Analysis of NGO projects, accomplished in the cross- border region of Bulgaria and Romania in the last three years
PART  I     
Project” BROD- Bulgaria-Romanian Community of Actions” aims at supporting cross- border cooperation between Non-governmental organizations, working in the sphere of social and economical development in Bulgarian districts and Romanian provinces, which border the river Danube.  It is carried out in cooperation of three non-for- profit organizations: Open Society Club- Rousse/ leading partner/, “Education for the Third Millennium” Association- Giurgiu/ Asociatia “Educatie pentru millennium III” – Giurgiu, and the Bulgaria- Romanian Chamber of Trade and Commerce, with the financial support of Open Society Institute- Sofia, in accordance with the Program “Civic Partnership for Regional Collaboration in South-East Europe “.
     The analysis is based on the information, gathered by the project team, about the fulfilled more than 70 projects of NGOs in the cross- border area of Bulgaria and Romania. It will be used for working out a joint -actions strategy, which will be discussed by a large number of non-for-profit organizations.
      Respondents, providing data feedback, are Chambers of Commerce, associations for regional development, euro- regions, business centers, cultural institutes, associations working in the sphere of Education and Culture, municipalities, district administrations- respectively the districts of Vidin, Vratsa, Montana, Veliko Tarnovo, Pleven, Rousse, Silistra, Dobrich from Bulgaria, and Mehedintzi, Olt, Doldge, Teleorman, Kalarash, Giurgiu, Konstantza from Romania.

       The analysis gives the opportunity to trace the most active contacts, projects and initiatives in the framework of the chosen sphere of activities; and also to find out whether there is and what is their long-term effect. It enables us to distinguish the achievements of close and even repeatable projects; the most active partners; to frame out the project niches and also the unexploited yet opportunities. This will help exchange ideas from our experience, planning of future initiatives, looking for new partners and so on. 
Except for the purposes of joint- actions strategy between NGOs, the analysis is of great importance for the donor organizations too, which finance or are planning to finance NGO projects in the cross- border region, as well as for the competent state agencies, which control the EU financial help for Bulgaria and Romania. It will also help avoid doubling the efforts and/ or funding already realized projects on one hand, and on the other hand- it will give information about the place and contribution of NGOs in the region.
      In the process of planning how to gather information for the goals of BROD project, the chosen sphere of “social and economical development” was divided into two sub- spheres:
· Economical collaboration- it includes all the initiatives, which originate favorable background for the development of cross- border business contacts, facilitate the exchange of trade and economical information, and also tend  to enhance the employment and professional qualifications of labor force and drawing in investments in the region, as well as its advertising to other interested bodies. 
· Social partnership- it includes initiatives from and to young people, educational projects/ including employment education/ and inter-cultural exchange.                                                                                                                                                                                                                                                                                                                        
Some other spheres were included as well: economics, tourism, culture and education, environment, sports, regional development, local democracy and others.
Undoubtedly, the key program for funding cross- border projects is PHare Cross Border Cooperation between Bulgaria and Romania, and especially The Joint Fund for Small Projects, which is being annually financed by the PHare budgets for Bulgaria and Romania.
Other donors have also had or are having programs for financing cross- border NGO projects, including the Bulgaria- Romanian cross- border region. Such is the American agency for international development with the programs EUROLINKS, DemNet and their partnership in Balkan Trust for Democracy, together with German Marshal Fund and Charles Stewart Mott Foundation, Soros Foundation with its program for cultural exchange East- East Program, Open Society Institute through “Fund 2000 for Youth initiatives” and the program “Civic Partnership for regional Collaboration in South- Eastern Europe”. 

Key targets of the Joint Fund for Small Projects/ JFSP/ of the program PHare Cross Border Cooperation / CBC/, are to help Bulgaria- Romanian border regions overcome the specific problems of development, coming out as a result of their relative isolation in the framework of national economies, to eliminate the discrepancies in border regions and to attain equality in the social and economical development. What` s more, JFSP supports the establishment and development of networks for cooperation on both sides of the border, and the setting up of contacts between them and the larger networks of EU.

The following conclusions and recommendations can be pointed out as results of the analysis:

· The cooperation between NGOs in the cross border region is getting more and more active in the last years, which reflects positively upon expanding of cross border contacts, and it also improves the relations and partnership between the two countries on all levels.
              In the project cooperation, organizations of various spheres of activity have taken part – Chambers of Commerce and business centers, Euro regions, Cultural foundations, Associations for regional development, youth organizations and others. Most active is the collaboration between the Commercial Chambers.

· Since 2000 up to now, in the cross border region joint initiatives of the Third sector have been realized for a total sum of 2.9 million euro. 95% of the amount has been provided thanks to the support of the Joint Fund for Small Projects of PHare Cross Border Cooperation, which is the main source for NGO project funding in the region.

The largest number of projects and the most expensive ones, have been financed in the regions of Dolge, Rousse, Silistra and Giurgu.  
· Another positive feature is that there are lots of projects intended to young people-educational, cultural, ecological, business undertaking and others.
· However, there are some negative aspects, though. The accomplished NGO joint projects are relatively varied- on one hand they include almost all spheres of social life- economical development, tourism, culture, sports, environment, democracy, regional planning and development, and others. On the other hand, they have close, repeatable, traditional activities, and lack of innovative ideas.
· Another special feature is, that the municipalities inside the cross border region of Bulgaria have no outlet on the river, and respectively no direct border with Romania. And so, they do not take active part in cross border cooperation. On principle, big municipalities like Veliko Tarnovo and Pleven, and other important centers as Byala, Pavlikeny, Elena, Cherven Bryag and others, do not consider themselves cross border regions, and that` s why they do not tend to have contacts with any Romanian partners.

· Also, quite insufficient are the initiatives for employment and acquiring new professional qualifications, agricultural development and encouraging of technological renovation in the sphere of Small and Medium Enterprises- these are fields, which require serious interventions, according to the analysis, done in the framework of Joint Programming Document between Bulgaria and Romania.
· The ecological projects are few and weak- most of them are mainly educational and are carried out by organizations, which are not specialized in this sphere. One of the reasons for this is the lack of powerful ecological organizations in the cross border region, which differ from those in South Bulgaria- they quite successfully accomplish cross border eco- initiatives with organizations from Greece.                                            

However, as a whole, there is lack of media initiatives and projects, oriented towards elderly people. On principle, there is no sufficient funding for partnership projects in the social sphere- one of the most problematic spheres for nations in transition. In this aspect, it is important to think of enlarging the priorities of the Fund for Small Projects, concerning this matter. 

·   The more detailed analysis of already accomplished joint projects, shows insufficient capacity in the sector of NGOs for management of projects, financed by the Program PHare- Cross Border Cooperation. Here are some of the considerable weaknesses- unclearly defined target groups, non- logical merging of various themes in the framework of one and the same project/ for example, the merging of activities for cooperation of Small and Medium Enterprises with cultural exchange/, and also hard for proving cross border effect. There are still projects, which come as a result of accidentally accomplished and non- logical partnerships, with the only purpose to comply with the requirements of donors.  
PART II – STRATEGY

In the context of integrating of Bulgaria and Romania with the European Union, and in accordance with the time limits for planning and budgeting, approved by the Union, this strategy includes the period from 2006 to 2013. 

Main strategic goal: Improving of effectiveness and enlarging the range of the initiated cross- border joint projects and those which are being fulfilled by the Bulgarian and Romanian NGOs. 
Specific goals and steps
Goal 1:  Enlarging the range of thematic spheres of partnership projects’ realization and improving the connection between the spheres of activity and identified necessities. 
Step 1: Realization of projects in the spheres of insufficient or missing joint initiatives.
The main goal of this step is to direct all the efforts of the NGOs towards working over problems, which haven’t been covered so far, or have had limited or insufficient in range and effects joint project initiatives. 
As a starting point can be taken the spheres, already mentioned in the analysis of BROD project, and also in the SWOT analysis of the Joint Program Document/ JPD/. 

These are the so called “white spots”, which lack purposeful activities and in which the region falls behind. The activities are according to the already formulated priority topics in the JPD of the Small projects’ fund.

Step 2: Improving the quality of the projects in the sphere of ecology.
This step aims at activating the NGOs in their work towards fulfillment the cross- border projects in the sphere of ecology. The analysis of the JPD emphasizes on serious problems, concerning the preservation of the environment and most of all, the insufficient purifying of water and pollution of the rivers. At the same time, the accomplished so far projects in that field, tend to be quite insufficient in number and most of them do not contribute to overcoming the identified weaknesses. It is necessary that more effective and a larger number of projects should be initiated, and should cover more common problems which should be solved in the same sphere.
Step 3: The continuation of the successful realization of projects in the sphere of culture with the participation of young people.

The main goal of the step concerns enlarging the range and continuation of the successfully accomplished so far projects, and initiating new ones in the sphere of culture, as well as projects which main target group are children and young people. 

Priority will have projects that multiply and carry out previous initiatives, and also include new geographical regions or target groups.

Step 4: Realization of activities, concerning periodical survey of priority fields. 
The goal of this step is to be founded a system for preliminary survey of the priority fields for annual invitations, concerning projects in the framework of the Small projects’ joint fund. The gained so far experience,  and the accomplished analysis by the BROD project, show that the priorities of the fund do not always coincide with the present needs of the region. Each year they have been one and the same, which leads to repeatable, monotonous and non- effective projects. 
Goal 2: Increasing the capacity of the local NGOs for realization of successful cross- border projects.
Step 1: Popularization of the means for fulfillment of cross- border joint projects, which aims at improving the spreading of information among non- for- profit organizations from all the municipalities in the cross- border region.
The carried out analysis in the frameworks of the BROD project undoubtedly shows, that a very small number of NGOs in the region have been active and successful while initiating and accomplishing cross- border projects.
In this sense, the step tends to stimulating and supporting the organizations from the smaller regions to fulfill joint projects with their cross- border partners. It also provides for a wider range of popularization of donor programs in the municipalities, which are in the region but do not border directly with Romanian/ respectively Bulgarian/ municipalities, and because of this, do not take much advantage of the cross-border cooperation. 

Step 2: Building up skills which make for the successful realization of cross- border projects.

The step aims at enlarging the capacity of the NGOs from the cross- border region for the accomplishment of more effective, of good quality and of a larger range projects. 
The main focus will be on the preparation and fulfillment of projects, financed by the PHare program – Cross-Border Cooperation/ CBC/. Although the program has been carried out in Bulgaria and Romania for several years, the analysis by the BROD project shows, that the non-for-profit organizations in the region are still not able to prepare and carry out qualitative and innovative projects.
Efforts in that respect are necessary, because of the fact that the PHare – CBC program budget for 2005, will also be funding civic organizations’ projects with a higher budget, and what is more, in that sector the experience in the realization of more qualitative and expensive projects is not enough.
Step 3: Building up long -term partnerships and cooperation networks.

The goal of this step aims at encouraging NGOs to make strategic partnerships for the fulfillment of joint cross- border projects with other civic organizations, as well as with municipalities and regional structures of state organizations.
The step also aims at changing the vicious practice to form incidental and illogical partnerships, aiming only at fulfillment of formal criteria for project applying. In addition, it seeks to encourage these organizations, which build up bigger and more stable networks, and make associations in order to carry out projects of a larger range.
Goal 3: Multiplying the effectiveness and sustainability of the already accomplished joint project initiatives.
Step 1: Analysis of the effects and sustainability of the fulfilled cross- border projects up to the year 2005.
The analysis in the framework of the BROD project shows that it is impossible to evaluate the direct effect and benefit of the already accomplished joint project initiatives, because of the insufficiency of concrete indicators for success and also because of the quite formal reports on the results of the already fulfilled activities. This makes the sourcing out of more detailed information and its analyzing, quite necessary, in order to make clear whether the projects have fulfilled their aim, how they have changed the present conditions and the target groups, how many of them proved to be really sustainable, how effectively the gratuitous grant has been used. 
The preparation and working out of such analysis will be of a great importance both for the donor organizations and for the fulfillment of the future NGOs’ projects. It will also be a good starting point for the successful realization of step 4/ goal 1/, as well as of step 2/ goal 2/ of the hereby strategy.
Step 2: Improving of the procedures for approving and making reports on projects, as well as for currant and subsequent monitoring and control during the projects’ fulfillment process.
The main goal of this step is to improve the accounting and control on the already approved projects, in order to trace more purposefully the direct benefits of their accomplishment, and to provide for the stability and effectiveness of the invested money. This step corresponds straight to step 2/ goal 2/.
