOs programmes. It is however
expected that the NGOs would collabeorate closely with
the line ministries in implementing their programmes.

AN
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The government follows a laissez faire
facilitative support policy towards the natiocnal NGOs as
well., The government for that matter does not aven
exeréise any control over the naticnal NGOs in receiving
foreign funds for their activities.

Whenever it is necessary government obtain
NGOs assistance to carry out the government programmes
@.g. the disbursement of credit for housing {through
credit societies) implementation of the activities of
Women's Bureau and Janasaviya. Government also provides
limited financial and institutional assistance Lo NGOs
to support their activities.
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PVO CO-FINANCING Il (383-0101)

ANALYSIS QOF PROPOSAL PROCESSING

ANNEX G

TIME REQUIRED IN PROCESSING SUB-GRANTS FOR AGREEMENTS SIGNED SINCE MAY 1989

329-' L

| Grant ] Namse of the proposal | Data | Date | Days for | Date | Days for | Effective | Total |
| | | Submitted | Reviewed | Reviewing | AG.signed | AG.Prepa | Date | Caysfor |
| No 1 ! i i | | ~ration i } Processin |

! | | ] { | | |
| 14 | Assit. Vocational Tra. | [ i i f | | {
! (3'1mrathana) | ‘12107188 | 05/22/89 | 166 | Q8/01/89 | 71 {08/01/89 | 237 |
| i | 1 } { ! ! | !
] 18 | Puttlam Req. Daev. Association. | | } ! I { [ i
| | {RED) | 04/06/89 | 05/22/89 | 46 | 10/31/88 | 162 | ] 208 |
| | i | Q7121/89 | | i { 10/01/89 | !
! | 1 } ! | | ! i i
] 18 | Volunteer Comm. Leadership | i ! i | ] | |
| | (SARVODAYA) | Continued | { | ©8/02/89 | { 16/01/89 | |
| | | from PVQI | { | | ! i I
! | | i | | ] i { !
{17 | Cater - CARE | 08/02/89 | b | C9M12/89 | 1 08/01/89 | 41 |
I | i ] i } H } i I
| - 18 | Organic Cuitivation SAMA | 04/24/89 | 05/22/89 | 28 | 10/18/89 | 150 | i 178 |
i ] I | 07121/89 | I | | 08/01/88 | {
} | . | ! | i I | | !
{ 19 | Small Ent. for Rural Women i 1 | { ! i | |
| l | O7/10/89 [08/30/89 | 51 | 10/19/89 | 50 |09/01/89 | 101 |
i ! H ! ! | ! | i B
i 20 | Youth Counselling FPASL [ 04/24/83 | 05/22/89 | 28 | 12726/39 | 221 | 1210180 | 245 |
i i ! | 11/06/89 | | | i | !
| { | i | 1 1 i i b
[ 21 | Privata Sector Dairy Dev [ 05/03/89 |Q5/22/89 | 19 | 0119/90 | 242 {12/01/89 | 28Y | .
| | IESC | 09/08/89 | QS/30/89 | & | ] J b !
| ! | { | | i } | i
| 22 | Pre-apprenticeship skiil | ! | | | | | 1
| 1 IESC { O0€£/08/89 | 09/30/39 | 114 | C1/30/90 | 122 | 01 /12/89 | 236 |
| ] ! | i ] | ] | [
| 23 ! Cater - CARE { Jun-89 107/21/85 | 45 | 012330 | 186 | 03/01/90 | 231 |
] [ | | 08/30/89 | i i | | [
| [ i } | { ! | ] }
| 24 .| Private Provision of Health | | l i | I ! N
| | Facliities SLAVSC | 09/20/89 [ 11/06/89 | 47 | Q24590 | 79 | 0101/80 | 126§
] ] | | | [ } i I i
| 25 | Est. of Clothing institute i ! | ! | i | b
! j Jaffna HBE | 04/03/83 |0s/22/88 | 48 | 01/20/90 | 253 [1201/89 | 302
] | | 10/05/89 | 11/06/89 | @2 - ! ] | |
] 1 i ] | i i 1 ] R
| 26 | Voiuntary Community Leadership | 10/01/89 | i | Q22320 | ] 02/01/80 | 145 |
i | Sarvodaya | ] | i | i } |
} | ! } | | I i ] ]
| 27 | Assistance tc Mallakam i | | ! | i ] |
| I | { i i ! | | |
| 28 ] Women In Dev, ! ! i i | I I
| { (AGROMART) | QB/os/8e . 22/e0 ) 17 | om/30/80 | 312 | 04/01/90 | |
| I | | | | I
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February 26

February 27

February 28

March 1

March 2

March 3

March 4
March 5
March §

1501-005

ANNEX H

SCHEDULE AND AGENCIES CONTACTED

USAID/SL - Mr. R. Casey, PRM
Mr. Wayne Butler, CTR
Mr. David Garms, PO

Ms. Manel Jayamanne, PRM
Mr. B. 2vinakis, Acting Deputy Director

Attend special meeting of USAID PVO Review Committee:

J. Abeyratne
W. Butler

D. Garms

P. Baldwin

D. Tsitsos

S. Abeysenarn
R. Casey

Mrs. S.L. Kuruppu, Addl. Director, Department of External
Resources/GSL '

Mr. Maliayadde, Director, Ministry of Policy Planning

and Implementation

Dr. Wickremasinghe, Hon. Minister of State for Policy
Planning and Implementation '

Team planning meeting

Mr. Kevin Henry, CARE Country Director

Dr. Robert Russell, Executive Director, Central Council of
Social Services

Saraj Abeysehara, Controller’s Office

Mr. George Jones, Acting Director/USAID
ACBC {(All Ceyion Buddhist congress) Headquarters
TCCS Headquarters (WOCCU Pariner)

— YMCA Headquarters

Sunday

TEAM A - ACBC project at Balapitiya
TEAM A — LEADS project at Agaiawatte
TEAMB — CARE project in Kurunegala

-
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March 7 TEAMA — WOCCU project
TEAM B — CARE project in Kurunegaia
March 8 TEAM A — Files Research, Pamela Butler, DPI Team,
CCSS — Robert Russel
TEAM B — CARE projects in Kandy
March 9 TEAM A — Review Session, Mahesan, Jayamanne, Casey
-— Jinarathana Vocational Training Center
— Chitra Lane Schoo!
TEAM B -— NBA project at Hanguranketha
- March 10. TEAM A — President and members of the Steering Commitiee
of the Central Council of Social Services
SARVODAYA Headquarters
TEAMB — YMCA project at Rambukkana
March 11 Sunday
March 12 —  LMS (Lanka Mahila Samithi) Headquéners

— Glaeser — HBE, Mallakam and Octru prejects.in Jaffna
— Visit to CCSS mini-grants in Ceclombo

March 13 ~- . Meetings with other donors who support PVOs and draft'ihg report ' :
March 14 — Meetings with other donors who support PVOs and draftl. g 'eport

— FPASL (Family Planning Association of Sri Lanka) Headquarters =~
— Lunch with DPI Team . . :

March 15 - Report writing

March 17 © = Draft report

Marcﬁ 18 — Sunday

Marcn 19 — USAID review of draft report

— Robert Russel, CCSS
March 20023 — Write final draft

" March24 - — Deliver Final Draft to USAID

1501-005 S .2-
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