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I. TU'TRODUCTION

Raclkoround

nlanning Assistance, Tnc. (P"I) a small non profit agency
was established in 1973 to enhance the capacity of voluntary and
governrental agencies in selected developing countries to effective-
1y plan and manage their resources for achievement of national
goals. Tetween 1975 and 1978, supported largely by various AID
and missien grants totalling approximately $700,700; PAI has under-
+aken planning projects in thirteen countries: Lesotho, Liberia,
Upper Volta, “thiopia, Cameroon, ‘udan, ndia, Fangladesh, “ri Lanka,
aiti, F1 Salvador, Guatemala and Costa Rica, lintil 1978 PAI operat-
ed principally out of its Mew York office and used a workshop ap-
nroach emphasizing (a) collahorative planning by objectives among
selected participants from the private and public sectars of a given
country, () collahorative preparation of management, guidance
materials, and (c) the training and use of local personnel to render
ongoing planning assistance in the field,

cvpopsis of Present AID Grant

™n 1078 hased on the results of earlier work, arrangements were
made for a continuation of PAI services under a centrally-funded
Management Support Services Grant (MSS). T:e MSS Grant changes the
earlier country-specific PAI focus to a regional approach. The MSS
grant provides PAI with funding totalling $870,000* for a period of
three years to provide management assistance in two regions. As-
sistance was to be provided for all three years in Latin Pmerica, and
for the second and third years in either Africa or fsia.

The grant provides fer a regional office staffed by three manage-
ment specialists and an administrative assistant/secretary, 211 domicil-
ed in fosta Pica and operating in that country and at least four other
countries within the recion. Two of these would bhe from among the
countries in which PAI previously worked, namely Guatemala, E1 Salvador,
and Haiti. Tvo other countries would be selected, lv #AI zuhject to
AID approval, i2sed upon (8) reauests received by AID Missions and
from PV0's within countries and (B) curvey visits to countries by PAIL,

FEYT976-7234,000, FY 1979-$309,000, FY 1980-4328,000.
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A second regional office would be estahlished in either Africa
or Asia-contingent upon the completion of an evaluation of the first
year of PAI's Latin America operation. This report describes the
results of this first year evaluation.

The PAJ proposal was of interest to and funded by AID because
it represented a potentially promisine departure from the type of
PVO projects usually supported by AID. . In brief, the
PAI approach is to provide management assistance to indigerous private
voluntary organizations (PVN's) and, :here applicable, to related
aovernrent organizations (GO's). P"“Os and GOs desiring to expand or
improve the delivery of services to achieve critical developrent coals
can request PAI's services. P"T helieves that achievement of these
development qoals depends in large measure upon the optimum performance
of management functions: organizing, ~lanning, staffing, cdirecting and
controlling. “Al sees its role as helpinc PVOsand GOs to improve their
management, in directions determined not by PAI but ky the organizations
and beneficiaries themselves. Through planning meetinas, +orkshops,
seminars which emphasize open discussion, exchange and particination,
"fT nroposed to facilitate in each agency a more comprehensive view
of the perceptions of its intended beneficiaries as well as more ef-
ficient and effective vays of delivering services to them. The PAI
approach also seeks, ““.ere appropriate, to actively encourage col-
laborative planning - various agencies working together toward the
achievement of integral development or sharing of resources - in order
to have greater impact on the developmental needs of a given geographic
region or a particular sector,

FrT nlanning and management services were proposed to be framed i
around a 15 step methodology which would be the basis of each worksnop.
U'ncer this grant PAI responds to local requests hy public and private
organizations serving areas Ofbasic human need. !orkshops are ar-
ranged and costs are covered by the requesting PV0Os or their sponsor,

PAT eet with appropriate local people before the workshop to desiagn
an agenda, *o prepare materials if needed, to make logistical prepara-
tions, and sometimes to train local staff. Essential materials are
highly portable and include 1ittle more than flip ckert paper and feit

pens,

“orkshops are of one to five days duration and consist of exercises
to "break the ice" where necessary, an explanation of the 15 step method-
ology (or the portion most pertinent to a given agency), and a series of
participatory sessions designed to elicit each participating agency's
own analysis of its program objectives, constraints, and possible solu-
tions to prohlems. ‘'orkshops usually result in wriiten individual or
collective workplans for agencies participating. ©%I follow up as-
sictance consists of return visits to evaluate adherence to workplans
and plan further workshop sessions that may he felt necessary by the
agencies themselves.
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Evaluation Procedure

The three person evaluation team consisted of Jessica Romm of
PAI: Cerald McIntyre*, an outside consultant contracted expressly
for this task; and Edward Glaeser, FID/W/PDC/PVC Project Officer.
Thiﬁ report says nothing not agreed upon jointly by its three
authors.

Tha team visited Guatemala, l'onduras and Costa Rica in that
order between Monday August 20 and Saturday September 1. ‘*ost of
the time was spent in Costa Rica where PAI's work was most extensive,

The methodoloqy used was open interviews by one or more of the
evaluation team members with individual agencies that had received PAI
assistance in the past or had expressed interest in obtaining PAI's
services in the future. * 1ist of all contacts and the Individual
Pgency Questionnaire used can be found as Annexes A and B of this re-
rort. The last two sections of the questionnaire were the basis of
questions put to AID Mission personnel in all three countries.

*repcies were usually asked to describe the nature and scope of
their operation hefore bheing asked to respond to the questionnaire.
N cummary of findings of these sessions is also included as Annex C.

" eanavete questionnaire, Fosed on the PAI proposal’s logical
framework, was the “asis af Ciscussions and interviews held with PAI
staff; it 45 Tound as Fnnex D, The Project Design Summary (Logical
Framework) is attached as Annex E,.

¥n 7V <tate Attorney and director of a program providing legal as-
cictance tn t:e poor and former Peace Corps Volunteer in Guatemala,



IT, FUMMARY OF FINDINGS

A. Demand for Services, “taffine, Feuirment, and Supplies

The PAI project assumes a PVO/GO desire for management as-
cistance and indeed it was clear from the outset that, at least in
the case of indigenious PVCs, tiere is = demand for such service,
rf an;roximately 75 agencies contacted in three countries since
the start of PAI operations in January 1979, thirty-five have shown
active interest and 16 agencies have received assistance in 23 work-
chrp sessions.

The "1 office, » modest but well appointed small building on
the periphery of the San José business district, is the center of the
PAI operations. Tt is staffed by three professionals, ~ secretary/
administrative assistant, and watchman/handyman,

The rrocess by which the professional staff was recruited ap-
neared sensible -- re s;2-er ads were placed in Guatemala, ':onduras,
calvador, »n¢ festa Rica. The 2nproximately 90 responses were scre-
ered and yielded 35 persons to be interviewed. The top ten were inter-
viewed on several occasions.

The three professional staff are an appropriate mix of special-
ization, experience and education. Twue of the professional staff,
including the director, are Costa Rican while the third is a Colombian,
111 three are bilingual (English and Spanish), an important considera-
tion for a program that is concentrating on the predominantly English-
speslking Lim6n area. [ach of them js intellicent and well motivated
and has considerable presence, celf assurance and a demonstrated
ability to grow with the program. lumerous comments were received
from various agencies on the ability of each of the. staff members to
develop rapport with socially, cducationally, et*nically and linguisti-

cally diverse people.

The task required of each--the running of workshops using a single
pretested methodology appears simple, but is in fact a complex and
subtle in its application. 711 staff interviewed appeared to have been
thrown at the task without appropriate training and objected to this
having been the case. Ther were not given proper guidance on the ap-
proach to PVOs and GOs or on how to prepare a country survey and were
not given an adequate definition of collaborative planning. A1l have
overcome the initial difficulties and have developed an approach which

Best Available Documeiat
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augers well for the future. MNevertheless each of the staff members
feels a current and continuing need for training. The philosophy of
learning while doing had its detrimental effects. Many of the mat-
ters that are the subject of criticism in this report might have
heen avoided by the provision of appropriate, timely training by the
Mew York office. “ut none of the staff felt there was an awareness
of the appropriate training needed at that moment. Ccmmunications
needed improvement as evidenced also by the lack of feedback on the
field reports sent to New York.

Everything necessary for the provision of services is in place,
including the office, staff, enuirment and supplies with the excep-
tion of an automobile for the Costa Rica office. Arrarently the
$6000 Budgeted for the vehicie is not sufficient to procure a suit-
ghle vehicle,

. Country Surveys and York Plan

The start of vork in each country was preceded by the gathering
of statistical information including regional data vhere available
(primarily Costa Rica). Tn addition PAI had worked on previous one
shot projects in both Guatemala and Costa Rica. /s = result of the
earlier work in both countries, P"I “ad some knowledge of the problems
and opportunities to be encountered, as well as some knowledge of the
PV0s and GOs, 2n! some personal contacts.

Umon arrival in each of these two countries the PVOs involved in
the earlier projects were contacted with tha expectation that they
would be interested in the services of PAI and that they might refer
PAI to other agencies needing assistance. These contacts did not
yield the results expected.

In addition, in the cas: of Costa Rica there was a review of the
plans of appropriate aovernment ministries. In all three countries
the yellow pages of the telephone directory, information from AID Mis-
=jons, as '*e11 as interviews with key persons workigg in development
were relied on as basic research tools and agencies were contacted on
this basis. The AID Missions did not appear to have a full understand-
ine of PAI's functions or plans.

Cn the whole the approach in each country was somewhat ad hoc.
“hile a questionnaire was sent out to many PVOs that might be interested
in the services of PAI, there existed no uniform criteria for determin-
ing vhether a aiven PYQ would be an appropriate agency for PAI to work

vwith.*

*AT a later point PAI elaborated a set of minimum conditions for determ-
ing whether they could work with an agency: 1) that the agency works
directly with beneficiaries, 2) is interested in receiving assistance,
3) has the power to make decisions over the use of its resources, 4)
is willing to make whatever changes might be indicated. Mbviously
this still leaves a very broad potential field of operations.
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It should be noted that the survey work in Guatemala and Hon-
duras was not started until May and there have only been two visits
since then., It thus remains incomplete.

In Costa Pica the Limbn area was selected for special attention.
This is a choice that makes sense since it is the poorest region of
the country and has heen targeted for special attention by hoth tne
Costa Pica government and the AIDN Mission. It is thus 1ikely that
more resources vill be entering the area and that as a consequence
adequate planning capability »ill ke especially important.

"nce the Limdn area was chosen an effort was promptly made to
hold a collaborative planning session involving a larce number of
PVOs and GOs working in the area. The session ultimately had to be
cancelled. A factor in its cancellation was that PAI Costa Rica,
»t the urcing of its Mew York headquarters, had moved hastily and
without knowledge of or sensitivity to the political and administrative
complexities of the situation. This is indicative of a general fail-
ure to take intec account the political factors that inevitahbly affect

work of this type in any country.

Tr Guatemala while the work done so far does not have a geoaraphic
focus, PAI has tentatively decided to make Quiche:and/or Jalapa a focus
of at least a portion of its future efforts.

In Honduras a tentative decision was made at the time of the evalua-
tion to focus on Choluteca on the Pacific Coast and the south western
region near the Guatemala-E1 Salvador horder. These regions were select-
ed because they are among the poorest in the country and at least in the
case of Choluteca, t'.ere are a large number of PV0s workina in the area.

Tn the case of all three countries the country work plan has not
as yet been completed. There is a draft and the ctaff is awaiting the
results of this evaluation before making final decisions completing

the work plans.

Nseistance Provided

The organizations with which PAI has been working are diverse in
terms of purpose, rrogram, <taffing and funding. Thev include branches
and affiliates of foreign organizations, some with foreion funding or
staffing as well as others with no foreign ties whatsoever. They in-
clude government agencies and church organizations as well as nonsecta-
rian PV0s, . Programs include schools, cooperatives, health services,
agricultural assistance, alcholism, delinauency, family counselling,
housing and civic education. Twn of the organizations (Organizacibn
de Mujeres Limonenses-OML in Costa Rica, FONCAD in Guatemala) are federa-
tions of other organizations. The hases for determining which organiza-
tions are appropriate ones for PAI to work with are not aiways clear to
the organizations nor to the AID Missions.
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The central element of the assistance provided was a workshop
covering the first seven of the fifteen management functions (See
Introduction Pg. 3). The participants in these workshops varied.

In some instances they were restricted to supervisory staff, in others
the board members, in others to agency staff and board members combined,
while in ctill others the community served by the programs was also
included in the workshop. No discernible criteria exist for these
variations except individual agency preference. In this regard it
should be noted that the staff feels strongly that individual agency
preference should be the decisive factor in determining who participates
in the worksheps. Tn at least two cases it appeared that the selection
of participants may not have been appropriate to attain the desired

results.

'orkshops in Costa Pica were generally provided by all three staff
members while those in Guatemala and Honduras were usually provided by
one staff member hecause of the time and expense involved in travel.
reoncies interviewed in Guatemala suggested the need for at least two
facilitators at a workshop because of the excessive demands placed on
one person., Thre ncencies generally felt that the vtorkshops were profes-
cional and well conducted, and were often surprised at the high level
of participation attained. The individual agency role in designing and
preparing for the workshops varied from agency to agency and appeared to
he sensibly related to agencv desires and capacity. '“i1e PAI has a set
methodology it anpears to be flexible enough to accommodate the special
circumstances of diverse agencies. Ir all instances in Guatemala and
Honduras the agency receiving assistance was respensible for providing
the few supplies required and for all logistical arrangements based on
agreement with PAI staff. In ere instance a failure of communication
resulted in inadequate facilities. This instance was in Guatemala where
communication is more difficult.

fnpropriate follow-us cenerally seems to be provided subsequent to
the workshops, 21t-ough it has yet te be seen how effective this will
be in Guatemala and Honduras when the work in those countries increases.
“n some occasions the person providing the fo]low-%ﬁ after the workshop
was not the same person vho initially worked with the group.

“hile it is ‘ti11 premature to reach any final conclusions as to
the long term impact of the assistance provided, some benefits are ap-
rarent. lMowever, the results do vary greatly depending on the agency's
degree of sophistication and degree of previous exposure to planning
as vell as on their receptivity to change. Most agencies did report
an improvement in their programs and somewhat greater efficiency as a
result of the assistance they received. /n example of one of the more
successful impacts was with Escuela San Marcos, 2 hilingual school with
a special interest in meeting the needs of its ethnically diverse com-
runity. The schrol had operated in the past without any semblance of
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planning and without paying attention to the school's administrative
structure. As a result of PAl assistance the school now is committed

to plannina, h2s a detailed work plan and for the first time in its
history has a hudget and knows how much it costs to educate a child.

Tt also has a program for hetter relations with parents and with the
church that sponsors it as well as with the community at larae. Pnother
less tancible bhut important henefit is the contagious enthusiasm that
has been generated by the process. Tn this instance certain hasic

needs have heen met, thc continued lack of which might have threatened
the existence of a valuahble institution.

™n other instances PAI's assistance has resulted in an acency's
perceiving a need to change its focus. For instance one of the first
agencies to receive PAI assistance under this avant, the Centro de In-
tegracién Familiar (CIF), in Costa Rica, c'ecided as the result of a
four day workshop that it needed to target more of its efforts in the
Pacific reaion and in rural areas in general.

Tr the case of CONCAD in Guatemala the agency for the first time
has a purpose for beina other than the common funding source which
caused the organization to be formed.

"hile the result for most agencies seems to be an increased capa-
city to solve their problems on their own, there are some agencies
that could be in danger of hecoming dependent on PAI in order to do
any planning. 'owover, MMT does seem to be aware of this pitfall.

There vere also at least two instances of workshops that were
held vhere the results of the workshop were significantly less than
would normally be anticipated. In one instance essential people did
not come to the workshop as anticipated. In the other instance PAI
had inadequate knowledge of the agency and there was some misunder-
standing on the part of the agency director as to what was required
of his organization.



111, PPPLICATION OF FINDINGS TO PROGRAM DESIGN
(LOGICAL FRAMENORK)

The input assumption that PV0s/GOs need management assistance
and have an active desire to receive it was supported by evalua-
tion findings. ‘‘ether they request the services cf PAI, hovever,
depends, ~mong other things, on PAI's establishing its reputation
for sensitivity, tact and professionalism. PAI's trainina is not
necessarily seen by recipient agencies as having an immediate or
tangihle impact on their field operations and, in fact, requires
an agency to admit the possibility that it is not managing its re-
sources optimally. In addition many agencies question the value of
a service for which there is no charge. ! well planned and vell
timed approach to each country as vell as to individual agencies is
extremely important for PAIL.

Tie nroject design hypothesizes that if (inputs) regional of-
fices are set up and staffed, roclstopped by PAI's three U.S. nrofes-
sionals operating out of Mew York, and if their combined staff re-
sources survey the PVO/GO situation in each target country, introduce
these agencies to PAI's services. ard methodoloay and run workshops
certain outputs will result in the course of three years. These out-
puts include 1) a larce number of agencies planning collaboratively,
2) management systems installed in many agencies, 3) selected PV0O/GO
personnel trained well enough in the PAI methodology to be able them-
cclves to continue doing similiar training, and 4) country coordinat-
ing councils formed as a result of exposure to PAI techniques wiich
kighlight the utility of PVOs/GOs collectively tackling developmental
prohlems.

Tt is too early to test with rigor the ahove hypotheses or to do
much more than speculate on the extent to which project outputs are
having or are likely to have a measurable linkage with or impact on
the achievement of project purpose -- "to institutionalize the provi-
sion of management assistance". "1though the AID grant was sianed in
September 1978, "Al's Costa Rica office has been operating only eight
months, the first several of which were absorbed in setting up the of-
fice, recruiting staff, etc.

fs indicated earlier, °F1 does seem to be having a valuable ef-
fect. The specific outputs called for all seem possible to one extent
or another. The team felt that "collaborative planning" as PAL uses
the term to mean several agencies planning together and including in
the process the participation of beneficiaries could eventually occur
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under the right conditions, hut not at the out set. Some of our
findings did suggest however, that these desirable objectives re-
cuire a careful step by step approach and collaborative planning

isn't as assured an output as originally thought. The team believes
that staff of local PV0s and GOs can be trained in PAI methodology.
The institutionalization of the PAI function is more difficult. More
time is required to reach a conclusion as to its feasibility. n
Guatemala and Costa Rica previously existing organizations may be able
to fill the role of coordinating councils as envisioned in the grant
proposal.

Tn trvinc to speculate about the significance of the ahove find-
ings over time, the team arew concerned about whether even at a later
date any measurement could be made in view of the absence of adequate
baseline data in each country.

cuch data should be collected before PAI begins operating in a
given countrv or during its early operations in each, Fither way some
attempt should he made to produce a systematic written description of
each country's particular situation -~ the array nf agencies operating,
the <cale of these onerations, the general operating atmosphere, the
degree to which PV0's already cooperate, rovernmental attitudes toward
private institution, atc. fs it i3, PAI is treating operating planning
and survey work as fulfillina its obligations to estahlish haseline
information. [ven this work, hm:cver, is not yet available in written
form. The team feels it is important that more general baseline infor-
mation be formulated outside the sphere of PAl's day to day operations.

The PAI rmodus operandi in its early months, led to some difficulties
and problems that the team feels could and should have been avoided. It
appears that the small Costa Rica office staff, hired between January
and March 1979, was left without sufficient PAI headquarters guidance
during the first several months of its operation. There appears to have
been a rush to action, commendable in a way, hut with great potential
for being counterproductive. Tro little time was spent orienting and
training the Costa Rica staff. The team felt that_the PAI supposition
that a fully oualified staff could be hired and function with only
miniral exposure to the PAI approach belies the difficulties of the
task. £1so since all Costa Pica and Mew York staff dealing with Central
Pmerica was new and their respective roles unclear, too little guidance
and supervision was rendered to insure the kind of methodical data col-
lection, study, surveying and careful planning leading to a first set
of workshops in each country, sescions that should have been professional
models in order to have good "demonstretion effects". Instead some po-
tentially serious errors were made in two of the three countries the
team visited. The P'T image problems resulting in both countries seemed
surmountahle and the capable Costa Rica staff seemed to have bheen use-
fully self-critical and therefore unlikely to repeat such mistakes.
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The completicn of survey work recommended earlier and workshop
planning, =xecution and follow-up are time consuming tasks, especial-
1v riven the geographic spread of the PAI Latin American operation.
If outputs are to be achieved with consistent quality and in the
magnitudes envisioned in more than the three countries in which PAI
presently is dinvolved, it is unlikely that a three person staff sup-
rorted by a single Mew York professional can do the job, This wes
Tfurther emphasized hy interview responses vhich recommended that at
least two PAI staff should run every major workshop; that a single
PRI staffer should he available as the principal contact for a given
agency; and that PAI consider hasing a person full time in Guatenala
and Honduras. If these suggestions are to he taken seriously, and
PAI intends to operate in three or more countries,* either, the three
person Costa Rica staff will have to he augmented in some way or PAI
must 1imit its scope of operation by being much more selective about
workshops offered.

related problem noted by the team is the relatively indiscriminate
selection of PVDs to ke assisted in each country. ‘'ith the cancellation
of the workshop in Costa Rica's Limbn region -- an area that was to have
absorhed 20% of PAI's time according to initial plans -~ "™"T seemed to
begin responding on a first-come first-served bhasis to PVO requests in
the three countries. Under the circumstances, this may have seemed
logical to a point. evert!'eless, the team felt, as stated before, it
-ould have been far better had detailed country surveys and planning
occurred followed hy deliherate selection of a few agencies to be assist-
ed in each country. Cfertainly as demand grows so too does the need for

careful prioritization and select{on of agencies to be assisted.

The PtI Central Pmerica operation has considerable promise. Fy
following the recommendations of this report, e are confident that the
program's ability to achieve its purpose will be much enhanced.

"s a final note, the evaluation team would like to extend their
thanks to the Costa Rica staff for the invaluable assistance they pro-
vided in the preparation of this report,

*Several agencies in Nicaragua have requested PAI assistance. Although
this is a country not originally included in the grant, PAI may wish
to consider operatina there. This too, has serious staffing implica-
tions.
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~ECOMMENDATIONS

That PAI not enter additional countries without first considering
the impact on its capacity to provide an appropriate level of
service in Costa Rica, fuatemala and Honduras;

That PAI gather more adequate baseline data in each of the three
countries in which it is now working and that no work be under-
taken in additional countries without the prior collection of ade-
cuate haseline data in such a manner as to permit the measurement
of results at a later time:

That PAI use a more svstematic approach in its initial entry into
new countries as well as in its initial efforts with new agencies;

That PAI should develop more detailed planning and management as-
zistence nlans for Costa Rica, Guatemala, and Honduras as called

for in its proposal to AID;

That the director of PAI take a more active role in the work of
the Costa Rica office and estahlish regular and more effective com-
munications with the Costa PRica staff;

That the respective roles of the Director of the Costa Rica office,
the Assistant Manager of Programs and the Director of the MSS grant

be clarified;
That PAI establish a formal periodic internal evaluation system;

That PAI's purposes and work be made clear to appropriate AID
personnel in the countries where PAI operates:

That PAI provide new staff with more extensive, timely and system-
atic training and orientation, and that ongoing training be provid-
ed for current staff;

The PAI show increased sensitivity to political factors impacting
on their work;

Tﬁat a minimum of two facilitators be provided at each major work-
shop;

That PAI continue with its efforts to establish a local advisory
board in Costa Rica and investigate the feasibility of establish-
ina such boards in Cuatemala and Honduras;
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13. Te money budoeted for an automobile should either be auament-
ed to provide an adequate sum to purchase a vehicle if it is
determined that one is needed or the money should be reallocat-
ed to another part of the budget.



ANNEX A

LIST OF ORGANIZATIONS AND PERSONS INTERVIEWED BY COUMTRY

Guatemala

1. *ID Mission: Cliseo Carrasco, Director
Jack Eyre, Program Officer

2. CrOMCAD: Fduardo Munzon, President
Esperanza de Fuentes, Sacretary
Julio Morales
Marco Pntonio
3. F1 Movimiento Guatemalteco de Reconstruccifn Pural:
Juan C8rdoba, MNirector
4, ret¥A: “arfa de Z4"iga, "dviser
5. "M Les1ie Ingram, Diractor
6, C[MEC: 'ar’ "aller, Ccordinator
7. VYisicn Mundial: Don Weisbrod, lDirector
Honduras
1. F£IP Mission: ’rdrea Mohn, loan Officer and PV0 Coordinator
2. IeCEPANE: Mara de Martinez, Mirector of Training
Costa Rica

1. "ID Mission: “ussie Daniels, Frogram Officer
David Nlineer, Urban Industrial Nevelopment Officer

2. fertro Orientaci6n Familiar: Jnsé Carlo, Pircctor

(&)
a

Capavarcs o2 Nuerac Voluntad: Jonas Gonzdlez, Director
4, Yorge Poveda: Adviser to Minister of Health

recuela San Marcos: Jevcelvn Savvers, Directora

rOF, 1imBn: Monserrat Casas, Nirector

It Mayra Dixon, fupervisor

D N Y n

raja ce Seguros: fne Ma. l'adley, Menrd of Social Service Section

“



(Cont. “nnex )

0

N

Orghnizacidn de Ciudadanas Costarricenses: Mmalia Alvarez,
NDirector

10. *inisterio de Cultura: "odrigo Madrigal, “ice-Minister

11. Centro Integracifn Familiar: ilenry Yillalobos, Program Director
Marvin Granados, ©xacutive Director

STAFF

1. *arieclos Calvo, Nirector

2. relroy Parton Brown, "ssociate Director

3. Leonardo Duque, "ssnciate Nirector



PNMEY B

COUNTRY:
Agency Name:
Name/Title of Respondent:

Sector Work:

QUESTIONNAIRE: INDIVIDUAL AGENCIES/GOVERNMENT OFFICIALS

INVOLVEMENT/MOTIVATION

How did- your agency become involved with PAI?

AID Approached by PAI Recommended by other

What did you think you (or others) would gain?

Did (does) the idea of collaborative planning seem a much different and better
way of approaching development problems?

RESULTS

What kind of assistance was requested and provided?

How was the management assistance provided (meetings, workshops, training, etc.)?

What was accomplished?

What was your role?

What was thé role of PAI?

\W



C. IMPACT |
9. What are you (PVO) doing differently or better as a result?

10. What improvement has there been in the efficiency of your overall program?

Your ability to meet program objectives

Your relationship with other agencies with similar objectives?

11. To what extent'did PAT assist in achieving these changes in your mode of operation?

D. ACHIEVEMENT OF NATIONAL GOALS THROUGH PLANNING

11. VWhat national needs have been met through collaborative planning to-date?

N ad

12. What co]]abofétive planning would you like to see in the future?

13. What are the next logical steps for your own agency in utilizing PAI training?

What further involvement would you like with PAI?




Have arrangements been made for follow-up/monitoring/evaluation?

E. GENERAL PERCEPTIONS

14. What are the major advantages and benefits of the PAI approach to management
(substance, concept, form, and materials)?

What areas of the assistance provided could be improved or changed?

How?

15. How is PAI seen by USAID Mission, PVOs, GOs?

16. What is the difference between those PVOs involved with PAI and those dealing
with USAID?

17. Does PAI have a solid approach for tying together its services and the needs of
the USAID?
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ANNEX C

GUATENMALA
FGENCIES EXPECTED RESULTS/ PLANS FOP MOVANTAGES
MNP GOV. | |FYPEPIENCE | GAINS FPOM PAT | ASSISTANCE IMPACT OF FUTUPE PA1 | OF PAT COMMENTS .
OFiC. YITH PMY ASSISTANCE PPOVIDED ASSISTANCE | ASSISTANCE ASSISTANCE
AID MIS- 1979 Strenathen Service is
<ION GUA- PV0s in forma- needed
TEMALA tion of pro-
(A) rosals
rONCAD 1977 Professional Training in | -Pefinition <taff train-|Methodology | Yhen ses-
(10 orga- 1979 arproach to 1-? steps of| of COMNCAD [*na and fol- Participa- sions are
rizaticns) planning and methodoloay | purpose low-up of tion of long, test
(B) follow-up ? sessions |-Plan of plan of work|group in to have 2
2 days each | Vork Hov, 1979 process facilitator
(r)
EL MOVI- 1079 Systermatic plan Staff train-
HIENTO rina and follov irg program
GUATEMAL- -up developrent
TECO DE PH; Sept-Oct
CONSTRUC- 1979
CION_PURALI
PSEYA (32 || 1978 Assistance in | Formation of|Ccuncil is |PSEXA will |rarticipatory
organiza- planning and coordinating] functioning |[contact PAI methodo]ogy1
tions)(R) managing re- council of Trained faci}
sources health orca- litator
rizations exist in
ASEXA.
FROGPAMA 1979 -cysteratic plantTraining in|More effi- Training and|Croup dyna- |Good to hawe
NE AYUDA ning 1-0 sters of|cient use of QFo'Ilow-vp mics staff persa
MUTUA -Management methodology |time oy, 1070 {Systematic |in country
(8) tools . LFormation of [Retter pro- approach to |for closer
-Tntecration of {work plans |graming planning roni toring
Programs :
CEMEC 19079 Staff training |Staff train-|Interest in | Meecting Systematic
(B) and management |ing in method learning with staff land partici-#
functicns on ology more Sept 1979 |[ratory metho
all levels ology




MINEX C
Page #2

CUATEI ML
FOPHCH S FYPECTED PESILISY
FED GOV, CYATINHCE CAINS PR PA [SSISTMNCE 1Py GF
CFIC. (i ppy ) [SSISTRUCE 1 FRovIEER 4 _[LISfeadd
e - - —= == e ppemingiigut
VISION 1079 Paise staff Training in] To be
FINDIAL ’ conscicusness |15 manace- evaluated
(80 Pro- cn irpertance {rent func- bv W v,
jects) of particina- | tions
(8) “ tory planning | throuah parg-

icipaticn

PLES FOP

FINETFGES

T

FUILPE p/1 | OF PMY COMPPCHTS
(POSISURRCE | POSTSTMICE Y}
cwcteratic | 1st sessio
Participa- | should in-
tory I'ethod} clude ho-
cloqy mogeneous
aroup

e 2o

M=Cov't Gificial
R=Pecipicnt of As-
sjic<tance

C=Potential Fecipient




AMNEX €
Page #3

HONDURAS

(r)

I ryative

efforts

TOFICIES FEPECTFD PESILTS/ PLAIS Fop | AIFITACES

fap ooy, [ryereiricr | ocaing yeeit PAY ) PSSISTHWE | LVPACT OF FureE pAL | OF PAT COLRTS

oFie, flwimppy | RSSISTREICE | BLOVIIER ) PSSISTAMICE | pesISURICE FSSISTINCE Y

AP MIS- 1979 Pesource for t Service

crry new PYQ's in is needed

HOMPUPAS proaram plan- '

(M nirg

ASCEPATE 1979 'ethodoloay "ould Pesource Best to

() Share viork with
space and herogeneous
sore work groups-let

- cossion

COSTA RICA

PGENCIES EXPECTED PESULTS/ {PLANS FOP | PPVANTACES

AND GOY. || FXPERTFICE] cATHS FROM PATL ASSTSTAHCE | IMPACT OF {FUTURE PAL | OF PAI COI"ENMTS

CFIC. |VITH PAT | PSSISTANCE PPOVIDPED ASSISTANCE {ASSTSTAMCE | PSSISTAICE .

fTE MIS- 1970 Pocnurce for | Niscussion Possibly Pescurce

e PV0s to deve- | of ore PVO for nro-

(OSTA PI lop proposals | prearam oram in

cr (1) Lirén

CENTPO DEY 1977 Svsteratic Methodnlooyl-"'tilizationTrey will |Catelyst

NPIENTA- 1078 Planning and | training of method- lcontact PPTjrole of

CION FA- 1279 managerent cleay lave train-{ P/, very

RLRIEY LFormation pd person- |irnartant

{¢an José of colla~  hel :




TMNEX €
Page #&

124

FCUBCIES LAPLCTED PESTLIS/ PLINS FOP | RIMMITACES
M ey, Y FRERIICE A PSSISTAWE | LIPFCT GF | FUSUPE PAT | OF PRy COMFEITS
OFIC. __RYLHLPRY - FSSISTRICE 4 PROVIIVD | JUSisTis JASSISYARCE | JSISIANCE Y
CARAVA- || 1076 1979-Proaram | Program 'ren re- | Catalyst
"AS DE 1077 Meveloprent developrenty financing | <ources Pole
DUER VO-|| 1979 for financH are avail-
UITAR irg e for
(n) program
irpleren-
tation
CEEPLITO 1079 Progrem and Training in| Pecreaniza- On-roing | Participa- [Consistency,
(P) Nraanization |rethodology| tion of ~ ltorv rehed-of staff
restructurine | 1-11 func- | institution; rlogy follow-ur
tiens involvercnt
of all stafff
levels;
plans of
viork.
"CPCE 1079 Motivation, Yes, tut |Methccoloay Meed to
POVEDPA rarticipation in other |systematic| understand
Forrerly in planning - Ministry |participa-| the nuance
/ice i'in- process tory ap- of Govern-
ister, rreach rent opera
Cylture) tiens and
(”/fy relation-
chipg
ESCUELA ({1979 Alministrative|5 day work-{Plan of Financial |Crecup dyna-
SHL AP organization |shen managetwork admin-|{planning |mics, facill
c0S ment func- |i<trative |[(no date) [itator role
LIren tions 1-11 {preogram '
(e) i

budaet
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MINEX C

Pace #5
SCEIICIES CZPECTED PrseLYS/ PLAIS TR REIMITACES
P L H FERERINCE CLINS TRey AT FSSTSTRCE IWRrCT OF Fure prat 0OF P2y corirTs
oFte,  Lvrneper | opsstsoener L provigEn ) RSSISTRCE | ASSTSUACE FSSISTENCE Y L .
CFITPO 1979 To bring 34 |2 workshops| Peveloprent| Monitar ong Participad -Close fol}
ORIENTA- women's araa-}held in of common | roina basi§ tory method-low-rp
ey FA- nizations to-|training of|objectives | progress of oloay -Establish
MILIAP aether for = |methocalocy|{by sectors |vorking criteria
(0¥L) Lit collatorativeland develonf cormi ttees for eva-
pon- 24 rlanning ment of and train- | luvatien
orgenizat vork plans irg
tions () .
TSTITITE 1070 Traip in Pyoaram eretPlan of Fvaluation| Methed - |Vould like
nit PLCR- rlapning repaticer vork that Fellow-vn rloay assistance
"TLISK ~pd evalua-|evervone in oy 1071 in assess-
(r/r) tien keeh- lbnowvs and went of
vicues (12 luses, rore snecific
days work- lefficient projects
sbap 1 day |use of time
Follav-un)
CPP TE 1079 Man to vork Mid-Sept
SECUTO fer a nroaject 1070
{r/C) on elderly
FEGANIZA- 1979 Systeratic 5 day vork- {Trproved FvaluationtParticipa-
TINH CF orcanization [=hop in ce- orcanizationy of worl tory
CITIZENS of work plan [reloprent  |of work carpleted Fettedoloe
OF COSTA nf work nlan in Mov LCroup Dynad
PICA (R) 1070 mics
LFacilitatoy
L role N
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Page #6

TCENCIES
M GOV,
OFIC.

R. MAPRT-
GAL (Vice
Yinister
of Cultur
(r/c)

FAPEPITICE
I LI

1070

CAPECTED
CATIS Frogy PR
FSSISTRICE.

Training of

cipotery mrotho
olcay .

staff in pertit

FSSISTHICE
PEOVITED

)

PESULTS/
[1PACT OF
PSSTSTMICE

PLAIS FOP
FUTUPE PAI
ASSISTNICE

Ma date
yvet

ARYSHTPCES

0OF PAM COMMENTS
ASSISTRMCE)
Particira~- | Meed to
tion dynamiq know the
of method- | onerations

ology

of accvern-
ment aaen-
cies

£THTPO
INTFCRA-
CTeN FA-
PILTIP

1277
1979

(r)

Plan procrars

& day work-
<top on

rrothedoloay
(1-2 steps)

Mev prearam
desion and
staff orca-
rization

Preoram noi
ready

Systeratic
approach

makes plan-
pirg cornre
nensihle

Vould like
a seminar
on rural

Larecas- col-
laboration

2=Pecipi
sisten

J=tov't OFficial

ent of As-
ce

C:Potential Pecipient
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MDS/LATIN AMERICA ANV EY D

PAT EVALUATION
AUGUST, 1979

PART I - Input Level
A. STAFFING

1. How were management assistance personnel recruited?

2. How were they screened?

3. Are they appropriate by experience, education and dedication for the job?

4. Once selected, was staff properly oriented and trained?

B. METHODOLOGY

5. 1Is a clearly defined "management assistance methodology" available, unders tood
by PAl trainers, and being used?

6. Are "training, workshops and follow-up" being provided as described in the im-
plementation plan?

When?

7. Have the materials necessary for the effective funct1on1ng of the program - equip-
ment, transport. visual aids - been provided?

PART Il - OQutput Level

A. PLAN OF WORK

1. How - by what process ~ has PAI identified PVO/G0, needs for management assistance?

Costa Rica
Guatemala
Honduras

va)
r ‘
8"



2. What baseline data on local PVOs have been collected?

3. How many requests for assistance have been received (total)?

Costa Rica

Guatemala

Honduras

4. Have country plans been produced as indicated in project proposal?

Costa Rica Time Period:
Guatemala Time Period:
Honduras Time Period:

B. DELIVERY OF MANAGEMENT ASSISTANCE

5. How have requests been translated by PAI into the delivery of management services?

Collaborative Individual Coordinating
Country Planning Assistance Training Councils
Costa Rica
Guatemala
Honduras .

COLLABORATIVE PLANNING

6. To what extent have collaborative planning and program coordination occurred among
agencies sharing development goals?

% Of First No. Of Total No.
No. Of Agencies Experience Collaborative Of PVOs In
Country Involved With PA] Sessions Country
Costa Rica
Guatemala
Honduras




INDIVIDUAL ASSISTANCE

7. To what extent has individual assistance occurred?

No. Also
% Of First Involved in Average
No. of Agencies Experience Collaborative No. of
Country Involved With PAI Planning Sessions
Costa Rica
Guatemala
Honduras .

what evidence is there of "improved performance of all management functions on
the part of individual agencies" exposed to PAl assistance?

Costa Rica

Guatemala

Honduras

Which management functions require more assistance?

Which management functions served as introductions into the agencies?

Did the type of assistance vary by country or by type of agency?




TRAINING

8. Have (or when will) training occur?

Board of
Country Agency Directors Program Directors Directors
Costa Rica JR—
Guatemala
Honduras

9. Have (or when will) local management assistance personnel, two per country, been

(be) identified and trained?

Costa Rica

Guatemala

Honduras

COORDINATING COUNCILS

10. What are the prospects for the establishment of "coordinating councils?”

Costa Rica

Guatemala

Honduras

MATERIALS DEVELOPMENT

11. What forms, 1etters, and the like have been prepared to ensure good record
keeping and follow-up? -

To what extent are written materials in use at PAI workshops?

What additional materials, if any, appear to be needed?

What progrss has been made regarding production and distribution of published
. management materials at N.Y. Headquarters?




PART 111 - Purpose Level and PAI Model

Project purpose is (1) to institutionalize the provision of management assistance in
related regions and LDCs; and (2) to assist PVOs and GOs in improved performance of
all major management functions--planning, organizing, staffing, directing and controlling,

1- To what extent does it appear that the transformation of inputs into outputs is
having or is likely to have a measurable impact on achievement of project purpose?

INPUTS
1. Staff
2. Methodology
3. Session designs
4, Materials Development
5. Agency interest in management assistance
IMPACT
QUTPUTS Costa Rica ° Guatemala ‘' Honduras

1. Identification of Needs
2. Collection of Baseline Data
3. Number of Assistance Requests
4. Formation of Country Plans of Work
5. Delivery of Management Assistance
a. Collaborative Planning and Program
Coordination (15 agencies);
b. Individual Management Assistance
(10 agencies); .
c. Training of Directors of Agencies
(10) and Program Directors (20);
d. Training of 2 management assistance
personnel per country
e. Establishment of Coordinating

Councils.
6. Publication of materials and books

ny
1

Is there any evidence of purpose-goal linkages?
Costa Rica
Guatemala

Honduras

Does it appear that if project purpose was achieved PVO programming would have
appreciably more impact on the highest priority development needs of the people?

Costa Rica
Guatemala
Honduras

3. Are major and real felt needs of PVOs being met, given the limitations, resources,
conditions.and constraints of the working environment?



Costa Rica

Guatemala

Honduras

How does PAI deal with PVO question about the maximization of use of their current
resources versus finding other funding in future?

Does the plan of work represent the most effective and/or economic way of achieving
goals and obiectives?

-

Regardless of what is being achieved, is the PAI approach (per input - output
schematic) the most sensible means to this particular end?

Is the PAI model as observed in the Latin American 'theatre of operation' working
well enough as yet to warrant its immediate extension to Asia or Africa?

What logical framework redesign, if any, is suggested before fuller extension of
the program?




(Please Refer To Page 3 Of Questionnaire - Items 15, 16, and 17)

How is PAI seen by USAID Mission, PVOs, GOs? (Add comments on reverse side of sheet)
USAID _PVOs GOs

Costa Ricy
Guatemalg’
Honduras

What is the difference between those PVOs involved with PAI and those dealing
with USAID?

PVO/PAI 'PVO/USAID

Costa Ricg
Guatemalq
Honduras

Does PAI haye a solid approach for tying together its services and the needs of
the USAID?

Costa Rica
Guatemala
Honduras




AID 1020-28 (2 22)

Project Title & Number: __Planning fssistance, Inc___(PAJ)

SECIIUN V]

PROJECT DESIGN SUMMARY
LCGICAL FRAMEWORK

Hyvesx L

Life of Project:

From FY 78 _wFY_81 _
Total U S. Funding 8;3,2§3 _

Date Prapered:

NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPYIONS

Progrem ot Sector Gosl. The beoader objective to
which this project contributes:

To effect LDC recognition of a signifi-

cant PV0 role in the developuent prucess
in sectors deemed important by the LDCs.

Measures ol Guoal Achisvement:

Recognition of role of PVOs in devel-
opinent process

Collaboration among PVOs and GOs in
development prograns

Innovation by PV0s and GOs in devel-
opment programs

Evaluation/interviews/field verification

Baseline Statement

Assumptiuns fur achisving gual tsigets:

LDC policies permit expanded
role of PVOs.

PV0s/G0s are developakent-
pricnted.

Pioject Purpose:

To institutionalize provisfon of manage-

ment assistance in selected regions and
LDCs.

Cunditions thet will indicate purpose has been
achigved. tnd of project status.

1. PAl assistance phased out after 3
years in given regions/LDCs.

2. PV0s/GOs doing more,and better
management, collaborative planning,
dand cost-efficient provision of ser-
vices.

3. PV0s/COs using management assis-
tance materials.

4. LDCs providing own training in
managenent assistance.

Evaluation/interviews/field verification
Target group survey

Baseline statements as points of refer-
ence in given regions/LDCs.

Assumptions for achisving pusrpose:

Better management will fu-
prove PVO/GO operations.
Development -oriented agen-
cies desire collaboration
to achieve common purposes.

. Collaborative planning among PVOs/GOs

. Good managesent practices

. Management training for PV0/GO per-

1

2

k|

sonnel

4. LDC mgmt. assistance personnel

trained in PAl approach

5. Established country courdinating
councils

§. Published management materials

- PY0/GO desire for good management

1

2. Competent mymt. assistance personnel
2. Tested mymt. assistance methodology
L

. Iralnlnglﬂorkshopslfollowup
. Equip-ent,‘transport. materials,
country plans, other inputs

SN

Magnitude of Outpans:

In 10 countries in two regions:

1. 150 agencies collaboratively .-
planiing. -
Z. 100 agencies practicing qood
management .

J. 180 agency personnel tratned.
4. 20 wonagewent assistance pervsonnel
Ltrained.

5. 10 counctls established in 10
countrids.

6. 6 managument books published.

PAl hqds. & field reports
USALD reports

Evaluation/ricld verification

Assumptions lor achleving outpans:
PV0s/G0s need management
assistance. .
Cooperation of LDC leaders/
goveraments {s rendered.
Optimum timing of mgmt.
assistance in PV0/GO budyet
cycles is possible.

Implamentation Te 9:! Tfyw and (_]u_c;nl_;y)

See lmplementation plan

Requests for assistance in LDCs

Resumes & perforuance evaluations of
personnel.

Evaluation
Repurts

Financia) Statements

Best Available Document

Assumptiont for providing inputs:

Cooperation of LDC leaders/
gov'ts is rendered.
Optimwn deployment of pro-
gram personnel and funding
occurs.




