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Executive Summary 

The Cooperative Housing Foundation (CHF) and the Umted States Agency for 
International Development (USAID) support the Guatemalan Peace Accords through 
rural development in the Ixcan region of Guatemala. The CommunitIes m TransItion 
(CIT) project goal IS to Improve the living condItions of rural populations most affected 
by decades of conflict by supporting the development of productive income-generating 
activities through ecologically sound farming, vlllage banking & mlcroenterprise, the 
strengthening of local non-governmental and local level mumcipal organizations and the 
establIshment of region-wide road maintenance system. 

The Commumties m Transition project accomplishments increased m 1997 and have 
provIded a solId base for the project's continued work in 1998 through a proposed project 
expansion. The CommunitIes in Transition worked m four mam areas during 1997 
Strengtherung ofNGOs through the Promotion of Productive Activities; Agroforestry and 
Environmental Education, Infrastructure Rehabllitation and Mumcipal Strengthemng, 
and. Commuruty Assoclations, Municipal Strengthening and ConflIct ResolutIOn (Road 
Mamtenance ). 

In 1997, III the ProductIve ActiVIties area. five village banks wlth women 
members/clients were started prOVIding credit access to these commumties for the first 
tIme The process of strengthening a local non-governmental orgamzatIOn (NGO), 
CESIDE, to prOVIde the banks wlth techmcal assistance is underway The project carned 
out twenty-five ParticIpatory RapId Rural Assessments in all the Ixcan Micro-Regions 
and nearby communitIes of the Alta Verapaz WIth the local NGO, ADEL. However, the 
plannmg of a productive actIVItIes strategy with ADEL or another local NGO still needs 
to be Implemented due to ADEL's low organIzational capaCIty and management changes. 
The CIT project IS workmg to support the Rtgoberta Menchu Tum FoundatIOn (RMTF) 
by strengthemng ItS management systems through a sub-contract The RMTF also 
received a grant from the project for income-generating actiVIties 

ActIVIties in Agroforestry and EnVIronmental EducatIOn greatly expanded in 1997 WIth 
the management of the ICTA (Instituto de Ciencia y Tecnologfa Agricola) expenmental 
farm, the implementation of forty-four satellite crop demonstratIOn plots, sixteen tree 
nurseries and the fielding of rune agroforestry promoters throughout the region These 
efforts are begInnmg to show progress WIth farmers changmg from slashlburn agriculture 
to a sustainable system that increases the fertilIty of their fields. In Environmental 
EducatIOn, farmers, communIty leaders and schools are being aggressively targeted WIth 
dIrect trainmg and the preparatIOn of teachers as tramers The Guatemala Mmistry of 
Education IS formally recognizmg teachers who have completed environmental educatIOn 
trammg 

In Infrastructure RehabIlitation, the CIT project has worked With communities in a 
partiCIpatIve way to prepare and approve forty-five projects financed by the communIties 
and through USAID's Special Development Fund. In addItIOn to the physical 
infrastructure, communitIes are gaining experIence in project design and management 
that can be applied to other commuruty needs. The infrastructure rehabilitation projects 
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mclude women's centers, training centers, pedestrian bndges, vehicle bndges, schools, 
health posts, commumty latrine projects, potable water systems, road dramage works, 
repaIr of landmg stnps and commumty buildings. Another benefit of the program is that 
conflictIve groups witlun a communIty or from different communities (as in the case of a 
bridge) work together towards a common goal m this hands-on approach to conflict 
resolutIOn. Of the forty-five projects, two have been completed with another nine under 
constructIOn The remaining projects are waiting for counterpart funding to be identified 
or approved. 

The Community Association/Road Mamtenance component has brought the different 
communities of the lxcan together in the formation of the Asociacion de Mantemmiento 
Vial de lxcan (AMVI) [lxcan Road Maintenance ASSOCIation] This provides the 
organizational base for a region-wide road maintenance effort and includes leaders from 
the entire area The process of forming the Association mcluded VIsits to a similar 
successful project III Costa Rica and visits by leaders of the Costa Rican road 
maintenance associatIOn to the lxcan. AMVI is ready m 1998 to began ordenng road 
equipment m order to fulfill its mandate In 1997, this component began the process of 
ordenng and mstallmg pre-fabncated steel bridges important not only to the lxcan road 
system, but also to the Guatemalan Peace Accords. The project has undertaken efforts to 
assure that road maintenance activitIes wIll not adversely affect the lxcan enVIronment. 
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The CooperatIve Housing Foundation and the Umted States Agency for InternatIOnal 
Development support the Guatemalan Peace Accords through rural development in the 
Ixcan region of Guatemala. The Communities in TransItion (CIT) project goal IS to 
improve the living conditions of rural populations most affected by decades of conflict by 
supporting the development of productive income-generating activities through 
ecologIcally sound farmmg, village banking & microenterprise, the strengthening of local 
non-governmental and local level muniCIpal organizations and the establishment of 
region-wide road maintenance system 

The Communities in TranSItion project is complex due to the number and type of 
dIfferent actiVIties being carried out in a geographIcal area that has senous 
communication problems both WIthin the project area and WIth the rest of the country 
The Ixcan' s unique mix of more than seven ethnic/language groups and theIr dIfferent 
expenences as victims of the thirty-five years of war further add to the project's 
complexity. 

In October 1995, USAID/Guatemala contracted the Cooperative HOUSIng FoundatIOn 
(CHF) to implement the Commumties m TransItIon (CIT) project In the Ixcan and 
Huehuetenango regions of Guatemala The project's origInal goal was to Improve the 
livmg condItIOns of rural populations most affected by decades of conflict by supportIng 
the development of productIve Income-generatmg actIvitIes As approved by 
USAID/Guatemala, the CIT Project included three main components 

1 On-Farm ActIVIties, subject to the approval of a Programmatic 
EnVIronmental Assessment (PEA), focused on the development and 
promotIOn of sustainable production techniques appropnate for the ecologIcal 
and soIl conditIOns of the Ixcan and Huehuetenango; 

2. Off-Farm ActivitIes focused on VIllage banking and micro-enterprise 
programs; 

3 SpeCIal Community-Level Activities designed to proVIde institutional support 
to local non-governmental organizations (NGOs) and to aSSIst In the 
implementation of small-scale community development initiatives fostenng 
Income generatIOn and increased employment. 

The duration of the CIT project, as set in the onginal CooperatIve Agreement between 
USAID and CHF, was projected to be thirty months The fundmg level was $1,088,399 

Thts Annual Report makes full use of two earlier documents from CHF PortIOns of the IntroductIOn 
and all of the Problem Statement and the Lessons Learned are extracted from, CooperatIve HOUSIng 
FoundatIon, Proposal for the ExpanSIOn of the COmmUnItIes In TranSItIOn ProJect, November 1997 
PortIOns of the IntroductIOn and the Benchmarks are from the "Draft MOnItonng and EvaluatIOn Plan 
for the CommunItIes In TranSItIOn (CIT) Project," In CooperatIve HOUSIng FoundatIon, Guatemala 
CommunItIes In TranSitIOn - Updated ProJect DescnptIOn January 1997 
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In the months following the signing of the Cooperative Agreement, the geographic area 
covered by the CIT project was altered at USAID's request to exclude Barillas In favor of 
the Ixcan. The On-Farm component of the project was put on hold due to a delayed 
approval of the PEA for the Ixcan. CHF received USAID's concurrence to field an 
agroforestry advisor and agroforestry promoters In the second half of 1996. In early 1997, 
CHF reached an agreement with ICTA (Instituto de Ciencia y Tecnologia Agricola) to 
develop and promote productIOn models for appropriate crops in the Ixcan. In early 1996, 
CHF initiated a number of basIc social infrastructure actIvities to support the productIve 
activitIes anticIpated in the origInal project desIgn. The US SpeCIal Development Fund 
(SDF) and FONAP AZ provided the financing for these infrastructure projects. The CIT 
project worked with the RIgoberta Menchu Tum Foundation (RMTF) and with two local 
NGOs on developing productive income generating activIties (Including village bankIng). 
In August 1996, after almost one year of project Implementation, USAID added $360,000 
to the CIT CooperatIve Agreement to provide more support for mlcroenterprise activities 
and extended the project completion date to September 1998. 

The USAID Mission gave approval of limited on-farm actIvitIes in February 1997 and a 
mitigatIOn plan was submItted to USAID In November 1997. A Guatemalan 
envIronmental consultIng firm was selected during the end of 1997 to carry out a RapId 
EcologIcal Assessment (REA) of the Ixcan regIOn 

The CommunitIes in TransItion project grouped Its actIvities in four main areas during 
1997 

1 StrengthenIng ofNGOs through the Promotion of ProductIve ActiVIties, 

2 Agroforestry and EnVIronmental EducatIOn; 

3. Infrastructure RehabIlItatIOn and MunIcipal Strengthemng, 

4 Community Associations. MuniCIpal Strengthening and Conflict ResolutIOn 
(Road Maintenance) 

This Annual Report examInes each area in terms of the problem being addressed 
(problem statement), lessons learned, 1997 activitIes narrative, quantitative informatIOn 
on actIVIties and the project's achievements as measured against benclunarks formulated 
at the begInnIng of the year 

Perhaps the most Important thing In thIS type of project is the people in the field. Starting 
WIth CIT Director Steve Huffstutlar and gOIng through hIS entIre staff, one IS deeply 
Impressed with theIr level of dedIcatIOn, the amount of energy they demonstrate on a 
daily baSIS and a can-do attItude backed by theIr work The people involved WIth this 
project have every right to be proud of what they have accomplished to date and the bases 
they have established for the project to continue to Increase local capacity for sustainable 
development In the Ixcan The CIT project team members seem to be "practIcal Idealists" 
III that they are both dedIcated to theIr development work in support of the Guatemala 
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Peace Accords while at the same tIme searching for practical development strategIes that 
work in the Ixcan environment. 

The CHF CIT team has achieved legitImacy with the people of Ixcan and IS working with 
them as partners In the area's development. In the context of the post-war Peace Accords 
when so much has been promised and relatively little delivered, the value is great for a 
project of this type which IS up and runmng, with a development process underway that is 
embraced by a large number of communities and their inhabitants A number of activitIes 
have been undertaken addreSSIng needs that other InternatIOnal, non-governmental or 
national organizations are eIther not addressing or do not have the capacity to address 
wIthout CIT project support. 

The peace IS fragile in the Ixcan and there is the potential for people to use physical 
confrontation as a problem-solving methodology. While the project cannot single
handedly prevent violence In the Ixcan, it IS actively working with Ixcan inhabitants to 
develop other problem-solvIng and resource distributIOn options. Although a cost-benefit 
analYSIS for this kind of social project IS not practical, the return on investment for this 
project appears to be high given the challenges and other options. 

There is a defimte potentIal to buIld on the bases laid so far by the CHF/USAID 
Communities In TranSItIOn project If the project were to end when its current funding IS 
fimshed In September 1998, much of this potentIal WIll be lost. Other optIOns do not 
currently exist to fill the void that CIT's departure would sigmfy to the Ixcan. The 
momentum, along with the signing of the Peace Accords on December 28, 1996, has 
spawned new challenges and the potential for Impacts in the Ixcan far greater than those 
ongInally envlSloned In the project design. USAID and CHF have an opportunIty through 
the proposed project expanSIOn to contInue to playa SIgnificant role in the development 
of the Ixcan 
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Strengthening of Non-Governmental Organizations through the Promotion of 
Productive Activities 

Problem 

7 

Due to the political, social and economic instability in the Ixcan and the surroundmg 
areas, there are very few institutions that can serve as anchors for sustainable 
development in the area. The central government's presence is not felt except in 
emergency projects undertaken through FONAP AZ; the regional government IS neither 
known nor felt and the local municipality and villages are overwhelmed by the enormIty 
of theIr mISSIOn and the lack of resources to accomplish It. 

The presence of international donor and technical assistance agencies has brought much 
m the way of donatlons and subsidIzed aSSIstance, but very httle m the way of 
institutional strengthening. NGOs active in the area are relIant on donors and are not 
mstItutIOnally strong 

WIth the experience of the war fresh in everyone's mind, there is both reluctance and 
enthUSiasm to partiCIpate in rebuildmg the communitIes tom asunder. The reluctance in 
some VIllages denves from lmgenng memories of false promises made by outsiders or 
SuspICIOn of former enemies who are now neighbors. There is rampant cnticism and 
suspicion of the Mumcipahty and all levels of government. In most communities, 
however, CHF's steady presence seems to have tapped a well of enthusiasm for self
determmed projects on whIch dIsparate elements of the community work together. 

Access to finanCIal serVIces is extremely hmited, partIcularly for the rural, poor 
populatIOns BANRURAL, formerly BANDESA, makes loans for commerce and 
mdustry to small firms, but does not meet the demand and, It IS generally agreed, operates 
mefficiently Because It IS the only bankmg faCIlIty m the Ixcan, there IS no competItIOn 
among lenders 

Lessons Learned 

Timing 

A successful process of organizatIOnal development has to take place over the course of 
months and years, WIth carefully-timed inputs of trainmg and techmcal assistance 
programs. In much the same way as donations provide a quick fix, technIcal aSSIstance 
over a long penod has a greater chance of lasting Impact 2 

Limited experience of counterpart staff 

Counterpart staff play a major role m the implementation of project actiVIties WIth 
lIteracy and educational levels very low in the Ixcan, intensive traming 15 necessary for 

2 "AntI-poverty Lendmg In Guatemala A PrelImmary Assessment," a report prepared for 
USAID/Guatemala by USAIDlHonduras Small Busmess AdVIsor Bernat Velarde, August 1994 
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key counterparts to reach levels of lIteracy and sophIsticatIOn necessary to achIeve 
sustamabIhty The capacIty to superVIse and manage projects, particularly loans, is 
extremely limIted 

Poor legacy of credit programs in the Ixcan 

CredIt ptograms hIstorically do not have a good legacy in the Ixcan. The bIggest obstacle 
to credlt In the Ixcim IS a grant dzsgUIsed as a loan Loans have been defaulted and 
easIly forgiven m the past For mstance, returnees are given sIzable loans to buy land for 
resettlement, for which there is customarIly no repayment. Forgiveness ofloans has been 
part of the reparations for the war for both returned refugees and army-sponsored 
"dIsplaced" groups. There IS very little understanding of the importance of self
suffiCIency and full cost recovery among eXIsting organizatIOns. 

Operational efficiency, a prelude to self-sufficiency, can be achieved in settings [such as 
the IxcanJ, if a commitment IS made to mclude sIgnificant mstItutional competence
building at the outset. 

Scarcity of business opportunities for women 

Indigenous women in the Ixcan shoulder many responSIbIlitIes WIthin their famIlies and 
commumties and have limIted tIme left to devote to pursumg entrepreneurship. In some 
mstances, to participate would require the approval of the husband or the mayor. The 
local market economy IS so lImIted that any mlCroenterpnse activIty WIll have to be 
carefully researched to ensure it IS meetmg a real need before it IS launched Also. the 
remoteness of the VIllages where most of the women lIve, and the lack of roads and 
transportatIOn senously inhIbIt access to the few markets that exist m the area. 

Community Empowerment 

There is eVIdence that fostermg the development of particIpatory local organizations 
Improves a community's abIlIty to gain access to resources and affects local decision 
making.3 (As an illustration of this pomt, one of CIT's village bank is using the funds 
mobIlized through ItS actiVIties to purchase a plot of land for commuruty actIvities) 

Promotion of Democratic Values and Traditions 

Healthy non-governmental organizatIOns playa VItal role in newly-democratic societies 
They provIde an opportUnIty for partIcipation and development that strengthens and 
promotes democratIc tradition Non-governmental organizations provide the experience 
of democracy even as they fulfill a major role m CIvIl SOCIety 

The New World of Microentewnse FInance. BUIldIng Healthy FInanCial InstItutIOns for the Poor Maria 
Otero and ElIsabeth Rhyne, EdItors, Kumanan Press, 1994 
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1997 Activities 

The folloWIng is based on several discussIOns wIth Ing Della Nufiez, Community 
Bank/Women's Group Manager, as well as a review of the quarterly reports This 
component of the CHF CIT project concentrates on the village bankIng efforts with 
partner organization CESIDE. AdditIonally, field visits included a meeting of the Nueva 
Jerusalem village bank and partICipatIOn m the inauguration of the sixth VIllage bank 
(1/22/98) m the community ofVirgima. 

CHF CIT has worked to strengthen its partner orgamzation, CESIDE, in the 
Implementation of a VIllage banking program The program has so far establIshed six 
village banks reachmg approxImately 90 women The women of these SIX communitIes 
now have access to credit for income-generating activItIes which was not available 
prevIOUS to the project These banks have formed, are up and runmng, and for 1998 CHF 
CIT intends to contInue to strengthen CESIDE In order to facIlitate the 
mstitutionalIzatIOn of these VIllage banks The strengthemng process WIth CESIDE also 
seeks to make it a source of technical and financial servIces beyond its work WIth the 
VIllage banks 

When CHF and CESIDE began the VIllage bank work, CESIDE dId not have any 
expenence m VIllage banking and mlCroenterpnse. CHF CIT organized VISItS by 
CESIDE and ADEL coordinators to WItness village banks m operatIOn in Quetzaltenango 
and Totonicapan. Begmnmg in 1997 CESIDE personnel particIpated In a four-day 
trammg by FUNDAP m village banking methodology. CHF and CESIDES worked 
together m the IdentIficatIOn of potentIal VIllage bank SItes and the promotion of the 
program m those VIllages 

From the begInnmg of January to July CESIDE and CHF worked m the promotIOn of a 
VIllage bank system although no fundIng was yet available An inter-orgamzatIOnal 
memorandum of understandmg was sIgned between CHF and CESIDE July 21, 1997 
whIch establIshed the VIllage bank program That same month the first village bank, El 
Esfuerzo in Zona Dos de Playa Grande, receIved ItS first loan By September, four banks 
had been maugurated and by the end of year five were m operatIOn WIth a sixth workmg 
by January 1998. 

The prinCIpal activItIes that the VIllage bank loans are used for include' aviculture 
(chIcken-raising) 38%, vegetable commerce 12%, small animal husbandry (PIgS) 10%, 
small stores 9%, tradItIonal grain commerce (corn and beans) 8%, imported clothes 
commerce 7%, tortilla preparatIOn and sales 3%, home bread production for sale 3%, 
and other actlvitles mcludmg indigenous textile weaving 3% 

Sefiora Laura L6pez of the village bank EI Esfuerzo (Zona Dos de Playa Grande) had a 
small store that sold soda pop and crackers where dunng the night she has a video tape 
theater She used the loan combIned WIth her saVIngs to purchase a small refngerator 
Because she is able to sell cold soda pop, her sales have increased. (Cold soda pop IS in 
hIgher demand than warm pop.) At the end of four months she had paId off the loan. 
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In Nueva Jerusalem, Sefiora LydIa Lopez, PreSIdent of the Village Bank Nueva 
Jerusalem, used her credit to buy about twenty-five chickens, fencing and concentrate 
feed She is raIsing chIckens as brOIlers and has already completed a cycle and begun 
anew. The thm adult chickens cost Q15 and after fattenIng them she sells them for Q35 
In the future, CHF ICESIDE technIcal aSSIstance plans to help VIllage bank members lIke 
Sefiora Lopez do simple costlbenefit analysIs of their productive actIVItIes. The proposal 
for expanding the project has a pOSItIon for an anImal husbandry specialist who will 
provide techrucal aSSIstance for thIS most popular loan actiVIty 

The eleven women who received theIr first loan at the inauguration of the VirgInia VIllage 
bank have gone through a trainIng process Their loans and savings are tracked in 
multIple transparent ways including newsprint account sheets on the wall which all 
members can examine at wIll While receiving their first credit, the VIllage bank members 
dIsplayed an impreSSIve level of organization and seriousness about receiving credit. It 
may be that the experience of the women running theIr village bank WIll be as important 
as the income-generatIng projects of each IndiVIdual member. 

The standard urban mlCroenterpnse model calls for working only with established 
microentrepreneurs who have been m bUSIness at least a year and lendmg them small 
amounts WIth a qUIck repayment and slowly Increasing the amount as the borrower 
demonstrates hislher capaCIty to use credIt m a productIve manner Although the above IS 
a good orientatIOn for many mlCrocredit programs, it would have left out the rural Ixcan 
target groups. The beneficiary target group has not had the opportUnIty to establish 
businesses, access credIt, receive technIcal assistance nor work in groups. CHF CIT & 
CESIDE realIze the Increased fIsk beIng taken and are domg a good job of adapting 
village bank methodology to the Ixcan reality Although the nsk is hIgher than m an 
urban hIgh growth microenterpnse credit program, the benefits of reaching thIS 
population are also hIgh In thIS InItIal period of the village banks a few members have 
left and other new members have Jomed 

RelatIOns WIth CESIDE are collegIal and they are dOIng a good Job WIth the first six 
VIllage banks However, they do not yet have the instItutIOnal capaCIty for long-term 
sustaInable support of the VIllage bankIng program Additional activitIes by CHF WIth 
CESIDE in 1998 will seek to Increase the latter's organIzatIOn capaCIty to support VIllage 
banking and for CESIDE to reach self-sustaInabIhty. 

In addition to the VIllage banking activitIes in 1997, CHF CIT worked with ADEL to 
carry out twenty-five PartiCIpatory RapId Rural Assessments In every MIcro-Region of 
the Ixcan and the neIghboring commumties of Alta Verapaz. ADEL IS another local 
partner NGO WIth potential to proVIde finanCIal and technIcal servIces in the future 
These assessments helped evaluate the communIties' needs and pnorities. A major factor 
in theIr diffenng needs and prioritIes IS their degree of IsolatIOn from roads and markets. 
These Participatory Rapid Rural Assessments have laid the bases for contInued work in 
1998 m the area of productive activitIes that meet the needs of the Ixcani Alta Verapaz 
communitIes. 
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The twenty-five Participative Rapid Rural Assessments have facilitated CIT project work 
in environmental educatIOn and agroforestry as well as m mIcro enterprise and village 
banking. Along WIth the Special Development Fund (SDF) projects, the Rapid Rural 
Assessment process has given the CHF CIT project broad recognitIOn and contacts With 
Important leaders m isolated areas In 1997, it was planned to develop a productive 
actiVIties strategy WIth a second partner NGO to support individual productive projects 
by the NGO's clients. This work has not reached the degree of completion desired due to 
several factors mc1uding the final selection of a NGO With sufficient capacity to carry out 
the work. AD EL has not recovered from a management change in mld-1997 and shows 
signs of another change soon. It is planned that increased resources and effort m 1998 
will get tlus part of the project to the take-off POInt 

CHF is supportIng the Rlgoberta Menchu Tum FoundatIOn (RMTF) through capaclty
buildIng, community development and training grants and through a sub-contract to 
Increase Its managenal capacity.4 Funds made available to the FoundatIOn by CHF have 
been used in returnee villages where RMTF is currently focused. For instance, a grant of 
$6,000 was made to RMTF to support a women's roofing tIle manufacturIng project that 
IS currently prodUCIng more than 600 tiles a day These tiles are sold to a housing project 
also Implemented by RMTF Funds were also made aVailable for the purchase of a pair of 
oxen and a cart to move agncultural supplies and building matenals in the area, where the 
roads are Impassable 

RMTF is currently being aSSisted through a sub-contract WIth Corporacion de InverSIOnes 
y Desarrollo, IDC in developing the management systems necessary for long-term self
suffiCIency and the strategIes for managIng rapId organIzatIOnal growth. In 1998,CHF 
CIT WIll contInue expand ItS onginal partnership with the Rlgoberta Menchu Tum 
FoundatIOn (RMTF), prOVIding assistance in field projects as well as InstItutIOnal 
strengthening to the FoundatIOn's central admimstration, so that RMTF can Increase Its 
actIVItIes and fundIng levels ThiS includes the installatIOn of a state-of-the-art finanCial 
accounting and computer system as a grant to RMTF 

CooperatIve Housmg FoundatIon, "CommumtIes m TranSItIOn ExpanSIOn Proposal," November 
1997 
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CHF IUSAID - Ixcan Communities in Transition 
Productive Activities 1997-98 Table 

ThIS table, as well as the one for Agroforestry & Environmental EducatIOn and the one for Special 
Development Fund projects, IS based on whiteboard versions In the CIT Ixcan offices that are used as on
gomg planmg and mOnItonng tools Some of the actiVItIes m the tables go beyond the scope of ongmally 
planned actiVItIes 

Please note that planned Items for 1997 that are not completed m that year are carned over to 1998 
Planned Items hsted under 1998 are m addition to those planned m 1997 (The table IS not cumulatIve) 

Promotion of Productive ActiVities Umt 

Non-,governmental organIZatIOn (NGO) promotion NGOs 
DeSIgn for CommunIty Banksprolect DeSIgn 
Prepare Manuals (FmancIaI Management, Manual 
Commumty Bank OperatIOns Manual) 
NGO AudIt AudIt Report 
Inter-organizatIOnal agreement (CHFINGO) Agreements 

(Memo of 
Understandmg) 

Identify Community Banks CommunIty 
Banks 

Inaugurate CommunIty Banks CommunIty 
Banks 

CaPital fmancm'" of community banks US Dollars 
Fmanclal management trammg (NGO) Courses 
FmancIaI management trammg (BenefiCiary) Workshops 
DeSign of productIve actlVltles strategy (ADEL) DeSign 
Technical ASSistance m Project DeSIgn (NGO) Courses 
Technical ASSistance m Project DeSIgn (benefiCiary) VISItS 
Repayment of commumty bank credit US Dollars 
Commumty bank audit Audit Report 
FmalIze mstltutlOnal polICies for commumty banks Document 
ExpanSIOn of commumty bank program Commumty 

Banks 
Operational financmg for CESDIE to support US Dollars 
commumty bankmg 
Participatory RapId Rural Assessments Assessments 

Support for NGOs Engaged in Productive Activities 
Monitoring & Evaluation Plan - January 1997 
Results - January 1998 

Plan 97 Done 97 Plan 98 

2 2 0 
1 1 0 
1 1 1 

2 1 0 
2 1 0 

6 6 4 

6 5 5 

$19,678 $6,679 $0 
6 2 0 
16 4 0 
1 0 0 
6 2 0 
12 0 0 
$19,678 $3698 $0 
6 0 0 
1 0 0 
0 0 4 

$0 $0 $16,720 

25 25 7 

The fact that an actiVIty has not yet taken place as noted III the benchmarks below and in 
other sections does not necessanly mean that the project has fallen behind schedule. 
However, the Support for NGOs Engaged in ProductIve ActiVIties project component 
was slow in gettIng going due to delays In the proviSIOn of loan capital, a shortage of 
qualified personnel and issues involving tryIng an urban model in a rural setting 
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Result: Increased NGO Ability to be responsive to constituents needs. 

Benchmarks 

Abillty to assess client needs and to desIgn new programs 
CHF's process of twenty-five partIcIpatory rapid rural assessments helped both 
local NGOs and commumties mcrease their abiltty to examine and review their 
needs. CESIDE achieved the start-up of five village banks in 1997 and one m 
early 1998 which are meeting clIent needs in the represented commuruties The 
ability to desIgn new programs has not yet been demonstrated and should be 
considered a goal to be achIeved closer to the end of the proJect. 

Techmcal workshops and tramings Implementedfor collaboratmg agencIes 
CHF has implemented techrucal workshops and trainings for collaborating 
agencIes with additional ones planned. 

Improved abillty to momtor and evaluate actIvItIes 
CESIDE has improved and is contmumg to work on improvmg Its monitonng of 
the VIllage banks. 

LeadershIp trazmng provzded to Board of Dzrectors and semor staff 
Semor staff has receIved traming Board of DIrectors has not yet received 
traImng. Any new NGOs will need both types oftraming 

Sustamabzlity plans prepared and zmplemented 
Not yet Another benchmark to be attaIned closer to the end of the proJect. 

Result: Improved ability to deliver credit services. 

Benchmarks 

Commumty credIt mechamsms establlshed 
Yes, SIX (five in '97) village banks are m operatIOn with addItional banks planned. 

Improved access to capItal fonds 
CESIDE is stIll dependent on its CHFfUSAID loan as the source of capital for the 
village bank program 

Improved abllzty to monztor and document credIt programs 
Yes, more work needs to be done, but CESIDE has Improved in Its abIlity to 
monitor its VIllage bank credit and m training VIllage banks to momtor and 
document theIr own activities. 

Good repayment performance relatIve to local mdzcators 
NI A. Repayment to CESIDE by the village banks has not yet reached Its due date. 
However, delmquency in the village banks appears to be low which is excellent 
gIVen the past history in the Ixcan regIOn of non-payment on loans. 
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Agroforestry and Environmental Education 

Agroforestry 

Problem Statement 

The Ixcan was settled and became prosperous in the 70s based on the high price in the 
world market of cardamon, WhICh at tImes sold for up to $800 a sack. The same sack is 
only worth $100 or less today With the mtervening war and lIttle agricultural leadership, 
no alternative crops were mtroduced to provide the farmers with alternatives. PervasIve 
poverty and lack of access to diverse crops combme to create the potentIal for renewal of 
VIOlence and contmued envIronmental degradatIOn. 

Agriculture represents the major avenue to food and economIC security in the Ixcan 
However, much of the agriculture being practiced in the Ixcan is neither sustamable, 
economically productIve nor environmentally sound Common current practices include. 

Slash and burn corn mono culture 
Cattle raising 
Deforestation for firewood and Illegal lumbering 

The influx of returnees, who are guaranteed the right to live where they choose, and the 
natural populatIOn increase. WIll further threaten the enVIronment and livelIhoods. 
Many returnees are currently dependent on food ratIOns provided by the UN, whIch will 
be termmated m the second year after returning, making the introductIOn of appropnate, 
sustamable agnculture a compellmg challenge for every commumty 

Presently only 33% of the land area has forest cover due to steady populatIOn pressure by 
subSIstence farmers usmg mappropnate slash and burn methods 85% of the soIls m the 
Ixcan are SUItable only for forestry and are part of very fragile eco-systems. Results have 
been the rapId destructIOn of thin topSOIls by erosion, the lowering of water tables, and 
the gradual disappearance of forest wIldlife 

There was no environmental education in the schools prior to the arrival of CHF, and 
there IS almost no consciousness among adults as to conservation of natural resources 

A CHF market survey In Cantabal In February, 1996, Identified many agncultural 
products which can be grown In the Ixcan but whIch are still imported from MeXICO, 
Coban or Guatemala CIty at an enormous transportation cost and loss of quality. 

Lessons Learned 

Environmental Impact 

Slash and burn monoculture and deforestation for firewood threaten the environmental 
viabIlIty of the Ixcan area, whIch IS further JeopardIzed by the current influx of up to 
20,000 refugees, mcreasmg the population to near 70,000 Previous environmental 
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assessments have mdicated that the available land can be used profitably for frUlts, 
vegetables, dairy and poultry products as well as rubber, cacao, palms, medicmal plants 
and spices. Watershed management through agroforestry is needed to preserve 
groundwater, the mam source of drinkmg water in the regIOn 

Income Producing Crops 

There are many crops --- short term and long term --- that have been identified as viable 
and environmentally sound for planting in the Ixcan and could be a source of income for 
farmers. They include: 

PotentIal Income-Producmg Crops m the Ixcan 

Short-term Long-Term 

MedIcinal plans e g Ipecacuanha Palm heart (medium-term) 

ChilIes for drymg and export Rubber 

Gmger Household spIces e.g allspIce, 
cinnamon, cloves, black pepper, 
varulla 

Essential 011 sources e g patchoulI Fruits e g. soursop, passion fruit. 
custard pears 

Prior Agricultural Projects in Guatemala 

PrevIOUS successful projects have orgamzed farmers around protected areas to plant 
agroforestry crops, thus protectmg theIr soil, increasing theIr mcomes, and creatmg a 
buffer to protect a park or reserve These efforts reqUIre extenSIOn, training, plantmg 
materials, promoters, and work with local leaders and teachers. Yet most such projects 
have not made farmer income the prinCIpal goal 

Of the projects which have done this, the CARE-CRNM (MI Cuenca) project comes 
closest to havmg the kind of balance between production and conservation called for m 
the Ixcan. In that case the goals, m order of priority, were 1) mcreased farmer mcome, 
2) sustamabilIty, and 3) soil improvement These were accomplIshed III agroforestry
livestock demonstratIOns combming firewood production, basic grams grown in soIl 
ennched by tree clippmgs, and livestock feedmg on tree leaves 

The CRNM cost-benefit studIes have shown rates of return in excess of 30%, and there is 
now cost-benefit software available from the project whIch will be used by CHF m the 
Ixcan Credit for farmers adopting the CRNM production model was eventually obtained, 
mdIrectly, through BANDESA, SIllce re-named BANRURAL. 
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1997 Activities 

Agroforestry 

The CHF/USAID Commumties in TransitIOn project is currently coordinatmg 
agreements with five or SIX NGOs, government organizatIOns and cooperatives most of 
whIch never considered workmg m agroforestry as a sustamable development approach 
m the Ixcan. Ing Wilson Castafieda, Coordmator of the Agroforestry/Environmental 
Education component of the project, and Lourdes Santos, CHF CIT Agroforestry 
Techmcian, believe that one of the important achIevements of the CIT project is that it 
works m communitIes where no one else has worked in spIte of the common belief that 
you cannot work in these commumties because of theIr conflictive nature. In many 
instances, the project has served to help bring people together in a common goal and has 
opened formerly closed commumties to the regIOn at large Ing. Castaneda cites thIs 
example as a change of attitude by the commuruty members which is demonstrated by 
their actIOns in working together in tree nursenes and reforestation. CIT DIrector Steve 
Huffstutlar added that there is actually a series of attitude changes, m the more extreme 
cases, "both closed 'army' and refugee communitIes tend to say, 1) outsiders are hars; 2) 
to prove that they are not, they must gIve us cash and go away" The CHF CIT project IS 
a non-paternalistic development strategy that reqUIres hands-on participation and matenal 
mputs from the participatmg communities It is not a gIve-away project 

The Agroforestry/Environmental EducatIOn component currently operates m 6 of the 7 
Micro-RegIOns of the Ixcan The same ParticIpatory RapId Rural Assessment process 
noted m the Producttve ActivitIes sectIOn was also used as one tool m identIfymg 
communItIes for this component Although motIvatIOn by a community was an important 
factor, It could not be the only one used m community selectIOn Other factors mcluded 
the dIstance of a commumty from a survIvmg natural forest, what type of agnculture was 
used m the commumty, the acceSSIbIlity of the commumty to the nearest promoter, the 
community's history (i e whether or not It had a hIStOry of non-payment of loans, 
conflictive commumty, etc) and the community's degree of orgamzatIOn. 

The CHF extensIOnists/promoters are the pnncipal contact pomt WIth the community for 
the agroforestry/environmental education component Promoter recruitment began m 
November 1996 with an effort to cover most of the geographical area, the language 
groups, and the dIfferent groups who were in COnflIct durmg past decades This mcludes 
returned refugees, the mternally dIsplaced, milItarized groups, and ex-combatants 

Nme promoters were given imtial trammg that took into account the fact that although all 
had farmmg backgrounds, none had agroforestry experience. The workshop topics 
included workmg with groups, extensiomst skills, agroforestry systems, implementatIOn 
and management of agroforestry demonstratIOn plots, tree nursenes, workmg With both 
men and women m project acttvities, soIl management and conservatIOn Each traming 
workshop built on the skIlls learned m the previous one and was immediately put into 
practIce. ThIS means that before the promoters receIved a second traimng workshop, they 
were already carrymg out extensionist duties in the vanous communittes. ThIS was 
possible due to a system of formal trainmg mixed with on-site training and supervision 
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momtored by CHF CIT staff As promoters became more experienced, direct supervIsion 
on-sIte was lessened In August 1997, an evaluatIOn was made of the promoters and two 
promoters were let go and new ones hIred. The total mitIal trammg period lasted SIX 
months, promoters contmue to receIve in-service traming 

Through a formal agreement wIth ICTA (InstItuto de Ciencia y Tecnologia Agricola), 
CHF CIT has been able to recuperate an experimental farm of about 200 acres that had 
been abandoned and abused for several years In addition to saving the experimental crop 
demonstrations, CHF CIT works with ICTA in preparing new agroforestry demonstration 
plots and tree nurseries on the farm wIth crops that have the potential to be economically 
viable in the Ixcan. Although research on pejibaye (palm heart), vanilla and other crops 
for productIOn IS still taking place, the emphasIs at the ICTA farm is now on organic 
agroforestry production techniques which are sustainable in the Ixcan environment. 

The ICTA farm currently serves a traming and demonstratIOn function for the entIre 
Ixcan area ThIS demonstratIOn functIOn, while important, does not obviate the need for 
tree nursenes and satellIte demonstratIOn plots closer to the farmer's land and managed 
by persons the farmer recogmzes as hIs/her peers. The project has successfully 
implemented forty-four satellIte demonstratIOn plots and sixteen tree nursenes throughout 
the project zone with an additIOnal thirty-eIght satellite demonstratIOn plots and thirty
two tree nurseries planned for 1998 

In Buen Samantano, an . 'army " town preVIOusly closed to outSIde agencies, when CHF 
CIT first arrIved the community was clearly not mterested In working on the project. 
FInally, after two hours of diSCUSSIOn, the leader who brought up the greatest number of 
pomts as to why the community should not work on the project was conVInced. In fact, 
WIth hIS agreement, he InSIsted that a community commIttee be formed at that moment to 
Implement a tree nursery as the first step m the commumty's partIcipatIOn Over the next 
six months, thIS community became fully mtegrated into the agroforestry project ThIS 
leader, who was the hardest to convince, now promotes the end of slashlburn agriculture 
and partIcipates m the agroforestry training workshops He still accepts lIttle at face value 
but supports actiVItIes when theIr value is demonstrated Buen Samarltano IS now 
workIng on a CIT SDF self-help school project 

The CooperatIva ResureCCI6n R.L m Pueblo Nuevo deCIded m a general assembly 
meetIng to produce 8,000 trees In a nursery for members and to establIsh a forest park In 
the commumty center ThIS cooperatIve IS a member of Ixcan Grande, a large 
confederatIOn of cooperatIves In the region In thIS September 1997 assembly of the 
Cooperatlva Resurecclon, It was also decided by the 560 members that the CIT project 
would be requested to prOVIde the techmcal aSSIstance for the nursery. This is SIgnificant 
because it is one of the cooperatives that continually suffers from Internal conflict and 
violence, Including a polItIcal assaSSInatIOn as recently as January 2, 1998 

Don Pablo in Montealegre, a town of "those who stayed" whIch was settled in the 1980s 
as part of the ongInal USAID-S20 project, had a track record as an Innovative farmer, but 
had little expenence nor technIcal assistance in agroforestry The CHF CIT promoter 
helped Don Pablo to establIsh part of his land (1/2 manzana) in production using the 
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Taungya agroforestry system ThIS allows him to have forest cover and produce pine, 
gourds and chih all at the same time on the same plot of land He IS convmced that this is 
the best way to produce since the work he does to mamtain his crops also supports the 
health and growth of the trees. The trees provIde nutnents, moisture and organIC material 
to the annual crops. He has stated m uncertain terms that he will not return to slash bum 
agriculture because of the practlcal results he has seen on hIS own land. Montealegre is 
known as havmg the worst soil in the Ixcan. 

Environmental Education 

Environmental EducatIOn was ongmally seen in the project as a small part of the work of 
dissemmating sustamable farmmg practices m the Ixcim. Over 1997 the number and type 
of actiVIties have been expanded and their integratIOn WIth the agroforestry component 
has deepened The PartIcipatory RapId Rural Assessment process showed a community 
desire for environmental education WIth a concentratIOn on forest preservatIOn 
Community leaders generally stlll beheve that environmental education IS Just for 
children and in a formal school setting However, farmers and community leaders are 
receivmg envIronmental educatIOn in a non-formal extensionist methodology through 
agroforestry trainmg, but they still do not thmk of it as envIronmental educatIOn 

CHF CIT project personnel felt it was important to have an environmental education 
system and not just a series of isolated workshops This is based on a belIef in the 
educatIOnal process as gradual and continual whether m the formal school setting or m 
non-formal education such as the agroforestry trammg of Ixcan farmers In 
envIronmental education, the CHF CIT project personnel were able to form a formal 
alliance WIth the Guatemalan Mmistry of Education as a partner organIzation This 
proVIdes the framework for formal and non-formal traming WIth teachers and students in 
workshops gIVen by the CHF CIT project team The goal is that the teachers will 
eventually become fully qualIfied to teach envIronmental educatIOn m theIr schools. 
Currently, they receIve "training of tramer" type courses and teachmg aSSIstance from 
CHF CIT personnel. 

The Mmistry of EducatIOn has fully recognIzed the educatIOnal value of these courses 
and teachers receive diplomas WhICh carry the Vice-MinIster's signature. ThIrty teachers 
from the same number of schools have learned to formulate small ecological projects and 
ten schools have had their projects approved for implementation dunng the school year 
startmg January 1998. The small ecologIcal projects are dIrected at actIVIties such as 
garbage recyclmg, school vegetable gardens, botanical gardens, etc. 

Environmental mterpretation, consIstmg of lectures accompamed by hikes through 
forested areas, has been carned out to show a practlcal SIde of envIronmental education to 
farmers, teachers and students and to engender a greater appreCIatIOn for the natural 
forest The area leadmg into the Lachua NatIOnal Park area has prOVIded an appropriate 
area for thIS actiVIty. In 1998, It is planned to set up part of the ICTA farm which is forest 
to serve the same purpose AdditIOnally, the project made a sub-grant to assure that the 
Lachua National Park had park rangers during a penod that the Government of 
Guatemala was unable to cover thIS expense The CHF CIT Director took a stand agamst 
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a government official who was cutting down trees m the park ThIS led to an mvestIgatIon 
WhICh resulted m the removal of the officIal 

CHFIUSAID - Ixcan Communities in Transition 
Agroforestry and Environmental Education 1997-98 Table 

Please note that planned Items for 1997 that are not completed m that year are carned over to 1998 
Planned Items listed under 1998 are m additIOn to those planned m 1997 (The table IS not cumulatIve) 

Agroforestry Activity Unit Plan 97 Done 97 Plan 98 

Identify areas & crops Via VISits VISits 16 21 20 
Contacts with NGOs, Gov't Orgs & cooperatives Agreements 12 12 6 
IdentIfy crops & appropnate systems Systems 6 6 4 
Contract promoters Promoters 8 9 9 
Agreements for agroforestry demonstratIOn plots Agreements 24 44 38 
ImplementatIOn of agroforestry demonstration plots Plots 24 44 38 
Establish productIOn models Models 4 6 2 
Database oftradltlOnal crops Crops 2 2 2 
Forestry nursenes Nursenes 12 16 32 
Tree productIOn (nursenes) Trees 20,000 42,269 241,000 
ReforestatIOn (for productIOn) ReforestatIOns 3 17 28 
Aaroforestrv product marketma study Studies 1 0 3 
Techmcal assistance to aSSOCiatIOns & cooperatives VISItS 12 24 48 
for their mdependent projects 
A aroforestrv tramm.g for promoters Workshops 6 8 10 
Agroforestry trammg for farmers Workshops 8 12 36 
Farmer to farmer group VISits to demonstration plots VISitS 3 8 36 
Agromdustrial models Models 0 0 I 
ASSOCiatIOn & cooperative market promotion ActiVIties 0 0 1 
ASSOCiatIOn & cooperatIve agromdustnal promotIOn ActIVItIes 0 0 1 
Techmcal ASSistance & admmlstratlOn With Visits/trammgs 0 0 1 
aSSOCIatIOns & cooperatIves 
Fundmg for aSSOCiatIOns & cooperatives Loans 0 0 1 
Management trammg for agroforestry demonstratIOn Plots 0 0 44 
plots 
EnVironmental EducatIOn ActiVity Umt Plan 97 Done 97 Plan 98 

IdentIficatIOn of enVironmental problems Problems 8 6 8 
RapId envIronmental unpact studIes StudIes 3 2 2 
Small ecological projects m schools Projects 8 10 10 
EnVironmental educatIOn trammg oftramers Workshops 3 4 5 
(agroforestry promoters) 
EnVironmental educatIOn trammg oftramers Workshops 3 4 5 
(school teachers) 
EnVIronmental educatIOn trammg oftramers Workshops 2 3 7 
(commumty leaders / deCISIOn-makers) 
EnVironmental mterpretatlOn grOUP trammg VISitS VISItS 0 7 12 
Agroforestry & EnVironmental Ed. ActiVity Umt Plan 97 Done 97 Plan 98 
PartiCipatory Rapid Rural Assessments Assessments 25 25 7 
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Agroforestry Monitoring and Evaluation Plan - January 1997 
Results - January 1998 

Note. Since the Monitonng & EvaluatIOn Plan was formulated in January 1997, CHF has 
greatly expanded its work in thIS area and combined it with concrete Environmental 
Education goals. Please see the narrative and the table 

Result: Diversification of local crops 

Benchmarks 

Demonstration plots for ecologIcally approprwte crops developed 
This has been implemented to a great degree although CHF is still looking at the 
potentIal for other agroforestry crops, i.e. vanilla, cinnamon. 

ProductlOn models established 
Six productIOn models have been established and an additIOnal four are planned 
for 1998 

MarketIng strategy developed and Implemented 
It IS stdl too early to have reached thIS benchmark, in part, because studies are stIll 
underway as to the appropnate crops. 

ProductIOn models dIssemInated and adopted 
PartIally achieved With the six production systems in 24 commumties 

Result: Sustainable practices disseminated 

Benchmarks 

SustaInable farmmg practIces dIssemInated 
Underway. 
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Infrastructure Rehabilitation and Municipal Strengthening (SDF Projects) 

Problem Statement 

In addition to roads and bndges, many of the vIllages lack potable water, latrines, schools 
and community centers, all of which contribute to an ongoing sense of instability. It is not 
uncommon for some returnees to suggest that they had it better in the camps in Mexico, 
to which a few have returned 

The lack of mfrastructure maintenance and rehabilitation in the regIOn has sent a 
powerful message to the people lIving there, one that suggests that theIr needs are not 
worthy of the investment necessary to improve the situation. Overcoming this lack of 
commumty self esteem requires participation m every phase of every project. ThIS WIll 
buIld pride m bemg a stakeholder --- an essential ingredIent to development in the 
region 

Lessons Learned 

Commumty ParticIpatlon 

An evaluatIOn of USAID/Guatemala's Ixcan Resettlement Project in 1984 noted that 
social services and organizmg activitIes in commumties that capitalize on the principles 
of local mItIatIve, self-help and respect for the abilItIes of the people are a better 
Investment than expenSIve mfrastructure projects performed by outsIders.5 The 
experience chromcled m thIS report was one where road buIlding was contracted out to a 
foreIgn firm, the commumty was not involved m any step of the process, and the new 
roads consequently received lIttle care from the local populatIOn 

ThIS princIple has been borne out by CHF's expenence during the first phase of the 
proJect, where mfrastructure projects have been commumty-based. As noted m I. 
Background and Progress, all projects using funds from the Special Development Fund 
have been undertaken at the community's imtiative, and have required substantial 
community donatIOns of local labor and materials. 

OpportunIties such as these to participate directly in the building or rebmldmg of their 
communIties strengthen the partICIpants, the community, and ultimately the nation 
Fostering the growth and expenence of democratic traditions through infrastructure 
projects contnbutes to the emergence of a CIvil SOCIety at peace. 

The active engagement of the people and communities affected at all stages in the 
process is increasingly accepted as the most effective method of successful, 
sustainable development work. 6 

5 

6 

"Evaluation of the Ixcan ColomzatIOn Project (520-T -026), " Texas Tech UmversIty, PhIhp A Denms et 
aI, January 1984 
"PartICipatory Development Tool Kit," The World Bank, Deepa Narayan and Lyra Snmvasan, 1994 
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Instltutional Strengthemng 

In workmg wIth national, mumcipal and village-level agencies and councIls, CHF has 
begun the process of buildIng local capacity to sustain and manage Infrastructure 
projects in the future Many benefits derive from this strengthening of local 
Institutions through particIpation In infrastructure projects, such as. 

Capacity to respond to citIzenicommumty needs, 
Leadership development, 
Commitment to maIntaIn Improvements in the future, 
ConflIct resolutIOn when dIfferent factIOns work toward a common goal 

Leveraged Funds from Collaboratmg Partners 

CHF's experience in the first phase of this project has concentrated on building 
relatIOnships throughout the most remote areas of the Ixcan, assistIng commumties as 
they develop plans and proposals for mfrastructure projects. This activity has 
attracted funds from other International donors and the Government of Guatemala, 
proVIding the impetus for a major expanSIOn ofthts component of the project. 

1997 Activities 

Infrastructure Rehabilitation (SDF Projects) 

Ing. Jorge Dubon is the CHF CIT CoordInator for the Infrastructure RehabilitatIOn (SDF 
ProJects) component of the CIT project He has also doubled as the road maintenance 
engIneer aSSIsting the AMVI, the Ixcan Road MaIntenance ASSOCIatIOn, since the mIddle 
of 1997 Ing Dubon says that commumty partiCIpatIOn in the IdentIfication and 
ImplementatIOn of Infrastructure rehabIlItatIOn projects IS central and Integral to the 
process Each project is ongInally proposed by a group or committee within a 
community, but must be approved In a general assembly of the community before the 
project request is accepted by CHF CIT The community must prOVIde the non-techmcal 
labor and locally avaIlable materials. i e sand, gravel, etc. In one case, the commumty 
was also able to put up partial funding. A communIty document must be part of the 
application demonstrating that the project locatIOn IS property of the entire community 
and not the private property of one person or a group within the communIty. 
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ApproxImately one hundred and twenty project proposals have been receIved with forty
five projects currently in the approval pipeline. Of the forty-five, two have been finished 
and mne are in the construction phase The followmg is not a financial analysis, but 
rather is mtended to show the magmtude of the projects and the ratIO of the resources 
leveraged Amounts have been changed from Quetzals to Dollars assuming an exchange 
rate of six Quetzals to one US Dollar. For the forty-five projects in the pipeline· 

SDF Funds. ......... ......... ..... .. ..... . ................ $391,092 
Value of commuruty labor/matenals. .. . ...... 197,235 
FONAPAZ ....... .. ... .... . ....... ... . ...... 497,624 
CHF.. ........ ... ... ... .. . .... 36,750 
Others (Municipahties, etc ).. .. . ................... .204,761 
Total.. ....... .... ..... ... ... .... .... ... . .... -........ $1,327,432 

The above figures show that the SDF project funds represent a httle less than 30% of the 
total value of the forty-five projects currently in the pipeline. [There are some commuruty 
contnbutions not yet included in the above numbers, so the SDF percentage should go 
even lower] The followmg table IS a complete view of the forty-five SDF projects in the 
pipelme showmg SDF, communIty and FONAPAZ contnbutions to each project. The 
slowness of counterpart contnbutions from FONAPAZ IS an Issue and other counterpart 
funding needs to be developed 
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CHFIUSAID - Ixean Communities in Transition 
SDF Project Status 1997 Table 

January 1998 
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The numbers In the follOWIng table are In thousands and have been rounded off to the nearest hundred 
Amounts are In Quetzals except for the final totals expressed In both Quetzals and US Dollars 

No. CommumtylProJect SDF Comm FONA CHF Other Total Observations 
umty PAZ 

I Nueva Jerusalem/lxcan 550 150 00 50 340 1090 FIlllshed 
Trammg Center 

2 Kalbll BalaamlIxcan 600 250 955 00 150 1955 Under ConstructIOn 
Trammg Center 15% complete 

3 Los Angeles/lxcan 250 00 00 55 00 305 Counterpart fundmg 
Trammg Center problem 

.t Nueva Generaclon .to 0 342 000 50 255 1047 Under ConstructIOn 
Maya/Banllas 
Hammock Bndge 

5 San Jose la 20/Ixcan 600 800 \308 50 30 2789 Under ConstructIOn 
Vehicle Bnd.ge 25% done 

6 Santa Mana TzeJallxcan 600 884 1.t82 50 30 3046 Under ConstructIOn 
Vehicle Bndge 10% done 

7 Clmlentos de la 600 654 3455 50 303 5062 Under ConstructIOn 
Esperanza Landmg strIP needs to be 
School done for matenals 

8 Pueblo Nuevo/hcan 250 1.t43 000 50 317 2059 FIlllshed To be 
Landmg Stnp Dramage strengthened with 

project #43 
9 Pueblo Nuevo/lxcan 600 608 293 I 50 255 444 3 Under ConstructIOn 

268 Latnnes Project 45% done 
\0 Playa Grande I b .. can 550 288 000 50 268 1156 Temporanly suspended 

Remodel Health Center for no mamtenance 
11 Aurora 8 de 600 .t5 5 1690 50 30 2825 Under ConstructIOn 

Octubre/Chlsec 25% done 
VehIcle Bndge 

12 Aurora 8 de 600 \33 905 50 000 1688 Under ConstructIon 
Octubre/Chlsec 18% done 
Trammg Center 

13 Nueva Llbertadl Fray B 600 750 000 50 2996 4396 FIlllshed 
de las C 
Potable Water System 

l.t EI A.fanlIxcan 599 150 61 7 50 00 1416 AWaItmg FONAPAZ or 
Community Hall other counterpart $ 

15 Playa Grande/lxcan 590 360 1488 50 46.t 2953 Awaltmg FONAPAZ or 
BasiC Instltute/School other counterpart $ 

16 Clmlentos De La 300 60 266 50 00 676 AWaItmg FONAPAZ or 
EsperanzaiI '(can other counterpart $ 
Health Post 

17 Nuevas I1usIOnes/lxcan 358 164 404 50 00 977 AWaItmg FONAPAZ or 
Latnne Project other counterpart $ 

18 San Pedro Los Amates / 180 67 00 50 158 454 Awaltmg FONAPAZ or 
Ixcan other counterpart $ 
School 

19 ZumllIxcan 580 400 1430 50 00 2460 AWaItmg FONAPAZ or 
Trammg Center other counterpart $ 

20 Santa Mana TzeJalIxcan 340 120 249 50 30 789 Awaltmg FONAPAZ or 
School AddItIOn other counterpart $ 
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Comm umtylProJect SDF Comm FONA CHF Other Total ObservatIOns 
umty PAZ 

Aurora 8 de 590 320 2023 50 00 2985 AwaitIng FONAPAZ or 
Octubre/Chlsec other counterpart $ 
BasIc Institute/School 
San Jose la 20/ Ixcan 425 120 00 50 419 1014 AwaitIng FONAPAZ or 
Health Post other counterpart $ 
Buen SamarItano/Ixcan 550 150 562 50 00 1312 AWaItIng FONAPAZ or 
School other counterpart $ 
Mayalan/lxcan 521 100 554 5 00 1226 Awaltmg FONAPAZ or 
Vehicle BrIdge other counterpart $ 
Seraxquem/Chlsec 550 100 350 50 252 1302 AWaItmg FONAPAZ or 
School other counterpart $ 
ManantIaIlChlsec 550 100 350 50 252 1302 AWaItmg FONAPAZ or 
School other counterpart $ 
San Pablo/Chlsec 550 100 350 50 286 1336 AWaItmg FONAPAZ or 
School AdditIOn other counterpart $ 
Setzi/Chisec 550 100 350 50 286 1336 AWaItmg FONAPAZ or 
School AdditIon other countel])art $ 
Slblcte/Chlsec 599 100 360 50 252 136 I AwaitIng FONAP AZ or 
Water Storage Tank other counterpart $ 
ZumllIxcan 58 I 182 816 50 00 1629 Turned In to SDF 
Road Dramage 
Playa Grande I Ixcan 575 150 00 50 650 1425 Turned In to SDF 
SOCIal Services Center 
Las Mufiecas I b .. can 522 165 00 50 540 1276 Turned In to SDF 
Vehicle Bndge 
Valle de Candelaria 2 599 160 101 I 50 00 1820 Turned In to SDF 
IIxcan 
School 
Playa Grande I Ixcan 550 150 00 50 57 I 132 I Turned In to SDF 
CIVIlIan LandIng StrIP 
Valle de Candelana 563 198 823 50 00 1634 Turned In to SDF 
lIIxcan 
Hammock. Bndge (PS) 
Valle de CandelarIa 599 182 854 50 00 1685 Turned In to SDF 
IIIxcan 
Hammock BrIde (SX) 
RIO Negro/QUIche 579 200 897 50 00 172 6 Turned In to SDF 
Hammock BrIdge 
Playa Grande I Ixcan 570 145 00 50 753 151 9 Turned In to SDF 
Pipe (tube) Factory 
XalballIxcan 567 165 365 50 423 1570 Turned In to SDF 
SOCial Services BUIldIng 
EI Recuerdo/Ixcan 567 150 365 50 423 1555 Turned In to SDF 
TraInIng School 
Valle de CandelarIa III 599 220 1744 50 00 2613 Turned In to SDF 
Hammock BrIdge 
Playa Grande I Ixcan 596 165 00 50 65 I 1462 Turned In to SDF 
Ecological 
Slaucllterhouse 
Pueblo Nuevo I Ixcan 2114 50 00 50 20 524 Turned In to SDF 
Landmg Stnp Repair 
Santa Elena 20 de 582 120 550 50 00 1302 Turned In to SDF 
Octubre/Coban 
LatrIne Project 
SaholomlCoban 569 165 350 50 691 1825 Turned In to SDF 
School 
Total m Quetzals 2,3467 1,1834 2,9857 2205 1,2286 7,9646 

Total in Dollars 3910 1972 4976 368 2048 1,3274 
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The infrastructure rehabilItation projects mclude women's centers, traming centers, 
pedestnan bridges, vehicle bridges, schools, health posts, community latnne projects, 
potable water systems, road drainage works, repatr of landing strips and commumty 
bUIldings 7 In addition to the actual physical works, the communities are strengthened by 
developmg leadershIp and project skills whIch will serve them beyond the current 
projects New linkages are forged at the community, mter-community and Ixcan area 
levels which have a multIplIer effort for lxcan development 

ConflIct resolutIOn through common goals is also a benefit of these infrastructure 
rehabIlitation projects. A bridge IS currently under constructIOn on the road between San 
Jose de la 20 and Santa Maria Tzeja. Since the first town IS nearer to Cantabal (Playa 
Grande Ixcan), the mumcipal seat, the bridge appears to be more Important for Santa 
Maria Tzeja. However, both towns need the bridge, twelve to fifteen students from San 
Jose de la 20 attend school in Santa Maria Tzeja and some farmers from San Jose de la 20 
have land on the other SIde of the bndge site The bridge is a project of San Jose de la 20 
with labor from both communities working on the bridge's constructIOn. lng. Dubon saId 
that foremen from the two towns have analyzed problems as a team and then come 
together to dISCUSS them with hIm. Each town makes sure that its quota of workers IS on 
the bndge site on a datly baSIS in order that the work continues as planned. 

All of the above may seem fairly normal for a bridge project between two towns. 
However, San Jose de la 20 IS a town that the Guatemalan Army mIlitarized as a block to 
guerrilla patrols. Each male m the town received mIlitary weapons and was reqUIred to 
stand post one day out of six Only recently have the people of this town dIsarmed and 
returned their mIlitary weapons to the Army Santa Maria Tzeja IS a town whose 
mhabitants fled to MeXICO and stayed there for about a decade and who have now 
returned to farm on their onginal lands These two groups of people have a hIstOry of 
COnflIct and httle/no track record of workmg together In thIS context, the bndge project 
IS much more than a phYSIcal mfrastructure project, but is helpmg to lay the cornerstone 
of a new relatIOnshIp between former enemies A similar process is taking place m KaibIl 
Balaam where two conflictive groups from the same town are working together in the 
constructIOn of a traimng center, and m numerous SDF projects among Ixcan Grande 
VIllages. 

WhIle other national and mternational organizatIOns could and do fund some of these 
kmd of projects, no one has entered mto these projects over the width and breadth of the 
Ixcan to the degree demonstrated by the CHF CIT proJect. Of course, It IS hoped that the 
mfrastructure projects will be managed and prepared to a greater degree m the future by 
local and the national governments. However, at this cruCIal pomt, tills CHF CIT project 
component is fillmg an Important gap and helping communities to discover what they can 
achieve working together. 

SDF had never been utIhzed for a women's center nor for an aVIatIOn landmg stnp untIl the CIT/CHF 
DIrector convmced SDF of the value of such mfrastructure projects 



CHFfUSAID Communities In Transition 1997 Annual Report 27 
Cooperative Agreement 520-0413-A-5122-00 

Rehabilitation of Infrastructure Monitoring and Evaluation Plan - January 1997 
Results - January 1998 

Result: Basic social infrastructure improved 

Benchmarks 

Commumty part1cipatwn m identificatIOn and 1mplementatwn 1m proved 
The table shows the identIficatIOn of forty-five projects with direct community 
participation. The work on the projects completed or under construction also have 
dIrect community participation 

Bas1c soczal mfrastructure (commumty centers, bridges. etc) 
constructedlrehab1lltated 
This benchmark IS definitely underway though not finished crT project will only 
be able to make a partial contribution. 

Non-CIT fimds leveraged to support bas1c mfrastructure 1mprovement 
The table shows funds leveraged and the project funds that Will be leveraged 
through the implementatIOn of the forty-five projects to be sIgnificant 
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Community Associations, Municipal Strengthening and Conflict Resolution 
(Road Maintenance) 

Problem Statement 

Surveys conducted m the Ixcan have shown that the people give roads and bndges the 
hIghest Importance in theIr list of needs. The two levels of government responsible for 
mamtaining basic rural mfrastructure are the municIpality and the central government. 
Currently, neither has the abIlity nor the resources to address infrastructure needs on a 
sustamable, environmentally sound basis in the former war zones of Guatemala. As a 
result, the economy stagnates, access to health and educatIOn are very lImIted, and 
condItIOns for envIronmental degradatIOn and renewed civIl war remain present 

Dirt roads in high rainfall areas are harmful to the environment due to erosion, silting and 
subsequent loss of flora and habItat Gravel roads with proper drainage have proven 
environmentally sound. In the Ixcan, there is little, if any. knowledge of how to build and 
mamtam appropriate, properly drained gravel roads, or how to extract gravel with 
minimum damage to wildlIfe. Poorly built gravel roads have more than double the long
term cost of properly bUIlt gravel roads 

Beyond the rehabilItatIOn of roads and brIdges in the Ixcan--an mitIative FONAP AZ 
mtends to fund over the next three years--It is Imperative that an operatIOnally and 
finanCIally vIable communIty-based road maintenance association be orgaruzed to ensure 
that the rehabilItated mfrastructure IS properly managed over the long run 

Lessons Learned 

Accordmg to the members of the road mamtenance aSSOCiation m Costa RIca who vIsited 
the Ixcan, there are many stnkmg similanties m the two communItIes and theIr need for 
road mamtenance. The successful Upala AMV model to be replIcated and adapted has 
produced the following lessons: 

Local people wIll gIve theIr tIme, labor, and money to subSIdize road and bridge 
maintenance projects, If the costs are kept low and they can partIcipate in the 
decisions 

Government road projects are too costly and of low qualIty, and invite corruptIOn 
at all levels, leading to community resentment Where the central government IS 

absent and municipal government IS without resources, a local community 
organizatIOn can be a viable alternative 

Road and bndge work IS mostly carpentry, not architecture Local people can be 
tramed to do the maJonty of the work, and they have more mcentIve for domg the 
work III envIronmentally sound ways than do outsiders who may never return 

The prIncipal challenge of a local road association is admInistrative, not technical, 
requirIng a heavy initial investment in training and technical assistance, which can 
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produce self-sufficiency If the association successfully markets its servIces to 
government 

Government needs local Infrastructure maintenance groups to do work quickly 
and at a low cost, and can be conVInced to hire them WIth preferential treatment In 
a symbIOtic way. 

A commumty associatIOn for infrastructure maintenance is an excellent vehIcle 
for environmental educatIOn and monitonng of environmental protection In the 
commumty. 

An Important finding of a group of four Costa Rican road maintenance 
aSSOCiation members who spent 10 days in the Ixcan is that theIr Upala AMV 
model will require considerable adaptation and extra training efforts, and 
perhaps more tnal and error than In the Costa RIcan case, because the 
community conflicts in the Ixccin are more pronounced and the adult literacy 
rates are lower 

1997 Activities 

Community Association, Municipal Strengthening and Conflict Resolution (Road 
Maintenance) 

The ASOClacfon de Mantenimlento Vial de Ixccin (AMVI) [Ixcan Road Maintenance 
AssocIatIOn] is an orgamzatIOn born out of the identIficatIOn of a regional problem, 
analYSIS by local leaders, a ViSIt to a solutIOn for a SImIlar problem m Upala, Costa RIca, 
VISItS by Costa RIcan local leaders to the Ixcan and lots of local diSCUSSIOn Road access 
IS non-eXIstent In 60% of the Ixcan. and In the rest of the country it is precarious at best 
ImprOVIng and maintaInIng good roads WIthIn the Ixc{m and connectIOns WIth other parts 
of Guatemala IS a very hIgh prionty for all of the commumties WIthin the Ixcan. 

CIT DIrector Steve Huffstutlar worked to engender a process whereby local leaders came 
together to analyze the challenge of lxcan road maIntenance and design an admimstrative 
solutIOn which would work m the Ixcan. Mr Huffstutlar's experience working m a 
SImIlar road maintenance project In northern Costa Rica facilitated seeing both the 
possibIlIties and helpmg to arrange contacts for local lxcan leaders to visit such an 
orgamzatIOn in actIOn. A return VIsit from the Costa RIcan road mamtenance associatIOn 
helped move the process of AMVl's formatIOn along Leaders from the different lxcan 
mIcro-regIOns have been elected to the AMYl Board of DIrectors As m the case with the 
small mfrastructure rehabIlitation projects, AMVI has members from different conflIctIve 
backgrounds. The dIfference here IS that thIS organization has a lxcan-Wlde mandate and 
the dIfferent leaders have to work together for it to carry out its regIonal function 

AMYl is In the process of gaining ItS legal status. Visits have been made to FONAPAZ 
and members have learned about prepanng requirements for a proposal to acquire road 
mamtenance equipment, $1 4 mIllIon of which wIll be ordered m February 1998 for 
delivery In Apnl. A contract to purchase land for the AMYl was signed m late January 
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1998. The orgamzation has reached a critIcal mass as noted in the CHF's CIT Expansion 
Proposal. The CIT project expansion wIll allow AMVI, with technical assistance from 
CHF, to begin to fulfill its role in Ixcan development 

CIT DIrector Steve Huffstutlar has worked concurrently with the formation of AMVI to 
procure and install bridges WhICh are key to the Ixcan road system, but also to the Peace 
Accords. These mclude two Bailey pre-fabricated steel bridges for Trinitana and 
Mayalan as well as other regular constructed bridges. These bridges make acceSSIble 
otherwise Isolated parts of the Ixcan and mtegrate entire commuruties into the region. 

ActIvIties under the CHF CIT project, including infrastructure rehabilitation and 
agroforestry, but especially road maintenance Impact the Ixcim environment. A 
Programmatic Environmental Assessment (PEA) for work in the Ixcan received approval 
wIth lImitatIOn in February 1997 from USAID. An environmental mitigatIOn plan was 
submitted to USAID by CHF in November 1997 and the project expanSIOn proposal calls 
for an EnVIronmental Advisor and two Mitigation Assistants. Finally, CHF has 
subcontracted a Guatemalan envIronmental consultmg firm to carry out a Rapid 
EcologIcal Assessment (REA) of the Ixcan 

Rehabilitation of Infrastructure Monitoring and Evaluation Plan - January 1997 
Results - January 1998 

Result: Road network rehabilitated and maintained. 

Benchmarks 

Road maIntenance eqUlpment purchased 
PrelIminary work for eqUIpment purchase completed m January 1998 and 
purchase scheduled for February 1998 

MaIntenance unzt created and traIned 
The Asociacion de Mantemmiento VIal de Ixcan (AMVI) [Ixcan Road 
Mamtenance Association] has been created and is in the legalIzation and trrumng 
stage 

Road network rehabllztated 
Although at the begmning of this process, work has proceeded on the 
Implementation of key bridge sectlOns WhICh should be in place by March 1998 

Maintenance system deSIgned and Implemented 
Much of the maintenance system design is contained in the project expansion 
proposal AddItional design work and implementatIOn will take place dunng 
1998. 


