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A. Introduction

The major task of planning the immediate action program for
the reconstruction of Managuas 1s now completed and the early
stages of implementation are underway. The bulk of external
financing for the reconstruction has been authorized and detalled
engineering for projects 1s beginning. The assistance provided
under the original PROP was heavily concentrateld 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.l 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 basle project design,
but 1s, rather, a recognition that the highest priority task now
facing the USAID and the GON is the rapid implementation of a
very large, well 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 Immedlate 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 descrihes the technical asslstance needs of the
GON agencies involved in implementing the reconstruction efforts
being financed in part by AID loan 524-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
recelve 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
w1ll 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 Fmergency 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 80G
new classrooms have been constructed in Managua and another 132
repaired with financing from the 1973 Education Sector Loan
524 -1-027 to replace part of those destroyed in the earthqusake.
Two major AID reconstruction loans have been signed --the $15.0
million Low Cost Housing Loan (524-1-030) 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 I, below, the GON has now
completed planning for 1ts 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 s MS% 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 announeced in
December 197&, 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 o unite many small taxes
into one general sales tax in an effort t- improve efficiency
in collection. A projected increase in earmarked taxes is re-
lated to municipal taxes which formerly were not included in
central government accounting.

As expected, current expenditures have increased nearly
as rapldly as current revenues due to public employees' demands
for salary increases to offset rapidly rising prices and to
the increasing pace of reconstruction activities. During 197k,
current expenditures increased by L4% 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. Tne increase in salaries was necessary to compens-
ate for inflation during the post-earthquake period.

Although the GON's Five-Year Plan (1975-1979) calls for
a 1imit of T% on annual increases in current expenditures, the
adjusted 1975 Program Budget indicates an expected increase of
18%. 1In 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 esctivity and continuing inflation.

The investment budget continues to be the most significant
increment in post-earthquake sector activitles and it 1s 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 fthat the GON most needs technical
assistance in order to permit ongolng and additional recons-
truction and regular development progrie-s to proceed smoothly.
Aside from the large element »f indlrect financing through
loans from the Ministry of Finance to government banks and
public utilities agencies, the largest share of 1975 public in-
vestment will finance, inter alia, the construction of public
offices, highways, wrban infrestructure, housing, urban sub-
centers and transportation facilities.

Actual GON capital expenditures for 1974k were C$885 million.
Real investment in that year soared by TT7% over 1973; while
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$265 million),
and a surplus of C$L6L.L million in the 1974 budget. A new
commercial loan (C$210 million) contragted by the central
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government will go to the Housing Bank for relending and is
expected to be drawn down in 1975,

Current expenditures for 1975 are estimated ot C$1,0uh.0,
Projected real investment is expected to increase by 72.6% to
€$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 197k, we would
expect the GON investment budget to at least maintaln, and
probably exceed, the 1974 budget level during the period
through 1978.

TABLE I

CENTRAL GOVERNMENT REVENUES AND EXPENDITURES

% % %
Actusl 1973 Actual 1974 Rudgeted IQTE
1973 197 197k 1973 1975 E 197

Current Revenues 925,5 L6% 1,349.9 L6% 1,416.7 5%
Current Expenditures 613.8 17% 88s5.5 hhg 1,04k.0 184
Capital Expenditures 536.3 38% 88k,9 65% 1,101.5 11%

a) Real Investment 129.0 12% 227.9  T7%  393.5  T3%

b) Financif} and Indirect
Invest.1

332.3 474 576.7 1%  5716.42/ -
¢) Amortization 75.0 60% £0.3 % 131.6 64

F = Estimated

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

g/ €$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 (end &
total staff, including technical end clerical personnel, of more
than T00) and has drawn on the closely ccordinated technical
assistance provided by AID, the UNDP and the OAS to train and
prepare them for the demanding tasks ahead; (&) 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
finencing for the g—eatly expanded reconstruction related acti-
vities, the Minist r of the National District has accepted the
contractor's recommendation for a complete reorganization of
the Ministry; (S5) Work is now in progress under an AID-financed
contract to improve iie cash budgeting and payment procedures of
the Ministry of TFinance to permit the GON to more promptly meet
{1ts obligations to the large number of contractors required to
carry-out reconstruction programs; (6) The GON has accepted the
recommendations of an 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 cffectively 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.




2., Discussion

As wes 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 implementstion
of the project, with GON implementing sgenciles 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
forelgn 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 poecl 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 thils 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, 1t 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 reciplent
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 alleglance t~ the USAID or
Embassy. Any problems that have arisen in the execution of
their contracts have heen 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 thie
arrangement has lead to more harmoniocus relationships between
advisors and counterparts and has contributed significantly to
increasing contractor effectiveness.

The forepgning is not to say that the benefits derived
from this method of operation were withcut 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 implementotion. This was due, 1n 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, sdditional 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 USATID staff time initlelly just 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
staft time than the last. We have now reachted the point where
1ittle more than review and approval of each contract actlon is
required. Our conclusion, then, 1s that the additional staff
time and effort required initielly 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 lmplementation.

While much of the delay in initial implementation of the
project can be zscribed to the time required to develop and
institutionalize improved contracting procedures (see Annex IT,
. 5), other factors also contributed to the delay. 1In 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 mid-March,
more than six weeks after the PROP was reviewed in Washington,
since the schedule has been hased 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 reference for his contract and in
establishing the criteria for his selection, Then, from among
the many applicants for the position, some seven were selected
for personal interview by the Vice Minister, who then experienced
some difficulty in making a final selection. The 1ndividual
selected --a recognized anthority in urban and regional plan-
ning in U.5. academic civcles, but with extensive field ex-
perience in Latin America-- has proven well worth the delay in
the selection process.

An initial problem was the insistance of the Vice Minister
of Urban Planning that the Vice Minlstry's advisors should be
contracted on an individual personal services contractor basis
rather than contracting with a single firm or group of firms to
provide all the acsistance to be financed with AID funds. He
felt strongly that individual advisors 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 liended 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 wouid 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 aud 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 American
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 to contract for up to one-third of
the total number financed by the PROP revision from other Letin
American countries, excluding 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 thza UNDP in obtaining the services of
qualified advisors. While the UNDP 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 OA5 was able, initially, to respond more quickly than
elther AID or the UNDP. However, their ability to provide
continuing long-term technical advisors has been somewhat less
than expected originally. We have been advised that this dif-
Ticulty is due to budget shortfalls within the OAS departments
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in Washington and does not indicate any downgrading of the
lmportance 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 technical assistance to Ve 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 GON entity responsible for
administration and implementation of AID loan financed reconstruction
assistance. However, after careful review with USAID Capital
Development Office personnel subsequent to PROP approvel, 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 s
burden on the Office of Implementation at that {ime. After
carefully consideriug 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 Zentral Bank and the USAID, was established to
monitor project implementation 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 that the supervisory committee meet
formally on o regular basis, two factors mitigated the need for
this practice being followed rigorously. TFirst the National
Emergency Committee representative to the committee is the
Secretary of the Presidency --the senior Nicaraguan Cabinet
Mirnister and Chairmen of the National Planning Council-- with
whom it is frequently difficult to arrange meetings due to his
very heavy schedule and the fact that he is on instant call to
the President. Gecond, this part of the project has not yet
become so complex that it cannot be effectively monitored on a
more informal hasis. Consequently, the USAID Project Manager
maintains very close working relationships with the Central
Bank Project Manager, which permits project implementation
problems to be surfaced immediately. 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 1t 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. 1In 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
englineers 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.S5. to fill existing position vacancies and
additional requirements for the development of reconstruction
projects for which Nicaraguan architects and engineers were not
avallable, However, the PROP approval message indicated that
1t was AID/W's desire that any such financing be only temporary
and not extend beyond the 1initial project funding period.
After carerul review, the USAID declded 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 undertake any program of topping-off for
Nicaraguan Government professional salaries,

Assistance to the Ministry of Finance 1in improving
financilal operations has bheen provided through a contract with
a U,S. consulting firm, The USAID's original estimate for the
level of effort required (six months) was revised upward during
the process of jointly developing with the Ministry of Finance
a scope of work for the contract., A total of twelve man-months
was required at a cost of $72,038 under a contract with Sander-
son and Porter, Inc. of New York.

Management assistance was provided to the Ministry of the
National District under a $48,790 contract with the firm of
reat, Marwick, Mitchell & C», The assistance included an assess-
ment of the overall orgenization structure of the Ministry of
the National District together with concentiated assistance to
improve the Ministry's revenuc collection procedures in order
to increase the National District's revenues and thus enable it
to be better able to afford some of the addilional costs related
to reconstructing the city f Managva., 7This assistance has re-
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sulted in what appear to be excellent recommendations for the
complete reorganization of the Ministry of the National District
together with new operating procedures and manunls for the
management of collectlons in the Ministry's revenue producing
departments. Additional mssistance 1s programmed under this
revision to permit Ilmplementation of the recommendations on
reorganization. (See Annex V).

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

Assistance to the Ministry of Labor in the field of man-
pover planning for reconstruction had originally been program-
med at six-man months., However, a subsequen* 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 would require somewhat wmore assistance than had
been programmed. The U.S. Department of Iabor recommendations
(see Annex VI) suggested the nceed for the establishment of a
new major entity wvithin the Ministry of Labor to carry out the
functions indicated. The GON accepted the recommendatlions as
provided and has made available budget reso :es to accomplish
the reorganization required. TIn 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 appcintment of a dynamic, capable young Labor
Minister in December 197k to accomplish this task, the USAID
decided to cooperate with the GON in this endeavor to the fullest
extent possible. Consequently, funds were allocated to finance
thé initial ycar of a resident PASA advisor together with two
short-term specialists for four man-months and financing for
short-term training in Puerlo Rico for six officials of the
Ministry who would return to assume key positions in the re-
organized Ministry.

Assistance programmed in the oviginal TROP for the Ministry
of Economy in public transpovriation was pestponed to make funds
available for the additional nssistance to be provided the
Ministry of Lalor. While such assistance is still considered
of long-range importance for the future development of Managua,
the construction related technical assistance programned above
for the executing agencies has been assigned a higher immediate
priority by the USAID. Ve 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 publie transportation facilities
and services.

The assistance originally programmed for JNAPS was deleted
on the basis of information provided that the GON was obtaining
similar essistance from the UNDP and through a direct contract
with a U.S. fim utilizing its own resources.

E. Changes in Loogical Framework

The original logical framework for the project has been
revised to conform generally with the rccommendations contained
In the evaluation of the project by William Mann, LA/DR, com-
pleted in June, 1975. TIn general, the revisions serve to
clarify and expand on specific points contained in the original
project logical framework. As such, these revisions do not
represent any significant redesign of the project, the original
design of which remasins valid.

The original goul statement 1s retained without change.
However, the first measure of 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 project purpose staled in the original PROP remains
unchanged. The "Bud of Project Status" section has teen reviced
only to include the names of specific planning documents to be
prepared during the life of Lhe project. No changes have been
made in the "Meuns of Verification" or in the "Assumptlons for
Achieving Purpose” sections.

The "Statowent of Prajeci Outputs” section has been revised
to include the curren’ names of specific plaining documents and
the project ontput (#7 in the original PROP) related to the un-
implemented silary supplement ("topping-off") component has been
deleted. Completely new sections have been included for "Output
Indicators” and "Means of Veritication" under End of Project
Statvs, These sections indicate, as approrriate, specific
target dates for events to be =sceomplished and the increase in
activity expected to be achieved.

The "Project Inputs” section has, of course, been completely
revised to reflect project ccovivities to date and the additional
activities proposed for financing under ihis FROP revision.
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F. CON Implementation Structure

Stated in 1ts most basic terms, our primasry objectiwve in
this phase of the project is to support implementation of the
GON's reconstruction program for Managua, the major portion of
which 1s financed through AID loan 524-W-029 and related GON
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 Capltal Assistance Paper for the above loan which is avail-
able in AID/W as document No,AID-DOC/P-2049, dated June 1k, 19Tk,

One of the principal conditions precedent to Loan 524-W-029
was that the GON complete and publish an immediate action im-
plementation program for the reconstruction of Manag:a. 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 Urban Planning, was delivered to the
USAID in late May, 1975. The original plan allocates $33.0
million to construction activities ($19.0 mnillion counterpart
and $14.0 million loan funds), $15.0 in GON 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 speclal small industry credit
fund to provide credit and technical assistance to small business-
men affected by the earthquake and teo small industrial and com-
mercial enterprises important to the process of reconstruction.
Since submission of the Tmmediate Action Reconstruction Program
(PRAT), AID/W has authorized the Final $10.0 million contribution
to the immediate action reconstruction 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 GON. 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 distinet and different GON
entities working in close coordiuation with each other to plan,
develop, design, contract for ardsupervise the implementation of
massive construction and credit programs. To asccomplish this
complex coordinating task, the GON has established an extensive
coordinating structure consisting of the following institutions:

1. The High Level Reconstruction Committee (CRAN);
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2. The National Plarnning Directorate (DPN);

3. The Minigtry of the National District ~-Vice Ministry of
Urban Planaing (VMUP);

4, The Ministry of Finance --Office of Coordination and
Tmplementation (OCI{;

5. The Executing Agencies (various);
6. The Inter-Agency Coordinating Committee;
T. 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 Committee's function is to establish
guldelines 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 memwber of the Inter-
agency Coordinating Committee for the Immediate Action Reconstruc-
tion Program.

The functions of the Vice Ministry 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-seiemic 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 (PRAL), in conjunction with the elabora-
tion of a General Plan Ffor Development (PGD)., The PGD will be
Plexible 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 FPRAI and
review and approve all those activities necessary for their im-
plementation.

6. Prepare the capital budget for the PRAT 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.

Tn summary, then, the Vice Ministry is the principal GON
entity responsible for the physical, social and economic planning
and programming necessary to assure that the reconstruction and
develcpment of Managua goes forward on a well planned, rational
basis tnat will assure the safety and well being of its citizens
in the future.

The Office of Coordination und Implementation (0CT) of the
Ministry of Finance carries -mt 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 for its asccomplishment.

2. Administers the funds provided tr, the Government through
loans from the international uagencies ard assures that adequate
financial and cccounting controls are maintained in their utiliza-
tion.
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3. Collaborates with the Vice Ministry of Urban Planning
(VWMUP) 1n reviewing and processing reconstruction capital budgets
for the final approval of the High Level Reconstruction Committee
(CRAN),

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

5. Provides financing to lhe 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.

T. 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 Committee, 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 azencies to determine what
problems are arising that are nol 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. The above discussion of the GON implementation
structure deals mainly with the essentially staff functions of
planning, programming and mreparing 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, & 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 requlre
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 constructicn 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
1s 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 groper 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
"Comité 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 OCTI. The CAFC is viewed by the GON as a means of
cutting through bureasucratic redtape by providing a drum for all
the agencies involved in developing a given arcea 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 pisnning and programming entities involved in the
reconstruction process and, in effect, operates as the principal
staff arm of the High lLevel Reconstruction Committee. One of its
principal functions is to serve on the CAEC in order to maintain
close relationchips with all the executing agencies., The CAEC
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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 bhelieve 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. These ngencies (ENALUT, Aguadora, DENACAL,
and TEICOR) have received considerable technical assistance 1in 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. MHowever, certain of the central govern-
ment agencies that will be responsible for the construction of road
streets, drainage canals, and public buildings financed under loan
524-W-029 and related GON counterparf® contribtutions will require
fairly extensive assistance to asswre that they have sufficient
capability to handle the greatly increased workload inherent in the
implementation of the reconstructiom program. The specific needs of
these agencies, are described below in Section H.

5,

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

It would be useful here to discuss briefly the relationship
between the technical ausistance provided under this project and the
program implementation assistance to be financed under Loan 52L-W-
029. This relationship was also discussed in the Capital Assistance
Paper (CAP) for the loan (AID-DIC/P-2049), On page T of the CAP,
it was noted that the loan would provide:

"....assistance for directly supporting the implementation of the
Tmmediate Acti-m Reconstruction Progiam and for providing special-

1zed assistance tor arban and n:itional reconstruction planning not
provided for by the Mission's grant project for Program Development

and Implementntion (524-11-998-106), While the Mission's technical
assistance grant project will cover overall technical assistance
requirements for the reconstruction, particularly for the Vice
Ministry of Urban Planning, the loan will finance requirements directly
related to the formulation, preparation and implementation of indivi-
dual program activities...."

The primary purpose of the program implementation nssistance
component of the loan, as described in the Capital Assistance Paper,
is to finance contracts for Archilect and Engineering services,
supervisory engineering services and major feasibility and pre-
feasibility studies related directly to project formulation and
implementation. While there is no apparent legal restriction on
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utilizing funds from the program implementation assistance component
of the loan to finance technical assistance similar to that proposed
in this project peper revision, such utilization was not contemplated
either at the time the grant project was orlginally designed or during
the preparation of the Capital Assistance Paper, 1lts review by AID/
and negotiation of the subsequent loan agreement with the GON, Indeed,
as noted above, the Capital Assistance Paper quite clearly stated

the Mission's understanding of the important role that girant-tunded
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 AIDN agree-
ment and proceeded with project development accordingly.

Thus, both the USATD and the GON have planned from the outset
that the grant funded Program Development and Implementation project
would finance the institution tuilding activities necessary to pro-
vide the GON implementing agencies with the basic capability to
implement the overall reconstruction program, while the loan funded
program implementation assisgtance would finance the more directly
activity related professional services required. The Mission has
observed this division between the two types o1 anssistance and their
appropriate financing in developing its reconstruction assistance
package and 1in discussing and negotiating this package with the
Government of Nlcaragus. Thus, the criteria followed by the Mission
in selecting uclivities to be financed from the different funding
sources were that activities directly related to the design and
- Implementation of specific projects or construction activities or
Tor the financing of operational type personnel to carry out
functions that could be normally expected to bhe performed by direct
employees of the GON agencies involved will te financed by loan
funds or GON comt-rpart,  The use of prant funds for assisting the
executing agencies hasc been restricted to financing the cost of a
limited number of advisory persommel whoge primary function is to
assist in upprading the dinstitat ional ecapacity of the agencies to
coordinate and carry out the very complex reconstruction activities.,

It should be noted that 1oan 524-W-009 finances a contract
between the GON and the Advisery Center of the Tentral American
Institute for Business Adminietration (INCAF) --a graduate schocl
of business estatliched near Manasma ten years ago with the assist-
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ance of AID and Harvard Unlversity-- under which INCAE provides
technical assistance to the GON in such fields as economic and
financial planning for reconstruction, project identification and
analysis, speclal 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
abllity 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
1ts 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
asslstance needed by the implementing agencies to carry out the
Tmmediate Action Reconstruction Program (PRAI) financed in part by
Loan 524-W-029, The GON 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 524-1-028, resulted in the public release prematurely of
sometimes highly critical reports that had not yet been seen and
reviewed by the GON. Th~ GON, then, will prefer to use INCAE to
carry out studies and analyses in areas where INCAF has special
expertise which the GON does not have and to conduct seminars and
local training programs for GON officials. The area of evalua-
tions will be more troublesome t'or both sides since INCAE belileves
1tself to be especially qualified for such work while the GON is
reluctant to risk premature releanse of particularly critical revorts
as has happened in the past. We believe thet 1t will be possible for
INCAE to contribute signiticantly in this 1important area by assist-
ing GON agencies In developing and designing detailed evaluation
plans and systems and by training GON officials in evaluation design
and techniques but the evaluations themselves will be handled by the
GON itself <r with Lhe assistance »f 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



- 2] -

under this project, the Advisory Center 1is not g proper resource
for the kind of technical assistance programmed 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 lirban Planning is very closely
related and coordinated with assistance provided to VMUP by the
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 ihis 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 gilven the other
activities alreasdy competing for the rather scarce resources avail~-
able or likely to become available for the Nicaragua Country Pro-
gram. The UNDP considers the move than US$1.6 million it has
already committed to the reconstruction effort (see Annex VII) a8s
being the most it can allocate to such activities.

We have als» discussed wilh 0AS country-level personnel the
interest their organization might have in providing technical
assistance to the cxecuting ngencies. 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 made nt the Washington headquarters
level rather than in tne field. 1In any event, new advisors to
be financed by the OAS' bienninl budget for 1976-7% 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 OAS as
an alternate source for the major part of the remaining assist-
ance programmed under this project. Any assistance that the OAS
might provide would only ‘e svailable later in the life of the
project and would have to be virwed as supplementary to the
assistance programmed herein.

H. Composition of Proposed Technical Assistance

The program of reconstruct ion and development for Managua,
together with ihe major new rursl development program it is
undertaking at ATD's urging and with AID assistance, continues
to confront the GON with a cignificent inerense in the scope and
magnitude »f the job it must perform, Section F above provides
an indication of the complex nature »f the task while section C
sbove indicates, in financinl ferms, the very significant in-
crease in the overall level «f eftfart of GON operations since
the earthquake. The turden of this increased workload falls most
heavily upan the GON entities involved dircctly in planning,
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financing and cerrying out the reconstruetion projects themselves.
Overall, the GON is responding well to the challenge with which 1t
is faced. However, while there 1is, in general, the will to do

the Job, several of the implementing agenciles simply do not yet
have the technical or administrative capacity, without outside
asslstance, to rise to the occasion.

Fortunately, our expericnce indicates that, with the proper
technical assistance, the GON agencies can gear up quickly to handle
a much greater and more complex workload. PBRased upon results
obtained from the major technical assistance inputs provided to the
Vice Ministry of Urban Planning (VMUP), and initial inputs intc
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 capsbility
of GON personnel and agencies. Judging particularly by the results
of the VMUP inputs, such foreign technical sssistance can enable
the GON agencies and their young cadre of professionals to gain
significant experience without d~laying program progress and to
eventually carry on in their own behalf after the departure of the
foreign technicians.,

1. Vice Ministry of Urban Planning (VMUP)

The single most important GON entity, in terms of the technieal
assistance financed through this project, is the VMUP, the unit
within the Ministry of the National District responsible for the
planning and staff functions related to the coordination of the re-
construction process., Since implementation of this prcject began,
the USAID has obligaled $659,000 to finance s-me 151 man-months of
technical assistanee for the Vice Ministry of Urban Planning. 1In
addition, the UNDP has programmed $4Ll,150 for some 120 man-months
of technical assistance while the OAS is contributing an estimated
$345,800 for some 52 man-months of technieal services and equipment
for a construction materials testing laboratory,

The function and organization of the Vice Ministry of Urban
Planning were described fully in the original PROP and have not
materially changed since that dncument was submitted. The "Input
Table" included as a part of Lhe logical framework matrix below
contains a complete breakdown »f the assistance provided to the
VMUP. We believe the assistance nlready financed for the VMUP is
sufficient to meet the major planmning requirements for the immediate
action reconstruction program. Punds obligated under this project
in previons fiscal years will continue the services of key AID-
financed advisors to the VMUP 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 Ly a Minlster who is named by the
President of the Republic and who pertorms the functions normally
carried out by a Mayor. The Ministry contains the departments and
units normally found in municipal governments including municipal
schools, public works, tax collection, financial management depart-
ments, a public registry, etc., 1In all, the Ministry has some 23
departments and units reporting directly to the Minister of the
National Distriet (see Annex V for current organization chart).

The Ministry of the Natiopal District was affected more than
any other GON entity by the earthquake and its aftermath. Virtually
all the city offices were destrayed and the Ministry was forced to
relocate immediately after the earthquake to a converted warehouse
between the railroad tracks and the shore of ILake Managua where its
offices remain today. Despite the difficult working conditions,
the level of activity of the city movernment has increased signi-
ficantly and this increase is reflected in an increase in expendi-
tures from $3.4 million in 1972 to an estimated $10.0 million in
1975. Even more impressive is the increase in the level of capital
investments from approximately $262,000 in 1972 to some $2,300,000 in
1974 and approximately $4,0 million in 1975. This incressed level
of activity has placed a tremendous strain on the ablility of the
Ministry's staff to carry out its functions. Recognizing this, the
Minister of the National District requested AID to provide tech-
nical assistance in upgrading the capability of Managua's govern-
mental structure to carry out ifts much greater role., The initial
technical assistance was provided under a contract with the firm
of Peat, Marwick, Mitchell to survey the overall organization of
the National District and to recommend appropriate improvements
therein and t» assist in the streamlining of the Ministry's revenue
collecting functi-ns to stimulate {nereased revenurs in order to
finance part of the new, higher costs of administering the Ministry.
The scope »f the Peut, Marwick, Mitchell contract did not 1include
the implementation of the resrgmization plan which {s scheduled to
be financed under this PP revision.

While the increases in activity registered by the National
District since the rarthquake have been impressive, the expansion
of activities cxpeeted during 'he coming two vears will be just
as great. Tor exsmple, the Jevel of capital investment is expected
to iiucrease again from 1975's estimated $4.0 million to an annual
average of more than $6,0 milli o aver the next two vears (USAID
estimate)., 1In addition, the Ministry of the National District will
have the principal responsibility for coordinating its activities
with those of a nuaber of other GON entities who will Dbe implement-
Ing investment proprams valued ot may mwillions of dollars more
during the same period and in *he same fgeneral locations., 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 objlectives 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 Acwn 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 financc approximatelwy
one man-year of services by a highly qualified systems analysis
advisor to assist in carrying out the planned reorganization and
management Ilmprovements,

This advisor would work with a new Department of Organiza-
tion and Systems that will report 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 to the extent necessary in
the practical aspects of management and systleus analysis 1in function-
ing local government organizations and advise and assist them in
conducting studies and analyses of work flow, procedures and
decision making processes in the various units within the Ministry.
Such studies will provide the basis for developing new or improved
procedural manuals for the internal management of the various
departments of the Ministry and for the coordination of their
activities with those of other departments. Work will concentrate
initially on the newly formed Diveclorate 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 Aualysis advisor will consult closely
with the Senior Public Works Advisor and the Program Budget Advisor
(see below) in all management {mprovement activities carried out in
the Directorate of Public Works. Next in order of priority will be
efforts to review and improve the systems, procedures and directives
of the financial management units of the Ministry again in close
coordination with the work of the Program Budget advisor.
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experience would Include, smong other things, competitive bid-
ding, negotlation 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 Tor the solicitatioa of competitive
blds for both A&E and construction contracts, the evaluation of
blds 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 semlinarc 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 Miniszter, the Public Wokrks Director
and other key Public Works Directoraie 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
asslstance to improve financilal planning, programming and menage-
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 and projects carried out by the
Ministry into a mmnageable, 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 to insure that planned programs and projects are within
the resource capability of the Ministry. The advisor will assist
in revising and reclassifying accounting and budget categories to
more closely relate budget exccnbtion with program implementation
and thereby vermit the development of an improved management in-
formation system based on financial reporting. The management
information system will be developed in close coordination (perhaps
jointly) with the systems analysis advisor in consultation with
the senior public works administration advisor,

The USALD views the work of the program/budgeting advisor as
particularly important due to the ingrained concept that GON
managers have that budgets are statlic and once established should
inflexibly govern operating decisions., Worse yet, most GON officials
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consider it a mark of good performancze to "save" money by not
spending as snuch as budgeted for activities regardless that such
"gsavings" 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
1s relatively unknown.as witnessed by the Minirstry'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. TIvt
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 1s in coordinating the financial plenning 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 1lmportant to assuming that such
coordination is accomplished.

In order to increase the eflfectiveness of the assistance
programmed above and to assure the timely implementation of the
National District's share of the Immediate Action Reconstruction
Program, it is clear that the Ministry will require some additional
personnel qualified in engineering and management skills not pre-
sently avallable 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 evaluatinn of bids and contractor super-
vicion. Some of these ¢ .1ls will be difficult to obtain on the
local manpower market because ~f the demand for such skills and
the higher salaries they command in private indus*ry. In cases
where personrel with the requisite quelifications are not available
locally, we would expect the GON to contract for them in other
countries ulilizing loan or counterpart funds.
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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 programmed 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 Bulldings
(Construcciones) which 1s responsible for the supervision and
construction of GON public buildings. I¢ has, in the past, been a
fairly well run agency that has done surprisingly good work in im-
plementing some of the activities financed under the Emergency
Reconstruction Program Loan (524-L-028), but its capabilities have
been severly taxed by the very rapid increase in the level of effort
required of it. For example, lts program level of $1.8 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 e total
program estimated at $8.1 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 $80b4,000 and contracted for another three costing
a total of $1.0 million. 1In 197, Construcciones directly carried
out only five projects at a cost ~f $760,000 while contracting out
twelve projects at a cost of more than $2.7 million. While in-
complete data tfrom 1075 operations indicate that the number of
projects carried out directly by constructions constituted more
than half tue 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 clear from the foregoing that Construcciones' work-
load has increased markedly since the earthquake both in terms of
directly implemented projects snd those carried out through contracts
with the private sector and that this workload, both in terms of
the numbers of projects and their value, will continue to increase
duriug the implementation span of the Immediate Action Reconstruc-
tion Program.
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While basically a stronger orgenization 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 1lists nine engineers and two architects on their staff
plus a contingent of support personnel for administrative and
service Punctions. The majority of these personnel are construc-
tion oriented which leaves s technical gap in the ares of project
preparation and design, contract licitation and administration snd
overall program management. Glven the major increases in the size
and complexity of its program that are now occurring, the USAID's
engineering and capital development staff personnel have strongly
recommended that we provide technical assistance in program design
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 construction. Their recommendation is
based on extensive experience vorking with Construcciones during
implementation of the Emergency Reconstruction Program Loan (52h-
L-028). As was the case with the National District's Public
Works Directorute, the USAID fecl: that it is faced with elther
providing this type of senior level technical assistance or again
committing a substantial portion of its capital development and
engineering staff time to implementation tasks that should more
appropriately be carried out by the GON implementing agency with the
assistance of technical advisors,

The senior nublic works sdministration advisor will work
with the Director of Construcciones Nacionales and his senior
staff to improve project desipn and preparation, and to update and
improve procedures and standards for contract licitation, evalua-
tion of bids and negotietion nnd administration of both A&E and
construction contracts. He will advise on the npplication of
modern program and project management techniques, such as PERT
and CPM, to Construcciones' operations. He will work with key
personnel in the Diveclorate to develop improved operating and
procedural manuals for project development, implementation and
evaluation. The sdvisor will eondiuct seminars and training sessions
as appropriate fov Congtrucci-nes' personnel in the above areas.
In addition, he will be available Lo assist the Directorate in re-
solving on a timely bvasis management and implementation problems
related to the exccution of loan H50°k-W-029.

As is true of the Nationua! District, the assistance
programued above can be made more effective with the addition
of more highly qualificd technical and management. personnel to
Construcciones' statf. Agaln, we expect the Directorste to
experience difficulty in obtaining personnel with the required
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skills and experience locally. We will urge Constmcciones 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.

L, Ministry of Labor

As noted above in Section D, the sssistance programmed to
develop the capacity within the GON to forecast reconstruction
manpowar requirements and adjust its short-term apprenticeship
training programs to accommcdate such requirements 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$21Lk,000) 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 1s being implement-
ed, will provide the GON with the institutional capacity not only
to plan 1ts 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 additional man-months of the principal
employment service advisor to complete his planned two-year
assignment.

5. Short-Term Technical Assistance

Funds are programmed to finance 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 working in the various implementing
agencles. 3uch short-term assistance can, thus, be utilized to
f11l requirements important to achieving the objectives of the
long -term advisors but which, for reasons of lack of eilther time
or expertise, the long-term advisors themselves cannot fulfill.

In addition, short-term assistance will be utilized to assist GON
entities whose functions are important Lo 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 assigtance 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 credlitors. The request stems from assistance provided to the
Ministry of Finance by Sanderson & Porter, Inc., under a contract
Tinanced by the first phase of the project. The Tribunal de Cuentas
1s 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
She 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 speed with which payment documents will
be processed within the Ministry, the Director of the Tribunal de
Cuentas 1s anxious to make corollary improvements in his organiza-
tion's operations. At the sar> time, the Ministry of Finance has
indicated that they will need up to an additional six-man weeks of
consultant time to complete implementation of all recommendations
developed by the Sanderson & Porter advisor. Such assistance
would be provided by the same consultant selected to provide the
requested assistance to the Tribunal 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
essistance to meetl this requirement..

b. The National Computer Tenter ic located, both physically
and organizationally, within the Minisiry of Finance. Tt is
responsible, inter alia, for processing the central government's
financial management data. Given the demands of the reconstruction
program, the workload of this unit has increased rapidly since the
earthquake and has outstripped the capacity of the Center's current
equipment (an IBM system 360/30 with 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. While certain assistance in the changeover will he
provided by TBM, the GON will require assistance in developing and
adapting its financial data management procedures both to the new
equipment and to the increased GON management information require-
ments inhereat in a rapidly expanding capital investment program
occasioned by the reconstruction effort. At the request of the
USAID, AID/W's Office of Data Sysioms Management provided the
services of a syaslems analyst io review the cuwrrent situation in
the National Computer Center and ‘o recommend and develop scopes
of work for the technical assistance that would be required to
Insure that the Cenifer will be capable of handling the management
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information demands placed on it. SFR/DM has recommended that
the Center be provided technical assistance by a computer soft-
ware specialist to ifmprove the operating efficiency for Center
personnel, assist In the conversion of existing applications to
the new equipment being instslled and in planning for future
computer application, particularly those related to processing
manggement 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
USAID considers this to be of lcwer priority than the software
specialist who will be programmed for a period of up to six man-
months.,

c. The Central Bank of Nicaragua, through its Special Develop-
ment Fund (FED - Fondo Especial de Desarrollo), is responsible for
the administration of the small enterprise reconstruction credit
fund established under loan 52h-W-029. Under the terms of the
loan agreement, the FED has established a special implementation
unit to manage this $6.4 millin fund ($3.2 million A.I.D. loan
funds and $3.2 million GON counterpart). The FED has requested
short-term technical assistance to improve the operating procedures
of this implementation unit, t» improve the procedures followed in
evaluating and processing requests from elegible sub-borrowers
and to develop manuals to guide sub-borrowers and their clients in
the preparation and administration of projects to be financed from
the fund. These sub-borrowers are such entities as the Banco Na-
clonal, the Banco Popular, FINDE, private banks and other finaacial
institutions who operate small enterprise credit and technical
assistance programs. The special Tund {s directed at assisting
those individuals and small en'~rprises that lost their businesses
as a result of the earthquake to re-establish these enterprises.

We would expect to program s-me fhree man-months of short-term
technical acsistance for this purpose,

d. Additional recongtracti-n implementation related entities
such as the Ranco Poypular (small enterprise credit and technical
assistance) and the High level Coanpdinating Committee/Interagency
Coordinating Committer (to establish a secretariat to Pacilitate
day-to-day conordination) may als: be provided approximately three
man-months of short-term assistance needed to improve their technical
or administrative capabilities to Adischarge their reconstruction
related functions.

e. In addit i to the above short-term assistance to GON
implementing agencies ather than the Ministires of Public Works
and the National District, we are programming up to five man-months
of short-term Lechnical =zervices »f hiphly specialized experts for
the District and three man-months fur Construceiones Nacionales in
direct support of the long-term advisors programmed above, These
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would include specialists in various aspects of operations research
to conduct seminars and assist with specific planning problens,
experts in facilities and equipment maintenance programs, proJject
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 results in overy identifle? veovlem ares. The
use of short-term advisors will thus permit them to devote their
energles to additional areas of need while supervising the work of
short-term advisors in carrying 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 training in pro-
gram management similar to that 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,

T. Other Coste

The other costs category will finance, in addition to incidental
expenses related to implementa!ion and administration of this pro-
Jject, the costs of a Nicaraguan project administrator and secretary
in the Central Bank (sce pages 9 and 10 above). The administrator
1s responsitle for contracting and contract supervision and administra-
tion of activities financed under this project extension. He
maintains daily liaison with CGON recipient entities and with the
advisors financed by the project and follows up to insure that
adequate counterpart personnel and services are made aveileble on
a timely basis by the recipient entities. He also monitors implement -
ation of advisors rccommendstions and reports on progress and
problems Lo the joint USAID/GON project committee so that timely
corrective action can be taken when indicated. 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,



- 35 -

T. LOGICAL FRAMEWORK

STATEMENT OF PROJECT GOAL

1, Goal Statement: To permit redesign and reconstruction of
the city of Managua without major postponement or diversion of
resources from critical development programs, particularly those
aimed at the rurel aress,

2. Measures of (Goal Achievement:

a. Reconstruction procecding according to GON developed
Tiamediate Action Reconstruction Plan and General Development Plan,
with the major residential, commercial and industrisl zones located
outside the previous downtown core area of Managua.

b. Programs in health, education, manpower,; agriculture
and other non-reconstruction development areas continue to receive

increased planning sttention, personnel and financial inputs.

3. Means of Verification:

a. Physical inspection of reconstruction patterns and
progress.

b. Review of GON Tmmediate Action Reconstruction Plan,
General Developmeni. Plan for Managua, the GON's Five Year Capital
Investment Plan (1075-1979) as from time to time revised, and
other related reconstruction and sector development plans pre-
pared hy the GON,

L., Assumptions About Gowl Achievement:

a. Nicaragua experiences cmtinued economie recovery suf-
ficient to finance or to attract foreign financing for the public
and private sector investments needed for reconstruction and
development.

b. That the present government 1s sincere in its expressed
desires to undertake a massive program of reconstruction that will
not only recreat: its capital city but improve the quality of life
of its citizens and provide an environment less susceptible to
destruction by seismic disturbances,

¢, That the GON will continue to mohilize domestic re-

sources for the reconstruct!ion and that adequate foreign resources
will continue to be made available,



STATEMENT OF PRQJECT PURPOSE

1. Project Purpose: Tmprove the GON's capacity to plan, pro-
gram, design and implement majior 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-term reconstruction and future growth
of the city of Managun 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 administering the implementation
of the General Development Plan and enforcing the standards, re-
gulations and codes devcloped through this project,

c. A system in operation within “he GON for land acquisi-
tion, exchange and disposition in order to facilitate reconstruc-
tion.

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

e. OO entities (e.g. Ministry of Public Works, Ministry
of the National District, Minisiry of Finance, etc.) capable of
programming and designing reconstruction projects, managing their
implementation uand monitoring snd evaluating contractor performance,

f. An organization within the Ministry of Labor carrying
out manpower surveys and analyses and adjusting apprenticeship

training programs accordingly.

3. Means of Verification

a. On-site visits to Office of Urban Planning.

b. Review of published CON plans and related documents
and reports of contractors financed by AID.

¢. Review of policies and ordinances published by the GON
in its official register "La Guceta'.

d. Review of standards and building codes and spot checks
of inspection procedures.
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e. Review of procedures for land acquisition, exchange
and disposal and checks of sample transactions,

. Continuing observation of progress of reconstruction
noting number and degree, or lack thereof, of overlaps and
conflicts between reconstruction activities and the orgesnizstions
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 manpower surveys and training programs
carried out by Ministry of Labor and the National Apprenticeship
Institute,

L, 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. That effective crordination can be maintained between
sometimes overlapping functions (c.g. urban planning for develop-
ment of the Managua metropolitlan area vs. regional planning for
development of the Central Pacific area).

d. That gqualified for~irn technicians can be obtained
in sufficient numbers on s timely basis,

STATEMENT OF PROJECT OUTTAITS

1. OutEuts

a. A comprehensive General Development Plan for the re-
construction and development »f Managua.

b, Immediate action plans within first thirteen =—onths
of the project to permit decisions regarding reconstruction and
alternative uses of property in and armind dnmaged area. Plans
would include delireation of dingerous fault corridors and would
define land use for both public and private functions.

¢. Zoning regulatiomn and construction standards that
reduce seismic risk to the population of Managusu.

d. Criteria and procedures for public land acquisition
and exchange including compensation for property owners,




- 38 -

e, Improved management procedures and organizational
alignments within the Minlstry 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
decislions 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 regulationsand 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 now bhefore the Nicaraguan Congress
with enactment scheduled for CY 1976.

e. A reorganization plan for the Ministry of the National
District was completed In August 1975 by a contract financed under
the first phase of this project. TImplementation of the reorganiza-
tion plan and improvement of management procedures will be implem-
ented with technical assistance programmed in this PROP revision.
The reorganization structurs should be operative by April, 1976
and implementation of improved management procedurcs will continue
through mid-1077.

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

g. A system for gathering employment information will be
established and operational by March, 1076, and the first manpower
projections will be available in April, 1976. Manpower projections
will, thereafter, bLe revised at least semi-annually. Development
will begin on occupational standards 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 Verificatlion

a. Review General Development Plan prepared by GON.

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

¢. Review of zoning regulations and buililding code.

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

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

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

g. Review of procedures established for the employment
information system; review of manpower proJjects; 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 IT 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.l dated June 5,
1975. However, Table IIT (Implementation Schedule) includes all
inputs programmed from project inception to completion,

TABLE IT

SUMMARY OF INPUTS - JANUARY 1976 TO COMPLETION
(U.5.$ 000)

FY 76 IQ FY 77

Ministry of the National District

Public Works Admin. & Mgmt. (21 mm) 112 -
Systems Analysis Advisor--0&M (12 mm) 56
Program/Budgeting Advisor (21 mm) 107

Ministry of Public Works
Public Works Admin, & Megmt. (Bldgs)
(21 mm) 56 56 .
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Ministry of Labor
Employment. Service Advisor (8 mm)

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

Participant Training
Program Mgmt., Labor and Manpower
Surveys

Other Costs

TOTALS

TABLE ITI

12

21

L2o

IMPLEMENTATION SCHEDULE

CY 197k

CY 1975

2
3
3

11

43

20
63

==

AGENCY
Position

I ny

IIT|ToW

Vice Ministry of Urban Planning
Advisor to Vice Minister
Advisor to Planning Division
Urban Renewal Advisor
Urban Designer
Urban Development Advisor
Advisor on EDP Models for Urban Plng.
Regional Planner
Urban Sociologist
Traffic Fngineer
Structural Fngineer
Structural FEngineer
Urban Lawyer
Materials Testing Advisor
Urban Programmer
Urban Administrator
Urban Planner
Urban Feonomist
Demographer
Landscape Architect
Housing Policy Advisor

DAY,

AID

ID

I

0AS

AID

DA

04S

UNDP

INDP

UlWDP
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CY 197k[CY 1975{CY 1976

AGENCY
~Poettion Ik LI IHD#! ITX W

Infrastructure Engineer p

Transportation Systems Advisor f

Various Short-Term Consultants ,ggg#ﬁgﬁm@___qu@m

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)

1}
T
A

Participant Training
Various Short-Term (see text Section i R D I

H-6)

Other Costs
Project Administration (see text

Section H-T)




2, Summary Project Budget

FY 1974 FY 1975 FY 1976  IQ FY 1977

Summaery U.S. Inputs

Technicel Advisory Svs.

U.S, Direct - - - - -

Contract/PASA 870 129 38T 120 43

Participant Training 25 - 12 11

Commodities - - - - -

Other Costs 10 - 2l 1 20
Total U.S. Inputs 905 129 420 132 63
GON Inputsl/ 2,625 5,305 4,110 - 1,2k0
Other Donor Inputs 165 396 220 - 40
Total Project Inputs 3,695 5,830 4,750 132 1,343
l/ GON and other donor inputs are on a calendar yvear 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.
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SECRETARIA DE LA PRESIDENCIA
DE LA REPUBLICA

Managua D. N 5 de agosto de 1976

Sefior Doctor

Robert Culbertson, Director
Agencia Internacional

para el Desarrollo (AID)
Managua, D. N,

Sefior Director:

Por este medio me dirijo a usted a fin de solicitar a esa Agen
cia una extensién del Programa de Asistencia Técnica para capacitar las
entidades ejecutoras para llevar a cabo el programa de reconstruccion de
accién inmediata, cuyo presupuesto de capital representa una ampliacién
del nivel anual de inversiones del gobierno nicaraguense de por lo menos
el cien por ciento. Dicha ampliacién implica una ripida expansién de la
envergadura de la tarea, enfrentando al Gobierno al nivel mas elevado de
que se tenga registro en la historia del pais.

En vista de lo anterior, la necesidad de las entidadcs ejecuto-
ras del Gobierno de recibir ayuda externa para poder cumplir sus respon-
sabilidades en el proceso de reconstruccion es una preocupacion de alta -
prioridad para el gobierno central. Por lo tanto, rogamos al gobierno es-
tadounidense que se aporcionen fondos para financiar los servicios de asig_
tencia técnica que se detallan en los parrafos siguientes. Por su parte, el
gobierno nicaraguense se compromete a financiar los gastos de contrapar-
tida asociados con apoyo logistico en Nicaragua, tales como espacio de ofi
cinas, servicios de secretarfa, transportacién local y personal local ade -
cuado.

Ministerio del Distrito Nacional

Asesoramiento en manejo y administraciéon de programas de obras p(iblicas;
Asesoramiento en organizacidn y operacion del Ministerio; )
Asesoramiento para establecer un secretariado para el Comité Coordinador
del Programa de Reconstruccion.

cee/one
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S8ECRETARIA DE LA PRESIDENCIA
. DE LA REPUBLICA

Managus, D. N -2

Minijsterio de Obras Piblicas, Direccién de Construcciones Nacionales:

Asesoramiento en el diseflo, programaciény manejo de construcciones
y mantenimiento de edificios piblicos.

Ministerio de Economia:

Asesoramiento en la formacién y operacion de cooperativas de transpor-
te piiblico y/o una empresa piiblica de la misma.

Ministerio del Trabajo:

Coordinacion de la asesorfa para establecer un servicio de empleo y coor-
dinacién de programa de capacitacién de mano de obra necesaria para lle-
var a cabo el programa de reconstruccién.

Asesoramiento a Corto Plazo:

En apoyo del asesoramiento anterior y para resolver los demis problemas
de las entidades ejecutoras del programa de reconstruccitn.

Asesoria del Profesor Harberger de la Universidad de Chicago'para el dise-
fio de manuales de evaluacion y seleccién de proyectos para la reconstruc -
cién (entre mediano y largo plazo).

En espera de lo que tengan a bien resolver sobre el particul ar,
me suscribo de usted con las muestras de mi mis ulta y distinguida consi-

deracién,

Atentamente,

ARLOS DUBON
Secretario de la Presidencia

ccg. -




ANNEX TT

EVALUATION OF PROGRAM DEVELOPMENT
AND IMPLEMENTATION PROJECT NO.

524-11-998-106

by: Williem 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. Marn

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. 1In 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 Proicct 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 arecas".

The Goal remains valid., Progress has becn 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 Jjust 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
aones located outside the previous downtown area of Managnua."

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 immediate 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 Le maintasined over the
lmmediate future, reconstruction in the previous city core being
initiated ir a year or so with the construction of some public or
institutionat 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

N(®»
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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. Tt was applied under the evaluation
reported herein.

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

While valld, 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 1ts 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 iandications of the Government's attitude toward
improving the quality of 1ife and strengthing security against seismic
risks are in its strict application of the new seismic code and its
attention to other cieas, 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 assumption holds valid.

Domestic resources amrunting to $1,171,h00 have already been
contributed to this project. Available foreign resources other than
those from ATD are undetermined but indications are that additional
resources can be expected when the GON beneficially absorbs a substantial
proportion of those already available.



ITI. Statement of Project Purpose

A. Project Purpose

"Improve the GON's capacity to plan, program design and
lmplement major programs for the reconstruction of Managua and for the
continued economic and soclal 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. Comments 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 is5 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, 1t has materia.ized.
VMUP staff has increased from 7 professionals to 115 professionals and
total staff strength now stands at about 700,

Assumption 2, on the ability of VMUP to sustain zoning and
construction control decisions and assumption 3, which deals with
effective coordination, are valid but remain to be tested in performance.

b, "Phat qualified foreign technicians can be obtained in
sufficient number of O 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 arrivel 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 this aspect.

IV. Statement of Project Outputs

A, Outputs

All eight of outputs falling within this evaluation (no. 8 1is
outside its scope) remain valid.

Ttems 1 and 2 need to be revised in order to reflect the
planning process being actually applied (see IIBl. 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 T
and item 9.

B. Outgul 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
50 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 he established for the principal steps
in the master planning process (see Prof. Mann's memorandum).

2. The immediate action plans have bheen completed but time-
phasing should now be established for the subsequent land appraisal
and acquisition, design, working drawings, contract documents, contract
award and construction monitoring activitles. In addition, quantitative
mhasures, such as costs, and square measure or linear measure or
volume of physical facilities planned and built can be applied.

5. Tmproved management procedures may bhe reflected in such
outputs as number of plans received, number of building permits issued,

number of plans produced for sntellite 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.

T. "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. "TImproved" 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,
etec. "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 a 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 magnitude 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. TIn some respects the tasks im-
mediately ahead - land appraisal and acquisition, project design, bid
documents preparation, contract award and administratior, project
construction - represent even more difficult terrain than that
covered so far. fTherefore, serious setbacks can only be avoilded
through increased effort and improved operations. In this connection,
early action should be tanken to obtain funding for key specialists
needed to accomplish these tasks but not covered by existing funding.

Capital projcct packages to a total value of about $256 million
have been identified according to priorities by VMUP. The push now
must be toward selecting and designing projects for early implementa-
tion.

Our final suggestion is that an interim evaluation of Implementa-
tion be conducted ir approximately six months or not later than
February, 1976. By that time tasks mentioned above should be well
enough underway to permit meeningful scrutiny and determinations as
to how well implementatlon measures have been conceived and applied.



ANNEX TII

Repor* of Zvaluation
Visit, Mansg.a, June 1-T, 197%

John W, Dyckman
Consultant

This report addresses two mnjor 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 Acesores have played a major role in
the integration of the disparate efforts of groups working in the
Vice-Ministry for Urban Planning. These asescres have in some cases
provided the needed bridging o~f 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 Reconstruccidn y Accidn 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 PRAT report on May 20, 1975, and
with the general development ~f PFRT and CRITICAL PATH program methods
in the Vice-Ministry, these difficiencies have been redressed. TIn
addition, tje PRAI 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 nct so great as to remove
all confusions and inefficiencies in the planning. Major problems
remain in the coordination of planning efforts with the implemente-
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 sect-r, An there are some scheduling dif-
ficulties in the use of personnel within the Vice-Ministry, as well
as some persomnel weaknesses. Inevitably, the teams are at different
levels of competence and productivity, and this impedes the smooth
flow of the programmed effort. But over all, the technical assistance
effort has produced clear and measurable results in the Vice-Ministry.

Among the achievements »f the Viec-Ministry staff in which
the Asesores have played a contributing part are: the aforementioned
production of PRAT, which has symbolic as well as orgsaizing value;
the development of computer mapping and of a central data base, in
which the consultant services played an important part; house to
house survevs of building condition and the production of a datae



series 2an condition »f units;
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ctudy »f demand for land in the centrsal

area; economic and investment studies; community renewal planning in
the San Judes 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 *he office on the -me hand, and on the
other they have served in the valualle role of training instructors

and technical counselors.,

Their presence and experience has helped

to build the cwmfidence of the Niearaguan staff,

In at least one case,

there was

gerious difficulty in locating

the consultant provided 1y Technical Assistance in an appropriate

place in the Vice-Ministry staff.

This consultant is an able man,
but for reasons of professional differences or personality incompatibilities
he has been operating essentially without portfolin,

Even in this

case, the person in question has made real contritutions, and has
worked diligently in the role of general factotum for the senior

Asecor,

In my opinion, the team nssembled is a good one,

The principal

area »f improvement in the use of the Asesores would be in the
deployment ~f the ccnior Asesor, who 1s technically counterpart to

the Vice-Minister, This pers-n has
to or deputy for the Vice-Minister,

head of a team or group.

not been funetioning as an advisor
Rather, he operates more as the

and is willing to take responsibility, it would be useful to all
parties to upgrad~ his duties, ond t2 bring him into closer relation-

ship to the Vice-Minister,

As the Vice-Minister has no deputy or

delegated staff lender, he shoild in any case delegate some of his

duties 12 a secnd-in-command,
history it proves unfeasible t-~ use
Nicaraguan deputy shoula be chosen.

The divizciom 2f 1atar with the

produced at Ienct one cerious problen,

needed almost
such a person, their delay in dnine
program if it a-ntinues,
as it moves into itg dmplementat ion
testing is nosded, either throush a
consulling arrangement. At present
exercisoed and the facting equipnent
expert in statistical

are among ~ther ckills
implementation stage will profid

If for reasong of personality or of

the Asesor in this capacity, a

has
An infrastructure engineer is

ather acsistance agencies

irmmediately, and though the ULN. will presumably provide

50 will yrave enstly to the

Cortain otner skille are needed by the staff

stage., An expert in materials
staff sddition or through a
this function is not being
~n hand i« ntilized.

not An

sampling and survey and an urban land economist
mentioned nnt

n'w on hand., Finally, the

greatly from the addition of a

person ckilled in oxpeditineg Ylaree-scale undertakines in the urban

devel pment fial1d,

Such persons - with experiencs in urban redevelop-

ment or in ~ther whan land development programs-- can be found in
the U.S. and ¢»dd make a majisr contribution +» the reconstruction work.

Since this person is competent and experienced,
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plans" now being prepared by the planning groups in the Vice-Ministryv.
The packages could be broken into parts of varving sizes depending
upon demand, upon the pace of redevelopment, and upon the ability of
government to finance and actually build the infrastructure.



ANNEX IV

MFMORANDIUM

June €, 1075

FROM Lawrence D. Mann
TO : USATD/NICARAGUA
SURJECT: Fvaluation of Managua Reconstruction Planning, June 1975

This memorandum summarizes observations during a brief visit
for evaluation ending this date. It 1s based on a series of inter-
views and meetings, as well as the examination of numerous relevant
documents.

Backgzound

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.

Oubjects of concentrated attention here will be on the Program
for Immediate Action (PRAI) and the training function of technical
assistance.

My comments here should nls> be read in the context of three
earlier reports I have prepared for INCAE on the planning process
for reconstruction of Managua.



The Immediate Action Program (PRAT)

One main {nsk of this visit has been the examination and cvalua-
tion of the ambitious document, "Programa de Reconstruccidn de Accion
Inmediata", dated 20 May 1975 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 initisl chapter
reviews the nature of the pre-esrthquake Managua. the effects of the
quake itself, and initial emergency responses to the event., The
following chapter provides the clesrest statement tn 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 an development
controls,

A fourth chapter provides an approach to an implementation
plan for urban development during the period. This chapter begins
with a governmental structure £ r 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 Implementation (OCT) of the Pinancc
Ministry, and the exccuting agencies. Proposed institutional inter-
relations are outlined. Procedures for implementing the "PRAT" are
outlined for financing, land acquisition, development of coordinated
planning arcas (API), project implementation, and the coordination of
project execution. Technical support for planning, development, and
implementation is discussed in terms of the INCAE 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 precent consultancy.)

The final chapter discusses an evaluation svstem. This proposal
1s presented in teorms of three phases. The firsi foresees the evalua-
tion of pro’~ct advance and improvement »f the urban planning system
itself. The second phase is to 1ook at the achievement of physical
goals. And the final phase is tn provide an overall evaluation of
the program's effectiveness,

The "PRAT" is in general quite well documented, BResides
numerous charts and tables, there are a number of appendices.



It should be noted that the "PRAI" wes 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/Alealde ILuls Valle Olivares reviewed
and changed the document in imprtant ways and other Ministers and
the President himself have reviewed the document seriously.

Our general evaluation is that the "PRAI" is quite a successful
document both for its specific purposes and as the zerm of a method
of middle-range planning. It is certainly subject to correction of
certain minor errors at various places in the text, charts, and graphs.
Moreover, there are certain aspects »f 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-institutional relation-
ships. Tt is simply not possible to know how all this is going to
wvork until the flood of projects tegins to move through the proposed
system,

This observation is particularly important in the likely rela-
tions between the Vice Ministry of Urban Plamning and the parent
Ministry of tne National District. Precisely which of the proposed
functions will remain best located in the Viee Ministry of Urban
Planning and which will be administratively located 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 believe that anything
I might say now would have a positive effect on the outcome., This
same comment should be applied to relations with OCI, with the five
agencies 2f the Government and with private planning, engineering,
desimgn. land devel-pment and conotruction firms.

Relati~n to More Nxtensive Ac!ion Flanning Process

Perhaps the most hndamental question that needs to be posed is the
extent to which th= PRAT i= indeed the appropriate mierocosm for the
needed longer range scetion planning process.  To respond well to this
query, we shall need to restate the esasential framework for such a
process. It must alsate recopnivzed that we shall need to 1ook beyond
the PRAT fo tho broader work program under wav in the Vice Ministry
of Urbhan Planning.

The bgsic acti-n plannine .ramework, as T have sketched it
elsewhercl’ hegins with an initinl vhase ~f very general goal specifica-
tion. Then begine a reries »Af project identification and generation
phases invealving Aiseussiong with agencies, private interests, local
groups, ~te., alternating with technicnl documentation »f potential

1/ "Actisn Plonning for Urban Cfricture paror presented at the Inter-
American Planning Oociety (STAP), Geptember, 19T7h,  See also my
report "Planning for Housing /Urbian Development Sector in Panama',
USATID, 107h.



projects for programming purrnses,

These projects are to be worked into s program for investment,
parallel to standard capital budseting, dbut much movre informnl on
modern programming 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. WNew modifications will
result from this analysis and further discussions following it.

Then, the carefully evaluated and modified program is implemented
on an annual and multi-year bhasis. Immediately, the feedbacks from
implementation begin to show the needs for new proJjects and the lack
of Justification for ones already approv ed,

This begins the continuous process of planning-implementation-
planning. T have called "acti-n vlanning.”

As mentioned above, the PRAT 1is quite consistent with such an
"action planning" framework. However, there are some notable short-
falls to date,

a. The private sector projects are not vet included. (The same
applies to projects to be solicited from community interests, but
this may not be feasibhle *n these circumstances),

b. Meaningful consultati-ns are taking place only at the technical
and high administrative levels. Consultation processes are not yet
"open" enough to work well.

c. The "packaging" aspects are nat yet fully informed by program-
ming methods, thouph this may well work itself out in time.

d. The long range planning is not far enough advanced to provide
the necessary heuristic.

e. The attitude of the ongning process ig not yvet widespread
in the staff. (Note low participation »f staff in the PRAI, with

advisors having t» take more initiative than would have been preferable. )

Professional Training Program

The critical mass of technical expertise in the fields of urban
planning and programming are a resource that should not be neglected
for its potentinal impact on the long-run supply »f professional talent
in Nicaragua. Tt has been recognized all along that the body of advisors
has the potential of performine this valuable training function. An
earlier report by Rafael Corrada, for INCAE, sngpested some tentative
directions for orpanizing the advisors for (his ~ffort,  No important



steps in this direction have Leen taken during the past vear, though
of eowrse a great deal of on-the-insb, informal troining is taking
place on a daily tasis,

I am recommending that an important proportion of principal
advisor Hinojosa's time during the next threc months be devoted to
developing a draft training program, to meke full use of advisors
and other professionals in the ~ffice for training in the various
aspects of wrban planning and vrogramming that are expected to be
most needed in Nicaragua during coming veers. Advisor Honojosa, it
should be noted, is one of the leading educators in this professional
field in the United States. His proposals on this matter should be
taken very se iously and shonld be supported risorously by USAID/Ni -
caragua.

Given my great confidence in the resident advisors abilities
and judgment ~n these matters, my ~wn epecific recommendations on
this matter can be quite brief.

I believe that the appropriate paradigm should be the "action
planning” approach Aescribed elsewhere in thic memo, and in related
documents cited there., The main implications »f thet approach which
is simply my own version of the best of the current state of the art,
are the fallowing:

1. All urban planners sh-uld begin with n solid educati-nal base
in one of the follwine:

a. Architeeture (the tradional professional base in Nicaragua)
h. Civil engineering

c. Law

d. Geopraphy, cconomice ~r oather empiricnl social science.

2. The emphasic ~f the training should be on programming as
opposed to the traditional stres: on preparing long-range, end-state
plans. The sence ~f angoing process should be the foundation, and
the relation of public plannins and implementation to broader socio-
political and econmmic nrocesszes shomld be deeply ‘mpressed on all
trainees,

2. Urban planners chonld e frainad to appreciate the importance
of participation »~f others in public planning processes, not out of
any moral imperative (though snuch moral questions are quite ligitimate)
but out of the neecessity of information and support that can be obtained
only through this participation; mnly o fraction ~f the necessary
participation can be subrumed vnder the category of inter-agency com-
munication and consultation. <he importance »f working ~mul the invalve-
ment of private firms, quasi-pnblic entities, and community and uner
groups should be made quite central,  And there chould be an apprecia-
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tinn of the need <~ develop such involvement t2 s mesningful degree
at a very early stage of planning processes.

L, Urban planners should be trained in the vays of generating,
processing, and analysis of critical data related to projects and
their evaluation. The evaluation framework should be that of cost-
effectiveness, generslly, 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 scale 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 the 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 mayv not be easy to
convince that this function is necessary at all. WNevertheless, it
is a very important part ~f any wrban planning curriculum.

T. The close link between planning and implementation phases
must be made very clear to urban planners., All irainces should be
fully exposed to the complexities of implementing vroiects and programs-
of-projects. Relatedly, planncrs should be trained to eliecit informa-
tion from implementation situations as feedback to further planning.

Conclusions
There 1o wti1l room for improvement in the aliove arecas and in

related matters, However, if the efTort can avoid the landmine of
a major scandal, 1 am optimistic 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 preocupation and concern of national
officials with the need for a well organized permanent labor information system that
will 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 affected by the earthquake and in planning for

the recoustruction of the city 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 affected area and projects such as has America Housing Program.

It appears that the [irst phase of the reconstruction program, thal part devoted to the

providing of emergency assistance,is giving way to a long range reconstruction program,
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The.next step will probably be the most difficult: to move from planring 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 numerous research reports emanating from various ins-

titutions, to highlight the recommendations within.

He is deeply grateful 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,

Ie is specially indebted to Lic. Jorge Montealegre and Lic. Edgar Garceia from the
Central Bank for their assistance in executing of this assignment and to Jimmy Philpott,

USAID's Dir cctor of Development Planning for his guidance and assistance in the
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introduction to the country and its officials and providing moral and material support
in carrying 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.

3.  Prepare a gencral work program for the design of a permanent information 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.  Methodolooyv

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

demand and the existing labor infermation systems and arrive at the findings and recom-

mendations 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 (Emplovment) Market

The lack of accurate and timely labor market information and the need for an institution-
al system fto cffectively coordinate the needs for (demand) and the supply of skilled
labor will be perhaps an insurmountable handicap affecting the reconstruction and

development programs.

At the moment there is no coordination belween institutions developing the skilled and
semi-skilled manpower (supply) and the institutions, private or public, in need for
and utilizing the availahle manpower (demand). The skills or capabilities of the un-
employed persons, which will be needed for the reconstruction and development effort,
is not known. Neither is il known whether they can participate effectively in the imple-

mentation of programs being prepared for the development of theirown environment.
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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 aDepartment 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 slkilled labor and plan and promote the development of the skilled

tabor infurmation and the efforis of sepuraie insiitutions which conduct manpower
studies and surveys in an effort to make nceded projections thereby avoiding duplication

of cfforts and wastle of needed resources.

The information to be gathered, analyzed and maintained o1 currcnt basis would be most
useful not only {o other human resources development institutions such as the Ministry
of Educalion, Ministry of Labor, training institutions, but also to all planners, be them

in government or private industry.

B. Labor (Emploevment) Market Information

The concern of nationat officials with the need for a well organized permanent labor
information system is well based. Though a number of estimates of availubility of

skilled workers have heen 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 invéntories 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-
{on prograws is e assumpiion ihai ine (rainees graduating irom the different insti-
tutions or the large number of those who rcceived 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 cffort. 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,
cquipment, tools, and materials. The skills of an individual who reeceives two weeks
training or approximately 80 hours, cannot be compared to the worker who receives
three or six months of taining 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 tabor

information system is the fact that while government officials and employers report
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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 skilléd
construction workers. The writer did not have the time to verify this statement buf
feels that the situation probably exists because of the disorganization of the labor
market, the lack of currcnt 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 (employment) office of the Ministry of Labor, staffed by onc profes-
sional and one secrctary reports a number of applications, 6,124 in the entire
country in 1973 and placements, 3,579 in the same year. These figurces are less than
candid as report of employment office operations. It is difficult to visualize one person
interviewing 6,124 applicants in 16 different cities and placing 3, 579 in 14 cities during
one year. Information available indicates that most of these individuals are farm laborers
being moved from one "hacienda' to another. The effectivencss of the functions of those
officers must he discarded as labor statistics collection units hecause they contribute

practically nothing useful in the field of labor information.
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The best source of employment and unemployment information, in yearly reports,
s the Executive Office of Census and Statistics. In 1973 and 1974 they conducted
household surveys in seven (7) urban centers: Managua, Chinandega, Leén, 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 from 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 malfunriioning, disorganized labor market robs the country of its

resources, human and material, #ad slows down the development process.

Today an employer in need of workers has no place to go to obtain assistance in gelting
the workers and a worker in need of a job has nowhere he can go to obtain assistance

in getting the job. The demand for labor and the supply cannot meect cach other's needs
hecause of the tack of current tabor information and the system to coordinate and bring

together this supply of and demand for lubor,

This reports includes recommendations for the establishment of such systems to avoid

the waste of the nations most precious resources: human 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 thé 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 mace by Ing. Julio Blanco, under the sponsorship of the Chamber of 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 manpower training institutions in Managua and vecinity are:

1) The National Institute of Apprenticeship

2) The Vocational Technical Institute

3) Youth Center Don Bosco

4) 7Technological 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 localed in instal-
lations which the trainces are slowly building as part of their practical excrcises, their
original installztions were destroyed in 1972, Since the carthquake of Deccember, 1972,

INA has concentrated its efforts in the training of workers for the construction industry.
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Early in 1973, in cooperation with the Chamber of the Construction Industry, it gave
emergency 15 days training to some 186 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 ior 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 studics 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

keen un with the h'fzining lneennc
Keen ur ith the B lpeenng,

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 he desired; bowever, 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 years plan. This type of training is very expensive but at the same time

absolutely necessary to successfully implement the reconstruction and development plans,

The Vocational Technical Institule is located organizationally and functionally under the
Ministry of Education. Its original buildings werce completely destroyed by the earthquake
and arc now constructing a new training center with assistance from internationat organi-

zations. The new center was excellently designed and it is planned to equip it and staff it
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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. He 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 anproximately 500 students on the regular courses, hoping to graduate
approximately 140 trainces a year. These regular courses will have four (4) years dura-
tion. vThc first three (3) years in training in the institution and the fourth year in ap-
pi‘enticcship training in industry under school supervision. The only entrance prercquisites
are that the student be at least 14 years of age, can read and write and knows the basic
elements of arithmetic, The center is also planning {o conduct acecelerated training and
skills up-grading training for approximately 600 adults a vear. It is administered by a
religious order under the guidance of a board which includes representation of institutions

- ¢h as the Ministries of Labor, Education and I conomy and private enterprise.



The Don Bosco Youth Center is also in the development stage though it has been
training youth in the available facilities. It provides three hours a day for six months
courses to young students in occupations such as welding, lathe operations, carpentry,
masonry, and plumbing. It began conducting three month (3 hours a day) courses during
1973 to meet the emergency situation but extended the training period to six months in
mid 1974. They have trained approximately 894 students and expect to finish 1974 with
a total of 1,000 graduates. The Center provides students and youth from the sorrounding
vecinity with recreation and sport facilities as well as training in the humanities and
religion. It is operated by a religious order and supported by Caritas and the GON.

Another job being well done.

The wriicer could not obiain much informatinn about the Center for the Development of
Human Resources other than a publicity pamphlet stating that they planned to train 2,000

individuals in a two year period.

In sum, the writer wis left with the impression that the country has in the development
process sufficient capacity to provide the quantity of workers to be neceded with reason-
able investment provided that the hudgetary scapel does not cripple the very sensible

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

D. The Ministry of Labor

It would be impossible to complete this type of report without some comments in reference
to the Ministry of Labor, supposed te be the principal sovernment institution concerned

with the development and utitization of the nation's humin resources.



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 utilization

(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 couutry has an adequate number of

ialificd wurkers when and wherever neoded. Thie includes careful coordination of the

judati
supply and demand for labor and the maintenance of accurate and current lahor informa-
tion to cnable it fo satisfy the day to day demand for skilled workers, make projcction

for future needs and insure the development of the workers needed for this fulure demand’

so they will be available when necded.

Alter a brief rcview of the organizational chart of the Iabor Miniistry and visits 1o its
facilitics the writer arrvived at the conclusion that the Labor Ministry of Nicaragua is in
urgent need of much assistance, both technical and material. This so very vital institution
is in urgen! need tor development, beginning with a reorgmnization to group related fune-
tions and focus on its primary fuctions, giving the same weight to the three major ones:

Employment and Human Resourees, Labor Affairs and Social Welfare.
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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 functiors 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 imminen! begin-

ino nf thn recancl riintinn :\nvir\r]’ s (v affonts
ing of the reconstruction poried, when the effect
labor force will have a decisive influence on whether the program succeed or not, but

also because Nicaragua may be facing a serious and dangerous threat of massive un-

employment upon completion of the reconstruction programs.

Much ha s been said and written about the need to include manpower planning as an inte-
gral part of any program of economic development. The scope of work of this assign-
ment clearly indicates the preocupation of national officials with this part of their plan-
ning. Howe er, manpowaprograms cannoet be ciarried oul in o vacuum, Therve has o

be a focatl point in the economy to provide the driving lorce and continuity in the develop-
ment, dissemination of information and application of the techniques and methods for

cffective manpower utilization and the organization of the labor market.
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Rec&mmen'dation No. 1

It (s 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-

cién General" of employment and human resources to fil! 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 orpanization of the Labor Ministry.

Reconimendation 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
it W fuotion effcciively, Annen 2 suggesis a skeieton orgamzational chart indicating the

major functions of a Labor Ministry and their relationship,

Recommendation No. 3

H recommendation c¢ie is accepted, it is further recommended that a nucleous of the
personnel be hired, utilizing psychological testing and other scientific personnet reeruit-
ment and selection methods, and that these individuals be provided cight (8) weeks of
training in the Emplevyment Sceurity Department of the Department of Labor of Puerto
Rico. The training should consist of forrr (1) weeks of basic employment service training
for all participants and the sceond fouwr (1) weeks in specialized training, The following

personnel should receive the above mentioncd training:
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1. The Director Generaliceveesivseesaes 1
2. Department ChiefS.cvveceescesresnses3
3. Interviewers....iiveveescenornnnsnee?
4, Employment Relations Specialists,.... 2
5. Farm Labor Section....eeveevsnenres 1
6. Counselor,..coeeiesesnsncocssnarees 1
7. Testing Specialist. e oveivviveesnnene 1
8. Industrial Services.......eeveeneeeaesl
9. Labor StatisticS..eeeeieeesessnansane 2
10. Occupational Analyst...evevevennsess 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. Manpower Develonment Advisor Generalist

Period: at least 12 to 18 months
JFunction: Provide technical assistance in the creation and development of the ""Direccidn

General" of Employment and Human Resources.

2. Emplovment Service Specialist

Period: 2 months
Function: Provide technical assistance in the initial stages of the establishment of the

Department of Fmnployment.

3. Occupational 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 scclion in the development of a dictionary of occuputional titles. This expert will
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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: Two months
Function: Assist the Department of Human Resources in the development and establish-

ment of 2 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 Nicuaragua that at least one person
from cach of the Economic Planning Sections of these institutions for a total of two (2)

be allowed to participale in the Manpower Seminar to be held in the International Manpo-

wer Institute in Washington, D. C., U. S A., in April of 1975 [or a period of 12 weeks.
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ANNEX VII

UNITED NATIONS DEVELOPMENT PROGRAM

GON PROJECTS FINANCED RY THE SPECTAL RECONSTRUCTION FUND

(U.8, Dollars)

Project Title Total 1973 197k 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 k2,194 36,Lk9 -
Services
Accelerated Professional Develop- 463,256 - 69,902 329,954 63,400
ment for Managua Reconstruction
Organization of Hospital Services 122,650 - 20,250 77,500 24,900
in the Reconstruction Phase
Rehabilitation of Potable Water 1k2,0k0 23,84 110,036 7,300 -
Services to communitics affected
by the earthquake
Industrial 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 Ll 150 - 64,428 215,397 163,825
Urban Planning
Small Industrv Assistance 197,500 - - 68,000 129,500
Environmental Sanitation T4, 300 - 15,002 37,998 21,300
Program Administration 21,761 5,761 11,059 L,ol1 -
Total UNDP Reconstruction 1,657,103 75,910 400,379 778,030 402,925

Technical Assistance

[=3=4 ~3—
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ANNEX VIII

SIMPLIFIED DIAGRAM OF THE PROPOSED MECHANISM FOR PROJECT SUPERVISION
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