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EXECUTIVE SUMMARY
 

Established in January 1988 under a three-year Operational Program Grant (OPG) from 
USAID/Bolivia, the Programa de Coordinacion en Supervivencla Infantil (PROCOSI) is a 
network of primarily U.S.-based private voluntary organizations (PVOs). PROCOSI's 
objectives are to enhance the institutional capacity of its members in the development, 
implementation, and evaluation of child survival programs. PROCOSI provides Its members 
with technical assistance and subgrants and facilitates collaboration among them and between 
them and nongovernmental and governmental organizations. 

Despite efforts at the start of PROCOSI operations to clarify the roles and responsibilities of 
its organizational components i.e., assembly, REC, executive secretary, tension and 
misunderstanding characterized the relationships between the PVO members and the 
executive secretariat in the first year and a half. A new manager, greater involvement and 
direction by the REC, and more focused administrative and financial assistance from SCF, 
the member PVO legally responsible for the OPG, have produced noticeable improvements 
in the operations of PROCOSI. There isevidence that the institution is better organized and 
more effectiv? than at any time in the past. Still, significant measures, such as the 
reorganization of line units and the Implementation of basic financial and administrative 
procedures, must be adopted before PROCOSI isable to function at Its full potential. 

At the moment, PROCOSI deper ds wholly on USAID support, a circumstance fraught with 
uncertainty about the reliability of future funding. Operational sustainability will be enhanced 
by the continuing Involvement of member PVOs arid the acquisition of national PVO status 
(personerialuridica). As a local PVO, PROCOSI will be able to shed its image as a U.S. 
dependency, open membership to national PVOs, and perhaps generate support from 
national and international donors. 

PROCOSI's activities to improve the operations of its members-primarily technical 
assistance and subgrant review and support-have led to changes In the way they prepare 
and implement projects. Whether these changes are positive and will be sustained over the 
long term remains to be seen. 

It is appropriate for PROCOSI to provide technical assistance and subgrants to support the 
child survival programs of its members and, in some cases, the Ministry of Health. The 
subgrant component undoubtedly attracted the 10 PVOs to membership in the network. 
They saw the resources offered as a means to complement their programs or launch new 
initiatives. Over time, however, the subgrants have also become a channel for technical 
assistance that has Improved the technical proficiency and Institutional capacity of these 
PVOs. Subgrants are an obvious benefit to the membership and have been strongly 
supported. However, the system for reviewing subgrant applications is weak. The review 
criteria are not well established and equity has been the overriding criterion for proposal 
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endorsement. Also, the review process is conducted almost exclusively by PROCOSI staff 
without participation by outside consultants who have technical expertise beyond what is 

available in house. 

With very few exceptions, PROCOSI technical assistance has been well received and is highly 
regarded by the field staffs of its members and others, includin'y the Ministry of I lealth, which 
have been beneficiaries. In some cases, professionals from PROCOSI offered the only 
outside experlise available. Nevertheless, there is no system to develop, monitor, and 
evaluate technical assistance or to assess its cost effectiveness and impact. 

Establishling effective coordinat ion among the organizational components of PROCOSI, 

among the members of the network, and between PROCOSI and the larger world of PVOs 
and governmental institutions, especially the MOI I, was one of the objectives of the OPG. 

At tle moment, intra-organizational harmony is progressing but much remins to be 

achieved. I lowever, largely as a result of member conmlitment to the efficient operation of 

PROCOSI, their recotinition of the benefits of technical assistance, subqrants, and exchange 

of information and experience, andi USAID's arms-length and supportive approach to 

managing the OPG, relations among tile member PVOs are excellent With some 

exceptions, coordination be'tween PROCOSI and other PV)s and governmental 

organization,; is least developed As PROCOSI moves to become a national I'VO, Improved 

coordination with these groups and opening memberntiship to l(cal organizations will be steps 

that the directors recognize as essential 

PROCOSI is m1h1trng rapidly. Its activit es, though applauded and well received by its 

members, can be improved in terms of their impact on the definition ard implementation 

of operations. The problems it faces are normal and to be expected, and It has shown a 

commitment to resolve outstanding difficulties quicly and effectively. Progress to date 

suggests that USAID should give favorable consideration to awarding PROCOSI a new 

operatio,,! ;,rogram grant and should expedite the project approval process. 
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Chapter 1 

INTRODUCTION AND METHODOLOGY 

At the request of USAI)/1Bolivia, tie Water and Sanitation for Hlealth Project (WASH) 
fielded a three-person tivam to conduct a final evaltion of the lro. ama de Coordiracion 

en Supervwencia InfontI (IROCOSI), a newtwork of teln private voluntary organizations 
(Aplpendix A) "wotkinq t,hnipt,v and itrenqthen basic health rvices provided to the 
Bolivin1 rural JX)pIl.Ition.s by (ocu,ilOI the coordinationl of resources to addlress tle issues 
of C'hild murvival. ' q ,i'nr illiatlolls. control of dimleal diseaseS, nutlition, growth 
mntorin(., bitth -paJcirl , ,acut. TeS)iIt1orv iclltiOnS, till(I maternal and Child health 

'(MCt I) I lk, ('vAlutioll was conductte(l from ()ctober 1 to October 20, 1990, by I fortene 

Dicker, Mw,se rtc.ile n, and John B.'Iorwrro (teamneader), a.tssisted by Stlu,,ll Morowitz 
,of I.JSAID/I VA/PVC( (WaDCII rh l I)( .a,ndIC (;tIilhiirrli l),vavlos of tile Minlistelio de 

IPlariemllim ' 1I1(1( ivi.l 

USAII) r .tatt'n!t 	 dix i Y examinction ofi,T , of work (Appenwi B) '(jiiUt tiI ,athio(m1(1h 

four as;pec t, pI ( il&ct chkie ( 	 , pr-tjeI ' ctOCQS,acc 012lihiuirtn;, and b('nefitI and 

analysis [)lu i~i a tw-daV (Octhibcr 1-2) tWa l lalili Inceflil) coortinhatd by Raul Bohl 

of the Centro lntedi.cipll, (itS tam teviewed tile(' ttu(lios Cltlnirlitalh);s (C I I: C ), the 
statenmtif Id hit4) iR( )C( )SI . -lected to be interiewed andw'orknl tii i 	 the persons 

the sites to bt viith''I, ,isu,i ! sp c(Ifflc I (I 1(i 1I 1mr I I1I bkr S, (utliled,, 	 trI,s Iti It,1 te 1 It a table, of 

conten ts 1'ul lifte IimmAl ret,rt, aind d(ev'lopet-d a Work Ialmi 

The tam winl ("ef! vied h )ut quetmliilam so (qt'Ier infdormatio o) tihte followi.inc topics: 

,i t )laIl nd 1wtl1,t1u otfl%IFROCOSI andi0 	 ( )rqo l sIr(tlre' atu S rr ('1 r1t1c:ri 

Its ur'ie tier %ire tel 	ll cI-Jismm) .1*n ylIrc 

S Nalltire of iR()C r,, t I( . acii(i lit-iiinld tih' rtra4lll(,il 	 mnin 
(.1!1114-dIn wA 	 i (',lt Ii w-o,,) out 

0 	 Substance of vach sudonaltion financed by PROCOSI and the 

proces ,' 1 whid it was designed, approved, monitored, and 
evoluated
 

0 Assessment of PROCOSI activities by field staff of member 
oiganihations 

Child Survival IV() Network Opeltional P~roram Grant, USAID/B Project No. 511
0601, January 27, 1988, Attachment No. 2, 1) 1 (1lereafter referied to as OPG.PVO.) 
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The remainder of the first wee" was devoted to interviews with PROCOSI staff and the 
personnel of member organizations. During the second week team members contacted 
representatives of government ministries, donor organizations, and the field staff of member 

organizations and visited selected field sites. (See Appendix C and D.) During the final two 

weeks the team reviewed documents, completed interviews, drafted the final report, and 

presented the principal conclusions and recommendations to the staff and members of 

PROCOSI and USAID. 
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2.1 

Chapter 2 

BACKGROUND AND ORGANIZATIONAL DEVELOPMENTS 

Background
 

Several private voluntary organizations (PVOs), primarily U.S.-based but registered and 
operating in Bolivia, had been discussing the advantages of establishing an association before 
USAID Invited a formal request for support sometime In late 1987. Four factors appear to 
have been Instrumental In the creation of PROCOSI: 

0 	 Some of the present members of PROCOSI were (and remain) 
members of the Bolivian ASONGS (Assoclacion de Organismos No 
Gubemamentales en Salud) movement.2 Although only loosely 
structured, it successfully demonstrated tle advantages of 
collaboration in avoiding duplicative efforts and enhancing the impact 
of individual activities. However, even as a forim for exchanging 
information, raising issues of importance to an expanding 
membership, and lobbying the Government of Bolivia for health 
concerns, the ASONGS movement was (and is)limited in Its ability to 
identify, support, and implement programs in common and has been 
tainted with an anti-government and, at times, an anti-religious bias. 
Still, membership in the ASONGS movement offered PVOs a 
foretaste of the benefits of fonnal association. 

* 	 As the number of PVOs working in health In Bolivia increased during 

the 1980s,' several of tihe U.S.-based PVOs expressed an Interest In 
ways to share common experiences. Ilowever, none of them 
thought a selparate organization was necessary The Idea of an 
association appears to have been generated by a growing awareness 
towards the end of the decade, especially among those with smaller 
budgets, that new appioaches were needed for obtaining funds and 
enhancing tihe benelits of lheir prograns. Sometime during August 

2 The following curtent memlwrs of PROCOSI were members of the ASONGS 

movement: Plan de Pad iints (Plan Intemaclonal), Save th Chil(en (SCR,Corporaclon de 
Salud Rural Andlia, CARl I'AS Boliviana, lltoyecto Concern, Meals for Millions (Freedom 
from I Itnqer Foundat r elief Services (CRS)on), anl 	 d Callollc 

According to the r ofl thlSe r(elaria (e (ooidinacion of the Minislerlo de 
Planeamlento ti ereare more than 0(() nn(l)vvi(nwiental otrgaliraltlons operating in Bolivia, 
more than i 20 are working in the health field 
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1987, a PVO network, represented by a rotating executive committee 
(REC),4 was established and given the tasks of Increasing 
coordination and communication among the PVOs engaged In child 
survival activities, and exploring sources of financing for Innovative 
and/or complementary programs. 

In December 1986, representatives from Private Agencies 
Collaborating Together (PACT) visited Bolivia and, after discussions 
with several U.S. PVOs who were members of PACT,' submitted a 
proposal for a network similar to what later became PROCOSI. It 
was to be a coordinating mechanism for the successful 
implementation of a child survival strategy in the health sector, and 
PACT was to provide the management and training expertise to 
make it effective. However, the directors of the PVOs concerned felt 
Inadequately informed about the cost, structure, and objectives of the 
proposed network, and decided to terminate discussions with PACT 
and develop their own proposal. 

PACT's discussions with the PVO directors coincided with the 
appointment of Paul Hartenberger as Deputy Chief of the Health and 
Human Resources Division (HHR) of USAID. USAID had been 
financing the activities of some of the larger U.S.-based PVOs 
operating in Bolivia, such as CARE, but was aware that smaller PVOs 
also were interested in getting assistance. It recognized the 
contributions they were making to child survival at the community 
level, but did not have the management capacity to monitor 
numerous small grants. 

In response to this circumstance, USAID encouraged the PVO directors to submit aproposal 

for an organization that would reduce the Mission's burden of funding and monitoring PVO 

projects, supporl the child survival activities of a large group of PVOs, avoid duplication and 

facilitate cooperation among them, and ensure that the norms and standards of the Ministry 

of Health (MOH) were closely followed. 

4The PVO/RLC was a committee of three members who met bimonthly. 

' Accordinq lo a memorandum of September 3, 1987, written by the PACT 
representalive, the following PVOs were members of and contacted by PACT: Save the 
Children, Project Concern International, Meals for Millions, CARE, and Esperanza. 
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2.2 Establishment of PROCOSI 

USAID reviewed proposals from both PACT and the PVO network In the fall of 1987 and 
approved the one from the PVOs. PROCOSI was formally established on January 27, 
1988, with the signing of the Operational Program Grant (CS.PVO.N-1),6 by USAID and 

Save the Children, the legal representative of the network. 

2.2.1 Purpose of PROCOSI 

The purpose of establishing PROCOSI as a permanent coordinating structure for 

organizations working in child survival programs was to: 

0 	 Strengthen and encourage collaboration among the MOH, indigenous 
PVOs, and bi- and multi-lateral organizations working In child survival 

0 	 Unify health information systems (HIS) to ensure rapid delivery [of 
services], and analysis of data, and appropriate [programmatic] follow
up action 

0 	 (Reduce] the duplication of services and conflicting educational 
messages by sharing resources and information, as well as by unifying 
educational content and materials 

0 	 Identify and support local technical assistance needs and (increase] the 

pool of local sources to address these needs 

0 	 Strengthen ties and participation with the National GOB Ministries 
working in child survival activities 

0 	 Support multisectoral activities and community development.7 

2.2.2 Principal Activities of PROCOSI 

In keeping with PROCOSI's principal role of enhancing the capacity of member Institutions, 

the OPG provided funding for 20 subgrants and an unspecified number of technical 

assistance activities. It stipulated a special procedure for the receipt, review, and approval 

6 Since the project was not an organization registered with either USAID/B or the 

Government of Bolivia, Save the Children agreed to accept legal responsibility for the OPG 
and to administer the grant as an activity of Save the Children. 

7 OPG-PVO. Attachment 2, pp. 4-5. 
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of applications for subgrant and technical assistance,8 and assumed that technical assistance 
would be a part of all subgrants. However, it did not define any indicators by which the 
quality and impact of the activities to be supported could be measured. Without these, 
PROCOSI has had difficulty promoting one activity over another and has compounded the 
difficulty of an outside evaluation. 

2.2.3 Budget and Organizational Structure 

The original budget was based on contributions of $579,000 in cash and kind from the 10 
PVOs and $1,677,000 from USAID over the three-year period of the project (January 1988 
to January 1991)." Table 1 shows the proposed distribution of these funds. 

Table 1 

PROCOSI Budget:
 
Summary of Cost Estimate by Source and Component
 

(in US$ 000's)
 

Components USAID Grant PVO Total 

Subgrants 553 298 851 
Technical Assistance 487 163 650 
Equipment, Materials 

and Supplies 61 20 81 
Prolect Monitor! ig 

and Evaluation 94 31 125 
Project Administration 387 67 454 
Administrative Recovery 

(SCF Overhead) 95 0 95 

Total 1,677 579 2,256 

Save the Children Federation (SCF) was authorized to manage the account and to make 
transfers to the secretariat authorized by the REC, essentially the executive committee of 
PROCOSIs board of directors. SCF was given full legal responsibility for implementing the 
OPG. 

8OPG-PVO. Attachment 2, p. 15.
 

9The USAID/B contribution is 74.3 percent and the PVO contribution Is 25.6 percent.
 

There is no overhead charged on subgrants. 
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Figure 1 shows the organizational structure of PROCOSI in January 1988. In some respects 

It is a very familiar corporate structure. The assembly (asamblea) consists of the 
shareholders and the board of directors (the member PVOs). The REC is the rotating 
executive committee of the board of directors and sets "policy and approves procedures and 

program operations." The secretariat (secretaria ejecutiua), comprising a general secretary 
- later changed to executive secretary (secretarlo ejecutlvo) - and four technical units 
(administration, multisectoral and community development, health, and programming and 

evaluation), is the operational center of the structure, with both line and staff functions. 

ASAMBLEA 

I IL 
COMITE FECUTIVO REP LEGAL 

ROTATORIO (CER) (SCF) 

SECRETARIA 
EJECUTVA 

UNMDAD A UNMDAD B UNMDAD C UNIDAD D 
ADMINISTRACION MULTIECTORIAL SALUD EVALUACION 

Figure 1 

Organizational Structure of PROCOSI:
 
January 1988
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The OPG's attempted definition of the authority and responsibility of each component of the 

organization was ambiguous. For example, the administrative unit was responsible for 
"completing all aspects of financial monitoring and reports submitted to USAID and the REC, 

as well as overseeing the reports of the subgrants."'0 At the same time SCF "had final 

decision-making power over all project disbursements."" In addition, the relationship 

between the REC and the general secretary was unclear. In several places the OPG notes 

that the REC should communicate with USAID and the MOH through the general secretary, 

in other places it leaves the matter of "policy determination and guidance of the project 

[exclusively] to the REC." And in still other places it directs the REC and the secretariat to 

act in concert.12 From the very beginning, therefore, the lines of authority and 

responsibility have not been drawn clearly and unambiguously.1 3 

2.2.4 Implementation Plan 

Apparently focused more on the outputs of the project than the way it was to be managed, 

the OPG emphasized the importance of specific performance targets, e.g., 15 subgrants 

approved in year two of PROCOSI operations. Still, recognizing that PROCOSI was an 

untested institutilon, the OPG required all project participants to spend the first six months 

developing the "necessary management and administrative systems. 1 4 

aRepresentatives of the 10 member PVOs, USAID, and the staff of PROCOSI attended 

project preimplementation workshop in May 1988 to discuss the uncertainties surrounding 

project management and to determine procedures for selecting subgrants and obtaining 

technical assistance." s The goals of the workshop were to: 

"'OPG-PVO. Attachment 2, p. 20. 

"Ibid. p. 18. 

Ibid., pp. 23, 19, 25. 

"Other examples could be cited, e.g., the fact that USAID assumed a "concurrence" 

authority for the selection of the Executive Secretary that it did not have under the OPG. 
These ambiguities led to problems during the early stages of project implementation as noted 

in the Coopers & Lybrand audit report of August 1989. See Coopers & Lybrand, Informe 
Final: Evaluation technico-administrative del ProQrama de Coordinacion en Supervivencia 
Infantil (OPG), pp. 27-30. (Hereafter cited as Coopers & Lybrand.) 

4OPG-PVO, p. 24. 

15 See the "Project Preimplementation Workshop Report: Rotating Executive Committee 

of the Private Voluntary Organizations for the Child Survival Project - Bolivia (PVO-REC)," 
May 12, 1988. Training Resources Group (TRG). 
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Clarify the roles, responsibilities, and functions of each component of0 

the organization 

* 	 Define the p'-cedures for presenting and approving applications for 
subgrants and the parameters for technical assistance 

Develop a system for communications between the secretariat and the 
PVO network 

0 

* 	 Establish agreements among the staff of the technical areas 

* 	 Develop a work plan (plan de accion) for the next six months 

The deliberations at the workshop produced the following agreements: 

1. SCF was given responsibility for all project financial commitments with authority 

to countersign checks and subgrants. It agreed not to challenge any technical or 

administrative decision taken by the REC. 

2. The REC was given authority to approve quarterly budgets, to approve and 

ensure compliance with administrative procedures, to approve or deny funding 

requests submitted by the general secretary, and to mediate between the general 

secretary and members of the network. The REC agreed to allow the general 

secretary a "high level" of decision making and to delegate functions to the secretariat 

after policies and administrative and financial procedures had been clearly established. 

The REC also agreed to respect the "normal chain of command" through the general 

secretary to the staff. 

3. The General Secretary, now called the Executive Secretary (Secretario 

Ejecutivo), was given the authority to set up office procedures and manage daily 

functions, to supervise programs and unit heads, to recommend approval for 

technical assistance and subgrants, to monitor technical assistance services, to 

generate financial and program reports to the REC, to develop annual and quarterly 

work plans, and to seek additional sources of funding. 

Among the several recommendations fcrmulated at the close of the workshop, the 

recommendation that the assembly and the REC delegate authority to the general secretary 

without second guessing his actions Is of particular interest. 
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2.3 Key Organizational Developments to Date 

The development of PROCOSI can be divided into two periods. The first period, from 

January 1988 to the winter of 1989-90, was marked by the emergence of astrong executive 

secretary, little Involvement of the shareholders, and modifications In the secretariat. The 

second period, from September 1989 through the workshops at Cochabamba (January 

1990) and Coroico (February 1990) to the present, has been marked by a change In 

management, increased Involvement of the REC, modifications in the organizational 

structure, the development and incorporation of new administrative procedures, and the 

definition and Implementation of organizational work plans. 

2.3.1 Organizational Start-up: May 1988 to September 1989 

PROCOSI was formally launched with the preimplementation workshop in May 1988. From 

then to August 1989, it negotiated additional funding ($375,000 over three years from the 

PL-480 Title III secretariat), expanded and changed the line units of the organization,16 and 

received Its first subgrant request. With support from the PRITECH project, the Unidad de 

Apoyo en Comunicacion y Educacion and the Centro de Documentacion del Programa were 

added. In August 1989, PROCOSI, as required by the OPG, was audited by Coopers & 

Lybrand, which noted serious deficiencies in Its operations. 7 The REC asked for and 

received the resignation of the executive secretary and began to play a more active role In 

the affairs of the organization. 

2.3.2 	 Organizational Development (Planes de Acclon): September 
1989 to the Present 

In September 1989, in the Interim between executive secretaries, PROCOSI produced its 

first Plan de Accion (work plan) covering the period September - December 1989. This 

plan, produced by PROCOSI technical staff under the direction of the head of the planning 

and evaluation unit, the interim executive secretary, appeared after a period of organizational 

crisis and responded to the concerns expressed in the audit report. It largely reconfirmed 

PROCOSI's organizational structure-with a slight modification (Figure 2)-and the 

relationships and functions of the units, as well as the procedures for the management of 

subgrants and technical assistance. It emphasized the subgrant component and focused on 

completing the review, confirmation, financing, and start-up procedures of all the subgrants 

then in various 	stages of preimplementation. 

16 At the start 	of the project, the t'nldad de Salud was headed by the Child Survival 

Fellow from Johns Hopkins University. In October 1988, a Bolivian physician, financed by 
PRITECH, was named to head the unit. 

'7 Coopers & Lybrand, pp. 7-8. 
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The work plan for 1990 was outlined at the evaluation and planning workshop in 

Cochabamba (January 29 - February 3, 1990), attended by representatives of the member 

PVOs, PROCOSI staff, including the new executive secretary (appointed in November 1989) 

and USAID.'8 Guidelines were drawn up for PROCOSI's principal program components, 

and the need for more effective intra- and extra-institutional coordination and communication 

was recognized. Information systems, subgrants, technical assistance, educational materials, 

technical information exchange, and training were identified as priority program areas. 

The work plan tor 1990 was developed by PROCOSI staff at a subsequent workshop at 

Coroico, February 20-23, 1990,'9 which also addressed team-building. This work plan 

gave considerable emphasis to the identification and Implementation of "coordination and 

communication" activities, without assigning responsibility for these activities, in contrast to 

assigning responsibilities for subgrants, technical assistance and training, and documentation 

services. This work plan is the basis for the activities carried out by PROCOSI staff from 

March 1990 to the present. 

"' See Centro lnterdisciplinario de Estudios Comunitarios (C.I.E.C.), Informe del Taller 

de Se.ulmlento del Procrama de Coordinacion en Supervivencla Infantil. La Paz: 15 de 
febrero de 1990. 

9 Ibid. 
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Chapter 3 

ORGANIZATIONAL STRUCTURE AND ACTIVITIES 

Organizational structures are created to facilitate the Implementation of the principal Internal 
and external functions of institutions. The organizational structure expresses the founders' 
best guess of what might be required to achieve the purposes for which the organization was 
established. Over time, as the needs of the clients change, or the organization discovers that 
actual needs are different from those originally defined, or the vision of the leadership 
changes, organizational structures are modified. These changes are natural and ensure that 
the organization continues to be viable and functionally effective. 

The history of PROCOSI is neither unusual nor uncharacteristic. It was created as an 
umbrella organization to strengthen the institutional and programmatic capacities of member 
PVOs engaged in the design and implementation of child survival activities. As an institution 
embracing many autonomous organizations, each with its own policies, procedures, 
structures, objectives, and programs, it has faced a greater than normal degree of complexity 
in its own organizational development. 

At Inception, USAID, the membership, and the secretariat undoubtedly had high 
expectations, although in spite of the preimplementation workshop, no one took the time 
to resolve the ambiguities in the OPG or to define organizational goals and structures. 
Consequently, none of the structures proposed in the design stage of the project was 
questioned or modified. 

At project launch, little attention appears to have been given to building an organization with 
the institutional structures and procedures to provide the services desired by the membership 
and other clients. The primary focus seems to have been on carrying out program activities 
and achieving some degree of sustainable operations, e.g., acquisition of the printing press. 
However, even here the performance record is uneven to poor. 

Consequently, it was not surprising to learn from the Coopers & Lybrand audit that after a 
year and a half of operations the financial systems were deficient, the personnel registry was 
Incomplete, the filing system was disorganized, work plans and budgets were undeveloped 

20 The description and analysis of PROCOSI that follows is based on the WASH 

publication entitled Guidelines for Institutional Assessment Water and Wastewater 
Institutions (WASH Technical Report No. 37, February 1988). While the WASH report 
gives special emphasis to assessing the characteristics of institutkcns in the water supply and 
sanitation sector, the hallmarks of good Institutional performance are common to other 
sectors as well. It should be noted that only seven of the nine characteristics discussed in the 
WASH report are discussed here. 
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3.1 

or largely Ignored, and organizational manuals were unavailable. The audit was a severe 
Indictment of PROCOSI, a dark day that led the board of directors to change the 
management. At the same time, it may have been the single event that prompted the 
membership to Invest the effort necessary to make PROCOSI an effective Institution. The 

recommend, tions in the audit report, reviewed and reformulated at the workshop at 
Cochabamba, have been the basis for organizational development in the recent period. 

Organizational development takes place over time. PROCOSI really began to function 
effectively only after the Coopers & Lybrand audit (August 1989) and the Cochabamba and 
Corloco workshops. This isnot to suggest that ambiguities, tensions, and deficiencies do not 
remain, and that the expectations of all have been fulfilled. It Is to emphasize that 
organizational development at PROCOSI is very recent and that a long road lies ahead. 

Organizational Autonomy 

Autonomy isa measure of the extent to which an Institution is able to conduct Its own affairs 
with minimum outside control. It Is the power to make decisions regarding budget, revenues, 

hiring levels and control of personnel, pay and incentives, institutional policies, organizational 
goals, and the planning and execution of program activities. 

At the moment. PROCOSI iswholly dependent on USAID and Its autonumv is limited by the 

financial support, proram directives, and proceduial regulations that USAID provides. 
Although USAID and PROCOSI like to mention that a portion of the current budget comes 
from PL-430 funds, which ar, controlled by the Government of Bolivia, PL40 relies on 
resources gencrated by the .- le of U.S. commodlities unKc.r thuw Title ill proqram Without 

the financial support of USAID, PROCOSI would cease to operate 

The current budget (Table 2) reflects amendments to the OPG, including an extension of the 
project completion (lale to July 31, 1991 , resources from PL-480, and support for a Vitamin 
A project. 
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Table 2 

PROCOSI Budget - September 1990 
(in US$ 000's) 

Categories USAID PVOs Vitamin A PL-480 Total 

Assets 86.0 0.0 0.5 25.0 111.5 

Program Costs 856.0 92.0 13.0 33.0 994.0 

Subgrants 545.0 125.0 83.0 35.0 788.0 

Overhead 133.0 0.0 3.5 0.0 136.5 

Total 1,620.0 217.0 100.0 93.0 2,030.0 

These figures do not agree with USAID's Amended Financial Plan (May 1990) because the 
administrative costs for USAID have not been Included Also, the PL-480 grant of 300,000 
bolivianos ha'; been convenled at the rate of $1 - 3 25. bolivianos, the rate In effect !n 
October 1990 It is also wolth notingq tht the PV0 contibution Is only 13.3 percent, 
almost 50 lp,,cent le,, than inI the or inal bUdqet (rTabli 1) These figures, more than ally 

other indttr, ('e1h1phaste the deqree to whicl PROCOSI is dependett on UISAID support, 

th e th u10-to-date are 
PROCOSI iad sl 'nt tI e .rnou:its slruw.,i1till "rble:3They include contributions in Mid from 
the paticilxloing PVOs ' 

Throulh June 1 )990, morntl fo(r which most fiqufes availlable, 

tIl.roted that all %ttqintamounts lov 
of ,hinte 30, 149(0 J he ele,thve40o llnplhear n%e'xlkr-tituis Ako. i e the VitamIn 

71 ItsholrtIw en obligted but not disbursed as 

A pirofrt wi%apl~~fkve onl ti .Jit 1119,) N )'5 i.w teti tIlled Durin) 10i 

R[EC netti)'l it.Jamu109 I )t. It won(1 'TrWtIA 1'1.1h.nt .It l rl . -A1 uI) fof !IW 

coti butlot itI) ( I ty the dit, edt o f lit-e Inetn I'VO 
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Table 3 

PROCOSI Expenditures - June 1990
 
(in US$ 000's)
 

Categories USAID PVOs Vita. A PL-480 Total
 

Assets 83.6 0.0 0.0 24.8 108.4
 

Program Costs 536.8 19.3 0.0 9 " 565.6
 

Subgrants 55.0 163.8 0.0 0.0 218.8
 

Overhead 56.0 0.0 0.0 0.0 56.0
 

Total 731.4 183.1 0.0 34.3 948.8
 

It is noteworthy that the member PVOs have given in time more than the amount required 

in the revised budget. The comparison of expenditures against the budget in shown is Table 
4. 

Table 4 

Comparison of Expenditures vs. Amended Budget 

% of Line Item Spent % of Line Item Spent 

vs. Budget Line Item vs. Total Budget 

Categories 

11.4Assets 97.9 

Program Costs 59.9 59.6 

Subgrants 27.8 23.1 

Overhead 40.9 7.7 

Tables 3 and 4 do not include the obligations for subgrants but do suggest that PROCOSI 

is doing a good job of managing program costs. Actual expenditures through June 1990 for 

this line item are slightly below budget projections, I.e., 59 percent vs. 62 percent. Present 

monthly program costs, covering salaries and benefits, administrative expenses, and technical 

assistance, are approximately $30,000 (Table 5). 
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Table 5 

PROCOSI: Monthly Program Costs 
(Average: January to June 1990) 

Personnel $14,000 
(salaries/benefits) 

Administration 4,400 
(rent, comm., etc.) 

Other Direct Costs 12,500 
(TA, workshops, materials) 

Total $30,900 

However, PROCOSI does not meet the total cost of operations. The PRITECH project, a 

USAID-financed child survival activity Indiarrheal disease control, pays the salaries, benefits, 

and other costs for two of the six secretariat staff. This contribution amounts to 

approximately $6,500 per month (Table 6). 

Table 6 

PRITECH Contribution to PROCOSI Program Costs 
(Average monthly: 1990) 

Personnel $ 3,500 
(salaries/benefits) 

Administration 0 
(rent, comm., etc.) 

Other Direct Costs 3,000 
(TA, workshops, materials) 

Total $ 6,500 

It Is Important to noteth tirend In program costs ovr the 30 months of the project. 

As Table 7 shows, awiiqe monthly costs Ir.,'e;ived 125 petcnt from 1988 to 1989 bu, 

only 41 percent from 1989 to 1990. A rapid Inclea"se in)lrograill cots In)tile early years 

of the project is not unexpected. Ilowever, given the amount of this line Item remaining In 
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the budget ($428,350)and the 13 months until project completion (July 1, 1990 to July 31, 
1991),2 PROCOSI cannot Increase monthly program costs by more than 7 percent. If 
costs remain at the existing or a slightly higher level, the funds available should be 
sufficient.

2" 

Table 7 

PROCOSI: Average Monthly Expenditures for Program Costs 
(By Year: January 1988 to June 1990) 

1988 1989 1990 

Personnel $ 4,300 $ 7,615 $14,000 
(salaries/benefitF) 

Administration 2,360 4,210 $4,400 
(rent, comm.,etc.) 

Other Direct Costs 3,050 10,020 $12,450 
(TA,workshops, materials) 

Total $9,710 $21,845 $30,850 

USAID has given the directors and management of PROCOSI considerable latitude to make 
decisions within the limits Imposed by tie budget and USAID regulations. For example, they 
have been permitted to make changes inthe organizational structure, including the roles and 
responsibilities of the principal divisions (Figures 1-3). USAID isto be complimented for 
taking a concerned but hands-off approach. The directors, management, and staff of 
PROCOSI recognize and compliment USAID for being supportive without being Intrusive. 
The managerial approtch employed by USAID gives PROCOSI maximum authority to make 
decisions and to set policies, albeit within USAII's rules and regulations and, as noted below, 
the policies and procedures of SCF. At the same time, the directors and management 
recognize that this managerial approach is unique and couJd be altered radically by achange 
in direction at the Ilealth and Iluman Resources Office of USAID. 

22 Since the mot recent figures are only through June 1990. the projections are based 
on a 13.rntiiih pertixi It I- regrettable that SCF's financial systems cannot generate more 
up todatfe informationl 

;"Accordinq to SCI firnancial stitements. $428,350 remalned for program costs on June 
30, 1990 If aver,wi monthly expenses cran be kept just below $33,000, an Increase of 
$2,.)5 per month (7 pemrcen), IPIOCOSI should have sufficient funds to rnaintaln the 
cturrent level of operation%over the remilninq months of the project If properly managed, 
the fuinds may allow IROCOSI to add one or two new staff members, 
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Beyond dependence on USAID, PROCOSI faces three other problems. The first is that 
PROCOSI is a project. not a registered PVO, for which SCF has full responsibility. Most of 
its staff are SCF personnel, and Its organizational policies and procedures reflect those of 
SCF. Early differences between the secretariat and the management of SCF were resolved 
largely because SCF took firm financial and administrative control toward the end of 1989. 

To reduce its dependence on USAID and SCF and gain greater autonomy, the membership 
has proposed making PROCOSI a locally registered, Independent PVO (personerlaJuridica). 
Articles of incorporation and bylaws have been drafted, discussed and amended during the 
weekly REC meetings over the last six months,24 and have been sent to PVO offices in the 
United States for review and adoption. These actions signify the members' satisfaction with 
the services of PROCOSI and their willingness to share legal and fiscal responsibility for the 
organization. A new entity composed of tie present members and perhaps adding others 
over time could become a forum in which common positions are formulated and presented 
to the Government of Bolivia and others.s Perhaps the greatest significance of the steps 
to obtain a personeria juridica is that they signal an awareness that PROCOSI must be seen 
as a local organization, rather than an American institution, and must free itself from 
dependence on a single donor. 6 

The second problem it faces is the perception that it is a network of U.S. PVOs carrying out 
U.S. policy. It must acquire the status of a national PVO and, more Important, open 
membership to Bolivian PVOs (Fundacion San Gabriel has been considered). Any measures 
that PROCOSI can take to "Bolivianize" its operations should increase its acceptance, shield 
it from anti-American criticism, and ensure its long-term viability. 

Finally, PROCOSI is relevant as a network of PVOs only as long as the needs of Its members 
are served. At the moment, each member is satisfied that PROCOSI is doing this to varying 
degrees. The current directors of the PVOs are committed and experienced professionals 
who respect one another. All this could change with changes of directors. Registering as 
a local PVO may be one way to minimize the potentially adverse effect on operations of the 
arrival of a PVO director with different ideas. 

24 See the Actas Reunion CER, April-June 1990. The CER (or REC) is composed of four 
Directors for the member PVOs. Each director serves for one year, during which s/he also 
serves a four-month period as the spokesperson for the REC. (See Appendix J. PROCOSI: 
Rotation of the REC - 1990/92.) 

24 For example, PROCOSI has taken a lead in conveying to the GOB the membership's 

position on the recently presented conuenio marco, the document that defines the conditions 
under which non-Bolivian PVOs can operate in Bolivia. 

"6The Acta Reunion CER of May 7, 1990, very clearly expresses the REC's conviction 

that It Is "not healthy for the organization to rely on only one source of finance, i.e., USAID." 
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3.2 Leadership 

Along with autonomy, leadership is essential to organizational success. It is the ability to 

define the organization's mission, to inspire others with enthusiasm for it, and to muster the 

energies to accomplish it. Leadership creates the systems and procedures to ensure that all 

involved are working to achieve the same objectives. It does not reside only in top 

management but permeates all levels of the organization. 

PROCOSI has three levels of leadership: policy and program leadership provided by the 

Assembly and the REC; managerial and administrative leadership provided by the executive 

secretary and also by SCF currently; and technical leadership provided by the unit heads and 

consultants. Before the workshops at Cochabamba and Corolco, there was no clear mission 

The levels of leadership were imperfectly meshed, and tension characterized theirstatement. 
Yet the evidence frominteractions. Frustration rather than satisfaction seemed to rule. 


Interviews and documents confirms that, irrespective of the level of responsibility and
 

authority, most people worked hard, demonstrated personal integrity and professional
 

competence, and maintained a positive attitude.
 

PROCOSI the secretariat 27 
The definition of the mission of and the role of greatly 

improved the prospects of harmony among the levels of leadership. All levels appear well

equipped to execute their responsibilities. The REC, the executive committee of the 

Assembly, consists of dedicated professionals who have been able to project a vision of the 
The executive secretary hasorganization in terms of the needs of its individual members. 

taken to heart the findings of the Coopers & Lybrand audit, as well as the results of the 

Cochabamba and Corioco workshops, and, with the assistance of SCF, has begun to develop 

administrative and managerial procedures to facilitate the work of the technical staff. At the 

27 Mission Statement: PROCOSI Is a network of PVOs that carry out and/or support 

Child Survival Projects in Bolivia. PROCOSI promotes the Institutional strengthening of Its 

members through the activities of coordination, technical assistance, training, and studies. 

At the same time, it channels financial resources to support the programs of the members 

that benefit the women, children and communities of Bolivia. PROCOSI affirms the dignity 

of each individual, his cultural values and his self-realization. 
Role of the Secretariat: The Secretariat is the operative body that contributes to the 

It promotesrealization of the sentiments expressed in the Mission Statement of PROCOSI. 
It formulates creative andthe institutional strengthening of the members of the network. 


Innovative strategies and actions through a process of mutual feedback that addressed the
 
See Centro Interdisciplinarlo denecessities and priorities of the members of the network. 

Estudios Comunltarios, Informe del Taller: Desarrollo de Equipo-Programa de Coordinacion 
La Paz: 9 marzo de 1990, p. 24, anden Supervivencla Infantil (PROCOSI), (Corolco) 


Centro Interdisciplinarlo de Estudios Comunitarlos, Informe del Taller de Seuimlento del
 

Proqrama de Coordinaclon en Supervivencla Infantil, (Cochabamba) La Paz: 15 de febrero
 
de 1990, p. 40.
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same time, the technical staff have begun to adapt their working style to accommodate the 
needs of the members. 

While these are positive steps, much remains to be done to build effective collaboration, 
especially between the REC and the technical level and between the executive secretary and 
the technical level. The plan of action seems overly ambitious and not especially well focused 
on the mission statement. As it stands, the plan is presented by technical areas without a 
clear focus on collaboration among the technical units and between them and the executive 
secretary and the REC. It appears to continue the operating styles of Individual professionals 
rather than to respond to the spirit of the mission statement and to the needs of the principal 
clients. These findings suggest that the plan might be divided into three sections: 

Primary Tasks - grouped by technical assistance activities designed to serve 
specific members, e.g., material development, or subgrants 

Secondary Tasks - grouped by activities designed to serve the entire 
membership, e.g., workshops or seminars 

Other Tasks - e.g., assistance to the Ministry of Health, preparation of a 
PROCOSI brochure, etc. 

The REC exercises tight control of the decisions and actions of the executive secretary, who 
appears to have little authority to deal with even routine administrative and program matters. 
This degree of oversight is understandable in the light of the experience during the 
administration of the former executive secretary. But the excessive Involvement of the REC 
undermines the role of the executive secretary, sends unsettling messages about his authority 
and responsibility, and prevents him from implementing managerial practices that reflect 
PROCOSI's mission. There Ishope that the executive secretary will be given greater latitude 
as clearer administrative and financial procedures are established and the REC comes to have 
increasing confidence in his ability to lead. 

It may also be worth recording a point, made by several of those Interviewed, about the 
difficulty of developing leadership at PROCOSI. The problem may be traceable to the 
cultural differences between the members of the REC, most of whom are Americans, and 
the executive secretary, who also is an American, and the technical staff, who are largely 
Bolivian nationals. Part of the struggle to implement effective leadership can be ascribed to 
different perceptions of what constitutes leadership and how it should be exercised. At a 
minimum, this issue should be raised and discussed in a future workshop. 
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3.3 Management and Administration 

Management is the complex task of organizing people and resources to perform the work 

cf the organization. Administration consists of the policies and procedures that regulate and 

guide the actions of management. These were the two areas most heavily criticized in the 

audit report, which identified a problem common to other PVO umbrella organizations. 8 

The REC, operating through the executive secietary, has found It difficult to manage the 

developed management and administrative systems.technical staff without properly 
Noticeable progress has been made since the audit and the Cochabamba and Corioco 

manifested in staff meetings held regularly and the documenting ofworkshops, as 
discussions. But the managers of individual technical units still lack a clear sense of their own 

and other managers' roles and responsibilities. 

The organizational structure and administrative system, while an improvement over what was 

in place previously, do not encourage effective communication and cooperation among 

between the technical staff and the executive secretary. Activities aretechnical staff or 
planned and executed within units without any request for advice from other units or outside 

With the exception of oneconsultants, and teamwork, though improving, is far from good. 

or two units, e.g., Centro de Documentacion, managers do not have goals that mesh with 

the organizational mission or establish program priorities and define, budget, and monitor 

the tasks that address those priorities. 

The recently proposed change in the e.-ganizational structure (see Figure 3) was an 

encouraging sign of PROCOSI's awareness that a reorganization Is needed. Moving 

administration from a line to a staff function and focusing its efforts on the development and 

monitoring of systems that support the technical units and the office of the executive 

secretary offer the promise of Improving internal operations. At the moment, there are 

numerous procedures for ordering supplies, tracking the movements of staff, making phone 

calls and photocopies, and documenting monthly expenditures against the $10,000 revolving 

fund provided by SCF. But there are no efficient systems for personnel, budgeting, 

accounting. and inventory control. The authority of the executive secretary to act is limited 

by the relationship between PROCOSI and SCF, which Ineffect retains all administrative and 

financial responsibility. 

2 See United States Agency for International Development/Latin American and 

Caribbean Bureau, Final Report: Evaluation of Experience of USAID Missions with PVO 

Umbrella Groups In Cost Rica, Guatemala, Honduras and Haiti. (Prepared by Checchi and 

Company Consulting, Inc.) January 6, 1989, p. 3; and Coopers & Lybrand, pp. 51-56. 
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3.4 

In some respects, the administrative deficiencies are the result of a project design that did not 
clearly define the responsibilities of the administrative unit and the relationship between that 
unit and SCF. SCF in turn was less than diligent at the start of the project in meeting its 
obligations to support PROCOSI with the appropriate financial and administrative systems. 
Only within the past year, following a change in its own management and the Coopers & 
Lybrand report, did it discover the Inconsistencies between SCF and PROCOSI systems and 
begin to remedy them. 9 In the coming months, as its members attempt to secure a 
petsonerlajuridica for PROCOSI, SCF must ensure that the appropriate administrative and 
financial systems are operating before it bows out. This implies that PROCOSI has a well
qualified accountant and that the administrator and his assistant are made thoroughly familiar 
with these systems as soon as possible. 

Article 20 of the proposed articles of incorporation for PROCOSI declares that one member 
of tie assembly should be elected to serve as controller for a period of two years, reflecting 
the assembly's understandable desire to exercise effective oversight of PROCOSI. But this 
might not be the best idea. An alternative would be to invite an executive of a local bank or 
audit firm to volunteer to serve in this capacity. This person might not have the orientation 
and experience of a PVO director, but would have the professional competence that 
PROCOSI needs to sustain its administrative and financial operations. 

Commercial Orientation 

Commercial orientation is ameasure of the degree to which an orgarization's operations are 
driven by cost effectiveness and efficiency. At the moment, it is not one of PROCOSI's 
hallmarks. Although the work plan has budgets for individual tasks, unit heads have no 
system to monitor expenditures against approved budgets. Indeed, the budgets for technical 
assistance, for example, are only crude estimates of costs other than staff salaries, benefits, 
etc. There is no system to compare the cost of one type of technical assistance activity with 
another, e.g., training and studies, or to arrive at an accurate cost of any technical assistance 
activity, e.g., developing educational materials. 

As PROCOSI moves toward acquiring apersonerla Jurldlca, itwill have to document Its cost 
effectiveness to attract donor support. It Isnever likely to be financially self-sufficient but can 
become a center of excellence for providing cost-effective services. 

9 While managerial and administrative deficiencies were first thoroughly documented In 
the Coopers & Lybrand report (August 1989), the assembly meeting on April 26-27, 1990, 
still recognized the need to Improve these systems, especially financial systems. 
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3.5 Client Orientation 

Client orientation is a measure of the success in providing services that clients find 
acceptable. Until recently, PROCOSI staff had an unclear idea of the priority it should give 
its potential clients, namely, the PVO members, other PVOs, the Ministry of Health, and 
USAID. The Cochabamba workshop and organizational changes (Figure 3) have been 
largely Instrumental In creating an awareness that the members of the network are 
PROCOSI's principal clients. The directors of the PVOs and their field staffs confirmed that 
PROCOSI staff have done outstanding work by providing Invaluable technical assistance 
when requested. The praise was universal. 

PROCOSI staff must walk a fine line between responding readily to the individual requests 
of member PVOs and initiating measures that benefit its clients. While each Individual 
institutional member of PROCOSI has a singular view of its objectives, the development 
needs of Bolivian communities, and the role that PROCOSI should play, PROCOSI staff may 
at times be in the best position to define those elements that the membership and other 
clients, e.g., MOH, have in common, and to propose and carry out activities, e.g., training 
workshops, seminars, that may be for tile benefit of all. It is this observation that underlies 
the suggestion made earlier that PROCOSI staff develop a three-tiered work plan, of tasks 
that first address the individual needs of members (technical assistance and subgrants) then 
their needs in common, before addressing the needs of other clients, e.g., the MOH and 
USAID. 

Many PVO directors complained that the MOE] is not a primary client but continues to enjoy 
the services provided by key staff members. These services give PROCOSI access to and 
credibility with the MOHt, and give the MOH information on PROCOSI and PVO activities, 
as well as some much needed and highly appreciated technical assistance. The relationship 
is valuable and should continue but under one or more of these four suggested guidelines: 

Since PROCOSI needs to keep abreast of MOI- policies, norms, and 
standards on child survival, it is important to maintain routine contact 
and to report information to the membership. 

When child survival policies and programs are being revised, 
PROCOSI should participate in the deliberations. 

Since the MOlI Isa key supporter of PVO child survival activities and 
recognizes that these organizations are necessary to complement its 

health services, PROCOSI should provide routine reports on these 
activities. 
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3.6 

* 	 Since the MOH is eager to upgrade the technical capacity of Its staff, 
PROCOSI should include MOH personnel In its workshops and 
seminars. 

If these or similar guidelines are followed, the relationship between PROCOSI and the MOH 
will be seen as benefiting member PVOs. 

USAID 	was rarely described as a client by those interviewed but Isclearly the reason for the 
very survival of the organization. Therefore, it is Incumbent on PROCOSI to make certain 
its priorities are addressed. Beyond ensuring compliance with USAID regulations, PROCOSI 
has two responsibilities. Since it was established to facilitate the transfer of resources to 
PVOs and strengthen their capacity to deliver child survival services, it must be able to 
document the extent to which these objectives have been achieved. PROCOSI must also 
promote what USAID considers the most appropriate activities for the PVO membership, 
closely adhering to the goals set by USAID. 

Technical Capability 

Technical capability is a measure of the organization's competence as reflected by the 
technical work performed by its skilled employees and also by outside consultants. 

The technical staff of PROCOSI appears to serve management well by defining and 
executing sound technical work."0 The professionals are highly regarded and considered 
capable of upgrading the skills of the staffs of member PVOs who welcome their visits and 
technical advice. For example, the work of the Unidad de Communicacion y Educacion was 
warmly praised by the staff of FHI working in Tomas Frias. 

Several PROCOSI staff members expressed a keen interest in attending training courses in 
Bolivia and overseas, to bring them abreast of the latest information in the field. 

But there Is little evidence of collaboration and frequent exchanges among the PROCOSI 
technical staff at the field level. Technical assistance and subgrant activities, once assigned 
to a specific unit, are well executed but rarely conducted with assistance from colleagues in 
other units. When technicians from other units are called upon, their own work plans hinder 
a timely response. Consequently, units seldom work together or even exchange information. 
The organizational structure, in which all units are autonomous, may in part be responsible 
for encouraging this isolation. The organizational arrangement suggested in Figure 4 may 
remedy the present situation and foster closer collaboration. 

30 For 	 the purposes of this section, no distinction is made between PROCOSI staff 

members paid by the PRITECH grant and those paid by SCF through the OPG. 
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4.1 

Chapter 4 

PRINCIPAL ACTIVITIES 

Technical Assistance 

Twenty-nine percent, or $650,000, of the original OPG was assigned to technical assistance, 
which Is considered an Important project component whose goal is to strengthen the 
effectiveness of PROCOSI's member organizations in delivering child survival services. 
Technical assistance reinforces USAID's effort to standardize training and information 
materials for public and private sector child survival programs, and integrate maternal and 
child nutrition education with food distribution/ORT/g it,,vth monitoring programs. 

Technical assistance is expected to: 

* 	 Improve the village-level training of health workers, teachers, and 
members of community health committees 

0 	 Upgrade the management skills of core PVO personnel 

0 	 Support innovative community health and nutrition education 

0 	 Sustain local institutions that can assist tie recipients of subgrants 

0 	 Improve collaboration among PVOs and the MOH in training 
activities 

The costs of technical assistance services are dlfficuit to determine, since the amended budget 
does not require SCF to provide a breakdown. The most recent expenditure statement 
(March 31. 1990) lumps together personnel, administrative, and other direct costs in the 
"program cost" category. 

Technical assistance in filis project has two components: a number of "technical consulting 
supports," and "training" for member PVOs and related Institutions. Project documentation, 
however, generally refers to consulting support as "technical assistance," and this report will 
follow that nomenclature 

Technical Consulting upport is provided in three ways: 

Direct support to suihgrants (eq., assistance with revision of 
proposals, project start-up seminars, consultation and training in 
support of project components) 
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Assistance to Individual ineftutions (e.g., design and Installation of an 
accounting system, elaboration of an annual nutrition plan, assistance 
with the selection and contracting of an anthropologist, financing of 
a program evaluation) 

9 

Assistance to all network members (e.g. workshops and conferences, 
meetings for special interest groups, presentations by specialists from 
the CDC and other institutions). 

0 

PROCOSI also jointly sponsors activities and training with the MOH and UNICEF in which 

network members generally constitute most of the participants. 

A request for assistance generally ismade in a phone call to the executive secretary or one 

of the technical staff and followed by a formal letter. A member of the staff is assigned to 

tile task, or an outside expert, selected from a list of local consultants, Ishired if no one on 

tile staff has the required expertise. A review of the records showed that in most cases the 

staff had the skills needed and that few, if any, requests had been rejected. The dramatic 

surge in requests since the early days and the anticipated increase in the immediate might 

well surpass PROCOSI's curtent caplcities but are a tribute to the confidence of member 

organizations in the quality of its services. 

"Therange and variety of these services (Appendix E) is so broad - undoubtedly reflecting 

the needs of its nembers - that it Is difficult to evaluate PROCOSI's effectiveness. Its 

popularity is obvious among both member institutions and Institutions outside the network. 

But there is no mechanism for evaluating either individual technical assistance tasks or the 

component as a whole It has drafted norms and criteria for assessing its technical assistance 

and research projects that are broad enough to accommodate a wide variety of requests. 

Some simple forms designed for requesting technical assistance and evaluating the assistance 

provided have hardly been used. 

The technical assistance component appears to be meeting the diverse needs of PVO 

members, but not as a result of any fonnal needs assessment It lacks a focus that would 

permit identification of goals, establishment of priorities, and evaluation of results. LEach unt 

sets Its own priorities - a situation of particular concern now that the ever-increasing 

number of requests is threalening to overwheln the resources of the staff. The need to 

develop a focus and to establish a ranking of priorities is essential as PROCOSI begins to 

consider expandinq its membershi; 

Trainirnl. the otliwr component of lROCOSI's teclid(,l asistance !,ervices', has ben 
Identified by its membe'rs as a priority at almuost all levls Tiw coinmunicistio ald educatIon 

unit has the plmnary role, but other units also carry out trainr.li and education Traininr 

assistance Is requested in the %arne manner as lechnical consulling suplxrt, but In dkdltlon 

to responding to specific requests, the staff piopn'e trwining sessions and seminars on their 
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own, frequently because of observations made during field visits. Member PVOs are then 
consulted to confirm interest. If the response Is positive, a seminar Isorganized and PVO 

members and others are invited to attend. 

Seminars and workshops have been conducted on themes such as "Health and Strengthening 
of Water Systems," "Techniques of Radio Education," "Experiences in Rural Development," 
and "Production of Regional Educational Training Materials." Through September 1990, 34 
workshops and courses have been organized.3" 

There has been little formal analysis to determine training needs. However, responses to a 

recent questionnaire sent to the network by the program and evaluation unit indicate that 

priority areas for training are prolect design and management, management of PVOs, social 

marketing for health, and health information systems. The evaluation team also found a 

strong interest in training techniques (training of trainers). With the exception of several 
workshops on health information systems - a special project being implemented by 

PROCOSI for its member organizations - training ha- been conducted Invery few technical 

areas. 

A serious weakness of the training component is the virtual absence of follow-up and 
evaluation, which makes it difficult for an outside evaluator, and for PROCOSI and its clients, 
to assess the impact of training efforts. Indeed, It is difficult to evaluate the effectiveness of 

the training component itself. One problem is illustrated by the workshops conducted In 

collaboration with an external orglanization and attended by a number of PROCOSI 

members [he workshops were intended to produce materials to be used in the field by 

trainees ]he extemnal agency was enhusted with this task, but after one year has not yet 

come up with anything This delay has seriously undermined the effectiveness of the 

workshop Without materials the trainees cannot practice their skills and are losing the 

proficiency acquired during training More important, the client communities are being 

denied thv intended b',nefits Collaboration with external organizations is Important and 

should be encouraqed But this example emphasizes the need for establishing criteria under 

which PROCOSI should collaborate with other organizations in tile provision of technical 

assistance 

A review of wotrkhlop reports and designs and comments from the field suggests that some 

training 'vents hav' attempted to cover too much material, leaving Insufficient time for 

question, practice, and reinforcement to en-ure that the skills learned are properly applied 

In the field the cost and effort of bringing people in from many regions explain why 

organizers are anxous to gel as much as possible out of an event. But the result can be that 

the [t1rlcil ants, .aliularly those for whom the course concepts are unfamiliar, will take 

away vry little of value 'he problem is accentualed if tile training design or the target 

SThe1numher I'.pl;d)baly hIghlwir S ,)mn training activities, particularly those directly 
related to sp'c iic sb ;p)*'c t, are documented as "technical assistance."i 
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projects make no provision for follow-up or evaluation. The technical staff should raise these 

Issues with their clients and assist them in developing training plans that are beneficial. 

PROCOSI is producing an Impressive array of educational and training materials in child 

survival and maternal health for use at various levels in the field but focusing on the needs 

of those who work at the community level. These materials strive to be culturally appropriate 

and to take regional and educational differences into account. They are validated through 

field trials and cover such topics as diarrheal disease control, immunization, acute respiratory 
One criticism from theInfections, and guides for community education (see Appendix E). 


field is that the participatory approach emphasized in the use of the materials has not been
 

followed by workshop facilitators and presenters. This has confused many trainees, who are
 

expected to use participatory training and educational techniques In the field.
 

4.2 Subgrants 

Subgrants to PVOs constituted the largest single line item in the OPG budget, representing 

33 percent ($553,000) of the USAID contribution, 51 percc't ($298,000) of the PVO 
A total of 20 subgrants wascontribution, and 37.7 percent ($851,000)of the total budget. 

anticipated, with funds ranging from $10,000 to $60,000 a year. Fourteen subgrants were 

actually funded. The USAID contribution to individual subgrants ranged from $4,550 to 

$63,249, with a mean of $37,891. 

Table 8 compares the amounts for suhgrants In the OPG with actual expenditures and shows 

that $60,046 (11 percent) of USAID expenditures came from PL-480. Of the $530,478 

USAID and PL-480 contribution, $277,409 (52 percent) had been disbursed as of Oct. 1, 

1990. 

Table 8 

Amount and Source of Funds for Subgrants: 
OPG vs. Actual Expenditures 

Actual 
OPG Expenditures 

USAID $553,000 $470,432 

PVO $298,000 $306,863 

PL-480 ...... $ 60,046 

Total $851,000 $837,341 
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Table 9 compares the number of subgrants budgeted and actually funded by year. Although 
several applications had been received earlier, all subgrants were awarded after the midterm 
evaluation and the administrative changes of August and September, 1989. 

Table 9
 

Timing and Number of Subgrants
 
OPG vs. Actual Grants
 

Actual 
OPG Grants 

Year 1 5 0 

Year 2 15 6 

Year 3 0 8 

Total 20 14 

Summaries of the 14 subgrants appear in Appendix F. Subgrant numbers referred to in this 
section are the same as In this appendix. 

A separate category for investigations was not anticipated in the OPG, but was subsequently 
developed. There are four features of this category: 

0 	 The activity is primarily information gathering or research, not a 
program activity. 

* 	 The review mechanism is different. 

0 	 The timing and number of monitoring visits are different. 

* 	 The category Includes some activities funded under subgrants and 
some under technical assistance. 

No definition of "investigation," and no justification for using a different review process are 
documented. Of the subgrants listed, five were classified as investigations and one, funded 
under technical assistance, was also considered to be an investigation. This was a study of 
diarrhea definitions and knowledge, attitudes, and practice in the Quechua and Aymara 
cultures. There is nothing to indicate why some investigations are funded as subgrants and 
others under technical assistance. 
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The OPG (pages 10-11) provides a description of subgrants: 

"The approved subgrants will finance activities in basic preventive health 
services: training for community health workers and other health volunteers; 
and multi-sectoral health and income generating activities... Priority will be 
given to subprojects that creatively address means to reduce Infant and 
maternal mortality, address the issue of sustainability, and are Implemented 
in conjunction with a local PVO or the MOH. Subgrant approval will be 

limited to subprojects which emphasize community outreach as well as 
participation and overall sustainahlity." 

It defines four criteria for selecting subgrants (page 12): 

a. 	 Child Survival - The main components of CS activities... 

b. 	 Training Programs - The project will support training programs for 
paramedical workers, health management personnel (nurses, doctors, 
project managers, supervisors), as well as training of village-level 
workers: teachers, members of health committees, traditional healers. 

c. 	 Innovative Activities - Priority will be given to all subprojects that 
Include the creation and testing of innovative approaches In health 
areas ... Subprojects that are considered on their innovative merits 

must include provisions. . . (that) will allow the evaluation of the 

innovative approach and provide proper documentation... 

d. 	 Integrated Approaches . . . such as: activities which are integrated 

into existing development projects in addition to activities involving 
water, education, environment, and/or local cooperatives. Multi
sectoral subgrant requests are required to emphasize CS activities and 
Interventions, be Investigative in their design, and stress the 
educational component of project design. 

Criteria for subgrant selection wer further defined as follows during the project 

preimplementation workshop in May 1988 (see Appendix K) and again In a recently 
approved PROCOSI document, Regimen de Subdonaclones (see Appendix L). 

There are significant differences in these criteria. Compared to the OPG, the subgrant 
review criteria In the preimplementation workshop and Regimen de Subdonaciones 
emphasized the following: 

Subgrant allocations should be equitable among member PVOs. 
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* 	 Emphasis is given to local diagnosis and needs assessment. 

* 	 Decreasing emphasis is given to Innovative, pilot, and/or Investigative 
project design. 

* 	 Increasing emphasis is placed on training at the community level and 
less on training at other levels. 

Table 10 illustrates the frequency with which selection criteria were represented in funded 
subgrants. All but one subgrant were related to child survival, defined as improving the health 
of children under five years of age. Community participation, training, and collaboration 
with the Ministry of Health were components of more than half of the subgrants. A 
multisectoral focus, defined as Involving agriculture, ranching, water supply and sanitation, 
housing improvements or conditions, and business or credit programs, was a component of 
half of the subgrants. Least emphdsis was placed on investigations, pilot studies, or 
collaboration with nonmember PVOs. 

Table 10 

Characteristics of Subgrants 

Subgrant Number 

Characteristic 1 2 3 4 5 6 7 8 9 1011121314 Total 

Child Survival Related g " 13 

Investigation " " 4 

Pilot Study ° ° ° 4 
Multisectoral Focus ° * * C ° S " 7 

Community Participation " " " " " " " " 10 

Training Component " C " • " " 8 

Collaboration with MOH 0 • " • S S " 7 

Collaboration with Local " " " 4 

PVO 

5Total 	 2 4 6 5 5 5 4 4 5 4 2 3 3 
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PVO directors and PROCOSI technical staff said they felt the focus of subgrants should be 
on pilot studies to provide a basis for large grants, Investigations (operations research), 
complements to ongoing activities (add ors), bridge grants to cover lapses of funds, and some 
large grants to support program activities. Individual comments included "anything to do with 
child survival" and "focus on the health and condition of the family rather than the individual 
child." 

The institutional requirements for receiving a subgrant from PROCOSI were clearly stated 
in the OPG (page 13): 

"Recipients of subgrants must be registered PVOs with AID/Washington or 
USAID/Bolivia. Other PVOs may receive subgrants only by becoming part 
of the proposal of a registered PVO. 

"Recipients must be legally registered PVOs in Bolivia and, preferably, also 
in the U.S., and must maintain financial accounts, undergo audits, and have 
a board of directors. 

"Recipients must be nonsectarian in the provision of health care services. 

"Recipients must have a history of acceptable financial accountability. 

"Recipients must have at least two years of successful experience in health 
care projects or two letters of reference from organizations which meet these 
criteria." 

The Regimen de Subdonaciones adds the requirement: 

"Lett2r of sponsorship from a PROCOSI network member, following a 
suggested format. 33 

Table 11 shows the organizations receiving subgrants, and the number of subgrants and the 
total amount going to each. 

3.This is only necessary when the applying NGO is not a member of PROCOSI. 
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Table 11 

Number and Amount of Subgrants 
by Recipient Organization 

Number of USAID 
Subgrants Contribution 

Organization 

Esperanza 1 $53,705 

FHI 1 $33,000 

CRS 3 $57,250 

PSBBCM "4 1 $24,800 

Caritas 2 $32,450 

Plan International 1 $31,490 

CARE 3 $118,745' 

SCF 2 $56,142 

CANSAVE 1 $4,550'" 

Concern 1 $59,921 

CSRA 1 $60,000 

Meals for Millions 1 $60,225 

Includes $55,496 PL-480 funds 
PL-480 funds 

All subgrant recipients are PROCOSI members with the exception of Proyecto Social 
Boliviano-Britanico "Cardenal Maurer," which is sponsored by CRS. Caritas, although a 
member of PROCOSI, does not meet all the registration requirements and is also sponsored 
by CRS. 

The review process specified in the OPG and presented InAppendix G was never followed. 
The actual process used is illustrated In Appendix H and consists of the following steps: 

34 Proyecto Social Bolivlano-Britanico "Cardenal Maurer" 
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1. The PVO develops a proposal and delivers it to the executive 
secretary. 

2. 	 The executive secretary reviews it, decides which technical area 
should take responsibility, and assigns it to a unit chief. 

3. 	 The unit chief reviews the proposal and may put it through several 
revisions after discussing it with the staff of the PVO presenting it. 

4. 	 The unit chief returns the proposal with his report to the executive 
secretary. 

5. 	 The executive secretary prepares a summary and delivers it with the 
proposal and the technical unit report to the review panel. 

6. 	 The review panel either approves the proposal with comments or 
changes and suggests funding, or rejects it. 

7a. 	 If the proposal is rejected, it reenters the cycle of revisions with the 
technical unit director. 

7b. 	 If It is accepted, with or without comments, it Is sent with all reports 
to the REC. 

8. 	 The REC approves the proposal, though it may add comments or 
conditions. 

9. 	 All documents are delivered to the executive secretary, who informs 
the PVO of the results of the review process. 

The review panel originally comprised a representative of the MOH, a representative of 

USAID, a spokesperson of the REC, the executive secretary of PROCOSI, and the chief of 

the evaluation unit. Following the first action plan (9/89), the chief of the technical unit 
responsible for the proposal, and one or two members of the PVO submitting the proposal 
were added to the panel. 

The review panel is convoked only when there are proposals to be reviewed. 

In addition to the review panel, there is an appeals panel, described in the original OPG and 

in the Regimen de Subdonaciones, which Is supposed to review proposals that have been 
rejected but should have been accepted, and to review proposals that have been accepted 

but should have been rejected (see Appendix G). Since no proposal has ever been rejected 
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by the review process, the appeals panel has never been called upon to Intervene. But if It 
was, there Is nothing to determine when an accepted proposal should be reviewed. 

A different process isused for reviewing proposals defined as investigations. In essence, the 
review panel is bypassed, and the proposals are sent by the executive secretary directly to 
the REC for approval. This process was recently documented in the Regimen de 
Subdonaclones. 

The purpose of the review process is not explicitly stated, but it Is Intended to ensure that 
the proposal meets the review criteria and that the submitting institution meets the financial 
and institutional requirements. Another purpose may be to ensure the technical quality of 
the proposal. 

Discussions with the staff of PROCOSI and with PVO directors suggested that the technical 
quality of proposals and an equitable distribution of subgrant funds are major considerations. 
They believe that this noncompetitive process of funding isnecessary at this Initial stage in 
PROCOSI's development. This approach reduces tension, provides a concrete Incentive for 
membership In PROCOSI, and enhances collaboration among PVOs. It gives the less 
competitive PVOs the chance of a grant and encourages them to improve their technical 
proficiency. 

It would be useful to return to Table 10 to see how well the funded subgrants met the review 
criteria. Each subgrant met at least two criteria. However, there was no ranking of review 
criteria and no indication of the minimum number of criteria to be met for approval of a 
proposal. Linking the proposed activity with child survival appears to be the primary 
criterion for approval. This latitude in criteria resulted Wi the funding of a wide variety of 
activities. Financial and institutional requirements were met in every case. 

Technical reviews were performed by the unit chief assigned to the proposal by the executive 
secretary. In 10 of the 14 subgrants, the responsible technical unit chief alone performed 
the initial technical review. In the other four cases, one or more of the other technical unit 
chiefs were asked to review the proposal. In no case were outside reviewers used. The 
review panel and REC mad, comments on technical Issues occasionally, but appeared to give 
primary consideration to institutional and administrative issues. In several cases, Issues raised 
by the PROCOSI technical staff were ignored. In some cases, the efficacy of the review 
process may have been limited by the expectation of the PVO submitting the proposal that 
it would be approved without review. It is worth remembering that the responsible technical 
unit chief played the roles of both critic and advocate when presenting a proposal to the 
review panel. The results of the technical review are discussed below. 

The objective of an equitable distribution of subgrant funds appears to have been met (see 
Table 11). Three recipients--FHI, Plan International, and Caritas-received about $30,000 
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each, CARE received a!most $120,000, and the others received about $60,000 each. No 
proposals were rejected as long as funding was available. 

The abbreviated review process for investigations was intended to speed up the procedure. 
The period between submission of proposal and sIgning of subgrant agreement decreased 
over time. The mean was 7.7 months (range 4 to 11 months) for proposals submitted In 
1989 and 1.6 months (range 3 days to 3 months) for proposals submitted In 1990. It was 
actually longer for proposals that went through the abbreviated review (4.3 months, range 
1 to 9) than for the others submitted during the same period (1.9 months, range 3 days to 
4 months). 

There are four stages in subgrant management: the preimplementation visit, the 
preimplementation workshop, monitoring visits, and evaluation. 

The Preimplementation Visit. The OPG (p. 24) specifies that a preimplementation visit 
should be made by PROCOSI technical staff to each subgrant implementation site. The 
Regimen de Subdonaclones (p. 10) indicates that these visits should be made when 
subgrants are destined for "operative projects" with the objective of benefiting the Bolivian 
community. Hot.ever, the objectives of preimplementation visits are not documented and 
there is no procedure for these visits. Subgrants defined as investigations do not receive 
preimplementation visits. 

Preimplementation Workshop. The preimplementation workshop is not mentioned in the 
OPG and has not been documented as a programmed activity. Nonetheless, 
preimplementation workshops for 7 of the 14 subgrants have brought together PROCOSI 

technical staff, PVO technical and field staff, and, in some cases, community members to 
develop an implementation plan. 

Monitoring Visits. The OPG (p. 24) states: 

"The primary responsibility for monitoring the subgrants isvested In UNIT D 
(Evaluation and Programming Unit) of the Secretariat. UNIT D will work 
closely with UNITS B and C to conduct site visits of 3-4 days per subgrant 
per year. The purpose of the visits is to review overall subproject progress 
against the project plan and to identify possible areas of concern to be 
resolved, as well as to determine possible TA needs. The members of the 
Monitoring Teams will be comprised of staff from UNITS B, C, and D, In 

conjunction with representatives from the MOH at the Departmental levels." 

Monitoring visits are not described in the Regimen de Subdonaclones, and there Is no 
procedure for them. 
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The technical staff at PROCOSI agreed that the responsibility for the monitoring visits should 
rest with the technical unit chief responsible for the subgrant. In some cases monitoring visits 
are programmed at the beginning of the project, in other cases in response to a request for
technical assistance from the PVO personnel Involved Inthe subgrant activity. Trip reports
of monitoring visits document activities, problems encountered, suggestions, axd plans. Both
the PROCOSI technical staff and PVO field staff felt that the visits have met the objectives 
outlined in tile OPG 

Evaluations The OPG (p 24) states: 

"Subgrant Evaluation: Each subgrant will have a mid-term and end-of-project
evaluation conducted by a Team designated by the ,.:cretariat The 
Evaluation Teams will consist of members of Unit D, tile MOH at the 
National and/or f)e-xrtmental levels, the respective PVO(s), and USAID " 

The midterm and final evaluations ate describJ in two PROCOSI documents: Plan de 
Accion del PROCOSI (I) and Regqimen de Subdoncione's The mildlerm eValution Is 
meant to be corTective and to idelitfiy problems that need attention The purix)se of the final 
evaluation, as desciibed in the PROCOSI docullnenls, is 

"Comparative a alvsIs of the qlils of the, imlehment'ltion process of tile 
project should be focused on mneasumnqng ti lt'ipact at tile level of pUllpo.
(final situation of tile project, success or failure) with the eid of the 
conclusions ser-rinq as a frame of reference for the desiqn atri/or execution 
of new, Improved projects 1Thls itvaluation will be pemorined by the 
Secretlrial toqvlewr with lhe ,support of tie I'V()" 

There are no l)rocIt-dures or quideline, for tivm'e 'valuatlons No ltn 1vvluati lkns luve been
 
perfonned to date I ive st 
 x1rank, have hi d mldtenr evaluaill i a% of ()chber I, 1990 
In these. there was a me'an of 2 2 (raige I to 4) inonlrorinr visit, twtw'em tiht beqlinniti of
the project and midhoin vv,lualion lTwo eva luatlons'; were In rejlcml (mlri a rmopiate for
 
review as of October 20, 1990 
 lV() ,InrldI'ROCOSI %t.iff Irllcipited Iln botth ill one, the
chief of lit ledimlical unit reponsible for iih evtallitlon wa f ot inchile-d In tlt t'valalllol 
team "' Both t'valuationt; we e Corrective Ill pumpA)4 ,( and loc 4,d oil lthe ac thlles 1110 
proqrec; to daie Ili both cae the field staff iw;lOrm.iblt' for lo)vct ihrplemnemlltalln fouril
the cornment of tl ev,iluatlion tearn colriuctive In neither caws wa a db1-611011 held 

wCase, 
leam, and ever Ihal f 111COC()SI In qemier, al, w, rl d clear Io tile field lean !, 

prior to ti e de1 altlie (,f tile evalua fill lear. and ill ort. il-e folt of the evaluation 
t . llhmer t'frole 

or after tlme evaluhati 1%it i li oi ' (.I%(. tim field t.111 wa. (lliwel Olhe reple , Illti l t othel, 
It was told notlminq by tilt- pt)Tciect %upt'rvisor 'flhe nouti(1 m vva11.(lua nmre(otilt, Ivt)I tis 

ItI loltewolthy tha the1r is, n,%1 ptvlmfon for Irludinq the I'HOCOSI lechnician 
responsible for tlt- evalationt of sultwrdalt'%Ili thls a livily 
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Presentation de Solicitudesde Financlamlentoal PROCOSI, provides assistance. Recent 
proposals using a draft of this guide reflect improved organization. The guide is limited by 

the absence of precise proposal review criteria. 

Project Activities. The quality of project activities is measured by compliance with the 

activities outlined in the proposal and achievement of project objectives, which may be 

measured by outputs, such as the number of health workers trained or the number of homes 

Improved, or by outcomes, such as improvement in the knowledge of trained health workers 

or decrease in the Chagas disease vector population after home improvement. Since all 14 

subgrant projects are ongoing and only five have reached midterm evaluation, it Is!mpossible 

to measure the effect of PRC)COSI inputs on the quality of project activities. 

Nonetheless. there are a number of Indications that PROCOSI technical staff will have a 

significant effect. The monitoring and evaluation mechanisms are designed to follow closely 
project outputs and, to a lesser extent, outcomes. Trip reports from monitoring visits and 

the two midt&?rm evaluation reports focus on the accomplishment of project activities, 

problems encountered, proposed solutions and technical assistance. Most of the technical 

assistance has been directed to improving the quality of specific project activities. The 

startup workshops hield for some projects can also be expected to improve the planning and 

quality of project activities. Deficiencies in quality control exist primarily at the proposal 

review and planning stages In some cases, evaluation indicators for specific activities are not 

clear or are unspecified. Additional expert advice is seldom sought, either within or outside 

PROCOSI. to avoid problems in programmed activities. In one case a problem with a 

specific activity, the development of a video in subgrant #3, could have been avoided had 

there been adequale review or planning with someone with expertise In video production. 

As a result, even though the problem was readily identified at the midterm evaluation, this 

activity may not be -*tisfactorily completed 

Project [)esifin 'roject desiqtr refers to the choice of activities In the program and the 

specific methx ol(xv ued Project design is more difficult to evaluate than other measures 

of quality and has received the least attention. Project objectives and proposed project 

activities are qcentrally consistent when clearly stated In the subgrant proposals. 

Opportunitie-, N c( r pare aller: ,ative approaches to achievinq project outcomes, for 

example, coml ,rir q tihe Effica(y of two methodologies for training health promoters or 

comparing two itltervalt, of fumigation for the control of Clagas dlisease vectors, have been 

consistel ily iIno)ed 

Improvement Ililmoqramn activities has relied almost completely on the advice of technical 

experts rather than oia;mn analytic approach to choosing from among alternatives at the 

design slage This blias reflect%the stllfing pattern cltPROCOSI, rather than the crlterla for 

subgrant activities PROCOSI slaff are proficient In their areas of expertise, but there Is no 
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operations research and epidemiology expertise to support an investigative or operations 
research approach to program Improvement. Reviewers or consultants experienced In these 
areas have not been brought In. The result of this closed process of review has been an 
Insufficient technical review of some subgrant proposals, missed opportunities to include 
inexpensive operations research in every project, and the lack of input for professional 
development of PROCOSI staff in these areas. 

Of the 14 subgrants funded, four are continuations of previous program activities and two 
are new program activities with no significant Investigative components. These projects can 
be expected to benefit from technical assistance, but there are no other provisions for 
program design improvement. The review of program design has given no emphasis to 
issues by which quality could be measured, such as sustainability and cost effectiveness, and 
outcome measures in these areas have not been examined. 

Another four subgrants can be categorized as pilot projects. One of these involves the 
development of a workshop. In the other three projects significant problems that occur 
during implementation will most likely be identified by the evaluation process. There are no 
Investigative or comparative approaches in these three projects. Solutions to problems will, 
In the best case, rely on expert opinion or a subsequent study to compare alternative 
solutions. 

The last four subqrants can be described as investigations. Two of these are descriptive. 
One, a baseline study in an area of a proposed Chagas dis'ase Intervention, Is designed to 
describe the epidemiology and living conditions of the area to justify and plan the 
Intervention It is well designed and will achieve its objectives. Neither PROCOSI nor the 
PVO participated in design of this study. The second descriptive study Isdesigned to Identify 
areas of relative poverty in rural Bolivia. It will not meet its objectives because the sample 
design uses mothers' groups, which are not representative of the general population, as the 
sampling unit The results will be useful to the F'VO, Caritas, in determining which mothers' 
groups are most impoverished, provided that the composition of the mothers' groups does 
not change after the sample is selected. This study also was deslgned by an outside 

'consultant, "

The other two Investigations were comparative One, an 'xamination of oulcomie Indicators 
of a water supply, sanitatlon, and health project two years after tie project eixJed, was 
conceptualized by tile PVO aid desi Ined and execute(] by a local consulting finn PROCOSI 
provided fu ing for the study, which compires Indicators at the end of the project with tile 
same Indicalors two years later to examine ,ssues of ustai abllity. Tnhe sudy wa, well 

An impor tarnt n nthchnlcl Issue Ir tiIs study Is that the Ministry of Plannin it recently 
flnlshed a similar analy,.is and -,aw thls a-- competition and repetition, rather than 
collaboratlon h11abbr,viatd review of subqrants defined as InvestigatIons, applied here, 
may have contributed to this oversight 
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4.3 

designed and executed. The second comparative study was to compare anew, more precise 
growth cdrd and the currently used card to test the hypothesis that the new card would 
demonstrate poor growth earlier, stimulate earlier interventions, and decrease the frequency 
of malnutrition in children at 12 months of age. This study will not lead to any conclusions 
on the main hypothesis because of overestimation of expected effect (a33 percent reduction 
in the rate of malnutrition) and miscalculation and underestimation of sample size. A study 
of intermediate variables, such as whether the precision of weights in the field situation would 
make a more precise card worthwhile or whether the new growth card actually detects true 
growth faltering earlier than the currently used card, would have been a more realistic first 
step. These errors in design are particularly unfortunate since the study appears, from 
documentation in PROCOSI, to be well organized and executed. It also addresses a question 
that, though controversial, is considered important Internationally as well as in Bolivia. In 
addition, there are several well-known international (and, probably, national) experts in the 
field who would certainly have reviewed the proposal if asked. This Illustrates, once again, 
the limitations of the closed process of proposal review in PROCOSI. 

Summary. PROCOSI has been faced with a number of challenges in subgrant review and 
management. The lack of clear priorities in review criteria, the need to fund 14 projects In 
a short lwreod of time in an evolving organization, the lack of definition of the relationship 
of PROCOSI staff to the PVOs in the review process, and the closed process of proposal 
review have presented obstacles to achieving quality in subgrants. In a young and evolving 
Institution, history may not well predict the future and focusing on the shortcomings of 
subgrants funded to date may not be the most helpful approach. Nonetheless, reviewing the 
process of quality assurance illustrates key points that need to be addressed In the future. 

Other Activities 

There are two organizational products under development at present: the documentation 
center and the healt h inf!onnation system 

4.3.1 Documentation Center 

The Documentalion Center, attached to the communication and education unit, serves the 

executive secletariat, irmviber agencies, and field personnel. The center has computer links 
willh BIREMI: (tiw l,tin Ameriucn arid Caribbean Information Center for Health Sclences, 
and is amembier of lhe National Information Network for Inforrm-tion in the Health Sciences 
as well as the I(., soci-conomic informution network. Through these Information 
channels, members lav' been able to access (ocurlents, ,sbstracts, and bibliographies quickly 
from worllwide sourcev,, ilcluding the National Insitutes of I iealth (Washington, DC), the 
World I lealh (.1Organiztion (Geneva), the National School of Medicine, and the Institute of 
Gatroenlerology The center Ias produced an InforntIon pamphlet describing Its services 
and the Infonnallon networks to which It has access 
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It regularly circulates listings of newly arrived materials and publishes a series of analytic 
(annotated) summaries of literature on diarrhea, maternal lactation, acute respiratory 
infection, growth monitoring, and immunizations. Members of the network can subscribe 
to the series or review materials at the center. The center also assists member agencies in 
developing and/or Improving their reference libraries, including training in the instailation 
and use of Micro-ISIS software, a computer program for libraries. 

Member agencies generally approve of the center, although some field staff complained that 
they do not receive the infc.,nation distributed to network members. Apparently, some 
PVOs have difficulty getting materials delivered by PROCOSI from headquarters to the field. 

Suggestions for improving services include translating materials in Spanish and/or organizing 
meetings to share and discuss untranslated materials of special interest; distributing more 
health education materials; and developing a mechanism for member organizations to order 
and purchase documentation through PROCOSI. 

4.3.2 Health Information System 

The Health Information System (HIS) was described in the OPG (p. 4) a- one of the facets 
of the permanent coordinating structure of PROCOSI for child survival activities and was to 
have been ; rspcnsibility of the health unit. There appears to have been little activity until 
March 1989. when Dr. Alene Gelbard, a demographer, contacted the executive secretary 
to discuss it. 

HIS development subsequently received more attention, first from the consultant and, later, 
from the chiefs of the evaluation and nutrition units. But there was evidence of frustration 
on all sides. Lines of communication and authority were not clear and the consultant felt 
that communication with the PVOs was cumbersome and inefficient. The PVOs felt they 
were not receiving enough guidance. A central data bank in PROCOSI continued to be the 
focus of HIS development. The workshop at Cochabamba and the HIS workshop in March 
1990 provided a forum for general discussions between those working on the HIS and the 
PVOs, primarily on the need for and availability of data. Tl.!se discussions yielded 
agreement on seven indicators to be used in all programs (total population; population 0-11 
months of age; population 12-23 months of age; population 24-59 months of age; women 
15-49 years of age; number of births; deaths by age: perinatal, <1 year, 0-5 years) and three 
that would be optional (deaths by cause; morbidity; number of pregnancies). 

It was also agreed that, instead of the consultant working with the entire REC, a small HIS 
working group would be formed to examine and answer the needs of Individual PVOs. The 
first full-time professional, a public health specialist, was hired in June 1990 to work with the 
consultant on a six-month plan that will analyze each PVO's requirements and follow with 
individual workshops. 
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In each case, the exercise will evaluate the quality of data being collected by the PVO and 
its understanding of the content and purpose of these data; establish what data exist and 
where; help correct problems in data collection; and organize a workshop to discuss these 
questions with the PVO and improve its information system. 

A general workshop planned for November 1990 will bring together all the PVOs and the 
MOH to consolidate the experience gained and to prepare a monograph. 

4.3.3 Organizational Collaboration and Cooperation 

PROCOSI defines coordination as the "capacity to improve intra- and inter-institutional 
relations within the network and to provide services through the executive secretariat." The 
definition assumes "improvements in the manner in which information is exchanged and 
understanding achieved among the groups working in child survival activities." However, this 
definition does not sufficiently recognize the accomplishments made in collaboration, nor 
does it stress the perspective that an organization focused on "coordinacion in supervivencla 
infantil" ought to have. 

The evaluation considers it more appropriate to suggest that coordination is the "Joint 
development of complementary work" and that cooperation is the "creation of an 
atmosphere of confidence that allows one organization to support and participate in the work 
of another organization." In fact, these features now characterize the operations of both the 
executive secretariat and its dealings with members of the network, eliminating the tensions 
and suspicions that marred their relationship in the past. 

The same cannot be said for the relationship between the technical units and the executive 
secretary, which has been damaged by changes in the organizational structure and the 
relative isolation in which the technical staff operates. The relationship between the technical 
units and the PVOs isbest indicated in the review and approval of subgrant applications and 
providing technical assistance. Although coordination is good and improving, the strengths 
and weaknesses of this association must be explored. PROCOSI has been able to establish 
an atmosphere of harmony that has replaced the rivalry that characterized relationships 
among PVOs with a readiness to exchange experiences freely and openly. 

PROCOSI has been less successful in establishing good working relationships with the wider 
world - state institutions, other PVOs, and International organizations. It works well with 
the MOH and has participated with UNICEF and other PVOs in several mutually beneficial 
activities, e.g., the development of educational materials that reflect MOH guidelines. But 
its relationships with other state Institutions and PVOs remain distant. 

PROCOSI recognizes the need to expand the network to include local PVOs and to find the 
resources to do this. But there Isno consensus on when or how the expansion should take 
place or with whom discussions should be held. This is not surprising. PROCOSI must be 
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able to work comfortably and confidently within Its present boundaries before inviting other 
PVOs to join the network or approaching other donors for support. 
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Chapter 5 

CONCLUSIONS, LESSONS LEARNED, AND RECOMMENDATIONS 

5.1 Conclusions 

The activities of PROCOSI and its members are clearly in compliance with the Plan 
Nacional de Supervivencia-Desarrollo Infantil y Salud Materna of the Government of 
Bolivia and the Country Development Strategy Statement (CDSS) of USAID. Perinatal, 
Infant, and child mortality and morbidity rates in Bolivia are among the highest In the 
hemisphere. 7 The evidence drawn from programs conducted in other countries of the 
hemisphere as well as Bolivia suggests that the measures employed by PROCOSI and its 
membership to reduce high rates of infant and child mortality and morbidity, e.g., 
immunization campaigns, water and sanitation programs, etc., are cost-effective and 
appropriate. In addition, PROCOSI and its PVO members are working in the rural areas of 
Bolivia. where the MOH has minimal presence. 

However, although the PVOs have a long and distinguished record of service in Bolivia, 
many have been criticized for duplicating activities because of a lack of coordination. Some 
have also been guilty of ignoring GOB policies and procedures and of designing programs 
requiring a high degree of technical proficiency. 

PROCOSI offers the promise of maximizing the strengths and correcting the deficiencies of 
PVO operations by increasing collaboration and facilitating coordination among the PVOs, 
improving the technical capacity of PVO staffs, ensuring that GOB program standards and 
procedures are uniformly applied, and reducing USAID management requirements. To date 
it has successfully: 

0 	 Brought together 10 PVOs working in child survival programs 

0 	 Established a functioning and effective secretariat 

0 	 Financed and implemented 14 subgrants 

* 	 Designed and implemented 81 technical assistance assignments and 
34 training events 

* 	 Produced and distributed a wide range of materials on child survival 

" According to the Plan Naclonal de Superuivencla.Desarrollo Infantil y Salud 
Moterna (1989), the perinatal mortality rate was 110/1,000 live births, Infant mortality was 
169/1,000, and mortality among children aged four or less was 23/1,000. p. 20. 
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Established a reputation for technical capability in child survival with 

the MOH and with international donor agencies. 

5.1.1 Organizational Development 

PROCOSI has only just begun to develop after more than two and one-half years in 

existence. This is not surprising. Organizational development takes time and patience, 

especially with a network of autonomous PVOs. It is only within the last year that PROCOSI 

has developed the policies, systems, and procedures to sustain an effective organization. The 

PVO members are now conscious of the many benefits It provides - technical assistance, 
subgrants, institutional strengthening, and a common voice - and are ready to commit the 

time and energy to support it. Unlike other PVO networks in Latin America, PROCOSI has 

a focus (child survival) and the solid backing of its membership (support for the personera 
Juridica)that augur well for its future as an effective and sustainable organization. 38 There 

are the uncertainties about the dependability of support from donors and new PVO directors. 
But the network appears structurally and operationally healthier today than at 
any point in the past. 

5.1.2 Sustainability 

At present PROCOSI depends solely on USAID support for survival. Conscious of 

the need to diversify support to sustain long-term operations, the directors of PROCOSI have 

applied to register the organization as a personerla juridica In Bolivia. As a national PVO, 

it should qualify for assistance from both national and international donors, e.g., UNICEF, 
World Bank. PROCOSI management has given less attention than it should to documenting 
the considerable benefits that members of the PVO network have derived. These benefits 
- improvements in project design and implementation and overall operations - clearly 

demonstrate the advantage of a network over individual PVO efforts. 

5.1.3 Technical Assistance 

PROCOSI'S technical assistance component is highly valued by network members 
and other public and private agencies and is perceived to be making an important 
contribution to the child survival program. 

PROCOSI's technical assistance covers support for subgrants, assistance to Individual 

institutions (program or institutional strengthening), assistance to all network members 
(workshops and conferences), and training. Requests for its services have surged to the point 

31 See United States Agency for International Development/Latin American and 
Caribbean Bureau, Final Report: Evaluation of Experience of USAID Missions with PVO 
Umbrella Groups inCost Rica, Guatemala, Honduras and Haiti. (Prepared by Checchi and 
Company Consulting, Inc.) January 6, 1989, pp. 1-6. 
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of almost outpacing its present capacities, because in addition to network members, it assists 
such organizations as the MOH, UNICEF, etc. Network members, who are almost always 
included in the resulting workshops, benefit from this collaboration. 

The technical assistance component is weakened by the lack of a focus and a 
systematic approach to ensuring and evaluating its effectiveness. PROCOSI's 
technical assistance component covers so many areas (reflecting the diverse interests of its 
members) that Its effectiveness Isdifficult to evaluate. A document outlining the criteria for 
its services and research projects has such broad terms of reference that it can accommodate 
a wide variety of requests. The program does appear to serve the needs of members 
individually and collectively, though not as a result of any formal needs assessment. It lacks 
the focus that would permit it to Identify goals, establish priorities, and evaluate results. 
Currently each unit chief establishes priorities independently. This disjointed performance
is of particular concern, given the ever increasing number of requests, the limited resources 
of the technical staff, and the proposed expansion of network membership. 

Training is and will be an increasingly important category of technical assistance 
that needs to be strengthened. Training at almost all levels has been identified as a 
priority, with particular emphasis on the training of trainers for field personnel and the areas 
of project design, management and evaluation, management of PVOs, social marketing for 
health, and health information systems. Considerable training and technical assistance has 
been given to the development of health education matenals (also identified as a need by
network members) and to specific health problems such as Chagas disease, acute respiratory 
Infections, and diarrheal diseases, which are addressed in many of the subgrant awards. 
Collaboration with external agencies is useful and beneficial. But PROCOSI must determine 
the criteria for collaborating with or providing assistance to nonmembers, particularly in the 
control of training products. 

5.1.4 Subgrants 

Subgrants are an important component of PROCOSI. They have given PVOs an 
incentive for membership by offering a mechanism for supporting small, innovative projects 
as well as those that continue and complement ongoing PVO program activities. The 
commitment of PROCOSI technical staff from proposal development through 
implementation to completion has been a key element in improving the quality of projects. 

The noncompetitive process of assigning grant funds has allowed the technical staff of 
PROCOSI to concentrate on project development and Improvement. This approach has 
"leveled the playing field," enabling less technically sophisticated PVOs - those with the 
greatest need - to access PROCOSI technical assistance in project development and 
implementation. Its greatest successes have been in programming and technical support. 
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Improving the form and consistency of written proposals is beginning to receive Increased 

attention. 

PROCOSI generally has taken a reactive approach. It has accepted and supported proposals 

instead of promoting activities based on a set of priorities. Deficiencies in technical design 

and the failure to include operations research in program projects have been major 

weaknesses. Without a definition of quality, there has been little emphasis on such obvious 

measures as sustainability and cost effectiveness. Nonetheless, projects funded have, in most 

cases, been of suitable quality. 

The current system of subgrant review is weak and needs reformulation. The 

noncompetitive system of awarding grants has strengthened individual PVOs but has also 

made the review process less rigorous. Grant review criteria are broad, embrace a wide 

range of themes, have changed over time, and are not prioritized since there is no method 

for ranking proposals. As a result, projects have been funded without being measured 

against an objective standard of quality. 

The review process has focused on administrative issues and has ensured that organizational 

and financial requirements are met. Technical review, restricted to the unit chief responsible 

for the project, has been limited by this individual's technical expertise and by the exclusion 

of other staff and outside experts. The unit chief incongruously serves as both chief critic 

and chief advocate of the project. 

USAID evaluation requirements for subgrants are burdensome and excessive. The 

requirement that each subgrant be evaluated at midterm and at the end by a team of 

representatives from USAID and the MOH is unrealistic and excessive for the size and nature 

of many of the subgrants. It has focused attention on retrospective evaluation, and more 

helpful approaches, from the individual PVO and project point of view, have been neglected. 

For example, little emphasis has been placed at the project design stage to the prospective 

development of evaluation Indicators and evaluation plan. Similarly, the responsibilities of 

the PVO In developing, and participating in, project monitoring and evaluation have not 

been emphasized. Technical assistance to PVOs in project programming, monitoring, and 

evaluation is an unaddressed need. Evaluations performed to date have been well received 

by the PVOs and project staff. However, the emphasis on producing the evaluation report 

Itself rather than on providir ; technical assistance to the project and communicating with the 

staff has limited the usefulness of these endeavors. 

5.1.5 Organizational Products 

The documentation center isan Important and valuable component of PROCOSI, providing 

a much-needed technical reference resource for members of the network and others working 

In the field of child survival through Its computer-based linkages with national and 

international Information networks. 
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5.2 

The health information system has provided a focus for communication and 
collaboration among the member PVOs. The development of the HIS has been 
Interesting and Instructive. Conceived as a centrally oriented, top down system, it now 

approaches member PVOs from a bottom up direction. The long process of education and 

determination of objectives has led to the recognition of common goals and problems in 

Information system needs and has facilitated information sharing. From the technical point 
of view, this process has spurred an examination by individual PVOs of the role and process 
of Information collection and management as a prerequisite to establishing and using a 

central information system. 

5.1.6 Organizational Collaboration and Cooperation 

There are three important areas of collaboration and cooperation for PROCOSI: Its Internal 
organization; the members of the network; and the governmental Institutions, other PVOs 
and international organizations with which PROCOSI deals. 

Collaboration and cooperation within PROCOSI have already been described as weak, 

unstable, and poorly defined. But the member PVOs have advanced significantly in this 
regard and have benefittcd greatly from participation in the network. PROCOSI has 
established a high degree of collaboration and cooperation with the MOH, but has had little 

,.ontact with other governmental agencies and local PVOs. As a result, it Is largely unknown 
and somewhat isolated. 

Lessons Learned 

The principal lessons learned are in the six areas that follow. 

5.2.1 Organizational Development 

There are two principal lessons about organizational development to be drawn from the 
PROCOSI experience. The first is that it is essential to delineate clearly the Internal 
roles and functions of the network at the design stage of the project. Once the 
project is approved, it is necessary to ensure, to the extent possible, that systems, 
procedures, and staff are in place and functioning before operations begin. Also, if a 

member of the network is chosen to facilitate the creation of the new organization, as was 
the case with SCF, that member must have a strong sense of belonging to the organization 
and proven experience in organizational development and management. 

The second lesson pertains to the donor. If the organization is to be viable, the donor 
must be supportive, patient, and persistent but not intrusive or directive. If the 
organization ultimately is to be owned and operated by the membership, the donor should 

foster member Involvement in the organization. However, the donor should accept the risk 

55
 



of failure and should not Intervene to save the organization if its members show little or no 
Interest in its survival. 

5.2.2 Sustainability 

Greater attention should be given to defining the meaning of sustainability at the design state 
of the project. This definition should enumerate indicators pertaining to institutional, 
financial, and operational viability, and to the benefits to be derived from membership in the 
network. 

5.2.3 Technical Assistance 

Technical assistance can be an important service, motivating organizations to 
seek and continue membership. The coordinating agency must have ahighly competent 
and experienced technical staff to deliver services that member organizations value. An 
important role can be to suggest effective norms for the activities of member organizations. 
Examples would be training design and implementation, project design, and research. The 
coordinating agency can use these as educational tools. 

5.2.4 Subgrants 

When creating a network such as PROCOSI, it is essential to include benefits 
immediately obvious to prospective members. At the inception of PROCOSI, 
subgrants were a clear benefit that helped hold the organization together through adifficult 
period of development until other benefits, such as shared experiences and technical 
assistance, were recognized. 

Subgrants can be a focus for technical assistance and Increasing institutional 
technical capacity. Technical assistance to support subgrants aims at improving the quality 
of a specific project, but its effects go further. The process of applying for a subgrant and 
the subsequent implementation of the project Involve many roles and activities in a PVO. 
Technical assistance provides opportunities for institutional strengthening in many areas. 

In order to achieve quality, it must first be defined. The lack of a clear definition of 
priorities and responsibilities has hindered PROCOSI in fulfilling Its role in Improving the 
quality of PVO programs. Its successes more often reflect individual initiative rather than 
commonly defined and universally understood goals. A definition of the quality to be 
achieved will help to define priorities, focus efforts, and establish responsibilities. 

56
 



5.2.5 Organizational Collaboration and Cooperation 

Effective collaboration and cooperation are the result of a long process to create an 
atmosphere of reciprocal trust and confidence that replaces the traditional competitiveness 
and isolation of PVOs. This process must precede any thought of expanding the 
network. 

5.2.6 Lessons Learned about PVO Networks 

The evaluation team was not explicitly requested to determine the hallmarks of a successful 
PVO network nor was the team able to compare developments at PROCOSI with those at 
other PVO networks. Still, from observing PROCOSI the team was able h.: sugost some 
of the basic features that might comprise a successful umbrella network. It should be 
emphasized that these findings are preliminary and Incomplete They need to be 
substantiated or revised through more systematic review arxl comparison of PROCOSI with 
other existing and proposed PVO networks. 

First, the network should be (lesigned as a separate autonomous entity 
consisting of member organizations. In this context all members have equal 
rights and responsibilities [h i, tr ucture is(lifferent from thos PVO umbrella groups 
in which a large portion of authomit\/ and responsibility is vested in one of the 
members. 

Second, at start-up the network should offer members a clear Inducement 
for participating For many members, the prospect of accessir subxjrants was 
clearly the primary motive for Joining PROCOSI This objective held the attention 
of the member- of PROCOSI until thl other, less obvious Jvant,i(les of membership 
became apI)arent 

Third, at start-up one of tile member organizations, experienced In 
managerial and administrative matters, should be responsible for 
establishing and monitoring the implemenlltation of effective organizational 
systems SCI ha, played thi,, tole In I'ROCOSI This has allowed the staff of tile 
network t, be(ih Iminediattly to (ljV4' l)phITt Vt tittelot n to tihe defilnitiol arnd 
execution of 1 , tic 11) Id teclInical a,.sistawe aclhtite I1', serve tilelnr im 
membership ()v'r tiU11".a th 'y be(ome more expetilenced, the ptilmary 
responsibility for Operat n, canf be ,-hifted to :i wotik ,tff 

Fourth, at slat t-up It Is Important for networks to give carefuil consideration 
to developing strategies for sustaining 2operations through diversification 
of funding and to stiainlng the Iwnefits of activitle, through the definiton 
and Implementation of a common approach to )roviding technical 
assistance. It Is equally inrportnnl for the network to devtlop w'echanism to 
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activities, improve collaboration among the staff, and facilitate selection and Implementation 
of priority activities, 

The new structure proposes the establishment of three centers, Centro de Assistencia 
Tecnica (CAT), Centro dle Docurnentocion y ifuson (CDI), and Centro de 
Administracion de Donccione :(CAD), which would be responsible for managing the three 

amey technical assistance, Subgrant-man age 

thejcollection and dissemination of documentation on child survival, Most of the current 
technical staff would be assigned to the Centro de Asslstancia Tecnico, which would be 
directed by a technical manager. The other two centers would have managers qualified In 
library science and grants management respectively, as well as at least one administrative 
assistant, 

r l, 

Requests would be processed by the responsible center according to established procedures, 
ror example, a subgrant request would be directed to the CAD, where it would be logged 
and sent to the CAT, where Itwould be reviewed by oil the technical staff and consultants 
Ifrequired. One person would be appointed to assemble all the comments of reviewers and 

them to the CAD for transmittal to the PVO member.' 

When the request has been approved or, If modifications are required, the revisions have 
been received, members of the CAT would assemble, under the direction of the manger 
(coordinator), to choose an activity manager and to develop awork plan that would: 

Define the tasks 

Designate die personnel, Including consultants, responsible for each task 

Estimate the cost of the activity by task 

Establish a timellne for completion of the task 

The work plan would be reviewed and approved by the executive secretary anod the managers 
(coordlnadores)of the CAD and the CAT to ensure that the necemary resources (human and 
financal) are available and that the systems are Inplace to carry out the work plan. The staff 
of the CAT would be responsible for Implementing the approved work plan, and the 
manager of the CAD would be responsible for monloring Implementation, and ensuring the 
timely execution of all financial, administrative, and technical tasks. The manager of lh 
CAD would be expected to bring other technical skills to PROCOSI that can be called on as 
needed, 

Natuly, copies of all correspondence would be sent to the executive secretary. 
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PROCOSI's present technical assistance Isdrected to tasks related to subgrants, requests 
from PVO member, or reqtuests or proactive suggestions designed to serve the members and 
others, especially the MOH. As now proposed, lbe technical assistance for asubgrant would 
be Implemented by CAT staff but closely mnonitored by the managr of theCAD. The 
technical assistance for other requests would be defined and iplemented by the CAT staff. 
and monitored by the manager of that unit. For example, the manager of the CAT would .r 
soicitd-e comments, and-s~sin.Ocl.telcnclsaf IcuigtoeIn CAD and 
CDI) who have the technical expertise to review a request. Au activity manager, based In 
CAT, would then be appointed to review the' comments receied and ameetig attended by 
the relevant staff would develop a work plan containing the elements noted above. This 
work plan would be reviewed and approved by the executive secretary and t manager of 
the CAT, who would be responsible for monitoring the Implementation of t work plan 
while the activity manager, based InCAT, would be responsible for executing It. 

Activity management Is the key to the proposed system. Every actMty has to be analyzed 
for the components noted above and Implemented and monitored by the designated activity 
manager according to the work plan, Under this structure, center managers (coordlnadores) 
would be responsible for soliciting review and comment from staff professionals and 
consultants, appointing activty managers responsible for developing and executing 
appropriate work plans, and monitoring the execution. Technical staff may at times man ° ge 
the activity and carry out specific tasks related to it; at other times, they may be responsible 

only for executing on# or more tasks def ined inthe work plan. 
There are several advantages and limitatlons to the structure outlined abov . Itwould ensure 
greater consistency Inreview and implementation and bring all technical and administrative 
staff together to review and plan actMtes. It would ensure mor accurate budgeting and 
more thorough monitoring, and would force PROCOSI and Its member PVOs to prioritize 
activities. It Issuggested that PROCOSI establish a conhejo tecnico consultotlivoas part of 

fth review and approva process and to factlitate exchanges between th exeche secretary, 
the administrative officer, and the three line units. This ad hoc committee wotld, on a 
routine basis, review and monior the Internal operations of PROCOSI. 

There are two obvous limitations to ti proposed structure. Itwould requir significant 
change Inthe way the profeonal staff now operate. Each profesional coies the title of 
)of# and operates with agreat deal of autonomy. Organizational change causes anxiety and 
should be Implemented slowly, patintl, and with the cooperation of th hs utt 
Isbeing modified. Tho second limitation Isthat theproposed structure requires the addition 
of several new staff and the enrollment of th two stff aro ly - by PM H This 
hasgn . for the opeatonal bude 

It ISrecmmended that ti~s functional approach be Inorporated In the organL=tonal 
of PROCO.SI as soon as possible to ensure that maximum Input Isreceive from.structure 

staff and consutants, meaningful work plan are devloedanW Implerwuilao and 
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responsible managers are identified and held accountable for the execution of activities, It 
IsImportant for the executive secretary and the department of administration under his 
direction to work with SCF to develop the administrative and financial systems re hredof 
an Independent entity so that they are inplace by the time PROCOSI receives Its personera 
JurldcanThe REC has already agreed that SCF should develop and install these financial 
and administrative procedures.40  PROCOSI must determine the total cost of operations,
assuming that PRITECII support for staff wil not last beyond September 1992 - and 

0 -- probably should be terminated on-July 31,1991T-When proposing the transfer of PRITECH
staff to Its payroll, PROCOSI should encourage PRITECI to contnue to support Its 
operations, For example, It might suggest that PRITECH transfer the amount budgeted for 
staff salaries through September 1992 to specific operations, e.g., studies on diarrhea 
prevalence and/or the efficacy of treatment. 

5.3.2 Sustanabillty 

ApersonerlaJuridlca for PROCOSI offers the potential for achieving sustainable 
operations, PROCOSI would receive support from other national and International donors, 
as well as USAID. Meanwhile, itshould make aserious effort to increase support from the 
member PVOs and explore the potential for generating revenues by charging for some 
services, e.g., workshops, 

The establishment of an endowment isanother Interesting possibility, PROCOSI has been
 
Invited to participate In a Debt for Development swap that would benefit Itand aproposed
 

Schildren's museum sponsored by the Fundclon Cultural Qulpus. The swap calls for the
 
Debt for Development Foundation in Washington, DC to consolidate $50 million worth of
 
Bolivian debt in U.S. banks and arrange for the liquidation of that debt In return for a
 
payment of $5million. The $5million would be made available by USAID for funding the
 
new OPO, Inreturn for the transfer of these funds to U.S. banks, the Bolivian Central Bank
 
would have its foreign debt reduced and would Issue bonds Inlocal currency equivalent to
 
$7.5 rrlllon. A portion of the amount (1.5 percent) would be paid as commission to the
 
Debt for Development Foundation, and PROCOSI would receive $5million Inlocal currency.

The remaining amount would be divided between PROCOSI and the children's museum.
 
PROCOSI could use Its portion (approximately $695,000) to establish an endowment that
 

0 	 would enhance Its financial security. 

Debt for Developmentswaps are not easy to Implemnent. Itgenerally takes six to eight
months or Ionge to reach agreement on the terms of the swap, and the transactions 
described above must occur siulaeously. There are many questions regarding the 

* 	 feasibilty of this enterpdsw, For example, would USAID be prepared to provid PROCOSI 
with $5million i one obligation when Itusually finances projects Incrementally? Stlil,
PROCOSI should exploe ti opportunity furthe. 
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PROCOSI should also move to document and publicize the fact that its services are cost 
effective and have considerably Improved the extent of the programs and operations of the 
PVO members. Thesrn are sustainable benefits worthy of attention and support. 

5.3.3 Technical Assistance 

PROCOSI should identify a focus for its technical assisiance component and 
establish priorities and guidelines for access, assignment, and evaluation. These 
priorities and guidelines should cover: 

The areas for which technical assistance will be available 

The categories of technical assistance to be provided 

The conditions under which technical assistance will be available 

The conditions under which technical assistance will be extended to 
nonmembers. 

Technical assistance should have an evaluation mechanism to ensure the quality 
and usefulness of its services. The mechanism need not be complicated. Simple forms 

for requesting technical assistance and for evaluating the assistance provided were developed 

but have never been used for reasons that are not clear. If in fact these are not considered 
useful, suitable alternatives should be developed. 

The training component of technical assistance should develop a results-oriented, integrated 
approach that includes: systematic needs assessment; a training plan that defines specific, 
measurable objectives and indicators for evaluation; and a design that focuses on the needs 

of trainees and provides for follow-up and evaluation. 

This approach should providc a model for member agencies through training-of-trainers 
events. To avoid additional evaluation burdens on PROCOSI staff, evaluation techniques 

should be transferred to members of the network. 

PROCOSI technical staff should be provided with opportunities for professional development 
through short courses and attendance at professional events within and outside Bolivia. 

5.3.4 Subgrants 

Subgrants are an Important contribution of PROCOSI and should be continued. 
Pilot, innovative, and investigative activities leading to project design and program 
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Improvement and providing the basis for proposals for larger program activities should be 
emphasized. Support for larger program activities should continue provided there is a special 
role for PROCOSI; for example, emergency or bridging funding, add-on funds for a new 
component in a larger project, a program activity that has special technical assistance and 
evaluation needs or an Investigation component, or a follow-on to a smaller investigation or 
pilot project. PROCOSI's commitment to provide technical assistance to a project from 
development to completion is a key to its ability to support Improved quality of subgrants. 
The practice of having start-up workshops should be continued. The activities currently 
defined as "investigation" should be included under subgrant activities. 

The proactive development of project themes and activities, through workshops and 
Individual consultations with the PVOs, should be promoted. Still, PROCOSI should not take 
primary responsibility for implementation of a subgrant activity. Areas of accomplishment 
by PROCOSI should continue to be emphasized. These Include startup workshops, 
Improving the quality of project activities through monitoring and technical assistance, and 
the emphasis on local diagnosis and needs assessment as a basis for the formulation of 
projects. Themes that reflect quality in programs, such as program design, replicability, 
sustainability, and cost effectiveness, as well as the effectiveness of individual interventions, 
should be developed and given special attention. 

The subgrant development and review procedures require reformulation. Clear 
criteria and priorities for selecting subgrant activities should be established. To preserve the 
special feature of PROCOSI support for technically demanding activities and to include all 
PVO members in these types of activities, the subgrants may be divided into two classes. 

The first class would be small ($5000 to $50,000) grants for pilot, Innovative, and 
investigative projects which will lead to program development or improvement. These grants 
would emphasize high technical quality and the achievement of results which will lead to 
program improvement. PROCOSI technical staff would provide assistance in proposal 
development, including calling on outside technical resources. The proposal would be 
reviewed and approved or disapproved. These grants would not be competitive but would 
require approval based on adherence to selection criteria and adequate design. The review 
process should be sinilar to that described below. A ceiling for each PVO should be 
established for how much funds can be accessed through this noncompetitive process over 
the period of the next OPG. 

The second class of grants would be larger ($50,000 to $200,000) and would be awarded 
on a strictly competitive basis. Program activities, as well as innovative studies, could be 
Included. The review will require not only guidelines but a method of prioritizing and ranking 
proposals. A process that Includes local experts outside of PROCOSI and the funding 
Institution should be established to ensure objective assessment and to decrease the tension 
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and conflict that could be expected among competing PVOs If the process were wholly 
internal. The following steps are suggested as a model of the review process: 

1. A proposal Is delivered by the PVO to PROCOSI. It may be at any stage of 
development, from a concept paper to a proposal ready for the formal review 
process. 

2. The technical team discusses the proposal, assigns responsibilities for further 
protocol development with the PVO, and notifies the PVO of the results of the 
review. 

3. The technical team revises the proposal with PVO personnel. Outside consultants 
may be used if necessary at this point, and subgrant administrative personnel would 
participate to ensure that the proposal meets administrative requfrements. 

4. When tie technical team and PVO staff consider the proposal is in final form, It 
is passed to administration for a final administrative review. 

5. The proposal, with supporting documents from PROCOSI technical staff and 
outside reviev !rs, if any, then goes to the three-member technical committee who 
will approve or disapprove according to established criteria. In the case of larger 
grants, the committee will score the grant for ranking with other submitted grants. 
The role of this committee is to use their professional judgment In applying 
established criteria objectively rather than to make decisions based on their own 
Judgments or criteria. 

6. The approved proposal then goes to the PROCOSI review panel, which consists 
of the executive secretary, a spokesperson of the REC, and representatives from the 
MOH and USAII). This group will make a final decision about funding. Disapproval 
by this panel, if funding was recommended by the technical committee, would require 
a specific explanation to the PVO and Instructions about conditions under which the 
proposal would be funded. 

The REC would no longer be part of the review process, but would play the central role In 

the development of selection criteria. It would subsequently monitor the review process to 
ensure adherence to selection criteria and clarify or modify these criteria as necessary. An 
outline of all criteria to be used for proposal review should be presented to the member 
PVOs, so that key Issues are included in proposal development. This will facilitate and focus 
proposal review. 

PROCOSI technical staff would continue to collaborate In the development of these 

competitive proposals as requested. Every effort should be made to bring In outside experts, 
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not only to improve the review process, but to provide feedback to the PROCOSI reviewers 
and improve their technical skills. 

Skills in project design, including epidemiology and operations research, are 
needed in PROCOSI and may be met by part- or full-time staff, by regular consultation 
with outside individuals, and by developing these skills within the organization. The short
term goal of bringing epidemiology and operations research skills into PROCOSI would be 
to enhance the technical quality of subgrants submitted to the review process; the medium
term goal would be improving and promoting the investigative component of all subgrants; 
and the long-term goal would be the institutionalization of methodologies to Improve 
continuously program design arid activities. A workshop to review the 14 subgrants that 
have been funded, including a review of missed opportunities for operations research, 
technical problems, and alternative strateg!2s for the future, would be particularly useful. 

Evaluation requirements and procedures should be revised. Evaluation requirements 
and procedures should be reformulated to reflect the needs of the PVOs ieceiving subgrants 
and to satisfy USAID requirements. Small grants should rely on monitoring and a final 
report. The focus of evaluation should be to Improve the programming, monitoring, and 
evaluation capacity of PVOs and the management of independent evaluation of large grants. 
In some cases the evaluations of large grants may be performed by PROCOSI staff. But in 
all cases, the budget for evaluation, including technical assistance, should be included in the 
subgrant budget. 

5.3.5 Organizational Products 

The documentation center serves all PROCOSI organizational units, as well as member 
organizations arid others. Given the current and increasing importance of this unit, it 
should be constituted as a separate center within the PROCOSI structure and 
encouraged to operate and serve its Internal and network clients more effectively. 

A separate budget should be developed, and consideration should be given to hiring
additional staff The budget would allow the proposed center to purchase a limited amount 
of material on child survival programs (in Spanish) and to disseminate more expeditiously the 
materials on child survival developed during workshops and seminars. The addition of an 
assistart, who can relieve the librarian of routine work and free her for more Important tasks, 
Including those of strengtheninq the documentation resources of member organizations, 
would help the technical staff in both the CAD and the CAT and significantly Increase the 
technical cal-icity of center. 

The development of the illS should be pursued. The I IIS has brought the member 
Institutions tlxielhr around a common problem The continuation of this activity Is 
advisable, provided members can reach agreement on Its priority and develop a work plan. 
The upcoming workshop In November 1990 Isan Ideal time to determine the future of this 
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activity. The concentration on Individual PVO needs and problems, providing technical 
assistance to develop goals and systems, is a logical next step. Optimally, the HIS approach
within PVOs would be combined with evaluation of planning and decision making methods 
and data needs, such as the FHi workshop facilitated by Planning Assistance. 

The idea of a central data bank should be kept in mind but not pursued again until the HIS 
has been developed and problems solved at the member PVO level. A reassessment at that 
time would establish whether PROCOSI should serve as a data manager with a role that 
could range from the collection of reports from members, to the provision of technical 
assistance, data management, and computer center support in the production of reports, to 
a central data bank that produces reports and summary documents for all PVOs. The 
diversity of PVOs, and differences in their data collection styles, needs, and sampling 
methods make a central data bank an improbable reality in the medium term. 

5.3.6 Organizational Collaboration and Cooperation 

With the collaboration and cooperation already achieved among members of PROCOSI. it 
would be worthwhile thinking about developing and sharing programs with individual PVOs 
or a group of PVOs. PROCOSI should also begin to build institutional rather than personal
relationships with government institutions. Finally, PROCOSI should extend membership to 
national PVOs to gain legitimacy within the national context and improve its chances of 
securing funds from sources other than USAID. 
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Chapter 6 

PRIORITY ISSUES 

The conclusions, lessons learned, and recommendations offered suggest actions to be taken 
during the remaining months of the project. They are summarized below under the principal 

headings used during the evaluation and are presented in a timeline (Figure 5). 

6.1 Organizational Development 

1. Implement administrative and financial systems, and prepare manuals 

outlining roles, responsibilities, and organizational procedures. 

2. Restructure PROCOSI as recommended in this evaluation. 

3. Proceed with the registration of PROCOSI as a local R/O (personeria 
luridica). (This should be completed in early 1991.) 

6.2 Subgrants 

1. Revise the system for reviewing subgrants, by incorporating criteria and a 

scale of priorities. 

2. Revise the process and objectives of the subgrant evaluation. (This 

requires Immediate attention.) 

6.3 Technical Assistance 

1. Revise the process of providing technical assistance. Define the objectives 
of technical assistance, as well as the systems for providing, monitoring, and 
evaluating it. 

6.4 Coordination and Cooperation 

1. Collect and exchange information on the experiences of members of the 

network, 
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6.5 

2. Establish the form of cooperation and coordination and the levels of 
Institutionalization between PROCOSI and the GOB. 

3. Establish contacts with other PVOs Involved in child survival activtles and 

Interested in joining PROCOSI. 

4. Establish contact with other potential donors, both national and 

international. 

Other Activities 

1. Define a plan to develop the health Information system (HIS). (This 

priority Issue should be examined at the workshop in November 1990.) 

2. Develop a plan to integrate the functions of the documentation center with 

those of other units of PROCOSI. 

3. Establish a plan to strengthen the documentation centers of member PVOs 

and to integrate them into an information exchange program. 
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Appendix A 

PROCOSI MEMBERSHIP 

Programa de Coordinacion en Supervivencla rfantil (PROCOSI) 
Lisinaco Gutlenrez (Pasaje 490 No. 4) 
P.O. Box 9432 
La Paz 
Tel 342509/374104
 

CARE 
Calle 14 de Septembre 
P.O. Box 6834 
La Paz 
Tel. 786341/783534 

CARITAS 
Avenlda 6 de Agosto 2864 
P.O. Box 475 
La Paz 
Tel 342402/371916
 

Project Concern 
Calle Crastro No. 1508, 3er Piso 
P.O. Box 4678 
La Paz 
Tel 351353
 

Consejo de Salud Rural Andino 
Calle Victor Sanjines 2948 
P.O. Box 3133 
La Paz 
Tel. 342950/322138
 

Catholic Relief Service (CRS) 
Calle Corneta Mamani 1973 
P.O. Box 2561 
La Paz 
Tel 343335/322269 
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Freedom from Hunger Foundation 
Avenida Arce 2970 
P.O. Box 4791 
La P'z 
Tel. 354040/322159 

Food for the Hungry International 
Calle Presbitero Medina 2516 
La Paz 
Tel. 322238/351671 

Plan de Padrinos (Plan International) 
Calle Francisco de Miranda 2123 
P.O. Box 424 
La Paz 
Tel. 353028/356668 

Proyecto Esperanza 
Vi'lamontes 
Tel. (0604)-2302 

Save the Children (SCF) 
Calle Pedro Salazar 517 
P. 0. Box 5793 
La Paz 
Tel. 325011/323845/423687 
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Appendb B 

STATEMENT 'OF WORK: PROCOSI EYALUATION 

A. Requirements 

1,The Contractor will conduct a final evaluation of the Child 
Survival PVO Network OPQ focusing on the impact of the project. Problem 
of project design and Implementation will be Identified and suggestions

forcorrective-measures- ill beprovded;-----

2.The Contractor will devhlop# *easure and Interpret evaluation 
Iilcators In coordination with all participants. The participants
Include the PROCSI Executive Secrtariat. Sc?, the Bolivian Ministry of 

0 ~Health and the member PYOs including. CAPte rood for the Hungry
Internationale Project Concern Internationaip roster Parents Plant Andean 
Rural Healith Corporation# Save the Children, CAWAS Doliviana, Catholic 
Relief Sorvicest Freedome from Hunger Foundtion# and# Project 9sperana
Villamontes. (All PYos except Project Zoperansa have offices In TA 
Pax~.) 

0 	 3. The Contactor will also recommend Improvements In design and 
operations for a possible project extension. ConsIderation should be 
given to the feasibility of PFACOSI obtaining their Personeria, Juridica 
&M4 having USAW supporting them d1irectly and the posi=iTy ci 
accepting n*4 members. 

s.Expected Outputs$ 

1. Questions to be Operational definitions 

* a Project Design 	and Start-ape 

1. was the Project design Analyze difficulties and benefits 
adequate to compensate for Its caused by the project desi9n. FAke 
complexity? reoeendatIons for project

extension (prepare log frame). 

2.Was the project design Compare original design with actual 
significantly altered by SC? or project.
PrOMOI? 

3. Should any component be Analyse which eomponents caused 
*deleted or others added? Unae ompllications without 

* 	 ompersstoxy benefits and reecmend 
additional eampenenta to fill any
pteject gap$. 

73 

_ 
.,, 



b. Processs
 

Were the following project a&,eas
 

feasible and realistic and to
 

what extent was PROCOSI able to
 

implement activities in these
 

area? 

1. Management 


2. Administration 


c. Project Accomplishments - 11ow
 

successful 4re the following in
 

improving the PVOs abilities to
 

provi le CS services?
 

1. Training programs 


2. Technical assistance 


3. Sub-grants 


4. Coordination 


1. How effective is the SCF
 

management of the OPG and the
 

relationships among the Rotating
 

Executive Committee, Executive
 

Secretariat and member PVOs 

2. Assess possibilities of PROCOSI
 

obtaining its Personerfa Jurldica
 

and recekving grants directly from
 

USAID and other donors
 

Analyze the PROCOSI administration
 

and the relations between PROCOSI,
 
SCF, and USAID
 

Analysis to include the following
 

areas,
 
1. Quantity
 

2. Quality
 

Analysis to include the following
 

arease
 

). Quantity 

2. Quality
 

An'lysis to include the following
 

areas.
 
1. Quantity
 

2. Quality
 

3. Issues of approval mcchanimms
 

1. Among the PVOs 
2. Between PROCOSI and the MOH and
 

USAID
 

3. Now can other Institutions be 

better brought into the project and 

be improved? 
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.Standardization of 
evaluation criteria 

ow ffeeosavr effnrt 
been to standardize CS evaluation 
criteria among PYOS? 

*d. noefit analysiss 

-W.hotnwereother 
project benefit.? 

perceivad- Report bef It -tV percived by-pro 
participants. 

--

S ny 2. Conduct De-Driefing Workshop In Spanish* 

3. Present written final report In English and Spanish. 

C. Methodology 

The contractor will assemble a team of expatriate and national 
etxperts having the skills listed In section V. A team planning meeting 
will be hold to establish objective methodologies and to unty the 
ta4m. Docuontation Zrom USAZD/olivias SC'/bollvia and PROCOSI will be 
analyzed. A sample of member Mos will be visited. A sample of 
sub-grPnts awarded to member PYOs will be 3nalysed. The data will be 
analyzed and rslspresented In a do-briefing workshop to be conducted 
by the contractor In Spanish. A final written report will be provided to 
USAWn in English and Spanish. 

D. Backtground information 

*1. Project Location, La Paz* Bolivia 

2. Evaluation Timeframes rive weeks September -October 1990. 

3. Reference Materials. 

* Grant Letter and Amendments 
...d.trm EValuation 

Quarterly Reports 
RZC and Assembly Ileeting Minutes 

4. Contactso 

SCr/solivia Tel. 
David Pogers, 

32-3845# 32-46871 
Director 

PROCO5I Tels 34-2509t 37-4104 
J7ohn Kepner, Executive Secretary 

UUAD/livia Teli 32-0924 
Paul N. Narkenbrere Chief, HNR 
Charles ZLlewllyno Project Manager
Deborah Carot Mission Evaluation sontractor 
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v. COMIPOSITION OF EVALUATION TZAM ANED TERMS Or PIRFOAMANCE 

Tle contractor willprovide three (3) bilingual(snglsh,- Spanish) 
spa;.ing experts In@ ?nstitutiornal/PVO analysest ChIld Survivaip and 
Training/Hum~an Resources* one of the team mimbers will be appointed team 
leader. The contractor will also make provisions for local facilitators 
for the Team Planning Meeting (TIPt4). 

--	 f or- each am -...amber...vould -bea-working-days -breakdown 

Travels 2 working days
 

Team planning. 2 wrking days
 

In-coantry works 24 working days 


Ht lefing and Debriefing (US). 3 working days
 

rnisling reports 2 working days
 

33 working days
 

A qlx-day week In envisioned for the field work. The required services 
51,1114 start 0/a September 5. 1990. 

Vi. RELATIONSHIP AND RESPONSIBILlIZES 

The contractor will work under the direct supervision of the 
USID/olivLa office of iealth and Human Resources. 

V11. REPORTS 

Before departing the field# the contractor will prepare a draft 
report In EnglIsh, of approximately 30 pages (excluding annexes) with an 
Executive Summary of 3-4 pages.s he contractor shall make a presentation 
of the fin4ings of the evaluation to the ission before departing from 

a completed A.XD. EvaluationBolivia. The final report shall include 
Summary Form (see Attaolment C), and will be forwarded within two weeks 
of departure. The contractor will send ten copies of the final report to 
the hisslon. The Contractor will be responsible for translating the 
final report to Spanish. 

Vi U. SPZCIAL R ixtuzITS
 

ror short-term technical assistance, the following applies. 

The altitude of La Paz (13.400 feet above ea level) can have a 
deleterious effect on the health of persons with pre-existing 
medical problems and/or respiratory Infections, Individuals 
with hypelenslon# diabetes, angina pectorio f coronary heart 

disease, asthma# spiphysesiat chronic bronchitis.. or any history0 
of heart attack# heart disease, or lung d isaos should have a 

thorough evaluation by their physilan prior to traveling to La 

Paz, Persona with any respiratory infection, such as colds 
bronchtis, or pneumonia, should delay travel to 1A Paz until 
they have fOlly reovereid. 
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Appendix C 

UST OF PERSONS'CONTACTED 

Tel. 320824 
* 	 Paul H.Hartenberger, Chief -Health and Human Resources
 

Charles Uewellyn, Project Manager
 
Deborah Caro, Mission Evauaton Contractor
 

PROCOSI 
* 	 La Paz 

Tel. 342509/374104
 
John Kepner, Executive Secretary
 
Cesar Sevilla, Jefe- UnWda Multlssctorial
 
Dra. An Maria Aguilar, ee -Uktl-ad Salud
 

SFenando Diaz, Undad Evaluadonpefe. 
Susana Barrera, Jae. Unklad Educaclon 
Mart Sinnitt, Child Survia Feiow Pohn Hopkins Univ.) 
Melvv Floa, Cafto Docurnentcon 
Alvaro Ro'ufktM. Ofichia de Administracion 
Alene H.Gelbard, Conwitant Healt Worm-aion System 
Jennifer Wkietock de LA Health Wnomiation Systern Specialist 

4. 

Minsto do Previsio Social ySalu Pubbic (MPSSP)
 
La Paz
 

* 	 Tel 370296/375460/375461/376671/375479
Dr. Jack Anteo Soli, Diretor Genral do Salu W"~k 
Dr. 0sw Ponce do Leo S.C., Coorator General - Dwdon a.o.. do 

Robefto Bohi Oumiui4 Director Naclorml do Salud Mateino Wadt 
Dra. Miria Lope, Direcio do Salu Matem kanIl 

* 	 ~~Dr. 

0~ ~~L Dm.Abr az 

Aw"d kao 	2459, ft Pbo 
P.O. 30K15 
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La Paz 
Tel. 360583/328933 

Raul Bohrt P., Investigador Asociado 
Lieselotte Barragan, Asistente 

Consejo de Salud Rural Andino 
La Paz 
Tel. 342950 

Nathan Robison Cartar, orrdinador Nacional de Proyectos 
Cochabamba - Mallku Ranchu 

Dr. Orlando Taja, Director 
Dr. John Nava, Director - District 5, (MPSSP) 
Dra. GlIka Lara, (MPSSP) 
Simon Saavedra, Health Technician 
Adela Asbun, Supervisor-Field Work 
Marta Escobar, Health Technician 
Dr. Juan Villareal, Consultant 
Paul Edwards, US Mdical Volunteer 
Dr. Carcelo Castrillon, Johns Hopkins University 

Proyecto Conrem Intemacional 
La Paz 
Tel. 351353 

Dudley Conneely, Director Nacional
 
Dr. lgnaz,; Caballero, Subdirector Tecrlco
 

Orura 
lc. Graciela Saenz de Bellott, Directora Proyecto 
Eva Guamon Toffico, Docente 
Elvira Castro de Tapia, Contadora 
Sharon Kim, Peace Corps Volunteer 

Cochaba ba 
Dr Evarista Malda T, Director Regional 
Kelly 7aJechowskl. Intern-Volunteer 

CARE 
La Paz 
Tel. 786341/783534 

Frank Sullivan, Director Naclonal 
Tarlia 

Adel AquirTe. Ir Agronomo 
Andrea Cueilar, RN Supervsora del Proycto 
Ldlo Arcnai. Mlembto, Corutte de Agua (Bordo el Mol) 
Lourdes Areais. Prornotoa de Salud 
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___ 

An: bel Miranda, PreuldmnteComdte de Aqua (Cofmta) 
Nieves Canacho, Soclo 
Feilcidad Morales, Socda 
Jesus Mid,,0, 

CARIT~AS 
* LaPaz 

Tel. 342402/371916 
Dr. Jorge Crisostos, Coordinator Medico de Proyecto, Sobrevlwencla hWantil 
Oscar Borda, Secretarlo Ejecutivo 

* 	 Save the Chldren
 
La Paz
 
Tel. 325011/323845/324687
 

David Rogm, Director Naclon 
Robedt Gmbraban AdmrstrHdor 

Emmnanuel Brolet, Agronomno 
Mario Torrello Selaz, Tecnlc 
Patricia Denarande do Bertran, Nutilonist 
CUx Lan Arna, Agronoro 

Freedom From Hunger Fouan (Meats for IM~hons) 
LS Paz 
Tel. 354048/322159 

Etiumrdo Bracaionte, Director Naclona 
* 	 Copmcbana


Lc. Niew Qulno Eiwcutl Dito
 
Uc. Murts Cavij, Techica ChWfSmsU Credift Projec
 

Food for the Hunsty

LA Paz
 

0Tel. 322238/351671
 
Randa L Hosg, Dietor NI~oclon
 

Geiado Wayw C., 	Ah*tredor 
* 	 ~Prclbl Coad, Promotor
 

W0960l Garde S., Promotor
 
Hid. Anlemsi SO%, Je-eprogwnm Supemvenca bkfm
 
lu R ."Q, P omoto
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Catholic Relief Service (CPS) 
La Paz 
Te 323335/322269
 

ureChdrtne Tucker, Directors Program en Bo"~
 

Dr. D Ra Director Medico-Chas Pro
 
Ruth Senzano, Supervlsor-Cha PrOec
 

Proyecto Esperanza
 
Vila Montes
 
Tel.(06042302
 

Garth Pollock, Director Naclona 

Plan de Pardios (Plan hatemnadonal)
 
La Pat
 
Tel. 353028/356668
 

Durval Martine, Director 
Lake TIticaca 

Dr. Gualberto Oulbarra, Health Coordnator11RA Project 
Uc. Neil Copart, Health CoordinOWrIRA Project 
Dr. Fdrco Almise Direclor-Hosp ltae Batalae 
Lourdes Aquise, Health Asdstant4IRA Project 

Fundeclon Cultural Qulpu

Cale Jauregul 2248
 
asilla 1696
 

U Paz
 
Tel 340062/390700
 

Peor J,McFarren, Ditor 

UNK:EF
 
Pka= 16 doJuboNo. 280
 
Caifo 10728
 
Obial. 

Tel 786577
 
Akn Mao" Remfa
 

vWo1d DAft 

No. 1628, Pbo 9
 
LAPAU
 

£so 



Tel. 355006 
Dra. Conzince Bernard, Resident Representative 
Julie Van Dolemen, Consulting Economist 

Community and Child Health Project 
Calle Goltia 142 
La Paz 
Tel. 325384 

Lic. Rita Fairbanks, Health Educator 
Dr. Jorge Velasco 
Dr, Joel Kurltsky 
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Appendix D 

FIELD SITES 	AND MEMBER ORGANIZATIONS VISITED BY THE WASH 

EVALUATION TEAM 

Hortens D"ce
 
Cochabamba -Andean Rural Health
 
Lingo Titcaca -Andean Rural Health
 

Meals for MiUllon 
Pln Iflernaconml 

Maum Batema 
Taija. CARE 
Sucre - CRS/Prodco Social BolvlenoBrItankc, "Cardenal Maure 

John B. Tormaro 
-....°Sav teChed m 

* 	 Potol. Fredo mrm Hunger FouWadtion 
Ontro Project Concern 

Susan Morowitz
 
Santa Cm. Pro spamn (Vga Mot
 

* 	 Cochabamba -Prot Concern hternaional 

Oulenno Drgo
 
ago ur -Andean Rral Hakh
 

N,6 for Miom
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AS'lRIST dPrograu d imtru. d Eva duccim de at, do preodccub ci. 

ITOSl tviluaciim do q a krlciir so pert n 

MIA I clcci oilct ,llanci, o *,I cu-
IICNICA Susirvivncia Ilfwraaudi. is per P1M I, die tommis. edcatiw. It 14turiaeln, pa, via video. 

Sl La a:, Potosi La Pa:, "Imvisivi Orur Usti CM La PAZ L Paz
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Appendix F 

SUMMARY OF SUBGRANTS 

SUBGRANT NUMBER: 1 
RECIPIENT INSTITUTION: ESPERANZA 
USAID CONTRIBUTION: $53,705 
TOTAL SUBGRANT COSTS: $71,770 
TITLE: "Radio Education: Integrated complement to Health and Agriculture Programs"
 

SUBGRANT NUMBER: 2
 
RECIPIENT INSTITUTION: Food for the Hungry International (FHI)
 
USAID CONTRIBUTION: $33,000 
TOTAL SUBGRANT COSTS: $87,316 
TITLE: "Health and Nutrition" 

(Preventive Health Care through Mothers' Centers and Community Health 
Workers) 

SUBGRANT NUMBER: 3 
RECIPIENT INSTITUTION: Catholic Relief Services(CRS)/Proyecto Social 

Bolivlano-Britanlco "Cardenal Maurer" (PSBBCM) 
USAID CONTRIBUTION: $24,800 
TOTAL SUBGRANT COSTS: $83,256 
TITLE: "Prevention of Chagas Disease in Chuquisaca" 

(Integrated Health and Housing Improvement Interventions) 

SUBGRANT NUMBER: 4 
RECIPIENT INSTITUTION: Plan International 
USAID CONTRIBUTION: $31,490 
TOTAL SUBGRANT COSTS: $107,110 
TITLE: "Pilot Project in Acute Respiratory Infections" 

SUBGRANT NUMBER: 5 
RECIPIENT INSTITUTION: CARE International 
USAID CONTRIBUTION: $63,249 
TOTAL SUBGRANT COSTS: $245,550 
TITLE: "Potable Water, Sanitation, Health, and Community Strengthening Project" 
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SUBGRANT NUMBER: 6 
RECIPIENT INSTITUTION: Save the Children (SCF) 
USAID CONTRIBUTION: $51,592 
TOTAL SUBGRANT COSTS: $143,187 
TITLE: 	 "Nutrition, an Integrated Focus" 

(Community Health Worker, water quality, agriculture, animal raising 
interventions) 

SUBGRANT NUMBER: 7 
RECIPIENT INSTITUTION: Project Concern International (PCI) 
USAID CONTRIBUTION: $59,921 
TOTAL SUBGRANT COSTS: $80,871 
TITLE: "Formatfon and Continuous Education of Human Resources for Primary Health 

Care in the Department of Oruro Project" 

SUBGRANT NUMBER: 8 
RECIPIENT INSTITUTION: Corporation de Salud Rural Andina (CSRA) 
USAID CONTRIBUTION: $60,000 
TOTAL SUBGRANT COSTS: $96,420 
TrrLE: "Consolidation of the Startup Phase of a System of Community Health Care" 

SUBGRANT NUMBER: 9 
RECIPIENT INSTITUTION: CARE International
 
USAID CONTRIBUTION: $47,446*
 
TOTAL SUBGRANT COSTS: $64,188
 
TITLE: "Promotion of Growth"
 

(Investigation of a new, more precise Growth Monitoring card) 

SUBGRANT NUMBER: 10 
RECIPIENT INSTITUTION: Catholic Relief Services (CRS)/Caritas 
USAID CONTRIBUTION: $26,600 
TOTAL SUBGRANT COSTS: $57,270 
TITLE: "Study of Areas of Rural Poverty" 

(Investigation to define areas of poverty using demographic data) 

SUBGPANT NUMBER: 1 
RECIPIENT INSTITUTION: Save the Children (SCF)/CANSAVE 
USAID CONTRIBUTION: $4,550" 
TOTAL SUBGRANT COSTS: $10,900 
TITLE: "Street Girls" 

(Pilot questionnaire and Workshop on the condition of street girls in BolMa) 
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SUBGRANT NUMBER: 	 12 
Cathol'c Relief Services (CRS)/CaultasRECIPIENT INSTITUTION: 

USAID CONTRIBUTION: $5,850 
TOTAL SUBGRANT COSTS: $7,780 

"Baseline Study for the Control of Chagas Disease In Chaguaya, Department ofTITLE: 
Tarija" 

SUBGRANT NUMBER: 	 13 

RECIPIENT INSTITUTION: CARE International 
USAID CONTRIBUTION: $8,050" 
TOTAL SUBGRANT COSTS: $12,454 
TITLE: Ex-Post Evaluation of a Child Survival Program 

SUBGRANT NUMBER: 14 
RECIPIENT INSTITUTION: Meals for Millions 

USATi) CONTRIBUTION: $60,225 
TOTAL SUBGRANT COSTS: $89,964 
TITLE: "Small Scale Credit Program" 

USAID total (excluding PL-480): $470,432.00 

PL-480 total 	 60,046.00 

GraJ Total Subgrant Costs" $1,158,036.00 

Note that the "USAID Contribution" in subgrants 9, 11, and 13 are actually PL

480 funds. 

Includes other costs such as community and PrO contributions In addition to 

USAID and PL-480 contributions. 
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Appendix G
 

REVIEW AND APPROVAL PROCESS FOR FUNDING AND TECHNICAL 
ASSISTANCE 

: --------

:1. 	GAeeral Secretary
 
receives project "-

brief from PVO/IZC :
 

: ~ ~ -: -- ::..... 

:Cements to: 

:2. General Secretary : :KOH/PVO for: 

and Unit D sets : :revision or: 

up Review Panel : :notice of : 

with Unit 3 and/or : :disapproval: 
: :- - ----Unit C 


- -- -:---------------

YES
 
.---------. 

:3. 	PVO drafts proposal
 
based on approved
 
subgrant format
 

-


- .--------- .-----


:4. 	General Secretary :--WM1U--:Co7Mant: 

meets with Review : :to PVO 
Panel t.o review full : 

subgrant request snd .:<--: 
makes reco-eindstion 

9s 	 :--- :Proposal

: .... .:. . . .. . :revisions: :.......0...:
 

:5. PVO/REC is notified :---MO-- : . ..... 	 :Appeals 
:subof reconoendation 

..... .. :Com ttee*:
determines outcome 
 N Copy to ............
 

:USAID (MW):
 

:and the
 
:Secretariat:
 

YES 


:6. 	Inform PVO
 

Steps 2 and 4 involve the Secretariat Programing Review Panel 

(IPRP) which consists of a representative from: 

USAID, General Secretary. fOH, $CF. UMICr 
r, ASOIOCS, and UNIT D. 

Appeals Sub-Committee Is comprised of a Representative frpm MOH. 

USAID, and the PVO/REC Spokesperson. 
0 
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Appendix H 

OPERATING PROCEDURES FOR THE APPROVAL OF SUBGRANrIS 

,wPRO GRAA DE COORDINACION EN SLIPERVWENCIA IN'FANTIL 
0 -F ORGANIZACIONES PRWADA SVOLUWJ 5ARIAS*dStecrtnrfe: Eftcutiva 

-POEIINO -05EA10-.PARA-LA.APROBACION.-DE,.SUBDONACIONES 

flCNITAR10 UNIDAD UNlOAD UNlOA PAWEL COMIE 
opV IEDKCUTivo A a/c 0 ARvSOM EJCUTfM 0 ETA LL E 

a A u a/c~ *.0 P. MOTATORIC) 

0oil .'l CE4 at WN Is..os 

Is$ 1ka011t, ,c Il Lb* e s u 

l.fts,.I0.t Olt U:1.C so~ 

[eI M , e tIS 14,1 ' ' 

-~~11' 5 11 4 kmila I atsg Shm $I~ 

;M too 1111 It slatealsm nin 

ialsts i at .1. 1t 0 C6 o 

I tohet& 11I_0dea___4 1 

fois y.1 ifttrrilte Is Ifts o, 
3*stldg i f 1,a le h t, c 

srlul il lafrort y?$le# jAt Is* 
Wnan IsclaYa CWe thail tim. 
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Appendix I 

NATIONAL DIRECTORY OF NGOS IN BOLIVIA 
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Appendix J
 

PROCOSI: ROTATION OF THE REC - 1990/92
 

1. F.H.I. 

2. CARE 

3. CSRA 

4. PCI 

5. MFM 

6. CARITAS 

7. PLAN 

8. ESPERANZA 

9. CRS 


PROCOS I 

ORDEN DE ROTACION DEL CER
 

1990 - 1992
 

FECHA
FECHA
FECHA 

PORTAVOZ
INGRESO SALIDA 


07/89 	 05/90
 
09/90 02-06/08-09
10/89 

01/91 	 06-07/10-01
02/90 


02-05/91
06/90 05/91 

10/90 09/91 06-09/91
 

10/91-01/92
02/91 	 01/92 

05/92 	 02-05/92
06/91 

09/92 06-09/92
10/91 

01/93 	 10/92-01/93
02/92 
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Appendix K 

CRITERIA FOR SUBGRANT SELECTION - PREIMPLEMENTATION 

WORKSHOP 

Point of View of the Donor 

(a)Pertains to Child Survival 

(b)Innovative 

(c)Integrated focus 

(d)Community participation, community Initiative 

(e) Continuity in institutional support 

(f)Contains a training component 

(g) Includes the participation of two or more institutions 

(h)Contributes to the resolution of common problems 

(I)Replicability 

(0)Ina priority zone (geographic) 

(k)EQUITABLE (among PROCOSI member institutions) 

(I)No duplication with other projects, geographic or population served 

(m) Local support 

Point of View of Presenting Institution 

(a)Proposal demonstrates good relations with state organizations, NGO's, and the local 

population. 

(b)Proposal demonstrates a positive contribution to child survival 

(c) Proposal employs innovative methodologies 
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(d)Proposal responds to a local diagnosis of child survival problems 

(e)Proposal Includes Bolivian NGOs 

(f)Proposal develops from dialogue between local populations and PVO technicians 

(g)The organization that receives the funds will be legally constituted In Bolivia 

(personerla luddica) or International collaborative agreement 

(h) The proposal specifies the counterpart contribution 

(i)The proposal includes an evaluation plan 

(J)The review of draft proposals will be done within 15 days of presentation 

(k) The review of the proposal will be done within 30 days of presentation 

0) Proposal may be presented directly without prior presentation of drafts for review 

(m) The duration of the project should be between 18 and 24 months 
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Appendix L 

CRITERIA FOR SUBGRANT SELECTION - "REGIMEN DE 
° 

SUBDONACIONES" 

(a)Proposals prepared within the guidelines of the Ministry of Health 

(b)Proposals that demonstrate a contribution to programs or projects in child survival, 

with the largest part of the subgrant funds going to actions In the community 

(c)Proposals that develop from dialogue and reflection between groups of organized 

campesinos and PVO technicians (participatory diagnosis) 

(d)Proposals that Include components of technical assistance and training for the 

community 

(e)Proposals that include and justify a research component 

(i)Prox)sals that include components with low cost and low risk to the community 

(g)Proposals that include the participation of government or private institutions through 

programmatic or operational coordination 

(h)Proposals that support the organization of campesinos, permitting their participation 

in decision making through innovative methods 

(I)Proposals that give priority to actions based on the analysis of the rural
 

problem(reality), revealing the social, cultural, economic, political, technological, and
 

organizational causes of a specified (determined) situation.
 

121
 


