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EXECUTIVE SUMMARY -

1.

The ‘aim of this study wvas to evaluate the performance of the AID/GOH

'™

2
¢.

Agricultural Feeder Road Loan/Grant against program objectives as of April
1979.. '

. .
AN

2.

OQur findings and analysis would support the following statements
v \
. a.

Thouﬁh most of the stated assumptions in the design are tenable,
some unstatéd ones are not.

ot

S : . b GOH support has ranged from good to inadequate..
| ¢

The design appears uneven in its standards and somewhat over-

ambitiou° 1n that- it embodies tvo many different typcs of objectives.
.:. "..'d.

[y

The ConsulLant seems to be stronger in direct execution of
. engilneering projects

than in technical assistance for organizational devclop-
‘ ment; Overall,

the technical consulting services rendered rate less than
adequate. ' :
el

w T

i
{
a The training input has been(notably weak, both in design and
i implementation '

\

f. '

-l
«" .
t

Delays in obtaining equipment'Haye been a major factor in the
lack of physical accomplishments.

g.

t\,

TPTC administrative support for the Project has been checkered

Institutional priorities do not seem to favor the Feeder Road, Project.
‘l“ L] “
h:

0f the 940 kms planned only 87 &m have been completed to date;
371 km should be. completed by now, a rémarkable 76 SZ ehortfall.
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*'i. The Equipment Leasing Service, though not carrying out its

planned function. is one of the positive accomplishments of the Ptoject to

'date,

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

v .

-

guiding information that was sougﬁt.
| k. without basellne 1nformation, it is not possible to determine to
what extent, if any, Consultant services have augmented TPTC technical and
managerial capabllity.
. As of now, 55/ of the proj¥ct term has elapsed about 50/ of all

'.funds haVL been expended, and’ 9.2% of the roads have been reconstructed and

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

.

.explain this preponderant imbalance.
1. Inordinate delays have occurred because on each major track of
' the projecL the ploblems proved more baffling, frustrating and difficult than

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

LR TN

arcane offshore transactions, admlnistrative pace in Lhe tropics, tightly
ccordinatéd 'ETAs for technical assistants) 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-discounted,
prepared for, by the designer S ‘OY. thc manager s expectation of being denied,
puzzled and otherwlse thrown off" balance. Such healthy sLepticism would have -

'armed the managers to challcnge the.de igners, for one thing. But we do not
retreat to the high ground of hi;tor§ and aid philosophy simply to level
'criticism. (By and large, individuals assigned to. the project: worked con-:

cicntiously and 1ormally, in day-tq-day situations ) Ic is only from that



>

pe'rgpgctive that we can‘oiirsel\‘re's fullﬁv ‘grasp thé. dilemma the .project ‘has
be.come'. And it is ':i.n.th'a'at bersbgctive and in the adklerer;ce. to. present
?ealities and,probab;litics that our regommenﬁations (which see) éan be
.?f'f.‘e_ctiv_ely app].fled to the. ba]Tanc.s;(;..of the pro,.j.'ect;.;.- ’

. Despite the above problems and based on vgry.abbreviated in- ,
%brmal field research by ou; Creoie—speaking”socialuscientigts, i; appeér#

that the, few completed segments of improved road may already be haviﬁé some

3

" positive socic}—economic benefits for local residents. :



INTRODUCTION

-

1. ‘Orientotioo of the Evaluation-in Time

The present Group'SeQen.egzluatron of the.Feeder Road Project, coming
. f : .

after nearly 3 years of loan implementation, is the first evaluation to be
undertaken. ' -

.

By or1ginal plan (the Project Paper cchedule), an evaluation was to

have been done after the first prOJect waar, in July, 1977 Revisioos of the
prOJect schedule (that is,. the prlncipal PERT items) ‘and of guidellnes to con-

tractors were to have been done spon thereafter, as well as a rev1ew of the

Conqultant 'S ability to carry -out the Pilot Project

.'Meanwhlle, baqe—llne data were to have been collected during the first

year so that durlng a second scheduled'evaluatioo in Joly; 1978, a orelimlnary

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

In sum, thls "mid-térm" evaluatlon was 'to have been a sequel to
"others as ot

L4
~

in each successive year the aﬁhual'review will evaluate the
success and progress of the project in the light of the
sampling base-line data“’ on hand and in view of the revised

Information that will be compared and rev1sed from year to -
year. (PP, P. 97) .nn@

- srreim— -
e iR AT
I 2

[ B

Our task then, was to evaluate without benefit 9f two prior evalua-
"tions or base-line data.

Finally,g§ince no PERTritem_revisions have been made
";..“. P R . . .
along the way, making them all tﬁe:mbre 1mporkant'now,'our own suggested revi-~
sions have hadrto be quite{ far-re'doh_‘ing.‘



2. Terms of Reference :

Our work crder stipulated that we:

B -

. .b-.

_Evaluate implementation against project objectives, that is,

-—reconstruction of 940 kms of feeder roads,

l. . \.
.—-establishment of %h Equipmentvﬁeasing Service;
--conduct of a labor-intensive pilot (research) broject; and

—-prov151on of technical assistance to improve TPTC capabilitles.

Evaluate speciflc achievement questions (USAID instructed us as

v, ' .

to the.degtee-of.emphasis to give the following 1tems, a priority reflecéted in

,the ordér in which they are bresented).regarding:,

--road reconstruction, noting post-project assistance required

- (heavy emphasis)f

thelays and identifying causes,'suggesting how to avoid future

delays and how to accelerate the project to meet completion

.deadlines (heevy),

--pilot prOJect results, that is, prov151on of productivity and
other data cn the uubject, 2 related training manual, (Consultant)

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

(Consultant) obsenyations:dn‘peftinent social factors (medium);

and o B

‘;-ELS—provided'sernice to contréctors, together with (our)

suggestions for strengthening it (low) . L o
IR ‘u“ ., . ] *
o t
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.3. Format

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

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

- )
- o ‘ﬁ
é. RemﬁrRS' L .

a. ~-G'iven that less than 107 of the'940 kms Of'targeied rbad§ ﬁaﬁe
: Been recoqétructed{ it is premature tomore than hint at pﬁrpose agd gsai
. §Ehie§ement;.'Clearly,.it is also ;mpossible for the project to reach itq
gafgéﬁ of.945~Em§'dn gime;

| b. "We ind;cate,above in the Exécqtive Summ;ry and belé?,«in.thg

bbﬁ; of the rcbortn that perhaps the outstanding project proSlem'yaé'in Adjust—
~1ing to cqntingeﬁgicé. As a c;n;equence, a great pregéuré has built up for

umfroiey. and for Qigorous action now to put Ehg project back on an agreed

o ow vhvough vhich realistic new targeté_can be reached.



- Baekground Rcading,and Planning

" ' METHODOLOGY

Four diecernihle stages comprised this evaluation activity:
- (1) background reading and plannlng, (2) data.callection; (3) analysis and

synthe51s, and (4) write-up and sﬁbmisqion.

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

- and 'generate the methodological framework and timetable. It ds given in

Figure 1.

Data Co]lection s . -

2, Orlentatlon meetings were held with ‘the Mission's Chief Englneer, .
his asoiqtant and other staff members upon arr1va1 in Haiti,

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

. sented ‘in the Introduction, o . -..

" 4. A series of specific tasks had been identifled in the Consultant
.Agreement. In order to answer the general questioun of Consultant performance,

. we sought to establish whether, how, and how well the various 1nputs were being

performed

e ?

1

' 1. iInformation was vathered by one or é combination of the following
methods: file searches, personal inberviews, and direct observation.

2. With all methods, obJectivity was carefully adhered to. Accepting

_.offers of personalized service or’ fraternizatlon by Group Seven personnel

with either'the Consultant or TPTC'staff was discouraged.
3. Documents in English and Ftench from the files of AIb/Haiti, TPTC,
or the Consultant firm vere examinéd These yere readily made available on
request. S . o v
) . . . .“! Y M . B}
. 4. Eighteen formal, moatly.priyate.'semi—structured 1nterv1ews were
held in the Port-au-Prince area with the 13 persohs listed in Table 1,  Inter-

views ranged in duration, from 15 minutes to 3 hours..

- ’ o . ' /
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.
.

" Planning/
. Literature Review

Data Callection: o

Technical Aspects

Managemenf-Aspects . o

Socilo-Econginic:Aspects -~

.“.-. ’f". P . -
’ Aﬂal?giS/Synthesis

" Report Writing and "’

-Submission - - . - -

March April - . .'“ A';« May ; .
28 - 4 11 18 25 L2 9. 16

Al
R
AR |
e
. e
. - — w——— — ——_._
, .
Draft
—_—— - — D e i

-

23 . 30



- TABLE 1

Partner, HANCO

i_f: INTERVIEWS -

Date Name Title Place Interviewers

4/10 Roger I:{,ilfort' Z’roéram Managar' TAM-S/"I‘P:IC Bldg. Fiks & Davidson

4/10 F. M. Rawson Téam Leader oo Fiks & ‘Davidson
" 4/16 R. Miot Field Epginéer ' . meoom " _Davidsoﬁ- '

4/16 ;: M. Marra Transport Engineer - " " " Davidson

4/17 R. Miot Field Engineer rooo " Davidson & Hodson

4/18 | ' F. M. Rawson Team'}eadér " " " Fiks, Davidson & Hodson

4/l§;: M. Marra - Transport Engineer w.oon" " Davidson & Hodson
:ﬁ/lq F. M. Rawson Team Leader "f " " Fiks, Davidson & koason

‘4/26:;_-ff§f}L;gqﬁd§ﬁ s SLELC Director SLELC Bldg. Davidson & Hodson
‘7§/Zb€ 1- U;f¢épalb6£' e Heavy Mechanic Advisor | TAMS/TPIC Eldg. Davidson

4/26" N. Ziegler - fiei& Engineér " tie " Davidsoh & -Hodson

4/23 R. Milfort " | Project Manager " u " Da@idéon'&.ﬂodson.
Caf26 “-¥. Richard BN " Budget Advisor " . " " Hodson '

&]25 . M. Luangkhot - Adm. Advisor . TPTC ‘Bldg. Hodson

5/2 : G. Jospritre Program Officer TPTC TPIC'Bldg. Hodson

'5/3° W. Rhoads - Program Officer AID AID Bldg. _ .. | Hodson

5/3 Vorbe & Fils - Owner . Vorbe & Fils Office | Davidson & Hodson

s/t . - |. Ing. A. E. Hyppolite Contractor's Office- Davidson & Hodson _
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; . "S5, Other less formal interviews and meetings were held- in the St, Raphael-
Pignon Barriere Barmmtareas 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 vere doublechecked for
accuracy later. “

. # . . .

7. With one or two exceptioné, 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. VWhere appropriate, each Consultant & TPTC respondent was asked about
+his area of 'work, 'his estimation of varlous aspects, of his own organization
and that of his countelparts. 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 therigor 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-
ever needed, our only non-French-speaking team member was accompanied by
another member of the team for translation.

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

Analysis and Svnthesis ' ’ .

1. Data,'impressions,'tentative conclusions, and potential recommenda-
tions were all discussed.and analyaed within the Group Seven team to get con-
- sensus and thus increase the reliability of our reported findings and
suggestions. o T o
, : . A A X
2, With the absence of quantitative data. no occasion for statistical
hypothesis testing arose, ;; e TR
. -y ]
. 3. We sought to verify all of our information before reporting it.

o . TR VRS P

VR



TABLE 3

'FIELD TRIPS

Date Observer Place Purpouse
: '. " . - e . ° N
12.April Fiks.- 'S St. Antoine Inspection
Davidson ' La Vallee . of Pilot
Convay Blockauss ‘| Project
Bainet -
“11 --14 Conway P-au~P, La Vallee Pilot Project -
g April : Ternier, Ridore. Higtory & Socio-
S Blockauss economic Effects
o 1 Interviews N
13- 14, Fiks Pignon, St. Raphael | Inspection of
April Davidson Dondon : .Construction
- Barriere Battant Projects
16 - 17 : Barriere Battant Socio~Economic
A~  April Darisme Dondon, St. Effects
’{ , Raphael Interviews
\ Pignon
V.
v : .
} 29 April Davidson L Inspection qf
L Hodsou Thomazeau. Contractor
L e Project
1|3 .




Write-Up and Submission

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

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

3. We sought to separate facts from interpretations. Accordingly,
wherever appropriate, the evaluatlpn results are presented under headings of

'Finding(s) and Commentary.

4, The report went threugh two typings in Haiti. The third was dome

+in Alexandrla, Virginia before submission of this final.

© U5 The Draft Flnal Report was delivered to USAJD/Haitl on May 10 1979.

6. - A meeting was held on May 14, 1979, in the USAID Mission Office to

'present the major findings and recommendations, and receive comments.



EVALUATION RESULTS

EXTERNAL FACTORS, -



oy o - Goil 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

¢

§upport, except from the U.S. Government.'
. f? . . *
The progect is in fact an entity during the period of the loan It is a

linited and self-liquidating arrangement combinlno TPTC personnel with locally—

~ hired employces ‘and U.S. technicians in a building<of its own. Hence,-the ques-

tion of support can be seen from three standpoints: that of the Government as

: _ , S . .
~ +a whole (external); that of the TPTC Departmeant in its relationship to the .

. prdject;'End.that of the TPTC presence within the'project.

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

authority de jures and althongh,tﬁe U.S. consultants take pains to respect

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

4ﬂbut iess in relations with TPTC‘proper, and none in the Government as a whole).-

© FINDINGS:' . R - o

A. External Support ' e

1. The GOVernment'took 1egislative'action to establish the Equipment

Leasang Service rather later than planned but in ample time to. receive delayed
imported equipment. Its legislatidn reorganizing the TPTC was both timely

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

. recommendations. Moreover, the ptésent Secret?ry 'of State for the TPTC is fully

committed to the reorganization and‘supports implementation of the law vigorously.

This major undertaking will provide ih the future for .8 sounder general frame
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of reference for the adminietratiom, €.8s s feederfroad'eonstruction. .And it
will_prepare for effective use of TPTC pro&ect pereonnel 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.oh rural. development and itdﬁrecent'promotion of the development planning
fuhction to the'department 1evei; indicate a policy environment compatihle.with
'the‘project goals., | . ‘

. .11 o .

2, ’With its.deeree raising the standard-road'a minimum of five’metere,
howevcr, the Government put itself sllghtly at variance with - the progect s four-
. meter standard, a departure with probable cost effect on the achievement of
project obieetlves.'

3. There is also potentdal'divergence'in'implementation policy if the

_project, through force of circumstances, abandons the use of private construc-

tion contractors while.the TPTC maximizes their use--as is the'reported,premise

h
-3

o

e

[}

n
-
D -
.

<y

<

Q

(i)

[it3

%3

-

[»]

5]

-of the Renrganizarion {and o

4. There is what might.he ehlled 1£¢k of support in the matter of GOH
,’vw(

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

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

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

tions of the budget in the anticipation that ?L480-III local currency genera-

‘tiong will cover. the gap,_: -;-i::" ' ".:
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B. Departmental Support ofithe'Project

Most of the igsues, 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

[

. B A % '
was no minor achievement, given th? possessiveness of bureaucracies.

2. On the other hand, it did not fulfill all eXpectations in:person-

nel assignments. The project had to hire from the m1rket some 10 professionals

and eight clerical and’ service employees whom TPTC could not supply. TPTC

-

nevertheless pays for them (or would be paying for them under fts 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 vere in place before or
timulfaneously with the arrival of the corresponding advisor. These 6 were
icong the'key'people, it must be said. .But of the 13 others, 4 came up to a

month late; 5 were 3-to~5 months late; and (contemplated or not), 4 were not
\ L
assigned at all--against the Consultant short-term advisors.

. )\ . - !
f Given that the, advisors were themselves at least 6 months late,

allowing ample lead time (against- the PP schedule), the 13 delay cases perhaps

indicate weak GOH commitment or backing for the activity—-bearing in mind the
* relative ease of making cross—town transfers as against international recruit-
) 1 ‘c"o ._' .

ment. And since the Consultant role was advispry, in principle, to a TPIC
project group . responsible for the’ prbject, the lad‘c of counterparts at the

" start required the advisor.s to step in and take the initiative~-a situation
' J‘ S . . '
l -

-that 'nppears to have endured.
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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. TPTC'provided an inexperienced supervising engineer to supet-

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 failen‘to the project by default;

~

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

finencing and transport.

Y
t ..6, The.broadef‘funding problen -~ GOH deposits to the project account
L

[ SRR ;

‘ a. often deldyed

t

b. in part (to the extent of $254 0090) diverted to the General

“{’“ min tive ccoount which the uun 1s eLpposed to fund from budget out-

isi{e the project over and above its,project contributions.
v : ' - ‘ . . ¢ :. N LN
P

7. TPTC has not given the impression of interest in the Pilot Project,

\.

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

. question, w1th1n the context of thq.feeder Roads PrOJect.
. * :..c ‘
1“ -

.
Y

8. TPIC delayed the transfer1of the Southern Brigade ftom the Cavaillon-

Barraderes section to project-approved work. In its effect. this means a GOH

< L
- h * . (‘



departJre from the originallyfagreed‘criteria‘for selection of roads for pro-
ject action. (The issue has now been resolve& by incorporating this section

:I.nto the program.)

9. Consultant performance.in the training task is criticized else-
[

where, the GOH 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-tralning. Vor has TPTIC initiated exchanges related to its own training

-activ1ty or sources.. *

-~

. ' 10. GOH support to the project.might well include planning for the

_post-project period. Three potential problems arise: (1) the reintegration
L _ . , . A . .

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

ransfer to TPYC of systems and methods developed by advisors and'counterparts.
“The project has become somewhat a distinct entity, intentionally or not."

'S>stems-~budget, accounting, contracting, and procurement--cannot be carried

b%ck to TPTC by individuals, but only under institutionel sponsorshipﬂ We are
un%ware of other than indirect TPTC plans (those associated with the Reorgani-

3 .
zaﬁion).to that effect. . : w'i

" » .

‘ N M ) A \ ., . - -
. . . L |

R DM
.
1

© C. ‘Support Within the Project o

I

TAMS and TPTC interv1ewees freely expressed their feelings and opin-
ions of each other, often with a gzoup, or we-they, outlook ‘This - is discon—

derting in a project premised on close cooperation. (Perhaps some of the

stronger v:lews ‘cah’be. discounted pfecisely because the relationship is so

- . . . . " ‘J
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. 1ntihate--in shared offices;'etc.é-and because-the evaluation gives occasion

to let off steam.) In any case, impdrtaht'questiods have been highlighted:

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

s
£ o

1ighting" and absenteeism. o

- Low pay may explain this in part. But with low péy; the differen-
.tial as against Consultant salaries capsed reeentment, especially wheﬁ advisore
proddcd the codnterparts for greater effort, tedious follow—up, more oanagerial
esponsibility,_etc In consequence, advisors felt the TPTC proJect attitude N
. was, "You get the money,.you do the donkey work." ‘
| Finally, among the generic problems, politics or "friends in high
places" was said to undermine discipline in the progect s chain of command.
2.‘ Irrespective of sdch attitudes, TPTC did.not seem to bring out;‘
'fstanding 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. eff1c1ently, 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 use helptpl superV1sory tactics such as praise where
-due and site visits. Such views are.shared even by.some TPTC people.
5; TPTC has been associated with poor administrative . handling of cur-
rent tasks at the project headouo:ters 1evel.} Production of an organization
chart--a symbolic as well as practidal instrument-qlagged for ueeks. Field

* requisitions for materials and supplies vere or are.processed at leisure, etc.

. (see Appendix) o . '/
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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 nechanics, for example=--have

. generally been cordial and’supportiye,'each'allowing for the other's weak-

‘ i .
nesses and trying to bring out his’strengths.

COMMENTARY: | S
GOH support uithin the project suffers from some problems of largeruscope
than the progectitself, that are 1nsoluble in the progect context.'
. It also suffers from problems that could be solved with greater dedication
. and leadership—-managers setting'the standard of regular hours, forlexample.
Nerves arelon‘euge on both sides due to shortfall in'the project's physical

output This agoravates other problems and complicates collaboration.' The

result in terms of productivity 1s an unsatisfactory situation at the present

At the uepartmental level, supportithat has been of mixeq.to poor quality

|
|
i
)

? .
L
H ving as the Reorganizatisn is put inte

“on

-?ffect Not on]y can it 1mprove services on which the project depends, it can

'also help. gradually to reintegrate the pr03ect function into regular depart—

?
3

mental operat10ns~—which is the ultimate purpose of the project.

At the national level, support has been generally good-~except in the

matter of prompt funding.

e

L) "o . 4 ¢ .
< v - .
. v . ' .
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Tenability of Assumptions

"+ The Project Paper's Logical Framework lists nine assunptions on which we
" comment briefly}
A, Assunptions for Achieving:Goals'

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

2. Prices continue to be favorable for small-farm producersv
3. The availability of rural labor is approximately what it‘pas 3 years .
,ago. '-:, , : : ) S

e In'the matter.of whether the "GOH pursues a consistent aéricuitural
development strategy," we are inclined to regard the‘COH's position with respect
- to agricultur al deve]opment as a policy, with a broad plan, rather than a
: stratevy We know of no major inconsistencies in that policy——whatever its
xeffects may be——and we consider it to. be compatible with the project's rural

goals.'

-
.

" B. Adsumptions for Achieving:Purpose

1. AID and other Complementarv programs designed to increase agricul-
_ tural productivity are not on schedule. We ﬁave not appraised the delays be-
cause the Feeder Road PrOJect is itself s0 far behind (achievement of "purpose"

country-w1de is well in the future) ' 'f
‘u“ ’ :

2. ' Internal taxes on movement of goods “have not been reinstated.

RN
i
i
Tt ot e Sy .
L ‘y LIS | ’

'....\‘ ) i Lo ) T a 9. .
3. Truck and bus fleets may have increased to some extent where they

. travél completed roads, but we have fio reliable figurea. ‘We are certain, however,

that the number of tripa made by these vohiclea per woek has 1ncroaoed. v
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4. Road maintenance under SEPRRN.was ;ate#'tather'inéffective 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.

. _7'< . )
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

" early June, 1979.

c. _Assdmptidns for Achieving Output

i. -(See below.)

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

"duriné thé project period scarcely affected the project{

We‘discuss here at greater length Output Assumption i#1, the impor-

tant matter of TPTIC Reorganizétion_(Théfﬁerger.recommendation assﬁmption),

!

which is proving valid. RS O

Legislation providing.for the Reorganization was enacted.and TPTC

is implementing the law with "all déliberafe_sbeed," with technical assistance

0
LN

from a former Consultant advisor.ig_'
Actlve preparations fqr the Reorganization began in early 1978,

the organic law was passed July l&“'1978, and dmplementation began immediately,
accelerating in January, 1979 Thq new sYsteu:can scarcely be in place for
qnocher 2 years: that is,about che tine th; p;ojéét’ends. Hence, the major

' Reorganization's impact on'feeder-road addiniéqrgcion wi;llbe felﬁ not by the

. - .’ ') .
P .
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separate project but later by’ the TPTC ln its.reghlar oneratlon. It should also
facilicate the return to- TPTC in uscful positions, of temporarily-seconded
- personnel to the project. ‘

Wifhout.havlng examingd tné Reorganlzétion in depth, we.nre favor- .
ably.imp;essed and tnink it han séne prosnect'of bécoming a model of its.kind.
Analysis of the Reorganization per se is not nnr nurpose'ner;, nowever, and we

'_qonclude with méntlon of those aspects that bear on‘AFR openations; current and
: future: .

L 3

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 case in point is the introduction of a'prestigioué high-level

““prégranmdng unit-~as staff to, and exercising the authority of the Secretary

kf State. This will make possib]e the better use of technical and organizational
%esou1ces as it is likely to improve planning and scheduling of operations and
npordlnac1on among services, to ellminatz gonrllcts and overlaps among various

b , . .
Pians and to increase the service the'several -services render to each other

(including the project in its present form). °

v
oY
.

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

.position and unit definitions. Ihere will be‘ rationalizing effect on the

‘units and the Department overall, . . - o ' ot

..

L Y ] .
. .
v, . .o . L

MU Y . . ' . .
A LI PR ‘. o, . . L. *
. . Kl
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‘4, Decentralization of'opetational authority and responsibiiity to
the nine TPTC regional offices is an important goal of the plan. Dispersed
“as.tbey are, feeder-road works and the project are likely to benefit.

"5, The services undergoupg priority reorganization are the ones that'
'have much to do with AFR plans and works.

a. Programming Unit :
- " b, Autonomous Transport Service
. ¢. Construction and Supervision Service.

-d. Organization and Wethods
o B, - Admlnistrdtion and Accounting

\ o

6. The Secretary, Ing. St. Come;'personally encourages both the Re-
’organization and the Feeder Road Program--an -auspicious combination.

Assumptions not stated in the Progect Paper ‘that we nevertheless draw
attention to include
1. That the GOH ano TPTC genuinely desire to increase their capacity

to plan, orgénize and execute feedér-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 theVReorganiqation, the prospeot of that brightens.

o .',,.'

2. ‘That the Project Papef‘s schedule was soundly conceived and would

prove ‘reliable: No. Especially in the time allowec for offshore procurement,

“ M . -
and in other respects, the schedule did not pﬁove useful
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-

3. That private Haitian contractors would want to expand their

buéiness in rural road construction. So far, his has not been the case or,
-rather, such an intent has not surfaced in prOJect dealings to date. More-

over, the TPTC Reorganlzatlon tenet that it should Jleave the main bulk of
: . ( .
_rural and other road constructiqn to contractors in the future has 1n-mind

foreign contractors, particularly.- This aSSumptién, cruéial.to.the Haitians,

.has yet to be established as true or not. And‘it is an important task of the
l
aproject 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 foxmula of terms and conditions

that~would bring Haitian contractors_into the picture competltlvely).

’
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Project Design
. . ‘ - . ] o
(For the purpose of this evaluation, we view the L
- project design, as conceptualized in the PP, as
‘an input of fundamental importance to the total
picture.) .

. " .‘
.FINDINGS: P

1. 'WHfle we consider the stated goal of improved rural standard of living
"and societal integration as apt and cogent, we question several elemedﬁs of the

'deéign on technical grounds as well as logical and,psyphdlogica} ones.

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

a

the PP are too low (e.g., no new drainage, S5cm surfaces); some othérs are too

high (e.g.{,;he.spécification'ofﬁcrushed rock surface').

N .
- . .
¢ .

j 3. In greatef detaii,'"ail‘weéther service" means a road that is service~
-able undep‘all weather conditions. It must support the design loads without
intgrruption. Strictly spedking, this-%buld apply to'stream crbséings as well )
'aé to the road surfaée; To p10v1ué sucn servxce, the PP envisious an average R

‘width of 4 meters (6 meters for the 12% with,heavier traffic) and improvements

e

not exceedlng the folJowing restoratlve taekq
~~Repair of base and subbase failures (removzl of unsuitable base/
. subbase, placement of selected material). (Note: There is no
peneral provision for providing a base throughout, but onlv where
failures have occurred.);; -
e

-~Repair of slopes; LR . ,ﬁ

. .—-Repair of damaged drainage structures.g (Note' There are no pro-'"'
toe visiohs made for the installation of additional drainage. onlx

correcting existingﬁdrainage;

;oo ‘o
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--Restoration of lateral ditches; .

--Repair of surface failures and placement of Scm (average) layer of
crushed rock surfacing. (Note: Stabilized run-of-bank or aggregate-
soil mixes are not mentioned) ; :

‘--Wldenina of the traveled ‘way, in some sections where limited sight

 distances or traffic con;ideratlong make. this mandatory (turn—outs),

--Clearlng of ditches and embankments.

N M [

In our vleﬁ, a fundamental, logical weakness of the design as con-

. ceived in the PP, is that it attempts to achileve too many objectives simulta-—

4
1

|

tobjectives are:

3

neously,,thu" dlssipating the available pool of tlme, nhysical resources,uand

‘human‘will and energy oyer too wide a field. ‘The maJor of these divelse

a, An improved- land tranoportatlon network in agrlcultural areas;
b. Institution bullding of TI'TC; . .

c.  Capability augmentation of private contractors;

d. Controlled experimental research results; and

e. 'Increased rural employment on road work.

Respectively, these concerns are: physical. organizational, entrepre—

ne rial; investigative and labor—economlo: Thev cannot all be served, much

Sy ~
v

le%e maximized, sinultaneously. Indeed, some of the tactics used to accomplish

one\objcctive deter the'achieving'of others, FOr example, there are numerous

logical conflicts between objectives.(a) and (e) above' (b). and (c); and, (d)

vs. all the rest.. o o
.5:

cicy of IPTC) at the Sub—Putpose level,.. T,

l

,a‘ ““ . § I ; . . ' . . )
Smaller undesirable design features arz ‘ e o

a. The-:epetition ‘of Output #4 (that 1s. improved 1nat1tntional'capnfh

Ve
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b. Internal inconsistencies in various design docnments, 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
C"Mid~ Project Audit"'

to
&(

c. Similarly the Project Execution Schedule shows five- evaluations

(from 77 t0‘81) whereas the PERT chart has three (78 79 80)

\ o
" 6. The logic and tenability of design assumption; have already been dealt
with in an earlier section of this report.

7. We found no good reason for the PP to divide 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.

b
\
-
{
i
\
l.

However, the "log—frame clearly makes the physical result—-940 km of all-weather
\dedo*-LhL principal interme

{ate objectyve (Ypurpose) Increasing TPTC and
private contractor capability is listed as secondary.

Yet, an informal poll of
five members of the Mission Feeder Roads Committee resu;ted in 4~to-1 for the

institutional capacitation objective as grimarz.

a. The Consultant, too, when asked what the grincigal objective is,
opts for institutional improvement

Presumhbly, these responses were forth-
d
tight and genuine and werz not prompted by the dismal progresa toward the

reg o . e . _.'g
- 940 kmobjective.f S oo '

.
¥
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COMMENTARY :
'Concerning the-technical points:
A. The Cons ultant staff of the project understandably finds itself in

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

‘nt

?
provide "all weather service" while, on the othe:, the standards it proposes

would not, in their opinion, provide that level of service They perceiveithat
'~the improvements as described in the PP are more in the nature of “maintenance
jupgradiné".than reconstruction and improvement and that, if followed,. they would
_1result in waahed-out roads which would bring critlcism and ridicule on both the

noads and their planners and bu11ders.

.x “. . B. The thickness of surfacing required to provide "all weather service

is a function of the type ‘of base and- subgrade and rhe kind of traffic, but its

.1‘asting qualities are strongly affected by displacement by vehicle tires and by
&he amount and intensity of rain. Determining the exact amount needed is based
%n empirical formulae,,the values for which are determined by sophisticated

procedurcs too involved to sttlfj in t1 prese“t type of censtruction. Experi~
{

_ence ahd good judgment must therefore be subsﬁituted The "Guidelines for Roadway
! (

Base and Surfacing Courses" attempts to piovide guidance and in doing so speci-

fies a surface-base combined thickness far greater than the Scm average noted in
o ) " } ' .
the Project Baper. This, of coursg, adds considerable cost to the construction

.
¢ 0

' beyond the original estimates. ..&"»

oo
oo ¥

]
i
, {

C. ' The concern expressed by thé field enginuers, the project director and

the Conaultant staff that building any less thicknesa would soon result in

' 4
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inpassable 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 deficiencies which could be expected with
“ such standardé. . '

r(

. . f . . ! .
D. It is Group Seven's opinion that in some respects the standards pro-

poeed in the PP.to achieve the stated objective ate unrealiatically low and
‘tharefore that totai costs may have been underestimated. The requirement to
'brovide ‘all weather service implies higher standarde with :ommensurate.costs.
Such higher standards are justified because underestimating thickness require-
ments with tesultant local failures will reflect advetsely on the:prqject and

Anterrupt what is conceived of as an "interruption-free' level of service. On
T -~ 4 _ . !
1

‘the~other hand, calling for “crushed rock" is.unnecessafy and too costly.

E. With regard to drainage, it is not enough to repair existing structures.
'kfroad which ignores the need'for'adequate drainage is doomed to early failure.

1f errors in judgment are to be committed in drainage, they should be committed

oh the conservative side. Once a washout 'occurs, a road nollonger provides
13 . .

b3 . . . .
"%11 weather service." T

Concerning the Logical'Points:;'

F. Unless and only unless Gou is fully committed to ‘the project and unless

the right counterpart staff are a%bigned to i? the stated short-range objective

(output) of "improved TPTC institutiona1 capability" 1s incompatible with the

atated intermediate range objective zpurpose) of "imptoved land transportation

netgorﬁ." ) L ' f} P



. G;. 1f GbH is 1ess‘than.fullf ego—iﬁvo;ﬁed, g;éif ﬁnséﬁ}sfactoty‘¢ounﬁg;-‘H‘ 
.part staff are ;ssigned to uu;project, it.putsbthe Conéultant (TAMS) in a "no;;
uin"'éitpatibn. They EégéQE achieve both objectives: instituiion building ggg ;
direct .services on.road reconstruction/imprdvemen;.

¢

Regarding the Psychological Points: K

H. We submit that the'lack'of a clear sénse of direction is not.liﬁited

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

efforts,. but can also be seen in the AID design documénts themsgelves' as weli

as in the Mission.

"1, If, as the Consultants state, their Haitian counterparts ao_not.really

need éqy technical éngingering help, but rather lack management skills, and if -

the pr{mary objective is indeed to be institution buflding, then the ‘type of

‘”engineering advisory'services furnished have been largely inappropriate, in

‘cur view.
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Technical‘Consulting Services

1. A contract between the Consultant Firm and GOH was signed .
Harch 18 1917 Under its terms, the Consultants are to provide services to

. the Govcrnment relating to the imp:ovement of the. management, design, and con=-
. ! '

struction of the Teeder Road Program and establish training programs for the

training of Government personnel.

o 2. The Consultant Firm's Proposal, on the basis of which the Contract
* ' s . L 2 : .

was presumably awarded mentions:

.-—preponderant experience in the U.S., , largely in dlrect construc-
tion of airports, tunnels and subways, .

-~little background in development téchnical assistance work;
——familiarity with labor-intensive consttuction approaches; and

" ——two proposed training experts.

3. To Supply these services, 12 long-term and 3 short—term staff were

to be furnisked as shown in Table &, Adaitional specialized short—term assist—'

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

I
“«

n M .
. ' |

4_.7 The Team Leader arrived‘in Haiti in May, 1977.' June 1, 1977, was
the official starting date for the consultant services. Six other members

" awrived during May and June. Othets ‘followed subsequently. The arrival schedule

‘." .

corresponds roughly with the "Estimated Work S;hedule“ shown in the Consultant

~ agreement. Two heavy equipment mechanicﬁadvisors were furnished to help in
‘

maintenance of equipment. One arrived in June. 19727 and is still in Haiti. The
. 4



. f Lo : ~ TABLE 4. 'PROJECT PERSONNEL ASSIGNMENTS

) L TAMS (in order of afrivél) . - B . TPIC
v | mie | serived | e pepartiee | et | Comeerpare Aesigned
Time
- |F. W.:#avson Sr:fransp Engr May 77 48 { present .' 24 (to date}. g: giigﬁiﬁ g§§e7g7

) W. Richard . Budget Advisor . May 77 . 20 . present | 24 (to date) A. Rosemond JAug 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 Enéi o -June 77 30 Dec 77 6:5 mo (R) E. Perpignand|May 77
J. Capalbo _:;', H. Mechanic - June 77 | 24 ° | Present .23 (to date) L. Magloire Juiy 77
P. Bartisrt: / |-Ledsing Spec’ | --Jume 77 | . 12 | Jume 78 | 12 B Ligonde  |May 77
&: A Pottér’ | Socio Anthropo - July 77| 9. [ Nov 78 - |17 - |-
W. Preece. Equip Spec ' B Y 3uly 77 20 Jan 79 | 18 (R) E W. Clement Aug 7i
J. Beréigr: ' Account Spgg July 77° 7 . Feb- 78 19 K. Gauthier |Nov 77 -

-|T. Forbes (IDY)| Agronomist ~  |. July 77 s~ | July 77 | 0.5 (®) | H. Louis- |
S .;‘ . ) . 1 A - N . - N Jeune - (Aug 77
R.. Miof’ Field Engr July 77| = 24 | Presemt | 21 (to date) | S. Duplan  |July-77 " °

‘ H..Tolme : H. Mechanic Jﬁly 77 i2 “ | Mar 79 20 | ‘ | J. Lanose Julf 77
K. Roberta Agro Economist Sept 77 . N.sS. Oct 77 - 2 . : -_ . B —
B. Grigsby(TDY)| Agronomist Sept 77 ~— . | Oct 7? ‘ 1:5 1 (H. Louis S ’

I ' : B I . o Jeune) | -— R B

X. LeBoufgeois Transp Econ Nov 77 19 .Apr.78 - 5.5 (R) . ' - . -
A. D. Genna;o Field Engr June 78 24% Preseﬁt 11 (;p_@ate) (M. Michel) :
M. Hétra Transp Engr June 78 30* Present - .lOl(to déte) (E. Perpignand) -
N. Ziegler Field Entr June 78 | 24%% | Present | 10 (to date) | S. Duplan  |Nov 78 8

J. St Louis Nov 78

B N.S. = Not specified -
~ R. = Resigned .

* = replacement
. ®* = addition
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other arriveq in July, 1977 and,neparted the end of March, ‘1979, follouing an
apparent extension of his tour by 8 months. Neitner of the training special-

.dsts mentioned in the Proposal'ever arrived. _ ' oo

“
'

. 5. To date, there have béen five resignatiéns of consultant staff
*prior to completiné their terms. Reasons given vary, but'they-dre generally
associated with personality problems or working conditions. Staff repiacements

- ‘were made without undue delay.

6: Seven consultant staff members are now present in haiti Except
for the Senior Tranaportatlon Engineer, the. terms of the others are due to
'expire on or about the end of the current fiscal year.

‘ Is the Feeder Road Consultant Firm provzdzng the -services caZZed fbr in thetﬂ
Scope of ¥erk and, 1f so, haw effectively?

" A A551stant to TPTC Management Including assistance in plannlng and

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

X

well 2s to advise and assist TPTC Management' glative to actions and procedures

Ln

for_insuring the timely implementation of all'‘elements of the program.

.
4

FINDINGS:

V.
s

'1\ The Consultant 5 fileS‘and records indicate a flow of communica-

" tions in this regard, including weekly staff meetings with the TPTC topr staff

counterparts of the program. Thera are also references to meetings with other

TPIC officials usually in company with the Project Nnnager.
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* ¢ 2, The Consultant désignated the Administrative Adrisor to act as
Consultant to the TPTC ad hoc committee which was éstablished to evaluate and
implement the reorganization of TPTC. The necessary legislation'has been

' enacted. The reorganization is in process and .is gradually being implemented.

S .
? . . . .
3, The Administrative Advisor's term of employment with the Consult-

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

B. Asqi tance in Plannino and Dewiign

-

FINﬁINGS:
| i. Genoral assistance has been provided.to tﬁe TPfC project personnel'
in tne-planning and design for.brigade ond contracton construction. This assis~
‘tancc has more often been required in encouraging initiotive and bringing
.together the~rorious functions necessary to éssemble a complete set of contract
.documents rather than in providing deoign expertise, i.e., plans, specifications,

special previsions, contract estimate, biddiné proposal, etc.

r - -~
4

.
L - !

2. Weaknesses were more‘evident'in'the anticipation of the various .
'requirements than in performing the technical tasks. 1t should be mentioned

that very. little 1eadership was apparently provided in this area even though

I

the responsible counterpart was adequately qualified technically. It is said

,‘n'c_' ‘

~ that continued absence often made’ it necessary that the advisqr assume direct
supexvision in qrder to provide needed direction. 1y

Standard designs have been ueveloped which are slated to becoue

 a basis for future-construction. I A i
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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 in;mind that. as of this date, no complété'projeCt
t . .

has been designed'for brigade construction and only one bfoject_has been awarded

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

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

ey o -
.

by TPTC. : . : et

has been prepared for contract construction 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 éxperienced previously

“~
\
M

*
]
s,

»
o

" of the three Field Engineer Advisors

2, The Consultant‘assislpd“and advised on matters pertaining ‘to the

Sne project awarded to the Cpntraétd? to date. This is illustrated by the fact

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

'projeht was modified and then read@hﬁtised.
' . ‘.;0‘“0..‘ ot
LI . ‘
R R
3. Aspistaﬁce in.Constrdébion-ﬂnpﬁéemeﬁt.is evidenced by the presence
he, . [ ', . . . . . .

ip the .ficld with the brigades and the
. A . )
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.Contractor and by the various records being maintained for the’'control and

measufgmgnt of quantities and costs.

D, Assistance in Economic Studies and Eidlhétion

.y’., .

FINDING:
TR There has been no development of ‘procedures to date on this task.

'E;‘ Impieﬁentation of Labor Intensive Pilot Project

" FINDINGS:
1. Neither Consultant Tcam Leader nor any of his staff had had any:
‘prior experience with labor intensive'cbnstruction.mefhods (contrary to the

“claims in the Proposal).

2. The Consultant -nevertheless assisted in the organization and opera-
- ' st ) .
tion of a labor intensive pilot project, A report consisting of five volumes

.has Dbeen ptepared and furnished in draft form. While the draft report provides ,

sdme information which is uéeful, it’failé to provide any explicit comparison
' between different mixes of 1hbor~éqﬁipment construction techniques. We concur

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

‘ task did not yield the intended iaféqmation. ]
' . . L X )
. LN o
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* . F. Assistance in Déveloging an Eguipment Leasing Service
FINDING:
The Consultant does not appear to have been of appreciable assis-

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

7';'

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

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

" 6. Assistance in Cost Analysis, hudgeting, Adcounting Svstems, etc.

FINDING:

4

Discussions with the Budget Advisor indicate the considerable

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

" wvide summary information on expenditures, budget and current status. Included

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

H. Agsistance in Eﬁuipmbnt Procurement and Maintenance

-’ ]
»

FINDINGS : e . . -

" 1. The mechanic advisorsf arrival preceded by almost- a year the
arrival of the, IFB i1 equiphent. ﬁTﬁéy are thought to have contributed heavily to

keeping the.old equipment operational.,
. "-}'.'“" . .
' T .~ . . 11 . .
2. The remaining mechanic' advisor akternates weekly between the two

brigades. - It:4s.xeported‘éhat thé'Tﬁic'ghief mecﬁ#nics are technically capable,

sut require active support from the Gonsultant to be effective.
- 4 . *
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. K ;Management Information Systém

FINDING:
No formal system has been established apart from the various. individual

reports. . < . -

J. Detailed Work Program

[}

FINDING: .
.A detailed work program entitled "Inception Report" (undated5 has teen

prepaled by the ConsulLant This report consists of 55 pages and 8 annexes.

-

It covcrs the Scope of Work, work: program scheduling, organization, staffing,

'etc.,:for the verious aspects of the project.- It is included in the Appendix

' for reference.

SRS

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

in the Consulting Agreement, we rate’ the:extent of compliance as follows:

~

K " Extent of Compliance

Full/ Adequate/ Inadequate/
Task T "' Complete Partial Minimal

Assistance to TPTC Management . n ; X
Assistance in Planning & Design "* ™ o X
Assistance in Contract %anagement b ) -: . o X
Assistance in Economic Studies & Evaluation : X
Implementation of Labor Intensive Rilot Project . X
‘Assistance with Construction Hanagement X '
Assistance in Developing an Equipment Leasing, - ’ _

Service Vo ' BT R X
Assistance in Cost Analvsis & Budgeting o . ] ' X
Assistance in Accounting System ° ' : X
Assistance in Equipment Procurement & Maintenanca X
Management Information System’. - . o ' - X
Detailed Work Plan e e X ; -

TOTALS: | —— 2 5 — 3
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Assigning weights of 10, 5;7, and Zl/ for full, adequate, and inadequate

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

_ becomes 497 (where 100% = "perfect" and 68% = "adequate").

COMMENTARY: . o
A. Consultant has had to operate under difficult conditfons‘on a project
whose design characteristics are, in part, queétionabie. Consultaﬁt éervices

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

atter fact is proba y related in some measure e former.
latter fact is probably related i * to the f

.

' thg'program to be fu
' A}

B. In retrospect, it aﬁpears that some of the team arrived . too early in
| “arrived late).

lly effective (while in térmb of the Project schedule, they

C. To date, five members have resigned before completing their assign-

B
'x
|

i——

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

.sonnel selection, orientation, and’ incentivization methods.

~

.-

P S

D. With but few exceptions;:gonsultant‘gtéff and couhterpart staff appear

to have enjo&ed d satisfactory working relationship. Corréctions were made when
required.

.
1]
.

¢ ]
t.l :

’)

]

1}

¢ . - .

1/ Averagesof vaiues 1ﬁdepende6;1; a;s{gﬁed to categories by three senior ,

., ,members of the Evaluation Team. All tasks are weighted equally here. As
-4n all rating scores, there is some "error of measurement" involved, so

.~ that the "true" score (which is
" higher or lower.

;indeterminate) might well be a few points
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"' E. :frequent top staff meetings'(alnost weeklyj have been held between the
two staffs (see Appendix)., Soneicontacts are madé almost daily. Headquarters
starfs are.housed in thelsame building, making contact easy. Consultant field.
'oersonnel generally stay in the field and operate in close eoordination with
’ their'connterparts. ' '%* S
F. Tﬁe advisors feel tnat most c0unterpatts are technieally qUalifieo for
" their assignments but lack the necessary managerial and organiZational'skills
.ano the initiative to cbntinne at the desired pace without continued assistance.

~.A_stated exception is SLELC.

" G. Language has not been a difficulty.  TFive of the present seben consult-

ant team members do speak adequate French some fluently

* H. The Consultant's former "resident manager" was redesignated "project
anager" cffective January 1, 1979, ‘Formerly, the project managership was in

New YOlk ' ) ol T

.
-~

G7 learned of this ‘too late to take into account in our _separate topic’
_analyses. We mention it now, even without having examined its effects and impli-
cations, because we think it potentially significant in the matter of sound

'management and optimal project reorganization.

We would say,in general; that-it is a mistake to retain at a company's

' ,l“-

U S. hcadquarters the authority to. manage an dverseas technical assistance pro-

ject such as this. The practice may.come from engineering-project execution
' - %,

. contrncts--which however, ought not be confused: with bilateral collaboration



in institution building in which the instruments ara.the advisory and training
services we are evaluating.
While unfortunafqu this error was rot cdrrectea‘earliet, there may

- 'gtill be time for Ehg new arrangement to prove its value,
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Requirements and Expectations

l. The Loan Agrecment (p. 10) reads, "The Borrower shall cause to be

v

provided qualified and experienceq management, for the Project, and it shall cause

‘to be trained .such staff as may be appropriate for carrying (it) out..." '

2, “The same responsibility is mentioned in the GOH Consultant.Agree—
‘ment under Duties, p. 2: " "The Consulting Enonneers shall (provide) ennineering
' (sic) serViccs 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, train-
"ing is mentioned only in the case of economié¢ studies and evaluation. On the
other hand and with respect to "all tasks," they (the tasks) are to be imple~

mented "in a timely manner" and, at the ,same time, implementatiorlis to"maximize .’

- ~

the training of local personnel."

4. In view of uncertain project performance in the matter of training,
- 1t is important to keep the formulation of these expectations or requirements

in mind, along with the following: . -

R "“c

i a. One of, four outputs scneduled in the Logical Framework of the PP is
that "Institutional capacity of TPTC to plnn, orgonize and execute. feeder road
L

programs (is to be) 1mproved." Thia indirect reference to tuining is supple-

mented by a Project Execution Schedule in which 5 of the 41 items call directly
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for fraining, ﬁsing.tha; word (ELS'and'ﬁudget—aécounfingg Cbgsfruction Serviée.-
iPTC field staffs, and equipment operﬁtors-and mechénics), Moreover the proj-

ect agrgément‘has $56,000 set aside foritraiﬁing overseas. And, finally, in
its project summary on p. 2, the Preject Paper says that in the process of pro-~

.viding_all weather access roads, "néjor improveﬁents in TPTC and local pfivate

congfactor gapabilitieé are expected."” (Emphasis Added)

b. Thus, while in "all tasks," fuzzy wording gives trainiﬁg equal
-importance to physxcal work, the training function is not defined in any of the
documents that obligate and gu1de theparties. No actlvity designs, spec1£1ca-
'tions, output targetu, rugoeqtions or Specific expectation are thbg found.
iﬂCompare this w1th the rich detail of guidance for the physical gogl whichfocbu-
: pie§ nearl& all of the 250 pages of text, charts,'tables; statistics,.eté. ofn
the documents cited.) The passive voice used abbve to‘indicate ﬁhe achievemen;
véf training ("...major improveﬁents in ;apabilitiesyare expected") is also
.iﬁdicative. | .

C. Thé explgnatiqn of the'qonfusion between ends and mé;ns, in

training., lies auoarenrlb in the maaﬁivg lgocely attached to the term "techmical

-

assistancé." Training, it implies, is more or less a by—broduct of technical
assistance. Indeed, in a pinch, the terms can be used synonymously. And we are
left (and we suspect the Consultangvygﬁ left) w@th an open choice to believe
either that whatever the technical Aébistants dfd‘would be thoroughly, continuously

and exclusively training, or, that ndné of their work nced be training per se.
. . I-I' LI § . ' -
= . S V.
d. Once having won thé award, Consultant calls attention
. . K i [ .
."-‘ .., P T . . ) \

‘.
. ¢ Y v, Vo ¢ . ’
R ' PR W " P 4 "’..-.. A '." , V.
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to. the firm's_"eXtensive‘experience in establishihg and.condncting training
programs...overseas...as well as in New ?ork." (p. 54 of a 55-page Inception
Report, ca. October,_1977) He goes on to pronose:‘ |
(i). On-the-job training. with two "phases" (one, the daily
: working association of advisors with counterparts;lthe‘otherﬂ "review and
analysis of considerations leading to major study.decisions'or conclusions"
. for vhatever that may mean); |

fii) to "organize shgrt'courses on cpecialized‘oubjects";

-
.

. (ii1) 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 hopcd that as the spccific result of these

‘ efforts, TPTC s "developed capabilities would take over (full pro;ect) re-
\ ' .

sponsiblllty,' and the firm could then "phase out."

In short, the Consultant responds to the generalities of its contrac-

ual mandate with fairly specific work proposals. It also reserves a gection

K
X
b

of its monthly report for training (which ds reported regularly, to be proceed-

t

ing very well). ' Lo

'

FINDINGS: ' T L

'

Since training was said to tmuaplace as.a function of all technical
assistance work in the advisor-couhterpart relntionship, ye attempted .to classify
the relationship in different actiyitieq according to the degree of conscious or

explicit trnining thnt went into it ladmittedly a subjective, but perhaps also

a auggestive exercise) .The scale of more—to-less explicit il l-to-35, with 1

. meaning nost ggplicit.ands meaning none at 111. (The ratings have nothing

‘whatavar to do with tha aualitv of tha nnhml-mhn.g Aeaal® Y . .l
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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 oeculiar to this project and itlie different from the TPTC system,
Excepting to the degree that basic'concepts were conveyed (which has not been a

prime obJective of this trainlng, we infer), individual counterparts returning

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

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

small part in project'menagement and control.)_ Rating: 2.

.2.' Adminietration: (Administration, not ineluding TPTC reorganizetion
in which the Consultant had no training function, but .did have an-important tech~
ﬁnicar eseistance 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 training in administretion in any general sense wds touched on
only briefly. Rating:' 3. " itf: .«

]
- .

3. Surveying and besigniné: lhe deéign and survey documents and
vmaterials can pe_used as trdiningzmgterials, in this case, nnd the drafting
room experience is not so different from claseroom experience. Included here
is training in the task of appraiging ouLsidecdesigns. In the interest of
trnining, we were told (and clearlv Eor other.reasonq, too) the design activ-

ity has: been extended beyond the present need for'designs (as ‘eyeballing"

giing acceptance). Rating: 2.
. . - ‘ . ./



47

4, Contracting: Locuments and methods used in prequalification pro-

cedures, standard and particular contract conditions, specifications,'end bid ’
evaluation, have lent themselves to fairly systematic instruction in this topic.

Rating: 2.

.
b
!

~ 5, Mechanics and Maintenance: A good shoulderrhy}shoulder relation—‘
ship exists in this function. And here, as anywhere, the‘journeyman learns from )
_ the master. But only a modicum of training took place in the sense associated

+with diagrams, drawings, sectioned machine parts and other training materials.,

.~ )

Rating: 4. - o ' .
1 6. Field Engineer Supervision of Construction: A close relationship
‘ex1stcd here too. Experienced Consultant engineers took what time they could

\from construction operations to.instruct their counterparts who were already
rrained technically, but lacked field "savvy But the difficulcy of'training

during a hard day's work, that is, of drawing out the general lesson from the

aéd ingtruction, is known to anyone who has actually tried that. dual exercise.

] ' v

Rdting:' 3. : L

I
R
s

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

lacking in the project, in the view of both Consultant and TPTC observers, it

18 the least teachable in a counterpart relationship in which the executive

already responsible for management is the student. Recognizing.that, the Con=

lultont necessarily but unsuccessfully falls back on the "by example" npproach. ’

"along with polite prodding and occnsional exhortation. Rnting. 3.
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8. Whatever the 1ea:ning fall-out of such ;elationShips, they cannot -
beiclassified as training. There has, for example, been no attempt to measure
or even rate the magnitude of the fall—obt (sneh as'wouldibe standard in any
more explicit'training programs) .

9.. The.project offersltwp instances of ttaining:ae such, involving
courses and the'prnctical demonstration of principlee. ﬁeither ot'theee in-

:voived the counternart reiationship: in one case, the trainers are Haitians

. (not AneriEang); in the other case, the trainees are'workers (ether than.

-~

counterparts). . - ' c

a. Equipment Leaeinq Service: .Equipment operators are éiven*
nractical training two or tnfee times a week'by‘tne Chief Operator at the
installation-—for a week or more, varying w1th the trainee and the type of
.equipment coneerned. Some 22 operators have benefitted. Mechanics, as well,"
?eceine infofmai, but explicit, training nt the ﬁLS site. In addition, four

1
H

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

By Octoher, 1079, the FL

[ g I

ompany “carby. directcr expects to aunment his
3

- N

~

iQ-house training capacity with auaio—visual materials. The Consultant has

not been involved in this program - (The rating in this program would be (1)

by definition.) A .'l@‘.

! b. Labor Intensive Light Brinadc Supervisors. Ten workers and

supervisors ‘of the Pilot Project reccived training in 1978 during the halt
‘between the end of the project and the start df light brigade WOrk. (They are
called "superintendents";on the projqct.‘ They earn '$150/month, ranking at the
third field echelon, under the'field:engineer'an& thelgeneral'superinten?ent,

and over foremen and subforemen.)
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‘There were 3 days of classroom wcrh: in Port-au—Prince, con-
sisting of guided reading and explication by the TPTC field engineer of the
Consultant's "Training Manual for Supervisors'end'Foremen.of Labor Intensive
Construction and Mnintenance' (prepared in New York)

These training materials, not distinguishable in any way from
operatingdocumeuts, are further flawed because thelillustrations accompanying
.every page of the ﬁnglish edition werec omitted from the French version.

lhis was followed by field training, of ahout 1 month,bnn 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, draindge works, masonry of headwalls, shaping of
a road surfaces, and rheuse of string lines and levels. There was no work'inter—
\fercnce (as noted),.but the site was realistic and authentically representative
\of roads with which .this project is concerned

i ’ _ Some improvement in the supervisors' performence is reported.
?ccasional]y, they are seen at their work now' with,the manual in hand. The

i.training has not changed their LuucLiou Ur pay, as thuse whu were prumuced in
\ H
,mnving fxom the Pilot to the lighL brigade project had achieved the supervisor

grank before the training began. One' evaluative view of this experience, with

which we tend to agree, is that the £ield work was more valuable than the class

‘work. N
T
l“."' we o

10.. The staff recruited for the projict did not include a training

advisor' nor was anyone designated to look after that function. =
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COMMENTARY : | :
A, Wirh two minor exceptions involving few people and little time (ELS
. and liyht brigade tvaining), the advisors relied altogether on the spin—off

from their working juxtaposition with cqunterpartsvto conduct "training." The

«, .

result is haphazard. g

B. The Consultant also misses a real distinction between technicel assis-
tance (in which you might say "this is what you do in the situation right be-
+ fore you...") and trainlng, on-the—job cr elsewhere ("this is whv you do 1t, and

the principlcv you abstract from that lesson will apply elsewhere")

C. Apparcently, thought'was given and no action taken in the direction of
'tdeveloping a training capacity in TPTC itself. Nor was there discussion of-
TPIC's present training activities and resources. " So fer as we know, discus-—

fions of training in any context have been incidental.

. PO .

D. Reqarding the opinion, widelv HHd conventionally expressed here, that
1 .
the HaiLians were already technically qualified when they joined the project

'\

and that training was needed on]y in dmepractical qnp_ication of technical
skillo, and in supervision and indtilutional ‘skills such as coordination of
each function wiLh the others (that-is, management), the Consultant was more
" successful in the matter of encouragang the practicnl use of technical skills
RO

_than in any other, wA btlieve. While he was elso conscious of the need to

encourage coherence .and coordination in the workings of the project 8 organic
.

whole——that ie, of the nced for. management training and institutionegl develon-

nont-hn made no serious effort to fulfill that need. In part, we suspect,
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the Comsultant may.hnve sensed the congradictipn'in workingifor TPTC's insti-
tulionaltdevelopment in a grbjeef institution-that'wae somewhag independent

of, and separate and distinct frgm,'TPTCL

é.» There is considerable evi%énce'that in both technieai and nanagement
ekillé,Athe average Haitian road e%ginee; hés'a long'way to.go. Limieing its
perqpective to the need for and. the potentials of true training, the Consultant
_neglccted available training techniques and 0pportunit1es for introdueino train-
ing programs that were suggested, in spite of everything, in the progect 'S
.doeumcntationl._in the fineiﬂanelysis, gﬁe Consultane ailowed‘the nrgencies of
.4the:pnxsiea1 jéb-fo shove braining aside; The re;sons fo; this§ine.specu1ate,
vere:, .'. ' ‘

a. Thet'in fact the'Consultant grodp‘wes ngg‘exnerieneed'in training
(their trainino spec:alists never arrived) ;‘ ".
B. That tne mandate to train was ambiguouﬂ and uncleae, and
c. That the GOH, for its part, failed te cause" the activity to take -
place. |
. It eﬂn also ba noted thet'theiponsnifapts were themselves aware of and
. may well share these views. '"(See one edv1sor's discussion-memo -of August, 1978,

) N

in the Appendix.) s KRR

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

l W ’

: work specifications for. contracts? fleld supervision techniques, and perhaps

t
also, equipment maintenance—-are sulvageable and may lend themselves, with
. i)
podification,-;o.future,cpdificacion‘qnd craihing;use in a deliberate way and .

.
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to & broader TPIC audience than;the project_itself'commanded. ‘' 1f so, such
could be done in the remaining months of the contract or thereafter. The
. ex éost facto approach (rather than during the project's construction work)

) would have the advantage of incorporating .what the advisors have learned about

'-
. .

the needs and abilities of the podentlal trainees arid about the problems they
face. And 1t would skirt competition for the .advisor's time between operations

and teaching.

. G. Beyond that, we take note of vome constructive suggestions put for—
ward by a former Consultant advisor, sugzestions that illustrate low~cost traln-

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

a. "Perticipant" training: send a few TPIC field engineers‘to observe
‘a rural U.S. county (or a small U.S. state) highway depurtment at work. This
has been succcssful in AID programs elsewncre.

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. JInvolving regional engineers, by the

v .
N ~

. way, would honor the Reorganization's precept favoring decentralization of the

Department's structure and operations.

Ce 'U se project money to appraise and perhaps augment TPTC s own,

‘ .
)

current, training programs. o o,



~ Equipment
FINDINGS: - . B - - T
1,' Before the Feeder Road Project searted, the brigades were in possee;‘

sion ofhsome equipment remaining 5$?m previousinTé constructionvactivities.

‘1t is.reeognized in the PP that_dd%itioual equipment would be~required fpr oper-
dtions, IFB #l,'soliciting'bids which included equipment for both tne_brigades
'and the Leaqing Pool, was prepared in May, 1977 .

. Bldb wele said U3have been opened in July,- bnt en award not made until

"Oetobcr, 1977. The equipment apparently did not start arr1v1ng until May of

1978 (See Appcndim for list of equipment and distribution between brigades

'and SLELC )

4,

' |l 2. 1IFB #2 for the remainder of the equipment' was initiated‘in ﬁecembef;
égzz,;but a contraee was not enerdcd until February, ;gzg,‘ Delivery .is not
‘expected prior to August, 1979.
ey |
3. During this later interﬁal,'sbne needed equipment was leased by the

'bfigades from SLELC. o p

 COMMENTARY: . - S
A. The late arrival of the. IFB #l equipment conrtributed materially to
the continuing low production of che brigades“ One brigade operated without

adequate equipment'for some. 8 to Qngnths and thefq;her for at least 3 months.
c A 2 ca ' ! A
4 s N . LI h Il .



‘B4 "-The btigades are still restricted iﬁ.theit pfbductidh pendinglﬁhexw

. arrival of the IFB #2 cquipméﬁt.

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

but not excessive. The effect of down-time on brigade cperations should be

‘“

mhtérigliy redﬁch with the delive%& of the IFB'#2 equiphentz

‘D. Heavy equipment maintenance is a éontinuing problem, but some .progress
is seemingly being made toward its conyrol. . _
. . « " . . . . . R '. N . . \ .
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. r',' ' Administrutive'Support

FINDINGS:
1. Administ*ative support for the project by TPTC .has been spotty, ranging

from good to poor. R

%L L

2. A Progect Manager was desionated prior to the Consultant s arrival

Adequatc office space, utilities, etc. have been prov1ded with space for Head—‘

'guarters Counterparts in close proximity to advisors (in some cascs, the 'same
A . .. i

L] ‘ . 3 c.'

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

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

'transportation and'some other logiqtic support.

4. The link between technical planning or scheduling and administrative

‘eﬁecution is more problematic. Illustrative typical delays and inactions that

. .
.

have been the subject of attention at staff meetings and represent the types

af d_ffw~-1r~n~ ruperionced in ohthrine Q"Ciﬁn on what would no*mell" be con-

.‘sidered routine'problems and'requests are contained in our Appendix.

s
vl

5. One of the major- deficiencies has been the reported ce ntinued absence

and lack of attention by a senior counterpart. Ihis created a void in that

e
' Y

segment of the Advisor-Counterparf rElationship and has resulted in some activ-
,n'l_ ) ‘

13 s
ities drifting withour adequate direction. ¢ . .,

.n; ' M T
. LK . L]
. ) .
Loy H‘ . C . . i) :
. ‘ . . a .‘. R PR -
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COMMENTARY:
~ We regard the uﬁcyen administrative support furnished'by TPTC to be

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



IMMEDIATE OBJECTIVES (OUTPUTS)

4
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In this section, we present project accomplishments and shortfalls con-

cerning the following specific objectives:. (1) Road Reconstruction and

'IhpfOVementi (2) Equipment Leasing Service; (3) Labor Intensive Pilot Project;

and (4) 1TPIC Institutional Capabixity;
¥

.

(5) Principal Reasons for Delays.

Road Reconstruction and Improvement

To what extent ‘hes the. road reconstiucti

'-..

followed By a summafy treatment of

on been accomvlished as originally .

. plenned? | Weat Jurther assistance to the GOH may be necessary in order to

insure thav the project is carried out as planned aft
assistance coniract expires?

2y the current technical

To properly hnbwer the above, it is helpful to break the éubject down

. taken. up as follows:

'..'«,' © v A

+into several of'its_components and examine them individually.

General Situation )
B. Survéys and D2sign Plauns
C. Construction by Contractors
D. Construction by the Brigades
. - t. - w i
A. General Situation IR Coe
L ,~0.
FINDINGS: 3

Ihese'will be

1.’ The Project Paper (PEfi¢hlls for thé feconstruction of approxi-

) ,‘-"' [

mately 940 km of rural réads‘throughobt Haiti ié brovidé "all weather service."

Approximately 620 km ére‘tq;bé bqiik-Force,Acéountfb§ GOH forces and 320 by private

Haitian contractors over a 5-year pe

- ,‘_

4 ¢

qiqd. While the PP envisoned GOH brigade
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conétrucidon sfarting prior Eo mid-1976, the.actuai start df such construction
was September 1; 1977.. 1f, as pgesently conceived, the program ends September 30,
wl98f. this.would require the brigades to construct an average 12,9 km per monch
and tﬁe contractor-built voads to axerage 6.6 km per month. As of ehe'end of
Nnrch' 1979, the actual km.completgd was.83f5'by tﬁe'brigades (including the
.Pilot projch) and 3 5 km by Contractor compared with the requirement bascd on
.monthly averages of 245 and 126.5 respectively. | :

2. The roads belng coustructcd by'Lhebrlgedes exceed the standards o
'in the PP appreciably The standard surfaced width being built is‘Sm with .
..O.S-meter.shoulders making an effective widch of 6 meters from.;op ef ditch to
‘top .of ditch. fhie'standard 5m minimum has beeu.established byilau.

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

wvhere considered necessary.

4, The Sem of aenrfacing or surfacing plus base is comouly, If not
L]

.

universally, exceeded. In fact, the "Guideline for Roadwvay Base and Surfacina

Courses' issued by the Consultant for guldance in .the field (see Appendlx) shows

comblned LthLnesses for surface plus baue of 10cm for the best of subgrndes to

" U5cm for very poor subgrades, "; : o

" COMMENTARY: . _ Cyn o .

:.‘.“ LI "

A. Our findinns corrobornte che very siow start that: is alreudy well

i .
RGN K , "'.

known to USAID/EngLneering. W .. 4 )
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) ¢ B. The increased surface width, from 4 to S.neters, apparently stems:
from a new GOH law. We believe this requirement to build a minimum of 5 meter

surfucing to be adding costs which cannot be technically justified by the amount

" of traffic (eithet present or antigipated).

s ’
{,;. .

B. Survevs and Desigsn Plans

'FINDINGS:

'l;_ Force Account Brieade Construction

Most survey - -and design work completed to date for the brlgades

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

than conpletcd surveys or complettd deblvn

b, Until recently, there was little coordination between survey

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

design functions under the same supervisor. Since most reconstruction follows:
existing roads, survey becomes of 1mportance only where grades are changed or
where flat arcas require close uLLuleiux'x,,l.u ur;u.uuge. u:.aindgt quUJ.LEmLuLb
are obtained from tope maps with additional verification of needs determined by

field review. The field enéineers'afe provided with a very basic plan-proiile

on which drainage requirements have been noted but generally the field

\

enginecer eyeballo" much of the engineering requirements.

T Zo'
.. :
"
,,"l‘~ LI

~— -

2.. Forx Contractor Construetion.. o : .

d, *All projects intended for Contractor Construction (except the

Thomnzeau Road) have been awatded to ptivate Engineeting Consultlntl for

Y



debelopmént of engineering plaﬁs. Their aéregmenté‘teqqirédthat they perform
all necessary surveys. Because contractor comstruction control methods require
detailed measufement of Auantities for both estimating and payment purposes,
‘full an& detailed survey as well as more detailed construction plans are more

‘“

desirable. ,#

b. TPTC, prior to.the arrival of the'advisors and througﬁ,its
prequalification committee, select;d six'Engineering Consultants who wére each
aséigngd.a'scction‘of road to design. These vﬁried in lgﬁgth from about .14 lkm

Tto;40 km. -Iﬁ Qoﬁld appéar.that'none were experiencéé at.desiéniﬁg roéds of

.'thié'txpe and‘thatinitiaily they received very liétle guiéance‘dr ipstr;ctidns
go? standafdiéation of the product to be produced. pe%ays up'td i? months in

E ‘design submittals are béing experiénced. Three plans Havé_now beeﬁ éubmitted

'tas'final. The other thrce.are said to be near ‘completion.

A. Bripades: For thlS type of conotruction, it is doubtful that sur--

qus and design anamaklng much of a contnibuLion .Some survey 1s requ11¢d to

~

help prov1dc design for smeoth gradeq and to insure positive drainage. Simi-
)

.ldrly for design. Unfortunately,-ncither the survey crews in the fleld nor thei

deSigncrs in the office seem_.to be#gegeiving'effective sqperVision. Their
'production is low and it is diffichle to éay that'they are receiving‘trainiﬁg..
. They appear to be technically qualified but without strong direction éhéy

,‘u [

. t
are marginally effective. e o
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© . B, Design Consultants" Until contractors become more sophisticated

and experienced it is dcsirable that. they be provided with a fully-engineered
. plan from which they can estimate quantities and build the project. This re-

" quires reasonobiy detailed surveys and plans.

[Ty

W ct
. "‘
C. Construction bv Contractors

’FI‘;‘iDINGS :

'l;_.The project paper provides.that 320 km of Feeder Roads be conetructed
© by, private, contxactors during the life of the program To\date, one contraet |
for 7 ka has been awaroed,for construction. It is now 50% beyond the scheduled
-comolction date’andlis about,SOZ completed.. This part of the project has barely

_ made a beginning and is consildered to be some 26 months behind schedule.

2. .initial design, specifications and contract documents were completed
in %eptemher, 1976. .This wag a "straight line” nlan, quite commonly used for
this type of work in other areas. The cbptractors, probably because of 1nexperi—
ence in road construction, declined to bid the project with this abbrev1atcd

enginecring plan. o Ch

3.- It was then decided to:provide a field survey.and'a more detailed .-

. plan for bidding purposes. Seven contractors vere reportedly prequalified and

', ‘o" .

the work offered for bid, Two contractors bid) but their bids, were considered

excessive. The plans were - altercd by reducing the profile and quantities, and
LY
by shortening the length. New hids werelsought. One was received and eventually
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aw;fded éith work starting Nbveyber 20,'i978, This séqueneé of events consumed
about 2 years.. There have been deléy préblems siﬁce the awvard involving ade-~
“qunie sqrveﬁ information and the quantity ‘and quality of surfacing-matefials ’
ﬁade évailable'gy the GOH. These, in addition .to other lesser delays,-haveA

resulted in the completion date h&ﬁing been'bédly eXbeeded with the wdrk far

from completéd.

4; A# inspection of the project in the field discloses that ;ome
crossroad draipaée has Been insfalled, and about haié the roadway Has'bgen
'fcr;éd" To dg;er'no ditching or latefal drainage'haé been‘estabiished. ﬁiﬁ;hes
’ for %nlet$>0r discharge for crossroad culvérts are poarly defiﬂed4or noneﬁistent.

'Withbut ditching -and defined runoff chamnnels, a heavy faip during construction

‘could.cause considerable damage. i . N

5. Cfosgrogd culverts appear to be excessively large in di?meter with -
excessive lines of pipe at ghé variodglioca;ions: _ihe la?gé diameter requires
a higher road profile, thus more‘mﬁtefigT and~§reater costs. An efforf has been
_made to lessen this increase by lowefi;é th; gulverts into the ground. This, in
turn, creates other problems by fbéuiring,deéger and more eﬁtensivc inlet and

outlet drainage. A more prac;ical‘gblution would have been to use lesser

diameter culvert pipe. - - I
o,

: 0.“.‘“' . ]

6. The contractor claims to have been given four major changes in the

road profile, .thus adding‘fb his.éélqui ‘The'anéultant confirms that major’

‘ changes in profile were made.

(S
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. } ?. The roadway placed to date appears well stabilized and presents

.

a good riding surface, Equipmemt on site (Sunday, no,work) consisted of the
fqilowing: one bulldozer, one roller, one grader, one back hoe/front-end
" ~loader, and one water wagon. Trucks were oot on site, but the contractor's

. storage yard is only 20 minutes from the project site.
. ) ;‘( ¢ . .
I}

. COMMENTARY :
A. The Contractor claims that the initial teason for such limited

contractor-intereet'in the project was that the budget was known and was'thought
L X .
' . ) . \ S ) .
by the eontrdctors to be unrealistically low. They.also thought the project

.

too small for the investment required, Scome contractors were hesitant because

. of lack of experience in road construction.

' B. The primary problems since the award of contract have been, first,

the absence of survey data as a basis for construction layout and then the

.

~fnilure of TPTC to provide a source or sources .of suitable material for base

and surfacing as provided in the Contract Approved sources did not contain
Y . A

adequate quantities. When quality materiai wdas exhausted, the Coniracior was

“delayed while a search was made for new sources and testing combleted to approve

the quality. Other delays 1nvolved changes in drainage and changes in road
.'ln

grades. qince .only one contract has been awarded it 1is not practical to draw
auny definitive conclusions. However, the followihg observations can be made:

_==Despite seven conttaetors having been prequalified a total of

only two have offered bids-—only one, at the last bid offering.

-"dhesuccessful contractor has not availed himself of equipment

. from SLELC. Sl L .
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FINDINGS:

6\4 "'1.‘

--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
PRs .
' <

be interested in bidding and what the costs will be for projects

which are far removed from the Port—au-Prince area and/or more

difficult.

" ~=It should be noted that,even had this oroject moved to.construc-—

;tion on schedule, otherprojecte could not have peen let to con-
tract because design consultants ha;e.only recently cowpleted
plans which could haﬁe been osed for'advertising.

——it should also be noted that TPT? apparently.does not have

engineere,'duantity surveyors and the deededelogietics to super-
vise more than the one contractor project at one tioe, according

to Feeder Road Project staff.

cet , . ‘

--Therc is no 1ndicat on at this time that the indlcated target of

private contractorsgieconstructing 100 ln per year has been

W s

achievcd or will be achieved in the near future.
C o pm .

Construction by the Brigades

’
.
| ot

.'\ .

1, The project provides rhat TPTC construction brigades reconstruct
620 km of feeder roads during the life of bhe program and that they reach the

..capability for reconetructing 150 km' per year on'a sustained basis.
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2, Initially, there were two brféades, the.Notth'B:igade which com; .
menced work on the prograﬁ September 1, 1977, andithe South Brigade which -
started on the program'Me;cﬁ 28, 1978. Prior to starting on the program, both
'brigadeé had been doing some work on road'sect;ons_which subsequently were
1ncotporgted into the progtam. Aﬁfof the end' of March, 1979, the two.brigadee

"have been in opetation 3l brigade~;onths and tave.eompleted 63.5 km or an aver-

age of just over 2 km per month pet brigade. This is less than one half the

rate which'had been anticipated.

3. An important influencing’ constraint should be noted Both brigades
étartcd undcr the handicap of operating without Lhe equlpment they vere to re-
.celve from IF3B #1 (some 8 to 9 months for the North Brlgade and 2 to 3 months

Kfor tt SouLh Br_gade) Apparently, as-of th1° wrltlng, neither brigade has yet

Teceived equ1pment which is to Le prov1ded under ITB #2. This is not now expected
fto occur before August, 1979, Although they were able to rent some key equip-

%ent, without their full complement the brlgades are st:ll operattng under severe

H

“audlcaps wvhich w1ll'nqt be fully zemoved until the equipment from IFB'#2 is

| ' g
rgceived. . L
b
) . . i ,
i . . PR ‘ . .

b 4, There has been a disee;pible upsﬁing in the rate of progress a
* few months after the IFB #1 equipment became available Part of this, however,
is attributable to the incoxporation -of mileage completed b) labor intensive

work, but some 1mprovement in thPlr productiv;ty is evideut of late.



. ' 5. After the Pilot Project was'eompleted and in an'effort to improve
progress, a "light brigade" was formed. This is an informal underteking never
officialiy approved by AID. It is primarily_labor inUaBive with some light

equipment aimed at .assisting in the more lengthy hauiing and in better compac-

tion. This brigade has been engaged in finishlng and improving work done under

the Pilot Project and extending toward Barnet. Supervxsors have undergone

training in the various activities in order to provide a more effective opera-
tion. It is difflcult to assess the progress rate because’ the work is inter-

| .
mixed with the w01k done unde1 the Pilot Progect The Consultants have recom—

mended that Lhe light brigade be. formallzed and further equlpped.

6. Each of the three brigades has an'asvigned field en"ineer advisor.
They r e°1de in the v1c1nity of the brlgades and are ayalrable for assistance.

\ TPTC Lnglneers are in charge of the work and run‘the day—to—day opcratlons It
} would,appedr that the TPTC fleld englneers are teehnlcally qualified but weak
N

\

1.

“in plamning and manaoement practices iAny absence from work (which occurs with

| some frequency) results in reduced‘progress. A heavy’eauipment mechanic advisor

Eis available on a rotating basis between the two brigades. The TPTC mechanics

:pre reported to be‘capable and aecemplish:aceeptable results. In spite of this,

equ1pment down-time is.a'factor andgis reflected in the progress. A time samp-

ling of down-time of key eqﬁipment”for B'nonths'indicates a range of from 12%

to 40%Z. ' Rt . .

,‘l."'. . . . ¢ . .o .
N !
e . CF] -

7. .Ihe;brigades.eberate;eﬁ;h.monthlyibud§Eu that does not bear a

direct relationship to the-amount .of work acepmplished. The budget consists of
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lnbor; maintenance-of equipmentr fuel. and lubricatibn, materials and.miscellas

neous supplies... .These. costs tend. to. :emain.relatiyely .constant, from month tu

- month:. regardlesslof.work accomplished.

'”aff":S.' CosLs of‘construqtion have reportedly greatly ‘exceeded projected
costs. - Recorded costs, for the- North Brigade on chree links have varied from.

about $10 000 per km to'over $25,000 per- kum. For‘the.South.Brlgade on two

. links,.from about $12 000 per knm to over'$26 000 for an overall average of about

. $18,000 pér km. This compares with the ptojected cost of $7,168 for the entire
program. i

. . -
) .

1 9. A field inspectlon of some of the completed and partially com~-

N

. { pleted.North Brigade construction was made in early April. The quality of.work

\ \appears to be cons1ttent with profe551on,l standards for that type construction

There were only mlnor
\

E The suxface was well consolldated and rode smoothly.
4
! dications of surface raveling and dusting was tolerable.

—

e
B

The surface crown
was graded to drain.

The side ditchcs were well defined and were genetally
Lt .
\unobstructed. Cross drainLQL and dralnage structures were well constructed with
_\ % ,

only minor indications of local eroslou. The surface and base thicknesses were

w no. medsurcd bur there was little indication.of local failures or potholes.

Figure ZA lS sel£ cyplanator) ) Figures ZB and 2C show typical segments of com-
o pletcd roads in the north...hya' '

SRR ST
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-
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COMMENTARY :
. .A. The brigade construction rate is obviously notlliving Up to expecta~ °
tions end costs are exceeding projected costs by more than 200%. The brigadesi,
were late in statting and started under tne handicap of old equipment in poor
. eondition. New equipment did not.reach them for'msny months. They have yet to
.receive their full complement,whio; is not expected for several more months.
_The delivery and utilization(f the equipment 1s essential to continuing pro-
: gress without interruption It is difficult to judge fairl) their potenLial

until they are fully equipped.. -",1 4 .

‘B. 'Ine quality of finished roads obseryed in’ the north‘wes.good to excel-b
" lent. .If they are overdesigned for the actual ttaffic:needs,.it~wouid seemito
_be in_ordet to meet the requirement oﬁ."all weather setﬁice“ with a tesulting
|lessening'of maintenance requitements. '

We belicve that some saﬁings in cost (and incidentally, elimination of
safety hazards) cen be realized by less elaborate eulyert headwalls yhich extend
well above the road sutface. '(Not_shomn}in photos.) | |

We also caution thdat there is,e»need to.periodieally regrade the road

surfaces to prevent the wheel tracks from collecting water, thus causing potholes;

. )
.. . '

.
o vy
FOERY

C. 'The addition.ofithe liéht brigadeiwould appear to be a viable addi-
: tion to the heavy brigades although-no substantiated cost comparisons are yet

available. The advantages of redhéed investment in foreign equipment and the
d .
impact of Iabor on the local community are obvious.

LY ) . "
. . f
v B . . ]

* ’ ""‘ o e . . TN .



.:D. The brigades. at this point a:."e' not céphble of recopstmcting
150 km per year, but they _should'imptove appreciably "d.th full allotment of
equivment. '
" E. Budgeting baséed on ogprating costs tather than units of wotk

accomplished does little to encournée better production rates or efficiency.

-



.FEEDER ROAD PROJECT
" Knm Completed
As of March 30, 1979

!;.

- From Appendix B2 = 87 Km. (Graph reading)

" Fram individual Projects:

Completed: ‘ ‘
Dondon-St. Raphael 12
Cor.Menard-Dondon L 12
Houck~Port Salut - 18.1
. - ) . . .
Partially completed: o
. o - Km equivalent
. Weighted
St.Raphael-Pignon o 11.1
Cavaillon-Barroderes 10.3
‘Carrefour St.,Antoine- :
" Bainet .. 20.0
) . . '"TITW
Contractor ‘ ';:7‘ . 3.5
. . , ' 1409

Totdl -~ *~. 87 knm,

Out of

16.3
36.1

38.5



Equivment Leasinz Service
- (SLELC)

Bow effecttue does SLELC appear- to be at present in providing tha private
“eontractors with nezeced equizment on a rental basis? What stens may be

ngeded to strengthen SLELC's capacity in this regard?

.r(
i
FINDINGS :

1. The PP specifies that an equipment leasing service be authorized

. and placed in operation for the purpose of providing a leaeing pool fremnwhicb
..
'eentractors.ﬁesiring-to contract for-thé”construction.of.feeder roads cod;d.
: lease roed bulldlno equipment for that purpose. TheeGOH aﬁtheeized tee estaﬁ—r
lishment of a Leasing Servxce in March, 1977 and the staff:mc commenced in

~July, 1977. Equ1pqent arrived July to October, 1978.

2. The Service was well enough established that some le331ng occurred

in the period August—ﬁovember, 1978. SLELC. had experienced a rapid growth in

rentalq durlng the period Decenber, 1978 to. March 1979.

:'

<"

3. A visit to the new permaneet site found equipment meatly arranged

« v .

in an amply walled enclosure whichfaLso contains a temporary headquarters

building. Oﬁerators and mechanice-QEre undergoing training; the condition of

the grounds was being improved and a new headqﬁarFers and Ehop facility are

under construction. - e

' " . [}
\
‘.' ¢ i . e e .
4. The fbilowingtpere meaé'available and aie_enclﬁsed in the Appendix:
R ) P a ~-".. * . ) -

’
.
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b.
c.

Organigramme (Organization Chart)

Tarif de Location d'Equipements (Rental Rates)
Equipment List and Cost
“d.

Rapport Trimestriel (including list of leasees)
., Memorandum Pertaining to Training
f.

Evaluation of Semester (October, 1978 - March, 1979)

5. The training of operéiors for this equipment appears quite'egfective.
Not only is “in—héuse training conducted, but arrangements have been made with
~Haitian Tractor for specialized training.

OperatOrs‘ate'also being crosstrained
for more than one kind of equipment.

"+ COMMENTARY <

A. It is important -to note- that the purpose for which the Leasing Service
was created has'héd'little opportunity for engegement.‘

1 There has been but one
\ contract awarded for the construction of feeder roads. and as of thlS date, the
{ Contractor has not availed himself of the Service. However, AID has authorized
i leasing to other prlvate contractors and organlzations on an individually
% approved (AID) basis.

The con51dcrable leasing which has occurred will have
o !
PETVPd as

"shakedown" exnerience for leasine to Feeder Road ConLractors when
“and if requests are received

. . ’
.’ 'l ~ * ' '
B.

In rpviewing the list of leasees on “the March 22nd Rapgoxt Trimestriel,

and SEPRRN.

it 1s noted that leasing was conducted with both the Feeder Road 72TC brigades
This practice has since‘bcen stopped by AID directive.

The value
bt
of the leasing to these agencics amounted to $38 620 of the total $92 853 for
_tha period, some. ‘4‘12.

This raises,ths.question of whethet the.Leasing Service
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will do as wali as they have, now tﬁet they cen no ionger lease to those two

agencies.

C. - The Thomazeau Contractor was intervieeed for his views on SLELC and his
" reason for not leasing from that organization“ He epparently had his own equip—
‘ment and did not need to lease.. In any event, in his view, the terms of leasing
ogreements from SLELC are not conducive to leasing. Some are perceiveo as -
"economically and ooerationally unsound, others are annoyanEes. For exemple,
:tne SLELC.stendard oork'week is 40 hours, compared to the standard of 48 for
.'contraetore. Working SLELC equipnent beyond 40 hoors is therefore at tne'rate
o£'1r1/2 to 2'times standard. This applies-to both operator and'eguipment.
Substantial payment must be made in advance of leasing which contractors find

. .
Xobjectlonable. An annoyance is the requirement that tHe equipment operator must

e prov1ded with food, lodglng and -entertainment. .ILt is therefore llkely that

-l :

‘easing will occur only as a last. resort when no other equipment can be found.
{ .

\ “D. SLELC does appear to be capablqhof providing private contractors with
ee

[N

needed equipment on a rental-basis. This.is substantiated by the record to date

oftits leasing experience. Whether or not it can become self-supporting may

well depend on other factors,not the least of yhich is the progress of the pro-
" gram for contracting out feeder road construction..

E. SLELC s leasing activities aould probably be strengthened with the

.addition of a few trucks for lease., Contractors apparently are interested in

. working units which usually involve hdhling. Otherwise. we believe the Pool
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ddes not require strengthening‘beyond the continuiné abiliqi to service and

maintain its equipment and to providé trained operdtors.

' 2. It is noteworthy that aggressive leade;ehip has neen a strong con-
‘tributing factor in SLELC'S progregs to date. 'Even though the originelly-
intended leasors have not meterialized (that is, TPTC Feeder Road Contrectors),
qther clients were solicited by managemenﬁ.‘ Ihe necessary nnprovals Qere
“obéeined to modify the project's originally-stated purpoee, thus permitting a
.fnnetionine organization; A training progrmmfasbeen instituted With the
- experiencc being gained SLELC is not only providing a socially useful service,

but is becoming better quallfied to perform ‘the serv1ce it was origlnally

designed for.
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Labor-Intensive Pilot Project

. FINDINGS:

1. We concur with the finding of the October, 1978, AID-IBRD ieég that

the Consultant Draft Report does dBt contain a satiéfactory“gost comparison for

labor vs. machine;intensive,technologies (but see. our Commen;afy "B, .

~

| 2. The féllowing cost information is no& available;
KB .Projected cost of 1abor-inteu51ve cénstructlon was §9, 500 per km.
b. Actual cost of ongoing 1abor—iutensjve construction.usabout
'slé,qoo per km. -
| c. Actual c05t for machine-based constrdctlon bésed on work completed_
is almost $18,300 pvr km and $l7 700 per km for North. and South Brlgades,

tespectlvely.

- 3. The "Pilot Project" had several other weaknesses. Such a tryout

ynsnally comes at the heginning, huf road work at T.a Vallee had started long
v, ' ’ IX4 R .

,Ebefore as a self-help project, as the foliowiqg chronology shows:
October, 1976 - New'Jacﬁel—Pfdu:g road inaugurated;

Oct/Nov, 1976 - La Vailée peoplé begin to repair the route from
"Ridore to Carrefour SthAntoine;'using their own funds;

Early 1977 - The Canadian, Ambassador inspects the work done on the
road and donates $1,000 for the purchase of tools;

)
,‘o LI ‘

Early 1977 - The first buses begin to come £rom Jacmel to take

' passengers and cargo to P—au-P and Jacmel, The large trucks
from Bainet begin to, usq the Blockauss-Carrefour-St. Antoine
link to travel to and from P-au-P instead of the Blockauss-
Trouin-Fauche link;- .
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JhnrJune, 1977 - Foster Parent Plan donates sacks-of cement to

help with the reconstruction of the road. FPP works with

CODEVA 1/. 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 begnn in May, 1978.)
1

Oct, 1978 - Mar, 1979 - TPTC and SEPRRN work on the road with
people from outside of the communlty,

S Mar, 1979 - TPTC returns tools belonglng to CODEVA whlch ‘it has been
o - 'using since Oct, 1978 without permission;

Mar, 1979 -'A'popnlar TPTC engineer from'the area is replaced by
‘an-engineer from Arcahaie, contrary ta community preference. c

4+ 'Neither the Consultant Team Leader nor any of his staff had reporte

* edly had any prior experience with labor-intensive methods.

5. Labor-intensive approaches tend to run counter to the training and

pfofessional self-image of professional engineers.

6. Labof-intenéiye.methods will,éend to be perceived as patroniZing,

. . . - . . :f_ .. .
demeaning and (therafore) lacking in prgstlge.by host country government,

COMMLVTARY

'A. Whether or not to push ahead with labor-intensive methods requires a

\

policy decision. Unfortunately, such policy formulation cannot look to the

' Feeder Road Project for any defip;tive contributions of information.

u.
[ LI i

e )

vy :
L .
[ s T

". *B. - The ﬁuéstion of differential-cost'per km'for labor vs. machine-based
’ roads i, 1in our view, largely a'false'question. ,IE implies "equivalenc

4
l

Y "Coude 3 coude pour le developpemenc de la Vallee" (Elbow to elbow for the
‘development of La Vallee). -
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négncnés of road" (that is, eqhally difficult ones). See our Reccmmendation 7.

C. The USAID/IBRD Report of October, 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 walked the entire 6:2 kms from Martino to .
Bainet. o . - '

. Théir 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'Grou§:Seveu'that there was pefhaps an anomaly in-
the scene, and we looked into it.
.It appéars as 1f the work which had been done on a 4 km section of

d

the Martino-Bainet road was maintenance work only and reportedly part of a

C e L.
‘maintenance-labor intensive effort.
e ————

[ .

t
%
. 'y' The work had been done in May-June-July of 1978 with 117 workers -and

l
1

c§psisted of subbase preparation and shaping with expenditure of only $8,023.40

over the 4 km length. Work stopped in Jhly because anticipated-funding.from
\ . . ) Y : .
SEFKRN did not materiaiize. No work was pertormed from July to October 25.

Group Seven can only pose the question: Is it.possible that the team misunder-

. )
stood that they were looking at incomwlete ' maintenance and not at completed
. R . B

construction?

1]
)
i
DL I
.

D. By way of summary, facto;ﬁ#ﬁhét favor ;abof-intensive methods. (over
. . A ' \ : o .
machine-intensive ones) are that thgy:: '

D - s .


http:8,023.40

! B I 'pmv:ldc mre immediate financial bcnefits co local pcoplr it

2. ninimize Eoteign.procurement needs, I R | 3 'liﬁf;¥u%4  o
3. promote community social cohesiwenessf.. |

4. fewer problems (e.g., quipment main:epancé and trained operators);
3. qngedder- greater local interest in road maintenance;

"6. may be cheaper per km;

7. generate- more local pride; and

{’ RN
8. areconsistent with the New Directlons of the 1973 Foreion St
Assistance Act. .

; . | ¢

.E. Similarly, factors favoring machine-intensive methods (over labor-

intensive ones). are:
. 1. construction progresses faster once all inputs are available;

2;. It is the only practical option in many situations made difficult
by virtue of the terrain or avallabillty of construction '
materigls;

3. Requirewfewer'personnel management skills;
4. Greater information and experience pool available;

i. © 5. Better morale of engineering staff for execution of work., (they
1 favor 'modern methods'');

| ° 6. Not all areas have sufficiéﬁt labor readily available;
7. Can incorporate higher construction étandards; and

8. More likely to get ho§t~gove;nment support.

F. The professional attitude:of most engineers, together with the attraction

PR

to  modern mechanization tybically'holdsAfor host governments; both are rein-

_ forced by a low level of indigenous.manpower discipline and by the inexperience
of the present advisors in this afva. These factoréy;ombine to virtually
guarantce the failure of 1abor-intensive programs, under current circumstances.

1 R . Tt Lo - \ . .

‘But see our Recommendation 7. o

» . N
: ’
. . .
. . /- .

/ - . y s

= The Study of Labor and Capital Substitutfon in Civil Ehgineering Construction
(World Bank, Sept 78) which becawe available too late to .receiva its due weight in
im —ade =aBams tn am Yanginaaring mentalitv'in discussing thess problems. (p. 80).
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TPTC Institutiorial Capabilicy

Does TEIC have the institutional capability to carry out the program?

"Ww

 FINDINGS: ' C S

1. In order to carry'out suég a progrem.succcsefully, TPTC must'have a
well-motivated management/administrative team and a capable technical staff
'While the TPIC project staff listed in the various monthly reports seems ade-
;quatein number, thcy must be supplemented by certain technical and managerial
services necesaary to design-the roads and supervise the ‘construction of the

cdnttactor-built ‘roada. More specifically, these services inclqde:

Survey crews to furnish information for design and for
construction. Source: Construction Service

Engincers, ingpection and quantity concrol for contractor-
built roads., Source: Construction Service

‘Materiala technicians for locating and testing soils and

o ’ checking compaction. Source: National Laboratory, hired
by Project :

o
-

[

- quatna. Top management hasg the requirec practical experience. Engineers and
draftsmen can producc the plans and.xevicw thc engineer-consultant s work for
adequacy., The field enginners in chatge of the brigades have human resources
: which, if properly equipped and managed, would bevcapable of constructing

quulity roads at the rate envisioped.

-

M T
"

3. Now that some expcriencc haa been obtained ic appears that project

personnel are capnble of iniciating the preparation of design plans by conaultants



and. reviewing them so as to produce completed bidding»packages for contractors.
Thé success of this phase of the program will continue to depend on the timely

complction of the plans by. the engineer-consultants.

4. The preparation of plans for use by the brlgades is also within the
capability of the project pe*sonnel 1f they are provided with the necessary
field data. These . plans need only be completed a few kilometeru in advance of
.actual cqnstructlop.

: N
'5.' Survej unito are provided for the brigades and the con*ract—bullt road
but Lhe11 full-time use, for actual constructlon places severe llmltations on
. their ability to provide surveys for the.de51gn of plans of.ensuing toad,'

i
\sectlons.

\.

nors or quuutity surveyors ‘available to accommodate addltional contractor-built

6. TPTC Constructioa Serv1ce may not have suff1c1enL engineers, 1nspec-

rbpds. Transportation and logistical eup:port for such addltional st:af.f:Lm7 is -

also lacking.

- w i
.
e . R
A} ' k)

7. The project is currently,biping end providing transportation for soils

technicians to assist in locating'ond testing materials for base and road

- surfacing. ' ::b .

.
e a

COMMENTARY: . T

A. For awvariecy of reasons difficult to pinpoint the day~to-day opera-

‘tions and the.progrcss of the ovetall'btogfam_leave-moch to be desired.

.
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. Prinéipal among the reasons appears to be a lack of manageriél.drive, will, and

discipline.l/ There seems to be insufficiént appreciation for the importance

of "keeping things moving," and a lack of positive direction, indeed in at leasf

one case, the lack of any direction at all. There appears to be little initia-

tive or follow-through. As an exqéple, the failure to prccess a requisition
‘for a repair part for a key piece of construction équipment effectively cripples

;‘construction brigade. Or, at a higher level, a staff-meeting decisian iﬁ
“Decembcr, 1978 relative to acquirlng forms as quick17 as practical for making

‘concrete pipes, was Stlll pcndlng w1thout action in late March 1979 in splte

of weekly_remlniers of the urgency.

B. Personnel of the Construction Service héfe beeh'seconded to.;he Project
for thc.supcrvision of contractor work. Some pfpblems.have devéloped concefning
.Eheir loyalties and acceptance of instructions froﬁ préject supervisors. Alés,
if past history is an indication, difficulties can be expected with assigning

personnel away from the Port-au-Prince area.

o r

[N

C. In short, while the~individuai technical skills seem adequate, the

‘organizational, managerial motivational fdgtors are weak. This permeates
the program and restricts itsg effgdg}vcneés. "The evidence is not now available

to indicate that TPTC would plan,.drganize and' execute the Feeder Road Program
~without continuing advisor preaence.c One gets the impression that the knowledge
l.“‘. “ v

and thc resources are there, but ﬁhat the institutional priorities do not favor

the Fceder Roads Project, particularly if labor inrcnsxve. < ,5

Y,

With some notable 1ndividual 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 bi%ateral Grant Agreement obligating
» . . ‘
funds for threc short-term consultants, to undertake certain preparatory work

for the project, was signed April 27, also on ééhedulef 'The Loan Agreement

between the countries which establishes a starting date for the S—yeaf.project
7as concluded on June 29, reasonably soon after the May target.!J

v

2. There is only one subsequent instance in which the PP's schedule of
"major events' is maintained or approximatéﬁ. That case is the'short—term
preparatory team which was programmed for quick mobilization in April, 1976

;
! . . .
¥ .upon signature of th2 Grant Agrcement and which arrived for its. 3-month task

2 months late in Juna, 1976.

\
\
'
e
H 3. That
A :
\
\

time loss, in itseif'ténd in comparison with later, greater
delays), would not seem important., But here, and throughout the project, delays

‘accumulated in circular causb-effeqtuchains. .The team was expected to initiate

) L

three urgent lines of project action groéureﬁent, tocl for the Equipment

.

Leasing Service and for brigade cdngfruction; draft legislation and organizing

- work for the ELS; and desien and preparation fbr'é model construction contract.
On these three tracks, events went something like this:
. Sy [} M
v ! . ‘
a. - The procurement action was to have reached the IFB stage during
.'_’ Yo, : . ' .". .- .'. t ",
1/ Sce Consultant-generated Principal Events: listing in the Appendix
- [ ., ' e f .




. l

the team's visit. In foct, the IFBlwas-not-ready'uutil 9 months after the:
team's departure. Problems with the procurement ptoéess.outside Haiti then
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 -ELS

%

were completed lQ months late, deiﬁyed for independent reasons. Lack of equip- -
ment, contriuuted 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 contractlng fuuctlon

had done his work But the "straight line" specifications method used, Wthh

g
[

had been counted on for prompt and economic prOJect execution, did not attract

bids, and rev151ons, in a protracted sequence of surveys nev designs, biddinf7
' 1and rLblddln", con°umcd more than 2 yearu. (Note. Sequences of delay are one
Fhinb, the cases themselves, taken separately, another. The important ones

qre 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
' Py . .-
\ ) . oy ...
the given task, not the total time to perform it.)

Y . .
b .

4, First vear equinnent deliverv' 16 udqths late.

X2

a. Two months of the 16 are arcounted for by the late arrival of the

short~term consultant (Frederic R. Harris, Inc. ) who was to prepare the specifi-

cations. That Consultant left Haiti in early September, 1976, haviug prepared

' ‘-" [ !
a set of specs which, however, were' unacceptable under AID Procurement regula-

ciona for the reason that they were of a type tending to requite proprietarv

procurement or, at least, to limit tpe-nuuper of suppliers able to bid."
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b, The cri:icai period, 1nsofaf aa'projecé management kxﬂnici is
concerned, is the 8 following months,. that is, between Sepcémbet; 1976 (the
target date, adjusted fof the original delay) and May, 1977 wﬁenAthe IFB was
finally.rcady-for Washington., What happened? |

We could not ascercaiﬁ'why the shérﬁ-cerm consultant was allowed
to procced unchecked for 3 full mo;ths along a dead-end path, working up speci-
.fiéutions that apparently mo;e closely resembled the World Bank tham the AID-~
' cyéé procurement. In any case, AID/W ruled th;t the sﬁecifications wo@lq have
.td‘bé revised, a decision noted in a memorandum of December 13,'1976 which also
.indicntpd that thé short-term consultant would make the changes in the 6;9. ' |
‘ As;far ag‘we have been able to determine, there is a gap in the'récord between
December and March ll,'1977 when another interin draft iFB was sent to TPTC.

A perlod follows in which revisions were made,'both in.washingcén and in Haiti,
the rcvisions are revised and re-reviscd, IFB p&blications are made, with=-
drawn, renewed, and so forth,

¢, In this complex history, we did not sceck a single ;ocus'of respon-
gibility, nor did we fina a#yisingle éhéme in che delays other than tﬁat the
AID procurement process may ‘have Eecomévso loaded with obstacles ag to exceed
.cﬁc capacity of either Wash%ngton-éruphc Mia}lon to expedite 1t,

After May, 1977, it iéﬂFelatiQeLy:clear sailing. Thirteen addi;-
tional months were rcequired to conhiuae contracts, establish letters of credit
and deliver, adding only 6 month3;§§:che ggigi.

K «
R {

s, Second vear equipment. Dei;be:yiis-éxpeccadl/ in August, 1979, at -
‘ : . : ' B

0
.

. T C . ' .
« the earlicst, in the 38th month of the project, 22 months behind schedule,
1Y As of this writing. o ' o . | .o
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:a. In this procurement; oreparétion of the secord IFB accounts for
14 months of delay, of which we focus on a critical 6, between June, 1977, the
-gnrget date, and December, 1977 when a draft‘yas cabled to Washington.'.

b. Now, the Consulting Agreement signing had been_delayed (see below);
the short-term equipment speeialist had departed; and the Consultant eouipment,
man arrived in Juiy, 1977. At that point, the Conseltant seeme to heve put
nigher 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

the second’ procurenent was small (compared with the first), a different priority
'vould have been set had it been known at the time that an approxlmete 27 month |
additional perlodAwould intervene before delivery of the equlpment.

c. Contributing to that delay was TPTC's desire to standardize some
of the equ1pment, requiring proprietary procurement. We did not learn whether
this intention had surfaced durlng the preparation of th: IFB and if not, why

-npot. Nor can we comment authorltatlvely on why the history and lessons of the

-----

\11rst difficult round were noi used wore effect lJELY in Jecisic
Y :

\We do know, however that with or wlthout awatenoss of probable difficulties,

!
N .

*the Consu’tant wvent forth etralght ifito the vexlng proprletary procurement

(waivcr) issue, which paralyzed the exercige until October, 1978 (when the

.
o 'w ;

waiver was granted). Then it was only a matter of 11 weeks to publish invita-

tions (December, 1978). An estimmted 8 additional months will be required

i
&

before delivery in August, 1979.

other than repeating oun comment regarding impediments in AID

.procurement, we. can only 8pecula*e whether greater continuity in projeet .

.—
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uinagemcntl! and the technical ‘advisors, might have prevented some of this

remarkable delay.

6. Conclusion of the Consultant Agreement

a. The GOH Consulting Engineer Technical Assistance Agreement was
to have been executed in September, 1976, but was not signed until March, 1577,
a 4elay'of 6 months. By early November, 1976,.five proposalsz/ had becn

_received and a TPTC Review Committee wasvscheduled to review them duriug"

November. ..

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

Yy - ' : . .

.be the firm in furnishing "technical assistance," as opposed to the executing

&ole; and the firm's understanding of the organizational development requirements

i
%f the project.

c. Discussions of some differences in viewpoint caused some delays

7. GOH Project Funding Qo

a.. Several complaints werefheard about delayed local currency payments
for salaries in the field, local procurement. support of the project's Port-au-.

- Prince officc, etc., as well as light brigade funding. While snags may have

.‘,
¢

.
! ‘

1/

<" Two changes.in USAID Project mnnagcmcnt occurred during the "critical" .
6-aonth period. . .

Y Despite repeated attempts, Group Seven has not been able to obtain a copy of
Consultant's Proposal. 7

. .


http:changes.in

occurred in the adminiétrative processing'bf vbuéhets and in the actual deli;ery
of payments, there were other financial probiems at earlier points in the
process. . I ’ ' . R
Scheduled GOH deposits for the project for the first three quarters

of FY 78-79 were reportedly made up to 8lweeksL1aten Likewise, the GOH's ~
.nmonproject support of the main prégect office has been delayed on occasion and,
until April, 1979, was then baid in from accouﬁts deéignated as GOH.Eroject '
‘patticipation. Such apparent diversion of funds, having the effect oé :educihg
'thé GOH's net project contribution, may be a thing of the past if a firm new
aérecment fog ﬁ'regular monthly $12,000 deposit for office costs holds up.

Tgere is n; such.agreement for the project deposits, however, and they repoft—
Aediy remain in arrears approximately to.the extent of.the diQersi;n ($254,000) .

b. The effect of slow funding on actual operations may not have been

'grant;~cxéepting, perhaps, where morale was daéaged b; delayed salaryApayments
or aﬁindividual's work program was disrupted. (Delays in funding the light
brigade, ircpeding that operation are a separate matter in which the cause is a -
still - peuding policy issuc.) But fﬁ;né is a reason for concern over what
caused delays in deposits for (other) activitieé.' More than red tape was

“involved, we believe, In fact, as we understand it, there is an underlying

)
]

shortage of budget rcvenues. Aggravating the problem is the GOH's anticipation
of PL480-III resources. Counting.pﬁ them for certzin development purposes,
the GOH seems to have cut back on rkgular budget funding for those same activ-~

ities (including the project) in'{avor of other unfunded sectiops of the budget.
, TR ) ,
Existing PL480 local currency deposits have already been used for sections of

ot " N - . t
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the project that were to have been funded ftom the regulat budget.

This diver-
sion or saving of regular budget funds and its replacement by PL480 money is
said to have tal:ean place for all of GOH project funding.

8.

Releases of U.S. Local Currency Funds

For its part, the U.S. has contributed somewhat.to operational delays.
A current pending list involving just over $25,000, for example, includes four
S 5 D. (&4

cases ranging from 1-1/2 to 4 months of delay

Although these snags eppear

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 as signed to their positions some 3 months after his arrival.

! .

l

¥

!

Most of
tho,c hired for the project (engineer, equipment specialist, storekeeper,

agronomist and others), and some of those transferred to it by TPTC (including

\an engineer) arrived somewvhat’ latcr than their adviaors
kdelays

Alth0ugh these
ol

were not e\cessivc, they do prescent the anomaly of advisors in place

without anyone to advise.

- ‘ ol
‘4 ) N e

PRV
10. Private Designs and Contrdcting

i

The changeover in approach to private contractors (from the original

i
unquantified straight line mcthodlto detailed gpecifications) took up some
40% of . the project s life span (25 mouths)

One might assume that obvious,
egregious and pethape inexcusable mistakes were made in developing the revised


http:methodj..to

g0

. method. Apparently not, howeQer. With ;nalysis of"the procéss step by step
(see.above, under '"Road Reconstruction and lmprovement''), an unreasonable
accumulqtion of perféctly reasonable delays is revealed. The explanation, if
any, may lie in a failure of communication bétween project technicians and
ﬁotential contractors, that is, inféot being cohsténtly aware of contractors'

needs and attitudes and not acting to raassure. them.

© 1. Bricade Assicnment

. Ruling the Cavailloh—Barraderes road eligible for inclusioﬁ inlthe
Feede} Road Praojecc, TPIC assigned the South Bfiga@e to work on that road,
faftcr completing the Houck-Poit Salut section, ratber than deploy the Brigade
* to sections originally selected for the Project. - Howevért the pace of this '
E bpératlou‘seems espécially slow, with 707 of it‘xemaining to beidone. Hence,
\ the Brigade will not be available for work elsevhere for a long time. This
§ method of brigade assignment also vaises a questlon in our mind about the
‘ EStability and appropriatencss of the cilteria used fo; selecting roads into
Eﬁhe Proiect;ll ’. : .;:, b ‘ .
;

12, The Pilot Project S o ..

. '

The labor intensive project got under way in November rather than

"ln‘ ,
February, 1977. Funds for it were -then ”borrowed" from brigade accounts, AID
funds for the Pilot Project haviug beLn frozen pending fulfillment of the

Condition Irecedent requiring the-COF to provide a time-phased implementation

plan for this component of .the projbct. .o .t' o
s vt i '.' Coa e .. e,

Y,

A Eopic, however, not included in our Scope of Work.
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13; Equipment Down-Time

Equipment down-time at project sites has been substantial. Along

with delayed offshore procurement and the slow turnarocund in revising the

o
approach to contract specifications, this must be counted as'an important

cause of delay in the overall performadhe of the project.

.
T
:

14. Various

We learned of a number of other administrative and operational delays

that were not crucial in their effect,vbut which indicate a general sluggish~-

ness 1in project implementation. Examples: slow processing of field requisi-
;
LI

\
1

1
.

tions for materials; 6 months to mount a field lubricaticn umit om a truck;

rmonths to take action to obtain a culvert mold; 2 mohths'(and still pending)
Lo rent a tractor for the light brigade.

: ,

!

i.. .
i 15. Evaluation

4

. Y
' 0

i .

\

Certain decisions necessary to reprogramming the project have been

\ PR

put off until complerion of this mid-term evaluation. That being the case, the

nate: and it can only be made up if_tﬁose conce

tiﬁe lost through postponcment of the 'evaluation from Fall, 1978, is unfortu-
~ problems.

[
s

rned now focus urgently on the

P e . [}
L. . " * 1
. Coa . [)

COMMENTARY ¢

A. As notcd;'delays,hdée cadSGd'furthér

Adéldys. In additfon, delays
have disconnected interdependent parts of the project—equipment from labor,

advisory services from operations, ett., Coustruction brigades started work
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-

vith partial equipment, spending for brigades began before arrival of advisors,

and the brigades are at different levels of mecranization. In-country tours

of several advisors (leasing service, heavy equipment) expired before their

- operations began. Morale and prestige have suffered.

<y

Managers are worried

o
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 in overstatement.

Not all delay is per se damaging.

Quantity of ~output may be a function of delay, but that is not necessarily true

N

of quality (espec1ally in a dual prOJect with human and 1nst1tut10nal objectlveg

.

as well as phyglcal). Nevertheless, we summarize overall effects--physical

finencial and time.

'
)
i
} ",
y
\
i
\

\ 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

tlme, some 45 percent of the GOH's local‘currency contributions, 70 percent of
\ R
&L(llll. Luuu: dllu HU [JLLLLH.L UL LU.L. LUd“. \bd.y 50

. - b ] ' 1 \ T 1 '
JU percelltl oL did .ELI,U.U.S} lidve peell
s el

e%pendad. Meanwhile, 9.2 percent of“the roadé;have been reconstructed (87/940).
The lack of symmetry between "funds éxpended" and 'roads reconstructed" may be

v

mitigated to some extent by certaip'éapital start-up costs involved.

SRS

The

A

"time - roads" difference too is due to a small extent to the fact that pro-~

duction per month is not conceived of linearly, but should be incremental as

I
These factqrs however, cannot explain away the pre-~

.
.. . -u,. «

ponderant imbaldnce. - . e B '

the project progresses.
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D. While the pro&uctivity of the Sriéadgs in kilometers per month was

expected to be far lower during the first half of éhe operation'than in the
second, obviously, the'rate of productivity increase is sucﬁ that output per
month is‘less than one-third of what it ;hould’be at this stage of’the program.

. Note, however, that it would be cnt}}ely fair to set forward at least twa "base"
.dates-—for the start of brigade opérations and for the arrival of TAMS~--and
this would somewhat improve ghe piéture drawn above by measuring perfo;mauce
.dufing actual time at work. (We are obliged, sf coufse, to use the official.

‘time-frame representing the lender's viewpoint, that is, the lban period, in

assessing project progress overall.) - " ' .

: E. Between the Stools: There is a clue in- the prompt departure of the

[

short-term consultants and the late arrival of the long-term team. The project

g

was not designed for direct USAID management; and yet it was so managed for
) #early 14 months, including the preloan grant period. The project could not
ﬂe turnied over to the borrower's ummonitored control. Nor was the USAID in a
pbsition to cover the technical gap after the short-~term consultants left. 'The
o !
pﬁoblcm secms to go back to a design fault (oﬁe that is aggravated but not
‘ereated by delays), but it is a fault, in scheduling, that might well have been
challenged and corrccted early on.. In any case, during the interim, no one was
responsible solely for the project%,and no one: could bring forward lessons
learned at the start to problems f#ﬁqd-at mid-term.
'jf"; <
A \
$

F. The Problem of thefPerceiVEd;Self-Inﬁerest of Outsiders: In the

LY + LY . .

Haitian private designers and contractors

.prdjec:'s relations and dealings with



ovegconfidence 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.ter:itory.

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 arc 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 to-work 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. Uamanageable Offshore Transa 1ictions (procurement of goods & services):

i These procedures, which havc so skewed the tlme—framu of the, project,,
. ' :

\pose a dilemma. Following the procedares, a progect responds primarily to

ﬁlegal and political exigencies at home rathen.than to practical requirements,
realities and objectives in the field. Since ‘USAID staiff, as do many others,

choose to follow U.S. Government regulations, there is no ready solution.

H. Another fact in these tx%néacticns ig that the parties must play some-
o \

o i

what artificial roles: SR .

.
.
[ I . . .

a. The GOH which is designited as the legal proprieter of the project

and the executor of all its actibhs-Tbht which 1s unskilled in the ways, for |
- - r'] N
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example; of justifying waiver.reqﬁeéts;
b. The consultants whose fuﬁction is ostensibly advisory and instruc-
tional only—~but who nevertheless suffer.if theprojecf is poorly executed; and
c. The U5AID which would .like to steer clear of implementing details,
but whiéh is drawn into them by dsgéﬁlf in a mo;e or less continuous'séries of
crises, large and petty. A mnet uncertainty over de facto responsibili#ies is

the result.
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~ INTERMEDIATE OBJECTIVES (PURPOSE)



Group Seven was able to conduct two shofc field trips to collect data and
gather information on early indicators of socio-economic effects of agricultural

feeder roads to date. -Two reconstructed roads were chosen because one was

machine~-tased, the other the labdf-inéensive_pilot project.

The machine-based construction is located in Northern Haitd and the field

tfip took us to Barriere-Battant-Carrefour Menara—Dondon;St.-Raphael aﬁd

.fip;lly Rignon.

. Thé labor intensive road is located in the Yallee of Jacmellandlﬁhe field
trip too£ our‘investigation to Jacmel-La Vallée—Bainet—Trouin~F§uche-B1ockauss-
.T;rnier. | |

Thosé two sites weré chosen,'&o yileld a p;elﬁuinar& and tgnfative composite

picture across the two different technolbgies.'

\
F
). .
Reduced Transport Costs

H \. Interviews conducted with passengers, city officials, bus and truck

LY

-
-

;
kI . il

didvers, expert informants concur to imdicate-substantial reduction in bus and/or
A : ,

i .
truck fare as shown below: | .

Bus Fares in Gourdes. - 7 Before* Aftert
Pignon-Cap Haitien 17.50 - 8.50 3.50 ~ 4.50
St. Raphael-Cap Haitien T, 6.50 - 7.50-8.00 2.50 - 3.50

- Dondon-Cap Haitien ';f:f;' 2,50 - 3.50° 2.00
Barriere Battant-Dondon phite . 12.00 - 3.00 1.50 - 2.00
Bainet-Port au Prince : PN . 110.00 7.00

* The before-after comparison is,nof'encirely clear-cut, however. Unfortunately,
"before" also réfers to rainy seasol, while "after" is dry season. ' However,
before reconstruction, the roads were not operdtional even when dry. : .
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COMMENTARY :
‘The factors explaining reduction in tra:sport cost are manifold. Reduction
“;ﬁ fuel consumption is a wajor element.  Truck drivers at Pignon and St. Raphael

* indicate clearly that they consume.less fdel now than before. In Northern Haiti,

bH

to reach Pigncn from Port;au-Prinée thrOugh.Cap~Hai£ién—Doudon-St. Raﬁhacl

which is a considerable detour, truck drivers used to consume up to 35 gallons

of. fuel. Now, dué to the improvement of the road, they travel through the

Central Plateau, i.e. H1nche~Lascahobas, and consume approximately half a tank
v

of fuel (17 to 18 gallons) In additlon, travel tlme is similarly reduced

Fuel savino ia also indlcated by the truck and bus drivers of'the-Vallee of

-

Jacmcl.

- Increased Transport Services

There are now more frequent trips'in Northerﬁ Haiti from St. Rgphael,
P1énon~Dondon to Cap-Haltlen Hinche-Lascahobas, Portnauu?riuce and other places
now linked by feeder roads Peoplé from St. Raphael and Pignoﬁ can make now up’
to two triﬁs a day to Cap-Haitieﬁ any'ggﬁe. 'It.ig also easier for people at
Pignon to go to St. Raphael.or Donh;h -;f

fhe se oaqervations al,o semnvalldfor thé Vallee of Jacmel area. People
from Jacmel Trouin, Fauche, Balnet Blockauss make more frequent trips to
Port-au-Prince and in less time. " During the rainy season, it was not uncommon
for either truck or bus on the B;;;ét 1link to~have to stop for 2 or 3 days
after a rainstonm to wait for the - rond to’ dry. Nor. was ic uncommon for peoble '
from Pignon to have to stay overnigh: at, St. Raphael en route to or from v
.Cap-Haitien. Sometimes, they even had to make overnight stopa at Dondon and

‘ .

St. Raphael en route to Pignon.
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7H1th the road operational year round, tbete-is'less risk involved and'>

'bus,'ttuck drivers and passengers are taking advantage of the oppottunity.

Increased Transport of Perishable Goods ’

Pecple interviewed in both Noxzthern Ha1t1 and _the Vallea of Jacmel area
L

7.
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 whlch
"‘the area is particularly noted, it may be hypothesized that in the long rum,

farmers will increase that production., In the past, grapefruitg were often

left to rot on the ground before trucks came to.la Vallee, . Our informants
reported ‘increased production of grapefruit and vegetables, but the latter is

. T v . b . P . . .
traditionally for local consumption. Now, given the increase .in traffic, the

presence of more middlemen and also easy access to other market centers, includ-
}ng Port—éu-Prince, it is conceivable that farmers miéht respond favorably to
.sucb incentives and increase both their productivity and prodqction. However;
‘due to lack of baseline data, and the rathef superficial nature of our current
information on production, certalnly no deflnltlve conclusions can be reached.
As for tbe borthern segment, St. Raphdel should be the first place vhere

the presence of the road might be expected to.increase the producticn and trans-
port of perishable goods. St. Raphael, is traditionally considered as the

. . :‘"‘l N
granary  of : Northern Haitl, the first market center in the North and the

third largest market center in the Republic. :Among a variety of other agricul-

tural commodlties, they produce vegetables such- as tomatoes,'onions, and
. t

cabbages for local consumption only. \ Now-as is expected by the local elite and

.u,. . vy

members of the Federation des Conseils Communmmaires with the road operational

year round, St. Raphael will be able to regain 1ts traditional market functions.



icilitaéed Delivery of Agriculrurél Inpdts,

The delivery of agricultural inputs is generally quite limited in Haiti.

Even already accessible places, located near major towns and cities- through-

1

out the Republic, do not have acceﬁ% 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 allucation .
.créated. At the local level, the Councils for Community Action and thé.gedera-

tion of Councils for Community Action are potential channels to be used to

reach .such pbjgctives. "Then the feeder road will- play a significant role. For

, the time being, the question is one of availability rather than déliveiy.
Increasaed Accessibilityv to Soclal-Medical Services

.In Northera 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 thoso services is under comsideration. Though
mnre peaple from Pig

-

ireadily available facilities at St. Raphael, the road is only one factor which

'hay be secondary to the process 6£:rabid inté}pal migration. The effects felt
By St. Raphael are also felt in Cgﬁ;ﬁgitién. However, peasant farmers indi-

cated that now it is easier to sena;their children to school at St. Raphael

and supply them with a steady flogiof:groceries. It is also easier for them
. "“.‘. " . ¢ . .

LRGN BN

to use mediqal services at St, Raﬁﬁdel or'Cap-ﬁaitien, if neceséary_
i ' ‘.'. ‘ . . A . .

-

o i(’d'”""



Fot people iq Jacmel and La Vallee,. uppermost in their mind is the possi-?
bility that the link to the new Jacmel-Port au Prince road offers for- trans-
por;ing of sick people to the hospitals at Port-au-Prince and Jacmel. - Before

" the road became operational it was extremely difficult.lj

+
ar .

. . .
e )
. )

¢ '

v A community leader at Ternier descrlbed the agony of transporting her very
sick son by donkey down the steEp .slope to«Policien, the nearest point on

the old Jacmel-Port au prince road. H

.



ULTIMATE OBJECTIVES (GOAL) - ° - .
FINDINGS:

1. Increased Small Farmer Income

[y
"

a. Councils-for CommunifﬁlAction-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’detérmine

the effects of égriﬁultural feeder roads upon the income of small farmérs,

- . - \ . M
2. Increased Rural Employment

a.' .The La Vallee road, involving ldbor intemnsive methods, resulted in
‘ﬁoie immediate employmenf than the Northern segments which were méchine built.
# .. : :

{

\

Y

b. Rural employment can be expected to increase more ggnerally'if-
L

ncrease both productivity and production.

-—

c. Being an ultimate objective, again insufficient time has elapsed
tb.detérmine any impact. In addition,
\ .

some rigorous baseline data, now lacking,
. |.lc" . i
would be needed. ’ N

w



" BENEFICIARIES - - ..

Project Paper Expectations:

* In the Project Paper's Social Anélys;s,:the project's beneficiaries are
expected to.be:: '

. ‘4
v

t .

)

A. Small farmers: enjoying increased productivity, empleyment and income,

with decrecased underemployment and an improved standard of living 6beré11,

. taking social services into account. -Benefit would be conveyed by accéss:to

markefs,'inphts, credit, services and rerail goods, and by nonagricultural earn-
- ing opportunities.

s

r
)

B. Local services and enterprises: i1in subcontracted road work and in
transport, repair and other services where benefit would come from reduced costs’
\ and increased demand.

)
1y
y

:\
|
"\

C. Community councils: whose role and status would be expanded and

2conomic activity.

. T
[l

atrengthened 'and which would receive incteased: revenue deriving from increased

, -l
.«
'

R v
. ]

D. Womegn: in an expanded arnd-more prosperous marketing function.
'

E. Populations of certain aréﬁsk' who might feueive wages and salaries
"z‘:. ., .
directly from project work.

. . 1
. 1
. . . ‘

cale ...‘-": "
Not mentiondd is an obvious beneficia

LY

ty group that to date has received
the g'i'eateat benefit, thc most dir'eét.l:y.: ,from' ;hé project, that is:
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. F. Employees of brigade and other road bbera;ions:- of the ELS, and of

the project's central office.

" In the PP's Economic Analysis, a minimum of 10% internal rate of return
from broject invesﬁment was expected with at leastc.a 1.91 benéfit/cest‘ratio.

Hence, there would be "substantial’ economice and social benefit of several

kinds.

-FléDINGS:

.Too'few'of the project's 6utputs and too little of any of theﬁ have been
;eaiiied to reveal much about benefits the projcee mey ultlmately produce.
Even partial comparison of tﬂe neglipible Benefits to date with expectations

“is pfemature. ﬁoweyer-—and for %ﬁat it is worfh;—we present some quantified

data and some observed results, both of considerable interest.

" 1. Direct Payments CGenerated by Project Operat:ons through March, 1979.
. (See above "E" and 'T".) .

a. South: Cavalllon—Barraderes-*up to 170 workers

- - and supervisors, at anv givé time, were vaid - § 137.435
% b. South: Port Salut-Houck, 'the sams 170, paid ‘ 92,850
4 ~ c. North: up to 230 people paid - , 196,385

K . S Subtbtal brigades $ 426,670
d. By contract: some 25 people (all costs $17 385

paid about ; $ 9,000
e. Labor Intensive Pilot 815 people’ paid o 140,700
£, Light brigade: 385 peopLe paid _— 54,875
. ,‘t" [
.,.' dubtotal irregukrs $ 204 575
g. The ELS: about 30 people (overhead o Lo
: .$27D 000) pald - about " ‘ Yo P . T 150,000
h. The project's central office. Coe . o o
. 35 people, wages and’ salarles e ' s 161,000
- - . / Subtotal 1nst1tut10ns $ 311,000
TOTAL: some 1700 people receiving (not qu:l.te $lm) $ 942.245‘ 1/

;j We do not. believe cnleulating the authentie “mea

i T 7 i il e A
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2q'.0ther Categories

L 2

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 Inténsive:Pilot Project, in the

South, and in the North at Barrieres-Battant ind aiong‘the Dondon-St. Raphael-

Piguon route, worked by the North Brigade.

'

These micro findings are encouraging, on the whole. Bus traffic in-

'créased) rates may be lower, transit time decreased. Increased movement of -both

goods and services are noted. Increases, possihbly 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 tham last
~$year. "Greater competition among market intermediaries, due to access to farms
-\- . . . : .
Y

\phat the roads give them, has increased the prices.they are payiﬁg farmers,
'Feporgedly; Increased access to and by social and other public services was
l .

&hother result., .
t . .
\ Against this, some tradeoffs and offsets occurred. Traffic increased

X4 ‘

oh new routes somewhat at the expense of traffic on older routes. The community
c&uncil,in La Vallee was split anﬁ;embittergd"by TPIC's alleged mishandling of

thé'L.I. project--and, later, in its abaﬁdbnipé of local labor in the brigade

BRI
.

work that completed the section. .
. P

These and other observatians are discussed under Intermediate and

oo,

Ultimate Objectives sections. phte L 4 _ .
. . * “ .. \ : ‘ .

0
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commmmu :
. Where.the roads were_ﬁuilt, initial effects were easily discernible,
Additional roads are likely to bring similar %ésults. |
But these are méinly qualitat;ye rather than qqantitative observations.
‘We remain skeptiﬁal about thégquantified=cousequenccs of the préjecf,
‘especially in benefits compared to investment. The range'of 10%Z for interﬁal
' ;ége of return and 1.9 in benefit/cost seems improbable.‘ Eof one thin;, cost
L(per km) has.ruﬁ more than double the PP estimate for brigadé wofk anq aEgut
1302 abobe fFor Fontractéd work. The cost situation may improve‘with greater
'brigada efficieﬁcy; but the averaée cost for 5 yeérs is not liﬂély to bé brought

back down nearly to the hopeful estimate that underlies the economic cost-

benefit analysis.‘

\
r
LY
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| UNPLANNED EFFECTS - .
Has the project had any'uananned effects? A : o

FINDINGS: w
bt p
b

1. Only three sectiouns of rohd have been completed to date in the project,

totalling 24 km in the North and l8 km in the South. The oldest of thgse.has

been completed 7'months; the more vecent, 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 effécts, planned vr unplanned, but some tentative indications

\ have been dctected hased on local interviews and observatlon.

a. Some local residents foresee a loss of business activities on

unimproved adjacent roads which formerly served as alternates to the (now)

j‘improved roads. If true, this could behéﬁit one area at the expense of-another.

t

{ b.  Because of hetter access,;increased'competition for local produce
%eems to be cccurting among middlemen. Slmilatly with trsnsportation..
é. c. Improved roads have soafled an iofercst in local "penetration"
roads or trails to permit- transporo ‘to the improved roads.

d. TPTC hired the Consultant AdmlnlstraLive Advisor when his term
oas completed to implemen; that wh;ch'he had hﬁlped plan as an advisor.

A H : R
e. Dissatisfaction nas bggn\expressed by some local officials and

tho Fedetaiioﬁiof‘Councils.for CommunYty Action because of the low rate.of


http:Federation'.of
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embloyment of local residents by the construction b;igades."
f. This dissatisfaction, clearly expressed in their anger and frus-

tration, may have deeply affected the morale of the members of Councils for

[ .

Community Action and . reduced considerably their participation in related

Wt

development activities. ,?

g. Thils has resulted in expressions to the effect that the 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 péqple from a =
list submitted By the mayor of the city to the road engineer. '

i. The construction brigade has reportedly had a -negative éttitude

"

T towards city officials and' local residents in some areas. They simply ignored

,\thcm. In one instance, the construction brigade has apparently refused to

-

ompensate a peasant farmer for damages caused to his property.

j. Some of the local communities are quite concerned about increased

< e

ehicle speed through their areas to thédpoinf that they plan to take proper

B e -
'

1

aétion to enforce tratffic violationhs with local authorities.
! . :I ". . Joe
COMMENTARY : . o

Any more complete/definitiveYiigorous analysis of the question will
. require a greater research effort, s,

"
.‘.‘u‘- LI
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RECOMMENDATIONS/L.ESSONS LEARNED

With regard to the Feeder Road Project as an organic'wholc, Group Seven
suggests the following:

"
{;
1.

That objectives be redefined, the physical vsg. instictutional dichotomy

clarified, realistic targets identificed and scheduled, new costs determined.

2. .Launch such a new project phase with an all-day conference in which

the new plan can be digcuysed fuliy and agreed to By TPTC, USAID, and the
'COnsultnnc{

The Conference should'reaffirm'ﬁutualicy of interest and.good
A faich. | '
) ..
\ :
\ l
{

%n the new phase, by moving closer to TPTC physically, administratively or just

L}

" 1__.. -

That the liquidntion of the Project as d separate cncicy bapgin early

on a communxcation bagi
:\

\

an

Consultants should visit more and fraternize more,
= an to build mutual respect and gain.@gtuai inoight, at least on issues of

COITImOn coneern.
" . * :I N . Coe
¢ )
i
; v

b,

Show far greater interesp;ﬂ?ecoghition and support for the TPTC Reor-
. ganization than heretofore.

It may wLnd up to be a more significant factor

for concinuing feeder road 1mprovemenc chan Consultan: g entire services.
1R

, .“.. o

. ' ) 1.. ’ ¢ o . *

5. Ronsacaa.cou's :rﬁa abilicieh and-intencions to finance the project.

and. Minisc:y of Financa, l T

This should be done through frank discuaaiona wich TPTC and Ministry of Planning
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6.,  Look ahead to project personnel re-ehtrY.inéb TPTC and begin to shape

their project work (and status) in anticipation.

7. With regard ‘to the machine vs. labor-based dichotomy, consider the

'0

following strategy to guide future?road-work:_
a. Conceive of two construction modes - ' s

(1) "fully mechanized," that is, the Heav& Brigades;

' (ii) '"Labor inten51ve," that is, the Light Brigade as an' equlp-
. y ment-assisted labor-intensive approach.

b. Classify all road segments scheduled for reconstruction/improve-
ment. into two categories (based on terrain and availability of‘haterials):

average to difficult and easy to averace.

: ¢. Progranm more'difficult roads for machine-intensive work; easier
S Lo , . .
Yr

oada for thalabor~lntensive mode.

d. Survey the casier roads to determine where self-help/Comnunity
ctiou road work might already, be in progress, Assign priority to such road

Se"ments for labor 1ntcnsive reconstruction assistance. Work through existing

:meunitv institutions. Respect integrity of local procedures and preferences.
H * : St

Agsure that the road engineers (both TPTC and Consultant) assigned to such sey -

-

mehts are aﬁtitudinally committedléo.the‘viebi}ity of this method.:

E e. While the ﬁeavy.brigadqiyorked on. the more difficult roads in the
South, the light brigade could wo%g;on the eae&er.roads in the North and then
vice versa. "}if:' ‘

. ‘l_,‘ C

£, TFor mechanized construction hiring of small complement of local
personnel, allow the field engineer the addicional ‘control of direct hiring of

his men. (rather than dealing with Community Councils).



With reégard to the technical éspecﬁSi_Group-Seyen suggests:

8. That the survey and deéign efforts for the brigades be re;examined
to determine what is essential for their use ‘in construcﬁion‘and that the

‘qffoft be limited to those needs.

. H
9. That the soils and laboratory effort be directed solely to locatlng

-~ .

. and testlng su1tablc sources of base and surfacing materlals for constructlon
" use and> that compactlon testing be ‘terminated. (Thls does not imply that com—

paction requirements ‘should be decreased oy.heavy brigade work.)

-10. ‘That tw6 road sections designed by engineer consulfantg be. advertised

" for bidding by private contractors. The prices should be .reviewed for compari- -
son to.brigade unit coétsfand the projects awarded if not excessive. The
\ expellence can bc used to determine the future of the contract construction
‘s
1
1

mode of the progrdm Road sections selected for advertising should be of

%sgff1c1ent length to justify contractor investment and mobilization. 14
\ .
Voo ' Lot

.
[)
1}
.

I

J1. Delay widilizing additional éngineeringJCDnsultant services pending

progress and decisions on contract construction activities.
" L]

LR
. »

; 12. That the light brigade 5e defined as'a'labor intensive-lightly

equipped mode and be formally authorized:and.adequately funded. That costs
‘ ‘ L 4 v S .
of production be maintained for compari%pﬁ'with heav% brigade construction.
: , BN ."&"';' . | . . . .
_1/ The private contractor mode should not ipso facto exclude 1abor~based technology.

‘Indeed, tha profit motive may ba just the dynamxc needed to assure the requirhd
© amount of effective supervision and managemqnt 1n labor-based methods,




13.

That greater emphasis be placed on budgeting the brigades on the

baais of work units to be accomplished rathet than time and materials consumed.
14.

2

Preclude future undue delays in equipment pfocurement.

o
.
15.

'

W1th regard to the tralning runctlon, we recommend:. :
a. Bring in a capable trainlng speclalist (s~ 4) in French and
respectfyl of Haitian. culture and individual abilities.

b.

Convert appropriate material on hand irto training'material
c. i

Consider a'managemeﬁt training course. (See Appendix for
illu tratlve syllabus.)

-

16.

.

Another -evaluation in one year to assess the situation and restruc-
ture it as t

=T
pu—ly

Lthen necessary

17. Regarding Project Control, we suggest a financial audlt to determine
funds spent on:

surveyu, design, and constructlon separatﬂly, and conqlder
.I

dmsefibures vis~a-vis the prOJect ﬂtandards spec1fled in the PP.

18.

e
A .

‘tl

A baseline study on selected roads scheduled for improvement but

. benefits.

before such construction begins, to.allow subsequent determination of socio-
economic o
' o ‘:-_"‘ [

e

. L

i .
A _ { . :
19, Apropos ofconsultan; staff”extensigns:(ih-light of near ‘exhaustion of
. ot IR T - v - ot
funds), we believe the following to be desirable:(at least to serve the physical
objective of the project)



A.iijngiﬂ

.. @ Coﬁtinuatién of the Sénior'ira;spoftation.Advisor'a term és 
| originally proposed. |
- b. Continue with qualified road construction advisors ‘(not neéese
'Sarily professional engineers) assigned u;ﬁhe three brigades until ghg latter's
poténtigl.can'be determined after ﬁéceiving tﬁé.full equipment ailotmeht.

c. Continue the heavy eqﬁipment mechanié,advisor' for a simiiar
pefidd.‘ ' | |

+

d. . Provide strong counterpaft direction for the functions covered
_by'tﬁe Traﬁsport'Engineef.Advisor and ¢gontinue the Transpoft Engineer Advisor's

term until the functiqn has an oppofﬁunity to reach'its poténtial.



heavy brigade:

..iight'brigade:

_labor based’

or

labor intensive:

engineering consultant

or
de ion consultant.

', force.account:

‘heavy mechanic:

subbase:

base:

surface or
surfacing:

' 11‘1"

DEFINITION OF TERMS

A TPTC construction unit'equipped with the full range

-of road building equipment normally required for the

type of constructjion being cenducted. Typically in-
cluded are: bulldozers, graders, loaders, compressors
& dump trucks. . .

A ‘TPTC ccgstrucfiom 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 or.entirely By 1aBor;‘with hand

tools, wheelbarrels, etc. May on occasion be. assisted.
by some equipment.

Private engineesing organization retained by TPTC to

‘make surveys and prepare ‘design plans, estimates, etc.
.Used by contractors as a-basis for submitting proposa

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 quélified to repair heavy machinefy, 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 pTaced
May vary from flrm to soft.

A material usualiy consist.lno of either small rocks,
on the subbase to prov1de support for vehlcle wheel
loads. Should vary in thickness depending on qualLty
of subba&e. ' Coe

1]
]

Mixture of gxanular materials such as gravel, crushed
rock and s01l 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 thicknéss of base. Practical minimum thickness

- depends on compovition of materlal weathel, traffic,
T etc. . . o

. \
. . [}



compaction:

. straight line plan:%

o

i

‘ELS

or
SLELC

1

i
i
.

i

.prov1de sipilar resulLs.. BT

Equipment Leasirng Service

R LS e e . ' .
Vo oL C e ' 118
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. T, . el e H
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i
14
]

Compressing ‘the materials together. ﬂ%ually applies
to base and surface.  Provides greater stdbility by
interlocking partlcles as well as’ provi ing greater
resistance to erosion. Usually accomplished wich
rollers but can-be obtained by wheeled ;raffic. Not
always considered essential inlti“lly for low cost:
roads since time, weather and usage’ will eventually

¥
3

A sxmp11f1ed method of providing an enyipeering plan
for use by comstruction forces in the fieJd Has the
effect of greatly reducing preliminary surveys and:

" design effort but required more field deélsions dur-

ing construction. ]
' |
or % »~- i

Serv1ce de Location d' Equ1pement Lourd deiConstruction.



