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EXECUTIVE SUMfARY 

1. The aim of this study was to evaluate the performance of the AID/6OH "
 

Agricultural Feeder Road Loan/Grant against progtam objectives as of April,
 

1979.. .
 

2. Our findings and analysis would support the following statem.ents:
 

a. Though most of the stated assumptions in the design are tenable,
 

some unstated ones are not.
 

b. GOH support has ranged from.good to inadequate.
 

d.. The design appears uneven in its standardo and somewhat over­

ambitious in that-it embodies too many different types' of objectives.
 

.d. The Con~ultant seems to be stronger in direct execution of
 

engineering projects than in technicai assistance for organizational develop­

ment. Overall, the technical consulting services rendered rate less than
 

-adequate.
 

e. The. tr-in. inpit hAs been notqbly weak, both in design and
 

implementation.
 

• . f. Delays* in obtaining equipment' Have been a major factor in the 

'lack of physical accomplishments. 

g. TPTC administrative'support for :the Project has been checkered.
 

Institutional priorities do not 'eeiro favor the Feeder Road. Project.
 

h: Of the 940 kms plani d,. only 87 3 have been completed to date;
 

371 km should,bp.completeaby now,*' .rdmarkabie..76,.5% shortfall. "
 
* .* .,. 
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* 1. 

i. The Equipment Leasing Service, though not carrying out its
 

planned function, is one of the positive accomplishments of the Project to
 

daee,.
 

Sj. The labor-intensive "Pilot Project" has not yielded the policy
 

guiding information that was sought.
 
r
 

k.. Without baseline information, it is not pois.ibl'e'to determine to
 

what extent, if any, Consultant services have augmented TPTC technicai and
 

managerial capability.
 

-As of now, 55% of the prJ ct term has elapsed, about 50% of all
 

iundsa beqn expended, afid" 9*.2% of the roads have been reconstructed and
 

improved. Start-up costs and the incremental production factox cannot fully
 

.explain this preponderant imbalance.
 

1. Inordinate delays have occurred 'because.on each maj6r track of 

the project the problems proved more baffling, frustrating and difficult than 

planners or'managers anticipated (e.g., regarding contractors' attitudes, 

arcane offshore transactions, administrative pace in the tropics, tightly, 

ccordinatdd'ETAs for technical assistait'ls). Institutional factors tend to 

demand optimism, perhaps.. But it must be resisted in the light of foreign 

aid history which has always beeh:'deflating." Difficulties must be-dfscounted, 

prepared foi, by the designer's or.,, he manager's expectation of being denied, 

puzzled And otherwise thrown off'balance. Such healthy skepticism would have 

armed the managers to challunge.h'±'46signers, for one thing. But we do not 

retreat to the high ground of history and ai .philosophy simply to level 

criticism. (By.. and large :indiv.id4als .assigned to. the proJect worked con­

scientiously and normally, in.day-tq-day situations..-) It is only from that 



perspective that we can ourselves fully -grasp the dilemma the project 'has 

become. And it is in that perspective and in the adherence to present 

realities and .probabilitics that our recommendations (which see) can be 

•effectiv.ely applied to the balanc'. of the project. .
 

m. Despite the above problems and based on very..abbreviated in­

formal field research by our Creole-speaking social scientists, it appears' 

that the. few completed segments of improved road may already be having some 

positive socio-economic benefits for local residents. 
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INTRODUCTION
 

1. 	 Orientation of the Evaluation in Time 

The present Group Seven e~aluatiton of the Feeder R6ad Project.'coming• 
after nearly 3 years of loan implementation, is the first 'evaluation to be 

undertaken. 

By 	original plan (the Project Paper cchedule), ar evaluation -was to 

have been done after the first project Nw-ar, in July, 1977. Revisions of the
 

projIedt schedule (that is,. the.principal PERT items)and of guidelines to con­

tractors were to have been done soon thereafter, as well as a review of the
 

Consultant's ability to carry out the Pilot Project. 

Meanwhile, base-line data were to have.been collected during the first 

year so that during a second scheduled evaluation in July, 1978, a preliminary 

quantitative appraisal of the project's socio-economic effects could be made. 

* In sum, this "mid-term" evaluation was 'to have been a sequel to
 

others as . •
 

in each successive year the ainual .review will evaluate the 

.success and progress of the project in the light of the 
•i sampling base-line data'On and and, in view of the revised
 
S'information that aill be',cdmpared and revised .from year to
 

yea'r. (PP, p. 97)
 

Our 	task, then, was to evaluate without benefit qf two prior evalua­

tions or base-line data. Finally,. since no PERTr-tem.revisions have been made
 

along the way, making them all tHe.more important now, cur own. suggested revi­

sions have had to be quite, far-rei chng. .. . .... 
... 



2. 	Terms of Reference
 

Our work order stipulated that we:
 

a. Evaluate Implementation against project objectives, that is,
 

--reconstruction of 940 kms of feeder roads;.
 

--establishment of a Equipment teasing Service;
 

--conduct of a labor-intensive pilot (research) project; and
 

--provision of technical assistance to improve TPTC capbilities.
 

b. Evaluate specific achievement questions (USAID instructed us as
 

to the degree.of. emphasis to 'give the following items, a priority refleted in
 

.the order in' which they are presented) regarding:. 

. --road reconstruction, noting post-projec.t assistance required 

*('eavy emphasis); 

--delays and identifying causes, suggesting how to avoid future 

""delays and how to accelerate the project to meet completion 

,deadlines (heavy); 

--pilot project results, .that is, provision of productivity and 

other data on the subject, a elsted training manual, (Consultant) 

suggestions as to an expanded GOH labor-intensive program, and 

(Consultant) observations On'pertinent social factors (medium); 

and """ . " 

-ELS-provided 	service to contractors, together with (our)
 

suggestions for s.trengthening it (low).
 

http:degree.of


3. Format
 

We have followed the requirements of AID's Project Evaluation Summary,
 

form 1330-15 Part II. But we have not'confined ourselves to -its limitations.
 

4. emrks'
 

a. Given that less than 10% of the 940 kms tf targeted r6ads have
 

bbeen reconstructed, it is prematuze to more than hint at purpose and goal.
 

achievement.. Clearly, it -is also impostible for the project ,to reach its
 

•. aige:t of .941 o.ns on time. 

'b. *We indicate above in the Executive Summary and below, in the 

body of the report,, that perhaps the outstanding project problem'was in adjust­

ing to contingencies. As a consequence, a great pressure has built up for 

&"- and for vigorous action now to put the project back on an agreed 

.1% . which realistic new targets can be reached.v.1"nngh 



* ?ETHODOLOGY
 

Four discernible stages comprised this evaluation activity:
 

(1) background reading and planning; (2) datacQllection; (3) analysis and
 
d.. 

synthesis; and (4) write-up and sibmission.
 

. Background Reading and Planning 

1.- The Group Seven team met in the home office to discuss the project
 

and'generate the methodologital framework and timetable. It -s given in
 

Figure 1.
 

2...Orientation meetings were held with the Mission's Chief Engineer,
 
'his assistant and other staff members upon arrival in Haiti. 

3. We prioritized the tasks stipulated in.our St~tement of Work (see
 
Appendix) in discussions with-Mission Staff. There was.general agreement on
 
the relative importance of the various elements. This information is pre­

* sentd,'in the Introduction. 

* .4. A series of specific tasks had been identified in the Consultant
 

.Agreement. In order to answer the general question of Consultant performance,
 
we sought to establish whether, how, and how well the various inputs were being 
performed. 

"11.--

Data Collection . 

11. Information was gathered .bj one .or A combination of the following 
methods: file searches, personal' interviews, and direct observation. 

2. With all methods, objectivity was carefully adhered to. Accepting
 
offers of personalized service or'.fraternization by Group Seven personnel
 
with either 'the Consultant or TPTC'staff was discouraged.
 

3. Documents in English and Ftench from the files of AlIWHaiti, TPTC,
 
or the Consultant firm were exafitidd.. These Vere readily made available on
 
request. . ....
 

4~...................................... '""
 
4. Eighteeo formal,. 'rostlypr4va.te, sehi-structured interviews were 

.held in the Port-au-Prlnce area with' the 13 persobs listed in Table 1. Inter­
views ranged in duration, from 15 minutes to 3 hours.. 

** 
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TABLE 1 

INTERVIEWS -

Date Name Title Place Interviewers 

4/10 Roger Milfort 2rogram Manager TAMI-TPTC'Bldg. Fiks & Davidson 

4/10 F. II. Rawson Team Leader U Fiks &-Davidson 

•4/i R. Miot Field Engineer " " " DDavidson 

4/16 M. Marra Transport Engineer. " f " Davidson 

4/17 R. Miot Field Engineer , Davidson & Hodson 

4/18 F. M. Rawson Team Leader " " " t Fiks, Davidson & Hodson 

4/19"" M. Marra*- Transport Engineer t " Davidson & Hodson 

"4/19 F. M. Rawson Team Leader " " " Fiks, Davidson & Hodson 

-4/26: '-'t.Ligonde. -.- SLELC Director SLELC Bldg. Daf4.ison & Hodson 
" 

*''/2f - J.' Capalbo - HHeavy Mechanic Advisor TAVS/TPTC Bldg. Davidson 

4/20' N. Ziegler field Engineer Davidson &.Hodson 

4/23' R. Milfort " Project Manager " " Davidson-& Hodson 

4/24 -- V. Richard Bdget Advisor " " " " odson 

425 H. Luangkhot Adm. Advisor TPTC'Bldg. Hodson 

.5/2 G. Jospritre Program Officer TPTC TPTC Bldg. . Hodson 

5/3 W. Rhoads Program Officer AID AID Bldg. . odson 

5/3 Vorbe & Fils Owner Vorbe & Fils Office Davidson & Hodson 

5/4. - Ing. A. E. Hyppolite Partner, HANCO Contractor's Office Davidson & Hodson 

* S _ ____ _____ _____-___ ____ 

j"o 



* 5. Other less formal interviews and meetings were held in -the St. Raphael-
PignonBarriere Battant areas and in the La Vallee-Blockauss areas as shown in 
Table 2. 

6. We attempted to maintain a neutral stance at all times. If any con­
.troversial or 	contradictory statements arose, they were doublechecked for
 
accuracy later.
 

7. With one or two exception§, all interviews were done in private. 
Exceptions were permitted where privacy was not germane, or impossible to attain 
(as in the villages). This allowed the interviewee to speak freely without fear 
of attribution, retribution or social pressure. Tape recorders were not used. 
When appropriate, anonymity was assured. Interviewees in general replied to 
-questions candidly and offered their opinions freely.
 

8. Where appropriati, each Consultant & TPTC respondent was asked about 
'his 	 area of 'work, 'his estimation of various aspects. of his own organization 
and that of his counterparts., This afforded a view-of both organizations for 
opposing *perspectives, invaluable for understanding the features and inter­
action of the Consultant and TPTC. 

9. To minimize subjectivity, whenever possible, quantitative and factual
 
data were sought in order to increase the rigor of reported data. Questions
 
were formulated to avoid leading the interviewee and stated neutrally.
 

* . 10. With five French-speaking members of the 'Group Seven team and the 
* fact that some TPTC staff speak English, language was not a problem. When­
!ver needed, our only non-French-speaking team member was accompanied by
 
another member of the team for translation.
 

11. Field trips were made to St. Antoine-La Vallee-Blockauss--Bainet and 
to Pignon-S.t. Raphael-Dondon-Barriere Battant by some members of the team to 
observe construction and by others at difierent times to interview local resi­
dents. A trip to Thomazeau was also made. (see Table 3) 

Analysis and Synthesis 	 . 

1. Data,'impressions, tentative conclusions, and potential reconnenda­
tions were all discussed and analypd within the Group Seven team to get con­
sensus and thus increase the reliab i$ity of our reported findings and
 
suggestions. ,
 

4% . 

2. With the absence of quantitative.dat4, no occasion fok statistical
 
hypothesis testing arose. .... * .
 

3. We sought to verify all of our information before reporting it.
 

4. ' 
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-FIELD TRIPS
 

Date 	 Observer Place Purpose
 

- Inspection 
Davidson La Vallee of Pilot 
Conway Blockauss Project 

Bainet
 

12vApril 	 Fikso St. Antoine 


14 P-au-P, La ValJ.ee 

April Ternier, RidorE. Higtory & Socio-


Blockauss economic Effects
 

Interviews
 

i -. Conway 	 Pilot Project.
 

13*- 14. Fiks Pignon, St. Raphael Inspection of
 
April Davidson. Dondon .. Construction
 

Barriere Battrant .Projects
 

16 	- 17 Barriere Battant Socio-Economic 
April Darisme Dondon, St. Effects. 

Raphael Interviews
 
Pignon
 

29 April 	 Davids6n Inspection of
 

.odsm Tib'mazeau. Contractor
 .~ .	 ~Project_."I 	 . 



Write-Up and Submission 

1. Appropriate members of the-Group Seven team took primary responsibil-'
 
ity for drafting particular sections.
 

2. Various other members then reviewed, edited, amplified ana/or
 
commented as necessary.
 

3. We sought to separate fac's from interpretations. Accordingly,
 
wherever appropriate, the evaluatfn results are presented under headings of
 
'Finding(s) and Commentary.
 

4. The report went through two typings in Haiti. The third was done
 
.in Alexandria, Virginia before submission of this final.
 

5. The Draft Final Report was delivered to USAD/Haiti on May 10, 1979.
 

6'. A meeting was held on'May 14, 1979, in the USAID Mission Office to
 
pre~eit the major findings and recommendations, and receive comments.
 



EVALUATION RESULTS
 

EXTERNAL FACTORS. 
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". _Oii Support
 

The Feeder Road Project is, in principle, a creature of a permanent de­

partment of the Haitian Government, not a separate entity -to receive external
 

support, except from the U.S. Government.
 

The project is in fact an entity during the p.eriod of the loan. It is a 

liijited and self-liquidating arrangement combining TPTC personnel with.locally­

hired employees and U.S. technicians in a building -of its own. Hence,%the ques­

tion'of support can be seen f-rom three standpoints:, that of the Government as 

-a whole (external); that of the TPTC Department in its relationship to the 

project; -and .that of the TPTC presence within the froject. 

In all relationships at all levels, the Government retains the executive
 

authority de ure; and although the U.S. conisultants take paihs to respect
 

that authority, .they exercise unmistakable de facto authority within the project. 

.(but less in relations with TPTC proper, and pone in the Government as a whole) 

FINDINGS:*
 

A. External Suonort •
 

1. The Government took legislative-action to establish the Equipment 

Leasing Service rather later than planned but in ample time to receive delayed 

imported equipment. Its legisla dfi' reorganizing the TPTC was both timely 

(July, 1978) and highly responsive .to the Project Paper's (and to Berger's) 

recommendations. Moreover, the ptksent Secretfry'of State for the TPTC is fully
committed to the reorganiza.tion andsupports implementation of*the law vigoropsly.
 

This'major undertaking will provide ili the future for .a suaiider general frame 

I *I * 



15 

of reference for the administration, e.g,, feeder-road cons.trubtion. And it
 

will prepare for effective use of TPTC project personnel upon their return to
 

the Department (in such new or revamped units as the Program Unit, the ATS,
 

the 0 & M Unit, Construction Service, and others). Finally, the Government's
 

views.on rural development and it4 Tecent promotion of the development planning
 

function to the department level, indicate a policy environment compatible with
 

the project goals.
 

2. With.iis.decree raising the standard-road a minimum of five meters,
 

howeve, .the Government put itself slightly at variance with the project's four­

* meter standard, a departure with probable cost effect on the achievement of'
 

project objectives.
 

3. There is also potential divergence in implementation policy if the 

project, through force of circumstances, abandons the use of private construc­

tion contractors while.the TPTC maximiz:es their use--as is the reported, premise 
of tbht rg _zr-n. (and of TPTCs "new vocitton," as one offipia! put it). 

4. There is what might'be ealled 'lck of support in the matter of GOU 

finances and budgeting. A general shortage of budget revenues injects an ele­

ment of doubt as to the flow of all' capital arid'developmental investments. And 

diversions have been made, reportedly, from development programs to other sec­

tions of .the budget, in th anticipation that %L480-III local currency genera­

tionp will cover.9he gap. '. . 

http:views.on
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B. Departmental Support of the Project
 

Most of the issues, reflecting well or poorly on TPTC's project sup­

port, have to do with personnel.
 

1. The TPTC's assignment of some 14 regular employees to the project
 

was no minor achievement, given t1I possessiveness.of bureaucracies.
 

I V 

2. On the other hand, it did not fulfill all expectations in'person­

nel assignments. The project had to hire from the market some 10 professionals
 

.and eight tlerical and service employees whom TPTC could not supply. TPTC
 

nevertheless pays for them (or would be paying for them under f.ts nonproject
 

account for support of the project headquarters office, if it were not in
 

arrears in that account; see below).
 

*§ 
3. Against 19 consultant advisors, 6 counterparts were in place before or 

irultaneously with the arrival of the corresponding advisor. These 6 were 

among the key'people, it must be said. But of the 13 others, 4 came.up to a
 

in nth late; 5 were 3-to-5 months late; a:n'd (contemplated or not), 4 were not 

assigned at all--against the Consultant short-term advisors.
 

Given that the.advis'ors,wer'e themselves at least 6 months late,
 

aliowing ample lead time (against.' thb PP schedule), the 13 delay cases perhaps 

indicate weak GOR commitment or backing for the activity--bearing in mind the
 

relative ease of making cross-to, transfers as against international recruit­

.ment. And since the Consultant r61e was advisory, in principle, to a TPTC
 

.project group responsible or the'prbject,..the la4k-of counterparts at the
• •.. " . ' * 4 " • 

start required the advisors to step in.and take the initiative--a situation
 

that appears to have endured.
 

http:possessiveness.of
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4. One TPTC official rates the quality of technicians and operators
 

assigned to the project.as inadequate; others thought the level to be average.
 

5. Cases:
 

a. TPFTC provided an inexperienced supervising engineer to super­

vise the one private contractor doing project work--a sensitive issue, as the 

contractor is far behind schedule; 

b. The funding of soils technicians was a TPTC responsibility,
 

but has fallen to the project by default; 

c. Field work of survey crews has been delayed for lack of TPTC 

financing and transport. 

6. The broaaer'funding problem--GOH deposits to the project account
 

\re:
 

a. often delayed;-.
 

. b. in part (to the extent of.$254,000) 'diverted to the Gerjeral
 

........... . LhU GOR. is supposed to fund from budget out­

s ie the project over and above itsproject coutributions. 

* 7. TPTC has not given t'e"inipression of interest In the Pilqt Project, 

nor in the future of labor intensive road construction, norc in researching the 

question, within the context of th.,,Feeder Roadq Project. 

.. 4 - . 

8. TPTCV 4delayed th'" transfer-of" the Southern" Brigade from the CavaJllon-

Barraderes section to project-approved work... I n iti effect,' this means a GOH 
* * 



departure from the originally-agreed criteria for selection of roads for pro-


Ject action. (The issue has now-been resolved by'incorporating this section
 

into the program.)
 

9. Consultant performance,in the" training .task is criticized else­

where; the COH for its part must share some of the criticism for not having
 

pressed the Consultant or held it to its plans for'both in-country and home­

*office training. Nor has TPTC initiated exchanges related'to its own training 

..activity or'ources.
 

10. 	 COI support to the project.might well include planhing for the
 

post-project period. Three potent idl problems arise: (1) the reintegration 

of TPTC employees; (2) the future of those hired for the project; and (3) the 

ransfer to TPTC of systeg and methods developed by advisors and counterparts. 

he project has become somewhat a distinct entity, intentionally or not.
 

S~stems-budget, accounting, contracting, and procurement--cannot beecarried
 

bck to TPTC by individuals, but only u der institutional sponsorship. .We are 

un.ware of ocher than indirect TPTC planp (those associated with the Reorgani­

zation).to that effect. 

C. 	Support Within the Pioject.
 

TAIIS and TPTC intervieweesfreely expressed their feelings and opin­

ions of eacb other, often with a gtoup, or we-they, outlook. This-is discon­

certing in a proj.ect.premised on-close~cooperation. .(Perhaps some of the
 

stronger views :c't be.discounited pecbely because the relationship is so
 

http:zation).to
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. Intimate--in shared offices," etc.--and because the evaluation gives occasion
 

to let off steam.) In any case, imjcrtant questions have been highlighted:
 

1. General derelictions or shortcomings laid to TPTC include "moon­

"lighting"and absenteeism. 

Low pay may explain this in part.. But with low pay, the differen­

tial as against Consu:ltant salaries caused resentment, especially when advisors 

prodded the counterparts for greater effort, tedious follow-up, more managerial 

responsibility, etc. In consequence, advisors felt the TPTC project attitude 

was, "You get the money, you do the donkey work." 

Finally, among the generic problems, politics or "friends in'ihigh 

places" was said to undermine discipline in the project's chain of command." 

2. Irrespective of such attitudes, TPTC did not seem to bring out­

'standing management ability to the project. The ability or, more likely, the
 

will to "grasp the whole," look ahead, issue clear instructions, follow up, and
 

move, the program ahead.efficiently, appears to be lacking--or, at least, it has
 

not shown up to date in the 'context of this particular project. Nor are the
 

senior TPTC people wont'to pse he'pfVl supervisory tactics such as praise where
 

due and site visits. Such views ar , shared even by some TPTC people.
 

3. TPTC has been associateAd i.ith poor administrative,handling of cur­

rent tasks at the project headquarters level. Production of an organization 

.chart--a symbol4c as well .aspractiea'1 ins.trument~-jlagged for weeks. Field 
• . ' .*.. ". . . q. 

requisitions for materials and supplies were or are .ptocessed at leisure, etc. 

.(see Appendix) . / ' " ' 
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I 

4. To be fair to both.parties, and'.not to derogate the Consultant-


Counterpart relationship unduly, .it should also be noted that working rela­

..tionships at job sites--among engineers and mechanics, for example--have
 

.generally been cordial and supportive, each allowing for the other's weak­

nesses and trying to bring out hisestrengths.
 

COMMENTARY:
 

GOH support within the project suffers from some problems of larger scope
 

than the project itself., that are insoluble in the project context. 

It alto suff'ers from problems that could be solved with greater dedication
 

* and leadership--managers 'setting the standard of regular hours, fo.r example. 

Nerves are on 'edge on both sides due to shortfall in'the project's physical 

output.' This aggravates other problems and complicat-s collaboration. The 

result in terms of productivity is an unsatisfactory situation at the present
 

time. 

At the departmental level, support: that has been of mixed, to poor quality 

-int P a.... s of:. 4m..... Cv-ort + .....r - i-n -ti"t into 

.effect. Not only can it improve services on which the project depends, it can 

also help gradually to reintegrate. the project. function. into regular depart­

mental operatiqns--which is the ul tiate purpose of the project. 

At the national level, support has been g'ene rally good--except in the
 

matter of prompt funding.
 
* . ." . 

• , ,
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Tenibility of Assumptions
 

The Project Paper's Logical Framewor.k lists nine assumptions on which we
 

comment briefly.
 

A. 	Assumptions for AchievinS.Goals
 

1.. There have been no major natural disasters during.the project period.
 

2. 	Prices continue to be favorable for small-farm produc'es.
 

3. 	The availability of rural labor is approximately what it was 3 years
 

*ago. 

the "GOH Pursues a consistent agricultural' .4.. In the matter. of whether 

development strategy," we are inclined to regard the COH's position with respect
 

to agricultural development as a policy, with a broad plan, rather than a
 

"strategy." We know of no major inconsistencies in that policy--whatever its 

'effects may be--and' we consider it to. be compatible with the project's rural 

goals. 

B. 	 Adsumptions for Achieving:Purpoae 

1. 	AID and other domplementary programs designed to increase agricul­

tural productivity are not on schedue. We bave not appraised the delays be­

so far behind (achievement of "purpose"
 
cause the Feeder Road Project is .italf 


country-wide is well in the future).. 

2. Internal taxes on moy,ement of godds have rot been reinstated.
 

. . . . •. 	 . 

3. 	 Truck and bus fleets may have increased to some extent where they 

travAl completed roads,.but we have no" reliabie figures. We are certain, however, 

that the number of trips made by these vehicles-, per week has increased. 
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4. 'Road maintenance under SEPRRN.was rated rather ineffective in an
 

AID-sponsored evaluation.of the Road Maintenance Phase I Program, done in late
 

1976, that is, some months after completion of the Project Paper. Hence the
 

assumption that "road maintenance remains effective" was false to begin with.
 

We think maintenance has somewhat improved since 1976. We will have more
 

definitive views on the matter when our Phase II evaluation is completed in
 

eatly June, 1979.
 

C. Assumptions for Achieving Output
 

1. (See below.)
 

2. Normal weather obtained; and labor disputes which have occurred
 

* during the project period scarcely affected thb project.
 

. . . •......... ..
.. . .
 

We discuss here at greater length Output Assumption #11, the impor­

ttant matter of TPTC Reorganization .(The' Berger. recommendation assumption),
,1
 

which is proving valid. 

Legislation providing'.fbr the Reorganization was enacted and TPTC 

is implementing the law with "all delibera'te .s:peed,* ' with technical assistance 

from a former Consultant advisor.,.. 

Active preparations fQr .the Reorganization began in early 1978,
 

the organic law was passed July l, .1978; and Implementation began immediately,
 

accelerating in January, 1979. Thq'new system.can scarcely be in place for 
oI *.I; . I I" 

nother 2 years, that is,about the time the projedt ends. Hence, the major 

Reorganization's impact on.feeder-road administrat.ion will be felt not by the 

http:evaluation.of
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separate project but later by'the TPTC in its regular operation. It should also
 

facilitate the return to TPTC, in useful positions, of temporarily-seconded
 

..
personnel to the project.
 

Without having examined the Reorganization in depth, we are favor­

ably impressed and think it has some prospect"of becoming a model of its kind. 

Analysi$ of the Reorganization 2e' se is not our purpose here, however, and we 

conclude with mention of those aspects that bear onAFR operations, current and 

future. 

1. "The "strategy" of the exercise is to make the most effective use 

of the Department's most effective officials and technicians--by transfers," job
 
upgradings and function redefinitions, in new or reorganized units.
 

2. A ase in point is the introduction of a prestigious high-level
 

.progranming unit--as staff to, and exercising the authority of the Secretary 

.fState. This -will make possible the better use of technical and organizational 

esources as it is likely to improve planning and scheduling of operations and 

Cpordination among services, to dliminate conflicts and overlaps among various 

plans and to increase the service the'several ..services render to*ea.h other 

(including the project in its present form). 

3. Thoroughness, clarity.,and step-by-step care are going into the 

position and unit definitions. liere will be a rationalizing effect on the 

units and the Department overall. ,,. 

*..• . '.4. '..' . 
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4. Decentralization of'operational authority and "responsibility to
 

the nine TPTC regional offices is an important goal of the plan. Dispersed
 

as they are; feeder-road works and the project are likely to benefit.
 

5. The services undergojng priority'reorgatization are the ones that
 

have much to do with AFR plans and works:
 

a. Programming Unit 
, b. Autonomous Transport Service 

c. Construction and Supervision Service. 
d. Organization and Methods 
. Administration and Acc*u'nting 

6. The Secretary, Ing. St. Come, personally encourages koth the Re­

organization and the Feeder Road Program--an auspicious combination.
 

-Assumptions not stated in the Project Paper that we nevertheless draw
 

attention to include:
 

1; That the GOH and TPTC genuinely dGsire to increase their capacity
 

to plan, organize and execute feeder-road construction. Yes, we think they do.
 

No, they have not cleared away obstacles in their own administration to give
 

effect to this intent. With the Reorganization, the prospect of that brightens:
 

2. -That the Project Paper's schedule was soundly conceived and would
 

prove reliable: No. Especially *n the time allowed for offshore procurement,
 

and in other respects, the schedule.'did not piove useful.
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3. That private Haitian contractors would want to expand their
 

business in rural road construction. So far, this has not been the case or,
 

-rather, such an intent has not surfaced in project dealings to date. More­

over, the TPTC Reorganization tenqt that it should.leave the main bulk of 

rural and other road construction to contractors i i the future has in.mind 

foreign.contractors, particularly.. This assumption, crucial to the Haitians, 

.has yet to be established as true or not. And it is an important task of the
 

-.project in.the next few months to test it further and more probingly than has
 

been done so'far (that is, to attempt to find a -formula of terms and conditions
 

that wouid brinig Haitian contractors into the picture competitively).. 



INPUTS
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Project Design . 

(For the purpose of this evaluation, we view the
 
project design, as conceptualized in the PP, as
 
an input of fundamental importance to the total
 
picture.)
 

.FINDINGS:
 

1. While we consider the stated goal of improved rural standard of living
 

and societal integration as apt and cogent, we question several elements of the
 

-dpsign on techhical grovinds-as well as logical and .psyhological ones.
 

-2. The technical standards of the design are.uneven. Some standards in
 

the PP are too low (e.g., no new drainage, 5cm surfaces); some others are too
 

high (e.g.,. the specification of "crushed rock surface")
 

3. In greater detail, "all weather service" means a road that is service­

.able under all weather conditions. It must support the design loads'without 

interruption. Strictly spedking, thi 'would apply to stream crossings as well 

as to the road surface. To provide such service, the PF elvi~iuu aif average 

-width of 4 meters (6 meters for the 12% with .Jeavier traffic) and improvements
 

not exceeding the following' restorative -tasks:: 

--Repair of base and subbasa failures (removal of unsuitable base/ 
stibbase, placement of selected material). (Note: There is no 
general provision for prpviding a base throughout, but only where 
failures have occurred.)' 

--Repair of slopes;
 

.- Repair of damaged drainage.structures. 1'(Note: There are no pro-" 
"vliohs made for the installation of additional drainage, only 

correcting existing drainage: 
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--Restoration of lateral ditches;
 

-- Repair of surface failures and placement of 5cm.(average) layer of 
crushed rock suefacing. (Note: Stabilized run-of-bank or aggregate­

* soil mixes are not mentioned);
 

--Widening of the traveled ;way. in some sections where limited. sight
 
• distances or traffic *corriderat-ionsmake.this mandatory (turn-outs).;
 

S C 

--Clearing of ditches and embankments. 

4. In our view, a fundamental, logical weakness of the design as coil­

.ceived in the PP, is that it attempts to achieve too many objectives simulta­

neously, .thus dissipating thd available pool of- time, physical .resources, and 

human will ahd energy oyer too wide a field. The major of these diverse 

objectives are: 

a. An improved- land transportation network in agricultural areas; 
b. Institution building of TrTC; 
c. Capability augmentation of private contractors; 
d. Controlled experimental research results; and 
e. 'Increased rural employment on road work.
 

Respectively, thege concerns are: physical, organizational, entrepre­

ne ~rial, idvestiRative and labor-economio. They cannot all be served, much 

legs maximized, sitiultaneou.ly. Indeed, some of the tactics used to accomplish 

one- objective deter the achieving of others, Ior example, there are numerous 

logical cotiflicts between objective ,..a) and '(e) above; (b). and (c); and. (d) 

vs. all the rest..
 

.5. Smaller undesirable design features are: . 

a. The Tepe~tition if O~~uti4 '(that is,"Imroved institutional capa-. 

city of TPTC) at the Sub-Purpqse level;.. .-.. 

http:sitiultaneou.ly
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b. Internal inconsistencies in various design document's, e.g.,
 

Project Execution Schedule shows audits in CY 78, 79, 80, and 81 whereas the
 

PERT chart has them as CY 77, 78, 79, and 80.; and the PPTS shows only one
 

"'Mid-Project Audit"; 

c. Similarly the Project Execution Schedule shows five evaluations
 

(from 77 to 81) whereas the PERT chart has three (78, 79, 80). 

6. The logic and tenability of design assumptions have already been dealt 

with .in an earlier section of this report. 

7. We found no good reason for the PP to di'0ide~basic equipment for the 

two brigades, and ELS, into two separate orders. 

8. On a more psycho-logical plane, the .Feeder Road Project "embodies the 

dualism of physical and organizational.objectives often present in AID projects.
 
However, the "log-frame • clearly makes the physical result--940 kn of all-weather 

roadsJ-Lhe principal intermediate objeCtvAe ("purpose"). Increasing TPTC and 

:.piivate contractor capability is listed as se'd'ondary. Yet, an informal poll of 

five members of the Mission Feeder'Roads Conffttee resu;.ted in.4-to-i for the 

institutional Capacitation objectLve as primary. 

a. The Consultant, too, whenoasked what the principal objective is, 

opts for institutional improvement':'., Presumiably, these responses were forth­

right and genuine and wert .not prom.ted by the.dismal progress toward the 
o.ti. .0'k •* ,


940 Iobjective. . .''
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COtKMENTARY: 

Concerning the technical points:
 

A. The Consultant staff of the project understandably finds Itself in
 

a dilemma. On the one hand, the Project Papercalls for roads to be built to
 

provide 'all weather service" while, on the other, the standards it proposes 

would not, in their opinion,' provide that level of service. They perceive that
 

• the improvements as described in the PP are more in the nature of "maintenance 

up.grading" than reconstruction and improvement and that, if followed,.they would 

result in washed-out roads which would bring criticism and ridicule on both the 

Soads and their planners and builders. 

B. The thicknes-s of surfacing required to provide "all weather service"
 

is a function of the type of base and subgrade" and the kind 
of traffic, but its 

\lasting qualities are strongly affected by displacement by vehicle tires and by 

he amount and intensity of rain. Determining the exact amount needed is based
 

\nemp.irical formulae, the values for.which are determined by sophisticated 

p~occdurcs too invol-,'cd to justify in the present type of construction. Experi­

eice afid good judgment must therefore be substituted. The "Guidelines for Roadway 

Base and Surfacing Courses" attempts to pr'ovide guidance and in doing so speci­

fies a surface-base combined thicknes's far greater than the 5cm averag6 noted in 

the Project Paper. This, of coursq-1, adds considerable cost to the construction 

beyond the original estimates. . 
a, * 

. . ., . : . .
. , ; . "'." . ." 

'C. -The concern expressed by tha field enginers, the project director aid 

the Consultant staff that building any less thickness would soon result in 
* 4•
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impassable or washed-out sections of road is due (in part) to the fact that
 

they do not have confidence that road maintenance could respond quickly enough
 

or often enough to correct localized def~ciencies which could be expected with
 

such standards.
 

D. It is Group Seven's opinion that in some respects th.e standards pro­

posed iiithe PP.to achieve the sta'ted objective are unrealistically low and
 

'thaefore that total. costs may have been underestimated. The requirement to
 

provide "all weather service" implies higher standards with commensurate costs. 

Such higher standards are justified because underestimating thickness require­

ments with resultant local failures will reflect adversely on the project and 

.interrupt what is conceived of as .an "interruption-free" level of service. On 
I. 0 

the- other hand, calling for "crushed rock" is unnecessary and too costly. 

E. With regard to drainage, it is not enough to repair existing structures.
 

road which ignores the need for-adequate drainage is doomed to early failure.
 

f errors in judgment are to be committed in drainage, they should be committed 

oi the conservative side. Once a washout 'occurs, a road no longer provides 

"ll watheX service." " 

Concerning the Logical Points:'
 

F.. Unless and only unless GOU, ts.fully committed to'the project and unless
 

the right counterpart staff are a~higned to it, the stated short-range objective
 

(output) of "improved TPTC institutional capability" is incompatible with the 

stated intermediate range objective Zjuirpose) of "improved land transportation
 

UetyQrk." I. • 



G. If GOH is less 'than fully ego-involved, o_ if unsatisfactory counter­

.part staff are assigned to the project, it puts the Consultant (TAMS) in a "no-' 

win" situation. They cannot achieve both objectives: institution building and
 

directservices on.road reconstruction/improvement.
 

Regarding the Psychological 1oints:
 

H. We subMit that the'lack of a clear sense of direction is not limited
 

to the Haitian.implementing side or the Consultant's technical assistant
 

effdrts,.but can also be seen in the AID design documents themeelves"as well
 

as in the Mission.'
 

I. If, as the Cohsultants §tate, their Haitian counterparts do not really 

need any technical engineering help, but rather lack management skills, and if 

the primary objective is indeed to be instftution building, then the *type of 

engineering advisory services furnished have been largely inappropriate, in 

-ur view. 
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Technical Consulting Services 

1. A contract between the Consultant Firm and GOH was signed.
 

-March 18, 1977.. Under its terms, the Consultants are to proyide services to
 

the 	Government relating to the improvement of the.management, design,. and con­

and establish training programs for the
struction of the. Feeder Road Programn 


training of Gbvernment personnel.
 

2,. The Consultant Firm's Propgsal,. 	on the basis of which the Contract 

was presumably awarded., mentions:
 

preponderant experience in the U.S., largely in direct'construc­

tion of airports, tunnels and subways;
 

. --little backgroun.d in development technical assistance work;
 

--familiarity with labor-intensive construction approaches; and
 

--two proposed training experts.
 

3. To supply these'services, 12 long-term and 3 short-term staff w7ere 

to be furnished as shown in Table 4. Ada'itional specialized short-term assist­

ance was to be provided as found necessary (12 months). 
* .. 

June 1, 1977, was
4.' The Team Leader arrigdin Haiti: in May, 1977. 

the official starting date for the consultant services. Six other members 

Others,followed subsequently. The arrival schedulearrived during 'Mayand June. 


corresponds roughly with the "Estimated Work Shedule" Shown ih' the Consultant 

agreement. Two heavy equipment mecha ic-advisors were furnished to help in 

is still in Haiti. Themaintenance of equipment. One Arrived .in June, 1977 and 



TABLE 4. PROJECT PERSONNEL ASSiGNMENTS 

TAMS (in order of arrival) 	 ." TPTC 

Specified Actual Time Counterpart Assigne
 
Title Arrived Contract Departure Months
Name 


Time 

F. W. Rawson SrTransp Engr " May 77 48 present 24 (to date) R. DilfortMilfort OctD. 	 Oce77 76" 

D.Dauphin Jue7 

W. Ricbard Budget Advisor May 77 20 present 24 (to date) A. Rosemond Aug 77
 

I. Cohen Field Engr May 77 24 June 78 12 mo (R) M. Michel Sept 77
 

M. laungkhot' Adm Advisor. June 77 20 Jan 79 20 mo R. Edouard" July 77
 

R. Bartolo Transp Engr june 77 30 Dec 77 6.5 mo (RY E. Perpignand May'77
 

J. Capalbo . H. Mechanic June 77 24 Present 23 (to date) L. Magloire July 77 

P. Bartl"tt. LeasinA Spe&I --June 77 12 June 78 12 <a.: Ligonde May 77
. 

G.'.A.-Pbter Socio Anthropo - July 77 "9 Nov 78 17 	 -- --

W. Preece. Equip Spec * July 77 20 Jan 79 18 (R) W. Clement Aug 77
 

J.7 Berner Account Spec July 77 7 Feb.78 19 	 K. Gauthier Nov 77"
 

T. Forbes 'D Y) Agronomis't " July 77 	 July 77 0.5 (R) H. Louis­
..	 Jeune Aug 77 

f..MioU Field Engr July 77 24 Present 21 (to date) S. Duplan July-77 :
 

M. Tolme H. Mechanic July 77 12 Mar 79 20 	 J. Lanose July 77
 

K. Roberts Agro Economist Sept 77 N.S. Oct 77 2 	 -

B. 	Grigsby(TDY) Agronomist Sept 77 Oct 77 1.5 (H. Louis
 

Jeune)
 

X. LeBourgeois Transp Econ Nov 77 19 Apr 78 5.5 (R) -

A. D. Gennaro Field Engr June 78 24* *Present 11 (to date) (M. Michel)
 

M. Mirra Transp Engr June 78 30* Present •10.(to date) *(E. Perpignand)
 

N. Ziegler Field Entr June 78 24** Present 10 (to date) S. Duplan Nov 78
 
J. St Louis Nov 78
 

N.S. - Not specified
R. - Resigned 
* - replacement
 

•* - addition
 



34
 

other arrived in July, 1977 and..eparted the end of'March, '1979, following an
 

apparent extension of his tour by 8.months. Neither of the training special­

.ists mentioned in the Proposal ever arrived.
 

5. To date, there have bden five resignati6ns of consultant staff
 

, prior to completing their te-ms. Reasons given vary, but'they. re generally 

associated with personality problems or working conditions. Staff replacements 

* were made without undue delay. 

6: Seven consultant staff members are now present in haiti. Except
 

,for 	the Seiior Transportation Engineer, the.terms of the others aredue to
 

expire on or about the end of the current fiscal: year.
 

Is the Feeder Road Consultant Firn providing the -services called for in their 

Scope of Work and, if so, hcw effectively? 

A. Assistant to TPTC Management: Including assistance in planning and 

implementing.the necessary reorganization in the basic structure of TPTC as 

to .well asiSt TPTC Management, relative to actions procediiresadvise an and 


for insuring the timely implementatibn of all"elements of the program.
 
- " ' I * " 

FINDINGS:
 

1. The Consultant's files'and records indicate a flow of communica­

tions in this regard, including tkkly staff uleetings with the'TPTC top staff 
4 

counterparts of the ptogram. Therernte also references to meetings with other 

TPTC officials usually in company with * the Project.Manager. 
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* 2. The Consultant ddsignated the Administrative Advisor to act as 

Consultant to the TPTC ad hoc committee which was established to evaluate and 

implement the reorganization of TPTC. The necessary legislation has bi~en
 

enacted. The reorganization isinprocess and is.gradually being implemented.
 

3. The Administrative Advisor's term of employment .with the Consult­

ant was completed and he has since been employed by TPTC.
 

B. Assistance in Planning and De.ign 

FINDINGS: 

1. General assistance has been provided to the TPTC project personnel
 

in the -planning and design for brigade and contractor construction. This assis­

tan'ce has more often been required in encouraging initiative and bringing 

together the-various functions necessary to assemble a complete set of contract 

documents rather than in providing design expeitise, i.e., plans, specifications, 

special provisions, contract estimate, bidding proposal. etc. 

2. Weaknesses were more evident.in' the anticipation of the various 

requirements than in performing the.;technical tasks. It should be mentioned 

that very little leadership was apparently provided in this area even though 

the responsible counterpart was adequately qualified technically. It is said
 

that continued absence often made"'it necessari 'that the advisQr assume' direct 

supervision in qrder to provide needgd direction. " 

Standard designs have been develope4 which are slated to become
 

a basis for future construction. .: ' . ,. 

http:evident.in
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:3. Prequalification for the selection of engineering consultants was
 

completed before the arrival of Consultant Team and was not participated in by
 

them.
 

4. It should be kept int;mind that.as of this date, no complete project
 

has been designed-for brigade construction and dnly one project has been awarded
 

to a private contractor for construction. The design and the plans for the work
 

were very basic. One set of contract plans completed by an Engineer Consultant
 

has been prepared for contract constructvion but has not yet been authorized for
 

advertising.
 

C. Assistance in Contract and Construction Management
 

'FINDINGS:
 

1.. Contract management and Construction management are closely inter­

related. Procedures are well. standardized and have been experienced previously 

*by TPTC. "°4 ' 

2. The Consultant assistedand advised on matters pertaining'to the
 

one project awarded to the Contra~ctil to date. This is illustrated by the fact
 

that the original proposals received on the one project were rejected and the
 

project was modified and then readelttised.
 

3. Assistance in Construd;tton.Mapagement is evidenced by the presence
 

of the three Field Engineer Advisors ip the.figld with the brigades and the
 
I .iA. 
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Contractor and by the various records being maintained for "the control and
 

measurement of quantities and costs.
 

D. Assistance in Economic Studies and Evil'uation
 

FINDING:
 

, There has been no development of *procedures to date on this task.
 

,E'. Implementation of Labor Intensive Pilot Project
 

FINDiNGs:"
 

1. Neither Consultant Team Leader nor any of-his staff had had any, 

prior experience with labor intensive constructi.on methods (contrary to the 

claims in the Proposal). 

2. The Consultant .nevertheless assisted in the organization and opera­

tion,of a labor intenlsive pilot project, A report consisting of five volumes
 

.has been prepared and furnished in d-raft form.: While the draft report provides
 

some infonnation which is useful, it faili to :provide any explicit comparison
 

between different mixes of labor-equipment construction techniques. We concur 

with the October, 1978 Report of the AID-World Bank Team that this Consultant
 

task did not yield the intended nformation.
 
- .. ,4 . 

http:constructi.on
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Fe* Assistance in Developing an Equipment LeasiM Service
 

FINDING:
 

The Consultant does not appear to have been of appreciable assis­

tance in this task primarily becauae the terms of the advisors expired too early 

in relation to the arrival of the equipment. This does not, jhowever, seem to 

have adversely affected the formation and operation of the Leasing Service (SLELC). 

G. Assistance in Cost Analysis, Audgeting, Adcounting Systems, etc.
 

FINDING:
 

Discussions with the.Budget Advisor indicate the considerable 

depth to which these subjects have been entered into. The monthly reports pro-. 

vide summary information on expenditures, budget and current status. Included 

.in the Appendix are samples of forms, reports, etc.
 

H. Assistance in Equipment Procureqment and Maintenance
 

FINDINGS:
 

1. The mechanic advisors" arrival pieceded by almost.a year the
 

arrival of the. IFB #1 equipment. 'They are thought to have contributed heavily .to 

. keeping the.old equipment operatiotial.. 

2. The remaining mechanic advisor alernates weekly 'between the two
 

brigades. It.is. xeported that the.TrC'chief mecharnics are technically capable,
 

but require active support from the Consultant to be effective.
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I. Management Information System 

FINDflIG:
 

No formal system has been established,ap.art from 
thivarious.individual
 

reports.
 

j. Detailed Work Program 

FINDING: 

entitled "Incept.ion Report" 	 (undated) has been 
A detailed work program 

prepared by the Consultant. 	This report consists 
of 55 pages and 8 aniexes. 

work program scheduling, organization, staffing,
It covers the Scope of Work, 

It is included in the Appendixfor the variou's aspects of the project.
etc., 


for reference.
 

listed
With regard to the 12 tasks 	as 
K. 	Quality of Consultant Inputs: 


as follows:
we rate the.,extelt of compliance
in the Consulting Agreement, 

Extent of Compliance
 

Task 

Full/ 
Complete 

Adequate/ 
Partial 

Inadequate/ 
Minimal 

Assistance, to TPTC Management 
Assistance ih Planning & Design "'" 

Assistance in Contract Management. 
Assistance in Economic Studies & Evaluation 

Implementation of Labor Intensive Pilot Project 

Assistance with Construction Manageunen't 

X 
X 
X 

X 

X 
X 

Assistance in Developing an Equi.p*Cnt Leasing, X 
Service 

Assistance in Cost Analysis & Budgeting 
X 

Assistance in Accounting-System........ 

Assistance in Equipment Procuremeht "Maintenanca 

Management Information System'. . 

Detailed Work Plan /'" .. 

TOTALS: 2 

X 
X 
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Assigning weights of 10, 5.'7, 
and 21' for full, adequate,. and inadequate
 

performance respectively, the overall rating for the Consultant inputs to date
 

becomes 49% (where 100% "perfect" and 68% = "adequate"). 

COMMENTARY: 

A. 
Consultaht has had to operate under difI'icult conditions on a pr6ject
 

whose design characteristics are, in part, questionable. 
Consultant services
 

overall are judged by us 
to have been somewhat less than adequate to date. The 

latter fact is probably related in some measure to the former. 

B. 'In retrospect, it appears that som~e 
of the team arrived.too early in
 

the program to be fully effective (while in term's of the Project schedule, they
 

arrived late).
 

C. To da'te, five members have resigned before completing their assign­

ments. 
This may raise a question, however, about adequacy of consultant per­

I.sonnel selection, orientation, and' incen.tivizfition methods.
 

* D. With but few excegtions,' consultant*staff and counterpart staff appear 

to have enjoyed a satisfactory wotk:Lng relationship. Corrections were made when 

required. . 

* 4J 

1/ Averages',o' values independently assigned td Categories by three senior.
 
*members of the Evaluation Team. All tasks are weighted equally here. 
As
 
in all rating scores, there' is s6me "error of measurement" involved, so 

. that the "true" score (which is; indeterminate) might well be a few points
higher or lower. 



E. !Frequent top staff meetings *(almost weekly) have bhen held between the
 

two staffs (see Appendix). Some contacts are made almost daily. Headquarters
 

staffs are housed in the same building, making contact easy. Consultant field.
 

personnel generally stay in the field and operate in close coordination with
 

their-counterparts.
 

F. The advisors feel that most counterparts are technically qUalified for
 

*their assignments but lack the necessary managerial and organizational' skills
 

and the initi.ative to cbntinue at the deired pace without continued assistance. 

A stated exception is SLELC. 

G. Language has not been a difficulty. Five of the present seven consult­

ant team members do speak adequate French, some fluently.
 

H. The Consultant's former "resident manager" was redesignated "project
 

manager" effective January 1; 1979. 'Formerly, the project managership was in
 

New York.
 

G7 learned of this-too late*tb'take into account in our separate topic'
 

analyses. We mention it now, evenw~thout having examined its effects and impli­

cations, because we think it potentilly significant in the matter of sound 

management and optimal project reorganization.;
 

We would say,in generali, hat-it is a mistake to retain at a company's
 

U.S. headquarters the authority t6,manage an dverseas technical.assistance pro-


Ject such as this. The praptice mdy.,come from engineering-project execution
 

*contracts--which, however, ought not be confused with bilateral collaboration
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in institution building in which the instruments areothe advisory and training
 

services we are evaluating.
 

While unfortunately this error was niot corrected earlier, there may
 

still be time for the new arrangement to prove its value.
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Training
 

Requirements and Expectations
 

1. The Loan Agreement (p. 10) reads, "The Borrower shall cause to be 

"providedqualified and experiencepanagement,for theProject, and it shall cause 

to be ** may appropriate carrying (it) out. ."trained -such staff as be f or 

2, "The same responsibility is mentioned in the GOH Consultant Agree­

ment under Duties, p. 2.: "The. Consulting Engineers Tall (prdvide) engineering 

(si'c) services relating 'to...the establishment of' training programs and the 

training of Government personnel." 

3; Despite these mandates, training per se is not one of 12 project 

tasks listed in the Consultant Agreement (pp. A4-6) and, in that listing, trdin­

'ing is mentioned only in the case of economic studies and evaluation. On the 

other hand and with respect to "all ta'sks," they (the tasks) are to be imple­

mented "in a timely manner"; and, At tht same time, implementation Is to "maximize 

the training of local personnel." 

S 4 , 

4. In view of uncertain .project performance in the. iatter of training,
 

. it is importan't to keep the formulation of these expectations or requirements
 

in mind, along with the following: 

a. One of. four outputs. scnedulej in the Logical Framework of the PP is 

that' "lfistitutional capacity of TTG to plan,' or.anize and execute, feeder road 
a ,I 

programs (is to be) improved." This indirect reference to training is supple­

mented by a Project Execution Schedule in whi:h 5 of the 41 items call directly
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for training, using that word (ELS and budget-accounting Construction Service,. 

TPTC field staffs, and equipment operators and mechanics). Moreover the proj­

ect agreement has $36,000 set aside for training overseas. And,. finally, in: 

its project summary on p. 2, the Project Paper says that in the process of pro­

v and local privateriding.all weather access roads, "nYjor improvements in TPTC 


contractor capabilities are expected." (Emphasis added)
 

b. Thus, while in "all tasks," fuzzy wording gives training equal
 

.importance to physical work, the training function is not defined in any of the 

documents that obligate and guide the parties. No activity designs, specifica­

tions, output targets, suggestions or specific expectations are to be found. 

(Compare this with the rich detail of guidance for the physical goal which occu­

pies nearly all of the 250 pages of text, charts, tables, statistics, etc. of 

the documents cited.) The passive voice used above to 'indicate the achievement 

of training ("..,major improvements in capabilities are expected") is also 

.indicative.
 

c. The explanation of the confusion between ends and means, in
 

training, lies apparently in the meanin- occly att'achd to tuhe tarm "L1uiCaI 

assistance." Training, it implies, is more or less a by-product of technical 

a'ssistance. Indeed, in a pinch, the, terms can he used synonymously. And we are 

left (and we suspect the Consultant was left) with an open choice to believe 

either that whatever the technical assistants did would be thoroughly., continuously 

and exclusively training, or, that nonh of their work need be training per se. 

do Once having won thd.Award, ConsUltant calls attention
 

, ". , . I 
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to. the firm's "extensive experience in establishihg and conducting training
 

programs...overseas...as well as in New York," (p.54 of a 55-page Inception 

•Report, 'ca. October, 1977). He goes on to propose:
 

(i) On-the-job.training, with two "phases" (one, the daily.
 

working association of advisors with counterparts; the other, "review 'and
 

analysis of considerations leading to major study decisions or conclusions"
 

-for whatever that may mean); 

((ii) to "organize short courses on 'specialized subjects"; 

(iii) to bring TPTC employees to New York, "for work and
 

training" in'the Consultant's Highways, Planning and Economics," and Computer 

.departments. And the Consultant hoped that as the specific 'result of these 

efforts, TPTC's "developed capabilities would take over (full project) re­

sponsibility," and the firm could then. "phase out." 

S .. In short, Ii-e Consultant responds to the generalities of its contrac­

ual niandate with fairly specific work proposals. It also reserves a pection
 

of its monthly report for training (which is ieported, regularly, to be proceed­

ing very well). , 

FINDINGS: ... " 

Since training was said tp toa place as.a function of all technical 

assistance work in the advisor-coh-terpart relationship, we attempted to classify 

the relationship in different actiyitie. according, to 'the degree of conscious or' • *, . 

explicit training that went into 'it Jhdmittedly a subjective, but perhaps also 

a suggestive exercise). The scale of more-to-less explicit is l-to-5,.with 1 

meaning ost explicit and 5 meaning- none at all. (The ratiuop have nothing 
~keww t ~a n~n~tv ~h ~mba1~~n~abmad OIIdouath n 
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1. Budget and Accounting: Two counterparts are involved. A manual 

or collection of all financial documents used in the project 'has been assembled. 

The work is thought of and expounded as a coherent "system," but, to some extent, 

.itIsa system peculiar to this project and it is different from the TPTC system. 

Excepting to the degree that basic concepts were conveyed (which has not been a 

prime objective of this trainin'g, we infer), individual counterparts returning 

to' TPTC proper would have -difficulty applying'the system, presumably.. (Note: 

Accounting is the main subject- rather than budgeting, the latter having had a 

small part in project management and control.) Rating: 2. 

.2. Administration: (Administration, not including TPTC reorganization
 

in which the Consultant had no training function, but .did have an important tech­

nical assistance role.) The term is used to mean management at the project 

headquarters building, for which internal guidelines were prepared and local 

procurement arranged. The experience of setting up these functions .may have 

"trained," but trainin in jministration in any general sense was touched on 

only briefly. Ratin-g: 3. , 

3. Surve ing and Designing: The de~ign and survey documents and 

materials can be used as training materials, in this case, and the drafting 

room experience is not so differenA from classroom experience. Included here 

is training in the task of appra-.NI'ng outsideidesigns. In the" interest of 

training, We were told (and clearl)- for dther reasons, too) the design activ­.° t,. .. * . 

Snded beyond the rsent need for.'designs (as "eyeballing" 

gainp acceptance). Rating: 2. . , . 
. .1 . . 
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4. Contracting: ijoquments and methods used ir prequalification pro­

cedures, standard and particular contract conditions, specifications, and bid
 

evaluation, have lent themselves to fairly systematic instruction in this topic.
 

Rating: 2. •.
 

5.. Mechanics and Maintenance: A good shoulder-:ly-shoulder 	relation­

ship exists in this function. And here, as anywheie, the journeyman learns from
 

the master. But only a modicum of training took place in the sense assodiated
 

*with diagrfis, drawings, sectioned mac itne parts and other training materials.
 

Rating: .4.
 

* 6. Field Engineer Supervision of Construction: A close relationship 

iexisted 	here too. Experienced Consultant engineers took what time they could
 

who were already
\from construction operations to instruct their counterparts 

rained technically, but lacked field "savvy." But the difficulty of training
 

during a hard day's work, that is, of drawing out the general lesson from the
 
h..'-..and .... 4,dfA lecson throu-h dsusson
d of" -",t-hat home 

aild instructi6n, is known to anypne who has actually tried that. dual exercise.
 

Rating: 3.
 

"7. Management Overall: Despite that this is the ibility most notably
 

lacking in the project, in the viewbf both Consultant and TPTC observers, it
 • ,,, . 1' 

'isthe least teachable in a counterpa'rt relattonship in which 'theexecutive' 

already responsible 'for management 1q,the student. Recognizing that, the Con-% 

sultant necessarily but unsuccessfully falls back on the "by example" approach, 

along with polite prodding and occasional:exhortation. Rating: 5. 



8. Whatever the learning fall-out of such relationships, they cannot
 

be classified as training. There has, for example, been no attempt to measure
 

or even rate the magnitude*of the fall-out (such as would be standard in any
 

more explicit training programs).
 

. , 

9.. The project offers two instances of trainingas such, involving
 

courses and the'practical demonstration of principles. Neither of' these in­

volved tie counterpart relationship: in one case, the trainers are Haitians 

.(not Americans); in the other case, the trainees are workers (other than. 

counterparts). 

a. Equipment Leasing -Service: Equipment operators are given.
 

p.ractical training two or three times a week by the Chief Operator at the 

kinstallation--for a week or more, varying with the trainee and the type of 

Some 22 operators have benefitted. 
Mechanics, as .well,
 

quipment concerned. 


eceive informal, but explicit, training at the ELS site. In addition, four
 

mechanics are attending courses 4 hours: a week given by the Haitian Tractor
 

........ % V-. B'Otethe F7 dir to mion, nt his
n,, t exp 

in-house training capacity with audio-visual materials. The Consultant has 

not been involved in this program'.' ('The ratiRng in this program would -be (1) 

by definition.) 

b. Labor Intensive Light Brigade Supervisors: Ten workers and
 

supervisors of the Pilot Project received training in 1978 during the halt
 

-between the end of the project and th'e start of light brigade work. (They are
 

called "superintendents" on"the projqct. They earn $150/month, ranking at the 

third field echelon, under the .field.engineer and*the general superintendent, 

and'over foremen and subforemen.) , " 
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There were 3 days of classrobm work, in Port-au-Prince, con­

sisting of guided reading and explication by the TPTC field engineer of the
 

Consultant's "Training Manual for Supervisors and'Foremen of Labor Intensive
 

Construction and Maintenance" (prepared'in New York).
 

These training mfterials, not distinguishable in any way from
 

operating documents,. are further flawed because the illus'trations accompanying
 

every page of the English edition were omitted from the French version.
 

This was followed by field training, of about 1 month, on a
 

road site near Blockauss. A Consultant engineer gave practical instruction
 

through observation and counseling in the tasks these supervisors would oversee-­

such as laying culvert pipe, drainage works, masonry of headwalls, shaping of 

road surfaces, and the use of string lines and levels. There was no work inter­

ference (as noted), but the site was realistic and au'thentically representative 

roads with which-this project is concern'ed. 

Some improvcment in the supervisors' performance is reported. 

Occasionally, they are seen at their work now with .the manual in hand. The 

.tcraining has not changed their iuuuLou Or pay, as Lhuse whu were pL:uiOLed in 

Atnmving. from the Pilot to th6 light brigade pg.qject had achieved the supervisor 

rank before the training began. bne'evaluative view of this experience, with 

which we tend to agree, is that thelield -work was more valuable than the class 

'work.
 
,* , 

10.. The staff recruited forthe project did not include a training
 

advisor; nor wa'd -anyone de'signated to.look.after -that function.
 

• I , 
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COMMNTARY:
 

A. With two minor exceptions involving few people and little time (ELS 

and light brigade training), the advisors relied altogether on the spin-off 

from their working j xtaposition with counterparts to conduct "trainihig." The 

result is haphazard. 

B. The Consultant also misses a real distinction bet-ween technical assis­

tance (in which yoti might say "this is what you do in the situation right be­

fore ydu. and training, on-the-job r elsewhere ("this is why you do-it, and 

the principles -you abstract from that lesson will apply elsewlidre"). 

* C. Apparent-ly, thought was given and no actibn taken in the direction of 

*tdeveloping a training capacity in TPTC itself. Nor was there disuussion ot'
 

* present training activities and resources. So fcr as we know, discus­

.sions of training in any context have been incidental.
 

D. Regarding the opinion, widely -a'd corn'entionally expressed here, that
 

the Haitians were alreadv technically qualified when they joined the project 

arid that training was needeo only inthe practical application of technical 

skills, and in supervision and institutional 'skills such as coordination of 

each funLtion wiLh the others (thht is, management), the Consultant was more 

successful in the matter of encouraging the practical use of technical skills
 

than in any other, wn believe. While he was 4lso coinscious of the need to
 

encourage coherence and cooydination',in-the workings of the project's organic 

whole--that is,of the nLad for management training and institutional develon-

uon't-Lha made no seriou. effort to fulfill that need. In part, we suspect, 
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the Consultant may have sensed the contradiction -inworking for TPTC's insti­

tutional development in a prbject institution that was somewhat independent
 

of, and separate and distinct from,*TPTC.
 

E. There 'is considerable evidence'that in both technical and management
 
44 

skills, the average Haitian road e~pgineer hds'a long' way to go. Limiting its 

perspective to the need for and. the potentials of true training, the Consultant 

neglected availabie training techniques and opIportun'ities for introducing train­

ing progradms that were suggested, in spite of everything, in the project's 

documentation'.. In the fiinal analysis, the Consultant allowed the urgencies of 

the Physical job -to shove training aside. The reasons for this, we speculate, 

were:. 

a. That in fact the Consultant grotip was not experienced in training 

(their training specialists never arrived): 

b. That the mandate to train was ambiguous and unclear; and 

c. That the GOH, for its part, fa.led to "cause" the activity to take 

place.
 

Tt ca. also be noted that the Consultants were themselves ar. of qnd 

may well share these views. '(See one advisor's discussion-memo -of August, 1978, 

in the Appendix.) '. " 

F. Elements of what the Consultant developed here--such as accounting
 

work specifications for.contracts? C'Ield supervision techniques, and perhaps
 

also, equipment maintenance--are.salvageable dnd may lend themselves, with 

podification, to. future "' taining use in a deliberate way and 
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t6 a broader TPTC audience thati. the project itself commanded. If so, such
 

could be done in the remaining months of the contract or thereafter. The
 

ex iost facto approach (rather than during the project's construction iork)
 

would have the'advantage of incorporating..what the.advisors have learned about
 
, 

the needs and abilities of the potentidl trainees ard about the problems they
 

face. And it would skirt competition for the advisor's time .between operations
 

and teaching.
 

G. Beyobd that, we take note.of vome constructive suggestions put for­

ward by a former.Consultant advisor, suggestions that illustratfe low-cost train­

ing possibilities that could be conducted now or after the Consultant leaves:
 

a. "Participant" training: send a few TPTC field engineers to observe
 

a rural U..S. county (or a small U.S. state) highway department at work. This 

has been successful in AID programs elsewhere. 

b. -Detach some headquarters and, in rotation, all regional, TPTC 

engineers for short on-site tours to observe the brigades at work under con­

sultant' advisors on the project roads. Involving regional engineers, by the 

way, would honor the Reorganization's precpt favoring decentralization of the 

Department's structure and operationg. 

c. Use project money to..ap'praise and perhaps augment TPTC's own,
 

current, training programs.
 

.9. 
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Equipment
 

FINDINGS:
 

1. Before the Feeder Road Project started, the brigades were in posses­

sion of. some equipment remaining f.om previous .TPTC construction activities.
 

*It is recognized in the PP that additional equipment would be. required for oper­

ations, IFB #I, 'soliciting bids which included equipment for both the brigades 

and the Leasing Pool, was prepared in May, 1977. 

Bids were said-to:havebeen opened in July*,bu't an aw~rU not made until 

Octbb'er, 1977. The equipment apparently did not start arriving utitil May of 

1978. (See Appendix for list of equipment, and distribution between brigades 

and SLELC.)
 

, 2. IFB #2 for the remainder of the equipment,was initiated in December,' 

.1977, but a contract was not awarded until February, 1979. Delivery is not 

expect:ed prior to August, 1979. 

, 

3. During this later interval,. sotie needed equipment w-s leased by the
 

brigades from SLELC. .
 

COIMENTARY: .. . 

A. The late arrival of the .IFB '. l equipment cor:tributed materially to
 

the continuing low production of -e 'One brigade operated without
 

adequate 'equipment for som,.8 to 9,' ;4ths and' the.,ather for at least 3 month&. 
4 , " . ' .. • . . 
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-B,'.The brigades are still restricted in.their production pendiug the 

arrival of the IFB #2 equipment. 

C. An examination of equipment down-time indicates it to be substantial, 

but not excessive-. The effect of' down-time on br.igade operations should be 
4..
 

m'aterial-ly reduced with the delivev of the IFB '12 equipment.
 

• D. leavy equipment maintenance is a continuing problem, but some progress 

is seemingly being made toward its control. 
S . S' 
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Administrative'Support
 

FINDINGS: 

1.. Administrative support for the prbject by TPTC has been spotty, ranging 

from good to po'or. , 

2. A Project Manager was designated prior to the Consultfnt's arrival.
 

Adequate office space, utilities, etc. have been provided with space for Head­

quarters Counterparts in close proximity to advisors (in some cases, the'same
 

room). Countbiparts.were generally.assigned on a timely basis.
 

3. Certain administrative and support personnel have been 'provided as has
 

transportation an'd ,some other logistic support.
 

S.4.The link between technical planning or scheduling and administrative
 

e.xecution is more problematic. Illustrative typical delays and inactions that
 

have been the subject of attention at s:taff meetings and represent the types
 

pr.nnned inOf dffq,.01nP ... Obt.iin2naction on ,hat would normallv be con­

sidered routine'problems and requests are contained in oir Appendix.
 

5. One of the majdr deficiencies has been the reported ccntinued absence
 

and lack of attention by a senior cbunterpart.' This created a void in that
 

segment of the Advisor-Counterpart relationship and has resulted in some activ­
13e' a, ..
ities drifting without adequate d1)ection. ' '
 

2. Y 9 9. ., . , ... .. 
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CO)IENTARY: 

We regard the uneven administrative support furnished by 7TTC to be 

an indicator and a reflection of existing GOH'commitment to the project. 



IMMEDIATE OBJECTIVES (OUTPUTS)'
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In this section, we present project accomplishments and shortfalls con­

cern'ing the following specific objectives:. (1) Road Reconstruction and'
 

Improvement; (2) Equipment Leasing Service; (3) Labor Inten~ive Pilot.Project;
 

and (4) TPTC Institutional Capabipity; followed by a summary treatment of
 

(5) Principal keasons for Delays.
 

Road Reconstruction and Improvement
 
9.
 

Tb what extet "has the. road reconstiuctionbeen accomolished as originally' 
.ptncd?. [,at further assistance to the GOH r.ay be necessary ,i?order to 

is ure thalthe pojct is carried out as planned after the current tec.hnicd. 
assistance contract expires? 

To properly answer the above, it is helpful to break the subject down
 

-into several of its components and examine them individually. These will be
 

takeniup as follows:
 

A. General Situation
 
B. Sutvdys and D2sign Plans
 
C. Construction by Contractors
 
D. Construction by'the Brigades
 

A. General Situation " .
 

FINDINGS:•
 

1." The Project Paper (PP)' qhlls for the reconstruction of approxi­

mately 940 km of rural roads 'throtghoutHaiti to provide "all weather service." 

Approxima tely 620 km are tobe builtForce Account. by GOil forces and 320 by private 

Haitian contractors over a 5-year periqd. While t-he PP envisoned GOH brigade 
-- J . * 
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construction starting prior to pid-1976, the.actual start of such construction 

was September 1, 1977.. If, as presently conceived, the program ends September 30, 

1.981", this would require the brigades to construct an average 12.9 km per month 

and the contractor-built roads to average 6.6 km per month. As of the end of 

March, 1979, the actual kin complet.d was 83.5 by the brigades (including the 

Pilot project) and 3.5 In by.Contractor compared with the requirement based on 

monthly averages of 245 and 126.5 respectively. 

2. 'Thg roads being constructed by the.brigades exceed the standards 

"in-the PP apreciably. The standard surfaced width being built is, 5m w.th 

. 0.5-meter shoulders making an effective width of 6 meters from tog of ditch to 

top ,of ditch. This -standard 5m minimum has been established by law. 

3. Drainage structures, retaining walls, etc. are being installed
 

where considered necessary.
 

4. The 5rm nf mirfacing or: u r ng plus base is cortiotLly, if not
 

universally, exceeded. In fact, the "Guideline for Roadway Base and Surfacing.
 

Courses" issued by the Consultant for ) uidance in the field (see Appendix) shows
 

combined thicknesses for surface jifii. 1ase of 10cm for the best of subgrades to
 

S45cm for very poor subgrades.
 

COMmENTARY:
 

A. Our findings corrob6rat the very slow start that is already well
 
to .o 


'known to USAID/Kngineering. ' ., .4, , " 
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B. The increased surface width, from 4 to 5.meters, apparently stems.
 

from a new GO1l law. We believe this requirement to build a minimum of 5 meter 

surfacing to be adding costs which cannot be technically justified by ihe amount 

of traffic (either present or antiqipated). 

B. Surveys and Design Plans
 

FINDINGS: 

1.. F6rce Account Brigade Construction.
 

a.. Most survey -and design work coTpleted to date, for the brigades 

has been for the control of grades and drainage. It has been sketchy.rather
 

than completed surveys or completed design...'
 

b. Until recently, there was little cooidination between survey
 

and design. That has now been recognized by placing both the survey and the
 

design functions under the same supervisor. Since most reconstruction follows­

or
existing roads, survey becomes of impor'tance oily where grades are changed 

Where fLat area.3 -equii ulu i aLLuLuiiu drainagu. Drainage rtequiiUmIULs 

are obtained from tope maps with aodtionaf verification of needs determined 
by 

a plan-profilefield review. The field engineers'.are provided with very basic 


the field
 on which drainage requirements hav.e; een noted, but generally 

engineer "eyeballs" much of the engineering requirements. 

2.. For Contractor Constuction., 

. project's intended Construction (except thea lA.1 for'Contractor 

Thomazeau Road) have been awarded' to private Engioeering Consultants for
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development of engineering plans. Their agreements requiredthat they perform 

all necessary surveys. Because con'tractor construction control methods require
 

detailed measurement of quantities for both es.timating and payment purposes,
 

full and detailed survey as well as more detailed construction plans are more
 
*1 

desirable..i
 

b. TPTC, prior to. the arrival of the'advisors and through its 

prequalification dommittee, selected six Engineering Consultants who were each 

assigned .a *section 'of road to design. These varied in length from about .14 km 

to 40 kin. -It would appear that none were experienced at designing roads of 

this type and that initially they received very little guidance'or instructions 

for standardization of the proddct to be prodciced. Delays up .to 12 months in 

'design submittals are being experienced. Three "plans have now been submitted 

tas final. The other three. are said to be near completion. 

\ONMENTARY: 

A. Bri.ades: For this type of construction, it is doubtful that sur­

veys and design are making much of d con'tibution. Some survey is required to 

hllp provide design for smooth grades and to insure positive drainage. Simi­

larly.for design. Unfortunately;, eheither the survey crews in the field nor the' 

designers in the office seem to be..receiving effective supervision. Their 

production is low and it is difficiult to say t.hat they are receiving training. 

*They appear to be technically qud4{fed, but without strong direction they 

are marginally effective. ", 

,|
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B. esign Consultants: Until contractors become more sophisticated
 

and experienced, it is desirable that they be provided with a fully-engineered
 

plan from which they can estimate quantities and build the project. This re­

'qhires reasonably detailed surveys and plans.
 

C. Construction by Contractors
 

-FIINGS: 

1. The project paper provides.that 320 km of Feeder Roads be constructed 

by.tifvate.contractors during the life of the program. To date, one contract 

for 7 km has been awarded for construction. It is now 50% beyond,the scheduled 

completion date and,is about,50% completed. This part of the project has barely 

made abeginning and is considered to be some 26 months behind schedule. 

2. -Initial design, specifications and contract documents were completed 

in Septenber, 1976. This wag a "straight line" plan, quite commonly used for 

this type of vork in other areas. The &Oatractors, probably because of inexperi­

ence in road construction, declined to bid ehe project with this abbreviated 

engineering plan. , 

. It was then decided to-provide a field survey and"a more detailed 

plan for bidding purposes. Seven'c'or'tractors were reportedly prequalified and 

the work offered for bid. Two con'tractors bid 'but their bids were cofisidered 

excessive. The plans were Alterd. by,,,reducing the profile and quantities, and 

by shortening the length. New bids woke sought. ' One was received and eventually 
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awarded With work starting November 20, 1978. This sequence of events consumed
 

about 2 years. There have been delay problems since the award involving ade­

..quate survey information and the quantity *and quality of surfacing.materials 

made qvailable by the CO1. These, in addition .to other lesser delays,- have 

resulted in the completion date ha,.ing been'badly ex.ceeded with the work far 

from completed. 

4. An inspection of the project in the fie.d discloses that some 

crossroad drainage has been installed, and about half the roadway has been 

formed.. Td date,. no ditching or lateral drainage has been established. Ditches 

for inlets or discharge for crossroad culverts are poorly defined. or nonexistent. 

Without ditching-and defined runoff channels, a heavy rain during construction 

could.cause considerable danmge. 

5. Crossroad culverts appear to be excessively large in diameter with
 

excessive lines of pipe at the various .locations. The large diameter requires 

a higher road profile, thus more material' and greater costs. An effort has been 

made to lessen this increase-by lowering the culverts into the ground. This, in 

turn, creates other problems by requiUring .dedpler and more extensive inlet and 

outlet drainage. A more practical'solution would have been to use lesser 

diameter culvert pipe. 

6. The contractor claims'to have been given four major c1langes in the
 
xoad profile, .. o hls.dl1'.ys
this adding The Consultant confirms that major'
 

changes in profile were made. ' • 
- 4 . 

http:hls.dl1'.ys
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7. The roadway placed to date appears well stabilized and presents
 

a good riding surface. Equipme.it on site (Sunday, no .work) consisted of the
 

following: one bulldozer, one roller, one grader, one back hoe/front-end
 

:-loader, 	 and one water wagon. Trucks were not on site, but the contractor's 

storage yard is only 20 minutes frop the project site. 

COIMENTARY: 

A. The Contractor claims that the initial reason for such libnited 

contractor interest in the project was that the budget was knowrn and was thought 

by the contractors tb be unrealistically low. They.also.thought the proj'ct
 

too small tor the investment rcquired. Some contractors were hesitant..because 

* of 'lack of experience in road construction. 

B. The primary problems since the award of 6ontract have been; first., 

the ibsence of survey data as a basis for construction layout and then the 

-f-ailure 	of TPTC to provide a source or sources of suitable material for base
 

and surfacing as provided in the Contrat. Approved sources did not contain
 

adequate quantities. When quality maLeria ws exhausted, Lhe CuLLauoLu" wa6
 

* delayed while a search was made for new sourcps and testing completed to approve 

the quality. Other delays involved dhange's in: drainage, and changes in road 

grades. Since.only one contract has'been awarded, it is not practical to draw 

aly definitive conclusions. However, the followitig observations can be made: 

--Despite seven contqators having.been prequalified, a total of 

only two have offere4 ids-.-on4y one, at the last bid offering. 

-'.-Ie successfuli contractor has not availed himself of equipment 

*from SLELC.
 

http:Equipme.it
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. --The low bid exceeded the Project Plan estimate by about 50%. even
 

though this project was (a) close to Port-au-Prince, and (b) 

probably among the least complex of the roads. 

--The contractor is seriously behind schedule.
 

--The question must be, raised as to whether the contractors will
 

be' interested in bidding and what the costs will be for projects
 

which are far'removed from the Port-au-Prince 'areaand/or more
 

difficult.
 

--It should be noted thateven had this project moved to.construc­

.	 tion on schedule, other.projects could not have been let to c6n­

tract because design consultants have only recently completed 

plans which could have been used for advertising. 

. --It should also be noted that TPTC apparently does not have
 

engineers, quantity surveyors and the needed.logistics to super­

vise more than the one contractor project at one time, according
 

to Feeder Ro.ad Project staff.
 

--There44 is'no indicati.on at; this time that tha indicated target of
 

private contractors.reconstruting 100 1k per year has been
 

achieved or will be-achieved in: the near future.
 

* D. Construction by the Brigades,
 

* .	 I 

FINDINGS: .
 

1. The project provides 'that TPTC construction brigades reconstruct 

620km of feedtr roads during the life-of he program and that they reach the 

capability for reconstructing 150 kin'per year on.a sustained basis. 

http:indicati.on


2. Initially, there were two brigades, the.North 'Brigadewhich com­

menced work on the program September 1, 1977, and the South Brigade which
 

started on the program March 28, 1978. Prior to starting on the program, both
 

brigades had been doing some work on road sections which subsequently were
 

Incorporated into the program. As"'of the end' of March, 1979, the two brigades 
. 

*have been in operation 31 brigade-months and have completed 63.5 1m or an aver­

age of just over 2 I= per nonth per brigade. This is less than one half the 

rate which had been anticipated. 

3. I n important influencing'constraint should be noted. Both brigades 

dtartcd under the handicap of operating without the equipment they were tb re­

•ceive 	 from IFB #1 (some 8 to 9. morths for the North Brigade and 2 to 3 months 

for t- South Brigade). Apparently, as -of this writing, neither brigade has yet 

\r"eived 	equipment which is to Le provided uiider IFB 412. This is not now expected 

ito occur before August, 1979. Although they were able to rent some key equip­

6ent, without their full complement the brigades are still operating under severe 

liandicaps which will not be fully remov 4d until the equipment from IFB'1#2 is 

r~ceive,. 

4. There has been a diseryiible upswing in the rate of progzess. a 

few months after the IFB #1 equipnient' became available. Part of this, however, 

is attributable to the incorporati6h:of mileage completed by labor intensive 

work, but some improvement in thh.Trproductiv"ty is evident of late. 
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5. After the Pilot Project was completed nd 'in an effort to improve 

progress, a "light brigade" was formed. This is an informal undertaking never 

officially approved by AID. It is p.rimarily.labor intersive with some light 

equipment aimed at .assisting in the more lengthy hauling and in better compac­

tion. This brigade has been engag. d in finishing and improving work done under 

the Pilot Project and extending toward Bainet. Supervisors have undergone 

training in the various activities in order to provide a more effective opera­

tion. .It is difficult to assess the progress rate because' the work is inter­

mixed with the-work done under* the Pilot Project. The Consultants haVe recom­

mended that the light brigade be. formalized and further equipped. 

6. Each of the three brigades has an assigned field engineer advisor. 

They re.side. in the 'icinity of the brigades and.are avaiiable for assistance. 

.	 TPTC engineers are in charge of the work and run the day-to-day operations. It 

'would appear that the TPTC field engineers are technically qualified but weak 

-in planning and management practices.. Any absence from work (which occurs with 

i some frequency) results in reduced progress. 'A heavy eauipment mechanic advisor 

*is available on a rotat.ing basis between the two brigades. The TPTC mechanics 

,are reported to be capable and a.complish.ac~eptable results. In spite of this, 

equipment down-time is a factor and 'is reflected in the progress. A time samp­

ling of down-time of key equipment 'for 3 montlis indicates a range of from 1.2% 

to 40%. 	 . 

7. The,.brigades operate'6r"a ion-thly budget that does not bear a
 

.direct relationship to the amounL of work accomplished. The budget consists of
 



,labor-, maintenance of- equipment, fuel and lubricatiloh, materiLals andmiscella-. : 

*neous;.supplies.- These- costs tend. to remain. relatLvely constant from. month..t. 

... month.regardless-of- work. accomplished ... . -. 

S": 8. Cdss of .co'str-tupo have, reportedly greatly exceeded projected 

costs. Recorded costs. for the- North Brigade on rhiee links have varied frbm. 

about $10,000 per"kn to-over $25,000 per-kI. For the- South'Brigade on two 

links,.from about 12,000 per km to over $26,000 for an overall average of about 

$18,000 p.r km. This compares with the projected cost of $7,168 for the entire 

program. 

9. A field inspection of some of the coipleted and partially com­

Spleted.North Brigade construction was made in early April. The quality of.work
 

• app'ears to be consistent with professionl standards for that type construction. 

The s'urface was well consolidated and rode smoothly. There were only minor 

Zindications of surface raveling and dusting was tolerable. The surface crown 

I.was 	 graded to drain. The side ditches -re well defined and were generally 

unobstructed. Cross drainve and *drainage structures were well constructed with 

tonly minor indications of local erosion. Thb surface and base thickmesses were 

---.:nomeasured, but there was littl, indication of local failures or potholes. 

Figure 2A is self--expl aor". Figures 2B and 2C show typical segments of com­

pleted roads in the north. , 
- . . . ;.- , • . . : " . ' .' ; . ,. ' L,-. 	 . 
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COMnENTARY: 

-A. The brigade construction rate is pbviousiy not living up to expecta­

tions and costs are exceeding projected costs by more than 200%. The brigades
 

were late in starting and started under the handicap of old equipment in poor
 

condition. New equipment did not.reach them for many months. They have yet to
 

receive their full complementwhich is not expected for several more months.
 

Thi delivery and utilization of the equipment is essential to continuing pro­

gress without interruption. It is difficult to judge fairly their potential
 

until they are fully equipped...
 

B. The quality of finished roads observed in'the north was.good to excel­

lent. If they are overdesigned for the actual traffic needs, it would seem to
 

be in,order to meet the requirement of '"allweather service" with a resulting
 

lessening of maintenance requirements.
 

We believe that some savings in cost (and incidentally, elimination of 

safety hazards) can be realized by less'elaborate culvert headwalls which extend 

well above the road surface. "(Not shown,in photos.) 

We also caution that there is.a need to periodically regrade the road 

surfaces to prevent the wheel tracks from coiTecting water, thus causing potholes. 

C. 'The addition of the light brigade would appear to be a viable addi­

tion to the heavy brigades although- no substantiated cost comparisons are yet 

available. The advantages of redU6ed investment In foreign equipment and the 

.mpact-of labor on the local commuqity ar6 obvtous. 
e * * ' 
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. . The brigades at this poit are not capable of reconstructing 

150 kn per year, but they should improve appreciably with full allotment of 

equipment. 

E. Budgeting based on opprating costs rather than units of -work 

accomplished does little to encourage better production rates or efficiency. 



-FEEDER ROAD PROJECT
 

Km Completed.
 

As of March 30, 1979'
 

*From Appendix B2 = 87 Km. (Graph reading) 

'FrQm inaividual Projects:
 

* Completed:
 

Dondon-St. Raphael 

Cor.Menard-Dondon 

Houck-Port Salut 


Partially completed:
 

St.Raphael-Pignon 

Cavaillon-Barroderes 

Carrefour St.Antoine-


Bainet 


1.2 
12. 
18.1 

Km equivalent 
WPeighted 

11.1 
10.3 

Out of 

16.3 
36.1 

20.0 35.5 

.4
 

Total "' 87 km,,
 



Eqt~,,t Leasing Service
 
(SLELC) 

Hw "effectivaedoes SLEC appear-to be at present in providing the private 
"contractorswith needed equipment on a rentaZl basis? What steps may be 
nieded to strengthen SLELC' capacity in this regard? 

I . 

FINDINGS: 

1. The PP specifies that an equipment leasing service be authorized 

and placed in operation for the purpose of providing a leasing pool from which 

contractors desiring to contract for the construction of feeder roads coild. 

lease 'road.building equipment for that purpose. The GOI authorized the estab­

lishment of a Leasing Seryice in March, 1977 and the staffing comnmenced in 

July, 1977. Equijent arrived July to October, 1978. 

2. The Service was well enough established that some leasing occurred
 

in the period August-November, 1978. SLELC_ had experienced a rapid growth in 

rentals during the period December, 1978. to March, 1979. 
5W
 

3. A visit to the new permanent site found equipment neatly arranged 

in an amply walled enclosure which, also contains a temporary headquarters 

building. Operators and mechanics were undeigoing training, the condition of 

the grounds was being improved and a new headquarters and shop facility are 

under construction. . ' ' 

4.. Th, following- vere made available and are encl6ed in the Appendix: 
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a. Organigramme (Organization Chart) 
b. Tarif de Location d'Equipements (Rental Rates) 
c. Equipment List and Cost 
d. Rapport Trimestriel (including list of leasees)
 
.e. Memorandum Pertaining to Training
 
f. Evaluation of Semester (October, 1978-March, 1979)
 

5. The training of operators for this e.quipment appears quite effective.
 

-Not only is "in-house" training conducted, but arrangements havb been made with 

Haitian Tractor f6r specialized training. Operators are also being crosstrained
 

*for miore than one kind of equipment.
 

' COMmENTARY,:. 

A. It is important-to note-that the purpose for-which the Leasing Service 

was created has had little opportunity for engagement. There has been but one 

contract awarded for the construction of feeder roads-and as of this date, the 

Contractor has not availed himself of the Service. However, AID has authorized 

-.leasing to other private contractors and organizations on an individually 

approved (AID) basis. The considerable leasing which has occurred wi.l have 

*,served as "shakedown" exnerience for leasing to Feeder Road Contractors when 

'andif requests are received.
 

B. In reviewing the list of leasees on the March 22nd Rapport Trimestriel, 

it is noted that leasing was conduc'ted with baththe Feeder Road h.'TC brigades 

and SEPRRU. This practice has since-been stopped by AID directive. The value 

of 'the leasing to these agencies amounted to 138,620 of the total $92,853 for 

do period, some .41%. This'.raises ,' thd' qtestion of 'whether the. Leasing Service 
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wiil do as well as they have now tbhat they can no longer lease to those two 

agencies. 

C. The Thomazeau Contractor was interviewed for his views on SLELC and his 

reason for not leasing from that organization. He apparently had his own equip­

ment and did not need to lease. In any event, in his view, the terms of leasing 

agreements from SLELC are not conducive to leasing. Some are perceived as 

"economically and operationally unsound, others are annoyances. For example,
 

-the SLELC standard work week is 40 hours, compared to the standard of .48 for
 

contractors. Working SLELC equipment beyond 40 hours is therefore at the rate
 

oi-l/2 to 2 times standard. This applies.to both operator and equipment.
 

Substantial payment must .be made in advance of leasing which contractors find
 

objectionable. An annoyance is the requirement that the equipment operator must 

e provided with food, lodging and-entertainment. It is therefore likely that
 

.easing will occur only as a last resort when no other equipment can be found.
 

D. SLELC does appear to be capable,of providing private contractors with 

needed equipment on a rental-basis. Thisis substantiated by the record to date 

of~its leasing experience. Whether or not it .canbecome self-supporting may 

well depend on other factors, not the least of which is the progress of the pro­

gram for contracting out feeder road'construction.. 

E. SLELC's leasing activitie;:oiqld probably be strengthened with the
 

addition of a few trucks for lease.,,Contractors apparently are interested in
 

working units which usually involve haliling. Otherwise, we believe the Pool
 

http:applies.to
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does not require strengthening beyond the continuing ability to service and
 

maintain its equipment and to provide trained operators. 

F. It is noteworthy that aggressive leadership has been a strong con­

tributing factor in SLELC's progress td date. 'Even though the originally­

intended leasors have not materialized (that is,TPTC Feeder Road Contractors),
 

other clients were solicited by management. The necessary approvals 4ere
 

obtained to modify the project's originally-stated purpose, thus permitting a 

functioning organization. A training program has been instituted. With the 

- experience being gained, SLELC is not only providing a socially useful service, 

but is becoming better qualified to perform the service it was originally
 

designed for.
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Labor-Intensive Pilot Project
 

FINDINGS:
 

1. We concur with the finding of the Octoberi 1978, AID-IBRD Team that 

the Consultant Draft Report does rft contain a satisfactory cost comparison for 

labor vs. machine-intensive .technologies (but see.our Commentary "B"). 

2. 	The following cost information is now available:
 

*a.Projected cost of labor-intensive construction was $9,500 per km..
 

b.. Actual cost of ongoing labor-intensive constructioh is about 

*$14,900 per km. 

c. 	Actual cost for machine-based construction based on work completed
 

is almost $18,300 p~r km and $17,700 per km for North-and South Brigades,
 

respectively.
 

3. The "Pilot Project" had several. other weaknesses. Such a tryout
 

iyi in11 romesant rho hn inning hut rnqi work at Tfa Vallee haf qtarted long
 

.'before as a self-help project, as the following chronology shows:
 

* 	 October, 1976 - Ne7Jacniel-P-,au-,R road inaugurated; 

Oct/Nov, 1976 - La Valee people begin to repair the route from 
Ridore to Carrefour 8'E°LAntoine, using their own funds; 

Early 1977 - The CazoadlanoAmbassador inspects the work done on the 
road and donates $1,0001for the purchase of tools; 

Early 1977 - The first'buses begin to come from Ja'dmel'to take 
passengers and cargo t6 P-auP and Jacmel. The large trucks
 
from. Bainet begin to, s' te .Blockauss-Carrefour-St. Antoine
 
link to travel to and from P-au-P instead of the Blockauss-


Trouin-Fauche link;'*
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Jan-June, 1977.- Foster Parent Plan donates sacks-of cement to 
help with the reconstruction 'of the road. FPP works with
 
CODEVA _/. which had recently been established at La. Vallee as 
a self-help organization;
 

Jan-Sept, 1978 - TAMS-TPTC-AID conduct pilot project to repair
 
the route from Carrefour-St. Antoine to Blockauss. (The Ridore-
Blockauss link is begun in May, 1978.) 

Oct, 1978 - Mar, 1979 - TPTC and SEPRRN work on the road with 
people from outside of the community;
 

Mar, 1979 - TPTC returns tools belonging to CODEVA which it has been 
using since Oct, 1978 without permission;
 
Mar, 1979 - A popular TPTC engineer from the area is replaced by 

an-engineer from Arcahaie, contrary to community preference
 

4." 'Neither the Consultant Team Leader nor any of his staff had report­

edly had any prior experience with labor-intensive methods.
 

5. Labor-intensive approaches tend to run'counter to the trainitg and
 

professional self-image of professional engineers.
 

6. Labor-intensive. meihods will. tehd to be perceived as patronizing,
 
'p 

inereore a in prst _.by host counfry government. 

S j . S0 

COMMENTARY: 

A. Whether or not to push aiead with labor-intensive methods requires a 

policy decision. Unfortunately, such policy formulation cannot look to the 

Feeder Road Project for any defi ,tvecontributions of informtion. 

B. The q4e"tion of differentia, cost' per km-f or labor vs. machine-based 

roads is, in our view, largely a false'questibn. .t"implies "equivalent
I 

"Coude " coude pour le developpement de la Valle" .(Elbow to elbow for the 
development of La Vallee).
 

1  
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heesents of road" (that is, equally difficult ones). See our Reccinendation 7. 

C. The USAID/IBRD Report of Octobet, 1978 (bottom of p. 1) states: 

On Wednesday, Oct. 25 we visited the Pilot Project, inspected
 
the reconstruction work being carried out by about 200 laborers
 
at Blockauss, and walh-ed the entire 6.2 kms from Martino to'..
 
Bainet.
 

Their report contains some pretty negative findings based on this
 

.visit. Since portions of the "Pilot Project" road looked adequate to us (in 

April, 1979), it appeared to'Group Seven that there was perhaps an anomaly in 

the scene, and we looked into it. 

It appears as if the work which had been done on a 4 kin'section of 

the Martino-Bainet road was maintenahce work only and reportedly part of a 

;m'aintcnance-labor intensive effort. 

The work had been done in May-June-July of 1978 with 117 workers and
 

cynsisted of subbase preparation and shaping with expenditure of only $8,023.40
 

over the 4 km length. Work stopped in July because anticipated -funding from
 

SERrN did not materia~ize. No work was ,pertormed trom July to October 25.
 

Grcoup Seven can only pose the question: Is it..possibZe that the team misunder­

stood that they were looking'at incoamolete "maihtenance and not at comleted 

construction? 

°" S 

D. By way of summary, factoT:.-that favor abor-intensive methods. (over
 

machine-intensive 'ones)are that they:. ,
 

http:8,023.40


1. 	 provide more immediate fina cial benefits to- local, people;• 

2. 	 minimize foreign procurement needs; 

3. 	promote couuunity social cohesiveness,.
 

4. 	fewer problems (e.g., equipment maintenance and trained operators);
 

5. 	 engender greater local interest-in road maintenance; 

'6. may be cheaper per km;
 

7. 	generate-- more local pride; and
 
,€
 

8. 	are consistent with the New Direction. of the 1973 Foreign
 
Assistance Act.
 

E. 	Similarly, factors favoring machine-intensive methods (overlabor­

intensive ones). are:
 

.i. construction progresses faster once all inputs ara available;
 

2. 	It is the pnly practical option in many situations made difficult
 
by virtue of the terrain or availability of construction.
 
materiils;
 

- 3. Require ,fewer personnel managemeat skills; 

4. 	Greater information and experience pool available;
 

5. 	Better-morale of engineering staff for execution of work., (they
 
favor "modern methods");
 

6. 	Not all areas hax e sufficiet labor readily available;
 

7. 	Can incorporate higher construction standards; and
 

6. 	More likely to get host-government support.
 

F. The professional attitude :of most engineers, together with the attraction
 

to modern mechanization typically 'holds. for host governments; both are rein­

forced by a low level of indigenousqmanpower discipline and by the inexperience
 

of the present advisors in this at..a.. These factors-combine to virtually
 

guarantee the failure of labor-intensive programs, under current circumstances.
 

But 	see our Recommendation 7. '
 

-1 The Study of Labor and Capital gubifitution in Civil Eh~ineerinv Con'struction
 

(World Dank, Sept 78) which became available too late to.r ceiva its due weight in 
--- - A .-. an "tandinaarina 'mantalitv"in dinecusaiLng theme aroblemts. (p. 80), 
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TPTC Institutioal Capability 

Does TPTC have the .inatitutional.opabiZity to oaay out the program? 

FINDINGS:
 

1. In order to carry out suc~h a program succes'sfully, TPTC must have a 

well-motivated management/administrative team and a capable technical staff.
 

While the TPTC project staff listed in the various monthly reports seems ade­

•quatein number, they must be supplemented by certain technical and managerial
 

services necessary to design-the roads and supeivise the construction of the 

cdntrictor-builtroads. More specifically, these services include: 

Survey crews to furnish information for design and for
 
construction. Source: Construction Service 

Engineers, inspection and quantity control for contractor­
built roads. Source: Construction Service 

•Materials technicians for locating and testing soils and
 
S-. checking compaction. Source: National Laboratory, hired 

by Project
 

quata. Top management has the required practical experience. Engineers and
 

draftsmen can produce the plans and.j'eview thq engineer-consultant's work for 

adequacy. The field engineers in ch.rge of the brigades have human resources
 

which, ifproperly equipped and managed, would be capable of constructing 

quality roads at the rate enviso qd'. 

3. Now that. some exparience ha.been'obtained, it appears that project
 

personnel are capable of initiating Che preparation of design plans by consultants
 



produce completed bidding packages for contractors.and. reviewing them so as to 

The success of this phase of the program will continue to depend on the timely 

completion of the plans by. the engineer-consultants­

4. 	 The preparation of plans 'oruse by the brigades is also within the 

if they are provided with the necessarycapability of the project personnel, 


field data. These.plans need only be completed a few kilometers in advance of
 

actual cqnstruction.
 

provided for the brigdes and the contract-built road,5. Survey units are 

but their full-time use for actual construction places severe limitations on
 

their ability to provide surveys for the desig-n of plans of ensuing road.
 

•sections..
 

engineers, inspec­6. TPTC Construction Service may not have sufficient 


tors or quantity surveyors available to accommodate additional contractor-built
 

staffing isrbads. Transportation and logistical support for such additional 


aiso lacking.
 

.4 

7. The project is currently..biing and providing transportation for soils 

technicians to assist in locating and testing materials for base and road 
, 

surfacing. 	 I 

. o....... .
COMMENTARY: 	 £ .;..." . 

A. For a variety of reasons difficult to pinpoint the day-to-day opera­

much to be desired.
tiont and the progress of the overall program leave 



Principal among the reasons appears to be a lack of manageri l drive, will, and 

discipline.-I / There seems to be insufficient appreciation for the importance 

of "keeping things moving," and a lack of positive direction, indeed in. at least 

one case, the lack of any direction at all. There appears to be little initia-
S. 

tive or follow-through. As an e-x.miple, the failure to process a requisition 

*for a repair part for a key piece of construction equipment effectively cripples 

a construction brigade. Or, at a higher level, a staff-meeting decision in 

December, 1978 relative to acquiring forms as quickly as practical for making 

concrete pipes,. was still pending without action in late March, 1979 in spite 

of ieekly. reminlers of the urgency. 

B. Personnel of the Construction Service have been seconded to the Project 

for the supervision of contractor work. Some problems have developed concerning
 

their loyalties and acceptance of instructions from project supervisors. Also, 

if past history is an indication, difficulties can be expected with assigning 

personnel away from the Port-au-Prince area. 

C. In short, while the individual technical skills seem adequate, the 

organizational, managerial motivitional factots are weak. This permeates 

the program and restricts its" eff.qtlveness. The evidence is not now available
 

to indicate that TPTC would plan, 'organize andi execute the Feeder Road Program
 

without continuing advisor presence.,' One gets the impression that the knowledge 
, . *. 4 

and the resources are there, but tiat. the institutional priorities do not favor 

the Feeder Roada.Project, pOrticulhrl i if labor innnsive. 

Wiih some notable individual exceptions. . 
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Principal Reasons for Delays
 

FINDINGS: 

1., AID/Washington authorized the Feeder Road Loan on the date planned 

for that action, March 31, 1976. The bilateral Grant Agreement obligating 

funds for three short-term consultants, to undertake certain preparatory work 

for the project, was signed April 27, also on schedule. The Loan Agreement 

between the countries which establishes a starting date for the 5-year.project 

1/ 
•qas condcluded on June 292, reasonably soon after the May target.­

2. There is only one subsequent instance in which the PP's schedule of
 

1"major events" is maintained or approximated. That case is the short-term
 

preparatory team which was programmed for quick mobilization in April, 1976
 

•upon signature of theGrant Agxeement and which arrived for its 3-month task
 

2 month'Os late in June, 1976.
 

3. That time loss, in itself (and in comparison with later, greater 

I'.delays), would not seem important. But ,h'ere, and throughout the project, delays 

"accumulated in circular cause-effect.,chains. ..The team was expected to initiate
 

three urgent lines of project action: procureiient,' otl: for the Equipment
 

Leasing Service and for brigade c6nstruction; draft legislation and organizin
 

work for the ELS; and design and preparation for A model-construction contract.
 

On these three tracks, events we,.,,something l4ke this:
 

a. The procurement action was to have reached the IFB stage during 

See Consultant-generated Principal.1 
Events listing in tfin Appendix 

4 



the team's visit. In fact, the IFB',was not -ready until 9 months after the-. 

team's departure. Problems with the procurement process. outside Haiti them
 

Intervened, adding another 6 months 
 to the transaction, and the equipment
 

finally arrived 18 months late on the 23rd, 
 not the 5th month of the project. 

b. Legal, organizational and staffing preparations for the -ELSW4 

were completed 10 months late, dei"yed for independent reasons. Lack of equip­

ment contributed little to this particular delay; but the Service had still: to 

mark time, wasting resources, for an additional 2 months (after completing pre­

paratory -activities) until equipment d.d arrive. 

c. The short-term consultant concerned with the contracting function 

had done his work. But the "straight line" specifications method used, which 

had been counted on for prompt and economic project execution, did not attract 

bids, and revisions, in a protracted sequence of surveys, new designs, bidding
 

iand rebidding, consumed more than 2 years. 
 (Note: Sequences of delay are one
 

thing, the cases themselves, taken separately, another. The important ones 

l.are listed below together with what appear to have been the principal reasons. 

Throughout,, the term delay means only time in excess of the planned duration of 

tde given task, not the total time to perform'it.) 

4. First year equipment deliverv: "16 mdnths late.
 

a. Two months of the 16 ake'.accounted for by the late arrival of the 

short-term consultant (Frederic R. Harris, Inc.-) who was to prepare the specifi­

cations. That Consultant left Hlaipi:in early September, 1976, having prepared 
,, . * 4 

a set of specs which, however, were ,Unacceptabl' under AID Procurement regula­

tions for the reason that they were o"a typetendig,to require proprietary 

procurement or, at least, to limit the. number of suppliers able to bid.
 



b. The critical period, insofar as project manageinenc In Haiti is 

concerned, is the 8 following months,, that is, betweea. September, 1976 (the
 

target date, adjusted for the original delay) and May, 1977 when the IFB was
 

finally ready for Washington. What happened?
 

We could not ascertain why the short-term consultant was allowed 
;I' 

to proceed unchecked for 3 full months along a dead-end path, working up speci­

fications that apparently more closely resembled the World Bank than the AID­

type procurement. In any case, AID/W ruled chat the specifications woUld have
 

to be revised, a decision noted in a memorandum of December 13, 1976 which also
 

would make the changes in the U.'S. 
that the short-term consultantindicated 


As far as we have been able to determine, there is a gap in the' record between
 

December and March 11, 1977 when another interim draft IFB was sent to TPTC.
 

A period follows inwhich revisions were made, both inWashington and in Haiti,
 

the revisions are revised and re-revised, IFB publications are made, with­

drawn, renewed, and so forth.
 

c. In this complex history, we did not seek a single locus of respon­

sibility, nor did we find any single theme in the delays other than that the 

AID procuromene process may -have become'so loaded with obstacles as to exceed 

the capacity of either Washington. or the Mision to expedite it. 

After May, 1977, it .ip,,elatively clear sailing. Thirteen addi­

tion.al montha were required to conelu de contracts, establish letters of credit 

and deliver, adding only 6 months 6 .the delay_. 

5. Second year equioment. PDe 4yery is expectnid1' in August, 1979, at 
*.. 4;. 

* the earliest, in tle 38th month of the project, 22 months behind schedile. 

IV As of this writing. 
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a. In this procurement, preparation of the second IFB accounts for
 

14 months of delay, of which we focus on a critical 6, between June, 1977,. the
 

1977 when a draft was cabled to Washington.-target date, and December, 

(see below);b. 	Now, the Consulting Agreement signing had been delayed 

equipmentthe short-term equipment specialist had departed; and the Consultant 

the Consultant seems to have pu.tman arrived in July, 1977. At that point, 

higher priority on repairing TPTC's existing equipment, assigning the equipment
 

specialist to that, than to preparing the IFB which he began 	only in October, 

1977.. The work was during the next 2 months. We speculate 	 that even though 

a different priority
the second'procureflent was small (compared with the first), 

would have been set had it been known at the time that an approximate 22 month 

intervene before delivery of the equipment.additional period wiould 


was standardize some
* c. Contributing to that delay TPTC's de~ire to 


of the equipment, requiring proprietary procurement. We did not learn whether
 

this intention had surfaced during the preparation of t1 IFB and if not, why 

-not. Nor can we comment authoritatively on why the history 	and lessons of the 
in di s te outez.ccnd.irs. difficuil round wee iuL u0d tV=l 

tWe do know, however, that with or wi.thout awarer,:ss of probable difficulties, 

the vexing proprietary procurementthe Consu.tant went forth sLraight', iito 

(waiver) issue, which paralyzed theeLxercise until October, 1978 (when the 

Then it was only a matter of 11 weeks to publish invita­waiver was granted). 

tions. (December, 1978). An estim )ed 8 additional months will be required
 

before delivery in August, 1979.
 

Othtr than repeatingou .comment regarding impediments in AID
 

.procurement, we.can only speculate whether greater continuity in project
 



managemenL- and the technical 'advisors, might have preve-nted some of this 

remarkable delay.
 

6. Conclusion of the Consultant Mreement
 

a. The GOU Consulting Engineer Technical Assistance Agreement was
 

to 	have been executed in September, 1976, but was not signed until March, 1977,
 

2/

a delay of 6 months.. By early November, 1976,. five proposals- had been
 

received 'anda TPTC Review Committee was scheduled to review them during
 

November. V.
 

b. The USAID Project Manager met with this committee, to review their 

work in December and he suggested that certain selection criteria needed emphasis. 

They were: experience of the firm and experience of the individuals proposed 

Iby the firm in funiishing "technical assistance," as opposed to the executing 

vole; and the firm's understanding of the organizational development requirements 

6f the project. 

c. Discussions of' some differences in viewpoint caused some delays
 

I~vr tinc 4 nill I - nrln nnr t-lko nnn-r'g r t--m:rr~crI - Inn 1Q77.nln~-4r% 	 , 

7. COH Project Funding " 

a.. Several complaints were."heard about delayed local currency payments 

for salaries in the field, local procurement, support of the project's Port-au-. 

Prince office, etc., as well as li$h brigade funding. While snags may have 

Two changes.in .USAID Pro4ect managment 'occurredduring the "critical"
 
6-month period.
 

Despite repeated attempts, Group Seven has not been able to obtain a copy of
 
Consultant's Proposal. , '
 

http:changes.in
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occurred in the administrative p.rocessing of vouchers and in the actual delivery 

of payments, there were other financial problems at earlier points in the 

process.
 

Scheduled GOH deposits for the project for the first three quarters
 

of FY 78-79 were reportedly made uO to 8-weeks late. Likewise, the GOH's
 

.nonproject support of the main project office has been delayed on occasion and, 

until April, 1979, was then paid in from accounts designated as GO project 

participation. Such apparent diversion of funds, having the effect of*reducing 

the GOH's net project contribution, may be a thing of the past if a firm new 

agreement for a regular monthly $12,000 deposit for office costs holds up.
 

There is no such agreement for the project deposits, however, and they report­

edly remain in arrears approximately to the extent of the diversion ($254,000).
 

b. The effect of slow funding on actual operations may not have been 

great--excepting, perhaps, where morale was damaged by delayed salary payments
 

or n individual's work program was disrupted. (Delays in funding the light 

brigade, impeding that operaion are a separate matter in which the cause is a 

still, - peucding policy issue.) But thiere is a, reason for concern over what 
Ct 

caused delays in deposits for (other) activities. More than red tape was
 

involved, we believe. In fact, as'w understhnd it, there is an underlying 

shortage of budget revenues. Aggravating the 'problem is the GOH's anticipation 

of PL480-III resources. Counting on them for certain development purposes,
 

the GOH seems to have cut back oq rgular budget funding for those same activ­

ities (including the project) in't.l4or of other unfunded sections of the budget. 

Existing PL480 local currency depositb have already been used for sections of 
S. LI .' l 
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the project that were to have been funded from the regular budget. This diver­

sion or saving of regular budget funds and its replacement by PL480 money is
 

said to have ta'Zen place for all of 0H project funding. 

8. Releases of U.S. Local Currency Funds
 

For its part, the U.S. has contributed somewhat to operational delays. 

A current pendi-ng list involving just over $25,000, for example, includes four 

cases ranging from 1-1/2 to 4 months of delay.* Although these snags appear 

simply procedural, they play their role in affecting brigade and contract con­

struction progress. 

9. _Project Counterparts
 

The TPTC counterparts for the Consultant Budget/Accounting Advisor
 

were assigned to their positions some 3 months after his arrival. Most of
 

those hired for the project (engineer, equipment specialist, storekeeper, 

.agronomist and others), and some of those transferred to it by TPTC (including 

an engineer) arrived somewhat later than their advisors. Although these 

delays were not excessive, they do presont th& anomaly of advisors in place 

wvithout anyone to advise. , 

10. Private Designs and Contricting 

The changeover in approach to private contractors (from the original
 

unquantified straight line methodj..to. detailed rpecifications) took up some 

40% of.the project's life span (25,months). One might assume that obvious, 

egregious and peihaps inexcusable mid akes were made in developing the revised 

http:methodj..to
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method. Apparently not, however. With analysis of'the process step by step
 

(see above, under "Road Reconstruction and Improvement"), an unreasonable 

accumulation of perfectly reasonable delays is revealed. The explanation, if 

any, may lie in a failure of communication between project technicians and 

potential contractors, that is, ininot being cohstantly aware of contractors' 

needs and attitudes and not acting to reassure them.
 

11, Brigade Assignment 

Ruling the Cavaillon-Barraderes road eligible for intlusion in the 

Feeder Road Project, TPTC assigned the South Brigade to work on that road, 

after completing the Houck-Pott Salut section, rather than deploy the Brigade 

to sections originally selected for the Project. However, the pace of this 

ol0beratiou seems especially slow, with 70% of it .remaining to be done. Hence,

\ the Brigadc will not be available for work elsewhere for a long time. This 

i method of brigade assignment also raises a question in our mind about the 

*stability and appropriateness of the criteria used for selecting roads into 

1t!he Project.­

'. 12. The Pilot Project ,. 

The labor intensive project got under way in November rather than 

February, 1977.- Funds for it were then "borrowed" from brigade accounts, AID 

funds for the Pilot Project having beun frozen pending fulfillment of the 

Condition Precedent requiring the 'OH"to provide a time-phased implementation 

plan for this component of .he projbat. . 

A,topic, however, not included in..our Scope of Work. 



13. 	 Equipment Down-Time
 

Equipment down-rime at project sites has been substantial. Along 

with 	delayed offshore procurement and the slow turnaround in revising the
 

approach to contract specifications, this must be counted as-an important 

cause of delay in the overall performance of the project. 

14. 	 Various
 

We learned of a number of other administrative and operational delays
 

that were not crucial in their effect,%but which indicate a general sluggish­

ness in project implementation. Fxamples: slow processing of field requisi­

tions for materials; 6 months to mount a field lubrication unit on a truck; 

take 	action to obtain a culvert mold; 2 months (and still pending)months to 


1,o rent a tractor for the light brigade. 

15. 	 Evaluation 

Cei Laiu d uuisiuns necessary to reprogramming the project have been 

put off until compler-ion of this mid-.terqt evaluation. That being the case, the 

time lost through postponement of tile'evalu'atioh from Fall, 1978, is unfortu­

nate; and it can only be made up f.those concerned now focus urgently on the 

problems.
 

CODIETrCARY: 

A. As notcd;.delays have cauged further delays. In addition, delays
 

have disconnected interdependent parts of the project-equipment from labor,
 

advisory services from operations, ett.. Constructioa brigades started work
 



with partial equipment, spending for brigades began before arrival of advisors, 

and the brigades are at different levels of mecanization. In-country tours 

of. everal advisors (leasing service, heavy equipment) expired before their 

operations began. Morale and prest.ige have suffered. Managers are worried 

about how to coordinate the different functions and have no idea at present 

what schedules and goals they are shooting for. 

B. There is danger inoverstatement. Not all delay is per se damaging.
 

Quantity of output may be a function of delay, but that is not necessarily true
 

of quality (especially in a dual project with human and institutional objectives 

as well as physical). Nevertheless, we summarize overall effects--phisical,
 

financial and time. 

C. The project is past its mid-point. Dated from the Loan Agreement
 

(June 29, 1976), 
it is 33 months old or 55 percent complete (33/60). In this
 

time, some 45 percent of the GOIH's locai'currency contributions, 70 percent of 

L;mL fULIu ciLLU tU jJUILt.!LiL uf LL LuLIL (bdy JU pULCULIL Ul d11 LU11U) iiavU DeeLL 

expended. Meanwhile, 9.2 percent 9f. the road . have been reconstructed (87/940). 

The lack of symmetry betweefi "funds 6_xpended" and "roads reconstructed" may be 

mitigated to some extent by certain capital start-up costs involved. The 

"time - roads" difference too is due to a small extent to the fact that pro­

duction per month in not conceived:of linearly, but should be incremental as 

the project progresses. These factqrs, however, cannot explain away the pre­

ponderant imbaldnce. ' ..* 



D. While the productivity of the brigades in ki-lometers per mouth was 

expected to be far lower during the first. half of the operation than in the 

second, 	 obviously, the rate of productivity increase :is such that output per 

at this stage of the program.month is less than one-third of what it should be 

Note, however, that it would be entirely fair to set 'forward at least two "base" 

dates-for the start of brigade operations and for the arrival of TAN.S--and 

this would somewhat improve the picture drawn above by measuring performance 

during actual time at work. (We are obliged, of course, to use the official 

time-frame representing the lender's viewpoint, that is, the iban period, in 

assessing project progress overall.) 

E. Between the 	Stools: There is a clue in the prompt departure of the 

lshort-term consultants and the late arrival of the long-term team. The project 

.was not designed for direct USAID management; and 	yet it was so managed for
 

nearly 14 months, including the preloan grant period. The project could not 

he turied over to the borrower's unmonitored control. Nor was the USAID in a 

pbsition to cover the technical gapl after the short-term consultants ldft. The 

aggravated but 	notpioblem, seems to go back to a design fAult (one that is 

"created by delays), but it is a fault, in scheduling, that might well have been 

during the interim, no one waschallenged and corrected early on. In any case, 

lessonsresponsible solely_ for the project; and no one: could bring forward 

learned at the start to problems fa'ced -at mid-term. 

In the
•F. 	 The Problem of the.Perceivld,.Se.lf-Interest of Outsiders: 

and dealings with Haitian private designers and contractorsproject's relations 
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I 

overconfidence or unsupported assumptions (that they would bid on the contract 

documents and eagerly become a partner of the project plan) hurt. Was there 

any reason for such confidence?
 

We are not saying, simplistically, and with hindsight, that 

managers should have been right, not wrong. The sector was unknown territory. 

And use of the simplified documents as a trial was fully warranted. But the 

assumption of success precluded the assumption of failure, and there was no 

preparation for that contingency, no readiness to push modifications or alterna­

tives the moment the crisis became apparent. 

We are not persuaded by the failure of the experiment that a ver­

sion of the method (with all its great advantage) has no future. On the con­

trary, its lessons can be put towork in modifying the format; and private 

attitudes and reactions to it can be altered (perhaps in group sessions). But, 

these attitudes cannot again be assumed, or ignored. 

G. Unmna-geable Offshore Transactions (procurement of goods & services): 

A These procedures, which have so skewed the time-frame of the.project, 

-pose a dilemma. Following the procedures, a project responds primarily to
 

.legal and political exigencies at -home rather.;than to practical requirements,
 

realities and objectives in the field. Since:USAID staff, as do many others,
 

choose to follow U.S. Govrnuicnt regulations, there is no ready solution.
 

H. Another fact in these trx nsactions iq that the parties must play some­

what artificial roles: . 

,a. The 0O11 which'is designAted as the legal proprietor of the project 

and the executor of all its actions--but which is unskilled in the ways, for 
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example, of justifying waiver requests;
 

b. The consultants whose function is ostensibly advisory and instruc­

tional only-but who nevertheless suffer. if theproject is poorly executed; and 

c. The UAID which would .like to steer clear of implementing details, 

but which is drawn into them by default in a more or less continuous series of 

crises, large and petty. A net uncertainty over de facto responsibilities is 

the result. 
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INTEREDIATE OBJECTIVES (PURPOSE)
 



Group Seven was able to conduct two short field trips to collect data and
 

gather information on early indicators of socio-economic effects of agricultural 

feeder roads to date.. Tto reconstructed roads were chosen because one was 

machine-based, the other the labor-intensive pilot project. 

The machine-based construction is located in Northern Haiti and the field 

trip took us to B.rTiere-Battant-Carrefour Menard-Dondon-St. Raphael and 

finally PLignon.
 

The labor intensive road is located in the Vallee of Jacmel and the field
 

trip took our investigation to Jacmel-La Vallee-Bainet-Trouin-Fauche-Blockauss-


Ternier.
 

Those t-o sites were chosen, to yield a prelihiinar and tentative composite
 

picture across the t-wo different technologies.
 

VINDINGS:
 

Reduced Transport Costs 

'. Interviews conducted with passengers, city officials, bus and truck
 
'. ., I.t 

concur -indicate-su.. and/ordivei:s, expert ±nfor-uants to .. ". . reduction in bus 

-truck fare as shown below: 

Bus Fares in Courdes 
Pignon-Cap Haitien 

* . BeforeA 
7.50 - 8.50 

After* 
3.50 - 4.50 

St. Raphael-Cap Haition 
Dondon-Cap Haitien 
Barriere Battant-Dondon 
Bainet-Port au Prince 

, :, 

.. 

. 

6.50 ­ 7.50-8.00 
2.50 - 3.50 
2.00 ­ 3.00 

110.00 

2.50 - 3.50 
2.00 
1.50 - 2.00 
7.00 

• The before-after comparispn is not'entirely clear-cut, however. Unfortunately,
 

"before" also iefers to rainy s asdh, while "after" is dry season. However,* 
before reconstruction, the roads were not operitional even when dry. 



COMMENTARY:
 

The factors explaining reduction in tra:sport cost are manifold. 
Reduction
 

in fuel-consumption is a major element. 
Truck drivers at Pignon and St. Raphael 

indicate clearly that they consume,.le-ss fuel now than before. 
In Northern Haiti,
 

to reach Pigncn from Port-au-Princ'e through Cap-Haitien-Dondon-St. Raphael,
 

which is A considerable detour, truck drivers used to consume up to 35 gallons
 

of. fuel. Now, due 
 to the improvement of the road, they travel through the
 

Central Plateau, i.e. Hinche-Lascahobas, and 
 consume approximately half a tank 

of fuel (17 to 18 gallons). In addition, .travel timq is similarly reduced. 

Fuel saving is also indicated by the truck and bus drivers of the Vallee of
 

Jacmel.
 

Increased Transport Services 

There are now more frequent trips in Northern Haiti from St. Raphael,
 

Pignon-Dondon to Cap-Haitien°
 , Hinche-Lascahobas, Port-au-Prince and other places 

now linked by feeder roads. Peopld frdni St. Raphael and Pignon can make now up 

to two trips a day to Cap-Haitien any 'time. It is also easier for people at
 

Pignon to go to St. Raphael or Donaon. 

These observations also seem valid for tl.e Vallee of Jacmel area. People
 

from Jacmel, Trouin, Fauche, Bainet Blockauss make more frequent trips to
 

Port-au-Prince and in less time.. 
Dufing the rainy season, 'it was not uncommon
 

for either truck or bus on the Bainer link to Ihave to stop for 2 or 3 days
 

after a rainstorm to wait for the-. oad 
to .dry. Nor.was it uncommon for people
 

from.Pignon to have to 
stay overnight pt.St. Raphael en route to 
or from
 

Cap-laitien. Sometimes, they even had to mAke overnight stops at Dondon and
 

St. Raphael en route to Pignon. 
 .
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With the road operational year round, there is less risk involved and
 

bus, truck drivers and passengers are taking advantage of the opportunity.
 

Increased Transnort of Perishable Goods 

of Jacmel areaPeople interviewed in both Northern Haiti' and the Vallee 

indicated an increase in the volume of trade in general. As for the Vallee of 

Jacmel which produces grapefruit and vegetables, such as cabbages for which 

the area is parti.cularly noted, it may be hypothesized that in the long run, 

farmers will increase that production.. In the past, grapefruitp were often 

the ground before trucks came to .La Vallee. . Our informantsleft to rot on 

increased production of grapefruit and vegetables, but the latter isreported 

Now, given the increase in traffic, thetraditionally for local consumption. 

presence of more middlemen and also easy access to other market centers, includ-­

that farmers might respond favorably toing Port-hu-Prince, it is conceivable 

such incentives and increase both their productivity and production. However,
 

due to lack of baseline data, and the rather superficial nature of our current 

information on production, certainly no' definitive conclusions can be reached. 

As for the Northern segment,- St. Raphael shouid be the ftrst place where 

be expected to. :increase the production and trans­the presence of the road might 

port of perishable goods. St. Rapiael, is' tra;ditionally considpred as the 

granary of Northern Haiti, the first market center in the North and the 

third largest market center in thejpepublic. Among a variety of other agricul­

tural commodities, they produce yketables such as tomatoes,' onions, and 

cabbages for local consumption only. ,Now-as ±s expected by the local elite and 

members of the F-ieration des. Coneils Communautaires with the road operational 

year round, St. Raphael will be able-to regain its traditional market functions. 
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Facilitated Delivery of Agricultural Inputs
 

The delivery of agricultural inputs is generally quite limited in Haiti.
 

Even already accessible places, located near major towns and cities through­

out the Republic, do not have acce.s to agricultural inputs'other than 'those
 

locally supplied.. First of all, agricultural inputs must be made available,
 

and second, proper channels for their distribution and. rational allocation' 

created. At the local level, the Councils for Community Action and the.Federa­

tion of Councils for Community Action Vye potential channels to be used to
 

reach such objectives. Then the feeder road will.play a significant role. For
 

the time being, the question is one of availability rather than delivery.
 

Increased Accessibility to Social-Medical Services
 

.In Northern Haiti, particularly at St. Raphael, city officials indicated
 

an increase in the use of medical and social services (e.g., school. enrollment)
 

to the point that expansion of those services is under consideration. Though
 

imnr n(onnl frnm Pignon, Thnnnvnn ,%n , a now use the r 

:readily available facilities at St. Raphael, the road is only one factor which 

may be secondary to the process of.rauid internal migration. The effects felt 

by St. Raphael are also felt-in Cp-Haitien. However, peasant farmers indi­

cated that now it is easier to send their children to school at St. Raphael 

and supply them with a steady flow of groceries. It is also easier for them 

to use medical services at St. Raphael or Cap-Haitien, if necessary. 

o '; . .. . ,, .
 



For people in Jacmel and La Vallee, .,Ippeimost in their mind is the possi-­

bility that the link to the nev*Jacmel-Port an Prince road offers for-trans­

porting of sick people to the hospitals at Port-au-Prince and Jacmel. -Before 

"the road became operational it was extremely difficult.1'
 

• A community leader at Ternier',desciribed the agony of transporting her very 
sick son by donkey down the s;tp.,slope to 4Policien, the nearest point on 
the old Jacmel-Port au Prince road. 
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ULTIMATE OBJECTIVES (GOAL) 

FINDINGS: 

1. Increased Small Farmer Income
 

a. Councils for Communitj'Action and their Federation indicate that
 

farmers will respond positively to having easier access to more distant markets. 

b. Beyond that speculation, insufficient time has elapsed to:determine
 

the effects of agricultural feeder roads upon the income of small farmers..
 

2. Increased Rural Employment
 

a.-.The La Vallee road, involving .libor intensive methods, resulted in 

more immediate employment than the Northern segments which were machine built. 

b. Rural employment can be expected to increase more generally if* 

\farmers, 	 responding favorably to the many incentives provided by the roads, 

.ncrease both productivity and production. 

c. Being en ultimate objective, again insufficient time has elapsed 

tb. determine any impact. In addition- sbme rigorous baseline data, now lacking, 

would be needed. 
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BENEFICIARIES 

Project Paper Expectations:
 

In the Project Paper's Social Analysis,.the project's beneficiaries are
 

expected to be:.
 

.1'
 

A. Small farmers: enjoying increased productivity, employment and income,
 

with decreased underemployment and an improved standard of living overall,
 

*taking 'ocial services into account. Benefit would be conveyed by access:to
 

markets, inputs, credit, services and reail goods, and by nonagricultural earn­

in'g opportunities.
 

B. Local services and enterprises: in subcontracted road work and in
 

transport, repair and other services where benefit would come from reduced costs
 

hnd increased demand.
 

C. Community councils:' whose role and status would be expanded and
 

,strengthened -andwhich'would receive in'keased revenue deriving from increased
 

economic activity.
 

D. Women: in an expanded add 'more prosperous marketing function. 

E. Populations of certain area,': who might receive wages and salaries 

directly from project work. i,,. 

Not ment:Oiid is an obvious beneficiary group thae to daie has received
 

the greatest benefit, the most directly, from the proj-ect, that is:
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F. Employees of brigade and other idrad operations: of the ELS, and of
 

the 	project's central office.
 

In the PP's Economic Analysis, a minimuih of 10% internal rate of return
 

from project investment was expected 	with at.least.a 1.91 benefit/cost ratio.
 

Hence, there would be "substantial' economic and social benefit of several 

kinds.
 

.FINDINGS:
 

Too*few of the project's outputs and 	too little of any of them have been
 

realized tQ' reveal much about benefits the project may ultimately produce. 

Even partial comparison of the negliglible benefits to date with expectations
 

is premature. Howeyer--and for what 	it is worth-we present some quantified
 

data and some observed results, both 	of considerable interest.
 

1. 	Direct Pavments Generated by Project Operations through March, 1979.
 
(See above "E" and "F".)
 

a. 	South: Cavaillon-Barraderes--up to 170 workers
 

and supervisors, at anv givd time, were paid S 137,435
 

b. 	South: Port Salut-Houck,'the same 170, paid 92,850
 

c. 	North: up to 230 people paid 196,385
 
Subtotal, brigades $ 426,670
 

d. 	by contract: some 25"p'edple (all'costs $17,385) 

paid about ,. $ "9,000 

e. 	Labor Intensive Pilot: 815 people'pald 140,700
 

f. 	Light brigade: 385 people paid 54,875
 

.ubtotal, irregulars $ 204,575
 

g. 	The ELS: .about 30 peop'le (overhead 
$270,000) paid., about' 150,000 

h. 	The project's central office:
 
35 people, wages and salaries 161,000 

, , / Subtotal, institutions $ 311,000 

TOTAL: some 1700 people receiving (not. quite $1m) $ 942,245.1/ 
1/ We do not believe'calculating the authentic mea would ,bea appr~piate. 
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2. .Other Categories 

Inquiring into benefits to farmers (see above "'A!), services and 

enterprises (see above "B"), community councils (see above "C"), and women 

(see above "D"), we have observed events and interviewed people with different 

interests, in La Vallee, site of the Labor Intensive: Pilot Project, in the 

South, and in the.North at Barrieres-Battant and along the Dondon-St. Raphael-

Pignon route, worked by the North Brigade. 

These micro findings are encouraging, on the whole. Bus traffic in­

creased, rates may be lower, transit time decreased. Increased movement of both 

goods and services are noted. Increases, possihly due to the road openings, in 

agricultural production (livestock, perishables) were reported. Grapefruit that 

might have rotted in the.past was marketed. More pigs went to market than last 

• year. Greater competition among market intermediaries, due to access to farms 

that the roads give them,. has increased the prices, they are paying farmers,
 

"eportedly. Increased access 
to and by social and other public services was
 

nother result.
 

Against this, some tradeoffs and offsets occurred. Traffic iqcreased
 

oh new routes somewhat at the expense 9f traffic on older routes. The community
 

c6uncil. in La Vallee was split and'embittered--by TPTC's alleged mishandling of 

tho L.I. project--and, later, in its abandoning of local labor in the brigade
 

work that completed the section. 

These and other observatiQns are discussed under Intermediate and
 

Ultimate Objectives sections. .
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COMM:TARY.
 

Where the roads were built, initial effects were easily discernible..
 

Additional roads are likely to bring similar results.
 

But these are mainly qualitative rather than quantitative observations. 

We remain skeptical about ther.quantified %consequencesof the project, 

especially in benefits compared to investment. The range of 10% for internal 

rate of return and 1.9 in benefit/cost seems improbable. For one thing, cost 

(per km) has run more than double the PP estimate for brigade work and about
 

30% above for contracted work. The cost situation may improve with greater
 

brigade efficiency; but the average cost for 5 years is not likely to be brought
 

back down nearly to the hopeful estimate that underlies the economic cost-

Ibenefit analysis.
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UNPL.ANNED EFFECTS 

Has the project had any unplanned effects?
 

FINDINGS: 

1. Only three sections of road have been completed to date in the project, 

totalling 24 km in the North•and 18 km in the South. The oldest of these has
 

been completed 7 months; the more recent, only 3 months at the time of this 

evaluation. Some segments of these or other roads -still under construction 

have been available to traffic for approximately 1 year. 

2. Time has not yet been long enough to make any definitive determina­

tions regarding effticts, planned or unplanned, but some tentative indications
 

have been dctected based on local interviews and observation. 

a. Some local residents foresee a loss of business activities on 

*\unimproved adjacent roads which formerly served as alternates to the (now)
 

Iimproved roads. If true, this could benefit one area at the expense of-another.
 

b. Because of better access, -tncreased competition for local produce
 

seems to be occurring among middlemen. Similarly with transportation.
 

c. Improved roads have sparked ah 4nercst in local "penetration"
 

roads or trails to permit transport 'to the improved roads.
 

d. TPTC hired the Consultant Administrative Advisor when his term
 

was completed to implement that xif'ch he had hplped plan as an advisor.
 

e.. Dissatisfaction has been,expressed by some local officials and
 

the Federation'.of 'Councils for Com unty Action because of the low rateof
 

http:Federation'.of
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employment of local residents by the construction brigades.' 

f. This dissatisfaction, clearly expressed in their anger and frus­

tration, may have deeply affected the morale o'f the members of Councils for
 

Community Action and'reduced considerably their participation in related
 

development activities.
 

g. This has resulted in expressions to the effect that tle local'
 

Councils for Community Action which previously,contributed to road.improvement
 

will no longer consider themselves involved.
 

h. City officials had, in some instances, threatened to stop the
 

road construction if the construction company did not employ people from a
 

list submit'ted by the mayor of the city to the road engineer.
 

i. The construction brigade has reportedly had a.negative attitude
 

towards city officials -and local residents in some areas. They simply ignored 

them. In one instance, the construction brigade has apparently refused to 

compensate a peasant farmer for damages caused to his property.
 

j. Some of the local communities are quite concerned about increased 

vI hicle speed through their areas 'o the.,point' that they plan to take proper 

action to enforce traffic violatioiis with local authorities. 

COk-ENTARY:
 

Any more complete/definitive/rigorous analysis of the question will 

require a greater research effort. :., 
• ~~ iq
S, 
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RECOM.E1nATIONS /LESSONS LEARNED
 

With regard to the Vhoder Road Project as an organic whole, GrOup Seven 

suggests the following: 

1. That objectives be redefined, the physical vs. ifisticutional dichotomy 

clarified, realistic targets identified and scheduled, near costs determined, 

2. .'Launch such a new project phase with an all-day conference in which 

the new plan can be discussed fully and agreed to by TPTC, USAI.P, and the 

Conultan. The Conference should 'eaffirm mutuality of interest and good 

faith. 

€\ 3. That the liqu'idation of the Project as d separate entity begin early 

Sin tlnuw phase, by moving closer to TPTC physically, administratively or just
jt~ 
on a communication basis, Consultants should visit more and fraternize more, 

, ns to build mutual respect and dain mutual insight, at least on isques of 

.cofmion concern. 

* 	 45' %' 

4. Show far greater interest recognition and support for the TPTC Reor­

.ganization 	than heretofore. It may'wind up to.be a more significant factor
 

for continuing feeder road improvement than Consultant's entire services.
 

5. Roansss,GOl's cru. abiliteis dnd'intentiono to finance the proje t..
 

This should be done through frank discussions.wich TPTC and Ministry of Planning
 

andMinistry of Finance. ."
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S6.. Look ahead to project personnel re-entry. into TPTC and begin to shape 

their project work (and status) in anticipation.
 

7. With regard .to the machine vs. labor-based dichotomy, consider the
 

followi;Ig strategy to guide future road,work:.
 

a. Conceive of two construction modes
 

(i) "fully mechanized," that is, the Heavy Brigades;
 
(ii) "Labor intensive," that is, the Light Brigade as an' equip,­

ment-assisted labor-intensive approach.
 

b, Classify all road segments scheduled for reconstruction/improve­

ment into two categories (based on terrain and availability of mqaterials): 

average to difficult and easy to average. 

c. Program more difficult roads for machine-intensive work; *easier 

,roads for the labor-intensive mode. 

d. Survey the easier roads to determine where self-help/Community 

ctiofi road work might already. be in progress. Assign priority to such road 

iegments for labor intensive reconstruction assistance. Work through existing 

cLnunity institutions. Respect integrity of local procedures and preferences.
;.o,
 

Aisure that the road engineers (both TPTC and Consultant) assigned to such se, 

me its are attitudinally comitted to ,the vtabllity of this method. 

e. While the heavy.brigade.worked on the more difficult roads in the 

South, the light brigade could work'on the easier roads in the North and then
 

vice versa. . 

f. For mechanized construcOtion hiring of small complement of local
 

personnel, allowthe field'engineer lie additionalfcQntrol of direct hiring of.
 

his men. (rather than dealing with Community Councils),. 



With regard to the technical aspectS, .Group Seven suggests:
 

8. That the survey and design efforts for the brigades be re-examined
 

to determine what is'essential for their use 'in construction and that the
 

effort be limited to those ,needs. ­

9. That the soils and laboratory effort be.directed solely to locating
 

and testing suitable sources of base and surfacing materi'als for construction
 

use and- that compaction testing be terminated. (This does not imply that com­

paction requirements should be decreased oV.heavy brigade work.)
 

]"0. -That two road sections designed by engineer consultants be. advertised
 

for bidding by private contractors. The prices should be.ieviewed for compari­

son to, brigade unit costs and the projects awarded if not excessive. The
 

experience can be used to determine the future of the contract construction
 

mode of the program. Road sections selected for advertising should be of
 

,,sufficient length to justify contractor investment and mobilization. 1/
 

DcIay ULilizing additional engince-ing-consultant services pending
 

progress and decisions on contract construction ac.tivities.
 

3 .


12. That the light brigade be defined as a labor intensive-lightly
 

eqtipped mode and be formally authorizqd''and.adequately funded. 'That costs
 

of production be maintained for compariso •with heaVy brigade constru'ction.
 

I./The private contract,or mode shoald not ipso facto exclude labor-based technology, 
"Indeed, the profit,motive may be just the.dynamic'needed to assure the requirbd 
amount of effective supervision and manageiunnt in.labor-based.methods. 



13." That greater emphasis be placed on budgeting the brigades on the
 

basis of work units to be accomplished rather than time and materials consumed.
 

14. Preclude future undue delays in equipment procurement.
 
Si 

15. With regard to the training function, we recommend:
 

a. Bring in a capable training specialist (S-4) in French and
 

respectful of Haitian culture and individual abilities.
 

b. Convert appropriate material on hand irato trainihg material.
 

c. Consider a management training course. (Sed Appendix for
 

illusrrative syllabus.)
 

16. Another eva.luation in one year to assess the situation and restruc­

'ture it as then necessary. 

17. Regarding Project Control, .wesuggest a financial audit to determine
 

funds spent on: surveys, design, and 6onstruction separately; and consider
 
°1
 

ttiose figures vis-a-vis the project.stahdards specified in the PP. 

18. A baseline study on selected roads -scheduled for improvement but 

.before such construction begins, to. allow subsequent determination of socio­

economic benefits.
 

19. Apropos of consultan staff'extensions (in-light of near exhaustion of 

funds), we believe the following to be desirable:(at least to .serve the physical 

objective of the project): • 



13. 

a. Continuation of the Senior Transportation Advisor's term as
 

originally proposed.
 

b. Continue with qualified road construction advisors '(not neces­

•sarily professional engineers) assigned to the three brigades.until the latter's
 

potential can-be determined after r'aceiving the full equipment allotment.
 

c. Continue theheavy equipment mechanic,advisor for a similar
 

period.
 

d. Provide strong counterpart direction-for the functions rovered 

.by the Transport Engineer. Advisor and qpntinue the Transport Engineer Advisor's 

term.until the function has an opportunity to reach'its potential.
 



heavy brigade: 


iight'brigade: 


labor basdd' 

or 


labor intensive: 


engineering consultant 

• or 

.design'consultant: 

" 


.force.account: 


heavy mechanic: 


subbase: 


base: 


surface or 

surfacing: 
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DEFINITION OF. TERMS 

A TPTC construction unit equipped with the full range 
-of road building equipment normally required for the 
type of construct~on being conducted. Typically in­
cluded are: bulldozers, graders, loaders, compressors
 
& dump trucks..
 

A'TPTC corstruction unit with minimum light equipment
 
intended to assist labor in tasks which are impracti­
cal for labor to perform economically .or productively
 

Work performed primarily orentirely by labor, with hand
 
tools, wheelbarrels, etc. May on occasion be assisted.
 
by some equipment.
 

Private engineering organization retained by TPTC to
 
make surveys and prepare design plans, estimate., etc.
 
Used by contractors as a-basis for subnitting proposals
 
for building the road.
 

Method of payment for construction based'on-costs of
 
manpower, equipment rates and materials consumed as
 
opposed to units of work completed.
 

A mechanic qualified to repair heavy machinery, i.e.,
 
bulldozers, graders, etc., as compared to a light
 
mechanic-road vehicles, light tractors, etc.
 

The natural earth on which a road structure is placed.
 
May vary from firm to soft.
 

A material'usually consisting of either small rocks,

g.avel,........ "..... Lunse placed
 

on "the subbasE to provide support for vehicle wheel 
loads. S|hould vary iSn thickness depending on quality
 
of subba~e.
 

Mixture of..granular materials such as gravel., crushed
 
rock and soil for binder placed on the base to pro­
vide a riding surface., Should not ravel when dry nor 
soften when wet. Required. thickness depends on quality 
and thickness of base. Practical minimum thickness
 
depends o'n',cmposition of material, weather, traffic, 
'etc.• . . * 



compaction: 


straight line plan: 


ELS 


or 
SLELC " 

Compressing the materials together.....ually applies
 
to bise and surface; Provides greAte? ,stabilicy by
 
interlocking particles as .well as'provi'iing greater
 
resistance to erosion. Usually accomplshod with
 
rollers but can-be obtained by wheeled raffic. Not
 
always considered essential initially for low cost
 
roads since time, weather and usage'will eventually
 
.provide similar results.
 

A simplified method of providing an engipeering plan 
for use by construction forces hithe-fte3.d. Has the
 
effect of greatly reducing preliminary si'rveys and
 
design effort but required more field decisions dur­
ing construction.
 

Equipment Leasing Service
 
or
 

Service deLocation d'Equipement Lourd delConstruction.
 


