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. 
--I__W-,. .-_.--.. EXECUTIVE SUMMARY , . , .  - .  . .  . 

A. This evaluation study took place at a point  i n  t i n e  when 48 percent  

of the Project  term and one-third o f  t he  Consultant tour  had elapsed.  

.. B. We were to  concentrate on SE?RRN i n  our study, '  & r e  s o  than on t he  

. t an t  

: C. Our f indings and analyses i nd i ca t e  t ha t :  

1. GOH support, a l l  i n  a l l ,  has been adequate. . . 

2.: Half of the  assumptions i n  the  design matrix a r e  a t  least 

. . questionable. 
. . 

' 3.  There has bees l i t t l e ,  i f  any, SEPw coordiaat ion wi th  o t h e r  

development ac t i -x i t i es  . . . .  
. , 

4.  Consultant general ly  has given good advice  in t echn i ca l  a r e a s ,  b u t  

is' somewhat i n sens i t i ve  to cu l t u r a l  milieu (with t he  ' =ceprion of Ha i t i an  
.' . 

s t a f f ,  of course). 

5. Advisor-count.erpart. r e la t ionsh ips  a r e ,  on average, f a i r .  

6- Consultant's mode t o  date has been planning and preparatory r a t h e r  

than implementative. 

7. There is ambiguity as t o  whether his r o l e  is t o  b e  advisory o r  

d i rec t ive .  

8.. . Available S E P W  equipment i s  

growing) ass ignnent . 
inadequate f o r  t h e i r  t o t a l  (and 



9. On t h e  ou tpu t  s i d e ,  t h e  SEPRLY (Road) k h t e n a n c e  Management and 

Repor t ine  System Report r e p r e s e n t s  a s i g n i f i c a n t  p l ann ing  accomplishment.  

10. ' Planning f o r  equipment maintenance and g r e a t e r  i n s t i t u t i o n a l  v ia-  

b i l i t y  is l e s s  w e l l  advanced. . .  

11. ~ d m i n i s t r a t i v e  s t r u c t u r e s  and procedures  s t i l l  l e a v e  much room f o r  

improvement. (See our  Recommendations.) 

12. Top SEPIUU l e a d e r s h i p  cornparks f avo rab ly  w i t h  t h a t  of  o t h e r  small 

developing country agenc ie s .  r 8 

, 3 The new ~ f a k ~ e m e n t  Advisory Committee i s  a v e r y  h e a l t h y  development.  

14 ,  The new (proposed) t r a i n i n g  p l a n  i n v o l v e s  a 133, p e r c e n t  i n c r e a s e  i n  

number of t r a i n e e s  and a n e a r  quadrupl ing of o r i g i n a l  c o s t  p r o j e c t i o n s .  

While we applaud t h e  energy of t h e  p l an ,  we t h i n k  i t  should  be' modified'. 

, 1S. Although SEPRR?"'s a c t u a l  f i e l d  performance ranges  from e x c e l l e n t  t o  

n o n e x i s t e n t ,  i ts o v e r a l l  p rospec t s  of performance appea r  t o  'have i n c r e a s e d  

s u b s t a n t i a l l y  over  t h e  eva lua t ed  per iod .  Thus, ( a t  l a s t )  we t h i n k  t h e  

p r e p a r a t i o n s  and p lanning  undertaken i n  Phase I, which have  been, r e d e s i g n e d  

in Phase 11, are having t h e  e f f e c t  of enab l ing  and g a l v a n i z i n g  t h e  organiza-  

t i o n  t o  undertake g r e a t e r  end-prbduct a c t i v i t y .  I n  t h a t  s e n s e ,  t h e  p r o j e c t  

is i n  a promising s t a g e .  

16 .  F i e l d  a c t i v i t i e s  a t  t h e  moment are l a r g e l y  (and p r o p e r l y )  labor- 

i n t e n s i v e .  

17. A t  the "Purpose leve l" :  b r i g a d e  o r g a n i z a t i o n  h a s  l agged  ( w i t h  t h e  

except ion  of Hand Brigades); more roads  a r e  b e i n g  somewhat b e k t e r  ma in t a ined  

now than  found in  our Phase I eva iua t ion ; '  b r i d g e  maintenance i s  rudimentary ;  



ope ra t i ng  plan now i n  Community Action involvement is nonexistent  ; an 

exis tence an3 useful ;  p r i va t e  con t rac tors  have been engaged on l im i t ed  

occasions. . . 

18. "Goal level"  considerations a r e  premature, a s  is any d i scuss ion  of 

, 19. There have been few d i s ce rn ib l e  unplanned e f f e c t s  . 
20. There a r e  ind ica t ions ,  and we hope we read them co r r ec t l y ,  of a 

' 

resurgence of hope, i n t e r e s t ,  and purpose among top SEPRR.8 s t a f f ,  a coordi-  
. . 

nated forward t h ru s t  which w e  assoc ia te ,  co r r ec t l y  o r  i n c o r r e c t l y ,  with t h e  
' .  . .  

' 

Ilanagernent Advisory Conzit tee i n  t h e  matter  of coordination and o rgan i za t i ona l  , 

, , . cohes.Lveness. I f  so ,  the  Pro jec t  (Phases I and 11) may succe&,,and i n  the  

process it  may galvanize SEPRRN so t h a t ,  a f t e r  a l l  these  years ,  .it may' get  

off the  ground. 

21. Fourteen G7 recommendations a r e  presented f o r  cons idera t ion  i n  t h a t  

e f f o r t .  

iii 
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' INTRODUCTION 

1. Orienta t ion  i n  Time of t h i s  Evaluat ion  . 

On t h e  6th of June 1979 when we de l ive red  o u r  o r a l  r e p o r t  i n  a USAU) 

debr ief ing  meeting, Phase 11 of t h e  SEPRRh Road blaintenance P r o j e c t  w a s  

exac t ly  23 months o l d ,  i n  a 48-month p r o j e c t  l i f e ,  dated from s i g n a t u r e  of 

?B t h e  p r o j e c t  agreement on July 7, 1977. The p r o j e c t  term is thus  48 p e r c e n t  

. elapsed.  The o rgan iza t ion  i t s e l f  is roughly 6 y e a r s  o l d ;  and the Consul tant  

is i n  t h e  17 th  monih of his 48-month tour-one-third i n t o  it and s t a r t i n g  
. . 

t h e  second t h i r d .  

. This evaluat ion  is t h e  f i r s t  of '  Phase 11, t h e  second of the f u l l  

6-year o l d  p r o j e c t  (Phase I and F i s e  11) . Thus, i t  breaks  ground in the 

Phase I1 context ,  with i t s  Consultant ,  and fo l lows on wi th  r e s p e c t  t o  

Ph3,ce I and - its Consultant,. 

2. Terms of Reference 

Our Staternent of Work. is  given i n  t h e  Appendix. It r e f e r r e d  u s  t o  

Appendix B,  Exhibi t  10  i n  t h e  ~ r o j  e c t  Paper (PP) . This  "Outl ine of P r o j e c t  
4 

Evaluaticn Factors ,"  was t o  some ex ten t  a "laundry l ist" in t h e  s e n s e  t h a t  

* 
i t  asked over 150 ques t ions  on every.aspect of the  P r o j e c t ,  except ing  t h o s e  

noted below r e l a t i n g  to  h i s t o r y  and t o  AID. The b a s i c  format of Form AID 

1330-15, P ro jec t  Evaluat ion Summary . (YES),  Part I1 was specified. 

, The Outl ine was u s e f u l  a s  a c h e c k l i s t ,  bu t  i t s  breakdown was so 

. minute t h a t  f u l l  mechanical adherence t o  'it wguld have obscured some maj'or 

1 thematic i s sues .  To avoid t h i s ,  ve drew on t h e  P r o j e c t  ~va luat iod  Format 



. 
and t h e  Log Frame a s  w e l l ;  and i n  t h e  miin we adopted  t h e  PEF's s t r u c t u r e .  

'r ' 
The ?P1s  d i s c u s s i o n  of e v a l u a t i o n ,  s t a r t i n g  on page 96 of  t h e  t e x t ,  , .  

- :  

r e l a t e s  t h e  importance of t h i s  f i r s t  w a l k t i o n  t o  t h e  " c r i t i c a l  s t a g e "  t h e  / - '  - '  .. 

p r o j e c t  w a s  expected t o  be  i n  a t  mid-passage.' ( I t  i s  indeed  at' a c r i t i c a l  

s t a g e ,  we f i n d ,  b u t  f o r  r ea sons  o t h e r  t h a n  t h e  PP cou ld  have had i n  mind. t 
: m 

See (d)  below. It a l s o  r e l a t e s  t h e  e v a l u a t i o n  t o  a 'second l o t  o f  equipment ,  

programmed a't $2 m i l l i o n ,  no t ing  t h a t  a d e c i s i o n  would h i n g e  l a r g e l y  on i 
p l k n i n F ;  ( r ev i s ion '  of SE'PL.IT1s f i v e - y e a r  p l an )  and on t h e  e s t a b l i s h m e n t  of 1 w~ 

b 

' t  
an i f f  e c t i v e  rcud maintenance system. Progres s  i n  t r a i n i n g  was a l s o  f l agged .  t 

. [  : 

A l l  t h r e e  of  t h e s e  i s s u e s  g i v e  theme t o  o u r  r e p o r t .  . .  t 
. . 

' . The PP cons ide r s  t h e  e v a l u a t i o n  cnntinuum, of which this s t u d y  i s  a 

t 
I p a r t ,  and l o o k s  forwxrd t o  t h e  planned second and t h i r d  eva lua i$ons  ( t h i r d  

1 and f o u r t h ,  couat ing '  t h e  Phase I e v a l u a t i o n )  t o  f o l l o w  a t  b y e a r  i n t e r v a l s  . - 

I. . . i 
i n  mid-1980 and mi'd-1981. i 

t 
F i n a l l y ,  w e  r ece ived  o r a l  guidance f r o m , t h e  A I D  Chief Engineer  and I '  

! 
P r o j e c t  Manager. They s t r e s s e d  t h e  importance of  t r a i n i n g ,  zs an  i s s u e ,  . i '  - .  I 

a long  v i t h  SE??J3?'s end--of-srcject  s t a t u s  ( i . e . ,  where it shou ld  be p e r m -  . ! I 
b 

n e n t l y  l oca t ed )  and .':. l a ~ o r - i n t e n s i v e  program, p u t c i n g  a g e n e r a l  p r i o r i t y  
I 

on t h e  e v a l u a t i o n  of bEFKW, as opposed t o  its C o n s ~ l t a n t  a d v i s o r .  I 

3 .  Discuss ion  of t h e  Terns of Reference 

. . 
a. I n  a sense ,  i t  is  d i f f i c u l t  t o  e v a l u a t e  p r o j e c t  performance be- 

cause  t h e r e  has  been so  l i t t l e  o f  i t ,  as d i s t i n c t  from p l a n n i n g  and p repa r -  

ing t o  perform. Hence, o u r  a t t e n t i o n  swung i n e v i t a b l y  t o  t h e  p l a n s  and . 
p r e p a r a t i o n s .  



b. Scant descr ipt ion,  d e t a i l  o r  d i r ec t i on  i s  included i n  t h e  P ro j ec t  

Paper's design t h a t  pe r ta ins  t o  zones t h a t  a r e  now being s tud i ed ,  planned o r  

f rcshly designed. These i n d u d e :  cos t  accounting, personnel and m'anagement, 

and overa l l  nanagcmeat systems. Another a rea ,  t r a i n i n g , .  was redesigned so 

extensively t ha t  the  'P? is relevant'  t o  only' a  minor p a r t  of it. 
' 

In these  areas we adopted, o r  es tabl ished, 'what  seemed t o  us  rea- 

sonable de f in i t i ons  and standards f o r  use  a s  an evaluat ion framework. 

c. USAID's p r i o r i t y  ( i . e . , * to  evaluate S E P W  pr imar i ly ,  and t he  

'Consultant secondari ly)  was di f  f i cu l . t  t o  f  dllow i n  a l l  ins tances ,  al though 
. 

it was a l o g i c a l  one t o  s e t  f o r  t h i s  point  in the  p ro j  e c t  's l i f e .  I n  t h e  

f i r s t  place,  SEPlW1, a f t e r  a l l ,  has y e t .  t o  emerge from i ts  format ive  s t age ,  . 
whatever t h e  p ro jec t  month. It was n o t  r e a l i s t i c ,  the re fore ,  t o  eva lua te  

. 
. S E P M  perfornance'as one might d i ' w i t h ' a n  organizat ion more on its own. 

We have t r i e d  to idenzify f ac to r s  t h a t  account .for t h i s  l a g ,  but  t h a t  is a 
. . 

. . d i f f e r en t  evaluation i l s u e  (not  performance). 

Second, and perhaps p a r t l y  because of t h e  s i t u a t i o n  j u s t  men- 

tioned, the Consultant takes a p e a t e =  share  of i n i t i a t i v e  in the  p ro j ec t  
. ; 

than SEPMN i t s e l f .  This forced us t o  give .more a t ten t ion .  t o  t h e  Con- 

s u l t a n t  than we would otherwise have done. tiaj'o:: events a r e  a s soc i a t ed  wi th  

the  a c t i v e  par ty .  SEPRKi may p a r t i c i p a t e  in them bur cannot answer f o r  them. 

It was a l so  qu i t e  d i f f i c u l t  sometimes t o  weigh with any g r e a t  accuracy the  

r e l a t i v e  importance of the  two p a r t i e s  i n  givrn events--or- nonevents. 



.: 1 
d .  AID'S r o l e  i n  p r o j e c t  management and i t s  r e l a t i o n  t o  t h e  Consult- / 

L 
a n t  and the  p r o j e c t  were not  s t i p u l a t e d  f a c t o r s  i n  our Statement of Work. i 
They might wel l  h w e  been on two counts .  I? irst, ss t h e  ~ o n s u f i a n t  sees i t ,  ' 

, 

! AXD is responsib le  f o r  t h e  p r i n c i p a l  de lays  t h a t  have plagued t h e  p r o j e c t  on 
a .  t 

matters  including equipment and spa re  p a r t s  procurement, d e c i s i o n  niaking i n  

t h e  revised  t r a i n b g  program, and a c l u s t e r  of o t h e r ,  less impor tant  i t e m s  

s a i d ,  in combined e f f e c t ,  t o  have thrown t h e  p r o j e c t  badly o f f  schedu le  and 

1 , : wasted its resources.  We d id  not e v a l u a t e  t h e s e  charges.  , 

. Second, t h e  r e l a t i o n  between USAID and t h e  Consul tant  isi  o r  has 

been, a poor one: ( In our  f i r s t  in t e rv iew w i t h  him, t h e  Team Leader demurred 

. . ' a t  the quest ion of who was t h e  AID P r o j e c t  ~ a n a g e r ,  saying he' j u s t  d i d  n o t  I - 

. . . I 
! .  know ! ) 1 . 

e. P a r a l l e l  remarks a r e  p e r t i n e n t  t o  t h e  ques t ion  o f  what p e r i o d  should  

be  evaluated. The guidance documents konf ine  it t o  Phase 11, beginning on 

July 7,  1977. But ."projec t"  t ime-divisions of  SEPNlh"s h i s t o r y  'are r a t h e r  

a r t i f i c i a l ,  e s p e c i o l i y  a s  f a r  a s  SDRiihT i t s ' e l f  i s  concerned. The docrunents, 

t h e  funding yea r s ,  and t h e  Consultants ,  come and go, whi le  t h e  6-year o l d  

SEPRRN and i t s  l e a d e r s  s t a y  on. 
* 

G7 had t h e  advantage, of course ,  of  a p e r s p e c t i v e  made p o s s i b l e  

by its evaluat ion  of  t h e  same organiza t ion ,  under d i f f e r e n t  c o n s u l t a n t s ,  st 

t h e  end of 1976.  That helped us to  see what i n  Phase 1  as, o r  was no t ,  

c a r r i e d  f o w a r d  t o  be  b u i l t  upon by Phase 11. Had we been a t  g r e a t e r  liberty 
8 ' . of format, we would have l i k e d  t o  view Phase e1 simply a s  a p a r t  of t h e  con- 

tinuum. We th ink  t h i s  approach should b e  cons idered  i n  subsequent  evalua-  . ' 

- .  - tions of the  Pro jec t .  
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b. With a l l  methods, ob j ec t i v i t y  was t he  guiding p r inc ip l e .  

Accepting o f f e r s  of personalized s e t v i c e  from; o r  f r a t e r n i z a t i o n  by Group 

Seven personnel wi th  e i t h e r  t he  Consultant o r  SEPXU s t a f f  was.discouraged. 

c, Documents i n  English and French 'from the  f i l e s  of A I D / B a i t i ,  

SEPRRN, or the  Consultant f i rm were examined. These were made r e a d i l y  

ava i lab le  to us on request .  

'd. Thirty-seven (37) formal, mostly p r iva t e ,  semi-structured i n t e r -  

views were held i n  the Port-au-Prince a r ea  w i t h  18 persons l i s t e d  i n  Table J. 
I 

Intenr ievs  ranged i n  durat ion from 20 minutes t o  3 hours. f 

1 

i 
. .. 

a e. Prefacing each interview, a f t e r  s t a t i n g  our purpose, we informed 
. . 

t he  interviewee t h a t  w e  would not a f f i rm or d i spu t e  any s ta tements  made. 

 ath her, we would maintain a neu t r a l  s t ance  a t  a l l  times. If. any controver-  

s i a l  o r  contradictcky statement!s.drose, 'they were doublechecked ' f o r  accuracy 

l a t e r  . 
f. With ope o r  two exceptions,  a l l  in terviews were done i n  p r iva t e .  . 

Exceptions were permitted where privacy was no t  germane. This allowed the  

interviewee to sp'eak f r ee ly  without f e a r  of a t t r i b u t i o n ,  r e t r i b u t i o n ,  o r  

s o c i a l  pressure. Tape recorders were not used by Group seven. Although 

notes were taken, Group Seven does not  a s c r i b e  p a r t i c u l a r  s ta tements  o r  , . . 
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4-r' I r l\RN 

SEPRRN 

SEPRRN 

SEPRRN Shops 
& Garage 

SEPRRN Shops 
& Garage 

SEPRRN 

SEPRRN 

SEPRKN 

I n t e r v i e w e r  ( s )  

Ffks, Davidson, 
Hodson, 1.alIell 

F i ! c s  , D;lvjdr,on, 
llodson, LaLlcll 

Ilcdson, 1 ,aEel l  

Davidson, Ilodson ,LaBell  

Davidson ,Hodson 

D q ~ i d s o u ~ H o d s o n  

Dnvidson 

Davidson 

Ilodson 

Dnvidson,Hodsm 

Davidson , Hodson 

Davidson 

llodson 
I 

( con t inued )  



- w 

Date 
(1979) N a m e  

Adr ien  K e r n i s a n t  

. Emmanuel La l anne  

Edward S c o t t  

Reg ina ld  Murphy 

E a r l e  Welch 

BenJnmin W a  t k i n s  

W a l t e r  S t o v e r  

Roger ~ e r o d i n  
Lou i s  A u s t i n  

Edward S c o t t  

Benjamin \la t k i n s  

E a r l e  Welch 

Reg ina ld  Murphy 

E d ~ a r d  S c o t t  

Benjamin Watkins  

Raoul t-lornplaisir. 

Raoul L e s p i n a s s e  

F r a n t z  D e l . 1 ~  

J o s e p h  l l l l t o n  

Reg ina ld  Nurphy 

1 

T a b l e  1. 1 n t e r v i e w s  (cont 'd . )  . 

T i t l e  

~ir. /Adnin/sEPRRN 

Chief  Accountant/SEPRR~ 

T r a i n i n g  Advisor/IURRIS 

C o n t r o l l e r ,  F i n a n c i a l  
Advisor/HARRIS 

Mgmt. Systems A d v i s o r / 1 I A ~ ~ I S  

P ro  j c c  t Pianager/lIl\RRIS 

Garage cia n a g e r / l l A ~ ~ ~ S  

Cos t  Accountant/IlARRIS 
Deputy - r o j  cc t Plgr/llAIl~IS . 

T r a i n i n g  A d v i s o r / l l A ~ ~ I ~  

Project Manager/IlARRIS . 

Mgmt . Systems Advisor/llARRIS 

C o n t r o l l e r ,  F i n a n c i a l  
Advisor/llARRIS 

T r a i n i n g  Advisor/IfARRIS 

P r o j e c t  EIanager/llAR~IS 

D i r .  Ceneral/SEPRW 

T r a i n i n g  Coord i n a  tor/SEPRRN 

Supt .  o f  Garage/sEP~RN 

R'oad Plaintenance ~ n g i n e e r / l l ~ ~ ~ I S  

C o n t r o l l e r ,  F i n a n c i a l  
Advisor/lIARRIS 

P l a c e  

SFPRRN 

S EPRRN 

SEPRRN 

SEI'RKF 

SEPRh3 

S ISPRlSi 

SEPRRN Shops 
6 Garage 

SEPRRN 
SEPIZRM 

S EI'RRN 

SEPIlRN 

SEPRRN 

S  EPRRN 

S EPRRN 

SEPRRN 

SEPRRN 

S  E PRRN 

SEPHRN 

SEPRRN 

SEPRRN 

Hodson 

Hodson 

tlodson 

LnCA1 

tlodson 

IIodson 

LaBel l  

LaBel l  

L a F e l l  

LzBell 

liodson 

IIodson 

liodson 

Ilodson 

l ~ o d s o n  

Nodson 



p o i n t s  of view t o  p a r t i c u l a r  i n d i v i d u a l s .  In t en r i ewees  i n  g e n e r a l  r e p l i e d  

11 t o  ques t ions  cand id ly  and seemed t o  o f f e r  t h e i r  op in ions  f r e e l y . -  

g. a p p r o p r i a t e ,  each i n d i v i d u a l  was asked abou t  h i s  area o f  

work, h i s  e s t i m a t i o n  on v a r i o u s  a s p e c t s  of h i s  own o r g a n i z a t i o n  and that of 

his coun ix rpa r r s .  This  a f f o r d e d  a view of  b o t h  o r g a n i z a t i o n s  from d i v e r -  

geqt  p e r s p e c t i v e s ,  i n v a l u a b l e  f o r  unders tanding  t h e  ' f e a t u r e s  and i n t e r a c t i o n s  

of t h e  ConsuLtznt and SDRZY . 
. , 

h. To minimize s u b j e c t i v i t ? ~ ,  q u a n t i t a t i v e  and f a c t u a l  d a t a  were 

. . 
sought in o r d e r  t o  b u t t r e s s  i n t e r v i e w  inZo&tion  whenever p o s s i b l e ,  .Ques- 

t i o n s  were formulated s o  as t o  avoid l e a d i n g  t h e  i n t e r v i e w e e s .  . . 

. . 
i. w i t h  t h r e e  French-speaking meabers of  t h e  Group Seven Team a n d  , 

the f a c c  tkkt some SEPm s t a f f  speak  Eng l i sh ,  l anguage  was n o t  a problem. 

: Whenever needed, o u r  on ly  non-l&nch-speaking team member r;as accompanied 

. . by another  n m b e r  of t h e  team f o r  translation/interpreting. 

. j. F i e l d  t r i p s  were made on Route 300 i ron  por t -au-pr ince  t o  Cap 

Haiti.cn and on Route 100 from Cap R a i t i e n  t o  Port-au-Prince.  A l so ,  on  Route 

200, from Por t -au-Prhcc  t o  Ldogane, ~ d o g a n e  t o  J a c n e l ,  J a m e l  toward Mari- 

go t  ( i nc lud ixg  s i t e  v i s i t  t o  b u i l d i n g  s i t e  J a m e l  S u b d i s t r i c t  shops)  . (See 

Tab16 2,  F i e l d  Trips.) 

1 / - One q u a l i f i c a t i o n  on t h i s  was t h e  Consultant's p r a c t i c e  o f  t a p e  r eco rd -  
ing  a l l  for2331 Group Seven i n t e r v i e w s  w i t h  each of t h e i r  s t a f f  members. - 
Group Seven has  no way t o  a s s e s s  t h e  e s t e r t  t o  which candor and openness  
may have been i n h i b i t e d  by t h i s  device .  Ye d i d  n o t  make an issue of i t  
because of t h e  pres su re  and because e v a l u a t i o n  of Consu l t an t  performance 
and i~ : r2 -Cansu l t an t  team relations was n o t  t h e  central f o c u s  i n  t h i s  s t u d y .  



L 

Date 
(1979) 

Tab le  2 ,  F i e l d  T r i p s  ' 

Davidson 

Hodson 

P l a c e  . 

Port-au-Prince to J a c m e l  

Port-au-Prince t o  Cap 
H a i t i e n  (Route 300) 

Cap Hait ien-Milot  

Cap H a i t i e n  t o  P o r t - a ~ - ' ~  
P r i n c e  (Route LOO) 

Port-au-Prince t o  Jacmel 

Jncmel-Marigot Road - - 

C e n t r a l  Shop and Garage 

C e n t r a l  '  raining S i t e  

Purpose 

Observation oE road crews 
and maintenance level 

Observation oE road crews 
and maintenance level 

Obscrva t i o n  of maintenance 
l e v e l  

Observation of road crews 
and maintenance l e v e l  

Observation of  road crews 
and maintenance l e v e l  

Observation o f -  t r a i n i n g  

l r k p c c t i o n  of Shops and 
Garage 

Observation of building 
and t r a i n i n g  s i t e  



3. A m l g s i s  and S y n t h e s i s  

a. Data, impress ions ,  t e n t a t i v e  c o n c l u s i a n s ,  and p o t e n t i a l  recommen- 

d a t i o n s  were 211 d i scussed  and a m l 7 z e d  w i t h i n  t h e  Group Seven Team t o  g e t  

consensus and t h u s  i n c r e a s e  t h e  r e l i a b i l i t y  of  o u r  r e p o r t e d  f i a d i n g s  and 

suggcs t i o n s  . 

b. Y e  sought  t o  v e r i f y  a l l  of o u r  i .nformation b e f o r e  r e p o r t i n g  it, 
. 

w i t h i n  t h e  time allowed. 
4%. 

c. bhe reve r  p o s s i b l e ,  w e  s e p a r a t e d  t h e  f i n d i n g s  from o u r  comments . 

and i n t e r p r e t a t i o n s .  

4 .  Write-up and Submission 

a. Appropr ia te  members of t h e  Group Seven Team took  p r i m a r y  respon- 

\ s i b i l i t y  f o r  d r a f t i a g  particular s e c t i o n s .  ' . . 

b. ' Various o t h e r '  members then  reviewed, e d i t e d ,  amplif  i ed . -and/or  

c o m e n t e d  a s  necessary .  

c. Wherever a p p r o p r i a t e ,  t h e  e v a l u a t i o n  r e s u l t s  a r e  p r e s e n t e d  under  

hcadi& of Finding ( s )  and Commentary. 

The r e p o r t  went through t h r e e  t h e  f i r s t  two i n  Haiti, 

t h e  final a t  the Group Scven off  i c e  i n  Alexandr ia ,  Virginia. 

. e. The D r a f t  F i n a l  Report  was d e l i v e r c d  t o  u ~ ~ I D / ~ a i t i  on  J u n e  5, 



f . A meeting took place on June  6, 1979, in the USAID Mission t o  

discuss t h e  major f i n d i n g s  and r e c c a e u d a t i o n s -  

g. This F i n a l  Report is  be ing  submi t ted  t o  LAIDR i n  Washington by 

June 30, 1979, a s  s p e c i f i e d .  



EVALUATION RESULTS 

SECTION ONE: External Factors  



I. Govcrmcnt  of H a i t i  Perfdl-Icance 

1. Budget fund in^ 

a. Evolu t ion  of t h e  Budget: 

On J u l y  1, 1976, S E P I W  requested-and la ter  received-$1,750,000 

f o r  t h e  per iod  October 1, 1976-September 30, 1977 (FY 1977) ,  f o r  i ts  v a r i o u s  

activities. . (The Budget does n o t  d i s t i n g u i s h  C a p i t a l  from Opera t ing  Cos tq.  ) 

For  F"i 1976 and fl 1979, r e s p e c t i v e l y ,  t h e  amounts were $2,677,924 and . 

$3,104,018, Tar FY 1980 ( s t a r t i n g  October 1, 19791, SEPRRN w i l l  r e q u e s t  

approximately $4,685,000. 

SEPrZRN BUDGET DEV3LOPNEhT ($000) 

FY77 - FY78 - . - FY79 , FY8&' 

Adminis t ra t ive  Council  22 25 25 25 

ENRH ' ~ u r v e i l l a n c e  Func t ion  2 0 ' 24 2 4 . .  24 

Directorate General  & 
Adminis t ra t ion  

Technical  Sec t ion  & Garage 295 470 559 .. . 598 
The F i e l d  ( D i s t r i c t s  d 

S u b d i s t r i c  t s )  899 
7 

1475 - 2023 - 3649 - 
TOTALS : 1750 2678 3104 4686 

The GOII ' s  .budget "cont ro l"  system i n v o l v e s  r e l e a s i n g  o r  a u t h o r i z -  

ing equal monthly i n s t a l l m e n t s  t o  S E P W  a g a i n s t  t h c i r  annual c e i l i n g .  As a 

. . 
~ r e l i m i n a ' r y  e s t i m a t e  based on r e v i s e d  five-Year P l an  (SEPRRN ~ a i n t e r i a n c e  

&&gemcnt & Report ing Systen-SIPRS) . + , 

1' Declines due t o  t r a n s f e r  of e l L e n t s  of a d m i n i s t r a t i o n  t o  o t h e r  lines i n  
the budget,  i nc lud ing  D i s t r i c t s . .  



r e s u l t ,  cash a v a i l a b l e  may exceed o r  f a l l  s h o r t  o f  t h e  a c t u a l  requi rements  

of any given month. This  is  n o t  a s e r i o u s  problem, o t h e r  than  f o r  t h e  f a c t  

t h a t  t h e  presumption t h a t  you w i l l  ope ra te  from month t o  month wi thout  

v a r i a t i o n  tends t o  make i t  so:  t h e  budget "atmosphere" becomes' (and i s )  

rou t ine ,  unchallenging , discouraging df both  s p e c i a l  i n i t i a t i v e s  and poten- 

t ial economies. , 

From time t o  t i m e ,  monthly a l l o c a t i b n s  a g a i n s t  t h e  budget are 

below quota . .  This is n o t  a s e r i o u s  problem e i t h e r ,  a s  quotas  a r e  l a t e r  f u l -  .. 
f i l l e d .  The reason, i n  such cases ,  may o f t e n  be a s h o r t f a l l  i n  revenues 

. . 
,genera,ted by t h e  gaso l ine  t a x .  A s  w e  understand , i t ,  50 p&cent of t h e s e  

, revenues a r e  earmarked f o r  S E P m ,  25 percent  f o r  t h e  general GOH budget 

I ( o r  f o r  o the r  p r o j e c t  budgets) ,  and the' remaining 25 pe rcen t  for a r e s e r v e  

c a l l e d  "counterpart ."  SEPWJ appears t o  have a s t r o n g  claim t o  the use of 

coun te rpa r t ,  and it can i s s u e  an SOS t o  t h e  Min i s t ry  of Finance ( through 

. . TPTC) i n  case  of need o r  urgency. This  l e a d s  t o  t h e  n e s t  t o p i c .  . 

.c. Exianded Budget Requirements .. . 
We were asked t o  e v a l u a t e  the  p r o b a b i l i t y  t h a t  funds w i l l  be 

a v a i l a b l e  t o  SEPRRN f o r  i t s  progress ively  expanding mission of t h e  nex t  few 

years .  . 

The FY 1977-FY 1980 budget evo lu t ion  noted above, w i t h  i ts 

168 percent  inc rease  ( o r  40 percent  annual ly)  sugges t s  t h a t  i t  w i l l .  We do 

not  see SEPRILY's r e a l  requirements inc reas ing  a t  t h i s  rate ( o r  a t  t h e  c o r r e s -  

ponding inf la t ion-ad  jus ted  r a t e  of about 125 pe rcen t )  . Its own p r o j e c t e d  

fund requirements inc rease  more slowly. And whi le  we have n o t  examined t h e  



prospec t  r i g o r o u s l y ,  we do suppose t h a t  g a s o l i n e  t a x  revenues  w i l l  be 

s u f f i c i c n t , l l  i f  50 percent  o r  75 p e r c e n t  of than  a r e  made a v a i l a b l e  t o  

2 .  The Bas ic  Law . . 
S E P W  is a n  orphan. Indeed,  t h e  Phase I Eva lua t ion ,  n o t i n g  t h e  

f o r e i g n  i n f l u e n c e s  i n  i t s  c r e a  t i on ,va rned  t h a t  t h e  i n s t i t u t i o n  might  e x p i r e  

when f o r e i g n ' p r e s e n c e  and suppor t  were withdrawn. Its inpernanence  and 

anonalous s t a t u s  con t inue  t o  reduce i t s  e f f e c t i v e n e s s  because  o f  t h e  unsa t -  

i s f a c t o r y  l e g a l  and a d m i n i s t r a t i v e  r e l a t i o n s h i p s  'with T P ~ c ' a n d  o t h e r  minis -  
. . 

t r i e s ,  no t ab ly  t h a t  of ~ i n a n c k .  Per sonne l  mora le  is damaged due  t o  t h e i r  
. . 

i r r e g u l a r  cond i t i ons  of employment.. (The m a t t e r  i s  d i s c u s s e d  under  b o t h  

Planning and Personnel ,  below.) 

3 .  "Archaic GOH Procedures" 

I n  its e v a l u a t i o n  g u i d e l i n e s ,  t h e  P r o j e c t  Paper  seems t o  . e q e c t  GOH 

m i n i s t r i e s  t o  "modernize a r c h a i c  procedures  which i n h i b i t  SEPRXY performance" 

i n  conncc t icn  wi th  t h i s  p r o j e c t .  As a n  e v a l u a t i o n  f a c t o r ,  t h i s  p u t s  t h e  c a r t  - 
be fo re  t h e  ho r se ,  i . e . ,  t h e  q u e s t i o n  is n o t  one of  "performance eva lua t ion"  

. .so much a s  i t  is  a Log Frame "assumption." 
, 

Looking a t  i t  t h i s  way, t h e  assumption has  n o t  proved t e n a b l e .  On 

t h e  o t h e r  hand, SEPWUV is  c u r r e n t l y  n o t  h i g h l y  dependent on o t h e r  m i n i s t r i e s  . 
due t o  A I D  suppor t .  Furthermore,  one of t h e  advantages  of be ing  young and 

I 

"autonomous"-is th't i t  can  d e v i s e  some of its own p r a c t i c e s .  

.d GOH suppor t  is r a t e d ,  a l l  i n  a l l , '  as' adequate .  



11. Tenabi.l i ty of Assumptions 

No assumptions are s t a t e d  i n  t h e  P r o j e c t  Paper w i t h  regard t o  t h e  

' p r o v i s i o n  of I n p u t s  o r  t h e  achievement of p r o j e c t  o u t p u t s .  At  $he two more 

remote l e v e l s  of t h e  des ign  o a t r L s ,  Purpose and Goal, t h e r e  are only s i x  
e .  , 

assumptions . l i s t e d  in t o t a l .  ConsequencEy , o u r  remarks are b r i e f .  

Assumptions re Purpose 

Log Frame Assumption B-4-l:*sThe GOH makes i t s  budgetary  c o n t r i b u t i o n s  

' t o  the p r o i e c t  i n  t h e  planned amounts and on . schkdule ;  T h i s  assumpt ion  h a s  

proven s u b s t a n t i a l l y  c o r r e c t  t o  da t e .  

Log Frame Assum?tion B-4-2: Appropr iz re  s a l a r y  i n c r e a s e s  an,d o t h e r  , 
I 

i n c m t i v e s  are  o f f e r e d  t o  SE?EULV employees. No. And t h e  p l a n  t o  a r r a n g e  

s a l a r y  supplebents  v i a  PL 480 coun te rpa r t  g e n e r a t i o n s  h a s  r e p o r t e d l y  been 

shelved.  h'o i n i t i a t i v e  t o  subs t i tu , te ,  f0.r t h a t  p l a n  is underway, t o  o u r  . . . .. 

knowledge. 

.Log Frame nssumption B-4-3:  The road  c o n s t r u c t i o n  program i s  accon- 

p l i s h e d  z s  planned. No. For example ~ e e d c r  Road c o n s t r u c t i o n  i s  a t  a b o u t  : 

' 25 percent  of  schedule  f o r  t h i s  p o i n t  i n  time. On t h e  o t h e r  hand, l i m i t i n g  

t h e  on- l ine  burden SEPW has  had t o  shou lde r  has  n o t  been t h e  i n h i b i t i n g  

f a c t o r  i n  SEPNCU's achievement of t h e  p r o j e c t  purpose,  n o r ' i n  i ts i n s t i t u -  

t i o n a l  and t e c h n i c a l  devclopmcnt. It has  more than  i t  can h a n d l e  a s  i t  is. 

2. Assumptions r e  Con1 , 

Log Frame Assumption A-4-1:  No n a t u r a l  c a l a m i t i e s .  None h a s  occu r red  



t o  s u b s t a n t i a l l r  dbAnish SEPRRN'S road m a i n t e n a ~ c e  ou tpu t .  On t h e  o t h e r  

,hand, a May 1979 l a n d s l i d e  on t h e  n o r t h  s l o p e  of Eighway 100 a t  km 208-209 

on the way t o  Cap E a i t i e n  has  deeply undermined t h e  road founda t ion  t h e r e ,  

This presen t s  s o  major a r e p a i r  cost-ranging probably  between .$200,000 t o  

$400,000--that special budgetary arrangements  w i l l  be neces sa ry .  It d o e s  

n o t  a f f e c t  ope ra t ions ,  however, as i t  w i l l  be  done on  c o n t r a c t ,  as p r e s e n t l y  

planned. I 

. Log P r m e  Assumption -4-4-2 : P r i c e s  t o  sesll farmers remain f a v o r a b l e .  
I . 

We a r e  a u t h o r i t a t i v e l y  adv i sed  t h a t  t hey  have. 

Log Frame A s s a p t i o n  A-4-3: GOH pu r sues  c o n s i s t e n t  r u r a l  d e v e l o ~ m e n t  

s t r a t e k .  The GOH's rural development' s t r a t e g y  h a s  n o t  a f f e c t e d  SEPR.RX1s . ' 

g o d  achievement one way o r  ano the r .  But we suppose i t  will have t o ,  d t i -  

mete lg ,  i f  road maintenance is r e a l l y  t o  ' " i n t e g r a t e  t h e  r u r a l  poor i n t o  t h e  

, mainstream of economic and s o c i a l  development. " 

*,. .. 



111. Coordination With Other Developrne~it kc t i v i t i e s  

This  eva lua t ion  f a c t o r  i s  p a r t  of t h e  Standard Evaluat ion  Format, b u t  

is not  included i u  t h e  P r o j e c t  Paper ' s  "Outl ine of Eva lua t ion  F a c t o r s , "  
. . 

Annex E, E-shibit 10. 

Perhaps t h e  reason f o r - t h e  omission is  t h a t  SEP"XC? does n o t  have o r  
. - 

f e e l  i t  needs s i g n i f i c a n t  r e l a t i o n s  wi th  o t h e r  development p r o j e c t s ,  a l though  

it may w e l l  be  t h a t  coordinarion of ,  i t s  work p l a ~  ( t h e  s p e c i f i c  roads  t o  b e  

maintained by p r i o r i t y )  wi th  o t h e r  development p lans  might b e  an  important  

function.  I n  f a c t ,  i t  is  n o t ,  t o  our  knowledge, o t h e r  than i n  t h e  t h r e e  in- 

. s t ances  noted beloa.  coord ina t ion  is ;till p o t e n t i a l l y  impor tant ,  b u t  has 

. . 
not  been perceived s o  to ' d a t e ;  nor  is  it likely t o  be i n  t h e  n'ext 2 t o  3 

years.  The reason i s  t h a t  t h e  work of maintenance and t h e  expansion of  SEPRRI.ils 

maintenance r e s p o n s i b i l i t i e s  t o  anywhere near  i t s  u l t b a t e  charge  a r e  n o t  far 

enough along ' t o  . c r e a t e  many op t ions :  t h e  roads t o  b~ done a r e  the obvious 

ones, and they a r e  the  only ones SEPW can handle a t  t h e  moment., 

I n  SEPRW!s p r e h i s t o r y ,  t h e r e  was a major i n s t a n c e  r e q u i r i n g  coordina-  - 
tior with another  a c t i v i t y ,  namely, t h e  World 'Bank's road b u i l d i n g  program. 

Indeed, coordinat ion  on t h i s  po in t  was t h e  o r i g i n a l  r eason  f o r  AID t o  f i n a n c e  

t h e  c r e a t i o n  of S E P W .  Subsequently, i n  1978, World Bank i n f l u e n c e  was 

brought fo bear  on t h e  GOH i n  t h e  ma t t e r  of  expanding t h e  agency ' s  t r a i n i n g  

program; presumably i n  t h e  i n t e r e s t  of b e t t e r  maintenance of roads  t h e  con- 

s t r u c t i o n  of which t h e  Bank m y  f inance  i n  t h e  f u t u r e .  

The o the r  two ins tances  of  coord ina t iou ,  one h y p o t h e t i c a l  and t h e  



. . 

o the r  a c t u a l ,  might be noted. The f i r s t  is concerned w i t h  what might b e  

planned f o r  SE?REJ maintenance on t h e  Cap ~ a i t i e n - M i l o  t Road. G 7  inspec-  

tion o f '  t h a t  road showed i t  t o  b e  i n  poor cond i t ion ,  p a r t i c u l a r l y  by tour-  

is t  s tandards ,  which a r e  becoming more r e l e v a n t  now t h a t  r e n t a l . c a r s  are 

becoming widely zivailable. 

The o t h e r  is t h e  c o l l ~ b o r a t i o n  t h a t  e x i s t s  between SEPm and t h e  

Canadian-sponsored p r o j e c t ,  Canado-a recognized t e c h n i c a l  t r a i n i n g  i n s t i -  

t u t e .  The SEPXRY t r a i n i n g  progr2m has r e l i e d  on Canado t r a i n i n g  of d i e s e l  

mechanics and o t h e r s ,  and t h e  f a c i l i t y  w i l l  probably b e  used i n  t h e  f u t u r e  

on a. r egu la r  b a s i s ,  2 t  l e a s t  f o r  some time t o  come. . . . 

I f ,  then, w e  r a t e  S Z P F m ' s  coordinat ing  a c t i v i t y  as B d q u a t e  t6  its 

needs, i t  is because those needs have been modest. From another  s t a n d p b i n t ,  

we might have hoped t h a t  coord ina t ion  on t h e  model of t h a t  wi th  Canado could 

be expanded, f o r  kamplc: with a pub l i c  a d m i n i s t r a t i o n  t r a i n i n g  i n s t i t u t e  o r  a . . . , 
' n a t i o n a l  t r a i n i n g  cen te r .  



SECTION TWO: Inputs 



I, Consultant  Perf  ormancc 

FUQINGS: 
. 

1. Assignments 
a .  

a. The f i r s t  6 of t h e  Consul tant1$ 1 2  long-term personnel  a r r i v e d  i n  

EIaiti i n  February 1978. Others a r r i v e d  from March through A p r i l  1978. A l l  
- .- . 

long-terw pos i t ions  have been f i l l e d .  except  one, t h e  Inven to ry  Advisor, which 

is being done temporarily and part-time by another  a d v i s o r  pending ass ign-  
,- , 

ment of a permanent. incumbent. L . , 

. b. Serious i l l n e s s  i n  1978 caused temporary reassignments a t  t h e  

of t h e  o r i g i n a l  appointee .  Garege, which l a s t e d  through t h e  period o f  recovery 

Problems were encountered i n  t h e  a t tempt  t o  f i n d  q u a l i f i e d  H a i t i a n  c i t i z e n s  

o r  Hzitian-born Americans t o  f i l l  some p o s i t i o n s ,  p a r t i c u l a r l y  c h a t  noted  

above, t h e  Inventory Advisor. A combination o f  low l a c k . o f  q u a l i f i -  

ca t ions ,  delayed AID and SEPRRN approvals  o r  r e j e c t i o n s  of nominations,  and 

a p p l i c a n t s '  d i s s a t i s f a c t i o n  w i t h  employment condi t ions  i n  t h i s  s e n s i t i v e  pos i -  

t ior .  has r e s u l t e d  i n  cc p e n z n e z t  a s s l g r n e s t  being nade t o  it i n '  s p i t e  of  

numerous Fnt erviews and nominations. No o t h e r  turnover  has occurred .  (See 

Table 3 f o r  Advisors and Counterparts .)  
' 

a ~ p p r a i s a l  of Ex i s t ing  S i t u a t i o n  and Organiza t ion  

a. The Consu l t an t l s  o b l i g a t i o n  t o  a s s e s s  t h e  s i t u a t i o n  he found on 

a r r i v a l  as  t o  organiza t ion ,  p lans ,  procedures, t r a i n i n g ,  and s o  f o r t h  i n  

SEPm was c a r r i e d  ou t  wi th  d i s p a t c h  and' v a l u a b l e  r e s u l t s .  

1! P a r t i c u l a r l y  i n  f t e  case  of H a i t i a n  k t i k x m .  



Table! 3. Advisors- and counterpar- t s  
. .  

A D 

T i t l e  

P r o j e c t  Manager 

Deputy P r o j e c t  Mgr. 6 
S e n i o r  Hwy. Engr . 

Mgt. Systems Advisor 

Tra in ing  Advisor 

Road Maintenance Engr. 

Road Maintenance Engr. 

Equipment S p e c i a l i s t  

Garage Maneger 

c h i e f  Mechanic 

Cost Accountant ' 

Short-Term S p e c i a l i s t  
Equipment Op. I n s t r i  

Inventory  Manager 

I S O R S  

-Hame 

Benjamin G. Watkins 

Louis  Aus t in  

E a r l e  Welch 

Edward S c o t t  , 

Joseph H i l t o n .  

h avid Mompoint 

Char les  Berberat . 
Walter  S tover  ' . 

Georges Bacon 

Roger Perodin  

Maurice Noir  

. **. . 
Char les  Berbera t  

.. . . . 
Reginald Murphy . 

' .. 
. - 

A r r .  Date 

Feb 78 '  

Feb 78. 

- my' 73 

' ~ e b  78 

Feb 78 

Apr 79 

. Feb 75 

Aug 78  

:Aug 78 

EIar 78 

Feb 78 . 

. . 
- May 78 

Dep'. Date 

Feb 8 2  

kiar 81 

oct 79 

Feb 8 1  

Feb 80 

Apr 81 

July 79 

A& 80 

Aug 80 

Dec 79  

Aug 79 

J u l  79 

S mRPA 

. . Counterpart  

- Raoul I.lomplaisir 

E r n s  t Ang ibeau 

Adrien Kernizant  

~ a o h  ~ c s ~ i n a s s e j  
J. Kar l  Vic to r  . 
Jn-llugues , La Roche 

Jn-Fiarie Du T r e u i l  - 
Fran tz  Del ly  

Guy Andre . 
Lione l  P i e r r e  

Marcel ~ r a n c o i s l  
Luc Grimare 

* Faublas * 

E t i enne  

-' . Louis Nangones 

. . * Tko a g s i s t a n t s  ass igned OQ 34.Nay 79.  - .Etienne iind . iFeublas.. . .. - . . . -  .. .. . 
: .  . . 

.. . . 

*.fir Temporary ars ignment  pending replacement of Eormer manager - . . . . 



i 
b, The f i r s t  a p p r a i s a l  document was t h e  undated Incep t ion  Report ?I 

(surmised t o  be of June 1 5 ,  1978),  which considered n o t  only  SEPRRX b u t  t h e  I 
I 
I AID Projec t  Paper and i t s  v a l i d i t y  a s  a guide  and p o i n t  of r e f e r e n c e .  The i 

. I ncep t ion  Report challenged a number of P r o j e c t  Paper assumptions,  p l a n s  and I - 

. . 1 
schedules (and simply s u b s t i t u t e d  .its own judgment and p lan)  . ' This  year-old 

i 
I 

"Consultant paper" was f a i r l y  sound f o r  its time wi th  t h e  except ion  of cer -  
f 
! 

t a i n  a spec t s  of t h e  t r a i n i n g  program (see Tra in ing) .  I I 
I 

. 
c .  The second a n a l y t i c  document was t h e  current "bible" of  t h e  pro- . . 

I 
I 

. ! 
I 

, gram, t h e  SEYPJW Maintenance and anagement  Report ing System (SMMRS) , undated., f 

. . 
but  presumqd to  be  ~ a n i a r y  1 5 ,  1979. The S ~ S  w a s  i r e p a r e d  w i t h  f u l l ,  SEPRRN 
co l l abora t ion  b u t  under f i r m  Consultant l eader sh ip .  Ii: i s  a d e t a i l e d  p l a n  i n  

t h e  sense of a statement of t a r g e t ,  o p e r a t i o n a l  p lan  and budget,  and of u n i t  . 

zssignments.for  f i e l d  work year  by year  (semi-annual i n  t h e  f i r s t  y e a r )  through . 

. t he  four th  year .  .The primacy of .  t h i s  document, o r  set of documents, i s  i n d i -  

cated b y ' t h e  f a c t  t h a t ,  f o r  FY 1980, t h e  S E P Y  budget r e q u e s t  w i l l  b e  l a r g e l y  . , 
l i f t e d  from i t ,  modif i id  for ,  p r i c e  changes and s e n t  on f o r  GOB r,eview. It is . . - 
i n  f a c t  an impressive work w i t h  which w e  f i n d  no f a u l t  a s  t o  i n p u t  and method. 

Especial ly no tab le  i s  i ts  inventory: of  road needs,  On the  other hand, we 

think,  (1) t h a t  the u t i l i z a t i o n  of t h e  docunent may be s t r e t c h e d  'to zones i n  

which i t  is  no t  adequate t o  se rve ,  e.g. ,  t h e  budget p rocess ,  and (2) t h a t  i t  

tends to create a degree of r i g i d i t y  i n  p lans  of a l l  s o r t s .  

d ,  The t h i r d  b a s i c  document i n  t h e  Consu l t an t ' s  a p p r a i s a l - r e d e s i g n  

work is  the  January 1, 1979, new t r a i n i n g  p1a'6,, b u i l t  i n  p a r t  'on t h e  t r a i n -  

ing  sec t ion  of t h e  Incep t ion  Repcrt.  ' A g r e a t  d e a l  of r e sea rch , .  a n a l y s i s  and 



planning of p r a c t i c a l  t r x i n i n g  w e n t  i n t o  t h i s  p iece .  Its accu- 

racy f a c t  not i n  ques t ion ;  and i t s  v i g o r  has put  t h e  t o p i c  t r a i n i n g  

into an  a c t i o n  ztmosphere. (Regarding t h e  merit of what is planned,  as d i s -  

t inguished from t h e  e f f o r t  going i n t o  i t ,  see  Tra in ing  below.) 
. . 

e. ~ e ~ a r d i n g '  t h e   ons sultan;'^ .assess ing  and planning p r f  ormance s o  

far, we, a r e  'more impressed w i t h  t h e i r  work i n  t r a i n i n g  and maintenance man- 

aeement s v s t a s  than i n  f i s c a l  manbement a n d ,  c d n t r a l ,  mananement sps t a s ,  

o r  personnel .  

. . 
3.  . Adtdsory Work (Orraniza t ion ,  ~ h i n i s t r a t i o n  and Finance) 

a. Raving assessed t h e  p o s i t i o n ,  t h e  Consul tant  u n d e r t o o k ' t o  a d v i s e  

SEPWU? on a whole range of problems confront ing  it .  . . .  

b'. h e  SEFRXU o r g a n i z a t i o n a l  s t r u c t u r e  was in being b e f o r e  t h e  Con- 
1 

s u l t a n t ' s ' a r r i v a l .  S ince  then;  t h e  Consultant  has  a s s i s t e d  SEPWLN i n  making 

- some changes; o t h e r s  a r e  being proposed. (See ~ p p e n d i x . )  The o r i g i n a l  4 

d i s t r i c t s  and 8 s u b d i s t r i c t s  have been changed t o  5 d i s t r i c t s ,  l. modif ied  
. i 

d i s t r i c t  and 5 s u b d i s t r i c t s .  Ass is tance  has a l s o  beenprovided in awarding 

c o n t r a c t s  f o r  a c e n t r a l  headquar ters  f a c i l i t y  f o r  SEPmY a t  Port-au-Prince 

. and . a  d i s t r i c t  garagelof  f i c e  a t  Hinche. S u b d i s t r i c t  f a c i l i t i e s  have n o t  y e t  

t o  the  invi ta t ion-for-b id  progressed s t a g e  . 

was heav i ly  involved i n  t h e  development The Consultant ,  as  noted ,  

maintenance p lan  (SMNRS) , of t h e  road and a l s o . i n  developing t h e  r e p o r t i n g  

necessary f o r  comparison of .performance a g a i n s t  o b j e c t i v e s .  



d.  Although p l ans  f o r  work b r i g a d e  ass ignments  and equipment a l l o c a -  

t i o n  have been developed, ' add i t i ona l  b r igades  have n o t  been  o rgan ized  o r  

a c t i v a t e d ,  e x e ? t  f o r  t h e  hand b r igades .  Th i s ,  however, r e f l e c t s  on t h e  Con- 

s u l t a n t  o z l y  if one vicvs h i s  r o l e  as be ing  a c t i v i s t  r a t h e r  t h a n , a d v i s o r y .  
. s  

. . 
e .  The ~ o n s u l ' t a n t  has  n o t  y k t  been s u c c e s s f u l  i n  e f f e c t i n g  a  reduc-  

t i o n  i n  equipment dov-ntine, n o r  i n  s o l v i n g  t h e  s p a r e - p a r t s  i n v e n t o r y  problem. 

A concer ted  e f f o r t  seems t o  b e  underway i n  t h i s  d i r e c t i o n  by i n s t i t u t i n g  

c o n t r o l  a ~ d  prevent ive  maintenance systems and by recommending changes t o  

s t r e d i n e  procurenent  procedures .  *. (Again, t h i s  b e a r s  on  performance. of the 

Consul tan t  only i f  he  is s e e n  i n  a n  e x e c u t i n i  r i l e . )  ' 

f. The ~ o n s h t a n t  was t h e  p r i n c i p a l  a c t o r  i n  deve lop ing  specifics- 
. . 

t i o n s  and c o n t r a c t  documents f o r  t h e  Lot I1 equipment and is  now working w i t h  

c o u n t e r p a r t s  i n  p repa r ing  a n  IPB f o r  t h e  Lot  #2 equipmeat.  

g: Genera l ly ,  and wi thou t  cons ide r ing  milieu., C o n s u l t a n t  h a s  g i v e n  
. . 

good adv ice  i n  t h e  prac" t ica1  and t e c h n i c a l  k t t e r s  a t  hand.. The team con- 

sists of competent e x c c r t s .  But e v a l u a t i n g  t h e  a d v i c e  on  t h e  s t a n d a r d  of 

its f e a s i b i l i t y  i n  H a i t i  ( i n  1979), the' racing is  lower.  The Consu l t an t  I s  

a r e l a t i v e l y  agg res s ive  and o p t i m i s t i c  group and i t s  s e n i o r ,  hmerican mem- 

bers may unde r ra t e  o r  be i n s e n s i t i v e  t o  t h e  s o c i e t a l ,  c u l t u r a l ,  o r g a n i z a t i o n a l ,  

p o l i t i c a l  and mot iva t iona l  dynamics t h a t  o p e r a t e  i n  t h e  H a i t i a n  world.  Fo r  

example,  t h e  s o p h i s t i c a t e d  and couiplex equipment main tenance  procedures  b e i n g  

worked up by the  Consul tant  w i t h  g r e a t  e f f o r t ,  c a r e  and e x p e r t i s e  seem i m -  

p r a c t i c a l  t o  us .  We hope our  .concern t h a t  t h i s  a d v i c e  may exceed l o c a l  



unfounded. a l s o  of .  p l a n s  t o  i n s t a l l  a 

ccst accounting system, which aga in  a r e  being put  forward w i t h  drSve, under- 

standing and skill ,  but  which a r e  ques t ionab le  in .cul t u r a l  ap tness .  
. .. , 

. . 

h. This o p t i d s m ,  t h i s  giving of  r a t i o n a l  adv ice  wi thou t  s k e p t i c i s m  

as t o  i t s  p r a c t i c a l i t y  i n  context ,  seems in c o n t r a d i c t i o n  w i t h  t h e  less 
- .-- 

b u l l i s h  out look in  which t h e  Consul tants  see themselves when f r u s t r a t e d  by 
L . . 

'every kind of imprac t i ca l  and unresponsive behavior . '  Perhaps a balanced 

. : view w i l l  emerge as times goes on. 
' 

. 8 .. . . . . - . - 4,  French i'anauane S k i l l s  
'. . i 
. .. 

a. According t o  chaptkr  V o f  t h e  ~ o n s h t a n t ' s  P roposa l  t o  SEPW? 
. . .  

dated September, 1977 ,  ",complete f luency i n  t h e  ~ r e n c h  language" i s  one of  

t h e  a;l-ru quaj.if i c a t i o n s  f o r  t h e  "successful  execut ion  of '  a p r o j e c t  such  
.. . 

as t h e  present Highvey Maintenance 11." 

b. The above Proposal  further s t a t e s  tha t ,  a l l  those  members whose 
. 

names appear i n  t h e  Proposal  speak f l u e n t  French. However, t h e  Consu l t an t ' s  

evaluat ion  of i ts  French language s k i l l s . a p p e a r s  i n  some i c s t a n c e s  t o  be  a t  

va r i ance  ~ 5 t h  t h e  r e s u l t s  of our own eva lua t ion  basad on pe r sona l  i n t e r v i e w s  

w i t h  the Consul tant ' s  n a t i v e  American s t a f f  .&' (We moreover sought  confirma- 

tion from SEPRRV coun te rpa r t s  who d e a l  w i t h - t h e  i n d i v i d u a l s  involved on a 

dai ly  b a s i s .  

. 
We ra ted  ' 5 ( o f  11) Consultant  s t a f f ,  4 of whom were l i s t e d  i n  the '  

Proposal as  "excel lent"  i n  French. The f i f t h  was n o t  l i s t e d  i n  t h e  Proposal .  . . ,  



I .  

c. We evaluated t h e  f i v e  U.S. s t a f f  o n *  poor-average-excellent 

s c a l e .  Grauaar and pronuncia t ion  were f a c t o r s  i n  t h e  r a t i n g s  only t o  t h e  

e x t e n t  they a f f e c t e d  comunica t ing  a b i l i t y .  

"average" - 

eva lua t ion  

claimed i n  

average+"; 

f a c i l i t y  i n  speaking and conprehending w i t h i n  
t h e  context  of t h e  yorking environment; 

moderate fac i l i t ; .  i n  speaking and comprehending 
w i t h i n  the contzur of the working environment; 

d s f i c u l t y  i n  speaking and comprehending w i t h i n  
the work env i ro r sen t  such t h a t  l a c k  of language 
skills could prove t o  b e  a s i g n i f i c a n t  o b s t a c l e  
t o  wcrk eIfectAveness. 

S p e c i f i c a l l y ,  f o r  t h r e e  our of t h e  f o u r  l i s t e d  i n d i v i d u a l s ,  ou r  

of t h e i r  French-speaking a b i l i t y  was b e l o w , t h e  ! 'excellent1'  l e v e l  
. . 

t he  Proposal.  One, advisor  was r a t e d  "excel lent" ;  one" "excellent-/ 
. . 

one "average-/poo#"' and one "poor." . ' 

Regarding conprehension ,l' genera l ly ,  t h e  in te rv iewee  claimed 
a I 

, t o  have a good working knowledge of French t e c h n i c a l  vocabulary and good 

comprehension of spoken French. We tend t o  ag ree ,  f o r  the  most p a r t .  I n  

two.out  of f i v e  i n s t a n c e s ,  t h e  intern-iewee considered  his compre,hcnsion 

super io r  t o  h i s  f a c i l i t y  t o  speak.   he remaining t h r e e  in te rv iewees  con- 

s i d e r e d  t h e i r  a b i l i t y  t o  comprehend on a pa r  w i t h  t h e i r  a b i l i t y  t o  speak.  

e. With only one excepcicn,  in terv iewees  cons idered  t h e i r  language 

s k i l l s  adequate--or more than  adequate--to "ge t  t h e  job done." The one 

except ion  ("poor" i n  French) f e l t  t h a t  knowledge of t h e  language was on ly  

i n c i d e n t a l  to  h i s  job. 

A' Unfortunately,  based on se l f - r ac ings .  . '  



f .  Interviews wi th  t h e  Consultant  s t a f f  as well '  as w i t h  t h e  S E P X Y  

s t a f f  genera l ly  confirm t h a t  l a c k  of complete f a c i l i t y  i n  French does n o t  - 
prevent  adequate work performance. We a g r e e  somewhat because many SEPRRN 

coun te rpa r t s  speak English and/or  because t h e r e  is a s u f f i c i e n t .  ....- number of 

b i l i n g u a l  s t a f f  ( ~ o k u l t a n t  and SEPRRN) t o  come t o  t h e  r e s c u e  should t h e  

. . 
occas ion a r i s e .  I 

' - ...... __-- .----..-..I_ _______. 
----.----... __ _____ ...- 

g . Hcwever , we maintain ( i n  agreement w i t h  t h e .  c o n s u l t a n t  I s  P roposa l )  
, 

that s u p e r i o r  and maximally-effect ibe consu l t ing  a s s i s t a n c e  cannot be pro- 

11 -. 

vided unless s t a f f  is truly fluent o r  near-fluent.- - -- - , . - - .  L 

a. I n  genera l ,  t h e  ~ d v i s o r s  a r e  working c l o s e l y  w i t h  S P W  counter -  

p a r t s .  The Advtsors a r e  l o c a t e d  i n  t h e  same .bu i ld ings  a s  t h e i r  c o u n t e r p z r t s ,  
. . 

sometimes i n  t h e  same room. . . .  

b. A Management Advisory Committee c o n s i s t i n g  of r e p r e s e n t a t i v e s  of . 
both  t h e  Consultant and SEPRRN has  been formed t o  make recommendations t o  . 

t h e  Di rec to r  General. (See Administrat ion.)  A number o f  recommendations .have 

been k d e .  S m e  have been approved. 

C. 

ings wi th  

o r  f o s t e r  

On the  o t h e r  hand, t h e r e  a r e  no r e g u l a r l y  scheduled s t a f f  meet- 

SEPRRN anti Consultant  s t a f f  a t t e n d i n g  t o  supplement o f f i c e  c o n t a c t  

s o c i a l  cohesiveness.  

Language a b i l i t y  i s  a l s o  shorthand f o r  " c u l t u r a l  s e n s i t i v i t y  and e f f e c -  
t iveness , "  an of t e n  overlooked f a c t o r  i n  ~ o k s u l t a n t  s t a f f  r ec ru i tmen t .  . . 



. . 
. 

d. Considcring t h e s e  ; e l a t ionsh ips  r e f l e c t i v e l y ,  now, w e  r e p o r t  o u r  . 
f i n d i n g  of p e r s i s t e n t l y  r ecur r ing  comments on t h e  Consultant  by SEP'RRN s t a f f ,  

and on SEPF.Tdu' o f f i c i a l s  by t h e  va r ious  adv i so r s ,  t h a t  i n d i c a t e  t e n s i o n  and 

some readiness  t o  disparage.  Some of t h e s e  a t t i t u d e s  b e  i n e v i t a b l e  and 
. . 

"normalt'.:' o t h e r s  po in t  t o  problems. Examplesi composed from m a t e r i a l  gained 

i n  t h e  va r ious  in terviews but  n o t  quoted from any s i n g l e  in terv iew:  
. 

--"SDRRN management i s  a f r a i d  t o  a c t .  We, are f o r c e d  t o  
f o r c e  them t o  a c t ,  o r  t o  a c t  ourselves."  

a .  

The problemsn he re  would be,  wee t h i n k ,  f i r s t  ( i f  t h e  pe rcep t ion  i s  
.; - 

accura te)  t o  understand why they a r e  h e s i t a n t ,  t o  unders tand more empathic- ...' 

ally t h e  p ressures  on t h m ;  and, then,  t o  adv i se  ( o r  prod, i f  need be) w i t h i n  
m 

t h e  context  of that unde;standing, n o t  on the, b a s i s  of s t e reo typed  exp lana t ions  

I of t h e i r  a c k h i s t r a t i v e  behavior  nor of i d e a l i z e d  v e r s i o n s  of what i t  should 

be; (Evidently,  . t h e  Nanagement Advisory Committee is  a p o t e n t i a l  v e h i c l e  f o r  

this more constxctive kind of i n t e r a c t i o n . )  . . 
b 
1 
! --"They ( t h e  Consultant)  ' do it themselves, e. g. ,  of f-shore 

.\ . procurement, 'and hence w e  l e a r n  nothing." 
! 
, . 
;\ Problem: f o r  SE?l?m t o  b e  more aggress ive  i n  t r y i n g '  t o  g a i n  . . !, . , . 
, 
t something from unst ructured  l ea rn ing  s i t u a t i o n s .  Also: g e n e r a l l y  i n  the 

. , . . h  ' ::: .' , 

:i s e v e r a l  nanagement ( a s  opposed t o  t e c h n i c a l )  .'areas, . .-a 

--"We Hai t i ans  be l i eve  t h a t  we have t augh t  more than  we have 
l ea rned ,  no t  because we know nore  but  because t h e  Advisors 
do n o t  know hov t o  apply what they know t o  o u r  s i t u a t i o n . "  

1 / 6. Intra-Consultant  Team Reia t ionsh ips  - 

Rela t ionships  among members of t h e  team and between t h e  team and t h e  

,team leader  h ive  evolved, it would appear ,  from a per iod  i n  which t e n s i o n s  

0 .  

' .  
Y see f o o t n o t e  1, p 7. . 



were prominent t o  t h e  present  s i t u a t i o n  of r e l a t i v e  harmony. Leadership  i s  

s t rong  and d i s c i p l i n e d .  No o the r  apparent  h ie ra rchy  of a u t h o r i t y  e x i s t s  

bes ides ,  t h a t  between t h e  l e a d e r  and t h e  team members (al though g e n e r a l  

l eader sh ip  is provided a t  t h e  second, as w e l l  a s  t h e  f i r s t ,  eche lon) .  

The team members a r e  s a i d  t o  be c o n s i d e r a t e  of each o t h e r  and mutual ly  

he lp fu l .  They a r e  al'so r e p o r t e d l y  suppor t ive  of co l l eagues  i n  i n s t a n c e s  of  

weakness. I n  a d d i t i o n ,  as communication develops among them, they  may be, 

a b l e  t o  perform b e t t e r  t h e  informal  f u n c t i o n  of coord ina t ion  among t h e  v.ari- 

ous SEPRRN d i v i s i o n s  and i n s t a l l a t i o n s .  A f a c t o r  i n  t h i s * p o s i r i v e  e v o l u t i o n ,  

. we were t o l d ,  was t h e  i n s t i t u t i o n ,  r e c e n t l y ,  of weekly Consul tant  team meet- 

COtPENTz1IZP : , . 

A .  Speaking f i r s t  of  s p e c i f i c s ,  we conclude t h a t  t h e  c o n s u l t a n t s ,  

by and l a r g e ,  e x h i b i t  a f u l l y  .adequate l e v e l ,  of p r o f e s s i o n a l  s k i l l .  With 

. exceptions and speaking genera l ly ,  they. have e s t a b l i s h e d  good working rela- 

t o  t h i s ,  and t o  o v e r a l l  

some of  t h e  Consu l t an t s  

. t i , a ~ s  wi th  t h e  coun te rpa r t s .  Contr ibut ing  t earn 

a r e  o f  e f fec t iveness ,  no doubt,  i s  the  fact t h a t  

Ha i t i an  o r i g i n .  

The Consultant  should be r a t e d  q u i t e  capable as a group,  w e  

th ink ;  but w e  note  some s p e c i f i c  S E P N  problems which r e f l e c t  t o  varying 

Consultant  p e r f o m n c e :  degrees on 

-The f a i l u r e  t o  a s s ign  a fu l l - t ime ,  long-term i n v e n t o r y  manager; 

--The l a c k  of progress  i n  the  Community Action program;. 



--The cont inued problems p e r t a i n i n g  t o  adequa te  s t o c k i n g  o f  
equipment p a r t s ;  

--The con t inu ing  h igh  r a t e  of equipment downtime; 

--The absence of o p e r a t i n g  b r i g a d e s  a t  the  planned l e .ve l  o f  
d e p l o p e n t ;  . . 

-The delayed a r r i v a l  ok t h e  Lot  81. equipment; and 

--The absence of  an adequate  and a c t i v e  t r a i n i n g  program. 

, 

C. We recogn ize  and a p p r e c i a t e  some of t h e  d i f f i c u l t i e s  which t h e  
. '  

team h a s  had t o  f a c e ,  b u t  t h e s e  arr n o t  uncommon i n  c h i s  t y p e  o f  a s s ignmen t .  

DI . We give. t h e  team good marks i n  i t s  p l ann ing  f o r  road  main tenance  

scheduled f o r  t h e  ~ r n e d i a r e  f u t u r e .  S u f f i c i e n t  f o r e t h o u g h t  has'  been  g i v e o  . 
I 

t o  many requirements  which-if 

o f f e r  a major c o n t r i b u t i o n ,  i f  

same can  be s a i d  f o r  equipment 

has  been con t r ac t ed  f o r ,  p l a n s  

a p p l i e d  w i t h  judgment and f l e x i b i l i t y - - s h b u l d  

o n l v ' q h e  Plan cou ld  b e  set i n  motion.  The - 
a v a i l a b i l i t y .  and its maintenance.  Equipment 

f o r  more e f f e c t i v e  main tenance  c o n t r o l  a r e  on  

paper ,  . b u i l d i n g s  a r e  be ing ,  revamped, b u t  t h e  plan ' .  i s  not: y e t  i n  'opera t i o n .  

E. Ove ra l l ,  one g e t s  t h e  impress ion  t h a t  t h e  15 months of t h e  Con- 

s u l t a n t ' s  presence has been p r e p a r a t o r y  t o  a c t i v a t i n g  an improved and e n l a r g e d  

maintenance o p r a t i o n .  The p l ans  are ready;  b u t  u n t i l  t h e  equipment main te-  

ranceproblem is Licked, new equipment is  pu t  i n  o p e r a t i o n ,  and b r i g a d e s  beg in  

t o  f u n c t i o n ,  t he  road maintenance c a p a b i l i t y  w i l l  n o t  have been m a t e r i a l l y  

i nc reased  (except  tha t  part of i t  r ep resen ted  by hand b r i g a d e s ) .  



F. Now taking up 'a mat te r  a l luded t o  s e v e r a l  t imes ,  the 

Consul tant ' s  r o l e ,  we confess a s p e c i a l  d i f f i c u l t y  i n  eva lua t ing  h i s  perform- 

ance when one cannot be  c l e a r  a s  t o  whether hc i s  r e a l l y  supposed t o  a d v i s e  

' o r  d i r c c t .  More than i n  the case of a n o t h e r  H a i t i  p r o j e c t  r e c e n f l y  eva lua ted  

by G7, and nore than did i ts  prededessor i n  t h i s  p r o j e c t ,  t h e  c u r r e n t  con- 

s u l t i n g  engineer  group a t  S E P W  seems t o  shoulder  a n  execu t ive ,  a d i rec t ing- -  

if n o t  a p ropr i eea r~~- - re sppon~b i l i  ty for what happens t h e r e .  ' (we ere speaking 

of t h e  r e a l i t y ,  not  t h e  l e g a l i t i e s  o r  p ro toco l ,  o f  t h e  m a t t e r . )  

. . G. For u s  a s  o u t s i d e r s ,  ' i t  is  d i f f  ihlt t o  h o w  wbet r o l e  would' b e  

'best.&' As a geher+ b i a s ,  w e  f avor  t h e  aduiso& r o l e .  I n  t h e  c a s e ,  . 

however, t h e  shock treatment of ' ' taking S E P M  i n  hand" may be  .valuable--if . ' 

only temporari ly.  

The Consultant seems t o ' b e  saying,  on t h e  o t h e r  hand, t h a t  even 

i f  i t  wished to  i t  cannot g e t  a d i r e c t i n g  grasp  on t h e  organization--and t h a t ,  

i n  any case ,  i t  w i l l  g ladly  r e l e a s e  t h a t  grasp  a s  and when SEPIXRN'S own g r i p  

f i rms up. k i a t e v e r  nay be  t h e  wisest way, we t h i n k  it would b e  ' u s e f u l  t o  

c l a r i f y  what t h e  r e l a t i o n s h i p  t r u l y  should be, t o  avoid ambiguity.  A s  is, w e  

observed, Consultants  can become too  e a s i l y  f r u s t r a t e d  and SEPRRN o f f i c i a l s  

too  o f t e n  b a f f l e d  o r  d i sg run t l ed .  

. - But p i t f a l l s  surround any consul tant -hos t  r e l a t i o n s h i p ,  e s p e c i a l l y  

when t h z  l a t t e r  i s  r e l a t i v e l y  weak and t h e  former has b e t t e r  connect ions  w i t h  

i n t e r n a t i o n a l  money and power. Hence, on balance,  we e v a l u a t e  the Consul tant  

Without more time i n  which t o  d o  t h e  necessary  concen t ra ted  r e s e a r c h .  



inputs as w e l l  a s  khc r e l a t i ~ n s h i p ' ~ u i t c  g e n t l y  and only t e n t a t i v e l y .  They 

have n o t  been i d e a l ;  they may be  adequate ;  b u t  they can be improved. We 

expec t  that they w i l l .  The 16-month shakedown Is over; t h e  l o n g , h a u l  of 

32  months begins. . . 



11. SEPRPJ's Operating Bud:?et . 

The question of GOH budgeting and funding af  SEPICRlq opera t ions  has 

been discussed under Section One, above (GOH Performance). U t i l i z a t i o n  by 

SEPNLY of monies a l loca ted  t o  it is discussed a s  a func t ion  of Its i n t e r n a l  

budget and f i s c a l  con t ro l  (below i n  Section Three, F i s c a l  Control) .  

We note the  top ic  a t  t h i s  point  i n  the  o u t l i n e  simply t o  mainta in  ' 

consistency with the  Log Frame's sequence of considerat ions .  There it appears 
. . 

. under Inputs. But . in f a c t ,  no issues arise i n  connecrion wi th  t he  SEPRRN 

, '  a .  . budget t ha t  a r e  not  d e a l t  wi th  more reveal ingly  from the  s tandpoin t s  men- 

tioned above, i . e . ,  GOH Perfomance and Outputs. '  . . .. .. . ... . . 



III. Equipment 

1. Pending t h e  a r r i v a l  o f  t h e  f i r s t  equipment t o  b e  provided  by t h e  

Phase I1 P r o j e c t  (Lot # I ) ,  SEPR!Y h a s  been f u n c t i o n i n g  w i t h  equipment which 

was p rev ious ly  i n  i t s  p o s s e s s i o n  o r  which was o b t a i n e d  under  Phase  I of  t h e  

Road Maintenance P r o j e c t .  (See  Appendix f o r  equipment l i s t  .) Much of t h e  

e x i s t i n g  equipment i s  i n  poor  cond ic ion  and is scheduled  f o r  r e t i r e m e n t  . 
dur ing  Phase 11. 

. . a 2 ,  The Lot #l equipment i s  ~ u p e c t e d  t o  b e - i n  country on or about 

J u l y  1~79: The Lot #2 equipment s p e c i f i c a t i o n s  are now b e i n g  pre'pared i n  

a n t i c i p a t i o n  of a d v e r t i s i n g  f o r  b i d s  i n  abou t  6 months. 

A. A review of t h e  t o t a l  equipment i n v e n t o r y  compared w i t h  t h e  l i s t -  

i n g  of t h a t  which is espacted t o  be r e t i r e d  du r ing  the Project shows tha t  

one-third t o  o n e - h l f  of  t h e  most c r i t i c 2 1  pieces of equipment  a r e  expec ted  

t o  be r e t i r e d .  This  i s  s u g g e s t i v e  of  t h e  g e n e r a l  c o n d i t i o n  of t h e  f l e e t .  
* 

B. Consider ,  f o r  euanple ,  the e f f e c t  on p r o d u c t i o n  by  examining one 

kind of equipment, t h e  g r a d e r s .  Graders  are t h e  pr imary means of m a i n t a i n i n g  

gravel-road o r  d i r t - road  s u r f a c e s  and the  s h o u l d e r s  of paved roads. There  

, are 14 graders i n  count ry ,  11 of which were i r i ope ra t ive  a t  t h e  time of t h i s  

s tudy.  E igh t  are scheduled t o  b e ' r e t i r e d .  (Ret i rement  i s  a f u n c t i o n  o f  c o s t  



' o f a r e p a i r i n g  v s .  c o s t  o f  replacement . )  It is  u n r e a l i s t i c  t o  conce ive  of  

those which o r e  o p e r a t i v e  be ing  a b l e  t o  ma in t a in  t h e  920 kms of nonpaved 

surfaces and 575 h s  of shou lde r s  of .paved  r o a d s  l i s t e d  on  t h e  s c h e d u l e  f o r  
1 .. 

FY 1978179. Six a d d i t i o n a l  g r a d e r s  are due i n  t h e  Lot  111 d e l i v c r y , w h i c h  

sholrld ease t he  problem provided qualified o p e r a t o r s  a re  a v a i l a b l e .  

C- A review of t h e  t h e  and a c t i v i t i e s  involved  I n  p r e p a r i n g  s p e c i -  

f i c a t i o n s ,  in ob ta in ing  p roposa l s  f o r ,  and awarding a c o n t r a c t  f o r  t h e  
. 

Lot #i equ ipsen t  indicates s l i p p a g e  which should  be  avoided  i n  any subse-  
, 

.quent 123s. Fqer i e rzcc  gained i n  p r e p a r i n g . 1 ~ ~ ~  shou ld  r educe  f u t u r e  prepa-  , 

r a t i o n  pe r iods .  The approximate 3 months consumkd between opening '  of  b i d s  

and award of c o u t r a c t  and t h e  l m o n t h  involved  i n  t h e  f i n a l  f i n a n c i n g  r e s u l t e d #  

in wasted t h e  which could have been used t o  g r e a t e r  advantage  i n  pekn i t t i r r s  

the brigades t o  function sooner .  + 

D. I n  general ,*Group Seven's  view i s  t h a t  t h e  c u r r e n t l y  a v a i l a b l e  

equipment is  inadequate  f o r  t h e  t o t a l  assignment .  Lot  #1 equipzient , i f  

maintained and p rope r ly  ope ra t ed ,  should  p rov ide  c o n s i d e r a b l e  a s s i s t a n c e ,  

but  a d d i t i o n a l  equipnent  will be r e q u i r e d  t o  r e p l a c e  equipment be ing  r e t i r e d  
' 

and to . acco rnoda te  t h e  a d d i t i o n a l  k i lome te r s  evpected t o  b e  added t o  t h e  

maintenance s y s t a .  



SECTION THRTE: Immediate Objectives ' (outputs) 



FINDINGS : 

1. planning f o r  t h e  maintenance of t he  road system i n  H a i t i  i s  de- 

t a i l e d  in  , publ icat ion e n t i t l e d ,  SEPRRN MAIXTENANCE ILWAGBZENT AND 'REPORT- 

I N G  SYSTDf (SXDS) 1976-1982. This r epo r t  was prepired j o i n t l y  by th; Con- 

s u l t a n t  Advijors and SEPRRN personnel, wi th  S E P W  providing much of t h e  ' 

i neu t  data.  - 

2. Roads were inventor ied f o r  length ,  type of sur face ,  dra inage 

struc'tures, general condit ion,  e t c  . &tenace assignments ve r  e' made to 

t h e  var ious  d i s t r i c t s  and s u b d i s t r i c t s  . An h u a l  Work Plan (semiannual 

f o r  FY 1978/79) has been developed f o r  each d i s t r i c t  and s u b d i s t r i c t .  :The 

Plan ind ica tes  t he  type of work, t he  frequency of performance, t he  t ime 

'schedule,  and t he  type of brigade t o , b e  employed. Also shown a r c  t o t a l  

brigades to  be enployed, t o t a l  employees, 

and operating cos t s .  Work p r i o r i t i e s  a r e  

pay ro l l  co s t s ,  equipment l i s t i n g  
.' . 

es tab l i shed  through t h e  t i m e  

schedule, but d i s t r i c t  engineers have the  modify p r i o r i t i e s  

meet emergencies o r  o ther  unforeseen condit ions.  

3.  The a l l oca t i on  of resources t o  the d i s t r i c t s  and s u b d i s t r i c t s  

was made on the  ba s i s  of need, t b t n e e d  being a funct ion of t h e  number of 

kilometers, type of surface ,  road conki t ion,  e t c .  Such planning r epo r t ed ly  

included f i e l d  t r i p s  t o  v e r i f y  road condit ions and t o  provide a " fee l"  f o r  

the appropriate p r i o r i t i e s .  . .  



4 .  N e w  assignments fo r  pemanent maintenance a r e  made when TPTC form- 

a l l y  advises SEPRRN tha t  a road has been reconstructed and is  being turned 

over to  SEPRILY t o  receive r e g u l a r  maintenance from then onward. .SEPFLRN 

then assigns i t  t o  i t s  appropria te  d i s t r i c t  o r  s u b d i s t r i c t .  . ,~ 

. , 

,5. A s  indicated under "Equipment Maintenance," t h e r e  has been l i t t l e  
* 

evidence of e f fec t ive  f o r  t he  maintenance of equipment u n t i l  ve ry  

recent ly .  Such planning is now morc v i s i b l e  wi th  recent appointments of 

advisor and counterpart.  

A. The Maintenance Plan prepared j o i n t l y  by SEPRRN and t h e  Consultant  . 

ind ica tes  a s i gn i f i can t  p laming  capabi l i ty  i n  a s p e c i f i c  and important a rea .  

The Consultant Advisors who were involved i n  preparing t he  Plan be l i eve  t h a t  

SEPRRY (on i ts  own) is  capable of rev is ing  and updating i t  when and a s  re- 

quired. We do not disagree. We do bel ieve,  however, t h a t  some r ev i s ions  
.. 

' 
are  neided now to  r e f l e c t :  seasonal va r i a t i on ,  new roads ,  and new brigade 

formation. 

B. Inthzequipment maintenance a rea ,  Group Seven se r ious ly  quest ions  

SEPRRN's capabi l i ty  f o r  planning without s t rong Advisor support  f o r  an 

extended period of time. There i s  l i t t l e  ind ica t ion  a t  t h i s  time t h a t  

SEPWd is on the verge, f o r  example, of solving its p a r t s  replacement prob- 

lems o r  i t s  equipment dokntime problem. 



b.   lorc cover, and more generally, i f  t h e  p lanning  f u n c t i o n  is cons ide red  

o v e r a l l  t o  be t h a t  fu tu re -o r i en t ed ,  a n a l y t i c  p roces s  that d i r e c t s  an agency 

through t b e  as a3 o r g t ~ i c  whole ( a n t i c i p a t i n g  p r o b l e c s  and s o l u t i o n s  and  c 

i n s u r i n g  t h e  c o o r d i ~ t i o n ' o f  branches and r e s o u r c e s  i n  t h e  ach ievenen t  of 

a given pub l i c  n i s s i o n ) ,  SUR32J's c a p a c i t y  t o  p l a n  must b e  r a t e d  q u i t e  l o w ,  

a l though groving. T e l l i n g l y ,  no personnel  and no a c t i v i t y  co r r e sponds  t o  

t h e  organigrnz3e box l a b e l l e d  "Planning" ( s e e  Appendix). ' 

D. I n  t h e  a r e a s  u f p e r s o n n e l ,  budget ,  a d m i n i s t r a t i o n , z n d  c o s t  account -  

i n g ,  p lannicg ,  o r  "system," i s  rudimentary a t  b e s t .  And whatever  may b e  t h e  ' 

s t r e n g t h s  of S X R S  planning ,  t h e  i n r e g r a t i o n  of one management element  w i t h  
., 

another, t h e  juxtaposing of f i n a n c i a l ,  pe r sonne l ,  equipment and c p e r a t i o n a l  

anal$ses  id t h e  kind of d i g e s t i b l e  package w i t h  which top  manageznent ckn  niake 

. t h e  brozd d e c i s i o n s ' t h a t  h p l i c a t e  the e n t i r e  o r g a n i z a t i o n  has n o t  y e t  
. . 

occurred.  

E. It appears  t h a t  t h e  problem is l a r g e r  t h a n  SEPXRX, which does  n o t  

have e i t h e r  t h e  r e s p o n s i b i l i t y  a s s o c i a t e d  w i t h  i n s t i t u t i o n a l  "autonomy" ( i t  

is hone le s s ,  n o t  t r u l y  independent)  o r  the freedom ( a u t h o r i t y )  t o  make ma jo r  

d e c i s i o a s  u a i l a c s r a l l y .  Ic i s  a c r e a t u r e  of 'RTC, AID,  t h e  World Bank, t h e  

Ccmsultants ,  and o t h e r  s t r o n g  o u t s i d e ' f o r c e s .  Such h i g h  p l ann ing  as i s  done 

. i s  done by them, and w i l l  probably s o  con t inue  u n t i l  SEPRRN is g i v e n  a v i a b l e  

base, o r  t r u l y  i n t e g r a t e d  i n t o  t h e  TPTC o r g a n i z a t i o n .  

F. We m u s t  add t h a t  SEPRRN, a l o n g  with t h e  C o n s u l t a n t s ,  not only 

recognizes  the importance of planning, b u t  i s  moving t o  improve t h a t  function. 

, 
* 



1 Administrat ion 

1. S t r u c t u r e  znd Personnel 

a. The SEFRW O r g a n i g r m e ,  of r e c e n t  i s s u e ,  shows f o u r .  s e c t i o n s  

under the  Direc tor  General as follows:' 

Personnel and Procurement come under Adminis t ra t ion .  Budget and 

, .  Adminis trat!.ve Council 
. 

. 
D i r e c t o r  General . . 

t 
. .. 

I '  I I I 

Payments a r e  under Accounting. All o p e r a t i o n a l  a c t i v i t i e s ,  i n c l u d i n g  t h e  

Centra l  Adzlinistration 

Headquarters Repair Garage, t h e  P a r t s  Warehouse, t h e  D i s t r i c t s  and S u b d i s t r i c t s - -  

as well a s  boxes f o r  the  Equipment and Works " ~ o o r d i n a t o r s , "  Topography, 

Technical  Sect ion  
t 

Inspect ion ,  and Planning-come under t h e  Technica l  Sec t ion  (See Appendix). 

. I n  t h i s  s t r u c t u r e ,  t h e r e  a r c  at  l e a s t  t h r e e  anomalies: 

j .  

: i. "Administrat ive Training" is now under Adminis t ra t ion;  but  i t  

has been, o r  w i l l  be, absorbed by T r a i n i n g . .  . 

Accounting 

ii. A thoroughgoing reorgan iza t ion  of  Garage act ivi t ies  that would 
\ 

br ing t h e  P a r t s  Warehouse and t h e  Garage under a s i n g l e  th i rd-echelon 

Tra in ing  



11 head- and would upgrade the '  account ing  work done i n  t h e  Garage i s  i n  t h e  

p lanning  and proposal  s t a g e .  But t h i s  p roposa l  does not i n c l u d e  a recom- 

aenda t ion  t o  b r ing  Procurement of  s p a r e  p a r t s  under  t h e  same (Garage) head.  

Procureaent  is considered a s e n s i t i v e  issue. The a d m i n i s t r a t i v e '  l o g i c  of  

p u t t i n g  i t  a s  c l o s e ' a s  p o s s i b l e  t o  what i t  s e r v i c e s  is strong a n d ' w e l l  

recognized i n  S E ? N ? ;  bu t  t h e  tendency remains t o  l e a v e  i t  wi thou t  a n  imme- 

d i a t e  boss  o t h e r  than a t  t h e  more remote S e c t i o n  l e v e l .  

iii. Recruitment,  former ly  a s s o c i a t e d  w i t h  Pe r sonne l ,  under  Admin- 

i s t r a t i o n ,  i s  s a i d  t o  b e  under  T r a i n i n g ' s  s p h e r e  o f  i n f l u e n c e ,  b u t  no new 

' o r g a n i z a t i o n a l  arrangement h a s  beeu made f o r  i t .  

. , .  

. a b. Personnel  Xa&tudes. The Port-au-Prince ~ e a d ~ u a ' r t e r s  was manned 

by 167 a d m i n i s t r a t i v e  people  and 333 t e r  l i c a l  peop le  i n  March,. 1979. T h e i r  

c e n t r a l  r e s p o n s i b i l i t y  encompasses 241 3 p l e  on t h e  c o u n t q v i d e  p a y r o l l ,  

i n c l u d i n g  fu l l - t ime  regularly-employed, . :) d a i l y  pa id  l a b o r : '  

Funct ion A d m i n i s t r a t i v e  O p e r a t i o n a l  

D i r e c t i o n  & Centra l  Admin. . 94 

Technic'al 6 6 

Garage ' 7 

F i e l d  4 8 - 
T o t a l  215 

Compare these  f i g u r e s  w i th  P r o j e c t  Paper  "Outputs": 

Actual FY77/78 Ff78/79 C u r r e n t  
N76177 P r o j  ' d P r o j ' ?  Mar 79 

Centr: Admin. 6 2 8 5 95 9 4 

A l l  Othcr  Pe r s .  1310 - 1907 - 1994 - 2368 - 
T o t a l  1372 1996 2089 24 62 

- 
192  . 

1 4 1  

1914 - 
2247 

M 7 9 / 8 0  
P r o j  'd 

9 5 

2461 - 
, 2556 

T o t a l  - 
9 4 

258 

14 8 

1962 - 
2462 

FY80/81 
P ro  j 'd 

95 

2461 - 
2556 

They 'each r e p o r t  s e p a r a t e l y ,  a t  p r e s e n t ,  to r h c  second eche lon  D i r e c t o r  
of t h e  TcchnicaJ. Sec t ion .  



Thus, rhc  o r g a n i z a t i o n  h a s  reached Iks t a r g e t  In c e n t r a l  adminis- 

t r a t o r s ;  i s  f o r  t h e  moment ahead of schedule  on o t h e r  pe r sonne l ;  b u t  must 

t a k e  on another  94 s t a f f  t o  r each  n e x t  y e a r ' s  t a r g e t .  I f  t h e  f i g u r e s  r e f l e c t  

t h e  f a c t s ,  the present propor t ion  of a d m i n i s t r a t i v e  t o  o p e r a t i o m l  s t a f f  is 

9.6 pe rcen t ;  a d n i n i s t r a t i v e  t o  t o t a l ,  8 . 7  percent ,which  is' r easonab le .  

If t h e  k r c h ,  1979, head count  does n o t  d e c l i n e  through t h i s  F i s -  

cal Year, t h e  budget would be e ~ c e e d e d  by an amount co r r e spond ing  t o  139 

people,  o r  6 percent .  Sincis l h r c h ,  4 hand b r igades  employing 88 peop le  have 

been  a c t i v a t e d ,  a t  Bincbs. M o ~ i x v e r ,  i f ,  with t h e  a r r i v a l  o f  Lo t  #1 equip- 

ment, o t h e r  b r igades  a r p  aln, tw :ed b e f o r e  t h e  end of t h e  y e a r ,  t h e  =cess . . 
. . 

fund requirements  w i l l  be' ; <. :*thr i  t nc reased .  . .. .. . 

. 
c. - Personnel  MntaDz~+, :'r.r.y l i t t l e  SEPRRN a c t i v i t y  cou ld  b e  des ig-  

na ted  a s  eff e c t t v e  "pc ; : so~n- i~  m a a s ~ ; ~ ~ ~ e n t .  " What happens under  t h e  Pe r sonne l  
. . 

heading is r o u t i n c  maintenam 9 ,;P n i t h e r  un informat ive  d o s s i e r s ,  t h e  prepara-.: . 

t i o n  of pay lists, and t h e  n o t i n g  o f  a t t endance  (wi thout  a p p a r e n t  follow-on 

a c t i o n  i f  i t  is i r r e g u l a r )  . Some account  i s  k e p t  of who i s  emplpqed, b u t  

wi thout  a n a l y s i s  of c a t e g o r i e s ,  rdchou t  a n a l y s i s  ' f o r  t h e  p r e p a r a t i o n  of  p l a n s  

f o r  changes, and,  above a l l ,  wi thout  man i f e s t  purpose t o  manage pe r sonne l  

as opposed t o  l e t t i n g  i t  go i t s  own way i n  magnituces and behav io r .  

On t h e  p o s i t i v e  s i d e ,  work p r e p a r a t o r y  t o  i n s t i t u t i n g  a n  employee 

in su rance  system, as wall, a s  t h e  d e t a i l e d  and e v a c t i n g  t a s k  o f  r e c o n c i l i n g  

personnel  w i th  pay r eco rds ,  have b o t h  been r e c e n t l y  completed, w i t h  SEPRRN 

and Consul tant  c o l l a b o r a t i o n .  

On t h e  ocher  hand, a poor  pe r sonne l  p r a c t i c e s  have 



. 
r e s u l t e d  from a dual  def ic iency- the  l a c k  of d a t a  and a n a l y t i c  o u t p u t  and  

the..abscnce of t h e  management purpose. Premature h i r i n g  o c c u r s ,  based on 

r i g i d  planning,  o r  designed for ,  o t h e r  purposes (see d i s c u s s i o n  

of  t h e  S?fPS under - Consul raz t  Pc r fo rnsnce ) .  T h i s  was tes  money and,  i n  add i -  

t i o n ,  r i s k s  t h a t  t h e  personnel  concerned w i l l  d r i f t  away and n o t  b e  a v a i l a b l e  

when needed. ' Conversely, temporary, s a y  90Lday, employees a r e  brought  o n ,  

w h s  needed, ' b u t  nay then  l i n g e r  f o r  ano the r  y e a r  o r  Go. Nor is i t  known 
I 

i n  ' d e t a i l  o r .  i n  t o t a l  j u s t  how SEPPZJ?'s planned e spans ions  o f  f u n c t i o n  and 

r e s p o n s i b i l i t y  w i l l  actuzlly ' a f  f  ect  t h e  structure, composi t ion  and s i z e  of 

t h e  p a y r o l l .  (&me work has  been done on t h i s ,  b u t  i n  c o n n e c t i o n  w i t h  p l an -  
, . 

n ing  ko r  t r t i n i n g !  ) F i n a l l y ,  - a good many upsidLdown s i t u a t i o n s  exist , e. g . , 
subord ina t e s  pa id  more than s u p e r v i s o r s ,  u n q u a l i f i e d  more t h a n  p u a l i f  i e d ,  cr 

i n d i v i d u a l s  of d i s p a r a t e  r e s p o n s i b i l i t y  and q u a l i f i c a t i o n  pa id  t h e  same. To 

what e x t e n t  t h e s e  management s h o r t f a l l s  can  be a t t r i b u t e d  t o  SEPWS's anoms- ' 

l o u s  .status.+ i n  t h e  governsent ,  we d i d  n o t  unde r t ake  t o  de te rmine .  

d. Dual Pay and Retent ion  of T?TC Employment S t a t u s .  We-looked i n t o  

whether  t h e  p r a c t i c e  of double pay--by TTTC and SEPWd--had been d i s c o n t i n u e d ,  

whether t h e  r o l l s  had been d i sen tang led .  The number of dual ly-funded o f f i -  

c i a l s  c i t e d  i n  t h e  Phase I Eva lua t ion  Report  f o r  t h e  s i t u a t i o n  i n  October  197'6 

i s  16 .  We do n o t  have an a u t h o r i t a t i v e  f igure f o r  t h e  p r e s e n t  s i t u a t i o n ,  bu t  

it appears  t h a t  t h e  p r a c t i c e  s t i l l  =ists. Likewise ,  a good many p e r s o n n e l ,  

i nc lud ing  a t  l e a s t  10  s e n i o r  personnel ,  remain as permanent employees o f  TPTC 
' 

. ' 

whi l e  seconded t o  SETRSX. (Thc D i r e c t o r  Genera l  is one of them, b u t  t h e  Achin- 

i s t r a t o r  i s  not . )  Th i s  is  c u r i o u s ,  c o n s i d e r i n g  t h a t  suck s t a t u s  is h i g h l y  



* 
prized and a l so  t h a t  TPTC might w e l l  have wanted t o  exe 'rclse c o n t r o l  over  

SEPRRN v i a  its appointment t o  t h e  l a t t e r  p o s i t i o n ,  Perhaps i t  is f o r t u n a t e ,  

however. SEPRN w i l l  need l e a d e r s h i p  t h i t  i d e n t i f i e s  w i t k  S E P m  and its 

own h i s t o r y  i f  the a d n i n i s t r a t i v e  reforms and improvements requLred uniquely  

by SEPRRl? a r e  t o  be achieved. 

F u r t h e r  an t h i s  ques t ion ,  w e  lea=ned thar '  i n  t h e  f i e l d ,  S ~ R R N  

, supervisors  working under TPTC engineers  in SEPRtw D i s t r i c t s  may soon b e '  

allowed t o  "mzke i t , "  i .e. ,  t o  move up t o  t h e  e n g i n e e r ' s  f u n c r i o n ,  if n o t  

n e c e s s a r i l y  with t h a t  - t i t l e .  The timing of this would b e  a f f e c t e d  by when 

TPTC found i t  urgent t o  r ec la im i t s  engineers ,  and a l s o  on when S E P W  

moves i n t o  fatuities now under cons t ruc t ion  i n  t h e  v a r i o u s  ~ i s t r i c t s  

(wldch is considered by some of t h e  top f i v e  people  a t  Headquarters  i o  be  

a good tine t o  nake t h e  change). 

2. , .  L a t e r a l  and V e r t i c a l  Re la t ionsh ips  

a. Headquarters-Picld Re la t ionsh ips .  An i n s p e c t i o n  f u n c t i o n  has  
6 

r e c e n t l y  been es tab l i shed  o r  a c t i v a t e d .  (Phase I e v a l u e t i o n  gave i t  a h igh  

p r i o r i t y .  ) The two i n d i v i d u a l s  who zre to  staff i t ,  as a s t a r t ,  a r e  said 

t o  be  promising i n  q u a l i t y ,  i n t e g r i t y  and v i g o r ,  a l though inexper ienced i n  

t h e  work. Their  i n i t i a l  r o u t i n e  w i l l  be genera l i zed  v i s i t a t i o n s  to  t h e  D i s -  

t r i c t s  and t o  opera t ions  s i tes ,  followed by r e p o r t s  o n a c o n d i t i o n s ,  problems, 

and progress overa l l .  L a t e r ,  they would make more s t r u c t u r e d  i n q u i r i e s ,  and 

t h e i r  method would bc r e f i n e d ,  presumably wi th  s p e c i f i c  q u e s t i o n s  i d e n t i f i e d  

f o r  inves t iga t ion  by: t h e i r  superv i so r  ( t h e  Head of the Technics? S e c t i o n ) , o r  

by their c h i e f s  with pa r t i cu la r  interests. . 



b d i o  communication with D i s t r i c t  o f f i c e s  is  on t h e  way t o  being 

es tabl ished.  Current telephone conmunications a r e  passably good. I n  addi- 

t ion ,  a cour ie r  goes t o  each D i s t r i c t  once a week. Distr ic t  engineers 

v i s i t  the  Headquarters perhaps once a month. Twice year ly ,  i n p r i n c i p l e ,  t h e  

' Director Ganeral holds a seminar f o r  top f i e l d  personnel. Also he .and the 

Technical Director repor tedly  v i s i t  t he  f i e l d  4-5 t h e s  a year. We TSould 

say t h a t  tliese HQ-f i e l d  r e l a t i onsh ip s  a r e  bare ly  adequate in prac t i ce .  

b. La te ra l  External Ee la t iocsh ips .  These a r e  no t  extensive .  TPTC 

handles SEPRRS's ex te rna l  r e l a t i o n s  f o r  t he  most p a r t ,  including its budget 

and funding problems on the  aanagement s i d e  and i t s  customs c lea rance  func- 

t i o n .  on t h e  operat ional  s i d e .  The TPTC min i s t e r  does most of t h e  high level 
. 

coordination f o r  IEPYJU a t  the  po l icy  l e v e l ,  in h i s  c a p c i t i e s  a s  t h e  Bead 
8 .  U 

of the  spoasoring Elinistry - and Chairzan,of t he  Adminis t ra t ive  Ccuncil.  SEZRPY . . ... ,. . . 
deals d i r e c t l y ,  however, w i t h  local suppl ie r s  i n  i ts  p r~cu r&en i  function. , 

It deals  wirh the  Boston Bank on b a k i n g  mat ters .  And i t s  r e l a t i o n s h i p  is 

very c lose  co the  Banque Xationale de  l a  RepubliqueHaitienae(BEP3) . . i n  the  

matter of  f i nanc i a l  monitoring and inspection.  The BNrd performs these  serv- 

i c e s  to  S E P R U  a t  ac annual cost  charged to  the  SEPRJGY budget of about $24,000. 

SSFmils re la t ionsh ip  t o  o the r  deve1opser:t a c t i v i t i e s  o r  planning 

going on i n  the  country is meager (as noted e a r l i e r ) .  

c. Rcla t iorships  Upward. The Director  General is on good terms wi th  

the  TPTC Flinis t c r  , who apparent ly  s p p a  th izes  wi th  S E P W  ' s endeavors and 

problems. The two o f f i c i a l s  communicate o r  v i s i t  about twice a week, on 



' 
average, and the D i r e c t o r  General apparently has easy access t o  t he  M n i s t c r  

when the  need a r i s e s .  

1 / The ~ i r e c  t o r  General 's re la t ionsh ip  t o  the  Adminis t r a c i v e  Council- 

i s  l i k e  t ha t  of a corporat ion 's  pres ident  t o  i t s  board of d i r e c t o r s  (wherein 

the TPTC PZinister would be thg Chairman of the  Board). Quarter ly ,  the coun- 

c i l  meets to qucstlon the Director  General, d i scuss  .h is  r epo r t s ,  heer h i s  

reconmendations and i s sue  him its ins t ruc t ions .  A s  t he  Council has a p a r a l l e l  

re la t ionship t o  a l l  other  elements i n  the  t rznspor ta t ion  s ec to r ,  the  time, 
. . 

thought, , a t t en t ion  and leadership it may be a b l e  t o  reserve f o r  any given 

' organization cannot be =tensive. 
. , 

Neither the  l a t e r a l - ex t e rna l  nor the upward r e l a t i o n s h i p  seems' of . . 
a dynamic character such a s  t o  generate pressdre  oh SEPF$~ t o  perf o m  b e t t e r  

o r  quicker. On t h e  o ther  hand, t he  order ly  clearance o f  business  ma t t e r s  

, ra i sed  by S E R E ?  is possible  under these  arrangements.' 

m 

3 .  Fiscal Control and In t e rna l  Budgetine 
- .  

The u t i l i t y  of SEPTCSN's budget is mainly ex t e rna l  a t  t h i s .  time; i. e., 

it is  the  document by which funds a r e  requested from t h e  Legis la ture .  I t  

has v i r t u a l l y  no "program budget" mater ia l ,  and scan t  j u s t i f  i ca t ion- type  

e explanation o r  argument. It serves t o  con t ro l  expenditures only i n  t h e  crud- 

e s t  possible way: funds provided by the Legis la ture  (via  t h e  Ministry of 

Finance) on a  monthly bas i s  a t  t he  r a t e  of 1/12 of the annual au thor iza t ion  

na tura l ly  run out when they are spent. 

' 

This body would be ca l l ed  t he  Notional Transporta t ion Council  under 
the  Berger recommendation. 



The budget i s  prepared i n  June by t h e  Chief Accountant,  w i t h  

reques t - inputs  by s c c t i o n s  and f i e l d  units. It  is  then t r ansmi t t ed  t o  TPTC, 

and eventual ly  by TPTC to  t h e  Min i s t ry  of Finance and thence t o  t h e  L e g i s l a -  

t u r e ,  i n  e a r l y  J u l y  i n  t ine  f o r  a c t i o n  be fo re  t h a t  body's r e c e s s ,  i n  l a r e  

July of each year .  

Within S E P W ,  s e c t i o n  and f i e l d  r e q u e s t s  a r e  apparen t ly  g iven 

scan t  review, as  they a r e  based on o r  pa t t e rned  a f t e r  t h e  " b i b l J c a l "  SMXS 

f i g u r e s  which a r e  taken a s  governing. (See mention of t h e  SMkIRS, under 

Consultant: perf  o&ance , Prepara to ry  'and Planning Documents. ) 

The consol ida ted  SEPFRN reques t  too i s  s c a n t i l y  reviewed--there i s  

nothing t o  review o t h e r  than  "going r a t e "  compar isons 'wi th  p r i o r  year  and 

p ro jec ted  f u t u r e  y e a r  budgets ,  i .e . ,  f i g u r e s ,  n o t  ' p r o g r a m  o t  & a l y s e s .  Nor 
. . 

is t h e  budget c u t  o r  augmented, g e n e r a l l y ,  except ing  f o r  reason.  of  f a i l u r e  t o  

spend m n e y  a l loca ted  f o r  t h e  preceding year  (and t o  t h e  m o u n t  of t h a c  s h o r t -  

f a l l ) .  Clear ly ,  a  b a s i s  f o r  modifying t h e  r e q u e s t  i s  a b s e n t ,  j u s t  a s  i s  

reques t  j u s t i f i c a t i o n .  Moreover, t h e  time a v a i l a b l e  f o r  such review is pro- 

h i b i t i v e l y  shor t .  

I n  a lump sum o o n t h i y f y e a r l y  budget,  the i n c e n t i v e  i s  t o  spend, 

simply t o  avoid cutbacks i n  t h e  succeeding year,  r a t h e r  than t o  econonizc. 

Fur ther ,  on t h e  p o i n t  of t a s k  i d e n t i f i c a t i o n :  In t h e  p r e s e n t  

rudimentary system, i t e n s  such a s  s p a r e  parts--a v i t a l  and u n t i l  now a v a r i -  

ab le  f a c t o r  i n  SEPPAV programs and expenditures-are still t r e a t e d  as con- 

s t a n t s ,  ' o r  e l s e  est imated f o r  change on a "by-guess-and-golly" b a s i s .  

This r a i s e s  the  t o p i c  of c o s t  and t a sk '  account ing .  A t  p r e s e n t ,  a 
, 
\ 



kardex f i l e  is  maintained on equipment, showing assumed, not  empir ical ,  

deprecia t ion schedules. Cost f i g u r e s  on a c t u a l  p ieces  of equipment, includ- 

ing  the  various cos t s  of maintenance and operat ion,  are not  y e t  ava i l ab l e .  

The Chief Accountant apparent ly  proposed modified cos t  accounting 

a s  ea r ly  a s  1976, plus t he  i n s t i t u t i o n  o f ~ a  da t a  s y s t m  t o  support  i t .  

Nothing cane of t h e  idea through the  succession of ( four)  adv i so r s  he had 

hoped would help him prepare and i n s r i t u t e  t h e  system u n t i l  j u s t  recen t ly .  

' 

The ad jec t ive  "modified " above r e l a t e s  tn the  be l i e f  t h a t  a fu l l - s ca l e  cost: 

accounting system covering a l l  SEPRRN operat ions  'and a l l  aspects of t h e  
. I  

' . 'budget  cannot be i n s t a l l e d  without a computer. But elements of a v i a b l e  

. s y s t m  areenow. being developed by t h e  Cost Accounting Advisbr a n d  h i s  
, ' .  . . 

counterpart f o r  t h e  Garage : (equipment maintenance and repair) ,operations, 

both a t  Headquarters and i n  the  D i s t r i c t s .  The syscem i s  scheduled t o  go 

i n to  e f f ec t  toward the  end of calendar gear ; and it s a i d  sim- 

p l e  enough t o  be handled by ex i s t i ng  manual accounting c a p a b i l i t i e s  i n  t h e  

. . Garagz, the  D i s t r i c t s ,  and under t h e  Chicf Acco~n tan t .  

A simultaneous e f f o r t  is going on i n  the  Chief Accountant 's  

sect ion t o  develop what might' be ca l l ed  an i n t e r n a l  budiet .  This v i l l  b e  

cmposed of more searching elements t h a n  a r e  found in the =term1 budget 

e o r  i n  the  SMElRS "budget ." It w i l l  be b u i l t  up gradual l y  from experience 

f ac to r s ,  per iodic  and spec i a l  repor t s ,  analyses of one k i n d  o r  ano ther ,  and 

de l i be r a t e  at tempts t o  fo rnu la te  such mater ia ls  i n  consol idated documents. 

That s o r t  of information can be used by other .sections and by managers t o  

refine t h e i r  perception and con t ro l  of t h e  cos t  and spending aspec t s  of ' 

. . 
SERR.Nts work. 



The problen of overage aga ins t  (i, e. , exceedhg)  personriel cei l-  

ings,  o r  t a rge t s ,  mentioned under Personnel Magn+tudes , above, turns '  ou t  t o  

be a nonproblem i n s o f a r  as budget i s  concerned.. SEPFJUJ's fundi.3g i s  adequate 

i n  amount and (generally) i n  the timing of i t s  a l l o c a t i o n .  The occasional  

" problcm of l a t e  r e l ea se  by t h e  Minis t ry  of Finance is  balanced i n  gravity by 

the problm of SEPXTdT's occasional  i nab i l i t y  t o  spend a l l o c a t e d  funds by t he  

year ' s  end--and ne i t he r  is  more than an i r r i t a t i o n .  Thus, and taking account 

of the  b ~ d g e r ' s  3-year growth pa t t e rn ,  we conclude t h a t  funding has no t  con- 

. ' s t i t u t e d  and s t i l l  cznnot become the  l i m i t i n g  f a r , t o r  i n  an expansion of the 

. organization o r  of any task  t h a t  could be otherwise undertaken (including t h a t  

a t a n c h e  o r  i n  connection wi th  a c t i v i t y  m d e  possible '  by t he  z r r i v a l  or' Lot # l  
. . . '. 

a equipment.) . There a r e  cons t r a in t s  on such expansion bu t  they  do not appear 

t o  include money problms.  

I n  conclusion, we be l ieve  that t h e  budget i s  not  now a ' v e h i c l e  o f  

rnanagenent. But we a l so  affirm our be l i e f  t h a t ,  wi th  the a r r i v a l  and pos s ib l e  

spread of cos t  accounting, as well  as enhanced internal budgeting, a f i s c a l  
. . 

cont ro l  cxerciscd through t he  budget becomes a d i s t i n c t  p o s s i b i l i t y .  

. 4 .  SEPPLRN k n n  e ers 

1/ A group or' the t o p  five S E F W  officials - has been i n  place  for some 

' time. These incuabents are '  experienced, competent and well-disposed men i n  

our view, i f  of tcn constrained i n  performance by t r a d i t i o n s  , p o l i t i c s ,  insecur-  

a 2' T h i s  SEPRRN i ty  and other  aspects  of t h e i r  admic i s t ra t ive  environment.- 
I 

1/ I - i.e., the  Dircctcr  General and the  Heads of :  Centra l  P.dministration, 
Technical Section. Accounting and .Training. 

- 2' Wbich dcrivcs frem t h e  h r g c r  c u l t u r a l  environment and va lues .  



group s tands  hp we11 t o  'comparison wi th  high officials i n  a g r e a t  many small 

coun t r i e s  off  the  beaten  t r a c k  bf 

I/ and p r a c t i c e s  .- 
modern a d m i n i s t r a t i v e  mnagement p o l i c i e s  

nex t  echelon is another. m a t t e t .  Deputies Depth o r  backup a t  the 

s l i g h t  =ales, we surmise,  excep t ing  perhaps o r  p r i n c i p a l  a s s i s t a n t s  have only 

in t h e  Training s e c t i o n .  TPhe. ta lent  may o r  mzy n o t  be t h e r e  but  t h e  oppor- 

tunity t o  exe rc i se  i t  i s  not .  The D i r e c t o r  General and h i s  f o u r  p r i n c i p a l  

s e c t i o n  heads tend n o t  t o  d i l u t e  thcir respectiv:a a u t h o r i t y .  For example, 

t h e  Administrator is a l v  t h e  de f a c t o  d i r e c t  head of t h e  Personnel  subsec- 

t i ~ n  while its. nominal head a t t e n d s  t o  r o u t i n e  f i l e  qpera t ions .  F u r t h e r  down ' ' 

, the line, i . e . , i n  of f  i ce s  wi th  phys ica l ,  e x p l i c i t ,  and s p e c i f i c  - r e s p o n s i b i l -  

2 1 i t i e s  and c l o s e r  touch with f i e l d  opera t ions ,  taJ.ent is o f t e n  visible again.- 

a d a i n i s t r a t i v e  p o t e n t i z l  must be  , The po in t  t o  be made is t h a t  

done dur ing t h e  balance  of t h e  SE?RRii- 

chance for t h e  a d n i n i s t r a t i v e  p o t e n t i a l  

appraised on i t s  own terms. I f  t h a t  i s  

Consultant co l l abora t ion ,  t h e r e  is  some 

If t h i s  broadly p o s i t i v e  assessment is a t  v ~ r i a n c e  wi th  t h e .  Consul tant  
consensus, we must d iscount  t h e i r  view (however informed i t  m y  b e  by 
f a m i l i a r i t y  and cheek-by-jowl a s s o c i a t i o n ) ,  and s t and  by our orrn which i s  
bncked perhaps by a wider range of comparative observat ions  i n  o t h e r  p a r t s  
of t h e  l e s s  developed world. 

The mer i t  of shortcomings of a d m i n i s t r a t i v e  p r a c t i c e s  and n o r m  i n  a 
c u l t u r e  Go which  one is alien are no nore  e a s i l y  perceived and judged by 
nonprofessionals  than those  of  f o r e i g n  c o u r t s h i p  and m a r r i a g e  p r a c t i c e s  a r e  
by t o u r i s t s .  But soue Westerners f e e l  a compulsion t o  do so  n e v e r t h e l e s s ,  
and they presuppose admin i s t r a t ion  t o  be u n i v e r s a l l y  a s t r a i g h t f o r w a r d ,  
r a t i o n a l i s t i c ,  purely logicaJ,  way t o  go from A t o  B--which i t  seldom is .  
Administration is a l s o  an e l a b o r a t e  dance wi th  unwr i t t en  r u l e s  whether  i n  
P i t t sburgh  o r  Port-au-Prince. v I 

t 



being r ea l i zed .  If not ,  we w i l l  r e v i s e  our  conclus ion t h a t  a d m i n i s t r a t i o n  

has r casona t l e  and inproving chances f o r  growth. (See a l s o  SEPEd and 

Kanagcment Sys t c z s  i n  the  Appendix.) ' 

5. Status of t h e  Organiza t ion  

SEPNLU's admin i s t r a t ion ,  personnel  and manageen t  cannot be d i scussed  

o r  evaluated without  r e f e r e n c e  ta the fact t h a t  under p resen t  law and execu- 
. + 

f i v e  dec i s ion ,  i t  is a n  o rgan iza t ion  t h a t  imposes i n t e n s e  burdens (and r i s k s )  . 
, . 

on its personnel  i n  any e f f o r t  they may make t o  improve i t  and manage i t .  

.The reasons are personal i n s e c u r i t y ,  which appears  h igher  t h a n  i n  o t h e r .  . ' .  ' .  . . . 
govermenc agencies,  notably  TPTC, and an i r r a t i o n a l  personnel  s t r u c t u r e  . , 

l ack ing  any "0 & E:" typ6 gu ide l ines ,  o r  r e g u l a t i o n  such as a c i v i l  s e r v i c e  
' 

. . 
I 

c d s s i o n  might r ep resen t .  This problem is  mentioned a t  sevex,al  p o i n t s  i n  

t h i s  r e p o r t ,  because i t  z r i s e s  a t  every. turn i n  cons ider ing  perf o m n c e  
. I  

t l~roughout  the  organiza t ion .  A 'new " l o i  de base" (f u n d m e n t a l  law) i s  needed. 

The i n i t i a t i v e ,  perhaps too much i n i t i a t i v e ,  r e s t s  w i t h  t h e  Consult- 

t o  e s t a b l i s h  the va r ious  admin i s t r a t ive  improvements. Whatever may be  

p o t e n t i d ,  SEPLSX l eader sh ip  has been, t o  d z t e ,  too p s s i d '  coucerning 

elements such as p r o a i r  emenr, t r a i n i n g  o p t i o n s  , goa l  set  t i n g ,  and 

a n t  

i t s  

j ob 

g e t t i n g ,  the  f i e l d  work i n t o  higher gea r ,  vis-a-vis  t h e i r  s t r o n g  (and most ly  

competent) advisors .  

- 
i n  t h e  p rev ious  paragraph.  - Perhaps f o r  reasons a l luded  



a Avoiding g l i b  extrapolations i n  t h i s  r e g a r d ,  we s imply  n o t e  what may 

be a s i g n a l  achievement of b o t h  SEPRRN and t h e  Consu l t zn t ,  one  t h a t  may en- 

a b l e  SEPRRN t o  a s s e r t  i t s e l f  and hold  up i t s  eid: & 
the Xanzgement Advisorv C o m i t t e  (KG> e s t a b l i s h e d  l a s t  f a l l .  . 

The i dea  f o r .  t h e  XIC was f l d a t e d  i n  the.  C o n s u l t a n t ' s  I n c e p t i o n  Repor t .  

It took some t ime t o  take h o l d ,  b u t  now i t  h a s  become a v e h i c l e  f o r  communi- 

c a t i o n  t h a t  n o t  on ly  changes tqe i n t e r a c t i o n a l  pa tt ems between SEPRRN and 

t h e  Consul tan ts  ba t ,  n o r e  i m p o r t a n t l y ,  is changing t h e  r e l a t i o n s h i p s  among 

SEPILX~ o f f i c i a l s  and as b e w e e n  t ha  and t h e  g e n e r a l  d i r e c t i o n  of :he.agency. 

'It is small ( t h r e e  mmbers  from e t c h  " s ide , "  - n o t  i n c l u d i n g  t h e  head o f  t h e  

two groups) .  It meets r e g u l a r l y ,  and c o n s i d e r s  d i f f i c u l t  issues. t h a t  o f f i -  

' cWs a c t i n g  i n d i v i d u a l l y  might  shy  away fr0m.L' It h a s  gone o n  t o  make some. 

bold recornendations . 
It is r e s p o n s i b l e  for, or '  a t  any r a t e  he lped  t o  formuate ,  a strong 

SDXRX counter  t o  p re -ex i s t i ng  p l a n s  as t o  l o c u s  o f  r e c r u i m e n t  of trainers 

f o r  the new t r a i n i n g  plan.  T h i s  was r e p o r t e d l y  a  p i v o t a l  i s s u e ,  and t h e  , 

sense of new community and grcup  cohesiveness engendered by t h e  !QIC may 

e x p l a i n  so a c t i v i s t  an i n i t i a t i v e .  . 

A t  any r a t e ,  a  s e n s e  of a d m i n i s t r a t i v e  p o s s i b i l i t y  and  movement is 

emerging i n  S E P N ,  and t h e  o f f i c i a l s  seem p leased  and encouraged. Such a 

novcmcnt deserves  nu r tu rance .  

Risk can be less t h r e a t e n i n g  when shared  by a group. 



In t roduct ion  1 
-- 

I 

1. SEPPZT! has e x i s t e d  s i n c e  1973 : From t h e  s t a r t ,  t r a i n i n g  was seen I 

I 

a s  a s i n e  aua non--equipment could n o t  be  used and t h e  o r g a n i z a t i o n  could  'not  
A 

I be e f f e c t i v e  wi thout  i t .  Now, 6  y e a r s  l a t e r ,  fo l lowing t h e  t o u r  of  one engi- 

neering Advisor: group and 16 months i n t o  t h e  t o u r  of t h e  second,  t r a i n i n g  
I 

. . .has  become an  i s s u e  of major propor t ions .  . 
. . 

! . . ! 

. . 
2. ~ ' ~ r o ~ o i a l  is under cons ide ra t ion  t o  expand t h e  triFin3.ng p l a n s  ' .  

ou t l ined  i n  t h e  Phase I1 P r o j e c t  Paper t o  trzin 100 pe rcen t  of  t h e  1250 

employees now pro jec ted ' , ' . ra ther  than  54 pe rcen t  of the 994 employees pro- 
* a .  , . . .. 

j ected i n  the  PP , a n  i n c r e a s l ,  i n  number of t r a i n e e s  of 133 percen t .  The Pro- 
. . . . 

posal, '  a s  we understand it', would a l s o  c r e a t e  a mechanized t r a i n i n g  b r igade ,  

v i s i t i n g  each d i s t r i c t  on t h e ,  c i r c u i t  f o r  n e c e s s a j  pe r iods .  The new p l a n  
., . . . 

seeks $1.585 m i l l i o h  f o r  these  ind c o l ~ a t e r a l  purposes ( t h e  latest  est-tes 
. . 8 .  

may have r e d u c c d . t h i s  f i g u r e  'somewhat) as a g a i n s t  t h e  $420 thousand pro- 

grammed by the  P r o j e c t  Paper, almost quadrupl ing  t h e  o r i g i n a l  c o s t .  pro j  e c t i o n .  

3.  Our scope of work does n o t  emphasize cormplentary on p r o j e c t  des ign ,  

=.plans, as opposed t o  performance, o r  l e a d  us  t o  :he zone . o f  o p e r a t i o n a l  

dec i s ions  o the r  than with r e s p e c t  t o  a d d i t i o c a l  ( i , e . ,  Lot  82) equipment. 

Nevertheless,  t h e  new t r a i n i n g  p lan  is of long-term importance and i t  p r e s e n t s  

near-tekn ques t ions  s t i l l  i n  flus. G7 t h e r e f o r e  o f f e r s  o u r  f i n d i n g s  wi'th 

r e spec t  t o  t h e  plan,  a s  eva lua t ive  i n p u t  t o  t h e  d e c i s i o n  p rocess .  We p r e s e n t  



. . 
t h e s e  f i n d i n g s  below, a f t e r  discussion o f  Phase '  1 t r a i n l n g ~ a s '  i t  bears on 

a- . 
Phase I??, , and of .Phase 11 t r a i n i n g  t o  da te .  " 

5 

Phase I Training $ .  : . 

1. The Phase I E v a l u a t i o n  Study (December 1976)  recommended t r a i n i n g  

. improvements i n  f o u r  a r e a s  : 
, . 
a. Needs a n a l y s i s  and i n n o v a t i v e n e s s  o f  approach;  

b . Less  dependence on pre-employment t r a i n i n g ;  

c. Appropr i a t e  i n - s e r v i c e  t r a i n i n g  pzogtams; ' 

d. A reward system con t ingen t  on achievement  d u r i n g  t r a i n i n g .  

, .. . . .- 
2. Tine Report a l s o  s t a t e d  (p.  29) : . . 

F i r s t  o f f ,  t o  p u t  t h e  complete t r a i n i n g  e f f o r t  i n t o  ' 
s k i l l s  ( o r  even n o r e  , j o b  knowledne t r a i n i n g )  , seems 
t o  i g n o r e  a v e r y  b a s i c  formula o p e r a t i v e  i n  manpower 
performance, i. e., . ' 

* 1 

Job P e r f o m a n c e  = S k i l l  x Mot iva t ion  
J , .. 

Note t h a t  t h e  elezients  a re  m u l t i ? l i c a t i v e  s o  t h a t  even i f  
skill  l e v e l  were h igh ,  performance would be .low i f  mot i -  
v a t i o n  were low. 

This f o r n u l a t i o n  i s  p a r t i c u l a r l y  impor t an t  i n  t h e  c u r r e n t  
p r o j e c t  i n  l i g h t  of t h c  p s y c h o c u l t u r a l  d i s c u s s i o n  pre- 
sented  i n  t h e  I n t r o d u c t i o n  t o  t h i s  r e p o r t .  I f  t h e  G 7  

. a n a l y s i s  is c o r r e c t  t h a t  maintenance of  i n a n h a t e  o b j e c t s  
(buch as equipment and roads )  i s  n o t  a s t r o n g  c u l t u r a l  

. , va lue  i n  E a i t i ,  t h e n  knotring how t o  d 3  i t  is o n l y  h a l f  
t h e  problem ( i f  t h z t  muchj . Thc a t t i t u d e s  t h a r  produce  
t h e  w i l l  t o  engsge i n  maintenance t a s k s  (when needed,  
where needed, and a s  needed) ,  and i h e  w i l l  t o  s u p e r v i s e  
such t a s k s  r e s p o n s i b l y ,  become a t  l e a s t  as c r i t i c a l  a s  
knowing how--indeed, are t h e  prope?.lant w i t h o u t  which 
s k i l l s  never m a n i f e s t  t h e m e l v e s  i n  job performance. 
Accordingly, we propose  t h a t  some a t t e n t i o n  b e  pa id  t o  
a t t i t u d i n a l  t r a in inp ,  du r ing  Fhase I1 ( i n  a d d i t i o n  t o  skill 
training) . 



' 3. Phase I t r a in ing  was a l s o  inadequately s y s t e n a t i c  i n  ba s i c  t r a i n -  

ing e l m c n t s ,  i . e . ,  curriculum, i n s t ruc t i ona l  techniques,  concepts (e.g., 

"modern equipmcnt maintenance mnnag~enc")  , accommodation f o r  low lev& of 

l i t e r a c y  and i n t e l l i gence ,  incen t ives ,  motivational  content ,  and so f o r t h .  

Moreover, the  program was no t  pushed with notable  v igor ,  appar&tly .  A s  a 

r e s u l t ,  very l i t t l e  appears t o  have survived e i t h e r  of a :'skills bank11 o r  of 
. 

institutionally-remembered procedures and p rac t i c e s .  There was t r a i n i n g  a t  
I 

t he  Garage, f o r  example, but  present  Garage procedures do n o t  c o n s t i t u t e  any 
.# .': 

b r i l l i a n t  tes t imonial  thereof .  P& h i g h a y  equipment i n s t k c t o r s  went t o  
. . 

. Ship ley ,  ~ l o r i d a ,  where l i t t l e  o r  no French.was used. The eciurncee a r e  s a id  

' t o  have received "motivation. " but a l s o  :to .nbi/o<crrate . , t h e i r  ebilitie? h d  t o  . 
. be- sub jec t  t o  overconfideme. A few engineers went t o  the  Univers i ty  .of . . 

2.. L- I 

Nebraska f o r  a repor tedly  l a x  and unfocused "experience." h d  ?our welders 

went t o  Louisiana. . . .  

The welders know how t o  weld, but f o r  t h e  r e s t ,  t h e  sands of t5me 

cover what t races  of bene f i t  the re  were. 

. . 

4. I n  general ,  Phase I t r a i n i n g e  seems t o  have l a i d  a crumbling 

foundation fo r  Phase 11--with the' exception that 'knowledge conveyed i n  

' p e r s o q l  i n t e r ac t i on  between Advisor and counterpar t  (which can be c l a s s i -  
. . 

f i ed  by t h e  counterparts  a s  training i n  a very l oose  sense) has been c i t e d  . 

by the  counterparts  now and again a s  having had va lue  i n  s p e c i f i c  cases .  

(The above r e f l e c t s  p r i n a r i l y  t he  Phase I Evaluation of December 1976 

i n  which the probabi l i ty  of "results" such a s  t he se  was foreshadowed, 

espec ia l ly  pp 24-27 ( (P lans ) ) ,  p 28 ((Problenis)) and pp 29-32 ((Recommendations 
- .  



f o r  Improvment)) ; a s  wel l '  as t h e  views of t h e  c u r r e n t  t r a i n i n g  a d v i s o r  who 

made an evhaust ive study of t h e  matter during his f i r s t  4 months i n  H a i t i  

i n  e a r l y  1978. We have no reason to- ques t ion  h i s  work.) 

Phase I1 Training a 

1 / Performance- under Phase 11 c o n s i s t s  of t h e  f o l l ~ & ~ :  

9 engineers  has been s e n t  t o  Nebraska ( f o r  a. Another group of 

t h e  l a s t  use of  t h a t  

b. Three mechanics, 
. 

who were t h e r e  be fo re ,  were enabled t o  

t h e i r  t h i r d  and f i n a l  yea r  
... 
t e c h n i c a l  r e t u r n  f o r  

. . 
school i n  port-au-prince, sponsored by Canada), f o r  d i e s e l  mechanics. 

c.  I n  groups of about 20, some 60 mechanics have a t t e n d e d  

3 "cycles" of 2-3 hours p e r  n i g h t ,  a t  Canado. These s e s s i o n s  will b e  re- 

sumed according t o  the 'Consultant ,  "if money is ava i l ab le . "  
" 

d. I n  t h e  summer of 1978, Canado i n s t r u c t o r s  were borrowed dur- 

ing t h e i r  s m e r  break t o  do s w s h o r t  courses  i n  e l e c t r i c i t y ,  b a s i c  d i e s e l ,  

under-carr iages,  and the l i k e .  (%chine p a r t s  f o r  i n s t r u c t i o n a l  use  were 

l a t e  in a r r i v i a g  f o r  the  courses so t h a t  the  course  had t o  b e  jury-rigged.) 

e e. Five  groups of about n ine  nechanics have had a 1 - 2 month 

t r a i n i n g  course by a major l o c a l  equipment company in one o r  more t o p i c s  

t h a t  inc lude  hydrau l i c s ,  b a s i c  d i e s e l ,  e l e c t r i c i t y  and e l e c t r o n i c s .  

Not necessa r i ly  planned perf  or iance .  



f .  Two 3-hour seminars  have been he ld  f o r  abou t  e i g h t  ( i n  each  

case)  SEPRR:? management e n g i n e e r s ,  i n c l u d i n g  top - l eve l  Headqua r t e r s  and Dis- 

t r i c t  engineers ,  by t h e  Company's f i e l d  r e p r e s e n t a t i v e s ,  w i t h  the p a r t i c i p a -  

t i o n  of Consul tant  and o t h e r  experts. Topics  i nc luded  nanagement and o p e r a t i o n  

, of  equipment (such as  a i r -ope ra t ed  equipment and r o l l e r s )  t h a t  was be ing  

a d v e r t i s c d  by t h e  company a t  t h e  time. Use, t h e  Consu l t an t  a p p a r e n t l y  

organized an a l l -day  conference  i n  1978 f o r  t o p  D i s t r i c t  e n g i n e e r i n g  

personnel .  

g. P r a c t i c a l  .Engl i sh  was t a u g h t  a t  t h e  Haitian-American I n s t i t u t e ,  

' in M?y-June 1978 (wi th ,  once a g a i n ,  n money' pro'blem: t h e  . i n s t r u c t o r s  r e p o r t -  

edly  were paid  on ly  a f t e r  c o n s i d e r a b l e  de l ay ) .  . . 

hi The "Emergency" T r a i n i n g  Program n e a r  Jamel f o r  & e r a t o r s  

and chauf feu r s  p repa r i zg  f o r  t h e  a r r i v a l  o f . L o t  9 1  equipment was s t a r t e d  

ve ry  r e c e n t l y  i n  May 1979 and i; t h u s  t h e  f i r s t  o p e r a t i o n a l  t r s i n i n g  program 

t o  be mounted du r ing  Phase I1 ( a s  opposed t o  programs c o n t r a c t e d  o u t  o r  ca r -  

ried forward o r  of a g e n e r a l  d i s c u s s i o n  t y p e ) .  We were puzz led  why t h i s  . 
. . 

should hnvc had t h e  ( informal )  d e s i g n a t i o n  o f  "emergency," given t h a t  t h e  

arrival of t h e  equipment was p r e d i c t a b l e  and even long  de layed .  Nor was 

t h e r e  any ques t ion  a t  any t ime t h a t  t h e  t r a i n i n g  would have t o  be  done. The 

a explanai-zgn, we a s c e r t a i n e d ,  i s  t h a t  p l ann ing  of t h i s  s p e c i a l  p r e p a r a t o r y  

t r a i n i n g  program had becn d e f e r r e d  i n  t h e  e x p e c t a t i o n  t h a t  t h e  new o v e r a l l  

t r a i n i n g  p l an  would soon be  approved and t h a t  t h e  t r a i n i n g  would b e  an 

o rd ina ry  p3rt  of - that r e g u l a r  prosram. But,  a c c o r d i n g  t o  t h e  C a n s u l t a n t ,  



, t h e  ncv plan not only was n o t  approved promptly, bu t  any i n d i c a t i o n s  g iven  

(by AID) of when i t  would' be approved were vague, and n o t  h e l p f u l  f o r  con- 

t i n c e n t  plannicg f o r  the special program and f o r  t h e  t r a i n i n g  p lan  as a 

whole. 

i. I n  any case ,  the  a c t i v i t y  is i n  progress  and has t h e s e  

c h a r a c t e r i s  t i c s  : 

--Equipnent was borrowed from t h e  S e n v i c e  de Locat ion  
d'Equipencnt Lourd ae Const ruct ion  (SLELC) f o r  u s e  i n  
"on-the-job" t r a i n i c g ,  i . e . ,  on o rd ina ry  road s e c t i o n s  

. , 
r equ i r ing  maintenance t o  coach o p e r a t o r s  and chauf feurs  
. i n  use of the  equipment types they w i l l  be ass igned t o .  

--A Consultant  i n s t r u c t o r  is i n  g e n e r a l  chargo,; r e g u l a r  
recent ly-hi red  and t m p o r a r y  SEPPW h s t r u c t o r s  p a r t i -  
c i p a t e  under h i s  guidance. (They t o t a l  about  e i g h t .  

, ,So;ne o r  sll of then w i l l  be g iven a "douSle recyclagc" ;  
i.e., first 3s opera to r s  and second as t r a i n e r s .  ) 

I 
, . 

4 v c r  100 people a r e  t o  be t r a i n e d ,  o r  "recycled."  
They are conicg from a l l  t h e  D i s t r i c t s  and from Port-au- 
Pr ince .  Indeed, they c o n s t i t u t e ,  i n  p r i n c i p l e ,  & 

. . .. . .. ...... ~ r - ~ ~ s e . ~ a - ~ ~ = ~ ~ L w ~ a n d - - c  hauf f c u r s  . 
--The s e s s i o n s ,  genera l ly  of about  2 \reeks, w i l l .  con- 
t inue  over  a period of 4 months. 

--A "con t ro l l e r "  is a t  t h e  s i t e ,  checking atqendance 
and allowance en t i t l ement .  

--The c o s t  i s  about $20,000 c o n s i s t i n g  mainly of a 
daily subs i s t ence  allowance of $10 per  t r a i n e e  and per  
i n s t r u c t o r ,  (The f i g u r e  we have does n o t  i n c l u d e  t h e  
c o s t  of t h e  equipnenr o r  i ts  opera t ion .  Ncr, obvious ly ,  
does i t  inc lude  s a l a r i e s  of anyone involved.)  

, 2. Remarks : 

a. An Apri l  3 ,  1978, d i r e c t i v e  from t h e  t r a i n i n g  s e c t i o n  t o  

the heads of the  Garage, the  D i s t r i c t s  and t h e  b r igades ,  e s t a b l i s h e s  condi- 

. tims ( q u f i i b c a t i o n s )  f o r  admission of cand ida tes  t o  t r a i n i n g ,  down t o  e 



requircnient t ha t ,  even .a t  n low l c v c l ,  candidnrcs be ab l e  , t o  read s i n p l e  

technical  mater ia l  (if the job c a l l s  f o r  thn t  s k i l l ) .  The po l icy  i t  se rves  

is t o  insure tha t  S E P W I  docs not  undertake to  t r a i n  unqua l i f i ed  people, 

i.e., t o  bring then chc full d is tance  from unski l led  and untaught t o  f i t -  

ness f o r  responsible pos i t ions .  This r a i s i n g  of p r e r equ i s i t e  educat ional  

standards i s  sa id  t o  have encountered opposit ion i n  some sec t i ons  of t h e  

organization.  

b'. The oeainar work has been mainly f o r  t e chn i ca l  people, ir! 
* 

technical  sub jec t s ;  but the  technicians  involved (engineers)  were those  
, . 

.with' managerial respons ib i l i ty .  
' . . . .  . .. 

c. A t raining-center bui lding near the  Tort-au-Prince Garage, 

financed with GO11 funds, is cur ren t ly  under construct ion.  I n  

according t o  t h e  new plan,  the  f a c i l i t y  is to be expanded and 

equipped. 

d. A nearby field a t  which operator and chauffeur 

Phase 11, 

more thoroughly 

t r a i n i n g  was 

to be concintratcd, acccJrding t o  Fhose I planning, has not bcen used r ecen t ly .  

e. Developn~ent of tllc ilev plan,  w h i l e  not t r a i n i n g  a s  such, was 

perhaps t he  najor  conccn  of both SEFIWJ and t h e  consul tant  i n  Phase I1 to 

date,. i n  the field of t ra in ing .  (See below.) 

3. A t  l e a s t  one SEPrQZN o f f i c i a l  notks thn t  t he r e  has been no manage- 

ment-administrativc-personnel type t r a in ing  t o  d a t e  (such a s ,  t o  teach 

o f f i c i a l s  how t o  give and receive  i n s t ruc t i ons ,  speak t o  each o the r  and 

generally t o  conduct denlings among fhemselvcs) . r 



4 .  There has t een  no traininb i n  procur.ment as such, notab ly  off- 

shore procurement (a performance e.xpectation flagged in t he  Prod ccc Paper 

5. According t o  another S E P W  o f f i c i a l ,  t he  Consultant has done 

some of t h c  functions he might a l so  have t a u ~ h t ,  and.by doing them hag not 

taught then. 
" I 

. , . . .  
1 ,  

6. The Consultant 's  lncepti 'on ~ e ~ o r t '  proposes t h a t  a good part of 
" . 

i t s  "mnnagemer.t t ra ining" would take t h e  form of i n t e r ac t i on  i n  daily wdrk 

between the  advisors and .counterparts concerned. ' We ' th ink these  r e l a t i on -  

ships were, i n  fact, dominated by problem-salving. S E P n N  officials main-' ' 

I .  
. 

t a in ,  i n  any case, t h a t  t h e  t ra in ing  rub-0ff.i .s s l i g h t .  
. . . . 

: a 

. I 

7. M6tivntionzl, o r  a t t i t u d i n a l  t r a in ing  (e .g. ,  i n  equipment main- 

tenance, demonstrating the,* ra ther  than j u s t  - how t o  do it) i s  no t  
. . 

manifestly par t  of any t r a in ing  to  date. . ,I . 
. . 

8. The budget dram on f o r  t he  program so  fat (l.e., $420,000') has 

been disposed of as f o l l o ~ ~ s :  about $55,000 f o r  sho r t - t e rn  overseas manage- 

ment courses for  d i s t r i c t  engineers ; $10,000 f o r  training mechanics i n  local 

technical  schools; about $300,000 set aside f o r  equipment for t he  mechanized 

t r a i n ing  brlpde (a function of the new, not t he  o r i g i n a l .  plan, i t  must b e  

noted); and perhaps $55,C00 planned f o r ,  a l loca ted  o r  othemise t i e d  up for 

purposes on which wc have no d e t a i l .  
. . 



A .  On the m a t t e r  of  t h e  a l l o c a t i o n  f o r  equipment (ove r  70 p e r c e n t  

' of t h e  = i s t i n g  t r a i n i n g  budge t ) ,  one'rnust q u e s t i o n  t h e  b a s i s  f o r  t y i n g  up 
. 

moncp p r o g r m e d  f o r  one purposc ( t h e  o l d  p lan)  i n  a n t i c i p a t i o n  of funds ,  and 

purposes,  a s s o c i r t e d  ' k i t h  an unapproved new p lan .  There i s  a double  problem. 

F i r s t ,  t h a t  t h e  a l l o c a t i o n  p reven t s  u s e  of the money f o r  o ld-p lan  tasks or f o r  

o l d  plan o b j e c t i v e s  t h a t  c o i n c i d e  w i t h  new-plan o b j e c t i i r e s  and  that might b t h e r -  

w i se  have been i n i t i a t e d  by now. Second, that the a l l o c a t i o n  presupposes  

approval  of t h e  new p l a n  wi thou t  an? p a r t i c u l a r  a d v a n t a ~ e  ( i n  l e a d  tine, o r  other- 

' wise).. i n  n a k i q  t h e  assumption. The new money would b e  u s a b l e  as q u i c k l y  as 

t h e  o l d  noney, presunably,  once t h e  d e c i s i o n  p e r m i t t i n g  t h e  u s e  of  any money 

, f o r  that p a r t i c u l a r  purpose was made. . . 

D. The p o i n t  is  n o t  a n e g l i g i b l e  one, s i n c e  noney, o r  its nonava i l -  

a b i l i t y ,  was so  o f t e n  cited as a b l o c k  t o  v a r i o u s  o t h e r  a c t i v i t i e s  t h a t  were  

planned o r  i n  p rog res s ,  'i.e., a c t i v i t i e s  t h a t  would q u a l i f y  l e g i t i m a t e l y  

under bo'th o l d  t r a in i i l g  p l a n  and new. 

C. I n  reviewing g e n e r a l  "perfornance" i n .  t h e  training domain, we 

m ~ s t  r a i se  t h e  cjuescion, wiin= use  hzs been made of  t h e  f i r s t  22 months of 

t h e  p r o j e c t ,  o r  of t h e  f i r s t  1 6  months of t h e  new C o n s u l t a n t ' s  p re sence ,  o r  

of  t h e  money a v a i l a b l e ?  It s e w e d  as i f  t h e  p e r i o d  was dominated by p l ann ing ,  

a long  time f o r  t h e  a c t i v i t y .  But s t r i c t l y  speaking ,  t h a t  i s  n o t  t h e  case: 

t h e  pe r iod  was dominated not by planning ,  b u t  by j u s t i f y i n g  and n e g o t i a t i n g  



1 / the  t r a i n i n g  plan.-  The r e s u l t ;  i n  any case, seems t o  have  de l ayed  I 

and diminished t r a in in :  p c r f o m n c e .  fn a n t i c i p a t i o n  of a l a r g e r ,  more 

ambi t ious  o v e r a l l  approach. ( I n c i d e n t a l l y ,  ou r  f o c u s  hod t o  s h i f t  somewhat, 

n o t  on ly  from p e r f o m n n c e  t o  p l a n ,  as i n d i c a t e d ,  b u t  a l s o  from SEPRRN t o  

Consu l t an t ,  s i n c e  t h e  i n i t i a t i v e  was anywhere bGt w i t h  t h a t  o r g a n i z a t i o n  o r  

' any o t h e r  H a i t i a n  sou rces ,  i n  t h e  new p l a n ' s  development.)  

The New T r a i n i m  P lan  

I. The new p lan  is more t han  a  m o d i f i c a t i o n  o r  change of c o u r s e  a t  

* mid-passsge. I t  is  a  s u b s . t i t u t e  f o r  t h e  e n t i r e  Pliase 11 t r s i n i n g  program, 

d i s coun t ing  some o v e r l a p s .  * 

I . . 
I 

\ 
\- . 

0 
A. 'BCln_g a s u b s t i t u t e ,  i t  i s  g e t t i n g  o f f  t o  a start de l ayed  by at  

\ . l e s t  1 6  ruouths ( o r  more, i f  one  . c o n s i d e r s  t h a t  the C o n s u l r a n t ' s  a r r i v a l  was 
', 
. . i t s e l f  delayed)  . 
I 

\ 

' I " .  
' .  

: ' 3. Taken w i t h  t h e  f a c t  t h a t  t h e  program is large, a m b i t i o u s  and com- 
4 

pressed  i n  time (even had - a l l  t h e  t ime  been a v a i l a b l e ) ,  t h i s  d e l a y  must  b e  

cons idered  a parameter ,  o r  a  f a c t o r - i n d i c a t o r ,  i n  t h e  e v a l u a t i o n  of i t s  

2 / merits .- 

A p l a n  which was gene ra t ed  i n  t h e  f i r s t  i n s t a n c e  . i n  t h e  U . S . ,  n o t  i n  
H a i t i ,  and one uhic!~, as we understand i t ,  was . w e l l  on i t s  way t o  app rova l  
in Wasl~ington even be fo re  t h e  USAID Miss ion  had t a k e n  a p o s i t i o n  on t h e  
mattcr. 

- 2' G 7  has no guidance i n  t h e  P r o j e c t  ~ G e r  o r  e l s ewhere  on t h e  m a t t e r ,  t h e  
plan b ~ i q  a new one,  bur  w e  make e x p l i c i t  t h e  f a c t o r s  we tio use. 



. , 
4. C h a r a c t e r i s t i c s  of t h e  p lan:  

a. With r o o t s  i n  World Eank recomendat ione ,  and drawing where 

f e a s i b l e  on Phase 11 P r o j e c t  Paper elements,  the' nc r  plan is p r o f e s s i o n a l l y '  
' I  

designed--as t o  s y l l a b u s ,  innova t ive  ' t r a i n i n g  method, t r a i n i n g  o f '  t r a i n e r s ,  

t h e  handling of d i f  f c r c n t  t r a i n e e  , .  l i t e r a c y ,  educat ion  and i n t e l l i g e n c e  l e v e l s ,  

i ncen t ives ,  management concepts ,  and t e c h n i c a l  con ten t ,  as w e l l  as i n  some 

"no t i v a  t iona l "  cons idera t ions .  (The l a t t e r  are e x p l i c i t  i n  management t r a i n -  

i n g ,  where t r a i n i n g  management t o  mot iva te  o t h e r s  is t h e  question.  The 

ex ten t  t o  which mot ivat ion ,  i n  t h e  s e n s e  of a t r i t j d c s  and - &ll is imparted t o  

'trainees-or others-who a r e  themselves engaged i n  equipment and road mainte- 

nance is  very ques t ionable ,  a l though t h e  Advisor ma in ta ins  t h a t  such a n  e le-  . 
ment is i m p l i c i t l y  p a r t  of zn_v good training.) . - 

b. J u s t i f i c a t i o n  of t h e  program, which appears  t o  b e  very hard 

. h i t t i n g ,  emphasizes t h e  i f f d l ' . . v i s i , l 5 ~ 1 ' i ~  of t h e  packzge-i. e. ,  a l l  or no th ing .  

c. Departures from t h e  o l d  p lan  inc lude:  

--the n o i i o n  of  u n i v e r s a l i t y ;  

--s igniEicantly h igher  c o s t ;  

-the use  of  a mechanized t r a i n i n g  brigad&' a l o n g s i d e  

In tczvent ion  Brigades,  on  a c i r c u i t  b a s i s ,  and a s  a second 

. s t a g e  of t r a i n i n g  fo l lowing t h e  f i r s t  a t  t h e  Port-au-Pricce 

Center; 

-A l a r g e  r e f r e s h e r  t r a i n i n g  component, impl ied  

'; 
'y Derived from t h e  World Bank concept  of Training ~ r o d u c t i o n  

. . 

by u n i v e r s a l i t y ,  

Units 



which would: c a r r y  t r e i n i n g  down l a b o r  such  

"pot-hole r e p a i r  s p e c i a l i s t s " ;  exc lude  day l a b o r ;  b u t  i n c l u d e  

those  p rev ious ly  t r a i n e d  who would r e c e i v e  r e f r e s h e r  t r a i n i n g  
' 

* . 
whether thcy  needed i t  o r  n o t ,  a s  t h a t  might v a r y  w i t h  d r i v e r s ,  

..- . . .  - . .  --the t a r g e t t i n g  of a h i g h e r  p r o p o r t i o n  of  trainees f o r  
--. ... . 

C 

t r a i n i n g  r e l a t e d  t o  mechanized road  maintenance;  
.- 

--- . ..- . . . . -.. -2 - - . -The n e a r  doubling of t h e  C o ~ s u l t a n t  group-an a d d i t i o n 2 1  

- I'/ . eight people,  i n c l u d i n g  a bi1:ngual s&cre ta ry . -  

2- ..r . . - .--a t i n e  compression, no ted  earlier, t h a t  would u n d e r t a k e  

l a r g e r  t a s k  i n  a s h o r t e r  time. For t h e  moment i 'gnoring d e l a y  

t h e  plan 's  probable  approval ,  t h e  frame would r e g u i r e ' a b o u t  . 

douyle the s t a r t - u p  and implementat ion task i n  a p e r i o d  some 

10 pe rcen t  s h o r t e r  than  envisaged  f o r  Phzse I1 (36-1/2 v s  4 1  
. . . .. . .  . . . 
months). The p r i n c i p a l  time b i n d ,  everyone agrees, is i n  the 

t r a i n i n g  of mechncics and t h e  " t r a i n i n g  of  t r a i n e r s "  of mechanics.  

I f  foreigners a r e  brought  i n  as trainers, time must  b e  al lowed 

f o r  c o n t r a c t i n g ,  o r i e n t a t i o n ,  and becoming eff ec- 

t i v e  l o c a l l y .  I f  n o t ,  t h e  a v a i l a b i l i t y  of qualified alternative 

t r a i n e r s  may be a ques t ion ;  . .  . 

--unlike t h c  o l d  p l a n ,  t h e  component's magnitude,  c o s t s  and 

timing of t h e  new p lan  do no r  seem c l o s e l y  gea red  either t o  a 

r e a l i s t i c  p r o j e c t i o n  of increments  i n  t h e  number of  road -k i lome te r s  

be mdergo ing  mod i f i ca t ion , .  



that will be maintained yea r  by year, o r  to t h e  p robab le  number 

o f  employees on the r o l l s  i : ~  s u c c e s s i v e  years.  The 
. 

are that t h e  ~acl;o& is s t i 1 l . a  c o n s t a n t  bccause t h e  . 
arguments 

number of  

t r a i n e e s  i n  a , g i v c n  t r a i n i n g  s e s s i o n  can e x ~ a n d  o r e c o n -  

t r p , L t  wh i l e  t h e  number of s e s s i o n s  and t h e i r  r e s o u r c e  r equ i r emen t s  

remain c o n s t a n t  ; and t h a t  SEPRRY'S I d l o n c t e r  r e s p o n s i b i l i r y  \?ill 
6 .  

expand a s  scheduled i n  the S1PP.S book, r e g a r d l e s s ,  f o r  example, 
' .  

of whether o r  n o t  f e e d e r  r c a d s  a r e  c o n s t r u c t e d  o n  schedu lc .  (The 
. . 

assumption appea r s  t o  be t h a t  SEPRRN w i l l  t a k e  o n  t h e  f e e d e r  and 

o t h e r  roads  on schedule  r e g a r d l e s s  of  t h e i r  c o n d i t i o n .  T h e r e f o r e ,  
I 

should  i t  t a k e  on u n r e c o n s t r u c t e d  f e e d e r  r o a d s ,  SEPRRIJ's burden  

w i l l  be a u p e n t e d ,  even, by t h e  n e c e s s i t y  of do ing  n e c e s s a r y  
I 

r e c o n s t r u c t i o n  i t s e l f ) ;  . .  , . I . . . .  

--whatever may'be i ts  weakness i n  parameters ;  t h e  p l a n  
. . 

is v a s t l y  more thorough i n  t h e  p lanning  and p r e p a r a t i o n  of its 

s u b s t ' a ~ e i v e  c o n t e n t  t han  t h e ,  o l d  p l an .  It i s  prbboblg r eady  f o r  

a ver); qu ick  s t a r t - u p  when t h e  s igna4  i s  g iven ,  and is ,  i n  f a c t ,  . 

capable  of abeorb ing  m o d i f i c a t i o n s  in t h e  f a c e  of  r e a l i t y  as t h e  

work ge ts  undernay--and a f t e r  . 
r .  

A. Concerning t h e  chances f o r  s u c c e s s  of  this impor t an t  new p lan ,  w e  

first p o i n t  ou: t ha t  H a i t i ! ~  "abso rp t ive  capac i ty"  f o r  t e c h n i c a l  and c a p i t a l  

a s s i s t a n c e  iz u n f o r t u n a t e l y  lcw . Implements t i o n  of t h i s  p l a n ,  as p r e s e n t l y  

frnmed i n  magnitude, comples i ty ,  coverage  and time, c a l l s  f o r  a s o p h i s t i c a -  

t i o n  of o q s n i z a  t i o n ,  a pf omptness ' of decision-making , a l e v e l  of  t h e  coord ina-  

ti&, i n  our  opin ion  f a r  exceeding t h e  c a p a c i t i e s  of  t h e  GOU (and pe rhaps  of 



. thc Consul tan t  and AID as well) . n;c u n i v e r s a l i t y  concept ,  f o r  example, i s  

a tsrgec both  ouc of reach  ( u n l e s s  scrabbled a f t c r  a t  t h e  expense o f  q u a l i t y )  

and probably unnecessary a s  w e l l .  The l i k e l i h o o d  of  t h i s  p l a n  succeeding  as 
, . ' # ' d , , ~ .  . 

set o u t  is rcnote. - .  
8 8 

a '  

-.... -. . . 

B .  ' Tie danger of overanbirlon and of  overoptimism is real, and i t  

i s  not s k p l y  thct targets ~ ~ 1 '  no t  be met and t h e  project w i l l  p lod  on y e a r  

. .. after year UULL it c o l l a p s e s  o r  is l i q u i d a t e d .  The g r e a t e r  danger ,  i n  o u r  
a,- 

:view, is des t rucr io ;  kif. the c o o r d i n a t i o n  among p r c j e c t  e lement& a i d  'then of 

. .  the m o r d e ,  c o d i d e n c e ,  c r e d i b i l i t y .  and suppor t  of t h e  p r o g r a .  - --- 
I .  . - - .  

. I. .I 

+ ... 
The p a r t i c i p a t i o n  of t h e  GO9 and SEPW: i n  d e s i g n i n g  t h e  major , 

, . . 
t h i s  p l a n  has been, u n t i l  r e c e n t l y ,  n e g l i g i b l e .  'This is a conse- o u t l i n e s  of 

o r  n o t  t h e  GOH cou ld  have 
, . 

of c o n s t r u c t i n g  a t r u e  

quence of t h e  p l z n ' s  g e n e s i s ,  no ted  above. 

been brougilt i n t o  t h e  planning earl ier ,  t h e  

c o l l a b o r a r i o n ~ i s  very great. , 

' I . . .  . . .  . 

Whether 

urgency 

D. We zre n o t  convinced t h a t  t h e  p l a n  r e q u i r e s  a n  a l l -o r -no th ing  

some t e c h n i c a l ,  pedagogica l ,  a d m i n i s t r a t i v e - o r  p o l i t l -  

p a r t  of  t h e  program and a l l  o t h e r s ,  t h a t  the l i n k a g e s  

approach, t h z t  t h e r e  i s  

cal l i n l q e  between one 

2 / p r c g r m  cannot  be modified.- 

- 
are Fmnutablc, t b a t  t h e  

s chedu led ,  t a k e  r e s p o n s i b i l i t y  f o r  r o a d s  as whether or E, That SEPFX? 

.- I This has already occurred  t o  some e x t e n t  and must f i r s t  be  r e c t i f i e d .  

- 2/ We Judge that t h i s  a t t i t u d e ,  impor tan t  i n i t i a l l y  i n  j u s t i f y i n g  t h e  r e q u e s t  
for funds,  may give way when they  a r e  approved, a l lowing  f o r  m o d i f i c a t i o n s  a s  
problems are encountered i n  pract ice:  

s *  



' -. no t  - they sti.11 need major, r e c o n s t r u c t i o n ,  and c h i t  SEPRRN stof f b e  t r a i n e d  

t o  do t h i s  i s  a  p r o p o s i t i o n  t h a t *  s e a s  LO u s  lacking i n  merit. It i s  con t r a -  

d i c t o r y  both of planned r o l e s ,  as  between S E P V J  aald TPTC, and of r e a l i t y -  ' 

p r o b a b i l i t i e s  i n  the r a t e  of expapsion of t h e  coverage of road  c o n s t r u c t i o n  

- and maintenance i n  H a i t i .  We doubt  t h a t  SEPWJ ( o r  P T C )  will nbw sudden ly  

' b e  a b l e  t o  expand a t  t h e  neces sa ry  a s t o n i s h i n g l y  h i g h  ra te  when i n  t h e  p a s t  

6 y e a r s  of SEPRW 's  e x i s t e n c e  no th ing ,  remote ly  apdhaching t h a t  rate has 

ever been h i n t e d  a t .  

I - .-- T;- T l ~ e - f o l l o & ~  p o s i t i v e  dynamic f a c i o r s  a r e n e v e r t h o l e s $  k e v a z t  
' .  

, . t o  the plan: .. .. ... 
--Thosough i n q u i r y  has  been made i n t o  l o c a l  and f o r e i k n  r e s o y r c e s  . - 

f o r  t h e  plan. 

--The p l a n  has raised =any of  t h e  r i g h t  q u e s t i o n s  and c r e a t e d  many 
0 .  .. . .- 

v i a b l e  o? t ions .  

--The hard  work and energy  t h a t  have g a t h e r e d  behind  the  plan' 

give i t  f u l l  a c t i o n  monentum. 

--A ded ica t ed  and competent c o n s u l t a n t  group. 

l e a d e r s h i p  which is beginning  t o  s t a n d  f o r t h  and 

Our r a t i n g  ' of S ~ P X R X  c a p i l b i l i t i e s  , i n c i d e n t a l l y ,  i s  h i g h e r  t h a n  t h a t  
which t h c  Consul tan t  t ends  t o  give it, perhaps  because, up until aow, some 

, Consul tan t  s:af f s c m  t o  have had t h e i r  minds  n o r e  on t h e  f r u s t r a t i o n s  
t han  on what t h e  u l t i m a t e  p o t e n t i a l s  may be. , 



IV. F i e l d  Perfom.3nce + 

Gcncral Qhscnntions 
I 

1. The SEPTUW organ iza t ion  beyond t h e  a d m i n i s t r a t i v e  h e a d q u a r t e r s .  

c o n s i s t s  o f :  a c e n t r a l  garage  and shops ,  f o u r  d i s t r i c t s ,  and seven sub- . . 
, d i s t r i c t s . ,  One of t he  s u b d i s t r i c t s  i s  t o  b e  upgraded t o  a d i s t r i c t  and 

another  w i l l  be upgraded t o  a modFfied d i s t r i c t ,  t hus  r e s u l t i n g  i n  five dis-  

. t r i c t s , . o n e  modified d i s t r i c t  and f i v e  s u b d i s t r i c t s .  These f i e l d  u n i t s  a r e  

I ' r e spons ib le  f o r  t h e  .maintenance of t'he n a t i o n ' s  mad &stm. 

- .  . . ,  

2 -  The f i e l d  work is acco&dished by work units, c a l l e d  "br igades ,  " 

. . .  ' , (with ,necessary adzlinis t r a t i v e  and suppor t  personnel )  . The b r i g a d e s  are 

spec ia l i zed  along t h e  l i n e s  o f  "hcnd" (i. e., l abor - in tens ive )  , "interve& 

: t h n "  ( c o n ~ ~ r c c t i o n  wi th  machine-intensive technology),  'tegj&ding1' (moder- 

, a t e l y  mechanized) , and "bridge" (br idges  and o t h e r  s t r u c t u r e s )  . . Various  . .. 
' br igades  are assigned' t o  each d i s t r i c t  o r  s u b d i s t r i c t .  

3. About 1500 kks of roadS inc luding t h e i r  b r idges  and c u l v e r t s  

are c u r r e n t l y  assigned f o r  maintenance. Addi t iona l  roads axe expected t o  I 

be added to the s y s m  wfrh t h e  t o t a l  reaching abou t  2800 h s  by 1932. Cur-. 

a r e n t  d i s t r i c t  a s s i g m e n t s  va ry  from a ' low of 46 kms t o  a high of 315 ks. 

, . ' This range (269 kms) is expected t o  decrease  as a d d i t i o n a l  roads are ass igned .  

4 Of tho t o t a l  road l e n g t h ,  577 kms arc c u r r e n t l y .  c l a s s i f i e d  as 
. ' ' 

a s p h a l t ,  the  remaining h s  (except  f o r  a  small amount of concre te)  are 
. ' 

. c l a s s i f i c d  as grnvcl, but  m n y  of t h e s e  should: a c t u a l l y  be cons idered  as ' d i r t  



( n a t u r a l  s o i l ) .  A large percentage  of t h e  a s p h i l t  roads  have r e c e n t l y  been 

const ructed  and should r e q u i r e  only  minimum s u r f a c e  maintenance f o r  a  number 

of years. 

. 5. SEFl lnY's  bu i ld ing  f a c i l i t i e s  a r e  l i m i t e d  t o  t h e  geragelshops  a t  

Port-nu-Prhce (construe t i o n  has j u s t  s t a r t e d  on an ahminis t r a t i v e  b u i l d i n g )  

. and d i s t r i c t  f a c i l i t i e s  a t  Cap-Haitien and Les Cayes. A c o n t r a c t  has  re- 
1 

cec t ly  been marded  r'or f a c i l i t i e s  a t  Hinche, a s  r n n t i o n e d  e a r l i e r .  Other 

subd iv i s ions  do n o t  y e t  have b u i l d i n g  f a c i l i t i e s  . , .  
. . . 

. I 

6, In assess ing  f i e l d  performance, i t  i s  essential t o  bear  i n m i n d  
v * 

thct t h e  f o m a l  maintenance p l j n  of f i c i d l y  became e f f e c t i v e  only .  i n  mid- 

L Jancary,  1979. This means, s t r i c t l y  specking', t h a t  4 months e spe r i ence  e x i n  ts 

i . .  on which t o  evaluate  perf omznce  cobpared t o  s t andards .  Obviously, mainre- 
1 

, \ . n a m e  opera t ions  were conducted p r i o r  t d  ~anuary 1 9 7 9 ,  b u t  n o t  under stand- 
\ . , 
k ards 2nd sc l~cdu les  now i n  e f f e c t .  ' It i s  a l s o  e s s e n t i a l  t o  r e c a l l  t h a t  addi -  ! 
.\ . 
! . t i o m 1  br igades ,  with t h e  except ion  of hand b r igades ,  have n o t  ygt been 

I 
I 

. acti'vz.ted, pending ar r iva l  of equipment. 
I .. 

' rnDIIU'GS : 

1. Records t o  d a t e  i n d i c a t e  t h a t  hand br igades . .  a r e , i n  genera l ,  

equa l l ing  o r  a c e e d l n g  e s t a b l i s h e d  t a r g e t s .  Work underway o r  r e c e n t l y  com- I 

pleted and observed during maintenancr. inspections covering s e v e r a l  hundred 
i 
I 

kms of paved roads appeared q u a n t i t a t i v e l y  adequate and of  good q u a l i t y .  ! 

* 

a Work crews were seen with s u f f i c i e n t  frequency t o  i n d i c a t e  t h a t  coverage . . 



I .  

was be ing  ob m i n e d .  They were p h y s i c a l l y  a c t i v e  and appeared w e l l  d i s c i -  

p l lncd .  

tiolling 

of work 

Road shoulders  were accep tab ly  maintained 

p r o p e r l y .  

and d r a i n a g e  was func- 

2. The mzintenance of unpaved roads  v a r t s d  cons idc rab ly .  Evidence 

crews occurred  much less f r e q u u a t l y .  Some r s a d s  had o b v i o u ~ l y ~ n o t  

seen maintenance f o r  a l ong  tine. I n  fact ,  some d e f i e d ,  any meaningful c o r r  

r c c t i o n  by r o u t i n e  maintenance and (would) r e q u i r c  r e c o n s t r u c t i o n .  
6 

' .  

3.  Fddence of s u r f a c e  pa t ch ing  wzs seen o n  some roads ,  n o t  o n  

others , .  Su r face  s h a ? i n ~  appears  t o  b e  s u f f e r i n g  h0.m t h e  l a c k  of  g rad ing  

equipment (see Equipn2nr under  I n p u t s ) .  Cons iderable  evidence of earth con- . . 

trol was noted i n  a r o a s  of r e c e n t  s l i d e s  and on t h e  Jacmel  Road where gab ions  

have been p laced  sad other  e r o s i o n  p r o t e c t i o n  c o n s t r u c t e d .  

4. Road improvw.ent has been, l h i t e d  a p p a r e n t l y  because  o f -  t h e  l a c k  

of equipped br igades .  One r e i a f o r c e d  r e g r a d i n g  b r i g a d e  was observed  iu opera-  

t i o n  ic the Jacael-Capes Jamel  area. Thc work methods appeared s a t i s f a c t o r y  

and th2  q u a l i t y  accep tab le .  The one i n t e r v e n t i o n  b r i g a d e  is o p e r a t i n g  i n  t h e  

It was n o t  observed i n  o p e r a t i o n ,  b u t  i ts  work r e s u l t s  Nirebalais-li inche a r e a .  

appeared s a t i s f a c t o r y .  

n o t  yet a v a i l a b l e  on t h e  c o s t  of work u n i t s  o r  t h e  5. F igu res  are 

la by road  s p p z s ,  
. . 

I ,  

. 

c o s t  of na io tenance  per 



6. The frequency w i t h  which v a r i o u s  routine maintenance  a c r l v i t i e s  

are be ing  performed cannot  y e t  be determined because  t h e  a g e  o f  t h e  program 

is n o t  y e t  s u f f  i c i c n t  t o  r e q u i r e  maintenance r e p ' e t i t i o n .  

7. Routinely main ta ined  r o a d s  are n o t  n o r m d l y  c l o s e d  down by causes  

o t h e r  thm s l i d e s .  On l e s s e r  roads ,  h i g h  w a t e r  .a t  stream c r o s s i n l p  may still 

b e  a problem a f t e r  hezty r a i n s .  D i r t - su r f aced  r o a d s  and o t h e r s  n o t  y e t  

routinely maintained would b e  inpzssable during o r  immediately f o l l o w i n g  

b i g  s t o m s .  

The l e v e l  of  f i e l ' d  performance on. t h e  r e c e r ,  ,, 

\ ro&s appears good-to-excel,le;lt. But t o  p l a c e  t h e  maintenance ' r e q u i r e a e = r s  

. of  t h e s e  roads  i n t o  p rope r  p e r s p e c t i v e ,  'it shou ld  b e  po in t ed  o u t  t h a t  a t  t h i s  \ I .  

6 

. \ s t a g e  ( so  soon a f t e r  be ing  cons t ruc t ed )  they  would n o n a z l l y  r e q u i r e  o d y  
' : 

.\ . .. . ! minimal and l a b o r - i n t e m i v e  t y p e  work, i..e., v e g e t a t i o n  c o n t r o l ,  c u l v e r t  and 
, 
I 1 d i t c h  c l e a r i n g ,  e t c . ,  w i t h  l i t t l e  need for heavy equipment. 

: 13. Other roads ( g r a v e l  and d f r r )  show much less ev idence  of mainte-  

: nance--some none a t  a l l .  Nor can meaningful  maintenance b e  a n t i c i p a t e d  u n t i l  ' 

t h e  planned i n t e r v e n t i o n  and r eg rad ing  b r i g a d e s  have  been o rgan ized  and 

equipped, t r a i n c d ,  and deployed. It cannot  b e  s a i d  a t  t h i s  t i m e  t h a t  t h e  

e s t a b l i s h e d  road s e r v i c e  levels a r e  be ing  m c t  on  the unpaved r o a d s .  From 

gencrn l  obse rva t ions ,  i t  would appear  t h a t t h e  bullc of p r e s e n t l y  a v a i l a b l e  . . 
. r e sou rces  is be ing  d i r e c t e d  t o  m q i m i z i n g  adequa te  maintenance . . of the  r e c e n t l y -  

. . 
completed paved roads ,  a p r a c t i c e  w i t h e w h i c h  we cannot  d i s a g r e e .  

' .  



r . * . ,  4 . 
Rccons t r u c  t ion  

recons t ruc t ion  c a p a b i l i t y  a t  t h i s  time l i m i t e d  t o  t h e  

1 in tc rven t jon  brigade and--to a l e s s e r  k ~ t e n t - t o  t h e  5 regrading br igades  

(with 3 graders ou t  of 14 a b l e  t o  o p e r a t e ) .  Oxie r e i n f o r c e d  regrading b r i -  

gade was observed opera t ing  i n  t h e  Jacmel a r e a  w i t h  good results. . , 

- .  It i s ' u n r e & s t i c  t o  a n t i c i p a t e  s i g n i f i c a n t  r e c o n s t r u c t i o n  c a p a b i l i t y  

u n t i l  SEPRlUq has solved i ts  equipment maintenance problems and has  organized - 
, and equipped its i n t e r v e n t i o n  br igades .  , But s e e  our ~ o m n e k a r ~  E under t h e  ' 

. I . .  . 
,... 

new t r a i n i n g  plans ,. above. . .-. - ,  . - . . 

\ Emerpencv Road Ri!~zi rs  
, . 

6 . .  ! 1 . FlXQl6C: 
! 

Emergency road r e p a i r s  a r e  t h e  r e s p o n s i b i l i t y  of che d i s t r i c t  o r  sub- i. 
I 

d i s t r i c t  i n  which they occur .  ( D i s t r i c t s  and s u b d i s t r i c t s  a r e  assigned geo- 
f 

\ graphic boundaries as well as s p e c i f i c  roads.) The District Supervisor may 

\ r e a c t  to cnergcncies by reassignment of r e sources .  I f  cond i t ions  war ran t ,  he 

i s  author ized  t o  a p l o y  a d d i t i o n a l  l a b o r  o r  equipment.. I n  more extreme c a s e s ,  

private con t rac to r  a s s i s t a n c e  may be  requi red .  

' The d i s t r i c t s  do have the a u t h o r i t y  (add t h e  r e s p o n s i b i l i t y )  t o  r e a c t  
. . 

t o  emergencies with the f o r c e s  a t  their disposal ' .  Condit ions beyond t h e i r ' c a p a -  

b i i i t i e s  would r e q u i r e  a s s i s t a n c e  through the  Technica l  D i r e c t o r ' s  O f f  ice. 
$ 

i 
I 

, 



I # 

P i c l d  Eork Force 

1. Each d i s t r i c t  and s u b d i s r r i c t , i s  supervised by an engineer who 

reports  d i r ec r ly  t the Technical ~ i r e c t o r .  Some D i s t r i c t  Engineers wmm i n  

a d u a l  capacity a s  bo th  TPTC and SEPRJW ~ i s t r i i t  ~ n ~ i n e e h !  but  the D i s t r i c t  

Supervisor and/or Assis tnnt Engineer a r c  usually employed by SEPlW only. 

The March 1979 payroll showed emplo-pent at the  d i s t r i c t  level to  vary from 

408 ~ t '  Port-au-Prince to 164 a t  Gonaives; at :the subd i s t r f c t ,  level from 223 a t  
a '  

Pet i t .  Goave t o  95. at: Port d e  Paiu. The present and proposed d i s tk ibu r ion  of 

work brigades i s  as shown under "Drigades Operating." 

. . a , , I.. . ... 
0 .  2.. me number of equipmcrt operators. znd mechanics is s a i d  t o  b e  

1 
. 

a adeqrwte for equ.ipment - now avai lable .  (As noted e a r l i e r ,  however, "emergency" 

\ . traiahg is c u r e a r l y  i n  prosress  f o r  tr&ining present ly-aployed operators ,  
. . 

.\ . . .  
\ ostensibly i n  an t ic ipa t ion  of receiving Lot. #S equipmnt  i n  July 1979.) 

. !  
- Untfi t h a t  equipneat i s  ava i lab le  and u n t i l  the  downtime of ex i s t i ng  equip- : 

I .  .' nent ,can b e  reduced, f i e l d  equipment is  n o t  adequate t o  maintab all the roads , , .: \. 
! scheduled for maintenancc this year, nor in o u r  opinion a r e  t h e r e  enough . - 

5 .  gual i f  i e d  operators.  

3. Each d i s t r i c t  i s  required t o  submit a monthly r epo r t  i dd i ca t i ng  

the  work accomplished by types of work f o r  the report ing period as compared 

to t h a t  planned. Provisions a r e  a l so  made for report ing emergency and s p e c i a l  

act iv i t i e s  as well as inanhours and xcacerials consudned (see Appendix). Each 

. - -  11' with j o i n t  salary - 



dis t r ic t  is provided with a s t a n d a r d  o r  norm against which t he  p r o d u c t i v i t y  I 

. '  I 

can be compared ( s e c  Appendix). I n  general, t ho  hand b r igades  have met o r  

have cvceeded these  norns,  as  s t a t e d  e a r l i e r .  I 

4 .  To c o n t r o l  accuracy  of  d i s  t r i c r  r e p o r t i n g  and q u a l i G  of  , pe r -  ! 

formance, t h c  SEEP!? O r ~ a n i z a t i o n  Chart  p rov ides  f o r  ,an i n s p e c t i o n  s e c t i o n  

which r e p o r t s , d i r e c t l y  t o  t h e  Techn ica l  D i r e c t o r .  The :unction has been 

"on t h e  books" f o r  a number of y e a r s .  Although i t  h a s  been a c t i v a t e d  a t  

v a r i q u s  rimes, personnel  have been r e a s s i g n e d  t o  o t h e r  d u t i e s  j u s t  as o f t e n .  

I The c u r r e n t  s t a t u s  of  t h e  s e c t i o n  is descrLbed under Admin i s t r a t i on ,  . , 
I , . L 

' , HQ-Field Rela t ionsh ips .  . .. .. 
. .. ! 

L I - 
I 

i 5. S t a n d a r d i z a t i o n  o f  work methods and procedures  h a s  r ' ece ived .  

\ , . some e t f e n t i o c ,  b x t  a d d i t i o n a l  t r a i n i n g  .of engineers, foremen, and team . . 
1 

l e a d e r s  i s  r e q u i r e d  and a n t i c i p a t e d .  Crex and equipment complements are 5 
: 
,.\- d c f h e d  2nd used in t h e  o r g a n i z a t i o n  of  b r i g a d e s .  Advanced s c h e d u l i n g  of  

work crew a c t i v i t i e s  is accomplished through t h e  work program which e s t ab -  1 .  
.'! l i s h e s  t h e  type  of work and t h e  t h e  p e r i o d  through which i t  is t o  b e  done. 

Scheduling has been accomplished s u f f i c i e n t l y  i n  advance of o p e r a t i o n s  t o  

i a l low t ime f o r  p repa ra t ion .  

A .  The o r g a n i z a t i o n a l  francwork f o r  the f i e l d  work f o r c e  is in 

p l a c e  and appcars adequate. It now needs the  assignment  of . s p e c i a l i z e d  
I * 





V .  Equipment Mai.nccn:?ncc and M m a n m e n t  

1. In rovicwing re lcvant  f i l e s ,  ' i t  became evident t h a t  equipment' 
I I 

mainrenanco h39 been* a major concern from the beginning of t he  pro jec t .  This  
r 

concern was a lso  evident from our intcrviews. Equipment problems were brought 

t o  the a t t en t ion  o f  the Consd tan t  Prp jec t  Manager qu i t e  candidly in a r epo r t  

,and i n  a nuno dated June 23 and December 8, 1978, respect ' ively (see Appendix). 
t* t 8 ! 

These c o m ~ t n i ~ a t i o n s  catalog most of the problems tha t  must be .corrected before  
' .  - I 

, equipment maintcrr.mce w i l l  reach an acceptable l eve l .  The problems b v o l v e  n c t  

. a only t he  ac tua l  mintenance,  bu r . i t s  management as'well'. -.., . , -.- -. . . .-.- .-. . ,..... . .. 

, 
' 1 2. Perhaps the beet ind ica t ion  of the equipment maintenance p r o b l w  

t I 
\ is  t in s p i r e  of  the  e a r l i e r  Ptnse I l?rogr&n, the establishment 2nd equipping 

I .  
I I :! of repsir S ~ O P S ,  p & v i o u ~  training, and t h e  Phase 11 Program to  date ,  t h e  

t 

I . I 

! I 

downtimr: f o r  major equipmknc s t i l l  r&ains at about 40 (Note that ,\ . I . . ! . 
I i n  3x1 e-mluztion of Phase I .made some 3 years zgo, t he  downtime tias d e t e d n e d  
\ .  ,. .. . . . 

- ,  ! 
: t o  bc "35 t o  40 percent.") ' . . 
! , i 

! 
! 

3. Mechanics: There is general agreement chat, considering the i -- i 
I 

equi~mcnt presently ava i lab le , there  i s  more than a s u f f i c i e n t  nuuber of 

mechanics. Lack of proper supervision,  motivation and/or t r a i n i n g  seems t o  I 

I 

I have rcsul ted nevertheless i n  poor work and low production. 



4 .  Suere. Pnrrs :  The s t o c k  of  spare par-ts-althpugh r e p o r t e d l y  

improved over  r e c e n t  months--is s t i l l  g r o s s l y  inadequa te .  T h i s  see.ns t o  re- 

sult from a cocbinot ion  of causes ,  e.g . ,  i nadequa te  i n i t i a l  s t o c k ,  a cumber- 

some systeru f o r  . a c q u i r i n g  p a r t s ,  the  variety which must be  maintained because  

. . of different: brands, t h e  s c n r c i t y  of spare in-count ry ,  and' t h e  ,long 

tima required t o  ob tn in  p a r t s  out-of -country.  . . .  
. ,  

Further delays i n  o b t a i n i n g  p a r t s  occur for,a variety of  o t h e r  

.. . reesons  as w e l l - .  Examples: 
a- \ .  

a- Failure o n  t h e  part of c l e r k s  t o  p roces s  a r e q u i ' s i t i o n  f o r  

t . - ,. several days ai though t h e  p a r t  is i n  a wzrehouse next door .  

. .  a b - Accumulation of a "s tack"  of r e q u i s i t i o n s  b e f o r e  p r o c e s s i n g  
I . .. 

r 
1 'c. Time-consuming r e q u i x c a e n t s  f o r  obtaining v a r i o u s  a .?provals .  

d- When parts a r e  not: in st 'ock,  forwarding  r e q u i s i t i o n s  (after 
. . 

L 
h approvals )  t o  purchasing agen t  (who is not: under  s u p e m i s i o n  of  T e c h n i c a l  . . .  
\ 
! ,* 

- D i r e c t o r ) .  Purchasing a g e n t  then o b t a i n s  vendors  ' l owes t  p r i c e ,  p r o c e s s e s  '! , . . 

.i p r p e r  for fonc=rdin:, t o  con t ro l l e r  s o  t h a t  check may b e  prepared t o  presen t  

t o  a vendor b e f o r e  p a r t  m y  be ob ta ined .  Purchas ing  agent  (who is not f a m i l i a r  

' ! 
w i t h  t ! ~  ~ e c h a n i c a l  items) may o r  may n o t  have o b t a i n e d  t h e  c o r r e c t  p a r t  

I : which may require r c p c a t i n g  the procedure .  ( 0  t :  Same improvements have 

apps rcn t ly ,  and n o t  s u r p t i s i n ~ l y ,  resu l tedewhen vendor a g r e e s  to monthly in- 

voices o r  when purchasing agcnt and shops  communicate d i r e c t l y . )  

e. Out-of-cocntry r c q u i s i t i o n s  accumulated f o r  e x t e n d e d ' t l n e  

. . 
pe r iods  and acqui red  i a  major  l o t s .  



5, Prevect ioc  Maintenance: Sys temat ic  p reven t ive  main tenance  h a s  n o t  

bccn prac t i ced  t o  da t e .  Wp r eco rds  have been czaintained which i n d i c a t e  t h e  

extent t o  which equipaent  has been o p e r a t e d  o r  the e x t e n t  t o  which i t  has 

been s e r v i c e d ,  i f  any. 

1 

6., Repai r  Decis ions :  - A t  p r e s k t ,  r e p a i r  d e c i s i o n s  are made on t h e  

b a o i s  of dr lGer  o r  o p e r a t o r  c o m p l a i n t s . ~  Reps ies  have b6:n unde r t aken  w i t h o u t  

adequate  d i agnos r i c  knowledge, o f t e n  w i t h  wasted e f f o r t  o r  l i m i t e d  r e s u l t s .  , 

A procedura l  change i s  planned and syon t o  be implemented whereby t h e  colm- 

p l a i n t  i s  noted ,  b u t  t h e  equipment kl.1 be reviewed by an i n s p e c t o r  who w i l l  
I , . 

determine thd n a t u r e  znd k t e i t  of needed rc&s b e f o r e  the  mechaaic  begins . 
wcrrk. . . .. 

, .. 

7. .CanniSalizatiotl:  The pract ice. ,  when c o n t r o l l e d ,  can b e  j u s t i f i e d  

.For e a r l y  r e r u r u  t o  s e r v i c e  of baily-needed equipment. TThen u n c o n t r c l l e d  i t  

, .. d i s r u p t s  repa i r  scheddcs by prolonging  t h e  r epa i r  or' the  c a n n i b a l i z e d  machine, 

whi le  ctw r c p l a c m c n t  p a r t s  are o rde red  ad in f in i turn .  C a n n i b z l i z a t i o a  of 
. 

e x i s t &  equipnent  i s  sa id  t o  have been p r a c t i c e d  t o  t h e  e x t e n t  t h a t  t h e  canni-  

ba l ized  equ ipmnt  r m a i n e d  i n o p e r a t i v e  f o r  i n o r d i n a t e  p e r i o d s  of  time. The 

prolonged t i n e  encourages f u r t h e r  c a n n i b a l i z a t i o n  which a t  t imes .  r e s u l t s  in 

some equipnent  never r e t u r n i n g  t o  s e m i c c .  The procedure is now s a i d  t o  have 

been liroughr uodcr c o n t r o l  through shop d i r e c t i v e s .  

A' Wc wondcr vhe thc r  t h a t e  a t e  any i n c e n t i v e s  i n  the s i t u a t i o n  ( o t h e r  than  
t i se  o f f )  t o  rc::ari -- c.?r ly  rcnarti3:: of symptoms t o  a l low co r rac tLve  ac t i on  

I 
b e f o r e  rots1 brenkdo:an. We suspect n o t .  Conversely,  
rel'ieve:! of work a s s i . g n x n t s  w i th  f u l l  pay w h m  t h e i r  

- down? 

. . . . 
,, .,,., i(.( n. r 

($\- ?-Y1 
&.. :., w-, 

a r c  d r i v e r s / o p e r a t o r s  
equipment does  break 



8. Equipment ??.~r.szaxzc ~ r o c c d u r e s  : P a s t  uanagemenr procedures  
I 

wcre e i t h e r  n o n e s i s t e n t  o r  n o t  conp l i cd  wi th .  D i s c i p l i n e  and supervision 

appczr  t o  have been e x t r m c l y  la:;. This has bccn recognized and t i g h r e n e d  
. 

up, we are t o l d .  The Consul tan t  Advisor.  and t h e  SEPWJJ c o u n t e r p a r t  (U.S. 

t r a i n e d  and experienced)  r ecogn ize  t h e  problczns and appear  t o  be  r~orking . s 

c l o s e l y  togc ther  t o  s o l v e  then.  This is w e l l  suppor ted  by t h e  r e p o r t  d a t e d  

June 1978 (SEI)N???, Procurencnt  of Spa re  Parts and X a t c r i a l ) ;  the memo . d a t e d  

December 1978 (Subjec t :  Repor t  of P r o b l e m  Found i n  S E P W  Equipment bnage-  

: acnt and ~ecorzckinda t i o n s  f o r   evel lo^& ah ~ f f  idkt EquipnienE Organization) ; 

# .  gnd a memo dated Narch 15, 1979,  w i t h  Attachments I and I1 fzom the Nanagencx~t 

~ d v i s o r ~  C o r n i t t e e  (MAC) t o  t h e  D i r e c t o r  General and t l k  ~ r o j e c r  Manager 
. . ; . - 

(Subj e'ct : Review of Spare P d c s  Problems, Including Rscommenda t i o n s  f o r  Cor- 
. - 

r e c t i v e  Action) ( s e e  h2pendix f o r  the t h r e e ) .  

The K4C nem of l k r c h  15, 197?, m d c  f o m a l  xecommenda~ions, t h e  

response  t o  is of interest. Recornendat ion I)A has been implernenced; 

I)B is currently a c t i v e  w i t h  a s e a r c h  f o r  a qualified c a n d i d a t e ;  2)-not b p l e -  

nented ;  3) i q l e m e n t e d ;  I ! )  n o t  i n p l e s e n t e d ;  5) implemented; and 6.) h p l m e n t e d .  

In  a d d i t i o n ,  a s c e i e s  of  reports ~d c o n t r c l k  have been i n i t i a t e d ,  a h e d ' p r i -  

na r i l y  a t  p r o v i d i a ~  niaintenance r e c o r d s  on each piece of equipment and at 

controlling the parts needed f o r  repairs. Changes are being made i n  t h e  

physic31 l ayou t  o f  t h e  shops t o  pernit scheduled  p r e v e n t i v e  n a i n t e n a n c e  and 

o t h e r  needed s e r v i c e s .  A mangement spsteq i s  be ing  formula ted .  



A. The equipment: maintenance and rnanagcment h i s t o r y  i.8 ve ry  poor .  

Tncre a rc ,  however, s r rong  i n d i c a t i o n s  t h a t  t h e  p r e s e n t  Garage I!ana.gement 

Advisor and h i s  , SEPWif counterpart:  r ecogn ize  t h e  problems and are'  making 

s e r i o u s  effctrts t o  c o r r e c t  t h m .  It won't  be  &sy. The SEPRRlY c o u n t e r p a r t  

has been assigned t o  the p o s i t i o n  o n l y  a f e w  months (the ~ d v i s o r  only  o f e w  

months l o n g e r ) .  We de tec t ed  a s e n s e  of  i n s e c u r i t y  in  the p o s i t i o n  of  t h e  

former,  especial l jv  when cons ide r ing  s o m e o f  t h e  d e c i s i o n s  which w i l l  be  re- 

quired. Ee ~ 2 . 1  need backing and s u p p o r t  i f  p r o g r e s s  is  t o  b e  made. The 

tasks h e  faces .zre:  1) a d i f f i c u l t  r e o r g a n i z a t i o n ;  2) making s p e c i f i c  

supe rv i so ry  a s s i g m e n t s ;  3) s t a r t i n g  the d i a g n o s t i c  a h r o a c h '  f o r  d e t e r m i n i n g  

repair  needs;  4)  providing b e t t e r  c o n t r o l  ove7 p a r t s  u t i l i z a t i o n ;  
. . . 

5) s t a x i n g  schcciuled oa in t enancc ;  5) r e a l l o c a t i o n  o f  work space'. (Example: 

UigkJy prec:i.'se notors are being rebuilt o r  reassembled under  r e l a t i v e l y  open 
. . 

cond i t i ons  where d i r t  2nd g r i t  blow i n t o  them, the re5y  s h o r t e n i n g  t h e i r  use- ' 

E. We concur w i th  t h e  r e p o r t  and two memos a l l u d e d  t o  a b d e  and 

b e l i e v e  they  c l c a r l p  i d e n t i f y  some of t h e  problems which must b e  addres sed .  , 

We cannot he lp  buc n o t e  t he  =tended t ime  p e r i o d  from t h e  d a t e  

such problems were f i r s t  fo rma l ly  r e c o g n i z e d . t o  t h e  p r e s e n t a t i o n  of recon- 

mcndat icns;  i n i t i a l l y  June  1978, r e i n f o r c e d  from a d i f f e r e n t  s o u r c e  in 

Decmber 1978,  w i t h  f o n s l  r eco rnenda t ions  i n  March 1979,  (some of which have 

not yet been fom.? l ly  a c t e d  on) .  Tbe q u e s t i o n  must be  asked: Is t h i s  satis- 
, . 

f a c t o r y  and what i s  ' the  e f f e c t  of  t h e s e  t y p e s  o£' d e i a y s  on the p r o j e c t  
. . 

schcdulc?  (See o a r  Recomendat ions.)  . . 



V I  . ~ a b o r - ~ n t e n s i v e  Road Maintenance 

rn9C:GS : 

1. There are a t  p r e s c n t  4 9  hand brigades organized  and operating i n  
I '  

t h ~  vbmrious SEFTX; d i s t r i c t s .  T h i s  ' f i g u r e  ecceeds t h e  37 t a r g e t e d  l o r  FY 1973/79 

by 32 percen t ;  Rand b r i g a d e s  a re  work u n i t s  c o n s i s t i n g  of . labc ; r  w i t h  hand 
. 

tools and one t ruck ,  p r h r i l y  f o r  pe r sonne l  t r a n s p o r t a t i o n .  At t h e  p r e s e n t  

t i pa  and ?ending t h e  arrival o f  t h e  L o t  # l  equipment,  some d i s t r i c t s  and sub- 

d i s t r i c ' t s  o p e r a t e  p r b a r i l g  w i t h  h=,d labor. H i x k  and P o r t  d e  Paix have  on ly  

h n d  l a b o r  b r i g a d e s  a s s igned  t o  them. 
. 

. .  

2. The b r i p d e s  are somexhat s m a l l e r  than proposed i n  the  PP i n  r h z t  . . 
I 

the asphal t -patching f u n c t i o n  has been as s igned  i n  s e p a r h t e  - . a ~ ~ h k t - ~ a t c h i n g  

teas which work independent ly  of the hand brigades. These teams are  also 

' b i x i c d l y  h m d  l a b o r .  The o t h e r  k inds  of b r igades  z l s o  r e r a i n  s s t r o n g  l a b o r -  

3.  From f i e l d  o b s e r v a t i o n s ,  i t ' w a s  noted  t h a t  l a b o r - i n t e n s i v e  methods 

werc being used i n  s i t u s t i o n s  where mechanized methods would be s t a n d a r d  i n  t h e  - 
U S  ki~nd-chise l ing  of c r a c k s  in c o n c r e t e  s o u t h  of Por t -au-Pr ince  

was obsenyed where a i r  compressors would have been used under  mechanized con- 

d i t i o n s .  Lands l ides  c o n s i s t i n g  of s i z a b l e  rocks  werc be ing  removed on t h e  

Jacmel road by l a b o r  wi th  wheelbarrows. Under mechanized c o n d i t i o n s ,  t h i s  

rm~oval would have been by a f r o n t e n d  loader. . 



4. In Lbesc and o t h c r  o t s e r i r a t i o r k ,  the workers  were actively 

mgzgcd and there was not &cus ive  "standing around" o r  obviotzs wasting of 

A. W o  fzctors are working strongly in favor of labor-intensive tozd  

maintennace at the present the .  First, the nature of 'muin of .the current 

work leds itself to h&d l~bor. This is e s p e U y  t rue on most of i5e 

recent ly-cm-olered ' ~ n t i o n d  roads, 1:butes'lOO and 200, as w e U  as the mad 
(, . 

tp Jamel. The c u t t i z g  of brush, the cleaning of adverts and EisceLf;ioeous 

drainqy ixzprovuents are, by their nature, k b o r ~ i n t e z s i v e ,  Secor&Ly, t?ze 
, . .. 

'scarcit;- cr' operz t ing  equipnut and the fact ,b:t the Lot  #I ,equipput has no t  
. . 

I 

yet  zrr ived  l a v a  little a l t ~ z t i v e .  

E. We are no t  s u g g e s t i q  that therq. t r i l l  o r  should be anv less d f a r r  

hand the proposed in the PP for 

IT 1978/7!3 r s ~  h a - ~ e  been an effort si3;pl-j t o  o f f s e t  the lack of equipmazt. 

C. 'J%e arrivzl  and deplopent of the Lot: #l and a d d i t a n d  equipment 

need not, in our o p i n i o n ,  endanger  a continuing fzvurzble Labor / equ ipen t  

mix. The equipment should n e r d y  provide  the £raze arounc! which t h e  b r i gade  

is organized to undertdce work inpractical .  for hand labor. Efevcr,  caution 
! 

m s t  be &en t h a t  cquipenc does not usu rp  ~ x s k s  w-ni& could be pcrfanned 

by band l a b o r .  

' .  



D. Ila hnvc rev ieved  thc SEPP2JI ~ ~ I X T E N ~ J K E  PL? f o r  1978-1982 and 

n o t e  t h a t  the. b r igade  s t r u c t u r e s  do r e t a i n  s t r o n g  l a b o r  components. We fully 

concur with this aspect of t h e  P l an .  

. . 
E. I n  a d d i t i o n ,  n c t e  t h a t  road  maintenance g e n e r a l l y  and p z r t i c u l a r l y  

. . 
i n  labor-abund~nt, developing c o u n t r i e s  offers a s p e c i a l  o p p o r t u n i t y  to  employ 

. ,  I )  

F.. Ge f i n d  no f a u l t  v i t h  r e s p e c t  t o  t h e  present muscle-machine m i x  

pf the hand br igades .  The m i x  envisaged f o r  the v a r i o u s  o t h e r  t y p e s - o f  

b r idades  i n  the  f u t u r e  also seens a p p r o p r i a t e  (unless a p o l i c y  is adop ted  
.. . , . a .  a ,  

' making a?.l, roed m i n t e n z n c e  l a b o r - i n t e a c i v e ) .  . . 
, . 

- Even nore so ,  i n  ou r  c p i n i o n ,  than do cons t r t k r i o n  p r o j e c t s  l i k e ,  f o r  
emm?le, t h e  A g r i c u l t u r a l  Fceder Roads. c 





1. Except f o r  hand b r i g a d e s ,  t h e  number of o p e r a t i n g  briiades is 

f a r  be lox  that proiioscd f o r  FS 1978/79 . i n  t h e  P r o j e c t  Paper.  T h e ' a : i s t i n g  

intervention and bridge br igades  are also fewer than planned in SEPRRY1s 

Y ~ i n t c n c n c e  Plan f o r  t h e  same year. 'The comparison is as fo l lows :  

.Maintenance 
'' Scheduled 1st h a l f  P r o j e c t  Paper 

Actua l  * $  FP 1978/79 E'Y 1978/79 

0 

Brigade Tyoe 

' Intervention 

Regrading 

Bridge 

2 / Asphalt Tcsm,-- 

- 2 .  A d e c i s i o n  has r e p o r t e d l y  teen t aken  t h a t  t h e  s i g n a l i z r t i o n  

brigade (p lac ing  r o a d  signs ,and markin$ pavements, etc .) will be a responsi- 

b f l i r y  o f  TFTC, - n o t  S E F P . J .  . . 

comm TARY : 

A. It is n o t  prac t ica l  t o  o r g a n i z e  snd  o p e r a t e  t h e  i n t e r v e n t i o n  

brigadcs and t h e  r eg rad ing  b r igades  as defined a t  th i s  time, ( i . e . ,  w i t h o u t  

the mcliiacs) . 

'g p lus  4 brigadcs a t  &he, s ;a r t ing  . b y  1979. 

separate u n i t s  :formerly inc luded  w i t h i n  hand brigades. 
. . 



B. To some exterit, t h e  r e g r a d i n g  b r i g a d e  work can be accomplished 

by hand brigades.  This  may also be a f a c t o r  for Land b r i g a d e s  exceeding 

the nuober , I , 

, *  

C. Even though the lack of equipm'enr nay have  been a r ea son  f o r  

dclsying t h e  fornation o f  the b r i d g e  brigades, the  lack of t r a i n e d  personnel 

t o  staff th& would i n  any c a s e  r e s t r a i n  e f f e c t i v e  o p e r a t i o n .  

r , 
8 ,  . I . 

D, The format ion  of a spha l t -pa t ch ina  teams t o  funct ion s e p a r a t e l y  

f r o y  hand br igades  ~ i o u l d  appear t o '  be w e l l  advised.. The two f u n c t i o n s  do n o t  

' n c c c s s a z i l y  occur a t  the sme l o c a t i o n  and i t  is s a d o m  that t h e y . a d v a n c e  

l i u e e r l g  a t  s%ilnr rates. . 

E. Cles r ly ,  eucept  f o r  hand br igades ,  b r i g a d e  o rga r r i za t ion  has n o t  

occurred a t  t5e projected speed. '  Also, w i t h o u t  s p e c i a l i z e d  equipnent, spa- . 

c i a i z c u  nechanized u n i t s  cauno t h c t i o n .  The f o r n a t i o n  of "ahead-of - 
schedule" work brizades may w d l  be a b l e  t o  .serve as n u c l e i  f o r  the more 

. ' 
complex brigades es equipment b e c k s  ava i lab le .  



X I .  Roads Dcinc Xainra ined  - 

1. ' Thc SEPF2.X EL~intcnance Ylnaacnent and  R e p o r t i n r  Systczn 1978-1982 

i d c n t i f i c s  and ursj.gnates t h e  v a r i o u s  types  of r o a d s  t o  be main ta ined  by each  

d i s t r i c t  and s u b d i s ~ r i c r  of SE?ftlW. These t o t a l  abou t  1500 kms f o r  FY 1978/79 

and are inc reased  f o r  subsequent  y e a r s  t o  provide for a d d i t i o n a l  roads as ' 

, they are tu rned  over  t o  SEPPZJI f o r  n r i n t e n a n r e .  . 
. , ! 

2. Snc.?xisti in t h i s  l ist& are s e c t i o n s  of u n q p r o v e d  roads  t o t a l i n g  

. . , '  about  ,350 L ~ L S  i;i:ich are scheduled f o r  u&rsdina by. i n t e r v e n t i o n  brigades .. 
These arc nor 'esc~ecred to 5e maictained, except on an m e r g s n c y  ,basis, u n t i l  

3 .  The fo l lowing  t a b u l a t i o n  shows t h e  p r e s e n t  status compared t o  the' 

PP p r o j e c t i o n  f o r  FY 1978/79: 

Pro~rammed Fi' 1978/79 S h o r t f a l l  

T o t a l  Nat iona l  Roads Maintained 1 4 9 1  la 1686 km - 12 X 

4. There i s  evidence of technically adequa te  r o u t i n e  maintenance 

e c t i ~ ~ i t i c s  on t h e  n&lp-cons t ruc ted  north-south r o a d s  and on t h e  Jacmel road.  

Tllcrc ,is a l s o  cvidcnce of t b e l y  r e sponse  ' t o  ahzrgency main tenance  i n  t h e  

f o r b  of l a n d s l i d e  rcmoval. A r ea sonab le  number of work crews have a l s o  

been observed on lesser roads .  



A. A comparison bctween t he  present  road  maintenance activities com- 

pared t o  that o b s e r ~ c d  3 g e a r s  ago is  encouragine .  But t o  soy at t h i s  p o i n t  

i n  t i n e  t h a t  the  1 4 9 1  h s  shown i n  the Maintenance Plan are all "bcing main- 

tained" would not: bc factual. It would be &re accura te  t o  say "they are 

l i s t e d  f o r  mnintenoncc." Whethcr o r  not they  arc "being mahrained," we 

believc,  wil.1 require at least a year's experiexxe a f t e r  SEPXFJ is more fully 

' equipped and operat ing a t  near-full brigade strength. 

(I, ' I . . \ . 
R. Even i f  t h e  brigades were fully manned and equipped,  i n s u f f i c i e n t  

a t h e 'wou ld  have elapsed since t h e  Plan was developed to insqre proper nainte- 
. . . . . *  . ' mnce coverage of t h e  assignments. C 

2. Lk,. would appez r  t h a t  SEPPJ..X1s p r h q  msintemnce eff ar ts  a r e  

bcing d i r e c t e d  t o  the paved r o a d s  completed in reccnt years and that rela-  

tivcPj few resources  remain f o r  unpaved roads.  The approach being used is 

probably sound because these  prisar; roads  r e p r e s e n t  by far t h e  lar~er 

b z c s  tment and incidence of t r a f f i c .  



1. The  h j o r  S t r u c t u r e s  Maintenance Progran 1,ists 140 concrete 

br idges  2nd 1 0  s t e e l  br idges  to be maintained by SEPWJ's b r i d g e  b r igades .  

.. . .  , . . .  

2. A t  this time, EEPFJU has on ly  one bridge br igade  organized and 

. operatirig f o r  t h e  e n t i r e  system, 
0 ,  

. . 
br igades  in o p e r a t i o n  by FY 1978/79 and esti- 

. mated t h a t  each would main ta in  an average  o f  1 bridge p e r  nonth. 

A. 

r e q u i r e  150 

b r idces  circ 

With 1 br idge  br igad?  a t  a race of 1 b r i d g e  per nonth,  i t  would 

months (12.5 yea r s )  t o  ma in ta in  all rrrijor b r idges .  C lea r ly ,  a l l  

not  no:, "being n s i n t a i e s d  . " 

The f i r s t  ass igned task f o r  the bridge br igades  is t o  perform 

"bridge inspection."  Under normdl cond i t ions ,  t h i s  should result in  a show- 

ing t h a t  many of the  newer bridges (on Nat ional  Roads 100 and 200) would 

r e q u i r e  l i t t l e  o r  no inmediate mairitenance. The maiqtenance e f f o r t  could  

1 / then be  d i rec ted  to those b r idges  t ha l  do need attent ion.-- ,  

' 

The l o g i c  bcre is d i f  fc rent  than  f o r  road'mnintenance, i n  g e n e r a l  because  
bridges rcquirc only rcrin&cworl;, roads  ueed con:-huous a t t e n t i o n .  



C. Conoideesblr; b r i d g e  b r i g a d e  time is programed f o r  "clear ing vege- 

tation.". Since the br idge  b r i g a d e s  a r e  r a the r  s p e c i a l i z e d  and r e q u i r e  some 

s k i l l - r r a i a i n g  and s i n c e  i t  appears that SEPUJ: is less t o  o r g a n i z e  
Y 

b r i d g e  b r igades  than  hand brigades, t h i s  docs not: appear  t o  b e  well thought  

I out,  

.D. U n t i l  t h e  b r i d g e  b r i g a d e s  have been o rgan ized  and a r e  f u n c t i o n i n g  

0 .  

end u n t i l  3' r e a s o m b l e  time per iod has then dapsc .d  t o  check performance, it 

, 

' 
, cannot  b e  s a i d  ehot  " the  b r i d g e s  are bc ing  maixitoined." This i s  not  'to deny 

' 

. t h a t  "someit b r idges  arc normally be ing  main ta ined  'by the  one brigade which 
. . 

docs e x h t .  
. . 

E. The atstus of the bridge-msintenance needs  cannot b e  d e t e m i n o d  

u n t i l  z f t c r  the b r i d g e  i n s p e c t i o n  phase of the  program has been  coap le t ed .  
. . 



nmce on mads  w i t h  crc2El:  under  50 vcil icles per dzy. T h i s  would bc accon- 

19 ;8 /79  shou ld  involve p l i shcd  t h r o ~ g h  2 Commcitg Ac t ion  P r o g r a n  which by FY 

some 50 l o c a l  c o m u n i t i e s  caintzining 540 kms of roads . o r  18 laus each.  

. N 3  l o c a l  c o m u n i -  
C .  

2. ' To,-date,  the Frogran h2s n o t  been i n i t i a t e  
. . 

ties are. involved aor ;re any roads  being m a i n t a i ~ e d  t h r ~ u g h  a C o q n i t y  Action 

C @ > ~ ~ { T ~ ~ ~  : . 

k.. Tne p r o g r x ~  t:as t o  be based on experience gained throu.gh the 

, LzSor-Inteusive Pilot P r o j e c t  of PAID ' s Agricultazal Feeder  Rcad P r o g r e r .  h 

less tlhail adequate draft report of t'hr p r o j e c t  was submi t t ed ,  and no final 
.. . 
. . 

r e p o r t  i s  ya t  a v a i l a l l c .  

, B. 11: AS cLaLi!:e+ t h a t  SEPFLJY is awa i t ing  t h e  f i c a l  r e p o r t  b e f o r e  

i n i t i a t i n g  t h e  p r c g r m .  It was hoped t h a t  guidznce would b e  fortLcomin-, 

p c r t x h i n g  t o  c o n t r a c t w l  arrangements ,  crcw s i z e s ,  work methods, e t c .  It: 

has a l s o  been suggestsd that  t h e  budgeted amount($235,000) w i l l  b e  i n s u f f i -  

c i c n t  t o  uadcr take  a neanirigf ul progrzm. We q u e s t i o n  t l x t  ' judgment , .  p a r t i -  

c u l a r l y  be fo re  e f f o r t  i s  undertaken. 



C. Nor zre we hope fu l  t h a t  material f rom t h e  P i l o t  P r o j e c t  Final 

Repor t  w i l l  p rov ide  a p p r e c i a b l e  gu idance  f c r  t h e  Cornuni ty  Acrion Yrog rm.  

D. I n  any czse, i t  should bc b o n c  i n  mind t h a t  the " c c j ~ ~ u n i t Y -  

based" program i s  - n c t  qmcnyzous w i t h  " l a b o r - i n t e n s i v e "  technology ,  b u t  i s  

n subcxtegory  of i t .  

E. I n  . a d d i t i o n ,  G 7  i s  of t h d  v iew t h a t  t h e  Cowunity Action Progran  
. 

can succeed o r  f q i l  as  a  f u n c t i o n  o f  how i t  is conce? tua l i zed  and impleruected. - 



V. Equipnent ~ o t m t h c  Reduction 

1. One of t h e  i n d i c a t o r s  of  achievement i s  t h a t  t h e  downtime f o r  . . 
equipn-nt w i l l  hsve been reduced from t h e  earlier 35-40 p e r c e n t  to'20-25 

~ n t e n . i e &  g e y e r a l l y  piax the  end of t h e  second year."- pe rcen t  "at t h e  

p r e s e n t  r a t e  of dormtime a t  about  40 pe rcen t .  Only I i n t e r v i e w e e  sugges t ed  

.a f igure as low 
, ) 

as 30-35 percent .  

0 

. . 2. To t e s t  these e s t i m a t e s ,  a l i s t i n g  was made of t h e  primary u i n t e -  

riance eqctipment on  the  SZPILPJJ i nven to ry ,  i. e., dcicrs ,  g r a d e r s ,  f r o n t e n d  
, . 

*, .., 

' l o a d e r s ,  dump t rucks ,  etr . The nuzlber i n  o p e r a t i n g  c o n d i t i o n  and i n  non- 
. . , 

o p e r a t i c g  cond i t i on  was then compared. O f  76 p i e c e s  o f  equipment,  32 ( i . e . , .  

2 I . . 
42 pe rcen t )  were n o t  i n  o p e r a t i n g  condit ion.-  

. , 

A. Equipment: do-mtime h a s  l i t t l e  chance f o r  iaprovement  . u n t i l :  

1. o p e r a t o r s  a c q u i r e  a g r e a t e r  s e n s e  of r e s p o n s i b i l i t y  f o r  b a s i c  

maintenance p r a c t i c e s  (sometimes r e f e r r e d  t o  a s  " f i r s t - eche lon"  main tenance) ;  

2.  211 cuncerned realize t h a t  i t  is not s o l e l y  a matter of more 

s k i l l s - t r a i n i n g  ; 

3. an adequate  and t ime ly  par t s - rep laccment  sys tem i s  i n  e f f e c t ;  

We i n t e r p r e t  " the  second year"  to mean October 1 9 7 8 - ~ e p t d b e r  1979. 

21' This  l i s t i n g  d i d  nor i n c l u d e  smaller i tms  g&errllp cons ide red  as s u p p o r t  
a equipment, i. e. ,  u t i l i t y  vehicles, compressors ,  pumps, etc. These items wp;iiid 
n o m l l y  have a lower r a t e  of downtime. . 



4 .  an e f f ec t i ve  preventive maintenance program is vigorously 

pract iced;  znd 

5. the Lot a1 equipment has been added t o  t he  fleet. (This 

would reduce t h e  downtime percentage by simply adding numbers of ,  new equip- 

ment, bur will not  necessar i ly  reduie  downtine of ex i s t i ng  equi?mczt.) 

B. We bel ieve t h a t  (3) above is  nct an. insurmountable 'problem and' 

t h a t  it is perhaps the most p r a c t i c a l  s i n g l e  means of s u b s t a n t i a l l y  reducing 
. 

t h e  d a a r i n e  p r o b l a  a t  an ea r ly  dace. G 7  a l s o  believes t h a t  (4) is a "must" 

in any equipment f l e e t .  

. . .  

C. We a r e  skep t ica l  t h a t  USAID,, SE-PF3.N - o r  t h e  Consultant a r e  prepared , 
I 

'implement point t h r  ottgh innovative inputs. 



TI. SEPW3 'ieaxlv Opcratine Plans 

1. An ope ra t i n2  plan, the SEPTXY lkintenaoce ?ianaqc.aent'-and Regort ic?  

System, 1978-106, has been developed irtd publiShed. The plan includes an 

inventory of roads and the number of structures which-have been assigned t o  

each d i s t r i c t  and s u b d i s t r i c t  for u i n t e n a n c e .   he work to b e  performed has . 

been broken d a m  i n t o  various categories. The mount of  each category to b e  

completed i n  each year 

a is assigned as w a l l  as 

i t  are shown. , 

is  identifi;; The type of brigade to &ch the  work 

the l eng th  of t h e  and thc.,ti.me of fear for performing 



with every indicn t ion  of 'substantial  addi t ionzl  sLippage over the next 
. *  

several. nonths. 
I 

C. We a l s o  caution 'against excessive r ig id i ty  in applying the Plan. 

1i serves a useful purpose i n  establishing' a standard; but if interpreted 

, too strictly, the Plan nay result in 

. expended in nonpriority areas. 

energy and limited resources being 



VII . Private Contractor Perfcrnance 

1. S E P W  has had only limited occasion t o  employ private contractors 
. . .  

" l n  the pcrfonnance of road o r  bridge mzintenance. When done, it'was for rela- 

tively small specialized assignments where SEPPyW manpower or experience was 

' not immediately available. Such contracting wzs usually by agreed unit prices 

. 2f ter an estimate h3d been developed by SEPRl'!!. 

2. contractors h w e  been used f o r  the'construction o f  two b ~ l l d k g s .  
' 

a sE'PFJU? ~dcdnis trat ion  building i n  Port-au-Princi a i d  a d l s t r i c i  headquarters 
. . 

' faci l i ty a t  Hinche. ~ a t h  of these were 

are either just getting underway or not 

awarded on a competitive bid basis znd 
. . 

yet  started: 



. 
SCCTIOH FIVc,: U l t b a t e  Ob j e c r i v e  (Goal) 

The t o ~ i c  of ' u l t i ~ . = t e  o b j e c c i v c  ('improvenent of t h e  s t a n d a r d  of 

l i v i n g  of the  r k l  poor) seems e s t r e m r l y  remote a t  t h i s  w r i t i n g .  Thrcughout  

t h i s  evaluaticr .  repor:, t h e  o b s e r v a h n  has  been made thn t . ach icvemeh t  o f  pro-  

. j e c t  outputs ,  hence of purpose ,  hence o f  s o d ,  is lagging.  Thus, t h e  t o p i c  

does nor  war&nt a n a l y t i c  o r  d e t a i l e d  d i s c u s s i o n  a t  t h i s  t h e .  

Oc t h e  o t h e r  hznd, we might i~m.ark  f o r  t h e  b e n e f i t  of f u t u r e  dcsigzers 

of sh i l a r  p r o j e c t s  t h a t  t h e  Log F r a n e  s t a t e n e n t  of  g o a l  s e a s  overblown. It 

is  nor  oaly t c  improve t h e  s t anda rd  of  W i n g  of t h a t  group., b u t  ta do i t  by 
. . 

11 neans 'of " in rcg ra t ing"  t h e  group i n t o  t h e  "rcainstreen"-- of e c o c m i c  and 

I s o c i a l  d e v e l o p e n t .  But r c a l i s t l c a l l y ,  t h e  minstrcam o f  development In H a i t i  

\ is l i k e l y  t o  r r a i n  where  it is 2nd iihcre it is found i n  most o t h e r  dcvelopi=g 

. . \  couctries-where t h c  pover centers and t h e  gencrnting ecoccni;  forces are ~ o u u d -  

\ That does n o t  include t h e  s m o t e ,  povercy-s t r icken  and resource-poor  areas 
. i . . -.- 
: 
; . that are t h e  u l tb ; ;? te  s t a t e d  concern of t h i s  p r o j e c t .  A t  b e s t ,  they  w i l l  
7 . I 

1 !a feel' certain b e n e f i c i a l  e f f e c t s  of such forces .  And a t  b e s t ,  ove r  che very 
I 
! 

: long  t e n ,  t h e  f e e d e r  roads and S E R R J ' s  maintenance of t h m  w i l l  he lp  t o  
i 

e i z e  t h e  benefit those  areas a r e  a b l e  t o  w r e s t  from the " r j a i n s t r m n "  by 

v i r t u e  of more pas sab le  connect ion t o  it. 



SECTION SIX:  B e n e f i r i a r i e s -  

We mention this s t andard  eva lua t ion  t o p i c  only  i n  pass ing .  The 

p r i n c i p ~ l  p l a n e d  bcnef i c i a r i e s  are t o  b e ,  a c c o r d h g  t o  t h e  P r o j e c t  Paper ,  
' 

t he  smal l  farmer operating a t  subsistence levei ,  i s o l a t e d  from wide  economic 

l inkages and f requent ly  f r o 3  adequate sac ia l  s e r v i c e s .  

Such a p p r a i s a l  of benefits is premature a t  t h i s  s t age  of p r o j e c t  



SECTIO!! SFVC: : Unplanned Ef f cc ts 

1. In gener;li, s i n c e  inplemenia t ion  (as opposed t o  "planning") is 

no t  far  zlor.2, i t  is sonewhat premature t o  seek effec ts -p lanned 'or  unplanned. 

2. In te res t i cg ly .enough ,  whm Consultant  wes asked t h a t  ques t ion ,  

one response $as t h e  i n s t i t u t i o n z l  s t r eng then ing  of SZFRRN--as an unolanned 
, 

e f f e c t .  It s e a s  straage thar a P r o j e c t  componect w i t h  25 percent of t h e  

t o t a l  budgcr a l l o c a t e d  t o  it, i.e., $2.13 m i l l i o n ,  would b e  perce ived i n  this . 

' 

naooer by the Contzcct Consultant.  

I .  

3 .  A second, less r a r k b l e ,  arswer from . t h e '  Consultan,t i s  t h a t  t h e  

mpSnsis which has been d i r e c t e d  toward planning f o r  rrziniap has genera ted  

1 .  i n t e r e s t  w i t h b  SZ?S,X t o  e s t a b l i s h  a permanent Tra in inc  bcadeny. A t t e n d a x e  . . .  
! 
1 

,. ! a t  the  A c a d ~ y  would be a. cond i t ion  of SEPLX? employment f o r  all p o s i t i o n s  
.i 
? 
i . reqd1,~g skills above some s p e c i f i e d  l e v e l .  Such .a requireslat, it  i s  sug- 
J 
I .. . 
'.. ges ted ,  r~ou ld  = i a h i z e  appaizmcnts based on reasons o t h e r  than merit. The . 
I 
? 

/ lopicaL conaection between a t s e n l a n c e  a n d m e r i t  remains t o  be eu&ed. 

1 )! 
! 



SFECIFIC 

*I 
a. 

as  a minct 

t h e  b r idge  

1. Strengthc?  the  I n s p e c t i o n  f u n c t i m  by i n c r e a s i n g  t h e  number of 
L 

i n s p e c t o r s  and i n s u r i n g  ( through s e l e c t i o n  and/or  t r a i n i n g )  t h a t  t hey  a r e  
C 

.... ... . . '  

q u a l i f i e d  and r e spec t ed .  Personnel  should  b e  r o t z t e d  t o  cover  d i f f e r e n t  

d i s t r i c t s  p e r i o d i c z l l - j  t o  encourage o b j e c t i v e  r e p o r t i n g  and e v a l u a t i o x s .  The 

func t ion  w i l l  become i n c r e a s i n g l y  h p o r t a n t  as a d d i t i o n a l  b r i g a d e s  are acti- 

va t ed  and ope ra t ing .  I n s t r u c t  i n s p e c t o r s  t o  r e p o r t  s u p e r i o r  results i n  addi-  

t i o n  t o  f l z g g i c g  substzndard work. C o r r e c t i v e  a c r i o n s  ( o r  c o m e n d a r i o n s )  
.. . 

s h o u d  be  t h e l y  and a p p l i e d  x i t h o u t  favorLtism. ... 

bssign t h e  v e g e t a t i o n  clezr izlg tnsk n e a r  b r i d g e s  t o  hand brigades 

c s t e n s i o n  of their r o a d s i d e  c l e a r i n g  a c t i v i t i e s ,  rather t h a n  to . .  

br igade .  

.. . 
Trans fe r  the cquipnent  parts cmponen t  of t h2  warehouse t o  opern- 

t i o n a l  c o n t r o l  of the Garage I k n s g e r  r a t h e r  than  of the Techn ica l  D i r e c t o r .  

The Technical  D i r e c t o r ' s  d u r i c s  a r e  such  t h a t  h e  cannot  b e  e q e c t c d  t o  p rov lde  

t h e  needed supe rv i s ion  and c o n t r o l .  . ~ i r e c t  c o n t r o l  by the Garage w i l l  be  more 

rcspons ive  to  Garage needs. S tocking  and warehousing of road  mmaintenance 

m a t e r i a l s  t o  reciain under the j u r i s d i c t i o n  of t h e  Te'chnical D i r e c t o r .  

4 .  Redouble e f f o r t s  t o  p r o v i d e ' a n  adequate  s t o c k  of sparit ports- 

p t c f e r a b l y  on a minimum-maximum systcm-and t a k e  such o t h e r  s t e p s  as are 

r equ i r ed  to  ma in t a in  t h e  scock a t  a l e v e l  i n s u r i n g  Immediate availability 

f o r  i n s t a l l a t i o n .  . 



Provide o more d i r e c t  procedure f o r  She garage  to  o b t a i n  p a r t s  

h c a l l y .  S i E l ~ l i f y  t h e  ~ z o c u r m e a t  and a p p r o r a l  ~ r o c e d u z e s  w i t h  pickup o f  

p a r t s  being nade by personnel  f a m i l i a r  w i t h  t h e  w t e r i a l s  involved .  

6. P e r t a i n i a g  t o  ove r seas  procurement,  w e  t h i n k  t h a t  a s i g n i f i -  

c a c t  inproveacnt  could b e  nadc i n  t h e  spa re -pa r t s  p r o b l m  i f  e a r l y  a p p r o v a l  

were given  t o  recommendation (2)  of Amendment I1 of t h e  i larch 1 5 ,  1979, 

Elanagement A d v i s o e  Corzzi t tee 's  meno ( i . e . ,  a U.S. -based p r o c u r e r  t o  ex.pe- 

d i t e  p a r t s  nor  a v a i l a b l a  l o c s l l y ) .  We are ha rd  p re s sed  t o  comprehend t h e  

d e l a y  i n  h p l e m n t l n g  a s e r v i c e  of such  o5vious b e n e f i t .  

t r a d i t i o n a l  p lan  as well as t a c t i c s  l i k e  p o s i t i v e  i n c e h t i ~ e s  and. psycho- 

c u l t u r a l  awareness. (See p. 29 ,  Phase  I Eva lua t ion . )  

8. I n i t i a t e  the Cornunity Act ion  Program on a  -red b a s i s  w i t h  

s o c i a l  s c i e n c e  i n p u t ,  b u t  w i thou t  a w a i t i n g  t h e  f i x i a l  r e p o r t  of t h e  P i l o t  
.' . 

Projr~L a£ t he  Feeder Road Program. 

9. Revise  t h c  Piaintcnsncc f.iznncemnt and R q ) o r t i n g  Systen 1578-1982 

t o  r e f l e c t  a c t u a l  cond i t i ons  a s  opposed t o  t h o s e  which were a n t i c i p a t e d  when 

t h e  Plan was i s sued  i n  eerly 1979. Repeat t h e  p r o c e s s  a f t e r  6* m n t h s r  e x p e r i -  

ence w i t h  a d d i t i o n a l  equipment and b r igades  i n  o p e r a t i o n .  Rev i s ions  shou ld  

cons ide r :  t h e  e f f e c t  of r a i n y  seasons  on tine s c h e d u l e s ,  a more r e a l i s t i c  

schedule  f o r  new roads  e n t e r i n g  t h e  maintenance sys tem,  and a r e v i s e d  s c h e d u l e  

£0,; t h c  formation of b r i g a d e s  and t h e i r  e f f e c t  on t h e  work schedu le .  



- 
10.  Hczdquar tc rs - f ie ld  r e l a t i o n s h i p s  shoa ld  be s t r e n g t h e n e d  p a r t i -  

c u l a r l y  i n  r e s p e c t  t o  i n s p e c t i o n  and l e a d e r s h i p  v i s i t a t i o n s  ., 

11. While G7 recognizes  that SEPPAV has rezped sonc b e n e f i t s  a s  a 

r e s u l t  of t h e  j o i n t  TPTC-SEPF~~' r e ~ p o n s i b i l i t i e s  of some employees,  we 

b e l i e v e  i r  t o  b e  t o  SE?TJ2Ifs l ong- t e rn  advantage  t h a t  t h e s e  j o i n t  l o y a i t i e s  

and r e s p o n s i b i l i t i e s  be sepa ra t ed .  

1%. A s  t h e  country develops ,  more o p p o r t u n i t i e s  f o r  f r u i t f u l  co1l.a- 

b o r a t i o n  wizh o t h e r  d e v e l o p ~ e n t  a c t i v i t i e s  may emerge, and SEPW3 should  b e  

a l e r t  t o  the. .  f o r  exanpie,  we hypothe&ze t h a t  a c a l c u l a t e d  i zp rovemen t ' o f  

the Cap H a i ~ i e n - X i l o t  mad would hzve a  p o s i t i v e  e f f e c t  ox t o u r i m ,  a t  leasr 

i n  t h a t  ares, which is an i inpor tao t  Bzitian develo?~err a c t i v i t y  and source 

of f o r e i g n  exchanzc, t o  say  no tk ihg  of n a t i o n a l  ~ z i d e .  . . 

13. EIore genc rn l ly ,  v i t h  regard t o  t h e  new t r a h i n g  plar:, we hzve 
.' . 

tzken t h e  d e v i l ' s  advoca te  r o l e  i n  much of t h e  d i s c u s s i o n  i n  t h i s  r e p o r t  i n  

o rde r  t o  warn a g a i n s t  b u i l d i n g  a s i t u a t i a n  t h a t  w i l i  very probably  l e a d  t o  

h u r r i e h ,  awlserd and d r a s t i c  changes,  under  f o r c e  n a j e u r e ,  a y e a r  o r  two o r  

three f ro= now, which i s  a l t o g e t h e r  unceces saq7 .  

A l l  t h a t  i s  neces sa ry  now is  t o  r e v i s e  t h e  scope ,  s i z e  and t h i n g  

of  t h e  project--a change n o t  s o  much i n  t h e  p r o j e c t i o n s  f o r  c u r r e n t  and near-  

t a m  a c t l v i t y  as i n  a s s m , p t t i  abou t  t h e  longer - te rm'  f u t u r e .  It is p o s s i b l e  

t o  do t h i s  simultaneclusly w i t h  i n i t i a t i n g  work under  t h e  P l m .  



Our work o r d e r  2 a l l s  s h o r t  of des ign  a c t i v i t y ,  o b v i o u s l y ,  and we n o t e  

only  ou r  impression c h z t  c u t t i n g . b a c ~  t h e  p r o j e c t e d  c o s t  of t h e  p l an  and 

s t r e t c h i n g  out  t h e  planned pe r iod  of i t s  i m p l e n e n t a t i ~ n ~ b o t h  by abou t  a t h i r d ,  

may w e l l  be i n d i c a t e d .  A s  t o  c o s t ,  f o r  example, many of t h e  p r e s e n t  d r i v e r s  

do h o w  how t o  d r i v e ,  it must be assumed, even i f  only w e l l  enough to g e t  by;  - 
and if the r a t i o n a l e  f o r  b r i n g i n g  i n  a l l  d r i v e r s  is i n  f a c t  t o  bprove t h e i r  - 
preven t ive  m i n t e n a n c e  p r ~ c t i c e s ,  w e l l ,  do - t h a t  and d o n ' t  p a g r a m  (and c o s t )  

t h e  o t h e r .  - 
~ u t '  w e  make no subs t a n t i v c  s u ~ g e s  t i o n s  anS a r e  n o t  ' recornending heze  

a c o n s i d e r a t i o n  of any of t h e  r a d i c a l l y  d i f f e r e n t  d e l i v e q  mechanisms t b t  

.my b e  a v a i l a b l e ,  such  as u s e  of a  c z t i o n a l  t r a i n i n g  c 'enter  t h a t  i s  i n .  t h e  
. . *  

proposa l  s t age .  

h t  we. do suggest is t h a t  i n i t i a t i v e s  taken o r  proposed'  by SE?RRX 

and t h e  G O 9  b e  d i scussed  s e x i o u s l y  and s p p z t h e r i c a l l y  ( a s  t h e y  have been 

r e c e n t l y ,  i n  t h e  m a t t e r  of souzcc  of t r a i n e r s 1  t h a t  whenever p o s s i b l e  t h e  

i n i t i a t i v e s  be credfted-as t h e  SEPU3: l e a d e r s h i p  i s  recognized  n o r e  2nd 

more f o r  i ts  cosiipete:~cc, r e s p o n s i b i l i t y  and even i n t e r e s t  ia economy. 

14. Concerning SETRJU's o r g a n i z a t i o n a l  f u t u r e ,  we hold  t h e  follow in^ 

p r d h i n a r y  views: , . 

. SEPRNI i s  a r e l a t i v e l y  new o r g a ~ i c a t i o n  snd has n o t  passed  i n t o  

"manhood.." It is s t i l l  in t h e  c r e a t i v e  s t a g e  of  experimenting, t e s t i n g  and 

shakedown. This w i l l  probably c o n t i n u e  f o r  s e v e r a l  more y e a r s .  During t h i s  

per iod ,  i t  needs t o  a e r c i s &  t r i a l  and e r r o r  w i z h ' a  c e r t a i n  en thus iasm and 
t 

freedom from t h e  c l o s e  s u n ? e i l l a n c e  o f  o l d e r  a d m i n i s t r a t i o n s  t h a t  a r e  n o t  i n  

the same mood o r  per iod  o f  dcvelopmcnt. 



But a t  such t i n e  as the new u n i t  enters m a t u r i t y  and conf idence ,  

it could be  inco rpora t ed ,  i n t a c t ,  i n t o  t h e  l a r g e r  o r g a n i z a t i o n  w i t h  which i t  

has obvious and necessary connect ions ,  TPTC. Then i t  could  h o l d  its own. 

It could i n t e r a c t  w i t h  t h e  p a r m t  and t h e  c o l l a t e r a l  u n i t s  i n  such  a way as 

t o  p l an  and economize t i n e  and' r e s o u r c e s  and bo th  give and r e c e i v e  s e r v i c e s  

. . . t o  and f r o a  then. 

A d e c i s i o n ,  o r  r a t h e r ,  a r e v i s e d  d e c i s i o n ,  on  when and how t o  

atteznpt t h i s  pe&nent relocat ion-and we d i smis s  , t h e  o p t i q n  of  c o n t i n u i n g  

road maint'enance as a n  "autonomous" funct ion-can only  be made as  c o n d i t i o n s  

develop w i t h i n  SEPRW/TPTC and t h e  GOEi as  well. The 1978 law r e o r g a n i z i n g  
, . 

. TPTC ~ o u l d  put: SEPFJG? under t h e  Autonouious Tran~port Service of c h a t  Minis- 

try. Bur no one w e  t a lked  t o  b e l i e v e s  SEPNU s5ould  be a t  any echelon lower 

f u l l  agency d i v i t  i o n  TPTC ; coequa l  w i t h  ATS. 

Initiative toward amending the law, we suppose,  might  heve t o  cone from A D .  

An apparent: consensus i n  SEPFJJ? is t h a t  .the time f o r  it would b e  b e f o r e  

the  C o n s d t a n t ' s  depa r tu re .  For o u r  p a r t ,  w e  think t h a t  t h a t  may be  t o o  

early and sugges t  'soon z f t c r  t h e i r  depa r tu re '  b u t  b e f o r e  t h e  sense of change 

engendered by t h e s e  o u t s i d e  e x p e r t s  k s  d i e d  out--perhaps 3 t o  5 y e a r s  from 

now. 



The p r a c t i c e  of  removing p a r t s  from one p i e c e  of  
equipnent  ( u s u a l l y  n o t  i n  o p e r a t i n g  c o n d i t i o n )  t o  
r e p a i r  ano the r  p i e c e .  

c a n n i b a l i z a t i o n  - 

P e r t a i n s  t o  t h e  t ime t h a t  equipnent  is  n o t  i n  o p e r a t i n g  
con6 i t i on .  . . ' . 

down tine 

f l e e t  Terminology t o  denote  a l l  of t h e  equipment o p e r a t e d  by 
( i n  t h i s  ca se )  SEP?S,"J. 

gabions 'Glire c o n t a i n e r s  f i i l e d  with rocks .  Used i n  cons t ruc -  
t i o r  t o  provide  s t a b i l i t y .  C o n o n l y  employed t o  arrest 
e r o s i o n ,  prevent  s l i d e s  and as r e t z i n i n g  w a l l s .  

dis t r i c r  A .  a d n i n i s t r s t i v e ' u n i t  r e s p o ~ s i b l e  f o r  o p e r a t i o n s  in 
the f i e l d .  There .a re  5 i n  SE?Pm (and .l modif ied  d i s -  
trict) . a 

h d m i n i s t r a t i v e  u n i r ,  more l i g h t l y  n a m e d  and equippad 
,than a d i s t r i c t ,  but w i t h  s b i l a r  a s s i g m e n t s .  (Not 
tinder t h e  j u r i s d i c t i o n  of a d i s t r i c t  in SEPIGU.) There 
are 5 in SE?XXS. ' . . 

, . 

s u b d i s t r i c t  

. .  
An organized work u n i t  manned a d  equi?sed t o  p e r f o m  
c e r t a i n  t ypes  of  a s s i g m e n t s .  Composition v a r i e s  
depending on p r i z a r y  f u n c t i o n .  7ho o r  more a s s i g n e d  

' t o  a c l i s t r i c r  o r  subd i s t r i c t ' .  .' I 

br igade  

P e r t a h s  t o  t h e  ntlnber o'f s p a r e  p a r t s  of  ang one i tez  
d e s i r a b l e  in s t o c k  inven to ry .  Ninbusn is t h a t  cumber 
a t  which new o r d e r  should be  p l aced  t o  i n s u r e  c h a t  
s t o c k  i s  not exhaus ted  b e f o r e  d e l i v e r y  oE r e o r d e r e d  
items. Maximum is p r a c t i c a l  upper l i m i t  t o  keep i n  
inventory.at any one time. 
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