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I. EXECUTIVE SUMMARY 

The Office of Development Programs of the Latin America 
Caribbean Bureau (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, Haiti and Jamaica have had in 
working with umbrella organizations to support non-government 
organizations (NGOs) in those countries. The purpose of the 
evaluation was to determine the extent to which the objectives of 
the support were being 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 
in Costa Rica, Guatemala, Honduras and Haiti being conducted 
during the period from August through September 1988. The field 
work in Jamaica had to be postponed because of the damage by 
Hurricane Gilbert. That work was performed in July 1989. 
Altogether 161 persons were interviewed and 35 field activities 
were visited. A draft report on the programs in Costa Rica, 
Guatemala, Honduras and Haiti was submitted to LAC/DP on November 
7, 1988. Comments from that office and the Missions visited were 
provided to the contractor and taken into account in the final 
report issued on January 6, 1989. Detailed descriptions of the 
country programs and recommendations concerning their future 
conduct are contained in the individual country appendices to 
that report. A report on the program in Jamaica was submitted to 
LAC/DP on August 16, 1989 together with a draft revision of the 
previous general report to incorporate the information and 
conclusions of the report on Jamaica. Comments form LAC/DP were 
taken into account in preparing this final revised report. A 
discussion of the program in Jamaica is included as Appendix F to 
this report. 

USAID/CR provided an operations program grant (OPG) in 1984 
to assist in the creation of the Costa Rican Association for 
Development Orsanizations (ACORDE) from the program for NGOs 
which had been operating with USAID/CRfs assistance within Costa 
Ricats major association of private enterprise organizations. 
ACORDE operates as a foundation, and is still controlled by the 
individuals chosen by USAID/CR at the time of its creation. The 
USAID Missions in Guatemala, Honduras and Haiti provided OPGs in 
1985-86 to pre-existing membership organizations of NGOs 
operating in their respective countries. The organizations 
involved are: the Federation of Private Development 
Orsanizations of Honduras (FOPRIDEH), the Association of Non- 
Governmental Development and Service Entities of Guatemala 
(ASINDES), and the Haitian Association of Voluntary Aqencies 
(HAVA). The USAID Mission in Jamaica provided a grant to a pre- 



existing membership organization--the Council of Voluntarv Social 
Services (CVSS). However, in 1985 it changed the grantee to the 
newly established, non-membership organization--CVSS/United Wav. 

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 providing financial support to the organizations using 
funds generated under PL 480 and ESF programs; and USAID/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 
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, Honduras and Jamaica have been concerned with all the 
purposes. Jamaica has given the greatest priority to 
establishing a self-sustaining fundraising capability. Except in 
the case of Haiti, all the Missions were motivated by the desire 
to create or strengthen an organization which would enable them 
to increase their support for NGO activities without having to 
meet the programming, monitoring and administrative burden of 
dealing with NGOs individually. 

The major observations of the evaluation are: 

All the organizations have shown that they are able to 
handle sub-project financing of the type called for in the 
OPGs, and the limited evidence currently available suggests 
that the sub-projects are reaching the types of beneficiar- 
ies at which they were to be directed and having a favorable 
impact on those beneficiaries. However, systems for 
evaluating 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 programs 
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 demands. In addition, 
there h.ave 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 
assign their various purposes and over the advisability of 
focusing their efforts on utilizing resources from AID and 
from their own governments. 

(4) Only two of the organizations have made significant progress 
in becoming representatives or coordinators of the NGOs. As 
non-member organizations ACORDE and CVSS/United Way have 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 of direction in three of the organizations. 
However, more attention is needed to institutional planning 
in all the organizations. All have introduced new manuals 
and procedures governing personnel, administration and 
financial recordkeeping; but greater consistency in applying 
the standards and procedures is needed. The financial 
staffs should be upgraded to enable them to unify budgeting 
and planning and to provide financial analysis to the sub- 
projects program and to decisions concerning the operation 
of the organizations themselves. Little progress has yet 
been achieved in creating systems for planning and evaluat- 
ing programs. 

(6) Four of the five 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 a lack of 
clarity concerning the roles of the Boards of Directors and 
the various levels of the staff. 

C 

(7) Except for ACORDE and CVSS/United Way, all the organizations 
face uncertain financial futures; and there is little 
prospect of their achieving financial self-sufficiency. 
Currently, all continue to be heavily dependent on AID and 
AID-related government resources for both their operating 
expenses and their program levels. Because of USAID/CRts 
donation of an office building to ACORDE that organization's 
operating expenses are assured, but it too faces an 
uncertain level of funding for its future programs. All the 
organizations are pursuing the possibility of funding from 
other donors such as the InterAmerican Development Bank and 
the InterAmerican Foundation. However, except for 
CVSS/United, their fund-raising programs are still weak. 
CVSS/United Way's success in fundraising gives it the 
prospect of being able to maintain its current level of 
operations over time. 

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

(9) Except in Jamaica and in Haiti, where special circumstances 
govern, there is some continuing criticism by NGOs of the 
AID Missionsf 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 AIDfs 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: 

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

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 to be able to meet this 
responsibility, it must have a strong and local membership 
which has a sense of ownership toward the organization; have 
a coherent development philosophy and sense of direction; 
and lack or be able to overcome serious conflicts among its 
members. The lack of conflict and existence of organiza- 
tional cohesion appears to be easier to achieve if the 
members are not very different in size, purpose and back- 
ground. Concurrently, in working with such an organization 
AID must avoid conflicting objectives and be willing to 
gradually relinquish control. 

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

(4) General characteristics associated with effective perform- 
ance by umbrella organizations include: delineating clearly 
the internal roles and functions; having all systems, 
procedures and staff in place before operations begin; 



avoiding undue delays in providing services or in receiving 
its own donor funding; and operating on a level compatible 
with the NGOs served. The last characteristic involves 
adjusting information and analytic requirements so they are 
not too sophisticated for the type of project and assuring 
that representatives of the umbrella organization act in 
ways which lead the personnel of the NGOs to conclude that 
their attitudes toward the style and purposes of the 
activities are similar. 

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

(6) USAID Missions can conserve staff time by utilizing 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 
Costa Rica. Furthermore, the Missions should recognize that 
working with such organizations will involve them in 
problems affecting the operation and development of those 
organizations; and that resolving them will require some 
staff time, including that of Mission management. This will 
be particularly the case if the Mission also seeks to have 
the organization assume a leadership role among the NGOs and 
achieve institutional sustainability. Consequently, the 
saving in staff time is most likely to occur over the long 
run rather than in the short run. 

(7) The success of CVSS/United Way in its domestic fundraisinq 
effort is such that consideration should be given by 
Missions in other countries to utilizing the assistance of 
United Way of America and of CVSS/United Way in undertaking 
similar efforts. 



11. BACKGROUND. PURPOSE. AND HETHODOIQGY OF THE EVALUATION 

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 Ifthe 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.I1 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 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 
Operational Program Grant 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/Caribbean Bureau for a day to discuss the purposes 
of the evaluation and the approach which would be taken in 
carrying out the field work. It was agreed that the limits of 
time available for the evaluation would preclude extensive visits 
to field activities and the beneficiary groups and interviewing a 
large selection of NGOs in each country. The team was requested 
to do what it could in the time available. 

During August and September 1988 the team visited Costa Rita 
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 the 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 in 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 had received support from the NGOs 
and observed some of their activities in the field. Altogether 
the evaluation team conducted some 134 interviews and made 20 
field visits. In addition, in costa Rica the evaluation team's 
work was supplemented by Mr. Ivo J. Kraljevic who was contracted 
by Private Agencies Cooperating Together (PACT) which is 
providing technical assistance to the intermediary organizations 
in Costa Rica and Guatemala. 

The preliminary views of the evaluation team were discussed 
at the end of each country visit with a representative of the 
USAID Mission and the Executive Directors of the intermediary 
organizations. Where it was possible to do so, those views also 
were given to members of the Boards of Directors of those 
organizations. A copy of the Draft Report was provided to the 
Office of Development Programs of the Latin America Caribbean 
Bureau of AID. Comments received an that draft were taken into 
account in the preparation of the final report which was issued 
on January 6, 1989. 

The Latin America Caribbean Bureau of AID and USAID/Jamaica 
later decided that they wished to review the experience of the 
latter in providing support to the intermediate organization 
serving the PVOs in that country. They contracted Checchi and 
Company to perform that review. Mr. Oleson visited Jamaica for 
three weeks in July 1989 during which time he conducted 27 
interviews with persons involved, or knowledgable about, the 
organization and its activities; and visited 15 PVO projects 
being supported by the organization with A.I.D. funds. Mr. 
Oleson discussed his conclusions with representatives of USAID/J 
and the President of the intermediate organization before leaving 
Jamaica. His report to USAID/J is included as Attachment F to 
this report. Mr. Oleson also revised the previous report 
submitted to the Latin America Caribbean Bureau of AID to 
incorporate the information and conclusions of his report on 
Jamaica. A draft of the revised report was provided to the Office 
of Development Programs of the Latin America Caribbean Bureau of 
A.I.D. Comments received on that draft were taken into account 
in the preparation of this final report. 



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. Foundation 

This type of mechanism is represented by the Association for 
Development Organizations (ACORDE) in Costa Rica and CVSS/United 
Way in Jamaica, which, although legally structured as 
associations, function like a foundation. They are not 
membership associations of NGOs, and do not officially represent 
them. However, their stated purposes are broad and include 
providing financial and technical support for NGO development 
activities and strengthening the role and performance of the NGO 
sector in economic and social development. 

2. Membership Orsanizations 

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

-1 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. A s  a result of the 
AID assistance, sub-project funding, monitoring and evaluation 
were added as functions of FOPRIDEH. 

The Association of Non-Governmental Develo~ment and Service 
Entities of Guatemala (ASINDESI was founded in 1979, with 31 
initial member organizations, primarily to support NGOs in their 
relations with the GOG. The purposes of ASINDES are to foster 
coordination, to make known the work of the NGOs, to improve NGO 
capabilities and to prepare and negotiate development projects 
with donor agencies. Its relationship with USAID/G grew out of a 
1985 review by PACT of NGO operations and needs in Guatemala 
which in part was designed to assess the feasibility of AID- 
supported project funding via NGOs. As a result, PACT presented 



a proposal to USAID/G to enable it to assist ASINDES to develop a 
better capacity to serve as a funding and support mechanism for 
NGOs. USAID/G approved a Specific Support Grant to PACT in May 
1986. 

The Haitian Association of Voluntarv Aqencies (HAVA) was 
formed in 1981 by a group of 22 NGOs. HAVAfs basic purposes are 
to promote participatory developn~ent by educating and supporting 
NGOs to carry it out, and to serve as a forum for exchanging 
information and promoting concerted action among NGOs. It re- 
ceived an OPG from USAID/Haiti in 1984, mainly for institutional 
support to enable HAVA to become a more effective coordinating 
and support mechanism for NGOs. A small amount was initially 
provided for sub-project funding. 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 G.) 

o Dominican Republic. 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 administering 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. 

o Eastern Caribbean Reaional 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 too 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. 



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

o Ecuador. The Mission currently uses direct OPGs to fund 
NGOs, but it believes that it needs 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 
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. 

1. Institutional Structures and Capabilities 

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

a. Institutional Structures. Functions and Relationships 

The two major organizational types differ significantly in 
structure and function, although they share the same organiza- 
tional elements of an Assembly (except for CV~~/~nited Way), a 
Board of Directors and a staff. 

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



Board of Directors. The Board is the principal executive 
body in all five 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 memberst interests and their conflicts. 
In contrast, although it is elected by the Assembly, ACORDEts 
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. The Executive Committee of 
CVSS/United Way represents the full Board of Governors, which is 
self-selected and self-perpetuating. 

Staff. All the organizations have professional and support 
staff charged with carrying out the organizationst 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 the staff's roles, authority and responsibilities are 
defined. 

Volunteers. Although all the organizations are benefitted 
by the support of some volunteers, in the case of CVSS/United Way 
the volunteers are at the heart of its organization. The success 
which the organization has had in its fundraising and in its 
support of NGO activities is largely the result of its use of 
those volunteers. 

Issues 

The major institutional and structural issues which have 
arisen in the organizations studied concern member control of the 
organizationts policies, the appropriate roles and functions of 
the Boards, and staff relations with the Boards and the members. 
In the case of CVSS/United Way, there is an issue concerning 
possible over-reliance on volunteers. 

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

The desire of FOPRIDEHfs 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 doninatinq 
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 resulted in a process of institutional 
introspection and an effort to develop a conceptual framework to 
unify the members around a common 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 FOPRIDEHts members, which are all development- 
oriented and mainly local; and the fact that a number of them, 
although sma.11, 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 FOPRIDEH's 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 FOPRIDEHts, 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. ASINDESt members seem to have 
accepted this situation, and have not tried to reassert control 
over it or bring about any change in direction; nor has national- 
ism appeared to enter the picture to any great degree. Still, 
the Board has had to be cautious in introducing new policies 
because of member opposition--for example, making the sub- 
projects financing program even more oriented to productive 
activities. 

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 
restructuring designed to maintain ultimate member control but to 
lessen demands on its members to participate in the work of the 
organization 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 beinq 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 their own governments, and US assistance carries 
less political baggage. However, in all cases the need to obtain 
the consent of the membership to the program and policies 
followed has led to caution on the part of the Boards. It cannot 
be overlooked by AID. 

Board's Representative Role. 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 aforementicnec! 
conflict regarding FOPRIDEH1s purposes, there was a move to use 
the Executive Committee against the Board, followed by an attempt 
by some members to capture key positicns on the Board in the 
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 composi- 
tion of the Boards which resulted in modifications to important 
policies. 

N i .  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 on the Boards. It also depends on the definition of Board 
roles which is followed in each organization. 

HAVA1s Board has given increased responsibility to the 
Executive Director, 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. In 
the case of FOPRIDEH, Board control is focused mainly on program 
direction and on expenses to assure that members get the kinds of 
services they want and that costs are kept down so that members 
get the most direct benefit from the funds available and the 
organization is more sustainable. In ASINDES the Board mainly 
has been interested in exerting control over the Executive 
Director, apparently more because of a fear of too much indepen- 
dent action than a desire to achieve any clearly defined func- 
tional purpose. ACORDE1s 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. The Board of CVSS/United Way has delegated to the 
President most responsibility for the management of the staff 
while retaining for itself (acting through the Executive 
Committee) a great deal of decision making. For instance, it must 
approve financing for all subprojects and all expendiutres except 
for disbursements under previously approved subprojects. 

All the organizations except for CVSS/United Way have 
suffered some degree of tension between the Boards and the 
staffs. This is an important problem because it has affected the 
staffs1 morale and performance. The problems observed in ACORDE 
derive in part from a lack of definition of Board and staff 
roles. Through a recent change in the bylaws ACORDE has tried to 
define those roles and responsibilities 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 personality factors at 
work as well, but structural and functional modifications could 
help ameliorate, if not control, their effects. As a corollary 
to defining the Boards1 roles, there is also a need to clarify 
the limits on staff decision-making and to institute better 
reporting requirements to the Boards. 

All the organizations studied perform the basic administra- 
tive functions examined below: planning, evaluation and finan- 
cial and personnel management. Their performance and the 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; CVSS/United Way which uses 
volunteers for this function has made more progress than the 



others. 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 anticipated activities. 

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 the 
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 various 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 
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 conceptual framework to 
govern its life as an institution. It is the only one of the 
four organizations that has developed an evaluation plan. Its 
evaluation efforts thus far have concentrated on developing a 
system to measure the impact of the sub-projects which it is 
assisting. 



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 institutional 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. 

CVSS/United Way is beginning to prepare a strategic 
development plan. Both the staff and key volunteers will be 
involved in its preparation and the Board and representatives of 
other interested entities in its review. The organization has 
attempted to conduct evaluations of the impact of its programs, 
but to date has not got beyond monitoring the operation, and 
tracking the accomplishments, of the particular activities. 

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 fear of stirring up further 
controversy. Three, all the organizations & 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 
importance on these aspects, and certainly they should not 
terminate their support for these organizations without making a 



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

(2) Financial Manasement 

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, only CVSS/United 
Way is administering dollar funds from the AID grants. PACT is 
handling the dollar funds for ACORDE and ASINDES, while 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 organizations has yet 
achieved an effective consolidation of its budgeting, 
disbursement and projected income records to enable it to make 
reliable projections of program levels. 

(3) Personnel Manaqement and Traininq 

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

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



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 salary 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. ~V~S/United Way cut the 
size of its staff drastically in 1986-1987 because of cost 
considerations. However, it is unlikely to be able to meet the 
responsibilities of a growing program only through the increased 
use of volunteer time. All of these conditions have adversely 
affected program implementation. 

Staff Traininq. 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 funds original- 
ly granted by USAID/H to train FOPRIDEH staff also be used to 
train NGO staff. HAVA has no budget for staff training, al- 
though, as in the other organizations, staff members may attend 
HAVA-sponsored training seminars for NGOs and others. ASINDES 
did not have funds for training of its 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 effectiveness of sub- 
project funding programs, including their ability to attract 
proposals and review, select, monitor and evaluate projects. It 
also looks briefly at the impact of these projects. 

a. Attractins and Preparins 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 proportion from US 
NGOs (about 50%) has been ACORDE, which offers both dollar 
funding to US NGOs and higher levels of financing per sub- 
project . 

All the organizations, however, have had problems with the 
quality of the proposals. Overall, nearly 30% of the proposals 
to the five organizations have been rejected at least temporari- 
ly. While much of this problem has been due to lack of capacity 
by the NGOs, this problem has been aggravated by delays in 
preparing adequate project selection criteria and procedures to 
guide applicants in preparing proposals, as well as by delays in 
hiring project analysts or organizing volunteers. Most of the 
organizations began funding projects before their 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. The use of volunteers has enabled 
CVSS/United Way to be more responsive than it could have been by 
using just its own staff, but it too has had difficulty in 
providing the necessary support. This situation highlights the 
need for expanded programs of institutional strengthening for 
NGOs--particulary training and assessment and coverage of 
specific technical assistance needs. 

b. Reviewins and Ap~rovinq Proiects 

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

Although their composition varies widely--the Board of 
Directors in ACORDE, the Board and volunteers in CVSS/United Way, 
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 organizations 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 ACORDEfs 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 local 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. 
The redirection of A.I.D. support from CVSS to CVSS/United Way 
caused a delay in the implementation of the grant. In all these 
cases the organizations suffered loss of credibility with the NGO 
community as a result of the delays in funding projects which had 
already been approved. 

c. Pendina Issues 

There are some issues affecting these systems which require 
attention. 

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 greatest number of 
beneficiaries or strengthening the weaker NGOs, funding bene- 
ficiary organizations as well as NGOs and funding social as well 
as productive projects. 

Members of NGOs to be Served 

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 ACORDEfs 
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. It arose in Jamaica as 
CVSS/United Way decided to limit its funding to one year, and not 
provide repeat grants to any organization in order to be able to 
work with more organizations. It will probably be necessary to 
define better the basic objectives and assign priorities either 
to institution building at the cost of achieving 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. 

Direct Suwort to Beneficiarv Groups 

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.It These criteria were 
interpreted by FOPRIDEH to include beneficiary organizations such 
as cooperatives, guilds or unions and ttpatronatosn; and it has 
funded a number of them. However, as a result of recommendations 
in the 1987 evaluation, the criteria were clarified so that only 
legally-recognized, private development or relief organizations 
are now eligible for funding. ASINDES is still legally able to 
fund such beneficiary organizations, but has not yet done so. 

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

Mix of Sub-Proiects 

The third question, regarding the types of sub-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 USAID 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 and CVSS/United Way as well. Some NGOs have questioned 
the advisability of the growing emphasis on productive and 



revenue producing projects since it has forced them to try to 
structure their basically social projects as wproductivew thereby 
lessening their ability to achieve either a social or a 
productive objective. 

The sets of project selection criteria used by the five 
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. 

HAVA lacks criteria to assess the institutional capabilities 
of NGOs, for monitoring progress in developing grea.ter 
institutional capabilities, and as guides for determining the 
assistance needed to help NGOs improve their performance and 
capability. 

The only other problem noted were two confusing provisions 
in ACORDEts beneficiary criteria: one which could be mis- 
construed to discourage employment generation by microenterprises 
by appearing to restrict income only to the microentrepreneur; 
and a provision which leaves unclear whether a requirement 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) Im~rovinq 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 and CVSS/United Way's volunteers performed reasonably 
well. Some problems observed in ASINDES and ACORDE stem mainly 
from inadequate procedures or criteria which in ASINDES offered 
insufficient guidance, and in ACORDE put too much stress on 
review by individual project officers, which tended to make them 
too slow and cautious and caused problems for new analysts. Lack 



of sufficient training and supportive supervision for project 
analysts also caused some difficulties in ASINDES. 

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. HAVAts 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. Monitorinq Sub-proi ects 

All the organizations have taken seriously the need to 
monitor the implementation of the sub-projects which they are 
financing. Three of the five rely heavily on the sponsoring NGOs 
to monitor the progress of the sub-projects. CVSS/United Way 
gives more emphasis to on-site monitoring than have the others. 
There was no significant complaint by the NGOs or the beneficiary 
groups concerning the monitoring being conducted. In fact, there 
was some desire that the organizations make more field visits 
than they have been doing so far. However, only two of the 
organizations have 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 ACORDEts 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 
staff. 

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. 



FOPRIDEHfs 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 11; its having 
undertaken several special programs directly with both NGOs and 
beneficiary groups; and its having decided to administer many of 
the sub-projects directly with beneficiary groups rather than 
relying on sponsoring NGOs for implementation and monitoring. 
The last decision resulted from a conclusion by HAVA that many of 
the NGOs were not capable of the administration and monitoring 
which were required. HAVA is adding staff to meet this large 
monitoring burden. 

CVSS/United Way uses volunteers, supported by its staff, to 
make site visits to supplement the monthly financial reports 
received from the NGOs. Three visits are to be made to each 
project--one before initial disbursement, one mid-way through 
implementation and one at the end of the project. Reports of the 
site visits are reviewed by the standing Committee for Evaluation 
which issues composite reports to the Board and other interested 
standing committees. 

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 problems. 

Improvements in the monitoring system seem achievable 
without too much difficulty, but they will involve acquiring more 
project related staff and thus a greater charge on operating 
budgets. The most serious problem would seem to be the substan- 
tial increase in the difficulty of monitoring which would be 
associated with the direct administration of sub-projects as 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 programs 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 Prosrams. Most of the programs are doing 
quite well as far as the number of projects approved and the 
amount of funding disbursed. Until recently the ASINDES funding 
program was more or less on hold because of a delay in signing 
the local currency agreement. While ACORDE and FOPRIDEH also 
suffered funding delays in the past, they have been able to catch 
up and are pretty much on track in committing funds. The table 
below summarizes the projects and dollar amounts approved to date 
with AID funding, both dollar and local currency; it does not 
include projects funded by other donors. 

Projects Sup~orted with AID-Related Funding 

Number of Total Amt. Average Project 
Orsanization Proiects (USSI Amount (US$) 

ASINDES 15 415,645* 27,709 

HAVA 

FOPRIDEH 37 2,906,078 78,543 

ACORDE 32 4,007,958 125,249 

CVSS/UNITED WAY 87 2,863,000 33,000 
111*** 1,780,000 16.000 

Totals: 308 9,794,718 

* Does not include second year funding for these projects. 
** Projects administered as implementation agent 
*** Hurricane reconstruction and rehabilitation activities. 

Dollar totals include local fundraising as well as A.I.D. 
grants. 



All the programs are national in scope. All cover both 
urban and rural areas to some degree, although Haitifs 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. ACORDEfs program is 
very heavily concentrated on productive projects, mainly microen- 
terprise and some agricultural credit; as has been noted, there 
is very little attention to social projects. About 70% of 
FOPRIDEHfs 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. 
HAVAfs grant program covers various activities, but agriculture 
predominates, with smaller amounts going to microenterprises and 
infrastructure. Only ASINDES and CVSS/United Way have given much 
emphasis to social projects, mainly because these are what most 
of the applying NGOs are engaged in; and, as noted, there has 
been an effort to rationalize them as productive projects. There 
has been very little emphasis in these 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 and CVSS/United Way have made only grants. 
ACORDE is the only institution putting a major emphasis on a 
switch to loans to NGOs, but has only made four to date. As 
noted in the following section, there are some NGO objections to 
this policy. 

Beneficiarv Impact. While the immediate objective of most 
of these programs is to strengthen NGOs, the ultimate goal is to 
raise the socio-economic level of the beneficiaries through the 
NGO projects the programs support. The impact on NGOs will be 
examined in the next section. As already stated, it is very 
difficult to assess beneficiary impact because the time allotted 
for the evaluation was short; most of the projects are still 
underway; and little 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 financing, 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 solne 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 comes more from the NGOs 
or the umbrella organizations (as in the case of HAVA) than from 
the beneficiaries, most of whom have little or no access to 
credit at other than the much higher rates charged by moneylend- 
ers. Their experience with these and other market-rate programs 
indicates that beneficiaries are both able and willing to pay, 
given adequate orientation and technical assistance; and are more 
likely to "graduatew to the commercial credit system than if they 
become accustomed to artificially low rates. 

Gender. The three programs for which at least some informa- 
tion was available all averaged around 35% for female Seneficiar- 
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 by those programs to encourage NGOs to actively 
seek out and include women. CVSS/United Way, in contrast, 
provides the major share of its resources to women and children. 

3. Institutional Development of the NGO Sector 

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

a. Rewresentation of NGO Interests 

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

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. FOPRIDEHts members 
are increasingly perceiving FOPRIDEH as their own organization, 
and it has gained a sufficient number of members to give it a 
credible representative role before the government, other 
agencies and the public. FOPRIDEH has collaborated with numerous 
government agencies, and often acts as a formal or informal 
advisor with regard to NGO activities. It has also defended its 
memberst 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 interferznce, 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 tc promote its participatory 
development agenda. 

ACORDE and CVSS/United Way have no official representational 
role. However, the absence of other effective member 
organizations has led them to try to r e p r e s e n t  t h e  NGO s e c t o r  t o  
some degree. Nevertheless, the scope of their role and 
relationships with existing representative organizations have not 
yet been well understood or defined, leading to some confusion 
and conflict. These are matters which should be resolved. 

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



b. ~eadershi~ and Coordination of NGO Activities 

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

HAVA has tried to encourage participatory development 
through information, training and demonstration projects. As 
indicated in other sections, its record has been mixed. A 
particular problem has been its failure effectively to incor- 
porate NGOs in its project funding program, thereby detracting 
from their 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 
Womenfs Week observances. 

FOPRIDEHts development model 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, FOPRIDEHfs leadership and coordina- 
tion efforts will increase. 

ACORDE, ASINDES and CVSS/United Way have not taken an active 
role in this area. ASINDES' internal problems and diversity of 
membership have limited its action on this aspect of its work t o  
providing some services such as the Resource Form of 1987 in 
which representatives of potential donors met with 
representatives of interested Guatemalan NGOs invited by ASINDES; 
and that event was heavily supported by PACT and PADF. ACORDE 
and CVSS/United Way are not equipped to do so because of their 
structure. The only way they can effectively influence NGO 
actions is through the types of projects they fund or the 
training they provide. They could possibly play a larger role i f  
they were instrumental in working with NGOs to define their 
mutual development priorities and respective roles more clearly, 
but as non-membership organizations their ability to do this is 
1 imited. 



c. Publicity and Information Dissemination Amona 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. In general, the 
organizations enjoy favorable public images; and there is enough 
knowledge of their programs among NGOs that there has been 
sufficient demand to use the resources available for the pro- 
grams. However, in all countries there is a desire on the part 
of NGOs for more and better directed information. 

ACORDE and CVSS/United Wav have focused on getting out 
general news coverage of their activities. They have not sought 
to be a source of technical information for NGOs or a forum 
through which NGOs 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 FOPRIDEHfs information program has consisted of 
bulletins with information on its own member activities, and 
topics of interest to the private development community. It has 
also issued two publications on the role of NGOs in development, 
and is in the process of putting together a library of materials 
on development and training topics for use by NGOs and a com- 
puterized data bank of information on funding sources and on NGOs 
operating in Honduras. 

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 



except CVSS/United Way have staff or consultant experts who are 
skilled in publicity and the dissemination of information; and 
the CVSS/United Way effort is focussed on fundraising. 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. Traininq 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 the need to do so is becoming more recognized. What 
usually has been done is to provide courses or seminars open to 
all interested NGOs and covering topics of supposed general 
interest. While some courses have been very well received, some 
have been criticized as being too elementary and having little 
impact because of the lack of followup with the NGOs to assist 
their personnel in applying the content of the courses to their 
own operations. All the organizations agree that more attention 
should be given to the technical assistance and training pro- 
grams, but they are not as sure how best to proceed. 

ACORDEts predecessor organization provided 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 
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 technizal 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 is 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 to 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. In 
addition, there was disagreement among persons associated with 
the program as to the value of the two main approaches--i.e. 
technical assistance to particular NGOs or courses and seminars 
on general topics open to representatives of all the NGQs. 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. FOPRIDEHfs program of technical 
assistance to NGOs has been more limited, but is currently 
receiving greater emphasis. While much of its technical assis- 
tance is associated with the preparation of sub-project 
proposals, it also responds to requests for assistance in other 
areas and is trying to increase this capacity. Most of the 
organizations contacted were relatively satisfied with these 
efforts, but wanted more specific technical assistance and some 
modifications in course length and frequency. Some also wanted 
FOPRIDEH to coordinate all NGO training events. 

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. HAVA1s 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 HAVA1s 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. 

CVSS/United Wav uses volunteers to provide technical 
assistance to the NGOs it assists. Most of the assistance is 
provided in connection with the preparations of the proposals 
for, and improving the systems for handling, sub-grants. The 
amount of assistance provides very little training to the 
personnel of the NGOs. What is given provides orientation in the 
United Way system. CVSS, the Jamaican membership organization 
of NGOs, is supposed to provide training for NGOs; but it has not 
been very active, and its training activities are not targeted at 
matters of immediate application. 

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 
that 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), and 
CVSS/United Way uses volunteers but they cannot keep up with the 
needs. 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 and CVSS/United Way, there is the 
temptation to conclude that the provision of training and 
technical assistance should be the responsibility of organiza- 
tions whose basic purpose is to be responsive to the needs of its 
members, and that 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 b.y 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 Missionsf desire to reduce the amount of 
staff time devoted to the administration of NGO programs, this 
situation is understandable. However, it would seem to be at 
odds with a real concern for the institutional strengthening of 
these organizations and the NGOs which they are to serve. A more 
coherent strategy and better funded program to carry out that 
strategy is needed for the technical assistance and training 
aspects of these programs, and the AID Missions should become 
more actively concerned with their creation and execution. 

e. Assistance to NGOs in Fund-raisinq 

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 the 
assistance of PACT and the Inter-American Foundation in Guatemala 
and Honduras. However, there has been little followup with the 
NGOs following those conferences, and there seems to have been 
little increased support for NGOs arising from them so far. Most 
of the organizations have yet to adopt a strategy for proceeding 
on fund-raising which sets forth the priority to be 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. The situation with CVSS/United Way is complicated 
by the fact that the essence of the organization is its role in 
raising funds on behalf of the NGO community while providing 



those funds only selectively to NGO activities. Its approach to 
prospective donors suggests that they give to CVSS/United Way 
rather than directly to the NGOs. 

To date, HAVA is the only organization studied which has 
made a point of specifically promoting the inclusion of women in 
its development projects although , in fact, woman are often 
included. The others need to prepare statements and specific 
criteria for their funding programs to encourage NGOs to give 
more attention to gender equity, and should also conduct training 
sessions on this topic and arrange for appropriate technical 
assistance to help organizations effectively reach and include 
women. 

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

4. Effectiveness in Achievinq 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. Institutional Sustainability 

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



FOPRIDEHfs 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 M A  with AID-related sources. However, 
the quality of HAVAts future relations with the GOH and HAVAfs 
ability to deal effectively with it are obviously affected by the 
instability of the current situation in Haiti, which makes it 
impossible to predict future developments. 

ASINDESf prospects are mixed. Its current membership 
appears to support the direction it is taking, but there is 
little evidence that they are enthusiastic about it or willing to 
give it extensive support. There is little momentum to expand 
the membership to achieve a stronger organization. The defini- 
tion of ASINDESf 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 ASINDESf part 
as to whether the GOG can be trusted to remain supportive of its 
efforts. Some observers have commented that ASINDESf main 
accomplishment to date has been to continue to exist in the face 
of the internal and external pressures to which it has been 
sub j ected. 

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 service. 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. 

CVSS/United Way's prospects are good. Its purposes are quite 
clear. It enjoys a good reputation with the major economic forces 
in Jamaica and with the Government of Jamaica which is likely to 
continue to give it financial support. It has established the 
utility of the United Way appraocii to fundraising. The major 



issues facing CVSS/United Way's institutional sustainablility are 
whether it can expand its effective coverage to the whole country 
and whether it can work out a satisfactory division of 
resonsibilities with CVSS. 

b. Financial Sustainabilitv 

The financial sustainability of the programs of all the 
organizations except ACORDE and CVSS/United Way is in doubt: 
dependence on AID-related financing is not decreasing; fund- 
raising efforts have not yet produced the results 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. ACORDE has received 
especially generous support from A.I.D. which practically insures 
its continuence. CVSS/United Way has made good progress on 
fundraising so that it realistically expects to continue and grow 
without A.I.D. support. 

(1) O~eratins Costs 

All of the organizations except FOPRIDEH are operating with 
more or less balanced operating budgets. CVSS/United Way 
consistantly has an operating surplus. However, only ACORDE 
appears to have assured financing to cover its operating costs 
and a level of operating costs which does not seriously limit its 
ability to meet its program responsibilities. None of the 
organizations has been able to mount a significant reimbursable 
services program to raise revenues. All except CVSS/United Way, 
remain overwhelmingly dependent on AID-related sources for 
financing their operations. 

ACORDE1s 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 ACORDEts 
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 in 1989. 

ASINDES1 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% 
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/Hrs 
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. 

CVSS/United Way's operating budget for the year ending 
September 30, 1989, is the equivalent of $360,525. It is being 
met by contributions from the GOJ (43%), support from the grant 
from USAID/J (31%) income on bank deposits of GOJ and private 
donor contributions not yet used (19%) and fees from handling 
sub-projects financed through private donor contributions (7%). 



The main problems facing the operating budget are that: (i) it 
exceeds 10% of the total amount of allocations and disbursements 
to sub-projects, and even of fundraising totals, although 
CVSS/United Way's long term goal is that its administrative costs 
will be held to that percentage of their contributions; (ii) to 
replace the support from A.I.D. over the longer term the 
organization most likely will have to charge more for handling 
contributions made to it for the use of specific NGOs; and (iii) 
the current budget is not large enough to meet the costs of 
taking the steps required to improve and expand the 
organization's operations. Nevertheless, the prospects for 
CVSS/United Way are good--mainly because of its successful 
domestic fundraising. 

Thus, all the organizations except ACORDE and CVSS/United 
Way 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 in doing this. 
The alternative 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 
could also provide some support to the operating budgets. 
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. CVSS/United Way is 
demonstrating that significant amount of fundraising is possible. 
However, for the other organizations such an effort is 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) Prosram 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 and CVSS/United Way, 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. 

ACORDEfs program 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/CRfs 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 formerfs 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 fundraising. 

ASINDESf 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 operate 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. 

FOPRIDEHfs program for the first seven months of the current 
budget year is the equivalent of $450,000. The sources of these 
funds are a dollar OPG for technical assistance and a local 
currency OPG for sub-projects, an AID grant for a health project 
to be administered by FOPRIDEH and some small grants from 
European organizations. Only the local currency OPG will run 
beyond the early part of 1989, and it will be fully utilized by 
the end of 1990. FOPRIDEH has received notice of preliminary 
approval for a soft loan equivalent to $500,000 from the Inter- 
America Development Bank. It is also negotiating with the World 
Food Program, the Inter-American Foundation, the European 



Economic Community and a German foundation about possible future 
financial support for its programs. However, even if all these 
discussions were successful, the level of support would be well 
below that currently being provided by the OPGs from USAID/H. 
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 effective 
fundraising 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 PL 480 
generations from the GOH. Neither is certain, although both seem 
to be good possibilities. 

Since 1985 CVSS/United Wav has allocated the equivalent of 
$2.863 million for sub-projects under its regular program and 
$1.780 million under the hurricane relief program. Of those 
amounts, $2.449 million of the regular grant program and $1.06 
million of the hurricane relief program came from grants from 
USAID/J. At the moment CVSS/United Way has the equivalent of 
$327,490 available from previous fundraising campaigns available 
for additional sub-grants under the regular program during 1990 
and $302,370 available for additional sub-grants under the 
hurricane relief program during 1989 and 1990. If the 1989 
fundraising campaign is successful it could have an additional 
$700,000 available for the regular program in each of 1991 and 
1992. Thus, assuming success in its fundraising, CVSS/United Way 
should be able to regain the current level of program operations 
in 1991. The problem will be the fall in that level in 1990 as 
CVSS/United Way awaits collections from the pledges to be 
obtained in the period September--November 1989. 

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



exception to this situation because it has been successful in 
creating a system for raising significant amounts of resources 
locally. 

To date the fund-raising efforts of all the organizations 
except CVSS/United Way, 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 an 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 organizations. 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 fcr 
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 administrator of 
specific activities. ACORDE is the only organization which uses 
a full time staff member for fundraising. The very important 
exception to this situation is CVSS/United Way which has 
demonstrated that funds can be raised locally. The fundraising 
system of that organization faces several important problems as 
discussed in Attachment F. However, its success in fundraising 
is clear and worthy of study by other organizations which wish to 
make a serious effort at fundraising themselves. 

During the first half of 1988 ACORDE 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 US 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: (i) that ACORDE should seek funding 
for specific NGO projects rather than general support as an 
institution 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 is under consideration. Fund- 
raising is handled by the Executive Director 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 in its actual 
contact work. A $500,000 loan from the IDB has been approved. 
Fund-raising is handled by the Executive Director with the 
assistance of the resident German advisor. They have traveled to 
Europe to initiate and follow-up 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 
interest. As in the case of ASINDES, the Board is considering 
creating a semi-autonomous organization 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 
private sources abroad. Furthermore, although HAVA has evolved a 
fairly focused approach to development, its fund-raising effort 
has not been elaborated with equal care or 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. 

The main purpose for creating CVSS/United Wav was to provide 
a self-sustaining system for raising funds to support the 
activities of NGOs. USAID/J revised its on-going grant to place 
more attention on that purpose. The results have been good. 
CVSS/United Way consistantly has met its fundraising targets. In 
1988, it received pledges of the equivalent of $1.509 million 
(including $698,000 specifically for hurricane relief); in 1989 
it has the goal of getting pledges of at least the equivalent of 
$1.415 million. The system for conducting the annual fundraisinq 
campaign is elaborate, and involves over 300 volunteer workers. 
It faces problem such as the overwhelming reliance on donations 
from metropolitan Kingston and from corporations as distinct from 



workers and independent persons, the tendency of corporations to 
specify the NGOs which are to receive the benefits of their 
donations; and the failure todate of getting overseas Jamaicans 
and other external sources involved. CVSS/United Way is 
preparing to address each of these problems. Its past success 
gives encouragement that it will be able to overcome them. 

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 AIDts encouragement has led 
the organizations 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. On the 
positive side is the performance of CVSS/United Way which 
deserves study and perhaps imitation. 

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 obtain the services of an external advisor. 
The A.I.D. grant to CVSS/United Way financed three resident 
advisors from United Way of America. In all cases the 
relationship between the advisors and the organization 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 PACT and some question 
concerning the utility of periodic visits from PACTts home office 
personnel. 

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



resident 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 
extend the advisor's presence for one or two additional years. 
Although all agree that he is personally well prepared and 
motivated and has been of important assistance to ACORDEts 
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 potential 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 Board of Directors. Through persistence 
the PACT advisor was able to overcome these negative factors 
while accomplishing most of the tasks assigned by the Grant, and 
currently he appears to have the confidence of the Board and to 
be accepted by the new Executive Director. However, ASINDES 
remains critical of the costs 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 assist FOPRIDEH in 
organizing its internal administration and its operating policies 
and procedures. The grant also financed the full-time services 
of an advisor during 1985-1986 to assist in liaison work with the 
NGOs. During the last year and a half FOPRIDEH has had the full- 
time assistance of a 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 dominate or direct its actions. In 
addition to the full-time advisors, FOPRIDEH has utilized short- 
term advisors from PACT, as well as local consultants, for help 
in preparing it's self-sufficiency, training and impact 
evaluation plans. 



CVSS/United Way has had three resident U.S. advisors. One, 
in fact, was the President of the organization from 1985 to 1986 
and then became the principal advisor to the Jamaican President 
until leaving ~amaica. The other two resident advisors were in 
Jamaica for approximately two years each departing in 1987. One 
focused on the grants program and the other on the financial and 
accounting system. Although some think that the energy and high 
public profile of the first resident advisor led people to think 
of CVSS/United Way as a U.S. rather than a Jamaican organization 
and created a staff level and style of operations which could not 
be sustained, most agree that the advisors were crucial to 
getting CVSS/ United Way underway. Although the external 
evaluation of 1986 did lead to important changes in the way that 
CVSS/United Way was working, other short term advisors have had 
less impact. Some think that they tended to bring "packagedn 
recommendations which they did not have time to adopt to local 
conditions. At present, CVS~/~nited Way does not see the need 
for further external advisors although it probably would not 
resist such assistance for particular problems. Certainly it 
wants the help of United Way of America in arranging a swap of 
Jamaican debt for increased financial support. 

In contrast to the other organizations, HAVA has never had a 
full-time external advisor. (The original USAID/H grant contained 
$40,000 for assistance from the Florida Association of Voluntary 
Agencies, but the assistance was limited to that Associationts 
providing liaison with potential cooperating entities in 
Florida.) This does not mean that HAVA is closed to external 
advice. Indeed, it has received assistance from PACT and the Fciii 
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 
U S A I D / H  has not actively encouraged HAVA to seek such a 
relationship 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 
organizations, 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. Effects of AID on Performance of NGOs 

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

Clarifvinq Obiectives. Some of the objectives sought in tha 
AID grants have 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 
organizationst original purposes and initial requests for 
assistance, the grants also included institutional strengthening 
as objectives. Although these two objectives need not be in 
conflict, in practice they have become so because some of the 
NGOs saw the funding program as detracting from the institutional 
development, representation and coordination functions they saw 
as more important. 

In the case of CVSS/United Wav USAID/J sought to combine a 
fundraising system purporting to operate on behalf of the whole 
NGO community with a grant making system which is selective as to 
the organizations and types of projects which it will support. 
USAID/J also sought to have CVSS/United Way provide technical 
assistance and, at least to some extent, training to the NGOs 
while also continuing support to CVSS which saw itself as the 
organization to provide that training. Although CVSS/United Way 
has had success both in its fundraising and in the provision of 
funding through the sub-grant program, the contradictions 
involved in this combination of functions probably will become 
more serious in the future in response to the very success of 
CVSS/United Way as a fundraising institution and to the 
recognition that no one at present is providing sufficient 
assistance and training to the NGOs. 

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

Financial Sustainabilitv. It is clear from the experience 
of these organizations that financial sustainability should be 
clearly stated as a goal from the beginning; that the meaning of 
sustainability should be defined; that specific steps to achieve 
it should be built into agreements and carefully monitored and 
that adequate technical assistance to achieve it should be 
provided starting in the early stages of 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 insufficient attention has been paid to guidance and 
support for achieving sustainability. 



Deqree 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, where the 
Mission has claimed the need for closer control in order to 
ensure FOPRIDEHfs organization viability and in Jamaica where the 
Mission has focused on the overall institutional development of 
CVSS/United Way and on its fundraising. 

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, FOPRIDEH, and 
CVSS/United Way to do less than was necessary in technical 
assistance and training and not to address the thorny issues 
involved in becoming more effective spokesmen or coordinators of 
the NGO sector. In the case of FOPRIDEH, this eventually led to 
tension with the membership and a change in direction for the 
organization. In the case of HAVA the very hands-off attitude by 
the Mission has encouraged a sense of independence in the 
organization, but it has created little incentive and help for 
HAVA to strengthen itself as an institution. The most S U C C ~ S S ~ U ~  
relationship appears to be that maintained with CVSS/United Way. 

Perhaps the lesson to be learned is that no approach can be 
adopted and then pursued indefinitely. There will be a need to 
remain close enough to the organizations to understand the nature 
of their problems and the direction of their evolution and to be 
able to intervene as necessary to help resolve problems, and that 
effort will inevitably require some reasonable amount of staff 
time and the periodic attention of the management of the USAID 
Missions. For instance, in the case of FOPRIDEH the problems are 
being worked out as a result of a high degree of pragmatism on 
both sides. However, this experience highlights the need to 
understand the dynamics of NGO perceptions and relationships and 
the effects of their political context. 



Fundins Delays and Uncertainties. 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 
NGO-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. If, 
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 Reqard to A.I.D.'s Objectives 

Prosram Objectives. 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- 
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 
organization and fund-raising and preparation of project pro- 
posals. Relatively little training has been provided on 
technical matters. In general there has been a lack of followup 
with trainees to assist them in applying the knowledge obtained 
at the training events. Only HAVA 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 cohesion. 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 
except that with CVSS/United Way. 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, except in the case of CVSS/United Way. 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 and CVSS/United Way, the 
organizations face very uncertain futures concerning the 
financing of their operating costs, and all will suffer declininq 
program levels unless substitutes are found for the current AID 
OPGs. Since fund-raising efforts have barely begun in the 



organizations other than CVSS/United Way, 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 organizations1 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 Mission 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. In Guatemala, Honduras and Jamaica 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 organization 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 
planning future support for NGOs and umbrella organizations. 
Many specific recommendations for the five institutions studied 
and the individual USAID Missions are included in the five 
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. ) 

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

- If the objective is solely to establish a funding 
mechanism to enable AID to channel funds to 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. 

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

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

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



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

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

o 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 sense 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. 

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

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

- All systems are in place before operations start, e.g. 
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. 

o 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. 

o Measures to promote financial sustainability must be built 
into umbrella projects, strongly emphasized from the 
beginning, and technical assistance provided to achieve 
them. Specific steps and timetables to achieve financial 
sustainability should be included in agreements and 
carefully monitored. Consideration 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 reimbursable services program. 

o 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. 

In 1984 PACT sponsored a review of the experience of others 
and itself in creating and strengthening consortia of NGOs. 
Among the major conclusions reached in that review were that: (i) 
an attempt should be made to have regional consortia promoted and 
controlled by organizations from within the region; (ii) 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 learned: (a) members of a consortium need to 
have a unity of purpose and a clear view of what they want to 
accomplish through their consortium; (b) the process of 
establishing trust and common vision among consortium members ia 
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 consortiumts life, but all too often financial inputs from the 
outside become more the problem than the solution, and thus it is 
better for a consortium to rely primarily on its own initiative 
and funding in its early stages. 
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Appendix A 
SCOPE OF WORK 

FOR 

EVALUATION OF PVO UMBRELLA GROUPS 

1. Purpose and Background of the evaluation. 

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 
of a variety of small grants. We are at a point where staffing 
constraints are driving missions to reduce proliferaticn 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 cornrnittment 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 missizns 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. 

In 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 In each country in 
the LAC reqion, describe the approach taken or mechanism used 
to select, -manage, monitor and-evaluate .PV0 activities. Note 
where the actual system differs from how it was planned in the 
PP. 

B. Effectiveness of Mechanism and Institutional 
~ffectiveness (For each country visited) To what extent has 
the umbrella organization proven to be an effective and 
efficient mechanism for selecting, managing, monitoring and 
evaluating PVO activities? To idhat 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 

O~-PVOS are aware of the 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 being received? What is the ratio of proposals 
received from indigenous PVOs to U.S. PVOs? How is the quality 
of the proposals being received? Is there any indication that 
they need clearer or more instruction/guidance/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? Wha,t specific criteria are 
used to 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 orsanization 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 
reporting requirements necessary and/or useful and how can they 
be minimized? To what extent has the monitoring and evaluation 
data been used for problem-solving and decion-making 
(identifying problems as they arise and making timely 
corrections and using for future funding decisions)? 



7. Organization's Relationship with Siqnificant 
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, other 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? Is 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 financing? What is its current financial 
status? Are its financial reports accurate, complete and on 
time? Have provisions been made to strengthen financial 
management if necessary? 
Personnel Management: Does the organization have the proper 
number and types of personnel? Are they qualified for their 
positions? Do they receive any training and how are their 
incentives? Is the personnel manual adequate and are its 
policies and procedures complied with? Are there systematic 
and regular evaluations of the personnel and are they shared 
with personnel afterwards? What kind of training/assistance 
could they use to more effectively carry out their 
responsibilities? 

11. Overall Institutional 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? Is the amount of time spent 
changing for U.S. PVOs as well as indigenous? Presumably as 
the organization becomes stronger and its role increases in the 
PVO community, the amount of mission time spent on activities 
should continue to diminish. To what extent has this proven to 
be true? How does the future look in this regard? How has 
this reduced contact affected the mission's relationship with 
PVOs? What can missions do to maintain.some meaningful contact 
with PVOs while reducing overall time and management 
responsibilities with PVOs? 

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

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

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

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

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

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

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

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



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

D. Effectiveness and Strategic Relevance of Activities 
Funded. (For those countries visited) To what extent has the 
umbrella organization served as more than just a mechanism that 
reduces the burden of managing PVOs and in fact serves equally 
as an effective mechanism for funding useful, strategically 
relevant and high performing and effective PVO activities that 
are geared towards the country's priority development needs? 
To what extent have the umbrella group's own objectives, 
priorities and interests been compatible with those of the 
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 Fun- 
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 strategy? To what extent are there differences in 
the level of performance and effectiveness in achieving goals 
and objectives? Are there some PVO activities that should not 
be funded through the umbrella organization? If yes, which 
ones and why? 

F. Preferred 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 PVO projects given staffing 
constraints? To what extent is this approach efficient and 
effective for selecting, implementing, managing and evaluating 
PVO projects that are performing well in achieving their 
intended outcomes (beyond input/output). 

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



present new management problems? Does this mechanism provide 
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 
involvement 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 in the following countries: 

Guatemala - ASINDES 

Hondorus - FOPRIDEH 

Costa Rica - ACORDE 

Jamaica - CVSS - United Way 

Haiti - HAVA 

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

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



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.1.D (from a financial and management' standpoint). This 
person should also have experience working in Latin America and 
the Caribbean conducting evaluations. 

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

(and if possible) 

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

5. Reporting Requirements. 

A. Format of 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 Evaluation Summary 
instructions). 

-- Body of the Report shall include: 

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



Synthesis of Lessons Learned: comparision of how this 
approach works in the various missions and what each mission 
can learn from one another's experiences. This secion should 
be organized by issue/question, findings, conclusions, and 
options for improvement that specifically answer 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. 
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A. BACKGROUND 

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 use CINDE for that purpose-- 
including the provision of funds for USPVOs 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 divisionls 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 
CINDEts 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 for NGO 
representatives, seven formal training opportunities for the 
organizationts 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. 

PACTts 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 of which PACT 



would have a significant 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 been 
obligated through two amendments to the original grant. The life 
of the grant was to run through June 26, 1991. 

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). In 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 ACORDEts 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 tc 
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 
.iscussed with the Director of USAID/CR, the General Development 
fficer 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. Oraanizational Structure 

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

The members of the Assembly are predominantly influential 
persons in the private, entrepreneurial sector and from the upper 
strata of Costa Rican society. There is a careful balance in thc 
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 

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



is 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. 

ACORDE8s by-laws recently were changed more clearly to 
define the role of the Board, giving it the power to: direct the 
affairs 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; appoint 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 14-member staff of ACORDE 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 two 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. Relationshi~s and Issues 

ComDosition 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 ACORDE8s function to represent NGOs, 
establishing a coherent policy and long-term strategy with regar<! 
to ACORDE8s role in NGO development and the role of NGOs in Cost1 
Rica8s socio-economic development will become increasingly 
important as ACORDE develops and demand for its support grows. 
In order to develop such a policy, greater understanding of and 
closer relationships with NGOs would be helpful; and it could be 



beneficial to have an Assembly and a Board which includes a broad 
economic, social and occupational spectrum. Therefore, the 
current effort to broaden 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 
role 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 GOCRts approval for 
ACORDEfs local currency funding arrangement, and probably will 
continue to be helpful in maintaining current good relationships 
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 
define ACORDEts philosophy of development and long-term 
strategy 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. 

Oversiqht 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 Board 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. Relat-ionships with USAID also have been affected, as 
various parties have sought USAIDts intervention in defense of 
particular points of view. 



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 events and 
situations which would merit Board intervention in administrative 
matters. It is important that these problems be approached and 
resolved as institutional issues rather than treated as personal 
problems. 

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

Board as Proiect Apwroval Committee. 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 
ACORDEts program grows significantly, increased workload may 
eventually necessitate the establishment of a separate project 
approval committee. 

Gender Composition of Assemblv 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. 



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

Most of the NGO representatives interviewed find ACORDEts 
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 a lot. However, he asserted that any 
new staff should have had previous experience working with NGOs. 
Based on interviews with staff members, the Board and the 
resident advisor of PACT as well as NGOs, 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 Policies and Fractices 

ACORDEts 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 n o t  
been put into effect. The raises granted last. year ranged from 5 
to lo%, insufficient to cover the 16% inflation rate. Further- 
more, there are salary differences among staff members with no 
apparent justification either of seniority or of workload. Also, 
instead of the semi-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 those who don't get the same small raises. In contrast, 
Board members appear to believe that staff salaries are already 
high - some say too high - so that larger increases are not 
justified. However, handling this situation on a case by case 
basis rather than developing a policy that demonstrates 



impartiality may be contributing to some perception by the staff 
that the Board 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-living and performance incentives. These should be 
budgeted annually by the Board and implemented through 
normal administrative channels rather than being decided on 
a case-by-case basis directly by 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. 

Training 

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 courses 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 ACORDEts staff, both profes- 
sional and secretarial, is for computer use. Other trai~ing 
needs are identified in various parts of this report. 

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

3. Financial Soundness 

a. Operatins Expenses - Level and Pros~ects 
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 



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

This favorable situation for the financing of ACORDEts 
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 funds 
accelerates. However, payments to ACORDE under the reimburseable 
development funds already utilized should grow steadily from 
$23,000 in 1988 to $82,000 by 1991 and be further augmented by 
payments under additional reimbursement development activities to 
be entered in the future; and these payments may be used to meet 
operating expenses if necessary. 

USAID/Costa Rica has made a grant to ACORDE of 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 available to meet ACORDEts operating expenses 
in the foreseeable future. Indeed, given ACORDEts 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 ACORDEts 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 tne operation of the Board and of 
representation type expenses amount to some 7% of the operating 
budget. This may be somewhat high, in view of the fact that the 
Board members do not receive compensation for their time. 

b. Prosram 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. ACORDEfs planned 
amounts from these sources in 1988 are: 



C Millions 

Funds from CINDE 59.782 

Funds from GOCR 133.602 

Funds from fundraising 5.000 

Funds from PACT OPG -- 
TOTAL : 198.384 

$ (actual or euuivalent) 

,797 

1.781 

.067 

1.200 

3.845 

These anticipated funds were budgeted among the following 
programs : 

Oblisations C Millions $ (actual or esuivalent) 

Reimbursable 
Development Program 26.000 

Nonreimbursable 
Development Program 63.200 

Fundraising Program 3.104 .041 

Investment in Income- 
Producing Assets 1.500 

Pending Obligation 104.580 1.394 

Total in Colones 198.384 2.645 

Development Activities 
under OPG -- 

TOTAL : 198.384 3.845 

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



and abroad should increase, but the 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 projects 
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 that that level will be 
achieved without increases in the GOCRfs support or a continua- 
tion of AIDts 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 ACORDEts 
support is increasing and as ACORDE is gaining the capability to 
respond to that demand. 

Recommendation - USAID/CR should discuss with ACORDE and the 
GOCR the level of resources needed for ACORDEts programs in 
1989 and 1990 and determine xhether ACORDE will be able to 
plan on their additional support to achieve those levels. 

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



local 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 from 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 $43,000 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 GOCR1s 
providing a 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 issues or problems facing ACORDE's fundraising 
efforts. One is that the approach to be used with prospective 
sources of funds is not fully worked cut, 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- 
ticn 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 ACORDE 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 



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 donors. 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. Other 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. In part this may be due to 
the fact that there is considerable skepticism among Board 
members with regard to the feasibility of raising a significant 
amount of funds. 

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

d. Reimbursable Services - 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 
proporti.on of its project funds which are provided on that basis. 
However, all its technical assistance and training support have 
been provided on a grant basis so far, as has its assistance to 
NGOs in improving their project proposals for financing by ACORDE 
or other donors. 

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



broker and 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. Financial 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 PACTts 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 ACORDEts handling of the colon funds 
through December 31, 1987 was 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 USAIDts comments indicate any 
serious problems with ACORDEts handling of the funds, and those 
observations which were made are being addressed. 

Still, ACORDE does face a few important problems in the 
gathering and utilization of financial information. First, it 
has not yet addressed how it would handle any dollar funds which 
might be turned over to it from PACT or AID after PACT ceases to 
be a full time advisor to ACORDE or which might be made available 
to it in the future by external donors. The PACT representative 
in Costa Rica plans to remove himself from all but the most 
formalistic participation in ACORDEts review of proposals from US 
PVOs, but disbursements and accounting for any such projects 
approved for funding will still take place and be controlled by 
PACT in the US. Second, the workload facing the ACORDE financial 
professional is such that he does not have time to participate in 
the analysis of project proposals or to analyze the several 
financial alternatives for ACORDEts future operations. There 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 assigninq 
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 attention 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 syste~s 
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. 



4. Institutional Plannins, Prosrammins and Evaluation 

With the assistance 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 covers the period 1987-1991, 
was a general statement 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 to 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 been made in the process. Examples would be: (i) 
providing technical assistance and training to NGOs through 
grants to qualified NGOs or cons0rtj.a of NGOs rather than 
directly; (ii) leaving the consolidation and promotion of the 
overall NGO sector to other organizations, (iii) moving toward 



greater use of loans in providing assistance to NGOs; and (iv) 
modifying the structure and operation of the General Assembly and 
the Board of Directors in order to improve their capacity to 
guide the organization. However, there are still very important 
issues to be addressed which are mentioned in various sections of 
this report. One of the more important issues is settling on a 
strategy for ACORDE's long term role in the NGO sector 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. The relationship between the multi-year 
planning document and the yearly 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 
reworkings 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 beneficiaries. 
Information is not being gathered on those topics, and no one is 
charged with analyzing them. In fact, to date the planning 
process has been heavily dependent on the support of the resident 
representative of PACT, and there is no staff member of 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. 

Recommendation - 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. 

Publicitv 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 



has been devoted to seeking 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 programs. 
Publicity for ACORDEfs program has been 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 
fostering 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 staff 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 analysis which is to be conducted. 

6. Preparation, Review and Selection of Sub-projects 

a. Objectives and Priorities 

ACORDEfs general objective is to strengthen NGOs in order to 
contribute to the development of the low-income population and to 
the general welfare of the country. Specific objectives are to 
increase NGOsf implementation capacity, operating efficiency, 
program and project coverage and initiatives. Stated project and 
geographic priorities favor projects which generate employment, 
increase productivity and increase beneficiary income; projects 
which develop human resources through training, education or 
improved health and welfare; and projects in geographic areas 
with high rates of under- and unemployment, low income and other 
indicators of a low level of socioeconomic development. However, 
there are choices which need to be made in applying these 
objectives and priorities. 



Institution Buildina vs. Short-term Impact. There is some 
question within the NGO community as to whether ACORDEts funding 
policies are meant to reach the maximum number of NGOs and 
therefore build up the weaker organizations within the sector or 
whether they are to be directed to increased funding for the most 
effective NGOs with the greatest demonstrated beneficiary impact. 
There is 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 ACORDEts resources have been utilized by the 
stronger NGOs since the dollar funds have been reserved for US 
PVOs and the more effective Costa Rican NGOs have been better 
able to respond to the project requirements. 

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. Based on an early 
assessment, ACORDE should determine whether institu- 
tional strengthening is needed prior to proceed with a 
pro j ect 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 funds 
as venture capital for untried but promising ideas for 
projects and/or organizations. 



Productive vs. Social Proiects. While ACORDEfs 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 ACORDErs 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 dilute its current and growing 
focus--and possibly its effectiveness--by incorporating other 
types of projects. USAID/CR has somewhpt 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 Ricafs economic situation, the Government is less able to 
meet the need for social programs and projects. Therefore, NGOs 
are sure to encounter increasing pressure to meet these needs; 
and the question of where they can go for funding is likely to 
become more critical. 

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 projects, 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 national or foreign private, non- 
profit NGOs operating in Costa Rica which meet the requirements 
of donors to ACORDE and benefit low-income persons without 
discrimination as to religion, sex or race. National NGOs must 
be duly registered and legally represented; foreign NGOs must 
have a permanent, duly accredited representative in Costa Rica. 
All must have qualified paid staff and adequate internal manage- 
ment systems. Evaluations of previous activities of the NGOs arc 
taken into account. 



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 for 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 
efforts 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. 

There 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 discourage 
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 second 
income to their families, even though their husbands 
may earn the principal income. 

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



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

o There is also some question as to the types of orga- 
nizations eligible for ACORDE funding. To date, only 
associations or foundations at the secondary level have 
been funded. While ACORDErs 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 movement 
toward funding beneficiary-level organizations such as 
Asociaciones de Desarrollo Comunal (Community Develop- 
ment Associations) or Centros Asricolas Cantonales 
(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 ACORDEfs capacity to respond since there are 
approximately 6,000 Asociaciones de Desarrollo Comunal 
alone, and could also be seen as bypassing or under- 
mining NGOs working at the secondary level. It may be 
more feasible to provide longer-term support via NGOs 
working with these groups until the beneficiary groups 
can be graduated to the formal credit system. The 
consequences of a change in current policy should be 
carefully considered before establishing a precedent of 
directly funding beneficiary organizations. 

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

Procedures. The process 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 
(ACORDEts 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, 



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

o Once formally accepted, 15 working days are allowed for 
staff analysis of the proposal by the Project Officer 
and PRODE Coordinator, 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 are 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 Ecard 
of Directors of ACORDE at quarterly meetings in March, 
June, September and December.) 

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

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

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

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



year or more. 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 were also 
due to the slow development of project selection 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 
smoothly. 

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 
ACORDEts 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 Itrules of the game" clearly enough or had 
arbitrarily changed them after the game had begun. Othcr 
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. 

Recommendations 

(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 proposal, 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 asssss 
the proposal and the NGO; the Project Officer could then 
conduct a detailed analysis; the Committee could meet again 
for a review and make its recommendation to the Board, which 
would then vote on approval. AID'S review and approval 
could proceed within the current 10-day time period as soon 
as the detailed analysis and recommendations are completed. 



AIDfs ratification 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 delays 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 Proposal% 

In 1987, ACORDEfs first year of operation, 21 proposals were 
funded. 19 of these had been previously approved by CINDE/OPV 
and funding taken over by ACORDE. There is no information on 
proposal denials in that period. Up to August of 1988, 13 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 proposals has improved over the past 
year. According to ACORDE's project 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 expenses in project proposals. 

ACORDEfs 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 PRODE's staff tine 
for project analysis and monitoring are heavy, thereby severely 



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. 

Recommendation - 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 or by some other 
means. Simply sending back unacceptable proposals is 
unlikely to help if the institution lacks the 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. Monitorinu of Sub-proi ects 

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. 



8. Use of External Advisors and Technical Assistance 

The OPG to PACT had two basic purposes. One was to provide 
a reliable channel for USAID in making dollar funds available to 
NGOs, and the other was to provide technical and financial 
assistance in creating an independent organization from CINDEfs 
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 PVOfs 
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 Board as 
having become too involved in the personnel and oversight 
problems previously described 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 expectations 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 effectiveness of PACT 
assistance. 

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



support in the past has been that of the Resource Foundation of 
New York (an affiliated organization) in providing ACORDE some 
guidance and introductions to potential donors. For the future, 
likely topics for such assistance are carrying forward the idea 
of using debt-swaps to generate resources for ACORDE and improv- 
ing ACORDEfs ability to plan and evaluate its activities. 

As mentioned above, the services of 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 advisor 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. PROGW: NATURE AND EFFECTIVENESS 

1. Representation and Coordination of the NGO Sector 

a. Relationships with NGOs 

The majority of the representatives of ACORDEfs client NGOs 
who were interviewed expressed a generally favorable view of 
ACORDE, although a number of criticisms were also expressed. A s  
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 ACORDEfs 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 negative perceptions of ACORDE 
may be the ambiguity concerning its role vis-a-vis the NGOs. A  
membership organization is controlled by and responsi.ve to its 
members. Such organizations have a clear role in representing 
their membersf interests and usually try to coordinate their 
activities to some degree, as well as providing services such a s  
funds, technical assistance and training. ACORDE, on the other 
hand, was created as a foundation to channel funds, technical 
assistance and training to NGOs; and during the first two years 



of 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 set up 
to represent NGOs or to coordinate their activities. It is an 
I1umbrellal1 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 efforts, thus stimulating an expectation that 
NGOs should have a greater voice 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 women from volunteer organizations 
primarily engaged in social welfare activities. Eventually it 
grew into a consortium composed of private development organiza- 
tions as well as social assistance groups, with 47 members at the 
end of 1987. FOV's major emphasis has been on human development 
training for low-income women. It has also provided credit for 
productive projects growing out of its training efforts. It has 
received funds from AID via OEF International and, more 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 aiid provided a grant to help FCV 
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. Its 
financial future is also uncertain. 

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

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



absence of other viable representative organizations. On the 
other hand, it is not and has no plans to become a membership- 
controlled organization, so it will be subject to criticism by 
such organizations for competing with them. 

Of course, there is no one right way to apportion the 
various types of activities which could 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 success in achieving such agreements, and the prospects for 
achieving them do not seem 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. ACORDEfs 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 by funding an impartial study by 
an external consultant of NGOsf needs and expectations with 
regard to FOV, their willingness to provide effective 
support for it and its most appropriate structure and 
functions. However, this would only be useful if it were 
done with FOVfs 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 meetings between the NGOs and ACORDE Executive 
Directors. 

b. Relationships 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 i ~ ;  
underway. The apolitical character of the Assembly and Board 



should ensure that good relations continue regardless of elec- 
toral outcomes. However, the generous funding of ACORDE by the 
GOCR with resource generated by the AID program could provide a 
tempting target for criticism by political factions, and thus 
ACORDE will not be able to neglect its public relations or the 
opinion of other members of the NGO community. 

c. Relationships with Other Auencies 

Relationships with ACORDErs 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, ACORDEfs efforts to estab- 
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 flumbrellan organizations in other countries. 

2. Financial Supwort for NGOs 

Size and Nature of Prosram 

ACORDE has funded about 32 projects as of June 1988, for a 
total of C96,864,544 in local currency funding or $1.273 million 
at the current exchange rate of C76.10=US$1.00 and $2,735 million 
in PACT OPG dollar funds. In late 1987 it was decided to fund US 
NGOs exclusively out of the OPG dollar funds, while local NGOs 
are funded in local currency. ACORDE has also made 35 local 
currency mini-grants (up to the equivalent of USS500 each), for a 
total of C834,9938 (equivalent to $10,972). 

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

The distribution of these funds follows. (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) . 



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

Year No. (US$) No. f 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.technica1 assistance or 
mini-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 to 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. Im~act on NGOs 

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

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



Another complaint was that the parameters of ACORDE's program are 
too narrow - i.e., denying funding for socially useful but "non- 
productiveu 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 is 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 loan funding was that it 
affected their ability to reach the "break evenB1 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 spread. Most Costa Rican NGOs charge rates between 18% 
and 36%. If ACORDE is working with grant funds and lends at 15%, 
and the NGO in turn lends at 24%, 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 some 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 



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. One had grown into a "mini-factorygf 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 projects in rural or marginal urban areas 
in the Pacific and Atlantic regions appeared to be making some 
progress in community organization and in extending credit to 
very low-income people, usually for activities such as fishing, 
agriculture/livestock or microenterprises. One, involving 
community nurseries for new plant varieties, appeared to have had 
some impact in crop diversification and increased incoms; 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 deficien- 
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 



costs through an endowment, program costs are another matter. 
While every effort should be made to increase ACORDEts 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 NGOst financial 
self-sufficiency by covering costs from income would seem to be 
unrealistic unless the nature of the NGOs and projects supported 
were restricted to those involving only revenue producing 
activities. It would seem to be more realistic to stress 
diversification of the funding base for the NGOs to avoid 
continued dependency on USAID, ACORDE or any other single donor, 
while encouraging the use of loan funding to the maximum com- 
patible with the overall purposes of the 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 ?!GOs + - 7 r  L L  I 

to retain their best clients which contribute the most to their 
income. Rather, NGOs should be encouraged to Itgraduate" 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 Assistarlce and Traininq Sup~ort for NGOs 

a. Size and Nature of Prosrams 

During 1983-1986 the CINDE-NGO activity trained nearly 4,000 
persons and provided technical assistance in one way or another 
to 141 groups with a total membership of 14,585 persons. In 
1985, the program focused on the conduct of an inventory of 



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

When ACORDE was created, the provision of training and 
technical assistance to NGOs was one of its stated purposes. In 
1987, ACORDE funded six technical assistance or training projects 
directed at 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. In addition, five specific technical assistance 
grants were made. As already noted, most mini-grant funding is 
also for training courses or specific technical assistance. 
ACORDE also provides some specific technical assistance to client 
NGOs through the proposal development process. 

Overall this represents a diminishing of ACORDEfs 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 ACGRDE 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 yet. 

b. Impact on NGOs 

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



Recommendation - ACORDE should consider ways in which it can 
meet NGOst technical assistance and training needs more 
effectively, including active outreach to I1selll1 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 Meetins AID Obiectives 

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 
AIDts support; (ii) to strengthen the performance and the role of 
the NGO sector in Costa Ricats 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 AIDts first and third objectives although there are still 
important problems to be solved. ACORDEts performance in meeting 
the second objective has been weak, and the meaning of the 
objective itself is not entirely clear. 

System for Providinq 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. ACORDEts 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/CRts strategy which places emphasis on workinq 
through private sector organizations - and especially through 
organizations organized along profit-making principles However, 
as mentioned above, there is a question of the deqree to which 
ACORDEts 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 ACORDEts thinking which is leading in that direction. 

Strensthenins the Overall NGO Sector. The original PACT 
proposal and USAID/CRts response appear to see ACORDE as a way ot 



increasing the importance of the NGO sector. Indeed, one of the 
reasons given for USAID/CRrs seeking to have ACORDErs Board 
composed of leading business and professional persons and for 
USAID/DRrs 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, 
~consolidationM of the sector was one of the expressed programs 
in the first year of ACORDErs life. However, what was meant by 
this objective has never been elaborated; and, in fact, ACORDE 
has done very little to make itself a guide of or responsible for 
the operation of the NGO sector. 

As discussed above, since ACORDE is not a membership 
organization there is a serious question as to whether it can or 
should try to become a spokesman for the NGO sector or to 
coordinate the actions or public positions of NGOs. Indeed, its 
relationship with the largest NGO association in Costa Rica has 
been strained. Furthermore, ACORDE largely delegated the 
planning and conduct of technical assistance and training 
programs to other entities in part because 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 ACORDErs performance in meeting the first 
USAID objective. 

Reduced USAID Workload/Increased Impact of Fundins 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 part-time by a personal services contractor in 
the Missionrs General Development Office. The nature of the 
Missionrs 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 situation 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 completion 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 ACORDE becomes exclusively dedicated to 
sponsoring productive projects through the provision of credit, 



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. 

Publicity for AID. Although USAID/CR did not make public 
recognition of the role of the US Government an objective of the 
program with ACORDE, it is likely that AID'S expectation is that 
it will be given credit for its support. THat is occurring only 
in a limited way. Some mention of AID'S support is contained in 
the written background material produced by ACORDE, and certainly 
the staff and Board of ACORDE are fully aware of the importance 
of AID to the program. However, the beneficiary groups do not 
seem to be aware of the program's dependence on AID support, and 
such awareness on the part of the NGOs seems to be spotty. In 
part, that may be a conscious downplaying on their part since 
there is evidence that some of them even resist giving 
recognition to ACORDEts 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. Some 
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 ACORDEts ability to obtain support from interna- 
tional sources not wanting to associate themselves with USG 
programs. It is not within the competence of the evaluation team 
to conclude what would be the appropriate level and nature of 
public recognition of AID's role, but it does seem that USAID/CR 
should make clearer to ACORDE and participating NGOs what are its 
expectations concerning such publicity. 

Recommendation - USAID/CR should clarify for ACORDE what are 
its expectations concerning: (i) the degree to which ACORDE 
should focus its programs on productive projects through 
credit programs; (ii) the strategy to be followed in 
ACORDEts 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. ADDropriateness and Effectiveness of AID'S Guidance and 
Monitorinq 

As previously mentioned, the Mission provided extraordinary 
financial support to ACORDEts operating budget, and it was key to 
obtaining the GOCRts financial support for ACORDEts 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 



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

USAID/CRts guidance and monitoring of the PACT-OPG and its 
program in support of ACORDE have been handled by the General 
Development Office -- by a direct hire US employee until May 1988 
and by a US personal services contractor thereafter. Neither 
person was devoted full-time to the program. In addition, the 
former Director and Deputy Director of the Mission had close 
personal and working relationships with the President of the 
Board of ACORDE, and were identified publicly as strong sup- 
porters of both CINDE and of ACORDE. That contact and iden- 
tification contributed to 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 the 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 follcwed i~ 
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 t J G 3  
sector; (iii) the degree to which ACORDE's Assembly and Board 
should include persons active full-time in NGO operations and 
have experience in development (as distinct from business) 
activities; (iv) the approach which ACORDE should take in 
providing training and technical assistance to 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/CRfs providing additional 
dollar support for ACORDE's program. 

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



formally approves the projects sent to USAID after they have been 
approved by the Board. This degree of participation in the 
process of project review probably is not necessary. Both 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 to be benefited also received support from 
a Communist country organization. Given the limited amount of 
staff time which USAID/CR can devote to the program, it would 
seem more important that it be spent on overall institutional and 
program issues. 

Recommendation - USAID/CR should shift the emphasis of its 
involvement with ACORDE from one of reviewing sub-projects 
to that of discussing 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 AIDfs continued interest in ACORDE is clear to all, 
USAID/CR should consider holding quarterly or semiannual 
meetings between the Board of ACORDE and the Director or 
Deputy Director of the Mission. The meetings would be based 
on an agenda and information compiled by the staffs of 
ACORDE and the Mission. 

MAJOR CONCLUSIONS AND ISSUES 

ACORDE and PACT have achieved ri~ajor 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 ACORDEfs 
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 suppcrt from USAID/CR, ACORDE has assured 
financing for most of its operating expenses. 



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

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

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

o 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. 

o 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. 

o 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. 

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

o The delay of nearly a year in obtaining financing from 
the GOCR undermined ACORDEts 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. 

o ACORDEts 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 issues 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 Board more for 
guidance and policy revision and less as a project 
proposal review committee, and to resolve the current 
tension which exists between the staff and the over- 
sight mechanism of the Board. 



2) 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 should 
seek to play in strengthening the cohesiveness and 
strength of the NGO sector. As part of that review it 
should discuss the wisdom of providing support directly 
to beneficiary groups. 

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

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

5) It needs to review its fundraising efforts with the 
intention of adopting a comprehensive strategy which 
will include greater participation by members of the 
Board and priority for the raising of foreign exchange. 
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Flora Perez, General Development Office 
Betsy Murray, Project  Officer 

Board of ACORDE 

Berta Carvalho, President of Board of Dikectors 
S i lves t re  Alonso, Fiscal  
Rodolfo Piza. Board of Directors 
Claudio Quiros,  Board of Directors 
Harry Odio, Board of Directors 
Constantino Drcu o f  Board of Directors 
Carlos Lachner, goard of Elrectors 

Staff of ACORDE - 
Kris Merschrod, ~ e s i d e n t  Representative, PACT 
Yaria Aminta Quirce de Heilbron, Executive Director 
Pa t r i c i a  Matamoros, Administrative Off icer  
Rafael Vargas Sanchez, Coordinator fo r  Program Development 
Joaquin Aguilar Vargas, Project Officer ,  Program Development 
Nancy Moritz, Coordinator for  Economic Diversification 
~ i l m a  Torres Corea, Secretary for  Program Development Dept. 
Carlos Chaveria, Accountant 
Juan Carlos Chinchilla V i l l a l t a ,  Driver 
Alexis Zuniga Lizano, Driver 

Former Em~lovees of ACORDE 

Yanko Goic, former Deputy Executive Director 
Maria Barboza 
Isabel  Chacon, former Head of Durian of Technical Assistance 

and Training 

Representatives of NGOs 

Si lv io  Baltodano, Executive Director,  Technoserve, Inc.;  Board 
of Directors,  Federacion de Organizaciones Voluntarias (E'OV) 

Alfonso Ramirez, Agronomist, Technoserve, Inc. 
S i lv io  Fletcher,  President of Board of Directors,  CREDIMUJER 
Jean Chue de Gonzalez, Business Advisor, CREDIMUJER 



J u l i o  Gonza lez ,  E x e c u t i v e  D i r e c t o r ,  A s o c i a c i o n  C o s t a r r i c e n s e  d e  
D e s a r r o l l o  (FuCODES); P r e s i d e n t ,  Board o f  D i r e c t o r s ,  FOV 

K a t h e r i n e  S t e a r n s ,  D i r e c t o r  f o r  C o s t a  R i c a ,  Accion/AITEC (AVANCE) 
W i l l i a m  Chacon, E x e c u t i v e  D i r e c t o r ,  AVANCE M i c r o e m p r e s a r i a l  
Ami lcar  Ordonez,  E x e c u t i v e  D r i e c t o r ,  Fundac ion  J u v e n i l  C o m u n i t a r i a  

(FUDEJUC)/Save t h e  C h i l d r e n :  Board o f  D i r e c t o r s ,  FOV 
B e l e i d a  Hami l ton ,  P r o j e c t  D i r e c t o r  f o r  Limon, FUDEJUC 
Rober to  Gonza lez ,  E x e c u t i v e  D i r e c t o r ,  Fundacion p a r a  e l  

D e s a r r o l l o  d e l  P a c i f i c o  (FUDEPAC) 
Mar ia  Mar t a  P a d i l l a ,  E x e c u t i v e  D i r e c t o r ,  Fundac ion  I n t e g r a l  

Campesina ( F I N C A )  
L i l i o  Or tuno ,  ex -Execu t ive  D i r e c t o r ,  FOV 
R o b e r t  Mack, Co-Driector, ANAI  
BFsa i  Fe rnandez ,  Agronomis t ,  ANAI 
W a l t e r  Rodr iquez ,  P r e s i d e n t  o f  Board o f  D i r e c t o r s ,  A s o c i a c i o n  d e  

Pequenos P r o d u c t o r e s  d e  Talamanca (APPTA) (ANAI-as s i s t ed )  
Manuel B a l l e s t o r o s ,  ASOPRIDE 

O t h e r s  

L u i s  Noel A l f a r o ,  INCAE 

F i e l d  V i s i t s  t o  P r o j e c t s  

AVANCE/AITEC m i c r o e n t e r p r i s e  p r o j e c t ,  San Jose ( v i s i t e d  5 d i f f e r e n t  
c r e d i t  b e n e f i c i a r i e s )  

CREDIMUJER m i c r o e n t e r p r i s e  p r o j e c t ,  San J o s e  ( v i s i t e d  2 c r e d i t  
b e n e f i c i a r i e s )  

FUDEJUC i n t e g r a t e d  community deve lopment  p r o j e c t ,  P u n t a r e n a s  
( v i s i t e d  4 b e n e f i c i a r i e s  - f i s h i n g ,  h o u s i n g  & m i c r o e n t e r p r i s e  
c r e d i t )  

FUDEPAC m i c r o e n t e r p r i s e  p r o j e c t ,  P u n t a r e n a s  ( v i s i t e d  4 c r e d i t  
b e n e f i c i a r i e s )  

Technose rve  a g r i c u l t u r a l  c o o p e r a t i v e  p r o j e c t ,  28  M i l l a s ,  Limon 
( v i s i t e d  e x p e r i m e n t a l  c o f f e e  p l a n t a t i o n ,  i n t e r v i e w e d  d i r e c t o r  
of cooperative) 

FUDEJUC i n t e g r a t e d  community deve lopment  p r o j e c t ,  Limon ( v i s i t e d  
member o f  h e a l t h  commi t t ee ,  saw community c e n t e r  p r o j e c t ,  
v i s i t e d  b e n e f i c i a r y  o f  c r e d i t  f o r  p i g  r a i s i n g )  

ANAI a g r o f o r e s t r y  p r o j e c t  , Talamanca,  Limon ( v i s i t e d  communal 
n u r s e r y  f o r  new p l a n t  v a r i e t i e s ,  s i t e  o f  a g r i c u l t u r a l  s u p p l i e s  
a n d  m a r k e t i n g  c e n t e r  u n d e r  c o n s t r u c t i o n ,  i n t e r v i e w e d  d i r e c t o r  
o f  APPTA, v i s i t e d  2 b e n e f i c i a r i e s  o f  n u r s e r y  p r o j e c t )  
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FOUNDING ASSOCIATES OF ACORDE 

J o s d  J o a q u i n  T r e j o s  Fernhndez  

M a r i t a  Camacho Q u i r 6 s  

F r a n c i s c o  C a r r i l l o  C a s t r o  

J o s e  Mar ia  Crespo  P e r e r a  

F l o r a  Ma. J imdnez  Borb6n 

Ma. Aminta Q u i r c e  Lacayo 

P r e s i d e n t e  F e d e r a c i 6 n  O r g a n i z a c i o n e s  V o l u n t a r i a s  

B e r t a  C a r v a l h o  F e u i l l e b o i s  * 

C o n s t a n t i n o  Urcuyo F o u r n i e r  * 

C a r l o s  Lachne r  G u i e r  * 

H a r r y  Odio J imknez  * 

C l a u d i o  Q u i r d s  L a r a  * 

Rodo l fo  P i z a  R o c a f o r t  * 

S i l v e s t r e  Alonso  Matanzo * *  

A l v a r o  Cedeno G6mez 

L u i s  Liberman G i n s b u r g  

* On Board  o f  D i r e c t o r s  

* *  FISCAL 
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PERSONNEL OF ACORDE 

J O A Q U I N  BERNARD0 AGUILAR VARGAS 
E n t e r e d  S e r v i c e :  J a n u a r y  4 ,  1988  
P o s i t i o n :  P r o j e c t  O f f i c e r  

MARIA CECILIA CALERO JIMENEZ 
E n t e r e d  S e r v i c e :  J a n u a r y  1, 1987  
P o s i t i o n :  P r o j e c t  O f f i c e r  

ROXANA CASTRO SUAZO 
E n t e r e d  S e r v i c e :  J a n u a r y  1, 1987  
P o s i t i o n :  F i n a n c i a l  S e c r e t a r y  

N U R I A  CESPEDEZ ROJAS 
E n t e r e d  S e r v i c e :  May 2 5 ,  1987  
P o s i t i o n :  A d m i n i s t r a t i v e  S e c r e t a r y  

CARLOS CHAVARRIA ALFARO 
E n t e r e d  S e r v i c e :  J a n u a r y  1, 1987  
P o s i t i o n ' :  F i n a n c i a l  A s s i s t a n t  

J U A N  CARLOS CHINCHILLA VILLALTA 
E n t e r e d  S e r v i c e :  J a n u a r y  1, 1987  
P o s i t i o n :  Driver  

PATRICIA MATAMOROS PEREZ 
E n t e r e d  S e r v i c e :  J a n u a r y  1, 1987  
P o s i t i o n :  A d m i n i s t r a t i v e  A s s i s t a n t  

NANCY MORITZ LEARNED 
E n t e r e d  S e r v i c e :  Novernber 1, 1987  
P o s i t i o n :  C o o r d i n a t o r  o f  I n t e r n a t i o n a l  C o o p e r a t i o n  

MARIA AMINTA QUIRCE LACAYO 
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A. Purpore of tho Activity Evmluated 

This report is part of an evaluation of the progress being 
made rn the implementation of an Om by Private Agencies 
Collaboratrng Together (PACT)in assistrng the UGAID (Costa Rica) 
Hissron rn the establishment of an independent PVO umbrella 

5 support entity In Costa Rica. 

The PVO umbrella support entity establrshed srnce the 
initration of thrs project 1s knovn as the Costa Rican 
Associatron for Development (rts Spanish acronym is ACORDE). 
ACOEDE begun operatrons as a separate ent~ty in Janwry of 1987, 

10 and has since assisted some 28 PVOs t,hrough grants and loans to 
strengthen P W ' s  capacity to implement projects that benefit the 
more disadvantaged population of Costa Rica. 

B. Pvrpo- of the Roport and Hethodology Ulsd 

The purpose of this report is to provide useful feedback for 
15 the menageaent of the OPG by assesarng the progress ACOEDE has 

made in the establishment of: 

1. a vorking relationship vith the PVO 
community, 

2. conflict re8olvtion mechanism betveen itself 
2 0 as a grant raker and the PUOs seeking wants, 

3. developing local PVOs vith U.8. PVO support 

4. an effective proposal review process 

5 .  an evaluation and monitoring system 

The overell evaluation of he PAC OPG vas conducted by a 
25 two member team between Avguat $' and & as part of a comparatrve 

evaluatron of P W  umbrella groups rn frve Centre1 Amerrcan and 
Carrbbean countries. Thrs sectron of the evaluatron of the PACT 
OPG ves conducted between August 12 -27 by a thrrd consultant. 
The scope of work of thls sectron of the evaluation was desrgned 

30 to take a more rn-depth look st selectad aspects of the PACT OPG, 
namely the relationahrps between ACOEDE and the U.8.  and local 
PVOs. The frndrngs of this report vill be ~ncorporated rnto the 
over all evaluation. 



Since the ultimate success of ACORDE hlnges essentially on 
35 the effectiveness and efficiency of ACORDE's cllent PVOs, the 

focus of this evalustion 1s on the relationships betveen ACOBDE 
and the PVO community. The cona~ltant spent most of h ~ s  tvo-veek- 
tlme ln Costa Rlca lntervieving 20 PVO execdive directors. The 
material gathered through these lntervievs vas supplemented by: s 

40 revlev of ACORDE's flles, visits to 5 project sites for 
intervievs vlth PVO beneficiaries, discussions vith ACOBDE staff 
( Project development - PRODE - department, Execdlve Director, 
and PACT resldent Advisor), the President and members of the 
Board of Directors. Dwlng the third and last veek of the 

45 assignment, the consultant vlslted the headquarters of U.8. PVOs 
to discuss v ~ t h  Regional Directors and Project Offlcers thelr 
experience and oprnlons of ACOBDE and the PACT OPG. 

Private Agencies Collaborating Together (PACT) begun 
50 implementing an O W  in June of 1986 " to sssrst the UsAID (Costa 

Rica) Hission to maintain its support to PVOs, and especially the 
U.8. PVO community." 

Since 1983, U8AID support for the PVO community vas being 
channeled through the PVO Program of the Costa Rican Coalition 

55 for Prlvate Initiatives (CINDE). In June 1986, PACT begun 
implementing an OPG to assist " in the establ~shment of an 
independent PVO umbrella support entity In Costa Rica, separate 
from CINDE, vhile simultan~ualy channeling U.8. dollars to PVOs 
registered vith AID/WAB to finance OPG type activities". 

60 The Project had four, highly related pwposes: 

1. To facilitate the establlahaentofCINOE/PVO 
-as an independent legal entlty, aeparate from 
the existing CINDE operation. 

2. To establish a U.8. Dollar and Colon grant- 
65 making progrsm in Coata Rica that vill 

support socio-economic projects of PVOs 
vorking in Costa Rica. 

3. To increase CINDE/PVOts efficiency and 
effectiveness as a grant maklng and support 
organization. 

4. To design, pronote and lmpleoant a technical 
assistance program for the local and 



international PVO. 

An additional 5th objective was to asslsts ACOBDE to 
75 dlverslfy ~ t s  funding sources through a fund ralslng strategy at 

both +>he ~nternatlonal and natlonal levels. 

To date (August 1988) the PACT OPG has achleved or 1s on ~ t s  
vay to achlevlng all the goals of the project. Hore spaclfically 
the OPG has achleved the follovlng: 

8 0 1. an independent entlty has been successfully 
established completrng the transition from 
CINDE/PVO to AC€lBDE. 

2. Grant-making mechanisms in U.S. dollars and 
Colones have been established to support 

8 5 socio-economic projects of PVOs working in 
Costa Pica. 

3. ACOBDE has assured funds for Operational 
expen so s . 

4. The GOCR has agreed to provlde A(=ORDE with 
9 0 funds for a period of frve years. 

5. Fvnd ralsing strategies are still being 
developed. Important and innovative domestic 
fund raiaing stretegies are belng 
experimented with. 

9 5 The PACT OPG has made substantlal progress In the folloulng 
areas, vhrch fall under the scope of this part of the mid-term 
eva lvst ion : 

5.  -The efficiency and effectiveness of A(=OBDE as 
a grant-making svpport organlzatlon has been 
substantially improved. 

6. Althovgh s o w  technical asslstance to PVOs is 
being provided in the preparation of 
proposals and through small grants to help 
PVO'e personnel acquire skills, A(=ORDE needs 
to define its technical asslstance role and 
programs nore precisely. 

7. ACORDE has made progress In developing a 
cooperative relatlonshlp vlth PVOs gaining a 



favorable image vlth a grovrng segment of the 
PVO community 

The rest of the report vlll examlne each one of thls areas 
by focuslng on the ACORDE - PVO relatlonshlpe, and the perceptron 

115 of ACORDE by the PVOs. Thls examlnatlon is drvlded ~nto three 
parts: ACORDE's lmage rn the PVO Community; the Project Selectron 
Process, and the need for an evalvstlon strategy that can be ueed 
to rmprove ACORDE's plannlng capacrty, as vell as, the rmpact of 
rts projects on the PVOs and their benefrciarles. The flnal 

120 sectlon of thls report deels vlth issues related to the U.8. PVO- 
PACT-ACORDE relatlonshlp vhlch vere ralsed by reglonal dlrectors 
and project offlcers rn the home offrces of the PVOs Lhat have 
programs In Costa Blca and have recerved svpport from the dollar 
fwnd managed by PACT-ACORDE. 

125 A. CORDE'm 1- in tho PVO hammiby 

Among the 20 executive dlrectors lntervleved in Costa Bica 
for their opinions on ACOBOE's performance as a fwnding agency, 
there is a 70 to 30 percent split betvean those that have a very 

130 favorable and a very negative image of ACOBDE reapectlvely. 

Among those PVO executive directors that vrev ACORDE 
favorably, exprearions such as "excellent", "very helpful", and 
"highly professional and supportive" are common in their 
descriptlona of their relat~ons vlth ACOBDE. 

135 Among those PW3 executive directors that viev ACORDE 
negatively, the folloving complalnta are common: 

- the project selection and approval process 
takes a long time and is very costly. 

- ACORDE has not made an effort to commvnicate 
140 vhet the "rules of the game "are. ACORDE 

arbitrarily changes them after the game has 
started. 

- ACORDE lacks a mechanism to solve problems in 
its relationships vith PVOs. PVO express 

145 frustration in belng able to drscuss and 



solve thelr problems vlth ACORDE. 

- ACORDE is too rlg~d In applylng the rules 
both to the selectlon process and to the 
rnonitorlng of projects. 

1 SO - ACORDE 1s uninterested and ~nsensltlve to 
the PVO problems. 

PVO executive directors report that their relationship vith 
ACQROE is poor and marked by a generalized lmpreasron that 
ACORDE's management 1s not eccesslble to them. 

155 Considerable time waa spent exploring the reaaona for such 
opposite views of ACQRDE by its cllenta, especially the reasons 
for the negative v i w  of ACORDE. The result of this exploration 
are a number of issues that relate to the project selectlon 
proceas, the monltorrng and evalwt~on of projects, and the 

160 polrcies of ACORDE. 

Hany of the issues brought up by the PVO holding a negatlve 
view ore related to therr past experience vith ACOBDE's project 
selection process and they relate to the transrtronal perrod of 
ACORDE's establishment aa separate entlty between late 1986 and 

165 the end of 1987. 

However, KOBDE's negetrve Image among some PVO's persrsts 
and may even be sprwdrng In the PVO comunlty. It 1s aggravated 
by the yet unaolved crrsrs of tha Federation of Voluntary 
Organrzatlons ( F O V ) ,  and ACORDB's support of o new Aasoclotron 

170 of Prrvate Development Organlzatlons (A60PRIDE) perceived aa a 
rlval of FOV. 

The folloving sections detall the Isawes that affect the 
ACOBDE - PVO relationship. 

175 
Confusion a8 to the role and fvnctlons of ACORDE contrrbute 

to the negatlve Image of ACOBDE among an important segment of the 
PVO community. The confusion wrrovnds the concept of "umbrella" 
PVO orgonlzatlon, often used to descrlbe ACQRDE by some of the 



PVOs, ACORDE itself, and other interested partles. 

The concept of "umbrella" organlzatlon 1s slmllar to that of 
a trade assoclatlon or a membershlp organlzatlon. In such an 
organlzatlon, the members who moke UP the assembly, dictate the 
pollcles of the organlzatlon, and hlre the executive staff to 
carry out thelr pollcles. An "lmbrella" or Lrade assoclatlon 
represents the collective and lndlvldual interests of lts 
members, and lt 1s "owned" by the members. 

ACORDE 1s not an "umbrella" PVO organlzatlon or a membershlp 
organlzatlon of any type. It vas set up as a foundatlon to asslst 
vlth flnanclal resources and technical assistance the development 
efforts of PVOs. It calls ltself an assoclatlon slmply to take 
advantage of Costa Rlcan lev favorlng thls type of organlzatlon. 
Althovgh to ovtslders, the term assoclatlon does contrlbvte to 
the confusion, thls form of organlzatlon 1s one of the moat 
common ln Costa Rlca and does not cause m~sunderstand~ngs among 
Costa Rlcans. In fact, a great number of the PVOa In Coats Rlca 
are assoclatlons slmllar to ACORDE. 

The policies of the ACORDE, as for all associations in the 
country, is determined by its Board and carrled ovt by its 
executive director vith the assistance of the staff. The COCR- 
AID-ACORDE agreement, as vell as, ~ t s  by-laws spell the role and 
functions ACOBDE as a foundation clearly. 

The Image of ACORDE as a foundatlon, hovever, has not been 
clearly projected. In fact, part of the poor relatlonshlp vlth a 
segment of the PVO couvnlty seems to be based on u n r a a l ~ s t ~ c  
expectatloris of what ACORDE should be or 1s. Thoae, vho ln some 
vay, see ~t as an "umbrella organlzatlon" are dlsappolnted by the 
fact that ACOBDE 1s not a membership organlzatlon. They are 
frustrated by not havlng a volce and a vote ln the runnlng of 
ACORDE . 

ACOBDE itself seem to have, at times, attempted to functlon 
as an "umbrella" organization of the PVOs. It did and tenda to 
see itself a representing or speaklng for the sector (PVOs). Thls 
is clearly evident in some of its fund ralsing strategies and in 
~ t s  publicity campaigns vhere ACOBDE 1s presented as the volce of 
the PVOs. 



The fact that ACORDE 1s a foundatlon set up to assist PVO 
needs to be clarlfled among all concerned. Thls clarlflcatlon 
w ~ l l  help In the def'lnltlon of ACOBDE's, and the exlstlng 
"umbrella" PVO organlzatlons (FOV and -PRIDE) roles and 
functions, as well as promote appropriate expm=tat~ons. 

As a foundation, cU=ORDE has the purpose "of provldlng 
financial resources for project implementat~on and trslnlng to 
prlvate volvntary organlzatlon (PVO) ~nvolved ln the social and 
economlc development of Costa Rlca."( Agreement page 1 )  

Currently, and after some confllct w ~ t h  the Federation of 
Voluntary Agencles (FOV), cU=ORDE 1s llmltlng lts actlons to 
fundlng PVO projects and provld~ng some technical assistance. A 
declslon seems to have been made not to undertake a trsln~ng 
program, but rather to flnance traln~ng programs by FOV and 
lately ASOPRIDE. Co~nc~dentally, thls l ~ m ~ t e d  role was what was 
lntended for ACORDE ln the orlglnal agreement as can be seen ln 
the above qvote. 

ACORDE's role and function seem, over the past year and 
half, to have been not clearly and consciously deflned, but 
rather to have bean defined throvgh a series of sometimes 
conflictive relationships with segments of the PVO coamunity. 
ACORDE should examlne its role as a foundatlon set up to asslst 
PVO wlth f~nanclal resources and llmlt ~ t s  actlons to achlevlng 
this goal efficiently. ACOEDE's role as foundation that exist to 
asslst PVO should be clearly comunicatd to the PVO community to 
promote not only appropriate expactations, but also to generate a 
cooperative relationship. 

In helping ACORDE itself define lts role and functions more 
clearly, it 1s recommended that members of the bcerd and staff 
vlslt "umbrella" organization in the regLon, such as FOPRIDM in 
Honduras and ASINDES in Guatemala, as well as, foundations in the 
U . 8 .  like the Inter American Foundation, the Kellog Foundation an 
others. These visitr should asslst cU=OBDE define lts role and 
functions more clearly, whlch ln turn can be communicated to the 
PVO community. 

ACOEDE also n o d s  to deflne 1ts relatlonshlp to the exlstlng 
PW) umbrella groups (FOV and -PRIDE). Thls definltlon requlres 
a dialogue vlth both organlzatlons to help deflne common goals 
and a coopet-atlve and complwntary relatlonshlp. 



1. Project 8.lection blmyr (cawnor and effectr) 

260 PVOs clalm delays ~n the approval of therr projects as one 
of the maln reasons for the negatlve Image of ACORDE. Almost all 
PVOs that presented project proposals betveen the end of 1986 and 
flrst semester of 1987 suffered delays of up to a year or more. 
These delays lncluded changes ln the ellglblllty crlterla vhlch 

265 requrred the reformulat~on of projects. 

8peclf~cally, thls complarn refers to the transltlonal 
perlod (1987) from CINDE/PVO to ACORDE dvrlng vhlch a serres of 
clrcumatant~al causes dld delay the processing of projects ln 
ACORDE. These causes Include the delay In the slgnlng of the 

270 GOCR-USAID-ACOBDE agreement for the fvnd~ng of ACORDE, the lack 
of pollcles and project selection crlterla, the nwness of most 
members of the board and staff, and the lnherrtance of CINDE/PVO 
portfolio of projects and commitments. 

During this transitional period, nelther ACOBDE nor the PVOs 
275 had a clear ldea of vhat their relatlonshlp should be like. 

ACORDE did not have clear policies and project selection 
criteria, vhich vere being developed dvrlng this period. The net 
result vere delays betveen the lnltlal presentation of a proposal 
and its flnal approval of vp to a year or more. 

280 The unintended effects of the delays for the PVO vas a loss 
of credlblllty awxrg beneflclarlee of the PVOs, lov staff morale 
In the PVOs, and for most PVO considerable expense In revrltlng 
proposals. For ACORDE, the unlntended effect vas the harboring 
of a confrontational attltude and a negatlve Image a m g  the 

285 affected PVOs. 

Since the ertablishment of ACOBDE In January 1987, the 
project selection process has continuously improved. At 
present ACOBDE has developed a set of documents vhich detail: 1 )  

290 project eligibility criterra, 2 )  gvldellnes for the analysis of 
projects ,and 3 )  the step8 in the process of project selection 
and the time each step "should" take. 



The selection process beglns vlth the presentation of a 
project prof1 le by an ~nterested PVO. The prof1 le 1s reviewed by 

295 the staff of PRODE (Development Projects k t l o n )  and a 
determrnatron of rta ellgrbrllty made. If +,he Project 1s 
ellglble, The PVO 1s provided vlth project development guldellnes 
and lnvlted to present a project Proposal. 

Upon presentation of the project proposal, ACORDE takes lt 
300 throvgh 7 steps to the signature of the agreement. The steps and 

the tlme alloted to each are as follow: 

1. Review for completeness (Aceptacion de la 
Propwsta). Thls steps should take no longer than 8 
days and is the responsrbillty of the PBODE staff. 

305 2. Project Proposal Analysis. In the'next 15 days, the 
project officer conducts an analysrs of the proposal 
using the project analysls guldelrnes. 

3. Review and analysis by the project officer and the 
internal Committee of Projects. This step is expected 

310 to take no longer than 10 days. 

4. The analysis of the proposal 1s then sent to AID for 
its revlev. AID revievs it wlthin 10 days. 

5. Board of Directors Approval. The Board meets four 
times a year for thls purpose requlrlng that all 

315 prevlous steps be completed at least flve days before 
lts meeting. 

6 Upon Board Approval, AID is notified and raqwsted to 
ratify the Boards decision. The tine needed to 
accomplish thin step averages one month. 

320 7. Finally an aweement 1s drafted, vhrch 1s revleved 
vrth the PVO and slgned. Preparing a srgnlng the 
agreement can take from a feu days to tvo months. 

8. Implemtatron begins srmultaneously or shortly 
thereafter vith the frrst drsbursement of funds. 

325 On paper the selectron process, once the proposal has been 
accepted by ACOBDE -a t,hqf, no & a w e s  are r m  on 
the orlglnal proposal, should take between 60 to 70 work days to 
revrew a proposal and turn lt lnto a slgned agrement. 

In practice, very feu proposals meet all requireaents and 
330 can be processed quickly. The majorlty need clarrfications and/or 



modlflcatlons , vhlch delay the approval process. Furthermore, 
the project revrev cycle of ACOWE 1s determined by the quarterly 
board meetlngs to approve meetlnss. Any unexpected delays durlng 
a cycle result In an automatic three month delay untll the next 
board meetlng. Both of these factors make for a project selectlon 
process that ln most cases takes slx months or more. Whlle 
~dsally, PVOs should adjust thelr project plans to colnclde vlth 
ACOBDE's project aelectlon cycles, the rlgld adherence to ~t 1s 
causlng problems for some of the vsaker PVOs. The problems are 
related to lengthy delays betveen the lnrtlal presentation of a 
proposal and lts flnal approval. 

Proposal preparat  on 1s one of the key lnd lcators of a PVO 
strengths and veaknesses, and provlde a unique opportunity to 
offer technlcal aeslstance that vlll ensure not only a g o d  
proposal, but more lnportantly the capaclty of the PVO to 
rmplement the project. Thls fact needs to be taken lnto account 
ln the selectlon process rn a more dellberate manner. Project 
preparation 1s one of the phases durlng vhlch ACORDE can and 
should play a blgger role ln provldlng technlcal assistance. 

In the first six months of 1988, ACORDE1s project selection 
process has been functioning far more smoothly than in 1987, 
according to the PVOs that had presented proposals during this 
period. ACORDE has also been provldlng technlcal assistance, 
through s ~ l l  grants and bridge flnanclng, to PVO vith veak 
project proposals to facilitate thelr project reformulations. 
These developments have significantly lmproved ACOBDE1s 
performance and have contributed to the favorable image of ACORDE 
among groving a e e n t s  of the PVO communlty. 

As presently vorking, the analysls of projects by AIX)RDE8s 
staff seems to be done individually and separately by the 
project officer and each one of the members of the project 
selection committee. Project selectlon comaittee meetings tend 
to be informal. Thi8 arrangement tends to leave most of the 
responsibility to the project offlcer forclng him/her to be 
extremely careful and deliberate In applylng the selection 
criteria. The selection criterla ltself 1s new and in the process 
of being tested and thu8 open to lndlvldwal rnterpretatlon. The 
unintended resvlt of these arrangement 1s a slow and deliberate 
revlow of the proposals. More group ~nvolvement in using and 
applying the selection criterla , as vell as, group building 
consensus by the jolnt review of proposals 1s needed. This is 
especially true for new staff members that need reinforcement and 
back up in analyzing proposals. 



1. The project selection process can and should be reduced 
ln steps and time. After acceptance of a proposal: 1 )  the project 
selection comaittee should have a formal met- to reviev and 
assess the proposal and the PVO 2 )  the project officer vill then 

380 conduct a detailed analysis. 3) the Committee vould meet again 
for a reviev and make its recommendation to the board. 4) the 
board vould meet to approve the project. AID vould be informed 
about the proposal after step 1 and given time to revlev the 
propose 1 . 

385 2. ACOBDE should keep a record on the back of each folder 
vith a proposal giving the dates and time it took to process the 
proposal through each step of the selection process. This simple 
record keeping could be used to spot any delays and reviev the 
reasons for it. Whenever delays are expected, PVOs should be kept 

390 informed. If delays are caused by the PVO ( lack of 
documentation, reformulation of the proposal, etc), a record 
should make clear the reasons for the delay. 

3. The longer a proposal is detained in ACOBDE, the higher 
the PVOs expectation that it vlll eventually be fvnded. ACOBDE 

395 should seek vays make a preliminary decision as early as possible 
on vhether ~t vill support a veak PVO through the process of 
project preparation and use the process as a PVO strengthening 
mechanism, or vlll deny the request for support. 

3. The internal selection commrttee should be activated for 
400 a brief meeting to braln storm a project proposal upon ~ t s  

presentation to ACORDE and reach a preliminary consensus on 
feasibility. The project proposal processing vill then follov its 
established course ending vlth a formal meeting of the committee 
and the presentstion of the proposal to the Board. 

40 5 4. The creation of a Project Selection Committee is not 
required. The h r d  involvement ln the approval of projects hoe 
had positive effects on the formulation of policies, project 
selection criteria, and familiarlzatlon by Board members vith the 
PVO coumity and their projects. It is highly desirable to 

410 maintain the Board's involvement In these areas, as ACORDE 
redefines its role vith the benefit of the experience it is 
acquiring. 

5. ACOBDE should explore the feasibility of more frequent 
(extraordinary) board meetlngs to approve projects vhen projects 

415 are delayed solely because of the frequency of the board 



12 

meetings . 
6. Project should be revleved by AID only once 

after their inrtial presentatlon to ACORDE. AID ratification of a 
project, after lt has been approved by the board, 1s unnecessary 
and a potential source of conflict. 

3. I a r w r  Related to the Project &letion P m c e r a  

Related to the project select~on crlteria are a number of 
lssuea that ACORDE may vant to consider for fvture reviews of ~ t s  
policies and criteria for funding PVO's projects. These issws 
may be considered as topics for future evaluations and/or 
discussion papers. They include the following: 

1. Proposals v ~ t h  problems that are judged serloua by PBODE 
ehould be brought to the attention of t-he lnternal pro~ect 
select~on comalttee for conslderstlon as what act~ons ACORDE vlll 
take wlth respect to the proposal and the PVO. It 1s unllkely 
that returning the proposal for revlev to the PVO vlll alone be 
eufflclent to solve the problems. Furthermore, PRODE staff can 
and ehould be encovraged to do a prellmlnary assessment of the 
potentla1 of an ~nstltvt~on and ~ t s  proposal upon recelvlng the 
fundlng request. A PVO lnstrtutlonal profile ehould be emphasized 
wlth as much of the track record of the PVO as 1s available. This 
step may lead to an early d e c ~ s ~ o n  on vhether to proceed or not 
wlth the selection process, whrch 1s not only expensive for both 
ACORDE and the PVO, but 1s also fmvght with pltfalle as 
expectat~ons that can not be fulf~lled are ralsed. 

2. Since one of the goals of ACORDE is the strengthening of 
PVOs, the project selection cr~terla needs to be used by ACOBDE 
vlth flexibility. The PVO comawnlty 1s not only highly 
heterogenoua, bvt can be expected to produce new and untried 
ldeas from time to time. ACOBDE should consider assigning a 
portion of its funds aa venture cap~tal for n w  and wntried, but 
promising new idear of projects and/or PVO organrzst~on. 

3. The heterogeneity of the PVO comvnlty reqvlrea an 
explicit differentiation betveen the feasibilrty of a project 
presented by well established and experienced PVO and one 
presented by a fledgling one. This dlfferentratron, which already 
takes place to some degree, should be made explicrt and applied 
in a more systemtic manner by PRODE. However, the 
differentiation should be kept as a lnternal matter, vhlle the 
outward projection of ACORDE'a project presentatlon guidelines 
and crlteria reaains unlform for all PVOs. Halntaining the same 



requirements for all PVOs allows ACORDE to judge PVOs strengths 
and veaknesses. 

4. Fledgling PVOs or new PVOs should be judged more for 
460 therr potentiel as an institutions (novelty of approach, 

willingness and comaitment of staff, etc) than the project 
propose1 ,itself. Fledgling PVOs may need institutional 
strengthening far more than flmds to undertake e project, 
although e project cen sometimes be used to strengthen the PVO. 

465 Upon en early assessment of a PVO proposel, ACORDE should decide 
whether the PVO should be offered smell technical essistsnce 
grants prior to proceeding wlth the development of a project 
proposel. This small grant (s) could consist of internships in 
other more established PVO vith srmiler projects, courses in 

470 project prepemtion end management, or funds to hire consultants. 
The goal of these assistance to fledgling PVOs would be not only 
an acceptable proposal, but the capacity to rmplement the project 
successfully. ACORDE has experimented wlth this apprcach with 
good results. One of the results 1s that PVO cen came back vith a 

475 Jlfferent and far better proposal than the original one. 

In en effort to increase the coordlnetion of PVO' work, 
ACORDE has recommended PVOs to "coordinate" end/or visit other 
PVO to learn from their experience, however, this is unlikely to 
happen once a project has been funded. Requiring some form of an 

480 internsh~p vith a PVO prior to project funding may be a more 
effective manner t,o lnduce a PVO to learn from other PVOs 
experiences, end to coordinate wlth them. 

C .  Honitoriw end E v m l u t i m  (M) 

Currently, ACOBIlE is using monrtorlng end evaluation 
485 simply to keep track of each of the projects in lts portfolio. 

Althowh this is an adeqwte and necessary use of a nBE system, 
ACORDE's project portfolio has reached the polnt vhere an impact 
ovalvation systea nods to be desrgned with the purpose of 
obtaining systemtic feedback to b l p  ACORDE and the PVOs reviev 

490 its policies, project selection criteria, and the effectiveness 
and efficiency of the ACOBDE-PVO development effort. This section 
is divlded in tvo parts: the first mekes svggestions to improve 
the current project M & E system; the second ralaes the need for 
program wide evalumtions. 



I .  Current Mitoring end Evmlvation ( naE ) 

ACORDE has established an adeqwte system for the monitoring 
and evaluation of projects. Recommendations to improve the 
current system include the folloving: 

1 )  Integrate all monitoring and evaluation reports ~ n t o  a 
500 single file per PVO. Currently reports are dispersed in a series 

of documents, svch as monthly reports, visits report, etc. Use of 
a PVO file as a case hiatory to document, Ln one place, ACORDE's 
assistance to the PVO, its institutional diagnosis and the record 
of the PVO's institutional performance throvgh time. 

SO5 2 )  Use of the PVO instltut~onal file and the regular 
monitoring and evaluation reports to spot problems and take 
corrective action. 

3 )  Institute a conflict reaolvtion mechanism through a 
regular meeting (1.9. every six months) betveen the execvtive 

510 drrectors of the PVO and ACOElDE to review project progress and 
discuss and solve any problems. These meetingo, at the executive 
directors level, vould also be useful in chmging PVO's 
perception of lack of access to ACORDE. These meetings vould 
constitvte a formal commvnications channel betvaen the PVO and 

515 ACORDE, that complement the regular and rovtine contact betvaen 
the PBODE project officer and the PVO. 

2. The N e d  for Roepu/Arw Wide Evrlumtionr 

To increase ACORDE's effectiveness both as a g m n t  maker and 
520 as a souroe of technrcal assistance and atate of art information 

on PVO development efforts, ACORDE should conslder initiating a 
seriea of program vlde evaluations. These evaluation vould not 
focus on any specific PVO, but rather on the impact and 
comparative advantage of different appmacheo to solving 

525 development problems, end on topics that help ACOBDE's board to 
reviev and redefine its funding policies, and its project 
select ion criteria. 

Evaluation toprcs that relate to ACORDE's funding policies 
include the following: 



- PVO activities that can be expected to reach 
self suffrcrency versus actrvrtres that will 
need subsidy. 

ACORDE's Board has taken some steps rn thrs drrectron wrth 
respect to funds used for credrt programs. funds for credrt funds 

535 are loaned to PVOI rather than donated. Given Lhe emphasis on 
economrc actrvltres, there 1s need to systematrcally revrev 
funding polrcy wrth regard to other productrve support 
actrvrtres, such as egrrculturel extensron, micro enterprise 
support wrth trarnrng and extensron, etc. There 1s a need to 

540 Jrrectly relate trarnrng and extensron to incresses rn rncome and 
productrvrty and the gradual chargrng for these servrces. The 
hypotheses are: that rf those servrces do lncresse PVO clrents 
Incomes, they should be wrllrng to pay for them as their Incomes 
increase; the effactrveness of PVO support services would be 

545 tested by their abrl~ty to charge for them. 

What types of PVO svpport servrces, how gradual should the 
transrtron from donated to sellrng the servrcet for therr cost 
should be; vhat econoarc actrvrtles can be expected to produce 
enough Income; are PVO projacts rncome generatrng or rncome 

550 melntenance programs, are questrons that need to be explored by 
m B D E  to def~ne more clearly ~ t s  pollclea to development. 

- Temporsry PVOs versus permanent PVOs. 

By therr goals and objectives, a drfferentiatron between 
555 PVOs that are temporary vehlcles to asarst beneficrarres and PVOs 

that are forred to becam permanent servlce organizations, should 
be made in terra of funding policres. 

PVO that s m  themselves as rntermedrarres or facrlrtators 
organrzatrons have as therr m r n  objectrve to assrst 

560 beneficrarres to form thelr ovn organrzatrons and became self- 
suffrcrent. One of the defrnrtrons of benefrcrary organrzat~on 
self-sufficiency rs that at some pornt the benef~crary 
organizstron no longer needs the svpport and assistance of the 
sponsoring PVO. Implrcrt rn thrs argument 1s that the 

565 benefrcrarres vould move from hrghly subsldrzed PVO servrces to a 
pornt where they can e~ther provrde themselves the servrces or 
purc ha ae them. 

Thra typee of PVOa by deflnrtron can not became self- 
5uff1crent themselves. They need a constant ~nfusron of funds to 

570 support therr actrvitree. The qwstron 1s for how long should 



therr vork should be subsrdlzed wlth the same group of 
benef~clarles. If done lndef~nltely, the PVOs support becomes a 
permanent subs~dy and/or an lnc-e maintenance program. 

Whlle the temporary PVOs may need constant subsidy, the 
beneficlarles organlzatlons that they spun should, in theory, be 
able to operate vithout subsidies. This organizations should at 
lea& cover the full costs of thelr lervrces, if not becaw 
prof~t maklng servlce organlzatlons. Should ACOBDE fund 

580 benef lciary orgsnlzat ions? Under vhat condlt ions should these 
organizations be funded? As ACORDE beg~ns to attract project 
proposals from beneficiary organ~zstions, these questions need to 
be resolved and pollcies formulated to make the best use of vhat 
vlll k a m e  scarce resources. 

585 PVOa that are ln buslness to provrde servlces to lndlvldual 
beneflc~arles for an rndeflnlte perlod of tlme should be expected 
to reach self-sufflc~ency wlthln a perlod of tloe. For ewaple a 
PVO that provide8 prcductlve related support servlces should 
after a perlad of time graduate benefrcrarles from aubsrdles to 

590 cost recovery of the servrces rt provrdes or even to profit 
makrng servlces to help pay back the subaldles. If the P W s  
servlcea (credit, tralnlng and technrcal assistance) have an 
lopact on the lncome of the beneflclarrea, it does not seem 
"falr" or a good rnvestmt of funds, lf the beneflc~ary goes on 

595 recelvlng the subsldlzad servrces. Agsln, the questlon arlses OF 
vhether the PVO has a development or an income ~rslntenance 

Either the beneficiary "graduates" out of the PVO program. 
or he/she should be expected to pay the cost of the servrces. 

60 0 This type of questions require studies (evaluation) of the 
current make vp of the beneficlarles of the PVOs and the 
Fsasibility of their pductive enterprlsea. A first impression 
of a typology of beneficiary productrve enterprises suggest the 
fol loving. 

A majority of enterprises ( bus~ness) of the benefic iaries 
have llnited potantiel. What can be reslistically expected is 
that these businesses achieve consolrdat~on and provide a secure 
and steady sovrce of income. This seems to be trve in 
agricultvre, as much as in urban type small and micro 

610 enterprises. If this assumption 1s correct, beneficiaries should 
be svpportccd only durlng the perrod that rt takes to consolidate 
the buslness. 



On the other hand, PVOs report cases of beneflclarles vhose 
buslnessea have grow and expanded, with thelr support. Thls 

615 seems to happen to a small but slgnlflcant number of 
beneflclarles. These benefrcrarles can easlly begln paylng t,he 
full cost of the servlces, whlch would support the PVO, or can 
"graduate" out, of the PVOs program. LChl le graduat ion 1s spoken 
about as a goal of many PVOs, the qwstlon A S  vhether the PVO 

620 and, ACORDE ~ndlractly, can In the long term afford to loose 
thelr test cllents. All the effort spent In turnlng a small 
entrepreneur Into a grovlng one becomes not only a subsldy to the 
entrepreneur, vhlch was intended, but also to the commerclal 
~nst~tutlons that eventually do buslneas wlth the entrepreneur. 

625 In the clearest case, a commerclal bank that gets the buslness of 
a vell tralnad and successful PW3 beneflclary, benefits vlthout 
any cost or rlsk, at the expense of the PVO and lndlrectly of 
ACORDE . 

PVOs that are In the bvslnsss for the long tern and do not 
630 seek to strengthen beneflclary organlzatlon that can eventvally 

replace them, but, to provlde regular servlces to ~ndlviduals, 
should ba expected to became commercially svccesaful servlce 
lnstltvtlons ln the measure that thelr servlcee do ln effect 
lncrease the lncomes of therr beneflclarles. 

635 Related to thla toplc, 1s the issue of speclallzatron and 
"coordlnat~on" among the PVOs. An attempt vas made to create a 
system of ~nforaat~on exchange among all 8an Joae urban area PVO 
vrth small and mrcro-enterprlee credlt and technical assistance 
program. Thrs effort has bssn relegated to the background vhrle 

640 the FOV crlsrs 1s resolved. This ldea 1s an encovrsglng start for 
what should perhapa be a more conprehenslve effort to ratlonallze 
the small and mlcro business effort by all PVOs. PVOs could 
specrallze along a l z e  and busrness lrnes wlth a whenram to 
gradvate therr clients along a ladder of PVO program that go from 

645 heavrly aubaldize programs for lnclplant busrneaees to programs 
that charge the full costs of thelr aervlces to establrshed and 
grovlng businesses. 

ACOBDE could and should take the l a d  In sponaorlng studres 
650 on these and other toprcs to lnform ltself and the PVO community 

on viable and promrsrng alternatrveo to thelr development 
efforts. ACClBDE itself, should not undertake an evalustlon effort 
of this nature, but slmply act as a facrlltator by fvndlng the 
studies and dlseemlnatrng the results. ACOBDE's dlrect benefit 

655 from such an effort, vould be translated ~ n t o  pollcles, selection 



crlterla, and project guldellnes that maxlmlze ~ t s  support of the 
PVO and ultJlmately the baneflc~ar~es of the PVOs. 
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A. BACKGROUND 

ASINDES 

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

1. AID-PACT Specific Support 

At the encouragement of USAID/Guatemala, Private Aqencies 
Collaboratins Tosether (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 l ~ d d  
had many years experience working with NGOs and their consortia. 
Furthermore, key personnel of PACT had lived in Guatemala, and 
were knowledgeable about Guatemalan coriditions 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 



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-grantstt 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; (iv) 
promoting collective action among the beneficiaries; (v) includ- 
ing contributions by the beneficiaries of ideas, time and 
materials; and (vi) addressing development problems in a way that 
produces results with demonstrable impact beyond the specific 
activity being financed. 

The funds under the Grant were to be available until June 
30, 1988. Up to $500,000 would be used for the Guatemalan costs 
of activities of the NGOs to be assisted by ASINDES. Up to 
$250,000 would be used for the Guatemalan costs of the operations 
of ASINDES and of PACT. The balance of the funds was available 
for the dollar costs of PACTfs operations. The NGOsf 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 to the outputs mentioned in the 
Grant Agreement, the proposal included: 10 inter-agency exchan- 
ges of information and experience per year, a functioning Project 
Advisory Committee, an unspecified number of individual consulta- 
tions with NGOs on non-project related problems, and written 
guidelines for ASINDES on funding policy, project selection and 
reporting. (It indicated that the average NGO project to be 
funded would use approximately $14,000 of Grant funds and the 
mini-grants would average approximately $1,000.) The End-of- 
Project Status was expressed in terms of ASINDESf carrying out 
the policies and type of activities identified as outputs, and 
specifically mentioned the capability of processing NGO grant 
applications within eight to ten weeks of their receipt. The 
major steps to be 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 their on-the-job training by PACT; the 
selection and support of an Advisory Project Committee; the 
production in Spanish (during the first three months) of a 
funding policy statement, the project selection criteria, the 



description 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 I1coordinated and implemented 
through ASINDES,I1 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 grant to allow the Mission the 
opportunity to raise any objection or ask any questions about it. 

2. Mid-term Evaluation 

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. Statements 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 be totally committed (but not fully disbursed) during the 
period of the Grant. Additional funds are likely to be made 
available for that program from GOG funds generated by AID'S 
other programs in Guatemala. 

The sub-project program successfully introduced the use of 
an independent Project Selection Committee, and it has the 
potential of being a significant source of income for ASINDES if 
ASINDES' capacity to review and monitor projects can be 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 



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 
"productivevv 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 assistance 
needs and, except in two instances, the short diagnostic studies 
of individual NGOs which were to be the basis of the technical 
assistance and training components have not been done because of 
opposition from the NGOs. PACT agrees that the training and 
technical assistance aspects of the Grant program have been 
deficient, and proposes to make them the focus of its efforts 
during the coming year. 

Significant steps have been taken in consolidating ASINDES 
as an institution. Its legal status and governing statutes have 
been formalized. Nine new members have joined. Administrative 
personnel and accounting procedures have been prepared and 
adopted. Contacts with other 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 restore the morale of the staff. External audits of 
ASINDES and its grantees should be conducted. 

Major issues must be resolved by the Board of Directors of 
ASINDES if the institution-building purposes of the Grant are to 
be accomplished. Clarification is needed of the relative prior- 
ities which ASINDES is to give to its various institutional 
purposes. A strategy of institutional development and fund 
raising needs to be adopted. The B~ard 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 



engaged with the members of the Board and assist it in the 
difficult tasks which they face. 

In order to achieve the purposes of the Grant it would be 
advisable to have the participation of PACT for at least an 
additional year. This would require an extension of the current 
Grant period of between one and two years. 

3. Developments Since the Mid-Term Evaluation 

Changes in ASINDES1 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 
activities complementary to the productive projects, and ten 
percent for the administrative costs and the training of benefi- 
ciary groups (not the intermediary NGOs) which conduct the 
productive projects. ASINDES is to get six percent of the total 
cost of the projects for its own administrative expenses. 

The second major step was the extension of USAID/G1s Grant 
to PACT for two pears until June 1990. The main outputs of the 
extension are to be: (i) eight training opportunities for 
ASINDES1 Board of Directors; (ii) 12 formal training events for 
ASINDES1 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 administration 
of a small projects fund associated with USAID/G1s work with 
returned training participants. Pactls resident representative 
is to remain in Guatemala for the extended period. 

4. Current Review 

This review of ASINDES1 operations was conducted as part of 
multi-country comparative analysis of USAID Missions1 experience 
with various groupings of NGOs. That comparative analysis was 
conducted pursuant to a contract between AID in Washington and 
Checchi and Company Consulting, Inc. The field work for the 
review was conducted in Guatemala during seven workdays in August 
1988 by John R. Oleson who had been in charge of performing the 
mid-term evaluation described above. During that field work Mr. 
Oleson spoke with persons in USAID/G, ASINDES and member NGOS, 



and visited the site of an NGO activity being assisted by 
ASINDES. 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. 

INSTITUTIONAL ORGANIZATION AND EFFECTIVENESS 

Orsanizational Structure 

To be a member of ASINDES an organ,ization 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 of 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 Assemblv normally meets three times a year and 
extraordinarily at the request of the Board of Directors or 20% 
of the membership. During ordinary sessions the General Assembly 
elects the Board of Directors; approves the annual report and the 
annual budget submitted by the Board of ~irectors; 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 



Executive Director of ASINDES; calls sessions of the General 
Assembly; sees that the bylaws and internal regulations of 
ASINDES are followed; prepares the budget and work plans for 
ASINDES; obtains economic resources to carry out ASINDESt 
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 Executive 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 Proiect 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 chosen 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 assign5 
one of its members to study each proposal so that he can better 



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 there 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 . 

Diversity of Membership. From its beginning the membership 
of ASINDES has been quite diverse. Some members have connections 
with--and in some cases financing from--international organiza- 
tions. Examples are the Christian Children's Fund, the Salvation 
Army, Foster Parents Plan International and Vision Mundial (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 or to raise controversial 



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. 

ASINDESt Conflictins Purposes. From its founding, ASINDES 
has had several purposes: to be a spokesman for NGOs with the 
GOG and the community-at-large; to inform the community-at-large 
of the programs and needs of the NGOs; to provide services and 
support to NGOs; 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 towaxds 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 memberst 
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 whole 
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. Its efforts to publicize and explain its work 
are limited to personal visits by the Executive Director to 
persons of influence and to the publishing of a periodic bulletin 
of news about ASINDES which is distributed by hand to 130 offices 
and organizations. 



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 problems 
in reaching agreements. Others urge ASINDES to promote itself 
actively among the NGOs to get more members to become a true 
"industry spokesmann. 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 members 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 administrative 
expertise to offer in any event. 

On balance, there seems to be a majority view in favor of 
ASINDES seeking to provide technical advice and, perhaps, having 
on its staff or available to it persons with expertise in matters 
of interest to most NGOs (e.g., marketing of agriculture 
products, analysis of project ideas, use of appropriate technol- 
ogy); and a cautious receptivity to ASINDES being a source of 
advice on administrative matters. Views on ASINDES as a source 
of financial support are more mixed. 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 llproductivell 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 strengtheninc~ 



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 strategy of institutional purpose as part of its effort 
to improve itself as an institution. 

Role of The Board or Directors. The Board of Directors of 
ASINDES has a more important and difficult role to perform than 
would be the case of a Board of an organization which was mature, 
highly focused in its purposes or working under the tutelage of a 
mother organization from abroad or the guidance of a dominant 
personality. In contrast, this Board has to reconcile the 
political conflicts of its membership while also encouraging the 
development and supervising the operation of an organization. 
Furthermore, each member of the Board is the chief operating 
officer of his NGO in Guatemala, and thus busy with his own 
organization's problems and subject to the pressures of his own 
organization's expectation of ASINDES. 

The performance by the Boards of ASINDES has been mixed. 
They have preserved the existence of the organization in the face 
of serious disputes among the membership and of a series of 
administrative crises, and they have guided the evolution of 
ASINDES toward the utilization of assistance from AID and the GOG 
despite the emotional adjustment among the members that was 
necessary to do so. However, the Boards have vacillated a good 
deal in their approach to the supervision of ASINDES1 opera- 
tions--from micro-managing to rrear 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 ASINDES1 staff and to assure that the number and 
type of personnel needed by ASINDES are obtained and that there 
is a system for supplying the Board with timely information 
concerning the operation of the staff and the program so that it 
does not rely only on verbal reports to it from the Executive 
Director or have to insert itself into actual operations through 
pre-action approvals to maintain its control. 

That the Board has no members from segments of society other 
than NGOs may be an impediment to its performing its tasks well. 
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 



roster of "friendsu who have administrative and other relevant 
experience in organizations other than NGOs so that it could take 
advantage of their perspectives 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 technical assistance which PACT is 
able to offer to it under the extension of the Grant. 

2. Personnel Arranqements 

a. Staffinq 

The current staff of ASINDES consists of nine positions: 
the Executive ~irector, a 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 are quite well prepared. 
On the other hand, ASINDES has not yet identified and hired 
persons to fill two of the three new positions called for in the 
proposal--namely, the Project Coordinator to work under the 
Executive Director and a Fund Manager with training in economics. 
Furthermore, the person hired to be the Coordinator of the 
Technical Assistance program resigned after a short time because 
he thought his skills were not being well used, and that he had 
been given insufficient authority to perform his duties. A 
replacement has been hired only in the last three months. One of 
the persons earlier hired to be a Project Analyst turned out not 
to be adequate for the position and was replaced; and the most 
experienced of the Project Analysts recently left ASINDES leaving 
that position vacant. 

After two years in the position, the Executive Director 
resigned in November 1987 as the Board of Directors became 
dissatisfied with what they saw as his failure to keep them well 
informed and to follow their directions and what he saw as a 
failure of the Board to give him appropriate support. A new 
Executive Director was appointed in early 1988. He has had 
considerable experience in private sector administration but not 
with NGOs. He is a closer supervisor of staff 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. 



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 and of the 
previous Executive Director. In part, it is the result of the 
conflicts which arose between the former Executive Director and 
at least two key staff members, of the degree to which other 
activities of the 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 was the equivalent of $7,800; the 
current Project Analysts' annual salaries are the equivalent of 
$6,240 and $5,200; the bilingual, administrative secretary's 
annual salary is the equivalent of $2,340 (the same as that of 
the other secretary); and the accountant's annual salary is the 
equivalent of $1,560 (the same as that of the driver). These 
levels are somewhat below those which the GOG pays for profes- 
sional services and very much below those paid by the corimercial, 
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 need to be, and on what level of 
program activity it is reasonable to expect ASINDES to achieve 
and maintain. 

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



wise to review 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. 

3. Financial Soundness 

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 for 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 43,368,071 
(the equivalent of $1,247,434). Of that amount 4228,351 
($84,574) is for salaries and social payments; 4116,700 ($43,222) 
is for furniture, equipment and vehicles; 454,000 ($20,000) is 
for mini-donations; 4286,200 ($106,000) is for technical assis- 
tance and training; and 4541,620 ($200,600) is for small projects 
associated with the USAID/G participant training program. The 
sources of funding for these activities are: 42,000,000 
($740,740) in transfers from the GOG; $468,430 from the USAID/G-- 
PACT Grant; Q120,OOO ($44,444) in earnings on the administration 
of the GOG funds, and a small amount from members's dues. This 
presents a balanced budget, and one that is some 28 times larger 



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

a. Operatins Expenses--Level and Prospec& 

ASINDES operating expenses for the current budget year are 
4486,251 ($180,093). Of that amount 47% is for salaries and 
social payments, 24% for administrative support and 29% for the 
purchase of furniture, equipment and vehicles. Thus operating 
expenses represent 14% of the total budget (10% if purchases of 
furniture, equipment and vehicles are not included). The source 
of funds for these expenses are: $44,444 from earnings on the 
administration of the GOG funds, $130,600 from the USAID/G-PACT 
Grant, and a small amount from memberst 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. Prosram funds--Levels and Prospects 

The program budget for the current year consists of the 
equivalent of $740,700 for sub-projects, $200,600 for small 
projects, $20,000 for mini-donations and $106,000 for technical 
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 yearts funding from AID under the c~rrent, 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. USAID/G has no 
current plans to make additional dollar funding available to 
ASINDES for its general proqram 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 ASINDESt program 
are uncertain. A subsidiary problem is that even with continued 
GOG financial support after the completion cf the current PACT 



Grant, ASINDES will not have a source of dollars to meet the 
external costs of activities which it may wish to support and for 
which the NGOs are unable to provide foreign exchange of their 
own. 

c. Fundraisina--Methods, Level 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 nega,tive comments which were 
made by some Guatemalan NGOs to European donors concerning 
ASINDESf association with the USG. However, there are not yet 
materials prepared to be used for that trip. There are no plans 
for local fundraising by ASINDES. 

There would appear to be several major problems with 
ASINDESf fundraising efforts. First, in the absence of a mid-to- 
long term strategy for ASINDES as an institution, it is unlikely 
to be able to make an appealing case to prospective donors. 
Second, there is not yet a strategy on how to approach interna- 
tional and domestic fundraising. For instance, ASINDES wouid 
liRe 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 to 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 cf fundraising is not likely to be 
completed, or even substantially started, by one visit to several 
extra-national funding sources. It is an on-going effort which 
will require continuous attention -- certainly more attention 
than can be supplied by a member or members of the Board of 
Directors. In the case of ASINDES it may not be possible to have 
a position devoted exclusively to this task; and, of course, some 



of the work can be done by contractors and advisors; but in 
deciding on the management structure of ASINDES, this function 
must be included as a substantial, continuing task. 

d. Reimburseable Services - Nature and Pros~ects 
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 no 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 Analvsis, 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 01 
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 
c o n t r o l s  a s  t h e  signing o f  a l l  checks  b e f o r e  t h e y  a r e  i s s u e d .  
More important failings are the unavailability of timely informa- 



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- 
tion of its budget; contributes to the difficulty faced by the 
Project Analysts in evaluating the capacity of NGOs seeking 
financial assistance; and will limit the efforts which ASINDES 
may mount to evaluate the impact of the sub-projects program on 
the participating NGOs and the beneficiary groups. To perform 
those functions ASINDES will need to add a more experienced 
financial person to its staff--one capable of performing 
financial analysis as well as guiding the current bookkeeping 
operation. There are plans to add such a person in the current 
budget year. They need to be implemented. 

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

4. Institutional Plannins, Prosrammins and Evaluation 

ASINDES has not developed a medium or long term strategy nor 
has it developed systems for programming its resources or for 
evaluating its activities. There are general statements on 
evaluation; but they were produced largely by PACT, and have not 
been given practical effect. No person in ASINDES aside from the 
Executive Director is charged with responsibility for preparing 
and carrying out these functions. The Project 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 
elsewhere in this report. 

Plannins and Prosramminq 

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 been treated almost as a good 
in itself rather than as part of an overall institutional 
strategy. The Resident Representative of PACT did encourage the 
Executive Director of ASINDES to prepare at least a six month 
workplan. However, the style of the then Executive Director was 
to centralize information and decision-making in himself, and the 
Board did not push him strongly to produce a detailed workplan. 
Finally in mid-1987 the Executive Director produced a workplan 
when a representative of PACT in New York, during a visit to 
ASINDES, undertook to do one himself. The two workplans were 
presented to the Board, which adopted neither. The workplan 
prepared by PACT had the purpose of highlighting for the Board 



that the 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. In part this 
reflects the lack of an institutional strategy for ASINDES and a 
plan to carry it out; and in part it reflects a 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. 



5. ~ublicitv 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. 

ASINDES has received enough project proposals 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 technical assistance and training 
programs of ASINDES have not gone forward as originally planned, 
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 NGC 
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 would require a modification of the 
current approach of PACT which does not include that aspect among 
the major topics of its advisory services. 

6. Preparation, Review and Selection of Sub-Projects 

Standards and Procedures Governins the Proqram 

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



Committee, the Guide for the Preparation of Agreements between 
ASINDES and the NGOs, and the ~uide for Monitoring, Evaluation 
and Reporting. 

The Code of ~thics 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 Financinq covers both the technical 
assistance and financial assistance programs of ASINDES. It 
presents the general standards that govern those programs. It 
includes the standards in the Grant Agreement and the Project 
Proposal as described above, and includes some additional detail. 
Re the technical assistance program, the document indicates that 
EINDES will provide such assistance both for the preparation, 
development and monitoring of projects and for technical-admin- 
istrative improvements in general. It appears to require an 
inventory of needs to be conducted prior to the providing of 
technical assistance to an organization. In fact, that 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 includes 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 1988 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 maximun amount of support for a sub-project 
has been revised to $120,000. 



ASINDES will finance only specific projects. It will not 
finance urban infrastructure, projects for foreign refugees, 
contributions to capital or furniture, office equipment and 
machinery unless they are justified as directly necessary for the 
conduct of the project. Projects are to improve the education, 
health or welfare of the benefitting groups; and, preferably, 
will achieve increases in their productivity, employment, and 
income. However, the document does not provide either quantified 
standards or ways to determine whether a proposal meets the 
standards of wproductivityw 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. If 
the staff of ASINDES finds that the proposed project is likely to 
meet the standards for financing by ASINDES, the NGO is requested 
to submit a formal Project Proposal. This is a document of 
between 20 and 30 double-spaced pages with annexes presenting 
background information concerning the NGO and the proposed 
project. The information concerning the NGO is to cover both its 
legal and financial situation and a description of the NGOts 
other programs and the results which they have had. The informa- 
tion concerning the proposed project is to cover its conceptual- 
ization and preparation; a description of its elements, purposes, 
and target beneficiaries; projections of the outputs to be 
achieved; its implementation methodology; and the systems 
proposed for control and evaluation. The Proposal is to include 
a time-phased workplan and detailed budget for the first year of 
the project and at least summary figures for the amounts which 
will be necessary in the second and third years, should the 
proposal be for a multi-year activity. 

The Guide states that the Proposal should describe how the 
project will achieve "self-sufficiencyn by the end of the support 
from ASINDES (in one part of the document this requirement is 
limited to projects which are to be "Permanentw, while in another 
part no such limit is 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 project 



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

The Guide for the Internal ~rocessins of a Proiect Proposal 
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 is to 
place emphasis on an early weeding-out of proposals which are not 
likely to be financeable; that the staff of ASINDES will work 
with the NGOs in the preparation of the formal proposals; and 
that the final decision on whether or not to finance a proposal 
usually resides with the Project Selection Committee. It 
indicates that in the review process representatives of ASINDES 
normally will visit the NGO and the proposal beneficiaries. 
However, the document does not attempt to place time limits on 
complying with each step, and does not indicate the nature and 
amount of assistance which ASINDES will provide to NGOs in the 
preparation of the proposals. The document lists only the major 
steps, and does not have the detail necessary to serve as an 
action flow chart or statement of the 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 for Asreements between ASINDES and Reci~ients of 
Financinq indicates that the Agreements will be signed by the 
Executive Director and President of the Board of ASINDES, by the 
Resident Representative of PACT and the representative of the NGO 
receiving the funds. The text of the Agreement is short, calling 
for a statement of purpose, objectives, the amount of disburse- 
ments to be made and of the reports to be submitted. However, 
more detail is contained in annexes to the Agreements. These 
annexes consist of the 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 Guide for Monitorins, Reportinq and Evaluation covers 
the obligations of both the NGOs and ASINDES. An NGO receiving 
financing is to provide descriptive and financial reports to 
ASINDES each quarter and at the end of the project. The reports 
will cover activities carried out, problems encountered, changes 
and adjustments made in the action plan and implementation 
methodology in response to the problems, a quantified presenta- 
tion of progress toward the objectives and outputs, and an 
analysis of results achieved and any lessons learned. A format 
for the financial report is provided. The guide gives some 
general guidance concerning the questions to be asked in 



evaluating the projects. It dos not provide standards or a 
methodology for analyzing impact or such expectations as 
financial 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. 

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

c. Volume and Quality of Proposals 

Masnitude 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). Nine of those requests had been 



rejected by the staff of ASINDES; 29 were pending the presenta- 
tion of a Project Proposal; 24 Project Proposals had been 
presented to ASINDES, of which 19 had been presented to the 
Project Selection Committee. Of those presented to the 
Committee, ASINDES had approved 15 projects for 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 actually 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 organizations joined 
ASINDES after getting the funding. Both large and small NGOs 
received support. The maximum period for a grant was two years, 
and the maximum amount financed was the equivalent of $48,000. 
No NGO got more than one grant, although two of the recipient 
NGOs were so closely related that they could be considered to be 
one. Three of the NGOs receiving grants had representatives 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 from one to eight months. 

Of the 61 Project Profiles presented to ASINDES, 22 were 
presented in the last quarter of FY 1986, 18 during the first 
quarter of FY 1987, one during the second quarter of FY 1987, and 
the rest during the third quarter. Of the 15 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 quarter. 

Given the large number of project proposals still under 
consideration and the fact that the level of funding provided for 
some of the approved projects was cut back from the level that 
could have been justified, there should be no difficulty in 
ASINDES' using the small remaining Grant funds and the GOG funds 
of $740,000. In fact, seven projects utilizing half that amount 
have been analyzed, with five having been approved and two being 
reworked, and five additional projects to utilize 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 available 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 . 



Obviously, meeting this challenge would call for both an 
expansion of ASINDES' staff of Project Analysts and a 
significantly more efficient use of their time, as well as the 
use of supplementary consultants. It also would imply that 
ASINDES' sub-projects program must overcome a tendency 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 Analvsts. Under the ASINDES system the 
Project Analysts are key to the quality of the grants program and 
to its productivity. It is they who are in charge of reviewing 
the Profiles and Proposals presented to ASINDES, assisting 
applicant NGOs to take the steps that may be necessary to improve 
the quality of the proposals so that they may be approved, and 
advising the Executive Director and the Project Selection 
Committee concerning the merits and problems of the proposals 
presented to the Committee. They are the persons principally 
responsible for concluding that a profile or proposal does not 
merit further work or attention by ASINDES. The Project Analysts 
are also the persons in ASINDES who are to follow the implements- 
ticn 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 Eirector 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 projects which they have presented to the 
Project Selection Committee, they have not had the time or the 
logistic support necessary for them to monitor the implementation 
of the projects which have been approved. 

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



engineer, one agriculture engineer, 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--probably because they are placing great 
reliance on the system of having each project proposal be the 
responsibility of one member of the Committee for the purpose of 
analyzing the information. They complain about ASINDES' changing 
the dates of Committee meetings or calling for "emergencyw 
meetings to consider individual project proposals or even some 
element of a project proposal, since this often means that some 
of the members cannot attend or that they have to disrupt their 
own 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^^ pro j ects. 

The Committee has tried without success to obtain informa- 
tion about the nature of the projects under consideration by the 
staff so as to form some standards for judging the relative 
quality of the projects brought before it. The members agree 
that the Committee could increase the pace at which they review 
projects, and estimate that, if the staff of ASINDES were able to 
provide the analytical background, they could review and decide 
about four or five projects per month. That would be a 
significant increase over the 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 Committee has exercised 
its responsibilities are highlights of the project to date. A t  
present the Committee and its members are under-utilized. They 
are a resource which deserves greater support and use. Their 



possible participation in prioritizing the project proposals 
under review by the staff, in evaluating ASINDES' operations and 
in providing technical assistance to NGOs might be considered. 

d .  The Mini-Grants Prosram 

The purpose of the mini-grant fund is to enable ASINDES 
easily to support any activity which would further the operation 
of the program, including work leading to the preparation of 
projects for other funding sources. Mini-grants are made on the 
approval of the Executive Director, the President of the Board of 
Directors and the Resident Representative of PACT. They 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 its own activities. The rest was 
provided to NGOs, one of which got three totaling $1,215. Some 
were used for staff training. ASINDES should be able to reach 
the Project'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 . 

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; t.he dispute concerning 
the level of travel expenses to be reimbursed led to staff 
resistance to making trips; the overriding emphasis has been on 
reviewing and approving projects and the staff has devoted large 



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

ASINDES recognizes that 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 Assistance 

Prior to the existence of the USAID/G Grant to PACT, ASINDES 
received assistance from the Inter-American Foundation (IAF). 
Since the making of the Grant in 1986, PACT has become the 
principal source of external assistance to ASINDES. 

a. PACT 

Private Agencies Collaborating Together (PACT) is an 
international consortium of non-governmental, voluntary associa- 
tions working in developing countries. Founded in 1971, PACT now 
has 26 members of which seven are non-US organizations indigenous 
to the third world. Of those seven, three are consortia of local 
development organizations. PACT'S main purposes are to: (a) 
strengthen the management capabilities of its membership; (b) 
encourage collaboration among non-governmental agencies involved 
in development projects worldwide; and (c) fund programs of non- 
governmental organizations indigenous to developing countries 
which serve human needs and develop the capability of those NGOs 
to solve local problems. PACT gives particular emphasis to 
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 traditional 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 ASINCES as an institution, the desire of USAID/Guatemala to 
minimize its own supervisory burden and the acknowledged exper- 
tise of PACT in working with consortia of NGOs. As a result of 
these factors, ASINDES was not offered a choice of institutions 



to assist it; 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 
financial assistance from IAF had been handled without such help. 
As a result, the situation gave ammunition to those within 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 PACTfs 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. When the Resident Advisor arrived in Guatemala in 
July of 1986 he found, in addition to ASINDESf being in a state 
of internal crisis because of tension between the Board and the 
Executive Director and among the membership over the 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 then 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 



holdovers from the previous Board) offered the opportunity for a 
Itnew beginningw 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 unusually 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 Board came to see the 
utility of PACT'S assistance and, in particular, of the Resident 
Advisor. 

By the time of the mid-term evaluation, most members of the 
Board had come to recognize the value of PACT'S assistance, and 
wanted it to be continued beyond the current termination date of 
the Grant; but several stated that they would want to reconsider 
what should be the terms of the relationship between PACT and 
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 project, 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 progress under the project. However, that would be 
hindsight; and it would ignore 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 



management of USAID/G to 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 PACTts 
management who had been 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 activities, but there was comment that the 
other visits might have been too short to be useful and too 
frequent to be cost effective. PACT is now taking into account 
the need for ASINDES to understand the purpose of each visit 
proposed, and to perceive results of each such visit. However, 
the Board as a body has not organized itself to meet with these 
visitors; rather it has let that contact be managed by the 
Executive Director. 

C. PROGRAM--NATURE AND EFFECTIVENESS OF PROGRAM 

1. Representation and Coordination of NGO Sector 

a. Relationship with Member and Non-Member NGOs 

As indicated in B.1. above, ASINDESt 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 take. This probably 
restricts the organizationts capacity for taking major actions in 
a prompt manner, and contributes to the Board's tendency to keep 
a close rein on the administrative decisions of the staff. 

The member NGOs generally appear to have a favorable opinion 
of ASINDES, although there are serious critics of it as well. 
The presence and functioning of the Project Selection Committee 
has contributed to the favorable opinion held by most members, 
since it appears to support the impartial treatment of their 
requests for financial support. The criticisms which are most 



often heard from member NGOs are that the staff of ASINDES does 
not respond as rapidly on routine matters (e.g. answering mail) 
as it should, and that the organization has not provided the 
amount of financing which is needed. 

ASINDES has not had significant contacts with non-member 
NGOs. 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. Relationship 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 administration in late 1985 
when, at least in theory, the political level of the GOG under- 
took to support the work of NGOs. Third, AID became more active 
in Guatemala as the conditions of violence subsided and a 
civilian government came to power. These developments presented 
opportunities for expanded activities, and they presented ASINDES 
and its membership with the challenge of organizing themselves 
and making decisions 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. In 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 
lifeu 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 



funds, generated 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 uuetzales (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 
approval and implementation process as that followed with the AID 
Grant funds, except that the MOF rather than USAID/G would have 
the right to object or to question proposed grants, and reports 
would be made to the MOF rather than to AID. 

During the course of the negotiation of the agreement 
several issues arose. One was whether ASINDES could assume 
approval of the GOG for any proposed project with an NGO if the 
MOF failed to make objection within 15 days of having received 
notice from ASINDES of the intended project. Another was the 
length of time during which ASINDES would be responsible to the 
GOG for its use of the funds. Although this aspect was not be 
clarified in the formal agreement, a later Letter of 
Understanding between ASINDES and the GOG limited that respon- 
sibility to four years. It is not clear to what extent the 
activities of the MOF were the result of second thoughts on the 
part of MOF officials higher than those who had negotiated the 
agreement in principle, of the caution which might be expected on 
the part of the MOF in entering the first of such grants to an 
association of NGOs whose work and capability had not been widely 
known to the MOF or of some behind-the-scenes resistance on the 
part of other parts of the GOG, such as the Committee of National 
Reconstruction (CNR), which would prefer to use the counterpart 
budget resources for their own programs or at least for NGOs on 
i t s  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 

Perceptions of Participatins 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 



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 down, although there were expressions 
of doubt that it was advisable for ASINDES to force the NGOs to 
structure their proposals to be nproductiven 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 ASINDES 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 be a recognition that the staff of ASINDES usually 
was helpful. (There were a few--surprisingly few--comments that 
ASINDES' personnel should be more sensitive to the differences 
among the capabilities and approaches of the NGOs.) Perhaps the 
strongest complaint was that ASINDES was slow in responding to 
ordinary matters--answering letters, returning phone calls, 
providing information about its own intentions. 

b. Nature and Quality of Proiects Under the Sub- 
Proi ects Prosram 

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 NGOst 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 



without any accompanying 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 
activities the NGOs were engaged in already, and they often 
provided funds for projects already undertaken. Most projects 
had been presented as being I1productive.l1 However, only six 
incorporated the use of a revolving loan fund administered for 
the benefitting community, and none involved loans from ASINDES 
to the NGO or from the NGO to the benefitting groups. Perhaps as 
a consequence, the flavor 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 ASINDESt 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 lead to strengthened NGOs. In some cases, NGOs did seem 
to modify their attitudes towards the utility of nproductivell 
projects; and in some cases, the Project Selection Committee 
(usually following the suggestions of the Project Analysts) did 
require the NGO to make some cnanges in its administrative 
arrangements in order to carry out the proposed activities; but 
these changes did not seem to be aimed at a permanent change in 
the capability of the NGOs. Certainly, more remains to be done on 
this aspect of the program. 

(6) Both the staff of ASINDES and members of the 
Project Selection Committee would like to see more 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 
of llproductivell projects and for institutional improvements with 
NGOs and to provide the Project Analysts with additional guidance 
on the standards to be applied and the way in which analyses are 
to be conducted concerning the topics of probable impact, cost- 
benefits and potential for self-sustaining operations by the 



beneficiaries. The program should be coordinated with a revital- 
ized technical assistance program. 

3. Technical Assistance and Traininq Sup~ort for NGOs 

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 conducted, 
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). The 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 "strengtheningu the 
attendees. Among the persons interviewed in the conduct of the 
evaluation, there seemed to be a general conclusion that the 
events were either too general or simplified in their approach, 
and did not take into account sufficiently the conditions faced 
by the NGOs operating in Guatemala. The best received event was 
the forum on networking. The opportunity to exchange experiences 
and ideas among themselves and to meet representatives of 
potential funding organizations from outside Guatemala appears to 
have been appreciated by most of the NGO attendees, although 
there were some who were disappointed that the representatives of 
those funding organizations 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 from 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 assistance and training plan was to reflect the results 
of that preparatory work, and was to consist of both: (i) events 
open to the general NGO community or groupings of NGOs by type, 



size, location or 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 approach 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 them either in response to their 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 been 
prepared. A decision in principle has been taken to organize the 
program sectorally, beginning with the health sector in which 
many of ASINDES' members are active, and ASINDES is planning to 
hire sector coordinators for its staff. ASINDES has under review 
three proposals from organizations to assist in conducting 
surveys of the needs of NGOs for technical assistance and in 
preparing a program to meet them. However, these efforts have 
not yet borne fruit, and the burden of providing technical 
assistance to the NGOs remains on the Project Analysts. Further- 
more, the idea of conducting diagnostic reviews of the needs of 



individual NGOs has been abandoned for the foreseeable 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 
strategy 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. Performance in Meetinq AID Obiectives 

The main purpose of USAID/G in making its Grant to PACT in 
support of ASINDES was to strengthen AS.1NDES 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. USAID Relations with NGOs Apart from ASINDES 

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 



some Guatemalan NGOs (e.g., MGRR). Other 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 standards 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 assistance 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 forging or maintaining a direct relationship 
with the Mission. However, there are several 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 the Mission in supporting activities. which might be inappro- 
priate for ASINDES. Third, in the near term, ASINDES probably 
would not be able to handle the analytical and supervisory 
requirements of large NGO 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 persons able 
to process and supervise the NGO activities. However, in 
assessing the validity of this last argument it should be pointed 
out that ASINDES could contract personnel in the short run with 
AID funds to meet the demands, and probably could do so at less 
cost than could the Mission. Furthermore, over the longer run, a 
successful effort would result in an institution able to finance 
its own analytical and supervisory efforts. Whatever the proper 
balance is, offices of the 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 involve NGOs do involve ASINDES. 

The concerns which need to be considered by the Mission in 
deciding what policy to follow on this question are broader t.han 
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. Utilization 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 services project, 
the Mission decided to use an NGO which is not a member of 



ASINDES, since it doubted that ASINDES had achieved the capacity 
to administer the funds involved. The Mission came to the same 
conclusion concerning a small enterprise development program 
under preparation. Only in one case has USAID/G turned to 
ASINDES to administer a project for it. This was the fund 
created to provide small grants to community-level projects 
designed by returning participants under the Mission's training 
program, and that was undertaken because of the presence and 
involvement of the PACT resident representative. The Mission's 
original intention was to restrict eligibility to the members of 
the Association of Returned Participants, but ASINDES refused to 
participate unless its own members also were 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 
ASINDESt 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. A~~ro~riateness and Effectiveness of AID'S Guidance 
and Monitorinq 

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 not attend meetings of the Board of ASINDES, and only 
occasionally visited ASINDESt offices and the NGO projects which 
ASINDES was assisting. On the other hand, the Mission had 
frequent and informal contact with the resident PACT representa- 
tive, and had contacts throughout the NGO community which enabled 
it to obtain feedback on views held about ASINDES. 

The PACT proposal had stated that there would be semi-annual 
financial reports and annual 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 been 
prepared. The basic reporting mechanism being used is the 
quarterly report. These reports were largely descriptive of 
events rather than problem oriented. 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 ASINDESt conformity with the eligibility 
criteria and not used to influence the nature or quality of the 
activities being supported. Under the Agreement between the GOG 



and ASINDES, the GOG, not 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 of tension among the Board, the PACT representative and the 
former Executive Director and to the lack of clarity as to what 
are the Mission'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, 
sone members of ASINDES have been suspicious of the motives of 
AID or, even if not suspicious themselves, concerned that others, 
including funding sources would be troubled by ASINDES and its 
members receiving so much assistance from the USG. The issue 
probably has become somewhat less acute as ASINDES and its 
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 
fear of USG programs probably arises from inaccurate perceptions 
held by persons who have not had connection with them, increasinq 
the general awareness of AID'S role would not necessarily 



exacerbate the issue. This Grant program would appear to offer a 
good opportunity to demonstrate to skeptics that the USG is 
interested in development and willing to support private efforts 
not related to the commercial interest of its own citizens. The 
opportunity is not being tested, much less realized. 



Attachment 1 

SUMMARY OF MAJOR RECOMMENDATIONS 

The following are the major recommendations of the mid-term 
evaluation of November-December, 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 
includes the major steps to be taken and which takes into account 
the revenues expected, and staffing and support requirements for 
carrying out the plan. The Board should consider using both the 
staff of ASINDES and contracted persons (such as members of the 
Project Selection Committee) to assist in this effort. 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. The Executive Director should give priority attention to 
determining the staff needs for meeting an expanded grants and 
technical assistance program. The determination should take 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 requisite 
qualifications, and of the qualifications of the current 
occupants of those positions. The Executive Director and the 
Board should take prompt action to carry out the 
recomendations 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 guidance 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 which does not involve its own 
members in operations or require their pre-approval of ordinary 
administrative actions. It should request PACT to assist it in 
devising the reporting formats and data collection techniques 
to carry out such a system. 

8. The Executive Director, utilizing assistance from PACT, 
should prepare further guidance for the Project Analysts for 
their work in analyzing the project proposals. That guidance 
should include standards for determining. whether a proposal is 
to be considered as one for a "productive" project, for 
concluding that a proposal is economically desireable, and that 
the activity is likely to be self-sustaining. The guidance 
should clarify the extent to which the Project Analysts are to 
give preference to "productive" projects and the meaning of the 
requirement that projects should strengthen the operations of 
the sponsoring NGOs. 
9. The Executive Director should emphasize to the staff, and 
demonstrate through his own actions, the importance of 
following standard procedures. 

10. The Executive Director should give priority to improving 
the accounting and financial analysis capability of the staff. 
He should assure that budget proposals are presented to the 
Board in a timely way, and that both he and the Board receive 
periodic and current statements of the status of ASINDES' 
financial affairs. He should consider recruiting a qualified 
financial analyst to work on the review of proposals under t!le 
grants program and on the needs and trends of ASINDES' own 
financial situati~n. 

11. A n  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 program. 

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

13. The Board should consider ways in which ASINDES might use 
further the expertise and good will of the members of the 
Project 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 fund raising effort 
with new potential donors before it ,completes the analytical 
steps mentioned in 1. and 2. above or before it prepares a 
strategy for such fund raising both within and outside 
Guatemala. However, preparation for the effort should begin as 
soon as possible. Responsibility for fund raising should Le 
vested in a senior staff member of ASINDES. PACT'S experience 
should be utilized in preparing the strategy. 

15. ASIMDES should conduct an internal review of the 
acccmplishments 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 then 
for productive projects. 

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

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



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 
report. 

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

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

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 proyrdrn. 

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

C. For USAID/Guatemala 

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

2. The Mission should consult with ASINDES (as we11 as with 
PACT) concerning the Mission's plans for providing additional 
resources to the project either directly or through joint 
programming with the GOG. 



3. The Mission should give an extension of the time for the 
accomplishment of the purposes of the Grant; and provide 
additional resources to continue PACT'S assistance for at least 
an additional year. If ASINDES shows determination to meet the 
problems and challenges discussed in this report, the Mission 
should provide additional dollar resources to assist ASINDES in 
carrying out the re-planned program. Such additional 
assistance might well be focused on the plans suggested in B. 
4. and 5. above. 

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

5. The Mission should 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 inciude 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 

Mr. Richard J. Burke, Program Officer 
Mr. Thomas Kellerman, Deputy Program Officer 
Mr. Roberto Perdomo, Assistant Program Officer 
Mr. Trujillo, Division of Agriculture 
Mr. John Massey, Division of Human Resources 

Ministrv of Public Finance 

Ms. Liliana de Garcia, Division of External Relations 

Private Aqencies Collaboratina Toqether (PACT3 -- New York 
Mr. Thomas R. Byrne, Excutive Director 
Mr. James OfBrien, Development Fund Director 
Mr. Daniel Santo Pietro, Regional Representative for 

Latin American 
Mr. Loren Finnel, Consultant 
Mr. Arthur Sist, Resident Representative 

Employees of the Asociacion de Instituciones de Desarrollo 
y Servicio de Guatemala (ASINDES) 

Sr. Oscar Osorio, Executive Director 
Sr. Hugo Figueroa, former Executive Director 
Sra. Rebecca Chavez, Director of Technical Assistance and 

Training 
Sra. Christian Lorena Muderate Garcia, Director of Small 

Projects Fund 
Lic. Homero Mendez, former Director of Technical Assistance 
Ing. Jose Luis Castillo, Project Analyst 
Sra. Alma Irene Gonzales, Project Analyst 

Members of the Board of Directors of ASINDES 

Dr. Rolando Torres, President 
Represents the Christian Children's Fund (CCF) 

Lic. Alvaro Muniz, Vice President 
Represents Fundacion para la Educacion y el Desarrollo 
Integral (FUNDACEDI) 

Lic. Eric Daniel Chicol, Treasurer 
Represents the Fundacion Carroll Behrhorst 

Sr. Carlos Carrazco, Secretary 
Represents Asesoria Centroamericana de Desarrollo (ACAD) 

Mr. Juan Pedro Perdomo, Vocal 
Represents the Asociacion Cristiana de Jovenes (ACJ) 



Other Members of ASINDES 

Lic. Gamaliel Zambrano 
Associacion de Beneficencia Cristiana (ABC) 

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

Sra. Barbara Allerding 
Instituto de Asuntos Culturales (ICA) 

Sr. Javier Mayorga 
Vision Mundial International (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' Proiect 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 Aitkenhead 
Directo General of the magazine Cronica 

Ing. Julio Obiols 
former Mayor of Guatemala City 

Non-Government Orqanizations Not Members of ASINDES 

Sta. Mirta Olivares 
AITEC/FUNTEC 

Mr. Edward Brand 
CARE 



Attachment 3 

ABOCIACION- DE ENTIDADEB !XJ DEBARROLLO DE_ - - -  - 
BERVICIO N O  OUBERNMENTALEB DE OUATEMALA 

NOHBRE INSTITUCION Y REPRESENTANTE DIRECCION Y TELEFONO 

1. Alberque Juvenivil "Jose Gilberto 5a. Calle 14-11 Zona 1 
Flores Vides" Quetzaltenango, Guatemala 
Ing. Jorge GAndara Telbfono: 061-6638 
Presidente Junta Directiva 
Inq. Alberto R. Garcia. 
Director Ejecutivo. 

2. Alianza para e 2  Desarrollo Juvenll la. Ave. 9-33, Zona 9 
-Cilr~n~t~it.ar i o  - ALIANZA Tel: 6 2 2 1 2  
I r ~ g .  Aqr6nori1o Arturcr Echeverrla 
Director Ejecutivo. 

3. Asesoria Centroamericana d e  Desa- Edlf. Plaza del Sol 
rrollo ACAD Oficlna 310 
Dr. Carlos Carrasco 12 Calle 2-04 Zona 9 
Director Ejecutivo Tel: 318055 

4. Asoclaci6n Cristiana d e  J6venes 6a. Calle 4-17 Zona 1 
A.C.J. Edif. Tlkal Of. 209 
Sr. Juan Pedro Perdomo Tel: 513329 
Secretario Ejecutivo 

5. Asociaci6n & Beneficencla Cris- 18 Calle 21-01 2.10 
tiana Tel: 371867 
A.B.C. 
Lic.Gamalie1 Zambrano 
Director Ejecutivo. 

6. Asociaci6n Hoqar y Desarrollo 15 Calle "A@' 2-20 2.1 
HODE Telbfono: 22941 
Lic. Hildebrando Cumes Apartado Postal 1715 
Director Ejecutivo 

7. Asociaci6n d e  Serviclos Comu- Km. 56 1/2 Carretera 
nitarios d e  Salud A.S.E.C.S.A Interamerlcana Chimal- 
Sr. Marco Tullo Gutierrez -Gte. tenango, Apartado 27 

Tel: 0391033 

8. Asoclaci6n Mlslonera Guate- 30Ave. "B" 11-68 Zona 7 
malteca AHG Tikal I 
Sr. Frank Waqgoner TelBfono: 42839 
Director 



C a r i t a s  A r q u i d i o c e s a n a  1 2  C a l l e  f i n a l  1 - 9 6  
P a d r e  Jose A n t o n i o  M d r q u e z  Zona  3 ,  M i x c o  K m .  1 4 1 / 2  
R e p r e s e n t a n t e  C a l z .  R o o s e v e l t .  

T e l :  9 3 3 7 8 7  

C e n t r o  de E s t u d i o s  M e s o a m e r i c a n o  4 a . A v e .  2 -28  Zona  1 
S o b r e  T e c n o l o q i a  A p r o p i a d a  
C.E.M.A.T. 
D r .  E d g a r d o  C d c e r e s  
D i r e c t o r  E j e c u t i v o .  

T e l :  2 2 1 5 3  y 5 3 8 4 7 6  

C h r i s t i a n  C h i l d r e n ' s  F u n d  CCF 6 a .  A v e n i d a  1 3 - 4 8  Zona  9  
D r .  L u i s  R o l a n d o  T o r r e s  C. A p a r t a d o  P o s t a l  2 5 4 2  
R e p r e s e n t a n t e  R e g i o n a l  T e l :  3 1 0 7 7 5  

C o m i t b  C e n t r a l  M e n o n i t a  CCM 2 5  A v e n i d a  0 - 8 8  Zona  7  
L i c .  E n r i q u e  Y o d e r  C o l  . Altamira  
R e p r e s e n t a n t e  L e g a l  T e l :  4 2 3 6 0  

E j b r c i t o  d e  S a l v a c l 6 n  1 4  C a l l e  5 -89  Zona  11 
C a p .  ~ a n i z  G u e r r a  B .  V I a s  d e l  Mariscal  
C o r n a n d a n t e  Mayor  R e g i o n a l  . A p a r t a d o  P o s t a l  1 8 8 1  

T e l :  4 8 0 8 7 7  

F o s t e r  p a r e n t ' s  P i a n  I n t e r n a t i o n a l  11 C a l l e  1 - 2 3  Zona  9 
P L A N  T e l :  6 3 6 6 3  - 3 1 7 2 8 9  
S r .  C a r l o s  W i n k l e r  
D i r e c t o r  

F u n d a c i 6 n  P a r a  & E d u c a c i 6 n  1 2  C a l l e  2 -04  Zona  9 ,  
y E l  D e s a r r o l l o  I n t e q r a l  E d i f i c i o  P l a z a  d e l  S o l ,  
FUNDACEDI 3 e r .  N i v e l  L o c a l  3 1 7  
L i c .  A l v a r o  Mui i i z  T e l :  3 1 3 2 4 7  
D i r e c t o r  G e n e r a l .  

F u n d a c i 6 n  d s  C e n t a v o  FUNDACEN 8 a .  C a l l e  5 -09  Zona  9  
I n g .  A g r .  H e r n 6 n  Q u a n  B e r d u c i d o  T e l :  6 7 6 9 7  6 7 2 1 3  3 1 0 7 5 4  
G e r e n t e .  

F u n d a c i 6 n  d e  R e c o n s t r u c c i 6 n  y 1 2  C a l l e  1 2 - 4 2  Zona  1 
D e s a r r o l l o  Wumano I n t e q r a l  T e l :  2 2 9 2 6  
REDH INTEGRAL 
S r .  A d o l f o  A c o s t a  d e  L e 6 n  
R e p r e s e n t a n t e .  



Fundaci6n Guatemal teca para 2a. Calle 1-55, Zona 2 
el Desarrollo Carroll Behrhorst - Chimaltenango, A.P. 1 5  
tic. Erick D. Chic01 - Director Tel: 0391356 
Ejecutivo. 

Fundaci6n para el Desarrollo Ave. La Reforma 3-48 Z.9 
de la Mujer Local 107 Edlf. Anel 

Tel: 66471 a 1  6 

Instituto - de Asuntos Culturales 13 Calle 15-68 Z. 1 
I.C.A. Tel: 29792 
Sr. Manuel Samayoa A. Director 
Inga Bessing - Vice Presidente. 

~ n s t i t u t o  para e l  Desarrollo 2da. Calle 39-73 Zona 7. 
Econbmico Social d e  Am6r ica 1 Colonia Coti6. 
Central. I.D.E.S.A.C. Tel: 914858 -914863 
Mario Roberto Silvestre A. 
Secretario Ejecutivo 

Hisibn Adventista d d  SBpt i rno  Ira. Calle 18-24 Z. 15 
D fa Vista Hermosa I1 
Pastor Emilio de Lebn- Presidente Tel: 690573 -691330 

Movimiento de Educacibn Popular 2a. Calle 7-74 Zona 1 
Inteqral & y Aleqria Tel: 532634 
Padre Fernando Gutierrez Duque 
Director Nacional 

Hovimiento Guatemalteco d e  Re- Torre Profesional I 
construction Rural MGRR. Of. 203, Centro Comercial 
Sr. Juan E. C6rdova G. Zona 4. 
Director. Tel: 516866 -535272 

Sociedad para Juventud 8a. Calle 9-13 Zona 1 
Gua tema 1 teca SOJUGMA 6to. Nivel 
Lic. Guillermo Corado Teldfono: 85733 
Director General 

Vision Hundial Internacional 7a. Aenida 7-73 Zopna 9 
V.M.I. 3er. Nivel. 
Ing. Javier Hayorga Apartado Postal 326 - A 
Director a. i .  Tel: 320188 - 66515 

320189 - 320191 



Attachment 4 

PRLSUYUESTO DE INGGESOS Y GASTOS DE ASINDXS E11 1 , 9 8 7  

PREYARADO POR OSCAR Fa TURCIJLEIM, AUDITOR DE EIIRON 8 

MIRON,  ECONOMISTAS Y AUDITORES BJBLICOS DE GUATEIvIALA 

INGRESOS: 

Donaoioncs de PACT 
Cuotas  de s o c i o s  de ASINDES-ONG 
Lonac iones  l o c a l e s  
I n t e r e a e s  ganadoa 
O t r o s  i n g r e s o s  (5% s / p r o y e c t o s )  

T o t a l  i n g r e s o s  Q. 892,798.96 

GASTOS : S u e l d o s  P r e s t a c l o n e s  

D i r e c t  o r  e j e c u t  i v o  
A n a l i s t a s  
S e c r e t a r i a s  
Contador  
C o n s e r j e  

T o t a l ,  s u e l d o s  y p r e a t a c i o n e s  64,304 16,138.66 80,442.C5 

GASTOS bi3 OPERI1C IOIU3S 

A l q u i l e r e s  10,080.54 
T e l e f o n o , c o r r e o s  y t e lex  12,417 36 
~ l d c t r i c i d a d  829.31  
S q i n i s t r o s  ( f  o t o c o p i a 8 , y  u t i l e s  of  i c ina  y p a p e l o r f a )  13,904.77 
V i a t i c o a  1 ,200.00  
Combus t ib le s  y l u b r i c a n t 0 8  3 ,190.01  

OTROS GASTOS 

V a r i o s  ( g a s t o a  menudos) 
Mantenimierito de v e h f c u l o  
J u n t a  D i r e c t  i v a  
I h o r a r i o s  p r o f  e s i o n a l e s  
Gas tos  d e  o f i c i n a  
Asambleas de ASINDES 
S u s c r i p c i o n e s  
L i b r o s  y r e v 4 s t a s  
A s i s t e n c i a  t e c n i c a  
l ~ o l a c i o n o s  ~ d b l i c n s  
~ o n i t d  S e l e c c i c n  de y r o y e c t o s  ( d i t a s  y r e f r i g e r i o s )  
MantenFmiont o  de e q u i p o  

T o t a l ,  o t r o a  g a s t o s  



DONACIONES 

Donaciones hasta diciembre 1987 
Mini-donaciones IQ tt tt 

IlJVERSIONES 

Mobiliario y equipo de o f i c i n a  

Total  ingresoa 

Total  gas tos  a inversions8 

Sueldos y prestacionee 80,442.66 
Gastos de operaciones 41,621.99 
Otros gastoa 92,549.73 
Donaciones hasta 31 diciembre 1987 

11 I t  
585,221.00 

Mini-donacicnes " 23,775.00 
Uobi l iar io  y equipo de o f i c i n a  16,373.63 

Fondos d isponibles  para e l  afio 1988 f 



Attachment 5 

~,S~~~;;:I;I:: 11::r,I L ~ E   pi!:,^ r~1- i ; :  1::;; : ' - , ' ,  r,!- ! =,-,,-,:;F:;:;LLI:~ ,, ,: EF:~..: ~I ; I ; J  LLE I:I-I,~TEMALA 
- ci .-, r 6.. I I.; ;. . . - O ?I I:, 
~ ~ ~ ~ ~ - : ; J ~ ~ - I ~ ; . ~ I ; I  ;- [ ,  :.*',?;,- zvr!-.i:t r.-l-,"pT,-. r :  < : r ~ ! ' : f  ?iT:;LI?Ar*lII 

. ? -  A . r ~  I! T;-, ! --:;:*::, . . ,'I! - ! i t  PF .Tll?!I13 ;::*3 
DIRECC COOR PRO COOR A.T.ADMON/CON TOTAL 
............................................ 

CASTOS PERSONALES 
DIRECTOR 28800 288'00 
COORDINADOR ASISTENCIA TEC 19200 19200 
COORDINADOR DO PROYECTOS 19200 19200 
ASISTENTE FINANCIER0 9600 9600 
ANAL I STA PROY ECTOS I I 10400 14400 
ANALISTA PROYECTOS I 12000 12000 
ASTSTENTE ADMTNTSTRATTVO 7200 7200 
SECRETARIA EJECUTIVA 6600 6600 
CONTADOR 4800 4800 
SECRETARIA RECEPCIONISTA 4200 4200 
MENSAJERO 4320 4320 
CONSER JE 3600 3600 
AUXILIAR 4?00 4200 

SUB TOTAL 35400 45600 19200 37920 138120 

CUOTA PATRONAL ICSS 
INDEMNIZACION 
ACUINALDO 
ESPEC I ADO 
PROVISIONES 

SUB TOTAL 23126 29790 12543 24772 90231 

CASTOS DE ADHINISTRACION 
CASTOS DE VIAJE AL INTERIOR 
GASTOS DE VIAJE AL EXTERIOR 
CASTOS DE REPRESENTACION 
RENTA INMUEBLE 
MANTENIMIENTOS 
SERVICIOS VARIOS 
PAPELERIA Y UTILES 
COMBUSTIBLES Y LUBRICANTES 

SUB TOTAL 9000 4440 2400 25560 41400 

CASTOS DE OPERACIONES 
ASISTENCIA TECNICA 6400 41600 48000 
FOLLETOS Y PUBLICACIONES 4000 2000 6000 
SUSCRIPCIONES Y HEMBRESIAS 500 300 600 1300 2700 
ASESORIAS Y CONSULTORIAS 2000 4600 6600 
AUDITORIAS EXTERNAS 1000 3000 8000 12000 

SUB TOTAL 500 9700 53800 1 1300 75300 

MOBILIARIO Y EOUIPO 3000 2000 5000 2000 12000 
EOUIPO DE COMPUTACION 10000 10000 
EOU IPO REPRODUCC ION 7200 7200 
VEHICULO 22000 23000 5000 50000 
OTROS EOUIPOS 62000 62000 

SUB TOTAL 3000 24000 28000 86200 141200 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  
PRESUPUESTO F\INCIONAflTENTQ 71026 113530 115943 185752 686251 - - - -  - - - - = r f = l l l l l a = P I r I I = I = = I I I = I I ' = = = x  

BESTAVAILABLE COPY 



. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  -------------------------------------------- 
PROGRAMAS PRODUCTIVOS 10 100000 1OOoooo 1486251 
DONACIONES PARA DESARROLLO 12 66667 800000 2286251 
PROCRAMAS ASISTENCIALES 12 16667 200000 2540251 
MINIDONACIONES 20 2700 54000 2340251 
ASISTENCIA TECNICA 30 9540 286200 2826451 
OTROS PROCRAMAS 40 13541 541620 3368071 
SUB TOTAL PRESUPUESTO DE OPERACIONES 2881820 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  ____----------------------------------------- 
T!:/TAL &ykL FHEi?IJFIlBETt:r 1 9~13 33CoR071 
RELACION 1 4 : * > ? %  8 :  12974.34 
OSORIO/LOTl/PREASI88 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  
GUAT. 28 JUNIO 1988. 



RESIJNFN PLIR F'APT 1 L)A PF'FSUF'IJESTAR I  A 

RENGLON 

I t i c l ~ ~ y e  113s !;alaril:ls t ~ r t t : ~ ~  

d e l  e . j e r t  i I: i o  1::on b a s e  a 1  a 
e s t r  LIC t u r  a d e  p ~ l e s t  ~ 1 s  y  s 1 . 1 ~ 1  dl::# 
b a s e .  

NES ANUAL 

2 .  1 1 ,  510. 00 Q .  138, 12(:). 

C o n t  i  etie 1  as; p r e s t  ai: i t:lties 1  e- 
gales y  l a  p r c l v i s i  3ts i le c-a1 cir i c ~  
p a r  a d i  f er i dl11 y a . j t . ~ s t  es dc su,r-1- 
dcl p c ~ r  c ~ . . ~ s t o  d e  v i d a .  

3 GASTnS DE ADMINISTPAC' ION 0. 3,450.00 . 4ll-1C~0. 

121:lntictie 1111s g a s t o s  - f i  ,jl:lt; y 
v a r i a b l e s  p a r a  l a  a d r i ~ i t i i s t c a c i  t!tn 
a n u a l  d e  1  cli I n s t  i ' t u c  i ion. 

F'r e s u p ~ ~ r s t  a 1111s g a s t ~ r ~ s  d e  A s i  s- 
t e n t i a  TPcni l -a  y S u p e r v i s i  bn dc 
Praye~:tl=ls p a r a  e l  aEcl e n  8-lpera- 
c i C n .  

JUST-RES. BET 
ONO-RLC. JUNL I 0  12-88 



PRESUPIESTO DE OPERACIONES Y FUNCIONAnIENTO DE DIRECCION EJECUI'IYA 

G a t o s  Per3omlzs 
Sueldos 
Preataciones Laborales 

Girs t l j s  de O p c r a i i o n z s  
Su~cripciones y aelnbresia 

Resuen por Partidas Presupuestarias, ver h e r o  1 



PRESUPUEam DE OPEkXIOIJ I' FUNCI0N;LnIEN'N DEL DEPTO. DE PROYECIUS 

S u z l d o j  
Prestaciones Laborales 

Gasto3 de Mninistraci6q 
Viajes a1 interior 
Viajes a1 exterior 
Combustibles y lubricantes 

Cestos de Operacibn 
h i s t e n c i a  tecnica 
Suscripciones y membresias 
besorias y consultcjria3 
Auditorias externas 

Rzsuzn par Partidas Preaupuestarias, ver h e x o  1 

PRESUPUESrO DE INTTRSION DE iiDQUISISION DE EQUIPO PARA EL 

1 escritorio 
1 silla giratoria 
2 ventiladores 
2 libreras de uethl 
1 puerta de metal 
3 cortiM3 
1 intercomunicador 
4 papeleras 
2 calculadoras medianas cientif ices 



PRESUPUESR) DE OPERACION 'i' FUNCIONiLnIElRO DEL DEPTO DE ASISTEIKIA 
TCNICA 

& s t 0 3  per3anale3 
Sueldos 
Pre%taclones laborales 

G3ts3 de  Al1~i!listrasi41~ 
Ylales a 1  Interlor 
V16~23 a1 extzrlor 
Combustibles y lubricantes 

Ckjt05 d~ Operaiion 
Asistencia Tecnica 
Fslletos y publicasiones 
Suscripciones y membresias 
Aazsorias y co1l3ultorias 
Auditorlas externas 

Resmen por Partldas Presupuestaria3, ver hero 1 

PRESUPUESTO DE INYERSIONES Y ACTTVOS FIJOS DEPTO. DE ASISTENCIA 
TECNICA. 

1 3illh con rod05 
1 archivo 
1 Exten~idn telcf onica 
1 librera 
lhbilitacihn bitlioteca 

Vehi cul Q 
1 vehiculo 



PRESUPUESrO DE FUI?CIOI~I~4TV Y OPERACION DE LOS DEPARTXlE14TVS DL 
A Z I S T E I ' I C I A  OllINI STL;IATI1rn i' i~li7'Ab IL IDU I' PI I~ IQmS 

Gastos P e r s o r ~ a l z s  Q 62 ,692.00  

Sualdos Q 37920 00 
P r e s t a c i o n e s  labor8 l e s  24772 00 

Geistos d e  Mmln'lst r ac lon  
Vla j e s  a1 I n t e r l o r  
Renta de inmueble 
n h r ~  t 2n1lu1 en t os 
S ~ ~ Y T C I O S  var1os 
P a p z l e r i a  y u t i l z j  
Combustibles y l u b r l c a n t e s  

Gastos d 2  Operbcio i~  
F o l l e t o s '  y pub l i cac iones  
Su3sr ipc ionzs  y azlubresias  
Audi tor lag  e x t e r n a s  

R e s u e n  por P a r t i d a s  P r e s u p u e s t a r l a s ,  ve r  Anexo 1 

PRESUPUES'IW DL INYERSIONES Y ;XTIYOS FIJOS DE LOS DEPTOS DE 
ASISTENCIA ADHINI STRATIYA Y CONTAEIILIDAD Y FINANZAS 

1 reloy d e  pared 
C u d r o s  decora t l v o s  
1 Ref r l g e r a d o r  
1 mes& para  to tocopladora  
1 s l l l a  con rodos 
1 j u i l l o t 1 x u  
1 v e n t l l a d o r  

1 Computador 
1 Ilupresora 
1 Terminal 

1 Fotocopiadora 
1 C a m r e  f o t o g r & f i c a  

Otro3 Equip05 
1 UPS ~ K E -  
1 Paquzte d e  pruqrawas 5000 00 
Equlpo Audlovlsual  215EO 00 
Equipamiento ob ras  couunale3 31750 00 
2 e s c r l t o r l o s  pa ra  computadora 1200 00 



Hobiliario y Equipo 

Equipo de C ~ ~ u t d i i l j l i  

Equipo de ReproducciSn 

'r'ehicul~s 

Otros Epipos  

BEST AVAILABLE COPY 



3 311183 gi ra tor ias  
1 m a s  para fotucopidd~rh 
1 archivo de metal 
4 l ibreras  
4 ventiladares 
2 l ineas telef3nicas 
1 escr l tor io  secre tar ia l  
2 iort i l ihj  
1 intercoaunicador 
1 yuerta dc k e t d  
4 papeleras de  netal 
2 calculhdora3 mediams cientif icas 
1 ref rigerador 
1 re loj  be pared 
cuadroa decorativos 
1 2xtensibn telefbnica 
1 Guillotina 
Xabili t a c i ~ n  bibl io teca 

1 cornputador 
1 iapresora 
1 t e r P r i ~ l  

1 f otocopiadora 
1 a r a  fotojr&fic& 

Vehiculo 

1 aotocicleta 
1 vzhiculo 

Otras E Q \ ~  

Equipo Audiovisual 
UPS 2 XYA 
1 paquete de programs 
Equipamicnto obras cop1unales 
2 escri torios para coaputador 

Q 700 00 
150 00 
300 00 
850 00 
325 00 
2350 00 
500 00 
200 DO 
200 00 
150 00 
100 00 
300.00 
900 00 
LOO 00 
250 00 
200 00 
225 00 
4100 00 



PRESUPUESTO DE INVEPSIONES Y ACTIVOS FIJOS DE LA SECRETARIA DE LA 
D IRECCION EJECUTIVk . 

Illstiliario y Equipo 
1 ventilador 
1 librera da hcthl 
2 lineas telef onicas 



DETALLE DE JUSTIFICACIONES 

"PRESUPUESTO FINANCIER0 88/89" 

"GASTOS FERSONALES" 

El r e n g l  C1r.i da S a l  a r  i l : l s  d e l  F'crsl::ltial i:j* ASINDES e s t 6  p rogra r i~ado  
1 t>a~;k- 1 :  !:.,11..11.i6..0:, !:77/I?!l q.: irll.11.1ye 3 P ~ l e ~ t . . . -  1-85 LIUC a 
tc~t i t i t iua~: i l l~r i  5e es~ ;p l i~ -a r r :  . 

- Frlr talcr-~:irniento p a r a  e l  Area  dtr F i t i , ~ t i z a s .  

1 Asistetite Firrar.rl::iercl y  1 AI . I :~ ; - i l ia r   antab able, arillcls cl:lti 
iot iocir i t iet i tcls  y prActii:a en  pr~:~l:ediritiontos c o r i ~ p u t a r i z a d c ~ s .  

E s t  e f -  t a l  ;.: ~ l r  . el.. I 1111 e t ~ t ~  e s  d e  sl.1r11a i ri~pi:lr t anc  i a p a r  a 1  a 
Adri~i n i  s t r a c  i tlti de 1  L r 1  s ~ I L I ~ V I I I S  f1:1tid1:1~ de1 
Mini s t e r i l : ~  de F-i t iat izas,  r1t.le exi gi ' r  An ri~aylzlr e f i c i  e n c i  a e n  
l a s  s i s t e r i ~ a s  de infl:lrrilaci~!lti y  qc.~e ) ~ u c d e t i  .;er ~ ~ t i l i z a d c ~ s  ~:#:lricl:l 

r ecc . l rsos  d e  apoycl zr.1 l a  s1..1f)crrvisi~4ti ducumeti tal  d e  estias 
f 116 t l  d  i71 S . 

- F-  cl r .n  t - l . . - '  c ~ l r t 1 1 r t 1 t l l  :.. t e l  Drpi<rtari~critr:l d e  F'rt:tyectd::Is, c o n  1 

Anal i s t a  p a r a  l a  aten11 i An d e  1 a d i + r ~ ~ a t ~ d a  y  s u p e r v i s i  &t i  d e  113s 
Pr oyec  tins. 

.Tari~biPt-r ile ri~t-~l-ha rri~:::cc;id,31i pdrr-t t e f c ~ r z a r  *st* D e p a r t a r i ~ c n t c ~  
P C I ~  el  i t - r i r e r i ~ e n t ~ : ~  i:cltl c.41-1r- 1l::as I = ' , ~ : : I . , C I - ~ - -  , - I .  5 a t  I ,  a r a i z  
d e  l a  apli1:ac.il5ti d r  1il.j: flrlt~~lla.,r clt.~c darA ri~ayor c a r g a  di- 
Tr a b a j o  en  1  a r t - ~ p c r  v i  si C l t ~ .  

F'RESTAC I  ONES LABORALES: 

La c u i l t a  Patrl:tnal cjel I : r r t  1  11.30% d e  l i :~s s a l a r i l ~ 1 s  
a p l  i cadi:ls en  fctr ri~a a t iua l  . 
I t ide r i~n izac i  3t-r 8.333% d e  l a  r e l a c i  a.'~ti l a b o r a l  p a r  ~ : c ~ t i s e p t o  d r  
p a s i  VI-I 1  abclr a1  d c l  pe r ss~ t - ra l  d a  A S I N D E S .  

,,.,,. p8.1t ~:,3t-r1: r p t o  d e  l a  clhl i g a c  i #!an Aguit-raldcl cz~rresp~:ltidit-r-rte a l  8.c'T'-''' 
1  o g a l  d e  Agui n a l  d o  a n u a l  . 
E s p e c i  a d o  c a r r  espcltide a1  p l - l r~ : r~-~ ta , j+  11el 30% s o b r e  p r e s t  a c i c ~ t i e s  t i i ~  

d i  n e r a r  i a s  p e r l ~ i  b i d a s  p c ~ r  el  t u a b a j a d c ~ f  durat-r t e  el  aX13. 

P r u v i s i o t i e s  c c l n t i e n e  Sa ap1 : ic ; t c i  h t i  d*S s a l a r i l : ~  d i  f e r i d o  pclr 
t i r r i ~ p o  d e  s c r v i l r  it:# que r a s p r a s a n t a  ;-1 !3. 2 . 4 %  de 1  as p r e s t a c i ~ : l n e s .  
Aderi16s p r s ~ v i s i ~ : l n a  25% p a r a  e l  a j t . . ~ s t e  d e  s a l a r i c l s  p n r  c e s t o  d e  
v i d a ,  y ri~e.jlaras s a l  ar i a l e s .  

BEST AVAILABLE COPY 



GASTOS DE AM IN I  STPAC: I  CIN: 

E s t c ~ s  g a s t c l s  e s t d t i  c a l ~ 1 1 1  c;~dl-ls p a r  a a t  e n d a r  erogal:  i  c l r ~ e s  f i j a s  y 
v a r  i  a t l e s  tJe a c ~ ~ e r d c l  a 11:ls prl:lgrari~as d e  a c t i  v i d a d .  

F:ent a d e  Inntu+bl es: F'rl:~v~ si l:lna 1  a 111-1her t u r a  d e l  p a g ~ : ~  d e  l a  11aSa 
d e  a c u e r d o  a 1  ~ : c l t i t r a t ~ r ~  p a r a  i t t i  aKo. 

I~ASTOS DE F:EPRFSENTAC: IQN: 

P r ~ : ~ v i s i o t i a  l c ~ s  yastl::~.; d c  l a  Dir.ei_-~::i l ' l t i ,  p a r a  a t c t i d e r  a c t i v i d a d e s  
d e  P = l a ~ z i ~ : ~ t i e s  F'libl i c a s  d e  l a  t I~~:~l : ia~: i  < a t - I .  

GASTOS DE V I A.JE AL.. EXTEF: 1 OF;: : 

P r o v i  sil-#ria l a s  d i ~ - ; p o t i i b  i 1  i(Addi.s p a r c $  a s i  st i r  a even t~~a* . ;  
i  t i t e r t i a c  i c l t i d l e s  p r t - . v i + : t ~ : ~ ~  t i  e l  r  r i a  ~ j e  f o r t a l e c  irili +titcl 
i t i s t i t u ~ : i o t i a l  y d e  A s i s t e t i ~ r i a  T&~:tiil:a. 

GASTOS DE VIAJE AL INTFRIOR: 

P r u v i  s i o n a  l a  a c t  i  v i d a t j  c J e  s i r p e i v i  s i  lilt1 c i  n s p e c c i  An s o b r e  
p r o y e c t c ~ s  e n  el  1:arilpl:l e n  v i s i t a s  pr~-lr l~rrJ io d e  4/tit>n1bres/dia/ri1ecj, a 
r a z d t i  d e  Q.60.(:)0 d i a r i l a s .  

C:ori~prende r ~ ~ b r c ~ s  y g a s t  CIS p c ~ r  l . i l d t l t  r t ~ i  ri~i etit o d e  i nr i~uebl  es e q u i  pels 

v a r i c ~ s  p a r a  el  ade11~1adl:l f~~n~:it:ltidri~i~ititl:~ cti 1 d s  i t i s t a l a ~ : i ~ : ~ t i e s .  

F ' a p e l e r i a  j /  U t i l e s ;  F ' f ~ z ~ v i s i ~ : ~ t i a  e l  f r t i g l d t i  d e  ~ :c~t i sur i~c~ p a r a  l a  
g e s t i d t i  a d r i ~ i t i i s t r a t i v a  d e  ASINDFS c n  11:ls r u b r ~ : ~ s  de 6 t i l e s  d e  
escrit~:lri l : l  y  p a p e l e r i a .  

C:OMEUST I  ELES Y LUBR I  [:ANTES: 

F ' rovi  si i-ltia 1  I:IS g a s t o s  g~:lr rst tss c ~ : ~ t i c r p t o s  a r a z b n  L l r  
1:;ii ~ - l r ~ ~ r t r d . j e s / r ~ ~ e ~ ,  - . - p a r d  i.111 . ~ ~ - t i i l 1 ~ 1 1  ,:I, a razt l r i  d e  2,500 );rils/ri~es. 

F ' rovi  s i  o n a  1111s gas.ti:~+s Pi3Td S L I C ) ~  I r  er1-1gac i  ~ z ~ t i e s  PIZIT e v e r i t ~ ~ ~ s  
a d r i l i n i s t r a t i  vlss y d c  ?;;.fvic il:.~ (3, ir .a 1  a s  a11 t i v i d a d e s  e s p e c i a l  es q u r  
s e  r e a l i l r e n  p c ~ r  feutiil::lrits y ~-ltrl:ls ~ ( p 1 i l : a b l e s  e v e r i t ~ ~ a l r i ~ e r i t e .  

1;ASTOS DE OPERAC: I DNES: 

E s t e  Y L I ~ ~ I : I  c c ~ r ~ ~ p r e t i d e  1 0 s  gas t l -15  q c ~ e  se I t i c u r r e t i  p a r a  el a p o y a  1 1 t  
a c t l v l d a d e s  d e  ~ r a r a c t e r  t&l:ti11:1-1 r A l ~ ; u l q , ~ t l v ~ : ~  y d e  apuycl p a r a  l a 5  
a c t 1  v i  r l a d e s  cle s ~ . r p e f v i  sl An. 

BEST AVAILABLE COPY 



AS I STENI:: I A TE1::NI CA: 

P r o v i  s:i~:~na g a s t c l s  p a r a  a t e n r  i bti rrlr t ? v r r ? t o s  pr l :~grari~adus p a r a  1  a 
A s i s t e t i c i a  T&~:tii~:a, r~ t i r i~d t ic I~- l i ;e  6 cl-vcr-titl:~~ en  e l  per i~: ld~>,  a razh t?  
d e  Q.E,OC)(:). promedi l :~ p a r a  s1.c a r q a t i i z a c i 3 t ?  e  i r i ~ p l e m e t - ~ t a c i d n .  

FOLLETOS Y PURL- Ic7AC:I ONES: 

SUSC:F: I PC: I ONES Y NEMRF:ES 1 AS : 

ASESOF I AS Y CONSIJLTOF 1 AS : 

F ' r c ~ v i  s i  ctnan t r ' a b a j c ~ s  de ii.l;eL-iorr ids p a r  a ,351 5t i r eti  f o rmu1  a c i  311 d r  
prc~ye~: t t :~s y  a s i s t e n c i a  l e g a l  y ~1rJer11As  titi ti tie ti= ~ : ~ : ~ t i s u t ~ : ~ r i a s  

I 
e s p u c i a l i z a d a s  p a r a  a p c ~ y o  e n  A s i s t e n c i a  T&::nica y  J ~ ~ r i d i c a ,  a 
r a z  b n  d e  8 / t i u r  &/riles. 

AUDITORIAS EXTEFNAS: 

P r o v i  s i u n a  t r a b a j o s  d e  a u d i  t111f i hs pcli.;t 1 a p r e p a r  ai: i a!lti d e  1  #.:as 
E s t a d c ~ s  F i n a n c  i e r ~ : ~ s  at11.1i31 es y para a s i  s t  i r  en  a p o y o  a l a  
! I : u t i t a b i l i d a d  de l a  E r ~ ~ p r e s a .  

MORILIAF:IOI Y EQUIF'O: 

P r o v i  s i  o n a  t i  i a i t  I i+ d d ~ q ~ . ~ i  si c i Cl t?  d e  rilclbi 1 i a r  i o s  y  
~ q ~ ~ i p o s  p a r a  Asistc . t i l : i  a 'T8t:ni *:a y o t r c l s  D e p a r t a m e n t o s  seq~:~ t i  
d e t a l l e  a d j u t i t o .  

OMO/RLC:- JUL 10-(74-88 
FEESU-F I. N89 

BEST AVAILABLE COPY 
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DISTRIEjUCION FINANCIERA DE F'RESUPUESTOS UE INGRESOS Y EGRESOS: 

PRESUPUESTOS DE 1NGF:ESOS 

FUENTE 1")Q8--83 1983-9t:) 1'3090-31 1991-92 1992-93 

M I L L O N E S  QUETZALES 
--------------------------------------------.--------------------------- 

M I  N I STER I 0  F I N A N Z A S  2 ,  (IN1(3. I: , f-l(::)i:) . 2, Zi:)o. . 

P A C T  1 , 0-+7. 50 1 , 073. -3C10. 
I A F  1 :;(.). *:( I~-I. 250. 
A I D  
CANADA I = -  - 

d C) C) . 650. 
P N U D 2 0 1:) . 250.  
FONDOS EUBOPA 800. 
FONDOS PROPIOS 3 0 (11 . 316. 339. 

T 0 T A L . .  . . 3,477.50 5,08'3. 5,389. 6,402. 6,885. 

PRESUPUESTO DE EGRESOS 
---------------------------------------------------------------------.- 

FUENTE 1488-9'3 1138'3-*3(:) 1 40130-'3 1 149 1-92 1992-93 

N I L L O N E S  DUETZALES 

DONACIONES PARA 
DESARROLLO 627.50 1,276. 1,449. 1,852. 1,900. 
ASISTENCIA TECNICA ,350 '377. 13 0 (:I . 050. C C jd0. 
PROGRAMAS PRODUC- 
TIVOS. 1,500. 2,348. 2,500. 2,400. 3,035. 
PROBRAMAS ASISTEN- 
CIALES. e JO. 1 (:I(:) . 120. 305. 400. 
ADMINISTRACION 350. 3'3(:) 420. 4'35. 600. 

TOTAL. . . . . . .  3,477,50 5, 0013, 5,389. 6,402. 6,885. 
=============1================================== 

BEST AVAILABLE COPY 
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BESTAVAILABLE COPY 
> . ' I  - 

m a B 9 1 . 1 8 a  - JUNE 34 .19Bf PACE 1 PEmsan TUT# 
mtrrrn R ~ ~ ~ ~ N S I O L E  ~NNWL 

0 s  
FUNDING ~ a m ~ g r  
S88C)C~ U I  fE COMMENIS 

rial 

_ _ _ _  

_ _ _  A 

_ _  _ _  

Executive 
C a p s ) D i r e c t o r  

w i t h  B o a r d  

( R )  l p p r o v a l  

9 

9 + E.D. 

R + F . D .  

E.D., 
A c c t n t .  

E . D . :  l o c a l  
c e n s u l t a n t s .  

PACT, R , E . n .  
a n d  c o n s u l -  

+ Aire :  
1 )  S m a l l  P r o j e c t s  ( F o r  

D i r e c t o r .  

2 )  3 r d .  P r o j e c t  A n a l i s f  

3 )  F i n a n c i a l  A s s i s t a n t  
4 )  Assist. A c c t n t .  

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  
7 

+ A p p r o v e  88-9 B u d g e t .  

+ C o n c l u d e  N e g o c i a t i o n s  
M i n .  F i n .  Q . 2 , 0 0 0 , 0 0 0 .  

+ B e g i n  N e g o t i a t i o n s  f o r  
q .S.OOO,OOO. 

+ P r e p a r e  F i n a n c i a l  
R e p o r t s  R ,  AID.  PACT 

+ r o m p u t a r l z a t ~ o n  o f  F i n a n -  
c i a l  m a n a g e m e n t  s y s t e m  
- P u r c h a s e  H a r d  a n d  S o f t -  

w a r e .  
- P r o g r a m .  

+ D e s i g n  F u n d  R a i s i n g  P l a n  

+ P r e p a r e  M a t e r i a l s  

+ I d e n t i f y  p o s s i b l e  D o n o r s  
(UYDP; WS: I D R ;  F o r e i g n  

G o v / t s )  
+ V i s i t  l o c a l  R e p s .  

+ P r e p a r e  p r o j e c t  p r o p o s a l s  
f o r  f u n d i n g .  

( E . D . ) 1 0 , 0 0 0 .  

7 , 0 0 0 .  
10.000. 

3,600. 

---- 

---- 

- - - - 
- - - - 
- - - -  

3 . 5 0 9 , 1 . 1 . 3  

2 , 4 0 0  

4 , 0 0 0 1  

0 7 - 1 5 - 8 8  

10/88 
10/88 
01 /89 

_ _ _ _ _ _ _ _ _ _ ^ _ _ _ . _ _ - - - _ - _ - _ _ _ - _ - - _ _ _ - _ _ _ _ _ - - . - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  

0 7 / 8 8  

0 7 / 8 8  

08/88 

Q u a r t e r -  
1 ~ .  

l0 /88 

01/89 

09/88 

10188 

09/88 

10/88 

11 188 

' b u d g e t  
Item 
1 . 2 . 4  

---- 
---_ 

---- 
---- 
- - - -  

3.3.  
_______________.___----------------------------------. .--------------------_------------------------------------ 

3 .3  
3 . 4  

Nsat .  A c c o u n t a n t .  
w i l l  b e  needed o n l y  w h e n  Q . 5 , 0 0 0 , 0 0 0  

b e g i n s  t o  a r r i v e .  

R u d g e t  h a s  b e e n  a l r e a d y  p r e p a r e d  
b y  E .D.  
A g r e e r e n t  h a s  b e e n  s i g n e d  " L e t t e r  
o f  Und z r s t a n d i n g "  b e i n z (  d e v e l o p e d .  
W i l l  b e g i n  o n l y  whar 1 s t .  Agreement ,  
b e c o m e s  o p e r a t i v e .  
R .  T r e a s u r e r  m u s t  g i v e  a p p r o v a l  

2 C o m p u t e r s  a n d  H a r d  D i s k ,  L a r g e  
P r i n t e r  n e c e s s a r y  t o  c o m p l e t e  
e x i s t i n g  e q u i p m e n t .  

O n c e  p l a n  i s  
D e v e l o p e d ,  p r e p a r a t i o n  o E  s p e c i f i c  
m a t e r i a l s  will b e  c o n t i n u o u s .  

--____----_-_----_------------------------------------ 

---- ---a 

---- I ---- 
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11. TlAIWIWC I 
TECHNICAL ASSIS 
TANCE . 

P~DSON '"mi 
WIPONSIBIE mwua fowlwe rrrcrr 

+ Rev iew  Needs 
s u r v e y  w i t h  TNCAE 

TNCAE. PACT 
E . D .  L T.A. 
C o o r d i n a t o r  
(T.A.C.) 

+ D e s i g n  P rog ram I T.A.C. L Con- I 
+ O r g a n i z e  6 new workshops :  T.A.C. 

s e m i n a r s .  and  c o u r s e s  

- P a r t i c i p a t o r y  S e c t o r a l  
wo rkshops .  

- M u t u a l  l e a r n i n g  worksha 
- F o r m a l  s e m i n a r  and  c o u r  

90s .  

+ F o l l o w  - up  s e m i n a r s  
- P r o j e c t  F o r m u l a t i o n  

- Fund R a i s i n g  
- S m a l l  E n t e r p r i s e  
- H e a l t h  

+ S p e c i f i c  T e c h n i c a l  
A s s i s t a n c e  t o  t e n  i n s t i -  
t u t i b n s .  

R).TO ASTNDES 
STAFF + T r a i n i n g  To Roa rd  i n :  

- 

c o n  I SI.lC& OarE 

- S t r a t e g i c  P l a n n i n g  and C o n s u l t a n t s  10.000 2.2.1 
d e f i n i t i o n  o f  r o l e s .  and  2.2. 

( 1  t r a i n i n g  v i s i t  f o r  2  p e r  
s o n s ;  1 c o u r s e  p e r  2 pe r -  & 3 . 3 .  
a o n a )  . t u t i o n s . ,  

PACE 2 

C O H M E W ~  

- Fund R a i s i n g  (1 c o u r s e  x 
2  p e r s o n s :  c o n s u l t a n t s )  

- Admin and O r g a n i z a t i o n  

E v e n t s  w i t h  l o c a l  a n d  i n t e r n a t i o n a l  
A s s i s t a n c e  a r e  t o  be  I n c l u d e d  i n  
t h e  p r o g r a m  d e s i g n . '  

K n t e r n .  Traii 
n i n g  i n s t i -  
t e s .  
C o n s u l t a n t s  5,000 3.3 09188- 

0 7 / 8 9  
- - - - -  -------- -------- 

S e m i n a r s  o n  t h e s e  t o p i c s  h a v e  been  
g i v e n .  and  p a r t i c i p a n t s  a r e  a w a i t i n g  
f o l l o w - u p .  

F u n d i n g  s o u r c e  w i l l  d e p e n d  o n  t y p e  
o f  A s s i s t a n c e  R e q u e s t e d .  

I n t e r n i t i o n a l  t r a i n i n g  v i s i t .  p r o -  

b a b l y  t o  C a l i .  



11 I. F INANCIAL 
\STSTANCE TO 
'VOs . 
r )  Project 

Funding. 

+ T o  E. D .  in: 

- Strategic Management 
R financial Planning 
(1 course) 

- Exposure t o  NGO problems 
L T h e m e s  (1 course and/or 
international event) 

+ T o  Staff in: 

- Computarization ' 

(1 course x 6 persons) 

- Project analysls 
(1 course x 3 persons and 
or visit x 3 persons) 

- T.A. techniques for T.A.C. 
( 2  courses) 

+ Process and Fund 
approx. 20-25 medlum sized 

projects at an average of 
$.bO,OOO/project. 

f Develop approval and moni- 
toring system for small 
projects. 

Local Consul- 2.000 
tants. I 

E.I.L.. or 
other intern. 
training ins- 
titute (I.T.1) 

6.000 

Analysts. '720.000. 
Project se- 
lection Com- 
mittee. PSC 

I.T.I. or 
Staff of - 
other support 
organization. 

8 ,  E.D.. 
small projec s 
administrato I---- 

10,000 

(SPA). 

I 

2 .2 .2 .  ~ 
2 . 2 .  6 
2 . 2 . 2 .  

2 . 2 . 2  0 

3 .3  

2 . 2 . 2 .  

2 . 2 . 2 .  

- - - - - - - - 

Min. Fi 
of CIC. 

---- 

sometim 
in earl 
109. 

Late/88 
Hid and 
89. 

Finish 
by 06/8 

PACE 3 

COHMEM- 

Probably an international course 
along EJ .L lines. 

There are a vide range o f  National 
and international o p t i o n s  t o  choose 
from. 

Probably a version o f  t h e  S D F  process. 
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PEIS@N 

.m 
P I W C t l  

TQIM 
l C l l O N  

IrEM 
R(sp@NsIIlE mWUI1 

C@LI 

PACE 4 
FUNIINO Tl ICCr 

) P r o j e c t  
C o o r d i n a t i o n  

4 

+ P r o c e s s  a n d  f u n d  3 0 - 4 0  
s m a l l  p r o j e c t s  f o r  CAPS 
r e t u r n e e s  e n d  o t h e r  com-  
m u n i t y  l e a d e r s ,  a v e r a g i n g  
S 5 - 6 . 0 0 0 / p r o j e c t .  

+ M o n i t o r i n g  e n d  e v a l u a t i o n  
o f :  
- 1 5  p r o j e c t s  a l r e a d y  

f u n d e d .  

- T h e  2 0 - 2 5  new m e d i u m  
s i z e d  p r o j e c t s .  

- 3 0 - 4 0  s m a l l  p r o j e c t s  

+ D e v e l o p  a n d  I n s t a l l  
P r o j e c t  T r a c k i n g  S y s t e m .  

E . D . .  SPA 

A n a l y s t s .  

A n a l y s t s .  

S P A .  L o c a l  
n o n i t o r s .  

C o n s u l t a n t s ,  
0. E . .  a n a l y s t s  

C@MMLNI'S 

T h e s e  a r e  e x p e c t e d  t o  b e  m o e t l y  i n -  
f r a s t r u c t u r e  p r o j e c t e -  

T h e  m o n i t o r i n g  o f  t h e  CAPS p r o j e c t  
w i l l  i n v o l v e  t h e  t r a i n i n g  a n d  u s e  o f  
l o c a l  m o n i t o r s  f r o m  a m o n g  t h e  CAPS 
r e t u r n e e s .  

SBrnIC( 

I 
2.5 

I 
1.1. 1 . 2  
1.3. 

n 

1.1.3.3 

- - - - 

2.3 

- -  - -  

) H l r 1 1 - G r a n t s .  

- 

ss 
2 0 0 . 0 0 0  

---- 

---- 

6 . 4 0 0  

on CE 

F i n l a h  
b y  0 7 / 8 9  

C o n t i n u o ~ s  

n 

0 1 / 8 9 .  

- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  

0 7 / 8 8  

t o  

+ H o v e  f r o m  P r o j e c t  
t o  P r o g r a m  o r i e n t a t i o n .  

- S e c t o r e l  S t u d i e s  
- S e c t o r a l  s e m i n a r s .  
- S e c t o r a l  f u n d i n g  
- F i e l d  C o o r d i n a t i o n  

t h r o u g h  m e m b e r s .  

C o n s u l t a n t  
TAC. " 

A n a 1 y s t s . E . D  
TAC. A n a l y s t a  
E.n. 

- 

1 0 , 0 0 0  

--------------------------------------------------------- 
T h i s  t h e m e  w i l l  b e  o n e  o f  t h e  f o c u s e s  
o f  t h e  PVO t y a i n i n g  p r o g r a m .  

ASINDES w i l l  t r y  t o  d e v e l o p  a t  l e a s t  
o n e  c o o r d i n a t e d  s e c t o r a l  p e o g r a m  a n d  
f i n d  o u t s i d e  f u n d i n g  f o r  i t .  
F i e l d  c o o r d i n a t i o n  w i l l  b e  p a r t  o f  

I 

I 
- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - -  

+ R e v t e u  a n d  d l s t r l h u t e  1 4, E . 0  
G u t d e l t n e s .  - qf 

4 s'~- l ' f -G*r ;  . 

t h e  f o l l o w - u p  t o  s e c t o r a l  w o r k s h o p s .  

0 7 / 8 9  

0 3 / 8 9  
08/88 
0 7 / 8 9  ---- 

+ P r o c e s s  A p p r o x .  
1 0  M i n i - G r a n t s .  I 

R ,  E.. 0.. TA! 

4 . 0 0 0  
---- 

? 
2 . 0 0 0 .  

i 

3.3 
---- 

? 
2 . 1 . 2 .  

i 



- 
IV. COHPUTER- 

IZATION 

V. EVALUATIONS 
& LESSON 1 
LEARNING. 

+ Develop member 
data bank 

+ Project Data Bank 

+ Financial Uanagement system. 

+ Introduce Evaluation 
m e t h o d o l o g y  

+ Evaluations of completed 
projects. 

+ INtroduce Learning Program 

_ - _ - _ - - _ - _ _ _ - _ _ _ _ _ _ - - _ - - - - - - - - - - _ - - _ - _ - - .  

Programs will he installed by target 
date, followed by gradual loading 
of data. 

Learning program. will consist in 
disseminating data gathere-lfrom 
evaluations. 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  

I I I 

I 
1 .1 ,  3 . 3  

1 

---- 

---- 

---- 

I 

0 1 / 8 8  

0 8 / 8 8  

0 9 / 8 8  
0 7 / 8 9  

02/89 

E.D., Analyst:, 
TAC., and 

Consultants. 

PACT, E.D., 
Analysts. 

Analysts. 

PACT. E.D.. 
TAC. 

6.400. 

---- 

---- 

- - -  
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Attachment 9 

List of Projects Approved -- 

Period of 
Proi ect Institution 

ICA 

Proi ect Date Approved Amount Approved 
(Life of Project) 

6 2 , 4 4 8  Training 2/23/87 
Courses 

2 years 

1 year 

6  months 

2  years - 

1 year 

1 year 

1 year 

2 years 

2 years 

2 years 

2 years 

IDESAC Training Ag. 3/7/87 
Promoters 

BEHRHORST Community 3/5/87 
Work: Chichoy 

Product ion 3/19/87 
of Pashte 

FUNDACEDI 

MGRR Intergrated 3/26/87 
Rural Development 

Women in Small 3/27/87 
Enterprises 

F.D.M. 

DEFAMCO Small Produc- 4/7/87 
ters of Salt 

REDH Artesan Textile 4/9/87 
Production 

ALBERGUE 
JWENIL 

Sugport /Equip 4 / 9 / 8 7  
Workshops 

Operation 8/11/87 
Support 

ABC Operations 8/14/87 
Support and 
Planting Credit 

C.C.F. Operat ion 10/13/87 
Support Micro 
Enterprises 

2 years 

NUEVOS 
HORIZONTES 

Construction 10/14/87 
of Housing 

6 months 



Period of 
Instit&- Project  Date A ~ ~ r o v e d  Amount A ~ ~ r o v e d  Project 
FE Y Improve 10/21/87 60,000 1 year 
ALEGRIA Training Center 

TOTAL 981,460 

*An additional Q60,000 is approved for obligation when funds are 
available. 
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nrSITIUCm PRCNKX'l'mA LIlcAl'X011 BEmFICIMrPS Anr ASTWDeS OOVWRJ S r m  DVIIA'PION aM¶fmS. 
M D m  

$ P l V I  DATE  ear. 
1) 

IC A "Capacitaci6n Sen MIguel 150 23.097 11.548 3-1-87 1 Year 
Cmuni tar is" Conacaste Community renewable 

Trainins: Comaunity Leaders 
Leaders in Project 
Identification and 
Implementation. 

2 )  
RFDH "Textil Artesanal" 15 Aldeas 3 50 22,000 10,000 5-1-87 1 Year Revolving Loan 
INTEGRAL Handcraft produc- Chichicaste- widows renewable fund. Market 

tion by highland nango . limitations. 
widows. 

3 )  
Y.C.R.R. "Desarrollo Rural 16 Aldeas. 1.200 rural 22,000 63,136 3- 1-87 1 Year Revolving loan 

Tntegrado" Izabal families fund if renewed 
Intenral Rural 
Development. 

4 )  
IDESAC "Centro Experimental" San Rafael. 93 rural 19,165 19.220 4-1-87 1 Year 

Agricultural Sacatepequez community leaders 
train in^ and Extension 

5 )  
DEFAHCO "Empresas Produc- Sipacate 10 22,375 23.290 4-1-87 1 Year Revolving loan 

tores de sal" Escuint la f ami 1 ies fund . 
Production and Extension: fall 
market inn of salt in prices. 

- 
6 )  
BEHRHORST "Asistencia Pecua- Chichoy 7 2 1.095. 375. 3-6-87 1/2 Year 

ria train in^ Chimaltenan- highland 
highland widows in go. widows 
goat herding. 

- -- - -- - 
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:WSITIIICIOn PRQWCTlTIZe LM:AYTOW BElfEFrCIAJtTPS Anr ASTNDeS awnreR ST- DURATION UlWWlS. 
AND lTPE $ PART DATE (Y-8 

' ) 
UNnACEDI "Producci6n de El Islote, 25 

Pashte" Production Taxisco f m i l  ies 
and Commercial- Santa Rosa 
ization of pashte. 

24,000 3,000 3-1-87 1 Year Revolving loan 
renewable fund. 

Exteneion. 

"Participation dc 5 Sub- 10 
la Yujer en Einpre- projects families 
sas productivas" Zacapa (3) 
Small and Yicro- SololL (1) 
enterprise for Guatemala (1) 
women. 

10.908 5.560 3-1-87 1 Year Revolving loan 
fund . 

9 )  
A 1 bergue "Tslleres Producti- Quetzalte- 30 5 24,000 10,000 9- 1-88 1 Year 
Juveni 1 .  vos" Vocat ional nango. youth renewable 

Training for orphans 

"~~rovechamiento de Tierra 100 
Tierras Marginales" Nueva, families 
Reforestation Guatemala 

24.000 4.000 8-17-87 1 Year 
renewable 

"Siembra de Horta- Villa Ca- 60 
lizas". Production nales families 
of vegetables on Guatemala 
family farms. 

24.000 6.000 8-17-87 1 Year Revolving loan 
renewable fund. 

b2) 
ision "Agua Potable" 

I" undial Potable water 
Acatenango 490 
Chimaltenango families 

18.000 33.828 10-1-87 1/2 Year 

h'uevos "Construction de Salamb. 20 
orizontes Viviendas" YouS~~IR F Baja Verapaz families 

Construction. 

5.263 34.560 10-1-87 1/2 Year 



IIISITIUCION PPQlllCTITM uxm011 BENEFrCIMrIS AWT ASRIDES amWIm SfAPlRlC DVllATIOW <xlmerrrs. 
M D m  $ PART . D A l X  (I-. ) 

14) 
Nueva Vide "Capacitaci6n Peque- 61 projects 196 24.000 1.000.000. 1&1-87 1 Year 

iios Empresarios" 15 Depart- persons renewable 
Training f o r  Small aments 
and Yicro-ent re- - 
preneurs. 

15) 
FC y Ale- "Centros 5 y 10" Ciudad 208 24.000 42.640. 11-1-87 1 Year 
g r i a .  Vocational Training & Guatemala; persons 

A ~ r i c u l t u r a l  El Jocote, 
Training Chiquimula. 

16) 
REDH 2nd Year Renewal 24,000 1O.oOO 

1 7 )  
FlrNDACED I 1 I, ,, 24,000 3,400 

18) 
A 1  bergue 
Juven i 1 ,I I1 I.  24.000 24,734 

19) , 

A.C.J. ,I 11 I I  24,000 4.000 



< 
lN!aTlmIOII PmJRX'RTLLI UICATI011 BI!NEFICIARIES Anr ASTI(DGP a n J H T R  S C m  MIRATTO11 m. 

ANDTWII PART DATE (1-8 

20 ) 
A.B.C. 2nd Year Renewal 24.000 6,649. 



Attachment 11 

LIST OF TECHNICAL ASSISTANCE EVENTS 

Subject  Dates - (all 1987) No. of Attendees 

Seminar: Fund Raising 6/11-12 

Seminar: Project Supervision 6/25-26 

Seminar: Project Formulation 8/4-11 

8/14 

Seminar: Networking; ForQ 

Inovacion 1987 

TOTAL: 18 days 
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Honduras - FGPRIDEH 
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A. BACKGROUND 

1. Development and Pur~oses of FOPRIOEH 

a. Develnument. The Federation of Private Development Orga- 
nlzations OF Honduras (FOPRIDEHI was Founded in November 1982 by a 
group OF eleven private development organizations CPDOsI* 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 partlal sectors within the Honduran 
NGO community which eventually Failed, mired in internal disputes 
and political controversy: ln the 70'5, CEDEN (Evangelical Com- 
mittee For Development and Natlonal Emergency) attempted to coor- 
dinate reFugee assistance; and a group OF Catholic-affiliated NGOs 
associated with the Social Christian movement Founded CONCORDE 
(Coordinating Council For Development>, which Functioned 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 Faced both 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 soclo-polltlcal context and its rela- 
tionship with USAID and other donors. All will be discussed ~n 
subsequent sections OF this repcrt. 

---------- 
* On the use of the terms NGO Cnon-governmental organization) and 
PDO (private development organlzatlonj: NGO is the term used 1~ 

this report to apply to private, non-proflt development organrza- 
tions as well as to those private organlzations engaged in re1:ef 
and charitable work (while it also applies to cooperatives, unlc-s 
and others, these are not included the current usage). PDO ap- 
plies only to organizations predcmlrantly involved in developmer: 
(though some may also engage in relleF activities). PDO is the 
term used in Honduras both by the POOs themselves and by FOPRICE'-: 
Therefore, For the sake of conslstencq with the other sections a €  
this document, NGO will be used to designate the wider range of 
organlzations, while PDO will be usea only to reFer to developre-' 
organizations, excluding those working only in relief or charit, 
and is used For FOPRIDEH affiliates. 
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b. p u r n c ) ~ .  FOPRIDEH's stated purpose and objectives are 
to unify its members in support OF development objectives; urovlde 
For the exchange of experiences and human and material resources; 
contribute to the development of its affiliates; promote a cllrnate 
and laws favorable to development and to PDO activities; and fa- 
cilitate communication and relatrons between PDOs and Honduran 
government agencies and other national and international entltles 
interested in Honduras' development. 

FOPRIDEH's basic principles require lt to eschew discrimination or 
positions based on partisan polltlcs, religion, ethnlclty or ria- 
tionality; and to respect the freedom of its members to act ac- 
cording to their own legal disposltlons. 

With regard to its philosophy of de~~elopment, FOPRIDEH is current- 
ly seeking to develop a more preclse conceptual framework, which 
will be discussed later In this report. 

USAID Suuoort for FOPRIDEH 

In 1989, FOPRIDEH presented a proposal to USAID/Honduras request- 
ing support to help it function as a coordinating umbrella POL- 
PDOs, including funds for tralnlng. The USAID nission saw 
FOPREDEH as a ready made vehicle For rrnplementation of an urnkrzLla 
prolect, which had been discussed prevloc~slg within the nlssrcc. 
The Mission's interest was based on ~ t s  desire to support an ~ n -  
digenous and coordinated private sector development capablllty 
amongst Honduran NGOs and its need For an organization capable o f  
reviewing the innumerable unsollclted proposals From Hondurac : i E Z s  
which were requiring USAID actlon. 

Consequently, during subsequent d;scuss~ons, AID proposed the z d  
dition to the proposed project O F  Local currency Funding to 
FOPRIDEH For the purpose of sucportrng local NGO development ac- 
tivities. It should be noted that there was some dissent among 
FOPRIDEH members as to whether rt should engage in Funding 
projects (about which more wlll be sard iater In thrs report,, a 
bylaws change was necessary to enable l t  to take on this funct;.:.- 
A consensus was also reached wlth :he rllsslon that FOPRIDEH w z - : : !  
need extensive outside technical assistance to develop its cacz- 
bilities both as a coordinator and sugport mechanism for NGOs a,. . :  
a project funding mechanism. 

In march of 19BS the USAID nissrcn authorrzed two 0perat;on Pr-,: 
gram Grants COPGs) to FOPRIDEH. One was a local currency grant 
Cfrom ESF funds) of 10 million Lemprras ithe equivalent at the 
time of 85 million1 over a fi-~e-year perlad. The other was a : : .  

lar grant of 8500,000 For three qears  From DA Funds to provrde 
technical assistance For creatlnq 31-7 ~nstrtutlonal Framework t . .  
allow FOPRIDEH to provlde coordrr-.3r:zn and assistance to NGZs 
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The two OPGs ha.;e been treated as one for curooses of orcjecz 
reporting and manauement. 

The three components of the comblned oroject are lnstitutlona~ se- 
.;eloument, develoument fundlng act1,iltles and admlnlstrat~.;e sup- 
port. The lnstltutlonal de~~elooment component 1s funded out OF 
the dollar GFG, plus a small local currency element from the 
Lemolra OPG. As orlglnaily structured, lt prar;lded For d S  or 
thlrd-country tralnlng and technlcal asslstance to FOPPIDEH szaFF 
and For long- and short-term adqvlsors to FOPRIDEH. The cost of 
the latter two comoonents LS co.;ered bg the ESF local currencg 
OPG. Under the develooment act1:ltres component, L9.125 mlillon 
was to be orovlded over three years to flnance de*~eloument sub- 
projects of both member and non-member organlzatlons; the remaLC- 
rng L1.8-5 milllon was to cor/er admlnlstratlve supcort--u~rs~~i~iel, 
overhead and capltal costs--for the Flrst three years of the z r z -  
ject. 

The projected end-of-project resuits for the comblned project a r e  
as follows: FOPRIDEH wlll be a Fully staffed, equipued and 
Functlonlng organlzatlon wlth the ~nstltutlonal capaclty tc Fu?;, 
execute ~ t s  mandate; FOPRIDEH wlll ha./e proeJided flnanclng Fer an 
expected YO to SO subprojects for a total amount of L8.125,GOO. 
and tralnlng and technlcal asslstance wlll have been gl.'en to 
FOPRIDEH's afflllates, enabllng the or1,:ate development c o m m ~ ~ - t ,  
to better serfv.e thelr beneflc~ar~es. In addltlon, FOP?IDEH : s  r a -  
qulred to comply wlth rts fundralrlng pian 1:whlch has been i7Ccr- 
norated into the grant agree me?^ og  3 recsnt amendment! and r = c J r t  
regularly on ~ t s  progress toward self-suff~clency. 

After gettlng off to a slow start--i~ took the rest of 1385 to 
satlsfy the Conditsans Precedent. ~ n c l ~ d l n g  settlng up account.-= 
and Droject selection proced~res and gther systems--FOPPIDSH Z E ; ~ -  

to appraue projects and was mo.. ing money qulct...ly l n  1986. In '.z - 
,:ember of 1396 the USAID Controi,?r s GfF~ce conducted an a d r : - . . s -  
trat~t,e, flnancral analljsls w;?lch r.esu;ted In a number of reczr-- 
mevbatlons regarding FOPRIDEH's 3.cs3~nclng and adm~nlstratl.;e 5 - 5 -  

tem. These recommendatlons idere accod uoon by January 19a-, .-z- 
e.:er, the fllsslon decided to tzrtrstt F3r a mld-term evaluatlzn 
before proG"-~dlng more Funds tc FZ"7IZEH. Eecause of deiays L -  

getting the evaluation underuah a-A F7??IDEH's need For Funds. 3 -  -. interlm disbursement of L2 mL;;:sn  l as made In Aprll 1987. . . eTv-aiuatlon Finally took place : -  ~~~d ! 3 8 7 .  The evaluators 2;: 
not Find any major problems wit- :'?e =,do OPCis, but dld reccm-c--: : 
number of programmatic changes , s e e  r.e.:t oaragraphj, and noted 
that slow disbursements by the .'i?s:sn Pad adversely afFecte5 1 . 

lmolementation of the project. 3 s  a result, another lntsrlrn LL  
mrllron clrsbursement was made 1- ~ L G ~ S ~  1387 to permlt Fund~~lz . 
a backlog OF appro.~ed Dro Jects ? e - 2  :ng irn~lementatlon of the 
evaluatlan recommendatlons. Ar dCi=~::3nai Li mllilon was obll:~- 
:n r.lo,;e~ber 1997 . In cr.ier t3 3 -IF:.--: r r e  ,-rant, termrnatlzn - 1  
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FOPRIDEH was asked to submit plans for lmpact evaluation of SLE- 
orojects, technical assistance and rralnlng and attalnlng self- 
sufficiency. These plans were presented to the rllsslon ln rlarc:~ 
198e and subsequentiy atcepted. 

Through the latest amendments [:June 1508:~ the ~rogrammed funds -7 -  

der these OPGs have now been fuily obligated and the termlnatlgn 
- - - dates have been extended througn ilarcn 31. 1389 for the do1;ar 4 ~ , - -  

and necember 31, 1930 for the local zurrency OPE. A number sf 
program changes have also been nade; most were In response zc 
recommendations In the 1987 e;.a;~at 197. The substantl;.e chal-zes 
include authorlzatlon to use doliar SPG funds to traln POC as - e . .  
as FOPEIDEH staff, and to use Honduran or Central Amerlcan as -3.: 
as US gocas and servlces to do sc; the ~ncluslon of new rmpacz 
e~-aluatlon, training,.'technical ass:scai;ce and Fundralsing zb;ec- 
tlves and plans; perrnisslon to FO??iZEH to use a portlor! c F  iz:+ 
local currency funding for loans ~ ~ s ~ e a d  of grants to PDOs; 
restrlctlon of FOPRIDEH subproject F~ndlng only to POOs and 
~~oluntarg assoclatlo~s wlth ''2erscnerla jur1d:ca" 1:lega: s t ? i d -  
~ n g j ;  removal of the one-tlme-c~l~ grant restrlctlon; and reTcS 2 .  
3F USRID'S veto power oqvler subgro iects. 

Whlie the purpose of the present e1.,aiuatlon IS tc anaiyze c s - ~ - : .  : 
tl-~e exoerlences of different tgoes of iJBO Funilng and sup;=:. 
ganlzatlons flnanced by AID, rather than to e<,.aiuate In de;T'- 
FOPFiIDEH or any of the other ~r;Si..;i3ual arganlzatlons, an eff-r- 
was made In each case to ldent~fq imcorcant Issues, character- 
lstlcs and relationshlus 6fPect:-2 t ' ze  organlzatlon's 3rzqrez- 
its reiatlcnshlp wlth AIC. Therefore. t h ~ s  reoort ~dentifies : 
number of lssues whlch have afFestei ~nniernentatlon 3f the 
FGPEiilEH OPGs. These Issues. as .;eil as the programmatlc cPz. -  - 
noted above, uill be addressed I n  32srs~rlate sectlons of t?:s 
report. 

F ~ e l d  idcrk fzr thls evaluatlcn <-,as zz-c',dcted ln Hcnduras pi.?. 
: '-2Y. The ebservatlons In tbrs - f  ---.- .,,-, , are the resuit 3f th- 

vestlgatlon, u~hlch lncluded ~n:er : : e m Y s  u: tk 2 '2  people and 
cz beneficlarres 3f three orga?:z=z:-rs sunported bd FSPFIZZ- 
list of persons 1nter.Jleued 3 r d  . : S : = S  asnears as Rttachme!:~ 

0rzan;zatlonal Structure 

FOPRIDEH 1s a legally recognlzec - E ~ - - - ~ -  .>- - F L ~  clt91 1 asscclaclz" 
1s 3 Pederatlon of member PDSs zrl :S made ua of three 3oier- - 
bodles: the General Q s s e n S 1 ~ .  r ' - e  czar3 3F Dlrectcrs and r'-c - ecutlc.:e Committee; plus the F: r2 - - zo  -amrnlcree and other aoez. 

.- 
comrnlttees 3r?d the stafF, headed L, 3,-  az;c:nted E:.:ecutr..-e - .  

- s e e  Attarhmert 2, TJz-gai-:za-. . : . - 3 .  - , - a r t  J . 
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a. General Assembl~. The Assembly is composed of one repre- 
sentative For each 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 members of 
the Board of Directors and the Executive Committee; determine 
policies and strategies to fulfill FOPRIDEH1s objectives; authar- 
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, dissolve the Federation, affiliate 
with or incorporate other national or international organizatluns, 
ratify agreements made by the Board of Directars with national and 
international organizations, remove members of the Board of Dlrec- 
tors or Executive Committee, or deal with other matters deemed b, 
the Board of Directors to be of an extraordinary nature. 

Any PDO, national or foreign, which can demonstrate two years' 
direct field experience implementing projects in Honduras is 
eligible to apply for membership in FOPRIDEH. At the time of tF,e 
evaluation, FOPRIDEH had 32 members; at least 5 new members are 
expected to Join by the end of this year (there are currently 22 
organizations in Honduras which are classified by FOPRIDEH as 
PDOs). More than 70% OF the members are local PDOs; the remalrser 
are local organizations affiliated with an international PDO or 
are Honduran branches of US PDOs. Only about 20% of the member 
PDOs ha*~e a religious affiliation. Many of the local PDOs, wh:ie 
small, are reasonably well developed institutionally and have a 
strong sense of Honduran identity. Over half of the foreign- 
affiliated PDOs are directed by Hondurans. (See Attachment 3, 
Membership List). 

b. Board of Directorq. The Board 1s the chief executive 
body of the Federation. It is composed of five members electe2 r, 
the Assembly: the President, Ulce President, Secretary and t ~ c  
ordinary members, one of whom sert4,es as Treasurer; plus the E : ~ . e z -  
tive Director, who has a voice but no vote. Members are elecrr?:: 
For a period of two years and can be reelected for an additioral 
period. 

Members of the current Board were elected in Nay of 1988; theb 
represent three local and two internationally affiliated PDOs. 
All OF the elected members are Hondurans; three are women. ( S e e  
Attachment 9 ) .  

The Board 1s empowered to structure and implement the activit:~.: 
necessary to achieve the Federat;onls obfectlves; propose norTs 
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and methods for collaboration and cooperation among member organi- 
zations; manage the relations of the Federation with the Govern- 
ment, national 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. He 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 Committu. 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 
Rssembly for a two-year period. They cannot be reelected for con- 
secutive periods. The current members are listed in Attachment 9 ;  
they represent four local and one US PDO, and all but the latter 
are Hondurans. There is currently only one woman representative 
on the committee. 

The functions of the Executive Committee are to assist the Board 
in the elaboration of reports and evaluations on development is- 
sues;. advise the Board in determining policies with regard to re- 
lations with central and local government and other national and 
international organizations; prepare position papers on the 
budget, financial statements and other issues for the General As- 
sembly; and perform audit functions. It meets as necessary. 

d. Pther Cnmmitteeq. In additlon tn the legally constituted 
structure defined above, there 1s a committee elected by the As- 
sembly under the terms of the AID prcject to approve subproject 
proposals (the Financing Committee, or CODEFIN), which will be 
discussed in section 8 . 6  below; there are also seven advisory c s w -  
mittees appointed by the Board to work In specific areas and two 
ad-hoc sectoral committees (see Attachment 21.  

e. Staff. The staff is not part of the formal legal struc- 
ture of FOPRIDEH; staff members are employed by the Federation t3 
carry out its purposes and activltres. The staff is headed by an 
Executive Director, who is appointed by the Board and approved 54 
the Assembly. As noted above, the Executive Director has been 
vested with considerable authority ty the President. 

The staff is organized into three departments: Rdministratlon 3 - 2  
Accounting, Project Analysis and monitoring and Special Act1vlt:es 
(see Attachment 21. The composltlgq and functions of these de- 
partments are discussed in section 8.2 below and the approprrate 
functional sections following. 
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f. Relationshius and Issues, FOPRIDEH's structure reflects 
its identity as a federation, in which the membership Cthe Assemb- 
ly> has the maximum authority and the member-controlled Board of 
Directors is the executive bodg--member control is built into 
FOPRIDEH's structure. A number of issues relating to control have 
arisen, affecting relationships among members, and between mem- 
bers, the Board, Executive Committee and staff. FOPRIDEH and its 
members are currently engaged in trying to clarify and resolve 
these issues. 

R elations amona tlembers. There have been divisions among 
the member organizations which have at times been reflected in 
disputes within its governing bodies. The major issues which have 
divided the membership concern the AID-supported subproject fund- 
ing program--both whether FOPRIDEH shou'id fund prajects and, more 
specifically, whether it should do it with AID funds; and the 
larger but closely related issue oP FOPRIDEH's basic purpose atid 
direction. Concern 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 
FOPRIDEH 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 3as ceen considerable discussi~-, 
of how to restructure the financing program so as to retain its 
benefits while minimizing its liabllitles Csee sections 8.3, C . 2  
and D for further discussion with regard to AID funding). Cur- 
rently, further discussion of restructuring is awaiting develop- 
ment and approval of an overall conceptual framework for FOPRIGEY, 
to clarify its objectives and directlon Csee section B.3 below.'. 

Some comments were made during interviews which indicated there 
may also be some sense of rivalry between member PDOs and FOPR!CE:J 
for available funds. There is some perception that, if FOPRIDZH 
gets funds From donors, there wlll be correspondingly less far : = s  
member PDOs. However, the more widespread consensus seems to 'se 
that the members receive valuable servlces from FOPRIDEH and see 
it as a source of institutional support rather than a rival. 

Recommendation - The efforts currently underway to 
refine FOPRIDEH's conceptual framework and basic directlon 
should clarify its role and pasltlon with regard to its me-zer 
organizations and should endeavor to dlspel any sense of 
rivalry and emphasize servlces and support to PDOs. 

Member/Board Relation%. Conflicts have at times affected 
member/Board relations, includl~g use of the Executive Committee 
to oppose the Board. This illustrates the fact that the dual 
Board/Executive Committee struct~re provldes an extra mechan~s- ' 
facilitate member control, but aisa lends rtself to use In lr-e: 
nal conflicts. 
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M~mher/Staff Relations. There is a Fairly widespread sense 
among the member organizations 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 absorbing Funds that could go more directly to 
benefit the members; and members Fear FOPRIDEH will be unable t3 
sustain the current staff when AID Fundlng ends. There is also a 
strong feeling among member organizations that no new staFf should 
be added, and that both control of the organization and beneFit 
From it, should remain firmly with the members, not the staFF. 
These perceptions have aFfected personnel policies and management, 
staff training and the use OF the dollar OPG, and have also been 
at variance with USAID's perceptions that more staff is needed for 
some Functions (see section 8.2 below). 

Relatio $oard/StaFf ng. Interviews with both Board and staff 
members indicated considerable in~~olvement by the Board in the 
day-to-day affairs OF FOPRIDEH. The Board members see this as 
desirable and as their rightful role; the staFf tend to see it as 
undue interference in administrative matters or as inconsistency 
on the part of the Board, which has shown a tendency to become In- 
volved sporadically or to let things go ahead and decide later lf 
it approves or not. This problem 1s aggravated by FOPRIDEH's 
structure, which gives all power to the Assembly and the Board, 
and does not clearly specify the rcle of the Executive Director or 
t3e staFF. 

Recommendatinn - Regulations ireglamentos) should be de- 
veloped by the Board, in consultation with staff, which ciear- 
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. 

a. Comaasition and Qualitu OF Staff. FGPRIDEH's staff cur- 
rently consists of 17 people, 12 of whlch are in proFessiona1, 
managerial or technical positions. Flve OF the latter are woren 
but only one department head 1s Female CProJect Analy- 
sis/Monitoring). (See Attachment 5 ; .  

A s  noted above, there are three departments. The largest is ?TS- 
ject Monitoring and Analysis CnRSP), with tuo analgsts and three 
field supervisors. This department rs in charge of subproject 
analysis and follow-up and also pro~*tdes project-related techn-c.3. 
assistance. The Administrative/Rccountlng Department is in charge 
of these Functions and also prcvldes technical assistance In these 
areas to NGOs; in addition to ~ t s  chlef and an assistant, lt 3-5: 
includes personnel contracted t c  a271nrstar funds For two largc 
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projects under project management agreements between FOPRIDEH and 
USAID (PROALMAI in one case and The Population Council in the 
other (discussed in section 8.3 below). The Special Activities 
Department deals with training and technical assistance to NGOs; 
it is staffed by a coordinator and an assistant. 

While it 1s generally agreed that the current staff members are 
competent and qualified, there are, as has been mentioned, varytng 
assessments as to the need for additional staff. The member 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 Sa health project to promote 
breastfeeding, implemented by the Flinlstry of Health and National 
Council on Social Welfarej, it aDpears that the problems involved 
may have resulted more from the Fact that FOPRIDEH took it over 
in mid-stream and encountered resistance to its intervention Frcr 
the implementing agencies, than From lack of staff. These prob- 
lems now seem to have been resolved and grant management appears 
to be procaeding normally. In any case, any such contract manage- 
ment agreements either do or should pay .for the necessary staff 
and staff salaries should be covered by the fees charged For u L : ~ ~  
reimbursable services (see section E.3.d for Further discusslan L F  
such reimbursable services). 

The situation is less clear with regard to additianal staff For 
Fundraising and technical assistance, since hiring more staFF c a n  
affect self-sufficiency negatively a5 well as positively. In . . e -  
of member concerns, these issues should be addressed in the pro- 
cess of determining FOPRIDEH's future course. Depending on tYe 
organizational priorities and structure developed, it may be 
desirable to reallocate resources among departments rather than - 1  
increase the staff, unless staff costs are specifically provlieod 
for under existing Funding agreements. 

b. Personnel Policies and Practices. The major issue with 
regard to personnel practices concerns salary levels and ralses 
As noted, the members and Board conslder FOPRIDEH's staff to k e  
too highly paid, particularly its managerial staff. Even some 
staff members concur that salary levels are disproportionate c s  
those paid ~ L J  member PDOs. The ratlonale for this is that h1z-u~ 
salaries attract and retain more eFFlcient 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 a-- 3 

raises provided for in FOPRIUEH's personnel policies. The res-: 
is that staff salaries have dropped helow the amount contempla' . 
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in the AID OPG budget CFOPRIDEH's Executive Director clalms that 
the organization has been Functlonlng for four years on the amount 
programmed for three) and some staff members, aware of this dls- 
crepancy, are resentful. Whlle this has not created serlous prob- 
lems, it 1s obvious that there should be a clear policy on salary 
levels and ralses rather than ad-hoc decisions. It is also clear 
that salary levels need to be realistic In terms of sustalnablllty 
after AID fundlng ends. 

Recommendation - The Board shouid revlew salary levels 
and pollcies on annual ralses, in consultation with the Execu- 
tive Director and staff. If necessary, the higher salaries 
might be frozen for a predetermined period, but otherwise a 
realistlc raise policy should be lnstltuted, perhaps varylng 
by salary level. Once a policy has been negotiated on 
realistlc terms in light OF probable future resources, case- 
by-case Board intervention should be avoided. 

c. Training. The USAID dollar EPG was orlglnally lntended 
to traln FOPRIDEH staff as well as cover the cost of advlsors 
provldlng technical assistance to FOPRIDEH. The staff tralnlng 
Funds were not used as programmed, both because it was dlfflcult 
to send staff away for tralnlng (the grant orlglnally stlpulate5 
use of US resources or tralnlngl due to work pressures; and be- 
cause the member organlzatlons objected to tralnlng only for 
FOPRIDEH staff and demanded tralnlng For PDO staff as well. r l a w  
the OPG funds cover tralnlng for both FOPRIDEH and PDO staff, 
uslng Honduran or Central Amerlcan as well as US resources and 
sltes (see the Program sectlon, C . 3 ,  for dlscusslon of PDO tra:-- 
lngj. FOPRIDEH staff members are asslgned to attend tralnlng 
courses or semlnars sponsored by FOPRIDEH or others, but many fee. 
thls 1s lnsufflclent and there should be a more systematic ap- 
proach to staff tralnlng. fl speclflc need expressed was For c c r -  
puter tralnlng. 

Recommendation - Staff tralnlng needs should be assessed 
and plans to meet them incorporated lnto the overall train:-j 
plan for PDOs. Assignment of stafF to speclfic tralnlng 
courses should be determined to the extent posslble by the 
needs assessment. If posslble, the most urgent speclflc s:d: 
training needs should be programmed wlth remaining OPG f ~ r - s .  

3. Financial Soundness 

a. Ooeratlna Exuenseg. FOPRIDEH's actual operating expenses 
for the period January 1 through July 31, 1988 totalled LY13,3-n 
C8206,8233; operating revenue totalled L278,616 (8139,3081. C : : u  
atlng lncome (apart from granzs recelvedj cavered 67% of oper3-.. 
costs for the first half of 1988 [ s e e  Rttachment 6j. Operati-c 
expenses took 28% of the total budget durlng this perlod. T k  . .  
grants now cover the bulk OF FOPPIDEH's cperatlng expenses, a . .  
lng lt to save to help cover exoenses bhen the grants end. 
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Almost all of FOPRIDEH's operating income during this period was 
derived from interest on obligated AID subproject funds held on 
deposit (about 67% of total lncome1 and overhead allowances For 
project management (3021, consisting of 9.5% 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 income. 

With regard to operating expenses, 96% 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 coverlng 
its operating costs when the AID Funding ends, given that a large 
share of its operating income to date has come From interest on 
AID funds. While FOPRIDEH has gotten maximum benefit From its 
careful management of these funds, thls will inevitably decline 
sharply as they are disbursed. 

The Executive Director currently estimates that if, when AID Fund- 
ing and the income derived from lt end, the only program funds are 
those from IDB and the UN World Food Program (see below), it wlll 
be necessary to cut at least one person From the Special Ac- 
tivities department (training) and two f.rom project analysis, as 
well as support staff, which wouid mean a drastlc cut in services. 
It would also be necessary to move ta a smaller office, and mag 
require recruiting a less expensive Executive Director. 

This situation underlines the urgency OF finding other sources a €  
income, whether from donors or From reimbursable services, dis- 
cussed below. Possible further USAID collaboration to help 
FOPRIDEH cover operating costs is also discussed in the Fundrals- 
ing section below. 

b. Prooram Fundq. FOPRIDEY's current sources of program 
funds are the USAID OPGs For subproJect funding and train- 
ingltechnical assistance (15,500,000 total LOP Funding), and an 
AID grant of L1,700,000 CS850.000j €or the PROALMA project, uhich 
is implemented by other agencles under FOPRIDEH administration. 
FOPRIDEH has also recently recelved some European donations €or 
training and equipment and a donatron OF seeds for distributlcn :: 
NGOs, for a total value of L66.000 i833,OOO). 

Thus, virtually all program funds currently are from AID, and 
these grants will terminate in 12'88 CPROALMA), 3/89 (the dollar 
OPG) and 12/90 (local currency O P G S .  

A recent change withln the local currency OPG allowed a portion =F  
the funds to be used for loans t3 PDOs rather than grants 
CL750,OOOI. FOPRIDEH lntends to 7ab.e Tore use of loans with t-9 
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IDB and IAF Funds it has solicited in order to provlde Further 
program Funds through repayments and interest. Whlle no income 1s 
coming from thls source at the moment, lt would increase in Impor- 
tance as loan funds grow. 

Recammendation - In implementing the loac program care 
should be taken to allow adequate lnterest 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 activltres Financed. 

FOPRIDEH has Just received notification OF preliminary approval OF 
a soft loan From the Inter-American Development Bank iIDB> Smal? 
Projects program For 11 milllon (8500,0001 For a small credit pro- 
gram, wlth a non-reimbursable component of 868,000 For technical 
assistance. Negotiations are also underway with the UN World Food 
Program to establish a Fund to support microenterprise, uslng 
monetized food shipments; if approved, this would provide 1900- 
600,000 (8200-300,0001 in program funds to FOPRIDEH. There 1s 
also a possibility that this UN grant could serve as counterpart 
Funds to leverage an additional L600,OOO program grant from Spain 
using European Economic Community funds. Other pending proposals 
for program funding include a request to the Inter-American FOUP- 
dation For L868,000 For a rotating credit fund and a training cen- 
t e r , a  proposal to Oxfam for L228,000, and one to the Naumann 
Foundation for 1235,000 (part OF whlch would be for operat~nc 
costs>, 

FOPRIDEH has clearly bean worklng hard to get program Funds f r c p  
non-AID sources. However, all the above proposals would provide 
approxlmately 11,78Y1000, considerably less than the AID fundlr~ 
has provlded to date. Therefore, 1c 1s very llksly that 
FOPRIDEH's program wlll be substantially reduced In slze and st-77- 

when AID fundlng ends, even In the optlrnlstlc case that all c u r -  
rent proposals are approved and allowlng For the same efflclenc 
management of funds to produce maxrmum interest Income that 
FOPRIDEH has demonstrated wlth ~ t s  AID support. 

This is occurring as PnO demand For FOPRIDEH support in tralnl-; 
and technical assistance as well as project Funding is increa5:-,; 
and at a point when FOPRIDEH has developed the installed capac::. 
to manage subproject approval and monltarlng effectively, 1s t a -  
ing steps to improve its abilltc, to provlde training and techr . . - : .  
assistance, and perhaps most impgrtant, has made substantlve 2 :  . 
ress in gaining credibility as an organization OF and For Hand.:.? 
PDOs. In order to conserve lnsoFar as posslble the capaclty a-: 
credibility which FOPRIDEH has deve;aped, more program Funds p 1 - s .  

be obtained, whlch will depend an both fundraising and deve1c~;- t* .  
of reimbursable services, discussed below, as well as on incr??--a 
use OF loans For subprofect Fund:n~. 
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c , Fundraising, With AID-supported technical assistance 
from PACT in early 1988, FOPRIDEH has developed a plan to diver- 
sify its funding base and generate income to help cover its costs. 
The mafor elements of this plan, which entered into effect in 
April 1988 and will run through December 1989, include as a flrst 
step, definition of institutional policy (the conceptual framework 
referred to earlier, discussed in section B.? below) and, based on 
this, refinement of the types of pr0Jects and activities to be 
supported. The next steps comprise collection and analysis of 
data on funding sources, now underway; preparation of descriptive 
and promotional materials; and visits and proposals to selected 
international funding sources in the US, Canada and Europe (it is 
suggested that Japanese and Arab-funded sources also be included>. 
A plan for national fundraising 1s also included, requiring a 
prior study of local conditions and possibilities. In additlon, 
the plan emphasizes development of reimbursable services Cdis- 
cussed below) and raises the possibility of obtaining income 
through productive investments such as an office building (as 
ACORDE has done in Costa Rical and/or of benefitting from a debt- 
swapping agreement between the Central Hank of Honduras and For- 
eign banks. 

Currently, fundraising efforts are being handled by the Execut~ve 
Director and the German long-term advisor (see section B . 8  below). 
The plan contemplates the nezd €or additional staff and./cr scnski- 
tants to carry it out. AID dollar OPG funds have been 
reprogrammed to help cover the costs OF staff and/or technical as- 
sistance to implement the plan untll 3/89. 

Rs indicated above, FOPRIDEH 1s already actlvely engaged In try~rq 
to raise funds From sources other than AID, with some success-- 
some European funds have been nktalned, in addition to the IDB 
loan and supporting technical assistance grant, and a number OF 
other proposals are pending, as noted In the foregoing sectlon. 

The German advisor has been instrumental in facilitating European 
fundraising. The Executive Director and the advisor have tra~~e-zr: 
to Europe, and the contacts made are Selng pursued. However, 
European fundraising has been ham~ered to some degree by pollt~za. 
factors--many European donors are dnwllllng to support programs 
which have received AID fundlng. FCPRIDEH is hoping to overccve 
this reluctance by developing a zlear, socially progressive des .e : -  
opment philosophy, by maintaining zngolng contact and sendlng a 
flow of program information to selected donors, and by demonstrat- 
ing its ability to attract fundlnq From "neutral" sources such 3 5  

IDB and the UN. In an effort to devslop a more independent 1 - a ~ e  
it is also contemplating restr~ctdrlng lts subproject funding cr . -  
gram into a semi-autonomous entltg : , . ~ t h  multilateral fundicg, ;z. 
ernzd by FOPRIDEH priorities and zr-cerla rather than direct:, . . .  
donors (similar to what HAUA has :'.zne ln Haiti). 
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FOPRIDEH is now Following a clear, well-conceived strategy for 
achieving greater self-sufficiency, with AID support. However, 
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 USQID tlission (which will be discussed in section D.3 below). 
While self-sufficiency was always an objective of the OPGs, it 
received very little emphasis during the first two years of imple- 
mentation. A USAID policy shift in 1987 resulted in much more at- 
tention to this issue and consequently greater pressure on 
FOPRIDEH to undertake the efforts toward self-sufficiency now un- 
derway. However, the larger political context referred to above, 
together with a deteriorating international economic situation, 
all beyond the control of either the mission or FOPRIDEH, have 
complicated the process. It 1s not at all clear that FOPRIDEH can 
attain a sufficient funding level by the time' AID assistance er~ds  
to avoid serious program cutbazks and loss of its installed capac- 
ity unless some other type of support is forthcoming. 

Because of its investment in this program and continuing interes~ 
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 1s 
suggested that USAID may want to consider some means of bridglrg 
the.gap. While it is clear that USAID policy and priorities 
preclude extension of the current OPGs, other approaches con- 
sistent with its policy and resources may be feasikle. The ra;c: 
possibilities would involve further specific subproject funding 
under one of USAID'S existing sectoral programs, an endowment, 
and/or reimbursable service arrangements such as grant management 
(the latter will be covered in the next section). 

Recnmmendation - Provided that FOPRIDEH continues in- 
tensive efforts, satisfactory ta USAID, under its selF- 
sufficiency plan (including iocal as dell as internaticna! 
Fundraising), USAID should conslder further specific sectcra. 
program funding (with some overhead allowance) to FOPRIDEH. . -  

should also consider the uosslbllity of helping FOPRIDEH c b -  
tain income-producing propertj whlch would contribute to i r s  
operating expenses as well as provldlng office and program 
space, such as the training center noted below (if not fureo: 
by IAF). 

d. R-3. FOPRIDEH already charges for some 
services, such as photocopies, technical assistance, trainlng a-. :  
project management. However, these have provided very limite: . 

come to date. 

The self-sufficiency plan includes greater emphasis on such ser 
vices. A key element in the plan is zonstructlon of a train:-.; 
center, for which funds are now being scught. Several donat.:.-.-* 
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of equipment which could be used in the center have already been 
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 trainlng or other purposes consistent with 
its objectives. In addition, the plan contemplates offering ser- 
vices such as accounting, computer work and proJect preparation, 
as well as expanded technical assistance, training and project 
management services. 

Since FOPRIDEH has already established the precedent of charging 
For at least some of the cost OF its services, it is unlikely to 
encounter resistance in principle from the NGOs. However, there 
is probably a fairly low ceiling on the amounts which can be 
charged because of the economic limitations of most local NGOs, so 
it is unlikely that fees will ever completely cover the costs of 
all services, particularly training. With careful planning and 
monitoring, fees for the various services can be balanced so that 
the more profitable services help cover the deficits incurred 5 4  
others. 

In addition to charging For speclFic services, FOPRIDEH is also 
contemplating raising its membership dues, which help cover its 
services. Member organizations currently pay annual dues of L20C 
($100 at the official rate of exchange; much less at the actual 
ratel. Many member organizations agree that FOPRIDEH needs more 
support from its members and that dues need to be increased; a 
level of L500 has been suggested as a First step, rising eventdal- 
1y to L750 or L1,OOO. 

In addition to services to the NGO community, FOPRIDEH seeks to 
increase its activity in managing projects for donor agencies. 
Currently, as already noted, FOPRIDEH is managing two such 
projects, the AID-funded PROALMA project and one for The Popula- 
tion Council. It will derive a total of L283,996 C!ii191,7YBI I n  

income for managing these projects, both of which end in 1988. 
Because of the indicated limitations on lncome derived from ser- 
vices to NGOs, managing projects For donor agencies should be 
pursued to augment income from services. Although there have beev- 
difficulties with the PROALMA project, they appear to have been 
overcome; FOPRIDEH1s management of the Population Council projert 
has gone well. Therefore, thls exlsting capability should be 
so that the experience gained by the staff in charge is not l c s r  
when the current projects sustalnlng them end. 

Recommendation - FOPRIDEH should make intensive efforts 
to interest other donor agencres In its project management 
services. Meanwhile, USAID should consider using FOPRIREH s 
capacity to manage grants as a means of achieving its objec- 
tives of contributing to pr~.-.ate development efforts, red~c. . 
Mission workload and promotrng FOPR13EH1s sustainability. 
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e. Financial Controls and Auditq. Both the 1987 evaluation 
and USAIO action memoranda recognize that FOPRIDEH has developed 
adequate financial management procedures. A November 1986 admln- 
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, Rarwic'k, Mitchell & Co. in 1987 with satisfactory results. 

3 .  Institutional Planninn and Proarammin~ 

a. Conce~tual Framewnrk. FOPRIDEH's major institutional 
planning effort is development of a conceptual framework to gulde 
its direction as well as that of its member organizations. This 
has been referred to in several of the foregoing sections, and In 
one way or another underlies most of the major' issues affecting 
the Federation. 

As already noted, the need for such a framework developed out of 
the perception that the AID-financed subproject funding program 
had taken over the organization, to the detriment of the other 
functions for which it had originally been created. It has also 
evolved from the growing identification with FOPRIDEH by its inern-. 
ber organizations and their sense that FOPRIDEH must be a Honduran 
institution at the service of Honduran development needs and 
priorities. FOPRIDEH's need tn diversify its funding base and at- 
tract European and other donors has also been a factor motivat-ng 
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 amdesire to resolve its institu- 
tional problems and develop a stable organization which can effei- 
tively address Honduras' socioeconomic prablems, not a desire f z r  
political confrontation. Indeed, there is a general recognltlcr. 
as has been mentioned, that without USAID support neither FOPR!ZFu 
nor many of its member PDOs would have been able to reach curre-- 
levels of development. The membership now wants to build on tS .s  
base to develop a more autonomous natlonal development organlza- 
tion. 

The process of developing a conceptual Framework has been under-t. 
for the past several months. A preilminary 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 ::I 
veloped by local and European organizations, as well as AID, ba:! 
been used as models. 

BEST AVAILABLE COPY 



While it is premature to speculate on the content of this docu- 
ment, it will probably comprise a brief analysis of the situation 
in Handuras and a general definition of development as human- 
centered, taking into account the human need to both be and have 
more and so become more fully human. The specific components of a 
FOPRIDEH development model are likely to include elements such as 
the right to work, to social justice, to full participation in 
society, to independence and to economic growth. It will probably 
also include strategies to achieve development, such as promoting 
participation and securing basic needs, and will identify intended 
beneficiaries. 

Whatever the Final form and content of this framework, it will 
serve as the basis for decisions on restructuring the subproject 
Funding program and For implementing the fundraising plan de- 
scribed above and other specific plans.noted below. It should 
also help clarify relations between FOPRIDEH and its member orga- 
nizations and promote cooperation in working toward clearly under- 
stood mutual goals. This effort should be understood as the flrst 
step in an ongoing process of iristitutlonal 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 earller, 
these include plans for training and technical assistance and sub- 
project impact evaluation, which will be discussed specifically l n  
subsequent sections of this report. These plans should be incor- 
porated into an overall comprehensive plan based on the concept~al 
framework and translated into speclFic annual workplans. 

Recommendation - Once the conceptual framework is com- 
pleted, a comprehensive long-term institutional plan and av- 
nual workplans should be developed to put its provisions l n t -  

effect . 

a. Program-Relatea. A survey of member organizations con- 
ducted in 1987 verified the need For Improved information ser- 
vices, an area in which activities are just beginning. FOPRICEH 
is currently trying to develop a llbrary of books, magazines arc! 
audiovisual materials on development and training topics for hse 
by the NGO community, as well as a computerized data bank on bo:? 
donor institutions, as already noted, and on NGOs operating I n  
Honduras, including program activjties. The programming has heem 
completed for this system and it 1s now ready for data entry. 
Computerized information would Se available to FOPRIDEH and the 
NGO community, possibly for a fee i f  lt is determined that NGOs 
are willing to pay for information (although buying informatlz- - 5  

not yet a widespread concept I n  Hcnduras;. A funding uroposa; -. 
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Oxfam to cover some information system costs is still pending. It 
is important that these activities proceed as quickly as possible. 

Other activities relating to dissemination of program information 
have been limited mainly to publication of a periodic bulletin on 
development topics, courses and events as well as news of 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. wni7ationaL. Organizational information has been 
limited to the bulletin and a couple of promotional pieces to 
date. Once the conceptual Framework 1s approved, it is 
anticipated that new descriptive and promotional material will be 
prepared, particularly for fundraising purposes. 

6. Subnrofect Pre~aration. Review and Selection 

This topic was covered exhaustively in the 1987 evaluation and 
wasfound to be Functioning well. Recommendations for improvement 
made in the evaluation have been ~mplemented, and a brief revlew 
of the process confirmed that it is working effectively. There- 
fore', it will not be described In detail., but its elements will he 
summarized in the following sectlons For comparative Furposer. r -  . .. 
is possible that these priorities, criteria and procedures may be 
modified if the subproject financing program is restructured I n  
light of the new conceptual framework, although there are no 
specific plans to modify them at thls tlme. 

a. Obtectlves and Priorities. The purpose of the subproject 
fundlng program is to support PUOs In carrying out their 
soc~oeconomic development actlvltles to benefit the marglnal ur2a- 
and rural population. Use of lncal resources and labor is 
stressed, as is satisfaction of baslc needs. 

First priority will be given to projects which increase employ- 
ment, praductivity and income; seccnd prlority is given projeccs 
which meet health, human resource development or other servlce 
needs. All projects should demonstrate some potential for becz- 
ing self-sufficient, and should not discriminate on the basls 2' 

sex, religion, race or political afflllation. Funded instltuti.:...: 
must respect and accept FOPRIDEH's ph~lasophy, principles and ~5~ 

jectives. 

b. Criteria and Procedureq. Ellg~billty criteria apply to 
the institution seeking Funding, t5e project itself and the be-e 
Ficiaries of the project. 
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years of experience In development, and are non-profit OPDs cr 
slmilar institutions wlth legal standlng (personeria Juridlcaj or 
whlch are in the process of obtaining lt. (Note that this 
restriction was recently lnstltuted as a result of an evaluation 
recommendation; previously other types of institutions wrthout 
personeria had been eligible and many have been funded, including 
beneficiary organizations such as cooperatlves and "patronatos" 1 .  

Uembershlp In FOPRIDEH 1s not required. Instltutlons must have 
sufficient qualified personnel to implement the project; prevlcus 
experience and evaluations will be taken into account in decldlng 
eligibility. 

There is a speclfic weighting system For distribution of FOPRIFEH 
resources among different types of applicant institutions, tab.~lig 
into account their experience and capacity, their geographic izca- 
tion, whether they are local or Forelgn, religious or secular, a q d  

. , 

members or not. 

Project crlteria stipulate that projects must be consistent w:ti 
FOPRIDEH's principles and objectives, be development projects, a-.! 
be non-sectarian and non-polltical. Beneficiary partlclpatlcn 
should be promoted. As noted above, productive projects recelve 
highest priority, and self-sufficiency and replicability are 
stressed. Projects must meet a real need, and the necessary s e r -  
vices and infrastructure must be In place to implement them. Ce- 
ographic priority areas may be ronsldere.d, as well as the nee2 - : 
ensure that projects in the same reglon don't conflict. Counrc?: 
Dart funds are required and thelr use must be approved. 

Beneflclary criterla provlde that they must be Low income, el:-,.: 
rural or urban, OF good character and sufficient capacity, and 
they must participate Fully rn the project, including ldentl€,.- 
the uroblem and collaborating In ~ t s  solution. Key socloeccrz-. 
variables wlll be considered, and credlt beneficiaries must 
demonstrate their capacity to repay. 

There are no expressed priorlt~es or crlteria with regard to : r t?  

der except prohibition of sex dlscrlrnlnation; participation 5~., 
women is somewhat low (see Program iectlon). 

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

Subproject review and analysis 1s the responsibility of the Fr-. 
ject Analysis and Monitoring De~artment (DASPI. Final approLa 
by the Finance Committee CC0DEFItJ;r; however, the Mission staze.. 
that, in spite of clear stlpulatlons in the grant agreement, - . 
Board of Directors has sometimes also taken a role in proJec: 
proval, which clearly it should nct do. USAID Formerly had 
power, glvlng lt flnal approval rlghts. but by recent amendme-' 
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the OPG this has been eliminated, in accordance with a recommenda- 
tion in the 1987 evaluation. 

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

Briefly, the analysis and approval process comprises the Following 
steps: preliminary discussion of the concept; determination of 
eligibility 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 recommecdation; presentation, with the Fore- 
going recommendations, to CODEFIN for Final approval or rejection; 
notification to the applicant and, iF approved, and after com- 
pliance with any conditions precedent, preparation and signing of 
an agreement and disbursement of Funds. 

The 1987 evaluation concluded that the process followed is effec- 
tive and Fair. The difficulties with subproject approval stemmlng 
from delays in USAID disbursements noted in the evaluation have 
been'overcome and the project approval pr,ocess is proceeding in a 
normal and timely Fashion. Noze GP the PDO representatives inter- 
viewed had any complaints about the process. 

c. U U x .  Since FOPRIDEH's sub- 
project grant Funding program began operating in 1986, 63 
proposals had been received as OF July 31, 1988, OF which 37 have 
been approved, 21 rejected, 3 withdrawn and 1 is still pending. 
Under the new loan program two requests are pending. 

According to DASP personnel, demand is increasing; 112 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. 

flort proposals require considerable DASP technical assistance t 2  
meet FOPRIDEH's requirements. It 1s estimated that about a 
quarter of the time of DASP staff rs spent on such technical as- 
sistance. 

7. Subnrolect flonitorinn and Evaluatlnn 

DASP staff regularly monitor Funded projects through a series a €  
field visits as well as review of perlodic written reports Frcm 
the NGO responsible For the prOJE?ct, as well as less formal c s ~ c ~  



nications and contacts. Other FOPRIDEH departments may also bo 
involved in monitoring as necessary, such as the Executive Direc- 
tor, Accounting or advisorCs). All monitoring procedures are 
clearly set forth in a manual. Follow-up procedures vary accord- 
ing to the needs and capacity of the recipient institution; three 
specific levels are set forth in the project monitaring 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 monitaring plan for each project before an agreement is signed, 
according to guidelines 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 Cusual- 
ly made quarterly), visits are usually made at the time of sub- 
sequent disbursement requests to review progress and request any 
necessary corrections. At the end of the implementation period, a 
final visit is made to make sure that compliance is adequate. A s  
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 represe-tatives interviewed during t h ~ s  
current evaluation, this process 1s working well. 

As part of the new loan program, there are also plans to institute 
within DASP a system to track PO0 credit projects and compliance. 

The 1987 evaluation found that most emphasis had been on monitor- 
ing, with very little attention given to evaluation, and recorn- 
mended that an evaluation system be developed. Consequently, with 
AID-supported technical assistance, FOPRIDEH formulated an impact 
evaluation plan in early 1988. Thls plan is designed to develop 
the capacity to perform impact evaluations within both FOPRIOEH 
and the PDOs through a structured learning-by-doing training p r z -  
cess to begin in September 1988. This activity will be funded 
through the AID dollar OPG. 

As stipulated in the plan, as of Qprll 1988 all projects funded 2 ,  
FOPRIDEH are required to collect data in a standard format pres-. 
cribed by FOPRIDEH at the beginn~ng of the project and again at 
the end in order to help determine project impact. Plini- 
evaluations have been conducted for seven completed projects, a: 
though without the baselina information now being required, and 
limited to completion of planned 3roJect activities, achievemert 
of objectives, use of resources and ~dcntification of factors aF 
Fecting project development. 



Important progress has been made in developing greater evaluation 
capacity; this effort should continue, and equal effort should be 
made to ensure that the informatian generated is used in both 
FOPRIDEH and PDO programming. 

FOPRIDEH had a long-term US advisor, a Former IJSAID employee, From 
the start of the USAID OPG until March 1988, 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 Funded by the OPG. 
This advisor helped with liaison with the PDOs and communities. 

For about the last year and a half FOPRIDEH has had a German long- 
term advisor provided by the international Intergovernmental Ccrn- 
mlttee on Migration CCIMI. Hls salary is paid partially by the 
German Government and partially by FOPRIDEH. He has been particu- 
larly involved in European Fundraislng efforts and in helping 
FOPRIDEH develop its conceptual Framework, although he is involV2ed 
in all areas of FOPRIDEH's actlvlties to some degree. His as- 
sistance appears to be effective and appreciated by everyone In- 
volved, including USAID. A couple OF concerns were expressed: 
thatthe organization may be beccming overlg dependent on his as- 
sistance, and that he sometimes may overstep his advisor role. 
But overall, opinions of this advlsor were very positive. 

PROGRAM--NRTURE AND EFFECTIVENESS 

Representation and Coordination of the NGO Sector 

a. #aNGOs. The current evaluation con- 
firmed the Finding OF the 1987 evaluation that FOPRIDEH has made 
great progress in winning the supporc of PDOs. Most of the FCC 
representatives interviewed spoke OF FOPRIDEH as their organlza- 
tian, and the membership has been steadiiy growing, now comprlsl.-; 
about a third of the recognized P 9 C s  ;n Honduras. Representat:;- 
and coordination were cited by most  of those interviewed as t P e  
primary functions of FOPRIDEH, and the main reason they became 
members. The recent formation cf sectoral committees on housl-: 
and informal sector development ~s a concrete eFFort to bring :-- 
terested PDOs together so they can exchange inFormation and ccz: 
dinate their actions in these areas. 

As noted earlier, while FOPRIDEH was lnitlally created as a rezra 
sentational and coordinating mechanism, as a result of the A I L '  :I;: 
most of its eff~rts were directed tcward the subproject fund;?, 
program, and FOPRIDEH was identzfzed Sy many as simply an AID 
funding mechanism. However, the .zran:zatlonal capacity d e v e l  
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as a result of the AID funding also enabled it to strengthen the 
Functions for which it was originally created, as the memher in- 
stitutions began to make their needs and desires clear. While 
this process has not been without conflict, a consensus appears to 
be developing that will do much to resolve members' differences, 

The search for a commonly accepted conceptual framework is an im- 
portant step in the process of consolidation of FOPRIDEH as a rep- 
resentative and coordinating umbrella institution For PDOs. 
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 interviewed seemed convinced that FOPRIDEH would sur- 
vive as an institution after AID support ended, though on a 
reduced scale, because the PDOs need it to represent their common 
interests, to help them keep in touch and coordinate actions, and 
to provide information and technical assistance. 

b. Relationshiu with the Government. FOPRIDEH has continued 
to make progress in becoming the volce of the PDO community before 
the Government and a wide variety of ~"blic agencles. Rs noted 1 7  

tne 1987 evaluation, it has been Involved in a number OF Jolnt ac- 
tions with public sector lnstltutlons and acts as a Formal or in- 
Formal advisor to numerous agencles, 

While its relationships with the Government have been positive and 
collaborative in general, FOPRIDEH has also demonstrated its 
ability to defend the interests of NGOs against what theb perce,ve 
as undue governmental interfsrence; recently, For example, rt w a s  

instrumental in getting a proposed law opposed by the NGO com- 
munity withdrawn. 

c. R-bnshins with Other Aaencleq. FOPRIDEH is becoming 
increasingly recognized by publlc and private international devei- 
opment agencies as a representative of Honduran PDQs . FOPRIDEH 
has been active in establishing contact with international donor 
agencies both on its own behalf and on behalf of member PDOs. It 
has also participated in international meetings, coGrses and semi- 

nars, and sponsored a 1987 conference in Honduras which brought 
together 78 PDOs working in Honduras and seven international orga- 
nizations, as well as numerous Honduran public and private sectcr 
organizations. 

2. Financial Suuoort For NGOs 

a. Size and Nature of Program. As of July 31 FOPRIDEH had 
funded 37 projects for a total valuz 3F LS,812,155 CS2,906,07@ : i '  
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the official exchange rate), This represents commitment of over 
70% of the project funding money available under the AID OPG, 
which should be Fully committed by the 12/90 termination date. 

Of this amount, about 57% has gone to 17 member PDOs and 16% to 6 
non-member NGOs, including social assistance agencies such as the 
Honduran Red Cross. Nearly all these are Honduran institutions; 
only three are internationally affiliated iUS). The remainder has 
gone to a total of 19 local beneficiary organizations such as co- 
operatives, unions or guilds and "patronatos" (as noted, the 
original decision to fund such organizations has recently been 
changed; the 1987 evaluation Found that dealing directly with ben- 
eficiary organizations was not consistent wlth FOPRIDEH's function 
as a PDO umbrella organization). 

The activities supported by Funded prolects are varied: nearlg "2: 
has gone to credit projects for agrrcultural or livestock produc- 
tion, small or microindustry or commerce and services; about 10.. 
is for training, followed closely by health CB%j  and other agrl- 
culture/rural development actlvltles i 7 . ~ ) .  Smaller amounts have 
gone to transport, reforestation avd LnFrastructure projects. 
(See Attachments 7 and 8 ) .  

Overall, the FOPRIDEH Funding covers Y92 of the total cost of 
these projects, while counterpart funds from the recipients cc,-.er 
abou't 372, with funds From other sources. (:generally other dorcrs 
covering the remainder. 

The celllng on grants under the AID CPG 1s L200,OOO i8100,OOG . 
To date 19 projects have recerved grants for thls amount. The 
smallest grant IS for L29,800; tP,e average grant slze 1s L157 S 3 =  

The projects detailed above have all been funded by grants. T3 
date, only two loan proposals are under canslderation, for a te:+. 
of about L330,OOO; because of excess demand for grant funds, ss-e 
of the grant applicants may be referred to the loan program. 

b. Imoact on NGOq. The funding program has had a slg- 
nificant impact on locai NGOs, both by supporting direct  pro]^;: 
actlvlties and covering a portlon of thelr operating costs thrz. r 
project grants. About 21% of FOPPIDEH's overall project Fund;.-; 
has gone to cover NGO salaries and rravei costs for staff, w ~ z -  
another 3% for equipment and materials and nearly as much fcr .j: 
ministrative costs isee Attachment 5::. 

In addition, the credit programs managed bg NGOs with FOPRIilEk 
grants generate revenues whlch h e i ~  ccver their costs. Althc-- 
the PDOs and NGOs are far from at:alnlng self-sufficiency, gi-e. 
the very low income level of thelr Senef~claries, thls is a s r r .  
In the right direction. 
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Eight of the l'f PD0s.consulted in Honduras have received Funding 
from FOPRIDEH; one of these is a nan-member. Qne other member PDO 
currently has a proposal under consideration. Their experience 
with FOPRIDEH Funding has been positive, or at least generated no 
negative comments. 

The impact of the funding program has not been totally positive, 
however. As has been mentioned, there is some disagreement within 
the member organizations both with regard to having a Funding pro- 
gram at all and with regard to having it Financed by AID. The 
arguments 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 because they feel that it 
endangers their direct access to AID Funding. However, this does 
not appear to be a common attitude. Wlth regard to the problem 
with AID Funding per se, this appears less serious. Uery Few mem- 
ber organizations object to accepting AID money on principle, gen- 
erally on political or policy grounds, e,g. not accepting any type 
of governmental support. However, even these organizations par- 
ticipate in other FOPRIDEH activities. It is OF course possible 
thatAID support may keep other PDOs From affiliating, but most 
Honduran NGOs appear eager to recelve Funds from any legitimate 
donor source. As noted, these diFFerences appear to be lessen~ng 
in their divisive impact as FOPRIDEH develops a more cohesive 
identity and philosophy, Much of the impetus toward restructur~ng 
the Funding program has been a deslre to conserve its evident 
benefits to the NGO community while lessening any tendency to l n -  

terFere with group unity and avoiding identification with any 
single donor. It remains to be seen whether and how these obJec-- 
tives will ultimately be achieved. 

c. Imuact on Beneficiarieq. Whlle FOPRIDEH's purpose is to 
strengthen the NGO sector, the ultlmate goal, OF course, is to 
enable Honduras' poor to improve thelr quality OF life through 
more effective NGO interventions. 

A previous section of this report noted that an impact evaluat. 
system For FOPRIDEH and its members is just in its initial stase 
OF development. Therefore, there is very little in the way OF 
hard impact data at this point. OF the seven completed projects 
For which performance evaluations have been completed, Five me: : .  

surpassed the programmed project goals and two Failed to Full$ 
meet them Cone due to circumstances beyond project control and 
because OF insuFFicient Funds and unclear conditions), While 
these were not impact evaluations, lt is clear that benefi~iar;!~, 
did receive the programmed outputs. 
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Uisits to beneficiaries of three FOPRIDEH-supported PDOs in 
Tegucigalpa provided further evidence of beneficiary impact. Con- 
versations with recipients of microenterprise credit 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-funded projects 
revealed that about 35% of the beneficiaries overall are women. 
Two projects benefited women exclusively; eight benefited only 
men. While one of the latter was in a clearly male-dominated ac- 
tivity and one was for male alcoholics, three were in agriculture 
and two in small industry and commerce, all activities in which 
Honduran women participate. As recommended earlier, women's par- 
ticipation could be promoted to a greater extent if FOPRIDEH 
placed greater emphasis on the importance of trying to reach women 
in projects which it supports. It was'suggested by one person 
that FOPRIDEH ought to have a section for women's projects. 

3. Technical Assistance and Traiqino Suuuort for NGOq 

a. Size and Nature o f  Prnoram. In 1987 FOPRIDEH sponsored 
or coordinated 21 training events For a total of 209 participants, 
and FOPRIDEH staff attended five additional events sponsored by 
other organizations. Eight events have been sponsored by FOPRIDEH 
in April-August 1988, with 183 participants; FOPRIDEH staff and 
officers also attended an event sponsored by INCAE. (Figures Far  
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 thls 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" 
Cscholarships> to allow PDO and FOPRIDEH personnel to attend 
training seminars or courses irr 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. Scholarship costs 
are usually shared between FOPRIDEH and other sponsoring instltb- 
tions. 

Prior to 1987 there appears to have been little emphasis on tral-- 
ing; most of FOPRIDEH's energies were golng to the subproject 
funding program. As a result of a 1987 survey of NGO training 
needs and in response to recommendations in the 1987 evaluation, 
more attention has been given to traini2g during the last two 
years, as the member institutions have demanded greater support 
and emphasis on institutional development. In 1988 FOPRIDEH de- 
veloped a new training plan, with the aid of consultants funded z ,  
the USAID dollar OPG. 
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It has already been noted that recent changes in the agreements 
with USAID have permitted use cf OPG funds to train PI20 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 PDOs as well. The intention is to gradually develop a team 
of local trainers who can continue to work with FOPRIDEH and the 
NGO community without further external funding. 

FOPRIDEH's training emphases are now increasingly on participatory 
research and development and institutional planning for PDOs, ln 
addition 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 In- 
pact. 

Technical assistance to NGOs 1s 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. Other sections have provided as- 
sistance in developing fundraislng proposals and in identificat~on 
of organizations to meet specific needs, as well as such things as 
translations. At least 2 Y  separate instances of technical as-. 
sistance were recorded for 1987; there have been 27 recorded F c r  
the April-August 1908 period, a marked increase. 

b. Imuact on NGOq. It is clear that FOPRIDEH's training and 
technical assistance has had some lmpact on strengthening NGOs 
which have received its help. Although all NGOs are eligible fzr 
these services, member organizations have made much more use of 
them than non-members. PDO repre5entatives interviewed indicztec! 
that almost all their organizations had received some trainlng or 
technical assistance, and had a largely positive view of these ef- 
forts 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 For PDO staff :c 
attend. It was also suggested that FOPRIDEH could serve as a 
coordinator for training offered by NGOs and others, to avold 
duplication and reduce costs. Because of the limitations of 
FOPRIDEH's staff in providing technical training and/rr techniz3. 
assistance, outside local consultants should be contracted to z :  : 
vide it. A preference for Honduran personnel for training and 
technical assistance was expressed by several respondents, Sotb 
for reasons of cost and appropriateness to their needs. It was 
also suggested that technical assistance should be more systepa* 
and consistent, with regular vls;ts to determine needs and p r s . .  ' . a 

follow-up Cit appears that FCPRiPEH 1s now trying to implement 
such a system). 
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Recommendation - While it appears that training and 
technical assistance eFForts are developing well, eFForts 
should contlnue to assess NGO needs and tailor training and 
technical assistance to them as closely as possible. More eF- 
Fort may be required to assure that information on these ser- 
vices reaches non-member organizations. Coordination OF 
training by NGOs or establishment of an information clearing- 
house on training events should also be considered. 

D. RELATIONS WITH AID 

Performance In fleetlnu AID Oblectives 

The stated purposes of the AID OPGs are to create a self- 
sufficient mechanism to evaluate and Fund NGO development prcjects 
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 USRID and provide greater effectiveness and flexibility 
in reaching and dealing with NGOs. The question OF publicity for 
RID will also be discussed briefly. 

a. Suburolect Fundinu flechanism. The projected outputs in 
the OPG agreement with regard to subproject Funding state that 
FOPR'IDEH will have provided Fundlng For the Full allotted amobnt 
CLB.125 million) to an estimated mlnimurn OF 90 subprojects. The 
agreement also states priorities For the types of projects Funded 
and outlines the analysis and approval procedures to be Followed, 
which are those noted in section B.6 above. As discussed in thls 
section and section C.2 above on program results, FOPRIDEH is 
clearly meeting this objective. It 1s complying with the 
priorities and procedures approved by U S A I C  and has already Funded 
37 projects; current demand indicates that all Funds will be c c m -  
mitted by the 12/30 termination date. 

b. Institutional Strenatheninq. The agreement states that, 
by end OF project, FOPRIDEH should be a Fully staffed, equipped 
and Functioning organization with the institutional capacity tc 
fully execute its mandate. It also states that FOPRIDEH wlll F a , - e  
provided training and technical assistance to an estimated 30 - e - ~  
ber and non-member NGOs. The suppcrt.~ng dollar OPG complements 
this objective by providing Funds F3r long- and short-term t e c v - -  
cal assistance to FOPRIDEH itself, and bg amendment, also prov~ses 
Funds to support FOPRIDEH tralnlng and assistance to NGOs. 

As discussed in various sections of thls report, FOPRIDEH is de- 
veloping into an effective organlzatlan not only with regard r s  
its ability to carry out the Fund~ng, tralning and technical as- 
sistance Functions emphasized h$ t5e OPGs, but also with regar: : 
its growing credibilitg and supgsr-5 w:th:n the NGO commu;lity, : - 
effort to develop a clear direct:=- and greater cohesiveness a- 
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its members, and increased effectiveness as a representative and 
coordinating mechanism For PDOs. It has clearly had an impact an 
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-members recognize their need For such an ~nstltu- 
tion and appear wllling to support it to the extent possible, 
bearing in mind thelr own limitations. 

As for training and technical assistance, given the number of 
events and participants, FOPRIDEH has probably already exceeded 
the estimated target For number of NGOs assisted, although rt 1s 
clear that far more member than non-member organizations are 
benefiting. nore emphasis has been placed on training and tecr'rl- 
cal assistance during the past two years and there are clear ln- 
dicatlons that the program has lmproved and is generally meetln~ 
NGO needs, though continued improvement, should be sought. 

FOPRIDEH's major problem wlth respect to thls objective 1s cbe 
questlon OF ~ t s  long-term sustalnablllty. Whlle the outlook fcr 
FOPRIDEH's lnstltutlonal sustalnablllty 1s good, the flnanclai 
outlook 1s less rosy, as noted In sectlon 8.3 above. A strong ef- 
fort 1s underway to dlverslfy ~ t s  Fundlng base and glve greater 
emphasls to reimbursable servlces and to loans rather than grap-s 
but even In the most optlmlstlc case, FOPRIOEH's installed ca;a:- 
lty and servlces are llkely to be substantially reduced when 
Fundlng ends, though lt 1s llkely that the organlzatlon wlll s U r  
vlve. Thls lssue wlll be discussed further In sectlon D.3 belaw 
wlth speclflc reference to USAID lmpact and actlons. 

c. USAID Misslon Workload and Outreach EfFectiveness. USAID 
officials in the Development Flnance sectlon responsible for t-e 
FOPRIDEH project indicated that the project has reduced the p i s -  
slon's admrnistrative burden In dealing with NGOs and has been 
worth the effort From a management standpoint, although it d i e  
take the project quite a while to get off the ground. 

The documentation process Followed wlth respect to OPG impleme- r 
tlon has been normal, with the usual Flow of original agreeme--:, 
amendments, quarterly and accounting reports. nost transact~c-.i 
are by letter, together with perlodlc meetings and telephone c z r .  
tacts. 

There have been complaints From the Mission that reporting h a 3  
been slow and that project llquldation reports haven't been cr:: 
vided in a timely Fashion. Both quarterly liquidation and 
monitoring reports are only helng received at about a rate of - , .  

rather than the required Four per year. This is a problem w ? ;  

FOPRIDEH should resolve as qulckly as possible. 
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FOPRIDEH has also helped the rllsslon reach more NGOs than lt 
otherwise could have, parr;cuiarly small local NGOs. The tllsslon 
has referred numerous NGOs to FOPRIDEH when approached dlrectly by 
them. However, the fllsslor's lnterest ln and ablllty to fund NGO 
programs appears to be dlmln~shlng and the number of NGO grants 1s 
rapldly shrlnklng due to changes rn both clrcumstances and pallcy, 
as wlll be discussed In secElon 3 below. 

d .  Publlc~tu For AID. The OPG agreement requlres that 
FOPRIDEH glve appropriate putllclty to the grant and the project 
as a program supported by the LlS and Honduran Governments (through 
the use of ESF funds). Certainly the NGOs are aware that FOPRIDEH 
1s funded by AID (though they appear to be totally unaware af any 
Honduran Government 1n.JolveTe~:j. There 1s very llttle llkellhood 
that the beneflclarles OF the projects supported by FOPRIDEH are 
aware of AID fundlng; they are usually only aware of the role of 
the NGO dlrectly responsible for the project. FOPRIDEH does not 
appear to be maklng much eFfsrt to publlclze its support, or 
AiC's, For speclflc proJects among the beneflclarles or the publlc 
at large. Because OF the polltlcal slt~atlon ln Honduras and In 
Central Amerlca and the unwllilnaness OF some other donors to as- 
slst AID-supported projects, a 131~1 proFlle may be advisable; how- 
ever, lt ls not clear whether the c~rrent low-proflle sltuatlon 
regarding AID support 1s 1rte~t;oqal or not. 

Recommendation - I €  more pukllcl~y IS' desired, AID 
should clarify ta FOPRIDEH the tyae and extent of public 
recognition lt wants wlth regard to NGO project beneficlarles 
and the public at large. 

2. RID Guldance and Vonitorln~ 

Wlth the exceptlon of the lssues surrounding self-sufflclency re- 
q~rrements and other lssues discussed ~n the Following sectlon. 
Mlssron guldance and monltorlng are adequate. Cornm~nlcatlons aq- 
pear to be generally clear and q ~ l t e  frequent. The USAID offl- 
clals In the Development Flnanee OFf~ce most dlrectly lnvolved 
have a good understanding of FGPPICEY, even though the Pro~ect O F -  
Plcer estimated that FOPRIDEH shod:6 bave someone worklng an lt  
half-tlme, rather than the 20.. he : s  actually able to spend on l t  

There seems to have been a substantlal improvement In the gerera- 
quallty of relations and commun1cat;ons between the Rlsslon and 
FOPRIDEH slnce the last evaluatlc-, w h ~ c h  hlghllghted some slg- 
nlflcant problems. As a res~lt SF recommendations In the evalua- 
tlon a number OF posltlve changes Pave been made ln both prcgraw 
and procedures, whlzh have been nzted ln prlor sections. 

Imuact of AID an FOPRIDEH's Perfzrmaqce 

It should be noted at the bealnni?; that the lssues discussed be- 
lcu are set Forth as lessons ratper critlclsms, slnce lt & a s  
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clearly impossible to Foresee all these developments ~nltlalld. 
However, in the llght OF thls experience, lt may be easler to 
foresee some of them 117 future slmllar projects--which is, aftel- 
all, the purpose of this evaluation. 

The Fact that AID expanded FOPRIDEH's lnitial proposal to lnclude 
subproJect funding--basically to ease its own management burden in 
dealing with NGOs--and that this was accepted by FOPRIDEH over t !?e  
objection of some of its members, created a divislon within the 
organization which 1s only now beginning to be overcome as 
FOPRIDEH seeks to reconcile lts various purposes and Functions and 
gain a clearer institutional identity. While it is certainly true 
that without QID support FOPRIDEH would never have developed its 
present institutional capacity, it 1s also true that undertaking 
the funding program tended EO undernine the f!anctions For which ~t 
was originally created. This highlights a certain ccntradicti~,: 
between AID'S stated objectives OF proJect funding and instit!,- 
tional strengthening which was apparently totally unforeseen at 
the time of the agreement, and points out the complexities of 
deallng with existing organizations wlth their own agendas. T!- s 7  

also highlights a key difference 13 the way that USAID sees 
FOPRIDEH and the way FOPRIDEH sees ltse?F: USAID tends to see 
FOPRIDEH as the staff which carries out the funding program ar-z! 
other service Functions, while FOPRIDEH has seen ltself from L ' F  

begi'nning as a collective of its nercbers, who increasingly see 
their need For representation and coordination as paramount. 

The wider political context in Hondbras and associated lssues 
relating to US policy in Central America have undoubtedly had 3 .  

effect in promoting mutual suspic~ons which have complicated : + : - I  
tionships over the entire course cf the project. While these -:: 
Fects are really beyond the control 3f either the Mission or 
FOPRICEH and its members, theg shculd be borne in mind because 
the4 have affected the course of the project. There have beer7 
suspicions on the part of USAIE t5at FCPRIDEH is unduly 
ooiitlcized, and suspicions on the ?art of NGOs that AID fund-. ; 
is tied to a political agenda, for ne~ther of which there is -.. 

j~~stification in fact. It is to thelr mutual credlt that, IP 
spite of these tensions, USAID and FCPRIDEH have been able t- 

- i - > . . .  . together in pragmatic fashion to az?:e(Je their objectives. . 
tensions do illustrate, however, tbat In situations where the 
political context is sensitive, there can be conFlicts betweer. a 

government agency such as AID, :rie$.:l tably perceived by some zc> 
belng at the service of US Government policy, and NGOs, whlch 
pride themselves on independence and zre highly nationalistic : 

sensitive to any perceived threat cF external intervention, F r  
any source. 

Finally, some probiems have been due to changes In condltlc~s 
A I D  nrlorltles, particularly wlt? r e o a r 3  to the questlon of s :  
sufflclency. As has been mentlz-od. JSAID's emphasls on 
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FOPRIDEH's need to achleve self-suFflclency dld not seriously h e -  
gln untll some tlme In 1987 (although even the orlgrnal tlmefrarne 
was probably too short). It was preclpltated by a general shlFt 
ln prlorrtles and management style wlthln the Pllsslon. Wlth a 
shlft toward "management by obJectlves" the Mlsslon began ta take 
a sectorallzed approach to NGO Fundlng, grouplng NGOs In admlnls- 
tratlve "packages" to fund health, mlcroenterprlse and agrlcultur-- 
a1 projects. FOPR1DEH1s more general, multlsectoral fundlng pro- 
gram does not flt well wlth thls approach, and the Vlsslon has de- 
clded not to Fund any more such general OPGs. Accompanying these 
fundlng prlority shlfts was a change In pollcy wlth regard to tbe 
use of ESF fundlng, whlch has reduced the overall level OF NGO 
funding by the Vlsslon. Undoubtedly, these Factors have plajed a 
role In the Vlsslon's deslre to w1n3 up current projects whlch 
don't flt the new pattern, maklqg ~t urgent to lnslst on selF- 
sufflclency by the termlnatlon date. In addltlon, the Rlsslon r l z ~  
has a stronger phrlosophlcal e~phasls on selF-suFFlclency as a 
major goal . 
Together with the shift to sectoral Funding has come a change 15 
emphasis From institutional development OF NGOs as an end in lt- 
self to a Focus on use of NGOs as means to achieve speciFic CSP!Z 
objectives--more of a "contract For servlzes" approach. While 
there are undoubtedly good reasons F3r these changes, some un- 
intended side effects have occurred as a. result. One of these :s 
that they have made FOPRIDEH's achle~~errencs In becoming a r e p i t :  
sentative, coordinator and tralner SF NGOs OF less interest t 3  cLe 
Mission. Thus, while USAID clear14 recognizes the success O F  2s::- 
FOPRIDEH's Funding pragram and ~ t s  ~nstitutional developmevt rs:? 
these achievements now appear to carry less weight. The other .s 
that the original objectives to w h ~ c h  FOPRIDEH initially devgted 
its Full attention--particularly subpro~ect funding--have been, :. 

effect, replaced. N o w  that attentLon has Focused almost soleih .:.- 
self-sufficiency, FOPRIDEH feels wlth some JustiFication that c - e  
rules were changed in the mlddle 3f t3e game and it has lvsbffi- 
cient time to achieve this goal. Thls has been exacerbated 5b : . 
perception that USRID funding of FZPPIDEH member organizations .:- 
der the Uission's sectoral approach has undercut FOPRIDEH's 
(~iability by Fomenting competltlzn and' disunity between FOPPIZF- 
and its members. FOPRIDEH also sees anocher USAID funding przq- : -  

For institutional support For NGZs ;nS:clved In small enterprise 
projects CANOI/PYME) as undercuttlvg :ts role uith the NGOs. 2 .  

though the Mission certainly did lot lntend to do this and, ln 

fact, the ANDI/PYME program prsdates FOPRIDEH, it may be wlse - 
try to clarify this situation. 

While it is impossible to predlct such gollcy shifts, and 4h;::- 
they may be fully Justified, wheq r!-e~ accur their impact sbr-. : 
be taken into account and appropr:st~ aLlowances made for un- 
foreseen effects. Slnce lt is =:e2r!!, t 3  the lnterest OF hot- 
USAID and FOPRIDEH to hasten F G P " : Z E : < ' s  economlc self-sufFlc-. 
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so that it can maintain and add to its recognized achievements, 
AID should be willing to help provide some effective means for lt 
to do so. In addition to consideration OF Further specific fund- 
ing recommended in section B.3 above isome additional program 
Funding under one or 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 wlthin FOPRIDEH by separate fund- 
ing of its member organizations, unless this is clearly agreeable 
to all parties. While the Mission never rntended that FOPRIDEH be 
its only channel For Funding NGOs, and lt maintains a number OF 
other mechanisms For doing so, lt 1s also true that separate ar- 
rangements with FOPRInEH members Cnot wlth non-member orga- 
nlzationsl tend to undermine the strength and unity of the Feder- 
atlon. 

nAJOR CONCLUSIONS 

FOPRIDEH's maJor accomplishments can be summarized as Foliows: 

1. It has substantially achleved the orlglnal objectives set 
Forth In the OPG: lt 1s a fully F~nctlonlng legal entlty wlth 
staFF and procedures In place to eFPectlvely carry out sub- 
project Fundlng and tralnlng and technical asslstance to hGCs 

2. Subproject Funding and tralnlng and technical assistance 
provided by FOPRIDEH have clearly beneFited the NGOs whlch 
have received assistance and through them, the project benefl- 
ciaries. Continuing eFForts are belng made to improve the 
trainlng and technical asslstance program, which was inltlallq 
somewhat neglected. Impact evaluat~on procedures are now 
belng improved, which should FurtFier promote positlve benefl- 
ciary impact. 

3. It has established itselF as a true umbrella organlzaticn. 
gainlng recognition and credlb~llty as a representatlve and 
coordinating body For NGUs From che NGOs themselves as wei! 3 5  

From the government, other agencles and the public. 

9. Significant eFFort has gone cgward achieving greater seif 
sufficiency during the past qear, including increased 
fundraising, development OF re~n~bursable services, and esta" 
llshment of a loan program; a reasonable amount OF progress 
has been made, given the clrcsmstances outlined in thls 
report. 

5. The FOPRIDEH project has enah!ed USAID to reduce its ad-:.. 
istrative burden while reacF!.-'g F a ~ y  small local NGOs lt - , E . . :  

not have been able to supporc o:!ierwlss. 
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The main issues or problems which should be resolved if FOPRIDEH 
is to prosper and build on these accomplishments are also sum- 
marized: 

1. The most serious problem is the need to achieve a Far 
greater degree OF self-suFFlciency 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 its institutional stability. These include comp1e~- 
ing an acceptable conceptual framework, clarifying relaticns 
between FOPRIDEH and its member organizations, and developl~g 
a long-term institutional plan and evaluating the approprlare- 
ness OF the current structures and roles OF its service pro- 
grams in light OF the Framework and plan. 

3. Board and staff roles should also be more clearly deFined 
to avoid unnecessary conflict. measures should be taken to 
regularize personnel compensation and improve staFF trainiq; 

9 .  In order to more eFFectrvely reach the NGO community and 
attract membership, rnforrnat~c~ servrces should be lmproved 
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Attachment 1 

LIST OF INTERVIEWS AND FIELD VISITS 

Interviews 

Kevin Sanderson, Project Officer, DF, USAID 
Lars Klassen, Director, DF, USAID 
Peter Kranstover, DF, USAID 
Margarita Castellfin, former Project Officer, USAID 
Juan Ramdn Martinez, President of Board of Directors, FOPRIDEH 
Francisca de Escoto, Uice President, Board of Directors, FO- 
PRIDEH; Executive Director, ODEF? 

Guillermo 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 Garcia, Executive Committee, FOPRIDEH; representa- 
tive of SETELEC 

Eduardo A. Perez, Executive Committee, FOPRIDEH; Director for 
Honduras, CHF 

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

Ram6n Ponce, Finance Committee CCODEFINI, FOPRIDEH; Grupo Dlcn 
Norma de Sierra, ex-member of Executive Committee; Executive 
Director, Christian Children's Fund 

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

Manuel Uillamil, Executive Director, EDUCSA (member) 
Omar fledina, Executive Director, APRHU (non-member) 
Francis Funes, Director, Home Improvement, APRHU 
Oscar Cano, Executive Director, CONDERH (non-member) 
Guillermo Maradiaga, Director, CGNDERH 
Ramiro Irabien, Executive Illrector, FOPRIDEH 
Pedro Pablo Ramirez, Coordinator, Special Activities, FOPRICEH 
Marco Antonio Raudales, Accountant-Administrator, FOPRIDEH 
Eloisa Acosta de Martinez, Chlef, DASP, FOPRIDEH 
Joachim Picht, CIM Advisor, FCPRIDEH 

Uisit to beneficiaries OF microenterprise credit projects 1 7  

Tegucigalpa sponsored by ASEPQDE, FLNHDEMU and IDH. 

*See Membership List, Attachment 3, for Full names of all 2: 
ganizations, 
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Attachment  2 

FOPRIDEH ORGANIZATIONAL CHART 

Assembly 
I (---- ~ x e c u t i v e  C o m m i t t e e  

Board of Directors 

F i n a n c e  Committee 
(CODEFIN) 

( S u b p r o j e c t  S e l e c t i o n )  

- S u p p o r t i n g  Committees: 

- D o c t r i n e  
- Government R e l a t i o n s  
- F,inance/Fund R a i s i n g  
- T r a i n i n g  
- O u t r e a c h / P d b l i c  R e l a t i o n s  
- F e l l o w s h i p s  - I n t e r n a t i o n a l  C o o r d i n a t i o n  

S e c t o r a l  Committee 

- I n f o r m a l  S e c t o r  
- Housing 

E x e c u t i v e  D i r e c t o r  

S t a f f  ~ e ~ a r t r n e n t s  
r I I 

~ d m i n i s  t r a t i . o n /  P r o j e c t  & a l y s i s  & speciai  A c t i v i t i e s  
Account ing  M o n i t o r i n g  - ~ r a i n i n g / T A  

- F u n d r a i s i n g  
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Attachment  4 

BOARD OF DIRECTORS 

P r e s i d e n t  
V i c e  P r e s i d e n t  
S e c r e t a r y  
T r e a s u r e r  
Member 

EXECUTIVE COMMITTEE 
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I n g .  J o s e  L u i s  P ineda  
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Director Bjecutivo 
15 de julio de 1985 
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Pedro Pablo Ramirez 
Coordinador de Actividades Especiales 
01 de febrero de 1986 

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 

D ~ y s i  Alvarado 
Asistente PROALMA I1 
11 de enero de 1988 

Dulce Maria Osorio de Montoya 
Asistente PROALMA I1 
15 de febsero de 1988 

Zadia Iracema Rodriguez 
Secretaria Operacibn de Computodor~ 
22 de julio de 1985 

Manuel de JesGs Ardbn R. 
Conserje 
07 de abril de 1988 

Glori:~ Concepcibn Cambar Rivera 
Aseadora - Ordenanza 
01 de agosto de 1985 

Suyapa Cristina Mejia Zilnige 
Analista 
01 de junio de 1986 

Alejandro Duarte Salgado 
Supervisor de Campo 
16 de abril de 1986 
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Gustavo Adolfo Casulh 
Supervisor de Campo 
16 de abril de 1986 

Moises Mejia alle 
Supervisor de Campo 
16 de octubre de 1987 

Sara Clementina Rosales Ordoiiez 
Secretaria - Recepcionista 
17 de abril de 1986 

Eloisa Acosta de Martinez 
Jefe de Depto de Seguimiento de 
Proyectos 
04 de agosto de 1986 
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A. BACKGROUND 

The Haitian Association of Voluntary Agencies (HAVA) was 
created in 1981 by development and relief organizations which were 
either medium or large in size and had foreign support or orienta- 
tion. Their purpose in creating W J A  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. HAVA1s 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 its 
development philosophy, which places primary importance on 
development as a process initiated and directed by community 
groups, with NGOs acting as partners rather than directing those 
groups. 

In early 1984 a Haitian NGO conducted a needs assessment of 
HAVA. That assessment was the basis of HAVA1s 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 HAVA1s 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 Workerls Center (FWC), to be administered for 
USAID/H by HAVA. The basic purposes of the OPG were to: (i) 
strengthen HAVA1s institutional and technical capacity so that it 
in turn could Itundertake institutional development of individual 
PVOs in Haiti, particularly through promoting concepts of par- 
ticipatory developmentgl; and (ii) "represent the PVO sector in 
Haiti through promoting concerted action in the broadest possible 
sense. It 

In addition to the OPG, USAID/H has been instrumental in the 
GOH1s agreeing to have HAVA utilize $350,000 in Title I1 generated 
funds, and has used HAVA to administer $472,915 in Title I1 
emergency program funds. 

USAID/H has sponsored two evaluations of HAVA1s performance. 
One was i n  mid-1986 and another a s  a follow-up on t h e  f irst  was 
performed in April 1987. This review of HAVA1s operations was 



performed 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 Missionst 
experience with various grouping of NGOs. Fie1.d work for the 
review was conducted in Haiti durhg 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 to six separate activities being assisted by HAVA. (A list 
of the persons interviewed and visits made is given in Attachment 
1.1 

INSTITUTIONAL ORGANIZATION AND EFFECTIVENESS 

Oraanizational 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 of 22 organi- 
zations. Its purposes and functions have evolved; and, 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 two membership 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 
associationts activities. If Charter Members fail to meet the 
latter two conditions, they lose their voting privileges until 
they do. 

HAVAts 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 



organizations are small and weak. Currently about half the member 
organizations are Haitian; 40% are American; and 5% each are 
Canadian or European. About 30% of the member organizations are 
involved in development and 70% in relief. 

The members are the foundation of the association. They 
provide input through their participation in the assemblies as 
well as in the committees and activities of the association. 
There are three General Assembly meetings each year for the 
purposes of defining the basic, long-term direction of the 
association and of setting general policy guidelines in keeping 
with HAVAfs Charter and objectives. Specifically, one assembly 
discusses and approves the annual program plan; one reviews the 
annual progress report on implementation of the plan, and one 
elects the members of the Executive Committee and Committee for 
the Evaluation of Projects (CEP). The Assembly also approves 
changes in by-laws as necessary. 

b. Executive Committee 

The Executive Committee (equivalent to a board of directors) 
is composed of seven representatives who are elected annually by 
the Assembly plus the Executive Director, ex-officio. It consists 
of a president, vice-president, secretary, treasurer and three 
members-at-large. In addition to meeting any specific criteria 
for each position, all members must demonstrate a commitment to 
the development principles in the Charter, a good knowledge of 
HAVA, a record of participation in its activities, and willingness 
and ability to commit the necessary time to do the job. 'I'ne 
current Executive Committee consists of persons active in five 
international and two Haitian NGOs. Most of the members are 
Haitian; one is American. Three are women (See Attachment 2 for a 
list of the current members). 

The function of the Executive Committee is to oversee the 
governance of the association on behalf of the membership. It 
assures that the functioning of the Secretariat is in conformance 
with HAVAfs general policy guidelines, objectives and principles; 
and that the annual plans drawn up by the Secretariat are carried 
out as approved. The Executive Committee approves policies 
proposed by the Secretariat, provided they are in conformance with 
the guidelines approved by the General Assembly. It may also take 
the initiative in proposing policies. The Executive Committee 
meets monthly. 

c. Staff 

The third principal organ of HAVA is the Secretariat or 
staff. The Secretariat provides various support services to the 
membership and the development community. It also plays an 
important role in providing direction to the association by 
providing information to and stimulating reflection among the 



members. The Secretariat helps the members and other development 
organizations achieve the goals and objectives formulated by the 
association and contained in the Charter. 

The Secretariat is headed by the Direction, consisting of the 
Executive Director and the Assistant Director. The Direction is 
responsible for the management and execution of all programs and 
services of the association. It draws up annual plans, and 
proposes policies for approval by the Assembly or the Executive 
Committee. In addition to administrative and accounting staff, 
the HAVA Secretariat includes sections responsible for the 
management and execution of specific programs or services, each 
headed by a Coordinator. (See Attachment 3, Organizational Chart 
of HAVA.) 

Restructurinq 

The recently approved restructuring plan is an effort to 
respond to the changing needs of the association and to provide a 
framework for its future growth. According to HAVA's documents 
and to interviews with the Executive Director, the impetus for the 
restructuring grew out of a conclusion that the organization of 
the association had been overly dependent on the volunteer work of 
its members. It is also clear from several interviews that change 
was hastened by an internal crisis involving the Executive 
Committee, the Direction and the staff. 

As part of this process of restructuring, the Executive 
Cornittee appointed a three-person committee (consisting of the 
Executive Director, Assistant Director and Vice-President of the 
Executive Committee) to assess the situation and draw up a plan. 
The committee performed an in-depth institutional analysis of HAVA 
and an analysis and profile of the membership, based on a random 
sample (15%) of the opinion of member agencies. The effort 
identified as a major structural problem that the participatory 
structure of the association were not well adapted to the real 
situation of the members, and made unrealistic demands on them. 
Specifically, the member survey revealed major problems with the 
role and function of the General Assembly, with the subjects dealt 
with, the participation expected of the members and the manner in 
which they were led. Members felt they should not be required to 
make decisions on specific issues. Furthermore, the members saw 
HAVA as a dual organization. On the one hand, it is a forum for 
exchanging information and promoting concerted action; on the 
other, it provides support services. However, the former struc- 
ture, which was highly dependent on member initiatives and leader- 
ship, was not well adapted to providing services and facilitating 
information exchange and coordination among the whole Haitian 
development community. 

HAVA had initially been structured on the premise of full 
participation by its members in every level of decision making, 



with all initiatives and leadership expected to come from the 
members. Given the great heterogeneity of the membership, 
differing expectations and widely varying degrees of institutional 
development, the levels of participation by the members had varied 
widely; but, for the majority of members, they were low. Assembly 
meetings had never attracted more than half the members--usually 
fewer; and only about one-third could be considered to be active 
participants in HAVA. The committee's analysis concluded that low 
participation was not due to lack of interest but rather to 
inadequate circulation of information and to the above-noted 
structural problems which created inappropriate demands for 
participation. There was also some comment by interviewees that 
extensive participation was not a Haitian cultural characteristic, 
and that political conditions also worked against that participa- 
tion. Furthermore, the fact that HAVA was originally organized by 
US NGOs may have been a factor in creating unrealistic expecta- 
tions of participation by all members. 

Therefore, modifications and clarifications of roles were 
proposed and approved for all participatory structures and for 
certain staff positions. These are reflected in the current 
structures and functions. The major changes were in the roles of 
the Assembly and the Executive Committee vis-a-vis the 
Secretariat. Rather than being expected to initiate policies and 
participate in all decisions, the Assembly now approves plans 
initiated by the Direction and sets general policy guidelines. 
The frequency of assemblies was reduced, and their purposes more 
clearly specified. The Executive Committee is also less involved 
in day-to-day decisions. Its main role is to approve specific 
policies and to ensure that plans and policies are carried out as 
approved by it and by the Assembly. 

The Direction draws up plans, can propose policies, and 
manages implementation of all plans and programs. A major change 
in the Secretariat's role has been brought about by restructuring 
the  Technical Services  s e c t i o n .  Formerly, volunteer sec tora l  
committees representing member organizations were responsible for 
coordinating and supporting NGO activities in the different 
sectors. However, only a few were functional because of excessive 
demands made on membersf time. Now, paid staff coordinators are 
expected to take responsibility for promoting information exchange 
and concerted action, as well as providing technical assistance 
when possible. The volunteer committees have been disbanded. 
Also, the Secretariat's role in sub-project funding has been 
expanded. As a result of these changes, the Secretariat now can 
exercise greater initiative and leadership. 

While it might appear that decreasing expectations of parti- 
cipation by the members would be at odds with HAVAfs professed 
participatory philosophy of development, the consensus among those 
interviewed (representing 13 member organizations) was that these 
structural and functional changes are generally positive. The 



diminished role of the Assembly and the Executive Committee vis-a- 
vis the Secretariat was not seen as a problem by most respondents. 
The general feeling was that extensive member involvement in 
everything was not functional and that things worked better now. 
Relationships between the Executive Committee and staff were 
reported to be good, and clarification of their respective roles 
was regarded as very positive by almost everyone. However, two 
respondents did indicate a feeling that too much was left to the 
staff, and one questioned whether the Assembly's approval of the 
plans--given their sparse and irregular attendance--really 
represents the members' opinions. With regard to the staff's new 
responsibility for sectoral coordination, two respondents 
indicated that the volunteer committees should not be dissolved, 
but should continue to work with the staff coordinators. There 
was also some concern that HAVA cannot afford to hire coordinators 
for all the sectors (currently there is only one, with plans to 
hire one more). Because of the newness of these changes and 
the brevity of our time in Haiti, it was not possible to do more 
than sample current member opinion. The effects of these changes 
can only be more fully and objectively assessed after more time 
has elapsed, and through observation of the Assembly, Executive 
Committee and other meetings in addition to interviews. 

Recommendation - The final AID-funded evaluation of HAVA 
should be scheduled to allow for observation of Assembly and 
Executive Committee meetings and of meetings and other 
interactions between HAVA's staff and the members. Suffi- 
cient time should also be allowed to interview a larger 
sample of member representatives in order to assess 
adequately the impact of these structural and functional 
changes on HAVA. 

2. Personnel 

a. ~om~osition and Qualitv of Staff 

HAVA's staff consists of 20 people. Of these, 12 are in 
management or professional positions. Fifty percent of the 
managerial or professional staff is female, including the 
Executive Director and Assistant Director, the HAVA Fund Coor- 
dinator, the Animation Coordinator and the Office Manager. (See 
Attachment 4 for a list of the staff). As noted above, the staff 
is organized by program areas, plus core administrative and 
accounting functions. Currently, there are sections for Informa- 
tion, Technical Services, Legal Services, Animation and the HAVA 
Fund (sub-project funding). Their functions are described in 
later sections of this report. 

Staff quality appears to be adequate to excellent, judging by 
direct interviews with and observation of staff as well as the 
opinions of Executive Committee members and representatives of 
member organizations. The Executive Director was highly regarded 



by all respondents. However, there is a problem concerning the 
number of staff members. At the time of the evaluation the 
Information and Technical Services areas were lacking coor- 
dinators, and within the Technical Services section there was only 
one sectoral coordinator in place--for Water and Sanitation. 
Candidates were being sought for a second sectoral coordinator 
position in Agriculture. It was asserted that budget restrictions 
do not permit hiring any more sectoral coordinators at the present 
time. Lack of personnel in key sectoral areas, as well as in the 
position of'1nformation Coordinator, is impeding HAVA's ability to 
meet memberst needs; thus it is important that these areas be 
covered as soon as possible. Given the budget problems, other 
alternatives may need to be explored. One suggestion offered was 
that instead of trying to have seven paid sectoral coordinators, 
one or two persons with multisectoral experience be hired to 
assess the technical needs of the NGOs and to arrange the needed 
assistance. Another suggestion was to reinstate the volunteer 
sectoral committees at least as a temporary measure. 

Recommendation - Staffing alternatives for meeting needs for 
sectoral coordination and technical assistance should be 
considered and staff hired as quickly as possible. Mean- 
while, volunteer coordinators and/or committees of members 
should be reinstated and vacant volunteer positions filled. 

b. Personnel Policies and Practices 

Personnel policies and management currently are the subject 
of some controversy in HAVAts Secretariat. Whereas previously the 
Secretariat was managed by the Executive Director in an informal, 
open ~tyle--~lmore like a familygg, as several people put it--during 
the past year there has been increasing emphasis on formalization 
and the creation of a hierarchical structure. Lines of command 
have been established giving the Assistant Director, assisted by 
the Office Manager, responsibility for administrative matters, 
including personnel and accounting. A personnel manual has been 
developed and applied, including performance standards and person- 
nel regulations. The way in which the changes have been made 
appears to have caused some resentment among the staff. The 
current system is seen by some to be in conflict with HAVA's 
development philosophy. They see themselves as working for the 
people, not for a supervisor, but feel they are being forced to 
comply with set hours and rigid regulations as if they were 
working only for money rather than for development. There is a 
feeling that the demands of fieldwork are not sufficiently under- 
stood or taken into account in personnel management, regulations 
and requirements. Furthermore, some staff members appear to hav2 
a sense of insecurity and of not being trusted by the Direction. 
Added to this are feelings that staff members were not suffi- 
ciently consulted during the process of developing personnel 
policies; that some decisions have been made on the basis of 



personality rather than competence; and that there is unwilling- 
ness by the Direction to discuss personnel issues openly with the 
staff . 

The Directors realize there is some resentment, but they may 
not be fully aware of its extent and of the issues involved. 
While it is clear that the former informal, "one on onem manage- 
ment style is no longer practical and that it is advantageous to 
have written policies and procedures, it appears that insufficient 
effort has been made to gain staff understanding and acceptance of 
the needed modifications. It is also clear that some staff 
members see the changes brought about in personal rather than 
institutional terms. Because such perceptions have consequences 
for staff motivation and stability and for a harmonious and 
productive working environment, it is important that these issues 
be addressed. 

Recommendation - The Direction should consult with staff on 
the problems and issues noted, striving for open, productive 
discussion and a clear understanding by all parties of HAVA's 
institutional needs. In light of this, personnel policies 
and procedures should be reviewed. 

Traininq 

There are no provisions regarding staff training in the 
personnel manual, nor does there appear to be much emphasis on 
thisarea at present, although the need is recognized by the 
Direction. Budget constraints are a factor. Some staff members 
have attendedHAVA-sponsored training seminars for NGOs. There is 
also an effort to send office staff on field trips so they have a 
fuller understanding of HAVAfs operations. However, more is 
necessary. Specific training needs mentioned were for management 
training and accounting, particularly for tracking donor accounts. 

Recommendations - When pursuing new institutional support 
funding, provision should be included for resources for staff 
training. 

3. Financial Soundness 

HAVAts budget consists of five separate budgets for each of 
the five major sources of HAVAts funds: the OPG from USAID/H, 
funds from the GOH generated under USAIDts PL 480 program, a grant 
from the Interamerican Foundation (IAF), a grant from CEBEMO/ 
Holland and a grant from the European Economic Community (EEC). 
Budget information is kept on the basis of the cumulative utiliza- 
tion of the multiyear grants from these sources. HAVAts con- 
solidated budget really is a spread-sheet assigning the funds frox 
these sources by major categories. However, the presentation does 
not provide annualized amounts for the multiyear, global support 
being supplied by CEREMO and the EEC. Furthermore, the 



consolidated budget does not include some of the important 
activities of HAVA such as the large emergency projects funded by 
USAIDgs Title I1 program. Thus, there does not appear to be a 
yearly budget which integrates all these sources, and there are no 
consistent budget presentations over time which would permit 
comparative analysis on the evaluation of HAVAgs activities in 
terms of their costs. 

a. Overatins Expenses--Level and Prospects 

Information contained in HAVAgs consolidated budget for 1987- 
1988 indicates that its operating expenses total approximately 
$354,000. (That amount does not include the cost of providing 
seminars and training, of technical assistance in connection with 
the IAF credit program or the subproject funds from USAID/H and 
the IAF.) USAID provides the overwhelming share of those 
expenses--$204,230 from the PL-480 generated resources held by the 
GOH and $100,000 from the USAID/H OPG. ' The balance of $50,000 
from the IAF is used to support the administration of its credit 
program. The small amounts of resources obtained from members1 
dues are used for miscellaneous, off-budget expenses. 

The operating expense budget goes largely for personnel costs 
(62%), office expenses (11%) and vehicle expenses (13%). The 
total of operating expenses represent approximately 73% of the 
total yearly budget of $485,000. (The percentage may be over- 
stated since the total yearly budget does not include the oper- 
ating expenses and the totals for the legal and theatre activities 
being supported by the IAF, CEBEMO and the EEC program. However, 
such overstatement is not likely to be major since, judging by the 
description of those programs, they appear to be structured to 
provide a large share of their support to personnel and office 
expenses.) This is an extraordinarily high percentage. It 
reflects the approach of HAVA of placing emphasis on education 
rather than on moving funds, and using primarily its own staff in 
the effort. It also reflects the fact that almost all of the 
USAID-OPG sub-grant funds and half the IAF credit funds had been 
utilized before the current budget year began. Still, it would 
seem to indicate a need for an analysis of the cost-benefit ratios 
of HAVAgs current and prospective programs. It also indicates 
that increasing HAVAgs staff and other operating expenses to meet 
some of the problems identified in this report will present 
formidable budget problems. 

In the near term HAVAgs operating expense needs will be met 
by the funds which USAID/H added to its OPG grant to support 
HAVAts operations during the period July 1, 1988 through June 30, 
1989. However, the prospects for meeting operating expenses 
beyond the middle of 1989 are unclear. There will be some 
earnings on the funds handled under a recent grant from USAID/H to 
the FWC and under the reimburseable services program. Further- 
more, the support which HAVA is seeking from other donors-- 



principally the Interamerican Development Bank--could include 
support for operating costs; but, based on past experience, it is 
likely that at most it would cover the immediate operating costs 
of the particular programs being supported. HAVA's fund-raising 
effort is not yet well prepared. The IAF-supported credit program 
will not be generating significant repayments even if they were to 
be used for operating costs rather than remaining as part of the 
revolving fund for the credit program. The most likely sources 
for future funds in the magnitude necessary to cover even the 
current level of operating costs are an additional OPG from 
USAID/H or support from the GOH out of funds generated from other 
AID programs.  either of these sources have firm plans to support 
HAVA beyond the current budget year. 

Thus, HAVA is in an unstable situation concerning its 
operating costs. 

Recommendation - HAVA should prepare consolidated yearly 
budgets which are organized according to its program 
categories (not by the sources of financing) and which make 
clear what the costs of each of its major efforts are. 

Recommendation - USAID/H should review with HAVA what are 
the realistic options for financing HAVA's operating expenses 
after mid-1989. 

b. Proaram Funds--Level and Prospects 

The main sources of funds for HAVA's programs (apart from its 
general operating expenses) have been: 

o An OPG in 1984 from USAID/H which provided $49,000 for 
the sub-grants program and $61,000 for training and 
seminars and which was largely utilized prior to the 
beginning of the current budget year. 

o A grant from the GOH of $340,000 of Title I1 emergency 
funds in late 1986 for four large infrastructure 
projects, most of which were completed by April 1988. 

o A grant from the GOH of $96,000 of Title I1 generated 
resources for the sub-grant program and $29,000 for 
seminars and training to be used during the 1987-1988 
budget year. 

o A grant from the IAF for $165,000 made for an agricul- 
ture credit program and semimars and training, of which 
approximately $84,000 was available for use during the 
1987/88 budget year. 



o Grants from IAF, CEBEMO and the EEC of some $112,000 in 
1987 to support training and seminars under the Legal 
Services Program. 

Because of the lack of consolidated budgeting and record keeping 
by HAVA, it is difficult to be precise as to the level of program 
expenditures in the most recent budget year. However, it is clear 
that the amounts available for the grants program have been 
declining. 

The prospects for funding for the programs in the future is 
uncertain. Funds for the current level of the legal services and 
theatre programs are available for the period until 1990, but to 
expand the program additional funds will be needed. The recent 
amendment to the USAID/H OPG provided an additional $150,000; but 
this is for a special grant to the FWC, and is not available for 
the general program. The IAF credit fund has been used. 

The most likely source for funds to maintain the current 
level of activities under the sub-projects and the training and 
seminars program would seem to be: (i) the possible loan from 
the IDB for $300,000 to $400,000 for an expansion of the current 
agriculture credit fund and an accompanying grant to provide 
technical assistance for the program; and (ii) a possible grant 
from the GOH of Title I1 funds currently frozen by USAID/H in 
response to the political situation in Haiti. At the time of the 
evaluatorst visit to Haiti, confidentia1,negotiations between 
USAID/H and the GOH were underway concerning the various possible 
uses of the frozen assets, and HAVA was working on the proposal 
which the IDB had encouraged it to present in December 1988. If 
the GOH-USAID/H negotiations do not provide financial support to 
the general programs of HAVA in the near future, HAVAts sub- 
projects programs will very substantially decline; and if the 
proposal to the IDB is not successful, they may all but cease to 
exist. Even if the proposal is successful, it will result in 
HAVAts undertaking a repayment obligation which will not be easy 
to meet while still carrying forward the philosophy of the 
program. Furthermore, the handling of special grants such as the 
one from USAID/H to FWC may interfere with HAVAts ability to carry 
out its own program. 

Recommendation - HAVA should review the strategy of develop- 
ment it has adopted from the point of view of its com- 
patibility with the likely sources of financial support for 
its programs. 

c. Fund Raisins--Methods, Level and Pros~ects 

HAVA has shown that it is able to attract support from 
various development agencies. While most of its resources have 
been provided by USLID/H or the GOH with resources generated under 



AID programs, HAVA also has obtained substantial support from IAF 
and CEBEMO, as well as assistance from the EEC and UNICEF. 

HAVA continues to place emphasis on obtaining support from 
external development agencies. As noted above, it plans to submit 
a proposal for substantial assistance to the IDB in December 1988, 
and it sees the EEC and the Canadian Government as good sources of 
future support, with secondary importance being assigned to 
private foundations. However, HAVA does not yet have a strategy 
for generating external support, and it is still in the stage of 
preparing improved background material on itself as an institu- 
tion. No staff member, apart from the Director, is charged 
specifically with the task; and the Executive Committee of the 
Assembly has not yet made the development of the fundraising 
program a priority. 

HAVA's fundraising within Haiti has been limited to obtaining 
GOH funds which were generated under other AID programs. The 
success in obtaining those funds largely is the result of the 
influence of USAID/H. That situation is likely to continue in the 
future. Indeed, there appears to be a conviction among the staff 
and some observers that it is fruitless to try to raise funds 
domestically, and some wonder whether to do so would make HAVA 
subject to non-development influences. HAVA has postponed any 
local public relations effort to the indefinite future, and does 
not appear to plan any effort targeted on such possible sources of 
funding as the local offices of multinational companies or 
socially prominent and professional individuals. However, it 
would seem to be defeatist not to even make an attempt. 

To date HAVA has not sought assistance from other organiza- 
tions or from development agencies in preparing a fundraising 
program. 

Recommendation - HAVA should place increased emphasis on the 
preparation of a strategy and plan for fundraising. That 
effort should include at least a pilot effort in trying to 
raise funds domestically, and might include approaching more 
experienced organizations to assist it in its efforts. It 
should consider the possibility of incorporating in its 
strategy a system for assisting members to find funding for 
specific sizeable projects which they may have prepared, as 
long as those projects are consistent with HAVA's development 
approach. 

d. Reimburseable Services--Nature and Prospects 

HAVA was founded as, and has always considered itself to be, 
a service organization for NGOs operating in Haiti. In the 
beginning the services offered were limited and free. The most 
important was assistance to NGOs in obtaining official registra- 
tion with the Ministry of Planning. Later the variety of services 



increased, and HAVA began to charge a fee for some of them. A 
1986 evaluation of HAVA's operations financed by AID recommended 
that HAVA give priority to providing NGOs with services in 
procurement, bookkeeping and training; and that those services be 
provided on a fee basis to help HAVA cover its operating costs. 
The evaluation recommended that a separate department be created 
in HAVA to organize and provide those services, and that it be 
staffed with at least one new professional employee. The evalua- 
tion also recommended that the implementation of such services for 
fees be gradual in order to ascertain their feasibility and the 
demand for them. It also suggested that there be a sliding fee 
scale dependent on the particular NGO's ability to pay. 

In response to the 1986 evaluation a reimburseable services 
manager was appointed in December of that year. A special 
evaluation in April 1987 found that the program was doing well; 
had covered its monthly operating costs; and was likely to be able 
to expand substantially. However, in the HAVA staff study of a 
year later, it was asserted that most of the services either were 
not covering their costs or were being utilized mainly by the 
larger NGOs who probably could perform them by themselves in any 
event. As a result, HAVA reduced the services it offers to member 
NGOs to assistance with registering with the Ministry of Planning, 
utilization of the HAVA computer system, photocopying, use of 
microfiche and appropriate technology libraries, and package 
delivery into and out of Haiti. The first two services are 
provided free of charge; the others are on a fee basis. 

The cut-back in HAVA's services program is subject to some 
criticism. Some argue that the program lost money because of 
inefficiencies in its operation rather than because of a lack of 
demand for them. Some persons interviewed asserted that indeed 
there was an unmet need for services which could be afforded were 
the services to be available on the basis of ability to pay. 
(Bulk purchasing was one example given.) Others observed that 
HAVA is leaving the impression that it is more interested in 
conducting its own programs (such as the credit fund) than in 
providing services to members. Whether or not these criticisms 
are valid, the current situation is that HAVA does not see the use 
of reimburseable services as an important source of generating 
income to cover its operating costs; and it does not give the 
program high priority in trying to meet the needs of its members. 

Recommendation - As part of its effort to place more 
emphasis on being responsive to its members' concerns, HAVA 
might review its analysis of the demand for and cost of 
providing administrative and other services for its members. 

e. Financial Analvsis, Controls and Audits 

HAVA's accounting system already has been the subject of two 
contracted, internal audits which were reviewed by USAID/H, and 



which indicated no serious problems in HAVAfs handling of funds. 
However, HAVA is still elaborating and refining its administrative 
arrangements concerning budget formats and analyses. Monthly 
reporting on the status of the utilization of funds from USAID/H 
and from the GOH has been put in place, and work is proceeding on 
reporting for the other sources of funds for HAVAfs programs. 
However, as indicated above, there is not yet an integrated, 
yearly budget for HAVA as an organization. Partly as a conse- 
quence, HAVA does not attempt to perform cost-benefit reviews of 
its various programs, and it is even difficult to be sure what in 
fact is the status of HAVAfs yearly budget plans. As indicated 
below, further training of HAVAfs personnel is needed in financial 
accounting. Once that is accomplished, consideration should be 
given to seeking training in the conduct of cost-benefit analysis 
by program component. 

4. Institutional Planninq, Proqramminq and Evaluation 

HAVA has a yearly workplan for each of its major activities 
listing the activities to take place each month. However, it does 
not yet have in place a planning, programming and evaluation 
system. Apart from the Director, no one on the staff of HAVA is 
charged with the responsibility for planning and evaluation. This 
is not to say that HAVA is not thoughtful about itself. Clearly 
it is, as is evidenced by the staff study and restructuring effort 
which was conducted in April 1988 and has been discussed elsewhere 
in this report. Nevertheless, that effort was an extraordinary 
one taking place during a time in which the Executive Director and 
the Assistant Director had resigned their positions and were 
devoted full time to the institutional review. It was not part, 
or evidence, of the existence of a system for planning and 
evaluation. 

There is not yet a long-range institutional development plan 
to carry out the objectives which were adopted in the restruc- 
turing effort or to meet the several institutional problems dis- 
cussed in this report. The previous evaluation of HAVA recom- 
mended that it adopt a strategy for assisting its NGO members. 
Although attention has been paid to this topic, a comprehensive 
strategy has not been worked out yet. HAVAfs staff recognizes the 
desirability of having such an institutional plan and strategy, 
and has undertaken some discussions aimed at assuring the 
consistency and compatibility of the various objectives which have 
been adopted. They acknowledge that they could use help in 
preparing the plan, but they have not yet identified the specific 
types of help they want or the probable sources from which it 
might be obtained. 

HAVAfs Water Sector Committee did produce a five-year (1987- 
1992) plan for a potable viater supply program for rural commu- 
nities. This is the result of the previous approach of HAVA in 
organizing its efforts through sector committees rather than 



centrally, and of the exceptionally active participation by 
members of the Water Sector Committee. Other sectors are unlikely 
to produce similar work under the reorganization of HAVAfs 
structure described previously. 

One aspect of HAVAfs strategy which has been discussed in the 
past is the desirability of regionalizing its services. Some 
steps have been taken on regionalization. For instance, there 
have been seminars held in the interior of the country, and there 
is now a sub-project field representative stationed in the north 
of the country. However, much remains to be done if that concept 
of operations is to be implemented. Political conditions have 
hindered going forward with such implementation; but so has a lack 
of priority given to the effort by HAVAfs staff. 

HAVA has not adopted a system for conducting evaluations of 
its performance and that of the NGOs and beneficiary groups which 
it assists. The HAVA Fund is trying to learn from its experience, 
and overall evaluations of HAVAfs development and performance were 
conducted in July 1986 and in April 1987 by contract persons 
financed by USAID/H. Furthermore, in January 1989 there will be 
an analysis financed by IAF to identify progress indicators for 
the sub-projects being financed by that institution. However, 
there does not appear to be any work being done on a system for 
HAVA to produce evaluations of its own performance and of its 
component programs. 

Recommendation - HAVA should seek to install an internal 
capacity to plan its institutional development and to conduct 
analyses and evaluations of its own progress and that of its 
programs. It should seek the technical assistance and 
training necessary for it to be able to achieve such a 
capacity and a system for utilizing that capacity. In any 
future support to HAVA, USAID/H specifically should address 
this aspect of HAVAfs institutional development. 

5. Publicity and Dissemination of Information 

From its founding HAVA has been seen as a mechanism for the 
NGO sector to explain itself and its purposes to the general 
public and for its members to become better informed concerning 
developments affecting their work and for achieving mutual 
reinforcement of their efforts. As HAVA developed and offered 
services and financing it also became important for it to provide 
information to its members concerning the nature and availability 
of those services. 

HAVA has utilized several methods for carrying out this 
responsibility. There are, of course, the periodic meetings of 
the Assembly at which information is supplied and the major issues 
facing the organization are discussed. HAVA publishes an annual 
report summarizing its activities, special reports such as the 



study conducted by the Executive Director and the Assistant 
Director of organizational matters, and a bimonthly six-page news- 
tabloid in English, French and Creole giving information about the 
activities of HAVA, its members and interested assistance agen- 
cies. It also publishes materials for and summaries of seminars 
and other types of training events. 

All of these methods have had some degree of effectiveness, 
but have also been the subject of criticism. Attendance at the 
meetings of the Assembly has been low, and many observers doubt 
that they are a good way to provide important information--or even 
organize (as distinct from ratify) institutional responses. The 
annual reports are very summary, and not aimed at eliciting 
responses or action. The special reports are not frequent enough 
to be an important source of general information. The impact and 
utility of the news-tabloid were of sufficient doubt that its 
publication recently has been suspended while its format and 
content are reconsidered by the staff. .The training materials are 
not circulated widely. As indicated elsewhere in this report, the 
most general criticism of HAVA by its members seems to be that 
HAVA is not supplying them with as much information as they expect 
to receive. While accepting this criticism, the staff observes 
that many of the members themselves do not utilize the information 
channels which do exist; and that many of them in fact have only a 
minimal interest in HAVA. 

Despite the shortfalls in its information efforts, HAVAfs 
reputation in Haiti seems to be good and to have improved over 
time. The issue is how its information efforts can be improved to 
better serve its membersf interests. The current thought of the 
staff and of the Executive Committee is to try to increase the 
personal contacts between the staff and the member NGOs--including 
middle-level members of the NGO staffs--and to devote more 
attention to ways to obtain more feedback from the members. These 
are useful steps to take, assuming that the staff can make the 
time available for significantly greater personal contacts. 
However, it is unlikely that HAVA will be able to meet all the 
information expectations at once, if ever; and thus it will need 
to adopt some priorities among the major information needs 
identified. 

The main types of information needed are likely to be 
information concerning: (i) the plans and decisions of the GOH 
geared to organizing a HAVA response or position; (ii) HAVAfs own 
programs and services geared to enabling members to utilize them; 
(iii) services and financing available to members from sources 
other than HAVA; (iv) technology of interest to membersf programs; 
(v) organizational techniques and sources for assistance in 
improving organization performance; (vi) the availability of 
national and foreign experts on the main areas of interest to 
members; and (vii) members' own activities geared to achieving 
mutual reinforcement or even coordination of those activities. 



HAVA plans to make a start on the last topic by publishing infor- 
mation on the basic programs of its members which was gathered in 
a recent survey. Once it is determined (probably through a survey 
of members) which of these information needs have the greatest 
priority, HAVA can better devise a plan for obtaining and dis- 
tributing the information. As part of any such plan HAVA will 
have to consider ways to utilize computer-based techniques more 
fully. 

Obviously the scope of the information system potentially is 
very broad, and making choices of priorities is far from easy. 
Indeed, the choices will need to reflect the priorities adopted in 
the institutional development plan and program strategy or they 
will undermine those priorities. Thus these decisions should be 
part of the improved planning process recommended above. 

Recommendation - HAVA should review its priorities for the 
gathering and distribution of infomation to assure that 
priority is given to information most wanted by members and 
most supportive of the goals and strategy adopted in the 
institutional development plan and program strategy. 

6. Pre~aration, Review and Selection of Sub-Proiects 

a. Obiectives and Priorities 

Sub-projects are funded through the HAVA Fund, which supports 
both'NGOs and groups of beneficiaries with grants and credit. 
However, HAVA does not consider itself to be a funding agency; the 
real purpose of its funding program is education. HAVA sees 
funding as a means of helping organizations and groups become 
stronger, acquire more skills and increase their capacity to act 
on their own behalf. In accordance with the HAVA Charter, 
organizations are encouraged to develop and apply participatory 
approaches within the framework of development projects which will 
contribute to the long-term, sustainable development of grassroots 
communities. 

In addition to demonstrating non-discrimination with regard 
to race, religion, sex or political affiliation, all sub-projects 
funded by HAVA must conform to the following fundamental prin- 
ciples of the HAVA Charter. Projects must: 

o develop out of a process in which the participants 
identify their own needs and solutions; 

o seek to address factors which directly contribute to 
under-development; 

o include or result from an educational process through 
which the community beneficiaries obtain the knowledge 
necessary to attain independence and autonomy; 



o identify and utilize all human and material community 
resources available; 

o clearly formulate project activities and place them in 
the context of long-term development, to ensure their 
sustainability; 

o consider welfare or assistance activities not as an end 
but as a temporary measure within a long-term 
development context; and 

o provide evidence of innovation or potential 
replicability in other areas of the country. 

Priority is given to projects which: 

o are submitted by small local organizations and/or by 
community-based groups; 

o involve women in the development process; 

o deal with agricultural production and soil conservation; 
and 

o promote the formation of base groups. 

HAVAts grant program provides small grants to organizations 
and groups in order to help them develop their capacity to carry 
out small-scale development projects on their own. Some larger 
grants are made to established NGOs (depending on funds available) 
for larger-scale projects, but these too must emphasize community 
participation. They may also be used to support concerted action 
or collaborative projects among different NGOs. Grants for 
projects may be requested by HAVA member agencies; by non-member 
agencies with an established track record; or by non-member 
agencies or groups sponsored by a member agency. All must parti- 
cipate in a workshop on the HAVA Fund's objectives. 

The HAVA Fund credit program provides assisted credit to 
community groups--small loans at development rates accompanied by 
technical assistance and support. Its emphasis is on developing 
nanagement skills in handling credit which will enable the 
community group to become both economically and organizationally 
more self-reliant. Most of the funds are used for agricultural 
production. Established national or international NGOs may serve 
only as sponsors or pass-through mechanisms for the credit funds, 
which are to go entirely to the community group. Eligibility is 
the same as for grants, except that any legally constituted agency 
with an established track record may sponsor a community group ( i r  
practice, community groups can also receive credit without an 
agency sponsor, although this does not appear in the written 



criteria). Any agency or group requesting loan funds must 
participate in the full training cycle for the credit program. 

Direct Fundinq of Beneficiary Groups--Pros and Cons. HAVA 
has developed a well-defined philosophy of participatory, 
grassroots development. Its emphasis is on promoting autonomy at 
the community level. NGOs are seen as partners to community 
groups, helping them to develop their skills and capacities to 
become increasingly autonomous, rather than as the primary 
beneficiaries of the program. Hence, HAVAts funding program is 
directed toward strengthening community groups and educating the 
NGOs to help strengthen them, not toward funding or strengthening 
the NGOs per se. HAVAts stated purpose in funding projects is to 
demonstrate the efficacy of a participatory development approach 
to the communities and to the NGOs, many of which are still highly 
involved in dependency-creating relief work, and to develop their 
motivation and capacity to work in grassroots development. 
Additional justifications advanced by HAVA for direct funding of 
community groups is its desire to develop a model for such 
programs to be transmitted to NGOs for replication, and the fact 
that many NGOs are still incapable or unwilling to meet the 
responsibilities for preparing and implementing such programs. 

Clearly, this approach is congruent with HAVAfs stated 
purpose of promoting participatory development and concerted 
action among all development actors. However, the preference for 
directly funding grassroots community groups, particularly in the 
credit program, is unusual; and it has led to some confusion and 
criticism of HAVA among the NGOs. Not all clearly perceive the 
educational purpose or I1demonstration" character of HAVAts direct 
funding of grassroots groups; indeed, some see direct relations 
between HAVA and the community groups as amounting to competition 
by HAVA with the NGOs and as another example of HAVAts not 
listening enough to its members. One reason for this misunder- 
standing is that the basic purpose of the program and associated 
eligibility and selection criteria for working with NGOs and 
community groups are not sufficiently clear. The differences 
between NGOs and community groups are not clearly defined-- 
particularly for small, local NGOs. The conditions under which 
funding goes to a community group with or without an NGO "sponsor" 
are not defined. The role of the sponsor is not defined, nor are 
there any clear guidelines for effectively involving the sponsor- 
ing NGO in the work with the groups. There is no indication 
whether, given the educational objective, preference would be 
given to projects sponsored by NGCs with the greatest demonstrated 
potential for spreading the knowledge gained. Furthermore, there 
appears to be some contradiction between the stated objective of 
replicability and the practice of funding local community groups 
with no sponsor to act as a mechanism to transmit the experience 
to other groups. Indeed, transmission of a HAVA-developed modei 
to NGOs would be facilitated by involving the NGOs in the process 



rather than presenting them with a Ifready made1# model in which 
they have had no participation. 

It is legitimate to use a funding program for educational 
purposes, but the educational intent and objectives should be 
clear and specific, and results should be evaluable. The HAVA 
program could be more effective in meeting its educational 
objective and avoiding misunderstanding of its purposes by NGOs if 
it would expand and clarify its materials on its funding program 
and seek to ensure a participatory approach with regard to NGOs as 
well as community beneficiaries. 

Recommendation - HAVA Fund materials should be revised to 
clarify educational objectives vis-a-vis the NGOs: 

o The criteria for funding projects should give clear 
preference to community groups with an NGO sponsor in 
order to facilitate the transmission of experience to 
other communities and thereby support replicability. 
Funding of non-sponsored, beneficiary-level community 
groups should occur only if there is no possible NGO 
sponsor and the community group is linked in some type 
of federation with other groups which could learn and 
benefit from its experience. 

o Criteria for NGO sponsors should take into account their 
ability to learn from the project and to disseminate the 
knowledge to other communities: 

o The role and responsibility of the NGO sponsor should be 
defined so that its performance can be monitored in 
order to judge the projectfs educational effect and 
evaluate the efficacy of using funding as an educational 
tool. 

Criteria and Procedures 

Criteria. The selection criteria fcr either grant or loan 
projects are based on the foregoing list of Charter principles. 
(See Attachments for list of the criteria.) They are directed 
principally toward ensuring participatory projects with optimum 
beneficiary impact. As noted above, there is very little emphasis 
on developing the institutional capacity of NGOs. While simply 
trying to comply with these criteria would have some educational 
benefit for an NGO, there should be some more specific examination 
of NGO capabilities in order to improve both project selection and 
monitoring and evaluation of results. 

Recommendation - Specific criteria should be developed to 
assess the institutional development of NGOs, whether as 
sponsors or as direct grantees. These criteria should 
examine the NGOsf project planning and proposal develcpment 



process, implementation methodology, and monitoring and 
evaluation capability, and should also serve as indicators 
for performance monitoring and evaluation. 

Procedures. The HAVA Fund is under the governance of the 
Committee for the Evaluation of Projects (CEP), an independent and 
autonomous committee of four members elected by the General 
Assembly and one representative appointed by the Direction. Under 
the recent restructuring the CEP has been reduced in size from the 
previous six permanent and ex-officio members, plus a varying 
number of advisory members. The frequency of meetings has been 
changed from monthly to bimonthly. The possible conflict of 
interest of members of the Committee who also represent or work 
for members NGOs which might be seeking HAVA's financing for 
larger projects is not considered to be a serious problem by HAVA 
staff and members. 

Project selection procedures have also undergone a change as 
part of the restructuring. Formerly the CEP evaluated and 
approved all project proposals at its monthly meetings. Now the 
HAVA Fund staff evaluates all projects up to $5,000, and final 
approval is granted by the Chair of the CEP rather than the entire 
committee. The CEP evaluates and approves all projects over 
$5,000. The purpose of the change is to enable the HAVA Fund to 
function more effectively by allowing the staff to respond more 
quickly to funding requests, to eliminate the problems caused by 
the absence of a quorum at CEP meetings, and to diminish pressure 
on the CEP members. Since a large majority of HAVA's grants and 
all its loans under the credit program are under $5,000, the 
effect of these changes has been to substantially reduce the 
direct role of the CEP. Current and former CEP members inter- 
viewed either viewed this change positively or expressed no 
negative reactions to it. There were no objections to it at the 
Assembly in which it was approved. As with the structural changes 
described earlier, the impact of this modification on HAVA's 
program should be assessed in the next evaluation. 

Project review and approval procedures can be summarized as 
follows: 

o When contacted by an eligible agency or group, HAVA's 
staff provides copies of its guidelines, criteria and 
application form. 

o When the completed application is returned and all 
information is complete, the staff may make a field 
visit for additional information; it then prepares a 
dossier on the project including the staff's evaluation. 

o The staff evaluation/dossier is presented either to the 
CEP Chair or to the full CEP for approval. 



o The staff informs the requesting agency of the decision, 
in writing. 

o If the project is approved, the staff prepares a formal 
agreement and secures the necessary signatures. The 
requesting agency then receives a copy of the agreement 
together with the funds disbursement, plus financial 
report and midterm and final evaluation forms. 

This process is commendably brief and simple, in part due to 
the fact that the whole process is handled by HAVA--no right of 
sub-project approval is reserved by current donors. In order to 
keep this advantage and guard its ability to follow its own 
development philosophy, HAVA is trying to build similar autonomy 
in approving sub-projects into new funding agreements with donors. 
Only one of the persons interviewed voiced any complaint with 
regard to HAVA funding--that it required too much paperwork--and 
this was for an early grant, before the' current procedures had 
been developed. All indications are that the current process 
works well. 

c. Volume and Quality of Proposals 

19 proposals were received under the grant program in 1985, 
its first year of operation. Of these, eight were approved and 11 
rejected. In 1986, 18 proposals were received, with five approved 
(though one was later cancelled) , six rejected, two funded through 
other means and five left pending. Twelve proposals were received 
in 1987, of which four were approved (including one transferred by 
the credit program), six rejected, one funded by other means and 
one left pending. To date, 32 proposals have been received in 
1988; only six have been approved, seven rejected, and the rest 
are pending. To date under the grant program 28% of the proposals 
received have been approved and 30% rejected; 38% have been left 
pending. The great majority of proposals have come from local 
NGOs or community groups. Only an estimated 7% have come from 
international NGOs. 

Under the credit program in 1987 (the program's first year), 
30 proposals were received of which seven were rejected, 12 
approved and 11 left pending. Of the last, only one was finally 
approved in 1988; two were transferred to the grant program, and 
three others were carried over to 1988, of which one was cancelled 
and two are still pending. The others apparently were dropped. 
Thirty new proposals (in addition to the four carryovers) were 
received in 1988, of which to date 14 have been approved, two 
cancelled, and the rest are pending. None have yet been rejected. 
As with the grants, most credit proposals have come from community 
groups directly or from those sponsored by local NGOs. About 20% 
have come from groups sponsored by international NGOs. For the 
credit program, about 45% of proposals received have been approved 



and only 12% rejected. The following table summarizes the above 
information: 

Other 
Received A~proved Rejected Pendinq Pendinq 

Grant Program 

Credit Program 

The high number of pending proposals probably indicates a 
lack of sufficient information and/or inability of groups or 
organizations to prepare adequate proposals. HAVA provides some 
training and assistance to groups in preparing proposals and tries 
to determine and meet the needs of NGOs as expressed in their 
applications. However, this does not appear to be an area of 
great concern to HAVA, since it does not consider itself to be 
basically a funding program. However, if HAVA is to meet its 
objectives of using the program as a model and means to train and 
develop the groups and NGOs, it should give greater attention to 
their institutional development, including their ability to 
prepare adequate proposals. 

Recommendation - HAVA should provide more specific guidance 
and technical assistance in proposal development to its 
applicants--and, if possible, to the wider community-- 
particularly to NGOs which can then pass these skills on to 
current and future community groups with which they are 
involved. 

7 .  Sub-~roi ect Monitorinq 

HAVA has undertaken a large monitoring responsibility--one 
that is larger than was originally anticipated. This is due to 
several factors. First, as discussed previously, HAVA has 
undertaken to work directly with beneficiary groups or, while 
working nominally with the member NGOs, has assumed primary 
responsibility for following the actions of those groups rather 
than relying on the NGOs to do so. This is due principally to 
HAVA's conclusion that many NGOs are not up to the task. Second, 
HAVA consciously has tried to undertake activities throughout 
Haiti rather than seek to concentrate in areas easily accessible 



to the capital. Third, HAVA has accepted the responsibility for 
administering the relatively large infrastructure projects 
financed by USAID/Hfs Title I1 emergency program. These projects 
were different in scope and nature from the ones usually supported 
by the HAVA Fund, and thus they required somewhat different 
monitoring approaches. This added dimension of handling special 
programs is being continued through HAVAfs having accepted the 
responsibility for administering the USAID/H grant to the FWC. 

To date HAVA appears to be meeting its monitoring respon- 
sibilities. All four members of the HAVA Fund division make field 
visits, which are scheduled to take place at each of the major 
steps involved in the preparation and execution of the projects by 
the beneficiary groups. A representative of the Fund is located 
in the northern part of the country to facilitate this work. 
Furthermore, special coordinators were hired to address the 
responsibilities of administering the infrastructure projects 
funded by USAID/H and the programs funded by CEBEMO and the EEC. 
There are plans to increase the staff of the Fund to be able to 
provide more technical assistance to the groups, and that increase 
in staff also should permit better monitoring of the subprojects 
as well as undertaking evaluations of the progress of the groups 
and the impact of the subprojects. However, this step is subject 
to the availability of budget resources. 

Of course there are improvements that need to be made. There 
should be greater systematization (and computerization) of infor- 
mation arising from the field visits. A system is needed fur 
comparing the relative progress among groups and sub-projects and 
for providing status reports to the Executive Committee on the 
various parts of the program--in part to compel the staff to 
organize its information concerning the core program, as it must 
in providing reports to USAID/H on the special programs which it 
handles on USAIDfs behalf. However, the key issue facing the 
monitoring work of HAVA is the extent to which it should be 
assuming direct responsibility for the conduct and monitoring of 
the sub-projects. This is part of the larger issue, discussed 
previously, of whether HAVA should be placing its emphasis on 
preparing and assisting NGOs to administer sub-projects or letting 
itself become the direct motivator and implementor of such 
projects. 

8. Use of External Assistance 

HAVAfs creation was brought about by the actions of several 
international NGOs active in Haiti. Furthermore, nearly all of 
HAVAfs financial resources have been obtained from external 
sources or from GOH funds generated by programs of USAID/H. Thus 
one could say that HAVA owes its very existence to external 
assistance. However, that would overstate the importance of 
external influences in the development of HAVA and its programs. 
In contrast to NGO associations elsewhere, HAVA has not had 



resident external advisors to help it organize itself and its 
programs, and the supervision of its activities by the donor 
agencies has been relatively general. In short, despite its 
reliance on external funding, HAVA has been largely in charge of 
its own development and performance and has relied largely on 
Haitian personnel and experience in its efforts. 

This is not to say that HAVA has not been open to technical 
advice from external agencies. It has. For instance, it received 
assistance from PACT and the Pan American Development Foundation 
in organizing workshops for its members in accounting, in the use 
of computer programs, in planning and analysis and in staff 
training programs; its own staff has attended training sessions in 
fundraising conducted by those organizations; and it has utilized 
studies of such topics as the use of reimburseable services which 
were financed by those organizations. 

The staff appears to appreciate that HAVA might benefit from 
additional technical and organizational advice from external 
agencies. However, they are cautious in seeking that assistance-- 
especially on a long-term or in-country resident basis. (For 
instance, HAVA did not pursue the possibility of seeking funding 
for long-term technical assistance from PACT since it concluded 
that PACT was more interested in assisting in the moving of 
project funds and less interested in the educational and group 
support work which HAVA saw as its first priority.) Certainly 
care should be exercised in agreeing to substantial technical 
assistance, since the organization would have to devote staff time 
and resources to any such effort in order to be successful, and 
HAVA does not want to recreate the impression that it is basically 
oriented to the views and wishes of external agencies. However, 
the number and importance of the issues and problems facing HAVA 
would seem to demand a quantum increase in HAVA's institutional 
capability, and it seems doubtful that such an increase will be 
possible without substantial technical and organizational 
assistance from outside Haiti. 

Recommendation - HAVA should review its attitude toward the 
utilization of technical assistance by external agencies in 
the planning and execution of its programs. In any future 
support for HAVA, USAID/H should analyze how external support 
might better be utilized to assist in HAVA's institutional 
strengthening. 

NATURE AND EFFECTIVENESS OF PROGRAM 

Representation and Coordination of the NGO Sector 

HAVA has made headway on this aspect of its work, but needs 
to put more attention to improving its communication with its own 
members. 



a. Relationship with Member and Non-Member NGOs 

HAVA is seen by its members as a forum--a means for 
exchanging information and experience and promoting concerted 
action. A 1988 membership survey indicated that most members saw 
this as HAVA's principal function; and the evaluators' interviews 
with member organizations confirmed that they see this as a major 
role for HAVA. Most of those interviewed indicated that HAVA is 
fulfilling these functions effectively, with the exception of the 
dissemination of information which most wanted improved. The 
Water and Sanitation and the Women-in-Development Committees are 
the ones which have achieved the most in fostering common actions. 
In addition, as noted earlier, HAVA has a service role--indeed, a 
minority of its members see providing services as HAVA's most 
important function. Most of those interviewed saw the services 
provided as being useful, although there was some expression of 
dissatisfaction that HAVA was not more aggressive in adding to its 
range of services. 

However, HAVA's basic functions go beyond simply representing 
its members' common interests and providing a means for informa- 
tion exchange and coordination. With the adoption of the Charter 
in 1986, HAVA has also sought to promote participatory development 
concepts and practices among its members and to reach beyond its 
membership in order to work with a wider range of NGOs, community 
groups and others compatible with HAVA's goals and criteria. As 
already noted, an important factor motivating this approach is the 
perceived lack of a development orientation among Haitian NGOs, 
since most are engaged in short-term relief work rather than in 
long-term participatory development. While this is still true of 
the majority of both member and non-member NGOs, HAVA's emphasis 
on participatory development does not seem to have alienated the 
relief-oriented organizations--no members protested or resigned 
due to adoption of the Charter, and membership has grown since its 
adoption. There has been some discussion within HAVA as to 
whether members who do not conform to Charter principles should be 
allowed to participate. The consensus has been that they should 
be, since one of HAVA's missions is to educate and influence them 
toward a more developmental orientation. 

HAVA's relationships with the NGO community in general appear 
to be good. Of the small sample of member organizations inter- 
viewed, most had a good opinion of HAVA, and indicated that it is 
quite well-accepted by the broader NGO community as well. How- 
ever, there were several observations that more could be done with 
regard to outreach, determining NGO needs and disseminating 
information on HAVA and its objectives. HAVA's shortfalls in 
these aspects were attributed to the large amount of time which 
was consumed in preparing for the restructuring of the 
organization and in overcoming the internal tensions which had 
arisen within it. HAVA is aware of these deficiencies, and has 



plans to try to improve its outreach. This should be a priority 
activity. 

Relationship with the Government of Haiti 

Virtually everyone interviewed sees HAVA as a potentially 
useful intermediary between NGOs and the Haitian Government. Its 
most important functions are considered to be those of monitoring 
the government's intentions, interpreting and disseminating 
information.to NGOs on laws and decrees, and representing NGOs in 
negotiations with the government to avoid or ameliorate restric- 
tive laws. Given recent political conditions in Haiti, the degree 
of optimism as to the potential effectiveness of such efforts 
varied. Several respondents noted that HAVA had already had some 
impact in defending human rights and the right of NGOs to work 
with the poor without interference, and that HAVA was instrumental 
in getting a jailed NGO field-worker released last year. The 
general feeling, however, was that it is important that relations 
with the government stress cooperation and collaboration rather 
than confrontation. 

There has been a fair amount of collaboration between HAVA 
and the GOH although HAVA has not continued its participation in 
the government's Mixed Activities Coordinating Conference because 
that entity was not really doing anything. The GOH has provided 
support to HAVA in the recent past through agreements with USAID 
for the use of Title I1 funds. HAVA has also collaborated with 
government agencies in various activities such as literacy, 
disaster relief and water and sanitation. However, given the 
unstable political conditions facing Haiti, it cannot be assumed 
that a smooth relationship between HAVA and the GOH will be 
possible or easily achieved. 

Relationships with Other Asencies 

In addition to its relationship with USAID and other current 
and potential donors, HAVA also maintains institutional relation- 
ships with a wide variety of international organizations in its 
efforts to promote information exchange and grassroots develop- 
ment. HAVA has collaborated with various United Nations agencies, 
including the UN Development Program, the Disaster Relief 
Organization, the Food and Agriculture Organization, the Interna- 
tional Labor Office and UNICEF. HAVA representatives have 
at.tended various international seminars, and have emphasized 
networking with other organizations sharing the same development 
goals. Two members of the HAVA Fund staff are scheduled to visit 
FOPRIDEH in Honduras to share experience in funding development 
projects . 



2. Financial S u ~ ~ o r t  for NGOs 

a. Size and Nature of Proqrams 

As already noted, the funding of projects is not HAVA's main 
purpose--the funding program is a means to educate NGOs and 
communities in participatory development. Consequently the HAVA 
Fund programs are rather small. 

To date, the credit program, which has been in operation 
since 1987 with support from the Inter-American Foundation, has 
lent a total of $54,335 for 26 projects. Amounts for individual 
projects have ranged from $800 to $3,450, with an average of just 
over $2,000. All the approved projects have involved credit for 
small-scale agricultural production, processing or marketing at 
subsidized interest rates of 9% to 12%. All loans have gone 
directly to beneficiary groups; about two-thirds of the approved 
loans have gone to groups sponsored by NGOs, about 65% of which 
are Haitian. To date repayment schedules have been complied with. 
Two groups have completely repaid their loans and have requested 
additional loans to extend their activities. 

The small grant program began in 1985 with $50,000 in AID 
funding. This amount was fully allocated by 1986; since then 
funds for grants have been drawn from PL-480 Title I1 funds. 
Since 1985 an approximate total of $64,000 has been allocated for 
22 grant projects, ranging in size from $600 to $5,000; the 
average is just under $3,000. About 40% of the grants have gone 
to Haitian NGOs, 27% to international NGOs and 32% to local 
groups--beneficiary associations, community federations or 
cooperatives--without any NGO involvement. Through 1986 all 
grants were given to NGOs; during the last two years seven 
projects without NGO sponsors have been approved. The grants have 
been for more varied purposes than the loans. They have included 
agriculture, livestock, microenterprise and infrastructure 
projects. The more recent projects have been mainly for agricul- 
ture. In addition, a separate Title I1 grant funded four large 
projects (agriculture, drainage, street repair and construction o f  
a home for delinquents) in 1986-87, in the amount of $323,765. 
The amount allocated in grants had declined steadily each year, 
from a high of $35,560 for eight projects in 1985 (all with USAID 
funds) to less than $10,000 in 1988 for five projects. This is 
explained by both a drop in funding--the Title I1 grants ter- 
minated in August 1988--and by establishment of the credit 
program, which may have met some of the demand. 

At the time of our evaluation a new project agreement was 
planned with USAID to channel funds through HAVA for a Women's 
Factory Workers' Center (FWC) which had originally been funded by 
AID through OEF International. If actually funded by USAID, this 
arrangement will channel $150,000 to the FWC during an 18-month 
period. 



b. Im~act on NGOs 

The basic impact on NGOs which HAVA is trying to achieve is 
to develop their motivation and capacity to undertake partici- 
patory development projects. It was not possible during our brief 
time in ~aiti to make a real assessment of whether this is being 
achieved. Interviews with HAVA's staff indicated that some NGOs 
do appear to be learning from this process, but that it is really 
too soon to see definite results. 

Among the organizations contacted, only three had had any 
involvement with HAVA Fund projects. One of these and one other 
organization had sponsored large Title I1 projects. Of these 
four, one recipient of a small grant had a rather negative view of 
its involvement with HAVA, complaining that it was too bureau- 
cratic and required too much paperwork. One of the Title I1 
sponsors acted only as pass-through (HAVA monitored the project 
directly), and perceived no benefit from its involvement. (It 
also had sponsored a community group for a small grant, and 
provided supervision and monitoring for the project, which may 
have helped develop its capacity to some degree.) A third NGO is 
involved with some HAVA-supported credit projects. It par- 
ticipates in field visits with HAVA's staff, and has varying 
degrees of responsibility for implementation and monitoring in 
different projects. This organization is satisfied with its 
relationship with HAVA and appears to agree with HAVA's basic 
concept that responsibility belongs to the community and the NGO 
is only a facilitator. Finally, the other NGO involved in a Title 
I1 project also appears to have applied a participatory approach, 
and had positive reactions to HAVA's approach. 

A factor which has important implications for the degree of 
impact which can be expected is HAVAfs growing tendency to fund 
community groups independent of any NGO. While there are and will 
be benefits for these beneficiary groups, this trend raises the 
issue of whether this is the most effective strategy for an 
association of NGOs. As has been mentioned, some NGOs perceive 
that HAVA is becoming an operating agency, in effect competing 
with its own members. Aside from this, there is the question of 
whether HAVA, with its limited resources, can really accomplish 
its goals through such direct action, or whether it could more 
effectively multiply its efforts by working through NGOs which can 
reach many more beneficiaries than HAVA can by working directly. 
This topic has been discussed above. 

Recommendations - 
(1) HAVA should concentrate on working with NGOs to improve 
their ability to work with community groups rather than 
working directly with the beneficiary groups. It could do 
this through community pilot projects specifically involving 



one or more NGOs in which HAVA's staff provides technical 
assistance and training in participatory development 
methodologies but the responsibility for working with the 
community rests with the NGO. 

(2) HAVA should consider allowing NGOs a reasonable amount 
of overhead for implementing projects. In the case of credit 
programs, HAVA's funding might be on a loan basis, allowing 
sufficient interest spread to cover implementation costs of 
the NGO and itself. 

While there was insufficient time and data to do an assess- 
ment of impacts on the beneficiaries, observation of a few field 
projects did indicate that HAVA's staff is applying participatory 
techniques in the projects observed, and good results were 
reported by their beneficiaries. However, while it is obvious 
that there is enormous need and demand for the type of assisted 
credit that HAVA has been supplying, it is equally obvious that 
HAVA will never be able to meet more than a minute portion of the 
need through its current program. Therefore, as noted above, it 
would be more effective to provide concentrated assistance to a 
wide range of NGOS to help them undertake such an effort. 

(1) Conditions of Credit Prosram 

A specific problem mentioned by thebeneficiaries was the low 
ceiling on loans ($3,000) to groups. HAVA is aware of this 
problem and sometimes subdivides groups to allow for more generous 
loans. A further question arises with regard to the highly 
subsidized interest rates (9% to 12%) that HAVA is charging. 
These rates make it attractive for NGOs operating sub-project 
programs with their own funds to move their groups to the HAVA 
credit lines and consider them ttgraduated.ll Thus, there is a risk 
of creating a permanent dependency of the beneficiary groups on 
subsidized financing rather than graduating them into the formal 
credit system or promoting greater financial self-sufficiency. 
Furthermore, neither HAVA nor an NGO can indefinitely sustain or 
expand credit programs that do not cover their costs. It would be 
preferable to charge market interest rates, with the only subsidy 
being intensive technical assistance to prepare the groups to move 
into the commercial credit system, to organize cooperatives or to 
otherwise achieve self-sufficiency. 

Recommendation - Beneficiary credit programs should have 
more realistic ceilings and charge market interest rates to 
help cover costs, promote sustainability and promote self- 
sufficiency of the beneficiaries. Technical assistance 
should promote the ability of a group to move into the formal 
system or otherwise organize to achieve economic 
sustainability. 



(2) Gender 

About 35% of the credit fund beneficiaries are women; no 
figures were available for the small grants program. This is a 
respectable proportion for an agricultural program, although 
efforts should be made to increase it if possible. Women 
participated substantively in the projects observed. One was a 
women-only group organized to market agricultural products, and 
women also participated in an agricultural production project. 
HAVA has placed considerable emphasis on reaching women, both in 
its stated priorities and in practice. Field staff, although 
male, demonstrated sensitivity and ability to work effectively 
with rural women. If the Factory Workersf Center project is 
funded through HAVA, this should also increase HAVAfs ability to 
work with low-income urban women, an area which has been 
relatively neglected. 

Members of HAVAfs women-in-development committee also have 
worked with groups of women to help them develop projects which 
would qualify for HAVA Fund support, and has tried to interest 
NGOs in working with women. However, the future of this committee 
is unclear due to the recent restructuring, and there is currently 
no coordinator for it. 

Recommendation - Provision should be made to continue the 
work of the women-in-development committee either by hiring a 
staff coordinator or reinstating the volunteer committee, and 
to focus the efforts of both the coordinator and/or the 
committee and HAVA Fund staff toward engaging the interest 
and developing the capacity of NGOs to work with low-income 
women. The expertise gained from HAVAfs direct project 
experience should be transferred to NGOs to the extent 
possible. Existing field projects should serve as training 
sites for NGO personnel. 

d. Sustainabilitv 

The major issues with implications for sustainability have 
already been discussed: the need to involve NGOs more effectively 
in carrying out HAVAfs model for participatory development, and 
the need to charge market interest rates to promote sustainability 
of credit programs and self-sufficiency of the beneficiaries. 

3. Trainins and Technical Assistance S u ~ ~ o r t  for NGOs 

a. Size and Nature of Proqrams 

A wider range of services is offered by HAVA to NGOs and/or 
beneficiary groups than by the other umbrella organizations 
visited. HAVA provides training and technical assistance, as well 
as opportunities for information exchange and coordination, 



through its Theater and Animation, Legal Services, Technical 
Services and HAVA Fund programs, as well as through a special 
training program for those involved in projects funded by the 
European Economic Community (EEC). A brief description of each of 
these programs follows, except for the HAVA Fund, which has 
already been discussed. 

The Theater and Animation procrram provides training to both 
community groups and NGO personnel in popular theater and 
animation techniques which focus on facilitating communication 
within and among groups and thus promoting participation and 
organizational growth. The purpose is to transfer skills to 
groups which will facilitate the analysis of problems and the 
formulation of solutions. 

The purpose of the Lesal Services prosram is to provide 
community groups with information on the laws and their rights and 
responsibilities under them so that they can fully participate in 
their society. In addition to training sessions with community 
groups, community-based paralegals are trained and legal defense 
and counsel are provided to the extent possible. 

The Technical Services prosram encompasses the areas formerly 
covered by the sectoral committees, which are now to be covered by 
paid staff coordinators. The coordinators should organize 
seminars and training sessions on specific sectoral issues, 
provide technical assistance to the extent possible, assist NGO 
staff or others in the preparation of project proposals in 
specific sectoral areas, assist HAVA Fund staff in assessing 
sector-specific projects, and promote information exchange and 
coordination among those working in specific sectors. Theoreti- 
cally, there are seven sectors: agriculture, women-in-develop- 
ment, non-formal education, water and sanitation, community health 
and microenterprise and disaster assistance. However, to date 
only water and sanitation has a staff coordinator; there is a 
volunteer coordinator for disaster assistance. There are plans to 
hire coordinators for the agriculture and microenterprise sectors 
in the near future. Prospects for the remaining areas are dubious 
because of funding constraints. As noted earlier, efforts should 
be made to cover these areas with volunteer coordinators or 
committees in the meantime, so that their activities can continue. 

The EEC trainins prosram has held a series of training 
seminars for both NGO and community participants in EEC-funded 
projects. As of June 1988 participants from all EEC projects had 
been trained in financial management, with a second series planned 
for new projects in the fall. Similar training seminars on 
development approaches are underway, with about 40 trained as of 
June. 



Overall, HAVA and its various programs have held 52 training 
or issue-oriented seminars in the past three years, apart from the 
EEC program. The approximate breakdown is as follows: 

Theater and Animation (two years) - 26 
Legal Services - 2 
Technical Services - 16 
HAVA Fund - 6 
General HAVA orientation/issues - 2 

In addition, the water and sanitation committee and/or coordinator 
has held 13 working meetings between May and August 1988 to 
provide advice and assistance to over 60 NGO and community project 
participants. HAVA is coordinating the efforts of 20 NGOs and 
collaborating closely with UNICEF and the national water 
authority. 

HAVA does not have a program to provide individual technical 
assistance or training for particular NGOs based on analyses of 
the needs of each NGO. There is disappointment among some NGOs 
about this, and some attribute the situation t,o a lack of respon- 
siveness on HAVAts part to the needs of its members. The new 
Board of HAVA intends to review this situation as one of its early 
priorities. Obviously, should HAVA seek to organize or provide 
such individualized assistance to NGOs, it will need to devote 
even more staff and financial resources to the program. 

b. Impact on NGOs and Beneficiaries 

As with HAVA1s funding programs, most of the training 
seminars involve both NGO and community participants. HAVA has 
concluded that this mixture enriches the discussion and brings out 
conflicting perceptions between project promoters and beneficiar- 
ies which improve the prospects for participatory development. In 
contrast with the situation with funding, this appears to be an 
effective approach; and it can help NGOs develop more effective 
programs. 

Direct assessment of the impact of the programs was not 
possible, but most of the NGO representatives interviewed 
expressed favorable opinions of HAVAts training seminars (most had 
attended at least one). The water and sanitation and legal 
services programs were mentioned as especially useful and success- 
ful. As noted above, the water and sanitation coordinator is 
working with a large number of NGOs as well as other agencies, and 
has succeeded in promoting the use of a standard type of water 
pump. Coordinated training programs are in place for well 
drilling, pump maintenance and environmental sanitation. The 
coordinator reported that acceptance by the NGOs of the program's 
approach and their willingness to coordinate their activities had 
increased substantially in the last two years. The legal serrlces 
program has trained representatives of about 25 NGOs and other 



organizations in 1988. The growing number of requests for 
information and training demonstrates the need for it, and 
expansion is being considered if more funds can be secured. 
Unfortunately, the persons in charge of this program were not 
available during the visit of the evaluation team to Haiti so we 
were not able to discuss the program with them. 

The women-in-development coinmittee has coordinated efforts by 
a number of organizations to hold four seminars on women-in- 
development issues during the past three years. They have been 
instrumental in rasing consciousness of the need to include women- 
in-development efforts. Week-long activities during Women's Week 
in 1987 and 1988, sponsored by the women-in-development committee, 
included distribution of posters and radio coverage of various 
activities, including presentations by beneficiaries and a fair 
for women's farm produce. 

c. Sustainability 

Conditions in Haiti are unlikely to permit charging parti- 
cipants for these services; therefore, they must continue to be 
supported by donors if they are to continue. However, making 
credit programs self-sustaining and placing more emphasis on other 
reimburseable services could permit a greater shift of existing 
resources toward these training efforts, which are at the heart of 
HAVA's philosophy of development education and participation. 
Apart from financing, the main issue facing the sustainability of 
HAVA'is the degree to which HAVA will attempt to work directly 
with beneficiary groups rather than assist NGO members to work 
with beneficiary groups since the former approach will entail much 
higher costs and need for staff. 

D. RELATIONS WITH AID 

Performance in Meetins AID Objectives - 

USAID/Hts objective in assisting HAVA is to strengthen HAVA 
as an instit-ution so that it can better represent, coordinate and 
strengthen NGOs working in Haiti. Although it has used HAVA as an 
administrator and monitor of some selected grant programs, USAID/H 
does not see HAVA as a way to reduce its own administrative burden 
of dealing with NGOs or even as the main channel for USAID to 
provide financial and technical support to NGOs in Haiti. This is 
not to say that USAID/H is not interested in the way in which HAVA 
handles its sub-project fund or the impact being achieved by that 
fund, but USAID/Hts interest in that fund basically is one of 
strengthening HAVA's institutional capability. As a reflection or 
that focus USAID/H's assistance to HAVA has been heavily focused 
on the core support of its operations. 

Most of USAID's support for NGOs in Haiti is provided 
directly to them or to sectorally oriented organizations of NGOs, 



several of which, in the opinion of USAID/H, are more competent in 
their administration and more capable of handling funds. In 
addition, USAID/H conducts a large Special Development Activities 
program which deals directly with beneficiary groups. The main 
reason for this approach by USAID/H is that, because of its 
concern with the political and administrative failings of the GOH, 
it provides most of its assistance to Haiti through NGOs; and thus 
it needs to provide greater amounts of resources and wants to 
maintain greater control over the use of those resources than 
would be feasible should it deal mainly through a membership 
organization such as HAVA. 

The degree to which HAVA is meeting USAID/Hts objective is 
set forth in the previous descriptions of HAVAfs development. The 
personnel of USAID/H seem to be satisfied with the progress shown 
by HAVA. To some extent this satisfaction is based on the con- 
clusion that there is no other likely candidate to fulfill HAVAts 
role as the vehicle for strengthening the NG0,sector. Perhaps the 
main issue facing the accomplishment of USAID/Hts institutional 
strengthening objectives is the need to clarify whether HAVA 
should be evolving toward an entity running its own development 
programs with beneficiary groups or should be focused on providing 
assistance to NGOs in their work with such groups and in 
strengthening the institutional capability of those NGOs. Another 
issue, or at least topic of concern, would be whether USAID/HJs 
use of HAVA to implement selected activities (such as the 
emergency Title I1 program infrastructure projects and the grant 
to the FWC) are distracting HAVA from working on its main 
objectives of strengthening itself as a member association of NGOs 
and the NGOs as development organizations. 

2. A~~ro~riateness and Effectiveness of AID'S Guidance/ 
Monitorinq 

HAVA does not obtain approval from USAID/H for its individual 
actions--either for the making of subprojects (except under the 
Title I1 special projects activity) or the modification of the 
standards and procedures guiding its operations. HAVA does 
provide USAID/H with quarterly status reports and periodic 
financial reports (including copies of the independent audits 
performed for it). However, those reports do not seem to be 
utilized by USAID/H nor does it seem that USAID/H has been 
significantly involved in HAVAfs affairs in the last couple of 
years despite its having recently added $104,000 to its OPG in 
support of HAVAts core costs. (Unfortunately, the person in 
USAID/H who is responsible for the program with HAVA was not 
present in Haiti during the visit of the evaluation team. Thus we 
were unable to obtain his impressions of HAVA or his suggestions 
on the topics being addressed by this evaluation. Other personnel 
in the Mission were not particularly familiar with the details of 
the program or of the changes which had been taking place in 
HAVA.) It would seem that there are enough important issues 



facing the consolidation and strengthening of HAVA as an institu- 
tion and its role as a representative and coordinator of the NGO 
sector that USAID/H cannot assume that adequate progress is and 
will be made without its continued financial support and involve- 
ment in the effort. 

Recommendation - USAID/H should consider being more involved 
with HAVA in the discussion of major issues facing the 
organization and in planning for its further institutional 
strengthening. 

E. MAJOR CONCLUSIONS 

HAVA has had many accomplishments since USAID/H became 
involved in its programs in 1984. The more important of these 
accomplishments have been: 

1. HAVA has expanded its membership by nearly 400% to be 
the largest association of NGOs in Haiti, and largely has overcome 
its original reputation as an organization created by foreign NGOs 
and responsive primarily to their needs. 

2. HAVA has obtained financing from diverse sources, 
including European development organizations. 

3. HAVA has established itself as the most likely 
organization for the NGO sector to use in its dealings with the 
GOH . 

4. HAVA has been able to survive an internal crisis of some 
magnitude and undertook a restructuring designed to correct 
deficiencies in its original organization. 

5. HAVA has mounted both grant and credit programs to the 
satisfaction of the donor organizations which financed them. 

6. HAVA has developed a philosophy or approach to 
development which is based on its own experience and local 
conditions, and has maintained in large measure its independence 
of action despite its dependence on external sources of support 
for its programs. 

7. HAVA has developed good contacts with beneficiary groups 
and is careful in the handling of the projects it supports. 

Nevertheless, there have been shortfalls in HAVA's 
performance. The more important of them are: 

1. HAVA has not been able to organize an effective, 
reimburseable services program as a significant means of raising 
revenue for its activities. 



2. HAVA has not yet been able to reduce significantly its 
reliance on AID-associated funding to meet its operating costs. 

3. HAVA's system for providing information to its members 
has not yet met the expectations of those members. 

4. HAVA has not yet created a system for collecting 
information and performing the analyses which are necessary to 
establish mu.1ti-year plans and to conduct evaluations of its own 
performance and that of the NGOs it is assisting. 

5. HAVA has not developed a fund-raising strategy either 
for external or domestic sources of support. 

6. HAVA has not installed a system of budgeting which 
permits it to present its overall consolidated program on a yearly 
basis or to analyze the cost-benefit relationships of the major 
components of its activities. 

Apart from overcoming the shortfalls listed above, the main 
issues facing HAVA are the following: 

1. There needs to be a review of the extent to which HAVA's 
working directly with beneficiary groups is compatible with its 
objective of assisting member NGOs and with the probable staff and 
budgetary resources which it will have to meet its 
responsibilities. 

2. It is not clear that HAVA can count on continued 
financial support from the GOH without USAID/H*s leverage on the 
GOH to provide that support. 



At tachmen t  1 

LIST OF INTERVIEWS AND FIELD VISITS 
HAITI 

I n t e r v i e w s  

USAID 

Linda  Morse, Deputy Director, USAID 
Jean-Claude  Lucas ,  SDA Program, USAID 
Marie P i e r r e - L o u i s ,  P r o j e c t  O f f i c e r ,  F'WC, USAID 
A r t h u r  S c h a e f e r ,  Program O f f i c e r ,  USAID 
P i e r r e  R i c h a r d  La F o n t a n t ,  USAID 

E x e c u t i v e  and  P r o j e c t  E v a l u a t i o n  Committees 

Berna rd  E t h e a r t ,  fo rmer  V i c e  P r e s i d e n t ,  E x e c u t i v e  Committee; 
c u r r e n t  member o f  Committee f o r  t h e  E v a l u a t i o n  o f  P r o j e c t s  (CEP) ,  
HAVA: Director, cornit& H a i t i e n  d e  D4veloppement (CHADEV) 

B i l l  T a r t e r ,  c u r r e n t  P r e s i d e n t  and  fo rmer  Member-at-Large, 
E x e c u t i v e  Committee, HAVA; Director,  World Concern 

Y i c h e l l e  Douyon, V i c e  P r e s i d e n t ,  E x e c u t i v e  Committee, HAVA 
E x e c u t i v e  Director,  Fonds H a i t i e n  d t  Aide l a  Femme (FHAF) 

F r a n c o i s e  Roumain, E x e c u t i v e  C o m m i t t e e ,  HAVA; P e r s o n n e l  D i r e c t o r ,  
CARE 

E l i a s  Tamar i ,  E x e c u t i v e  C o m m i t t e e ,  HAVA; Director,  Save t h e  C h l l d r e n  
A r l i n  Hunsbe rge r ,  Member o f  CEP, HAVA; P r o j e c t  Director, Pan 

American Development F o u n d a t i o n  (PADF) 
C l o t h i l d e  Manuel, Former CEP member, HAVA; D i r e c t o r ,  Women F a c t o r y  

Workers '  C e n t e r  (FWC) 
L inda  Borrer,  fo rmer  CEP member, HAVA; O r g a n i s a t i o n  d t A i d e  ~ h r e t l s n  

P a r o l e  e t  A c t i o n  

N G O s  

P e t e r  G r a e f f ,  Mary Lou F i l i p p i  & Maureen Libby,  S e r v i c e  C h r k t i e n n e  
d l H a i t i  

Odnel E l e a z a r d ,  Program Director, C h r i s t i a n  C h i l d r e n ' s  Fund 
D i d i a  Thys,  C a t h o l i c  R e l i e f  S e r v i c e s  
P h i l l l p e  B e c o u l e t ,  GTIH 
J a c o b  Douss in ,  S e r v i c e  de  P r o c h a i n s  I - ia i t iens  
n o b e r t  L ibouron ,  C e n t r e  Canadien  d t E t u d e s  e t  c o o p 6 r a t i o n  

I n t e r n a t i o n a l e  (CECI) 

HAVA S t a f f  

Jose U l y s s e ,  G r a n t  and  C r e d i t  O f f i c e r  
J e a n  V i n c e n t ,  F i e l d  O f f i c e r  
C h r i s t i l e  P h i l i p p e ,  C o o r d i n a t o r ,  Water ti S a n i t a t i o n  
Magal ie  M a r c e l i n ,  C o o r d i n a t o r ,  T h e a t e r  and  Animation 
Rose Lore ~ d n 4 c 6 ,  O f f i c e  Manager 
Georgea F r a n c e ,  E x e c u t i v e  S e c r ~ t a r y  
C l a u d e t t e  C o l b e r t ,  B i l i n g u a l  S e c r e t a r y  



F i e l d  V i s i t s  

1. One-day t r i p  t o  Be l l evue  de  Montagne t o  obse rve  meet ings  w i t h  
Women's marke t ing  g roup ,  Duvier  ( approx imate ly  30 women); and 
Blanchard Community Counci l  meet ing  on a g r i c u l t u r a l  c r e d i t  
program. 

2 .  One-day t r i p  t o  S e r v i c e  de P r o c h a i n s  ~ a i t i e n s  

3 .  Two-day t r i p  t o  a r e a  o f  Pigeon t o  v i s i t  a c t i v i t i e s  o f  t h e  
C h r i s t i a n  Reform World R e l i e f  Committee ( t h r e e  commi t t ees ) .  



Association Haitienne des Agences Bdndvoles Attachment 2 

Haitian Association of Voluntary Agencies 

September 6, 1988 

- 

Dear Members, 

The Haitian Association of Voluntary Agencies (HAVA) is pleased to inform 
you that its Annual Assembly on September 2, 1988 resulted in the 
composition of a new Executive Committee within HAVA for the year 1987-1988. 
The newly elected members were the following : 

PRESIDENT : Bill Tarter (WORLD CONCERN) 

VICE-PRESIDENT : ~ich&le Douyon ( FHAF 

SECRETARY : ~anihle Charles (IRD) 

TREASURER : Pierre Boursicaut (COMPASSION INTERNATIONALE) 

MEMBER AT LARGE : Franqoise Houmain (CARE 1 

MEMBER AT LARGE : Elias Tamari (SAVE THE CHILDREN; 

MEMBER AT LARGE : Pasteur Suffrant S. Vincent(PAR0LE E T  ACTION) 

In addition, the Committee of Evaluation of Projects (CEP) also underwent 
a new composition of its members, which the Assembly elected as follows : 

- Mr. Bernai-d Ethhart : Director - ~omite Haitien de ~keloppement (CHACE'; 
- Mr. Didier Thys : Project Manager - Catholic Relief Services (CRSI 
- Mr. Arlin Hunsberger : Director - Pan American Development Foundation I;::- 

We trust you will join us in extending our sincere appreciation to former 
Members of both the Executive and the CEP Committees for their constant 
support and collaboration throughout their length. 

Sincerely, 

Kathy Mangones 
Executive Director 

KM : mbc 
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Attachment 3 

ORGANIGRAMME DE LA HAVA 
Mai 1988 

-- 
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Attachment  4 

Haitian Association of Voluntary Agencies 

HAVA EMPLOYEES AND THEIR FUNCTIONS 

NAME 

Kathy Kangones , 
E l i z a b e t h  S i l v e r a  
~ a n i i l e  M a g l o i r e  . 

J o s e  U l y s s e  
Georgea F r a n c e  
C h r i s t i l e  P h i l i p p e  

S c h u b e r t  Marhone ' 

Rose Lore  ~ & n d c &  
C l a u d e t t e  C o l b e r t  
Miche le  Ben jamin 
Marielle B l o t  
Y o u s e l i n e  Barbot .  J e a n  
J e a n  s t 6 n i o  P i e r r e  
S t .  Anne Fava rd  
G a b r i e l  ~ 6 o n .  
F ranck  ~ 6 s i r  
P i i l l y  J e a n - B a p t i s t e  
Maga l i e  M a r c e l i n  
J e a n  V i n c e n t  
P e r r i n e  Mahoudeau 

FUNCTION 

E x e c u t i v e  D i r e c t o r  
A s s i s t a n t  D i r e c t o r  
Program C o o r d i n a t o r  
G r a n t  and C r e d i t  O f f i c e r  
E x e c u t i v e  S e c r e t a r y  
C o o r d i n a t o r ,  Water and S a n i t a t i o n  

Committee 
Accoun tan t  
O f f i c e  Manager 
B i l i n g u a l  S e c r e t a r y  
T r i l i n g u a l  S e c r e t a r y  
T r i l i n g u a l  S e c r e t a r y ,  
B i l i n g u a l  S e c r e t a r y  
Messenger  
C l e a n e r  
F i e l d  O f f i c e r ,  C r e d i t  Program 
C o o r d i n a t o r ,  L e g a l  A i d  S e c t i o n  
Animator ,  L e g a l  Aid S e c t i o n  
C o o r d i n a t o r ,  Theatre  Sect ion 
F i e l d  O f f i c e r  
P r o j e c t  C o o r d i n a t o r ,  PIU/CEE 

HAVA - 26 AVENUE DUCOSTE - P.O. BOX 2481 - PORT. AU- PRINCE, HAITI, W.1. 

PHONE : 2.4240 - CAULE VOLAG,  PORT-AU-PRINCE 



CRITERIA FOR PROJECT SELECTION 

1. PARTICIPATION 

1.1. Have t h e  ta t -ge t ted  communlt les p a r - t l c i p a t e d  ~n  t he  
i d e n t l f   cat I o n  o f  needs-' 

1.2. Have t h e  ta r -ge t ted  communit ies p a r t i c i p a t e d  i n  t he  
pt-ogr-am p lann lng '? 

1.3. W i l l  t he  t a r g e t t e d  communit ies p a t - t i c i p a t e  i n  t he  
pt-ogt-am implementa t ion '?  

1.4. Does t he  r -equest ing agency have a  pa r - t l c ipa to r -y  
approach t o  development ' 

1.5. Does t h i s  p r o j e c t  demonstr-ate a p a r t i c i p a t o r - y  approach-' 

2 .  SOCIO-ECONOMIC IMPACT OF THE PkOJECT 

-l ,. 1. W i  11 t h e  p r o j e c t  pr-omote an lnct-eased awar-eness, among 
t h e  tar-get ted  benef  l c  l a t - l es ,  o f  t h e  socio-economlc 
c o n d i t ~ o n s  I n  a  community-' 

2.2 .  I s  t he  p t -o jec t  p a r t  o f  an ~ n t e q r - a t e d  d e v ~ l o p m e n t  
process I n  which e d ~ ~ c a t r o n  p l a v s  a  key  r o l e - '  

2 .  7 .  W l l l  t h e  pr -o jec t  enab le  the  ta r -qe t ted  benef l c i a r ' i e s  ti; 

incr-ease t h e l r  scrs ta lnab le  economic s e l f - s u * 7 l c i e n c y -  

2.4. WI 11 the pr -a jec t  l ead  t o  incr-eased s e l f - d  1 t-ect+c 
d e c i s l l x  mal i n q ?  

2.5. W i  11 t h e  p r o j e c t  pr-omote necessary changes r n  t.t,i. 
soc io-ec 3nomic s t  r u c  tur-es o i  t h e  commun i t,/, r r h e r - r  

a p p l i c a b l e ?  

--+ . W i l l  the p r o J e c t  have p o 5 l t i v s  lmpact on other- l o c a l  
groups w i t h  s i m l l  i a t -  neeus- 

BEST Ai/AiLABLE COPY 



. E D U C A T I O N  

- . 1  W i l l  the pr-o ject  i nc lude  o r  be d i r e c t l y  l i n k e d  t o  an 
educa t iona l  component? 

3.2. Does the p r o j e c t  encour-age the  t r a n s f e r  of I:nowledge 
and s k i l l s  t o  the b e n e f i c i a r i e s ?  

3.3. Does the pr -o jec t  encoctraqe increased t e c h n i c a l  
~ndependence i n  the  commun i ty.? 

3.4. Does the p r o j e c t  i n c  l ~ t d e  a  c o n s c i e n t i z a t i o n  proqram'? 

4. USE OF LOCAL HUMAN AND M A T E R I A L  RESOURCES ' 

4 .1 .  Does the p r o j e c t  proposal  demonstrate t h a t  the 
reques t ing  agency i d e n t i f l e d  e x i s t i n g  human and/or  
mater- ia l  resour-ces i n  the  t a r y e t  community du r  i n g  
proposal  formulat ion '?  

4 .2 .  W i  11 the p r o j e c t  u t i l i z e  e : : l s t i n g  m a t e r i a l  r-esout-ces l n  
an op t i mum manner*? 

4 . 7 .  W i l l  the  p r o j e c t  u t t l i z e  e : : i s t i n g  human r-esour-ces a s  
e f f e c t 1  i e l y  as  poss ib le '  

4.4. At-e the ou ts i de  r-esources, as i d e n t i f i e d  i n  the pr-eject: 

pr-oposal, appropr- iate f o r  the  community.? 

4.5. W i  11 the p r o j e c t  work w i t h  o r  thr 'o~~gh l o c a l  d n d i ~ r -  
t t - a d i t ~ o n a l  s o c i a l  organizations' 

4.6. Does the pr -o jec t  r-ecogni=e t h e  va lue o f  l o c a l  L : : n ~ w l e d ? e  
and sk i 1  l s3 

5. LONG TERM O B J E C T I V E S  AND PROJECT C O N T I N U I T Y  

C ~ . 1 .  Is the pr-o ject  a c t i v i t y  p a r t  a t  a long ter-m p l a n  and/,,. 
development pr-ocess? 

5 .  Does the p r o j e c t  cieslqn mal:.e pr -ov ls ians for- tr,.? 
tr-ansier- o i  p r o j e c t  management t o  the  benef i c i a r - i es - '  

5 .  Does the  pr-o.jei-t rJe51qn m.,L 4 -  ~ ~ r . o u ~ s ~ o r l s  for. pr-ojom 
r.ont ~ r 1 1 . 1  I f . i  . t f  tct- khb-2 en11 o t  tlil. f ~ t r > - j l n j  pe r -~nd  " 
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5 .  RELIEF 

5.1. W i l l  t he  pr-oJect  c lea t - l y  be t h a t  a s h o r t  ter-m 
a c t i v i t y ' ' '  

5.2. I s  the  shor-t tet-rn r y e l i e f  a c t i v i t y  l i n k e d  t o  long ter-m 
development goals'? 

. INNOVCSTION and/or- REF'LICCSTION OF PROJECT 

7.1. Does the p t -o jec t  propose an i nnova t i ve  approach'? 

7.2. Could the  p r o j e c t  serve as a model f o r  r e p l i c a t i o n . ?  

HeVA FUND PROGRAM SPECIFIC CRITERIA FOR PROJECTS 

1. Gr*ant P r o j e c t s  

C t - i  t e r i a  

1. 1. W 1  11 the sr-ant be used for- a d lsc t -e te  pr.09,-am 

a c t i v i t ; l '  

1.2. W111 e p r o j e c t  cont r - lbute  t o  t he  I n s t 1  ~ u t l o n a  1 

development o+ a smal l  ~ n d  igenous group o r  PV0'-' 

1.7. Is the  F ' t -o~ected a c t l v l t v  a p a r t  o f  an ln tegt-ate~d 

development pr-ogr-am w l  t h i n  a communi t y l '  

1.4. I n  the  case o4 employmsnt qener.atlon, i s  the  for-rn =rr  

compensat i on  comp? t I b le w I t h  appr-opt-iate development 

clod1 s 3nl:l objectives? 

I.S. In the case of road construction, will the project 

directly benefit participants through improved access 

to outside commbnities? 
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1.6. I n  t h e  r a s e  o f  an 11-t- lgat ion pr-ogr-am, does the  p r -o jec t  

i n c l u d e  a t r a i n i n g  component whereby the  water use rs  

become the  managers o f  the system'? 

1.7. Does t h e  reques t i ng  agency have the  management 

c a p a b i l i t y  t o  e f f e c t i v e l y  implement the  proposed 

a c t i v i t y ?  

2. CREDIT PROGR4M 

.? ,. 1. I s  t h e  p r o j e c t e d  a c t i v i t y  economical ly  viable.? 

2.2 .  Does the  group have e:.:perSience i n  implementing t h e  

c o 1 1 ec t i ve p r o g  r-ams'? 

2.7; .  W i  11 t he  a c t i v i t y  lead toward the l n r reased  

~ndepenaence o f  the group -' 

E U G I B I L  I T Y  TO REQUEST GRANT 01  LOANS 

1. The H A M  Fund i s  open o n l y  t o  agencies whose submi t ted  

pr-o jec t: 

1. 1. Demonstr-ate they  ar-e ~n accor-d w i t h  t he  p r - i nc ip l es  and 

ab j e c t i v e s  d e f i n e d  I n  the H A V A  Charter-. 

1. :. ? ~ . t t i m l  t pt-c) j s r  ts  w n l c h  = . . t i  ~ h l  t no d i s c r - i m ~ n a t i o n  wi t h  

regard to race, I - I  : I 1 (.I l l . ~ o ~ - ,  , ,:. E?. ,: , r -  p o l  i t  IC.., I 

affiliation. 
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2. Access the Grants F'roqr-ams 

2.1. Any o f  the f o l l o w i n g  groups may have access t o  the 

- HAVA member agency 

- a non-HAVA member aqency o r  group "sponsored" by a 

member agency 

- a non-member- aqency w i t h  an e s t a b l i s h e d  track: 

r-ec o r-d 

2.2. A HAVA member- aqency r-equesting g ran t  funds should: 

- b~ a member i n  good s tand ing 

- be? a c t i v e  ~n HAVA a c t i v ~ t i e s  

- p a r - t i c i p a t e  i n  the wor-kshop on t h e  HAVA Fund  

~b !ec t ives 

2.. R non-member agency request ~ n q  g ran t  funds should: 

- be 3 member. I n  qood s tand lng o f  the  PVO cornmito1 t Y  

or* the commcrnlty I n  ~ h l c h  they a r e  e s t a b l  lshed 

- participate tn the wcr.l..shop on the  Hi-)V& F ~ l r l .  

objectives 
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- -.. Access to the  Ct-edi t F'r-ogram 

The C r e d i t  F't*ogt.am i s  spec i f  i c a l l y  t a r g e t t e d  towar-d 

f a c i l i t a t i n g  t he  access t o  c r e d i t  and the  management 

capabi  1 i t  i e s  o f  grass r-oots commctn i t y  groups: ther-efor-e 

e s t a b l  i shed  n a t i o n a l  o r  i n t e r n a t i o n a l  FVOs may o n l y  se rve  as 
a pass-through f o r  t he  c r e d i t  funds. 

- i . 1 .  Any o f  t h e  f o l l o w i n g  agencies o r  groups may have access 
t o  t he  ct-edi t pt-ogram; 

- HAVA member agency 

- a non-member agency ot- group "sponsored" by a 
member agency 

- a l e g a l l y  c o n s t i t u t e d  non-member aqency w i t h  an 
estab 1 ished trac):. r-ecor-d 

- a non-member gt.oup sponsored by a legal l v  

c o n s t i  t t r ted agency w i t h  ' an e s t a b l i s h e d  t t -acl  
r.*cot-d 

I n  a d d i t i o n  t o  the genera l  c o n d i t i o n s  enumerated above on 

page , a p r e ~ : e q u i s i t e  f o r  any aqency or- jroctp r-equest ing !ad11 

f ~ ~ n d s  1s p a r - t i c i p a t i o n  r n  the f u l l  t r - a i n i nq  c y c l e  f a r  t n e  

c r-ed i t p r-og ram. 

a.MEMBER ACCESS TO TECHNICAL ASSISTANCE 

A HAVA member may request  t e c h n i c a l  ass is tance.  111 t he  S L C ~  

t h - t  t h?  tec:hn~r:dl ass is tance  r-eqc~ec;ted 1s r e l a t e d  t o  a s p e c l r l  

sectoral activity, the r .eq~.~e i t  w L 1 1 tje r-efr-r-t,ed t o  * '  

appropriate sectoral committee, chairperson or staff member. I r  

the event that the assistance requested does not fall into J 
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domain cover-ed by the S e c t o r , a l  Committees, the r-eqctsr ; t  W I  1 1  h+ 

submi t ted t o  the  Execut ive Committee f o r  consider-at ion. 

'.MEMBER ACCESS TO OTHER HAVA RESOURCES 

- I n  keeping w i t h  HAVA's Statement o f  Purpose, members at-e 

encouraged t o  use the  HAVA O f f i c e  as a source o f  i n fo rma t l on  

r*egar-d i n g  oppor-tun i t i e s  and pr-ocedures f o r  con tac t  and 

coo rd ina t i on  w i t h  va r i ous  qover-nment departments as we1 1 as 

w i  t h  o t h e r  member agencies. 

- Member agencies a re  t o  con tac t  the  Infor-mation and 

Admin is t r -a t ive Of f i ce r -  w i t h  quest ions on pr-ocedures and 

oppor- tun i t ies  f o r  such con tac t  and cbot-dinat ion.  

-- The Infor-mat i o n  and Admln~s t r .a t  l v e  O f f i c e r  i s  t,o assist 

mernbet- agenc i e s  who request  such ~nfor-mat ion by shar.lng w l  t h  

them ~ n f o t ~ n . a t i o n  an f i l e  ~h the  H A W  Of+ice.  and b y  

I -eferr- inq member-s t o  t he  E,:ecut lve Di rector*  andlor- t h e  

S e c  tor-a1 Conbmi t tees a s  appr.crpr.-l a t e  and necessar-y. 

- The Infor-mation and Admrnlstr -at lve O f f i c e r  1s tr keep 3 

r-ecord of  a1 1 t-equests for- ass 1 s tance r'ecei ved fr-om HAL'T. 

members and t o  r-eview these rsequests f o r  dssistance. 

r w l  t h  a b rS ie f  e p l a n d t  l on  of  the ==-3 1 :.. I .,o. . . 
p r . ~ , . ;  ~d;.d. 1 s  to tle I =  t ~t the m;ntl;l,, ti .I+::I.I~ I . 

I:, , 1 1 1 1 1 :  I t ?*.:* . I.I-.r. t, i r1.1 . 
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JAMAICA (CVSS/UNITED WAY) 



Appendix F 

Country Discussion - 
Jamaica (CVSS/United Way) 
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A. BACKGROUND 

The Council of Voluntary Social Services (CVSS) was founded 
as a non-governmental, not-for-profit organization in 1940. It 
consisted of 18 non-governmental organizations (NGOs) most of 
which were Jamaican private voluntary agencies (PVOs). Over the 
nearly fifty years of its existence CVSS has grown to a 
membership of 66. For many years it has received a small annual 
contribution from the Government of Jamaica (GOJ) for operating 
expenses. That contribution currently is the equivalent of 
$6,038. The general purpose of CVSS is to bring together its 
member organizations for consultation, planning and action. Its 
specific purposes are: 

o to promote sound principles of action in social welfare 
work; 

o to encourage and provide trai,ning for the staff and 
volunteers of its member organizations; 

o to correlate the work of all the member organizations; 

o to provide useful information about the agencies 
involved in social work; 

o to provide a means of consultation among those 
interested in the social welfare needs of the 
community; 

o to provide a means for exchanging opinions, advice and 
services between the membership and other entities; and 

o to advise the GOJ on matters within CVSSts competence 
and to act as a liaison between the GOJ and the 
membership. 

During the years 1976 to 1980 CVSS received support from the 
USAID Mission to Jamaica (USAID/J) to permit it to undertake work 
in economic development in addition to its on-going activities 
related to social welfare. The effort was not successful, and 
CVSS reverted to its previous exclusive attention to the purposes 
outlined above. Then in July 1983 USAID/J authorized a $3.0 
million grant to CVSS to run through July 1988. The purposes of 
the grant were to strengthen the institutional capacity of CVSS 
and to provide technical and financial assistance to PVOs to 
improve their viability and ability to attract funds from other 
Jamaican and international sources. The main mechanism for 
achieving these purposes were: (i) a Voluntary Sector Development 
Office (VSD) which was to be an agent of CVSSt Board of Directors 
and to receive administrative and logistic support from CVSSf 
staff; and (ii) a fund for making available training, technical 
assistance and financing for PVOs. The project was to create and 



fund the operations of the VSD as well as the training, technical 
assistance and sub-grants for the PVOs. The GOJ was to provide 
6.0 million Jamaican dollars (at the then rate of exchange equal 
to about $2,222,222) from funds generated by the USAID balance of 
payments financing for Jamaica. The participating PVOs were to 
provide the equivalent of $572,000 including in-kind 
contributions. 

The major end-of-project conditions to be achieved were: 

o CVSS will be "financially self-sufficientm and able to 
provide on-going assistance to Jamaican PVOs; 

o 20 Jamaican PVOs will be functioning and able to 
attract funds from world-wide donor agencies; and 

o 10 to 15 PVO activities will be self-supporting and 
operating at the grass-roots .level in benefit of the 
poor. 

The major outputs to be achieved were: 

o 40 development officers of PVOs to be trained in 
project selection, design, implementation and 
evaluation; 

o four workshops per year for PVO personnel in technical 
and managerial topics; 

o 10 conferences and 5 workshops on institutional 
planning and fundraising; 

o the utilization of the equivalent of $4.153 million for 
sub-projects of between $10,000 and $500,000 
distributed among four sectors (24% in agriculture, 14% 
in health, $42% in skills training and 10% in other 
types of activities); and 

o the existence of the VSD office consisting of a 
Director (to be a non-Jamaican for the first two years 
and a Jamaican thereafter), two Program Associates to 
administer the financial and non-financial assistance 
to PVOs, two Field Representatives and a Secretary. 

During FY 1983 and 1984 $1.8 million was obligated in 
support of the project; the project-funded U.S. Director of the 
VSD was recruited and undertook her duties and the procedures to 
be followed in utilizing the grant funds were put in place. In 
early FY 1985 the project was fundamentally revised to provide 
for the creation of a new legal entity, called CVSS/United Way, 
to be the grantee and to increase the level of administrative 
funding for the new entity from the level included for CVSS in 



the original project. CVSS was to transfer all undisbursed funds 
to CVSS/United Way and have four directors on the Executive 
Committee of the Board of Governors of the new organization. The 
revision reflected a conclusion that CVSS was not sufficiently 
operationally oriented to be the sponsoring organization for the 
activity. 

The rest of FY 1985 was spent in establishing and staffing 
the new organization which was legally recognized in January 1985 
and in preparing the first fundraising campaign. The second 
project-funded external advisor joined the staff in April. An 
additional $979,000 was obligated in support of the project, and 
the project budget was modified to permit the funding of a third 
external advisor. In January 1986 the current President of 
CVSS/United Way took over from the U.S. Director who became her 
advisor, and the third external advisor (whose experience was in 
financial systems) arrived to take up his duties. 

In June, 1986 a mid-term evaluation of the project was 
performed by external consultants contracted by A.I.D. The main 
conclusions of their report were: 

(a) 20 PVOs had been helped but: 

o agriculture was not receiving as much attention as it 
should; 

o there was a need for assistance in marketing; 

o there was a need to broaden the funding base of 
individual PVOs; and 

o there should be more activities aimed at self-help and 
income generation. 

(b) CVSS/United Way was trying to be a full-service organization 
by giving attention to fund raising, the distribution of 
sub-grants, research and development, the provision of 
technical assistance, the training of volunteers and 
maintaining relations with the GOJ and international 
organizations; and this was both impeding the priority which 
needed to be given to fundraising and leaving CVSS with 
little to do. 

(c) CVSS/United Way needed to: 

o prepare a long range plan; 

o integrate its management and budget controls; 

o adopt a program budget; 



o organize more frequent meetings of its Board of 
Directors and its Executive Committee; 

o place more attention on its regional offices; 

o adopt a multi-year strategy for the fund raising 
campaigns; and 

reduce its administrative costs. 

(d) The on-the-job training of the staff of CVSS/United Way by 
the external advisors had not been effective. 

(e) CVSS was losing credibility with the PVO community as a 
result of the actions and greater resources of CVSS/United 
Way; and the project should assure support to CVSS so that 
it will be able to: 

o help PVOs understand the United Way concept and prepare 
proposals for funding by CVSS/United Way; 

o represent the PVO community to the GOJ; 

o define PVO needs, and influence CVSS/United Wayls 
priorities to meet those needs; 

o foster networking and coordination among the PVOs; and 

o meet its serious financial problem in the future. 

Partly as a result of the evaluation, a supplementary 
Project Paper was prepared and an amendment to the project 
authorization and the Project Agreement executed in March 1987. 
The amendment extended the project for another year until July 
31, 1989; added $900,000 for an authorized total of $3.9 million; 
and revised the projectls purposes to include: 

o the establishment of an Emergency Relief Fund; 

o the creation of CVSS/United Way as a self-sustaining, 
fund-raising institution able to raise approximately 
three million Jamaican dollars (equivalent to $566,000 
at the current rate of exchange) annually from 
corporate and individual donors; 

o the strengthening of CVSS as organization to provide 
services and training to PVOs and to represent them to 
the United Way system; and 

o the funding of 37 additional sub-projects which were 
approved and awaiting funding. 



The following table sets forth a comparison of the original 
project budget for the use of the A.I.D. grant funds and the 
final budget adopted in mid-1988. 

$ U.S. (000) 
Original Final 
(Five vears) (Six vears) 

VSD Office 

CVSS Support 

CVSS/United Way Support 

PVO Workshops 

Technical and Management 
Assistance to PVOs 

Emergency Relief Fund - 120 

Subprojects 2,399 2,449 

Administrative Costs - 30 

Total 3,000 3,900 

At the very end of FY 1988 Jamaica was struck by the most 
destructive hurricane in a century. As part of its 
rehabilitation and reconstruction assistance USAID/J provided 
additional funds to CVSS/United Way before the end of CY 1988; 
however, the time for the utilization of the funds had to be 
extended until February 1989. In April 1989 another USAID/J 
grant agreement with CVSS/United Way obligated $2.0 million to be 
used by August 1990. The two obligations were to be used 
according to the following budget: 

for use by the: 

Red Cross 

Salvation Army 

ACCORD 

Rehabilitation 

250,000 

250,000 

U.S. $ 

Reconstruction 

330,000 

420,000 

340,000 



U.S. $ 

for activities presented Rehabilitation Reconstruction 
by : 

PVOs through CVSSjUnited Way 225,000 330,000 

PVOs through CVSS 200,000 305,000 

Administrative Costs 45,000 275,000 

CVSS (15,000) 

CVSS/United Way (35,000) 

Monitoring and Tracking 10.000 ------- 
Total 980 ,.OOO 2,000,000 

The office of Development Programs of the Latin American 
Caribbean Bureau (LAC/DP) of the Agency for International 
Development had included Jamaica among the countries in which a 
review was to be made in 1988 of the experience which USAID 
Missions had had in working with umbrella organizations to 
support non-government organizations. The contract review team 
from Checchi and Company arrived in Jamaica one day before 
Jamaica was struck by the hurricane mentioned above. Thus the 
review of the Jamaica experience could not be carried out. 
LAC/DP and USAID/J decided to have the review performed at a 
later date. It was to focus on CVSS/United Way. The field work 
and interviews were conducted in Jamaica during a three week 
period in July 1989 by Mr. John R. Oleson who was a member of the 
team which had performed the 1988 contract for LAC/DP. 

The observations in this report are the result of the review 
of project documentation and files in USAID/J and CVSS/United 
Way, of visits made to the central office and the two regional 
offices of CVSS/United Way, of 27 interviews with persons 
involved or knowledgeable about the project's activities and of 
visits to 15 sites of project-funded activities being conducted 
by Jamaican PVOs. A list of persons interviewed and activities 
visited is given in Attachment 1. Before Mr. Oleson left Jamaica 
the principal conclusions and issues of this report were 
discussed with the Deputy Director of USAID/J, the Project 
Manager in USAID/J, representatives of the Office of the 
Controller and of the Program Office of USAID/J and the President 
of CVSS/United Way. The observations and suggestions of those 
persons have been taken into accoant in preparing the draft 
report. Copies of the draft report were provided to CVSS/United 
Way, USAID/J and LAC/DP in August 1989. Comments on that draft 
were taken into account in preparing this final report. 



B. INSTITUTIONAL ORGANIZATION AND EFFECTIVENESS 

Orsanizational Structure 

CVSS/Un'ited Way of Jamaica was incorporated in January 1985. 
It is an autonomous, non-profit private voluntary organization 
(PVO) registered with the GOJ. Contributions to it are tax 
deductible under the income tax laws of Jamaica. It is governed 
by a volunteer Board of Governors. There is no membership. The 
members of the Board are selected as individuals not as 
representatives of organizations. The work of the organization 
is performed by a small, paid staff and by a large number of 
volunteers. 

CVSS/United Way has Articles of Association, but no by-laws 
or other officially adopted elaborations of procedures. However, 
the staff of the organization currently is preparing amendments 
to the Articles to: change the name of the organization to the 
United Way of Jamaica; separate itself and its assets from cVSS 
while reducing the representation of cVSS on the Board; and 
permit it to solicit funds for a trust account whose earnings 
could be used to support the operating expenses of the 
organization. These changes are to be considered at the next 
General Meeting of the Board. Thereafter, the staff will provide 
draft By-laws for the consideration by the Board. 

The mission of CVSS/United Way is 'gincreasing the organized 
capacity of people to care for one anothergg. Its purposes are: 

o to assess the needs of the people of Jamaica in the 
areas of health, skills development, agricultural 
development, education and human service; 

o to develop financial resources for PVOs through 
charitable campaigns for private sector resources; 

o to deploy financial resources in a rational and 
systematic manner in order to insure that priority 
needs are met and that financial and program 
accountability are assured; 

o to establish a communications program which both speaks 
and listens to the communities which comprise the 
nation; 

o to provide technical assistance to PVOs as may be 
required and which is within the capacity of the 



organization. 

a. The Board of Governors 

The Board of Governors is to consist of between 15 and 45 
members. Currently it consists of 38 persons. The Project 
Officer for USAID/Jfs grant to CVSS/United Way is an ex-officio 
member of the Board as well. 

The Board is to hold a General Meeting once in each calendar 
year and not more than 15 months apart. One third of the 
membership of the Board (except for members of the Executive 
Committee) will be elected each year at that General Meeting. 
Members are proposed by the nominating committee of the Board, 
and their willingness to serve is ascertained by the President 
prior to the election. Members serve for a three year term but 
are eligible for re-election. 

The Board is supposed to meet at least four times a year in 
regular sessions. The Board elects its own officers for periods 
of one year with the right to be re-elected. The officers are 
the Chairman of the Board, the Vice Chairman for Campaign and the 
Vice Chairman for Finance who is also the Treasurer of the 
organization. In addition to the committees for Campaign and for 
Finance, there are standing committees for Allocations (the 
grants program), Government and International Relations, 
Communications, Research and Strategic Planning, Personnel, 
Project Evaluation and Technical Assistance. A list of the 
current members of the Board and of the Chairmen of the standinq 
committees is given in Attachments 2 and 3. 

The Chairman of the Board appoints the Chairman of each of 
the standing committees. The Officers of the organization, the 
Chairmen of the standing committees, the President and 
representatives of each of the two regional offices comprise the 
Executive Committee which performs the duties of the Board 
between its meetings. The Executive Committee meets monthly. It 
reviews written reports from each of the standing committees and 
prepares an overal1,report for the meetings of the Board. 

The central office of the organization is in Kingston, the 
capital and largest city of the country. That office covers the 
portions of the three parishes comprising metropolitan Kingston. 
There are two regional offices as well - one for the three 
parishes in the central part of the country and one for the four 
parishes in the west and northwest part of the country. The 
Board would like to open a third regional office to include the 
parishes in the eastern and northeastern parts of the countries, 
but it has not had the funds available to do so. Each parish has 
an overall Chairman and chairmen of standing committees on 
Allocations, Project Evaluation and Communications. These four 



key persons from each parish form the boards of the regional 
offices which choose an overall Chairman to represent the region 
on the national Board. 

Thus the Board is a self-selecting and self-perpetuating 
institution organized similarly to foundations and private 
universities in the United States. Its membership is 
overwhelmingly from the economic and socially prominent strata of 
Jamaican urban society. Most of the members are established 
businessmen or professional persons who provide advice and other 
services to Jamaica's leading business and financial 
institutions. The President of the organization and two of the 
nine standing committee chairmen are women. The Board, 
principally through the Executive Committee, approves the budget 
and plans of the organization; and it must approve all sub-grants 
and all expenditures except those authorized by the Allocations 
Committee to carry out already approved sub-grants. However, the 
Board has delegated de facto to the Pre,sident the responsibility 
for hiring, dismissing and supervising all the employees of the 
organization. The President is elected by the Board to serve as 
the chief executive officer of the organization. 

b. Volunteers 

All the members of the Board and of the standing committees 
are volunteers. All the workers in the annual fundraising 
campaign are volunteers as are nearly all the persons providing 
technical assistance and other support to the PVOs being assisted 
by the organization. The volunteers do not receive compensation 
for their time; and although according to the Articles of 
Association they are entitled to reimbursement for their 
expenses, they almost never request it. Furthermore, much of the 
material and professional services used by the organization in 
its operations is obtained at cost or through donations. It is 
estimated that currently some 700 volunteers are active in 
CVSS/United Way in some way or other - 86 in the central region, 
83 in the western region and the rest in metropolitan Kingston. 
Most of them come from the same strata of society as do the 
members of the Board although there is ac effort to get 
representatives of the PVOs who have benefitted from the funds 
provided by the organization to become volunteers as well. No 
estimate has been made of the value of all this volunteer labor 
and donated material, but there is no question that it is very 
substantial. 

It is the theory of the organization that it is run by the 
volunteers who are assisted by the paid staff. In practice this 
may not be a completely accurate description of the relationship 
between the staff and the volunteers. However, it is clear that 
the organization is very heavily dependent on the work of its 
volunteers, and that their training and motivation are crucial to 



its success. In order not to undermine this mystique of 
volunteerism (and to save money as well) the Board has strongly 
resisted the suggestion that volunteers providing exceptional 
amounts of, or costly professional, services be compensated for 
those services in order to encourage their even more intense 
involvement. 

c. Issues 

The organizational structure of CVSS/United Way works well. 
The relationships among the Board, the volunteers and the staff 
are harmonious. The growing number of volunteers involved in the 
work of CVSS/United Way and the amount of their effort are 
impressive. However, there are three issues, or potential 
issues, concerning the institutional organization. 

(1) Broadeninq the Social/Economic Base. As mentioned 
previously, the persons forming the Board of Directors and most 
of the volunteers come from the highest social and economic 
strata of Jamaican society. This is the result of the common 
tendency for persons to recruit their friends, of a tradition of 
volunteerism dating from the British colonial period and of the 
conscious effort of the founders of the organization to enlist 
the support of leading persons who would be likely to attract 
donations from others by reason of their prestige and the 
reassurance provided by their competence. The resulting social 
and economic homogeneity probably is one of the reasons that 
CVSS/United Way has been as successful as it has so far, and that 
the relationships among the various actors has been so 
harmonious. 

However, having a wider selection of social and economic 
representation on the governing mechanisms of the organization 
might be helpful. For instance, in seeking to expand the number 
of employees who give to the campaign through payroll deductions 
it probably will be necessary for CVSS/United way to enlist the 
support of union leaders as well as of the employers, and that 
would seem to be easier to achieve if unions saw themselves as 
being part of the organization. Then too, as CVSS/United Way 
expands the scope and size of its fundraising, the danger will 
increase that PVOs will see themselves as being crowded out of 
general fundraising; and should CVSS/United Way place continued 
or increasing emphasis on revenue generating activities in its 
grant program, its crowding out of PVOs without such activities 
will be particularly troublesome to them. Thus CV~S/United Way 
will need to make extra efforts to adjust - or at least explain - 
its policies to the PVO community. Having more representatives 
of PVOs on its governing mechanisms should help in the effort. 
Certainly this would be true should CVSS/United Way seek to 
assume responsibility for representing the whole PVO community. 



( 2 )  Compensation for Volunteers and the Purchasins of Services 
and Materials. As mentioned earlier, volunteerism is the heart 
of the organization. However, strict reliance on volunteer 
services does limit the ability of the organization to obtain and 
provide the services needed on a timely basis. Examples of those 
limits are given in various parts of this report. Furthermore, 
although the Board does on occasion approve the purchasing of 
services, it does not provide annual budgets for the standing 
committees which can be used for that purpose. Rather it re- 
quires that each instance be approved in advance. This appears 
to lead to delays or to the failure of the committees to seek 
such funding. It would seem that the Board should review this 
policy and its implications for the growth and performance of the 
organization and prepare standards indicating when funds may be 
used for the purchase of services and of commodities at market 
prices. 

(3) Trainins for Volunteers. Because of their importance to the 
work of the organization volunteers need to be as well trained as 
possible. Unfortunately little training is provided to them at 
present. 

2.  Staff and Administration 

a. size and Nature of Staff 

The staff of CVSS/United Way consists of 20 persons. 16 are 
located in the Kingston office and two each in the regional 
offices. (The size of the staff in Kingston was reduced from 32 
in 1986 in order to reduce administrative costs.) In addition, a 
CVSS employee in Kingston and one in the western regional office 
work under t.he direction of CVSS/United Way. Of these 22 
employees only two are men: one is a computer operator and one a 
messenger. Attachment 4 provides a list of positions, the names 
of their incumbents and the dates of their entry into the 
positions. 

The eight key members of the staff are experienced persons: 

o The President had an extensive career in financial 
consulting and experience as a United Way volunteer 
(including being chairman of the Allocations Committee) 
before being selected as President in January 1986. 

o The Vice President/Campaign had worked on administra- 
tive matters in the GOJfs Ministry of Youth for 13 
years before joining CVSS/United Way in July 1985. She 



took over responsibility for the campaign in July 1988. 

o The Vice President/Finance had worked for many years on 
financial management in the GOJ'S Ministry of Finance 
before joining CVSS/United Way in October 1988. 

o The Vice President/Central Region had worked with CVSS 
since 1977 before joining ~ ~ ~ ~ / ~ n i t e d  Way in February 
1985. 

o The Vice President/Western Region had been a social 
worker with the GOJ for many years before joining 
CVSS/United Way in November 1985. 

o The Manager/Communications had been a program director 
for Radio Jamaica for many years before joining 
CVSS/United Way in July 1988. 

o The Manager/Allocations has been with CVSS/United Way 
since July 1985. However the position currently is 
filled by a temporary person during the extended sick 
leave of the permanent incumbent. 

o The CVSS Technical Assistance Officer who is 
supervising the operation of the allocations program 
for CVSS/United Way was a social worker who had worked 
with a Jamaican PVO for many years and with CVSS/United 
Way for one year before joining CVSS in 1987. 

In addition to its own staff CVSS/United Way on occasion has 
used the services of executives loaned to it by Jamaican 
companies. For instance, during the first year of her part-time 
services to CVSS/United Way the current Manager/Communications 
was paid by her former employer, Radio Jamaica. When she became 
a full-time employee of CVSS/United Way that employer continued 
to pay the amount it had been paying, and CVSS/United Way had to 
provide only the additional compensation for her full-time 
services. 

b. Personnel Policv and Practices 

The personnel aspects of CVSS/United Way are the 
responsibility of the President. However, there is a standing 
committee of 12 volunteers who provide oversight as well. The 
committee meets quarterly. It has used outside experts on a 
volunteer basis from time to time to help in its work. The 
Chairman of the committee is a former Chairman of the Board of 
CVSS. He has been on the Board and the Chairman of the Personnel 
Committee since the formation of CVSS/United Way. 

Personnel administration is being handled by the President 
herself. There is a written General Statement of Personnel 



Policies which is available to the staff. However, there is not 
yet a manual setting forth the procedures and mechanisms for 
carrying out the policies. The General Statement provides for 
various types of leave, for health and pension programs and for 
the reimbursement of expenses. Basic grievance procedures are 
set forth. However, the Statement does not explain how salaries 
will be determined, nor does it provide standards for determining 
salaries or procedures to review their adequacy either in general 
or in particular cases. 

The main complaint expressed concerning personnel policies 
and practices was that the salary levels are too low; and that, 
for that reason and because the small staff limits the chances 
for advancement, there is a high turnover among young persons who 
come to work with the organization. However, here are 
differences of opinion concerning the adequacy of the salaries. 
Several members of the Board are of the opinion that the salaries 
are good for the volunteer sector, and that to raise them much 
above the level prevailing in that sector not only would be 
costly but also would generate adverse comment from both PVOs and 
prospective donors. In contrast, most members of the staff and 
some members of the Board point out that salaries have not been 
adjusted for inflation, and are losing ground even compared to 
salaries paid by the GOJ. They suggest that CVSS/United Way is 
able to keep the staff that it has only because several key 
members of that staff receive pensions from their previous 
employers. These critics also point out that the level of 
benefits provided is low - especially those of the pension plan. 

c. Trainins of Staff 

Training opportunities for the current members of the staff 
are quite limited. The original grant from A.I.D. included funds 
for staff training. However, when the staff was drastically 
reduced in 1986 in response to the decision to reduce operating 
expenses, A.I.D. cut back on support for staff training because 
it wanted stability of the staff to be achieved before investing 
in additional training for it. Since that time the only training 
provided to the staff has been the on-the-job experience with the 
external consultants who departed during 1987 and several short 
courses at United Way of America's training institute in the U.S. 
which were taken by a few key staff members. (A list of those 
courses and the attendees is given in Attachment 5.) Tuition and 
accomodations were provided by United Way of America while 
CVSS/United Way paid for the travel expenses. 

CVSS/United Way prepared a training plan for the period 
April 1987 - to July 1989 which included attendance of all staff 
members at the basic United Way courses, attendance of all staff 
members at at least one course a year in their fields of 
activity, training for regional vice presidents in both 
fundraising and financial management, and some cross exposure of 



staff members to topics outside their immediate areas of concern. 
The plan also called for building an internal capacity in 
CVSS/United Way for providing training. However the training 
plan was not carried out because of a lack of budget resources 
and the other demands being made on the reduced staff. 

The central and regional offices are appropriate and 
adequate for the current size of the staff. The central office 
does not have facilities for committee meetings, and parking near 
its site is difficult; but the Board and various committee 
meetings are held in space provided by cooperating businesses, 
and parking has been arranged for members of the staff. 
CVSS/United Way moved to its current office space as part of the 
move to cut operating expenses. The site of CVSS/United Way 's 
central office is in the old center of the city which is 
convenient to the head offices of a few of the companies whose 
executives are involved in its work. Although most of the key 
volunteers have their offices in the more modern part of the city 
some fifteen minutes drive away, the rent for office space there 
would be more expensive. 

There are no manuals of administrative procedures. However, 
this does not appear to cause difficulties for the staff or the 
operation of the offices. Complaints from the staff rather were 
directed at the difficulty of meeting the work demands with the 
size of staff available. Furthermore, the relationships between 
the central and the regional offices appear to be satisfactory. 
One regional office wants to replace its current vehicle with a 
new one to avoid the repeated periods in which the vehicle is 
unusable, and the other regional office would like to see more 
meetings of the whole staff of CVSS/United Way in order to 
discuss matters of common interest. However, there were no 
complaints concerning delayed actions or overcentralized 
procedures. 

The main problems facing the operation of the central office 
appear to be the need for a centralized filing system and the 
better use of computer facilities. Files are being kept by each 
division within the office. Furthermore, even within divisions 
(such as that dealing with the allocations program) it is not 
possible to go to one place to obtain all the information 
relevant for a particular activity. The two IBM personal 
computers are used only by the computer operator for certain 
accounting records, keeping track of pledges and receipts and 
preparing reports on the Lotus software system. No other member 
of the staff knows how to use the computers even for word 
processing. Furthermore, the computers are not being used for 
personnel accounting, for the performance of financial analyses 
or for centralizing information on such topics as the status of 



individual grants under the allocation process. CVSS/United Way 
is aware of these weaknesses. It has been looking for a 
volunteer to assist it in creating a central filing system and 
considering how it should best address the potential for better 
use of computers in its operations. 

e. Issues 

The staffing and administrative arrangements of CVSS/United 
Way are serving the basic purpose of supporting the operation of 
the organization, and there do not appear to be serious 
difficulties or tensions among staff members which would impede 
that operation. However, there are three issues which need to be 
addressed. 

(1) Size of the Staff. There is general agreement that the staff 
is very lean for the amount of work it is expected to perform. 
The President sees a need for additional positions for another 
full-time secretary, a person to be devoted to fundraising from 
overseas sources, a professional chief and a secretary for a new 
regional office for the eastern parishes, and a person to link 
technical assistance to the activities being supported under the 
allocation process. These functions are now either the direct 
responsibility of the President or of the reduced allocations 
staff, and they are not receiving the attention they need. 
Others see the need for another person in the financial division 
so that the absence of the current Vice President/Finance will 
not paralyze operations and so that more financial analyses could 
be performed. 

A few members of the Board expressed their concern that 
CVSS/United Way must assure that before adding staff the current 
staff is working efficiently and up to capacity, and are 
concerned that the cost of operations of the organization not 
exceed 10% of the level of resources generated as has been 
promised to prospective donors. While those are legitimate 
concerns and while it is important to devise ways of evaluating 
performance, it seems obvious that CVSS/United Way will not be 
able to continue to expand and undertake the improvements 
suggested in this report and elsewhere without some additional 
staff. That may require that the cost of operations exceed the 
target of 10% at least temporarily. 

(2) Level of Salaries and Benefits. As mentioned above, there is 
disagreement concerning the adequacy of the salaries and benefits 
being paid to the staff. Because of the factors discussed the 
issue is not acute. However, as the organization grows and as 
funds are invested in training and other efforts dependent on the 
stability of the staff, it will be increasingly important to be 
sure that the salary and benefits being paid are consistent with 
the type of professional services which are needed. It would be 
helpful to have an independent review of the adequacy of salaries 



and benefits on a periodic basis (perhaps every two years). The 
review should be performed by persons not involved in the 
organization or identified with the Board or the staff. 

(3) Staff Traininq. The approach to staff training needs to be 
reviewed. As mentioned above, the amount of training given 
during the past few years has been small, and what has taken 
place has been focused on courses in the United States on 
different aspects of the operation of United Way in the United 
States. While those courses were well thought of by the persons 
attending them and were especially praised for providing the 
opportunity to exchange experiences with persons from other 
countries who attended the courses at the same time, they are 
expensive to attend and require the very active participation of 
the attendees to make them relevant to their home country 
conditions. Furthermore, there are aspects of running an 
organization (e.g. filing systems and computer use) which are not 
dependent on United Way experience, but are still necessary for 
the improved performance of the staff. This would seem to call 
for a program more focused on in-country training and with a 
greater variety of topics than has been .the case in the past. 

3. Financial Soundness 

a. Operatins Budqet - Level and Prospects 

CVSS/United Way's operating budget for its current fiscal 
year ending on September 30, 1989 is the equivalent of $360,525. 
Of that amount $172,754 (or 48%) is for compensation (salaries, 
payroll deductions and group health costs). The balance is for a 
variety of expenses the most important of which are rent 
($33,506), motor vehicle operation ($22,642) advertising and 
promotion ($23,396) and depreciation and amortization ($37,736). 

The operating expenses for the previous fiscal year were the 
equivalent of $316,486. However, that fiscal year consisted of 
14 months as CVSS/United Way shifted to the same fiscal year as 
A.I.D. Thus on an average, monthly basis the previous operating 
expenses would be 25% lower than the level budseted for the 
current fiscal year. The main reason for the higher level of 
costs in the current year is the increase (on a monthly, average 
basis) of 33% in motor vehicle costs, of 68% in rent, of 437% in 
advertising and promotion, of 132% in staff training and of 44% 
in depreciation and amortization. A comparison with the 
operating budgets for previous years is neither easy nor very 
useful. The earlier operating budgets included all the costs of 
the external advisors and of the start-up costs of the 
organization, and the records were not kept in a compatible 
fashion. Furthermore, before the downsizing of 1986-87 the 



organization was substantially different from the current one. 

One problem facing the operating budget is that the expenses 
are much larger than 10% of the total amount of allocations to 
sub-projects or even of campaign pledges while CVSS/United Way is 
telling potential donors that its administrative costs will be 
held to that percentage of their contributions. This is a 
problem more of perceptions than of budget deficits. Another 
problem is that the budget does not contain sufficient funding 
for the various additional expenses required for the organization 
to improve and expand. 

O~erating Revenues 

CVSS/United Way has been financing its operating expenses 
from: (i) the A.I.D. grant, (ii) support from the GOJ, pursuant 
to the terms of the A.I.D. grant and using counterpart funds 
generated under the A.I.D. balance of p,ayments program, (iii) the 
fees for handling the allocations from campaign funds, and (iv) 
the interest earned on bank deposits of collections from 
campaigns and on the GOJ contributions for operating expenses 
before the deposits are disbursed. The relative importance of 
those revenue sources in recent years is indicated in the 
following table: 

(US $ at J5.3 per US$) 

Auq. 87-Sept. 88 3 Oct 88-Se~t.89 3 
(Actual) (Budget) 

GOJ 375,911 68 169,811 43 

Investment Income 35,984 6 75,472 19 

Fees from handling 
campaign contributions 

A.I.D. Grant 133,061 24 124,528 3 1 

Misc. (assets sold) 9,049 - 2 - - - 
Total 554,005 398,113 

The contributions from the GOJ were high in the previous 
fiscal year both because that year covers 14 months and because 
the amount includes the payment of contributions owed by the GOJ 
for previous periods. The investment income for the current 
fiscal year increased substantially because of the large 
investment base resulting from the large collections from the GOJ 
and from the fact that collections from the 1988 and previous 
campaigns were not utilized as fast as anticipated because 
CVSS/United Way turned its attention to the handling of funds 
raised separately to deal with the damage caused by Hurricane 



Gilbert. 

In both fiscal years CVSS/United Way ran an operating 
surplus - $237,519 in the 14 month period ending in September 
1988 and $37,588 budgeted for the current fiscal year. Although 
the surplus in the previous fiscal year was abnormally high 
because of the high level of support provided by the GOJ, the 
running of surpluses is the usual result of CVSS/United Way's 
conservative approach to financial management. 

Prospects 

It appears likely that the GOJ will continue to provide 
assistance to CVSS/United Way beyond the life of the A.I.D. grant 
although its obligation to do so will end with the completion of 
that grant. The GOJ has a positive opinion of the work of 
CVSS/United Way; the focus of the current administration of the 
GOJ is on social improvement; and the current Vice 
President/Finance is a retired, long term employee of the 
Ministry of Finance who is knowledgeable about its workings and 
well thought of by its personnel. A problem which might arise 
concerning the GOJts support is that it is accustomed to thinking 
of the source of the funds as being other A.I.D. programs (such 
as the balance of payments support or PL 480 programs) while the 
Mission at present does not have plans to use funds generated 
from those programs for the support of CVSS/United Way. However, 
this aspect should be manageable. 

The more important problem for the future will be how to 
replace the financial support which A.I.D. has been providing. 
In the near term CVSS/United Way will be able to use the 
ucushionll of the sizeable utilized campaign funds and GOJ 
contributions which it has invested in order to earn income. 
However, that ltcushionu cannot be maintained indefinitely since 
the donors expect their contributions to be used for the PVO 
beneficiaries, and the GOJ may well object to providing more 
financial support when its previous support has not been used. 
Over the longer run CVSS/United Way may be able to generate 
donations for the purpose of investment to generate income for 
operational expenses; but many donors resist making such 
donations, and the prospects for raising sizeable amounts are not 
encouraging. 

Thus the most likely candidate for replacing the A.I.D. 
support is the fees on funds handled. In the original Project 
Paper it is stated that the VSD Office will retain 8% of each 
sub-project financed in order to accumulate funds in an 
investment account to support the operations of the office after 
the completion of the project. That has not been done. 
CVSS/United Way decided that to encourage companies to make 
charitable donations through its campaigns it would permit the 
use of I1donor optionsu which permit the donors to direct the 



contributions for the use of the organizations they specify and 
to choose the degree of monitoring of those donations which they 
want CVSS/United Way to provide. CVSS/United Way prepared a list 
of varying charges depending on the degree of monitoring chosen, 
but it never imposed any of the charges because it did not want 
to discourage the companies from making their contributions 
through CVSS/United Way; because it wanted to have a "track 
recordl1 of accomplishment under the allocations program before 
asking companies to pay something for its use; and because it did 
not need the funds to keep going as long as A.I.D. provided 
direct support for the operating expenses of the organization. 
(In any event most companies were choosing not to request any 
monitoring from CVSS/United Way.) 

CVSS/United Way can no longer postpone the implementation of 
charges for handling sub-projects. If CVSS/United Way meets its 
1989 campaign target of raising the equivalent of U.S $1.414 
million and if it were to retain 10% of that amount, it would 
have available $141,509 for its operating expenses which would 
exceed the amount of USAID/Jts contribution to those expenses in 
recent years. Assuming the continuation of the GOJts 
contribution at about $188,868 per year, that would give 
CVSS/United Way a base of $330,377 for its operating expenses 
leaving a gap of $30,000 with the level of operating expenses in 
the current year. That should be manageable as it is within the 
current level of the operating surplus. If CVSS/United Way is 
able to continue to expand its level of campaign-generated 
donations it can meet its operating costs even as they grow to 
meet the needs of an expanded campaign. However, that result 
will be possible only with major efforts to reduce the portion of 
campaign contributions (currently about 60%) which are being 
allocated to projects under donor options which generate no 
income for CVSS/United Way. 

b. Procrram Funds - Level and Pros~ects 
To date the program activities of CVSS/United Way have been 

overwhelmingly focused on the financing of subprojects, and the 
funds for the program have come predominately from USAID/J. 
Since 1985 CVSS/United Way has allocated the equivalent of $2.863 
million for subprojects under its regular program and $1.780 
million under the hurricane relief program. The A.I.D. grant 
provided $2.449 million for the regular grants program all of 
which has been allocated, and the A.I.D. hurricane related grants 
provided $1.06 million. 



At present CVSS/United Way has the following amounts 
available for use on additional subprojects: 

(US $ Emivalent) 
o unallocated contributions from 

past regular campaigns 
(primarily that of 1988) 327,490 

o unallocated amounts in A.I.D. 
hurricane related grants and 
local collections for hurricane 
relief 

Total 629,860 

The 1989 campaign target is the equivalent of $1.415 
million. If that is realized it should generate some $700,000 in 
collections during 1990 thus making available (after subtraction 
of the handling fees) some $630,000 for allocations in early 
1991. Thus there would not be a substantial fall in the overall 
level of allocations during 1991 if the 1989 campaign is 
successful. In the absence of additional A.I.D. financing for 
the grants program, the difficulty would be the fall in the level 
of the resular allocations program during 1989 and 1990 as 
CVSS/United Way awaits the generation of funds from the 1989 
campaign. This prospect troubles some members of the Board who 
are concerned that CVSS/United Way will lose stature in the PVO 
community if its support is seen to be diminishing and in the 
donor community which may wonder why its contributions are not 
being utilized more quickly. 

c. Financial Analvsis. Controls and Audits 

CVSS/United Way is maintaining a traditional set of 
accounting and financial records. They have been reviewed 
annually by the local office of Price Waterhouse which, in the 
process of preparing the Annual Financial Statements, has found 
no significant problems. Furthermore, CVSS/United Wayfs 
utilization of the A.I.D. hurricane relief funds were reviewed on 
a monthly basis by the local office of Touche Ross which found no 
problems, and which reported that CVSS/United Wayfs books and 
records were adequate for the purpose of accounting for the use 
of A.I.D. funds. 

The problem facing the accounting and financial controls 



system of CVSS/United Way is to make itself more useful for the 
planning and control of the organization and its programs. 
Accounting and budgeting for the organization has been made 
difficult for several reasons: 

o Until recently accounts had been kept by funding 
sources which had different fiscal years (e.g. that of 
the GOJ ends on March 30 and that of A.I.D. on 
September 30), and there still is no agreed, common 
reporting form in use. 

o Allocations for the grant program are made only against 
receipts (not pledges), and receipts of pledges are 
accepted and sought indefinitely so that it is 
difficult to make accurate estimates of the funds which 
will be available during the budget year. 

o There is a lack of central files, and information is 
hard to obtain. 

o The computerization of the information is not complete 
or organized so as to permit its ready analysis (for 
instance there are no year by year figures available on 
allocations and disbursements or comparisons by year of 
program levels and the mix and the level of operating 
expenses) . 

Partly as a result of these difficulties and partly as a 
result of the workload of the single financial professional 
employee, CVSS/United Way is not performing much analysis of the 
financial aspects of its operations. The President would turn to 
contracted or volunteer services to perform the budget and 
program analyses which may be useful. (Since the Chairman of the 
Finance Committee was out of the country during the field work, 
it was not possible to get his views.) However, while it is 
possible to do particular analyses through contract services, it 
is unlikely that without additional staff the Vice 
President/Finance will be able to act as a controller rather than 
just an accountant. 

d. Issues 

(1) Adeauacv of Resources Available. CVSS/United Way pursues a 
conservative policy in the budgeting of both operating expenses 
and program resources; and despite the termination of direct 
support from USAID/J by July 31, 1989, the organization should be 
able to maintain the current level of operating budget and regain 
the level of regular allocations in 1991. However, the overall 
allocations of funds will fall in 1990 unless receipts from the 
1989 campaign are realized more quickly than in the past, other 
sources of direct financing of programs are found to replace 
USAID/J or the current "investment cushiont1 is largely utilized; 



and there will be insufficient funds available for expansion and 
improvement of the organization's operations and programs unless 
the mechanisms and standards for generating additional revenues 
are modified. 

(2) Modification of Donor O~tions. Since the main potential 
source for funds for operating expenses is the fees which 
CVSS/United Way may charge for handling allocations, it will need 
to increase the amount of fees collected either by discouraging 
the exercise of donor options or by charging for handling funds 
provided under those options. However, those steps may lead to 
resistance by potential donors to providing funds through the 
CVSS/United Way campaign. 

(3) Financial Analysis. CVSS/United Way needs a greater capacity 
to perform analyses of the financial aspects of its operations 
and its programs. 

The major purposes of the creation of CVSS/United Way, and 
of USAID/J8s support of that organization, were to increase the 
level of funds raised for PVO activities and to establish an 
organization which could generate those funds on a self- 
sustaining basis. CVSS/United Way has made significant progress 
in meeting those purposes. The amount of funds pledged to 
cVSS/United Way has grown steadily over the years, and the 
organization always has exceeded the targets set for its 
campaigns as is indicated in the following table. (Information 
re total giving to PVOs is not available.) - 

US $000 (converted at rate of J$5.3 wer US$) 

Amount Targeted - 283 566 849 1,415 

Amount Pledged 202 309 572 1,509 NA 

The pledges for 1988 were so great because they included 
$698,000 collected by the Jamaica Private Sector Association (a 
group of all the business associations of the country) especially 
for relief activities after the 1988 hurricane. The 1987 A.I.D. 
Project Agrement called on CVSS/United Way to reach a fundraising 
level of J$ 3 million which is the equivalent of $566,000; 
CVSS/United Way made the target in the first year of effort. 

a. Orqanization of the Campaisn 

The campaign has grown steadily in its organization, and in 
the number of volunteers involved as well. In 1988 some 300 
volunteers were active in the campaisn (75 in each of the 



regional areas and 150 in metropolitan Kingston). Plans for the 
1989 campaign call for the creation of 38 occupational divisions 
reporting to six group vice-chairman in the Kingston metropolitan 
area and seven parish committees reporting to the regional 
chairmen. An organizational chart of the 1989 campaign structure 
is given in Attachment 6. 

The Chairman of the campaign is selected by the Board. He 
in turn chooses the group Vice-Chairmen who in turn choose the 
division chairmen. Each occupational division and parish has a 
quota and a group of volunteers recruited by the division 
chairman. There are to be a sufficient number of volunteers 
involved so that each volunteer need call on no more than five 
accounts. The campaign is governed by a "cabinetn consisting 
of the group chairmen under the leadership of the campaign 
Chairman. It receives staff support from the Vice 
President/Campaign and the two Campaign Associates from the 
Kingston office as well as from the Vice-presidents of the two 
central regions. In fact, during the campaign nearly all the 
members of the staff of CVSS/United Way led their support one way 
or another. The organization and structure of the campaign 
follow the suggestions of the external advisors from United Way 
of America who were resident in Jamaica during 1985 - 1987. 

Although the campaign itself is concentrated in the months 
of September - November, there is a year-round effort preparing 
for it. Attachment 7 sets forth the scheduled list of events and 
meetings for the 1989 campaign. As part of these preparations 
each participating volunteer is to receive from the staff an hour 
and a half of training in groups of 15 -30 volunteers and a 
packet of materials to help them in preparing for and carrying 
out their work. The training is focused on the basic facts 
concerning the CVSS/United Way system. In addition, the 
volunteers are assisted by their division chairmen and by the 
staff of CVSS/United Way who will accompany them on their initial 
calls if requested t o  do so. 

Each campaign is officially closed in March following the 
campaign year. There is a meeting of the key volunteers and s 
discussion of the strengths and weaknesses of the effort together 
with an attempt to set the goals for the next campaign. However, 
the effort to collect the pledges continues beyond that dzte. 
Indeed, CVSS/United Way does not even consider a pledge to be 
overdue before the end of the year after the year in which it is 
made, and it does not start any collection efforts until that 
time. Since there is no cut-off date for making payments on 
pledges CVSS/United Way is seeking payments of pledges for 
several campaign years sometimes from the same organizations or 
persons. 



At mid-1989 CVSS/United Way had collected the following 
percent of the pledges from previous campaigns: 

Year 3; 

The percentage for 1988 was unusually high because of the large 
share of pledges which were made for hurricane relief and paid 
promptly. As a result of this system, CVSS/United Way is 
soliciting new funds for programs while operating at a level well 
below the level for which the new target is being justified. 
However, this does not appear to have caused difficulty so far. 

b. Sources of Funds 

The campaign results have been heavily dependent on 
donations from corporations and individual members of the 
National Builders' Club. Corporate contributions account for 
approximately 90% of previous campaign pledges. Furthermore, 
larger corporations have been the major givers within the 
corporate community. Reflecting that reality, one of the 
campaign groups is devoted to contacts with major corporations; 
and it has been assigned 27% of the campaign goal for 1989. 

Within the corporate giving there has been increasing use of 
the Imdonor optionmm which permits a company to designate the PVOs 
which are to receive the contributions which the company makes to 
the campaign. In 1986, 20 corporations gave to 45 agencies 
amounts equivalent to 27% of the campaign total. In 1987, 30 
corporations gave to 68 agencies amounts equivalent to 41% of the 
ca.mpaign total. In 1988, 25 corporations gave to 118 agencies an 
amount equal to 67% of the regular campaign total. This 
increased use of the donor option reflects its having been 
emphasized by CVSS/United Way as an incentive for corporations to 
give through its campaign since the argument is made that the 
companies can relieve themselves of the burden of dealing with 
PVO requests and of monitoring the use of their money while still 
getting credit with individual PVOs for their support. Some 



persons claim that the donor option approach enables corporations 
just to shift their giving through CVSS/United Way rather than 
increasing their overall giving. Although the question has not 
been analyzed by CVSS/United Way, the majority of observers think 
that the donor option program in fact has increased the overall 
level of charitable support from corporations. Thus the most 
likely negative effects of the growing importance of this 
approach to giving are that: (i) it has undercut CVSS/United 
Way's generation of funding for its own administrative expenses 
since CVSS/United Way has not been charging any administrative 
fee for handling donor option funds; and (ii) it has held down 
the level of funds available to CVSS/United Way for allocation 
under its grants program. 

Individuals and E ~ D ~ o Y ~ ~ s  

The campaign has been less successful with independent 
professionals, self-employed persons and the managerial and 
professional employees of corporations. CVSS/United Way has been 
promoting the use of the "standing ordern for paying pledges 
under which a person directs one of the cooperating banks to 
deduct a certain amount periodically from his account to pay the 
pledge at no cost for the service. Similarly, CVSS/United Way 
has sought to have salaried employees (both office and factory) 
make pledges and have them paid through payroll deductions 
throughout the year. In 1988 CVSS/United Way obtained pledges 
from only 3,000 employees which was well below its target. For 
1989 it has set a target of 15,000 employee pledges. In order to 
achieve that goal CVSS/United Way will need to obtain the 
cooperation of unions as well as of the companies and to convince 
the G O J  to change its current policy against letting its own 
employees agree to payroll deductions. 

S~ecial Events 

The campaign is based on personal contacts by volunteers 
with persons in segments of the economy with which they are 
familiar. It does not use mass mailings. Its publicity efforts 
are aimed at setting the stage for the individual contacts by the 
volunteers. The only exception to this approach has been the use 
of the mediathon which was a radio and T.V. call-in pledge 
program held near the end of the campaign in 1987. A similar 
effort scheduled for 1988 was cancelled because of the priority 
given to the relief efforts following Hurricane Gilbert. Another 
is scheduled for the end of 1989. Most of the people involved in 
fundraising appear to see the mediathon as being justified as a 
way of dramatizing the CVSS/United Way approach rather than of 
collecting money. In addition there has been some informal 
discussion of seeking to reinstate a G O J  sponsored lottery whose 
proceeds, at least in part, would be designated for CVSS/United 
Way. 



Overseas Sources 

The role of overseas sources in the campaign has not been 
important to date. Hurricane Gilbert brought about some 
spontaneous contributions from Jamaicans working overseas, and 
those persons traditionally have sent funds to their relatives in 
Jamaica for ordinary living expenses. However, the sizeable 
Jamaican communities in the United Kingdom, in Canada and in the 
U.S. have not been organized in any way by CVSS/United Way. 
Efforts have been underway for some time to incorporate a fund 
raising campaign structure in the U.K. and in the U.S., but the 
effort has not gotten beyond discussions with lawyers. 

The effort appears to be impeded both because of its 
inherent difficulty and because of the unresolved issues facing 
it. For instance, some would place emphasis on fundraising for 
the overall purposes of CVSS/United Way while others would focus 
on seeking funds for particular PVO activities. Some would focus 
on organizing the large concentrations of Jamaicans in the 
various countries using the volunteer techniques followed in 
Jamaica. Others would focus on the home offices of multinational 
corporations with interests in Jamaica and on donor 
organizations, both government and private, which would reflect 
CVSS/United Way's traditional approach of relying on the leading 
economic personalities for support to get things going. 
Unfortunately, the standing committee for Government and 
International Relations is small and not very active; and the 
President, who sees herself as charged to pursue this aspect of 
the campaign personally, is too busy with other matters to give 
it sufficient attention. At the moment CVSS/United Way appears 
to be placing its hopes for increasing support from overseas 
sources mainly on assistance from United Way of America to 
develop a program for using swaps of Jamaican debt to generate 
overseas funding for its programs. 

c. Prospects 

Both the staff and the Board members appear confident that 
CVSS/United Way can continue to expand its domestic fundraising. 
In part this confidence is based on the organization's past 
success. In part it is based on the potential which they see for 
additional giving. For instance, most companies do not yet 
devote even one percent of their pre-tax profits to charity; very 
few employees have yet signed up for payroll deduction giving; 
and the overseas Jamaican communities have barely been tapped. 
However, to realize these potentials the organization will have 
to meet the issues mentioned below. Furthermore, at least one 
observer thinks that the organization will have to modify what he 
considers to be its overuse of personal pressure by business 
leaders on others and become more Minstitutionalll in its appeals, 
and several observers have stressed the need for CVSS/United Way 
to show results in its development program before asking for 



large increases in donations. 

d. Issues 

(1) Comvetition for Fundinq with PVOs. CVSS/United Way is not a 
membership organization, and it neither assures any PVO of 
support nor prevents a PVO receiving support from CVSS/United Way 
from fundraising on its own. However, CVSS/United Way in its own 
fundraising emphasizes to prospective corporate donors that it 
provides a channel for charitable giving which will both assure 
the donor of accountability in the use of the funds and relieve 
the donor of the administrative burden of dealing with all the 
requests for assistance which it receives. Implicitly 
CVSS/United Way is saying that the donors can tell other PVOs 
soliciting support that they should go to CVSS/United Way for 
their support. In turn CVSS/United Way asserts to the PVOs that 
its system will result in a higher level of charitable giving for 
the whole PVO community, and that the better PVO programs will 
receive more benefits under that system. However, the problem 
for the PVOs is that CVSS/United Way does not fund their 
administrative expenses or more than one year of program 
activities. Should the expanding CVSS/United Way fundraising 
system impede the PVOsf obtaining funding elsewhere for those 
purposes, the PVOs would be correct in seeing themselves to be in 
competition with that system. 

(2) The. As discussed above, the increasing 
use of donor options is undercutting the ability of CVSS/United 
Way to generate funding for its administrative expenses, and 
limits the funds available for its allocations program which is 
at the heart of its claim to provide accountability in the use of 
funds. To meet this problem CVSS/United Way will have to de- 
emphasize donor options as a fundraising mechanism or begin to 
charge fees for administering funds under it and convince donors 
of the need for monitoring even under that option. 

(3) Emplovee Givinq. CVSS/United Way has identified employee 
giving as its major fundraising target of opportunity in 1989. 
However, it does not seem to have a strategy for increasing the 
training of key volunteers who will be working on this somewhat 
different aspect of fundraising nor fcr involving union leaders 
in the effort. 

( 4 )  Fundraisincr from Overseas Sources. As described previously 
CVSS/United Way's efforts at raising funds overseas have been 
slight and have produced very little. The effort is hampered 
both by lack of staff time for it, and by several unresolved 
tactical issues on how the effort should be focused. 



( 5 )  Emansion of Domestic Fundraisins Outside Kinsston. Domestic 
fundraising outside of metropolitan Kingston is not as dynamic as 
had been expected. It may be that different approaches will be 
called for in those areas, and that a higher ratio of operating 
costs to fundraising results will have to be accepted. The 
problem needs more analysis than has been given to it to date. 

5. Institutional Plannina, Proarammina and Evaluation 

a. Plannins and Prosramming 

CVSS/United Way has not yet produced an institutional 
development plan, a multiyear programming and fundraising 
strategy or annual operational plans. It has started a process 
to produce such plans and strategies, and even in their absence 
has taken important strategic decisions. However, these 
decisions were taken under the guidance of external advisors 
rather than after extensive analytical work on the issues by the 
organization itself. 

The initial structure of the organization was the result of 
the efforts of a few key persons who were applying the basic 
approaches of United Way of America. The first President of the 
organization was a U.S. advisor experienced in the operations of 
United Way of America. She set forth the scope of the activities 
to be undertaken, and set the standards and patterns to be 
followed in the preparation of those activities, their monitoring 
and their evaluation. Then in 1986 external consultants 
conducted the evaluation described in Part A above which 
recommended that CVSS/United Way move away from implementing a 
full service model (in part to leave room for CVSS to provide 
services), concentrate on fundraising and the allocations program 
and cut operating expenses very significantly. CVSS/United Way 
implemented the recommendations. It also instituted a policy of 
providing funding for PVO projects for only one year in order to 
avoid overdependence on its resources and to be able to include 
as many PVOs in its programs as its funds would permit. However, 
in making these decisions CVss/United Way did not keep up-to-date 
an earlier survey of PVO needs or perform other types of analytic 
work. The reliance which the organization placed on its external 
advisors and the perceived shortage of funds (especially 
beginning in 1986) undoubtedly contributed to this lack of 
attention to analysis. 

In the recent past CVSS/United Way has taken several steps 
to improve its planning and programming process. At the urging 
of USAID/J it prepared an operations plan to cover the period of 
mid-1987 to mid-1989; it encouraged the Research and Strategic 
Planning Committee to become more active; and undertook the 
preparation of a multiyear strategic plan. Unfortunately the two 
year operations plan was overtaken by the effects of Hurricane 



Gilbert in September 1988, and is not considered to be a 
currently valid document. Rather than revising that operations 
plan CVSS/United Way is placing its focus on the preparation of a 
multiyear strategic plan for the organization. 

Work on planning and programming falls directly on the 
President. No other staff person is charged with it. However, 
there is a standing Committee on Research and Strategic Planning 
consisting of 10 volunteer members under the direction of a 
Chairman who is the head of the Institute of Social and Economic 
Research of the University of the West Indies. The Chairman 
supplies his own professional time and that of his key research 
associates and access to the computer facilities of the 
university. The members of the committee are an economist, a 
mass communication consultant, a journalist, a management 
specialist, a public administration specialist with a PhD in the 
management of health sector human resources, a retired president 
of the YMCA, a lawyer, a commercial farmer and a wealthy 
volunteer from the western region. The committee meets 
quarterly, but it is divided into two sub-committees (one on 
evaluation and one on strategic issues) which meet every six 
weeks. The members are expected to devote about one day a month 
to the committeefs work. The committee currently is trying to 
set its research agenda and to review the evaluation of 
~VSS/United Wayfs program impact which was prepared by contracted 
Jamaican consultant . The committee gets no annual budget from 
CVSS/United Way, but rather seeks funding for any services which 
it can not obtain from volunteers. For instance, currently it is 
seeking $1,321 from the Board to prepare a "scanw or database 
concerning the PVO client community. 

The current goal of CVSS/United Way is to have a strategic, 
institutional development plan approved by the Board by March 
1990. The process will rely on the analytic work to be produced 
by the Research and Strategic Planning Committee concerning the 
environment in which CVSS/United Way works (including the needs 
of its PVO clients), on the conclusions researched by its staff 
members concerning its own operations and how they might be 
improved, and on the recent evaluation of the impact being 
achieved by the CVSS/United Wayfs allocation program. The steps 
to be taken are: (i) the staff will perform its organizational 
analysis with the help of volunteers from local companies 
(including IBM); (ii) the Research Committee will perform its 
environmental analysis using its own volunteer members and 
contracted resources; (iii) reports of the conclusions of both 
efforts will be presented to the Executive Committee of the Board 
in August 1989 for its reactions; (iv) the President will prepare 
a draft mission statement which takes into account the reactions 
of the Executive Committee to the reports and present the draft 
statement to the Board in September 1989; (v) the President will 
prepare a draft Policy Paper which reflects the comments from the 
Board and present it to the Board in December 1989; (vi) in 



January 1990 a meeting will be held of representatives of the 
major donors, the PVOs receiving assistance and the GOJ to 
discuss the draft Policy Paper; (vii) taking into account the 
results of the meeting the President will prepare a final 
Strategic Plan for the Board's consideration in March 1990. Once 
the Board approves the Strategic Plan the staff will prepare an 
implementation program to carry it out. 

This process follows the guidelines provided by the United 
Way of America. It is an ambitious undertaking - and probably 
optimistic concerning the time it will take to complete the 
various steps and in its assumption of the time which the 
President will have to devote to its preparation. The over- 
optimism could be a problem should it lead CVSS/United Way: not 
to address the several issues facing it which have been 
identified by this report and elsewhere; not to arrange and then 
use further analytic work on those issues as may be required or 
to cut back on the participation of the various persons and 
organizations which have an interest in the topic. (For 
instance, the staff of CVSS/United Way does not yet seem to be 
significantly engaged in the processland is now entering the 
busiest time of year with the 1989 campaign to begin within a 
month. ) 

b. Evaluation 

The evaluation efforts of CVSS/United Way consist of three 
major types of activities. First, there are the evaluations 
performed by external consultants contracted by the organization 
or by A.I.D. They have been the 1986 evaluation of the A.I.D. 
grant and CVSS/United Way's progress under it and the 1988 review 
of the impact of CVSS/United Way's sub-grant program. As 
previously mentioned, CVSS/United Way did carry out the major 
recommendations of the 1986 evaluation; but several of the 
problems identified in that evaluation are still facing the 
organization. For instance, there is still a need for a long- 
range plan, for the integration of management and budget analysis 
and decision making, fcr program budgeting and accounting, for 
assistance to PVOs in marketing, for more fundraising abroad, for 
more technical assistance for PVOs and for more exchange of 
information among PVOs; and the respective roles of CVSS and 
CVSS/United Way still need clarification. The 1988 impact 
evaluation is still in draft, and thus not officially accepted. 
In any event, it is more of a review of the nature of the 16 sub- 
projects selected for review than an analysis of their impact on 
the beneficiaries and their communities. 

The second type of evaluation activity is the analyses to be 
conducted by or under the guidance of the Committee on Research 
and Strategic Planning. No work of that nature has yet been 
performed although the Committee currently is considering 
sponsoring a workshop to review the experience of CVSS/United Way 



Jamaica and similar organizations from other countries in 
adjusting the United Way of America approach to their respective 
local conditions. 

The third type of evaluation activity, and the only one in 
which CVSS/United Way itself has been actively engaged, is that 
of monitoring the implementation of the grants program. That 
system and its results are described and discussed in subpart C 
(1) (c) below. The quantity of activities which have been 
reviewed and the seriousness with which the organization takes 
its responsibilities are impressive. However a mechanism has not 
yet been satisfactorily worked out for utilizing the results of 
these sub-project monitoring reports and evaluations in the 
planning of the organization or in the review of new sub-projects 
for funding. Copies of the reports of the Evaluation Committee 
are sent to the Allocations Committee, but they are not always 
timely from the point of view of the latter. Furthermore, since 
community baseline data is not collected at the beginning of the 
sub-projects it is really not possible to determine what impact 
the activities are having. In any event, it is unlikely that 
such evaluations can be performed for all the sub-projects since 
that would require a much larger investment of time than is now 
devoted to each of the subproject reviews. 

c. Issues 

(1) pesolution of Issues. The current effort to produce a 
strategic plan for CVSS/United Way presents an ideal opportunity 
to resolve the various issues facing the organization and its 
programs. However, the current schedule for the preparation of 
the plan probably does not provide sufficient time to address 
those issues adequately. 

(2) Additional Analytical Work. The various topics identified as 
needing additional analytical work probably cannot be addressed 
adequately in a timely way without the use of compensated 
contract services, but currently there is no budget for the 
procurement of such services. 

(3) Im~act Evaluations. In order to conduct impact evaluations 
of the programs it will be necessary to collect baseline data 
concerning the beneficiaries and their communities and similar 
data at some time after the completion of the subprojects. The 
current system for monitoring and evaluating the subprojects does 
not provide for that type of effort. Although CVSS/United Way 
consistently has quantified its targets for fundraising and has 
adopted targets for the number of sub-projects to be financed, it 
has not adopted quantified targets concerning impact on the 
beneficiaries and the PVOs operating the subprojects. 



C. PROGRAM - NATURE AND EFFECTIVENESS 
1. Nature and Conduct of the Allocations Prwram 

a. Size of the Prwram 

Since its creation in 1985 CVSS/United Way has made $2.863 
million in allocations (or sub-grants) to 87 activities of 75 
different PVOs. Twenty three of the activities are located in the 
central region and eight in the western region. The balance are 
in the metropolitan Kingston area. A list of the grants made is 
given in Attachment 8. The sources of the funds have been the 
grants from USAID/J and the annual fundraising campaigns. All of 
the allocations were made on a grant basis. They ranged in size 
from the equivalent of $2,830 to $286,775 with the average being 
$33,000. The number of allocations by year have been: 

Currently, CVSS/United Way has $327,490 available from 
collections of campaign pledges (mainly from the 1988 campaign) 
available for additional allocations. Allocation of these funds 
will resume in early 1990. 

In addition to the regular allocations, CVSS/United Way has 
made $1.780 million in allocations during late 1988 and 1989 to 
111 PVOs for activities in response to the damage inflicted by 
Hurricane Gilbert in September 1988. Thirteen of the 
organizations are in the central region and 25 in the western 
region; the balance are in the Kingston metropolitan area. A 
list of the grants made is given in Attachment 9. The source of 
the funds have been grants from USAID/J and funds raised by the 
Jamaican Private Sector Organization. Currently, CVSS/United Way 
has $132,270 available under the A.I.D. grants for additional 
allocations for repair of the hurricane damage. Allocations of 
these funds is continuing. 

The 1987 supplementary grant from USAID/J also provided 
$120,000 for the creation of an Emergency Relief Fund, and the 
Board agreed to add resources to that fund from 10% of the 
contributions from the GOJ and 1% of the collections from 



campaign pledges. However, the fund has not yet become a 
reality. It was not used in response to Hurricane Gilbert since 
other funds were available, and the original idea had been to 
have a fund for more localized emergencies. Also, CVSS/United 
Way was unable to reach agreement with USAID/J on how the funds 
should be made available to PVOs since it had concluded that 
their need was for communications and transportation equipment, 
but A.I.D. was unwilling to agree to that use. Now it appears 
that the United Nations is planning to provide communications 
equipment to the GOJ which might not be compatible with that 
planned for the PVOs. 

b. Nature of Selection Process and Standards Used 

As in its other activities, CVSS/United Way relies heavily 
on volunteers to conduct the allocations program. Twentyseven 
volunteers are members of the Committee on Allocations whose 
chairman is the financial controller of a major multinational 
company active in Jamaica. The work of the committee has been 
supported by two staff members - the Manager/Allocations and the 
Allocations Associate. During the current prolonged leave of 
absence of the Manager/Allocations responsibility for her 
functions have been assumed by the Technical Advisor of CVSS who 
had previous experience with CVSS/United Way and who is to 
receive the assistance of a temporary employee who has been added 
to the staff of CVSS/United Way. In addition, each of the 
regional offices has a committee of volunteers to work on 
allocations for their respective regions, and that work is 
supported by the Vice/Presidents of each region. 

Applications for funding are first reviewed by the 
CVSS/United Way staff which arranges for visits to the applicant 
organization by a team of two volunteers from the Allocations 
Committee. In some instances the staff member also assists the 
applicant in preparing information for the use of the volunteer 
team; in most instances the staff member accompanies the 
volunteer team on its site visit. The purposes of the site 
visits, which take about two hours, are to verify the information 
supplied in the application for funding, to determine whether the 
organization applying is prepared to carry out the activity as 
proposed and to identify any technical or other type of 
assistance which will be necessary. The volunteer team then 
prepares a report for review by the whole Allocations Committee 
(or in the case of the regions by the regional review committee) 
which meets as a group in several sessions during the first four 
months of the year to: review the report, approve or disapprove 
the applications, identify conditions or assistance necessary for 
the organizations approved for grants and rank the approved 
allocations by priority for funding. The Allocation Committee 
includes in its review ap~lications referred to it by the 
regional review committees. Only about 5% are turned down, 
usually on the grounds of not fitting the organization's 



activities. The rest are worked with until they are in condition 
to be funded. The aim of the Committee is to approve at least 
10 allocations each year. All the applications for funding are 
then submitted to the Executive Committee of the Board with the 
recommendations and ranking of the Allocations Committee. The 
Executive Committee makes the final decision concerning each 
application. The selection/approval process takes between seven 
and nine months. 

The process for allocating funds for hurricane relief 
activities is the same except that activities are reviewed and 
approved by the Allocations Committee and the Board on a 
continuing basis rather than being held and bunched for 
prioritizing. Activities which are the object of a donor option 
will receive an initial site visit as well. If that visit 
indicates that additional assistance is needed for the 
organization to be able to handle the funds it will be requested 
to pursue its application through the regular.program. 

The eligibility criteria for PVOs to participate are quite 
general. (See Attachment 10.) In effect, any PVO recognized by 
the GOJ as a charitable, tax-exempt organization is eligible if 
it has been in existence for two years and can demonstrate that 
it can handle the activity being proposed for funding. The areas 
of focus on the program are health services, skills training 
(including agriculture) and community development. 

Although in 1985 and 1986 18 allocations were made for 
activities lasting two or three years, all the other allocations 
have been for one year; and only five PVOs have received more 
than one allocation. Currently, it is CVSS/United Way's policy 
to make allocations for only one year, and not to make repeat 
grants to the same organization except in exceptional cases. 
Especially since the 1986 evaluation, the program has sought to 
give emphasis to supporting revenue producing activities and 
activities which could be self-sustaining after the completion of 
the program's support. It has done so both because of the views 
of USAID/J and because it did not want to undercut its 
fundraising argument that it selects and supports successful 
activities. However, since most of the activities of the PVOs 
which have been supported are focused on providing social 
services, CVSS/United Way has interpreted the concept of self- 
sustaining to include successful fundraising from others. In no 
case did the program require that the PVO provide the funds to 
the beneficiaries on a credit basis or achieve financial self- 
sufficiency by the end of the grant. 

Although it is not stated in the eligibility criteria, 
CVSS/United Way will only fund project-type activities. It will 
not fund general operating or administrative expenses. This has 
caused disappointment and resentment in the PVO community since 
during the period in which CVSS was fostering the creation of a 



United Way in Jamaica it apparently led the PVO community to 
believe that the system would provide general financing to them. 
The combination of no funding for administrative costs, a limit 
of project funding for one year and only exceptionally more than 
one allocation per organization continues to draw criticism from 
PVOs and others who assert that the PVOs - and especially the 
weaker ones accustomed to dealing in social service projects - 
can not achieve self-sustaining activities under such conditions. 
Partially in response to such criticism the Board authorized the 
creation of a special fund to be created from campaign 
collections to meet specific but on-going needs of the PVOs which 
are not met through project activities. However, Hurricane 
Gilbert diverted CVSS/United Way's attention from the creation of 
this fund. 

Sub-Project Monitorinq and Evaluation 

The monitoring and evaluation of the subprojects being 
assisted by CVSS/United Way is the responsibility of the Project 
Evaluation Committee which consists of seven members assisted by 
a team of 30 to 40 additional volunteers. The Chairman of the 
committee is an administrative official of the Jamaican Teachers 
Association with over three year's experience on the committee. 
The other committee members are a business consultant, the 
director of a PVO, a probation officer, a social worker, a home 
economics teacher, an industrial relations manager and a 
government planner. The work of the committee is supported by 
the allocations staff. 

The basic tools of the monitoring and evaluation system are 
the site visits by a team of two or three volunteers, usually 
accompanied by a staff member, and the monthly financial report 
required from the PVOs receiving assistance. The reports of the 
site visits are reviewed by the whole Evaluation Committee. In 
the regions site visits also are performed by teams of volunteers 
(and in the case of the western region persons from outside the 
system) who send their reports to the central office as well. 
The purpose of the site visits is to determine how the funds were 
used, whether the organization has done what it stated it would 
do, and what problems were encountered. Eventually these reports 
are summarized in a report to the other committees and to the 
Board. In the meantime verbal reports are provided to the 
Allocations Committee. 

In 1986, 19 evaluations were performed. In 1987 the effort 
was suspended because of the difficulties facing the organization 
in conjunction with the reduction in the size of the staff of the 
Kingston office and the reorganization of the Evaluation 
Committee. In 1988 the volunteers conducted some 50 site visits. 
These included activities under both the regular program and the 
hurricane relief programs. In order to get out its findings in a 
more timely way the Evaluation Committee issued a preliminary 



report in November 1988 of its findings from 21 evaluation 
reports. The major findings were: 

o subgrants should include contingency funds to meet 
shortfalls in estimated budgets; 

o the program should avoid overfunding activities just to 
utilize funds within donor deadlines since this 
increases the PVO dependency problem; 

o the program should consider providing repeated support 
to human services PVOs, but make them apply each year 
and give no guarantee of funding; 

o a PVO's purchasing skills should be improved before it 
undertakes a project; 

o there should be a list of approved suppliers who will 
give discounts to PVOs being.assisted by CVSS/United 
Way ; 

o CVSS/United Way's own files should be reordered to 
provide a clear, overall picture of each activity and 
its implementation; 

o more attention should be paid to the management and 
organization of proposed sub-projects; 

o all capital purchases should be insured by CVSS/United 
Way; 

o all sub-projects should be visited every three months; 

o during the original site visit it should be made clear 
how the sub-project is expected to operate after the 
completion of the funding. 

Despite all these recommendations the report was positive in its 
conclusions about all of the sub-projects being financed. 
However, the report gave only impressionistic statements 
concerning the impact being achieved. 

The 1989 draft report of the Jamaican consultant, who was 
contracted to review the impact of 16 projects supported by the 
allocations program, also contained only impressionistic 
statements concerning impact. It also included the following 
observations: 

o community-based organizations have difficulty in 
organizing sufficiently to meet the programs' 
standards; 

o service organizations are vulnerable to short-term 



financing; 

o the monitoring system used by the program serves the 
program's purposes but provides little feedback to the 
PVOs ; 

o the PVOs need more help with income producing projects; 

o achieving self-sufficient activities and PVOs will 
require longer term projects; 

o more attention is needed for the training of PVO 
personnel and beneficiaries. 

CVSS/United Way has not yet had the time to respond to most 
of these recommendations. However, the Evaluation Committee, 
with the help of the staff, has proposed to take steps to further 
improve its work. It will provide additional training for the 
volunteers working with it and modify the forms they use to make 
them both simpler and more flexible, and it will adopt the 
procedure of sending questionnaires to the PVOs in advance of 
the site visits in order that the PVOs can have the information 
available and thus leave more time for discussions during the 
visit. Perhaps most important, the Committee will try to visit 
each project three times: first as the funds are being provided, 
then at some mid-way point and again at the end. In addition the 
evaluation sub-committee of the Research and Strategic Planning 
Committee has indicated an interest in studying the lessons 
learned from the program's operation to date. However, there du 
not seem to be common preparations or even coordination with the 
Evaluation Committee on the approaches to be taken in evaluating 
the program. 

d. Im~act Beincr Achieved 

As previously stated, the evaluations performed so far have 
provided only impressionistic conclusions concerning the impact 

which the program is having on the PVOs and the beneficiaries 
involved. Although the author of this report visited 15 sub- 
projects, his conclusions also must be impressionistic in the 
absence of baseline and current data on the income and well being 
of the beneficiaries. The following are the general conclusions 
which the author formed during his field visits. They are 
generally consistent with the observations of the previous 
reports cited, but are somewhat more negative concerning the 
sustainability of the activities which have been supported. 

1. The projects are reaching the poor. Indeed, the persons 
being attended often are young people whose prospects would 
otherwise be dim - e.g. dropouts from school, persons on 
probation or at risk with the criminal justice system, unemployed 



and unskilled residents of slums and single girls from families 
who have abused or rejected them. 

2. The programs of the PVOs being assisted usually are much more 
socially than business oriented. They often include day care, 
basic schooling and health extension services as well as 
vocational training and some productive activities. 

3. The projects presented as revenue producing are not yet 
operating on a financially self-sustaining basis, and only one (a 
dairy project in the central region) seems likely to achieve such 
a status. All continue to need subsidies from somewhere. 

4 .  Few of the projects are receiving any significant degree of 
technical assistance from CVSS/United Way. Hawever, a few are 
being assisted by other volunteers - from the U.S. Peace Corp, 
from church services and from Jamaicans who have retired and are 
able to help on a fairly consistent basis. 

5. CVSS/United Way has not performed any cost/benefit analysis 
of the projects nor do the PVOs seem to have information 
available which would permit judging the returns being achieved 
with the investments. 

6. Churches appear to be crucial to the operation of most of the 
projects either as direct sponsors or as facilitators. 

7. In several instances what are labeled as skills training 
projects turn out to be support for a basic school (one running 
through the fourth grade). 

8. None of the skills training projects have any systematic 
follow-up to determine to what extent the persons who have 
received training are using that training to earn income. The 
directors of several such activities assert that they keep track 
of the graduates informally, but they do not have information 
collected or analyzed. 

9. Marketing appears to be a problem for all the projects 
engaged in production in connection with their skills training 
programs. 

10. None of the beneficiary groups have obtained credit to 
expand the operations which have begun with CVSS/United Way 
support. 

In short, it would seem that the activities are serving the 
social welfare of the target populations, but are not likely to 
result in small businesses or even activities which will not need 
continuing subsidies to exist. 



e. Issues 

(1) -. It is not clear what is the expectation of 
CVSS/United Way and A.I.D. concerning the self-sufficiency of the 
activities being assisted under the allocations program, but it 
seems clear that the activities assisted so far will not lead to 
activities able to sustain themselves without further subsidy. 

(2) Strenuthenins of PVOs. The allocations program in general is 
not leading to stronger PVOs. The activities supported usually 
are only part of the overall program of the PVO, and they require 
continued subsidy to exist. The one year time limit on support 
from CVSS/United Way, its policy of not providing support for 
operating and administrative expenses and the small amount of 
technical assistance being provided all impede the ability of the 
PVOs to achieve significantly higher levels of operations on a 
listing basis. 

(3) Operatinu Emenses of PVOs. The policy of CVSS/United Way of 
supporting only selected projects rather than organizations is in 
conflict with its assertion that it is raising funds on behalf of 
the whole PVO community, and the conflict probably will grow more 
intense as CVSS/United Way's fundraising efforts expand. 

( 4 )  Impact Evaluations. The program for evaluating the sub- 
projects really is one of monitoring their implementation. It 
does not include information concerning impact nor any system for 
generating such information, and it does not include any cost/ 
benefit analysis of the activities. 

2. Provision of Technical Assistance and Traininq 

a. Technical Assistance to PVOs 

~V~~/United Way always has considered the provision of 
technical assistance to PVOs to be one of its responsibilities, 
and it has a standing committee on Technical Assistance and the 
Skills Bank. The committee consists of 10 volunteer members under 
the chairmanship of the Director of the Caribbean Applied 
Technology Centre. The committee members include persons with 
experience in marketing, health services, psychology, investment 
counseling, religion and the administration of PVO activities. It 
meets once a month to review the requests for technical 
assistance almost all of which are referred to it by the 
Allocations Committee or the staff working on the allocations 
program. The regional offices use their own volunteers in a 
similar fashion. If the committee does not have the requested 
experience available from its own members or persons they know 
personally it asks the President of CVSS/United Way to look for 
the appropriate persons through.the Skills Bank which she 
maintains. However, at present that bank contains the name of 
only 50 volunteers; is not computerized; and is not considered 



very useful by the organization. 

Between May 1986 and July 1989 CVSS/United Way has 
provided technical assistance to 12 different PVOs in 13 
instances. A few instances were for designing income generating 
activities and for preparing requests for funding from overseas 
sources. However, most of the instances were in conjunction with 
requests for allocations -- e.g., preparing proposals and up- 
grading various aspects of the administration of the 
organizations In the original AID grant funds also were included 
for workshops as a means of supplying technical assistance. Some 
were held. However, that modality has not been used in recent 
years mainly because of a lack of budget resources. 

There is general agreement that the amount of technical 
assistance provided is less than is called for. The reasons for 
this are several. First, PVOs are not aware of the extent to 
which they can request such assistance'or of its availability, 
and CVSS/United Way does not have a program to better inform them 
about it. Second, PVOs often do not see their own weaknesses, and 
thus do not take the initiative in seeking technical assistance. 
Third, the Committee does not have a budget for conducting 
surveys and other initiatives. Fourth, even when requested, the 
technical assistance often can not be provided because of the 
scarcity of volunteer time - and especially so if the amount of 
technical assistance required is substantial. In that connection 
it should be remembered that all the technical assistance is 
provided on a grant basis, and that the volunteers are not paid 
for their time or their expenses. An attempt to convince the 
Board that extraordinary service from volunteers should be 
compensated was turned down. Nevertheless, in expanding and 
reorganizing the Skills Bank it is likely that persons 
volunteering to have their names included will be permitted to 
indicate how much time they are able to donate and that time 
spent in addition to that amount will be paid at market rates. 

b. Technical Assistance to CVSS/United Way 

CVSS/United Way has received significant amounts of 
technical assistance from external sources almost all of which 
has been financed under the grant from USAIO/J. The core of the 
assistance was that provided by three U.S. resident advisors 
experienced in the operations of United Way of America. The First 
President of CVSS/United Way was such a person. She served as 
President from May 1984 until January 1986 and then as advisor to 
the current Jamaican President until her departure in May 1986. 
By all accounts she was a dynamic and experienced person who was 
important, even crucial, to getting CVSS/United Way going. Some 
observers have commented that she was not cost conscious enough, 
and thus created an organization which had to be substantially 
reduced in size in 1986 in order to be sustainable, and that her 
very dynamism created the impression that CVSS/United Way was a 



U.S. rather than a Jamaican organization. However, other 
observers assert that without the large and costly "take-offm the 
organization would not have taken hold of the imagination of the 
Jamaican public. 

The other two resident advisors were not such public figures 
as the first President. One was focussed on setting up the 
allocations program and the other on improving the financial 
controls system. Both remained in Jamaica for two years departing 
during 1987.. In addition to the resident advisors, several short 
term advisors from United Way gave courses during 1985-86 on 
campaign techniques and on strategic management; and in early 
1988 gave workshops on grantsmanship. In general the work 
appears to have been favorably received although some comments 
were made that the advisors had a tendency to bring with them 
ttpackagedtt approaches which needed considerable modification to 
be useful in Jamaica. 

Apart from the assistance from United Way of America , AID 
financed the 1986 external evaluation by a three person team and 
the follow on short term assistance (two to three weeks in each 
quarter for a year) from the chief of the evaluation team to help 
CVSS/United Way introduce certain organizational improvements and 
to prepare a proposal for the Project Paper Supplement of 1987. 
At present, there does not seem to be a demand for additional 
technical assistance from external sources except for help from 
United Way of America in arranging a swap of Jamaican debt for 
financial support to CVSS/United Way. 

c. Trainins for PVOs 

The only training for PVOs organized by CVSS/United Way is a 
two and a half day course given annually in September for the 
leaders of volunteer groups associated with the PVOs. The course 
is for some 80 to 90 persons plus the CVSS/United Way staff. Each 
person pays $19 to attend. The course is focussed on explaining 
the nature of United Way and the overall program. As mentioned 
above, in the early years of the AID grant workshops were held as 
a way of providing technical assistance, but budget constraints 
have prevented their continuation. 

The almost complete lack of training sponsored by 
CVSS/United Way is the result of both budget constraints and the 
assumption that training will be provided by CVSS. (See subpart 
C4 below.) Unfortunately, CVSS is not sponsoring the type of 
training which would appear to be called for to achieve the 
purposes of the program being supported by the AID grant. 

d. Issues 

(1) Amount of Technical Assistance. The amount of technical 
assistance being provided for PVOs is well below the level which 



is needed. To provide the amount and variety of technical 
assistance which would be desirable would require a large 
increase in the amount of volunteer time or the use of paid 
technical advisors. Plans for such steps do not exist. 

(2) Lack of Training Sup~ort. CVSS/United Way provides almost no 
training for its own volunteers and for PVOs in part because of 
budget constraints and in part because it is assumed that CVSS 
will provide training to the PVO community. However, CVSS is not 
providing the level and type of training that is required. 

Information and Publicity 

CVSS/United Way utilizes a variety of techniques and 
channels to provide information to the public about itself and 
its programs. They include: 

o a bimonthly news bulletin distributed free of charge; 

o a public ceremony llkicking-offlt each yearly fund- 
raising campaign; 

o video and radio spots to be used during the yearly 
fundraising campaigns; 

o a mediathon to close the campaign (used in 1987); 

o billboards; 

o a documentary about the programs of CVSS/United Way for 
use in segments on television; 

o the placement of stories in newspapers; 

o traveling poster exhibits for use in libraries and Pvo 
offices; 

o poster contests in schools; 

o open meetings in parishes (an initiative of the central 
region) ; 

o tours for key volunteers and donors of projects being 
supported (an initiative of the western region). 

The purpose of the information effort is to stimulate giving 
during the campaign rather than to stimulate the volunteering of 
time or the transmission of technical information. 

The responsibility for the informatior1 work is shared by the 



Manager/Communications of the staff who attends to the bi- 
monthly publications and the various ceremonies, and by the 
standing Committee on Communications. The staff had resources of 

less than $6,000 for publicity in 1988. The 1989 budget amount 
was increased to $23,000.The Committee is chaired by the director 
of a publicity firm. It has 12 members all of whom are active 
professionally in various aspects of publicity. The Committee is 
broken down into two sub-committees - one for audio/video 
productions and one for writing and print media. The Committee 
meets once a month. It has no budget for itself. Members donate 
their own time and obtain placements and media time at a discount 
or for free. 

During the 1988 campaign the communications effort was 
impeded by the situation that most of the radio and TV outlets 
had provided so much free time in response to appeals related to 
Hurricane Gilbert that they were not willing to provide free time 
to the United Way campaign, and that the telephone system had not 
been repaired sufficiently to permit the holding of a media- 
telethon. 

For 1989 the Committee plans to: emphasize the successes of 
the health and skills training activities supported by the United 
Way; use the documentary on CVSS/United Way which was not fully 
used last year; rework its jingles; and get overseas radio 
outlets hooked into the media-telethon planned for the final days 
of the campaign. The Committee also has identified problems which 
it wants to address. They are: 

o More attention should be placed on convincing PVOs that 
the CVSS/United Way system is good for them and not a 
competitor for limited funds from donors. 

o A budget for the Committee is needed so that media time 
can be purchased if necessary to get out message in a 
timely manner rather that always having to rely on 
donated time which is provided "when available.I1 

o More attention should be placed on getting news (not 
just feature stories) placed in the media,and that will 
require paying travel costs of volunteers who gather 
news, paying for a staff member experienced in 
journalism to be assigned to the committee as the 
organizer and guide of the volunteers, organizing 
reminders for the volunteer on how to llmakell news and 
cultivating the community newspapers and local radio 
stations. 



b. Issues 

Although the reputation of CVSS/United Way is good and the 
nature and purpose of the organization well known among the 
public, there are three issues which deserve attention: 

(1) Lack of Analysis. CVSS/United Way has not analyzed the 
relative effectiveness of the various techniques it is using to 
provide information to the public. Should it decide to provide 
funding for improving the publicity effort rather than relying 
almost exclusively on volunteer efforts, it will be increasingly 
important for CVSS/United Way to have informed judgments on this 
topic. 

(2) Information for WOs. CVSS/United Way is paying little 
attention to providing information to the PVO community on the 
nature of the services which it can provide. Although this does 
not seem to be a problem for the allocations program, it is 
probably one of the reasons that the level of technical 
assistance being provided is so low. 

(3) Divisions of Labor Between Staff and Volunteers. The 
appropriate division of labor between the staff and the volunteer 
committee is not as settled in this area as in the other areas of 
CVSS/United Way's activities. The committee appears to want a 
staff person assigned to its direct supervision. 

4. Relation with CVSS 

CVSS was founded in 1940 as a membership organization 
representing those PVOs who choose to join it. It currently has 
66 members who pay dues of the equivalent of $9.43 a year. It is 
governed by an elected Executive Committee of 16 persons who 
serve for one year but can be reelected up to three times. It has 
a staff of nine persons, four of whom are professional personnel. 
Two of the professionals at present are working under the 
guidance of CVSS/United Way - one in Kingston and one in Montego 
Bay. The Chief Executive Officer for many years recently retired. 

CVSSt budget for the year ending March 1989 was the 
equivalent of $112,528 of which $37,735 was for salaries. The 
sources of its revenue were a contribution from the GOJ ($9,434), 
direct support from the AID grant to CVSS/United Way ($55,793) 
and support from the allocations program of CVSS/United Way 
($18,868). CVSS does not try to raise funds for itself from the 
public because it thinks that that would place it in direct 
competition with its members. 

Traditionally, CVSS has been engaged in providing training 



for its members and organizing special events. It has published a 
directory of social service organizations in Jamaica and 
supported networking among the PVO community. It played an 
important role in fostering the creation of a United Way type 
fundraising system in Jamaica. However, after the creation of 
CVSS/United Way tensions arose between the two organizations. 
This was due to several reasons. First, CVSS members reacted 
negatively to the fact that CVSS/United Way decided to finance 
selected projects rather than the PVOs themselves and to the 
standards of selection adopted by CVSS/United Way; and they 
tended to blame CVSS for letting that happen. Second, 
CVSS/United Way received much more financial support from the GOJ 
and AID than did CVSS, and thus CVSS/United Way was able to 
become more active on all fronts giving the impression that CVSS 
had little substantive role to play vis-a-vis the PVO community. 
Third, the lack of problems between the PVO community and the GOJ 
meant that there was no urgent need for CVSS (or anyone else) to 
be a spokesman or representative of the PVO community - thereby 
further eroding CVSS' stature. Fourth, as mentioned in Part A 
above, the 1986 external evaluation of CVSS/United Way 
recommended that CVSS/United Way should concentrate on 
fundraising and the allocations program with related technical 
assistance while leaving to CVSS responsibility for training and 
technical assistance in preparing proposals for the allocations 
program, being the of the PVO community and representing 
the community to the United Way system. Further, the AID grant to 
CVSS/United Way provided for direct support to CVSS' operating 
expenses and revised certain amounts to be used for fundina 
subprojects presented through CVSS. As a result, one of the staff 
members of CVSS/United Way was transferred to CVSS to increase 
its capacity to perform those functions. The result of this 
action was some feeling in CVSS/United Way that CVSS was being 
artificially supported rather than being supported in proportion 
to its accomplishments and potential, and that as a result CVSS 
was using funds which might better be spent to support 
~VSS/United Way's own operating expenses. 

As a result of the continuing tension between the two 
organizations a taskforce with representatives of each was 
created in 1987 to study the situation. It concluded that it 
would be better to merge the organizations into one, but that 
recommendation was not accepted by the respective Boards. Thus, 
at the present there is something of a llstand-offll between the 
organizations. On one hand, CVSS asserts that it represents its 
members' interests and that only it, as a membership 
organization, can do so effectively. CVSS also purports to be 
able to provide training and services to those members including 
technical assistance to improve their operations. However, CVSS 
recognizes that with the completion of funding under the AID 
grant, it is not likely to be able to continue the level of 
activities achieved during the past few years until it is able to 
raise the funds necessary to build an office and meeting center 



which will serve both as its headquarters and as rentable space. 
(At present, CVSS has raised only $75,000 of the $1.132 million 
it estimates is necessary to construct the building) On the other 
hand, CVSS/United Way considers that being associated with CVSS 
has been an impairment to its fundraising efforts since some 

potential donors may think it unwise to provide funds to an 
organization closely associated with the very PVOs it is supposed 
to be evaluating, and thus CVSS/United Way is preparing to change 
its name to .United Way and reduce CVSS' participation on its 
Board. It also plans to treat applications for assistance from 
CVSS the same as applications from other PVOs. If taken literally 
that would mean no further support for the operating expenses of 
CVSS and its virtual extinction as an organization able to 
provide training and technical assistance to anyone. 

Thus it would seem that the AID grant has not succeeded in 
creating a sustainable, much less a mutually supportive, 
relationship between CVSS and CVSS/United Way. At this point 
perhaps nothing further can be done, and the best course would be 
to let circumstances dictate how the relationship will evolve. 
However, from the point of view of efficiency it would seem to be 
better for United Way to assume responsibility for all aspects of 
the support of the PVO community except the representative one. 
Even that aspect could be absorbed by United Way through the 
creation of mechanisms and a modified Board of Governors which 
would give PVOs themselves a greater voice in the organization. 

D. RELATIONSHIP WITH A.I.D. 

1. Performance in Meetins A.I.D.'s Obiectives 

In the six years covered by the project (1983-1989) USAID/J 
has provided $3.9 million to CVSS and CVSS/United Way through 
Grant Project Agreements. It also has obligated $1.060 million in 
Grant Project Agreements with CVSS/United Way for rehabilitation 
and reconstruction programs in response to the damage caused by 
Hurricane Gilbert in September 1988. The terms and conditions of 
these agreements are described in part A above, and the 
utilization of the funding of those agreements by CVSS and 
CVSS/United Way is described in various parts of this report. 

USAID/J had several purposes in providing funding to CVSS 
and CVSS/United Way. The main ones as expressed in the agreements 
were: 

o to provide assistance to between 47 and 52 PVO 
sponsored activities which would become self-supporting 
or at least self-sustaining; 



o to train at least 40 PVO personnel in the selection, 
design, implementation and evaluation of projects; 

o to provide technical assistance and training to PVOs 
through workshops and direct management assistance; 

o to bring at least 20 PVOs tc a state of performance 
which would enable them to attract funds from overseas 
sources ; 

o to establish a self-sustaining entity which would 
administer the activities and achieve a capability to 
raise three million Jamaican dollars ($566,000) per 
year for its projects; 

o to attract at least six million Jamaican dollars ($1.13 
million) of support to the program from the GOJ; and 

o to establish an Emergency Relief Fund to be 
administered by CVSS/United Way. 

Underlying the effort was USAID/Jts desire to expand its outreach 
to PVOs through activities larger than those usual for the 
Special Development Project and smaller than the minimum required 
for OPG support and to create an indigenous, self-sustaining 
fundraising system. 

In large, USAID/J has  net its objectives through CVSS/Uaited 
Way. That organization has handled the funds from both the 
project itself and from the hurricane related grants; it has 
exceeded the targets for fundraising; and it has a good chance of 
becoming self-sustaining through continued support from the GOJ 
and the fees charged for the handling of subgrants made from the 
proceeds of its fundraising campaigns. USAID/J has also met its 
objective of providing support to a large number of PVO 
activities and of reaching the poor through them. The principal 
shortfalls have been in the weakness of the technical assistance 
and training programs for the PVOs and in the failure of AID to 
get much public credit for its support. (At none of the activity 
sites visited by the author of this report were there any A.I.D. 
signs and at only one was there even a small paper decal showing 
an A.I.D. related symbol.) 

The two failures of the project are that: (i) few, if any, 
of the PVO activities will be self-sustaining, and many not even 
sustainable, at the end of A.I.D.'s support; and (ii) none of the 
PVOs which have been assisted will have developed a capacity to 
obtain funding from abroad on their own. However, the latter 
situation may represent more a change in strategy than a failure 
since, with the formation of CVSS/United Way in 1985, the purpose 
of creating such capability in individual PVOs for all intents 



and purposes was abandoned. 

On balance, it would seem that the project should be 
considered a success. However, that success could be undermined 
if the major issues identified in this report are not addressed. 

2. Guidance and Monitorincr bv USAID/J 

At the time the evaluation most of the reporting and 
monitoring instruments and devices called for in the Project 
Agreements were not being used. Quarterly and annual reports from 
CVSS/United Way to USAID/J were not being prepared; copies of 
individual project reports were not being sent to USAID/J; copies 
of subgrant agreements, the implementation plans, the list of 
goods to be acquired and the plans for procurement were not sent 
to USAID/J (much less before the disbursement of funds as was 
called for); and monthly meetings between CVSS/United Way and 
USAID/J were not being held. Although the evaluator did not find 
copies of quarterly and annual reports in the files of the 
mission office in charge of the project, that office reports t.hat 
such reports were received until 1987 when it was agreed that 
only financial reporting would be necessary in the future. That 
financial reporting was to include information on procurement and 
disbursements. However, the main financial reporting which was 
being observed was the submission of an annual audit by an 
independent accounting firm. Nevertheless, USAID/J appeared to be 
well informed concerning the project. 

USAID/Jfs involvement in the project has varied in intensity 
and approach. As one would expect, the involvement was 
particularly heavy at the beginning, immediately after the 
assumption of the Presidency by a Jamaican in place of the 
external advisor and in the process of modifying the project's 
approach in 1987. Although USAID/J is an ex-officio member of the 
Board of Governors of CVSS/Unired Way and entitled to attend 
Board meetings, it was not customary for it to do so. It did, 
however, receive copies of the minutes of the meetings of the 
Executive Committee and the Board, and maintained its contact 
with the organization principally through personal contact with 
the President. 

The President expressed some concern about the delays in 
receiving feedback on the two-year Operations Plan which was 
submitted to USAID/J for 1987-1989 and in USAID/Jfs dealing with 
the controversy concerning the use of the Emergency Relief Fund 
to purchase communications equipment; about the close scrutiny to 
which she and the organization were subject during the early part 
of her time in office; and about the lack of flexibility by 
USAID/J concerning shifts in the shares of the grant funds among 
the eligible sectors. However, in general the parties seemed to 
be satisfied with the nature of USAID/Jts guidance and 
supervision. Indeed, several members of the Board commented 



favorably on the way in which that guidance and supervision had 
evolved over time toward a greater flexibility and a lighter 
touch as CVSS/United Way gained experience. They would welcome 
continued assistance from, and association with, USAID/J. 

3 .  Issues 

Continuation of A.I.D. Sup~ort 

The main issue facing USAID/J in relation to CVSS/United Way 
is whether it should provide additional support and if so to what 

purpose and in what form. Although no formal request has been 
made by CVSS/United Way to USAID/J for additional support, both 
the President and various members of the Board indicated that 
they will seek such support. Although at the moment USAID/J has 
no plans to provide additional support for CVSS/United Way either 
in dollars or through the joint programming with the GOJ of 
counterpart funds of PL 480 sales proceeds, USAID/J is not closed 
to considering an unsolicited proposal from CVSS/United Way or 
other suggestions such as the use of debt swaps through U.S. 
PVOs . 

The argument usually set forth to justify additional support 
is that CVSS/United Way needs more time to achieve a level of 
fundraising which will maintain its program and operating budgets 
at the current level; and that, in the absence of continued 
A.I.D. support, CVSS/United Way will loose momentum and 
credibility with the PVO community. The counter argument is that 
continued support from USAID/J will tempt CVSS/United Way not to 
take the steps which it needs to take to increase the funds 
available for its operating expenses and to increase its 
fundraising from private and public sources overseas. 

Assuming the correctness of the analysis of CVSS/United 
Way's financial prospects set forth in subpart B 3 above, the 
organization should be able to continue its operations and its 
programs even in the absence of continued support from USAID/J 
for its general operating expenses and for the subprojects 
program. USAID/J might have to use its influence with the GOJ to 
assure that it continue its current level of support to 
CVSS/United Way, but that does not seem to be a likely problem. 
Thus a simple continuation of support from USAID/J along the line 
of the recent past would seem to be neither crucial for the 
organization nor desireable from the point of view of providing 
an incentive to it to reach self-sufficiency. 

However, it is unlikely that. CVSS/United Way will have 
either the financial resources or the risk-taking attitude 
necessary to carry out the various improvements in and expansion 
of its programs which it has been discussing or which are 



suggested in this report unless it receives external assistance 
to do so over the next few years. Such support, which is clearly 
targeted on particular improvements and particular types of 
programs, should not undercut the incentive for achieving self- 
sustainability. Likely candidates for such support are: 

(i) a fund for the support of entrepreneurial activities 
among the target populations and the provision of credit to those 
activities by selected PVOs; 

(ii) a fund for the creation of an expanded technical 
assistance effort which could include both donated and cost 
reimbursement assistance depending on the purpose and nature of 
the activity being assisted; 

(iii) a fund to support the longer term institutional 
development of selected PVOs; 

(iv) a fund for the accomplishment of the more important 
analytical work suggested in this report; 

(v) support during one or two years (at the most) of an 
expanded staff for CVSS/ United Way as suggested earlier in this 
report. 

Public Recosnition of A.I.D./s Support 

Although the staff and the key members of the Board are 
aware of the role which A.1.D has played in the development of 
CVSS/United Way, and although some recognition apparently was 
given in newspaper articles and inaugural ceremonies to that role 
and to the support which A.I.D. funds provided to the PVOs, it 
does not seem that there is much awareness of the extent of 
A.I.D./s support either among the PVOs or the beneficiaries of 
the activities being supported with A.I.D. funds. In many of the 
sites of those activities visited by the author of this report, 
United Way signs are posted. As previously mentioned, in none 
were there any A.I.D. signs. If USAID/J provides additional 
support to CVSS/United Way it might incorporate in it a program 
for heightening public recognition of A.I.D.'s support and, 
perhaps, for the placing of A.I.D. signs at the sites of 
activities supported by A.I.D. - both under the past grants and 
in the future. 

E. MAJOR CONCLUSIONS AND ISSUES 

Strenaths and Accomplishments 

CVSS/United Way has shown strengths and achieved many 
targets and projected results during the course of A.I.D.'s 
support for its creation and operation. The more important of 



these are: 

o It has developed an extensive network of volunteers who 
provide most of the professional and fundraising work 
required by the program. 

o It has a Board composed of both prestigious and active 
members. 

o It has maintained harmonious relations among the Board, 
the volunteers and the staff. 

o It has created a generally favorable view of the United 
Way system among the public of Jamaica. 

o It consistently has fulfilled its fundraising targets. 

o It has placed substantial funds in subgrants to PVOs in 
benefit of the poor, and conducts extensive monitoring 
of the operation of those subgrants. 

o It has made substantial progress on reaching 
sustainability as an organization. 

o It is paying active attention to improving its 
strategic planning and to holding down administrative 
costs. 

o It has demonstrated that it can offer A.I.D. an 
effective mechanism for channeling funds to PVOs and 
small activities. 

2. Shortfalls and Weakness 

Nevertheless, there have been shortfalls and weaknesses in 
the performance which had been expected of CVSS/United Way and 
its programs. The more important of these are: 

o Its fundraising and programs are still heavily 
concentrated in metropolitan Kingston. Almost no 
attention is being paid to the eastern parishes, and 
the central and western regional programs evidence 
important weaknesses. 

o Fundraising is still heavily dependent on giving by 
businesses and especially by the larger corporations. 
Fundraising from employees and from overseas sources is 
still very weak. 

o The use of "donor optionsM presents difficulties for 
achieving higher levels of support for both the 
subgrant program and for the CVSS/United Way's 



administrative expenses. 

o Many of the administrative improvements suggested by 
the 1986 external evaluation have not yet been 
implemented. 

o The attention to holding down costs has led to a 
reduction of staff to a size not sufficient to 
accomplish all the tasks facing the organization and to 
a reluctance to supplement the labor of volunteers with 
paid services even when such services appear necessary 
to achieve the organization's purposes or to improve 
its performance. 

o The effort of evaluation is still mainly one of 
monitoring the subprojects, and steps to judge the 
impact of the activities being supported have not yet 
been taken effectively. 

o The PVO activities being supported are not likely to be 
financially self-sustaining, and many may not be fully 
sustainable after the completion of that support. 

o The programs for providing technical assistance and 
training to PVOs and their beneficiaries have been much 
less active and effective than is desireable. 

o Training for the staff and cooperating volunteers has 
been very slight in recent years, and is less than 
necessary. 

o The program is not likely to produce PVOs able to raise 
funds from external sources; and because of the 
policies governing the allocations program, it is not 
likely to lead to much institutional strengthening of 
the participating PVOs. 

o The relationship betkeen CVSS and CVSS/United Way has 
not been smooth nor is it yet settled. 

3. Issues and Problems 

The main issues and problems which face CVSS/United Way are: 

o How to manage its relationship with CVSS and settle the 
division of their responsibilities to the PVO 
community. 

o The extent to which the sub-grants program should be 
modified to address better the institutional 
development needs of the PVOs themselves. 



o The extent to which the sub-grants program should be 
modified to foster entrepreneurial activities and to 
introduce the use of credit programs. 

o How to expand CVSS/United Way's fundraising without 
depriving the PVOs themselves of the opportunity to 
obtain donations for their operating expenses. 

o How to tap financial support from overseas sources 
including Jamaica residents abroad and private and 
government donor agencies. 

o How to fund the increased staff, the analytic work and 
the operational improvements required for the expansion 
of both its fundraising efforts and its programs in the 
next few years. 

o How to organize and focus a more effective technical 
assistance and training program for PVOs and their 
beneficiaries. 

o What should be the nature of any additional support 
from USAID/J. 



Projects Visited - Kinuston Metropolitan Area continued 
Sickle Cell Day Care Program of the University of the West 

Indies 

St. Matthew's Church Outreach Program 

St. Andrew's Church Settlement Program 

VOUCH 

Proiects Visited - Central Resion 
George's Valley Community Council - Meeting Hall 
Richmond and Heartease Dairy Livestock Project 

St. James Church Outreach Program 

Soroptimists Women's Auxiliary/Mandeville Parish Church 
Skills Training Program 

Proiects Visited - Western Reaion 
Montego Bay Community Home for Girls 

Montego Bay Boys and Girls Club 

Lucea School of Home Economics - Hanover 



Attachment 1 

List of Interviews and Field Visits - Jamaica 

Mr. Myron Golden, Deputy Mission Director 

Mx. Nola Mignott, current Project Officer, Office of 
Education and Human Resources 

Ms. Yvonne Johnson, previous Project Officer, II 

Ms. Ruby Baker, Office of Program and Economic Planning 

Mr. Mathias Gweshe, Office of the Controller 

Staff of CVSS/United Way 

Mrs. Avis Henriques, President and Chief Professional 
Officer 

Mrs. Beryl Miller, Vice President/Finance and Administration 

Mrs. Winsome Wilkins, Vice President/Campaign 

Mrs. Hazel Sherlock, Executive Vice President/Central Region 

Mrs. Jacqueline Kennedy, Executive Vice President, Western 
Region 

Mrs. Dorothy LaCroix, Manager/Communications 

Mr. Oscar Riley, Computer Operator 

Miss Daphne Levy, Executive Secretary 

Members of the Board of Governors of ~Vss/United Way 

Mr. Elon Beckford, Vice Chairman and Chairman of the 
Campaign Cabinet 

Mr. Peter Moss-Solomon, Chairman of Allocations Committee 

Mr. John Burke, Chairman of Government/International 
Relations Committee 



Members of the Board of Governors of CVSS/United Wav continued 

Mrs. Eunice Bent, Chairman of Communications Committee 

Dr. Edward Greene, Chairman of Research and Strategic 
Planning Committee 

Mr. Larklin Hall, Chairman of the Personnel Committee 

Mrs. Pat Robinson, Chairman of the Project Evaluation 
Committee 

Dr. Henley Morgan, Chairman of the Technical Assistance and 
Skills Bank Committee 

Staff of CVSS 

Miss Elsie Sayle, Chief Executive Officer 

Mrs. Shelia Nicholson, Technical Assistance Officer 

Government of Jamaica 

Ms. Tynsdale, Financial Secretary of the Ministry of Finance 

Informed Observers 

Col. David A. Baxendale, Territorial Commander of the 
Salvation Army 

Mr. Sheldon, Lawyer and former member of the Executive 
Committee of CVSS 

Mr. P.J.C. Thwaites, President, Dyoll Insurance Co. Ltd. 

Proiects Visited - Kinaston Metropolitan Area 
Diabetic Association Outreach Program 

Hanover Street Baptist Church Outreach Program 

Open Bible Church Outreach Program 

Rolph Grant Senior Citizens Home of the Webster Memorial 
Church 



VOUCH 

Sickel Cell Day Care Center, University of the West Indies 

St. Matthews Church Woodworking Project 

St Andrewf s Settlement Project 

Proiects Visited--Central Reaion 

St. James Skills Training Project 

SWA Skills Training Project 

Richmond Heartease Newhall Dairy Project 

George's Valley Community Hall 

Proiects Visited--Western Reaion 

Montego Bay Community Home for Girls, St. James 

Lucea School of Home Economics, Hanover 

Montego Bay Boys and Girls Club, St. James 



Attachment 2 

of Jamaica 

CHAIRMEN OF COMMITTEES 

Mr. Desmond Blades 
Managing Director 
Musson Jamaica Ltd. 

- Finance Committee 

Mr. Elon Beckford - Campaign Cabinet 
Managing Director 
Jamaica Citizens Bank Ltd. 

Mr. Peter Moss-Solomon - Allocations 
Financial Controller 
Grace Kennedy 6 Company Ltd. 

Mr. John Burke 
Attorney-at-Law (rtd) 

Emergency Relief Fund 

3214 Duke St ree l .  
K~ngston,  Jamaica 
Tel 92-29424-6 

- Government/International Relations 

Mrs. Eunice Bent - Communications 
Director 
Communications Consultants Ltd. 

Dr. Edward Greene - Research 6 Strategic Planning 
Director 
Institute Social 6 Economic 

Research 
University of the West Kindles 
Mona 

Mr. Larklin Hall - Personnel 
Asst. General Manager 
Jamaica National Building Society 

Mrs. Pat Robinson - Pro j ec t Evaluation 
Administrator 
Jamaica Teachers Aesociation 

Dr. Henley Morgan - Technical Assistance 6 Skil.1~ Bank 
Director 
Caribbean Applied Technology Centre 

July 7, 1989 

BEST AVAILABLE CQIP$ 



Attachment 3 

* Committee Chairman 

BOARD OF GOVERNORS 

* Mr. Desmond Blades Chairman 
Managing Director 
Musson Jamaica Ltd. 

* Mr Elon Beckford Vice Chairman 
Managing Director 
Jamaica Citizens Bank 

Mr Dennis Morrison Vice Chairman 
Attorney-at-Law 
Dunn Cox & Orrett 

Mr. Donald Banks 
Managing Director 
National Commercial Bank Ltd. 

Miss Peta-Ann Baker 
Director 
Association of Developing Agencies 

Mr. Rae Barrett 
General Manager 
Seprod Limited 

* Mrs. Ennice Bent 
Director 
Communications Consultants Ltd. 

* Mr. John Burke 
Attorney-at-Law (rtd) 

Mrs. Clover Chung 
Company Secretary 
Jamaica Int'l Telecommunications Ltd. 

Rev. Raymond Coke 
Minister 
Meadowbrook United Church 

Mrs. Pearl Earle 
Ministry of Social Welfare 

Mrs. Gloria Edwards 
Registrar of Companies 

Unl bed H 
of Jamaica 

321'2 D ~ k e  S!:ee!. 
K~ngston.  Jaral tca.  

Tei 32 29424-6 

BEST AVAILABLE COPY 



Board of Governors 

Mr. Douglas Folkes 
Managing Direc tor  
Mutual Securi ty Bank Ltd. 

Mr. Owen Moss-Solomon 
Direc tor  
Hardware & Lumber Ltd. 

Mr. Peter  Moss-Solomon 
Financia l  Cont ro l le r  
Grace Kennedy & Company Ltd. 

Mr. Ian  Murphy 
Managing Direc tor  
Ian Murphy & Associates  

M r .  Dwight Nelson 
Direc tor  
J t .  Trade Unions Development Centre 

Miss E l s i e  Sayle 
Executive Direc tor  
Council of Voluntary Socia l  Services 

Mr. Stephen Shelton 
Attorney-at-Law 
Myers, F le tcher  6 Gordon 
Manton & Hart 

Mr. Les ter  Spaulding 
Managing Direc tor  
Radio Jamaica Ltd. 

D r .  Car l  Stone 
Dept. of Soc ia l  6 Economic Studies  
Universi ty of t he  West Indies  
non8 

Mrs. Pat  Robinson 
Administrator 
Jamaica Teachers Association 

D r .  Edward Greene 
Direc tor  
I n s t i t u t e  of Socia l  & Economic Research 
Unl,versity of the  West I n d i e s  
Mona. 



Board of Governors (contd) 

Mr. Herbert Walker 
High Commissioner for 
Jamaica in U.K. (rtd) 

Prof. the Hon. Sir John Golding 
Director Mona Rehabilitation Centre 
University Hospital of the West Indies 
Mona. 

Mr. Bert Gordon 
Managing Director 
Long Pond Estates 
Clarks Town 
Trelawny 

Mr. Fred Hudson 
Managing Director 
Vehicle World Ltd. 

Mr. Larklin Hall 
Asst. General Manager 
Jamaica National Building Society 

Mrs. Winnie Hunter 
(formerly Director, Jamaica Information Service) 

Miss Kathleen Johnson 
Consultant 
Communications Centre Ltd. 

Mr. Noel Lee 
Director Elections 

Mr. Leslie Lawie 
Managing Director 
Jamaica Transformers Ltd. 

Mrs. Deanna McFarlane 
Director 
Jondee Ceramics Ltd. 



Board of Governors (coned) 

* Dr. Henley Morgan 
Director  
Caribbean Applied Technology Centre 

Mr. Cecil  Chuck 
Chairman 
United Way of Jamaica 
Western Region 

Mr. Trevor Weston 
Chairman 
United Way of Jamaica 
Central  Region 

Mr. Dennie Repole 
Director  
Repole Archi tec ts  & Planners 

Er. Delroy Lindsay 
Executive Director  
P r iva te  Sector Organization of Jamaica 

Miss Joyce Chang - Honorary Secretary 
Company Secretary 

Miss Nola Mignott - Ex-officio 
Projec t  Officer  
U.S.A.I.D. 

July  7 ,  1989 



W I T E D  GAY OF JAMAICA 

STAFF LIST AS AT JULY l o ,  1989 

Pos i t i on  Date of 
E m p l o w a t  : 

~ v i s  Henriques (Mrr) P r ee iden t l  January 1, 1986 
Chief Profemrional O f f i c e r  

Beryl Mi l l e r  (Mra) Vice-President October 1, 1987 
Finrnce/AdmIn. 

Winsome Wilkins (Ws) Vice-Prer i den t  August 1, 1985 
Campaign 

Hazel Sher lock (Mr8) Executive Vice- February 1,1985 
+ Pre r i den t  

Cen t r a l  Region 

Jacque l ine  Kennedy (Mrs) Executive Vice- November 11,1985 
Pres iden t  
Weatern Region 

~ o r o t h y  Lacroix ( ~ a )  Manager1 ~ u l y  1, 1988 
C o ~ n i c a t i o n r  

Carmen Lazarus (Mra) Manager/ Ju ly  18,  1985 
Al loca t  ion8 

Helen Harr ison (Mrr) A l loca t i ons  J u l y  10,  1989 
Aaaociate 

E la ine  Bygrrve Campaign Ju ly  1, 1988 
.Assoslate I 

Denise W i l l i a m  (Miss) Campaip  
k r o c i a t e  11 

Audrey Lewie (Mime) Accountin8 Clerk I November 1,1988 

Es ther  Jagobin Accounting Clk I1 December 14,1988 

Daphne Levy (Hiss)  Executive Sec r e t a ry  A p r i l  1, 1988 

Denna H e d n g  (Miss) Secre ta ry  August 16,1988 
Campaign *Unit 

Joy Nelson (Mra) Secre ta ry  August 1,1985 
Cen t r a l  Region 

Novelyn Symeatrr (Hiss)  Secre ta ry  August 29,1988 
Wertem Region 

Orcr r  Ri ley (Hr) Computer Operator February 8,1988 

Esme Smell ie  (Mrs) Telephone Operator1 December 27,1988 
Recep t ion le t  

Lloyd Campbell (Mr) Mesaanger 

Cleopatra  Green (Miss) Of f i c e  
A t  tandant  

January 26,1988 

January 10, 198? 



Attachment 5 

NAME: 

UNITED WAY OF JAMAICA 

OFFICERS TRAINED BY UNITED WAY INT'L 

1985 - 1989 

COURSE : DATE : - 
Henriques, Mrs.Avis United Way System January 

Management Course 11 
(Silver Series) to 

Individual Leadership April 

Giving 
Fund-raising Comcepts 

1985 

& Practices 
Allocations & Agency 

Relations 
Managing a United Way 

(All courses at NAV) 

Lazarus,Mrs Carmen United Way System (NAV) August 1985 
Community Problem 

Solving (NAV) 

Wilkins,Mrs.Winsome United Way System (NAV) March 1987 

Miller,Mrs.Beryl United Way System (NAV) 

Wilkins,Mrs Winsome Resource Development 
Practices h Concepts (NAV) 

Bygrave,Miss Elaine United Way System (NAV) 

Wil~irPs,Miss Denise I I 11 11 I I 

8' 

HaBZqws,Kra Avis Management Course I11 
(Gold Series) (NAV) 

19 11 Management Course IV 
(Gold Series) (NAV) 

Wilkins,Mrs Winsome Positioning United Way 

in a Competitive 
Environment (NAV) 

LaCroix, Mrs Dorothy Marketing (NAV) 

July 1988 

February 1989 

March 1989 
I I I I 

April 1989 

May 1989 

May 1989 

May 1989 

July 17, 1989 

BEST AVAILABLE COPY 



1989 C W A I C N  CABINET STRUCTURE 

Sf. JAWS Q 

BES7 AVAILABLE COPY 



1989 C A L E N D A R  O F  EVENTS - CAMPAIGN 
A t t a c h m e n t  7 

DATE TIME VENL'E 

JANUARY Employor campaigno 

Campaign Cabinet Meeting 18 7:45 a.m. Terra  Nova 

FEBRUARY F ina l  Campaign Cabinet Maecing 2 4:00 p.m. Terra Nova 

Press  party Announcement of 
Result8 15 4:30 p.m. 

MARCH 

APRIL 

MAY 

JUNE 

Employee In-house h r d i n r r c o r ' e  
Forum 2 2  3:00 p.m. 

Evaluation of Campaign 4 

Victory Par ty  1 7  6:00 p.m. 

Employee Campaigns 

Employee Campaigns 

Administrative S taf f  Colle 

Volunteer Recruitment 

Campaign l h c u i v e  Commitcw k t k y  19 7:45 a.m. Mr. Denny Repole's O f f i c e  

New Volunteers Forum 26 4:30p.m. Tarra Nova 

Employee Campaigns 

Volunteer Recruitment 

Volunteer Training 

Employee Avards Function 

P ro jec t  Tours 

Employee Campaigns 

31 2:30p.m. Petroleum Corporation of 
Jamaica's Audiror?un 

Voluntrer Rrcruitment 

Volunteer Training 

Campaign 0 ~ 4 3 1 ~ 1  badttw ktiny 1 7;45 a.m. Terra Nova 

P ro jec t  Tours . 
Nation Bui ldr re  Avards 14 6:OO p.m. Uyndham Hotel 

Campaign Cabinrt Meeting 21 7;45 a.m. Terra Nova 



JULY Employee Campaigns 

Project Tours 

Campaign Execut ive  Committee 
Meeting 5 7:45 a.m. 

Campaign Cabinet  Meeting 12 7:45 a.m. 

AUGUST Campaign Cabinet  Meetin8 23 7:45a.m.  

SEPTEMBER Campaign Execut ive  Cormuittee 
Mee t i n g  6 3 : 3 0  p.m. 

P r e s s  Conference t o  Luunch 
Campaign 1989 6 4 : 3 0  p.m. 

Employee Campaignv 

Pro j e c  t Tours 

Campaign Cabinet  Meeting 27 7:45 a.m. 

OCTOBER Employee Campaigne, 

P r o j e c t  Tours 

Campaign Execut ive  Couunittrc 
Meeting 

Campaign Cabinet  Noutinyu 11 Q 25 7:45 a.m. 

NOVEMBER Employee Campoiynrr 

Campaign Execut ive  C o m i t t r u  
Meeting 

Campaign Cabine t  Meetinyv 8 6 22 7:45 a.m. 

DECEMBER Modlathon ' 89 2 
d 

F i n a l  Canpaign Cabinoc Meeting 6 7:45 a.m. 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 

T e r r a  Nova 



SUB-PROJECT ALLOCATIONS 1985-1988 

PROJECT 

Accompong H/Centre- - CANSAVE 
Alpha Boys' School 

Anglican Diocese 

Assn. for Control of STD's 

Best Care Lodge 

Beulah Rest Home 

Bishop Gibson Home 

Boys' Brigade 

Church of God of Prophesy 

Church of the Good Shepherd 

Citizen'r Advice Bureau 

Combined Disabilities Assn. 

Diabetic Association 

Edwin Allen Comprehensive (4H) 

Fndtn for Inter'l Self Help 

Food for the Poor 

George's Valley Corn. Council 

Girl Guides Assn. 

Girls a Brigade/Knox coi1ege 

Glad Tidings Open Bible Ctr. 

Grace Bapt. Care 4 Cnslg Ctr. 
Hanover St. Rapt. Outreach 

lleart Fndtn. (Rhem. Fever) 

Ijospico Pain Centre 

SERVICES 
AMOUNT TARGET I I 

DURATION GRANTED GROUP L o u 1  ION 
I- 

Bldg, Water tank 1 Year 

Woodwork Equipment 1 " 
Agric. Trng/Coffee 2 Years 
Public EJucation 3 ,I 

Building Repair 1 Year 

B3dg. Septic Tank 1 Is 

Bldg. - Grillwork 1 I# 

Skills Trng./Pottery 1 " 
Skills Trng./Weaving 1 " 
Skills Trng./Sewn Prod. 1 " 
Referral Service 3 Years 

Skills Trng./Frame Mkg. 1 Year 

Public Ed. 4 Research 1 " 
Agric. Trng./Chckn. Fm. 1 " 

t 

Agricultural Trng. 2 Years 

Wharf age 1 Year 

Clinic Bldg. 1 Year 

Leadership Trng. 1 I.l' 

Skills Trng./Conf. 1 " 
Building 1 I# 

Skills Trng./Sewn Prods.1 , 

Skills Training 3 Years 
Public Education 1 Year 

Health Care 6 Trng. 3 Years 

20,000 Comunity St. Elizabeth 

200,000 Boys St. Andrew 

52,000 Farmers St. T h m s s  

954,340 Comunity.Islandwide 

30~000 Disabled St. Andrer 

16,000 Elderly St. Andrew 

5,000 Elderly St, Andrew 

50,000 Boys St. Andrew 

61,000 Youth St. Andrew 

31,000 Women St. Andrew 

1,072,190 Community Islandwide 

47,238 Disabled St. Andrew 

234,000 Community Islandwide 

50,000 Youth Clarendon 

115,000 Farmers St. Catherine 

135,000 Community ;slandwide 
25,000 Community Manchester 

54,500 tbdias Islandwide 
25,532 Girls Manchester 

9?,000 Cornunity St. Catherine 

39,500 Youth St. Mary 

1,519,909 Community Kingston 

95,000 Community Islandwide 

1,320,354 Community Kingston 

Transp/Relief Nurse 1 Year 160,000 Community Islandwide 



PROJECT SERVICES 
AMOUNT TARGET 

DURATION GRANTED GROUP LOCATION 
# Chldrn/ 

Ja. Assn. Chldm w L n g  Disab. Remedial Education f Yeaas51,317,325 Tchrs. Islandwide 

Ja. Agric. Society - Newhall 
Heartease Agric. Tng./Dairy 1 Year 109,165 Men Manchester 

Ja. Anti TB League-Carawak 
Crafts Skills Trng. 1 Year 91,700 Women I slandwide 

Ja. Assn. Mentally Handicapped Agricultural Trng. 1 " 45,930 Disabled St. Andrew 

Ja. Christ. Boys' Home Inc. Generatn/Catering 1 " 47,680 Boys St. Andrew 

Ja. Federation of Women Skills Tmg./Sem Pdts..l 499,134 Women Hanover & Kgn. 
Ja. Women' s Le l ~ u e  Skills Trng./Sewn Pdts. 3 Years 323,400 b r  Wmn. Islandwide 

3a. Cancer Society Public Ed./Screening 3 #I 377,577 Community Islandwide 
Junction Sec. PTA Stud. ~ r s n s ~ o r t a t  ion 1 Year 140,642 Youth St. Elizabeth 

Kingston Open Bible Church Building 1 " 160,000 Youth St. Andrew 

Lucea School of H. Economics Skills Tng./Catering '1 " 35,000 Women Hanover 

Maggoty Basic School Bldg. - Expansion 1 " 40,000 Children St. Elizabeth 

Malvern Moravian Church Skills Trng./Baking 1 Year 14,420 Community St. Elizabeth 

MoBay Boys 6 Girls Club Skills .Trng. 1 ~l 106,400 Youth St. James 

MoBay Ctty Home for Girls Agric. Trng./Veg. 2 'years 131,223 Girls St. James 

Musicism Agric. Trng./Veg. 2 " 50,000 Yg. Men Kingston 

Mustard Seed Ctty(3 projects) :idp. Sjm. Conveaience 3 " 139,725 Community Kingston 

Naggo Head Primary PTA Skills Trng./Sem ~dts. 1 Year 27,000 Community St. Catherine 

North St. United Church Skills Trng./Sec. 1 " 32,000 Women Kingston 

PVO Ltd. (2 projects) Parent/Teacher 3 Years 980,616 Disabled Islandwide 
Trng. 8 Agriculture 

Parottee All Age (4H) Skills Trng./Sewn Pdts. 1 Yedr 32,035 Youth St. Elizabeth 

Rejoin Seventh Day Adventist Skills Trng./Sewn Pdts. 1 " 54,552 Community Hanover 
Riverton City/St. Pats. Chrch. Bldg. -Bas. Sch./Ctty 1 " 53,300 Community St. Andrew 

Ho lrth C r e n t  Home (Webs. Me..) Furnishing 1 Year 97,500 Elderly St. Andrew 

.'>r l ) u t  5 A s s n .  / 0 b c r  l i n  l l ~ g h  A p r l c .  Trng.  /Apiary  1 " 15,000 Boys St. Andrew 



PROJECT SERVICES 
AMOUNT TARGET 

DURATION GRANTED GROUP LOCAT I ON 

Shortwood Community College 

Sickle Cell Day Care - UWI 
Soroptimists/Wangs Auxilliary 

St. Andrew Settlement 

St. Eliz. Tech. School (4H) 
St. James Memorial Clinic 

St. James Mth. Outreach 

St. John's Ambulance 

St. Jude's Mothersg Union 

St. Margaret's Day Care 

St. Wary's Church Wicker Proj. 

St. Matthew's Church Outreach 
St. Peter Claver Church 

St. Peter's Ang. Church 
Outreach 

St. Vincent 99 Paul Society 
Sunbeam Bays' Home 

Trout Hall All Age (4H) 

UNITAS of Ja. (2 projects) 

VOUCH (3 projects) 
William Knibb PTA 

Women's Resource 8 Outreach 
Cent re 

Wortley Home 

YMCA Boys' Town 
YWCA National (2 projects) 

YWCA Sch. Leavers Inst. MoBay 

TOTAL 

~kills'~rng./~ec. 1 Year 

Building 1 " 
Skills T m g .  6 Shelter: 2 Years 
Bhs. Sch. /Skls. Trng. 1 Year 

Agric. Trng./Livestock 1 Year 

Furnishing 1 Il 

Lkls Trng./Sewn Pdts.. 3 Years 

Primary Health Care 1 Year 

Skls Trng./Sewn Pdts. 1 " 
Dar care Service 1 " 
Skls. Trng./Craft 1 " 
Building 1 I, 

Remedial Ed. 1 Il 

Skills Trng. 1 " 58,200 

Bldg. Repair 1 ,I 45,000 

Agr. Trng./Piggery 1 " 30,000 

Agr. Trng. /Piggery 1 ,a 20,000 
Agric. Tang. 2 Years 777,454 
Child Care 4 H. S e n .  3 " 770,000 

Agr. Trng. 1 Year 30,060 
HehJ,tb Clinic 1 Year 68,000 

Bldg. Repair 1 I, 15,000 
Bas. Sch. 6 Skls. Trng. 2 Years 210,009 

Leadership Trng. 2 I, 104,505 

Skls. Trng./Sewn Mts. 1 Year 66,518 

15 ,178 ,195  
m 

Youth St. Andrew 

Community St. Andrew 

Yg. Women Manchester 

Community Kingston 

Youth St. Elizabeth 

Community St. Andrew 

Youth Clarendon 

Community St. Andrew 

Women St. Andrew 

Y/-/Eld St. Andrew 

Youth St. Andrew 
Men Kingston - 
Chldrn/ Kingston 
Tchrs. 

Youth Clarendon 

Elderly St. Andrew 

Boys St. Catherine 

Youth Clarendon 
Farmers Manchester 

Comrwrity Kingston 

Youth Ttolrawny 
Wmr8Chl1-n St. Andrew 

Girls St. Andrew 
Community Kingston 

Women Islandwide 

Yp,. W m  St. James 



U n i v u r u l t y  e f  chu  Wruc L ~ r J l u u  
~ ~ x f l a l d  p o r k  C h t l d r a l r ' u  b l u r  
B r o c l u r r  01 r h a  P o e r  
S p j n l r h  Town H o r p l c u l  
D b b u t i u :  l S l u a c i o C i u ~  
P.V;O. LlmAta.4 
Edwin  Allma CH E r o J a c C  
He. C a r r l  F i u h a r y  . Co-op 
E r y l a  ClLLckun b r r l n y  P r o J u c t  
P r o j u c c  A c c o r d  
HOW krhirb 
H u r c u r J  . S u u d  Couuaunicy 
U n l v u r u i c y  H o r p i c a l  o f  Clra YUUC L 1 ~ 4 i u r  
A n y l i c o n  U l o c u u u / Y o b o r n  Ldwa 
W ~ l l r u r c r u o u J  Covvulr l r y  C r l r c r a  
A l l l u n  Town B o b i c  Sclr001 
Y l l u c t o n  HouJ  B U U I C  S ~ 1 1 o o 1  
T r u u c o ~ ~  B d r i c  S c l r o o l  
P u n c u b  PuuAc S c h o o l  
S c .  lluglbO a  P r u p v r v c o r y  S ~ l r o u L  
U l b l u  T r u c h  C h u r c h  of  Cod 
UAOCUI.U u i  J u u u r i c ~  
S C .  k t l r o ~ ~ y ' r  C h i l d r u l r u  l loua 
A A b u r t  S c r r u C  Uucrlc S c l t u o l  
S c l ~ o o l  u i  Ilopu - P u r r  A ~ ~ c o n l u  
VOUCIl 
S u i i c  P u r r c u l l  b o y r  Llomu 
I.Y.C.A. - K i n y u c o ~ i  
'Tlru C i r l  C u 4 J u u  A u u o c i d c i u n  
F r o w  S p o r t *  Cornplus  
L i o l l u l  Sown l l o r p i t o l  
Uumplbriur  C o v w n i t y  C r n c r u  
GLOW-NU-uic n ~ u i c  S G I I U Q ~  

C r r v e l  C ~ ~ U I I J  U ~ r i c  S C ~ ~ O J ~  
Kumpr t11LL U s r l c  S c h o u l  
C v o r y i u  C o v v w n i c y  C u u c r u  
L l u i d ~ n  Vulu  B c r u i ~  S c l r o o l  
Uuckunf  i u l d  P r i u r y  S c t i o o l  
UCU C u u r b r  P U U ~ C  S o l r u o l  
C u o r y u  k r r i u  Udrlc S e h o o l  
h y y o c y  burLC S C ~ I O O ~  
T l r o r t u n  L ~ i c  S c l t o o l  
S l l o h  b d c l c  S c l w o l  
N ; r c i o n d l  C t r i l J r u n ' u  l k v r  
J a w 1  - P o r c  A n c o n l o  
E d r c u r n  S c .  b r y  A g r i c u l c u r u  S o c l u c y  
U p t w  U y *  s c w 1  

.: S p a n l r h  T w a  I .Y.C.A.  
C u r r  I u c a r a a c l o n a l  - S c .  Crclr* r l n u  
YrLLaf S u p p l i u r  - T r u a u y o r c u c l u u  Cubc 
U n i c a d  C l r u r c h  o f  J u . l 1 8 r A ~ ~ y l u  
P r t v r y  S c I r w L  t u x c b o o k  L'roJucc 
Happy C r u v u  S c h o o L  
n 0 . L  t l o h u r  U o u p l c r l  
L i y u a u u  S c h o o l  
SC.  P u c u r l *  O u c t u r c t r  - A l l u y  
YArio  U u w ~ b J  Ibu 
P r o J a c c r  t o r  P r o p l a  - S u l L u b u r y  L'lallru 
H u i r c o n  b u y r  I l u n  
bacltuA b . r p c l u c  C u u u ~ r l t y  OuCruuclr  
U o r c l u y  l luvv 
Ily ~ c i l r c l r  L l ~ l ~ c b o u r n u  n u r  a1116 Currt r u  
O r d n u u  l l o u  
A c c o m p u ~ ~ y  
S u n b u u u  
Hotruy llumu l o r  C l r l r  
S t .  H u n l c u ' r  H o w  
c l l i t u l ~  U U Y ' ~  I IGW 

J ~ u l c ~  t ' u u n r l r c l ~ n  l u r  C I a l I J r u ~ r  

BEST AVAILABLE COPY 



Uncayo buy Boys and C l r l r  Club 
U j u a c y  U r d a n r  Furm 
R i n l r c r r r  Yhrm Pro jvc r  
Drnca l  V o l u ~ ~ t u r r  P r o y r o w  
Bur tovac l r  C l ~ l l d r u o ' u  I l o r r p L t ~ l  , 

Bur t  fhfu k J g u  
Lwyr/GArlr YrlyuJu 
PlSU Clt r rAc 
Ju. C I u l r t l u a  bey# blow 
S t .  &draw S r t c l r r n t  
S t .  Prcur 'u  Church 
w i l l 1 4 8  Knibb I r o i l r r  Pro] ac t  
b y r  Towa 
Rivr rcon CiCy 
J u r ~ i c v  Ambociacioa f u r  nub~cul ly  I I~ t t J l cupprJ  C h i l d r r n  
Lucua ScItuuL o f  HOuu ~ ( ;onunL~a  
Sc. h r y 4 r u c ' r  DJY Curd Cr~rc ru  
Uownu Kuaourcr end Outruuelr Clr~tcru 
C ic i zun ' r  k l v i c r  Hutruu 
hnJnJu k r f a  Cl t l l d run ' r  l l o u  
3D Projuccu 
Cracu 4 Scuff C o v l ~ ~ n l c y  Ouvr lopwnt  Fuurirlucion 
C i r l r  Tows 
Juvvlcv A m ~ o c i u t i o n  f o r  clru D r ~ f  ( S c .  C l t r l a~oyhur '  r Horn) 
J u w l c u  Suclacy f o r  c l ~ u  l l l l t r J  
Jduuricu Youch f o r  Cltr luc 
H a l  H u c h ~ n  
Scouc h o o c i ~ c i o a  o f  Juvv lcv  
Soc ia l  ~ c c l o u  Cuncrr 
Opurucion Pr ianduhiy 
S ~ l v a c i o n  Army Chi ldrun 'u  Llow 
Lnscicucr o i  Culcurv1 A f f r i t u  
Sc. t l u ~ ; l ~ ' r  r rupurvcury  
l ' r  Hun'r Club 
YnCA (llopu H ~ Y J )  
J ~ w i c u  &, t i  T.B. Lauyuu 
Kinyrgucr Cllurch H a l l  
Juwricu Uocunr L u ~ y u u  
Sou-Slrinr B l n i r c r i r r  C I ~ i l J r a r r ' r  llom~ 
Q u u u a ' ~  1'rup.rrucory. S ~ l w a l  
KuJ  C r o w  
S~lvucioca Army 

60,000.00 
22,900.90 
44,000.00 
16,500.00 
60,000.00 
17,2U2.00 
30100~.00 

141 8 210aOO 
12,00~.00 

170,765.00 
6,000.00 

20,000.00 
15,000.00 
70,000.00 
25,000.00 
55,000.00 
60,000.00 
32,000.00 
48,000.00 
LO, 000.00 
36,700.00 

150,000.00 
20,000,00 

220,000.00 
61,614.00 
LO, 000.00 

100,000.30 
1?,000.00 

3,000.00 
40,000.00 

160,000.09 
2,011.00 

180,000.00 
8,000.00 

113,000.00 
6,500.00 

43,500,OO 
, 115,910.00 

21,590.00 
40,000.00 

1,367,500.00 
1,367,100.00 

$ 9,433,099.97 

;: 
March 31, 1989 



A t t a c h m e n t  10 

UNITED WAY OF JAMAICA 

PVO ELIGIBILITY C R I T E R I A  

To be a b l e  t o  r e c e i v e  f u n d i n g  from t h e  U n i t e d  Way a n  
o r g a n i s a t i o n  must:  

- Be a P r i v a t e  V o l u n t a r y  O r g a n i s a t i o n  r e c o g n i z e d  by 
the Government o f  JanraFcil as a char i tab le ,  tax-exempt 
o r g a n i s a t i o n .  

- Have been i n  e x i s t a n c a  f o r  a minimum o f  two y e a r s  and 
have a t r a c k  r e c o r d  of  o f f c c t i v e  s e r v i c e  t o  t h e  
community. 

- Have s t a f f  which i s  e x p e r i e n c e d  and  c a p a b l e  o f  b o t h  
e f f e c t i v e l y  managing s o c i a l  s e r v i c e  p r o j e c t s  and a l l  
f i n a n c i a l  m a t t o r s  c o n c e r n i n g  t h e  g r a n t .  

- Have a n  a c t i v e  and e f f c c t i v a  v o l u n t a r y  Board. 

- Address  a v i t a l  comauni ty  need a s  i n d i c a t e d  by t h e  
P l a n n i n g  Commit teu ' s  l i s t  o f  p r i o r i t i e s .  

- With a s s i s t a n c e ,  be c d p a b l e  of w r i t i n g  a n  e f f e c t i v e  
f u n d i n g  p r o p o s a l .  

- B e  s u p p o r t i v e  of  t h u  Uni ted  Way, i t s  o p e r a t i n g  
p o l i c i e s  and campaign e f f o r t s ,  and  be a g r e e a b l e  t o  
a b i d i n g  by t h o  t e r m s  and  c o n d i t i o n s  o f  Lhe g r a n t  
agreement .  



Appendix G 

COUNTRIES WITHOUT AID-FUNDED UMBRELLA ORGANIZATIONS 



APPENDIX G 

COUNTRIES WITHOUT AID-FUNDED UMBRELLA ORGANIZATIONS 

In accordance with the Scope of Work, AID/Washington suggested 
contacting several USAID Missions which were not working with NGO 
umbrella organizations, to inquire about their experience with NGO 
funding. These Missions were contacted by telephone and asked the 
following questions: How NGO activities are funded, and the 
advantages/disadvantages and approximate size of the NGO program: 
whether an umbrella organization exists; and whether they have 
considered using an umbrella organization as a funding mechanism, 
and reasons for or against. 

A. DOMINICAN REPUBLIC (Tom Cornell, Program Director) 

NGO funding is handled in different ways, principally through 
direct OPGs using either DA or local currency funds and through 
sectoral umbrellas, in which one NGO handles the grant and 
subcontracts others. Most OPGs are in local currency. SInce 1982, 
the Mission has funded NGOs for approximately $8.7 million in 
dollar DA funds and the equivalent of $20 million in local 
currency. The Mission has not experienced any management problems 
with the DA funded projects, of which there are eight currently. 
However, the local currency projects have been much more labor- 
intensive, requiring too much AID input for the money moved. The 
Mission feels a need to streamline the process and is now 
considering alternatives. 

There is an existing umbrella organization (CEDOIS). However, 
USAID does not think that it is a capable, appropriate mechanism 
at this time for use as a multisectoral funding umbrella for NGOs 
because of the potential for conflict of interest among the members 
over access to funding and lack of broad coverage of the NGO 
sector. 

The Mission is currently trying to analyze both structural and 
functional factors in deciding how to fund NGO projects in order 
to meet both policy and service objectives with regard to 
collaboration with NGOs. It appears that USAID will continue to 
manage projects directly, though it is considering establishing a 
committee of local advisors on NGO projects. It may also contract 
out more projects as necessary, and may consider contracting with 
CEDOIS to test its ability, for example, in helping small NGOs 
prepare proposals, as the Mission is anxious to use whatever 
capabilities CEDOIS has. 



B. BARBADOS (Reuional Development Office/Eastern Caribbean) 
(Darwin Clark, PVO Officer) 

The Mission is currently working with two NGO sectoral umbrella 
projects covering several countries each, in small enterprise ($1 
million) through 9 national development foundations; and in 
population ($1 million), through 7 Family Planning Association 
affiliates. It has also made a $200,000 grant to the Pan American 
Development Foundation to assist a rural development organization 
in St. Vincent and a $250,000 grant to a local conservation 
organization to do environmental studies. Mr. Clark said there has 
not been much activity recently with PVOs because of a decrease in 
funds; more was happening two or three years ago. 

The Mission is willing to continue to work through such sectoral 
and regional groupings, but doesn't have funds to expand the 
program at this time. The current system works well from a 
management and institutional point of view. Because the countries 
are so small, it is not practical for the MIssion to attempt to 
work with individual NGOs. 

There is no multisectoral umbrella organization in the region. 
Interests are very diverse within and among the islands; even the 
limited sectoral umbrellas have difficulty in getting good 
collaboration. PVO activity in the Eastern Caribbean is still 
nascent. Some projects are funded through SDA funds, which can 
provide small grants with fewer conditions. 

C. BOLIVIA (Lance Downing and Sonia Aranibar, Program Office) 

NGOs are funded through OPGs and cooperative agreements. The 
Mission currently is supporting five large NGO projects througn 
OPGs for a total of about $24 million. There is also a centrally- 
funded ($6 million) population project with an NGO. In addition, 
about $1 million a year in local currency goes to NGOs for a 
narcotics education program. Other local currency funding is 
handled through the technical division, not the Program Office, on 
a sectoral basis. The system is working well. 

The disadvantages of this system are that the NGOs are weak in 
design and implementation capabilities and need a lot of technical 
assistance and training. There is a complementary OPG for planning 
assistance for the NGOs involved in health and child survival. 
The advantage is that because the OPGs are large and their number 
is kept limited, managing them is nat unduly burdensome. 

The Mission has not considered working through an umbrella 
organization; they see no need for it. They are trying to provide 
assistance to local NGOs by helping them with registration 
procedures and keeping a directory of local NGOs. 



D. ECUADOR (Patricia Maldonado, Program Officer) 

The Mission is now funding NGOs through OPGs, and is very concerned 
about cutting the AID management resources needed and making better 
use of the existing NGO potential. It had tried an umbrella 
organization six years ago, using a US PVO as a change agent to 
create an umbrella, but it didn't work well and was abandoned. 

There are at least 100 local development-oriented PVOs, plus US 
PVOs, but at present there is no PVO or NGO umbrella organization. 

The Mission is in the process of developing a two-pronged strategy 
to work more effectively with NGOs. It is planning to create a 
binational foundation with legal standing to fund NGOs on a 
multisectoral basis and to take over participant training. WHile 
it would be funded by AID initially, it would have to seek other 
funding also. The Mission is also considering endowing it with 
local currency funds. USAIDts purpose in creating such an entity 
would be to build an institution which could replace AID when it 
phases out its involvement in Ecuador, and yet maintain a US 
presence. 

Concurrently, USAID is also working to establish a local PVO 
umbrella organization with which the foundation would work. This 
is in the early design stage. The umbrella would provide services 
such as the technical assistance and training, information and 
coordination to PVOs and serve as a voice for them in relation to 
the government. The foundation would evaluate and fund projects. 
It is not yet clear whether it would have any training/TA function 
except for the participant training program. 




