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PROJECT ANALYSIS AND REVIEW

Fundación Orlando Robleto Gallo (FORG)

NC-233

“Desarrollo Sostenible del Municipio de Villa El Carmen”

Introduction

Project Summary:  

The Fundación Orlando Robleto Gallo (FORG) plans a four-year project to improve access to credit, create and strengthen local development organizations, carry out conservation activities, and provide training and technical assistance in management, agriculture, credit, and environmental conservation to victims of Hurricane Mitch.  The intended beneficiaries are 800 rural families, totaling 5,000 individuals, in ten rural communities in the municipality of Villa El Carmen, Department of Managua. 

For details on the credit program, see addendum, “Criterios del Fondo de Crédito Rotatorio.”

FORG

FORG is a non-profit, non-governmental organization with eight years of experience in the southwestern region of Nicaragua.  FORG’s goal is the development and consolidation of local-level, sustainable initiatives in municipalities populated by poor farmers.

FORG’s past work has included training of more than 300 community leaders, training of campesinos in sustainable agriculture and soil conservation, provision of microcredit, and construction of energy-efficient stoves that have cut firewood consumption by 50% in 8,000 homes.  FORG has established and managed 20 nurseries, foresting over 500 plots of land and distributing over 400,000 plants.  FORG has established and managed several credit systems, a recent example being a program that provided nearly 100 microcredit loans to women that enable them to establish pork farms and aviaries and more than 70 loans to small-scale farmers for restoring ecosystems.   FORG has also conducted training with three universities in environmental conservation, benefiting more than 300 local leaders.  

Past Funding 

FORG has never received funding from the IAF, nor from USAID. 
1.  Expected Outcomes (see addendum on “Measurable Objectives”)


Family/Individual  

· 400 families will be using improved, fuel-saving stoves, both reducing firewood use and gathering, as well as reducing smoke inhalation and thereby improving health.  

· 300 minifundistas will be trained in agricultural production and environmental conservation; 

· 800 families will gain increased access to training and credit to improve their sources and processes of income production; 

· new employment opportunities will be provided to 400 women, along with increased technical assistance and access to financing.

Organizational  

· Increased knowledge within FORG of local development problems and solutions, particularly in the context of municipalities with populations composed primarily of poor farmers. 

· Possible, future replication by FORG and other organizations within 40 other municipalities in the region.

Societal 
· local leaders with new skills in environmental conservation; 

· a functioning, new, local development organization with operating funds and trained members

2. Project Description/Activities

In order to meet the above objectives, FORG will implement activities in four principle areas:

1. Create a local development network by providing  

a) training in community organization and administration to Community Development Cooperatives (CDCs); 

b) technical assistance in leadership, administration, and institutional management; 

c) exchanges and workshops with other cooperatives.

2. Enable approximately 100 microenterprises to begin functioning by providing training, technical assistance, and credit. 

3. Provide Training and Technical Assistance in Sustainable Agriculture and Conservation – design training manuals and test them on the new microenterprises and subsequently identify interested and experienced farmers and train them in sustainable methods of food production, community nurseries, soil conservation, and production and use of energy-efficient hearths.  This training will be augmented by technical assistance given by promoters and extensionists, using five demonstration plots, and establishing a center of Integrated Environmental Development.

4.  Establish a Community Development Bank – for supporting productive and commercial activities, making loans for inputs at market rates.   At least 50% of all loans will go to women.  FORG will set up and equip offices for small Credit Committees, made up of local members and use them to provide small loans to 800 small-scale farmers, enabling them to improve productive agricultural, commercial, and service activities, focusing on the goal of increased family income.  FORG will provide technical assistance to the committees in administration and bookkeeping, and will later seek external assistance to conduct training that will improve the performance of the local credit system.

5.  Carry out two evaluations, conducting one after the first semester and a final one after three years.

3. Partners   

FORG will promote collaboration among the municipal mayor, representatives of the Ministerio de Salud and the Ministerio de Educación, and NGO delegations working in the area, so as to create and execute a general development plan for Villa el Carmen.  These relationships will be horizontal in nature and will give FORG and will give local organizations precedence in taking the lead, thereby contributing to local learning and sustainability.

FORG will also promote and enable partnering among members of the existing network of community development cooperatives in order to facilitate the transfer of knowledge and strategies regarding local development.

4. Project Feasibility

Financial 
The budget items are necessary and reasonable and they are appropriate in proportion to the amount of training and technical assistance to be provided and the size of the loan fund.

Organizational 

FORG has a strong track record.  It has created a Program of Integrated Community Development, which has benefited many local development projects in the area.  For the past eight years it has been testing and applying a strategy of participatory development and community self-management.  FORG has on its staff experienced and currently functioning training teams composed of agricultural extension technicians, as well as banking/finance staff with experience in microenterprise development.   

FORG has received support from NOVIB (Holland), Oxfam-Quebec-Canada, Inter-American Development Bank, the European Union, the Embassy of Japan in Nicaragua, CIPIE, ACDI, the Ministerio de Ambiente y Recursos Naturales, and the Ministerio de Agricultura y Ganaderia.   

FORG will make use of its existing relationships with the municipality of Villa el Carmen and other interested NGOs.  Local authorities will take part in the execution of the project, thus increasing potential for local learning and empowerment.

Technical 

FORG has worked with 227 other communities in southwestern Nicaragua, including Villa El Carmen municipality.  FORG is the co-executor of the project, "Rural Development for the Dry Region of the Pacifico Sur of Nicaragua."  It has worked in four Nicaraguans departments assisting a population of almost 8,000 rural families. FORG has worked in the area for nine years, during which they have established a strong track record in reforestation, environmental health, soil conservation, community organization, and leadership training.
5. Sustainability 

FORG is well positioned for obtaining future from large donors.  FORG highly values the sustainability of its projects.  It has achieved this in the past by obtaining funding for an initial stage of a project from one institution and then cultivating others as the project gains momentum.  It plans to do the same in Villa El Carmen, including the involvement of community members through local committees and cooperatives and through training.  

The credit fund will become sustainable by charging market rates and by searching for additional funding.  The loan fund should be sustainable within four years.

6. Contextual Relevance 

The Municipality of Villa El Carmen is composed largely of poor farmers who are facing reduced farming plot sizes due to family growth, erosion’s effects on production, and a lack of credit for commercialization.  Mitch hit the areas very hard, seriously affecting more than half of the families. Even before Mitch, the population had begun migrating, seeking jobs in other areas and engaging in tree harvesting in addition to agricultural activities.  The farmers sell their produce to middlemen for sale in Carazo, 28 km away and Managua, 60 km away.  As for tree cutting, 97% of the wood used is for home use, not industrial.  Therefore, there is a great need to reduce consumption.  A vicious cycle of removing trees, that then causes erosion of the land, that in turn increases the need to cut more trees for income, can be broken by attacking the various aspects of the cycle.  Hence FORG’s decision to focus on reforestation and improved agricultural techniques to cut erosion, and fuel-efficient stoves to reduce consumption of firewood.  

In addition, providing credit to finance other income-producing activities will decrease the necessity and usefulness of cutting fuel for outside income. FORG has decided to focus on 800 families out of a total population of 2,380  (14,674 people).  400 families already have stoves.

7. Summary of Issues

This project can be classed as incipient local development.  Although FORG has already enlisted the Municipio de Villa el Carmen in the project, that relationship could potentially be much closer and more productive in terms of municipal counterpart.  FORG also needs to cultivate its partner relations with other NGOs working in the area.

This project is ambitious in scope, entailing s number of project activities, but based on the nine-years of experience that FORG and the local communities have working together, the risk that those activities will not be carried out is low.

On the positive side, FORG is an experienced organization with a strong staff of trained technicians and a high level of commitment and vision.  Their potential for inspiring and impacting on other NGOs is high.  This is the right group for the right project.

Most of all, FORG has chosen an admirable response to Hurricane Mitch – one that entails a combination of medium-term relief, regarding increased prospects of income generation at the family level, as well as long-term efforts to ameliorate or prevent future devastation from the next big tropical storm.  Mitch was not a mere natural disaster, it was primarily a human-made disaster which triggered the payback from years of neglect and abuse of the environment.  The next disaster could be far worse, and the one after that could be a major day of reckoning, in terms of human devastation.  Immediate steps must be taken, and FORG is in the vanguard of organizations that are taking them.  Their combination of economic development with prevention of environmental destruction – particularly erosion and deforestation – seems to be the right one.

8. Recommendations

I strongly recommend that the IAF fund FORG to carry out this local development project that provides not only immediate benefit to Hurricane Mitch victims, but also addresses long-term development and conservation needs.
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