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INTRODUCTION

Armonia s a non-governmental organisation in the service of the most neady
communities in diverse parts of Mexico. Armoniaworks in a predominantly Catholic
area and identifies its work as having Christian motivation to serve the poor.

Armonia works through a Christian Urban Transformation Centre named CUTC
Armonia-Jalalpa in the west of Mexico City. Armonia has been able to expand its
services to a Sub-urban areaof Mexico City (CSUTC Armonia-Santa Cruz) and, at
present is advancing its efforts towards a community of artisans and towards an
Indian community in semi-rura and rural areas respedively.

Armonia, was founded in Mexico in December 1987by Sall and Pilar Cruz and from
that time onwards has been direaded by professonal Mexicans with a strong sense of
social responsibility for the amntemporary problems of their city. The work has been
caried out in asociation with humanitarian groups from the United Kingdom, United
States, Germany and Mexico, with whom they share the vision of integrated serviceto
needy communitiesin large dties.

Armonia & an Organisation now has over ten yeas of experience, eight of which
include the existence of a formally appointed Board. It has managed an average of US
$35Q000 pr yea, which hes financed various projeds at the Community Centre,
housing projeds, emergency aid and the development of micro-enterprises. Over the
past eight yeasit has recaeved a series of adknowledgements from the government of
the dty, thanks to services to communities within the district of Alvaro Obregén.

Armonia has st itself up in one of the aeas of most nead and highest risk by means
of a Community Centre. It has defined its working agenda acording to the red neals
of the Community. For thisreason, it has built 65 housesin an areaknown as“The
Ditch” in one the poorest zones of the Ravine, with the help of foreign wvoluntee's and
members of the Community. One of its main tasks has been the prevention of
disasters caused by the possble mllapse of mines over which literally thousands of
people have built their homes.

Over the yeas, the Organisation has gained an excdlent reputation for itself within
the Community and surrounding area and with certain members of the government.
Consequently, one of the problems they face & thistime isthat of finding more
resourcesto let the Centre building grow, sincethe demands of the Comnmunity are
such that our Community Centre is not big enough to acoommodate d those who
wish to participate in the programmes.

Armoniarecantly purchased a new warehouse in the Jalalpa valley and is the process
of upgrading it to be asecnd community centre. This new centreis cdled
Presedentes.

A participatory analysis of the wre problems fadng the community, undertaken by
Armonia, has led Armoniato conclude that the poor facefour key challenges —
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isolation, exploitation, hopelessiess and “choicdessiess’. This analysis fuelsits
guiding principles among which are:

» Giving relevanceto the problems facal by the Community and considering
them oursin the fullest sense of the word.

» Concentrating effortsinto one aeaof grea neal and advancing slowly and
gradually from a centre of original influencetowards other areas, without
trying to take on al the problems of the dty as awhole.

» Leaning to work with and walk alongside the Community. That isto say,
emphasise that every member of Armonia should lean to walk alongside the
community people and accompany them through all the typicd experiences
and emergencies they face This means that the Organisation has amost its
whole life orientated towards field-adivities.

» Employing a participatory approach to the solving of problems. In this way,
the Community Centre becomes a meding pace ad a Christian Urban
Transformation Centre of avery participatory nature.

» Seleding the mgjority of the personnel from the same comnunity, espedally
for the department of operations

The operative aeais defined as that which comes into dired contad with the
Community and those related to it in a spedfic way. The personnel in this area ae the
teaders, co-ordinators, supervisors, builders and al those who have aresponsibili ty
to develop programmes diredly with the beneficiaries. In this case, with only afew
exceptions in the aeaof administration or if the Community Centre requires illed
teaders from elsawhere, all the personnd are originally from the community
wherethework isbeing carried out.

The job of setting upa network for stimulating work locdly is carried out mainly by
the Co-ordinator of the Community Centre under the supervision of the Operations
Diredor and in agreement with the General Diredor and all those form the
community, staff or voluntee's who will participate in the programme.

Poverty is epidemic in Mexico, exacebated by the 1994 eso collapse and economic
crisis, and the more recent jolt in currency exchange ratesin world financial markets.
Seventy percent of the federal district's estimated population of 12 million people --
some 8.5 million people -- survive on about 2,200 pesosa month -- $26Q And 3
percent of those 8.5 milli on people live in conditions of extreme poverty, eaning
about 250 pesos or $30 dbllars a month.

Public programs to help the poor have long been subjed to corruption and an inabili ty
at the federal level to resolve structural problems that leave most of the needy with
little government support.

BusinessPlan / Propasal, Armonia Y outh and Community Centre, Incluson d Telecentre Activiti es, Jalalpas, Mexico City,
Mexico, March 2001 PAGE 3 OF 3




PROPOSAL DEVELOPMENT

This proposal/businessplan was developed after consultation with the cmmunity in
Jalalpa and Santa Cruz . The details of the ansultation are to be found in the visit
report “Consultation Visit for KAR R7842 Big World/Gamos Jn 2001 The
methodology of the cnsultation was informed by the experience of IDRC. IDRC
guidelines suggested an outline for a Telecantre scoping process However this
scooping processasaumed that there was no existing community centre and so the
methodology was modified acardingly.

In krief the consultation included the following exercises conducted with 30 people
drawn from the community.
Exercise—  Profiling the group

Exercise - Life events.

Exercise - Objedives

Exercise - Tedhnology familiarity
Exercise - Tedhnology services
Exercise - Service scoring.

Wider community consultation

The profile of the group was that they were dl |ocd residents; they have had
interadtion with the cantre ather through children and youth adivities or have shown
a spontaneous interest. There was a spreal of ages and youth (under 25 and single)
made up approximately 30% of the group. There were adightly more females than
males.

Armonia s goal isthat its centres are staffed by the community supported by a central
group of senior management and the board. There is a processof further locdisation
going on at present and management responsibili ties have been handed over to the
community groups. Thisis explained further in the visit report.

The community centre workers had already expressed an interest in telecentres before
the arival of BigWorld consultants. Armonia was alrealy paying for the training of 5
workersin Basic Computer Literacy and had obtained 5 laptopsin order to start using
computers with the community. No formal plan had been made, and the management
were trying adivities on an ad hoc basis towards a general aim of “fadlitating ICTs
for the community”.

The outcome of the consultation was that this desire to develop information and
communicaion technologies as part of the community centre was grengthened and
the following plan was developed.
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OBJECTIVES

Like many NGOs Armonia has a wide range of adivities. Table 1 gvesthe main
objedives as documented in their annual and strategic reports. The intention of this
proposal isto support existing objedives not to crede aparallel set for atelecentre.
All telecantre objedives will be asubset of, and supportive to, Armonia main
objedives.

The mre Armonia objedives are: -
e Educaional opportunities for Children
e Support for Families
» Personal development opportunities for all the community

Armonia and the coommunity group that run the Centre together subscribe to a strong
set of values. They wish these values to be supported by technology not eroded by it,
hencetheir strong emphasis on content.

CHILDRENSWORK. AIMS:

To support chil dren's education. Continuation of the Wonderful Homework Club, plus establi shing two Montessori
workshops to educate chil dren in Montessori teaching methods.

To support children's Christian spiritual development. The practical teaching o the red meaning o love.

To encourage the chil dren to understand and manage their environment, their community and their ecological
surroundngs, and to integrate into and participate in them. This includes camps, retreés, workshops, eco-tourism
and special programmes to stimulate their initi ative, participation and credivity.

To celebrate the life of the chil dren.

To encourage the chil dren to understand, respect and participatein all social institutionsincluding their homesand
the community centre.

To support improved nuriti on.

To support the organisation of local parentsin looking after their chil dren and working with them to better their
livesin their homes and in the community.

Immediate objectives.

To maintain existing faciliti es for children to carry out their homework.

To maintain a minimum attendance of 200at the club (50 in the morning and 150in the &ternoon.)

Toimprove the hedth of community members by continuing to provide & least one nutriti onall y balanced med a
day to the 200 chil dren and adults attending the centre.

To educate parents in the importance of goad nurition for physical and intell ectual devel opment

YOUTH WORK. AIMS

To work towards the spiritual transformation of our young people by focusing an the foll owing areas:
reconcili ation with God, responsihilit y, independence, reflection, image of God, self-control, sociali sation, sharing,
gratitude, skill s, developing a Christian mind-set etc.

To facilit ate their awarenessboth of the problems and temptations they face and of the abiliti es and potential they
have to overcome them.

To support the growth of their abiliti es and potential so to encourage them to participate in standing against those
traditi ons and forces that damage and oppresstheir community, and in working towards a more just and peaceful
community.

Immediate Obj ectives:

To provide an environment: where young people can have funin hedthy ways and where they can grow in their
understanding o God's word and lean to apply it to their lifestyle.
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ADULT TRAINING ASSOCIATION. AIMS:

To attempt to mee the nedads of the community in terms of the lack of primary and secondary education in adults.

To stimulate alults to apply new knowledge to their everyday life by making it relevant to their context, thus
hel ping them to resolve immediate problems and to face the complex modern world.

To enable aults to take responsibility for their own training and to ensure that they are treaed with respect and
consideration.

To seek the spiritual transformation of adults through encouraging a change in val ues and even mental
frameworks.

To equip parents to serve in evangeli stic programmes and acts of service to aher communiti es.

To stimulate avarenessof the value of their own abiliti es and krowledge, and of how they can use their abiliti es
and education as a vehicle to help improve their community.

Immediate Objectives:

To facilit ate the spiritual, mental, and emotional transformation of participants through a 12-week course of
teaching, practical workshops and community service.

To stimulate community members through this teaching to respond in spontaneous love axd compasson towards
their own community.

TELECENTRE OBJECTIVES

Having presented Armonia objedives the exercises identified the following main
problems: -
The exercises identified the focd problem. Threethemes arose.
» Employment, ladk of opportunities and, lac of cgpadty
« Communication — many husbands migrate to the USA, high phone dharges
make for little mntad and family dysfunction
e Educaion —the wst of schooling pusthe dildren of poor families at along-
term disadvantage (leading to unemployment)

As a baddrop to these points there was a re-occurring theme of ladk of money; and
destruction of traditional culture was also mentioned.

The problems were reworked to provide the positive, desired conditions.
» Employment — awarenessof opportunities and training for capadty
« Communication — frequent cost effedive contad with dispersed family or
employment opportunities o that migration is not necessry.
» Educaion — equal opportunity for education

ICTswere identified as having arole on reading the é&ove. An emphasis from the
consultation was on “shared knowledge”. Much of the discusson revolved around
how the wisdom of a person (such as an elderly member of the community) could be
stored on a computer and offered not only to the youth of the immediate aea but
even to ather communities.
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| SSUES TO BE ADDRESSED BY TELECENTRE DESIGN

Sincethe anphasisis on shared knowledge the following general issues were raised: -

The telecentre should have a Content Led Approach. The heat of the Digital
divide is the recognition that Information is valuable. It is an opportunity for
power. A key objedive for Armonia is to crede amechanism for alowing the
poor to redise the e@nomic worth of locd knowledge and know-how.

Therefore the centre should include:

A Multimedia Content Design Studio as part of telecentre —
triggered when locd understanding and cagpadty building phases
have been achieved.

A system for rewarding indigenous content

To make the mntent immediately accessble and obvioudly appropriate to locd people
the service provision to be based on the Life Events approach. (This has osme
similarity with the DFID Livelihoods Approac hut is presented on a smpler basis
so the community can understand). The Life Events approach goes one step
further than simple problem tree analysis. It was used duing the mnsultation to
draw out the opportunities for supporting poor people in positive expressons of
life & well as tadkling their immediate neads. For instance, the dallenges of a
wedding and minimising the expenses thereof may not be wnsidered a magjor
problem, but through the Life Event approach they were identified as a significant
potential problem for families. The will be an ongoing seledion and creation of
alocd taxonomy of information needs

The initiative should be Youth Led. Even inthese poor areas generation Y have been
exposed to computers and accept their potentia as the norm. The cnsultation
showed that many poor children had some, abeit extremely limited, access to
computers, and or saw them on television and understood the significance of their
potential. The ideas of producing locd content can be enhanced by letting Y outh
beinvolved. Challengesin thisarea ae:-

Youth have technicd expertise (or gain it very quickly) but may not
have the authority/leadership skill s.

The older members of the community may be the repositories of
helpful life experience

There ae opportunities for South-South Co-operation and mutual
cgpadty building
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Where possble build using Open Source Options. The rationale for this lower “per
sed” and life time acsts.  Open source options also means that locd staff are paid
to develop and maintain the software (kegoing finance within the community) not
the license holders through their agents (often part of the wedthy €elite). Open
source dso has the potential allow people to graduate from the Telecantre and
start their own businesses at minimal cost.

For instance- Operating Systems - E.g. Linux, Office gplicaions -
E.g. StarOffice, Browsers - E.g. Opera, Open Content, Collaborative
Working Environment.

The Open source @proach raises an added issie regarding
employment. The dominance of Microsoft mitigates against this open
source gproadh. Many companies and personnel departments believe
that Microsoft acaeditation on Word and Excd is superior to say a
genuine working knowledge of StarOffice In pradice awyone using
StarOffice can effedively use Word and Excd.

Based on the last comment above, Certificaes are important and valued by the
business community therefore accreditation is important. Due to the general
perception of companies in Mexico (and the world), there may be aneel to
enhance the open source options with some sort of generaly acceted
acaeditation in order to maximise employment opportunities.

The posshilities include:-. Telecentre Generated e.g. Induction, Right
to use cetain equipment. Globa Proprietary e.g. CISCO E-
Academy, Microsoft.  Generic e.g. International Computer Driving
Licence’

Focus on delivery of services via @mnsumer Alternative Information Appliances
(AlAs). Thereis an increasing range of aternatives from a standard multi media
personal computer for delivery and gaining basic computer literacy. The
Knowledge and Reseach projed has identified a number of workable dternatives
for delivery of services. For want of a better term we have genericdly cdled
these Information Appliances. AlAs again offer lower “per sea” and lifetime
costs. They are often more robust, require only minimal maintenance and are
more dfordable. Examples of AlAs for delivery of information include (this is
not an exhaustive list by any means)

Vtech educdional laptops® ; Games Consoles' ; DVD® ; Use of
multiformat CDs

! Microsoft offers =i taught certification for £200in Mexico avail able widely.

2 http://www.icdl.org.zal

3 Vtech have been contacted. They have sales outlets in Mexico. They offer a basic chil dren’s educational tod
which lodks like alaptop and hes word processor with built i n educational games. Some of their systems have the
ability to send email s and gdug into televisions emulating a PC. Costs of systems vary between £50to £20Q
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The AlIA approach opens up the potential for significant cost savings
per sea and on lifetime msts. While ntent is not readily available
(except for Vtedh educaiona programmes), the AlAs offer a posshble
cost effedive and wide audience for long term distribution of home
grown locd content. An analysis of AlAs can be found in the KAR

supporting report.

There is to find the optimal risk adverse approach. It isimportant to offer seaurity
of data & well as equipment and yet to include ascaable system to alow for
future expansion. There is a neal to explore Alternative Networking Strategies.
Most Telecantres san to built around client server networks which can be very
vulnerable to disruption and expensive to support.

The options include:-Pee to Pea, Client Server, Remote Host, ASP
Key elements resulting from this risk aversion are:-
Gradual purchase of equipment as human capadty develops’,

Minimise the neel for onsite 24/7/365 support and work towards
outsourcing technicd support. This has the alded bonus of reducing
reliance on any single technicd person®.

Important to provide Personal Digital Storage. Aswell as general seaurity on data it
is particularly important that individuals with possbly only transient acaess to
ICT services and equipment need a persistent, acawmulative, future proof
colledion of personal digital assts.

Accordingly the telecettre should offer:- individuals a repository to
store many persona CDs’ (with R/W cagpability), off-site badup™®

4 Games consoles offer a multimedia menu driven experience without the need for keyboard skill s. They can be a
robust hardware, which could withstand hersh environments. There aetechnical problemsto using dder consoles
such as playstations which retail at between £20to 80. The new generation of consoleswill have connectivity, and
offer basic communication but retail at around £300

® DVD isamenu diven multimedia experience. It is an open source format. DVD home systems are being sold
in Mexico for $10Q

® e.g. http://www.osta.org/ Possble delivery of material via many alternatives. For instance aCD my have
visuals for DVD of Games consoles and yet still play audio an a common walkman.

7 It was noted that many other Telecentres fully equip themselves with high specification systems from the start.
By the time the Telecentreisin full use with capable staff, the systems are out of date and the users and staff are
frustrated with obsolete technology. It would therefore seem better to start small and uprade & capacity
devel ops.

8 The consultation identified that a common problem in Telecentres is that one person becomes the full time
technical support, they gain experience and confidence and then either command a salary which is considerably
higher than the eguivalent community worker, or they leave to find a well paid job. Armonia wishes to train
people for jobsin the city and therefore does not itself want to be reliant on a particular inhouse technical support
individual.
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There should not be an assumption of 24/7 connedivity with the global community.
It isimportant to explore Alternative Connectivity Options. The last mile isthe
most difficult part of the network in aress with low infrastructure and low
consumers spend.

Alternatives explored as part of this proposal include:- WirelessLAN
PSTN, Lease Line, Radio Internet, Satellite, Terrestrial Set-top boxes

Finally, an idearaised in the consultations that should not be logt, is that the telecantre
should be membership based to develop a stable dientele that would contribute to the
main objedives. An approac for thiswould be aVouchers system that would alow
freetrials and then work towards Training. A voucher system is already operating in
the aentres — children who do their homework well get vouchers enabling them to use
the sports fadli ties, community volunteas ean vouchers which enable them
preferential dental treament. This offers the possbilities for a PR and Marketing
Toal for the most marginalised based on yield optimisation techniques,.

PROPOSED ACTIVITIES

Given these underlying issues and dedsions, the cnsultation took people through the
processof designing atelecentre.

Having explored and ranked their problems, and dscussed how technology might
addressthese problems, the mmmunity suggested adivities that should be conducted
within the Telecantre. The group dd not have astrong knowledge of what a
computer can and cannot do, and this proved helpful in terms of not restricting their
imagination by existing technology. Initially the group were avare of only basic
computer adivities sich asword processng and sending emails. The team discussed
learning programmes for children and the various opportunities presented by
peripheral technology (eg web cameras).

The enphasis was on ICTs ahility to SHARE KNOWLEDGE in both synchronous and
asynchronous manner. The discusgon included an educaiona component making
people avare of what technology can currently do, and what it might be &leto do in
the nea future.

The key elements are:-

Advisory services— “Me helping myself”
Training (educaion and job incubation) —  “Me improving myself”
Content services — “Me helping others’

® Floppy disc have been shown to be vulnerable to harsh environments. The CD offers a robust environment for
long term storage

19 Opportuniti es exist for storage off site thus miti gating security threas. Eg idrive.
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Thethree éements are of course interwoven — learning how to develop an advisory
web site may also be afuture job skill and the author may gain helpful advice during
the development process

The mnsultation generated a possble menu of services and adivities to be caried out
inthe telecentre. The service product list is given below.

Some services will have dternatives of presentation and filtering acwrding to the age
groups. The numbers (1, 2 & 3) denote either arestricted level of accesswith heavily
filtered content or a differing style of presentation for that service. In brief the
required products are as follows: -

Service menu Children (<11) | Junior youth Senior youth Adults
High Schod 17-25
(12-17)
Library resources 1 1&2 2 2
Leaning programmes 1 2
(schoal curriculum)
Basic Computer Skill s X X X X
leant through doing.
Training in spedfic work X X
related skill
Training in Computer X X X
skill s
Caregs advice 1 1&2 1&2
Issue based advice (e.g. 1 2 3 3
Drug abuse)
Conredivity to global 1 2 2
community
Tedhnicd Support services | X X X X
Design studio X X X
Businessincubation X X

Clarificaion

Al1l& A2- Library resourceswill containtwo levels of access 1 & 2. Content will
be filtered for age group and mainly used on site. The cmmunity centre drealy has
books which are used by the community. It is possble that AlIAswill be available for
loan and use & home.

B1& B2 - Learning programmes will contribute to school curriculum at two basic
levels. 1 & 2. The community spoke of “Virtual teaders’.

Training in specific work related skill. As gedfic needs are identified, (eg
Domestic servicetraining alrealy identified by Armonia), content will be sourced and
developed for self-tuition on the cmputers with group dscussons.

Training in Computer skills. Self study programmes are available. Staff training of
personnel is not envisaged although pee to pea asgstance anong the community is
expeded.

Careersadvice will be & 3 levels. 1 Generic (but contextualised) offline alvicefor
youth. 2 Spedfic work related opportunities (including employment and training).
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Advisory service for | ssues will neel to be targeted at the age gpropriate level.
Connectivity to global community. 1 will be restricted to school to school
communicaion. 2 will allow free accesbut probably batch email s and filtered
Internet surfing.

Support services will i nclude printing, scanning, etc. Where these services have
significant consumable asts (eg printing) there will be controlled access

Design studio. Development of locd content is the key added value of this
telecentre. Key community members, both youth (who have technicd skill s) and
adults (who may have better editorial skill s) will be encouraged to develop locd
content and edit global content for offline use.

Businessincubation. The cmmunity may explore the possbili ties of business
incubation. The knowledge-based services generated within the Telecentre may have
markets in Mexico and the world. Two examples were given:- 1) The ceitre uses the
Montesori method of teading. It obtained a Spanish paper based manual. The
potential liesin the fad that Armonia videoed the aitirefirst yea of using the manual
in the community centre. It could develop a multimedia-based manual in partnership
with the original manual authors. 2) There is considerable mncern among the
community to preserve their cultural heritage & they have alarge mix of indigenous
groups. There ae possbilities for locd language development of material, audio and
visual digital assetsthat could be sold.

DISTINCTIVENESS AND ADDED VALUE

The Armonia Telecantre will stand out from most (if not all) other Mexican
Telecantres by being:-
» Focussd on avery poor community
» Designed and run by individuals (youth) drawn from the locd community
» Contributing to an ongoing established locdly driven ongoing projed rather
than being set up as a new venture
» Content led rather than technology led with adive encouragement to design
and publish locd content
» Crede and use computer based leaning for subjeds beyond computers
» Based on an integrated approach towards livelihoods rather than set up puely
as an information and communication centre
» Risk aversion by utilising technology in a strategic way - Alternative
Information Appliances, Open source software, Alternative Connedivity
Options
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Strengths

» Loca NGO - community operated

»  Established community connedions

» Physical asst of community centre

» Morethan 10 years experience of
management of centre

»  Experienceof public (membership) use
of equipment including bodks (ielending
services)

» Financially operational

e Seaurity —track record very good

» Youth with technology skill s

»  Support from nearby private seador

» Content led approach

»  Open sourcefoundation for cost
effediveness

o Alternative Information Appliances

+ |SDN availablein Presidentes

Wed&knesses

«  Current human technical skill s limited*

»  Current set-up financially dependent on
donors'?

»  Accommodation and space neal some
adaptation

Opportunities

»  Production of local language primers and
life event information

«  Production of video and audio backed
material

o Storage of cultural knowledge

»  Storage of adviceknowledge

»  Employment data service

e Training for non computer related
employment (eg catering and domestic
service)

e Training for computer related
employment

»  Shared knowledge

»  South - South co-operation

»  Accreditation opportunities

» Risk aversion strategy posshle

Threas

o Computer related training (CRT) on its
own of limited value*

»  Private mmpanies stting upshop
nearby™*

»  Seaurity — posshlethat thieves may fed
worth targeting™

" Being and will be aldressed by training

12 Byt Telecentre will be planned to be financially sustainable

13 But total effect of this small because miti gated by CRT not emphasised or sole revenue in this plan

14)imited threa due to nature of content

15 miti gated by connections to community and types of equipment, plus offsite storage of data
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HUMAN RESOURCES

Armonia, was founded in Mexico in December 1987by Sall and Pilar Cruz and from
that time onwards has been direded by professonal Mexicans with a strong sense of
social responsibility for the antemporary problems of their city. The work has been
caried out in asociation with humanitarian groups from the United Kingdom, United
States, Germany and Mexico, with whom they share the vision of integrated serviceto
needy communitiesin large dties.

The operative aeais defined as that which comes into dired contad with the
Community and those related to it in a spedfic way. The personnel in this area ae the
teaders, co-ordinators, supervisors, builders and al those who have aresponsibili ty
to develop programmes diredly with the beneficiaries. In this case, with only a few
exceptions in the aeaof administration or if the Community Centre requires illed
teaders from elsawhere, all the personnd are originally from the community
wherethework isbeing carried out.

The job of setting upa network for stimulating work localy is carried out mainly by
the Co-ordinator of the Community Centre under the supervision of the Operations
Diredor and in agreement with the General Diredor and all those form the
community, staff or voluntee's who will participate in the programme.

The human resources avail able to the telecantre ae as follows:-

Armonia Board — some members of the Board have linksinto the USIT industry. It
is possble that they can obtain hardware, software or if necessary technicd support
and strongly discounted rates.

Armonia M anagement — Saul Cruz, the diredor, has a reasonable working
knowledge of computers. He operates his own laptop and personal compuiter,
demonstrating an above average knowledge of connedivity and software.

Armonia Staff — have only basic knowledge of computers. Some have personal
computers at home; al can operate word processng and acmunting padages.

Community centre operative staff:- There ae difference acording to age.
Armonia has gponsored a number of poor familiesto send their youth to college.
These wllege youth have basic computer literacy and in some caes have some
“support” knowledge — eg how to set up unknown software and basic hardware
changes. These youth are available out of college hours and have considerable
enthusiasm for the projed.

Other community operative staff are not familiar with computers. A few have some
basic word processng skills. 5 staff are aurrently undertaking training courses
sponsored by Armoniain preparation for the Telecentre projed. The have completed
basic understanding of the windows environment, can word processconfidently and
are @ntinuing their leaning with sprealsheds.
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Community support: -

There is one private cmmputer training school in Jalapas. A widow, Ania, started this
school about one yea ago. She has 7 multimedia systems and teades a range of
computer skills. Sheis supported by her neighbour who has technicd skill s for
supporting software and rebuilding hardware when necessary.

Ania has recently joined the cmommunity centre (Autumn 2000. Sheis supportive of
the cantres plans to start a public telecentre. Armonia has a policy of not starting any
businessthat might compete with an established locd business Ania does not seethe
plans as competitive and has encouraged the centre to procea with its plans'®. A
symbiotic relationship is envisaged, where computer training will be done by Ania,
and the ceantre will stimulate interest in basic computer literacy.

There is general support for the scheme from the wider community but key human
resources are expeded to develop as the telecantre unfolds.

Volunteers

Armonia has always allowed voluntee's from the USA and Europe to visit the cantres.
These volunteas off their skill sto run children’s simmer clubs, and undertake
building and maintenance work on the ceantres alongside the ommunity. The value of
these adivities liesin developing awarenessamong the visitors and community, and

in some caes the establishing of long term relationships.

Voluntea's could be acceted who have technicd skills. This resource has limited
applicability; it would not be good for the telecantre to be reliant on long dstance
technicd support. However, it may be that the voluntee's could bring new software
and run short training courses.

Technical expertise

As described above there ae members of the community at various gages of
technicd competence.  The design of the Telecantre will attempt to reducethe need
for spedalised technicd competence as much as possble. When second level
maintenance or repairs are required technicd expertise will, if necessary, be brought
in on a mmmercial basis.

16 she actively worked with the consultants to develop the plan, volunteering to gather price information, etc.

BusinessPlan / Propasal, Armonia Y outh and Community Centre, Incluson d Telecentre Activiti es, Jalalpas, Mexico City,
Mexico, March 2001 PAGE 15 OF 15



COMPETITION

There is only one source of computers and public internet accesswithin Jalapas:-
Ania’ s Computer training centre mentioned above. Her courses costs the following:-
Basic Computer Literacy, Microsoft Office, Internet. Outside the times %t aside for
courses, she dso alows young people to surf the net and take part in chat rooms and
on-line games for an hourly fee

Other competitors are the Internet cafes and telecantres in other districts of Mexico
City. These aetoo numerousto document. The literature survey identified 7
telecentres gponsored by IDRC of which 5 have ceaed operation. Sample Internet
cdeswere visited.

The ot of using the Internet in a privately run café or telecantre varies between
M$12to 20 per hour and M$3 per printed page. For the residents of Jalapas one
would have to add a bus or taxi fare to town plus put an economic value of the time
taken and inconvenience

FINANCIAL DATA

REVENUE STREAMS

A spreadshest isgiven for the mix of income expected.

The @nsultation group gving an indicaion of Willingness To Pay (WTP) offered
indicative prices for use. Based on these figures the management and the mnsultants
worked on the final product targets and the input required to fulfil them.

There aethree caegories of user: -
A) Students (Children and youth in full time education) who are members of
the community centre.
B) Adults who are members of the community centre (i.e. who assst in the
running of the various clubs, do cleaning, etc)
C) Adults who are caual visitors to the Community centre.

The mnsultation suggested that ead of these groups would be dharged at different
rates. The following are the proposed initial charge rates based on the consultation
and compared to competition.

Costsin Mexican Pesos

Service menu A B C Unit

Library resources 3 5 10 Per hour
Leaning programmes (schoal curriculum) 3 10 Per hour
Basic Computer Skill sleant through doing. In the aove
Training in spedfic work related sKill 5 10 15 Per hour
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Training in Computer skills 5 5 15 Per hour
Caregs advice 3 5 15 Per sesson
Issue based advice (e.g. Drug abuse) 3 5 15 Per sesson
Freeif disadvantaged or emergency
Conredivity to global community 3 5 10 Per email
3 5 10 Per hour
Tedhnicd Support services 1 1 3 Per piece
printed

Design studio %of Not

profit available
Businessincubation of Not

profit avail able

Given these product prices the acompanying spreadshed works badkwards from
“seds available” to generate possble revenues. Given the level of interest expressed
by the community, and the aurrent commitment to the Community centre we may
reasonably exped full occupancy of the egquipment during daylight hours (seaurity
will restrict night time use). However, much of this might be community centre
members (students) who are scheduled to pay reduced fees.

The base businessplan has been made on the following assumptions:-

» That thereis high demand, however due to technicd and logisticd reasons the
centre can only achieve total occupancy at only 60% of total capadty. This
has been assumed to allow for maintenance and repair, and any development
difficulties.

» That sizedle proportion of total occupancy is from discounted members.

» That numericdly a greaer number of sedsis made available for AlAs and
therefore sizedle proportion of discounted members are students

The total income from sea occupancy can be expeded to be in the region of
US14,000 per yea.

The plan ismost sensitive to areduction in pricefor non member adults. Reduction
from 15t0 10 per hour would result is US$2000lessper yea.

There is an assumption that no profit will be made from printing or auxili ary services.

Design Studio Output :- Inaddition to the sea occupancy income, Armonia has
expedations of using the design systemsto crate locd content. This content will be
offered beyond the aonfines of Jalapas.

Local language lesson plans — This has yet to be detaled. However there ae 167
languages in Mexico, many of which are spoken by some people in Jalapas.
Product - Making primer web pages in these languages could provide material for
schools and for interested persons (students of culture in other countries).

Asaume production takes 5 days. US$2 per lesoon accessed through
download from ecommerce site (ie no distribution costs). Customers —
schools in Mexico (assume 150 sales), novelty sales to global schools
(asume 100). Potential income US$500 per lesson.
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Montessori lesson plans — Armonia dready has hundreds of hours of video of
teading the Montesori method. Product - Editing this material on to CD (DVD)
and dstributing it. Customers may Spanish spedkers throughout Latin America
Asaime CD sales at US$40 for three lesons. Customers — schools throughout
Latin America(100. Possble income US$4000 pr CD.

Employment site.  Currently no employment web site eists for low to midde
income work. Armonia @uld use its contads throughout the dty to get
companies to contribute their job vacaicies to a single seachable run by Armonia.
Payment could be through advertising, through “per seach” or by percentage
payment for every job fill ed.

Advice sites. Armonia’s key concern is for the hedth of family life in Mexico City.
There ae training programmes in family hedth undertaken with the community.
These @uld be videoed and offered as a distance leaning discusson opportunities
for dysfunctional families, psychologists or psychology students.

Many of the revenue streams considered by the communities are & a wncept phase
only. Nevertheless ®me of them show red potential. The possbili ties of selling
locd content creaed by a mixed community like Jalapas have not yet been explored
by other telecentres in Mexico or even around the world.

A reasonable assumption for the two design systems is generated income of $2-3000
per yea for the cantre.

CAPITAL EXPENDITURE

The spreadsheet documentsthe full cost of the proposed equipment.

Raising the finance- Thisinitiative has been started by Armonia and while we ae
appredative and hopeful for the design and technicd support offered through the
DFID reseach contrad we ae hoping to implement this plan whether supported by
DFID or not.

To thisend Armonia has aajuired 4 second hand 486laptops to form the basis of the
PC Systems. Eadh laptop has aworking CD Reader and one has a CD Writer.
$1000has been raised spedficdly for software. It is anticipated that the AIA’s will
be donated within the next two months.

The reseach projed material support financewill be used to purchase the design
systems.

We have not made detailed technicd spedfications for the egquipment as these dhange
month by month. We hope the BigWorld projed team will assst usto get the most
suitable equipment at the time of purchase. The capital expenditure on the
spreadshed is therefore spedfied in generic terms.
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ONGOING COSTS.

The spreadsheet shows the expected operational costsfor the telecentre.

These ae framed on the IDRC guidelines with detail s from the consultation.

PROFIT AND LOSS.

Given the income of US$14to 18,000 (US$12-14000from sea occupancy and an
anticipated US$2-4000from the design studio), the Telecentre should be &leto fully
replaceits equipment within two yeas, and/or expand its rvices.

We note that the sentence dove standing on its own may seem optimistic given the
current tradk record of telecentresin Mexico. However, we believe that all the
financial assumptions have been made on a mnservative basis and that the difference
isthat thistelecantre is bringing added value to an existing succesgul community
centre and is not starting from scratch.

We dso believe that our sustainability will be supported by two spedfic aspeds of
our distinctivenessi.e. :-
» Contributing to an ongoing established locdly driven ongoing projed rather
than being set up as a new venture
» Content led rather than technology led with adive encouragement to design
and publish locd content
» Based on an integrated approach towards livelihoods rather than set up puely
as an information and communication centre

TIMING

As described above, some adions have dready started.

The community centre is an ongoing projed

Armonia s having rooms adapted for technology use.

Training of 5 community operatives has been started and is ongoing

Four 486 laptops have been aayuired and upgaded with CD Rom and CD RW.

If this proposal is part funded as part of the DFID KAR projed, the balance of the
equipment will be purchased and the projed will proceed. It ishoped that DFID will
read adedsion by the end of May at the latest.

Equipment aayuisition and placement should occur in June 2001

As part of the DFID contribution the field visit to undertake set-up and training in the
month of July.

The formal opening for the projea will happen when the design studio isin place
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We have noticed that many Telecentres obtain high spedfication equipment at the
start of their programme. They then take awhile to develop the human cgpaaty (both
marketing to clients and technicd support) to utili se that equipment to its full est
extent. By the time the human element has caught up with the potential equipment
use, the eguipment is out of date and users beme frustrated with obsolete
technology. We therefore propose to purchase avariety of systems AlAs, low
spedfication PCs and few high end spedfication PCs. We will also purchase new
equipment in smaller steps than the average existing Telecantre.

PROMOTION AND MARKETING

The cmmunity centre iswell conneded to the surrounding community. It isunlikely
that spedal marketing will be required to attrad everyday use of the Telecantre. If
“word of mouth” and the voucher system proposed does not produce sufficient
interest then speda measures will be undertaken. The operative workers from the
community have experience of promoting the ammmunity centre and of undertaking
spedal awarenessraising days.

Promotion of the content from the design studio will be required. Depending on the
output, spedalist forum for promotion will be identified. For instancethere ae
spedalist web sites for those interested in Montesori teading. Educational
materials can be promoted through educational authorities.

FINANCIAL SPREADSHEETS
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Expenditure on Armonia Telecentre

Units
Capital technology equipment TOTAL

Authoring systems - Full Multi media with connection
Vtechs

DVD players

Consoles

Televisions

pentiums with Word, excel and CD

printer

peripherals (scanner, camera, etc)

Proxy server

Other one off start-up costs
Installing power supply,
telecommunications
Installing security equipment
Equipment and furniture costs (purchase, down payment)
Software, supplies, reference, training manuals
Training costs

Specialist training on "content"

Total Start-up costs including equipment

Operating costs
Site and building (rent, maintenance)
Insurance, security operating costs
Building, furniture (lease, amortization costs over time, maintenance costs)
Upgrades to equipment and software
Communication costs (fees fixed, per use)
Staff costs (salaries, benefits)
Training costs

Outreach, promotion

TOTAL OPERATING COSTS

equivalent interest payments Rate

equivalent recovery of capital Years

Total annual operating costs including cost recovery

[é)]

P R P ON

price

plus the capital costs

Cost figures in US Dollars

One off Per year
total
8400
1000 1000
200 1600
200 1000
0
300 600
400 2400
300 300
1000 1000
500 500
available
1000
1000
available
2000
1000
1000
14400
1000
1150
in rent
500
500
1280
500
500
5430
7% 1008
3 4800
11238
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