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Parques Para Chile, an organization based in the cities of Valdivia and Pucbn, 
Chile, strengthens and connects the various playen in biodiversity conservation 
initiatives by supporting the creation of well-planned and managed Private 
Protected Areas (PPhs).' There are some 500 PPAs in Chile, and it is estimated 
that 70% of them are in the hands of private individuals (families, groups of 
fkiends, r u d  communities and indigenous groups). 

Parques Para Chile e r f ~ g e d  as part of a project focused on the development of 
private-public mechanisms for biodiversity conservation in the 10& Region of Los 
Lagos. Since public institutions have limitations in their abilities to meet 
conservation goals, part of the team involved in the project decided to continue 
promoting PPAs by creating a new organization. This organization would work . 

with the owners of PPAs and would contribute to conservation and public policy 
goals in the area. 

During the organization's creation process, as part of an effort to reduce 
dependence on project-based funding and to be able to grow within an uncertain 
funding environment, the Parques Para Chile team defined their vision to include 
achieving financial ~Clfsustainability through the sale of services. 

In order to achieve its financial sustainability goals, Parques Para Chile sought 
assistance from NESsT (the Nonprofit Enterprise and Selfsustainability Team), an 
international nonprofit dedicated to strengthening the financial sustainability and 
mission impact of civil socieey organizations focused on systemic social change. 
With NESsT's help, Parques Para mile was able to develop a business plan for the 
sale of specialized consulting services based on its own methodology focusing on 
the planning and implementation of PPAs. The goal of the social enterprise is to 
generate income to support operational costs and mission-oriented program 
activities, without the financial and tax restrictions that affect nonprofits. At the 
same time, the social enterprise would help PPAs meet national conselvation 
goals by becoming well-managed and sustainable. 

This case study closely follows and analyzes the specific social enterprise 
development process that Parques Para Chile undertook, It describes sections of 
the Parques Para Chile business plan, and highlights issues that are unique to a 
nonprofit organization planning a business. It then recounts the specific story of 
how the organization and NEST worked together to complete each stepof the 
process and to address associated challenges. It then summarizes how NESsT 
mentored Parques Para Chile in specific business concepts and describes the skills 
and benefits gained by the team from this process. The case also looks to the 
near future in terms of challenges that the organization will likely face as well as 
how it will measure the performance d the enterprise using the NESST Tool. 
Finally, the case provides lessons ledrned by both organizations and outlines 
recommendations for improving the process. 

The NESsT social enterprise development process allowed Parques Para Chile to 
clarifj its vision of the business and its relationship to the organization. It also 
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There were few nonprofit sector organizations in Chile prior to the 1960s. Mainly 
fueled by the human rights abuses of Pinochet, the number of civil society 
organizations (CSOS)~ exploded in the seventies and eighties. There was a 
significant need for support services after the Chilean government slashed welfare 
programs. These organizations mainly emphasized meeting basic human needs 
(poverty reduction, human rights, education). The CSOs struggled in their 
infancy, as they were often illequipped and not well-mobilized. There was 
however, a reasonable amount of foreign investments and aid packages that was 
available to CSOs. As the social conditions improved in the nineties, CSOs began 
offering expanded programs that addressed indigenous rights, the environment. 
and drug addic t i~n.~ It was also during this time that CSOs began to speak up 
about governmerlt policy changes toward the nonprofit sector. One major case 
for reform was the tack of transparency in the central gwernment. For example, 
the government often took up to six months to grant a nonprofit incorporytion 
status, but could easily take it away with little or no explanation." 

Within the p t  uosn;pm, the central government has bqph to introduce poiicy 
reform, but there is still much room for improvement. Nonprofits with a direct 
service or weifare mission have been granted a tax exemption from income tax. 
However, a very limited number of CSOs have been granted this exemption. In 
general, "communiry-based CSOs and those that work in areas such as human ., *'; f 

right$ or the environment"' are not included in this tax break. 

The nonprofit sector in Chile is growing and a recent study cites a total of 83,386 
civil society organizations in the country. In terms of employment, the sector 
accounts for 300,000 salaried jobs and more then 390,000 volunteers in 2006.8 
Another study suggests that the sector employs 4.89% of the totally economically 
active population, which encompasses 160,259 salaried full-time salaried jobs and 
143,624 full-time volunteers. This same study indicates that the relative size of 
the sector can be demonstrated in terms of expenditures, whereby nonprofit 
organizations ericompass 1.5% of GDP? 

Since the stabilization of the Chilean economy in the late 19809 and the 
subsequent improvement of the polit id environment, the amount of foreign aid 
to Chile has dropped dgnificantly. The improved sociwconomic conditions in 
Chile have prompted foreign donors to move on to countxies in inore need of 
assistance. International donations provided much of the nonprofit sector 
funding during the Pinochet dicmonhip, but the wiffidrawal of this funding has 
left CSOs either searching for new funding sources or having to trim down their 
existing programs. In order to continue to exist in the future. Chilean CSOs 
need to find new ways to fund their social change activities. 

A.3. SeWinandng and -la1 Entmprl~e'~ 

The terms "self-financing activities,""social enterprise activities,"and simply 
"enterprise activitiesw are used to re&r to various CSO revenuegenerating 
strategies. Self-financing activities include fees for services, product sales, use of 
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Aas~etf, use of soft assets, membership dues, mu lnvmtment dividends an 
are used by CSOs to generate revenues to supplement external donor funding. 

Table I summarizes the different self-financing strategies for earning income. 
Parques Para Chile has adopted the "Fees for Senice" model. It is important to 
remember, however, that no one self-financing or social enterprise suategy is the 
"right" model, Each model has its place. The applicability of each is context- 

sometimes more than one can be used. 

es of Self-f inamlng Strategic 

- Fees forservices: contracting work for paying clients in the public or private sector 
j Ie.g., providing consultation services to businesses or local government); 

- Product sales. selling the products of a project (e g., books or publications), reselling 
products (e.g., in-kind donated items) at a marked-up price, or producing and selling 
new products (e.g., T-shirts, handicrafts); 

- Use of "hard" assets: rentrng out real estate, equipment, or other physical resources 
when not in use for mission-related act~vities; 

- Use of "soft" assets: generating income from patents through licensing agreements or k 
products with the CS0 name or reputation; 

- Membership dues: raising income by collecting d 
the organrzation in exchange for some product, service, or other benefit (e.g., a 

magazine, or discounts on C50 products or services); 

- Investment dividends: earning income from investments either passively, through 
wings accounts or mutual funds, or actively, by trading on the stock 

market or engaging in debt swaps. 

Milder and Cecilia Jara, Risky Business: 771e Impacts of 
Merging Mission and Market, NESsT, Santiago, 2003, page 22. 

Mot-eover, the business that the nonprofit engages in does not necessarily need to 
be central to the organization's mission. See Table I1 for a spectrum of product 
~r service /customer relevance to organizational mission. 

cited, capied or derenced without gatlnission 
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Table II: Spectnun d NGO Self-Financing Advftles 

CRHATED TO NGO MISSION UNRELATEO TO NGO Nhsslon> 

Taken from Lee Davis, Nicole Etchart, Brian Milder and Cecilia Jara, Get Rseady, Get Set.. . Starting Down 

the Road k m r d  Self-finandng, NESsT. Santiago, 2004, Guidebook, page 19. 

AA. Legal and ffegulatary Environment for Self-financing 
and Sdal Enterprise 

In Chile, the legal and tax environment provides minimal benefits for nonprofit 
organizations, As previously mentioned, welfare institutions are provided a tax 
exemption Li-om income tax. This i s  the only exception. Those nonprofits that 
are not direct service or welfare organizations are subject to the same taxes as for- 
profit organizations: a flat 17% income tax and a valueadded tax (VAT) of 19% 
on goods and services (sales tax). AU commercial activities (term used in the 
legal framework), including those belonging to nonprofits or CSOs, are required 
to pay a provisional monthly payment (PMP) based on the expected annual 
income. Since many CSOs have low levels of comnlercial activity, most of the PMP 
is returned at the end of the year. The VAT, though, is charged to all business 
activity even exempted welfare institutions. For example, a soup kitchen is 
required to pay VAT on the food it purchases, even though it is then distributed 
free of charge to their clients." In short, the Chilean government offers minimal 
benefits in the way of tax benefits to promote the development of civil society. 
There are, however, no restrictions &at prevent a nonprofit from selling products 
or services within this rax environment. 
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8.1. History, Mission and 0bjectSves12 

System of Protected Forest Areas, the main tool for protecting the nation's 

I31e Systern woilld need to increase the variety of ecological species represented 
in its plans, to physically connect areas of I)iocliversi~y in order to fully rnaximize 
:onsen~ation efforts, and to increase budget ailocations. It is highly ilnlikely that 
i u ~ h  ilhitdequacies will be overcome in the near future. Meanwhile, natural spacec 
zo~~tinue to be destroyed and fragmented as a result of 
"o&stry, @cultural, induursial and urban activities. The 
5rne remaining for a response is growing ever short. 

'Private Protected Areasn (PPAs) have been identified as a 
iolution for this conservation problem. Since the nineties 
.hey have grown explosively in number and have 

land. & 
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Parques'Para Chile's mission is to contribute to the consewation and longevity of 
natural spaces of special value by supporting the creation of well-planned iu~d 
well-managed protected areas that create benefits for local sustainable 
development, that encourage citizen responsibility in protecting biodiversity, ana 

.{ that promote its biological, social, and cultural value. To achieve irs mission, the 
, i organization creates demonstration sites that are in tepted with the local 

I economy; they also provide technical assistance and support cooperation among 
; stakeholders that share interests in the same territory. 
$ 

To achieve the goals outlined in its mission, Parques Para Chile focuses its efforts 
on areas of high conservation and biodiversity priority wit& Chile. All projects 
take the Form of medium and long-term initiatives, designed with a vision of 
conservation, and created in partnership with local stakehotders. Additionally, the 
organization participates in public policy development and advocacy in order to 
promote the design of public policies and conservation initiatives. 

Parques Para Chile pursues its mission goals through the following program 
areas: 

- Creation of demonstration sites, integrated into local economies, 
- Provision of technical assistance to people, communities and organizations 

responsible for protected areas, 
- Support of cuoperation among stakeholders with the same territorial 

interests through networks of private parks, 
- Promotion of the creation of biological corridors that connect private and 

public protected areas. 

Current institutional programs include work in the f~llowing areas: 

- CoswAndes Biological Conidor, an iniuative in partnership wit11 World Witdlife 
Foundation- Chile and Fundacion Senda Darwin, with the god of establishing a 
protected stretch of land that maintains the ecological connection between the Los 
Andes Mountain Range and Costal Mountain Range of the Valdivia Province in Chile's 
I@" w o n .  Through this program, Parques Para Chile promotes the creation of 
networks of PPA in the Valdivia Province tiwough specialii support services. 

- The Pichares Center for Biodiversity, a multimedia laboratory specialized in the 
development of applied research on biodiversity. This center created the fmt 
land guide, "Path of the Volcanoes". 

- Narnuncahue Biological Corridor, an initiative in partnership with public 
entities to develop a conservation strsltegy for the Villarica Naciond Reserve and 
its surroundings. This area is highly threatened by tourist and urban development 
and forest ertploitation. The Narnuncahue demonstration site is located here, 
which was acquired by Parques Para Chile in April of 2005. The Pichares Center 
for Biodiversity is also based here. 

-Tenth Region Coastal Mountain Range, an initiative coordinated with other private 
and public organizations of the 10th Region, to plan, administer, and manage the 

DRAFT CaYe Study: Nor to be disuibu,utecl, cited, copied or referenced without permissior~ of NEST. 



ual Networ~ or Indigenous ~~. k q u i  ara 
f the Coalition for the Consemtim of ti.-. Jaas cnvil%mInwm 

proreFtimpW\at~o 

Parques Para Chile team is made up of seven full-time professiands: 

Executive Director, sociologist with a Masters in Human Settlements and 

Comlsidn Naclona 
.-dl0 Ambiente 

for environmental 

in population studies. 

services for PPAs. 

project-based funding from inzemahnal sources (79% in 2005 aad an estima,, 
100% in 2006). The annual operatianal budget is approximately USD 80@00 
(EUR 63.500), and since its creation, the organization has performed projects 
valuing approximately USD 460,000 (EUR 365,000). The institutions that havc 
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PPAs, and the purchase of land and creation of a demonstration site. 

18 klaudia S., Executive 
Director of Paques Para 
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2006. 

19 barques Para Chile 
burinns plan, ~ugurt .  
p 5 .  

20 huestionnaire 
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study, Motivations 
lehhd HybrM Legal 
Models. 

B.2. Social Enterprise Development and Operations 

Since its founding, Farques Para Chile has prioritized itf long-term sustainability 
which the founders considered key to the independence of the organization. 
"The incorporation of seIf4nancing has always formed part of Parques Para 
Chile's identity; it is practically in its articles of incorporation"." 

Given the context of financing for civil society organizations in Chile, the 
decision to develop a social enterprise responds to the following realities:I8 

- The need to operate within an uncertain funding environment 
- The need to diversify funding sources 
- The need to eliminate dependence on project-based funds, and thus be 

able to define program areas, regardless of the existence of available 
project funding that might finance them. 

After considering various social enterprise ideas, Parques Para Chile chose to 
develop services that will assist property owners to better manage and meet 
conservation goals for several reasons. The organization had already developed a set 
of planning and management tools for PPAs. Through its prior mission related work, 
Parques Para Chile had identified proprietors of small and medium-sized PPAs that 
were swongly committed to conservation goals and would also need private land 
management services. In addition, the environmental law of 2008, which is stilt 
under discussion, offered the possibility of financial incentives for the creation and 
maintenance of PPAs which would in turn create a demand for such services. 

Parques Para Chile created its social enterprise as a separate for-profit legal entity. 
"IL~ role would be to generate profits to finance operational costs and mission- 
oriented pro- activities. It would also allow the organization more flaibility 
in handling financial and tax restrictions that affect Chilean nonpr~f i ts" .~~ This 
pairing of a nonprofit and for profit entity is a fairly common practice among 
CSOs in this country, 

The Board's reasons for creating a separate legal entity were:" 
- To protect the organization's image in the market - To uphold and respect the cultiue of the organization - To ensure transparency in accounting 
- To expand fundraising possibilities and attract third party investors 
- To allow for the independent and flexible management of the social 

enterprise, according to market needddemands. 

The organization originally considered a public limited company, 51% owned by 
Parques Para Chile, and 49% owned by a combination of distinct stakeholders. 
The original description read, "The public limited company offering support 
services will be comprised of a professional multidisciplinary team that will be in 
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22 Network of businesses 
and business S t a g e l : N V F E a j l ~ ~ ~ q f t h e & ~ h )  
professionals who 
donate their time to 
support the NESsT During five to seven months of intense cooperative work, NEST provides on- 

huld po~ol io  going technical assistance and consulting advice to guide CSOs through the 
and that in some evaluation of their prospective social enterprises. The amount of assistance 
instances make provided is approximarely 30 full-time workdiiys. CSOs are provided wirh tools 
investmentr in portfolio and training in organizational readiness for social enterprise, business plan 

% Org=nkat'ons for a soci* development and sustainability planning. This assistance both helps to 
return. 

I professionalize the G O ,  and to ekaluate the feasibility of the progolsed 
I 

23 'A requirement for 
enterprise. Each step in the process builds upon the previoua one to deepen the 

lenterlng the NEW level of analysis culminating with the development of a business plan. CSOs are 
p u r e  Fund p ~ o ~ ~ o  IS messed at the end of each stage to determine if they will advance to the next and 

at the organization be are expected to take the initiative to push through the entire process. 

& , p P ~ ~ e r ~ & q # & , ( l a u t a c h ~ ~ ~  q ~ s o c i r r l ~ )  
ithe social enterprise. 
parques Para Chile was in 
f he process of 
lincorporation and was 
ionsidering owning only 
51% of the soclal 

Organizations that are selected to join the NVF later stage portfolio receive 
tailored multi-year (three to five years) support combining strategic, managerial, 
and financial support &om NESsT and its collaborating team of business experts 
and partner institutions. The amount of technical and financial assistance 
provided by the NVF to later stage portfolio varies according to the needs of each 
organization and depends on the levels of human and financial resources 
available by NESsT each year, but tend to average 30 days per pear. % i d  
amounts of financial support range from USD 1,00@10,000 (EUR 800-8,000), with 
an averabe of USD 5,000 (EUR 4,000). NESsT works with each partfolio 
organization to ensure that it meets the enterprise development, social change 
impact, institutional development and financial sustainability goals established in 
the planning process. Over the period of time that CSOs are in the NVF, portfolio 
mernbe~s develop the ability to operate their enterprises independently and in a 
sustainable manner. 

At both early and later stages, NESsT is assisted by members of its Business 
Advisory NetworkgS(BAN), who offer their knowledge and skills on a pro bono 
basis to members of the NVF. 

During its initial contact period with NESsT, Parques Para Chile did not meet the 
necessary criteria for assistance from the NESsT Venture Fund.23 Thus, NESsT was 
hired as a consultant for the project with funding from the Avina Foundation. 
The support provided to Parques was initiated with a workshop in July 2005. 
During this first stage, that lasted through January, 2004, the Parques Pala Chile 
team developed a feasibility study for specialized PPA services. Later, in mid-2004, 
the development of the corresponding business plan continued, only this time 
with the support of the NEST Venture Fund (for reasons rhat will be explained 
below on page 18). At the same time, Parques Para Chile put a new methodology 
to test that would be incorporated into the business plan which was completed in 
2005. 
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YPAs began to emerge at a growing rate in the early nineties. In 1997, there were 
25 PPAs over 40 hectares large, covering a total of 432,000 hectares. Today the 
PPAs cover around 1,250,000 hectares. Of this total, l4 large-size PPAs cover 
1,190,000 hectares, while it is estimated that approximately 500 PPAs make up 
150,000 hectares. It is this segment of P P h  - prirrlarily in the hands of individual 
citizens, families and communities that combine conservation activities with other 
types of activities on the same property -, that comprise the key target market for 
Parques Para Chile services. 

Secondarily, PPAs owned by nonprofits, forest companies, real estate companies 
and others whose primary objective is biodiversity conservation also form pan of 
the target market. At a third level are the large PPAs, owned by individuals with a 
clear commitment to conservation. 

Trends indicate that the number of PPAs will continue to grow, a$ will the market 
for these services. The institutional context is equally favorable if the regulation 
of PPAs is put into effect, allowing for the legal recognition of these initiatives and 
the generation of subsidies for consemtion activities performed by owners. Both 
factors should create a greater demand for Parques Para Chile's services. 

The market study found a high interest in the proposed services. Seventy percent 
of those surveyed were willing to co-finance up to 30% of the cast and more than 
50% said they would be willing to pay the prices listed. The smdy also allowed a 
reduction in prices based on feedback from potential clients which was in turn 
achieved through an adjustment and reduction in production costs. Additionally, 
the inclusion of the group service allowed an option at a cost 50% less than its 
original equivalent, the Land Conservation Prioritization Plan. 

The proprietors that have no income from their land and those that acquired 
their properties in the past 20 years show the most interest in contracting the 
services. Proprietors who are familiar with the services or have received them 
previously were 100% willing to c~dinance and expressed a strong interest in 
paying for the services. 

An analysis of the competition found a low supply of similar sewices available, 
none of which were oriented towards owners of small and mediumsized 
properties, and only one other service focused on PPh. In addition, the services 
available in the lnarket focus on forest production and their prices are much 
higher. 

One of the financial goals of the social enterprise is to cover the monthly 
personnel costs of a part-time, fow-person team involved in providing the 
se~vices. Based on thct financial goals, the maximum number' of possible service 
units was determined, taking into account the real schedule and availability of the 
work team: a total of 40 days per month, 50 to directly produce the services and 
10 to perform accounting and administrative tasks. According to the breakeven 
analysis, an average sale d 3.68 services per month would be needed to cover 
fixed and variable production costs. This is equident to 62.37% of the capacity 
of the four-person, part-time team of professionals. 
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first workshop, October, 
2003. 
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dweloprnent process. 
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profersionak. 

Parques Para Chile's exparience demonstrates the benefits that a start up 
organization can gain by developing a self-financing activity from the beginning. 
This is especially the case when both the organizational and the enterprise 
development processes are well-planned and implemented. There is the potential 
to directly impact the finances of the organization early on, and the opportunity 
to create immediate coherence between the social enterprise and all other 
institutional programs and activities that will be impliemented. As a result, for 
Parques Para Chile self-financing became one of the pillars of the organization, 
reflected in a low resistance on the part of staff to entering the market, The 
acquisition of new tools and methodologies introduced by NEST was later 
facilitated by this low initial resistance and open attitude. 

B.2.4. The Step  Taken 

NFSsT's work supporting Parques Para Chile began when the organization was 
still just an initiative in the making, within the hinetwork of the CTPMA-FMAM 
Project. The future Parques Para Wile staE contacted NESsT in June 2002 
requesting support in developing a social enterprise. 

In May, 2003 Parques Para Chile received confirmation of funding that would 
allow them to contract NESsT's consdting services, beginnhg with a first 
workshop in July, 2003. The results of the organizational readiness assessment and 
the first evaluation of Parques' social enterprise idea revealed the Eollowing 
 strength^:'^ 

The existence of aahesive staff, with a high capacity for teamwork, with shared 
values, generating a favorable work environment; 
-A  professional. analytical, honest, and selfexamining team, with a great 
predisposition to learn and understand NESsT's methodology; 
- The existence of wide knowledge in the area of consewarjon, both public and 
private and on both national and international levels; 
- A  committed Board of Directors, technically strong and multidisciplinary. 
Additionally, the existence of a strong network of conta~c; 
- Complete openness in discussing issues presented by NESsT, including market 
analysis, operations, financial analysis, missiori impact and risks, along with factors 
that need to be defined before planning the launch, such as social enterprise 
mission, necessary staff, legal structure, and participation 06 the nonprofit 
corporation in the new public limited company. 

Subsequently,, Parques Para Chile received feedback from NESsT on their market 
survey that was designed to learn more about potential clients and competition. 
In November, 2003, the organization had already begun to intepate both the 
social enterprise development process .proposed by NESsT, and the mdodalogy 
for creating and implementing a planning tool that would define and hdp 
manage organizational functions. 

As part of the process and as a way of promoting exchange of experiences, NEST 
invited Parques Para Chile to participate in ISEEF6 the International Social 
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plan was given to NESsT in My, 2005, to which NESsT provided 
and recommendations, and a final QI 

order to evaluate the business plan from an 
mprehensive manner, NESsT gathered three members of its Business Advisory ." 

Network, and NESsT's Executive Director an? Enterprise Development Manager. 
Parques Para Chile's Executive Director, Claudia S. also attended to hear the 
observations and recommendations and to respond to any questions that arose 
about the business plan. 
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representatives of the private, public and civil society sectors. The goal of the 
29 Parques Para Chile event was to introduce Parques Para Chile's services and their professional work 

- ibusines plan, August. 
(along with two other organizations supported by NESsT), and to identify kom. potential investors. . , 

30 Result of NESsTr first 
workshop. July, 2003. 

31 Interview with Parque 
Para Chlle staff 
(Leonard0 A., Mdnica P. 
Claudia 5. and Albwto 
T.), April 5, 2006. 

With a positive evaluation from the Business Advisory Network and the Investors 
Circle, NESsT formally invited Parques Para Chile to join the NESsT Venture 
Fund later stage portfolio. NESsT would invest USD 4,000 (EUR 3,170) in the 
organization to support the launch of the social enterprise. 

I 

;ar t inn f N F C c T  \la11 ~n-Addnd d 
"This bitsiness plan has been developed by Parques Para Chile staff with the 
assistance of NESsT, whose professionals have guided this work not oilly in 
methodolo@y;ical and technical terms, but a b  with sincere communication and a 
commitment to the social mission that is the ultimate motintion behind this 
effortm.* . 

. . . - -  

Parques Para Chile staff refers to the process of developing a feasibility study and 
business plan with NESsT as an important process, considered key to its 
institutional development, and begun even before the organization formally 
existed. The development of a high quality business plan and its presenmtiou to a 

group of philanthropic investors are the tangible results of a process that 
yielded many other lessons learned. 

Along with NESsT's original assessment, the staff recognized that 
although the team was cohesive and held an open mind toward the 
potential risks of launching a social enterprise, they had little experience 
in self-financing.% To make up for this shortcoming, they applied 
NESsT's methodology throi~ghout the process. 

From the first stages, F'arques Para Chile fully embraced the importance of 
having a clear vision, mission and, gods for its enterprise, which was 
something that according to the executive director, Claudia S., "we learned 
from NESsT", S' The team has built on these lessons and has begun to 
apply these concepts to their work with private proprietors and clienls. 

Addidonally, the organization developed criteria to carefully select the 
social enterprise under consideration. They included: the opporlnity to 
use Parques Para Chile's skills and experience; the potential for 

I 
Children planting native trees 

supporting the financial sustainability of the organization; thk opportunity to 

in al conservation area. support the organization's mission; and the potential for supporting the 
permanence of cohsemtion areas. 

Further, through the social eriterprise development process, Parques Para Chile, 
was able to define the services that would be offered, improve them and assess 
their feasibility in the market phce. Often when organizations develop an 
enterprise without a thorough planning process, the enterprise falls short in 
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33 Meaage sent by Claudia 
5.. Executive Director of 
Parques Para Chile, 
October 21, 2003. 

34 Interview with Claudia 
S., Executive Director of 
Parques Para Chile, April 
26, 2006. 

35 Interview with Claudia 
S, Executive Director of 
Parques Para Chile, Aprli 
26,2006. 

36 The Performance 
Management Tool (PMT) 
was developed by NESst 
for use by the members 
of the NESsT Venture 
Fund (NVF) portfolio. 
The PMT helps 
enterprises develop and 
monitor their soclal and 
financial goals against 
established benchmarks. 
The Tool is based on 
NESsT's extenrlve work 
wlth portfolio members. 
'The basic framework 
xonslders social 
enterprise development 
as the drlwr for social 
impact, organlzatlonal 
development and 
financial sustainability. 

market yet existed? 
- The opportunity to offer new unique services and to create a new market 

niche should be pursued. However, it is important to be constantly 
attentive to possible future direct competition that today might appear 
weak or nonexistent. 

- The price assigned to the services should initially be the ideal.price (hat  
would cover costs and generate a profit) and then clients that are not able 
to pay this price shodd be encowaged to seek subsidies either in the fonn 
of donations orfunds from other sources, including the government. This 
could be done alone or orjointly with Parques Para Chile. - In conducting break &en analysis using different cost scenarios, Parplies 
Para Chile should pay special attention to identifying which senices would 
be more in demand as a way of connecting the financial analysis with the 
market research. 

- Market research information should inform the financial analysis and 
projections, and Parques should carefully assess whether these projections 
are truly feasible. This was emphasized because in terms of the market - 
aIthough growth raws and segment distribution figures were clear - initial 
doubt existed as to whether there would be enough clients to maintain the 
pr~jected p w t t l .  - The operations plan needs to be well thought out and should, for 
example, include mechanisms to balance and coordinate the work of the 
enterprise and the programs, and manage potential internal and image- 
related risks m i a t e d  with hiring external consultants. Parqites Para Chile 
should create organizational policies as part of the business plan to address 
such issues. 

The process allowed Parques Para Chile to make decisions based on careful 
assessments of each aspect of irs business and reflected the maturity of analysis 
that the staff achieved, Claudia S., executive director of Parques Para Chile said, 
nAt the time of the feasibility study development, we were being asked to provide 
services as consultants in a wide range of areas.. [requests that were 
declined] . ..,as you [NESsT] say, planning ... is key for s~stainability".~ 

The process in its entirety was also of value because it allowed the staff 
themselves to develop the business plan, adding thi.s capacity to their 
strong technical expertise:. "[Parques Para Chile] can finally say exactly 
what a business plan is, what we can and cannot expect of it, and in a 
concrete and realistic way".34 

An important contribution to the process was having access to NE&T"s Business 
Advisory Network, whose members offer an objective business point of view, and 
share their commitment to environmental presel-vation. This opportunity, said 
Claudia S., "was extremely useful to gain clarity on what was missing and how 
people might perceive the services we plan to offern. S5 

Prior to the official launch of the PPA support services, Parques Para Chile has 
begun working on the previously mentioned Performance Management Tml 
(PMT).= This tool is intended to help Parques Para Chile to organize its 
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. . staff recogniies that "none of us have a business citltlir'it'; we all 
come from academic and nonprofit backgrounds, and wk have 
lever run a The staff feels that they still hold a 

'aced with this situation, the need to receive continued 
,hpport and motivation becomes critical, even more so than . 

luring the business plan development process. In this respect, 
~e ing  able to count on the necessary capital and training to 

:: the ovelall objective of achieving financial and mission-related goals. Once the 
: , .team understands the various incorporation alternatives available, and with the 

Both present and future challenges include improvement of the website and 
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41 tntwiew Wh Claudia 
S,, Executive Director of 
Parques Para Chile, Aprli 
26, 2006. 

C"2. Antkipateel Reswlts of the Social Enterprise 

The financial goals of the enterprise aim to cover operating costs and the half- 
time salaries of the four-person team responsible for offering the services, by the 
third year of operation. The social impact goals include PPAs becoming a tool in 
meeting national conservation goals. Furthermore, Parques Para Chile aims to 
increase awareness of PPAs, especkdly the smallest ones, through the introduction 
of standards and best practices for conservation. 

It is also hoped that social enterprise will contribute to organizational 
development. The insertion of business logic into the organizational cul wre, 
which to a certain extent has already happened, win contribure to the 
standardization of processes, more efficient operations, and an improved 
positioning for Parques Para Chile. 

Because of the NESsT 
prucess "we can finally 

With guidance from NESsT's Performance Management Tool, Parques Para Chile 

say exactly what a . will measure the impact of their social enterprise based on specific objectives, 
business plan is, what categorized in the following four areas: 
we can and cannot 
expect of it, and in a 
concrete and realistic 

way 

- Interview with Claudia 
5.. Executive Director of 
Parques Para Chlle, 
April, 2006. 

Social enterprise performance: Measures and monitors the performance of the 
social enterprise in relation to the goals defined in the business plan such as 
percentage of target market reached, sales revenues, fihncial projections and 
operational improvements. 

Social inlgact: Measures and monitors social and mission-related achievements, 
such as additional beneficiaries reached, program seMces offered, public policies 
changed as well as mitigation of the mission risk that a social enterprise can pose. 

\ 

Financial sustainability: Measures and monitors rhe contribution of the social 
enterprise to the organization's percentage of untied revenues, level oFFuncling 
diversification, accumulation of assets and financial transparency. 

Organktational development: Measures and nion i to~~  the development of 
institutional systems - human resources, financial management, governance, 
planning - achieved as a result of the social enterprise. 

The social enterprise development process did entail certain costs particularly the 
extended length of the process itself caused by various hctors. According to 
Claudia S.?' these factors included: the rigor of the NESsT process; the need for 
Parques Para Chile to develop and test a methodology for group services; the 
demands of fundraising, and the fact that as a small start up orgar~ization, the 
staff could not focus exclusivelg on the process. 

These delays can interrupt the flow of the process, reducing enthusiasm for 
social enterprise implementation and lowering staff motivation. There is a 
feeling among the Parques Para Chile team that the social enterprise could 
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+<>, ,:.,'L->*-! - -- #, , % - 
have been launched earllei because they were experiencing a moment 01 

enthusiasm and felt positive about the potential viability of the business,. 
This temporary moment of enthusiasm-wits tempered by the business 
development process. Claudia S. used the analogy of the 'freshness' of the 
moment before jumping into a pool. The desire and conditions to do so are 

, -. 
. , . I * +  

there, but if you do not act in time andlet the moment pass, the impulse 

, 
- , disappears, and you start to pay attention to details like the cold water 

,L , . . .J*. temDerature, potentially deciding against the action. 
W rK> -. ugh the social enterprise was developed simultaneously with the creation 

= I ; 7;: of Parques Para Chile as an organization, the staff does not believe that the two 
- :.-$$distinct processes were detached from one another. While it was a challenge to 
+ , . 'krromnlish both t a s k  thev did not feel that their experience was different from 

who are exploring self-financing 

ffer a financial a1 

relative lack of cultural resistance, and the organizational predisposition 
initiating self-financing strategies. 

ssons taken from this social enterprise development experience include 
he need to acknowledge the quantity of time that such a process can demand 
t is not surprising that the entire process would take longer than originally 
nvisioned for both internal and external reasons. Thus, it would be 

ropriale to maintain expectations in line with the process as it evolves. This 
ization has been an important lesson for NESsT since there are many 

manizations that face similar situations. As a result, NESsT has adjusted its 

ward 
p<., 
s..,? as ;a incentive for completing each stage of the process in the requisite 
6' timeframe: 
,7- 

rt* - Setting more realistic timelines for specific organizations, with the 
:bb4 3 < 47& . 1: , . . +  , : rornmitrn~nt nn behalf of the omanization that it will meet the overallm 

- 77 . , dl - . ..a , :, t! 
orgmization's leadership continues to be involved. 

- F-&sz+$- ' - Making sure that regular meeting are held between NESsT and the I 
organization despite geographic distance. (In this case, the offices are 8401 
kilometers apart). 

; =  - ;.i<ype 
'R;iore s~ecificallv. th6 experience gained shows the importance of not assuming 

- - - - - -. - - - - - - -- - - - - - - - - - - - - - 0 

deadlines, in order to maintain motivation; 
Together with the organization, searching for additional funding, when 
necessary, that would allow the orgqnization to hire a paid staff memb 
volunteer to work with NESsT on the process, while assuring that the 

I - " 
-%hat tht! tools or trainink ~rovided are enough when it comes to those areas 

- 
I , - -- - -- - - - - -- - . -- -. . . -. - - C).  r. - . - . - . - - . - " 

where the organization is weakest. It is necessary to create more 
J organizations that have been successful with social enterprise or 

opportunities for 
that are at a later m*=- - I 

" '8. t - 7  

.;.-I -a:' stage of its implementation to share their experience. It would also be helpful to 
=-&h-!': . 

have a close and deep contact with experts in specific areas, for example a 'clinic' 
E-:, to review and work QII a marketing strategy. 

;$& $*? .a" v .  7 

' & ~ - < 4 , ,  - - 
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Parques Para Chile made several reco~nmendations based on their experience, 
and they highlighted that ie would have been advantageous of having a single staff 
member who is exclusively dedicated to the development of the social enterprise. 
Obviously this possibility would represent quite the luxury for most nonprofits; 
however fundmising toward these ends could make a substantial &rence in h e  
quality of the process and the final result. 

The final recommendation made for other organizations interested in developing 
self-financing strategies was to keep a balance between the initial enthusiasm and 
motivation in starting an enterprise and the objectivity and discipline that is 
required to develop a solid business plan . 

The process with NESsT has created a high quality business plan that gives the 
organization confidence in managing an enterprise, the tools that will allow st& 
to begin its implementation and prepares them to face new challenges that arise 
in the future. With this built in capacity and the continued i n c W o n  provided 
by NEST in the coming years, Parques is well-positioned to achieve Its 
sustainability and independence and to reach its conservation goals. 
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