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I. Purpose

The purpose of the OPG is to assist the Government of Jamaica through the
Jamaica Mortgage Bank, the Ministry of Housing and Jamaica Cooperative
Credit Union League in the planning, development and implementation of urban

and rural shelter improvement programs.

II. Program Funding

The Jamaica Mortgage Bank contracted a $15.0 million dollar AID Housing
Guaranty (HG) loan to improve the 1iving conditions of low income urban

and rural families. These loan funds were to finance three sub-programs:
I, inner city urban tenement upgrading; II, squatter settlement improve-
ment and; III, home improvement in rural areas. At this time only two sub-
programs, II squatter settiement imﬁrovement aad [IT home improvement,

are operative. The rural home improvement sub-program has been recasted as

both rural and urban.

IIT. Institutinual Responsibility

A. Jamaica Mortgage Bank (JMB)
The JMB is the borrower of contracted AID HG $15.0 million dollar loan.
It is responsible for the monitoring and overall coordination of the
sub-programs.

B. Ministry of Construction (Housing) (MOC-Hg)
The MOC-Hg is now responsible for the squatter settlement improvement
sub-program,

C. Jamaica Cooperative Credit Union League, Ltd, (JCCUL)
The JCCUL 1is responsible for development of the home improvement

sub~program,



Program Status

Squatter Settlement Improvement Sub-Program

Three projects have achieved completion of the construction phase of

the program. These projects are Norwood Pen, Tryall Heights and Tredegar
Park. Ackee Walk was completed late last year. Delays continue on
Waltham Park Road. Both Cassava Pieces and Standpipe Lane have been
subject to long periods of inactivity. Curatoe and Succaba Pen have

experienced some delays but are presently demonstrating progreés.

An institutional and traditional factor in the delay is the lack of -

incentives built into the contract for the construction work. If any-
" thing a3 contractor finds advantages in extending the work schedule be-
yond the contract peridd with cémpensation.brovided under the contract

terms. Unfortunately, no immediate relief is expected in this matter,

A recent announcement of the appointment of a director for Sites and
Services Unit (S&S), would indicate some re]ief.yo the problems of the
unit. On the other hand the creation of a new ;nit, Project.De;ign and
Monitoring (Prodem) to provide the Ministry with all the architectural
and engineering services will reduce-the scope of work of the S&S to

only a construction monitoring and supervision.

No definitive cost recovery mechanism is in place. However the Coopera-
tive Housing Foundation Resident Advisor (CHFRA) has provided the Mini-
stry with an analysis of various options. These are under review by

the Ministry. The Community Development Division (formerly with S&S and
now directly under the Ministrial umbrella) has just completed a survey
of the Norwood Pen population. This data has supported the costs re-

covery work being undertaken by the CHFRA,



Initial consideration for future squatter upgrading projects is under-

way; financing is expected to be from the second AID HG loan.

JMB has recently received a reimbursement request for work in place
for an amount of approximately J$1.5 million, for a total disbursement

| totaling an estimated J$9.8 million by JMB.

S&S has recently completed its updating of project costs. The Per-
manent Secretary has directed a review with the JMB and the CHFRA

prior to a formal submission to the JMB.

Home Improvement Sub-Program

With the introduction of a new median income and the granting of a
fee to the JCCUL, promotional efforts were undertaken anew. Minor

adjustments to the program requirements and documentation will con-

tribute to more current and effective loans being considered.

With the encouragement of the CHFRA and the JCCUL's Program Coor-
dinator (Ms. Margaret Rodgers, Mortgage Director), a second option or
window was created. This option was: endorsed by the JMB. The second
window permits JMB to make loans much in the same manner that they did
before, except these are loans in advance of the actual sub-loans made
by the participating credit unions. The credit unions are required

to consider home improvement loans for'am0unts and periods longer than
they normally would consider, These loans are to be made from a re-
volving loan fund consisting of the JMB-JCCUL provided loan. This will

permit more reasonable costs to the credit union member, who also will
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achieve more meaningful and substantial home improvements. For the
credit unions it represents a lower administrative burden and costs,

JMB has already made its first loan under this new option.

Loan commitments by JMB are approximately J$3.3 million, leaving some
J$800,000 to issue as loans., Attention is being given to ensure that
expectations are not inflated, given the limited amount of resources

on hand and the lapse time before any new funds might be available.

Attachment 1 is a memo from the JCCUL to its affiliated members re-

garding the revisions made to the JMB-JCCUL loan program,

Project Status

The Second Amendment to the OPG has been executed. A Work Plan is to
be developed. Given the advinced stage of the programs and the assis-
tance rendered, it will have to be reflective of this situation. Based
on the outline of the OPG cervices to be provided as described'in the
Second Amendment, a report of the activities undertaken during the re-

porting period follows:

Assist the MOC:HG
(a) Develop and implement an urban housing policy for lower income

households.

A major undertaking of the current administration is to "tidy-up" the
on-going work as well as to recorganize the housing apparatus into a
more effective policy tool. Much of this work has had some bearing on
the S&5. The Community Development Unit has been removed from S&S and

placed at the disposal of the Ministry. The Ministry is in the process
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of creating a special company for the purpose of servicing the entire
Ministry with its architectural and engineering work. Under this new
arrangement, S5&S would oversee the construction of squatter upgrading
and traditional serviced lots programs only. The World Bank's core
wall serviced lot program has been redefined with a core unit. These
ire to be developed by the Sugar Industry Housing, now placed under
the supervision of the Ministry of Housing. A1l these actions have
caused some confusion with S&S and are sti}] compounded by th; absence

of key management persoinel as well as voluntary departures.

It has been the contention of the CHFRA that the reorganization pre-
sently being pursued is counter-productive and will lead to duplication,
inefficiencies and poor coordination among interdependent units. In a
series of discussions with the Minister, the Permanent Secretary and
others, the CHFRA has made these points. A letter to the Permanent
Secretary, attachment 2, covers these points in.greater detail. The
letter argues the case for creating an operatiéna] arm for the Ministry's
programatic efforts with a senior level administrator to oversee the
entire range of program deiivery of -lower income shelter., Other
principal elements are: (1) the creation of a Program Development
Office, with program manaqgers to coordinate the delivery of the Mini-
stry's programs; (2) *he inteqration of the architectural and engi-
neering scrvices including constructigp management under a single um-
brelle and (3) the orcation of an 1ndebcndunt policy, programming and
VMOnitoring unit, The intention of the CHFRA's proposed reorganization

plan is to structure the delivery of services under a more responsive
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organization with greater flexibility and productive use of the limited

resources based on functional elements versus the programatic outlook.,

(b) Develop guidelines for project and financial management aspects of
the program to maximize the utilization of available funds and increase

the participation of lower income families.

Efforts continue to have S&S to produce a total project costs representing
both the JMB and GOJ contributions. Recently, the Permanent éecretany
directed the unit to sit with JMB to review the project costs in total.
A prime design will be to ensure that project completion will produce

a completed and functional lot in each and every instance. Other
objectives will be to fully expose the project development costs to

the government; to maximize the number of lots (projects) which will
receive JMB funding in order to reduce the per lot financial tosts
required under the financial package; and to develop an agreement that
costs over the financial feasibility rate of the targeted poﬁu]ation
are covered out of the GOJ chest and that where any subsidy is required

it be an up-front one time costs.

Based on preliminary work done by the CHFRA, a projected desired cost
for future developments has been identified at the U$4,000 in order to
produce maximum feasibility for the targeted populatinn and the minimum
level of government subsidies. The current round of squatter upgrading

costs are coming out at better than J$b,000 on average.

Zc) Review and analyze the guidelines for the flow of funds from JMB

to MOC-HG.

In a recent S&S Financial Status Repo:t, it appears that there were

costs of over J$700,000 which had not been submitted to JMB for reime
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bursement. When examined closely, there was reason to believe that some
of these costs relate to work and variations which has not been adopted
or formalized by JMB or other items that JMB has not accepted as eligi-
ble costs. Nevertheless, it was estimated that approximately J$500,000
would be eligible for JMB reimbursement with minimum documentation by
S&S. It is expected that the exercise called for in the above section
will lead to this adjustment to the accounting and thereby reduce the

burden against the current GOJ budget.

Another point under this item has been.the payment of the interest
against funds advanced to the MOC-HG. The Ministry has not made any
payment for interest. JMB has been requirgd to meet this obligation
by the use of the procéeds of tée origina1.1oan on behalf of the Mini-
stry. This action has had the effect of réducing the funds qY§i1ab1e
for project commitment. Supporting JMB's initial request for resolu-
tion of this issue, the CHFRA has pressed this point and the Ministry
has requested a revision in its budget to cover’ this expediture. This
will free up and otherwise make available approximately Jsl,dO0,000

from the original allocation.

(d) Develop a strategy and guide]inés for the establishment of tenure

for low income households in government improve” areas.

(e) Develop a strategy and guidelines for the recuperation of costs

» » I3 Q'
associated with the improvement of urban areas.

These two items are so very much interwoventhat they are tanen together,

Based on CHFRA's analysis a number of options were explored and three
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points need be mentioned here., These points been made as strong
recommendations by the CHFRA to the Ministry as well as the other parties
involved.

Recommendation #1 - The water and sewer related costs should be assumed

by the National Water Commission and shared among all the users in the
form of a user charge. Discussions to achieve this end should be initiated
at the earliest.

Recommendation #2 - The MOC:HG should approach the JMB to have extended

to it the existing moratorium on principal over the first ten years of
the Toan. In turn this concession of a moratorium would be passed on
to the individual households to ease the financial costs during the
early years,

Recommendation #3 - The MOC:HG should assess the need and their interest

in minimum level serviced lots (occupied or vacant) and determine if
the further investment of J$11,700,000 is warranted to achieve increased
performance and to directly offset the costs of the JMB AID HG loan.

These items are discussed more fully in the attachment 3.

The above recommendations reflect the efforts of the CHFRA to achieve
minimum costs to the Ministry whi]e,éffectively servicing the population
that inhabits the improvement areas. The major difficulty encountered
in developing a realistic strategy has been the lack of statistic and
reliable data. The assumptions made by the CHFRA have been supported

by the recent survey concluded by the Division of Community Development
of the Norwood Pen community. From the information obtained, all but
fifteen families would be able to afford the charges as structured under

the recommendations made by the CHFRA to the Ministry. The Ministry was
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receptive to all of the recommendations and is fixing-in on the first
two. In the assessment of the CHFRA this is unfortunave because it

puts the entire issue of minimum serviced lots outside the realm of a
housing policy and into the manipulation of the utilities with their

own financial constraints and objectives.

The CHFRA has met with a number of actors in the issue of tenure and
the allocation of land. However, until the cost factors are more

crystillized, the warketing and actual sales of property will be im-
possible. It should be noted that Community Development interviewers
were met by a receptive audience who are eagerly awaiting word as to

the process to legalize their status on the improved lands.

It should be pointed out that the Ministry recently approved another
squatter upgrading project. This when taken with the Effort¢ill pro-
Jject represents two GOJ financed improvements. Unfortunately, they

bear no relationship with the JMB-U.S. AID program and, therchre. con-'
tribute to a un-integrated policy and poor financial in-put.. This lack
of a comprehensive financial policy will produce significant obligation

on future budgets and reduce programatic efforts in the future,

(f) Review and analyze the guidelines for preparing the urban plans
for specific arcas, taking into account the physical, economic and

social aspects of the urban area in which located.
!

The Ministry has developed an edited list of some thirty sites which
will be considered for improvement with the idea that the second housing
guaranty loan will finance them, While the work at this point is pre-
liminary, there is evidence to sugqgest that greater study should be

given to the current round of improvements and the implication of site
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selection, targeted populations, sccpe uf work and the required re-
source and their potential origins. Preliminary consideration by the
CHFRA suggests the following:

(1) Site selection should be coordinated with the National Water
Commission and the Ministry of Local Government...to minimize costs
overall and specifically to the MOC:Hg, Where possible existing mains
should be in place or contemplated from sources other than the Ministry
of Construction or housing quaranty loan funds,

(2) Costs sharing schemes should be considered with the National Housing
Trust, the National Housing Corporation and private developors.,

(3) Consideration should be given to advancing traditional serviced

lots in greater proportion than squatter upgrading so as not to develop
incentive for future squatter invasions,

(4) Income has not increased in line with inflation and therefore the
targeted population has not improved or even maintained its formar
ability to pay for the improvement to the infra;tructure. Consoquently;
costs must be kept within these restrictive liﬁits of financial feasi-
bilities.

(5) Partly to meet the question of feasibility as well s to simply
service that many more people, the costs and therefore the scope of the
work contemplated muest be reduced,  This will require carly dialoque
with both lurcal Jurizdictions and the affected comuunitieg,

(6) Progressive or staged development r\th a “trotg esphasis on tenure,
nealth and <atety, should qovern the next round of Seprovesentys,  Hhergs
ever possible future cotts “hould «tem from non-housing wources therehy

permitting the MOCIHG to focus more funds on the traditional elements

of shelter,
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(7) The issue of the costs of foreign funds must be studied more
closely. Presently the costs of these foreign funds do not compare
favorably with local funds. Therefore 21U i ancuthent on government to
ensure tnat a rational ang predeterained rixture of domestic and foreign
funds is achieved and one which would ancrease the level of performance
today in relation to fulure Costs 1n those areas of national interest,
Any other formule will spell weroun curtaddeent ot tuture program-

matic efforts and endanger the qocd will of this new adnmctration,

(g) Develop plans and qurcelines o cover Whe post-capital amprove-
ment phace of the Sub-program, yncluding butlding controls and coms

munity particivation,

This subi-eleent of the word program has recetved 1ittle attention to
date, however, that 14 not tu cay thal 1te irportandce hasy decreased,
In the dt'?t“(f‘f‘v'1{ vl the guidelines ftor fulure prograsing tn the
SQUattler upgrading ¢ffort, wore constderation csust b oand will be

placed on this wubiedl by the (HIRA,

Agsint the JCCU
(a) Promote participation in the home impryvement program (HIP) and in

general in the huusing sector,

To date the HIP hat funclioned a5% a mechanism to channel fynds to the
credit untons after 4ub.luvans are conpleted or crécyted ta the cooperas
tive merbers,  Dased oh work developed by the CHIRA and the JECUL'S .
Program Courdinator, a fiew fuhding oytlet has beet 1Alrodyced, The new
wiRdow 1% if the natyre Bf 3 rrvo‘vihq lvar Tufid 10 be freated 3t the

credit yhiun level and to bic %aintaibed waetr the life of the tban for

thie outitanding lean palanée, The fyng: arc prayvided for lpane rot
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previously made by the credit union but for loan requests considered
by the credit union and viewed as acceptable subject to funding under
the program and these loans are those which otherwise contain repay-
ment period of two to ten vears. Repayment is subject to the ability
to repay and the terms are adjusted to achieve affordability with re-
gards to the repayment period. In essence, this new formula puts
money into the hands of the credit unions before the loans and so each
subloan is a new loan and over and above the loans which a credit
union would otherwise make. Because the terms are more generous, the
amount bcrrowed is greater and the resulting work is more substantial
and at a lower cost to the borrower and the credit unions. The JMB's
letter to the JCCUL regarding this new option is included in attach-

ment 4,

N

The JCCUL and JMB have approved the first 1oan-duuer this second window,
The loan represents payment of approximately J$165,000 to the Postal
Workers Credit Union, In addition, visits havé-been made to other
credit union for the promotional effort. Some of those orgaﬁizations
visited are: Ariguanobo Worker Credit Union and Public Works, Solidarity,
Manchester, St. Elizabeth, and Landg Clerks Credit Unions. A meeting

was also held with the field service representatfves of the JCCUL with
the purpose of using their contacts with the credit unions as further

contacts with new credit unions for this program,

«!

Claims for participation in the HIP amount to approximately J$3.3

million, leaving an estimatel J$800,000.

(b) Develop strategies and quidelines to maximize the long term benefits
of the Toan funds for the Tower income tirget groups and the credit union

movement,
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Much of the work discussed in the promotional element above addresses
this question. For the first time funds generated from JMB will be
placed in a special 1evolving fund strictly for home improvements. As
such they will generate loans that will be more meaningful for the
borrower and also be more reasonable because of the longer payback

periods.

Another improvement introduced is the elimination of loan with less than
half of the original loan amount still outstanding. JMB will no longer
consider loans made from the date of the guaranty loan agreement but

only current loans with over half of the loan principal still outstanding.
This will make JMB and'the subsgquent 1oan§ more realistic to the size

of the portfolio normally handled by the credit union over the short

term timeframe. It will have the additioné] benefit of reduging the
possibiiity of a credit union taking on too much liquidity with insuf-

ficient demand.

(c) Develop guidelines to assist the local credit union to provide
closer supervision of the loans and limited technical assistance in

construction matters.

In the development of the secondary window for the HIP a number of cri-
teria were introduced and presented to the JCCUL for consideration by

the participating cradit union, both in the review of the loan request

as well as with regards to the questiéﬁ of participation. A similar
element was provided in a circular developed by the CHFRA and the JCCUL's

Program Coordinator and the JMB staff, see attachment 1.

No specific input has been made to the technical assistance area of

construction, One suggestion made to the credit union managers has



- 14 -

been to have the borrowers obtain at least two price quotations for the
work contemplated. This will aide the consumer as well as build up

the expertise of the loan officers over time.

(d) Provide guidelines to the credit unions on how to maximize resources

under their home improvement and home mortgage programs.

This area remains of critical importance to the credit unions. Re-
cent efforts to expand its performance within the housing sector have
led the JCCUL to pursue discussions with the National Housing Trust.

A number of possibilities are being discussed. The JCCUL has also con-
templated discussions with JMB concerning liquidating its mortgage
portfolio in order to recycle these funds into new mortgages. This .
almost random search for options reflects the tremendous desire to
meet the challenge of housing for its members, .It underlines-the
urgency for a full and comprehensive assessment of the role and future
for credit unions in the housing sector. During this upcoming quarter
the CHFRA hopes to draw upon the resources of the CHF network fo pro-

vide this needed diagnostic examination,

Support Activities

The support activities described below were not provided under the CHF
OPG. However they relate to areas of assistance tha*t CHF is providing

in accordance with the Second Amendment to the OPG Agreement.

[N
As a follow-up to the second guaranty loan program, U.S. AID increased .

its assistance to the Guvernment of Jamaica to help it define its
housing policies and objectives. Three support elements were introduced,

one firm and individual have been concerned with the policy issues and
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another firm has been addressing the housing sector assessment. The
CHFRA has had a number of conversations with these participants relating
to the Squatter Upgrading Program as well as other housing and develop-
mental issues as they relate to Jamaica. At this writing, the work of
the AID-provided experts has not been completed nor has the CHFRA

been a party to the full range of discussions to render any meaning-

ful observations or tentative conclusions.



' ATTACHMENT 1
COUAICK TOOTLNATIVE CRLLIT UtlIon LEAGUL (LIMITED . /
2 A, Manhattan koaa, .
Xingston §

. ,_ PELEAHE HO; n At U~81
., KQs ", » ALL CREDIT UNIONS
3 RRQMa . o0 v.zuumésn - 'MORTGIGE SERVICES
" DATB: - - 15th BEPTEMBER, 1981 - .
SUBJECT) HOME IMPROVEMENT LOAN

JAMAICK MORTGAGE BANK/U.S. RID.

v

Certain anmendments have been made to the Home Inprovement loan qualifie-

‘cations.

l. Loanso arc avq;lable to Urban and Rural Credit Uﬁions.'f

2. The incowue lxmzt has bean increased to $6,000.00 ‘from $3 000 00‘

3y, The Mortgage Bank will consider loans which have at leant 50\ o‘ the
bnlunce unpald under this ucheme.

4.'Tb; Credit Uﬂion way borrow B5&-of the total loan to members.

$. To apply for a loan the Credit Union neede to submit tpé folloviné_
inforcation: . R oo

c)fuezbera name and accoun{vnumber

b) address of reaidence‘On which iwmprovement wa.s nade : y

c) amount loaned out '[%ES N < g -

éa) a.lture 'of inprovement I ]- AVA’LAB,-E_ DOCUMENT

) Aare paid out and terws of re-paymant.

6. The loan is available to credit unions at 11\ for a Daximum of 10 ysarze.
Crudit Unions may make loans for the maximum period or could re-loan
the money as a revolving fund for home improvement purposes,

In cezerzining thelr need to apply for aflonn, the credit union lbquld

exazine the following '

l. Conslder lony term demand for home improvement funds and'othor loans,

3. The accinistrative costs and the optimum ways of re-lapding ﬁhale tunéi

Jo. Cireidiretion snhould aleo be giver LO cenmure arn oven cesh {lov to

FieVuLT Calubb cath at hand for any prolongod period of time,


http:3,000.00
http:6,000.00

Z
The credit union should consult with-the Lcague boufore applying for the

loan, Ploesec contact the League B0 that we may arrange a meeting with

yourselves and the officiale of the Jamaica Mortgage bank to discuss th
progranme.

Your early response would be dppréciatéd.

x!qd:i.ﬁEJdefativelyf

N, Rodgera, ‘ .
iANAGER - HORTGAGE SERVICES

MR/aw,



ATTACHMENT 2

A THE COOPERATIVE HOUSING FOUNDATION
ﬁ‘&—j A NON-PROFIT ORGANIZATION DEDICATED 10 BETTER HOUSING AND BETTER COMMUNITIES
c HF 2501 M STREET, N.W., SUITE 450, WASHINGTON, D.C 20037 = (202) 887-0700.

c¢/o Jamaica Mortgage Bank, P.0. Box 950, Kingston 5, Jamaica

November 26, 1981

Easton Douglas

Permanent Secretary

Ministry of Construction: Housing
2 Hagley Park Road

Kingston 10,

Dear Mr. Douglas:

In a number of previous conversations a good deal has been discussed
t the desired reorganization of the Ministry's housing apparatus.

abou

1 have outlined some of my tnoughts and have suggested a course of
which 1 believe to be suitable end desirable. 1t is mceant as

what would require closer exemination. particularly
o ee

action
2z working outline of
fror & budpet and personnel resources point of view!:

Should vou nhave any questions OT wish to explore this to some more

advance level, plezse feel free to call on me.

!

\
Pt
} ' O —_
St /:f.-‘\ . *
Raymond Ocasio
Housing Advisor .

Attachments



A PROPOSAL FOR THE REORGANIZATION OF
THE MINISTRY OF CONSTRUCTION: HOUSING

The principal rational for the reorganization of the Ministry of Construvction:

Housing are: N
/

a. to create a more effective and responsive organization, particularly
with a strong component of senior level management at the implementing

level.

b. to create greater flexibilities for program development and imple-
mentation, irrespective of the funding source.

.

c. to promote more effective use of staff and the limited resources.

d. to consolidate related activities along functional lines, specifically
orientating the organization to a functional outlook as opposed to a

programaticc one.

The Ministry of Construction: Housing is presently structured so that a
number of line agencies are recuired to report to the Permanent Secretary.
The irnvolvemnt of the P.S. is so central, some programatic issuses of
cooperation amonp Sister units must awWait a review or approval by the P.S5..
Con51ocr the sitvation of Sites and Services: Sguatter Upgradings the :
marketing strategy for the improved lands requires the collective actions
of the Corsunity Development Division, Estate Manazycment Division, the
Legzl Diviesion and Sites and Services, vet there i no lead unit until the
jdentificd by the P.S.. With issues which do not necessarily cross-

role ic
over cdivisional lines, the P.S. is brought into the decision making process.
These additional duties consume an ever 1ncred51ng portion of the P.S's.

time end teo a degree that of the Minister. e

Provran Development Office and the Operational Manager

The supcested orpanizational structure would create a new role of the

Opcra[;uaul Manaper, ¢ tenior level officer who would assume the daily
veeponoitilities of coordinating and managing the daily affairs of the
operationsl side of the reorganiced Ministry. This new position would remove
the I.S. from the rountine items and allow the P.S. to foucs on policy

and inter-arency matters,

(%4
The Operetional Manaper would anrumce the divect ret ponsibility for the
curtent prograratic fforte of the Mintetry: Jow fnoene houting develop- o
rental houring, estate manapasent, community

Xl

sentr; cerviced dots,
develogrment and etce.,
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goals of the implementing agencies, The same could be said for the

personel side of the equation. A line or unit supervisor may be con-

cern with the hiring of staff but subsequent personnel actions, such as
payroll, attendence etc., are not welcomed and tend to distract from

the programatic efforts. In the suggested model these functions are .
collected in a single unit for the entire Ministry. As such there is nothing
to prevent decentralization where this is warranted. Nevertheless, in many
respects the administrative aspects of the work can be delegated to
administrative assistants or senior secretarial employees, as part of their
normal duties. A small corps of professional personal managers can then
concentrate on broader issues of industrial relations, career development

and job enrichment programs .

The Legal Unit has not come under any serious study and so this sector is
left for those who have greater insight and knowledge. There is the
assumption that the Ministry will continue to be served by a central

and professional legal staff.

Under the present organizational there is a mix pattern of responsibilities
and duties in the area of finance and budgeting. In most cases, a financial
unit is placed within the operating agency. This sub-unit is subject to
directions and supervieion frow the Ministry's Financial Officer. Yet so
diverse is the pattern that checks can be generated frorm meore than the

centrzl finencial unit. Sites and Services, based on the availability of
outside funding has direct assess te the funds under the Corsclidated

Funds and vet therc is little to encourage it te recapture these outside

fund by reimbursement, Current accounting procedures de not lend themselves

te anv real advantage for the placement of this financial mechanism within the
Sites and Services units, especially since no improvecd accountability is
achicved. Sites and Services has a financial staff of nine to ¢leven people
servicing some thirty €ix accounts. The sctivities of these accountt even
with sub-accounting requirements would not generate more than six billings .
per project per yvear. How often is this luxury to be 1tound in the total
organizational network? linder a central financial organization more

effective uss of the personnel could Be achieved. Once epain the central-

ized mechanicm does not prohibit the cecentralization of the work.,

Specialized personnel or specific assignments can be structured.

"‘In the centralized framework, the implementing units nced not be without

access to the financial status of the projects. Iwo actions should be
nstituted : 1) reporting should be desipned to serve the accounting as well
as the programetic needs and 2) the operating units should maintain a

single fiscal apent to assit the ()Fcr::Li(\nnl Manazer in developing and

internalizing the budret process.
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Estate Management

nt functions

Property management, tenant-management relations are importa
inued relationship

within the Ministry. In many respects it represents the cont
of the Ministry with its clients. Unfortunately, the current system
provided little interrelationship in the delivery of the housing product

and the working of the Estate Management Division. Nevertheless, it is )
the errors of the planner 's assumptions or the saving squeezed out by the
engineers that contribute to the obstacles that must be overcome by '
Estate Management in the marketing or upkeep of ali of the Ministry's

work.

By creating a divisdon of Estate Management on par with the construction

and development arms of the Ministry, also sharing the closer and common
ieadership under the Operational Manager, it is intended to produce a

more realistic product with greater effectiveness in the loan term relation-

ship between the Ministry and the clients.

In addition to the traditional roles of manager and caretaker of the
Ministry's property, the division would assume the responsibility for
the collection of all charges for rental and MOC:HG mortgaged properties

(this question of direct or indirect collection is not addressed here, and

is suggested for further study).

4 pew function to be taken on by the division is that of relocation. These
srrvices would be previded in cases of urban reneval, community improvements
programs as well zs during periods of national housing emergencies. It is
intended that the DEM would have an effective control over all-of the

marketing efforts of the Ministry and use these as a prime resource for the

undertaking of relocation efforts.

Cocnerative Housing and Preservation

The Ministry has maintained a Cooperative Housing unit over the years,
however it has not come into full review in this proposal. Kevertheless,
well as housing and community preservation are low

cocperative housing as
budget programs which have tremendous impact and potential within the

hoth of these programs deal witt, the real and

Jorsican cnvironment.
epecifically in

needs of people and their conrunitices,

prechelepical
¢ improve the surrounding vhééh can be contrellled

attenpting to define an
the people themselves. Given the potential of these programs
it ic cupvested that it

and cryanization of the

anc nonared by
and the exivting etatus of the cooperative unit,
be coneidered ar part of the cmerging housing policy

aduminictration, or



Policv, Provurarming and Monitoring

The thinking out post of the Ministry. 1t is pagpested that the Ministry
create and maintain a small but talented cadre of young turk and seasoned

housing veterns to provid~ it with the brain thrust to pursue new and

alternative solutions to .ue “ousing issues. The PIM would assume the role

of researcher and investigator for the Ministry. It would question and examine
as well as the delivery systems thanselves.

the Ministry's policies and practices
to dealing

PP would attempt to provide greater relevance and efficienciesn
with both old and new problems of housing and community. Free from the duties
and responsibilities of the line agency, the PIM can produce a fresh outlook
and contribute to the development of Jamaican solutions to the housing questions,

Minister"s Cabinet

It is intended to provide the Minister with the brosadest possible outlook on
the issues and responsibilities of the Ministry, therefore it is important that
he have frecuent and regular exposure to the leadership and management of

the Ministrv. To this end, it is sugpested that a cabinct be cstablished,

to copsict of the Permanent Secretary, the Chief Adminirtrative Officer, the
the Operational

N

Oificer. the Dirtector of Policy and Irovvavsing,
A

Firanciul
coport and Servicer, the

the Director of Censtruction:Technicd

0 Gperations) Mancper for FPlanning and Sovelopment, the irector of

¢ Manegerent and the Director of Cooperative and Proservation, Tone PLS
€

t
woulc act ac the presiding chalrrman in all matter relating to such iteme as

spende, presvntation of fesuer, proproale etc..

- ] - <
Fermerent Gecrctary o Workine Committed

Much in thc same way that the Minicter wust keep o handle on the broad

{esues 0f the organizetion, so must the PS5, Te ensure this end & working
committee is called for. Trnis will provide the P.S. witnh direct and constant
65 to the line zhiefs. The committee would consist of the Divivional

Y]

as
Directors and the unit chief as well ag the Operational Manager.
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ATTACHMENT 3

ﬂ‘f THE COOPERATIVE HOUSING FOUNDATION
. A NON-PROFIT ORGANIZATION DEDICATED TO BETIEB HOUSING AND BETTER COMMUNITIES
cHF 2501 M STREET, N.W., SUITE 450, WASHINGTON, D.C 20037 (202) 887-0700°

- November 11, 1981

Mr. Easton Douglas,

Permanent Secretary,
Ministry of Construction (Housing),

2 Hagley Park Road,
Kingston 10.

Dear Mr. Douglas:

As a follow up to our conversation concerning the Costs Recovery
Programme for the Squatter Upgrading Programme, I have attempted to outline
my recommendations and some of the analysis that contributed to them. I
hope that this information will prove to be constructive in developing a final

programme. : .
In my analveis the following guidelines were used:-

a) GOJ budget input should be minimized or where
necessary, it would be used to optimize performance.

b) the costs factors to the individual houschold should be
reasonable so that it will be cconomically feasible for
the lowest possible income groups.

c) the lowest pocsible costs should be achieved to foster
further investment in home improvements,

d) any «ubgeidy chould be applicd in the carly years when
the tarcel population will have the greatest need.

Throurhout our analveis, we have assinmed that the target income is
J$3,600 per annum.  Reasonable coste for Jand and the capital improvements
teove been porocd ten pereent of the monthly income, that ic 850,00, Acsuming
an averaee loan of 256,000 per lob with the terms of twenty five (20) yvears al
cloven (11970, oomonthly coct of J805.01 results . Thic represents our base cost,

(Sce Attichment A 1, 2 and 3).

“oo o Water and Sewer reliaded coste should be

Her orpmendation
Diveus s jone to zoelieve thic objective

assumed by the Nabonad Water Commigsion,
shoabd tahe phiee e toly,
Cror et D emgere Y b ol s tian of 0T LG, e osimntely

JEVLLTT0 can b aVloctted toowater relnted coc e which roprerents o wiler charyoee
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of these potential subsidy payment at this time, we would be creating other
beneficiaries whose payment on the debt-free GOJ funds could be used to amortize

the JMB-US AID funds. Specifically, J$10,000,000 invested today would produce

2,500 new scrviced lots (either on vacant or occupied lands: of a scale of development
appropriate to four thousand dollars per lot). A flat rate of J$30.00 per month,

would be charged for twenty five years or on the remaining life of the JMB-US AID loan.
The collections would represent sulficient funds Lo offset the J$52.00 to J$30 - 32.00
per month on our first round of squatter upgrading sites. 1t should be understood that
there are two built-in subsidies in this alternative approach:- (1) land is written off

at zero value and (2) the collectible represent an opportunity of future revenues that are
being committed today to the JMB-US AID loan. Nevertheless, without this investment
scheme, the obligations of the loan would still remain and would have a strong basis

for claiming an increasing share of the government's rescurces. The investment
option has the advantage that il increases government's performance, additional
houschold become beneficiaries and the targeted population is more adequately served with

affordably improved lands.

This inveslment option has the built-in advantage that it can be applied in a
variety of ways and formats so as to produce the most desired outcome. Its diversity
is premised on the value which is placed on the current and future worth of the
government's resource.  (Scee Attachment D)

Once these important issues have been resolved, the critical aspect of
marketing the improved lands can begin., That this will be difficult task is alrcady
appreciated by vou.  As we discussed, a totally integrated approach to the marketing
will require cualified, skilled and dedicated personnel.  This tusk should be undertaken
at the earliest date to ensure that we do not lose a substantial portion of the beneficiaries
or force oursclves into a series of confrontations on this issuce of costs recovery.

As alwayvs, Tam prepared to acsist you in whatever way.,

Sinccerely yours,

| f—\\ A@(z PN

viyond Ocasio
Houging Advisor

c.c, D. M. lavermore - JMB
J. Hielt = US/AID



ATTACHMENT A

Settlement Areas: Capital Improvement Programme

1)

2)

3)

Loan Terms and Obligation

Total Project Cost Covered by JMB/US AID lLoan US$12,500,00
@ 11% interest for twenty five (25) years: US$122,530 - mthly

x 1.78 (exchan;2) = J$218,103 x (12) = JS$2,617,336

Total number of lots to be developed : 3,500

Personal Income PPer Household and Housing Allowimce

Personal Annual Income 83,600 (a) $5,000 (b) $6,000 (c)
Monthly Incomec 300 420 - 500
Housing Allowance (25%) 75 10z 125
Capilal Improvement Allowance

(10%) 30 42 50

(a) Income is bascd on the average wage for commor labourer - $15.00

per day
(b)  Based on Bank of Jamaica estimate of the average wage for central
and local povernment wage carner as of April 1, 1982 (basic wage

85,049 per annum) )

(¢)  Buuced on the median income established under the Home Iimprovement

Propramic.

Projection of Aunual Collections oo Based on Median Income Projections
Coynt begrovcment Allovanee s 12 s L0000 (lote)  annual collection:

Lo Inoeeac Fotrmnt oo O] o Shoetfall

::,0.(0(’/"\ I, Slyv, 000 50,61, 00 (5 10807, L006)



ATTACHMENT A CONT'D

Middle Income Range Estimate

5,000/yr. = $1,764,000

Upper Income Range Estimate

6,000/yr. = $2,100,000

Loan Obligation

$2,617, 236

$2,617,236

Shortfall

o
?

(3853, 236)

($517, 23F)



ATTACHMENT B

Settlement Arcas Capital Improvement Programme:

A) Excludes Water Svstem Costs

Total annual obligations - J$2,617,236
Minus J$ 785,170 = 30% for water costs

J$1,832,066 as GOJ costs
or $43.62 per lot (15%)

Costs assumed by the NWC would be shared by all users under the
system, wtgich number 81,920 (1979 NPA: KSACA, MoBay,Portmore)

785,170 - 9.58/yr. or .80 per month
81,920

In '79, the average water bill was $14.57 per month, therefore, the .80
increase would represent a .05% increas (NPA KSACA)

Excludes Water and Sewer Svslem Costs

Total annual obligation J$2,617,2306

Minus 785,170 = .30% for water costs
Minus 471,102 = *18% of total loan and 39% of affected
projects
J$1,360, 964 as GOJ costs
or £32.40 per lot (11%)

Cost assumed by the National Water Commission would he shared by all the
users within the system, see Option B above for water breakdown; sewers

coste would be shared among 17,619 users (5WPA "7 HSACA).

)2 KA . re f o) -
102 $26.74 per year or 2,238 per month

In '79, the average sewer charpe Was $12.77 per month, so that the 2.20
increase would represent a 17 nerease,



ATTACIHIMENT C

Settlement Arcas
Capital Improvement Programine

Ministry of Construction (Housing) and JMB-US/AID Funds

1) Deferrment of Principal Option

Assumes an annual income of J$3,600.

Currcnt loan requirement (11% - 25 yrs. - 6,000 costs)

$58.51 per mth. (20%) x 120 mths = §7,021.20
.. Average principal sum $6.90/mth. x 120 = $828 paid over 10 yrs.  828.00
.. Adjusted total payment (Payment minus Principal =Interest)
6,193.20 - 51.61 (17%) Rounded off to $52.00 $6,193.20
120 mths
.. Lump Sum payment duc at the end of (he 10th year $§ 828.00

.. Monthly payvments vears 11 to 25 = §56.51

Note: In some casces, the individual houschold will increase their situation
sigmificantly and the burden of carrying on the obligation at this rate
will be a simple one.  Consideration could be griven for a hicher rate.
It is my rccommendation that the rate not be increased bevond the level
required to satisfy the loan oblication and that the houschold be allowed
to dedicute their increased carning power to other pursuit, such as
housing, home improvements, caucation, heualth cte.

2) Deferrment of Principad Option
OWC particihation in Cont Kecovery)

loan requirement (1150 - 20 vee - J085,000) = §£29,41 per mth, (10%) » 120
= §3,529.00

Averave Frincrpal Sam $0045//mth, » 120 = &
o}
Adjucted “Tota] Poooments (avment minee Principal Interest)

J.1n C o
Y (' SO 90 for years 1 throuph 10
L0
Lamp rum cavment dae ot the end of vear 10 -
=

Monthly pavmente venres 11 throagh 20

€3, 115,00

LAron

414,00 ("

20.41


http:6,193.20
http:to$52.00
http:6,193.20
http:7,021.20







Mr. Stanley *{oore Octcber 8, 1981
Cxecutive Dircector
Ja, Co-cparative Crol# Unfon Lecgue Lid,

Plezse Indicate your agrecment with the nbove,
With regards,

Yours very truly,









the loan funds shall not be used to cover the costs attributed to labour
for any of the work undertaken or carried out by the borrower or

his/her immediate family residing within the affected dwelling.



