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A. Introduction
 

The major task of planning the immediate action program for 
the reconstruction of Managua is now completed and the early 
stages of implementation are underway. The bulk of external 
financing for the reconstruction has been authorized and detailed 
engineering for projects is beginning. The assistance provided 
under the original PROP was heavily concentrated in the planning 
area and, as noted below, contributed significantly to the 
success of the GON reconstruction planning effort. Funding for 
planning related technical assistance was largely completed under 
the original PROP and Revision No.1 of June, 1975. This PROP 
revision reflects a shift in our empnasis from planning assist

ance to project and program management and implementation. This
 
does not represent any deviation from the basic project design,
 
but is, rather, a recognition that the highest priority task now
 
1acing the USAID and the GON is the rapid implementation of a
 
very large, -dell planned effort to create a new, safer environ
ment for the people of Managua and that this task requires dif
ferent skills than the initial planning phase. Thus, the remain
ing assistance to be provided under this project will be con
centrated on strengthening those GON agencies responsible for
 
the implementation of the Immediate Action Reconstruction Pro

gram.prepared under the initial phase of this project.
 

The background and rationale for the project, which was
 
discussed in the original PROP remains fully valid and is not
 

repeated in this revision. The revised project outlined below
 
defines the limited additional technical assistance requirements
 
of the Vice Ministry of Urban Planning (VMUP), the major re

cipient of assistance in the initial phase of the project, after
 
the first sixteen months of experience with foreign technical
 
assistance and describes the technical assistance needs of the
 

GON agencies involved in implementing the reconstruction efforts
 
being financed in part by AID loan 52h-W-029 (Urban Sector Loan
 

-- Managua Reconstruction) --principally the Ministry of the
 
National District and the Ministry of Public Works. The Ministry
 
of Labor, whose functions, while not directly contributing to
 
the implementation of Loan 524-W-029, are nonetheless important
 
to the overall success of the reconstruction effort, will also
 
receive assistance under this project extension. During the
 
implementation of the project, USAID/Nicaragua will continue to
 
work with the cooperating GON agencies and draw on the expertise
 
of the U.S. and third country (primarily from other Latin
 

American countries) advisors in programming the assistance which
 
will be required for reconstruction and related development
 
during the remaining two years of the project.
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B. Major Reconstruction Steps Since Original PROP
 

Considerable progress has been made in the reconstruction
 
effort since submission of the original PROP for this project.
 
Activities under the original Emergency Reconstruction Program
 
Loan (524-L-028) have been virtually completed and have success
fully provided Managua with improved traffic arteries and
 
traffic patterns, better drainage canals, bridges, two new and
 
one completely reconstructed hospital providing treatment
 
facilities for more than 700 in-patients, and selected high
priority public buildings. In addition, loan-financed demoli
tion and rubble removal operations have eliminated one of the
 
worst aspects of post-earthquake Managua, the ever-present ruins
 
of the completely destroyed central city core. More than 800
 
new classrooms have been constructed in Managua and another 132
 
repaired with financing from the 1973 Education Sector Loan
 
524-L-027 to replace part of those destroyed in the earthquake.
 
Two major AID reconstruction loans have been signed --the $15.0
 
million Low Cost Housing Loan (524-L-030) and the $30.0 Urban
 
Sector Loan-- Managua Reconstruction (524-w-029). The final
 
$10.0 million of this latter, which was authorized by AID/W
 
in August, 1975, will be incorporated into an amended loan
 
agreement in October, 1976.
 

As is noted in Sections D and F, below, the GON has now
 
completed planning for its Immediate Action Reconstruction
 
Program and has completed much of the work for a longer range
 
General Development Program for the continued reconstruction
 
and future development of Managua.
 

C. GON Financial Performance
 

Although revenues still fall well short of the country's
 
relatively very large reconstruction investment needs, the
 
1974 revenue position of the Central Government was excellent,
 
having a 45% increase in collections from 1973, with the 1975
 
collections projected to more than maintain this level. This
 
increase can for the most part be attributed to import tax
 
collections and sales taxes, which increased by 67 and 39%,
 
respectively, and which together account for 66% of the total
 
increase in collections. In addition, income tax collections
 
performed better than expected with an increase by 39%.
 

Revenue projections for 1975 prepared by the GON budget
 
office indicate an increase of about 5% in 1975. This latter
 
increase takes into account the GON tax reform annotinccd in
 
December 1974, which substitutes sales and income tax increases
 
for the emergency export tax which terminated at the end of
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1974. The tax reform is also intended to unite many small taxes
 
into one general sales tax in an effort ts improve efficiency
 
in collection. A projected increase in earmarked taxes is re
lated to muricipal taxes which formerly were not included In
 
central government accounting.
 

As expected, current expenditures have increased nearly
 
as rapidly as current revenues due to public employeeb' demands
 
for salary increases to offset rapidly rising prices and to
 
the increasing pace of reconstruction activities. During 1974,
 
current expenditures increased by 4% over 1973. Major items
 
affecting the increase were the purchases of goods and services
 
and Current Transfers to the Public Sector, bo'n of which were
 
earthquake related and involved, at least in part, inventory
 
replacement. The increase in salaries was necessary to compens
ate for inflation during the post-earthquake peiod.
 

Although the GON's Five-Year Plan (1975-1979) calls for
 
a limit of 7% on annual increases in current expenditures, the
 
adjusted 1975 Program Budget indicates an expected increase of
 
18%. In addition to a significant rise (70) in interest paid
 
on external borrowing, consumption expenditures (salaries,
 
goods, services) are expected to increase by some 10%, reflect
ing expanded public sector activity and continuing inflation.
 

The investment budget continues to be the most significant
 
increment in post-earthquake sector activities and it is clear
 
that capital expenditures will have to continue to increase
 
significantly to meet the country's reconstruction and develop
ment needs. It is in the management of this portion of the
 
public sector activities that the GON most needs technical
 
assistance in order to permit ongoing and additional recons
truction and regular develnpment progrL7'! to proceed smoothly.
 
Aside from the large element )f indirect financing through
 
loans from the Ministry of Finance to government banks and
 
public utilities agencies, the larges share of 1975 public in
vestment will finance, inter alia, the construction of public
 
offices, highways, urban infrastructure, housing, urban sub
centers and transportation facilities.
 

Actual GON capital expenditures for 1974 were C$885 million.
 
Real investment in that year soared by 77% over 1973; ihile
 
financial and indirect investment increased by 73.5% (see
 
Table I below). Financing loans (C$550 million), foreign
 
credits carried over from the previous year (C$265 million),
 
and a surplus of C$464.4 million in the 1974 budget. A new
 
commercial loan (C$210 million) contracted by the central
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government will go to the Housing Bank for relending and is
 

expected to be drawn down In 1075.
 

Current expenditures for 175 are estimated ,,t C$l,oh.0. 
Projected real investment is expected to increase by 72.6% to 
C$393.5 million and financial investment is projected to drop 
slightly, even including our arbitrary addition of the C$210 

million for the Housing Bank. 

Based on the GON's projections for the Five-Year Plan
 

as presented to the international agencies in 1974, we would
 

expect tie GON investment budget to at least maintain, and
 
probably exceed, the 1974 budget level during the period
 

through 1978.
 

TABLE I 

CENTRAL GOVERNMENT REVENUES AID EXPENDITURES 

Actual 1 Actual 1974 Budgeted 17
 

1973 1974 1974 1973 1975 E 1974
 

Current Revenues 925.5 46% 1,349.9 46% 1,416.7 5%
 

Current Expenditures 613.8 17% 885.5 44% 1,044.0 18%
 

Capital Expenditures 536.3 38% 884.9 65% 1,101.5 11%
 

a) Real Investment 129.0 12% 227.9 77% 393.5 73%
 

b) Financia3 and Indirect 332.3 576.7 576.42/
Invest~l_ 	 47% 71% 

c) Amortization 	 75.0 60% 80.3 7% 131.6 64%
 

E = Estimated 

1/ 	Includes capital transfers and government loans to public
 
banks and autonomous agencies.
 

2/ 	 C$210 million has been added to published 1975 Program
 
Budget line items for Financial and Indirect Investment
 

to account for recent US$30 million Commercial Loan.
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D. Progress and Problems In Project Implementation
 

1. Summary 

Progress resulting directly and indirectly from the
 
technical assistance provided under this project during its
 
first sixteen months of implementation includes: (1) the
 
formulation of a reconstruction strategy approved by the
 
President of Nicaragua and completion of the Immediate Action
 
Plan for Reconstruction which was submitted to the USAID on
 
May 23, 1975 in satisfaction of a condition precedent to dis
bursement of Loan 524-W-029. This plan establishes the prio
rities and time schedules for the work to be accomplished
 
during the life of the loan project; (2) Work is also nearing
 
completion on restructuring the very strict emergency building
 
code established shortly after the earthquake; (3) The VMUP has
 
been able to expand its staff from less than twenty professionals
 
eighteen months ago to some 115 Nicaraguan professionals (and a
 
total staff, including technical and clerical personnel, of more
 
than 700) and has drawn on the closely coordinated technical
 
assistance provided by AID, the UYDP and the OAS to train and
 
prepare them for the demanding tasks ahead; (4) Initial efforts
 
to improve the management and administrative capacity of Mana
gua's municipal government are well underway. While emphasis
 
is being placed on improving revenue collections to provide
 
financing for the g-eatly expanded reconstruction related acti
vities, the Minist r of the National District has accepted the
 
contractor's recomaendation for a complete reorganization of
 
the Ministry; (5) Work is now in progress under an AID-financed
 
contract to improvc LIhe cash budgeting and payment procedures of
 
the Ministry of Finance to permit the GON to more promptly meet
 
its obligations to the large number of contractors required to 
carry-out reconstruction programs; (6) The GON has accepted the
 
recommendations of tn AID-financed PASA advisor to establish a
 
new employment service within the Ministry of Labor to enable it
 
to project reconstruction manpower requirements and to plan
 
training and development programs to assure that adequately pre

pared workers are available.
 

The additional technical assistance proposed for financing
 
under this PROP revision is expected to yield further results
 
in increasing the capacity of GON executing agencies to plan,
 
program and effectively manage implementation of the greatly
 
expanded public sector investment and public works programs re
quired for reconstruction and continued economic and social de
velopment in Nicaragua.
 



-6

2. Discussion
 

As was noted in the section of the original PROP entitled 
"Method of Operation" (see page 36), the central responsibility 
for implementing the project was to rest with the GON. This 
philosophy has been followed rigorously in the implementation 
of the project, with GON implementing agencies negotiating all 
contracts and handling all phases of contract administration. 
While we hoped, at the time, that such an arrangement would 
lead to a closer relationship between the GON agencies and their 
foreign technical advisors, the decision to place full contract 
responsibility in the hands of the GON was based primarily upon 
the fact that the USAID had only limited management resources 
and would be unable to provide the logistic support required 
for such a large number of foreign technical advisors. The 
Mission had no furniture available beyond that required for its 
projected direct hire staff and no funds programmed in its 
operating budget to procure additional household equipment. 
Our limited motor pool was barely sufficient to service the 
needs of our direct hire staff and our storage facilities and 
maintenance capabilities were already overtaxed. Thus, it was 
decided that all contractors under this project would have to 
be completely independent of USAID support. 

Our experience with project implementation indicates that
 
while this decision was taken on the basis of management im
perative, it yielded, in practice, important dividends in the
 
form of increased impact from the services of the foreign tech
nical advisors. The foreign advisors have, in virtually all
 
cases, adapted themselves to the situation in the recipient
 
agency and have become a part of a technical assistance team 
responsive to the needs of the recipient without any complica
tions arising from a secondary allegiance to the USAID or 
Embassy. Any problems that have arisen in the execution of 
their contracts have been worked out by the advisors with their
 
employing agencies without recourse to AID's intervention.
 
This has had the effect of avoiding much of the friction and 
misunderstanding that can arise hetween contractor personnel, 
USAID, and the recipient host country entity when all three 
are involved in contract administration. We believe that this 
arrangement has lead to more harmonious relationships between
 
advisors and counterparts and has contributed significantly to 
increasing contractor effectiveness.
 

The foregoing is not to say that the benefits derived
 
from this method of operation were without certain costs. For
 
example, it is clear that the choice of host country contract
ing over direct AID contracting resulted in initial delays in
 
project implementation. This was due, in part, to the need to
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develop contract formats that would be mutually acceptable and 
satisfy the requirements of both AID regulations and Nicaraguan 
law. Then, additional time was required to locate suitable 
candidates for advisory positions (see additional discussion 
below on recruiting problems) and instruct GON project managers 
on prudent contract negotiation practices. All this did, of 
course, take considerable USAID staff time initially lust to 
move project implementation forward at the admittedly less than 
optimum rate achieved. However, GON personnel have learned 
rapidly and each successive contra ,has required less USAID 
staff time than the last. We have now reached the point where
 
little more than review and approval of each contract action is
 
required. Our conclusion, then, is that the additional staff
 
time and effort required initially by our decision to utilize
 
host country contracting mechanisms was fully justified and
 
that it has resulted in overall savings in operating costs to
 
the USAID while yielding more effective project implementation.
 

While much of the delay in initial implementation of the 
project can be Dscribed to the time required to develop and 
institutionalize improved contracting procedures (see Annex II,
 
P. 5), other factors also contributed to the delay. In fact, 
the schedule shown in the original Project Input Table (pages 
30 through 33 of the original PROP) was out of date at the 
time we received AID,'d's final project approval In iid-March, 
more than six weeks after the PROP was reviewed !nWashington,
 
since the schedule has been based on PROP approval by the end
 
of January. However, perhaps the most serious delay from the
 
standpoint of AID prcvided inputs resulted from the very long
 
time required to locate the key principal advisor to the Vice 
Minister of Urban Planning. Since this was felt to be the most 
important foreign advisor position, considerable care was taken 
in developing the terms of ef'erence for his contract and in 
establishing tie criteria fo)r his selection. Then, from among 
the many applicnnts for the positLion, some seven were selected 
for personal interview by the Vice Minister, who then experienced 
some difficulty in making a final selection. The individual 
selected -- a recognized authirit in urban and regional plan
ning in U.S. a)cademic circle-s, but with extensive field ex
perience in Latin America-- has proven well worth the delay in 
the selection process. 

An initial problem i,'a: ihe insistiance (of11h( Vice Minister 
of Urban Planning that. the Vice Ministry's3 advisors should be 
contracted on an individual personal service, contractor basis 
rather than contracting with a single firm or group of firms to 
provide all the assistance tio be financed with AID funds. He 
felt strongly that individual ndvisors would be more responsive 
to the needs ,of the GON without a home office supervisor to 
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worry about. The Vice Minister wanted, at all costs, to avoid
 
being handed the "formula solutions" that contractor home offices
 
are so fond of prescribing. He felt, and we have to agree,

that a few delays because of recruitment and selection of
 
contractors on an individual basis would be acceptable if
 
improved results could be obtained.
 

Another major problem that confronted the GON and USAID 
in obtaining the services of foreign advisors on a timely basis
 
was the difficulty in locating fully qualified professionals
 
in the United States who could also speak the Spanish language.
 
Because delays of one to four months were being encountered in 
obtaining critically needed foreign expertise in the early
months of project implementation, the USAID sought and obtained 
a limited waiver from the Assistant Administrator for Latin 
America of the source and origin requirement for six of the
 
positions allocated to the Vice Ministry of Urban Planning.
 
The waiver permitted us to obtain the services of advisors
 
whose country of residence was one of the other Latin Amprican 
countries. We expect to encounter the same kind of difficulties 
in carrying out the implementation phase of the project that we 
are now entering. However, in this phase, the problem could be 
even more critical than initially since we may have to respond
quickly and flexibly with short-term advisors to meet the needs 
of specific situations involving disbursement of large amounts 
of AID loan funds. The time delay involved in obtaining waivers 
for specific positions could, in many cases, create additional 
problems. We are, therefore, proposing that approval of this
 
PROP revision constitute a waiver of source and origin of tech
nical advisors to permit us t,, contract for up to one-third of 
the total number financed by the PROP revision from other Latin 
American coiuntries, excludinC, Cuba, in addition to the United 
States. This should permit us. to avoid unnecessary delay and 
paperwork in project implementation. 

Other significant delays have occurred in the recruitment 
of experts originally to be provided by the other international 
agencies participating in the project. Particular difficulty 
has been experienced by th UWDP in obtaining the services of 
qualified advisors. While the UPTDP has been able to provide 
seven of the nine long-term advisors originally programmed, 
they have yet to fill the important positions of Traffic and 
Transportation Advisor and Tnfrastructure Planner. 

The OAS was able, iniftially, to respond more quickly than 
either AID or the UNfDP. Hoever, their ability to provide
continuing long-term technical advisors has been somewhat less 
than expected originally. We have been advised that this dif
ficulty is due to budget sho'tfals within the OAS departments 
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in Washington and does not indicate any downgrading of the
 
importance of the assistance originally programmed in achiev
ing the objectives of the project.
 

Other changes in project design and method of implementa
tion are worth noting. Pages 36 and 37 of the original PROP 
indicated that. the technicnl assistance to be provided to GON 
entities other than the Vice Ministry of Urban Planning would 
be managed by the Office of Coordination and Implementation of 
the Ministry of Finance, the CON entity responsiblL for 
administration and implementation of AID loan financed reconstruction
 
assistance. However, after careful review with USAID Capital
 
Development Office personnel. subsequent to PROP approval, it was
 
decided that the additional burden involved in managing a grant
financed technical assistance package that would be governed by 
a different set of regulations and requirements than were ap
plicable to loan financed projects might prove too great a 
burden on the Office of Implementation at that time. After 
carefully consideriaig the alternative of utilizing AID direct
 
contracting procedures, the USAID approached the Nicaraguan
 
Central Bank (universally recognized as the strongest, most
 
efficient agency in the Nicaraguan public sector) to determine
 
its interest in performing this function. After some negotia
tion, a project agreement was signed with both the Bank and the
 
GON's National Emergency Committee for the implementation of
 
the technical assistance to be provided to GON entities other
 
than the Vice Ministry of Urban Planning. A supervisory com
mittee, composed of representatives from the National Emergency
 
Committee, the Central Bank and the USAID, was established to
 
monitor project implementatilon and the Central Bank assigned
 
one full-timc professional ,employee together with a secretary 
to manage the day-to-day operation of the project. While it 
was originally intended thni the supervisory committee meet 
formally on a regular basis, two factors mitigated the need for 
this practice being followed rigorously. First the National 
Emergency Committee representative to the comittee is the 
Secretary of the Presidency -- the senior Nicaraguan Cabinet 
Minister and Chairman of the National Planning Council-- with 
whom it is frequently difficult to arrange meetings due to his 
very heavy schedule and ihe frict thai he is on instant call to 
the President. Second, thi: P8rt of the project has not yet 
become so complex that it cannot be effectively monitored on a 
more informal basis. Consequently, the USAID Project Manager
maintains very close working relationships with the Central 
Bank Project Manager, which perinits project implementation 
problems to be srferaced immeditely. Those requiring resolu
tions by the project committee are discussed with the Secretary
of the Presidency by telephone and resolved quickly. Our ex
perierce to date with this method of operation has been generally 
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good although we would expect. to modify it somewhat with the 
approval of the additional assistance requested in this PROP 
revision. Clearly, the additional scope and complexity of 
the assistance outlined herein will require a more formalized 
approach to project monitoring. We would, therefore, expect 
to request the GON to name an alternate representative to the 
project committee who will be more readily accessible and able 
to devote additional. time to the task. In any event, we would 
expect to continue utilizing the services of the Central Bank
 
as the implementing agent for this portion of the project.
 
Accordingly, funds have been included to finance the cost of
 
one Nicaraguan professional and a secretary to be employed by
 
the Central Bank for this purpose.
 

In the initial Project Paper, funds were approved to
 
finance salary supplements (topping-off) for architects and 
engineers to permit the GON to employ a sufficient number of 
qualified professional employees in these two important fields. 
It was hoped that through such a device the GON could pay com
petitive salaries and attract professionals from neighboring
 
countries and the U.S. to fill existing position vacancies and 
additional requirements for the development of reconstruction
 
projects for which Nicaraguan architects and engineers were not
 
available. However, the PROP approval message indicated that
 
it was AID/W s desire that any such financing be only temporary
 
and not extend beyond the initial project funding period.
 
After careful review, the USAID decided that the initiation of
 
such an activity for only a period of some 12 months with no 
possibility of additional financing thereafter would probably 
create more difficulties than it. would resolve. Consequently, 
it was decided not to underiake any program of topping-off for 
Nicaraguan Government professioral salaries. 

Assistance to the Mini sr. c of Finance in improving 
financial operations has been provided through a contract with 
a U.S. consulting firm. The USAID's original estimate for the 
level of effort required (.ix months) was revised upward during 
the process of Jointly developinfg with the Ministry of Finance 
a scope of work for the contract. A total of twelve man-months 
was required at a cost of $'N,038 under a contract with Sander
son and Porter, Inc. of New York. 

Management assistance was providled to the Ministry of the 
National District under a $,)1,,(O contract with the firm of 
Peat, Marwick, Mitchell & Cc). The assisance included an assess
ment of the overall organi'a, 1n structure of the Ministry of 
the National District togetlior with concentrated assistance to 
improve the Ministry's revenue eollection procedures in order 
to increase Elie National Di.s!iict',; revenues and thus enable it 
to be better able to affo.rd snm.e of the additional costs related 
to reconstructint, the city ',f Managa. rlijs assistance has re
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suited in what appear to be excellent recommendations for the
 
complete reorganization of the Ministry of the National District
 
together with new operating procedures and manuals for the
 
management of collections -inlhe Ministry's revenue producing
 
departments. Additional assistance is programmed under this
 
revision to permit implementation of the recommendations on
 
reorganization. (See Annex V).
 

The USAID and the GON are now in the 'process of
 
selecting and contracting with a qualified expert in public
 
works management to provide the assistance originally program
med for the Ministry of Public Works.
 

Assistance to the Ministry of Labor in the field of man
power planning for reconstruction had originally been program
med at six-man months. However, a subsequent in-depth analysis 
performed for the Mission by an expert from the U.S. Department 
of Labor indicated that the Lask was more complex than originally 
anticipated and wold require somewhat more assistance than had 
been progranmed. Thle U.S. Department of 1,nl)or recommendations 
(see Annex VI) suggested the need for the establishment of a 
new major entity within the Ministry of Labor to carry out the 
functions indicated. The GON accepted the recotmendations as 
provided and has made available budget reso :es to accomplish 
the reorganization required. In view of the strong GON interest
 
in revitalizing a traditionally weak Labor Ministry so that it
 
might play a more effective role in the process of reconstruc
tion, and 'heir appointment of a dynamic, capable young Labor 
Minister in December 1974 to accomplish this task, the USATD 
decided to cooperate with the (ON in this endeavor to the fullest 
extent possible. Consequenatl,, funds were allocated to finance 
th( initial year of a resident. PASA advisor together with two 
short-term specialists for four man-months and financing for 
short-term training in Puer to lico for six officials of the 
Ministry who would return i< assume key positions in the re
organized Ministry.
 

Assistance programmed in the oiginal 13OP for the Ministry 
of Economy in public transpoclntioni was postponed to make funds 
available fur T~he additional assistance to be provided the 
Ministry of Lator. While suich assistance is still considered 
of long-range importance for the future development of Managua, 
the construction related i:ecl iical assistance programmed above 
for the executing agencies h-s been assigned a higher immediate 
priority by the USAID. We will, therefore, assist the GON in 
trying to locate another funding source (perhaps the UNDP) for 
this activity. However, should we be unable to locate other 
funding and should one or more of the activities programmed for 
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immediate funding not be required (an unlikely event, but pos
sible), we would propose to utilize the funds thus available to
 
finance assistance in improving public transportation facilities
 
and services.
 

The assistance originally programmed for JNAPS was deleted
 
on the basis of information provided that the GON was obtaining

similar assistance from the ITNDP and through a direct contract
 
with a U.S. fi ,mutilizing its own resources.
 

E. Changes in Logical Framework
 

The original logical framework for the project has been 
revised to conform generally with the recommendations contained 
in the evaluation of the project by William Mann, LA/DR, com
pleted in June, 1975. 
 In general, the revisions serve to
 
clarify and expand on specific points contained in the original

project logical framework. As such, these revis:ions do not 
represent any significant redesign of the -projec;, the original 
design of which remains valid. 

The original goal statement is retained without change. 
However, the first measure )f goal achievement has been revised
 
slightly to incorporate the names of the principal GON planning

documents either already produced or 
in the process of produc
tion. Likewise, the corresponding means of verification has
 
been revised to include the names of the specific documentation
 
to be reviewed in verifying goal achievement.
 

The pro.ject pu-prose staleid in the original PROP remains 
unchanged. The "EZd of ProAio! Status" has beensection revised
only to include the names ef specific planning documents to be 
prepared during the life of 1ie project. No clanges have been 
made in the "Mens of Verritcat.Inn" or in the "Assumptions for 
Achieving Purp,,se" sections. 

The "Pta I ernn of Th'' Outputs" n)t. sectI. has been revised 
to include the ourren' names ,o specific planning documents and
the project nnmputu (//7 in th, original PROP) related to the un
implemented m:l ary supplemeni. ("topping-off") component has been 
deleted. Completely new seect i,ns have been included for "Output
Indicators" and "Means of V'u'I.i'ention" under End of' Project
Status. These sections indicate, as appropriate, specific 
target dates fir events to be rice ompciished and the increase in 
activity expected to be acilleved. 

The "Pr)JecL Inpats' see Lion has, of course, been completely
revised to refl],ct pro,iect _§ ivities to date and the additional 
activities proposed for fnincing under lthis revision.PROP 
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F. CON Implementation Structure
 

Stated in its most basic terms, our primary objective in
 
this phase of the project is to support implementation of the
 
GON's reconstruction program for Managua, the major portion of
 
which is financed through AID loan 524-W-029 and related CON
 
counterpart funds. AID's contribution to this effort amounts to
 
$30.0 million with the GON contributing an additional $40.0
 
million to the total program cost of $70.0 million. The com
plete description of this reconstruction program is contained in
 
the Capital Assistance Paper for the above loan which is avail
able in AID/W as document No.AID-DOC/P-2049, dated June 14, 1974.
 

One of the principal conditions precedent to Loan 524-W-029
 
was that the CON complete and publish an immediate action im
plementation program for the reconstruction of Manatu2. This
 
plan, which corresponds to the first stage of Managua's reconstruc
tion, was completed largely through the efforts and assistance of 
the foreign technical advisors provided under the present project 
to the Vice Ministry of Urhan Planning, was delivered to the 
USAID in late May, 1975. The original plan allocates $33.0 
million to construction activities ($19.0 million counterpart 
and $14.0 million loan funds), $15.0 in CON counterpart funds for 
the acquisition of public lands, $5.6 million ($2.8 million each
 
from loan and counterpart funds) for A&E services, supervisory
 
services, national reconstruction planning and special studies;
 
and $6.4 million to establish a special small industry credit
 
fund to provide credit and technical assistance to small business
men affected by the earthquake and to small industrial and com
mercial enterprises important to the process of reconstruction. 
Since submission of the Imnedi ate Action Reconstruction Program 
(PRAI), AID/W has authorized the final $]O.O million contribution 
to the immedite action recaOnstruction program with $6.0 million 
allocated to health and environmental sanitation projects with 
the remaining $4.0 million divided between construction activities, 
A&E services, and special studies. 

Implementation of the ambitious Immediate Action Reconstruc
tion Program is a task of unprecedented magnitude and complexity 
for the CON. Not only is the si-. of the program well beyond
 
any previous GON experience, it's successful implementation will 
require the efforts of more than 10 distinct and different GON 
entities working in close c ordination with each other to plan, 
develop, design, contract for andsupervise the implementation of 
massive construction and credlt programs. To accomplish this 
complex coordinating task, the GON has established an extensive 
coordinating structure consisting of the following institutions: 

1. The INigh Level Reconstruction Connittee (CRAN); 
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2. The National Planning Directorate (DPN);
 

3. The Ministry of the National District --Vice Ministry of
 
Urban Planning (VMUP);
 

4. The Ministry of Finance --Office of Coordination end 

Implementation (0CI); 

5. The Executing Agencies (various);
 

6. The Inter-Agency Coordinating Committee; 

7. The Committee of Executing and Coordinating Agencies.
 

The High Level Reconstruction Committee is headed by the
 
President of the Republic and composed of the Minister of Finance,
 
the Minister of Economy, the President of the Central Bank, the
 
National Planning Director, the Minister of the National District,
 
the Vice Minister of Urban Planning, the Director of the Office
 
of Coordination and Implementation, and the Director General of
 
the National Budget. The Comnittee's function is to establish
 
guidelines and policies for reconstruction programs and to give
 
final approval to such plans.
 

The many functions for which the Directorate of National
 
Planning (DPN) is responsible include, in addition to national
 
economic studies and plans, the review and evaluation of the
 
capital and operating budgets of the autonomous agencies and
 
the review of the technical assistance programs of the inter
national agencies. The DPN serves as a member of the Inter
agency Coordinating Commnittee for the Immedlate Action Reconstruc
tion Program. 

The functions of the Vice Mini stry of Urban Planning (VMUP) 
of the Ministry of the National District include the following: 

1. Short, medium and long-term urban planning and the 
studies necessary for the reconstruction and integrated urban
 
development of Managua.
 

2. Formulation of policies governing land use, traffic &nd
 
street patterns, and the location of community facility instal
lations.
 

3. Enforce compliance with Nicaraguan anti-seismic construc
tion regulations and assure that adequate seismic zoning and land 
use requirements are placed in practice in the reconstruction and
 
future urban development of Managua.
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4. Continuing review and updating of the Immediate Action
 

Reconstruction Program (PRAT), in conjunction with the elabora

tion of a General Plan for Development (PGD). The PGD will be
 

flexible in the short and medium term and be responsive to the 

future necessities and variables of planning for the Managua
 

metropolitan system.
 

5. Identify and process those projects that will further the
 

policy of deconcentration in the reconstruction of Managua.
 

Establish priorities for those projects included in the PRAI and
 

review and approve all those activities necessary for their im

plementation.
 

6. Prepare the capital budget for the PRAI and develop, on 
an annual basis, the packages of reconstruction projects to be 

financed with resources of the Government of Nicaragua and funds 

from the AID Loan 524-W-029 during its life. 

7. Develop criteria for the acquisition of the lands neces
sary for the construction of infrastructure and public facilities
 
within the reconstructed city of Managua and its immediate area.
 

8. Develop and implement mechanisms for evaluating the re

construction program and related activities.
 

9. Serve as a member of the Inter-Agency Coordinating Com

mittee for implementation of the immediate action reconstruction 
program. 

In summary, then, the Vice Ministry is the principal CON 
entity responsible for the physical, socinl and economic planning 
and programming necessary to assure that the reconstruction and 

development of Managuia goes forward on a well planned, rational 
basis tnat will assure the .ifety and well being of its citizens
 

in the future.
 

The Office of Cuordinii ion ,3nd Implementation (OCI) of the 
Ministry of Finance carries itf, the following functions with respect 
to reconstruction for Managua: 

1. Serves as the coordinator of financing and supervision
 
for the reconstruction program and for the loans and financial
 
inputs necessary Por its accomplishment.
 

2. Administers the fund!" provided t(, the Government through 
loans from the international agencies a d assures that adequate 
financial and -!ccounting controls are maintained in their utiliza
tion. 



3. Collaborates with the Vice Ministry of Urban Planning
 
(VMUP) in reviewing and processing reconstruction capital budgets
 
for the final approval of the High Level Reconstruction Committee
 
(CRAN).
 

4. Assures that the capital budgets prepared by the Vice
 
Ministry of Urban Planning are financed and implemented adequately.
 

5. Provides financing to the different executing agencies for
 
the implementation of activities approved for inclusion in the
 
reconstruction program.
 

6. Supervises the executing agencies in the implementation of
 
program activities.
 

7. Supervises the individual activities of the reconstruction
 
program that are implemented in accordance with the regulations of
 
the international lending agencies.
 

8. Serves on the Inter-Agency Coordinating Committee for the
 
reconstruction program.
 

The Inter-Agency Coordinating Conmittee, which is composed of
 
representatives of the Vice Ministry of Urban Planning, the Office
 
of Coordination and Implementation, the Directorate of National
 
Planning and other agencies as necessary, once reconstruction plans
 
are approved by the High Level Committee for Reconstruction, will
 
be responsible for the preparation of capital budgets and program
ming the implementation of the plan. It will play the role of
 
"expediter" in assuring the prompt implementation of activities 
financed through the reconstruction program. As such it will 
visit project sites and implementing agencies to determine what 
problems are arising that are not being adequately resolved through 
normal channels and will flag these problems to appropriate officials 
for immediate resolution. 

In the final analysis, the principal responsibility for the 
execution of the reconstruction program will rest with the execut
ing agencies. Thle above discussion of the GON implementation
 
structure deals mainly with the essentially staff functions of
 
planning, programming and nreparing projects and activities for
 
implementation. Once these functions are completed, the real work 
of implementation begins at the level of the executing agencies. 
However, this much space is devoted to the staff structure established
 
for the reconstruction program to emphasize the importance of the
 
coordinating mechanisms involved. The complexity and importance of 
the coordinating task can be readily appreciated by taking as an
 
example a typical "Integrated Planning Area" which might cover a 
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land area of approximately 20 sq. kms, each with an urban sub
center providing multiple services to the pupulation of the area.
 
These services might include, typically, a retail market center,
 
a vocational training school. health clinic, community center,
 
recreational areas, commercial and light industrial facilities,
 
etc. An "Integrated Planning Area" would also require schools,
 
municipal offices, fire stations, bus terminals, parks, streets,
 
storm drains, water and sewerage networks, electric utilities
 
and telephone service. In total, such an area might require
 
more than 40 different projects, each of which would involve the
 
preparation of detailed plans and specifications, contracts for
 
A&E services, contracts for supervisory engineering services,
 
contracts for the actual construction of facilities, etc. In
 
addition, all of these steps would be carried out more or less
 
simultaneously by a number of implementing agencies that would
 
normally work independently of any central control. The problem
 
is further compounded by the fact that five of these "Integrated
 
Planning Areas" are in the target zones projected for development
 
during the life of the project. Obviously, careful and diligent
 
coordination will be essential to assure that these implementing
 
entities accomplish their tasks in the yroper sequence and on a
 
timely basis.
 

In an attempt to solve this very difficult coordinating
 
problem, the GON has established one additional committee for
 
each of the "Integrated Planning Areas". The Committee of
 
Executing and Coordinating Agencies (CAEC after its Spanish title 
"Co.it$ de Agencias Ejecutoras y Coordinadoras") is composed of 
representatives of all the executing agencies implementing projects 
in an "Integrated Planning Area" together with representatives of 
the VMUP and OCT. The CAEC is viewed by the GON as a means of 
cutting through bureaucratic redtape by providing a&rum for all 
the agencies involved in developing a given area to work directly 
with each other to resolve their respective problems in implementa
tion. In this manner, each agency will be aware of the work 
being performed by other agencies in the area and can adjust its 
own work schedules to avoid conflicts and unnecessary duplication 
of effort. 

One note should be made here regarding the relative roles
 
played by the "Inter-Agency Coordinating Committee" and the "Com
mittee of Executing and Coordinating Agencies (CAEC)". The Inter-
Agency Coordinating Committee" is composed of representatives of 
the principal planning and programming entities involved in the 
reconstruction process and, in effect, operates as the principal 
staff arm of the High Level Reconstruction Committee. One of its 
principal functions is to serve on the CAEC in order to maintain
 
close relationships with all the executing agencies. The CAEC 



provides the principal forum for the executing agencies to consult
 
among themselves and, thereby, effect an increased level of coordin
ation.
 

Insofar as the capacity of the implementing agencies themselves 
to carry out projects is concerned, we believe that the Government
 
enterprises providing basic utility services are generally well managed

and have adequate technical capabilities to carry out the projects for
 
which they are responsible. Thes.e agencies (ENALUF, Aguadora, DENACAL, 
and TELCOR) have received considerabl( technical assistance in the 
past from the other international lending agencies as well as the UN 
and OAS and, consequently, are not slated for technical assistance 
financed by this project. However, certain of the central govern
ment agencies that will be responsible for the construction of roads, 
streets, drainage canals, and public buildings financed under loan 
524-W-029 and related GON counterpart contributions will require
fairly extensive assistance to assme that they have sufficient 
capability to handlo the greatly increiaod workload inherent in the 
implementation of the reconstructii, n pro gram. The specific needs of 
these agencies, are described bei(t in 27ectlon H. 

G. 	 Relationship of Technical Assistance to Reconstruction Loan and 
Other Donor Assistance. 

It would be useful here t- I:;cuis briefly the relationship
between the technicall as;sistanc,- provlded under this project and the 
program implemeniati on assistanct, to e financed under Loan 524-W
029. 
Paper 

This 
(CAP) 

relationship was also discussed 
for the loan (ATD-DLl/P-ch0c)). 

in the Capital 
On page 70 of 

Assistance 
the CAP, 

it was noted that loan would provide: 

" ... assistance for directly supprt ing thle implement at ion of the 
Immediate Action Reconstruction Pr,)gi 3m and for pro-,viding special
ized assistance for urban and nat i'rnal reconstruction planning not 
provided for by tite Mission's g-rant projrct for Program Development
and Implementation (52h-11-90S-l06). While th, Mission's technical 
assistance grant projeect will cnver overall technical assistance 
requirements for the reconstruct ion, puirticulnrly for the Vice 
Ministry of Urban Plnnning, the lonn will finance requirements directly
related to the formulation, preparation and implementation of indivi
dual program activities.... " 

The primary purpose of the' v'r'ram implemntal ion assistance 
component of the lo-in, as describefd in tihe Capital Assistance Paper,
is to finance contracts for Archiltect and Engineering services, 
supervisory engineering services and majolr feasibilty and pre
feasibility studies related directly to project formulation and 
implementation. While there is noc 	 apparent legal restriction on 
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utilizing funds from the progr'am implementation assistance component
 
of the loan to finance technical assistance similar to that proposed
 
in this project paper revision, such utilization was not contemplated
 
either at the time the grant project was originally designed or during
 
the preparation of the Capital Assistance Paper, its review by AID/W
 
and negotiation of the subsequent loan agreement with the GON. Indeed,
 
as noted above, the Capital Az;sistance Paper quite clearly stated
 
the Mission's understanding of the important role that grant-funded 
technical assistance would play in the reconstruction effort and, since
 
no objections or reservations were expressed by AID/W during loan
 
review or In the loan authorization, the Mission assumed AID/W agree
ment and proceeded with project development accordingly.
 

Thus, both th USATD and thIe CON have planned from the outset 
that the grant funded Program Development and Tmplementation project 
would finance the institution building activities necessary to pro
vide the GON implementing agencies with the basic capability to 
implement the overall reconstruct-ion program, while the loan funded 
program implenentat tion assistanee,, would finance the more directly 
activity related professionul ,iervices ieq-ui iid. The Mission has 
observed this di-vision between the two types )I nssistance and their 
appropriate financing in developing Its reconstruction assistance 
package and in discussing and negotiati ng this package with the 
Government of Nicaragua. Thus, the criteria followed by the Mission 
in selecting aictivitles to be financed -fron the different funding 
sources were that activities directly related to the design and 
implementntion of specific pi',.Ir-tri or construct-ion activities or 
for the financing ,-,f opera Ifnal t-ype pewrsonnel to carry out 
functions thai could 1( normally e-xpected to be performed by direct 
employees of th ION igencies involved will 1,7, financed by loan 
funds or CON rn . ITnTi, ,f i;ran t funds for assisting the 
executing alenci ai beten i',t ricte(d to finaricing .he cost of a 
limited number of rdvi-;ory personl wlse prilmary runction is to 
assist in upIqgr dinthe insi P i-nl empaeii ':,)f t1 agenciesLh( to 
coordinantd ('f ; he wy x reco nsi mt !on activities.I'-mp,- ul 

It-should to !A, I hatd 1 ,n %'b ---G) financos a contract. 
between fhe CON tind th( rdvisr-.'enter of the '%enral American 
Insti t-ute for Busiu ss A,min 0i -W ion (NCAF) -- a graduate schol 

tenof business estal I shied near aun 'i years ago with the assist
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ance of AID and Harvard University-- under which INCAE proides
 
technical assistance to the GON in such fields as economic and
 
financial planning for reconstruction, project identification and
 
analysis, special reconstruction-related studies and analyses, pro
gram and project evaluation and specialized training programs for
 
GON personnel. Early on in the process of developing this project
 
revision, we looked carefully at the prospects for utilizing the
 
INCAE contract rather than grant project funds to obtain the services
 
and training included herein. We concluded that, for a number of
 
reasons, only a very limited amount of the type of assistance pro
grammed under this project could be obtained from the Advisory
 
Center.
 

First, and most importantly, the INCAE staff does not include
 
personnel with the type of engineering background or extensive
 
public sector working experience that will be required to provide
 
the assistance needed by the implementing agencies. Second, the
 
ability of INCAE to provide assistance to implementing agencies is
 
further restricted by both the GON's and INCAE's view of the proper
 
role for INCAE to play in the reconstruction effort. INCAE views
 
its role as an almost purely advisory one with its efforts directed
 
toward studies of rather high level planning and policy questions
 
and to conducting specialized seminars and evaluations. It does not
 
view itself as a source for the more operationally oriented technical
 
assistance needed by the implementing agencies to carry out the
 
Immediate Action Reconstruction Program (PRAI) financed in part by
 
Loan 52h-W-029. The CON also appears to view INCAE's proper role
 
as providing advice and carrying out studies of a more theoretical
 
nature. At the same time, they look upon INCAE with some suspicion
 
since some of the Advisory Center's earlier work, financed under 
Loan 524-L-028, resulted in the public release prematurely of 
sometimes highly critical reports that had not yet been seen and 
reviewed by the CON. The CON, then, Will prefer to use INCAE to 
carry out studies and analyses in areas where INCAF has special 
expertise which the CON does not have and to conduct seminars and 
local training programs for CON officials. The area of evalua
tions will be more troublesome t'or both sides since INCAE believes 
itself to be especially qualified for such work while the CON Is 
reluctant to risk premature release of particularly critical reports 
as has happened in the past. We believe thet It will be possible for 
INCAE to contribute significaril]y in this important area by assist
ing CON agencies in developing and designing detailed evaluation 
plans and systems and by training (ON officials In evaluation design 
and techniqurs bul the evaluations themselves will be handled by the 
GON itself or with the assistance 'of other contractors. Thus, the 
USAID has roncluded that while INCAE can be utilized to provide sup
plementary assistance to compliment the work of the advisors financed 
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a proper resource
under this project, the Advisory Center is not 


for the kind of technical assistance progrimmed under this project.
 

With respect to the programs of other donors, As noted else

where in this paper the technical assistance financed under this 

project for the Vice-Ministry of Urban Planning is very closely 
by therelated and coordinated with assistance provided to VMUP 

OAS and the UNDP. The USAID has carefully reviewed with the UNDP 

Resident Representative the possibility of that organization pro

viding assistance to the reconstruction implementing agencies 

similar to that proposed in this paper. We were advised that, while 

the UNDP recognizes the importance of such assistance, it is in an 

area the UNDP is not anxious to involve itself given the other 

scarce resources availactivities already competing for the rather 


able or likely to become available for the Nicaragua Country Pro

gram. The UNDP considers the more than US$1.6 million it has 

already committed Lo the reconstruction effort (see Annex VII) as 

being the most it can allocate to such activities. 

We have als4 discussed with OAS country-level personnel the
 

interest their organization might hve in providing technical
 

assistance to the executing agencies. They advised that while the
 

OAS maintains a very active interest in the reconstruction program, 

their current biennial budget is fully committed through June, 1976.
 

They further advised that decisions with respect to their program
 

after that time would be madp at the Washington headquarters 

level rather than in the field. n any event, new advisors to 

be financed by the OAS' biennial budget for 1 9 76-75 could not be 

available in the field until very late in CY 1076. Thus, given 

the timing for the long-term advisors, we do not view the GAS as 

an alternate source for the mjonr part of the remaining assist

ance programmed under this ice. Any assistance that the OAS 

might provide would only be avnilable later in the life of the 

project and would have to be vinwed as supplementary to the 

assistance progenlmed he rein . 

WllH. Compositin ,mtoPrfposefd l Assistance 

The pr-p7--ir Y reconst. p,-oKn and development for Managua,
 

together with ih, major new rur'1 development program it is
 

undertaking at AID's urging aind with AID assistance, continues
 

to confront th 0OH wi th a igni, orni increasp in the scope and 

m.gnitude "f the joh it musi perform. Section F above provides 

an Indication oF the compl,-x naure or the task while section C 

above indic-lp, in rinne I: erns, the vry significant in

crease in the overall level [* effort of GON operations since 

the earthquake. The burden -r this ilncreased workload falls most 

heavily upon the CON entities inwv--e directly in planning, 
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financing and carrying out the reconstruction projects themselves.
 
Overall, the GON is responding well to the challenge with which it
 
is faced. However, while there is, in general, the will to do
 
the job, several of the implementing agencies simply do not yet
 
have the technical or administrntive capacity, without outside
 
assistance, to rise to the occasion.
 

Fortunately, our experience indicates that, with the proper
 
technical assistance, the GON agencies can gear up quickly to handle
 
a much greater and more complex workload. Based upon results
 
obtained from the major technical assistance inputs provided to the
 
Vice Ministry of Urban Planning (VMUP), and initial inputs into 
several other GON agencies, the infusion of foreign technical 
assistance has proven to be a valid solution to the problem of 
accelerating the reconstruction process and upgrading the capability 
of GON personnel and agencies. Judging particularly by the results 
of the VMUP inputs, such foreign technical assistance can enable 
the GON agencies and their young cadre of professionals to gain 
significant experience without d-laying program prog-ess and to 
eventually carry on in their own behalf after the departure of the 
foreign technicians. 

1. Vice Ministry of Urbnn Plannlng (VMJP)
 

The single most important GON entity, in terms of the technical
 
assistance financed through this project, is the VMIP, the unit 
within the Ministry of the National District responsible for the 
planning and staff functions relanted to the coordination of the re
construction process. Since implementation of this project began, 
the USAID has obligahd p(.')9,000 to finance .'nie lIl man-months of 
technical assistainee f-r the Vice Ministry of Urbnn Planning. In 
addition, the TNDP has programmed $11,150 for sme ]20 man-months 
of technical assistance while the OAS is contributing an estimated 
$345,800 for some 52 man-montlits or technical services and equipment
 
for a construction materials Itest-ing laboratory. 

The function and organization of the Vice Mini.3try of Urban 
Planning were described fully in the original PROP and have not
 
materially changed since that dociurrent was submitted. The "Input 
Table" included as a part of the logical framework matrix below 
contains a compleie breakdown -)f the assistance provided to the 
VMUP. We believe the assistance , lready financed for the VMUP is 
sufficient to meet the major pl.nnning requirements for the immediate 
action reconstriction program. Finids ,bligated under this project 
in previous fiscal years will enntinue the services of key AID
financed advisors to the VMtJP through CY 1976. Therefore, no ad
ditional financing for technical assistance to the VMUP is program
med under this project revision. 
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2. The Ministry of the National District
 

The Ministry of the National District is the municipal govern
ment of Managua. It is headed by a Minister who is named by the

President of the Republic and who pert'orms the functions normally
carried out by a Mayo-. The Ministry contains the departments and
units normally found in municipal governments including municipal
schools, public works, tax collect i.on, financial management depart
ments, a public registry, etc. 'In all, the Ministry has some 23
departments and units reporting directly to the Minister of the
National District (see Annex V for current organization chart). 

The Ministry of the Nation]. District was affected more than 
any other GON entity by the eartlhquake and its aftermath. Virtually
all the city offices were destriyed and the Ministry was forced to
relocate immediately after the earthquake to a converted warehouse
between the railroad tracks and the shore of Lake Managua where its 
offices remain Despite ilhetoday. difficult working conditions,

the level of activily of the ci, %overnnent has increased signi
ficantly and this increase is reflected in an incrense expendiin 

tures from $3.b million in 1.72 +o an estimated $]O.O million in
1975. Even more impressive 1he increase
ii, in the level of capital

investments from approximately 
 TQE2,OOO in 1072 to some $2,300,000 in1974 and approximately $4.0 million in 1975. This increased level
of activity has placed a tremendous striin on the ability of the 
Ministry's staff to carry out its functions. Recognizing this, the

Minister of the National District nequested AID to provide tech
nical assistance in upgrading the capability of Managua's govern
mental structure to 
carry out if-much greater role. The initial
technical assistance was provided under a contract with the firm
of Peat, Marwick, Mi tchell t, ) ,vry the overall organization of
 
the National District-, and 
 I,) ,,conmend appropriate improvements
therein and to assist in tle ';f.ra.-mlinng of the Ministry's revenue 
collecting funcfi. n:, I.,-fstimili t ncrised revenu-wn, in order to
finance part of the now, high, lof;tadministeringf the Ministry.
The scope of the P,t , M,rwick, Miltoll,. contract did not include
the implementati)n of the reorcani antin plan which scheduledis to 
be financed under 1hi s PP revi si -n. 

While the -in ceases in ,(, t i vty registered by the National 
District since "lit*rnrtliqu kive I)eCI.l impressive, the expansion
of activities exliced du-n , h- eoming two years will be just 
as great. For exaimple, the l':ol c' capital investment Is expected
to increase agnin from ]O75's -10 imaled $4.0 million to an annual 
average of more thn 46.0 mill I .n over the ne'xt two years (USAID
estimate). In ,additin,, the min i sr, ,f the Natinal District will
have the pri ncipal respc'N1,3iiLsib '.*V fo)r coordinating its activities 
with those of al nuler of otim. (N entities who will be implement
ing investin a I prcqgr,-m valiied it maimny iiiillions of dollars more
during the same ]i e od ,and in Ii, si(me general locatiions. Thus, 
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the Mission regards the technical assistance programmed for the
 
Ministry of the National District as extremely important to achiev
ing the objectives of the reconstruction program. Its importance
 
cannot be overemphasized since the experience and skills required
 
in public works management, program budgeting and systems analysis
 
simply are not available on the local labor market at any price.
 

Among the highest priorities of the Minister of the National 
District is to implement the reorganization plan proposed by the 
Peat, Marwick, Mitchell contract team. As presently organized and 
functioning (see Annex V.a) the Minister must deal directly with 
some 23 separate departments and units engaged mainly in carrying
 
out day to day operating functions. So that the Minister will be 
able to devote his energies to the job of supervising the complex
 
task of reconstruction, both the style of operation and the
 
organization of the Ministry must, be changed rapidly. The re
organization plan, as accepted by the Minister, would group similar
 
functions within larger departments headed by fully responsible
 
department heads in order to cut, rlcn the Minister's span of control 
from some 23 to 12 (see Annex V.b). Since the Ministry of the 
National District has no in-house capability in systems analysis
 
or organization and methods, we propose to finance_ approximately
 
one man-year of services by a highly qualified systems analysis
 
advisor to assist in carrying out the planned reorganization and
 
management improvements.
 

This advisor would work with a new Department of Organiza
tion and Systems that will retport directly to the Minister and be 
staffed with two or three young professionals with university degrees 
in business or public administration or similar fields. The advisor 
will train these counterpart personnel t.o the extent necessary in 
the practical aspects of management and systems analysis in function
ing local government organizations and advise and assist them in 
conducting studies and analyse: ofr work flow, procedures and 
decision making processes in th(, varioiis units within the Ministry. 
Such studies will provide the hlasis for developing new or improved
procedural manuals for the int-ernal management of the various 
departments of tlhe Mi.iistry and for the coordination of their 
activities with those of other departments. Work will concentrate 
initially on the newly formed Directorate of Public Works ("Depar
tamento de Programas" in Annex V.b) in order to achieve the earliest 
possible impact on the heavily reconstruction-related activities of 
this Directorate. The Systems Analysis advisor will consult closely 
with the Senior Fblic Works Alvlsor and the Program Budget Advisor 
(see below) in aiL management I:n1provement activities carried out in 
the Directorate of Piblic Works. Dlext in order of priority will be 
efforts to review and improve the systems, procedures and directives 
of the financial management unit's of the Ministry again in close 
coordination wjli the work of fhie Program Budget advisor. 
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~Inesininand.implementing -management--mprovements.4
both the public works and financial management units of the
 
Ministry, the Systems Analysis advisor will work closely with the
 
Senior Public Works Administration and Program Budget Advisors to
 
insure that his work is responsive to the highest priority manage
ment requirements identified by these advisors.
 

The systems analysis advisor will supervise and instruct his
 
young counterparts in their work in other departments and director
ates within the Ministry of the National District and will act as
 
the principal advisor to the Minister on matters related to admin
istrative and management reform. In this latter role, he will work
 
with the Minister in restructuring the Ministry's decision making
 
processes to assure that sufficient authority is delegated to line
 
managers to permit them to make the decisions necessary for routine
 
operations within their areas 
of responsibility. The objective
 
here will be to relieve the Minister of the need to spend an in
ordinate amount of his time in making routine decisions so that he
 
will be able to take a greater and more active part in the manage
ment of the reconstruction program.
 

Within the Ministry of the National District, the Department
 
most concerned with the reconstruction effort is the Public Works
 
Department. Under the proposed reorganization, the Department of
 
Public Works would be expanded into a Department of Programs with 
units for Specifications and Designs, Construction, Maintenance,
 
Supervision and Traffic Engineering to carry out the more specialized
 
functions within the public works area.
 

As noted above, the operations of this department, as reflect
ed by its investment budget and the number of projects initiated
 
(only five in 1972, increasing to an average of more than fourteen
 
larger, more complex projects each year from 1973 through 1975, and
 
with at least thirty-six projects already identified for financing

under loan 524-W-029 and related counterpart during 1976 and 1977)

have increased substantially since the earthquake. In addition,
 
the character of the work it must perform has changed considerably.
 
Prior to the earthquake, most of the public works projects and
 
activities financed by the National Dtstrict were designed and
 
carried out by the Ministry's Public Works Department utilizing

its own personnel and equipment. After tne earthquake, however,
 
the magnitude and urgency of the immeliate reconstruction efforts,1'
 
financed in part by AID loan 524-L-028, made it impossible for
 
the National District to carry out 
its public works projects in
 
this fashion. In 1973, 
more than half the value of the National
 
District public works projects consisted of contracts with
 
private sector firms and the percentage has increased each year

since. While the practice of contracting work out was initially
 
adopted as a matter of necessity, the Minister has recently

announced a policy of contracting out for as much of the Ministry's

public works as possible. It should be noted that most of the
 
initial contract work was financed under loan 524-L-028 and was
 
successfully carried 
out only through the commitment
 



ofa-mal or-share of the-.USID .sengineering and-capi-tal-develop-,--
ment staff time to the task. Additional staff'time and support 
from the Ministry of Finance's Office of'Coordination and Implement
ation was required to accomplish the task. The Ministry of the 
National District did not have the experience or capability to 
solicit and evaluate bids, negotiate and administer contracts, 
supervise, coordinate and control the activities of contractors and
 
inspect and eva.' ate contractor performance. And our experience
 
indicates that, while considerable progress has been achieved,
 
the Ministry still does not have a satisfactory level of competence
 
in this area of operations to adequately carry out its role with
out additional outside technical assistance. The magnitude of the
 
problem is indicated, to some extent by the Ministry's experience
 
in implementing its 1975 investment budget --of the more than
 
$8.9 million budgeted, less than $4.0 million was actually im
plemented. The Mission then is faced with the alternatives of
 
either providing such technical assistance or again ccmmitting
 
a major share of its staff resources to, in effect, supervising
 
the day to day implementation activities of this important re
construction program executing agency in order to insure timely
 
implementation of loan 5214-W-029. We believe that the former 
course of action is clearly the more desirablp, irom the stand
point of both AID program management and the longer-term interests 
'of the National District. 

We have, therefore, programmed twenty-one man-months of 
the services of a senior public works administration advisor to 
work with the new director of the Mii.istry's Directorate of Public 
Works in upgrading the capacity of this key organization. The 
new director is a capable and well qualified youing engineer with 
substantial graduate training in traffic engineering and ten years 
of private sector experience but with no experience in the manage
ment of major public works programs. In addition, while four of 
the eight professionals identified as the Directorate's key 
employees have eight or more years of public:sector experience, 
in the opinion of the USAID engineers, the type of experience 
they have had has done little uo prepare them for the kind of 
work involved in implementing the Immediate Action Reconstruction 
Program under loan 524-W-029. Further, only one of the eight key 
staff members has had any significant training in management and 
administration but he is also the only one without an engineering
 
background. Thus, the need for the advisory assistance in public
 
works management and administration is particularly critical.
 

The type of advisor we hiave in mind would be an engineer 
with,graduate training In public or business administration to 
the Master's degree level. He would also have extensive experience 
in public works management as director of a public works depart
ment at the county or municipal level in the United States. His 
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experience would include, among other things, competitive bid
ding, negotiation and administration of large public works
 
contracts. He would be expected to assist the Minister of the
 
National District in improving project design and in establish
ing procedures and standards for the solicitation of competitive
 
bids for both A&E and construction contracts, the evaluation of
 
bids and selection of contractors and the negotiation and sub
sequent administration of contracts. He will advise on the
 
application of modern program management techniques (eg. PERT,
 
CPM, operations research) to the activities of the Public Works
 
Directorate and will provide seminars and on-the-job training
 
for key counterpart personnel in these techniques. The advisor
 
will work with public works personnel, the systems analysis advisor
 
(see above) and the program budgeting advisor in developing operat
ing and procedural manuals covering the management, administration
 
and evaluation of public works projects. In addition, this advisor
 
will be available to assist the Minister, the Public Works Director
 
and other key Public Works DirectoraLe personnel in resolving
 
management and implementation problems related to the execution
 
of loan 524-W-029 on a timely basis.
 

Very important to the success of both the public works 
administration advisor and the systems analysis advisor will be
 
assistance to improve financial planning, programming and manage
ment within the Ministry of the National District--an organization
 
that, until 1974, frequently operated without a published budget.
 
We have, therefore, programmed financing for a program/budgeting
 
advisor for twenty-one man-months. The program/budgeting advisor
 
will work with counterpart personnel in the newly established
 
Directorate of Finance of the Ministry of the National District
 
to develop and implement a new system of budgeting for the Ministry 
that will incorporate all programs fnd projects carried out by the 
Ministry into n manageable, time-phased, multi-year program of 
operations. The system developed will permit Ministry management 
to forecast financial and manpower requirements well in advance of 
need and Li insure that planned programs and projects are within 
the resource capability of the Ministry. The advisor will assist 
in revising and reclassifying nccounting and budget categories to
 
more closely relate budget execution with program implementation 
and thereby permit the development of an improved management in
formation system 1bnsed on financial reporting. The management 
information system will be developed in close coordination (perhaps 
jointly) with the systems ana].ysis advisor in consultation with 
the senior public works adminir;ration advisor. 

The JSAfD views the work of the Program/budgeting advisor as 
particularly important due t;o Lhe ingrained concept that GON 
managers have that budgets are static and once established should 
inflexibly govern operating decisions. Worse yet, most GON officials 
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consider it a mark of good performance to "save" money by not
 
spending as much as budgeted for activities regardless that such
 
"savings" are achieved by not implementing planned programs that
 
were considered of high priority and were intended to benefit
 
the Nicaraguan people. The concept of timely budget execution
 
and the use of budgets as program planning and evaluation tools
 
is relatively unknown.as witnessed by the Ministry's ability to
 
execute only half its FY 1975 investment budget of US$8.9
 
million.
 

Since the benefits of the partly AID-financed reconstruction
 
program will be realized only with the efficient execution of the
 
reconstruction budget, the importance of having the major implement
ing entity operate within the framework of well-conceived but
 
flexible program budgets cannot be too strongly emphasized. 1
is fortunate that the Ministry of the National District is a fully
 
autonomous local government institution that develops and executes
 
its own budget largely independent of the national budget process.
 
Thus changes and improvements can be accomplished relatively
 
quickly in the National District's internal budget and programming
 
procedures without significant danger of conflicting with the
 
sometimes cumbersome budget procedures governing the operations
 
of other GON agencies. The only area (and it is an important one
 
for reconstruction implementation) in which particular care must
 
be taken is in coordinating the financial planning and program
ming of reconstruction activities with the plans and programs of
 
the other implementing agencies and the services of an expert
 
program budgeting advisor will be important to assuming that such 
coordination is accomplished.
 

In order to increase the efIfectiveness of the assistance 
programmed above and tV assure the timely implementation of the 
National District's share of the Immediate Action Reconstruction 
Program, it is clear that, t;he Ministry will require some additional 
personnel qualified in engineering and management skills not pre
sently available on the Ministry staff. Particularly important
 
will be the systems and management analysis personnel to work with
 
the systems analysis advisor, and additional civil and hydraulic
 
engineers to improve the National District's capacity In engineering
 
design, solicitation and evaluation of bids and contractor super
vic.on. Some of these s lls will be difficult to obtain on the
 
local manpower rarket because 'f the demand for such skills and 
the higher salaries they command in private industry. In cases 
where personnel with the requisite qualifications are not available 
locally, we would expect the CON to contract for them in other 
countries utilizing loan or counterpart funds. 

http:unknown.as
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3. Ministry of Public Works 

Financing for technical assistance to the Ministry of Public 

Works began under the initial phase of this project with the alloca

tion of funds to provide the General Directorate of Highways with 

one man-year of a public works administration advisor together
 

with short-term specialized advisors to supplement the long-term
 

advisor's services. The USAID believes that this assistance will
 

be sufficient to meet the needs of this Department and, therefore, no
 

additional assistance is prograimned under the project for the De

partment of Highways.
 

However, another major department of the Ministry that will be 

instrumental in implementing the reconstruction program is the 

Department of Construction and Maintenance of Public Buildings 
(Construcciones) which is responsible for Uhe supervision and 

construction of GON public buildings. Ic has. in the past, been a 

fairly well run agency that has done surprisingly good work in im

plementing some of the activit4les financed under the Emergency 
Reconstruction Program Loan (5214-L-028), but its capabilities have
 

been severly taxed by the very rapid increase in the level of effort
 

required of it. For example, Its program level of tl.8 million in
 

1972 had increased by 100% to nearly $3.6 million by 1974. This 

level is expected to more than double again in 1975 with a total
 

program estimated at $8.4 million. This level is expected to in

crease again in 1976 to approximately $10.0 million.
 

In terms of numbers of projects undertaken and method of im

plementation, in 1972 Construcciones directly carried out twelve
 

projects costing $801,000 and contracted for another three costing 
a total of $1.0 million. In 07)1,Conristrucciones 0irectly carried 
out only five projects at a cost of $760,000 while contracting out 
twelve projects at a cost of mre t-hlin $2.7 million. While in
complete data from 1-975 opertlons Indicate that the number of 
projects carried out directly by constructions constituted more 
than half uin" total number of projects undertaken (approximately 
32), these were generally smaller projects located outside Managua 
on which local contractors were reluctant to submit bids. In any 
event, it is cler from the foregoing that Construcciones' work
load has increased markedly s ince the earthquake both in terms of 
directly implemented projects ,nd those carried out through contracts 
with the private sector and lhat this workload, both in terms of 
the numbers of projects and thi.ir value, will continue to increase 
during the implementatfion span of the Imnediate Action Reconstruc
tion Program. 
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While basically a stronger organization than the Public
 

Works Directorate of the Ministry of the National District, we
 

believe that technical assistance in improving management and
 

controls over project implementation is urgently needed. Cons

trucciones lists nine engineers ,nd two architects on their staff
 

plus a contingent of support personnel for administrative and
 

service functions. The majority of these personnel are construc

tion oriented which leaves a technical gap in the area of project 

preparation and design, contract licitation and administration and 

overall program management. Given the major increases in the size 
now the USAID'sand complexity of its program thnt are occurring, 


engineering and capital development staff personnel have strongly
 
in program design
recommended that we provide technical assistance 


and administration in the form of a long-term senior public works
 

administration advisor with background and experience similar to
 

the senior advisor programmed for the National District, but with 

specialization in vertical constlruction. Their recommendation is 

based on extensive experience working with Construcctones during 

implementation of I-he Emergency Reconstruction Program Loan (52h

L-028). As was the case with tHie National District's Public
 
the USAID that either
Works Directorate, f'eels', it is faced with 


level technical assistance or again
providing this type of senior 

committing a substantial portion of its capital development and
 

engineering staff time to implementation tasks that should more
 
GON theappropriately be carried out by the implementing agency with 

assistance of technical advisors.
 

The senior i)ublic works !iduinistration advisor will work 

with the Director of Construccjones Nacionales and his senior
 

staff to improve project desi.mn and preparation, and to update and
 

improve proceduries and s-and ards for contract- licitation, evalua

tion of bids and neg-tioction tind administration of both A&E and
 

construction contracts. He will cdvi,;e on th tipplication of
 

modern program and project manar'e'nt iechnniqi, s;, luch as PERT
 

and CFM, to Coast snc i ones' op rnti ns. lie will work with key
 

personnel. in thelirciorate t,, develnp improved operating and
 

procedural rnaniia]1; fotr projec, level opment, implementation and 
and training sessionsevaluation. Th,! .advisOr wi]l. --.ndaci seminars 

as appropriatE for Construcci',nm:;' personne] in the above areas. 
to the Directorate in re-In addition, he will be cvailaleassist 


solving on a timely lasis rnanas(ment and implementation problems
 

related to the execution of lean 52h-W-029.
 

As is r, u f' ,hc Natl i l Di. strict, the ass stance 
programmed abnve can be. male noe, effictive with the addition
 

of more highly ,ua _fied techlai(,-] and management, personnel to
 

Construcciones-' staff. Again, ,.,e ex ewL the Directorate to
 

experience di ffic~l ty in obtaining personnel witlh the required 



skills and experience locally. We will urge Constiucciones to add 
appropriate personnel whether obtained locally through their 
regular budget or from a foreign source with loan or counterpart 
financing. Such personnel would include those with experience or 
training in structural design, electrical system, hydrology and 
procurement and contracting. 

4. Ministry of Labor
 

As noted above in Section D, the assistance programmed to 
develop the capacity within the GON to forecast reconstruction 
manpower requirements and adjust, its short-term apprenticeship 
training programs to accommodate such requireuments has required 
more than the six months originally programmed. The program recom
mended by the U.S, Department of Labor (see Annex VI), which was 
accepted by the USAID and the GON, covers a span of two man-years 
with approximately 30 man-months of advisory assistance. The GON 
accepted the USDL recommendations and allocated C$1.5 million 
(US$214,0oo) in CY 1975 to pay the costs of increased personnel
 
and new equipment for the new Ministry of Labor organization.
 
Similar sums will be made available during each of the next two
 
calendar years. We believe the program, as it is being implement
ed, will provide the GON with the institutional capacity not only
 
to plan its manpower training programs to insure an adequate
 
supply of at least minimally skilled labor for the reconstruction
 
effort, but also to plan and establish programs to train workers for
 
alternate employment as the major reconstruction effort begins to
 
wind down in another three to four years. Under the PROP revision,
 
we have programmed eight additionil man-months of the principal
 
employment service advisor to complete his planned two-year
 
assignment.
 

5. Short-Term Technical Assistance 

Funds are programmed to rinance the services of short-term 
advisors in reconstruction related fields. The funds programmed 
will provide necessary flexibility in responding to needs identified
 
by the long-term advisors worlring In the various implementing 
agencies. Such shrt-ternim assistance can, thus, be utilized to 
fill requirements Important to achieving the objectives of the 
long-term advisors but which, For reasons of lack of either time 
or expertise, the long-term advisors themselves cannot fulfill. 
In addition, shorl-term assistance will be utilized to assist GON 
entities whose functions are taportant to reconstruction but 
whose needs are not of the magnitude that require the assignment 
of a long-term advisor. Examples of this latter category of short
term assistance are as follows:
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a. The Tribunal de Cuentas has requested technical assistance
 
to improve its performance in processing documentation related to
 
payments being made by the Government to suppliers, contractors
 
and creditors. The request stems from assistance provided to the
 
Ministry of Finance by Sanderson & Porter, Inc., under a contract
 
financed by the first phase of the project. The Tribunal de Cuentas
 
is technically part of the Nicaraguan legislative branch and occupies
 
a position within the GON roughly analogous to that occupied in the
 
U.S. Government by the General Accounting Office. However, one of
 
the major functions performed by the Tribunal de Cuentas is a pre
audit of all payments made by the executive branch of the Govern
ment. Noting that the Ministry of Finance is currently implement
ing recommendations made by the Sanderson & Porter technician that
 
will greatly accelerate the spefed with which payment documents will 
be processed within the Ministry, the Director of the Tribunal de
 
Cuentas is anxious to make corollary improvements in his organiza
tion's operations. At the saw? time, the Ministry of Finance has
 
indicated that they will need up to an additional six-man weeks of 
consultant time to comflplete fm olnientation of all recommendations 
developed by the Sanderson & Prrter 3dvisor. Such assistance 
would be provided by the same consultant selected to provide the 
requested assistance to the Tr-ihunal de Cuentas. The USAID places
 
a high priority on providing the requested assistance in order to
 
assure effective implementation of improved payment procedures in
 
the Ministry of Finance and to avoid having the Tribunal de Cuentas
 
form a bottleneck in the processing of payments to suppliers and
 
contractors, particularly those involved in the reconstruction
 
effort, and will program approximately four man-months of technical 
assistance to meet this requirement.. 

b. The National Computer Cener i- located, both physically 
and organizationally, within the Ministry of Finance. It is 
responsible, inter alia, for prnoe ssing the emni.rni' government's 
financial. management data. Given the demands of the reconstruction 
program, the work,-nd of this unitlhas increased rapidly since the 
earthquake and has outstripped the capacity of the Center's current 
equipment (an BM system 360/O witfh magnetic tape drives and re
lated auxiliary equipment). The Center is now in the process of 
converting to a new IBM system 370/115 with both disc and tape 
capability. Whiir ,eertain assisltance in the changeover will be 
provided by TBM, tlhe (,ON will ,qxiire assistance in developing and 
adapting Its financial data maiiagement procedures both to the new 
equipment and , increased managemet requiret th, GON infornation 
ments inhereit, in n rapidly expanding capital investment program 
occasioned by th(l reconstruct ion effort. At the request of the 
USAID, ATD/W's Office of Data Sy!-fims Management provided the 
services of a sy';I ems analyst ir,review the cu.rrent situallon in 
the National. Compluter Center and o recommend and develop scopes 
of work for t.r tL,'io it] aflnsi:tanc , that would be required to 
insure that the, Crn.er will1) e cmptl'a.o of handling the management 
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information demands placed on It SER/DM has recommended that 
the Center be provided technical assistance by a computer soft
ware specialist to Improve the operni Ing efficiency for Center 
personnel, assist, In the conversion of existing applications to 
the new equipment being installed and in planninf, for future 
computer application, particularly those related to processing 
management information and payments related to the reconstruction 
programs. SER/DM also suggested the employment of a computer 
software consultant to advise on equipment requirements, but the 
USAIP considers this to be of Ier priority than the software 
specialist who will be programmed for a period of up to six man
months.
 

c. The Central Bank of Nicaraly, through its Special Develop

ment Fund (IED - Fondo Especial de Desarroilo), is responsible for 
the administration of the small enterprise reconstruction credit 
fund established under loan 52h-W-02-). Under the terms of the 
loan agreement, the FED has establish-d a special implementation 
unit to manage this $6.)1 million [nd ($3.2 million A.T.D. loan 
funds and $3.2 millicon GON couni,:rpnrt). The FED has requested 
short-term technical assistance toc improve the operating procedures 
of this implementation iinit, t,-) improve the procedures followed in 
evaluating and processing requg-sts from elegible sub-borrowers 
and to develop manuals to giuide sub-borrowers and their clients in 
the preparation and adni ni stra t I nn of projects to be financed from 
the fund. These sul-borrowers ar'e s.ich entities as the Banco Na
cional, the Banco Popular, 17.NJ)), private banks and other financial 
institutions who operate small enlrerprise credit. and technical 
assistance programs. The special fumd is directed at assisting 
those Individuals and small er,-irprises that lost their businesses 
as a result, )f tihe enrtlhquak,. f i--st, blish these enterprises. 
We would extpc U program s 1-,n- eor man-mon ths of short-term 
technical ass ls tance for thils plrp, re 

ir-ions1.r lon 
such as the Panc,-' Popular (smnal ,noerprise credit and technical 
assistance) and th(, High fevel r*(or-dirna ting Committee/Interagency 
Coordinating Comint tee (to esitnlish a secretariat to facilitate 

d. Addi tional aini i ,ujnmontat releted entities 

day-to-day corrdInat.ion) may n]is, bo provided approximately three 
man-months of short-term assisf ance feededto improve their technical 
or administral jiv,, fmpabinie,;ioischarge their reconstruction 
related functions. 

e. Tn addii i-)!i t t Le a1) \r, -11term assistance to GON 
implementing agencie, other thn t Ministires of Thblic Works 
and the National District, we nue programming iu to five man-months 
of short-term technical ,f)*-rvic.r;hI ghih!.y specl.alized experts for 
the Distric! and t!hree man-monlh f.or Construccinnes Nacionales in 
direct support. of .he lng-erii advi sors programmed above. These 



would include specialists in various aspects of operations research 
to conduct seminars and assist with specific planning problems, 
experts in facilities and equipment maintenance programs, project
design and analysis, warehousing, contract management and informa
tion systems design. While the long-term advisors should be generally 
qualified in all these areas, the demands on their time will not 
always permit them to reach the levels of involvement necessary to 
achieve the desired resul+t in cJvcr',; i, 1 'Ie ,-, t The'u 

use of short-term advisors will thus permit them to devote their
 
energies to additional areas of need while supervising the work of
 
short-term advisors in ca:cying out the in-depth work required to 
resolve specific technical problems identified by the long-term
 
advisors.
 

6. Participant Training
 

We have allocated a total of $23,000 to finance approximately 
13 man-months of short-term training during the remaining life of 
this project. The training to be provided would be in support of 
the activities outlined above and would include tra-!ning in pro
gram management similar to thnlt provided by the Agency for direct 
hire employees in project design and implementation (seven parti
cipant-months), and finance up to three additional employees of 
the Labor Ministry to attent up to six participant-months of the 
Labor Statistics training programs offered by the U.S. Department
 
of Labor.
 

7. Other Costs 

The other costs category will finance, in addition to incidental
 
expenses rel.nted to implementation and administration of this pro
ject, the costs of a Nicaraguan project administrator and secretary
in the Central Bank (see pages ) and 10 above). The administrator 
is responsible for contracting aiid contract supervislon and administra
tion of activi ties financed under this project extension. He 
maintains daily liison with C;ON i-ecipient entities and with the 
advisors financed by the project and follws up to insure that 
adequate counterpart personnel and services are made available on 
a timely basis by the recipient ontities. Ile also monitors implement
ation of advisors reconmendations and reports on progress and 
problems fto the jint USAID/GON project committee so that timely

corrective action can be taken when ind'Icated. The USAID considers 
this method of proJect implementation both efficient and highly
effective while reducing significantly the amount of USAID staff 
time required for project management. 
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I. LOGICAL FRAMEWORK
 

STATEMENT OF PROJFCT GOAL
 

1. Goal Statement: To permit redesign and reconstruction of
 

the city of Managua without major postponemenlt or diversion of
 

resources from critical development programs, particularly those
 
aimed at the rural areas.
 

2. Measures of Goal Achievement:
 

a. Reconstruction proceeding according to GON developed
 
Lamediate Action Recondtruction Plan and General Development Plan,
 
with the major residential, commercial and industrial zones located
 
outside the previous downtown core area of Managua.
 

b. Programs in health, education, manpowe", agriculture 
and other non-reconstruction dvolpment areas continue to receive 
increased planning attention, prrsonnel and financial inputs. 

3. Means of Verification:
 

a. Physical inspection )f reconstruction patterns and
 
progress.
 

b. Revit -)f fON Tiamediate Action Reconstruction Plan, 
General Development Plan for Managua, the GON's Flv( Year Capital 
Investment Plan (1(5-1979) as- from time to time revised, and 
other related reconstruction and sector development plans pre
pared by the CON.
 

h. Assumpti ons About Goal. Achievement: 

a. Nicaragua experienc,u; cntilnued economic recovery suf
ficient to finance or to att-rnct fonreign financing for the public 
and private sector investments needed for reconstruction and
 
development. 

b. That; he present g,,v-mnient is sincere in its expressed 
desires to undert~ake a mnssive 'proiramof reconstruction that will 
not only recreaf, its capital H-Ity but improve the quality of life 
of its citizens nnd provide an environment less susceptible to 
destruction by seismic distiirir ers. 

c. That thu GON will. cant Inue to mobilize domestic re
sources for the reconstruction and that adequate foreign resources
 
will continue to he made avaitnl1e.
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STATEMENT OF PRCTECT PURPOSE 

1. Project Purpose: Improve the GON's capacity to plan, pro
gram, design and implement major programs for the reconstruction
 
of Managua and for the continued economic and social development
 
of Nicaragua.
 

2. End of Project Status:
 

a. The plan for the Immediate Action Reconstruction Program
 
developed, updated and being implemented and a General Development
 
Plan in force for the longer-teral reconstruction and future growth 
of the city of Manngu, on a decentralized basis with linkages pro
vided to outlying satellite urban areas within the vicinity of 
metropolitan Managua.
 

b. A well functioning Office of Urban Planning within the 
Ministry of the National District idministering the Implementation 
of the General Development Plan and enforcing the standards, re
gulations and codes developed through this project. 

c. A system In operation within the GON for land acquisi
tion, exchange and disposition in order to facilitate reconstruc
t ion. 

d. Improved coordination between the various GON entities 
participating in reconstruction activities. 

e. CON entities (e.g. Ministry of Public Works, Ministry
 
of the Nationial District, Mini!; r, of Finance, etc.) capable of 
programming and designinfz reconstruction prnjects, managing their 
implementation and monitorin n and evanliting contractor performance. 

f. An ,wgaaizatLon within the Min~i stry of Labor carrying 
out manpower snreys and ana]y.se;.; ,ind adjusting apprenticeship 
training programs accordingly. 

3. Means of Verification 

a. On-site visits to office (f Urban Plnnning. 

b. Review of puhlished (1ON plans and related dncuments 
and reports of cnntraciors fininced by AID. 

c. Review of policie, and ordinances published by the GON 
in its official register "La Gaceta". 

d. Review of stnndards and building codes and spot checks 
of inspection procedures. 

http:ana]y.se


- 37 

e. Review of procedures for land acquisition, exchange
 
and disposal and checks of sample transactions.
 

f. Continuing observation of progress of reconstruction
 
noting number and degree, or lack thereof, of overlaps and
 
conflicts between reconstruction activities and the organizations
 
carrying them out.
 

g. Quarterly and annual joint reviews with GON implement
ation unit of progress and problems encountered in carrying out 
reconstruction activities. 

h. Review of manpmer surveys and training programs 
carried out by Ministry of Labor and t;he National Apprenticeship 
Institute. 

4. Assumptionsfor Achieving Purpose 

a. That expansion staff goes forward rapidly. 

b. That VMUP is able to sustain decisions on zoning and
 
construction restrictions despite sometimes intense political
 
pressures to change them.
 

c. Th1at effective cvdnation can be maintained between
 
sometimes overlapping functio ns (e.g. urban planning for develop
ment of the Managua metropolilan area vs. regional planning for
 
development of the Central Pnclfic area).
 

d. That qualified fomir:n technicians can be obtained 

in sufficient numbers on a ttitely basis. 

STATEMENT OF PROJECT OUTPUITS 

1. Outputs 

a. A comprehensive GIeneral Development Plan for the re
construction and development of Managua. 

b. Immediate action plans within first thirteen -onths 
of the project ',:permit decisions regarding reconstruction and
 
alternative uses ()f property in and around damaged area. Plans 
would include de] ireation of dangernus fault corridors and would 
define land use for" both puib] c and private functions. 

c. Zoning regtlntiomi and construction standards that 
reduce seismic risk to the popif1nfion of Managua. 

d. Criteria and proccdures for public land acquisition 
and exchange including compensation for property owners. 
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e. Improved management procedures and organizational
 
alignments within the Ministry of the National District including
 
VMUP.
 

f. More effective and efficient implementation of the Mana
gua Urban Reconstruction Loan (524-W-029) by GON recipient entities. 

g. Manpower surveys and forecasts to serve as basis for
 

decisions on apprenticeship training programs.
 

2. Output Indicators
 

a. Completion of the preliminary General Development Plan
 
by the end of CY 1976.
 

b. The Immediate Action Reconstruction Program plan was
 
completed and delivered to USAID in May, 1975. This plan will be
 
updated each calendar year during the life of this project.
 

c. Preliminary zoning regulatio-sand a revised anti-seismic 
building code will be developed by the end of CY 1976.
 

d. An expropriation law covering acquisition of land in
 
the old central city area is n(w before the Nicaraguan Congress
 
with enactment scheduled for CY 1976.
 

e. A reorganization plan for the Ministry of the National 
District was completed in August 1)75 by a contract financed under 
the first phase of this project. Implementation of the reorganiza
tion plan and improvement of management procedures will be implem
ented with technical assistance programmed in this PROP revision. 
The reorganization structure! shnuld be operative by April, 1976 
and implementation of improved management procedures will continue 
through mid-1977. 

f. New procedures and manuals for planning, operations 
and project design and evaluni ion developed and in use by implement
ing agencies.
 

g. A sysfem for gathering employment information will be 
established and opocnati,)nal by lirch, 1976, and t1e first manpower 
projections will he available in April, 1976. Manpomer projections 
will, therea fter, Le revised 9t least semi -annually. Development 
will begin on occupational standlrds and a dictionary of job titles 
in December 1975, with the first section (construction and related 
industries to be completed by June 30, 1976. 
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3. Means of Verification
 

a. Review General Development Plan prepared by GON.
 

b. Review of Immediate Action Reconstruction Program plan
 
and revisions thereof.
 

c. Review of zoning regulations and building code.
 

d. Publication of the new expropriation law in the GON's
 
official publication "La Gacets".
 

e. Review of organizational manuals and operating procedures
 
adopted by the recipient 2ntities.
 

f. Review of annual reports prepared by the implementing
 
agencies on their activities during the year.
 

g. Review of procedures established for the employment
 
information system; review of manpower projects; review of the
 
standardized job title and occupational category directory and
 
review of reports prepared by advisors working under the U.S.
 
Department of Labor PASA.
 

STATEMENT OF PROJECT INPUTS 

1. Inputs
 

The following Table II shows the inputs programmed under this
 
PROP revis ion for the remaining life of the project. Details on
 
the allocation of funds obligated under the project during fiscal
 
years 1974 and 1975 are shown in PROP revision No.1 dated June 5,
 
1975. However, Table III (Implementation Schedule) includes all
 
inputs programmed from project. inception to completion.
 

TABLE IT
 

SU4MARY OF INPUTS - JANUARY 1976 TO COMPLETION

(u.s.$ 00o) 

FY76 IQ FY 77 
Ministry of the National District 

Public Works Admin. & Mgmt. (21 mm) 112 - -

Systems Analysis Advisor--O&M (12 mm) 56 
Program/Budgeting Advisor (21 mm) 107 

Ministry of Pukblic Works
 
Public Works Admin. & Mgmt. (Bldgs)
 
(21 mm) 56 56
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FY 76 IQ FY 77 
Ministry of Labor 

Employment Service Advisor (I mrn) - 30 

Short-Term Advisors (24 mm) 56 25 43
 
National Computer Center, Tribunal
 
de Cuentas, Ministry of Finance,
 
Central Bank (FED) and other Im
plementing agencies
 

Participant Training 12 11 -

Program Mgmt., Labor and Manpower 
Surveys 

Other Costs 21 1 20 

TOTALS 420 132 63
 

TABLE III
 

IMPLEMENTATION SCHEDULE
 

CY 1974 CY 1975 CY 1976 CY 1977 

AGENCY T 
Position II] I IV I II Y 17I1 M W1 IV 

Vice Ministry of Urban Planning

Advisor to Vice {nTtIe -


Advisor to Planning Division )A AlD
 
Urban Renewal Advisor 
 -IT
 

Urban Designer I
 
Urban Developnent Advisor A 'D
 
Advisor on EDP Models for Urban P]ng. I -


Regional Planner - AD
 
Urban Sociologist I
 
Traffic Engineer OAS A"D
 
Structural Engineer A-D
 
Structural Engineer A
 
Urban Lawyer OAS
 
Materials Testing Advisor OS
 
Urban Programmer U1 rD'
 
Urban Administ rator ' N])pP 

Urban Planner P
 
Urban Economist P 
Demographer P
 
Landscape Architect D
 
Housing Policy Advisor 
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CY 19741 Cy 195 1CY 1976 cY 1977 
AGENCY i r 

Position I 

Infrastructure Engineer 
Transportation Systems Advisor 
Various Short-Term Consultants A: Z D )N R_ 

Ministry of Finance 
Financial Operations Advisors (2) 

Ministry of the National District 
Public Works Admn. & Mgmt. Advisor 
Org. and Collection Procedures 
Consulting Contract 

Systems Analysis Advisor (O&M) 
Program/Budgeting Advisor 

Ministry .cf Public Works 
Public Works Administrator (streets) 
Public Works Admin. & Mgmt. Advisor 
(Bldgs) 

Ministry of Labor 
Employment Services Advisor 

Various Implementing Agencies 
Short-Term Advisors (see text Section 
H-5) 

Participant Training 
Various Short-Term (see text Section 
H-6) 

Other Costs 
Project Administration (see text 
Section H-7) 
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2. Summary Project Budget
 

FY 1974 FY 1975 FY 1976 IQ FY 1977
 
Summary U.S. Inputs
 

Technical Advisory Svs.
 
U.S. Direct - - 
Contract/PASA 870 129 
 387 120 43
 

Participant Training 	 25 - 12 11 

Commodities 	  -

Other Costs 	 10 - 21 1 20 

Total U.S. Inputs 	 905 129 420 132 63
 

GON Inputs!/ 
 2,625 5,305 4,110 - 1,240
 

Other Donor Inputs 	 165 396 220 
 - 40
 

Total Project Inputs 
 3,695 5,830 4,750 132 1,343
 

_/ 	GON and other donor inputs are on a calendar year basis. GON inputs
 
consist of the increase in the budget of the Vice Ministry of Urban
 
Planning over 1973 levels, plus estimated costs being financed by

other GON agencies programmed for assistance under this project.
 
The amount shown for GON inputs during 1977 includes only one
 
quarter of a year of VMUP's budget since assistance to this
 
agency should be completed in the first quarter of CY 1977.
 



ANNEXC I 

"OCA $ 

SEC'RARIA DE LA PREStDENCIA 
DE LA,REPUBLICA 

Managua, D. N. 5 de agosto de 1975 

Seflor Doctor 
Robert Culbertson, Director 
Agencia Internacional 
para el Desarrollo (AID) 
Managua, D. N. 

Seflor Director: 

Por este medio me dirijo a usted a fin de solicitar a esa Agen 

cia una extensi6 n del Programa de Asistencia Tcnica para capacitar las 

ertidades ejecutoras para lievar a cabo el programa de reconstruccin de 

acci6n inmediata, cuyo presupuesto de capital representa una ampliaci6n 

del nivel anual de inversiones del gobierno nicaraguense de por lo menos 

el cien por ciento. Dicha ampliaci'n implica una rapida expansi6n de la 

envergadura de la tarea, enfrentando al Gobierno al nivel mas elevado de 

que se tenga registro en la historia del pafs. 

En vista de lo anterior, la necesidad de las entidad-z ejecuto

ras del Gobierno de recibir ayuda externa para poder cumplir sus respon
-sabilidades en el proceso de reconstrucci 6 n es una preocupacion de alta 


Por lo tanto, rogamos al gobierno esprioridad para el gobierno central. 

tadounidense que se aporcionen fondos para financiar los servicios de asis 

tencia tecnica que se detallan en los parrafos siguientes. Por su parte, eL 

gobierno nicaraguense se compromete a flnanciar los gastos de contrapar

tida asociados con apoyo logfstico en Nicaragua, tales como espacio de ofi 
-cinas, servicios de secretarfa, transportacion local y personal local ade 

cuado. 

Ministerio del Distrito Nacional 

Asesoramiento en manejo y administraci6n de programas de obras pfiblicas; 

Asesoramiento en organizaci'n y operacion del Ministerio; 

Asesoramiento para establecer un secretariado para el Comit6 Coordinador 

del Programa de Reconstrucci 6 n. 

I,4, 

711 

""" 



O 

IV 

SECRETARIA DE LA PRESDDENCIA 
DE LA REPUBLICA 

Managua, D. N. -2-

Ministerio de Obras Piblicas, Direcci6n de Construcciones Nacionales: 

Asesoramiento en el disefio, programaci6n y manejo de construcciones 
y mantenimiento de edificios piblicos. 

Ministerio de Economfa: 

Asesoramiento en la formaci6n y operaci6n de cooperativas de transpor
te pfiblico y/o una empresa pdblica de la misma. 

Ministerio del Trabajo: 

Coordinaci6n de la asesorfa para establecer un servicio de empleo y coor
dinaci'n de programa de capacitaci6n de mano de obra necesaria para lie
var a cabo el programa de reconstrucci6n. 

Asesoramiento a Corto Plazo: 

En apoyo del asesoramiento anterior y para resolver los demas problemas 
de las entidades ejecutoras del prograna de reconstrucci6n. 

Asesorfa del Profesor Harberger de la Universidad de Chicago'para el dise
fio de manuales de evaluaci'n y selecci'n de proyectos para la reconstruc 

cin (entre mediano y largo plazo). 

En espera de lo que tengan a bien resolver sobre el particular, 
me suscribo de usted con las muestras de mi m6s alta y distinguida coni
deracion, 

Atentaniente, 

AiRLOS DUBON 
Secretario de la Presidencia 

ccg. - . 'tD4 

V. 

\.m
• ",
 



ANNEX TT
 

EVALUATION OF PROGRAM DEVELOPMENT 
AND IMLEMENTATION PROJECT NO. 

524-n1-998-106 
by: 	 William Mann 

June 6, 1975 

I. 	Introduction
 

One of the supports being provided by AID to the reconstruction
 
of Managua to grant technical assistance aimed at enabling the Govern
ment of Nicaragua to meet planning, programming, budgeting, design
 
and implementation requirements. Under this technical assistance,
 
extended in cooperation with the United Nations Development Program
 
(UNDP) and the Organization of American States (OAS), AID has delivered
 
to the Vice Ministry for Urban Planning (VMUP) the consultants listed
 
on the attached table. This same table includes consultants delivered
 
by the UNDP and OAS.
 

The 	evaluation exercise reported herein was conducted by:
 

John W. Dyckman
 
Irvine Professor of Urban and Regional Planning
 
University of Southern California
 

Lawrence D. Mann
 
Chairman
 
Department of City and Regional Planning
 
Harvard University
 

William Mann
 
Chief
 
Urban/Industrial Division
 
AID/LA/DR
 

The assignment of this team was to evaluate (a) the program of
 
grant technical assistance, and (b) the Immediate Action and Reconstruc
tion Plan produced as one product of this technical assistance.
 

In the course of this evaluation stated goals and purposes were
 
reassessed, performance was measured against stated goals, purposes
 
and output targets and determinations were made as to future require
ments of this technical assistance program. In addition, observations
 
and recommendations on a number of key aspects of the planning/
 
implementation process are included.
 

The comments which follow are keyed to the governing Non-Capital
 
Project Paper (PROP).
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II. Statement of Prolcct Goal
 

A. Goal:
 

"To permit redesigned reconstruction of the city of Managua
 
without major postponement or diversion of resources from critical
 
development programs, particularly those aimed at the rural areas
 

The Goal remains valid. Progress has been made toward that 
goal in the form of broad - brush urban redesign. 

Progress is also evident in reconstruction - mainly private 
sector following the adopted concept of dispersion and deconcentration, 
which concept has been furthered by the extension of roads and utilities 
to peripheral areas. 

There is no evidence yet that critical development programs
 
have suffered as a result of design and reconstruction work. How
ever, as planning is only just reaching the stage of providing the
 
lead-in guidance for the major reconstruction, it is too soon to take
 
meaningful reading of the impact of Managua reconstruction upon other
 
development programs.
 

B. Measures of Goal Achievement
 

1. "Reconstruction proceeding according to GON developed
 
master plans with the major residential, commercial and industrial
 
oones located outside the previous downtown area of Managua."
 

This measure is valid but clarification is needed on the
 
type planning being applied. The process being used is one of continuous
 
planning which provides an immecliate action-type plan linked to the
 
determination of longer range master plans. See the appended memorandum
 
of Prof. Lawrence Mann for a full description of this process.
 

Reconstruction is proceeding as described above and, so far, 
all construction is located outside the previous downtown core area 
of Managua. This pattern is expected to be maintained over the
 
immediate future, reconstruction in the previous city core being 
initiated in a year or so with the construction of some public or 
institutionai facilities, see also comments in Dr. Dyckman's report.
 

2. "Programs in health, education, manpower, agriculture, 
and other non-reconstruction development areas continue to receive 
increased planning attention, personnel and financial inputs."
 

This measure remains valid. 

The sectors and activities cited have continued to receive
 
Increased planning attention, personnel and financial inputs. We
 
recommend that this measure be stated in such quantifiable terms 
as the level of planning effort in man-hours, staff strength by skills
 

<p 
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categories, and allocation of the national budget by percentages.
 

C. Means of Verification
 

1. "Physical inspection of reconstruction patterns and progress".
 

This means remains valid. 
It was applied under the evaluation
 
reported herein.
 

2. "Review of GON plans and related documents."
 

While valid, this measure is unspecific. The plans and
 
documents to be used should be specified (e.g., Immediate Action
 
Plans, Master Plans, Sub-center plans, project plans, building permits,

land sales records, national budgets, etc.)
 

D. Assumptions About Goal Achievement
 

1. "Nicaragua experiences continued economic recovery sufficient
 
to finance or to attract foreign financing for the public and private

sector investments needed for reconstruction and development."
 

This assumption holds valid and the condition seems to be
 
as assumed.
 

2. "That the present government is sincere in its expressed

desire to undertake a massive program of reconstruction that will not
 
only recreate its capital city but improve the quality of life of its
 
citizens and to provide an environment less susceptible to destruction
 
by seismic disturbances."
 

This assumption holds valid as an essential condition. 

Verifiable 4ndications of the Government's attitude toward 
improving the quiility of life arind strengthing security against seismic
 
risks are in its strict application of the new seismic code and its
 
attention to other -iveas, 
including rural development.
 

3. "That the GON will continue to mobilize domestic resources
 
for the reconstruction and that 
adequate foreign resources will continue
 
to be made available." 

This assumptLon holds valid. 

Domestic resources amniting to $1,171,400 have already been
 
contributed to, this project. Available foreign resources other than 
those from ATD are undetermined but indications are that additional 
resources can b expected when the GON beneficially absorbs a substantial
 
proportion of those already available. 
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III. Statement of Project Purpose
 

A. Project Purpose
 

"Improve the GON's capacity to plan, program design and
 
implement major programs for the reconstruction of Managua and for the
 
continued economic and social development of Nicaragua."
 

The purpose is still valid as stated.
 

Already, through this project, an institution has been created
 
with a planning capability which did not formerly exist in Nicaragua.

This institution (VMUP), has demonstrated considerable programming as
 
well as planning capability. The design and implementation phases
 
have not yet been initiated.
 

B. End of Project Status
 

As end of the project is a year off, evaluation in these terms is 
not possible at this interim stage. However, it can be stated that 
eight of the items remain valid, as measurements. Comwnents related to
 
items 1 through 8 appear in another part of this report. Item 9 is
 
outside our present concern.
 

Of significance here is the fact that the anti-seismic build
ing standards (item 3)have been developed and are being strictly
 
applied.
 

C. Means of Verification
 

Item 8 is outside of the scope of this evaluation. The remain
ing Stated Means of Verification hold valid. They are already being
 
applied by the Mission in all on-going activities.
 

D. Assumptions for Achieving Purpose 

1. "That staff expansion goes forward rapidly."
 

This assumption is valid. Furthermore, it has materia-ized. 
VMUP staff has increased from 7 professionals to 115 professionals and 
total staff strength now stands at about 700. 

AssumptI on 2, on the ability of VMUP to sustain zoning and 
construction contrtl decisions and assumption 3, which deals with 
effective coordinati-n, are valid but remain to be tested in performance. 

4. "That. qualified foreign technicians can be obtained in 
sufficient number oif 9 timely basis." 
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This remains valid as an assumption.
 

The performance of AID in identifying and selecting suitable
 
consultants and effecting their timely arrival at post has been
 
generally good. In the main, delays which have occurred with engaging
 
AID financed technicians were caused by VMUP procedures which have
 
since been improved. Selection of consultants satisfactory to VMUP
 
has been greatly enhanced by provisions for candidates to visit Managua
 
and be interviewed by VMUP prior to actual selection.
 

See the accompanying report by Dr. John Dyckman for further
 
observations on Lhis aspect.
 

IV. Statement of Project Outputs
 

A. Outputs
 

All eight of outputs falling within this evaluation (no. 8 is
 
outside its scope) remain valid.
 

Items 1 and 2 need to be revised in order to reflect the
 
planning process being actually applied (see IIBI. above and comments
 
in Prof. Mann's memorandum). The immediate action plan has been
 
completed some six months later, but in more extensive form, than
 
originally projected.
 

It is too soon to evaluate performance on items 3 through 7
 
and item 0.
 

B. OutpuL Indicators/Means of Verification
 

Although qualitative factors are of predominant importance,
 
we would suggest that several of these outputs indicators be recast 
in quantifiable terms and that time-phasing be stipulated for other
 
so that progress toward objectives can be better gauged. Baseline 
data are available where necessary and progress data can be routinely
 
collected.
 

1. Time-phasing can be established for the principal steps
 
in the master planning process (see Prof. Mann's memorandum).
 

2. The immediate action plans have been completed but time
phasing should now be established for the subsequent land appraisal 
and acquisitioii, design, working drawings, contract documents, contract 
award and constriction monitoring activities. In addition, quantitative
 
m4asures, such as costs, and square measure or linear measure or 
volume of physica] fncilities planned and built. can be applied. 

5. Tmpvoved management procediures may le reflected in such
 
outputs as number of plars received, number of building permits issued,
 
number of plans prtoduced for .;,,tellite towns, and number of project
 
designs produced.
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6. Increased capacity of all agencies to identify, design
 
and implement reconstruction and development projects may be reflected
 
in the rate at which these actions are satisfactorily completed and
 
the value of projects involved.
 

7. "More rapid" design, review and approval of public works
 

projects may be expressed through a periodic quarterly comparison
 
of the nimber and value of projects handled.
 

9. "Improved" utilities may be reflected in increases in
 
households served, hours of service and volume of product produced.
 
"Improve" health services can be measured by hospital beds per unit
 
of population, number of patients treated, reduction in mortaility,
 
etc. "Improved" transportation may be expressed in passenger - mile
 
or trip time.
 

V. Conclusion
 

Our determination through retrospective analysis are that the
 
project setting is essentially unchanged and that no basic change in
 
project design is called for. However, we make n number of suggestions
 
intended to help improve performance monitoring, reporting, evaluation
 
and project operations.
 

Though operations are behind schedule, evidently because of 
miscalculations in the magniitude and difficulty of tasks, this project 
has produced significant institution-building results and has launched 
an innovative planning process, both of which may serve as models for 
consideration world-wide. A disciplining force greatly responsible 
for accomplishments was the requirement under the AID Reconstruction
 
Loan for an immediate action plan. In some respects the tasks im
mediately ahead - land appraisal Ind acquisition, project design, bid 
documents preparation, contract- award and administratior, project
 
construction - represent even more difficult terrain than that 
covered so far. Therefore, serious setbacks can only be avoided 
through incre-ised effort. and improved operations. In this connection, 
early action should be taken to obtain funding for key specialists 
needed to accomplish these tasks but not covered by existing funding. 

Capital project packages to a total value of about $256 million
 
have been identified according 11o priorities by VMUP. The push now 
must be toTard solecting and designing projects for early implementa
tion.
 

Our final ysuiggestion is ihat, an interim evaluation of Implementa
tion be condicted Ir: 9pproximalely six months or not later than 
February, 1976. By that time tasks mentioned above should be well 
enough underway to permit mepningful scrutiny and determinations as 
to how well implementation measures have been conceived and applied. 

D
 



ANNEX III
 

Repor- of Evlutoon 
Visit, Manag,?, June 1-7, 17c 

John W. Dyckman
 
Consultant
 

This report addresses two major performance areas: 

a) the Technical Assistance Program, and b) the AID Loan program. 

1. The technical assistance program has succeeded in substantially
 
revising and improving the procedures of Reconstruction planning. In
 
particular, the inputs of the Asesores have played a major role in 
the integration of the disparate efforts of groups working in the
 
Vice-Ministry for Urban Planning. These asesores have in 
some cases
 
provided the needed bridging of the differing conceptions of the
 
functions and form of the "Plan" entertained by various staff
 
members. 

Most importantly, they have played a major role in producing
the important "PRAI" (Programa de Reconstruccion y Accion Inmediata) 
document. This document provides a first effort at effectively
 
converting general planning perspectives into specific programs and
 
program actions. In the past, the lack of such program specification
 
and guidance has been a serious weakness in the Reconstruction planning

effort. With the submittal of the PRAI report on May 20, l7 5 , and 
with the general development of PERT and CRITICAL PATH program methods
 
in the Vice-Ministry, these difficiencies have been redressed. In
 
addition, tie PRAT is an organizing device which serves to place the
 
various efforts of the planning teams in the Vice-Ministry in relation
 
to each other, and in direct relation to proposed actions.
 

This improvement, though marked, is nut great as toso remove 
all confusions and inefficiencies in the planning. Major problems 
remain in th coordination of planning efforts with the implementa
tion and operational activities of action agencies charged with the 
provision of public services, and in some instances, with the necessary 
resources of the private sector. An there are some scheduling dif
ficulties in the use of personnel within the Vice-Ministry, as well 
as some personnel weaknesses. Inevitably, the teams are at different 
levels of competence and productivity, and this impedes the smooth
 
flow of the programed effort. But over all, the technical assistance 
effort has produced clear and measurable results in the Vice-Ministry. 

Among the achievements o-f tihe Viec.-Ministry staff in which 
the Asesores have played a contributing part are: the aforementioned 
production of PRAT, which has symbolic as well as orga~iizing value;
the development of computer mapping and of a central data base, in 
which the consultant services pln,yed an important part; house to 
house surveys of building condition and the production of a data 



series on condition of units; study of demand for lnd in the central 
area; economic and investment studies; community renewal planning in 
the San Judas area: and the development of the concepts of integrated 
subcenters. The Asesores have contributed directly and indirectly: 
they have headed teams on specific assignments, and have helped to 
produce the regular output of Ohe office on the one hand, and on the 
other they have served in the valuable role of iraining instructors 
and technical counselors. Their presence and experience has helped 
to build the confidence of the Nicaraguan staff. 

In at leist one case, there was serious difficulty in locating 
the consultant provided by Technical Assistance in an appropriate 
place in the Vice-Ministry staff. This consultant is an able man, 
but for reas'ons of professional differences or personality incompatibilities 
he has been operating essentially without portfolio. Even in this
 
case, the person in question has made real contributions, and has 
worked diligently in the role of general factotum for the senior 
Asesor. 

In my opinion, the team assembled insn g ,,d ono. The principal 
area of improvement in the use of the Asesores would be in the 
deploment if the senior Asesor, who Is techniclly counterpart to
 
the Vice-Minist,,r. This persn has not been functioning as an "dvisor 
to or deputy for the Vice-Minister. Rather, he operates more ns the 
head of a team or group. Since this person is competent and experienced, 
and is willing to take responsibility, it would be useful to all 
parties to upgrnd. his duties, "nd to bring him into closer relation
ship to the Vice-Minister. As the Vice-Minister has no deputy or 
delegated staff leader, he should in any case delegate some of his 
duties to a second-in-command. If for reasons of personality or of 
histor, it proves unfeasible in ",se'he Asesor in this capacity, a 
Nicaraguan deputy shouln be cbsen. 

The dii7v2fl of laor with O Other nssist ancp agencies has 
produced at leat one senou; prob]em. An infras trcture engineer is 
needed almost immdiately, 9d] thounh the I.N. will presumably provide 
such a person, hir dela.' in doinga will prove costly to the 
program if it con mines,. Cprain P*Oi r skills are needed by the staff 
as it moves in'- its implemp.n t a on stage. An expert in materials 
testing is nrelod, either thr-.':h sQtaff uddition or through a 
consult ing a ranr-ment. At p'2.,ni this funeion is not being 
exercis-se and Ih I nt equip mn on hand is no tilized. An 
expert in s ical smplin and surv-y and an urbnn land ,-c onomist'-stat .t 
are amonv nthr Pkl]]: mentitned ne] n.; on hand. Finally, the 
implementat i on Onvre will pr' q p fatly from the nddition of a 
person ski ]ld a ]Or undertakinms in theex-editint 'e-scanle urban 
development fiPfd. Such persons - wilh experience in urban redevelop
ment or in her wrban land development programs-- can be found in 
the U.S. and col,]d make a major aontri bution to he reconstruction work. 



2. If the technical assistance staff inputs are to be used
 
effectively in the.re-c-onstruction-effort , some shift in-deployment-.
 
~will need to be made, As the emphvrsis of the work gradually is
 
transferred to-operational agencies, technical assistance should
 
move in accord with it. These shifts can be realized without mnjoi'

disruption of the important contributions now being made by the .
 
Asesores. Since the Distrito Nacional, for example, will play a
 
major role in providing services needed in the reconstruction, it
 
would be useful to integrate more closely the activities of the
 

-. 
 programming group within the Vice-Ministry with the on-going activities
 
of the District. Since the.Vice-Ministry is actually a unit of the
 
District, this should not be difficult in principle. In practice

it may require encouragement from AID, for reasons of the relatively
 
vague nature of the organizational lines between District and Vice-

Ministry and because of the discrepancies in qualifications and
 
culture of the respective staffs. It seems unwise, therefore, to
 
physically transfer any of the units of the Vice-Ministry to the
 
offices of the District, where they would be removed from the
 
supporting relations which have been developed in recent times.
 
Rather, it is proposed that certain units, notably the programming

section, develop closer ties with the District staff. If necessary,

"counterparts" should be found or placed in the District staff.
 

The present "teams" or "sections" of the Vice-Ministry staff
 
should not be viewed as permanent divisions of labor. As the tasks change
 
and the planning work develops, new alignments may be advisable.
 
Thus, it would be reasonable to suppose that a "Downtown Study Team"
 
might be formed in the Vice-Ministry. Such a team need not entail
 
new personnel, but might be formed from the reassignment of present

staff members. (As an example, this might be the kind of task which
 
could exploit the experience of the presently "floating" or' "dis
placed" Asesor.)
 

Finally, as noted above, the senior Asesor should be given clear 
coordinative responsibilities. He should be deput'ized more freely

by the Vice-Minister to act in a more clearly managerial capacity. 
To 
this point, he has not functioned in this way, either for lack of 
personal assertiveness, or because of the indisposition of the Vice-
Minister to use him in these capacities.
 

3. The role of the O.C.I. unit of the Minister of Hacienda will
be a crucial one in the period ahead. 
This unit will prepare the
 
pre-contract programming, and this task will grow rapidly in the course
 

; of stepped-up reconstruction. There is reason for doubt about 
its
 
present capacity to handle this load. 
 Since O.C.I. is in a different
 
Ministry, there is no question of alleviating the load by shifting

assignments or lines of reporting. But because the staff of the Vice-

Ministry and that O.C.I. must work closely together (and presently

do so) it is possible that the programming section of the Vice-Ministry
 
will be able to gear its output even more closely to the needs of the
 
O.C.I. unit. If it can "tailor" inputs to the ongoing needs of C.C.1. 



the programming unit can materially expedite the transition from 
-plans-to-acti-ons.,-----

In the course of this transition, the contacts between the,4 
Vice-Ministry and the private developers who will eventually be the 

"a ,main development actors will intensify. In this case, the problem 

is not that of transferring resources to the action group, or even 
of providing specific services for that group. Rather, it is one of 
communication. Steps should be taken to regularize the communication 
of planning determinations and planning arguments to the major 
development groups in the private sector. Over time, the Vice-
Ministry staff and the eventual developers will inevitably be brought 
into close contact This eventuality should be anticipated to some 
extent, and early meetings should be scheduled by the Vice-Ministry 
with developer interests. The purpose of these meetings would be to a 

-advertise" the plans of the Vice-Ministry to its putative clinets, 
to inform this group of the expectations and purposes of the Vice-

Ministry, and to solicit developer reactions and comments. While 
presentations to the broader public are necessary, smaller showings 
to the development actors will serve a useful purpose. 

4..Eventually, the loan program is intended to be converted into -

actions to create real living environments. If this is to be done 
smoothly, a number of realities should be anticipated. Among them 

are the following: 

a. Improved Appraisals. In order to protect its investment in 

land, to secure the maximum benefit for this investment, and to 
safeguard the process against abuses, it will be necessary to obtain 
land appraisals which accurately reflect land values. The very 
processes of shifting key locations, of redevelopment, and of infra
structure investments change the relative values of parcels. For 

these-reasons, it seems inappropriate, however administratively 
convenient, to rely on past cadastral evaluations for setting 
appraisals in land acquisition. The Geographic Institute will render 
an important service in its present undertaking to clarify property 

lines, but this finding alone will not be sufficient for setting 
values. There is also reason to believe that past experiences in 
Nicaragua with expropriation, in which courts appointed separate 

a appraisers in each case without benefit of general guidelines, has "-

led to unreasonably high appraisals. For these reasons AID should 
take the initiative in helping the GON to develop appraisal guidelines, 
with the help of the most experienced and reputable appraisers. 

- - - These guidelines should be publicized -both as a form of notice to 
the property owners and as a point of reference for the use of the 
courts. If the government is not willing to constitute a blue-ribbon 

- Board of Appraisers from which the courts may draw individual appraisers 
a"- :to evaluate properties, at least the publication of guidelines would 

be a valuable service and a reasonable exercise of AIDts right to

protect its funds. 



- & ' evelonmeni.'i tb ,--% 	 A s-i. the <The exiigencies ~f time will require11 	 Early~ taking.. ,prop-o ed-:lew. --ame di .ng~ -~o i at io ,_proA thated,; the -,-to-- ~ _11 
government avoid excessive delays in gaining-cbntr l oprte oh 

proid.". o imedatetaingofproc-tywih a aout-equal to the 
cdsrlvalue of the property plac~ed in bank escrow against the, 

eventual award, has not been favorably received by the CON, other 
formulae should be sought which might be an acceptable compromise. 

.; 	~:.Thus, for example, an amount up to~some maximum could be turned 
over to the property owner at the time of the taking, with a fund ' 

deposited against the eventual award. Inany event, project plans
 
must await precise project property line definitions, and'such defini-'
 
tion cannot be made until the property is actually acquired. The
 
prospect of delay threatens to jeopardize the ability of the govern
ment to meet the loan expiration deadline. Thus AID 'has an interest
 
to push some type of rapid taking if it is to see the funds actually
 
expended.
 

c. Excess acquisition. Either by ordinary market buying or by
 
expropriation, the GON has a lively interest in acquiring some land
 
in excess of that anticipated to 'be used directly or immediately in
 
its public projects. Not only will such land be needed to "wholesale"
 
to developers in certain instances, but it will also be valuable for
 
the exercise of land "trades" -as \Ifivithe case of compensation of
 
downtown property owners for land ,tzken in reorganization of lot lines
 
and in street widenings- and in securing for the public the benefits
 
of certain public improvements.
 

d. Improvements tax. Because public improvements create land'
 
values which may lead to windfall profits for certain land owners,
 
and because of the need of the CON for resources for public improvements
 
and services, it is reasonable that a benefits tax be imposed on the
 
increase of land values resulting from public improvements, such as
 
infrastructure extension. It is probably not feasible to attempt to
 
recover all this increase (as the British experience with the 'Compensa
tion and Betterment Act of 19)47 has~shown), but it is reasonable to
 

* 	seek to recover some of this betterment. (Say, 10-1W. By setting
 
the tax -a one time tax- relatively low, the Government can avoid the
 

* 	 hardship that might be imposed by an inaccurate assessment of the
 
amount of the benefit --that is, it can give itself a margin of safety.
 

(b' 	 While this proposal appears to have been rejected in'ii~ecent discussions, 
it may be worthwhile to reopen the question as part of the general 
loan discussions- with the argument that it permits the loan to have ' 

a certain multiplier effect.
 

e. Land packaging. The creation of a land reserve, as proposed
 
above, could lead to an effective staging of development in which
 
various "packages" of land with all site improvements would be marketed
 
to developers. 'This would permit the developers to realize certain*
 
scale economies and scheduling economies in their work, and would
 
facilitate the implementation of the "integrated community development 
 . .. '' 
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plans" now being prepared by the planning groups in the Vice-Ministry. 
The packages could be broken into parts of varying sizes depending
 
upon demand, upon the pace of redevelopment, and upon the ability of
 
government to finnnee and nctui]nly build the infrnstructure.
 



ANNEX IV
 

M F M 0 R A N DI U M 

June 6, 10 79 

FROM Lawrence D. Mann 

TO USAID/NICARAGUA 

SUBJECT: Fvaluation of Managua Reconstruction Planning, June 1975
 

This memorandum summarizes observations during a brief visit
 
for evaluation ending this date. It is based on a series of inter
views and meetings, as well as the examination of numerous relevant
 
documents.
 

Background
 

The reporting here forms part of an evaluation mission. It
 
should be read jointly with parallel memos by John W. Dyckman and
 
William Mann of USAID/Washington.
 

Subjects of concentrated attention here will be on the Program
 
for Immediate Action (PRAI) and the training function of technical 
assi st nnce. 

My comments here should .lso be road in the context. of three 
earlier reports I have prepared for INCAE on the planning process 
for reconstruction of Managua.
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The Immediate Action Program (PRAI)
 

One main tnsk of this visit hns been tho exnminatlon nnd evnln
t ion of the ambitious document, "Programa do Reconstrucci6n do Accion 
Inmediata", dated 20 May 1Q7 5 and known under the name "PRAI". This
 
document was technically to comply with the requirements of Loan
 
Agreement 524-W-029, but it went beyond these requirements. It is
 
in a number of ways a really significant planning document, Includ
ing several innovations and representing a huge professional effort
 
by the advisors to and staff of the Vice Ministry of Urban Planning.
 

The Program covers the period 1975-78. An initial chapter
 
reviews the nature of the pre-earthquake Managua. the effects of the
 
quake Itself, and initial emergency responses to the event. The
 
following chapter provides the clearest statement to date of the
 
Government's approach to replanning the metropolis. 
 This general
approach is broken down into rather specific strategies for land 
use, housing, community facilities, utilities, streets and transport,
industry and commerce, open space, and general environmental quality.
This third chapter concludes with a good section on development 
controls. 

A fourth chapter provides an approach to an implementation
 
plan for urban development diuring the period. This chapter begins

with a governmental structure fr implementation that includes a
 
Top Level Reconstruction Planning Directorate, the Vice Ministry

of Urban Planning, the Ministry of the National District 
at large,

the Office of Coordination and Tmplem'ntation (OCT) of the Financt 
Ministry, and the executing agencies. Proposed institutional inter
relations are outlined. Procedures for implementing the "PRAT" are 
outlined for financing, land acquisition, development of coordinated 
planining areas (API), project implementation, and the coordination of
 
project execu-tion. Technical support for planning, development, and
 
implementation is discussed in terms of the INCAF contribution and
 
other, special studies. 

A separate fifth chapter discusses the special development 
fund for small business. (While this matter is part of the loan
 
agreement, it is not central to the pres:ent consultancy.)
 

The finnl chapter discnsses an evaluation system. This proposal
is presented in terms of three phases. The first foresees the evalua
tion of pro)'-(,t ndvance and improvement of the urban planning system
itself. Th' sccond phase is to lnok ati the achie-rement of physical
goals. And thEf final phase is tlo provide an overall evaluation of 
the program's effectiveness. 

The "PR[AT" is in general quite well documented. Besides 
numerous chart:- rid tables, thar, are n number of appendices. 



It should be noted that the "FRAI" was adopted as official policy
 
of the Nicaraguan Government. It attained such approval, we are
 
informed, only after a rather thorough going-over after leaving the
 
Vice Ministry. That is Minister/A'cnlde Luis Valle OlIvnres reviewed 
and changed the document in i!Tporl ant wnys and other Ministers nnd 
the President himself have reviewed the document seriously. 

Our general evaluation is that the "PRAT" is quite a successful 
document both for its specific purposes and as the germ of a method 
of middle-range planning. It is certainly subject to correction of 
certain minor errors at vdrious places in the text, charts, and graphs. 
Moreover, there are certain aspects of the implementation part 
(Chapter 4), and in evaluation (Chapter 6) that will necessarily be 
modified with the accumulation of practical experience. We believe 
this is particularly likely in matters of inter-insltitutional relation
ships. It is simply not possible to know how all this is going to 
work until the fl.-od of projects begins to move through the proposed 
system.
 

This observal ion is paricuiarly important- in the likely rela
tions between the Vice Ministry of lIrhnn Planning and the parent 
Ministry of the Ntional District. Precisely which of the proposed 
functions will remain best. located In the Vice Ministry of Urban 
Planning and which will be administratively loc9ted in other parts 
of the Ministry of the National District are matters that cannot be 
entirely foreseen. Certainly these arrangements will work themselves 
out over time, and there is no sound reason to be]lieve that anything 
I might say nw vuld have a nositive effect. on the outcome. This 
same comment should be applied to relations wi-th CI, with the five 
agencies of the Government nnd with private planning, engineering, 
design. land dewolpaent nd c,,')n:ruction firms. 

Relati -n _to MoAc' Ac i Planning1xtnensiw Process 

PrNrhap3_hr m.st u-dament, that needs to be posed is thefq qlestion 
exten' t'- which tlj, PRAT is in4Ied t.h, aippropriate microcosm for the 
needed longer ra7t, ricti-n pinning ip.icess. To respond well to this 
query, we shall need to rest-i- the es.,ontial framework for such a 
process. It mus- ,aIse, recognizod that we shall need to look beyond 
the PRAT to tIvb br-,adr work rprogram under way in the Vice Ministry 
of Urban Planningr. 

The b~sic i n )lannni no r uw, is T have sketched itin.o 

elsewhere_' 1,,ins an n] -)f very szeneral
wi t.h init phnso goal. specifica
tion. 'iThen 1ir '1 ,an'eri-s of project idenlificntion and generation 
phases involvin, dicussions .,ith agecies, orivnfe interests, local 
groups,",., alternatin wi h 1-chnicaJ] documenittion of potential 

_/ "Action Plfnnnin: for Urban 2!rnuefr" paper presented at the Inter-

American Plannino ' (-TAP), Sep also my
Nciety !',:;ptember, 1-.7). 
report, "Planning for lousino/ITrlnn DPevelopmeni Rector in Panama", 
USAID, 107h. 



projects for programming purposes. 

These projects are to be 'orK-d into n progrnm f'or investment ,parallel to standard capitl budgeting, but much more informal on
modern programmning methods. 

The program-of-projects is then to be tested against inter
agency, private interest and community group discussions. Following

modifications from these discussions, it is tested against long-range

plans for environmental design implications. New modifications will
result from this analysis and further discussions following it.
 

Then, the carefully evaluated and modified program is implemented

on sn annual and multi-year basis. Immediately, the feedbacks from
 
implementation begin to show the needs for new projocts and the lack
 
of justification for ones 
already approved.
 

This begins the continuous process of planning-implementation
planning. I have called 
 "act iom nanning. 

As mentioned above, the PRAT is quite consistent with such an
"action planning" framework. However, there are some notable short
falls to date.
 

a. The private sector projects are not yet included. (The same
applies to projects to be solicited from community interests, but

this may not be feasible in these circumstances).
 

b. Meaningful consultatics are taking place only at the technical
and high admnitrative levels. Consultation processes are not yet
open" enough to work well.
 

c. The "packaging" aspects are no yet fully informed by program
ming methods, though may well its-If
this w'ork out in time. 

d. The long range planning# is not far enough advanced to provide
the necessary h-ur istic. 

e. The attitude of the onvoing process is not yet widespreadin the staff. (Note low participation of staff in the PIAI, with
advisors having L take mor- initiative than would have been preferable.) 

Professional Training rogrrim 

The critical mass f tochnical expertise in the fields of urbanplanning and prgranmming are a resource that shnull not be neglected
for its potenti'I impact on [he long-run supply of rofessionnl talentin Nicarngun. It has been recognized all along that the body of advisors
has the potential of performinn this valuable training function. An
earlier reporl by Rnfnel Corrnda, For INCAF, n".;nPst d some tontntivP
directions for ornanizin; the dvisors for thi -Wort. No important 
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steps in this direction have been tnken during t he rnst year, though 
of cou'se . great deal of on-the-jb, informsl trnining Is taking 
place on a daily basis. 

I am recommending that an important proportion of principal
 
advisor HinoJosa's time during the next three months be devoted to
 
developing a draft training program, to make full use of advisors
 
and other professionals in the office for training in the various
 
aspects of urbin planning and pro ramming that are expected to be
 
most needed in Nicaragua durinn coming years. Advisor Honojosa, it
 
should be noted, is one of the lending educators in this professional
 
field in the United States. Hiis proposals on this matter should be
 
taken very se iously and should be supported rigorously by USAID/Ni
c aragun. 

Given my great confidence in the resident advisors abilities
 
and judgment on these matters, my own specific recommendations on
 
this matter can be quite brief.
 

I believe thY 'he 9ppropriate paradigm should bo the "iction 
planning" approach ,-oscribod elsewhere in this memo, and in related 
documents cited there. The main implications -f thai approach which 
is simply my own version of the lest of the current state of the art, 
are the fallowing: 

1. All urban plnnners sh'uld begin with a so]id educational base 
in one of the foll win-: 

n. Archil eture (the rndional professional base in Nicaragua)
 

b. Civil oginnerinr 
c. Law
 
d. qeogrnphy, Pconomics or othr empirical social science.
 

2. The emphasir of h,- rinin nhould to on programming 9s 
opposed to the t ditional str,,sn -n m',pariny long-range, end-state 
plans. The sense f onoinr process should be the foundation, and 
the relation of p,;.lic plannin- and implementation to broader socio
political and economic processes sholdd be deeply impressed on all
 
trainees.
 

. Urban pl.annnrr should !,,-fr!in,d to ipp:rociat- the importance 
of participation of othors in public plnnninq processes, not out of 
any moral imnpa tive (though s.ch moral qusti ons are quite I igitimate) 
hut out of the nvoassitl of informnation and support that can he obtained 
only through thi s partici pation: only q frvion of the necessary 
participation can he subsumed ndr ,W category of inter-ngency com
munieation and consultation. h, importane of' wor'king nut toh invnlvp
ment of privnt. firms, qunsi-pill ic enhIIiie. 9nd commnniiy and uor 
groups shoauld be made qai iv c,-.ntrY]. And thro :doud he an npprecin
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tion of the need no develop such involvement to a meeningful degree
 
at a very early stage of planning processes.
 

h. Urban planners should be trained in the ways of generating,
 
processing, and analysis of critical data related to projects and
 
their evaluation. The evaluation framework should be that of cost
effectiveness, generally, with application of formal cost-benefit
 
analysis where possible and appropriate.
 

5. Urban planners should be taught to "package" sequenced and 
prioritized arrays of spatially and functionally related projects 
into programs of different scales. (The sub-centros will provide 
the appropriate upper-range seal, in the Managua context.) Central 
to this kind of synthesis will be the techniques of the PERT and 
CPM family, and all planners should fully grasp this framework at 
least conceptually.
 

6. Urban planners should be trained to appreciate the importance 
of long-range urban design and environmental plans as an heuristic 
device to test 'he full long-term implications of combinations of 
major programs of projects. This understanding will be difficult for 
trainers since those with traditional architectural education will 
find it a much too limited role and non-architects may not be easy to 
convince that this function is necessary at all. Nevertheless, it 
is a very important part of any urban planning curriculum. 

7. The close link between pInnning and implementation phases 
must be made very clear to urban planners. All trainees should be 
fully exposed to the complexities of implementin,- Drjects and programs
of-projects. Relatedly, plnnnrs should be trained to elicit informa
tion from implemantntion situations as feedback to further planning. 

Conclusions 

The' 12 2t.i 1 room for improvement in ih,- above areas and in 
related matters. llowevpr, if the erffrt can avoid the landmine of 
a major scandal, T am optimisf ic that it is now "taking off." 
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I. Introduction 

This report is the result of a one month technical assistance agreement between the 

Central Bank of Nicaragua (CBN), representing the Government of Nicaragua (GON), 

and the Agency for International Development (USAID), representing the United States 

of America (USG). Under this agreement the writer started the review and analysis 

of the manpower development and utilization systems and the related statistics and 

labor information programs in effect in the country on September 22, 1974. 

After several interviews, the writer was left with the impression that this technical 

assistance program originated because of the preocupati'n and concern of national 

officials with the need for a well organized permanent labor information system that 

wvill provide the country with current and accurate data on manpower supply and demand 

that will enable them to make medium and long range estimates of such supply and 

demand. 

During the almost two years after the earthquake of December, 1972, all efforts have 

been directed principally toward the implementation of emergency programs to al

leviate the suffering of those citizens iffected by the earthquake and in planning for 

the reconstruction of the eity of Managua. The outstanding efforts of the officials res

ponsible for the implementation of these emergency programs is most evident when one 

travels through the -ffected area and projects such as has America Housing Program. 

It appears that the first phase of the reconstruction program, that part devoted to the 

providing of emergency assistance, is giving way to a long range reconstruction program. 



Thc.next step will probably be the most difficult: to move from planning into imple

mentation. 

The purpose of this report is to assist in filling in the gaps that exist in the planning 

and implementation of reconstruction programs as it pertains to manpower demand 

and supply to improve the effectiveness of such programs. It emphasizes the need 

for a manpower development and utilization strategy that includes: 1) the organiza

tion of the labor market, and 2) the obtaining of current and accurate information 

on manpower supply and demand. It recommends a program that, while modest, it 

can make a most significant contribution to the country's reconstruction and develop

ment programs. Its costs are insignificant compared to the benefits it should produce 

and the disguised loses to the country if it is not implemented. 

The writer has taken special care not to crowd the report with statistical information 

and data which abounds in the numierous research reports emanating from various ins

titutions, to highlight the recommendations within. 

He is deeply g-riteful for the sincere and friendly reception he received from all 

Nicaraguan officials contacted in government and private enterprise. The frank discus

sions with these officials and their spirit of cooperation has been outstanding and made 

this assignment an enriching professional experience und a personal pleasure. 

Ile is specially indebted to Lie. Jorge lontealegre and Lie. Edgar Garcfa from the 

Central Bank for their assistance in executing of this assignment and to Jimmy Philpott, 

USAID's Dir ctor of lkevclopment Planning for his gu"idance and assistance in the 
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introduction to the country and its officials and providing moral and material support 

in car-eying out this assignment. He is also very grateful for the assistance of Miss 

Elizabeth Cross, who so patiently coordinated the numerous meetings, reproduced 

the report and translated it into Spanish. 
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IL Scope of Technical Services 

A. Objectives of the Technical Assistance 

To provide the GON with the capability to estimate and project the supply and demand 

for various occupations and to utilize such estimates in planning short and long term 

skills training programs. 

B. Description of Scope of Work 

1. Review and analyze labor information and statistics collected by the Ministry of 

Labor and review the organization of the Ministry's Labor Statistics Department. 

2. Prepare a general work program for the design of a dictionary of job titles 

covering occupations in the construction industry.
U. P e a e o o a %O, k pr og r a rnl fo r L1 

3. Prepare a ge.nera or ' por the design of a permanent Inforrmatioa system 

that will provide the means for making medium to long range estimates of such supply 

and demand. 

4. Provide recommendations as to additional technical assistance required by the 

Ministry of Labor, a) to carry out the work programs developed under paragraphs two 

and three above, and b) to utilize the information effectively in planning short and long 

term skills training programs. 

III. Methodology 

In order to obtain as much information as possible regarding the manpower supply and 

demind and the existing labor information systems and arrive at the findings and recom

nendations in this report, the following methodology was followed: 
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A. Interviews with government officials of institutions concerned with manpower 

development and utilization. 

B. Interviews with leading members of private industry including the Chamber of 

Manufacturing Industry and Chamber of the Construction Industry with emphasis on 

private construction companies. 

C. Personal visit to the most important training institutions. 

D. Brief review of several reports related to the matter. 

IV. Findings 

The observations that follow are based on the information gathered through the review 

and analysis following the methodology described above. The findings, which are sum

marized below, are sometimes necessarily stated in negative terms, for the purpose 

of supporting the recommendations that follow. 

A. Disorganization of the Labor (Employment) Market 

The lack of accurate and timely labor market information and the need for an institution

al system to effectively coordinate the needs for (demand) and the supply of skilled 

labor will be perhaps an insurmountable handicap affecting the reconstruction and 

development prograims. 

At the moment there is no coordination between institutions developing the skilled and 

semi-skilled manpower (supply) and the institutions, private or public, in need for 

and utilizing the available manpower (demand). The skills or capabilities of the un

employed persons, which will be needed for the reconstruction and developnment effort, 

is not known. Neither is it knownii whether they can participate effectively in the imple

mentation of programs being prepared for the development of theirown environment. 



The disorganization of the labor market is complicated by the lack of standard clas

sification of occupations. Today a carpenter may mean one thing to an employer and 

another thing to another employer. There is an urgent need for occupational analyses 

and the development of a dictionary of occupational titles applicable to Nicaragua to 

facilitate the identification of manpower needs and develop the supply according to 

those needs. 

An institution is needed, such as a Department of Employment and Human Resources, 

to establish a system to organize the labor market in the country and obtain and main

tain current essential manpower information. 

This institution would establish a system to effectively coordinate the needs for (demand) 

and the supply of skilled labor and plan and promote the development of the skilled 
q . • r 

Cr C 

IIUUI IIIUL MiLIIIII. IIUll Lilt! t'liU1'ito Ut WCjJLdl'iAL( ilibLiLULlUIIb W\l iClI CO[I L lIC Ullpo\Ver 

studies and surveys in an effort to make needed projections thereby avoiding duplication 

of efforts and waste of needed resources. 

The information to be gathered, analyzed and maintained oi, currc:at basis would be most 

useful not only to other human resources development institutions such as the Ministry 

of Education, Ministry of Labor, training institutions, but also to all planners, be them 

in government or )rivate iadustry. 

B. Labor (lnmpl,\vmont) Market Inforimation 

The concern of nationl officials with the need for a well organized permanent labor 

information system is well based. Though a number of esti mates of availability of 

skilled workers have been made by different institutions, there seems to be no coordina

tion between these units. 
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There is great danger in accepting these inventories of "skilled" workers and some 

of the projections being made. As an example, as late as May, 1974, some of these 

reports optimistically included in their estimates the number of skilled workers 

that the training institute in Granada and the Center for the Development of Human 

Resources in Managua would graduate in 1974. In effect, neither of these institutions 

are now training workers and there is no certainty as to when they will start their 

training courses. Though these two institutions are developing the proper way 

and should be complemented for it, planners must make their projections based on 

realities; otherwise, when the reconstruction projects begin, the needed skilled 

workers will not be there. 

Another miscalculation which could play havoc with the implementation of reconstruc

tio,, plUroMs i d itb,-,U 1JiLUII MhaL Uhe Lrainees graduating from the different insti

tutions or the largc number of those who received 15 days "cursillos" in 1973 are 

skilled workers. Reports add all these numbers to arrive at the total production of, 

skilled workers available so far for the reconstruction effortL Actually there is a 

great deal of difference in the skills acquired by the trainees in the different institu

tions if only the time spent in training is considered without considering the quality of 

instruction and availibilitY of such essential items as adequate training facilities, 

equipment, tools, and materials. The skills of an individual who receives two weeks 

training or approximmately 80 hours, cannot be complarcI to the worker who receives 

three or six months of tairing on full time basis and less to those who receive three 

years of training. 

Another item which stresses the need for the establishment of a well organized labor 

information system is the fact that while government officials and employers report 



a lack of skilled workers in the construction industry, the President of the Construc

tion Labor Union reported in an interview that there were many unemployed skilled 

construction workers. The writer did not have the time to verify this statement but 

feels that the situation probably exists because of the disorganization of the labor 

market, the lack of current labor information, and the lack of a system to coordinate 

the demand for and supply of labor. 

The scope of work of this assignment requires an analysis of the Labor Ministry's 

Labor Statistics Department and a review and analysis of the labor information and 

statistics they collect. Unfortunately, there is no Labor Statistics Department in the 

Labor Ministry. The Section of Economic Studies, poorly staffed (ten (10) technicians 

authorized and only four (4) on duty at time of visit) personnel in need of training, de

votes its very limited resources to the collection of information on salaries related to 

investigation of minimum wage compliance and other labor management conflicts. 

The placement (employnment) office of the Ministry of Labor, staffed by one profes

sional and one secretary reports a number of applications, 6, 124 in the entire 

country in 1973 and placements, 3, 579 in the same year. These figures are less than 

candid as report of employment office operations. It is difficult to visualize one person 

interviewing G,12.1 applicants in 16 different cities and placing 3, 579 in 14 cities during 

one year. Information av'ailable indicates that most of these individuals are farm laboreri 

being moved from one "hacienda" to another. 'lThe effectiveness of the functions of those 

officers m be d(i.1earded labor statistics collection units because they contributehus as 

practically nothing useful in the field of labor information. 



The best source of employment and unemployment information, in yearly reports, 

is the Executive Office of Census and Statistics. In 1973 and 1974 they conducted 

household surveys in seven (7) urban centers: Managua, Chinandega, Le6n, Grana

da, Masaya, Jinotepe and Diriamba. These cities represent over 50% of the urban 

population. Next year they plan to begin studies of the rural population. The surveys 

are restricted to seven cities because of the high cost and limited availability of 

financial resources. The reports seem to be an excellent beginning and should be 

very useful to planners in their work. The writer was very favourably impressed by 

the operations of this office and the qualification of its personnel. 

There is no current information on the supply and demand for labor such as that which 

is maintained by an Employment Service. The labor market is a very active force that 

changes continously fron day to day and needs careful management and coordination so 

that it can function effectively and provide the country with the skilled labor when and 

where needed. A malfunr-'ioning, disorganized labor market robs the country of its 

resources, human and material, %id slows down the development process. 

Today an employer in need of workers has no place to go to obtain assistance in getting 

the workers and a worker in need of a job has nowhere he can go to obtain assistance 

in getting the job. -he demand for labor and the supply cannot meet each other's needs 

because of the lack of cu rrIent labor information and the system to coordinate and bring 

together this supply of and de mand for labor. 

This reports includes recommendations for the est-ablishnient of such systems to avoid 

the waste of the nations most precious resounrces: hulman resources. 
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C. The Training Institutions 

To be able to understand the labor market it is essential that one looks at the insti

tutions which are developing the workers needed by industry. There are a number 

of published excellent reports of evaluations of the leading training institutions such 

as the Evaluatio... of the Don Bosco Training Center made by the Central Bank of Nica

ragua in October of 1973, and the very excellent evaluation of the principal training 

institutions made by Ing. Julio Blanco, under the sponsorship of the Chamberof Indus

tries, that though outdated, is very useful. The author does not wish to duplicate these 

outstanding efforts and will restrict his remarks to brief descriptions of those institu

tions and some pertinent comments on workers' training in general, as it relates to 

the labor market. 

The principal manpo\ cr training institutions in Managua and vecinity are: 

1) The National hIstitute of Apprenticeship 

2) The Vocational Technical Institute 

3) Youth Center Don Bosco 

4) Technological Institute of Granada 

The National Institute of Apprenticeship (INA) is a government school operated under 

the Ministry of Labor. This institution has carried the brunt of the manpower training 

activites in the country since the earthquake of December, 1972. It is located in instal

lations wilich the t iiees are slowly huiling as part of thcir practical exercises, their 

original install:tioiis were destroyed in 1972. Since thc earthquake of December, 1972, 

INA has concentrated its efforts in the training of workers for the construction industry. 



Early in 1973, in cooperation with the Chamber of the Construction Industry, it gave 

emergency 15 days training to some 486 workers in areas such as mansonry, carpen

try, electricity, plumbing and concrete reinforcement. In 1973 it also started dictating 

three (3) months courses from which 808 trainees graduated to date. These latter type 

of courses have become the standard ;or the present and the immediate future and INA 

is planning to train some 11, 680 construction workers in the years 197.5-1979 at the rate 

of 2, 340 a year. Two features of the INA program that are most commendable because 

they are in accordance with the realities of life in Managua are: 1) That the trainees 

receive a training allowance to allow them to dedicate themselves to their studies with

out economic worries, and 2) That there are no prerequisites for attendance other than 

that the potential trainee knows how to read and write, knows basic arithmetic and can 

k1rpn ,m with ths tr, nin o 1fzccnnz 

The success of the implementation of INA's five year plan, so essential to the national 

reconstruction and development plans, of course, depends on the budgetary support they 

receive from the National Government. At the moment, INA's facilities and equipment 

leave much to be desired; however, the Director stated that the equipment necessary is 

beginning to arrive and that he sees no difficulty in obtaining the necessary resources to 

carry out the five vcars plan. This type of training is very expensive but at the same time 

absolutely necessary to successfully implement the recon struction and de velopinent plans. 

The Vocational Technical Institute is located organizationally and functionally under the 

Ministry of Education. Its original buildings w'er comniletely destroved by the earthquake 

and are now constructing a new training center with assistance from international organi

zations. The nc\ center was excellently designed and it is planned to equip it and staff it 



Early in 1973, in cooperation with the Chamber of the Construction Industry, it gave 

emergency 15 days training to some 486 workers in areas such as mansonry, carpen

try, electricity, plumbing and concrete reinforcement. In 1973 it also started dictating 

three (3) months courses from which 808 trainees graduated to date. These latter type 

of courses have become the standard for the present and the immediate future and INA 

is planning to train some 11,680 construction workers in the years 1975-1979 at the rate 

of 2, 340 a year. Two features of the INA program that are most commendable because
 

they are in accordance with the realities of life in Managua 
are: 1) That the trainees 

receive a training allowance to allow them to dedicate themselves to their studies with

out economic worries, and 2) That there are no prerequisites for attendance other than 

that the potential trainee knows how to read and write, knows basic arithmetic and can 

kPon inp with th fvrining 1Ponn 

The success of the iilplementation of INA's five Year plan, so essential to the national 

reconstruction and development plans, of course, depends on the budgetary support they 

receive from the National Government. At the moment, INA's facilities and equipment 

leave much to be desir'ed; howe ver, the )irector stated that the equipment necessary is 

beginning tu arrive and that he sees no difficulty in obtaining the necessary resources to 

carry out the five Years plan. This type of training is very expensive but at the same time 

absolutely necessary to ".uccessfully implement the reconstruction and development plans. 

The Vocational Technical 'rlstitilte is ,c;ited organizationally and functionally under the 

Ministry of Educaition. Its o riginal buildin,..: were completely destroyed by the earthquake 

and are now const-lcting a new training c(nt,'r with assistance from international organi

zalions. The new ' L-l1el' Was excellently (lesigned and it is planned to equip it and staff it 

.I .'t .
 



adequately. The writer was very impressed with the plant layout plans and the progress 

of the construction to date. When completed, the ceuter will have a capacity for 1400
 

students. The regular program will offer two or three years 
courses for students in the 

educational system. However, unlike most vocational education schools under Ministries 

of Education, it will also provide accelerated training to adults out of the school system. 

A total of 28 adults completed accelerated training or modular courses in 1974. 

One of the most impressive potential training institutions the writer had the pleasure of 

visiting was the National Technological Institute of Granada. IHe says potential because 

the institute has not begun the regular training courses and is now completing the cons

truction of the center and training the instructors. This institute has received substantial 

assistance from the Government of Spain in the form of technical assistance and equipment, 

tools and materials. The institute is constructing well planned training shops, developing 

their own didactic materials and will be excellently equipped. When completed, it will 

have a capacity for approximately 500 students on the regular courses, hoping to graduate 

approximately 140 trainees a y'ear. These regular courses will have I'our (4) years dura

tion. The fi st three (3) years in training in the institution and the fourth year in ap

prenticeship training in industry under school supervision. The only entrance prerequisites 

are that the student be at least 14 years of age, can read and wvrite and knows the basic 

elements of arithmetic. The center is also planning ta conduct accelerated training and 

skills up- ,gr:idingtraining for appro:iinately 600 adults a year. It is administered by a 

religious order under the g tidance of a board which includes representation of institutions 

eb as the Ministries of Labor, Education and1. conomy and private enterprise. 



1973 

The Don Bosco Youth Center is also in the development stage though it has been 

a day for six months 
training youth In the available facilities. It provides three hours 

lathe operations, carpentry, 
courses to young students in occupations such as welding, 

a day) courses during 
masonry, and plumbing. It began conducting three month (3 hours 

six months in 
to meet the emergency situation but extended the training period to 

They have trained approximately 894 students and expect to finish 1974 with 
mid 1974. 

Tie Center prLAides students 	and youth from the sorrounding 
a total of 1,000 graduates. 

as well as training in the humanities and 
vecinity with recreation and 	sport facilities 


religious order and s.ipported by Caritas and the GON.
 
religion. It is operated by a 

Another job being well done. 

bout the Center for the Development of 
ot'a-nin m-uch infr-nqltinnThe wriLcuuld 'tuot 

Human Resources other than a publicity pamphlet stating that they planned to train 2,000 

a two year period.individuals in 

left with the impression that 	the country has in the development
In sum, the writer was 

reason
to provide the quantity of workers to be needed with 

process sufficient capacity 

able investment p-ov'idcd that the budgetary scapel does not cripple the very sensible 

and urgent plans ,of these institutions of training and deprive them of the needed resources. 

D. 	 The inistr' of Lhlor 

this type of report without some comments in referencE 
It would be imlJo.;ible to compleLe 

be the principal government 	institution concerned 
to the Ministry of Labor, supposed 	te 

resources.
with the development and utilization of the nation's huiman 

-I -



Unfortunately, in Nicaragua, as in so many other Latin American countries, the
 

Ministry of Labor has devoted its efforts primarily and almost solely to the manage

ment of labor affairs as it pertains to the implementation of the labor laws and to the 

solving of labor conflicts. The management of the nation's labor force, the ut~lization
 

(employment) of these 
resources has been practically ignored. 

This situation exists because traditionally, the Labor Ministries receive inadequate 

budgetary support to perform its functions to the detriment of the nation's development 

process.
 

The writer believes very strongly that one of the primary functions of a labor Ministry, 

if not the principal function, is to ascertain that the country has an adequate number of 

,jualif kd U I,e hen and wherever ne-Aod. Thic ,,, , .. I .... . , ..
 

supply and demand for 
labor and the maintenance of accurate and current labor informa

tion to enable it to satisfv the day to day demand for skilled workers, make projection 

for future needs and hiiulue the development of the workers needed for this future demand 

so they will be availYble .Ihen needed. 

After a brief revice.e of the organizational chart of the Labor Miniistry and visits to its 

facilities the writer arrived at thc conclusion that the Labor Ministry of Nicaragua is in 

urgent need of much aIss istance, both technical anri mate(rial. Tbhis so very vital institution 

is in urgeni need tor develoillcflt, beginlnin with a ce(Ocga iz, t ion to [rou) rCl ated fuic.

tionS ad fo,,ts oll its primary fuctions, giving the same 'eight to the three mnajor ones: 

Employient andllnmn 1Nesources, Labor Affairs and Social \Welfare. 



The writer has taken the liberty of including in this report as Annex No. 2, a suggested 

skeleton organizational chart indicating which should be the relationship between the 

three major functions of the Ministry. 

V. Recommendations 

To prepare the work programs suggested in the scope of work of this assignment, it 

would be necessary to do it through an institution specialized in this type of work, such 

Institution does not exist in Nicaragua, the reason why there is no current labor informa

tion system, no occupational classification of jobs and no coordination of the demand for 

and supply of labor. 

It is urgent that these systems be established now, not only because of the imminent begin

labor force will have a decisive influence on whether the program succeed or not, but 

also because Nicaragta may be facing a serio,,s and dangerous threat of massive un

employment upon completion of the reconstruction programs. 

Much ha s becn said and written about the need to include manpower planning as an inte

gral part of aniy pro-i'am of economic development. "llescope of work of this assigni

ment clea,,'ly indicates the preocu)ation of national officials with this part of their plan

ning. Howe er, mnpdwr irorallScmot hnle ca rried oul in :. VHCUuln. Th1ere has to 

be a focal point in the eco om to pro vide the drivinig force alild coltilluity in the develop

men1., dissenliatioin of information and application of the techniqules and methods for 

effective ianpower utilization and the organization of the labor market. 



Recommendation No. 1 

It Is recommended that the Ministry of Labor be strenghtened so that it can adequately 

perform its functions as pertains to the organization of the labor market and effective 

management of the work force through the creation of a major unit, perhaps a "Direc

ci6n General" of employment and human resources to fill the present vacuum. 

Attached as Annex 1, is included a suggested organization chart, brief description of 

functions and the staff estimated necessary to operate such an institution. Annex 2 is 

a chart suggesting the place of this unit within the organization of the Labor Ministry. 

Rcconimendation No. 2 

He's also recommended that an organizational study of the Labor Ministry be conducted 

to effect a reorganization of the Ministry, grouping related functions together, to enable 

t) * IU. Cl ~'t lILLUJU L LU t1 U\(SLS aI skIeicton oganizatilonal chart indicating the 

major functions of a Labor Ministry and their relationship. 

Recommendation No. 3 

If recommendation oie is accepted, it is furthetr recommended that a nucleous of the 

personnel be hired, ut ili zing psycholo,,ical test ing and other scientific personnel recruit

mont and selection menthods, and th t these individuals be ptrovided eight (8) weeks of 

training in the Emi)l-v ment Security Department of the Depmrtimcnt of Labor of Puerto 

Rico. '"lie training should consist Of Otv (1) \v,,ekS of bs1i em)loynment ser vice tr-aining 

for all palrticiplilts !,n( the sccoid four (1t) weeks in) specili zed training. The following 

personnel shoul1Id -.cive tle above metit ionctd tr:iinin g: 

-,- (\:"
 



1. The Director General ................ 1
 
2. Department Chiefs ................... 3
 
3. Interviewers ........................ 2
 
4. Employment Relations Specialists ..... 2
 
5. Farm Labor Section ................. 1
 
6. Counselor ........... a0a.. ........... 1
 

7. Testing Specialist ................... 1
 
8. Industrial Services ................... 1
 
9. Labor Statistics ..................... 2
 
10. Occupational Analyst ................ 1
 

Recommendation No. 4
 

To assist in the establishment of the institution and systems recommended above and 

specified in the scope of work of this assignment it is recommended that the Ministry 

of Labor be provided with the following technical assistance: 

Position 

1. Mannowe,r I)eveloninent Advisor Gonornlist 

Period: at least 12 to 18 months 

Function: Provide technical assistance in the creation and development of the "Direcci6n 

General" of Employment and H11uman Resources. 

2. Employment Service Specialist 

Period: 2 months 

Function: Provide technical assistance in the initial stages of the establishment of the 

Department of Fmployment. 

3. Occupationnl Analvsis Advisor 

Period: Four (1) months in two periods of two (2) months each 

Function: Provide training and technical assistance, o personnel in the occupational 

analysis section in th, devtloplment of a dictionary of occupational titles. This expert will 



arrive on a two months period when this section is created and personnel on hand to 

train them and start the process of the development of the dictionary. He will return 

six months later for another two months period to evaluate the work performed and 

provide any redirections or additional guidance and training if necessary. 

4. Labor Statistics Advisor 

Period: Tvo months 

Function: Assist the Department of Human Resources in the development and establish

ment of a permanent labor information system. 

Recommendation No. 5 

It is further recommended that in order to improve the process of planning by integrating 

manpower plannirgin the overall economic developing planning by such key institutions as 

the National Planning Office and the Central Bank of Nicaragua that at least one person 

from each of the Economic Planning Sections of these institutions for a total of two (2) 

be allowed to participate in the Manpower Seminar to be held in the International Manpo

wer Institute in Washington, D. C. , U. S. A. , in April of 1975 for a period of 12 weeks. 

(I
 



ANNEX VII
 

UNITED NATIONS DEVELOPMENT PROGRAM 

GON PROJECTS FINANCED BY THE SPECIAL RECONSTRUCTION FIND 

(I,.S. Dollrs) 

Project Title Total 1Q73 1974 1975 1976 

Civil Aeronautics 27,000 18,300 8,700 -
Assistance to rehabilitate 
services damaged by the 
earthquake 

Rehabilitation of Postal 83,643 5,000 42,194 36,449 -. 
Services 

Accelerated Professional Develop- 463,256 - 69,902 329,954 63,40 
ment for Managua Reconstruction 

Organization of Hospital Services 122,650 - 20,250 77,500 24,900 
in the Reconstruction Phase 

Rehabilitation of Potable Water 142,040 23,0 110,o36 7,300 -
Services to communities affected 
by the earthquake 

Ind-astrial Parks 34,300 - 34,300 -

Rehabilitation of Telecom
munications Services 30,601 12,730 17,871 -

Programming Course 15,902 10,215 5,687 - -

Assistance to Vice-Ministry of 444,150 - 64,428 215,897 163,825 
Urban Planning 

Small Industry Assistance 197,500 - 68,000 129,500 

Environmental Sanitation 74,300 - 15,002 37,998 21,300 

Program Administration 21,761 ,761 11,059 ,1(-l -

Total UNDP Reconstrucition 1,657,103 75,810 400,329 77q,030 4PO2,9?5 
Technical Assistance 



ANNEX VIII
 

SIMPLIFIED DIAGRAM OF THE PROPOSED MECHANISM FOR PROJECT SUPERVISION 

INTER-AGENCY COORDIN- INTERNATIONAL 
ATING COMIITTEE PUBLICITY CAMPAIGN 

VMUP, Executing Agencies
 
(Direct or under PREPARATION OF PRESELECTION OF 
contract) PROJECTS CONTRACTORS 

HIGH LEVEL RECONS-
TRUCTION COMMITTEE 

APPROVAL OF 
EXECUTING AGENCIES, PROJECTS 
OCI, VMUP 
(Through the CAEC) 

REQUEST FOR PRO- REVIEW AND 
POSALS--PROFFS- RANK RECOMMENDATION 
SIONAL SERVICES PROPOSALS 

MINISTRY OF THE 

NATIONAL DISTRICT CONTRACT FOR 
PROJECT DESIGN 

CONTRACTORS 	 COMPLETE PRO-

JECT DESIGN
 

EXECUTING AGENCIES 	 SUPERVISION AND REQUEST BIDS REVIEW AND 
(Through the CAEC) 	 REVIEW FOR SELECT CONTRAC

____________ CONSTRUCTION OSRECOM. 

MINISTRY OF THE 
NATIONAL DISTRICT CONTRACT FORCONSTRUCTION 

CONTRACTORS 
 EXECUTION OF
 
CONSTRUCTION
 

EXECUTING AGENCIES, 	 CONSTRUCTION-1 APPROVAL OF
 
OCI, VMF (Through 	 SUPERVISION COMPLETED CONS
the CAEC)TRUCTION 

EXECUTING AGENCIES LCCEPANCE AD 

OE'A4TION 


