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13. SUMMARY

The project to restore and upgrade the quality of life of
inhabitants living in the ea:ithquake zone consists of four dis-
crete components for which the Instituto de Fomento Municipal
(INFOM) was responsible for project implementation, including
the contracting of all services, procurement of all equipment
and materials, training activities and evaluation of the pro-
gram. This was a program designed to urgently addaress a na-
tional catastrophe in 1976 but six years later only 43% of the
loan funds had been disbursed. Completion of Municipal Recon-
struction Component is of most concern to Mission given the
large amount of uncommitted and undisbursed funds and
complexities of implementation. The other three components
reflect lesser amounts of funds and in view of recently
demonstrated progress, Mission foresees less difficulty in
fully committing and disbursing these funds. (See Table Below)

14. EVALUATION METHODOLOGY

This is & scheduled progress evaluation as specified in
the evaluation plan of the Prcject Pape:., The purpose of the
evaluation is to determine whether reasonable progress is being
mad~ toward reaching program objectives, to identify obstacles
in the implementation process and to recommend appropriate cor-
rective actions. The data for this evaluation were obtained
from the personal experiences of the Project Committee, inter-
views of INFOM personnel and from reports submitted by INFOM
and privat~ contracting firms involved with project implementa-
tion. The focus of the evaluation is on the overall rate of
progress of INFOM in meeting overall project objectives ana
specific subproject goals.

15, EXTEKNAL FACTORS

Durin, the course of this project, there have been no ma-
jor changes in the project setting that have had an adverse
impact on thke project.

16. INPUTS

Table below (in thousands) provides details on commitment
and disbursement status of loan's four componcnts as of June
30, Yoz, With only minor variations, the data retlects re-
programming of the loan cowpleted in July 1980 prior to the

first USAID extenstion ol TCL ana 7TLD, Reprogramming entallea
refuction ot components ¥ oand C below by $200,000 trom the
original budget ana an 1pciease ol components A ana b by like

amount,



COMPONENT BUDGET COMMITED DISBURSED

A. Municipal Reconstruction

Fund 7,217 5,427 4,546
B. Municipal Enterprises

Fund 113 51 39
C. INFOM Institutional

Development 224 198 180
D. Municipal Institutional

Development 446 182 351

TOTAL 8,000 5,858 5,116

A. Municipal Reconstruction Fund

As of June 30, 1982, AID had committed 100 percent of
the AID loan financing for 86 subprojects completed or under
way. All are scheauled for completioun by September 1982. All
of 10 remaining subprojects will be contracted out in lieu of
using force account construction. Remaining uncommitted ba-
lance of $398,000 under this component for 1INFOM administrative
costs and consulting engineering services will fund such activ-
ities through the extension period, especially extension of
local A&E firm's contract through March 31, 1983. Any surplus
in these line items will be allocated to covering inflationary
increases in the costs of the 10 subprojects to be constructed.

B. Municipal Enterprise Fund

The project will fund physical plant, equipment ana
woraning capital and will account for commitment of the residual
available tunas for the subprojects under this component. AS
of June 30, 1982, only $51,000 had been comnitted under this
component for technical assistance, althougn the two enter-
prises underway (farm equipment rental and cement tloor tile
factory) are suffering trom 1nadequate aaministration and are
in urgent need tor management assistance. The uncommitted ba-
lance of 324,000 unager this component for INFOM administrative
costs and short-term technical assistance will support INFOM's
monitoring ot the tuna as new municipal enterprises come on
stream in 1982,



C. INFOM Institutional Development

INFOM has received AID financing for technical assist-
ance, and for equipment and materials (e.g., data processing)
to bolster its personnel training programs both in house and
overseas, INFOM's current plans are to train two additional
groups of 22 technicians in such courses as public works admin-
istration, programming, and systems analysis at the Universidad
Nacional Autdénoma de Méxizo (UNAM)through 1982. INFOM has also
budgeted $22,000 in its own funds for additional work study and
academic training to supplement the AID financing.

D. Municipal Institutional Development

As of June 30, 1982, AID had committed $182,000 in
technical assistance, direct training costs, and eguipment and
materials (e.g., audio-visual aids) in support of this com-
ponent. However, almost twice that amount had been disbursed.

For the last quarter of 1981 and all of 1982, INFOM
had prepared a training program for two training groups which
will cecver 26 municipalities anu provide training co 130 ad-
ditional municipal officers at a total cost of $330,000 for
which AID has committed AID firancing of $120,000. tThis pro-
gramming leaves an uncommitted balance of $264,000 which will
be programmed for extension of repetitions ot currently plannea
courses to other municipalities. This balance will also be
drawn upon for training of municipal employees in speclalizea
tasks such as slaughterhouse management as slaughterhouses move
to completion under the project.

17. OUTPUTS

A. Municipal Reconstruction Funa

The Project Paper orilginally contemplated 193 public
works such as markets, slaughterhouses, municipal builaings,
ana water and sewage systems.  The municipal services i1nventory
conducted immediately after the carthquake contalned serious
errors in project necas, project cost, ana  priority  which

created the need to reprogram i1n July 1960, The nunber ot
projects was  reduced to Y8 due  to  incteasced  construction
costs. Other GOG tunding was made avallable for a number ot
subprojects climinated trom AID tinancing., ‘he ztatun ol these
projects as of Junc 30, 1982 15 as tollows: 64 worksy were com-
pleted; 23 subprojects are currently under construction; ana JU
works are pending initiation of construction. INEOGHM ' contract

with the engincering Lirm lapsced 1n November lysl,
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22, LESSONS LEARNED

A. Construction subrojects have lagged far behind sche-
dule chiefly due to INFOM's implementation by force account.
Inten:ive USAID discussions with INFOM administration ana Min-
istry of Finance have yielded INYOM commitment to complete re-
maining 8 key subprojects by contract. A review ot the con-
tract system will be requirea to determine 1f the implementa-
tion alternative is more efficient,

B. Various international donors supporting the same Ji-
mited adminictrative structure create a neca within that organ=-
ization to select priorities. Under this project INFOM delayea
initiation ot project activities wbecause 1t wanhted tc complete
several other donor projects betore starting a new one, The
GOG and INFOM di1ia not meet conditions preceaent tor nitial
disbursement until & months after the loan aygreement was
signed, The design and management of subproject construction
was delayed because the on-going other aonor projects  wete
given a higher priority. A.1.D. should work closely with host
country instltutions auring project design to assure that all
partlies are 1n agreement on project goals and the general im-
plencntation schedule,

(R

23,  SPECLIAL COMMENTS OR REMAKRS

Fmphasis or pipeline status detracts from overall 1mple-
mentation. Liotu.sements are only one phase of project/loan
activities., [otal preoccupation with thls phaLe obLCures  ln-
plementat on wroblems 1o host lnstitutlion adaministration, less
costly project components, provision o technical aszsistance,
and achtevenent ol the project purpuise.,



