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13. SUMMARY
 

The project to restore and upgrade the quality of life of
 
inhabitants living in the earthquake 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 adaress 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 a scheduled progress evaluation as specified in
 
tte evaluation plan of the Prcject Paper. 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. ThL data for this evaluation were obtained
 
from the personal experiences of the Project Committee, inter
views of INFOM personnel and from reports submitted oy 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 subptoject goals.
 

15. EXTEkNAL FA CTORS 

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

16. INPUTS 

Table b,-low (in thousands) provides details on commitment 
and disbursement status of loan's four componcnts as of June 
30, 1913 2. With only minor variatlo.S, Lhe data retlects re
programmaing of the loan co,.pleted in July 1980 prior to the 
first US3AID t.xtmsn: on of rIC (nu T[JD. Reprogrammr g entallea 
re-''iction o1 componelLnts 3 dnd C below by $200,U0U from the 
original budget, anai an incL !,v,,t. components A ano by lIKeof 1) 
amount. 
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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 scheduled for completion 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 INFOM 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 ot the 10 subprojects to be constructed. 

B. 	Municipal Enterprise Fund 

The project will fund ph'sical plant, equipment ano 
wor~ing capital and will account for commitment oL the resioual 
avail7ble tunas [or tho! subprojects under thie; component. As 
of June 30, 1982, only $51,000 had been comuitted under this 
component for technical assistance, althougn the two enter
prises underway (farm equipment rental and cement floor tile 
factory) are Mutfering irom inauequate ,duminitration rid aIre 
in urqent net:d for manae1ent as.irtance. The uncommitted ba
lance of $24,000 unuer this component for IN.'OM admini. tra itlve 
costs and short-term Ltechnical ass i ;tance will siupport INFOM'S 
monitoring of the Luna as new municipal enterprises; come orn 
stream in 1982.
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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 Aut6noma de M6xico (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 equipment 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 d training program for two training groups which 
will cover 26 municipalities ano 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. This 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 specializea
 
tasks such as slaughterhouse management as slaughterhouses move 
to completion under the pro3ect.
 

17. OUTPUTS
 

A. Municipal Reconstruction Iuna 

The Project Paper originally contemplated 193 public
 
works such as markets, siaught(.rhouses, municipal builaings, 
ana water and sewage system.s. The municipal s;ervices inventory 
conducted immediately af ter the earthquake cntunta neu.j :;cr ious 
errors in pro3ect neecus, poject cost, :sn(u priority h ich 
created the need to reprog ram in July 19it (). 1 nu:;1l, r of 
projects was reduced to 98 de to i tc I e-ased col:st nct o li 
costs. Other GOG funding wa:s mio. avatlable.or 'I TU:mb,-r ut 
subprojuct:; cilminattd Lrom AID tI. nn(c.:ngy. 'lhe .t Ltu:. oI the:,e 
projects as of June 30, 1982 is- as e] low.i: t.1 work.s wre co:%
pleted; 23 suarerojct, ir, currently utidtr cul:otluction; 1nu1 ]0 
works are pending initi tLion of con:truction. 1dM':; cuntract 
with the engineerinJ lirm lapseu in November 1981. 

http:avatlable.or


constructio'n delays. were due, primarily to problems 
/ encountered ,by IFlOM in c'Arlry~ng out wiork under force account,.

TJhe inefficienci~es of this ':ethod due to INF9M's unwielay pti'r
chasing- pOrocedures, sl~ow; internal appoval pr'oe ,ses for tech- e.w: 

filnarncingKand 6tant's :initianices lq: nan local IME&consul 
unfamilJiar- ,ty with AIZD proc"edures, contributed ',to_ construction 27 
del~ays 0b fiu to wo and ithrfee 'timies that of. origi~nl~os'rc

2.tin tmeab2's oher factors such' 'as mnicipali tie's I:delays > 
in concuriing: with ?subprojects also delayed' su~bproj ect approval
and cons5truto'1;M 

B. mnii~al Eniter~rise Fund
 

SCurrent- 'targets' under this loan comiponet. contemplate<4>
th, nuuain,,f n new municipal enterprise in 1981 and 
onet'.trprise' in, 1982'0 The demand for financing. within this 

'" 

copnn has Inot been~asL great as originally anticipated and 
" 

INUFOZ4 has planned tow reprogram activities to permit the con
<1! struction of more municipal works.,
 

A~previous-OPG laid~considerable groundwork for achie
'4'vement .of,' the loan 11component objectives, On May 31t 1981l,a 

S$232,000 1grant project (OPO) :was contemplated with Acci6n in
ternacional/AITEC to stppot'4NFZ1s 1 Municipal Enterprises Do-
Velopment effort. ,'Under this grant AZTEC and ZIt'Mcompletea, 

3prefeasibility" an esblt tde of potential muni-'cipal enterprises.e 'TWO of these projects 'were funded by INFOH
4"'4."from#w non-AID sources and were i'naugurated.i4e., an agricultur

al machinery rental enterprise and a tile factory,,, other re
sults' of ths rnhave been. production of administative ma
nualsa to assist mun~icipalities, with 'operation of such enter
pises, 'and the establishment of &,a'rural enterprises unit with

i n.. IN FO P I 

As4.2of4"JI4une. , 1902 INFOeM nad trained 29 of itske 
'4per~sonel 
 under this component in areas such as municipal adm

inistration, fiscal policy and' potable water management# In

addition an English language institute was contracted' to allow 
INPOM. technicians to learn, English in order to take advantage
of external training' opportunities*
 

>~D, Municipal Institutional Development 

INVOM has provided training courses to municipal of
fier In the following areass municipal administration# muni-... 
cipal' legislation# ;Euniciopal~ tax' administration,.municipal bua-


Sgeting, accounting principles, administration and maintenance
 
4~~~of public4 services, municipal planning and developmant. As of
 



--

K Decemibe~r 31, 1981, the following~ municipal off~icials had been
tzaine-,, 325 mayors, 99 secetaroe 107 ,treasurers, 142. of-~,y~
f cilg ncag of public ervices and_ 167 municipal workers'
of .different activities. Fromi Januiry and June 1982 an addi

tioal49, muici a mployees participated in the following
training- activitiest 'municipal. treasury 5@Imifai1municipal 

. 

r public~services, otable"'water: and a finIancial seminar. Two 
pr ramsY in-iPrcTial institultional strengthening trained 220' 

-,munlcipal~ officials! 

16. PURPOSE~ 

epuarpose- -. ,to -.-restor anupgrade the-cpacity-ofthe101 municipal" governments. 'inA the earthquake' zone to~?rovide, tile 
local infrastructure and services requir-ed their inhabit,by,: 

Sants. 1'he purpose is to be:accomplished through a program of 
four componnts:, 

1, M~unicipal Reconstruction fund fot financing the repla
cement, repair and expansion of municipal facilities, 

2. M~unicipal Enterprise fund to finance revenue generat
ing municipal enterprises, 

3.0 O Institutional, Development to strengthen the ca
pacity of IFlOM to carry, out the municipal recovery and devel
opment program.
 

4. Municipal Institutional Development to strengthen the 
:administration of participating municipal governments, includ

ing the operation and management of municipal infrastructure, 
The municipal Reconstruction Fund is beindY schedule. with 

only 57of 96 subprojects having been completed. As a resultof a poor municipal services inventocyp the ZOPS was changed
from 200 facilities built and operating to 981. inJuly 1980. 

in the case of the Municipal Enterprise Fund, one major
problem was the constant turnover of counterpar. personnel. As

8 result# only two of the planned subprojects had been compl4t
ad* 
 -

in 19601 INP01 estimated that the country's municipalities 
* needed morie than $ 250 million in,investments to build~ public

infrastructure such as water systems, waste disposal# ana mar-~ 
-ketsL -or~
ar to replace existing inadequate substandard facil
itie A major portion of Kthese-cequ ~coments occur in the area
 
of the country affected, by, the 1976 earthquake. Although ex
teso f h oatuti component under the subject loan
will meet only a Lmall portion of these needs,-they represent
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and~Y' muiialte fo which~ blic

wo.i~rks are plann'ed Or- still underccns tucti ne the *ubect ~>K 
loan,~ Moreove, given -the length of time -to date involved In ,2 j

~ tedai nd: constru~o Of ~h -subprojects', these mui~r
ccip 4llties hav high expectationhs 'that such projects will'-be jij
completed. ' . 

the etnig Loanl TCDs and 2TDDs up,,to 16 months, AID, and
teGOG, will avoid risk of, leaving 'incomplete projectsjthereby

*~itVpexacerbating' rdlations, between ,'NFOW and munioipalitiea, Com-s ..--- plotonJo-;o~thr-bproj ectsiundr=, e -22, 
~ wase tretmenti'~i~ proid the GOG with 'public 'workse models :+-
~it Ican, replica'te with its own resources in t3e'rcommnInities. 



~<-The, USAD, tha~t 
-~-~~~-works by contract will enforoe compliance -with the construction
§~2Y5 timetable and,,-will avoid the yeo implementation delays ex

s- -feels comnpletioni of~the remaining. eight Imajor 

~4~j~-;vperienced in the- past* -

-~The -Institutional Development of INFOM-showed -that -the~
 

training phase, to meet the -planning and management demands of 
- .the project, had not gone wll. Exten.lonA of this component 

institutional activities which have shown positive results to 
-date and give FlbOM -the institutional capability to complete
the-project, 

The Municipal Development component has ex
ceeded the expected ZOPS. INFOM provided technical assistance 

-Institutional 

I to,111 municipalities and trained 840 municipal officials as of-
-

June 30t 1981. Following training of'municipal officials- so
---eral communities have inceae tax, revenues which will be
 

:use dto improve public services in the municipalities.
 

atThe project alone has not beeon the cause of the signif low 
atrecovery- in 101 municipalitias of the earthquak.-af-the 

ffcteda zone. The recovery was also impacted by the massive
input of foreign capital# government assistance-and individual -

>> initiatives immediately after the earthquakv.--
 -

19. GOAL/SUBGOAL
 

- A, The goal of this project is to Orestote and upgrade -the 

quality of life. of -the inhabitants living in the 101 municipal
m
ities of the earthquake zone."
 -

Jobs resulting from construction pro4,,Qts carried out un
der both this project and other activities have provided tem--- orary employment for both skilled and unskillec workers residin. the municipalities in the affecteclarea. The salaries 



received have directly affected the disposable income of the ~ 
~~ indi~vidual~s concerned. 

~ncreased sanitation. through the construction of slaught
~'t z:erhouses, sewerage- systems and water supplies systems, has pro-

Svided the inhabitants receiving the:, servicle, with an, improved
quality of life. 

Training and technical assistance to.local, officials. fo 
ousihg on -,unicipal managnt. improvement:, has caused, better: 
and 'more efficient, local ,govecnment procedures to be put into 

20.* 	BENEFICIARIESA 

Summarized below are the nature of benefits and the. iden-. 
tity 	of those being benefitted. For this interim evaluation no
fur ther analysis was undctaken,
 

PROJECT BENEFZT.- ECONO4IC
 

Tyeof Nature of
 
Subrolect 'Benefit Beneficiary 

Pzblic arket... LOW overhead costs RetailVendr Vr 
Low transport costs VnoFre 

. .Centralized location Vendor, Former
 
Low prices 	 Consumer
 

slaughterhouse . . o trn r cot Fre 

sbsidid plant Former. 
Low prices, Consumer 



ileottrihoation LOW~ cost power toI 

alternate sources 
. 

Vendor..Necessary Input to 
Various enterprises tntrepreneur

VNecessary Input to Appliance Vendors
various appliances and Purchasers

Necessary input to 
......
eecomuniatioi .Community
 

Potable Water Necessary Input to
 
business and semv Utrepreneurs


Primary amenity to Rntrepreneuce.
attractnow business and Community. 



~ ~ PROJECT BENEFITS ECONOMIC 

*Type of Nature ofjU~ ..!. 

Subproiect Benefit Beneficiar 

SPublic Market Centralized4 Meeting Place Shopper, 

Slaughterhouse Better health conditionls Consumer 

Electrification.....£4htiW Comnt 
- ~efrge9iation~ -' Communt 

other~.Appliano ComMunity 

"' r ublic Lihing Community 

Potable Watr<. Improved Public Health Community'

Convenience Housewives 
 . 

Sewer and Drains ImproveidPublic Health Community
Prevent Land Uncion Community
 

Municipal Buildling.Civic Pride Community.

Political Particip. 

... 

community
 

Garbage Collection Improved Public Health Community 
 K 

T!raining of Muni- ImpcovedLocal Government Community. . 
cialPrsnneml
 

21.. RKUMXA*N3 EJ?8 

University students were hired at lower salary levels 
and through on-site resea rch and work#. had become. competent 
municipal, administrtion advisors Due to the inadequate so
larystruoue'O ZNM and the lack of Incentives, many stu- -dents are graduating and are seekiing better employment with the

private sector# leavinq gaps In the municiIpal management,

saff*..Since the municipal institutional development component
exceeded project design expectations# such turnover will not. 
seriously affect project operations. Hlowever the permanent4! 

expansion of UWNIS capacity to provide technical assistance
anotraining to municipal gvrmnsmay not be realized. 
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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 IJFON administration ana Min
istry of Finance have yielded INFOM commitment to complete re
maining 8 key subprojects by contract. A review ot the con
tract system will be requiLea to determine it tte implerenta
tion alternative is more efficient. 

B. Various international donors supporting the same li
ited administrative structure create a n'ico withir. that organ
ization to select priorities. Under this project INIFOM delayea 
initiation ot project activitieS oecaii.s, it wurited to coriplete 
several other donor projects betur.e starting a new one. The
 
GOG anu INFOM dia not meet conditions preccount [or :nitial 
disbursement until 8 months after the loan iqrecment wa s 
signed. The design and management of subpro3ect construction 
was delayed because the on-going other aonor prolectr wett
given a higher prioity. A.1.D. should work closely wi th ho;t 
country institutions uuriny project de.siyn t) assure theft all 
parties are in agretmInLrnt on project goals anu the general imt
ple.;cnta tion sceuu l . 

23. SPE CIAL. Co:!.!'Y'' l <].A K 

phasis ,;lcIT),z e s;ttus detracts from ov rall imple
mentat ion. 1- L,.:',n.L. are only one phase of ;oje-c t/loan 
activiti,-:. "L)i L e cc';il Ion with thi!; o,.S i.mo oiscurt. 
plementat:, ,i , lust institution On,III.11Ai.trLIt leSS 
costly pruj,-rt fit. p1)L ( V, 1O.' 11n 0 L tQcnI c l ,I :;I _ance, 
and c ee~t uLte I)UJe:Ct po*rpu:t.: 


