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ABSTRACT

—H. Evaluation Abstract (Do not exceed the space provided)

PROA, a Bolivian NGO, aims to generate and coordinate resources toward increased
employment, accessible housing, improved health and urban development in E1 Alto, a
poor municipality of 400,000 adjacent to Bolivia's capltal, La Paz. PROA assistance
responds to El Alto's growing population over 97% per year-—the highest growth rate of
any municipality in South America. This final evaluation (12/91) was conducted by
Urban Institute to: 1) evaluate progress toward the project purposes (a. The
institutional strengthening of local government, private, and community organizations
that work in E1 Alto; b. the establishment of a network of primary health care
providers; c) the promotion of labor Intensive activities, and d) the improvement of
housing conditions for lower 1lncome groups) and 2) determine PROA's future, The major
findings and conclusions are:

PROA's participatory method has gained PROA great credibility with local people and
many organizations and should be extended.

PROA has helped attract US $38.4 million in investment to El Alto with only $1.25
million in AID funding. PROA has maintained good relations with local government and
other organizations in El1 Alto despite a highly politicized environment, and has
become an effective coordinator of coalitions that address El Alto's problems.

PROA must: become more project driven in order to achieve higher cost recovery, set
revenue goals for its role as a coalition organizer, officilally adopt: financial
sustalnability as an objective, develop a business plan and hire a business person,

Because of PROA's importance to El Alto, it 18 recommended that AID, through ESF local
currency, fund declining portions of PROA's revenue needs over the next 3 years.
Supported by a detalled workplan, this will help bridge the transition from pilot
project (dependent upon AID assistance) to a service center (with a diversified
funding base,) ’

The evaluators noted the following "lessons”: 1) PROA-type support to local government
offers the best formula for promoting local development and supporting democracy in
Bolivia, 2) Many PROA projects, including micro-enterprise credit and community
outreach health centers, benefit women and 1lucrease their role in local development.
3) Innovative urban and local development projects take time. Funders should maintain
support, usually for a mininum of 5-6 years, while the organization and its projects
develop., The organizations that operate these projects must establish and constantly
refine thleir focus on goals to stay on track., Coalition building around specific
problems and non-partisanship in politics are also important to success.

COSTS
I._Evaluatlon Costs .
1. Evaluation Team Contract Number OR ] Conlract Cost OR
Name Affilation TDY Person Days TOY Cost {U.S. $)1 Source of Funds
" BRUJCE FERGESON . URBAN INSTITUTE 29 512,269 PD&S -
BRUCE TIPPETT o URBAN INSTITUTE | 18 $12,l65 7 PD&S

TOTAL $24,434
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SUMMARY

J. Summary of Evaluntion Findings, Conclusions and Rncommaondations (Try not to oxcoed the three () pages provided)
Address the following ltems:

® Purpose of ovaluation and methodology usnd e Principal recomtmendations
e Purposo of activity(les) svaluatod o Lessons learned
e Findings nand conclusions (rolato to cuastiont)

Milsslon or Ollico: Date This Summary Proparad: Title And Date Of Full Evaluation Report:

_PROA: Sustainability Strategies, Eval.,
and Lessons Learned 12/91

USAID/Bolivia, HIR- 3/10/92

1) Purpose of Evaluation and Methodology. This' evaluation assesses PROA's progress
toward achieving the pilot project purpose and makes etrategic recommendations for
PROA's transition-from pilot project to established service ‘¢entér. ' This ‘transition
raises a number of crucial organizational and strategic issues for PROA. Foremost 'is
financial sustainability: to what extent can PROA recover costs from beneficilaries?
Who ' are PROA's other clients~- such as international donors, national and local
government entities, and private sector organizations--and 'how can PROA market its

services to these potential clients? " To what extent can PROA continue to organize ]’

communities—an activity with little potential for cost recovery, but which has formed
the bagse for its method and projects? The evaluation methodology congisted of
interviews ' 'with PROA staff, interviews with organizational partners, visits to
projects, and a 2 1/2 day strategic planning session with PROA's management. ' The
purpose of the strategic planning session was to involve PROA management directly in
the analysis and redefinition of their organization. The~ purpose -of - ~the evaluation
was  to: -1l) evaluate progress toward the project purpoee and 2) determinn PROA'
future,

T oAnRYeno ap At iny ARV

2) Purpose of Activity, PROA 1is a non—governmental organization involved in
generating employment, housing, improved health, 'and urban development in El1 Alto, a
poor municipality of 400,000 ‘adjacent to Bolivia's- capital, 'La’ Paz. El Alto's
population 1is currently growing at over 9% per year--the highest growth rate of any

municipality in South America. Poor rural migrants form the overwhelming majority of

its population and are responsible for 90% of its annual increase. The municipality's
growth has far outstripped the ability of local government ‘to provide urban services,
Hence, Wany ‘condider' El Alto a socio-economic "time- bomb " AID spongored the creation
of PROA as a pilot project in'1988 t& stféngthen and 'assist'local’ government in urban
development., The pillot stage of PROA ends in March 1992. AID-Bolivia has funded this
otganization in the amount of $1 250 000 since 'its establishment.

S oswgry vaney | e [
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3) Findings and Conclusioms.

A. METHOD. One of PROA's strengths is its approach to urban development, "which
includes: stimulating participation and coalition: building. '

Participation: PROA's participatory lnethod to involve beneficiaries in program
design has generated credibility among local peoplie and many organizations, and has
contributed to PROA's ability to organize 5 of the 187 neighborloods in El Alto.
However, there igs a 208t to participatory decision-making. PROA has yet to extend its
comnunity work to the bulk of El "Alto and ite community development methods use a
large portion (30-40%) of its budget,

‘ ‘ v "J‘l’n ‘. .o Yers o inl &q'l a .
COalition Building: PROA has helped attract US$38 4 million in investment to El
Alto with only $1.25 million in AID funding., " It has’ played a primary role 1in

leveraging $16.3 million of this total, PROA has maintained good 'rélations with local

government and other organizations "ELY Alte "'desplte " highly politicized
environment, and has become an effective “gecretary of coalitions" to address El

Alto's problems.

e
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SUMM A R Y (Conlinued)
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- However, despite considerable efforts, PROA' has made' little progress in
strengthening El Alto's local govermment, largely because of the weakness of the
municipality., As a result, it now favors working with community organizations and
from the "bottom up”., In addition, PROA has neglected to generate revenues from its

role as secretary of coalitions.

B. PROJECTS. PROA has launched many projects in the areas of employment, housing,
health, and "innovations." Each project 1s analyzed and recommendations are made.
From the polnt: of view of sustainability, they fall into 4 categories.

i. - High potential for both coat recovery and expansion,-which should receive
more staff time 1f necessary. : Cot ey NN .

ii. - 'Medium to high. potential for cost recovery in 2-3 years, but small scale
and low cost recovery currently. PROA must invest money and time to develop  these

markets of the future, but should drop any pro ject - that ‘can not be expanded

substantially within 2 years. . . o N L e,
iii,,. - Those ,pendipg dpnor-sponsored investment funda.‘“PkbA'should aggressively
pursue these and other donors, . : R e

t o

iv. - Low potential for cost recovery, nc matter what the scale, PROA should
discontinue these projects unless funding becomes available--that is, immediately.: In
no case should PROA continue its involvement in these projects for more than one year
without negotiating coverage of its costs,

c. ORGANIZATION AND, STAFF. Neither ‘AID mor. PROA have developed organizational plans
for PROA:beyond the pilot project..'Consequently, PROA' continues to have no explicit

organizational objectives, has not formally embraced financial. austainability, and' has

no business . plan. - PROA. has: a complicated organizational: structure that ' makes

explaining the organization to.potential funders -difficult.:., PROA's Board of Directors
1s composed .of professionals--many who are former.employees or clients of PROA~-rather
than . broadly. based community leaders.. PROA -staff at .all. levels'are well-qualified
educationally and professionally, but lack busiﬂeas experience.»'“-n- A X

D. REVENUE GAP FOR 1992-1993. PROA currently cecovers~1eas than 10% of  its coets.
Detailed budget projections undertaken by the evaluation team and PROA staff indicate
that PROA can expect to recover 302 of costs in 1992 and to 53% of costs in 1993.
Neverthless, PROA will have a budget deficit of $364,000 and $283,000 in these years.
Thus, halting AID funding to PROA as of March 1992 would lead to the drastic reduction

or end of the organization. Previously, neither AID or PROA has taken comprehensive

steps to prepare PROA for sustainability. Such steps should be taken before ending
assistance to PROA. : " : S st pot ot

4) Principai Recommendationa'

At ey Ye oA Yo g poe e s

|A.. PROA must become more project-driven in order to ‘achieve higher cost . recovery and |-

expand its geographic scope. 1Its participatory methods must support 1its projects
rather than be its principal program focua.

B. PROA: must set revenue goals for 1its role as a ”coalition organizer" for E1 Alto;
PROA should work with local government when a collaborative mayor: is in office and
focus on, the; grassroots organizationa otherwise., : T ,

" . - . ) s
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SUMMARY (Contlnuad)

C. PROA should officially adopt financial sustainablility as an organizational
objective, acquire business consultant assistance, develop a business plan, and hire a
business person with a track record in management of non-governmental organizations to
help direct the organization, PRGA should replace the current organizational
gtructure with four programs—-- employment, health, housing, and institutional and
community development--for which it should adopt cost-center accounting system, PROA
should find sgenior level executives to fill the two remaining positions on its Board
of Directors and use its Board to open doors for diversified financlal support.
PROA's management should be restructured to set coherent areas of responsibility and
free up top management for senior management functions. The evaluation report
proposes an appropriate management structure,

D. Sustainability Strategles for PROA:

- PROA should develop and apply a business plan, = The, K steps in this process are to.
redefine PROA's organizational objectives in terms of sustainability, identify high
priority projects, assess the market and clients of each high-priority project and set.
self-financing targets, determine the needs for expanding these projects, assemble the
projects into an overall strategy plan and set overall cost recovery targets, develop
a series of proposals geared to {nternational’ “organizations . and others, . and
periodically review progress toward the objectives. R C e : o

E. _Recommendations for AID:.

N S crc !

-~  AID should fund substantial but declining portions of PROA'S operations over the
next three years--for instance, 90% ($327,600) of the 1992 budget . gap, . 75%. ($327,600)
of that of 1993, and 60% of 1994, These sums are considerably .less than the $415,000
per 'year that AID has averaged in gemeral support to PROA from 1988-91, AID should,
require that PROA provide counterpart funding to cover the remainder of the gap. The
possible sources of PROA's counterpart funds include support from other international
donors, cost recovery from project benmeficiaries, and internal cost reductions. As a
condition for AID funding, PROA should develop a business plan that sets
self-financing targets. AID should monitor PROA's progress in meeting these targets
and reduce funding 1f PROA cannot meet approved targets.

-  AID should also fund the following to assist the transition: 1) the salary of a
well-qualified business person, who should join PROA's senior management; 2)
presentation of PROA's experience at international conferences, so that other donors
are exposed to PROA; and, 3) if necessary, specialized technical assistance in such
flelds as micro-enterprise development.

- AID should coanvey ownership of equipment currently on loan to PROA such as
computers and furniture to PROA.

- A PROA end-of project seminar should be held in E1l Alto, involving donors, local
government, and potential funders to present PROA'S future work plan and solicit
divarsified funding.

1) Lessons Learned

- PROA-type organizations' support to local government offers the best formula for
promoting municipal development and strengthening local democracy in Bolivia.

~ PROA mnust implement' as well as catalyze projects to recover costs form
beneficiaries and maintain a viable organization.

- A number of PROA's projects assist women to play a greater role in local

development, an emphasig suitable for other projects.
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ATTACHMENTS

K. Attachmaonts (Liat atiachnmonts submitiad with this Cvaluntion Summiny; slways atiach copy of full avatuation tnport, sven il one was submitted

varlior; altach stinling, survays, ola., from Son-going” avafuation, i1 relovam 1o Jia qvaluation report, )

Final Evaluation Report -~ December 1991

COMMENTS

L, Comments By Misslon, AID/W Ol d Borrower/Grantce On Full.Report

USAID/Bolivia decided to continue financing PROA on an incremental basis to provide
bridge funding for the transition to self-sustainability. However, USAID. is not
funding. the amount . .recommended in the  final evaluation . report (approximately
$US666,600.) Taking into consideration all recommendations,. PROA put .together. an
exhaustive business plan for the next 3 years which reduces costs, includes overhead
revenues which will be charged in the future, and financing from other. donors, , .The
amount PROA determined was needed to continue functioning and make the transition . to.
financial sustainability 1s approximately $US400,000. This amount has been reserved
in ESF local currency for financing PROA over the next 3 years. However, funding, will
be conditional and given on an incremental basis. PROA will have to meet yearly
targets. If it does not, it will not receive additional funding.. . . .

PROA has decided to hold, the Seminar discussed in Annex IV of the final report 1in May
1992, instead of January in order to have umore. time to ‘prepare for the event. Also,
PROA will focus on .its present and future. activities,. objectives, etc. in. this .
conference, rather than on its past experiences. The main objectives of the Seminar
[#111 be to promote PROA as 'a new institution +and ; to present {its. workplan,
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necessary to stay the course while both the organization and its projects develop.

39271

Inncvative urban and local economic development projects take time. Patience 1is

Build coalitions around specific problems,
Remain strictly non-partisan in local politics.




