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Project Purpose: 

Proiect Outputs: 

Indicators 

Goal 

PIOJICT lltff 

P9ru PVO Support Pro;ect No. 527-000353 

September 30. 1992 • September 2Q, 1998 (6 Years) 

S 13.600.000 
OeHvery 
Subgrants 

S 6.382.W6 
S 7,217.004 

Shakedown Evoluoflon reciulred In Cooperattve Agreement. Done 1 year 7 months 
ln1o project 

Private Agencies Colloborattno Together (PACT) 

Protect Paper Information 

To expand the amount and Increase the developmentcl Impact of PVOINGO programs 
in the key sectors of agriculture. health and enterprtse development; and. 

To strengthen 1he lnstttutlonal capacity of Peruvian NGOs to work more effecflvely with 
community organjzatlons In 1he delivery of servtces In 1hese key sectors. 

1. Direct grants awarded to U.S. and indigenous PVOsJNGOs 

2. Workshops/Seminars conducted to assist In rnaxlmzlng NGO servtces and 
resources. and lmprovtng service delivery 

3. Skills. knowtedge. and SUltable technologies 1ransferred 1hrough NGO$ to key 
sector beneftc:tar1es 

4. Uniform. synchronlzed flnoncial rnonltortng systems and Impact reporting system 
developed by PMU and adopted by the food-handing agenctes 

1. Increased on-form and off-form incomes 
2. Increased agrtcuttual productMty 
3. Decreased nlmber of food Insecure households 
4. Maintained or Improved nu1rfflonaf s1a1us of snaU chUdren. especially lilder three years of age; Improved 

matemol health 
5. Decreased child mortality and morbidity 
6. lnaeosed child spacing 

Purpose 

1. M.mber of communffl• able to design. pion and lmplement1heir own sustclnable development activities 
as a result of NGO support 

2. All NGOs receMng insfflullonal development subgronts demonstrate capacity to plan. design. manage 
and Implement sustainable development projects In agriculture. health and enterprise development at 
1he community levet 

3. NGOs as partners of us P\/Os receMng development su ~ts ~trate cadac:Hv to plan. design. 
manage. and Implement sus1alnable development proJ 
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4. At leOst 50% of community activities supcotted tl'lrough NGOIPVO grants ore self-susfOtning by EOP 

5 Increased number of NGOs engaging In effective develOpment octtvtfles In ogrieul1ure. employmer.I 
generatton. micr<>-enterp,tse. ond child health 

6. Increased donor sups:,ort for NGO development oettvittes 

7. Improved targeting. synchronized ftnonciOI monitoring systems ond impact repor11ng systems wt1hin the 
food-assisted PVOINGOs which provide timely doto in uniform comparobte fotmots 

8. A significant Increase In 1he resource dtverslftcaflon ond cost-effecitveness of ongoing A.1.O.·ftnonced 
PVO/NGO food assisted progrcms. os Indicated by Increased percentage of non-food aid and non-USG 
participation ir 1he overall program. deetlnes In cost per beneficiary, better ratio of benefits to costs. and 
Increased communny participation. 

OUtputs 

1. Up to 25 Peruvian NGOs receive training and/or tectwcal assis1ance (from the Project Management Unit. 
Independent of ony subgront funding) for their insfflutlonol development. parttculorty In their capacity to 
assist communities to mobilize and manage resources for sus1ainoble efforts In key development areas 

2. Up to 18 Perwlan NGO lnstltutlonol development subgronts of up to $150,000 each 

3. Up to 13 Perwlon NGO development oettvtttes subgronts of $100,000 to S1.000.000 each 

4. Increased number ot beneficiaries engaged In ogrlcutture. mlcrolsmall enterpnse and c:hlld health 
acttvlttes 

5. Technologies adopted and used 

6. Community projects ~ken ond successful 

7. Four 10od-handUng agencies work wt1h PMU to coordinate and synchroniZe ftnandal and Impact 
repontng systems 
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IXICUffVI SUMMARY 

The Peru PVO Support Pro;ect No. 527-0353 1s o six year effort tor the r::,enod September 30. 1QQ2 to 
September 2Q. 1998 ond administered by the US PVO PrJVOte Agencies Colloborotlng Together (PACT) wl1h a 
coopera1tve ogeement wt1h USAJO/Peru. The project purposes ore to 1) expand the amount and increase the 
devetopmentot lm,x>ct of PVC/NGO programs in the key sectors of agncutture. health and enterprise 
development; and 2) to streng1hen the institutional capacity of Peruvian NGOs to work more effectively with 
community organizations In 1he delivery ot services in these key sectors. Pro;ect outputs are 1) direct grants 
awarded to U.S and indigenous NGOs; 2) workshops/seminars conducted to assist in maximiZlng NGO services 
and resources. and Improving service delivery; 3) Skills. knowledge. and suitable tec:moaog6es transferred 
through NGOs to key sector beneficiaries: and 4) uniform. synchronized ftnoncial monHcrtng sys1ems and Impact 
reporting system developed by PMU and OdOpted by the f0od-handllng agencies. 

This ·shokedo'.-n evoluaffon· was contemplated in the Cooperative Agreement to anatyze the project 
after one year and to make necessary odjus1ments for the six year profect. The evaluatton wo, o 14 day effort 
to review docUnents. discuss 1he project wt1h both PACT and USAID/Peru. and have several focus group meetings 
wi1h NGO officials. The evoluotton assessed 1) the overall project design. 2) spedflc project oc1Mfles and results . 
and 3) project orgoniZotlon and administration. Evaluation results ore presen1ed wtth findings. conctusions. and 
recommendations. Seven annexes provide the scope of work. documents. and a revised logical franework tor 
the project. 

The initial Project Paper design is well-stated and is In line with the Perwian NGO needs and aspirations. 
It oontolns o minor flaw of having a dual purpose statement of 1) project devek:>pment focus and 2) NGO 
strengthening tocus. By placing the former profect develof:)fflent purpose as the goal and the latter NGO 
strengthening purpose as the sole profect purpose. while at the same ttme lowering the high expectations of the 
goal statement. a project focus is obtained. The contracf0r has taken a strong project development focus at the 
expense of lnsftltlonal streng1hening. 

The PVO Support Profect emphasizes NGO lnstttufionol strengthening. The contractor hos pkJced 
misguided and dominant focus on sub grant development octtvtfles (DAGs). This stems from several faclors that 
include 1) PACTN/anngton experience In sub grants In other countrtes and 1ransf9r of 1hose expenenc:es to 1his 
prOject; 2) PACTIPeru staff Interest and experience In SUb grant projects 3) PACTl1)eru s1aff lack of instlMlon 
building experience: 4) USAIO/Peru gMng mixed signals at times In wanttng sub grants: 5) o poor understanding 
by PACT/Peru of how sub grants ore to be used as o means to obtain o higher purpose of institutional 
development; 6) PACT/Peru unwflllngness to address lnstlfutlonal strengthening and building wi1h a strategy; and 
7) PACT/Peru desire to get immediate sub grant projects started rather than devise o s1rategy for the slower and 
more amorphous effort of institution building. 

The orional Pro;ect Paper design emphasiZlng three NGO deVelopmental levels appears to be right on 
target. The Project Paper and PACTs' proposal make this oppr0CICh central for a shateglc plan. T h e 
contractor hos gotten misguided and confused as It Implements a very llmHect superflclal. and different kind 
of project then was designed. Lett alone to conflnue Its present misguided course, the present Implemented 
outputs will never produce 1he prcject purpose in the six year project period. The contractor does not have on 
ins1ttutfonol strengthening strategic plan 19 months into the project. It has planned and Implemented project 
ac1Mfies In linear fashion in $UbstlMe for conternptating and plaMlng fer a desired Impact. 

The current populcflon. geographic. and sector focus are sufflcientty emphasized to support NGO 
institutional strengthening impact If lmpfemented well. There are perhaps about 200 NGOs and 3,000 NGO staff 
In the three sectors of health. micro enterprise, and cgrtcutture; about S0-60 NGOs In the four principal 
geographic zones. 

The c:on1ractor delivers three project products (ou1puts) that 1hey handle as profect components. These 
are 1) SUb Grall Projects; 2) lnsfltuttonal Streng1henlng; and 3} PL 480 Tl1le I Monttortng and Evaluaflon System 

The Sub-Grant Project Component hos dominated project lmplemen1afion to date during these first 1 c; 
'months. The conmctor set-up good selection crtterto, evolucflon mechanisms, concept paper mechanisms. one 
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screening processes for receMng concept papen and eventually sub grant s:::,ro;ect ,:)fOC)OSOls Unfortunately 1hey 
promoted this sub grant fUnd w,dely and got 828 concept papers from over 600 NGOs naflOnwtde that would 
require o total of $17 5 million ot tunds. They scr .. ned these cone.pt p:JperS down to 104 and sut:immed 10 
USAID b approval. fifteen concept papers were approved ond the NG0s ,::,rovtded propc)IQls. By Moy 1W4 
1he contractor had signed 15 sut>gront profecis wtth Pen.Nian NGOs for a total ot $3.024.888. The sub grants ore 
good projects In themsetves but lade lnsttMionol streng,henlng re1a110nsnlps and respecitve Indicators. 

The lnstlMtonol Strengthening Component hos barely gotten off the ground otter 1q months. The 
contractor hos provided clrect technical assistance to the NGOs preparing their profects wt1h logk:01 frarnewrorks . 
In April 1W4 1he contractor signed two lnstlMionol development grants wtth 1wo NGO consot1twns In c:a,amaroc 
and Ayocucho tor S 150.000 each; and provided 1wo workshops each In flnanc:e/acoou,11ng and logical 
framework in Cojomorca and Ayocucho fot 65 NGO statf members from 25 NGOs. There is no ~c paan tor 
1his component. This comerstone project component lacks focus. a plan, and lndJc:atcn of lnstltutlonol 
strengl'8ning. 

The Pl 480 T1t1e 11 Component Is to work wtth four mature lntematlonal and national NGOs s:,rovtdlng 
feeding programs. They are to set up s1andardtzed monitoring systems for these orgontzattons. In the past 1Q 
months very Uttte progress has been made and this component Is stuck In a myrtad of discussions cmong NGOs. 
USAICWeru. and the contractor. USAIO/Peru requests from PACT leadenhip In setting up a global strategy for a 
cohesive monttonng and 8YOluatlon system. The NGOs are wtlllng to go along wt1h o soUd sv,tem. 1he contractor 
hos not been able to provide that system causing delays In stot1tng up what USAIOf'Peru considers an Important 
project ou1put. 

The contractor hos spent S 1,022,965 through Morch 31. 1W4 outside the grants. This is ornost excfusively 
tor satartes. o1her direct costs, and Indirect costs. The contractor hos lttle results to show f0r this level of 
expendtfure. 

Some serious discrepancies exJst between USAIOIPeru and PACT regarding this project. USAIOIPeru wants 
PACT to demonstrate leadership as a con1ractor and tulftll lts con1raet obligations based on o stra~ plan so 
that ft can ovoid micro-managing. It is very disappointed In project results to date and has some s1r0ng negattve 
perceptions about PACTs' capactty to carry out this project. The contractor has been qute vodferous and 
vehement In lnsisflng on being let alone to oarry out the Cooperative Agreement as It best SNS tit and believes 
I.JSAIDhru has been obs1ructlonlst. The effect of 1hls sHuaflon Is subsa\flal energy placed on dlscuutng 
minuscule adminls1ratlon level Issues In 1he tar pits level ra1her 1han both INll1UtloN keeping 1helr eyes on 1he 
priZe. USAIDIPeru In ~I hos a clear view of the mountain while PACT ls fogged down In the valleys. 

Present PACT/Peru personnel do not have adequate experience to carry out Institutional strengthening 
as proposed In the PP. Cooperative Agreement. and PACTs' proposal. PACT s1aff s1rengths le wHh ftnonciol 
adminis1rotion and budgeting, NGO project development. and medh.m level specific sector specialtzation in 
health. micro enterprise. and agriculture. There Is ornost no staff experience In NGO strategic planning. 
insfflutionol s1reng1hening, project planning, self-financing, sustalnobil1y, and other similar lnsfltu1tonol 
s1rengllening needs of Perwtan NGOs. 

Conclullonl 

This project hos gotten off too bad s1art In the first 19 months. The project leeks f0cus and direction. It 
may reach some output runbers satisfactorily with sub grants to NGOs but wlll not reach Impact levels 
envisioned originally In the PP. The several posfflve aspects of 1hls project (15 sub grants to NGOs; two lniflol 
insfflutionol development gran1s) ore overshadowed by evidence of poor focus. It the project continues on i1s 
present course Peruvian NGOs wtll not be s1rengthened to a large degree, wlll diversify 1heir fining porttoios 
with ninlmal project Influence, wtll reman low In self-sustatnabUHy, and this PVO SUpport Project wlU have been 
reduced to a simple USAI) donation award mec:hanism. 

The project lacks Internal consistency of oc1Mfles and outputs 10 produce purpose level lndl0ator Impacts. 
Ortgtnal project indicators 1hemsetves are not satlsfodory. A s1rotegic plan Is a positive doament that details 
in precise terms your strategy. approach, focus, and use of personnel and ftnanclal resources. Thia plan and o 
mission statement sharply focus your attention on Important purpose level inpacb desired and helps to ovoid 
getting tangled In mixed leYel project Implementation (outputs, actlvlfles, acmlnistraflon) at the expense of having 
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a focused project 

PACT ond USAIO/Peru spend enonnous amount of energy stuck in !he tor pets ot the organtZatlon and 
odm1ncstraflon level. PACT focuses at this level ot !he expense of setnng this protect on o directed coune. 

PACTNJoshington needs to speomeod o comptete overhaul of this pro;ect that includes developjng o 
strategic pion. revising the loglcol framework. desJgnlng o global Pl 480 moni1orlng and evoluatk>n ~- a 
revised 1 QQ4-Q5 annual pton. a revised budget. and a restructured admlnlstraffon 10 irnptement 1hil re-designed 
project. 

■ The contractor needs to refocus "8 project in occordance wt1h core prtndptes of the Protect ~r. 
Cooperative Agreement. and PACTs' proposal !hat hos lnsfl1utlonal strengthening and building of 200 Peruvton 
NGOs as central focus. The contractor should write a 30-40 page strategy and get USAIO/Peru oppoval. The key 
concepts are: 

■ Revising the project to on lnstltuttonol s1reng1hening fra'nework ra1her than the present project 
development focus; 

■ Devising o strategy of actions for instttutlonol s1rengthenlng based on three levels oA NGOs and 
targeted actions for strengthening and gradua1tng NGOs 1o higher levels of sustamablllty. 

■ Project octtvities must be designed 10 produce new and rev11allzed outputs and !hat in un s:,roctuce the 
project purpose. The project requires refinement and adaptation to man1ain Internal consistency. A new strategy 
Is recommended for occ:omptlshlng a very focused and defined purpose with a new set d rwNd and 
measurable Indicators. They center on a few fundc:men1al concepts for outputs: 

■ Re-struciurtng lnstlMlonol strengthening that goes beyond the present focus of lndtutlonol 
development grants and mt Includes Increased sequential training and certfflcalon of NGOs; 
technloal assis1ance ~s and spedftc project Interventions for NGO specifle needs; and 
technioal training In heollh. micro enterprise. and agrlcutt-..e. 

■ Producing high quality acflvfties for lnstHutlonol s1rengthening within the framewa1c of a s1rateglc 
plan. 

■ Adding o new output component of sustainability and self-flnoncing with respective actlYHies and 
Indicators. 

■ Targeted ocflons for strengthening and graduating NGOs 10 higher levels of sus1cinabilty and self­
financing. 

tt Is recommended that 1he Pl 480 component be 1aken out of the PACT contract and re,odlusrnents 
made for PACT personnel. An agreed upon S'-ffl would be 1aken from the PACT budget and be re-aHoc:ated to 
the USAIO managed part of the overall budget. If 1hls recommendation were not acceptoble 1hen a hols11c and 
integral strategy for Unking the Pl 480 TIiie U insfltutlons with other NGOs. c:oordinatlon of their food assistance 
programs. end how o moni10ring and evaluation system would function for 1he betterment of the tood assb1ance 
program Is needed. 

The contractor should write a revised loglc:al franework end get USAIDIPeru approval; 1hen proceed to 
write a 200 page operaflonat project plan and a Pl 480 operational plan for Ile next four md one-hatf years 
and get USAIDIPeru approval. 

The contractor orgonlza11on and administration should be redirected to Implement changes required. 
This most Hkely will require replacing certain staff members and con1roctlng other staff members. The budget 
requires a complete overhaul. 
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lntroduotton 

The Peru PVO Support Project No. 527-0353 Is a six yeor effort administered by a US PVO Private Agenctes 
Collabotattng Together (PACf) tor the period September 30. i992 to September 2Q. 1998 wtth a coope<ottve 
agreement wtth USAJO/Peru. The present project purposes and ou1puts ore presented In the Project Bnef 

A Memorandum of Understanding was signed on April 13. 1993 bet'-feen the Goverrvnent of Peru and 
the US Government that provides the legal basis tor PACT's authority to provide grants to NGOs in Peru. PACT also 
become a legal entity in Peru. 

The project has been functioning offlclally for 1Q months. However PACTs' Chief of Party was unable to 
work in Peru on a full time basis until September 1993. Several key personnel were contracted in October 1993 

This •shakedown evaluatlon • was contemplated in the Cooperative Agreement to analyze the project 
after one year of operation. The Project Paper for the PVO Support Project makes reference to this shokedOwn 
because of a few uncertainties concerning the design. Interest of NGOs to parflcipate In suc:n a profect. and a 
few other unknowns. It was mode clear In the Cooperattve Agreement that PACT and USAD'Peru would need 
to make neceS$0ry adJusfments tor the long tenn six year project. 

This shakedown evoluotlon therefore Is not on external evaluaflon but rather a collaborattve effort to 
facilitate some changes that may be required to re-direct. put the ship on course. and to facilitate some possible 
strategic options that might assist In making this project more effecitve and efficient. It Is a 14 work day level 
effort by this consultant to review documents. discuss the project with both PACT and USADIPeru. and have 
several tocus group meetings wtth NGO beneficiaries. 

The evaluation assesses the three brood areas of 1) overall project de$ign, 2) specific project octM1tes 
and results. and 3) project organization and acmlnis1raflon. Assessments for each quesflon requested In these 
categories Is mode. 

A rapid appraisal methodology has been employed. In-depth lntervtews were conducted with PACf /Peru 
and USAO'Peru officials and provide the more substantive data base for findings. This consuttant held focus 
group meetings wtth about 65 NGO staff members from 24 NGOs In Cajamaroa and Ayacucho. NGO persons 
were asked to comment on Mr Internal and external problems and al30 to ocmment on how PACT might be 
most usetul for their needs In the remaining 4 1/2 years of this Cooperative Agreement. Results ot their 
assessments are presented In Annexes 4 and 5. Additional interview oonmenb are assessed and presented in 
the text. Other information is garnered from project documents and correspondence. 

Evaluation results ore presented with findings, conclusions, and recomrnendotlons. Annex 1 contains the 
Scope of Work for the evaluation. 
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This section provides principal findings of project design. pro1ect outputs and octtvittes. and orgcnzotton 
and odminlstrotk>n issues. 

ProjeetDestgn 

What constiMes o project design. strategic plonn,ng. opera11onol plans. and even Sms:,k, dtrect1ono1 
mops hos been a heavy handed acrimonious debate between PACT and the Mission since protect Inception 
PACT and USAJ(),1)eru hove gone bock and forth over needs for sueh plans, responsibilities and obigaflons under 
a Cooperative Agreement. and as of this shakedown evaluation no resolution of this Issue yet. Only In ear1y Moy 
1QQ4 has the strategic project deStgn requested by USAJO/Peru been accepted by PACT. 

Certain PACT decisions presented in two annual plans. with USAJO/Peru concurrence. cons1l1ute the ctosest 
elements of a s1rategic pion. From the point of view of PACT. certain decisions made regarding geographic 
focus. sectoral focus. selection criteria for sut>gront donations consttMe a strategic plan. The oon1ractors· project 
strategy con be summarized as follows: 

1. Focus pro;ect in four poverty geographic areas (Coja'narco. Ayacucho, Huancovellca. and Ar;:uimac) 
and in three sectoral areas (agriculture, micro enterprise, and health) 

2. Identify Peruvian NGOs and NGO consortlums working within this geographic and sec1cral franework . 

3. 

Approach them and request concept papers and project proposals. 

Provide instiMlonol strengthening actMtles for sub grant donation NGOs through helping them to design 
project documents and by mon_ltoring their project Implementation of sub grants. 

4. NGO consorttums receive instiMlonal development grants 0OGs) for Internal consomum streng1hening and 
1raining ot Its members. 

5. Four Pl 480 Title II NGOs are ossJsted In setting up a uniform and standardized reporting systems tor the 
food- assmance program. 

From the point of view of USAID/Peru the combination of these project decisions taken together are not 
o strategic pton. They ore most concerned that PACT design on integral planning instn.ment that can be 
implemented in h next five years to obtain project impacts. • 

The PVO Support Project outlined in the Project Poper was designed to have 1wo dual project purposes: 

To expend the amount and increase the developmental Impact of PVOINGO prograns in the key sectors 
of agriculture, health and enterprise development; and. 

To strengl"len the lnstlMionol capacity of Pen.Nian NGOs to work more effectively wtth oonmunity 
organizations In the delivery of services In these key sectors. 

A regular project using the logical franework has one purpose. In discussions with both PACT and USAID 
officials 1here is consensus that the first purpose Is really the goal while the second purpose remains the only real 
project purpose. By seporo11ng out these apparent dual project purposes It becomes clear the need for a 
tocused project strategy. 

The first step In planning a s1rategy encompasses how to produce the project purpose. The stateglc 
option relates 1o "8 products or outputs that together produce 1he purpose. There Is consensus t7f bol'l PACT 

~ and USAD/PenJ llat the two outputs of 1) NGO lnstl1utlons strengmened and 2) sub grant projecb Implemented 
as a means for lnstltuflonal strengthening are two principal outputs required to produce the purpose. Bot\ PACT 
and USADl'Peru coincide also that a third output, not now In place, of 3) NGOs self sustained. Is required. The 
ol'ler project output of 4) PL 480 Title u monHortng and evaluaflon systems funcflonjng Is also relevant for the 
larger picture of food assistance. 
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The second strategic planning Issue relates to whOt the Project Peper (P .17) calls o itvee tter level of 

assistance• for NGO insfltuttonol s"eng1hen1ng os follows: 

Level 1: 

Level 2: 

Level 3. 

Development activity subgront tor NGOs wtth o level of copc~llty convnensurote wt1h monoging 
stgnlftc:ant funding. 

lnstttuttonol development subgrant for NGOs to gain odditlor.-::1 capacity strengthening. 

T echnicot assistance and training designed to build monogement and obsOrpflve capaones that 
quality an NGO for subgront funding. 

This strategy of gradualism or systemic groduafion Is common in lns1tMlonal develo,:,rnent. tt is even 
simila to the same strategies practiced by NGOs providing credit. training. and tachnJc::al 01Sis1cnce in micro 
enterprise development projects. 

The USAID Peru Mission awarded a study contract In August 1993 10 SASE and lnsffluto A.Joyo entitled 
·evoluc:i6n tnstttucional de las ONGO en el Peru.· Tho1 s1udy reaches 1he same conclusions as odvocated in the 
Project Poper that NGOs require guidance In order to gain experience and maturity. It also coincides with 
conclusions made by several NGO leaders interviewed for this study. 

The contractor at present is not adhering to this conceptual fromewor1< for lmpk,menttng the PVO Support 
Project as presented in the Project Poper. the Cooperative Agreement. or PACTs' proposal. In all ttvee docunents 
there is consistent agreement that this project Is on NGO instltuttonal strengthening ~ect. The contractors· vision 
and scope is quite focused on sub grant donations. The contractor responds 10 this observaHon by agreeing that 
its ~sis on sub groots was necessary at project inception and that ro,, that 15 sub grants have been signed 
they oon focus on a project strategy. Several USAID officers respond that the probtem with that approach Is that 

~ the ~ grants would have much Improved lnstlMlonol strengthening charoctertsttcs If they were provided wtthin 
the ccntext of an overall pton. 

Some possible exptonations for this sub grant approach Instead of a more comprehensive, Integral. and 
holistic lnstttutlonal strengthening strategy were stressed In several different Interviews: 

1. PACTIWasNngton has not provided Its fteld staff wt1h sufficient onentatton about how to manage this 
project. PACT/Peru s1aff members Interviewed stated receMng IHtle or no direction from PACT 
headquarters. They s1ate that the llffle orientation provided has emphasized sub grant protect 
development emphasis used in other PACT administered PVO support projects. Those lnt8f'Viewed believe 
that those concepts hove been 1ronsferred to this project. 

2. PACT/Peru staff interviewed stated their more Interest and experience In NGO project impfementation and 
they have transferred those approaches 10 this project. The three key PACT/Peru s1aff members 
implementing sub grants agree on this point. 

3. PACT/Peru staff affirm 1helr minimal experience In Institution building. While a few staff members attest to 
some fringe level lnstttu1tonol strengthening experience they odmlt In Interviews lock of a-.<areness In how 
to proceed to implement on Institutional strengthening driven approach. Their sub grant approach is 
reflected in this lntted approach to lnstttutlon strengthening. 

4. USAIOIPeru has given o few mixed signals about the direction and focus of this project. The most direct 
exampfe Is the Mission Otrector correspondence with PACT/Peru requesting nattonal c:overage of NGO 
sub grants and h:Jt sub grants be Implemented quickly. 

5. PACT/Peru s1aff members report 1heir lnattenflon In sub grant preparations of how protect development 
can be used as a means 10 obtain a higher purpose of Institutional development. PACT/Peru staff 
lntent,ewed sta1ed that lnstttutlonal strengthening can be made through project lmpkmentatlon but they 
believed 1hot 1his was a minor foc::us of their effort. They report not having Informed the sub grant 
recipients of the central focus of this project. 

6. INfflutlonol sfreng1hening and buUdlng Is more complex and less finite than project devalopment and 
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reQuires o foirty str1ct focus to obto1n impact PACT/Peru staff have stated their preference for Pl"otect 
develOpment and helping benefiC10nes abOve NGO instit\Jttonol strengff'\ening 

The original project design. despite the contusion over dual purposes. is right in line wt1h Peru's coun1ry 
needs at present. Both the PACT-funded needs assessment and the SASE s1udy make clear that s1r0ng and \IIOble 
Peruvian NGOs ore needed as the Pen.Mon Govenvnent attempts to reduce its size and services and 
encourages replacement by the private sector or the NGOs. Both studies report that foir1y large SUTIS of 
intemattonot funds estimated at around S200 million ore currently in the pipeline tor perhaps 150-200 NGOs. 
Several people interviewed and several recent newspaper articles in Peru attest to a potential flow of new 
funding available especially In Ayacucho Deponment and in a reas where people haVe been dtspeaced 
because of political violence caused by the Sendero Llmlnoso In the post 12 years . Several people lnteMewed 
stated emphatically 1hot NGOs need to be ready to take on larger roles than at present. Those cpnions 
ooincides wtth the present project design. 

The SASEnnstttuto de Apoyo study makes cieor that lnstttuttonal strengthening at the three levels is 
required. The study Is espectolty clear on the developmental no1ure of Peruvton NGOs over a period of time. The 
SASE study dOCUments in good detail how 34 NGOs lntervtewed go 1hrough a developmental process. And they 
cite other studies 1hot coincide wt1h 1his approach. They oolnclde with the project design to strengthen NGOs 
and their staffs to be able 10 deliver more effective and efficient setVices in the future. 

Several people Interviewed questioned the project design of providing $7 .0 million In sub grants for 
projec.."'t development with 15 NGOs. They argue that this project contribution is a mere ·drop In 1he bucker tor 
NGO project financing in Peru. They state that the project design emphasiZes that sub grants ore a mechanism 
or ins·trument tor achlevtng a higher lnstl1utlonal strengthening purpose. Their problem wt1h 1he con1roctors· 
s1rategy is that the present s1rotegy does not contain insfl1uttonol strengthening elements. 

In reviewing the 15 sub grants approved to date 1hey do OQ! haVe ocflvttl•s nor lndloa1on of lns1Hutlonol 
streng1hening. In Interviewing 7 of 1he 15 NGO directors none of these NGO officials interpr•ted their sub grant 
as institutional s1rengthenlng. PACT staff members lntervtewed agree sub grants wer• f0r lnstl1ullonol 
s1rengthening only indirectty. The con1ractor staff agreed that there were no monltortng or tracking tor 
insfflvlionol s1reng1hening indicators of h>se sub grants. The monitoring and evaluation \nt wl1hin PACT reported 
1hat they plan to contract out a consullng ftnn to write up these Institutional s1reng1hening Indicators. 

The original Project Paper design emphasizing 1hree NGO developmental levels appears to be rtgnt on 
target. This approach coincides with most NGO lnsffluflonal strengthening strategies worldwide. The Project Poper 
and PACTs' proposal make 1his approach central tor a strategic pion. PACT/Peru has yet to devise a strategy for 
streng1hening NGOs at these three levels. PACTl'Peru s1aff were unaware of this ·1hree tier· approach to 
institutional strengthening. Concepts presented well in PACTs' technical proposal haVe not gotten transferred to 
PACT/Peru staff as PACT implements a different kind of project that focuses almost completely on sub grant 
project development. 

One person outside the contractor tean Interviewed stated that 1he Ironic and paradoxical finding Is that 
the contractor insists on odhertng to the Cooperative Agreement when In fact they themsefves anentty 
implement less than half the strategy ot a good project design found In the Cooperattve Agreement and the 
Project Paper. At the request of this Interviewee, thil oonsuttant reviewed the Cooperative Agreement and found 
some considerable detailed octMfles and outputs 1hat ore not ~ng addressed by the con1ractor. as follows: 

1. Adherence to o strategy using the ttvee tier approach of NGO lnsffluttonal s1rengthening; 

2. Monitoring and tracking lnsttMlonol strengthening with specific Indicators of progress and changes In 
NGO lnformaflon. atffludes. ood procttce; 

3 . c~glng newly aeoted or strengthened local lnsttMlons Inked to regional and naffonol 
organizations to cony out agrk:uHure. rural development and nutrition prograns. • ( CA Attachment 2 P. 
2.) 

4. -s>romottng A.1.0. PVOJNGO por1nerships In the Implementation of development prograns and projects.· 
(CA Attachment 2. P.2) 
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5 ·improved targeting of the fooc::knslsted programs ond fleshinQ out and upgrading operaflonot 
management ond tectmlcal capabilittes or the PV01',1GO devetopment community so 1ttaf they ore 0ener 
equipped to work on o larger sc:ate In ond with community groups." (CA Attachment 2. P.2} 

6. lechnicol assistance and training will focus on strengthening the management capacity of producer 
ond marketing assodattons os well as small and micrc:>enterpnses." (CA Attocnment 2. P.3) 

7. ·Promote increased effectiveness of PVO/NGO food ond non-food assistance programs through thei r 
greater integration. more efficient monogement end coordina1ton of available resources, end better 
targeting of beneficiaries: CA Attocnrnent 2. P. 4) 

8. "Focus on participation and benefits accrued by women in all of the prOjects by inserting this concern 
as a design Issue. and assembling desegregated gender date to Indicate progress In project 
participation and Impact." (CA Attactvnent 2. P. 4) 

9. ·Provtdlng o central source for technical assistance, training. skills and lntorma1ton shar1ng con Increase 
the total output of this fast-growing poof of lnsfltutlonal support for the poor.• CA Attactment 2 P. 8). 

The current populo1lon. geographic. and sector focus ore sufflctentty emphasized to support NGO 
insflMtonol strengthening Impact If Implemented well. There ore perhaps about 200 NGOs and 3,000 NGO staff 
in the three sectors of health, micro enterprise. and agriculture; about 50-60 NGOs in the four principal 
geographic zones. USAJO/Peru's request on maintaining o naffonol option focus but wtth geographic emphasis 
coincides wt1h the Project Paper. 

This consuttant was requested to COITVTlent on several spectflc aspects of the Project Paper, as follows: 

■ Ass1.1npttons. Project Paper assumpttons are well thought out and ore sflll valid for this project. 

■ Indicators. The Indicators are Incomplete and lack Quonflty. Quality, and ffme character1sflcs. The 
oontractor has failed to date to provide project Indicators for the entire prefect. 

■ Means of vertflcgtton. Project Paper Is weak In describing how to collect lndlca10r Information. The 
controetor has not Mtabllshed most of the means of vertftcaflon reQlired In 1he Project Paper. 

The Cooperative Agreement Is sflll valid but wtfl require modlflcoflon. The Mission may want to consider 
getting all considerable changes and then revising the Cooperative Agreement. 

ProieCt ActtvltlN and OUtputs 

The P\/0 SUppo,t Project has three principal components/outputs that when Implemented with a s1rotegy 
are planned to achieve project purpose. The three ore: 

1. Sut>gants to NGOs 
2. lns11tuflonal Strengthening of NGOs 
3. Pl 480 Food Assistance Program Monitortng and Evaluaflon System 

( A fourth component. PL 480 Tltte Monetization, was onglnolly contemplated In the Project Paper as a possibility, 
but· has subseQUently been dropped from this project.) 

Project component actlvlfles are assessed to see If they achieve the outputs. The contractor completed two lnlttal 
actMttes 1hat were to assist In designing the project. 

■ Inventory of NGOs 

The oonfractor was required to compile an Inventory of Peruvian NGOs. According to the Project Paper 
this lnven1ory would provide Important Information about the potential NGOs for this prefect. The contractor 
received Information from clfferent sources Including the Worfd Bonk and the Naflonal Assodo1lon ot NGOs {ANC) 
as well as from direct moll. personal visits. and fntetVtews wtth NGOs. They produced a draft document 
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containing ·455 NGOs Usted by regions and depot1menn with the NGO ncr-ne. address. telePne)ne. and pnncipo1 
officers. This ,nfonnatlon remains in the central PACT uma office and can oe accessed by NGO$ or 1ntemanona1 
oonors. The inventory Itself Is llmHed to geographic distinctions as it dOes not rove cross-tabulaflons tor !ypes of 
NGOs in a given sector. types of NGO profecis. magnitude and dimens,on of projects. nor ony more specific 
intormatiooi that would be useful tor potenttol intemattonal donors. 

PACT officials reported using the Inventory when reviewing the concept papers and pr•selecttng the 
NGOs to prepare sub grant proposals The contractor reports that their inventory is the most comprehensive list 
in Peru at the present ttme. The inventory hos not been published. Contractor offlctols state that there is little 
awareness of 1his document outside PACT. The inventory was used as the basis for a PACT.funded needs 
assessment as well as on USAlOJPeru funded •Peruvian NGO lnstttuttonol evo1utton· study conduCt9d by SASE and 
lnstiMo Apoyo in August. 1Q93. 

■ NGO NMdl AIHIIIMllt 

PACT contracted Flormortna Guardia of CENEAP to conduct the ~ needs assessment as required 
in the Cooperative Agreement. The study used on open-ended questlor6'Cire divided ln10 areas of general 
information. project outreach. lnstltutlonal Issues, and NGO prob&ems. It was ocinJntstered by 11 researchers to 
404 NGOs and 26 associations and NGO consorth.ms nattonwtde. Data was processed. analyzed and presented 
in a 70 page report. Findings are presented In basic characteristics. lnsfltuttonal groupings. tunan resources. 
finances. and beneficiaries of NGO actMtles and projects. 

The s1udy provides some good lnfonnotlon not known before 
in Peru about the NGOs' geographic coverage. project areas. outreach. beneftciartes, and financing. Despite 
some merit 1his s1udy has several shortcomings. Most pieces of inf0fmoflon ore treated wtth equal Importance 
in which the researchers appear to hove read the results from the questtonnoires ond presented the findings. 
Indeed several charts are developed taken from the data but wl1h no refinement. Few of the 56 charts presented 
In the study have been analyzed. One study purpose was to assist PACT In maldng strategic decbJons but this 
is quite dlfflcutt because the study hos very limited NGO problem analysis nor an assessment of their needs. The 
study has not been pubtlshed and therefore NGOs cannot benefit from tNs s1udy In their own strategic planning. 

1. ._b-Qlants to NGOs 

This project component corre~ 10 Implementing Level 1 (rnot\.re NGOs) Intervention and Is 10 provide 
up to 13 Peruvian NGO development actlvifles subgran1s (DAGs) of S100.000 to S1.000.000 each. The subgronts 
ore to produce increased n~ber of benefteiartes engaged In agrtcult\xe. mtcrohmall enterprise and child 
health actMties; technologies adopted and used; and community projects '-l'tderfaken and successful. Specific 
activities hove been planned to accomplish this output. 

A. SUb-Grant S.ectlon Crtlerta, Conoept Paper, ancl Propotal Fonnatl 

The oon1ractor wrote several strategic considerations tor project operaflon by wrlflng sub-gent selection 
atterta. concept paper fClmats. proposal formats. and an operations manual. These docU'nen1s hove been 
published in a brochure enfflled •unean1en1os para la presen1od6n de proyectos· ond distributed 10 national 
NGOs and o1her Interested parties. 

In general. 1hese basic docunen1s ore of high quof11Y. The selecflon alterto docunent Is 1he closest 
document explaining a project strategy. That docunent outtlnes 1he prtort1y geograpNc areas (Cojanorcc. 
Ayacucho. Apu1mac. Huancavellca. and marginal urban zones of large cffles); sector focus (ogncutue. heotth. 
micro enterprise); Impact (envtrorment. lnoome generaffon. proc::luctM1y. employment); ec:onornkxJI feosibOl1y, 
access 10 marke1s; oost recuperaflon plans and Incomes usage; and 00lffl'Uity oontrtbutlon. 

The concept paper format and project submission format are welkx:cepted standard famats for projec 
presentations and are of good quol1y. The evoluatlon criteria docunent Is very metlculous and credible. 

B. ~ecllOn of NGOI 

The 00ntroctor malled 111 brochure 10 about 600 Peruvian NGOs In mld-1Q93. They requested that NGO 
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respond with concept papers tor possibly obtaining a sub grant develOpment project tundlng The response was 
over.-helm1ng In that 828 concept papers were received reouesflng S 173 m1lhon In USAIO funding us1no 
selecilon critena and evaluation mechanisms. 1Q.1 concept papers were accepted. Eighteen NGOs were pre­
selected and requested to submit project proposals following the guidelines for project proposals. 

There is some debate between the contractor and USAJO/Peru about the contractors· decision to moII out 
the broehure to 600 NGOs and requesting concept papers In the first place. Several USAlcw.tu offic10Is are 
concemed that this impfementotlon activity opened the floodgate too much and raised high expectottons 
among NGOs for receiving financial assistance. PACT/Peru offic,ols put a positive Ught on this by showing that 
NGOs do hove positive interests in projec· ·;livery and by stating that this approach to soUdtlng proposals 1s 

quite common in Peru. ( In Annex 6 that ;_ ~oins the revised logical framework some recommendations ore 
made to address what to do with the 724 concept papers from about 500 NGOs that were rejeeted and the 89 
concept papers submitted but not selected.) 

C. NGO Sub4rantl 

In eorty 1QQ4 PACT hos awarded 15 sub-grants for a to1ol of $3,024.888. Annex 8 proyldes o list of sut:>­
grants awarded through Moy 1. 1QQ4. They hove been provided to NGOs in the Deportments of Cajanorco (6). 
Ayacucho (3). Huoncavellco (2). Apurimoc (1). Cuzco (1), Arequipa (1). and one sub grant at the notional level. 
All s,.j:, grants were signed during the period April 15-30. 1QQ4. 

Sub grants provide delivery services by 15 NGOs to roughly 12.000 fanJlies In health, agriculture. and 
micro enterprises. Nine projects are rural integral development. 3 are micro enterprise projects. 2 are heal1h. 
and one on ogre industry project. PACT esttmates 95,000 persons will benefit from these projects. That would 
mean roughly $32 per person. The average fan41y benefit is about $500 per fcmily wtth a $300- $850 range 
beneffl per fanily. 

In reviewing all sub grants. Interviewing most grant recipients. and visiting one sub grant site. It is clear 
the focus is on delivery and promotion. All grants hove indlca1ors for assessing product and Impacts in these 
almost exctuslvely twee year projects. 

D. Monffortng and IYaluatlon 

To da18 there is no monitoring and evaluation system tor the sub grants. The contractor reports ptans 
con'lract consuttcnts to set up a monitoring and evaluation system tor the sub-grants. The grants do not hove 
insffluttonal strengthening indicators built Into the sub grants. The contractor states It will write and implement 
insfflutional strengthening monitoring in the near future. 

2. NGO lnltltutlonal Strengttlenlng 

This second component was envisioned In the Project Poper to assist Peruvian NGOs at on ttvee levels 
of insffluttonal development to become strengthened. The hypothesis is that 1here ore Level 1 mature NGOs. Level 
2 up en coming NGOs. and Level 3 new NGOs or otherwise unable to manage available reSO\.l'ces. As stated 
in the Project Paper: 

Level 1 NGOs were capable of receMng subgronts and had o level of capobiltty commensurate wtth managing 
significant fulding; 

Level 2 NGOs needed to gain addiflonal oapoclty strengthening and could do so wtth small lnsttM1onal 
development subgront; 

Level 3 NGOs were new and lnvnature and required technical assis1ance and training designed to build 
management end absorptive capacttles 1hat quality an NGO tor subgrant funding. 

This oomponent was planned to be a major pillar of this project. Although there Is limited sub grant 
money available. the Project Paper envisioned that the .project director and staff providing considerable labor 
Intensive work In this component. 
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The contractor to date has not conceptualized o stroteov tor providing Inst1MlonoI strengthening w,n- -
this component PACts· annual pton 1QQ3-Q4 etoborotes o few general Pf'otect ocnv,nes and Uttte detaII tor 
implementing this component. 

To repeat contextual Information from above. the contractor hos identified about 600 NGOs. eonductea 
o needs assessment wt1h 340. hos pr•setected 104 concept papers with credlble protects Ideas. and pre-­
selected 15 NGOs first round sub grants. The Project Poper states that from the needs assessment would emerQe 
NGO chorocteristfcs; training. technkXJI assistance. and other needs; and vonables that would detemune how 
to strengthen NGOs. Based on this information. on institutional strengthening strategy would be designed one 
implemented. 

Level 1: lnlfttutlonat Strengthening of Matu,e NGOt 

There ore perhaps 45-60 NGOs ot Level 1 maturity. To dote PAC"' hos provided l!:l!!!! octtvtties tor Leve 
-~S. 

One. PACT hos provided direct technical assistance to the 15 pr&-selected NGOs In Cojamorca ond 
Ayacucho to Improve 1helr project proposals and to assist them In wrtflng logJcol frameworks. NGO leaders 
interviewed state that PACT hos assisted them well in this activity. 

Two. PACT hos provided instttutlonol development grants ODGs) to two NGO consortlums OPOER ir 
Cajomarca ond ODRA in Ayocucho. Both lDGs ore for $150.000. Both sub grants ore almost ldenttcal In focus 
and magnitude. The consorth.ms will provide training to their members (8 and 9 respecttvely) and a total of 15 
NGOs each in their regions (24 NGOs total) in areas of s1rotegic planning. project acinjnis1rotion, and in specific 
technical areas in health. agrtculfure. and micro enterprise. Both sub grants have purpose Indicators of NGOs 
getttng diversified ftnandng and Increased levels of protect planning and execution. The other half of gran: 
financing is for NGO eqtipment (computers) and also Internal consortlllTl strengthening through equipnent and 
supplies. 

This Institutional s1rengthenlng approach Is received well by both CIPOER and CIORA as they state tho' 
financial resources and decision making stays at the local level. In Interviews wl1h both consortllfflS, board of 
director members demons1rated good levels of dedication to strengthening their lnsfflutlons. NeHher consortill'n. 
however. saw any relationship be1Ween ttlls sub grant and 1Nfl1utlonal streng1hening of NGOs to cony out 1he 
other sub grants (DAGsi 

Three. PACT provided project design with logical frcmework emphasis training to about 65 pdr1tciponts 
representing about 20 NGOs in Cojanarca. Ayacucho. Arequipa, CUsco. and Uma in Aprtl 1994. Roughly the 
same participants from 1he same NGOs received a similar one week wortcshop In ocooun11ng and busines! 
management offered in both Cajamarca and Ayacucho in late April 1QQ4. 

Level 2: PMU Technical Aulltance and Training 

At Level 2 technical assistance and training Is designed to build management and obsorpttve oopocitie! 
that qualify on NGO fa subgrant funding. This focus Is technical assis1anc::e and training p,ovtded by 1he 
contractor directty or indrectly through contractors or consultants. The Coopefalh,e Agreement states that up 
to 25 Peruvian NGOs ore to recetve training and/or technical assis1anc:e (from the Project Ma IOgeffl8nt Unit 
independent of any subgrant funding) for their 1Nfl1uttonal development. par1lcularty In their capacity to assist 
communities to mobilize and manage resources for sustainable efforts In key development areas. 

At Level 2 lnstltutlonal development subgrant (IDGs) for NGOs assist 1hem to gan addfflonal capactt') 
strengthening so 1hat 91hese starter grants will provide INflMtonal support hough 11anng, 1ecmical assistance 
and core infrastruciure or staff support. Modest f\ftlng would also be available for Implementing expertmen1CJ 1 

or pilot activities, to be expanded later through other funding sources.• (PP P .23). The Project Paper s1ates that 
$1.675.000 will be made available tor IOGs. According to the Project Paper up to 18 Peruvian NGO lnsfltutlonol 
deVelopment subgrants (l)Gs) of up to $150,000 each will be made available.~ s1o1ed above, two IOGs have 
been awarded to two oonsorfllmS but for Level 1 NGOs. 

PACT contact wt1h NGOs is oonslderable. PACT has registered 72 NGOs who have visited Lime 
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headquarters In 1QQ3 trying to get infonna1ton about funding In most coses PACT has informed The NGOs about 
sub grant concept capers. They have not hod any1t11ng else to offer to dote 

...,,., 3: PMU Tect1n1eo1 Alllltanoe and Tratnlftt 

Tne contractor hos not designed nor Implemented any acttvt1tes for the es11mated target 100 Level 3 
NGOs. 

3. PL ao Food Alllltance Program Monltortng and Evaluatton System 

The Pl 480 Title II con,p,nent is to work with four morure lnternattonat and national NGOs (CARE. CARITAS. 
Af)RAJOFASA. PRISMA) providng feeding programs. The contractor is 10 set up standardized monitoring systems 
for these organizations. 

This component hos an end-of-protect product of hovtng the tour food-handing agencies of USAJO/Peru 
working with PACT to coordnate and synchronize ftnonctol and Impact reponlng systems. The Profect Paper (P.23) 
s1ates 1hot PACT will •help es1ab0sh a monttortng system for Title II conmocity dls1rtbutton: According to the 
Project Paper the controcior will ·anaJyze operotlonal plans. mum-year plans. and amuol reports and make 
recommendations to USAIO on the most effective lntegroflon of resources to achieve maxtmun Impact. It will 
review reports on resource usage. wondng to standardize these among various oooperottn, spcnsors. It will assist 
in evoluo11ons of program components to assess impact and assure most effective Input use. It will develop wtth 
USAID impact indicators for combined food old/project resources and assist cooperating sponsors os needed 
to perform baseUne data uveys. 

The Cooperaflve ~• s1ates that the contractor will • onalyZe operational plans, muffl-year ptans. 
and annual reports and make reoomnendaflons to USAIO on the most effaettve lntegratton of resources 1o 
achieve impact. It will r9't'tew reports on resource usage. working to stol ldardlze these cmong various 
oooperating sponsors. It wll assist In evaluations of program components to assess impact and assure most 
effecflve Input use. It will develop with USAJD Impact Indicators for ~ned aid/project resources and assist 
cooperating sponsors as needed to perform baseline data surveys.· 

The prtncipol lnclloalor for ochievtng this. as expressed In the Cooperattve Agreement. ls •a signlfleant 
Increase in the resource divenlftoatlon and cost-effectiveness of ongotng AJ.0.-ftnanced PVOINGO food assis1ed 
prograns, as Indicated by Increased percentage of non-food afd and non-usG parfldpation In the overall 
progran. declines in cost per beneficiary. better rotlo of benefits to costs. and Increased oommunity 
parficipatton .• 

According to the con1raetor by mld-1993 they hod reviewed and analyzed the muffl-yeor operotlonal 
plans (MYOP) of the four NGOs and prepared o c:loc\ln8nt conc:eming the MVOPs. This report stated 
reoonvnendations for setflng up s1andord Impact and process lndlcaton tor nutrtflon. micro enterpnse and 
agrlc'UHural development ccmponentsof the PVO progrcrns. By December 19931he contractor reports they have 
been moni1oring the four NGO prograns. They report having set up 1he pilot version of the ~fonnatlon System 
for Monitoring and Evalualcn of Food for Development Progran (SISEPAO in Spanish). The contractor reports 
serdng to USAIOIPeru for 1helr approval a sertes of lnstn.ments. tonnats, monHoring and evatuatton doc\.ments. 
and other docunents that require USADIPeru opprcwal before proceeding. 

The contractor has a full flme monitoring and evaluation odvbor for 1he past 19 mon1hs and another new 
s1aff member to imptement 1\1s component. The contractor at the time of Ns evaluofion hod written a tenns of 
reference for o consultant t> assist the contractor In setting up o monHorlng and 8Y0lua1lon sysfern. 

The contractor repcm serious clscreponcies with USAIDIPeru regarclng their work. PACT reports being 
stymied at only completing prellrnlnory steps 
toward es1obllshing consensus among 1he NGOs regarding f0od ration levels and beneftdary targeting. 

USAIOIPeru. on the °"8r hand. repor1s running o very large Pl 480 Ti1te a Food Assistance Program and 
-.-ants a uniform reporting and monHcrlng system In place soon. It reports being very disappointed by the 
oon1roctors' lnablltty to conceptualize an Integrated monitoring and evaluation system for the Pl 480 Titte II 
~og,a, ,. tt reports having repeatedly advised the contractor to produce on operational plan for discussion 
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rather Thon pecemeot documents and formats that ore Inod&Quote The Mission 1s Quite dlsas:,potnted In so,ne 
ono1yt1co1 work provided by the contractor tor the SAR reviews of the tour NGOs. Several Mlss,on offlet0ls have 
lost confidence in lhe contractor and would prefer to ·cut bOit" with the contractor end s11Ct't again in-house or 
with another contractor. 

In reviewing contractor documents provided to USAID/Peru there is no evidence that o system is being 
devised The contractor provides partial end many Nmes incomplete Insmments of o sys1em ond requests 
feedbOck from USAJO/Peru. The Mission responds somewhat cryptlcolly thot the contractor should provide o fu ll 
monitoring sys1em. In addition. there ore four NGOs who only wont to buy into o moni1onng system with 
reluctance. 

The net effect of the above review is that in lhe post 19 months very ltttle progress has ~n made and 
1his component Is stuck In o mynact of discussions among NGOs. USAD'Peru. and the contractor. Bott, lns111utlons 
manifest and demonstrate minimal respect end confidence in eoeh other. 

4. NGO Sustalnabllty and Self.flnanctng 

Implicit If not explicit. In the Project Paper and the Cooperative Agreement Is for PACT to ossls1 NGOs to 
obtain diversified funding and begin activities that lead to Increased sustalnobil11y. The mec:nanlsms mentioned 
are in assisting NGOs to be reedy for diversified funding ond wl1h good projects. The second mechanism is to 
assist NGOs with self-financing projects. The SASE research document affirms that about SO% of NGOs in the 
PACT-funded needs assessment have some klnd of self-financing and that 30 NGOs oerneve over SS0.000 income 
generated per year. 

The contoctor has paid little attention to this lnstltu1tonal strengthening posslbll11y/componentto date. They 
report some meetings with potential donors end a few efforts to obtain diversified funding for 1he nationOI NGOs. 
There is no s1rotegic plan guiding this effort to date. It will be addressed In the revised logical framework. 

Amllnlstratlon and OfVanlzatlon 

The third shakedown review area concerns the administration and organization of the contractor 110 
implement this protect. The hypothesis Is that the contractor would orgontze Itself 110 produce the project outputs. 

The contactor has spent 81.022,966 through March 31, 1994 OUblde the 15 sub ~ts and two IOGs 
grants. This is almost exclusively for salaries. other direct costs. and Indirect costs. All USAJOIPeru officials 
interviewed were quite crlttcal of the con1roctor for spending tt,ts cmount of monies and havtng llffle to show for 
this effort. According to several officials the contractor has only the sub grants (DAGs) and IOGs as results 110 show 
for this level of expenditure In May 1994. These officials state that those two types of acttvtfles are done regularly 

• at lhe Mission and could have been done in-house at only o fraction of the C0St. 

Some serious discrepancies exist between USAJO/Peru and PACT regarding thJs project. USAIOIPeru wants 
1he contractor to demons1rate leadership as a con1ractor and fulftll Its c:oo1rad obllgatlons based on a strategic 
plan so that it CXJn avoid micro-managing. ft Is very disappointed In project results to date end hos some strong 
negative perceptions about PACTs' c:apacity to carry out tt,is project. 

The contractor has been quite voctferous and vehement In lnsis11ng on being let alone to carry out the 
Cooperative Agreement as It bes1 sees flt and beleves USAIO/Peru has been obstructionist. PACT has quesfloned 
and continues to question USAIOIPeru's ·subs1anflal involvemenr In the project. According to some USAIO/Peru 
officials. PACT ~tions issues In the Cooperative Agreement continually. PACT shows evidence of Intransigence; 
USAIOIPeru has sent mixed signats to PACT and has not defined cleartv Its role and responslbllfles In the project. 
The effect of tNs sttuatlon ls substantial energy placed on discussing mmusc:ule admlnls1ratlon level lssuel In the 
a pits level railer thon both lnsflMloN keeping 1helr eyes on the prize. USAIDIPeru In general has a clear view 
ot the mountain while PACT is fogged down In 1he valleys. 

•· Penonnel and Organization Structure 

PACTNloshlngton recruited tt,ree senior s1aff members for tt,fs project and were key personnel In their 
proposal to the Mission. Once awarded the oontract. PACT/Washington appears to have provtded low level 
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ortentcflon and bocicstopp,ng for Its key personnel According to these staff members. PACT heodQuort•rs hos 
not provided guidance tor strategic planning. onnuot plans. end The cons,c:1era0Ie corporate copablhty of the 
Insn1'Ak:>n to bear on this P,Oiect. 

PACT/Peru staff have strong backgrounds in financial management end budgeting. NGO prorec• 
impwnentation at the community end bomo level. general research copobilltles. and medium level speci fic 
seci0r speciolizaflon in health. micro enterpnse. and agnculture. The Chief of Party stated not having any NGC 
pnorexpertence before this project and his resume demonstrates almost exclusive financial management. The 
OeP'v Director for Project OevelOpment resume shows excellent NGO QUOllftC011ons and SOiid health sector 
bocilground but not instiMlonol strengfhening. The Deputy Otrector for Monitoring and Evaluation resl..ffle has 
mi~el experience in PVO support projects elsewhere but no direct NGO experience nor monitoring and 
evotuation experience. Three recently contracted other key staff coordinators have good 10 moderate level 
experiences for their positions end ell have worked for NGOs. 

One princiPol focus has been sub grant development so that the Deputy Director to, Project Oevetopmen t 
and two sectoral coordinators have dedicated amost all their time to this effort. The Deputy Director for 
Monbing and Evaluation and one coordinator work closely together on the PL 480 T1t1e II monitoring and 
evau:mon system. 

Present PACT/Peru personnel do not have adequate experience to carry out instltuflonal s1rengthening 
as proposed in the Project Peper. Cooperative Agreement. and the contractors technical proposal. PACT staff 
strengths lie with flnanciol administration and budgeting, NGO project development. and medium level specific 
sec1or specialization In heotth. micro enterprtse. and agriculture. There Is almost no staff experience In NGO 
strotagic planning. lnsfltut1onol strengthening. project planning. self-flnonctng. sustainability. and other similar 
insffl\aonol strengthening needs of Perwion NGOs. 

2. Information System 

PACT maintains a detailed Us1tng of over 400 NGOs In their data bank. ThJs Is m0$t llkety 1he most 
OOl'T1)lete Inventory of NGO$ In the country. They can access this Information quickly and diffuse this Information 
to clants. 

The project does not have a monitoring and evaluation system In place 1oday. They plan to have three 
kir JS ot moni1cring systems: 1) Indicators tracked f0r the prOject; 2) Indicators tracked for sub grants; and 3) 
Indicators tracked for the Pl 480 Title II NGOs. These systems are not In place. 

3. PACT and USAID Communication 

Fairly serious discrepancies have been observed during this shakedown between USAIO/Peru end PAC-:­
regadng 1his project. According to USAIDIPeru and PACT officials coordination/discord Issues occur amost every 
day between the two parties. The effect of this situation Is subs1ontlol energy ~ on discussing 
minuscule In 1he 1ar pits rather than both lnsfflutlons keeping 1heir eves on the prize. 

USAIDIPeru insists that PACT fufflll Its contract obligations based on a strategic pk:Jn so thot It can avoic 
miao-managing. tt is very disappointed In project results to dote and has some s1rong negative perceptions 
about PACTs' capoctty to carry out 1hls project. 

PACT insists on being let atone to carry out 1he Cooperative Agreement as It best sees flt. PACT hoi 
ques11oned and c:onflnues to quesflon USAJOIPeru's •substanttal lnvotvemenr In the project. PACT question: 
minuscule issues in the Cooperative Agreement. 

USAIDIPeru has demonstrated measured res1ralnt In the 1ac:e of consistent contractual Issues raised ~ 
the oon1roctor. There have bee some Mission miscues as follow$: 

■ The Mission has not provtded to the contractor a clear strategic vision tor this projeet. Its personnel ha 
that vision Integrated Into their Mission Strategic Pion and could share wt1h 1he contractor their years o 
experience In similar projects and transfer thot experience to the contractor. 
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• The Mission provides to the contractor mixed signols reoordlng roles and res00nsIt>t11ttes The controc!c , 
reports getting contused concem,ng Pfotect monogemenT ond submits reperts to different M1ss10" 
offlc10Is . In reviewing correspondence It Is Quite evident that the contractor does recetve considerable 
amounts of c:omtTUUcaflon from different USAIO offlclats over the same topics. 

■ The Mission has provtded at twnes mixed signals to the contractor regarding the overall focus of ttu~ 
proiect: breath versus focus: project development versus instttutionol str~n,ng. The contractor poin t~ 
out communications from the USAIO Mission Director r&Questtng sub grants implement~ quickly to iusnty 
their focus in tha1 component. 

• The Mission has not transmitted its dlSOPPoln1ments end dismay of contractor performance earty. clearly 
end with force. The SARs. tor exanple. do not show the tutl dlsoppoln1ment end lock of progress that 1s 

so evident In this shakedown 9\10luatlon nor the dlsilluslorment expressed so clearly by most USAJOIPeru 
officials. 

The net effect is 1hat after 19 months the contrac1or s11II does not perceive that there are any serious 
problems that need change in this project. The Chief of Porty, for exanpte. de"""ons1rated strono 
disagreement with the USAJO/Peru assessment that the project is at present working c i very low levels 01 

effectiveness and efficiency. 

■ The contractor feels that the Mission micro-manages the prOject. 

4. Flnt Annual Report 

PACTs' First Annual Report covers the period of prOject Inception to September 30. 1993. The narrative 
Is a seven page doc\.fflent with background da1o on the project and bnef descrip1ton of activities 
accomptlshed. The doc\l'nent contains annex drafts and not flnol products of the NGO Inventory. needs 
0$$8ssment.selectlon criteria for sub grants. and a draft operations manual. The quaHty of the annex docunents 
has been reported earlier. This annual report Is very deficient end far below professional standards for a 
con1ractor implementing a S13.0 mlllon protect. It oontcdns amost no detail of actMfles accomplished Ir 
acc:ordonee with a s1r~ plan. no lndlc:aton of progress. no description of outputs accompllshed. and locks 
analysis 1hat can be used tor future planning. 

I. lecond Annual Operallonal Plan 

PACTs' Second Annual Operational Pion Is a very short 12 page doeunent that covers the plans for 
October 1993 to September 1994. It conklins a short five page description of odminJs1rotive and logistical prOjec• 
activities of the previous year. For the coming year the document provides five pages of charts that contains Qt 
prOject activities in eight sections. Each activity hes a brief description. person responsible. days per activity, ana 
expected results. 

The document Is Inadequate In provtdng a map of where the project will be going this coming year. For 
sub grants components there Is no narrative nor description of the kinds of actlvtties planned. For lnstltutiono 
strengthening. there Is no details of magnitudes of acttvHles. specific lnsfflutlonal strengthening actlvtffes ptanned. 
training, technical assls1ance. or other actMfies that wtll happen. In 1he PL 480 component the docunent lock! 
specific ou1puts that will take during lte year. It Is at a very sub-standard professional level and Is quite dlffieut· 
10 use for ptamlng. 
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Three overall conctuslons ore mode In the Three study areas. 

1. PlofectDellgn 

The contractor hos not developed on lnstttuttonol strengthening strategic pion 1Q months Into the proIeci 
It hos ptonned ond implemented pr01ect octtvIt1es in linear fashion in substtMe tor contemplattng and ptonning 
tor o desired impact. Indeed PACT hos spent enormous amount of energy arguing It did not need o s1roteg1c 
pion beoeuse it wos not required in the Cooperative Agreement. This lock of strategic r:,lonning causes the 
contractor to misdirect Its focus almost exclusively on sub grant prOject development when the central projec· 
tocus is Institutional streng1hening. 

A s1rotegic pion is a posiflve document that details in precise terms vour strategy, approach, focus. one 
use of personnel ond financial resources. This plan and a mission statement sharply focus your attention or 
important purpose level Impacts desired and helps to avoid getting tangled In mtxed level projec: 
implementation (outputs. actlvifles. admlnisfratlon) at the expense of having a focused protect. 

The effect of current poor planning by the contractor Is that there Is no way that the project purpose cor 
be achieved with 1he present piecemeal approach. Despite conten11ons by 1he contractor. 1Ns prqect ha~ 
gotten off too bad start In the first 19 months. The project locks dlrectton and focus. It may reach a few outpu· 
level indicators satisfactorily but will not achieve Impact level lndlco1on envisioned originally In the Project Paper 
The several poslflve aspects of this project (sub grants 1o selected NGOs and the two lniflal lnstttuttono1 
development grants) ore overshadowed by overwhelming evidence of poor direction and f0cus. If the projec· 
continues on its present oourse Peruvian NGOs will not be strengthened to a large degree. will diversify the,• 
funding portfolios wl1h mlni'nOI project Influence. will remain low In self-sustatnoblHty. and 1Ns PVO SUpport Projec­
wtll have been reduced 10 a simple USAIO sub grant donation mechanism. The S7 .2 million avallabte Is o ·droi: 
in the bueker of lntemaflonal funding for national NGOs esflmated at S200 million. 

2. 0Utputs and Aotlwlttel 

Only one of 1he ttvee prefect components Is on track after 19 mon1hs. This project does not have er 
action ,::>Ion 1h01 indicates the tvl:)es and kinds of octlvlfles that will produce the outputs desired. PACT ataff ho! 
estobllshed three output components but they demonsfrate poor levels of knowing what these outputs are tc 
accomplsh. There are no output Indicators that the contractor uses as guldellnes except for the simple number: 
used for sub grants and ins11Mlonal development acttvtfles. 

There are very weak vertical linkages and Internal consistency of acttvtttes to produce outputs ,n eoct 
component. There is no way to know If the project has produced positive results in the ftnt 19 months ir 
accordance with a pion. The project does not have any purpose level indlco1on to measure ims:,acts. Ortgina 
project Indicators themselves in the Project Paper are not satisfadory and the contractor would have been we 
advised t> plan and Implement indicators at project lncepflon. 

The NGO SUb Grant component has a few Isolated positive actM1les that have 1aken place. Severe 
acttvtties of selecting NGOs and preparing OAGs are of good Quality. 

The lnstttutloncl S1rengthenlng component Is floundering and with no direction. In 19 months It has onh 
produced indMdual IOGs for two consortl'-fflS and they do not hove on overall ptan how they will strengther 
NGOs. 

The PL 480 THle U component Is hopelessly bogged down In dead end analysis <rid planning and witt 
no optimistic posslbillfles that the monitoring and evaluation system will flVer get off the ~ - The contractc 
and the Mission are at futile land combaflve loggemeads wHh no opflmis1le possibilities on the horizon. 

Atnost nothing has been done for NGO sustalnabllHy and self-ftnandng In the ffrst 19 months. 

3. Administration and Organization 
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In a wen organized and octm,nist•red protect. ,n which The contractor demonstrates leadenh10 and 
d irection. ,ssues of odm1n1strat1on ond organization are relegated to footnotes ,n shokedOwn evaluattons The 
tact lhat USAIOt'Peru hos reciuested an assessment ot odm1n1strat1on and orgon,zattonol rotes and responsrblities 
,s ,n itself 1ndico1ive of some tower level issues 1hot permeate this prOject. In general terms the design and ,rnpoct 
levels should dominate assessment. followed by implementatton of activities 1h01 prOduce products 
Administration and organization normally 1s a m,nor issue. In many coses 0dm1nistratlon and organiZatlon come 
to command attention by contractors In excuse for lock of perfoffnonce. Contractors normally never rorse 
orgonaotlon and administration issues when their eyes ore on the prize. They realize that the donor P,OVldes 
funds for their implementation of the project. 

The contractor hos lost track of its real purpose and spends most of Its time engaged In nonsensicol 
administrative issues. Unqualified and underquolifted contractor field staff members spend an enormous amount 
of energy stuct in the tar pits at the administra11on level. PACT os contractor emphosiZes organ&zatlon and 
admiristration at the expense of higher level ooncems. They do this precisely because it is more facile to get 
bogged down in minuscule administration detail rather 1hon tockle 1he more difficult design and profecf internal 
inconsiStency issues. 

The contractor is responsible for Implementing this project and has contrae1\Jal obligations to fulfill. It 
cannot back down on Its responslbillttes and obltgattons to lmpkrnent this project well and In acc::ordonce with 
the Cooperative Agreement. It connot refer bock to the Mission as an excuse for 11s Inaction. TM contractor itself 
is fulty responsible for implementing this project. 

The most surprising finding In this evaluation was the contractors' to1al lnsensl1tvlty to 1he notion that they 
were not performing well. They continue to believe they are doing well and any shortcomings are 1he fault of 
others. That is why the recommendations mode below for improving this project. under present conditions. are 
going to be quite difficult. And this is why a strong hand Intervention by the Mission will be required to Implement 
those recommendations. 
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leoommettclatton1 

PACT/Washington needs to speorr-.eod a complete ovemoul of this profect thot Includes develOping c 
strategic plan. a revised logical framework. a globe! pion. a revised 1QQ4-QS annual pion. revised budget, ano 
a restructured administration and personnel to Implement this re-designed prOject. This octtve planning 1~ 

essential to get this pro1ect on track. 11 cannot be dOne by the PACT/Peru staff alone because of factor: 
mentioned in the conclus1on . Three recommendations follOw the three conclusions in the-three study areas. Anne, 
6 annotated togrcol framework 1s port of this recommendOtlon. 

USAID/Peru hos a central role in re-designing this project. It needs to provide guidance. close supervrsron. 
approvals. and act as a genuine partner for these refomls to be instlMed. 

This project needs to be shaken and redesigned so that the profect is in accordance with core principles 
of the Project Paper, the Cooperative Agreement. and PACTs' technical proposal that has lmttMlonol 
strengfhening and building of 200 Perwtan NGOs as a central focus. PACT needs a new strategy and new focus 
tnvnedlately. This new design will contain many features of the present design but It will hove rigorous planning 
The revised logical framework contains elements of this revised strategy. The key concepts are: 

a) Project revised with on insfltuttonol strengthening framework rather than the present project 
development focus. The strategy would define conceptually institutional streng1henlng and provide the 
hypotheses for the revised project design. 

b) A strategy of actions for Institutional strengthening based on three levels of NGO developmental 
characteristics. needs. and means to graduate and become more mature lmtl1utlons. This strategy would 
have specific training and technical assls1anc:e guidelines that are sequential and developmental and 
that lead to contractor cet11flcatlon. 

The contractor should write a 30-40 page strategy and get USAIO/Peru approval. 

outputs and AotlvttlN 

Once the strategy Is in place, 1he contractor needs 110 design and write a new logical framework for the 
"'ext 4 1f2 years. It should start with the purpose and Its indlcaton. goal and indicators, and then proceed to 
:::efine outputs and their respective Indicators. ProjectactMfles must be designed to produce new and revitcllzed 

outputs and that in tum produce the scrne purpose. The project reQulres refinement ond adaptation to maintain 
internal consistency. Annex 6 contains some preliminary Ideas for a revised logical franework based on 
rec:ommended modifications for the future. They center on a few fundanentol concepts for outputs: 

a) R&structuring Institutional development that goes beyond the present focus of lnsfltutionol development 
grants and that includes lnaeased sequenflal training and cerffllco1ton of NGOs; tec:nnical assls1once 
awards and specific project ln1erventlons for NGO specfflc needs; ond technical training In health. micro 
enterprise, ond agricuHure. 

b) Producing high quoll1y actMttes for INtltutlonal strengthening ( publlcatlon of directory. publication of 
needs assessment. systemotizaflon of NGO experiences) within the frcmework of a strategic plan. 

c) Adding a new output component of sustalnobillty and self-financing with respective activities and 
indicators. 

d) Targeted actions for strengthening and graduating NGOs to higher levels of sus1afnabiltty and self­
flnancing. The strategy would lnctude guldeUnes and tactics f0r diversifying funding of NGOs. 

It Is recommended that 1he PL 480 component be token out of the PACT contract and re-odjus1ments 
made for PACT personnel. An agreed upon sun would be token from the PACT budget and be re-allocated to 
the USAD managed part of the overall budget. If this reconvnendaflon were not acceptable then 
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e) o holistic and Integral strategy tor linking the Pl 480 Ti"e II 1nsntu11ons with other NGOs. C00fdinoT1c" 
of their fOOd assistance programs. and how o monitoring and evo1ua11on system would function for tt-e 
betterment of the food ossastance program 1s needed. 

Arter the logical framework is written ond approved by USAIO/Peru. The contractor shOuld be required •o 
write themselves (not contracted) o new four and one-half yeor detailed 200 page •pro;ect paper· (opera1ionc1 
pion) that describes i,,_. detail outputs. detailed description of Ociivities. and a complete monl1oring aric 
evaluation system with specific indicators. USAIO/Peru should provide guidelines for this doc\.fflent and approve 
if. 

Once the operoflonol pion is approved. the contractor shOuld r•wrtte Its annual ptan 1W3-94 as one­
forth of the operational plan and in specific detail. USAIO/Peru should approve this doc\fflent. 

Administration and Organization 

The contractor organiZotlon and admlnistraflon shOuld be redirected to Implement changes required . 
This most likely will require replacing certain staff members and contracting other s1clff members. The contractor 
should bolster Its staff with lnsttMionol streng1hening experts and diminish administraflon and financia l 
management speclallsts. If Pl 480 monitoring and evaluaflon Is eliminated. as recommended. then that s1cff 
member would not be needed. 

The time envisioned for all plans (strategic. logical framewonc. operational pion. annual plan) Is six weeks. 
The contractor should curtail all Mure project activities until these plans are written and approved. 

PACTM'oshington should be obligated to spearhead these reviews In Lima for the entire six weeb. 
PACTM'ashington should take full responsiblllty for re-orgon1Za1ton and administration of this pro;ect In Mne with 
the new global pion. Their presence is required to change personnel. If needed, end to restructure the budget 
in line With the new acttvlties and outputs. 
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ANNEX No. 1: SColM of Wm for lvaluatlon 

The following ore key excerpts from the Scope of Work tor This evolU011on. 

A. Design of ActMtles. Results. Purpose. Goal 

1 Determine if prOject responds to country needs 

2. Determine. given NGO present flnoncing. if pro;ect wtll have Positive and relevant Impact 

3. Determine if prOject • ~ould have more precise population focus. geographic. and sector focus 

4. Analyze convenience to have PACT take over PL 480 Title I monettzotlon program os well as 
follow-up end monitoring of food assistance PL 480 Title II Program 

5. Revise indieators of four levels of logical frcmework 

6. Write o new logical framework 

7. Review assunpttons 

8. Review ond propose changes in cooperaflve agreement 

B. Activities and Results 

1. Analyze the activities of project Including a) level of effort: b) needs assessment: c) programming; 
and d) established program 

2. Analyze resutts Including a) positive results: b) reasonable results related 10 costs: c) monitoring 
and evaluation of food assistance and its support. Should mission continue in these actions; and 
d) results wtth women and micro enterprtse development. 

C. Organization and Admlnls1ratlon 

1. Adequacy of personal and organiZatlon. Effectiveness of personal. 

2. PACT lnformatton system to manage project. 

3. Communication and coordination between PACT and USAIO. 

4. Adequacy of USAJO role In project. 

5. Substantial involvement of USAIO to supervtse Cooperattve Agreement. 

6. Adequacy of project management. 

7. Strengths crd weaknesses of PACT. 

8. Relaflonship of project lmplemen1atlon to Cooperative Agreement wt1h norms and regulations. 

9. Second Amual WorK Plan October, 1W3- September, 1994. 
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Annex 2: 

PACT 

PACT 

PACT 

PACT 

PACT 

PACT 

PACT 

PACT 

SASE 

AID/Peru 

AID/Peru 

AID/Peru 

iechn1co1 Proposal tor the PVO Suppc,rt Proiect.· 

"Annual Work Pion. PVO Support Project. for period October 1992 to September 1993."1QQ3. 

·nventory of NGOs (Dlrectorio Noclonol de ONGs ." September 1993. 

"Needs Assessment (Estodo Situocionol de los ONGs)." Moy. 1993. 

"formats ond Contents tor Concept Papers ond Project Proposats.· No Dote. 

-croft Sut>Gront Agreements.·"'° Date. 

~st Annuol Technical Progress Report. PVO Support Project. October 1992 to September 1993." 
December 1993. 

-second Annuol Work Pion: PVO Support Project. October 1993 to September 1994.■ December 
1993. 

lnsflMo Apoyo. ·evoluci6n lnsfltucionol de los ONGD en el Peru. ■ August. 1993. 

"Cooperative Agreement"'°· 527-0353- A-00-22Q7-00."1992. 

"Project Paper: PVO Support Project." 1992. 

■semi-Annuol Reviews." April 1993; October 1993; April 1994. 

In addition. this consultant reviewed all sub grant donations. lnstltuflonal development grants. Pl 480 Title 
I doaments and reports. PACT trimester reports. and flies of Internal doC\men11 from both PACT and USAO'Peru. 
Both institutions were most cooperative In providing abundont Information for this review. 
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ANNEX 3: NISONS INTIIMIWID 

USAIDINIU 

HonyWlng 
Memtt Broady 
Georoe Baldino 
Juan Robles 

PACT 

Araew Urquhart 
Gloria T ejado 
Monique Davis 
Hugo Centurion 
Luis Del Aguila 
Carota Amezaga 
AJida Rivera 

Chief. Office of Rural Development 
Chief. Food for Local Develof:)ment Division 
Deputy Chief. Food for DevelOpment Oiv1s1on 
PYO PrOject Coordinator 

Chief of Party and Project Director 
Deputy Director for Program Development 
Deputy Director for Moni10ftng and Evaluaflon 
Coordinator for Agrtcuttural Projects 
Coordinator for Micro Entarprtse Pr0jects 
Coordinator for Food Aid. MonHorlng and Evaluotlon 
Finance Officer 

Non-Govemmental OrganlZattons 

ca;anorca 

CEOO 
EOAC-ctED 
CEDEPAS 
ICEAS 
ASPADERUC 
RAIZ 
CEDAJ 
CEOf 
ACEFOR 
CAPECC 
ITOG 
PROMOVIENOO 

OPOER 

Ayocycho 

TAOEPA 
ER-MA 
cmAP 
VEQOS-Peru 
FNCA Ayacucho 
CCC 
OPED 
CEM-Ml 

Cl>RA 

33 staff from following organizattons: 

Centro de Desorrollo v Acdon Social 
Equipo de Desorrollo Agropecuarto-Cetro de tnvesflgoclon. Eduoaclon y OesarrollO 
Centro Ecunenlco de Promocion y Acclon Sociol 
Centro de lnvesflgocton. Docunentact6n. Educ:adon. Asesorta y Servicios 
Asociaci6n para el Desorrollo Rural de Caja'narca 
Centro para el Oesorrollo Regional Ralz 
Centro de Oesarrollo para el Alto Jequetepeque 

Comite lnterlnstttuclonal de Oesorrollo Regional 

35 staff from the following organlzaflons: 

Taller de Promocion Andina 
lnstttuto de Es1udlos Reglonales •Jose Marta Arguedas• 
Centro de Desarrollo Agropecuarlo 
Vecinos Peru 
Asodad6n de Fomento Agropecuario 
Centro de Capad1ad6n Canpeslna 
Centro de lnvesttgaci6n para el Oesarrollo 
Centro de Estudlos v Asesorla Agricola 

Comite lntertnstl1udonal de Oesarrollo Rural de Ayacucho 
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ANNIX No. ~= NGO AINIIIMfttl of fflelr Strefl91ftt and Weakn ..... 

The following information was provided by 65 NGO leaders rrom 25 NGOs In focus grour:,s In Cojamorco 
ond Ayocucho. This consultant compiled and synthesized their opin,ons. The commentary 1s not 1rONJated from 
5,::::,on,sh. 

NGO tntemol Strengths: 

1. Conoc1m1ento de lo reoUdod o reloci6n dlrec1o con et medlo 

2 Revaloraci6n del aspecio cultural de la poblod6n 

3. Capocidad de convocatorio v concertad6n con otros octores 

4 AJgun grade de propuesto de programa de desarrollo Integral 

5. Cobertura de espacios y temas no atendldos por el Estodo 

6. Uso racionol de los recursos 

7. Protesionales de experlencio en los dJferentes canpos 

8. Mstico y compromise de trobajo de los profeslonales 

9. Mayor operattvtdad y ejecutMdod de proyectos 

10. Legltimidcd ante lo sociedad y el Estado 

11. Trabajo lnlcial en consorcios (conformacl6n del OPOER) 

NGO External Opportunities 

1. Relad6n estrecha con la poblaclOn obfeflvo 

2. AJguno presencio de las organizociones eanpeslnos de base 

3. Reducci6n del aparo1o esto1al 

4. Perdida de credibilldad en los progromas del Estado 

5. Poblaci6n expectante. aunenta demando de labor de ONGs 

6. Alguno copacidad de concertacl6n con las dlferentes lnsfltudones del rnedlo 

7. Au;os finoncieros lntamadonales canallzados por la mayor conftanza en las ONGs 

8. Capaci1aci6n usando el oonocimlento del desarrollo exlstente en el pars: Planlfload6n sist6mk:o. 
elaboraci6n del proyecto. lnvestlgad6n. otros 

9. Vlnculaci6n del proteslonal nuevo haaa lo problemOtlco real del pab 

10. Consfl1ud6n de redes lnsfltucionales 

NGO tntemol Weaknesses: 

1. Arnbitos locallzados o espados de lntervenci6n reducidos 
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2 Trobo10 en pertodos cortos 

3 lntroestructuro Hmitcdo de operocl6n 

4. Oesequilibr10 de recursos frente o necesidOdes. folto de recursos hUl'T\Onos y flnoncieros 

5. lncopocidod para generor recursos propios 

6. 06bil desorrollo lnstltucionol. per escoso o 1nex1stente ptonificoc16n estrat6gico y poca ststematizoci6n 
de experiencios 

7. Enfosis tecnocrOtico y olgun grodo de ousencio de propuestos ooffticos de desarrollo 

8. Algun grado de ausencio de orticuloci6n entre los ONGs. con dupliooci6n de esfuerzos y presencio de 
recelo institucionol 

9. Proyectos con enfasls en el asistenciallsmo 

NGO Extemol Risks: 

1. Vlolencio poffttco en las areas de influencio de las ONGs 

2. Oesconfionza del gobiemo al trabojo de las ONGs. con omenozas sistem61tcas de algunos miembros 
de gobiemo 

3. lntervend6n pomtco del Estado y oamblo permanente de las pomtcos en los gobiemos 

4. Programos distorsionodos de emergencia sociol. FONCOOES y otros 

5. Autorldades corruptos 

6 . Centrolizoci6n de lo informoci6n en las grondes ciudodes (Umo) 

7. Alguna desartlculOdOn de las organiZaciones del medlo de trabajo 

8. Alguno fotto de copaddod de concertoci6n de las ONGs con sectores del Estodo. Iglesia. otras ONGs. 
etc 

Q. Prollferoci6n de ONGs 

10. Bojo~ 1iveles educattvos de los beneftciortos 
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ANNEX 5: NGO DISIBD ASSISTANCE FIOM PACT NM F1V1 YUIS 

Focus groups were held with 65 NGO members from 25 NGOs in Co1amorca ond Ayocucno. The ro11ow1ng 
is a synthesis of their pereetved desired ossistonce from PACT 1n the next five yeors. They ore organized 1n 

accordance with the project components 

SUb Grant Deftlopment Aottvttt• 

■ Finance integral development proJects with emphasis on env1rorvnent ond women issues. 

• Financial assistance to NGOs tor rural sanitary Infrastructure 

• Sub-grants for commerciellzotlon components wtthin larger projects: not just projects 

• Provtde credit tor agricuttural/heal1h projects 

lnstltuffonal luldlng/Strengtbenlng 

• Train NGO staff In project design and logical framework 

• Serve as catalyst for exchanging Information among NGOs 

• Con1ract specialists for specific technical services for NGOs. Examples ore assistance with feoslblli1y 
studies; extension promofton: training of trainers 

■ Chomel lntonnation regarding projects In Peru and elsewhere in Latin America. Serve as facfll1a1or for 
up-to-date Information on different kinds of projects: lessons learned: and ways 1hat NGOs can be more 
effective and efficient. 

■ Have strategic ptan that can help NGOs over a longer period of time of 7-10 years. 

• Technical assistance In design. monitoring and evaluation of projects. 

■ Train NGOs in project administration. 

■ Provide forum for exchanging information and experiences among farmers ond technidans. 

■ Data bank for NGOs Including corrvnon software. 

• Strengthen documentation centers. 

• Train6ng and research in speciflc agricultural areas. 

• Train In delivering services to base orgoniZottons 

• Train in agricultural extension techniques 

• Publsh systemaflc experiences NGOs In Peru 
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NGO Sustalnabllty 

• Make contacts with ,nternotionol donors woo con provide ftnonc101 asS1stance to ~n NGOs 

• Provide direct technicol ossistance to NGO development projects. Help exchange informo1ton regording 
successful prOjects. 

■ Sponsor research and investigation about new project possibilities. 

■ F· .. ,de technical ossistonce in specific problem areas such as agrtcunurot business. ogrtcutturol experts. 
ogro-industry. agriculturol marketing. 
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ANNIX 6: IIVISIO LOGICAL FIAMIWOIIC 
PVO SUPPOIT NOJICT 

This annex provides some preliminary concef:)ts for a revised 10gIcol framework for tne PYO Suppon 
Project. It Is on annotated 10g1col framework in order to provide more s,:,eciflc detail on some prooosed 
changes. The format is somewhat modified also for easier reading. 

This revised logical tramewonc assumes that the contractor will fulfill certain planning activities that ore 
In the line with many of the concepts stated here. The documents required in this order ore: 

1 . ~trotegic Pion 
2. I~evised Logical Framework 
3. Global Pion for next 4 1/2 years 
4 . 1QQ3-Q4 revised Annual Plan 

GOAL 

summary Quality of fife increased for beneficiary fomilles in specific geographic areas where NGOs deliver 
project activtttes in agriculture. micro enterprise development. and health 

Indicators 

1. Increase of 10% income per family of project beneficiaries for each year of NGO project 

2. In agricultural projects only. Increased Income of 10% per fanlly based on soles of increased production 

3. In health projects. reduced child mortality and morbidity rates by 5% per year in family beneficiaries 

4. In microenterprtse projects. Increased family income of 10% per year for project beneficiaries and 10% 
increase average per year emptoyment increased in project beneficiary micro enterprises 

5 . In integral projects. increases and decreases as stated in tour above Indicators. 
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PURPOSE 

summary 

Peruvian NGOs copoble of delivering development prograns to specific beneficiaries with credibility and 
experience through effective end efficient means or':l with sustatnobllity 

lndlcaton 

1 50% ot 200 NGOs monitored 1n project demonstrate graduation charoctertstics advancing toward 
maturity from level to level upward by September 1998. 

2. 100 new projects flnonced end implemented by the 200 NGOs monitored that con be attributed to 
project activity iniflative through September 1998. 

3. 25 of Level Ill NGOs graduate to Level II; 25 of Level II NGOs graduate to Level I during project period to 
September 1998. 

4. lnaeose of 20% In n1.1nber of projects end beneficiaries reached by lnternotlonol donor support for the 
200 monitored NGOs during project period. 
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OUTPUT NO. i: Sub Grant Development 

Marure Peruvlon NGOs with strengthened develOpment copabilitles for providing etfecttve and efficient 
develOpment services 

lndJcators 

' . 1 25 Level I mature Pert.Nian NGOs implementing sub gront projects in rural Integral devek)pment. health. 
agriculture. and micro enterprises using effective and efficient strategies by September 1998 

1.2 20% increase in c:orrmunity partlctpatton with DAG sub grant NGOs eoch protect year 

1.3 80% completion rote of indicators in sub grants awarded (reQulres monitoring of indicators In sub grants) 

1.4 Increase of 20% in demand by communities covered In 1he DAG project oreos f0r NGO services to 
September 1998 

1.5 20% increase in number of communities in DAG communities able to design. pion and lmptement their 
own sustainable development activities as o result of NGO support 

1.6 50% of NGOs with DAG financing obtain additional diversified (not USAIO) funding tor some project before 
its termnotion 

Activities 

1.1 Screen. review. and select 25 mature NGOs at Level I for OAGs. 15 have already been selected. Select 
10 more by end of June 1995. 

1.2 Set-up and implement monitoring and evaluation system tor the DAGs using lndk::a10n es1ot>Ushed In this 
grant. Set-up lndlca10rs for 15 sub gran1s by June 1994 and then Indicators for new- grants befofe the sub 
grants are awarded. 

1.3 Train 250 staff from the 25 NGO DAG recipients In project design. lmplementaflon. and evaluation at 1he 
beginning of project Implementation. using their DAG projects as a means f0r them to gain experience 
in effecflve and efficient project implementation and thereby becoming strengthened. Average 10 s1aff 
per NGO. 

1.4 in-service technical training tor 250 NGO staff from 25 DAG recipient NGOs In 1) corrvnU'\Hy participation 
and planning. 2) needs assessments to expand to new geographical areas. 3) extensk>n tectwques. 5) 
apprq:,rlate technology. and other technical areas. lmpor1ant to set-up sequential and development 
trai~ progran leading to cerflftcatlon. 

1.5 NGO staff from 1he 25 NGO DAG recipients proylde in-service 1rolnlng. orientation. W011c.shops. fteld days. 
Level I 375 staff from 75 NGOs trained and Level DI 375 staff from 75 NGOs trained. This 1ransfer of 
information. attitudes. and practice from mature NGOs to new ond developing NGOs Is an obtigafion of 
the OAGs to transfer. ,aace under their wings•. and o1herwise help 1he transfer to newer NGOs. 
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OUTPUT ND. 2: NGOINSfflVnONALflllNOM*NG 

Second ond tturd Level Peruvian NGOs strengff'lened and copo01e of designing. ,mptemenflng. one 
deMvenng development assistance in credible fashion to speaflc beneflCIOnes over o sustained perioc­
of time 

lndlccrton 

2.1 75 Peruvian NGOs recipients ot small scale instltutlonol develOpment grants in accordance witt­
es1ablished strategic pion approved in June 1QQ4 

2.2 80% of 7 5 Level II and 7 5 of Level Ill NGOs wt1h Increased capability of planning. managing. one 
implementing development projects In effective and efficient monner1 gojnlng credibOHy In the no1tono 
and intemottonol communities by 5epternber 1QQ8 

2.3 3~ increase in variables of strengthening developed in approved strategic pkln of targeted 75 Leve 
II aid 75 Level III NGOs 

2.4 80% of trained NGO staff members applytng In crocttce at high levels of professional quality concepts 
provided by training six months after wor1<shops 

AotlvltlN 

2.1 Based on operat1onol pion. write a specific sequenttol training guide wtth currtcuk.m, objecflves 
expected outcomes, targets, and criteria for NGO parttctpants to get certtftcatlon havtng po$S8d thi~ 
development course. 

2.2 Purchase training materials for specific courses before starting courses. For exanple, mlcroenterprise 
framing could use training materials from Corvajal Foundation and ACOON lntematlonaJ. Health coulc 
use Hesperlan Foundation materiats. 

2.3 Develop currtcul\n\S fOf' 1ralning counes and organize training materials. 

2.4 Publsh the currlcul\.ln and course outlines. 

2.5 10 workshops for 300 NGO staff in 75 Level II NGOs In management, organizattonol development, one 
strategic planning 

2.6 10 workshops for 300 NGO staff in 75 Level Ill NGOs in management, organizatlonol development, one 
strategic planning 

2.7 10 workshops for 300 NGO staff In 75 Level U NGOs In project design (logk::al franeworic) 

2.8 10 workshops for 300 NGO s1aff in 75 Level DI NGOs in project design (logical frcrn8'work) 

2.9 20 workshops In health for 300 NGO health wor1cers at Level I and Level I In ftve year, In sequenflc 
trci~ng programs related to primary health care, heolth delivery. promoter 1raining. and other retatec 
health themes in accordance wtfh s1rateglc pion approved In June 1994 

2.10 20 workshops in agriculture development f0r 300 NGO agrtcultwal watcers In NGOs at L8Yeb I and Level 
Bl over a five year period In sequential training programs related to agrtculual extension. agrtcutturo 
production. c:ommercloHzatlon and other related ogrlcutlural themes In accordance wt1h strategic pier 
approved In June 1994 

2.11 20worlcshops In mtao enterprise development tor 300 NGO micro enterprise prcmoters In NGOs at Level 
u aid Ill over a five year period In sequenttal training programs related to micro enterprise promotlol 
techniques, producflon for micro enterprises, training of trainer strategies. and other related micrc 
enterprise themes In accordance wl1h s1roteglc pion approved tn June 1994 
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2 12 Tecnnicol oss1stonce to the 8Q NGOs with concept papers OPP,0'-led by PMU but not selected (8Q of the 
104 pre-selected) 10 refine. adopt. ond otherwise get these pro,ects ready tor fUndlng by onemattve 
esonor assistance other than USAlOIPeru or the sub grant rnechontsm. In Component No.4 these ore 
pnncipol candld01es for obtoining funding from onerna11ve sources. 

2.13 Technical ossistonce/profect design wor1cshops to 100 NGOs of 1he next best quollfied concept papers 
to turn tnose concept papers into full projects tor funding. 

2. 14 Publish the revised NGO Directory thot contains indexes of NGOs by sector and geographic loc::atton. 
Directory expanded to include 20 key Choracteristics of each NGO relevant for intematlonol donors 
including types of projech. financing.levels of operottons. s1aff. and PACT certfflco11on. Ols1rlbute dlreciory 
to all NGOs listed. national and intemattonot entities. 

2.15 Revise. odopt, polsh. ond publish the needs assessment doeunent. Tum needs assessment Into 
advocacy document that includes new information on sectors. geographic loca1ions. the NGO movement 
In Peru. and certatnly a ·user friendly• docunent that helps ~ the NGO movement in Peru. 

2.16 Review. adopt. polsh. and publish as PACT product the SASE/lnsfltuto de Apovo osseument of Peruvian 
NGOs. Document reduced to rnoxim1.m 50 page user friendly document that provides relevant 
information that supports the NGO movement in Peru. 

2 .17 Public relations effort to launch three doc\.fflents of directory. needs assessment. and SASE study. Purpose 
to ga1her support for NGOs. 

2 .18 7 5 NGOs from Levels II and II closslflcattons receive technical assistance IOG not to exceed SS.000 each 
that can be used tor lndlvtduol technlcal assistance. staff tratning. a needed Input, credit. and other 
similar short-term raptd lnser1lon to fulftll an Immediate need. Mechanism designed that NGO submits one 
page request and Jusflflcatlon for IOG. PACT has tum around approval wlthtn 1'No weeks. 
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OUTPUT N0.3: "' - mu n MONITotllNG AND IVALUAflON SYfflM 

A PL 480 Title II monItonng and evoluotlon system functioning ,n on effective and efficient manner 

lndlcaton 

1 . 1 A uniform monitoring ond evaluotton system for Pl 480 food program functioning In effective monner by 
August 1QQ4. 

3 . A PL 480 Title 11 monitoring ond evaluation system In place and tunct1on1ng effectively by August. 1994 

1.2 Four PVOs in PL 480 Title II program adopt monitoring and evolua11on systems and practice system within 
their orgoniZoflons. 

1.3 Four food-handling agencies work with PACT to hove same system functioning with standard flnonetol and 
impoct reporttng sys1ems. 

Acttvm. 

3 .1 Analyze operaflonal plons. multi-year plans, and annual reports and make recorrmenda1tons to USAJD 
on the most effec~ve integration of resources to achieve maximum Impact. 

3.2 Design monitoring ond evaluation system and present to USA1D for approval. 

3.3 seminars on use of monitoring ond evaluation system. 
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OUTl'UT NO.•: SUSTAINAIIUTY 

Pen.Mon NGOs graduated from new to develOping to mature orgon1Z01ions and with sustotnabit1ty as on­
going and stobfe third sector/Third genera1ton develOpment orgoniZ0110ns 

lndlcaton 

1.1 Increase of SS.0 million new funds tor 200 monitored Perwlon NGOs in 1QQ4; and S10.0 million eoch 1n 

1QQ5. 1QQ6. 1QQ7. and 1QQ8. 

1.2 30 NGOs have sustoinoble profit making acttvtttes or endo-..nnents. beyond projects. that assist in 
sustaining those orgoniZotlons ot EOP. 

1.3 50% of 100 NGOs attempting self-financing activities hove adopted s1rotegic plans for self-financing 

1.4 Increase of 20% national and regional government ·con1ract1ng our to 100 monl1ofed NGOs tor 
production. commerce. and services by September 1998. 

Actlwltlel 

4 .1 Design In specific detail an action pion based on the glObal pion. Plan should provide specific detai l 
how to go about setf-ftnanctng and sustclnabillty. 

4.2 Develop training materials on self-financing for NGOs. Develop CU'riculum for training NGOs. 

4.3 Pubish brochure describing PMU sponsorship of self-financing and sustainability program for Perwion 
NGOs. 

4.4 10 workshops for 50 NGOs In self-sustaining development actMttes. 

4.5 Present up to 80 polished and finished projects to nattonal (FONCOOES for examp6e) and lntematlonal 
financing organizaflons. 

4.6 Provtde $eed money to 40 approved self-flnonetng projects by NGOs. 

4.7 Assist in negotiating 10 debt-swaps for NGOs. 

4.8 lnvesfigote and diffuse Information to NGOs regarding opponunHles for ·contracflng our of services to 
NGOs. 

4.9 Dialogue seminars with 25 NGO DAG recipients and other veteran 25 NGOs to pion sus1ainability. 

4.10 Technical assistance by PACT to 25 NG0s so they develop addltlonal actMfles and products In same 
pro;ects and obtain oddlflonal funding for the sane projects 10 they can continue after DAG funds 
terminate. 
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~ ANNIX 7: AID rY ALUA ff ON SUMMARY 

ABSTRACT 

The Peru PVO Support PrOject No. 527-000353 goes from September 30. 1992 • September 2Q, 1998 (6 
Years) with a budget ot $13.600.000 (delivery$ 6.382.996 ond subgrants S 7.217,004). This was a shakedown 
evaluation required in Cooperative Agreement and was dOne 1 year and 7 months Into project by on 
independent evaluotor under purchase order with USAJ0/Peru. The evaluatton purpose was to answer 
uncertainities regarding project design. project activities prOducing outputs, and administration and organiZOtion 
issues. The project 1s administered by the US PVO Private Agencies Collaboraflng Together (PACT). The pro;ect 
purpose is to strengthen the lnsttMtonol capoctty of Peruvian NGOs to work more effectively wtth community 
organizations in the delivery of services in key sectors. The major findings and c:onctusions are: 

■ Project hos good design In Project Paper but contractor never has understood the basic concept of 
institutional streng1hening as the centerpiece of this project. 

■ Only one of three project outputs somewhat on traek; the other two c:cmponents are "6nbllng or have 
not realty gotten started. Project acttvlttes In those two poor outputs hardly exist. 

• PACT hos recently signed 15 sub grants totaling S3.1 million and two lnsfflu11onal development grants 
totaling $300.000. These will assist 25 NGOs in Cojarnarca and Ayacucho. Selection systems to get 
proposals generally good. 

■ Contractor hos weak fteld staff and acrimonious reloflonship with Mlsston. 

Recorrmendatlons ore: 

• Set-up rigorous and tightly controlled by Mission two month re-design of strategy. logical framework. 
operaflonol plan. annual plan. restructuring budget, and perhaps changing some fleld staff to get 
project on trazck. 
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.. J . Summary ot Evaluation Findings 

The Peru PVO Support Project No. 527-0353 Is a six year effort for ff'\e pertod Sept.-nber 30. 1QQ2 to 
September 2Q. 1W8 and Odministe,ed by the US PVO Private Agencies Collaborattng Together (PACTI Wlth o 
cooperative agreement wt1h USAIDIPeru. The project purposes are to 1) expand the amount and increase the 
develOpmental Impact of PVOINGO programs in the key sectors of agncutture. heatth and enterprise 
development: and 2) fo streng1hen the lnstlMtonol capacity of Peruvtan NGOs to work more effec.-ttvely wift'i 
community organizations in the detfvery of services in these key sectors. Pro;.ct outputs ore 1) direct grants 
awarded to U.S. and indigenous NGOs: 2) workshops/seminars conduCted to aSsist in maximlZtng NGO services 
and resources. and improvtng seMCe delivery; 3) skills. knowtedge. and suttable technologies 1ransferred 
through NGOs to key sector beneficiaries; and 4) uniform. synchroniZed ftnancial monitoring systems and imSX]ct 
reporting system developed by PMU and adopted by the food-handling agencies. 

This ·shakedo>.vn eva1ua11on· was contemplated In the Cooperative Agreement to analyze the project 
after one year and to make necessary adjus1ments for the six year pro;ect The evoluatlon was a 14 day effort 
to review doeumen1s. discuss the project wtth both PACT and USAID/Peru. and have several focus group meetings 
with NGO officials. The evaluatton assessed 1) the overall project design. 2) spedflc project oc1ivtfles and results, 
and 3) project orgoniZofion and odmlnistratton. Evoluaflon results are presented wt1h findings. eonclusions. and 
recommendations. Seven annexes provide the scope of work. documents. and a revised logical tranewonc for 
the project. 

findings 

The lntttol Project Paper design Is well-stated and Is In llne wtth the PenNton NGO needs and aspirations. 
It contains a minor flaw of having a dual purpose s1atement of 1) project development focus and 2) NGO 
strengthening focus. By plaefng the former project development purpose as the goal and the latter NGO 
strengthening purpose as the sole pl0ject purpose, while at the sane 1tme lowering the high expec1ations of the 
goal statement. a p,oject focus Is obtained. The contractor has taken a s1rong project developnent focus at the 
expense of lnsfflutlonal strengthening. 

The PVO SUpport Project emphaslZes NGO lnsfltutlonal strengthening. The contractor has pk:Jced 
misguided and dominant focus on sub grant development octMfles (DAGs). This stems from several factlOn that 
include 1) PACTNlashlngton exs:,erience In sub Qra\ts In other coun1rtes and transfer of 1ho$8 expenences to this 
project: 2) PACT/PenJ staff Interest and expenence In sub grant projects 3) PACT/Peru staff lack or 1ns111ut1on 
building experience; 4) USAIOIPeru giving mixed signals at flmes In wonting sub grants; 5) a poor understanding 
by PACTJPeru of how sub grants are to be used as a means to obtain a higher purpose of insfltutional 
development; 6) PACTJPeru unwillingness to address lnstltutlonal strengthening and building wtth a strategy; and 
7) PACT/Peru desire t> get Immediate sub grant projects started rather than devise a strategy for the slower and 
more amorphous effort of ins111ution building. 

The original Project Paper design ernphasaing three NGO developnemat levels appean to be right on 
target. The Project Paper and PACTS' proposal make this approach cen1ral tor a strategic plan. T h e 
oontroctor has gotten misguided and confused as It Implements a ve,y lmi1ed. superftdal. and different kind 
of project then was designed. Leff c;Jlone to continue Its present mlaguided ccuse. 1he present lmp,emented 
outputs wtll never produce the project purpose In 1he six year project period. The contractor doel not have an 
insffluffonal strengthening strategic plan 19 months Into 1he protect. It has pk:n,ed and Implemented project 
actMtles In Unear fashion In substitute for contempk:rtlng and plannJng tor a de$ired Impact. 

The current populatlon. geographic. and sector focus are S\dllcienffy emphasaed to support NGO 
insfflutional strengthening Impact If Implemented well. There ore perhar:)s about 200 NGOs and 3.000 NGO staff 
in 1he ttvee sectors of health.· microenterprtse, and agriculture; about ~ NGOs In 1he tow principal 
geographic zones. 

The con1rae1cr deBvers 1hree project products (outputs) that they handle as project components. These 
are 1) Sub Grant Projects; 2) lnsfflu11onol S1reng1hening; and 3) PL 480 Tl1le I MonHortng and Evaluallon System. 

The Sub-Gra\t Project Component hos dominated project Implementation to date d\M'tng 1hese first 19 
months. The con1roc1or set-up good selection criteria. evaluation mechanisms. concept paper mechanisms. and 
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,/ screening processes for receiving concept papers ond eventually sub grant pro1ecr oroposols Unfortunately they 
promoted this sub grant tund wtdely and got 828 concept papers rrom over 600 NGOs no1t0nwtde That would 
require a total of S175 rNllion of funds. They screened these concept papers down to 104 and sucrrutted to 
USAJO tor approval. FlftNn concept papers -were approved ond the NGOs prOVtded proposals. By Moy 1QQ4 
the contractor had signed 15 sut>grant projects -with Perwion NGOs tor a total of $3.024.888. The sub grants are 
good projects in themJIIIVes but lock lnstltutlonol strengtt'lening relOttonsnips and respecitve lndicx:rtors. 

The lnstlMionat S1reng1hening Component hos barely gotten off the ground after 19 months. The 
controc10r has provided direct technical assistance to the NGOs preportng tt\elr pro;ects 'With loglcol traneworks. 
In April 1QQ4 the contractor Signed two lnstlMtonol development grants 'With t'Wo NGO c:onsorfluns In Cotomarca 
and Ayocucho for $150.000 each; and provided two workshops each In flnancelaecounttng and logical 
framework in CoJomorcc and Ayacucho for 65 NGO staff members from 25 NGOs. There is no strategic plan for 
this a,mponent. This cornerstone project component locks focus. a plan. and Indicators of lnstttutlonol 
streng1hening. 

The Pl 480 Title I Component Is to work with four rno1ure lntemotlonal and nattonol NGOs providing 
feeding programs. Their ore to set up s1andord1Zed monitoring systems for these organiZattons. In the post 19 
months very little progress has been made and tNs component is stuck In a myrtad of discussions anong NGOs. 
USAIDIPenJ, and the oantractor. USAIOIPeru requests from PACT leadership In setting up a global s1rategy for o 
cohesive monitoring aid evaluation system. The NGOs are wtlUng to go along wt1h a soUd system. The contractor 
hos not been able to P10Vide that system causing delays In starting up what USAIDIPeru considen an important 
protect output. 

The contractor has spent $1.022.965 through March 31. 1QQ4outside the grants. This ls almost exclusively 
for ,alaries. o1her direct costs. and Indirect costs. The contractor has little resutts to show tor this level of 
expenclture. 

Some serious discrepancies exist between USAIDIPeru and PACT regarding this project. USAIDIPeru wants 
PACT to demonstrate leadership as a contractor and fulftll its contract obllgatk)ns based on a s1rateglc plan so 
that It can avotd micromanogtng. It Is very dtsappotnted In project results to date and has l0ffl8 strong negative 
perceptions about P.AL"rs' oapactty to cony out this project. The contractor has been quite V0Cff8t0US and 
vehement In Insisting on being let alOne to carry out the Cooperattve Agreement as It best sees ftt and believes 
USAIOIPeru has been obstructionist. The effect of this sffuation Is substantial eNJlay plaoad on discussing 
minuscule admJnistratlan level Issues In the tar r:,l1s level rather 1han b01h INfflU1lons keeping 1heir eyes on the 
prtze. USAIOIPeru in general has a clear view of the mountain while PACT Is fogged down In the valleys. 

Present PACT/Peru personnel do not have adequate experience to carry out lnstttutional s1rengthening 
OS proposed In 1he PP. Cooperative Agreement. and PACTs' proposal. PACT staff strengths lie with ftnanclal 
adminis1ra11on and budgeting. NGO project development, and medJu-n level specific sector specialization in 
heaHh. micro enterprbe. and agriculture. There Is almost no staff experience In NGO strategic planning. 
instttuttonal strengthering. project planntng. self-ftnanctng. sustafnabHtty. and other smilar lnsfflutlonol 
s1rengthenlng needs d PeruvkJn N<;Os. 

Conelutlonl 

This project has gotten off to a bad start In the flrst 19 months. The project lacks focus and direction. It 
may reach some ~ runbers aatlsfaclorlty with sub grants to NGOs but wHI not reach Impact levels 
envisioned orlglnatty In the PP. The several posfflve aspects of this profect (15 u:, grants to NGOs; t'Wo lniflal 
insfltuttonal developrnart grants) are overshadowed by evtdence of poor fcc:us. Ir the project con nues on Its 
present course Peruvian NGOs wtll not be strengthened to a large degree. wlU cllVerSlfy 1helr funding portfolios 
wl1h minimal project I~. wtll reman low In self-sustaJnabllty. and this PVO Support Profed wlll have been 
reduced to a simple USAIO donaflon award rnechanlsm. 

1he project lades Internal consistency otactMfles and outputs to produce P'oWpos8 level lnclcator Impacts. 
Original project lndloatn 1hemselves ae not satlsfaelory. A strategic plan Is a posfflve docunent lhaf detaJls 
in precise terms your stiategy, approach, fccus. and use of personnel and tlnandal re,ou-ces. This pkJn and a 
mission statement sharply focus your attention on Important purpose level lmpadl desired and helps to avoid 
getting tangled In mixed level projectlmplemen1aflon (outputs, actlvlfles, adminls1raflon) at the expense of having 
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,. a focused pro,ect 

PACT ond USAIO/Peru spend enormous amount of energy stuck 1n 1tie tor p,ts at 1tie orgon,zotton ano 
odm1nIstration level. PACT focuses at 1ti1s level of the expense of sefflng 1ti1s pro1ect on a directed course 

Recommendations 

PACT/Washington needs to spearhead o complete overhaul of 1tiis pro1ect 1tiot includes devetoping a 
strotegIc pkln. revising the logical framework . designing a global Pl 480 monitonng and evaluation plan. 0 
revised 1QQ4-Q5 annual plan. a revised budget. and a restructured odm,nistration to 1mplement1ti1s re-des1gnea 
prQJect. 

• The contractor needs to refocus 1tie project In accordance with core principles of the Project Poper 
Cooperative Agreement. and PACTs' proposal that has institutional strengthening end building of 200 Peruvian 
NGOs os central focus. The contractor should write o 30-40 page strategy and get USAJO/Peru approval. The key 
concepts are: 

■ Revising the project to an institutional strengthening framework rather then the present project 
development focus; 

• Devising o strategy of actions for institutional strengthening based on three levels of NGOs and 
targeted actions for strengthening and graduating NGOs to higher levels of sustainability . 

• Pro;ect activities must be designed to produce new and revitalized ou1puts and that in tum produce the 
project purpose. The project requires refinement and adaptation to maintain Internal consistency. A new strategy 
is recommended for accompllshlng a very focused and defined purpose wtth a new set of revised and 
measurable indicators. They center on o few fundamental concepts for outputs: 

• Re-structuring lnstltuttonal strengthening that goes beyond the present focus of instltu1ionol 
development grants and that includes increased sequential training and certification of NGOs: 
technical assistance awards and specific project interventions for NGO specific needs; ond 
technical training In health. micro enterprise. and agricuHure. 

■ Producing high quality activities for insflMlonal strengthening within the framework of a strategic 
pion. 

■ Adding a new output component of sustainability and self-financing with respective activities and 
indicators. 

• Targeted actions for strengthening and graduating NGOs to higher levels of sus1olnobillty and self­
flnaneing. 

It is reconvnended that the Pl 480 component be 1aken out of the PACT contract and re-odjus1ments 
made for PACT personnel. An agreed upon sum would be taken from the PACT budget and be re-allocated to 
the USAJD managed port ot the overall budget. If this rec:onmendatlon were not occeptoble 1hen a holistic and 
integral s1lategy for linking the PL 480 Title II lnstttutlor.s with other NGOs. coordination of their food QSSistance 
programs. and how a monHorlng and evaluation system would function for the betterment of the food QSSlstance 
program is needed. 

The contractor should write a revised loglcol framework and get USAIDIPeru approval; then proceed to 
write a 200 page operational project plan and a Pl 480 operaflonal plan for the next tour and one-half years 
and get USAIOJPeru approval. 

The contractor organization and administration should be redirected to implement changes required . 
This most lkely will require replacing certain staff members and con1racflng other staff members. The budget 
requires a complete overhaul. 

39 


