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International Development Exchange (IDEX) is a San Francisco-based social change organization working towards the economic empowerment of marginalized communities in six countries in Asia, Africa and Latin America.  In Guatemala, one of our local partners is the Women’s Association for the Development of Sacatepéquez (AFEDES).  

The grant will help AFEDES provide training to 100 women weavers to improve the production and marketing of indigenous clothing. They will also create a video about how to improve the economic viability of backstrap weaving, and open a shop to sell thread and other raw materials to the weavers at an affordable price. This project is part of a comprehensive plan to make traditional backstrap weaving a more viable and valued source of income amongst indigenous women.

About IDEX

International Development Exchange (IDEX) is a San Francisco-based social change organization working towards the economic empowerment of marginalized communities worldwide. Through its three regional programs, the Asia Program, the Africa Program and the Latin America Program, IDEX currently partners with ten highly effective organizations in Mexico, Guatemala, India, Bangladesh, and Zimbabwe. Since 1999, IDEX has provided over $900,000 to local partner organizations to benefit marginalized communities – particularly women, indigenous people, and youth – who are taking the initiative to solve problems of extreme poverty and to build their own self-reliance. 

Within each of its regional programs, IDEX employs three distinct strategies to promote grassroots empowerment and to build institutional capacity:

· Grantmaking that supports sustainable development strategies initiated by traditionally marginalized communities, particularly indigenous peoples and women, in order to increase their capacity to build their own resources and to advocate on their own behalf locally and nationally.  We provide a minimum of $13,000 to each partner per year for an average of three to six years.

· Alliance-Building among our partners in each region and with organizations in the U.S.  Our alliance-building activities help our partners receive the technical and financial support they need to be effective, as well as share information with each other about successful community development methodologies. We facilitate regional partner meetings and participation in broader coalitions, conduct research into fair trade markets for our partners’ products, provide skilled volunteers for their programs and arrange for direct contact with funders.

· U.S. Public Education carried out through our bi-annual newsletter, monthly eUpdate, website, public events and partner speaking tours.  These activities increase awareness about the role of U.S. citizens in supporting grassroots social change efforts in our focus countries. 

IDEX takes a cooperative, community-based approach to development, with a particular focus on building the leadership of indigenous women. Through our Grantmaking, Alliance-Building, and U.S. Public Education strategies, IDEX works closely with its partners to further the grassroots initiatives of marginalized communities and enhance their capacity to gain control over the resources, processes and structures that affect their lives.  As part of our effort to build democratic alliances, partner representatives from each region sit on the IDEX Board of Directors and help define the priorities of the organization.

AFEDES: Empowering Indigenous Weavers in Guatemala

Organizational Background

The Women’s Association for the Development of Sacatepequez (AFEDES) was founded in 1993 by Maya Cak’chiquel women in order to seek ways to improve their living conditions.  The founders were the wives of the members of the Tres Pinos agriculture cooperative.  AFEDES was created in response to the exclusion of women from leadership in the cooperative, and in general from leadership positions in their own communities.  The purpose of the organization is to help women develop their leadership capacities so as to increase the well-being of themselves and their communities, ultimately leading to a more equitable and just society. 

The organization is now composed of 31 women’s groups in eight municipalities of Sacatepequéz, and has almost 700 members.  The 10 to 25 members of each community group elect their representatives to the General Assembly. The Assembly then elects the Board of Directors from its ranks.  The five staff members are indigenous women who have achieved a high level of education and are committed to using their skills to benefit their communities.


AFEDES offers three primary programs: Community Organizing, Economic Development and Education.  The Community Organizing Program helps women form their own community groups to carry out income-generating projects.  Training is offered in democratic process, project planning, financial administration and evaluation as well as broader issues such as civic participation, self-esteem and violence prevention.  The Economic Development Program offers microcredit to member groups and helps train them to run their own businesses.  The Education Program offers low-interest loans to families to be able to pay for school supplies and uniforms for their girl children and pay for these over the course of the year. 

Context of this Project

A key source of income for many indigenous women in the province of Sacatepéquez is backstrap weaving.  This form of weaving, in which a woman wraps the end of the loom around her waist and hangs the other end from a post or tree, has been a core part of Mayan culture since at least 600 AD.   Most indigenous women in the area continue to wear their traditional traje (indigenous dress), and the local market for such products remains strong.  A traje is often the most valued possession an indigenous woman owns. 

However, backstrap weaving is a labor-intensive process that has become less viable over time.  It can take anywhere from two weeks to three months for a woman to weave a traditional blouse.   She must purchase the thread and other materials from individual vendors at a high price, and then she often pays a tailor to finish the blouse with the flower embroideries that are now commonly done with a sewing machine. When she sells the item, either to a vendor or directly to another woman, she often ends up with barely enough income to cover her materials plus the additional cost of the embroidery. 

Under these conditions, the art of backstrap weaving may be in danger of being lost.  Many young women are no longer learning to weave, preferring instead to seek other sources of income, such as work in the maquiladoras or garment assembly factories.   However, factory work is often not only exploitative but also unsustainable, as the factories typically do not retain workers older than 25 years of age.   

Moreover, the urbanized youth culture of the maquiladoras, and the intensity of the abuses the workers experience are contributing to new ills appearing in indigenous communities, including drug use, gangs and the disintegration of the cultural and social fabric.   By contrast, weaving allows an indigenous woman to take care of her children at home while she produces the goods to sell.  Successful weavers have a lifelong skill that can support the family for decades.

The Weavers’ Capacity-Building Program

The Weavers’ Capacity-Building Program is a comprehensive plan to save the art of backstrap weaving by making it a viable source of income for indigenous women.   The program will collectively improve the income-generating capacity of women weavers by offering training and services for every step of the process, from the creation of the product to its marketing. 

The plan includes: 

a) Workshops for women leaders on how to make weaving more economically viable, including product design and marketing; 

b) The production and screening of a video about the potential of backstrap weaving as a viable source of income and its importance to modern Mayan cultural identity; 

c) The creation of a weavers’ store to sell high-quality thread and other raw materials at an affordable price, while generating income for the association;

d) Ongoing training courses in embroidery using the sewing machine, so that the weavers become capable of finishing their own products;  

e) The creation of an embroidery production workshop at which women can finish their products, thus avoiding the cost of purchasing their own sewing machines; and 

f) The launch of a traditional clothing store for the women to be able to sell their products at a better price locally, eliminating the need to set up individual market stalls or to sell to intermediaries.

The requested grant will support the implementation of the first three phases of this plan.  

Goal, Objectives and Activities 

Goal
To ensure that traditional weaving remains a viable and valued source of income amongst the Maya Cak’chiquel women of Sacatepéquez.  

Objectives and Planned Activities
Objective 1: 
To train 100 indigenous women weavers in product design and marketing, and to support them to share their experience with their community groups.


AFEDES will recruit 100 women from its member groups to participate in monthly training workshops on the production and sale of weavings that respond to the needs of the local market.  The women will discuss the economic and cultural value of weaving in modern Mayan life.   They will learn about traditional and contemporary designs and weaving techniques, selection of materials, quality control, and product pricing.  In between workshops, they will be encouraged to produce new weavings using materials provided by AFEDES.  They will bring these products to the following workshop to receive individual feedback about design and quality issues. 


The workshops will have a “train-the-trainer” format, in which the participants will be shown how to share the information with other women.  AFEDES staff will then accompany the participants to help them lead workshops in their communities based on what they have learned.  

Objective 2: 
To raise awareness about the economic and cultural value of backstrap weaving through the production of video documentaries to be shown to AFEDES members and their families. 


AFEDES will purchase a video camera to film workshop participants as they learn ways to make weaving more economically viable.  AFEDES staff will also interview successful weavers on effective ways to produce and sell textiles.    These segments will be edited together into a documentary about the weaving tradition and its viability today.  

It should be noted that AFEDES has had prior experience in video production in collaboration with other groups.  They have used these films, about issues such as domestic violence and the right of girls to education, as powerful awareness tools.  As part of the microcredit program, women loan applicants are encouraged to bring their family members to view these films at the AFEDES office.  For example, IDEX staff participated in a meeting in which a film on the barriers to girls’ education was screened to a mixed group of about 40 indigenous women, men and children.  The impact on the audience was visible, as tears streamed down many faces and a number of women were emboldened enough to share their painful experiences of exclusion with the group.   It became clear that video is an effective medium for engendering discussion on relevant issues.   The weavers’ video will be another tool to use in the education process of the AFEDES membership. 

Objective 3: 
To make high-quality thread and raw materials available at an affordable price through opening a weavers’ store.


In order to make quality textile production materials available to its members, AFEDES will open a weavers’ store at its offices in the town of Santiago Sacatepéquez.   By purchasing these materials in bulk, AFEDES will be able to offer a better price for them than what is available to the women from other thread vendors.   The store will serve as a place to educate women about the differences in quality and price for various thread and materials.  Proceeds will help AFEDES meet its own administrative costs.   

Anticipated Outcomes

Through the weavers’ training program, the documentaries and the weavers’ store, AFEDES will support its members to improve the quality and financial viability of their weavings.  The following are some of the expected outcomes of this project.

· At least 100 women will implement one or more techniques to improve the income they generate from textiles;

· Hundreds of weavers will have access to affordable, high-quality thread and other raw materials, allowing for significant savings and increasing their revenues from the sale of their products; and 

· AFEDES will be prepared to implement the next phase of the project, which will include opening an embroidery workshop and a store selling its members’ weavings.

 The Role of IDEX: Alliance-Building, Qualitative Evaluation and Reporting


In addition to channeling funds to AFEDES, IDEX will work to ensure that the organization acquires the resources it needs to meet its goals. We may facilitate information exchanges between groups, locate other funders whose priorities match their programs, find skilled volunteers to provide technical assistance or transport donated equipment to their offices.  
We will visit the project once each year to monitor progress, and to conduct a qualitative evaluation of the project impact through interviews with staff and participants. 

Request for Funding


As detailed in the attached budget, the total cost for this project is $13,000 for Year 1.  IDEX has already secured a generous grant of $8,052 from the Blossom Fund to partially cover costs.  We are seeking $4,948 in donations this year in order to cover the remaining costs. Your support will help indigenous women realize their potential as agents of economic, personal and societal change.
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	Project Budget for Year 1
	
	
	

	Project Sponsor: International Development Exchange (IDEX)
	
	
	

	Local Partner: Women's Association for the Development of Sacatepéquez, Guatemala (AFEDES)

	Project Length: 2 years
	
	
	

	Start Date: July 1, 2005
	
	
	

	Number of direct beneficiaries: 100
	
	
	

	
	
	
	

	Year 1: Expenses
	
	
	

	Activity
	Quetzales
	Dollars*
	$ per woman

	Needs assessment/setting  baseline evaluation indicators 
	1,500
	$195 
	 

	Creation of business plan 
	2,000
	$260 
	 

	Development of training manuals 
	1,800
	$234 
	 

	Printing costs for training manuals 
	2,500
	$325 
	$3.25

	Training workshops: transportation, food, salary for trainer
	10,000
	$1,299 
	$12.99

	Purchase of video camera and film for the production of video documentaries 
	5,000
	$649 
	 

	Recruitment and salary of staff for the weavers’ store 
	9,000
	$1,169 
	 

	Stocking the store:  equipment and supplies 
	60,300
	$7,831 
	$78.31

	 Inventory systems:  Computer, printer, database program
	5,000
	$649 
	 

	Evaluation of project
	3,000
	$390 
	 

	TOTAL
	 
	$13,000 
	 

	Exchange rate:  US$1 = 7.70 quetzales 
	
	
	

	
	
	
	

	Year 1: Sources of Funding
	
	
	

	Funder
	 
	Amount
	

	Blossom Fund
	
	$8,052
	

	To be solicited from GlobalGiving.com
	 
	$4,948
	

	TOTAL
	 
	$13,000
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