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The Offi+2e of Development Programs of the Latin America 
Carihboan Pareau (LAC/DP) of the Agency for International 
Development contracted with Checchi and Company Consulting, Inc. 
to perform a review of the experience which USAID Missions in 
Costa Rica, Guatemala, Honduras and Haiti have had in working 
with umbrella organizations to support non-government organiza- 
tions (NGOs) in these countries. The purpose of the evaluation 
was to determine the extent to which the objectives of the 
support were being accamplished, and especially the extent to 
which the use of the organizations can be an effective mechanism 
for 'Ireducing mission management responsibilities for PVO 
projects as well as for funding effective PVO activities." A 
two-person team performed the evaluation with field work bcing 
conducted during the period from August through September 1988. 
One hundred thirty four persons were interviewed and twenty field 
activities were visited. A draft report was submitted to LAC,/DP 
on November 7, 1988. Comments from that office and Missions 
visited were provided to the contractor and taken ihto account in 
this final report. Detailed descriptions of the country programs 
and recommendations concerning their future conduct are contained 
in the individual country appendices to this report, 

USAID/CR provided an operations program grant: (OPG) in 1984 
to assist in the creation of the Ltta Rican Association f o ~  
Develo~ment Oraanizationa (ACORDE) from the program for NGOs 
which had been operating with USAID/CRts assistance within Costa 
Rica8s major association of private enterprise organizations. 
ACORDE operates like a foundation and is still controlled by the 
individuals chasen by USAIDJCR at the time of its creation. The 
USAID Missions in the other countries provided OPGs in 1985-86 to 
pre-existing membership organizations of NGOs operating in the 
respective countries. The organizations involved are: the 
e s _ f f w t  O r a m n s  of Hondur_as. 
(FOPRIDEH) , the Assoc&&j&on a m v e r n m a l  - D 

0 

eveLgElbent and 
Service Entitps of waternu (ASINDES), and the ~iaitim-.&gw_ia- 
tion of Voluntarv Auencieg (HAVA) . 

All the OPGS included support for the operations of the 
organizations and for the funding of sub-projects to NGOs for 
development activities with beneficiary groups. All, except the 
OPG to HAVA, included funds fox technical assistance and training 
to the organizations and to the NGOs. In addition, with encour- 
agement from the Missions, all the host governments have cooper- 
ated in financial support to the organizations using funds 
generated under PL 480 and ESF programs; and USAID/CR has donated 
to ACORDE an office building whic:h it will be vacating. 

The purposes to be served by this support from USAID 
Missions are several: (i) to strengthen the capacity of the 
organizations to be a representative and coordinator of the 



activities of NGOs in the country; (ii) to strengthen the 
capacity of the organizations to provide information, technical 
assistance and training to the NGOs; (iii) to strengthen the 
institutional performance of the organizations, including 
achieving their long-term financial sustainability; (iv) to 
strengthen the institutional capacity of the organizations to 
provide financial support to the NGOs through the support of sub- 
projects with them; and (v) to achieve favorable economic and 
social impact on the beneficiaries of the sub-projects. The 
relative importance of these purposes varies among the Mission 
programs and within some of the Mission programs over time. 
Costa Rica has placed most emphasis on the provision of financial 
support to the NGOs through financing sub-projects, while Haiti 
has placed most emphasis on the purpose of strengthening the 
organization as a representative and coordinator of NGOs. 
Guatemala and Honduras have been concerned with all the purposes. 
Except in the case of Haiti, all the Missions were motivated by 
the desire to create or strengthen an organization which would 
enable them to increase their support for NGO activities without 
having to meet the programming, monitoring and administrative 
burden of dealing with NGOs individually. 

The major observations of the evaluation are: 

All the organizations have shown that they are able to 
handle sub-project financing of the type called for in the 
OPGs, and the limited evidence currently available suggests 
that the sub-projects are reaching the types of beneficiar- 
ies at which they were to be directed and having a favorable 
impact on those beneficiaries. However, systems of evaluat- 
ing the impact of the sub-projects are not yet in place in 
most cases. 

The training and technical assistance programs of all the 
organizations have been less successful than their program 
for sub-project financing. All have found it difficult and 
expensive to mount programs to effectively reach NGOs with 
these services. Except for Haiti, all the Missions and 
organizations have given greater preference to getting the 
sub-project financing underway. FOPRIDEH, however, has 
recently given increased attention to training and technical 
assistance in response to member 2emands. In addition, 
there have been particular country circumstances of 
importance. HAVA has become increasingly focused on working 
directly with beneficiary groups rather than with NGOs. 
ACORDE consciously has decided to let other organizations 
address this work while providing some financial support to 
them for that purpose. ASINDES' internal difficulties 
undermined its work on this purpose. 

All the membership organizations have suffered from some 
degree of internal tension over the relative importance to 



assign their various purposes and over the advisability of 
focusing their efforts on utilizing resources from, AID and 
from their own governments. 

( 4 )  Only two of the organizations have made significant progress 
in becoming representatives or coordinators of the NGOs. As 
a non-member organization ACORDE has not sought to assume 
that responsibility. ASINDES8 membership is static, and its 
public role cautious. FOPRIDEH and HAVA, however, are 
gaining acceptance among NGOs for this role. Accomplishing 
this objective depends on factors both external and internal 
to the organizations which are not easy for AID to 
influence. 

(5) Progress has been made on institutional strengthening, 
principally in the clarification of purposes; and basic 
identity and direction in two of the organizations. 
However, more attention is needed to institutional planning 
in all the organizations. All have introduced.new manuals 
and procedures governing personnel, administration and 
financial recordkeeping; but greater consistency in applying 
the standards and procedures is needed. The financial 
staffs should be upgraded to enable them to unify budgeting 
and planning and t.o provide financial analysis to the sub- 
projects program and to decisions concerning the operation 
of the organizations themselves. Little progress has yet 
been achieved in creating systems for planning and evaluat- 
ing programs. 

( 6 )  All the organizations have suffered serious problems in the 
organization and use of their staffs and in achieving 
effective oversight of staff operations by the Board of 
Directors. This has been influenced by several factors 
including: restrictions on the levels of salaries and 
managerial support; personality conflicts; and lack of 
clarity concerning the roles of the Boards of Directors and 
the various levels of the staff. 

(7) Except for ACORDE, all the organizations face uncertain 
financial futures; there is little prospect of their 
achieving financial self-sufficiency. Currently, all 
continue to be heavily dependent on AID and AID-related 
government resources for both their operating expenses and 
their program levels. Because of USAID/CR8s donation of an 
office building to ACORDE that organization8s operating 
expenses are assured, but it too facee an uncertain level of 
funding for its future programs. Although all the organiza- 
tions are pursuing the possibility of funding from other 
donors such as the InterAmerican Development Bank and the 
InterAmerican Foundation, their fund-raising programs are 
still weak; and, except for ACORDE, none are yet attempting 
domestic fund-raising. 



(8) AID is receiving little recognition from beneficiaries, or 
even the NGOs, as the source of project support. 

(9) Except in Haiti where special circumstances govern, there is 
some continuing criticism by NGOs of AID Missions' efforts 
to channel increased amounts of assistance to NGOs through 
umbrella organizations. The US NGOs are concerned that they 
will not have access to support for their dollar costs, and 
fear getting involved in local political tensions if they 
receive AID'S assistance through local organizations. Some 
larger, more sophisticated NGOs (including many US NGOs) do 
not see the utility of the umbrella groups for their own 
activities. NGOs with a highly social service focus fear 
exclusion by umbrella organizations which emphasize revenue 
producing activities. However, the level of the criticism 
is less than the team anticipated; and it does not appear to 
threaten the ability of the Missions to pursue the efforts. 
In fact, the degree to which the Missions seek to limit 
their support to NGOs to that provided through'umbrella 
groups varies very significantly with Costa Rica using that 
channel exclusively and Honduras being not particularly 
concerned with the effort. 

The ma,ior conclusions of the evaluation are: 

(1) If the principal or only purpose of AID is to provide 
funding for NGO project activities, the use of a non- 
membership organization is simpler and more efficient. 

(2) If the purposes of AID include creating or strengthening an 
organization to be a representative or coordinator for NGO 
activities, a membership organization should be used. 
However, for an organization tc be able to meet this 
responsibility, it must have a strong and local membership 
which has a sense of ownership toward the organization; have 
a coherent development priilosophy and sense of direction; 
and lack or be able to overcome serious conflicts among its 
members. The lack of conflict and existence of organiza- 
tional cohesion appears to be easier to achieve if the 
members are not very different in size, purpose and back- 
ground. Concurrently, in working with such an organization, 
AID must avoid conflicting objectives and be willing to 
gradually re1 inquish control.. 

( 3 )  If the purposes of AID include providing technical assist- 
ance and training to NGOg as well as financing their project 
activities either s membership or a non-membership organiza- 
tion can be used. The decision would depend on local 
circumstances and the relbcive importance attached to each 
type of activity. Important local factors would be: (a) 
whether these objectives are compatible with an existing 



organization's other objectives and whether it has or can 
develop the capacity to carry on these objectives without 
detriment to any of them; (b) whether existing membership 
organizations would accept and support an organization 
providing such services to NGOs, including their own 
members; (c) whether the political situation will enable the 
organization to fulfill all of AID'S expectations of it. It 
is not wise to support different organizations for the 
provision of financing and for the provision of training and 
technical assistance since this increases the difficulty of 
coordinating the basic components of most activities and 
usually results in less attention being given to training 
and technical assistance since they usually are seen as more 
difficult to provide and less likely to be revenue generat- 
ing in the near term. A compromise might be to help a 
membership organization develop a semi-autonomous organiza- 
tion for financing. 

( 4 )  General characteristics associated with effective perform- 
ance by umbrella organizations include: delineating clearly 
the internal roles and functions; having all systems, 
procedures and staff in place before operations begin; 
avoiding undue delays in providing services or in receiving 
its own donor funding; and operating on a level compatible 
with the NGOs served. The last characteristic involves 
adjusting information and analytic requirements so they are 
not too sophisticated for the type of project and assuring 
that representatives of the umbrella organization act in 
ways which lead the personnel of the NGOs to conclude that 
their attitudes toward the style and purposes of the 
activities are similar. 

(5) Greater clarity is needed concerning the meaning of finan- 
cial sustainability and more focused assistance is called 
for to assist organizations in achieving it. The trade-off 
between long-term sustainability of the organization and the 
NGOs and the desirability of graduating NGOs and beneficiary 
groups from dependence on donor-funded activities needs to 
be analyzed and a clearer strategy developed to meet it. 
Consideration should be given to providing endowments and 
transitional funding to help achieve long-term sustainabil- 
ity. 

( 6 )  USAID Missions can conserve staff time by utilizing intar- 
mediary organizations to prepare, monitor and evaluate 
project activities by NGOs. However, it is unlikely that, 
without losing its own coherence, one organization will be 
able to handle such a variety of NGO activities that a USAID 
Mission will be able to utilize it for all the types sf such 
activities which it wants to support. Thus, it will not be 
able to avoid all direct relationships with NGOs unless it 
has a very highly focused, limited program such as that in 



Costa Rica. IPu'rthermore, the Missions should recognize that 
working with such organizations will involve them in 
prob'l.ems affecting the operation and development of those 
organizations; and that resolving them will require some 
staff time, including that of Mission management. This will 
be particularly the case if the Mission also seeks to have 
the organization assume a leadership role among the NGOs and 
achieve institutional sustainability. Consequently, the 
saving on staff time is most likely to occur over the long 
run rather than in the short run. 

Xn recent years AID has increased the amount of resources 
available for the support of activities of non-governmental 
organizations (NGOs), and has encouraged its Missions to increase 
their support for those organizations and their use of such 
organizations in their programs. Most Missions have responded by 
doing so. In the process many Missions decided to provide 
assistance to the NGOs through intermediary organizations which 
could perform the guidance, administration and monitoring which 
otherwise would have to be done by tho Missions themselves, and 
many also undertook to create or strengthen the organizations so 
that they could provide such support and services both to the 
NGOs and to other donors who also might wish to support NGOs 
without incurring the administrative burden of dealing with 
individuals NGOs. Some Missions sought to strengthen the NGO 
community as a whole through the strengthening of the organiza- 
tions as representatives and coordinators of NGO activities. 

The Latin American and Caribbean Bureau of AID was inter- 
ested in understanding better what had been the experience of the 
Missions in their programs with these intermediary organizations 
and especially Itthe extent to which they can operate as an 
effective mechanism in reducing mission management respon- 
sibilities for PVO projects as well as for funding effective PVO 
acti~ities.~~ It decided to look at the experience of its 
Missions in Costa Rica, Guatemala, Honduras, Haiti and Jamaica, 
in all of which the Missions had made operational program grants 
(OPGs) to intermediate organizations of one kind or another. It 
entered into a contract with Checchi and Company Consulting, Inc. 
to perform the evaluation. The text of the Scope of Work for the 
evaluation is given in Appendix A. 

The evaluation was performed by a two-person team consisting 
of Ms. Patricia Martin and Mr. John Oleson, both of whom had had 
previous experience in evaluating NGO activities. Mr. Oleson had 
performed the mid-term evaluation of the USAID Mission's OPG to 
the intermediary organization in Guatemala. Tho members of the 
evaluation team met with representatives of the Office of 
Development Programs of the Latin America/Carib1bean Bureau for a 
day to discuss the purposes of the evaluation and the approach 



which would be taken in carrying out the field work. It was 
agreed that the Limits of time available for the evaluation would 
preclude extensive visits to field activities and the benefkiary 
groups and interviewing a large selection of NGOs in each 
country. The team was requested to do what it could in the tine 
available. 

During August and September 1988 together the team visited 
Costa Rica and Haiti and Ms. Martin visited Honduras while Mr. 
Oleson visited Guatemala. (Jamaica was dropped from the study 
since the day after the evaluation team arrived, Hurricane 
Gilbert struck the island, and all attention of the USAID Mission 
and the NGOs was diverted to the effort to recover from that 
catastrophe.) The team interviewed: (i) persons in the USAID 
Missions who were involved or knowledgeable about relations with 
the NGOs in general and the intermediate organizations in 
particular; (ii) members of the Boards of Directors and of the 
staffs of the intermediate organizations; (iii) representatives 
of NGOs, which had and had not received support of one kind or 
another from the intermediate organizations; and (iv) persons 
knowledgeable about the reputation of the intermediate organiza- 
tions in the general community. The team also visited some of 
the beneficiary groups which received support from the NGOs and' 
observed some of their activities in the field. Altogether the 
evaluation team conducted some 134 interviews and made 20 field 
visits. In addition, in Costa Rica the evaluation team's work 
was supplemented by Mr. Ivo J. Kraljevic who was contracted by 
Private Agencies Cooperating Together (PACT), which is providing 
technical assistance to the intermediary organizations in Costa 
Rica and Guatemala. 

The preliminary views of the evaluation team were discussed 
at the end of each country visit with a representative of the 
USAID Mission and the Executive Directors of the intermediary 
organizations. Where it was possible to do so, those views also 
were given to members of the Boards of Directors of those 
organizations. A copy of the Draft Report was provided to the 
Office of Development Programs of the Latin America Caribbean 
Bureau of AID .Comments received on that draft were taken into 
account in the preparation of this final report. 

A. FOR NGO SUPPORT 

Two major types of umbrella mechanisms have been used by AID 
to channel support to NGO projects in the countries involved in 
this evaluation. They are briefly described below. In addition, 
several other USAID Missions were contacted to determine what 
method they used to provide such funding. 



This type of mechanism is represented by the Costa Rican 
Association for Development Organizations (ACORDE) which, 
although it is legally structured as an association, functions 
like a foundation. It is not a membership association of NGOs, 
and does not officially represent them. However, ACORDEts stated 
purposes are broad and include providing financial and technical 
support for WGO development activities in Costa Rica and 
strengthening the role and performance of the NGO sector in 
economic and social development. 

The organizations in the other three countries studied are 
federations or associations of NGO member institutions. All 
existeii prior to their association with AID. 

The Federation of Private Development Oraq&zations of 
Honduras (FOPRIDEHI was established by a group of eleven NGOs in 
November 1982, and received support from USAID/Honduras through 
two OPGs in 1985, one in dollars for technical assistance and 
institutional development and one in local currency for sub- 
project funding and administrative support. The original pur- 
poses of FOPRIDEH were to provide for information and resource 
exchange and coordination among NGOs, to represent their common 
interests, and to assist the development of its affiliates 
through training and technical assistance. As a result of the 
AID assistance, sub-project funding, monitoring and evaluation 
were added as functions of FOPRIDEH. 

The Association of N o n - G o v e r w a l  Wvelogll~ent and Service 
Entities of Guatemala (ASIN- was founded in 1979, with 31 
initial member organizations, primarily to support NGOs in their 
relations with the GOG. The purposes of ASINDES are to foster 
coordination, to make known the work of the NGOs, to improve NGO 
capabilities and to prepare and negotiate development projects 
with donor agencies. Its relationship with USAID/G grew out of a 
1985 review by PACT of NGO operations and needs in Guatemala 
which in part was designed to assess the feasibility of AID- 
supported project funding via NGOs. As a result, PACT presented 
a proposal to USAID/G to enable it to assist ASINDES to develop a 
better capacity to serve as a funding and support mechanism for 
NGOs. USAID/G approved a Specific Support Grant to PACT in May 
1986. 

The Haitian A . . 
s s o w n  of Voluntuv Acrenderr was 

formed in 1981 by a group of 22 NGOs. HAVAts basic purposes are 
to promote participatory development by educating and supporting 
NGOs to carry it out, and to serve as a forum for exchanging 
information and promoting concerted action among NGOs. It re- 
ceived an OPG from USAID/Haiti in 1984, mainly for institutional 



support to enable HAVA to become a more effective coordinating 
and support mechanism for NGOs. A small amount was initially 
provided for sub-project funding and PL 480-related resources 
later were added to this aspect of the program. 

Four other USAID Missions not currently using an umbrella 
mechanism were contacted by telephone to determine how they 
funded NGOs what their experience has been, and whether they had 
considered an umbrella mechanism. Because information on them is 
so limited, they will rarely, if ever, figure in the comparative 
analysis below. Their views are included here for information. 
(For a fuller description of these views see Appendix F.) 

a Dominican Re~ubliq. The Mission handLes NGO funding through 
direct OPGs or sectoral groupings of NGOs in which one NGO 
receives an OPG and ~subcontractsw others. While the small 
number of dollar OPGs have worked well, there have been more 
problems administering the larger number of local currency 
grants because of the amount of time required. There is an 
NGO federation, but the Mission does not consider it at 
present sufficiently capable of administering a substantial 
sub-project funding and support program for NGOs. The 
Mission will continue to deal directly with NGOs, pessibly 
contracting out mere of the management tasks. 

a Eastern Caribbean Reaional Devel-t Office. The Mission 
is currently supporting two sectoral NGO umbrella projects, 
each covering several islands. The small enterprise project 
works through separate national development foundations on 
each island, while the population project is via several 
Family Planning association affiliates. This approach works 
well since individual NGOs are far to small to work with. 
There is no multi-sectaral umbre1l.a organization, and the 
region's diversity would make it very difficult for one to 
function. In any event, the Mission's overall NGO support 
activity is decreasing because of a lack of funds. 

a Bol-. NGOs are funded through OPGs and cooperative 
agreements. Management of the program has not been unduly 
burdensome, although many NGOs are weak and require a lot of 
technical assistance. Complementary training and technical 
assistance have been given to some of the projects. The 
Mission sees no need for a general (as distinct from a 
sector specific) umbrella organization with regard to USAID 
support for NGO projects. 

a Ecuador.. The Mission currently uses direct OPGs to fund 
NGOs, but it believes that it nep: s to find a way to reduce 
its management burden and to assure continuing support to 
NGOs after AID'S operations in Ecuadoz are phased-out. The 



Mission is now considering setting up a bilateral foundation 
to fund NGO projects and manage the participant training 
program as well as creating an NGO membership umbrella 
organization to work with the foundation and provide for 
coordination and representation and probably also training 
and technical assistance for NGOs. 

Lnstitutional Structgms and C- 1. 

This section will compare and analyze the experience of the 
major umbrella mechanisms studied with regard to institutional 
structures and administrative functions and capabilities. 

The two major organizational types differ significantly in 
structure and function, although they share the same organiza- 
tional elements of an Assembly, a Board of ~ircstors and staff. 

Assemblies. The Assemblies of the three membership organ- 
izations are made up of representatives of member NGOs. In 
theory, they exercise supreme authority and control over the 
organization. However, the degree of effective control they 
exert varies according to the composition and characteristics of 
the membership, as well as other factors discussed below. The 
Assembly of ACORDE, by contrast, is made up of influential 
individuals with no representative function, who serve mainly as 
a pool from which to draw members for the Board of Directors. 
Although in theory the Assembly is the governing body, its 
members have very little real involvement in the organization; 
its principal function is to elect the Board, which exercises the 
real control over the organization. 

Board o f  Dir_ec_t;ors. The Board is the principal executive 
body in all four organizations, but there are some fundamental 
differences among them. The Boards of the membership organiza- 
tions all consist of elected representatives of member NGOso 
Their authority derives from delegation by the members, so they 
serve as a means of member control over the organization and its 
staff and represent both members* interests and their conflicts. 
In contrast, although it is elected by the AssembXy, ACORDE's 
Board really represents no one. Its authority derives from the 
bylaws and from USAID/CR, which chose its members and which 
created and is supporting ACORDE. 

Staff. All the organizations have professional and support 
staff charged with carrying out the organizations* programs and 
services. An important variable is whether the staff is recog- 
nized as an integral part of the structure, and the degree to 
which staff's roles, authority and responsibilitieu are defined. 



The major institutional a~i!, structural issues which have 
arisen in the organizations st~died concern member control of the 
organizationts policies, che appropricte roles and functions of 
the Boards, and staff relations with the Boards and the members. 

Member ControL. Issues with regard to the degree of the 
memberst control of the organization have affected all three 
membership organizations, although to different degrees. 

The desire of FOPRII;)EH1& membership to control the organiza-0 
tifon is very strong; and the members are demonstrating an 
increasing sense of FOPRTDEH as their own organization to serve 
their interests. A perception among some member organizations 
that the AID-supported sub-project funding program was dominating 
FOlPRIDEH to the degree that FOPRIDEH was failing to fulfill its 
original purpose as a representative and coordinating mechanism 
intensified an internal conflict which had existed from the 
beginning over the degree of importance to place on sub-project 
funding. Contributing to this is the substantial degree of 
nationalistic feeling among FOPRIDEHfs members, no doubt exacer- 
bated by the current political context in Honduras and Central 
America. This has resulte~ in a process of institutional 
introspection and an effort to develop a conceptual framework to 
unify the members around a corunon conception of development and 
of the roles af both the federation and its member organizations. 
Factors which have facilitated this are the relative degree of 
homogeneity among FOPRIDEHfs members, which are all, development- 
oriented and mainly local; and the fact that a number of them, 
although small, are fairly well-developed and socially progres- 
sive as well. The process of trying to resolve these conflicts 
is still underway, but it appears that member control will grow 
stronger. FOPRIDEH seems to be evolving into an organization 
with a more cohesive sense of direction dictated by its members 
and with a concomitant desire to lessen donor control. It is 
likely that FOPRL?EHfs various programs increasingly will be 
directed in the way that members think best fit their needs. 

u_IwpEa shares some of these same characteristics, but has 
developed differently. Its membership appears to be more diverse 
and fragmented than FOPRIDEHfs, which may account for some of the 
differences. ASINDES also experienced differences among its 
members over accepting AID support, and a group of dissident 
organizations dropped out. Thereafter, the major focus of 
ASINDES became the AID-financed sub-project funding program; and 
relatively little attention was paid to representation or 
coordination of the NGO community. ASINDESf members seem to have 
accepted this situation, and have not tried to reassert control 
over it or bring about any change in direction; nor has national- 
ism appeared to enter the picture to any great degree. Still, 



the Board has had to be cautious in introducing new policies 
because of member opposition--for example, making the sub- 
projects financing program even more oriented to productive 
activities. 

wu was founded on the assumption of total member control 
and a high level of member participation in all decisions. This 
orientation reflected both the idealism and the relative strength 
of the original members -- mainly large, US-affiliated NGOs. As 
the organization grew this system became cumbersome given the 
complexity of its activities and the relative weakness of most of 
the current membera which now include a much larger number of 
small local organizations. HAl?A has just gone through a restruc- 
turing designed to maintain ultimate member contra1 but to lessen 
demands on its members to participate in tho work of the organ- 
ization by giving a larger role and greater authority to its 
Executive Direction and staff. At the same time the Board 
intends to place more emphasis on being responsive to members, 
concerns. 

The conclusion to be drawn is that, while member control is 
built into the structure of all these organizations, its strength 
is influenced by the strength and composition of the membership 
and the degree to which they have been able to unite around 
common concerns and concepts. Niitionalism is a factor which 
weighs more heavily in FOPRIDEH, which is made up predominantly 
of relatively strong indigenous organizations, than it does in 
HAVA which is still about half foreign. The local political 
context can have an important effect in stimulating nationalism 
and a desire for autonomy, as is seen in Honduras where con- 
troversy over US influence also comes into play. This is less a 
problem in Haiti, or even Guatemala, where the threat to NGOs has 
often come from their own governments, and US assistance carries 
less political baggage. However, in all cases the need to obtain 
the consent of the membership to the program a,nd policies 
followed has led to caution on the part of the Boards. It cannot 
be overlooked by AID. 

=dls Re~resent~t ole. For the membership organha- 
tions the Board is the principal means to assure that the 
organization's functions are carried out in accordance with the 
objectives approved by the members. This representative role 
confers a greater degree of authority on a member organization 
Board than on a foan2ation Board. However, representative Boards 
also reflect conflicts going on within the membership. (In the 
case of FOPRIDEH there is an additional body, the Executive 
Committee, which can serve as either an ally of or a check on the 
Board and so augment the possibility of both member control and 
member conflict.) For instance, because of the aforementioned 
conflict regarding FOPRIDEHts purposes, them was a move to use 
the Executive Committee against the Board, followed by an attempt 
by some members to capture key positions on the Board in the 



recent election. However, the current President was melected, 
and relatively conciliatory new members were elected to the 
remaining Board positions and the Executive Committee, apparently 
dampening the confli,ct and promoting greater unity. Conflict on 
the Boards based on member differences does not appear to have 
been a major problem in the other member organizations. However, 
in both ASINDES and HAVA there have been changes in the composi- 
tion of the Boards which resulted in modifications to important: 
policies. 

Fature of Board Overs=. The type and degree of control 
exorcised by the Boards vary, depending on the strength and 
interest of both the member organizations and their representa- 
tives of the individuals on the Boards. It also depends on the 
definition of Board roles which is followed in each organization. 

HA_vAts Board has given increased responsibility to the 
Executive Direction, while retaining an approval role, because 
most of the NGOs were unable to meet tho high time and resource 
demands required to exercise full executive control.. The Boards 
of FOPRIDm and ASINDES are more zealous in exerting control. In 
the case of FOPRIDEH, Board control is focused mainly on program 
direction and on expenses to assure that members get the kinds of 
services they want and that costs are kept down so that members 
get the most direct benefit from the funds available and the 
organization is more sustainable. In ASINDES the Board mainly 
has been interested in exerting control over the Executive 
Director, apparently more because of a fear of too much indepen- 
dent action than a desire to achieve any clearly defined func- 
tional purpose. ACORDE's Board has encountered some difficulty 
in establishing a viable role apart from the approval of sub- 
projects. Most of its oversight responsibility has been left to 
its President. 

All the organizations have suffered some degree of tension 
between the Boards and the staffs. This is an important problem 
because it has affected the staffs' morale and performance. The 
problems observed in ACORDE derive in part from a lack of 
definition of Board and staff roles, and through a change in the 
bylaws ACORDE has tried to define those roles and responsibili- 
ties more clearly. HAVA appears to have resolved this problem 
through restructuring and redefinition of roles. The next step 
for both ACORDE and FOPRIDEH is to arrive at a more detailed 
understanding of the circumstances requiring Board pre-approval 
and those which may warrant Board intervention. While ASINDES 
could also benefit from similar clarification, the main issue is 
really one of confidence. In all these cases there are per- 
sonality factors at work as well, but structural and functional 
modifications could help ameliorate, if not control, their 
effects. As a corollary to defining the Boards' roles, there is 
also a need to clarify the limits on staff decision-making and to 
institute better reporting requirements to the Boards. 



twative Ca~abilities and Fun- 

All the organizations studied perform the basic administra- 
tive functions examined below: planning, evaluation and finan- 
cial and personnel management.. Their performance and types of 
problems experienced vary, depending on both their internal 
structure and functioning and external circumstan.ces, The 
collection and analysis of information about the performance and 
impact of the programs are not yet well organized and little 
staff time is devoted to the effort. The organizations have not 
yet been able to prepare and adopt plans providing m S t : i c a  
guidance to their work and institutional growth beyond semi- 
annual or annual workplans which are basically lists of antic- 
ipated activities. 

Institutional and Strateaic P l a d n a  and Evaluation 

All of the organizations are weak in their planning and 
evaluation. This is true whether or not they have had the 
benefit of technical assistance from outside advisors. 

ACORM produced an institutional development plan for 1987- 
1991 which is a general statement of purposes with emphasis on 
strengthening NGOs through their ilistitutional improvement. The 
plan did not contain descriptions of how the component programs 
would work; set priorities among those programs; or deal with 
overall promotion of the NGO sector or with fund-raising. ACORDE 
also has produced annual workplans which have varied substantial- 
ly in their approach and their detail. The relationship between 
the institutional development plan and the yearly workplans is 
not clear, and it does not seem that the planning process 
provides much guidance to the operation of the organization. 
There is no system for collecting and analyzing the information 
which would be needed for an evaluation o f  the effectiveness of 
the program. Major decisions have been tatken by ACORDE as is 
indicated in the descriptions of the various elements of the 
program. However, those decisions do not seem to be the,result 
of any systematic planning and evaluation process. 

In 1988 M I N D E S  did produce an institutional plan which was 
approved by its Board. However, that plan is very general, and 
does not indicate priorities among its various elements. The 
workplans have been produced by the PACT advisors, not by the 
staff. There is no program evaluation system in place nor a 
system for collecting information needed to make such a system 
work. 

F O P R X m  has developed plans for carrying forward specific 
parts of its program--e.g., for self-sufficiency, training and 
technical assistance and sub-project impact evaluation. However, 
it has not yet developed an overall institutional development 



plan setting forth the objectives and relative priorities of its 
overall program. This is largely due to the fact that FOPRZDEH 
is still in the process of defining the cclnceptual framework to 
govern its life as an institution. It is the only one of the 
four organizations that has developed an evaluation plan. Its 
evaluation efforts thus far have concentrated on developing a 
system to measure the impact of the sub-projects which it is 
assisting. 

BAVA has just been through a fundamental review of its 
purposes and its structure. Important decisions have been made. 
However, there is not yet an institutional development plan or an 
overall program plan. Workplans are lierts of activities to take 
place by month. There are no targetrr, and there is no setting of 
priorities among the program elements. There is no system for 
the conduct of evaluations of HAVA's program or of the impact of 
its programs. 

The reasons for this common weakness are several. One, none 
of the organizations have devoted a professional employee full 
time to the functions of planning and evaluation. Two, the three 
member organizations have had to devote considerable attention to 
discussing what should be the purposes of their organizations, 
and may be reluctant to assign prioritiew and targets too clearly 
to their various programs for fc:ar of stirring up further 
controversy. Three, all the organizations & have given 
priority to getting the! sub-project funds (financed by AID or by 
the governments with AID-related funds) underway in order to meet 
the terms of the grants and to gain inconla and provide tangible 
benefits to NGOs. They have had less time and inclination for 
planning and evaluation. Indeed, although the USAID Missions are 
all in favor of planning and evaluation, none of them appear to 
have given those activities equal billing with getting in place a 
system for utilizing the grant funds. Fourth, and most impor- 
tant, the organizations all lack experience and expertise in 
planning, evaluation and the requisite information gathering and 
analysis; and achieving such experience and expertise is 
difficult. 

Certainly it must be concluded that it is not likely that 
organizations of NGOs (or any other organizations for that 
matter) are likely to put much emphasis on devoting financial and 
staff resources to planning and evaluation systems in the face of 
pressures to move resources and to renolve internal conflicts 
among members. If these organizations are to give priority to 
planning and evaluation, they will need both assistance and 
pressure to do so. The result is that after two to three years 
of operation under the AID grants, the organizations are not yet 
far along in addressing these aspects of their institutional 
strengthening. mhe USAID Missions should have placed more 
importance on these aspects, and certainly they should not 
terminate their support for these organizations without making a 



concerted effort to assist them in improving their planning and 
evaluation efforts. 

(2) Financial Manasem- 

All the organizations have systems in place for financial 
controls and reporting which are satisfactory to the USAID 
Missions for the purposes of accounting for the use of the local 
funds which they aro administering. However, none of the 
organizations is yet administering dollar funds from the AID 
grants. PACT is handling the dollar funds for ACORDE and 
ASINDES, and HAVA and FOPRIDEH do not receive dollars for sub- 
project funding from AID. This will need to change if AID 
intends to provide dollar funding in support of or through these 
organizations after the PACT assistance has been completed. 
Furthermore, none of the organizations have financial staffs 
which have the experience and time necessary for them to provide 
financial analyses in support of the sub-projects or as part of 
the institutional planning, budgeting and evaluation which should 
be taking place. Thus all the financial staffs need to be 
upgraded; however, cost constraints to adding additional staff 
must also be taken into account. Audits have been performed on 
all but one of the organizations. Lastly, none of the organiza- 
tions has yet achieved an effective consolidation of its budget- 
ing, disbursement and projected income records to enable it to 
make reliable projections of program levels. 

The most common personnel issues which arose in the or- 
ganizations studied concerned staff size, salaries and training. 
They have been factors in both the foundation and the membership 
organizations. 

gala-. In all cases the Boards and/or members wanted to 
hold down salary costs, although the reasons differed somewhat. 
In the membership organizations the factor of competition for 
funds between members and staff has emerged in the case of 
FOPRIDEH, which has been particularly adamant about not adding 
any more staff as well as keeping existing salary costs down. 
Other factors affecting the attitude of both FOPRIDEH and ASINDES 
are fear that current salaries and staff size are not sustainable 
when AID funding ends, and member resentment that staff of the 
umbrella organization are paid more than the NGO staff. There is 
also some feeling that an umbrella organization should not 
operate on a notably more wluxuriousR level than its member 
organizations with regard to offices and equipment. In ACORDE, 
sustainability is also a factor to some degree, as well as a more 
prevalent reluctance by the private business-oriented Board to 
raise salaries they consider high enough in comparison to those 
in the business sector. 

! 
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On the other side of the argument, Executive Directors 
insist that good salaries are necessary to get qualified people, 
and that it is more coat effective to hire and retain capable, 
productive staff than to pay low wages and experience lo; 
productivity and high turnover. Neither ACORDE nor FOPRIDEH, 
which have the highest salary levels, have suffered as much 
turnover OK vacancies as has ASINDES. USAID Missions have 
usually been on this side of the argument as well, emphasizing 
the need for sufficient qualified staff to carry out the programs 
they are supporting. 

There is no single answer to this problem, which will have 
to be resolved in each case according to the individual organiza- 
tion's needs and resources, as well as its internal politics. 
However, the actions that have been taken to date to try to hold 
down personnel costs have caused problems. These have involved 
the Boards' denial or reduction of regularly scheduled raises for 
staff in apparent contravention of the policies stated in the 
personnel manuals of ACORDE and FOPRXDEH, and the delay in 
ASINDES in conducting the analysis which would rationalize the 
overall salary structure. While salary policies must be realis- 
tic in terms of the resources available, they also should be 
handled administratively in accordance with a Board-approved 
policy, not through direct Board intervention. 

Staff Size. Either inability or reluctance to hire suffi- 
cient people or those with sufficient experience have affected 
all the1 organizations to some degree and particularly HAVA and 
ASINDES. Budget restrictions have prohibited HAVA from putting 
into effect a key component of its restructuring plan--it has not 
been able to hire staff coordinators to replace the non-function- 
ing volunteer sectoral coordinating committees--severely limiting 
the effectiveness of its technical services program. ASINDES has 
a very small staff, and has tended to hire less experienced 
people to keep costs down. In addition, it also has had long 
vacancies in several posts. Both organizations have also 
experienced staff problems due to management style and proced- 
ures, adversely affecting staff morale. All of these conditions 
have affected program implementation. 

ff Train-. Personnel training generally has been 
neglected. What provisions there are for it are funded by the 
USAID grants, most of which are in their later stages. Insuffi- 
cient thought has been given to assessing staff training needs 
and figuring out how they will be financed after AID funding 
ends. This is a matter that has also suffered from the reluc- 
tance of some member organizations to spend funds on staff. 
FOPRIDEH members, for example, have insisted that funas original- 
ly granted by USAID/H to train FOPRIDEH staff also be used to 
train NGO staff. HAVA has no budget for staff training, al- 
though, as in the other organizations, staff members may attend 
HAVA-sponsored training seminars for NGOs and others. ASINDES 



did not have funds for training of its stuff until the recent 
additions made to the OPG. This somewhat hit-or-miss process has 
left many gaps which need to be filled. Computer training was an 
area mentioned as a staff need by most of the organizations. 

This section examlnes the experience of the organizations 
studied and the factors influencing the effectiveness of sub- 
project funding programs, including their ability to attract 
proposals and review, select, monitor and evaluate projects. It 
also looks briefly at the impact of these projects. 

a. Attractins and Pre~arina Pro~osala 

None of the organizat.ions experienced a shortage of pro- 
posals as far as sheer numbers are concerne,d. No extraordinary 
measures have been necessary to bring in proposals; word of mouth 
among the NGO community has probably been the most effective 
means. On the contrary, most organizations have been reluctant 
to undertake much publicity for fear of an avalanche of proposals 
they caz8t handle. Reluctance of NGOs to accept funds originat- 
ing with AID has not been a serious problem. Some NGOs won't 
accept these funds, which has caused some problems within ASINDES 
and FOPRIDEH; but by far the great majority are glad to get them. 
Proposals have come from both local and US NGOs. Hovever, the 
only organization which has attracted a high proportion from US 
NGOs (about 50%) has been ACORDE, which offers both dollar 
funding to US NGOs and higher levels of financing per sub- 
project . 

All the organizations, however, have had problems with the 
quality of the propoalals. Overall, nearly 30% of the proposals 
to the four 0rganizat:ions have been rejected at least temporari- 
ly. While much of this problem has been due to lack of capacity 
by the NGOs, this problem has been aggravated by delays in 
preparing adequate project selection criteria and procedures to 
guide applicants in preparing proposals, as well as by delays in 
hiring project. analysts. Most of the organizations began funding 
projects before them systems were fully in place. In similar 
future programs, systems and staff should be in place before 
project funding actually begins. 

All the organizations also have experienced demand from the 
NGOs for technical assistance in preparing proposals and often in 
helping applicants ma~ke organizational improvements and meet 
other requirements for approval. The ability to respond to this 
demand has varied; it has severely taxed staff time; and has 
sometimes demanded telchnical ewertise project staffs have not 
been able to provide. This situation highlights the need for 



expanded programs of institutional strengthening for NGOs-- 
particulary training and assessment and coverage of specific 
technical assistance needs. 

Peviewina and Amrovins Proiects 

Once project selection criteria, analysis procedures and 
qualified staff have been put in place, most of the project 
funding programs have done reasonably well what they were set up 
to do. 

Although their composition varies widely-the Board of 
Directors in ACORDE, representatives of member organizations in 
HAVA, outsiders in ASINDES and a combination of members and 
outsiders in FOPRIDEH-all the project approval committees work 
reasonably well. There were no reported problems of lack of 
fairness or favoritism. While it is true that in membership 
organizations a majority of funding has gone to members, this has 
not been a motive for complaint by non-member organizations. 
While it is impossible to know based on our brief v'isits, it 
seems likely that the predominance of members among the organiza- 
tiohs receiving funding is a function of better communication or 
increased awareness among the members rather than tho conscious 
exclusion of non-members. 

The only questions with regard to project approval commit-. 
tees arose in the cases of ACORDE and HAVA. Although the members 
of ACORDEts Board have been very conscientious and have learned a 
great deal, the Board does not include people with experience in 
and knowledge of either development or NGO operations; and this 
has caused some question on the appropriateness of its judgments 
as a project approval body. In the case of HAVA, the question 
relates to the ultimate effect on the organization of the recent 
restructuring which, in an effort to lessen the burden an the 
members of the project approval committee, has substantially 
reduced its role by giving responsibility for reviewing and 
approving the vast majority of projects to the staff and the 
President of the committee. 

The major problems experienced have resulted from delays in 
setting up systems or in hiring staff, and in getting access to 
progra,m funds. In the case of ACORDE, a delay in the signing of 
the local currency agreement between USAID and the GOCR curtailed 
pr0gra.m activity for most of a year. The ASINDES funding program 
was also delayed significantly while ASINDES and the GOG nego- 
tiated, the terms under which funds would be provided. USAID 
disbursements of grant funds to FOPRIDEH were delayed pending the 
1987 evaluation, which caused significant program disruption. In 
all th.ese cases, the organizations suffered loss of credibility 
with the NGO community as a result of the delays in funding 
projects which had already been approved. 



There are some issues affecthg these systems which require 
attention. 

There is an issue of whether the funding programs are guided 
by appropriate objectives. This issue includes questions as to 
whether the programs should be reaching the greatest number of 
beneficiaries or strengthening the weaker NGOs: funding bene- 
ficiary organizations as well as NGOs; and funding social as well 
as productive projects. 

The question of the extent to which the organizations should 
work with weaker NGOs faces a11 the organizations. It arose in 
Costa Rica when NGOs raised the question of whether ACORDE's 
objective was, or ought to be, reaching as many NGOs as possible 
in order to strengthen the NGO sector or giving funding prefer- 
ence to NGOs with a demonstrated track record for achieving 
impact. For the moment ACORDE has been able to do both, but this 
situation is not likely to last. Therefore, it will become 
necessary to define better the basic objectives and assign 
priorities either to institution building at the cost of achiev- 
ing more immediate beneficiary impact or to the latter with the 
risk of a small number of more effective NGOs taking a large 
share of program resources. 

Three of the organizations have encountered the question of 
whether to support directly groups or organizations of benefi- 
ciaries rather than to work only with NGOs which in turn would 
work with those groups or organizations. ACORDE is just begin- 
ning to explore this issue, having received one proposal from a 
beneficiary organization which it is considering as a test case. 
FOPRIDEH was initially required by the terms of its USAID grant 
to fund v@bona fide PVOs which qualify under the institutional 
eligibility criteria to be developed." These criteria were 
interpreted by FOPRIDEH to include beneficiary organizations such 
as  cooperative:^, guilds or unions and @@patronatosV@; and it has 
funded a number of them. However, as a result of recommendations 
in the 1987 evaluation, the criteria were clarified so that only 
legally-recognized, private development or relief organizations 
are now eligible for funding. ASINDES is still legally able to 
fund such beneficiary organizations, but has not yet done so. 

HAVA has put the strongest emphasis on including beneficiary 
organizations in its financing program. Its justification for 
this approach is two-fold: the lack of ability or interest of 
the NGOs to meet the demand for small credit by community groups, 
and the need to develop a model credit program so that NGOs will 
develop greater interest and capability in undertaking small 
credit programs. 



However, thore would appear to be problems with this 
approach. For instance, in the case of HAVA: i) its resources 
are far too limited to meet anything but a minute fraction of the 
demand from beneficiary groups; ii) it has made no serious effort 
to involve NGOs in the program so they can learn by direct 
experience, and thus its model is unlikely to be accepted and 
followed by NGOs; and iii) some of its member NGOs perceive HAVA 
as a competitor because of its direct operational role in working 
with beneficiaries, which is at odds with its role as an NGO 
support organization. It would seem to make more sense for the 
umbrella organizations to use their limited resources to provide 
technical assistance to NGOs in setting up credit programs, and 
to lend to NGOs for on-lending to beneficiaries. This would 
permit a greater multiplier effect as well as reduce the drain en 
the organization8s staff and resources. 

The third question, regarding the types of projects to be 
given priority, has come up most acutely in ACORDE because ACORDE 
has given almost exclusive priority to productive projects even 
though, theoretically, social projects are also eligible for 
funding; and because USAID/CR channels almost all its assistance 
to NGOs through ACORDE. The result has been that social projects 
are not being funded either by ACORDE or by USAID. If Costa 
Rica8s economic situation grows worse and other resources become 
scarcer this problem will very likely become more critical. 
Therefore, both ACORDE and USALD need to examine their objec- 
tives and priorities to see whether the current approach is 
desirable. This issue has arisen in less critical degree in 
ASINDES as well. Some NGOs have questioned the advisability of 
ASINDESf growing emphasis on productive projects since it has 
forced them to try to structure their basically social projects 
as thereby lessening their ability to achieve either 
a social or a productive objective. 

The sets of project selection criteria used by the four 
organizations appear to be working reasonably well. There are, 
nonetheless, a few areas in which amplification or clarification 
are desirable. 

The only organization with a priority statement or criteria 
with regard to incorporating women in development projects is 
HAVA. The others simply have non-discrimination provisions. 
Given the relatively low participation of women in most of the 
funded projects and- the high 
specific criteria are needed 
reaching and including women 
programs. 

number of women-headed households, 
which emphasize the importance of 
in projects supported by these 



HAVA lacks criteria to assess the institutional capabilities 
of NGOS, for monitoring progress in developing greater 
institutional capabilities, and as guideu for detemining the 
assistance needed to help NGOs improve their performance and 
capability. 

The only other problem noted were two confusing provisions 
in ACORDEts beneficiary criteria: one which could be mis- 
construed to discourage employment generation by microenterprises 
by appearing to restrict income only to the microentrepreneur; 
and a provision which leaves unclear whether a requirexw~nt that 
the funded microenterprise be the main source of income applies 
to individuals or to families--if the latter, it would discourage 
women particlilarly from undertaking microenterprises to provide a 
second family income. 

Procedures for analyzing and approving projects are workin,g 
quite well in most cases. As already mentioned, there were 
problems in several cases of not having sufficiently clear 
criteria and procedures in place when the funding programs began, 
which affected bath the quality and the timeliness of the project 
reviews. Once clear guidelines were provided, staff project 
analysts performed reasonably well. Some problems observed in 
ASXNDES and ACORDE stem mainly from inadequate procedures or 
crizeria which in ASINDES offered insufficient guidance, and in 
ACORDE put too much stress on review by individual project 
officers, which tended to make them too slow and cautious and 
caused problems for new analysts. Lack of sufficient training 
and supportive supervision for project analysts also caused some 
difficulties in ASINDES. 

i3y 2ar the most important problem from the point of view of 
NGOs is that of delays in arriving at funding decisions. Factors 
contributing to this include the delay in putting criteria and 
procedures in place and the involuntary delays experienced by 
some programs in getting program funds. However, unduly cumber- 
some procedures have also played a role. H[AVAts project approval 
is by far the simplest and quickest, but it is also operating 
mainly with very small grants and loans, whdle the other organi- 
zations provide much larger amounts of monely for larger, more 
complex projects. 

All the organizations have taken seriously the need to 
monitor the implementation of the sub-projects which they are 
financing. Three of the four rely heavily on the sponsoring NGOs 
to monitor the progress of the sub-projects. HAVA does not and, 
perhaps because of that has given more emphasis to on-site 
monitoring than have the others. There was no significant 



complaint by the NGOs or the beneficiary groups concerning the 
monitoring being conducted. In fact, *there was some desire that 
the organizations make more field visits than they have been 
doing so far. However, only one of the organdzations has 
undertaken an effort to collect data needed to judge the impact 
of the sub-projects, and none yet has a system which integrates 
information From field visits, reports and disbursement records 
to get a complete picture. 

bCOB&IEI receives quarterly progress reports from the NGOs who 
sponsor the sub-projects, and ACORDE8s comfortable financing for 
operations has permitted its project staff to conduct the field 
visits as planned. However, ACORDE is not yet collecting the 
information which would be needed for analyzing the impact of the 
sub-projects, and it does not prepare reports to the Board which 
would highlight implementation problems excelyt, in extreme cases. 
~xcept'for the President, members of the Board have almost never 
visited the projects themselves. To increase the amount of field 
monitoring and evaluation work ACORDE would need additional 
staff. 

ASINDES8 monitoring of sub-projects has suffered from the 
understaffing of its project office and the lack of transporta- 
tion and other resources to support field visits. As a result, 
neither the staff nor members of the Board of Directors have 
performed many field visits, and ASINDES relies heavily on 
written reports from the NGOs who sponsor the sub-projects. 
ASINDES recognizes that this restriction is undesirable, and it 
will seek to correct it once the project staff is brought to full 
strength. 

monitoring system for sub-projects is well 
developed, and its staff makes field visits as planned. It also 
has elaborated and begun to implement a system for collecting 
information for evaluation of the results of the sub-projects, 
with the assistance of the AID grant. 

mVA has put much importance on and devoted a large amount 
of staff time to monitoring the sub-projects. This is due to 
HAVA8s having accepted responsibility for administering several 
large infrastructure projects funded under Title 11; its having 
undertaken several special programs directly with both NGOs and 
beneficiary groups; and its having decided to administer many of 
the sub-projects directly with beneficiary groups rather than 
relying on sponsoring NGOs for implementation and monitoring. 
The last decision resulted from a conclusion by HAVA that many of 
the NGOs were not capable of the administration and monitoring 
which was required. HAVA is adding staff to meet this large 
monitoring burden. 



The importance attached to mo~nitoring the implementation of 
the sub-projects is consistent with the emphasia which all the 
organizations have placed on getting the sub-project programs 
underway and with the need to provide the respective USAXD 
Missions with periodic progress reports. The common need to 
achieve a more integrated system of information on implementation 
status reflects the relative lack of sophistication or other 
demands on the time of the project and financial staffs of the 
organizations. The relative lack of progress on preparing for 
impact evaluations of sub-projects is due both to the difficulty 
of devising and conducting such systems and to the tendency to 
focus on immediate implementation steps and problems. 

Improvements in the monitoring system seem achievable 
without too much difficulty, but they will involve acquiring more 
project related staff and thus a greater charge on operating 
budgets. The most serious problem would seem to be the substan- 
tial increase in the difficulty of monitoring which would be 
associated with the direct administration of sub-projects as 's 
being undertaken by HAVA and with the more demanding financial 
analysis and followup involved in the use of credit rather than 
grants for the sub-projects. 

All of the programs appeared to be doing reasonably well in 
this area. However, it must be emphasizedl that real impact data 
are very hard to come by. Most of the pragrams had little or no 
such data or were only beginning to develolp an impact evaluation 
capability. Therefore, this section relies on output data and 
impressionistic evidence from project visits and interviews. 

and Nature of P r o m .  Most of the programs are doing 
quite well as far as the number of projects approved and the 
amount of funding disbursed. Until recently the ASINDES funding 
program was more or less on hold because of a delay in signing 
the local currency agreement. While ACORDE and FOPRIDEH also 
suffered funding delays in the past, they have been able to catch 
up and are pretty much on track in committing funds. The table 
below summarizes the projects and dollar amounts approved to date 
with AID funding both dollar and local currency; it does not 
include projects funded by other donors. 



Number of Total Amt. Average Project 
m- Jimb!2u tUS$I t U a L  

HAVA 22 small 64,000 2,909 
4 large 323,765 80,943. 

FOPRIDEH 37 2,906,078 78,543 

ACORDE 32 4,007,958 125,249 
35 10.972 -2i.U 

Totals: 110 7,728,418 

* Does not include second year funding for thesls projects. 

All the programs are national in scope. All cover both 
urban and rural areas to some degree, although Haiti's program is 
predominantly rural. In Costa Rica attention is concentrated on 
areas of the country with the lowest socio-economic indicators. 

The types of activities funded vary. ACORDE's program is 
very heavily concentrated on productive projects, madnly microen- 
terprise and some agricultural credit; as has been noted, there 
is very little attention to social projects. About 70% of 
FOPRIDEHts project funding has also gone to agricultural or 
microenterprise credit, with much smaller amounts to health and 
training, as well as some to transport and infrastructure. 
HAVA8s grant program covers various activities, but agriculture 
predominates, with smaller amounts going to microenterprises and 
infrastructure. Only ASINDES has given much emphasis to social 
projects, mainly because these are what most of its member NGOs 
are engaged in; and, as noted, there has been an effort to 
rationalize them as productive projects because of ASINDES' 
priorities and guidelines. There has been very little emphasis 
in these projects on financial feasibility or cost-benefit 
ratios. 

Nearly all the AID-supported sub-project funding ham been in 
the form of grants to the NGOs or directly to the beneficiary 
groups. HAVA has a small credit program funded by other donors. 
FOPRIDEH recently secured reprogramming of its OPG to set up a 
loan fund, but none of the pending applications has yet been 
approved. ASINDES has made only grants. ACORDE is the only 
institution putting a major emphasis 0n.a switch to loans to 



NGO~, but has only made four to date. A6 noted in the following 
section, there are some NGO objectiorm to this policy. 

m v  -act. While tho immediate objective of most 
of these programs is to strengthen NGOs, the ultimate goal is to 
raise the socio-economic level of the beneficiaries through the 
NGO projects the programs support. The impact on NGOs will be 
examined in the next section. As already stated, it is very 
difficult to assess beneficiary impact because the time allotted 
for the evaluation was short; most of the projects are still 
underway; and little Ff any impact data has been collected. Be 
that as it may it seems reasonably clear that the appropriate 
target groups are being reached, and that beneficiaries have 
received the credit, training or other outputs planned in the 
great majority of projects. Project visits in all the countries 
provided an opportunity for conversation with beneficiaries, who 
confirmed that they had enjoyed increased income or other 
benefits as a result of the projects they participated in. 

Most credit recipients also indicated they were not having 
problems repaying their loans, and some beneficiaries in Costa 
Rica had received and repaid several loans at market interest 
rates. This fact is emphasized to point out the importance of 
charging real interest rates in credit programs, both to help 
sustain the programs by covering costs (although the training and 
technical assistance elements in most of these programs con- 
stitute a necessary subsidy in most cases) and to avoid creating 
beneficiary dependence on subsidized-rate credit. Resistance to 
the use of market interest rates often cones more from the NGOs 
or the umbrella organizations (as in the case of HAVA) than from 
the beneficiaries, most of whom have little or no access to 
credit at other than the much higher rates charged by moneylend- 
ers. Their experience with these and other market-rate programs 
indicates that beneficiaries are both able and willing to pay, 
given adequate orientation and technical assistance; and are more 
likely to "graduatew to the commercial credit system than if they 
become accustomed to artificially low rates. 

_G_e_ndex. The three programs for which at least some informa- 
tion was available all averaged around 35% for female beneficiar- 
ies. While this is quite a reasonable figure for HAVAts heavily 
agricultural program it is less satisfactory for ACORDE and 
FOPRIDEH which fund many microenterprises and other projects in 
which women should have a higher rate 'of participation. More 
effort is needed to encourage NGOs to actively seek out and 
include women. 

3 .  tional Develo~ment of the NGO sect= 

This part looks at the experience and effectiveness which 
the four organizations studied have had in repretenting and 
coordinating NGOs; providing for information exc ange and 4 



dissemination; providing training and technical assistance, 
either directly or through sub-project funding proqrams; develop- 
ing fund-raising capabilities; and promoting gender equity. 

a. --&on of NGO Xnterest~ 

The membership organizations all have, at least theoretical- 
ly, a responsibility function to promote their members' common 
interests and make them known before the government, other 
agencies and the public at large. However, only two of them, 
FOPRIDEH and HAVA, are exercising this function in a significant 
way. 

BIND= has devoted almost all its efforts to the sub- 
project funding program, and has no strategy to attract more 
members in order to become a stronger representative organiza- 
tion. This has been the subject of concern by some of the 
members. 

EOPRIDE;ti[ gradually is taking on a strong representational 
role. This was one of its original purposes; but like ASINDES, 
it devoted much of its energies for a long period to developing 
its sub-prsject funding program. However, its members insisted 
on a change in emphasis, demanding that FOPRIDEH do more to serve 
their other needs, among them representation. FOPRIDEH8s members 
are increasingly perceiving FOPRIDEH as their own organization, 
and it has gained a sufficient number of members to give it a 
credible representative role before the government, other 
agencies and the public: FOPRIDEH has collaborated with numerous 
government agencies, and often acts as a formal or informal 
advisor with regard to NGO activities. It has also defended its 
members8 interests against perceived interference by the govern- 
ment. FOPRIDEH also represents the NGO community before donors 
and other international agencies, and participates in interna- 
tional meetings and seminars. Finally, it is beginning to 
publish articles of interest to the private development coma- 
munity, and has gotten some press coverage to increase public 
interest in NGO activities. 

HAVA is also seen by its members as a way of representing 
their common interests, particularly before the government. As 
part of this role, HAVA monitors governmental developments 
relating to NGO activities, and tries to interpret them for its 
membership. it also has tried to prevent or modify restrictive 
laws. Given the political conditions in Haiti, this is both an 
important and frustrating role. HAVA has had some impact in the 
past year in defending human rights and the right of NGOs to work 
with the poor without interference, but its general emphasis is 
on cooperation and collaborating with government agencies. Like 
FOPRIDEH, it also maintains relationships with donors and other 
international organizations in order to promote its participatory 
development agenda. 



X O R D E  has no official representational role. However, the 
absence of other effective member organizations in Costa Rica has 
led ACORDE to try to represent the NGO sector to some degree. 
Nevertheless, the scope of its role ab a foundation and its 
relationships with existing representative organizations have not 
yet been well understood or defined, leading to some confusion 
and conflict. These are matters which should be resolved. 

These experiences indicate that developing a representation- 
al role depends on member demand, and will not be effective if 
the members are not cohesive or in agreement about their common 
interests. It is difficult for an organization to create a 
demand for this function. 

b. beadershi~ and Coordination o f  NGO Activitie~ 

Both FOPRIDEH and HAVA have emphasized the coordination of 
NGO activities. It is not accidental that both organizations 
have promulgated, or are in the process of creating', statements 
of principles which promote distinct models of socio-economic 
development for the NGO sector which can serve as a basis for 
coordinated action among NGOs, and that both are trying to 
provide leadership in encouraging NGOs to participate in their 
models. 

HAVA has tried to encourage participatory development 
through information, training and demonstration projects. As 
indicated in other sections, its record has been mixed. A 
particular problem has been its failure effectively to incor- 
porate NGOs in its project funding program, thereby detracting 
from their de:monstration or educational effect. It also has been 
handicapped by the relative weakness of many of its local NGO 
members and their predominantly relief rather than development 
orientation. It has had some success in encouraging coordinated 
action, most notably in the water and sanitation program, which 
has gotten a large number of NGOs to standardize equipment and 
maintenance procedures. Women-in-development is another area in 
which coordination has occurred to some degree, with a number of 
organizations collaborating on various seminars and on two 
Women's Week observances. 

FOP- T ' development zsdel is still being raffned; but 
member interest in collaboration and coordination is high; and 
FOPRIDEH already has facilitated a good deal of networking and 
exchange of information, technical assistance and material 
resources among its members. It is very likely that, once an 
acceptable model is approved, FOPRIDEH's leadership and coordina- 
tion efforts will increase. 

Neither ACORDE nor ASINDES has taken an active role in this 
area. ASINQES8 internal problems and diversity of membership 



have limited its action on this aspect of its work to providing 
some services such as the Resource Form of 1987 in which repre- 
sentatives of potential donors met with representatives of 
interested Guatsmalan NGOs invited by ASINDES; and that event was 
heavily supported by PACT and PADF. is not equipped to do 
so because of its structure. The only way it can effectively 
influence NGO actions is through the types of projects it funds 
or the training it provides. It could possibly play a larger 
role if it were instrumental in working with NGOs to define their 
mutual development priorities and respective roles more clearly, 
but as a non-membership organization its ability to do this is 
limited. 

c. Publicity and Information Dissemination -nu NGOa 

All the organizations to some degree see themsel~~es as 
responsible for giving publicity to their own work and that of 
the NGOs in general, and for collecting and distributing informa- 
tion of interest to NGOs. However, the degree of importance 
given to this aspect of their work varies greatly among the 
organizations, and even within the organizations over time. In 
most cases the organization is still seeking the right focus and 
priority to give to this aspect of its work. In general, the 
organizations enjoy favorable public images; and there is enough 
knowledge of their programs among NGOs that there has been 
sufficient demand to use the resources available for the pro- 
grams. However, in all countries there is a desire on the part 
of NGOs for more and better directed information. 

ACORDB has focused on getting out general news coverage of 
its activities. It has not sought to be a source of technical 
information for NGOs or a forum through which they might exchange 
information about their experiences. That function has been left 
to member organizations. Unfortunately those organizations are 
not performing it well. 

A S I N M  also has put its focus on providing information to 
NGOs about its program for sub-projects. Although as a member- 
ship organization it has as one of its purposes the providing of 
technical assistance and representing the overall interests of 
the NGOS, it has not undertaken to collect and disseminate 
information in support of those purposes. This reflects the 
weaknesses of its programs for those purposes which are discussed 
elsewhere in this report. 

To date FOPRIDm's information program has consisted of 
bulletins with information on its own member activities, and 
topics of interest to the private development community. It has 
also issued two publications on the role of NGOs in development, 
and is in the process of putting together a library of materials 



on development and training topics for use by NGOs and a com- 
puterized data bank of information on funding sources and on NGOs 
operating in Honduras. 

has been very conscious of the need to provide its 
members and the general public with information about the NGO 
sector, its own programs and technical topics relevant to NGO 
programs. However, it is still trying to find an effective way 
to do this and it is reassessing its approgch to the collection 
and dissemination of information. 

The difficulties encountered by the programs for publicity 
and dissemination of information have been several. One, none 
appear to have staff or consultant experts who are skilled in 
publicity and the dissemination of information. Two, some of the 
organizations seem to be unclear as to how assertive they should 
be in trying to represent the NGO sector and what priority they 
should be giving to what kind of information. Most are now 
undertaking some kind of survey of the felt needs of NGOs to help 
them face this problem. Third, the weakness of the. information 
programs reflects the difficu1t:ies of institutional focus with 
which all the organizations are struggling to some degree. 
Fourth, as is common in organizations, none has a system for 
analyzing the cost benefit relationship of the various types of 
information programs. 

d. @ T a'n'n d e 

The training and technical assistance programs of all the 
organizations have been less effective and have received less 
attention than have the sub-project programs. Except in connec- 
tion with the preparation of proposals for sub-projects and the 
creation of systems for accounting for the sub-project funds, 
most of the organizations have thus far given little technical 
assistance or training directed at the needs of particular NGOs, 
although this need to do so is becoming more recognized. What 
usually has been done is to provide courses or seminars open to 
all interested NGOs and covering topics of supposed general 
interest. While some courses have been very well received, some 
have been criticized as being too elementary and having little 
impact because of the lack of followup with the NGOs to assist 
their personnel in applying the content of the courses to their 
own operations. All the organizations agree that more attention 
should be given to the technical assistance and training pro- 
grams, but they are not as sure how best to proceed. 

ACORDEts predecessor organization provided technic:al 
assistance one way or another to some 141 groups with a total 
membership of nearly 15,000 people, and ACORDE began its opera- 
tions with the provision of technical assistance, and training as 
one of its purposes. However, during 1987 ACORDE supparted only 
six technical assistance and training activities, and during the 



first half of 1988 it oupported only three such activities. More 
importantly, ACORDE decided that it would not continue to 
organize and supervise a technical assistance and training 
program of its own, but rather would make grants to other 
organizations to enable them to do so. Thus ACORDE abolished its 
own division of training and technical assistance, and made a 
grant to the largest membership organization of NGOs in Costa 
Rica to provide such assistance. That grant did not result in 
effective programs, and ACORDE has turned to an international 
training institute (INCAE) to mount the training programs. 
Meanwhile ACORDE has given some specific techniczl assistance to 
NGOs in connection with the preparation of project proposals, but 
it is not staffed to expand that effort significantly. 

MIND= also had the provision of training and technical 
assistance to NGOs as one of its major institutional purposes. 
Furthermore, the proposal for the original AID grant asserted 
that ASINDES would conduct a survey of the needs of the NGO 
sector as well as assessments of the training and technical 
assistance needs of each member NGO in order to identify what 
needed to be done to strengthen the NGOs as organizations (not 
just to enable them to handle the funds provided under sub- 
pro jects) . In fact, that approach was not followed. The survey 
was not conducted, and the attempts to conduct the diagnostic 
reviews of individual NGOs was abandoned after being met by 
resistance on the part of the NGOs themselves, who apparently 
feared that the results could be used against them either in 
response to their requests for financial assistance or through 
the tarnishing of their reputations with the general public. In 
addition, there was disagreement among persons associated with 
the program as to the value of the two main approaches--i.e. 
technical assistance to particular NGOs or courses and seminars 
on general topics open to representatives of all the NGOs. These 
difficulties, as well as personal tensions internal to the staff 
of ASINDES, led to the departure of the person who was in charge 
of the technical assistance and training program. A replacement 
has been appointed only recently. Consideration is being given 
to focusing the technical assistance and training program on a 
sectoral basis beginning with health, but a strategy and plan to 
carry it out is not yet in place. 

In the last year and a half FOPRIDEH has placed increased 
attention on training for NGO personnel. In 1987 there were 21 
training events for 209 persons, and in the first five months of 
1988 there were eight events for 183 persons. In additioc, 
FOPRIDEH supported the attendance of some NGO personnel at 
courses given abroad. The training courses have included topics 
such as working with beneficiaries as well as the more tradition- 
al administrative and technical ones. The increase in emphasis 
responds to the desires of NGOs. FOPRIDEHts program of technical 
assistance to NGOs has been more limited, but is currently 
receiving greater emphasis. While much of its technical assis- 



tance is associated with the preparation of sub-project 
proposals, it also responds to requests for assistance in other 
areas and is trying to increase this capacity. Most of the 
organizations contacted were relatively satisfied with these 
efforts, but wanted more specific technical assistance and some 
modifications in course length and frequency. Some also wanted 
FOPRIDEH to coordinate all NGO training events. 

JiAV& conducts a diverse training and technical assistance 
program which includes both (i) the usual topics associated with 
the handling of sub-project funds, with fund-raising and with 
general institutional improvement, and (ii) technical topics 
organized on a sector basis, legal services and the dissemination 
of information and motivation through theater and animation 
techniques. HAVA8s program includes work with representatives of 
beneficiary groups as well as of NGOs, and it is likely to become 
even more heavily directed at the former given the trend in 
HAVAts approach to development. The impact of HAVAts efforts 
appear to be positive, with the technical courses in the water 
and sanitation sector, the legal services program and seminars on 
women in development issues getting particularly strong endorse- 
ment from participants and observers. However, it is not clear 
that HAVA will have the capacity to expand the program to provide 
effective coverage to other sectors or that it will be able to 
meet the burden of providing training and technical assistance 
directly to many beneficiary groups. 

There would appear to be several reasons that the training 
and technical assistance programs of these organizations have 
been less effective than the programs for financing the sub- 
projects. One, as previously stated, all the organizations gave 
highest priority to getting the sub-projects programs in opera- 
tion and the funds available for those programs utilized. 
Training and technical assistance activities were directed at 
tl-(:t immediate target. Two, providing training and technical 
assistance is expensive; and most of the organizations do not yet 
have the self-confidencze (or record of accomplishment) which 
enables them to seek contributions from the NGOs for the costs of 
those programs (FOPRIDEH charges for some training services). 
Three, the range of possibilities for training and technical 
assistance is broad, and thus a premium is placed on making 
strategic choices which is difficult for these organizations for 
the reasons already discussed. This problem of choice is 
aggravated by the difficult trade-off between courses on topics 
of general interest and training and technical assistance aimed 
at specific problems of particular NGOs or beneficiary groups and 
by the expense and contruversy that are involved in conducting 
surveys and analytical studies to determine what are the most 
important needs of the NGOs. Four, in the case of ACORDE, there 
is the temptation to conclude that the provision of training and 
technical assistance should be the responsibility of organiza- 
tions whose basic purpose is to be responsive to the needs of its 



members, and that ACOSDE should not be seen as seeking to usurp 
that responsibility, even if the relevant membership organiza- 
tions; are not meeting the responsibility. 

The USAID Missions do not seem to have played a significant 
role in the discussions which have been taking place about the 
topic of the appropriate role for training and technical assist- 
ance in the programs of these organizations. The Missions all 
nominally have included a program for training and technical 
assistance to NGOs in the grants made in support of these 
organizations. However, neither the difficulties encountered by 
the training and technical assistance aspects of the programs nor 
the significant changes in approach adopted (e.g. by ACORDE in 
abolFshing its direct involvement and by HAVA in focusing its 
attention more and more on beneficiary groups) seem to have 
caused any significant reaction or action on the part of the 
Missions. Given the Missions' desire to reduce the amount of 
staff time devoted to the administration of NGO programs, this 
situation is understandable. However, it would seem to be at 
odds with a real concern for the institutional strengthening of 
these organizations and the NGOs which they are to serve. A more 
coherent strategy and better funded program to carry out that 
strategy is needed for the technical assistance and training 
aspects of these programs, and the AID Missions should become 
more actively concerned with their creation and execution. 

e. Assistance to NGOs in Fwd-raising 

The organizations have not been as active as they might in 
assisting NGOs in their direct fund-raising efforts, being so 
strongly concerned with fund-raising for themselves. There have 
been seminars given on fund-raising techniques by all the 
organizations, and conferences of representatives of potential 
donors and representatives of NGOs have been organized with 
assistance of PACT and the Inter-American Foundation in Guatemala 
and Honduras. However, there has been little followup with the 
NGOs following those conferences, and there seems to have been 
little increased support for NGOs arising from them so far. Most 
of the organizations have yet to adopt a strategy for proceeding 
on fund-raising which sets forth the priority given to assisting 
NGOs or the techniques which are to be used in any such effort; 
FOPRIDEH, however, has recently developed a plan that extends to 
NGOs, as well as fund-raising for itself, and is in the process of 
developing a competitive data bank on donors for use by the NGOs. 

f. Promotion of Gender Eauitv bv NGOB 

To date, HAVA is the only organization studied which has 
made a point of specifically promoting tho inclusion of women in 
its development projects. The others need to prepare priority 
statements and specific criteria for their funding programs to 
encourage NGOs to give more attention to gender equity, and 



should also conduct training sessions on this topic and arrange 
for appropriate technical assistance to help organizations 
effectively reach and include women. 

ACORDE, HAVA and ASINDES have excellent ratios of high-level 
female staff; FOPRIDEH could improve in this respect. Board 
gender ratios are good for HAVA and FOPRIDEtl, but ACORDE has only 
one woman on its Board, and ASINDES has none. The presence of 
women in such positions sets a good example for NGOs and tends to 
favor attention to women beneficiaries-although it by no means 
assures it. 

A major problem facing all the organizations studded is the 
question of their sustainability once AID support ends. This 
section examines both their institutional and financial 
sustainability and the factors which affect it. 

Factors which contribute to institutional sustainability 
include a clear sense of institutional identity and mission on 
the part of the organization, a perceived need for the institu- 
tion and support for it by the NGO community, and support (or at 
least acceptance) and recognition of the institutionOs role by 
the government. 

Measured by these factors, is well on its way 
toward institutional sustainability, although much will depend on 
the cohesion it is able to build around its prospective concep- 
tual framework and development model. However, it does seem to 
have achieved substantial recognition and credibility among the 
NGOs (though their willingness and ability to provide a higher 
level of financial support is still to be seen). Its recognition 
by the GOH is also a positive factor, and it has made progress in 
establishing a collaborative relationship while still defending 
NGO interests. The relative homogeneity and strength of 
FOPRIDEHOs membership have contributed to this situation, as has 
a strong sense of nationalism and desire for increased autonomy. 

has also made progress toward institutional sustain- 
ability. It has achieved a clear sense of its identity and 
mission. However, its ability to rally a relatively weak and 
quite fragmented NGO community around this mission is still an 
open question. A number of NGOs do appear to recognize the need 
for a common forum and representative, particularly with respect 
to relations with the government. USAID/H has been instrumental 
in having the GOH present HAVA with AID-related sources. However, 
the quality of HAVAts future relations with the GOH and HAVAts 
ability to deal effectively with it are obviously affected by the 



instability of the current situation in Haiti, which makes it 
impossible to predict future developments. 

DESf prospects are mixed. Its current membership 
appears to support the direction it is taking, but there is 
little evidence that they are enthusiastic about. it or willing to 
give it extensive support. There is little momentum to expand 
the membership to achieve a stronger organization. The defini- 
tion of ASINDES8 purposes and the scope of the assistance which 
it will provide to NGOs is still evolving, and thus the degree of 
utility which it will have for the NGO community is not yet 
clear. With USAID assistance ASINDES has received financial 
assistance from the GOG, but the negotiations have been diff- 
icult; and there is still considerable suspicion on ASINDES8 part 
as to whether the GOG can be trusted to remain supportive of its 
efforts. Some observers have commented that ASXNDES8 main 
accomplishment to date has been to continue to exist in the face 
of the internal and external pressures to which it has been 
subjected. 

ACORDE is in a different situation, since it essentially is 
just a financing institution. Because it is a foundation rather 
than a membership organization, there is little basis on which 
NGOs can develop institutional loyalty toward ACORDE beyond their 
need for the funding it provides. ACORDE is perceived basically 
as an AID funding window by the NGOs, which are happy to get the 
money but don8t feel responsible or involved in sustaining the 
institution. On the other hand, ACORDE enjoys good relations 
with the GOCR, which sees it as providing a useful sawice. It 
is receiving government support through AID-related funding; and, 
although political considerations might intervene, it is likely 
that that support will continue for at least five years. 

The financial sustainability of the programs of all the 
organizations except ACORDE is in doubt; dependence on AID- 
related financing is not decreasing; fund-raising efforts have 
not yet produced the resltlts projected; dues and revenues from 
reimbursable services are not significant sources of financial 
support; and the use of reir?burseable financing of sub-projects 
as a source of revenue is currently very limited and its future 
unclear. 

(1) Qperamu Costa 

All of the organizations except FOPRIDEH are operating with 
more or less balanced operating budgets. However, only ACORDE 
appears to have assured financing to cover its operating costs 
and a level of operating costs which does not seriously limit its 
ability to meet its program responsibilities. None of the 
organizations has been,able to mount a significant reimbursable 



services program to raise revenues. All remain overwhalmingly 
dependent on AID-related sources for financing their operations. 

ACORDEO.w operating and fund-raising budget for 1988 is the 
equivalent of approximately $306,000 which is approximately 11% 
of the overall budget. ACORDE has been financing these costs 
mainly from interest on balances in its bank accounts of funds 
from its predecessor agency which are not yet disbursed, from 
support under the USAID grant to PACT and from the GOCR funds 
made available under the agreement among ACORDE, the GOCR and 
USAID/C#. In the future the major share of funding for ACORDE8s 
operating expenses will come from income generated from renting 
space in the downtown office building which AID has granted to 
ACORDE and will turn over to it by 1989. 

u E S 1  operating budget for the fiscal year 1988-1989 is 
the equivalent of approximately $180,000 which is approximately 
14% of the overall funding for its programs (10% if purchases of 
furniture, equipment and vehicles are not included). Although 
this level is a very substantial increase over that- which 
prevailed before 1986, it does not permit ASINDES to fund the 
level of activity that is required for it to perform its respon- 
sibilities satisfactorily. The costs are financed through the 
USAID grant to PACT and from the fees earned on the administra- 
tion of funds transferred from the GOG pursuant to the agreement 
among ASINDES, the GOG and USAID. Those sources will continue to 
predominate until 1990. At present ASINDES has not identified 
any source of financing likely to replace the transfers from 
USAID/G through the PACT grant and it is not certain that the GOG 
will continue indefinitely to transfer substantial funds to , 

ASINDES to administer on its behalf, 

Is operating expenses were the equivalent of 
$206ji%%%g the first seven months of 1988. This constitutes 
about 28% of the overall funding for its programs during the 
period. However, FOPRIDEHts revenues for the first seven months 
were only the equivalent of $139,000 (67% from interest on 
balances held in bank accounts of AID funds obligated for the 
sub-projects but not yet disbursed, and 30% from fees for 
administering the AID funded sub-projects). Current operating 
expenses are covered by the AID grant, allowing FOPRIDEH to save 
from its revenue to help cover expenses after its AID grant runs 
out. The prospects for financing FOPRPDEH's operating budget 
after 1988 are not good. The bank interest on undisbursed 
balances of AID funds will decline and the fees for administering 
the two large projects will cease. It is unlikely that an 
increase in reimburseable services or administrative fees on 
possible new projects will make up the difference. Thus FOPRIDEH 
is making tentative plans for a retrenchment of its staff. 

JiAVA1s operating budget for the year 1987-1988 is the 
equivalent of approximately $354,000. That amounts to over 70% 



of the total program. The extraordinary high percentage reflects 
the very small size of the sub-projects program and the omphasis 
placed on education rather than the placement of funds. Theae 
operating costs were met by transfers from the GOH of PL 480 
resources, support under the USAID/H grant and residual support 
from the IAF under its terminating credit program. USAID/I18a 
grant will largely meet the operating expenses of HAVA until the 
middle of 1989. The prospects for funding after that a.ra 
unclear. The most likely sources would be additional support 
from USAID/H or additional transfers from the GOH of funds 
generated through other AID related programs. However, there are 
no current concrete plans by the GOH or USAID/H to provide such 
funding. 

Thus, all the organizations except ACORDE appear to face 
indefinite reliance either on grants from the AID Missions or on 
fees for administering government funds also derived from AID. 
It is hard to see how this situation is strengthening th.e 
independence of the organizations. The ACORDE alternative of 
being given a large endowment by AID is appealing and should be 
given serious attention, but there does not seem to be much 
interest on the part of other Missions doing this. The alterna- 
tive of increased fee income from administering projects on 
behalf of donor organizations holds some promise, but it is far 
from being realized; and, in fact, it holds the dangers that the 
organizations could be diverted from their principal purposes and 
their own programs in order to supply administrative services. 

Certainly more should be sought in the way of incoms from 
administrative fees and additional reimburseable services. 
Income from the interest spread on reimbursable sub-projects will 
also provide some support to the operating budget. However, 
there seems to be no prospective alternative which will relieve 
these organizations of the need to increase their fund-raising 
efforts very significantly and to include in those efforts 
financing for their own operations. Those efforts are likely to 
take longer than the periods during which the Missions currently 
plan to support their operating costs. This issue will need to 
be faced soon. 

All the organizations face major uncertainties in trying to 
maintain the level of program activity which they have reached in 
the last few years with assistance from the AID Missions. Except 
for FOPRIDEH, their dependence on their own governments for 
program funding is growing as a result of AID8s influence with 
those governments, and their access to foreign exchange for 
external program costs is declining as AID ceases to provide 
dollar financing for these programs. 



ACORDELa proqram budget for 1988 amounted to $3.849 million. 
Of that amount $1,7 million catne from transfers from tho GOCR of 
funds generated by repaymante of its loans to the private sector 
under other AID programs, $1.2 miLlion came from transfers under 
USA1D/CR0s grant to PACT, and $.797 million came from funds 
transferred to ACORDE from its predecessor agency. According to 
the agreement between the GOCR and USAID/CR the former's con- 
tribution to ACORDE should continue for five years. However, the 
lattar two sources of funds will be exhausted during 19139. At 
present the only likely substitute for those sources is the 
possible grant of $500,000 to $1.0 million from the Inter- 
American Development Bank. (PACT also is exploring the poa- 
sibility of making ACORDE the beneficiary of a debt-swap agree- 
ment between the GOCR and its US creditors, but that possibility 
is just beginning to be analyzed.) Even with such a grant, the 
level of program being suppcorted by ACORDE is likely to fall 
unless unanticipated success is achieved in fund-mising. 

ASINDES' program level for the current budget year is the 
equivalent of $1.067 million of which 31% comes from the USAID/G 
dollar grant to PACT and 69% from GOG funds generated by other 
AID programs. Prospects are similar for the program in the 
budget year 1989-1990. Thereafter the prospects are unclear. At 
present there are no sources likely to replace theoe two current 
sources of program funds. USAID/G has provided ASINDES with 
$200,000 to administer a small projects program linked with the 
association of returning participants under the CAPS program, but 
it has decided not to use ASINDES for implementing funds avail- 
able under its projects in health and in small enterprise 
development. The Board of ASINDES would like to create a 
financial organization separate from ASINDES in order to enable 
it to attract funding and operatn reimburseable programs without 
conflicting with the concerns of its members that the other 
purposes of ASINDES are being subordinated to the financial 
program. However, the source of funding for such an organization 
is no clearer than that for ASINDES itself. 

FOPRID_EH'a program for the first seven months of the current 
budget year is.the equivalent of $450,000. The sources of these 
funds are a dollar OPG for technical assistance and a local 
currency OPG for sub-projects, an AID grant for a health project 
to be administered by FOPRIDEH and some small grants from 
European organizations. Only the local currency OPG will run 
beyond the early part of 1989, and it will be fully utilized by 
the end of 1990. FOPRIDEH has received notice of preliminary 
approval for a soft loan equivalent to $500,000 from the Inter- 
America Development Bank. It is also negotiating with the World 
Food Program, the Inter-American Foundation, the European 
Economic Community and a German foundation about possible future 
financial support for its programs. However, even if all these 
discussions were successful, the level of support would be well 
below that current1.y being provided by the O P G s  from USAID/H. 



Thus, FOPRLDEH also facea tho likely proepect of a declining 
level of program resourcoa unlees it can turn to the 60H to 
provide it with reaourcew or it ie able to mount an effective 
fund-raising campaign. 

too is facing a declining level of resources for its 
program. There aro funds to continue the current level of 
activities ,under the legal services and theatre programs for 
another year or two, but not to expand them. The funds available 
for sub-projects are largely used, and the most likely sources of 
replenishment are a loan of $300,000 to $400,000 from tho IDB for 
the agriculture credit fund and additional transfers of FL 480 
generations from the GOH. Neither is certain, although both seem 
to be good possibilities. 

The prospects for program funding do nat seem to be depen- 
dent on the type of organization. All are facing difficult 
situations, which seem to reflect the nature of the programs 
being supported and the fact that even those organizations most 
interested in using reimbursable funding for sub-projects (e.g. 
ACORDE and ASINDES) have not made much progress in doing so yet. 
The situation also is owing to the fact that all AID Missions 
appear to want to discontinue providing dollar funding for NGO 
programs and assume that local governments will be willing and 
able to provide funding to keep the levels of programs from 
declining. Even if the levels can be maintained, the result is 
likely to be less flexibility for the organizations and serious 
constraints on their ability to support activities requiring 
foreign zxchange. 

To date the fund-raising efforts of all the organizations 
have not lived up to expectations. With the exception of 
FOPRIDEH, the organizations have not forged coherent strategies, 
much less concrete plans to raise funds from sources other than 
AID and their own governments. Almost no effort has gone into 
domestic fund-raising except in the case of ACORDE, and that 
effort has had.more benefit for a particular NGO than it has for 
ACORDE as a n institution. Proposals have been made to the usual 
official donors such as the IDB and the IAF, and all have had at 
least some contact with US foundations and European organiza- 
tions. However there has as yet been little in the way of 
concrete results from those contacts. Indeed, most organizations 
have not yet made such basic decisions as the extent to which the 
effort will be f~cused on finding funds for particular projects 
of NGOs or for the overall program of the organization, or the 
extent to which tho organization wishes to focus on offering 
itself as an implementor or administer specific activities. 
ACORDE is the only organization which uses the full time of a 
staff member for fund-raising. 



During the first half of 1980 raised $43,000 domes- 
tically from non-government sources (all but $1,333 of which was 
for projects of a specific NGO) and $61,000 from international 
sources. Although trips in 1987 to the U13 and Europe by the 
President of the Board and the Executive Director did not result 
in immediate financial support, they did w r v e  to establ.ish 
channels of communication. The staff of ACQRDE has concluded 
that its experience shows (i) that ACORDE should seek funding for 
specific NGO projects rather than general support as an inatitu- 
tion or a line of credit for its programs such as USAID/CR and 
the GOCR have supplied; and (ii) that more preparation and staff 
work is necessary to convince potential donors that ACORDE is 
deserving of their confidence as an administrator of project 
funding. That view is not shared by the President of the Board, 
who sees a need for more institutional support for ACORDE and 
places more importance on personal contacts and vigorous followup 
to initial contacts. Partly as a result of this difference in 
points of view, ACORDE has not been able to formulate an agreed- 
upon strategy for its fund-raising. 

ASINDES has had even less success at fund-raising from non- 
governmental sources. No effort has been made to raise funds 
domestically, and the effort to raise extarnal funds has been 
limited to a trip to the US by some members of the Board. A 
similar trip to Europe currently is under consideration. Fund- 
raising is handled by the Executive Director as part of his 
regular duties. There is no approved striateg:,,' to address the 
issue and preparation of background materials is hardly underway. 

is beginning its fund-raising efforts. St has 
identified a series of steps to be taken starting with better 
defining its conceptual framework and purposes. It is collecting 
information on possible funding sources, both domestic and 
external, and preparing promotional. material to in its actual 
contact work. A $500,000 loan from IDB has been approved. Fund- 
raising is handled by the Executive Director with tho zsuistance 
of the resident German advisor. They have traveled to Europe to 
initiate and followup on contacts with possible donors. So far 
these efforts have not produced much support for the program, 
although some support for equipment and training hiss been 
secured, and some organizations have indicated potential inter- 
est. As in the case of ASINDES, the Board is considering 
creating a semi-autonomous organization to act as the financial 
agent for FOPRIDEHts project funding programs in part to make it 
more attractive to a broader range of donors. 

HAVA has received support from fairly diverse sources -- 
e.g. the IAF, the EEC, UNICEF, a Dutch development agency and 
AID. It currently is seeking funding from the IDB and the 
Canadian Government as well as from its past donors. However, 
HAVA has no effort underway to obtain funding from domestic 
sources, and it has made little effort to seek funding from 



private sources abroad. Furthermore, although HAVA has evolved a 
fairly focused approach to development, its fund-raising effort 
has not been elaborated with equal care or precM.on. The 
members of the Board do not seem to be engaged in the effort to 
any significant extent, leaving the problem to be addressed by 
the Exocutive Director. 

It may be that it is too early to expect these organizations 
to have achieved significant euccess in their fund-raising 
efforts, and it also may be that the fairly generous support 09 
AID and of the local governments with AID'S encouragement has led 
the organi.zationa to be less driven to find other sources of 
support. However, the more likely explanation is that AID and 
the organizations overestimaled what is possible within the 
period of these OPG yrants and included in those grants commit- 
ments for performance by the organizations without providing the 
degree of support which would seem to be necessary. The situa- 
tion is further complicated by the facts that AID no longer is 
willing to have AID funds usod to help finance fund-raising 
efforts, and that many European sources of assistance do not want 
to associate themselves with organizations they see as closely 
linked with the USG and its policies in Central American and the 
Caribbean. Whatever the reason, fund-raising is perhaps the 
weakest aspect of the performance of these organizations, and the 
AID programs have not yet found a way to make their efforts 
effective. 

5 ,  Use o f  External Advisors and Technical Assis- 

All of the organizations except HAVA have used significant 
amounts of external technical assistance and have had resident 
external advisors. The AID grants to ACORDE and ASINDES financed 
such advisors and technical assistance from Private Agencies 
Collaborating Together, Inc. (PACT), a US based international 
consortiu~m of private voluntary organizations working in develop- 
ing countries. The AID grant tcz FOPRIDEH financed two individual 
resident advisors, and the organization later used financing from 
anothor source to obtain the services of an external advisor. In 
all cases the relationship between the advisors and the organiza- 
tion has not been entirely smooth, but on balance has been 
positive; 'and the presence of the resident advisors has been 
recognizied as being beneficial. However, there still appears 
to be some resentment concerning the home office costs of FACT, 
and some question concerning the utility of periodic visits from 
PACT8 s home off ice personnel. 

ACORQ]$ has had the assistance of a resident PACT advisor 
throughout its existence. In fact, that assistance began while 
the program was still only a division within CINDE. The current 
resident a,dvisor from PACT has been with ACORDE since March 1987,. 
and is scheduled to remain until June 1989. There seems to be 
agreement among the Board and USAID/CR that it would be wise to 



extend the advisor's presence for one or two additional years. 
Although all agree thiit he is personally well prepared and 
motivated and has been of important assistance to ACORDEfs 
programs, there is some feeling that he has become too involved 
in the internal disputes of the organization and on occasion has 
been too forceful in sleeking changes in the organizationfs 
structure and the distribution of its responsibilities. Thus, it 
would seem to be wi.se to seek further clarification of the role 
which the advisor is t,o play. 

ASINm has had a resident advisor from PACT since mid-1986. 
His job was made difficult by several factors. First, ASINDES 
was resentful of AID'S having provided the dollar funding for 
sub-projects through PACT rather than directly to it and of what 
it considered to be the excessively high cost of PACT'S handling 
of those funds. Second, ASIMDES was suspicious of PACT'S 
intentions seeing it as a potential rival in providing assistance 
to Guatemalan NGOs. Third, the former Executive Director of 
ASINDES resisted taking advioe from the resident advisor, and was 
critical of him with the Board of Directors. Through persistence 
the PACT advisor was able to overcome these negative factors 
while accomplishing most of the tasks assigned by the Grant, and 
currently he appears to have the confidence of the Board and to 
be accepted by the new Execut~ive Director. However, ASINDES 
remains critical of the costs of PACT'S assistance--and especial- 
ly of the home office chargers-and probably accepts the continued 
involvement of PACT as an inrstitution basically because the USAID 
Mission requires it to do so. 

Although FOPRIDEB has not had assistance from PACT it has 
had the help of resident exbernal advisors. The USAID/H grant 
financed the full-time services of a former Mission employee from 
the beginning of the OPG until March 1988 to assist FOPRIDEH in 
organizing its internal administration and its operating policies 
and procedures. The grant also financed the full-time services 
of an advisor during 1985-1986 to assist in liaison work with the 
NGOs. During the last year and a half FOPRIDEH has had the full- 
time assistance of a Gennan advisor partially funded by the 
Intergovernmental Committee on Migration (CIM). The relationship 
between the first full-time advisor and FOPRfDEH deteriorated 
over time, and was allowed to lapse. The current relationship 
with the German advisor appears to be better and his services to 
be valued. However, FOPRIDEH is sensitive to his remaining an 
advisor and not seeking to dominate or direct its actions. In 
addition to the full-time advisors, FOPRIDEH has utilized short- 
term advisors from PACT as well as local consultants, for help in 
preparing it's self-sufficiency, training and impact evaluation 
plans. 

In contrast to the other organizations, HAVA has never had a 
full-time external advisor. (The original USAID/H grant contained 
$40,000 for assistance from the Florida Association of Voluntary 



Agencies, but the assistance was limited to that Associationfs 
providing liaison with potential cooperating entities in 
Florida.) This does not mean that h;rVA is closed to external 
advice. Indeed, it has received assistance from PACT and the Pan 
American Development Foundation in organizing workshops for its 
members in accounting, in the use of computor programs, in 
planning and analysis and in staff training programs; and it has 
utilized studies financed by those organizations. However, HAVA 
has been cautious in seeking a more intimats or comprehensive 
relationship with an advisory group since it feared Losing 
control of its own development and its own decision making; and 
USAID/H has not actively encouraged HAVA to seek such a relation- 
ship or a full-time external advisor. Althlough HAVA has made 
substantial progress in its institutional development without the 
degree of advisory assistance provided to the other organiza- 
tions, it now faces a sufficiently complicated and demanding 
agenda of issues that it should reconsider its past attitudes 
toward such assistance. 

Judging from the experience of these organizations, it would 
seem that it is somewhat harder for membership organizations to 
utilize the services of external advisory groups or full-time 
external advisors. However, the difference is one of degree, not 
kind since ACORDE too has had to deal with tensions surrounding 
the role of PACT'S advisor. In fact, it seems that none of these 
organizations are likely to seek full-time external advisory 
assistance unless strongly encouraged to do so by the financing 
agency--in this case the USAID Missions-for its own reasons. 
PACT is present on a full-time basis in Costa Rica and Guatemala 
because the Hissions insisted that it handle the dollar funding 
under the grants and not in Honduras and Haiti, where the 
handling of such funds was not involved in the grant. Further- 
more, the requirement to have such an external involvement is 
like,dy to cause some resentment, and the relationship between the 
organizations and its advisors will most likely involve periods 
of tension and cause a series of personal and program problems 
which will call for the attention of the Missions. However, on 
balance these advisory services appear to be helpful and to be 
valued by the organizations. Indeed, in some instances, the 
resident advisors appear to have been the mainstay of the 
organizationsf performance during the periods of crisis brought 
on by their own internal disagreements. Of course, the degree of 
acceptance of the external advice and its utilization will be 
dependent to an important degree on the skill of the advisor in 
making himself and his suggestions acceptable to all the persons 
involved in the work of the organizations. 

6. mlations with A I D  

a. Effects o f  AID on Performance of N G m  

AID'S policies and procedures in designing and managing OPGs 



to umbrellas organizations and the actions and attitudes of USAID 
Missions and their staffs have had considerable influernce on the 
results achieved by these organizations. Without AIDfs support 
and assistance these organizations would not be functioning 
nearly aa well, if at all. While AIDfs guidance and support have 
generally been positive, greater attention to some design and 
implementation aspects by AID could have avoided some of the 
problems that have arisen in these organizations. 

Clarifau Obiectives. Some of the objectives sou.ght in the 
AID grants have caused problems because they are happropriate to 
the basic structure of the institution created or selected to 
carry out the program and because the objectives are sometimes in 
conflict . 

ACORDE was created by USAID/Costa Rica to channel AID funds 
to NGOs; however, it was al.so expected to help strengthen the NGO 
sector. ACORDE was given a prestigious Board to give it greater 
visibility and to create a rallying point for the NGOS, but it 
has not been able to meet this second objective because the NGOs 
see it as removed from them and as an organization in which they 
have no participation; and because there has been tension .between 
ACORDE and an existing NGO federation and some of its members. 
Precise1.y because it is not a membership organization, the role 
ACORDE can play in leading and strengthening the NGO sector is 
limited. Accordingly, it has made very little effort in this 
regard, and even its ability to provide training and technical 
assistance has suffered. 

In the case of F O P R I W  and, to a lesser extent MIND=, 
there is some contradiction between the basic objectives sought 
by USAID. The principal objective was to implement a sub-project 
funding program; however, at least partly in deference to the 
organizationst original purposes and initial requests for 
assistance, the grants also included institutional strengthening 
as objectives. Although these two objectives need not be in 
conflict, in practice they have become so because some of the 
NGOs saw the funding program as detracting from the institutional 
development, representation and coordination functions they saw 
as more important. 

These experiences indicate a need to clarify what the most 
important objective really is and to select a compatible institu- 
tional structure through which to achieve it, or to take specific 
measures to ameliorate perceived conflicts, since incompatible 
objectives can weaken rather than build an institution. 

Financial Swinability. It is cledr from the experience 
of these organizations that financial sustainability should be 
clearly stated as a goal. from the beginning; that the meaning of 
sustainability should be defined; that specific steps to achieve 
it should be built into agreements and carefully monitored and 



that adequate technical assistance to achieve it should be 
provided starting in the early stages of u project. Ths ex- 
perience of FOPRIDEH is the clearest example of the problems 
encountered by a sudden shift in USAID emphasis on this issue, 
although all the organizations are having problems to some degree 
because insufficient attention has been paid to guidance and 
support for achieving sustainability. 

Q,gmree of Involvement and Control. Finding the appropriate 
degree of involvement by AID in tha operation of the umbrella 
organizations is difficult. On the one hand, AID has an interest 
in assuring that the funds which it provides are used in ways 
which are consistent with the terms of the grants and in an 
honest and effective manner, and AID has both the prestige and 
the leverage which can be exercised in favor of resolving 
conflicts and other problems which the organizations may have 
within themselves or with others such as governments. On the 
other hand, AID wants to reduce the amount of staff time which it 
must devote to NGO activities, and does not want to dominate, or 
appear to dominate, the organizations so that they lose or do not 
achieve independence, or appear to other potential donors as mere 
creatures of AID. The AID Missions usually have responded to 
this dilemma by focusing their attention on reviewing the sub- 
projects approved by the organizations, encouraging governments 
to make financial contributions to the organizations and turning 
over to PACT (or not concerning themselves with) the guidance and 
monitoring of the institutional development of the organizations. 
The excepti.on to this approach has been Honduras, in which the 
Mission has claimed the need for closer control in order to 
ensure FOPRIDEH8s organization viability. The sensitive politi- 
cal context also may have been a factor. 

This overall approach has had some negative impact on the 
organizations. The heavy focus on the use of funds for sub- 
projects probably encouraged ACORDE, ASINDES and FOPRIDEH to do 
iess than was necessary in technical assistance and training and 
not to address the thorny issues involved in becoming more 
effective spokesmen or coordinators of the NGO sector. In the 
case of FOPRIDEH, this eventually led to tension with the 
membership and a change in direction for the organi.zation. In 
the case of HAVA the very hands off attitude by the Mission has 
encouraged a sense of independence in the organization, but it 
has created little incentive and help for HAVA to strengthen 
itself as an institution. 

Perhaps the lesson-to be learned is that no approach can be 
adopted and then pursued indefinitely. There will be a need to 
remain close enough to the organizations to understand the nature 
of their problems and the direction of their evolution and to be 
able to intervene as necessary to help resolve problems, and that 
effort will inevitably require some reasonable amount of staff 
time and the periodic attention of the management of the USAID 



Missions. For instance, in the case of FOPRIDEH the problems are 
being worked out as a result of a high degree of pragmatism on 
both sides. However, this experience highlights the need to 
understand the dynamics of NGO perceptions and relationships and 
the effects of their political context. 

F m l ~ e l a v _ s _ a n d .  As with other development 
projects, delays in funding and uncertainties future funding 
can be very destructive of the morale and ability to plan of the 
organizations being assisted. The delays in receiving AID- 
related funds from the GOCR and the GOG had serious negative 
consequences for ACORDE and ASINDES. Although the delays were 
not the fault of the AID Missions as such, it would have been 
much better for the programs if those Missions had given more 
attention to resolving the problems earlier. 

A problem which is more under AID'S control is the clarifi- 
cation of future funding for these programs in dollars as well as 
AID-assisted local currency funding. Dollar funding is important 
to enable the organizations to obtain external advisory and other 
services, to have the flexibility of covering external costs of 
NSO-spnsored activities and to assist in covering the operating 
experlses of the organizations themselves. At present the 
impression which these organizations have is that AID does not 
intend to provide additional dollar support to their programs, 
and in some cases local currency funding is also in doubt. This 
may be an incentive to more serious fund-raising efforts, but it 
also tends to make the organizations less optimistic about the 
futxe and thus less expansive in what they undertake. If, 
indzed, AID Missions would be willing to provide funding for 
certain aspects of the programs during the five-year AID planning 
period, it would be useful for them to indicate to the orsaniza- 
ticns what are the possibilities and what types of expens& they 
might be willing to meet with such funds. 

be NGO Performance with Reaaxd to A.I.D.'s Obj,g&ivq 

am O b i e c a .  The degree of success of the umbrella 
organizations .in meeting AID8s program objectives has varied with 
the objective. All organizations have utilized the AID funds 
made available to them within a reasonable time, and all seem to 
be reaching beneficiary groups which are of the nature expected 
to be served. Thus kID8s objective of providing funds to NGOs 
and beneficiary groups is being met. 

Although the parameters of this evaluation did not permit an 
extensive review of field activities and the absence of collected 
impact data makes judgment difficult, there is at least episodic 
evidence that the activities are having a favorable impact on the 
beneficiaries. However, without more data on impact and cost 
accounting by program component, it is not possible to come to 
conclusions on the cost-benefit relationships of the sub- 



projects. It is too early to form a judgment on whether the 
beneficiary groups will be lasting and useful for ongoing 
development activities. 

The A I D  objective of supporting the provision of trainirdg 
and technical assistance to the NGOs is not being met to the 
extent which was expected. None of the organizations yet hae a 
sufficiently strong program to provide training and technical 
advice except in connection with the preparation of aub-project 
proposals and the preparation of the administrative procedures 
for utilizing the sub-project funds. The concept of performing 
analyses of individual NGOs to determine their needs and then 
providing for those particular needs through targeted training 
and technical assistance has not been sufficiently pursued to 
date. 

The training programs for NGOs have been more active. 
Surveys of the training needs have been performed to some extent. 
The training provided usually has been related to the topics of 
the basic principles of administration, techniques of eo~nmunity 
organizakion and fund-raising and preparation of project pro- 
posals. Welatively little training has been provided on techni- 
cal matters. In general there has been a lack of followup with 
trainees to assist them in applying the knowledge obtained at the 
training events. Only HAVA consc~ously and systematically 
includes representatives of the beneficiary groups in its 
training program. 

The A I D  objective of strengthening the umbrella organiza- 
tions as representatives and coordinators of NGO activities is 
being met to a very limited extent. This is the function of the 
umbrella organizations whose success is most dependent on 
*XL---- 1 

b=LIIaL factors and internal cohesisii. Zxcept in Haiti, the 
USAID Missions do not seem to give great importance to this 
objective, although it is included in all the grant agreements. 
There may have been an assumption that this objective would be 
accomplished automatically if the objectives of providing NGOs 
with financing, training and technical assistance were to be 
achieved. That is unlikely to be the case. Achieving this 
objective will require a more thorough analysis of the respective 
local institution and agreed strategies on how to proceed. 

The A I D  objective of creating organizations whose program 
are sustainable without continuing AID support is far from being 
achieved. Progress has been made in refining the objectives of 
most of the umbrella organizations, but more work is necessary on 
clarifying the priorities among the objectives, formulating 
strategies, and preparing institutional development plans for the 
organizations. Furthermore, except for ACORDE, the organizations 
face very uncertain futures concerning the financing of their 
operating costs, and all will suffer declining program levels 
unless substitutes are found for the current AID OPGs. Since 



fund-raising efforts have barely begun in the organizations, the 
most likely sources of continued program financing are their 
respective national governments using resources generated by 
other AID programs. This is not necessarily consistent with the 
organizations' long-term independence. Achieving sustainability 
will take longer and require more support from A I D  than was 
originally assumed would be necessary, and there is a need to 
define more clearly what is meant by sustainability in order to 
have a more practical goal to work toward. 

In short, while the utilization of funds is being accom- 
plished more or less according to plan, all the institutional 
strengthening purposes and the broader sectoral purposes are not 
being accomplished as was originally projected. Undoubtedly the 
original expectations were overly ambitious. A refinement of the 
objectives in light of the realities of the particular institu- 
tional situations would be helpful. 

peduction of Mission Workload. The underlying.puspose of 
all the OPGs, except in the case of HAVA, was to create a channel 
through which the USAID Missions could provide funds to NGO 
activities without incurring the administrative burden of dealing 
directly with the NGOs. However, tho degree to which the USAIDs 
seek to use these channels for such support varies. It is nearly 
exclusive in Costa Rica. In Guatemala and Honduras, the Missions 
see the umbrella organizations as one channel among others. They 
support some NGOs directly, and have contracted with some NGOs to 
provide services to their projects. The reasons for the 
Missions using NGOs directly include the particular relations 
they have with those NGOs, the fact that some of the activities 
are not compatible with the operations of the umbrella organiza- 
tion and the conclusion that the umbrella organizations did not 
have the capacity to perform the particular tasks the Missions 
wished to achieve. 

To the extent that the Missions use the umbrella organiza- 
tions for providing resources and assistance to NGOs, they are 
able to save on the time of their own staffs. However, in order 
to achieve all the purposes of the grants, the Missions will have 
to spend more staff and management time on the programs with 
these organizations than they have in the past. Thus Missions 
would be advised not to undertake the creation or strengthening 
of these umbrella organizations if their sole or overriding 
motive is to save staff time, or at least that they should do so 
only if they restrict the purposes of their support to that of 
channeling funds. 

IV* CONCLUSIONS AND LESSONS 

Based on the experiences with two different types of 
umbrella mechanisms, this final section draws out some general 
lessons and recommendations which may be useful to AID in 



planning future support for NGQs and umbrella organizations. 
Many specific recommendations for the four institutions studied 
and the individual USAID Missions are included in the four 
annexed country reports as well as in the foregoing comparative 
analysis. (At the end of this part there is a note giving a 
short summary statement of PACTfs own canclusions on these 
~ O P ~ C E .  ) 

a The choice of the most appropriate mechanism to use depends 
on the objectives being sought: 

- If the objective is solely to establish a funding 
mechanism to enable AID to channel funds to WGOs, a 
foundation would be the most appropriate mechanism if 
activities with individual NGOa are too burdensome for 
the Missions. 

- If the objective is to strengthen the NGO sector by 
assisting with institutional development,. including 
such aspects as coordinating activities and assisting 
the non-profit private development sector to relate 
more effectively to the government, in addition to 
providing training, technical assistance and project . "  

funding, a membership organization is the most appro- 
priate".qechanism. A foundation is structurally at a 
disadvantage to perform these functions. 

e If institutional development is defined only as providing 
training and technical assistance, without the coordination 
and representation functions noted above, and a mechanism to 
do this as well as to fund projects is desired, either type 
of mechanism could be appropriate. The choice would depend 
on the following conditions: 

- The objectives do not conflict with or distract from 
other objectives an existing organization may have 
(particularly important in the case of membership 
organizations) . 

- In the case of a newly created mechanism, the objec- 
tives do not conflict with services already being 
performed by other NGO organizations, or a clearly 
delineated separation of functions agreeable to all 
parties is possible. 

- Adequate attention is given to developing the organiza- 
tion's capacity to assess and meet NGO training and 
technical assistance needs as well as funding sub- 
projects . 

8 If strengthening the NGO sector is a major objective and a 
USAID Mission is contemplating working with an existing 



membership institution, the following characteristics appaar 
to be favorably associated with an institutianfs ability t'o 
accomplish this obj'ective: 

- St has a relatively homogenous, reasonably strong and 
predominantly local membership. 

- It has developed or is in the process of developing a 
coherent philosophy or model of development to serve us 
a unifying element for the membership. 

- Its members have or are developing a sense of ownership 
with respect to the institution. 

- Political divisions or other conflicts among member 
organizations are not too widespread or are amenable to 
solution or accommodation. 

USAID-related factors associated with more successful 
institutional development in conjunction with NGO membership 
organizations include: 

- Avoidance of conflicting or contradictory objectives. 
In the case of multiple objectives, care should be 
taken to avoid creating a sensa of conflicting agendas 
between the Mission and the membership. This requires 
willingness on the part of the Mission to accept and 
support institutional development as an integral part 
of the program, with attention to staffing, funds, 
technical assistance and other guidance to achieve 
these objectives, and not allowing project funding to 
become the predominant function. Membership organiza- 
tions appear to function best when funding programs are 
well integrated into development programs and are 
compatible with their overall institutional development 
goals. 

- Willingness to relinquish control as the organization 
develops its own capacity and finds its own direction 
and identity and willingness to tolerate differences in 
agenda. If political conditions are such that tight 
control is considered essential, other means of working 
with NGOs, such as using them to provide specific 
services, rather than attempting institutional develop- 
ment through a membership umbrella, are preferable. 

General characteristics associated with effective perform- 
ance for both types of umbrella mechanisms include: 

- Clear delineation of roles and functions among the 
different elements of the organization, particularly 
the Boards of Directors and staff. 



- All systems are in place before operations start, eg.  
criteria, procedures and staff. 

- Umbrella mechanisms are perceived as compatible with 
the NGOs they serve. For member organizatione, 
resentment may ensue if the umbrella operates at a 
notably more lfluxuriouaw level than its member NlGOs as 
far as staff salaries, office, etc. 

- Avoidance of undue delays, either in sub-project 
funding or the provision of other services by the 
umbrella or delays in funding to the organization by 
donara, which cause delays or disruptions in the 
organization's services. Both undermi3e the organiza- 
tion's credibility with the NGO community. 

Institutional sustainability depends on a perceived need on 
the part of the NGOs for the services provided. and willing- 
ness to use and support them, as well as on a clear sense of 
institutional identity and mission which can be communicated 
to NGOS, donors and others and recognition of the institu- 
tion's role and importance by the government. 

Measures to promote financial sustainability must be built 
into umbrella projects, strongly emphasized from the 
beginning, and technical assistance provided to achieve it. 
Specific steps and timetables to achieve it should be 
included in agreements and carefully monitored. Considera- 
tion should be given to providing endowments, when feasible!, 
to cover operating costs and ensure maintenance of the 
installed capacity developed under AID funding agreements. 
When OPG funding ends, transitional funding to bolster 
sustainability should be considered, e.g. arrangements for 
the organization to provide specific services such as 
contract management or limited funding to develop a reim- 
bursable services program. 

Although the use of umbrella organizations can enable AID to 
economize staff time in providing support to NGOs, USAID 
Missions should understand that they will need to devote 
attention to the system created and that that attention is 
likely to require the participation of Mission management on 
occasion. This is more likely to be the case if the 
objectives of AID include strengthening the umbrella 
organization as a representative and coordinator of the NGO 
community and as a provider sf technical assistance and 
advisory services as well as financial resources. The major 
saving of Mission time is likely to occur over the long 
rather than in the short run. 



In 1984 PACT sponssred a review of the experisnce of others 
and itself in creatjing ~ m d  ~tren~gthening consortia of NGOs. 
Among the major conclusi,cms reached in that review were that: (i) 
an attempt should bo madla to have regional coneortia promoted and 
controlled by organl.zati,ons from within the region; (ii) interna- 
tional NGOs and consortia ~hould involve local NGOs and consortia 
in all aspects of progra~rmlmg, implementation and evaluation; 
(iii) inturnatixmal partmars of local consortia should establish 
relations beyond the chamelling of financial resource8 and place 
emphasis on providing th~oae conr~ortia with information and 
assistance in astablishing international communications; and (iv) 
PACT should reduce its almost exclusive reliance on AID for 
financing. 

The group which analyzed the experience in Latin America and 
the Caribbean warned t h a t  international partners of. NGOs should 

use consortia as thedr main channel for assisting NGOs and 
that consortia need to F)i3y more attention to their relationships 
with local governments. The group also agreed that the following 
lessons had been learned: (a) members of a consortium need to 
have a unity of purpose and a clear view of what they want to 
accomplish through their consortium; (b) the process of es- 
tablishing trust and conmon 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 necessary in the early stages of 
a consortium8s life, 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. 
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SCOPE OF WORK 

EVALUATION OF PVO UMBRELLA GROUPS 

1. Purpose and Background O E  the evalud:-ion. 
With growing staffing constraints i n  our missions, the LAC 
Bureau is interested in exploring the extent to which (and the 
optimum ways in which) PVO umbrella organizations can serve as 
an efficient and effective mechanism for the selection, 
implementation (in some cases), on-going supervisory oversight 
and evaluation of PVO activities. 

We continue to discover the positive outcomes resulting from 
some of the smaller and more inexpensive PVO projects 
implemented by indigenous groups yet we are faced with our 
inability to fund such projects because the staffing 
constraints in our missions will not permit adequate management 
cf a variety of small grants. We are at a point where staffing 
constraints are driving missions to reduce proliferation of 
projects and consolidate project efforts as much as possible. 
This obviously affects how we do business with PVOs. 

Umbrella organizations may prove to be an effective mechanism 
that will permit missions to retain their comrnittment to fund 
some of the small indigenous PVO and to continue our compliance 
with the mandate to channel between 12 and 16 percent of our 
funds through PVO activities. Several of the LAC missions have 
been working with such organizations over the past few years 
and with several other LAC missions showing interest in 
establishing such groups, it would be useful at this time to 
determine the extent to which they can operate as an effective 
mechanism in reducing mission management responsibilities for 
PVO projects as well as for funding effective PVO activities. 

The LAC Bureau intends to conduct a comparative evaluation of 
PVO umbrella groups operating in the LAC region to answer these 
questions and to ascertain important lessons that can be 
applied to missions interested in funding umbrella 
organizations and for strengthening those already established. 

T n  addition to comparing the functioning of these groups across 
several countries throughout the region the LAC Bureau would 
like to take advantage of lessons learned from experience with 
similar groups or funding mechanisms in other regions as well. 
Therefore, the LAC Bureau intends to work closely with and 



cc:)ordin,ate to tho oxtent gossiblu the evaluation effort (in 
torms of scopo oE work and timing) with the other two regional 
buree,ua in tha interont of maximizing lessons learned. 

Onca the evaluation is completad, the LAC Bureau will 
dioserninate to a11 Missions in the LAC region the results of 
the evaluation along with a synthesis of the results of the 
evaluetions conducted by other regional bureaus . 
In those countries where existing organizations need 
considerable improvements, the LAC Bureau will encourage and if 
possible provide funding to conduct a workshop with the mission 
and the umbrella organization. The purpose of such a workshop 
would be to develop, us a group, a set of specific 
rc!commendations and actions that respond to the concerns raised 
during the evaluation and to identify any lessons learned from 
the experiences of other organizations studied that may be 
relevant for strengthening their own organization. The LAC 
Bureau would also be interested in assisting missions that 
currently do not have an umbrella group project but are 
interested in developing one. 

2. Statement of work. 

The evaluation team will answer the following questions: 

A .  Description of Mechanism/Approach In each country in 
the LAC region, describe the approach taken or mechanism used 
to select, manage, monitor and evaluate PVO activities. Note 
where the actual system differs from how it was planned in the 
PP. 

B. Effectiveness of Mechanism and Institutional 
E.ffectiveness (For each country visited) To what extent has -.- 
the umbrella organization proven to be an effecti~a and 
efficient mechanism for selecting, managing, monitoring and 
evaluating PVO activities? To what extent has this mechanism 
reduced the management responsibilities and burden for mission 
staff? 

1. Publicizing Funds, How does the umbrella 
organization publicize the availability of funds? What 
proportion of PVOs are aware of the program and understand how 
it works and how to get funding? Are some PVOs targeted? If 
so, are they being drawn by the publicity? Are high performing 
PVOs being drawn'? 

2. Quantity and Quality of Proposals Received. What 
is the total number and amount of proposals received during 



e a ~ h  year since the umbrella project bogan? Are enough 
proposals being roceivod? What is tho ratio of proposals 
rocoived from indigenous PVOs to U . S .  PVOs? How is tho quality 
of the proposals being received? Is there any indication that 
they nesd clearer or more instruction/guidance/assistance in 
developing proposals? 

3. Assistance -- to P%. What criteria does the 
umbrella organization use to determine which proposals need 
further work and which are ready for review? Are these 
criteria adequate? How does the organization work with PVOs to 
improve the quality of subproject designs? How can such 
assistance be improved? Assess whether the procedures and 
practices avoid any potential for conflict of interest, 
particlarly with respect to the dual roles of the umbrella 
organization in (a) provision of technical assistance to PVOs, 
in proposal preparation, and (b) proposal review and approval. 
Asidle from assisting with subproject designs, how do project 
activities assist them other ways, e.g. implementation? 

4. Allocation of Subproject Funds. What process is 
used by the organization to make decisions concerning the 
allocation of subproject funds? What criteria are used to make 
allocation decisions? How can the allocation process be 
improved? 

5. Reviewing Proposals. The process for reviewing and 
approving proposals Is a very important part of umbrella 
organizations. Are the best proposals being funded? What are 
the steps from receipt to approval? What specific criteria are 
used t c  review each proposal and should they be more rigid or 
flexible? Do criteria cover technical, financial, legal, 
policy and/or other aspects and how are they weighted? How are 
proposals rated and ranked? What is the opinion of PVOs, USAID 
staff, T.A. consultants (if appropriate) and others that 
existing .review and approval process works effectively and 
equitably? How about the timeliness of the process? What 
recommendations can be made for improving this process? 

6. Monitoring and Evaluation. What procedures does 
the organization use to continually monitor and evaluate 
subprojects? To what extent are they engaged in on-going 
performance monitoring? Can these be improved? To what extent 
is the umbrella organization requiring the subprojects to 
perform internal performance monitoring? Are existing 
repc.trting requirements necessary and/or useful and hcw can they 
be minimized? To what extent has the monitoring and evaluation 
data been used for problem-solving and decion-making 
(identifying problems as they arise and making timely 
corrections and using for future funding decisions)? 



7. Organization's Relationship with Significant 
Others. What is the nature and extent of communication between 
the umbrella organization staff and their board? What is the 
naturs/extent of the organization's relationship with tho host 
government, the PVO community, USAID, other donors? Are there 
actions that need to be taken to improve the relationship? 

8 .  System of Committinq Funds. Is the present system 
of committing funds by subproject agreement effective? 

9. Orqanizational. Structure and Governinq Boards. 
Discuss the positive and negative effects the organizational 
structure and governing boards have on: 

-making decisions in a timely manner; 
-process of choosing subprojects; 
-program implementation; 
-relations with A.I.D. 

10. Administrative Systems. Does the organization 
have adequate administrative systems? 
Financial Managem-: Describe the financial management 
procedures and practices (both planned and actual) with regard 
to funding approvals and disbursements. Are the functions of 
the persons in charge oP the financial and accounting 
activities well defined? Is an annual audit carried out by an 
internationally recognized firm? Are its finances administered 
efficiently? Have eFEorts been made by the organization to 
seek new sources of iinancing? What is its current financial 
status? Are its financial reports accurate, complete and on 
time? Have provisions been made to strengthen financial 
management if necessary? 
Personnel Management: Does the organization have the proper 
number and types of personnel? Are they qualified for their 
positions? Do they receive any training and how are their 
incentives? Is the personnel manual adequate and are its 
policies and procedures complied with? Are there systematic 
and regular evaluations of the personnel and are they shared 
with personnel afterwards? What kind of training/assistance 
could they use to more effectively carry out their 
responsibilities? 

11. Overall Institutional Effectiven*. To what 
extent does the organization operate as an effective and 
sustainable institution? What are its major strengths? What 
are its major weaknesses and what actions should be taken to 
strenthen its institutional effectiveness? There is some 
concern that many umbrella groups are not sustainable without 
continued A.I.D. funding. What are missions with umbrella 
groups doing or are planning to deal with this issue? 



12. Reduction in Mission Workload. To what extent has 
this mechanism reduced the management responsibilities and 
burden for mission staef? Which staff? Describe and 
delineate the procedures and roles of each participating entity 
(USAIC, the umbrella organizaiton and the PVO) in sub-project 
proposal review and approval, sub-project monitoring and 
administration, and sub-project evaluation processes. Diagram 
the paper flow from grant approval to reimbursement request and 
delineate which organization (mission, umbrella organization, 
PVO) is responsible. Note the documents (memorandums, 
implementation letters, reports, etc.) prepared to document 
these procedures and the discrete responsibilities of each 
participating entity, Compare the policies and procedures of 
different missions using a matrix presentation format. What 
are the time estimates for completing each of these activities 
and what is the estimated time savings of each step for the 
mission? 

How much is the estimated time difference spent by mission 
staff on PVO activities in general since the PVO umbrella 
organization was established? Have telephone contacts and 
visits from PVOs diminished? Is the amount of time spent 
changing for U.S. PVOs as well as indigenous? Presumably as 
the organization becomes stronger and its role increases in the 
PVO community, the amount of mission time spent on activities 
should continue to diminish. To what extent has this proven to 
be true? How does the future look in this regard? How has 
this reduced contact affected the mission's relationship with 
PVOs? What can missions do to maintain some meaningful contact 
with PVOs while reducing overall time and management 
responsibilities with PVOs? 

13. Documentation Use a matrix to delineate and 
compare the documentation used to: 

-justify the umbrella project (PIDs, PPs, action 
memos, proposals, etc.); 

-approve the umbrella project (action memo, 
authorizaton, etc.); 

-obligate funds for the umbrella project (PIDs, PPs, 
grant agreements; contracts, etc. ) 

-disburse funds to the umbrella organization 
(implementation letters, vouchers, memos, etc); 

-monitor the project implementation (reports prepared 
by whom, provided to whom and how often); 

-evaluate project progress (who prepares what, when, 
planned and actual). 

Assess whether USAID procedures and practices for review and 
approval of vouchers and related project documentation are 
adequate to satisfy AID financial oversight requirements and 
regulations. Reveiw the project file to determine adequacy of 
project documentation related to procedures and processes. 



C. Gender Considerations When the umbrella group was set 
up, to what extent was consideration given to addressing gender 
issues? To what extent have women been involved in the 
management of the umbrella group? When sub-projects have been 
fundod, to what extent were gender issues considered and women 
highlighted as participants and beneficiaries? What 
approximate percentage of sub-projects are managed by women? 
What approximate percentage of the sub-projects have women as 
their prime beneficiaries? 

D. Effectiveness and Strategic Relevance of Activities 
Funded. (For those countries visited) To what extent has the 
umbrella organization served as more than just a mechanism that 
reduces the burden of managing PVOs and in fact serves equally 
as an effective mechanism for funding useful, strategically 
relevant and high performing and effective PVO activities that 
are geared towards the country's priority development needs? 
To what extent have the umbrella group's own objectives, 
priorities and interests been compatible with those of the 
missfon's? What happens when they are divergent? How have the 
mission and the umbrella group handled differing agendas? 

E. Performance and Strategic Relevance of Activities 
Funded Under Umbrella Organization Versus Activities Funded 
Directly Throuqh Mission. (For those countries visited) What - 
are the differences in those PVO activities funded under the 
umbrella project and those funded separately? To what extent 
are there differences in the quality of the management and 
monitoring/evaluation of these projects? To what extent are 
there differences in the contribution they are making toward 
the mission strategy? To what extent are there differences in 
the level of performance and effectiveness in achieving goals 
and objectives? Are there some PVO activities that should not 
be funded through the umbrella organization? If yes, which 
ones and why? 

F. Preferred Fundinq Mechanism Used by Mission's Without 
Umbrella Organization. In those LAC countries that do not have 
an umbrella project, why not? Do they have plans for one in 
the future? What approach are they using now to contend with 
the management responsibilities for PVO projects given staffing 
constraints? To what extent is this approach efficient and 
effective for selecting, implementing, managing and evaluating 
PVO projects that are performing well in achieving their 
intended outcomes (beyond input/output). 

G. Overall Conclusions and Best Uses of Umbrella Group 
Mechanism. What conclusions can be made about the usefulness 
of this umbrella organization mechanism in an overall sense? 
In what situations does each work best? Do umbrella projects 



present new management problems? Does this mechanism prov! "Q 

for more collaboration and experience sharing among PVOs and 
with the missions and therefore help to avoid repitition or 
failires? Does the umbrella mechanism lead to more 
involvement of in.digenous PVOs in A.I.D. projects? Does this 
mechanism give more power - a voice to the PVO community with 
d,onors and the government? Do umbrella projects provide 
leverage for PVO policy impact? Do they facilitate the 
Lzvolvemsnt of PVOs in the mission planning process (sectorally 
or country-wide)? 

3. Methods and procedur~. 

The field work for this evaluation will focus on the PVO 
Umbrella organizations in the following countries: 

Guatemala - ASINDES 

Hondorus - FOPRIDEH 

Costa Rica - ACORDE 

Jamaica - CVSS - United Way 
Haiti - HAVA 

While the field work for this evaluation will take place in 
countries that have umbrella projects, the evaluation team will 
also make telephone contacts with other countries to explore 
why they do not have umbrella projects and identify any other 
approaches that they believe achieves similar ends. 

Prior to the team's departure, they will participate in a 
two-day team planning meeting (TPM). This will give the team 
an opportunity to meet with select LAC Bureau staff to ask 
questions and to gain a fuller understanding of the Bureau's 
concerns. The team will also carefully go over the scope of 
work to determine the kinds of data needed to answer each 
question, a possible source for the data and the approach used 
to gather the data. The TPM will aiso be an opportunity for 
the team members to carve out specific roles and 
responsibilities. 

The overall approach to data collection in this evaluation will 
be rapid appraisal. While the team will employ the methods of 
research, they will be applied on a more limited scale. Small 



samples will be used and the team will rely heavily on 
secondar:~ data whenever possible (e,g. recent evaluations as in 
the case of Guatemala and Honduras), intorviewing key 
informants, group interviews, observation etc. 

The methods used for collecting data to answer/address the 
yuestions/issues posed in this scope of work will be a 
combination of: reviewing relevant documents (including 
project paper, evaluations); interviewing selected mission 
staff, umbrella organization staff, PVO staff with subprojects, 
selected AID/W staff; make on-sight observations of some of the 
PVOs activities funded through the umbrella organization. 

4. Evaluation team composition. 

The team will be composed of the following members: 

A. Team leader that is knowledgeable about the functioning 
of PVOs (both U.S. and indigenous) and their relationships with 
A.1.D (from a financial and management standpoint). This 
person should also have experience working in Latin America and 
the Caribbean conducting evaluations. 

B. Person should be an organizational development 
specialist/social scientist with experience with PVOs. 

(and if possible) 

C. A.I.D. Direct Hire with experience with PVOs and 
evaluations. 

5. Reporting Requirements. - 
A. Format of th? R9pcrt :  The final report shall contain, 

at a minimum, the following sections: 

-- Basic Project Identification Data Sheet. 

-- Executive Summary (of not more than tbiee to five 
single-spaced pages, prepared according to Evalsl-tian Summary 
instructions).. 

-- Body of the Report shall include: 

Introduction: Background on evaluation; brief 
description of the umbrella organization concept; purpose and 
methodology of the evaluation. 



Synthesis of Lessons Learned: comparision of how this 
approach works in the various missions ?nil what each mission 
can learn from one another's experiences. This secion should 
be organized by issue/question, findings, conclusions, and 
options for improvement that specifically anwsr the 
q~~estions/issues raised in the Statement of Work.. 

Individual Umbrella Group Summaries: descriptions of 
each umbrella group project; the evaluation team should 
organize the substance of the report by stating the 
question/issue and followed by findings, conclusions and 
options for improvement that specifically answer the 
questions/issues raised in the Statement of Work. 

-- Appendices - These should include, at a minimum: 

Evaluation Scope of Work 
Description of the Evaluation Methodology 
Bibliography of Documents Consulted 
Evaluation Sulnrnary 

Submission of Report: Prior to departure from each 
country, the team should hold a debriefing session with select 
mission. and umbrella group staff to ~rovide preliminary 
findings, conclusions and options for improvement and receive 
comments to be incorporated in the final report. A draft copy 
should be delivered to LAC/DP/SD within three weeks after field 
work has been completed. A final copy of the evaluation report 
should be delivered to LAC/DP/SD within three weeks of the time 
that comments have been received from A.I.D. After the final 
evaluation has been submitted to LAC/DP/SD, the team will hold 
a de-briefing with the Bureau to discuss findings, conclusions, 
and options/recomrnendations. 
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USAID/CR bogan to aupport the work of tho Costa Hican 
Coalitian for Devalopmant Initiatives (CINDE) in 1983. Tho main 
purpose of CINDE ia to aupport the interoats of its m~mbera m d  
to provide a channel of external funding and technical assis%anco 
for the profit-making industrial. sector in Costa Rica. However, 
CINDE also had a divi~ion which worked with private voluntary 
agencies and other non-government organizations. By 1985 that 
division had providad, r3ome 175 million colones in funding for 
projects by such orga.nizat.ions. 

USAID/CR had growing concern that it could not increase its 
support for non-goverqnment organizations (NGOs) activities in 
Costa Rica if it wera not able to delegate the administrative and 
programming responsibilities for such support to an intermed:Late 
organization. It dacided to .C CINDE for that purpose-- 
including tho provision of fu l l . . : ;  for US PVOs operating in Costa ' 

Rica. Consequently, in the first half of 1985 USAID/CR provided 
CINDE with technical assistamce from Pri.vate Agencies Collab- 
orating Together (PACT), which is an international consortium of 
private voluntary agencies, to strengthen the operation of the 
NGO division. During the course of that assistance PACT iden- 
tified as problems: that the division had become somewhat 
bureaucratic; that the process for reviewing and selecting 
projects was not well understood; that there was no program to 
provide technical. as:sistance to NGOs; and that the lack of dollar 
funding hindered the division's relations with international 
PVOS . 

In March 1986 PACT made a proposal to USAID/CR for an 
Operation Program Grant for two years in order to: (i) establish 
CINDEJs NGO division as an independent, legal organization and 
transfer to it the existing portfolio of the CINDE division; (ii) 
create a grant program in conjunction with that organization to 
transfer dollars to NGOs operating in Costa Rica; (iii) increase 
the organizationfs effectiveness as a grant making, NGO support 
organization; and (i.v) design and implement a technical assis- 
tance program for NGOs through the new organization. The 
proposal projected that the effort would result in 30 sub- 
projects with NGOs, some 185 days of on-the-job training fo- NGO 
representatives, seven formal training opportunities for tne 
organizationfs own personnel, five workshops/seminars for NGOs 
each year and 20 interagency exchanges among the NGOs each year. 
The proposal called for an inventory of existing NGc3s to be 
conducted and an assessment made of their needs in order to 
determine the nature of the technical assistance program which 
was to be created. 

PACTfs proposal was accepted as the basis for an Operation 
Program Grant from USAID/CR in June 1986. The grant was for a 
project of five years, during the first three years c.;f which  PACT 



would hava u eignitlcant prseanca in Coeta Rica. Tha ZiCo of 
projact amount wnu $ 4 . 3  million with $2.3 million bai.ng obJ.iqnt,od 
for tbo firat yam.  By Augu%t 31, 1987 tho full amount had boon 
obllgatad through two amandmanta to tha original grant. Tho l i f o  
of tho grant was to run through Juno 26, 2991. 

Most of the balance of 1986 was spent in eatting up tha new, 
indopandent organization which was named tho Costa Rican 
Association for Dovelopman+. Organizations (ACORDE). In fact, tho 
organization did not achieve formal., legal recognition as a 
public utility association entitled to tax free donations until 
June 26, 1987. Moreover, it was not until October 31, 1987 that 
the agreement was reached among USAID/CR, the Govaknmsnt of Costa 
Rica (GOCR) and ACOeDE under which the GOCR was to provide ACORDE 
with colon financing' for ACORDEts development activities with 
NGOs; and the first disbursement did not take glace until 
December of that year. In the meantime ACORDE worked with the 
dollars available to PACT under the OPG and wdth the colon amount 
transferred to it from ClNDE during 1987. 

By the beginning of 1988 ACORDE had all the major elementn 
of its operation in place. This waa halfway through the three- 
year period originally planned for PACTts in-country presence and 
for the utilization of the dollar financing. PACT and USAID/CR 
agreed that it would be advisable to have an external evaluation 
performed of the progress which had been made and of any problems 
which might need correction during the remaining period of the 
grant. Since AID/W also was planning an analysis of the 
experiences of USAID Missions wit.h various groupings of NGOs and 
had planned to include ACORDE among those groups, it was decided 
to combine both efforts. Checchi and Company' Consulting, Inc. 
was contracted by AID/W to provide a two-person team to perform 
the multi-country comparative analysis, and PtACT contracted for 
the services of an evaluator to work with the Checchi team on an 
evaluation of the operations of ACORDE and the USAID Grant to 
PACT. Field work by the thee-person team was conducted in Costa 
Rica during August 1988. The observations in this report are the 
result of that field work which included interviews with some 42 
people and visits to seven of the NGO activities being assisted 
by ACORDE. (A list of the persons interviewed and visits made is 
included in Attachment 1.) 

The principal conclusions and issues of this report were 
discussed with the Director of USAID/CR, the General Development 
Officer of USAID/CR, the Executive Director of ACORDE and the 
resident representative of PACT before the Checchi team left 
costa Rica. Thereafter, the evaluator contracted by PACT had 
further discussions with the staff of ACORDE. 



ACORDE is a non-profit, non-political foundation with legal 
"public utilityu status. Legally it is an fitassociation", not a 
membership organization. ACORDE is sot up as a sewice institu- 
tion to provide funds, technical assistance and training to the 
NGO sector in Costa Rica. (See Attachment 2 for ACORDE's 
organizational chart.) 

The General Assembly is the supreme body of ACORDE. It is 
comprised of individuals in their own right, not as representa- 
tives of organizations. It meets at least once yearly in regular 
session during the second week of March. Extraordinary sessions 
may be called as necessary. Assemblies may be convoked by the 
Board of Directors or its President, by petition of one-third of 
the members of the Board or by only one member under certain 
circumstances. The major, regular function of the Assembly is to 
elect from within its membership the Board of Directors and the 
Fiscal who is to assure that the organization is observing its 
own procedures and all legal requirements. 

The members of the Assembly are predominantly influential 
persons in the private, entrepreneurial sector and from the upper 
strata of Costa Rican society. There is a careful balance in the 
membership to ensure a non-partisan, apolitical approach. The 
current Assembly members were selected by USAID for their 
prestige and influence to givs ACORDE credibility and image, 
rather than for their knowledge of or direct links with NGOs. 
Only one Assembly member officially represents a PVO consortium 
(the President of the Federation of Voluntary Organizations is an 
ex-officio Assembly member). However, a couple of members also 
serve on the boards of other NGOs. 

There are currently 16 Assembly members, 12 men and 4 women. 
(See Attachment 3 for a list of current members.) The size of 
the Assembly is about to be enlarged by 12 members to allow for 
greater diversity and a wider choice of potential Board members. 
These new members will be appointed by the Board of Directors 
with USAID approval. Although no very specific selection 
criteria are being used, there appears to be some effort to 
select people with more NGO experience, more diverse backgrounds 
and more time to give to ACORDE affairs. 

h six-member Board of Directors and a FiscaJ are elected 
from and by the Assembly members. Like the Assembly, the Board 



is balanced to avoid political domination. T h r e ~  of the currant 
Board mombers, plus the Fiscal, are business executives; two are 
prominent lawyars; and one ie a lawyar/university professor. The 
Board of' Qiractor~ currently has only one woman, the Pxesiderrt. 

ACOHDEts by-laws recently were changed more clearly to 
define the role of the Board, giving it the power to: direct the 
affalro of the Association; define administrative, financial and 
program policies; approve projects; approve the budget and annual 
operating plan; appoint the Executive Director; ratify appoint- 
ments by the Executive Director of the department heads and tho 
finance officer; appoirit external auditors; and name commissions 
as needed. Another change calls for the election of Board 
members for three years, with two members rotating each year, 
thus providing for greater continuity, since previously half the 
Board changed every two years. 

The 14-member staff of ACORSE 13 headed by an Executive 
Director who is also a member of khe General Assembly. She is 
assisted by administrative and fi:?r?i~ce officers and support 
staff. There are 'cwo specialized departments: Program Develop- 
ment (PRODE), with three plrofessional staff members and a 
secretary, is in charge of project preparation and review; and 
Economic Diversification, with one professional and a secretary, 
is in charge of fundraising. 

The recent revision of the by-laws made the Executive 
Direction an organ of ACOR!DE, and defined its fiinction to be the 
administration of the organization in accordance with the 
policies and guidelines established by the Board of Directors. 

d. Relationshins and Issues 

Composition of the Boar& A number of the NGO leaders 
interviewed observed that the current members of the Board know 
little about NGOs or their beneficiaries. Interviews with the 
Board members indicate that it is true that most have had little 
experience with NGOS, but also that they have taken their 
responsibilities seriously and have learned a great deal. One 
Board member observed that the Board had learned a lot, and was 
now in a much better posit;ion to select even more appropriate 
Assembly/Board members to carry on their work. 

While it is not ACORDEts function to represent NGOs, 
establishing a coherent policy and long-term strategy with regard 
to ACORDE8s role in NGO development and the role of NGOs in Costa 
Rica8s socio-economic development will become increasingly 
important as ACORDE develops and demand for its support grows. 
In order to develop such a policy, greater understanding of and 
closer relationships with NGOs would be helpful; and it could be 



benaficial to hava an Assembly and a Board which includaa a broad 
aconomic, social and occupational ~pectrum. Therefore, the 
c,urrent sffort to broaden the membership of the Assembly, from 
which the Board is elected, ia a positive stop. A closer 
definition of both ACORDE8s and the Board's role and functions 
also would he helpful to determine the type of people most 
appropriate to become Assembly and Board members. Furthermore, 
it is import:ant to recogniza that ACORDEta needs, and hence the 
role of its Roard, are not etatic but rather are evolving over 
time. Therefore, the review of the relationships and role of the 
Board should be a periodic rather than a one-time process. 

. An important, though unofficial, role of the Roard as 
initially constituted was to gi.ve8ACORDE prestige and credi- 
bility. Claarly the prestige and connections of some Board 
members have been helpful in getting the GOCR8s approval for 
ACORDE's local currency funding arrangement, and probably will 
continue to be helpful in maintaining current good relationships 
with the GOC!R, Furthermore, in the past high-level relationships 
between Board members and USAXD/CR and the U.S. Embassy were 
important. However, there has been little involvement by the 
Board (with the exception of two members) in local private- 
sector fund1:aising or, indeed, in raising funds from any source, 
and this would seem to be a natural function for them to under- 
take given t:hoir prestige within the private sector. 

Recommendatioq - The Board and Assembly should examine and 
define, ACORDE's philosophy of development and long-term 
strategy vis-a-vis the NGOs, donors and the GOCR and develop 
clearer criteria for the sel.ection of future Assembly and 
Board members. It would be helpful to have greater profes- 
sional and social diversity and experience in social and 
economic development among the Assembly and Board members. 

Oversiqht by the Bgard. There currently is a serious 
problem involving the exercise of the Board's oversight respon- 
sibility. On the one hand, most of the staff and some members of 
the Board think that there is undue interference in purely 
administrative matters by the President and other members of the 
Board. On the.other hand, some Board members indicated that they 
believed that there had been some reluctance by the staff to 
accept the Board's authority and to keep the  Poard fully informed 
of its actions. At least one of the members indicated support of 
the Board's involvement in administration on the grounds that 
otherwise too much would be left to the staff. Another member 
felt that some staff members lack sufficient dynamism, were not 
working as hard or effectively as they should, and thus nee?ed 
prodding by the Board. The tensions generated by this problem 
have caused frustration among Board members as well as among the 
staff. Relationships with USAID also have been affected, as 
various parties have sought USAID'S intervention in defense of 
particular points of view. 



The recent revieion of the By-laws, noted above, spelling 
out Board and staff roles more concretely, should help. However, 
the Board will need to discuss and clarify its oversight role in 
greater detail, perhaps by defining the types of ev~nts and 
situations which would merit Board intervention in administrative 
matters. It is important that these problems be approached and 
resolved as institutionak issues rather than treated as personal 
problems. 

Recommendation - The Board should establish general policies 
and guidelines for the organization, receive regular, 
complete reports and ensure that the stipulated policies are 
followed. Otherwise, administrative matters normally would 
be better Left to the Executive Director and the appropriate 
staff members ,, 

Board as Project A P D ~ O V ~ ~  C o d t t m .  Another organizational 
matter which may merit further examination 3s ACORDE evolves is 
the dual role of the Board of Directors, which also serves as the 
project approval committee. On the other hand, this function has 
become the Board's m3jor activity and the Board has taken its 
responsibility seriously; the elimination of this responsibility 
could remove a major incentive to some Beard members for par- 
ticipation in ACORDE. The exercise of this function also has 
given Board members greater familiarity with NGOs and their 
projects. On the other hand, performing this function may 
encourage an over-involvement by the Board in administrative 
matters and may distract the Board's attention from other 
important topics such as fundraising, the setting of program 
strategy and evaluating the organization's effectiveness. Also, 
a Board composed principally of executives in relatively large 
businesses, may not be seen to be the best-qualified body to 
examine and approve micro-enterprise projects. The definition of 
roles and functions and the planned diversification of the 
members of the Board could reduce the problems associated with 
the Board's acting as a Project Approval Committee. However, if 
ACORDEts program grows significantly, increased workload may 
eventually necessitate the establishment of a separate project 
approval committee. 

Gender Com~osition of AssemblV?- The proportion of 
women in the Assembly and on the Board is very low. 

Recommendation - There should be an effort to get more women 
into the Assembly and on the Board, particularly strong 
executive or professional women with some background in 
socioeconomic development. 



ACORDE currently has 14 staff members with seven profos- 
sionals/managers and seven support staff (See Attachment 4). In 
addition to the Executive Director, there are three other women 
in managerial or professional positions: the assistant to the 
Executive Director, a projects officer and the fundraising 
coordinator. This is an excellent ratio, and every effort should 
be made to maintain it. 

Most of the NGO representatives interviewed find ACORDE8s 
staff to be qualified, although at least one mentioned some 
deficiencies in technical capacity. (It shou1,d be noted that 
this person was almost uniformly critical of ACORDE, and admitted 
that his organization would prefer a direct relationship with the 
U S A I D  Mission). Another representative noted that while the 
initial ACORDE staff had had little experience with NGOs, current 
staff members have learned e lot. H o w ~ ~ J @ ~ ,  he asserted that any 
new staff should have had previous experience working with NGOs. 
Eased on interviews with staff members, tne Board and the 
resident advisor of PACT as well as NGtM, it does appear that the 
staff is generally qualified. Howevex, some key positions need 
backing up both to relieve the growing workload and to provide 
continuity should current incumbents leave. These positions are 
identified in subsequent discussions in this report. 

b. personnel Po es and P r a c t i m  

ACOWDEgs management style is notably non-hierarchical, with 
a strong emphasis on teamwork and an effort to include support as 
well as professional staff in administrative and technical 
decisions. Howewr, there are some problems stemming from the 
fact that a personnel manual exists but its provisions have not 
been fully implemented. 

The most serious issue appears to be with regard to salaries 
and raises, since the salary scale outlined in the manual has not 
been put into effect. The raises granted last year ranged from 5 
to lo%, insufficient to cover the 16% inflation rate. Further- 
more, there are salary differences among staff members with no 
apparent justification either of seniority or of workload. Also, 
instead of the oed-annual enployee evaluations and raises 
envisioned in the manual, the Board has been deciding on raises 
on an annual, case by case basis. Staff members have commented 
that there are not enough incentives to work harder - those who 
do and t h m e  who don't get the same small raises. In contrast, 
Board members appear to believe that staff salaries are already 
high - some say too high - so that larger increases are not 
justified. However, handling this situation on a case by case 
basis rather than developing a policy that demonstrates 



impartiality may be contributing to some perception by the staff 
that the Board 2s not concerned with the staff's welfare. 

~ e c o m e n d a  - There should be a clear policy on salary 
scales, percentage amounts and frequency of raises for both 
cost-of-living and performance incentives. These should be 
budgeted annually by the Board and implemented through 
normal administrative channels rather than being decided on 
a case-by-case basis directly by tho Board. If the provi- 
sions in the current personnel manual are unrealistic in 
terms of projected resources, an effort should be made to 
bring policies and resources into concordance so that the 
personnel know what to expect. 

The training system and benefits (e.g. availability of 
scholarships) as outlined in the personnel manual (and as 
described to some newly-hired staff members as benefits of 
employment with ACORDE) have not been fully implemented. At 
least five staff members (including two who havt since left 
ACORDE) received some type of training, usually attendance at 
short cwrses or seminars. These have been funded through the 
PACT Grant. However, training has been related only to current 
job requirements. Support has not been available for general 
education or for promoting upward mobility. Resources other than 
the PACT Grant are not available for staff training. The 
greatest training need expressed by ACORDE's staff, both profes- 
sional and secretarial, is for computer use. Other training 
needs are identified in various parts of this report. 

Recommendation - Regular funds should be budgeted as 
overhead costs for staff training on a continuing basis once 
income becomes available from the office building trans- 
ferred from USAID/CR. 

3. Financial Soundness 

a. tina Exoenses - &eve1 
ACORDEfs planned operating budget for 1988 is C20.143 

million, which is the equivalent of approximately $265,000. This 
is an increase of 32% over the actual operating budget for 1977. 
In addition, there is a budget of C3.105 million (the equivalent 
of $41,000) for the fundraising program which is marginally 
larger than that for 1987. These two major costs of doing 
business amount to approximately 11% of the funds available in 
1988. 

The operating budget is nearly covered by the income 
(approximately C19.642 million) which ACORDE expects to receive 
from interest on the balance in its bank accounts and a minor 



amount of other income. In addition, ACORDE can use for 
administrative expenses up to C8.480 million of funds from the 
GOCPk available under USAXD-GOCR-ACORDE Memorandum of 
IJnden.?anding. Funds under the OPG from USAID/CR coverr all tha 
costs of supporting the PACT assistance to ACORDE inc1,uding a 
share of ACORDEfs general office expenses. 

This favarable situation for the financing of ACORDE's 
operating expensas is likely to continue into the future. ACORDE 
will, not have the right to use funds from the GOCR for adminis- 
trative expenses after 1988, and its interest earnings may fall 
as the effective use of the bank balances of the program furdds 
accderates. However, payments to ACORDE under the reimburseable 
development funds already utilized should grow steadily from 
$23,000 in 1988 to $82,000 by 1991 and be further augmented by 
payments under additional reimbursement development activities to 
be entered in the future; and these payments may be used to meet 
operating expenses if necessary. 

USAID/Costa Rica has made a grant to ACORDE of thle building 
in downtown San Jose which USAID now occupies but will vacate in 
late 1988, and the income from renting all or a portion of this 
downtown office building should more than make up for any decline 
in other resources available to meet ACORDEfs operating expenses 
in the foreseeable future. Indeed, given ACORDEts favorable 
financial situation, ACORDE should be able to take thoae steps to 
improve its performance which are suggested in various parts of 
this report. 

The composition of ACORDEfs operating budget and its style 
of operations seem appropriate; of the 1988 budget 62% is for 
salaries, service contracts and related social benefits compared 
to a share of 66% for those costs in 1987. Apart from salaries 
and related benefits, the major increases in the 1988 kudget have 
been in insurance payments, transportation costs and publicity 
and publications. The costs of the operation of the Bclard and of 
representation type expenses amount to some 7% of the olperating 
budget. This may be somewhat high, in view of the fact that the 
Board members do not receive compensation for their time. 

b. Pr- Funds - Level and Pros- 
ACORDE has four main sources of funds for its programs in 

1988: the amounts remaining unused from the funds transferred to 
it from CINDE, transfers of funds from the GOCR pursuant to the 
Memorandum of Understanding among USAID-GOCR and ACORDE; funds 
raised by ACORDE both within Costa Rica and abroad; and dollar 
funds under the OPG with PACT for mini-grants and development 
support to US PVOs operating in Costa Rica. ACORDEfs planned 
amounts from these sources in 1988 are: 



Funds from CINDE 59.782 .797 

Funds from GOCR 133.602 1.781 

Funds from fundraising 5.000 ,067 

Funds from PACT OPG -- J d . ! X L  

TOTAL : 198.384 3.845 

These anticipated funds were budgeted among the following 
programs : 

Oblisations C Millions $ (actual or eauivalent) 

Reimbursable 
Development Program 26.000 

Nonreimbursable 
Development Program 63.200 

Fundraising Program 3.104 .041 

Investment in Income- 
Producing Assets 1.500 

Pending Obligation 104,580 1.394 

Total in Colones 198.384 2.645 

Development Activities 
under OPG -- 

TOTAL : 198.384 3.845 

In contrast to the prospects of funding for operating 
expenses, the prospects of the funding for programs is uncertain. 
Funds from the PACT OPG will be utilized fully by the middle of 
1989, and new funds from the balances transferred from CINDE will 
no longer be available; the repayments from previously disbursed 
funds under the reimbursement program, even if not needed for 
administrative expenses, will amount to only the equivalent of 
$32,500 in 1989. The level of funding from transfers from the 
GOCR is not likely to go above that of 1988, and may become 
subject to question on the part of political and other critics of 
the current arrangement. The level of funds raised domestically 



and abroad should increase, but the proapect for significant 
increases is not at all clear. The moat likely sourcos of fundn 
with which to maintain the lsval of programs in the f a c ~  of these 
prospacts are a loan of between $.5 million and $1.0 million a 
year from the InterAmerican Development Bank for small prujscts 
which currently is under discussion, and the poseibility that 
ACORDE could become a beneficiary of debt-swap arrangements 
between foreign creditors and the GOCR and its Central Bank. 
Both of theso sources could provide major amounts of funds, but 
the latter source in particular seems to be quite problematic. 
Furthermore, neither source would provide the dollars that may be 
needed by US PVOs which are active in.Costa Rica. 

The prospect of diminishing availabilities of funds for 
programs is an jmportant reason that the Board of ACORDE is 
moving toward a nearly exclusive focus on income producing and 
reimbursable projects. However, even that approach will not 
provide th~e basis for maintaining the current level of programs 
over the next few years. It is unlikely tliat that level will be 
achieved without increases in the GOCR8s support or a continua- 
tion of AID8s dollar financing for program costs, and pl,ans for 
neither are currently in place. Unfortunately, this prospect for 
declining program resources is occurring as d,emand for ACORDEts 
support is increasing and as ACORDE is gaining the capability to 
respond to that demand. 

Recommendation - USAID/CR should discuss with ACORDE and the 
GOCR the level of resources needed for ACORDE8s progra1,ns in 
1989 and 1990 and determine whether ACORDE will be able to 
plan Ion their additional support to achieve those levels. 

c. Fundraisins - Methods, Level and Pros~ects 
As indicated above, to date ACORDE8s resources have been 

provided almost entirely by AID - either through the OPG with 
PACT or the transfer from CINDE and from the GOCR of colon funds 
generated under the AID program. Although ACORDE has begun to 
raise funds from sources other than AID it is behind its original 
projections, and is unlikely to raise enough such funds fast 
enough to avoid a fall in the level of its program should AID or 
the GOCR not provide additional program funds for its use. 

In 1987 ACORDE8s efforts were focused on setting up the 
procedures to utilize the funds from CINDE and on obtaining the 
agreement of the GOCR to transfer funds to ACORDE. However, 
ACORDE also undertook to obtain funds from external sources 
through visits by the President of the Board and the Executive 
Director to the United States, Canada and selected European 
countries. Although no funds were obtained immediately from 
those trips, contacts were made with several potential sources 
and experience gained in organizing and carrying out such 
efforts. The principal lessons learned were that identifying 



local roprasontatiues and aupporting organizations is of prime 
importance to entry and follow-up activities; that trips should 
not he planned so cloae together as to prevent the extan~ivo 
preparation and follow-up which are needed; and that it is easier 
to interest most organizations in supporting particular projects 
than in providing general program support. 

In 1988 ACORDE undertook to raise funds f r ~ m  domestic, non- 
government sources. The effort was carried out principal.1y by 
the President and one other member of the Board of Directors. 
During the first half of tho year some $43,600 was raised with 
all but $1,333 of that amount being for specific project 
activities prepared by NGOs and most of the support being for one 
NGO whose activities are strongly supported by the member of the 
Board who is active in fundraising. It is not clear that this 
level of co1,lection of funds will be sustained during the second 
half of 1988. 

ACORDE also raised some $61,000 from international sources 
in the first half of 1988. ACORDE is negotiating with the 
InterAmerican Development Bank for a loan for making sub-loans to 
small projects put forward by NGOs, and PACT has been exploring 
the possibility that US creditors of the GOCR might cancel a 
portion of their claims against the GOCR in return for the GOCR's 
providing 1 equivalent amount of colones to ACORDE (or its 
designated NGOs) for d,evelopment purposes. Further initiatives 
with non-government, external donors has been held up while 
ACORDE prepares more thorough descriptive materials. 

There are issues or problems facing ACORDE8s fundraising 
efforts. One is that the approach to be used with prospective 
sources of funds is not fully worked out, 'and it seems that the 
Board has not adopted a comprehensive strategy to be followed. 
The staff of ACORDE is convinced that the right approach is for 
ACORDE to present specific projects from Costa Rican NGOs to the 
prospective donors to get their support for those projects. This 
would make ACORDE basically a broker for NGOs and an implementa- 
tion monitor for the donors. However, this approach raises the 
question of what standards ACORDE should be applying to the 
projects which.it would use in fundraising and at what point the 
Board of ACORDX would decide whether or not to have ACORDE 
associated with the implementation of the project. The approach 
also could result in ACORDE8s not developing its own priorities, 
but being perpetually responsive to that of others; and it would 
seem to make less likely that ACORDE would become involved in the 
provision of technical assistance. The President of the Boaxd is 
skeptical of this approach especially as it applies to prospec- 
tive, domestic donors. 

Another issue facing ACORDE is that of what role the Board 
should have in the fundraising efforts. ACORDE has one staff 
member who is devoted full time to preparing materials for 



fundraiaing and managing contacte by mail with pot~ntial donore. 
However, personal contact with suck donorn has been carried out 
by the Executive Director, by the President of the Board and, 
domestically, by one other member of the Board. Tho syatem does 
not work as wall as it should. The staff member in chargo of 
fundraising is concerned that any effort be technically well 
based and presented, but feels marginalized from decision making 
and actual contact with donors. Her initiative may well have 
been diminished by these circumstances. Tho Executive Director 
can not devote a great deal of time to fundraising and still 
manage the rest of the operations. The President of the Board 
places great importance on fundraising and appears willing to 
devote even more time to it, and she has good contacts within 
Costa Rica. Other members of the Board who also have extensive 
contacts within Costa Rica and experience in preparing propoaals 
for financing and business strategies, but they are not being 
utilized in the fund raising effort. In part this may be due to 
the fact that there is considerable skepticism among Board 
members with regard to the feasibility of raising a significant 
amount of funds. 

Recommendatia - The Board of ACORDE should review the 
operation and prospects of ACORDEgs fundraising activities 
in order to give them better guidance and support. In doing 
so the Board might consider what support its own members 
could ~rovide to the strategy adopted and how PACTgw 
assistance could be used more fully. 

ACORDE has not attempted to implement a program of selling 
services to the NGO community. It has provided some funds for 
projects, on a reimbursable basis, and it intends to increase the 
proportion of its project funds which are provided on that basis. 
However, all its technical assistance and training support have 
been provided on a grant basis so far, as has its assistance to 
NGOs in improving their project proposals for financing by ACORDE 
or other donors. 

There is a current of opinion that ACORDE should not provide 
services to NGOs; but rather leave that function to member 
organizations such as the Federation of Voluntary Agencies (FOV) 
while it limits itself to providing financial support for 
particular projects presented to it by the NGOs. As discussed 
below, that would not seem to be the wise course for ACORDE to 
take. If ACORDE does take steps to revitalize its technical 
assistance and training programs and is successful in that 
effort, it might consider charging for some of those services in 
order to help finance the program and its expansion. There 
could, of course, be scales of charges to take into account the 
nature and utility of the services as well as the capacity of the 
particular NGO to pay them. Furthermore, if ACORDE does act as a 



broker and implomantation monitor of projoctrsl on boherlf of NCOs, 
it also would moam to 50 appropriate for it to recoivs some 
compansation for thoaa aarvicao. 

ACORDE is responsible for handling the colon funda provided 
to it by the GOCR and by CINDE. The dollar funds provided by 
USAID/CR through the OPG with PACT are accounted for by PACT 
according to PACT'S usual procedures. 

ACORDE has a full time, experiencod accountant on its staff; 
and it has prepared the usual type of instructions for accounting 
for its funds. An audit of ACORDEtsl handling of the colon filnds 
through December 31, 1987 wan performed by an independent 
auditing firm in Costa Rica, and a report was issued in March 
1988. USAID/CR provided its comments on that draft in May 1988. 
Those comments called for a series of clarifications. However, 
neither the audit report nor USAID'S comments indicate any 
serious problems with ACORDEts handling of the funds, and those 
observations which were made are being addressed. 

Still, ACORDE does face a few important problems in the 
gathering and utilization of financial information. First, it 
has not yet addressed how it would handle any dollar funds which 
might be turned over to it from PACT or AID after PACT ceases to 
be a full time advisor to ACORDE or which might be made available 
to it in the future by external donors. The PACT representative 
in Costa Rica plans to remove himself from all but the most 
formalistic participation in ACORDEts review of proposals from US 
PVOs, but disbursements and accounting for any such projects 
approved for funding will still take place and be controlled by 
PACT in the US. Second, the workload facing the ACORDE financial 
professional is such that he does not have time to participate in 
the analysis of project proposals or to analyze the several 
financial alternatives for ACORDE's future operations. Thsre are 
plans to hire another financial professional for the office, but 
that has not yet been done. Third, the system for keeping %rack 
of the project portfolio and funding availabilities and assigning 
and analyzing operating costs by function or program have not 
been completed. These problems are known to ACORDE and the PACT, 
and they intend to give more attentio~. to them in the future. 

Recommendatb - ACORDE should obtain the services of an 
additional financial professional as soon as possible and 
seek additional assistance from PACT to put in place systems 
for handling dollar funds and for keeping track of the 
project portfolio and funding availabilities. Financial 
analysis should be part of the responsibilities of the 
financial staff. 



With tha asai~tanco of PACT'a ragidant raproswntativo, 
ACORDE haa approachod ita instZtutlona1 pXanning at two lavala - 
multi-yaar strateqy catatemanta and yaarly workplane. Tkra 
original inatitut:lonal plan, which covara the period 1987-1991, 
was a gen~ral atal:o~~ent of purpones which camphaaizad atrengthon- 
ing NGOu through their institutional improvcsmcant. The four major 
programs to carry out that emphatitis were to be financial aseie- 
t a m e  to NGOs, tec:hnical aesistanco to NGOa, tho obtaining of 
resources for tho NGO sector and tho consolidation and promotion 
of the overall welfare of the oector. The plan did not contain 
descriptions of how the component programs would work. 

A more detailed strategy was developed for 1987-1988. It 
focused on the work of the Department o f  Program Development. It 
identified the areas of focus of the socioeconomic development 
effort to be: (i) agriculture development through technical 
assistance, credit and practical research, (ii) micro-enterprise 
development principally through czredit, and (iii) communal 
development. It placed limits on the amount of financial 
assistance which ail NGO could receive for these purposes. The 
institutional development program was to consist of providing 
NGOs with: (i) training for their personnel, (ii) assistance in 
carrying out analyses of their problams and specific technical 
assistance to meet the problems identified, and (iii) small 
amounts of financial assistance for miscellaneous purposes. 
Again, limits were placed on the amount of assistance which an 
NGO could receive for these purposes. 

The strategy statement did not deal with the overall 
promotion of the sector or with fundraising. Furthermore, it did 
not address the priorities among the various programs nor provide 
detailed descriptions of how the programs would be carried out. 
That was to ble the task of the yearly workplans. The semi- 
annual workplans for 1987 are largely reports of what had been 
accomplished in getting ACQRDE organized and functioning; but it 
does contain a very long list of implementation steps to be taken 
during the year. The workplan for 1988-1989 is much Less 
detailed than the previous one (perhaps because many of the 
projected actions in that earlier plan were not accomplished as 
scheduled), and places more emphasis on identifying major 
problems to be worked on and projecting the magnitude of resour- 
ces which are expected to be available. 

Planning for ACORDE8s institutional growth and the composi- 
tion and size of its programs is still evolving. Major deci- 
sions have been made in the process. Exai~ples would be: (i) 
providing technical assistance and training Lo NGOs through 
grants to qualified NGOs or consortia of NGOs rather t:han 
directly; (ii) leaving the consolidation and promotion of the 
overall NGO sector to other organizations, (iii) moving toward 



cjmntar Ilea of Loanls in providing awaietancu to NGOEI; and (1.v) 
modifying tho structure crnd oparat:ton of tho Canaral Asl#embl,y nrld 
tho Board of ~iractora in ordor to improve thair t-capclty to 
guidu tho organization. Howovar, t h e m  aro atill vory important 
ieeuao to ba addrae~od which are mantlonod in various ~octiona of 
thio ropart. One of the mora important ienuoa is eottling or' a 
otratsgy for ACORDEfs long t a m  role in tho NGO nactor uo tihat 
tho fnetitution can prugnra itself to m m t  tha responeibilitias 
of that role. 

Thcrre also continues to be a need to further improv~ t.he 
planning process itself. !;!he ralatimehip between tho multi-year 
planning documant and the yearly workplans is really not cl.aar. 
The form of both ha6 changed considerably over the past two years 
and decisions taken by ACORDE have not been reflected in 
rsworkir,gs of the basic strategy statements. In fact, it is not 
clear that the institutional plan is providing roal guidance to 
the decisions being taken by ACORDE as it goes along. The 
members of the Board are coneulted on particular program deci- 
sions, but they do not seem to be involved in .the work required 
for forming and reforming the program strategy and institutional 
planning. Furthermore, there is no system for evaluating the 
performance of tho various programs of ACORDE or of the impact 
which those programs are having on NGOs and their beneficiaries. 
Information is not being gathered on those topics, and no one is 
charged with analyzing them. In fact, to date the planning 
process has been heavily dependent on the support of the resident 
representative of PACT, and there is no staff member of ACOWDE 
with specific preparation and the full time assignment to perform 
the evaluation and program analyses which would be required for a 
planning system to meet the demands of providing guidance and 
focus to the organizationfs actions. 

Recommendatj.~~ - The Board of Directors should review with 
the staff of ACORDE the process for planning and evaluating 
the overall institutional development of ACORDE and the 
conduct of its development programs. Insdoing so it should 
consider how best to obtain and analyze the information 
required to form judgments. It should pay particular 
attention.to preparing the staff to carry out these func- 
tions after the completion of PACT8s advisory role, and PACT 
shou1.d be prepared to give particular attention to assisting 
in that effort. 

5. publicity and Dissemination of Infog~tion 

ACORDE has concentrated its efforts on preparing materials 
and seeking publicity aimed at prospective donors and the general 
public. It has not sought to be a channel for organizing the NGO 
sector on particular issues or to be the source of technical or 
operational information of interest to NGO programs. Thus ACORDE 



 ha^ boen devoted to eoeklng news covaralge of its activities and 
ta preparing reports. 

ACORDE has been quite succeseful in Coeta Rica in making 
known its existents and ths availability of its procramo. 
Publicity for ACORDE'e program has b ~ e n  mainly via word-of-mouth 
among the NGO community and coverage in the media. WGOe are also 
referred to ACORDE by the USArD Mission. Lack of outreach d m s  
not seem to ba a problem - NGOs hear about the program and come 
to ACORDE. Some high-performing, effective NGOs are certainly 
being drawn by the program; most of the larger, well-established 
NGOs, both US and local, are being funded by ACORDE, as are a 
number of small, less-developed local NGOs. While it is 
impossible to establish exadtly what proportion of eligible NGOs 
are aware of the availability of funds through ACORDE, it seems 
safe to say that the majority are. If anything, ACORDE may have 
had too much succesa in getting out ward of its programs since 
during 2977 the shortage of colon funds prevented it from 
responding to the many reqvests it received. 

There would seam to be an issue as to whether ACORDE should 
leave to others the provision of technical and other types of 
information useful to NGOs in their work. The issue is part of 
the larger one of the posture which it is appropriate for ACORDE 
to take vie a vis the role of membership organizations such as 
FOV. Since ACORDE is the best financed organization involved in 
fo::ltering NGOs in Costa Rica it would seem to be a natural 
vehicle for provf.ding such information. However, it is clear 
that to do a creditable job ACORDE would have to devote more 
resources and s t ~ f f  to the dissemination of information than is 
now the case; and it would consciously h w e  to select the type of 
information to address to avoid a dissipation of its inevitably 
limited resources. Such a focus should come Prom the results of 
the NGO needs analjsis which is to be conducted. 

6 .  P e _ P a r a t _ i o n , _ ~ e v _ i _ e w _ a n d t i o n  e of Sub Proiecti 0 

a. Obiectives and Priorities 

ACORDE's general objective is to strengthen NGOs in order to 
contribute to the development of the low-income population and to 
the general welfare of the country. specific objectives are to 
increase NGOs8 implementation capacity, operating efficiency, 
program and project coverage and initiatives. Stated project and 
jeographic priorities favor projects which generate employment, 
increase productivity and incraz,se beneficiary income; projects 
which develop human resources through training, education or 
improved health and welfare; and projects in geographic areas 
with high rates of under- and unemployment, low j.ncome and other 
indicators of a lrw level of socioecon~mic development. However, 
there are choices which need to be made iil applying these 
objectives and priorities. 



-BLalldinq l!.ELSbrt - t e r m  . There is soma 
question within the NGO community as to whether ACORDE's funding 
policies are meant to reach the maximum number of NGOs and 
therefore build up the weaker organizations within the sector or 
whether they are to be directed to increased funding for the most 
effective NGOs with the greatest demonstrated beneficiary impact. 
There !a currently no clear consensus on this issue within either 
the Board or staff of ACORDE. The prevailing opinion is that no 
far the supply/demand ratio has permitted ACORDE to do both, so 
it has not arrived at any firm policy as to funding priorities. 
In fact, most of ACORDE's resources have been utilized by the 
stronger NGOs since the dollar funds have been reserved for US 
PVOs and the more effective Costa Rican NGOs have been better 
able to respond to the project requirements. 

pecommendations - Since demand for ACORDE funding is very 
likely to exceed supply in the near future, ACORDE should 
carefully consider and further define its priorities for 
distributing i+.s resources among NGOs at differing stages of 
development in view of its goals of strengthening the NGO 
sector and also achieving impact in benefiting the ultimate 
low-income beneficiaries of the NGOs. 

The evaluators suggest that ACORDE consider the following 
approach. 

The heterogeneity of the NGO community requires an 
explicit differentiation between projects presented by 
well-established, experienced NGOs and fledgling NGOs. 
While such differentiation already occurs to some 
degree, it should be made explicit and applied in a 
more systematic manner. 

Fledgling or weak NGOs should be judged primarily for 
their institutional potential (novelty of approach, 
willingness and commitment of staff, etc.) rather than 
on a project proposal alone. Such NGOs may need 
institutional strengthening far more than they need 
project funds, although project funding can sometimes 
be used to strengthen an NGO. Base6 on an early 
assessment, ACORDE should detentrine whether institu- 
tional strengthening is needed prior to proceed with a 
project proposal. 

Given its diversity, the NGO community can be expected 
to produce new and untried ideas from time to time. 
ACORDE should consider assigning a portion of its P8-rds 
as venture capital for untried but promising ideas &or 
projects and/or organizations. 



product,iv~ VB. S O C ~  Pmlect&. While ACOFLDEt s priorities 
state that human resource developrnont projects as well as 
productive projecte are eligible, the emphaais to date has been 
overwhelmingly on productive rather than aocial projectfs. Of the 
13 new or continuing projects approved in January through June of 
1988, nine were productive projects, one was an integrated com- 
munity developmont/producti-,re project, two were for NGO institu- 
tional development and one was a social/vocational training 
project (rehabilitation and training for alcoholic women). This 
emphaais probably is due to the strong entrepreneurial background 
of AOORDEfs Board. It may also stem from a perceptiot~ that, 
given the Costa Rican Government's involvement in social 
programs, there is a relatively lesser need for NGO social 
projects. 

ACORDE may be reluctant to diiute its currant and growing 
focus--and possibly its effectiveness-by incorporating other 
types of projects. USAID/CR has somewhat conflicting views. It 
appreciates the advantages of focus, but never anticipated that 
social programs would not be supported. Currently, USAZD/CR 
channels most of its NGO funding through ACORDE--there are only a 
few NGO programs funded directly by the Mission, and it has no 
current plans to increase this number. Given the decline in 
Costa Rica's economic situation, the Government is less able to 
meet the need for social programs and projects. Therefore, NGOs 
are sure to encounter increasing pressure to meet these needs; 
and the question of where they can go for funding is likely to 
become more critical. 

R e c o m n ~ ~ d a t i o ~  - Consideration should be given by bath 
ACORDE and :JSAID/CR as to how social projects can be funded. 
If it is determined Cia5 ACORDE cannot or should not assist 
such projectl;, its stated priorities should be revised 
accordingly, and provisions should be made for referral of 
ouch projects to other funding sources. 

b. Criteria and Procedures 

Criteria. Specific criteria are applied to determine the 
eligibility of'the applicant organizations, the projects and the 
proposed beneficiaries. They are contained in written statements 
available to interested NGOs. 

Eligible institutions are nat.~cnal or foreign private, non- 
profit NGOs cperating in Costa Rica which meet the requirements 
of donors to ACORDE and benefit low-income persons without 
discrimination as to religion, sex or race. National NGOs must 
be duly registered and Legally represented; foreign NGOs must 
have a permanent, duly accredited representative in Costa Rica. 
All must have qualified paid staff and adequate internal manage- 
ment systems. Evaluations of previous activities sf the EGOS are 
taken into account. 



Eligible projects must comply with ACORDEts stated objec- 
tives and principles, and must be orientod toward devslopmont 
rather than relief or welfaro. They must nbt be religious, 
sectarian or political. Proposed projects must be supported by 
prior feasibility studies, indicating the existence of adequate 
services and infrastructure in the project area for implementa- 
tion and evidence of real need for tha project. Projects should 
primarily benefit persons with experience in or a vocation for 
the funded activities, must include beneficiary participation in 
planning and implementation, and must be directed toward ultimate 
self-sufficiency. Each project must include specific goals 
indicative of potential socioeconomic impact. Duplication of the 
efforts of other private or public institutions should be 
avoided. 

The beneficiary criteria spell out the eligible net worth 
and saies levels of micro- or small enterprise in the areas of 
industry, agriculture, handicrafts, commerce or services. 
Beneficiaries should use simple technologies, lack access to 
formal credit, depend on their productive activities as their 
main means of support, and participate directly in the productive 
process. 

Tha,re is no formal weighting system for these criteria, but 
a reasonably detailed guide for project analysis has recently 
been developed which focuses on important institutional, project 
and beneficiary characteristics based on these criteria and 
requires detailed examination of relevant factors. Still there 
are aspects of the criteria which need further clarification or 
elaboration. 

o The distinction between a microentrepreneur and a 
microenterprise is confusing, and appears to work 
against the stated goal of employment generation by 
stating that only the owner (or micro-entrepreneur) 
receives income, which would appear to discourzge 
growth. It would be more logical to classify micro- 
enterprises by the number of employees rather than 
appearing to limit who can receive income. Also, the 
stipulation that the microentarprise be the main source 
of income should be clarified to apply to individuals, 
not families, so that other household members can 
develop their own businesses. This is particular!y 
important in encouraging women to contribute a s ,  'and 
income to their families, even though their husba 3s 
may earn the principal income. 

o There is no mention of gender in the criteria, other 
than the stipulation that there shall be no discrimina- 
tion on the basis of sex, nor is there any stated 



policy on reaching women. Probably not coincidentally, 
the proportion of women beneficiaries ia rather low. 

o There is also some question as to the types of orga- 
nizations eligibla for ACORDE funding. To date, only 
associations or foundations at the secondary level have 
been funded. While ACOWDE8s selection cri.teria state 
that funding should go to private development organiza- 
tions, they do not state that only secondary-level 
organizations are eligible. There is some novement 
toward funding beneficiary-level organizations such as 
BaocbJonea de Des-CcununaL (Community Develop- 
ment A,ssociations) or centres A a c o l a s  Ca- 
(district agricultural organizations). A proposal from 
one such organization is now in the profile stage and 
will serve as a teat caae. Expanding coverage to 
beneficiary-level organizations could benefit greater 
numbers of people, but it could also expand demand far 
beyond ACORDE8s capacity to wespond since there are 
approximately 6,000 Aaociaciones de D e s ~ o l l o  C o r n  
alone, and could also be seen as bypassing or under- 
mining NGOs working at the secondary level. It may be 
more feasible to provide longer-term support via NGOs 
working with these groups until the beneficiary groups 
can be graduated to the formal credit system. The 
consequences of a change in current policy should be 
carefully considered before establishing a precedent of 
directly funding beneficiary organizations. 

Recommezdatioq - ACORDE's criteria and policies should be 
reviewed w.lth the purpose of clarifying these aspects. They 
should be specific in encouraging full participation by 
women in NGO projects. Furthermore, as demand grows for 
ACORDE funding, it would be wise to develop a more formal 
system for weighting proposals. 

procedures. The process fox proposal development, review 
and approval for local currency funding is as follows: 

o Upon-initial inquiry by an NGO regarding ACORDE 
support, the NGQ is given a format and guidelines for 
preparing a project profile. On receipt of the 
profile, a preliminary diagnosis is done by PRODE 
(ACORDE8s Program Development Department). If the 
profile is acceptable, within seven working days of 
receipt of the profile the NGO is given a guide far 
preparing a proposal and a Project Officer is assigned 
to follow up on the application. 

o When the proposal is received it is reviewed within 
eight working days by the Project Officer to see if all 
the necessary information has been provided. If so, 



the proposal is formally accepted and registered; if 
not, it is returned to the NGO with appropriate 
comments/requests for additional information. 

o Once formally accepted, 15 working days are allowed for 
staff analysis of the proposal by the Project Officer 
and PRODE Coordinator, includinq site visits if 
necessary, and the preparation of a project summary, 
analysis and racommendations. 

o 20 days before the next quarterly project selection 
meeting of the Board 09 Directors, t h ~  Project Officer 
presents his analysis and recommendations to the 
Internal Project Committee, consisting of the Executive 
Director, PRODE staff, Fundraising coordinator and PACT 
Advisor. Ten working days aro allowed for their 
comments and discussion, separately or collectively, 
with the Project Officer and his/her modifications to 
the proposal. 

o No later than 10 days preceding the Board's project 
selection meeting, a copy of the analysis is sent to 
USAID/CR. Any objections are communicated to the NGO. 
A maximum of 10 working days is allowed for this. 

o At least five days before the Board's project selection 
meeting, each Board member receives a copy of the 
analysis. (Projects are approved, denied or returned 
for further information or modifications by the Board 
of Directors of ACORDE at quarterly meetings in March, 
June, September and December.) 

o Approved projects are sent to USAID for ratification. 
The time taken for this step averages about a month. 

o Once ratified, a funding agreement is prepared and 
signed and disbursement made. The time for this varies 
from a few days to two months. 

The process for dollar funding under the PACT OPG (limited 
to US NGOs) is the same as above except that the PACT resident 
advisor reviews it and forwards it to PACT/New York upon 
approval. An agreement is then signed by PACT/New York and the 
home office of the US NGO. 

Theoretically, the selection process, once the proposal has 
been accepted by ACORDE and assuming that no changes are 
required, should take between 60 and 70 working days. In 
practice, very few proposals meet all the requirements and can be 
processed quickly. The majority need clarifications or modifica- 
tions. Indeed, almost all the project proposals submitted 
between the end of 1986 and early 1988 suffered delays of up to a 



year or more. Nowavar, it should bo noted that most of these 
dolays occurred ad a roault of problems with approval of the 
USAID-GOCR agreement on local curroncy funding; some werce also 
due to the slow development of project ~lelaction critericl and 
procedures and staff and Board inexperience. ACORDE now appeare 
to be meeting its deadlines batter. Accordiag to respondents who 
have presented proposals in 1988, the process is working more 
su aothly . 

Still there are problems with the system. The current 
procedure emphasizes individual review by the Project Officer, 
forcing him/her to be extremely careful and deliberate in 
applying the selection criteria, which are themselves open to 
interpretation. The unintended result is a slower process. More 
group review and consensus-building might speed things up as well 
as providing greater backup for new Project Officers. Further- 
more, the project review cycle of ACORDE is determined by the 
Board's quarterly project selection meetings. Any unexpected 
delay, therefore, usually results in an automatic three-manth 
delay until the next meeting. These factors mean that the 
project selection process usually takes six months or more. 

NGO personnel interviewed split in their opinions of 
ACORDE's project review and approval processes. About 70% had a 
favorable opinion. Most agreed that the procedures and require- 
ments are clearly explained, and that the requested help is 
provided. However, a minority complained that ACORDE has not 
communicated the "rules of the game" clearly enough or had 
arbitrarily changed them after the game had begun$ Other 
complaints were that ACORDE is too rigid in applying selection 
criteria and procedures and that there is no effective mechanism 
for solving problems between the NGOs and ACORDE. Some also 
noted that too much paperwork and unnecessary details are 
required by ACORDE. By far the most common complaint, however, 
was that the approval process still takes too long. 

(1) The number of steps and time taken for the selection 
process should be reduced. In order to facilitate the 
decision on acceptance of a praposal, the Internal Project 
Committee could have a brief meeting and arrive at a 
consensus on feasibility at the time the project proposal is 
presented. After acceptance of a proposal the Internal 
Project Committee could meet formally to review and assess 
the proposal and the NGO; the Project Officer could then 
conduct a detailed analysis; the Committee could meet again 
for a review and make its recommendation to the Board, which 
would then vote on approval. AID'S review and approval 
could proceed within the current 10-day time period as soon 
as the detailed analysis and recommendations are completed. 



AID'S ratification after approval by tho Board doea not 
appear to be necessary. 

(2) ACORDE should kesp a record on the back of each 
proposal folder with the dates and time it takes to complete 
each step of tho selection process. Reasons for delays 
should be specified. Baaed on these records, NGOB should be 
advised of expected delays and ACORDE should periodically 
review the timetables set forth in its procedureo and revise 
them as necessary to correspond with actual conditions so 
that NGOs can have a clearer idea of what to expect. 

( 3 )  ACORDE should explore the feasibility of holding 
extraordinary Board project approval meetings when projects 
are delayed solely because of the infrequency of the regular 
quarterly meetings. 

c. Volume and Oualitv of Prow- 

In 1987, ACORDE's first year of operation, 21 proposals were 
funded. 19 of these had been previously approved by CINDE/OPV 
and funding taken over by ACORDE. There is no information on 
proposal denials in that period. Up to August of 1988, 13 nc,w 
proposals had been received. Nine of those had been funded and 
four had been denied. Four prior projects were renewed. The 
ratio of proposals received between Costa Rican and US NGOs is 
nearly 2 to 1 for 1988. However, all those denied were1 from 
Costa Rican N60s. 

The quality of the prc:'~z..~als has improved over the past 
year. According to ACORDEtr project analysts this is mainly due 
to ACOWDEts development of clearer guidelines and procedures for 
profiles and proposals and to ACORDE's assistance to the NGOs in 
preparing them. For instance, during the second trimester of 
1988 no proposals or profiles were denied, while four were denied 
during the first trimester. However, defective profiles and 
proposals are still received. The most common problems are lack 
of adequate information--often because of inadequate NGO staff 
capacity-and failure to adhere to the 15% limitation on allow- 
able overhead expenses in project proposals. 

ACORDE8s project officers continue to provide some direct 
technical assistance to applicant NGOs in preparing proposals and 
also in helping them improve accounting and administrative 
procedures in order to meet institutional criteria. There 
appears to be no problem with regard to actual or potential 
conflict of interest as a result of ACORDE's technical assistance 
in proposal preparation and its proposal review and approval 
process. None of the persons interviewed considered ACORDE to be 
biased or unfair in its provision of assistance. However, this 
assistance is quite ad m, and the demands on FRODEts staff time 
for project analysis and monitoring are heavy, thereby severely 



restricting the amount of such assistance they can provida. In 
the opinion of ACORDEfs staff the volume of proposals is 
adequate; they are not gstting nor do they want mora proposals 
than they can handle. 

B e c o ~ o n d a t i o ~  - In cases of proposals from weak NGOEI, the 
Internal Project Committee should make a dete-mination as 
quickly as possible as to whether it will support the NGO 
thraugh project development and funding ur by some other 
means. Simply sending back unacceptable groposa1.s is 
unlikely to help if the institution lacks tks capability to 
develop a good proposal. Rather than putting the NGO and 
ACORDE through a time-consuming, axpsnsive and frustrating 
process, other measures may be more effective, such as a 
mini-grant for technical assistance, training, or arranging 
for horizontal cooperation and assistance by another MGO. 

Monitoring and follow-up of funded projocts by ACORDEfs 
staff was considered adequate or good by nearly all the NGO 
respondents interviewed by the evaluation team. Required 
quarterly reports were not seen as onerous, and scheduled visits 
by Project Officers to projects usually have been carried out. 
However, one organization commented that visits to field projects 
should be longer and more comprehensive, and ACORDE8s staff would 
like to make more frequent visits rather than rely mainly on 
written reports from the NGOs. Except for the President, members 
of the Board have rarely visited projects being assisted by 
ACORDE . 

The information being gathered by ACORDE on implementation 
is quite extensive; however, it3 organization for use is not yet 
fully worked out, and written reports to the Board and to 
USAID/CW do not highlight the status of implementation or the 
problems which may need resolution under the on-going sub- 
projects. To increase the frequency of field visits, improve the 
organization of information on implementation and to collect 
information needed for the evaluation of impact being achieved 
will require additional staff. The addition of another profes- 
sional position in the financial office will permit that office 
to provide support to PRODE; however, that is not likely to be 
sufficient. This would certainly be the case should ACORDE 
enlarge the scope of its current technical assistance and 
training activities. 

Recommendation - ACORDE should consider the possibility of 
adding at least one additional professional staff position 
to PRODE aimed at increasing its capacity to monitor and 
evaluate the operation and impact of its sub-projects and 
other activities handle by that department. 



The OPG to PACT had two basic purposes. One was to providu 
a reliable channel for USASD in making dollar funds available to 
NGOs, and the other was to provide technical and financial 
assintance in creating an independent organization from CZNDEts 
NGO support activity which will be able to provido financial, and 
technical assistance to NGOs as well as support to the general 
NGO community. The utilization of the dollar funds will ho 
achieved although the number of sub-prajecta supported will be 
less than anticipated because of the decision to use dollar funds 
to finance both the dall.ar and local currency costs of US PVOts 
active in Costa Rica. The use of the OPG to enable ACORDE to 
provide support to the general NGO community largely has been 
abandoned. Tha aspect of the OPG which is likely to have the 
most lasting impact is that of the advice provided by PACT in 
organizing ACORDE and preparing It for operations after the 
conclusion of the OPG. 

External _Bdvisora. A Resident Representative from PACT 
serves as an advisor to the entire institution under the 
USA1E;PACT OPG. The first advisor served six months beginning in 
mid-1986. The current advisor has been with ACORDE since March 
1987. As currently programmed, the PACT OPG and services of the 
advisor will end in June 1989. In addition, the OPG has provided 
for short-term technicians for specific assistance. The role of 
these advisors is to assist ACORDE in developing its institu- 
tional capacity and technical and administrative ability to 
select, fund and monitor sub-projects in dollars as well as local 
currency. 

With regard to the role of the PACT resident advi.sor, most 
of the Board recognized the value of the advisorfs assistance. 
Based on interviews with the Board, the staff and the advisor 
himself, it is clear that the advisor has done an excellent job 
of helping ACORDE develop its institutional and program capacity. 
However, the advisor is also perceived by some on the Board as 
having become too involved in the personnel and oversight 
problems previously describerq and in the internal administrative 
details of the organization. Currently, the Board is trying to 
clarify the role of the advisor; and is developing a draft 
proposal with the hope that open discussion between the Board and 
the advisor of roles and expsctaiA.sns will overcome any current 
misperceptions and tensions. Carrying through on this initiative 
with regard to the advisorfs role, provided it remains within the 
terms outlined in the OPG, will be important as a step toward 
increased organizational maturity. It should help strengthen 
ACORDE as an institution and maximize the effectiveness of P,ACT 
assistance. 

The role of technical assistance from PACT in New York has 
been less important to ACORDEfs development. The most important 



eupport in tho paat hau haan that of the Roeourca Foundation of 
Now York (an affiliat~d organization) in providing ACORDE aomca 
guidance and introductions to yotantlal. donors. For the future, 
likely topics for much anaistanca a m  carrying forward tha idoa 
of using debt-ewape to gsnerate resoilrcea tor ACORDE and improv- 
ing ACORDEfs ability to plan and evaluate its activitiag. 

As mentioned above, the sorviceu of the PACT rsaidont 
advisor are schodulsd to be completed in June ot' 2989, but: 
consideration is baing !given to extending the period of those 
services. There appearn to be agraement in principle among 
USAID/CR, the Board and the staff of ACORDE that the services 
should be extended. Th,e question appears to be under what 
guidelines and for what purposes. One po~sihili~y which has been 
mentioned is for the advisor to devote n significant portion of 
his time to working with FOV. That would seem to be a ques- 
tionable approach since the needs of that org(anization are so 
great and its relationahip with ACORDE far from clear. The major 
issues facing ACORDE as identified in this report would seem to 
be a more useful guide for identifying the focus of work to be 
undertaken during any extansion. 

Recommendation - USAID/CR and the Board of ACORDE should 
agree promptly on the terms of any extension of the services 
of the resident advisor of PACT. 

C. PROGRAM: NATURE AND EFFECTIVENESS 

1. 
. pe~resentat on and C o o u a t  on of the NGO Sector 

. a. pelationshi~s with NGOs 

The majority of the representatives of .XORDEfs client NGOs 
who were interviewed expressed a generally favorable view of 
ACORDE, although a number of criticisms were also expressed. As 
already noted, there is some feeling in the NGO community that 
the members of ACORDE's Board do not have sufficient experience 
with NGOs and that they should demonstrate more interest in the 
NGOs and their projects. Related to this is a sense by some NGO 
officials that-ACORDEOs management is not accessible to them. 
They expressed frustration that there is no effective mechanism 
for discussing and solving problemu between the NGOs and ACORDE. 

A major factor in some of the \legative perceptions of ACORDE 
may be the ambiguity concerning itsfrole vis-a-vis the NGOs. A 
membership organization is controlled by and responsive to its 
members. Such organizations have a clear role in representk~ 
their members0 interests and usually try to coordinate their 
activities to some degree, as well as providing services such as 
funds, technical assistance and training. ACORDE, on the other 
hand, was created as a foundation to channel funds, technical 
assistance and training to NGOs; and during the first two years 



of Lta l i f e  it hae davotsd most of its afforte to funding 
prajscte while leaving tho conduct of tr~irinj programe and tho 
proviaion of technical assistance to others. It was not get up 
to roprneent NGOs or to coordinato their activitiaa, Zt ia an 
~~umbral.lafl organization only in the edlnnra that it ia moant to 
work with all NGOs which moot it@ critoria. Still, ACORDE also 
has portrayed itself as the voice of the WGOe in it61 publicity 
and fundraising  effort^, thus stimulating an axpectation that 
NGOs should have a grwter voice in ACQRDEte managenlent, 

This issue is further complicated by the nature sf ACORDEgs 
relationships with two existing membership organizations in Costa 
Rica. The Federation of Voluntary Organizations (FOV) was 
created in 1969 by a group of w o m n  from volunteer organizations 
primarily engaged in social welfare activities. Evantually it 
grew into a consortium composed of private development organiza- 
tions as well as social assistance groups, with 47 members at the 
end of 1987. FOV's major emphasis has been on human development 
training for low-income women. It has also provided credit for 
productive projects growing out of its training efforts. It has 
received funds from AID via OEF International and, mcre recently, 
from PACT for research on NGOs and from CINDE/OPV and ACORDE for 
institutional development and training. 

There has been tension between FOV and PCORDE from ACORDE8s 
inception since some in FOV felt that it should have gottsn the 
funding which went to ACORDE. In order to mitigate the conflict 
between the two organizations, ACORDE left the major respon- 
sibility for training to FOV and provided a grant to help FOV 
meet that responsibility. However, due to an ihsti.tutional 
crisis within FOV, the grant has been suspended pending reor- 
ganization of FOV. The prospects for a constructive relationship 
between ACORDE and FOV are unclear at this time. Furthermore, 
FOVts future is uncertain--its new board is trying to determine 
its direction, but no clear consensus was evident among the FOV 
board members and other NGO representatives interviewed. Its 
financial future is also uncertain. 

ACORDE currently is supporting a new, small federation, 
ASOPRIDE (Association of Private Development Organizations) 
through a grant to provide training and technical assistance to 
NGOs. ACORDE's relationship with ASOPRIDE has contributed to the 
tensions with FOV, since FOV sees ASOPRIDE as a rival. 

Thus ACORDE is faced with a difficult dilemma. On the one 
hand, it needs to be more responsive to the realities and 
concerns of the NGOs which it seeks to assist, and to do so it 
probably should involve NGOs more in the setting of its policies 
and the evaluation of its performance, and revitalize its 
technical assistance and training programs for them. It is 
encouraged to be itself a promoter and coordinator of the actions 
of the NGO sector by both its original purpose statement and the 



abaance of other vii1h1.a roprsaentative organizations. On the 
other hand, it Lo not and has  no plans to boccma a mamborahlp- 
controllsd organization, ao it will ba subject to criticicdm by 
such organizatione for cornpaking with tham. 

Of courao, t h e m  ia no ona right way to apportion thw 
various t y p e  of act:ivitiee which could b~ hal.pfu3 to tha NGQ 
community, What i a  important ia that there be tigroement among 
tho organizations working with that community nn to how they wi?,l 
operate and complemcrnt each othar. To date, ACORDE haa not had 
much success in achieving euch agreements, and the prospects for 
achievinc, them do nut seem bright, This could be particularly 
troublesome for ACORDE should it encounter political difficult,i@s 
in Costa Rica and need the support of the NGO community to 
resolve them. 

(1) ACORDE shculd clarify its relationships with NGO 
membership organizations such as FOV and ASOPRIDE. ACORDE 
probably should not try to take on representational and 
coordination functions which are better ].eft to such 
organizations. ACORDEfs role in strengthening such arga- 
nizations must be worked out in close collaboratioh with 
them and, if pnssible, between them to mitigate the current 
sense of rivalry. In the case of FOV, this is contingent on 
its determination of its future direction. ACORDE could 
contribute to this procasw by funding an impartial study by 
an externa.1 consultant o f  P!1.?Orzf needs and expectations with 
regard to FOV, their ~il1:~ngnesa to provide effective 
support for it and its m s t  approp:riate structure and 
functions. However, this would only be useful if it were 
done with FOVfn consent and collaboration, to avoid conflict 
over the results. 

( 2 )  Taking into account its basic function as a foundation, 
ACORDE should ~xplora what it can do ty promote more 
effective relationships with the NGOs, such as creating a 
channel for discussion and problem-solving via regular, 
periodic meetings between the NGOs and ACORDE Executive 
Directors. 

b. Jtelationshi~s with the Government 

ACORDE has a very good relationship with the GOCR, and 
enjoys its support t:hanks to the excellent connections of its 
Board and Executive Director and support from USASD/CR. As noted 
above, ACORDE has local-currency funding for its program for five 
years though an AID/GOCR agreement. Currently, exploration of 
the possibility for further funding through a Itdebt swappingtt 
arrangement with U.S. banks and the Central Bank of Costa Rica is 
underway. The apolitical character of the Assembly and Board 



ehould anaura that good ralntione continue regardle~e of ales- 
t o m 1  outoomea. tIow~vf~r, tho generous funding of ACORDE by the 
GOCR with roslource gemratad by the AZD program could pro.crido a 
tamgting targot tor criticium by political factiona, and thue 
ACORDE will not be abbe to naglact its public relations or the 
opinion of other members of tha NGO aommunkty. 

Relationships with ACORDEta principal donor, USAID/CRI are 
discusead in section D below. Aa noted In the saction on 
fundraising, other program support is being sought from %he IDB 
and from European sources. However, ACORDEts efforts t.o estab- 
lish relationships with other  donor^, whether local or interna- 
tional, are just beginning. ACORDE has no especially nioteworthy 
linkages with other agencies except for donaro, the GOCR and 
national and international NGO organizations eu.ch as FOV and 
PACT, already discussed. ACORDE maintains some loose contact 
with counterpart WmbrellaW organizations in other countries. 

2. m r t  for NGOB 

ACORDE has fundod about 32 projects as of June 1988, for a 
total of C96,864,544 in local currency funding or $1.2?3 million 
at the current exchange rate of C76.10=US$1.00 and $2,735 million 
in PACT OPG dollar funds. In late 1987 it was decided to fund US 
NGOs exclusively out of the OPG dollar funds, while Local NGOs 
are funded in local currency. ACORDE has also made 35 loci*l 
currency mini-grants (up to the equivalent of US$500 each), for a 
total of C834,9938 (equivalent to $10,972). 

Most of the funding to date has been through grants: in 
1987 there were only three loans, and to date in 1988 there has 
been only one. The current funding ceilings are US$150,000 per 
year (grants are usually for a three-year period) for PACT OPG 
funds and C5 million (currently $66,000) per year for local 
currency funds (the colon has been gradually losing value during 
the last two years). An NGO is only eligible for funding for one 
project at a time. 

The distribution of these funds follows. (Pleaas note that 
numbers are open to interpretation because there was na single 
project list available. These figures were compiled from various 
lists and reports). 



Funding for U.S. and Local NGOB, by Year * 
U.S. NGOs Local NGOs 
Amount Amount us$ 

Ylenr Nos (US$) No. (Colones) Emiv . 
1987 
through June 4 1,278,963 15 51,691,693 ($  679,260) 

1988 6 1,456,136 7 45,172,851 ($  593,598) 
through June .- - - - -- 
Totals 10 2,735,099 22 96,864,544 ($1,272,859) 

* Does not include grants for speciPic technical assistance or 
mini-grants. 

As noted already, 20 of the 32 projects are productive 
projects, principally credit for microenterpri~ses, although some 
of these also include training, technical assistance or institu- 
tional support. Nine projects have been principally for training 
and/or technical assistance to NGOs. (111 addition to these 
projects, five specific technical assistance grants have been 
made in 1988 to date, as well as the local currency mini-grants, 
most of which were for training.) For 1988, the PACT OPG dollar 
fullds have been used for three productive projects, two NGO 
txaining/technical assistance projects and one social/bencficiary 
vocational training project. It is evident from this distribu- 
tion that purely social projects have received very littlle b 
support from ACORDE. The overwhelming emphasis has been on I 
productive projects (mostly credit funds) and training/institu- 
tional development of NGOs working with productive pxojects. 

b. Impact on NGOs 

ACORDE has developed effective funding mechanisms in both 
colones and dollars to support NGO projects. Based on interviews 
and field visits, it is clear that the NGOs which have received 
ACORDE funding have been able to carry out useful projects which 
have been beneficial in developing their capacity and expertise 
as well as in helping the direct beneficiaries. 

Fundina Limits. The major complaint from both US and local 
NGOs regarding ACORDEts funding is that the funding limits are so 
low that the NGOs are not able to develop their programs as fully 
as they would like. This is a particular problem for local NGOs 
since the value of the colon has been steadily declining. 



Another complaint was that the parameters of ACORDEfs program are 
too narrow - i.e., denying funding for ~ocially useful but %on- 
prod~ctive~~ components such as housing in integrated projects. 
ACORDE8s response to these complaints has been that NGOs always 
will request as much as possible, and that it is preferable to 
spread the money around rather than to raise the ceiling. 
However, ACORDE is considering raising the ceiling on local 
currency activities. 

Grants vs. T~oanq. While most fundling to date has been 
through grants, there is a clear preference by the Board and the 
Executive Director for greater emphasis on loans. The current 
policy is to use loans for revolving credit projects, especially 
after an initial grant has been made tn a particular NGO. 
Institutional support and training will continue to be funded 
through grants. ACORDE is now making loans to NGOs at an 
interest rate of 15%. 

Many NGO representatives interviewed objected to loan 
funding, either on principle or because of the terms imposed by L 

ACORDE. A major objection by NGOs to laan funding was that it - 
affected their ability to reach the Itbre!ak even1# point, and hence 
their sustainability. ACORDEfs position is that it has to be 
concerned with its own sustainability; amd that NGOs need to put 
greater emphasis on recuperation of their revolving credit funds 
so that they can in turn repay loans t:o ACORDE. ACORDE also 
feels that requiring repayment encouralges better discipline and 
use of resources by the NGOs. 

With regard to terms, some NGO rspresentatives felt that the 
interest rate charged by ACORDE gives ilt a disproportionate share 
of the spreah, Most Costa Rican NGOs charge rates between 18% 
and 36%. If ACORDE is working with grant funds and lends at 15%, 
and the NGO in turn lends at 24%, ACOFLDE gets the benefit of a 15 
point spread, while the NGO only gets 9. The break-even point 
for an equal spread benefit would occur at an NGO interest rate 
of 3 0 % ,  though few charge that much. There was also some feeling 
that the term for ACORDE loans is too short. 

pecommendagioq - ACORDE should further define its loan 
policy taking into account possible effects on an NGOfs 
prospects for sustainability. Some flexibility in terms and 
rates may be necessary, eg., higher or lower rates for NGOs 
charging higher or lower rates themselves. Taking these 
provisions into account, use of loans at realistic interest 
rates should be encouraged for rtevolving credit projects. 

ACORDE8s figures for 1987 indicate that there were 7,759 
direct beneficiaries of ACORDE-funded programs, and that 579 jobs 
were generated. There are no comparalble figures available for 



1988. The short timeframe for this evaluation did not permit any 
meaningful assessment of beneficiary impact, which is, difficult 
under any circumstances. The information collected is largely 
impressionistic, based on interviews with personnel from eight 
NGOs and on field visits and conversations with beneficiaries of 
seven projects in different regions of Costa Rica. These 
included three microenterprise credit projects, two integrated 
community development/production credit projects, and two 
agricultiire-related projects. 

Most of the projects visited appeared to have provided real 
benefits to their beneficiaries. Several microenterprises 
visited had grown and enjoyed increased income as a result of the 
credit received. Cne had grown into a "mini-factoryw supporting 
five women. It should be noted that the level of microenterprise 
in C o ~ t a  Rica, particularly in San Jose, is considerably more 
sophisticated than in other Central American countries. There- 
fore, the socioeconomic level of beneficiaries was generally 
higher than in other countries in the region. Although most 
beneficiaries were relatively low-income, some were on the higher 
end of the scale. 

The two integrated projects in rural or marginal urban areas 
in the Pacific and Atlantic regions appeared to be making some 
progress in community organization and in extending credit to 
very low-income people, usually for activities such as fishing, 
agriculture/livestock or microenterprises. One, involving 
community nurseries for new plant varieties, appeared to have had 
some impact in crop diversification and increased income; it is 
also in the process of setting up a center for providing agricul- 
tural supplies and marketing crops. 

With regard to gender, the proportion of male to female 
beneficiaries, based on figures from 11 NGOs, averaged 62% male 
to 38% female. Only one of these programs was directed 
specifically toward women, and one was also exclusively male. It 
appears that more emphasis should be put on reaching women, given 
the relatively high number of women-headed households. Also, 
most (six out of eight) of the NGO Executive Directors inter- 
viewed were male. The presence of more women within the NGOs 
could help in reaching women more effectively. These dsficien- 
cies are not subject to direct ACORDE action, but ACORDE could 
put more emphasis on incorporating women in projects, and thus 
encourage NGOs to do likewise. 

ACORDE will need a system for collecting impact data. It 
does not yet have one. 

As noted early in this report, while ACORDE is in the 
enviable position of being able to cover most of its operating 



costs through an endowment, program costs are another matter. 
While every effort shou1.d be made to increase ACORDEts ability to 
cover program costs through the greater use of loan funding and 
reimbursable services, ft is highly unlikely that program funding 
levels can be maintained without continued donor support. 

The NGOs are faced with a more difficult problem. Only one 
of the eight NGO directors interviewed claimed to have already 
reached the break-even point in a credit program at which loan 
interest and repayments are sufficient to cover operatiny costs. 
Furthermore, in order to expand its program coverage and provide 
more loans, even that program will need continued donor funding. 
For NGOs with nun-credit programs, the prospects of covering 
costs from income are very unlikely. 

Therefore the current emphasis on achieving NGOst financial 
self-sufficiency by covering costs from income would seem to be 
unrealistic unless the nature of the NGOs and projects supported 
were restricted to those involving only revenue producing 
activities. It would seem to be more realistic to stress 
diversification of the funding base for the NGOs to avoid 
continued dspendency on USAID, ACORDE or any other single donor, 
while encou*aging the use of loan funding to the maximum com- 
patible with the overall purposes of t,he organization. 

Where it is more practical to stress greater self-suffi- 
ciency is in the NGO sub-projects. Expecting NGOs to cover all 
their costs from income can have the undesired effect of 
encouraging continued dependency of the beneficiaries as NGOs try 
to retain their best clients which contribute the most to their 
income. Rather, NGOs should be encouraged to "graduatew their 
clients to the formal credit system within a reasonable time 
period to avoid creating dependency on permanent NGO subsidies 
and assistance. The NGOs can then go on to serve new clients as 
long as both demand and funds exist. 

Recommendation - Both USAID and ACORDE should assess the 
realism of their expectations regarding economic self- 
sufficiency of NGOs. While it should be encouraged to the 
degree possible, greater emphasis should be placed on 
assisting NGOs in developing their capacity to attract funds 
from diverse sources. The of clients should be 
the principal aim of NGO sub-projects. 

3. Technical Assistance and Trainina Sumort for NGOs 
I 

Size and Nature of Proarams - 
During 1983-1986 the CINDE-NGO activity trained nearly 4,000 

persons and provided technical assistance in one way or another 
to 141 groups with a total membership of 14,585 persons. In 
1985, the program focused on the conduct of an inventory of 



existikig NGOs and the preparation of a directory of some 73 NGOs. 
In 1986, the program involved providing basic and advanced 
courses in planning, project preparation and models for the 
development of small enterprises. 

When ACORDE was created, the provision of training and 
technical assistance to NGOs was one of its stated purposes. In 
1987, ACORDE funded six technical assistance or training projects 
directed at IQGOs. This was about 30% of its project portfolio, 
not including mini-grants. For the first five months of 1988, 
three such projects have been funded, about 23% of its projects 
for the period. In addition, five specific technical assistance 
grants were made. As already noted, most mini-grant funding is 
also for training courses or specific technical assistance. 
ACORDE also provides some specific technical assistance to client 
NGOs through the proposal development process. 

Overall this represents a diminishing of ACORDE8s attention 
to training and technical assistance. During its first year of 
existence ACORDE concluded that it was not well prepared to 
provide technical and training assistance; that it had its hands 
full in getting the sub-projects program operating and that it 
would be politic to let membership organizations provide techni- 
cal assistance and training with some financial support from 
ACORDE. Consequently, ACORDE abolished the department which had 
been in charge of arranging training and technical assistance, 
and made a grant to FOV to carry out the program. As indicated 
above, FOV did not perform well and disbursements under the grant 
were suspended. Meanwhile ACORDE agreed to make a grant to a 
smaller membership organization (ASOPRIDE) to permit it to 
contract for the technical assistance needed by its members, and 
undertook discussions with INCAE a a proposal to make a training 
grant to that organization for its use in training NGO personnel. 
Neither of these activities has gotten underway yet. 

b. Im~act on NGOs 

It is clear that ACORDE has had some impact in strengthening 
some of the NGOs contacted through training, technical assistance 
and institutional support for staff, equipment and computeriza- 
tion. Several NGOs reported that their ability to develop 
proposals and monitor projects had been strengthened. Most of 
the eight NGOs contacted directly had received some training or 
technical assistance from ACORDE, but five said either that it 
had not been adequate or that they wanted more or other types of 
training and technical assistance. One need expressed was for 
more technical assistance specifically tailored to individual NGO 
needs, rather than general courses. It may also be necessary for 
ACORDE to take the initiative in llsellingll the desirability of 
such assistance, since some NGOs are not aware of their own 
problems or are not aware that others have taken similar 
approaches they could learn from. 



Recommepdation - ACORDE should consider ways in which it can 
meet NGOst technical assistance and training needs more 
effectively, including active outreach to llssllfl needed 
assistance and efforts to promote horizontal. technical 
assistance among NGOs. ACORDE should be prepared to re- 
establish its own responsibility for arranging training and 
technical assistance services unless it is clear that NGO 
needs can be met otherwise. 

D. Relations with AID 

USAID/CR had several objectives in providing financing and 
advisory support for the creation and operation of ACORDE. They 
were: (i) to create a system for providing financial and 
technical support for development activities of NGOs operating in 
Costa Rica which would be compatible with the program focus 
adopted by the Mission and sustainable after the completion of 
AID'S support; (ii) to strengthen the performance and the role of 
the NGO sector in Costa Rica8s economic and social development; 
and (iii) to create an organization capable of performing the 
analysis and implementation responsibilities which USAID other- 
wise would have to meet should it provide support directly to 
NGOs thereby helping USAID to reduce its administrative workload 
and to improve the outreach of the funding available for support 
of the NGO sector. ACORDE has made significant progress in 
meeting AID'S first and third objectives although there are still 
important problems to be solved. ACORDE8s performance in meeting 
the second objective has been weak, and the meaning of the 
objective itself is not entirely clear. 

System for Providina Financial and Technical Assistance to 
NGOs. Parts B and C above contain a discussion of the perfor- - 
mance and prospects of ACORDE as an institution and of its 
programs with NGOs. The problems facing ACORDE which were 
identified in those parts are, of course, the ones facing the 
achievement of this AID objective as well. ACORDEfs increasing 
emphasis on using lines of credit rather than grants and on 
fostering small scale businesses would appear to be very com- 
patible with USAID/CR8s strategy which places emphasis on working 
through private sector organizations - and especially through 
organizations organized along profit-making principles However, 
as mentioned above, there is a question of the gear- to which 
ACORDEfs program should be focused on that approach. AID has not 
indicated that it expects ACORDE not to address social and non- 
commercial activities of NGOs, but neither has it questioned the 
trend in ACORDEfs thinking which is leading in that direction. 

5 t x e n a t m n a  the Overal-0 S e c w  The original PACT 
proposal and USAID/CR8s response appear to see ACORDE as a way of 



increasing the importance of the NGO sector. Indeed, one of the 
reasons given for USAID/CROs seeking to have ACORDEOs Board 
composed of leading business and professional persons and for 
USAID/DRts having so generously endowed ACORDE was that it 
intended that ACORDE be seen as a solid, prestigious entity 
around which the NGO sector could rally. Furthermore, 
Nconsolidationw of the sector was one of the expressed programs 
in the first year of ACORDEfs life. However, what was meant by 
this objective has never been elaborated; and, in fact, ACORDE 
has done very little to make itself a guide of or responsible for 
the operation of the NGO sector. 

As discussed above, since ACORDE is not a membership 
organization there is a serious question as to whether it can or 
should try to become a spokesman for the, NGO sector or to 
coordinate the actions or public positions of NGOs. Indeed, its 
relationship with the largest NGO association in Costa Rica has 
been strained. Furthermore, ACORDE largely delegated the 
planning and conduct of technical assistance and training 
programs to other entities in part because af criticism from 
within the NGO sector that it should ceonfine itself to the 
provision of financial assistance. This, in turn, has had a 
negative effect on ACORDEOs performance in meeting the first 
USAID objective. 

Reduced USAID Workload/Increased Im~act of Fundina for NGOs. 
USAID/CR does not have the staff resources necessary to admin- 
ister by itself a program to provide financial and technical 
support to NGOs. As a consequence, it decided that all such 
support for NGOs should be provided by an intermediate organiza- 
tion operating under its general guidelines and program super- 
vision. This objective largely has been accomplished. Despite 
some objections from NGOs -- and especially US PVOs -- who assert 
that they have important reasons for having direct relations with 
USAID, the Mission has been able to enforce its position that 
requests for assistance from NGOs should be made only to ACORDE. 
AS a result, the Mission hns been able to reduce the amount of 
its staff time devoted to the NGO program, and today that program 
is being handled part-time by a personal services contractor in 
the MissionOs General Development Office. The nature of the 
Mission's guidance and supervision of the program is not without 
problems, as discussed below; however, in the near term the 
Mission has achieved this objective through the use of ACORDE. 

Whether the present situekion will be viable over the longer 
term is not entirely clear. As indicated above, US PVOs are 
concerned with the prospect of having to get dollar funding from 
ACORDE after the completiov of the current OPG with PACT, and the 
standards and procedures under which ACORDE might handle addi- 
tional dollar funds shou.ld lahey be made available have not been 
worked out. Then too, if ACuiDE becomes exclusively dedicated to 
isponsoring productive projects through the provision of credit, 
\ 
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the ~ission will have no means to provide funding to NGOs for 
other types of projects or on a grant basis; and that would seem 
to be an undesirable situation from the Mission's point of view. 

publicitv for AXD. Although USAID/CR did not make public 
recognition of the role of the US Government an objective of the 
program with ACORDE, it is likely that AID'S expectation is that 
it will be given credit for its support. THat is occurring only 
in a limited way. Some mention of AID'S support is contained in 
the written background material produced by ACORDE, and certainly 
the staff and Board of ACORDE are fully aware of the importance 
of AID to the program. However, the beneficiary groups do not 
seem to be aware of the program's dependence on AID support, and 
such awareness on the part of the NGOs seems to be spotty. In 
part, that may be a conscious downplaying on their part since 
there is evidence that some of them even resist giving 
recognition to ACORDE8s role in supporting their activities. 

Certainly a credible argument can be made that it would not 
be wise for AID to seek public recognition of its support on all 
occasions, at all levels, and in an overdemanding manner. SoRe 
even would argue that it is wiser for AID not to seek public 
identification of its role at all in order not to risk intro- 
ducing political considerations into private sector activities ox 
further hinder ACORDEts ability to obtain support from interna- 
tional sources not wanting to associate themselves with USG 
programs. It is not within the competence of the evaluation team 
to conclude what would be the appropriate level and nature of 
public recognition of AID'S role, but it does seem that USAID/CR 
should make clearer to ACORDE and participating NGOs what are its 
expectations concerning such publicity. 

Recommendation - USAID/CR should clarify for ACORDE what are 
its expectations concerning: (i) the degree to which ACORDE 
should focus its programs on productive projects through 
credit programs; (ii) the strategy to be followed in 
ACORDE's seeking to provide guidance and coordination to the 
operation of the NGO sector; and (iii) the nature of the 
public recognition to be given to AID'S support of ACORDEfs 
programs with the NGOs and their beneficiary groups. 

2. &mro~riateness and Effectiveness of AID'S ~ud&wce and 
Monitoring 

A3 previously mentioned, the Mission provided extraordinary 
financial support to ACORDEts operating budget, and it was key to 
obtaining the GOCR's financial support for ACORDE's programs. 
Although the delay of nearly a year in obtaining the GOCR funding 
arose principally from the need for USAID and the GOCR to agree 
on the terms of responsibility for the utilization of the GOCR 
funds (which had been generated under other AID programs) and 
although the delay was an important negative factor in ACORDE8s 



performance during 1987, it is clear that AIDfs support has been 
crucial to what ACORDE has been able to accomplish to date. 

USAID,/CRfs guidance and monitoring of the PACT-OPG and its 
program in support of ACORDE have been handled by the General 
Development Office -- by a direct hire US employee until May 1988 
and by a US personal services contractor thereafter. Neither 
person was devoted full-time to the program. In addition, the 
former Director and Deputy Director of the Mission had close 
personal and working relationships with the President of the 
Board of ACORDE, and were identified publicly as strong sup- 
porters of both CINDE and of ACORDE. That contact and iden- 
tification contributed to ACORDEfs self-confidence, and was 
important to ACORDE's image in the community. However, it did 
lead to some difficulties since the staff of ACORDE and of the 
Mission were not always sure that their working-level decisions 
were consistent with the understandings reached between the 
President of the Board and the office of :he Director. To 
overcome this difficulty the current Director has urged ACORDE 
and its Board to channel their relationships with the Mission 
through the Mission's office responsible for the Project. This 
step has been welcomed by the staffs of both entities, but it has 
caused some concern among members of ACORDEfs Board that the 
Mission may be reducing its support for the organization. 

The working relationships among the staffs of ACORDE, 
USAID/CRI and PACT seem to be very good. They hold many informal 
discussions concerning the operation of ACORDE, and appear not to 
have significant disagreements on the approach being followed in 
the implementation of the program. Nevertheless, it appears that 
there are important aspects of the program on which there is a 
lack of clarity between ACORDE and the Mission. These aspects 
have been mentioned in various parts of this report. The more 
important ones are: (i) the degree to which ACORDE should focus 
on productive projects using credit funding; (ii) the degree to 
which ACORDE should seek to be a coordinator or leader of the NGO 
sector; (iii) the degree to which ACORDE's Assembly and Board 
should include persons active full-time in NGO operations and 
have experience in development (as distinct from business) 
activities; (iv) the approach which ACORDE should take in 
providing training and technical assistance to NCOs; (v) the 
standards which will attach to ACORDEts use of repaymenis from 
NGOs for credits advanced with funds obtained from AID or the 
GOCR; and (vi) the prospects for USAID/CRts providing additional 
dollar support for ACORDE's program. 

One of the reasons that these aspects of the program have 
not been addressed more clearly is that USAID/CR has seen itself 
basically as involved in the approval of particular sub-projects. 
Its representative is informed informally of the project 
proposals under consideration by the staff; attends meetings held 
by the Board to review the staff analyses of the proposals; and 



formally approves the projects sent to USAID after they have been 
approved by the Board. This degree of participation in the 
process of project review probably is not necessary. Both th.e 
staff and the Board of ACORDe appear to take their responsibility 
for project review quite seriously. In fact, USAID/CR has only 
formally objected to one project, and that was on the grounds 
that the organization to be benefited also received support from 
a Communist country organization. Given the limited amount of 
staff time which USAID,/CR can devote to the program, it would 
seem more important thibt it be spent on overall institutional and 
program issues. 

Recommendation - USAID/CR should shift the emphasis of its 
involvement with ACORDE from.one of reviewing sub-projects 
to that of discuseiing the institutional and program strat- 
egies and priorities to be followed and participating in the 
resolution of the issues identified in this evaluation and 
elsewhere. AS part of that refocusing of attention and to 
assure that full understanding is reached on major issues 
and that AID8s continued interest in ACORDE is clear to all, 
USAID/CR should consider holding quarterly or semiannual 
meetings between the Board of ACORDE and the Director or 
Deputy Director of the Mission. The meetings would be based 
on an agenda and information compiled by the staffs of 
ACORDE and the Mission. 

E. MAJOR CONCLUSIONS AND ISSUES 

ACORDE and PACT have achieved major accomplishments since 
the program was undertaken in mid-1986. The more important of 
the accom~lishments are: 

ACORDE has been established as an independent, legal 
entity with the institutional structure in place which 
is necessary for it to operate. 

The framework for carrying out the program to provide 
financial support to NGO development projects has been 
put in place, and is being implemented. ACORDE has 
demonstrated that it can utilize such funding. 

The dollar funds under the PACT/OPG are being used 
within the time period planned. 

The GOCR has agreed to provide funding for ACORDE8s 
program of supporting NGO development projects at a 
level of approximately $1.6 million (in colones) per 
year for the next five years. 

Due to the support from USAID/CR, ACORDE has assured 
financing for most of its operating expenses. 



o ACORDE has achieved a generally favorable reputation in 
Costa Rica. 

o ACORDE has been able to relieve USAID/CR of much of the 
administrative burden of providing support for NGO 
projects. 

Nevertheless, there have been &ortfaJJ& in the performance 
which had been expected of ACORDE. The more important of them 
are: 

0 

0 

0 

0 

0 

0 

The 

1) 

ACORDE has not created a system for producing mid and 
long-term strategies for its institutional development 
and the focus and conduct of its programs or a system 
to evaluate its effectiveness and the impact of its 
programs. 

ACORDE has not been able to provide effective leader- 
ship for coordination of the NGO sector, and it has had 
serious conflicts with the largest membership NGO 
organization in Costa Rica. ACORDE has lacked clarity 
in its strategy concerning this aspect of its purposes. 

The Board of Directors has not yet worked out a way of 
supervising the operation of the staff of ACORDE which 
is consistent with good staff morale and efficiency. 

The fundraising efforts of ACORDE have not been as 
effective as anticipated, and a clearer and more 
vigorous fundraising strategy is needed. 

The delay of nearly a year in obtaining financing from 
the GOCR undermined ACORDE8s ability to provide the 
level of colon funding for NGO projects which had been 
expected in 1987, and caused a significant amount of 
criticism of ACORDE in the NGO community. 

ACORDE8s programs of providing training and technical 
assistance to NGOs have not had the impact expected of 
them; and they have, in fact, been reduced to merely 
funding some potential actions by others. 

main issues or woblems which ACORDE faces axe: 

It needs to carry forward the reform of its organiza- 
tion to make its operations more open and responsive to 
the concerns of NGOs, to utilize the Board more for 
guidance and policy revision and less as a project 
proposal review committee, and to resolve the current 
tension which exists between the staff and khe over- 
sight mechanism of the Board. 



2 )  It needs to clarify with USAID and wAth other associa- 
tions of NGOs as well as with leading NGOs operating in 
Costa Rica what is to be the role which ACORDE should 
seek to play in strengthening the cohesiveness and 
strength of the NGO sector. As part of that review it 
should discuss the wisdom of providing support directly 
to beneficiary groups. 

3 )  It needs to review and clarify with USAID/CR and the 
GOCR its intentions concerning tho future focus of the 
program of financial support to NGOs to assure that 
that focus is responsive to the overall needs of the 
NGO sector. 

4) It needs to take action to revitalize its programs in 
technical assistance and training so that its resources 
are more effectively used to improve the operation of 
NGOs . 

5) It needs to review its fundraising efforts with the 
intention of adopting a comprehensive strategy which 
will include greater participation by members of the 
Board and priority for the raising of foreign exchange. 
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i 
I Thrs report is part of an evaluation of the prqweas being 

d d e  in the impleu~~tation of an OW by Private Agansiea 
($1 laborating Together ( PACTIin assisting the UBAID (Coata Rica 

1 Hipion in the estahlishunt of an independent PVO umbrella 
5 support entity in Costa Rica. 

I 

I 

The PVO umbrella supporb entity established since the 
tiation of this project is known as the Comta Rican 

for Develoyrent (its Spanish acronym is ACORDE). 
operation8 as a separate entity in Janury of 1907, 

10 ant) has since asristed s o w  28 PVOa through grant8 and lmna to 
st~!engthen PW's c8p8city to implement projects b h t  bonef it the 
mo$e d isadvsntaged populrlt ion of Costs Rica. 

f 
t 

The purpose of thir report is to provide ureful feAbrck for 
15 the mnagsaent of tho OPQ by eraearing tho progroar ACOBDE haa 

made in the ertabliah.er~t of: 

1. a working relahionahip with tho PVO 
couun i by, 

2. conflict rerolvtion ..ch.niam bstvoon itaelf 
as l grant mker and the PVOs mnking grantr, 

3 .  developing local PVOr with U.8. WO support 

4. an effective propomal review procerr 

S. an evalumtion and monitoring syrtam 

evalvcrtion of PW ubrolls group8 in five Contra1 horicm m d  
Carib- courtries. Thia amctiorr of tho ovmltmtion of th. PACT 
OW w r  conducted batwon Augurt 12 -27 by a third conavltont. 
Tho scopo o f  work of thia section of tho evalrntion vrr derimod 

30 to take more in-depth look at reloctd aapoctr of the P M T  OPQ, 
nomoly tho relationahipm botwoon ACORDE and tho U.8. and local 
PVOa. the findinga of thir report will be incorpontd into the 
over 011 evaluation. 



8ince the ultimate success of ACORDE hinges essentially on 
35 the effectiveness and efficiency of ACORDE' a client PVOs, tho 

focus of this evaluation is on the reletionships botwoen ACOBDE 
and the PVO couunity. 'The ,consultant spent most of his two-week- 
time in Costa Rica interviewing 20 PVO execdive directors. The 
material gathered through hheae intervieva vas swpplewnted by: a 

40 revrev of ACORDE1s files, visits to 5 project sitor for 
intervieva with PVO beneficiarier, discu~aions vith ACORDE staff 
( Project development - PRODE - departwnt, Execvtive Director, 
and PACT resident Advisor), the President and aomkrr of tho 
Board of Directors. During the third and laat week of the 

45 assignment, +,he consultanb visited the headquarters of U.8. PVOs 
to discuss with Regional Directors and Project Officers their 
experience and opinions of ACOBDE and the PACT OPO. 

Private Agencies Collaborating Togothor (PACT) bqjun 
SO implementing an O W  in Jvno of 1986 " to arrist tho UBAID (Costa 

Rica) Hission to uintein itr support to PVO8, and erpocially tho 
U.8. PVO coumity." 

Since 1983, U8AID support for the PVO community war being 
channeled through the PVO Progr8m of tho Costa Pican &lition 

55 for Private Init iat ivea (CINDE) . In Sun. 1986, P&T bogm 
implewnting an O W  to arrirt " in tho ortablimhmnt of m 
independant PVO ~.brolIa support entity in Coat8 Rica, ~oprrato 
from CINDE, vhilo rimultanooumly chnneling U.8. dollarr to PVOr 
registered vith d1D/W18 to finance O W  typo activitioa". 

The Project Imd Pow, highly rolatod purpomor: 

To fwilitabo thm omkblirhmont of CINDWWO 
-am an indopmdont 1-1 ontity, ropmrrto from 
tho oxir%in~ CINDIE operation. 

To ortablirh a U.8. Dollar and Colon grmt- 
uking p ~ o g m m  in Coat. Pica that vial 
aupport mio-economic projacta o f  P W m  
vorking in Coat8 Pica. 

To incmmo CINDE/PV08a efficiency end 
effoctivonoaa am a grant mkina end avpporb 
orgmizrtion. 

To dorign, prometo and iaplomont t.chnic.1 
asristance progrm for tho local end 



international PVO. 

An additional 5th objective woe to assiats ACOBDE to 
75 diversify its funding sources through a fund raising strategy at 

both hhe internet ional and net iorral levels. 

To date (August 1988) the PACT OPG hae achieved or in on its 
way to achieving all the goals of the 7troj.cbck. More specifically 
the OPQ has achieved the following: 

an independent entity hen been successfvlly 
established completing the transition from 
CItmE/PVO to ACOrnE. 

Qmnt-uking mechanisms in U.8. dollars and 
Colones heve boon eateblished to ovpport 
socio-oconomic projsts of PVOs vorking in 
Coat. Rica. 

The GCCR hma agred to provide ACOPDE with 
funda for a period of five yoers. 

Fund raising atratmgies are atill being 
developad. Important and innovative domostic 
fund raising rtratogies are bing 
experimted with. 

95 The PACT OW h a  u d e  substantial progrmao in tho fellwing 
arees, vhich fall undor tho acopo of this pare of tho mid-tm 
evalution: 

.Tho efficiency and effoctivamaa of mpPE 8 a  
e grmn%-wking support orgmnizrrtien haa boon 
aubrbonbially improvd. 

Atthough r o w  tochnical 8ruiatonce to PWOr ia 
king provided in tho preparation of 
propomla and through amall grrnta to holp 
PVO'r p.remel acquire akillm, ACOPDE n d m  
to dmfine ita tochnical rsriatancm role and 
prognmr nore prcrciaely. 

4CORDE h a  n d e  progreaa in dmvmlogina a 
cooperative relationmhip vith PVOo mining a 



favorable image with s growing segment of the 
PVO community 

11. EVALUATION FIWIWOB 

The rest of the report will examine each one of this areas 
by focusing on thm ACORDE - PVO relationshipa, and tha perception 
of ACORDE by the PVOa. This examination is divided into three 
pasts: ACOiUlE's image in the PVO Community; the Project &laction 
Process, and the need for an avalwtian strategy that can be umed 
to improve ACOBDE's planning capacity, ar well am, the impact of 
its projects on the PVOa and their beneficisriam. The final 
section of this report deals vith ierves related to the U.8. PVO- 
PACT-ACORDE relationrhip which vora raised by rwional diractora 
and project officers in the h o u  office8 of the PVOe that heve 
programs in Ca&a Rica and b v e  roceived support from tha dollar 
fmd managed by PACT-.WBDE. 

Among the 20 axecutiva directors interviwod in Coact. Bica 
for their opinions on ACORDE'r perforunce sr a furding agoncy, 
there is a 70 to 30 porcmt rplit ktveon thoma that h v o  a vary 
fsvorsble and a very n w t i v e  iue. of AC6RDE serpoctively. 

Among thore PVO exocvtive diroctorr that viav ACORDE 
favorably, exprerrionr such 8s "axcdlentU, "vary halpfvl", and 
"highly profaroional mnd mupportivau arm couon in their 
deacripbions of thoir relationr vith ACOPIIE. 

bong thore PVO axocvtiva diroctorm thmt v i w  ACORDE 
n ~ b i v m l y  , . t a b  fol lwing complaint8 aro comman: 

- tha projoct saloction and approval procarr 
tahar m long t i n  end ir very coatly. 

- ACQISDE ham not mado an effort to comunicate 
vhat tho "rul.8 of tho 0.w "am. mPDE 
arbitrarily chmgor thom after tho qrw ham 
startad. 

- ACOPDE lackr a mochmimm to rolva problomr in 
it. ralationrhipr vith PVOr. PVO .xprurr 
frurtration in king able to dimcurb and 



solve thear problems with ACORDE. 

- ACORDE is too rigid in applying the rules 
both to the selection procesa and to the 
monitoring of projects. 

- ACORDE is uninterested and insensitive to 
the PVO problems. 

PVO executive director8 report that their relationship vith 
ACOBDE is poor and marked by a generalized impression that 
ACORDE1s management is not accessible to them. 

155 Considerable time vas apent exploring tha reasons for such 
opposite view8 of ACORDE by its clients, espmcially the reasons 
for tha negative viev of ACORDE. The reault of this exploration 
are e number of isswa that relate to the project selection 
process, the monitoring and evaluation of projects, and tho 

160 policies of ACORDE. 

h n y  of the ismuem brought up by tho PVO holding a negmtive 
viev are related to their paat exparience vith GOEDE'a project 
selection process and they relate to the tmnaitional parid of 
ACOIIIIE1s establiahmont as separate entity ktveon lmte 1906 end 

165 the end of 1907. 

However, ACORDE1a negative iuge among soma PVO'a poraieta 
and m y  @van k apmding in tho PVO community. It ir aggrcllvmtad 
by the yat maolvod crisia of tho Fadontion of Volmtmry 
Orgnnizmtione (FOV), and ACOPDE1a aupport of a n w  Amrociabion 

170 of Privatcu Dovelopmont Orgmizcltiona (MKIPRIDE) porcaivod am a 
rival of FOV. 

Tho folloving aoctionr detai 1 tho ismuor thmt affact the 
ACORDE - PVO rolmtionrhip. 

175 
Confurion ma to tho rola and functiona of ACOClOE contribvk 

to hho nogative imgo of ACOODE among mn important r m t  of tha 
PVO community. The confurion rurrounda th. concapt of "mbrml lm" 
PVO organization, often u a d  to deacribe ACORDE by moms of the 



PVOs, ACORDE itself, and other interested parties. 

The concept of llvmbrellall organization is similar to that of 
s trade ssaociation or a membership organization. In such an 
organizetion, the members who ~ k e  up the assembly, dictate the 
policres of the organization, and hire the execvtivs staff to 
carry ovt their policies. An "lmbrella1l or tmde association 
representn the collectiv~ and individwl interests of its 
members, and it is "owned" by the members. 

ACORDE is not an lltmbrellalt PVO organizetion or a memkrship 
organization of any type. It vas set up as a foundstion to assist 
with financial resourcas and technical assistarrce the development 
efforts of PVOr. It calls itself an association simply to take 
advantage of Costa Rican law favoring this typo of org.nization. 
Although to outsiders, the term associabion doorr contribute to 
the confusion, this form of omnizstion is ono of the moat 
c o m n  in Costa Rica and doea not cause misundarstandings among 
Costs Ricane. In fact, a grad number of the PVOII in Coata Rica 
ere associations similar to ACORDE. 

The policier of tho ACOEDE, ar for all asaocietions in the 
country, is determined by its Board and carried out by ita 
executive dirwtor with tho aarietance of tho stafF. Tho COCR- 
AID-ACOIZDE agreemt, a8 well 80, its by-laua 1-11 tho role and 
functions PCORDE 8s a fovnd~tiobl clemrly. 

The image of ACORDE am a foundation, however, h a  not boon 
clmrly projected. In fmct, pmrt of tho poor rmlmtionahip with a 
s e m t  of tha PVO community a M 8  to bm brad on unrmlimtic 
expoctmtions of what ACOROE ahould bo or i s .  Thome, wlm'in r o w  
way, BUD it 88 an %mbrulla org.niutionM ara diuppointod by tha 
fact that ACOPCIE i s  not l m k r r h i p  orgmizmtion. Thmy mro 
frustrutod by not hmving l voice and n vote in tho running of 
ACORDE. - 

ACORDE btself a m  to h v o ,  at tina, ettomptad (to function 
as an Wmbrulim" ownisation of tho PVOa. It did mnd tmndr to 
see itrolf n roproronting or mpeaking for thm aoctor (PVOr). Thim 
is clomrly evidmt in r o w  of ita fwd miring atmtogien and in 
ita publicity cupmignr whore (U=ORDE in  prusontod ma tho voice of 
the PVOs. 



The fact that ACORDE is s foundation set up to assrat PVO 
needs to be clarified among all concerned. This clarificat~on 

220 vrll help in the definrtron of ACORDE1s, and the existing 
flumbrella" PVO organizations (FOV and AldOPRIDE) raler and 
functrons, 4s we11 as promote appropriate expectations, 

As a foundation, ACORDE haa the purpose "of provrding 
financial resources for project implementation and training to 

225 private voluntary organizatron (PVO) involved in the sacral and 
economic development of Coota Rita."( Agreemmt poge 1 )  

Currently, and after some conflict vith tho Federation of 
Voluntary Agencies (FOV), ACORDE is limiting its actions to 
funding PVO projects and providing some technical assistance. A 

230 decision seems to have beon made not to undertake a twining 
prograa, but rather to finance training programs by FOV and 
lately ASOPRIDE. C~incident~olly, this limited role vos vhmt wan 
intended for ACORDE in the original agreement as can be oeen in 
the above quote. 

235 ACORDE's role and function seem, over tho post year and 
half, to have boon not clmrly and conrciouoly defined, but 
rather to have boon defined through a aerier of somotlmms 
conflictive relationships vith seg8onts of th~m PVO courvnity. 
ACORDE should examine its role as a foundation sot up to aesist 

240 PVO vith financial reaourcea end limit its acbions to achieving 
this goal efficiently. ACORDE1s role as fourdrrtion that exirt to 
assist PVO should be clearly couunicatd to the PVO community to 
promote not only appropriate expoctstions, but also to gonarate a 
coopemtive relationship. 

245 In helping ACORDE itaolf define it8 role end function8 nore 
clearly, it is roc0ammd.d that members of tho b r d  and ataff 
visit %mbrella" orgmniation in the rogion, euch ar FOPPIDM in 
Hondvnr and ASINDEB in Quatowla, a. well 88, famdmtionr in the 
U.8. like tho Intor brican Foundation, the Kollw Fomdation an 

250 others. Thero viritr should aroirt ACORDE dofino itr role and 
functionr more clnrly, vhich in turn can k couwnicated to tho 
PVO couunity. 

ACORDE slao need8 to define its relationohip to tho oxirting 
PVO umbrella group. (FOV and MOPRIDE). Thio dofiniltion require8 

255 a dialogue vith both organimtiona to holp dofino couon -1s 
and a coopontivo and ccmplemmntary relationship. 



26 0 PVPs claim dalaya~ in the approvcrl of their projects as one 
of the main roesons for the negative iasne of kC0RDE. Almost all 
PVOe that presented project proposals loetveen t h e  end of 1906 and 
first semester of 1907 suffered delays of up Lo a year or more. 
Theee delays included  h hanger in the e~ligibility criteria which 

265 required the reformulel; ion of pro jecta . 
8pecifically, thit~ complain reform to tha branwitionel 

period (1907) from CINUE/?VO to ACOME during vhich a series of 
circumstantial causer did delay the proemmoing of projects in 
ACORDE. Theme causes include the delay in btw signing of the 

270 (30CR-UBAID-ACOME agrwment for tho funding of ACOBDE, the lack 
of policiaa and project selection criteria, the nwnsas of most 
memkre of the board end staff, and Lhm inhurrtmce of CINUWPVO 
portfolio of projocts and couitmnts. 

During this transit,ional period, neithor ACOBIlL nor bho PVOs 
275 had a clear idea of what their relationship mhould Iao like. 

ACORDE did not have clear policies m d  project selection 
criteria, vhich were boing davelopd during hhiu parid. Th. net 
result were delayr ktwoen the initial presentation of r propomal 
and its final approval of up to a y n r  or more. 

280 Tho vnintendd effwtr of tho delays for t h o  PVO HI a lorn 
of credibility among bonaficiarier of tho PWsg lw  mkff morale 
in the PVOa, and for .orb PVO conriderable expmre in rewriting 
proposals. For CICORDE, tho wrintrsndod effoct warn tho hmrbering 
of a confront.tiona1 attitude and a nqjmtive im~. a m g  tho 

285 affectd PVOr. 

8ince tho ertablirhwnt of ACORDE in Janmry 1987, tho 
project selection procers hmr ban continwurly improvd. At 
prement BCORDE hrm developed a rat o f  docuwntr vhich detail: 1.) 

290 project eligibility criteria, 2)  guideline8 for tho analyaie ofr 
projoctr ,and 3 )  the rtepr in tho procera of projoct aoloction 
and the ti- n c h  atop "crhould" take. 



The melection process begins with the presentation of a 
project profile by an interestad PVO. The profile is revieved by 

295 the staff of PRODE (Development Projects k t i o n  1 and a 
determinmtion of its eligibility udds. 1 F tho Project is 
eligible, The PVO is provided vith projoct developmmt guidelines 
and invilacj to present a project Proposal. 

Upon presentation of the project proposal, ACORDE takes it 
300 through 7 etepo to the signatwa of the egrcnmont. Ths steps and 

the bime allotd to mch are ss follow: 

1. Reviev for completeness (Aceptmcion de 1s 
Propueeta). This stepe should taka RO longor t h m  8 
days and is the reeponribility of Lho PPODE staff. 

2. Project Proposal Anmlysis. In &he next 1s days, the 
py~ojet officer conducts an onmlyais of the prloposal 
using the project analysis guidelines. 

3. Review and analysis by tho project officw and the 
intarnml Gonuittoe of Projects. This step ir cbxpoctd 
to takfb no longer than 10 daya. 

4. The analysis of tho proporal is then sent to Afll for 
its review. AID reviews it vibhin 10 dmyr. 

5. h r d  of Diroctora Approval. Tho h r d  mots four 
timer a year for thir pvrporo repuirming ttut 811 
previour steps k complotod mt lnrb fivm dry8 bofore 
its meeting. 

6 Upon h r d  Approval, AID ia notifiod orid requortod to 
ratify tho h r d r  dqciaion. Tho ti- n m J d  to 
accomplish thir atop averug.8 on. month. 

7. Finmlly m mgroo8ont ia draftd, which in r e v i d  
with tho PVQ mnd aignod. Propwing a rifming thm 
egroommt cmn taka from l f w  daya to two m t h a .  

8. Implemontation m i n r  ai~ultmnoourly or rhortly 
thoromftw vith tho firrt dirburaoaont of  fmdr. 

325 On p a p ~ r  tho aolection procera, once tho propoul ham b a n  
accepted by mPPE m&a~- no -8 mr* r m  en 
the original proposal, should toke bobweon 60 to 70 work day8 to 
review l proposal and turn it into l rignod mgrommt. 

In prmctice, very f w  proposela mt a11 roquiromanta and 
330 cmn k process& quiclcly. Tho ujority n o d  clmrificrtiona and/or 



nodi f icat ions , which delay the spproval process . Furthermore, 
the psoject review cycle of ~COBDE irr, determrned by tho quarterly 
board meetings to appPove meobings- Any unexpected delays during 
a cycle rteault in an automatic three month dolsy until the next 
board meehing. Both of theso factors ~ o k e  for s project selection 
process thet in aost case8 takes uix months or more. While 
idmlly, PVOs should adjust their* project plans to coincide vith 
ACOEDE's project selection cycls/s, the rigid adhoronce to it is 
causing problems for 80- of tho voaker RVOs. The problems are 
related to lengthy delays botvlnn the initial presentation of a 
proposal and its final approvnl. 

Propose1 prepmrstion is one of the key indicators of a PVO 
strengths and waaknesres, and provide a unique opportunity to 
offer technical assistance thet will ensure not caly a good 
propoael, but .ore importantly the capmcity of the PVO to 
implewrrt tho project. This fact node to k & a h  into account 
in tho soloction procoea in 0 more delibrute unner. Projoct 
preparation ia on0 of the phase8 during which ACORDE can and 
should play 0 biggor role in providing tmknical aoaistmco. 

In tho first six wnths of 1988, ACORDE'a projoct selection 
process h a  boon furctioning far .or0 smoothly t k n  in 1987, 
according to tho PVOs that had prormtd proporala during thir 
poriod. ACORDE hma oleo k.n providing tachnicml aoairtmnce, 
through 8-11 gru .6 -s  and bridg. financing, to PVO with woak 
project propoomla to facilitate their project reformulations. 
There developmonts hmve significantly improvod %OPDE9r 
perfomence and have contribvtod to the fmvorrble iwg. of WX)BG)E 
among growing sogmonta of tha PVO community. 

A8 prooontly working, tho onalysir of projoctr by NORDE's 
staff seomo to bo done individully and sepmrutely by tho 
project officer m d  oath on. of the -bra of tho project 
selection committoo. Qrojact aeloction committoo metingr bond 
to be infornl. Thir arnngoamt tmdo to loavo m e t  of tho 
rerpmaibility to tho projoct officer forcing hidhmr to k 
extromoly cmroful and delikrmte in applying tho aeloction 
critoria. T k  r.loctian critoria itaelf ir n w  and in tho procerr 
of king teatad and thuo opon to individml interpretation. Tho 
vnintandod rooult of tho- arrangommt ir a slow and delibrato 
r w i w  of tho propormlr. !lore group involvommt in uoing and 
applying tho uloction criteria , ma voll am, group building 
consensum by tho joint r u v i w  of propooalr i m  nndod. Thir ia 
erpecimlly truo for n w  utaff mombors thmt nod roinforcomont and 
beck up in analyzing propoamlr. 



1. Tho project sehction process can and should be reduced 
in steps and time. Afbor acceptance of a propomal: 1 the project 
selection committee should have a to review and 
asaess the proposal end the PVO 2 )  the pro~ect officer vill then 

300 conduct a detailed analysio. 3 )  the Committee vould wet again 
for s reviov and make its recommendation to the board. 4) the 
board vould meet to approve the project. AIII vould be inforad 
about the proposal af'terr step 1 and given t i n  to rmview the 
propose A. 

385 2. ACOBDE should kemp e record on thg back of each folder 
vith a proposml giving t,he dates and time it took to process the 
proposal through wch step of the aelecthon proceaa. This simple 
record keeping could k, *used to spot any delays and review the 
rwsonr for it. Whenever delays are expactad, PVOs should k kept 

390 informod. If delays ere ccaurod by tho PVO ( lack of 
documtation, reformulation of the proporal, etc), a record 
should u k e  clear the roesono for the delay. 

3. The longor a proposal is detained in ACORDE, tho highor 
the PVOa expectation 6h.t it vill eventumlly k fundd. ACOEDE 

395 should seek vaya make a prolilrinary dociaion or mrly aa porrible 
on vhebher it vill support a wnk PVO through tho pwceam of 
project prepwetion end uae the procorm as 8 PVO rtrongthoning 
mochanisa, or vill deny the requoat for support. 

3. The internal selection committoo should b activated for 
400 a brief mooting to brain storm a project proporal upon ita 

preamtation to -ROE and ruch er proliminmry conammua on 
fmaibility. Tho project propomal procemming vill thm follov ita 
esteblished courre ending vith a formal d i n g  of tho couittw 
and the proaonktion of tho propooal bo tho BoPrrd. 

405 4. Tho crucrtion of 8 Project 8.lection Couitf,oo ir not 
requirod. Tho Borrd involvommt in the approval of projestm h m m  
had poaitive offcta on tho formulation of policiem, project 
amleetion criteria, and familiarization by hard ..r\bero vith tho 
PVO coumity and their projecta. It ia highly desirable to 

410 maintain the hrd'a involvement in there mrnr, am rwmE 
redefiner its role vith tho knofit of tho exporionce it ir 
acquiring. 

5. Af20R.DE should explore tho feasibility of mro frqunt 
(extraordinary) board mtinga to approve project8 vhorr projecta 

415 are delayed solely bocouro of the frequency of tho board 



meet ings . 
6, Project proposals should ba reviewed by AID only once 

after their initial presentation to ACORDE. AID ratification of a 
project, eftes it has been approved by the board, is unnecessary 

420 and a potential source of conflict. 

Related to tho project aelectisn criteria are a number of 
isawr that ACORDE may want to consider for fvtvre reviwr of its 
policies and criteria for funding PVO's projects. There issues 

425 may be considered as topics for futvre evalwtionr and/or 
discussion papers. They include the following: 

1. Proposal8 with problem. thmt are jwdgod serioum by PROD€ 
should be brovght to tho attention of tho internal pro,ject, 
selection committoo for conaidemtion as whmt actionr ACO911E will 

430 take vith reapact to the proporal and the PVO. It in unlikely 
that returning tho proporal for reviev to the PVO will alone be 
sufficient to solve the problem. Furthermore, PROW rtaff can 
end should k oncour8g.d to do a preliminary aaremrmont of tho 
potential of en insrtitution end ita proporal upon receiving the 

435 funding r.qwrt. A PVO institutional profile rhould k amphmrizul 
vith as ruch of the track record of tho PVO 88 ir available. This 
step mmy lead to an omrly docision on whether to proceed or not 
with the selection procerr, vhich is not only expanaive for both 
ACOBlDE and the PVO, but is el80 fruq~ht with pitfall8 am 

440 expectationr thmt can not k fulfilled are miad. 

2. 8ince one of the -10 o f  ACORDE ir tho atron&hming of 
PVOa, the project reloction criteria n d r  to k urod by ACOMB 
vith flexibility. Tho PVO couunity ir not only highly 
h e t e r ~ o u r ,  bvt cur k exp.ctod to produce n w  and untrid 

445 idma from t i n  to time. ACOEDE should conrider arrigning a 
portion of it. fuulr ar vontvro capital for n w  and untrid, bvt 
promiring new idmo of projoctr and/or P W  orgmnizmtion. 

3. llw hotoroeb.rreity of the PVO couunity requiror an 
explicit diff.rwrtiation ktween tho ftmribility of a project 

450 presentd by well ertabl irhod and exporimncd PW and one 
preaontd by a flodglin~ one. Thia differontiation, which already 
taker place to romo d m ,  ahovld k u d e  explicit and applid 
in a more ryatmmtic mmnner by PPOne. Hov.ver, tho 
differentiation rhould k kopt em a inbernal matter, vhile tho 

455 outvard projection of mRDE'm project prosonktion guidelines 
and criteria rewinr uniform fer all PVO8. bintaining the a a u  



requirements For all PVQa allova ACORDE to judge PVOs utrengbhs 
and vesknessenc 

4, Fledgling PVOs or new PVOs should be judged more for 
their potential as an institutions (novelty of approach, 
willingness and c o u i t m t  of staff, etc) than the project 
propose1 itself. Fldgling PVOa m y  neod institutional 
strengthening far more then funds to undertake e project, 
slthough a project can somtieea be umd to strengthen the PVO. 
Upon an early asseurmemt of a PVO p~opoael, ACORDE shoutd docide 
whether the PVO should be offered smll technical emmistance 
grants prior to proceeding vith tho development of a project 
proposal. This a u l l  grant (8) could consiat of internahips in 
other more established PVO vith similar projocf,~, covraom in 
project preparation and management, or funds to him conrultantr. 
The goal of these sasistence to fledgling PVOs veuld bo not only 
an acceptable proporal, but the cmmcity to implownt tho projsct 
euccessf~tly. ACOBDE h s  exparimtad vith this approach vith 
good resuitr. One of the rerultr is that PVO can c a w  tmck vith a 
different and far ktter proposal than the original one. 

In en effort Lo incrmso tho coordination of PVO1 work, 
ACORDE has rec0mmand.d PVOm to andlar visit othor 
PVO to loam from thoir experience, howover, this ia unlikely to 
happen once a project hmm boon fwdd. Roquirina 8- form of an 
internship vith e PVO prior to project funding w y  bo l more 
effective aanner to induce a PVO to lemrn from othor PVOs 
experiences, end to coordinate with them. 

Currently, WRDE i m  urine monitoring and evalumtion ( C U E )  
485 simply to koop Lrrck of n c h  of tho projoctm in ita portfolio. 

Althorrph thir in mn ad.qvrte mnd nocoaury uw of 8 ).Ub: ryrkr, 
ACOEDE'm projoct porbfolio hem mchod the point whoro mn impact 
evoltmtion myatem noodr to b deaignod with tho purpomo of 
obtaining myatentic foodbrck to holp KX)PPE and the PVOm roview 

490 its policies, project selection criteria, mnd tho offoctivonora 
end efficiency of the ACOPDE-PVO dovolopmont effort. Thir aoction 
is divided in two pmrtm: tho firat ukm alr00.ationa to improve 
the curront projoct U L E ryatem; tho aocond rmiroa th. n o d  for 
program vide evalmtiona. 



ACORDE has established an adoqurrte system for the monitoring 
and evaluation of projects. Recommendations to improve the 
c w r m t  syetem include the following: 

1) Inbegrata all monitorir~g and evaluation reports into a 
500 single file per PVO. Currently yeport8 are disporsod in a series 

of documents, auch as monthly reportr, virita report, etc. Use of 
a PVO file as a case history to document, in on0 placo, ACOBDE'e 
assistance to the PVO, i t s  institubional diagnoais and tho record 
of the PVO's institutional porforunce through tire. 

505 2)  Use of the PVO institvtional file and tho regular 
monitoring and evalumtion reportr to spot problema and toke 
corrective action. 

3 )  Inetitvte s conflict rerolubion wchnism through a 
regular mo&ing (i.8. every rix monthr) botwoon tho execubivo 

510 directors of the PVO and ACOPDE to revieu projoct progrerm and 
discurm nnd aolvo any problomr. There maetingr, mb tho executive 
directors level, vould also k uraful in changing PVO'e 
percepbion of lack of mccero to ACORDE. M a e  mtingm would 
conrtitvta a forul couunicationr channel ktuoon tho PVO and 

515 ACOBDE, that complomont the r.gu1.r and routine contact bobwon 
the PBODE projoct officer and the PVO. 

To incnmre ACORDE'r eff.ctivenomm both aa grant wker and 
520 aa a souroe of tochnicml armirtanco and rkk of art inforution 

on P W  dwolopmont efforts, X W D E  rhould conmidor initiating a 
seriom of p r o g r a m  vide evmlutienr. Thore ovalurrtion would not 
focum on any specific PW), bvt ruthor on tho imprct and 
com~rmtivo dvmkg. of difforunt appruwrchor to aolving 

525 developunt problomr, and on topica thmt holp ACORDE'r bomrd to 
reviw and define it8 funding policies, and itr p r o j e c t  
selection critoria. 

Evalwtion topics that relate to ACORDE'r funding policier 
include the following: 



SSO 

- PVO activities that can be expecbed to reach 
self sufficiency versus activities that will 
nod subsidy. 

ACORDE's Hoard has taken sow atepm in this direction with 
respect to fundm used for credit programm. funds for crdit funds 
are loaned to PVOm rather tlun donated. Qiven the emphasis an 
economic activities, there is n o d  to ~ymte~tically review 
funding policy vith regerd to other productive support 
activities, such as agricultural extsnoion, micro enterprise 
support vith training and extension, etc. There is a nod to 
directly relate training and extmaion to increamcce in incow and 
productivity end the gradual charging for thema sorvicem. Tho y 

hypotheses are: that if thoma aarvicsr do inweaae PVO clienta 
incomes, they should be willing to pay for them am thoir incomm 
increase; the effectivenesm of PVO support sarvicea vould b 
tested by their ability to chrgo for then. 

bttypom of PVO svpport marvicar, hov grmduml should tho 
tranmition from donatod to selling the servicm for their coat 
should 0.; whmt aconomic rctivitiea cmn be expe~bod to produce 
enough incow; arm PVO projocta incam ganaurting or incocrr, 
mintananco programs, a m  quomtiona thmt nod to be axplod by 
N O R M  to define more clearly its policier to davalopnmt. 

- Tmpoi-nry PVOa vermua pwmnent PVOa. 

By their goals and objoctivam, a differmtiation betvoon 
PVOm thmt are tomporcrsy vehiclem to ammiat bonaficimriam and PVOa 
that are formed to h a w  porunont mawica or9lniutionm. should 
be mda in terra of funding pol iciaa. 

PVO thmt wo thomulvem aa intarud iariam or fmci 1 itatom 
org.nizmtionr hmvo ma thoir min objective to aamiat 
bneficiariea to form thoir o m  org.nit.tiona mnc! kcmw self- 
sufficient. One of Lho dafinitiona of haficimry omniution 
self-aufficioncy im ttut at m o w  puint tho boneficimry 
orgmnimtion no longor n d m  tho mupport and mamimtmnce of  tho 
sponsoring PVO. Implicib in thia argument ia ttut th. 
bnoficiariea vould rmve from highly 8ubridizod PW rervicea to m 
point vhwe thoy c m  eithor provide themmalvem tho rawicea or 
pwchmaa thom. 

This typoa of FVOa by definition cmn not h a w  salf- 
sufficiant thomaalvem. Thoy nod a conatmt infurion of fmdm to 
support thoir aclivitier. The qwstion is for h w  long should 



their work should be subsidized vith'tha saws group of 
beneficiaries . I f done indefinitaly , tha PVOs support bocous a 
permanent sub8 idy and/or en ins- me intenmcs program. 

575 While the temporary PVOs m y  need conatant subridy, the 
bneficiaries orgrnimtionr that thy spun should, in theory, be 
able to operate without submidies. Thir organizotionr ahould st 
lwat cover the full corta of their smrvicem, if not & a n  
profit -king service orgmnizatione. flhould ACORDE fund 

580 bnmficiary orgmnizmtionr? Undmr what conditionr rhould thmrm 
organizations bo fundd? Am ACORDE begins to attract projoct 
proposalr from boneficiwy orh).nimtionr, thewe qumrtionr n o d  to 
be resolved and policier formulated to u k e  the beat uao of vht 
will became scarce rerovrcer. 

S8S PVOs t h t  aro in bwrinerr to provide eervicem to individml 
beneficiarier for an indefinite period of time rhould k axpactd 
to reach self-sufficimcy vithin a poriod of ti-. For example a 
PVO thmt provider productive relatad rvpport rewicer rhould 
after e period of t i w  gradurrte kormficiarisr from rubmidier to 

590 coat recovery of the rervicor it provider or evm to profit 
making aowicer to b l p  pmy back tho aubridiem. If tho MI 
aarvicer (crulitl trsining and technical arrirtmce) hve an 
impact on the incomo of tho boneficiarier, it door not room 
"fair" or a good invmrtmont of fundr, if tho bonaficiary -8 on 

595 receivinpl tho subaidizod crwvicea. w i n ,  tho quostion asairma of 
whothor the PVO hmr a develo~aont or an incomo saintenence 
P r v .  

Either tho hefdciary llgdwterll oub of tho WO program. 
or h d r b  rhould k expoctd to pay tho colt of tho rmrviser. 

600 Thir typo of  qwrtionr roquira atudior (ovrlmtion 1 of tho 
cvrrnt w k e  up of tho boneficiariea of tho PVOr and tho 
feasibility of  thoir productive entmrprirer. A firrt improrrion 
of a typology of knaficimry prductive onkrpriror I-at tho 
fol lovina. 

605 A wjority of mterprirea ( burinear of tho bonaficiarier 
heve limitad potential. Wh.t can k romliaticmlly ep.ctd in 
thmt thore burinerrem achieve conrolidation and provide a w c w e  
and rtady rource of incm. Thir ammr to bo t w o  in 
agricultvre, 80 much am in urbrn t m  8 ~ 1 1  and micro 

610 emterprirer. If thir arrmption ir corroct, boneficiarier rhould 
bo mvpportod only during tha poriod tht it blur to conrolidate 
tho bur hear. 



On the other hmd, PVOs report ceses of bnoficiaries whose 
businesses hmve grown and expanded, vith their support. This 

615 wems to happon to e small but significant nuabor of 
benefioiaries. Thoso beneficiaries can eesily bogin paying the 
full cost of the services, vhich would eupport the BVO, or can 
"gradute" out of tho PVOs program. While gradution is spoken 
about ar a gcnl of many PVO8a the question is vhother the PVO 

620 and, ACORDE indiroctly, can in the long term afford to loose 
Lheir best clientc. All the efforb spont in turning e am11 
entrepreneur into a groving one bmcour not only e subsidy to the 
entrepreneur, which war intondd, bvt also to the commercial 
institutions that eventwlly do burinemr vith tho entreprenevr. 

625 In the cloerert care, a commercial tmnk that get8 tho businera of 
a we11 traind and succeraful PVO bmeficiery, benefits vithovt 
any cost or risk, at tho expenso of the PVO and indirectly of 
ACOBDE. 

PVOs that arm in t b  buminerm for tho long term and do not 
630 seek to strongthon beneficiary organization t h t  can evontuelly 

replace t h ,  but, to provide regvlar sarvicem to individuals, 
should b expmctod to k c m =  couercially auccemeful mervice 
institutionm in tho m m w e  that their aorvicem do in effoct 
incrmra, the incowr of their bsneficiariea. 

635 Related to this topic, is tho ismw of  spocializrrtion and 
"coordinedian" 8-g tho PVOm. An a t h m  urm w d s  to crwte a 
system o f  inforution exchmng. awmg a11 8.n Jome urban a r m  PVO 
vith a m 1 1  md micro-mtorpriae crodit and tectwical armiatance 
progrem. This effort Oua b w n  rol.0.t.d to the b g c m u n d  while 

640 the FOV crisia ir rerolvd. Thim i d n  61 an oncovnging abmrt for 
vhat should porhpa be r m o m  colrpmhonrive effort to m t i o ~ l i w  
the swll and micro buminerm effort by all PVOa. P W m  could 
specialiru along aim and burineam linm vith a wchanirn to 
gr8dvmt.o thoir clionta along l 1add.r of PVO progrm t h t  go from 

645 heavily rubmidim programm for incipimt burintottaem to paogrrnm 
that c m  tho full comtm of thoir aervices to eatmblimhod and 
growing buminemwa. 

ACO80E could and should take tho load in aponmoring studiea 
650 on thome and othmr topics to inform itrelf and tho P W  couunity 

on viable and proaiming elter~tivea to thmir dovmlopnnt 
effopta. -ODE itmmlf, mhould not undertake an evmlumtion effort 
of this naturo, but simply act am a facilitator by funding tho 
rtudiea and dimurinating tho rmaultr. ACORDE'a dirvct bonefib 

655 from such an effort, would k tranrletod into policies, selection 



criteria, and project guideline8 that maximize ita aupport of the 
PVO and ultimately the benaficisrias of the PVOs. 
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A. BACKGROUND 

The Asociacion de E-des D e s s e o  v deservicio No 
Gubernamentales de G u a t e m m  (ASINDES) is an associaltion 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 - 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 country-side at 
the time. The purposes of ASINDES were and are: (i) to foster 
coordination among the members and with other interested organi- 
zations; (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. 

1. AID-PACT Specific Sumort 

At the encouragement of USAID/Guatemala, private iiaencies 
Colla~oxlatina Tosethex (PACT) conducted a review in June and July 
1985 of the operations and needs of NGOs in Guatemala. One of 
the purposes of that review was to identify organizations through 
which the capability of those NGOs might be improved and through 
which USAID might provide funds for NGOs' project activities 
without incurring the personnel and administrative costs of 
dealing with separate NGOs on a project-by project basis. PACT 
was in a good position to perform the review since it already had 
had many years experience working with NGOs and their consortia. 
Furthermore, key personnel of PACT had lived in Guatemala, and 
were knowledgeable about Guatemalan 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 Guatemalan NGOs. It found that none of 
the consortia 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 channel for assistance to Guatemalan MGOs, 
provided that a great deal of work and support was given to 
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 year. The purpose of the Grant is to finance 
PACT'S efforts to improve the capacity of ASINDES to support NGOs 
operating in Guatemala. The major components of the Grant 
program are technical and financial assistance from PACT to 
ASINDES to improve its management and technical capabilities; 
technical assistance for the Guatemalan NGOa from ASINDES, 
assisted by PACT; and grants to Guatemalan NGOs to carry out 



their activities. The main outputs of the program were to be: 
the selection and funding of 30 NGO projects; the selection and 
funding of 20 vmini-grantsw to the NGOs for diverse purposes; and 
the holding of five worknhops or special events each year to 
provide training to 100 employees of approximately 30 NGOs. The 
30 NGO projects were to meet the criteria of: (i) improving the 
conditions of life of their beneficiaries; (ii) addressing a 
locally-determined need; (iii) contributing to the capacity of 
the beneficiaries to plinn and manage the use of resourcen; (Iv) 
promoting collective action among the beneficiaries; (v) includ- 
ing contributions by the beneficiaries of ideas, time and 
materials; and (vi) addressing development problems in a way that 
produces results with demonstrable impact beyond the specific 
activity being financed. 

The funds under the Grant were to be available until June 
30, 1988. Up to $500,000 would be used for the Guatemalan costs 
of activities of the NGOs to be assisted by ASINDES. Up to 
$250,000 would be used for the Guatemalan costs of the operations 
of ASINDES and of PACT. The balance of the funds was available 
for the dollar costs of PACT8s operations. The NGOst benefici- 
aries were to provide at least 45 percent in cash or in-kind 
contributions of the costs of the projects on a parbassu basis. 

The Grant Agreement did 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 proposal did include some detail on those 
topics. It stated that technical assistance was to be provided 
to ASIN'DES to 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 exchan- 
ges of information and experience per year, a functioning Project 
Advisory committee, an unspecified number of individual consulta- 
tions 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 project to be 
funded would use approximately $14,000 of Grant funds and the 
mini-grants would average approximately $1,000.) The End-of- 
Project Status was expressed in terms of ASINDES8 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 weeks of their receipt. The 
major steps to be talcen to carry out the program were to be: the 
hiring by ASINDES of three additional persons (a senior program 
director, an economi:st and a bilingual secretary) for its 
permanent staff and their on-the-job training by PACT; the 
selection and support of an Advisory Project Committee; the 
production in Spanish (during the first three months) of a 
funding policy statement, the project selection criteria, the 



description ofr 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 htroduce those documents to the NGO community and 
provide training in using them. 

Although the Grant Agreement makes clear that the activities 
supported by the Grant are to be "coordinated and implemented 
through ASINDES, 'I the Grant was from AID to PACT. PACT remainled 
responsible to AID for the use of the Grant funds; and must 
provide AID with periodic reports-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 handled the expenditures in dollars and 
approved any u,se of Grant funds by ASINDES for local currency 
costs--including the grants and mini grants provided to the NGOs. 
That approval was given by PACT8s resident advisor to ASINDES. 
Before giving final approval to the making of a project grant to 
an NGO, ASINDES8 Executive Director informed USAID/Guatemala of 
ASINDES8 intent to make the grant to allow the Mission the - 

opportunity to raise any objection or ask any questions about it. 

A mid-term evaluation of the Specific Support Grant was 
conducted in Nov@mber and Deoember 1987. The evaluation came to 
the following conclusions. (.A list of the recommendations of that 
evaluation is given in Attachment 1.) 

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 ASiINDES8 internal disputes, clarifying 
and improving the working relationship between PACT and ASINDES, 
and preparing for and beginning the implementation of the sub- 
projects program.  statement:^ of policy and procedures to govern 
that program were prepared and adopted; 61 proposals for financ- 
ing were received; and 15 projects under that program were 
approved. The Grant funds available for that program are likely 
to 138 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 AID8s 
other programs in Guatemala. 

The sub-project program successfu~ly introduced the use of 
an independent Project Selection Committee, and it has the 
potential of being a significant source of incama'for ASINDES if 
ASINDES8 capacity to review and monitor projects can be in- 
creased. Through its ~per~ation the program is contributing to 
improvements in the operations of NGOs receiving its support. 
However, the sub-project program takes more of the time of 
ASINDES8 staff than was expected, and improvements need to be 
made in its conduct. More attention should be devoted to the 



analysis of the economic benefits and cost:-benefit relationships, 
tho prospects for self-sustaining operations by the benefici- 
aries, institutional improvements to be achieved by the imple- 
menting NGOs and the probable economic and social impacts of the 
activities. Clarification is needed of the meaning of 

projects. Effective monitoring and evaluating 
systems need to be established. A plan for generating more 
usable project proposals is needed, and consideration should be 
given to raising the maximum amount which the program will 
provide to any one project. 

Some 140 people related to NGOs have participate'd in five 
workshops organi.zed under the Grant, which is a great'er number 
than the projected output for the who1.e grant period. However, 
the quality and lasting value of the training has been ques- 
tioned; 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. Its 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 Guatenalan institutions and the GOG 
have been increased. However, progress has been slight in 
introducing improvements into ASINDESt 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 recruit- 
ing 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 the institution-building purposes of the Grant are to 
be accomplished. Clarification is needed of the relative prior- 
ities which ASINDES is 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 Directar with sufficient authority for him to meet his 
responsibilities without becoming completely dependent for its 
information on verbal reports from him. Its must make clear its 
determination that standard procedures be respected without 
inserting itself into the details of operations through pre- 
approval actions. USAID/Guatemala and PACT should blecome 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 
additional year. This would require an extension of the current 
Grant period of between one and two years. 

3. I) evelmments Since the Mid-Term E v aluation 

Changes in ASINDES' organization and performance since the 
completion of the mid-term evaluation are described under the 
various topical discussions in this report. However, there are 
two major steps which were taken and should be mentioned here,, 
One is that agreement was reached in June 1988 between the 
GOG and ASINDES for ASINDES to administer Q 2 million (equivelent 
to $740,740) generated under Economic Support Programs of 
USAID/G. The initial disbursement of the funds is to take place 
within one year, and repayments are to be reused by ASINDES for 
the same purpose. Fifty percent of the funds are to be used for 
productive projects on a revolving fund basis. Forty percent of 
tbc funds are to be used to support economic and social 
activities complementary to the productive projects, and ten 
percent for the administrative costs and the training of benefi- 
ciary groups (not the intermediary NGOs) which conduct the 
productive projects. ASINDES is to get six percent of the total 
cost of the projects for its own administrative expenses. 

The second major step was the extension of USAID/Gts Grant 
t.o PACT for two years until June 1990. The main outputs of the 
extension are to be: (i) eight training opportunities for 
ASINDES' Board of Directors; (ii) 12 formal training events for 
ASINDES' staff; (iii) 20 formal training events for ASINDES' 
members and other NGOs; (iv) the design and implementation of 
computerized monitoring and evaluation systems for NGO 
activities; (v) at least 45 sub-projects with NGOs for develop- 
ment projects using GOG funds; (vi) the successful adifiinistration 
of a small projects fund associated with USAID/Gts work with 
returned training participants. Pact's resident representative 
is to remain in Guatemala for the extended period. 

4. Current Review 

This review of ASINDES' operations was conducted as part of 
multi-country comparative analysis of USAID Missions' experience 
with various groupings of NGOs. That comparative analysis was 
conducted pursuant to a contract between AID in Washington and 
Checchi and Company Consulting, Inc. The field work for the 
review was conducted in Guatemala during seven workdays in August 
1988 by John R. Oleson who had been in charge of performing the 
mid-term evaluation described above. During that field work Mr. 
Oleson spoke with persons in USAID/G, ASINDES and member NGOS, 



and visited the site of an NGO activity being assisted by 
ASINDES. Tneoe dificu~sibns and visits together with the 35 
interviews and  sit^ visits which were conducted as part of the 
previous evaluation form the basis of the judgments contained in 
this report. (See attachment 2 for the list of persons inter- 
viewed.) The previous evaluation contained many recommendations 
for actions by ASINDES, PACT and USAID. This report will not 
repeat those recommendations. Xt will include only new recommen- 
dations which are occasioned by events since the conduct of the 
previous evaluation. 

B. W F I T U T I W  ORGANIZATION AND EFFECTXVENESS 

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. (I't 
is estimated that there are approximately 400 NGOs operating in 
Guatemala of which about 40 would be considered development 
agencies.) Each active member pays a modest financial quota, and 
is entitled (and expected) to attend a~nd 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 it. Membership in ASINDES can be 
suspended or cancelled by the Board cf Directors acting with the 
approval of the General Assembly. There currently are 26 members 
of ASINDES, with applications for membership from other NGOs 
pending. (See attac:hment 3 for a list of current members.) 

The General Assembly normally meets three times a year and 
extraordinarily at the request of the Board of Directors or 20% 
of the membership. During ordinary sessions the General Assembly 
elects the Board of Directors; approves t8he annual report and the 
annual budget submitted by the Board of Directors; and deals with 
any question of a non-extraordhary nature put before it. During 
extraordinary sessions the General Assembly approves changes in 
the bylaws and internal xegulatiions g~overning ASINDES; and 
authorizes the sale, pledging or renting of any property or right 
of ASINDES. 

The Board of Directors corlsists of five members chosen by 
the General Assemhly from the nrembership of ASINDES for a period 
of two years. The next election will take place in February 
1989. The five members decide which of them will occupy the 
following positions: President, Vice President, Secretary, 
Treasurer and Representative. The Board ordinarily meets once a 
month, but it can meet at any Lime it thinks necessary, The 
Board admits new members to ASILNDES; names and removes the 



Executive Director of ASINDES; calla sessions of the General 
Assembly; sees that the bylaws and internal regulations of 
ASINDES are followed; prepares the budget and work plana 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 positions 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 activities as 
assigned to him by the Board. 

The Board names the .gxecuLive Directoy of ASINDES who is to 
carry out its decisions. The Executive Director attends the 
meetings of the Board and the General Assembly with the right to 
speak 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 documentation for 
actions to be considered by the General Assembly and the Board 
concerning the technical and administrative matters of ASINDES; 
and select, appoint and remove the technical and administrative 
personnel of ASINDES with the approval of the Board. 

m e  Proiect Selection Commit- 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 ~eople who 
do not hold government positions; are not involved in politics; 
and have no connection with any of the members of ASINDES. They 
are chcsen by the Board of Directors of ASINDES to hold office 
for two years. Although they are paid a modest sum for atten- 
dance at the meeting of the committee, the members really serve 
because they are interested in the work of ASINDES and the NGOs. 
The Committee makes decisions by 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. 

The committee is to meet every three mnths. In fact, it 
has met as often as there has been work to do. The Executive 
Director of ASINDES is the liaison with the Committee, and he and 
the Project Analyst presenting a proposal attend the meetings of 
the Committee. A synopsis of the project proposals to be 
considered, together with a report of the review of the proposals 
by the staff of ASINDES, are circulated to the members of the 
Committee before the meeting. In addition, the Committee assigns 
one of its members to study each proposal so that he can better 



auk questions of the staff representative on behalf of the 
Committee. There has been no rol-e for the Committee in other 
aspects of ASENDES' work, and ther83 is no provision for the 
Committee to be informed concerning the actual implen~entation and 
achievements of the projects which it has approved. 

There are some major issues facing the organization of 
ASINDES . 

Diversitv of Mernbershb. Frcrn it.n beginnins the membership 
of ASIWDES has been quite diverse. Same members have connections 
with--and in some cases financing from--international organiza- 
tions. ExampLes are the Christian Children's Fund, the Salvation 
Army, Foster Parents Plan International and Vision M u n u  (or 
World Vision). However, the majority of the organization are not 
so connected. A few receive support from the GOG, but most do 
not. Many of ASINDES8 members were founded by religious hstitu- 
tions or have been closely associated with religious institutio~xi 
and esgecially 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 activi- 
ties assisted by AID. Then too, some members have traditionally 
sought financial assistance in Europe from sources critical of 
the USGts 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 AID. 

This diversity has made it difficult for ASINDES to reach a 
practical definition of its purpose, and has led 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 %alkyW and 
not effective. It also contributed to ASINDES' taking 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 Statutes 
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. 

Although in recent months the level of controversy among the 
members concerning relationships with AID has declined and there 
appears to be majority in favor of the focus being followed by 
the current Board, there also appears to be concern on the part 
of the members of the Board that it would be risky for the Board 
to undertake long-term commitments or to raise controversial 



matters with the ;hssembly before the next election of the Board, 
which is to take place in February 1989. Thus the diversity of 
interests and nature among the members appears to continue to 
inhibit ASINDESf i.nstitutiona1 activity. 

INDESt Conl l l i c t ins  P u m w .  From its founding, ASINDES 
has had severel 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 services and 
support to NGOs; a~nd to assist NGOs in obtaining financial and 
other types of supporl: for their programs. Although certainly 
not incompatible, these purposes 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 emphases on these purposes which 
meets the approval of its membership, and this has been even more 
difficult given the diversity 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 or 
agreement on its long-term, institutional strategy. Rather it 
seems that most of ASINDESf attention and energy has become 
focused on the implementation of the sub-projects program. 

Is ASINDES doing a good job of representing its membersf 
interests with the GOG? There seems 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 relationship with it 
other than 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 level of the GOG for resolving practical administrative 
problems which are faced by the 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 ncture of the Executive Director's relationships 
with the GOG was one of the factors contributing to the tension 
which arose between him and the Board); and the outcome not at 
all certain. 

Does ASINDES represent its members or the whole NGO com- 
munity? In theory, ASINDES represerrts the interests of the who12 
NGO community and seeks to have as many members from that 
community as possible. However, ASINDES has only 26 members and 
no program actively seeking new members. ASINDESf financial 
assistance to NGO activities has been limited almost exclusively 
to its members. Its efforts to publicize and explain its work 
are limited to personal visits by the Executive Director to 
persons of influence and to the publishing of a periadic bulletin 
of news about ASINDES which is distributed by hand to 130 offices 
and organizations. 



Soma advise ASINDES to put its attention on improving its 
performance with the actual membership and to admit as new 
members only organizations who take the initiative to apply. 
They fear that more members mean more diversity and more prcblems 
in reaching agraements. Others urge ASINDES to promote itself 
actively among the NGOs to get more members to become a true 
"industry spokesmanw. They argue that a larger organization 
would be a mare attractive one for a diversity of funding 
sources, and would be in less danger of domination by its funding 
sources. Some even think that an expansion of memberships and an 
increase in the now nominal dues paid by the memburs could make a 
significant contribution to ASINDES' financial stability. 

Should ASINDES seek to be a source of technical and 
financial assistance for its members and the NQO community at 
large? Almost everyone answers that question affirmatively, and 
the Grant seeks to help ASINDES do just that. However, there are 
differences of opinion an the kind of assistance which ASINDES 
should offer and the degree of attention it should place on this 
aspect of its purpose, and even some expressions of fear that 
through such assistance ASINDES could seek to dominate and 
distort the purposes and programs of the NGOs in order to serve 
its own purposes and those of its main sources of funding - 
namely, AID and the GOG. The differing opinions undoubtedly 
reflect the differing needs of the various NGOs, with those 
having few if any connections with external funding 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 administrat;l.ve 
expertise to offer in any event. 

On balance, there seems to be a majority view in favor of 
ASINDES seeking 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 technol- 
ogy); and a cautious receptivity to ASINDES being a source of 
advice on administrative matters. Views on ASINDES as a source 
of financial support are more mixed. Qbviously, most would like 
to receive financial support, but it is hard to conclude that 
there is general agreement that financial support from ASINDES is 
important because it will. offer the opportunity to improve the 
nature and operation of HGO programs or that an exclusive or 
predominant focus by ASINDES on supporting ltproductivett projects 
is appropriate. 

Unless greater clarity is achieved by ASINDES on the 
expression of the priorities to be given to its several purposes 
and a long-term strategy developed to carry forward those 
priorities, it is unlikely that the current work in strengthening 



ASINDES as an institution will be woll-focusad or have lasting 
effect. Thus, while racognizing that ambiguity of purpose may be 
preferable to dissolution of an organization, one would be hard- 
pressed not to conclude that ASINDES should seok to develop a 
long-term strategy of institutional purpose as part of its effort 
to improve itse1.f as an institution. 

Pole of The Board or Dhectora. The Board of Directors 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 purposes or working 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 also encouraging the 
development and supervising the operation of an organization. 
Furthermore, each member of the Board is the chief operating 
officer of his NGO in Guatemala, and thus busy with his own 
organization's problems and subject to the pressures of his own 
organization's expectation of ASINDES. 

The performance by the Boards of ASINDES has been mixed. 
They have preserved the existence 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 AID and the GOG 
despite the emotional adjustment among the members that was 
necessary to do so. However, the Boards have vacillated a good 
deal in their approach to the supervision of ASINDES' opera- 
tions--from micro-managing to 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 level of salaries 
to be paid to ASINDES' staff and to assure that the number and 
type of personnel needed by ASINDES are obtained and that there 
is a system for supplying the Board with timely information 
concerning the operation of the staff and the program so that it 
does not rely only on verbal reports to it from the Executive 
Director or have to insert itself into actual operations through 
pre-action approvals to maintain its control. 

That the Board has no members from segments of society other 
than NGOs may be an impediment to its performing its tasks well. 
Hsuever, it probably would be unrealistic to attempt to modify 
thc statutes of ASINDES to change that situation. Instead, the 
Board might consider creating an Advisory Council or an informal 



roster of "friondoM who havs adminiotrative and other rolavant 
experience in organizations othor than NGOs so that it could taka 
advantage of their pornpect.;~t~m and, perhaps, enlist their tima 
and advice in improving A S I N D W f  operations and proposals. The 
Board might at first turn for such assistance to those members of 
tlhe Project Selection Committoo who havs expressad an interest in 
b d n g  of further asuistance. \Whether or not the Board seeka to 
supplement its own expertise in this manner, it should take 
advantage, of the training and techn~cal assistance which PACT is 
a:ble to offer to it under the extension of the Grant. 

a. $ta f  f inq 

The current wka#,f. o f  ASINDEB consists of nine positions: 
the Executive Diwctoz-, 5 Director for Training and Technical 
Assistance, the Director of the Small Projects Fund, two Projsct 
Analysts, an accountant, and two secretaries and driver. All 
personnel but one secretary report directly to the Executive 
Director. 

The performance by ASINDES in meeting the staffing require- 
ments of the project has been only fair. All the current 
personnel except the Executive Director were recruited after the 
signing of the Grant Agreement, and some are quits well prepared. 
On the other hand, ASINDES has not yet identified and hired 
persons to fill two of the three new positions called for in the 
proposal--namely, the Project Coordinator to work under the 
Executive Director and a Fund Manager with training in economics. 
Furthermore, the person hired to be the Coordinator of the 
Technical Assistance program resigned after a short time because 
he thought his skills were not being well used, and that he had 
been given insufficient authority to perform his duties. A 
replacement has been hired only in the last three months. One of 
the persons earlier hired to be. a Project Analyst turned out not 
to be adequate for the position and was replaced; and the most 
experienced of the Project Analysts recently left ASINDES leaving 
that position vacant. 

After two years in the position, the Executive Director 
resigned in November 1987 as the Board of Directors became 
dissatisfied 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. A new 
Executive Director was appointed in early 1988. He has had 
considerable experience in private sector administration but not 
with NGOs. He is a closer supervisor of staff 
predecessor, but has not yet been able to make 
member organizations and field sites that many 
still in the process of gaining the confidence 
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ASINDES' support of it8 staff hae not yet met expectations. 
In part, thia is tha result of the turmoil resulting from the 
dspartures of the Coordinator of Technical Assistance and of the 
previous Executive Director. In part, it is the result of the 
conflicts which arose between the former Executive Director and 
at least two key staff members, of the degree to which other 
activities of the Executiivs Director limited h i s  availability to 
the staff on a day-to-day basis and of his approach to the 
utilization of staff which emphasized direct, vtxtical relation- 
ships of all staff members to the Executive Director and deem- 
phasized any horizontal, team relationships among the staff 
members. In part , it is the result af 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. This last aspect has gotten 
worse since ASINDES' official vehicle was'stolen and has not yet 
been replaced. A major problem ie that A81NDESt salary structure 
is relatively low far the professional and technical skills which 
are called for in several of the positions, and the basis of its 
internal relationships is not clear. The previous Executive - 
Directords annual salary was the equivalent of $7,800; the 
current Project Analysts' annual salaries are the equivalent of 
$6,240 and $5,200; the bilingual, administrative secretary's 
annual salary is the equivalent of $2,340 (the same as that of 
the other secretary); and the accountant's annual salary is the 
equivalent of $1,560 (the same as that of the driver). These 
levels are somewhat below those which the GOG pays for profes- 
sional 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 MGOs who are members of ASINDES and 
this has made it difficult for the Board to agree to substan- 
tially higher levels even when the costs of such increased 
salaries could be met by the Grant which includes $74,140 for 
ASINDESt personnel costs for the two-year period. Ln recruiting 
a replacement for the former Executive Director, the Board 
recognized that an increase in the salary level to be paid was 
necessary to obtain a person with the desired qualifications. 
However, although it has been discussed and some efforts under- 
taken, it is not clear 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 ASINDES8 staff members nee" to be, and on what level of 
program activity it is reasonable to expect ASINDES to achieve 
and maintain. 

More attention needs to be paid to ASINDESt performance in 
recruiting and managing the staff necessary to achieve the 
purposes of the project. Another analyst is needed, as is 
someone to assist the Executive Director in raising funds and 
providing supervision to the conduct of the program. It would be 



wise to review the1 requirements for all existing positions to Iba 
sure that they are well matched. Adjur~tments of tho salary 
schedule will be n.ecescary to attract persons with profassiona:L 
and technical preparation to thong positions. Projections of 
operating expense needs over the long term should take this need 
into account. The Exacutiva Director should place priority on 
doveloping with the staff his approach to personnel supervision 
and motivation, an'd should present the Board with his proposal 
for carrying forward that approach. PACT ~hould give priority to 
assisting the Executive Director in that effort. Fortunately the 
budget for the extcensj.on of the Grant provides more support for 
the training of ASJNDESf staff--an aspect of the originaJ. 
proposal which was not adequately supported in the original Grant 
budget. 

3. Financia J1 Soundness 

ASINDESf revenues for 1986 wore the equivalent of $44,018, 
of which $3,580 canre from the dues of ASINDESf members and the 
rest from abroad--$11,822 from the PACT/AID Grant and $28,616 
from a grant from IAF. $22,620 (51%) of the budget was for 
salaries and personnel services, $7,962 (18%) for technical 
assistance and the balance of $13,647 (31%) for operating 
expenses. The sub-projects program had not utilized any funds. 
The budget was balanced. 

At the time of the mid-term evaluation ASINDES had no 
comprehensive documentation for its 1987 operations and program 
budgets nor an approved budget for 1988. The evaluators prepared 
an estimate of the 1987 budget. It is given in Attachment 4. It 
shows that the income level had grown to the equivalent of 
$357,115 (over eight times larger than in 1986) and that 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 sub-projects program utilized $243,598 
(73%), the technical assistance program $20,304 (6%), salaries 
$32,177 (10%) with the balance for operating expenses and minor 
purchases amounting to $39,914 (11%). 

ASINDESO budget for the current year (July 1988 through June 
1989) is given in Attachment 5. The total budget is 03,368,071 
(the equivalent of $1,247,434). Of that amount Q228,351 
($84,574) is for salaries and social payments; Q116,700 ($43,222) 
is for furniture, equipment and vehicles; 454,000 ($20,000) is 
for mini-donations; 4286,200 ($106,000) is for technical assis- 
tance and training; and 6541,620 ($200,600) is for small projects 
associated with the USAID/G participant training program. The 
sources of funding for these activities are: 42,000,000 
($740,740) in transfers 2rom the GOG; $468,430 from the USAID/G-- 
PACT Grant; Q120,QOO ($44,444) in earnings on the administration 
of the GOG funds, and a small amount from members's dues. This 
presents a balanced budget, and one that is some 28 times larger 



than the budget for 1986 and 3.5 times larger than the budget for 
1987. 

ASZNDES operating expenses for tho current budget year are 
Q486,251 ($180,093). Of that amount 47% is for salaries and 
social payments, 24% for administrative support and 29% for the 
purchase of furniture, equipment and vehicles. Thus operating 
expenses represent 14% of the total budget (10% if purchases of 
furniture, equipment and vehicles are not included). The source 
of funds for these expenses are: $44,444 from earnings on the 
administration of the GOG funds, $130,600 from the USAID/G-PACT 
Grant, and a small amount from members' dues. 

Although the operating budget is covered by resources it 
continues to be heavily dependent on AID funding either di- 
rectly through the PACT Grant or indirectly through tho earnings 
on GOG funds generated under the AID program. This is unlikely to 
change in the future. A lesser problem is that the operating bud- 
get does not contain funding for the recommended additions of a 
staff member dedicated to fundraising and to planning/evaluation. 

b. Proaram funds--11evels and Prospects 

The program budget for the current year consists of the 
equivalent of $740,700 for sub-projects, $200,600 for small 
projects, $20,000 for mini-donations and $106,000 for technical 
assi~tance and training. The funds for the sub-projects come 
from the GOG; the last three programs are largely covered by 
transfers from the PACT grant. Thus the total program level of 
$1,067,300 has its source in programs of AID--69% from GOG funds 
generated by AID programs and 31% directly from the AID dollar 
grant to PACT. 

The prospects for the year 1989-1990 are for a continuation 
of the present level and makeup of the program. PACT will have 
another year's funding from AID under the current, extended 
grant; and negotiations with the GOG should produce further 
transfers to ASINDES, assuming that ASINDES is able to utilize 
the current GOG funds as planned. However, the funding of the 
program over the longer term is far from clear. TJSAID/G has no 
current plans to make additional dollar funding available to 
TSINDES for its general program either directly or through a 
further grant to PACT. That could leave ASINDES completely 
dependent on the GOG for funds with which to finance its sub- 
projects program, which would be both undesirable in itself and 
probably unacceptable to the membership of ASINDES, which remains 
suspicious of the reliability of the GOG. Thus, in the absence 
of successful fund raising, the prospects for ASINDES' program 
are uncertain. A subsidiary problem is that even with continued 
GOG financial support after the completion of the current PACT 



Grant, ASINDES will not have a source of dollars to meet the 
external c s s t ~  of act.lvities which it may wish to support and for 
which the NGOs are unable to provide foreign exchange of their 
own. 

The current grant program is supposed to assist ASINDES in 
obtaining non-AID sources of support for its operations and 
programs. Unfortunately, next, to no progress has been made on 
this aspect of the program. 

Two members of the Board did make a ,trip to Canada,, but that 
trip did not produce an,y new sources of support. It probably was 
not as well prepared for as it should have been. Currently, 
there are tentative plans for members of the Board to make a trip 
to Europe (using non-A.%D funds) in order to look for new sources 
of financing and to counteract the negative comments which were 
made by some Guatemalan MGOs to European donors concerning 
ASINDESf association with the USG. However, there are not yet 
materials prepared to be used for that trip. There are no plans 
for local fundraisin,g by ASINDES. 

There would appear to be several major problems with 
ASINDES' fundraisin,g efforts. First, in the absence of a mid-to- 
long term strategy for ASINDES as an institution, it is unlikely 
to be able to make In appealing case to prospective donors. 
Second, there is not yet a strategy on how to approach interna- 
tional and domestic fundraising. For instance, ASINDES would 
like to seek support for both its overall programs and for 
specific projects (from its members and others); but it has not 
considered how the emphasis between these approaches would be 
decided on or adjusted to the type of donor campaigns to be 
undertaken. Third, in the absence of any effort to raise funds 
from Guatemalan sources other than the GOG, it is unlikely that 
external sources of assistance will be impressed with ASINDESf 
efforts. Fourth, preparations and fallowup for fundraising are 
being handled personally by the Executive Director, and it is 
unlikely that he will be able tc devote sufficient time to 
fundraising while meeting all the other aesponsibPlities of his 
position. He will need help. 

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 fundraising 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. In the case of ASINDES 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 
decl.ding on the management structure of ASINDES, this function 
must: be included as a substantial, continuing task. 

d. aeabla Servkcs - Nature md Pros~ects 

ASINDES does not sell aervices to its members as such, and 
it does not charge fees for members to attend its training 
cou:rcsss or for any technical or other assistance which it 
provides to them during the preparation of the project proposals. 
Somle discussion has taken place concerning the possibility of 
making such charges, but there are no concrete plans to do so. 
It appears that ASINDESO reluctance to do so arises from concern 
that the members do not yet value the services enough to be 
willing to pay for them. 

ASINDES does receive a commission for the handling of sub- 
projects. This currently consists of 6% of the amounts provided 
from the GOG funds utilized for the proe~ctive and support sub- 
projects to meet the costs of administral:'ion of that program. 

Financial Analvs e. is. C-iUzi 

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

The previous Executive Director did not seem to place 
importance on the establishment and observance of standardized 
procedures, and did not set an example for the staff in using 
them; and the personnel problems discussed above did more h a m  
than the manuals did good. The new Executive Director has taken 
steps to remedy this. However, there are still no formal 
delegations of respmsibility 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. 

The various shortcomings of the current accounting system of 
ASINDES appear to be correctable without extraordinary effort, 
but will require that tine new Executive Director place importance 
on doing so and is able to convince the Board to give up such 
controls as the signing of all checks before they are issued. 
More important failings are the unavailability of timely informa- 



tion on the utilization of resourceo, and ASINDES' lack of a 
capacity to perform financial analyses of its own operations and 
those oil the NGOs which it is assisting. The lack of this 
capability impedes ASIMDES' financial planning and the prepara- 
ticn of its budget; contributes to the difficulty facted by the 
Project Analysts in eva1.uating the capacity of NGOs seeking 
financial assistance; and will limit the efforts which ASINDES 
may mount to evaluate the impact of the sub-projects program on 
the participating WGOs and the beneficiary groups. To perform 
those functions ASINDE8 will need to add a more experienced 
financial person to its staff--one capable of performing 
financial analysis as well as guiding the current bookkeeping 
operation. There are plans to add such a, person in the current 
budget year. They need to be implemented. 

No audit has been conducted of ASINDES' financial manage- 
ment. 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 itself and of its grantees. 

4. InstitutionaJ-plannins. Programmins and Evaluation 

ASINDES has not developed a medium or long term strategy nor 
has it developed systems for programming its resources or for 
evaluating its activities. There are general statements on 
evaluation; 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 Project Analyst:;: are 
charged with following the implementation of the sub-projects 
program through the review of reports received from and visits 
made to the NGO activities being assisted. However, they are not 
fulfilling that responsibility for the reasons discussed 
elsewhere in this report. 

planninu and P r o u r a m u  a. 

The attention of ASINDES during the first year and ia half of 
the project was focused on getting the sub-projects program 
underway. Indeed, that program has been treated almost: as a good 
in itself rather than as part of an overall institutional 
strategy. The Resident Representative of PACT did encourage the 
Executive Director of ASINDES 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 
Board did not push him strongly to produce a detailed workplan. 
Finally in mid-1987 the Executive Director produced a workplan 
when a representative of PACT in New York, during a visit to 
ASINDES, undertook to do one himself. The two workplans were 
presented to the Board, which adopted neither. The workplan 
prepared by PACT had the purpose of highlighting for the Board 



that the actionu which were required to meet the demands of 
implementing the program were so many that there was not time to 
accomplish them all, and that priorities needed to be estab- 
lished. That was not done. 

In March 2988 ASINDES used funding from IAF to finance a 
seminar on planning by INCAE. Partly as a result, an institu- 
tional plan was approved by the Board. Ita projected budget is 
given in Attachment 6. The plan is quite general, and does not 
indicate priorities. Thus ASINDES and the project operated 
without a workplan. PACT'S representative did prepare an 
implementation plan for the current budget year (See Attachment 
7). However, if the institutional strengthening purposes of the 
Grant are to be achieved a major effort must be made on these 
aspects of ASINDES' operations by ASXNDES' staff, and that 
implies a change in attitude on the part of ASINDES' Board toward 
their importance. 

b. Evaluation 

ASINDES has not undertaken 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 sub-projects program seem to be 
pro fonna rather than thorough and planned. In part this 
reflects the lack of an institutional strategy for ASINDES and a 
plan to carry it out; and in part it reflects a Pack of agreement 
that evaluation is, in fact, of great importance given the other 
demands on ASINDES' time and the relatively small-scale, 
straightforward nature of the activities which the pr~gram 
supports. Of course, there also is the factor that ASINDES lacks 
experience in the data collection and interpretive techniques 
which are the heart of an evaluation program. 

The magnitude of the effort required to develop and imple- 
ment systems for planning, programming, and evaluation is beyond 
the capacity of the current staff of ASINDES, and the amount of 
technical assistance which is called for probably will require 
more time .than can be made available by +.he current Resident 
Representative of PACT given his other duties. Thus, ASINDES 
should consider creating a position on its staff whose duties are 
limited to performing or overseeing the performance of these 
functions, and PACT should consider providing the services of an 
additional experienced advisor over the next year to assist that 
new position. The person providing the assistance need not be 
resident in Guatemala full-time; but he ahou.ld be able to come to 
Guatemala fsequentl:, an.d spend the time necessary to react to 
the local developments and to adjust his advice to them. He 
should not be just a short-term technical advisor without 
involvement in implementation. 



ASINDES has placed tho focus of its publicity and the 
dissemination of information on the sub-projects program. That 
focus is the result of the importance which ASZNDES and USAID 
placed on getting that program underway. The dissemination of 
information was achieved both through written instructions 
concerning the program and through orientation seminars and 
pernonal discussians with NGOe principally by the previous 
Executive Director. 

ASINDSS has received enough project propom, I to enable it 
to utilize the funds available for sub-projects during the first 
two years of the project. Thus it would seem that the basic, 
minimum purpose of its efforts at publicity have been achieved. 
However, it appears that ASINDES is not very well known among the 
general public, and that even among NGOa there is not a full 
understanding of the scope of its activities and purposes. This 
reflects the fact that the tec:hnicaSL assistance and training 
programs of ASINDES have not gone forward as orighally ~~lanned, 
and that ASINDES has not yet ctdopted a strategy on the extent to 
which it will try to became a voice or representative of the NGO 
sector. 

It must be concluded that to date ASINDES has not shown 
itself to be a useful channel for providing technical or other 
advisory information, or a major figure in the public discussion 
of development efforts and approaches. To change that situation 
would require a change in ASIMDESt approach and a substantial 
increase in the resources devoted to public relations and 
information. Such chmges can only come after decisions are 
taken by the Board to give increased importance to this aspect of 
ASINDESt work. It also would require a modification of the 
current approach of PACT which does not include that aspect among 
the major topics of its a2:j.sory sentices. 

6. preparation. Review amd Selection of Sub-Projects 

a. Standards and Procsdures Governina the Emgxam 

One of the first tasks of ASINDES and PACT under the sub- 
projects program was to decide on the structure and procedures 
which would be followed to carry out the program and to describe 
that structure and procedures in written documents to guide both 
ASINDES and the NGOs. By the time of the mid-term evaluation 
that task largely had been completed. The work was done prin- 
cipally by the personnel of PACT--both the Resident Advisor and 
the technical advisors visiting from PACT'S New York office. The 
documents which express the system are: the Code of Ethics, the 
Policies of Financing, the Guide for the Presentation of Project 
Proposals, the Guide for the Internal Processing of Project 
Proposals, the Description of the Role OR the project Selection 



Committee, the Guide for the Preparation of Agreements between 
ASINDES and the NGOo, and tho ~ u i d e  for Monitoring, Evaluation 
and Reporting. 

The Code of E- is a general statement covering all 
persons associated with ASINDES (from members through employaes) 
and the relationships among them and outside persons and institu- 
tions having dealings with ASINDES. It is nod: limited to the 
conduct of the sub-projects program. The content is expressed in 
general admonitions which are familiar to US organizationu. 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 employee 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 failure to meet them. 

The Policies for F i n a n q a  covers both the technical 
assistance and financial assistance programs of ASCTlES. It 
presents the general standards that govern those programs. It 
includes the standards in the Grant Agreement and the Project 
Proposal as described above, and includes some additional detail. 
Re the technical assistance program, the document indicates that 
EINDES will provide such assistance both for the preparation, 
development and monitoring of projects and for technical-admin- 
istrative 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 requfre- 
ment has not been followed. 

Most of the document deals with the standards to be applied 
to the financial assistance program. It does not limit eligible 
participants to the membership of ASINDES, but does require that 
a participant have the same characteristics as do ASINDESP 
members. It i~cludes the possibility of providing financing to 
associations, unions and cooperatives of second or third degxee; 
but does not provide standards for deciding what circumstances 
would justify such financing. (In fact, to date none has been 
made.) The maximum limits for any particular financing nre to 
be: three years, 75 percent of the total cost of the project and 
the equivalent of $24,000 per year for a total of $72,000. This 
was a substantial increase over the amount given in the Project 
Proposal. Under the 1988 agreement with the GOG, .??,SXWES is 
entitled to 6% of the amount provided (4% on reissue of repay- 
ments) and nothing is provided to the NGOs for their administra- 
tive costs. Five percent of the approved amount of each grant 
will be used by ASINDES for i,ts administrative expenses, and 15 
percent of the amount may be used by the NGO for its administra- 
tive expenses. The maximum amount of support for a sub-project 
has been revised to $120,000. 



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 education, 
health or welfare of the benefitting groups; and, preferably, 
will achieve increases in their productivity, employment, and 
income. However, the document does not provide either quantified 
standards or ways to determine whether a proposal meets the 
standards of ''productivity" or will generate sufficient increases 
in employment, income and well-being. Nor does it indicate what 
will de,tennine the size of the financing that will be granted. 
If financing is provided on a loan basis the terms will be 
negotiated individually in each case. (Xn fact, to date all 
financing has been on a grant basis to member NGOs). 

The Guide f o r  the Presentation of Project Pro~osala covers 
the preparation of both Project Profiles and full Project 
Proposals. The Project Profile is a relatively short document 
(no more than five pages) to be presented by an organization 
which is not yet well known to ASPNDES or which proposes a 
particularly new or complicated activity. It describes both the 
organization and the proposed activity and its objectives. If 
the staff of ASINDES finds that the proposed project is likely to 
meet the standards for financing by ASINDES, the NGO is requested 
to submit a formal Project Proposal. This is a document of 
between 20 and 30 double-spaced pages with annexes presenting 
background information concerning the NGO and the proposed 
project. The information concerning the NGO is to cover both its 
legal and financial situation and a description of the NGO's 
other programs and the results which they have had. The informa- 
tion concerning the proposed project is to cover its conceptual- 
ization and preparation; a description of its elements, purposes, 
and target beneficiaries; projections of the outputs to be 
achieved; its implementation methodology; and the systems 
proposed for control and evaluation. The Proposal is to include 
a time-phased workplan and detailed budget for the first year of 
the project and at least summary figures for the amounts which 
will be necessary in the second and third years, should the 
proposal be for a multi-year activity. 

The Guide states that the Proposal should describe how the 
project will achieve "self-sufficiencyu by the end of the support 
from ASINDES (in one part of the document this requirement is 
limited to projects which are to be '@Permanentw, while in another 
part no such limit is incl.uded); and it states that evaluations 
of the projects should compare costs of the resources invested 
with the results achieved. However, the doculnent daes 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 sxplanation of how the proposed pmject 



would strengthen the NGO itself or how the target beneficiarids 
had been involved in deciding on the need for the project and 
preparing its justification. 

The G u i d e u - P L I O C Q 6 L d l n Q O f l c P r O l e c t w  
lists the main steps to be taken (and tho persons responsible for 
those steps) from the initial ccmtact of ASINDES with-the NGO 
expressing interest in receiving project financing to the signing 
of the agreement. The document indicates that ASINDEB ia 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 propos,als; and 
that the final decision on whether or not to finance a proposal 
usually resides with the Project Selection Committee.' Xt 
indicates that in the review process representatives of ASINDES 
normally will visit the NGO and the proposal beneficiaries. 
However, the document does not attempt 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 lists only the major 
steps, and does not have the detail necessary to serve as an 
action flow chart or statement of the responsibifities of 
positions within ASINDES. It does not indicate that the PACT8s 
Resident Representative and the USAID/Guatemala Mission are 
involved in the final approval. 

The Guide for Acrreements between ASINDES and R-ts ot 
Financinq indicates that the Agreements will be signed by the 
Executive Director and President of the Board of ASINDES, by the 
Resident Representative of PACT and the representative of the NGO 
receiving the funds. The text of the Agreement is short, calling 
for a statement of purpose, objectives, the amount of disburse- 
ments to be made and of the reports to be submitted. However, 
more detail is contained in annexes to the Agreements. These 
annexes consist of the project8s budget, a resume of the project 
description and the terms and conditions governing the Agreement. 
The last of these annexes includes clauses common in AID-related 
agreements books and records, access for A8ZP?DES8 monitoring 
personnel, and external audit of its use of the funds. (To date, 
none of these audits has been conducted.) 

The Guide for Monitorb-nu and Eva- 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 
aiid adjustments made in the action plan and implementation 
methodology in response to the problems, a quantified presenta- 
tion of progress toward the objectives and outputs, and an 
analysis of results achieved and any lessons learned. A format 
for the financial report is provided. The guide gives some 
general guidance concerning the questions to be asked in 



evaluating the projects. It dos not provide standards or a 
methodology for analyzing impact or such expectations as 
financial uuskainability and cost affectivsnsws. Mowover, the 
Guide does assert that ASINDES will sponsor workshops and 
seminars for NGOs which will include assintanco on reporting and 
evaluating. Furthamare, the Guide asserts that ASINDES will 
participate In the supamision of the projects both by reviewing 
and responding to the reports from NGOs and through visits by its 
representatives to the sites of the activitien. 

The documants described above are a useful, description of 
the basic structure, the standards and the operation of the sub- 
projects program. The major shortcomings in the documsnts (e.g., 
lack of emphasis on improving the performance and sustainability 
of the NGOs themselvoo and the lack of specificity and guidance 
on the meaning of productive projects, project self-sufficiency 
and cost effectivenless, evaluation standards; and the degree of 
quantification expected) reflect the difficulty of the topics and 
the need for ASINDES and PACT to achieve greater clarity concern- 
ing them. 

However, it does not seem that these documents have been of 
particular utility im 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 
quarter, while the grant program began to operate in the second 
half of 1986. For another, 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 has relied 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 lack 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 br~ader universe of 
potential NGOs in the program, it will be even more important to 
have written guidelines available with sufficient specificity so 
that dficiency and standardization of operations and judgments 
can be achieved. 

c. Volume and Oualitv of Prcmosa\ls 

Maunitude of Effort. By the end of the third quarter of 
1987 (nearly a year and a half into the project period) 61 
Project Profiles requesting $3,086,459 had been presented to 
ASINDES (Sea Attachment 8). Nine of those requests had been 



r~jacted by the staff of ASINDES; 29 wora pending tho presentu- 
tion of a Projwct Proposal; 24 Project Proposals had been 
proeented to ASIWDES, of which 19 had bean proeentod to the 
Project Selection Committea. Of thoae presentad to tha 
~ommittee, ASINDES had approved 15 projects for the equivalent of 
$415,645, of which $361,229 was to coma from the Grant and 
$48,000 from the agreement to be signed with the GOG for tha use 
of counterpart funds. A list of approved projects is given in 
Attachment 9. Subeequently the GOG funds were made available. 
By tho time of this reviuw, s i x  projects had received second year 
funding so that the total. funds actually allocated by ASINDES had 
reached the equivalent of: $435,903 (Seo Attachment 10). 

Thirteen of the 15 approved projects had been preaentad Iby 
members of ASINDES, and one 09 the other two organizations joined 
ASINDES after getting the rlinding. Both large and smal.1 NGOs 
received support. The max lrn period for a grant was two yea;rsf 
and the maximum amount finitre-od 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 considered to be 
one. Three of the NGOs receiving grants had represerltatives on 
the Board of Directors of ASINDES; another NGO with a representa- 
tive on the Board has its proposal under revisiono The time 
which elapsed between tho presentation of a Project Profile and 
the final approval varied fzom 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 approved  project:^, 
two were approved in the last quarter of FY 1986, six in the 
first quarter of FY 1987, three in the second quarter and four in 
the third quarter. 

Given the large number of project proposals still 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 
ASINDESO using the small remaining Grant funds and the GCG funds 
of $740,000. In fact, seven projects utilizing half that lmount 
have been analyzed, with five having been approved and two being 
reworked, and five additional projects to utiiize the remaining 
half are under revision. However, an additional $2 million has 
been approved in principle by USAID and the GOG from the sales 
proceeds of the 1987 Title I Agreement to be avaLlable beginning 
this year. Utilization of all those fun& would imply a rate of 
review and approval during the current budget year over six times 
the rate achieved in 1987; and the utilization- of funding 
well beyond the number of projects currently under review 
ASINDES . 
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Obviounly, ~noating thia challenge would call for both an 
axpanuion of ASIMDESf staff of Projact Analyota and a 
ai~nificantly m o m  efficient uaa of thsir tima, aa well as tho 
uaa of supplamantary consultants. Xt also would imply that 
ASINDESf uub-projects program muet ovarcamo a tendancy to focua 
on t h ~  members of ASINDES. To assist in this offort the maximum 
amount of financing of any single sub-project hae bean raised 
from $72,000 to $220,000. 

Bole of' the Pr0-!8ct An-. Under the ASINDES system tho 
Project Analysts are key 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 NGOa to taka the steps that may be necessary to improve 
the quality of the proposals so that they may be approved, and 
advising the Executive ~irector and the Project Selectian 
Committee concerning the msrits and problems of the  proposal^ 
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 implementa- 
tion of the activities being supported under the program, and 
probably will be the persons representing ASINDES in evaluations 
of those activities. 

Fulfilling the responsibilities of the Project Analysts has 
proven to be difficult. Their productivity has been hindered by 
the factors discussed above and by the need to provide much more 
assistance than anticipated to NGOs to get the proposals in 
condition for review by the Project Selection Committee. The 
lack of specific, written standards for project analysis has 
aggravated the inevitable tension between maintaining profes- 
sional standards of analysis and ASINDES' need to approve grants 
in order to be seen as useful to its members and to generate the 
commissions which help meet its operating expenses. Furthermore, 
only very modest amounts of on-the-job training have been 
provided to the! Project Analysts, in part because the former 
Executive Director did not think it useful to hold joint meetings 
of the staff for that purpose. The Project Analysts express the 
need for additional guidance bath in written form and from 
ASINDESf management. Furthermore, although the Project Analysts 
have visited the operations of all the NGOs and beneficiary 
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 implementation 
of the projects which have been approved. 

Pole of the Project Selection C o r n m u .  The Project 
Selection Committee is performing its function well. Its 
membership is well prepared, of distinction and more dedicated 
than is usual for advisory-type boards. At present the member- 
ship consists of seven persons--two economists, one civil 



onglneer, one agrPculturs anginoor, two administrators, and one 
lawyor/profossor. Thay bring axpertise to tho taystem which 
oth~mvise is not available to ASJNDES. 

The Committeefe msmbare express aatiefaction with their 
efforts, and state that no one within or without ASINDES hael 
tried to influence their judgement outside the procedures set 
forth for tho program. The members do not appeaw to object to 
the ofton late distribution of information about tho projects, 
which gives them less time for review than is called for by 
ASINDES"r0cedures--pr~bably because they are placing great 
reliance on the system of having each project proposal be the 
responnibility of one member of the Comaittee for the purpose of 
analyzing the information. They complain about ASINDESf changing 
the dates of Committee meetings or calling for ftamergencyu 
meetings to consider individual project proposals or even some 
element of a project proposal, since this often means that some 
of the members cannot attend or that they have to disrupt their 
own scheduPea. They agree that tha quality of the work of the 
Projact Analysts and of the Project Proposals has been improving, 
although they still often send back proposals for further 
information or analysis. Indeed, a couple of the members were 
worried that they might be too demanding, considering the nature 
of the NGOs and the projects with which they were dealing, and 
several, expressed concern thct the Project Analysts may be too 
focused on wproductive8t projects . 

The Committee has tried without success to obtain informa- 
tion about the nature of the projects under consideration Gy the 
staff so as to fond 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 experience of the past. Some 
thought that the Cbmnittee members-either as a group or as 
individuals-might be used by ASINDES for other purposes, 
although others were co~~cerned that any such eqansion of 
responsibilities might provide to be too time-consuming for them 
to sustain or might even undermine the objectivity which is the 
essence of their approach to project review. In any event, all 
members of the Committee appear to want to get information 
concerning the implementation of the projects which they have 
approved. 

The acceptance by the Board of ASINDES of the role of the 
Committee, the selection of persons of high caliber to serve on 
that Committee and the way in which the Commitdcee has exercised 
its responsibilities are highlights of the project to date. At 
prdesnt the Committee and its members are unde~r-utilized. They 
are a resource which deserves greater support and use. Their 



poasible participation in prioritizing tho project proposals 
under review by the staff, in evaluating ASINDES8 operations and 
in providing technical assistance to NGQs might be considered. 

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 loading 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 
~irectors and the Resident Representative of PACT. They are not 
subject to analysis by the staff of ASINDES. There are no 
written standards or procedures governing them. 

As of the date of t,hs mid-term evaluation, $3,800 of Grant 
funds had been committed to 16 mini-grants, a,nd all but $932 had 
been disbursed. (In the Grant Agreement's Illustrative Budget, 
$20,000 is shown in support of this aspect of the program.) 
ASINDES used $377 to support ;,,ts own activities. The rest was 
provided to NGOs, one of whicb got three totaling $1,215. Some 
were used for staff training. ASINDES should be able to reach 
the Project's output goal of 20 mini-grants. However, the 
extension of the PACT Grant has added an additional $10,000 per 
year to this amount. 

The fund has received some adverse comment. Several 
recipients commented that they had been encouraged by ASINDES to 
apply for these mini-grants so that the fund wou1.d be utilized. 
There was considerable criticism of the largest mini-grant 
because it was made to a US NGO with substantial resources of its 
own. The staff of ASINDES appears to be skeptical of the fund's 
utility and of tho way in which it has been handled. It would be 
better to have some written standards to govern the use of the 
fund . 

ASINDES does have requirements for the monitoring of the 
sub-projects which it finances. The sponsoring NGOs submit 
periodic reports on progress arid problems, and the project staff 
is charged with reviewing those reports and alerting management 
to any problems which need attention. Furthermore, the system 
calls for the project staff to make periodic visits to activities 
being supported by ASINDES. The problem has been that the staff 
has not been able to carry out those visits with the frequency 
required. This has been due to several factors: the project 
staff has usually not been at full strength; transportation for 
field visits often has not been available; the dispute concerning 
the level of travel expenses to be reimbursed led to staff 
resistance to making trips; the overriding emphasis has been on 
reviewing and approving projects and the staff has devoted large 



amounts of time to improving proposals so that they could be 
financed. Furthermore, neither members of the Board nor the 
Executive Director have made field visits to review *the activ- 
ities. 

ASINDES recognizes that tho monitoring system needs to be 
improved. It will be difficult to do so until tho project staff 
is all on board, a new vehicle is obtained and the travel expenae 
issue is resolved,. Monitoring also would be helped by ASINDES 
further clarifying its expectations concerning the standards 
which are to be m,et by productive project5 and the respon- 
sibilities of NGOs to assure repayments under the revolving 
funds . 

Prior to the existence of the USAID/G Grant to PACT, ASINDES 
received assistance from the Inter-American Foundation (IAF!. 
Since the making of the Grant in 1986, PACT has become the 
principal source of external assistance to ASINDES. 

Private A'gencies Collaborating Together (PACT) is an 
international consortium of non-governmental, voluntary associa- 
tions working in developing countries. Founded in 1971, PACT now 
has 26 members of which seven are non-US organizations indigenous 
to the "hird world, Of those seven, three are consortia of local 
development orgznizations. PACT'S main purposes are to: (a) 
strengthen the management capabil.ities of its membership; (b) 
encourage collaboration among non-governmental agencies involved 
in devlopment 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 
sponsoring 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 AID. 

-stance from P A a .  PACT has a dual role under this 
project. One is the traditianal one of providing advice and 
assistance to ASINDES end its programs. The other is to super- 
vise the use of the funds provided to PACT under the Grant and to 
be responsible to AID for the conduct of the programs being 
supported by those funds. The latter role arose from the 
particular circumstances of this project--the relative weakr:ess 
of ASINDES as an institution, the desire of USAID/Guatemala to 
minimize its own supervisory burden and the acknowledged exper- 
tise of PACT in working with consortia of NGOs. As a result of 
these factors, ASINDES was not offered a choice of institutions 



to asaist it; but rather it was presented with a package of 
support which included PACT and PACTfs approach. This wua 
particul.ar1y annoying to ASINDES because it was not convincad 
that it neaded the assistance and hod pointed out that previous 
financial assistance from IAF had been handled without ~ u c h  help. 
As a result, the situation gave ammunition to those wlehin the 
NGO membership of ASINDES who were against ausociatian with AID 
ko argue that AID was imposing PACT on ASINDES; and it gave thoas 
within ASINDES who might resist PACTfs advice the opportunity 
more easily to stir up suspicion and resentment of PACT. (For 
instance, the fact that PACTfs origical survey of the capability 
af NGOs and NGO consortia in Guatemala was so critical of ASINDES 
and that PACT was seeking to obtain its own legal personality in 
Guatemala were cited as proof that PACT wanted to destroy ASINDES 
and take ovcc the AID funds for its own direct use.) Further- 
more, the May 1986 agreement between ASINDES and PACT did not 
make clear who was ta control the use of the funds, and there was 
no written agreement. between ASINDES and AID to clarify that and 
other aspects of PACT s role. 

Thus PACT undertook its responsibilities under adverse 
circumstances. M?on the Resident Advisor arrived in Guatemala in 
July of 1986 he f:wnd, in addition to ASINDESf being in a state 
of internal crisis because of tension between the Board and the 
Executive Director and among the membership over the Boardfs 
decision to accept the AID assistance, that the members of the 
Board had not studied the Grant Agreement; and that they did not 
really understand the nature and purpose of the project. The 
Board expected to be able to provide grant funds to the member- 
ship 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 task of 
PACTfs Resident Advisor was to inform the Board and the staff 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 changes (e.g., additional 
personnel, new procedures) necessary to carry that program 
forward. This task was further complicated by the failure of the 
Resident Representative and the Lnen Executive Director of 
ASINDES to maintain a smooth wo'cking relationship and by the 
tensions that existed between ths Executive Director and some 
members of ASINDESf staffv This tension contributed ta the low 
productivity of the staff, which in turn placed pressure on the 
Resident Representative to become more deeply involved in actual 
operations to reinforce the work of the staff, which in turn 
troubled the Executive Director. 

PACTfs efforts proceeded through fairly constant rough water 
and challenges. The withdrawal from ASINDES of the members most 
critical of its association with AID and the election and 
installation of the new Board (only two of whose members were 



holdovers from the previous Board) offered tho opportunity for a 
"new beginningu while it required that a new set of persons ba 
educated concerning the ncope and purpose of the project. This 
was followed in a few months by the need to deal with AID8s 
decision not to plan for the use of additional dollar funds for 
the sub-projects program after the completion of the current 
Grant but rather to encourage ASINDES to €leek funds for that 
program from the GOG, and with the COG'S resistance to providhg 
such funds to ASINDES. 

By May 1987 the situation had reached an unwually high 
level of tension, with the Executive Director and some members of 
the Board seeking to have PACT removed from the Projact or at 
least to establish direct relations between ASINDES and USAID/G. 
The Mission's decision not to accept such a direct relationship 
and PACT8s decision to be somewhat less assertive in seeking to 
achieve modifications to ASINDES8 operations led to some relaxa- 
tion of the tension. However, it was not until a couple of key 
staff members had left ASINDES and until the Board and the 
~xecutive Director had come to the fundamental disagreement 
causing the latter to resign that the Board came to see the 
utility of PACT8s assistance and, in 2articular, of the Resident 
Advisor. 

By the time of the mid-term evaluation, moat 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 
ASINDES. There is still some fear by ASINDES8 members that PACT 
will try to dominate ASINDES. 

Looking back at what happened during the first year and a 
half of the pruject, it is easy to conclude that more progress 
would have been made had there been a better understanding 
between PACT and ASINDES and better working relationships between 
their respective personnel. One could say that USAXD/G should 
have made greater efforts from the very beginning to be sure that 
ASINDES, and especially its Board, knew what the components of 
the project were and what was expected of ASINDES; and that PACT 
should have spent more time on cultivating its relationship with 
the members of the Board and been more relaxed in its demands for 
change and prosress under the project. However, that would be 
hindsight; and it would igncre that both AIQ8s and ASINDES8 
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. Indeed, 
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. Still, during the process of 
extending the PACT Grant for two years, the Board spoke with the 



management of USAID/G tc express its concern with the overhead 
costs of PACT. That direct contact between the two managements 
was crucial to getting ASINDES' acceptance of those coats. For 
his part, the Resident Reprasentative of PACT ham stepped back 
from any active) role in operations and tried to remain an 
advisor. 

While there appears now to be a universal acceptance of the 
worth of PACT'I~ Resident Advisor ta the project, there were still 
some doubts expressed concerning the utility of tho visits from 
P A C T S  personnel in New York. These visits occurred monthly from 
July of 1986 through February of 1987 and then again in May, 
June, August and October 1987. One visit wcs made by the 
Executive Director of PACT and another by the member of PACT'S 
management who had b?en in charge of preparing the original 
proposal. The rest of the visits were by two PACT staff persons 
(one an employee and the other a consulthnt:) 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 act.ivities, but there was comment that the 
other visits might have been too short to be i.seful and too 
frequent to be cost effective. PACT is now taking into account 
the need for ASINDES to understand the purpose of each visit 
proposed, and to perceive results of each such visit. However, 
the Board as a body has not organized itself to mest with these 
visitors; rather it has let that contact be managed by the 
Executive Director. 

C .  PROGRAM--NATURE AND EFFECTIVENESS OF PROGRAM__ 

1. Pe~resentation and Coordination of NGO Seem 

As indicated in B.1. above, ASINDESb relationship with its 
members was fairly agitated during the early stages of the USAID 
project. With the departure of the NGOs which were most critical 
of the evolution of ASXMDES and its association with AID the 
relationship among the members has been smoother. However, as a 
member organization of NGOs with fairly strong opinions, ASINDES 
and its Board continue to be concerned with how the members will' 
view the program decisions which they taka. This probably 
restricts the organization's capacity for taking major actions in 
a prompt manner, and contributes to the Board's tendency to keep 
a close rein on the administrative decisions of the staff. 

The member NGOs generally appear to have a favorable opinion 
of ASINDES, although there are serious critics of it as well. 
The presence and functioning of the Project Selection Committee 
has contributed to the favorable opdnion held by most members, 
since it appears to support the impartial treatment of their 
requests for financial support. The criticisms which are most 



often hsard from mcsmber NGOe are that the staff of ASXNDES does 
not respond aa rapidly on routine matters (e.g. answering mail) 
as it should, and that the organization has noaL prcrvided the 
amaunt of financing which ia needed. 

ASINDES has not had significant contacts with non-member 
NGCls. Almost all its financial assistance has been to member 
NGOs, and it has not undertaken a campaign to attract new 
members. Furthermore, us indicated above, ASINDES has not 
undertaken publicity aimed at making its programs widely known, 
nor has it tried to bscome a spokesman for NGOs or even a forum 
for' a discussion of the problems of the NGO sector in general. 

As mentioned previously, for some time there had been 
tension between the GOG and many of the NGOs operating in the 
countzy. Indeed, tihe very formation of ASINDES was largely aimed 
at strengthening the voice of NGOs in thair demands to the GOG 
for better treatment and protection from violence. However, the 
circu~mstances facing ASINDES and its members have changed quite 
substantially since its Pounding. First, the unsettled and often 
violent conditions in the rural areas became less unsettled and 
violent as the GOG was able to prevail against the armed opposi- 
tion in most areas. Se!cand, the attitude of the GOG toward NGOs 
became less suspicious as it gained confidence from its successes 
against the armed opposition; and it became particularly positive 
after the election of a civi1,ian adninistration in late 1985 
when, at least in theory, the political level of the GOG under- 
took to support the work of NGOs. Third, AID 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 their purposes and plans which would be 
necessary to seize the opportunities. Unfortunately, there was 
no unity of criteria among the members as to how closely to seek 
guidance from the GOG or concerning the wisdom of seeking 
financial support from the GOG (and AID); and the tensions 
created by this issue led to the resignation of some members from 
ASINDES . 

Members of the Board still urge caution in seeking closer 
relationships with the GOG. In any event, today ASINDES is 
seeking a closer relationshj.p 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 
lifev made particularly stark by the likelihood that USAID/ 
Guatemala would not be willing to provide additional dollar 
funding for sub-projects with NGOs after the utilization of the 
Grant lEunds. With AID encouragement, ASINDES and the GOG entered 
negotiations over the possible use by ASINDES of counterpart 



funds, generated undor a FY 1986 Economic Support Fund agreement 
for balance of payments support from AXD, which are owned by the 
GOG but subject to joint programming with USAID/G. ASINDES and 
the Ministry of Finance (MOF) agreed in June 1988 that the GOG 
will make a grant of two million g u e t z & ~  (approximately 
$741,000) to ASINDES. The funds are to be used 50% for grants to 
NGOs for productive projects, 40% for <(rants to NGOs for economic 
and social investment in rural areas and 10% for administrative 
activities and training of the beneficiary groups. The benefit- 
ting NGOs would have to contribute at 25% of the coat of 
any project. The funds Prom the GOG would be subject to the same 
aparovaJ. and implementation process as that followed with the AID 
Grant funds, except that the MOF rather than USAID/G would have 
the right to object or to question proposed grants, and reports 
would be made to the MOF rather than to AID. 

During the course of the negotiation of the agreement 
several issues arose. One was whether ASINDES could assume 
approval of the GOG for any proposed project with an NGO if the 
MOF failed to make objection within 15 days of having received 
notice from ASINDES of the intended project. Another was the 
length of time during which ASINDES would be responsible to the 
GOG for its use of the funds. Although this aspect was not be 
clarified in the formal agreement, a later Letter of 
Understanding between ASINDES and the GOG limited that respon- 
sibility to four years. It is not clear to what extent the 
activities of the MOF were the result of second thoughts on the 
part of MOF officials 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 (CNR), which would prefer to use the counterpart 
budget resources for their own programs or at least for NGOs on 
its own terms. That ASINDES and the GOG reached agreement at all 
reflects both the efforts of ASINDES and the willingness of 
USAID/G to encourage the GOG to reach such an agreement. Perhaps 
the potentially most troublesome aspect of the operations of the 
GOG is the attitude of the CNR which appears to see ASINDES as a 
competitor to its programs. USAID/G may have to assist ASINDES 
in dealing with this problem in the future. 

2. Financial Support for NGOs 

mrce~tions of Part-tins N . . GOs 

The great majority of the comments received from ths 
personnel of NGOs participating in the sub-projects program were 
quite positive. This is somewhat unusual for a program, and 
especially for one with the background situation described in 
part A above. The idea that all member NGOs were entitled to 



some support seom~d to be rather generally held, with the idea of 
prioritization of proposals by 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 turned down, i%lLh~ugh there ware expressions 
of doubt khat it was advisable for ASINDES to force the NGOs to 
structure their proposals ta be Mproductivdfl when in fact the 
NGOs8 activities had been, and 1,argoly would continue to be, more 
social in purpose. There vere, of course, complaints about the 
time it took for the review process to be completed and a few 
objections to the fact that ASINDES did not provide the total 
amount of resources requested. However, there was almost no 
assertion that the information wlhich ASINDES sought in order to 
conduct its review was not necessary or appropriate, and there 
appeared to he a recognition thak the staff of ASINDES usually 
was helpful. (There were a few-surprisingly few--comments that 
ASINDES8 personnel should be more sensitive to the differences 
among the capabilities and approaches of the NGOs.) Perhaps the 
strongest complaint was that ASXNDES w a ~  slow in res~ondina to 
ordinary matters--anawering letters, returning phone- calls; 
providing information about its own intentions. 

b. Under the Sub - 
Since ASINDES began receiving proposals only daring the last 

quarter of 1986 and grants were not made until 1987, there has 
been little time for there to be any evidence of impact of the 
pro3ects being supported. Even then, an analysis of the actwil 
operation of the activities underway would have taken more time 
than was made available to the evaluator. However, some tenta- 
tive observations may be made based on the review of the project 
files and conversations with the personnel of ASINDES 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. As stated above, 61 proposals have been received; but 
many of them were either not consistent with the criteria of the 
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 analyzing the NGOs' needs for assistance in 
improving their own operations. 

( 2 )  The degree of assistance and the amount of 
analysis conducted during the reviews of the proposals varied 
widely. The differences Ere accounted for in part by the 
differing nature of the proposals, but in ptart are due to 
pressures brought to bear on the staff by the management of 
ASINDES. (In at least one instance a project was sent forward 



without any acconpanying analyuis by the staff because management 
wanted to expedite it). 

( 3 )  The projects which were approved covered a 
variety of geographic areas and types of activities. The 
beneficiaries wer'e of the type the Grant seeks to help. 

( 4 )  Usual1.y the projects continued the types of 
activitien the NGOs were engaged in already, and they often 
provided Zunds far projects already undertaken. Most projects 
had been presented aa being llproductive.lt However, only six 
incorporated the use of a revolving loan fund administered for 
the benefitting community, and none involved loans from ASINDES 
to the NGO or from the NGO to 2he benefitting groups. Perhaps as 
a consequence, the dlavor of social work remains high and 
financial discipline secondary. The program will not become 
self-sustaining. 

( 5 )  The proposals did not place much ntress on 
the effect the projects would have on the NGOs themselves. 
Despite the time spent by ASINDES' staff on analyzing the 
institutional needs of the NGOs, apart from providing funds to 
the NGOs to hire people and to pay on-going expenses during the 
periods of the projects, it usually is not clear how the projects 
are to lqad to strengthened NGOs. In some cases, NGOs did seem 
to modify their attitudes towards the utility of "productivew 
projects; and in some cases, the Project Selection Committee 
(usually following the suggestions of the Project Analysts) 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 NGOs. Certainly, more remains to be done on 
this aspect of the program. 

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

(7) The proposals and ASINDES' analyses of them 
seldom presented concrete projections of economic and social 
impact, analyses of the cost-benefit ratios of the proposed 
activities or evidence that the activities would be financially 
and administratively self-sustaining by the conclusion sf the 
grant period. 

In view of these observations, it would seem important for 
ASINDES to achieve greater clarity on what are its expectations 
of "productivew projects and for institutional improvements with 
NGOs and to provide the Project Analysts with additional guidance 
on the standards to 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 



bunaficiariss. Tha program should be coordinatad with a revjtol- 
ized tachnical assistance program. 

Under PACT8s proposal and the Grant Agreement the provision 
of training and technical assistance to NGOs was to be an 
important: part of the program. The Grant Agreement included 
projected outputs of "fiva workshops and/or special events per 
year, avl part of a regular technical assistance program to 
strengthen at least 100 employeee of approximately 30 PVOo." 

Up to the time when the mid-tern evaluation was conducted, 
four events (three seminars and a forum total-ing 18 dmya) had 
been held which were attended by 146 persons associatced with 
different NGOs. (A list of the events, their dates and the 
number of NGO attendees is given in Attachment 11). The major 
topics covered by the events wero networking, fund raising, 
project formulation and project supervision. However, there has 
been no follow-up by .ASINDES with the attendees of the events to 
determine what impact they may have had. It is doubtful that 
these events are having much impact in lvstr&ngtheningm the 
attendees. Among the persons interviewed in the conduct of the 
evaluation, there seemed to be a general conclusion that the 
events were either too general 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 forum on networking. The opportunity to exchange experiences 
and ideas among themselves and to meet representatives of 
potential funding organizations from outside Guatemala appears to 
have been appreciated by most of the NGO attendees, although 
there were some who were disappointed that the representatives of 
those fundlng organizations did not come prepared to agree to 
funding a-rrangemants, while others objected to what they saw as 
the domination of the forum by persons from outside Guatemala. 
There also was criticism from the GOG that its representatives 
had not been included. 

More impartant than the number of technical assistance 
events which have ben held is the question of the appropriateness 
of the approach to providing technical assistance which those 
events express. The approach in PACT'S proposal and in the dis- 
cussions which it had with ASINDES was that an inventory of NGO 
training and technical assistance needs 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 par- 
ticular technical assistance would be appropriate for them. The 
technical assistance and training plan was to reflect the results 
of that preparatory work, and was to consist of both: (i) events 
open to the general NGO community or groupings of NGOs by type, 



size, location or naturo of program, and (ii) support tailorad to 
tho neads of! individual NGOa. However, tho Grant budget includod 
as an appropriated lina item only $20,000 for 10 workehope. 
Other types of technical aseistance would havo to be provided by 
the budget categories supporting ASINDEBP eub-project operations. 

In fact, the approach suggested by PACT has not been 
followed. The J,nvantory was not canduatad, and the two attempts 
to conduct the diagnostic reviews uf individual NGOs (one by 
using a consultant and one by using the then Coordinator for 
Technical Aaaistance) were met by resistance on the part of the 
NGOs themselves, who apparently feared that the results could be 
used against than either in response to their requests for 
financial assistmce or through the tarnishing of their reputa- 
tl.ons with the general public. In addition, there appears to be 
considerable disagreement among persons associated with the 
program as to tho value of each of the major approaches. 
Advocates of technical assistance targeted on individual NGOR 
assert that the use of general events leads nowhere because there 
is no follow-up assistance to NGOs, in carrying out the 
approaches discussed at the events. Advacates of the use of 
general events assert that technical assistance geared to 
individual NGOs is too cost1.y and engenders such resistance by 
the NGOs as to be impractical. Some members want ASINDES to 
place mare emphasis on providing scholarships for personnel of 
the NGOs while others would have ASINDES place emphasis on having 
experts (whether employees or consultants) available to assist 
NGOs at their request. The difficulties of the technical 
assistance program were further aggravated by the fact that the 
position of Coordinator of Technical Assistance was filled for 
less than six months, and that during even that time the lack of 
rapport between the Executive Director and the person in the 
position prevented his effective use and led to the already 
burdened Project Analysts being used to conduct the tschnical 
assistance activities. 

Steps have been taken in the recent past to address this 
situation. A person was hired by ASINDES to be the Technical 
Assistance and Training Coordinator. The extension of the PACT 
Grant included funds for an additional 20 formal trahing events 
for the personnel of NGOs with an average of 20 attendees per 
event. A general framework for future training events has bsrcn 
prepared. A decision in principle has been taken to organize the 
program sectorally, beginning with the health sector in which 
many of ASINDES' members are active, and ASINDES is planning to 
hire sector coordinators for its staff. ASINDES has under review 
three proposals from organizations to assist in conducting 
surveys of the needs of NGOs for technical assistance and in 
preparing a program to meet them. However, these efforts have 
not yet borne fruit, and the burden of providing technical 
assistance to the NGOs remains on the Project Analysts, Further- 
more, the idea of conducting diagnostic reviews of the needs of 



individual NGOa hae boen abandoned for tho toraaosabla futuro, 
with tho Implication that tho tachnical asaistanao program will 
be run ontiroly through ganazal couruaa and through the actions 
of ASINDES' project staff in asniatfng NGOa to prepare thair 
project propoaale. Thua, dovising a strategy for tha provieion 
of tachnical assietanca and an implemuntation plan for that 
stratogy continues to ba of high priority for ASINDES and PACT, 
Unfortunat~ly, the amount of funds included in the PACT grant for 
this purpose is quite modest, and no other source of funds for 
technical assistance and training for the NGOs ie available undor 
ASINDES' current budget. 

The main purpose of USAID/G in making its Grant to PACT in 
support of ASINDES was to strengthen ASfNDES so that it could be 
a channel for AID and others to provide financial and technical 
support for NGOs operating in Guatemala. USAID/G was interested 
in the existence of such a channel because it did not believe 
that it could support the administrative burden involved in 
expanding its support for NGOs on the basis of direct grants to 
them. However, it did not want the organization to he dependent 
indefinitely on AID for its funding and its operations, and thus 
it encouraged ASINDES to seek financial support elsewhere and to 
move toward more self-financing of its programs. USAID/G did not 
have as a major purpose the creation of an organization which 
would seek to coordinate the activities of the NGOs active in 
Guatemala or to be their spokesman to the GOG and the public in 
general. However, in choosing to work with a membership organ- 
ization, UGAID was aware that ASINDES had purposes beyond that of 
providing a channel for the funding of sub-projects. 

ASINDES has made substantial progress in meeting the basic 
AID objective of becoming an organization which can administer a 
program of sub-projects for activities of NGOs in Guatemala. The 
sub-project funds in the original grant to PACT have been 
utilized fully, and ASINDES has begun to utilize the counterpart 
funds from the GOG. The weaknesses and problems facing ASINDES' 
work with the NGOs and the prospects for its become self-sustain- 
ing are described in various parts of this report. While action 
is needed on those problems, it is clear that the USAICD/G now has 
a channel for assisting NGOs which relieves it of a sizeable 
administrative burden. 

a. USAID R e w o n s  with NGOs A ~ a r t  from ASINDa 

USAID/G maintains direct funding relationships with NGOs 
apart from the program with ASINDES. These relationships are 
with both the traditional US PVOs (e.g., CARE and CRS) and with 



soma Guat@mal.nn NGOd ( e  . g ,  , MCRR) . 0 t h ~  NGOu would liko to havo 
diroct funding ralationahipa with the Mimion aa wall. 

UYAZD/G ha@ not adopted a policy of raferring all rsquaete 
far funding from NGOa to ABINDES nor standards for d~cidint~ which 
rayuasta it will accept for diract funding and which it wj.11 not. 
Thia situation may be detrimantal to ASINDES, since aa long as 
the Mission will. adcopt requests for assir~tanca directly from 
NGOs t h e m  will be lea@ reaeon for those NCOs, to join ASINDES. 
Thin will be particularly true of tho larger NGOs which may see 
little advantage1 to thsmselvaa in belonging to ASIYDES in any 
event, and think: that thsir very siza and importur~ce give them a 
botter chance of forgins or maintaining a direct relationship 
with the Mission. Howsvor, there are sevsral arguments against 
forcing all funding by the Misaion for NGOa to be proceesed and 
managed through ASINDES. First, important NGOB would resist it. 
Second, strictly appliad, the policy could limit the flexibility 
of the Mission in supporting activities which might be inappro- 
priate for ASINDES. Third, in the near term, ASINDES probably 
would not be able to handle the analytical and supervisory 
requirements of large NGO activitiss. Lastly, it may be more 
costly and difficult for the Mission to finance a further 
expansion and improvement in the institutional capability of 
ASINDES than to contract itself for the fservices of persons able 
to process and supervise the NGO activities. However, in 
assessing the validity of this last argument it should be pointed 
out that ASINDES could contract personnel in the short run with 
AID funds to meet the demands, and probably could do so at less 
cost than could the Mission. Furthermore, over the longer run, a 
successful effort would result in an institution able to finance 
its own analytical and supervisory efforts. Whatever the proper 
balance is, offices of the USAIDPG, apart from the Program Office 
which had been administering this Project, were not aware of any 
Mission policy to seek Zo channel all support of NGOs through 
ASINDES; and, indeed, most of the projects in the Mission's 
portfolio which involve NGOs do involve ASINDES, 

The concerns which need to be considered by thtr Mission in 
deciding what policy to follow on this question are broader than 
those involved in the Srojeet, and are bleyond the scope of this 
review. However, in reaching a decision the Misniort must be 
careful to take into account the level of capability which 
ASZNDES may have reached, and the extent to which ASINDESf 
program focus will accommodate all the types of NGO activities 
which the Mission wishes to support. 

During the last six months USAID/G has considered using 
ASINDES as an implementing agent under several of its projects. 
In the case of the implementation of a health services pxoject, 
the Mission decided to use an NGO which is not a memher sf 



ASINDES, since i t  doubtod that ASZNDES had achievad the capacity 
to administex the funda involved. The Misdon camn to tho salna 
conclusion concorning a small enterpriee dcive:lopment program 
under preparation. Only in o m  case has USAXD/G turned to 
ASINDES to administer a project for it. This Wac the fund 
created to provide small grants to community-level projects 
designed by returning participants under the MissionOe training 
program, and that was undeztaken because of tha preaence and 
involvement sf the PACT resident repreeentative. The Mission's 
original intsntion was +o restrict eligibility to the members of 
the Association of Ret~.,ned Partic!ipants, but ASINDES rsfusod to 
participate unless its own mambere alsa vere eligible to par- 
ticipate. Although the implemantation of this program is in its 
very early stages, and thus it is too saon to judge its impact, 
it would seem that this use of ASINDES is not clearly beneficial 
to its institutional growth or compatible with the focus which 
ASINDESO m,ain program was taking. Thus, the program may prove to 
be a distraction to ASINDESO work. The Mission will need to keep 
watch over that possibi.'.ity. 

2 .  m d a t e n e s s  and Effectiveness of AID'S Guidasz - 
Responsibility within USAID/G for the conduct of the Grant 

was with the Program Office until very recently, when that 
responsibi1,ity (and the professional Guatemalan employee who is 
in charge of the activity) was transferred to the Private Sector 
Division. Tha Mission provided guidance and monitoring through 
the review of the sub-projects which had been approved by ASINDES 
for funding wlth Grant funds and by the review of the reports 
submitted to the Mission by ASINDES and PACT. Mission personnel 
did w t  attend meetings of the Board of ASINDES, and only 
occas~onally vl. ..,,;.ted ASINDES' offices and the NGO projects which 
ASINDES was assisting. On the ether hand, the Mission had 
frequent and informal contact with the resident PACT representa- 
tive, and had contacts throughout the NGO community which enabled 
it to obtain feedback on views held about ASINDES. 

The P,?CT proposal had stated that there would be semi-annual 
financial reports and &nnual reports summarizing major activities 
and progress on projects already funded, as well as on the impact 
of the technical assistance program. However, during tne first 
year and a half of the project those reports had not been 
prepared. The basic reporting mechanism being used is the 
quarterly report. These reports were largely descriptive of 
events rather tnan problem oriented. Reactions or feedback to 
them by the Mission seams to have been low key and informal. 
There were no regularly scheduled review sessions with ASINDES; 
and the MissionOs review of the sub-projects which were approved 
was used to do.,lble check ASIMDES' conformity with the eligibility 
criteria and not used to influence the nature or quality of the 
ajtivities being supported. Under the Agreement between the GOG 



and ASIINDES, the GOG, not AID, will review tho sub-projects 
approvsd and will receive tho status reports. 

This relatively paasive approach to monitoring the Grant is 
conaimtent with the underlying purpose of the Misslon -- i.e., to 
reducre the staff time which needs to be devoted to tho support of 
NGO activities. However, it probably contributed to the build- 
up CE tension among the Board, the PACT representative and the 
former Executive Director and to the lack of clarity as to what 
are t,he Mission's expectations concerning the degree of focus 
which ASINDES i a  to have on productive projects and the use of 
revol.ving loan funds, the importance of training and techni,cal 
assistance to NGOs in comparison to the provision of financing 
for sub-projects, and the likelihood of additional dollar 
financing for ASINDES. 

Many of these topics, in fact, involve important issues of 
Mission policy. Thus, their resolution or their explanation 
might best be accomplished by Mission management rather than at 
the Project Manager level. So that the system not be too 
demanding of the time of Mission management, consideration might 
be given to the scheduling of periodic review sessions by the 
Board and representatives of the ~ission's management as a way to 
deal with such important aspects before they become crises or the 
sourctr of friction or misunderstanding. The recent handling of 
the problems that arose in the negotiation of the extension of 
the Grant to PACT would seem to illustrate the advantage of the 
involvement of management in the resolution of major questions. 

publicitv for AXD 

The USG in general, and AID in particular, are not receiving 
the recognition that normally is given to them from the use of 
AID 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 AID was 
the source of the funds which came from PACT. There were no 
signs or any evidence of publicity acknowledging the role of AID. 

This situation may be desirable. As discussed previously, 
some members of ASINDES have been suspicious of the motives of 
AID or, even if not suspicious themselves, concerned that others, 
including funding sources would be troubled by ASINDES and its 
members receiving so much assistance from the USG. The issue 
probzbly has become somewhat less acute as ASINDES and ita 
members have become accustomed to the use of AID dollar and 
AID/GOG counterpart resources. However, the issue is not dead. 
On the other hand, since those most likely to object to the 
involvement with the USG have left ASINDES and since much LP the 
fear of USG programs probably arises from inaccurate perceptions - 

held by persons who have not had connection with them, increasing 
the general awareness of AID'S role would not necessarily 



exacerbate the issua. This Grant program would appear to offer a 
good opportunity to demonstrate to skeptics that the USG is 
intarssted in development and willing to support private offorts 
not related to tho commercial intereat of! kt6 own citizens, The 
opportunity is not being testad, much less realized. 



Attachment 1 

SUMMARY OP MAJOR RECOMMENDATION,", 

The following are the major recommendations of the mid-term 
evaluation of November-Deceaber, 1987. 

1, The Board of Director should formulate a statement of mid- 
term (five-year 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 established, 
the Board should prepare a plan for reaching those goals which 
inclv?,es the major steps to be taken and which takes into account 
the revenues expected, and staffing and support requirements for 
carrying out the plan. The Board should consider using both the 
staff of ASINDES and contracted persons (such as members of the 
Project Selection Committee) to assist in this effort. PACT8s 
experience with consortia and its contacts with external experts 
should be utilized. 

3 .  The Board should take immediate steps to recruit a qualified 
person to fill the positions of Executive Director 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 too broad and 
demanding to be met effectively by one person. Since particclar 
attention needs to be paid to improving ASINDES8 planning, 
programming, monitoring and evaluation capabilities, such a new 
position might be focused on those functions. 

4 .  Thc Executive Director should give priority attentic.. to 
determining the staff needs for meeting an expanded grar: >: ., and 
technical assistance program. The determination should tdke into 
account the possibility of using contract services for 
specialized skills necessary and for meeting peak workloads in 
the review of proposals. 



5. ASIMDES should C O R U ~ ~ S S ~ O ~  an outside zrtudy of the 
requirements of a1.L its positions, of the salaries which ace 
necessary to compenaate persons having the requisite 
qualifications, and of the qualifications of the current 
occupants of those positions. Tho 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 tho 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 guidance on reimbursement for travel and other 
business expenses incurred by employees. 

7, The Board should adopt a plan for the supervision of tho  
work of the staff of ASINDES which does not involve its own 
members in operations or require their pre-approval of oreinary 
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 Executive Director, utilizing assistance from PACT, 
should prepaze further guidance for the Project Analysts for 
their work in analyzing the project prcposals. 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 likely to be self-sustaining. The guidance 
should clarify t h s  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 emphasjea to the st~ff, 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 Boacd receive 
periodic and current statements of tho status of ASINDES' 
financia,l affairs. He should consider recruiting a qu'alified 
financial analyst to work on the review of proposals under the 
grants program and on the needs and trends of ASINnES' own 
financial situaticn. 

11. An external audit should be conducted of ASINDES' 
operations from the beginning of the Grant and at least 



annually thoreaf ter. ASINDES should contract for the) servi,cou 
of an external auditpr to revisw the utilization of eunds under 
the grants prog;:em. 

12. Tho Executive Directoz shou:ld supply the member8 of the 
Project Selection Committee with copies of the periodic reports 
on the implementation of projects which it approved end 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 Selection Committee, Possibilities include serving on 
special commissions to analyze pxjblems, participation in 
planning for fund raising and conducting evaluations. 

14. ASINDES should not undertake a maior. Zund raising effort 
with new potential donars before it completes the analytical 
steps mentioned in 1. end 2. above or befare it prepares a 
strategy for such fund raising both within and outside 
Guatemala. However, preparation for the effort should begin as 
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. 

1 5 .  ASIMDES should conduct an internal review of the 
accomplishnients 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" projects, 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 ,<he 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. 



1. The Resident Representative should glace increanad 
attontion on keeping the membera of the Board of Directors 
informedl of his activitie:;r and his views of the status of the 
project. If the Board will ayroe, he should attend at laeast a 
portion of each regular meeting of the Board to give it a 
* eport. 

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 oE 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. 

4. PACT should sponsor a discussion with ASINDES' staff and 
Board of the pros and cons of va'rious 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 applroach of the current Grant and to prepare a 
plan for giving greater emphasis to this aspect of the program. 

5, ?ACT should prepare a plan for the systematic training of 
ASINDES' staff once ASINDES has completed the ?ctions suggested 
in A. 3 , ,  and 4. sbve. The plan should include both 
on-the- j,ob instruction and short observations trips. (Pt is 
assumed that the persons will already have the basic 
qualifications r,equired by the positions.) 

1. Ths Mission should increase che frequency of its contacts 
with the Board of ASINDES in order to avoid misunderstaridinga 
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 Mission's plans for providing additional 
resources to the project either directly or through joint 
programming with the GOG. 



3. The Mission t~hould give an extension of the time Eor tho 
occomplSshment of! the purposes a£ the grant; and provide1 
additional resourc:es to continue PACT'S assistance for at least 
an additional year. If ASINDES shows determination to meet the 
problems and challenges discuased 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 "productivew projects and on the 
strengthening of the sponsoring NGOs. 

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

6. The agreement between PACT and USAID/Guatemala should be 
modified to include a description of the end of project status 
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 agreed. The description should include 
actions to be taken in response to the recommendatio~s of this 
evaluation. The Mission should consider having ASIPU'CES cosign 
that agreement. 



Attachment 2 

PERSONS INTERVIEWED BY JOHN R. OLESON 

Mr. Richard J. Burke, Progxum Officer 
Mr. Thomas Kellerman, Deputy Program Of f!icer 
Mr. Roberto Pardorno, Assistant Program Ofzicer 
Mr. Trujillo, Division of Agriculture 
Mr. John Maasey, Division of Human Rssources 

MAds'trv of 1 ,' G9! 
* 

Ms. Liliana de Garcia, Division of External Relatiom 

Mr. Thomas R. Byrne, Excutive Director 
Mr. James OfBrien, Development Fund Director 
Mr. Daniel Santo Bietro, Regional Representative for 

Latin American 
Mr. Loren Finnel, Consultant 
Mr. Arthur Sist, Resident Representative 

Employees cf the Asociacion de 1nstitucion.e~ de Deearrollo 
y Servicio de Guatemala (ASINDES) 

Sr. Oscar Osorio, Executive Director 
Sr. Hugo Figueroa, former Executive Director 
Sra. Rebecca Chavez, Di~ector of Technical Assistance and 

Training 
Sra. Christian Lorena Muderate Garcia, Director of Small 

Projects Fund 
Lic. Homero Mendez, former Director of Technical Assistance 
Ing. Jose Luis Castillo, Project Analyst 
Sra. Alma Irene Gonzales, Project Analyat 

Members of the Board of Directors of 

Dr. Rolando Torres, President 
Represents the Christian Children's Fund (CCF) 

Lic. Alvaro Muniz, Vice President 
Represents Fundacion para la Education y el Desarrollo 
Integral (FUNDACEDI) 

Lic. Eric Daniel Chicol, Treasurer 
Represents the Fundacion Carroll Behrhorst 

Sr. Carlos Carrazco, Secretary 
Represents Asesoria ~ontroamericana de Desarrollo (ACAD) 

Mr. Juan Pedro Perdomo, Vocal 
Represents the Asociacion Cristiana de Jovenes (ACJ) 



Lic. Gamaliol Zambrano 
Aseociacion da Beneficencis Cristiuna (ABC) 

Sr. Juan Cordova 
Eovimiento Guatemaltoco de Reconatruccion Rural (MCRR) 

Sra. Barbara Allerding 
Institute de Asuntos Culturales (ICA) 

Sr. Javier Mayorga 
Vision ~undial International (VMI) 

Sr. Adolfo Acoeta 
Fundncion de Re~onstruccion y Desarrollo Humano 
Integral (REDH INTEGRAL) 

Lic. Oscar Reyes 
Fundacion para el Desarrollo de la Mujer (FPDM) 

Dr. Edgardo Caceres 
Centro de Estudios Mesoamericanos sobre Tecnologia 
Apropiada (CEMAT) 

Lic. Hildebrandcr Guides 
Asociacion Hogar y Desarrollo (HODE) 

Mr. Carlos Winckler 
Foster Parents Plan International (PLAN) 

Cpt. Harry Tolhurst 
Salvation Army 

Sr. Luis Meza 
Avanzando Ministeria Evangelico (AMG) 

Members of ASINDES' Pro-lect Slect.;jonttee 

Lic. Francisca Asturias 
Employee of the Peace Corps 

Lic. Cesar Guillen 
Economjst, Employee of the Embassy of Canada 

Lic. Alfredo Hernandez 
Director of FEDECOCAGUA 

Lic . Richard Aitket~head 
Directo General o? the magazine gronica 

Ing. Julio Obiols 
former Mayor of Gu4;emala City 

Non-Gover-t Ordzations Not MeWers of 

Sta. Mirta Olivares 
AITEC/lWNTEC 

Mr. Edward Brand 
CARE 



!4lbarquc Juvcnivll "Josh gllberto 50.  Calle 14-11 Zone 1 
Flores Vldes"  Quetzd.ltenango, Guatemala 

I n y .  Jorge GAndara Teldfono: 061-6630 
Prealdente Junta Directiva 
Ing. Alberto A. Garcia. 
D ~ K ~ C ~ O K  Ejecutlvo. 

Allanza para e l  Desarrollo Juvenll la. Ave. 9-33, Zona 9 
Tel: 6 2 2 1 2  

Asesox& Centroamer icana d~ Desa- 
rrolla. ACAD 
Dr. Carlos Carrasco 
Director Ejecutlvo 

AsoclaclGn Cnistlana d e  J6venes 
A.C.J. 
Sr. Juan Pedro Perdomo 
Secretario Ejecutivo 

Asoclaci6n d~ &:neficencla Cr 1s- 
tiana 
A.B.C.  
Lic.Gamalie1 Zambrano 
Director Ejecutivo. 

Asoclaci6n Hoqar Desarrollo 
HODE 
Lic. Hildebrando Cumes 
Director Ejecutivo 

Asoclaci6n d~ Servlclos Comu- 
nitarios d e  Salud A.S.E.C.S.A 
S r .  Harco Tullo Gutlerrex -Gte. 

Asoclacl6n Hisionera Guate- 
malteca = AHG 
Sr. Frank Waqgoner 
Director 

Edlf. Plaza del So1 
Oficlna 310 
12 Calle 2-04 Zona 9 
Tel: 318055 

6a. Calle 4-17 Zona 1 
Edif. Tikal Of. 209 
Tel: 513329 

16 Calle 21-01 2.10 
Tel: 371867 

15 Calle I*Aw 2-20 2.1 
Telhfono: 22941 
Apartndo Postal 1 7 1 5  

Km. 56 1/2 Carxeters 
Interamericana Chinal- 
tenango, Apartado 27 
Tel: 0391033 

JOAve. "8" 11-68 Zona 7 
T l k a l  I 
Telefono: 42839 



9 .  Carl -- t a a  Arqu ld loca sans  
Padro Joad Antonio ~ d k u a z  
Rep re san t an t a  

Ccn t ro  dc Ea tud l o s  Eesoamer lcano -- 
Sohre Tccnolot'iia &~r*Jada 
C . E . M . A . T .  
Dr. Edgardo Chceres  
D l r e c t o r  E j e c u t l v o .  

C h r i s t i a n  C h i l d r e n ' s  Fund CCF 
D r .  Luls Rolando T o r r e s  C. 
R e p r e s e n t a n t e  Reg iona l  

Comltb C e n t r a l  Menonlta CCH 
Lic. Enr ique  Yoder 
R e p r c s e n t a n t e  Legal  

E j b r c i t o  d e  Sal.vacl& 
C a p .  Danie l  Guerra  B .  
Comandante Mayor Regiona l  

1 2  C a l l a  f i n s 1  1 - 9 6  
Zona 3, Mlxco Km,  141/2 
C a l z ,  Rooseva l t .  
T e l :  933787 

4a.Ava. 2-28 Zona 1 
Tul :  22153 y 5 3 0 4 7 6  

6a.  Avenida 13-48 Zona 9 
Apar tado P o s t a l  2 5 4 2  
T u l :  310775 

2 5  Avenida 0-88 Zona 7  
Col . Altamira  
T e l :  4 2 3 6 0  

1 4  C a l l e  5-09 Zuna 11 
V l a s  d e l  Mar i s ca l  
Apar tado P o s t a l  1881 
T e l :  48?877 

Fos t e r  p a r e n t ' s  P l a n  I n t e r n a t i o n a l  11 C a l l e  1-23 Zona 9  
Tel: 63663 - 317289 P L , A  W 

S r .  C a r l o s  Winkler 
D i r e c t o r  

Fu,ndaclbn Para  Educacl6n 
y El D e s a r r o l l o  J n t e q r a l  
FUNDACEDI 
L i c .  Alvaro  Huiilz 
D i r e c t o r  Genera l .  

Fundaci6n d 2  Centavo FUNDACEN 
I n q L  Aqr. HernAn Quan Berducido 
Ge ren t e .  

Fundaci6n d e  R e c o n s t r u c c i b n  y 
Desa r ro l l o -  tlumanq I n t e s r a l  
REDH INTEGRAL 

12 Cal le  2-04 Zona 9 ,  
E d i f i c i o  Plaza d e l  S o l ,  
3er. Nive l  Local  317 
T e l :  313247 

$a. C a l l e  5-09 Zona 9 
T e l :  67697 67213 310754 

12 Calle 1 2 - 1 2  Zona 1 
  el: 22926 

Sr. Adolfo  Acosta de  t e 6 n  
R e p r e s e n t a n t e .  



18. Pundoclb~ (luntomalteca para 2a, Calla 1-55, Zona 2 
e l  ~ ~ I I ~ I ~ x o J , ] . ~  CozrolX Rahxhornt - Chlneltonungo, A.P. 15 
tic. Erick D. Chlcol - Diractor T a l i  0391356  
Ejacutlvo. 

19, EundaclIn para "2 f)eaazrol& Ava. La Refotma 3-48 2.9 
d e  l;r MuJcq Local 107 EdiE,, Anel 

Telr 66471 a1 6 

Inetituta & Asuntos glturales 20. --- 13 CaPle 15-60  2, 1 
I .C .A .  Tal: 29792 
Sr. Manuel Samayoa A. Directox 
Inga Bessing - Vice Presidonte, 

21. Institutq para e l  Desarrollo 2da. Calle 39-73 Zona 7. 
Econ6rnico Social d e  America = Colonia Cot id. 
Central. I.D.E.S.A.C. Tel: 914058 -3914863 
Mario Roberto Silvestre A. 
Secrctario Ejecutivo 

22. H l s i 6 n  Ad,ventista d& SQptimo I r a .  Calle 10-24 2 .  15 
D m -  Vizjta Hermosa I 1  
Pastor ErniZio de Le6n- P;osldente TeX: 690573 -691330 

23. Movimiento de Educaci6n Popular 2a. Calle 7-74 Zona 1 
lnteqral Fe y Aleqrla Tel: 532634 
Padre Fernando Gutierrez Dupue 
Director Nacional 

24. Hovlmiento Guatemalteco d e  Torre Profeslonal I 
construction Rural HGRR. Of. 203, Centro Comercial 
Sr. Juan E. Cbzdova G. Zona 4. 
Director. Tel: 516866 -535272 

25. sociedad para Juventud 8a. Calle 9-13 Zona 1 
Gua tema 1 t eca SOJUGHA 6to. Nivel 
L i c .  Guillermo Corado Telhfono: 85733 
Director General 

26. Vision Hundial Xnternacional 7a. Aenida 7-73 Zopna 9 
V.M.I. 3er. Nivel. 
Inq. Javier Mayorga Apartado Postal 326 - A 
Dixectoz a. i .  Tel: 320188 - 66515 

320189 - 320191 



Donoolonae de PACT 
Cuotris de 90010s do ASINDES-UEFG 
Gonaaionoa Looaleo 
In te~?eooa  ganadoa 
Otroa i n ~ r a s o a  (6% e/proyeo t o e )  

Total. ingraaos  Q. 892,788a96 

- GASTOS: hlualdoa Pres  taa ionea  

Di rec t  or a  Jeout ivo 
A n a l i s t a s  
S e c r e t a r i a s  
Contador  
Cunsesje 

To ta l ,  sueldos y pres tao ionea  54,304 16 p 1:58 66 

- Alqu i l a rea  
Te;efono, co r reos  y t e l e x  
E l e c t r i c i d a d  
Su~? ln ia t roa  (f  otooopiaa,y ut i le8  of i o i n a  y pape le r fa )  
Via t icoa  
Cmbust  i b l e s  y l u b r i c a n t e a  

a Tota l ,  g m t m  de operac i6n  

Varios ( g a s t o e  menudos) 
Mantenimiento de v e h h u l o  
Juntu  D i r e c t i v a  
Iinorarios p r o f e s i o n a l e s  
Gastos de o f i c i n a  
AaambXeas de ASINDES 
Suscr ipc iones  
Libros  y r ev$s taa  
Asis t e n o i r  t$cnIaa  
I ~ o l . a c ~ o n o s  P u b p a s  
Coxite  Se lecc icn  de yroyectos  ( d i t a s  y r e f r i g e r i o a )  
blantenirnient o de equip0 

T o t a l ,  otroa gastov 



DONACIONES 

Donaalone a hasta diciembre 1987 
Mini-donacionas '' 10 11 

II?VEPlSIO NES 

Mubf l i a r i o  y equipo de o f  i c i n a  

R E S U  b I E N  

Total ingresos 892,788.96 

Total gas tos  e inversf  cine3 ( 839,983.99 ) 

Sueldos y prestacionee 80,442.66 
Gastos de operaciones 41,621.99 
Otros gas tos  82,549.73 - Donaciones h ~ s t a  31 diciembre 1987 585,221.00 
LIini-d onacicnes 1) tt 18 23,776.03 
Nobi l iar io  y aquipo d e  oFicina 16,373.6a 

/ 
Fondos disponibles  para e l  afio 1988 f 52 ,804 e97 

y 
WIRON & MIRON 



Attachment 5 

GASTOS PERSONALES 
DIRECTOR 
COORClINADOR ASISTENCIA TEC 
COORDINADOR DE PROYECTOS 
ASISTENTE FINANCIER0 
ANALISTA PROYECTOS I1 
ANALISTA PROYECTOS I 
ASTSTENTE ADMTNTSTRATTVO 
SECRETARIA EJECUTIVA 
CONTADOR 
SECREPAR IA RECEPCIONISTA 
MENSA JERO 
CONSERJE 
AUXILIAR 

SUB TOTAL 

CUOTA PATRONAL ICSS 
INDEMNIZACION 
AGUINALDO 
E S ~ ~ C I A D O  
PROVISIONES 

SUB TOTAL 

CASTOS DE ADMINISTRACION 
CASTOS DE VIAJE AL INTERZOR 
CASTOS DE VIAJE AL EXTERIOR 
CASTOS DE REPRESONTA.CION 
RENTA INMUEBLE . 

MANTENIMIENTOS 
SERVICIOS VARIOS 
PAPELERIA Y UTILES 
COMBUSTIBLES Y LUBRICANTES 

SUB TOTAL 

CASTOS DE OPDRACIONDS 
ASISTENCIA TECNICA 
FOLLETOS Y PUBLICACIONES 
SUSCRIPCIONES Y MEMBRESIAS 
ASESORIAS Y CONSULTORIAS 
AUDI TORIAS EXTERt!AS 

SUB TOTAL 

WOBILIARIO Y EOUIPO 
EQUIP0 DE COMPUTACION 
EQUIP0 REPRODUCCION 
VEHICULO 
OTROS EQUIPOS 

SUB TOTAL 

288'00 
19200 
19200 
9600 

14000 
12000 

7200 
6600 
4800 
4200 
4320 
3600 
4200 

138120 

15608 
11510 
11510 
4146 

47460 

90231 

4800 
6000 
2400 
9000 
3600 
7200 
6PlOO 
3600 

41400 

48000 
6000 
2700 
6600 

12000 

75300 

12000 
10000 
7200 

SOOOO 
62600 

14 1200 





*:> - F'kES'iAC: I  ONES 

C:c~tit i etie 1 as pr est ar: i o n e s  1 e- 
gales y l a p r ' u v i ~ i  (IJ? d e  s a l a r ' i c ~  
p a r a  d i  f e r i d o  y a.jr .rstes  d a  suel- 
d c ~  pcw c t z ~ s t c ~  dde v i d a .  

3 I~ASTOS DE ADMTNISTBAI" ION 

MES ANU AL 

2 .  1 1 , 5 1 O . O Q  (2 .  138, 120. 

C a n t i e n e  los  g a s t ~ m  .fi.j~:~:; y 
v a r i a b l e s  p a r a  1 a admi n i  s t r a c i  An 
anual d e  l a  I n s t i  t u c  i  bn. 

Pr e s u p u e s t  a 1 CIS g a s t o s ,  d e  As i  s- 
t e n c i a  T b c n i c a  y S u p e r v i s i b n  d e  
P r c ~ y e c  tos p a r a  el a h  en o p e r a -  
c i b .  

JUST-RES. BET 
QMO-RLC. JUNLIO 13-88 



PRESUPUESTO DE OPERIICIONES Y FUNCIONMIEKnS DE DIRECCIOM EJECUFIVA. 

@$to3  Persow& 
Sueldos 
Preatacionea Laborales 

trncim . , 
Viajea a1 interior 
Viajes a1 exterior 
Gastoa de repreaentancion 
Coabustiblea y lubricante~ 

Bstoa ila Qpirraciones 
Suscripcienes y wmhresia 

Resuren por Partidaa Prempuestasiaa, ver h e r o  1 



PWESUPUES'O DE OPERACION i' FUNCIONAtlIEN'N DEL DEPTO. DE PROYECIDS 

Sue ld os 
Prestacionea Laborales 

c Q 4,trO.OO 
Viajes a1 interior Q 2400.00 
Yiajet~ a1 exterior 1200.00 
Combustible3 y lubricants$ 640. OQ 

G~!~UU!P=$& Q 9.700.00 
AiWmcia tdcnica Q 6tOO 00 
Suacripciones y re~rbresiat~ 300.00 
Ueaorias y consul'toriaa 2000.00 
Auditorias externas -2uL!&! 

Reswlsn por Pa'rtidas Presupust~tarias. ver i\nsxo 1 

1 escritorio 
1 silla giratoria 
2 ventiladores 
2 libreras de ushl 
1 puerta do metal 
3 cortinsb 
1 intercorunicador 
4 papeleras 
2 calculadoraa medlianns cientif ices 



PxSUPI3EST6 DE OPERXION Y FVNCIONmm DEL DEPTO. DE AS- 
TECHZ% 

Sueldos 
Prea taciones laborales 

Gsto:, de ihinistraci61 2,400.00 
yiajes a1 interior Q 840 00 
Viajaa a1 extarior 1200.00 
CombuatibYes y lubricantes m 
@st03 da Q p m c i o r ~  
Asistencia Tdcnica 
Follstoa y publicacione$ 
Suscripcionea y nerbresiaa 
Aaasorias y consultorias 
Auditorias externas 

Resmen por Partidas Presupuestariaa, ver Anexo 1. 

PRESrJPUESRl DE INVERSIONES Y ACTIVOS FIJOS DEPm. Dt ASISIENCIA 
TECNICA. 

1 silla con rodos 
1 srchivo 
1 Extensf6n .telst6rdca 
1 librera 
Habilitaci6n bitliotccs 

yshiwu 
1 vehiculo 



PRESUPUEdYIV DE FUIJCIOlJknlElJTO Y OPERACION DE LO3 DEPirWTiJIElJ1P3S DE 
AS ISTENCIA ADHINISTIiATIVh Y CGlPTAb ILIDAD Y FIlJANWIS. 

Suirldos Q 37920.00 
Prastacionea labore 10s 24772. OQ 

Gestos de Mministxacion 
Kales a l  interior 
~ e n t a  de inmueble 
nirr~tanihiientoa 
Servicias varioa 
Papsleria y utile3 
Combustibles y luhricantes 

Csstoa dhQDeraci6n 
Folletos  y publicaciones 
Sucripciones y meureaia.", 
Auditoriay externas 

Reaumen por Partidaa Presupuestariaa, ver Anero 1. 

PRESUPUES'IQ DE INYERSIONES Y X T I Y O S  FIJOS DE LOS DEP'IVS DE 
ASISIIEWCIA ADHINISIRATIYA Y COKT1BILIDAD Y FINMEAS. 

1 reloj de pared 
Cuadroa dacora tivos 
1 Rot rigerador 
1 reaa para totocopisdore 
1 silla con rodos 
1 ~uilloti~ 
1 ventilador 

1 Corputador 
1 Ikprsbors 
1 Terminal 

1 Fotocopiadors 
1 Cbnra t otogrdt ica 

Otros Earn 
1 UPS 2KVA -- 
1 Paquste de progrsuaa F1000.00 
Equipo Auliovistml 21560.00 
tqulparlento obras conunnlea 31760.00 
2 escritorios para coaputadora 1200.00 



Hobi l ihrio  y Equipo 

Equip0 de Couput6ci3li 

Equipo de Reproduccidn 

';ehiculoa 

Otr05 Equip03 



3 3 i l l a s  giratoria3 
1 msa para fotucopiadora 
1 archivo de netal 
4 librerirs 
4 ventiledare3 
2 linaaa te lat  h i c a b  
1 escritorio secretarial 
; cortiras  
1 intercorunicador 
1 puarta de &eta1 
4 papelera3 de netal 
2 calculadora~ a e d i a n ~  cientif icaa 
1 ref rigersdor 
1 reloj  de pared 
cuadros decorativoa 
1 artensidn telefbnica 
1 Guillotina 
Habilitacidn biblioteca 

1 f otocopiadora 
1 a u r a  tcttogr&f ice 

Vehi G U ~ Q  

1 rotocicleta 
1 vehiculcr 

Equipo Awiiovisml 
UPS 2 KVA 
1 paquete de programs 
Lquiparisnto obra9 corunsle~ 
2 eacritorioa para corputador 



PRESUPUESW DE INVEPSIONES Y ACTIVOS FLJOS 3E LA SECRETARIA DE LA 
D IRECC ION EJECUTIt'ic . 

Iicsbiliario y ~ q u i g o  
1 ventiladox 
1 librere de hats1 
2 line83 teletonicas 



DETALLE DE JUSTIF I C:AC I ONES 

"PRESUPUESTO FINANCIER0 88/89" 

"QASTOS PERSONALES" 

PRESTAC I QNES LABORAL-ES: 

La c u c ~ t a  P a t  r1::tnal del IGSS c u r  r e.;por~cle d l  11. X I %  de 1 os sal a r  i l:ls 
a p l i c a d i : : ~  en fclrrita a n u a l .  

Inderntii;a~zi~!~ti El.333% de l a  r e l a c i h  l a b c l r a l  p a r  a o n c e p t o  d a  
p a s i  vet l abc t r a l  de1  p e r s c ~ t i a l  d e  ASINDES. 

E s p x i a d c t  cctrr espunde a1  p s r c w ? t a . j e  d e l  30% sobre p r e s t a c i c m e s  tiat 
d i  t i e r a r  i a s  part: i b i d a s  pcw el t ; raba. jador  d u r a n t e  el aRo. 

P r o v i s i ~ : ~ t i e s  c t m t i e n e  l a  a p l i c a c i h n  d a l  s a l a r i c t  d i f e r i d s  p o r  
t i  empct d c  ser  v i  c i c~ C ~ L I C  r e ~ p r  e s e t i t a  e l  l3 .34% d9  1 a s  pres tac  imes. 
Aderitds p r a v i  si~::tna 25% para a1 a . j ~ . ~ s t e  d o  s a l a r  ios F qr c o s t a  d e  
v i  d a ,  y riteJor a s  s a l  ar i a1 es. 



I3ASTaS DE V I A.JE Al.. EX TFR 1 IN?: 

GASTOS DE VIAJE AL INTERIOR: 

F ' r i ~ v i s i o t i a  l a  l ~ ~ : t i v i d a t J  rje s i ~ p e r v i s i ~ i ~ n  e i t i s p o c c i t ~ n  s a b r e  
p r o y e c  t0s cin el Can'lpcl en v i  si t as prc~rwtj i  I:I de 4 / t i l~n1bre s /d i a /mes ,  a 
raz~!~ri d e  Q.60 .00  d i a r i i s s .  

Curilpretide r u h r z ~ s  y gastr:15 pclr ~ n a t ~ t e t i i r i ~ i e t ~ t t ' ~  d e  i n r w e b l e e  e q u i p c ~ s  
v a r  i o s  p a r a  e l  a d e c u a d c ~  ffnric i cltiamiento en  l a5  i t i s t a l a c i a n e s .  

F'apel e r  i a y U t  i 1 es; F ' r w i  5i otia e l  re t ig l  Q t i  de C O ~ S U I ~ I C I  para 1 a 
g e s t  i J t i  ad r i~ i t i i ! ; t r a t i va  d e  ASINDES en  IIZIS r c tb r~as  da 6 t i  leg d e  
e s c r i t ~ w i u  y p a p e l e r i a .  

F'ruvi si cma 1  I :  g a s t c l s  p w  est os c o n c e p t a s  a r azdn d e  
l i i l~ :~r i~etra . jc i~ /r i~~c; ,  par'* i .~ t?  v~itii~:itl.r::~, a r a r t ~ n  de 2 ,500  l:ms/mes. 

SERV X C I flS VAF: I US : 

F ' ~ ~ o v i  si ulna 1  CIS gas.ti:ls p a r  a SLIFII i r  e r o y a c  i l snes  pcw e v e n t c ~ s  
adri~it i i  s t r a t i  vc(s y d r  ~ e r v i c i c ~  p a r a  l a 8  a c t  i v i d a d e s  e s p e c i a l e s  que  
sje r e a l  i c e n  pcw vet.~tii~:,lnasj jt ~ : : ~ t r s s  a p l  i c a b l e s  e v e n t u a l m e n t e .  

GASTOS DE OPERAI:: I ONES : 

E s t e  rubrl:~ csmpreride l o s  gastl-1s q u e  se i n c u r r e t i  p a r a  el apoyc~  de 
a c t i v i d a d e s  d e  c a r a c t a r  t4tt1ii:cl d i v u l g a t i v c ~  y d e  apoyo  p a r a  l a s  
ac t  i v i  d a d e s  d e  s t . 1 ~ 9 ~  v i  s i  lkti. 



ALJDI TOR I AS EXTEF'NAS: 

F'ravi 5 i  lma .t raba.jcls  da a1.1d:i tclr i as par a 1 a pr,eparac:i 8ti de 1 os 
Estadlrls F i n a n c i  erc ls  atiual a s  y para a s i s t  i r  +n ap~=lyu a l a  
C:~:~t i t  a b i  l i dad  d e  1 a En~presa. 

MOBILIARIO, Y EQUIPO: 

F'rovis i s lna  p r : i t i c i p a l  ulerlte l a  a d q ~ . t i s i c i  bti de rilobi 1 i a r i o s  y 
equipl:ls p a r a  A s i  s t m c  i a 'T&ctii #:a y a t r ~ m  Dapartamentas  sagdn 
deta l  le ad.juntl:~. 

I 

OMO/F!LC- JUL 10--(W-88 
PRESLJ-F I .  N89 





a Attachment 7 

t !lire: 
1) Small Projects (For Cap! 

Director. 

2) 3rd. Project Analtst 
3) Financial Assistant 
4) Assist. Acctnt. 

+ Approve 88-9 Rudget. 

+ Conclude Negotiations 
Hin. Fin. Q.2.000.000. 

+ Begin Negotiations for 
Q.5s000,OOO. 

+ Prepare Financial 
Reports 9. 'AID. PACT 

+ Computarization of Finan- 
cial management systea 
- Purchase Hard and SoEt- 

ware. 
- Program. 

+ Design Fund Raising Plan 

+ Prepare Haterials 

+ Identify possihle nonors 
(UWnP; UR; IDS; Foreign 
Gov/ts) 

+ Visit local Reps. 

4 Prepare project proposals 
for funding. 

Executive 
Director (€.I 
with Board 

(R) bproval 

------------- 

9 

R + E.D. 

R + E . D .  , 

E.D. * 
Acctnt. 

E.P.: local 
consultants. 

.-_---------- 
PACT. R . E . ~ .  , 
and consul- 

PAGE! 1 

4sst. Accountant. 
will be neejed only when Q.5.000.000 

begins to arrive. 

Rudget has been already prepared 
h y  E . n .  
Agreepent has been signed "Letter 
of Und?rstandingn being developed. 
Will begin only t&n 1st. Agreement. 
becomes operative. 
R. Treasurer must give approval 

2 Computers and Hard Disk. Large 
Printer necessary to complete 
existing equipment. 

Once plan is 
Developed, preparation of specific 
materials will be continuous. 





PAGE 3- 

mum. amam 
I R W  

+ To E. D. I n :  

- S t r a t e s i c  H a n a g e r e n t  
& f i n a n c i a l  P lannlntg  
(1 c o u r a e )  

- E x p o n u r e  t o  WGO prob lems  
& Themes (1 c o u r s e  a n d / o r  
i n t e r n a t i o n a l  e v e n t )  

I + TO s t a f f  i n :  

- C o r p u t a r i z a t i o n  ' 
(1 c o u r s e  x 6 p e r s o n s )  

- P r o j e c t  a n a l y s i s  
(1 c o u r s e  x  3 p e r s o n s  and 

o r  v i s i t  x  '3 p e r s o n 3 )  

- T.A. t e c h n i q u e s  f o r  T.A.C. 
( 2  c o u r s e s )  

t I I .  FIIANCIAL 
S I S T A l C I  To 
'VO.. 

\ )  P r o j e c t  
Fund in# .  

+ P r o c e s s  atid Fund 
a p p r o x .  20-25 medium s i z e d  

projects a t  a n  a v e r a g e  o f  
Q .LO.OOO/project. 

D e v e l o p  a p p r o v a l  and  r o n l -  
t o r i n 8  a y a t a m  f o r  small 
p r o j e c t s .  

C.I.L. .  o r  
~ t h e r  l n t e r a .  
: r a in ln tg  i n s -  
: i t u t e  ( I  . t . l  

Local  Consu l -  
t a n t s .  

I .T.I .  o r  
S t a f f  o f  - 
o t h e r  SuppOrI 
o r g a n i z a t i o n  

A n a l y s t s ,  
P r o j e c t  se- 
l e c t i o n  Coo- 
m i t t e e .  PSC 

O, E.D.. 
amall p r o j e c  
8 d r i n i 8 t r a t o  
(SPA). 

2.2.2, 

2.2. a 
2.2.2, 

2.2.2 01 

3.3 

2.2.2. 

2.2.2. 

-------- 

Win. F i  
o f  GIG. 

---- 

lometi. 
Ln e a r l  
f89 .  

10/88 

early/€ 

Late /8I  
Hld ant  
09. 

------. 

F i n i s h  
by- 0b/1 

08/88 

P r o b a b l y  a n  i n t e r n a t i o n a l  c o u r s e  
r l o n g  EZ .L l i n e s .  

T h e r e  a r e  a vide r a n g e  of N a t i o n a l  
and i n t e r n a t i o n a l  o p t i o n s  t o  c h o o s e  
f rom.  

P r c S a b l y  a v e t a t o n  o f  t h e  SDF p r o c e s s .  



-------------- 
) M i n i - G r a n t s .  - 
-------------- 
') ' p r o j e c t  

C w r d i n a t  i o n  

c P r o c e s s  and  f u n d  30-60 
s m a l l  p r o j e c t s  f o r  CAPS . 
r e t u r n e e s  a n d  o t h e r  c o r -  
m u n i t r  l e a d e r s ,  a v e r a g i n g  
S 5-6 .000/pro  ject. . 

t M o n i t o r i n g  a n d  e v a l u a t i o n  
o f :  - 1 5  p r o j e c t s  a l r e a d y  

f u n d e d .  

- The  20-25 new medium 
s i z e d  p r o j e c t s .  

- 30-40 s m a l l  p r o j e c t s  

t D e v e l o p  a n d  I n s t a l l  
P r o j e c t  T r a c k i n g  Sys tem.  

+ Review a n d  d i s t r i b u t e  
G u i d e l i n e s -  tnr LL& < * @ ! ~ ' f ~ t E * l r ;  , 

+ P r o c e s s  Appror .  
10 H i n i - G r a n t s .  

+ Hove f r o m  P r o j e c t  
t o  P rog ram o r i e n t a t i o n .  

- S e c t o r a l  S t u d i e s  
- S e c t o r a l  s e m i n a r s .  
- S e c t o r a l  f u n d i n g  
- F i e l d  C o o r d i n a t i o r  

t h r o u s h  r e r b e r r .  

E.P., SPA 

A n a l y s t s .  

A n a l y s t s .  

SPA. L o c a l  
m o n i t o r s .  

C o n s u l t a n t s ,  
D.E.. a n a l y s  

C o n s u l  tmt 
rrc, " 
Ana1ysts .E.i  
TAC. A n a l r s l  

F i n i s h  
b~ 07/8! 

Cont inuc  

a 

01 /69 .  

------- 
0 7 / 8 8  

t o  
0 7 / 8 9  
,------- 

03/89 
08/88 
0 7  /89 ---- 

PACE 4 

-C@MMENiS 

T h e s e  a r e  e x p e c t e d  t o  b e  m o s t l y  i n -  
f r a s t r u c t u r e  p r o j e c t s .  

The  m o n i t o r i n g  of t h e  CAPS p r o j e c t  
w i l l  i n v o l v e  t h e  t r a i r i n g  a n d  use of 
l o c a l  m o n i t o r s  f r o m  among  the CAPS 
r e t u r n e e s .  

~ h i s  t h e m e  "ill b e  o n e  o f  t h e  f o c u s e s  
o f  t h e  PVO t r a i n i n g  p r o g r a m .  

ASINDES w i l l  t r y  t o  d e v e l o p  ae l eas t  
o n e  c o o r d i n a t e d  sec tora l  peogrum a n d  
f i n d  o u t s i d e  f u n d i n g  E o r  i t .  
F i e l d  c o o r d i n a t i o n  w i l l  b e  p a r t  o f  
t h e  f o l l o w - u p  t o  sectoral  w o r k s h o p s .  



V . GVALUATIONS 
a Lessor = 
LEARNING. 

4 Develop member 
data bank 

+ Project Data Bank 
+ Financial Hanagemcnt syste~ 

,---------------------------- 

+ Introduce Evaluation 
methodology 

+ Evaluations of completed 
projects. 

+ Introduce Learning Program 

E.D., Analyst 
rAC. . and 
Consultants. 

PACT. E.D.. 
halysts. 

Analysts. 

PACT, E.D.. 
TAC . 

Proarams will he installed by target 
date. followed by gradual loading 
of data. 

Learning program. will consist in 
disseminating data gatherelfrom 
evaluations. 



Attachment 8 

REOISTRO DE MGRESO 











Attachment 51 

List of Projects Approved -- 

2 years TCA 

- 
(Life of Project) 

62,448 Training 2/23/87 
Courses 

Training Ag. 3/7/87 
Promoters 

Comrnuni ty 3/5/87 
Work: Chichoy 

* BEPIRHORST 6 months 

Production 3/19/87 
of Pashte 

FUNDACEDI 2 years - 

Intergrated 3/26/87 
Rural Development 

MGRR 1 year 

1 year 

1 year 

2 years 

2 years 

2 years 

Women in Small 3/27/87 
Enterprises 

DEFAMCO Small Produc- 4/7/87 
ters of Salt 

Artosan   ex tile 4/9/87 
Production 

REDH 

ALBERGUE 
JUVENIL 

A.C. J 

Support/Equip 4/9/87 
Workshops 

60 OOO* 

operation 8/11/87 
Support 

ABC Operations 8/14/87 
Support and 
Planting Credit 

2 years 

Operation 10/13/87 
Support Micro 
Enterprises 

2 years C.C.F. 

NUEVOS 
HORIZONTES 

Construction 10/14/8,7 
of Housing 

6 months 



l!Kcmk t e  A~nroved 
P _ e r f u  

FE Y Improve 10/21/87 608 000 1 year 
- UQieGL 

ALEGRIA Training Center 
- 

TOTAL 981,460 

*An additional Q600000 is approved for obligation when funds are 
available. 











Attachment 11 

LIST OF TECHNICAL ASSISTANCE EVENTS 

Seminar: Fund Raising 6/11-12 17 

Seminar: Project Supervision 6/25-26 29 

Seminar: Project Formulation 8/4-11 

8/14 

Seminar: Networking; Fo.ro 

Jnovacion 1987 10/5-9 

TOTAL: 18 days 
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a. &v~lo~rnmt. The Federation of Private Development Orga- 
nizations OF Honduras CFOPRIDEH) was founded in Navember 1982 by a 
group OF eleven private devolopment organizations CPDOsI* to 
represent, coordlnste and encouraga dialogue among the private de- 
velopment community working in Honduras. The organization grew 
out of the interchange which occurred in a series OF Honduran NGO 
conferences beginning in November 1981. 

The organization of FOPRIDEH as a coordinating body followed two 
earlier efforts ta coordinate partial sectors within the Honduran 
NGO community which eventually Failed, mired in internal disputes 
and political controversy: in the 701s, CEDEN CEvangelical Com- 
mittee For Development and National Emergency) attempted to coor- 
dinate reFugee assistance; and a group OF Catholic-aFFiliated NGOs 
associated with the3 Social Christian movement founded CONCORDE 
(Coordinating Council for Development), which Functioned from 
1971-78. 

FOPRIOEH hss tried to proFit from the lessons OF these earlier ex- 
periences in its &Forts to represent, coordinate and support the 
NGO sector. It has grown and prospered, greatly expanding its 
membership and activities; in the process, it has Faced both in- 
ternal issues and thbse arising from the larger context. These 
concern its basic purposes and functions, its internal rela- 
tionships and control, its philosophical identity and direction 
with regard to the broader socio-political context and its rela- 
tionship with USAID and other donors. All will be discussed in 
subsequent sections OF this report. 

* On the use of the terms NGO Cnon-governmental organization) and 
PDO (private development organization): NGO is the term used in 
this report to apply to private, non-profit development organiza- 
tions as well as to those private organizations engaged in relief 
and charitable work Cwhile it also applies to coopsrativas, unions 
and others, these are not included the current usage). PDO ap- 
plies only to organizations predominantly involved in development 
(though some may also engags in relief activities). PDO is t h e  
term used in Honduras both by the PDOs themselves and by FOPRIDEH. 
Therefore, For the sake OF consistency with the other sections of 
this document, NGO will be used to designate the wider range of 
organizations, while PDQ will be used only to refer to development 
organizations, excluding those working only in relief or charity, 
and is used For FOPRIDEH affiliates. 



b, -, FOPRIDEHPs stated 
to unify its members in support 
For the exchange OF experiences 

purpose and objsctivss ars 
OF developmsnt objectives; provide 
and human and material resources; 

contribute to the development OF its aFFiliatea; promote a climate 
and laws Favorable to development and to PDQ activities; and Fa- 
cilitate communication and relations bstwesn PDOs and Honduran 
government agencies and other national and international entities 
interested in Honduras' development. 

FOPRIDEH's basic principles require it to eschew discrimination sr 
positions based on partisan politics, religion, ethnicity or na- 
tionality; and to respect the Freedom of its members to act ac- 
cording to their own legal dispositions. 

With regard to its philosophy OF development, FOPHIDEIi is current- 
ly seeking to develop a more precise conceptual Framework, which 
will be discussed later i~ this report, 

In 19W, FOPRIDEH presented a proposal to USAID/Honduras request- 
ing support to holp it Function as a coordinating umbrella For 
PDOs, including Funds For training. The USAID Mission saw 
FOPRIDEH as a ready made vehicls For implementation of an umbrella 
project, which had been discussed previously within the Mission, 
The Mission's interest was based on its desire to support an in- 
digenous and coordinated private sector development capability 
amongst Honduran NGOs and its need For an organization capable of 
reviewing the innumerable unsolicited proposals From Honduran NGOs 
which were requiring USAID action. 

Consequently, during subsequent discussions, AID proposed the ad- 
dition to the proposed project OF local currency Funding to 
FOPRIDEH For the purpose OF supporting local NGO development ac- 
tivities, It should be noted that there was some dissent among 
FOPRIDEH members as to whether it should engage in Funding 
projects Cabout which more will be said later in this report>; a 
bylaws change was necessary to enable it to take on this Function. 
A consensus was also reached with the Mission that FOPRIDEH would 
need extensive outside technical assistance to develop its capa- 
bilities both as a coordinator and support mechanism For NGOs and 
a project Funding mechanism. 

In March OF 1985 the USAID Mission authorized two Operation Pro- 
gram Grants COPGs) to FOPRIDEH. One was a local currencu grant 
(From ESF Funds) of 10 million Lempiras Cthe equivalent at the 
time of $5 million) over a Five-year period. The other was a dol- 
lar grant of 1500,000 For three years from DA Funds to provide 
technical assistance For creating an institutional Framework to 
allow FOPRIDEW to provide caordination and assistance to NGOs. 



The two OPGs have been treated as one for purposes of project 
reporting and management, 

The three components of the combined pro.)ect are institutional de- 
velopment, development Fundlng activities and administrative sup- 
port, The ir-mtitutional development component is funded out OF 
the dollar OPE:, plus a small local currency element From the 
Lempira OPG, As originally structured, it provided For US or 
third-country training and technical assistance to FOPRIDEH staff 
and for long- and short-term advisors to FOPRIDEH, The cost of 
the latter two components is covered by the ESF local currency 
OPG. Under the development activities component, L0.125 mlllion 
was to be provided over three years to Finance development sub- 
pro,jects of both member and non-member organizations; the remain- 
ing L1.075 million was to cover administrative support--personnel, 
overhead and capital costs--for the First three years a€ the yro- 
ject. 

The pro.jectod end-OF-project results For the combined project are 
as Fallows: FOPRIDEH will be a fully staffed, equipped and 
Functioning organization with the institutional capacity to Fully 
execute its mandate; FOPRICE14 will have provided financing for an 
expected 90 to SO subprojects for a total amount OF L8,125,000; 
and training and technical assistance will hai~B been given to 
FOPRIDEH's affiliates, enabling the private development community 
to better serve their beneficiaries. In addition, FOPRIDEH is re- 
quired to camply with its Fundraising plan Cwhich has been incor- 
porated into the grant agreement by a recent amendment) and re~ort 
regularly on its progress toward self-suFFiciency, 

After petting oFf to a slow start--it took the rest of 1905 to 
satisfy the Conditions Precedent, including setting up accounting 
and pr0,ject selection procedures and other systems--FOPRIDEH began 
to approve projects and was moving money quickly in 1986. In No- 
vember of 1986 the USAID Controller's Office conducted an adminis- 
trative/financial analysis which res~llted in a number of recom- 
mendations regarding FOPRIDEH's accounting and administrative sus- 
tem. These recommendations were acted upon by January 1987; how- 
ever, the Mission decided to contract For a mid-term evaluation 
before providing more Funds to FOPRIDEH. Because of delays in 
getting the evaluation underway and FOPRIDEH's need for Funds, an 
interim disbursement af Lt million was made in April 1907. The 
evaluation finally took place in July 1907. The evaluators did 
not Find anU major problems with the two OPGs, but did recommend a 
number OF programmatic changes Csee next paragraph), and noted 
that slow disbursements by the Mission had adversely affected the 
imulementation of the project. As a result, another interim L2 
million disbursement was made in August 1907 to permit Funding OF 
a backlog OF approved projects pending implementation of the 
evaluation recommendations. An additional L1 million was obligated 
in November 1907. In order to extend the grant termination dates, 



FOPRIDEH was asked to submit plans For impact evaluation of sub- 
proJects, technical assistance and training and attaining self- 
suPficiency, These plans were presented to the Mission in March 
1988 and subsequently accepted, 

Through the latest amendments (June 3.98B2 the programmed funds un- 
der these OPGs have now been fully obligat~sd end the termination 
dates have been extended through March 31, 1989 For the dollar OPG 
and December 31, 1990 For the local currency OPE, A number OF 
program changes have also been made; most lrrere in response to 
recommendations in the 1987 evaluation. The substantive changes 
include authorization to use dollar OPG funds to train PDO as well 
as FOPRIDEH staff, and to use Honduran or Central American as well 
as US goods and services to do so; the inclusion of new impact 
evaluation, training/technical assistgnce and fundraising objec- 
tives and plans; permission to FOPRIDEH to use a portion of its 
local currency Funding for loans instead nF grants to PDOs; 
restriction of FOPRIDEH subpro.ject Funding only to PnOs and 
voluntary associations with "personerIa .]urldica" ilegal stand- 
ing); removal of the one-time-only grant recitriction; and remaval 
of USAID's veto power over subprojects. 

While the purpnse a€ the present evaluation is to analyze compara- 
tive experiences OF different types of NGO Funding and support or- 
ganizations financed by AID, rather than to ~svaluate in depth 
FOPRIDEH or any of the other individual organizations, an effort 
was made in each case to identiFy important issues, character- 
istics and relationships affecting the org&nLzation's progress and 
its relationship with AID, Therefore, this report identiFies a 
number of issues which have affected implementation of the 
FOPRIDEH OPGs. These issues, as well as the programmatic changes 
noted above, will be addressed in appropriate sections OF this 
report, 

Field work For this evaluation was conducted in Honduras August 
17-29, The observations in this report are the result OF that in- 
vestigation, which included interviews with 2'4 people and visits 
to beneficiaries of three organizations supparted by FOPRIDEH. A 
list of persons interviewed and visits appears as Attachment 1. 

B. INSTITUTIONAL ORGANIZATION RNn E F F E C T I U E ~ L  

FOPRIDEH is a legally recognized non-profit civil association. It 
is a federation of member PDOs and is made up of three governing 
bodies: the General Assemblu, the Board of Directors and the E x -  
ecutive Committee; plus the Finance Committee and other appointed 
committees and the staff, headed by an appointed Executive Direc- 
tor (see Attachment 2, Organizational Chart). 



a. Daneral Rw-, The Assembly is composed af one rapre- 
sentative For each member organization, and holds supreme 
authority within the Federation, It meets twice a year in regular 
session, Extraardinary sessions may be called as needed. 

The functions of ordinary Rssemblies are to elect the members OF 
the Board of Directors and the Executive Committes; determine 
policies and strategies to Fulfill FOPRIDEH's objectives; author- 
ize the budget formulated by the Board of Directors; review and 
decide on recommendations made by the Executive Committee; approve 
membership applications; approve the appointment of the Executive 
Director; and deal with other topics of general interest, 

Extraordinary Assemblies may be called to modify the b ~ l a w s  and 
statutes, transfer property, dissnlve the Federation, affiliate 
with or incorporate other nntional or international organizations, 
ratify agreements made by the Board of Directors with national and 
international organizations, remove members of the Baard of Diroc- 
tors or Executive Committae, or daal with other matters deemed by 
the Board of Directors ta be of an extraordinary nature, 

Any PDO, national or foreign, which can demonstrate two years' 
direct field experience implemanting projects in Honduras is 
eligible to apply for membership in FOPRIDEH, At the time OF the 
evaluation, FOPRIDEH had 32 members; at least 5 new members are 
expected to join by the end of this year Cthere are currentl~ 92 
organizations in Honduras which are classified by FOPRIDEH as 
PDOs>. More than 70% of the members are local PDOs; the remainder 
are local organizations affiliated with an international PDO or 
are Honduran branches of US PDOs. Only about 202 of the member 
PDOs have a religious affiliation. Many of the local PDOs, while 
small, are reasonably well developed institutionally and hava a 
strong sense of Honduran identity. Over half of the foreign- 
affiliated PDOs are directed by Hondurans. CSee nttachment 3, 
Membership List). 

b. m r d  o f  O_i_r_ectorg. The Board is the chief executive 
body of the Federation. It is composed of five members elected by 
the Assembly: the President, Vice President, Secretary and two 
ordinary members, one of whom serves as Treasurer; plus the Execu- 
tive Director, who has a vuice but no vote, Members are elected 
For a period OF two years and can be reelected for an additional 
period. 

Members of the current Board were elected in flay of 1966; they 
represent three local and two internationally affiliated PDOs. 
All of the elected members are Hondurans; three are women. CSoe 
Attachment 9). 

The Board is empowered to structure and implement the activities 
necessary to achieve the Federation's objectives; propose norms 



and methods for collaboration and cooporation among member organi- 
zations; manage the relations OF the Federation with the Govern- 
ment, national and international organizations and the ganeral 
public; present activity reports and Financial statments, budgets 
and ather necessary documents to the Assembly for approval; and 
name the Executive Director and work committees deemed necsssary 
For its activities, The President of the Board is the legal rep- 
resentative of the Federation, Ha or she may delegate some or a11 
OF the functions OF the Presidency to the Executive Director (,in 
actual practice the current President has invested the Executive 
Directar with practically all the powers of the Presidency), 

. ,.. 
c, gxecG_t,iv~ Comrnitte~, The Executive Committee serves as 
an oversight m~chanism and advisory body to the General Assembly 
as well. as an auxiliary to the Board of Directors. It is composed 
of representatives From Five member organizations, elected by the 
Assembly For a two-year period. They cannot be reelected For con- 
secutive pariods. The current members are listed in Attachment 9; 
they represent Four local and one US PDO, and all but the latter 
are Hondurans. There is currently only one woman representative 
on the committee, 

The functions OF the Executive Committee are to assist the Board 
in the elaboration OF reports and evaluations on developmert is- 
sues; advise the Board in determining policies with regard to re- 
lations with central and local government and other national and 
international organizations; prepare position papers on the 
budget, Financial statements and other issues for the General As- 
sembly; and perform audit functions. It meets as necessary. 

d. Pther Committees. In addition to the legally constituted 
structure defined above, there is a committee elected by the As- 
sembly under the terms of the AID project to approve subproject 
proposals Cthe Financing Committee, or CODEFIN), which will be 
discussed in section B.6 below; there are also seven advisory com- 
mittees appointed by the Board to work in specific areas and two 
ad-hoc sectorai committees Csee Attachment 21. 

e a  Staff. The staff is not part of the formal legal struc- 
ture of FOPRIDEH; staff members are employed by the Federation to 
carry out its purposes and activities. 1he staff is headed by an 
Executive Director, who is appointed by the Board and approved by 
the Assembly. As noted above, the Executive Director has been 
vested with considerable authority by the President. 

The staff is organized into three departments: Administration and 
Accounting, ProJect Analysis and Monitoring and Special Rctivities 
Csee Attachment 2 ) .  The composition and functions of these de- 
partments are discussed in section 8.2 below and the appropriate 
Functional sections Following. 



f'. pelatinnshins and-, FOPRIDEH's structure reflects 
its identity as a federation, in which the mambership Cthe Assemb- 
ly) has the maximum authority and the member-controlled Board of 
Directors is the executive body-membsr control is built into 
FIIPRIDEHts structure, A number of issues relating to control have 
arisen, affecting relationships among members, and between mem- 
bers, the Board, Executive Committee and staff. FOPRIDEH and its 
members are currently enguged in trying to clarify and resolvs 
these issues, 

,!%&aifJons a m o m  Me-. There have been divisions among 
the member organizations which have at times been reflected in 
disputes within its governing bodies, The majur issues which have 
divided tha membership concern the AID-supported subproject fund- 
ing program--both whether FOPRIDEH should fund projects and, more 
specifically, whether it should do it with AID funds; and the 
larger but closely relatad issue of FOPRIDEH's basic purpose and 
direction. Cancern has grown that the subproject Funding program 
has dominated the organization to an excessive degree, distracting 
from its fundamental purposes. The majority consensus was and is 
that the funding program is desirable and that the nID OPGs gave 
FOPRIDEH the msans to develop as an institution and carry out the 
representation and coordination functions originally envisaged by 
the members, by means of the staff and structure supported by the 
AID funds. Nonetheless, there has been considerabla discussion 
of how to restructure the Financing program so as to retain its 
benefits while minimizing its liabilities (see sections 8.3, C.2 
and D for further discussion with regard to AID funding). Cur- 
rently, further discussion of restructuring is awaiting develop- 
ment and approval of an overall conceptual framework for FOPRIDEH, 
to clarify its ob.jectives and direction Csee section t3.Y below). 

Some cumments were made during interviews which indicated there 
may also be some sense of rivalry between member PDOs and FOPRIDEH 
For available funds. There is some perception that, if FOPRIDEH 
gets funds from donors, there will be correspondingly less for its 
member PnOs. However, the more widespread consensus seems to be 
that the members receive valuable services From FOPRIDEH and see 
it as a source of institutional support rather than a rival. 

Recommmdation - The efforts currently underway to 
refine FOPRIDEH's conceptual framework and basic direction 
should clarify its role and position with ragard to its member 
organizations and should endeavor to dispel any sense of 
rivalry and emphasize services and support to PROS, 

flember/Board Relationz. Cunflicts have at tunes affected 
member/Board relations, including use of the Executive Committee 
to oppose the Board. This illustrates the fact that the dual 
Board/Executive Committee structure provides an extra mschanism to 
Facilitate member control, but also lends itself to use in inter- 
nal conflicts. 

I 



-Staff Relaturn. There is a Fairlu widespread sense 
among the member org~nizations that the staff is too expensive, 
This seems to be based on at least three different considerations: 
FQPRIDEH staff are paid more than most PDQ staff; members Peel 
that the staff is absorbing Funds that could go more directly to 
boneFit the members; and members Fear FOPRIDEH will be unable to 
sustain the current staff when AID Funding ends, There is also a 
strong Feeling among member organizations that no new staff should 
be added, and that both control of the organization and benefit 
From it ,  should remain firmly with the members, not the staff, 
These perceptions have affected personnel policies and managemant, 
staFF training and the use of the dollar OPG, and have also been 
at variance with USAID'S perceptions that more staff is needed for 
some functions C s e ~  section 8.2 below), 

Board/Staff Re-. Interviews with both Board and staff 
members indicated zonsiderable involvement by the Board in the 
day-to-day affairs of FOPRIDEH, The Board members see this as 
desirable and as their rightful role; the staff tend to see it as 
undue interference in administrative matters or as inconsistency 
on the part of the Board, which has shown a tendency to become in- 
volved sporadically or to let things go ahead and decide later if 
it approves or not, This problem iu aggravated by FOPRIDEH's 
structure, which gives all power to the Assembly and the Bonrd, 
and 
the 

does not clsaFly specify the role OF the ~xecutive Director or 
staff. 

Recommendation - Regulations Creglarnentosl should be de- 
veloped by the Board, in consultation with staff, which clear- 
ly define the role, authority and responsibilities of Board 
and staff, Policies shauld be defined by the Board to guide 
staFF actions, to avoid imonsistent case-by-case interven- 
tions w3ich interfere with both eFFiciency and morale. 

Personnel, 

a, Gom~nsition and Q.ua_litu W E  Sf&.. FOPRIDEH's staff cur- 
rently consists of 17 people, 12 OF which are in professional, 
managerial or technical positions. Five of the latter are women, 
but only one department head is fsmale CProJsct Analy- 
sis/Monitaring>, (See Attachment 51,  

Rs noted above, there are three departments. The largest is Pro- 
ject Monitoring and Analysis CDASPI, with two analysts and three 
field supervisors. This departnsnt is in charge of subproject, 
analysis and Follow-up and also provides project-related technical 
assistance. The Administrative/Accounting Department is in charge - 
of these Functions and also provides technical assistance in these 
areas to NGOs; in addition to its chief and an assistant, it also 
includes personnel contracted to administer funds For two large 

- 



projects under project management agraements between FOPRIDEH and 
USAID CPROALMAI in one casa and The Population Cauncil in the 
other Cdiscussed in section B,3 belowl, The Special Activities 
Department deals with training and technical assistance to NGOs; 
it is staffed by a coordinator and an assistant, 

Whila it is generally agreed that the current staff members are 
competent and qualified, there are, as has been mentioned, varying 
assessments as to tha need For additional staff, The membsr orga- 
nizations and Board Firmly oppose increasing the staff; the Execu- 
tive Director maintains that the current staff level is adequate, 
but that demand For more technical assistance would necessitate 
mare staff; and the LJSAID Pro.ject Officer considers the staff to 
bu too lean, particularly for administering the PROALNA project 
and developing ather reimbursable services and Fundraising needed 
to promote self?-suFFiciency. 

With regard to the PROALNA project Ca health project to promote 
breastfeeding, implemented by the Ministry OF Health and National 
Council on Social Welfare>, it appears that the problems involved 
may have resulted more from the fact that FOPRIDEH took it over 
in mid-stream and encoi~ntered resistance to its intervention from 
the implementing agancies, than from lack of staff. These prob- 
lems now seem to have been resolved and grant management appears 
to be proceeding normally. In any casa, any such contract manage- 
ment agreements either do or should pay for the necessary staff; 
and staff salaries should be covered by the fees charged for other 
reimbursable services Csee section B.3.d For Further discussion of 
such reimbursable services>. 

The situation is less clear with regard to additional staff For 
Fundraising and technical assistance, since hiring more staff can 
affect self-sufficiency negatively as well as positively. In view 
of member concerns, these issues should be addressed in the pro- 
cess of determining FOPRIDEH1s future course. Depending on the 
organizational priorities and structure developed, it may be 
desirable to reallocate resources among departments rather than to 
increase the staff, unless staff costs are specifically provided 
for under existing Funding agreements. 

b. Personnel Policies and Prac-. The major issue with 
regard to personnel practices concerns salary levels and raises. 
As noted, the members and Board consider FOPRIDEH's staff to be 
too highly paid, particularly its managerial staff. Even some 
staff members concur that salary levels are disproportionate to 
those paid by membar PDOs. The rationale For this is that higher 
salaries attract and retain more efficient and productive staff. 
However, it is clear that the member organizations take a dif- 
ferent view, and the Board has refused to grant the regular annual 
raises provided for in FOPRIDEH's personnel policies. The result 
is that staff salaries have dropped below the amount contemplated 

ci 



'n i:he AID OPG budget CFOPRIDEH's Executive Director claims that 
the orgnnization has been functioning For Four years on the amount 
programmed Par three) and some staff members, aware of this dis- 
crepancy, are resentful, While this has not created serious prob- 
lems, it is obvious that there should be a clear policy on salary 
levels and raises rather than ad-hoc decisions. It is also clear 
that salary levels need to be realistic in terms of sustainability 
after RID funding ends. 

j?ecommendation - The Board should review salary levels 
and policies on annual raises, in consultation with the Execu- 
tive Director and staff, If necessary, the higher salaries 
might be frozen for a predetermined period, but otherwise a 
realistic raise policy should be instituted, perhaps varying 
by salary level. Once a policy has been negotiated on 
realistic terms in light of probable future resources, case- 
by-case Board intervention should be avoided. 

c. Training. The USAID dollar OPG was originally intended 
to train FOPRIDEH staff as wall as cover the cost of advisors 
providing technical assistance to FOPRIDEH. The staff training 
Funds were not used as programmed, both because it was difficult 
to send staFF away for training ithe grant originally stipulated 
use of US resources or training) due to work pressures; and be- 
cause the member organizations objected to training only for 
FOPRIDEH staFf and demanded training for PDQ staff as well. Now 
the OPG funds cover training for both FOPRIDEH and PDO staff, 
using Honduran or Central American as well as US resources and 
sites Csee the Program saction, C.3, for discussion of PDO traln- 
ingj. FOPRIDEH staff members are assigned to attend training 
courses or semlnars sponsored bu FOPRInEH or others, but many feel 
thls is insufficient and there should be a more systematic ap- 
proach to staff training. A specific need expressed was for com- 
puter training. 

Recommendation - Staff training needs should be assessed - 
and plans to meet them incorporated into the overall training 
plan for PDOs. Assignment of staff to specific training 
courses should be determined to the extent possible by the 
needs assessment. If possible, the most urgent specific staff 
training needs should be programmed with remaining OPG funds. 

Financial Soundnesg 

a. Oueratinn Exuense~. FOPRIDEH1s actual operating expenses 
for the period January 1 through July 31, 1908 totalled L913,696 
($206,8231; operating revenue totalled L278,616 (S139,300l. Oper- 
ating income Capart From grants recelvedl covered 67% of operating 
costs for the first half of 1988 Csee Attachment 6). Operating - 
expenses took 20% of the total budget during this period. The AID 
grants now cover the bulk of FOPRIDEH's operating expenses, allow- 
ing it to save to help cover expenses when the grants end. ,'. . 



Almost a11 of FOPRIDEH's operating income during this period was 
derived From interest on obligated AID subpro,ject Funds held an 
deposit Cabout 67% of total income) and overhead allowances for 
project management C3022, consisting of 9,52 on subproject grants 
and percentages on the PROALMA and Population Council projects 
handled by FOPRIDEH, rlembsr dues and affiliation fees accounte~d 
For only about 2% OF income, 

With regard to operating expenses, 96% went to salaries and bena- 
fits, 31% to training and technical assistance and about 10% to 
travel expenses, 

It is obvious that FOPRIDEH will have a serious problem covering 
its operating costs when the AID funding ends, given that a large 
share of its operating income to date has come From interest on 
AID funds. While FOPRIDEH has gotten maximum benefit From its 
careFul management OF these Funds, this will inevitably decline 
sharply as they are disbursed. 

The Executive Director currently estimates that if, when AID fund- 
ing and the income derived from it end, the only program funds are 
those from IDB and the UN World Food Program Csee below), it will 
be necessary to cut at least one person From the Special Ac- 
tivities department Ctrainingj and two from project analysis, as 
well as support staff, which would mean a drastic cut in services. 
It would also be necessary to move to a smaller office, and may 
require recruiting a less expensive Executive Director. 

This situation underlines the urgency OF Finding other sources OF 
income, whether From donors or from reimbursable services, dis- 
cussed below. Possible Further USAID collaboration to help 
FOPRIDEH cover operating costs is also discussed in the Fundrais- 
ing section below, 

b. Proaram Funds. FOPRIDEH's current sources of program 
funds are the WSFIID OPGs for subpro.)ect funding 2nd train- 
ing/technical assistance CSS,S00,000 total LOP Funding), and an 
AID grant of L1,700,000 CS950,OOO~ For the PROALMA project, which 
is implemented by other agencies under FOPRIDEH administration. 
FOPRIDEH has also recently received some European donations for 
training and equipment and a donation of seeds for dirtributinn to 
NGOs, for a total value OF L66,000 C%33,000), 

Thus, virtually all program funds currently are From AID, and 
these grants will terminate in lt/88 CPROALMAI, 3/89 (the dollar 
OPGI and 12/90 (local currency OPGI. 

A recent change within the local currency OPG allowed a portlon OF 
the Funds to be used for loans to PDOs rather than grants 
iL750,OOO). FOPRIDEH intends to make more use of loans with the 



IDB and IAF Funds it has solicited in order to provide Further 
program Funds through repayments and interest. While no income is 
coming From this source at the moment, it would increase in Ampor- 
tance as loan Funds grow, 

&commendati~~~ - In implementing the loan program care 
should be taken to allow adequate interest rate spreads so 
that both FOPRIDEH and the recipient NGO can cover at least 
their direct costs. Interest rates to beneFiciaries should be 
at market level For the activities Financed, 

FOPRIDEH has just received notification of preliminary approval OF 
a soFt loan From the Inter-American Development Bank CIDBj Small 
Projects program For Ll million C1500,OOOl for a small credit pro- 
gram, with a non-reimbursable component of S60,OOO For technical 
assistance. Negotiations are also underway with the UN World Food 
Program to establish a Fund to support microenterprise, using 
monetized Food shipments; iF approved, this would provide LY00- 
600,000 CS200-3C~0,0001 in program Funds to FOPRIDEH. There is 
also a possibility that this UN grant could serve as counterpart 
Funds to leverage an additional L600,OOO program grant From Spain 
uslng European Economic Community Funds. Other pending proposals 
For program Funding include a request to the Intor-American Foun- 
dation For L868,OOO For a rotating credit Fund and a training ten- 
ter, a proposal to OxFam For L228,000, and one to the Naumann 
Foundation for L235,OOO Cpart of which would be For operating 
costs) , 

FOPRIDEH has clearly been working hard to get program Funds From 
non-AID sources. However, all the above proposals would provide 
approximately S1,78Y1000, considerably less than the AID funding 
has provided to date. Therefore, it is very likely that 
FOPRIDEH's program will be substantially reduced in size and scope 
when AID funding ends, even in the optimistic case that all cur- 
rent proposals are approved and allowing For the same efficient 
management of Funds to produce maximum interest income that 
FOPRIDEH has demonstrated with its AID support, 

This is occurring as PDO demand For FOPRIDEH support in training 
and technical assistance as well as project Funding is increasing; 
and at a paint when FOPRIDEH has developed the installed capacity 
to manage subproject approval and monitoring eFFectively, is tak- 
ing steps to improve its ability to provide training and technical 
assistance, and perhaps most important, has made substantive prog- 
ress in gaining credibility as an organizatian OF and For Honduran 
PDOs. In order to conserve insofar as possible the capacity and 
credibility which FOPRIDEH has developed, more program Funds must 
be obtained, which will depend on both Fundraising and development 
of reimbursable services, discussed below, as well as on increased 
use of loans For subproject Funding. 



c. Fundraisim, With AID-supported technical assistance 
From PACT in early 1988, FOPRIDEH has developed a plan to diver- 
sify its Funding base and generate income to help cover its costs. 
The major elements of this plan, which entered into eFFect in 
April 1988 and will run through December 1989, include as a first 
step, definition OF institutional policy (the conceptual framework 
reFerred to earlier, discussed in section B.9 below) and, based on 
this, refinement of tha types OF projects and activities to be 
supported, The next steps comprise collection and analysis OF 
data on Funding sources, now underway; preparation of descriptive 
and promotional materials; and visits and proposals to selected 
international Funding sources in the US, Canada and Europe (it is ' 

suggested that Japanese and Arab-funded sources also be included). 
A plan For national Fundraising is also included, requiring a 
prior study OF local conditions and possibilities. In addition, 
the plan emphasizes development of raimbursable services Cdis- 
cussed below1 and raises the possibility of obtaining income 
through productive investments such as an office building Cas 
ACORDE has done in Costa Rica) and/or of beneFitting from a debt- 
swapping agreement between the Central Bank of Honduras and For- 
eign banks. 

Currently, fundraising efforts are being handled by the Executive 
Director and the German long-term advisor (see section B.8 below>. 
The plan contemplates the need for additional staff and/or consul- 
tants to carry it out. AID dallar OPG funds have been 
reprogrammed to help cover the costs OF staff and/or technical as- 
sistance to implement the plan until. 3/89. 

As indicated above, FOPRIDEH is already actively engaged in trying 
to raise Funds From sources other than AID, with some success-- 
some European funds have been obtained, in addition to the ID0 
loan and supporting technical assistance grant, and a number of 
other proposals ate pending, as noted in the fornegoing section. 

The German advisor has been instrumental in Facilitating European 
fundraising. The Executive Director and the advisor have traveled 
to Europe, and the contacts made are being pursued. However, 
European fundraising has been hampered to some degree by political 
factors--many European donors are unwilling to support programs 
which have received AID Funding. FOPRIDEH is hoping to overcome 
this reluctance by developing a clear, socially progressive devel- 
opment philosophy, by maintaining ongoing contact and sending a 
Flow of program information to selected donors, and by demonstrat- 
ing its ability to attract funding from "neutral" sources such as 
IDB and the UN. In an effort to develop a more independent image, 
it is also contemplating restructuring its subproject Funding pro- 
gram into a semi-autonomous entity with multilateral funding, gov- 
erned by FOPRIDEH priorities and criteria rather than directly by 
donors Csimilar to what HAUA has done in Haiti). 



FOPRIDEH is now Following a clear, well-conceived strateg~ for 
achieving greater sslf-sufficiency, with AID support, However, 
this process got started rather late in the game, in part due to 
FOPRIUEH's concentration on subproject Funding to the detriment of 
other activities and in part due to a change in emphasis within 
the USAIO Mission (which will be discussed in section 0.3 below), 
While self-sufficiency was always an objective of the OPGs, it 
received very little emphasis during the first two years of imple- 
mentation, A USAID policy shift in 1987 resulted in much more at- 
tention to this issue and consequently greater pressure on 
FOPRIDEH to undertake the eFForts toward self-sufFiciency now un- 
derway. However, the larger political cantext referred to above, 
together with a deteriorating international economic situation, 
all beyond the control. of either the Mission or FOPRIDEH, have 
complicated the process. It is not at all clear that FOPRIDEH can 
attain a suFFicient funding level by the time AID assistance ends 
to avoid serious program cutbacks and loss of its installed capac- 
ity unless some other type OF support is Forthcoming. 

Because of its investment in this program and continuing interest 
in supporting h60 development efforts, and taking into account the 
delay in serious attention to self-suFFiciency and the inadvertent 
effect USAID support has had in discouraging other donors, it is . 
suggested that USAID may want to consider some means of bridging 
the gap. While it is clear that USAID policy and priorities 
preclude extension of the current OPGs, other approaches con- 
sistent with its policy and resources may be feasible. The major 
possibilities wol~ld involve further specific subproject funding 
under one of USAID's existing sectoral programs, an endowment, 
and/or reimbursabls service arrangements such as grant management 
Cthe latter will be covered in the next scctionl. 

Recommendatinn - Provided that FOPRIDEH continues in- 
tensive e€Forts, satisfactory to USAID, under its salf- 
sufficiency plan (including local as well as international 
fundraisingl, USAID should consider Further specific sectoral 
program funding Cwith some overhead allowance1 to FOPRIDEH; it 
should also consider the possibility of helping FOPRIDEH ob- 
tain income-producing property which would contribute to its 
operating expenses as well as providing office and program 
space, such as the training center noted bolow Cif not funded 
by IAF). 

d. Re_imhurw@le Servica. FOPRIDEH already charges for some 
services, such as photocopies, technical assistance, training and 
project management. However, these have provided very limited in- 
come to date. 

The self-sufficiency plan includes greater emphasis on such ser- 
vices, A key element in the plan is construction of a training 
center, for which funds are now being sought. Several donations 



of equipmunt which could be used in the center have already been 
received, In additzon to using it For its own programs, FOPRIDEH 
plans to rent this equipment--and would also rent the training 
center Facilities--For tra,ining or other purposes consistent with 
its objectives, In addition, the plan contemplates offering ser- 
vices such as accounting, computer work and project preparation, 
as well as expanded technical assistance, training and project 
management services. 

Since FOPRIDEH has already established the precedent of charging 
For at least some OF the cost OF its services, it is unlikely to 
encounter resistance in principle From the NGOs, However, there 
is probably a Fairly low ceiling on the amounts which can be 
charged because of the economic limitations of most local NGOs, so 
it is unlikely that Fees will ever completely cover the costs OF 
all services, particularly training. With careful planning and 
monitoring, Fees For the various services can be balanced so that 
the more profitable services help cover the deficits incurred by 
others, 

In addition to charging For specific services, FOPRIDEH is also 
contemplating raising its mumbership dues, which help cover its 
services. Member organizations currently pay annual dues of L200 
($100 at the official rate of exchange; much less at the actual 
rate), Many member organizations agree that FOPRIDEH needs more 
support From its members and that dues need to be increased; a 
level of L500 has been suggested as a first step, rising eventual- 
ly to L750 or L1,OOO. 

In addition to services to the NGO community, FOPRIDEH seeks to 
increase its activity in managing projects for dnnor agencies. 
Currently, as already noted, FOPRIDEH is managing two such 
projects, the AID-Funded PROALMA project and one for The Popula- 
tion Council. It will derive a total of L283,996 CSlY1,7WI in 
income for managing these projects, both of which end in 1988. 
Because OF the indicated limitations on income derived From ser- 
vices to NGOs, managing projects for donor agencies 8iR0uld be 
pursued to augment income From services. Although thrwe have been 
diFFiculties with the PROALMA project, they appear to have been 
overcome; FOPRIDEHJs management of the Population Council project 
has gone well, Therefore, this existing capability should be used 
so that the experience gained by the staff in charge is not lost 
when the current projects sustaining them end. 

Recnmmendation - FOPRIOEH should make intensive efforts 
to interest other donor agencies i n  its project management 
services. Meanwhile, USAID should consider using FOPRIDEH's 
capacity to manage grants as a means of achieving its objec- 
tives of contributing to private development efforts, reducing 
Mission workload and promoting FOPRIDEHJs sustainability. 



e, Financial Cnntralg and Auditq, Both the 1987 evaluation 
and USAID action memoranda recognize that FOPRIDEH has developed 
adequate Financial n~anagcment procedures. A November 1986 admin- 
istrative/Financial analusis by the USAID Controller's OFFice 
identified needed improvements in accounting procedures which were 
subsequently implementsd to USAID's satisFaction, In addition, an 
independent audit of FOPRIDEH was conducted by the local office OF 
Peat, Marwick, Mitchell & Co, in 1987 with satisFactory results, 

Lt .  Jnstitutianal Planninq and P-ammina 

a, Conceutual Framework. FOPRIDEHPs major institutional 
planning effort is development of a conceptual Framework to guide 
its direction as well as that of its member organizations. This 
has been referred to in several of the foregoing sections, and in 
one way or another underlies most of the major issues affecting 
the Federation. 

As already noted, the need For such a Framework developed out of 
the perception that the AID-Financed,subproJect funding program 
had taken over the organization, to the detriment of the other 
Functions for which it had originally been created. It has also 
evolved from the growing identification with FOPRIDEH by its mem- 
ber organizations and their sense that FOPRIDEH must be a Honduran 
institution at the service of Honduran development needs and 
priorities. FOPRIDEH's need to diversify its Funding base and at- 
tract European and other donors has also been a factor motivating 
definition of a clear and appealing philosophy OF development. 

There is certainly a growing sense of nationalism within the 
FOPRIDEH membership, probably aggravated by the overall political 
context; however, the impetus behind FOPRIDEH's search for.in- 
stitutional identity seams to be a desire to resolve its institu- 
tional problems and develop a stable organization which can effec- 
tively address Honduras' socioeconomic problems, not a desire For 
political confrontation. Indeed, there is a general recognition, 
as has been mentioned, that without USAID support neither FOPRIDEH 
nor many of its member PDOs would have been able to reach current 
levels of development. The membership now wants to build on this 
base to develop a more autonomous national development organiza- 
tion. 

The process of developing a conceptual framework has been underway 
for the past several months. A preliminary consensus was devel- 
oped at an August 1988 meeting attended by representatives of 
twenty member organizations, and a committee was appointed to 
draft a document for approval by the next Assembly. Documents de- 
veloped by local and European organizations, as well as AID, have 
been used as models, 



While it is premature to specula'm an the content of this docu- 
ment, it will probably comprj-se a brief analysis OF the situation 
in Honduras and a general dsfinition of developmsnt as humarl- 
centered, taking into accaunt the human need to both be and have 
more and so becoma more Fully hu~an, The specific c~mponents OF a 
FOPRIDEH development model are iikely to include elements such as 
the right to work, to social Justice, to Full participation in 
society, to independence and to economic growth. It will probably 
also include strategies to achieve development, such as promoting 
participation and securing basic needs, and will identify intended 
beneficiaries, 

Whatever the fiqal Form and content of this Framework, it will 
serve as the basis For decisions on restructuring the subproject 
Funding program and For implementing the Fundraising plan de- 
scribed above and other specific plans noted below. It should 
also help clarify relations between FOPRIDEH and its member orga- 
nizations and promote cooperation in working toward clearly under- 
stood mutual goals, This effort should be understood as the first 
step in an ongoing process OF institutional planning. 

b, Other Plans. In response to the 1987 evaluation and at 
the urging of USAID, FOPRIDEH has developed three specific com- 
ponents of an institutional development plan for itself and the 
PDOs. In addition to the self--sufficiency plan described earlier, 
these include plans For training and technical assistance and sub- 
praJect impact evaluation, which will be discussed specifically in 
subsequent sections of this report. These plans should be incor- 
parated into an overall comprehensive plan based on the conceptual 
Framework and translated into specific annual workplans. 

Recommendation - Once the conceptual Framework is com- 
pleted, a comprehensive long-term institutional plan and an- 
nual workplans should be developed to put its provisions into 
efFect . 

Jnformation 'Coll~tion and Diciseminatiqa 

a. Proaram-Relatea. A survey OF member organizations con- 
ducted in 1987 verified the need For improved information ser- 
vices, an area in which activities are just beginning. FOPRIDEH 
is currently trying to develop a library of books, magazines and 
audiovisual materials on development and training topics for use 
by the NGO community, as well as a computerized data bank on both 
donor institutions, as already noted, and on NGOs operating in 
Honduras, including program activities. The programming has been 
completed For this system and it is now ready for data entry. 
Computerized information would be available to FOPRIDEH and the 
NGO community, possibly for a fee if it is determined that NGOs 
are willing to pay for information (although buying information is 
not yet a widespread concept in Honduras). A funding proposal to 



Oxfam to cover some information system costs is still pending, It 
is important that these activities proceed as quickly as possible, 

Other activities relating to dissemination of program information 
have boen limited mainly to publication of a periodic bulletin on 
d~~veloprnent topics, courses and events as well as news of FOPRIPEH 
and its afFiliates, FOPRIDEH has also produced two publications 
on the characteristics and role of PDOs in development, and the 
need to dnvelop a development perspective beyond specific project 
activities, There has also been some press coverate to help in 
crease public interest in PDO activities. 

b. r m n  . Organizational information has be'en 
lim?ted :r:Loenebblletin and a couple of promotional pieces to 
date. Once the conceptual framework is approved, it is 
anticipated that new descriptive and promotianal material will be 
prepared, particularly For Fundraising purposes. 

6. Subu ro lect Preuaratio n. Review and al~ctinn 

This topic was covered exhaustively in the 1987 evaluation and 
wasfound to be Functioning well. Recommendations For Fmprovament 
made in the evaluation have been implemented, and a brief review 
of the process confirmed that it is working effectively. There- 
fore, it will not be described in detail, but its elements will be 
summarized in the following sections For comparative purposes. It 
is possible that these priorities, criteria and procedures may be 
modified if the subproject financing program is restructured in 
light of the new conceptual framework, although there are no 
specific plans to modify them at this time. 

rioritieq a. O_b.lsctim and P . The purpose of the subproject 
funding program is to support PDOs in carrying out their 
socioeconomic development activities to benefit the marginal urban 
and rural population. Use of local resources and labor is 
stressed, as is satisfaction of basic needs. 

First priority will be given to projects which increase employ- 
ment, productivity and income; second priority is given projects 
which meet health, human resource development or other service 
needs. A11 projects should demonstrate some potential For becom- 
ing self-sufficient, and should not discriminate on the basis of 
sex, religion, race or political affiliation, Funded institutions 
must respect and accept FOPRIDEH's philosophy, principles and ob- 
jectives. 

b. Criteria and Procedureq. Eligibility criteria apply to 
the institution seeking funding, the project itself and the bene- 
ficiaries of the project. 



years OF experience in development, and are non-proFit OPDs or 
similar institutions with legal standing CpersonerIa juridica:~ or 
which are in the process OF obtaining it. CNate that this 
restriction was recently instituted as a result of an evaluation 
recommendation; previously other types of institutions without 
personerIa had baen eligible and many have been Funded, including 
beneFiciary organizations such as cooperatives and "patronatos"S, 
rlernbership in FOPRIDEH is not required. Institutions must have 
suFFicient qualiFled personnel to implement the project; previous 
experience and evaluations will be taken inta account in deciding 
eligibil.ity. 

There is a specific weighting system For distribution OF FOPRIDEH 
resources among diFFerent types of applicant institutions, taking 
inta account their experience and capacity, their geographic Loca- 
tion, whether they are local or Foreign, religious or secular, and 
members or not, 

Project criteria stipulate that projects must be consistent with 
FOPRIDEH's principles and objectives, be development projects, and 
be non-sectarian and non-political. Beneficiary participation 
should be promoted. As noted above, productive projects receive 
highest priority, and self-suFFiciency and replicability are 
stressed. Projects must meet a real need, and the necessary ser- 
vices and infrastructure must be in place to implement them. Ge- 
ographic priority areas may be considered, as well as the need to 
ensure that projects in the same region don't conflict. Counter- 
part Funds are required and their use must be approved, 

BeneFiciary criteria provide that they must be low income, either 
rural or urban, of good character and suFFicient capacity, and 
they must participate fu1l.y in the project, including identifying 
the problem and collaborating in its solution. Key socioeconomic 
variables wlll be considered, and credit beneficiaries must 
demonstrate their capacity to repay. 

There are no expressed priorities or criteria with regard to gen- 
der except prohibition of: sex discririlination; participation by 
women is somewhat low (see Program section3. 

Recnmmendation - The statement OF priorities and project 
and beneficiary criteria should stress the importance of 
trying to reach and include women in Funded projects. 

Subprcject review and analysis is the responsibility of the Pro- 
ject Analysis and Monitoring nepartment CDASPI. Final approval is 
by the Finance Committee CCODEFINI; however, the Mission states 
that, in spite of clear stipulations In the grant agreement, the 
Board of Directors has sometimes also taken a role in project ap- 
proval, which clearly it should not do. USAID Formerly had veto 
power, giving it Final approval rights, but by recent amendment to 



the OPQ this has been eliminated, in accordance with a recommenda- 
tion in the 1987 avaluation, 

The CODEFIN is made up of the Executive Director Cwho has a double 
voto in case of a tie), three representatives of membar PDOs ' 
[elected by the Assarnblyl, thr~ee members of the private/social 
sector and a USAID representative with voice but no vote. Sub- 
stitute members are also selected. The CODEFIN meets as requirad 
to approve projects, usually monthly, 

Briefly, the analysis and approval process comprises the following 
steps: preliminar~ discussion of the concept; determination OF 
eligFbility and acceptance For analysis based on a project profile 
and supporting documents; presentation and analysis of a Full 
propc~sal, with modifications as necessary; preparation by DASP of 
a summary and recommendations; submission to the Executive Direc- 
tor For approval and recommendation; presentation, with the Fore- 
going recommendations, to CODEFIN For final approval or rejection; 
notification to the applicant and, if approved, and after com- 
pliance with any conditions precedent, preparation and signing OF 
an agtreement and disbursement of Funds. 

The 1387 evaluation concluded that the process followed is effec- 
tive and Fair. The diFficulties with subproject approval stemming 
From delays in USAID disbursements noted in the evaluation have 
been overcome and the project approval process is proceeding in a 
normal and timely fashion. None of the PDO representatives inter- 
viewed had any complaints about the process. 

c o  Uolums and Qualitu of Prouosala. Since FOPRIDEH's sub- 
pr:oJect grant Funding program began operating in 1906, 63 
proposals had been received as of July 31, 1980, of which 37 have 
been approved, 21 rejected, 3 withdrawn and 1 is still pending. 
Under the new luan program two requests are pending. 

According to DASP personnel, demand is increasing; 12 proposals 
were presented -in July alone. Furthermore, demand is now greater 
than resources, and not all good proposals can be Funded, though 
it is possible that some that don't get grants may qualify for 
loans. 

Most proposals require considerable DASP technical assistance to 
meet FOPRIDEH's requirements. It is estimated that about a 
quarter of the time of DASP staff is spent on such technical as- 
sistance. 

7. Suburolect Vonitorina and Fvalwinn 

'DASP staff regularly monitar funded projects through a series of 
field visits as well as rmiew OF periodic written reports from 
the NGO responsible far the project, as well as less formal commu- 



ill 

nicutlons and contacte. Othar FOPRIDEH clapr-kmsnta mau also be 
involved in monitoring as nsces%~ary, such as the Exscutivo Direc- 
tor, Accounting or advieorCs1, All monitoring procedures are 
clearly set forth In e manual, Pollow-up procedures veru accord- 
ing to the needs and capacity OF the recipient institution; three 
specific l~vels are s~!t forth in the project monitoring manual, 
tailored to recipient organization characteristics. The manual 
defines the purpose OF monitoring as objective determination OF 
implementation progres:~, in accotdence with project goals and 
planned tirneFrame, as woll as use of project funds, DASP prepares 
a monitoring plan For each project befors an egcsamsnt is signed, 
according to guidelines laid out in the manual; the plan is 
reviewed regularly durin~? the course of the project ~ n d  revised as 
necessary. 

The usual procedure, according to DASP, is to make a visit about a 
month after the First disbursement, tu m ~ k e  sure that implsmento- 
tion is off to a good start, As well as reviewing reports Cusual- 
ly made quarterly), visits are usually made at the time of sub- 
sequent disbursement requests to review progress and request any 
necessary corrections, At the ond of ths implementation period, a 
final visit is made to make sure that com.pliance is adequate. As 
noted, the actual number of project visits varies according to 
needs, from monthly to quarterly, averaging about six over the 
life of a project. According to the 1987 evaluation as well as 
FOPRIDEH staff and PDO representatives interviewed during this 
current evaluation, this process is working well. 

As part of the new loan program, there are also plans to institute 
within DASP a system to track PDO credit projects and compliance. 

The 1987 evaluation Found that most emphasis had been gn monitor- 
ing, with very little attention given to evaluatiun, and recom- 
mended that an evaluation system be developsd. Consequently, with 
AID-supported technical assistance, FOPRIDEH formulated an impact 
evaluation plan in early 1988. This plan is designed to develop 
the capacity to perform impact evaluations within both FOPRIDEH 
and the PDOs through a structured learning-by-doing training pro- 
cess to begin in September 1988, This activity will be funded 
through the AIO dollar OPG. 

As stipulated in the plan, as of April 1988 all projects funded by 
FOPRIDEH are required to collect data in a standard format pres- 
cribed by FOPRIDEH at the beginning of the project and again at 
the end in order to help determine project impact. Mini- 
evaluations have been conducted for seven completed projects, al- 
though without the baseline information now being required, and 
limited to completion of planned project activities, achievement 
of obJectives, use of resources and identification of Factors aF- 
Fecting project development, 



Important prograss has been made irr dovelaping greater evaluation 
capacity; this &Port shauld cantinue, and equal effort should he 
made to anaurs that the information gsnereted is used in both 
FOPRIDEH and PDO programming, 

FOPRIDEH had a long-term US advisor, a former UBAID employes, From 
the start OF the USAID OPa until March 1988, to assist with 
organizing internal administrative and opsrating policies and pro- 
cedures, These terms OF reFerence became obsolete and the rola- 
tionship became unsatiseactory From FOPRIDEH's point of visw, so 
his contract was allowed to expire. A shorter-term advisor was 
also in plnca For a year or so in 1985-06, also funded by the OPB. 
This advisor haipsd with liaison with the PDOs and communitles. 

For about tlre last year and a half FOPRIDEH has had a Bermen long- 
term advisor pr~vided by the international Intergovernmental Com- 
mittee on Migration CCIRI. His salary in paid partially by the 
German Government and partially by FOPRIUEH, He has been particu- 
larly involved in European Fundraising eFFortr and in helping 
FOPRIDEH develop its conceptual Framework, although he is involved 
in all areas OF FOPRIDEH's activities to some degree, His as- 
sistance appears to be eFFective and appreciated by everyone in- 
volved, including USAID, A couple of concerns were expressed: 
that the organization may be becoming overly dependent on his as- 
sistance, and that he sometimes mag overstep his advisor role. 
But overall, opinions of this advisor were very positive. 

c .  WGRAM--NATURE RND EFFECTIVENESS 

1. Re~resentation and Cnordinatian nP the NGO Sectnr 

a. elatianshi~s with NGOs. The current evaluation con- 
Firied the Finding OF the 1987 evaluation that FOPRIDEH has made 
great progress in winning the support of PDOs. Most of the PDO 
representatives interviewed spoke OF FOPRIDEH as their organiza- 
tion, and the membership has been steadily growing, now comprising 
about a third OF the recognized PDOs in Honduras. Representation 
and coordination were cited by most of those interviewed as the 
primary functiwns of FOPRIDEH, and the main reason they became 
members. The recent formation OF sectoral committecr. on hausing 
and informal sector development is a concrete effort to bring in- 
terested PDOs together so they can exchange infarmation and coor- 
dinate their actions in these areas. 

As noted earlier, while FOPRIDEH was initially created as a repre- 
sentational and coordinating mechanism, as a result of the AID OPG 
most OF its efforts were directed toward the subproject Funding 
program, and FOPRIDEH was idantified by many as simply an AID 
Funding mechanism. However, the organizational capacity developed 



as a result of the AID Funding also enabled it tn strengthen the 
Functions Por which it was originally created, as the member in- 
stitutions began to make their needs and desires clear, While 
this process has not been without conflict, a consensus appears to 
be developing that will do much to resalve members' differences, 

The search For a commonly accepted conceptual framework is an im- 
portant step in the process of consolidation OF FOPRIDEH as a rep- 
resentative and coordinating umbrella institution For PDOs, 
F'OPRIDEH is now at the center of an effort by local PDOs to define 
a Honduran development model. There is a growing consensus that 
the Funding program as uell as other elements of FOPRIDEH1s prs- 
gram such as training and technical assistance should further a 
broadly shared national development philosophy, and be recast if 
necessary in support OF kt. In short, FOPRIDEH is maturing as an 
independent institution and developing its own identitg, Most of 
the people interviewed seemed convinced that FOPRIDEH would sur- 
vive as an institution after AID suppart ended, though on a 
reduced scale, because the PDOs need it to represent thoir common 
interests, to help them keap in touch and coordinate actions, and 
to provide information and technical assistance. 

b d  Relationshiu with the Government, FOPRIDEH has continued 
to make progress in becoming the voice af the PDO community before 
the Government and a wide variety sf public agencies. As noted in 
the 1987 evaluation, it has been involved in a number of Joint ac- 
tions with public sector institutions and acts as a Formal or in- 
Formal advisor to numerous agencies", 

While its relationships with the Government have been positive and 
collaborative in general, FOPRIDEH has also demonstrated its 
ability to deFend the interests of NGOs against what they perceive 
as undue governmental interference; recently, for example, it was 
instrumental in getting a proposed law oppnsed by the NGO com- 
munity withdrawn. 

c. P e l a t i o m s  with nther mncisq. FOPRIDEH is becoming 
increasingly recognized by pi,rblic and private internatic~nal devel- 
opment agencies as a representative of Honduran PDOs. FOPRIDEH 
has been active in establishing contact with international donor 
agencies both on its own behalf and on behalf of member PDOs. It 
has also participated in international meetings, courses and semi- 
nars, and sponsored a 1987 conference in Honduras which brought 
together 78 PDOs working in Honduras and seven international orga- 
nizations, as well as numernus 
organizations. 

2 ,  Financial S u m t  for NGfh 

a a siza and Nafue _gf P r m .  
funded 37 projscts For a total 

Honduran public and private sector 

As of July 31 FOPRIDEH had 
value of L5,812,155 CS2,906,078 at 



the official exchange rate), Tllis represents commitment of over 
70% OF the project Funding money available under the AID OPG, 
which should be fully committed by the 12/90 termination date. 

Of this amount, about 57% has gone to 17 member PDOs and 16% to 6 
non-member NGOs, including social assistance agencies such as the 
Honduran Red Cross, Nearly all these are Honduran institutions; 
only three are internationally affiliated CUSI .  The remainder has 
gone to a total OF 19 local beneficiary organizations such as co- 
operatives, unions or guilds and "patronatos" (as noted, the 
original decision to Fund such organizations has recently been 
changed; the 1907 evaluation Found that dealing directly with ben- 
eficiary organizations was not consistent with FOPRIDEH1s function 
as a PDO umbrella organization), 

The activities supported by Funded projects are varied: nearly 70% 
has gone to credit projects for agricultural or livestock produc- 
tion, small or microindustry or commerce and services; about 10% 
is For training, followed closely by health (8%) and other agri- 
culture/rural development activities (7%). Smaller amounts have 
gone to transport, reforestation and infrastructure projects. 
(See Attachments 7 and 83. 

Overall, the FOPRIDEH Funding covers 99% of the total cost OF 
these projects, while counterpart funds from the recipients cover 
about 372, with Funds from other sources [generally other donors) 
covering the remainder. 

The ceiling on grants under the AID OPG is L200,OOO CS100,0003. 
To date 19 projects have received grants for this amount. The 
smallest grant is for L29,800; the average grant size is L157,085. 

m 

The projects detailed above have all been funded by grants, To 
date, only two loan proposals are under consideration, For a total 
of about L330,OOO; because of excess demand for grant Funds, some - 

of the grant applicants may be referred to the loan program. 

b. Imnact on NGOq, The funding program has had a sig- 
nificant impact on local NGOs, both by supporting direct project 
activities and covering a portion of their operating costs through 
project grants. About 21% of FOPRIDEH's overall project Funding 
has gone to covw NGO salaries and travel costs far staff, with 
another 3% for equipment and materials and nearly as much For ad- 
ministrative costs (see Attachment 33, 

In addition, the credit programs managed by NGOs with FOPRIDEH 
grants generate revenues which help cover their costs. Although 
the PDOs and NGOs are Far Prom attaining self-sufficiency, given 
the very low income level OF their beneciciaries, this is a step 
in the right direction. 



Eight OF the 13 PDOs consulted 
From FOPRIDEH; one OF thesa is 
currently has a proposal undor 
with FOPRIDEH Funding has beer1 
nugative comments, 

in Honduras have received Funding 
a non-member. One other member PDO 
consideration. Their experience 
positive, or at least generated no 

The impact OF the Funding program has not been totally positive, 
however, As has been mentioned, there is some disagreement within 
the member organizations both with regard to having a funding pro- 
gram at all and with regard to having it financed by AID, The 
arguments agaznst suhproject Funding are that it distracts From 
the Fundamental rapresentation/coordination Function of FOPRIDEH 
and that it promotes competition among the members for Funds, 
rather than the sense OF unity and cooperation expected within a 
Federation, Some members have also objected to FOPRIDEH's funding 
program, seeing it as competitive because they Feel that it 
endangers their direct access to RID Funding, However, this does 
not appear to be a common attitude, With regard to the problem 
with AID Funding per se, this appears less serious. Uery few mem- 
ber organizations object to accepting AID money on principle, gen- 
erally on political or policy grounds, e.g. not accepting any type 
of governmental support. However, even thase organizations par- 
ticipate in other FOPRIDEH activitias. It is OF course possible 
that AID support may keep other PDOc from aFfiliating, but most 
Honduran NGOs appear eager to receive Funds From any legitimate 
donor source, As noted, these differences appear to be lessening 
in the~r divisive impact as FOPRIDEH develops a more cohesive 
identity and philosophy, Much of the impetus t3ward restructuring 
the funding program has been a desire to conserve its evident 
benefits to the NGO community while lessening any tendency to in- 
terfere w i t h  group unity and avoiding identification with any - 

single donor, It remains to be seen whether and how these objec- 
tivnr; 1 ~ ~ ~ 1 1  ultimately be achieved. 

c. Imoact on BeneFiciarieq. While FOPRIDEH's purpose is to 
strengthen the.NGO sector, the ultimate goal, aF course, is to 
enable Honduras' poor to improve their quality OF life through 
more eFFective NGO interventions. 

A previous section OF this report noted that an impact evaluation 
system For FOPRIDEH and its members is Just in its initial stage 
OF development. ThereFore, there is very little in the way OF 
hard impact data at this point. OF the seven completed projects 
For which performance evaluations have been completed, Five met or 
surpassed the programmed project goals and two Failed ts Fully - 
meet them Cone due to circumstances beyond project control and one 
because of insufficient Funds and unclear conditions). While 
these were not impact evaluations, it is clear that beneficiaries - 
did receive the programmed outputs. 



Visits to beneFiciaries of three FOPRIDEH-supported PDOs in 
Tegucigalpa provided Further evidence of beneFiciary impact, Can- 
varsatians with recipients of microenterprise credit indicated 
that all had been able to expand their businesses and increase 
their income to same degree. 

With regard to gender, an analysis OF 27 FOPRIDEH-Funded projects 
revealed that about 35% of the beneficiaries overall are women, 
Two projects benefited women exclusively; eight benefited only 
men, While one OF the latter was in a clearly male-dominated ac- 
tivity and one was For male alcoholics, three were in agriculture 
and two in small industry and commerce, all activities in which 
Honduran women participate. As recommended earlier, women's par- 
ticipation could be promoted to a greeter extent if FOPRIDEH 
placed greater emphasis on the importance of trying ta reach women 
in projects which it supports, It was suggested by one person 
that FOPRIDEH ought to hava a section For women's projects. 

3, Technical t9ssi:gtanc~ and Traininn Sunoort For NGOg 

a ,  3 -13 of Pronraq, In 1987 FOPRIDEH sponsored 
or coordinated 21 training events for a total of 209 participants, 
and FOPRIDEH staff attended five additional events sponsored by 
other organizations. Eight events have been sponsored by FOPRIDEH 
in April-August 1988, with 183 participants; FOPRIDEH staFf and 
officers also attended an event sponsored by INCAE, (Figures For 
the First quarter OF 1908 were inadvertently left out; based on 
the quarterly averages For 1987-88, there may have bean From three 
to six additional events during this period]. These training 
events hava covered a wide range of organizational, administrative 
and technical topics. 

In addition, FOPRIDEH has provided a substantial number OF "becas" 
(scholarships) to allow PDO and FOPRIDEH personnel to attend 
training seminars or courses in Honduras or abroad. 

FOPRIDEH covers the costs of courses and seminars given to general 
groups of participants; when training is givsn For staff of a 
single institution, it pays part of the cost. Scholarship costs 
are usually shared between FOPRIDEH and other sponsoring institu- 
tions. 

Prior to 1987 there appears to have been little emphasis on train- 
ing; most of FOPRIDEH's energies were going to t h ~  subproject 
Funding program. As a result of a 1987 survey c f  NGO training 
needs and in response to recommendations in the 1987 evaluation, 
more attention has been given to training during the last two 
years, as the member institutions have demanded greater support 
and emphasis on institutional development. In 1988 FOPRIDEH de- 
veloped a new training plan, with the aid of corrsultants Funded by 
the USAID dollar OPG. 



It has already been noted that recent changes in the agreements 
with USAID have permitted use of OPG funds tn train PDO as well as 
FOPRIDEH personnel, as well as greater use OF Honduran or Central 
American trainers and programs, A condition attached is that all 
those recuiving training should train others and submit materials 
received to FOFRZDEH so that it can capy and distribute them to 
other PDOs as well. The intention is to gradually develop a team 
OF local trainers who can continue to work with FOPRIDEH and the 
NGO community without Further external funding. 

FOPRIDEH's training emphases are now increasingly on participatory 
research and development and institutional planning for PDOs, in 
adciitiori to technical and sectaral training events. Training 
events are oriented tu help PDOs roflect on how to work with the 
beneFiciary population more effectively in order to increase im- 
pact, 

Technical assistance to NGOs is provided by most of FOPRIDEH's 
staff but principally by DASP, to help applicants develop ade- 
quate project proposals, and by Accounting, to strengthen account- 
ing and administrative systems. Othar sec;tions have provided as- 
sistance in developing fi.~ndraisitsg proposals and in identification 
of organizations to meet specific needs, as well as such things as 
translations, At least 29 separata instances of'technical as- 
sistance were recorded For 1987; there have been 27 recorded for 
the April-August 1988 period, a marked increase. 

b. Imaact an NGOz, It is clear that FOPRIOEH's training and 
technical assistance has had some impact on strengthening NGOs 
which have received its help. Although all NGOs are eligible For 
these services, member organizations have made much more use of 
them than non-members. PDO representatives interviewed indicated 
that almost all their organizations had received some training or 
technical assistance, and had a largely positive view of these ef- 
forts by FOPRIDEH. Some suggestions For improvement were mads, 
such as spacing the courses out to allaw more time between them 
and avoiding lengthy courses, to make it easier For PDO staFf to 
attend, It was also suggested that FOPRIDEH could serve as a 
coordinator For training offered by NGUs and others, to avoid 
duplication and reduce costs. Because OF the limitations of 
FOPRIDEH's staff in providing technical training and/or technical 
assistance, outside local consultants should be contracted to pro- 
vide it. A preference For Honduran personnel For training and 
technical assistance was expressed by several respondents, both 
For reasons OF cost and appropriateness to their needs. It was 
also suggested that technical assistance should be more systematic 
and consistent, with regular visits to determine needs and provide 
follow-up Cit appears that FOPRIDEH is now tr~ing to implement 
such a system), 



Racomm- - While it appears that training and 
technical assistance eFForts are developing well, efForts 
should continue to assess NGO needs and tailor training and 
technical assistance to them as closely as possible, More ef- 
Fort may be required to assure that inFormation on these ser- 
vices reaches non-member organizations, Coordination of 
training by NGOs or establishment of an information clearing- 
house on training events should also be considered. 

D. PELATIONS WITH AID 

1 .  ~srformance in Msetinn AID Ol~lective~ 

The stated purposes OF the AID OPGs are to create a self- 
suFFicient mechanism to evaluate and Fund NGO development projacts 
in Honduras and to provide assistance in institutional strengthen- 
ing to both FOPRIDEH and the NGO community. An oFFicially un- 
stated, though important, purpose is to reduce the administrative 
burden on USAID and provide greater effectiveness and Flexibility 
in reaching and dealing with NGOs. The question of publicity For 
AID will also be discussed briefly. 

a. St~barolect Fundinn Mechanism. The projected outputs in 
the OPG agreement with regard to subproject Funding state that 
FOPRIDEH will have provided Funding For the Full allotted amount 
(L8,125 million) to an estimated minimum OF YO subprojects. The 
agreement also states priorities For the types OF projects Funded 
and outlines the analysis and approval procedures to be Followed, 
which are those noted in section B.6 above, As discussed in this 
section and section C.2 above on program results, FOPRIDEH is 
clearly meeting this objective. It is complying with the 
priorities and procedures approved by USAID and has already funded 
37 projects; current demand indicates that all funds will be com- 
mitted by the 12/90 termination date, 

b. Institutional Strenathnning. The agreement states that, 
by end OF proJsct, FOPRIDEH should be a Fully staffed, equipped 
and Functioning organization with the institutional capacity to 
fully execute its mandate. It also states that FOPRIDEH will have 
provided training and technical assistance to an estimated YO mem- 
ber and non-member NGOs. The supporting dollar OPG complements 
this objective by providing Funds for long- and short-term techni- 
cal assistance to FOPRIDEH itself, and by amendment, also prcvides 
Funds ta support FOPRXDEH training ?.nd assistance to NGOs. 

As discussed in various sections of this report, FOPRIDEH is de- 
veloping into an eFFective organization not only with regard to 
its ability to carry out the Funding, training and technical as- 
sistance Functions emphasized by the OPGs, but also with regard to 
its growing credibility and support within the NGO community, its 
effort to develop a clear direction and greater cohesiveness among 



its members, and increased eFFectiveness as a representative and 
coordinating mechanism For PDOs, It has c:leerly had an impact on 
strengthening the NGO sector and providing a voice For its con- 
cerns and publicity For its contributions tw development, with 
respect to tha government, other agencies and the public, Both 
members and non-members recognize their nemd For such an institu- 
tion and appear willing to support it to the extent possible, 
bearing in mind their own limitations. 

As For training and technical assistance, given the number of 
events and participants, FOPRIDEH has probably already exceeded 
the estimated target for number OF NGOs assisted, although it is 
clear that far more member than non-member organizations are 
benefiting. More emphasis has bsen pl.aced on training and techni- 
cal assistance during the past two years and thero are clear in- 
dications that the program has improved and is generqlly meeting 
NGO needs, though continued improvement should be s~ught. 

FOPRIDEH's major problem with respect to this objective is the 
question OF its long-term sustainability. While the outlook For 
FOPRIDEH's institutional sustainability is good, the Financial 
outlook is less rosy, as noted in section B.3 above, A strong eF- 
Fort is underway ta diversify its Funding base and give greater 
emphasis to reimbursable services and to loans rather than grants, 
but even in the most optimistic case, FOPRIDEH's installed capac- 
ity and services are likely to be substantially reduced when AID 
funding ends, though it is likelbj that the organization will sur- 
vive, This issue will be discussed Further in section D.3 below, 
with speciFic reference to USAID impact and actions, 

c. USAID Flission Worklnad and flutrflach EPBectivenew. USAID 
oFficiaLs in the Development Finance section rusponsible For the 
FOPRIDEH project indicated that the project has reduced the Mis- 
sion's administrative burden in dealing with NGOs and has been 
worth the effort From a management standpoint, although it did 
take the project quite a while to get OFF the ground, 

The documentation process 
tion has been normal, wit 
amendments, quarterly and 
are by letter, together w 
tacts, 

Followed with respect to OPG jmqlementa- 
h the usual Flow OF original eg;eements, 
accounting reports. Most transactions 
ith periodic meetings and telephone con- 

There have been complaints From the Mission that reporting has 
been slow and that project liquidation reports haven't been pro- 
vided in a timely fashion. Both quarterly liquidation and 
monitoring reports are only being received at about a rate of one 
rather than the required Four per year. This is a problem which 
FOPRIDEH should resolve as quickly as possible. 



FOPRIDEH has also helped the Mission roach more NGOs than it 
otherwise could have, particularly small local NGOs, The flissiurl 
has reFerred numerous NGOs to FOPAfDEH when approached directly by 
them, However, the Mission's interast in and ability to Fund NGO 
programs appears to be diminishing arid the number OF NGO grants is 
rapidly shrinking due to changes in both circumstances and policy, 
as will be discussed in section 3 below. 

d e  Publicitu For AIQ. The OPG agreement requires that 
FOPRIDEH give appropriate publicity to the grant and the project 
as a program supported by the US and Honduran Governments (through 
the use OF ESF Funds), Certainly the NGOs are aware that FOPRIDEH 
is Funded by AID (though they appear to be totally unaware of any 
Honduran Government involvement), There is very little likelihood 
that the beneficiaries of the projects supported by FOPRIDEH are 
aware OF AID Funding; they are usually only aware OF the role of 
the NGO directly responsible For the project. FOPRIDEH does not 
appear to be making much eFFort to publicize its support, or 
AID'S, For speciFic projects among the beneficiaries or the public 
at large, Becauso of the political situation in Honduras and in 
Central America and the unwillingness of some other donors to as- 
sist AID-supported projects, a low profile may be advisable; how- 
ever, it is not clear whether the current law-profile situation 
regarding AID support is intentional or not. 

Recommendation - If more publicity is desired, AID 
should clariFy to FOPRIDEH the type and extent OF public 
recognition it wants with regard to NGO project beneficiaries 
and the public at large. 

2. AID Guidance and Monitoring 

With the exception of the issues surrounding self-suFFiciencg re- 
quirements and other issues dLscussed in the following section, 
Mission guidance and monitoring are adequate. Communications ap- 
pear to be generally clear and quite Frequent. The USAID ofFi- 
cials in the Development Finance Office most directly involved 
have a good understanding of FOPRIDEH, even though the Project OF- 
Ficer estimated that FOPRIDEH should have someone working on it 
half-time, rather than the 20% he is actually able to spend on it. 
There seems to have been a substantial improvament in the general 
quality of relations and communications betlumen the Mission and 
FOPRIDEH since the last evaluation, which highlighted some sig- 
niFicant problems. As a result OF recomrnendat.ions in the evalua- 
tion a number nf positive changes have been made in both program 
and procedures, which have been noted in prior sections. 

It should be noted at the beginning 
low are set forth as lessons rather 

that the issues discussed be- 
than cri.ticisms, since it was 



clearly impossible to Foresee all these developments initially, 
However, in the light of this exparience, it may be easier to 
Foresee same OF them i n  fu tu re  similar projects--which is, azter 
all, tha purpose OF this evaluation, 

The Fact that AID expanded FOPRIDEH1s initial proposal to include 
subproject Funding--basically to ease its own management burden in 
dealing with NGOs--and that this was accepted by FOPRIDEH over the 
objection OF some OF its members, created a diyision within the 
organization which is only now beginning to be overcame as 
FOPRIDEH seeks to reconcile its various purposes and functions and 
gain a clearer institutional identity. While it is certainly true 
that without AID support FOPRIDEH wauld never have deweloped its 
present institutional capacity, it is also true that undertaking 
the Funding program tended to undermine the Functions For which it 
was originally created. This highlights a certain contradiction 
between AID'S stated objectives of project Funding and institu- 
tional strengthening which was apparently totally ~rnForeseen at 
the time of the agreement, and points out the complexities OF 
dealing with existing arganizations with their own agendas, This 
also highlights a key difference in the way that USAID sees 
FOPRIDEH and the way FCJPRIDEH sees itself: USAID tends to see 
FOPRIDEH as the staFf which carries out the funding program and 
other service functions, while FOPRIDEH has seen itsell? From the 
beginning as a collective of its members, who increasingly see 
their need For representation and coordination as paramount, 

The wider political context in Honduras and associated issues 
relating to US policy in Central America have undoubtedly had an 
eFFect in promoting mutual suspicions which have complicated rela- 
tionships over the entire course of the project. While these ef- 
fects are really beyond the control aF either the Mission or 
FOPRIDEH and its members, they should be borne in mind because 
they have aFfected the course OF the project. There have been 
suspicions on the part of USAID that FOPRIDEH is unduly 
politicized, and suspicions on :.he part OF NGOs that AID Funding 
is tied to a political agenda, Fwr neither of which there is much 
JustiFication in fact. It is to their mutual credit that, in 
spite of these tensions, USAID and FOPRIDEH have been able to work 
together in pra~matic Fashion to achieve their objectives. These 
tensions do illustrate, however, that in situations where the 
political context is sensitive, there can be conFlicts between a 
government agency such as AID, inevitably perceived by some as 
being at the service of US Government policy, and NGOs, which 
pride themselves on independence and are highly nationalistic and 
sensitive to any perceived threat of external intervention, From 
any source. 

Finally, some problems have been due to changes in conditions and 
AID priorities, particularly with regard to the question of self- 
suFFiciency. As has been mentioned, USAID1s emphasis on 



FOPRIOEH1s need to achieva self-sufficisnc~ did not ssriausly be- 
gin until some time in 1987 Calthough even the original timeframe 
was probably too short), It was precipitated by a gensrml shift 
in priorities and management style within the Mission, With a 
shift toward "management by objectives" the Mission began to take 
a sectoralized approach to NGO funding, grouping NBOs in adminis- 
trative "packages" to fund health, microenterprise and agricultur- 
al projects. FOPRIDEH's more general, multisectoral funding pro- 
gram does not fit well with this approach, and the Mission has de- 
cided not to Fund any mora such general OPGs, Accompanying these 
funding priority shifts was a change in policy with regard to the 
use of ESF funding, which has reduced the overall level of NGO 
Funding by the Mission. Undoubtedly, these factors have played a 
role in the Mission's desire to wind up current projects which 
don't Fit the new pattern, making it urgent to insist on self- 
sufficiency by tho termination date. In addition, the Mission now 
has a stronger philosophical emphasis on selF-sufficiency as a 
major goal, 

Together with the shift co sectoral Funding has come a change in 
emphasis from institutional development of NGOs as an end in it- 
self to a Focus on use of NGOs as means to achieve specific USAID 
objectives--more of a "contract for services" approach, While 
there are undoubtedly good reasons for these changes, some un- 
intended side effects have occurred as a result, One of these is 
that they have made FOPRIDEH's achievements in becoming a repre- 
sentative, coordinator and trainer of NGOs of less interest to the 
Mission. Thus, while USAID clearly recognizes the success of both 
FOPRIDEH's funding program and its institutional development role, 
these achievements now appear to carry less weight. The other is 
that the original objectives to which FOPRIDEH initially devoted 
its Full attention--particularly subpraject Funding--have been, in 
effect, replaced. Now that attention has focused almost solely on 
self-sufFiciency, FOPRIDEH feels with some Justification that the 
rules were changed in the middle of the game and it has insuffi- 
cient time to achieve this goal. This has been axacerbated by its 
perception that USAID funding of FOPRIDEH member organizations un- 
der the Mission's sectoral approach has undercut FQPRICEH's 
viability by fomenting competition and disunity between FOPRIDEH 
and its members. FOPRIDEH also sees another USAID funding program 
For institutional support For NGOs involved in small enterprise 
projects CANDI/PYME) as undercutting its role with the NGOs. Al- 
though the Mission certainly did not intend to do this and, in 
fact, the ANDI/PYNE program predates FOPRIDEH, It may be wise to 
try to clarify thls situation, 

While it is impossible to predict such policy shifts, and while 
they may be fully justified, when they occur their impact should 
be taken into account and appropriate allowances made for un- 
foreseen effects. Since it is clearly to the interest of both 
USAID and FOPRIDEH to hasten FOPRIDEH's economic self-suFFiciency 



so that it can maintain and add to its rscognized achievnments, 
AID should be willing to help provide some eFFective means For 1.t 
to do so, In addition to consideration of Further specific fund- 
ing recommended in section 8,3 above Csome additional. program 
Funding under one or more OF the sectoral packages; pro,)ect man- 
agement arrangements; and help in constructing a training center 
or acquiring other income-producing property), USAID should be 
aware of the dissension created within FOPRIDEH hy separate Fund- 
ing of its member organizations, unless this is clearly agreeable 
to all parties. While the Mission never intonded that FOPRIDEH be 
its only channel for funding NGOs, end it maintains a number of 
other mechanisms for doing so, it is also true that separate ar- 
rangements with FOPRIUEH memberq Cnot with non-member orga- 
nizations) tend to undermine the strength and unity of the Feder- 
ation. 

E. MAJOR CONCLUSIONS 

FOPRIDEH1s major accomplishments can be summarized as ~ollows: 

1. It has substantially achieved the original obJectives set 
Forth in the OPG: it is a Fully Functioning legal entity with 
staFF and procedures in place to effectively carry out sub- 
project funding and training and technical assistance to NGOs. 

2 ,  Subproject Funding and training and technical assistance 
provided by FOPRIDEH havs clearly benefited the NGOs which 
have received assistance and through them, the project beneFi- 
ciaries. Continuing efforts are being mads to improve the 
training and technical assistance program, which was initially 
somewhat neglected. Impact evaluation procedures are now 
being improved, which should further promote positive benefi- 
ciary impact. 

3. It has established itselF as a true umbrella organization, 
gainlng recognition and credibility as a representative and 
coordinating body for NGOs From the NGOs themselves as well as 
from the government, other agencies and the public. 

Y .  Significant effort has gune toward achieving greater selF- 
suFficiency duriny the past year, including increased 
fundraising, development of reimbursable services, and estab- 
lishment OF a loan program; a reasonable amount of progress 
has been made, given the circumstances outlined in this 
report. 

5. The FOPRIDEH project has enabled USAID to reduce its admin- 
istrative burden while reaching many small local NGOs it would 
not have been able to support otherwise, 



The main issues or problems which should be resolved if FOPRIDEH 
is to proapar and build on theae accomplishments ere also gum- 
mar ized : 

1 ,  The most ssrious problem is the need to achieve a Par 
greater degree OF self-suFFiciencu baFore AID Funding ends. 
While FOPRIDEH OF course bears the major responsibility For 
this, USAID should recognize the efFscts of its own changes in 
priorities and the political climate which has made it harder 
to get Funding Frum other donors, and provide what assistance 
it can to help achieve this goal, 

2. FOPRIDEH needs to work out its remaining intsrnal problems 
to assure its institutional stability. :hese include complet- 
ing an acceptable conceptual Framework, clariFying relations 
between FOPRIDEH and its member organizations, and developing 
a long-term institutional plan and evaluating the appropriate- 
ness OF the current structures and roles OF its service pro- 
grams in light of the framework and plan, 

3, Board and staFF roles should also be more clearly deFined 
to avoid unnecessary conFlict. Measures should be taken to 
regularize personnel compensation and improve staFF training. 

Y .  In order to more eFFectively reach the NGO community and 
attract membership, information servikes should be improved, 
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The Haitian Association of Voluntary Agencies (HAVA) was 
created in 1981 by developmnt and relief orgtimizatione which were 
either medhm or large in eize and had foreign support or erionta- 
tion. Their purpose in creating HAVA was to provide a way of 
collecting and disseminating information of interest to NGOs 
working in Haiti and of better coordinating tha efforts of the 
NGOsw After the GOH issued a 1982 decree calling for the regis- 
tration of NGOs active in Haiti and giving the impression that it 
was going to become more attentive to and iavolved in the opera- 
tions of NGOs, HAVA came to be seen as a possible vehicle for the 
NGO community to relate to the GOH. HAVAts membership expanded, 
became more Haitian in its composition and more diverse in the 
opinions and needs of its members. Partly as a response to this 
growth, in 1986 HAVA adopted a Charter instifcutionalizing its 
development philosophy, which places primary importance on 
development as a process initiated and directed by community 
groups, with NGOs acting as partners rather than directing those 
groups. 

In early 1984 a Haitian NGO conducted a needs assessment of 
HAVA. That assessment was the basis of H;AVArs proposal for 
support which was submitted to USAID/H. As a result of that 
proposal, USAID/H made an Operations Program Grant (OPG) to HAVA 
in July 1984 for $364,000 to cover its activities through August 
1986. The grant was for HAVA's core operating costs, support for 
technical commissions and seminars for liaison work with US PVOs 
through the Florida Association of Vol.untary Agencies (FAVA) and 
for a sub-projects fund. These amounts were increased through 
four amendments for a total of $1,182,000 to cover the period 
through June 30, 1989. Of that total $881,886 is for core and 
operating costs, $61,537 for technical assistance and seminars, 
$40,000 for coordination with US PVOs, $48,577 for the HAVA 
subprojects fund, and $150,000 for a special grant to a Haitian 
NGO, the Factory Worker's Center (FWC), to be administered for 
USAID/H by HAVA. The basic purposes of the OPG were to: (i) 
strengthen HAVADs institutional and technical capacity so that it 
in turn could "undertake institutional development of individual 
PVOs in Haiti, particularly through promoting concepts of par- 
ticipatory development"; and (ii) "represent the PVO sector in 
Haiti through promoting concerted action in the broadest possible 
sense. 

In additq.on to ths OPG, USAID/H has been instrumental in the 
GOH's agreeing to have HAVA utilize $350,000 in Title I1 generated 
funds, and has used HAVA to administer $472,915 in Title I1 
emergency program funds. 

USAID/W has sponsored two evaluations of HAVA's performance. 
One was in mid-1986 and another as a follow-up on the first was 
performed in April 1987. This review of HAVAts operations was 



parformed by a two-person team from Checchi and Company 
Consulting, Inc. which had been contracted. by AID in Waahingtox~~ to 
parform a znulti-country comparative analysis of USAIP Missionnr 
experiencta with various grouping of NGOs. Fi-Id work for the 
review wa6: conducted in Haiti during eight work days in early 
September 1988. Tha observations in this report are the result of 
that field work, which included interviews with 28 people and 
visits tc s i x  separate activities being assisted by HAVA. (A list 
of the perslons interviewed and visits made is given in Attachment 
1.) 

HAVA is a membership association of NGOs involved in develop- 
ment or assistance work in Haiti. Since its founding in 1981 it 
has grown substantially from its originkl membership o f  22 organi- 
zations. Its purposes and functions have evolved; end, as a 
consequence, .its organizational structure has changed. Since the 
last evaluation in April 1987 HAVA has gone through a period of 
institutional self-analysis and restructuring. The current 
organizational structure was approved by the Assembly in May 1988. 
This section r~eviews the structures currently in place, the 
changes made and the reasons for them; and then assesses their 
effectiveness. 

a. ,Wsemblv of Members 

HAVA currently has 87 member organizations. A recent change 
provided for two membership categories. The first is for Charter 
Members which must be private, nm-profit relief or development 
organizations engaged in activities coiirpatible with IiAVAts 
Charter; have an established organizational history or track 
record of work in Haiti; be legally recognized as NGOs or in the 
process of obtaining legal recognition; and have paid their dues 
and participate actively in the Association. Associate Members 
are those which meet all the conditions but are not and cannot be 
recognized officiailly as NGOs. This modification was made to 
enhance information sharing and collaboration among all the 
entities involved in private development efforts, Only Charter 
Members (which include all current members) have the right to vote 
in the Assembly and to serve as officers of the association, 
providing their dues are paid and they participate in some of the 
association~s activities. If Charter Members fail to meet the 
latter two conditions, they lose their voting privileges until 
they de, 

HAVA's mombers are quite heterogeneous. The original group 
of founding members was composed primarily of large, predominantly 
US NGOs. Since then there has been increasing representation of 
smaller, Haitian NGOs--particularly churches. Most of these local 



organizations ara small and wsak. Currently about half the member 
organizations a m  Haitian; 40% are American; and 38 each are 
Canadian or European. About 30% of the member organizations are 
involved in development and 70% in relief. 

The msmbsre are the foundation of the association. They 
provide input through their participation in the assemblies as 
well as in the committees and activities of the aasociation, 
There are three General Assembly meetings each year for the 
purposes of defining the basic, long-term direction of the 
association and of setting general policy guidelines in keeping 
with H[AVAts Charter and objactivas. Specifically, one assembly 
discusses and approves the annual program plan; one reviews the 
annual progress report on implementation of the plan, and one 
elects the members of the Execu'tiva Committee and Committee for 
the Evaluation of Projects (CEP). The Assembly also approves 
changes in by-laws as necessary. 

The Executive Committee (equivalent to a board of directors) 
is composed of seven representatives who are elected annually by 
the Assembly plus the Executive Director, ex - officb . It consists 
of a president, vice-president, secretary, treasurer and three 
members-at-large. In addition to meeting any specific criteria 
for each position, all members must demonstrate a commitment to 
the development principles in the Charter, a good knowledge of 
HAVA, a record of participation in its activities, and willingness 
and ability to commit the necessary time to do the job. The 
currant Executive Committee consists of persons active in five 
international and two Haitian NGOs. Most of the members are 
Haitian; one is American. Three are women (See Attachment 2 for a 
list of the current members). 

The function of the Executive Committee is to oversee the 
governance of the association on behalf of the membership. It 
assures that the functioning of the Secretariat is in conformance 
with HAVAts general policy guidelines, objectives and principles; 
and that the annual plans drawn up by the Secretariat are carried 
out as approved. The Executive Committee approves policies 
proposed by the Secretariat, provided they are in conformance with 
the guidelines approved by the General Assembly. It may also take 
the initiative in proposing policies. The Executive Cormittee 
meets monthly. 

The third principal organ of HAVA is the Secretariat or 
staff. The Secretariat provides various support services to the 
membership and the development community. It also plays an 
important role in providing direction to the association by 
providing information to and stimulating reflection among the 



members. The Sacretartiat helps the members and other development 
organizations achieve tha goals and objactives formulated by the 
association and contained in the Charter. 

The Secretariat i m  headed by the Direction, consisting of the 
Executive Director and the Assistant Director. The Direction is 
responsible for the management and execution 0% all programs and 
services of the associaltion. It draws tap annual planar, and 
proposes policie .... for approval by the Assembly or the Executive 
Cormittee. In addition to administrative and accounting staff, 
the WbVA Secretariat includos sections responsible for the 
management and execution of specific programs or services, each 
headed by a coszdj na:,or. (Sae Attachment 3, Orgernizational Chart 
of HAVA.) 

The recently approved restructuring plan is an effort to 
respond to the changing needs of the association and to provide a 
framework for its future growth. According to IiAVA" documents 
and to interviews with the Executive Director, the impetus for the 
restructuring grew out of a conclusion that the organization of 
the association had been overly dependent on the volunteer work of 
its members. It is also clear from several interviews that change 
was hastened by an internal crisis involving the Executive 
Committee, the Direction and the staff. 

As part of this process of restructuring, the Executive 
Committee appointed a three-person committee (consisting of t h ~ ~  
Executive Director, Assistant Uirector and Vice-president of t1.e 
Excative Committee) to assess the situation and draw up a plcn. 
The committee performed an in-depth institutional analysis of HAVA 
and an analysis and profile of the membership, based on a random 
sample (15%) of the opinion of member agencies. The effort 
identified as a major structural problem that the participatory 
structure of the association were not well adapted to the real 
situation of the members, and made unrealistic demands an them. 
Specifically, the member survey revealed major problems with the 
role and function of the General Assembly, with the subjects dedt 
with, the participation expected of the members and the manner in 
which they were led. Members felt they should nut be required to 
make decisions on specific issues. Furthermore, the members saw 
HAVA as a dual organization. On the one han,d, it is a forum for 
exchanging information and promoting concerted action; on the 
other, it provides support services. Howeverfathe former struc- 
ture, which was highly dependent on member :initiatives and leader- 
ship, was not well adapted to providing services and facilitating 
information exchange and coordination among the whole Haitian 
development community. 

HAVA had initially been structured on the, premise of full 
participation by its members in every level. of decision making, 



with 1~11 initiatives and leadership expeciml to come from the 
membere. Given the great heterogeneity of t:he membership, 
differing expectations and widely varying de~grees of inutitutional 
development, the levels of pamticipation by the membere had varied 
widely; but, for the majority of mambera, they were low. Assembly 
meetings had never attracted more than half the members--usually 
fewer; and only about one-third could be conwidered to be active 
participants in HAVA. The committee's analywis concluded that low 
participation was not due to lack of interest but rather to 
inadequate circulation of information and to the above-noteid 
akructural problems which created inappropriate demands for 
participation. There was also some comment by interviewees that 
extensive participation was not a Haitian cultural characteristic, 
and that political conditions also worked against that participa- 
tion. Furthermore, the fact that HAVA was originally organized by 
US NGOs may have been a factor in creating unrealistic expecta- 
tions of participation by all members. 

Therefore, modifications and clarifications of roles were 
proposed and approved for all pasticipatory structures and for 
certain staff positions. These are reflected in the current 
structures and functions. The major changes were in the roles of 
the Assembly and the Executive Committee vis-a-vis the 
Secretariat. Rather than being expected to initiate policies and 
participate in all decisions, the Assembly now approves plans 
initiated by the Direction and sets general policy guidelines. 
The frequency of assemblies was reduced, and their purposes more 
clearly specified. The Executive Comm!*tse is also less involved 
in day-to-day decisions. Its main rola is, to approve specific 
policies and to ensure that plans and pol,c!es are carried out as 
approved by it and by the Assembly. 

The Direction draws up plans, can propose policies, and 
manages implementation of all plans and programs. A major change 
in the Secretariat's role has been brought about by restructuring 
the Technical Services section. Formerly, volunteer sectoral 
committees representing member organizations were responsible for 
coordinating and supporting NGO activities in tine different 
sectors. However, only a few were functional because of excessive 
demands made on members' time. Now, paid staff coordinators are 
expected to take responsibility for promoting information exchange 
and concerted action, as well as providing technical assist- ence 
when possible. The volunteer committees have been disbanded. 
Also, the Secretariat's role in sub-project funding has been 
expanded. As a result of these changes, the Secretariat now can 
exercise greater initiative and leadership. 

While it might appear that decreasing expectations of parti- 
cipation by the members would be at odds with HAVAts professed 
participatory philosophy of development, the consensus among those 
interviewed (representing 13 member organizations) was that these 
strvctural and functional changes are generally positive. The 



diminished role of the Assembly and the Executive Committa~ vis-a- 
vis the Secretariat waa not saen a6 a probl~m by moat reagondents. 
The general feeling was that extensive mambor involvement in 
everything was not functional and that things worked bettar now. 
Relationships between the Executive Committae and staff ware 
reported to be good, and clarification of their respective roles 
was regarded as very positive by almost everyone. Howevsr, two 
respondents did indicate a feeling that too much waa left to tht? 
staff, and one questioned whether the Aeaemblyts approval of t h  
plans-given their sparse and irregular attendance-really 
represents the membersd opinions. With regard to the ntaffts new 
responsibility for eectoral coordination, two respondents 
indicated that the volunteer committees should not be dissolved, 
but should continue to work with the staff coordinators. There 
was also some concern that HAVA cannot afford to hire coordinators 
for all the sectors (currently there is only one, with plans to 
hire one more). Because of the newness of thaae changes and 
the brevity of our time in Haiti, it was not possible to do more 
than sample current member opinion. The effects of these changes 
can only be more fully and objectively assessed after more time 
has elapsed, and through observation of the Assembly, Executive 
Committee and other meetings in addition to interviews. 

Recommendation - The final AID-funded evaluation of HAVA 
should be scheduled to allow for observation of Assembly and 
Executive Committee meetings and of meetings and other 
interactions between HAVA8s staff and the members. Suffi- 
cient time should also be allowed to interview a larger 
sample of member representatives in order to assess 
adequately the impact of these structuraJ. and functional 
changes on HAVA. 

a. Quglitv of Staff 

HAVA8s staff consists of 20 people. Of these, 12 are in 
management or professional positions. Fifty percent sf the 
managerial or professional staff is female, including the 
Executive Director and Assistant Director, the HAVA Fund Coor- 
dinator, the Animation Coordinator and the Office Manager. (See 
Attachment 4 for a list of the staff). As noted above, the staff 
is organized by program areas, plus core administrative and 
accounting functions. Currently, there are sections for Informa- 
tion, Technical Services, Legal Services, Animation and the HAVA 
Fund (sub-project funding). Their functions are described in 
later sections of this report. 

Staff quality appears to be adequate to excellent, judging by 
direct interviews with and observation of staff as well as the 
opinions of Executive Committee members and representatives of 
member organizations. The Executive Director was highly regarded 



by all respondents. However, there i s  a problem conaerning the 
number of staff membera. At the time of the evaluation the 
Information and Technical. Servicas areas were lacking coor- 
dinators, and within the Technical Selrvicea eeation there was only 
one ~~ectoral coordinator in place--for Water and Banitation. 
Candidates ware being aought for n second aectokal coordinator 
position in Agriculture. It wau acaserted that budget rertrictions 
do not permit hiring any more sectoral coordinators at the present 
time. Lack of personnel in key sectoral areas, as well au in the 
position of Information Coordinator, ia impeding HAVAYs ability to 
meet members' needs; thus it is important that these areas be 
covered na soon as possible. Given the budget problems, other 
alternatives may need to be explored. One suggestion offered wtm 
that instead of trying to have seven paid sectoral coordinatoro, 
one or two persons with n~ultisectoral experience be hired to 
assess the technical needs of the NGOs and to arrange the needed 
assistance. Another suggestion was to reinstate the volunteer 
sectoral committees at least as a temporary measure. 

Reco.mendatioq - staffing alternatives for meeting need. for 
sectoral ooardlnation and technical assistance should be 
considered and staff hired as quickly as poesible. Mean- 
while, voluriteer coordinators and/or committees of members 
should be reinstated and vacant volunteer positions filled. 

Personnel policies and management urrently are the subject 
of some controversy in HAVA's Secretariat. Whereas previously the 
Secretariat was managed by the Executive Director in an informal, 
open style--"more like a familyt1, as several people put it--during 
the past year there has been increasing emphasis on formalization 
and the creation of a hierarchical structure. Lines of command 
have been established giving the Assistant Director, assisted by 
the Office Manager, responsibility for administrative matters, 
including personnel and accounting. A personnel manual has been 
developed and applied, including performance standards and person- 
nel regulations. The way in which the changes have been made 
appears to have caused some resentment among the staff. The 
current system is seen by some to be in conrlict with HAVAts 
development philosophy. They see themselves as working for the 
people, not for a suporvisor, but feel they are being forced to 
comply with set hours and rigid regulations as if they were 
working only for money rather than for development. There is a 
feeling that the demands of fieldwork are not sufficiently under- 
stood or taken into account in personnel management, regulations 
and requirements. Furthermore, some staff members appear to have 
a sense of insecurity and of not being trusted by the D*irection. 
Added to this are feelings that staff members were not suffi- 
ciently consulted during the process of developing personnel 
policies; that some decisions have been made on the basis of 



pereonality rather than comgetoncet and that there ia unwilling- 
rleprs by the Direction to dirrcues gi9rmonnal iuruem openly with the 
etaff . 

The Directors realize there is aome raauntment, but they may 
not be fully aware of its extent and of the issuer involvsd. 
While it is clear that the former informal, "one on oneW manage- 
ment style is no lonyer practical and that it is advantageow to 
have written policie~e and grocedur@lp, it appears that insufficisnt 
effort has been made to gain staff understanding and aaaeptance of 
the naeded modificatlone. It ia aleo alear that eome etaff 
members see the changes brou,ght abouk in pe~sonal rather than 
institutional terms. Because such parcegtione have consequences 
for staff motivaticn and stability and for a harmonious and 
productive working environment, it is important that these issues 
be addressed. 

- The Direction should consult with staff on 
the problems and issues noted, striving tor open, productive 
discussion and a clear understanding by all parties of HAVAts 
institutional needs. In light of this, personnel policies 
and procedures should be reviewed. 

There ar- no provisions regarding staff training in the 
personnel manual, nor does there appear to be much emphasis on 
this area at present, although the need is recognized by the 
Direction. Budget constraints are a factor. Some staff members 
have attended HAVA-sponsored training seminars for NGOs. T3ara is 
also an effort to send office staff on field trips so they have a 
fuller understanding of HAVA's ~perations. However, more in 
necessary. Specific training needs mentioned were for m:inzngan?ant 
training and accounting, particula~ly for tracking donor accounts. \ 

R e ~ ~ m d a t i ~  - When pursuing new institutional support 
funding, provision should be included for resources for staff 
training. 

HAVA's budget consists of five separate budgets for each of 
the five major sources of HAVAts funds: the OPG from USAID/H, 
funds from the GOH generated under USAIDts PL 480 program, a grant 
from the Interamerican Foumlation (SAF), a grant from CEBEMO/ 
Holland and a grant from the European Economic Community (EEC). 
Budget information is kept on the basis of the cumulati~e utiliza- 
tion of the multiyear grants from these sources. HAVA's con- 
solidated budget rea3,I.y is a spread-sheet assigning the funds from 
these sources by major categories. However, the presentation does 
not provide annualized amounts for the multiyear, global support 
being supplied by CEBEMO and the EEC. Furthermore, the 



oonaolicl&tad budget daen not inalude roma of tho important 
activitier of HAVA such aa the large emaryency projoate fundad by 
USAIDte Title X X  program. Thuu, them dorsa not apgaar to be a 
yaarly budget which inhbgrate~ all theve eouraar, and there are no 
consistent budget promentations over time which would permit 
comparative analyaie on the @valuation of HAVAts activities in 
terms of their aosta. 

Information contained in HAVAts consolidated budget for 1987- 
1988 indicatee that ita operating expenses totcl approximstaly 
$354,000. (That amount dotas not include the cost of providing 
seminars and training, at  technical assistance in connection with 
the IAF credit program or the subproject funda from USAID/H and 
the SAF.) USAID providers the overwhelming share of those 
expenses--$204,230 from the PL-480 generated resources held by the 
GOH and $100,000 from the USAID/H OPG. The balance of $50,000 
Prom the IAF is used to support the administration of its credit 
program. The small amounts of resources obtained from members' 
dues are used for miscsllaneous, off-budget expenses. 

The operating expense budget goes largely for personnel costs 
(62%), office expenses (11%) and vehicle expenses (13%). The 
total of operating expenlses represent approximately 73% of the 
total yearly budget of $485,000. (The percentage may be over- 
stated since the total yearly budget does not include the oper- 
ating expenses and the totals for the legal and theatre activiticg 
being supported by the IAF, CEBEMO and the EEC program. However, 
such overstatement is not likely to be major since, judging by the 
description of those programs, they appear to be structured to 
provide a large share of their support to personnel and office 
expenses.) This is an extraordinarily high percentage. It 
reflects the approach of HAVA of placing emphasis on education 
rather than on moving funds, and using primarily its own staff in 
the effort. It also reflects the fact that almost all of the 
USAID-OPG sub-grant funds and half the IAF credit funds had been 
utilized before the current budget year began. Still, it would 
seem to indicate a need %OK an analysis of the cost-benefit ratios 
of HAVAts current and prospective programs. It also indicates 
that increasing HAVAts staff and other operating expenses to meet 
some of the problems identified in this report will present 
formidable budget prohlems. 

In the near term HAVAts operating expense needs will be met 
by the funds which USAID/H added to its OPG grant to support 
HAVA's operations during the period July 1, 1988 through June 30, 
1989. Lowever, the prospects for meeting operating expenses 
beyond the middle of 1989 are unclear. There will be some 
earnings on the funds handled under a recent grant from USAID/)! to 
the FWC and under the reimburseable services program. Further- 
more, the support which HAVA is seekinq from ather donors-- 



grinaipally tha Intaramariaan Development Bank-aould inaluda 
support for operating costs; but, bafied on part exprrianae, It i@ 
likely t:hat at moet it would aover the immediatr ogrrating aoato 
of the partiuular grograme baing eupportad, HAVA'a fund-rairing 
effort :La not yet well progarad. Tho IAF-augported araclit program 
will not ba ganerating significant repayments even it they were to 
be used for operating costa rather than remaining as part of the 
revolving fund for the credit program, The moet likely eources 
for future funds in the magnitude naoeusnry tq aover e v m  the 
current level of ogerathg coat8 are an additiunal OPG from 
USAID/W or support from the GOH out of funds generated from other 
AID programs. Neither of these source6 have firm plane Lo support 
HAVA beiyond tho current budget yaar. 

Thus, HAVA is in an unstable situation concerning its 
operating costt~. 

&(3~pmmemtion - HAVA should prepare coneolidated yearly 
budgets which are organized according to its program 
categories (not by the sources of financing) and which make 
clear what the costs of each of its major efforts ara. 

E e c m d a t i p n  - USAID/H should review with HAVA what are 
the realistic optiona for financing HAVA's operating expenses 
after mid-1989. 

The main sources of funds for HAVAts prsgrams (apart from its 
general operating expenses) have been: 

o An OPG in 1984 from USAID/H which provided $49,000 for 
the sub-grants program and $61,000 for training and 
seminars and which was largely utilized prior to the 
beginning of the current bfidget year. 

o A grant from the GOH of $340,000 of Title I1 emergency 
funds in late 1986 for four large infrastructure 
projects, most of which were completed by April 1988. 

o A grant from the GOH of $96,000 of Title I1 generated 
resources for the sub-grant program and $29,000 for 
seminars and training to be used during the 1987-1988 
budget year. 

o A grant from the IAF for $165,000 made for an agricul- 
ture credit program and seminars and training, of which 
approximately $84,000 was available for use during the 
1987188 budget year. 



Q Oranta from ZAP, CBBlEMO and the EEC of rome $212,000 in 
1987 tcr cupgoxl~t training and acorninarm urrdar tho Legal 
Sarvictba Program. 

Becauae of tha laok o f  aonrolidatod budgating and racord kaaping 
by HAVA, it ia difficult to be preciae ae to tha level of program 
expenditures in tha moat racent budgat year. However, it in olsar 
that the amounts available tar the grant8 program have been 
deal ining . 

Tha prospects for funding for the groyrama in the future La 
uncertain. Funds tor the current leva1 of the legal ~ervicea and 
theatre programs are availabla for the period until 2990, but to 
expand the program additional tunde will be needed. The reaent, 
amendment to the USAID/H OPG pr~vidad an additional $150,000; but 
this i~ for a special grant to the FWC, and ir n ~ t  available for 
the general program. The TAF credit fund has been ueed. 

The most likely sourca for funds to maintain the current 
level of activities under the sub-projects and the training and 
seminars program would seem to be: (i) the possible loan from 
the YDB for $300,000 to $400,00Q for an e x p a n d m  of the current 
agriculturr crndit fund and an accompanying grant to provide 
technical assistance for the program; and (ii) a possible grant 
Prom the GOH of Title I1 funds currently frozen by UBAIQ/H in 
response to the political situation in Haiti. At the time of the 
evaluatorsf visit to Haiti, confidential negotiations between 
USATD,/H and the GOH were underwa,y concerning the various possible 
uses of the frozen asseta, and HAVA was working on the proposal 
which the IBB had encouraged it to present in December 1988. If 
the GOH-USAID/H negotiations do not provide financial support to 
the general programs of HAVA in the near future, WA,VAts sub- 
projects programs will vary substantially decline; and if the 
proposal to the IDB is not successful, they may all but cease to 
exist. Even if the proposal is succrjssful, it will result in 
HAVA'E undertaking a repayment obligation which will not be easy 
to meet while still carrying forward the philasophy of the 
program. Furthermore, the handling of special grants such as the 
one from USAIDIH to FWC may interfere with HAVAts ability to carry 
out its own program. 

p e c o ~ d a t i o n  - HAVA should review the strategy of develop- 
ment it has adopted from the point of view of its com- 
patibility with the likely sources of financial support for 
its programs. 

c. d Raisina -- Methods, Level and Prosbecta 
HAVA has shown that it is able to attract support f r o ~  

various development agencies. While most of its resources have 
been provided by USAID/M or the GOH with resources generated under 



AID programs, HAVA also has obtained substantial support from IAF 
and CEBEMO, as well as assistance from the EEC and UNICEF. 

HAVA continues to place emphasis on obtaining support from 
external development agencies. As noted above, it glans to submit 
a proposal for substantial assistance to the IDB in December 1988, 
and it sees the EEC and the Canadian Government as good sources of 
future support, with secondary importance being assigned to 
private foundations. However, HAVA does not yet have a strategy 
for generating external support, and it is still in the stage of 
preparing improved background material on itself as an institu- 
tion. No staff member, apart from the Director, is charged 
specifically with the task; and the Executive Committee of the 
Assembly has not yet made the development of the fundraising 
program a priority. 

HAVAts fundraising within Haiti has been limited to obtaining 
GOH funds which were generated under other AID programs. The 
success in obtaining those funds largely is the result of the 
influence of USAID/H. That situation is likely to continue in the 
future. Indeed, there appears to be a conviction among the staff 
and some observers that it is fruitless to try to raise funds 
domestically, and some wonder whether to do so would make HAVA 
subject to non-development influences. HAVA has postponed any 
local public relations effort to the indefinite future, and does 
not appear to plan any effort targeted on such possible sources of 
funding as the local offices of multinational companies or 
socially prominent znd professional individuals. However, it 
vould seem to be defeatist not to even make an attempt. 

To date HAVA has not sought assistance from other organiza- 
tions or from development agencies in preparing a fundraising 
program. 

&!commendation - HAVA should place increased emphasis on the 
preparation of a strategy and plan for fundraising. That 
effort should include at least a pilot effort in trying to 
raise funds domestically, and might include approaching more 
experienced organizations to assist it in its efforts. It 
should consider the possibility of incorporating in its 
strategy a system for assisting members to find funding for 
specific sizeable projects which they may have prepared., as 
long as those projects are consistent with HAVk's development 
approach. 

HAVA was founded as, and has always considered itself to be, 
a service organization for NGOs operating in Haiti. In the 
beginning the services offered were limited and free. The most 
important was assistance to NGOs in obtaining official registra- 
tion with the Ministry of Planning. Later the variety of services 



increased, and HAVA began to charge a fee for some of them. A 
1986 evaluation of HAVA's operations financed by AID recommended 
that HAVA give priority to providing NGOs with services in 
procurement, bookkeeping and training; and that those services be 
provided on a fee basis to help HAVA cover its operating costs. 
The evaluation recommended that a separate department be created 
in HAVA to organize and provide those services, and that it be 
staffed with at least one new professional employee. )The evalua- 
tion also recommended that the implementation of such services for 
fees be gradual in order to ascertain their feasibility and the 
demand for them. It also suggested that there be a sliding fee 
scale dependent on the particular NGO's ability to pay. 

In response to the 1986 evaluation a reimburseable services 
manager was appointed in December of that year. A special 
evaluation in April 1987 found that the program was doing weli; 
had covered its monthly operating costs; and was likely to be able 
to expand substantially. However, in the HAVA staff study of a 
year later, it was asserted that most of the services either were 
not covering their costs or were being utilized mainly by the 
larger NGOs who probably could perform them By themselves in any 
event. As a result, HAVA reduced the services it offers to member 
NGOs to assistance with registering with the Ministry af Planning, 
utilization of the HAVA computer system, photocopying, use of 
microfiche and appropriate technology libraries, and package 
delivery into and out of Haiti. The first two services are 
provided free of charge; the others are on a fee basis. 

The cut-back in HAVA8s services program is subject to some 
criticism. Some argue that the program lost money because of 
inefficiencies in its operation rather than because of a lack of 
demand for them. Some persons interviewed asserted that indeed 
there was an unmet need for services which could be afforded were 
the services to be available on the Basis of ability to pay. 
(Bulk purchasing was one example given.) Others observed that 
HAVA is leaving the impression that it is more interested in 
conducting its own programs (such as the credit fund) than in 
providing services to members. Whether or not these criticisms 
are valid, the.current situation is that HAVA does not see the use 
of reimburseable services as an important source of generating 
income to cover its operating costs; and it does not give the 
program high priority in trying to meet the needs of its members. 

Recommendation - As part of its effort to place more 
emphasis on.being responsive to its members' concerns, HAVA 
might review its analysis of the demand for and cost of 
providing administrative and other services for its members. 

e. Financial Analvsis. Controls and Au- 

HAVA's accounting system already has been the subject of two 
contracted, internal audits which were reviewed by USAID/H, and 



which indicated no serious problems in HAVAfs handling of funds. 
However, HAVA is still elaborating and refining its administrative 
arrangelments concerning budget formats and analyses. Monthly 
reporting on the statw of the utilization of funds from USAID/H 
and fram the GOH has btren put in glace, and work is proceeding on 
reporting for the other sources of funds for HAVAfs programs. 
However, as indicated above, there is not yet an integrated, 
yearly budget for HAVA iW an organization. Partly as a conse- 
quence, HAVA does not attempt to perform cost-benefit reviews of 
its various programs, and it Is even difficult to be sure what in 
fact is the status of HAVAfs yearly budget plans. As indicated 
below, further training of HAVAfs personnel is needed in financial 
accounting. Once that is accomplished, consideration should be 
given to seeking training in the conduct of cost-benefit analysis 
by program component. 

4. Institutional Plannina. Proarammins and Evaluation 

HAVA has a yearly workplan for each of its major activities 
listinq the activities to take place each month. However, it does 
not yet have in place a planning, programming and evaluation 
system. Apart from the Director, no one on the staff of HAVA is 
charged with the responsibility for planning and evaluation. This 
is not to sayathat HAVA is not thoughtful about itself. Clearly 
it is, as is evidenced by the staf:E study and restructuring effort 
which was conducted in April 1988 iind has been discussed elsewhere 
in this report. Nevertheless, that effort was an extraordinary 
one taking place during a time in which the Executive Director and 
the Assistant Director had resigned their positions and were 
devoted full time to the institutional review. It was not part, 
or evidence, of the existence of a system for planning and 
evaluation. 

There is not yet a long-range institutional development plan 
to carry out the objectives which were adopted in the restruc- 
turing effort or to meet the several institutional problems dis- 
cussed in this report. The previoius evaluation of HAVA recom- 
mended that it adopt a strategy for assiatinq its NGO members. 
Although attention has been paid tto this topic, a comprehensive 
strategy has not been worked out yet. HAVAfs staff recognizes the 
desirability of having such an institutional plan and strategy, 
and has undertaken some discussions aimed at assuring the 
consistency and compatibility of the various objectives which have 
been adopted. They acknowledge that they could use help in 
preparing the plan, but they have not yet identified the specific 
types of help they want or the probable sources from which it 
might be obtained. 

HAVAfs Water Sector Committee did produce a five-year (1987- 
1992) plan for a potable water supply program for rural commu- 
nities. This is the result of the previous approach of HAVA in 
organizing its efforts through sector committees rather than 



centrally, and of the exceptionally active participation by 
members sf the Watar Sector Committee. Other sectors are unlikely 
to produce similar work under the reorganization of HAVAts 
structure described previously. 

One aspect of HAVAts strategy which has been discussed in the 
past is the desirability of regionalizing its services. Some 
steps have been taken on regionalization. For instance, there 
have been seminars held in the interior of the country, and there 
is now a sub-project field representati\e stationed in the north 
of the country. However, much remains to be done if that concept 
of operations is to be implemented. Political conditions have 
hindered going forward with such implementation; but so has a lack 
of priority given to the effort by HAVA's staff. 

PIAVA has not adopted a system for conducting evaluations of 
its performance and that of the NGOs and beneficiary groups which 
it assists. The M V A  Fund is trying to learn from its experience, 
and overall evaluations of HAVAYs development and performance were 
conducted in July 1986 and in April 1987 by contract persons 
financed by USAID/H. Furthermore, in January 1989 there will be 
an analysis financed by IAF to identify progress indicators for 
tho sub-projects being financed by that institution. However, 
there does not appear to be any work being done on a system for 
HAVA to produce evaluations of its own performance and of its 
component programs. 

pecomrnendatioq - HAVA should seek to install an internal 
capacity to plan its institutional development and to conduct 
analyses and evaluations of its own progress and that of its 
programs. It should seek the technical assistance and 
training necessary for it to be able to achieve such a 
capacity and a system for utilizing that capacity. In any 
future support to HAVA, USAID/H specifically should address 
this aspect of HAVA's institutional development. 

5. Publicitv and Dissemination of Information 

From its founding HAVA has been seen as a mechanism for the 
NGO sector to explain itself and its purposes to the general 
public and for its members to hecome better informed concerning 
developments affecting their work and for achieving mutual 
reinforcement of their efforts. As HAVA developed and offered 
services and financing it also became important for it to provide 
information to its members concerning the nature and availability 
of those services. 

HAVA has utilized several methods for carrying out this 
responsibility. There are, of course, the periodic meetings of 
the Assembly at which information is supplied and the major issues 
facing the organization are discussed. HAVA publishes an annual 
report summarizing its activities, special reports such as the 



study conducted by the Executive Director and the Assistant 
Director of organizational matters, and a bimonthly six-page news- 
tabloid in English, French and Creole giving information about the 
activities of HAVA, its members and interested assistance agen- 
cies. It also publishes materials for and summaries of aominars 
and other types of training events. 

All of these methods have had some degree of effectiveness, 
hut have also been the subject of criticism. Attendance at the 
meetings of the Assembly has been low, and many observers doubt 
that they are a good way to provide important information--or even 
organize (as distinct from ratify) institutional responses. The 
annual reports are very summary, and not aimed at eliciting 
responses or action. The special reports are not frequent enough 
to be an important source of general information. The impact and 
utility of the news-tabloid were of sufficient doubt that its 
publication recently has been suspended while its format and 
content are reconsidered by the staff. The training materials are 
not circulated widely. As indicated elsewhere in this report, the 
most general criticism of HAVA by its members seems to be that 
HAVA is not supplying them with as much information as they expect 
to receive. While accepting this criticism, the staff observes 
that many of the members themsel.ves do not utilize the information 
channels which do exist; and that many of them in fact have only a 
minimal interest in HAVA. 

Despite the shortfalls in its information efforts, HAVA8s 
reputation in Haiti seems to be good and to have improved over 
time. The issue is how its information efforts can be improved to 
better serve its members' interests. The current thought of the 
staff and of the Executive Committee is to try to increase the 
personal contacts between the staff and the member NGOs-including 
middle-level members of the NGO staffs--ar,d to devote more 
attention to ways to obtain more feedback from the members. These 
are useful steps to take, assuming that the staff can make the 
time available for significantly greater personal contacts. 
-,However, it is unlikely that HAVA will be able to meet all the 
information expectations at once, if ever; and thus it will need 
to adopt some priorities among the major information needs 
identified. 

The main types of information needed are likely to be 
information concerning: (i) the plans and decisions of the GOH 
geared to organizing a HAVA response or position; (ii) HAVk's own 
programs and services geared to enabling members to utilize them; 
(iii) services and financing available to members from sources 
other than HAVA; (iv) technology of interest to membersv programs; 
(v) organizational techniques and sources for assistance in 
improving organization performance; (vi) the availability of 
national and foreign experts on the main areas of interest to 
members; and (vii) memberst own activities geared to achieving, 
mutual reinforcement or even coordination of those activitie~.~ 



HAVA plans to make a start on the last topic by publishing infor- 
mation on the basic programs of its members which was gathered in 
a recent survey. Once it is determined (probably through a survey 
of members) which of these information needs have the greatest 
priority, HAVA can better devise a plan for obtaining and dis- 
tributing the information. As part of any such plan HAVA will 
have to consider ways to utilize computer-based techniques more 
fully. 

Obviously the scope of the information system potentially is 
very broad, and making choices of priorities is far from easy. 
Indeed, the choices will need to reflect th~e priorities adopted in 
the institutional development plan and program strategy or they 
will undermine those priorities. Thus these decisions should be 
part of the improved planning process recommended above. 

Recommendation - HAVA should review its priorities for the 
gathering and distribution of information to assure that 
priority is given to information most wanted by members and 
most supportive of the goals and strategy adopted in the 
institutional development plan and program strategy. 

6. Pre~aration. Review and Selection of Sub-Praiects 

a. Obiectives and Priorities 

Sub-projects are funded through the HAVA Fund, which supports 
both NGOs and groups of beneficiaries with grants and credit. 
However, HAVA does not consider itself to be a funding agency; the 
real purpose of its funding program is education. HAVA sees 
funding as a means of helping organizations and groups become 
stronger, acquire more skills and increase their capacity to act 
on their own behalf. In accordance with the HAVA Charter, 
organizations are encouraged to develop and apply participatory 
approaches within the framework of development projects which will 
contribute to the long-term, sustainable development of grassroots 
communities. 

In addition to demonstrating non-discrimination with regard 
to race, religion, sex or political affiliation, all sub-projects 
funded by HAVA must conform to the following fundamental prin- 
ciples of the HAVA Charter. Projects must: 

o develop out of a process in which the participants 
identify their own needs and solationst 

o seek to address factors which directly contribute to 
under-development; 

o include or result from an educational process through 
which the community beneficiaries obtain the knowledge 
necessary to attain independence and autonomy; 



identify and utilize all human and material community 
resources available; 

' clearly formulate project activities and place them in 
the context of long-term development, to ensure their 
sustainability; 

consider welfare or assistance activities not as an end 
but as a temporary measure within a long-term 
development context; and 

I 

provide eviddnce of innovation or potential 
replicabil$t]i in other areas of the country. 

I! 
Priority is given :to projects which: i 
o are submitgei by small local organizations and/or by 

community-:ba,sed groups ; 
i i 
i n 

o involve wc/mcn in the development process; 
? I 

o production and soil conservation; 
and 

o promote the1 formation of base groups. 

provides small grants to organizations 
them develop their capacity to carry 

out their own. Some larger 
on funds available) 

these too must emphasize community 
used to support concerted action 
different NGQa. Grants for 
member agencies; by non-member 
record; or by non-member 

agency. All must parti- 
objectives. 

The HAVA 
community 
technical 
management 
community and organizationally 
mors for agricultural 

NGOs may serve 
credit funds, 

is 



criteria). Any agency or group requesting loan funds must 
participate in the full training cycle for the credit program. 

Direct Fun&s of Reneficiuv Groups--Pros and Cow. HAVA 
has developed a well-defined philosophy of participatory, 
grassroots development. Its emphasis is on promoting autonomy at 
the community level. NGOs are seen as partners to community 
groups, helping them to develop their skills and capacities to 
become increasingly autonomous, rather than as the primary 
beneficiaries of the program. Hence, HAVAts funding program is 
directed toward strengthening community groups and educating the 
NGOs to help strengthen them, not toward funding or strengthening 
the NGOs per see W A t s  stated purpose in funding projects is to 
demonstrate the efficacy of a participatory development approach 
to the communities and to the NGOs, many of which are still highly 
involved in dependency-creating relief work, and to develop their 
motivation and capacity to work in grassroots development. 
Additional justifications advanced by HAVA for direct funding of 
community groups is its desire to develop a model for such 
programs to be transmi,tted to NGOs for replication, and the fact 
that many NGOs are still incapable or unwilling to meet the 
responsibilities for preparing and implementing such programs. 

Clearly, this approach is congruent with HAVAts stated 
purpose of promoting participatory development and concerted 
action among all development actors. However, the preference for 
directly funding grassroots community groups, particularly in the 
credit program, is unusual; and it has led to some confusion and 
criticism of HAVA among the NGOs. Not all clearly perceive the 
educational purpose or wdemonstration" character of HAVAts direct 
funding of grassroots groups; indeed, some see direct relations 
between HAVA and the community groups aF amounting to competition 
by HAVk with the NGOs and as another example of HAVAts not 
listening enough to its members. One reason for this misunder- 
standing is that the basic purpose of the program and associated 
eligibility and selection criteria for working with NGOs and 
community groups are not sufficiently clear. The differences 
between NGOs and community groups are not clearly defined- 
particularly for small, local NGOs. The conditions under which 
funding goes to a community group with or without an NGO wsponsorw 
are not defined. The role of the sponsor is not defined, nor are 
there any clear guidelines for effectively involving the sponsor- 
ing NGO in the work with the groups. There is no indication 
whether, given the educational objective, preference would be 
given to projects sponsored by NGOs with the greatest demonstrated 
potential for spreading the knowledge gained. Furthermore, there 
,appears to be some contradiction between the stated objective of 
replicability and the practice of funding local community groups 
with no sponsor to act as a mechanism to transmit the experience 
to other groups. Indeed, transmission of a HAVA-developed model 
to NGOs would be facilitated by involving the NGOs in the process 



rather than presenting them with a Itready madeM model in which 
they have had no participation. 

It is legitimate to use a funding program for educational 
purposes, but the educational intent and objectives should bo 
clear and specific, and results should be evaluable. The HAVA 
program could be more effective in meeting its educational 
objective and avoiding misunderstanding of its purposes by NGOs if 
it would expand and clarify its materials on its funding program 
and seek to ensure a participatory approach with regard to NGOs as 
well as community beneficiaries. 

Recommendation - HAVA Fund materials should be revised to 
clarify educational objectives vis-a-vis the NGOs: 

o The criteria for funding projects should give clear 
preference to community groups with an NGO sponsor in 
order to facilitate the transmission of experience to 
other communities and thereby support replicability. 
Funding of non-sponsored, beneficiary-level community 
groups should occur only if there is no possible NGO 
sponsor and the community group is linked in some type 
of federation with other groups which could learn and 
benefit from its experience. 

o Criteria for NGO sponsors should take into account their 
ability to learn from the project and to disseminate the 
knowledge to other communities. 

o The role and responsibility of the NGO sponsor should be 
defined so that its performance can be monitored in 
order to judge the project's educational effect and 
evaluate the efficacy of using funding as an educational 
tool. 

b. Criteria and Proced- 

Criteria. The selection criteria for either grant or loan 
projects are based on the foregoing list of Charter principles. 
(See Attachments for list of the criteria.) They are directed 
principally toward ensuring participatory projects with optimum 
beneficiary impact. As noted above, there is very little emphasis 
on developing the institutional capacity of NGOs. While simply 
trying to comply with these criteria would have some educational 
benefit for an NGO, there should be some more specific examinatian . 
of NGO capabilities in order to improve both project selection and 
monitoring and evaluation of results. 

Recommendation - Specific criteria should be developed to 
assess the institutional development of NGOs, whether as 
sponsors or as direct grantees. These criteria should 
examine the NGOst project planning and proposal development 



process, implementation methodology, and monitoring and 
evaluation capability, and should also serve as indicators 
for performance monitoring and evaluation. 

procedur_ea. The HAVA Fund is under the governance of the 
Committee for the Evaluation of Projects (CEP), an independent and 
autonomous committee of four members elected by the General 
Assembly and one representative appointed by the Direction. Under 
the recent restructuring the CEP has been reduced in size from the 
previous six permanent and ex-officio members,, plus a varying 
number of advisory members. The frequency of meetings has been 
changed from monthly to bimonthly. The possible conflict of 
interest of members of the Committee who also represent or work 
for members NGOs which might be seeking HAVA's financing for 
larger projects is not considered to be a serious problem by HAVA 
staff and members. 

Project selection procedures have also undergone a change as 
part of the restructuring. Formerly the CEP evaluated and 
approved all project proposals at its monthly meetings. Now the 
HAVA Fund staff evaluates all projects up to $5,000, and final 
approval is granted by the Chair of the CEP rather than the entire 
committee. The CEP evaluates and approves all projects over 
$5,000. The purpose of the change is to enable the PIAVA Fund to 
function more effectively by allowing the staff to respond more 
quickly to funding requests, to eliminate the problems caused by 
the absence of a quorum at CEP meetings, and to diminish pressure 
on the CEP members. Since a large majority af HAVAts grants and 
all its loans under the credit program are under $5,000, the 
effect of these changes has been to substantially reduce the 
direct role of the CEP. Current and former CEP members inter- 
viewed either viewed this change positively or expressed no 
negative reactions to it. There were no objections to it at the 
Assembly in which it was approved. As with the structural changes 
described earlier, the impact of this modification on HAVA's 
program should be assessed in the next evaluation. 

Project review and approval procedures can be summarized as 
follows: 

o When contacted by an eligible agency or group, HAVA's 
staff provides copies of its guidelines, criteria and 
application form. 

o When the completed application is returned and all 
information is complete, the staff may make a field 
visit for additional information; it then prepares a 
dossier on the project including the staff's evaluation. 

o The staff evaluation/dossier is presented either to the 
CEP Chair or to the full CEP for approval. 



o The s t a f f  informs t h e  requesting agency of t h e  decision, 
i n  writing. 

o I f  t h e  proj'ct is approved, t h e  s t a f f  prepares a formal 
agreement and secures t h e  necessary signatures.  The 
requesting agency then  receives a copy of t h e  agreement 
together w i t h  t h e  funds disbursement, plus f inancia l  
repor t  and midterm and f i n a l  evaluation forms. 

This process is commendably br ie f  and simple, i n  p a r t  due t o  
t h e  f a c t  t h a t  the  whole process is handled by HAVA--no r i g h t  of 
sub-project approval is reserved by current  donors. I n  order t o  
keep t h i s  advantage and guard its a b i l i t y  t o  follow its own 
development philosophy, HAVA is t ry ing  t o  build s imi la r  autonomy 
i n  approving sub-projects in to  new funding agreements with donors. 
Only one of the  persons interviewed voiced any complaint w i t h  
regard t o  HAVA funding-that it required too much paperwork--and 
t h i s  was f o r  an ear ly  grant,  before t h e  current  procedures had 
been developed. A l l  indications a r e  t h a t  t h e  current  process 
works w e l l .  

c. Volume and Oualitv of P r o ~ o s a l s  

19 proposals were received under t h e  grant  program i n  1985, 
its f i r s t  year of operation. Of these,  e ight  were approved and 11 
rejected.  In  1986, 18 proposals were received, with f i v e  approved 
(though one was l a t e r  cancelled),  s i x  re jected,  two funded through 
other  means and f i v e  l e f t  pending. Twelve proposals were received 
i n  1987, of which four were approved (including one t ransferred by 
t h e  c r e d i t  program), s i x  re jected,  one funded by other  means and 
one l e f t  pending. To date,  32 proposals have been received i n  
1988; only s i x  have been approved, seven rejected,  and t h e  rest 
a r e  pending. To da te  under t h e  grant  program 28% of t h e  proposals 
received have been approved and 30% rejected;  38% have been l e f t  
pending. The g rea t  majority of proposals have come from loca l  
NGOs o r  community groups. Only an estimated 7% have come from 
internat ional  MGOs. 

Under t h e - c r e d i t  program i n  1987 ( the  program's f i r s t  year ) ,  
30 proposals were received of which seven were rejected,  1 2  
approved and 11 l e f t  pending. Of t h e  l a s t ,  only one was f i n a l l y  
approved i n  1988; two were transferred t o  t h e  grant  program, and 
three others  were carr ied over t o  1988, of which one was cancelled 
and two a r e  still pending. The others  apparently were dropged. 
Thirty new proposals ( i n  addit ion t o  t h e  four carryovers) were 
received i n  1988, of which t o  da te  14  have been approved, two 
cancelled, and t h e  rest a r e  pending. None have ye t  been rejected.  
A s  with t h e  grants ,  most c r e d i t  proposals have come from community 
groups d i r e c t l y  o r  from those sponsored by loca l  NGOs. About 20% 
have come from groups sponsored by internat ional  NGOs. For the  
c r e d i t  program, about 45% of proposals received have been approved 



and only 12% rejected. The following table summarizes the above 
information: 

Other 
Received &proved peiected &n&i,ng pen- 

Grant Program 

1985 19 8 11 

Credit Program 

The high number of pending ~roposals probably indicates a 
I lack of sufficient information and/or inability of groups or 

organizations to prepare adequate proposals. HAVA provides some 
training and assistance to groups in preparing proposals and tries 
to determine and meet the needs of NGOs as expressed in their 
applications. However, this does not appear to be an area of 
great concern to HAVA, since it does not consider itself to be 
basically a funding program. However, if HAVA is to meet its 
objectives of using the program as a model and means to train and 
develop the groups and NGOs, it should give greater attention to 
their institutional development, including their ability to 
prepare adequate proposals. 

d. B-q - HAVA should provide more specific guidance 
and technical assistance in proposal development to its 
applicants-and, if possible, to the wider community- 
particularly to NGOs which can then pass these skills on to 
current and future community groups with which they are 
involved. - 

7. iect M o n i t m  

IHAVA has undertaken a large monitoring responsibility-one 
that is larger than was originally anticipated. This is due to 
several factors. First, as discussed previously, W V A  has 
undertaken to work directly with beneficiary groups or, while 
working nominally with the member NGOs, has assumed primary 
responsibility for following the actions of those groups rather 
than relying on the NGOs to do so. This is due principally to 
HAVAts conclusion that many NGPs are not up to the task. Second, 
HAVA consciously has tried to ,:tdertake activities throughout 
Haiti rather than seek to concentrate in areas easily accessible 



to the capital. Third, HAVA has accepted the responsibility for 
administering the relatively large infrastructure projects 
financed Iby USAID/Hfs Title I1 emergency program. These projects 
were different in scope and nature from the onas u~ually supported 
by the HA'VA Fund, and thus they required somewhat different 
monitoring approaches. This1 added dimension of handling special 
programs is being continued through HAVAts having accepted the 
responsibility for administering the USAID/H grant to the FWC. 

To date HAVA appears to be meeting its monitoring respon- 
sibilities. All four members of the W A  Fund division make field 
visits, which are scheduled to take place at each of the major 
steps involved in the preparation and execution of the projects by 
the beneficiary groups. A representative of the Fund is located 
in the northern part of the country to facilitate this work. 
Furthermore, spscial coordinators were hired to address the 
responsibilities of administering the infrastructure projects 
funded by USAID/H and the programs funded by CEBEMO and the EEC. 
There are plans to Increase the staff of the Fund to be able to 
provide more technical assistance to the groups, and that increase 
in staff also should permit better amitoring of the subprojects 
as well as undertaking evaluations of the progress of the groups 
and the impact of the subprojects. However, this step is subject 
to the availability of budget resources. 

Of course there are improvements that need to be made. There 
should be greater systematization (and computerization) of infor- 
mation arising from the field visits. A system is needed for 
comparing the relative progress among groups and sub-projects and 
for providing status reports to the Executive Committee on the 
various parts of the program-in part to compel the staff to 
organize its information concerning the core program, as it must 
in providing reports to USAID/H on the special programs which it 
handles on USAIDJs behalf. However, the key iasue facing the 
monitoring work of HAVA is the extent to which it should be 
assuming direct responsibility for the conduct and monitoring of 
the sub-projects. This is part of the larger issue, discussed 
previously, of whether HAVA should be placing its emphasis on 
preparing and assisting NGOs to administer sub-projects or letting 
itself become the direct motivator and implementor of such 
projects . 

8. yse of External Assistance 

HAVA's creation was brought about by the actions of several 
international NGOs active in Haiti. Furthermore, nearly all of 
HAVAfs financial resources have been obtained from external 
sources or from GOH funds generated by programs of USAID/H. Thus 
one could say that HAVA owes its very existence to external 
assistance. However, that would overstate the importance of 
external influences in the development of HAVA and its programs. 
In contrast to NGO associations elsewhere, HAVA has not had 



resident external advisors to help it organize itself and its 
programs, and the supervision of its activities by the donor 
agencies has been relatively general. In short, despite its 
reliance on external furding, HAVA has been largely in charge o f  
its own development and performance and has relied largely on 
Haitian personnel and experience in its efforts. 

This is not to say that HAVA has not been open to technical 
advice from external agencies. It has. For instance, it received 
assistance from PACT and the Pan American Development Foundation 
in organizing workshops for its members in accounting, in the use 
of computer programs, in planning and analysis and in staff 
training programs; its own staff has attended training sessions in 
fundraising conducted by those organizations; and it has utilized 
studies of such topics as the use of reimburseable services which 
were financed by those organizations. 

The staff appears to appreciate that HAVA might benefit from 
additional technical and organizational advice from external 
agencies. However, they are cautious in soeking that assistance-- 
especially on a long-term or in-country resident basis. (For 
instance, HAVA did not pursue the possibility of seeking funding 
for long-term technical assistance from PACT since it concluded 
that PACT was more interested in assisting in the moving of 
project funds and less interested in the educational and group 
support work which HAVA saw as its first priority.) Certainly 
care should be exercised in agreeing to substantial technical 
assistance, since the organization would have to devote staff time 
and resources to any such effort in order to be successful, and 
HAVA does not warit to recreate the impression that it is basically 
oriented to the views and wishes of external agencies. However, 
the number and importance of the issues and problems facing HAVA 
would seem to demand 3, quantum increase in HAVAfs institutional 
capability, and it seems doubtful that such an increase will be 
possible without substantial technical and organizational 
assistance from outside Haiti. 

Recornmen-n - HAVA should review its attitude toward the 
utilization of technical assistance by external agencies in 
the planning and execution of its programs. In any future 
support for HAVA, USAID/H should analyze how external support 
might better be utilized to assist in HAVAfs institutional 
strengthening. 

1. Re r>r ese n tat ion and Coordination of the NGO Sectoz 

HAVA has made headway on this aspect of its work, but needs 
to put more attention to improving its communication with its own 
members. 



HAVA is seen by its members as a forum--a means for 
exchanging information and experience and promoting concerted 
action. A 1988 membership survey indicated that most members saw 
this as HAVA's principal function; and the evaluators' interviews 
with member organizations confirmed that they see this as a major 
role for HAVA. Most of those interviewed indicated that HAVA is 
fulfilling these functions effectively, with the exception of the 
dissemination of information which most wanted improved. The 
Water and Sanitation and the Women-in-Development Committees are 
the ones which have achieved the most in fostering common actions. 
In addition, as noted earlier, HAVA has a service role--indeed, a 
minority of its members see providing services as HAVAfs most 
important function. Most of those interviewed saw the services 
provided as being useful, although there was some expression of 
dissatisfaction that HAVA was not more aggressive in adding to its 
range of services. 

However, HAVA's basic functions go beyond simply representing 
its members' common interests and providing a means for informa- 
tion exchange and coordination. With the adoption of the Charter 
in 1986, HAVA has also sought to promote participatory development 
concepts and practices among its members and to reach beyond its 
membership in order to work with a wider range of NGOS, community 
groups and others compatible with HAVA's goals and criteria. As 
already noted, an important factor motivating this approach is the 
perceived lack of a development orientation among Haitian NGOs, 
since most are engaged in short-term relief work rather than in 
long-term participatory development. Wh.le this is still true of 
the majority of both member and non-member NGOs, HAVAes emphasis 
on participatory development does not seem to have alienated the 
relief-oriented organizations-no members protested or resigned 
due to adopticln of the Charter, and membership has grown since its 
adoption. There has been some discussion within HAVA as to 
whether members who do not conform to Charter principles should be 
allowed to participate. The consensus has been that they should 
be, since one of HAVA's missions is to educate and influence them 
toward a more developmental orientation. 

HAVAIs relationships with the NGO community in general appear 
to be good. Of the small sample of member organizations inter- 
viewed, most had a good opinion of HAVA, and indicated that it is 
quite well-accepted by the broader NGO community as well. How- 
ever, there were several observations that more could be done with 
regard to outreach, determining NGO needs and disseminating 
information on HAVA and its objectives. HAVA's shortfalls in 
these aspects were attributed to the large amount of time which 
was consumed in preparing for the restructuring of the 
organization and in overcoming the internal tensions which had 
arisen within it. HAVA is aware of these deficiencies, and has 



plans to try to improve its outreach. This should be a priority 
activity. 

b. pelationsbir, with the Goverwnt of Haiu 

Virtually everyone interviewed sees IiAVA as a potentially 
useful intermediary between NGOs and the Haitian Government. Its 
most important functions are considered to be those of monitoring 
the governmentfs intentions, interpreting and disseminating 
information to NGOs on laws and decrees, and representing NGOs in 
negotiations with the government to avoid or ameliorate restric- 
tive laws. Given racent political conditions in Haiti, the degree 
of optimism as to the potential effectiveness of such efforts 
varied. Several respondents noted that HAVA had already had some 
impact in defending human rights and the right of NGOs to work 
with the poor without interference, and that HAVA was instrumental 
in getting a jailed NGO field-worker released last year. The 
general feeling, however, was that it is important that relations 
with the government stress cooperation and collaboration rather 
than confrontation. 

There has been a fair amount of collaboration between HAVA 
and the GOH although HAVA has not continued its participation in 
the government's Mixed Activities Coordinating Cunference because 
that entity was not really doing anything. The GOH has provided 
support to HAVA in the recent paot through agreements with USAID 
for the use of Title I1 funds. HAVA has also collaborated with 
government agencies in various activities such as literacy, 
disaster relief and water and sanitation. However, given the 
unstable political conditions facing Haiti, it cann~t be assumed 
that a smooth relationship between HAVA and the GOH will be 
possible or easily achieved. 

c. Pelationshi~s with Other A a a c h  

In addition to its relationship with USAID and other current 
and potential donors, HAVA also maintains institutional relation- 
ships with a wide variety of international organizations in its 
efforts to promote information exchange and grassroots develop- 
ment. YAVA has collaborated with varilous United Nations agencies, 
including the UN Development Program, 'the Disaster Rtelief 
Organization, the Food and Agriculture Organization, the Interna- 
tional Labor Office and UNICEF. HAVA representatives have 
attended various international seminarrs, and have emphasized 
networking with other organizations sharing the same development 
goals. Two members of the HAVA Fund staff are scheduled to visit 
E'OPRIDEH in Honduras to share experienoe in funding development 
projects. 



As already noted, the funding of projects is not HAVA's main 
purpose--the funding program is a means to educate NGOs and 
communities in participatory development. Consequently the HAVA 
Fund programs are rather small. 

To date, the credit program, which has been in operation 
since 1987 with support from the Inter-American Foundation, has 
lent a total of $54,335 for 26 projects. Amounts for individual 
projects have ranged from $ROO to $3,450, with an average of just 
over $2,000. All the approved projects have involved credit for 
small-scale agricultural production, processing or marketing at 
subsidized interest rates of 9% to 128. All loans have gone 
directly to beneficiary groups; about two-thirds of the approved 
loans have gone to groups sponsored by NGOs, about 65% of which 
are Haitian. To date repayment schedules have been complied with. 
Two groups have completely repaid their loans and have requested 
additional loans to extend their activities. 

The small grant program began in 1985 with $50,000 in AID 
funding. This amount was fully allocated by 1986; since then 
funds for grants have been drawn from PL-480 Title I1 funds. 
Since 1985 an approximate total of $64,000 has been allocated for 
22 grant projects, ranging in size from $600 to $5,000; the 
average is just under $3,000. About 40% of the grants have gone 
to Haitian NGOs, 27% to international NGOs and 32% to local 
groups--beneficiary associations, community federatfr~ns or 
cooperatives--without any NGO involvement. Througb 1986 all 
grants were given to NGOs; during the last two years seven 
projects without NGO sponsors have been approved. The grants have 
been for more varied purposes than the loans. They have included 
agriculture, livestock, microenterprise and infrastructure 
projects. The more recent projects have been mainly for agricul- 
ture. Ih addition, a separate Title I1 grant funded four large 
projects (agriculture, drainage, street repair and construction of 
a home for delinquents) in 1986-87, in the amount of $323,765. 
The amount allocated in grants had declined steadily each year, 
from a high of $35,560 for eight projects in 1985 (all with USAID 
funds) to less than $10,000 in 1988 for five projects. This is 
explained by both a drop in funding--the Title I1 grants ter- 
minated in August 1988--and by establishment of the credit 
program, which may have met some of the demand. 

At the time of our evaluation a new project agreement was 
planned with USAID to channel funds through HAVA for a Women's 
Factory Workers' Center (FWC) which had originally been funded by 
AID through OEF International. If actually funded by USAID, this 
arrangement will channel $150,000 to the FWC during an 18-month 
period. 



The basic impact on NGOs which HAVA is trying to achieve is 
to develop their motivation and capacity to undertake partici- 
patory develapment projects. It was not possible during our brief 
time in Haiti to make a real assessment of whether this is being 
achieved. Interviews with HAVA1s staff indicated that some NGOs 
do appear to be learning from this process, but that it is really 
too soon to see definite results. 

Among the organizations contacted, only three had had any 
involvement with HAVA Fund projects. One of these and one other 
organization had sponsored large Title 11 projects. Of these 
four, one recipient of a small grant had a rather negative view of 
its involvement with HAVA, complaining that it was too bureau- 
cratic and required too much paperwork. One of the Title I1 
sponsors acted only as pass-through (HAVA monitored the project 
directly), and perceived no benefit from its involvement. (It 
also had sponsored a community group for a small grant, and 
provided supervision and monitoring for the project, which may 
have helped develop its capacity to some degree.) A third NGO is 
involved with some HAVA-supported credit projects. It par- 
ticipates in field visits with HAVA1s staff, and has varying 
degrees of responsibility for implementation and monitoring in 
different projects. This organization is satisfied with its 
relationship with HAVA and appears to agree with HAVA8s basic 
concept that responsibility belongs to the community and the NGO 
is only a facilitator. Finally, the other NG3 involved in a Title 
11 project also appears to have applied a participatory approach, 

- 
and had positive reactions to HAVA's approach. 

A factor which has important implications for the degree of 
impact which can be expected is KAVA1s growing tendency to fund 
community groups independent of any NGO. While there are and will 
be benefits for these beneficiary groups, this trend raises the 
issue of whether this is the most effective strateyy for an 
association of NGOS. As has been mentioned, some NGOs perceive 
that HAVA is becoming an operating agency, in effect competing 
with its own members. Aside from this, there is the question of 
whether HAVA, with its limited resources, can really accomplish 
its goals through such direct action, or whether it could more 
effectively multiply its efforks by working through NGOs which can 
reach many more beneficiaries than HAVA can by working directly. 
This topic has been discussed above. 

(1) HAVA should concentrate on working with NGOs to improve 
their ability to work with community groups rather than 
workiag directly with the beneficiary groups. It could do 
this through community pilot projects specifically involving 



one or more NGOs in which HAVAfs staff provides technical 
assistance and training in participatory development 
methodologies but the responsibility for working with the 
community rests with the NGO. 

( 2 )  HAVA should consider allowing NGOs a reasonable amount 
of overhead for implementing projects. In the case of credit 
programs, HAVA's funding might be on a loan basis, allowing 
sufficienat interest spread to cover in~plementation costs of 
the NGO and itself. 

While there was insufficient time and data to do an assess- 
ment of impacts on the beneficiaries, observation of a few field 
projects did indicate that HAVAfs staff is applying participatory 
techniques in the projects observed, and good results were 
reported by their beneficiaries. However, while it is obvious 
that there is enormous need and demand for the type of assisted 
credit that HAVA has been supplying, it is equally obvious that 
HAVA will never be able to meet more than a minute portion of the 
need through its current program. Therefore, as noted above, it 
would be more effective to provide concentrated assistance to a 
wide range of NGOs to help them undertake such an effort. 

(1) Conditions of Credit Prourgm 

A specific problem mentioned by the beneficiaries was the low 
ceiling on loans ($3,000) to groups. HAVA is aware of this 
problem and sometimes subdivides groups to allow for more generous 
loans. A further question arises with regard to the highly 
subsidized interest rates (9% to 12%) that HAVA is charging. 
These rates make it attractive for NGOs operating sub-project 
programs with their own funds to move their groups to the HAVA 
credit lines and consider them lograduated." Thus, there is a risk 
of creating a permanent dependency of the beneficiary groups on 
subsidized financing rather than graduating them into the fonnal 
credit system or promoting greater financial self-sufficiency. 
Furthermore, neither HAVA nor an NGO can indefinitely sustain or 
expand credit programs that do not cover their costs. It would be 
preferable to charge market interest rates, with the only subsidy 
being intensive technical assistance to prepare the groups to move 
into the commercial credit system, to organize cooperatives or to 
otherwise achieve self-sufficiency. 

R e c o m a t i o n  - Beneficiary credit programs should have 
more realistic ceilings and charge market interest rates to 
help cover costs, promote sustainability and promote self- 
sufficiency of the beneficiaries. Technical assistance 
should promote the ability of a group to move into the fonnal 
system or otherwise organize to achieve economic 
sustainability. 



About 35% of the credit fund beneficiaries are women; no 
figures were available for the small grants program. This is a 
respectable proportion for an agricultural program, although 
efforts should be made to increase it if possible. Women 
participated substantively in the projects observed. One was a 
women-onlay group organized to market agricultural products, and 
women also participated in an agricultural production project. 
HAVA has placed considerable emphasis on reaching women, both in 
its stated priorities and in practice. Field staff, although 
male, demonstrated sensitivity and ability to work effectively 
with rural women. If the Factory Workers8 Center project is 
funded through HAVA, this should also increase HAVA's ability .to 
work with low-income urban women, an area which has been 
relatively neglected. 

Members of HAVA8s women-in-development committee also have 
worked with groups of women to help them develop projects which 
would qualify for HAVA Fund support, and has tried to interest 
NGOs in working with women. However, the future of this committee 
is unclear due to the recent restructuring, and there is currently 
no coordinator for it. 

Recommendatiaa - Provision should be made to continue the 
work of the women-in-development committee either by hiring a 
staff coordinator or reinstating the volunteer committee, and 
to focus the efforts of both the coordinator and/or the 
committee and HAVA Fund staff toward engaging the interest 
and developing the capacity of NGOs to work with low-income 
women. The expertise gained from HAVAts direct project 
experience should be transferred to NGOs to the extent 
possible. Existing field projects should serve as training 
sites ,for NGO personnel. 

The major .issues with implications for sustainability have 
already been discussed: the need to involve NGOs more effectively 
in carrying out HAVA8s model for participatory development, and 
the need to charge market interest rates to promote sustainability 
of credit programs and self-sufficiency of the beneficiaries. 

a. and Nature of P r o a r w  

A wider range of services is offered by HAVA to NGOs and/or 
beneficiary groups than by the other umbrella organizations 
visited. HAVA provides training and technical assistance, as well 
as opportunities for information exchange and coordination, 



through its Theater and Animation, Legal Services, Technical 
Services and HAVA Fund programs, as well as through a special 
training program for those involved in projects funded by the 
European Economic Community (EEC). A brief description of each of 
these programs follows, except for the HAVA Fund, which has 
already been discussed. 

The Theater and Anhation moaram provides training to both 
community groups and NGO personnel in popular theater and 
animation techniques which focus on facilitating communication 
within and among groups and thus promoting participation and 
organizational growth. The purpose is to transfer skills t.o 
groups which will facilitate the analysis of problems and the 
formulation of solutions. 

The purpose of the Leaal Services o r o w  is to provide 
community groups with information on the laws and their rights and 
responsibilities under them so that they can fully participate in 
their society. In addition to training sessions with community 
groups, community-based paralegals are trained and legal defense 
and counsel are provided to the extent possible. 

The Techndcal Serviceg ~roa]:41]n encompasses the areas formerly 
covered by the sectoral comaitteesf which are now to be covered by 
paid staff cosrdinators. The coordinators should organize 
seminars and training sessions on specific sectoral issues, 
provide technical assistance to the extent psssible, assist NGO 
staff or others in the preparation of project proposals in 
specific sectoral areas, assist HAVA Fund staff in assessing 
sector-specific projects, and promote information exchange and 
coordination among those working in specific sectors. Theoreti- 
cally, there are seven sectors: agriculture, women-in-develop- 
ment, non-formal education, water and sanitation, community health 
and microenterprise and disaster assistance. However, to date 
only water and sanitation has a staff coordinator; there is a 
volunteer coordinator for disaster assistance. There are plans to 
hire coordinators for the agriculture and microenterprise sectors 
in the near future. Prospects for the remaining areas are dubious 
because of funding constraints. As noted earlier, efforts should 
be made to cover these areas with volunteer coordinators or 
committees in the meantime, so that their activities can continue. 

The EEC tra-a w a r a m  has held a series of training 
seminars for both NGO and community participants in EEC-funded 
projects. As of June 1988 participants from all EEC projects had 
been trained in financial management, with a second series planned 
for new projects in the fall. Similar training seminars on 
development approaches are underway,' with about 40 trained as of 
June. 



Overall, HAVA and its various programs have held 52 training 
or issue-oriented seminars in the past threo yearn, apart from the 
EEC program. The approximate breakdown is as follows: 

Theater and Animation (two years) - 26 
Legal Services - 2 
Technical Services - 16 
HAVA Fund - 6 
General HAVA orientation/issues - 2 

In addition, the water and sanitation committee and/or coordinator 
has held 13 working meetings between May and August 1988 to 
provide advice and assistance to over 60 NGO and community project 
participants. HAVA is coordinating the efforts of 20 NGOs and 
collaborating closely with. UNICEF and the national water 
authority. 

HAVA does not have a program to provide individual technical 
assistance or training for particular NGOs based on analyses of 
the needs of each NGO. There is disappointment among some NGOs 
about this, and some attribute the situation to a lack of respon- 
siveness on HAVA's part to the needs of its members. The new 
Board of HAVA intends to review this situation as one of its early 
priorities. Obviously, should HAVA seek to organize or provide 
such individualized assistance to NGOs, it will need to devote 
even more staff and financial resources to the program. 

As with HAVA'o funding programs, most of the training 
seminars involve both NGO and community participants. HAVA has 
concluded that this mixture enriches the discussion and brings out 
conflicting perceptions between project promoters and beneficiar- 
ies which improve the prospects for participatory development. In 
contrast with the situation with funding, this appears to be an 
effective approach; and it can help NGOs develop more effective 
programs. 

Direct assessment of the impact of the programs was not 
possible, but most of the NGO representatives interviewed 
expressed favorable opinions of HAVA's training seminars (mast had 
attended at least one). The water and sanitation and legal 
services programs were mentioned as especially useful and success- 
ful. As noted above, the water and sanitation coordinator is 
working with a large number of NGOs as well as other agencies, and 
has succeeded in promoting the use of a standard type of water 
pump. Coordinated training programs are in place for well 
drilling, pump maintenance and environmental sanitation. The 
coordinator reported that acceptance by the NGOs of the program's 
approach and their willingness to coordinate their activities had 
increased substantially in the last two years. The legal services 
program has trained representatives of about 25 ~ ~ 0 s ' a n d  other 



organizations in 1988. The growing number of requests for 
information and training demonstrates the need for it, and 
expansion is being considered if more funds can be secured. 
Unfortunately, the persons in charge of this program were not 
available during the visit of the evaluation team to Haiti so we 
were not able to discuss the program with them. 

The women-in-development committee has coordinated efforts by 
a number of organizations to hold four seminars on women-in- 
development issues during the past three years. They have been 
instrumental in rasing consciou~ness of the need to include women- 
in-development efforts. Week-long activities during Women's Week 
in 1987 and 1988, sponsored by the women-in-development committee, 
included distribution of posters and radio coverage of various 
activities, including presentations by beneficiaries and 3 fair 
for women's farm produce. 

Conditions in Haiti are unlikely to permit charging parti- 
cipants for these services; therefore, they must continue to be 
supported by donors if they are to continue. However, making 
credit programs self-sustaining and placing more emphasis on other 
reimburseable services could permit a greater shift of existing 
resources toward these training efforts, which are at the heart of 
HAVA8s philosophy of development education and participation. 
Apart from financing, the main issue facing the sustainability of 
HAVA is the degree to which HAVA will attempt to work directly 
with beneficiary groups rather than assist NGO members to work 
with beneficiary groups since the former approach will entail much 
higher costs and need for staff. 

USAID/Hts objective in assisting HAVA is to strengthen HAVA 
as an institution so that it can better represent, coordinate and 
strengthen NGOs working in Haiti. Although it has used HAVA as an 
administrator and monitor of some selected grant programs, USAID/H 
does not see HAVA as a way to reduce its own administrative burden 
of dealing with NGOs or even as the main channel for USAID to 
provide financial and technical support to NGOs in Haiti. This is 
not to say that USAID/H is not interested in the way in which HAVA 
handles its sub-project fund or the impact being achieved by that 
fund, but USAID/H8s interest in that fund basically is one of 
strengthening HAVA8s institutional capability. As a reflection of 
that focus USAID/HJs assistance to HAVA has been heavily focused 
on the core support of its operations. 

Most of USAID8s support for NGOs in Haiti is provided 
directly to them or to sectorally oriented organizations of NGOs, 



several of which, in the opinion of USAID/H, are more competent in 
their administration and more capable of handling funds. In 
addition, USAID/H conducts a large Special Development Activities 
program which deals directly with beneficiary groups. The main 
reason for this approach by USAID/H is that, because of its 
concern with the political and administrative failings of the GOH, 
It provides most of its assistance to Haiti through NGOs; and thus 
it needs to provide greater amounts of resources and wants to 
maintain greater control over the use of those resources than 
would be feasible should it deal mainly through a membership 
organization such as HAVA. 

The degree to which HAVA is meeting USAID/H,s objective is 
set forth in the previous descriptions of HAVAts development. The 
personnel of TJSAID/H seem to be satisfied with the progress shown 
by HAVA. To some extent this satisfaction is based on the con- 
clusion that there is no other likely candidate to fulfill HAVAfs 
role as the vehicle for strengthening the NGO sector. Perhaps the 
main issue facing the accomplishment of USAID/Hts institutional 
strengthening objectives is 2he need to clarify whether HAVA 
should be evolving toward an entity running its own development 
programs with beneficiary groups or should be focused on providing 
assistance to NGOs in their work with such groups and in 
strengthening the institutional capability of those NGOs. Another 
issue, or at least topic of concern, would be whether USAID/Hfs 
use of HAVA to implement selected activities (such as the 
emergency Title I1 program infrastructure projects and the grant 
to the FWC) are distracting HAVA from working on its main 
objectives of strengthening itself as a member association of NGOs 
and the NGOs as development organizations. 

2 .  A~~ro~riateness and Effectiveness of AXDts Guidanw 
Monitoring 

HAVA does not obtain approval from USAID/H for its individual 
actions--either for the making of subprojects (except under the 
Title I1 special projects activity) or the modification of the 
standards and procedures guiding its operations. HAVA does 
provide USAID/H with quarterly status reports and periodic 
financial reports (including copies cf the independent audits 
performed for it). However, those reports do not seem to be 
utilized by USAID/H nor does it seem that USAID/H has been 
significantly involved in HAVA's affairs in the last couple of 
years despite its having recently added $104,000 to its OPG in 
support of HAVA's core costs. (Unfortunately, the person in 
USAID/H who is responsible for the program with HAVA was not 
present in Haiti during the visit of the evaluation team. Thus we 
were unable to obtain his impressions of NAVA or his suggestions 
on the topics being addressed by this evaluation. Other personnel 
in the Mission were not particularly familiar with the details of 
the program or of the changes which had been taking place in 
HAVA.) It would seem that there are enough important issues 



facing the consolidation and strengthening of HAVA as an institu- 
tion and its role as a representative and coordinator of the NGO 
sector that USAID/H cannot assume that adequate progress is and 
will be made without its continued financial support and involve- 
ment in the effort. 

pecommendatior\ - USAID/H should consider being more involved 
with HAVA in the discussion of major issues facing the 
organization and in planning for its further institutional 
strengthening. 

E. W O R  CONCLUSIONS 

HAVA has had many accomplishments since USAID/H became 
involved in its programs in 1984. The more important of these 
accomplishments have been: 

1. HAVA has expanded its membership by nearly 400% to be 
the largest association of NGOs in Haiti, and largely has overcome 
its original reputation as an organization created by foreign NGOs 
and responsive primarily to their needs. 

2 .  HAVA has obtained financing from diverse sources, 
including European development organizations. 

3 .  HAVA has established itself as the most likely 
organization for the NGO sector to use in its dealings with the 
GOH . 

4. HAVA has been able to survive an internal crisis of some 
magnitude and undertook a restructuring designed to correct 
deficiencies in its original organization. 

5. HAVA has mounted both grant and credit programs to the 
satisfaction of the donor organizations which financed them. 

6. HAVA has developed a philosophy or approach to 
development which is based on its own experience and local 
conditions, and has maintained in large measure its independence 
of action despite its dependence on external sources of support 
for its programs. 

7 .  HAVA has developed good contacts with beneficiary groups 
and is careful in the handling of the projects it supports. 

Nevertheless, there have been shortfalls in IiAVA's 
performance. The more important of them are: 

1. HAVA has not been able to organize an effective, 
reimburseable services program as a significant means of raising 
revenue for its activities. 



2. HAVA has not been able to reduce significantly its 
reliance on AID-associated funding to meet its operating costs. 

3 .  HAVAts system for providing information to its members 
has not yet met the expectations of those members. 

4. HAVA has not yet created a system for collecting 
information and performing the analyses which are necessary to 
establish multi-year plans and to conduct evaluations of its own 
performance and that of the NGOs it is assisting. 

5. HAVA has not developed a fund-raising strategy either 
for external or domestic sources of support. 

6. HAVA has not installed a system of budgeting which 
permits it to present its overall consolidated program on a yearly 
basis or to analyze the cost-benefi? relationships of the major 
components of its activities. 

Apart from overcoming the shortfalls listed above, the main 
issues facing HAVA are the following: 

1. There needs to be a review of the extent to which HAVAts 
working directly with beneficiary groups is compatible with its 
objective of assisting member NGOs and with the probable staff and 
budgetary resources which it will have to meet its 
responsibilities. 

2. It is not clear that HAVA can count on continued 
financial support from the GOH without USAID/Hts leverage on the 
GOH to provide that support. 
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LIST OF INTERVIEWS AND FIELD VISITS 
H A I T I  

Interviews 

USAID 

Linda Morse, Deputy Direc tor ,  USAID 
Jean-Claude Lucas, SDA Program, USAID 
Marie Pierre-Louis ,  P r o j e c t  O f f i c e r ,  FWC, USAID 
Arthur Schaefer ,  Program O f f i c e r ,  USAID 
P i e r r e  Richard La Fontant ,  USAID 

Executive and P r o j e c t  Evaluat ion Co~nmittees 

Bernard E t h e a r t ,  former Vice P r e s i d e n t ,  Executive Committee; 
c u r r e n t  member of Committee f o r  t h e  Evaluat ion of P r o j e c t s  ( C E P ) ,  
HAVA : Direc to r ,  ~ o m i  t d  H a i  t i e n  de Ddve 1-oppement (CHADEV) 

B i l l  T a r t e r ,  c u r r e n t  P res iden t  and former Member-at-Large, 
Executive Committee, HAVA; D i rec to r ,  World Concern 

Michelle Douyon, Vice Pres iden t ,  Executive Committee, HAVA 
Executive Di rec to r ,  Fonds Ha i t i en  d '  Aide l a  Femme (FHAF) 

Francoise Roumain, Executive Committee, HAVA; Personnel Direc tor ,  
CARE 

E l i a s  Tamari, Executive Committee, HAVA; Di rec to r ,  Save t h e  Children 
Ar l in  Hunsberger, Member of CEP, HAVA; P r o j e c t  Di rec to r ,  Pan 

American Development Foundation (PADF) 
Clo th i lde  Manuel, Former CEP member, HAVA; D i rec to r ,  Women Factory 

Workers' Center (FWC) 
Linda Borrer ,  former CEP member, HAVA; Organisat ion d'Aide ~ h r e ' t i e n  

Parole  e t  Action 

NGOs - 
Pe te r  Graef f ,  Mary Lou F i l i p p i  & Maureen Libby, Service  Chretienne 

d '  H a i t i  
Odnel Eleazard,  Program Di rec to r ,  C h r i s t i a n  Ch i ld ren ' s  Fund 
Didia Thys, Ca tho l i c  Rel ie f  Se rv ices  
P h i l l i p e  Becoulet ,  GTIH 
Jacob Doussin, Serv ice  de Prochains Ha i t i ens  
Robert Libouron, Centre Canadien d ' Etudes e t  coop6rat ion 

I n t e r n a t i o n a l e  ( C E C I )  

HAVA S t a f f  

Jose  Ulysse, Grant and C r e d i t  O f f i c e r  
Jean Vincent, F i e l d  O f f i c e r  
C h r i s t i l e  Ph i l ippe ,  Coordinator ,  Water & S a n i t a t i o n  
Magalie Marcelin,  Coordinator,  Theater  and Animation 
Rose Lore ~ 4 n B c 6 ,  Of f i ce  Manager 
Georgea France, Executive Sec re ta ry  
Claudet te  Co lbs r t ,  B i l ingua l  Sec re ta ry  



F i e l d  V i s i t s  

1. One-day t r i p  t o  B e l l e v u e  d e  Montagne t o  o b s e r v e  m e e t i n g s  w i t h  
Women's m a r k e t i n g  g roup ,  Duvier  ( a p p r o x i m a t e l y  30 women); and 
Blanchard  Community Counc i l  m e e t i n g  on  a g r i c u l t u r a l  c r e d i t  
program. 

2 .  One-day t r i p  t o  S e r v i c e  de P r o c h a i n s  H a i t i e n s  

3 .  Two-day t r i p  t o  a r e a  o f  Pigeon t o  v i s i t  a c t i v i t i e s  o f  t h e  
C h r i s t i a n  Rtaform World R e l i e f  Committee ( t h r e e  committees) . 



Association Haitianne den Agencos BQnbvoles 

Haitian Associatian of Voluntary Agencies 

A t t a c h m e n t  2 

September 5, 1988 

' - ,  - .  

Dear Members, 

The Haitian Association of Voluntary Agencies (HAVA) is pleased to inform 
you that i ts  Annual Assembly on September 2, 1988 resulted i n  the 
composition of a new Executive Committee within HAVA for the year 1987-1988. 
The newly elected members were the following : 

PRESIDENT : B i l l  Tarter (WORLD CONCERN) 

VICE-PRESIDENT : MichGle Douyon ( FHAF 

SECRETARY : Danigle Charles ( I R D )  

TREASURER : Pierre Boursicaut (COMPASSION INTERNATIONALE) 

MEMBER AT LARGE : Franqoise Roumain (CARE 

MEMBER AT LARGE : Elias ~amar i  (SAVE THE CHILDREN) 

MEMBER AT LARGE : Pasteur Suffrant S. Vincent (PAROLE E l '  ACTION 

I n  addition, the Committee of Evaluation of Projects (CEP) also underwent 
a new composition of its members, which the Assembly elected as follows : 

- Mr. Bernai-d Etheart : Director - Comit6 Haitien de Ddveloppement (CHADEV) 

- Mr. Didier Thys : Project Manager - Catholic Relief Services (CRS) 

- Mr. A r l i n  Hunsberger : Director - Pan American Development Foundation (PADF)  

We trust you w i l l  join u s  i n  extending our sincere appreciation to former 
Members of both the Executive and the CEP Committees for  their  constant 
support and collaboration throughout thei r  length. 

Sincerely, 

Kathy Mangones 
Executive Director 

HAVA - 28 AVENUE DU WSTE - P.O. BOX 2481 - PORT- AU- )A INCE, HAITI, WJ. 

PHONE : 24240 - CABLE V O U G ,  PORT-AU-PA INCE 
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ORGANIGRAMME DE Lfl HAVA 
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Haitian Association of Voluntar'y Agencies 

HFIVA EMPLOYEES AND THEIR FUNCTIONS 

Kathy Kangones , 
Elizabeth Silvera 
Dani&le Magloire . 
Jose Ulysse 
Georgea France 
Christile Philippe 

Schubert Marhone 
Rose Lore ~endcg 
Claudette Colbart 
Michele Benjamin 
Marieile Blot 
Ycuseline Barbot Jean 
Jean Stenio Pierre 
St. Anne Favard 
Gabriel ~ 6 o n  
Franck Ddsir 
Killy Jean-Baptiste 
Magalie Marcelin 
Jean Vincent 
Perrine Mahoudeau 

FUNCTION 

Executive Director 
Assistant Director 
Program Coordinator 
Grant and Credit Officer 
Executive Secretary 
Coordinator, Water 'and Sanitation 

Committee 
Accountant 
Office Manager 
Bilingual Secretary 
Trilingual Secretary 
Trilingual Secretary, 
Bilingual Secretary 
Messenger 
Cleaner 
Field Officer, Credit Program 
Coordinator, Legal Aid Section 
Animator, Legal Aid Section 
Coordinator, Theatre Section 
Field Officer 
Project Coordinator, PIU/CEE 

H A V A -  26 AVENUE OUCOSTE-P.O. BOX 24B1-PORT. AU- PRINCE, HAITI,  W.1- 

PHONE : 2.4240 -- CAtrLE V O U G ,  PORT-AU-PRINCE 



CRITERICl FOR PROJECT SELECTION 

1 . PART I C: I F'k7'I O N  

1.1. Have the t a t g e t t e d  commun i t i a~  p a r t i c i p a t e d  i n  the 
i d e n t i f i c a t i o n  o f  needs7 

1.2. Have the tat-getted communities p a r t i c i p a t e d  i n  the 
p t-og I-am p l ann i ng'? 

1.3. W i l l  the tar-getted c~mmun i t i e s  p a r t i c i p a t e  i n  the 
program implementation? 

1.4. Does the request ing  agency have a p a r t i c i p a t o r y  
approach t o  development? 

1.5. Does t h i s  p r o j e c t  demonstrate a p a r t i c i p a t o r y  approach? 

SOCIO-ECONOMIC I M P K T  OF THE PROJECT 

2.1. W i  11 ths  p r o j e c t  promote an incrqeased awareness, among 
the tatqgetted bene f i c i a r i es ,  o f  the socio-economi,~ 
condi t ians i n  a community'? 

2.2. I s  the p r o j e c t  p a r t  o f  an i n t eg ra ted  development 
pr-ocesf; i n  which educat ion p lays  a Key r o l e 3  

2.3. W i  11 the p r o j e c t  enable the tat-getted b e n e f i c i a r i e s  t o  
increase the i t *  sus ta inab le  economic se l f - su++ i t i ency*?  

2.4. W i  11 t prw jec t  lead t o  increased se l f - d i r ec ted  
d e c i s i w  making'? 

2 . .  W i  11 the p r o j e c t  promote necessar-y changes i n  the 
socio-sc.mornic s t rwc tur-es o f  the  communi t;!, where 
app l icab le?  

CI . W i l l  the p r o j e c t  have p o s i t i v e  rmpact on o ther  l o c a l  
groups w i t h  s i m i  1 i a r  needs'? 



3. EDUCATION 

3.1. W l l l  the pt -o ject  inc lude or- be d i r e c t l y  l i n kod  t o  an 
educat ional  component? 

i 
* !  

3.2. Does the p r o j e c t  encourage t he  t r ans fe r  0 9  knowledge 
and s k i l l s  t o  the  b e n e f i c i a r i e s 3  

T 
I .  3. Does the pt-oject  encourage increased t echn i ca l  

independence i n  the  commun i t y 3  

3.4. Does the p r o j e c t  inc lude a c o n s c i e n t i t a t i o n  program.? 
4 

4. USE OF LOCAL HUMAN AND MATEHIQL RESOURCES 

4.1. Does the p r o j e c t  proposal  demonset-ate t h a t  the  
request ing agency iden t i - f i ed  e x i s t i n g  human and/or 
ma te r i a l  resources i n  the t a rge t  community du r i ng  
pr-aposal fo rmula t ion? 

4.2. W i  11 the p r o j e c t  u t i l  i s e  e x i s t i n g  ma te r i a l  resources i n  
an opt  i mum manner-'? 

4 . .  t 4 i  11 the p r o j e c t  u t i l i z e  e x i s t i n g  human resources as 
e f f e c t ~ c e l y  as poss ib le7  

4.4. At-e t h e  ou ts ide  resources, as i d e n t i f i e d  i n  the p r o j e c t  
ptmposal, app rop r ia te  f o r  the  community? 

4.5. W i l l  the p r o j e c t  work w i t h  o r  tht-ough l o c a l  and/or- 
t r a d i t i o n a l  s o c i a l  organizat ions.? 

4.6. Does the p r o j e c t  recognize the va lue o f  l o c a l  kn~w lsdge  
and s k i  1  Is? 

5. LONG TERM OBJECTIVES AND PROJECT CONTINUITY 

I= A .  1. Is the p r o j e c t  a c t l v i t y  p a r t  o f  a long term p l an  and/or9 

development process? 

5 . 2 .  Does the p r o j e c t  design make pt-ovis ions 9or the  
tr-ansfet* o f  pt-o jec t management t o  the ben& ic iar - ies '?  

C J..:,. -. Does the p ~ a j e c t  design m,.,I..+ pt-ovtsror~~s f o r  p r o j e c t  

c.cmt.tr~!..liI;y iq.(Ctet k l i e  end o+ l - t ~ r ?  f i m d ~ n y  p e r * ~ o d ' ?  



h .  R E L I E F  

, 1. W i l l  the p r o j e c t  c l e a r l y  be t h a t  a s h o ~ t  term 
a c t i v i t y ?  

6.2. Is the shor t  term r e l i e f  a c t i v i t y  l i n k e d  t o  long term 
deve 1 oprnen t goa 15'7 

7 .  INNOVCITInN and/or REPLICATION OF PROJECT 

7.1. Does the  p r o j e c t  propose an innova t i ve  approach? 

7.2. Could the p r o j e c t  serve as a model f o r  r e p l i c a t i o n ?  

H W A  FUND PROGRAM SPECIFIC CRITERIA FOR PROJECTS 

1. Gt-ant P ro j ec t s  

C t - i  te t - ia  --- 

1.1. W i l l  khe qr-ant be' used for: a d i s c r e t e  pr-ogr-am 

a c t  i v i  t:/? 

1.2. W i l l  t;re p r o j e c t  con t r i bu te  t o  t he  i n s t i t u t i o n a l  

development o,F a smal l  indigenous gt*oup o r  F'VO'? 

l.3. Is the  F'r*o.~c.cted a c t i v i t y  a par-t of  an in teg ra ted  

development pt-ogr-am w i t h i n  a community.? 

1..4. I n  the rase uf emplayment generqation, is the  form o f  

cornpensat i on  c o m p a t i b l e  w l  t h  apptmpt-iate development 

cjaa 1 s artl:l objectives? 

1 , s .  In the case of road construction, will the project 

directly benefit participants through improved access 

to outside commhities? 



1 ,  h.  I n  the  c a w  o f  an i.rqriiga%ion ~~~~~~~am, doe5 the pr-s jact  

i n c l ude  a t r azn  i ng  component wher-eby the water users 

became the  managers o f  the system? 

1.7. Does the  request ing agency have the management 

c a p a b i l i t y  t o  e f f e c t i v e l y  implement the proposed 

a c t i v i t y ' ?  

2 .  CREDIT PROGRAM 

2.1. I s  the  p ro j ec ted  a c t i v i t y  economical ly v i ab l e?  

2.. Does the  group have experience i n  implementing the  

col  1 ec t i ve p t-ograms? 

2 . .  W i l l  t he  a c t i v i t y  lead toward the increased 

~ndepenaence o f  the group'? 

ELIGIBILITY TO REQUEST GRANT OR LOANS 

1. The HCIVA Fctnd i s  open on l y  t o  agencies whose .jubrnitted 

1. 1. Demonstt-ate they at-e i n  accor-d w i t h  the p t - i nc ip les  and 

o b j e c t i v e s  defined i n  the H A W  Charter. 



2.1. Any af  the f o l  lowing groups may have access t o  the 

g t-an t; p 1-09 r-am% : 

- HRVA member agency 

- a non-HAVA member agency or- group "sponsored" by a 

member agency 

I - a non-member* agency w i t h  an es tab l i shed  t rack 

r*ec o r*d 

2.2.  A H A W  member agency r-equasting grant  funds should: 

- ha: (3 ~nemhet- i n  good standing 

-- b s  a c t i v e  i n  HAVA a c t i v i t i e s  

- pa t - t i c i pa te  i n  the wor-kshop on t he  HAVA Fund 

cob ~ e c  t ives 

rn . . 6 non-member- agency twquest i n g  grant  funds should: 

- b e  3 member. i n  good standing o f  the  PVO ' commi.cnity 

or- the community i n  which they a re  es tab l i shed  

- participate I n  the wcsr-kshop on the HAW) Fund 

objectives 



The C r e d i t  Program i s  speci f i c a l  l y  t a rge t t ed  toward 

f a c i l i t a t i n g  the access t o  c r e d i t  and the management 

c a p a b i l i t i e s  o f  grass r oo t s  community groups; thewefot-e 

es tab l i shed  na t i ona l  o r  i n t e r n a t i a n a l  PVOs may on ly  serve as 
a  pass-through Cor t he  c r e d i t  funds. 

-, a. 1. Any o f  the f o l  lowing agencies o r  groups may have access 
t o  +;he c r e d i t  pt*ogrqarn; 

- HGVA memhet* agency 

- a non-member agency o r  group "sponsored" by a 
member agency 

- a l e g a l l y  cons t i t u t ed  non-member agency w i t h  an 
es tab 1  i shed t rack  record 

- a non-member group sponsored by a  l e g a l l y  
cons t i t u t ed  agency w i t h  an es tab l ished t ract  
t~ecat-d 

I n  a d d i t i o n  t o  the general  cond i t i ons  enumerated above on 

p a g e  , a pr.w,equisit= f o r  any agency at* ~ ~ * O L I P  t-@questing loan 

funds is par-, t , ic ipat ian i n  the f u l l  t t -d in ing  cyc l e  far  the 

o.MEMBER ACCESS TO TECHNIChL ASSISTfiNCE 

R HUVA member may t-equest techn ica l  assistance. In the event 

t h a i t ;  the  t e t r h n i c a l  atsslstance requested i s  t-elated t o  a spec l f  lc 

s e c t o r a l  : a c t i v i t y ,  the request w 1 1 1. be  I-efer-red t o  the 

appropr ia t e  s e c t o r a l  committee, cha i rperson o r  s t a f f  member. I n  

t h e  event  t h a t  t h e  a s s i s t a n c e  requested does n o t  f a l l  i n t o  a  



cjcjrna j,n covered by tho 5ect;ot.al Cornmi t tees, the t*eclc.~~!a t wr 1 1, hr! 

submit ted t o  the Ewecut ive Committee f o r  cons idera t  ion. 

7.MEMBER ACCESS TO OTHER HAVh RESOURCES 

- I n  keeping w i t h  I iWAts  Statement of  Purpose, member-s ar-e 

encouraged t o  use the HAVA O f f  ice as a source o f  infor-mat i on  

r-egarding oppot-tuni t i e s  and procedures for- contac t  and 

coord ina t ion  w i t h  var ious  government departments as well as 

w i t h  o the r  member agencies. 

...- Member- agencies at-e t o  contac t  the Infcwmation and 

Admin is t ra t i ve  Of f icer-  w i t h  quest ions on procedures and 

oppot-tuni t j es f o r  such con t a c t  and coorqdination. 

..- The InSorsmal: i on  and Admlnis i t ra t ive O f f i c e r  i s  t,o ass i s t  

member- agenc: ies who t-eqctest such i n f  ormat i on  by shar-ing w i  t h  

them infor 'n:at ion on f i l e  i n  t he  HAVA Of f i ce .  and by 

r-efet-r ing member-s t o  the  Execut ive D i  r-ector and/or- the 

Sec t o r a l  Cornmi t tees as appropr ia te  and necessary. 

- The In fo rmat ion  and Admin is t ra t i ve  Of f icer-  i s  t o  keep a 

t-ecrwd o f  a1 1 t-equests for- ass is tance received f ?-om HAW 

member-s and t o  r*ev iew these requests f o t  ~ ~ s s i s t a n c e ,  



Appendix F 

COUNTRIES WITHOUT AID-FUNDED UMBRELLA ORGANIZATIONS 
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