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A. Scope and Activities of the Consultancy
 

The job entrusted to the consultants consisted of the analysis of a port
folio of an estimated ninety projects, with an approximate value of
 
RD$ 550,000,000, financed from different sources of AID and PL480, local
 
currency, from 1984 to the present. For each project, a brief one to
 
two page report was requested concerning the physical and financial pro
gress of the project, its social and economic impact, and appreciations

of deficiencies with their respective recommendations. The contract
 
also requested an evaluat" ;n of the program administration by the coordi
nating unit, likewise with the respective recommendations for improvement.
 

Rural Development Servces (RDS) provided a team of five professionals

for a period of six weeks in the Dominican Republic. They achieved the
 
documentation of seventy-nine orojects, visiting most of them either 
in their central office and/or in the field. The consultants interviewed 
or contactad some 301 representatives of the 40 executing agencies. Also 
they contacted six consulting firms or contractors identified with these 
projects, and 15 agri-industrial. RDS consultants also executed 16 eval
uation workshops with an attendance of 273 beneficiaries from different 
projects. The summaries of the evaluated projects are presented in Vol
ume 11. In Volume II, we also present a complete list of all persons
contacted by instituticr. 

For the firt timeinr the history of the local currency program, an over
all consol idated chart has been prepared by a source of financing for 
all 105 projects actually under way or programmed. To the large majority
of these projects we have assigned a unique project code nunrt:er to facili
tate its proper identification. With these documents, ,c hope to have 
estatli shed a base 1ine for the organization of a computer-izcd informat ion 
system capable of generating periodic upcn.lcs on the assigr.PntK. & pro
gram; resources, their- approval , their dinburserrer t, and the ir- fira; ex
ptnditure. Likewise, the project summ.ary, alone wi th the work papers
and statistical or narative information collected during the evaluation,
should serve to establ ish a project file for the ent ire program. 

B. Acknowledoements
 

The consultants wish to express their mot deeply felt appreciation for 
the excellent support, cooperation, interest, and friendship which they
received frorn the staff of the coordinating unit. We also wish to thank 
the hundreds of functionaries and beneficiaries of the eva Lated projects
for their patience and support of the consultants during this evaluation. 
We wi 11 rever be ahle to sufficiently thank Miss Esmelda Camacho, our 
secretary in the Dominican Re;)ublic, for her wonderful attitde, patience,
and working productivity. Finally, the consulting team would like to 
thank the staff of AID for the generous support, and par ticularly to 
those staff members who accompanied us on our field trips. 
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C. Overview of the Program
 

1. Sources of Financina
 

In accordance with the summary table of program disbursements, the local 
currency program has generated local resources valued at RD$ 631,650,000. 
Of this amount, the resources desposited to the special account of the 
Central Bank reached a total of RD$ 571,571,000, that is 90% of the total. 
Upon subtracting the cost of importing the PL480 projects, the percentage
of resource utilization climbs from 90 to 95%. It is important to note
that the cost of importing PL480 commodities declined from '8% of the 
total value in 1984 to 14% in 1985. We believe that this achievement 
provides evidence of the very effective work of the marketing department


coordinating which replaced INESPRE.of the unit last year The realiza
tion of these four percentage points of reduced costs represents in earn
ings for the program valued at RD$ 4,560,000. 

It should be roted that the problem of pending deposits is concentrated 
in the source 517-4-0171 (donation), which by itself constitutes 24% 
of all resources generated, but 5S2 of all balances that have not yet
been deposited. IV is necessary that AID continue to pressure the GORD 
(Government of the Dominican Republic) to deposit this an" other pending
balances vhich represent a total value of RDS 31,722,000. The meeting
of these deposit obligations should be considered a prerequisite for 
the sining of any future agreement of AID financial support, whether 
it be loan or donation. 

2. Uses 

Of the total amount deposited to the special account, the summary table 
indicates that RDS 567,599,000, or 99% of all resources deposited, have 
been rrogramnred. Of this amount, 69% (RDS 394,076,000) have been appro.
ed by AID for dinhurseent. These figures represent estimates by the 
coordinating unit. its the consultants have theirFor part conducted 
own estimate (see Consolidated Table 2) where we documented 105 prograT"ed
projects with a total value of RD 553,747,000, that is 97% cf all re
sources deposited. There exists then a di screpancy of RDS 13,852,00K,
which still remains to be documented or explained. With regard to balances 
that have been approved for disbursement, Lhe difference in f igures is 
ever; greater (RDS 24,671,000) between the RDS 394,076,000 estimated by
the coordinating unit and the RD$ 369,405,000 estimated by the consultants. 

3. Expenditures 

With regard to project expenditures (see Consolidated Table, Annex 2),
the consultants estimate that total project expenditures are RDM 71,372, 
000, which represents 49N of all resources programmed, 73% of all resources 
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disbursed. These figures demonstrate with clarity the deficient agility

of the disbursement system 
-- that is to say, the delay between and approv
al and disbursement of funds --
because nearly one-fourth of all resources
 
approved for disbursement or expenditure remain unspent.
 

It is necessary to present two further considerations concerning project
expenditures. The first is that we estimate nearly 45% of the total

level of expenditures represenis expenditures that not
are clearly docu
mented. This situation is due to the fact that many implementing insti
tutions have not established a separate bank account for the control
of resources coming from the AID local currency program. As shown in
Annex #, 35 of 69 projects (51%) do not have a sepa"ate bank account. 
Of tnese there are 28 projects (4 of BAGRICOLA, 4 of SEOPC, 3 of INDRHI,
15 of CDE, 1 of FEDA, and 1 of SESPAS) that do not have their expenditures

clearly documented. 

In the second place, there are seven projects with over-expenditures
for a total value of RDS 16,792,000, that is to say where the value of
expenditures exceed the level of programmed disbursement due to the fact
that the executive institution has seen it necessary to spend its own 
resources to finance eipenditures approved under the local currency pro
gram. If we subtract the level of over-expenditures, the total level

of expenditure drops to RDS 54,400,000, 
 which represents 46; of all pro
grammed resources, 701 of all resources approved for expenditure, and 
94" of all resources disbursed.
 

D. Recomnendationv for Statistical Control 

. Urent Necetsnity to Simplify Cotrol_.y Sources 

It has become quite complicated to control project disbursements by source
 
of funding. Part of the complication resides in the fact that 
 the lists
of projects controlled by AIDP do not conform entirely to those utilized 

coordinating Or a moreby the unit. the other hand, serious complication 
,is that there are no es than six separate sources of financing if we


take only those resourcc, programmed from 1984 to the prestnt. Those
 
sources are as fellows:
 

PL48, - 19,A: USS 4,500,000 (arproved 1/13/84 & amended 8/30/84)

PL480 - 1985: I'S 3,000,000 (approved 3/15/85)
 
Loan 517-K-039 - AWendment [3: UYS 34,000,000 (approved 5/02/84)

Donation 517-K-0170: US , 50,000,000 (approved 12/26/84)

Donation 517-K-0171 - Amendment 1: USS 45,000,000 (approved 4/25/85)

Donation 517-K-0171 - Ariendnmeni 2: USS 40,000,000 (approved 12/27/85)
 

Nonetheless, there are 46 financed pro ject, with two or r -o'e sour ces
of local currency fundirwq. and 18 of these have 1hree or more "ources. 
Worse still there a( a n[uJTer of curre.nt projects wh ii are spending
balances received W forn 19,4, in acordince from the followingj sources: 

http:curre.nt
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PL480 - 1983: US$ 23,000,000 (approved 8/22/83)
 
Loan 517-K-039: US$ 41,000,000 (approved 9/30/82)
 
Loan 517-K-039/A: US$ 8,000,000 (approved 9/30/83)
 

After five weeks in the country, the consultants were still finding new
 
projects which we had never had identified to us before. We also were
 
finding projects that had been misclassified by source, or which were
 
credited incorrectly to one source or another. Considering that we are
 
dealing with a portfolio that exceeds 100 projects, the possibilities

of incorrect classification are increasing rapidly,particularly if we
 
try to control for all the following variables simultaneously: (1) re
sources spent before 19134 and after 1934 , (2) resources programmed, ap
proved, and disbursed by source, (3) projects by type of focus, (4) public
sector versus private sector, (5) projects with counterpart uses versus 
direct financing, etc. 

But is most complicated remairis the attem;pt to contro by source of fi
nancing. An idea of how complex the numbers can become is demonstrated 
precisely by the Consolidated Chart in Annex 2. 

In our opinion, the attermpt, to ke,-r, a c.,rntol of project level funding
by source lacks practicality. One peso from from the PL480-1923 source 
is the sane as a peso fror:; the 517-K-039/B source, or any other source. 
All the resources corie into a cinqle a-count, the special account of 
the Central Bank, and all the rescl.rce o isbursements leave by a single
route as well through the treaSury. So from the point of view of the
project, a peso is a pc.so, and it do,=sr-i'l matter which source it comes 
fro;1. We reconrelld 1!1]t thr cortrol by so.rces , -. :,ined only as 
far as is necec-sary c, (10:,, tir level of depoui s in tha special
account of the Centre'I Bark. 'n tl, s vway, we would ha.e d.ata to d,.cum ent
(1) total resources gencrated, ( costs of inriortal inn, (3) total net 
resources g ,nerated, (4) total de.-.ited, and (5) balances pending for 
deposit . But once the dope(, sit i made, the source should b( forgotten
about completely. Thc special acccunit wou;ld have only one balance for 
all sources. N( h f iac ing agreeig !it in tie future oul(Id increase this 
ba iance , and eachI di sbrserlmer,t t(, any part icuLar projec! wOUI d lower 
the balance, hut it would he one sinle accournt. In this v, at the 
level of projectts, there would be a single source of funding or financing
for all projects , naria1Y that of the Central Bank, Prograi; AJ[t-PLI SO. 
In thi s w,-ay, each project woulo carry a single bank ac()unt to record 
al] distLursement received from th special account , ,eparat,iig such 
funds fr o', couterpart or other sources received fro' the same bank or 
from other donors. 

Urent Necesc ity for a S Jstnm f2r oic t Codi fIG 

The (onsutltairts had to implee,rnt a systers of codiig of projects, because 
there exirted many pro i' t , withI a'. m rly a', fiv(, atpei,e title or re
fererices accordinq to sur n fac tor- as, (1) th(er !,(,Wrce of financ ing, 
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(2) the executing agency, (3) the 
type of project, (4) the location
 
of project, and (5) the code utilized by co-donors such as IBRD, BID,
 
etc. Our system of coding is based 
on the master list of projects man
aged by AID where there are six areas of focus, as follows:
 

(1) 1. Short run economic stabilization (7 projects)
 

(2)II. Strengthening private sector enterprise (16 projects)
 

(3)111. Diversification of productic on non-traditional crops (6 projects)
 

(4) IV. improving physical, social, and institutional infrastructure (50
 
projects)
 

(5) V. Others (4 projects)
 

(6)VI. Projects approved previously (2 projects)
 

Ignoring tile sub-areas of these areas of focus, the consultants assigned
 
one number, from 1 to 6, for each area of a focus, and another for each 
project. Although this served its purpose (see Annx 2). the codiig

of projects by area of focus has various disadvantages. Tn begin with,

Category N4 has a disproportionate number of projects (50) and needs
 
to be broken down. Second, Category i6 lacks purpose. Finally, the

global focus at times disguises completely how the funds are used, or
 
better said, the type of project. For exam~ple, there exist projects

of credit whirt hay,, been distributed over hree seFarat e areas of focus.
 
Equally the sae happens with agricultural investigation projects.
 
We offer alternatives.tv. If wh t is "anted is to mair l.ain the structure
 
of coding by area of locus, we recLi;'end the following scheme:
 

(1) 1. Short run economic stalW1iz:tion (same as before) 

(2) 11. Fortifying the privale srt r (ga'. as before) 

(3)111. Diversification of non-tradit ional crops (same as before) 

(A)IV. Improving physical infrastructure 

(5 V. Support of cooperatives,asociatioris, and volunteer orcanizations 

(6)VI. Institutional support for state organizations
 

(7)VII. Program administration and cnordination
 

(8)VIII. Others 

The second alternative would group projects by seven different types
of project investment distributed, as in Annex 3, as follows: 
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(1) I. Projects of credit, savings, and insurance
 

(2) I. Physical infrastructure
 

(3)111. Private volunteer organizations
 

(4) IV. Extension, investigation, and agricultural studies
 

(5) V. Free zones and export promotion
 

(6) VI. Program administration and coordination
 

(7)VII. Others
 

One could also create a system of coding that combines various other
 
factors of identification. For example:
 

0 - 0 - 0 00 

Area of Focus . Project Number
 
Type of Investment Private Sector(1) or Public(2)
 

E. Program Administration: Coordinating Unit
 

1. Personnel
 

The coordinating unit currently has 15 professionals distributed as
 
follows: !1; the Director and Sub-Director, Division of Marketing,

(2) Divisio. of Accounting and Audit, (3) Division of Projects (7). 
In addition, each division har its own secretary. Budget has been pro
vided for five professional slots to be filled still, plus five slots 
for support personnel (drivers). The consultants were very impressed 
with the tecnical caracity and dedication of staff. Our highest priority
recommendation is that AID do everything necessary to quarantee the 
continuithy of the unit pernonnel and not allow that the change in govern
ment serve as a pretext for changes in the principal functionaries of 
the uni. 1he existing contracts offer the necessary base to consolidate 
the unit staff, which should have ultimately an exclusive technical 
orientation. 

2. Work Place
 

For logistical reasons it is ext;emely important to search for a way

of separating the coordinating unit from its actual location in the 
El Huacal building. Currently, the telephonic communicat ions to tht 
buildi:Ng have deteriorated to such a puint that it is quite difficult 
for exe!dtivr aqer ies to call the coordirnating unit, or for the unit 
to colact the projects. lhe con;r.r icat iuns with the interior of the 
country have become almost imp qssible from 171fuac,,1. These circumsttances 
repreert a direct threat to the efficient, complianre of its functions 
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on the part of the coordinating unit, particularly its function of coordi
nation. We recommend that a private residence be rented in the same 
zone of the city. Although physically independent, the unit would con
tinue to depend directly on ONAPLAN.
 

3. Computers
 

Having experienced the difficulties of organizing, updating, and analyz
ing the data on the physical and financial status of projects for pro
grams containing more than 100 projects, the consultants offer their
 
clear testimony in favor of equipping the coordinating unit with three 
personal computers. Until this equipment has been installed and its
 
software properly adapted to local necessities, we believe that it will
 
be humanl impossible to implement a cost-effective system of presenting
trimestral reports to AID on prograT progress. format of theThe con
solidated chart (Annex 2) removin; the dtail of operation by sources 
of financing should serve as a base line fo the monthly report done
by computer. We knolw that nobody arcue the necessity ofvould utilizing 
a computerized information system, but the recommendation still holds 
for giving first priority to the implementation of such a system in 
the shortest period possible, sirc until it is achieved the program
will continue to be a labyrinth ef Ysperse and unutilizable information. 

4. Vehicles 

Once norms have been etahlished fo- planni ng and follow-up of projects,
the technicians of thc coordinatir n unit should begin to spend as much 
time outside the offict in project sits in theas office. Initially,
the work of the acrc..nring audits is g:ng to be particularly heavy
considering that so inny, projects (!<) have not yet established separate
bank accounts fOr the accounting Kn the /*[T-PL480 resources. [3ccause
of this, the four vehicles actually p.rchasen for use by the coordinating
unit are barely going to be enough to se, ve the intens ive schedule of
 
project 
 visits that need to be iie'n ntc: in the future. The coordi
nating unit will have to firin ini ins stence th-t the vet icles be 
used exclusively by the coordinatit a unit and not for general use of 
ONAPLAN. Ii necessary, the coordir t ing unit should seek the support
of AID in making this point with sipcior authorities. 

F. Project FolInw-p 

1 . Itenity of Supervision 

Based on our institut ional evaluation, the consultants have identified 
69 projects that deserve periodic supervision. Of these, 25 projects 
are of Type A, which is to say the, require a monthly visit.. In this 
category P!e eno(,unLer d all the pro b ct s of the (K. We are recommeid
inn that virtually all pcnr i T ,Will in pro bs whi h h,' no,r, en tab
1ished t R 5 b.,piraI bank a -(,nun, tf rIann if i an lyp A. We have 
recommended 14 ,( t.i ral ,; n" (. t ( c laif id in (aln ,ty F to ro (yivc
visit s every two montl . fil firnal v, wr hav( cla', i! id ( proj ec.s 
in Cateqn v f ,iil nun V ,or.Kr, r r-mlthq. 
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2. Evaluation of Final Results
 

Another generalized weakness the program is its for
of lack of systems

evaluating the results of projects financed. 
 Of the 69 projects current
ly under execution, the consultants only were able to find three with
 
a capacity to measure their results. In 43 cases the projects reviewed
 
had developed explicit goals for measuring coverage final results,
or 

but then almost none had tried to measure the stated goals after the 
fact. There are many cases of projects that have proposed generalized
goals, narrative goals, but which do not state them in a way which makes 
them measurable.
 

We recommend that the coordinating unit require a final report from 
each financed project, designing a special format for each type of pro
ject. Each report should serve as a prerequis ite for the financing
of any new projects promoted by the coordinating unit. Besides, to 
make more agile the identification of goals in an opportune fashion 
and to facilitate their subsequent measurement, we recommend the utiliza
tion of a single format or logical framewrk applied to all projects
in their phase of approval , and with periodic evaluation updates every
three months. The logical frameork format is presented in Annex 4. 

3. Trimestral Audits
 

We do not consider it necessary nor prude' t to ask for justification 
of expenses from each executive unit prior to the approval of their 
request for disbur sement. Frequently the documentation that they submit 
to justify previous expenditures is very voluminous and is not se
gregated by expenditu re account caleOnrien., nor does it scparate out 
expendi ture. of reoUrse those from other SuchA], vercTU snorces. 
reporting create, prohle:, of analysi.. and fi ing for the coordinating

unit. Besides, the submission of thKs docu-m.tat ion to the coordinating

unit establ ishe, a pretext, for the anditors to stay in tihe offica, with
 
the result that Sho intert, ity of t heir fie l visit,; diminin hen..
 

As an alternat ive fur more effect iv fol ow-up, we reco ',(dthat e,.ery
three months an auditor of the coordirvt in; uMit (or at the very least, 
a 1ocal audi t r cntrar ted by the c -rd i at ringunit ) make a visit to 
the executive institution to confirm o' ite the receipts, bank accounts,
contractor est imatP,, and otrertnc actrit ina (o 'Ptrs ,f interest t.o 
the programi. These vi.,its should als, be useful for the coordinatirg
unit to col laborate with pro iert in thn: ptlearat ion of thc disbursement 
requests, their Irimrestral report,, and ino vi(do a timely investigation 
of problems of f inranr, ing or ,xecrut ion of the project. 

4. Suprv ior, f 

Just as the coordiuat ing unit. has b,,I(nd()-rg with somc infrastructure 
projects, it in apprnpriinto for It , to 'ritract local firms (archi
tects, ci vi I enqi nrfr , .Ir.) tou g i v iP* projects once or- twice a 

,
month and to suh it monttly repo ; o irco.5q,. It is also appropriate 
for such r ,ports.to contain p otorg.:;h, 0; corfirm the prngress being 
rep ted in tine narrativP port i on of th, r;. 
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G. Information System and Reports
 

1. Instruction Booklet
 

There exists a great deal of non-compliance on the part of participating
projects in the program in satisfaction of accounting requirements as 
well as in the presentation of their periodic reports to the coordinating
unit. As we documented previously, there exist 35 projects that have 
not yet established separate bank accounts to control AID-PL4SO resources.
 
With regard to the trimestral report, there are 45 projects that have 
not complied with this requirement. The principal cause of ron-compliance
is not due to lack of cooperativeness on the part of the executing in
stitulion, but rather the lack of emphasis on these reqoirements by
the project administration. The format for the actual project agree
ments, when signed at. the initiation of project finance, is very ambig
uous and does not cortain clear reference to the following vital re
quirements: (a) opcninn of a separate bank account, (b) organization
of a separate acco jn:ing system, (c) instructions on the submission 
of accounting reprts, and (d) instruclions on the submission of tri
mesteral reports. 

Ve recoui'1,,raI( that at t he time the prrject agreemTent is signed, each 
executing institutio should receive an irstruction booklet which de
scribes in detail the formats and accourtinq or administrative pro
cedures which the coordinating unit needs for project control. To assist 
the coordinating unit in the design of such an instruction hoc let, 
we have left an earmplu of a booklet utilized in the PLUD program in 
Bolivia.
 

2. Central "r'r i.ct File 

In the majority of cases, the coordinatinq unit already has collected
 
an enormous quartity of necessary information about each project, but
 
unfortunately these documents are filed 
 in a variety of different lo
cations at toe unit's headquarters . We recommend the orcanizati.r! of 
a project file in which for each project a copy of all document tion 
ever generated relat inmg to thiat project be filed here. Th, consultants
 
have left th, coc rdinating unit with a considerable amour: of its work
 
papers precisely to create a base for the development of a project speci
fic file.
 

3. Format for the Trimestra P.port 

One of the most serkinu def icienr ies of the program to (late has been
its lack of an exclusive format for standardizino trimestral reports. 
In a workshop celehrated between the consult:ints and staff of the coordi
nating unit, a format for a standardized trimestral report was developed
and is presented in Annex 5. This instrument incorporates elements 
of the logical framework presentpd in Annex 4. In addition to the format,
it is necessary to establish cleanly who shnuld prepare these reports,
where Lney sho, ld be sent, and ho, many copies. 
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4. Trimestral Report to AID
 

The coordinating unit has been presented with a copy of the trimestral
 
report used by the PL480 program in Bolivia. This report deals with
 
three kinds of information generated by computer; (a)detail of deposits
 
and disbursements from the special account, (b) funds disbursed by pro
jects (every trimester and consolidated), (c) funds received and dis
bursed, (d) a narrative report (12 to 15 pages). The narrative report
 
covers (1) general aspects of the program, (2) financial situation,
 
and (3)one to two paragraphs concerning each project by area of focus.
 

5. Annual Report to AID
 

Similarly, the consultants left the coordinating unit with a copy of
 
the annual report prepared by the Bolivian PL480 program. We consider
 
that our consulting repo:rt with its different project summaries consti
tutes a suitable format for the annual report that the coordinating
 
unit should submit to AID. Once established on a computerized basis,
 
the information system will be much easier to update and to present
 
to AID oh a timely basis.
 

H. Disbursement System
 

Without doubt, the most criticized element of the program is the slow
down of the disbursements from the special account to the project

executing institutions. According to the descriptive flow chart of
 
this process (Annex 6), disbursements require the participation of seven
 
entities other than the executing unit: ONAPLAN, AID, Central Bank,
 
Treasury, ONAPRES, Controller General, ind Reserve Bank. According
 
to the original model, the disbursement process should not last more
 
than 25 days. In reality, delays are usually two to three times longer.

Based on a sample of 30 disbursements selected by the consultants, we
 
have calculated an average disbursement delay of 72 days. In the follow
ing paragraphs we offer various recommendations for making the process
 
more agile.
 

1. A Red-Tape Specialist (Tramitador)
 

We recommend that the coordinating unit designate one of its technicians
 
to the exclusive task of monitorship and follow-up of disbursement re
quests. If necessary, this red-tape specialist (tramitador) should
 
visit daily the different institutions that consititute the disburse
ment flow cited above. The continual visitation of this person would
 
create pressure for more agility from one step to the next in the process,

and would provide also an opportunity for documenting precisely the
 
causes and the precise location of any slow-downs in the process. The
 
tramitador would handle a cardex of projects in process, codified by

colors -- green, yellow, red -- depending on the degree of tardiness 
of the disbursement, giving higher priority to those projects that are 
the most delayed. 



2. Modification of Controls According to the Amount Solicited
 

The disbursement system was initially established to control in part

the degree of monetary liquidity of the Dominican Republic to prevent

inflationary pressures. While we recogaiize the validity of this control,
 
we do not believe it is justified to exert this control equally over
 
projects of greatly dissimilar value; for example, rigorous control
 
of disbursements to a project budgeted at RD$100,000 and same
the 

treatment for another project budgeted ten times greater at RD$ 1,000,000,

Thus we recommend that the possibility be investigated of exonerating

from the red tape stage known as asignacion y libramiento (ONAPRES)

all disbursement requests for sums up to RD$ 100,000.
 

3. Programming of Disbursements with a Cushion
 

We recommend that disbursements be programmed on a quarterly (three

month) basis, 
 however we believe that the first disbursement should
 
be enough to cover operating costs for a four month period. Thus, after
 
three months have passed, the executive agency would submit its request

for reimbursement and its expense justification up to that time. While
 
that disbursement request is being considered, the fourth month of budget,

i.e the cushion, would cover operating costs until the disbursement is paid.
 

4. Working on Red Tape by Project Package
 

Possibly the disbursement process can be expedited if the trimestral
 
budget requests of various executing agencies are solicited as a single

package. Obviously this idea would only be applied to disbursement
 
requests for relatively small amounts per project, like those o' PVO's.
 

5. Creation of a Sub-Treasury
 

The success of the Bolivian PL480 program is due in large part to its
 
capacity to disburse funds with great agility. This situation was a
chieved by means of the creation of an institution known as the Depart
ment of Coordination and Project Control (DCCP), which functions as
 
a sub-treasury for the execution of all accounting follow-up for funds
 
that originate outside the country. The ex-minister who designed and
 
founded the DCCP is now the secretary general of PL480 in Bolivia.
 
In the case that Dominican Republic were Interested in implementing

its own version of the DCCP, we recommend that AID finance the technical
 
assistance visit uf Se6or Fadrique Munoz, Secretary General of PL480/

Bolivia. By the same token, it would be appropriate to finance the
 
trip of one or more of the representatives of the coordinating unit
 
to become acquainted with the Bolivian program.
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I. Marketing and Deposits to the Special Account
 

We are in agreement with the proposal that local buyers of PL480 projects
 
make their deposits to the special account within a period of four months
 
instead of six. Another recommendation worthy of study would be to
 
charge an interest rate, perhaps as much as 1.5% per month, based on
 
the value of products purchased. Otherwise, it might be expedient to
 
examine the possibility of requiring a straight cash payment for products
 
brought in through the PL480 program.
 

J. Projects Subject to Administrative Evaluation
 

As mentioned previously, of the 104 projects included in the consolidated
 
chart of the program (Annex 2), only 73 had expended any money at the
 
time of the evaluation. Of these, 59 were evaluated, the others not
 
meriting an analysis because (a) they were recently formed, or (b) they
 
were of an administrative type. Each project was evaluated in a general
 
way aceording to a scale ranging from 1 (worst) to 10 (best), utilizing
 
subjective criteria of the evaluator regarding impact and, most im
portant, achievements of the project. In making these evaluations,
 
each consultant was asked to take into account the following factors:
 
(1) existence of a separate bank account, (2)compliance with trimestral
 
reporting requirements of the coordinating unit, (3)existence of explicit
 
targets, (4) existence of a system for measuring final results, and
 
(5) whether or not expenditures were clearly documented. In the follow
ing paragraphs, we present a summary of the results of this evaluation
 
by different types of projects. The detail of the scores by individual
 
projects is given in Annex 3.
 

1. Credit Projects (10 Projects)
 

This category covers five projects of the Agricultural Bank, three of
 
FIDE, one of CODOCOOP, and one of ADACA. Also included in this category
 
is the star project, Savings Mobilization (BAGRICOLA). The project
 
of agricultural insurance managed by ADACA was included as well, because
 
basically it insures sums loaned by the banking system.
 

With these understandings, the average score of the ten projects was
 
8.2, with a range of 10 down to a low of 7. Only one project had sent
 
a trimestral report to ONAPLAN. The three projects of FIDE do receive
 
trimestral reports from participating financial intermediaries, but
 
these reports are not submitted on to the coordinating unit. Six of
 
the ten projects have a separate bank account. Five of the ten have
 
explicit targets. One of ten has a system for evaluating final results,
 
and four of ten do not have their expenses clearly documented. It should
 
be noted that all projects that do not have a separate bank account,
 
or which do not have their expenditures clearly documented, are those
 
of the Agricultural Bank.
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2. Road Infrastructure (Ten Projects/SEOPC)
 

This group deals with ten projects of highways or farm to market roads
 
executed by the same institution, the Secretariat of Public Works (SEOPC).

The average score for this category was 6.8, with a range of 8 to a
 
lcw of 4. Three projects were identified for requiring intensive su
pervision (monthly visit on the part of the coordinating unit). Two
 
of the ten projects had submitted trimestral reports to ONAPLAN, but
 
nine of the ten do not have separate bank accounts. There are four
 
projects whose expenditures are not clearly documented. All the infra
structure projects have stated explicit targets for physical performance,
 
but none have established a system of evaluation of final results.
 

3. Irrigation Infrastructure (Six Projects)
 

The six projects of this category achieved an average score of 7.2,
 
with a range of 9 to a low of 6. Two of the six projects require inten
sive supervision. Four have not sent trimestral reports to ONAPLAN,

and four projects lack a separate bank account. Half of the projects
 
do have their expenditures clearly documented. All have explicit targets,
 
but none has established a capacity to measure final results.
 

4. Electric Infrastructure (Fifteen Projects/CDE)
 

TThe fifteen projects achieved an average score of 6.9, with a range

of 8 to a low of 6. In all cases, they deal with projects of repair
 
or rehabilitation of electrical installations. One to two points were
 
given to projects that were successfully completed and placed in oper
ation. It is important to note that the consultants did not have access
 
to the accounting documents of CDE for lack of timely approval by the
 
central administrator of the corporation. This circumstance, in combina
tion with the fact that none of the projects managed a separate bank
 
account for AID-PL480 resources, nor have reported to the coordinating
 
unit on a trimestral basis, have obligated us to classify all fifteen
 
projects in Category A, requiring an immediate audit and monthly visits
 
on the part of the coordinating unit. It should be emphasized that
 
none of the fiftten projects have their expenditures clearly documented.
 
None have fixed explicit targets, and none have a system for measuring
 
final results.
 

5. Other Infrastructure Projects (Five Projects)
 

This group deals with five projects executed by five different executing
 
institutions. Collectively, they achieved a classification of 7.2 points,

with a range of 9 to a low of 5. Only one project merits intensive
 
supervision, although four have completed their trimestral reports to
 
the coordinating unit. Two do not have a separate bank account for
 
AID-PL480 resources, and these two projects do not have their expendi
tures clearly documented. In spite of the fact that all projects have
 
established explicit targets, none has created a system for measuring

final results.
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6. Private Volunteer Organizations (Ten Projects) 

The ten projects achieved an average classification of 7.8, with a range

of 9 to a low of 5. Four projects were identified as having a need
 
for bi-monthly supervision, and one project monthly supervisory visits.
 
The private volunteer organizations all have private bank accounts,
 
but only two of the ten have submitted a trimestral report to the coordi
nating unit. Six of ten projects have formulated explicit targets,

but no private volunteer organization has established a capacity for
 
evaluating final results. All have their expenditures clearly documented.
 

7. Extension Investigation and Agricultural Studies (Eight Projects)
 

In this category are covered eight projects executed by eight different
 
executing agencies. Among all of them, the average score came to 6.5,
 
with a range of 9 to a low of 2. Three of the projects require monthly

supervision, and one bi-monthly. As with the group of the private volun
teer organizations, all have established separate bank accounts. None
theless, five of the eight projects have not submitted trimestral reports
 
to the coordinating unit. Six of the projects have established explicit
 
targets, but none have established a system for measuring final results.
 
All of the projects have their expenditures clearly documented.
 

8. Free Zones and Export Promotion (Five Projects)
 

This category covers three projects of free zones and two for the promo
tion of exports by means of public relations and information system

improvements. The five projects achieved an average score of 7.4, with
 
a range of 9 to a low of 7. Four deserve bi-monthly supervisory visits.
 
Also, four projects have not sent trimestral reports to the coordinating

unit, but only one of these has failed to establish a separate bank
 
account. All have explicit targets, but none have established a capacity
 
for measuring final results. All five have their expenditures clearly
 
documented.
 

K. Social Economic Impact of Projects
 

Because of the very large number of projects and the short time available
 
for evaluating each one of them, it was extremely difficult to provide
 
very exact appreciations of soclo-economic impact of those projects
 
evaluated. The situation is complictted by the general tendency of
 
almost all institutions reviewed to not measure their final results
 
even though they have explicit targets. By the same token, the large

majority of the projects have not specified who their final beneficiaries
 
are or how many.
 

In spite of these complications, the consultants have attempted to sum
marize for the majority of the projects supervised a brief commentary
 
about the principal achievements and deficiencies of each project. We
 
also celebrated sixteen workshops with a total of 270 beneficiaries,
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and the conclusions of these evaluation workshops are integrated into
 
the commentary on achievements and deficiencies for each project. The
 
results of these evaluation efforts -- project by project -- are summa
rized in the project summaries contained in Volume II. 
At this point, we only want to give emphasis to a few general conclusions
 
about the impact of the AID-PL480 program.
 

1. Massifying Assistance
 

The AID-PL480 
program is impressive for the variety and extensiveness
 
of its activities. Taken as a whole, the program 
has a coverage of
 
more than 100 projects with a total value of programmed resources ex
ceeding RD$ 553,747,000. Presuming a population cf 6,200,000 iniibitants
 
with an 
average family size of six persons, the potential beneficiaries
 
would be a little more than one million families. This means that the

AID-PL480 program has generated resources equivalent to approximately

RD$ E54 for each family covered by the program in the last 
two years.

As such, the program plays a decisive role in the national economy.
 

•2. Expanding Credit Coverage
 

The stategy of channeling credit to enterprises and individual producers

by means of commercial banks with a centralized control by FIDE seems
 
to be achieving a significant success. Despite the problems of delayed

disbursements, the private banks have demonstrated their willingness

to risk their own capital in order to service their clients on an oppor
tune basis. The danger of channeling credit resources by means of the
 
commercial banking system to
seem that marginal producers might be ex
cluded. Nonetheless, the strategy does contain possibilities for reach
ing marginal clients as follows: (1)by means of agricultural bank pro
grams and its 29 branch offices and 12 satellite offices, and (2) by

means of programs sponsored by private voluntary organizations. We
 
believe that there still exists a large demand for 
small credits of
 
RD$ 500 to RD$ 1,000 to finance working capital requirements of marginal

rural families who do nut qualify for 
loans from the Agricultural Bank.
 
We reconmend that AID study the feasibility of expanding its coverage

of the current credit systems conducted by private voluntary organiza
tions by means of the model designed by FINCA (Foundation for Interna
tional Community Assistance) which is being applied with considerable
 
success in Bolivia, Peru, Columbia, Costa Rica, and El Salvador. With
 
a capital of no more that RD$ 3,000,000, the FINCA model would be capable

of achieving an expansion 
of credit coverage to an additional 6,000
 
rural families throughout the Dominican Republic.
 

3, Employment Generation
 

The rural infrastructure and irrigation projects are generating temporary

employment opportunities for non-skilled laborers. From 1984 to the
 
present, we estimate that some RD$ 5,700,000 have been spent on non
skilled labor. This sum represents labor generation on the order of
 
380,000 days of labor.
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The industrial free zone projects offer a very interesting model for
 
the generation of new employment opportunities, both direct and indirect.
 
Nonetheless, our attention has been called to the large variation in
 
unit costs of these programs, ranging from RD$ 500 per job created in
 
Bani, RD$ 1,900 per job in Santiago, and RD$ 3,100 per job created in
 
La Romana.
 

4. Private Voluntary Organizations
 

As a sector of the program portfolio, the private voluntary organizations

have demonstrated significant success in comparison to projects of other
 
sectors. In spite of their being institutions who manage the least
 
level of resources, the private voluntary organizations have complied,

all of them, with the establishment of separate bank accounts, and they

have clearly documented their expenditures. After credit projects with
 
an 
average score of 8.2, the private voluntary organizations as a group

achieved the highest scores in the program (7.8). From these observa
tions, we can conclude that the majority of the private voluntary organi
zations represent a solid institutional base for expansion of PL480
 
resources channeled to them.
 

5. Promotion of Exports
 

Seen from the perspective of each project, it would seem that the AID-

PL480 program has established incentives for a considerable take-off
 
in the quantity of enterprises which are exported. The project 1-04,
 
for example, (promotion of agri-industry and exports), refers to a signi
ficant achievement such as (a) expansion of imports for a total value
 
of US$ 112,857,000, and (b) substitution of imports for a value of R$
 
62,892,000. Nonetheless, such results do not conform in any way with
 
national statistics on exports. For example, in Annex 7, we have the
 
result of a shrinkage of 19% in the total value of Dominican exports

between January and June, 1986. The loss is concentrated in sugar and
 
in minerals, not in industrial or agricultural exports (which experienced
 
an increase of 52% and 12% respectively). Nonetheless, the expansion

registered in these two areas has not passed USS 23,000,000 for the
 
six month period, and though it were doubled it would still be far from
 
the level of USS 112,857,000 indicated above. In summary, there is
 
necessity to correctly identify the AID-PL480 program within a perspective
 
of national statistics in order to correctly identify its macro-economic
 
impact.
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ANEXO 3 

CRITERIOS PARA LA EVALUACION Y SUPERVISION )E PROYECTOS AtOYADOS
 
CON RECURSOS DEL PROGRAM-\ AiD-PL480
 

Identificaci6n Codiqo do Califi- Informe Cuenta Metas Sistema Gastos 
ael Provecto Supervision caci6n Triinest. Bancari a Exp5T-ci- Ev-aluaci6n Taramente 

A B3 I* 1-10O* a aej- I7 tas Resultad6s ocumentados 

I-03 _X Si Sf SfCG.-\(R I COLA 10 Si Sf 

1-04 FIDE x 8 No Sf Si No Sf 
1-05 I,\R ICO\ X No No No No No 
1-00 BC<ICCL\ x 7 No No No No No 
i -07 L ICOI\ X 7 No No No No No 
2-3 Fi:)E x 9 No Sf Si" No Sf 
2-1 1.I COL.\ X 7 No No Sf No No 

Si Noi-5 iK(T. ? X 9 No Sf Sf 

0-Ki F x 9 No Sf No No Sf 
2- \i.\ X 9 No Sif No No Si 
Infraestructura Vial 
4-01 SiPC X 6 No No Si No Si 
4-02 SKP(: X 7 No No Si No Si 
4-G3 SI X 7 No No Si No Sl 
-1 "' V x 7 si No Si' No si 
4-" SbP S No No Si" No Sf 
4-- S V X 7 No No S No No 
-1-,7 S, -"I)( X 8 No No Sf X:o No 
4-u , 'Pt x 7 Sf Si Sf No Si" 
,1-9 Sx ",P0 7 No No Sl No No 
4-I S- PC X 4 No No Si No No 

Infr;e -,-uctu Rico 
-- i! 1 X 6 No No si No No 
,- 1 i I, X 7 No No Si No No 

4-1- 1t: iltI x 9 No No Si No No 
It-1 I: I X 7 Si Si S1 No Si 

41-I IN"I11 x 7 No sf si No si
-31 t.\ N 7 S. No S! No S 

In1-: 1:-i1- : i.In t ra X 1o o No 
tIr-Ic 

4- 1 ': X 7 No No No No No 
4-V1. I 7 No No No No No 
41_ CIi X 6 No No No No No 
4- C11 No No No No No 
1-2 2 x 6 No N6 No No No 
,1-21 0. X 6 No No No No No 
- 2. (lI. X 7 No No No No No 

41- .' ,I x 6 No No No No No 
4- 2.1C1)i. x 6 No No No No No 
.1 - No No No No No 

- No No No No 

--- 7 No No 

Cii No 
x1 No No No No No 

1 Cli N 8 No No0 No No N o 
4- : (Ii X 8 No ,"o No No No 
1-3(' 01) X 6 No No No No No 

,1.
 



Anexo 3 (continuacion-2): Criterios Para Evaluacion y Supervision de Proyectos
 

Identificacion Codigo de Califi- Informe Cuenta Metas Sistema Gastos
 
ervision .n ExpT
delProyecto S.. cac Tr.mest. BancarI .......i.-Evaluaci6n.. Claramente 

A B C 1- I" Separada tas Resultados Documentad 

Otros Proyectos
Sde Infraestruct.
 

4-31 INAPA X 7 Sf No Si' No Si,
 
4-32 FEDA X 5 Sf Sf Sf No No
 

9 Sr No Si
4-33 UCM X Sf Si 

4-34 SURVIVIENDA X 8 Se No Si" Sr sf
 
4-47 SESPAS X 7 No Sf Si No No
 

Organiz. Voluntarias

1Privadas 

.-01 1X 8 SSi Si" No Si
 
2-05 IESC X 9 No Sf Si No Si'
 
2-O6 JAAC x 9 No S Si No Si
 

4-39 MAI X 8 Si Si No No Si
 
4-40 MUDE X 7 No Sf Si No Si
 
4-41 FDD X 7 No S, No No S
 
4-42 CEDOIS X 8 No Si No. No Sf
 
4-43 FUDECO X 8 No Si" i No Si
 
4-44 FSJ X 9 No Si Si" No Si
 
4-45 FUNDEJUR x 5 No S1 No No Si
 

Fxtensi6n/Invest igaci6n
 
Estudios Agropecuarios
 
I-Of CA x 7 No sf s5 No Sir
 
1-09 CI X 9 No Si Si" No Si
 
3-O1 IDTA X 8 No Sf Sf No Si
 
3-02 NATURA x 2 S1 Sf S1 No Si
 
3-03 M\RENA X 5 Si S No No Si
 
3-04 INDRHI x 4 No Sf No No Si
 
4-36 1O.NU/0GM X 9 'No S" S NO Sf
 
4-46 COnNER x 8 Si Si Si S1 Sf
 

:onas Francas y Promo
ci6n ,\]ortaciones
 
2-O8 CEDOPEX X 6 No sf Si No Si
 
2-09 CIPROIN X 7 No Sf S1 No Sf
 
2-12 7.F. Bani X 9 S1 S Sf No Si
 

7 No No Sf No S'2-13 :.F. La Romana X 

2-14 A.F. Santiago X 8 No Si Sr No Si
 

* Supervision: A- intensiva (iensual), B- bimensual, Cm trimestral 
** Calificaci6n del proyecto: 10 w mejor; 1 a peor 

La relaci6n de prorectos solo incluye proyectos iniciados, es decir con fondos desembol
sados y actividades ejecutadas.
 



AN. XO 4 

FORNIATO UNICO PARA PL\NIFICACION Y EVALUACION
 
DE PROYECTOS AID-PL-480
 

D E S C R I P C I O N N A R R A T I V A CUANWIFICACION DE METAS 
Propuestas Realizadas 

A La Fecha 

BE EFICIARIOS 

PROPOSITO GENERAL DEL PROYECTO 

OBJETIVOS ESPECIFICOS 

ACI-VI DL)dI)tS A REAL2.1AR 

RECURSOS (PRESUPUESTO) 



.\\NEFXO 5
 
FOPMATO 
(TALLER 

TENTrATIVO PAP4 U' INFORME 
DE DISENO: PERSOX.XL YT- I 

TRIBESTRAL 
CIDUXYI \) 

I N F 0 RblM E 

Periodo 

, IR 

DATOS GENERPES 

Nombre del proyecto 

Ubacaci on 

Insti tucio'n Lj ecutora 

Monto otal del Provecto (original_ 

Fuentes do Financianiento 
_ 

Beneficiarios 

Descripci 6 n ldel Proyecto 

DESAPROI.L' )DF.- C-I V11;., 

I)etalle do Actividades 

LS 

Total 
Prviso ,Pcri'odo Acum. 

Avance Ffsico 

Plazo_ _ _ _ranscurrido 

Fecha de Inicio Fecha de lena. 



Informe Trimestral (2) 

SITUACION FINANCIERA 

I NGRESOS 

Recibido Anteriormnente 

Este Perfodo 

GASTOS 

Acunulado Antes 

EEste Perlodo 

SALDO 

Total Recibido Gasto AcumUlado 

LJi:C1JIIN 

Avance 

PJU&.NiI 

Actunulado 

st5.\tIK \ 

.Mbntos ProE r.>:.o. f 
... 

t 
ftes 

S E 
Pendien-

tts 

B 

I 

0 1, 
Periodo 

s 0 
Total 

S Saldo 

Conciliaci6n !P-cncaria 

PROBILEMS ENCOXItLADS SOLUC IONES PROPUESTAS 

Fi nanci eras 

'Iecnicos 

Institucionles 



Anexo 6
 

FLUJOGRAMA DE REALIZACiUA' DE DESEMBOLSOS 

n, AGENCIA PARA 
( EL DESARROLLOUNDDSECRETARIADO 

INIERNACIONALTECNICO DE LAEJECUTORA (AD)PRESIDENCIt, 

C!-NTR~AL6 


(7 

OF ICINA
 
BANCO DE
RESUPULS7OL P4[) HESERVAS(ODEES 

de Desctabolso1.- solicitud 

do Arlrobaci 6 l de Desetnbolso.2.- Solic'itud 
o de solicitud 6c deserrbol so 

Aurc)rbaci 6fl rchazo 

4,- Solic~ tudl cd dc,5sem-bol so con justificati1vos dec Gastos. 

cheoCue do Gere-Lcia it Tesoreria. Notif ica de 
5. - Emisi 6fl 

acci6n a contrLa'10ril. 

de dep6s -'to de cheqve de qorenclia por parte
6.- 140tif jczaci()f y UNIDAD EJECUTORA.

Central al STP-ONAPPESdcel L3ancjro 

Imdiante Fiocafllsrosde rcur 505
7.- Solicaitur" dol-, jalIQnaci 

6 f 

Ia zci f C)ndoDs . 
B. c-I.; a c aI dt( t<vc I-I a 1c 

l.a acci~n anterior9.- Inf'ol.ra do 
en vuenta espe
Banco Poservason el do

10.- Dep6sito do fondos 
dc unidad ejecutora.cializada 

http:Inf'ol.ra
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