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511-0593 PROA Urban Development I n i t i a t i v e  

ESF l o c a l  currency funded p ro jec t  

1. Design annual work plan  wi th  PROA which r e f l e c t s  t h e  
evaluat ion recommendations. . t 

, .  9 

2. Extend PROA funding through Dec. 1994 on an incremental ,  
bas i s .  

3. Sub-agreements between t h e  GOB and PROA w i l l  address 
incremental funding n a t u r e  o f t h e  project: and o the r  
c lauses  r e l a t e d  t o  t h e  adequate use  of l o c a l  currency 
funds. 

4. Confirm PROA complies wi th  t h e  DIFEM agreement (CIF - 
Convenio de ImplementaciBn y Financiamiento). The. CIF 
is a subagreement of t h e  ESF agreement with t h e  GOB, 

"indy Tejada is t h e  P r o j e c t  Coordinator i n  t h e  'absence of 
d i r e c t  h i r e  Foreign Service National ,  Rafael Indaburu, who 
w i l l  resume p r o j e c t  management r e s p o n s i b i l i t y  upon h i s  

. r e t u r n  i n  June. Paul Hartenberger, t h e  Director  of t h e  
Off ice  of Health and Human Resources supervises  both 
Cindy and Rafael 
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Cindy Tejada* 
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Cindy Tejada 
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A B S T R A C T  

H. Fvnlustlon Abstract I Q ~  not axcwd 1tw mace wwldedl 

PROA, a Bolivian NGO, aims t o  genera te  and coordinate  resources toward increased 
employment, access ib le  housing, improved h e a l t h  and urban development i n  E l  Alto,  a 
poor munic ipal i ty  of 400,000 adjacent  t o  Bol iv ia ' s  c a p i t a l ,  La Paz . PROA a s s i s  tance 
responds t o  E l  Al to ' s  growing population over 9% per  year--the h ighes t  growth r a t e  of 
any munic ipal i ty  i n  South America. This  f i n a l  eva lua t ion  (12/91) was conducted by 
Urban I n s t i t u t e  to: 1) eva lua te  progress toward the  p ro jec t  purposes (a. The 
i n s t i t u t i o n a l  s t rengthening of l o c a l  government, p r iva te ,  and community,organizations 
t h a t  work i n  E l  Alto; b. the  establishment of a network OF primary hea l th  ca r& 
providers;  c )  the promotion of l abor  i n t e n s i v e  a c t i v i t i e s ,  and d )  the  improvement of 
housing condi t ions  For lower income groups) and 2) determine PROA1s fu ture .  The major 
f ind ings  and conclusions are: 

PROA's p a r t i c i p a t o r y  method has  gained PROA g r e a t  c r e d i b i l i t y  with l o c a l  people and 
many organiza t ions  and shoultd be extended. 

PROA has  helped a t t r a c t  US $38.4 m i l l i o n  i n  investment t o  E l  Alto with only $1.25 
m i l l i o n  i n  A I D  funding. PJXOA has  maintained good r e l a t i o n s  with l o c a l  government and 
o t h e r  organiza t ions  i n  El  Al to  d e s p i t e  a h igh ly  p o l i t i c i z e d  environment, and has  
become an  e f f e c t i v e  coordinator  of c o a l i t i o n s  t h a t  address E l  Alto 's  problemn. 

PROA must: become more p r o j e c t  dr iven i n  order  t o  achieve h igher  c o s t  recovery, s e t  
revenue goa l s  f o r  its r o l e  a s  a c o a l i t i o n  organizer ,  o f f i c i a l l y  adopt f i n a n c i a l  
s u s t a i n a b i l i t y  a s  an ob jec t ive ,  develop a business plan and h i r e  a business '  person. 

Because of PROA's importance t o  E l  Alto,  i t  i s  recommended t h a t  AID,  through ESF l o c a l  
currency, fund dec l in ing  por t ions  of PROA1s revenue needs over the  next  3 years .  
Supported by a d e t a i l e d  workplan, t h i s  w i l l  h e l p  bridge the  t r a n s i t i o n  from p i l o t  
p ro jec t  (dependent upon AID a s s i s t a n c e )  t o  a s e r v i c e  c e n t e r  (with n d i v e r s i f i e d  
funding base.) 

Tie eva lua to r s  noted the  fol lowing "lessons": 1) PROA-type support  t o  l o c a l  government 
o f f e r s  the b e s t  formula f o r  promoting l o c a l  development and support ing democracy i n  
Bol iv ia .  2 )  Many PROA pro jet ts , inc luding micro-enterprise c r e d i t  and community 
outreach h e a l t h  c e n t e r s ,  b e n e f i t  women and i ~ i c r e a s e  t h e i r  r o l e  i n  loc,al development. 
3) Innovative urban and loca?L development p r o j e c t s  t ake  time. Funders should maintain 
suppor t ,  u sua l ly  f o r  a minirim of 5-6 years ,  while the  o rgan iza t ion  and i t s  p r o j e c t s  
develop. The organiza t ions  t h a t  opera te  these  p r o j e c t s  must es t a b l i e h  and cons tan t ly  
r e f i n e  t h e i r  focus on goals  t o  s t a y  on t rack .  Coa l i t ion  bui ld ing around s p e c i f i c  
problems and non-partisanship i n  p o l i t i c s  a r e  a l s o  important t o  success.  

1. Evaluatlon Costs 
1. Evaluallon Teem 

Name Afflflatlon 

BRUCE FERGESON URBAN INSTITUTE 
BRUCE TIPPETT URBAN INSTITUTE 

Contract Number OR 
TOY Person Days 

- 
2. MlsslonlOlllce Prolerslonsl Stnll 

Contract Cosl OR 
TOY Cosl (U.S. St Sourco of Funds I 

3 

$12,269 PD&S 
$12,165 PDdS 

COTAL $24,434 
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S U M M A R Y  

J. Summnry of Evnluntlon Flndlngs, Conclusions nnd flncommnndntlons (Try not to oxcocd tho tl~roa (3) pagos provldod) 
Address the lollowlng Items: 

9 Purposo ol  uvnluntlon nnd methodology mncl Prlnclpnl racornmandntlons 
9 Purposa of nctlvlly(las) evaluntod Lossonls lnnrnatl 

F l n d l n ~ ? ~  nnd concluslons (rolnta to r luastlo~~?) -- - 
Mlsslon or Olllco: I Date Thla Summnry ~rnpnratk)fllland Dnto 0 1  Full Evnluntlotr Iloport: 

USAIDI/Bolivia , HHK 1 3 / 1 0 / 9 2  . . I PROA: S u s t a i n a b i l i t y  S t r a t e g i e s ,  Eval., 
and Lessons Learned 1 2 / 9 1 .  . . .  

1 )  Purpose of Evaluation and Me thodology . This .  evaluat ion assesses  PROA' s progress 
toward achieving the p i l o t  p ro jec t  purpose and makes s t r a t e g i c  recommendations for 
PROA1s t r a n s i  tion-f rom p i l o t  p ro jec t  t o  es tab l i shed  service '    enter: '" This ' t i h n s i  t i o r  
r a i s e s  a number of c r u c i a l  o rgan iza t iona l  and s t r a t e g i c  i s s u e s  ' f o r  PROA. ~oremost" i6  
f i n a n c i a l  s u s t a i n a b i l i t y :  t o  what ex ten t  can PROA recover c o s t s  from benef ic iar ie ,s l  
Who a r e  PROA1s o the r  c l ients- -  such a s  i n t e r n a t i o n a l  donors, na t iona l  and local  
government e n t i t i e s ,  and p r iva te  s e c t o r  organizations--andlhow can PROA market i t s  
s e r v i c e s  t o  these p o t e n t i a l  c l i e n t s ?  ' To' what e x t e n t '  can PROA continue t o  organize 
communities-an a c t i v i t y  with l i t t le  p o t e n t i a l  f o r  cos t  recovery, but which has formed 
t h e  base f o r  i t s  method and p ro jec t s?  The evaluat ion methodology consis ted  of 
i n t e r v i e w s '  with PROA s t a f f ,  in terviews with organizat ional  pa r tne r s ,  v i s i t s  t c  
p ro jec t s ,  and a 2 1/2 day s t r a t e g i c  planning sess ion  with PROA's management. 'The  
purpose of the s t r a t e g i c  planning s e s s i o n  was t o  involve PROA management d i r e c t l y  i n  
t h e  a n a l y s i s  and r e d e f i n i t i o n  of t h e i r  organizat ion.  The-. purpose,.of *.'the evaluation 
was ' to: 1 )  eva lua te  progress ' toward the p r o j e c t  ' purpose and 2)  determine PROA's 

' .  I 
3 .  

1 , * fu tu re .  . .  nnC.rr * I ( ,  0 1  I r i r r , t S * u  

2)  Purpose of Activi ty.  PROA is a non-governmental organizat ion involved i n  
genera t ing employment, housing, improved hea l th ,  ' and 'urban 'development i n  E l  Alto,  a 
poor ' m&icipal i ty  of 400,000 adjacent  t o  Bol iv ia ' s  c a p i t a l ,  ~ a *  Paz. E l  Alto's 
population i s  c u r r e n t l y  growing a t  over 9% per year--the h ighes t  growth r a t e  of any 
municipali ty i n  South America. ' Poor r u r a l  migrants ' f o m  the overwhelming' major i ty  of 
its population and a r e  responsible  f o r  90% of i ts  'annual' increase .  The munic ipal i ty ls  
growth h a s  f a r  ou t s t r ipped  the a b i l i t y  of l o c a l  government . to  provide urban se rv ices .  
~ence,rtdahy"co'ns'ide~"El Alto a socio-economic "time-bomb."' AID sponsored the crea t ion 
of PROA a s  a p i l o t  p ro jec t  i n  1988 ' td' sf'f hgth 'en  'and: 'assibt  ' loi ial  govehment i n  urban 
development. The p i l o t  s t age  of PROA ends i n  March 1992. AID-Bolivia has funded t h i s  
organizat ion i n  the  amount of $1.250,000 s i n c e  'its establishment .' ' , . 

I 

..I,, .,I.( 1 "  r .sr I t , . ,  -1 . 3) Findings and Conclusions. 
i I I . * ,  . .  

A. METHOD. One of PROA's s t r e n g t h s  is its approach ' to  urban development, ' which 
includes  : s t imula t ing p a r t i c i p a t i o n  and c o a l i t i o n  building. - 

Par t i c ipa t ion :  PROA's p a r t i c i p a t o r y  method t o  involve b e n e f i c i a r i e s  i n  program 
design has  generated c r e d i b i l i t y  among l o c a l  people and many organizat ions ,  and has 
contr ibuted t o  PROA's a b i l i t y  t o  organize 5 of the 187 neighbor l ioods ' in  El Alto. 
However, the re  fe a sosc  t o  p a r t i c i p a t o r y  decisionmaking.  PROA has y e t  t o  extend ies 
community work t o  the  bulk of E l  'Al to  and it6 . . community development methods use a 

I I l a r g e  por t ion  (30-40%) of its budget. . . .  . . . 
~r I L~ : ( . I  ' , ) . a  ( .I 1 , I .  1,:I 

Coal i t ion  Building: PROA has  helped a t t r a c t  ~ ~ $ 3 8 . 4  m i l l i o n  i n  investment t o  E l  
Alto with only  $1.25 m i l l i o n  ' i n  A I D  funding. '' It has  lplayed a primary r o l e  i n  
leveraging $16.3 m i l l i o n  of thj.3 t o t a l .  PROA has  maintained good ' re la t ion 's  b i t h ' l o c a l  
government and o t h e r  o iganizat ions  i n  . ' ~ f  :' Aitd *"ae'spite a highly p o l i t i c i 3 e d  
environment, and has  become an e f f e c t i v e  "sacre tary  of c o a l i t i o n s "  t o  address E l  
Alto's problems. 



I . I . . .  L 

I;,!,, : ' , e i  - However, d e s p i t e  'c6tkidiirable e f  f o r t s ,  PROA has  made ' l i t t le  progress i n  
s t rengthening E l  Al to ' s  l o c a l  government, l a r g e l y  because of the  weakness of the 
municipal i ty.  A s  a r e s u l t ,  i t  now favors  working with community organiza t ions  and 
from the  "bottom up". I n  a d d i t i o n ,  PROA has neglected t o  genera te  revenues from its 
r o l e  as s e c r e t a r y  of c o a l i t i o n s .  

B. PROJECTS. PROA has  launched many p r o j e c t s  i n  the  a r e a s  of employment, housing, 
h e a l t h ,  and "innovations." Each p ro jec t  is analyzed and recommendations a r t  made. 
From t h e  po in t .o f  ~ i e w  of s u s t a i n a b i l i t y ,  they f a l l  i n t o  4 ca tegor ies .  

I .  

i. High p o t e n t i a l  f o r  both c o s t  recovery and. expansion,. which should rece ive  
more s t a f f  time i f  necessary. I I 

, , ' ,  

ii. Medium t o  high p o t e n t i a l  f o r  c o s t  recovery i n  2-3 but smal l  s c a l e  
and low c o s t  recovery cur ren t ly .  PROA must i n v e s t  money and time t o  develop* these  
markets of the f u t u r e ,  but should drop any p r o j e c t  - t h a t  . *can not  be expanded. 
s u b s t a n t i a l l y  wi th in  2 years .  , I , ;  . . - e l f  I 

4 , :  . , : 8 

iii , , Those ,pending q~nor - sponep~qd  invee tment . funds. PROA should' ag&essively 
pursue these  and o t h e r  donors. . 

* t I 

i v .  Low p o t e n t i a l  f o r  c o s t  recovery, no matter what the  sca le .  PROA should 
d iscont inue  these  p r o j e c t s  unless  funding becomes available-that  i s ,  immediately.: I n  
no case  should PROA cont inue  i t s  involvement i n  these  pro jec ts f o r  more than one y.ear 
without nego t i a t ing  coverage of i t s  cos t s .  

. . 
I., ,. t ' * - , ,  I .  I l r t  I 

C. 0ru;ANIZATION AND. STAFE', Neither  *,$ID nor  PROA have,  developed o rgan iza t iona l  plans 
f o r  PROA: beyond .the p i lo t ,  : p ro jec t  . 1 Consequently, PROA* continjles t o  have no* e x p l i c i t  , 
organiza t ional  ob jec t ives ,  has  not  formally embraced financial.eustainabi1ity; andehas 
no b u s i n e s s ,  plan. . PROA. has  a complicated o r g a n i z a t i o n a l -  s t r u c t u r e  tha t .*makes  
explaining the  .o rgan iza t ion  t o  p o t e n t i a l  funders , d i f f i c u l t  .::. PROA's Board of Direc tors  
is composed of professionals-many who are former.employees o r  c l i e n t s  of PROA--rather 
than  . broadly based community l eaders .  PROA . e t a f  f at . a l l  l e v e l s  I a r e  .well-qualif i ed  
educat ional ly  and p ro fess iona l ly ,  but l ack  bus isess  experience. . . . .  . ! I  . 

. . * ,  , r  . ,  

D. REVENUE GAP FOR 1992-1993. PROA c u r r e n t l y  recovers-Jess  than 10% of its cos ts .  
Detailed budget pro jec t i o n s  undertaken by the  eva lua t ion  team and PROA s t a f f  i n d i c a t e  
t h a t  PROA can expect  t o  recover 30% of c o s t s  i n  1992 and t p  53% of c o s t s  i n  1993. 
!everthless, PROA w i l l  have a budget d e f i c i t  of $364,000 and $283,000 i n  these  years .  
Chus, h a l t i n g  AID funding t o  PROA a s  of March .I992 would l ead  t o  the  d r a s t i c  reduct ion  
3r end of the  organiza t ion .  Previously,  n e i t h e r  A I D  o r  PROA has  taken comprehensive 
steps t o  prepare PROA f o r  s u s t a i n a b i l i t y .  Such s t e p s  should be taken before  ending 
ass is tance  t o  PWA. t , ,  . . * .  . a  . - I  . .  . . l ,  

) ~ r i n c i p a i  Recommendations: . . , . . . , - .  . 
I ,  r . .  - , a  . ! q *  ?r ; :  n I I I .  : . a .y,- 8, 8 - 1 . 

4. PROA must become more p r o j e c t d r i v e n  i n  order  t o  *achieve h igher  c o s t  recover; and 
5xpand its geographic scope. Its p a r t i c i p a t o r y  methods must support  its p r o j e c t s  
rather  than be its p r i n c i p a l  program focus. 

# ,  
. . c  

3 .  PROA must s e t  revenue g o a l s .  f o r  its r o l e  as a "coa l i t ion  organizerv  f o r  E l  Alto; 
'ROA should work with l o c a l  government when a c o l l a b o r a t i v e  mayor. i s  i n  o f f i ceeand  
locu.s, ,on, the,  g rass roo te  organiza t ions  otherwise. . . , . .  . I  a 

I . . 
4'. J I '  ! .  ' , I s  6 . 1  

. ,  



S U M M A R Y (Conllnuad) 

C. PROA should o f f i c i a l l y  adopt f i n a n c i a l  s u s t a i n a b i l i t y  as an  o rgan iza t iona l  
ob jec t ive ,  acquire  business consu l t an t  a s s i s t a n c e ,  develop a business plan, and h i r e  a 
business person with a t r ack  record i n  management of non-governmental organiza t ions  t o  
he lp  d i r e c t  the  organiza t ion .  PRGA should rep lace  the  c u r r e n t  o rgan iza t iona l  
s t r u c t u r e  with four  programs- employment, h e a l t h ,  housing, and i n s t i t u t i o n a l  and 
community development--for which i t  should adopt cos t -center  accounting system. PROA 
should f i n d  s e n i o r  l e v e l  execut ives  t o  f i l l  the two remaining pos i t ions  on i t s  Board 
of Direc tors  and use i ts  Board t o  open doors f o r  d i v e r s i f i e d  Financia l  support.  
PROA1s management should be r e s t r u c t u r e d  t o  set coherent a r e a s  of r e s p o n s i b i l i t y  and 
f r e e  up top  management f o r  s e n i o r  management funct ions  . The evaluat ion  r e p o r t  
proposes an  appropr ia t e  management s t r u c t u r e .  

D. S u s t a i n a b i l i t y  S t r a t e g i e s  f o r  PROA: 
. . - PROA should develop and apply a business plan. The. s t e p s  i n  t h i s  process a r e  t o .  

redef ine  PROA1s o rgan iza t iona l  ob jec t ives  i n  terms of . s u s t a ~ i n a b i l i t y ,  i d e n t i f y  high 
p r i o r i t y  pro jec  ts , assess the  market and c l i e n t s  o f .  each h igh-pr ior i ty  p r o j e c t  and ' set 
se l f - f  inancing t a r g e t s ,  determine the  needs f o r  expanding these  p r o j e c t s  , assemble the  
p ro jec t s  i n t o  an  o v e r a l l  s t r a t e g y  p lan  and s e t  o v e r a l l  c o s t  recovery t a r g e t s ,  develop 
a s e r i e s  of proposals geared t o  , i n t e r n a t i o n a l  organiza t ions  and o the r s ,  and 
pe r iod ica l ly  review progress toward the' ob jec t i v e s  . , . . . . . , .  

I # f 
E. Recommendations f o r  AID: 

I f 1 .  , . .  . - .  . r 1 t  
, . .  . , ,  , 

, . - A I D  should fund s u b s t a n t i a l  but dec l in ing  por t ions  of PROAIEi opera t ions  over' t h e  
next t h r e e  years--for ins t ance ,  90% ($327,600) of the  1992 budget.  gap, .75%. ($327,600) 
~f  t h a t  ' of 1993, and 60%' of 1994. These sums are considerably  :less than the  $415,000 
per ' year  t h a t  A I D  has  averaged i n  genera l  support  t o  PROA ' from 1988-91. AID should 
require t h a t  PROA provide counterpar t  funding t o  cover the remainder of the  gap. The 
possible sources  of PROA1s coun te rpa r t  funds inc lude  support  from o t h e r  i n t e r n a t i o n a l  
ionors , c o s t  recovery from p r o j e c t  b e n e f i c i a r i e s ,  and i n t e r n a l  cos t  reductions.  A s  a 
zondition f o r  AID funding, PROA should develop a business plan t h a t  sets 
self-f inancing t a r g e t s .  A I D  should monitor PKOA1s progress i n  meeting these  t a r g e t s  
and reduce funding i f  PROA cannot meet approved t a r g e t s .  

- A I D  should a l s o  fund the  fol lowing t o  a s s i s t  the  t r a n s i t i o n :  1 )  the  s a l a r y  of a 
e l l - q u a l i f i e d  business person, who should j o i n  PROA1s s e n i o r  management; 2 )  
Presentat ion of PROA1s experience a t  i n t e r n a t i o n a l  conferences,  so  t h a t  o t h e r  donors 
are exposed t o  PROA; and, 3) i f  necessary,  s p e c i a l i z e d  t echn ica l  a s s i s t a n c e  i n  such 
f i e l d s  a s  micro-enterprisk development. 

- A I D  should convey ownership of  equipment c u r r e n t l y  on loan t o  PROA such a s  
:omputers and f u r n i t u r e  t o  PROA. 

- A PROA end-of p ro jec t  seminar should be held  i n  E l  Alto, involving donors, l o c a l  
lovernment, and p o t e n t i a l  funders t o  present  PROA'S f u t u r e  work plan and s o l i c i t  
l i v a r ~ i f  id f  ufidhg . . 

I) Lessons Learned 

PROA-type organiza t ions1 support  t o  l o c a l  government o f f e r s  the bes t  formula f o r  
~romoting municipal development and s t rengthening l o c a l  democracy i n  Bolivia.  

PROA muat implement ' a s  we l l  as ca ta lyze  pro j e c t s  t o  recover c o s t s  form 
, e n e f i c i a r i e s  and maintain a v i a b l e  organiza t ion .  

A number of PROA's p r o j e c t s  assist women t o  p lay  a g r e a t e r  r o l e  i n  l o c a l  
levelopment , an  emphasis s u i t a b l e  f o r  o t h e r  pro jec t e  . 
- 
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lSAID/Bolivia decided t o  continue f inancing PROA on an incremental  bas i s  t o  provide 
midge funding f o r  the  t r a n s i t i o n  t o  se l f - sus ta inab i l i ty .  However, USAID is no t  
unding. the amount..recommended i n  t h e  f i n a l  evaluat ion . r e p o r t  (approximately 
US666,600.) Taking i n t o  considera t ion a l l  recommendations,. PROA put  together .  an  
xhaustive business plan f o r  the  next 3 years  which reduces c o s t s ,  inc ludes  overhead 
evenues which w i l l  be charged i n ,  the  f u t u r e ,  and f inancing from o t h e r .  donors. , .The 
mount PROA determined was needed t o  continue functioning and make the  t r a n s i t i o n .  t o  
i n a n c i a l  s u s  t a i n a b i l i  t y  i s  approximately $us~oo,oOO.  This amount has been reserved 
n ESF l o c a l  currency f o r  f inancing PROA over the  next 3 years.. However, fund ing twi l l  
e condi t ional  and given on an  incremental bas is .  PROA w i l l  have t o  meet yea r ly  
a rge t s .  I f  i t  does not ,  i t  w i l l  not  r ece ive  add i t iona l  funding. , ,  

. - I I , \ !  

ROA has decided t o  h o l d ,  t h e  Seminar, discussed i n  Annex IV of the  f i n a l  r epor t  i n  .May 
992, ins tead  of January i n  order  t o  have more time to. 'prepare f o r  the  event. Also, 
ROA w i l l  focus on .its present  and f u t u r e  a c t i v i t i e s , . ,  ob jec t ives ,  etc. i n .  t h i s ,  
onference, r a t h e r  than on i t s  , p a s t  experiences. me? main ob jec t ives  of the Seminar 
ill be t o  promote PROA , a s  a new i n s t i t u t i o n  ,and : t o  present  its workplan. 



- Inncvative urban and l o c a l  economic development pro jecto take time. Patience 
necessary to s tay the course while both the organization and its projects  develop. 

- Build coa l i t ions  around s p e c i f i c  problems. 

L - 

is 

- Remain s t r i c t l y  non-partisan i n  loca l  p o l i t i c s .  


