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I SUMMARY

This is the report of a mid-term evaluation of the progress
which has been achieved in implementing and the prospects for
accomplishing the purposes of a Specific Support Grant of $1.05
million made in May 1986 by USAID/Guatemala to Private Agencies
Collaborating Together (PACT) in order to finance PACT's
efforts to improve the capacity of the Association de Entidades
de_Desarrollo_ vy de Servicio No Gubernamentales del Guatemala
(ASINDES) to support non-government organizations (NGOs)
operating in Guatemala. The main components of the Grant
program are technical, training and financial assistance from
PACT to ASINDES to improve its management and technical
capabilities; technical assistance and training for the
Guatemalan MGOs from ASINDES, assisted by PACT; and grants to
Gualtemalan NGOs to carry out their activities. The grant funds
are available until June 30, 1988. The evaluation was

conducted in November and becember of 1987,

The first year and a half of the project period was devoted
largely to overcoming problems associated with the preparation
of the Grant's structure and ASINDES' internal disputes,
clarifying and improving the working relationship between PACT
and ASINDES, and preparing for and beginning the implementation
of the grants program. tatements of policy and procedures to
govern that program were prepared and adopted; 61 proposals for
firancing were recceived; and 15 projects under that program
have been approved. The Grant funds available for that program
are likely to be totally committed (but not fully disbursed)
during the period of the Grant. Additional funds are likely to
be made available for that program from GOG funds generated by
A.I.D.'s other programs in Guatcmale.

The grants program successfully has introduced the use of an
independent Project Selection Committee, and it has the
potential of being a significant source of income for ASINDES
if ASINDES' capacity to review and monitor projects can be
increased. Through its operation the program 1is contributing
to improvements in the operations of NGOs recceiving its
support. However, the grants program takes more of the time of
ASINDES' staff than was expected, and improvements need to be
made in its conduct. More attention should be devoted Lo the
ana’ysis of. the economic benefits and cost-benefit
relationships, the prospects for sclf-sustaining operations by
the beneficiaries, institutional improvements to be achieved by
the implementing NGCs and the probable economic and social

impzcts of the activities. Clarification is neceded of the
meaning of “productive" projects. Effective monitoring and
evaluating systems need to be established. A plan fox

generating more usable projcct propesals is nceded, and
consideration should be given to raising the maximum amount
which the Grants program will provide on any one project.
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Some 140 ‘people related to NGOs have participated in five
workshops organized under the Grant which is a greater number
than the projected output for the whole Grant period. However,
the quality and 1lasting value of the training has been
questioned, and the survey of NGO training and technical
assistance needs; and, except in two instances, the short
diagnostic studies of individual NGOs which were to be the
basis of the technical assistance and training components have
not been done because of opposition from the NGOs. PACT agrees
that the training and technical assistance aspects of the Grant
program have been deficient, and proposes to make them the
focus of its efforts during.the coming year.

Significant steps have been taken in consolidating ASINDES as
an institution. Tts legal status and governing statutes have
been formalized. Nine new members have joined. Administrative
personnel and accounting procedures have been prepared and
adopted. Contacts with other Guatemalan institution and the
GOG have been increased. However, progress has been slight in
introducing improvements into ASINDES' planning, programming,
monitoring and evaluating activities and in the actual use of
the new accounting and personnel systems. The delay in giving
practical effect to these systems was due in large part to the
difficulties caused by the loss of key personnel and the low
morale of the staff members. Priority must be given to
recruiting the staff planned for the conduct of the Grant, and
steps taken to restore the morale of the staff. External
audits of ASINDES and its grantees should be conducted.

Major issues must be resolved by the Board of Directors of
ASINDES if tle institution-building purposes of the Grant are
to be accomplished. Clarification is needed of the relative
priorities which ASINDES 1is to give to its various
institutional purposes. A strategy of institutional
development and fund raising needs to be adopted. The Board
needs to invest the Executive Director with sufficient
authority for him to meet his responsibilities without becoming
conpletely dependent for its information on verbal reports from

him. It must make clear its determination that standard
procedures be respected without inserting 1itself into the
details of operations through pre-approval actinns.,

USAID/Guatemala and PACT shouid become more engaged with the
members of the Board and assist it in the difficult tasks which

they face.

In order to achieve the purposes of the Grant it would be
advisable to have the participation of PACT for at least an
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additional vyear. This would require an extension of the
current CGrant period of between one and two years. Part VI of
the report provides a summary of the major recommendations of
the evaluators. Attachment 15 lists the steps which might be

taken to carry out those recommendations.

II PURPOSE AND METHODOLOGY

On May 20, 1936 USAID/Guatemala made a Epecific Support Grant
of $1.05 million to Private Agencies Collaborating Together
(PACT), a U.S. private voluntary organization. The purpose of
. the Grant was to finance PACT's efforts to improve the capacity
of a Guatemalan association of non-government organizations
(ASINDES) to support non-government organizations (RGOs)
operating in Guatcmala. The major components of the Grant
program were technical and financial assistance from PACT to
ASINDES in order to improve ASINDES® management and technical
capabilities; technical assistance for the Guatemalan NGOs from
ASINDES, assisted by PACT; and grants to Guatemalan NKGOs to
carry out their activities. The outputs of the program were to
be: the selection and funding of 30 NGO projects; the selection
and funding of 20 “mini-grants" to the NGOs for diverse
purposcs; and the holding of five workshops in special events
each year to provide training to 100 employees of approximately
30 NGOs. The funds under the Grant were to be available until

June 30, 1988.

The Grant Agreement called for a mid-term and a *final

evaluation of the project. It did not specify what would be
the focus of, or the standards to be applied by, either
evaluation. However, PACT and USAID/Guatemala agreed on a

scope of work for the mid-tcrm evaluation. It was to have four
major purposes: (i) Lo assess progress being made on the stated
goals and objectives and planned outputs; (ii) to detecrmine any
modifications necessary to the project and its implementation
during the remaining life of the grant in order better to
achieve the goals, objectives and outputs of the project; (iii)
to determine the cost effectiveness of providing the assistance
through the project's mechanisms; and (iv) to assess the
effectiveness of the technical assistance being provided by
PACT to ASINDES. In addressing those purposes the cvaluation
was to pay particular attention to the process ASINDES uses to
plan, coordinate and evaluate the assistance being provided to
it and the effectiveness of ASINDES' assistance to the NGOs
with resources made available under the project. The Scope of
werk for the evaluation included a series of particular

questions to be answered.
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The Scope of Work called for a two-person contract team to work
with representatives of PACT, ASINDES and USAID/Guatemala in
conducting the evaluation. The two-person contract team was to
consist of a person with general development and evaluation
experience to be contracted by USAID/Guatemala and a financial/
management specialist to be contracted by PACT.
USAID/Guatemala contracted the services of John R. Oleson, @&
retired A.I.D. Foreign ©Service Officer with 20 years'
experience in program planning, implementation and evaluation.
PACT contracted the services of Oscar Federico Turckheim Ochoa,
a Guatemalan public accountant with the Guatemalan firm of

.Miron & Miron.

During a three-week period in November-December of 1987 the
evaluation team members interviewed some 35 persons in
Guatemala who either were involved in the planning and
execution of the project or were knowledgeable about the past
and current operations of ASINDES. In addition, Mr. Oleson
vigited the sites of two of the NGO activities being assisted
by ASINDES with project resources and the home office of PACT
in New York to speak with its Executive Director and other key
management personnel. A list of persons interviewed by Mr.
Oleson is given in Attachment 1; a list of persons interviewed
by Mr. Turckheim is given in Attachment 2. In addition to
conducting the interviews, the team members reviewed the basic
documents available concerning ASINDES and the project and the
various reports which exist concerning the conduct of the
project. These documents are listed in Attachment 3, In
addition, Mr. Turckheim analyzed the financial and
administrative records and procedures of ASINDES and three of
the NGOs which ASINDES had assisted with project resources.

This report represents the information gathered and the
conclusions reached by the evaluation team. It was prepared by
Mr. Oleson, but includes the results of Mr. Turckheim's work.
A copy of Mr. Turckheim's own written report 1is given in
Attachment 4. A draft of this report was discussed with
representatives of USAID/Guatemala and PACT in Guatemala in
late January of 1988. The draft recommendations were discussed
with the Board of Directors of ASINDES in February. Comments
and suggestions made at those times have been taken into
account in the preparation of this report.



IITI BACKGROUND

A. PACT
Private Agencies Collaborating Together (PACT) is an
international consortium of non-governmental voluntary

associations working in developing countries. Founded in 1971,
PACT now has 26 members of which seven are non-U.S.
organizations indigenous to the Third World. Of those seven,
three are consortia of local development organizations. PACT's
main purposes are to: . (a) strengthen the management
. capabilities of its membership; (b) encourage collaboration
among non-governmental agencies involved in development
projects worldwide; and (c) fund programs of non-governmental
organizations indigenous to developing countries which serve
human needs and develop the capability of those NGOs to solve
local problems. PACT gives particular emphasis to sponsori:g
and strengthening consortia of NGOs, to improving the
management of NGOs and to encouraging activities which are
financially and economically self-sustaining. PACT provides
both financial and technical assistance. Most of its resources

have been provided by A.I.D.

In 1984 PACT sponsored a review of the experience of others and
itself in creating and strengthening consortia of NGOs. Among
the major conclusions reached in that review were that: (i) an
attempt should be made to have regional consortia promoted and
controlled by organizations from within the region;* (ii)
international NGOs and consortia should involve local NGOs and
consortia in all aspects of programming, implementation and
evaluation; (iii) international partners of local consortia
should establish relations beyond the channeling of financial
resources and place emphasis on providing those consortia with
information and assistance in establishing international
communications; and (iv) PACT should reduce 1its almost

exclusive reliance on A.I.D for financing.

The group which analyzed the experience in Latin America and
the Caribbean warned that internaticnal partners of NGOs should
not use consortia as their main channel for assisting NGOs and
that consortia need to pay more attention to their
relationships with 1local governments. The group also agreed
that the following lessons had been learned: (a) members of a
consortium nced to have a unity of purpose and a clear vicw of
what they want to accomplish through their consortium; (b) the
process of establishing trust and common vision among
consortium members is a long one; (c) only when a consortium is
ready can the members determine common goals and establish
common policies; and (d) some financial assistance may be
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necessary in the early stages of a consortium's 1life, but all
too often financial inputs from the outside become more the
problem than the solution, and thus it is better for a
consortium to rely primarily on its own initiative and funding

in its early stages.

A discussion of this 1984 review is provided in PACT's Bulletin
of January 1985. It provides .good background for PACT's
involvement with ASINDES as further described below.

B. ASINDES

The Asociacion de Entidades de Desarrollo y de Servicio No
Gubernamentales de Guatemala (ASINDES) is an association of
NGOs operating in Guatemala. It was founded in 1979 beginning
with 31 members. The primary motive for its creation was to
strengthen the voice of the NGOs in their relations with the
Government of Guatemala (GOG) and especially in their demand
for protection from the harassment and physical attack to which
many of their staff and cooperating persons were subject in the
countryside at the time. The purposes of ASINDES were and are:
(i) to foster coordination among the members and with other
interested organizations; (ii) to make better known the work of
its members; (iii) to improve the capabilities of NGOs; and
(iv) to prepare and negotiate development projects with
Guatemalan and foreign financing agencies.:

From its beginning the membership of ASINDES has been  quite
diverse. Some have connections with--and in some cases
financing from-- international organizations. Examples are the
Christian Children's Fund, the Salvation Army, Foster Parents
Plan International and Vision Mundial (or World Vision).
However, the majority of the orvrganizations are not so
connected. A few receive support from the GOG, but most do
not. Many of ASINDES' members were founded by religious
institutions or have been closely associated with religious
institutions and especially evangelical institutions. However,
the statutes of ASINDES require that the development activities
of its members not be sectarian. The degree of social
militancy of the members varies a great deal, and is reflected
in different attitudes toward relationships with the GOG and
participation in activities assisted by A.I.D. Then too, some
members have traditionally sought financial assistance in
Europe from sources nritical of the USG's foreign policy in
Latin America in general and Central America in particular, and
have been concerned that those sources would not continue such
support if the members became associated with A.I.D.
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This diversity has made it difficult for ASINDES to reach a
practical definition of its purpose, and has 1led to both
tension and discursiveness at the meetings of the General
Assembly and the Board of Directors which in turn has
contributed to the conclusion reached by some NGOs that ASINDES
is too "talky" and not effective. It also contributed to
ASINDES' takirg some five years to develop its legal statutes,
and was the main reason that six members resigned from ASINDES
in August 1986. In November of that year an election for the
new Board of Directors was held by the remaining membership,
and the GOG approved the Legal Statute of ASINDES. The new
Board took office in February 1987 just one month after the
official publication of the GOG's decision to approve the
Statutes and legal personality of ASINDES. Today ASINDES
consists of 26 member NGOs. It is the largest association of
NGOs in Guatemala. A 1list of the members is given 1in

Attachment 5.

To be a member of. ASINDES an organization must be
non-governmental; have its legal personality recognized by
Guatemalan law; conduct activities involved in social
development in Guatemala; and be non-profit, apolitical and
nonsectarian. (It is estimated that there are approximately
400 NCOs operating in Guatemala of which about 40 would be
considercd development agencies.) Each active member pays a
modest financial quota, and 1is entitled (and expected) to
attend and vote at the meetings of the General Assembly, to
elect the persons who hold management positions in ASINDES, to
receive services from ASINDES and to present development
projects to 1it. Membership in ASINDES can be suspended oOr
cancelled by the Board of Directors acting with the approval of

the General Assembly.

The General Assembly normally meets three times a year and
extraordinarily at the request of the Board of Directors or 20
percent of the membership. Dpuring ordinary sessions the
General Assembly clects the Board of Directors; approves the
annual recport and the annual budget submitted by the Board of
Directors; and deals with any question put before it of a
non-extraordinary nature. During extraordinary scssions the
General Assembly approves changes in the bylaws and internal
regulations governing ASINDES; and authorizes the sale,
pledging or renting of any property or right of ASINDES.

The Board of Directors consists of five members chosen by the

General Assembly from the membership of ASINDES for a period of
decide which of them will

two ycars. Those five members then
occupy the following positions: President, Vice Pr051dept,
Secretary, Treasurer and Representative, The Board ordinarily

meets once a month, but can meet at any time it thinks



necessary. The Board admits new members to ASINDES; names and
removes the Executive Director of ASINDES; calls sessions of
the General Assembly; sees that the bylaws and internal
‘regulations of ASINDES are followed; prepares the budget and
work plans for ASINDES; obtains economic resources to carry out
ASINDES' activities; and makes special assignments as may be
necessary. The rights and responsibilities of the individuals
making up the Board are those .usually associated with the
positicns they occupy. However, it should be noted that both
the President and the Treasurer have to authorize payments on
behalf of ASINDES, and that the Representative is to carry out
activitiecs as assigned to him by the Board.

The Board names the Executive Director of ASINDES who 1is to
carry out its decisions. The Executive Director attends the
meetings of the Board and the General Assembly with the right
to spcak but not to vote. His principal responsibilities are
to: agree with the President of the Board on the actions to
take; carry out the technical and administrative actions agreed
to by the Board; propose a plan of work; prepare documantation
for actions to be considercd by the General Assembly and the
Board@ concerning the technical and administrative matters of
ASINDES; and select, appoint and remove the technical and
administrative pecrsonnel of ASINDES with the approval of the

Board.

The current staff of ASINDES consists of scven positiens: the
Executive Director, two Project Analysts, an accountant, two

secretaries and a driver. The position of Executive Director
has been vacant since last November when the Board accepted the
resignation of its occupant. Previously there had been

positions for a third Project Analyst and a Coordinator of
Technical Assistance; but both were filled for only short
periods of time. All personnel but one secretary report
directly to the Executive Dircctor. '

ASINDES' Summary of Income and Expenses for 1986 and 1its
Financial Balance as of December 31, 1986 are given in
Attachment 11. These documents have not been audited.
However, they indicate that the operating budget for 1986 was
the equivalent of $44,018 of which only 8 percent came from the
dues of ASINDES' members and nearly 89 percent came from
donations from abroad (62 percent from a grant from the
Inter-American Foundation and 27 percent from the A.I.D., grant
to PACT). 51 percent of the revenue was applied to paying for
the personal services of ASINDES' employees and contractors, 18
percent for providing technical assistance, 15 percent for
other types of scrvices, 10 percent for public relations and 5
percent for training.



No comprehensive budget had been prepared for 1987 at the time
the evaluation was conducted. However, it is clear that in
1987 the makeup of the operating budget had changed
substantially. At the beginning of the year the grant from the
Inter-American Foundation had been utilized almost entirely,
while funds available under the A.I.D./PACT Grant amounted to
99 percent of ASINDES' assets. Thus +the major source of
revenue for operating expenses in 1987 was to be the Grant's
direct support for operations and the commission of 5 percent
of the amount of the grants to Dbe made to NGOs with resources
from the Grant. (For further discussion see part IV H below.)

C. A.I.D.-PACT Specific Support Grant

At the encouragcment of USAID/Guatemala, PACT conducted a
review in June and July 1985 of the operations and needs of
NGOs in Guatemala. One of the purposes of that revicw was to
jdentify organizations through which the capability of those
NGOs might be improved and through which USAID might provide
funds for HNGOs' project activities without incurring the
personnel and administrative costs of dealing with separate
NGOs on & project-by-project bhasis. PACT was in a good
position to perform the review since it already had had many
years' cxperience working with NGOs and their coasortia, and
since it alrcady had had funding relationships with several
NGOs in Guatemala. Furthermore, key personnel of PACT had
lived in Guatemala, and were knowledgeable about Guatcmalan
conditions and many of the NGOs operating there. PACT reviewed
the situation of the three existing organizations of NGOs (one
of which was ASINDES), and consulted with some 20 NGOs. It
found that none of the organizations was capable of conducting
a grant program, and doubted that any could become capable
enough to do so. However, it concluded that of the three,
ASINDES offered some possibility of being an effective channcl
for assistance Lo Guatemalan RGOs provided that a great deal of
work and support was given Lo enable it to perform that

function.

In March 1986 PACT presented a proposal for an Operations
Program Grant to USAID/Guatemala. That proposal was the basis
of the Specific Support Grant for $1.05 million which was made
to PACT in May of that ycar. Thc purposc of the Grant is to
finance PACT's efforts to improve the capacity of ASINDES to
support NGOs operating in Gualtemala. The major components of
the Grant program are technical and financial assistance from
PACT Lo ASINDES to improve its management and technical
capabilitics; technical assistance for the Guatemalan NGOs from
ASINDES, assisted by PACT; and grants to Guatemalan NGOs to
carry out their activitics. The main oultputs of Lthe program
are to be: the selection and funding of 30 NGO projccts; the
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selection and funding of 20 "mini-grants” to the NGOs for
diverse purposes; and the holding of five workshops or special
events each year to provide training to 100 employees of
approximately 30 NGOs. The 30 NGO projects are to meet the

criteria of: (i) improving the conditions of 1life of their
beneficiaries; (ii) addressing a locally-determined need; (iii)
contributing to the capacity of the beneficiaries to plan and
manage the use of resources; (iv) promoting collective action
among the bencficiaries; (v) including contributions by the
peneficiarics of ideas, time and materials; and (vi) addressing
development problems in a way that produces results with
demonstrablc impact beyond the specific activity being financed.

The funds under the Grant are to be available until June 30,
1988. Up to $500,000 may be used for the Guatemalan costs of
activities of the NGOs to he assisted by ASINDES. Up to
$250,000 may be used for the Guatemalan costs of the operations
of ASINDES and of PACT. The balance of the funds 1s available
for the dollar costs of PACT's operations. The NGOs' project
beneficiaries are to provide at least 45 percent in cash or
in-kind contributions of the costs of the projects on a pari
passu basis. The Illustrative Financial Plan of the Grant is
given in Attachment 6. The actual use of the Grant funds
through 1987 is given in Attachment 14. As of the end of 1987
approximately $239,000 remained unobligated. ) .

The Grant Agreement does not set forth the organization of the
program, the end-of-project status to be achieved, the details
of assistance to be provided or the timing of the achievement
of the major steps to be taken under the program. However, the
PACT Project Proposal did include some detail on those topics.
It stated that technical assistance was to be provided to
ASINDES Lo develop an organizational plan and to improve its
capability to identify, review, select, monitor and evaluate
projects from NGOs. In addition to the outputs mentioned in
the Grant Agreement, the Proposal included: 10 inter-agency
exchanges of information and experience per year, a functioning
Project Advisory Committee, an unspecified number of individual
consultations with NGOs on non-project related problems, and
written guidelines for ASINDES on  funding policy, project
selection and reporting. (It indicated that the average NGO
projects to be funded would usc approximately $14,000 of Grant
funds and the mini-grants approximately $1,000 of Grant
funds.) The End-of-Project Status was expressed in terms of
ASITNDES' carrying out the policies and type of activities
identified as outputs, and specifically mentioned the
capability of processing NGO grant applications within eight to
ten woeks of their reccipt. '
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The major steps to be taken to carry out the program were to
be: the hiring by ASINDES of three additional persons (a senior
program director, an economist and a bilingual secretary) ¢to
its permanent staff and their on-the-job training by PACT; the
selection and support of an Advisory Project Committee; the
preduction in Spanish (during the first three months) of a
funding policy statement, the project selection criteria, the
description of the project selection process, the suggested
format for presenting project proposals and the process for
conducting project monitoring and evaluations; and the conduct
of workshops to introduce those documents to the NGO community

and provide training in using them.

Although the OGrant Agreement makes clear that the activities
supported by the grant are to be “"coordinated and implemented
through ASINDES," the grant is from A.I.D. to PACT. PACT
remzins responsible to A.I.D. for the use of the grant funds;
and must provide A.I.D. with periodic rcports-- both financial
and narrative-— on the use of the funds and progress being made
on the program. In order to exercise its responsibilities for
the use of the Grant funds PACT itself handles the expenditures
of Grant funds for deollar costs and must approve any use of
Grant funds by ASINDES f:-r local currency costs-- including the
grants and mini-grants provided to the NGOs. That approval is
given by PACT's resident advisor to ASINDES. Before giving
final approval to the making of a project grant to an NGO,
ASINDES' Executive Director informs USAID/Guatemala of ASINDES'
intent to make the grant to allow the Mission the opportunity
to raise any objections or ask any questions about it. To date
the Mission has not objected to the making of any grant
reported to it.

The PACT proposal had stated that there would be semi-annual
financial repores and annual reports summarizing major
activities and progress on projects already funded as well as
the impact of the technical assistance program. However,
during the first year and a half of the project those reports
had not been prepared. The basic reporting mechanism being
uscd is the quarterly report.

D. Role _of the Government of Guaktemala

As mentioned previously, for some lime there had been tension

between the GOG and many of the NGOs operating in the country.
Indeed, the very formation of ASINDES was in large aimed at
strengthening the voice of NGOs in their demands of the GOG for
better treatment and protection firom violence. However, Lhe
Circumstances facing ASINDES and its members have changed quite
substantially since its founding. First, the unscttled and
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often violent conditions in the rural areas became 1less
unsettled and violent as the GOG was able to prevail against
the armed opposition in most areas. Second, the attitude of
the GOG toward NGOs became less suspicious as it gained
confidence from its successcs against the armed opposition; and
it Dbecame particularly positive after the election of a
civilian administration in late 1985 when, at least in theory,
the political level of the GOG undertook to support the work of
NGOs. Third, '‘A.I.D. became more active in Guatemala as the
conditions of violence subsided and a civilian government came
to power. These developments presented opportunities for
expanded activities, and. they presented ASINDES and its
membership with the challenge of organizing themselves and
making decisions xre their purposes and plans which would be
necessary to scize the opportunities. Unfortunately, there was
not unity of criteria among thc members as to how closely to
seek quidance from the GOG or concerning the wisdom of seeking
financial support from the GOG (and A.I.D.); anrnd the tensions
created by this issue led to the resignation of some members
from ASINDES. Members of the Board urge caution in seeking

closer relationships with the GOG.

In any event, today ASINDES 1is secking a closer relationship
with the GOG. In part this is due to the improved situation
under the current civilian government. More importantly, it is
a recognition  of the financial “facts of life" made
particularly stark by the likelihood that USAID/Guatemala would
not be willing to provide additional dollar finding for grants
to NGOs after the utilization of the current Grant funds.® With
A I.D. encouragement, ASIMDES and the GOG centered negotiations
over the possible use by ASINDES of counterpart funds gcnerated
under a FY 1986 Economic Support Fund agreement for balance of
payments support from A.I.D. which are owned by the GOG but
subject to joint programming with USAID/Guatemala. ASINDES and
the Ministry of Finance (IMOF) have agreed in principle that the
GOG will make a grant of two million quetzales (approximately
$800,000) to ASINDLES. The funds would be used 50 percent for
grants to NGOs for productive projects, 40 percent for grants
to NGOs for cconomic and social investwent in rural arcas and
10 percent for administrative acltivities and training of the
bencficiary groups. The benefitting NGOs would have to
contribute at least 25 percent of the cost of any project. The
funds f{rom the GOG would be subject to the same approval and
implementation process as that followed with the A.1.D. Grant
funds except that the MOF rather than USAID/Guatemala would
have the right to obhject or to guestion proposed grants, and
reports would be made to the HNOF rather than to A.I.D.

At the time the evaluation was conducted formal agrecement had
not been recached between the GOG and ASINDES on this support
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with the main issue being whether ASINDES could assume approval
of the GOG for any proposed grant to an NGO if the MOF failed
to make objection within 15 days of having received notice from
SINDES of the intended grant. It was not clear the extent to
which reluctance of the MOF to agree to such a provision was
the result of second thoughts on the part of officials of the
MOF higher than those who had negotiated the agreement in
principle, of the caution which might be expected on the part
of the MOF in entering the first of such grants to an
association of NGOs whose work and capability had not been
widely known to the MOF or of some behind~-the-scenes resistance
on the part of other parts of the GOG, such as the Committee of
National Reconstruction (CRN), which would prefer to use the
counterpart budyet resources for its own programs or at least

for NGOs on its own terms.

That ASINDES and the GOG had come this far in reaching an
agreement reflects both the efforts of ASINDES and the
willingness of USAID/Guatemala to encourage the GOG Lo reach
such an agreement. Perhaps the potentially most troublesome
aspect of the operations of the GOG is the attitude of the CRN
which appears to sce ASINDES as a competitor to its programs.
USAID/ Guatemala may have to assist ASINDES in dealing with

this problem as well.

IV PROGRESS ACHIEVED AND PROBLEMS TO BE RESOLVED

The following describes the major actions taken and the results
achieved to date in implementing the Specific Support Grant and
the program which it supports. Problems which ecxist are also
set forth Logether with suggestions for addressing them.

A, Preparation_of.__the Structurc and Procedures Lo

Guide the Grants Program

One of the first tasks of ASINDES and PACT under the Grant
program was Lo decide on the structure and procedures which
would be followed to carry out the program of grants to NGOs
and te describe  that  structure and procedures in written
documents to guide both ASINDES and the prospective donces. By
the time of the evaluation that task largely had been
completed. The work was done largely by the personnel of
PACT--— bolh the Resident Advisor and the technical advisors
visiting from DPACT's New York office. The documents which
express thut system are: the Code of Ethics, the Policies of
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Financing, the Guide for the Presentation of Project Proposals,
the Guide for the Internal Processing of Project Proposals, the
Description of the Role of the Project Selection Committee, the
Guide for the Preparation of Agreements between ASINDES and the
donees, and the Guide for Monitoring, Evaluation and Reporting.

The Code of Ethics is a general statement covering all persons
associated with ASINDES (from members through employees) and
the relationships among them * and outside persons and
institutions having dealings with ASINDES. It is not limited
to the conduct of the grants program. The content is expressed
in general admonitions which arc familiar to U.S.
organizations. They are directed at protecting both the
purposes and the financial integrity of ASINDES. Perhaps the
most important aspect of the Code is its prohibition on any
affiliate or member of ASINDES having a representative on the
Project Selection Committee and on any ecmployee of ASINDES
having a connection to a member or supplier of ASINDES. The
standards of the Code have not been invoked or any sanctions

imposed for failurec to meet them.

The Policies. for Financing covers both the technical assistance
and financial assistance programs of ASINDES. It presents the
gencral standards that govern those programs. It includes the
standards in the Grant Agrecment and the Project Proposal as
described in II C. above, and includes some additional detail.
Re the technical assistance program, the document indicates
that ASINDES will) ©provide such assistance both for the
preparation, development and monitoring of projects and for
technical-administrative improvements in general. It appears
to require an inventory of needs to be conducted prior to the
providing of technical assistance to an organization. In fact,
“that requirement has not been followed. (Sce part IV D. below.)

Most of - the document deals with the standards to be applied to
the financial assistance program. It does not 1limit eligible
donees to the membership of ASINDES, but does regquire that a
donee have the same characteristics as do ASINDES' members. It
includes the possibility of providing financing to
associations, unions and cooperatifes of second or third
degreec; but does not provide standards for deciding what
circumstances would justify such grants, (In fact, to date
has been made.) The maximum limits for any particular

nonc

financing are to be: threc years, 7% percent of the total cost
of the project and the equivalent of $24,000 per yecar, (this is
a substantial increase over the amount given in the Project

Proposal). Five percent of the approved amount of cach grant
will be uscd by ASINDES for its administrative expenses, and 15
percent of the amount may be used by the NGO for its
administrative cexpenses.
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ASINDES will finance only specific projects. It will not
finance urban infrastructure, projects for foreign refugees,
contributions to capital or furniture, office equipment and
machinery unless they are justified as directly necessary for
the conduct of the project. projects are to improve the
cducation, health or welfare of the benefitting groups; and,
preferably, will achieve increascs in their productivity,
employment, and income. However, the document does not provide
either quantified standards or ways to determine whether a
proposal mects the standards of "productivity" or will generate
sufficient 1increases in employment, income and well being to be
justified. INor doecs .it indicate what will determine the size
"of the financing that w3ill be granted. If financing 3is
provided on & loan basis the terms will Dbe negotiated
individually in each case. (In fact, all financing has becen on

a grant basis.)

The Gu ide for_the Presentalb’ on_of Projeck Proposals Covers the
of both Project Profiles and full Project
Proposeals. The vroject Profile is a relatively short document
(no morc than fijve pages) to be presented by an organization
which is not yet well known to ASINDES or which proposes a
particularly new Ot complicated activity. It describes both
the organizetion and the proposed activity and its objcctives.
If the staff of ASINDES finds that the proposed project is
likely to meebt tne standards for financing by ASINDES, thc NGO
is requested to submit a formal project  Proposal. This 1is 4
docurment of between 20 and 30 doublc-spaced padges with annexes
presenting background information concerning the NGO and the
proposcd project. The information concerning the NGO is to
cover both its legal and financial situation and a description
of the NGO's olther programs and the results which they have
had. The information concerning the proposed project 1is to
cover its conceptualization and preparation; a description of
jts clemcnts, purposcs, and target beneficiaries; projections
of the outputs to be achieved; its implementation mnelthodoloay;
and the systems proposcd for control and evaluation. Tho
proposal is to include a time-phased workplan and detalled
budget for the first year of the project and at least sumnary
figures for the amounts which will be necestary in the sccond
and third yecars should the proposal be for a multi-year

activity.

preparation

The Guide states that the Proposal should describe how the
project will achieve weelf-sufficiency" by the end of  the
support from AGINDES (in  one part of the documenl,  this
requirement is limited to projects which are to be "pormanvnt,"
whilce in another part no such limit is included) and 1t staten
that cvaluations of the projects should compare costs of the
resources invested with the results achieved. However, the
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document does not provide standards or methodology for
determining what cost/benefit relationship would be
acceptable. It does not call for the collection of baseline

data at the beginning of the project. It does not request an
explanation of how the proposed project would strengthen the
NGO itself or how the target beneficiaries had been involved in
deciding on the need for the project and preparing its

justification.

The Guide for the Internal Processing of a Project Proposal
1ists the main steps to be taken (and the persons responsible
_ for those steps) from the initial contact of ASINDES with the
NGO expressing interest in receiving project financing to the
signing of the agreement. The document indicates thal ASINDES
is to place emphasis on an early weeding-out of proposals which
are not likely to be financeable; that the staff of ASINDES
will work with the NGOs in the preparation of the formal
proposals; and that the final decision on whether or not to
finance a proposal usually resides with the Project Selection
Committee. It indicates that in the review process
representatives of ASINDES normally will visit the NGO and the
proposal beneficiaries. However, the document does not attltempt
to place time limits on complying with each step, and does not
indicate the nature and amount of assistance which ASINDES will
provide to NGOs in the preparation of the proposals. The
document 1lists only the major steps, and does not have the
detail necessary to serve as an action flow chart or statement
of the responsibilities of positions within ASINDES. It does
not 1indicate that the PACT Resident Representative and the
A.I.D./ Guatemala Mission are involved in the final approval.

The Description of the Role of the Proiject Selection Committee
concerns the institution which is considered both key to the
maintenance of program standards and the major conceptual
contribution of PACT to the system created to administer the
Grant. The Committee consists of seven professional people who
do not hold government positions; are not involved in politics;
and have no connection with any of the members of ASINDES.
They are chosen by the Board of Directors of ASINDES to hold
office for two years. Although they are paid a modest sum for
attendance al the meetings of the Committee, the members really
serve because they are interested in the work of ASINDES and
the NGOs. The Committee makes decisions Dby majority vote of
those present (a quorum is four). It has final authority to
approve proposed projects up to a value of the equivalent of
$100,000. Above that amount the Board of Directors of ASINDES
must also approve, The Committee can request further
information concerning projects brought before it, and can
condition its approval of a project with requirements for
changes or actions by the NGO soliciting the assistance.
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The Committee is to meet every three months. In fact, it has
met as often as there has been work to do, and until recently
that usually has been monthly. 'The Executive Director of
ASINDES is the 1liaison with the Committee, and he and the
Project Analyst presenting a proposal attend the meetings of
t .e Committee. A synopsis of the Project Proposals to be
considered, together with a report. of the review of the
Proposal by the staff of ASINDES, are circulated to the members
of the Committee before the meeting. In addition, the
Commitice assigns one of its members to study each Proposal
sothat he can better ask questions of the staff representative

on behalf of the Committee.

The Description indicates no role for the Committee in other
aspects of ASINDES' work and makes no provision for the
Committee to be informed concerning the actual implementation
and achievements of the projects which it has approved.

The Guide for Agreements botween ASINDES and Recipients of
Financing indicates that the Agreements will be signed by the
Execcutive Director and President of the Board of ASINDES, by
the Resident Representative of PACT and the represcntative of
the NGO receiving the funds. The text of the Agreement is
short calling for a statement of purpose, objectives, the
amount and dates of disbursements to be made and of the reports
to be submitted. However, more dctail is contained in Annexes
to the Agreements. These Annexes consist of the Project's
Budget, a resume of the Project Description and the Terms and
Conditions governing the Agreement. The last of these Annexes
includes clauses common in A.I.D.--related agreements xe¢ books
and records, - access for ASINDES' monitoring personnel, and
accounting and auditing. The grantee is to provide ASINDES an
external audit of its use of the Grant funds. (To date, none
of these audits has been conducted.)

The Guide for Monitoring, Reporting and _Evaluation covers the
obligations of both the NGOs and ASINDES. An NGO receiving
financing is to provide descriptive and financial reports to
ASINDES each quarter and at the end of the project. The
reports will cover activities carried out, problems
encountered, changes and adjustments made in the action plan
and implementation methodology in response to the problems, a
quantified presentation of proyress toward the objectives and
outputs, and an analysis of results achieved and any 1lessons
learned. A format for the financial report is provided. 7The
guide gives some gecneral guidance concerning the questions to
be asked in evaluating the projects. 1t does not provide
standards or mcthodology  for analyzing impact or such
expectations as financial sustainability and cost
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cffectiveness. However, the Guide does assert that ASINDES
will sponsor workshops and seminars for NGOs which will include
assistance on reporting and evaluating. Furthermore, the Guide
asserts that ASINDES will participate in the supervision of the
projects both by reviewing and responding to the reports from
NGOs and through visits by its representatives to the site of

the activity.

Role and Utilization

The documents described above are a useful description of the
basic structure, the standards and the operation of the grants
program. The major shortcomings in the documents (e.g., lack
of emphasis on improving the performance and sustainability of
the NGOs themselves and the lack of specificity and guidance on
the meaning of productive projects, project self-sufficiency
and cost effectiveness, evaluation standards and the degrece of
quantification expected) reflect the difficulty of the topics
and the necd for ASINDES and PACT to achieve greater clarity
concerning them. (For further discussion see B. below.)

However, it does not scem that these documents have been of
particular utility in the conduct of the program so far. For
one thing, they were not completed as early in the program as
had been expected. They were still under revision  during the
second quarter of 1987, and not brought to conclusion until the
next guarter, while the grant program had begun to operatc in
the second half of 1986. For ancther, they have not been
reproduced and distributed widely among the NGOs, many of whom
do not seem to be aware of their existence or content.
ASINDES' modality of operation relies much more heavily on
verbal information provided to interested NGOs by the Executive
Director and the relevant Project Analysts and, on occasion, by
the Resident Representative of PACT. Lastly, their 1lack of
detail and specificity on many of the topics means that they
are not particularly useful to the staff of ASINDES in the
conduct of their duties. It appears that the Project Analysts
are left to devise their own standards to be applied to Project
Proposals. Should ASINDES decide to seek to interest a broader
universe of potential NGOs for the grants program, it will be
~even more important to have written guidelines available with
sufficient specificity so that efficiency and standardization
of opecrations and judgements can be achieved.

B. Utilization of Funds Under the Grants Program

Magnitude_of Effort

By the end of the third guarter of 1987 (nearly a yecar and a
half into the project period) Gl Project Profiles requesting
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$3,086,459 had been presented to ASINDES. Nine of those
requests had been rejected by the staff of ASINDES; 29 were
pending the presentation of a Project Proposal; 24 Project
Proposals had been presented to ASINDES of which 19 had been
presented to the Project Selection Committee. Of those
presented to the Committee, ASINDES had approved 15 projects
for support from ASINDES of the egquivalent of $415,645, of
which $361,229 was to come from the Grant and $48,000 from the
agreement to be signed with the GOG for the use of $800,000 in
counterpart funds. Of the amount approved $193,447 had been
disbursed from the Grant. A list of approved projects is given
in Attachment 7. A copy of the latest report on Project

proposals received is given. in Attachment 8.

Thirteen of the 15 approved projects had been presented Dby
members of ASINDES, and one of the other two organizations
joined ASINDES after getting the funding. Both large and small
NGOs received support. The maximum period for a grant was two
years, and the maximum amount financed was the equivalent of
$48,000. No NGO got more than one grant, although two of the
recipient NGOs were so closely related that they could be
considercd to be one. Three of the NGOs receiving grants had
representatives on the Board of Directors of ASINDES; another
NGO with a representative on the Board has its proposal under
revision. The time which clapsed between the presentation of e
Project Prefile and the final approval varied from one to eight

months.

Of the 61 Project Profiles presented to ASINDES, 22 were
presented in the last quarter of FY 1986, 18 during the*first
quarter of FY 1987, one during the second quarter of FY 1987,
and the rest during the third quarter. Of the 15 avproved
projects, two were approved in the last quarter of FY 1986, six
were approved in the first quarter of FY 1987, threc in the
second quarter, four in the third quarter.

Approximately $39,000 of the Grant funds remained to bhe
committed for additional projects, and some $189,000 remain to
be disbursed. Given the large number of Project Proposals
sti1l under consideration and the fact that the level of
funding provided for some of the approved projects was cut back
from the level that could have been justified, there should be
no difficulty in committing all the remaining Grant funds
before the end of the current Grant period although
disbursements will not be completed by that time. (Indeed, in
several cases the disbursement schedules for grants already
approved fall beyond the current termination date of the Grant

Agrecment.)

The difficulty facing ASINDES arisces from the seven million
quetzales (the eguivalent of  $2.8 million) which it 1is to
receive from the GOG for its grant program in 1988. (800,000
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was to have been made available during 1987 from the FY 1986
ESF counterpart, but the signing of the agreement between
ASINDES and the CGOG was delayed until late in the year. An
additional $2 million has been approved in principle by
USAID/Guatemala and the GOG from the sales proceeds of the 1987
Title I Agreement to be available beginning in March 1988.)
Utilization of all those funds would imply a rate of review and
approval during 1988 over six times the rate achieved in 1987,
and the utilization of funding levels well beyond the amount of
projects pending for further work and review in ASINDES.

Furthermore, the analyses of only a few of the pending Project
Proposals are very advanced, and many may prove to be not
- approvabhle. Obviously, meeting this challenge would call for
both an cxpansion of ASINDES's staff of Project Analysts and a
significantly more etficient use of their time as well as the
use of supplementary consultants. It also would imply that
ASINDES' grants program must overcome a tendency to focus on
the members of ASINDES, and that ASINDES will need Lo
reconsider the current practical maximum grant of $48,000 per
project since at that rate it would have to approve 58 projects
to utilize the funds likely to be made available. At least a
doubling of the moximum amount would scem to be justified Dboth
by the practicalities of processing and the goal of achieving
financial balance. (See H. bhelow.)

ole _of the Proiject Analysts

Under the ASINDES system the Project Analysts are Rey to the
quality of the grants program and to its productivity. It is
they who are in charge of reviewing the Profiles and Proposals
presented to ASINDES, assisting applicant NGOs to take the
steps that may be necessary to improve the quality of the
proposals so that they may be approved, and advising the
Executive Director and the Project Selection Committee
concerning the merits and problems of the Proposals presented
to the Committee. They are the persons principally responsible
for concluding that a Profile or Proposal does not merit
further work or attention by ASINDES. The Project Analysts are
also the persons in ASINDES who are to follow the
implementation of the activities being supported under the
grants program, and probably will be the persons reprcesenting
ASINDES in evaluations of those activities.

Fulfilling the responsibilities of the Project Analysts has
proven to be difficult. Their productivity has been hindercd
by the factors discussed in F. and G. below and by the need to
provide much more assistance than anticipated to HNGUs to get
the Proposals in condition for review by the Project Sclection
Committcee. The lack of specific, written standards for project
analysis has aggravated the incvitable tension between
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maintaining professional standards of analysis and ASINDES®
needs to approve grants in order to be seen as useful to its
members and to generate the commissions which help meet its
operating cxpenses. Furthermore, only very modest amountsof
on-the-job training have been provided to the Project Analysts,
in part hecause the former Executive Director did not think it
useful to hold joint meetings of the staff for that purpose.
They express the need for additional guidance both in written
form and from ASINDES' management., TFurthermore, although the
Project Analysts have visited the operations of all the NGOs
and bencficiary groups involved in the projects which they have
presented to the Project Selection Committee, they have not had
the time or the logistic support necessary for them to monitor
the implementaktion of the projects which have been approved.

Role_of the Project Sclection Committee

The Project Selection Committee is performing its function
well. ITts membership is well prepared, of distinction and more
dedicated than is usual for advisory-type boards. At present
the membership consists of scven persons—- two cconomists, one
civil engineer, one agriculture engincer, two administrators,
and one lawyers/professor. They bring expertisc to the system
which otherwise is not available to ASINDES.

The Committee's members express satisfaction with their
cfforts, and state that no onc within or without ASIHDES has
tried to influence their judgement outside the procedures set
forth for the granis program. The members do not appear to
object to the often late distribution of information about the
projects which gives them less time for review than is called
for by ASINDES' proccdures--probably because they are placing
great reliance on the system of having each Project Proposal be
the responsibility of one member of the Committece for the
purpose of analyzing the information. They complain about
ASINDES' changing the dates of Committee meetings or calling
for “emergency” mectings to consider individual Project
Proposals or cven some element of a Project Proposal since this
often means that some of the members can not attend or that
they have to disrupt their own schedules. They agree that the
quality of the work of the Analysts and of the Project
Proposals has been improving, and currently do not scem to be
dissatisficd with the naturc of the analyses presented to them
by the Project Analysts although they still often send back
proposals for further information or analysis. Indced, a
couple of the members were worried that they might be too
demanding considering the naturce of the NGOs and the projeccts
with which they were dealing, and several expresscd concenrn
that the Analysts may be too focused on “productive" projeccts.

[}
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The Committec has tried, without success, to obtain information
about the nature of the projects under consideration by the
staff so as to form some standards for judging the relative
quality of the projects brought before it. The members agree
that the Committee could increase the pace at which they review
projects, and estimate that if the staff of ASINDES were able
to provide the analytical background they could review and
decide about four or five projects per month. That would be a
significant increase over the cxperience of the past year and
cspecially over the last threc mnonths. Some thought that the
Committee members-- either as a group or as individuals-- might
be used by ASINDES for other purposes although others were
concerned that any such expansion of responsibilities might
prove to be too time consuming for them to sustain or even
undermine the objectivity which 1is the essence of their
approach to project review. In any event, all members of the
Commiltee appear to want to get information concerning the
implementation of the projects which they have approved.

The acceptance hy the Board of ASINDES of the role of the
Committee, the selection of pcrsons of caliber to serve on that
Committee and the way in which the Committee has exercised 1its
responsibilities are highlights of the project to date. At
present the Commitiee and its members are under-utilized. They
are a resource which deserves greater support and use. Their
possible participation in prioritizing the project proposals
under review by the staff, in evaluating ASINDES' operations
and in providing technical assistance to NGOs might Dbe

considered.

Percepltions of Participating NGOs

The great majority of the comments received from the personnel
of NGOs participating 1in the grants program werc quite
positive. This is somewhat unusual for a program in its first
year of operation-- and especially for one wilh the background
situation described in part III above. The idea Lthat all
member NGOs were entitled to some support scemed to be rather
gencrally held with the ideca of prioritization of proposals Dby
quality accepted in principle, but not given much emotional
weight, Still, there did not appear to be any particular
resentment on the part of the NGOs whose proposals had been
turncd down although there werce expressions of doubt that it
was advisable for ASINDES . to forcce the NGOs to structure their
proposals to be "productive" whon in fact the NGOs' activities
had been, and largely would continue to be, more social 1in
purposc. There were, of course, complaints about the time it
took for the review process to be completed and a few
objections to the fact that ASIRDES did not provide the total
amount of resources requested.  However, there was almost no
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assertion that the information which ASINDES sought in order to
conduct its review was not necessary or appropriate, and there
appeared to be a recognition that the staff of ASINDES usually
was helpful. (There were a few-- surprisingly few-- comments
that ASINDES' personnel should be more sensitive to the
differences among the capabilities and approaches of the
NGOs . ) Perhaps the strongest complaint was that ASINDES was
slow in responding to ordinary matters-- answering letters,
returning phone calls, providing information about its own

intentions.

Nature_and Quality of Projects Under the Grants Program

Since ASINDES began receiving proposals only during the last
quarter of CY 1986 and grants were not made until 1987, there
has been little time for there to be any evidence of impact of
the projects being supported. Even then, an analysis of the
actual operation of the activities underway would have taken
morce time than was made available to the evaluators. However,
some tentalive observations may be made based on the review of
the project files and conversations with *he personnel of
SINDES and the grantee institutions. They are:

1) There has not been a problem of having to select-among more
project proposals than there were funds to assist. Ags stated
above, 61 proposals have been received; but many of them were
eithor not consistent with the criteria of the grants program
or did not seem to offer much potential. The problems, faced
rather were the relative scarcity of usable proposals and the
great amount of effort needed on the part of ASINDES' personnel
to assist the NGOs in preparing those proposals for review and
in analvzing the NGOs' necds for assistance in improving their
own opcrations.

2) The degyrce of assistance and the amount of analysis
conducted during the reviews of the proposals varied widely.
The differences arc accountcd for in part by the differing
nature of the proposals, but in part are due to pressures
brought to bear on the staff by the management of ASINDLES. (In
at lecast one instance a project was sent forward without any
accompanying analysis by the staff bccause management wanted to

expedite it).

3) The projects which were approved covered a variety of
gcographic aicas and types of activitics. The beneficiaries
were of the type the Grant sccks to help.

4) Usually the projects continued the types of activities the
NGOs woere engaged in alrcady, and they often provided funds for
projects alrcady undertaken, Most projects had been presented
as being “productive." However, only one incorporated the use
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of a revolving 1loan fund administered for the benefitting
community, and none involved loans from ASINDES to the NGO or
from the NGO to the benefitting groups. Perhaps as a
consequence, the flavor of social work remains high and
financial discipline secondary. For instance, in both field
activities visited by the evaluators the first year of
operations had resulted in disappointing results. In one case
the market for the textiles being produced failed to live up to
expectations, but the NGO continued to purchase the production
from the beneficiaries in order to keep them employed. Since
the NGO did not have to repay the support it got from ASINDES,
it was able to dc this. In the other case the market for the
agriculture product remained strong, but the weather was bad
during the third of the three growing seasons and production
fell below expectations. The beneficiary group did not press
farmers for repayment of the production credit advanced to them
although several hed let the rcpayments go in anticipation of
using the proceeds from the last growing season while using the
proceeds from the earlier crops for other expenses. Again, the
beneficiary group was not required to repay any of the support
it reccived from its sponsoring RGO nor the NGO to ASIKDZS so
there was no immediate financial pressure on them to see that
the farmers repaid.

5) The proposals did not place much stress on the effect the
grants would have on the NGOs themselves. Despite the time
spent by ASINDES' staff on analyzing the institutional needs of
the NGOs, apart from providing funas to the NGOs to hire people
and to pay on-going expenses during the periods of the grants,
it wusually is not clear how the grants are to lead to
strengthencd NGOs. In some cases NGOs did seem to modify their
attitudes towards the utility of "productive" projects; and in
some cascs the Project Seclection Committee (usually following
the suggestions of the analyst) did require the NGO to make
some changes in its administrative arrangements in order to
carry out the proposed activities; but these changes did not
seem to be aimed at a permanent change in the capability of the
NGO. Certainly, more remains to be done on this aspect of the

grants program.

6) Beth the staff of ASINDES and members of the Project
Selection Committee would like to see more attention paid to
the aspect of marketing.

7) The proposals and ASINDES' analyscs of them seldom presented
concrete projections of economic and socieal impact, analyses of
the cost-bencfit ratios of the proposed activities or evidence
that the activities would be financially end administratively
self-sustaining by the conclusion of the grant period.
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In view of these observations, it would seem important for
ASINDES to achieve greater clarity on what are its expectations
of "“productive" projects and for institutional improvements
with NGOs and to provide the analysts with additional guidance
on the standards Lo be applied and the way in which analyses
are to be conducted concerning the topics of probable impact,
cost-benefits and potential for self-sustaining operations by
the baneficiaries. The grants program should be coordinated
with a revitalized technical assistance program. (See subpart

D below.)

C. Utilization_of Funrds Under_the Mini-Grants Program

The purpose of the mini-grant fund is to enable ASINDES easily
to support any activity which would further the operation of
the program including work leading to the preparation of
projects for other funding sources. Mini--grants are made on
the approval of the Executive Director, the President of the
Board of Directors and the Resident Representative of PACT.
They arc not subject to analysis by the staff of ASINDES.
There arc no written standards or procedures governing themn.

As of the date of the evaluation, $3,800 of Grant funds had
been commitited to 16 mini-grants, and all but $932 had been
disbursed. (In the Grant Agrecement's Illustrative Budget,
$20,000 is shown in support of this aspect of the program.)

ASINDES uced $377 to cupport its own activities. The rest was
provided to NGOs, one of which got three totaling $1,215. Some
were used for staff training. ASINDES should be able to reach

the Project output goal of 20 mini-grants,

The fund has received some adversc comment. Scveral recipients
commented that they had been encouraged by ASINDES to apply for
these mini-qrants so that the “und would be utilized. There
was considcrable criticism of the largest mini-grant because it
was made to a U.S. NGO with substantial resources of its own.
The staff of ASINDES appecars to be skeptical of the fund's
utility and of the way in which it has Dbeen handled. It would
be better to have somc written standards to govern the use of
the fund if ASINDES continues to wuse this modality of
assistance.

D. schnical _ Assistance _and __Training_ Activitics_of

Te

ASINDEG

Under PACT's proposal and the Grant Agreement the provision of
technical asgistance to NGOs was to be an important part of the
program to bc  supported, The Crant  Agreement included
projected outputs of “five workshops and/or special events per
yecar, as part of a reqular tcechnical assistance program to
strengthen at least 100 cmployces of approximately 30 PVOs."
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Up to the time when the evaluation was conducted four events
(thrce seminars and a forum totaling 18 days) had been held
which were attended by 146 pcrsons associated with different
NGOs. (A list of the events, their dates and the number of NGO
attendees is given in Attachment 9.) The major topics covered
by the events were networking, .und raising, project
formulation and project supervision. ‘fnus it is likely that by
the cnd of the current period of - the Grant, ASINDES will not
have provided the projected numbcer of events, but it will have
involved more than the projectcd number of NGO employees in

them.

There has been no follow-up by ASINDES with the attendees of
these events to determine what impact they may have had.
However, it is doubtful that these cvents are having much
impact in “strengthening" the attendees. Aamong the persons
interviewed in the conduct of the evaluation, there seemed to
be a general conclusion that the events were either too gcneral
or simplified in their approach, and did not take into account
sufficiently the conditions faced by the NGOs operating in
Guatemala, The best received event was the last one-- the
forum on nectworking. The opportunity to exchange experiences
and ideas among themselves and to meet representatives of
potential funding organizations from outside Guatemala appears
to have been apprecisted by most of the NGO attendces although
there were some who were disappointed that the representatives
of thosc funding organizations did not come preparcd to agree
to funding arrangements while others objected to what they saw
as the domination of the forum by persons from outside
Guatcmala. There also was criticism from the GOG that its
representatives had not becn included.

More important than the number of technical assistance events
which have becen held is the question of the appropriateness of
the approach to providing tcchnical assistance which those
cvenlts express. The approach in PACT's proposal and in the
discussions which it had with ASINDES was that an inventory of
NGO training and technical assistance nceds would be conducted
to determine what subjects should be addressed by the technical
assistance program, and that that inventory would be
supplemented by  short, diagnostic studies of the needs of
individual NGOs (to be funded under the mini-grants program) to
determine  what  particular technical assistance would  be
appropriate for thom, The technical assistance and training
plan was to reflect the results of that preparatory work, and
was Lo consist of both: (i) events open to the general NGO
community or gqroupings of NGOs by type, size, location or
nature of program, and (ii) support tailored to Uthe nceds of
sndividual  NCOs.  However, the Grant budget included as an
appropriate Jine item only $20,000 for 10 workshops. Other
types of technical assistance would have tto be provided by the
budget categories supporting ASINDES' grant opcrations.
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In fact, the approach suggested by PACT has not been followed.
The inventory was not conducted, and the attempts to conduct
the diagnostic reviews of individual NGOs (one by using a
consultant and one by using the then Cocrdinator for Technical
Assistance) was met by resistance on the part of the HNGOs
themselves who apparently fcared that the results could be used
against them either in recsponse to their requests for financial
asistance or through the tarnishing of their reputations with
the general public. In addition, there appears to Dbe
considerable disagreement among persons associated with the
program as to the value of each of the major approaches.
Advocates of technical assistance targeted on individual NGOs
asserlt that the use of general cvents leads nowhere beccause
there is no follow-up assistance to NGOs in carrying out the
approaches discussed at the events. Advocates of the use of
general cvents assert that technical assistance geared to
individual NGOs is too costly and cngenders such resistance by
the NGOs as to be impraectical. Some members want ASINDES to
place more emphasis on providing scholarships for personnel of
the NGOs while others would have ASIRDES place emphasis on
having experts (whether employecs or consultants) available to
assist  NGOs at their request. The difficulties of the
techinical assistance program were further aggravated by the
fact that the position c¢f Cocrdinator of Technical .Assistance
was filled for less than six months, and that during even that
time the lack of rapport between the Exccutive Director and the
person in the position prevented his effective use and led to
the already burdened Project Analysts being used to conduct the

technical assistance activities.

A1l in all, the technical assistance aspect of the Grant
program has not gone well. Il requirces immediate attention. A
Coordinator for Technical Assistance with the appropriate
experience should Dbe recruited as soon as possible; the
Excculive Director and the Board should develop a policy on the
approach to technical assistance which should be followed so
that the Excculive Dircctor and the new Coordinator for
Technical Assistance can work out a plan to implement that
policy; technical assistance should be given a clcarer position
in the projecl's budget. Indeed, the Grant budget nceds to be
modificd to recognize and support an increascd emphasis on the
provision of technical assistance training to both ASINDES and
to thc NGOs.

PACT is conscious of the seriousness of the problem, It
proposcs that ASIHDES scck the assistance of INCAE's program
(financed by 1AF) to work with PVOs on identifying theix
technical assistance and training nceds and preparing programs
to mect them, and the Resident Representative proposcs to make
the provision of technical assistance the principal focus of
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any continued work of PACT with ASINDES beyond the current
Grant period. Those are appropriate responses. However, it
should be made clear to all that there is urgency in moving
forward on the problem since otherwise it 1is 1likely that the
Grant program will fail to achieve the purpose of its technical
assistance component.

E. Planning, Programming, Monitoring
and _FEvoluation hy ASINDES

ASINDES has not developed a medium or long term strategy nor
has it developed systems for programming its resources or for
monitoring and evaluating its activities. There are general
statements on monitoring and evaluation as described in
sub-part A. above; but they were produced largely by PACT, and
have not been given practical effect. No person in ASINDES
aside from the Executive Director is charged with
responsibility for preparing and carrying out these functions.
The Prcject hAnalysts are charged with following the
jmplementation of the grants program through the review of
reports recceived from and visits made to the KGO activitics
being assisted. However, they arxe not. fulfilling that
responsikility for the reasons discussed elsewhere in this
recoort.,
Planning and Programming

The attention of ASINDES during the first year and a half of
the projecct has been focused on getting the grants program
underway. Indced, that prograom has been treated almost as a
good in itself rather than as part of an overall institutional
strategy. The Resident Represcentative of PACT did encourage
the FEuccutive Director of ASIKDES to prepare at least a six
month workplan, However, the style of the then Executive
Director was to centralize information and decision-making in
himself, and the Bcard did not push him strongly to produce a
def:ailed workplan. Finally in mid-1987, the Executive Director
produced a workplan when a reprcsentative of PACT in New York
during a visit to ASINDES undertook to do one himself on
learning that none yet existed. The two workplans wecre
presented to the Board which adopted ncither,

The workplan prepared by PACT had the purposc of highlighting
{or the Board that the actions which were required to mecet the
demands of implementing the program were so many that there was
not time to accomplish them all; and, thus, that priorities
necded to be cestablished. Thalt has not been done, and
currently ASINDES and the project are operating without a

workplan. If the institutional strengthening purposes of the
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Grant arc to be achieved a major effort must be made on these
aspects of ASINDES operations, and that implies a change in
attitude on the part of ASINDES' Board towerd their importance.

Monitoring_and Evalualion

ASINDES has in place reporting formats which seem adequat~ to
follow the implementation of the grants program. What it lacks
is a system for periodic field visits and the dedication of
resources Lo carry out such a system. It has nolt undcrtaken
any real preparation for the conduct of evaluations either of
its own institutional progress or of the impact of its
activities. The evaluation provisions of the agreements with
NGOs under the grants program scem to be pro_ _forma rather than
through and planncad. In part this reflects the lack of an
institutional strategy for ASINDES and a plan to carry il out;
and in part it reflccts a lack of agreement that cvaluation is,
in fact, of great idmportance given the other demands on
ASTRDES' time and the relatively small-scale, straightiorward
nature of the activities which the program supportis, Of
course, there also is the facior that ASINDES lacks expoerience
in the dale collection and interpretive techniques which are
the heart of an cvaluation program,

The magnitude of the effort required to develop and implemont
systems for planning, programming, monitoring and evaluation is
beyond the capacity of the current staff of ASIHNDES, and the
amount of technical assistance which 1is called for probably
will require more time than can be made available by the
current IResident Representative of PACT given his  other
duties. Thus, ASINDES should consider creating a position on
its staff whose dutiecs are limited to performing or ovecrseeing
the performance of these functions, and PACT should consider
providing the services of an additional experienced advisor
over the next year to agssist that new position. The person
providing the =assistance necd nol be resident in Gualcwala
full-time; but he should be able to come to Guatcmala
frequently, and spcend the time necessary to rcact to the local
developments and to adjust his advice to them. le should not
be just a short-term technical advisor without involvement in

implementation.

F. ersonncl Arranqgemonts of ASTINDES

The performance by ASINDES in meeting the staffing requirements
of the project has been only fair. All the current personnel
except the kExecutive Director were recruited atter the signing

of the Grant Agrcement, and some arce quite well preparcd., l'or
instance, one of the Project Analysts is an  agronomist and

unjiversity teacher irn agriculture technology and conmunications
with experience working for a privakte consulting firm. On the
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other hand, ASINDES has not yet identified and hired persons t9
fill two of the three new positions called for in the
proposal-- namely, the Projcct Coordinator to work under the
Exccutive Director and a Fund Manager with training in
economics. Furthermore, the person hired to be the Coordinator
of the Technical Assistance program resigned because he thought
his skills were not being well used and that he had been given
insufficient authority to perform his duties; and one of the
persons earlier hired to be a Project Analyst turned out not to
be adequate for the position and was replaced.

Finally, after two years in the position, the Executive
Director resigned in November 1987 as the Board of Directors
became dissetisfied with what they saw as his failure to keep
them well informed and to follow their directions and what he
saw as a failure of the Board to give him appropriate support.
At the time of the evaluation, the Board of Directors was just
beginning a scarch for a new Executive Director. Until a new
Executive Director is selected and in the position, the
President, the Secretary, and the Treasurer of the Board will
attemplt to provide cupervigion to the work of the staff. They
will rely on the Resident Advisor of PACT to act as an informal
Executive Director.

ASINDES' support of its staff also has not met expectations.
Morale does not appear to be good, and the productivity of the

staff currently is low. In part, this is the result of the
turmoil resulting from the departures of the Coordinator of
Technical Assistance and of the Executive Director. In part,
it is the result of the conflicts which arose between the
former Executive Director and at least two key staff memberg,
and of the deqgree to which other activities of the Executive
Director limited his availability to the staff on a day-to-day
basis and of his approach to the utilization of staff which
emphasized direct, vertical relationships of all staff members
to the Executive Director and deemphasized any horizontal, team
relationships among the staff members. In part, it 1is the
result of limits on the support of the staff's activities
arising from ASINDES' having only one vehicle for official
travel and not having a reliable policy on compensation for
travel expenses. In part, it 1is the result of a salary
structure which 1is 1relatively 1low ‘for the professional and
technical skills which are called for in several of the
positions, and the basis of whose internal relationships are

not clecar.

The Executive Director's annual salary was the equivalent of
$7,800; the current Project Analysts® annual salarics are the
cquivalent of $6,240 and $%5,200; the bilingual, administrative
secrctary's annual salary is the equivalent of $2,340 (the same
as that of the other secrectary); and the accountant's annual
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salary is the equivalent of $1,560 (the same as that of the
driver). These levels are somewhat below those the GOG now
pays for professional services and very much below those paid
by the commercial, private sector. However, they probably are
higher than the salaries paid by most of the NGOs who are
members of ASTNDES; and this has mad» it difficult for the
Board of ASINDES to agree to substantially higher 1levels even
when the costs of such increased. salaries could be met by the
Grant which includes $74,140 for ASINDES®' personnel costs for
the two-year period. In recruiting a replacement for the
former Execulive Director, the Board has recognized that an
increase in the salary 1level to be paid will probably be
necessary to obtain a person with the desired qualifications.
However, although it has been discussed and some efforts
undertaken, 1t 1is not c¢lear whether or when a systematic
revision of the salaries of ASINDES' staff will be conducted by
the Board. This indecision may reflect ambivalence as to how
technically prepared ASINDES' staff members need to be, and on
what level of activity it is reasonable to expect ASINDES to

achieve and maintain.

More attention needs to bhe paid to ASINDES' performance 1in
recruiting and managing the staff necessary to achieve the
purposes of the project. Recruitment of a new Executive
Director and Coordinator of Technical Assistance 1is urgent.
Another anslyst is needed as is soneone Lo assist the Executive
Director in raising funds and providing supervision Lo the
conduct of the program., (A comparison of the current staffing
of ASINDES with the recommended staffing is given in Attachment
10.) It would be wise to review the requirements for all
existing positions in ASINDES and the qualifications of the
persons holding those positions to be sure that they are well
matched., Adjustments of the salary schedule will be necessary
to attract persons with professional and technical preparation
to those positions. Projections of operating expense needs
over the long term should take this need into account. The new
Executive Dircctor should place priority on developing with the
staff his approach Lo personnel supervision and motivation, and
should present the Board with his proposal for carrying forward
that approach. PACT should give priority to assisting the
Executive Director in that effort. The Grant budget should be
modified to provide more support for the training of ASINDES'
staff-- an aspect of the original proposal which was not
adequately supported in the original budget.

G. Administrative Arranqements of ASINDES

The strengthening of ASINDES was to include improvements in its
administrative and fiscal procedurcs, To carry forward this
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aspect of the program, during the last quarter of CY 1986 PACT
prepared manuals for an accounting system and for
administration procedures. The accounting manual was adapted
and completed by local consultants during the first quarter of
CY 1987, and control and report formats were developed and an
internu)l communications and tracking system was proposed during
the secend quarter of the year. These manuals are of
assistance to ASINDES, but much remains to be done.

There are no formal delegations of responsibility or
descriptions of position duties. There has been no organized
training of staff in’ the use of the manuals or gathering of
suggestions from them on introducing further improvements. The
files are kept on a decentralized basis, and obtaining
information from them is difficult and sometimes impossible.
(However, it should be noted that the evaluation took place
shortly after ASINDES had moved its offices from one building
to another, and thus the disorder of the files in part was the
result of that situation.) Perhaps more important, the
previous Executive Director did not seem to place importance on
the establishment and observance of standardized proceduras,
and did not set an example for the staff in using them; and the
personnel problems discussed in sub-part F. above did more harm

than the manuals did good.

The various shortcomings of the current. accounting system of
ASINDES are discussed in Attachment 4. They appear to be
correctable without extraordinary effort, but will require that
the new Executive Director place importance on doing so and is
able to convince the Board to give up such controls as the need
to sign all checks before they are 1issued. More important
failings are the lack of a valid operations and program budget,
the unavailability of timely information on the utilization of
resources, and ASINDES' lack of a capacity to perform financial
analyses of its own operations and those of the NGOs which it
is assisting. The 1lack of this capability impedes ASINDES®
financial planning and the preparation of its budget;
contributes to the difficulty faced by the Project Analysts in
evaluating the capacity of NGOs seeking financial assistance;
and will limit the efforts which ASINDES may mount to evaluate
the impact of the grants program on the participating NGOs and
the beneficiary groups. To perform those functions ASINDES
will need to add a more experienced financial person to its
staff-- one capable of performing financial analysis as well as
guiding the current bookkecping operation.

No audit has been conducted of ASINDES' financial management.
Given the amount of funds which ASINDES has handled and the
time that has elapsed since the Grant was made, an external
audit is called for. ASINDES could contract for audit services

both of itseclf and of its grantces.
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H. ASINDES' Financial Prospects

ASINDES' revenues for 1986 were the equivalent of $44,018 of
which $3,580 came from the dues of ASINDES' members and the
rest from abroad-- $11,822 from the PACT/A.I.D. Grant and
$28,616 from a grant from IAF. $22,620 (51%) of the budget was
for salaries and personnel scrvices, §7,962 (18%) for technical
assistance and the balance of $13,647 (31%) for operating
expenses. The grants program had not utilized any funds.

The budget was balanced.

.~ As previously mentioned, at the time of the evaluation ASINDES
had no comprchensive documentation for its 1987 opecrations and
program budgets nor an approved budget for 1988. The
evaluators prepared an estimate of the 1987 budget. It is
given in Attachment 12. It shows that the income level had
grown to the equivalent of $357,115 (over eight times larger
than in 1986) and thot the main source of funds for ASINDES had
shifted to the PACT Grant (93%) and the commissions on approved
grants generated with funds from the PACT Grant (6%) (The
grants programs utilized $243,598 (73%), the technical
assistance program $20,304 (6%0), salaries $32,177 (10%) with
the balance for operatling expenses and minor purchaseas

amounting to $39,914 (11%).

The prospects for 1988 are unclear, There should Dbe
approximately $2,400 from members' dues and $80,000 in direct
support available from the PACT Grant during the first half of
the vyear. In addition, ASINDES should earn approximately
$20,200 in commissions from the funds remaining in the grants
program and $48,000 in commissions on the use of counterpart
funds from the GOG if it can generate and process the NGO
projects necessary to utilize the full $800,000, That would
~give a total of some $150,600. A straight line projecction of
ASINDES' 1987 operating expenses would be $72,000 whicit would
be well within that amount. However, by filling the positions
vacant at the time of the evaluation, adding the three
positions recommended in this report, raising salaries of the
defined positions and increasing the administrative and
logistic support recquired by the expanded program onc arrives
at a total 1988 opcrations expense on the order of $194,000.

The illustrative, estimated expense budget for 1988 prepared by
the evaluations is given in Attachment 13. In addition, there
is a nced to make capital purchases of some $34,000.

The projected deficit of between $43,400 and $77,000 would have
to be covercd by some combination of increcascd donations from
PACT or others, an increcasce in the percentage charged as
commission, and a still further increase in the volume of
grants made to NGOs with additional countecrpart funds from the
GOG. (The feasibility of the last possibilily was discussed in
sub-part B, above.) - .
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Even if ASINDES is able to meet its operating expenses through
a combination of direct PACT support and income from
commissions on GOG grant funds, it will face the problem of
having become totally dependent on A.I.D. and the GOG using
A.I.D.~-related funds. ASINDES and PACT agree that this is
undesirable, and that ASINDES should seek other sources of
income for both its programs and its own operating expenses.
The current Grant program is supposed to assist ASINDES to do
that. Unfortunately, next to no progress has been made on this
aspect of the program. There has been discussion of a possible
trip to Europe by some members of the Board to seek financing
(and at the same time to counter some of the adverse comments
made to Europecan funding sources concerning ASINDES'
involvement with the GOG and A.I.D.). Hcwever, no concrete
plans have been made for this trip nor have funds been
identified to pay for it; and, more important, no strategy to
be followed in the presentations to be made on such a trip has
been adopted. It would seem to be necessary that the Board
first clarify what is to be ASINDES' mid- and long-term
strategy end Dbe able to explain what efforts it is, and will
be, making to raise funds f{rom Guatemalan sources other than
the GOG. PACT should be able to help ASINDES do so through at
Jeast short-term consultancies financed under the Grant.

PACT has provided ASINDES with references to some 250 funding
sources; and, ASINDES did make formal contacts with several
such international sources during the 1987 Forum on
Networking. However, the task of fund raising is not likely to
be completed, or even substantially started, by one visit to
several extra-national funding sources. It is an on-going
effort which will require continuous attention-- certainly more
attention than can be supplied by a member or members of the
Board of Directors. The responsibility for the effort should
be with the Executive Director or another person of stature
within the organization. In the casc of ASINRDES it may not be
possible to have a position devoted exclusively to this task;
and, of course, some of the work can be done by contractors and
advisors; but in deciding on the management structure of
ASINDES, this function must be included as a substantial,

continuing task .

I. hssistance from PACT

PACT has a dual role under this project. One 1is the
traditional one of providing advice and assistance to ASINDES
and its programs. The other is to supervise the use of the
funds provided to PACT under the Specific Support Grant and to
be responsible to A.I.D. for the conduct of the program being
supported by those funds. The latter role arose from the
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particular circumstances of this project-- the relative
weakness of ASINDES as an institution, the desire of
USAID/Guatemala to minimize itg own supervisory burden and the
acknowledged expertise of PACT 1in working with consortia of
NGOs. As a result of these factors, ASINDES was not offered a
choice of institutions to assist 1it; but rather it was
presented with a package of support which included PACT and
PACT's approach. (This was particularly annoying to ASINDES
because it was not convinced that it needed the assistance. 1t
pointed out that previous financial assistance from IAF had
been handled without such help.) As a result, the situation
gave ammunition to those within the RGO membership of ASINDES
who were against association with A.I.D. to argue that A.I.D.
was imposing PACT on ASINDES; and it gave those within ASINDES
who might resist PACT's advice the opportunity more easily to
stir up suspicion and ‘rescntment of PACT. (For instance, the
fact that PACT's original survey of the capability of NGOs and
NGO consortia in Cuatemala was so critical of ASIRDES and that
PACT was seeking to obtain its own legal personality in
Guatcmala were cited as proof that PACT wanted to destroy
ASINDES and take over the A.I.D. funds for its own direct use.)
Furthermore, the May 1986 agreement between ASINDES and PACT
did not make clear who was Lo control the use of the funds and
there wss no written agreement Dbetwcen ASINDES AND A.I.D. to
clarify that and other aspects of PACT'S role).

Thus PACT undertook its responsibilities under adverse
circumstances. When the Resident Advisor arrived in Guatemala
in July of 1986 he found, in addition to ASINDES' being in a
state of internal crises because of tension between the Board
and thce Exccutive Director and among the membership over the
Board's decision to accept the A.I1.D. assistance, that the
members of the Board had not studied the Grant Agrecement; and
that they did not really understand the nature and purpose of
the project. The Board expected to be able to provide grant
funds Lo the membership in an expeditious and un-programmed
~way, and resented the large amount of Grant resources used to

finance the activities of PACT. Furthermore, it did not expect
to have to carry out serious institutional changes in ASINDES.
Thus the first Lask of PACT's Resident Advisor was (o inform
the DBoard and the statf of ASINDES of what the project
consisted and to convince them of the utility to ASINDES of the
full program while at the same time trying to introduce the
institutional chanqges (c.g., additional personncl, nes?
procecdures) necessary to carry that program forward. This task
was further complicated by the failure of the kesident
Represcntative and the then Excculive Dircctor of ASINDES Lo
maintain a smooth working relationship and by the tensions
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(described elsewherc in this rcport) that existed between the
Executive Director and some members of ASINDES' staff. This
tension contributed to the low productivity of the staff which
in turn placed pressure on the Resident Representative to
become morc decply involved in actual operations to reinforce
the work of the staff which in turn troubled the Executive

Director.

PACT's cfforts proceeded through fairly constant rough water
and challcnges. The withdrawal from ASINDES of the members
" most critical of its association with A.I.D. and the clection
and installation of the new Board (only two of whose members
were holdovers from the previous Board) offered the opportunity
for a "new beginning" while it required that a new sct of
persons bo educated concerning the scope and purpose of the
project. This was followed in a few months by the need to deal
with A.I.u.'s decision not to plan for the use of additional
dollar funds for the grants program after the completion of the
current Grosnt, but rather to encourage ASINDES to seeck funds
for that program from the CGOG and with the GOG's resistance to
providing such funds to ASINDES.

By liay of 1987 the situation had recached an unusually high
level of tension with the kxecutive Director and some members
of the Board secking to have PACT removed from the project or
at least to establish direct relations between ASINDES and
USAID/Guatemala. The Mission's decision not to accept such a
direct reclationship and PACT's decision to be somewhat less
assertive in seecking to achieve modifications to ASINDES'
operations led to some relaxation of the tension. However, it
was nolt until a couple ot key staff members had left ASINDES
and the Board and the Exccutive Dircctor had come to the
fundamental disagrccment causing the latter to resign that the
Board came to see the utility of PACT's assistance and, in
particular, of the Resident Advisor. However, there is still
some fear by ASINDES' members that PACT will try to dominate

ASINDES.

Looking back at what happened during the first year and a half
of the project, it is easy to conclude that more progress would
have been made had there becn a better understanding between
PACT and ASTHDES and better working rclationships between their
respective personnel. One could say that USAID/Guatemala
should have madz qgreater efforts from the very beginning to be
sure that ASINDES, and especially its Board, knew what were the
components of the project and what was expected of ASINDES; and
that PACT should have spent more time on cultivating 1its
relationship with the members of the Board and bcen more
relaxed in its demands for change and progress under the
project. Mowever, that would bc hindsight; and it would ignore
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" that both A.I.D.'s and ASINDES' desire to utilize the funds
promptly was considerable. Certainly, a substantial majority
of the persons with which the evaluators spoke were positive in
their comments on the actions of PACT and especially of the
Resident Representative. Indeeed, many were quite effusive in
their praise of him. Even those who commented that perhaps he
had pushed too hard recognized that the circumstances were

difficult.

By the time of the evaluation, most members of the Board had
come to recognize the value of PACT's assistance, and wanted it
to be continued beyond the current termination date of the
- Grant; but several stated that they would want to reconsider
what should be the terms of the relationship between PACT and
MhSINDLES. In order to avoid a replay of some variant of the
experience of the last year and a half, it would be advisable
for USAID/Guatemala to participate in the discussions which
PACT and ASINDES have concerning the terms of their future
relationships. Consideration should be given to including
representative of the MOF in that discussion as well.

While there appears now to be a universal acceptance of the
worth of PACT's Resident Advisor to the project, there were
somz doubits expressed concerning the utility of the visits from
PACT personnel in New York. These visits occurred monthly from
July of 1986 through February of 1987 and then again in May,
June, August and Octoler 1987. One visit was made by the
Executive Directer of PACT and another by the member of PACT's
management who had been ia charge of preparing the original
proposal. The rest of the visits were Dby two PACT staff
persons (one an employce and the other a consultant) concerned
with technical aspects of the program. There was recognition
. that PACT had both the right and the duty to provide home

office supervision to its activities, but there was comnent
that the other visits might be too short to be useful and too
frequent to be cost effective. In planning for the reminder of
the Grant period, PACT should take into account the need for
ASINDES to understand the purpose of each visit proposed, and
should offer ASINDES a way of providing feedback on the
perceived results of each such visit.

The use of the Grant by PACT through 1987 is given in
Attachment 14. T+ indicates that $239,050 recmain unobligated
and that an additional $170,369 of grant funds are obligated
but remain available for use under the grants program through

June 30, 1988.
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Vv OTHER ISSUES FACING ASINDES AND THE PROJECT

In discussing the progress achieved by ASINDES on the program
being supported by the Grant, several problems have been
identified. In addition, there arc some issues facing ASINDES
whose resolution could have significant influence on whether or
not the purposes of the Grant are achieved. This part presents

a short discussion of those issues.

h. .ASINDES' Purpose and Long Range Plan

From its founding, ASINDES has had several purposes: to be a
spokesman for NGOs with the GOG and the community-at-large; to
inform the community-at-large of the programs and needs of the
NGOs; to provide scrvices and support to RGOs; and to assist
NGOs in obtaining financial and other types of support for
their programs. Although certainly not imcompatible, these
purposcs are broad and diverse enough that their accomplishment
would put a strain on even an established and experienced
organization. Inevitably, ASINDES has had to find some mix of
emphasis on these purposes which meets the approval of its
membership, and this has been ceven more difficult given the
divergity in the nature and needs of the membership. Despite
some progress towards achieving a consensus (which has been
accompanied by negative events such as the resignation of some
members), ASINDES still does not appear to have a strong sense
of the priorities among its purposes oOr agreement on 1its
long-term, institutional strategy. Rather it seems that most
of ASINDES, attention and energy has become focused on the
implementation of the Grant which has become the overshelming
source of its resources. This situation causes some toO make-
the same warning as that reported above in the discussion of
the 1984 PACT-sponsored discussion of consortia of NGOs--
namely, that too great a reliance on outside funding sources
before a consortia has achieved unity of purpose may present
more of a problem than assistance to the development of the

consortia.

Is ASINDES doing a good Jjob or representing its members'
interests with the GOG? There seens to be a wide variety of
views on that question. Some members are so suspicious of the
GOG that they fear to have ASINDES seek any rclationship with
it other that to present written position papers. Others fault
ASINDES for not doing more to get both guidance from the GOG on
the development policy which it supports and support from the
political 1level of the GOG for resolving practical problems
with the administrative level of the GOG which are facced by the
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NGOs in carrying out their activities. Financial
considerations seem to be drawing ASINDES closer to the GOG;
but the process is far from smooth (for instance, the nature of
the Exccutive Director's relationships with the GOG was one of
the factors contributing to the tension which arose between him
and the Board); end the outcome not at all certain,

Does ASINDES represent its members or the whole NGO community?
In thcory, ASINDES represcnts the interests of the whoie NGO
community and seceks to have as many members from that community
as possible. However, ASINDES has only 26 members and no
program actively secking new members. (1t is estimated that
there arc approximately 400 NGOs operating in Guatemala of
which some 40 have development activities as part of their
programs.) ASINDES' financial assistance to NGO activities has
been limited almost exclusively to its members. ts cfforts to
publicize and explain its work are limited to personal visits
by the Exccutive Director to persons of influence and to the
recently undertaken publishing of a periodic bulletin of news
about ASILDES which is distributed by hand to 130 offices and
organizations.

Some advise ASINDES to put its attention on improving 1its
performance with the actual membership and to admit as new
members only organizations who take the inititative to apply.
They fear that more members mean more dgiversity and more
problems in reaching agrcements. Others urge ASINDES to

promote itself actively among the NKGOs to get more members Lo
become a true "“industry spokesman®. They. argue that a larger

organization would be a more attractive one for a diversity of
funding sources, and would bec in less danger of domination by
its funding sources. Some cven think that an expansion of
memberships and an increase of the now nominal dues paid by the
members could meke a significant contribution to ASINDES'

financial stability.

Should ASINDES scek to be a source of technical and financial
assistance for its members and the RGO community at large?
Almost cveryone answers that questions affirmatively, and the
Grant sccks to help ASINDES do just that. However, there arc
differences of opinion on the kind of assistance that the
ASINDES should offer and the degree of attention it should
place on this aspect of its purpose, and even some cxpressions
of fecar that through such assistance ASINDES could seeck Lo
dominate and distort the purposes and programs of the NGOs in
order to serve its own purposcs and thosc of its main sources
of funding - namely, A.I.D. and the GOG. The differing
opinions undoubtedly reflect the diffcering needs of the various
NGOs with thosc having few if any connections with cexternal
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sources placing greater emphasis on ASINDES as a
channel for obtaining financial resources and with the larger
NGOs (and especially those major ones who are not currently
members  of  ASINDES) doubting that ASINDES would have much
technical or administrative cxzpertise to offer in any event.

funding

On balance, there seems to be a strong majority view in favor
of ASINDES secking to provide technical advice and, perhaps,
having on its staff or available to it persons with expertise
in matters of interest to most NGOs (e.g., marketing of
agriculture products, analysis of project ideas, use of
appropriate technology); and a cautious respectivity to ASINDES
being a source of advice on administrative matters. Views on
ASIKDES as a source of financial support are more mixed.
Obviously mest woulAd like to receive financial support, but it
:e hard Lo conclude that there is general agrecment that
financial support from ASINDES 1s important becauce it will
offer the oppertunity to improve the nature and operation of
NGO progroms or that an exclusive or predominant focus by
ASTRDES on supporting "productive" projoects is appropriate.

Unless greater clarity is achieved by ASIEDES on the expression
of the vrioritics to be given to its secveral purposes and @
long--term strategy develeped to carry forwerd those priorities,
it is unlikely that the current work in strengthening ASINDES
as an institution will be well-focused or have lasting cffect.
Thus, while rccognizing that ambiguity of purpose may be
preferable to dissolution of an organization, one woyld be
hard-pressed not to conclude that SINDES (with PACT
assistance) should seck to develop a long-term strategy of
institutional purposc as part of its effort to improve itself
as an institution.

0le_of the Boxrd_of Directors

B.

The Board of Direclors of ASINDES has a more important and
difficult role to perform than would be the case of a Board of
an organization which was mature, highly focused in its
purposcs or worhking under the tutelage of a mother organization
from abroad or the guidance of a dominant personality. In
contrast, this Board has to reconcile the political conflicts
of its membership while alto encouraging the development and
supervising the operation of an organization. Furthermore,
cach member of the Board is the chief operating officer of hig
NGO in Guatemala, and thus busy with his own organization's
probloms and subjeclt to the pressures of his own organization'
expectotions of ASINDIS.
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The performance by the Boards of ASINDES has been mixed. They
have preserved the cxistence of the organization in the face of
serious disputes among the membership and of a series of
administrative crises, and they have guided the evolution of
ASINDES toward the utilization of assistance from A.I.D. and
the GOG despite the cmotional adjustments that were necessary
to do so. However, the Boards have vacilated a good deal 1in
their approach to the supervision of ASINDES' operations—-- from
micro-managing tc near complete reliance on the Executive
Director. Furthermore, they have not provided as much
definition of purpose and strategic guidance for ASINDES as is
required.

If the purposes of the Grant are to be achieved there will need
to be both more focused and better involvement of the Board to
assure that decisions concerning the program are taken in a
timely way and that the resources available through PACT are
being utilized as well as possible. The Board also will have
to take the lead in addressing the issues of the 1level of
salaries to be paid to ASIRDES' stafl and to assure that the
number and type of personnel nceded by ASINDES are obtained and
that there is a system for supplying the DBoard with timely
information concerning the operation of the steff and LULhe
program so lhat it does not rely only on verbal reports to it
from the hxecutive Director or have to insert itself into
actual operations through pre-action approvals to maintain its
control.

That the Board has no members from scgments of society other
than NGOs is an impediment to its performing its tasks well.
However, it probably would be unrealistic to attempt to modify
the statultes of ASINDES to change that situation. Instead, the
Board might consider creating an Advisory Council or an
informal roster of "fricnds" who have administrative and other
relevant cxperience in organizations other than NGOs so that it
could take advantage of their perspectives and, perhaps, cnlist
their time and advice in idmproving ASINDES' operations and
proposals. (The Board might at first turn for such assistance
to the thosc members of the Project Sclection Committece who
have expressed an interest in being of further assistance.
whether or not the Board scehks to supplement its own cxpertise
in this manner, it should take advantage of any training and
technical ausistance which PACT may be able to offer to it.
Indced, it would be wise to 1include such training as an
integral part of the futurce implementation plan for the Grant,

Given the idwmportance of the Board to the accomplishment of the
purposes of the Grant, il would scem to be advisable for both
PACT and USAID/Guatemala to have more contact with it. This
contact nced nolt undermine the role of the Executive Director
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nor, in the case of the Mission, need it imply discussions of
operationtal details., As with other projects of A.I.D.,
periodic, joint reviews with the local implementing agency (in
this case ASINDES) can serve both to underline the importance
of the project and to assure that the implementation reporting
serves a purpose. In the case of this project it also would
enable the Mission both to demonstrate its continued reliance
on PACT as an advisor and intermediary and to assure ASINDES of
A.I.D.'s interest in it as an organization.

C. Relationship with the USG

The USG in general, and A.I.D. in particular, are not receiving
the reccognition that normally is given to them from the use of
A.I.D. funds. The beneficiaries with whom the evaluators spoke
had no idea of the source of the funds provided to them, and
many of the personnel of the NGOs themselves did not know that
A.I.D. was the source of the funds which came from PACT. There
were no signs or any evidence of publicity acknowledging the

role of A.I.D.

This situation may be desirable. As discussced previously, some
members of ASINDES have been suspicious of the motives of
A.1.D., or, even if not suspicious themselves, concerned that
others including funding sources would be troubled by ASIKDES
and its members receiving so much assistance from the USG. The
issue probably has become somewhat less acute as ASINDES and
its members have become accustomed to the use of A.I.D. dollar
and A.I.D./GOG counterpart resources. However, the issue 1is
not dead. On the other hand, since those most likely to object
to the involvement with the U.S.G. have left ASINDES and since
much of the fear of USG programs probably arises from
inaccurate perceptions held by persons who have not had
conncection with them, increasing the general awareness of
A.I.D.'s role would not necessarily exacerbate the issue. This
Grant program would appear to offer a good opportunity to
demonstrate to skeptics that the USG 1is interested in
development and willing to support private efforts not related
to the commercial interest of its own citizens. The
opportunity is not being testcd, much less realized.

D. USAID Relations with NGOs Apart from ASINDES

USAID/Guatemala maintains direct funding relationships with
NGOs apart from the program with ASINDES., These relationships
are with both the traditional U.S. PVOs (c¢.g., CARE and CRS)
and with Guatcmalan NGOs (e.qg., MORR). Other NGOs would like
to have direct funding relationships with the Mission as well.
However, while the Mission would 1like to increase its
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activities with NGOs in Guatemala, it also is seeking to reduce
the demands on the time of 1its own staff in response to
guidance from and cuts in its own Dbudget imposed by
A.I.Db./Washington. Thus, the Mission would prefer to use an
intermediary or intermediaries to the maximum extent possible
to perform the analytical and supervisory work which otherwise
would fall on its staff as a result of increased activitices
with NGOs. The Mission's interest in strengthening ASINDES'
capacilty in part is based on its sceing ASINDES as being an
intermediary. However, it has not adopted a policy of refering
all reguests for funding from NGOs to ASINDES nor standards for
deciding which requests it will accept for direct funding and

which it will not.

This situation may be detrimental to ASINDES in a couple of
ways. First, as long as the Mission will accept requests for
assistance directly from NGOs there will be less reason for
those NGOs to join ASINDES. This will be particularly true of
the larger NGOs who may see little advantage to themselves in
belonging to ASINDES in any event, and think that their very
size and importance give them a better chance of forging or
maintaining a direct relationship with the Mission. Second, by
continuing to permit the larger NGO programs to obtain
assistance directly from it, the Mission may encourage the
retention of the current maximum amount of funding for a
project under the Grant when the capacity of ASINDES to utilize
the GOG counterpart funds will be strained unless the maximum
is raised substantially.

The argument against forcing all funding by the Mission for
NGOs to be processed and managed through ASINDES are several.
First, important NGOs would resist 1it. Second, strictly
applicd, the policy could limit the flexibility of the kission
to support activities which might be inappropriate for
ASINDES, Third, in the necar term, ASINDES probab. - would not
be able to handle the analytical and supervisory requirements
of largye NGO activitics. Lastly, it probably is more costly
for the Mission to finmance a further ecxpansion and improvement
in the institutional capability of ASINDES than to conlract
itself for the services of persons able to process and
supervise the NGO activitices. However, in assessing  the
validity of this last argument it should be pointed out that
ASINDES could contract personnel in the short-run with A.I.D.
funds to mecet the demands, and probably could do so at less
cost than could the Mission. lurthermore, over the longer run,
a successful effort would result in an institution able to
finance its own analytical and supervisory cfforts.

The concerns which nced to be considered by the Mission in
deciding what policy to follow on this question are broader
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than those involved in the project, and are beyond the scope of
this evaluation. However, in reaching a. decision the Mission
must be careful to take into account the 1level of capability

which ASINDES may have reached.

VI SUMMARY OF MAJOR RECOMMENDATIONS

The following arc the major recommendations of the evaluators.
A time-phrased list of actions to carry out these
recommendations during the remainder of 1988 1is given in

Attachment 15.

A, For ASINDES

1. The Board of Directors should formulate a statemont of
mid-term (five-yecar period) goals for ASINDES which indicates
the relative priorities to be attached to the various purposes
of the organization. That statement might be submitted to the
General Assembly for approval.

2. Once the statement of prioritized goals has  been
cstablished, the Board should preparc a plan for reaching those
goals which includes the major steps to be taken and which
takes 1into account the revenues expected, and staffing and
support requirements for carrying out the plan. The Boarxd
should consider using both the staff of ASINDES and contracted
persons (such as members of the Project Selection Committee) to
assist in this effort,. PACT's experience with consortia and
its contacts with external experts should be utilized.

3. The bBoard should take immediate steps to recruit a
qualified person to fill the positions of IExecutive Dircctor
and of the Coordinator for Technical Assistance. It also
promptly should consider establishing a position to assist the
Executive Director in meeting his responsibilities which are
now Loo broad and demanding to be met effectively by one
person, Since particular attention needs to be paid to
improving ASINDES' planning, programming, monitoring and
evaluation capabilities, such a new position might be focused
on those functions,

4. The Executive Dbirector should give priority attent: on to
determining the staff neceds for meeting an expanded grants and
technical assistance program. The determination should take
into account the possibilily of wusing contract services £Lor
specialized skillg necessary and for mceting peak workloads in
the review of proposals.
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5. ASINDES should commission an outside study of the
requirements of all its positions, of the:salaries which are
necessary to compensate persons having the requisite
qualifications, and of the qualifications of the current
occupants of those positions. The Executive Director and the
Board should take prompt action to carry out the
recommendations of the study. PACT could be used as an advisor.

6. The Executive Director should give priority attention to
steps to improve the morale of the staff. He should consider
fostering a team approach to reviews and the discussions of
problems, the preparation and issuance of statements of
responsibility and authority for each position and the adoption
of reliable gquidance on reimbursement for travel and other
business cxpenses incurred by employees.

7. The Board should adopt a plan for the supervision of the
work of the staff of ASINDES which does not involve itsg own
members in operations or require their pre-approval of ordinary
administrative actions. It should request PACT to assist it in
devising the reporting formats and data collection techniques
to carry out such a system.

8. The ELxeccutive Director, utilizing assistance ‘from PACT,
should prepare further guidance for the Project 2Analysts for .
their work in analyzing the project proposals. That guidance
should include standards for determining whether a proposal is
to be considered as one for a “"productive" project, for
concluding that a proposal is economically desireable, and that
the activity is 1likely to be self-sustaining. The guidance
should clarify the extent to which the Project Analysts are to
give preference to "productive" projects and the meaning of the
requirement that projects should strengthen the operations of
the sponsoring NGOs.

9. The Executive Director should emphasize to the staff, and
demonstrate through his own actions, the importance of

following standard procedures.

10. The Executive Director should give priority to improving
the accounting and financial analysis capability of the staff.
He should assure that budget proposals are presented to the
Board in a timely way, and that both he and the Board receive
periodic and current statements of the status of ASINDES'
financial affairs. He should consider recruiting a qualified

finoncial analyst to work on the review of proposals under the
grants program and on the neceds and trends of ASINDES' own

financial situation,

11, An external audit should be conducted of ASINDES'
operations from the beginning of the Grant and at least
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annually thereafter. ASINDES should contract for the services
of an external auditor to review the utilization of funds under

the grants program.

12, The Executive Director should supply the members of the
Project Selection Committee with copies of the periodic reports
on the implementation of projects which it approved and seek to
include the members in field visits to those activities.

13. The Board should consider ways in which ASINDES might use
further the expertise and good will of the members of the
Project Selcction Committee. Possibilities include serving on
special commissions to analyze problems, participation in
planning for fund raising and conducting evaluations.

14. ASINDES should not undertake a major fund raising effort
with new potential donors before it completes the analytical
steps mentioned in 1. and 2. above or before it prepares a
strateoy for such fund raising Dboth within and outside
However, preparaltion for the effort should begin as

Gualtemala.
soon as possible. Responsibility for fund raising should be
vested in a senior staff member of ASINDES. PACT's experience

should be utilized in preparing the strategy.

15, ASINDES should conduct an internal review of the
accomplishments of the mini-grants program. If ASINDES decides
to retain the mini-grants program it should issue standards to
govern its use which will be known both to the staff and to

interested NGOs.

16. ASINDES should give greater importance to the use of
revolving funds in the grants program in order to reinforce the
financial discipline of those projects. It should move toward
having beneficiary groups receive assistance on a loan rather
than a ‘grant basis in most "productive" projeccts, and should
seriously consider requiring the NGOs themselves to repay to
ASINDES at least a portion of the funds channeled through them

for productive projects.

17. ASINDES should consider the creation of a training fund to
support NGO activities which are not *“productive" within the
standards developed to guide the grants program so that it can
supplement that latter program as it evolves into one largely
provided on a loan rather than a grant basis.

18. In order to be able to use available GOG funds more
rapidly in the grants program, ASINDES should raise the maximum
amount which it may contribute to any one NGO-sponsored

activity.
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8. For PACT

l. The Resident Representative should place increased
attention on keeping the members of the Board of Directors
informed of his activities and his views of the status of the

project. If the Board will agree, he should attend at least a
portion of each reqular meeting of the Board to give it a
report. : ,

2. PACT should provide the new Executive Director with the
benefit of its experience in other programs as soon as possible
“after his appointment and provide him with as much support as
feasible during the difficult transition period. If necessary,
other expenses of PACT should be curtailed to make that

possible.

3. The purpose of each visit by a PACT-related person to
Guatemala should be explained to the Executive Director (and,
if appropriate, to the Board) before it takes place, and a
report of the outcome of the visit should be sent to the
Executive Director after the completion of the visit.

- PACT should sponsor a discussion with ASINDES' staff and
Board of the pros and cons of various approaches to providing
technical assistance and training for NGOs. The discussion
should include persons from other countries who have had
experience with similar programs. The purpose would be to
re-think the approach of the current Grant and to prepare a
plan for giving greater emphasis to this aspect of the program.

5. PACT should prepare a plan for the systematic training of
ASINDES' staff once ASINDES has completed the actions suggested
in A. 3., and 4. above. The plan should include + both
on-the-job instruction and short observations trips. (It 1is
_assumed that the persons will already have the basic
qualifications required by the positions.)

C. For USAID/Guatcmala

1. The Mission should increcase the frequency of its contacts
with the Board of ASINDES in order to avoid misunderstandings
as to its point of view and to be better aware of the concerns

of the members of the Board.

2. The Mission should consult with ASINDES (as well as with
PACT) concerning the Micsion's plans for providing additional
resources to the project either directly or through joint

programmning with the GOG.



- 48 -

3. The Mission should give an extension of the time for the
accomplishment of the purposes of the Grant; and provide
additional resources to continue PACT's assistance for at least
an additional year. If ASINDES shows determination to meet the
problems and challenges discussed in this report, the Mission
should provide additional dollar resources to assist ASINDES in
carrying out the re-planned program, Such additional
assistance might well be focused on the plans suggested in B.

4, and 5. above.

4, The Mission should clarify for ASINDES what are its
expectations concerning the degree and nature of the focus to
be sought under the Grant on “"productive" projects and on the
strengthening of the sponsoring HGOs.

5. The IMission should clarify -for ASINDES what are its
standards for deciding whether it will refer funding requests
from NCOs to ASINDES or attend them itself.

6. The agreement between PACT and USAID/Guatcmala should be
modified to include a description of the end of project stetus
to be sought and the major steps to be taken to carry out the
program proposed for the remaining period of the Grant and any
extension which may be agreced. The description should include
actions to be taken in response to the recommendations of this
evaluation. The Mission should consider having ASINDES cosign

that agreement.

2344r
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PERSONS INTERVIEWED BY JOHN R. OLESON

Mr. Richard J. Burke, Program Officer
Mr. Thomas Xellerman, Peputy Program Officer

Mr. Roberto Perdomo, Assistant Program Officer

Ms. Liliana de Garcia, Division of External Relations

Private Agencies_Collaborating Together (PACT)-- New York

Mr. Thomas R. Byrne, Executive Director

Mr. James O°‘Brien, Develpment Fund Director

Mr. Daniel Santo Pictro, Regioﬁal Representative for
Latin America

Mr. Loren Finnel, Consultant



Private Agencies Collaborating Together (PACT)--_ Guatemala

Mr. Arthur Sist, Resident Representative

Emplovees_of the Asociation de Instituciones de Desarrollo y

Servicio de Guatemala (ASINDES)

Sr. Hugo Figueroa, former Executive Director

Lic. Homero Mendez, former Director of Technical

Assistance
Ing. Jose Luis Castillo, Project Analyst

Sra. Alma Irene Gonzales, Project Analyst

Members of the Board of Directors of ASINDES

Dr. Rolando Torres, President

Represents the Christian Ch{ldren's Fund (CCF)

Lic. Alvaro Muniz, Vice President

Represents Fundacion para la Educacion y el Desarrollo
Integral (FUNDACEDI)

Lic. Eric Daniel Chicol, Treasurer

Represents the Fundacion Carroll Behrhorst

Sr. Carlos Carrazco, Secrctary

Represents Asesoria Centroamericana de Desarrollo

(ACAD)
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Mr. Juan Pedro Perdomo, Vocal Represents the Asociacion

Cristiana de Jovenes (ACJ)

Other Members of ASINDES

Lic. Gamaliel Zambrano, Asociacion de Beneficencia
Cristiana (ABC)

Sr. Juan Cordova, Movimiento Guatemalteco de
Reconstruccion Rural (MGRR)

Sra. Barbara Allerdin¢ Instituto de Asuntos

Culturales (ICA)
Sr. Javier Mayorga, Vision Mundial Internacional (VMI)
Sr. Adolfo Acosta, Fundacion de Reconstruccion y
Desarrollo Humano Integral (REDH INTEGRAL)
Lic. Oscar Reyes, Fundacion para el Desarrollo

la Mujer (FPDM)
Dr. Edgardo Caceres, Centro de Estudios Mesoamericanos
sobre-Tecnologia Apropida (CEMAT)
pic. Hildebrando Cumes, Asociacion Hogar y Desarrollo

(HODE)

Mr. Carlos Winckler, Foster Parents Plan International
(PLAN)
Cpt. Harry Tolhurst, Salvatioh Axrmy

Sr. Luis Meza, Avazando Ministerio Evangelico (AMG)

Members of ASINDES! Project Selection Committce
Lic. Francisca Asturias, employece of the Peace Corps

Lic. Cegar Cuillen, Economist, employce of the Embassy

of Canada

AN


http:Memb-.rs

Lic. Alfredo Hernandez, Director of FEDECOCAGUA

Lic. Richard Aitkenhead, Directo General of the

magazine Cronica

Ing. Julio Obiols, former Mayor of Guatemal City

Non-Government; Organizations Not Membors of ASINDES

Sta. Mirta Olivares, AITEC/FUNTEC

Mr. Edward Brand, CARE
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Personncl ofl ASINDES

Sr. Carlos Morales, Controller

Sra. Alma Irene Gonzalez, Project Analyst

Ing. Jose Luis Cgstillo, Project Analyst

Lic. Eric Daniel Chicol, Treasurer and Member of the
Board of Directors

Sr. Juan Pedro Perdomo, Vocal and Member of the Board
of Directors

Sr. Carlos Carrazco, Secrctary and Member of the Board

of Directors

Representatives of Members of ASINDES

Sr. Rafael Castillo, Fundacion para el Desarrollo de la
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Sr. Gamdel Zambrano, Asociacion de Beneficencia
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Manuel Samayoa, Instituto de Asuntos Culturales
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Report.of PACT Consultations on

Consoftia

Report by PACT to USAID/G

Proposal for Operational Program Grant from
PACT

Specific Support Grant to PACT from USAID/G
ASINDES-PACT Aagreement

Statutes of ASINDES

PACT/ASINDES Documents Governing

Code of Ethics

Policies of Financing

Guide for Presenting Projects

Guide for Processing Projccts

January, 1985

July, 1985

March 1986
May 20, 1986
May, 1986

January, 1987

Description of Role of Project Selecltion Committee

Guide for Agrecements Belween ASINDES and Recepients

Guide for Monitoring, Reporting, Evaluating

Proccdurcs for Verifying the Agreement of USAID/G



8) Quarterly Reports of PACT: Sept. '86, Jan ‘87, April '87 and
April '87

9) USAID/G Semi-Annual Reports: Sept. '86, April ‘87, Sept. '87
10)ASINDES/PACT Workplan for July l-Dec. 31, 1987 (draft)
11)ASINDES-GOG Agreement (draft)
12)ASINDES Bulletines
13)Summy of ASINDES' 1986 Revenes and Expenses and Financial
Balance és of Dccember 31, 1986
14)Files concerning grants to:

Instituto de Asuntos Culturales

FUNDACEDI

Albergue Juvenil

Asociacion Cristiana de Jovenes

Asociacion de Beneficiencia Cristiana

Christian Children's TFund

Nuevo Horizonte

Movimiento de Educacion Fe y Alegria
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FALFARADO FOR: AUDITOR, Oscar rederico TUrckheim Ochoe

Economistes y Auditoros Fiblicos ILIRON & WIRON,-
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& sdedaps
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e Su slluvelca Legel.
Sus coti tules Cueren wproledes en ocuerde gubernutivoe
nduere Sic-3C del 24 de nuviewbre de 1008 y en cunse-
cuencla nace = du vidu instltuciinkl desde esu fechu,

Co For menule de sus estututvs, se Intle; ru Cen e Asall
blet vensrel, que lw cenaslituy=n los mlenbres de cud®
Una tic 1wy lh.LiL”wiancs witelulus, une Juntu Lirectl
ve felusdun c.n & wlceibites clectvs en hSu“]lbu Gatleral
cva Qureeldn de © wiles, cuyun Fucclines estin ermwy-
c.diz en leyg esl.tutes respectives, un Lirecver g]ucu
Live yuicn tlete « su cirge 1. lech1Ln yoadiintelre
a1 de aL2limd-hy; deusds su randscivn ha reclate du
20 miealaens que laa recilids donaclones purs sas pre-

"‘.btJJc

.’ - ’
viveccion y andmlaistecedon:

1. Clpeecione.  Lu Rlreceidn hu entude deficienle dasde
s dndedn y ooe debo ow 2llo que, on 2 ulics €e su oxiy
teaciu ge ban wprilade y pusste en vigencla un ore-
medio de S0 proyectos en LLu. la “<pul1ic¢ Jde duutae-
palea, i lzs ]l me. €9 CGul présento wiin l.. Jdeflclen-
ciu do hler(luu, se preounclo oo by dnfuuls a-
denbru y wilusii ce T« fusllitucldn, yw guae udentlro,
se Torae rivall qu pzioinal entre lin rn,]cutcs dg
la adwdufstvacidn pur lacrienncin d= dlspusicl:nes
adecuadus en 1o £ljectidn de funci:inss, y wfuere se
dcjc O aprclar virlos progectes de los fnstltucelo-
nes alfiliudas o Jatels.wdas en su Ingevso w alidlud

Vit
LsilT

<. adulnlslreeicin.  aereid: ¢ noel mlore 1, osta vl or-
b".\(';i,_;)‘u!:ld e aliNLbo=Ohde qu=e fue lu Perma e cnitte -
('-..1 sl Je ol [fane .-llnu Pl de ].A 1“.:ledt jull,
1.un:x\1.A.1u:“;rN e, Je £alta de uny blree clén udocnidy,
c.noLJLu'u ¢l Mrucase en t:d'ﬂ 1048 Jxﬂ(nuu ve wbinlu-

Lraeddn, oot se aacbe o attiuacdon:

25 Available Document
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2.5 Crulaldlidud:

.4 muisidn de Clequeae Lu cniaion de choquos, seLun se des
prendes do la documentucien revisudu de ,onere a agoste de
1087, on vuriasn oC&Cl'HGS ae hize cen erden verbul y hus
ta muchos dfus despuds se supe la ruzsn de au enisicn,
de esu cuenta se hu perdide 1la gecuencia numeérica en ul-
cunuvs veucher y en stroy ne uparece el  cemprelbuante que
respulde &l chCmb&le. L« firma de les chegues es lnun-
comunada eatre el Lirecter Ejecutive y ¢l Teserero de la
Juntu Lir«ctiv‘, qulen debe leczlizdrsels en Chimaltenun
&, cada vezZ (Gue st rﬂqniel de un popeo y cugudo no se
encuentra, dobe tusciarivle on vtr - voertunidad, lo que
gignifica un rccarrido,rc 140 kilewmelros en la primera
ver y 140 lilahctxos Lig, la sepunda vez gen las censl-
pitientes p;:diui' de tlenype, cusclina, via ticos y depre-
ciucion ve velifculeo en cadw dilizencia de esta natursle-
va, rusl cce la diffcultad para atender cen prontjtud y

esmere )l vuen funcicnamiente de la insLiLucion. Cowmo

consecucncela Ce le wnterler, Jlss parss nuyures Ce (o 25.00

se hacen con fondes de cuJu chica y por 1o tunte, el

upstaniente e lus findis ae suceden des o tres vaces
adu semana, Cf“t;uVlWi(HLD lag dlarcesielones del Loanmul

do Centabilidued que cnota en vi_encle,

Comprobinles de desewl:1loe.  Lts comprebuntes que re s pul
dan les desembulsas (e fondos, suvn completanente de Cician
tes leoul ¥y flsculmente. En muchou veuchsy do hCH(]Jl’uJ
ne hay cemprobunl=zg ¢ reclbos; en strus r weilios por duens-
cicnes, ne se identificu & plenitud quien recibe los fun-
dos. (Ver recibi de d.naclin wdjunte per &. 8,500.00 cun
Lfeehuw 7 de cetulire ce 1057,

-

o6 Councilluciin:s L~ncnliu;. Lxs cuvnclliwcicnes buncariay
ne 1lenun leos regqulsitos exipides del nunual ¢e Contubl-
14dad, =n vista e nt lleJH ¢l vistoe bueno y la [lema
ds1 lirecler y del Tesorcro ruspscotivauenle.

JYovaju chiecue  Lueo fendos do Chjw Chlce asen acotaden rupldu
mente per el hieche de hucer pyes wiyores de e 25,00y
ﬂr,cunutu en 1u'dzcuu ut*Llon qu tuve & i vista, la
practicu de alyun w1 LS de sus fendeg, tmmpeco se invas
1idan can el s£1Yc de Cuu(o]uJb 125 comprolantas &l uemen

te de hwcer su lepcs letdn.,

< YROVECCIZNES Y 4LCAHCES.

P
*®

el CunullZuciJn do 1ecursus. ASIHLIS-0lG cwme entidod de danu
rroelle, c esld en, pesitilidad de proyectaniu hucla diferon-
tes Jnstituctinza, culriends dlfer-ntey areas de Lralajo,

A0y éﬁii#’;‘ibl& IJ VST P

l‘;r" -y Q&"


http:fIi!-,.tn
http:Agt.ar.ii

5

.1

. ’
tulos cuvmo wulstenciu técnicu, finunclumiento, formucien
de ,preycctes corrdinucion en actividudes de cupwcltu-
cien, tulleres, bcm§n:rigu, ste, cwuilu cual esturfa
cumpliende la Tfuncicen para lu que fue creuxdu,.
Sus slcunces. Sus wlcewnces sen fmpredecibles, cen una

(%}

direcclcn intell_ente y amblelvaa de gerviclie a lu co-
panldad, poniende en Juege en primer termino, su culi-
dod de dununte en efective, en segunde terrmine la ca-
pacidad Int-lectual y do enseiiance de sus dirijentes
Administretives y en tercer lugsr lu elaborucien de
preyectos de deoarrelle guz So puede poner al alcunce
e 1us Instituclencs mienbros ¢ de elras interesadas,

STRULCICN PLILNCIZNA LE W3S1LES-0KG.

: ’ . . T v v .
La situwcieon finsncizra de AUINIZS-2HG es Inclerte, por
dcresos pura 1997, ne fun-

cuante que, ol pr;nﬁutlco de 12
clind y para 10C8 se cerre ¢l rlesgo Qc que fracdase cn
un percentaje nuy fmpertentes  La ratien part pensar de
esu muners, lv constituye el heche de nue, se tleno sug-
erite un c:nveniz cen el ministeriv de Minunzas Putlicus
per lu cuntidud de L3 WILLUNES YR WL TILALES, de les
cuulzss 16 cerresperme ¥ aSlilil3H0did ol Ge que egulvile

4 owe JOC.CO0.CU yne tiene zutlmedes en su presupucsto
pava JOCO, ¥ este cuntldad pusde perderss wnte la sitau-
cidn cde ne lener prograans de Goaurvello gue ofrecer;
cen lo caal sus in;reses qusdurfun con pealbilidades de
percilir unlcaente «. 64,000,00 cene porcontuje del 55
de preyectos ujrsbados; y «. 3,C00.00 cen curactor de
Cuiles de nsocledoy, ceme satlmaci-mes clertus. Cen los
elettentes anloriores, tenemes parc 1930 una situacaﬁa
rinanclera pobre y deficivnbe.  wSINLED-Glid recibic de
PACY UN MILLOL. oChBdira ~.IL LOLARLS, do leg cuales heo
adguiride eblijacivnes por v 901,450.00, qucddndulo una
dlspcaibilided paru fultures priyecles por v 98,540.00

En la wctnalidud le cintidad cemprowetida es de . 901,4C0,
) w ’

ya yuo so Lan entr:, do vuleres pex & 529,005.00 qQuedan-

de por entrcusr en futuras fechus 452, 095.00

Presupueste para 1928, Cerrespuende & lu Juntw Lirectiva
proparsr el priyecto de presupueste e cadn ulio y scme-
terle a cinalderucion de la asumblew Gineral Crdinwria,
anulizundo lug mctas do lu Juntu F{rectiva dJdesde el nes
de knero hastu ol wey da QCcltubre e 1907, no apkreco
ningunw dispesiclen rque de cuap)imlents v este muncdalo
e ul (ver gegunda yurte del arte, SC de loa Estatntes).
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.3 Presencia de PaCl dentro de GS.NLES-OHGe. lla side de [run

fmpsrtuncie, lu presencla del ieprezsentunte do Pall en la
vida instituciunal Jo aluMLES. Lu atencion adminisirutiva
y c¢e LinCC1OJ que ha ejecutude u fuvor de- ."lNJLo"UhU, es
le que aun muntlens con vidu & la Instituclien.

Cen Luena suverte pula 4S5115.ES-0IG ha continuudo su lucha
cih fuver de la subslistencla y manteniende su presencia en
cusl todvs leg crdenes que ameritun su apeyoe, a tuel pgrade

yue ningunu 1nstituclen wiembre, se ha percutude de lea

p:oblomaq exlatenton.

VISITLS & UOUALICS LE DOHACIUNES, Y ENTLEVIST.S Coll EL
PELSONAL LIKECTIVC Y aLudiillSun.TIVO.

Curles Lierales, Cent.der de ASINLES-OL

Ll Irene dontdlez, analista de Proyectes

Jose Luls Castille, Lnalista de kroyectos
Yeserere de la Juntz biiectivu, en Chiwsltenunge

sereterio de Yi Junta Lirective en lu Cludad Capltal

~
(9]

Sr. Fedro l'erdsme, aSOCLACI.N CRISTIAMA LE JOVLHES

ol e

IRSYLPUTG LE a8UNT08 CulPuiianbs

sr. halfsel C.stille, PUNDLACICH Paid EL LBQAH :OLLO LE IA
LU JER

Sr. Lambrunc, asvoIaCIOd LE LENEFICENCIA CHISTIA

o)

Los jre pusitos de lus entrevictue, rud para cunsegulr 1nior-
maclén que c.ndujera ul coenceimients de sug pregreses, as{
coime de &l un.s elomenlos de julcle purn exprear las ceni-
sideraclonza expuestus en el presente andlisise

i\
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1) Quo o3 AallDTS CNG ? Asoclscion de desarrollo y serviclo
no gubornsmoentales.

2) Quines la intagran ?

Suy miembros acocliados.
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ASLKLES-ClLu

BELILAS Li ELCAUSALILGTO I DISFCSICICIES LE RECU:ZnaCillh

norclhdat ESTATUTOS A2 Uka LLCZESILalie

Lesde la formacidn lcrol de LSIULES-Thy se CNRfdﬂdic su t“g9 21
zecifn y su cemeticde, En ur;mnr luger se ferné una Jnnta Lirec
tiva, parea quo? y'“a cirls {ir N cont“olt“ & ASINLES-Chwa ¢ Z rs—
centrelar - r1~1“ & las ;nstltuci ries mienl'res? estas d c8 --
preguntes ne lcs re encntrcde resgucsts, pere s{ puece cecir
que, uns Junta Directive en la fexur que csta funcienance den-
tre cde A£811LeS-.1G, nt es neces2ria ni funcicual, Sste crite -
ric estd fundsrerniscde en 1s lecturs Ce l:s sctes suscritss Ce
lag seginnes crdinsyrics y extroerdinsrics desde el rnes ce zns-
re hasts ¢l mes Ce Liguste de 1,937, en lss cusles ns encentré
nin,uns Cisroesicien que benelicie & ASINLEZ-CLU o algun inte -
res en el buen func! n2riente de la Institucisn.

o

GE Inin0T0 COLZLhA ASILNDES-CRG miv fwnS IRSWITOCICIIS luifnInldt

u nes ol
tutivas, en ccusecucncis, tiencn sus ovganicocinn -
sus rroyociucs Ge desirreile ;o ven en ASILLES- TG
z
1

s

institucirnss miemires,setédn funcismende cen sus pregizs le
yeo cnnst t es
Propiss y
uns ergant
Gque les per.

-

1 m?drc de la cuzl puecen recihir oﬁﬁach:es—nn—

B - B

; finsmcler sus [regrenss r.nmr’us en pricilcs.,
CFG2 Un% G2 eoifo Lusbitucicnes temtion recilon resiste.cis Ce
(rg”“1&201'nes nsci neles y extranjerss, ce las cuzles Hlllbnd-—
o junds tiene cr 301m*ente. Su permenencia celne iilsniire e ==
HKSLLLAES-Chd , Zes siyve unicamente j&d estil en eospsire Ce und
ercirtunicdra do pcrtenccer # o Junt: Lirectivs jpare -recuver --
uns casalizecien e oy ucCa Pare £us Ins‘ituCL'ans, (es decir,lcs
Wilcmoress Ge la Juuvm ¢lrectivi, jauﬁs dejﬁran G2 Ser ;arcii.es
en sus Cisircicl-..¢8, rergue eatunccs dejsrien de ser *L01C° ®
sus ergsnireci-nes). ASINLEI-THG Cebe teuer su erganizecicn pre

pii .
LInwGCICn wd2Cullid.

5 Direccicn sjJecotive, deXe cztar a cavge ¢ uns rers:rneé (h.-
brej cen don cde mands, ¢1li_ente, cen seuncitiliaad secial y aja-
p#liv eriteriec arsa cntogcor y dv“ e @ couprencer en el ouse Nri-
el de les releclenes publices y de trabajo,

Crntabilldaa. Le Contablilided ticne sus Ceficlencias, pere n

c
ssn ¢e fence, sine de forwe, le que significe que es dc FTucil
reenceussmisnte, cen necides de centrel y de cerreccicn. £l C
teder, hace le gue puede y nc lo que cho, yueste quo, sl lu i
reccisn fjecutiva , tlene mmrles clu.rq;c;,ncs, ostre reparcu -
ten finecdiziauents en 1la Ceoliclencta de le spervtnris cnnunble.

I o - ’ 4
Anulisis do rtrajyectous. Esta & carps deo persenus ldoncas, caioces,
rrefesiencles y que tienen muy buen Ceseo de colsberar eon el de-
serrelle Ceo la Institucidn. link cumplide con ol endlisis do los

A
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pro"-c.os, sebun se les hea rojueride, pers e1 voluaen <- treba-
jede “a glde minlms, que bien pude haberse elabersde zor uns se
lc persens, Les rreyectes agrshedes y (ue se ticnon en dessrre-
1;9,'no han side v;(ilcﬂos ndncuadm*ontc per felta do r.edies --
ecrntidces (viaticos, ve h;culos etc. ). Los ceonecimientss 3 acvl
vidad de lvs anslistas, ne han sid- usades adecuesdetients, y& -=
gue su rendimiente es reducide, elles pueden dar mes j e jsr ca

lidec de trataje.
bAIULZEDS I lh’“ﬂ CTIVOS QUE SE MaLiEJAlN.

Abundnncla de manusles e Iinstructives, Se estiuma que estamss -

re-cargaces ¢e litoratura, pere si ne vigilemoes su cuxgli -
nleqto, ne llensiacs nuestre cometido y le unice Qus censeygui -
mes es, abru “rnos de p&pelcs, 2si lc demostra.cs cen el lista

Gt sipgulente

rormstu sera presentzir preyectcs cCe “ropvcﬂt-,

Lencrdndun J &I A :s;stento dc Gerencie de densclenes de unaten.
Uulx externe para precesyr una hvnﬂucSLa,

Guia para cinvenics enlre A51NLL3-Cllg § les recesteres ce fendes,
Gt*ﬂ Uare sebvlnionto, evelurcion y prescnta0¢5n de infermes
p@“] 0\. ic

SJUCPCHCLuS para el pregrems de hsistencia Técnica,

Felitica flnﬂuCLﬁTR de de ﬂaci“n"s en dn“urcu,

ies e 1“c*rn v rel del C~mitd de Seleccicn de Iroyectes,
lrllbLCu de funcicnamiente de ASINDE3-CLG

Cléise de Etics gus.dete observar el porsennl de A3INLES-CHG

Lanuzl de Centerilided ;7 prececdimlentes Adminigtratives, etc,

AULITCORTIA.
~e R / - .
58 imvertsnte que ASINDES-JIG nractiquo auditorias o las Insti-
tuciines mlerbres y ne scepter que c«Ca una de ellss, c‘iJa sus
prepices auditeres., Bstes ci suosicxoq sedris generar y significar
ingreses pura la Institucien,



nmcumu\cxoxi Y REENCAUSAMIENTO DE LAS FUNCIONES DE ASINDES-ONG
1, ADMINISTRACION
2. FINANZAS

1. ADMINISTRACION
e 1 Direccion Ejecutiva

2 Yionbrer Director Bjecutivo, debe ser ls proocupucién mas
ingente para 1a recuperaclon y reencausamiento de ASINDES-ONG

. 5 Como consecuencig del nombramiento del Director Ijocutivo, so
rcsolgcrﬁ la asignnciénldc funciones del personal de Adminis-
trocion y so recncrusari pard el buen funcionamiento ¥ desa -
rrollo do la Inastitucione.

. 4 Roformar los Fstatutos de ASINDES-ONG es una necosidad. Esta
jniciativa, la delbe proponcer el Sefior Director & 1a Junta Di-
rective on primera oportunidad, en virtud de que, desde su --=
inicio hastis e) mes de Octubre de 1987, 12 Junta Directiva no
tiono nilnguno ¢ jecutoria digna de tomarse on cuente y que 8e&
de intereés en ¢l desarrollo de HSINDES-0NG .«

2, MFINAWZAS
« 1 aprobar presupuesto do ingresos y pastos parsa 1088 (ver Anexos).

. 2 practicar AURITORIA 8 las operacionos de ingresos y geastos de
ASIHLES-JNG por el afio aue I[inalizo el 31 de Diclenbreo de 19867,

. 3 Practicar AUDISORIA & 1as Instituciones mlembros que han recil-
bido donaciones de ASTHIES-ONG. (Ver anexo de donuciones)

. 4 Practicar visitas part svaluar el progreso que hun tenido los
proyecltos aprobados por ASINDES-0NG.

. 5 Disponer que ol porcentajo que 30 cobra por la Administracién
de las donaclones, sci slevado al loﬂ’purﬂ poder cubrir los -
gastos en quo {pcurre la Administrecion de ASINDES-ONG.

. 6 Digponer que 1as cuotes do ingreso y mensurl quo pagan las Ins-
tituclones micmbros, se&n oliminadas, por cuanto que, solo son
gimbdlicas y oca lonan inconvenientes en 1lrs relaciones socla -
les al mowmento del cobro y que, ¢n 3u nayoria so mantionen atra
gadag on ol pPAOe.

. 7 ASINDES-OMNG debe producfr proyoectos de dosarrollo para ponerlos
R lu,dinposiclén de Instituclones miombros y particuleres, pave
quo cutag gso intoresen on c¢llos y los pongan on vigencla y asi,
ge oblenpa meyoerog 1ngrosod.-



Attachment 5

ASOCIACION DE ENTIDADES DE DEBARhOLLO Y

DE
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BERVICIO NO GUBERNAMENTALEB DE GUATEMALA

NOMBRE INSTITUCION Y REPRESENTANTE

10

Alberque Juvenivil "José Gilberto

Flores Vides"

Ing. Jorge Gé&ndara
Presidente Junta Directiva
Ing., Alberto R. Garcia.
Direcltor Ejecutivo.

Allanza para el Desarrollo Juvenil

~Comunitario - ALIANZA
Ing. Aqrénomo Arturoe Echeverria
Pircctor Ejecutivo.

Asesorfa Centroamericana de Desa-

rrxollo ACAD
Dr. Carlos Carrasco

Director Ejecutlivo

Asociacidn Cristiana de Jbévenes
A.C.J.

Sr. Juan Pedro Perdomo
Secretario Ejecutivo

Asociacién de Beneficencla Cris-

Liana -

A.B.C. »
Lic.Gamaliel Zambrano
Dircctor Ejecutivo,

Asociacién Hogqar y Desarrollo
HODE

LLic. Hildebrando Cumes
Director Ejecutivo

/
Asociacidén de Servicios Comu-

nitarios de Salud A.S.E.C.S.A
Sr. Marco Tullo Gutliexrez -Gte.,

Asoclaclén Mislonera Guate-
malteca = AMG

Sr. Frank Waggoner

Dircctor

DIRECCION Y TELEFONO

5a. Calle 14-11 Zona 1
Quetzaltenango, Guatemala
Teléfono: 061-6638

la. Ave. 9-33, Zona 9

- Telt 62212

Edif. Plaza del Sol
Officina 310
12 Calle 2-04 Zona 9
Tel: 318055

6ba. Calle 4-17 Zona 1
Edif. Tikal Oof. 209
Tel: 513329

18 Calle 21-01 Z.10
Tel: 371867

15 calle "A" 2-20 7.1
Teléfono: 22941
Apartado Postal 1715

Km. 56 1/2 Carrectera
Interamerjcana Chimal-
tenango, Apartado 27
Tel: 0391033

30Ave. "B" 11-68 Zona 7
Tikal I
Teldfono: 42839



10.

11.

12.

13.

14.

15.

16,

17.

Caritas Arquidiocesana
Padre José Antonio MArquez
Representante

Centro de Estudlos Mesoamericano

Sobre Tecnologfa Apropiada
C.E.M.A.T.

Dr. Edgardo Caceres
Director Ejccutivo.

Christian children's Fund CCF
Dr. Luis»Rolando Torres C.
Representante Regional

Comité Central Menonita CCM
Lic. Enrigue Yoder
Representante Legal

Ejército de Salvacién
Cap. Daniel Guerra B.
Comandante Mayor Regional

Foster parent's Plan International

PL AN .
Sr. Carlos Winkler

Director

Y El Desarrollo Inteqral
FUND.CEDI

Lic. Alvaro Muiiiz
birector General.

Fundaclién del Centavo FUNDACEN
Ing. Agx. Hernén Quan Berducido
Gerente.

Fundacidn de Reconstrucclén y
Desarrollo Humano Inteqgral
REDY INTKGRAL

Sr. Adolfo Acosta de Leén
Representante.

12 calle final 1-96

Zona 3,
Calz.

Tel:

Mixco Km. 141/2
Rooscvelt.

933781

4a.Ave. 2-

Tel:

6a.

Tel:

22153

28 Zona 1
y 538476

Avenida 13-48 Zona 9
Apartado Postal 2542

310717

5

25 Avenlda 0-88 Zona 7
Altamlira

Col.
Tel:

12360

14 Calle 5-89 Zona 11
Vias del Marisceal
Apartado Postal 1881

Tel:

48087

7

11 calle 1-23 Zona 9

Tel:

63663

- 317289

12 Calle 2-04 Zona 9,
Edificio Plaza del Sol,

3er.
Tel:

Ba.
Tel:

Nivel
31324

Calle
67697

Local 317
7

5-09 2ona 9
67213 310754

12 Calle 12-42 Zona 1

Tel:

22926



18,

19.

20,

21.

23.

24

25,

26.

Fundacién Guatemalteca para
el Desarrollo Carroll Behrhorst
Lic. Erick D, Chicol - Director

. Ejecutivo.

Fundacién para el Desarrollo
de la Mujer

Instituto de Asuntos Culturales
I.C.A.

Sr. Manuel Samayoa A. Director

Inga Bessing - Vice Presidente.

Instituto para el Desarrollo
Econémico Social de América -

Centrel. 1.D.E.S.A.C.
Mario Roberto Silvestre A.
Secretario Ejeccutivo

Misién Adventista del Sépltimo
Dia

Pastor Emilio de Ledn- Presidente

Movimiento de Educacién Popular
Integral Fe y Alegria

Padre Fernando Gutierrez Duque
Director Nacional

Movimiento Guatemalteco de Ra-
construccion Rural MGRR.

Sr. Juan E. Cérdova G.
Director.

Sociedad para la Juventud
Guatemalteca SOJUGHA

Lic. Guillermo Corado
Director General

Vision Mundial Internacional

V.M. I.
Ing. Javier Mayorga
Director a. i.

Tel:

2a. Calle 1-55, Zona 2
Chimaltenango, A.P. 15
Tel: 0391356

La Reforma 3-48 Z.9
Anel

Ave.
Local 107 Edif.
Tel: 66471 al 6

13 Callg 15-68 2. 1
Tel: 29792

2da. Calle 39-73 Zona 1.
Colonia Cotié.
Tel: 914858 -914863

lra. Calle 18-24 Z. 15
Vista Hermosa II
Tel: 690573 -691330

Calle 7-74 Zona 1
532634

2a.

Torre Profesional 1
Of. 203, Centro Comercial
Zona 4.
Tel: 516866 -535272
Calle 9-13 Zona 1
Nivel '
85733

8a.
6to.
Teléfono:

7a. Aenida 7-73 Zopna 9

3cxr. Nivel.

Apartado Postal 326 - A

Tel: 3201088 - 606515
320189 - 320191



Table 1

ILLUSTRATIVE FIIVINCIAL PLAN

(FOR A TWO YEAR PROGRAM) .

At tachment 6

Iten
I

Dollar Local Cost
Cost Financing Total
Financ- (In Dollars)

($1.0 = Q2.5)

I. Program Administration

A,

B.

C.

Personnel

1. New York Office v 61,876

2. PACT In-Country Fepfesentative 146,600
Salary . 110,000
Shipment/Personal Effects 12,000
Iousing Allowance 2],600
Intermational Travel (x 2) 1,300
Other Travel/Settling In 1,700

3, Iocal Personnel Costs (Executive
Director, Program Officer, Aimin.
Msgistant, Clerical Asgistance,
Janitor/Guard)

"4, Consultants ($220 x 185 Days) 40,700

5, Mvisory Committee/ibusing

(440 x 160 Days)

Subtotal _ 249,176

Travel (Intemational)

1.

2.

3.

Airfare (4650 x 25 trips) 16,250

Per Diem

Guatemalas 220 days x $80 17,600

Now York: 30 days x $100 3,000

Other Travel 5,000
Subtotal 41

Local Operating Costs

1.
2.

Vehicla (Purchased Locally)
Vehicle Operation and Maintenanco

- 61,876

146,600

S 74,140 74,140

40,700

™~ 6,400 6,400
_@,5407 329,716

16,250

17,600
3,000

5,000
41,850

15,000 15,000
12,600 12,600



3. Office Rental and Utilities
4. Office Equipment, Furniture
5. Office Supplies, Mail, Copiea
6. Communications

7. Miscellaneous

Subtotal
D. PACT Overheaad (Program and
Program Admin) 45,873
Total Program Admin, 336,899

II. Programg:
A. Grants to PVOs (30 x 14,400)

B. Mini Grants to Projects (20 x $1,000)

C. Workshops (10)
Program Total s
Grant Total (AID Input) 336/',899

III. Counterpart:

Counterpart Contributicns from
P\WO's Receiving AID funds for
Program Activities (in-kind ard
cash frca other ron-U.S. Govern-
meat Sources)

Total Program $336,899

4,800 4,800
12,000 12,000
7,680 7,680
14,200 14,200
578 578
67,058 87,058
£93,503". . 139,376
241,101 578,000
432,000 432,000
20,000 20,000
20,000 20,000
472,00 F72,000
713,101 1,050,000
350,000 350,000
1,063,101 1,400,000

6370C



Attachment 7

HORIZONTIES

of lousing

) Period of
Institution Proiject Date Approved Amoun{ Approved Project
ICA Training 2/23/87 62,448 2 years
Courses
IDESAS Training Ag. 3/7/87 47,913 1l year
» Promoters
*BEHRHORST Community 3/5/87 2,737 6 months
' Work: Chichoy
FUNDACEDI Production 3/15/87 120,000 2 years
of Pashte
MGRR Intergrated 3/26/87 60,000 1l year
Rural Development
F.D.M. Women in Small 3/27/87 30,324 1l year
Enterprises
DEFAMCO Small Produc- 4/7/87 59,580 l year
ters of Salt
REDH Artesan Textile 4/9/87 120,000 . 2 years
Production
ALBERGUE Support/Equip 4/9/87 60,000%* 2 yeurs
JUVENIL |, Workshops
A.C.J Operation 8/11/87 -120,000 2 years
Support
ABC Operations 8/14/87 60,000%* 2 years
Support and
Planting Credit
_ C.C.F. Operation 10/13/87 120,000 2 years
Support Micro
Enterprises
NUEVOS Construction 10/14/87 13,158 6 months



Perjod of

Institution Project Date_Approved Amount Approved Project
FE Y Improve 10/21/87 60,000 1l year

ALEGRIA Training Center

TOTAL 981,460

*ran additional Q60,000 is approved for obligation when funds are
available.



RIGISTRO DE INGRESO

Attachment 8

] i i
UST OF PROPOSALS REGISTERED IH ASINDES= ORG
H § H
DATE : HAME OF AMOUNT ST ATUS {APPROVYED
RECEPTION :CODE PROJECT IMSTITUTION P:_Ou STED P«Or IL PR OJECPPOC:SSEVESEHOT OESERYATIONS
£5-23-85! 1iMarketing Center for VO Clents iPartnass for Produstivity :0Q.1.325002 00] wx i Reijected
i i i SS O LC0.00
18-02-8% 2:Cursos Intansives de Capasitacién Comuni-iinstitut of Cultural Affairs 0.59.343,00 XX XX XX Amount aroroved
R itaria i $223%4,C0 62,478 Q
i , . 23578 ¢
10-C”-85: Z:Filesofia delaliga de Lech. Liga de Leche Q.37.301 00! xx x% Rejected
{ $14.075 00
16-13-85! &iradarnizacion del Centro Productor de bol iDIGESEPE Q.21.768 00! xx XX Rejected
H iszs Pecuarias Familias Cuniculas $2.214 00
10-13-2¢} S A-tesanal Textil Redh Intesrs) 0.98.621 00 XX . xx xX i Amount Approved
; $37.233,00 iPact 120,000 0
55283 ¢
13-27-35: & Ampliands la Participacion de la mujer en ifundacidn para el Desarro- xX xx XX In Out
{Cmaresas Produstivas i1lo de 12 Muier _
19-22-26} 7:Desarroils Pural Inteqrado Movimianio ¢ Reconstiruc— XX ¢ lxx Amount Approved
icidn Rural 60,000 0
{ N 22,632 ¢
10-31-85% ¢:Construccian del Estadio Lax Rosas {Asociscidn para el Desarro- ©.10.000,00
i illo d2 Baja Veranaz : $3.774,00% xx xX Rejected
10-31-86¢ 9! 1moulse Cestero de la Cooparativa el Dec- ifundazidn d= Raconstruccionl  0.100.041,CO
; ipertar iHurnana y D2sarrollo Inte- €37.791 001 »x Pending
- i : - foral (REDH INTEGRAL)
10-31-26F 10iProyecto de Agua Fotable ifundacién Guaternalieca pa=-1 0.779.533 00
i : ira el Decarrollo Carroli $143.220 0O} xx X% Pending
t iSehrhorst
11-1C-S 11ifemento de Pecuena Empresa iPartness for Productivity Q.255.000,00! xx XX Rejected
$100.0C0,C0
11-13-851 12:Desarrollo Comunal Hogar y D2carrollo 0.52.737 00; xx Pending
: » $22.561 00

Pagina 1



REGISTRO DE INGRESO

12-15-86¢ 13iCentro Experimental nara la Formacidn Instituto para el Desarroiio 0.44.217 CC %X bated XX Amount Aoproved
y Canacitacidn de Promolcres Acricolas  iEconomico Secial de AC. 16912 47913 0
ie 030 ¢
12-1C-85! 14iMicro Tmcoresas Rurales Asociacion Les Mayas 0.52.500,00f xx X ! Re jecied
$22.075.60 i ]
12-13-26! 15:Peguefa2 Emoresa Ariesanias Varias Ascciacién Cristiana de Jo-1 0.125.455 00 XX XX < % iRejected for CSP
: venes $47.719 00 i
12-13-856! 1f£iPecuenia Empresa Vacas Lecheras Asociacidn Cristiana de Jo= Q.43.720,00 XX XX Xx iRejected for CSP
i ivenes $16.9C3 00
12-15-838: 17:Proyectc Agropecuario iMisidn Adventista del 7o. £.50.000 00 XX XX xX iRejected for CSP
Dia $22 642 00
12-16-85! 18iTaller Escuela Mecénica Automotriz Cdritas Arguidiocesana 0.226.914 00! xx Pending
$£25.623 00
12-16-85: 19:Centro Desarrollo Comunitario Integral Fe y Aleqgria Q.520.0C0 00: xx Pencing
i $195.225 00
12-146-86¢ 2Cilnstituio da Preduccidn y Canacitacidn Feu Ales-ia C.253.000 00! xx Pending
{ $99.245,00
12-17-26: 21:Programa d» Capacitacion Comit Central Menonita 01 S.0 Jo;OO KX Pending
{ : $£5.650,00
12-18-85! 22:Prcgrama de Censecucién de Emolec Comité Central Menonita 0.12.0600,00f xx Pending
L $2.528,00
01-23-87: Z3iPeguefia Empresa Preducioras d= Sal DEFANCO Q.52.000,00i xx XX XX XX Amount Approved
: i $12.623 00 59,850 @
i . 22 SB3 $
02-18-87i 24&:Ampliando 1a Particisacidn de 1a Muier en ifundacion para el Desarra- 0.28.620,00 Amount Annroved
iEmoresas Produstivas Tio d2 1a Mujer $10.823 00 %X xX XX 30,324 Q
11,443 &
£2-18-87! 2S:Produccion de Pashie FUMD ACED! 0.120.000,C0 XX XX XX Amount Abproved
$35.283 .00 120,000 ©
i 45 2E3 $
02-15-87i 26iAsesoria Técnica en Aspectos Agricolas, iFundasién Carroil Behrhorst Q2,737,001 xx% X% XX XX Amount Approved
iPecuariss y Nutricionales a la Comunidad $1.023,00 2,737 Q
ida Chichoy 1033 ¢
£2-27-871 27:Frouects Agricols Cerro de Oro Asociacion Cerro de Oro Q.27.700,00} xx Pending
i $£10.453 .00
3

3
t

Pégina 2
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REGISTRO DL INGRESO

02-27-87: 28iimoulse Asricels Ramet Fundacidn para la Peguena ©.50.000,00F xx Pending
i i Emoresa $22.642 00 | -
02-03-27! 29:8ranias Comuaies Asociacién Pecuefios Acri- 0.20.020 20! xx Pending
i i cultores ?7.547 .00}
01-25-27{ 3Ci'mouliso Taileres Productives Albercus Juvenil José Gil- 0.120.000 00; xx XX XX XX Armount Apsroved
i berto Flores Vides $45.283 00 120000 Q
i i D 45283 $
02-18-37 31iEombea de Acua con Gasificador CTHMAT 0.23.252,00] xx .
fe.774 C0
C3-10-87: 32iHsdilitacidn Casacidad Produstiva , Modu- iCoonerativa oi Conaceste, 0.170.457 GO %¥ Pending
ilos d2 Rizgo, Szn Mizuel Conzzaste 7L, 264 327 00
03-10-37 Z3:iCapacitacidn Promotores Rurales Visidn Mundial 0.139.524 00f xx Pending
i i £32651 00
03-31-27¢ Z&iAmplacicn de Acuadusto Comunidad el Terreroy Co=!  0.171.040.00! xx
i rral Chiguito 3£4.543 00
C2-11-27! ZISiFormas Asesiativaes de Produceidn FEDECOAG €.Z8.0Q2 Co XX Pending
{ $£18.£58,0C
$3-1€-27¢ 3Ssilneremento Actividad Fesquera Cooperativa Tesoro del Mar 0.50.080 0C:  »x Pending
: $1$.858.00 .
02-03-87: 3I7:Empresa Exsortadora de Verduras FrescasiACUALA 0.600.000,00 XX XX Processed for
iy Congeladass $301.867,00 120000 0
i 45283 ¢
C3-1£-87: 3ZiForta’ecimiento institucional y Fondo Ro= [Asociasion de Beneficiencia Q.120.000 00  xx XX XX XX Amount Asrroved
itativo para la Siembra de Hortalizes Fa-  iCristiana $35.283 00 120000 Q
imiliares 45,282 ¢
03-16-87: 39 Incrementar la actividad Pesquera en Gua-iCoonerativa Las Lisas 0.50.000,00: xx Pending
itamala $18.8€2 09
€C3-17-37: 40'Granercs Cemunales Comunidad Santa Maria Ix-
i tahuacan XX Fending
: v
05-01-87; 41iFortalecimiento Institucional v Aprovecha | Asociacidn Cristiana de Jé-1 0 120.000 00 xx XX XX XX Amount Approved
i imiznto de Areas Margirales venes $45.283 00 120,000 0O
i i 45223 ¢
27-15-271  42:Introducsidn de Agua Potable Vision Mundial Internacional 0.45.000,00 XX XX XX Amount Anproved
i gi6.921 00 45000 0
i i 16931 ¢

Pagina 3




REGISTRO DE INGRESO

C2-10-87i ¢3iConstruscisn de Etapa Final, 20 viviendas iCemité de Fadres da Familia Q.12.500 00! xx X% X% Amount Approved
iCocperativa Intzqral Can FATIT OO0 - - 13,15 e
idose 4985 &

£2-12-371 &1t A'r.alhc‘:ﬁ Y Meiora d= laz Condiciones  iFEy Alearia Amount Aoproved
‘da los C_f‘_r_uP'OS ¢z Canasitaciin Fe y Ale- 4 wX i osex X% ~. | xx 60000 0
.«i:, M. Sy Na. 10 ~ 22632 %
. R . . - r .

i tencia Técnica u Supsrvieidn parala iChristisn Chilgren Fund, i xx XX XX xx Amaunt Approved
;'F‘e-cu-:-.’. 2y Micro Errerssy - i : 20000
H 435 ,:CS $
05-00-27! o Instituzional de 1 Funds- iFundaciin para el Daszarro- %X Perding
“‘-110 Rural de Gust2mialsills Rgral de Gust ,
iF1s :g’m av 1-‘-n X Ferding
seitn Agri- R Ferding
Ntvo de Mana. EF"."d 30330 prra -.-. 6 Farding
o = -'31 PR ﬁuet ) k .
‘C-J- e XX Ferding
Cam-,ra d-— Co.nm‘c‘c- gz Gua O 20.000 GO e Fending
?-.na'la Fﬂxa] nf-tal‘lu’l—-
> C--:-ser'ra-ﬂo Fural Inteeral pa- itovimients Guatemaltzeo XX Pending until 01 /S8
_ id2 Reconstruccitn Fural
0dzite, Para elilglesia Evsnailics Maciznal
tin de Familias §Fr-:—sbi:-.wiar.a ge Cuatemaels 4 Pending
3 CzracitacibniCentro de Formaciin Frafe=i  0.120.050 D0 xex i Pending
e la Myjsr . sional para s Mujer - $87.947 0D
25-09-87 1 SSiCspacit an,xln ind2aral y Formacidn Téenica Cn ro de Ca'\au?acz'n QE0.000,000  xx Fending
iparale Flujer Indicens “Las Arauesrias~ §22.e42 00
ion el Lataratoric
i citacion
unil

Fégina 4




S6:Tdicion Mensual del Perifdico La Fracuz  iCenteraria Casa d2 laCui-i  Q.15.300,00i xx Rejecied
tura d= Zacapa $5.774,00
57:5ecas de Ectudio Para Indigenas Pobres Casa Indigena Miiler i ~ X% Perding
iDarnlazzdes y Huerfanes i -
5%:La Caza del Abusio Feliz iCociadad Guatemalleca paral: XX iFending
: ~-. ielDesarrolls Intecral Co=
: imunitario (2S00 AZ)
S%.Proyacts de Dezarreilo Ganadzro iComitd Autogestiin San XX Fending
i _iMiquel Conzczzte
E0:iCemplamento de Infraestructurs Fizica 33 XX | Ferding
i Gilterto Flores Vides™
£1:Proqrarma para los Iifias de 1a Calle Gua= ila Movena XX Fending
Htemaltecas
i .
SUB TOTAL 70 09/04/87 Q 8,179,123 AMOUNT APPROYED 1,101,460 Q
: - i
SUB TOTAL T0 09/04/87 $ 3,086,459 . AMOUNT APPROVYED 415,645 $
! RATE 2.65%

Pogina 5
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Attachment 9

LIST OF TECHNICAL ASSISTANCE EVENTS

Dates - (all 1987) No. of Attendees

Subject

Seminar: Fund Raising- 6/11-12 17

Seminar: Project Supervisionl 6/25-26 29

Seminar: Project Formulation 8/4-11 22
8/14 15

Seminar: Networking; Foro

Inovacion 1987 10/5-9 63

TOTAL: 18 days 146



Attachment 10

ASINDES' STAFFING (Nov. 1987)

Recommended Personnel,

Current Pers»nnel

Executive Director (vacant) Executive Director

Assistant Executive

Director

Coordinator of Technical Assist. (vacant) Coordinater of

Technical Assist.

Project Analyst (1) Project Analyst (1)

Project Analyst (2) Project Analyst (2)

Project Analyst (3) (vacant) Project Analyst (3)

* % financial Analyst/
Controller

Accountant Accountant

Assist. Accountant

Bilinguql Secretary Bilingual Secretary

Bilingual Secretary

Secretary
Chcfer/Messenger Chofer
- Messenger
Guard

*PACT Proposal called for creation of a Project Coordinator

position. ASINDES has not created the position.



**PACT Proposal called for creation of a Fund Manager position

to be filled by a trained economist. ASINDES has not created

the position.



Attachment 11

[ el By e - @5 PN &

Federacion de Instituciones de Desarrollo y Servicio de Guaremala - ONG

TELAPFONO 312247

$2 CALLL 204, 20N 8, EDIPICIO PLAZA OLL uOL OFICINA N7 APAHTADO PONTAL 804-A

ESTADO DI INCKESOS Y GASTOS DEL

1 DE ENERU AL 31 DE DICIELBRE 1986
(EN QUETZALES)

INGRES 03 GNG PACT IAF TOTAL
CUOTA DE SUOCIUS £950,00 8950.00
DUNACIUNES DEL EXTENICR 29556,18  68221,70 97777 .-88
INTERESES GANADCS 3175.38 3175.38
OTRCS INGRESGS 142,00 142,00
TOTAL INGRESOS £950,00 29556,16  71539.08  110045,26
[:GRES0S
SERVICIOS PELSCNALES 2509,68 22336.92  31623.39 56550,19
ASESCKIA TECHICA Y
COHSULTORTA 300,00 150,00 19455.90 19905,90
SEKVICIOS NO PER-
SGHALES o, 18 796431 B26¢.25 16727474
KELACIONES PURIICAS 1276, 41 1237.61 £754.,79 11268,81
EQUITO AUD1G VISUAL 11,00 805, 02 816,02
ADIESTRAMIENTO 1017, 55 212,01 2633.73 5257.29
TOTAL ECKESOS (622,02 32411,85 71539.08  110572.95
THCRESCS 7/ CASTOS 2327, 98 (2065,87) =—c=oc== (527.69)
£950,00 20666.18 71539.08  110045.26

SUIMAS

)
e, ¢ .,!,"’. . '-,./' A
Carlog'topales ' CA LYY
Contador

- *




'Mw@;@-mw&\

de Instituciones de Desarrollo y Ser

APARYTADO POVTAL BO4-A

vicio de Guatcm:ﬁﬁ - ONG

TELEFONMO 213247

cheracibn

LLE 204, I0KA O, LOIFICIO PLAZA DEL $SOL OFICINA n?

13 &4

RALANCE GENERAL
AL 31 de DICTENSKE DE 1686

591119 ONG PACT IAF TOTAL
~RCUTANTE |
2{%}'§'Eiicos G. 2902.89 279,14 64307 3825.10
cAJh CHICA 200.00 200.00
cuUOTAS FOUK CubiAR 215,00 2185.00
CUEKTAS PCK CODRAR 1519430 .02 1519438.82
pEFOSITOS ER GARANTIA 250,00 250,00
CUENTAS DE EWFLEADGS 200.00 200,00
F1JO |
VENICULOS 156,68
DEP. ACUM. VEMICULOS (36.63) 123.25
LGEITIARTO Y EQUITO
DE OFICIKA 2626.55 2870.73
\JEP. ACUNi., MOBIZ1ARTO
y EQUIPC DE OFICTHA (356.83) (214.16) Le66.29
EQUIPO EDUCATIVO 4825.19
IDEP. ACUM. EQUIFO
EDUCATIVO (4LB2,52) 4342 .67
SUMA ACTIVUS Q. 7¢M0.86 1519987.96 - 76842.31 1535451.13
TASTIVO '
CIRCULANTE
CUENTAS FOR VAGAR Ge 22,76 729,56 752,32
%HOTA TABORAL POR
. FAGAR 101, 54 25,36 166,90
SUELDOYS FCR TACGAR : 103.97 1.03.97
EﬁﬁSTAc1onus LALORALES
FAGAR 777 COE 245497 923,85
kingVA FARA INDsN- o )
TOUNES 1131.600 1131.80
vl - Q. 22.76__ 2fieh.01 171,33 307690



http:15191438.82
http:15)9113C.P2

el e P

r——"\
. :an de Instituciones de Desarrollo y Servicio de Guatemala - ONG
Federacio! ‘
e 204, JoNA P, C0IFICIO PLATIA DEL SOL OFICINA 3317 APARTADO POSTAL 004-A TLLIPONO 13247
" C
ONG FPACT IAP TOTAL
ACREEDORES VARLCS 500,00 500, 00
D[}‘R,YHDU
IN mSO.: TLHDILNTEQ
Al]_JCM( 151943P,§2 1519438.,02
,,qN(IMONIO 1260.12 7670.98 12961.10
SUMA PASIVO Y PATRIMCNIO 5312.88  1522823.63  7842.31 153.978.82
INGRESGS-CASTCS 2327498 (2855.67) —mmoemm (527.69)
SUMA TAZIVO Y FATKIMONIGC :
INGRES0S~CASTOS - Q. _TOM0.86 ~ 1519967.96  78h2.31 1535451173



http:1M19967.96
http:1522823.63
http:28,66.81

Attachment 12

PRESUFUESTO DE INGRESOS Y GASTOS DE ASINDES EN 1,987

PREPARADO POR OSCAR F. TURCHHIEIM, AUDITOR DE MIRON &

MIRON, ECONOMISTAS Y AUDITORES PUBLICOS DE GUATEHNALA

INGRESCS:

Donaclones de PACT
Cuotas de socios de ASINDZS-ONG

Donaciones locales
Intereses ganados
Otros ingresos (5% s/proyectos)

Totnl ingresos

GASTOS: Sueldos
Director e jecutivo 19,800
Anuligtas 26,800
Secretarias 10,600
~ Contador 5,559
Consger je 5,545

Potol, sueldos y prestaciones 64;504
G4STOS LZ OrERACIONRES
Alguileres

Telefono,correos y telex
Electricidad

Suminlstros (fotocopias,y utiles oficina y pnpelerfa)

Vidticos
Combustibles y lubricantes

Total, gastos de operacidn

OTROS GASTOS

Varios (gastos menudos)
Mantenimiento de veh{culo
Junta Directiva

Hnorarios profesionales
Gastos de oflcina
Asambleas de ASINDES
Suscripclones

Libros y rovistas
Asistonclin técnica
Rolrciones Publicas

Comitd Seloccldn do proyectos (ditas y

Mantonimiento de equipo

Total, otros gastos

Prestaciones

11,247.66
3,391.00
900.00
300.00
300. 00

16,138.66

refrigerios)

833,443,14
6,018.20
54.20
50.67
53,222.75

Q. 892,788.96

31,047 .66
30,191.00
11,500.00
3,859.00
3,845, 00

e = e

10,080.54
12,417.36
829.31
13,904.,77
1,2000 00
3,190.01

———

2,286.07
390,44
1,416.61
10,624,453
4,288,12
275.17
8ll.00
90.00
50,762, 10
8, 349,10
5,256.69
10’000000

02,549,735
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DONACIONES

Donaclones hasts diciembro 1987

Mini-donaciones

INVERSIONES

Mobiliario y equipo de oflcina

Total ingresos

RESUMNMEN

Total gastos e inverslones

Sueldos y prestaciones
Gastos de oporaclonss

Otros gastos

Donaciones hasta 31 dicicmbro 1987

Mini-donaclicnes
lMobiliario y eq

Fondos disponibles para el aiio 1988

n

ulpo de oficina

Guatomala, 30 de Enero

Ogtai F. Tdrckh
Repros Ztamto do Economistas
Aud{;ﬁ?os Publicos iMIRON & MIRON

uatemala, C.le=

e 1,988

685,221.00
23,775.00 608,996.n0

16,373.61

892,768.96
( 839,983.99

80,442.66
41,621,99
92,549.75
585,221.00
23,775.00
16;673.(1

52,804 .97



Attachment 13

1l

PRESUPUESTO DE SUELDOS Y PRESTACIONES LABORALES PARA 1988
cdlculo en Quetzalcs moneda
de GuaLomala y en Délares & Por mes en: | Por afio en
razdn de Q2.5 x 1 Quetzales Ddlares Quetzales Ddlares
Director Ejecutivo 3,000 1,200 36,000 14,400
Coordinador financiero 1,800 - 720 21,600 8,640
Coordinador Asist, Tecnlco 1,800 720 21,600 8,640
Jefo de Proyectos 1,800 720 21,600 3,640
Analistn de Proyectos 1,600 640 19,200 7,680
Analista de Proyectos 1,600 640 19,200 7,680
Asistente Administrativo 1,000 400 12,000 4,800
Cuntador 800 320 - 9,600 5,840
Secrotaria Bilingus 800 320 9,600 5,840
Secroetaria Bilingue 800 320 9,600 5,840
Chofer 400 160 4,800 1,920
Consor je-kensa joro 350 140 4,200 1,680
Encargada de limpleza 300 120 3,600 1,440
Prebtacione, y regerva laboral
31% sobre total de sueldos 4,975.5 1,990,20 59,706 23,882.4
Total 21,025.5 8,410.20 252,306 100,922.4
GASTOS DE OPERACION PARA 1988
‘Alquilor 1,500 600 18,000 7,200
Teldfono y correos 1,800 720 21,600 - 8,€40
Copias 400 160 4,800 1,820
Suministros 1,000 400 12,000 4,€E00
Vidticos 1,000 400 12,000 4,800
Mantenimiento do vehfculos 1,700 680 20,400 8,160
Mantenimlento y roonracion
Equipo de Oficina 200 80 2,400 960
Relaciones Publicas - Director 400 160 4,800 1,920
Equipo de programacion 10,000 4,000
Biblioteca 3,000 1,200
Gastos de Roprescntacjon, convivios

atenciones al personal 7,000 2,800
Comitd Selsccion de Proyectos 800 320 9,600 35,840
Total 8,800 3,520 125,600 5C,240
OTROS GASTOS PAKA 1,988
Equipo de Oficina 15,000 6,000
Auditorfa externa 6,000 2.400
Publicaciones 1,000 400
Caprcitaci~n de personal 75,000 30,000
Improvistos 10,000 4,0C0

Total 107,000 42,800


http:8,410.20

RESUMEN DEL PRESUPUESTO

Por aflo en ,
Quoetzales Dolares

Sueldos y salarios con prestaciones 252,306 1c0,922
Gastos de operacion 125,600 50,240
Otros Gastos 107,000 42,800

Totel general 484,906 193,962

JUSTIFICACION PARA SUELDOS Y PRESTACICGNES:

Se ha preparado un presupuesto para 1988 con una varisante de incre-
monto del 110% en relscidn al afio 1987 para lograr un rendimiento
en sl desarrollo de la actlvidad del personal de ASINDES-ONG, en -
virtud de que, se comprobo la oxistencia de apntfa en el cumpll -~
miento de las labores de cada uno de los empleados, habidndose pro
nunciado en mayor grado en las funciones del sseiior Director, -

[a ostlimacidn del sueldo del Director Ejecutivo, estd dentro de lo
aceptable para una actividad reorganizativa de ASINDES, pero debe
incrsmontsarse cuando el desarrollo y productividad aumento.

No se ha establecido relacidn de salarios con otras Misienes Inter
nacionales, como ustedes lo pueden comprobar, pero sl, -8a throlu—
cionsdo con el medio salarial del pa{s & la fecha que se estik pro-

gontando el presupuesto.
JUSTIFICACION PARA GASTOS DE OPERACICN:

Alquiler. ASIHDES-ONG estd actualmente ocupando una vivienda, en la
que tiens dificultades para situarse. Ha efectuado ya, gastos de or
gnnizncién y de acomodamliento, pero hay inconvenlientes para consgse -
gu{r agua y reparar la red de abastecimiento. Su traslado lo hicie-
ron sin tener un contrato de arrendamiento y essa gituacidén los colo
¢ca en desventaje con la propletaria del inmueble para discutir los
gastos de roparacién, as{ como cualnuler otro desembolso para me jo-
rar la casa y por lo tanto, su traslado para otro local es inminen-
te, So tenfa upa estimacidn de Q.545 para 1988, pero las dificulta-
. des de consogu?r locales aproplados y el incremento del valor del--
valor de los slquileres para 1l9€8 se pronuncié en alto grado y essa

s 1la razdn del incremento presupuestado,

Pelefono, correo y tolex: Se ostimd Q.765 mensuales mas quo el afic
anterior, que equivale & un 74% de incremento en vigta de las cir-
cunstancias sigulentes: a) Una mayor anctividad para 1988; b) L& tg
rifs de correos fué incrementada en un 1008 y c§ En o% servicio de
telex, la cnorgfa eldctrica tuvo un incremento del 4Q%. Eaperamos
que ésta estimacidn cubra las necesidades do la oficina.



Copias y Suministros:

Las coplas ¥y 1® papolorfa en genersal, tendrén para 1988 una mayor
utilizacion. En 1la plangficacion’do trabajo se usara mas cantidad
de coplas, papelor{a y utiles y utiles de oficina, motivos quo ==

juztifican el presupuesto del presente afio.

vidticos.

Se tienoc previsto parsa 1988 que una persona viaje 15 dfas al mes
para ovaluar los proyectos de desarrollo en el interior do la Re
piblica. Los gastos de alimentacicn y hospedaje s8e cotizan a un
promedio de Q.66.67 por df{a en lugares NO DE IUJO, pero s{ dis -
frutando do un poco de comodidad, con lo cual los Q+1,000 presu-
puestados estsan dentro de lo aceptable.

‘Mantonimionto de vohfculos, reparaciones, aceites y lubricantes.

pera sl desarrollo do 1las actividades de ASTHDES-CNG se ponsé en
1a necesidad de visitar los lugares deo desarrollo de los proyec-
tos aprobados por ASIIDES hasta ol 31 de Diciembre de 1987 y p&-
rs llevar R ca&bo esas labores, se estimo la adquisicion de 2 ve-
hfculos con la consecuente utilizacidn do combustibles, acoites

y lubricantes, as{ como reparaciones y mantenimiento de los mis-
mos. Este presupuesto. incluye ol vohfculo que estd al serviclo

. de P4CT y que tambien presta servicios & los analistas y Direc -

"tor de ASINDES-ONG.
Mantenimiento de roparacién de equipo de oficina:

Las méquinas de escribir, fotocopladors, teléfonos, fax y el ===
oquipo quo 80 alquila para llevar & cabo los programas de adles-
tramliento vy enseilanza, son objeto de roparacliones. Igual trata -
miento se le da 2l resto de equipo de la oficinws, esta clrcuns =
tencia nog permite pensar en el valor presupuestado para el afio

de 1988.-

Rclacionés Piblicase.

Bajo este rubro,estd la cantidad de Q.400 gque 36 1le dan &1 Sefior
Director para su actividad on la Institucion.

Equipo de Programacion y computacidn:

El equipo de computacién y los programas deben me jorarsoe pard ol
afio 1988. Tss necesldades so egtiman en Q.10,000.

Biblioteca:

Dobe comprarse Licclonarios, 1itros, revistas ¥y sdquirirse docu~-
mentacidn para el acoplo do’conocimicntos en ASTNDES-CHG. En la

actunlidad no se tiene ningun 1libro de consulta, Se ponso on un#
cantidad que pormlita iniciar una pegqueiia biblioteca con 1a cantl

ddO Q.S,O\‘)OO



Gastos de Roprcsontacién,convivios y atenciones al personal:

Hemos presupuostado los gastos que ocasionan las atenclones
sigulentes: a) Caré al personal deo oficina, b) Desayunos y re-
frigerios a la Junta Directiva; c) atenclones de café al perso
nel que nos visita y d) Convivio anugl al personal de Adminis=
tracion. Nuestras estimaciones de acuerdo & la experiencis de

Jog afios pasados son de Q7,000.-

Comité de geleccidn de Proyectos:

Para 1988 8o ponsé enlrcunfr dos veces por mes & los 4 miembros
del Comite des seliecclon de proyectos y ellos cobran Q.100 cada
uno por sesion, tolal ogtimado Q.800 cada mes.-

JUSTIFICACION PARA OTROS GASTOS:
Equipo de Oficina:

Hay necesidgd do comprar una planta telefdnica, varios Archiva
dores y algun equipo mas jde oficina. Este dessmbolso es solo =
por el aiio 1988. Con este valor, la Institucidn podria estar -
en regularcs condiciones para el desempoiio de su actividad.-

Auditorf{a Externa:

Para la revisidén de las cuentas de ASTHDES-ONG, hey 1a estima-
cidén de ¢.6,000. Esta cantidad se,estimo funcional dentrooel -
moedio. Podria lograr una cotlizacion barata, poro no 8o tiene -

confianzd en su calldad del trabajo.

Publicaclones:

Es importante dar & conocor Jos cursos de enseiianze y motiva =~
cién a las instituciones interesadas. Para el ofecto, las pu =
blicaciones en los diarios, cumplen su cometido y es parsa ollo
quo se presupuosto 1a cantidad de &.1,C00 para el-ade.-

Capacitacidn del personal:

En materia do capncitacién de porsonal, se ha pensado manan al
oxira joro & algunag porsonas pars que adquieran preparacion in-
telectual y es por ello qus, ASINDES y PACT tlenen sl proposito
Y programado para quoe cn ol afio 1988 seo cumpla esta inquietude.

Imprevistos:

!
E1l rengldén do OTROS GASTOS, contempla rubros muy importantos y
por 1la misma fmportancia que tienon, es necosario egtimar algun
ronglén do improvistos. Esta razon d1é como resultado aplicar -
un 10% dol total programado,-que guciende & Q.10,000.~















Attachment 15

SUGGESTED STEPS TC CARRY QUT RECOMMENDATIONS

C4)

Primary Target Completion

Action Responsibility Date
1) Identify and hire new

Executive Director Board of Directors Jan. '88
2) Contract for external PACT and Executive

audit of use of Grant Funds Director Feb. *'88
3) Complete negotiation of

funding agreement with GOG Board of Directors March '88

Identify and hire new

Coordinator for Technical

Assistance Board of Directors March '88
5) Identify and hire new April/

Assistant Executive Director Executive Director May ‘88
G) Conduct external study of

position descriptions, salary

levels and qualifications of

current staff Executive Director April '88
7) Formulate mid-term institu-

tional goals of ASINDES Board of Directors April '88
8) Identify and hire Financial :

Analyst/Controller Executive Director April '88
9) Identify and hire additional

analytical staff Executive Director April '88
10) Prepare position descriptions,

delegations of authority and

standard operating procedures Executive Director May ‘88




11)

12)

13)

14)

15)

16)

17)

18)

19)

Primary Target Completion

pPrepare System for informing
Board in writing of progress

and problems Executive Directo

.Issue standards for reim-

pbursement of employee expenses

for program purpose Executive Directo

Formulate strategy for Coordinator of
conduct of technical Technical Assista

assistance program

pPrepare additional guidance
concerning meaning of "productive"
activities and standards to be
applied in determing cost/

benefit ratios and sustain-

ability of activities PACT

Prepare Proposal for Use
of Remaining Grant Funds and PACT and Board of

for Extension of Project Directors

Formulate plan for achieving
mid-term institutional goals Executive Directo

Prepare revised 1988 budget
for ASINDES Financial Analyst

Modify agreement between PACT

and USAID/G to include specific
undertakings and steps to carry

out recommendations USAID/G

GOG/ASINDES/PACT Agreement on
Extension of Project USAID/G

r

r

nce

r

June

June

Date
May '88
May '88
May '88
May '88
May '88
June '88
June ‘88
‘88

'88



20)

21)

21)

- 22)

23)

24)

25)

26)

27)

28)

Primary ar
Action Responsibility

Formulate plan for monitoring

implemention of grants

(including field visits) and

agrce on responsibilities of

staff members for its conduct Executive Director

Institute periodic meetings
of ASINDES and A.I.D. to
review status of project ~ USAID/G June

Formulate strategy for raising
funds in Guatemala and abroad Board of Directors

Consicer how to increase the

utilization of loans instead

of grants under the program PACT and Executive
in support of NGO activities Director

Revicw appropriateness of

standards governing the conduct
of the grants program Board of Directors

Arrange for availability of
subject matter cxperts to
assist ASINDES and grantees Executive Director

Identify persons available to
assist on management/program

problecms Board of Directors

Prepare plan for necessary
training of staff of ASINDES  PACT

Prepare plan for evaluating

conduct of ASINDES' program
including impact on NGOs of
assistance (both financial

and technical) PACT

Formulate plan for achieving
public recognition of role
of A.I.D. ' USAID/G

Completion

July '88
'88

July '88
July ‘88
July '88
July '88
July '88
Aug. '88
Aug. '88
Sept. '88





