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Historical and Cultural Tourism Along the Che Guevara Trail, Bolivia, Fund Manager’s Review
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	Environmental tourism

	Brief abstract (description of project)
	The project approach was to facilitate co-ordination between private sector tourism actors, local community based organizations – principally, the Guaraní Indigenous People’s Assembly - and local government, in the mutual development of the Che Guevara Trail tour and associated tourist offerings. Trough the tri-sector partnership model approach. Specific activities of the project include 1) harness private sector know-how into local development efforts, 2) build community-based organizations’ business and administrative capacities to develop economic opportunities through their work with private enterprises, 3) harness municipal funds available for local development efforts through Bolivia’s decentralization law, and 4) facilitate the inclusion of poor and marginalized indigenous groups in municipal development efforts. (p.20)

	Goal(s)
	The overall goal of the project was to contribute to the reduction of poverty through the development of successful pro-poor tourism in Bolivia. 

	Objectives
	The specific objective of the project was to sustainably improve the livelihoods of 500 Guarani households through promotion of a tri-sector partnership to develop cultural, historical and natural resource-based tourism along the Che Guevara trail in Bolivia.

	Evaluation Methodology
	Self review by project staff, then visit by external reviewer to verify by his own observations

	Results (evidence/ data) presented?
	Yes, extensive tables beginning on p. 24.

	Summary of lessons learned (evaluation findings)
	The objective (cited above) has been achieved and surpassed, as other local communities were included in the project in a sustainable basis (for example a community of 60 people in La Higuera).

   The project has also successfully promoted the Che Guevara Route. This has been achieved by targeting and reaching important distribution channels (in particular the BBC, National Geographic and Lonely Planet).  A full breakdown of the output measures is shown in the grantees final report (pp. 24 ff). (See also summaries on pp.5 and 7; more on p. 35 ff)

	Observations
	Interesting example of external Completion Report based on internal project summary report.
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	No
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	Form 9.2 Completion Report’s Fund Manager Review

	Grantee 

Care International UK
	Country and Region

Bolivia
Latin America
	Reference Number

CN01/1/018

	Project Title

Historical and Cultural Tourism Along the Che Guevara Trail, Bolivia
	Date of Completion
December 2004
	Reviewed by 

Jose Romano

	Completeness of project – Checklist:

All Progress Reports submitted
Yes

Final Project Report submitted
Yes
Complete disbursement of funds
Yes

Final project field visit undertaken by fund managers 
Yes

Project objectives achieved (as per Section 10 of full application) 
Yes

	Summary and Recommendations

This is a Tourism Challenge Fund (TCF) project.  The specific objective of this project was to sustainably improve the livelihoods of 500 Guarani households through promotion of a tri-sector partnership to develop cultural, historical and natural resource-based tourism along the Che Guevara trail in Bolivia.  This specific objective has been achieved and surpassed, as other local communities were included in the project in a sustainable basis (for example a community of 60 people in La Higuera).
The project has also successfully promoted the Che Guevara Route. This has been achieved by targeting and reaching important distribution channels (in particular the BBC, National Geographic and Lonely Planet).

A full breakdown of the output measures is shown in the grantees final report (Annex 3).

Funds were totally committed as per application and no major deviation from project plan has been identified. If anything, mention must be made of the catalytic effect the TCF funding has had in the mobilisation of funds from local governments and organisations which has helped to develop the local infrastructure (roads, river crossings etc.) in particular.
Fundeche, the organisation perceived to be created in order to ensure the sustainability of the project is still pending legal registration.  This has been due to the slow process created by the consultations with local public bodies, which in turn have had their representatives changed due to new elections (delaying the process even further). Fundeche will now be established by the private sector that has been involved in the project from the very beginning, which has a vested interest in ensuring that services along the Che Route are developed to a sufficient standard so that there is more tourist inflow.
Bolivia suffers from a “donor dependency” culture, whereby even the private sector has the attitude of putting proposals together for donors to fund.  The founders are no exception.  It is important for them to realise that whilst applying for funds from donors may be part of Fundeche’s fund raising strategy, the organisation can also receive funds from the delivery of services it can provide. This should be reflected in a business plan, which should be the fist exercise Fundeche should get engaged in.

Unfortunately, this posses a “chicken and egg” situation, whereby funds (around £10,000), though small at UK levels, will be required to put the business plan together, with the amount being more than what any of the founders can put together by themselves at this time.  CI Bolivia has indicated that CI UK could possibly fund part of this business plan. The panel may want to consider funding other part thereof.



	1. Project Description What was the proposed final product or service? 

The overall goal of the project was to contribute to the reduction of poverty through the development of successful pro-poor tourism in Bolivia. The specific objective of the project was to sustainably improve the livelihoods of 500 Guarani households through promotion of a tri-sector partnership to develop cultural, historical and natural resource-based tourism along the Che Guevara trail in Bolivia.

Various final products and services proposed, including:

(1) An established tour of the Che Guevara trail, complete with route, facilities, transportation and services, that is commercially viable;

(2) Increased number of local economic opportunities through stimulation of tourist flows in the region and creation of small-scale tourist-based enterprises as a spin-off of the project;

(3) Institutional strengthening of community-based organisations; and
(4) Lessons generated ad shared incorporating communities into private sector-driven tourism initiatives and on building tri-sector partnerships between these two groups and government.



	2. Has the project achieved its objectives relative to: (1) Market Development; (2) Creation of Linkages; and (3) Poverty Impact.

(1) Creation of Linkages: During the life of the project this was achieved at all levels (i.e. public sector – local and regional governments, private sector and community level).  Currently, and in order to ensure the sustainability of the project, Fundeche is being legalised with two tour operators, one hotel, a marketing company, and a ranch being founding members.

(2) Market Development: Project has achieved objective of creating / or supporting 5 to 10 SME tourist based enterprises.  The list is fully described in the grantees’ final report and was validated in the fund manager’s field trip. Furthermore, market development is not only at a local level, but also at a global level. An example is a tour operator in Italy that is currently offering the Che Guevara Route as a product.
(3) Poverty Impact: Whilst this has not been thoroughly measured, the full report does mention a multiplier effect and the number of jobs created etc.  During the field visit, estimates did show that income was being received by the poorest communities. For example in La Higuera, the local shop mentioned that the private lodge is spending B$700 – 800 per week. A quick estimate also showed that at least 700 people visited the new museum created by the project, with an individual average contribution of B$5 going to the community. In Lagunillas, local artefacts being made by the Guarani community are now being sold in Santa Cruz.




	3. Project Budget What is the total project cost? What are respective contributions of the bidder and partners and BLCF? Were the actual costs in line with the budget at application? If not, why not?
Total project cost is £366,753, with TCF contribution being £179,124 and the linkage partners' contribution being £187,629. The cumulative distribution of project expenditure is shown below:
[image: image2.emf]TCF

Cumulative 

expenditure to 

date

Received 

to date 

from TCF

Variance

Cumulative 

expenditure 

distribution (%)

Vehicle/equipme

nt

11,240

     11,395 

(11,395)           0%

Refurbishment              16,603 

     16,500 

103                 9%

Start-up Capital              12,102 

     12,000 

102                 7%

Museums                      -   

             -   

-                  0%

Trail 

Development

               3,962 

       1,620 

2,342              2%

Animal/Trail Eq.                 8,718 

       4,500 

4,218              5%

Staff              45,599 

     48,674 

(3,074)             25%

Travel Costs              11,732 

     10,390 

1,342              7%

Vehicle 

Operations

             15,139 

     29,965 

(14,826)           8%

Media & Publicity                5,831 

       4,465 

1,365              3%

Training              10,154 

       2,960 

7,194              6%

Planning                      -   

             -   

-                  0%

M&E                2,809 

       2,200 

609                 2%

Office Services              17,989 

     18,710 

(721)                10%

Animal Care/Veg. 

Pdctn

             11,613 

       9,745 

1,868              6%

Contingencies

               5,656         5,998 

(342)                3%

 TOTAL TCF             179,148 

179,124    24                   100%


It must be mentioned that the partners to the project have committed more than what was planned.  This includes strategic partners not included at the time of application, in particular the Bolivian army whose contribution was around USD15,000, which was used to develop the route, provision of equipment, historical information and reconstruction of the museum.

	4. Project Highlights – briefly mention what are the project highlights. Do the physical project targets such as forecast of project take up/number of beneficiaries reached appear to have been achieved within the timeframe set down in the application?
Overall this has been the case.

Several objectives achieved – see logical framework in “Summary Progress on Achieving Project Objectives” section of the final report. Most physical targets have been achieved (such as building of hostels, restaurants, shops etc.), with some still in the process of being finalised due to specific constraints. For example in Lagunillas, the tender process had to be re-started because the original company that had been allocated contract would not use local material. This has slightly delayed the construction.

The project has also leveraged other funding (from the municipality) which has resulted in roads being developed and a raft being placed to cross the Rio Grande.



	5. Lessons Learned – briefly list the lessons learned from this project.
A full list of lessons learned is mentioned in section 4 of the final report. In addition the following have been identified:
a) Community ownership and implementation is preferable to an external party getting involved and undertaking implementation – where decisions have to be made.  This makes sustainability easier once the project elapses (c.f Vallegrande and La Higuera with Lagunillas – see Back to Office Report in Annex 1).

b) In order to make a project commercially sustainable, a business plan should be included as one of the milestones towards the end of the project.  This should be budgeted for in the original full application.

c) Targeting the appropriate distribution channels will get you a long way. CI managed to do this securing important media channels (BBC, Lonley Planet, National Geographic) and leveraging as much as possible the product (the Che Guevara Route) together with the local Guarani culture and history.  This worked very well.

d) CI understands the need to involve the private sector along the whole value chain of the industry.  In this sense, they have done this from the very beginning, with several of the main actors remaining until the end of the project and willing to take it over now.




	6. Commercial Sustainability – What will happen to the project when it ends? Have sufficient revenue sources been identified to ensure the project continues in some shape or form?  Which partners are going to be involved in the commercial sustainability of the project? Were these identified at the application stage?
Whilst not guaranteed, the project itself will be made self-sufficient through Fundeche. This was identified at the application stage. However, due to the slow consultative process involving all the stakeholders to the project, together with the local context in which the municipality members have changed, this has proved more difficult than originally envisaged.  The private sector is now driving this process and this may make it viable.  The partners involved are those which have been actors in the project throughout.  Most of them were identified during the application stage.
Furthermore, microenterprises that are complementary to the project have been strengthened and created, which will be self sufficient with the revenues received from tourists (domestic and international).

	7. Other Comments
See Annex 1 - Back to Office Report on field trip at the end of the project.
CI has achieved the goal of establishing a tour of the Che Guevara trail – as proved by foreign and local operators which are willing to offer this product.  However, because of the enormous local risk (i.e. impact on the communities) and the lack of local public sector stability (i.e. change in government, weak institutions, tourism not being a priority sector), there is a need and role for an organisation that will provide services to actors in the Che Guevara Route’s value chain whilst ensuring the benefits to the community.  As rightly stated in the application, this is the role of Fundeche.  Whilst this is being currently established by private actors with the oversight of CI, there will be a need for start-up capital to put together the necessary business plan (in order to provide technical assistance to this body to undertake this).  TORs for this exercise and the potential cost should be drafted which will help the beneficiaries in accomplishing this first step towards sustainability of Fundeche.



ANNEX 1: Project Closure Back to Office Report

BACK TO OFFICE REPORT

Project Manager TCF Project Closure Visit

February 24 – March 4, 2005, Bolivia
Objectives:
· To fully understand the project

· To see what has bee achieved first hand versus the full application ad the progress reports

· To learn about the impact on the communities

· To learn about the structure of the foundation (Fundeche) and its sustainability

· To contribute to the market strategy and way forward undertaken by Care International Bolivia

Activities

Friday February 25, 2005
Met with Jacqueline Penya y Lillo, Project Manager, and Manuel Diez Canseco, Programme Manager, both of Care Bolivia, Santa Cruz office.  The schedule for the field visits was discussed, together with the roundtable organised ad people attending it. 
Two issues came out of the meeting: (1) the importance of the local context, and evaluating the project in light of this; and (2) the limitations of the actors involved.  In terms of (1), the fact that the country’s political scenario was extremely adverse over the course of 2004 is important to mention as the project involves attracting tourism, which is severely affected by such political risks. In terms of (2), it was mentioned that the three actors involved had their limitations: the community in terms of capacity and skills, the local government institutions in terms of capacity and the fact they had all changed due to elections (hence; now know little about the project) and finally the private sector comprised small, unsophisticated, companies.
Saturday February 26, 2005
Half day meeting with Jacqueline and Mireysa Abraham, tourism consultant, in order to prepare the workshop / roundtable. The roundtable aimed at discussing the way forward in terms of the commercial sustainability of the project.  Mireysa was contracted by Care International (CI) to develop the marketing strategy for the route, she also contributed to the Manual of Operations which details the different circuits and facilities in the route.

A agenda for the roundtable was developed (see Annex 2). It also became immediately obvious that the sustainability of the project depends on Fundeche and its structure. Jacqueline mentioned that instead of registering the organisation as a foundation (which was taking too long and had not worked), the organisation could be registered as an Association. Whilst the objective was the same (social benefit of the communities) the difference was that the latter is for profit.
A list of possible services that Fundeche could provide was proposed by the fund manager, these include:

1. Quality assurance of stakeholders along the value chain (e.g. by membership, certification etc. of hotels, tour operators, transport companies, community lodges, information centres etc.)

2. Capacity building – e.g. services provided by the communities

3. Merchandising and its distribution (e.g. caps, t-shirts, books)

4. Creation and organisation of the official Che Guevara passport (involves stamping at certain points along the route and final certification of all passport stamped tourists) – similar concept as in other tourist routes Camino de Santiago in Spain, Kilimanjaro, Mt. Kinabalu etc.

5. Administration of www.rutadelche.com webpage

6. Facilitation and coordination amongst stakeholders (and looking for strategic alliances)

7. Brand ownership (“Ruta del Che,” “Fundeche” and “Che Route”)

8. Marketing and promotion

Monday February 28, 2005
Roundtable took place at Hotel Cortez, a stakeholder in the project that has bee involved from the very beginning.  The list of participants was:

· Walter Guzman, FOREST, Tour Operator

· Jazmin Caballero, America Tours, Tour Operator

· Oscar Cortez, Hotel Cortez

· Ronald Larsen, President Association of Chaco Ranches

· Francisco Ishu, PRODISA, Marketing & Promotion Agency

· Mireysa Abraham, Tourist Consultant

· Ronald Artunduaga, Manager Mancomunidad del Chaco Boliviano (16 town councils and 3 regions)

·  Association of Municipalities

· Jacqueline Penya Y Lillo, Care Internacional Bolivia

· Jose Romano, Consultant, EMG
The marketing strategy and draft plan prepared by CI was discussed. Most importantly, the function and way forward in terms of Fundeche was agreed upon. The following are the main conclusions of the meeting:

1. CI and the private sector, have targeted and reached the main channels of distribution, converting a project into a ‘product’. Lonely Planet, National Geographic and BBC have promoted the route, which has resulted in an increase in tourism

2. Lack of skills and capacity throughout the route, hindering the work of operators (this was later demonstrated during the field visit)

3. Need to work faster – Fundeche has yet not been registered, this is both because the process is slow ad because the local governments are slow – this will be further stressed as all the local governments’ have changed

4. The participants understand the need to involve the community as much as possible – in fact, emphasis is made in that the product not only involves the Che Guevara, but also the ‘Pueblo Guarani’

5. The private sector understands that the project has come to an end and there is no more funds for CI to be involved. Participants mentioned the need to apply for funds from other donors, especially the IBD. 

Next steps agreed:

1. Fundeche to be registered as an association within 14 days from that day. Legal costs to be covered by CI.
2. Have first meeting to sign legal documents and agree on working plan together in 14 days.

3. Include CI as advisor to Fundeche (honorary member)
4. A business plan for Fundeche will be required. Clearly, the private sector involved saw Fundeche as value added and would be willing to pay for the ‘right’ services (e.g. capacity building of local actors).  This business plan will need to be funded.
Observations:

The private sector is “donor dependant” – this is a quality that the consultant was forwarn of.  Whilst the private sector understands that Fundeche can actually deliver services that are paid for, they still think that the first step is to ask for money to the donor community.  In this sense, the business plan is crucial to consolidate the thinking that Fundeche can be self-sustainable in the long-term. This is a slight chicken and egg situation as funds are needed to put together the business plan of the organisation – but the founding members will be unable the sufficient levels of funds to put this business plan together.
Tuesday March 1, 2005
The field trip started early in the morning, arriving at Vallegrande early in the afternoon (6 hour drive).  At Vallegrande we visited: (1) private hotel that participated in the project; (2) the hospital where Che was exhibited when already dead; (3) the museum of el Che in the Cultural Centre; (4) the entrance to the mausoleum; and (5) the tombs of various guerrilla members.  All of these were supported in one way or another by TCF (e.g. local building materials, sign posting, capacity building of guides, promotion material etc.). All these are shown in Annex 5, the Photograph folder annexed to the softcopy of this report.
In Vallegrande we interviewed the guides and Ms. Vivancos, the new director of the Cultural Centre.  The local government has changed and hence she was briefed on what the project was about.  The major was not around and the private sector stakeholder either, hence we moved on to La Higuera.

In Pucara we visited the site provided by the municipality for the cheese microenterprise. Unfortunately, this is not being used as cheese makers prefer to use the ranches were they work.  However, cheese is in production and the equipment financed by TCF is being used.

We arrived to La Higuera late in the evening. We stayed in the community accommodation. We had a conversation with a member of the community, who alerted us of the current problem between the community and the private accommodation, due to the involvement of an Italian organisation (unknown) that has given money to the community up front on condition they follow their instructions. Objectives of this organisation unknown.  Whilst the CI project was in operation, the private accommodation were part of the community and relations were good.
Observations:

In Vallegrande, whilst the attraction sites are in place, it is difficult to get to them unless you use a guide from the Cultural Centre (trained by TCF funding).  However, this is not clear and many tourists may miss on visiting the attractions as they are not directed to the Cultural Centre. This was discussed with Ms. Vivancos.

The community in La Higuera and the people in Vallegrande (though they have all changed) seem to be weaker in skills and vision to those of Lagunillas (as we will later mention).  This may be due to the strong regional management that was implemented in these two areas. A full-time, external, manager (Fabio), seems to have ensured that project milestones were achieved, but did not necessarily transfer knowledge to the community.

Wednesday March 2, 2005
We visited the museum in Lagunillas where Che was shot. We also had a conversation at length with several guides. It was clear that local skills here are weak wrt to tourism development and services. CI has done an excellent job in liaising with the community, organising them and ensuring they see this as an opportunity for them. The foundations have been built (museum, shop, community accommodation, capacity building in terms of guides, organisation of systems – who keeps the key of the museum, of the accommodation etc.). The community still seems to need the oversight of CI in order to take important decisions (e.g. charging for people to bring in a camera into the museum).
At midday we left towards Vado del Yeso, where we arrived in the evening.

Observations:

The community was very grateful to the British government for their funding of the project.  Following the lengthy conversation and visit of the museum, we were invited to a drink with them.  Speaking to the four members of the community (including the current ad former leader) you could see how this project had made an important impact in their daily lives. Not only in terms of income (museum: from the project registry it was estimated that around 700 people visited the museum in 2 years, with an average of B$5 per person as museum donation, shops: both tourist purchases and private accommodation purchases), but also in that now any decision (which might look straightforward in an outside context) now seemed important as there is a consequence.
Thursday March 3, 2005
We had breakfast at the restaurant supported by TCF and spoke to Ms. Bilma, the owner. She has been running this microenteprise for the past 10 years.  TCF funding has allowed her to improve on the services she offers, this impacts directly during the fishing season, when she gets more clients.  The restaurant (see picture scan0071 in soft copy) still needs to be finished (clean painting and finish little shop she is hoping will complement her business). Ms. Bilma believes that the project has been great not only in allowing her to upgrade her business, but more importantly, in terms of the infrastructure it has served to catalyse.  Before, it was difficult, if not impossible to reach Vado del Yeso (a community that still has not electricity – like in La Higuera).  Now, the municipality has funded a raft to cross the Rio Grande and the road is now in good shape. Traffic has consequently increased as this now opens the route between the road running from Santa Cruz to Camiri with Vallegrande.
At midday we leave to Camiri and Laguillas.

We are unable to reach Camiri and consequently interview the Association of Guarani Villages, nor the private sector representatives planned and visit the museum set up there.  This is because of the blockade affecting this town. Furthermore, on the way to Lagunillas we are told that the blockade will be extended further north and therefore can only spend one hour in Lagunillas.
In Lagunillas we visit the tourist information centre (the first proper info. centre on our trip!), the museum and the community lodge.  We also interview two guides that are in the tourist information centre.

The tourist information centre in Lagunillas (see photos on softcopy) is well located and signposted. It contains souvenirs (artifacts made by the Guarani people), promotional materials explaining the whole route and a Visitors Book.

On talking to Magdalena, the Guarani guide, it immediately becomes obvious that here the community has a good vision of the project.  She links the Che route as a product with visiting the local Guarani community together with the local cuisine. The thinking and way of interacting differs considerably from all the previous community members met. She has also been trained by CI, with the only difference in this area being that here there was no regional project coordinator, but it was left to the communities to make decisions from the start. This has meant that certain things have not been completed in time (e.g. the community lodge), but on the other hand the community seems to be more “mature” when it comes to their role in the project and taking decisions.
The museum is impressive (see pictures) and community lodge is in the process of being finalised.

At 6pm we leave towards Santa Cruz, were we arrive at 12:00pm.
Friday March 4, 2005
We try to visit the tourist office in Santa Cruz. Three sets of taxi drivers cannot locate where this is in town or what we are referring to. This clearly shows the local context in terms of tourism development.

De-brief meeting with CI project manager and project director.  Main points discussed are:
1. CI has done a great job in liaising with communities because it is their core competency. However, going forward, this is not the core competency of the private sector (as seen in La Higuera with the current mis-communication between the private lodge and the community). Hence, there is a need for CI or another NGO to be involved in Fundeche in some form (honorary member or being contracted by Fundeche was discussed). Furthermore, it was agreed that CI would not drop relations 100% with Fundeche because: (1) a lot has been achieved and ensuring smooth transfer is required; (2) CI has a responsibility towards the communities.

2. The role of Fundeche was discussed in full. Agreeing to the need for a business plan to be the first step after legal registration of the organisation. Source of funding for this exercise was discussed and the consultant mentioned that whilst TCF funding was fully utilised, he would refer this issue to the BLCF panel in order for them to advice on other possible lines that they could be aware of etc.  CI mentioned they could be able to fund part of the business plan from CI UK.

3. The importance of registering the brands (‘Fundeche,’ ‘Ruta del Che’ ad ‘Che Route’) was discussed. CI would look into this the following week. This could give CI considerable leverage in Fundeche.

4. Finally, the consultant praised the work undertaken by CI. Not only all the indicators in the logical framework were achieved (see CI final report), but also useful lessons learned gathered (see CI final report).  
To those mentioned in CI report we have to add the following:
e) Community ownership and implementation is preferable to an external party getting involved and undertaking implementation – where decisions have to be made.  This makes sustainability easier once the project elapses (c.f. Vallegrande and La Higuera with Lagunillas).
f) In order to make a project t commercially sustainable, a business plan should be included as one of the milestones towards the end of each project.  This should be budgeted for in the application.
g) Targeting the appropriate distribution channels will get you a long way. CI managed to do this with important media channels and leveraging as much as possible the product (the Che Route) together with the local Guarani culture and history.  This worked very well.
h) CI understands the need to involved the private sector along the whole value chain of the industry.  In this sense, they have done this from the very beginning, with several of the main actors remaining until the end of the project and willing to take over now.

ANNEX 2: Project Closure Roundtable Agenda

Objectivos de la reunion: foro de discusion para el futuro inmediato de la ruta del che en base a los resultados coseguidos por el proyecto de Care

9:00 – 9:30
Objectivos e introducciones (JP)

9:30 – 9:45
Highlights of the project Care (JP)

9:45 – 10:15
Q&A – discusion percepcion del proyecto de los participantes, como ven el futuro (JP facilita)

10:15 – 10:30
Estrategia de marketing (Mireysa)

10:30 – 11:00
Q&A y aportes de los participantes (que falta) ( Miryesa facilita)

11:00 – 11:15
Fundeche – que es fundeche  – incluye comunicación (FI)

La mision, vision razon de ser, ownership (facilita JR)

11:15 – 12:00
Q&A y discusión (estructura y servicios que puede dar)

12:00 – 13:30
Almuerzo

13:30 – 14:30
Fudeche (facilita JR)

productos a ofrecer por fundeche, como financiar a fundeche

14:30 – 14:45
Presentacion draft Plan de marketing (JP)

14:45 – 15:30
Contribuciones a Plan de marketing (facilitacion JP)

ANNEX 3: Grantee Final Project Report
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Project Report – Summary Sheet

	Project Title


	Historical and Cultural development of the Che Guevara Trail in Bolivia

	Project Number
	BO 057

	Fund Code
	

	Country Location and Specific Location


	Bolivia: departments of Santa Cruz and Chuquisaca, municipalities of Lagunillas, Camiri, Vallegrande, Pucara, Samaipata, Villa Vaca Guzman and Monteagudo.

	Project Dates
	Start-up Date
	February 19, 2002

	
	Planned Completion
	December 31, 2004

	
	Actual Completion
	December 31 2004

	Actual Contribution to program – relevant outcomes
	Improvements to the levels of income by creating small business to benefit the community

Improvements to the participation of grassroots groups in decision-making levels with respect to the development of tourism in their areas

Contribution to environmental conservation by supporting the creation of protected areas as a tourist product

Strengthening of relationships with the private sector in order to ensure benefits for the communities

	Narrative Summary of Project Beneficiaries
	The project’s direct beneficiaries are 500 Guaraní and 2,000 families are indirect beneficiaries.  Not only those of Guaraní origin have been taken into account.  Communities, farmers and inhabitants along the critical portion of the trail have as well, not only in order to fulfill the target number of beneficiaries but also to establish an operable trail with adequate services.


1. UPDATE

1.1 Introduction

The overall goal of the project was to contribute to the reduction of poverty through the development of successful pro-poor tourism in Bolivia. The specific objective of the project was to sustainably improve the livelihoods of 500 poor Guaraní households through promotion of a tri-sector partnership to develop cultural, historical and natural resource-based tourism along the Che Guevara trail in Bolivia.

The project approach was to facilitate co-ordination between private sector tourism actors, local community based organizations – principally, the Guaraní Indigenous People’s Assembly - and local government, in the mutual development of the Che Guevara Trail tour and associated tourist offerings. Trough the tri-sector partnership model approach. Specific activities of the project include 1) harness private sector know-how into local development efforts, 2) build community-based organizations’ business and administrative capacities to develop economic opportunities through their work with private enterprises, 3) harness municipal funds available for local development efforts through Bolivia’s decentralization law, and 4) facilitate the inclusion of poor and marginalized indigenous groups in municipal development efforts. 

This project was implemented in three stages:  the first stage began amidst a favorable situation for developing all types of activities and investments.  We went through the capitalization process of national companies, 50% of the ownership of which was given over to transnational companies.  Within this framework an environment of prosperity was established which contributed to enhance Bolivia’s image for all types of investments as well as those relating to tourism (income from tourism increased by 88% in 7 years, from 90.4 million in 1990 to 170.4 million in 1997, and income is estimated at 377.5 million by 2006).  During the second stage social conflicts arose as a result of discontent due to the few benefits obtained from the capitalization process and the increase in unemployment generated by mass layoffs by these same companies, which reduced personnel to ensure more efficient management.  These aspects provoked continuous conflicts which led to a create conflict in which more than 80 people were killed, causing the president to resign.  In addition to this, natural disasters, drought and flooding affected areas throughout the national territory.  These aspects affected all sectors as well as the country’s image internationally and the tourist sector was the most affected as it is the most sensitive to situations the compromise the country’s image of security.  

All of these aspects had a negative effect on all sectors, but especially on the tourist sector as tourism depends on the image of security and tranquility the country reflects which are necessary to ensure visitors arrive.  The third stage is characterized by the inability to achieve social stability.  The current government has not satisfied the expectations and demands of all sectors and therefore conflicts, although less aggressive, continue to occur leading certain productive sectors of the country to seek autonomy.  This environment affects every enterprise, from whatever sector it might be, from producers of vegetables to hotel owners.  This context has had positive aspects for the representatives of grassroots organizations which have been able to increase their participation at the decision-making levels, such as the chamber of representatives and within political parties.  This report gives an update on the environmental effects on project activities, major activities in the reporting year, challenges faced, and the progress against project and program objectives.

1.2. Project Environmental Update

1.2.1. Economic Environment

The economic environment has been characterized by devaluations, as a result of the image of insecurity for any type of investment.  And this has been reflected in the reduction of foreign investment which affects the country’s economy.

Bolivia’s economy will grow by 3.6 percent this year, according to the International Monetary Fund (IMF), an entity which, however, warned that political stability during the past few months will have a negative impact on this growth.

	12-month devaluation rate (as a percentage)
	3.5
	4.9
	5.6
	6.4
	6.47
	9,53
	4,34


Direct Foreign Investments (DFIs) have begun to fall at alarming rates.  According to data from the country’s Banco Central, CEPAL and the National Institute of Statistics, by the end of last year the DFI was 160.2 million dollars (134 million euros) a strong 76% reduction as compared to the previous year.

Approval of the draft of the Hydrocarbons law provoked disagreement at the Bolivian government levels, as well as among private companies which expressed their dislike after Parliament ignored a proposal formulated based on results of the referendum celebrated last July 18th.  During this consultation, Bolivians accepted, among other plans, the sale of gas and recovery of government property at the well mouth.  Current approval of the norm under pressure from thousands of indigenous inhabitants includes radical proposals from indigenous parties, labor and rural organizations that want to nationalize hydrocarbons.  In addition, a 180-day term was given to foreign companies to adjust their contracts to the new rules, which imply giving up 50 percent of their profits as of their approval.  This could provoke impracticability of the law if the current terms are approved and it has been warned that all options to foreign investments may be lost.  The U.S. Foreign Ministry’s Adjunct Secretary for Latin America, Charles Shapiro, highlighted to the press the consequences of political insecurity for any country that does not respect its commitments and signed contracts. 

1.2.2. Political Factors

The current government has not been able to reconcile the differences between various sectors of the country that caused the previous administration to resign.  There has been a divorce of opinions between the government and the popular sector.  The government achieved a majority in a referendum but the popular sector has imposed its will by means of pressure.  The government has called for consensus and union among Bolivians and the departments are requesting departmental autonomy.

The Bolivian Government is authorized to recover the country’s energy resources respecting the agreements and commitments signed with the private companies involved; however, rural organizations, indigenous peoples and unions insist the entire hydrocarbons industry by nationalized. 

The political crisis that took place after the popular revolt that obligated president Gonzalo Sánchez de Lozada to resign last year activated requests for autonomy in some regions and unleashed a regional and party-based struggle over the destiny of Bolivian gas.  The country possesses the second largest reserves after Venezuela.  Leaders of civic institutions of the departments of Santa Cruz and Tarija threatened a “simultaneous work stoppage” and demanded the government hold a referendum to approve regional autonomy.  The Chaco Region, shared by Santa Cruz, Tarija and Chuquisaca, wishes to become autonomous in and of itself, and separate from current jurisdictions.

1.2.3. . Social Effects

The economic situation in the country has negatively affected the incomes of communities and municipalities, as contributions to municipal governments have decreased due to decreases in the collection of taxes.  In order to sell their products the communities have had to reduce their prices and must spend more hours in the field in order to produce more and balance out their costs as well as to obtain some benefit by satisfying their basic needs.  Thus they have left the tourist sector to one side due to the urgency of their primary needs.  In addition time is spent participating in strikes, work shutdowns and blockades, to which their leaders obligate them, and this has also caused them to reduce their participation in project activities.

1.2.4. Adverse Effects on the Tourist Sector

General Situation
During the past decade tourism generated a direct impact on tourist consumption within the GNP of approximately 4.8% of the Gross National Product.  Income in foreign currency during 1997 was 170 million dollars.  It is estimated that approximately 60,000 people are employed by this sector (approximately 1.05% of the PEA).  The export of merchandise, due to tourism activities, represents approximately 13.6% of the value of total merchandise exports.  In 1990 income from international tourism generated US$ 90.6 million in contrast to US$ 170.4 million in 1997.  This is an 88% increase in 7 years, or about 12.5% annually.  By the year 2006, or within seven years, income is estimated at US$ 377.5 million in constant numbers.  This means that in order to maintain the current growth tendencies, tourism will increase by 121%, at an average rhythm of 13.5% annually.

Currently, due to the conflicts that took place in 2003, there has been a negative impact on the flow of tourism.  Due to the few resources the country has, and its many obligations, the tourist sector is not a priority; therefore, funds that are assigned by the central administration to support this sector are minimum.  At the local government level the situation is not more favorable as there are no clear norms as to the income that could be generated by this sector.  This results in a high index of tax evasion meaning there are not sufficient resources to reinvest into the sector.  Due to these aspects, to date there has been no serious and systematic effort to promote sustainable tourism in Bolivia.  Therefore, the private companies have become responsible for promoting the country.

Monitoring and Evaluation

· Mid term Evaluation

The Project conducted its midterm evaluation in March 2004.  The objective of the evaluation was to determine the advances made by the project through that date, its main success factors, its principle limitations, and the perceptions of the actors involved, in addition to identifying the actions to be taken during the subsequent months in order to successfully conclude its implementation.

· BASELINE 

The baseline was done by taking into account all the communities along the trail. The private sector actors who benefited from training and start-up capital are not included as they were included as beneficiaries in response to recommendations from the evaluation and the approval of their profiles by approval committees formed in each municipality.

· Budget review

Three requests to redistribute the budget were made, all geared toward assigning project operating expenses to investment expenses, in order to ensure greater support to the beneficiaries.  The last modification responded to recommendations in the midterm evaluation.

· Annual Operating Plan (AOP)

The project has developed its operating plans in consensus with the members of the Management Committee and the coordinators of each zone.  During the last year, along with the GIRN, it developed an implementation plan based on the recommendations of the midterm evaluation.

1. SUMMARY PROGRESS ON ACHIEVING PROJECT OBJECTIVES

Outcome 1: An established tour of the Che Guevara trail, complete with a route, facilities, transportation and services, that is profitable by the third year
	Indicator
	Cumulative Project progress
	Partners and allies key contribution

	1.1 

Three private sector companies actively involved in coordinated and sustainable tourism


	· America Tours, Michael Blendinger, PRODISA, Forest, Luigi Arata, tourism operators

· Las Tinajitas, Lagunillas Hostel, Hotel Cortez, the hotel industry

· PRODISA, a marketing and corporate image creation company, from the service lending industry 

· The tourism operators have:

1. promoted the trail by participating in international fairs, their web pages, brochures, and posters

2. prepared specific packages to complement their traditional routes

3. promoted international nexus with other operators to form continental clusters with the Trail

4. trained community members to be guides and to prepare routes

5. guided the international media to prepare documentaries on the project and the trail

6. prepared a professional photographic inventory on tourist sites in order to prepare the project’s promotional materials

7. project annual and strategic plans

8. developed proposals for managing complementary funds to the project

· The hotels have adjusted their infrastructure according to the tourist standards

· Coordinated project planning events, validations, visits from the international press, and the inaugural event

· The image management company has collaborated in developing FUNDECHE’s statutes

· Development of promotional materials, a web page, and a logo

· Systematization of the baseline

· Preparation of a questionnaire on tourist satisfaction

· basic structure of the marketing strategy


	America Tours

Michael Blendinger

Las Tinajitas



	1.2

Formal planning structures created, e.g. management committee 


	FUNDECHE is in the process of obtaining its legal personality

A board of directors has been formed

Statutes and regulations have been prepared


	Prodisa, America Tours, Vallegrande Mtgdo, Villa Vaca Guzman, Chuquisaca Tourism Unit

	1.3

Tourist satisfaction
	20% of tourists have been questioned on the conditions of the trail, its services, their expectations and recommendations
	Vallegrande MG, PRODISA

	1.4

Tourist recommendations analyzed and where possible applied 
	Their recommendations are used as input for defining the critical trail and complementary possibilities, such as the construction of two hostels to operate the ecotourism route recommended by the Challenge Event organization team from CARE UK
	Management Committee, GTZ, Manchabol, ATECH


Outcome 2: Increased number of local economic opportunities through stimulation of tourist flows in the region and creation of small-scale tourist-based enterprises as a spin-off of the project.

	Indicator
	Cumulative Project Progress
	Partners and allies contribution

	2.1

1,000 tourists passing through area on tours by third year


	· 50 tourists, group of Italian tourist brought by Ana Maspero (Italian operator)

· 50 tourists part of an evaluation group during the inaugural event

· 50 members of the Buen Día Papá movie crew, 150 locales (who stayed for two months)

· 200 recorded in the community ledger of the La Higuera Museum

· 200 not recorded in community ledgers

· 150 visitors to the Lagunillas Museum

· 60 tourists part of a fishing festival group in Vado del Yeso

· 50 4-wheeler drivers, along the Che Trail, not registered (documented by the OGLOBO network of Brazil)

· 60 visitors taken by the project including members of the international media, nationals, trainers, international donors, government representatives, international organisms

· 100 visitors taken by international and national organizations present in the area such as MANCHABOL, GTZ, the Swiss Red Cross, and ATECH

· 50 local tourists at the official inauguration of the trail

· 300 additional visitors not recorded by who are registered in hotel ledgers in the main municipalities who did not specifically arrive by the trail but through complementary attractions or events and who generate some type of income to the Trail’s services or attractions as an alternative to their visit

· The flow has been increasing and this can be demonstrated by the construction of 4 new hotels along the trail during the past year and improvements and adjustments to another

· It should be noted that most tourists (85%) arrive independently, not through tourism operators.  Unless they are brought by international tourism operators and the packages are prepared in a foreign country and local tourist operators are not used.  This was the case with the 4-wheelers and the group of Italians.  Therefore the decision was made to prepare an operations manual to allow for independent visits without the intervention of tourist operators, to respond to current demand along the Trail
	Vice Minister of Tourism, America Tours, Forest, Ana Maspero, PRODISA, Manchabol, ATECH

	2.2

5-10 small-scale tourist based enterprises created


	Food services and accommodations (9)

· Vado del Yeso Hostel

· Vado del Yeso Tourist Platform

· Vado del Yeso Restaurant

· Mbuturenda Hostel, Lagunillas

· Guaraní Cultural Restaurant, Camiri

· Overa Ñancahuasu Hostel, Muyupampa

· Santiago de las Frias Hostel, Muyupampa

· La Higuera Restaurant

· La Higuera Community Hostel

Stores (2)

· 1 store in La Higuera

· 1 in Vado del Yeso

Improvements and the provision of working capital to 22 private small businesses that offer tourist services through the non-returnable fund, including the aforementioned companies

· 22 small businesses

Services that complement the tourist sector

· Homemade cheese industry, Pucará

· Small poultry business, Lagunillas

· Small vegetable business, Lagunillas

· Small carpentry business, Lagunillas

· Transportation

· Two horses and carts for tourists, guides, Lagunillas

· One horse and cart for tourists, guides, Vado del Yeso

Training for community members and service lender to ensure their services satisfy tourist standards

· 45 artisans from the Cañón de Segura communities

· 73 community members from the municipalities trained to be guides

· 49 community members trained in gastronomy, 43 with start-up capital funds, and 6 during the first training session at Kolping

· 73 community members and inhabitants involved in lending services to tourists trained on tourist awareness

Consolidation services for Che Trail products to benefit the communities

· 1 Guerilla Museum, Lagunillas

· 1 Guerilla Museum, Vallegrande

· 1 Guerilla Museum, La Higuera

· Guaraní cultural information and interpretation center, Lagunillas

· 1 Reconstruction of a historical site
	APG (Guaraní People’s Assembly), Vado del Yeso Community, La Higuera community, Capitanía of Iupaguazu, MG of Villa Vaca Guzman, Santiago de las Frias community, La Overa Ñancahuazú community, 4th Division of the Army

	2.3

50 part-time jobs created in communities


	150 part time jobs

Lagunillas

· 100 jobs involving signage along the route, construction of a Guaraní hostel, improvements to the stone jailhouse, improvements to historical sites, community guides

Vado del Yeso

· 50 jobs involving improvements, construction of stores, hostel, camping platform

La Higuera

· 5 jobs involving improvements to the community hostel, store, and restaurant

Muyupampa

· 30 jobs involving improvements and adjustments to 2 hostels

Camiri

· 5 jobs involving improvements to the Guaraní cultural restaurant

Vallegrande

· 5 jobs involving improvements to community infrastructure
	MG of Lagunillas, APG, Capitanía of Iuapaguazu, MG of Vallegrande, MG of Villa Vaca Guzman

	2.4

Multiplier effect of income generated


	The multiplying effect of the investment made with project funds in general is an approximate % higher than expected according to the impact matrix (33%)

Lagunillas

· 100% of construction materials and specialized labor for the hostel obtained from the communities and municipality

· 30% of the investment in transportation was obtained from local lenders and the Capitanía

· 50% of the consumption of chicken and vegetables in Lagunillas comes from small community vegetable and poultry businesses

Vallegrande

· 50% of furniture obtained from local producers

· 95% of construction and improvement materials as well as specialized labor obtained from the communities and municipality

Muyupampa

· 100% of construction materials and specialized labor obtained from the communities and municipality

· 100% of construction and improvement materials, as well as specialized labor for the hostel obtained from the communities and municipality

Camiri

· 100% of construction and improvement materials and specialized labor for improvements to the restaurant obtained from the communities and municipality

Multiplying effect of the income from small businesses that are functioning

Camiri

· 100% of supplies used for the Guaraní restaurant are obtained from the municipality

· Personnel hired for management and operation are all from the communities

Vado del Yeso

· 80% of the supplies used to operate the restaurant and hostel are obtained from the community

La Higuera

· 90% of supplies used to operate the restaurant and hostel of La Higuera are obtained from the community


	Lagunillas Municipal Government, MG of Vallegrande, Community of Vado del Yeso, Capitanía of Iupaguazu, APG

	2.5

% of men and women who have improved and apply knowledge of tourism
	80% of beneficiaries involved with project investments have presented the profiles to build, improve, adjust, equip, or train to provide tourist services

· 90% of the APG Board has supported and led activities that support tourism in their communities

· 40% of the Guaraní communities of Camiri have at least one family participating in offering tourist services in the municipality

· 50% of the communities of the Capitanía of Iuapaguazu have participated in some way in project coordination and offer some type of tourist service in the area

· 100% of the community of Vado del Yeso is involved in handling ecotourism products

· 70% of the community of La Higuera is involved in offering tourist services in their community

· 30% of municipal government personnel are involved in project coordination and supporting tourism in their areas, including the creation of a protected area

· 
	Manchabol, ATECH, Swiss Red Cross, APG, Capitanía of Iupaguazu, MG of Vallegrande


Outcome 3: Institutional Strengthening of community-based organizations and the Guaraní Indigenous People’s organization to develop business and administrative skills, and participate in decision-making on the development of tourism in their department.

	Indicator
	Cumulative Project progress
	Partners and allies key contribution

	Participatory self-assessment of Guaraní organizations


	· A self-evaluation promoted and led by the APG was carried out to identify weaknesses in the various sectors, including tourism.  It resulted in changes within the board.

· It must be noted that during the life of the project the APG board has been changed 4 times with the advantage that the key actor for project work have been maintained.  In fact, some have even achieved higher positions such as the current President who began in charge of handcrafts and coordinator of the APG for the project.

· A self evaluation of production and tourism was carried out with support from the project, program management and Manchabol.  It resulted in a productive diagnostic of the Guaraní communities in the departments of Santa Cruz and Chuquisaca.


	APG, Manchabol, GTZ 

	#s of tourism initiatives promoted by Guaraní organizations within and outside of project area 
	· 30% of the Guaraní communities benefited from the project proposal in Haciendas del Chaco financed by the IDB (us$ 1,000,000) including 40% of the communities participating in the Che Trail as the trail is included in the attractions involving haciendas and the Guaraní culture.

· 20 initiatives have been promoted by the APG and Capitanía of Iuapaguazu through the presentation of projects, ideas and, through their participation in the election committees, the election of start-up capital beneficiary profiles in the municipalities of Lagunillas and Camiri.

· Approximately 10 are promoted by non-Guaraní communities that are part of the project in Vallegrande and Pucará

· 1 was promoted by the communities of Muyupampa and Monteagudo who initiated the movement to create the Iñau Protected Area

· 1 was promoted by the community of Vado del Yeso through the management and coordination of fishing in the Río Grande River.
	APG, Capitanía of Iupaguazu, BGJRL


Outcome 4 Lessons generated and shared on incorporating communities into private sector-driven tourism initiatives, and on building tri-sector partnerships between these two groups and government.
	Indicator
	Cumulative Project progress
	Partners and allies key contribution

	Forums and meetings where lessons learned are shared


	· 1 event to present the project and its tri-sector focus on tourism to benefit the communities was sponsored by the GTZ and Manchabol in Monteagudo

· The project management structure was shared with the Manchabol through the management committee and has been replicated resulting in the formation of a Tourism Management Committee in the 15 municipalities and a consortium of private hacienda owners in charge of operating this tourist product

· This document has been included on the web page

· It has been included in the Livelink system to be shared with all CARE International offices worldwide

· Project experiences have been shared with the Travel Writers Guild who, according to information and a field evaluation done by a BBC reporter, has awarded the project the Best Overseas Tourism Project award.
	APG, Capitanía of Iuapaguazu

	# of lessons learned documents published and disseminated and feedback received 


	· 1 lessons learned document has been prepared and shared with members of the Management Committee as well as the results of their interviews and opinions
	Management Committee, Clinton Pescenka

	# of visitors to website 
	· 3221 in its three months of operation and in the Spanish version

· We hope this will increase considerably as the English translation will be available as of this month
	Management Committee, PRODISA, FOREST, Michael Blendinger


2. ANALYSIS OF POSSIBLE PROJECT IMPACTS BASED ON LIVELIHOOD COMPONENTS

	Assets
	Positive
	Negative
	Mitigation Actions

	Financial capital


	· Increased financial earnings for 50 community members from part-time jobs in tourism 

· Increased income for 100 community members from small-scale tourism-based enterprises 

· Increased income for 50 community members from local supply of tourism industry

· Collective income from tourism

· Multiplier effect – every $ earned should generate at least a further 25 cents in local purchasing

· Overall increase in income for beneficiaries of 33%
	· Expectations of community members are beyond what can realistically be delivered (project will work carefully with civil society organizations and private sector to minimize this risk through careful and responsible communications)
· Lack of transparency in management of communal income (promotion of public auditing)
· Economic benefits may not flow to most marginalized members of the community (Project monitoring and evaluation will disaggregate impact data, based on gender and ethnicity.   Social criteria will be used  in tender process)
· Potential resentment and or conflict among those not involved in project (strengthening of Management Committee and civil society organizations more broadly in fair and transparent processes and conflict resolution)

	· Community representatives have been involved in the project planning process, highlighting that benefits from tourism are long term

· Small businesses  already functioning or that can serve the community without having to depend on the flow of tourism have been supported, as is the case with the hostels in Muyupampa where they also serve as community meeting centers, or the Guaraní restaurant in Camiri which also serves the local population

· Community companies have been formed based on boards of directors and management groups which are accountable to the community boards in term of fund management and the latter boards define how the income will be used

· Tourism is essentially managed by women who cook, make handcrafts.  They involve the older members of the community who are knowledgeable on handcrafts and traditional medicines, and who serve as guides – most are survivors of this period and are at least 65 years old.

· As the issue of the guerrillas can cause susceptibility among some sectors, a large number of institutions were involved to facilitate project implementation.  The message is clear – the benefits are for the communities, and this has been a beneficial aspect.

· Both aspects will be measured during a post evaluation.  What has been measured is the investment which has had a multiplying effect of at least 25% on local purchases, leading to a balance among all investments

· The companies that are functioning fulfill the requirements, balancing the use of their earnings between purchases in larger cities and purchases within the municipality

	Human capital
	· Enhanced skills through training and development of business and organizational skills

· Improved access to health/education, through donations by tourists or public health investment driven by tourism 

· Specifically, strengthened emergency medical services in three health posts that exist near tourist stops.  This will benefit 55 families. Refurbishment of the Hospital in Lagunillas will give better access to health care to 395 families

· Strengthening of curriculum and training of teachers in tourism and business administration
	
	· According to what we have been able to measure in the community of La Higuera, tourists have donated books, medicines, improvements, and health posts

· The municipalities, such as Vallegrande and Lagunillas, through their commitments have improved roads. This has generated employment in the communities and has allowed inhabitants access to health services and education as well as facilitating product sales, as is the case with Vado del Yeso

· The intern from Tentapiau has been trained in small community business management and a management guide was left by a  USA´s University intern working on obtaining his MBA

	Physical capital
	· Improved infrastructure to promote tourism development

· Specifically, extension of electricity to Tëta Piau and Lagunillas, benefiting 67 families, and improvement of the road that links Camiri with Ñancahuasu and Iguasurenda, and the exit road from Tëta Piau to the trunk road Camiri - Santa Cruz.

· Investment of collective income from tourism
	· 
	· The main roads from which to access the Trail have been improved and are being maintained.  The paved highway between Santa Cruz and Camiri has already been completed.  10 kilometers of the highway to Lagunillas have been paved and the rest has gravel as a counterpart for the use of water in the construction of the Santa Cruz – Camiri highway

· The municipalities have budgeted an annual amount to support tourism and culture, and have adjusted their five-year plans contemplating tourism as a priority

	Social capital
	· Enhanced community organizations and capacity to negotiate with private sector and local government

· Strengthened National Guaraní Organization

· Reduced immigration of the young economically active population
	· 
	· All investments made by the project and the planning processes have been done in consensus between the three sectors

· The APG is a Manchabol tourism management committee member corresponding to 15 municipalities and 3 departments

· They are part of the Manchabol’s production proposal.  The productivity diagnostic supported by the project and the GIRN was helpful.

· Activities and the population have both increased in Lagunillas.  During the past municipal elections there were 4 Guaraní candidates from the Capitanía of Iuapaguazu.

· 2 communities in Lagunillas have been relocated with Guaraní from the city of Santa Cruz and unskilled laborers from private haciendas




4. LESSONS LEARNED

The lessons learned from the project are based upon both progress and challenges confronted during the project. A situation encountered during the project is presented followed by lessons learned and recommendations to improve this aspect of future work in tourism development. The principal issues are: knowledge of tourism in communities, infrastructure and resources, mindset of communities toward the project, unequal distribution of contributions and benefits within the communities, communication and coordination, social conflict, political instability, the involvement of all sectors and publicity.

Situation 1

Communities in underdeveloped areas have nearly no knowledge of tourism.  This includes both awareness of the costs and benefits of tourism as well as the awareness of the skills and resources needed to manage tourism.  For example, when tourists visit some of the more underdeveloped areas of the route, some people are unaware of their intentions and may be hesitant to welcome the visit.  A certain amount of fear may exist in the communities as they are unaware of the changes these visits can bring about.  Additionally, the communities lack basic knowledge of tourism services including the needs of tourists as well as how to provide the services while allowing both parties to benefit from the transaction. (i.e. how to and how much to charge a tourist for a meal and who should receive the profit)    
Lesson Learned 1

Tourism development must be viewed as a long-term goal in underdeveloped communities.  It is not a quick fix to the poverty problem.  In many cases, only minute benefits will be achieved in the beginning years of a project.  During this time, the most important aspect of a tourism development project is to educate the entire community about the costs and benefits of tourism and the necessary skills and resources that it requires.  Only after these costs, benefits, resources and skills are completely understood can a community make an educated decision about the role tourism can play and begin preparing for it. 

Recommendation 1

It is important to invest heavily in training and capacity building at the beginning of a tourism project.  For this to be most effective, it is imperative that a knowledgeable person spend substantial time living and working with members of the community.  This is important not only to explain the costs, benefits and necessary skills that accompany of tourism, but also to begin training people in the community to fill these roles.  Although knowledge can be imparted to some extent through round tables and discussions, it is more easily understood when one is able to teach through examples and real-life experience while adapting this knowledge to situations in each community.  

Situation 2

Resources and skills are difficult to secure for tourism development in underdeveloped areas where the need for this investment is greatest.  As previously mentioned, the poverty rate in the region was 74% at the beginning of the project and most of the population relies on subsistence agriculture for survival.  Therefore, if a project does not show immediate benefit, it is difficult to invest scarce resources.      

Lesson Learned 2

The idea of tourism is quite new in many underdeveloped regions. In these underdeveloped communities, the principal concern is subsistence.  With this in mind, it is difficult for communities to devote resources to tourism development when the investment may not provide for immediate needs.  For tourism to be successful as a long-term development strategy in underdeveloped communities, the project should be self-sustaining, and well understood by the community from the start. In addition, it must be recognized that community leaders have additional priorities.  For a tourism project to be successful it must not negatively affect resources that are to be dedicated to other objectives.

Recommendation 2  

In underdeveloped areas, tourism projects should start small.  These projects should provide small earnings as well as experience in managing tourism.  These small earnings can then be used for investment without sacrificing resources that are necessary to meets today’s needs.  For example, guide services, the sale of handy crafts or small agriculture projects can bring small profits and knowledge of tourism or business skills.  These profits can then be used for further investment in larger projects such as a restaurant or a small hotel.     

Situation 3

Underprivileged groups accustomed to receiving assistance may be less willing to contribute to project development.  Projects may be viewed with a receptive mindset in which the beneficiary does not adequately participate to ensure project success.  This risk was recognized in the project proposal.  However, it has not been completely surmounted.  In order to combat this risk, projects were intended to be financed with loans to community groups instead of with donations in order to encourage project ownership.

Lesson Learned 3

It is important to require project beneficiaries to contribute to the tourism development process.  Tourism requires participation of a community because it requires selling an experience and the community is part of that experience.  Without community participation, the experience is not positive and thus the product can not be successful. However, when initial project benefits are dispersed across an entire community, it is difficult for individuals to recognize these benefits.  When this benefit is not recognized, participation is difficult to achieve.  

Recommendation 3

Communities and groups benefiting from a project should be required to contribute and participate in project development and investment.  This can include requiring participation in the management and decision making process and the investment of profits earned through previous small enterprise development.  Additionally, it may be beneficial if several smaller groups are beneficiaries so that active participation can be achieved and benefits are recognized.  This will encourage others to participate as the project develops.  As the project grows, or new opportunities arise, it is important that new participants are given the same opportunity to become involved and benefits reach other community members.

Situation 4

Community tourism and group projects dictate that certain actors will contribute more than others and benefits may or may not reflect these efforts.  For example, in one community, guides earn money that is then invested into a community owned hotel.  However, guides that provide these services are no longer able to work in agriculture as they had before.  These guides sacrifice personal well-being for the good of the community.  They have been willing to do this based on their passionate belief in the project image.  However, a project that lacks a powerful image, such as the Ché Guevara theme for this community, may be unable to expect these sacrifices.      

Lesson Learned 4

When actors do not receive benefits proportional to their contribution it creates a situation in which involved actors are disinclined to continue investing time and energy into a project.  Although this risk has been minimized in this project, unique circumstances allow the situation to continue functioning.  In other projects or communities, this may be less likely to occur.  

Recommendation 4

In order to prevent contributing actors from becoming discouraged, it may be useful to provide incentives in order to reward their contributions.  The extents of a project’s success can be determined by the leadership of individuals in the field.  Therefore, continued cooperation and leadership should be encouraged by offering additional benefits, beyond those that accrue to the community, to these persons.

Situation 5

Communication and coordination can be difficult in underdeveloped areas due to the unavailability of equipment, distance and prohibitive costs.

Lesson Learned 5

It is important to provide resources for and develop a communication and coordination strategy at the beginning of a project.  This strategy should provide information and allow communication between all actors in a timely manner.  Without an effective strategy it is much more likely that actors will not act cohesively.  An additional important aspect to communication is the formation of personal relationships.  Many actors felt that the success of their aspect of the project was determined by cooperation among counterparts in other sites.  When a personal relationship accompanied a professional relationship this cooperation was much more successful. 

Recommendation 5

Resources must be provided for a communication strategy that links all actors.  This strategy must be developed during the incipient stages of the project.  The strategy may involve meetings between group members or an effective system to communicate without many face to face meetings.  However, the importance of developing personal relationships should not be overlooked as it can greatly contribute to project success.


Situation 6

Social conflict and class tensions between actors prohibit coordination to obtain a mutually beneficial outcome.  In this project, strong tensions exist between indigenous and non-indigenous persons in the project area.  This tension is based primarily on historical relationships in which non-indigenous landowners used, and in many cases abused, indigenous labor.  The situation has improved and indigenous persons are experiencing improvements in standard-of-living and the ability to impact political decision making.  However, during the course of the project, tensions have caused non-indigenous persons to deny, to tourists wishing to visit indigenous communities, the existence of indigenous communities in the area.  Additionally, indigenous groups have participated in road blocks and other political demonstrations which are counterproductive to tourism development.  This happens even though both indigenous and non-indigenous actors will benefit from the project.  

Lesson Learned 6 

Potential benefits from tourism are insufficient, at least in the early stages of a project, to encourage legitimate cooperation between competing social groups with strong historical differences.  Awareness, at least on a superficial level, of the mutual benefits that can accrue to both groups does little to encourage cooperation.  This awareness must be understood not only on a superficial or theoretical level.  But rather, the awareness of benefits must be ingrained and the benefits felt for cooperation to exist.  

Recommendation 6

Outside project personnel should be present in communities with strong historical differences.  These persons should play the role of mediators while attempting to remain distinct from both competing groups.  These actors are additionally useful for demonstrating on a daily basis the benefits that can accrue with cooperation so that these ideas become ingrained in both groups.  More importantly, this person can serve as a tool to begin small cooperative projects so that the benefits of cooperation are experienced rather than just imagined.    

Situation 7

Political instability contributes to a lack of local government support as previously approved policies are no longer implemented and leadership, priorities and resource endowments change. 

Lesson Learned 7

It is important to rely on resources that will be available for project implementation and provide mechanisms for dealing with a changing political climate. 

Recommendation 7

The tourism development process in these communities is long, relative to political cycles, and therefore an outside source of stability is important.  In order to ensure resource availability in a changing political environment, it is important to place project personnel in field areas.  These persons are able to transfer information between incoming and outgoing political entities and provide continuous attention to the project that may be lost in changing administrations with variable priorities.   

Situation 8

Federal government support for tourism is lacking.  Although, tourism development is discussed, few resources are dedicated to this development.  Investment would be useful in the areas of market research, nationwide awareness of tourism and capacity building. 

Lesson Learned 8

Government support for tourism at the federal level, or lack thereof, influences the ability to successfully implement tourism projects.  As discussed, many people are unaware of what tourism entails or how to implement it.  When government support for tourism is lacking, the time and resources necessary to develop a project are much greater.  

Recommendation 8

Prior to a tourism development project, it is useful to obtain federal government support in order to obtain knowledge of the market, convey basic knowledge about the importance of tourism in the economy to the population and achieve basic capacity and political support for tourism development.  If this government support is lacking, it is important to provide additional resources to obtain these results in the early stages of the project.

Situation 9

Legitimate private sector involvement is difficult to obtain.  Some members of the private sector feel that their involvement in the overall management of project development creates a conflict of interest within the management group.  This sentiment reflects competing objectives between sectors. 

Lessons Learned 9

The private sector is involved in tourism for financial reasons.  Additionally, the private sector is accustomed to rigid project management with objectives and dates for achieving them.  When financial returns are not immediate and the project advances slowly, private sector involvement suffers. 

Recommendation 9

It order to encourage genuine private sector involvement in a tourism development project, it is important to offer financial incentives and attempt to coordinate the project so that visible progress is made and the objectives of the private sector correspond with the objectives of the project. 

Situation 10

Publicity for a route that is not fully functional is difficult to successfully implement.   

Lesson Learned 10

Route development and publicity must accompany one another.  The existence of attractions without publicity leads to a lack of a market.  Conversely, publicity without a functional product can lead to disappointed customers  which is also a negative situation.  

Recommendation 10

A well planned publicity campaign should be initiated from the beginning stages of the project.  This plan should include all actors and reflect the image that the community wishes to project.  In the early stages of the project, this plan should include basic awareness of the area.  As the route (services, attractions and infrastructure) develop, this strategy can begin to focus on attracting tourists rather than solely providing background information.

5. PROJECT CHALLENGES

The historical facts of the Che Guevara guerrillas generated susceptibility among certain sectors, such as the Bolivian Army; therefore the project had to involve a greater number of actors in the planning process and presentation of project advances.  It also had to establish alliances with institutions such as the 4th Division of the Army to jointly implement activities such as setting up the museums, the reconstruction of historical sites, in order to avoid criticism on the content and trustworthiness of the historical information.

Paternalistic organizations that manage community benefit programs that covered all the participants’ participation costs in their projects had an influence on the participation of community members in project activities.  The project, therefore, had to establish a work model in which the leaders of the planning processes were the community members themselves.  This created a sense of ownership of the project among them.

Implementation times were delayed due to national conflicts making it necessary to retrace the planning of project activities and causing arguments between members of the management committee, especially actors from the private sector.  During the last period the project had to act according to the recommendations in the evaluation and reduce its actions in 4 municipalities to fulfill project objectives.

6. SUSTAINABILITY

Commercial Sustainability

Marketing Strategy

Between July 01 and November 29, 2004 a consult on the commercialization of the Che Trail was done
 for the Project called Development of Historical and Cultural Tourism of the Che Guevara Trail (BOL 57), to establish Commercialization Channels for the project and ensure its commercial sustainability.

Work was begun with an evaluation trip covering the entire trail to identify resources and existing services along the trail.  Other tourist resources had been valued and identified, especially in Vallegrande.  As to services, these increased in number but not in quality.

Based on this evaluation, work was begun on systematizing the information and preparing an Operations Manual which was socialized with some of the tourism operators such as Azimut Tours, Magriturismo, and others.

For the commercialization strategy various surveys were taken to evaluate the operators’ level of knowledge on the Che Trail tourist product.  Likewise, guides were surveyed and service lenders involved in the different municipalities were interviewed to gain better understanding on the flow of tourists that had arrived at the trail during the past few years.

The market for products this project offers involves the following segments:

· The young and adult international and national population interested in aspects of the “CHE GUEVARA” image.

· The young and adult international and national population interested in the history of the occurrences relating to the Ñancahuazu guerrillas in Bolivia.

· The national and international populations interested in nature and adventure tourism

· The national and international populations interested in ethno- tourism and in directly relating to the indigenous and rural communities

When analyzing the portions of the Che Trail to be offered it was observed that it is articulated and integrated with the thematic axes of the Chaco Haciendas and the Guaraní World, which are part of the Chaco Tourist Development Strategy. This meant that the aforementioned products encompassed three thematic axes jointly and systematically.

Based on the identification of resources an analysis of the competition was made, taking into account three destinations:  Samaipata, the Jesuit Missions, and the Amboró area.

In both cases the products offered are fairly well developed and positioned in the market, both nationally and internationally.  However, neither are competition for the Trail product.  Rather, they complement it.

In the analysis of demand various factors that characterize the demand were taken into account. The problems identified along the trail are related to the attractions which have not have been fully valued, the lack of quality services, the lack of commitment from civil society, and the public sector’s lack of knowledge on roles.

As to the potentials, there is an abundance of natural, architectural, and folkloric resources and cultural richness.  The Che Trail destination has a series of natural, architectural, and folkloric resources as well as cultural richness that can be developed to generate tourist products.

On the other hand, it considers that the commercial development proposal is part of other elements involving organizational and institutional strengthening, greater awareness among the actors, the establishment of mechanisms for coordination, and training processes to improve tourist services.

For this reason, this proposal, in addition to a completely commercial strategy, proposes other additional elements considered necessary.

Management Sustainability

FUNDECHE

The project created a management committee formed by one representative from each interested sector to manage and make decisions together for the trail, to facilitate coordination between tourism actors of the private sector, local grassroots organizations and local governments, and to mutually develop the tour along the Che Guevara Trail as well as any associated tourist services.

This strategic partnership is on the way to becoming a foundation called the Fundación para el Desarrollo Cultural Histórico y Etno-Eco Turístico (FUNDECHE), (Foundation for the Development of Cultural, Historical, and Ethno-Eco Tourism).  Its mission is to “improve the levels and quality of life of the inhabitants of the region surrounding the Che Trail by promoting tourism, the conservation of cultural heritage, the environment and diffusion to society”.  FUNDECHE includes the communities and all of the inhabitants of Monteagudo, Muyupampa, Lagunillas, Camiri, Vallegrande, and Pucara in the departments of Santa Cruz and  Chuquisaca.

Until proposals to finance their activities can be generated, they have decided to operate by semesters in each participating municipality.  In this manner personnel and logistics costs will be paid by each municipality.

The Economic Sustainability of Small Businesses

Small businesses were trained on formation with support from a Masters in Business student whose support ended with the delivery of a basic small business management manual with a community focus.  The second training session was done by a company hired to manage the start-up capital fund.  Its target group was the companies that benefited from the fund and focused on the companies the project had formed, companies that are strategic to sustainable tourist development along the trail, and small businesses that were already functioning in an effort to ensure the sustainability of the enterprises and the trail as a tourist destination.

IDEPRO

Small Business Management Guide

Key elements for sustainability to ensure the continuity of tour operations.

Physical
· Municipal resources committed to maintaining roads, paths and trail signage.

· The municipalities have committed to making the Capitanía of the indigenous OCL available as the tour passes through there.  They have promised financial support for the development of physical paths which the tour will use and these must be completed by the end of the project’s second year.  They will also place signs along the trail.  By means of coordination between the project and the municipalities and the priorities given to the infrastructure supported by the project, it is hoped the necessary improvements to the roads used by the tour will also be completed by the end of the project.  The flow of tourism into the region and the income from this tourism will provide an incentive, without the project’s intervention, for the municipalities to maintain the paths and roads.

Financial
· As the tour begins to generate income the tour operator will have to reinvest a percentage of the income into the project budget, destined to continuous operating costs of the tour such as publicity, salaries for guides, and transportation costs.

· The grant will also fund part of the capital costs needed to improve and equip inns, restaurants and other structures such as stores by means of low-interest loans.

· The management committee will explore options to ensure private funding for the community businesses or tour operators.

Institutional
· The partners involved in the establishment of this tour are committed to developing tourism in this area.  Funds from annual operating plans will support tourism.

· The community organizations have prioritized their support to the participating communities and complementary initiatives from the tourist sector

· Each of the private sector partners is committed to promoting the trail and operating the trail using the community services created with the project

· The management committee has committed to establishing relationships with a greater number of private sector companies at the national and international levels

Social/Cultural  

· The continuous participation of the poor in decisions made is ensured by means of the leadership roles of the representative organizations, such as the Guaraní Assembly and its local sections, such as the Capitanía of Iuapaguasu and its role in the management committee.  The cultural benefits will be sustained by reinforcing the tour of Guaraní traditions and culture.

Environmental
· The successful operation of the project will provide and incentive for the communities to conserve their natural resources to maintain the natural tourist attractions (lakes, forests) as well as the Inca ruins in Samaipata.

7. CONCLUSION

We agree with the Management Committee and various actors that greater investment is needed for community training and the consolidation of complementary themes (culture, history and ecotourism), as well as the consolidation of the Committee as an organization to ensure its commercial sustainability.

The impacts of project implementation on community livelihoods have been primarily positive.  They see tourism as an opportunity, have greater expectations and hope to continue to strengthen their tourist activities, as they now understand that entering into the very competitive tourism market requires special skills and abilities as well as greater knowledge on how to operate this sector.

Improvements to their income levels have not been significant to date as tourism bears fruit long term and the current market is primarily absorbed by the private sector.  This aspect will improve as the quality of local services improves.

Although economic benefits may be analyzed further on, there are other benefits that have had an influence on the communities, municipalities and the department.  The project’s commitment to open roads, maintain them and place signage along them has had an enormous impact on the communities’ economies as they now have stable access throughout the entire year and this has allowed them access to sell their products, and access education and health centers without further inconvenience.

In the municipalities, due to coverage by national and international media, sites that had been forgotten are once again prominent.  They have recovered their self-esteem and are now taken into account within the decision-making processes in their areas.

As a result of the project’s co-management cooperative agreement, good relations have begun between civil society, the municipalities and the communities and members of civil society are now conscious of the fact that they play a fundamental part in developing tourism in their regions.

The indigenous communities feel they own and manage the project.  Pride in, and the recovery of, their cultures have been consolidated and this has led them to develop other tourist projects based on their cultural elements, an aspect which has empowered them and allowed them to make strategic decisions on this matter at the departmental level.  Inspired by the tourist activities, the younger people interested in being guides have begun to research their culture, which to date is transmitted orally by the elders.  In addition they have become interested in caring for their environment, and maintaining and increasing the flow of tourists.

Having reflected upon these aspects we believe the project has established the necessary guidelines to begin the process of improving the household livelihoods of the communities involved and the municipalities in question.  In addition a conscious process of empowerment has been promoted and they have manifested the need to improve their skills in order to enter into competitive markets.

The achievements of working with partners in a coordinated fashion as a result of the implementation of activities, and in consensus with the Management Committee and other strategic allies, has generated the creation of other entities to coordinate tourism and has confirmed that success depends on the relationships between all sectors, especially the private sector.

The private sector has worked under certain parameters of risk in terms of the benefits obtained in order to attain products that can be commercialized under the motto that they must do what sells, not sell what has been done.  This has geared them towards a focus on customer satisfaction, in this case tourists, rather than on developing the products they traditionally offered.

We believe that although implementing a project under a tri-sector partnership focus with few resources and shared investments in all cases has proven difficult, the results have been worthwhile as a positive impact has been achieved in general.  It may seem that to date the economic benefits are not significant in some cases; however, this has been compensated by improvements to access roads, communications, empowerment and strategic relationships that have been formed in other aspects.

ANNEX 4: Project’s Progress Reports (in softcopy only)

ANNEX 5: Field visit photos (in softcopy only)
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