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1. INTODUCTION THE EXECUrIVE SUiAy 

The conmparative evaluation of the three Haitian rural development

projects had the following goals:
 
1) assess the social, econcadc, and technical inact of the pro­

ject inputs;

2) evaluate the ability of the projects to produce benefits for
 

a broad spectrum of the local population;
3) assess the relative effectiveness of the non-formal education

methodologies eaployed in bringing about attitudinal changes
in the rural population;


4) measure the inonetary value of financial inputs against bene­
fits accruing to the target population.
 

The evaluation tear 
did its field work during April, 1983, in
Haiti and submitted its report on July 1st. 
The present execu­tive sLmary does not cover the whole of that massive report.

But it does do three things: it presents the conclusions and
recomendations concerning each of the three projects; it provides
a corparison of tie three projects along the lines of the fourgcals cited above; and it characterizes the three projects in sun­
mary fashion. 

It must be emphasized that the short suntiary assessments in sectiontwo have only one aim: to provide the reader with selected back­ground material as a context for the following sections. They can­not do full justice to either the projects thewselves or the appro­
priate chapters of the full report. 

Within the given lir,itations, however, we hope that this strrnarycan .Ive an informative, though overly brief account of our work.Once more we would like to express our appreciation to the projectstaff, our adniration for the peasant animation professionals in­volved, and resfectour for %hat v. consider to be, despite someshartcanings, sawe of the best rural development work in Haiti. 
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2. SfLARY ASSESSEN OF TE TREE PROJECTS 

2.1 GROS-11ORNE RURAL DEVELOP-NT PMIT 
The basic feature of the Gros-Morne Rural Development Projectis the formation of groupman - all facets of the project dependon this basic organizational unit. 
These small groups constitute
the building blocks of inter-group activities leading to coopera­tive formation. The goal of this project is to help the ruralpeasantry organize small self-assistance groups and work colla­boratively to generate savings and undertake small-scale conmer­
cial and production activities.
 

The project may be assessed in terms of the evolution of the
groupman movement and the effective use of credit as a develop­mental tool. Credit is disbursed through the groupman movement
and addresses the primary function of groups: to carry out income­generating activities as a group through an uninterrupted chain
of investment, savings, and reinvestment. 

The number of groups has grown remarkably although there has not
been a steady pattern of growth. Further, a high rate of group
dissolution has somewhat impeded the progress of the groupmanmovement. Staff estimate that three hundred groups may haveformed and subseaquently dissolved between 1977 and 1979. Overall,as many as eight hundred groups may have been organized in thecourse of this project. By this measure, the 459 groups existingat present constitute about 57 percent of all groups organized
over the years. 
The project has clearly been successful in meet­ing its goals for an expanding group movement with increasing as­
sets.
 

Part of the explanation for the dual pattern of dramatic growth
and high rate of group dissolution lies in the deferred character
of benefits accruing, at least in the short-term, to group mem­bers. 
A key principle of group investments is their indivisibi­lity where each group member holds a share in group assets. How­ever, access to these assets for personal use cannot be gained
except by leaving the group. 
Given the periodic crises in pea:ant
households, the existence of privafe but unattainable assets
threatens the very existence of groups as the contingent nature
of agriculture constantly hinders the accumulation of any peasant

savings.
 

The drive to increase revenues is one of the fundamental obect-Ives of theproject. Given econcnicthe basis of groupuan, per­haps the most tangible measure of effectiveness istUPeincrease
in group assets. 
 With the spurt of growth, group assets increased
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by forty percent (40 %) in 1981 and then by seventy percent (70 %)
in 1982. 
The amount of assets invested in money-bearing projects
increased from 61 % in June 1982 to 82 % in the first quarter of
 
1983.
 

Total assets of all 459 groups are estimated at 137,000 gourdes.
Assets combined with credit amount to approximately 230,000 gourdes,
with credit making up 40 % of the total. 
This brings the average
per group up to 553 gourdes or 73 gourdes per individual peasant.The growth in assets reflects the sudden increase in groups during
1982. 
However, the rate of economic growth is significantly
higher than the growth in the number of groups. This reflects
the growing use of credit. Investments focus more on commerce(46 %) than on production (36 %). Investment in livestock (24 %)is far more significant than garden projects (7%). The credit
program devoted 69 % of its funds to coninerce and storage projects
in 1982. It should be noted that the rate of reimbursement ofcredit is close 100to %. 

The major production area is animal husbandry. There have beenthree major distributions of breeding cocks combined with a long­standing vaccination campaign against Newcastle's chicken dis­ease and two major vaccination programmes for livestock. 

The strength of the agricultural extension prograine lies in the
effective diffusion of storage technology. This has had the ef­fect of increasing production by reducing losses to pests (rats,
insects, molds). 
Even more important, effective storage reduces
loss to the nirket, permitting delayed sales to take advantage
of favourable prices. 
Perhaps most important of all, storage
protects local food and seed supplies and thus retains them for
use within the community. The best projects have built on the
existing expertise of peasant farmers. This suggestsan area inneed of strengthening ­ a more deatiled knowledge of local agri­cultural strategies. 
This would point up problem areas and key

pressure points in the local economy.
 

The strength of this program is the groupman philosophy. It shouldbe of interest to any program desiring to organize in rural Haiti.
Underlying principles of groupman stress its independence as a
social unit, its basis in-j--of friendship, neighborhood, labour
exchange, kinship, and its focus on invesment in revenue-generating

projects.
 

The ideology of groupnan stresses an expanded vision of corrunityas that extending beyond the bounds of a particular group. Whereseveral groups exist in close proximity, there is the possibilityof creating a network of relationships bringing many people to­gether and opening up the possibility of collective action on a
wide and significant scale. 
Small nuabers within each group allow 
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for the maximum participation of all mebers in both the labour
and decision-making activities of group life.
 

The basic goals of groupman relate to capital accumulation through
production, storage, and marketing ­ familiar modes of action
in peasant economy. The movement has enjoyed good success in
.mobilizingsavings and generating rising levels of investment.
The idea of secure savings is tremendously attractive to peasant
farmers. 
To a certain extent, the lack of immediate access to
savings is perceived as an advantage. The hard-earned savings
are thus protected. 
Further, farmers are excited about increasing
capacity fo- storage of grain and bean crops ­ the key harvest
of the region. 
Recent changes to the credit programme give far­mers personal access to credit at reasonable rates of interest.
 

The problem of group dissolution could be addressed more strongly
by closer monitoring of groups. 
There are severe limitations on
this procedure, however, in light of the low ratio of staff to
groups. 
It may be that staff size should be increased, or that
staff meibers should reside in closer proxiPity to the zones ofconcentration. 
In general, the next stage in the development
of the groupman movement is crucial in light of long range goalsfor a self-sustaining cOMnnity movement. 
The key consideration
should be to assure a solid financial base as the only realistic

basis for indeendent action.
 

2.2 GROUPF4"r PILOr PRWEcT (GPP)
 

The distinctiveness of GPP as compared to other rural development
projects consists in its use of the "groupement" as the organiza­tional unit carrying out "development". Groupements are smallgroups of peasants that take part in comon incane-generating

projects whose proceeds are ploughed back into group assets and
reinvested. 
'The thrust of GPP's work is to develop, test, and
improve upon methods of creating such groupements.
 

Not a single one of the thirty-one groupements founded thus far
by GPP has gone under (although personality conflicts have in a
few instances led to the creation of ncw groupements). 
 In addi­tion to the thirty-one groupetents that are fully in operation,
there are presrently thirty-eight inchoate groupements undergoing
preliminary training and most of which will have begun full-scale

activities by the time this report is circulated.
 

The GPP groupements are still young and nothiig definitive can
be said about their performance. 
But a few observations my be
made. 
Their mean size is almost twice as large as the target
size proposed in the project paper, whereas the umtber of groupe­



-5­

ments is far smaller. The number of peasants organized into thesegroupements is therefore not far off the targeted level. Thegroupements start out with very little capital which in the caseof poorer groupements is raised in the form of workdays contribu­ted to a groupement project. 
The level of capital accumulation,
although respectable, is 
on the low side: $4.50 per person, asum which is not much after all the effort expended on the pro­ject. It is, however, a significant beginning. 

The construction of the GPP center at Cator, begun in August 1981,
was ordered halted in March of 1982. 
This was the one project
activity which followed an approach that GPP tried constantly to
avoid. Tis aspect of the project had fallen under the directionof a Port-au-Prince civil engineer, an out-of-town contractor,
and a third man,the lone foreigner on staff. These three offi­cials had undertaken to build a structure according to foreign
concepts and proceeded to overrun their budget by an enormous
amount. 
As a result, construction was finally brought to a halt
by the combined action of CRS and AID and has yet to be resumed.
 

The design and test of non-formal educational materials concerning
such topics as farm and household management, health, rural eco­ncmics, etc., has made limited progress. Rural economics and localdevelopment are thees in the very effective series of pictures
shown to peasants and in the well-structured groupeMent 
 trainingmeetings. Sa.e health and household managcl'ent topics treatedaresystematically, especially by the female animators, but non-formal
educational materials are not yet extensively used there. 
The
biggest health issue in the project paper, the latrine program,
has simply been dropped from the agenda because of poor acceptanceby the target population and on the basis ot the staff view thatuse of compost to upgrade soil fertilicy was non-essential. (The
main problem at Bayonnais is water, not soil fertility.)
 

The objective to improve agricultural technology has been given
saK attention but needs inuch more work still. Some farmers havetried new seeds and different spacing techniques, but the produc­tion systei is essentially the same as it
was in 1980. Haitianpeasants are generally only willing to adopt new technology ifthe risks and pay-offs appear reasonable. CPP is still scare dis­tance from making significant progress towards upgrading the inef­ficient local production, system. 

The savings accumulation of twenty-seven grouptents could be docu­mented up to jnuarTy T-3. It amounted to a total of $1640, orabout $61 per groupawnt (with a range from $12 to $170). One canventure to estimate that this figure will rise to $7900 by the end
 
of 1983.
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All the monetary cost of the project has so far been borne by for­eign donors, mainly the U.S. goverunent. Long-term multiplier ef­fects may well offset this cost, dollar for dollar, in the future.However, it would be unreasonable to expect this to happen withinthe operational lifespan of the project. Although there have beensane costly errors, especially in the constnction progre, theroney seems generally to have been spent wisely. The administra­tive personnel have been honest and accountable and only one for­eigner has been hired. 
This allows for an enormous savings on sala­ries, accommodations, equipment, etc., and represents a departure
from the great majority of foreign development projects where for­eign staffing is 
one of the largest budget expenses. If the pro­ject succeeds in institutionalizing effective peasant organization,then it will have achieved ur st of its objective. If it also pro­vides meaningful agricultural extension services wi.thin this in­stitutional framework, t-e increased dependency of foreign inputswill be far outweighed by the increased earnings made possible by
foreign technology. At 
 this point, however, do wellw. to takeinto account ilcreased dependency as one of -he potential liabili­
ties of the project. 

Conflicts reported by aninators and groupaient presidents invaria­bly involve groupe-ients standing up 
 for the "little guy" who hasbeen vict-inized by official abuses, exploitative credit arrange­ments, or just plain bad luck. 
GPP has zm excellent track record
as far as the 
are expected 

spread of project benefits is concerned. Croupaz:ntsto func;-ionin a dejocratic and egalitarian fashion,to be open to members of all economic strata, and to counterbalanceexisting local hierarchies. The lengthy process of training pre­ceeding the formation of each groupement stresses these elementsand illustrates theui wiLh
artist. 

visual mterial prepared b' the project
There can be no doubt that the mer, .ers accept this egali­tarian orientation with enthusiasi,. 

2.3 P.ORIELT DE D.TM PPNOpp1TCOMNAUTAIRI: DE CHM'J317r (PDCC) 
PDCC attnipts to cainbine a variant of the traditional "bricks andrortar" approach to ccrtnunity develolent with elerkxnts of organi­zationally-centered approaches 
 which ealphasize the roles played by'
the fornation, training, and i-otivation of peasant groups in the
development proccss. Founded on the assmption that "caxriunitydeveloprent" is a long-teni process which robilizes both h1uxianriaterial re;ources in order to satisfy basic nes, the project 

and 
seeks to alter exi,"Ang infrastructure and technology by meyansiwiterial ir()uts. PMCC further uI phasiz.5 

of 
the non-mator.4al inputsof education and training and t~hereby increasen the caaMcity ofindividua] ; and cat:iunty .,,Citutionn to act as chang, agents.PDCC i(r hJWu zv tho,Irxrtancv of ccmuni ty initiative, self-hel,,

and Se] 1-detrmj flt ion. 

POXEC in ( sigIee to anclrest; the 1xinic andur|,'in rwiterial noedu ofrxKr peasants In tlie ccr'iune of Chatowilm, vn nrea of 250 rcu/prokila',tern, with a ix)ulation of 16,523. 
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Most PDCC activities becane fully operational during 1981 and
1982. 
PDCC devoted considerable time to the folmation of cc~mu­nity groups (groupman omunote) in order to gain access to the
peasant population prior to the formation of "strategic groups".
The project has sought to provide material and technical assis­tance to a 
minimuri, of thirty of the strategic groups. 
Each of
these groups is corposed of eight to fifteen peasants whose simi­lar backgrounds and interest establish a basis for the identifica­tion, analysis, and solution of shared problems.
 

Chambellan was subdivided into four nuclei, territorially-defined
zones which are anchored by an especially active corrmunity qroup
and include several neighbouring groups. 
 Thenty-three of the
twenty-five conmunity groups in the four nuclei were organized
with the assistance of the project. 
Assistance took the form of
training local peasants in the purpose and organizational struc­ture of the comunity g:oups. Oier assistanco included the provi­sion of funds and materials for the construction of social centers. 
PDCC also upgraded the status of its womnen's developnent and ru.alyouth programres by hiring staff to bo responsiJle specificallyfor these concerns. 
These staff n.bers trained field personnel,
or worked directly with groups of wanen or young people in orderto address the specific needs of these sectors of the local popu­lation and to involve them rire fully in other areas of project
activity.
 

In the case of project staff, despite their general qualifications,certain staff ratbers have experienced difficulty adjustingeither working conditions in Chabellan 
to 

or to Lhe specific require­ments of their jobs. 
There are also doubts among staff members
about the skill, v.oDrk hanits, aid cornitment to project goals of

their colleagues.
 

The location of the staff center in VORE, just outside theof C1bmbell-.un, and thus away from rost 
town 

as well as sites of project activity,the atypical design and constriction inat-erials of itsbuildings, create physical and social distances between the staff
and the local ccxqnunity. tMoreover, the high constniction costsof these various facilities;, as well as their nur' rous flawsindicate the ]imitation:u of inideqat:ely planned and supervisedexperimoent.; in "al)propr.i.ato tcchnology,". 

The nust Mcces.ful P0CC actIvities have been:(1) Con.vtnction of a 1x':ablc water systei wdch han upgdraderx!anant living condit.c,n,; by providing source.; of clean water andby tra ning asantir; In sir l1v t:ochniques for capping springs,installing pipes, and consmructtnj fountains. 

http:C1bmbell-.un
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(2) The training of PDCC field personnel. The sixteen organizers
and animators were considered to be "pillars" of the project whose
training and dedication transformed themn into agents of progress.(3) Agricultural extension. 
By upgrading traditional farming:tech­niques and introducing new techniques, improved seed varieties,fish farming, rabbit breeding, and vegetable cultivation, PDCChas contributed to better local resource utilization and irmrove­
ment of the local diet.
(4) PDCC has further served to raise the consciousness of thepeasant, stimulating greater awareness of problems of ecology,family size, health, etc, and provided the sort of education that
will enable peasants to overcome local problems. 

Problemns experienced in the PDCC program would includedependency of strategic groups 
the great

on PDCC personnel and resources.Neither current levels of training nor tie experience of strategic
groups presently enable them to initiate and implemrent projects
independently. 
 Further, agricultural extension activities have
failed to produce any substantial increases in profits. Most
peasants have harvested only one traditional or newly-introduced
crop using PDCC agricultural techniques. Although people who hadplanted vegetable gardens had begun to eat cabbage, carrots andegg plant more frequently, very few had sold any of these vege­tables for profit. There is also great doubt that the possibili­ties for ccxwmercial production of vegetables would be at all pro­ikising even were PDCC to accelerate its extension work.
 

3. OMPARISON OF. THE I ME PROJECTs 

Tie three rural develop.mznt projects under review here have very
different histories of conceptualization, funding, 
 and goal inple­mentation. They share in coranon not anso much objectivestrategy. as aIndeed, there is considerable disagreeent over the
nature of the legitimate objectives of such projects. This dis­agreement has led to scme low-level conflict betwA-en the GPP andGros-Morne leadership. Perhaps a vague statemen;: about the stimu­lation of local initiative and the improvetent of local livingstandards aid infrastructure is the best: that can be said in des­cription of cannon areas of project agreement. 

All three projects have undergone significant changes over theyears. At GPP, these alterations have been associated withdo facto change in h.-tcrnhip. But 
a 

the most significant changenHnvo, predictably, taken pdco at, Gros-Mornc, the eldest ofthree projectti. Thin project xgan 
the 

an a rather conventional ruraldevelopment effort with the objective of impiroving conditions bybuilding upon existing inntitutions here the ke,y niinluis cavou 



- 9-­

from outside and above. Gros-Morne has since evolved into an
innovative experiment pursuing largely economic goals without

relying much upon the existing local leadership;
 

In the case of PDCC, it can be generalized that at this point
PDCC pursues largely conventional goals by conventional rmcans.
Its list of goals reads as if it were drawn up as a model pro­ject following early 1970's AID guidelines. PDCC appears to
have:few qualms about strengthening the local institutional power
structure despite recent studies produced by AID thiat have alludedto the role established local institutions play in perpetuating

economic inequality.
 

Gros-Morne has shelved this conventional approach in favour ofan alternative strategy to pursue essentially conventional goals
by innovative 
means. The conventional goal is economic ­mobilization of savings - but 
the
 

the means for achieving this is
no longer to involve reliance upon community councils, neither
 as an administrative tool nor as a recruitment base. 
Even the
training of groupements has shifted away frcci a centralized staff
and facility: policy has now moved towards the practice of training
groupements by grou[xVILnts themselves. 

GPP appears to be the nest radical of the three projects. Peasantautonomy, consciousness-raising, and the testing of mothods toachieve these ends have been declared tobe the paramount objec­tiveof,thpi F-p- roject. Evcry-eing else-is seen as secon­dary. The instrument 
 for-rie realization of this goal is thepowerless peasant hiinself - only in this way can he be given asense of his mn worth, self-determination, and the capacity tobetter his living conditions. No aid is disbursed, only advice
is given. It 
can thus be said that, in the context of development
aid, this project is pursuing an unconventional qoal by innovative
 
means. 

There are significant differences, however, between rhetoric and
action and this results in 
a higher degree of convergence betweenthe three projects than generalizations about means and ends mightotherwise ipply. is,There for example, considerable pressureupon GPP to "deliver", i.e., to achieve thu more conventional goalssimply becauso they are les.s elusive, riore tangible and more
directly rxnsurable. 
 'Iliese sorts of t:raditional results are morereadily seen as comrplling evidence of ".success" in the eyes ofsome agency rxrsonnel in Port-au-Prince and abroad. P[CC, on theother hand, neemr to have learnt' th.at the lxlicy of sat:ilsfyingthe wishes of local leader:; (by providing infrastructure on afood-for-work banis) 'myw ll do ix)r( for the leaders thn for
the tarqet population itelf. 

Although GI', ha; tchieve4d conidarablo prcxjrenn of late, in Salrespects it 1xihlndremiins nchedule. Although it has devolqopd 
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and tested a very successful technique of peasant mobilization,
 
many of the activities planned for the technology section have
only barely begun, the center remains incomplete in key respects,

staff is
one short ef tha planned contingent, and several project
goals have quite simply been abandoned. It is nevertheless quitelikely that GPP will reach its fundamental objective and that thequalitLy of the groupements will surpass even the most optiistic
of expectations. 
In overall terms, however, GPP has made no more
than nor.-al progress, a situation that derives mainly from a series
of administrative errors and bottlenecks. 
This is in itself a
considerable achieverrentfor all other aid and development acti­vities in the Upper Bayonnais Valley (ONAAC, Fonds Agricole, et

a!.) have proven far less successful.
 

At Gros-Morne, the pace of advancement has been more spectacular.
Sane 800 groupeicents have been formed, more than 450 of which are
said to be functioning at present (conservative estimates put the
number at around 300). 
 It is quite evident from the results of
the present evaluation that on the basis of several objective

measures (number of groupemoents, amount of credi-t extended, agri­
cultural extension activities, non-fornmal education), the Gros-
Morne project has achieved good proqress. It has Wen able to
attain certain objectives ahead of schedule on occasion and has

generally proven to be a successful enterprise.
 

It must be added iuvediate]y, however, that Gron-orne groupCments
have very different characteristics frn those at Bayonnais.found

The work at Gros-Morne can be very short-lived while at (;PP the
achieveents are ;een as permanent. Gros-Morne groupeme.nts arepermitted to limit their ,ctivity to a single ccruerciai venturethat, although it may I- financed jointly, actually bemavy carried
out by one individual alone. Meanwhile, all GPP groupc-ment:s demand
a much more regular, dedicated, and time-consuming involvemTYnt on
the part of their members. The traininc of Gros-Morno rrou.ment
member! can take only a few Mo6rhS. (T)Wo-VtJ1c,; i,; not necesSar ly
Die rufe) whereas tra nin atCP gI re six to twlve Weeks. 
As is the case with most other "young" proj.cts, POCC dcx,: notatteiq)t to accompliJih everything at once; rather it: iX'qin): by
ciphasizing cortain tasks ahead of others. 'his initial ixricxl
of aq)hani :; has;ccvr! to favour its con~itruction prcxJra1;1,m . Todate, eight ki R'vrters of road have Ixon corpleted while a slaughter­house and i;everal ocil centers have beccrK! ojxrational. F'urther,many pei0:ants; now have access to pot-able wat:er where they did not 
have it beforo. 

'1'ho pace of 9rouLX,':nL formation at PIX:C in ror, difficult to asrorn. 11i project "works with" the ext:iting C-C*unity counci 10and groups and only tho "nt.rat(?cjic groups" con Ix., cotn;idered tohave evolved fr(cw PMCC stimulation. 'l11ie;( strategic groups bectutiInvolved in the usual ts[Kctrtmw of acLivttosr that seek to uxjrado 
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agricultural production techniques and the like. 
But it remains
uncertain how far tlese groups have advanced or whether PDCC has
succeeded in enhancing a significant portion of its nembers'
 
economic activities.
 

Given the high degree of economic inequality found in tha Haitian
countryside, it is iinportant to see how far these three projects

reach into the heart of thleir respective target populations.There are some indications that they have experienced lirited
 success in incorporating poor peasants into groupemnts and "stra­tegic groups". 
At GPP, poor landowners have benefitted from rota­ting work arrangements which have reduced their costs for a varie­ty of activities by as much as 50 %. At Gros-erno, groupeentshave purchased products from their own members at harvest time
and thus provided a guaranteed market. In casethe of PLDCC, groupmembers have obtained temporar, employment in infras'ructural 
construction work.
 

But this is not the whole story. ile the emuhasis on manualwork and the discouraoement of comn.erical ventures have dissuadedbetter-off residents fron becomaing groupement members in GPP,the Gros-M rne ewphasis on carrmerce has in fact attracted many ofthe imire well-to-do peasant:s to that project'.; groupements. Withrespect to PDCC, close cooperation with the Conseils d'actioncomutnautaire has rnide it quite likely that the well-to-do peasantsand the local elites rank as the chief beneficiaries of that pro­ject. Indeed, it is the convent:ionality of its approach and itssmooth insertion into the existing systet of statification thatleads us to expect an inealitarian spread of project benefits.Road construction, rural infrastrucLure bi proverie:nt, and agricul­tural extension activity are undertakincs whose top-dowm organi­zation will always tend to benefit fan'Mrs in direct proportionto the quantity of land owncd. It is clear that better-ofTfpasants
would b2 expected to reap far niore from such a struicture of acti­vity than the nvmss of poorcr peasant:;. It vuld -e.very surprising
were thia not to Ix the case at P[CC. 

GPP, on ha, nothe other hand, official involvermmt with the localauthorities and the Con';ei]s d'action ccmminautaire, and it al;ohas an11 efective nvlchani sim for t.h( e)cl u.;Ion of wel L-to-do peasant:from um)orshii). CPP'n, leve". of go i ttairnir.nt:, -aving'; aiccumu­lation, and appliciiion of new tochnol.xqy will have t~o Ix! under­stocd on the ba:;.i; of such a delii,),rat I-x)lIcy of' bo.tri-t[) devolop­mrunt . Of theal I three pro)(ct!., GPIP in, t Ji one which aolpearsto he nio:;t: o' + 11on]y"on . n ot lornq1(nq otil(liot" ervi; o1' miidtal{.,r.r.l :l-- - ~............. ann
 
.. ... '........ .... .. . .+
.
 

All three p)oj(!(:t, i(,ek to haVO it (irtt (econfljc i.pact: on threeneparati, leve 1,,n: 

(1) bi9)rovewir.t in lproictivity 
(2) rals;ing Incxt:ar of project [mrtLicipntri

(3) raildnrig of ncu,rs and general lu)roverpnt of ]ivJng concd­

tirnm in tho tarqet area 

http:ttairnir.nt
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In addition to those objectives, the three projects also aspire
to attain several other objectives which will have an indirect
but nevertheless substantive economic irpact. These aims wouldin 2ude the upgrading of staff skills, the location of service
centers 
far from the capital city so as to have rural multipliereffects, improvement of local literacy levels and thereby increaseresidents' earning potential, and the general improvenmnt of area
health conditions, thereby increasing the active rural labour force.
 
At Gros-Morne, productivity has been increased in a variety ofways, principally in the area of animal husbandry. 
Although no
data is available to document the precise extent of such gains,the relative age, breadth, and stability of the project wouldlead us to expect that the uroductivity improvements run well intothe tens of thousands of doilars.
 

For GPP, we make morecan some precise determination of additionsto productivity. The savings in the campaign against Newcastlechicken disease caine to $3640 during the first canpaign and canbe expected to rise ^10,920 duringto 1983. The technology sec­tion also estimates thaL the combination of using i.mroved varie­ties of seed and better spacing of crops can increase corn yieldsby 10 to 25 percent during the f'rst year. Indeed, controlledexperiments have been run among several groupciients with excellent 
results.
 

In the case of PDCC, t-here is no adequate information available
at this time witl respect to productivity increases and savings
accumulation. Given the more.corntiUcial nature of thi:s project,one would expect certain agricultural extension activities towork rather well. It should also be added that it is likely thatthe larger landowners have profitted disproportionately from theavailability of such services. 

Gros4blorne has taken 
Although 

the lead in both storage and credit projects.it is not rxoss.ib]n to determine the number of fanrkrsprofitting fron the storage s.ilos already installed and the pro­portion of their produce that goes to Lhe silos, w canasf;ess the role played by credit 
at least 

During the fir.sL 
chiemxn under project 'guidance.four nonths of 1983, over $13,000 ha,- hoen injectedin the fori of credit. '11iis is ro'rely the lat est: resrult ofexpamin. cred(i t irogr r::r that has wit 

an 
'netsd enorrou; yearlyIncreitios inr the, amountt of credit ,xt.endexi to I .sa:t ini the pro­ject area, av,,ra1nJ I a;x-,t:Xc 530% Ixr annum ince 198]. Jf thinprcxrariw. i; cont irr,d. .it will Inrove, of (Jreit. henfift to aillgroul)CUK.t.'nt * ard have a im~ij or imp;act r;etric,1inlqi houl;iII a t hold i n|oflyta ni 

i'ICC and GP1l have yot 1:0 J11trtxic, thoir pldfrlfivd I-toa1tJ(! iird creditp.)r(x r'iryr.t;, hene 1we h1V 11o1 s; ':;tetiat .1t Inforriat, Io1 on tho :x)tlpnti talfor raiIitlj I Icc('i In the i proj%:t ar'me. h(wver, th, prtu ct.I-Vity inCi ir:rerl (I t(c11t1;C(id varl er are Ix)Id0 to incre,-tM, t(irmiinqJWithin the target, Tou IAlnloM. Of (cout(e, ttlet, pro jectli; have littleChatcr. of catch it tit) to t o (ro-i-tvbrtieo .1vel of ichiev e'ynt ltin r(,Jard et| wit i Jotii'r thor(-e yvartof tictivity. 
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In the area of income and other conditions of peasant livelihood,it.is found that PDCC, more so than Gros-Morne and GPP, is the
project which is most clearly oriented towards the target areapopulation, benefitting the regionalp-oulation at large ratherthan just the newly created peasant groups themselves. The on­going collaboration with ONAAC, the Department of Agriculture,and local conunity groups gives a good indication that PDCC in­tends to generate benefits for the area as a whole in addition
to helping its participating "strategic group" members. Whether
this dual ambition will be realized remains to be seen.
 

Some of the activities in all three 
projects will necessarily
benefit the entire regional population. A slaughterhouse, potable
water supplies, and the control of various animal pests will cer­tainly enhance the living conditions of area residents in generaland not simply the members of groupements. It would be naive,
however, to interpret this general benefit as the most importantoutput of these projects. The GPP and Gros-Morne projects areboth dedicated to mobilizing peasant participation in a way that
appeals to the self-interest of the peasants themselves. Tangiblebenefits that arise from such participation provide a powerful
motive force and must therefore continue to remain 
visible andattainable if the movement is to endure. 
The activities of the
three projects must assume the nature of self-help efforts raf' 
r
than the indiscriminate doling out of goods, services, and "foreign
aid". 
 In this way, peasants core to appreciate t.heir own capacity
for improving their living conditions and remain actively engaged
in their own developmental effort.
 

Three issues must be raised concerning the social impact of the
three rural development projects: (1)do they upgrade social con­ditions and relations among groupe'ent participants?; (2)do they
foster more egalitarian conditions in the target area?; and (3)
will the project efforts enjoy a lasting impact?
 
Upgrading social conditions may mean as little as reducing cope­tition, friction, and hostility at the 
village level or as much
as creating an integrated system of cooperative production and
marketing and the replacement of a caste system by more denocratic
forms of organization. 
All three projects have achieved some
measure of improvement in social conditions. 
GPP has introduced
a truly novel intermediate social structure in 
an area where most
relations outside the family had previously been monopolized by
the state. Tlere is a great process of social awakening unde.rway
- a situation which is noted frequently and enthusiastically by
peasants and ani,-ators alike. Groupenent solidarity has protectedmembers against usurious intermediaries, defused conflicts andarguments before they reached the attention of tho magistrate,and undermined the legitimacy claims of those who enjoy pXoir butlack a sense of responsibility. Farmers are regaining a rmdestamount of control over their economic and social destiny.
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At Gros-Morne our evaluation had detected a similar tendency to­wards an awakening of peasant consciousness, self-confidence, and
autonomy, although such events are probably less visible in this
project. 
The focus here is less on production and more on com­merce. 
Groupements are more often short-lived, smaller, and iore
directly oriented towards more iniediate and tangiblegains. economicYet via this mechanism, the socialmembers is enhanced. The 
standing of groupement 

tangible must create 
very fact that econonic success ispowerful motivating forcea 

for future colla­boration.
 

PDCC must be viewed more critically in this regard, for this pro­ject works so closely with the established structures of social
and economic power that cooperative peasant mobilization is
a 
 more
matter of hope than reality.

pense "goods" This project sees foreigners dis­in collaboration witch all the representatives ofstate authority, a situation which clearly fails to proote thecause of an autonomous peasantry. Our evalthecontinued an c lete dependence
the initiative of outsiders. 

of the local participants uponTis, together withinegalitarian distribution of goods and benefits, leads us to doubt
 
the rather 

the capacity of this project to upgrade social.conditions. 
The
most that can be said for PDCC is that its strategic groups have
a long way to go before they reach the levels of self-confidence
and autonony attained by groupemnents at GPP and Gros-Morne.
 
The creation ofmore egalitarian conditions in the target area is
a goal that is 
a long way fron realization in each of the three
projects. Economic disparities areBayonnais; probably being decreased inbut they ate certainly
approach not being diminished by thetaken by PDCC. The evaluation of Gros-Mornethat the project staff has kept has found a discrete distance from the CACwithout having taken a public stand against the organization.
handles public works projects whilechannels the GPP groupeirents serve 

CAC 
for personal asinvestment with the aim of accumulatingand reinvesting savings collectively.
 

Little can be added with respect to the PDCC operation. Itevidently connectodin ismany ways to the caTmrlunity councils,very organizations that are seen widely as prime impediments 
the 
to
achieving a 
more egalitarian distribution of resources in rural
Haiti. The project would need the most radical restructuring ofits activities were it truly to seek a diminution in local in­equalities.
 

In order for project activity to achieve a "lastingsocial structures, peasant groups 
itact" uponmust be able to function in­dependently once project work has been terdnated.most instructive It will beto see whiether the Gros-Morne groupements, withtheir low training levels but compelling record of achievements,
will stand the test better than their counterparts at GPP which
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boast of higher levels of training, solidarity, and motivation,
but also a much poorer list of accomplishIments. Any new socialformation will require solid materiala base - the economic founda­tion upon which the long-term success of groupernents must rely. 

4. CONCLUSIONS AND RBCXX4ENDATIONS 

4.1 GROS-41.'RNE RURAL DEVELOPIMNT PROJECT 

4.1.1. Organizational strategy. 
The Gros-Morne project has
created an innovative method of organizing peasant farmers. 
This
groupman strategy evolved over a period of tie as an experimentalapproach to peasant mobilization. The strength of this approach
is its basis in pragmatic organization around the twin themes of
savings and investment, with a long range focus on production.
 

4.1.2. Funding. Despite setbacks in certain areas, the successof the groupman strategy justifies a third and final phase ofmajor funding. .The groupman novement has now reached the stagewhere it has the potintial to sustain more sophisticated levels
of collective action and economic impact. The benefits of thisprogram will be lost unless the project is able to follow throughon the next logical steps in a cycle of organization and invest­ment under the supervision of the GREPIN staff. This would require
renewed funding by the end of 1983.
 

4.1.3. Documentation. 
The program should strengthen its infor­mation function in order to rnaxiimi ze feedback and analysis. Bet­ter information control is needed in the following areas:
(a) the existing report form for groupman activities is fine, but
special efforts should be nade to have reports from all groups
submitted on a quarterly or semi-annual basis. 
This procedw.-e
could be incorporated into normal verification activities. It
should monitor group longevity and dissolution patterns.
(b) Slecial studies should be ccmmissioned to gain better know­ledge of the social composition of groups, the nature of invest­
ments, and the distribution of benefits.
(c) The credit programme should be studied for better information
 on the use and distribution of individual drawing rights and emer­
gency credit.
 
(d) Special studies should be undertaken on local agricultural
strategies, the range of crafts skills and the range of micro­climates and soil types in the area. Such information can aidplanning and make better use of highly-trained technical personnel.
 

4.1.4. Administration. Communications channels with CRS and
Caritas should be revieved and improved. This can help to safe­guard the basic interests of the project and protect its funding.
In the interest of fairness and efficiency, it would be appropriate
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for CRS to establish a 
policy of parity in salary and expense ar­rangements among its groupman projects.
(b) There should be closer supervision of staff by project admin­istrators. 
This would help ensure the advancenent of the project

in the pivotal final stages.
 

4.1.5. Focus. 
Maximqum uses should be made of the strengths
of the project, i.e. a competent staff, integration of technology
with credit and non-fornal education, and the groupman model itself,
focused on savings and investment. 
This can be accomplished by
maintaining a disciplined focus on realistic goals. 
There should
be greater focus on production in the next stages of the project.
 

4.1.6. Conmunity organization.
(a) The current strengths of the project should not be sacrificed
prematurely to the long range goal of local autonov*y. As a time­limited program, the GREPIN project should maintain close super­vision of the groupman movament in order to have maximum impact.Groups should be monitored closely, especially new groups, with
a view towards reducing the rate of dissolution. 
In the coming
stages of the movement, there should be heightened focus on the
ties between groups, local animation functions, associations, and
regional meetings.
(b) There should be careful review of the function of groups as
economic units and as service units. 
Is the group movement funda­mentally an economic scheme with a cooperative orientation tow-ard
the investment of labour or funds? Or,
grarxne is it a public works pro­for health and educational services? In the short run,it may be expecting too much for groups to generate funds for
economic development as aswell managing a network of schools.Above all, the groupman moveent should protect its basic source
of strength ­ the creation of a solid economic base.
(c) The groupman movement is 

vulnerability, 

now entering a stage of particular
Group associations are voluntary and private in
nature. 
With the develo, ent of highly visible ventures such as
mango exports, they become vulnerable to competitors and poli­ticians. 
This problem should bemonitored carefully with a view
to the future when the G-RE-IN center will no longer be present

as a protective umbrella.
(d) In general, the next stage of groue__a development is crucial
in light of the long range goal for a self-sustaining canmunity
movement. 
TAhe key consideration should be.to assure a solid
financial base as the only realistic basis for independent action.
 

4.2 GROUMEN
1T PIWOT PROjICr (GPP)
 

4.2.1. 
 Nature of project. First, the basic ideological orientation
of GPP as developed in the papers leading up to the project paper
should be retained, i.e. small-scale, cooperative, relatively
autonomous peasant groups engaging 'n
common economic ventures
and capital accumulation. 'Tlese"groupements" are a prorisingtool for rural development in Hfaiti. 
 Second, given the availa­bility of foreign aid funds, it is likely that GPP will survive
in any event. These recamye-ndations are thus aimed not at saving
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the project but rather towards helping it achieve its original
objectives. 
Third, there is always a hierarchy to recommenda­tions. 
The first recommendation is so preeminent that, were it
to be followed, the others become irrelevant by comparison. Con­versely, should it be disregarded, then the other recommendationswill hardly be of much use. For this reason, these recommendations 
are of a general nature. 
THE ADMINISTRATION OF THE PROJECI 'IUST BE COORDINATED BY ONEPERSON, BACKED BY A BOARD OF GOVERORS, ENJOYING BROAD POWERS,CLEARLY DEFINED LINES OF COvk'UNICATION, SPECIFIED SHARES OFAUTHORITY, AND SUFFICIENT RESOURCES AT HIS DISPOSAL.
 
This coordinator is not 
to be placed in competition with theExecutive Director, but rather is to become his collaborator. 
There is 
no way in sight of making the current executive director
work even approximately full-timre for GPP. 
Yet there must be one
person who will inplirment decisions, follow up on policy changes,has at all times a precise idea of the major developments andalternatives, and has access to adequate resources.
 

'uch of the bureaucratic nonsense, the frustration and anger, andthe inefficiencies and delays in GPP could have been avoided if
lines of communication had stayed open, if decisions had beenimplemented, and if mistakes had been caught before they becametoo costly. CRS is preoccupied with its own problems and other
projects; meanwhile, the one person at CRS who 
 enjoys the cc­plete and steady 
trust of the GPP team is overextended. There
is one person who combines the required personal and intellectualqualities andthetrust of all sides: CarlMond .. A new job
description should be orawn up for him. 

4.2.2. The combination of GPP and RDRC in one project should be
abandoned. It involves too many contradictory needs and it isby no means sure that anyone will ever need an RDRC beyond thesuccessful continuation of GPP.
 

4.2.3 The new board of governors is to endorse the re-writtenproject paper as submitted by the executive director. If hehas not yet submitted it formally, then he should receive energe­
tic help in doing so.
 

4.2.4. 
 The connection of Marc-Antoine NOel with the project should
be terminated cfficially. 
This is to be done, in recognition
of his considerable service to GPP, in 
an atmosphere of gratitude

and festivity.
 

4.2.5. A schedule should be drawn up for all reuiining evaluationsof GPP including a mechanism for the rapid comunication of resultsand for ccrel.ling and enforcing the necessary changes that theevaluations deem to be important.
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4.2.6. The relations between groupements and the local commu­nity councils and other established centers of power and authorityshould be monitored closely. 
GPP has moved into a phase where
members and groupements may become targets of outside pressures.
Such problems must be anticipated so that the appropriate respon­ses can be devised ahead of time. Further, good relations with
politicians and church officials should be maintained at all thimes. 
4.2.7. 
 The data collection activities of the project must be

strengthened. 

4.2.8. A follow-up to the original baseline study should be car­ried out (as planned) by an individual possessing the necessary
skills and experience. The collaboration of the analysis section
should be solicited in this regard. 
The entire operation should
be maCe clear and straightforward, and the results of the study
should be made available as soon as possible at the end of the
fourth year of GPP financing.
 

4.2.9. 
 The technology section should litrit its activities to a
small number of experiments promising low risk and high return.It should receive the necessary budget and infrastructure for
these activities as soon as possible.
 

4.2.10. 
The upgrading of animators should be continued with par­ticular attention to training of female animators since they carry
out a mission almost unknown to the area. 

4.2.11. 
The project should push ahead with plans for agricultural
credit and storage facilities, and a cooperative store. 
It should
not, however, seek to provide a full range of extension services.
 

4.2.12. The construction of the center at CATOR should be termi­nated at once, leaving a functional structure. 
Highest priority
should go to those items necessary for the operations of the tech­
nology section.
 

4.2.13. 
The financing of GPP should be extended at approxi.ately
current levels (indexed for inflation), contingent upon:
 

- a satisfactory solution to the ackninistrative problem. 
- the continued monitoring of all groupornents and the creation ofa sufficient ntmber of new (aSones six.cified in the revised

project paper). 

- the continued rnmlntenance of close relations and cxchangen with
similar projcts. 
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4.3 PROJET DE DV.iLOPPF IMNT COX24UNAUTAIRE DE CUNA!MELLN (PDCC) 

In general terms, PDCC may be considered successful in that it
has mounted a partially effective campaign of infrastructural

improvement and peasant group organization. While furnishing
support for infrastructural development, .ithas made peasants
more aware of the possibilities for collective action by provi­ding many of them with their first experience with collectivities
other than household and traditional work groups. 
 Ithas further
provided training for sone peasants in the organization of acti­vities of potentially great social and economic benefit. 

PDCC's resistance to the expectation that it is to act as a sub­stitute for inputs by the Government of Haiti and the residentsof the localities is a laudable aspect of its development philo­sophy. This attitude is exemplified by the refusal of the project
to build schools and dispensaries, or to provide electricity forprivate homes in Chambellan, thereby reinforcing the principle
that the project assists the cowqunity to meet its own needs.
Nevertheless, PDCC's crmhasis on need satisfaction and the very
slow progress of groups toward self-sufficiency conspire to under­mine in fact what the project atterpts in theory to achieve.
Given the Haitian socio-economic 
 and political context, corirunitydevelopirient projects li]le PDCC run the risk of becoming insti­tutionalized despite the best intentions of their sponsoringagencies and staff. The risk is especially great when projectsyield to bureaucratic pressure to view conmunity developmentrerely in terms of "landscape changcs" (roads, buildings, etc.).This inhibits the project frcm evolving into a long-term and well­monitored process of ideational and organizational change rooted
in socially-defined rather than territorially-defined co:zrmunities. 
In this connection, PDCC has two major waknesses. First, comuni­cation among staff meirbers in Charbellan and Port-au-Prince lacksthe candor which would permit the discussion of problemis arid di­vergent viewpoints on the substance of comunitv develowtntactivities. Second, the limited internal docurntation offormation, coxrposition and activities of groups 

the 
of "poor peasants",coupled with the .lnaleqate training of field personnel, ]eavesPDCC unable t~o guage one of its greatest potential contributionsto carmiunity dcveloi ,ent in Chivixllan. 'Miis involves the weddingof concrete rntvrial outputs with th: frbilizati on of less con­crete, but fundiui.rntialy more iryx~rtant, hL'in beings. 

Reccxyndations are follovwn:as 
4.3.1. Should the AID - DA104D; aretrv'nt x' changod, it shouldbe titijulatd that the chief adm'irritrative pn.tvlion III tho projectfield offic:e N! filled by an Hlaitian who in oti eupal fooLingwith the Port-tl-Prin(e co-director in torti of rejXndilbilldies
for dof.1ning qconln, irT)hklivn t ing Cl(xiiniont,, etc. 
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4.3.2. 
 Decrease staff time and project resources devoted to
infrastructural projects and organization of coirunity groups,
in favour of:

(a) increased aztention to forimation and monitoring of strategic
 
groups- and

(b) exploration of traditional associations (e.g. sori) as a neans
for recruiting strategic group menrers.
 

4.3.3. 
 Develop the capacity of the project field staff and per­sonnel to conduct ongoing applied research on the social and eco­nomic conditions in Chambellan, and the process of interventionby the project, including the documentation of technical informa­tion and aniation technicques, and feecback 
fron peasants. 
4.3.4. 
 Devote more staff tira to ongoing training of project
field personnel using instruction techniques riore suited to theircapacity to understand and retain informiation. 

4.3.5. Increase ccuir.unication between field staff members aswell as between project offices so that there can be:(a) a formalized mechanism for exchange of ideas about project

objectives, roles of Haitian and foreign staff, and differences
in perspectives on development based on nationality, sex, pre­vious experience, etc. ­ i.e. animation work with staff itself.
(b) regular cam.7nunication with corinunity groups in order to counter­act latent perception that develox.vnt is a JI[CC affair. 

4.3.6. Integrate various sectors of project activity more closely
(e.g. warin'S development, pre-school progrm, etc.) and add morewcmen to project field staff and field personnel. 


