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I. EXECUTIVE SUMMARY

The Office of Development Programs of the Latin America
Caribbean Pureau (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 thcse countries. The purpose of the evaluation
was to determine the extent to which the objectives of the
support were beiny accomplished, and especially the extent to
which the use of the organizations can be an effective mechanism
for "reducing mission management responsibilities for PVO
projects as well as for funding effective PVO activities." A
two-person team performed the evaluation with field work being
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 Costa Rican As:

Development Organjzations (ACORDE) from the program for NGOs
which had been operating with USAID/CR’s assistance within Costa
Rica’s major association of private enterprise organizations.
ACORDE operates like a foundation and is still controlled by the
individuals checsen by USAID/CR 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

Federation of Private Devel: (o)

(FOPRIDEH) , the Association of Non-Governmental Dev o
mmwmu (ASINDES), and the Hajtian Associa-
tion of Voluntary Agencies (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 for 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 USAI)/CR has donated
to ACORDE an office building which 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
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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:

(1) 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.

(2) 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 cemands. 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.

(3) All the membership organizations have suffered from some
degree of internal tension over the relative importance to
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(4)

(5)

(6)

(7)

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

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. ASINDES’ 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.

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 neede#. The financial
staffs should be upgraded to enable them to unify budgeting
and planning and to provide financial analysis to the sub-
projects program and to decisions concerning the operation
of the organizations themselves. Little progress has vet
been achieved in creating systems for planning and evaluat-
ing programs.

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.

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 USAIIN/CR’s donation of an
office building to ACORDE that ovrganization’s operating
expenses are assured, but it too faces 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)

(9)

(1)

(2)

(3)

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

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 major conclusions of the evaluation are:

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.

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 stronyg and local membership
which has a sense of ownership toward the organization; have
a coherent development pnilosophy 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 crganization,
AID must avoid conflicting objectives and be willing to
gradually relinquish control.

If the purposes of AID include providing technical assist-
ance and training to NGOs as well as financing their project
activities either a membership or a non-membership organiza-
tion can be used. The dezision would depend con local
circumstances and the relutive importance attached to each
type of activity. Important local factors would be: (a)
whether these objectives are compatible with an existing
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(4)

(5)

(6)

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 foxr 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.

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.

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.

USAID Missions can conserve staff time by utilizing inter-
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 of 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
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Costa Rica. Furthermore, the Missions should recognize that
working with such organizations will involve them in
problems affecting the operation and development of those
crganizations; 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.

II. BACKGROUND, PURFC

In 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 the 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 "the 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
activities." 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. The members of the
evaluation team met with representatives of the Office of
Development Programs of the Latin America/Carikbean Bureau for a
day to discuss the purposes of the evaluation and the approach
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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 beneficiary
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 alsc
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.

III. SYNTHESIS OF COMPARATIVE EXPERIENCE
A.  MECHANISMS 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.




1. Foundatjon

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, ACORDE’s stated
purposes are broad and include providing financial and technical
support for NGO development activities in Costa Rica and
strengthening the role and performance of the NGO sector in
economic and social development.

20 =] o < 'O

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

The Federation of Private Development Organizations of

Honduras (FOPRIDEH) 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 Assocjation of Non-Governmental Development and Service
Entities of Guatemala (ASINDES) 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. 1Its 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 tu 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 Hajtian Assocjation of Voluntaryv Agencies (HAVA) was
formed in 1981 by a group of 22 NGOs. HAVA’s 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
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support to enable HAVA to become a more effective coordinating
and support mechanism for NGOs. A small amount was initially
provided for sub-prnject funding and PL 480-related resources
later were added to this aspect of the program.

3. other Mechanisms

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.)

° Dominic epu . The Mission handles NGO funding through
direct OPGs or sectoral groupings of NGOs in which one NGO
receives an OPG and "subcontracts" 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 administerinrg a substantial
sub-project funding and support program for NGOs. The
Mission will continue to deal directly with NGOs, possibly
contracting out more of the management tasks.

° Eastern Caribbean Regjonal Development 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-sectoral umbrella 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.

) Bolivia. NGOs are funded through OPGs and ccoperative
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.

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

B. COMPARATIVE ANALYSIS OF MECHANISMS
1. ona t

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

a. itutional Structures i .
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 Dircctors 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 2ffective 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.

. 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 NGOs.
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 Assembly, 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 responsibilities are defined.
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lssues

The major institutional ar{ structural issues which have
arisen in the organizatiomns studied concern member control of the
organization’s policies, the appropriate roles and functions of
the Boards, and staff relations with the Boards and the members.

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

The desire of FOPRIDEH’s membership to control the organiza-
tion is very strong; and the members are demonstrating an
increasing sense of FOPRIDEH as their own organization to serve
their interests. A perception among some member organizations
that the AID-supported sub-project funding program was dominating
FOPRIDEH 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 FOPRIDEH’s 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 cormon conception of development and
of the roles of both the federation and its member organizations.
Factors which have facilitated this are the relative degree of
homogeneity among FOPRIDEH’s 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 FOPRINEH’sS various programs increasingly will be
directed in the way that members think best fit their needs.

ASINDES shares some of these same characteristics, but has
developed differently. Its membership appears to be more diverse
and fragmented than FOPRIDEH'’s, 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. ASINDES’ 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,
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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.

HAVA 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 members which now include a much larger number of
small local organizations. HAVA has just gone through a restruc-
turing designed to maintain uitimate member contreol but to lessen
demands on its members to participate in the 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. Nationalism 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 thair 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 and policies
followed has led to caution on the part of the Boards. It cannot
be overlooked by AID.

’ . For the membership organiza-
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 foundation 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 FOPRIDEH’s purposes, there 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
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recent election. However, the current President was reelected,
and relatively conciliatory new members were elected to the
remaining Board positions and the Executive Committee, apparently
dampening the conflict 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 compogi-
tion of the Boards which resulted in modifications to important.
policies.

Nature of Boaxd Oversight. The type and degree of control
exercised 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.

HAVA’s Board has given increased responsibility to the
Executive Direction, while retaining an approval role, because
most of the NGOs were unable to meet the high time and resource
demands required to exercise full executive control. The Boards
of FOPRIDEH and ASINDES are more zealous in exerting control. 1In
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 keopt down so that members
get the most direct benefit from the funds available and the
organization is more sustainable. 1In 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 tlhe 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.
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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 circumstances. 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 practical
guidance to their work and institutional growth beyond semi-
annual or annual workplans which are basically lists of antic-
ipated activities.

(1) Institutional and Strateqic Planning 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.

ACORDE produced an institutional development plan for 1987-
1991 which is a general statement of purposes with emphasis on
strengthening NGOs through their institutional 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 of the effectiveness of
the program. Major decisions have been taken by ACORDE as is
indicated in the descriptions of the varicus elements of the
program. However, those decisions do not seem to be the result
of any systematic planning and evaluation process.

In 1988 ASINDES 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.

FOPRIDEH 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
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plan setting forth the objectives and relative priorities of its
overall program. This is largely due to the fact that FOPRIDEH
is still in the process of defining the ccriceptual framework to
govern its life as an institution. It is the only one of the
four organizations that has developed an evaluation plan. 1Its
evaluation efforts thus far have concentrated on developing a
system to measure the impact of the sub-projects which it is
assisting.

HAVA has just been through a fundamental review of its
purposes and its structure. Important decisions have been made.
However, there is not yet an institutioral development plan or an
overall program plan. Workplans are lists of activities to take
place by month. There are no targets, 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 priorities and targets too clearly
to their various programs for faar of stirring up further
controversy. Three, all the organizations de facto 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 income 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 resolve 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. The USAID Missions should have placed more
lmportance on these aspects, and certainly they should not
terminate their support for these organizations without making a
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concerted effort to assist them in improving their planning and
evaluation efforts.

(2) Financial Management

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 are 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.

(3) Personnel Management and Training

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.

Salaries. 1In 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 "luxurious" 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.
!
z
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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 cost effective to hire and retain capable,
productive staff than to pay low wages and experience low
productivity and high turnover. Neither ACORDE nor FOPRIDEH,
which have the highest zalary levels, have suffered as much
turnover or 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 FOPRIDEH, 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 the 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.

. 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
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did not have funds for training of its staff 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.

2. Sub-Project Development and Support

This section examines the experience of the organizations
studied and the factors influencing the effectiveriess 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. Attracting and Preparing Proposals

None of the organizations experienced a shortage of pro-
posals as far as sheer numbers are concerned. 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 can’t 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. However, the
only organization which has attracted a high proporcion 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 proposials. Overall, nearly 30% of the proposals
to the four organizations have been rejected at least temporari-
ly. While much of this problem has been dve 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 these 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 make 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 technical expertise project staffs have not
been able to provide. This situation highlights the need for
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expanded programs of institutional strengthening for NGOs--
particulary training and assessment and coverage of specific
technical assistance needs.

b. Reviewing and Approvindg Projects

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 visits, it
seems likely that the predominance of members among the organiza-
tions receiving funding is a function of better communication or
increased awareness among the members rather than the 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 ACORDE'’s 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 on 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
program funds. In the case of ACORDE, a delay in the signing of
the lcocal currency agreement between USAID and the GOCR curtailed
program 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. 1In
all these cases, the organizations suffered loss cf credibility
with the NGO community as a result of the delays in funding
projects which had already been approved.
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c. Pending Issues

There are some issues affecting these systems which require
attention.

(1) clarification of Objectives

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 grezatest 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 all 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 "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 cooperatives, guilds or unions and "patronatos"; 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.

20



However, there 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 on
the organization’s 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
Rica’s economic situation grows worse and other resources become
scarcer this problem will very likely become more critical.
Therefore, both ACORDE and USA.D 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
ASINDES’ growing emphasis on productive projects since it has
forced them to try to structure their basically social projects
as "productive" thereby lessening their ability to achieve either
a social or a productive objective.

(2) clarification of Criteria

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 number of women-headed households,
specific criteria are needed which emphasize the importance of
reaching and including women in projects supported by these
programs.
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HAVA lacks criteria to assess the institutional capabilities
of NGOs, for monitoring progress in developing greater
institutional capabilities, and as guides for detesmining the
assistance needed to help NGOs improve their performance and
capability.

The only other problem noted were two confusing provisions
in ACORDE’s 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 requirem.nt that
the funded microenterprise be the main source of income applies
to individuals or to families--if the latter, it would discourage
women particularly from undertaking microenterprises to provide a
second family income.

(3) Improving Procedures

Procedures for analyzing and approving projects are working
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 both the quality and the timeliness of the project
reviews. Once clear guidelines were provided, staff project
analysts performed reasonably well. Some problems observed in
ASINDES and ACORDE stem mainly from inadequate procedures or
criteria which in ASINDES cffered insufficient guidance, and in
ACCRDE 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.

By far 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. HAVA’s project approval
is by far the simplest and quickest, but it is also operating
mainly with very small grants and loans, while the other organi-
zations provide much larger amounts of money for larger, more
complex projects.

d. Monjtoring Sub-projects

All the organizations have taken sericusly 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
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complaint by the NGOs or the beneficiary groups concerning the
monitoring being conducted. 1In fact, .there was some desire that
the organizations make more field visits than they have been
doing so far. However, only one of the organizations 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.

ACORDE receives quarterly progress reports from the NGOs who
sponsor the sub-projects, and ACORDE’s 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 except in extreme cases.
Except 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
starfef.

ASINDES’ 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.

FOPRIDEH’s 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.

HAVA has put much importance on and devoted a large amount
of staff time to monitoring the sub-projects. This is due to
HAVA’s having accepted responsibility for administering several
large infrastructure projects funded under Title II; 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 wmany of
the NGOs were not capable of the administration and monitoring
which was required. HAVA is adding staff to meet this large
monitoring burden.
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The importance attached to monitoring the implementation of
the sub-projects is consistent with the emphasis which all the
organizations have placed on getting the sub-project programs
underway and with the need to provide the respective USAID
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 problenms.

Improvements in the monitoring system seem achievable
without toc 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 is
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.

e. Achieving Development Impact

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

Size_and Nature of Programs. 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 dces not
include projects funded by other donors.
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Projects Supported with AID-Related Funding

Number of Total Amt. Average Project

Qrganization Projects (USS) Amount (USS)
ASINDES 15 415,645%* 27,709
HAVA 22 small 64,000 2,909

4 large 323,765 80,94)
FOPRIDEH 37 2,906,078 78,543
ACORDE 32 4,007,958 125,249

35 10,972 313
Totals: 110 7,728,418
* Does not include second year funding for thesé projects.

All the programs are national in scope. All cover both
urban and rural areas to some degree, although Haitlil’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. ACCRDE’s program is
very heavily concentrated on productive projects, mainly microen-
terprise and some agricultural credit; as has been rioted, there
is very little attention to social projects. About 70% of
FOPRIDEH’s 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.
HAVA’s grant program covers various activities, but agricultura
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 :hese projects on financial feasibility or cost-benefit
ratios.

Nearly all the AID-supported sub-project funding has 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 on a switch to loans to
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NGOs, but has only made four to date. As noted in the following
section, there are some NGO objections to this policy.

Beneficiary Impact. While the immediate objective of most
of these programs is to strengthen NGOs, the ultimate gcoal 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 if 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 "graduate" to the commercial credit system than if they
become accustomed to artificially low rates.

Gender. 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 HAVA’s 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. Institutional Development of the NGO Sector

This part looks at the experience and effectiveness which
the four organizations studied have had in representing and
coordinating NGOs; providing for information exchange and
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dissemination; providing training and technical assistance,
either directly or through sub-project funding proarams; develop-
ing fund-raising capabilities; and promoting gender equity.

a. Represgsentation of NGO Interests

The membership organizations all have, at least theoretical-
ly, a responsibility function to promote their members’ cemmon
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.

ASINDES 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.

FOPRIDEH 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-project funding program. However, its members insisted
on a change in emphasis, demanding that FOPRIDEH do more to serve
their other needs, among them representation. FOPRIDEH’s 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 publi: 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
members’ 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 com-
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.
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ACORDE 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 as 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 develcping 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. Leadership and Coordination of NGO Activities

Both FOPRIDEH and HAVA have emphasized the cocrdination 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 demonstration 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.

FOPRIDEH'’s development mocdel is still being refined; 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. ASINDES’ internal problems and diversity of membership
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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 Guatemalan NGOs invited by ASINDES; and that event was
heavily supported by PACT and PADF. AGCORDE 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 Among NGOs

All the organizations to some degree see themselves 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. 1In 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.

ACORDE 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.

ASINDES 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 FOPRIDEH'’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
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on development and training tcpics for use by NGOs and a com-
puterized data bank of information on funding sources and on NGOs
operating in Honduras.

HAVA 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 approach 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 difficulties 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. Training and Technical Assistance to NGOs

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.

ACORDE’s predecessor organization provided technical
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 supported only
six technical assistance and training activities, and during the
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first half of 1988 it supported 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 technical assistance to
NGOs in connection with the preparation of project proposals, but
it 1s not staffed to expand that effort significantly.

ASINDES 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 %0 handle the funds provided under sub-
projects). 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. 1In
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 addition,
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. FOPRIDEH’s program of technical
assistance to NGOs has been more limited, but is currently
receiving greater emphasis. While much of its technical assis-
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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.

HAVA 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. HAVA'’s 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
HAVA’s approach to development. The impact of HAVA’s 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
trat immediate target. Two, providing training and technical
assistance is expensive; and most of the organizations do not yet
have the self-confidence (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 controversy 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
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members, and that ACORDE 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
abolishing 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 d-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 strateqy 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 Equity by NGOg

To date, HAVA is the only organization studied which has
made a point of specifically promoting the 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
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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 FOPRIDEY, 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
tavor attention to women beneficiaries—-although it by no means
assures it.

4. Effectiveness in Achieving Sustainability

A major problem facing all the organizations studied 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.

a. <] t S

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 institution’s role by
the government.

Measured by these factors, FQPRIDEH 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 cf financial support is still to be seen). 1Its recognition
by the GOH is also a positive factor, and it has made progress in
establlshlng a collaborative relationship while still defending
NGO interests. The relative homogeneity and strength of
FOPRIDEH’s membership have contributed to this situation, as has
a strong sense of nationalism and desire for increased autonomy.

HAVA 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 HAVA’s future relations with the GOH and HAVA'’s
ability to deal effectively with it are obviously affected by the
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instability of the current situation in Haiti, which makes it
impossible to predict future developments.

ASINDES’ prospects are mixed. 1Its current membership
appears to support the direction it is taking, but there is
little evidence that they are enthusziastic 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 ASINDES’ 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 ASINDES’ part
as to whether the GOG can be trusted to remain supportive of its
efforts. Some observers have commented that ASINDES’ 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 don’t 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 sevrvice. 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.

b. Financial Sustainability

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 resilts projected; dues and revenues from
reimbursable services are not significant sources of financial
support; and the use of reimburseable financing of sub-projects
as a source of revenue is currently very limited and its future
unclear.

(1) Operating Costs

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 meest its program responsibilities. None of the
organizations has been able to mount a significant reimbursable
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services program to raise revenues. All remain overwhelmingly
dependent on AID-related sources for financing their operations.

AGCORDIL'’s 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/CR. In the future the major share of funding for ACORDE’s
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.

ASINDES’ 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.

FOPRIDEH'’s operating expenses were the equivalent of
$206,823 during the first seven months of 1988. This constitutes
about 28% of the overall funding for its programs during the
period. However, FOPRIDEH’s 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 FOPRIDEH’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.

HAVA'’s operating budget for the year 1987-1988 is the
equivalent of approximately $354,000. That amounts to over 70%
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of the total program. The extraordinary high percentage reflects
the very small size of the sub-projects program and the emphasis
placed on education rather than the placement of funds. These
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/H’s
grant will largely meet the operating expenses of HAVA until the
middle of 1989. The prospects for funding after that are
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 the
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 income 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.

(2) Program levels

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 AID’s 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.
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’s prooram budget for 1988 amounted to $3.845 million.
Of that amount $1.7 million came from transfers from the GOCR of
funds generated by repayments of its loans to the private sector
under other AID programs, $1.2 million came from transfers under
USAID/CR’s 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
latter two sources of funds will be exhausted during 1989. 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 pos-
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 supported by ACORDE is likely to fall
unless unanticipated success is achieved in fund-raising.

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 these 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 operats 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.

FOPRIDEH'’s 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 ancd 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 currently being provided by the OPGs from USAID/H.
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Thus, FOPRIDEH also faces the likely prospect of a declining
level of program resources unless it can turn to the GOH to
provide it with resources or it is able to mount an effactive
fund-raising campaign.

HAVA too is facing a declining level of resources for its
program. There are 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 the 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 not 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 dcllar 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 2xchange.

(3) Fund-raising

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 focused on finding funds for particular projects
of NGOs or for the overall program of the organization, or the
extent to which the 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.
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During the first half of 1988 ACQRDE 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 U5 and Europe by the
President of the Board and the Executive Director did not result
in immediate financial support, they did serve to establish
channels of communication. The staff of ACORDE has concluded
that its experience shows (1) that ACORDE should seek funding for
specific NGO projects rather than general support as an institu-
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 external funds has been
limited to a trip to the US by some members of the Board. A
similar trip to Europe currently 1s under consideration. Fund-
raising is handled by the Executive Direcftor as part of his
regular duties. There is no approved strategy to address the
issue and preparation of background materials is hardly underway.

FOPRIDEH is beginning its fund-raising efforts. It 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 use ia its actual
contact work. A $500,000 loan from IDB has been approved. Fund-
raising is handled by the Executive Director with the =zssistance
of the resident German advisor. They have traveled t¢ 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 has been
secured, and some organizations have indicated potential inter-
est. As in the case of ASINDES, the Board is considering
creating a semi-autonomous organlzatlon to act as the financial
agent for FOPRIDEH’s 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
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private sources abroad. Furthermore, although HAVA has evolved a
fairly focused apprcach to development, its fund-raising effort
has not been elaborated with equal care or precision. 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 Executive Director.

It may be that it is too early to expect these organizations
to have achieved significant success in their fund-raising
efforts, and it also may be that the fairly generous support of
AID and of the local governments with AID’s encouragement has led
the organizationes to be less driven to find other sources of
support. However, the more likely explanation is that AID and
the organizations overestimated what is possible within the
period of these OPG grants 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 used 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 of External Advisors and Technical Assistance

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
consortium of private voluntary organizations working in develop-
ing countries. The AID grant to FOPRIDEH financed two individual
resident advisors, and the organization later used financing from
another source to cbtain 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
recognized 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
PACT’s home office personnel.

ACORDJE has had the assistance of a resident PACT advisor
throughout its existence. 1In fact, that assistance began while
the program was still only a division within CINDE. The current

resident advisor 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
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extend the advisor’s presence for one or two additional years.
Although all agree that he is personally well prepared and
motivated and has bheen of important assistance to ACORDE’s
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 seeking changes in the organization’s
structure and the distribution of its responsibilities. Thus, it
would seem to be wise to seek further clarification of the role
which the advisor is to play.

ASINDES 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, ASINDES was suspicious of PACT’s
intentions seeing it as a potiential rival in providing assistance
to Guatemalan NGOs. Third, the former Executive Director of
ASINDES resisted taking advice from the resident advisor, and was
critical of him with the Boaird of Directors. Through persistence
the PACT advisor was able to overcome these negative factors
while accomplishing most of {-he tasks assigned by the Grant, and
currently he appears to have the confidence of the Board and to
be accepted by the new Executive Director. However, ASINDES
remains critical of the costi of PACT’s assistance--and especial-
ly of the home office charges--and probably accepts the continued
involvement of PACT as an institution basically because the USAID
Mission requires it to do so.

Although FOPRIDEH has not had assistance from PACT it has
had the help of resident external 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 assiet FCOPRIDEH 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 German advisor partially funded by the
Intergovernmental Committee on Migration (CIM). The relationship
between the first full-~time advisor and FOPRIDEH 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 cdominate or direct its actions. 1In
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
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Agencies, but the assistance was limited to that Association’s
providing liaison with potential cooperating entities in
Florida.) This does not mean that paVA is closed to external
advice. 1Indeed, it has 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; and it has
utilized studies financed by those organizations. However, HAVA
has been cautious in seeking a more intimate 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. Although 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 Missions 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
likely 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
organizations’ 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. Relations with AID
a. s o erfo
AID’s policies and procedures in designing and managing OPGs
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to umbrellas organizations and the actions and attitudes of USAID
Missions and their staffs have had considerable influerice on the
results achieved by these organizations. Without AID’s support
and assistance these organizations would not be functicning
nearly as well, if at all. While AID’s 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.

clarifying Objectives. Some of the objectives sought in the

AID grants bave caused problems because they are inappropriate 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 also 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.
Precisely 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 FOPRIDEH and, to a lesser extent ASINDES,
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
organizations’ 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.

. It is cledar from the experience
of these organizations that financial susiainability 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
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that adequate technical assistance to achieve it should be
provided starting in the early stages of a project. The 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 insufficlent attention has been paid to guidance and
support for achieving sustainability.

Degree of Involvement and Control. Finding the appropriate
degree of involvement by AID in the 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 exception to this approach has been Honduras, in which the
Mission has claimed the need fcr closer control in order to
ensure FOPRIDEH’s organization viability. The sensitive politi-
cal contex: 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 mnecessary 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 FOPRINEH, this eventually led to tension with the
membership ani a change in direction for the organization. 1In
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
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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, thils experience highlights tlre need to
understand the dynamics of NGO perceptions and relationships and
the effects of their political context.

Funding Delays and Uncertajnties. As with other development
projects, delays in funding and uncertainties re 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
NGC-sponsored activities and to assist in covering the operating
expenses 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
future and thus less expansive in what they undertake. 1If,
indeed, 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 organiza-
tions what are the possibilities and what types of expenses they
might be willing to meet with such funds.

b. NGO Performance with Reqgard to A.I.D.’s Objectives

j . The degree of success of the umbrella
organizations in meeting AID’s 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 AID’s 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-
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projects. It is too early to form a judgment on whether the
beneficiary groups will be lasting and useful for ongoing
development activities.

The AID objective of supporting the provision of training
and technical assistance to the NGOs is not being met to the
extent which was expected. None of the organizations yet has a
sufficiently strong program to provide training and technical
advice except in connection with the preparation of sub-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 community
organizatcion and fund-raising and preparation of project pro-
posals. KRelatively little training has been provided on techni-
cal matters. 1In general there has been a lack of followup with
trainees to assist them in applying the knowledge obtained at the
training events. Only HAVA consciously and systematically
includes representatives of the beneficiary groups in its
training program.

The AID 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
external factors and internal cohesicii. Except 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 AID objective of creating organizations whose programs
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
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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 AID 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.

Reduction of Missjon Workload. The underlying. purpose 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, the degree to which the USAIDs
seek to use these channels for such support varies. It is nearly
exclusive in Costa Rica. 1In 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. MAJOR CONCLUSIONS AND LESSONS LEARNED

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
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planning future support for NGOs 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 PACT’s own conclusions on these

topics.)

° The choice of the most appropriate mechLanism 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 NGOs, a
foundation would be the most appropriate mechanism if
activities with individual NGOs 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 mechanism. A foundation is structurally at a
disadvantage to perform these functions.

] 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 existina 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
pertormed by other NGO oryanizations, 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.

° If strengthening the NGO sector is a major objective and a
USAID Mission is contemplating working with an existing
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membership institution, the following characteristics appear
to be favorably associated with an institution’s ability to
accomplish this objective:

It 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 as
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.
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- All systems are in place before operations start, eq.
criteria, procedures and staff.

- Umbrella mechanisms are perceived as compatible with
the NGOs they serve. For member organizations,
resentment may ensue if the umbrella operates at a
notably more "luxurious" level than its member NGOs 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
donors, which cause delays or disruptions in the
organization’s services. Both undermine 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 achimrve 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 of 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.
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Note:

In 1984 PACT sponscred a review of the experience of others
and itself in creating and strengthening consortia of NGOs=s.
Among the major conclusions reached in that review were that: (1)
an attempt should be made to have regional consortia promoted and
controlled by organizations from within the region; (ii) interna~
tional NGOs and consortia should involve local NGOs and consortia
in all aspects of programming, implementation and evaluation;
(iii) international partners of local consortia should establish
relations beyond the channelling of financial resources and place
emphasis on providing those consortia with information and
assistance in establishing 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 that international partners of NGOs should
not use consortia as their main channel for assisting NGOs and
that consortia need to pay more attention to their relationships
with local governments. The group also agreed that the following
lessons had been learnecl: (a) members of a consortium need tc
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 common vision among consortium members is a
long one; (c) only when a consortium is ready can the members
determine common goals and establish common policies; and (d)
some financial assistance may be necessary in the early stages of
a consortium’s life, but all tco 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
FOR

EVALUATION OF PVO UMBRELLA GROUPS

1. Purpose and Background cof the evaluciion,

With growing staffing constraints in 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
c€ 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 committment 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.

Tn 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



coordinate to the extent possible the evaluation effort (in
terms of scope of work and timing) with the other two regional
bureaus in the interest of maximizing lessons learned.

Once the evaluation is completed, the LAC Bureau will
disseminate to all Missions in the LAC region the results of
the evaluation along with a synthesis of the results of the
evaluations 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, as a group, a set of specific
recommendations 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 1In 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
Effectiveness (For each country visited) To what extent has
the umbrella organization proven to be an effectivz and
efficient mechanism for selecting, managing, monitoring and
evaluating PVQ 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




each year since the umbrella project began? Are enough
proposals bheing received? What is the ratio of proposals
received from indigenous PVOs to U.S. PVOsS? How is the quality
of the proposals heing received? 1Is there any indication that
they need clearer or more instruction/gquidance/assistance in

developing proposals?

3. Assistance to PVOs. 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.
Aside from assisting with subproject designs, how do project
activities assist them in 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 tc 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
reparting 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)?
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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
nature/extent of the organization's relationship with the host
government, the PVO community, USAID, otlier donors? Are there
actions that need to be taken to improve the relationship?

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

9, Organizational Structure and Governing 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 Management: 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 of the financial and accounting
activities well defined? 1Is an annual audit carried out by an
internationally recognized firm? Are its finances administered
efficiently? Have efforts been made by the organization to
seek new sources of rinancing? 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 reqular 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 Effectiveness. 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 staff? Which staff? Describe and
delineate the procedures and roles of each participating entity
(USAID, 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? 1Is 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
funded, to what extent were gender issues considered and women
hionlighted 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 Strateqic 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
mission'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 Through 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 strateqgy? 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 Funding 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 PY0 projects given staffing
constraints? To what extent is this epproach 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
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present new management problems? Does this mechanism prov: "e
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 indigenous PVOs in A.I.D. projects? Does this
mechanism give more power - a voice to the PVO community with
donors and the government? Do umbrella projects provide
leverage for PVO policy impact? Do they facilitate the
Lnvolvement of PVOs in the mission planning process (sectorally
or country-wide)?

3. Methods and procedures.

The field work for this evaluation will focus on the PVO
Umbrella organizations ia 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 also 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
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samples will be used and the team will rely heavily on
secondary data whenever possible (e.g. recent evaluations as in
the case of Guatemala and Honduras), interviewing key
informants, group interviews, observation etc.

The methods used for collecting data to answer/address the
questions/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.I.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 the Report: The final report shall contain,
at a minimum, the following sections:

-- Basic Project Identification Data Sheet.

-- Executive Summary (of not more than three to five
single-spaced pages, prepared according to Evaleation 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.
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Synthesis of Lessons Learned: comparision of how this
approach works in the various missions #nd what each mission
can learn from one another's experiences. This secion should
be organized by issue/question, findlings, conclusions, and
options for improvement that specifically ansgwer the
questions/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 Summary

B. Submission of Report: Prior to departure from each
country, the team should hold a debriefing session with select
mission and umbrella group staff to provide 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/recommendations.




[N

Appendix B

COSTA RICA -~ ACORDE

7



Appendix B

Costa Rica - ACORDE

TABL. .OF _CONTENTS
Paqge
A. BACKGROUND 1
B. INSTITUTIONAL ORGANIZATION AND EFFECTIVENESS 3
1. Organizational Structure 3
a. Assembly of Members 3
b. Board of Directors 3
c. Staff 4
d. Relationships and Issues 4
2. Personnel 7
a. Composition and Quality of Staff 7
b. Personnel Policies and Practices 7
c. Training 8
3. Financial Soundness 8
a. Operating Expenses - Level and Prospects 8
b. Program Funds - Level and Prospects 9
c. Fundraising - Methods, Level and Prospects 11
d. Reimbursable Services - Nature and
Prospects 13
e. Financial Analysis, Controls and Audits 14
4. Institutiona. Planning, Programming
and Evaluation 15
5. Publicity and Dissemination of Information 16
6. Preparation, Review and Selection of
Sub-Projects 17
a. Objectives and Priorities 17
b. Criteria and Procedures 19
c. Volume and Quality of Proposals 24
7. Sub-Project Monitoring 25
8. Use of External Advisors and
Technical Assistance 26
C. PROGRAM - NATURE AND EFFECTIVENESS 27
1. Representation and Coordination of NGO Sector 27
a. Relationship with Member and Non-Member NGOs 27

(4




Table of contents.../... Appendix B

b. Relationship with the Covernment of
Costa Rica

c. Relationship with Other Agencies

2. Financial Support for NGOs
a. Size and Nature of Prograns
b. Impact on NGOs
c. Impact on Beneficiaries
d. Sustainability

3. Technical Assistance and Training Support
for NGOs
a. Size and Nature of Programs
b. Impact on NGOs

D. RELATIONS WITH AID

1. Performance in Meeting AID Objectives

2. Appropriateness and Effectiveness of AID’s
Guidance/Monitoring

E. MAOOR CONCLUSIONS AND ISSUES

Attachments
List of Interviews and Field Visits in Costa Rica
ACORDE Organizational Chart
List of Founding Associates of ACORDE
List of Personnel of ACORDE

Report of Ivo J. Kraljevic

29
30

30
39
31

-
~

33

34
34
35
36

36

38

40



A.  BAGKGROUND

USAID/CR began to support the work of the Costa Rican
Coalition for Development Initiatives (CINDE) in 1983. The main
purpose of CINDE is to support the interests of its members and
to provide a channel of external funding and technical assistance
for the profit-making industrial sector in Costa Rica. However,
CINDE also had a division which worked with private voluntary
agencies and other non-government organizations. By 1985 that
division had provided some 175 million colones in funding for
projects by such organizations.

USAID/CR had growing concern that it could not increase its
support for non-government organizations (NGOs) activities in
Costa Rica if it were not able to delegate the administrative and
programming responsibilities for such support to an intermediate
organization. It decided to .« CINDE for that purpose--
including the provision of fui..:; for US PVOs operating in Costa
Rica. Consequently, in the first half of 1985 USAID/CR provided
CINDE with technical assistance from Private 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 assistance 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
CINDE’s 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 organization’s effectiveness as a grant making, NGO support
organization; and (iv) 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
organization’s 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 NGOs 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.

PACT’s 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 «f which PACT
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would have a signitlcant presence in Costa Rica. The life of
project amount was $4.9 million with $1.3 million being obligated
for the first year. By August 31, 1987 the full amount had baon
obligated through two amendments to the origlnal grant. The life
of the yrant was to run through June 26, 1991l.

Most of the balance of 1986 was spent in setting up the new,
independent organization which was named the Costa Rican
Association for Development. Organizations (ACORDE). 1In fact, the
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 Government of Costa
Rica (GOCR) and ACORDE under which the GOCR was to provide ACORDE
with colon financing for ACORDE’s development. activities with
NGOs; and the first disbursement did not take place until
December of that year. In the meantime ACORDE worked with the
dollars available to PACT under the OPG and with the colon amount
transferred to it from CINDE during 1987.

By the beginning of 1988 ACORDE had all the major elements
of its operation in place. This was halfway through the three-
year period originally planned for PACT’s 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 with 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 PACT 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 three-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.



B.  INSTITUTIONAL ORGANIZATION AND EFFECTIVENESS

1. Organlzational Structure

ACORDE 1is a non-profit, non-political foundation with legal
"public utility" status. Legally it is an "association", not a
membership organization. ACORDE is set up as a service institu-
tion to provide funds, technical assistance and training to the
NGO sector in Costa Rica. (See Attachment 2 for ACORDE’s
organizational chart.)

a. Assembly of Members

The (ieneral 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 reguirements.

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 give 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.

b. Board of Directors

?. six-member Board of Directors and a Fiscal are elected
from and by the Assembly members. Like the Assembly, the Board
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ig balanced to avoid political domination. Three of the current
Board members, plus the Fiscal, are business executives; two are
prominent lawyers; and one is a lawyer/university professor. The
Board of Directors currently has only one woman, the President.

ACORDE’s by-laws recently were changed more clearly to
define the role of the Board, giving it the power to: direct the
affalrs 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 the
finance officer; appoirnt 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.

c. Staff

The l4-member staff of ACORDT is headed by an Executive
Director who is also a member of the General Assembly. She is
assisted by administrative and finance officers and support
staff. There are cwo specialized departments: Program Develop-
ment (PRODE), with three professional 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 ACORDE, and defined its function to be the
administration of the organization in accordance with the
policies and guidelines established by the Board of Directors.

d. Relationships and Issues
Composition of the Board. 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 position to select even more appropriate
Assembly/Board members to carry on their work.

While it is not ACORDE’s function to represent NGOs,
establishing a coherent policy and long-term strategy with regard
to ACORDE’s role in NGO development and the role of NGOs in Costa
Rica’s 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
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benaficial to have an Assembly and a Board which includes a broad
economic, soclal and occupational spectrum. Therefore, the
current effort to brcaden the membership of the Assembly, from
which the Board is elected, is a positive step. A closer
definition of both ACORDE’s and the Board’s role and functions
also would be helpful to determine the type of people most
appropriate to become Assembly and Board members. Furthermore,
it is important to recognize that ACORDE’s needs, and hence the
rcle of its Board, are not static 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 Board as
initially constituted was to give. ACORDE prestige and credi-
bility. Clearly the prestige and connections of some Board
members have been helpful in getting the GOCR’s approval for
ACORDE’s local currency funding arrangement, and probably will
continue to be helpful in maintaining current good relationshins
with the GOCR. Furthermore, in the past high~level relationships
between Board members and USAID/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 fundraising or, indeed, in raising funds from any source,
and this would seem to be a natural function for them to under-
take given their prestige within the private sector.

Recommendation - The Board and Assembly should examine and
defire ACCRDE’s philosophy of development and long-term
strateqy vis-a-vis the NGOs, donors and the GOCR and develop
clearer criteria for the selection 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.

Oversight by the Board. 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 needed
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.
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The recent revision 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 evcnts and
situations which would merit Board intervention in administrative
matters. It is important that these problems be approached and
resolved as insgtitutional issues rather than treated as personal
problems.

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

ard as ojec o . Another organizational
matter which may merit further examination as 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 major activity and the Board has taken its
responsibility seriously; the elimination of this responsibility
could remove a major incentive to some Board 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
ACORDE’s program grows significantly, increased workload may
eventually necessitate the establishment of a separate projact
approval committee.

Gender Composition of Assembly and Board. 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.



2. Personnel
a. Composition and Quality of sStaff

ACORDE currently has 14 staff members with seven profes-
sionals/managers and seven support staff (See Attachment 4). 1In
addition to the Executive Director, there are three other women
in managerial or professional positions: the assistant to the
Executive Director, a prujects 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 f£ind ACORDE’s
staff to be qualified, although at least one mentioned some
deficiencies in technical capacity. (It should be noted that
this person was almost uniformly critical of ACORDE, and admitted
that his organization would prefer a direct relationship with the
USAID Mission). Another representative noted that while the
initial ACORDE staff had had little experience with NGOs, current
staff members have learned & lot. However, he asserted that any
new staff should have had previous experience working with NGOs.
Based on interviews with staff members, tne Board and the
resident advisor of PACT as well as NG9s, it does appear that the
staff is generally qualified. However, 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 Policjes and Practices

ACORDE’s 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. However, 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 10%, 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 se.i-annual employee 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 thcse 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
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impartiality may be contributing to some perception by the staff
that the Board is not concerned with the staff’s welfare.

Recommendation - There should be a clear policy on salary
scales, percentage amounts and frequency of raises for both
cost-of-1living 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 the 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.

c. Trainine

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 have since left
ACORDE) received some type of training, usually attendance at
short ccurses 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 cffice building trans-
ferred from USAID/CR.

3. Financial Soundness
a. Operating Expenses - Level and Prospects

ACORDE’s 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
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amount of other income. In addition, ACORDE can use for
administrative expenses up to C8.480 million of funds from the
GOCR avalilable under USAID-GOCR-ACORDE Memorandum of
Underutanding. Funds under the OPG from USAID/CR cover all the
costs of supporting the PACT assistance to ACORDE including a
share of ACORDE’s general office expenses.

This favorable situation for the financing of ACORDE’s
operating expenses 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 furds
accelerates. However, payments to ACORDE under the reimburseable
development funds already utilized should jrow 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 the 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 availakle to meet ACORDE’s operating expenses
in the foreseeable future. Indeed, given ACORDE’s favorable
financial situation, ACORDE should be able to take those steps to
improve its performance which are suggested in various parts of
this report.

The composition of ACORDE’s 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 budget have
been in insurance payments, transportation costs and publicity
and publications. The costs of the operation of the Bocard and of
representation type expenses amount to some 7% of the cperating
budget. This may be somewhat high, in view of the fact that the
Board members do not receive compensation for their time.

b. Program Funds - Level and Prospects

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. ACORDE’s planned
amounts from these sources in 1988 are:



¢ Millions $ (actual ol equivalent)

Funds from CINDE 59.782 .797
Funds from GOCR 133.602 1.781
Funds from fundraising 5.000 . 067
Funds from PACT OPG - 1.200

TOTAL: 198.384 3.845

These anticipated funds were budgeted among the following
programs:

Obligations C Millions $ (actual or equivalent)

Reimbursable

Development Program 26.000 .347

Nonreimbursable

Development Program 63.200 .843

Fundraising Program 3.104 .041

Investment in Income-

Producing Assets 1.500 .020

Pending Obligation 104,580 1.394

Total in Colones 198.384 2.645

Development Activities

under OPG - —1.200
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 »olitical and other critics of
the current arrangement. The level of funds raised domestically
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and abroad should increase, but the prospect for significant
increases is not at all clear. The most likely sources of funds
with which to maintain the level of programs in the face of these
prospects are a loan of between $.5 million and $1.0 million a
year from the InterAmerican Development Bank for small proujects
which currently is under discussion, and the possibility that
ACORDE could become a beneficiary of debt-swap arrangements
between foreign creditors and the GOCR and its Central Bank.

Both of these 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 important 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 the basis for maintaining the current level of programs
over the next few years. It is unlikely tlhLat that level will be
achieved without increases in the GOCR’s support or a continua-
tion of AID’s dollar financing for program costs, and plans for
neither are currently in place. Unfortunately, this prospect for
declining program resources is occurring as demand for ACORDE’s
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 ACORDE’s programs in
1989 and 1990 and determine whether ACORDE will be able to
plan on their additional support to achieve those levels.

C. Fundraising - Methods, Level and Prospects

As indicated above, to date ACORDE’s 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 ACORDE’s 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
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local representatives and supporting organizations is of prime
importance to entry and follow-up activities; that trips should
not be planned so close together as to prevent the extensive
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 frnm domestic, non-
government sources. The effort was carried out principally by
the President and one other member of the Board of Directors.
During the first half of the year some $42,000 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 collection 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 development purposes. Further initiatives
with non-government, external donors has been held up while
ACORDE prepares more thorough descriptive materials.

There are issuee or problems facing ACORDE’s 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 ACORDZ would decide whether or not to have ACORDE
associated with the implementation of the project. The approach
also could result in ACORDE’s 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 Board 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
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fundraising and managing contacts by mail with potential donors.
However, personal contact with such donors has been carried out
by the Executive Director, by the President of the Board and,
domestically, by one other member of the Board. The system does
not work as well as it should. The staff member in charge of
fundraising is concerned that any effort be technically well
based and presented, but feels marginalized from decision making
and actual contact with doncrs. Her initiative may well have
been diminished by these circumstances. The 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. oOther members of the Board who also have extensive
contacts within Costa Rica and experience in preparing proposals
for financing and business strategies, but they are not being
utilized in the fund raising effort. 1In 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.

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

d. Reimbursable Serviceg - Nature and Prospects

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 projezct 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 cocurse 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
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broker and implementation monitor of projects on behalf of NGOs,
it also would seem to be appropriate for it to receive some
compensation for those services.

e. Flnancial Analysis, Controls and Audits

ACORDE is responsible for handling the colon funds 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, experienced accountant on its staff;
and it has prepared the usual type of instructions for accounting
for its funds. An audit of ACORDE’s handling of the colon funds
through December 31, 1987 waa 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 ACORDE’s 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 ACORDE’s 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. Thare are
plans to hire another financial professional for the office, but
that has not yet been done. Third, the system for keeping %track
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 attentior to them in the future.

Recommendation -~ 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.
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4. Institutional Planning. Programming. and. Evaluation

With the asslstance of PACT’s resident representative,
ACORDE has approached its institutional planning at two levels -~
multi-year strategy statements and yearly workplans. The
original institutional plan, which cuvers the period 1987-1991,
was a general sgtatement of purposes which emphasized strengthen~
ing NGOs through their institutional improvement. The four major
programs to carry out that emphasis were to be financial assis-
tance <2 NGOs, technical assistance to NGOs, the obtaining of
resources for the NGO sector and the consolidation and promotion
of the overall welfare of the sector. 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 of 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 credit, and (iii) communal
development. It placed limits on the amount of financial
assistance which an 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 problems 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 be the task of the yearly workplans. The semi-~
annual workplans for 1987 are largely reports of what had been
accomplished in getting ACORDE 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 ACORDE’s institutional ¢growth and the composi-
tion and size of its programs is still evolving. Major deci-
sions have heen made in the process. Examples would be: (i)
providing technical assistance and training to NGOs through
grants to qualified NGOs or consortia of NGOs rather than
directly; (ii) leaving the consolidation and promotion of the
overall NGO sector to other organizations, (iii) moving toward
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greater use of loans in providing assistancae to NGOs; and (iv)
modifying the structure and operation of the Genaral Assembly and
the Board of Directors in order to improve theilr capacity to
gulide the organization. However, there are still very important
issues to be addressed which are mentioned in various sections of
this repcrt. One of the more important issues is settling on a
strategy for ACORDE’s long term role in the NGO saector so that
the institution can prepare itself to meet the responsibilities
of that role.

There also continues to be a need to further improve the
planning process itself. ‘‘he ralaticnship between the multi-year
planning document and the vearly workplans is really not clear.
The form of both has changed considerably over the past two years
and decisions taken by ACORDE have not been reflected in
reworkirgs of the basic strategy statements. In fact, it is not
clear that the institutional plan is providing real guidance to
the decisions being taken by ACORDE as it goes along. The
members of the Board are consulted 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 the various programs of ACORDE or of the impact
which those programs are having on NGOs and their beneficilaries.
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 ACORDE
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 organization’s actions.

Recommendatjon - 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. In doing 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 PACT’s advisory role, and PACT
should be prepared to give particular attention to assisting
in that effort.

5. Publicity and Dissemination of Information

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
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has been devoted to sueking news coverage of its activities and
to preparing reports.

ACORDE has been quite successful in Costa Rica in making
known its existence and the availability of its proJrams.
Publicity for ACORDE’s program has baen mainly via word-of~-mouth
among the NGO community and coverage in the media. NGOs are also
referred to ACORDE by the USAID Mission. Lack of outreach does
not seem to be 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 exactly 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 success in getting out word of its programs since
during 1977 the shortage of colon funds prevented it from
responding to the many requests it received.

There would seem 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 vis a vis the role of membership organizations such as
FOV. Since ACORDE is the best financed organization involved in
foritering NGOs in Costa Rica it would seem to be a natural
vehicle for providing such information. However, it is clear
that to do a creditable job ACORDE would have to devote more
resources and stesff to the dissemination of information than is
now the case; and it would consciously have to select the type of
information to address to avoid a dissipation of its inevitably
limited resources. Such a focus should come from the results of
the NGO needs anal;sis which is to be conducted.

6. Pre tion evi -
a. ctives

ACORDE'’s jJeneral 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 NGOs’ implementation capacity, operating efficiency,
progran and project coverage and initiatives. Stated project and
Jeographic priorities favor projects which generate employment,
increase productivlty and increzse beneficiary income; preojects
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 income and other
indicators of a lrw level of socioeconcmic development. However,
there are choices which need to be made in applying these
objextives and priorities.
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Ingtitution Building va, Short-term Impact. There is some
question within the NGO community as to whather ACORDE’s funding
policlies are meant to reach the maximum number of NGOs and
therefore buiid up the weaker organizations within the sector or
whether they are to be directed to increased funding fcr the most
effective NGOs with the greatest demonstrated beneficlary impact.
There 3a currently no clear consensus on this issue within either
the Board or staff of ACORDE. The prevailing opinion is that so
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 tlie
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.

Recommendations - 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 its 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.

(1) 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.

(2) 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. Baseé on an early
assessment, ACORDE should determine whether institu-
tional strengthening is needed prior to proceed with a
project proposal.

(3) 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 f ds
as venture capital for untried but promising ideas .or
projects and/or organizations.
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Productive vs, Social Projects. While ACORDE’s priorities

state that human resource development projects as well as
productive projects are eligible, the emphasis to date has been
overwhelmingly on productive rather than social projects. Of the
13 new or continuing projects approved in January through June of
1988, nine were productive projects, one was an integrated com-
munity development/productive project, two were for NGO institu-
tional development and one was a social/vocational training
project (rehabilitation and training for alcoholic women). This
emphasis probably is due to the strong entrepreneurial background
of ACORDE’s Board. It may also stem from a perception 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 current and growing
focus--and possibly its effectiveness--by incorrorating 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, USAID/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. Therzfore, 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.

Recommendation - Consideration should be given by both
ACORDE and USAID/CR as to how social projects can be funded.
If it is determined that ACORDE cannot or should not assist
such project:s, its stated priorities should be revised
accordingly, and provisions should be made for referral of
such 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:-:nal 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.
A1l must have qualified paid staff and adequate internal manage-
ment systems. Evaluations of previocus activities of the }GOs are
taken into account.
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Eligible projects must comply with ACORDE’s stated objec-
tives and principles, and must be oriented toward development
rather than relief or welfare. They must not 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 fo; implementa-
tion and evidence of real need for the 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
effgrts of other private or public institutions should be
avoided.

The beneficiary criteria spell out the eligible net worth
and sales 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.

Th:.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 microenterprise 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 particularly
important in encouraging women to contribute a s : ‘ond
income to their families, even though their husba: is
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
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policy on reaching women. Probably not coincidentally,
the proportion of women beéneficiaries is rather low.

o There i1s also some question as to the types of orga-
nizations eligible for ACORDE funding. To date, only
assocliations or foundations at the secondary level have
been funded. While ACORDE’s selection criteria state
that funding should go to private development organiza-
tions, they do not state that only secondary-level
organizations are eligible. There is some nmovement
toward funding beneficiary-level organizations such as
Asoclaciones de Desarrollo Comunal (Community Develop-
ment Associations) or
(district agricultural organizations). A proposal from
one such organization is now in the profile stage and
will serve as a test case. Expanding coverage to
beneficiary~level organizations could benefit greater
numbers of people, but it could also expand demand far
beyond ACORDE’s capacity to respond since there are
approximately 6,000 Agociacjones de Desarrollo Comunal
alone, and could also be sesen 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.

Recommendation - ACORDE’s criteria and policies should be
reviewed with the purpose of clarifying these aspects. They
should be spec;ftc 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 for proposal development, review

and approval for local currency funding is as follows:

o) Upon initial inquiry by an NGO regarding ACORDE
support, the NGO is given a format and guidelines for
preparing a project profile. On receipt of the
profile, a preliminary diagnosis is done by PRODE
(ACORDE’s Program Development Department). If the
profile is acceptable, within seven working days of
receipt of the profile the NGO is given a guide for
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,
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the proposal is formally accepted and registered; Lif
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, including site visits if
necessary, and the preparation of a project summary,
analysis and recommendations.

o 20 days before the next quarterly project selection
meeting of the Board of Directors, the 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 ara 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
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year or more. However, it should be noted that most of these
delays occurred as a result of problems with approval of the
USAID-GOCR agreement on local currency funding; some wers also
due to the slow development of project selaction criteria and
procedures and staff and Board inexperience. ACORDE now appears
to be meeting its deadlines better. According to respondents who
have presented proposals in 1988, the process is working more

s~ oothly. ‘

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-month
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.

Recommendatjions

(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 prcposal, 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 orn 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.
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AlID’s ratlfication after approval by the Board does not
appear to be necessary.

(2) ACORDE should keep a record on the back of each
proposal folder with the dates and time it takes to complete
each step of the selection process. Reasons for delays
should be specified. Based on these records, NGOs should be
advised of expected declays and ACORDE should periodically
review the timetables set forth in its procedures 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 Quality of Proposals

In 1987, ACORDE’s first year of operation, 21 propesals 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 new
proposals had been received. Nine of these 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 were from
Costa Rican NGOs.

The quality of the proiv.3als has improved over the past
year. According to ACORDE’: oroject analysts this is mainly due
to ACORDE’s 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 eéexpenses in project proposals.

ACORDE’s 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 hoc, and the demands on FRODE’s staff time
for project analysis and monitoring are heavy, thereby severely
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restricting the amount of such assistance they can provide. In
the opinion of ACORDE’s staff the volume of proposals is
adequate; they are not getting nor do they want more proposals
than they can handle.

- In cases of proposals from weak NGOs, the
Internal Project Committee should make a determination as
quickly as possible as to whether it will support the NGO
through project development and funding ox by some other
means. Simply sending back unacceptable proposals is
unlikely to help if the institution lacks tha capability to
develop a good proposal. Rather than putting the NGO and
ACORDE through a time-consuming, expensive 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 NGO.

7. Monitoring of Sub-proijects

Monitoring and follow-up of funded projects by ACORDE’s
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 ACORDE’s 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, its organization for use is not yet
fully worked out, and written reports to the Board and to
USAID/CR 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.
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8. Use of External Advisors and Technical Assistance

The OPG to PACT had two basic purposes. Oine was to provide
a reliable channel for USAXID in making dollar funds available to
NGOs, and the other was to provide technical and financial
assistance in creating an independent organization from CINDE'’s
NGO support activity which will be able to provide financial) and
technical assistance to NGOs as well as support to the general
NGO community. The utilization of the dollar funds will be
achieved although the number of sub-projects supported will be
less than anticipated because of the decision to use dollar funds
to finance both the dollar and local currency costs of US PVO’s
active in Costa Rica. The use of the OPG to enable ACORDE to
provide support to the general NGO community largely has been
abandoned. The 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 Advisors. A Resident Representative from PACT
serves as an advisor to the entire institution under the
USAID/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 advisor, most
of the Board recognized the value of the advisor’s 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 Bcard as
having become too involved in the personnel and oversight
problems previously describe” 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 expecta‘tions will overcome any current
misperceptions and tensions. Carrying through on this initiative
with regard to the advisor’s 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 cffectiveness of PACT
assistance.

The role of technical assistance from PACT in New York has
been less important to ACORDE’s development. The most important
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support in the past has beon that of the Resource Foundation of
New York (an affiliated organization) in providing ACORDE soma
guidance and introductions to potentlial donors. For the future,
likely topics for such asasistance ars carrying forward the idea
of using debt-swaps to generate resources for ACORDE and improv-
ing ACORDE’s ability to plan and evaluate its activities.

As mentioned above, the services cf the PACT resident
advisor are scheduled to be completed in June of 1989, but
consideration is being given to extending the period of those
services. There appears to be agreement in principle among
USAID/CR, the Board and the staff of ACORDE that the services
should be extended. The question appears to be under what
guidelines and for what purposes. One possibility which has been
mentioned is for the acdvisor to devote a significant portion of
his time to working with FOV. That would seem to be a ques-
tionable approach since the needs of that organization are so
great and its relationship 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 extension.

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. Representation and Coordination of the NGO Sector

a. =3 S W

The majority of the representatives of X#CORDE’s 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 ACORDE’s management is not accessible to them.
They expressed frustration that there is no effective mechanism
for discussing and solving problems between the NGOs and ACORDE.

A major factor in some of the hegative perceptions of ACORDE

may be the ambiguity concerning its’'role vis-a-vis the NGOs. A
membership organization is controlled by and responsive to its
members. Such organizations have a clear role in represent.nj
their members’ 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
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of its life it has devoted most of its efforts to funding
projects while leaving the conduct of training programs and the
provision of technical assistance to others. It was not sat up
to represent NGOs or to coordinate their activities. It is an
"umbrella" organization only in the sense that it is meant to
work with all NGOs which meet its criteria. Still, ACORDE also
has portrayed itself as the voice of the NGOs in its publicity
and fundraising efforte, thus stimulating an expectation that
NGOs should have a grezter volce in ACORDE’s management.

This issue is further complicated by the nature of ACORDE'’s
relationships with two existing membership organizations in Costa
Rica. The Federation of Voluntary Organizations (FOV) was
created in 1969 by a group of woaen from volunteer organizations
primarily engaged in social welfare activities. Eventually it
grew into a consortium composed of private devalopment 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 ACORDE from ACORDE’s
inception since some in FOV felt that it should have gotten 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 institutional
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,
FOV’s 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. 1Its
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 piromoter and coordinator of the actions
of the NGO sector by both its original purpose statement and the
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absence of othar viable representative organizationam. On the
other hand, it is not and has no plans to beccme a mambership-
controllad organization, so it will be subject to criticism by
such organilzations for competing with them.

Of course, there is no one right way to apportion the
various types of activities which cnuld be helpful to the NGO
community. What is important is that there be agreement among
the organizations working with that community as to how they will
operate and complement each other. To date, ACORDE has not had
much auccess in achleving such agreements, and the prospects for
achieving them do not seam bright. This could be particularly
troublesome for ACORDE should it encounter political difficulties
in Costa Rica and need the support of the NGO community to
resolve them.

Recommendations

(1) ACORDE should 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 left to such
organizations. ACORDE’s role in strengthening such orga-
nizations must be worked out in close collaboration with
them and, if possible, 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 process Yy funding an impartial study by
an external consultant of 1302’ needs and expectations with
regard to FOV, their will:ngness to provide effective
support for it and its iiost appropriate structure ana
functions. However, this would only be useful if it were
done with FOV’s consent and collaboration, to avoid conflict
over the results.

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

b. Relatjonships with the Government

ACORDE has a very good relationship with the GOCR, and
enjoys its support thanks to the excellent connections of its
Board and Executive Director and support from USAID/CR. As noted
above, ACORDE has local-currency funding for its program for five
years through an AID/GOCR agreement. Currently, exploration of
the possibility for further funding through a "debt swapping"
arrangement with U.S. banks and the Central Bank of Costa Rica is
underway. The apolitical character of the Assembly and Board
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should ensure that good relations continue regardless of alon~
toral outcomes. However, tha generous funding of ACORDE by the
GOCR with resource generated by the AID program could provide a
tempting target for criticliem by political factions, and thus
ACORDE will not be able to neglect its public relaticns or the
opinion of other membars of the NGO community.

c. Relationships with Othsar Adgencles

Relationships with ACORDE’s principal donor, USAID/CR, are
discussed in section D below. As noted in the section on
fundraising, other program support is being sought from the IDB
and from European sources. However, ACORDE’s efforts to estap-
lish relationships with other donors, whether local or interna-
tional, are just beginning. ACORDE has no especially noteworthy
linkages with other agencies except for donors, the GOCR and
national and international NGO organizations such as FOV and
PACT, already discussed. ACORDE maintains some loose contact
with counterpart "umbrella' organizations in other countries.

2. Financial Support for NGOs
a. Sjize and Nature of Program

ACORDE has funded about 32 projects as of June 1988, for a
total of €96,864,544 in local currency funding or $1.273 millien
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 locl
currency mini-grants (up to the equivalent of US$500 each), for a
total of C834,9938 (equivalent to $510,972).

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. (Please note that
numbers are open to interpretation because there was no single
project list available. These figures were compiled from various
lists and reports).
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Funding for U.S. and Local NGOs, by Year *

U.S. NGOs Local NGOs
Amount Amount Us$
Year No, (US$) No, (Colones) Equiv.

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 specific technical assistance or
mipi-grants.

As noted already, 20 of the 32 projects are productive
projects, principally credit for microenterprises, 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. (In addition to these
projects, five specific technical assistance grants have been
made in 1988 toc date, as well as the local currency mini-¢grants,
most of which were for training.) For 1988, the PACT OPG dollar
funds have been used for three productive projects, two NGO
training/technical assistance projects and one social/beneficiary
vocational training project. It is evident from this distribu-
tion that purely social projects have received very little
support from ACORDE. The overwhelming emphasis has been on
productive projects (mostly credit funds) and training/institu-
tional development of NGOs working with productive projects.

b. "ImQQCE on_NGOs

ACORDE has developed effective funding mechanisms in both
colones and dollarc 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.

Funding Limits. The major complaint from both US and local
NGOs regarding ACORDE’s 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.
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Another complaint was that the parameters of ACORDE’s program are
too narrow - i.e., denying funding for socially useful but "non-
productive" components such as housing in integrated projects.
ACORDE’s 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 1s considering raising the ceiling on local
currency activities.

Grants vs, loans. While most funding 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 to 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
ACORDE. A major objection by NGOs to lcan funding was that it
affected their ability to reach the "break even" point, and hence
their sustainability. ACORDE’s position is that it has to be
concerned with its own sustainability; and that NGOs need to put
greater emphasis on recuperation of their revolving credit funds
so that they can in turn repay loans to ACORDE. ACORDE also
feels that requiring repayment encourages better discipline and
use of resources by the NGOs.

With regard to terms, some NGO representatives felt that the
interest rate charged by ACORDE gives it a disproportionate share
of the spreaa. Most Costa Rican NGOs charge rates between 18%
and 36%. If ACORDE is working with gran% funds and lends at 15%,
and the NGO in turn lends at 24%, ACORDE 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 30%, though few charge that much. There was also scme feeling
that the term for ACORDE loans is too short.

Recommendation - ACORDE should further define its loan
policy taking into account possible effects on an NGO’s
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 revolving credit projects.

c. Impact on Beneficiaries

ACORDE'’s figures for 1987 indicate that there were 7,759
direct beneficiaries of ACORDE-funded programs, and that 579 jobs
were generated. There are no comparable figures available for
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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
agriculture-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-factory" supporting
five women. It should be noted that the level of microenterprise
in Costa 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 preojects in rural or marginzl 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 d2ficien-
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.

d. Sustainability

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

33



costs through an endowment.,, program costs are another matter.
While every effort should be made to increase ACORDE’s ability to
cover program costs through the greater use of loan funding and
reimbursable services, it 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 operating costs.
Furthermore, in order to expand its program coverage and provide
more loans, even that program will need continued donor funding.
For NGOs with non-credit programs, the prospects of covering
costs from income are very unlikely.

Therefore the current emphasis on achieving NGOs’ financial
self-sufficiency by covering costs from income would seem to he
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 dependency on USAID, ACORDE or any other single donor,
while encow%aging the use of loan funding to the maximum con-
patible with the overall purposes of qpe 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 '"graduate" 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 "graduation" of clients should be
the principal aim of NGO sub-projects.

3. Technical Assistance and Training Suppoit for NGOs ,

a. Size and Nature of Programs

During 1983-1586 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. 1In
1985, the program focused on the conduct of an inventory of
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existing NGOs and the preparation of a directory of scme 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. 1In
1987, ACORDE funded six technical assistance or training projects
directed at NGOs. 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. 1In 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 ACORDE’s 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 re a proposal to make a training
grant to that organization for its use in training NGO personnel.
Neither of these activities has gotten underway yvet.

b. Impact o GOs

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 "selling" 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.
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Recommendation - ACORDE should consider ways in which it can
meet NGOs'’ technical assistance and training needs more
effectively, including active outreach to "sell" 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
1. Performance in Meeting AID Objectjves

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 Rica’s 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. ACORDE’s performance in meeting
the second objective has been weak, and the meaning of the
objective itself is not entirely clear.

System for Providing 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. ACORDE’s 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/CR’s 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 degree to which
ACORDE’s 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 ACORDE’s thinking which is leading in that direction.

Strengthening the Overall NGO Sector. The original PACT
proposal and USAID/CR’s response appear to see ACORDE as a way of
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increasing the importance of the NGO sector. Iindeed, one of the
reasons given for USAID/CR’s seeking to have ACORDE’s Board
composed of leading business and professional persons and for
USAID/DR’s 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,
"consolidation" of the sector was one of the expressed programs
in the first year of ACORDE’s 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 hecome 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 of criticism from
within the NGO sector that it should confine itself to the
provision of financial assistance. This, in turn, has had a
negative effect on ACORDE’s performance in meeting the first
USAID objective.

Reduced USAID Workload/Increasec Impact of Funding 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 has been able to reduce the amount of
its staff time devoted to the NGO program, and today that program
is being handled par:t-time by a personal services contractor in
the Mission’s 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 situzcion 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 completiorn of the current OPG with PACT, and the
standards and procedures under which ACORDE might handle addi-
tional dollar funds should they be made available have not been
worked out. Then too, if ACUKDE becomas exclusively dedicated to
%ponsoring productive projects through the provision of credit,
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the Mission 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.

. 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. 1In
part, that may be a conscious downplaying on their part since
there is evidence that some of them even resist giving
recognition to ACORDE’s 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. Sone
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 or
further hinder ACORDE’s 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 ACORDE’s
programs with the NGOs and their beneficiary groups.

2. Appropriateness and Effectiveness of AID’s Guidance and -
Monitoring

As previously mentioned, the Mission provided extraordinary
financial support to ACORDE'’s 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 ACORDE'’s
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performance during 1987, it is clear that AID’s support has been
crucial to what ACORDE has been able to accomplish to date.

USAID/CR’s 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 1983
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 ACORDE’s 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 ACORDE’s Board that the
Mission may be reducing its support for the organization.

The working relationships among the staffs of ACORDE,
USAID/CR, 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 Assemnbly and Board
should include persons active full-time in NGO coperations and
have experience in development (as distinct fron busines:)
activities; (iv) the approach which ACORDE should take in
providing training and technical assistance to NGOs; (v} the
standards which will attach to ACORDE’s use of repayments from
NGOs for credits advanced with funds obtained from AID or the
GOCR; and (vi) the prospects for USAID/CR’s 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
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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 the
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 o 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 that it be spent on overall instituticnal and
program issues.

Recommendation - USAID/CR should shift the emphasis of its
involvement with ACORDE from one of reviewing sub-projects
to that of discussiing 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 AID’s continued interest in ACORDE is clear to all,
USAID/CR should ccnsider 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 accomplishments are:

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

o 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.

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

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

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

ACORDE has achieved a generally favorable reputation in
Costa Rirca.

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

Nevertheless, there have been ghortfalls in the performance
which had been expected of ACCRDE. The more important of them

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 ACORDE’s 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.

ACORDE’s 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.

The main jissues or problems which ACORDE faces are:

1)

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 Bcard 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 the over-
sight mechanism of the Board.
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2)

3)

4)

5)

It needs to clarify with USAID and with other associa-
tions of NGOs as well as with leading NGOs operating in
Costa Rica what is to be the role which ACORDE shculd
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.

It needs to review and clarify with USAID/CR and the
GOCR its intentions concerning the 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.

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.

It needs to review its fundraising efforts with the
intention of adopting a compreherisive strategy which
will include greater participation by members of the
Board and priority for the raising of foreign exchange.
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Attachment 1

LIST OF INTERVIEWS AND FIELD VISITS
COSTA RICA

Interviews

USAID

Carl Leonard, USAID Mission Director

Raymond Baum, General Development Office

John Jones, General Development Office .- ;.
Flora Perez, General Development Office ’
Betsy Murray, Project Officer

Board of ACORDE

Berta Carvalho, President of Board of Directors
Silvestre Alonso, Fiscal

Rodolfo Piza. Board of Directors

Claudio Quiros, Board of Directors

Harry Odio, Board of Directors

Constantino Urcuyo, Board of Directors
Carlos Lachner, Board of Directors

Staff of ACORDE

Kris Merschrod, Resident Representative, PACT

Maria Aminta Quirce de Heilbron, Executive Director

Patricia Matamoros, Administrative Officer

Rafael Vargas Sanchez, Coordinator for Program Development
Joaquin Aguilar Vargas, Project Officer, Program Development
Nancy Moritz, Coordinator for Economic Diversification
Wilma Torres Corea, Secretary for Program Development Dept.
Carlos Chaveria, Accountant

Juan Carlos Chinchilla Villalta, Driver

Alexis Zuniga Lizano, Driver

Former Employees of ACORDE

Yanko Goic, former Deputy Executive Director

Maria Barboza
Isabel Chacon, former Head of Durian of Technical Assistance

and Training

Representatives of NGOs

Silvio Baltodano, Executive Director, Technoserve, Inc.; Board
of Directcrs, Federacion de Organizaciones Voluntarias (FOV)

Alfonso Ramirez, Agronomist, Technoserve, Inc.

Silvio Fletcher, President of Board of Directors, CREDIMUJER

Jean Chue de Gonzalez, Business Advisor, CREDIMUJER
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Julio Gonzalez, Executive Director, Asocilacion Costarricense de
Desarrollo (FUCODES); President, Board of Directors, FOV

Katherine Stearns, Director for Costa Rica, Accion/AITEC (AVANCE)

William Chacon, Executive Director, AVANCE Microempresarial

Amilcar Ordonez, Executive D."iector, Fundacion Juvenil Comunitaria
(FUDEJUC) ,//Save the Children: Board of Directors, FOV

Beleida Hamilton, Project Director for Limon, FUDEJUC

Roberto Gonzalez, Executive Director, Fundacion para el
Desarrollo del Pacifico (FUDEPAC)

Maria Marta Padilla, Executive Director, Fundacion Integral
Campesina (FINCA)

Lilio Ortuno, ex-Executive Director, FOV

Robert Mack, Co-Driector, ANAI

Bisai Fernandez, Agronomist, ANAIL

Walter Rodriquez, President of Board of Directors, Asociacion de
Pequenos Productores de Talamanca (APPTA) (ANAI-assisted)

Manuel Ballestoros, ASOPRIDE

Others

Luis Noel Alfaro, INCAE

Field Visits to Projects

AVANCE/AITEC microenterprise project, San Jose (visited 5 different
credit beneficiaries)

CREDIMUJER microenterprise “roject, San Jose (visited 2 credit
beneficiaries)

FUDEJUC integrated community development project, Puntarenas
(visited 4 beneficiaries - fishing, housing & microenterprise
credit)

FUDEPAC microenterprise project, Puntarenas (visited 4 credit
beneficiaries)

Technoserve agricultural cooperative project, 28 Millas, Limon
(visited experimental coffee plantation, interviewed director
of cooperative)

FUDEJUC integrated community development project, Limon (visited
member of health committee, saw community center project,
visited beneficiary of credit for pig raising)

ANAI agroforestry project, Talamanca, Limon (visited communal
nursery for new plant varieties, site of agricultural supplies
and marketing center under construction, interviewed director
of APPTA, visited 2 beneficiaries of nursery project)



1w

Attachment 2
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Attachment 3

FOUNDING ASSOCIATES OF ACORDE

José Joaquin Trejos Fernndez
Marita Camacho Quiréds
Francisco Carrillo Castro

José Maria Crespo Perera
Flora Ma. Jiménez Borbén
Ma. Aminta Quirce Lacayo
Precidente Federacidn Organizaciones Voluntarias
Berta Carvalho Feuillebois *
Constantino Urcuyo Fournier *
Carlos Lachner Guier *
Harry Odio Jiménez *
Claudio Quiréds Lara *
Rodolfo Piza Rocafort *
Silvestre Alonso Matanzo **
Alvaro Cedeno Goémez

Luis Liberman Ginsburg

* On Board of Directors
** PISCAL



Attachment 4

PERSONNEL OF ACORDE

JOAQUIN BERNARDO AGUILAR VARGAS
Entered Service: January 4, 1988
Position: Project Officer

MARIA CECILIA CALERO JIMENEZ
Entered Service: January 1, 1987
Position: Project Officer

ROXANA CASTRO SUAZO
Entered Service: January 1, 1987
Position: Financial Secretary

NURIA CESPEDEZ ROJAS
Entered Service: May 25, 1987
Position: Administrative Secretary

CARLOS CHAVARRIA ALFARO
Entered Service: January 1, 1987
Position: Financial Assistant

JUAN CARLOS CHINCHILLA VILLALTA
Entered Service: January 1, 1987
Position: Driver

PATRICIA MATAMOROS PEREZ
Entered Service: January 1, 1987
Position: Administrative Assistant

NANCY MORITZ LEARNED
Entered Service: November 1, 1987
Position: Coordinator of International Cooperation

MARIA AMINTA QUIRCE LACAYO
Entered Service: January 1, 1987
Position: Executive Director

LORENA SANCHEZ RAMIREZ
Entered Service: January 4, 1985
Position: Secretary for International Cooperation

WILMA TORRES COREA
Entered Service: January 1, 1987
Position: Secretary for Development Program

LORENA VARGAS ROMERO
Entered Service: January 1, 1987



Attachment 4 (continued)

Miscellaneous Support

RAFAEL ANGEL VARGAS SANCHEZ
Entered Service: January 1, 1987

Position:

Coordinator of Development Program

ALEXIS ZUNIGA LIZANO
Entered Service: Februa ry 15, 1987

Position:

Driver
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{
. INTRODUCTION |
‘,\ A. Purpose of the Activity Eveluated
|
!
{

This report is part of an evaluation of the progress being
m%do in the implemeatat.ion of an OPFG by Private Agencies
Cc

1llaborot.ing Together (PACT)in assisting the UBAID (Costa Rica)
Mi

psion in the establishment of an indepandent PV0O umbrella
support entity in Costa Rica.

¢
The PVO umbrells support entity established since the
in;biation of this project is kncun as the Costa Rican
Aawociabion for Development (ita 8Spanish acronym is ACORDE).
ACGRDE begun operations as a seperzte entity in Januvary of 1987,
10 and has since assisted some 28 PVOs through grante and loans to
i,

striengthen PVO's capacity to implement projects that benefit the
more disadvantaged population of Costa Rica.

B. Purpose of the Report and Methodology Used

The purpose of this report is to provide useful feadback for

1S5 the manageasnt of the OPG by asaessing the progress ACORDE has
nade in the establishment of:

1. a vorking relationship wvith the PVO
community,
2. conflict resolution mechaniam betveen itself
20 as ¢ grent saker and the PVOs seeking grants,
3. developing local PVOs vith U.8. PVO support
4. an effective proposs! reviev process
S.

an evaluation and monitoring systea

The oversll evaluation of

!Ero PACT. OPG ves conducted by a
25 tvo member team belveen August ¥ a

30

nd Y as part of a coaparetive
evaluation of PVQ vabrells groups in five Central Americen snd

Cearibbeen countries. This section of the eveluation of the PACT
OPG vas conducted between August 12 -27 by a third consultent.
The scope of work of this zaction of the evaluation ves designed
to take ® more in-depth look at selected aspects of the PACT OPG,
namely the relationships betveen ACORDE and the U.8. and locsl

PVQs. The findings of this report vill be incorporeated into the
over all evalustion.
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8ince the vltimate suczess of ACORDE hinges essentially on
the effectiveness and efficiency of ACORDE's client PVOs, the
focus of this evaluation is on the relstionships betwveen ACORDE
and the PVO comaunity. The consultant spent most of his twvo-veek-
time in Costa Rica interviewing 20 PVQ executive directors. The
material gathered through l.hese interviews was supplemented by: =a
review of ACORDE's files, visits to 5 project sites for
intervievs with PVO beneficiaries, discussions with ACORDE staff
( Project development - PRODE - departmsent, Executive Director,
and PACT resident Advisor), the President and nembers of the
Board of Directors. During the third and last veek of the
assignmaent, the consultant visited the headquarters of U.8. PVOs
to diacuss with Regional Directors and Project Officers their
axperience and opinions of ACORDE and the PACT OPG.

C. Project Background

Privaete Agencies Collaborating Together (PACT) begun
inplementing an OPG in June of 1986 " to assist the UBAID (Costas
Rica) Misajon to maintain its support to PVOs, and especislly the
U.8. PVO coamunity."

Since 1983, UBAID aupport for the PVO comaunity wvas being
channeled through the FV0 Progres of the Costs Rican Coslition
for Private Initietiven (CINDE). In June 1386, PACT begun
iaplementing an OPG to assist " in the establishment of an
independent, PVO umbrelils support entity in Costas Rica, separate
from CINDE, vhile simvltanecusly channeling U.8. dollers to PVQOs
registered vith AID/WAB to finance OPG type activities".

The Project had four, highly related purposes:

1. To feacilitate the establishaent of CINDE/PVO
-as an indepandent legal entity, separete froa
the existing CINDE operation.

2. To establish @ U.8. Dollar end Colon grent-
saking progrea in Costa Rica that will
support socio-~economic projects of PVUQs
vorking in Costa Rics.

3. To increase CINDE/PVQ's efficiency and
offectiveness ss a greant naking and support
orgenization.

4, To design, proscte and implesent e bochnic.l
aassistence progrem for the local snd

-y
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internstional PVO.

An additional Sth objective wvas to assists ACORDE to
diversify its funding sources through a fund raising strategy at
both the international and national levels.

To date (August 1988) the PACT OPG has achieved or ia on its

vay Lo achieving all the goals of the groject. More specifically
the OPG hus achieved the folloving:

1.

an independent entity has been successfully
established completing the transition from
CINDE/PV0O to ACORDE.

Grant-asking mechanisas in U.8. dollars and
Colones have been established to asupport
socio-economic projects of PVQs vorking in
Coste Rics.

ACORDE hus asaured funds for Operstional
exponses,

The GOCR has agreed to provide ACORDE with
funds for a period of five years.

Fund reising strategies are still being
developed. Important and innovative domestic
fund reising strategies are being
experisented vith,

The PACT OPG has nade substantial progress in the followving
areas, vhich fall under the scope of this part of the aid-tera
evaluation:

S.

-The efficiency and effectivaoness of ACORDE as

e greni-saking avpport organization has been
substentially isproved.

Although some technical assistence to PV0s is
being provided in the preperstion of
propossls and through ssall grents to help
PVO's personnel scquire skills, ACORDE needs
to define its technice! asssistance role and
progreas more precisely.

ACORDE has sade progress in developing a
cooperstive relationship vith PVOs geining

N
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favorable image with a groving segment of the
PVO comaunity

II. EVALUATION FINDINGS

The rest of the report will examine each one of this areas
by focusing on the ACORDE -~ PVO relationships, and the perception
of ACORDE by the PVOs. This examinstion is divided into three
parts: ACORDE's image in the PVO Community; the Project Belection
Process, and the need for an evalustion strategy that can be used
to improve ACORDE's planning capacity, as well as, the impact of
its projects on the PVOs end their beneficiaries. The finsl
section of this report deala vith issuves related to the U.8. PVO~

PACT-ACORDE relationship which vere raised by regional directors
and project officers in the home offices of the PVOs that have
programs in Coste Rice and heve received support from the dollsr
fund managed by PACT-ACORDE.

A. ACORDE's lmsge in the PVO Cumaunity

Among the 20 executive dirsctors interviewed in Cogts Rics
for their opinions on ACORDE's performance as s funding agency,
there is a 70 to 30 percent split betwsen those that have s very
favorable and a very negative image of ACORDE respectively.

Among those PVO executive directors that view ACORDE
favorably, expressions such as "excellent", "very helpful"”, and
"highly profesgional snd supportive” ere common in their
deacriptions of their relations vith ACORDE.

Among those PVO executive directors that view ACORDE
negatively, the folloving complaints eare coamon:

- the project selection and approval process
takes 3 long tise and is very coatly.

- ACORDE has not sade an effort to comaunicste
vhat the "rules of the gase "are. ACORDE
arbitrerily changes thea sfter the gane has
started.

- ACORDE lecks s mechanisa to solve probleas in
ite relationships with FVOs. PVO express
frustretion in being able to discuss and
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solve their problems with ACORDE.

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

- ACORDE is uninterested and insensitive to
the PVO probleas.

PVO executive directors report that their relstionship wvith
ACORDE is poor and marked by a generalized impression that
ACORDE's manugement is not acceasible to them.

Considerable time was spent exploring the reasons for such
opposite views of ACORDE by its clients, especially the reasons
for the negative viev of ACORDE. The resuvlt of this exploration
are s number of issues that relate to the project selection
process, the monitoring and evaluetion of projects, and the
policies of ACORDE.

Many of the issues brought up by the PV0 holding s negative
view are related to their past experience with ACORDE's project
selaction process and they relate tc the trensitional period of
ACORDE's establishment as separate entity batveen late 1986 and
the end of 1987.

Hovever, ACORIE's negative image among some PVO's persists
and say even be spreeding in the PVO comaunity. It is sggrevated
by the yet unsolved crisis of the Federstion of Voluntery
Organizations (FOV), and ACORDE's support of s nev Associstion
of Private Developsent Orgenizations (ASOPRIDE) perceived as a
rival of FOV,

The followving sections detail the issves that affect the
ACORDE -~ PVO relationship.

1. ACORDE is not e PVO "Uabrelle" Organization

Confusion as to the role and functions of ACORDE contribute
to the negative inage of ACORDE among an important segment of the
PVO community. The confusion surrounds the concept of "uabrells"
PVO orgenization, often used to describe ACORDE by some of the
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PVOs, ACORDE itself, and other interested parties.

The concept of "umbrella" organization is similar Lo that of
a trade association or a membership organization. In such an
organization, the mneabers who make up the asseably, dictate the
policies of the organization, and hire the executive staff to
carry out their policies. An "uabrella'" or trade association
represent.s the collective and individual interests of its
members, and it is "owned" by the nembers.

ACORDE iz not an "umbrella" PVO organization or a membership
organization of any type. It wvas set up as a foundation to assist
vith financial resourcss and technical assistance the developaent
efforts of PVOs. It calls itself an association simply to take
advantage of Costa Rican lev fevoring this type of orgeanization.
Although to outsiders, the tera associstion does contribute te
the confusion, this fora of organization ia one of the most
common in Costa Rice and does not cause misunderatandings among
Costa Ricana. In fact, s grea’ number of the PVOs in Coste Rica
are associations similar to ACORDE.

The policies of the ACORDE, as for all associations in the
country, is deterained by its Board and carried out by its
executive director vith the sssistance of the steff. The COCR-
AID-ACORDE agreement, as vell as, its by-lavs spell the role and
funct.ions ACORDE eas & foundation clearly.

The image of ACORDE as a foundation, hovever, hus not been
cleerly projected. In fact, part of the poor reletionship vith a
segeent, of the PVO community seeas to be based on unrselistic
oexpectat.ions of vhat ACORDE should be or is. Those, vho in sose
vay, see it as an "umbrella organization" ars disappointed by the
fact that ACORCE is not s semabership orgenization. They sre
frustrated by not having a voice and a vote in the running of
ACORDE. '

ACORDE itself seem to have, at times, atteapted Lo function
as an "uabrellis" organization of the PVOs. It did and tends to
see itself n representing or speaking for the sector (PV)s). This
is clearly evident in scae of its fund raising stistegiet end in
its publicity caspaigns vhere ACORDE is presented as the voice of
the PV0s.
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The fact that ACORDE is @ foundation set up to assist. PVO
needs to be clarified among all concerned. This clarificat.ion
will help in the definition of ACORDE's, and the existing
"umbrella" PVO organizations (FOV and AS80PRIDE) roles and
functions, as well as promote appropriaste expectations,

As a foundation, ACORDE has the purpose "of providing
financial resources for project implementation and training to
private voluntary organization (PV0) involved in the social and
economic development of Coats Rica."( Agreement pege 1)

Currently, and after some conflict with the Federation of
Voluntary Agencies (FOV), ACORDE is limiting its actions to
funding PV0O projects and providing some technical aasistance. A
decision aseams to have been made not to undertake a training
program, but rather to finence training prograss by FOV and
lately ABOPRIDE. Coincident.ally, this limited role wvas vhet vas
intended for ACORDE in the original agreement as can be seen in
the above quote.

ACORDE's role and function seem, over the past, year and
half, to have been not clearly and consciously defined, but
rather to have been defined through a series of sometines
conflictive relationships vith segments of the PVO community.
ACORDE should exmaine its roie as s foundation set up to asaist
PVO vith finsncial resources and limit its actions to achieving
this goal efficiently. ACORDE's role 23 foundstion that exist to
assist, PVO shovuld be cleerly comauvniceted to the PVO community to
promote not only appropriate expectations, but also to gererate s
cooperative relationship.

In helping ACORDE itaelf define its role and functions more
clearly, it is recommended that aembers of the board snd steff
visit "usbrella" organization in the region, such as FOPRIDEH in
Hondures snd ASINDES in Guetemala, us vell a3, foundetions in the
U.8. like the Inter Aserican Foundstion, the Kellog Foundstion an
others. These visits should sssist ACORDE define its role and
functions more clearly, vhich in turn can be communicated to the
PVO comaunity.

ACORDE also needs to define its relationship to the existing
PVO umbrelle groups (FOV and ABOPRIDE). This definition requires
a dialogue vith both organizations to help define common goals
and s cooperetive and coaplementary relationship.
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B. Project S8election Pracess
1. Project, Belection Deleys (cavses end effects)

PVPs claim delays in the approval of their projects as one
of the main reasons for the negative inage of ACORDE. Almost all
PVOs that presented project proposuls betwveen the end of {986 and
first semester of 1987 suffered daleys of up Lo o year or morae.
These delays included changes in the eligibility criteria which
required the reformulat.ion of projecti.

Bpecifically, this complain refers to the transitional
period (1987) from CINDE/PVO to ACORDE during which a series of
circuastantiel cevees did delay the procesasing of projects in
ACORDE. These causes include the delay in tho signing of the
BGOCR-UBAID-ACORDE agresaent for the funding of ACORDE, the laeck
of policioes and project selection criteria., the newness of nmost
meabers of the boerd and staff, and (he inhoritance of CINDE/PVO
portfolio of projects and commitment.s.

During this trensitional period, neither ACORDE nor the PVOs
had a clear idee of what. their relationship should be like.
ACORDE did not have cleer policies snd project selection
criteria, vhich vere being daveloped during this period. The nat
result vere delays betveen the initial presentation of s propossl
and its final approval of up to a yeer or more.

The unintended effects of the deleays for the PVO vas s loss
of credibility among beneficiaries of the PVOp, lov staff morsle
in the PVOs, end for most PVO considersable expense in revriting
proposals. For ACORDE, the unintended effect was the harboring
of a confrontational sttitude and s negative image smong the
affected PVQs.

2. Progress to Date

8ince the establishment of ACORDE in January 1987, the
project selection process has been continuously improved. At
present ACORDE has developed s set of documents vhich detail: 1)
project eligibility criteris, 2) guidelinea for the snslysis of
projects ,end 3) the steps in the process of project selection
and the time each step '"should" take.
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The selection process beging with the presentation of a
project profile by an interested PVO. The profile is revieved by
the ateaff of PRODE (Developaent Projects Bection) and w
deteraination of its eligibility uude. If the Project is
eligible, The PV0 is provided vith project development guidelines
snd invited to present a project Proposal.

Upon presentation of the procjesct proposal, ACORDE takes it
through 7 steps to the signature of the agreeaent. The steps and
the t.ime alloted to exch are ss follow:

1. Revievw for completenesas (Aceptacion de la
Propuesta). This steps should take no longer than 8
days and is the responsibility of Lhe PRODE steff.

2. Project Proposal Analysis. In the next 1S days, the
projest officer conducts an analyais of the proposal
using the project analysis guidelines.

3. Reviev and analysis by the project officsr and the
internal Committee of Projects. This step is expected
to take no longer than 10 days.

4. The analysis of the proposal is then sent Lo AID for
its reviev. AlD revievs it viilhin 10 days.

S. Boerd of Directors Approvel. The Board meets four
tines a year for this purpose requiring that all
previous ateps be completed at least five deys before
its aseeting.

6 Upon Board Approval, AID is notified arnd requested to
ratify the Boerds decision. The time neednd to
accoaplish this step averages one month.

7. Finally un sgreesent is drafted, vhich is revieved
vith the PVC end signed. Prepering s signing the
agreesent. cen take from a fev days to two months.

8. Inplementation begins siaulteneously or shortly
thereafter vith the first disburseaent of funds.

On papar the selection process, once the proposal has heen

accepted by ACORDE and adavming that. no changes are regquired on
the original proposal, should take between 60 to 70 vork days to

reviev s proposal and turn it into e signed agreaent.

In prectice, very fev proposels seet all requiremsents and
can be processed quickly. The msjority need clarificetions snd/or
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modifications , which delay the approvael process. Furthermore,
the project revievw cycle of ACORDE is determined by the quarterly
board aeetings to approve meetings. Any unexpected delays during
a cycle roesult in an svtomatic three month delay until the next
board meel.ing. Both of these factors mske for s project selection
process that in most cases takes 0ix months or more. UWhile
ideally, PVOs should adjust their project plens to coincide with
ACORDE's project selection cycles, the rigid adherence to it is
cavsing problemas for some of the wvesker PVQa. The probleas are
related to lengthy delays betwvasen the initial presentstion of a
proposal and its final approval.

Proposal preparation is one of the key indicators of a PVO
strengths and veaknesses, and provide a unique opportunity to
offer technical assistence that will ensure not cily s good
proposel, but more importantly the capacity of the PVO to
implement: the project. This fact needs to be iLsken into account
in the selection process in a more deliberete sanner. Project
preparation is one of the phases during vhich ACORLT can and
should play e bigger role in providing technicel sssiatance.

In the first six months of 1988, ACORDE's project selection
process has been functioning fer more smoothly than in 1987,
according to the PVOs that had presented proposals during this
period. ACORDE has olso been providing technicel assistance,
through smsll gre..'1 end bridge financing, to PVO with veak
project proposals to facilitate their project reformvlstions.
These developaents have significently iaproved ACORDE's
perforikance and have contributed to the favorable image of ACORDE
asong groving segaenta of the PVO coamunity.

As presently wvorking, the snalysis of projects by ACORDE's
staff seems to be done individually end separstely by the
project officer und each one of the seambsrs of the project
selection committee. Project selection coamittee meetings tend
to be inforual. This srrangesent tends to leave nost of the
responsibil ity to the project officer forcing him/her to be
extresely cereful and deliberste in epplying the selection
criteria. The selection criteris itself is nev end in the process
of being tested and thus open to individual interpretation. The
unintended result of these arrangesent is & slov and deliberste
reviev of the proposals. More group involveaent in vusing and
applying the selection criteria , as vell as, group building
consensus by the joint review of proposels is needed. This is
especially true for nev 3taff sembera that need reinforcesent and
back vp in analyzing proposals.
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Recoamendationt

1. The project selaction process can and should be reduced
in steps and time. After acceptance of s proposal: 1) the project
selection conmittee should have a foraal meting to review and
assess the proposal and the FVO 2) the project officer will then
conduct, a detailed analysis., 3) the Committee would maet again
for a reviev and make its rocommendation to the board. 4) the
board would meet Lo approve the project.. All vould be informed
about the proposal after step | and given time to reviev the
proposal.

2. ACORDE should keep a record on the back of each folder
with a proposal giving the dates and time it took to proceas the
proposal tlhrough sach step of the selection procesa. This simple
racord keeping could be used to spot any delays and reviev the
reasons for it. Whenever delayas are expected, PVOs should be kept
inforased. If delays are cevsed by tha PVO ( leck of
documentation, reforavlstion of the proposal, eic), a record
should make clear the reasons for the delsy.

3. The longer a proposal is detained in ACORDE, the higher
the PVUOs expectetion that it vill eventually be funded. ACORDE
should seek vays make a preliainary decision ss eerly as possible
on vhether it will support a veak PVO through the process of
project preparstion snd use the process as s PVO strengthening
mechaniam, or vill deny the request for support.

3. The internal selection committee should be activated for
s brief meeting to brain storm s project proposal upon its
presentation to ACORDE and reech a preliminary consensus on
feasibility. The project proposel processing will then follow ibts
established course ending vith a formal seeting of the committee
and the presentation of the propossl to the Board.

4. The creation of s Project 8election Committee is not
required. The Board involvement in the spproval of projscts has
had positive effects on the formvlation of policies, project
selaction criteris, and feamilierizetion by Board members with the
PVO community and their projects. It is highly desiruble to
maintein the Board's involvesent in these sreas, as ACORDE
redefines its role vith the benefit of the experience it is
acquiring.

S. ACORDE should explore the feasibility of more frequent
(extreordinary) board meetings to spprove projects vhen projects
are delayed solely becavse of the frequency of the board



420

425

430

43S

440

448

450

4SS

12
neet ings.

6. Project proposals should be revieved by AID only once
after their initisl presentation to ACORDE. AID reatification of a
project, after it has been approved by the board, is unnecessary
and s potential source of conflict.

3. lsasves Related to the Project Belection Process

Related to the project selection criteria are a nuaber of
issves that ACORDE may went to consider for future revievs of its
policies and criteria for funding PVO's projecta. Thess issues
ney be considered as topics for future evaluations end/or
discuasion papera. They include the following:

1. Proposals vith problems that are judged serious by PRODE
should be brought to the attention of the internal project
selection committee for consideration as wvhat actions ACORDE will
take vith respect to the propossl and the PVO. It is unlikely
thet returning the proposal for reviev to the PVO vill alone be
sufficient to solve the problemas. Furtheraore, PRODE staff can
and should be encouraged to do a preliminery sssessaent of the
potential of an institution and its proposal upon receiving the
funding request. A PVO institutional profile should be eaphasized
with as auch of the treck record of the PVO as is aveilable. This
step aay lead to en early decision on vhether to proceed or not
vith the selection process, vhich is not only expensive for both
ACORDE and the PVO, but is slaso freught vith pitfalls as
expectations that cen not be fulfilled sre reised.

2. 8ince one of the goals of ACORDE is the strengthening of
PVOs, the project selection criteris needs to be used by ACORDE
vith flexibility. The PVO community is not only highly
heterogenovs, but can be expected to produce nev and untried
ideas from time to tise. ACORDE should consider sssigning e
portion of its funds as venture capital for nev and untried, but
promising nev idees of projects end/or PVO organization.

3. The heterogeneity of the PVC comaunity requires an
explicit differentistion betveen the feesibility of a project
presented by well esteblished and experienced PVO end one
presented by a fledgling one. Thie differentistion, vhich elrsedy
takes place to some degree, should bte made explicit end applied
in a more systemstic ssnner by PRODE. Hovever, the
differentistion should be kept as s internal mstter, vhile the
ovtvard projection of ACORDE's project presentation guidelines
and criteria resains vnifora for all PVOz. Maintaining the seme
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requirements for all PVOs allows ACORDE to judge PVOs astrengths
and wveaknesaes.

4, Fledgling PVOa or nev PVOs should be judged more for
their potential as an institutions (novelty of spproach,
willingness and commitment of staff, etc) than the project
proposal itself. Fledgling PVOs may need institutional
strengthening far more than funds to undertake a project,
although 8 project can sometimes be vsed to strengthen the PVO,
Upon an early assedament of a PVO progosal, ACORDE should decide
vhether the PVO should be offered smmll technical assistance
grants prior to proceeding vith the developaent of a project
proposal. This small grant (s) could consist of internships in
other more established PVO vith similar project.s, courses in
project preperstion and aanageaent, or funds to hire consultants.
The goal of these asssistance to fledgling PVOe would be not only
an acceptable proposal, but the cepacity to implement the project
succeasfully, ACORDE has experimented vith Lhis approach wvith
good resvits. One of the results is that. PV) can came back with a
different and far better proposal than the originel one.

In an effort to increase the coordinstion of PV0O' work,
ACORDE has recoamended PVOs to "coordinste" and/cr visit other
PVO to learn from their experience, hovever, thia is unlikely to
happan once a project has been funded. Requiring some fora of an
internship vith a PVO prior to project funding msay be s more
effective manner to induce a PVO to learn from other PVOs
experiences, and to coordinate vith them.

C. Monitoring snd Eveluation (MAE)

Currently, ACORDE is using aonitoring and evalustion (M&E)
siaply to keep track of each of the projects in its portfolio.
Although this is an adequate and necessary vee of a MEE system,
ACORDE's project portfolio hes reached the point vhere an impact
avaluation systes needs to be deaigned with the purpose of
obtaining systesatic feedback to help ACORUE end the PVOs reviev
its policies, project selection criteria, and the effectiveness
and efficiency of the ACORDE-FPVO developaent effort.. This section
is divided in tvo parts: the first aaskes suggestions to improve
the current project M &k E systea; the second reises the need for
progras vide evsluations.
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1. Current Monitoring and Evaluation ( MAE )

ACORDE has established an adequate aystea for the monitoring
and evaluation of projects. Recommendations to improve the
current, system inciude the following:

1) Integratc all monitoring and evaluation reports into a
single file per PVO. Currently reports are dispersed in a series
of documents, such as monthly reports, visits report, etc. Use of
a PVO file aa a case history to document, in one place, ACORDE's
asgistance to the PVO, its institutional diagnoeis and the record
of the PVQ's institutional performance through tize.

2) Use of the PVO institutional file and the regular
aonitoring and evaluvation reportus to spot problems and take
corrective action.

3) Institute a conflict resolution mechanisa through a
roguler neeting (i.e. every six months) betwveen the executive
directors of the PV0O and ACORDE to reviev project progress and
discuss and solve any probless. These meetings, al. the executive
directors level, vould alaso be vseful in changing PVO's
porceplLion of lack of access to ACORDE. Theae meetings vould
constitute & formal communications channel betveen the PVO and
ACORDE, thet complement the regular and routine contect betveen
the PRODE project officer and tLhe PVO.

2. The Need for Progrea/Ares Wide Eveluations

To incroase ACORDE's effectiveness both a3 @ grent waker end
as a sourae of technical sssistance and state of srt information
on PVO developaent efforts, ACORDE should consider initiating e
series of progres vide evaluations. These eveluation would not
focus on eny specific PV0, but rether on the iapact and
comparative advantage of different apprceches to solving
developaent problems, and on topica that help ACORDE's board to
reviev and redefine its funding policies, and its project
selection criteria.

Evaluation topics that relete to ACORDE's funding policies
include the folloving:

W
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- PVO activities that can be expected to remch
self sufficiency vorsus sctivities that will
need suvbaidy.

ACORDE's Board has taken some steps in this direction with
reapect Lo funds vsed for credit progrems. funds for credit funds
are loaned to PVOs rather than doneted. Given the emphasis on
economic activities, there is need to systematicelly review
funding policy vith regard to other productive support
activities, such as agriculturel extension, micro enterprise
support vith treining and extension, etc. There is a need to
directly relate training and extension to increesses in income and
product.ivity and the gradual charging for these services. The
hypotheses are: that if those services do increase PVO clients
incomes, they shovld be villing to pay for them as their incomes
increase; the affectivenesas of PVQ support services vould be
tested by their ability to cherge for thea.

What types of PVO support services, hov gradual should the
transition from donated to selling the servicea for their cost
should be; wvhat economic activities cen bhe expected to produce
enough incomse; are PVO projects income genersting or income
saintenance prograns, are questions that nead to be explored by
ACORDE to define more clearly its policies Lo developaent.

- Temporsry PVOs versus peraanent PVQs.

By their goals and objectives, a differentistion betveen
PVUOs that sre tesporsry vehicles to essist beneficieries and PVOs
that are formed Lo became peramnent service orgenizations, should
be sade in teras of funding policies.

PVO that see themselves as intermedisries or fecilitators
organizations have as their main objective to assiat
beneficiaries Lo foras their ovn organizations and becese self-
sufficient.. One of the definitions of beneficisry orgenization
self-sufficiency is that at some pcint the beneficiary
orgenization no longer needs the support and essistance of the
sponsoring PVO. Implicic in this argument is that the
beneficisries vould vove from highly subaidized PVO services to a
point wvhere they cea either provide theamselves the services or
purchase thea.

This types of POs by definition can not becane self-
sufficient thesselves. They need a constent infusion of funds to
support, their activities. The question is for hov long should
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their vork should be subsidized vith the seame group of
beneficiaries. If done indefinitely, the PVQs support becomes a
permanent subsidy and/or en incose maintenance progras.

While the teaporary PVOs nay need constant subsidy, the
beneficiaries organizations that they spun should, in theory, be
able to operste without subsidies. This organizations should at
least cover the full costs of their servizes, if not became
profit making service organizatione. 8hould ACORDE fund
beneficiery orgenizations? Under vhat conditions should these
organizations be funded? As ACORDE begins to sttract project
propossls from beneficiary organizations, these questions need to
be resolved and policies formulated to uake the best uvse of vhat
vill became scerce resources.

PVOs that are in business to provide services Lo individval
beneficieries for an indefinite period of time should be axpected
to reach self-sufficiency vithin a period of time. For exasaple a
PVQ thet provides productive related support services should
after a period of tise greduste beneficiarics froa subsidies to
cost recovery of the services it provides or even to profit
saking services to help pay back the subsidies. If the PVOs
services (credit, training snd technical essistance) have an
iapect on the income of the beneficiaries, it does not seea
‘“fair" or s good investment of funds, if the beneficiery goes on
receiving the subgidized sarvices. Again, the question a:'ises of
vhether the PVO has a develoraent or sn income s=2intenance

program.

Either the beneficiary "greduates" out of the PVO progrea.
or he/she should be expected Lo pay the cost of the services.

This type of questions require studies (evaluation) of the
current make uvp of the beneficiaries of the PVOs end the
feaaibility of their productive enterprises. A first impression
of a typology of beneficiary productive enterprises suggest the
folloving.

A majority of enterprises (business) of the beneficiaries
have limited potential. What can be realisticelly expected is
that these businesses schieve consolidat.ion and provide s secure
and steady source of income. This seeams to be true in
agriculture, as nuch as in urban type ssell end aicro
enterprises. [f this essuaption is correct, beneficisries should
be supported only during the period that it takes to consolidate
the business.

AD
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On the other hand, PVOs report cases of benoficiaries whose
businesses have grown and expanded, vith their support.. This
seens to happen to a small but significent number of
beneficiaries., Theso beneficiaries can easily begin paying the
full cost of the services, vhich vould suppori. the PVQ, or can
"graduste" out of the PVOs program. While gredustion is spoken
about as 8 goal of many PVOs, the question is vhet.her the PVO
and, ACORDE indirectly, can in the long ters afford to loose
their best cliente., All the effort spent in turning a amall
entrepreneur into a groving one becomes not only a subsidy to the
entropreneur, vhich vas intended, but also to the commercial
institutions that eventually do business with the entrepreneur.
In the clearest case, a commercial bank that gets t.he business of
a vell trained and successful PVO beneficiary, benefits without
any cost or risk, at the expense of the PVO end indirectly of
ACORDE.

PVOs that are in the business for the long tera and do not
seek to strengthen beneficiery orgenization thnt can eventually
replace thea, but to provide regular services to individuals,
should be expected to became commercislly successful service
institutions in the meeasure that their services do in effect |
increase the incomes of their beneficiaries.

Related to this topic, is the issve of specialization and
"coordination' amsong the PVOs. An atteaspt vas made to create a
system of informat.ion exchange among all San Jose urbsn aree PVO
vith small snd micro-enterprise credit and techinical sasistence
program. This effort has been releguted to the background vhile
the FOV crisis i» resolved. This ides is sn encoursging stert for
vhat should perhape be a acre coaprehensive effort to retionalize
the ssall end micro business effort by ell PVOs. PVOs covuld
speciaslize slong size end business lines vith & sscheanisa to
graduvate their clients ulong a ledder of PVO progres that go fros
heeavily subsidize programs for incipient businezses to progress
that charge the full costs of their services Lo established and
groving businesses.

ACORDE could end should take the lead in sponeoring studies
on these and other topics to infora itself and the PVO comaunity
on vieble and proaising slternstives to their developesent
effort.a. ACORDE itself, should not underteke an evaluation effort
of this neture, but siaply act as & facilitetor by funding the
studies and disseminating the resvilts. ACORDE's direct benefit
from such an effort, would be trenslated into policies, selection
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criteria, and project guidelines that maximize its support of the
PVO and vltimately the beneficiaries of the PVOa.



Appendix A
List of Persons Intervievwed
COSTA RICA
August 12 to August 27, 1988
ACORDE
Berta Carvaltio F
President, Board of Directors
Carlos Lachner, Director
Claudio Quirez, Director
Maria Aminta Quirce de Heilbron
Directora Ejecutiva
Rafae! Vargas Sanchez, PRODE
Joaquin Aguilar Vargas, Oficial de Proyectos
Kris Merschord (PACT)
ADAPTE

Hernan Fernande2z

ARTES y TRADICIONES

Edith Cossio
Ana lsabel Barriontos
Fernando Molle

CIUDAD OR LOS NINOS

Pbrec. Anastasio Hierro

cor

Marina dm-Solano

ALLUDES

Ursula de Petars

Carlos Nunoa
Jaine Nunes
Charles Rodriguez



ADEPE

Raul Acuna

CATHOLIC RELIEF SERVICES

Tania Ammour
APTAMAL
Roger Madriz

SUILAACONTACT
Rolad Zbinden

PUCODES

Julio Gonzalez

TWECHNOSERVE

Silvio Baltodano
Alfonso Ramire:z

OBRAS SOCIALES DE LA SOLEDAD

Flory V Roldan

PINCA
Maria Marys de Padilla

FUDRJUC, Limon (SAVE THE CHILDREN)

Beleida Hamilton

ANAL
Robert Mack

APPTA

Walter Rodriguea




CARE

Michael J. Bowisan
Edith Rodriguez
Carlos Morera
Edmundo Mata

PVO SUB~PROJECTS VISITED:

CREDIMUJER in the San Jose Metropolitan area
FUODEJUC in Limon

ANAI and APPTA in Talamanca

CARE in Puriscal

FINCA - Bancomunal e! Crisel
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A. BACKGROUND

ASINDES
The 21218 = 5 {Eg:!igio No
_ggg;ngm_n;glg__ﬁg_ggg;gmglg (ASINDE&) is an associatlon 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-P Specifi u

At the encouragement of USAID/Guatemala, Private Agencies
Collaborating Together (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 NGOs,
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 NGOs from ASINDES,
assisted by PACT; and grants to Guatemalan NGOs to carry out

1l
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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 "mini-grants" to the NGOs for diverse purposes; and
the holding of five workshops or special events each year to
provide training to 100 employees of approximately 30 NGOs. The
30 NGO projects 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 plan and manage the use of resources; (1lv)
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 doliar costs of PACT’s operations. The NGOs’ benefici-
aries were to provide at least 45 percent in cash or in-kind
contributions of the costs of the projects on a paripassu 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 ASINDES to develop an organizational plan and to improve its
capability to identify, review, select, monitor and evaluate
projects from NGOs. In addition tc 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 ASINDES’ carrying out
the policies and type of activities identified as outputs, and
specifically mentioned the capability of processing NGO grant
applications within cight to ten weeks of their receipt. The
major steps to be taken to carry out the program were to be: the
hiring by ASINDES of three additional persons (a senior program
director, an economist and a bilingual secretary) for its
permanent staff and {:heir on-the-job training by PACT; the
selection and suppori: of an Advisory Project Committee; the
production in Spanish (during the first three months) of a
funding policy statement, the project selection criteria, the

2



description of the project selection process, the suggested
format for presenting project proposals and the process for
conducting project monitoring and evaluations; and the conduct of
workshops to introduce those documents to the NGO community and
provide training in using them.

Although the Grant Agreement makes clear that the activities
supported by the Grant are to be "coordinated and implemented
through ASINDES," the Grant was from AID to PACT. PACT remained
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 use of Grant funds by ASINDES for local currency
costs-~including the grants and mini grants provided to the NGOs.
That approval was given by PACT’s resident advisor to ASINDES.
Before giving final approval to the making of a project grant to
an NGO, ASINDES'’ Executive Director informed USAID/Guatemala of
ASINDES’ intent to make the ¢rant to allow the Mission the
opportunity to raise any objection or ask any questions about it.

2. Mid-term Evaluatjon

A mid-term evaluation of the Specific Support Grant was
conducted in November and December 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 ASINDES’ 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:s 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 he 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 AID’s
other programs in Guatemala.

The sub-project prcgram successfully intrcduced the use of
an independent Project Selection Committee, and it has the
potential of being a significant source of income for ASINDES if
ASINDES’ capacity to review and monitor projects can be in-
creased. Through its operation 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
ASINDES’ staff than was expected, and improvements need to be
made in its conduct. More attention should be devoted to the
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analysis of the economic benefits and cost-benefit relationships,
the 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
"productive" 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 participated in five
workshops organized under the Grant, which is a greater number
than the projected output for the whole grant period. However,
the quality and lasting value of the training has been ques-
tioned; and the survey of NGO training and technical assistarice
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. 1Its legal status and governing statutes have
been formalized. Nine new members have joined. Administrative
personnel and accounting procedures have been prepared and
adopted. Contacts with other Guatemalan institutions and the GOG
have been increased. However, progress has been slight in
introducing improvements into ASINDES’ planning, programming,
monitoring and evaluating activities and in the actual use of the
new accounting and personnel systems. The delay in giving
practical effect to these systems was due in large part to the
difficulties caused by the loss of key personnel and the low
morale of the staff members. Priority must be given to recruit-
ing the staff planned for the conduct of the Grant, and steps
taken to reztore 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 Director 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 become more
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engaged with the members of the Board and assist it in the
difflcult tasks which they face.

In order to achieve the purposes of the Grunt 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 L] e -” v

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 (equivalent
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
the funds are to be used to support economic and social
act.ivities 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/G’s Grant
0 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 adninistration
of a small projects fund associated with USAID/G’s 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,
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and visited the zite of an NGO activity being assisted by
ASINDES. These discussions and visits together with the 35
interviews and site 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. It will include only new recommen-
dations which are occasioned by events since the conduct of the
previous evaluation.

B. INSTITUTTONAL ORGANIZATION AND EFFECTIVENESS
1. Organizational Structure
a. Compcnents

To be a member of ASINDES an oxrganization must be non-
governmental; have its legal personality recognized by Guatemalan
law; conduct activities involved in social development in
Guatemala; and be non-profit, apolitical and nonsectarian. (It
is estimated that there are approximately 400 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 and vote at the meetings of
the General Assembly, to elect the persons who hold management
positions in ASINDES, to receive services from ASINDES and to
present development projects to 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 attachment 3 for a list of current members.)

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

The Board of Directors consists of five members chosen by
the General Assembly from the membership of ASINDES for a period
of 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 time it thinks necessary. The
Board admits new members to ASINDES; names and removes the
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Executive Director of ASINDES; calls sessions of the General
Asgembly; sees that the bylaws and internal regulations of
ASINDES are followed; prepares the budget and work plans for
ASINDES; obtains economic resources to carry out ASINDES’
activities; and makes special assignments as may be necessary.
The rights and responsibilities of the individuals making up the
Board are those usually associated with the 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 Executjive Director 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.

The Project Selection Committee is considered both key to

the maintenance of program standards and the major conceptual
contribution of PACT to the system created to administer the
Grant. The Committee consists of seven professional people who
do not hold government positions; are not involved in politics:;
and have no connection with any of the members of ASINDES. They
are checsen 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 months. 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
orie of its members to study each proposal so that he can better
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ask questions of the staff representative on behalf of the
Committee. There has been no role for the Committee in other
aspects of ASINDES’ work, and thexrz is no provision for the
Committee to be informed concerning the actual implementation and
achievements of the projects which it has approved.

b. Relationships and Issues

There are some major issues facing the organization of
ASINDES.

8 . Frcem its beginning the membership
of ASINDES has been quite diverse. Some members have connections
with~--and in some cases financing from--international organiza-
tions. Examp.es are the Christian Children’s Fund, the Salvation
Army, Foster Parents Plan International and yigign_ugngigl (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 ASINDES’ members were founded by religious institu-
tions or have been closely associated with religious institutions
and especially evangelical institutions. However, the statutes
of ASINDES require that the development activities of its members
not be sectarian. The degree of social militancy of the members
varies a great deal, and is reflected in different attitudes
toward relationships with the GOG and participation in activi-
ties assisted by AID. Then too, some members have traditionally
sought financial assistance in Europe from sources critical of
the USG’s foreign policy in Latin America in general and Central
America in particular, and have been concerned that those sources
would not continue such support if the members became associated
with 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 "talky" 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 c¢r to raise controversial
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matters with the Assembly 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 ASINDES’ institutional activity.

ASINDES’ conflicting Purposes. From its founding, ASINDES

has had severzl 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 NGOsg; and to assist NGOs in obtaining financial and
other types of support 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 ASINDES’ attention and energy has become
focused on the implementation of the sub-projects program.

Is ASINDES doing a good job of representing its members’
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 nature 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 represents the interests of the whol=
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. ASINDES’ financial
assistance to NGO activities has been limited almost exclusively
to its members. 1Its 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 periodic bulletin
of news about ASINDES which is distributed by hand to 130 offices
and organizations.
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Some 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 agreements. Others urge ASINDES to promote itself
actively among the NGOs to get more members to become a true
"industry spokesman". They argue that a larger organization
would be a more attractive one for a diversity of funding
sources, and would 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 membars 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 NGO 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 on 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:.ve
expertise to offer in any event.

Oon 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. Obviously, 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 NGO programs or that an exclusive or
predominant focus by ASINDES on supporting "productive" 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
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ASINDES as an institution will be well~focused or have lasting
effect. Thus, while recognizing that ambiguity of purpose may be
preferable to dissolution of an organization, one would be hard-
pressed not to conclude that ASINDES should seek to develop a
long-term strateqy of institutional purpose as part of its effort
to improve itself as an institution.

e . 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 nr 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 {o 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.
However, it probably would be unrealistic to attempt to modify
the statutes of ASINDES to change that situation. Instead, the
Board might consider creating an Advisory Council or an informal
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roster of "friends" who have administrative and other relevant
experience in organizations other than NGOs so that it could take
advantage of their perspectivos and, perhaps, enlist their time
and advice in improving ASINDES’ operations and proposals. The
Board might at first turn for such assistance to those members of
the Project Selection Committee who have expressed an interest in
being of further assistance. Whether or not the Board seeks to
supplement its own expertise in this manner, it should take
advantage of the training and techn.cal assistance which PACT is
able to offer to it under the extension of the Grant.

2. Personnel Arrangements

a. Staffing

The current giaff of ASINDES consists of nine positions:
the Executive Dirwctor, & Director for Training and Technical
Assistance, the Director of the Small Projects Fund, two Project
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 ar¢ guite 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 tc 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 than his
predecessor, but has not yet been able to make the visits to
member organizations and field sites that many would like and is
still in the process of gaining the confidence of the Board.
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b.  Support

ASINDES’ support of its staff has not yet met expectations.
In part, this is the result of the turmoil resulting from the
departures of the Coordinator of Technical Assistance znd of the
previous Executive Director. 1In part, 1t 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 Executive Director limited his availability to
the staff on a day-to-day basis and of his approach to the
utilization of staff which emphasized direct, vertical 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 of limits on the support of
the staff’s activities arising from ASINDES’ having only one
vehicle for official travel and not having a reliable policy on
compensation for travel expenses. This last aspect has gotten
worse since ASINDES’ official vehicle was'stolen and has not yet
been replaced. A major problem is that ASINDES’ salary structure
is relatively low for 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
Director’s annual salary waz the equivalent of $7,800; the
current Project Analysts’ annual salaries are the equivalent of
$6,240 and $5,200; the bilingual, administrative cecretary’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 NGOs 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
ASINDES’ personnel costs for the two-year period. In 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 ASINDES’ staff members nee” to be, and on what level of
program activity it is reasonable to uxpect ASINDES to achieve
and maintain.

More attention needs to be paid to ASINDES’ performance in
recruiting and managing the staff necessarjy 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
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wise to review the requirements for all existing positions to be
sure that they are well matched. Adjustments of the salary
schedule will be necessary to attract persons with professional
and technical preparation to those positions. Projections of
operating expense needs over the long term should take this need
into account. The Executive Director should place priority on
developing with the staff his approach to personnel supervision
and motivation, and should present the Board with his proposal
for carrying forward that approach. PACT should give priority to
assisting the Executive Director in that effort. Fortunately the
budget for the extension of the Grant provides more support for
the training of ASINDES’ staff--an aspect of the original
proposal which was not adequately supported in the original Grant
budget.

ASINDES’ revenues for 1986 were the equivalent of $44,018,
of which $3,580 came from the dues of ASINDES’ members and the
rest from abroad--$11,822 from the PACT/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 foxr operating expenses and minor
purchases amounting to $39,914 (11%).

ASINDES’ budget for the current year (July 1988 through June
1989) is given in Attachment 5. The total budget is Q3,368,071
(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; Q54,000 ($20,000) is
for mini-donations; Q286,200 ($106,000) is for technical assis-
tance and training; and Q541,620 ($200,600) is for small projects
associated with the USAID/G participant training program. The
sources of funding for these activities are: Q2,000,000
($740,740) in transfers irom the GOG; $468,430 from the USAID/G--
PACT Grant; Q120,000 ($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
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than the budget for 1986 and 3.5 times larger than the budget for
1287.

a. Operating Expenses--Level and Prospects

ASINDES operating expenses for the current budget year are
Q486,251 (5180,093). 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 the 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. Program funds--levels and Prospects

The program budget for the current year cocnsists of the
equivalent of $740,700 for sub-projects, $200,600 for small
projects, $20,000 for mini-donations and $106,000 for technical
assistance 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. UVSAID/G has no
current plans to make additional dollar funding available to
»SINDES 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 zfter the completion of the current PACT
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Grant, ASINDES will not have a source of dollars to meet the
external coste of activities which it may wish to support and for
which the NGOs are unable to provide foreign exchange of their
own.

c. Fundraising--Methods, lLevel and Prospects

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 any 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-AID funds) in order to look for new sources
of financing and to counteract the negative comments which were
made by some Guatemalan NGOs to European donors concerning
ASINDES’ association with the USG. However, there are not yet
materials prepared to ke used for that trip. There are no plans
for local fundraising by ASINDES.

There would appear to be several major problems with
ASINDES’ fundraising efforts. First, in the absence of a mid-to-
long term strategy fcr ASINDES as an institution, it is unlikely
to be able to make 2n 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 ASINDES’
efforts. Fourth, preparations and followup 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 responsibilities 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
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of the work can be done by contractors and advisors; but in
deciding on the management structure of ASINDES, this function
must. be included as a substantial, continuing task.

d. Reimburseable Services - Nature apd Prospects

ASINDES does not sell services to its members as such, and
it does not charge fees for members to attend its training
courses or for any technical or other assistance which it
provides to them during the preparation of the project proposals.
Some discussion has taken place concerning the possibility of
making such charges, but there are nc concrete plans to do so.

It appears that ASINDES’ 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 productive and support sub-
projects to meet the costs of administration of that program.

e. Financial Analysis, Controls and Audits

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 harm
than the manuals did good. The new Executive Director has taken
steps to remedy this. However, there are still no formal
delegations of responsibility or descriptions of position duties.
There has been no organized training of staff in the use of the
manuals or gathering of suggestions from them on introducing
further improvements. The files are kept on a decentralized
basis, and obtaining information from them is difficult.

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

17



tion on the utilization of resources, and ASINDES’ lack of a
capacity to perform financial analyses of its own operations and
those of the NGOs which it is assisting. The lack of this
capability impedes ASINDES’ financial planning and the prepara-
ticn of its budget; contributes to the difficulty faced by the
Project Analysts in evaluating the capacity of NGOs seeking
financial assistance; and will limit the efforts which ASINDES
may mount tc evaluate the impact of the sub-projects program on
the participating NGOs and the beneficiary groups. To perform
those functions ASINDE$ will need to add a more experienced
financial person to its staff--one capable of performing
financial analysis as well as guiding the currvent 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. ESINDES could contract for audit services
both of itself and of its grantees.

4. Institutional Planning, Programming and Evaluation

ASINDES has not developed a medium or long term strateqy 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 Analysts 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
elsevhere in this report.

a. Planning and Programming

The attention of ASINDES during the first year and a half of
the project was focused on getting the sub-projects program
underway. Indeed, that program has keen 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 ore 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
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that the actions 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 1988 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. Its 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 ASINDES’ 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_forma rather than thorough and planned. 1In part this
reflects the lack of an institutional strateqgy for ASINDES and a
plan to carry it out; and in part it reflects a lack 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 program
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 *the 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 should be able to come to
Guatemala frequently, and 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.
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5. Publicity and Dissemination of Information

ASINDES has placed the focus of its publicity and the
dissemination of information on the sub~projects program. That
focus is the result of the importance which ASINDES 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
personal discussions with NGOs principally by the previous
Executive Director.

ASINDLES has received enough project proposal ; 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 NGOs there is not a full
understanding of the scope of its activities and purposes. This
reflects the fact that the technica’. assistance and training
programs of ASINDES have not gone forward as originally »lanned,
and that ASINDES has not yet adopted a strategy on the extent to
which it will try to become 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 ASINDES’ approach and a substantial
increase in the resources devoted to public relations and
information. Such changes can only come after decisions are
taken by the Board to give increased importance to this aspect of
ASINDES’ work. It also wculd require a modification of the
current approach of PACT which does not include that aspect among
the major topics of its aavisory services.

6. Preparation, Review and Selection of Sub-Projects
a. Standards and Procedures Governing the Prodram

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--hoth the Resident Advisor and
the technical advisors visiting from PACT’s New York office. The
documents which express the system are: the Code of Ethius, 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 of the Project Selection
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Committee, the Guide for the Preparation of Agreements between
ASINDES and the NGOs, and the Guide for Monitoring, Evaluation
and Reporting.

The Code of Ethics is a general statement covering all
persons associated with ASINDES (from members through employees)
and the relationships among them and outside persons and institu-
tions having dealings with ASINDES. It is not limited to the
conduct of the sub-projects program. The content is expressed in
general admonitions which are familiar to US organizations. They
are directed at protecting both the purposes and the financial
integrity of ASINDES. Perhaps the most important aspect of the
code is its prohibition on any affiliate or member of ASINDES
having a representative on the Project Selection Committee and on
any 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 Financing covers both the technical
assistance and financial assistance programs of ASi:DES. It
presents the general standards that govern those programs. It
includes the standards in the Grant Ayreement and the Project
Proposal as described above, and includes some additional detail.
Re the technical assistance program, the document indicates that
ASINDES will provide such assistance both for the preparation,
development and monltorlng 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 require-
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 ASINDES’
members. It ircludes the possibility of providing financing to
associations, unions and cooperatives of second or third degree;
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 are 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 19838 agreement with the GOG, ASINDES 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 its 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.
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ASINDES will finance only specific proiects. 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 determine 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. (In fact, to date all
financing has been on a grant basis to member NGOs).

The Guide for the Presentation of Project Proposals 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 ASINDES or which proposes a
particularly new or complicated activity. It describes both the
organization and the proposed activity and its objectives. 1If
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 %o 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-sufficiency" by the end of the support
from ASINDES (in one part of the document this requirement is
limited to projects which are to be "Permanent", while in another
part no such limit is included); and it states that evaluations
of the projects should compare costs of the resources invested
with the results achieved. However, the document does not
provide standards or methodology for determining what cost/
benefit relationship would be acceptable. It does not call for
the collection of baseline data at the beginning of the project.
It does not request an explanation of how the proposed pioject
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would strengthen the NGO itself or how the target beneficiaries
had been involved in deciding on the need for the project and
preparing its justification.

The
lists the main steps to be taken (and the persons responsible for
those steps) from the initial contact of ASINDES with the NGO
expressing interest in receiving project financing to the signing
of the agreement. The document indicates that ASINDES ig to
place emphasis on an early weeding-out of proposals which are not
likely to be financeable; that the staff of ASINDES will work
with the NGOs in the preparation of the formal proposals; and
that the final decision on whether or not to finance a proposal
usually resides with the Project Selection Committee. ' It
indicates that in the review process representatives of ASINDES
normally will visit the NGO and the proposal beneficlaries.
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 tlow chart or statement of the responsibilities of
positions within ASINDES. It does not indicate that the PACT’s
Resident Representative and the USAID/Guatemala Mission are
involved in the final approval.

The Guide fo ee nd_Recipient
Financing 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 furds. 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 project’s budget, a resume of the project
description and the terms and conditions governing the Agreement.
The last of these annexes includes clauses common in AID-related
agreements re books and records, access for ASINDES’ monitoring
personnel, and external audit of its use of the funds. (To date,
none of these audits has been conducted.)

The Guijde for Monjtoring., Reporting and Evaluation covers
the obligations of both the NGOs and ASINDES. An NGO receiving
financing is to provide descriptive and financial reports to
ASINDES each quarter and at the end of the project. The reports
will cover activities carried out, problems encountered, changes
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
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evaluating the projects. It dos not provide standards or a
methodology for analyzing impact or such expectations as
financial sustainability and cost effectiveness. However, the
Guide does assert that ASINDES will sponsor workshops and
seminars for NGOs which will include assistance on reporting and
evaluating. Furthermore, the Guide asserts that ASINDES will
participate in the supervision of the projects both by reviewing
and responding to the reports from NGOs and through visits by its
representatives to the sites of the activities.

b. Role and Utilization

The documents 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 documents (e.g.,
lack of emphasis on improving the performance and sustainability
of the NGOs themselves and the lack of specificity and guidance
on the meaning of productive projects, project self-sufficilency
and cost effectiveness, 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 doe¢s not seem that these documents have been of
particular utility in the conduct of the program so far. For one
thing, they were not compieted 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
distribut:ed 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 prcposals.
Should ASINDES decide to seek to interest a broader universe of
potential NGOs in the program, it will be even more important to
have written guidelines available with sufficient specificity so
that erficiency and standardization of operations and judgments
can be achieved.

c. Volume and Quality of Proposals

Magnitude 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 (See Attachment 8). MNine of those regquests had been
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rejacted by the staff of ASINDES; 29 were pending the presenta-
tion of a Projact Proposal; 24 Project Proposals had bean
praesented to ASINDES, of which 19 had been presaented to the
Project. Selection Committee. Of those presented to the
Committee, ASINDES had approved 15 projects for the equivalent of
$415,645, of which $361,229 was to come from the Grant. and
$48,000 from the agreement to be signed with the GOG for the use
of counterpart funds. A list of approved projects is given in
Attachment 9. Subsequently the GOG funds were made available.

By the time of this review, six projects had received second year
funding so that the total funds actuvally allocated by ASINDES had
reached the equivalent of $435,903 (See Attachment 10).

Thirteen of the 15 approved projects had been presented by
members of ASINDES, and one of the other two crganizations joined
ASINDES after getting the "inding. Both large and small NGOs
received support. The max . 1m period for a grant was two years,
and the maximum amount fina:n~ed was the equivalent of $48,000.

No NGO got more than one grant, although two cf the recipient
NGOs were so closely related that they could be considered to be
one. Three of the NGOs receiving grants had represeritatives on
the Board of Directors of ASINDES; another NGO with a representa-
tive on the Board has its proposal under revision. The time
which elapsed between the presentation of a Project Profile and
the final approval varied firom 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 projects,
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 guarter.

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
ASINDES’ using the small remaining Grant funds and the GCS funds
of $740,000. In fact, seven projects utilizing half that wmount
have been analyzed, with five having been approved and two being
reworked, and five additional projects to utiliize 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 funds 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 levels
well beyond the number of projects currently under review in
ASINDES.

25




Obviousnly, meeting this challenge would call for both an
expansion of ASINDES’ staff of Project Analysts and a
sicnificantly more efficient use of their time, as well as the
use of supplementary consultants. It alsc would imply that
ASINDES’ sub-projects program must overcome a tendaency to focus
on the members of ASINDES. To assist in this effort the maximum
amount of financing of any single sub-project has been raised
from $72,000 to $120,000.

Role of the Project Analysts. Under the ASINDES system the

Project Analysts are key o the quality of the grants program and
to its productivity. It is they who are in charge of reviewing
the Profiles and Proposals presented to ASINDES, assisting
applicant NGOs to take the steps that may be necessary to improve
the quality of the proposals so that they may be approved, and
advising the Executive Director and the Project Selection
Committee concerning the merits and problems of the proposalg
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 both in written form and from
ASINDES’ management. Furthermore, although the Project Analysts
have visited the operations of all the NGOs and beneficiary
groups involved in the proijects 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.

Role of the Proiject ectj . The Project

Selection Committee is performing its function well. 1Its
membership is well prepared, of distinction and more dedicated
than is usual for advisory-type boards. At present the membher-
ship consists of seven persons--two economists, one civil
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engineer, one sagriculture angineer, two administrators, and one
lawyer/professor. They bring expertise to the system which
otherwise is not available to ASINDES.

The Committee’s members express satisfaction with their
efforts, and state that no one within or without ASINDES has
tried to influence their judgement outside the procedures set
forth for the program. The members do not appear to object to
the often late distribution of information about the projects,
which gives them less time for review than is called for by
ASINDES‘ procedures--prcbably because they are placing great
reliance on the system of having each project proposal be the
responnibility of one member of the Cominittee for the purpose of
analyzing the information. They complain about ASINDES’ chanaging
the dates of Committee meetings or calling for "emergency"
meetings to consider individual project proposals or even some
elenent of a project proposal, since this often means that some
of the members cannot attend or that they have to disrupt their
own schedules. They agree that the quality of the work of the
Project 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 that the Project Analysts may be too
focused on "productive" projects.

The Committee has tried without success to obtain informa-
tion about the nature of the projects under consideration Ly the
staff so as to form some standards for judging the relative
quality of the projects brought before it. The members agree
that the Committee could increase the pace at which they review
projects, and estimate that, if the staff of ASINDES were able to
provide the analytical background, they could review and decide
about four or five projects per month. That would be a
significant increase over the experience of the past. Some
thought that the Committee members--either as a group or as
individuals--might. be used by ASINDES for other purposes,
although others were concerned that any such expansion of
responsibilities might 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 Commitee has exercised
its responsibilities are highlights of the project to date. At
present the Committee and its members are under-utilized. They
are a resource which deserves greater support and use. Their
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possible participation in prioritizing the project proposals
under review by the staff, in evaluating ASINDES’ operations and
in providing technical assistance to NGOs might be considered.

d.  The Mini~-Grants Prodqram

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

As of the date of the mid-term evaluation, $3,800 of Grant
funds had been committed to 16 mini-grants, and 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 which got three totaling $1,215. Sone
were ucsed 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 would 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 the way in which it has been handled. It would be
better to have some written standards to govern the use of the
fund.

7. Sub-Project Monitoring

ASINDES does have requirements for the monitoring of the
sub-projects which it finances. The sponsoring NGOs submit
periodic reports on progress and 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
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amounts of time to Jlmproving 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 the monitoring system needs to be
improved. It will be difficult to do so until the project staff
is all on board, a new vehicle is obtained and the travel expense
issue is resolved. Monitoring also would be helped by ASINDES
further clarifying its expectations concerning the standards
which are to be met by productive projects and the respon-
sibilities of NGOs to assure repayments under the revolving
funds.

8. Use of External Assigtance

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 kecome the
principal source of external assistance to ASINDES.

a. PACT

Private Agencies Collaborating Together (PACT) is an
international consortium of ncon-governmental, voluntary associa-
tions working in developing countries. Founded in 1971, PACT now
has 26 memberss of which seven are non-US organizations indigenous
to the *hird world. Of those seven, three are consortia of local
development organizations. PACT’s main purposes are to: (a)
strengthen the manaygement capabilities of its membership: (b)
encourage collaboration among non-governmental agencies involved
in development projects worldwide; and (c¢) fund programs of non-
governmental organizations indigenous to developing countries
which serve human needs and develop the capability of those NGOs
to solve local problems. PACT gives particular emphasis to
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.

Assistance from PACT. PACT has a dual role under this

project. One is the traditiocnal one of providing advice and
assistance to ASINDES and 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 weakness
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
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to asagist itc; but rather it was presented with a package of
support which included PACT and PACT’s approach. This was
particularly annoying to ASINDES because it was not convinced
that it needed the assistance and had pointed out that previous
financiai assistance from IAF had been handled without such help.
As a result, the situation gave ammunition to those wichin the
NGO membership of ASINDES who were against association with AID
to argue that AID was imposing PACT on ASINDES; and it gave those
within ASINDES who might resist PACT’s advice the opportunity
more easily to stir up suspicion and resentment of PACT. (For
instance, the fact that PACT’s original survey of the capability
of 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 over the AID funds for its own direct use.) Further-
more, the May 1986 agreement between ASINDES and PACT did not
make clear who was to 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. Wh2n the Resident Advisor arrived in Guatemala in
July of 1986 he {»und, in addition to ASINDES'’ being in a state
of internal crisis because of tension between the Board and the
Executive Direct.or and among the membership over the Board’s
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
PACT’s 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 ‘nen Executive Director of
ASINDES to maintain a smooth working relationship and by the
tensions that existed between the Executive Director and some
members of ASINDES’ staff. This tension contributed to the low
productivity of the staff, which in turn placed pressure on the
Resident Representative to become more deeply involved in actual
operations to reinforce the work of the staff, which in turn
troubled the Executive Director.

PACT’s 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
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holdovers from the previous Board) offered the opportunity for a
"new beginning" while it required that a new set of persons be
educated concerning the scope and purpose of the project. This
was followed in a few months by the need to deal with AID’s
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 seek funds for that
program from the GOG, and with the GOG’s resistance to providing
such funds to ASINDES.

By May 1987 the situation had reached an unvsually high
level of tension, with the Executive Director and some members of
the Board seeking to have PACT removed from the Project or at
least to establish direct relations between ASINDES and USAID/G.
The Mission’s decision not to accept such a direct relationship
and PACT’s decision to be somewhat less assertive in seeking to
achieve modifications to ASINDES’ 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
Executive Director had come to the fundamental disagreement
causing the latter to resign that the Bnard came to see the
utility of PACT’s assistance and, in particular, of the Resident
Advisor.

By the time of the mid~term evalvation, most members of the
Board had come to recognize the value of PACT’s assistance, and
wanted it to be continued beyond the current termination date of
the Grant; but several stated that they would want to reconsider
what should be the terms of the relationship between PACT and
ASINDES. There is still some fear by ASINDES’ members that PACT
will try to dominate ASINDES.

Looking back at what happened during the first year and a
half of the prouject, 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 USAID/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 proqress under the project. However, that would be
hindsight; and it would igncre that both AID’s and ASINDES’
desire to utilize the funds promptly was considerable.

Certainly, a substantial majority of the persons with which the
evaluators spoke were positive in their comments on the actions
of PACT and especially of the Resident Representative. 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
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management of USAID/C 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 costs. For
his part, the Resident Representative of PACT has 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’s Resident Advisor to the project, there were still
some doubts expressed concerning the utility of the visits from
PACT’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 was made by the
Executive Director of PACT and another by the member of PACT’s
management who had bn”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 consultant) concerned with
technical aspects of the program. There was recognition that
PACT had both the right and the duty to provide home office
supervision to its actrivities, but there was comment that the
other visits might have been too short to be taseful and too
frequent to be cost effective. PACT is now taking into account
the need for ASINDES to understand the purpose of each visit
proposzd, and to perceive results of each such visit. However,
the Board as a body has not organized itself to meest with these
visitors; rather it has let that contact be managed by the
Executive Director.

c. PROG —=NATU TIVENESS OF PROGRAM
1. Representation and Coordination of NGO Sector
a. Relationshijp with Member and Non-Member NGOs

As indicated in B.1l. above, ASINDES’ 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 ASINDES 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 organizaticn’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 contribunted to the favorable opinion held by most members,
since it appears to support the impartial treatment of their
requests for financial support. The criticisms which are most
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often heard from member NGOs are that the staff of ASINDES does
not respond as rapldly on routine matters (e.g. answexing mail)
as it should, and that the organization has not provided the
anount of financing which is needed.

ASINDES has not had significant contacts with non-member
NGCOs. Almost all its financial assistance has been to member
NGOs, and it has not undertaken a campaign to attract new
members. Furthermore, as indicated above, ASINDES has not
undertaken publicity aimed at making its programs widely known,
nor has it tried to become a spokesman for NGOs or even a forum
for a discussion of the problems of the NGO sector in general.

b. Relaticnship with the Government of Guatemala

As mentioned previously, for some time there had been
tension between the GOG and many of the NGOs operating in the
country. Indeed, the very formation of ASINDES was largely aimed
at strengthening the voice of NGOs in their demands to the GOG
for better treatment and protection from violence. However, the
circumstances facing ASINDES and its members have changed quite
substantially since its founding. 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. Second, 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 civilian aduinistration 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 expandead activities, and they presented ASINDES
and its membership with the challenge of organizing themselves
and making decisions re 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. 1In any event, today ASINDES is
seeking a closer relationship with the GOG. In part this is due
to the improved situation under the current civilian government.
More importantly, it is a recognition of the financial "facts of
life" made particularly stark by the likelihood that USAID/
Guatemala would not be willing to provide additional dollar
funding for sub-projects with NGOs after the utilization of the
Grant funds. With AID encouragement, ASINDES and the GOG entered
negotiations over the possible use by ASINDES of counterpart
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funds, geénerated under a FY 1986 Economic Support Fund agreement
for balance of payments support from AID, 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 guetzales (approximately
$741,000) to ASINDES. The funds are to be used 50% for grants to
NGOs for productive projects, 40% for grants 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 least 25% of the cost of
any project. The funds from the GOG would be subject to the same
apnroval 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
GUG 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
a. Perceptions of Participating NGOs

The great majority of the comments received from the
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
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some support seemed 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 cown, although there were expressions
of doubt that it was advisable for ASINDES to force the NGOs to
structure their proposals to be "productive" when in fact the
NGOs’ activities had been, and largely would continue to be, more
social in purpose. There were, of course, complaints about the
time it took for the review process to be completed and a few
objections to the fact that AZINDES did not provide the total
amount of resources requested. However, there was almost no
assertion that the information which ASINDES sought in order to
conduct its review was not necessary or appropriate, and there
appeared to he a recognition that the staff of ASINDES usually
was helpful. (There were a few~-surprisingly few--comments that
ASINDES’ personnel should be more sensitive to the differences
among the capabilities and approaches of the NGOs.) Perhaps the
strongest complaint was that ASINDES wa. slow in responding to
ordinary matters--answering letters, returning phone calls,
providing information about its cwn intentions.

b. Nature and OQuality of Projects Under the Sub-
Proiects Program

Since ASINDES began receiving proposals only during 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
projects being supported. Even then, an analysis of the actual
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 are accounted for in part by the
differing nature of the proposals, but in part are due to
pressures brought to bear on the staff by the management of
ASINDES. (In at least one instance a project was sent forward
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without any accomrpanying analysis 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 were of the type the Grant seeks to help.

{(4) Usually the projects continued the types of
activitien the NGOs were engaged in already, and they cften
provided funds for projects already undertaken. Most projects
had been presented as being "productive." Howaver, 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 the benefitting groups. Perhaps as
a consequence, the rlavor of social work remains high and
financial discipline secondary. The program will not become
self~-sustaining.

(5) The proposals did not place much stress 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 lnad to strengthened NGOs. 1In some cases, NGOs did seem
to modify their attitudes towards the utility of "productive"
projects; and in some cases, the Prolect 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 progran.

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

{7) The proposals and ASINDES’ 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 of the
grant period.

In view of these observations, it would seem important for ;
ASINDES to achieve greater clarity on what are its expectations h
of "productive" projects and for institutional improvements with W
NGOs and to provide the Project Analysts with additional guidance 'y
on the standards to be applied and the way in which analyses are "
to be conducted concerning the topics of probable impact, cost- L
benefits and potential for self-sustaining operations by the
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beneficlaries. The program should be coordinated with a revital-
ized technical assistance program.

3. Technical Assigstance and Training Support for NGOg

Under PACT’s 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 "five workshops and/or special events per
year, as part of a regular technical assistance program to
strengthen at least 100 employees of approximately 30 PVOs."

Up to the time when the mid-term evaluation was cenducted,
four events (three seminars and a forum totaling 18 days) had
been held which were attended by 146 persons associated with
different NGOs. (A list of the events, their dates and the
number of NGO attendees is given in Attachment 11). 7The major
topics covered by the events were 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 "strzngthening" 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 raceived 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 funding crganizations did not come prepared to agree to
funding arrangements, while others objected to what they saw as
the domination of the forum by persons from outside Guatemala.
There also was criticism firom the GOG that its representatives
had not been included.

More important 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 assiustance 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,
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slza, location or nature of program, and (ii) support tailored to
the needs of individual NGOs. However, the Grant budget included
as an appropriated line item only $20,000 for 10 workshops.

Other types of technical assistance would have to be provided by

the budget categories supporting ASINDES’ sub-project operations.

In fact, the apprecach suggested by PACT has not been
followed. The inventory was not conducted, and the two attempts
to conduct the diagnostic reviews of individual NGOs (one by
using a consultant and one by using the then Coordinator for
Technical Assistance) were met by resistance on the part of the
NGOs themselves, who apparently feared that the results could be
used against then either in response to thelr requests for
financial assistance or through the tarnishing of their reputa-
tions with the general public. In addition, there appears to be
considerable disagreement among persons associated with the
program as to the value of each of the major approaches.
Advocates of technical assistance targeted on individual NGOs
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. Advocates of the use of
general events assert that technical assistance geared to
individual NGOs is too costly and engenders such resistance by
the NGOs as to be impractical. Some members want ASINDES to
place more 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 technical
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 training events
for the personnel of NGOs with an average of 20 attendees per
event. A general framework for future training events has bezn
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 gtaff. 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
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individual NGOs has been abandoned for the roresescable future,
with the implication that the technical assistance program will
be run entirely through general courses and through the actions
of ASINDES’ project staff in assisting NGOs to prepare their
project proposals. Thus, devising a strategy for the provision
of technical assistance and an implementation plan for that
strateqgy continues to be of high priority for ASINDES and PACT.
Unfortunately, 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 is available under
ASINDES’ current budget.

D. RELATIONSHIP WITH AID
1. Perforxmance in Meetina AID Objectives

The main purpose of USAID/G in making its Grant to PACT in
support of ASINDES was to strengthen ASINDES 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 be 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, USAID 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 USAID/G now has
a channel for assisting NGOs which relieves it of a sizeable
administrative burden.

a. U i wi G
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
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gome Guatemalan NGOs (e.qg., MGRR). Othar NGOs would like to have
direct funding relationships with the Mission as well.

USAID/G has not adopted a policy of referring all requests
for funding from NGOs to ASINDES nor atandards for deciding which
requests it will accept for direct funding and which it will not.
This situation may be detrimental to ASINDES, since as long as
the Mission will accept requests for assintance directly from
NGOs there will be less reason for those NGOs, to join ASINDES.
This will be particularly true of the larger NGOs which may see
little advantage to themselves in belonging to ASINDES in any
event, and think that their very size and importance give them a
better chance of forginy or maintaining a direct relationship
with the Mission. However, there are sevaral arguments against
forcing all funding by the Mission for NGOs to be processed and
managed through ASINDES. First, important NGOs would resist it.
Second, strictly applied, the policy could limit the flexibility
of tne Mission in supporting activities which might be inappro-
priate for ASINDES. Third, in the near term, ASINDES probably
woculd not be able to handle the analytical and supervisory
requirements of large NGO activities. 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 services of pursons 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 USAID/G, apart from the Program Office
which had been administering this Project, were not aware of any
Mission policy to seek to channel all support of NGOs through
ASINDES; and, indeed, most of the projects in the Mission’s
portfolio which inveolve NGOs do not involve ASINDES.

The concerns which need to be considered by the Mission in
deciding what policy to follow on this question are broader than
those involved in the Project, and are beyond the scope of this
review. However, in reaching a decision the Mission must be
careful to take into account the level of capability which
ASINDES may have reached, and the extent to which ASINDES’
program focus will accommodate all the types of NGO activities
which the Mission wishes to support.

b, Utjlization of ASINDES for Project Implementation

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 servicas project,
the Mission decided to use an NGO which is not a member of
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ASINDES, since it doubted that ASINDES had achleved the capacity
to administer the funds involved. The Mission came to the saine
conclusion concerning a small enterprise development program
under preparation. Only in ons case has USAID/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 Mission’s training
program, and that was unde:taken because of the presence and
involvement of the PACT resident representative. The Mission’s
original intention was +o restrict eligibility to the members of
the Association of Reti.ned Participants, but ASINDES refused to
participate unless its own members also wwere eligible to par-
ticipate. Although the implementation of this program is in its
very early stages, and thus it is too soon 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
ASINDES’ main program was taking. Thus, the program may prove to
be a distraction to ASINDES’ work. The Mission will need to keep
watch over that possibility.

2. Appropxiateness and Effectiveness of AID’s Guidance
and Monjtoring

Responsibility within USAID/G for the conduct of the Grant
was with the Program Office until very recently, when that
responsibility (and the professional Guatemalan employee who is
in charge of the activity) was transferred to the Private Sector
Division. The Mission provided guidance and monitoring through
the review of the sub-projects which had been approved by ASINDES
for funding with Grant funds and by the review of the reports
submitted to the Mission by ASINDES and PACT. Mission personnel
did rot attend meetings of the Board of ASINDES, and only
occasionally vi..'ted ASINDES’ offices and the NGO projects which
ASINDES was assisting. On the other hand, the Mission had
frequent and informal contact with the raesident 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 znnual reports summarizing major activities
and progress on projects already funded, as well as on the impact
of the technical assistance program. However, during the first
year and a half of the project those reports had not bheen
prepared. The basic reporting mechanism being used is the
quarterly report. These reports were largely descriptive of
events rather tnan problem ovriented. Reactions or feedback to
them by the Mission seems to have been low key and informal.
There were no regularly scheduled review sessions with ASINDES;
and the Mission’s review of the sub-projects which were approved
was used to double check ASINDES’ conformity with the eligibility
criteria and not used to influrnce the nature or quality of the
activities being supported. Under the Agreement between the GOG
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and ASINDES, the GOG, nnt AID, will review the sub-projects
approved and will receive the status reports.

This relatively passive approach to monitoring the Grant is
consistent with the underlying purpose of the Mission -- i.e., to
reduce the staff time which needs to be devoted to the support of
NGO activities. However, it probably contributed to the build-
up cf tension among the Board, the PACT representative and the
former Executive Director and to the lack of clarity as to what
are the Miassion’s expectations concerning the degree of focus
which ASINDES is to have on productive projects and the use of
revolving loan funds, the importance of training and technical
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 Mission’s management as a way to
deal with such important aspects before they become crises or the
source 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.

Publicity for AID

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 ovr, 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
probably has become somewhat less acute as ASINDES and ite
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 of the
tear of USG programs probably arises from inaccurate perceptions
held by persons who have not had connection with them, increasing
the (yeneral awareness of AID’s role would not necessarily
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exacerbate the issue. This Grant program would appear to offer a
good opportunity to demonstrate to skeptics that the USG is
interested in development and willing to support private efforts
not related to the commercial intereet of lts own citizens. 17he
opportunity is not being tested, much less realized.
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Attachment 1

SUMMARY OF MAJOR RECOMMENDATIONS

The following are the major recommendations of the mid-term
evaluation of November-Deceiber, 1987.

A. For ASINDES

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
inclvles 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 mambers of the
Project Selection Committee) to assist in this effort. PACT’s
experience with consortia and its contacts with external experts
should be utilized.

3. The 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 particular
attention needs to be paid to improving ASINDES’ planning,
programming, monitoring and evaluation capabilities, such a new
position might be focused on those functions.

4. Tbho Executive Director should give priority attentic . to
determining the staff needs for meeting an expanded grar .. and
technical assistance program. The determination should tuke into
account the possibility of using contract services for
specialized skills necessary and for meeting peak workloads in
the review of proposals.



5. ASINDES should commission an outside study of the
requirements of all its positions, of the salaries which are
necessary to compensate persons having the raequisite
qualifications, and of the qualifications of the current
occupants of those positions. The Executive Director and the
Board should take prompt action to carry out the
recommendations of the study. PACT could be used as an advisor.

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

business expenses incurred by employees.

7. The Board should adopt a plan for the supervision of the
work of the staff of ASINDES whicl: does not involve its own
members in operations or require their pre-approval of orcdinary
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 Ezxecutive Director, utilizing assistance from PACT,
should prepare further guidance for the Project Analysts for
their work in analyzing the project prcposals. That guidance
should include standards for determining whelther a proposal is
to be considered as one for a “"productive" project, for
concluding that a proposal is economically desireable, and that
the activity is 1likely to be self-sustaining. The guidance
should clarify the extent to which the Project Analysts are to
give preference to "productive" projects and the meaning of the
requirement that projects should strengthen the operations of
the sponsoring NGOs.

9., The Executive Director should emphasize to the 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 Board receive
periodic and current statements of the status of ASINDES'
financial affairs. He should consider recruiting a qualified

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

financial situaticn.

11. An external audit should be conducted of ASINDES'®
operations from the beginning of the Grant and at least



annually thereafter. ASINDES should contract for the services
of an external auditor to review the utilization of funds under

the grants prog:.am.

12. The Executive Director should supply the members of the
Project Selection Committee with copie3 of the periodic reports
on the implementation of projects which it approved and seek to
include the members in field visits to those activities.

13. The Beard 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 problems, participation in
planning for fund raising and conducting evaluations.

14. ASINDES should not undertake a major Zund raiesing effort
with new potential donors befoxe it completes the analytical
steps mentioned in 1. and 2., above or befecre it prepares a
strateqy 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.

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

interested NGOs.

16. ASINDES should give greater importance to the use of
revolving funds in the grants program in order to reinforce the
financial discipline of those projects. It should move toward
having beneficiary groups receive assistance on a loan rather
than a '‘grant basis in most "productive" 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 che 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.

‘%



B. For PACT

1. The Resident Representative should place increased
attention on keeping the members of the Board of Directors
informed of his activities and his views of the status of the
project. If the Board will agree, he should attend at least a
portion of each regular meeting of the Board to give it a

“eport.

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

possible.

3. The purpose of each visit by a PACT-related person to
Cuatemala 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 various approaches to providing
technical assistance and ¢training for NGOs. The discussion
should include persons from other countries who have had
experience with similar programs. The purpose would be to
re-think the approach of the current Grant and to prepare a
plan for giving greater emphasis to this aspect of the program.

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

C. For USAID/Guatemala

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

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

programming with the GOG.



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

4, and 5. above.

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

5. The Mission shouid clarify ‘for 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 recommendations of this
evaluation. The Mission should consider having ASINDES cosign

that agreement.



Attachment 2

PERSONS INTERVIEWED BY JOHN R. OLESON

USAID/Cuatemala

Mr‘
Mr.
Mr.
M.
Mr.

Richard J. Burke, Program Officer

Thomas Kellerman, Deputy Program Officer
Roberto Perdomo, Assistant Program Ofiicer
Trujillo, Division of Agriculture

John Massey, Division of Human Resources

Ms.

Liliana de Garcia, Division of External Relations

Private Agencies Collaborating Together (PACT) -- New York

Mr.
Mrl
Mr.

Mr.
Mr.

Thomas R. Byrne, Excutive Director

James 0O’Brien, Development Fund Director

Daniel Santo Pietro, Regional Representative for
Latin American

Loren Finnel, Consultant

Arthur Sist, Resident Representative

Employees of the Asociacion de Instituciones de Desarrollo

v Servicio de Guatemala (ASINDES)

Sr.
Sr.

Sra. Rebecca Chavez, Director of Technical Assistance and

Sra.
Lic.
Ing.
Sra.
Me r
Dr.

Lic.

Lic.
Sr.

Mr.

Oscar Osorio, Executive Director
Hugo Figueroa, former Executive Director

Training

Christian Lorena Muderate Garcia, Director of Small

Projects Fund

Homero Mendez, former Director of Technical Assistance

Jose Luis Castillo, Project Analyst
Alma Irene Gonzales, Project Analyst

o)
Rolando Torres, President

Represents the Christian Children’s Fund (CCF)
Alvaro Muniz, Vice President

Represents Fundacion para la Educacion y el Desarrollo

Integral (FUNDACEDI)

Eric Daniel Chicol, Treasurer

Represents the Fundacion Carroll Behrhorst
Carlos Carrazco, Secretary

Represents Asesoria Centroamericana de Desarrollo (ACAD)

Juan Pedro Perdomo, Vocal

Represents the Asociacion Cristiana de Jovenes (ACJ)



Other Members of ASINDES

Lic. Gamaliel Zambrano
Assoclacion de Beneficencic Cristiana (ABC)
Sr. Juan Cordova
Movimiento Guatemalteco de Reconstruccion Rural (MCRR)
Sra. Barbara Allerding
Instituto de Asuntos Culturales (ICA)
Sr. Javier Mayorga
Vision Mundial Internacional (VMI)
Sr. Adolfo Acosta
Fundacion de Reconstruccion y Desarrollo Humano
Integral (REDH INTEGRAL)
Lic. Oscar Reyes
Fundacion para el Desarrollo de la Mujer (FPDM)
Dr. Edgardo Caceres
Centro de Estudios Mesoamericanos sobre Tecnologia
Apropiada (CEMAT)
Lic. Hildebrando Cumes
Asociacion Hogar y Desarrollo (HODE)
Mr. Carlos Winckler
Foster Parents Plan International (PLAN)
Cpt. Harry Tolhurst
Salvation Army
Sr. Luis Meza
Avanzando Ministerio Evangelico (AMG)

Members of ASINDES’ Project Selection Committee

Lic. Francisca Asturias
Employee of the Peace Corps
Lic. Cesar Guillen
Economist, Employee of the Embassy of Canada
Lic. Alfredo Hernandez
Director of FEDECOCAGUA
Lic. Richard Aitkerihead
Directo General of the magazine Cronica
Ing. Julio Obiols
former Mayor of Guacemala City

Non-Government Organjzations Not Members of ASINDES
Sta. Mirta Olivares
AITEC/YUNTEC

Mr. Edward Brand
CARE
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Attachment 3

ABOGIACION DR ENTIDADRS DE REOARRQLLO Y RE
BERVICIO NO GUBERNAMENTALES DE QUATEMALA

NOMBRE INSTITUCION Y REPRESENTANTEH

1.

Alberque Juvenivil "José Gllberto

Flores Vides"

Ing. Jorge GaAndara
Presidente Junta Directliva
Ing. Alberto R. Garcfia.
Director Ejecutlvo.

Allanza para el Desarrollo Juvenll

-Comunitario - ALIANZA
Ing. Agrénomo Arturo Echeverria
pirector Ejecutivo.

Asesorxia Centroamericana de Desa-

rrolle ACAD
Dr. Caxlos Carrasco
Director Ejecutivo

Asoclacién Cristlana de Jévenes
A.C.J.

Sr. Juan Pedro Perdomo
Secretario Ejecutivo

Asoclacién de Biuneficencia Cris~-

tiana

A.B.C.

Lic.Gamallel Zambrano
Director Ejecutivo.

Asociacién Hogar y Desarrollo
HODE

Lic. Hildebrando Cumes
Director Ejecutivo

Asoclacién de Servicios Comu-
nitarios de Salud A.S.E.C.S.A
Sz. Marco Tullo Cutlerrez -Gte.

Asocliacién Mislonera Guate-
malteca - AMG

Sr. Frank Waggoner

Director

RIRECCION Y TELEFONO

Sa. Calle 14-11 Zona 1
Quetzeltenango, Guatemala
Teléfono: 061-6638

la. Ave. 9-33, Zona 9
Tel: 62212

Edlf. Plaza del Sol
Oficina 310
12 Calle 2-04 Zona 9
Tel: 318055

6a. Calle 4-17 Zona 1
Edi€. Tikal Of. 209
Tel: 513329

1¢ Calle 21-01 Z.10
Tel: 371867

15 Calle "A" 2-20 Z.1
Teléfono: 22941
Apartado Postal 1715

Km. 56 1/2 Carretera
Interamericana Chimal-
tenango, Apartado 27
Tel: 0391033

30Ave. "B" 11-68 Zona 7
Tikal I
Teléfono: 42039




10,

11.

12.

13.

14,

15.

16.

17.

Caritas Arquldiocesana
Padre Jousé Antonio Marquez
Representante

Centro de Estudlos Mesoamerlcano

Sobre Tecnolocgia Apruvplada
C.E.M.A.T.

Dr. Edgardo Céceres
Director Ejecutivo.

Christian Children's Fund CCF
Dr. Luls Rolando Torres C.
Representante Regional

Comité Central Menonita CCM

Lic. Enrique Yoder
Representante Legal

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

Foster parent's Plan International

P L AN
Sr. Carlos Winkler
Director

Fundacién Para la Educaclén
y El Desarrollo Integral
FUNDACEDI

Lic. Alvaro Muiiiz

Director General.

Fundacién del Centavo FUNDACEN
Ing. Agr. Hern&n Quan Berducido
Gerente.

Fundacién de Reconstruccién y
Desarrollo Humano Inteqral
REDH INTEGRAL

Sr. Adolfo Acosta de Leén
Representante.

12 Calle final 1-96
Zona 3, Mixco Km. 141/2

Calz. Roosevelt,
Tel: 933787

4a.Ave. 2-28 Zona |
Tel: 22153 y 53847¢

6a. Avenida 13-48 Zona 9
Apartado Postal 2542
Tel: 310775

25 Avenida 0-88 Zona 7
Col. Altamlira
Tel: 42360

14 Calle 5-89 Zuna 11
Vias del Mariscal
Apartado Postal 1881
Tel: 4623877

11 Calle 1-23 Zona 9
Tel: 63663 - 317289

12 calle 2-04 Zona 9,
Edificio Plaza del Sol,
Jer. Nivel Local 317
Tel: 313247

8a. Calle 5-09 2ona 9
Tel: 67697 67213 310754

12 Calle 12-42 Zona 1
Tel: 22926

AN




18,

19,

20,

21,

22,

23.

24.

25.

26.

Fundaclén Quatemalteca para 2a, Calle 1-55, “Zona 2
el Danarxollo Carroll Rohrhorst Chimaltenango, A.P. 15
LLic. Exick D. Chicol -~ Director Tal: 0391356
Ejecutivo.

Fundacién para el Desarrollo Ave. 1.3 Reforma 3-48 2.9
de 1a Mujer Local 107 Edif., Anel

Tel: 66471 al 6

Instituto de Asuntes Culturales 13 calle 15-66 2. 1
I1.C.A. Tel: 29792

Sr. Manuel Samayoa A. Director

Inga Bessing - Vice Presidente.

Instituto para el Desarrolio 2da. Calle 39-73 Zona 7.
Econémico Social de América - Colonia Cotlié.
Central. 1.D.E.S.A.C. Tel: 914858 -914863

Mario Roberto Silvestre A.
Secretario Ejecutivo

Misién Adventista del Séptimo lra. Calle 18-24 Z. 15
Dia Vista Hermosa II
Pastor Emilio de Leén~ rpsidente Tel: 690573 -691330

Movimiento de Educacién Popular 2a. Calle 7-74 Zona 1
Inteqral Fe y Aleqgria Tel: 532634

Padre Fernando Gutierrez Duque

Director Naclional

Movimiento Guatemalteco de Re- Torre Profesional 1

construccion Rural MGRR. Of. 203, Centro Comercial

Sr. Juan E. Cérdova G. Zona 4.

Director, Tel: 516866 -535272

Sociedad para la Juventud 8a. Calle 9-13 Zona 1

Guatemalteca SOJUGMA 6to. Nivel

Lic. Guillermo Corado Teléfono: 85733

Director General

Vision Mundial Internacional 7a. Aenida 7-73 Zopna 9

V.M.I. Jer. Nivel.

Ing. Javier Mayorga Apartado Postal 326 - A

Director a. i. Tel: 320188 - 66515
320189 - 320191



PRESUPULOTO DE INGRESOS Y GAJTOS DE ASINDES EN L,087
PREPARADO POR OSCAR K. TURCLHEIM, AUDITOR DE MIRON &
MIRON, ECONOMISTAS Y AUDITOHES PUBLICOS DE GUATENMALA

INGRESOS:

Donaclones de PACT

Cuotas de soclos de ASINDES-ONG
Lonecionos locales

Intereses ganados

Otros ingresos (6% a/proyectos)

Total ingresos

GASTOS: Sueldos
Director e jecutivo 19,800
Analistas 26,800
Secretarias 10,600
Contador 3,559
Conserje 3,545

Total, sueldos y prestaclones 54,304
GASTOS LE OPERACLIONES
Alquileres

Te;efono,correos y telex
Electricidad

Suministres (fotocopias,y utiles oficina y papelerfa)

Vidticos
Combustibles 5y lubricantes

Total, gestos de operacicn

OTROS GASTOS

Varios (gastos menudos)
Mantenimiente de vehfculo
Junta Directiva

Hnorarios profesionales
Gastos de oficina
Asambleas de ASINDES
Suscripciones

Libros y revistas
Aslstencia tgcnica
Relacionos Publicas

Prestagiones

11,247.66
3’391000
800.00
300. 900
3500. 00

16,158.66

Comite Seieccicn de proyectos (ditas y refrigerios)

Mantenimiento de equipo

Total, otros gastos

853,443.14

6,018.20
54.20
60. (7
63,222478

Q. 892,788,906

31,047 .66
50,191.00
11,600.00
3,859000
3,845.00

80,442.C6

10,080.54
12,417.36
629.31
13,904.77
1,200.00
3,190.01

41,621499

23286.0”
390.44
1,416.61
10,624.43
4,288,.12
275.17
8ll.00
.90.00
50,762.10
8,549.10
3,256.69
101000000

92,549.73




DONACIONES

Donasciones hasta diciembro 1987 585,221,.00
Mini-donaciones " 23,775.00 608,996.00
INVERSIONES

Mobiliario y equipo de oficina 16,373.61

RESUMEN

Total ingresos 892,788.,96
Total gastos e inversicnes ( 839,983.99 )
Sueldos y prestaciones 80,442.66

Gastos de operaciones 41,621,99

Otros gastos 92,549.73

Donaciones hasta 31 diciembro 1987 585,221,00
Mini-donacicnes " 23, Y776.02

Mobiliario y equipo de oricina 16,375 63

Fondos disponibles para el afio 1988 52,804,.,97

Guatemala, 30 de Enero Je 1,988

0
Ropre;;gta te de Economistas y
Auditgres Publicos MIRON & MIRON
vatemala, C.d,=



Attachment 5

ASTETAC LI LE IMETITUC D™ Pl TOARCIGLLE Y SERYVICEHT [E GUATEMALA
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DIRECC COOR PRO COOR A.T.ADMON/CON TOTAL

P T I R R R R Y

GASTOS PERSONALES . '
DIRECTOR 28800 28800

COORDINADOR ASISTENCIA TEC 19200 19200
COORDINADOR DE PROYECTOS 19200 19200
ASISTENTE FINANCIERO 9600 9600
ANALISTA PROYECTOS 1I1I 14400 14400
ANALISTA PROYECTOS I 12000 12000
ASTSTENTE ADMINISTRATIVO 7200 7200
SECRETARIA EJECUTIVA 6600 6600
CONTADOR 4800 4800
SECRETARIA RECEPCIONISTA 4200 4200
MENSAJERO 4320 4320
CONSERJE 3600 3600
AUXILIAR » 4200 4200
SUB TOTAL 35400 45600 19200 37920 138120
CUOTA PATRONAL IGSS 4000 51583 2170 4285 15608
INDEMNIZACION 2950 3800 1600 3160 11510
AGUINALDO 2950 3800 1600 3160 11510
ESP¥CIADO 1062 1368 576 1138 4144
PROVISIONES 12164 15669 6597 13030 ' 47460
SUB TOTAL 23126 29790 12543 24772 90231
GASTOS DE ADMINISTRACION

GASTOS DE VIAJE AL INTERIOR 1200 2400 840 360 4800
GASTOS DE VIAJE AL EXTERIOR 3600 1200 1200 0 6000
GASTOS DE REPRESENTACION 2400 2400
RENTA INMUEBLE : 9000 9000
MANTENIMIENTOS 3600 3600
SERVIGIOS VARIOS 7200 7200
PAPELERIA Y UTILES 4800 4500
COMBUSTIBLES Y LUBRICANTES . 1800 840 360 600 3600
SUB TOTAL 9000 4440 2400 25560 41400
CASTOS DE OPERACIONES

ASISTENCIA TECNICA 6400 41600 48000
FOLLETOS Y PUBLICACIONES - 4000 2000 6000
SUSCRIPCIONES Y MEMBRESIAS 500 300 600 1300 2700
ASESORIAS Y CONSULTORIAS 2000 4600 6600
AUDITORIAS EXTERMAS 1000 3000 8000 12000
SUB TOTAL 500 9700 $3800 11300 75300
MOBILIARIO Y EQUIPO 3000 2000 5000 2000 12000
EQUIPO DE COMPUTACION 10000 10000
EQUIPO REPRODUCCION 7200 7200
VEHICULO 22000 23000 5000 50000
OTROS EQUIPOS 62000 62¢00
SUB TOTAL 3000 24000 28000 86200 141200

PRESUPUESTO FUNCIONAMTENTO 71026 113530 115943 185752 486251



============='-'======================¥1‘=======S

PROGRAMAS PRODUCTIVOS 10 100000 1000000 1486251
DONACIONES PARA DESARROLLO 12 66667 800000 2286251
PROGRAMAS ASISTENCIALES 12 16667 200000 2540251
MINIDONACIONES 20 2700 54000 2340251
ASISTENCIA TECNICA 30 9540 286200 2826451
OTROS PROGRAMAS 40 13541 541620 3368071
SUB TOTAL PRESUPUESTO DE OPERACIONES 2881820
TOTAL DEL FREZIFUEZETS 19ma 2388071
RELACION i4.437% . 347434
OSORIO/LOTI/PREASIBB ==========================================::=

GUAT. 28 JUNIO 1988.



FESUMEN FOR FARTIDA FRESUFUESTARIA

FENGL.ON
1 GASTOE FERSONALES

Incluye 1os salarios netos

del ejercicio oo base a la
estructura de puestos y sieldo
base.

3

FRESTACIONES

Contiene las prestacionmes le-
nales y la provisidn de salario
para diferido v ajustes de suel-
ao par costo de vida.

GASTNS DE ADMINISTRAIZION

10}

Contiene los gastos fi jos y
variables para la administracidn
anual de la Institucidn.

<4 EASTOS DE OFERAZION

Fresupuesta los gastos-de Asis-
tencia Téonica y Supervisidn de
Proye-tos para el afo en opera-
c1dn.

JUST-RES.BET
OMO-FLZ. JUNLIO 13-88

MES

11,510,00

€,275.00

ANUAL
(. 138,120,

o.

Q.

41,400,

75, 300.



PRESUPUESTO DE OPERACIONES Y FUNCIONAMIENTO DE DIRECCION EJECUTIVA

Gastos Personsles
Sueldos
Prestaciones Laborales

Viajes al interior
Yiajes al extarior
Gastos de representancion
Combuatibles y lubricantes

Suscripciones y memhresia

Resumen por Partidas Presupuestarias,

Q 35400.00
4312600

1200. 00
3600. 00
2400.00

—1800.00

Q 600.00

ver Anexo 1.

Q

Q

68,026. 00
58.526. 00

9,000. 00

500.00



PRESUPUESTO DE OPERACION ¥ FUNCIONAMIENTO DEL DEPTO. DE PROYECTOS

Q 89,530.00
Gastos Personales Q 76,390 00
Sueldos Q45600 00 m
Prestaciones Laborales 29790 00
Gastos de Aduinistracion Q ¢,440.00
Viajes al interior Q 2400.00
Viajes al exterior 1200.00
Combustibles y lubricantes 840.00
Gastos de Operacién Q 9.700.00
Adistencia técnica Q 6400 00
Suscripciones y menbresias 300. 00
Asesorias y consultorias 2000.00
Auditorias externas 1000 00

Resumen por Partidas Presupuestarias. ver Anexo 1

PRESUPUESTO DE INVERSION DE ADQUISISION DE EQUIFO PARA EL
DEPARTAMENTO DE PROYECTOS.

Q 44.000.00
Yobiliavio y Equing Q 2,000.00
1 escritorio Q 600.00
1 silla giratoria 260. 00
2 ventiladores 160. 00
2 libreras de netal 150. 00
1 puerta de netal 160.G0
3 cortinas 200. 00
1 intercomunicador 200.00
4 papeleras 100.00
2 calculadoras nedianas cientifices 300.00
Yahiculos Q 22.000.00
1 vehiculo Q 22000 00



Gastos personajes

Sueldos
Prestaciones laborales

Ga3tos de aduinistracidy
Viajes al interior

Viajas al exterior
Combustibles y lubricantes

Ga3tos de operacion
Asistencia Técnica
Folletos y publicaciones
Suscripciones y membresias
A3esorias y consultorias
Auditorias externas

9 87,943.00
31.743.00

Q 19200. 00
—12643 00

2,400.00
Q 840 00
1200. 00

360 _00

£3.800.00
41600 00
4000. 00
600. 00
4600. 00

3000.090

Resumen por Partidas Presupuestarias, ver Anexo 1.

PRESUPUESTO DE INVERSIONES Y ACTIVOS FIJOS DEPTO. DE ASISTENCIA

TECNICA.
Hobilisric y Equipe

1 3illa con rodos

1 archivo

1 Extensién telefdnica
1 librers

Habiiitacién biblioteca

Yehiculos
1 vehiculo

Q 6,000.00
Q 150.00
300.00
<00.00
250 00
4100.00
23.000.00

Q 23000.00



M e e

PRESUPUESTO DE FUNCIONANIENTO Y OPERACION DE LOS DEPARTAMENTOS DE
ASISTENCIA ADMINISTRATIVA ¥ CONTABILIDAD Y FINANZAS.

Q 99,652.00
Gastos Personales . Q 62.692.00
Susldos Q 37920.00
Prastaciones laborsles 24772 00
Gastos de Administracion Q 26,660.00
Yiajes al interior 360 00
Renta de inmueble 9000. 00
Mantenikientos 3600. 00
Servicios varios 7200.00
Papeleria y utiles 4800. 00
Combustibles y lubricantes 600 00
Gastos de Operacién Q 11,300.00
Folletos y publicaciones Q 2000.00
Suscripciones y meumbresias 1300. 00
Auditorias externas 8000 00

Resumen por Partidas Presupuestarias, ver Anexo 1.

PRESUPUESTO DE INVERSIONES Y ACTIVOS FIJOS DE LOS DEPTOS DE
ASISTENCIA ADMINISTRATIVA Y CONTABILIDAD Y FINANZAS.

Hobilisrio y Equipo Q 2,000.00
1 reloj de pared Q 100.00

Cuadros decorativos 250.00

1 Refrigerador 900.00

1 mesa para fotocopiadora 150.00

1 silla con rodos 300.00

1 guillotina 225.00

1 ventilador 75 00

Equipo de Compytecion - Q 10,000 00
1 Computador Q 4500.00

1 Iuprasora 3600.00

1 Terminal 2000 00

Equino de Reprcduccion Q 7,200 00
1 Fotocopiadora Q 6000.00

1 Camara fotografica 1200 .00

Otros Fquipos Q 62,000 00
1 UPS 2kVA Q 2500.00

1 Paquete de programas £000. 0C

Equipo Audiovisual 215660.00

EQuipaniento obras comunales 31760. 00

2 escritorios para computadora 1200.00

Yehiculos Q 5.000.00

e p\



PRESUPUESTO DE INVERSTON Y ACTIVOS FIJOS 198§

Mobiliario y Equipo
Equipo de Couputacidu
Equipo de Reproduccidn
vehiculos

Otros Equipoas

Q 12000.00
10000. 00
7200. 00
50000 00

12000 GO

Q141,200.00

<]

AP



Hobiljario y Equipo

3 sillas giratorias

1 mesa para fotucopiadora
1 archivo de netal

4 libreras

ventiladores

lineas teletdnicas
escritorio secretarial
cortinas
1nterconunicador

puerta de xetal
papeleras de metal
calculadoras medianas cientificas
refrigerador

1l reloj de pared

cuadros decorativos

1 extension teletonica

1 Guillotina
Habilitacién biblioteca

[aall P2 W ol N <8 B

Equiro de copputaciin

1 computador
1 impresora
1 terxinal

Equino de Peproduccion
1 totocopiadora
1 camara fotogrética

Yehiculo

1 motocicleta
1 vehiculo

Qtros Equipos

Equipo Audiovisual

UPS ¢ KVA

1 paquete de programas
Equipaniento obras comunales
2 escritorios para computador

Q 700 00
150. 00
300 00
850 00
325.00

2450 00
500. 30
~00. 00
200.00
150. 00
100.00
300.00
900. 00
100.00
250. 00
200. 00
226. 00

4100.100

Q 4500.00
3500. 00

<000 00

Q  6000.00
1200.00

Q 5500.00
4190000

Q 21700.00
<500.00
5000. 00

31600. 00
1200. 00

Q 12,000.00

Q 10.000.00

Q 7.200.00

Q 60.000.00

Q 62,000.00




PRESUPUESTO DE INVERSIONES Y ACTIVOS FIJOS DE LA SECRETARIA DE LA
DIRECCION EJECUTIVa.

Mobiliario y Equipo Q 3,000.00
1 ventilador Q 100 00
1 librera deé wetal 450. 00

2 lineas telefonicas 2450 00



DETALLE DE JUSTIFICALZIONES

"FRESUFUESTO FINANCIERO 88/89"

"5ASTOS FERSONALES"

El rengldn de Salarios del Fersonal de ASINDES estd  programado
con bate o loo walarion B7/00 ¢ incluye 3 Puestos gque  a
continuacidn se explicans

- Fortalecimiento para el 4rea de Finanzas.
1 Asistente Financiero y 1 Auviliar contable, ambos  con
conccimientos y practica en procedimientos computarizados.

Este fortalecimiento  es de suwma importancia  para la
Administracidn de laos recursss de los  nuevos  fondos  del
Ministerio de Finanzas, que exigirén maysr eficiencia en

los gsistemas de informacidn vy que pueden ser wtilizados coms
recursas de  apoyo en la supervision documental de  estos

fondos.

- Fortalecimiento en el Departaments de Proyestos, con 1
Analista para la atencidn de la demanda y supervisidn de los
Proyectos.

También de mucha necesidad para reforzar este  Departamento
par el increments con que los Froyectos se han dado, a raiz
de 1la aplicacidn de los fondos gue dard mayor carga de
Trabajo en la gupervisién.

FRESTAZIONES LARORALES:

La cuota Fatronal del 1G58 corresponde al 11.30% de los salarios
aplicados en forma anual.

Indennizacidn 8.333%4 de la relacidn laboral por concepto de
pasivia laboral del personal de ASITNDES.

Agquinaldo correspondiente al 8.333% por concepto de la obligacidn
legal de Aguinaldo anual.

Especiado corresponde al porcentaje del 30% scbre prestaciones no
dinerarias percibidas por el trabajador durante el afo.

Provisiones contiene la apiicacidn del salario diferido por
tiemps de servicio gue respresenta ¢l 8.34% de las prestaciones.
Ademds provisiona 5% para el ajuste de salarios ror  costo de
vida, y mejoras salariales.



GASTOS DE AMIMNISTRACION:

Estos gastos estan caloulados para atender erogacicones  fijas y
variables de acuerdo a los programas de actividad.

Fenta de Inmsebles: Frovigiona la cobertura del pago de la casa
de acuerdo al contrato para un aifo,

GASTOS DE REFRESENTACION:

Frovisiona los gastos de la Direccidn, para atender actividades
de Relaciones Fiablicas de la Asociacidn,

SASTOS DE VIAJE Al EXTERTOR:

FProvisiocna las disponibilidades para asistir Aa eventos
internaciconales proevistos en el Programa de  fortalecimiento
institucional vy de Asistencia Téonica.

FASTOS DE VIAJE AL INTERIOR:

FProvisiona la actividad de supervisidn e inspeccidn scobre
proyectos en el campo en visitas promedio de 3/hombres/dia/mes, a
razdn de Q.E€0.00 diarios.

MANTENIMIENTOS:

Comprende rubros y gastos por mantenimientos de inmuebles equipos
varicos para el adecuads funcionamients en las instalaciones.

Fapeleria y Utiles; Fraovisiona el renglén de consumo para la
gestidn administrativa de ASINDES en los rubros de dtiles de
escritoric y papeleria.

COMBUSTIEBLES Y LURFICANTES:

Frovisiona los gastos  por  egstos  conceptos a razdn de
kilometrajes/mes, para un vehicula, a razdn de 2,500 kns/mes.

SERVICINS VARINS:

Fravisiona los gastos para suplir ercgaciones por  eventos
administrativos y de servicio para las actividades especiales que
se realicen por reuniones y otros aplicables eventualmente.,

3ASTOS DE OPERALCIONES:

Este rubro comprende los gastos que se incurren para el apoyo de
actividades de caracter técnico divulgativo y de apoyo para las
actividades de supervisidn, '




ASISTENCIA TECNTICA:

Frovisiona gastos  para abtencidn de eventos programnados para la
Asistencia Téonica, estimandose 6 eventos en el periodo, a razdn
de .8, 000, promedio para su organizacidn e implementacidn,

FOLLETOS Y FUBLLICAZTONES:

Frovisiona gastos para la impresidn de 4 folletos trimestrales,
cartas informabivas wenowal ea y o mennar Ta anual de labores.

SUSCRIFCIONES Y MEMEBRESTIAS:

Frovisiona costos  de  membresia  local es, internacionales y
suscripociones a revistas y periddicos locales,

ASESORIAS Y CONSULTORTIAS:

Frovisionan trabejos de asesorrias para asistir en formulacidn de
proyectos  y  asistencia legal y  ademds contiene consutorias
especializadas para apoyo en Asistencia Técnica y  Juridica, a
razédn de 8/horalmes.

AUDITORIAS EXTEFRNAS:

Frovisiona trabajos de auditorias peara la preparacidn de los
Estadas Fimancieros anuales y para asistir en apoys a la
Contabilidad de la Empresa.

MOBILIARIO Y EQUIFQO:

Frovisiona principalmente la adquisicidn de mobiliarios vy

equipos  para  Asistencia Técnica y otros Departamentos sequn
detalle ad junto,

OMO/RLE- JUL I0~04~88
FRESU-F1.NG3
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Attachment 6

PLANIEICACION EGIRATEGICA QUINQUENAL

CISTRIBUCION FINANZIERA DE FRESUPUESTOS DE INGRESOS Y EGRESOS:

PRESUPUESTOS DE INGFESOS

FUENTE 1308889 1389-30 130390-91 19391-92 19352-93
MILLONES QUETZALES

MINISTERID FINANZAS 2, 000. 2y 8100, Sy 200,

P ACT 1,047,590 1,073, FO0,

I AF 130, o0, 280,

A I D 4' 000. 4' 000-

~ANADA 500, 650, 800, 900.

PNUD 200, 250. 300. 350,

FONDOS EUROFA 800. 3900. 1,200,

FONDOS FPROFIOS 300, 316. 239. 402. 435,
TOTALeans 2,477.30 5,083, S, 289, 6,402, 6,885,

s T T T e N T T TN eSS Is L 1IN
FRESUPUESTO DE EGRESOS
FUENTE 1988-843 1982-30 13090-31 1991-92 1992-93
MILLONES QUETZALES

DONACIONES PARA

DESARROLI.O £27.50 y 276, 1,449, 1,852, 1,900.

ASISTENCIA TECNICA 380, 975, 300, 850. 950,

PROGRAMAS FRODUC-

TIVOS. 1,500, z,348. 2, 500. 2,900. 3,038,

PROGRAMAS ASISTEN- )

CIALES. S0. 100, 1z20. 30%S. 400.

ADMINISTRACION 350Q. 330, 420, 49%. 600.
TOTAL.ervees 3,477.%0 5,083, S, 389, 6,402, 6,885,

N R T T s R N I S NS NN ENESIE NN

A



Attachment 7

ZHISTION PLEN. JULY(,1998 - JUNE 30,1989

crien PERSON eim FAGE 1
RESPONSISLE ANNGEYFUNSING TREGET
COS? |[SawnCE Sseft COMMENTS
nal] + Hire: Executve lBudget N
1) Small Projects (For CapsjDirector (E.D{)10,000.; Iten 07-15-88] *sst. Accountant.
Director. with Board ’ 1.2.4 will be needed only when Q.5,000,000
2) 3rd. Project Analist (R) Mpproval 7,000. 10/88 begins to arrive.
3) Financiasl Assistant 10,006. 10/88
4) Assist. Acctnt. 3,600. 01/89
e e TSIV YNV NIV SO R RSN EEE S S
Approve 88-9 Rudget. B -——— -——- 07/88 Rudget has been already prepared
by E.D,
Conclude Negociations R 4+ E.D. -———— —_——- 07/88 Agreerent has been signed "Letter
Min. Fin. 0Q.2,000,000. of Und >rstanding” being developed.
Begin Negotiations for B + E.D. ———- ——— 08/88 Will begin only when lst. Agreement,
Q.5,000,000. becomes operative.
Prepare Financial E.D., -———— -——— Quarter-{ B. Treasurer must give approval
Reports B, AID, PACT Acctat. -——— ——— ly.
Computarization of Finan- E.D.; local 2 Computers and Hard Disk, Large
cial management sSystew consultants. u Printer necessary to complete
- Purchase Hard and Soft- 3,500(1.1.3 10/88 existing equipment.
ware.
- Progranm. 2,400 3.3. 01/89
- i Ittt I P - —— ] ———————————————— B Rt i e e Sttt
Design Fund Raising Plan PACT, B,E.D. 4,000] 3.3 09/88
and coasul- 3.4 Once plan is
Prepare Materials 2,000% 1.3 10/88 Developed, preparation of specific
materjals will be continuous.
Ideatify possible Ponors ~——— -—— 09/88
(UNOP; WR; IDW; Foreign
Gov/ts)
Visit ltocal Reps. —— ——— 10/88
Prepare project proposals ———— ———— 11/88
for funding.
SN DY RS S— | IS FE

L ——



U4PLEMENIATION PLAN. JULYE. 1908 - JUNE 30.1909
, PERSON TRTAL PAGE 2
. A
“!“!ﬂ AacTIgN NESPONSIBLE BNMNUY FENBING TRRGHT
Cost |sswmcE sarfe COMMENTS
IT. TRAINING & ]* Review Needs INCAE, PACT 2.000:’3.3 & 3.ﬁ 07/88
TECHNICAL ASSIS survey with INCAE E.D. & T.A.
TANCE. Coordinator
(T.A.C.)
+ Design Program T.A.C. & Con- 4,000 &.3 + 3.4 07/88
A) TO PVOs + Organize 6 new workshops: T.A.C. 50,000 §2.1.1 & 09/88 Events with local aad international
seainars, and courses ) 2.1.2 07/89 Assistance are to bz included in
the program design.’
- Participatory Sectoral
workshops.
- Mutual learning workshop
- Formal seminar and cour-r
ses.
+ Follow - up seaminars T.A.C. 12.0001 2.1.2. 08/88 Seminars on thess tocpics have been
- Project Formulstion aad 09/88 given, and participants are avaiting
Consuitants. follow-up.
- Fund Raising 10/88
- Small Enterprise 11/88
- Health
+ Specific Technical 8,000{ 2.1.1, 08/88 Funding source will depend on type
Assistance to ten insti- 3.3 and of Assistance Requested.
tuytions. 2.3
............................................. i I _-------{r---_--_-J|_------_ e ce—cmmmmmm—c—m——mmmm———m—mm=— ===
R).TO ASINDES
STAFF + Tratatng To Roard in: !
- Strategic Planning sad Consultants 10.000F2.2.1 02/8’ Inte-nétional training visit, pro-
definttion of roles. and 2.2.1 bably to Cali.
( 1 training visic for 2 per- Roards of - 5,000} 2,2.2. 05/81
sons: 1 course per 2 per- other insti- [ i
acaa). tytions.,
-~ Fund Raising (1 course x Intern. Traif
2 persons; coasultants) ning insti-
tes.
- Adain and Orgsnization Coansultants 5,000 3.3 09/88-
’ L L07/89




IMPLEMENIATION PLON. JULYD,

-

B

PERseN M PAGE 3
PAGIECY - acvignN BESPONSISLE aANN FUENBING TRBELT
1ITEM Cosy | ssonce aare COMMENTS
+ To B. D. in:
- Strategic Management e.1.L., or 6,000 2.2.2. Probably an international course
& financial Planning other intera. along EI.L lines.
(1 course) training ins-
titute (I.T.I}
- Exposure to HGO problems I.7.1. or Intl 3,000. }2.2. & sometime
& Themes (1 course and/or |congress. 2.2.2. [in early
international event) /89.
+ To Staff in:
— Computarization - Local Coasul-] 2,000 2.2.2 orjl0/88 There area vide rangeof National
(1 course x 6 persons) tants. 3.3 and international options to choose
from.
—~ Project snalysis I.T.I. or 10,000 § 2.2.2. early/89
(1 course x 3 persons and Staff of -
or visit x 3 person3) other support
ol'ganizatio:\.T ;
-~ T.A. techniques for T.A.C. 6,000 } 2.2.2. Late/88
(2 courses) Mid and
89.
"""""""""""""""""""""""""""""""""" N | ik "““"'}'"""“"'"'"“""“"“""'"“
[I¥. FPINANCIAL + Process aand Fund Analysts, 720,000.] Min. F1+ Finish
\SESTANCE TO approx. 20-25 msedium sized | Project se- of GIG. | by 04/89
NO0s. pTojects et an average of lection Comn-
$.40,000/project. mittee. PSC
\) Project
Funding. ’
® Develop spproval and moni-{ 8, E.D., —_—— —-—— 08/88 Prebably & version of the SDF process.
toring systea for smsll small projecys
projects. adainistrato

(SPA).




| FI
P‘l&.l
PAGE 4
'P'lt:lﬂ acTieN AESPONSIILE 11 FUNBING TRRERXF
C.Gl SQBACE SalE -COMMENTS
$$
+ Process and fund 30-40 E.D., SPA 200,000 | 2.5 Finish These are expected to be mostly in-
small projects for CAPS by 07/89|frastructure projects.
returnees and other com—
munity leaders, sveraging
$ 5-6,000/project.
+ Monitoring and evaluation
of:
- 15 projects already Analysts. | -—- 1.1, 1.2|Continucis
funded. 1.3.
- The 20-25 new medium inalysts. - b "
sized projects.
- 30-40 small projects SPA, Local The monitoring of the CAPS project
monitors. vill involve the traiming and use of
local monitors from among the CAPS
+ Develop and Install Consultants, 6,400 1.1,3.3 |01/89. returnees.

") Project

Coordination

KN

Project Tracking Systems.

D T e e e e

+ Review and distribute
Guidelines. «w bauy 0(
ot lieelom .
+ Process Approx.

10 Hini-Grants.

i e s e . . — - ——— —

+ Move from Project
to Program orientation.
-Sectoral Studies
-Sectoral seainars.
-Sectoral funding
-Field Coordination
cthrough meabers.

D.E., analys

A, E.D ———

B, €E.0D., TA¢ 10,000
Consultant 4,000
TAC, " —-————
Analysts,BE.D ?
TAC, Anslysth 2,000.

T

o - - D D i s U T e

03/89
08/88
Q7/89

- -

- ———— > ——

This theme will be one of the focuses
of the PVO training progranm.

ASINDES will try to develop at least
one coordinated sectoral peogram and
find outside funding for it.

Field coordination will be part of
the follow-up to sectoral workshops.
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PERSON Tov!
PRGIECY acTiaN RESPENSIBLE  ANNUGL FENBING  TARE PAGE 5
e w
cest |sqeace [ 113 COMMENTS
IV. COMPUTER- + Develop smembder E.D., An.lystl 6,400. j 1.1, 3.3]01/88 Programs wil' he installed by target
IZATION data bank TAC., and date, followed by gradual loading
of data.
+ Project Data Bank Consultants.
+ Financial Management systeli
_____________________________________________ ISR S S SO R —————
+ Introduce Evaluation PaCt, BE.D., }-—- -—— 08/88
v. &'::ggsztg's methodology Analysts.
LEARNING. + Evaluations of completed "~ | Analysts. === ———— 09/88 Learning program. wiil consist in
projects. 07/89 disseminating data gathere-lfrom
evaluations.
+ INtroduce Learning Program | PACT, E.D., [--- ———- 02/89
TAC.
____________________________________________________________________________ N S S LR
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Attachment 8

REGISTRO DE INGRESO

| ]

i
H

LIST OF PROPOSALS REGlS’I"ERED IN_ ASINDES-ONG -

DATE NAME OF AMOUNT STATUS APPROVED
RECEPTION :CODE PROJECY INSTITUTION REQUESTED :PROFIL:PROJECPROCESSEYES INOT OBSERVATION
09-23-96 1:Marketing Center for PYO Clients iPartness for Productivity 10.1.325.000,00] xx Rejected
) $500.000,00
10-02-86 2:Cursos Intensives de Capacitacidn Comuni-iinstitut of Cultural Affairs Q.59.343,00 %X %X Amount approved
taria ) $22.324,00 62478 0@
- . . 23518 $
1G-08-86 ZiFilosofia de la Liga de Leche Liga de Leche 0.37.501 00: xx Rejected
$14.074,00
10-13-86 4:Modernizacion del Centro Productor de bol iDIGESEPE Q0.21.766 00! xx Rejected
sas Pecuarias Familias Cunicylas $£8.214,00
10-13-36 S: Artesanal Textil Redh Integral Q.98.681 00 XX XX Amount Approved
57.233,00 Pact 120000 @Q
45283 ¢
10-27-86 6: Ampliands la Participacidn de 1a mujer en ifundacién para el Desarro- 0.59.525,00 %X %3 In Out
Empresas Procductivas 1la de la Mujer $22.466 .00
1G-2e-86 7:Desarrollo Rural integrado Movimiento de Reconstruc- XX XX Amount Aporoved
cién Rural 60,000 0
22642 $
10-31-86 8iConstruccion del Estadio Las Rosas Asociacién para el Desarro- Q.10.000,00
o de Baja Verapaz $3.774001 xx Rejected
10-31-86 9i Impulso Cestero de 1a Cooperativa el Des- iFundacidn de Reconstruccioni  Q.100.041,00 )
pertar iHumana y Desarrolio inte- $37.751,00i xx Pendirg
- . gral (REDH INTEGRAL)
10-31~861 10:Proyecto de Agua Potable fundacidn Guatemalteca pa-] 0.279.533,00
: ra el Desarrollo Carroll $143.220,001 xx Pending
Betrhorst .
11-10-86! 11:Fomento de Pequeiia Empress Partness for Productivity Q.265.000,00! xx Rejected
$152.0400,00
11-13~86] 12:Desarrollo Comunal Hsqar y Desarrollo Q.59.7187,00! xx Pending
$22.561,00




AN

REGISTRO DE INGRESO

12-15-86! 13:Centro Experimental para la Formaciin ilnstituto para el Desarrollo 04421700 XX fo Amount Approved
y Capacitacion de Promotores Agricolas iEconomico Social de A.C. 16912 47913 O
: : ’ 18080 ¢
12-10-86! 14iMicro Empresas Rurales Asosiacidn Los Mayas Q.52.500,00f xx Rejecled
$22.075,00
12-13-€6; 15:Pequeiia Empresa Artesanias Varias Asociacion Cristiana de Jo-! Q.126.456 .00 AX - | xx iRejected for CSP
venes $47.71S,00
12-13-86! 16:Pequena Empresas Vacas Lecheras Asociacién Cristiana d» Jo- Q.43.750,00 xX xX iRejected for CSP
i venes $16.509,00 '
12-15-86]1 17iProyecto Agropecuario Misidn Adventista del 7o. 0.60.000,00 %X xX _iRejected for CSP
Dia $22.642 .00
12-16-86! 18:Taller Escuela Mccdnica Automotriz Caritas Arguidiccesana Q.226.914,00; xx Pending
$£85.628,00
12-16-86: 19:Cenirs Dasarrollo Comunitario integral Fe y Alegria 0.520.000,00: xx Pending
$196.226 00
12-16-86; 20ilnstituto de Produccidn y Capacitacién Fe y Aleqria 0.263.000,00i xx Pending
$992.245,00
12-17-861 _21:Programa de Capacitacion Comité Central Menonita Q.15.000,00f xx Pending
. $5.660,00
12-18-86i 22iPrograma de Consecucidn de Empleo Comité Central Menonita Q.12.000,00; xx Pending
$4.528 00 )
01-23-87i  23:Pequena Empresa Productoras de Sal DEFANCO 0.52.000,00;. xx XX %X Amount Approved
$19.623,00 59,850 Q
: 22,585 $
02-18-871 24iAmpliando 1a Participacion de Ia Mujer en iFundacion para el Desarro~- 0.28.630,00 Amount Approved
Empresas Productivas o de 1a Mujer $10.823 .00 XX x% 30324 0
11,443 $
02-18-87  25iProducciin de Pashte FUNDACED! Q.120.000.,00 xx %% Amount Approved
: $45.283,00 120,000 0Q
- 45,283 $
02-19-871_ 26iAsesoria Técnica en Aspectos Agricolas, :Fundacida Carroll Behrhorst Q.2.737,001  xx xX oo d Amount Approved
Pecuarios y Nutricionales a \a Comunidad $1.023,00 2,73t 0
de Chichou 1,033 $
02-27-87: 27:Proyecto Aaricola Cerro de Oro Asociacidn Cerro de Oro Q.27.700,00 xx Pending
$10.453 00




REGISTRO DE INGRESO

02-27-87i 28:Impulso Agricola Ramot Fundacidn para la Pequeia 0.60.000,00i xx Perding
Empresa $22.642,00
02-09-87: 29:Granjas Comunales Asociacion Pequeiios Aqri- 0.20.000,00! xx Pending
cultores $7.547 00
01-25-87! 30:impulso Talleres Productivas Alberque Juvenil José Gil- 0.120.000,00; xx XX XX XX Amount Approved
berto Flores Vides $£45.263,00 120000 O
. B 4523 ¢
02-18-87i 31iBombeo de Agua con Gasificador: CEMAT 0.23.252,00; xx
. $8.774 .00
03-10-87: _32:Habilitacién Capacidad Productiva , Madu=~ iCooperativa e] Conacaste, Q.170.457 .00 XX Pending
los de Rieqo, San Miguel Conacaste RL. $64.52Z 00
03-10-87i 33:Capacitacion Promotores Rurales Vision Mundial Q.139.524 00i xx Pending
$£52.€51 .00
03-11-871 34:Ampliacién de Acueducto Comunidad ] Terreroy Co-i 0.171.040,00i xx
rral Chiguite $€4.543,00
02-11-87F ISiFormas Asociativas de Produccion FEDECOAG 0.50.000,00 xX Pending
$18.663,00
03-1€-87! 36ilncremento Actividad Pesquera Cooperativa Tesoro del Mar Q.50.000,00i xx Pending
. $18.863,00 ¥
02-02-87:  3I7iEmoresa Exportadora de Verduras Frescas: AC'UALA Q.800.000,00 xX XX Processed for
y Congeladas $301.887,00 120000 O
45283 §
03-16-87: 38:Fortalecimiento iistitucionsl y Fondo Ro= iAsocfacion de Beneficiencia 0.120.000,00: xx XX %X x3 Amount Aporoved
tativo para la Siembra de Hortalizas Fa~ iCristiana $45.283 .00 120,000 Q
imiliares 45233 .§
03-16-87] 39:incrementar la actividad Pesquera en Gua-iCooperativa Las Lisas 0.50.000,00! xx Pending
temala - $18.868,00
03-17-87i 40:iGraneros Comunales Comunidad Santa Maria Ix~
tahuacan %X Fending
06-01-87: - 41:Fortalecimiento Institucional y Aprovecha jAsociacion Cristiana de J5-! 0.120.000,00; xx xX %% %X Amount Approved
imiento de Areas Marginales venes $45.2€3,00 120,000 0O
45,283 ¢
07-15-87] 42iintroducciin de Aqua Potable Visidn Mundial internacional Q.45.000,00 XX xX xX Amount Approved
$£16.981 ,00 45000 ©Q
16981 §
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FEGISTRO DE INGREZO

28-02-87: S6:Edicion Mensual del Feriddico La Fraqua Centenaris Casa de la Cul- Q.13.300,00: xx Rejected
tura de 2acapa $5.774 00
<8-02-37:  57:Becas de Estudio Fara Indigenas Potres Casa indiaena Miller Q.15.000,001 xx Pending
D2zplazsdes y Huerfanos £5.660,00 .
23-09-87i S&ils Casa del Abuelo Feliz Sociedad Guatemaltecaparai.  0.20.000,00! xx Fending
- ¢l Desarrollo Intearal Co~ $7.547 00O
munitario (20D A2)
28-02-87: 59:Proyacto de Desarrollo Garadsio Comité Autogestisn San 2.20.000,00 xx Pending
.iMiguel Conacaste $7.547.00
28-05-27: 60:Complemsnto de Infraestructurs Fisica Akeargue Juvenil "Joss Q3055300 xx Farding
Gilberto Fleres Vides™ $19.077, 00
28-09-37: 61:Programa para los Nifos de 1a Calle Cus= iLa Hovena Q 100,000 00 XX - Fending
temaltecos .3T.734 .00
SUB TOTAL TO 09/04 /87 Q 2,172 125 AMOUNRT APPROVED 1,101 460 Q
- i i !
SUB TOTAL T0 09704 /87 3 3,086,459 AMOUNT APPROVED 415,645 $
RATE 265 %




ICA

IDESAC

‘BEMRHORST
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MGRR

F.D.M.

DEFAMCO

REDH

ALBERGUE

JUVENIL

AQCOJ

ABC

CCC.F‘

NUEVOS
HORIZONTES

Attachment ¢

List of Projects Approved

Project Date Approved

Training 2/23/87
Courses

Training Ag. 3/7/87
Promoters

Community 3/5/87
Work: Chichoy
Production 3/19/87
of Pashte

Intergrated 3/726/87
Rural Development

Women in Small 3/27/87
Enterprises

Small Produc- 4/7/87

ters of Salt

Artesan Textile 4/9/87
Production
Support/Equip 4/9/87
Workshops
Operation 8/11/87
Support
Operations 8/14/87
Support and
Planting Credit
Operation 10/13/87
Support Micro
Enterprises
Construction 10/14/87
of Housing

(Life of Project)

62,448

47,913

2,737

120,000

60,000

30,324

59,580

126,000

60,000*

120,000

60,000*

120,000

13,158

years
year
months
years -
year
year
year
years
years
years

years
years

months




Beriod of

Institution Project v Amount Approved Proiject
FE Y Improve 10/21/87 60,000 1l year
ALEGRIA Training Center

TOTAL 981,460

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



, Attachment 10

goat herding.

PROJECTS FUNDED  1987-1988 PACE #1
‘JINSTITUCTON PROJECY TITLR LOCATTON BENEFICIARIES ANT ASINDES COUNTER STARTING DURATION ODMMENTS.
AW TYFE $ PART DATE (years )

1)

TCA "Capacitacién San MIguel 150 23,097 11,548 3-1-87 1 Year
Comunitaris” Conacaste Community renevable
Training: Community Leaders
Leaders in Project
Identificatiocn and
Implementation.

2) .

EDH "Textil Artesanal” 15 Aldeas 350 22,000 10,000 5-1-87 1 Year Revolving Loan

INTEGRAL Handcraft produc- Chichicaste- widows renevable fund. Market
tion by highland nango. limitations.
widows.

3)

M.G.R.R. “Desarrollo Rural 16 Aldeas, 1,200 rural 22,000 43,134 3-1-87 1 Year Revolving loan
Integrado" Izabal families fund if renewed
Integral Rural
Development.

4)

IDESAC "Centro Experimental” San Rafael, 93 rural 19,165 19,220 4-1-87 1 Year
Agricultural Sacatepequez community leaders
Training and Fxtension

5)

DEFAMCO “Empresas Produc-~ Sipacate 10 22,375 23,290 4-1-87 1 Year Revolving lozn
tores de sal” Escuintla families fund.
Production and Extensioan: fall
sarketing of salt in prices.

)

BEHRHORST "Asistencis Pecua- Chichoy 72 1,095. 375. 3-6-87 172 Year ~
via Traiaing Chisaltenan- highland
highland widows in go. widows

>
[y
<
_




PROJECTS FUNDED

1967-1908

oN PROJECT TITLE LOCATION SENEFICIARIES AMT ASINDES CODINTER STAERTING DURATION OINENTS.
AND TYPE $ PART DATE (years )
3] “
ACEDI Produccibn de El Islote, 25 24,000 3,000 3-1-87 1 Year Revolving loan
. Pashte" Production Taxisco families renevable fund.
and Commercial- Santa Zoza Extension.
ization of pashte.
)
DM “Participacion de 5 Sub- 10 10,908 5,560 3-1-87 1 Year Revolving loan
la Mujer en F‘p:e- projects families fund.
sas productivas
Small and Micro- g:‘l:.:ll’; 8;
enterprise for Guatemala (1)
women.
) .
Albergue “Talleres Producti- Quetzalte- 305 24,000 10,000 9-1-88 1 Year
Juvenil. vos" Vocatioaal nango. youth Tensvable
Training for orphans
10)
A.C.J. “Aprovechasiento de Tierra 100 24,000 4,000 8-17-87 1 Year
Tierras Marginales” Nueva, families renevable
Reforestation Guatesala
11) i
.B.C. "Sieabra de Horta- Villa Ca- 60 24,000 6,000 8-17-87 1 Year Revolving loan
1izas". Production nales families renewvable fund.
of vegetables oa Guatesala
family farms.
12)
ision “Agua Potable" Acatenango 490 18,000 33,828 10-1-87 1/2 Year
ial Potable water Chimaltenango families
13) v i
uevos "Construccion de Salané, 20 5,263 34,560 10-1-87 1/2 Year
rizoates Viviendas"” Wousing Baja Verapez families .

Coastructioa.




PACR # 3

FROJECTS FMDZS 1967-1968
INSTITUCION PROJECY TITLR LOCATION BENEFICIARIES AMT ASINDES ODUNTER STARTING DURATION  COMMENTS.
A TYPE s PART -DATR (yeers )
14)
1Nueva Vida "Capacitacibn Peque- 61 projects 196 2&.000 1.000,000. 10-1-87 1 Year
fios Empresarios” 15 Depart- persons renewable
Trairiag for 11 aments
and Micro-entre-
preneurs.
15)
Fé y Ale- “Centros 5 y 10" Ciudad 208 24,000 42,640. 11-1-87 1 Year
gria. Vocational Training & Guatemsls; persons
Agricultural El Jocote,
Training Chiguimula.
16)
{REDH 2nd Year Renewal 24,000 10,0006
17)
FFUNDACEDI " " " 24,000 3,400
18)
[Albergue
Juvenil " " « 24,000 26,734
19) |
A.C.J. w " " 24,000 4,000




PROJECTS FOWDED  1947-1908

PR F &

TESTITUCTON POONKCY TITIR LOCATION SENEFTICIARYES AMT ASTINDES QOODUNTER STARTING DURATION ODMMENTS.
A TY?R PART DATR (years )
R0)
I.B.C. 2nd Year Renewal 24,000 6,649.
21)
?lueva Vida “ " " 24,000 1,263,000 Total: 431,903
AS?RLC
MAY-17-88



Attachment 11

LIST OF TECHNICAL ASSISTANCE EVENTS

Subject Dates - (all 1987) No. of Attendees
Seminar: Fund Raising 6/11-12 17
Seminar: Project Supervisicn 6/25-26 29
- Seminar: Project Formulation 8/4-11 22
8/14 15

Seminar: Networking; Foro
Inovacion 1987 10/5-9 63

TOTAL: 18 days 146
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A. BACKGROUND
1. Development and Purposas of FOPRIDEH
a. Development. The Federation of Private Development Orga-

nizations of Honduras (FOPRIDEH) was founded in November 1882 by a
group of eleven private development organizations (PDOs)* to
represent, coordinate and encourage 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 to coordinate partial sectors within the Honduran
NGO community which eventually failed, mired in internal disputes
and political controversy: in the 70’s, CEDEN (Evangelical Com-
mittee For Development and National Emergency) attempted to coor-
dinate refugee assistance; and a group of Catholic-affiliated NGOs
associated with the Social Christian movement founded CONCORDE
(Coordinating Council fFor Development), which fFunctioned from
1971-78.

FOPRIDEH has tried to profit from the lessons of these earlier ex-
periences in its efforts to represent, coordinate and support the
NGO sector. It has grown and prospered, greatly expanding its
membership and activities; in the process, it has fFaced bothk in-
ternal issues and those 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.

—— —— o —— - — ¢

* On the use of the terms NGO (non-governmental organizaticn) 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 (while it also applies to cooperatives, unions
and others, these are not included the current usage). PDO ap-
plies only to organizations predominantly involved in development
(though some may also engage in relief activities). PDO is the
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 PD0O will be used only to refer to development
organizations, excluding those working only in relief or charity,
and is used for FOPRIDEH affiliates.



b. Purposes. FOPRIDEH'’s stated purpose and objectives are

to unify its members in support of development objectives; provide
For the exchange of experiences and human and material resources;
contribute to the development of its affiliates; promote a climate
and laws favorable to development and to PDO activities; and Fa-
cilitate communication and relations between POOs and Honduran
government agencies and other national and international entities
interested in Honduras' development.

FOPRIDEH's basic principles require it to eschew discrimination or
pasitions 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 philuosophy of development, FOPRIDEH is current-
ly seeking to develaop a mors precise conceptual framework, which
will be discussed later in this report.

2. USAall Swpport for FOPRIDEH

In 1984, FOPRIDEH presented a proposal to U5AID/Honduras request-
ing support to help it Function as a coordinating umbrella for
PDOs, including funds fFor training. The USAID Mission saw
FOPRIDEH as a ready made vehicle fFor implementation of an umbrella
project, which had been discussed previcusly within the Mission.
The Mission’s interest was based on its desire to support an in-
digenous and coordinated privatae 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 fFor 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 fFunding
projects (about 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 cutside technical assistance to develop its capa-
bilities both as a coordinator and support mechanism for NGOs and
a project fFunding mechanism.

In March of 1985 the USAID Mission authorized two Operation Pro-
gram Grants (OPGs) to FOPRIDEH. One was a local currency grant
(From ESF funds) of 10 million Lempiras (the equivalent at the
time of $5 million) over a five-year perind. The other was a dol-
lar grant of $500,000 for three years from DA fFunds to provide
technical uassistance for creating an institutional framswork to
allow FOPRIDEH to provide coordination and assistance to NGOs.

L

0
R




The two OPGs have been treated as one for purposes of project
reporting and management,

The three components of the combined project are institutional de-
velopment, d=velopment Funding activities and administrative sup-
port. The imacituticnal development component is funded out of
the dollar OPG, 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, LB8.125 million
was to be provided over three years to Finance development sub-
projects of both member and non-member organizations; the remain-
ing L1.875 million was to cover administrative support--personnel,
overhead and capital costs--for the first three years of the pro-
ject.

The projected end-of ~project results for the combined project are
as follows: FOPRIDEH will be a fully staffed, equipped and
functioning organization with the institutional capacity to fFully
execute its mandate; FOPRIDEH will have provided fFinancing for an
expected 40 to SO subprojects for a total amount of L8, 125,000;
and training and technical assistance will have been given to
FOPRIDEH's affiliates, enabling the private development community
to better serve their beneficiaries. In addition, FOPRIDEH is re-
quired to comply with its fFundraising plan (which has been incor-
porated into the grant agreement by a recent amendment) and report
regularly on its progress toward self-sufficiency.

After getting off to a slow start--it took the rest of 19685 to
satisfy the Conditions Precedent, including setting up accounting
and project selection procedures and other systems--FOPRIDEH began
to approve projects and was moving money quickly in 1886. In No-
vember of 1886 the USAID Controller’s 0Office conducted an adminis-
trative/Financial analysis which resuvlited in a number of recom-
mendations regarding FOPRIDEH's accourting and administrative sys-
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 dishursement of LZ million was made in April 1987. The
evaluation finally took place in July 1887. The evaluators did
not find any major problems with the two OPGs, but did recommend a
number of programmatic changes (see next paragraph), and noted
that slow disbursements by the Mission had adversely affected the
implementation of the project. As a result, another interim L2
.million disbursement was made in August 1987 to permit funding of
a backlog of approved projects pending implementation of the
evaluation recommendations. An additional L1 million was obligated
in November 1387. In order to extend the grant termination dates,




FOPRIDEH was asked to submit plans for impact evaluation of sub-
projects, technical assistance and trainirng and attaining self-
sufficiency. These plans were presented to the Mission in March
1988 and subsequently accepted.

Through the latest amendments (June 1S88J the programmed funds un-
der these 0OPGs have now been fully obligated and the termination
dates have been extended through March 31, 13889 for the dollar OPG
and December 31, 1990 for the local currency 0OPG. A number of
program changes have also been made; most were in response to
recommendations in the 1987 evaluation. The substantive changes
include authorization to use dollar OPG furnds 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 assistance and fundraising objec-
tives and plans; permission to FOPRIDEH to use a portion of its
local currency funding for loans instead cf grants to PDOs;
restriction of FOPRIDEH subproject funding only to PDOs and
voluntary associations with "personeria jurlidica” (legal stand-
ing); removal of the one-time-only grant restriction; and removal
of USAID’s veto power over subprojects.

While the purpose of the present evaluation is to analyze compara-
tive experiences of different types of NGO Funding and support or-
ganizations financed by RID, rather than to esvaluate 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 organization’'s progress and
its relationship with AID., Therefore, this report identifies a
number of issues which have affected implementation of the
FOPRIDEH OPGs. Tnese 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
17-24¢. The observations in this report are the result of that in-
vestigation, which included interviews with 24 people and visits
to beneficiaries of three organizations supported by FOPRIDEH. A
list of persons interviewed and visits appears as Attachment 1.

B. INSTITUTIONAL ORGANIZATION AND EFFECTIIVENESS

l. Qrganization

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 Assembly, the Board of Directors and the Ex-
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. General Asgsembluy. The Assembly is composed of one repre-
sentative for sach member organization, and holds supreme
authority within the Federation. It meets twice a year in regular
session. Extraordinary sessions may be called as needed,

The functions of ordinary Assemblies are to elect the memhers of
the Board of Directors and the Executive Committee; 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 bylaws and
statutes, transfer property, dissnlve the Federation, affiliate
with or incorporate other national or international organizations,
ratify agreements made by the Board of Directors with national and
international organizations, remove members of the Board of Dirasc—
tors or Executive Committee, or deal with other matters deemed by
the Board of Directors to be of an extraordinary nature.

Any PDO, national or foreign, which can demonstrate two ysars’
direct field experisnce implementing projects in Honduras is
eligible to apply for membership in FOPRIDEH. At the time of the
evaluation, FOPRIDEH had 32 members; at least S5 new members are
expected to join by the end of this year (there are currently 32
organizations in Honduras which are classified by FOPRIUEH 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. 0Only about 20% of the member
POOs have a religious affiliation. Many of the local PD0s, while
small, are reasonably well developed institutionally and havz a
strong sense of Honduran identity. Over half of the foreign-
affiliated PDOs are directed by Hondurans. (See Attachment 3,
Membership List).

b. Bgard of Directgrs. 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 voice but no vote, Members are elected
for a period of two years and can be reelected fFor an additional
period.

Members of the current Board were elected in May of 1588; they
represent three local and two internationally affiliated PDOs.
All of the elected memhers are Hondurans; three are women. (See
Attachment 42,

The Board is empowered to structure and implement the activities
necessary to achieve the Federation’s objectives; propose norms




and methods for collaboration and cooperation among member organi-
zations; manage the relations of the Federation with the Govern-
ment, natiomnal and international organizations and the general
public; present activity reports and Financial statements, budgets
and other necessary documents to the Assembly for approval; and
name the Executive Director and work committees deemed necessary
for its activities. The President of the Board is the legal rep-
resentative of the Federation. Has or she may delegate some or all
of the functions of the Presidency to the Executive Director (in
actual practice the current President has invested the Executive
Director with practically all the powers of the Presidency).

c. Executive Committee. The Executive Committee serves as

an oversight mechanism 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 periods. The current members are listed in Attachment Y4;
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. Qther 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 (the Financing Committee, or CODEFIN), which will he
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 sectoral committees (see Attachment 2J.

e. 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. The 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 Amalysis and Monitoring and Special Activities
(see Attachment 2). The compaosition and functions of these de-
partments are discussed in section B.2 below and the appropriate
functional sections following.



f. Relatignships and Issues. FOPRIDEH's structure reflects

its identity as a federation, in which the membership (the Assembh-
ly) has the maximum authority and the member-controlled Board of
Directors is the executive body--member control is built into
FOPRIDEH's structure. A number of issues relating to control have
arisen, affecting relationships among members, and betwsen mem-—
bers, the Board, Executive Committee and staff, FOPRIDEH and its
members are currently engaged in trying to clarify and resolve
these issues.

Relations among Members. There have been divisions among

the member organizations which have at times been reflected in
disputes within its governing bodies. The majcr issues which have
divided the membership concern the AlID-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 related issue of FOPRIDEH's basic purpose and
direction. Caoncern 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 AID OPGs gave
FOPRIDEHK the means 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 considerable discussion
of how to restructure the financing program so as to retain its
benefits while minimizing its liabilities (see sections B.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 framswork for FOPRIDEH,
to clarify its objectives and direction (see section B.4 below).

Some comments were made during interviews which indicated there
may also be some sense of rivalry betwsen member PO0Os and FOPRIDEH
for availlable funds. There is saome perception that, if FOPRIDEH
gets funds from donors, there will be correspondingly less for its
member P0Os. 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.

Recommendatign - 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 PDOs.

Member/Board Pelatigns. Conflicts have at times affected

member/Board relations, including use of the Exmcutive Committee
to oppose the Board. This illustrates the fact that the dual
Board/Executive Committee structure provides an extra mechanism to
facilitate member control, but also lends itself to use in inter-
nal conflicts.




Nember/Staff Relationg. There is a fairly widespread sense

among the memher orgenizations that the staff is too expensive.
This seems to be based on at least three different considerations:
FOPRIDEH staff are paid more than most PDO staff; members feel
that the staff is ahsorbing funds that could go more directly to
benefit the members; and members fear FOPRIDEH will be unable to
sustain the current staff when AID funding ends. There is also a
strong fesling amaong 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 management,
staff training and the use of the dollar 0OPG, and have also been
at variance with USAID’'s perceptions that more staff is needed for
some fFunctions (see section B.2 below),

Board/Staff Relations. Interviews with both Board and staff

members indicated considerable 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
an 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 praoblem is aggravated by FOPRIDEH's
structure, which gives all power to the Assembly and the Board,
and does not clearly specify the role of the Executive Director or
the staff.

Recommendatign - Regulations (reglamentos) 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 should be defined by the Board to guide
staff actions, to avoid inconsistent case-by-case interven-
tions which interfere with both efficiency and morale.

2. Personnel
a. Compgsition and Quality of Staff. 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 female (Project Analy-
sis/Monitoring)., (See Attachment S5),

As noted above, there are three departments. The largest is Pro-
Ject Monitoring and Analysis (DASP), with two analysts and three
field supervisors. This departmant 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 projsct management agreements hetween FOPRIDEH and
USAID C(PROALMAY in one case and The Population Council in the
other (discussed in section B.3 bhelow). The Special Activities
Departmaent deals with training and technical assistance to NGOs;
it is staffed hy a coordinator and an assistant.

While it is generally agreed that the current staff members are
competent and qualified, there are, as has been mentioned, varying
assaessments as to the need for additional staff. The membar 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
more staff; and the USAID Project OFficer considers the staff to
be too lean, particularly for administering the PROALMA project
and developing other reimbursable services and fundraising needed
to promote self-sufficiency.

With regard to the PROALMA project (a 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 fFrom the fact that FOPRIDEH took it aover
in mid-stream and encountered resistance to its intervention from
the implementing agencies, than from laclk of staff. These prob-
lems now seem to have heen resclved and grant management appears
to be proceeding normally. In any case, any such contract manage-
ment agreements either do or should pay for the necessary staff;
and staff salaries should be cavered by the fFees charged for other
reimbursable services (see 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 FOPRIDEH's 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
fFor under existing funding agreements.

b. Pergonnel Poligjes and Practices. 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 member PDOs. The rationale fFor 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 fFor in FOPRIDEH's personnel policies. The result
is that staff salaries have dropped below the amount contemplated

.(,‘;{\-
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‘n the AID OPG budget (FOPRIDEH's Executive Director claims that
the organization has been functioning for Four years on the amount
programmed for 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 AID funding ends.

Eecommendation - 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 far a predetermined period, but otherwise a
realistic raise policy should be instituted, perhaps varying
by salary level. 0Once a policy has been negotiated on
realistic terms in light of probable future resources, case-
by—-case Board intervention should be avoided.

c. Iraining. The USAID dollar OPG was originally intended

to train FOPRIDEH staff as well 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 (the 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 PDO 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 (see the Program section, C.3, for discussion of PDO train-
ing). FOPRIDEH staff members are assigned to attend training
courses or seminars sponsored by FOPRIDEH or others. but many feel
this is insufficient and there should be a more systematic ap-
proach to staff training. A specific need expressed was for com-—
puter training.

Recaommendatign - Staff training needs should be assessed

and plans to meet them incorporated intoc the overall training
plan for POOs. Assignment of staff to specific training
courses should be determined to the extent possible by the
needs assessment. I[f possible, the most urgent specific staff
training needs should be programmed with remaining OPG funds.

3. Financial Soundness

a. Operating Expenses. FOPRIDEH's actual operating expenses

for the periecd January 1 through July 31, 1988 totalled L413,646
($206,823); operating revenue totalled L278,616 ($139,308). Oper-
ating income (apart from grants received) covered 67% of operating
costs for the first half of 1988 (see Attachment 6). Operating
expenses took 28% of the total budget during this period. The AID
grants now cover the bulk of FOPRIDEH's operating expenses, allow-
ing 1t to save to help cover expenses when the grants end. SRS

/'pﬁ
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Almost all of FOPRIDEH's operating income during this period was
derived from interest on ohligated AID subproject funds held on
deposit (about 67% of total income’ and overhead allowances for
project management (30%), consisting of 4.5% on subproject grants
and percentages on the PROALMA and Population Council projects
handled by FOPRIDEH. Member dues and affiliation fees accounted
for only about 2% of incomse.

With regard to operating expenses, “46% went to salaries and bene-
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 fram interest on
AID fFunds. While FOPRIDEH has gottan 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 (see below), it will
be necessary to cut at least one person from the Special Ac-
tivities department (trainingJ) 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 tao help
FOPRIDEH cover operating costs is also discussed in the fundrais-
ing section below.

b. Program Funds. FOPRIDEH's current sources of program

funds are the USAID OPGs for subproject funding and train-
ing/technical assistance ($5,500,000 total LOP fundingl), and an
AID grant of L1,700,000 ($850,000) 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 distribution to
NGOs, for a total value of LB6,000 ($33,000).

Thus, virtually all program funds currently are from AID, and
these grants will terminate in 12/88 (PROALMA)Y, 3/88 (the dollar
0OPG> and 12/90 (local currency 0OPG).

A recent change within the local currency 0OPG allowed a portion of
the funds to be used for loans to POOs rather than grants
(L750,0003. FOPRIDEH intends to make more use of loans with the
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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 i1mpor-
tance as loan funds grow.

Egcommendatign - 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 (IDBJ) Small
Projects program for L1 million ($500,000) for a small credit pro-
gram, with a non-reimbursahble component of $68,000 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 L400-
600,0C0 ($200-300,0003 in program Funds to FOPRIDEH. There is
also a possibility that this UN grant could serve as counterpart
funds to leverage an additional L600,000 program grant from Spain
using European Economic Community funds. Other pending proposals
for program funding include a request to the Inter-American Foun-
dation for LB6B,000 for a rotating credit fund and a training cen-
ter, a proposal to OxFam fFor L228,000, and one to the Naumann
Foundation for L235,000 (part of which would be for operating
costs).

FOPRIDEH has clearly been working hard to get program funds from
non-ARID sources. However, all the above proposals would provide
approximately $1,78%,000, 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 POO demand for FOPRIDEH support in training
and technical assistance as well as project funding is increasing;
and at a point 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 organization 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.

Y
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c. Fundraising. With AlD-supported technical assistance

from PACT in early 19688, 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 1889, include as a first
step, definition of institutional policy (the conceptual framework
referred to earlier, discussed in section B.4 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 fFunding sources in the US, Canada and Eurcpe (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 (dis-
cussed below) and raises the possibility of obtaining income
through productive investments such as an office building (as
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 lang-term advisor (see section B.8 below).
The plan contemplates the need for additional staff and/or consul-
tants to carry it out. AID dollar OPG funds have baeen
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 fFrom sources other than AID, with some success-—-
some European Funds have bheen obtained, in addition to the IDB
loan and supporting technical assistance grant, and a number of
other proposals are pending, as noted in the foregoing 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. Houwever,
Eurcpean 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
fFlow 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 (similar to what HARUA has done in Haiti).

J
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FOPRIDEH is now following a clear, well-conceived strategy for
achieving greater self-sufficiency, with AID support. Howsver,
this process got started rather late in the game, in part due to
FOPRIDEH's concentration on subproject funding to the detriment of
other activities and in part due to a change in emphasis within
the USAID Mission (which will be discussed in section D.3 belowy,.
While self-sufficiency was always an objective of the 0PGs, it
recelved very little emphasis during the first two years of imple-
mentation. A USAID policy shift in 1887 resulted in much more at-
tention to this issue and consequently greater praessure on
FOPRIDEH to undertake the efforts toward self-sufficiency now un-
derway. However, the larger political context referred to above,
together with a deterilorating 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 lass 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 NGO 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 0PGs, other approaches con-
sistent with its policy and resources may be feasible. The major
possibilities would involve further specific subproject funding
under one of USAID’s existing sectoral programs, an endowment,
and/or reimbursabla service arrangements such as grant management
(the latter will be covered in the next sectionl.

B mmen jon - Provided that FOPRIDEH continues in-

tensive efforts, satisfactory to USAID, under its salf-
sufficiency plan (including local as well as international
fundraising), USAID should consider further specific sectoral
program funding Cwith some overhead allowance) 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 below (if not funded

by IAF).

d. Reimbursable Services. 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

',yz“'
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of equipmeant which could bhe used in the center have alrsady bheen
received., In addition to using it For its own programs, FOPRIDEH
plans to rent this equipment—--and would also rent the training
center Facilities--for training or other purposes consistant with
its objectives., In addition, the plan contemplates aoffering ser-
vices such as accounting, computer work and project preparation,
as well as expanded technical agssistance, 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 tao
encounter resistance in principle fFrom the NGOs. However, there
is probably a fairly low ceiling on the amounts which can bhe
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
monitaring, fees for the various services can be bailanced 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 membership dues, which help cover its
services. Member organizations currently pay annual dues of LZ00
($100 at the official rate of exchange; much less at the actual
rate’). Many member corganizations agree that FOPRIDEH needs more
support from its members and that dues need to be increased; a
level of LS00 has been suggesited as a first step, rising eventual-
ly to L750 or L1,000.

In addition to services to the NGO community, FOPRIDEH seeks to
increase its activity in managing projects For doror agencies.
Currently, as already noted, FOPRIDEH is managing two such
projects, the ARIOD-Funded PROALMA project and one for The Popula-
tion Council. It will derive a total of L283,496 ($14l,748) in
income for managing these projects, both of which end in 1388.
Because of the indicated limitations on income derived from ser-
vices to NGOs, managing projects for donor agenciss should be
pursued to augment income from services. Although there have been
difficulties with the PROALMA project, they appear toc have been
overcome; FOPRIDEH’s management of the Population Council project
has gone well. Therefore, this existing cepability should be used
s0 that the experience gained by the staff in charge is not lost
when the current projects sustaining them end.

Recommendation - FOPRIDEH should make intensive efforts

to interest other donor agencies in 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 FOPRIDEH's sustainability.

¢ !1)
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e. Einancial Controls and Audits. Both the 1987 evaluation
and USAID action memoranda recognize that FOPRIDEH has developed

adequate Financial management procedures. A Novemher 1986 admin-
istrative/Financial analysis by the USAID Controller’'s OfFice
identified needed improvements in accounting procedures which were
subsequently implemented 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.

%, Ingtitutignal Planning and Programming
a. Conceptual Framewgrk. FOPRIDEH’s 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 RID-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 developmant 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 seems to be a desire to resolve its institu-
tional problems and develop a stable organization which can effec-
tively address Honduras’ socioceconomic 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.
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While it is premature to speculatw on the content of this docu-
ment, it will probably comprise a brief analysis of the situation
in Honduras and a general definition of development as humar-
centered, taking into account the human need to bhoth be and have
more and so become more Fully human., The specific components of a
FOPRIDEH development model are itkely 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
beneficiarises.

Whatever the Final Form and content of this framework, it will
serve as the basis fFor decisions on restructuring the subproject
Funding program and for implementing the fundraising plan de-
scribed above and other specific plans noted below. [t should
also help clarify relations hetween FOPRIDEH and its member orga-
nizations and promote cogperation 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-
praoject impact evaluation, which will be discussed specifically in
subsequent sections of this report. These plans should be incor-
porated into an overall comprehensive plan based on the conceptual
framework and translated into specific annual workplans.

Recommendatign — 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.
S. Information Collectign and Disgeminatign
a. Program-Related. A survey of member organizations con-

ducted in 1987 verified the need fFor 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
caompleted 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

W
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Oxfam to cover some information system costs is still pending. It
is important that these activities proceed as quickly as paossible,

Other activities relating to dissemination of program information
have been limited mainly to publication of a periodic bullstin on
development topics, courses and events as well as news aof FOPRIDEH
and its affiliates. FOPRIDEH has also produced two publications
on the characteristics and role of PDOs in development, and the
need to develop a development perspective beyond specific project
activities, There has also been some press coverate to help in
crease public interest in PDO activities,

b. Qrganjzational. Organizational information has baen

limited to the bulletin and a couple of promotional pieces to
date. Once the conceptual framework is approved, it is
anticipated that new descriptive and promotional material will be
prepared, particularly for fundrailsing purposes.

6. Subproject Preparatign, Review and Selaction

This topic was covered exhaustively in the 1987 evaluation and
wasfound to be Functioning well. Recommendations for improvement
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 eslements 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 na
gspecific plans to modify them at this time.

a. Qblectives and Priogrities. The purpose of the subproject

fFunding program is to support PDOs in carrying out their
socioceconomic development activities to bhenefit the marginal urban
and rural population. Use of local resources and labor is
gstressed, 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 develocpment or other service
needs. All 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 Procedures. Eligibility criteria apply to

the institution seeking funding, the praject itself and the bene-
Ficiaries of the project.
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years of experience in development, and are non-profit OPDs or
similar institutions with legal standing (personerla juridica) or
which are in the process of aobtaining it. (Note that this
restriction was recently instituted as a result of an evaluation
recommendation; previously other types of ingtitutions without
personeria had been eligible and many have been funded, including
beneficiary organizations such as cooperatives and "patronatos”).
Membership in FOPRIDEH is not required. Institutions must have
sufficient qualified persaonnel to implement the project; previous
expearience and evaluations will be taken into account in deciding
eligibility.

There is a specific weighting suystem for distribution of FOPRIDEH
resources among different types of applicant institutions, taking
into account their experience and capacity, their geographic loca-
tion, whether they are local or foreign, religious or secular, and
members or nat.

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 fFunds 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 fully in the praject, including identifying
the problem and collaborating in its soclution. KkKey socioeconomic
variables will be considered, and credit heneficiaries must
demonstrate their capacity to repay.

There are no expressed priorities or criteria with regard to gen-
der except prohibition of sex discrimination; participation by
women is somewhat low (see Program section).

Recommendation - The statement of priorities and project
and beneficiary criteria should stress the importance of
trying to reach and include women in funded projects.

Subpruiect review and analysis is the responsibility of the Pro-
Ject Analysis and Monitoring Department (DASPJ. Final approval is
by the Finance Committee (CODEFINJ; 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 fFinal approval rights, but by recent amendment to

]
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the OPG this has been eliminated, in accordance with a recommenda-
tion in the 1987 svaluation,

The CODEFIN is mada up of the Executive Director (who has a double
vote in case of a tie), three representatives of member PDOs '
(elected by the Assembly’, three membhers of the private/sccial
sector and a USAID representative with voice but no vote. Sub-
stitute members are also selected. The CODEFIN meets as required
to approve projects, usually monthly.

Briefly, the analysis and approval process comprises the following
steps: preliminary discussion of the concept; determination of
eligibhility and acceptance for analysis based on a project profile
and supporting documents; presentation and analysis of a Full
proposal, 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 rejecticn;
notification to the applicant and, if approved, and after com-
pliance with any conditions precedent, preparation and signing of
an agreement and disbursement of funds.

The 18987 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. Uglume and Quality of Propgsals. Since FOPRIDEH's sub-
praoject grant funding program began operating in 1986, 63

propusals had been received as of July 31, 1888, of which 37 have
heen approved, 21 rejected, 4 withdrawn and 1 is still pending.
Under the new luan program two requests are pending.

According to OASP 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. Subprolect Monitoring and Evaluyatign

"DASP staff regularly monitor funded projects through a series of
field visits as well as raview of periodic written reports from
the NGO responsible for the project, as well as less formal commu-
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nicetions and contacta. Other FOPRIDEH depurtments may also bhe
involved in manitoring as necessary, such as the Executive Direc-
tor, Accounting or advisor(s)., All monitoring procedures are
cluarly set forth in a manual, JFollow-up procedures vary accord-
ing to the needs and «apacity of the recipient institution; three
specific levels are set forth in the project monitoring manual,
tailored to recipient organization characteristics. The manual
defines the purpose of monitoring as objective determination of
implementation progress, in accordance with project goals and
planned timeframe, as well as use of project Funds., DASP prepares
a monitoring plan for each project before an agrsement is signed,
according to guidelirnes laid out in the manual; the plan is
reviewed regularly during the course of the project and revised as
necessary .

The usual procedure, according to DASP, is to make a visit about a
month after the first disbursement, to make sure that implementa-
tion is off to a good start. As well as reviewing reports (usual-
ly made quarterly), visits are usually made at the time of sub-
sequent disbursement requests to review progress and request any
necessary correctians., At the end of the implementation period, a
final visit is made to make sure that comnliance 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 fFound that most emphasis had been an monitor-
ing, with very little attention given to evaluation, and recom-
mended that an evaluation system be developzd. 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 AID dollar 0OPG.

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.
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Important progress has been made irn developing grester esvaluation
capacity; this effort should continue, and equal effort should be
made to ansure that the information generated is used in both
FOPRIDEH and PDO programming.

8. External Technical Assistanca

FOPRIDEH had a long-term US advisor, a fFormer USAID employee, from
the start of the USAID OPG until March 18988, to assist with
organizing internal administrative and operating policies and pro-
cedures. These terms of reference became obsolete and the rela-
tionship became unsatisfactory from FOPRIDEH's point of view, so
his contract was allowed to expire. A shorter-term advisor was
also in place for a year or so in 1985-86, also fFunded by the 0OPG.
This advisor horliped with liaison with the PODOs and communities.

For about the last year and a half FOPRIDEH has had a German long-
term advisor pruvided by the internaticnal Intergovernmental Com-
mittee on Migration (CIM)., His salary is paid partially by the
German Government and partially by FOPRIDEH. He has been particu-
larly involved in European fundraising efforts 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 uwere expreaessead:
that the organization may be becoming overly dependent on his as-
sistance, and that he sometimes mauy overstep his advisor role.

But overall, opinions of this advisor uwere very positive.

C. PROGRAM--NATURE AND EFFECTIVENESS
1. Repr n ign._an ination

a. Relatignshipg with NGOs. The current evaluation con-

Firmed the finding of the 1387 evaluatiaon that FOPRIDEH has made
great progress in winning the support of PN0s. Most of the FDO
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 functiuns of FOPRIDEH, and the main reason they became
members. The recent formation of sectoral committee. on housing
and informal sector development is a concrete effort to bring in-
terested PD0Os together so they can exchange information and coor-
dinate their actions in these areas.

fs 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 fFunding
program, and FOPRIDEH was identified by many as simply an AID
funding mechanism. However, the organizational capacity developed
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as a reasult of the AID funding also enabled it to strengthen the
functians for 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 canflict, a consensus appears to
be developing that will do much to rescolve members' differences.

The search for a commonly accepted conceptual fFramework is an im-
portant step in the process of consolidation of FOPRIDEH as a rep-
resentative and coordinating umbrella institution for PDOs.
FOPRIDEH 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 well as other elements of FOPRIDEH's pro-
gram such as training and technical assistance should further a
broadly shared national development philosophy, and be recast if
necessary in support of it. In short, FOPRIDEH is maturing as an
independent institution and developing its own identity. Most of
the people interviswed seemed convinced that FOPRIDEH would sur-
vive as an institution after AID support ended, though on a
reduced scale, because the PO0Os need it to represent their common
interests, to help them keep in touch and coordinate actions, and
to provide information and technical assistance.

b. Relationship with the Ggvernment. FOPRIDEH has continued

to make progress in becoming the voice of the PDO community before
the Government and a wide variety of public agenciss. As noted in
the 1887 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 Govermment 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
ingtrumental in getting a proposed law opprsed by the NGO com-
munity withdrawn.

c. Relationships with Other Agencies. FOPRIDEH is becoming

increasingly recognized by public and private international devel-
opment agencies as a representative of Honduran PDOs. FOPRIDEH
has been active in aestablishing contact with internatiomnal donor
agencies both on its own behalf and on behalf of member PDOs. It
has also participated in international meetings, courses and semi-
rars, and sponsuored a 1887 conference in Honduras which brought
together 78 PDOs working in Honduras and seven international arga-
nizations, as well as numerous Honduran public and private sector
organizations.

2. Einancial Sypport for NGQg

a. gize and Nature of Prggram. As of July 31 FOPRIDEH had
funded 37 projects for a total value of L5,812,155 (%$2,3906,078 at
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the official sxchange rate). This represents commitment of over
70% of the project funding money available under the AID OPG,
which should be fFully committed by the 12/390 termination date.

Of this amount, about 57% has gone to 17 memher PDOs and 16% to 6
nan-member NGOs, including soclial assistance agencies such as the
Honduran Red Cross. Nearly all these are Honduran institutions;
only three are internationally affiliated (US). The remainder has
gone to a total of 14 local beneficiary organizat.ions such as co-
operatives, unions or gullds and "patronatos” (as noted, the
original decision to fund such organizations has recently been
changed; the 1887 evaluation Found that dealing directly with ben-
eficiary organizations was not consistent with FOPRIDEH's 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 develaopment activities (7%). Smaller amounts have
gone to transport, refaorestation and infrastructure projects.

(See Attachments 7 and 8).

Qverall, the FOPRIDEH funding covers 49% of the total cost of
these projects, while counterpart funds from the recipients cover
about 37%, with funds from other sources (generally other donors)
covering the remainder.

The ceiling on grants under the AID OPG is L200,000 ($100,000).
To date 14 projects have received grants For this amount. The
smallest grant is for L293,800; the average grant size is L157,085.

The projects detailed above have all been funded by grants. To
date, only two loan proposals are under consideration, for a total
of about L330,000; because of excess demand for grant funds, some
of the grant applicants may be referred to the loan program.

b. Impact on NGOg. 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 gaone to covzr NGO salaries and travel costs for staff, with
another 3% for equipment and materials and nearly as much for ad-
ministrative costs (see Attachment 38).

In addition, the credit programs managed by NGOs with FOPRIDEH
grants generate revenues which help cover their costs. Although
the POOs and NGOs are far from attaining self-sufficiency, given
the very low income level of their beneficiaries, this is a step
in the right direction.

)
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Eight of the 14 PDOs cansulted in Honduras have received funding
From FOPRIDEH; one of these is a non-member. One ather memher PRO
currently has a proposal under consideration. Their experisnce
with FOPRIDEH funding has been positive, or at least generated no
naegative comments.

The impact of the funding program has not been totally positive,
howsver. As has been mentioned, there is some disagresement within
the member organizations both with regard to having a fFunding pro-
gram at all and with regard to having it financed by AID. The
arguments against subproject funding are that it distracts from
the fundamental representation/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 becauss they fessel that it
endangers their direct access to AID 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. VUery fFew 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 these organizations par-
ticipate in other FOPRIDEH activities. It is of course possible
that AID support may keep other PDOs 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 their divisive impact as FOPRIDEH develops a more cohesive
identity and philosophy. Much of the impetus toward restructuring
the funding program has been a desire to conserve its evident
benefits to the NGO community while lessening any tendency to in-
terfere with group unity and avoiding identification with any
single donaor., It remains to be seen whether and how these objec-
tives will ultimately be achieved.

c. Impact on Beneficigries. While FOPRIDEH’s purpose is to

strengthen the ‘NGO sector, the ultimate goal, of course, is to
enable Honduras'’ poor to improve their quality aof life through
maore effective NGO interventiaons.

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 projsects
for which performance evaluations have been completed, five met or
surpassed the programmed project goals and two Failed to fully
meet them (one due to circumstances heyond project control and ane
because of insufficient Funds and unclear conditions). While
these were not impact evaluations, it is clear that beneficiaries
did receive the programmed outputs.

"/
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Uisits to beneficiaries of three FOPRIDEH-supported PD0Os in
Tegucigalpa provided further evidence of beneficiary impact. Con-
vaersations with recipients of microenterprise cradit indicated
that all had been able to expand their businesses and increase
their income to some degree.

With regard to gender, an analysis of 27 FOPRIDEH-fFunded projects
revealed that about 35% of the heneficiaries overall are women,
Two projects benefited women exclusively; eight bhenafited only
men, While one aof 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 greater extent if FOPRIDEH
placed greater emphasis on the importance of trying to reach women
in projects which it supports. It was suggested bu one person
that FOPRIDEH ought to have a section for women's projects.

3. Iechnical Assistance and Training Support for NGDs
a, Size and Nature of Program. 1In 1987 FOPRIDEH sponsored

or coordinated 21 training svents for a total of 208 participants,
and FOPRIDEH staff attended Five additional events sponsored by
other organizations. Eight events have been sponsored by FOPRIDEH
in April~August 1888, with 183 participants; FOPRIDEH staff and
officers alsoc attended an event sponsored by INCRE. (Figures for
the first quarter of 1988 were inadvertently left out; based on
the quarterly averages for 1987-88, there may have been from three
to six additional events during this period). These training
events have covered a wide range of organizational, administrative
and technical topics.

In addition, FOPRIDEH has provided a substantial number of "becas”
(scholarships) to allow PO0 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 given for staff of a
single institution, it pays part of the cost. $cholarship 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 ensrgies were going to the subproject
Funding program. As a result of a 1987 survey of NGO training
needs and in response to recommendations in the 1887 evaluatiaon,
more attention has been given to training during the last tuwo
years, as the member institutions have demanded greater support
and emphasis on ingstitutional development. In 1888 FOPRIDEH de-
veloped a new training plan, with the aid of consultants Funded by
the USAID dollar OPG.

B
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It has already been noted that recent changes in the agreements
with USAID have permitted use of OPG funds to 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 receiving training should train others and submit materials
received to FOPRIDEH so that it can copy and distribute them to
other POOs 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.

FOFRIDEH's training emphases are now increasingly on participatory
research and development and institutional planning fFor PDOs, in
additiom to technical and sectoral training events. Training
events are oriented to help PDOs reflect 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. 0Other sections have provided as-
sistance in developing findraising proposals and in identification
nf organizations to meet specific needs, as well as such things as
translations. At least 24 separate instances of technical as-
sistance were recorded for 1987; there have been 27 recorded fFor
the April-August 138688 period, a marked increase.

b. Impact on NGOs. It is clear that FOPRIDEH's training and
technical assistance has had saome 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 intervieswed indicated
that almost all their organizations had received some training or
technical assistance, and had a largely positive view of these ef-
fForts by FOPRIDEH. Some suggestions for improvement were made,
such as spacing the courses out to allow more time between them
and avoiding lengthy courses, to make it easier fFor PDO staff to
attend. It was also suggested that FOPRIDEH could serve as a
coordinator for training offered by NGOs 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 (it appears that FOPRIDEH is now trying to implement
such a system),
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Becommendation - While it appears that tcaining 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
trairning by NGOs or estahlishment of an information clearing-
house on training events should also be considered.

1. rformance i et ID Obiectiv

The stated purposes of the AID OPGs are to create a self-
sufficient mechanism ta evaluate and Fund NGO development projects
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. Subprolect Funding 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
(LB.125 million) to an estimated minimum of 40 subprojects. The
agreement also states priorities for the types of praojects 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 fFunds will be com-
mitted by the 12/90 termination date.

b. Institutignal Strengthening. The agreemerit states thet,
by end of project, FOPRIDEH should be a fully staffed, equipped

and functioning organization with the institutional capacity to
fully execute its mandate. It alsoc states that FOPRIDEH will have
provided training and technical assistance to an estimated 40 mem-
ber and non—-member NGOs. The supporting dollar 0OPG complements
this objective by providing funds for long- and short-term techni-
cal assistance to FOPRIDEH itself, and by amendment, also prcvides
fFunds to support FOPRIDEH training 2nd 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 0OPGs, 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
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its members, and increased effectiveness as a representative and
coordinating mechanism for PDOs, It has clearly had an impact on
strengthening the NGO sector and providing a voice for its con-
cerns and publicity For its contributions to development, with
respect to the government, other agencies and the public. Both
members and non-memhers recognize their need For such an institu-
tion and appear willing to support it to the extent possible,
bearing in mind their own limitationsg,

As for training and technical asgistance, 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 mora member than non~member organizations are
benefiting. HMore emphasis has been placed on training and techni-
cal assistance during the past two years and there are clear in-
dications that the program has improved and is generally meeting
NGO needs, though continued improvement should be scught.

FOPRIDEH's major problem with respect to this objective is the
guestion of its long-term sustainability. While the outlook fFor
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 teo diversify its funding bhase 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 whan AID
Funding ends, though it is likely that the organization will sur-
vive. This issue will be discussed further in section D.3 below,
with specific reference to USAIL impact and actions.

c. WUSAID Mission Workload and Qutreach Effectiveness. USAID

officials in the Develaopment Finance sec’ion rasponsible 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 followed with respect to 0OPG imnlementa-
tion has been narmal, with the usual fFlow of original ay.eements,
amendments, quarterly and accounting reports. Mogst transactions
are by letter, together with periocdic meetings and telephone con-
tacts.

There have been complaints from the Mission that reporting has
been slow and that project liquidation reports haven’'t been prao-
" vided in a timely fashion. Both gquarterly 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.
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FOPRIDEH has also helped the Mission roach more NGOs than it .
otherwise could have, particularly small local NGOs. The Mission

has referred numerous NGOs to FOPRIDEH when approached directly by
them. However, the Mission’'s interest in and ability to Fund NGO

programs appears to be diminishing and the number of NGO grants i3
rapidly shrinking due to changes in both circumstances and policy,
as will be discussed in section 3 below.

d. Publicity For AID. The OPG agreement requires that
FOPRIDEH give appropriate publicity to the grant and the project

as a program supported by the US and Honduran Govermments (through
the use of ESF funds). Certainly the NGOs are aware that FOPRIDEH
is Funded by AID (though they appear toc be totally unaware of any
Honduren 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 respaonsible for the project. FOPRIDEH does not
appear to bhe making much effort to publicize its support, or
AID’'s, for specific projects among the beneficiaries or the public
at large. Because of the political situation in Honduras and in
Central America and the unwillingness of some other donors to as-
sist AlD-supported projects, a low profile may be advisable; how-
ever, it is not clear whether the current low-profile situation
regarding AID support is intentional or nat.

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. AlD Guidance and Monitgring

With the exception of the issues surrounding self-sufficiency re-
quirements and other issues discussed in the following section,
Mission guidance and monitoring are adequate. Communications ap-
pear to be generally rclear 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 somecone working on it
half-time, rather than the 20% he is actually able to spend on it.
There seems to have been a substantial improvement in the general
quality of relations and communications betwsen the Mission and
FOPRIDEH since the last evaluation, which highlighted some sig-
nificant problems. As a rasult of recommendations in the evalua-
tion a number of positive changes have been made in both program
and procedures, which have been noted in prior sections.

3. Impact of AID on FOPRIDEH's Perfgrmance

It should be noted at the beginning that the issues discussed be-
low are set forth as lessons rather than criticisms, since it was
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clearly impossible to foresee all these developments initially.
However, in the light of this experience, it may be easisr to
Foresee some of them in future similar projects--which is, after
all, the purpose of this evaluation,

The fact that AID expanded FOPRIDEH's 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
objectiaon of some of its members, created a division within the
organization which 13 only now beginning to be overcome as
FOPRIDEH seeks to reconcile its various purposes and functions and
gain a clearer institutiomnal identity. While it is certainly true
that without AID support FOPRIDEH would never have developed 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 unforeseen at
the time of the agreement, and points out the complexities of
dealing with existing organizations with their own agendas. This
also highlights a key difference in the way that USAID sees
FOPRIDEH and the way FOPRIDEH sees itself: USAID tends to see
FOPRIDEH as the staff which carries out the Funding program and
other service functions, while FOPRIDEH has seen itself fFrom the
beginning as a collective of its members, whao 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 aver the entire course of the project. While these ef-
fects are really beyond the control of 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, fur 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 pragmatic fFashion to achieve their abjectives. 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 naticnalistic and
sensitive to any perceived threat of external intecvention, 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, USAID’'s emphasis on
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FOPRIDEH's need to achieve self-sufficiency did not seriously be-
gin until some time in 1987 (although aven the original timeframe
was probably too short)., It was precipitated by a general shift
in priorities and management style within the Miassion. With a
shift toward "management by objectives” the Mission began to take
a sectoralized approach to NGO fFunding, grouping NGOs 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 more such general OPGs. Accompanying these
funding priority shifts was a change in policy with regard to the
use of ESF fFunding, 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 the termination date. In addition, the Mission now
has a stronger philosophical emphasis on self-sufficiency as a
major goal,

Together with the shift to sectoral funding has come a change in
emphasis from institutional develaopment 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 subproject funding--have been, in
effect, replaced. Now that attention has focused almost solely on
self-sufficiency, FOPRIDEH feels with some Jjustification that the
rules uwere 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 fFunding of FOPRIDEH member arganizations un-
der the Mission’s sectoral approach has undercut FOPRIDEH's
viability by fomenting competition and disunity betwsen FOPRIDEH
and its members. FOPRIDEH also sees another USAID funding program
for institutional support fFor NGOs involved in small enterprise
projects (ANDI/PYME) as undercutting its role with the NGOs. Al-
though the Mission certainly did not intend to do this and, in
fact, the ANDI/PYME program predates FOPRIDEH, it may be wise to
try to clarify this situation.

While it is impossible to predict such policy shifts, and while
they may be fully Jjustified, 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
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g0 that Lt can maintain and add to its recognized achievaments,

AID should be willing to help provide some effective means for it
to do sa. In addition to consideration of further specific fund-

ing recommended in section B.3 above (some additional program

funding under aone ar more of the sectoral packages; project 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 by separate fund-
ing of its member organizations, unless this is clearly agreeable
to all parties. While the Mission never intended that FOPRIDEH be

its only channel for funding NGOs, and it maintains a number of

other mechanisms for doing so, it is also true that separate ar-

rangements with FOPRIDEH membhers (not with non-member orga-

nizations) tend to undermine the strength and unity of the Feder-

ation.

E. NAJOR CONCLUSIONS

FOPRIDEH's majnr accomplishments can be summarized as Follows:

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 have clearly benefited the NGOs which

have received assistance and through them, the project benefi-

ciaries. Continuing efforts are being made 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,

gaining recognition and credibility as a representative and

coaordinating baody for NGOs from the NGOs themselves as well as

from the government, other agencies and the public.

4., Significant effort has gone toward achieving greater self-

sufficiency durin~ 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.

NG
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The main issues or problems which should be resclved if FOPRIDEH
is to prosper and build on these accomplishments are also sum-

marized:

é\lﬂ

1. The most serious problem is the need to achieve a far
greater degree of self-sufficiency before AID Funding ends.
While FOPRIDEH of course bears the major responsibility for
this, USAID should recognize the effects of its own changes in
priorities and the political climate which has made it harder
to get funding from other donors, and provide what assistance
it can to help achieve this goal.

2. FOPRIDEH needs to work out its remaining internal problems
to assure 1ts 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. HMeasures should be taken to
regularize personnel compensation and improve staff training.

4. In order to more effectively reach the NGO community and
attract membership, information servites should be improved.

a
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LIST QF INTERVIEWS AND FIELQD VISITS

lotecviauwg

Kevin Sanderson, Project Officer, DF, USAID

lLars Klagsen, Director, DF, USAID

Peter Kranstover, OF, USAID

Margarita Castell6n, fFormer Project Officer, USAID

Juan Ramén Martinez, President of Board of Dlirectors, FOPRIDEH

Francisca de Escoto, Vice President, Board of Directors, FO-
PRIDEH; Executive Director, ODEF*

Guillerma Molina Chocano, Secretary, Board of Directors, FO-
PRIDEH; Executive Director, CEPROD

Marlen Urtecho de Salazar, Treasurer, Board of Directors, FO-
PRIDEH; Executive Director, FEHCIL

Florencia Garcla, Executive Committee, FOPRILDEH; representa-
tive of SETELEC

Eduardo A. Pérez, Executive Committee, FOPRIDEH; Director fer
Honduras, CHF

Gabriel EcheverrlIa, Executive Committee, FOPRIDEH; Executive
Director, INHBIER

Ramén Paonce, Finance Committee (CODEFIN), FOPRIDEH; Grupo Dion

Norma de Sierra, ex-member of Executive Committee; Executive
Director, Christian Children’s Fund

Mercedes Sofla de Gloetzner, ex—-member of Executive Committee;
Executive Director, FEDECOH

Manuel Villamil, Executive Director, EDUCSA (member)

Omar Medina, Executive Director, APRHU (non-member)

Francis Funes, Director, Homa Improvement, APRHU

Oscar Cano, Executive Director, CONDERH (non—member)

Guillermo Maradiaga, Director, CONDERH

Ramiro Irabien, Executive Director, FOPRIDEH

Pedro Pablo Ramirez, Coordinator, Special Activities, FOPRIDEH

Marco Antonio Raudales, Accountant-Administrator, FOPRIDEH

Eloisa Aco~ta de Martinez, Chief, DASP, FOPRIDEH

Joachim Picht, CIM Advisor, FOPRIDEH

Field Visits

Visit to beneficiaries of microenterprise credit projects in
Tegucigalpa spaonsored by ASEPADE, FUNHDEMU and IDH.

*See Membership List, Attachment 3, for full names of all or-
ganizations.
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FOPRIDEH ORGANIZATIONAL CHART

Assembly

Executive Committee

Board of Directors

Finance Committee
(CODEFIN)
(Subproject Selection)

Executive

supporting Committees:

Doctrine

Government Relations
Finance/Fund Raising
Training

Outreach/Pdblic Relations
Fellowships

International Coordination

Sectoral Committee

- Informal Sector
- Housing

LI S T R N O |

Director

Staff Departments

Administration/ Project Analysis & Special Activities
Accounting Monitoring - Training/TA
- Fundraising



I FOFRIDEH Y 505 MIEMBROS

o

FOPR IDEH

AIEH

ASEPADE

A3.JO

CARE-HONDURAS

FEDEOOH

Attachment 3

Federacién de Organizaciones Privadas de
Dasarywllo de Hondwras
Calle Principal, Col. La Reforma No, 2423
Apartado Fratal 241-C
Tals, 32-6549, 32-0932/33
Tagucigalpa, Franciaoo Morazan
Rapresentarde:

[og. Braiyno Irshida

Director Ejecxtive

Asociacidon da Inatituciones Evangélicas de
Honduras
Apartado Poatal 17, Tel. 53-4118
San Fedio Sula, Cortés
Represantant.::
Ing. Dario Mancias Meigar
Regetts:

Asesores pera «l Dessrrollo '
Apartado Bostal 444, Tels, 37-7120/072
Tegazigalpw, Francisco Morazin
Representarte:
Lic. Juan Ramdn Martinez
Director Ejeoutivo

Ascociumnidn San José Obrero
Apartado Foatal 4, Tels. 82-0064 /0069
Choluteca, Choluteca
Representant:z:
Rev. Alejandew Lipez Tusro
Director (Gzueral

CARE-HONDURAS
Apartado Fostal 729, Tels, 32-8601/8852
Tegucigalpa, Franciscoo Morazan
Representacdt.e:

Sr. Eduard Brary)

Dives:toonr

Ferleracidén de Desarrollo Commitario de

Honduras
Apartado Fostal 333, Tel. 31-2192/5579
Tegucigalpa, Francisco Morazan
Representarnts::
Liec. Merveades Sofia de Gloetzner
Divectiora
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10.

11

FRHCIL

HERMANDAD DE HONDURAS

Fedmracidn Honduweiia de Cooparativas
Industriales Limitada
Apaatado Postal 1895, Tols, 22-3343/8806
Tagucigalpa, Francisco Morazén
Rapresertunte:
Lic. Murlen Urtectn de Saluzar
Gerents Geosral

Panddacidn Horizontes de Amistad
Apartado Poatal 650, Tels, 53-0761/3116
San Pedro Sula, Cortés
Rapresentanta:

Lic. Izabel de Zapata

Directora '

Hexwarddad do Hordbaras
San Maroos de Oootepwgue, Ocotepeqe
Represencurte:
Ing. José Lnls Pireda Majia
Dirvector Ejeocative

Enviar correspondencia a:

SECPLAN

Apartado Fostal 1327, Tel. 22-2721

Tegucigalpa, Francisco Morazdn

Rermesentante: o
Ing. Carlos Ploxda

Instituato de Davestigucidn y Formacicn
Cooperativista
Apartado Fostul 1563, Tel. 32-1328
Tegacigalpa, Francisco Morazdn
Papresentante:
"Lie. Carlos Vijil Morenn
Director Ejecutivo

Institito para =l Deszxrmollo Hondureio
Apartadn Postal 20283, Tsl. 37-8295/96
Comayagiiely, Framcisco Morazidn
Represantarnta:

Lic. Bodolfo Graisliz

Director Ejecativo

Agua para =l Poeblo
Apartado Fustal 1149, Tel. 32-2988, 31-0312

Tegxcigalpa, Francisco Morazdn
Representunts:

Jacohn Nikez
Dirwotor

.



12. AHDEJUMUR

13. AHE

14. AMaM

15. ALIMENTOS PARA MILLONES
(MEALS FOR MILLIONS)

18. APRODIB

17. CEDEN

Amociscidn Hondurefia para el Dasarrollo de la
Juwsitud ¥y la Mujer Rural
Apartado Postal 2039, Tel. 32-0682
Tegucigalpa, Francizco Morazdn
Represmntaurnts:
Ing. Hécztor Galllermo Diaz Esooto
rector Ciecativo ’

Asociscidn Hondweda de Ecologia
Apartucdo Bostal T-250 Tonoontin, Tel. 32-9018
Tegurigalps, Francisces Morazdn
Represwsntante:
Ing. Rigoberto Fouwpo Meza
Director Ejecutivo

Amédricnas Marnn 5 Mann
Apartans [ogtul 538, Tel. 32-7032
Teguzigalpw, Fransisco Morazsn
Ropresenturnte:
Lic. Rmal Flores Gz
Presidernts

BANADESA

| Tel. 22-1388

Manael VAsque:z
FPaxque Herrera

Alimemitos pera Millotes
Apaxtadon Postal 16893, Tel. 22-3004
Tegqueigalps, francisoo Morazsn
Represeatant::

Lic. Zoila Alvares

Directora ‘

Asociacidn Pro~-Desarivllo de las Islas de la
Bahia :
Tals. 43-2754
French Harbour, Boatin
Islas de Lla Buzhia
. bzt
Lic. Emilio Silwestri
Divector Ejecutiveo

Comité Bvangelion de Evergencia Naciomal
Apartadd> Fostal 1473, Tel. 32-1719
Tagucigalpa, Francison Morasinm'
Representante:

Ing. René Eduards Pizzati

Dirvector

-y



18.

20.

21.

22.

23,

24.

CEPROD

CENTRY) SAN JUAN BOBO)

COMISION CRISTIANA
DE DESARROLLO

CHE

EDUCSA

Cantro de Extwios y Proweidn de Desariollo
Apartudo Postal 1761, Tel., 32-8077
Tegu:igalpw, Francisoo Morazin
Repnesantarte:

Dr. (haillerns Molina Clocann

Divesztor '

Canitvy San Jusn Boeon
Apartado Postal 33, Tels. 48-2089/2030
Tala, Atlinticda

anturte:

Lic. Dilein de Ochoa

Directors Gurweral

Comision Cristiana de Dasazrollo
Col. Florencia Sur, Calle Los Pinos No. 3415
Tel. 32-8223
Tagucigalpa, Francisco Morazdn
Representants:

Lic. Neoewmi de Fspincea

Coordinadora Geosral

Forvdo Cristizes pevs Nifns (Christiza
Children Furgd)
Apartado Poatal 156-C, Tels. 32-7469/9314
Tegucigalpa, Francisoo Morazan
Representante:

Lic. Norww cde Sierra

Dirvectors

Furnvlacion para la Vivienda Cooperativa
(Cooparative Housing Fundation)
Apartado Fixstal 2308, Tels. '31-5276/5282
Tegucigaipa, Francizco Morazén
(/- H
Ing. Eduzads A, Pérwz
Divector

Ehacidn Commnitaria para la Salud
Bo. La Guadalupx, Fte. Coopearativa COTRATAX
Apartadc Fostal 50-A, Tel. 31-0068
Tegucigalps, Francisco Morazdn
Rapresantste:

Lic. Maurwzl A, Villsall

Director Ejwoutivo

Furdacidn Hondweila para el Dssarrollo de la

Majer
Apartado Postal 444, Tel. 22-2708
Tegucigalpa, Francizco Morazdn
e
Lic. Nora de Martinez
Dirwctioes



25,

28.

28.

2]
de

30.

GRUEQ DION

IHDER

INHBLER

. ODEF

OFRANEH

PROYECTO HOPE

Fuarvlazion Fanamsricans de Dasarrvllo
Apartado Postal CO-66
Tagueigalpa, Francisce Morazén
Bepresertanta:

Francis Valva

Compdinegdor Regiomsl

Groapo Javeail Dion

Col. Lomwss del Cortijo No. 518

Apwrtadn Bostsl 23, Tel., 33-1524

Comnysgidely, Fruuciseo Morazin

Represetarite: :
Rawinm Borw.e

[nstitato Hoccorein de Desarrvollo Baral
Apaxtaddo Postal 1268 Comayagiesla

Tel. 22-3270)

Tegacigalpn, Frars:isco Morszsn

Brpreserdacta:
Lic. Gilbesto Riog
Director

Institato Hyadorado o Blensstar Baral
Apartado Fostal 2339, Tel. 22-5441
Tegxigalpa, Fraccisco torazbdn
Representart::
Profe. Gabriel Echaverria
Divector Ejzcuative

Organizacidn para =1 Dasarrollo Empresarial

Fewsnirn
Apartado Fostal 357, Tal., 52-8349
San Fedro Sula, Cortds
Represantants:
Ing. Franciszea 4. de Escoto
Directiora

(rganicacicn Fraternal Hegra Hondweila
Apartado Foztal 217
Teal. 42-0331 (Gra. tiriam Tifie)
La Ceaiba, Atlantida
Represantants:
José Hipd Lilo Coakeon
Presicente

Proyexto HOPY oo
Apwxtado Bostai 1567, Tel. 22-5045
Tegucigalpy, Francisoe Morazdn
Rerrecentants:
Dr. Bicaodn aldendia
Director
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32. SETELEC

Servicios Téonloos Legales y Eoondedoos
Apartudo Fostal 1743, Tel. 33-8380
Tegazigalpa, Francisco Morazdn
Bapresartaate:
Lio., Petroan del Caxmen Balrms
Dlrector

9
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BOARD OF DIRECTORS

President
Vice President
Secretary
Treasurer
Member

EXECUTIVE COMMITTEE

FINANCE COMMITTEE
(CODEFIN)

Attachment 4

ASEPADE
ODEF
CEPROD
FEHCIL
MEM

AHE
SETELEC
CHF
INHBIER
OFRANEH

AMaM

ASJO

Grupo Dion

CABE de
Honduras

FUNHDEMU

Hermandad
Honduras

Lic. Juan Ramon Martinez

Ing. Francisca de Escoto

Dr. Guillermo Molina Chocano
Lic. Marlen Urtecho de Salazar
Lic. Zoila Alvarez

Lic. Roberto Vallejo
Lic. Florencia Garcia
Ing. Eduardo A. Perez
Prof. Gabriel Echeverria
Sr. Mineri Montero

Sra. Zonia M. de Flores Gomez
Rev. Alejandro Lopez Tuero
Sr. Ramon Ponce

Lic. Martin Schwarz
Lic. Nora M., de Martinez

Ing. Jose Luis Pineda
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PERSONAL DE FOPRIDEH

Ramiro Irabidén de la Riva
Director Ejecutivo
15 de julio de 19286

Zoee Vargas Hernéndez
Secsretarie Direccion Ejecutiva
17 de julio de 1986

Pedro Pablo Ramirez
Coordinador de Actividades Especiales
0l de febrero de 19886

Daniel Moreno
Asistente de Actividades Especiales
18 de enero de 1988

Marco Antonio Raudales
Contador -~ Administrador
01 de agosto de 1985

Magda Lizzette Portillo Reyes
Asistente de Contabilidad
07 de abril de 1986

Daysi Alvarado
Asistente PROALMA I1
11 de enero de 1988

Dulce Maria Osorio de Montoya
Asistente PROALMA 1I
15 de febrero de 1988

Zadia Iracema Rodriguez
Secretaria Operacidn de Computadora
22 de julio de 1985

Manuel de Jesis Ardon R.
Conserje

07 de abril de 1988

Gloria Concepcidon Cambar Rivera
Aseadora - Ordenanza
01l de agosto de 1985

Suyapa Cristina Mejla Zuniga
Analista
01 de junio de 1986

Alejandro Duarte Salgado
Supervisor de Campo
16 de abril de 1986

’
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NOMBRE COMPLETO
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NOMBRE COMPLETO

POSICION

FECHA DE INGRESO

NOMBRE COMPLETO
POSICION

FECHA DE INGRESO

C:lista de peersonal

Qustuavo Adolfo Casulad
Supervisor de Campo
16 de abril de 1986

Moises Mejia alle
Supervisor de Campo
16 de octubre de 1987

Sara Clementina Rosales Ordoifiez
Secretaria - Recepcionista
17 de abril de 1986

Eloisa Acosta de Martinez

Jefe de Depto de Seguimiento
Proyectos

04 de agosto de 1986

de
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FOPRIDEH
I AT TR )
ESTADD DE RESULTADOS

Periodo del | de Enero al 31 de Julio de 1,908

ERRNEANEERNNENREARESARNUCNENN SRS SURNENESSNRNIERINNNENSRNERARANSNARRYESS

PARTIDAS PRESUPUESTARIAS CONY. 0280 CONV.0266  FDO PROPIO T 0,7 A1é ]
llllllllllllllllllll#llllllllllllllllllnlllllllllllllllllllllllllllllillllllll.I!' NSANSEAARYNENANY
INGRESOS DE OPERACION 82,721.07 82,7121507 3.9
Adeinistracitn de Proyectos ' 02,721.07 82,721.07 3.9%
0TROS INGRESOS DE OPERACCION 193,894,97  195,894.97 13.4%
Cuotas Ingreso de Afiliadas 600,00 600,00  0.0%
Cuotas Anuales de Afiliadas 4,400.00 4,400,00 0.3%
Intereses por Man2jo de Fondos 187,444.79  187,444,79 12.5%
Ingresos Varios §,830.18 1,830.18 0.6%
Ingresos de Capacitacion 1,400.00 1,600,00 0.1%

Suma Ingresos del Periodo 278,616.08  278,616.04 18.61
Donaciones Recibidas 1,216,000.00 - 1,216,000,00 a1.4%
INBRESOY TOTALES 1,216,000,00 278,616.04 1,494,h16,04 100.0%

AR ESERE N AN ERNSUNNER NN NN DR AN SIS NESRREERIS RIS RSN SANNRENNIESARESISANERNASEERRESSAE

6ASTOS GE OPERACION

Sueldos y Beneficios 191,750.03 : 191,750.03 12,8
Vidticos y Gastos de Viaje 24,511,89  15,861.40 365,00 40,7368.29 2.7
Prosocitn y Publicaciones 6,383.00 6,383.00 0.4
Eventos Educativos 29,793.51  22,791.26 52,504.83 3,51
Asistencia Técnica y Consult. 3,250,00 70,111,984 . 75,361,94 5.0)
Gastos Generales de Operacitn 42,011,468 3,066.71 1,749.93 46,0829.32 3.1
SUNA GASTOS DEL PERIODD 299,700,417 111,831.3 2,114.93  413,446.41 2.7
DISPONIBILIDAD EN OPERACIONES  916,299.83 ( 111,831.31)  276,501.11 1,080,969.63 72,31
FINANCIAMIENTOS DESEMBOLSADOS  973,635.50 973,635,390 65.1%
DISPONIBILIDAD ( 57,335.67)¢ 111,838,31) 276,508,001  107,334.13 7.2%
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IEH '
PRIVADAS DE [ESARRGLLG IE HONDURSS

CARTZRA DE FINARCIAMIENTZS

FEDERACIGH Dt ORGAN

DISTRIBUCION POR QUBRD PRESUFUESTARIC
FONDOS FOPRIBEH

3% DE JULlg DE 1982

£Is1us  AsIST.
MATERIALES FINANC. TECMICA Y
MGSILIARID FOPRIDEH ADMINISI.

SUELDGS  CAPRCITAC. rFouD HPRAES- TRAMSFGRYTZ GRSTCS EQUirR ¥ INSUMES MiStELaA.
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A.  BACKGROUND

The Haitian Association of Voluntary Agencies (HAVA) was
created in 1981 by development and relief orcanizations which were
either medium or large in size and had foreign support or orienta-
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 the efforts of the
NGOs. 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 involved in the opera-
tions of NGOs, HAVA came to be seen as a possible vehicle for the
NGO community to relate to the GOH. HAVA'’s 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 institutionalizing ics
development philosophy, which places primary importance on
development as a process initiated and directed by community
groups, with NGOs acting as partnsrs rather than directing those
groups. :

In early 1984 a Haitian NGO conducted a needs assessment of
HAVA. That assessment was the basis of HAVA’s 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 Voluntary 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 HAVA’s 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 addition to the OPG, USAID/H has been instrumental in the
GOH’s agreeing to have HAVA utilize $350,000 in Title II generated
funds, and has used HAVA to administer $472,915 in Title II
emergency program funds.

USAID/H 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 HAVA’s operations was

1

jp



performec by a two~person team from Checchi and Company
Consulting, Inc. which had been contracted by AID in Washington to
perform a multi-country comparative analysis of USAID Missions’
experience with various grouping of NGOs. Fi~1d work for the
review was conducted in Haiti during eight work days in early
September 1988. The observations in this report are the result of
that field work, which included interviews with 28 people and
visits tc six separate activities being assisted by HAVA. (A list
of the persions interviewed and visits made is given in Attachment
1.)

B.  INSTITUTIONAL ORGANIZATION AND FFFECTIVENESS

1. oOrganjzational Structure

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 original membership ¢f 22 organi-
zations. 1Its purposes and functions have evolved; und, 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 reviews the structures currently in place, the
changes made and the reasons for them; and then assesses their
effectiveness.

a. Assembly of Members

HAVA currently has 87 member organizations. A recent change
provided for twec membershin categories. The first is for Charter
Members which must be private, non-profit relief or development
organizations engaged in activities compatible with HAVA’s
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 officially 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 doc.

HAVA’s members 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
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organizations are small and