Project:
Prerana
Location: 
Kamatipura, Bombay.
Date of visit:
Sept/28/2010
Purpose: 

This document is a site visit report after a scheduled visit was conducted to Prerana by Ashok Naidu (an Asha volunteer) for the Silicon Valley chapter of Asha for Education. 

Prerana Introduction:   
Prerana works to strengthen families and communities within Bombay’s red-light districts & slums and enhance child protection systems at the local, state and country levels.   Priti & Pravin Patkar are the founders of the organization & are alumni of the elite Tata Institute of Social Sciences.    Prerana provides training to Governmental organizations such as the police that addresses issues of child abuse and neglect every day, work with child protection professionals and agencies to improve their systems, thereby preventing second generation abused sex workers & and results that focus on the best interests of children and their mothers in largely slum areas. 

Prerana provides services aimed at reducing poverty and safe shelters to vulnerable children.  Such services include education and vocational training, substance abuse rehabilitation, night sleeping areas for children, domestic violence counseling and child welfare services among others to help children of women trapped in prostitution.   
The emergence of non-profit organizations has not been accompanied by a strengthened tradition of charitable organizations serving this community, nor has it translated into government

Policies that appropriately regulate this sector and create incentives for it to expand.
Site visit:
Prerana conducts its operation in the core red-light district of Bombay called Kamatipura from a Municipal school building that it uses at night.   It houses the children of prostitutes in the school to have a safe night & not get victimized.   The four school rooms also serves as a makeshift medical center, office, resource library, computer center, kitchen, coaching center, dining room & sleeping rooms.   Situated in the midst of the red-light district, it has served the women caught in the trade & their children by building trust over a period of 15 years. 

I was informed of the Kamatipura center building collapse by Pravin Patkar during the very week this site visit was conducted.   The context of the report is based within such an emergency & the functioning of Prerana in dire circumstances.  
I visited the alternative center to the Kamatipura center where an adjacent Women’s building was being used as a makeshift night shelter for the children.  Mrs. Priti Patkar agreed to meet with me despite having an overbooked schedule & collapsed building.   The entire office staff had taken up various corners of a single room and was getting ready for the children to come in for the night.   Prerana occupies the school building, but do not have ownership of them. Consequently, it was difficult for Prerana to get assistance in repairing the school in which they lived because the services do not officially come under the preview of schooling per the Municipal Corporation of Greater Mumbai. 
My conversation with Mrs. Patkar was planned along the following agenda:

a. How is Prerana managing the immediate crises with the school building/night center breaking down?
b. What is Prerana’s long term sustenance model financially?
c. What could Asha for Education do better to support Prerana?
d. An incident
Immediate crises with the school building/night center breaking down.

On Thursday the 23rd September a part of the school building at the Kamatipura center collapsed.  Water and electricity connections have been snapped too.  The school building served as a night shelter for the children in the community.  
Recognizing and building upon the local knowledge, passions, skills, and relationships of highly vulnerable people, Prerana has managed to use the facilities of the “Mahila Kendra” on the street next to the original school building on an interim basis.   This enables the children to avail of the safe sleeping facility.   While the rooms are cramped & much smaller, it is the only solution at hand and within the proximity to the children’s home.   It enables the mother to leave the child in the night shelter prior to heading for work at night.   Mrs. Patkar is working with the local legislators to find an alternative location while the school would be rebuilt.   There is no long term solution at this time which leaves the children and Prerana very vulnerable to the interim arrangement with the “Mahila Kendra”. 
Mrs. Patkar requested Asha for Education to provide any contacts within the Government who could help Prerana obtain an alternative facility around the Kamatipura vicinity. 

Long-standing patterns of exclusion have undermined community health, manifestly leaving a community vulnerable before the building crashing. Relative to other nearby towns, the Kamatipura denizens have fewer and weaker networks of relationships between groups and organizations through which people learn and assess information about prevention, relief and recovery.  Cultural factors also came into play as relief systems reflected culture-bound assumptions about prostitutes & holding them solely responsible for the evils within society.   
Resilience, like vulnerability, is a complex sensitizing concept, often understood as the relative capacity of individuals, households, organizations or communities to “bounce back” after the kinds of shocks wrought by disasters. The emphasis is on people’s ability to adapt to changing circumstances.    

This resilience & semblance of normalcy was evident when I saw the children trickling in and wishing Mrs. Patkar.  Later the cook came over and bought a plate with the nightly meal to be served to the children.  The platter was meant to be a sample that was mandatorily tested by one of the Directors or Mrs. Patkar herself.   She invited me to share in the sampling of the food while juggling multiple management tasks while answering my questions.   I tasted the food which was a healthy balance of Chapati, daal, a vegetable curry, rice & milk.    
Prerana’s long term sustenance model.

Prerana continues to face challenges towards a long term sustenance model financially.  The number of funding sources has not increased at the same rate as the needs, or as the organization willing to implement solutions.  Even in cases where funds are available, donor interests determine how those funds are allocated.  In some cases, priorities for fund allocation are set by donors who elect to support one cause over another, rather than by the leadership within Prerana.  As a result, Prerana being dependent on international funding sources is unable to maintain the continuity of their programs and activities since fund allocations constantly shift according to the interests of the donor.  The problem is exacerbated by the fact that, in general, these international sources were severely affected by the global recession, resulting in a project cost that exceeds the amount received. 
Prerana accepts these conditions because their alternatives are often limited: they either take the money offered or they will be unable to implement the project. Failure to implement the project means failure to accomplish their Mission thereby leaving the children with no alternative.
Prerana does not have a revenue generating avenue that could keep at least part of its operation self funded at this time.    Given that the core expertise of the organization is in providing services v/s revenue generation, Mrs. Patkar mentioned that Asha could help provide a partner who could help Prerana move along that direction. 
I suggested that we could work towards building a vocational program within the purview of Prerana that would serve a dual purpose of educating the mothers with basic literacy skills & training the victims of sexual exploitation in vocational skills that could enable them find alternatives to make a living.   Mrs. Patkar was open to the idea & work with a partner who could build such a program with Prerana.  
What could Asha for Education do better to support Prerana

Asha’s current project sponsorship follows a “0” balance methodology.  This means that no surplus or deficit remains at the end of a given period.  Prerana spent all revenues (grants) on its productive processes (projects and overhead) in order to produce results.  The result described above is considered ideal by Asha, in that it has efficiently invested all funds in order to achieve results.

However, Prerana is vulnerable to changes in its environment and lacks the flexibility to influence them. Non-profit organizations such as Prerana lacking their own internal resources are dependent on the good will of donors each time they wish to carry out an activity that falls outside the scope of approved projects.  An example being:  As part of “Rest and recuperation” for staff who works under highly stressful conditions every day, Prerana plans to have an outing for a couple of days.   However there is no line item in any budget that covers such a cost of keeping the staff motivated & energized nor is there any funds to spare from current funds.  
If the donor disagrees with the Prerana’s needs or priorities, or if it simply lacks the capacity due to time or financial constraints, then Prerana will be unable to effect the desired changes.
After contemplating the situations described above, I arrived at the conclusion that we must add a new component to our initial definition of financial sustainability:  Emergency funding. 
What non-profit organizations may not do is spend money for purposes unrelated to their mission, or distribute profits for personal gain.  Having an Emergency fund is a need, not a luxury, and it is our obligation! A surplus is crucial to planning for the future as well as meeting current challenges.  Without an emergency fund, how can Prerana respond to changes in our surroundings and opportunities that arise? How can Prerana take precautions against risks and uncertainties that might arise in the future, such as infrastructural or economic crises?

For this reason we (Asha) need to add a new component to our definition of financial sustainability. The financial sustainability of a non-profit organization is its capacity to obtain revenues in response to a demand, in order to sustain productive processes at a steady or growing rate to produce results and to obtain a surplus.  Financial sustainability may be achieved at the project, program or organizational level.  Financial sustainability means ensuring the longevity of the organization. This financial sustainability must be defined in real terms; we therefore need to adjust our accounting equation to reflect the desired result.

Total income - Total costs = Emergency funding
An incident

While Prerana was in the midst of getting alternative accommodations for the children for night time shelters, a tragedy struck.   One of the female children was raped by her step father while the mother was out of the home.   The child subsequently would not sleep at Prerana’s night shelter all through the night.   The staff at Prerana noticed the unusual behavior and spoke to the child to understand the cause.   On hearing the abuse, Prerana notified the police and the abusive step father was arrested.  

Mrs. Patkar was deeply affected by the incident and the vulnerability of the children hit home.   
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