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|. Introduction

The first quarter of the new phase of Enlared Municipal was marked by two key lines of action
that will have an impact on the project for its entire the coming months.

Thefirst line of action was the expansion of the staff of ICMA Bolivia (five new staff members)
to support the new activities and expanded scope approved in the new Task Order. The new staff
members have devel oped activities and timetables for each of the program areas of Enlared:
technology, training, strengthening of the Bolivian associative system, and the dissemination of
relevant materials to municipalities. Additionally, during this quarter, Enlared developed and
presented the 2002-2004 Work Plan to USAID/Bolivia.

The second major activity for this quarter was to put the “new membership strategy” into place.
The strategy exists to get members (associations, mancomunidades and municipalities) more
involved with the project through the signing of an agreement that stipulates the responsibilities
of each party. To date, two associations and two mancomunidades have signed these
agreements. ICMA/Bolivia has begun to see the initial success of thisinitiative in that the new
members have already demonstrated their commitment to Enlared by increasing their
involvement in project activities.

With regard to the project’ s technological focus, adjustments to hardware and equipment have
been made in order to offer a better quality of service to the Portal’susers. The IT Team has also
begun to design the services and tools that will be incorporated into the new image of Enlared
Municipal, which will be launched in the next quarter.

II. Major Accomplishmentsthis Quarter
The following accomplishments were achieved this quarter:

a. Presentation of the Work Plan to USAID: On December 2, ICMA/Bolivia presented
the 2002-2004 Work Plan to USAID. Additionally, the team presented their
Sustainability Plan (including the Business Plan and Training Plan), Marketing Plan, and
Monitoring and Quality and Assurance Plan. During this presentation, the lines of action
for the new project phase were discussed and any outstanding doubts were addressed and
cleared up.

b. Expansion of the User Universe and Support to Municipal Associations. During this
new phase, Enlared will redefine its membership terms by asking current and future
members to sign an agreement that will specify the rights and responsibilities of each
party. During this quarter, two associations (AMDECRUZ and AMDEPO) signed
agreements with Enlared. ICMA/Boliviafollows up with each association about these
agreements on a daily basis to ensure that the associations understand the commitment
they have made to Enlared. Additionally, the staff has contacted other municipal
associations to explore the possibility of having them sign similar agreements. Finally,
Enlared provided logistical support to ACOBOL during its workshops on “Models of



Participatory Management,” which focused primarily on gender issuesin local
administration.

Opening of the User Universe and Support to Mancomunidades: The
Mancomunidad de Municipios de la Gran Chiquitania signed an agreement with Enlared.
ICMA/Boliviais using this agreement as amodel for other mancomunidades in an effort
to further the reach of the Portal’ s programs and activities. Currently, theteam s
negotiating with the mancomunidades of Cintis and Metropolitana to sign these
agreements.

. Involvement with the Ministry for Municipal Development: Enlared has posted on
their Web site a compendium of all of the visits that the Ministry for Municipal
Development made to each departmental municipal association. The page was updated
in October and it was circulated among all of the associations and members of the media
as areference document containing a summary of the event and the results achieved. The
Web siteis located at http://www.enlared.org.bo/asoci acion/fam/planempl eol.

. Workshop on Municipal Web Sitesin Santa Cruz: Enlared and AMDECRUZ held a

Web site development seminar for municipalities that attracted 48 participants, including
representatives and technical personnel from municipalities, Comités de Vigilancia and
AMDECRUZ. AMDECRUZ raised Bs. 5265 (approximately $700 USD) in registration
fees from this event.

Seminar on Internet Usage and E-mail in Cochabamba: ICMA/Bolivia sponsored
this seminar in conjunction with the Municipal Association of Cochabamba. The course
was directed to users with a basic understanding of Internet use. Course attendees
included municipa IT staff aswell as members of the Comités de Vigilancia and
AMDECO. This activity was part of the process of validating the courses that
ICMA/Boliviais designing within its Training Plan.

. Development of a New Web Page for the Universal I nsurance Program for Mothers
and Infants (SUMI): The Enlared team developed a special Web page to increase the
dialogue for this new program introduced by the Presidency of the Republic. ThisWeb
site, which is updated daily, offers an opinions page in which users can submit their
opinion about this program. The opinions gathered from this Web page helped the FAM
formulate its response to and negotiate the new law decreed by the National Government.
The Web site also served as an important source of information for the media. This Web
siteislocated at: http://www.enlared.org.bo/sumi/default.asp.

. Improving the Content of the Portal: With theincrease in staff size, ICMA/Bolivia
has been able to more frequently update the information on its home page. In the three
months since the new staff joined ICMA/Bolivia, over 200 news items have been posted,
and information is updated daily.

Positioning of Enlared asthe Virtual News Agency: Enlared has begun to function as
atype of news agency, providing municipal news to major media outlets throughout



Bolivia. As such, the media has published more than 30 news articles from Enlared to
date — over 70% of al news items sent to the media by Enlared.

J. Orientation of New Enlared Municipal Staff: In order to achieve the goals specified in
the new contract, Enlared increased its staff to include five new members. The new staff
members will work in the areas of training, strengthening of the municipal associative
system, marketing, and ICT development and support.

k. New Office Location: Due to the enlargement of both the scope of the project as well as
the staff, ICMA/Boliviamoved to anew office. FAM Boliviaand ACOBOL are renting
space from ICMA/Boliviain their new building.

I. ProjectsDirectly Related tothel T Staff:
1. Evauated new Internet software called “Internet On Line” and is migrating
existing services to this new product;
2. Reconfigured the Web and Mail servers according to the parameters of the
Internet On Line program;
3.  Supervised theinstallation of the structural cable network for voice and datain
the new offices;
Installed and configured Enlared’ s own DNS;
Developed the new Web site for the SUMI program (see above link);
Developed atemplate for Web sites focusing on the issues of gender in
participatory planning for La Paz and Oruro;
Designed the eeFAM Web site;
Provided training on Internet usage to AMDECRUZ;
Supervised the move and re-installation of all hardware and software to the new
offices,
10. Wrote and edited the on-line publication Digesto;
11. Developed atemplate for an on-line newsletter called Boletin Enlared;
12. Published the news report on HIPC 2003;
13. Provided support to special Departmental Congress for municipalitiesin
Montero (created Web site for posting of information, pictures, etc. during the
event).
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[11. Challenges/Issues of Concern Affecting Implementation and Actions Taken
The following challenges were encountered during this quarter:

a Strengthening of the FAM and the Municipal Associations: During this quarter, the
FAM and many of their affiliate associations experienced an institutional crisiswhich
resulted in the change of the FAM’s president. Thisinstitutional instability had a direct
impact on Enlared Municipal, given that many of the services that the Portal provides
require decisions and actions made in conjunction with the FAM. ICMA/Bolivia
believes that the tension of this situation was lessened due to the hiring of a staff member
who works directly on projects related to strengthening the municipal associative system.
Because of this relationship, Enlared was able to serve as a channel that al interested



parties could use to share the debate and dialogue between the FAM and its member
associations.

b. Adjustment Period for the E-procurement Pilot Project: The implementation of the
pilot e-procurement project was delayed due to circumstances beyond the control of
ICMA/Bolivia; namely, the change in national level government administration.
However, Enlared has maintained contact with all involved participants and has defined
an implementation plan so that all parties are apprised of the situation and can continue
the planning process. Nevertheless, the timing and scope of future actionsis beyond the
control of ICMA/Bolivia and rests clearly in the hands of national government agencies.

V. Projected Activitiesfor the Next Quarter
The following activities are planned for January-March 2003:

a. Pilot E-procurement Project:

1. Establish contact with the participating municipalities,

2. Coordinate with Microsoft, Vesta, SIGMA and the Unidad de Normas for the
implementation of the pilot project;

3. Maintain coordination between Enlared’ s I T Staff and their counterparts in other
participating organizations,

4. Coordinate with the Unidad de Normas for training all involved parties in the use
of the e-procurement software;

5. Publish activities and outcomes of the pilot project.

b. Presentation of the New Logo for Enlared Municipal:
1. Incorporate the new logo for the on-line products and tools,
2. Begin apublicity campaign advertising the new logo;
3. Provide training to users and members on how to use the new on-line products
and tools.
c. Reconfigure Enlared's Intranet site so that it is more secure.
d. Migrate information to the new servers.
e. Optimize the on-line surveys and municipal forums as useful on-line services.

f. Provide courses and seminarsin Internet and e-mail usage as well as Web site updating
with the Mancomunidad de Municipios de la Gran Chiquitania.

g. Coordinate with the Municipa Associations of Potosi and Chuquisaca for the
development of workshops on Internet and e-mail usage as well as Web site updating.

h. Begin the Training of Trainers program.



Begin working on individual business plans for the member associations and continue to
support the activities specified in each signed agreement.

Create a calendar for Enlared and the member associations to use so that all parties are
aware of which activities will be conducted during any given time period.

. Publish the first E-bulletin that reflects on and analyzes municipal topics, and continue

publishing the newdletter on a quarterly basis.

Begin the Red de Corresponsales, which will ask one individual from each association to
be responsible for sending news items for publication on the Web site.

. Develop an on-line survey on the availability of the Internet in Bolivian municipalities.



