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13, The construction contractor, D.V.V,, will provide ORT 06/15/87
to its workers all safety equipment, drinking
water, etc. as listed in Annex 1 of this report.
14, A ladder will be installed on the inside left wing ORT 09/30/87
wall of the dam near the clean out opening. (For
safety reasons if a person accidentatly falls into
the pool).
15. Outdoor security lighting will be installed for ORT 09/30/87
hydro plant, stairway, substation and penstock
areas,
16. Technical assistance will be provided for start-up ORT 09/30/87
and testing of turbine-generator equipment.
17. Testing equipment (such as a DC Hypot/thumper) CRT 09/30/87
unit will be provided for use at Koda.
18. A mechanism for continual technical review and ORT 09,/20/87
training will be established.
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are followed. (See Engineering recommendations
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for abutments will be verified by an independent
laboratory.
21. Concrete strength of all abutments will be tested ORT 06/30/87
(with Schmidhammer) by an independent laboratory.
22, DPP will replace existing steel culverts at Munga USAID 09/30/87
site with one concrete culvert.
23. The materilal used for the approaches will be USAID 09/30/87
replaced/strengthened at all bridge sites.
24, White stripes will be painted with reflecting ORT N9,/30/37
paint on each end plece, on all bridges.
25. Warning signs will be posted at least 300 meters ORT 09/30/87
before each bridge site.
WW'WEDRHTOV‘ DECISIONS

[ rrotec peper S E R[] ower g
D ¥inencial Pign D PIO/T
D Logicel F remework D Pto/C D Other (Specity)

D Project Agresmnent DPDO/P

10. ALTERNATIVE DECISIONS ON FUTUR
OF PROJECT : UTURE

A, Comtinue Project Without Change

8, Chenge Project Design ana/or
Change Implemsntation *len

[ -3 D Dlacontinue Project

1%. PROJECT OFFiCER AND HOST CO Ay
A MOPRIATE | 1os UNTRAY OA OTHER RANK ING PARTICIPANTS

12, Misslon/AID/W Otfice Direcror Approvel

Signeture

Typed Neme

r—
Dets

AlD 1330-18 (3-78)



MISSION COMMENTS ON RECOMMENDATIONS NOT ON THE PES

Recommendation 2 from the Executive Summary (ES), is a general suggestion
for the Mission, thus, will be taken into consideration in future
Cooperative Agreements.

*(2) It is recommended that USAID include in future cooperative agreements
precise information regarding the institutional contractor's
responsibilities in the area of exonerations, shipping, permissable
housing styles, etc.,."

Recommendations 3 through 8 from the FS, are suggestions for SANRU and
other health activities, and have been forwarded to PHO for review,

"(3) It is recommended that since ECIORT's commodity distribution wacs
successful, a similar approach should be considered by SANRU II,®

"(4) It is recommended tha: since ORT has been comparatively more
efficient in procuring commodities for SANRU than USAID, ORT might be
censidered for the procurement of commodities in the future for SANaU 11
if this iz feasible,"

"(5) It is recommended that for future health activities more emphasis
should be laid on quality control: (1) prior to assisting health zones,
their needs should be assessed 50 as to respond more to the individual
needs; (2) more financial supervision should be scheduled.®

“(6) It is recommended that SANRU consider emploving a construction
technician in Kinshasa to act as a "circuit rider” to teach brief seminars
in practical masonry, carpentry and other basic skills in villages. Two
or three villagers could be chosen for this training and would receive
certificates., One would be named the village work foreman charged with
improving local workmanship.*

*(7) It is recommended that institution building should continue to be
stressed as an important component of SANRU II. Among the actions that
should be taken are: (1) ensuring higher quality health personnel
training; (2) developing and promoting training materials; (3) when long
term expatriate technical assistance is used, a zairian should be
associated to ensure transfer of technical know=how, ®

*(8) It is recommended that further assistance should concentrate on
health centers where the need is greatest and focus more on mini
integrated self-help projects., Experiences like the Loko health center in
Equateur and that of D.P.P, in Bandundu should be examined to integrate
health and small economic activities."

Recommenacation 9 from the ES, will be considered during the design of the
follow-on PVO project.

*(9) It is recommended that future PVO assistance Projects in Zaire be
designed to permit reasonable overhead costs to be billed by local PVOs
once they are determined and verified by generally accepted accounting
Principles. They may be part of a local PVO project contribution but
should be shown as such in writing and in detail."
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Recommendation 12 from the ES, will be addressed by the 102 Project
Officer.

*(12) In view of the impending start up of USAID project 102, the project
should give full consideration to DPP's request for a long term
agricultural extension trainer, examine the role of women in all aspec:s
of project design and consider whether a discrete component for women
would bc appropriate,®

Recommendation 18 from the ES, is unfortunately bevond the reach of
USAID's influence. The sub-project management will be informed of thece
concerns,

*(18) It is recommended that AID investigate whether there is a means to
hold sub-grantees to the same requirzments as grantees with respect to the
prohibition on all forms of employment discrimination (race, gender,
religion, etc.). USAID and ORT should write to CECA encouraging them to
reconsider their rosition restricting employment on the project to
Christian Protestants and adopt a statement in its articles of
incorporation or by-laws for the Koda hydro facility guaranteeing that the
principle of equal employment opportunity based solely on merit will be
observed."

Recommendations 19 and 20 from the ES, have already been implemented.

"(19) It is recommended that ORT and after the PACD USAID maintain close
scrutiny of work conditions at the sub-project site, If work conditions
are not corrected within fourteen days, the Mission recommends issuing a
stop work order to prevent possible injury and/or death to laborers on a

U.S. government funded project.®

*(20) It is recommended that ORT write an official letter to CECA (copy t
U"SAID) reiterating the Condition Precedent (£.2) in the sub-grant
agreemen: mandating USAID/ORT agreement with the eventual management
design and urging a substantial role for Kwandruma in whatever
organizational framework is eventually agreed upon by the concerned
parties for management of the facility."

Recommendation 25 from the ES, s Will be completed before the end of FY87.

*(25) It is recommended that USAID undertake as planned a mini hydro
scheme research and evaluation study to obtain comparative cost estimates,
comparative data on the distribution of benefits, comparative assessments
of user fees and long term financial viability data, in the scope of work
for the study aid should specify its goals for hydro facilities with
emphasis on how it views the relative importance of aiding Zairians
directly, aiding Zairians indirectly through support of mission run public
facilities (hospitals) and assisting missionaries directly with their
electric needs.®
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EXECUTIVE SUMMARY

I. PROJECT TITLE

Project Management of Private Voluntary Organization (PVO) Econondc Support
(CA No. AFR-0097-A-00-3072-00)

II. PROJECT DESCRIPTION

Project 097's stated purpose is to "support self-pufficlency in hasic foods
and access to basic health services for the rural population.”™ The project
objectives are: (1) management and allocation of a central umbrella fund to
support project activities; (2) upgrading indigenous PVOs as viable
development agencies and (3) implementation of PVO sub-projects that conform
to GOZ/USAID development strategy. Constraints addressed bv the project are
poor farm-to-market feeder roads and transport blockages caused by too few
bridges in Bandundu region, insufficient supplies of basic medical equipment
and drugs at rural health clinics throughout Zaire, and the high cost of
diesel-generated electricity at the Rethy mission station and unavailability
of electricity in neighboring Zairian villages. The outputs of project 0987
through its three sub-projects include: rehabilitation of 220 rural clinics;
procurement and delivery of $880,000 worth of drugs and medical equipment;
installation of $314,000 worth of solar electric equipment at rural
clinics;training for over 125 doctors, administrators and pharmacists in rural
nealth system management; construction of nine bridges, installation of 164
culverts and training of 23 associated staff in management; partial completion
of a mini~-hydroelectric facility and U.S. training for the gub-project
manager.

III. EVALUATION PURPOSE

This is the Final Evaluation of 097. Its purpose is to assess overall project
performance, to review project design to determine its appropriateness and
replicability for future PVO agsistance efforts, to review the effort in each
sub-project to achieve self-sustaining development through application of user
fees and institutional strengthening, ard to make recommendat:ions to assist in
the timely completion of remaining project activities. Finally, the Evaluation
Mission has made a number of recommendations concerning the purpose and design
of future PVO support projects.

IV. EVALUATION METHODCLOGY

The evaluators interviewed USAID and project personnel, interviewed intended
beneficiaries, reviewed project documentation and correspondence and visited
project sites in the Idiofa and Kaj13i areas of Bandundu, in the Kinpese and
Mbanza Ngungu areas of Bas Zaire and in the Rethy area of Haut Zaire.

V. FINDINGS

Since signing the Cooperrative Agreement on September 30, 1983, the project has
successfully achieved the majority of its objectives. Of nine planned bridges,
seven are completed and the other two will be complete before the PACD. The
project also provided major institution building interventions with the
cooperating Zairian PVO in Bandundu region in institutional reorganization,
management and financlal aystems training and technical training. Rural health
inputs have complemented and reinforced the work of USAID's major health
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project (SANRU) both through the provision of commodities and by strengthening
administrative and financial management. The installation of solar electric
syatemes has made it possible to protect the vital cold chain for vaccineg and
has saved lives by providing emergency backup power for hospital operating

rooms and to power oxygen supplies.

The mini-hydroelectric facility is 65% complete as of April 30, 1987 and the
two engineers on the evaluation team estimate completion and project gtart up
by early November, 1987. In view of serious delays caused by bankruptcy of one
of the contracting firms in the contractor Association responsible for
building the facility and concerns about the inadequate involvement of
Zairians in the development and eventual management of the system, the
evaluators recomnenc extending 097 to December 31, 1987 to assure continued
close supervision of project activities.

The evaluators also urge close monitoring of compliance with conditions
precedent set by ORT, the American umbrella PVO responsible for project
implementation, for payment of the next 30% of funds to BETEC/DVV/ACEC. In
particular, the Association has been required by ORT to produce a detailed
workplan demonstrating how further delay will be minimized, if not avoided,
and has required the Association to correct the deplorable and unsafe working
corditions of Zairian laborers at the construction site.

Overall, ORT/Kinshasa has an excellent record for managing this project. About
80% of procured commodities arrived as scheduied and loss and breakage 1is
under one percent. Civil engineering and-dlectrical contracting have beth
generally been of good quality., The u¥ojlect was originally conceived primarilv
as a rapldly dispersing commodity supply project, however, ORT has managed to
evolve an important institution building component, elements of which should
serve as a model for future PVO assistance projects.

VI LESSONS LEARNED

Lessons learned from project design and implementztion follow: (1) The
umbrella project desizn concept is replicable and should, with some
modifications, serve as a point of departure for the design of future PVO
assisgtance projecte: (2) The purpose of a PVO assistance project should be
reoriented from ends (e.g. roads tuilt, drugs supplied) to the means for
ensuring that the desired ends are achieved (i.e. development of local PV0s as
viable developmert agencies). By strengthening the means (local PV0Os as
implementors), USAID will provide Zairians with the tools to undertake their
own development, the training to use those toois and the capacity to make new
toola. (3) USAID should ensure that local PVOs recelving assistance are either
genuinelv indigenous in that most of their management and staff are Zairian
nationals or that thev have a proven and demonstrated commitment to
dalrianizatlion and a plan for achieving Lt. (&) Sustainability is a realistic
prospect for many development activitles in Zaire, nowever, it must be pianned
for in some depth from the prolect design stage and not merely stated as a
laudable poal. (5) Institution building as a component of 097 transforied the
project from one which risked being merely a commodity transfer activity (a
kind of international welfare system) to a self-help program which added to
local skills and capabilities.* (6) The umbrella approach offers a means to
reduce the USAID munagement burden and the prospect of reduced costs 1if
Tecommendations on indigenization of some staff positions are followed.

* It {3 noted, however, that USAID has other preiects iz 1fs program which do
stress institution building.

\0
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PVO ECONOMIC SUPPORT PROJECT 097
PINAL EVALUATION
PROJECT DESIGN, MANAGEMENT AND ADMINISTRATION

SECTION I: ORT/USAID PROJECT MANAGEMENT

l. IT IS RECOMMENDEL TEAT ORT PREDARE TWO SETE OF BASIC PROJECT AND )
SUBPROJECT DOCUMENTS POR TRANSFER TO USAID AT PACD. ORT SHOULD ALSO PREPARE A
BRIEF ANNOTATED BIBLIOGRAPHY OF THESE DOCUMENTS AND CIRCULATE IT AMONG AID AND
OTHER DONORS APPRISING THEM OF THE USEFUL DATA GENERATED BY THE PROJECT WHICH
MAY BE OF USE ELSEWHERE. (REF. ANNEX 1, PART III)

2. IT IS RECOMMENDED THAT USAID INCLUDE IN FUTURE COOPERATIVE AGREEMENTS
PRECISE INFORMATION REGARDING THE INSTITUTIONAL CONTRACTOR'S RESPONSIBILI' ES
IN THE AREA OF EXONERATIONS, SHIPPING, PERMISSABLE HOUSING STYLES, ETC..
(REF. ANNEX 1, PART 3,4.3)

SECTION II: ECZORT RURAL HEALTH SUB-PROJECT

3. IT IS RECOMMENDED THAT SINCE ECZORT'S COMMODITY DISTRIBUTION WAS
SUCCESSFUL, A SIMILAR APPROACH SHOULD BE CONSIDERED BY SANRU II. 9REF. ANNEX
1, PART 5.5 AND 5,.6)

4. IT IS RECOMMENDED THAT SINCE ORT HAS BEEN COMPARATIVELY MORE EFFICIENT IN
PROCURING COMMODITIES POR SANRU THAN USAID, ORT MIGHT BE CONSIDERED POR THKE
PPOCUREMENT OF COMMODITIES IN THE PUTURE POP SANRU II IP THIS IS FEASIBLE.
(ANNEX 1, PART 5.6)

5. IT IS RECOMMENDED THAT FOR PUTURE HEALTH ACTIVITIES MORE EMPHASIS SHOULD
BE LAID ON QUALITY CONTROL: (1) PRIOR TO ASSISTING HEALTH ZON:ES, THEIR NEEDS
SHOULD BE ASSESSED SO AS TO RESPOND MORE TO THE INDIVIDUAL NZEDS; (2) MORE
FINANCIAL SUPERVISION SHOULD BE SCHEDULED. (ANNEX 1, PART %,6)

6. IT IS RECOMMENDED THAT SANRU CONSIDER EMPLOYING A CONSTRUCTION TECHNICIAN
IN KINSHASA TO ACT AS A °CIRCUIT RIDER" TO TEACH BRIEF SEMINARS IN PRACTICAL
MASONRY, CARPENTRY AND OTEXR BASIC SKILLS IN VILLAGES. TWO OR THREE VILLAGERS
COULD BE CHOSEN POR THIS TRAINING AND WOULD RECEIVE CERTIFICATES. ONE WOULD
BE NAMED TEE VILLAGE WORK POREMAN CHARGED WITH IMPROVING LOCAL WORKM:ANSHIP.
(ANNEX 1, PART 5.6)

7. IT IS RECOMMENDED ‘CHAT INSTITUTION BUILDING SHOULD CONTINUE TO BE STRESSED
AS AN IMPORTANT COMPONENT CF SANRU II. AMONG THE ACTIONS THAT SHOULD BE TAKEN
ARE: (1) ENSURING HIGHFR QUALITY HEALTH PERSONNEL TRAINING: (2) DEVELOPING AND
PROMOTING TRAINING MATERIALS;: (3) WHEN LONG TERM EXPATRIATE TECHNICAL
ASSISTANCE IS USED, A ZAIRIAN SHOULL BE ASSOCIATED TO ENSURE TRANSFER OF
TECHNICAL "KNOW HOW®. (ANNEX l, PART 5.6)

8. IT IS RECOMMENDED TEAT PURTHER ASSISTANCE SHOULD CONCENTRATE ON HEALTH
CENTERS WHERE THE NEED IS GREATEST AND POCUS MORE ON MINI INTEGRATED SELF-HELP
PROJECTS. EJPERIENCES LIKE THE LOKO HEALTH CENTER IN EQUATEUR AND THAT OF
D.P.P. IN BANDUNDU SHOULD BE EXAMINED TO INTEGRATE HEALTH AND SMALL ECONOMIC
ACTIVITIES. (ANNEX 1, PART 5.6)
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SECTION III: DPP FARM-TO-MARKET SUB-PROJECT

3. IT IS RECOMMENDED THAT FUTURE PVO ASSISTANCE PROJECTS IN ZAIRE BE DESIGNED
TO PERMIT REASONABLE OVERHEAD COSTS TO BE BILLED BY LOCAL PVOs ONCE THEFY APRE
DETERMINED AND VERIFIED BY GENERALLY ACCEPTED ACCOUNTING PRINCIPLES. THEY MAY
BE PART OF A LOCAL PVO PROJECT CONTRIBUTION BUT SHOULD BE SHOWN AS SUCH 1IN
WRITING AND IN DETAIL. (ANNEX 1, PART 6.2)

10. IT IS RECOMMENDED THAT THE ISSUE OF USER PEES BE DEALT WITH AMONG DCONCOPRS
TO PROMOTE A JOINT APPROACH TO THE ISSUE WHILE REFRAINING FROM INCLUDING
ESTABLISHMENT OF LOCAL ROAD USER FEES AS A DELIVERABLE IN COOPERATIVE
AGREEMENTS. (ANNEX 1, PART 6.6)

11. DPP HAS RECENTLY REACHED A CONSENSUS ON ITS RECRGANIZATION. DPP NEEDS
FURTHER MANAGEMENT ASSISTANCE. IT IS RECOMMENDED THAT ORT PROVIDE SHGRT-TERM
MANAGEMENT RELP THROUGH THE PACD (9/30/87) TO INSTITUTIONALIZE THE CHANGES
WHICH HAVE BEEN MADE, IF NECESSARY, ADDITIONAL COUNTEPPART FUNDS COULD BE
MADE AVAILABLE. THE ORT PROJECT MANAGEP PREZPARED A BRIEF PROPOSAL FOP THIS
PUPPOSE. IT APPEARS AS ANNEX 6. A TRANSITION TO POST-PACD SHOULD ALSO BE
EFFECTED DURING THIS PERIOD POSSIBLY WITH INPUT PROM USAID PROJECT 09§,
(ANNEX 1, PART 6.7)

12. IN VIEW OF THE IMPENDING START UP OF USAID PROJECT 102, THE PROJECT SHOULD
GIVE FULL CONSIDERATION TO DPP'S REQUEST POR A LONG TERM AGRICULTURAL
KTENS{ON TRAINER, EXAMINE THE ROLE OF WOMEN IN ALL ASPECTS OF PROJECT DESIGN

AND CONSIDER WHETHER A DISCRETE COMPONENT POR WOMEY WOULD BE APPROPRIATE.
{ANNEX 1, PART 6.7) -

SECTION 1IV: KODA PALLS HINI-HYDROBLECTRIC SUB-PROJECT

13. IT IS RECOMMENDED THAT THE ORT PROJECT MANAGER CONVENE AND CHAIR A
CAREPULLY PREPARED JOINT MEETING OF CZCA SUB-PROJECT PERSONNEL AND
REPRESENTATIVES OF THE KWANDRUMA COMMUNITY TO 3F HELD IN KWANDRPUMA VILLAZE,
THE AGENDA SEOULD INCLUDE DISCUSSION OF THE CURRENT STATE OF SUB-PRIJECT
PROGRESS, REVIEW OF USER PEE KATF OPTIONS AND A LISCUSSION OF THE ROLE OF
KWANDRUMA REPRESENTATIVES IN CURRENT SUB-PROJECT ACTIVITIES AND THE PUTURE
MANAGEMENT STRUCTURE OF THE HYDRO PACILITY. PURTHER, THE ORT PROJECT MANAGER
SHOULD SPEAK WITH TEE CHIEP OP THE ZABC GROUPEMENT TO DETERMINE IF THE CEIEF
WOULD WISH TO HAVE A PUBLIC °“TOWN MEETING® WHERE QUESTIONS ABOUT THE HYDRO
FACILITY COULD BE ANSWERED. SINCE MANY LOCAL PEOPLE SPEAR MORE SWAHILI THAN
FRENCH, THE ORT PROJECT MANAGER SHOULD BE ACCOMPANIED BY ORT'S MANAGEMENT
TRAINING SPECIALIST, CIT. TABARO, WHO IS PLUENT IN BOTH SWAHILI AND FRENCH.
(ANNEX 1, PART 7.2}

14. IT IS RECOMMENDED THAT ORT URGE (AND TP NECESSARY REQUIRE) CECA TO HOLD
REGULAR MONTHLY MEETINGS WITH KWANDRUMA REPRESENTATIVES UNTIL THE PACILITY IS
FULLY OPERATIONAL. THEREAFTER, IT IS EXPECTED THAT KWANDRUMA WILL BE
REPRESENTED ON THE PROPOSED KODA BYDRC BOARD OF DIRECTORS. IT IS ALSO
RECOMMENDED THAT ORT AND CECA CONSIDER THE UTIL1TY OF ESTABLISHING A UNIFIED
CECA~KWANDRUMA COMMUNITY ADVISORY COMMITTEE OP ELECTRIC CONSUMERS TO MEET
QUARTERLY POR TEE PURPOSE OF COUNSIDERING THE EFPECTS OF BOARD DECISIONS ON
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CONSUMERS. THE JOINT COMMITTEE WOULD HAVE NO LEGAL STANDING BUT IT WOULD OFFEF
A REGULAR FORUM IN WHICH BOTH MISSIONARY AND KWANDRUMA CONSUMERS WOULD BE ABLE
TO DISCUSS THEIP CONCERNS WITH EACH OTHER ABOUT SERVICE, PRICES, SAFETY, ETC.
(ANNEX 1, PART 7.2)

15. IT IS RECOMMENDED THAT ORT REQUEST A COMPREHENSIVE TRAINING PLAN FROM CECA
FOR ALL LOCALLY HIRED PERSONNEL TO BE SUBMITTED TO ORT NOT LATER THAN JUNE 15,
1987. (ANNEX 1, PART 7.2)

1€. IT TS RECOMMENDED THAT A HYDRO SYSTFM MANAGER BE IDENTIFIED AND APPCINTED
ON OR BEFORE JUNE 1S, 1987. (ANNEX 1, PART 7.2)

17. IT IS RECOMMENDED THAT USAID, ORT AND CECA EXAMINE THE POSSIBLE MEANS BY
WHICH THE KODA SYSTEM MANAGER POSITION HAY EVENTUALLY BE ZAIRIANIZED. (ANNEYX
1, PART 7.2)

18. IT IS RECOMMENDED THAT AID INVESTIGATE WEETEER THERE IS A MEANS T0 H0LD
SUB-GRANTEES TO THE SAME REQUIREMENTS AS GRANTEES WITH RESPECT TO THE
PROHIBITION ON ALL FORMS OF EMPLOYMENT DISCRIMINATION (RACE, GENDER, RELIGION,
ETC.). USAID AND ORT SHOULD WRITE TO CECA ENCOUPAGING THEM TO RECONSICER THEIR
POSITION RESTRICTING EMPLCYMENT ON THE PROJECT TO CHRISTIAN PRCTESTANTS AND
ADOPT A STATEMENT IN ITS ARTICLES OF INCORPORATION OF BY-LAWS FOR THE KODA
HYDRO PACILITY GUARANTEEING THAT THE PRINCIPLE OF EQUAL EMPLOYMENT OPPORTUNITY
BASED SOLELY ON MERIT WILL BE OBSERVED. (ANNEX 1, PART 7.2)

19. IT IS RECOMMENDED THAT ORT AND AFTER THE PACD USAID MAINTAIN CLOSE
SCRUTINY OF WORK CONDITIONS AT THE SUB-PROJECT SITE, I®@ WCRY CONDITTIONS ART
NOT CORRECTED WITHIN POURTEEN DAYS, THE MISSION RECOMMENDS ISSUING A STOP WORR
ORDER TO PREVENT POSSIBLE INJURY AND/OR DRATH TO LABORERS ON A U,S. GOVERNMENT
FUNDED PROJECT. (ANNEX 1, PART 7.3)

20. IT IS RECOMMENDED THAT ORT WRITE AN OPFICIAL LETTER TO CECA (COPY TO
USAID) REITERATING THE CONDITION PRECEDENT (E.3) IN THE SUB-GRANT AGREEMENT
MANDATING USAID/ORT AGREEMENT WITH THE EVENTUAL MANAGEMENT DESIGN AND U357NG 2
SUESTANTIAL RCLZ PCR RWANDRUMA IN WHATEVE® ORGANIZATIONAL PRAMEWNRYK is
EVENTUALLY AGREED UPON BY THE CONCEZRNEC PARTIES FOR MANAGEMENT OF THE
PACILITY. (ANNEX 1, PAPT 7.5)

21. IT IS RECOMMENDED THAT ORT REVIEW SINGLE AND DOUBLE TIER RATE OFTIONS WITH
A VIEW TO ENSURING THE AFPORDABILITY OP THE SYSTEM POR LOW INCOME USERS WHILF
RETAINING AN OVERALL RATE STRUCTURE WHICH WILL ENSURE REALIZATION OF THE GOAL
OF A SELF~PINANCING SYSTEM. (ANNEX 1, PART 7.6)

22. IT IS RECOMMENDED THAT THE DRAPT CHART OF ACCOUNTS PREPARED BY CECA BE
REVIEWED BY A CHARTERED ACCOUNTANT POR COMPLETENESS, LOGIC AND INTERNAL
CONSISTENCY, (ANNEX 1, PAPT 7.56)

23. IT 18 RECOMMENDED THAT THF AID/ORT PPOJECT AGREEMENT BE EXTENDED TO
DECEMBER 31, 1967 AND THAT THE ORT PROJECT MANAGER BE RETAINED POR THESE THREEL
ADDITIONAL MONTHS TO ENSUPRE COMPLETION OF THE HYDRO PACILITY, FUIL CONTRACT
COMPLIANCE BY ACEC, DEVELOPMENT AND IMPLEMENTATION OF A TRAINING PLAN BY CZCA
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AND THE APTICULATION OF A MANAGEMENT STRUCTURE AND USER FEE SYSTEM WHICKE TAKE
FULL ACCOUNT OF THE INTERESTS OF FWANDRUMA AND OTHER ZAIRIAN VILLAGES NEAR
RETHY. (ANNEX 1, PART 7.7)

24. IT IS RECOMMENDED THAT A PINAL TECHNICAL EVALUATION BE CONDUCTED AFTER
ELECTRICITY HAS BEGUN TO FLOW TO ENSURE THAT A SAFE AND COMPLETE SYSTEM HAS
BEEN INSTALLED. AN ELECTRICAL ENGINEEK SHOULD CONDUCT THE FINAL REVIEW.
(ANNEX 1, PART 7.7)

25. IT I5 RECOMMENDED THAT USAID UNDERTAKE AS PLANNED A MINI HYDPO SCHEME
RESZARCH AND EVALUATION STUDY TO OBTAIN COMPAPATIVE COST ESTIMATES,
COMPARATIVE DATA ON THE DISTRIBUTION OF BENEFITS, COMPARATIVE ASSESSMENTS OF
USER FEES AND LONG TERM FINANCIAL VIASBILITY DATA. IN THE SCOPE OF WOPH FOP THE
STUDY AID SHOULD SPECIFY ITS GOALS FOR HYDRO FACILITIES WITH EMPEASTS ON YOW
{7 VIEWS THE RELATIVE IMPORTANCE OF AIDING ZAIRIANS DIRECTLY, AIDING ZAIRIANS
CNDIRECTLY THROUGH SUPPCRT OF MISSION RUN PUBLIC ¥ACILITIZS (HDSPITALS) AND
AGSISTING MISSIONARIES DIRECTLY WITH THEIR ELECTRIC NEEDS. (ANNEX 1, PART 7.

[
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PVO ECONOMIC SUPPORT PROJECT 097
FINAL EVALUATION
ENGINEERING ANNEX 3: RECOMMENDATIONS

A.l1 CIVIL ENGINEERING: PARM-TO MARKET ROADS AND BRIDGES SUB-PROJECT
IT IS RECOMMENDED:
1. THAT USAID THROUGHE ORT CONTRACT WITH AN INDEPENDENT LABORATORY SUCH:

A) TO EXAMINE THE FINDINGS OF THE CONCRETE COMPRESSION TESTS DONE
BY LNTP TAREN FROM CONCRETE SAMPLES OBTAINED FROM CONCRETE USED
FOR ABUTMENTS AT VARIOUS BRIDGE SITES TO EXAMINE SUCH DATA,
METHOD OF CALCULATIONS ETC, THEN RENDER ITS OPINION ON THE
VALIDITY GF SAME AND WHAT THE CONSEQUENCES WILL BE IF THE
RESULTS AS ORIGINALLY DETERMINED BY LNTP ARE POUND TG BE
CORRECT, I.Z. THAT NEAPLY ALL OF THE SAMPLES FAILED TO PASS THE
MINIMUM COMPPESSIVE STRENGTH TESTS.,

B) TO MAKE SITE VISITS AND EXAMINE ALL ABUTMENTS WITH A SCHMID
HAMMER (SCLEROMETRE) TO ESTIMATE THE AVERAGE CONCRETE STREMNGTE
OF EACH ABUTMENT AND RENDER ITS PINDINGS AND OPINION ON THE
RELATIVE STRENCTH OF EACH.

C) TO MARE RECOMMENDATIONS AS TO WEAT COURSE OF ACTION TO POLLOW IF
THE CONCRETE IN THE ABUTMENTS IS POUND TO BE DEFECTIVE.

2. THAT AT TH: MUNGA SITE - WESTERN SHORE NEAR TKE MARSH AREA - REPLACE
THE EXISTING 2 STEEL CULVERTS WITH A SMALL CONCRETE CULVERT (OR SMALL
BRIDGE) PERHAPS 3M HIGH, 3M LONG AND A RCADWAY WITH 4M (EXACT
MEASUREMENTS TO BE DETERMINED BY DPP) TO BFFECTIVELY CARRY THE LARGE
AMOUNT OF WATER THAT COLLECTS IN THE AREA DUE TO THE PASSAGE OP SMALL
STREAMS AND NATURAL SPRINGS THAT RUN OFP IN A DIRECTION THAT
TPAVERSES THE ROAD. CONSTRUCTION SHOULD START THIS DRY SEASON ag 7
EXISTING "TRACT® ROAD IS ABOUT TO BE CUT.

[T
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3. AS SOON AS THE DRY SEASON COMMENCES REMOVE (POSSIBLY WITH HELP OF
USAID PROJECT 098) ALL OF THE LOOSE SANDY MATERIAL SOME 500 METERS ON
EACE SIDE OF MALL BRIDGE LOCATION AND REPLACE IT WITH A MORE SUITABLE
MATERIAL SUCH AS LATERITE. IP NO LATERITE IS TO BE FOUND OR
UNAVAILABLE, THEN A SPECIAL MIX OF ON SITE MATERIAL STABLIZED WITH
THE APPROPRIATE AMOUNT OF CEMENT (SOIL CEMENT STABLIZATION) SHOULD BE
INCORPORATED INTO THE ACCESS APPROACHES. THIS WORK IS SUITABLE POR
DPP UNDER THE GUIDANCE OF OR ASSISTANCE SINCE ALL APPROACHES SHOULD
BE PROPERLY SHAPED AND COMPACTED. AS MENTIONED ELSSWHERE IN THIS
EVALUATION REPCRT, OR STATED A BOLGIAN FINANCED PROJECT WILL ADDRESS
THIS TYPE OF SOIL STABILIZATION ON ROADS THROUGHOUT THE REGION:
HOWEVER, TIME IS OF THE ESSENCE ON THESE APPROACHES AND WORK SHOULD
BE STARTED BY DPP WITHOUT DELAY,
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THAT WITH REGULARITY, EXAMINE ALL BRIDGES AT LEAST ONCE EVERY MONTH
+POR THE FIRST YEAR, THEN EVERY 3 MONTHS THEREAPTER - REMOVE ALL
DEBRIS COLLECTED AROUND ABUTMENTS, EMBANKMENTS, GABIONS AT THE SIDES
AND BELOW THE BRIDGE, AND IN BETWEEN PANELS AND TRANSOMS. MAKE SURE
ALL PINS, CLIPS, NUTS AND BOLTS ARE IN PLACE AND SECURE. EXAMINE ALL
PANELS AND SIDE CURBS ON BRIDGE DECKING FOR ANY DAMAGE. PREPORT ANY
DAMAGE IMMEDIATELY TO OR POR ADVISE AND/OR CORRECTIVE ACTION,

THAT WHITE STRIPES BE PAINTED WITH REFLECTING PAINT ON EACH END PIECE
- BOTH SIDES OF BRIDGE - ON ALL BRIDGES.

THAT WARNING SIGNS BE POSTED AT LEAST SCME 300 M FROM BRIDGES (BOTH
SIDES) THAT BRIDGE IS AHEAD, AND TO GO SLOW ANC CROSS BRIDGE WITH
CAUTION SINCE BRIDGE IS POR ] WAY TRAFFIC.

THAT NO PARKING, OR REPAIRS TO ANY VEHICLE ARE TO BE MADE ON THE
BRIDGE.

CIVIL ENGINEERING: KODA FALLS MINI~HYDROELECTRIC SUB-PROJECT

IT IS5 RECOMMENDED:

8.

10.

11.

12,

13.

THAT CONCRETE TESTING EQUIPMENT (POR THE TESTING OF CONCRETE SAMPLES)
BE PROVIDED BY THE CONSORTIUM OR PROVISIONS MADE BY THE CONSCRTIUM TO
HAVE THE SAMPLES TESTED AT A PRIVATE MATERIALS TESTING LABOBATORY.

THAT "AS-BUILT" DRAWINGS BE MADE AFTEP CONSTRUCTION IS COMELETED BY
ACET AND BETEC OF THE ENTIRE PACILITY TAKING INTO ACCOUNT ALL DESIGN
AND CONSTRUCTION CHANGES. TEAT AFTER "AS-BUILTS" ARE MADE, ONE
COMPLETE SET BE GIVEN TO THE USAID/K'S ENGINEERING OFFICE, AND ONE
COMPLETE SET BE GIVEN *TO CECA. THE *AS-BUILTS® SHOULD BE MADE
AVAILABLE BY THE CONTRACTOR PRIOR TO DISBURSEMENT OF FUNDS POR THT

FINAL DAYMENT,

THAT CONSTRUCTION CONTRACTOR D.V.V. PROVIDE TO ITS WORKERS ALL SAFETY
EQUIPMENT, DRINKING WATER, ETC. AS LITED IN ANNEX 1 OF THIS REPORT.

TEAT A LADDER BE INSTALLED ON THE INSIDE LEFT WING WALL OF THE DAM
NEAR THE CLEAN OUT OPENING. (POR SAPETY REASONS IF A PERSON
ACCIDENTALY PALLS INTO TEE POOL).

THAT SECURITY LIGHTS BE INSTALLED ON TOP OF THE DAM, STAIRCASE ANJ
POWERHOUSE,

THAT ALL PARTIES CONCERNED, USAID/E, ORT, CECA AMD THE CONSORTIUM GF
ACEC-BETEC-D.V.V. WORK OUT AND FIND IMMEDIATE SOLUTIONS TO PROBLEMS
AS INDICATED IN SECTION IV J ABOVE; IN THE INTEPEST OF WORK
CONTINUITY AND COMPLETION OF PROJECT.

\b
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B.1 ELECTRICAL ENGINEERING: KODA PALLS MINI-HYDROELECTRIC SUB-PROJECT

THE ELECTRICAL SYSTEM CONSTRUCTION SO FAR COMPLETED APPEARS TO BE OF GOQOD
QUALITY AND TO MEET APPLICABLE DESIGN AND SAFETY STANDARDS., THEREPORE NO
CHANGES ARE RECOMMENDED AT THIS TIME IN SYSTEM DESIGN, MATERIALS, AND
CONSTRUCTION. HOWEVEF, SEVERAL POTENTIAL PROBLEMS ARE FOPESEEN IN CONNECTION
WITH THE TESTING, STARTUP, AND OPERATION OF THE SYSTEM. TO AVOID OR RESOLVE

THESE POT

14,

15,

17.

18,

ENTIAL PROBLEMS THE FOLLOWING PECOMMENDATICNS ARE MADE:

ARPANGE FOR A WELL QUALIFIED PERSON TO BE ON HAND TO ASSIST WITH
START-UP AND TESTING OF THE TURBINE~GENERATOR EQUIPMENT. 1IF IT 1g
POSSIBLE, AN OSBERGEP REPRESENTATIVE WOULD BE THE LOGICAL CHOICE To
HAVE ON HAND. THE FIRST FEW HOURS OF OPERATION OF A HYDRC PLANT ARE
CRITICAL. HYDRAULIC, VOLTAGE OR BEARING PROBLEMS DURING STiRT-UP CAN
CAUSE DAMAGE WHICH COULD PLAGUE OPERATIONS POR YEARS. THE CSEBEAGER
REPRESENTATIVE (ENGINEER OR PLANT OPERATCR) SHOULD BE IN A POSITION
TC GIVE TRE VERY BEST TECHNICAL ASSISTANCE AND TRAINING AND ALSOH
COULD AVOID OR RESOLVE POTENTIAL LEGAL OR FINANCIAL LIABILITY IN TEER
EVENT OF SOME EQUIPMENT DEFECT OR IMPROPER START-UP PROCELURE,

PURCHASE A DC EYPOT/THUMPER UNIT FOR USE ON THE KODA SYSTEM. 1IN THE
CONSTRUCTION CONTRACT THERE IS PROVISION FOR A CABLE LOCATOR~FAULT
FINDING UNIT. THIS UNIT SHOCLD SERVE WELL FOR CABLE LOCATION AND FOR
FINDING CERTAIN CABLE FAULTS, 8UT IT NOT DESIGNED FOR USE N
CONCENTRIC NEUTRAL CABLES SUCKH A5 TEOSE IN THE XCDA SYSTEM. THE
HYPOT/THUMPER EQUIPMENT IS THE ONLY TYPE OF FAULT-FINDING UNIT
VOLTAGE CONCENTRIC NEUTRAL CABLE FAULTS. THIS EQUIPMENT Is
RELATIVELY EXPENSIVE. HOWEVER, IT IS VERY EASILY COULD MAKE THE
DIFFERENCE (PERHAPS SEVERAL TIMES) OF AN OUTAGE MEASURED IN HOURS
INSTEAD OF ONE MEASURED IN WEEKS. REPAIR COSTS AND/OR REVENUES LOST
DURING ONE SUCH LENGTHY OUTAGE WOULD LIRELY MORE THAN PAY FOR THE

TESTING EQUIDMENT,

THE UNIT SHOULD BE CAPABLE OF APPLYING A TEST DC VOLTAGE OF 30KV OR
35FV AND SEOULD BE OPERABLE IN EITHER A LEAFAGE CURRENT CABLE TEST
MODE OR A THUMPER FAULT LOCATION MODE. AN EXTERNAL POWER SUPPLY WILL
ALSO PROBABLY BE NECESSARY, UNLESS ONE IS ALREADY AVAILABLE. THIS
UNIT SHOULD BE ON HAND AT THE TIME THE CABLE IS ENERGIZED, 1IF
POSSIBLE, SINCE THAT IS THE SINGLE MOST LIKELY TIME FOR IT TO BE
NEEDED.

PROVIDE OUTDOOR LIGHTING POR THE HYDRO PLANT AND STED-UD SUBSTATION
AREA, STAIRWAY, AND PENSTOCK INTARE APEAS., THIS RECOMMENDATIAN <g
EXPLAINED IN GREATER DETAIL IN PART A OF THIS ANNEX. SINCE THE
FACILITIES HAVE BEEN DESIGNED TO BE IN OPERATION 24 HOURS PER DAY,
THERE WILL BE MANY OCCASTONS WHERE LIGHTING OF THESE AREAS WILL BE
ESSENTIAL POR PROPER OPERATION AND MAINTENANCE ACTIVITIES.

UTILIZE THE TIME DURING THE ELECTRICAL SYSTEM START-UP AND CHECK-OUT
PROCEDURES TO IMPLEMENT INTENSIVE TRAINING OF EVERYONE INVOLVED WITH
PERMANENT OPERATION, THE SYSTEM MANAGER, PLANT OPERATORS,
ELECTRICIANS, AND OTHER OPERATIONS AND MAINTENANCE PEOPLE SHOULD ALL
BE INCORPORATED AT THIS TIME.

\
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19, INSTITUTE AN ONGOING PROGRAM FOR TECHNICAL REVIEW AND TRAINING. IT
IS NOT PRACTICAL TO PROVIDE SUCH TRAINING THROUGH VISITS OF OUTSIDE
TECHNICAL EXPERTS ON ANY KIND OF REGULAR BASIS, THEREFORE IT IS
RECOMMENDED THAT THE ONGOING PROGRAM CONSIST OF TWO PRINCIPAL PARTS.

THE FIRST PART WOULD BE A REGULARLY SCHEDULED TIME, RESERVED POR TECENICAL
DISCUSSION, REVIEW, AND STUDY, WHEREIN ALL THCSE INVOLVED IN THE TECHNICAL
OPERATIONS CAN POOL THEIR KNOWLEDGE AND EXPERIENCE. EACH PERSON WILL LEARN
DIFFERENT THINGS FROM THE INTENSIVE TRAINING PERICD, AND THROUGE GROUP
DISCUSSION THIS TRAINING WILL BE EXPANDED AND REINFORCED.

THE SECOND PART OF THE TRAINING PROGRAM WOULD BE TO ESTABLISH SOME TYPE GF
INFORMATION EXCHANGE WITH ANOTHER UTILITY SYSTEM OP SYSTEMS. ONE POSSIBLE
UTILITY WOULD BE FALL RIVEP RUPAL ELECTRIC COOPERATIVE (WITE HEADQUARTERS IN
ASHTON, IDANO, U.S.A.) WHICH HAS ALREADY SHOWN INTERSST IN THE KCDA PROJECT.
B-2 ELECTRICAL ENGINEERING: SOLAR PANEL INSTALLATIONS

THEZ EINGINEERING RECCMMINDATIONS STEMMING FROM THE EVALUATION OF
SOLAR INSTALLATIONS ALL CONCERN REPAIR AND MAINTENANCE OF THE EQUIPMEN
ARE AS POLLOWS:

20. DISTILLED WATEP MUST BE MADE AVAILABLE AT THE STORAGE BATTERY
LOCATION OF EACH INSTALLATION.

2l1. ARRANGE FOR A QUALIFIED PERSON TO INSPECT AND REPAIR THE DEFECTIVE
REFRIGERATION UNITS.

22. ESTABLISHE A WEEKLY LOG PORM FOR USE IN A MAINTENANCE CHEZCX. THE FOERM
SEOULD BE SIMPLE, BUT SHOULD PULFILL THE PURPOSES OUTLINED IN ANNEX 3
AND EXHIBIT (.

HeCF BE MADE AT ZACH INSTALLATION ON A SZIMI-ANNUAL BASIE, 7Tui3 mav
EEM EXPENSIVE OR DIFFICULT TO ORGANIZE. HIWEVER, IF DOKE BY
QUALIPIED PEGPLE, IT WILL EXTEND THE LIFE OF SOME EXPENSIVE
EQUIPMENT,

I
S

24. IT IS RECOMMENDED TO PROVIDE A CARD, STICRER, OR SCMETHING EQUIVALENT
ON WEICH IS WRITTEN THE NAMES AND ADDRESSES OF SOURCES FOR SERVICE OR
REPLACEMENT PARTS.

25. IT IS RECOMMENDED TO INVESTIGATE THE NEED AND METHODS OF PROVIDING
PROTECTION AGAINST LIGHTNING. THERE WAS NOT ENOUGH INPORMATION
OBTAINED TG DETERMINE THE ENTENT TC WHICH LIGHTNING DAMAGE MAY QColr,
30T IT COULD PCTENTIALLY BE A SERIOUS PROBLEM IN ARIAS HHERE
LIGATNING STORMS ARE PREQUENT. SINCE SOLAR PANELS PUNCTION ON THE
BASIS OF LIGHT STRIKING THE PANEL SURFACE, A NEARBY BRIGHT LIGHTNING
STROKE WILL CAUSE A BRIEF SURGE IN THE OUTPUT OF ELECTRICITY.

PRM:GARY WALKER/NL
DOCUMENT: 7545C
MAY 12, 1987



II. INTRODUCTION

The PVO Economic Support Cooperative Agreement between the U,S. Agency for
International Development (AID) and the American ORT Federation (ORT) was
signed on September 30, 1983 for a period of four years in the amount of
$5,000,000. The Agreement states that the purpose of the project is to
support the Government of Zaire'e (G0Z) fundamertal development objectives of
self-sufficiency in basic foods and access to basic health services for the
rural population. he objectives of the project as listed in the Agreemen:
are:

o Management and allocation of a central umbrella fund in support of
all project activities, including financing and monltoring
sub-proiect activities;

o} Upgrading indigenous PVOs as viable development agencies;

o Implementation of PVO sub-projects that conform to GCZ/USAID
developrent strategyv in three selected priority areas.

The project was also expected to assist indigenous PVOs in 2aire in the
areas of management, administration and logistics by financing sub-project
activitlee in health, agriculture and energy by providing commodities and
technical assistance. ORT, as the umbrella PVQ, was expected to “"initlate
training programs to improve participating PVOs' institutional capability.”
As a result of this mandate, ORT concluded three sub-project agreemernts as
follows:

1. "Operation and Maintenance of Rural Outreach Clinics"™ with the Fglise
du Christ au Zaire (ECZ).

2. "Rehabilitation and Maintenance of Farm-to-Market Access Roads and
Bridges” with Dévelopment Progras Populaire (DPP) of the Diocese of
Idiofa,

3. "Mini-hydroelectrification for Schools, Hospitals and Villages,” with
the Evangelical Community of Central Africa (CECA).

The largest proportion of project funds was expended for the provision of
commodities through the three sub-project activities (9627 of funcs for ECZ,
90% for DPP and 58% for CECA were spent on commodities while another 32% of
the hydro project's funds were for sub-contractor's fees.) The balance was
spent for project management, training and technical assistance. The project
was oripinallv conceived of bhv AID asg a rapidly disbursing commodity supely
project. The Cooperative Agreement was righed *5 coapletion on the lazs dav
of FY 1983 in order to obligate five million dollars during that fiscal vear,
To do so, AID waived a number of its usual practices that, in other projiects,
would normally have produced baseline data and a substantive Project Paper
against which project activities and outputs might later be measured and
evaluated.

Despite inadequate pre-project preparation by USAID, the project has met
most of its objectives and can, on balance, be judged a success. The
definition of "success" oy the Evaluation Team is considered elsewhere in this
report, however, the term refers to the achlevement of quantifiable outputs
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(commodities procured, bridges built, etc.) aud ORT's success in Increasing
the emphasis on institutional development during the course of project
inplementation. The lack of baseline data and a substantive Project Paper
make an assessment of the project's “success” in terms of the broader purpose
of the project both subjective and incomplete. Rather than dwell on
speculations ahout the poesible percentage of increase in agricultural goods
which may cross project bridges or guess the number of persons receiving
health care in uprraded clinics compared to pre~project levels, the Evaluarion
Team has focused on the lessons learned from this project which may be most
useful in the design of future PVO assistance projects in Zaire. It is in
this spirit that comments are offered in the fcllowing section and elaborated
upcn in the first part of Annex 1.

I1. PRINCIPAL CONCLUSIONS RELATING TO KEV ISSUES

2.1 Institution Ruilding

As mentioned, USAID perceived the project primarily as a rapidly
4isbursing capital input project concermed with expending funds on schedule
and for the appropriate commodities. Loag term institution buildinz was a
secondary oblective which was viewed by USAID as mostly a means to increase
local capacity to carrv out infrastructural cevelopments.

CRT placed greater emphasis on the institutional development aspects of
the project and sought to expand the scope of its involvement in thig arena.
Mcre preciselv, ORT defined "institution building” as a systematic program =
strengthen the ability of a Jocal fnstitution to deliver services e<facrivaly
and eificiently. Institution building within the project has included
assistance in reorganizing institutions, management assistance interventions,
management trairing and administrative development. When combined, these
initiatives enhance not only long term institutional viability but the ability
to become self-sustaining with respect to the provision of goods and services.

~
o
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vears ags, AID published a checklis*t for oroiects sancernad with
tiov builiding. The checkllist was darived fron am evaluation nf 300
AlD~financed proijects with an institution building element. Some of the kev
"lessons learned” are drawn from that report and compared to ORT performance
in a chart beglnning on page 9 of Annex 1. The chart and other data in Annex 1
demonstrate that ORT had a significant and positive impact in strengthening
two of the local PVO institutions (ECZ and DPP). Ir the case of CECA, less
institution building was required since CECA draws on the skills of its

American missionary community.

~
o

-
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Probably the major error in the CECA sub-project from the perspective of
institution building (assuming indigenization is a major goal) was sendine the
Americaz CECA project manager to the U.S5. for tralning on the understavding
taat ne wouid return to teach his new gxiile to Zairiaps. URT did not exhaust
the noseibilities of identifvipg a Zairlan to traip. Further, the (ECA manzger
did not inform ORT prior to training that he would leave Zaire from July
1987~July 1988, the critical period for start up of the hvdro svstem. Had CRT
known of the manager's plans, ORT would not have sent him abroad accordiag to
the ORT manager. By his own estimate, only 15% of what the CECA manager
learned in the U.S. has been transferred to anyone on site and a rerlacement
has not vet been identified.



2.2 Sustaining Project Objectives

Institution bullding is one means of ststaining project objectives,
ancther is by promoting self~-financing mechanisms and preventing donor
dependencv. Yet "gustainabilitv” has a third element - that is the quality of
inncvation and creativity. This cannot entirely be learned since it involves
cultural norms and concepts of leade:ship and risktaking, however, management
structures can be set up which encourage or stifle these qualities.

Each of the PVO sub-projects contained a self-financing aspect as follows:

The ECZORT rural health sub-proiect

The basic self-fipancing concept rests on the assumption that an initial
stock of medicines can be sold to consumers at a rate which will permit the
rural clinics to re-stock medicires and pay local salaries with the user feac
collected. The use of solar panels to generate electricity was seen as a
method to preserve the cold chain with minimal recurrent cost. Kehabilitation
of clinics pave rural communities a sense that a renewed effort to orovide
bagic health services wag underway.,

The DPP farm-to-market sub-project

The self~-financing concept centered on user fees for those roads and
bridges in the project zone. Several options have been explored by ORT, ILo,
the World Bank and others from road permits to bridge fees but no feasibls
approach has vet been found in light of the G22's positior that roads ani Tsa
maintenance are a public service. Private mainterance by some commercial
users occurs but Zaire is very far from devising a self-financing road

maintenance system at local levels as envisaged in the Cooperative Agreement.

{u

The CECA Koda Falls hvdro facilitv

Salf-financine 12 probablyv most feasible for this subh-proiecst sin-e
i1s @ core groun of censumers anle ard willine teo pav for fne servics we
costs can easily be measured and controllegq. Consultants are curreatlv

developing rats schedules to cover operating cests, amortization and a

development furnd (servirg as a.fictive loan repayment tc Jemonstrate financlal
viability to potential donors/investors in future projects.)

The "~hird element” - innovation and creativity - is the most difficult to
assess. ORT was aware of this element and sought to motivate trainees as well
as lastruct them, scught to use role playing and gaming to gain the active
involvement of staff in trainine seminars and sought to encouraege supervisory
staff to seek out initiative and reward ic.

On the whole, therefore, OKT was most successful in terms of
sustalnabilicy 4q (a) delivery of commoditles which help lncrease net assets
of local PVOs, (b) institution building through training and technical
interventions and (c) working to make the hydro scheme self-firancing. Some
guccess was achieved in self-financing rural health centers and some
contribution was made in stimulating innovation and leadership. No progress
wag made in self-financing roads and bridges.



A key constraint to achieving financial sustainability 1s recurrent costs.
For rural health zones, for example, inflation and the continuing
deterioration of the value of the Zaire plus breakage, theft and loss make
druy re-supply at the same level plus coveraze for local salaries quite
difficult, One option mayv be to use counterpart funds as a recurrent cost
cushion on a sliding scale (e.p 50%, 30%, 15%) over, say, three vears to help
stabilize the system and zive clinics more time to.adjust their system and
services to local realities.

2.3 Replicability of the Project Design

As ncted above, the Mission has concluded that the umbrella desigr, with
modifications, is replicable and should be used ag & framework for future PV
assistance in Zaire. Four aspects of the replicability of the project design
are summarized here: (1) purpose of PVO projects, (2) indigenization, (23>
criteria for selection of sub-projects and (4) relationshic to USAID. Five
other assects are discussed in Annex 1 (structure of the design, function of
the um>rella PVQ, criteria for selection of an umbzaila PVO, cost effective
icnoveticas, and criteria for gselection of local PVOs).

2.3.1 Purpose of PVO Assistance Projects

The purpose of project 097 was stated in the Cooperative Agreement as
follows: "to support...self-sufficiency in basic foods and provide access to
basic health services to the rural population of Zaire." One of the three
sbjectives of the project was listed as "upgrading indigenous PVGs as viable
development agencies.” The purpose of FVO assistance projects should be to
"assist PV0s." In other words, the second project objective should rather be
the profect purpose since it is through the PVO that obiectives suck as

increasing food production will or will not be achieved.

This 18 more than an academic distinction because it reorients the entire
conception of a PVC project away from what are essentially ends (more food,
Detter healtn) and focuzes on the aeans (development of viable TVie as

Zevelopment fmsclrutlons) ro agtzaln those ends., By GLTengiiening the means
and by ensuring that the PVOs in question are genuinely indigenous, cne
provices Zairlaas with the tools to undertake their own developrent and traizs
Zalrians in the efficient uge of those tools and how to make new tools. In
short, 1f the means (viable PV0Os) become the ends (project purpose), then the
goals of improved human weil-being will be generated and sustained from the

efforts and ingenuity of the Zairian people.

2.3.2. Indigenization
How does nne hidld 2 prolect which becomes rocted 1z a lceal culture and
local community such that it ceasegs to be or to be thought of as a "project™?
How does a project become internalized as part of the web of local vractices
and capatilities? How can a project be designed so that this potential is
inherent in the design and can eventually be realized?

A project will evolve into the local milieu 1f it ig denigned to promote
and ensure eventual indigenization of project activities. Let us take again
the example of DPP and CECA/Rethy. DPP has development as its primary purpose
and it works with its affiliate COMBILIM to sustain its development activities
financially., A complenentarity and outreach to Zairian villagers is evident

'VV
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between the commercialization of COMBILIM end the extension, training and
community development of DPP. DPP'sg Executive Coordinator and entire staff are
Zairian as 1is the director of COMBILIM.

At CECA/Rethy, after sixty years, the center clearly has evangelization ag
its primary purpose and remains an expatriate center living its own life and
providing health care services to the neighborirg Zairian communities. The
vaZue of the health care is not in dispute. The lack of commitment to
indigenization that was so clearly evident there means that the Koda hydro
facility will probably not becoze a Zairian facility but will remain "the
American missionaries' electricity system built by the American governmernt
which will also benefit some Zairians.” While the Koda Falls facility mav
have been worthwhile for other reasons, it should not set a model for future
PVO assistance 1f the definition of the purpose of PVO assistance outlined
above 1is accepted.

Finally, to promote indigenization, the project design should contain a
plan for Zairianization at a pace and at levels which will be consistent wist}
Zairian capabilities and reflective of planned Zairian training opportunities.

2.3.3 Criteria for selection of sub-projects

The following criteria are among those the Mission believes USAID should
apply when considering, or having an umbrella PVO consider, financing
Bub-project activities:

1. focus on projects which strengthen institutions and do not merelv
deliver commodities; .

2. focus on projects which address institutional problems globally and do
not confire themselves to support of a "unit” or "division” within a larger
institution. The part cannot ultimately stand without the whola.

3. focus on projects which avoid creating donor dependency and have a
specific timetable and detailed, realistic plans for achieving self~financing
statug;

4, focus on rrotects which conseive of sustainability not as an "activisy'
(e.g. road building) but as the function of the entity building the roads;

5. focus on projects which can becone self-sustaining AND are capatle of
growth. A project may eventually create a condition of replenishment (e.g.
ECZORT clinicas, possibly) but mav be using all its energies to avoid slipping
back to the previous state ({.e. having each re-supply of drugs be somewhat
less than the last as inflation erodes self-financing). Income generating
projects as adjuncts to the ECZORT effort, for example, might have combined to
generate the extra revenues villiages will need in the future to maintain the
availability of basic health care. An example might be to statlon ar an‘mascou-
attached to SANRU ip a village with the ohiacrive of helping villagers to rlzz
and implement an income generating activity with proceeds going to help
maintain the clinic and its supplies;

6. focus on projfects with genuine local roots. At DPP, for example,
Zairlans are building their own institutions, defining their own priorities
and working in the local villages of their relatives and friends. There must
be other such local PV0s;

7. focus on projects which can localize their assistance and have a
grassronts network to build on so their management and technical expertise can
be shared with the lowest units of social and economic organization;

8. continue to focus on USAID's priority sectors. They make good sense

+
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and offer considerable scope for creative activities within the criteria
outlined above.

2.3.4 Relationship to USAID

There are several advantages to USAID in establishing an umbrella PVO
project, including:

1. the use of PVOs is supported by Congress;

2. PVOs are normally less expensive than contractors;

3. an umbrella PVO with an American chief of party and mostly Zairian
technical and support staff would be even less expensive;

4. an umbrella project will raduce the managewent burden on USAID and
allow USAIT to set up a "mini~USAID" to handle a number of worthy but small
scale projects;

5. an umbrella project might also group some non-PV0 activities such as
Peace Corps affiliated projects under its mandate;

6. the PV0O approach 1s consistent with USAID's overall objectives asg
articulated in the CDSS.

III. PROJECT PERSONNEL, MANAGEMENT AND ADMINISTRATION
3.1 Personnel and Staffing Pattern

Like the project itself, the staffing pattern emerged in response to the
changing needs and priorities of the project. The Cooperative Agreement
anticipated 60 person months of expatriate technical assistance whereas 130
were eventually delivered. While the tasks performed by the additional
expatriate staff were necessary and contributed to project objectives, the
Mission concludes that host country nationals (HCN) could have been recruited

The original project design included the post of procurement srecialist.,
This post was later deleted by USAID and the CRT project manager concurred.
The Missi.n agrees that an expatriate procurement specialist was not essential
in view of the distribution of Procurement tasks between sub-project staff and
ORT/New York. Of greater value would have been a full~time HCN exoneration
and customs specialist.

previously) to ORT's headquarter's for initial orlentation and briefings also
contributed to initial poor communication among ORT/Xinshasa, ORT/headquarters
and USAID. Overreaction by the project manager compounded difficulties. After
the Mid Term Review, however, inter-personal relations ceased to be a
significant issue.

The project also delive=ed significant amounts of short term consulting
assistance (25 consultants over the LOP), much of it supplied by locally
recruited persomnel. A number of these consultancies proved to 'be of major
importance to the achievement of the project's objectives (e.g. NRECA,
CIDEP/CPA, Technoserve).



Overall, the qualiiy of persontel assigned to the project was good. The
ECZCRT technical coordinator ard '.ealth coordinator were praised by all
parties, the management specialist's work was satisfactory and the civil
englineer was technically competent but his work suffered from too infrequent
fleld visits. The HCN long term management training specialist was warmly
praised by his colleagues and trainees. The project manager did an
exceptionally good job managing the project and working to institut‘onalize
project outputs. The preject manaper has a firm grasp of development and the
conceptual and organizational skills to transform his ideas to reality.

3.2 Management Support, Administration and Logistics

The Evaluation Mission has been favorably impressed with the overall
planning, policy development and implementation effort of the ORT/Kinshasa
office. Project documentation is complete, well-organized and represents an
imoortant resource for the design of a future PVO umbrella project as well sas
for similar prolects being undertaken by USAID in health and infrastructurai
development., Financial management was also a strong point of the proiecr.
The recent audit confirmed trat CRT's iocal accounting system and procedures
were sound,

3.3 Cost Effectiveness

The overall cost of project management is difffcult to determige since it
depends upon partially subjective judgments as to what percentage of the time
of each staff person represents techni:al assistance and what sevcent
rep-esents project management. The Misglon dathered acd made its own
estimates and related these to both the dollar and counterpart budgets. For
both budgets, project management was certainly under 20% and probably under
18% with a slightlv lower percentage of counterpart funds used ;or management
tasks. (See Annex 1, part 3.2.3.1)

The Mission was also asked to compare house and office rents with thcse of
USAID and leamed that the CRT project manager's house rents far 4 thaT
tne average ourrent USAID house renral whils office rent 15 als- reasonatble,
The major areas where cost reductions could have been realized were in hiriag
HCNs for the two expatriate posts cited above and better zanagement of the

counterpart fund account to minimize idle cash.

)

3.4 Procurement

The PVO Support Project was, above all, a commodity procurement project.
Although ORT had comsiderable difficulty with its procurement system, most
commodities arrived in Zaire without excessive delav and without constraining
project objectives unduly. The longest delav and greatest confusion nccursad
i0 connection with the Procurement of the solar panels for tne ECZORT
sub-project. ORT procured hundreds of toms of bridges, hydroelectric
machinerv, sclar energy svstems, vehicles, pharmaceuticals, meiiral equlpzent,
culverts and other items. It is estimated that 80% of the items came as
ordered the first time and 100% eventually. In terms of value, about 80%
arrived as scheduled. Less than one percent arrived damaged.

The issue of procurement walvers recurred throughout the LOP. In
francophone Africa, many U,S. suppliers are either absent or not competitive
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with local or European suppliers, Nonetheless, it should be recalled that the

roject was an ESF commodity supply project whose major aim was the provisicn
of American made products in conformance with Congressional and AID
regulations.

During the project, 24 wailvers were issued and one was rejected. Of the
walvers for the ten largest items by value, USAID took an average of 6.5
months to decide whether to issue the waiver (varying from 1.5 to 10.5
months). The remaining 14 small waivers took from two to six weeks. The
re jected waiver took eight months fer a decision. Clearly, the waiver system
needs reform since delavs of several months per waiver cannoct help but
constrain project activities. In this project, the walver svstem, did not
result in the purchase of American goods. While the waiver raquirement is
clearly a function of Congressional legislation, the Mission helieves that -
et least for sub-Sahsra Africa - the outright abolition of the walver svsten
would probably have little effect on the volume of American purchases while
significartly reducing paperwork and wasted personnel time not to mentiou
project implementation delavs.

The major difficuley in recelpt of commodities has been ottaining GO2Z
exonerations In a timely fashlon. USAID previously handled exonerarions.
however, as an institutional contractor ORT was requlired to handle i{ts own.
The major constraint has been with the customs service since ORT correctly has
resisted the provision of improper gratuities. The Mission recommends that
USAID convene a half-day mini-conference of contractor pProject managers and
USAID staff to seek a coordinated approach to resolving or at least lesseaing

this constraint.

iV. USAID Project Backstopping

The Cooperative Agreement mandated USAID's "substantial involvement" in
proiect supervision and decisionmaking. From USAID's perspective, the ORT
management team was recently arrived in country, did not have the benefit of a
detailed Projest Paner for guidance and was not familiar with the suh=proiace
Zrantees with which USAID wanted GRT to sub-corntrace, The ORT prolect manazer
delieved the level of USAID's involvement to be burdensome and worked to
lessen it. Difficulties caused by this difference in perspective were reduced
substantially once the sub-grant agreements were approved and USAID gained
more confidence in ORT's management abilities.

Regarding USAID's administrative backstopping, the Mission found both
USAID project officers to be well-informed about the status of the project and
interested in its successful implementation. The current project officer was
most helpful and provided the Mission with a detailed initial briefing on
USAID's concerns and interests. The Evaluation Mission also received excellent

secretarial support from U3AID during preparation of this report,

V. TRAINING
Summary of the Training Annex

"Each sub-project had both a management and a technical training
component. The training strategy and methodological approach used by each
sub-project varied.



For DPP, an organizational development approach was uged. A dlagncsis of
management dysfunctions wae carried out. Problem areas faced by the
institution were detected and a number of actions for training in basic
management skills were recommended. Course materials were developed by the
project. Nearly all DPP managers attended the five training sessions. Having
examined the course materials, the management specialist on the evaluation
team has determined that thev are of high quality, but the sequertial order in
which they were presented might be improved,

Through ECZORT, management training and a number of technical courses were
delivered. Wwhile the management course was taught at the national level, a
more decentralized strategy of regional and zomal training was used for the
other courses. A rigorcus methodological approach was used to develop
materials for the management training course. The whole effort began by a
trairing needs assessment in a number of health zones; the results were used
as a guide to develop the materials. Four modules focusing on human,
material, finencial and drug management were produced and tested on 45 MCZ's
and PHZ administrators.

A follow up evaluation of the first four modules was carried out ten
months after they had been tested, leading to important revisions. They are
now in firal form. These modules are of high quality. Theyv are based on the
principles of adult learning methodology. While four modules are ready for
national use, two (planning and primary health care) need to be evaluated.

at the regional level, two types of courses were delivered: drug
management and vehicle repair for mechanics. ECZORT had planned to train 30
pharmacists and 37 were actually trained while 44 instead of 66 mechanics were
trained. At the zonal level, ECZORT financed five types of courses to train
community health workers and development commitree members. The quantitative
objectives that had been set for training at this level were largely
surpassed, however, the team has reservations about the quality of the
training offered,

Training at the Koda sub-project took place both in the U.S. and locally,
The sub-project manager attended a course on general management, construction,
operations, maintenance and administration of a hydroelectric plant. At the
local level a few pecple were taught basic electricity and some math and
physics. The U.S. based NRECA training program was well designed but few of
the skills learned by the sub-project manager have been transferred to
Zairians. All the Zairian employees are support, staff none of whom have the
educational foundation to absorb the managerial and engineering concepts that
the manaper learned in the U.S."

VI. The ECZORT Sub-Project

Ia view of the ongoing USAID SANRU heaith care project, it 1is appropriate
to ask why a seemingly parallel health care entity would have been established
by USAID as a PVO sub-pro ject.

The answer lies in U.S. Conzressional objections to financing projects
through the GOZ. SANRU works with the Department of Health as well as ECZ.
ECZORT was, therefore, a convenient vehicle through which necessary
commodities could be delivered to complement the SANRU project and reinforce
lts capabilities.
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As 1t turned out, ECZORT was able to provide considerably more assistance
than the deliverv of commodities (even though 96% of the project by value was
reserved for commodities). According to ECZORT staff interviewed by the
Mission, ORT (1) provided badly needed commcdities more efficlently than was
the norm for SANRU (SANRU was experiencing 25X loss of equipment and delavs of
up to three vears); (2) was able to develop administrative svstems for ECZ
which were adopted by them and greatly increased their efficlency and
recordkeeping capahilities; and (3) provided needed technical and management

training.

Project Outputs include over 200 rural health clinics rehabilitated,
$880,000 worth of drugs and medical equipment procured and delivered to scme
very remote areas, over $300,000 worth of solar energy equipment deiiverzd sad
training provided to over 125 doctors, administrators, pharmacists and
regional technical coordinators in health management. Health training modules
were also developed.

Wrereas the quality of workmanship of the "rehatilitazion” in most of the
3 P

clinics visited by the Mission was unsophisticared, what is more lzportant is
that primary health care in rural Zaire ig Sased upon comzunity participation
and donated local labor. Most rehabilitat [on consisted of minor repaires tc
roofs, windows and walls and a fresh coat of paint. The G(Z health care
system hac virtuslly collapsed so the mere presence of a rural clinic painted,
staffad by a dispenser and stocked with some basic medicines was a step

forward.

0f partisular aote 15 the izstallation cf sclar refrigeraters which heve

helped secure the cold chain vital for vaccines and certain medicatious. At
one hospital, the Mission saw a dramatic example of the solar Bysten at work.
It was used as a backup to power oxygen supplies for premature infants andc as
emergency lighting for the operating theatre. The system just at that one
hospital was credited by the chief medical officer with already saving several
lives. The electrical engineer notes that the systems are properly installed
and well malntzined except for the lack of distilled water fa- she tarsaries
i some iccatinng.

The effect on the provision of "sead stocks”™ of medicines on the
development of a sustainable user fee and Te-supply system has been mixed. In
reviewing the health coordinator's trip reports, it was noted that in some
communities user fees are "normal and expected” and gome centers have been
self-financing for geveral years. Others have been less successful. In some
areas project medicines are co-mingled with general supplies making project
monitoring and analvsis of project impact difficuit. Since there are numerous
variables affecting the ability of a eiven clinic to become seli-financing
{economic condition of the health zone., level of qctivity of rhe 1ncal healeh
compittee, length of time of ciinic operation, presence of expatriates. ets.s,
there is cleariy no single formula leading to selr-sustainabilicy.
Cengequently, the fortheoming USAID study on a wide range of cost-racovery
systems, to be undertaken by the centrally funded REACH project, wiil have
important consequences for ECZ's continuing efiorts to make rural clinics
self-gustaining.
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Overall, the ECZORT sub-project has been successful in its major purpose
of commodity provision while also providing important institutional supports
for ECZ which are now being incorporated into SANRU. Im the future, health
assistance should be channelled through the existing SANRU management
Btructure anc not placed under a separate PVO umbrella project.

VII. The DPP Rcads & Bridges Sub-Project

The DPP sub-project's objectives were to rehabilitate 750 kms of feedar
roacs by replacing aging ferries with bridges in nine locations, instailation
of culverts and improvement of side drainage at selected sites. The
sub-prcject also provided banagement training and technical assistance to DPF.
A summary of the engineering assessment of this sub-project follows.

The DPP personnel interviewed by the Mission had praise for ORT's training
interventions, particularly the "facilitation workshops”™ which provided a
framework in which DPP was able to reorganize its overall structure and
relationship with 1ts commercial affiliate (CCMBILIM). The ORT~assisted recent
resolution of several longsianding management protlems cozbined with the
ORT-financed Technoserve consultancy in the accounting area has created an
opportunity for significant institutional strengthening 1in the coming months.
For thie reason, Annex 6 is appended, which outlines ORT's and the Evaluation
Mission's recommendation regarding further managemen: assistance to DFP which
could be completed before the PACD. In brief, ORT should assist DPP to prepare
job descriptions, implement its naw organizational structure and prepare a two

vear institutional development plan.

ORT's approach to management assistance was to tie the action components
of sub-project activities to the insrtitutional development interventions so
that DPP persomnel would be able to apply the theoretical aspects of
management to the daily requirements of project execution. ORT was able to
build into the design of the project technical and management interventions
which served to build DPP as an institution ard enhance its prospects for long

- riTe -
ceTr sustaloatility,

The most frequent criticism from DPP staff was the sub-project prohibition
on their involicing of any overhead charges. Although ORT made every effort to
keep DPP's costs down by supplying multiple copies of forms, paving local
transport of laborers going to the construction sites, etc., DPP gtill
believed that implementing the sub-project cost the organization money in
personnel time and for overhead items. The Migssion believes that in future
umbrella type projects, a small overhead charge in some cases may be warranted
for local PV0Os who receive sub-grants.

The sub-project was monitored bv the ORT engineer for two yvears, however,
the quality of supervision suffered frem his Iinfrequent fileld vigits.

ORT prepared a general Teport in early 1987 on the issue of user fees for
road maintenance. Others have been prepared recently by the ILO and the World
Bank. In brief, no progress has been made on this issue since the GOZ
continues to Bee road maintenance as a public service and a number of revenue
generating schemes are impractical for rural Zaire. The most promiging
approach seems to be road license fees but the issues of whether they should
be imposed, who should collect them and who would control their disbursement
remair to be solved. '
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Summarv: DPP Roads & Bridges Engineering Annex

"The sub-project paper calls for 750 kns of feeder roads to be
rehabilitated whereas the co-operative agreement uses the figure of 300 kms,
In actuality some 700 kms were eventually affected. To accomplish this
upgrading, USAID chose to carry out the following work: replacing aging
ferries with bridges, and improvement of the road network by installing metal
culverts at selected sites and undertaking side drainage. Nine bridge si:es.
were selected. Six ACROW bridges and one Bailey bridge have been constructed
and are now In place. Two other sites destined to receive ACROW bridgina are
g8till under construction with on-going work in preparing abutments. Some .64
culverts are already installed from the 180 called for.

The bridges observed (6) are properly constructed, properly aligned, and
correctly pleced on their abutment foundations. All work appears *to be
setisfactory in this respect. Approaches to the bridges are another stoTv.
kKith the tvne of scil at the bridge sites, these access areas or apprcaches
to all the bridges are in need of attention. The sandy/clay tvpe soil tha:
has been used to comstruct these approaches will need to be replaced by doze
suitable soil such as "laterite” so that it can be properly shaped arnd
compacted, of auother solution found using the existing scil such as using a
801l cement stabilization.

A discrepancy exists in the testing of concrete samples taken from material
used in the construction of the abutments for the bridges. Nearly all samples
had failed the ccmpressive tests as rerformed by LNTP. This discrepancy
cannot be resolved by visual inspection but needs to be further evaiuated bv
an independent laboratory examining the results of the present tests and
making other type of testing. It has been recommended that an independent
testing laboratory be given a contract to uncertake this work.

In sum, it may be stated that from the inception of this project through the
various phases, {.e. project design; procurement of materials, equipment and
other commodities; technical assistance provided ir the studies Sor the
STTUCTUTRL design; deliverv, adssemdblv ares launchizg of briiges: copmstruction
of abutments and foundations; culvert installation; and various and sundry
other construction activities at and around the bridge sites; all personnel

involved performed their tasks well and that overall quality of work is good.”
VIII. The CECA Koda Falls iydro Sub=Project

The primary purpose of this sub-project i8 comstruction of a 300KW
hvdroelectric facility at Koda Falls in order to provide electricity for the
Rethy mission and Kwandruma village. The secondary purpose is to test the
economic and technical feasibility, cost effectiveness and efficiency of using
a preoregsional fism to implenment the tezhnical work. Fleally, the project was
to test whether a3 -~ural comaurnity hydro facility could become seli~Ifinancing.
A summarv of the comments in the Engineering Annex on this sub-project follows,

The understandable focus cn the technical requirements of constructing the
facility has led to a drift away from cooperation between the Rethv Mission
and the Kwandruma community. The Koda hydro committee which the Project Paper
saw as the vehicle for participation by Zairians in Kwandruma has not met for
over a year and was unilaterally replaced by an all CECA church committee. The
expatriate CECA project manager has indicated his strong preference for an

expatriate missionary manager nf the hvdro facility. The evaluaters Scund

P



leaders interviewed. Migsion recommendations include an ORT facilitated joint
missionary-Kwandruma meeting and resurrection of the Koda hydro committee with
regular mweetings until 1t {ig replaced by a hvdro facility Board of Directors.,
Thereafter, a connunity Advisory Committee composed of missionaries ang
Zairians 1s recommended to maintain lines of communication.

The user fee rate structure is also addressed at some length in Anrex 1. A
principal conclusion is that a two tier rate structure should be examined ign
which Rethy resicences and commercial consumers would pay a slightly higher
rate to subsidize flat-rate consumers who otherwise mav be unable to aiford
monthly charges. At present, nmissionaries pay 60 cents per KWH and the NRECA
study suggests self-financing could be achieved at a vear ore rate of 11 cen:e
per KWH. By raising this to 12.6 cents per KWH, monthly costs for pocr
Kwandruma residential consumers could be kept to about 215¢ per month in vear
one. This approach was opposed by the CECA manager on the grounds that the
project purpose 15 to demonstrate commercial economic viatiiiey, however, the
evaluators conclude that this purpose may be within reach whiie still taking
into consideration the social benefits to be gained from a cwo tier rate
approach. This position is enhanced when it is realized thst in vear one €3
connections for ¥wandruma flat-rate residential customers are pianned while
non-public (i.2. the residences, church, the academy for oissionary chiidren,
etc.) Rethv corsumption is estimaved by NRECA in vear cne as 55% of total
electrical output. Seeing these 1ssues through to their resolution is another
reason the evaluators recommend extending the ORT Ranager to December 31, 1287,

Summaryv: Koda Falls Engineering Annex

EXECUTIVE SUMMARY

"Construction pProgress was verified for the three electrical portioas of
the suh-project. Power plant and transformer station construction had not
begun, underground cable fransmission construction was almost complete, and
overhead 4distribution network censtruction was about 50% copnleta, Zrher
alectricsl supplies ancg equipzent, with a major excepticn of Lransformers,
were mostly available on site.

The quality of construction for the electrical oystem thus far completed
was found to be good. Design specifications were being followed and accepted
U.S. rural electrification construction standards were being met or exceeced.
Design studies and calculations were reviewed in part only, since a thorough
design review and approval had been previously completed.

Several recommendations were oresented pertaining to th
operation and maintenance of the completed farilities, Sre
recommendations address the following points:

[R 1]
by ot
[ ]

sting and the
4 ~

Cutside technical assistance during power plant start-up and testing.
Purchase of high voltage cable testing and fault iocation equipment,

Provision of outdoor lighting around generation area.

Short-range and long-range training for these people responsible for
operation and maintenance of the electrical farilities."

[= 2 o B « s}

For details see ANNEX 3, part B,
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I. Introduction: Rey Issues in Project Desian

The Scope of Work for the Evaluation Team asks the evaluation team to
determine if the project objectives as outlined in the Cooperative Agreement
have been met, if planned outputs have been accomplished, and the extent to
which the achievement of the objectives has contributed to the project goal
and purpose.

The Team has cconcluded that, f£or the mosl part, the PVO Economic Support
Project has been a success. Sub~project activities have contributed
substantially to the project purpose of supporting self-sufficiency in bazic
foods (PP} and increasing access to basic health services (ECZ and CECA).

All three proiect obj2ctives have been substantially achieved. OpT
effectively wmanaced an umbrella fung in support of sub-project activities,
ind:gencus PY0Os have been uparaded as viable development agencies and PVQ
sub=-projects have heep implepmented that conform to GOZ/USAID develcpment
Strategies,

OPT is to te commended for exceptionally good management and
administration cf a multifaceted project which is both geographiczlly and
sectorally diverse. ORT was able to build important elements into the project
which increased the *development quotient® of the activities. These elements
are consicered in sections 1.1 to 1.3 oelow and elsewnere in the report.

USAID is to be commended for its willingness to alter its original
understanding of tha project in ways which facilitated ORT's institution
building strategy. USAID's concept of an "umbrella project® used to assist
local PvVes ang manage inputs has proved viable and successful. The basic
project inodel can be replicated and should be used as a development tool.

v £res & ara criticien G oe made angé zesrs Laf

one. Many of tnezse are g L wlth at some length in the remainder of his
report. When reading the Teanm's recommencations and criticisms, it is
important to keep sight of the central fact of project success and tc recall
the many things which coulé have gone wrong and did not.

-
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The readers of this evaluation will no doubt object at certain points
that the Team has perfect hindsight vision and this is so. That vision is
meant to be a constructive one and one which adds perspective to the many
issues which have affected the project. Finally, the reader may n-te some
redurdancy in the repsrt cince the LWO nage Zrecutive Summary
abrreviated version af the fifhenn Page report which summarizes 5z anneyxes.
This structure was mandated by USAID. If the annexes are read, the brief
*report® can be dispensed with.

The remaining part of section I discusses project wide issves ané focuses
on ideas and aspects of project 097 which may have particular relevance for
future PVO support projects.
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1.1 Institution Building

The principal outputs expected from the PVQ Economic Support Projec:t were
largely physical and quantifiatle. For the health sub-project (ECIORT), S6% of
funcs were spent on commodity procurement, for the farm to market sub-project
(DPP) 90% of funds were used for commoditiec and for the mini hvéroelectric
Croject (CECA) 588 of funds were for comrmodities and anotner 3It for the fees
of the contractcors' Association. (For a cuantifiable summary of preciect
outputs, see the chart on the next page),

USAID perceived the project primarily as rapidly disbursing carital
input project concerned with expendinc funds ¢n schedule and for the
appropriate commocdities. Long term institution building was a seccadary
ofjective which waz viewed by USAID as rcstly a means to increacse lecal
cacacity to carrv out infrastructural developnents, The prciect respernded mo
to Cecnoressionel reguirsments -han to USATD rreferences,

Throuchout the life of the project, ORT placed greater ergh
instizutinanal cevelorment aspects of the project and scuakh

building within the scope of the project has included assistance i
reorzanizing institutions, management assis-ance interventions, nz
training ard adrinissrative develzorent, Wher monkined, theza ini=iz
enhance not only long ‘erm institutional viability but the ability to become
gelf-sustaining with respect to the provision of goods and services.

A few years ago, AID published a checklist for project desigrers and
managers concerned with the institution building process. The checklist was
derived from an evaluation of 302 AID-financed field projects with an
insvitutior huilding elemenz. Iv is instructive to enumerate some o6 the ko

.- [P

«2E3INE learned® as drawn fro~ -rac I20CrT an2 corpare ktnerw
performance and priorities of ORT within the ccntext of the PVS Support
proiect.

On the three pages following the guantifiable outputs table, the lists
and comments in column A are quoted from the AID checklist while the comments
in column B refer to the Evaluat-ion Mission's observations recarding OPT's
institution building effort. The twenty most relevant items were selected from
the 100 on the AID list as published in Effective Institution Building: A
Guide for Project Designers and Manaaers, AID, March 198&2.

Take ther, the chart, and the more derailed commencs which appear
elsewhere in cals feporc, demcnstrate that OPT nas had a signiticant and
sitive Impact in strencthening “wo of the loeal pyc instituticns {TCT and
PP). Shortcomings in this area - and there have been few - resulted more from

D>
Cverreaching than from failure to address salient issues.

a o

(]
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QUANTIFIABLE PROJECT OUTPUTS (SUMMARY)

1. General

161
54
25
le

£451,000

$299,8€0

£314,000
14
27
59
7

3. DPP SUB-PROJECT

ta

-
N

LS B 6 JES
N WU g

4. KODA RYDRO SUB-P

€53
1
4

Person months cf expatriate personnel time
delivered, of which approximatelv

Person months were technical assistance.

Short term techknical consultancies delivered

Ferson menths of lonc term HCN technical assistance
delivered.

Person mcnths of short term HCON technical as-
sistance delivered.

Rural health clinics rehabilitated

Worth of Qrugs procured & delivered

Worth of medical equipment delivered

Worth of solar equipment delivered

PHZ regional technical coordinators trained
Pharmacists trained in management

Doctors & adrinistravore “rained in mas,

Health training modules developed

ACRCW bridces inc:
ACFOW bridces teo be ing:allad by 5731787

Culveres 1ﬁs:a1195 ’

Cf planned sice drainage completed

DPP staff traiped in five seminare

Interventions leading to institutional strengthening

PCJECT
Completion of hydro facility at 4/20/87
American CECA project manager trained

Local trainees now being trained in elec-
tricity.

£



COLUMN A

1. Collect sufficient bageline data.
Because no baseline data was collected
In those communities affected by road
construction, it was impossible to
determine the asncio-economic impact of
this project coxponent. Lack of sguch
data makes the implementing institution
legs able ro plan, forecast and marage.

2. Specifv relevant institutional
iinkages. Evaluations often note
weaknesses Tesulting from inadequate
attenticr to the target institution's
cocperative and hierarzhizal relations
with other {institutions.

3. Host countrv capahilitv. More
time must be allowed cor implementing
developaent efforts which rely on
inexperienced host government (or
private sector) institutions and host
country contractors.

4, ines of authoritv. Several
profects suffered from nig-
undersrandings and conflices Tesulting
Zfrom 1li-defined relative roles of
government (or other) agencies.

he iasrituriag's

5. Assessz ¢
Capainliitiag, A t¥pical evaluation
comment: "Project design was over

ambitious in light of the insti-
tution's capabilities. This ig one of
the reason's the Froject has earned a
negative image at the institution."”

6. Check local availabilitv and
explore the iimits of loca.

expertise. Locsl staff on the project
teaw or 1o Lost Institutions are
critical to institut:on building
efforts. Be certain thev are used and
not used in appropriate wavs and times.

COLUMN B

Ingufficient baseline data collected for
the Koda proiect before implementation
began (socio~economic baseline survev
completed only in 12/86 and NRECA survey
in 4/85); adequate bageline data was
avallsble to locate bridges and culverts
at economically sound gites; ECZCRT data
avallable through on-golng ECZ and SANRL
activities.

ORT was excellent in development of
DPP~COMBILIM and in developing smooth
ECZOKT~SANRU relatlons; ORT ghou’d have
glven more attention to CECA's
relationship to the Fwandruza communicy
anc the Koda hydro committee.

The timirg of ORT interventions has
generally beer sound even though the
pace has gometimes been at the abilicy
to absorb interventions (e.g. DPP
reorganization); CECA project delavs
could not have been fully anticipated.

Iines of authority were generally clear
between ORT/Kinshasa and the
sub-projects, however, ORT sometimes
suffered problems in this area between
its London, New York, Washington and
Kinshasa offices.
Instizusticnal Tapabllliey
were carried out by ORT as a preliude
banagement and management training
interventions. A4s a result, ORT has a
most positive image at ECZ and DFP.
CECA was alreadvy known to pe able to
oversee the Koda hydro project.

258e58Tenls

to

ORT hired a local management training
specialist and used local congultants in
some areas. ORT may have been able to
make greater use of long tovm locsl hire
serscnnel In management tralulng anc
heslth interventions and should Stress
the need for thig with CECA.



7. Provide for t“e effects of
inflation. Inflation is the external
economic factor which affects nost
preiect designs. Many evaluations
reler to inflation, citing its ralsing
nf consgtruction costs and vages, and
the havoc it plays witn budgeted
financial inputs and program
ffactiveness.

» Set cormoditv prices at realist!
:evels and assure compabilitv of

iloment. The success of the public
%5 element of some ipstitution
building projects has been determined
bv thls factor. Use of
U.S5.-manufactured machinery has caused
problers on several prolacts.

8

. Sat reallstic staifine levels.

in an effort to cut contractor
msragement costs, some projects called
Zor recruitment of impossibly
multi-gkilled acdvisors or had too few
~advisors to implement the
tine-consumirg institution buildine
activities required by the projects.

10. Insist on local language
fluency. 1in francophone Africa
sevaral evaluations deplore the
absence of this skill and its
deleterious effects on project
implementat?on.

11. Anticlpate management problems.
Tarzet institution weaknesses in
management, organization and
administration are frequent foci of
critical evaluation reports statements.

12. Focus on target institution
executives who exhibit leadership
abilitv. The influence of outstanding
indiviivals when they were iz charge
15 signlificant for lastiiutlon
building,

Inflation did not much affect the dollar
account since inflation in the U.S. has
been low, however, the velue of local
currency, the Zaire, has plunged from
5.8 to 110 to the dollar since this
project was in the design phasa. Since
Zaires are obtained through sale of
PL480 commodities, the availah! ity of
Zaires has increased but sov have cnsts.

No major problems were founé of

incempatible equipment being ordered or
of the prices for needed ccmmodities
being underbudgeted, ECZ in particular

has praised ORT's commodity
procureznent. There have been secme
probleuws caused by U.S. procurement.

Staffing levels were reaiistic glvarn the
amount of project managzement reguired bv
three different sub-projects in widel v
dispersed areas, their distinct needs
and the amount of imstiturion buildine
ORT szaff was able to supply. Whether
as many expatriates were peeded ag wera
used is discussed in part II helow.

ORT 1s to be congratulated for
recruiting staff with gond language
skills. The project manager, health
coordinator and management speciglist
are fluent in French.

This was a particular strength of the
ORT management team. A steadv and
careful approach to identifying
management weaknesses and a systemetic
approach to addressing them has been a
project success.

In the case of DPP both the director of
DPP and COMBILIM attended the training
serinars; the CECA project manager was
seat to the U.S. for trafaing [Se: Annex
2); considerabie heaith training wabo
also completed with kev personnel.
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13, Indigenization is the aim of
ingtitution=-building projects. A
criticism of several proiects 18 the
lack of progress in finding and
training hoast countrv nationals for
key positions.

14, Provide for lesal transformation
where necessary and nave counse. check
the country's laws,

Analvze the tareet institution's
grasstoots support. Some projects
have tried to strangthen institutions
which have later been fcund to have
earned widespread antipathv.

15,

st on adequate
Tucticn econcaic studies.

17. Communications. Ability of the
contractor's chief of party and staff
to communicate and work closely with
host country nationals is cited 1in
over two cozen AID evaluations as
critical to the success of {zstitution
bulldinp nrolects.

18. Commoditv inputs. Late
procurement and arrival is frequently
cited as underminine institution

sroZect wnozls

R A

e d T e s

vl el .

19. Late arrival of contractor
personnal. The compialnts are

widespread and persistent in AID
evaluaticns since this factor can
undermine projects in many ways.

20. Financial obligatrions. Poor
financial management or delayed
disbursements were clized by many
avaluatlon repcris as leading to
erogion of host country institution
confidjence in both the financial and
overail capabilities of the project
team supposed to be assisting them in
institutional gtrengthening.

DPP and COMBILIM are alreadv entirely
operated by Zairians (with one
exception); ECZ is largelv staffed by
Zalrians; CECA is officially an
indigenous PVO and it has a Zairian head
in 1ts Bunia office, however, CECA/Rethy

is entirelv composed of Americans.

Appropriate legal counsel is being
provided to assist CECA get up 3
satisfactory legal framework for the
Yoda hviro faciiitvy,

DPP and ECZ ere longstanding
tions in Zaire with s*ronz 11

their communities; CEZA at Rethv nea-s
toe strengthen its relsciong with
Zairian commurity.

Inadequate

at CECA; sz
and £CZORT 4

sub=prcjec

ORT had no serious prcblems in this zrea
although some staff were stronger in
inter-perscnal skills than others.

ORT had some difficluties in
co-ordinating procurement among
international offices and keerin
service ug T2 staniaisi.

The Cooperative Agreement was conciued
on 9/30/83 and the projact manager
arrived at post 3/16/84. A TDVY director
covered from 11/83 to 3/84% but
performance was poor.

ORT's accounts are in order and beth the
Mid-Term Evaluation and USAID have
expressed satisiaction wich (KT's
performance in thls area. There were
delays and errors in pravigfan of
financial data to the field from
ORT/London via Washington but this was

solved by a personnel change in Londor.



-T-

A few typical comments made to the Evaiuation Team at ECIOPT and ar DPP
regarding ORT's imract on institutional developmen: fcllow:

"The OPT input mav have cdoubled the efficiency of “he SAERD proiece
throuch the efficient introduction of manaaerent and administratjive
procedures, Precurement by ORT was more rapld “ran AID's and, taken
together, macfe a tremendous difference ¢

23ach our coals.,”® Steve Brawster, ECZORT

a
to cur acility to function apd

Technical Coordinator (aApcil 17,

*It was a real blessing to have ORT h
become an overly large and not very e
ny useful wavs te

and ORT showed us ma
ur poor salaries, +

xecutive Coordinat.

his has metivated
r ¢{ =7

dpril 202, 1627y,

[&]

-n the case cf CEICi, much lessz i
CICA mission has exicted for over £n 3
cf its resident American missionary com
neejed since there will be Iitsje or
ir the absence of a functional hydroele
nearly all its energieg in this sub-~pro
Sserious delays caused by the contractor's Assoclation,

Prokarly the mador error in thig suid~preject from the rerfzZzotive of
institution building (assuming aome indigenization is a major goal) was the
decision to send the CECA project manager (Paul Brown) to the U.S. €or ten

waeks of training on the understanding that he would recturn to Rechy ané teach
his new skills to Zairians. orT did not exhaust the possibilities of
identifying a Zairian to receive the training before agreeing to sencé Mo,
Brown. ORT seems to have responded to pressure from CECA to selsct Mr, 2rown

2g the most efficient course af action and ¥r, Droun 354 nas ia STTOTRT nafoe
DiF otrairira oreceap thge TR wTult pe leavina fasee - o T N T R
Menins. During an interview wich Mr, Brown, it was learnes tna:t ne has
transferred, bv his own estimate, only about 1%% ~f sha materizl learnad irn
the T'.S. to Zai-ians. Az noted in Annex 2, even this training was speradic
and informal. The OPT project manager stated that, had he kncwn of Mr. Brown's
plans for a vear's leave during the critical July, 1987-Jcly, 1998 perind, he
would rot have acreed to send him to the U.S. for training in lieu cf &
Zairian. The effect of this situation on the sub-prcject is consigdered in

Annex 2 and in part VII below.

The following table summarizes the principal instity-ion buildine
inzerventionz undertaken by ORT. In each instance, tie goasr was t¢ oulld chese
interveations directly into the design of eacn SuL=projece,
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INSTITUTION BUILDING INTERVENTIONS
SUB-PROJECT: ECIORT RURAL HEALTH

interventions occurreé at the RHI level, regional technical support level
and at EC2's Kinshasa office, They included:

1. Maracement Trainina Modules, Seven training modulers and guides
veloped in: human resources, financiel mgt, eguipment ancd material mge.,,
mat., introductisn to primary health care, plarrineg, and evalus=:cn, oPT

a) Conducted a RHZ management needs assescment usi
onnaire develcoed through a consultancy with Technoserve. T+ war
red in Fenruary, 19%6;

! Twe Nat:ional WCTrkSnops were held (ma
Cctoher 6-November 22, 1986) Trese were multi-g@
Healek affpres which were iad and managed by CRT
and administrators from 21 RHIS5 were traired in
the seccorndg.

€} Pive local consultants field tested, evaluatred and revisec the
manuals in five RHZs to ensure internal consistency and conformity with

overalil institutional goals and procedures,

io

2, Pharmaciss Traininc. ORT financed and managed twe reaicnal gdro
management workshops for REZ bharmacists and ceveloped a simplified training
module for lower level personnel. This is now being used by SANRU andg the
Jept.of rublic Eealth.

2. Pecgional Techrical Coordinator's Training., Two national level worksheops
were heid for regional coordinators who are responsible for support of EC:
out

SU2-PRGJECT: PP ROADS & BKIDGES

l. Orcanizationz] needs issessment. Included legal, financial and
institutional analyses.

2. Dizgnosis of raragenent dvsfunctions and trainine needs assessment,

3. Facilitatiorn workshoops on orcanizational restructuring,

ion. A Technoserve consultancv redesianed
dures.

4. Finpancial reorganizat
accouNting systems and Broce

5. Manaaepent training, Piva trainine modules preparad,

SUB-PRUJECT: CECA RODA FALLS EYDRO PROJECT

1. Institutional development assistance. NRECA consultancies to develop
structure and user fees for the hydro facility,

2. Legal Assistance. U.5. law firm provided to draft legal documents
required bv GO? and USATH t2 set up faciliey,




As demonstrated above, ORT has nad an impcrtant, positive impact on the
nstitutional capabilities of two of the local PVOs with which it had
ub-projects. This impact will have consequences for otlier AID proiects which
Te planning to work with DPP such as the (098 roads prcject and the planned
rea Food and Market Development project {(no. 102). In this regard, the
eccmmendation in section 6.7 for more hanagement training and management
upnert for DPP over the remaining four months of thisg prolect ies of

particular urgency.

LA LI vy BN

0

1.2 Sustaining Preject Objectives

Inczitution Stilding is one peans of sustaining the project's ohij i
ver the long term. Another is by promoting gelf-financing mechanisms ard
eventing dapendency on external donor institutions. Yet ‘"sustainabii
lament bevond self-financing and bevond efficient inscitu-:
* and administration; that ig the gquality of innovation and

This gualitv carnot entirely be learned since it involvesz culrwur
onletts of lesdership and risk taking, however, manacement
can be set yp whick ancourage or stifle these gualities,
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Each ¢f the three sub-projects contained a self-financing aspact as

The BCZORT rural health sub-project.

The hazic self-financing concept rests on the assumption that an inicial
stock of medicines can be so0ld to consumers at a rate which will permit the
rural clinics to re-stock medicines with the user fees collected, The use of
sclar panels to generate electricity was seen as a low cost method of
Breserving the cold chain for vaccines and certain medicines, The
rehabilitation of clinics was Seen as a way to encourage local dispensers ang
give users a sense of a new beginning. This, in turn, was to boost confidence

;e .

14
.  y ) s s , . . S
2ns accentabilisy of =he clinices. Secticn 4.5 coneidars =nis iTaue at crantar

Sommen
-gnonh,

The DPP reads to marke* Sub-prciacs

The seif-financing concept centered on user fees for those on the roads
and bridges of the project zone. Several options have been explored from road
permits to bridge tolls but no feasible approach has yYet been found in view of
the GOZ's position that roads are a public service. Private maintenance by
Some commercial ventures who use the roads occurs but Zaire is very far from
devising a self-financing rmad maintenance system,

The CECA Koda Palls hvdro sub-project

Self-firancing iz proscably most feasible for tnis sub-project since there
is a ccre group of consumers able and willing to pay for the service and costs
can te easily measured and coritrolled. Consultants ars currently developing
rate schedules to cover operating costs, amortization and a develovment fund
{serving as a fictive loan revayment to demonstrate long “erm commercial
viability of similar mini hvdro schemes).
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The "third element” of sustainability - innovation and creativity - is the
least tangible and, therefore, the most difficult to assess. It involves
establishing an environment where motivation of staff is high, where pew ideas
and techniques are rewarded and where efficiency is praised. To some extent,
staff can learn to think creatively if they are provided with regular learning
opportunities in non-traditional (i.e. not classroom lectures) environments.

The ORT teum was aware of this element of project sustainability and
sought to motivate trainees as well as instruct them, sought to use role
playing and gaming to gain the active involvement of staff in training
seminars and sought to work with supervisory staff to encourage them to look
for and reward those who come forward with solutions (organizational or
technical) to institutional problems. This awa-eness and effort is apparent
in the training reports prepard by ORT staff and in the positive reactions
their trairning efforts produced from DPP and ECZ staff.

On the whole, therefore, ORT was most successful in terms of project
sustainability in terms of (a) deliverv of commodities which help increase the
net assets of the local PVOs, (b) insritution building through training and
technical interventions and (c) working to make the hydro scheme
self-financing. Some success was achieved in the self-financing of rural
health centers and some contribution was made in the "third element” of
stimulating innovation and leadership. No progress was made in self-financing
of roads aad bridges.

One of the difficulties in the sustainability concept is the question of
recurrent costs. In the case of the PVO Support project, the issue is most
readily apparent in the ECZORT sub~project where, once medicines and equipment
are provided to a rural clinic or health zome, it is expected that
sustainability can be achieved through the sale of the medicines to iocal
users with the funds being adequate to re~stock and pav local salaries. In
realiity, inflation arnd the continuing deterinration in the value of Zaire's
currency plus breakage, theft and loss make re-supply at the same level quite
difficule.

For future projects, USAID may wish to consider using counterpart funds as
a recurrent cost cushion for, say, three years after the end of the project.
For example, in year one the health centers might receive a fifty percent
subsidy to supplement their user-generated revenues, in year two that amount
might fall to 302 and in year three to 15%. This might help to stabilize the
system and give the clinics more time to adjust their system and services to
local realities.

1.3 Replicability of the Project Design

The Scope of Work has asked the Evaluation Team to determine i1f the PVO
Support Project can be used as a model for the design of future PVO projects
in Zaire and to make recommendations for such a design based upon specific
successes and failures of the project being evaluated. As mentioned ahove, the
Mission has concluded that the design, with modifications to be discussed
below, 18 replicable and should be used as a point of departure for future

assistance to PVDs in Zaire.(1)
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The following is both a discussion and series of recommendations which
draws upon the lessons from the PVO Support Project and from other, similar
projects in other countries. To maintain coherence, this section huas been
divided into nine parts as follows:

1) purpose of PVO agsistance projects;
2) structure of the design;
3) function of the umbrella PVO;
4) criteria for gelection of an umbrella PVO;
5) cost effective innovations;
6) indigenizacion, a goel and a necessity;
7) criteria for selection of sub-projects;
8) criteria for selection of local PV0s;
9) relationship to USAID.
1.3.1 Purpose of PVC Assistance Projects

The purpose of project 097 was stated in the Cooperative Agreement as
follows: “to support ...self sufficiency in basic foods and provide access to
basic health services to the rural population of Zaire." Une of the three
objectives of the project was listed as "upgrading indigenous PVOs as viable
cevelopment agercies.” The purpose of PVO assistance projects should be to
"assist PVOs."” In other words, the secund project objective should Tather be
the prolect purpose since it iz thrauzh the PVD that obifectivas guct ag
increasincg food production will or wiol not be achieved.

This 18 more than an academic distinction because it reoriants the entire
conception of a PVO project away from what are essentially ends (more food,
better health) and focuses on the means (develepment of viable PV0s as
development institutions) to attain those ends. By strengthening the means and
by ensuring that the PVOs in question are genuinely indigenous, one provides
Zairians with the tools to undertake their own development and trains Zairians
in the efficient use of those tools and how to make new tools. In short, 1if
the means (viable PV0Os) become the ends (project purpcae), then the goals of
improved human well-being will be generated and sustained from the efforrts and
ingeruicy of the Zairian pecple.

(1) This conclusion s relmforced by the World Bank whick recently concluded
that "the activities of the locally based groups (through PVOs) would increase
accountability and result in more relevant, better - pianned programs that are
legs costly to put in place and maintain (than) slow moving public programs”.
Zaire Economic Memorandum May 1985, Report No. 5417-ZR provides Zairians with
the tools to undertake their own development and trains Zairians in the
efficient use of those tools and how to make new tools. In short, 1f the means
(viable PVOs) become the ends (project purpose), then the goals of improved
human weli-being will he generated and sustained from the effortg and
ingenuity of the Zairian people.

L\\"
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1.3.2 Structure of the Design

The detalls of the project design should be lefr to the Project desien
team, however, the structure should strive for simplicity and promote
coliegiality among local PVQ3s and between local PVCs and the umbrella group,
The design should maintain flexibiifty for umbrella group staff to be
innovative in their approaches to sub-project activities while alsc being atle
to adjust thelr budgets in response to changing needs. As mentioned below,
Zairians should be involved fully in designing the project.

USAID 1is increasiaglv using the PVO umbreila approach as the foundation
Icr prolect design in severszl countries (e.g. Chad, Somalla, Senepgal, Hait?
When designling a new PYC support project for Zaire, the structure anc

4

lenc

s

In particular, the £nllowing design issues should be addressed:

o legal relationship between the unbrella and sub-grantees;

o compatidility of internal procedures;

o issues of varying levels of local salarles and benefits;

o authority structure (hierarchical relationships and respective grsas
of resporsibility and inniovation);

o} degree of sub-grantee budget line flexibility;

o] lepal liability for injurv or death.

1.3.3 Function of the Umbrella PVD

The primary function ¢ the umbrella PVO would be to act as a developmant
Tesource and management unit for local PV0s, a place where sub-project design
and budeeting assistance can be ottained, where mansgement guldance and
institution building interventions can be devised, where local PVOs can bring
their ideas and find help in translating them Znto solid development proposzls
wilch may then be suitable for funding. In addition, the umbrella PV0 would

- . R L . - . - v Tt e - s h - . e - o - -
Bn.LAT sub=poofact fmplementatinn, dazign Zinanelal manavEment ans

e Wta L R - .

and geograpalc priorities. It woulc
sitly orgarnlze and Zdeliver

-

Tticinate Iz evzlustlans of sub=prolects, 5177 the gut-or(

ard maintain USAID sectora
a

SvETems, Da
agreements 1

stim late Iindigcenization, reccmmerd a=d Fos

techalcal and management training and build upon some of the management
development successes of project 097,

-

1.3.4 Criteria for Selection of an Umbrella PVO

The following criteris are among those the Team would include for
selection of an umbrella PVO:

0 Belect a PVJ wnich 1is already familiar wich Zaire (e.g,
Tecnnoserve, OKT, Appropriate Technology International;;
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o select a PV( based partly upon USAID's prior experience
with the PVO in Zaire but pay special attention to the
quality cf personnel available proposed by the PVOC.
Good prior experience is meaningless 1f propcsed
personnel are not up to the management and jevelopment
tasks of the project.

1.3.5 Cost Effective Innovations

The single greatest cost to most projects is expatriate support (saiaries,

Yousing, airfares, bepefirs, furaiture, educzation allcwances, etc.). Any
Toject, and especiallv cne working with local PVCs, should exacipe closely

whether the sssistance to be rendered by an expatriste ig worth the FULL cost

0f recrultment and mainteparce.

ider (a) specifving positions to be filled by host countrw

ing bilders to submit the resumes of HCNs in their

ng & cap on total expatriate support costs that will te

espous=ve to s RF? (eitker a percentage of the totzl proscsed

Eet or an absclute dollar figure) and specifying what budget line items

constitute expatriate support or (c) placing a cap on total management costs

as a percent of the total budget and, again, defining management costs by 1ine

item.

I the P72 Zupnsre Project, fsr example, UZAID wight have stipulated that
the health coordinator and management specialist positions be Ffilled by HCNs
and capped management costs at 18% of the total budget while defining fixed
percentages of time of the long term personnel which would be considered as
technical assistance as opposad to project monitoring time. This would have
compelled restructuring of the project but without, the Mission believes, any
dimunition in project effectiveness.

1.3,0 n2igenization, a Goal and g Secesglty

How does one “utld 3 prclect which becomes rooted Zn a local culture and
local community such that it ceases to be or to be thought of as a "project”?
How does a pro‘ect b ome internalized as part of the web of local practices
and capabilities? How can a project be designed so that this potentiali is
inherent in the design and so0 that the potential is eventually realized?

A project will evolve into the ongoing activities of the local milieu if
it 18 desirned tp nromote and ensure the sventual indlgenizating ¢ rraiace
activities. Let us take again the exemeles of DPP and CTCA/Zethe, DPP Rac
development as its primary purpose and it works with COMBILIM to sustain its
development objectives financially. A complementarity and outreach to Zairiasn
villageTs !s 2vifant setween the commercialization ¢f CCHMBILIM and the
extension, traireing and commurity developwment of DPP.
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At CECA/Rethy, after sixty years, the center clearly has evangellication as
ite primary purpose and remains an expatriate center living its own life and
rroviding health care services to the relghboring Zairian communities. The
value of the health care is not in dispute. The lack of commitmert to
indizenization that was so clearly evident there meauns that the Koda hvdro
facility will probably not become a Zairian facility but will remain” the
Aperican missionaries' electricity svstem builre by the American government
which will alsc benefit scme Zairians.” While the Koda Falls hydr> fucilitw
may have been worthwhile for other Teasons, 1t should not set a model for
future PVD assistznce 1f the deiinition of the purpese of PVC assistance,
outllined above, is acceprec.

T a project to be so designed that it eventually ceases to pe "a

t,” Zairian laput should be assuraed ia the project design. A jeint

tear of Zairiang and tmericans fiveat in French should eramire

stisns oI PVC instisu-ior bullding sustaizebility and "enracinermen

éns shoull be egual parize he deslgn eifor:t wrose persoeciives azre
a +

C
2% wWhoBe superior knewledge o lecal conditlons is acknow adged,

-
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ilv, the projecs desizn shoul
zation at a pace anc at level
ties and reflective ol planne

ed to the project.

< nave contaized {a it a plan for
s wnich will be comsistent with Za‘rlan
¢ training opporturities for Zairiars
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1.3.7 Criteria for Selectinn of ut--Proiacts

The followiag criteria are among those the Team believes USAID should
apply when considering, or having an umbrelia PVO consider, financing
sub-projects or sub-activities:

0 focus or projects which Btrengthen institutions and
do not merely deliver commodities;

O I0IUS 5noproiects whlcr  acivess astitution
Frotlexs glosally ana do not confine themselves to

support of a "unit” or "division” withia a larger

institution. The psrt cazrot ultizately gtand with-

out the whola.

-
s

m -

o

focus on projects which avoid creating donor
dependency ané have a specific timetable and de-
tailed, realistic pians for achleving
self~financing atatus.

TR

@ InCus 9n orodette wnlohn cincelve ¢ sustaluatlilis

i " N w . . R I N - . -

Q0T 25 an Taciiviiy” {e.g. foad Julldiug, wuI as
the function of the entice buiidinag *he -eaca,

o focus on projects which can become self-sustainiag
AND are capable of growth. A project may eventually
create a condition of replenishment (e.g. ECZORT
clinics, possibly) but mayv be using all its
energies to avoid slipping back to the previous stace ({.e.
having each re-supply of drugs be somewhat lesgs

i
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than the last as inflation erodes self-financing).

Income generating projects as adjuncts to the ECZORT effore,
for example, might have combiped to generate

the extra revenues villages will need in the

future to maintaln the avaliability of basic health care.

An example might be to starion a Peace Corps Volun-
teer or U.N. volunteer in a village fn Bag Zaire
who would work as an "animateur” gttached to SANRU
with the objective of helping villagers plan and
carry out income generating activites ip a nuzber
cf nearbv villages. A community vegetable garder
with the proceeds going to the clinlc, a local bee
keeping operation, etc. might be consiiered.

© fncus on projects with garulne lipecal rocts, The
difference between DPT and Criis was stark., At P
the Zvalustion Mission SpoKe to cvar a dozen Zai--
lans in responsidle nositions while at Crla/Zechy
the PVZ b The CECA/Rethy

was entirely exoatriate.
mission mostly provides services ro Zeiriarns
whereas at DPP, Zairians are builETng thelr own
lnstirtution, definiag their own priorities and
working in the loecal villages wnere their friends
and families live.

s

& on projects which can localize their assis
e and have a sTeseroots, village network o
< on s0 that their Banagement and technicai
expertise can be shared with the lowest units of
social and ecoromic organizatlor.

0 coctinue to focus on USAID's prioricy gectors.
Ther make tense 3o sifer Sonsizerails secpe for
Creative activitles withiz the crite-is outliined

above.
1.2.8 Criteria for Selection of Local PY0s

Among the criteria to be used for selection of local PV0Os, the
Evaluation Team belleves the following to be most important:

o Zocus on local PY0s which are or have the potential to
bercne prelomicantly Zairian in character;

0 I9cus an PUNs whi-h bave 3 Arimary commitzunt sc
develooment and do not view develonmernt as merely 3
meazs to other ends;

o focus on PVOs with crediblilitv and villane level
networks in their areas of operation;
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o forus ci. PVis which have demonstrated their capabilities
in the past, hut remaln open to newly formed PVQs;

o focus on PVGs which are willing to work with other local
PVCs 1n a snirit of cooperatlion toward meeting ccwmon
cevelopment objectives aad avoid PV0a vhich hold
relizious blases against orter religiously based groups
which ave s:irenp enough to make cocperaticn difficult if
not impessible

o focus on Vs with strong and dynamic leadership an< a

wililinaness tc {nncvate:
~

%

O when lecal PVOs are led by exdetrlates, take time to
2xplere their {dess of develcpment and thelr atticudes
toward Zalirians, See i thev speak a local language, if
thev have nevsenal friepmds wha are lairien, 1f thev goc-
talirze wich Zalrians as scuals. while these crivteris Ta
geer Iir fToz zertral fa the selacrian 25 a V0 far
§ome, the 'isglon telieves they arte crucial to ensuring
long tern via»lilty for proiects and to 2nsuriag that
the potential for Zairianization is present,

0 when loca
exolore their 1dags of developrnent and their atrirvdes
towari thelr feillew Zairians., Sosurs thas those leadizg

spectec in their community as rersons of
integrity and comm!tment.

1.3.9 Relzrionship to USAID

There are several advantages to USAID ij establisting an umbrells PVo
project, inciuding:

Colne mge ol FU7e Se omnnglar wieh (oogrese:

S V28 ars acImally less exransive thar - nIreatieTs; (L)

v G

0 an umbrella PVU with an American Chies of Party and
mostly Zairian tecanical and support statf would be evec
less expensive;

¢ 1 umbralla prodecs will reduze the nanagesent burlen on
USAID ard allow AID to set up a8 “mini-USAID” to handle a
number «f worthv but small scale pro jects;

0 an umbrella project might also group some non-?PVC
activities such as Peace Corps affiliated projects;

e\ Aial - g 4 . - PR I ved - AT L Y
9 tae DXVT appriach s conslstent wich USATD 5 overall
. e, . R I (ST "D"T.
Ve glevavylh 45 Sldvel 4o e LWDL

{1) The USAiu cirice coulz, in a few davs, determine how much less expensive
PV0s are compare? to contractors by reviewing a sample of say, six Covperative
aAgreements and six contracts. Items to be reviewed include: (1) ovarhead an<
G & A rates; (2) comparative overhead pools; (3) the items on which overhead
1s taken: (4) comparative cos: of management; {(5) pregence of fees {(1nclucin
"hidden” PVC fees); (6) average cost of short-term consultants, etc. From ten
vears of working with contracts and knowing their cost and rates compared to
PY0s, the team leader is satvigfied that such an analvsis will demonstrate that
PVOp are glgnificantly less costly. Such an analysis, of course, must thep be

, 6\

used {n conjunction with comparative quality assessment.



II. Project Personnel
2.1 Appropriateness of Staffing Pattern

Like the precject itself, the staffing pattern emerged in Tesponse to the
changing needs and priorities of the project. It also suffered from staff
turnover caused by differences of opinion between ORT/London and the
ORT/Kinshasa project manager regarding the mix of positions and skills needed

to implement the project.
Over the three vear period March 1984 - March 1987:

o The first Admin,/Firsnce director left after gix months and the gecons
left after eipght months after which these functions were carried out by the
office manager and project manager.

© The person proposed bv ORT/London to oversee implementation of th
proiject left after nine months and was rerlaced by a project engiceer, Th
first person was a roads consultant whoe was most helpful in preparing the
project proposal since he knew the reglon well wherees the second persor was
an englneer able to monitor the construction,

0 Since the Admin/Finance Person was nct retained, the prolect then
recruited a management specialist to cenduct sone of the tralning originally
envisaged for the Admin/Finance person.

o To supvort the ECZORT sut-project, a Technical Coordinator was hired and
worked within ECZ and a health training coordinator was brought on to assist
with health manazement and procurement,

0 The proiect muneger remained with the prodect from hie iz
employment on March 16, 1984 to the present,

LPF
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While there are explanations for eech staff movement, taken together, one
of the five staif recruited by ORT/Lordon remained with the project to
completion, Fox, and four did not (Arad, Moeas, Cahen and Goder). Nope of the
four were Americans. The three staff recruited by the project manager
(Brewster, Dehasse and Emrich) ramzined with the project teo tle end of =hzi-
contracts and all wore Amewriczms, in additlon, the sreojact resruiszes
Zairian trainer (Tabaro) who has rewained with the project.

Leaving aside the detailed reasons for the varlous personnel changes which
are by cow of little interest, it should Ye noted that some of the cause of
these difficulties appears rooted in the fact that the project 2anager was
hired in Kenva and was brought directly to Kinshasa to take over the project
without anv orientation at ORT's London, New York or Washington offices. The
Project manager had never worked for ORT before and made his first trip to
London six montha after startiag work and six months after a number of
management and personnel difficultiesg began to emerge. Had the proiect manager
Seen thoroughly briefed at ORT iizadquarters berore beginning work and had a
personal relatlonship been established wlth the home oirice project starf, at
leas® some nf the pro‘ect's initlal diffirulties would have teer legsened
significantly.



2.1.1 Leng Term Positions

(ne issue raised in connection with the overall management cost of the
project is whether some of the positions filled by expetriates cosuld have been
filled as well and at less cost by host country naticnals (HCNs). After
interviewing all available remaining ORT staff in Kinshasa and comparing the
position descriptions of various posts to the types of locally avsilatle
skilled personnel, the Mission has concluded:

a’ that the health coordinatcr's position could have been filled bv a host
country national at less cost and, wizh the right person, with similar
results., In Zairaness, it should be noted that the health coordinator positicn
was 2 junior one paving only $18,00C per annum. Since a HCN would have been
paid ir counterpart funds, this entire salary over the 25 months the positicn
existed cculd have represented a savings of about 3$23,000.

5) that the management specialist's position ceuld also have heen filled
bv a host countrv nationmal. The saving in salary over the 16 months would have
amountesr ro about $47,000,

Coreiderablv more would have been saved in ccunterpart funds since house
Tent for these two positions was running about 260,000 per month each in 1985
and 262,00C per month in 1986. For the combined 41 months, this totals
22,580,006 or (very approximstely given rapidly changing exchange rates.
$50,000. The current long term Zairian ORT emplovee (a university graduate
with good skills) is earning 2260,0(0 per annuz as of April, 1287, including
all benefits. Zven assuming a higher rate for two HCNs hired to fulfill the
health and management positions (say z300,000 per annum each), their conbiged
galaries would have yielded a net counterpart fund savisgs of 21,535,000 or
about 607 of the funds spent on house rents. The estimatec dollar equivalent
1s $30,000 saved,

To summarize, ORT could have hire
lpagt 110,000 J330,000 Ln rane o

The Team concurs in the project manager's judgment that the health
coordinator and management specialist positions were needed, or at least that
the tasks performed by thoge occupying these two positions were necessary and
supportive of the project’s oblectives. It is certainly possible that, had a
HCN beern recruited for either or both of these positicns, the quality of work
may have suffered 1f an inappropriate individual had been selected. On the
other hand, this very result seems to have been the case in some of the
expatriate hirings made by ORT/London. The point is that a prima facie case
fanact be made for hiring elther a HCN or an expatriate siace their respecrive
guallilcations are or ehould be the determining factor, The proiect couid have
made a ereater affort rn ldentifv qualified HCNe for these positicos azd
reprogrammed the saved funds into other needed areas.
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This issue was discussed at length with the project manager who claiwms
that those f1llinp these positions should have been Americans since it 15 a
U.S. funded project and that they should be able tc speak English. Leaving
aside the fact that there are at least a few Americarn educated gnd
Erglighi-epeaking Zairians, the Mission does not agree that nationality ang
Englleh langpuage abilityv were of paramount importance. First, all fndivicduzls
with whoz the health cooriinator and management specialist had to work spcke
French and, second, ncae of the fcur ORT professional staff sent from
ORT/Lordcr werz U.S, citizens. Wnile the prolect manager mav have cons!ciered
vatinnallty an important factor, clearly his organization did not.

The originel project design included the pest of Procuremeut Specialist
which USAID stated it latar recoved ag uanecessary. The 1ssus of procurement
and the the amount of personnel time required to prepare procurement reques:s
anc obtaln exoneraticns 1is discussed inp part 3.4 below. CRT hired a HCMN to
facilitate excneratlons but some of this work, plus obtalning procuraercent
specifications, fell to zypairiate staff, The project manager asserts che
66t of a full-time nrocur-zment speclalist could not have been Justiiies in
erms of tle tasks to he undertaken in countrv since much of the develspment
£ procurzment lists was carried out within the sub-proiects wnile
dentification of suppliers was the responsibility of ORT/Loncdon and MNaw York.

hipments arrived in Zaire, most tasks were logistical in mature and

12 not require the services of a full-time procurement specislist.
As indicated in 3.4.3 below, the project could have used assistance in
obtafnirg exorerations aad arranzing onward forwarding of commodicies witids
caire. Zue Mission has no iadependent informaticn which wouid iead us to
question USAID's decision to remove this post and the ORT manager's deci
pot to request its reinstatemert.

Once s
probablyv d
t

sion

Regarding the question of whether the presence of a procurement specialist
would have freed up staff for mere field visits, the .1gsion concludes that
this 1s douhbtful. It appears that, at least some of the time, procurement

e - . - e PR + - = - 3 - Lt d : - . &
RTZCo2nsE av o nsve deen a cenventans cYlUuse T2 noet g 3CZnmetihiling whlzn some o
- 3 W e d R s S - N 3 s .
Preterred Co auola, A HIW excneration speclallise 4V NdaVe Deen rore

Ll Telrm
effective lessening staff time which was spent in thls area,

Finallv, USAID requested the Mission to consider whethe. the use of more
short term staff in place of the iong term health and management specialists
would have been more cost effective., The Mission concludes that the
continuity gained through long term personnel is more important than any
savings that might have been obtained, particularly if the Mission's
recommendation on the use of HCNs wasg to have been followed.

2.1.2 Short Term Pogitinng

Approximately twenty-five short term consultants were employed during the
11fe of the project. Most were Sired locally and pald with counterpart funds.,
The project manager asserted, correctly we believe, that ORT performed a
considerable service by identifying who locally was able to do what tvpes of
management tralning. This information should be provided to AID to facilitate
their own use of local consultants and to provice local consultants for other

AID projects.
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ORT/London 18 to be congratulated for decentralizing its decisionmaking
Teparding the employment of local consultants., The ORT project ]anAger was
atle to identify consultants, draw up their scopes of work, hire and pay them
under his own authority. Information about who was to be hired and for what
purpose was transmitted inm ragular monthly reports both to ORT and AID.

Cverall, the Judicious and timely use of local consultants has been a
strong point of proiect performarce and a review of a number of corsultant
Teports shows them generallv to be of 3 goocd qualiry.

2.2 Evaluation of Farsgonrel Performance

Only those lonp term personnel who have worked on the project since
Jazuary 1, 1986 are considered sluce inrfcrmation on other former emplovaes is
toc Iincompiete to bYear comment.

1) Steve Brewstar, Technical Cooriinator

Ar. Brewster has @ good renutation aceng those in ECZ with whom the
Misesion spoke and his work was praised by the p ct r. His
worxing relationshio wirch Zairiaps seems excell . Ee Iis a former Peace
Corps volunteer in Zaire.

2) Jean M. Dehasse, Management Specialist
Ms. Dehasse received positive comments from her professional colleagues at
the ORT office and from DPP persons interviewed,

3} Laurie Emrich, Health Cocrdizator
The project manager, ECZCET personpel and other ORT staff 211 pralsed hers
work as outstanding.

4) Leslie Fox, Project Manager
The Evaluation Mission has concluded that Mr. Taw hae mwravall  da—. -



~21~

6)Tabaro Tchim, Management Trainer

The project mansger, DPP and ECZ gtaif all praised Cit. Tabaro's
professionalism, competence and effective training style. During the
Team's extensive contact with Cit. Tabaro, he was observed to be well
informed and capable.

2.3 Conclusions and Recommendations
Despite a rocky start and gevera’ perscnnel changes, an effective team was

eventually put in place that was able to implement the project's objectives.
The Team, iz conclusion:

RECCMMENDS THAT ORT NLVER SEND A NEW PRCJECT MANAGEZIK TO
A FIELD POST WITHOUT DETAILED HOME OFFICE BRIEFING AND
GRIENTATION EVEN IF THERE IS5 ALREADY ANCGTHER STAFF MEM-
SER AT TEE DUTY STATION.

FECCMMENDS THAT ORT ESTARLISE A4 POLICY AT THE BEGINNING
OF A PROCECT REGARDING THE NATIONALITY OF PRCJECT PpER-
SCNYEL, HIRING OR NOT HIRING HCNs CAN BE A SENSITIVE
ISSUE FOR A PROJECT MANAGFR. A CLEAR POLICY MAKES DECI~-
SIONS IN THIS REGARD MORE DEFENSIBLE TG LOCAL STAFF AND

PRCVIDES GUIDANCE TO.THE PROJECT MANAGER REGARDING HOME
OFFICE VIEWS AND PREFERENCES IN HCN EMPLOYMENT,

RECCMMENDS THAT ORT DEVELOP A PROJECT SPECIFIC FIELD
MANUAL WITH CERTAIN STAMDARD FEATURES CCMMON TC ALL ORT
PROJECTS BUT WITH EMPHASIS ON POLICIES AND PRCCEDURES
WEICH ARE SPECIFIC OR UNiGUE TO A GIVEN PROJECT.

III. Project Management by ORT
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To begin, ORT's multiple offices in London, New York and Washinzaton, D.C.
macde it sometimes difficult to know which office constituted the home office

for what. Salarles and benefits were pald out of New York for American
exlovees and London for noz-inericans, procucemen’. Was largely uadertaken in
New York and, later, Washington with documents initially going first to Lorndon
and , later, direct contact was established with New York and Washington.
Budgeting and budget modifications were handled by London while evaluation
involved London and Washington. Most backstopping seems to have been provided
by London with procurement belng mostly 4 New York respoosicility,

While the ORT prodect manager a8 critizal of the Taskstspring he rece
(or 412 not receive) from ORT/London, one is inclined ro suspect that there
are two (or rather, four) perspectives Involved. The Evaluation Mission is oleld
atle to interview ORT staff in London, New York and Washington, Consequently,
the Mission is not in a position to analyze or comment upon the instituticnal
difficulties ORT may have experienced in communicating among its various
offices.
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A key difficulty in backstopping this project should probablv be ascribed
to the manner in which the project was created. As noted elsewhere, USAID
wanted to obligate $5,090,000 in ESF funds before the end of FY 1983. ORT was
asxed to prepare an unsolicited proposal urgently. A brief peper was written
setting out AID's notions of how it wanted to spend the funds, Cn this basis,
a Cooperative Agreement was signed with the understanding that "details would
be worked out later.” ORT then brought its new project manager on board as a
first time ORT emplovee and sent him directlv to Kinshasa with no orientacion
to ORT or the proiect. That no doukt made tha prcject manager's task more
dlfficulr and uncertain.

A week to ten days in March, 1984 to sget up communication systems, apres
on financlal reporting requirements, engage in a dialogue about the project's
purposes aand potential for coatributing to long term development goals in
Zalre and the degres of autonmory, authority and responsibility of the project
marager vis a vis ORT headquarters and USAID would have greatlv lesseréd the
frustration level end provided reeded guidance. Oo the other hand, the
impatience and overreaction of the proiect manager on a number of ocrasionz

T

ennecessatily gtrained relations between ORT,Xinshasa and GRT headquarters as
well as between USAID and ORT/Kinshasa.

3.2 ORT/Kinshasa
3.2.1 Policy Development, Planning and implementation

The Evaluation Team sslon has been favorably lwpressed with the overalil
planning, policy development and implementation effort of the ORT/Kinshasa
office. The project manager has a sound grasp of development concepts and is
committed to rooting project achievements into local institutions so as to
ensure that project activities have long lasting effects in the key areas of
insticution building and sustainability. His recruitment of others (Emrich,
Dehasse and Tabaro) who share this view of development served to build a

- - - -~ - oy h -, - d LI i
SwORTEAL ant copelftesnt apstroach te technleal management intarvert:ons ir
L 4 ., 4
sud-grantee orgzanizaticns.

Evaluations tend to take for granted what was done correctly and to
highlight shortcomings. It may be useful to enumerate briefly things which
could have gome wrong and did not. The fact that these issues do NOT fearure
ir the Team's concerns is a compliment to ORT's planning and management of
this project.

)

0 the projecr 44d NOT fail ¢o stresg indigenization as evidenzed by its
training at the gub-proiest lavel {in ECZORT and DPP, Addltlcmal lndlgenlzation
could have benefitted the project in the training area for Xoda and within the
ORT office. The Team notes ORT's success in recruiting Cit. Tabaro as an ORT
staff member as an indigenization effort.
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o the project did NOT fail to plan in such a way that linkages were
created to facilitate the transfer of skills to local people in most areas;

o the project did NOT fail to notice institutional weaknesses and address
them in a coherent and planned manner;

o the project was NOT constralned by inadequate project planning or
insuffient gtaff;

0 the project will NOT end in a manner that laportant data and lassons
learned about working with local PVOs will be lost thanks to the care with
which records have been maintalned.

The project management was also able to build trust and confidence between
the ORT st2ff and sub-project personnel over time. Initiaily, some
sub-project personnsl saw GRT as rothing more than a retsil store with no
prices attached tc the goods. The caution and sense that ORT was
"Interfering” in their organizatlions slowly vielded to a recognition of the
contributiorn CRT could and did make to strengthening their irstitutions ir
wavs which were equally, if not more important, than the comroditles receives.
Interviews with CRT, DPP and ECZORT staff have confirmed this transitior in
outlook anc the positive consequences for the project. During the first vear,
for example, ECZORT did not want ORT personnel to visit clinics without an ECZ
representative being present and DPP, at first, resisted suggestions that it
suffered from weak management capability. By the end of the project, all
staif interviewed from both organizations praised the contripution ORT made to
their institutions. This transition can be attributed in large measure to the
steady, planned application of good management aud good communication srills
to a set of project objectives that were eventually realized.

Perhaps the major difficulty in this arena was ORT's attempt to manage the
Koda project and ensure that the CECA project manager did not exceed his
authnrity. For example, wnile in the U.S. the CECA manager took it upon
nizmself to tealn a2gotlisting with Westinghouse for equisment after the owders
were aiready placed bv the respaasible coatractor (ACEC, giviag ACEC an
excuse to blame subsequent delays on interference by the manager in the
alfzics of the contractor. The CECA mazager also paid an ACEC employee one
million Zaires in bhack wages using project funds without firse checking with
ORT. CECA has no coutractual relationship with ACEC or the emploree and the
funds were being withheld as part of the payment to be made when construction
was 60% complete. In addition, there were conflict of interest problems
causing the CECA manager ro be reprimanded at one point.
tles 1z the plannirg and zanzgezent of
i Tezotzazess oI the locatlon (elght
hours flignt in a single enpgine plane from Kinshasa) and the tendencv of the
CECA manager to think of the project as a CECA rather than an ORT/USAID
iniciative. lowever, these issues were handled and the proiect has continued
to progress thanks to ORT's resolution of these igsues through close

supervision of the sub-project.

-
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AS NOTED IN THE SECTION ON THE KODA SUB-PROJECT, THE MISSION
RECOMMENDS THAT ORT CONTINUE TO SUPERVISE THE SUB-PROJECT
CLOSELY UNTIL WORK IS COMPLETED IN LIGHT OF PAST DIFFICUL-
TIES WITH THE CONTRACTOR AND THE CECA MANAGER,

3.2.2 Project Administration

Administration is clearly a strong point of this project. The Evaluation
Team found the project's files to be as corprehensive, accessible and well
organized as any the team hag seen anvwhere, Detailed and appropriate
information was availabla on each of the sub~projects, technical and
maragzement deta were kept feparate, backup flles were evailable and financial
information was clear, complete and detailed. The pProject mansger has
recaived laudatory cemments from USAID on the quaiity cf his financial reports
anc the clarltv of quarterly project performance Teports.,

The projent office alsc arpeared efficiently maraged with the assisrance
2f a competent office hacager, an accountant and a Wang computer. The projest
Lanz2eTr was atle to proviie whatever izformation the Evaluartion Team requestad
without delav., This atzencion to good organization and methods carried over
into the stress laid bv the project in macagement and administracive training
for sub-project personrel.

One area where ORT should review its policies on a global basis fg that of
the personal use of project vehicles bv expatrizte starf. The Evaluation
igsion believes that expairiate and ACN staff should reimburse USAID financec
projects for the cost of project vehicle use outside normal working hours and
for non-project activities. When expatriates have use of project vehicles for
their persornal use free of charge and the much more poorly paid HCN do not,
friction and rasentmenr are inevitable. CRT has experienced this problem
before and has been previously advised to consider establishing a uniform ORT
policy. The Mid-term Evaluation also stressed this issue and AID evertuallv

22av oI 15 ownl establlisned a UGal3 Migsiono~wize policy
rriulating the private use of vehicles. o avceld this problen :in the futurs,

the Team:

cive 513 mcazh d=
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RECOMMENDS TEAT ORT CONSIDER ADOPTING A UNIFORM POLICY FOK ALL ITS
OVERSEAS FROJECT STAFF THAT WOULD REQUIRE REIMBURSEMENT FOR THE PRTVATE
USE OF PROJECT VEHICLES. THE MISSION ALSO RECOMMEND THAT CRT PREFARE TWO
SETS OF BASIC PROJECT AND SUBPROJECT DOCUMENTS FOR TRANSFER TO USAID AT
PACD. TECHNICAL STUDIES, BUDGETS, SEMI-ANNUAL REPORTS AND SOME KEY
SUBSTANTIVE CORRESPONDENCE CONTAIN VALUABLE DATA FOR USE BY OTHER USAID
PROJECTS AND ANY FUTIRE DPVN SUDDOpT PROJECT. ORT SHOULD ALS? PRERSDRT 4
BRIEEF ANNNTATED BIRILIMRADUY QAF ~umgT DCCCMENTS AND CIRCULATE IT AMONS ATD
AND OTHER DONORS APPRISING THEM OF THE USEFUL DATA GENERATED BY THE
PROJECT WHICH MAY BE OF USE PLSEWHERE.

3.2.3 Project Financial Management

Overall, the Evaluation Team has determined that the project's management
of 1ts dollar and counterpart fund accounts has been satisfactory. The Team
reviewed the Price Waterhouse audit of counterpart funds for January 1985 to
June, 1986, all counterpart budgets and the correspondence relating to the
budgets and the audit. Dollar budgets and related correspondence were also
reviewed,
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The Scope of Work requested the Mission to review:

l)the management systems established by ORT and the sub-
grantees for accounting, property control, financial

procedures, etc.;
2) the recent counterpart fund audit;

3)the timeliness of the submisgion of required financial
reports to USAID.

These items have been examined by the Team Leader of the Mission in order
to determine the appropriateness and thoroughness of the finapcial management
systems ceveloped by ORT. The Team was also asked by USAID/Kinshasa to
address the reasonableness of costs with particular reference to housing and
office reants, and to the overall cost cof project management.

3.2.3.1 Reasonableness of Costs

In a meeting with the USAID general services director, he stated thar the
average house currently being rented for USAID employees in Kinshasa averages
somewhat over $2,000 per month for new leases. Some less expengive apartments
are currently rented by USAID for $1,600 per month while some others are at
$2,500. The recently rented house for the USAID Deputy Director is $3,i70 per
wonth. The 1987 rent for the ORT project manager’'s house is 2133,000 per
zonth or $1,209 per month.

Rents for other ORT staff have ranged from 250,000 to 275,000 between
1984~1986, including the project manager for most of that period. These rates
during the period of the rentals do nor Seem excessive. In fact, the project
manager's current rental is 40X below the average current rental cost quoted
by USAID and 60% below that of the Deputy Director's house. The Mission
concludes that the question of rental cost i8 not an issue.

The rental of office space raanged from $1,500 per month ic June, 1934 (at
parallel market rates) to $1,900 per month in 1987 for a staff of four
expatriates plus three Zairians requiring office space, a meeting room and
reception erea. The gize of the office accommodations do not seem unreascnable
and, while they are well furnished, neither the audit ner USAID hac ot jected
to the anount of funds apent on furniture to our knowledge. The office is
approximately the size of a residence and it is conveniently iocated near ECZ
and USAID. Comparing the office rent to the house rents menticned above leads
us to conclude that office rents are not exhorbitant.
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It {8 true that there was a reat increage imposed by the landlord who
thought (correctly as it turns out) that ORT would prefer to pay a higher rent
to him than to bear the cost and disruption of moving for the seven months
remainiog in the project. The Team reviewed the background correspondence
leading to the decision to pay the higher rents and notes that USAID was
consulted at the time. Given the options, the Team concludes that the decision

on rental space was prudent and reasonable.

The overall cost of project management is difficult to determipe
accurately since It depends upon partially subjective ludgments as to what
percentage of the time of each staff member was spent in providing technical
assistance as cpposed to the monitoring of project inputs and the sssociated
admlnistrative tasks., The Team asked the ORT project manager to estimate the
division of time and also asked the avallable staif to make independent
estimates. These estirtates were compared and related tc the actual work kaown
to have teern undertaken by reading trip reports and other documentatior.

For the counterpart fund budget, 1f all project management costs sare

7 to have gone to monitoring the prcject, the figures are i8% for

~ for 1386, If a share of those fundg equal to the estimated percentiges
If time spen*t on technical assistance (related to the dollar accoun

are decducted and the percentages pecalculated, the share of counterpart furds

gpent on monitoring falls to approximately 15% for 1985 and 13% for 1985.

“ =
1985
f‘:Eg
'\“\l

o b

rd to the dollar account ($5 million), the project management
d by $225,000 from the 1983 Cooperative Agreement figure of

the revised 1985 filgure of $1,275,000. For this lncrease, a total
person months of expatriate staff time was delivered rather thanm the
planned 60 person months. Two issues are involved at this point: the share of
time (and thus cost) from the staff increase which can be allocated to
technical assistance and whether the gtaff needed to be increased. For a
discussion of the latter poiat, see section 2.1.1 above. Using the estimates
of the share of personnel time devoted to the provision of technical
ssistance, the peviantages of prolect mazezemant cost used Sor DT el
onltering £all to under 20%. Wlthout this Srearour of ¢asts, the Qighest
perceatage found for project management was 25.5% (1986) but the Team beiieves
this percentaze ig misleading giver the substactial techoical aesistance

delivered to the project.

)

13

Finally, 1t should be noted that ad justments to the project management
budget and to the sub-project budgets over the 1life of the project do not seem

n Raaeo -
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3.2.3.2 Timeliness of Financial Reporting

In discussions with USAID and ORT/Kinshasa, it has been confirmed that
counterpart fund expenditure reports w-.re provided to USAID on time. Fimancial
reports for the dollar sccount were originally due to be submitted to USAIL
one month after the close of the reporting period. ORT requested an
acjustment to permit the submission of data withi; two mocths of the close of

the perfod and USAID azreed to the modificarion.

Despite thils, at least 25% of the doliar asccount reports were received
late by USAID. These reports were generated by ORT/London and 9RT/New York and
th. delays seem to stem meinly from the ccmplex and somerimes inefficient oK
practice of having ORT offices in three cities on two continents involved in
backstopping and financial ranagezent of the project. Given the fact thiat tre
Couperative Agreesment wes signed with the American ORT Feceraticn and that
proiect funds were from the U.S. government and kept in g U.S. ac:sunr io-
a Federal letter of Credit procedure, the Team:

AL
Vel .
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RzCOMMENDS THAT CORT ESVIZW ITS FINANCIAL MANAGEMENT AND REPCRTING SYSTEM
A2ND CONSIDER CENTRALTZING THE 3ACKSTCPPING AND FINANCIAL MAMAGEMENT FOR
U.S.~FINANCZD PROJECTS IN ITS WASHINGTON, D.C. OFFICE, ALL INFORMATION
COLD BE COPIED TO LONDON TO MAINTAIN INTERNAL ORT CONTROLS BUT REPORTS
CIULD BE SENT DIRECTLY FROM WASHINGTON TO THE FIELD. IF NECESSARY, THE
TELEPHONE OR TELEX COULD BE USED TO OBTAIN DATA FROM NEW YORK OR LONDON.

3.2.3.3 Financial Mazagemert Systems

During the Tvaluatlon Teanm's meetings with USAID officials, ORT's
firarcial reportizg has been pralsed on at least three occasions. One USAID
officlal remarked that ORT's reports were “the best of any USAID project in
Zaire.”
iz conoluzes on naze 7,

al) ~
3 and the acceunting System,

1

The recentliv completed audit of counterpart fu
1
-

&
with respect to the evaluation of icterzal contro

thac:

"...the organization, document and accounts design, and procedures
employed by ORT are adequate to ersure that (1) subproiect expenditure
1s allowable, authentic and accurately and completely recorded and (2)
that funds and other assets are Properly managed and safeguarded.”

The audit also states (1) that comprehensive instructions are provided to
sub-projects, includling the preparation of budgets, utiiization of accounting
documests and joummals, suppilier selection procedures, imprest fund procedyrag
ind reportine reaquirements, (2) that accounting codes are appropriate to the
neede cof ORT and USAID, (3) that imprest funde provide a centralized control
over cash operations, and (4) that the use of a system of "fiche de suivi des

marches”™ provides a supplementarv control over sub-project budget categories,
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ORT also maintains effective property control systems with the master file
upiated everv six months. Systems also exist for the regular maintenance of
venicles and malntenance contracts exist for major equipment items,

While there are a number of contentious issues ralsed in the auditor's
report and there are a number of clarifications and rebuttals from ORT over
Specific expeniiturec or methods of calculating costs, these fall outside the
Scope of Work of this evaluation ang are a proper subject for USAID~CRT
: sior. with the auditing firm., The Tear notes that no counterpart fund
ement budget was vrepared for the lite of the project against
enditure patterns csuld be compered, Clearly such & budgzet
2 preparad. It 15 also noted tha* ORT': counterpart func
2n hac excess funds due to a cemtination of uncerspending ard
overbudgeting. More effective cagh manzgeaent could have reduced the lcss of
fuads cue to inflation while the funds remalned Ip 1 non=-interest bearing
SLTTent account. In 8¢ far as the S¥ystems anC procedures set up to manage the
Ilnanzial esperts cf the project are ccuzerned, the Evaluatlior Tean zar only
conclude that thev are effectlve and cozprehensive,
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3.3 ZET Prclect Evalaatien and ® poriing

ORT was required to gubmit an evaluation plan to USAID prior to November
30, 198i. The plan was submitted to and approved bv USAID. ORT was also
reguired to submit semi~annual reports comparing actual accomplishments with
establighed goals and objectives. These reports were -ead bv the Evaluartion
Missloz and were found to provide a thorough basis for understanding the
progress orf the project in prior years. Although not required, ORT/Kinshasa
alsc began sendizg USAID @ontily reports ia crder to facilitate USAID's
"substantlfal favolvement” in the prcject which was mandated unaer the
Cooperative Agreement. NRT aliso conducted internal evaluations of the project
Periodically. Overall, the Team found CKT's reporting process and evaluation
pian to be asound.
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3.4.1 Procurement Systems and Procedures
Two points should be noted at the outaer of this discussion:

o ORT had considerable di€ficulty in getting its
procurement system to function properly, and

0 ORT managed to get the commodities to Zaire in
Bplte oI these cifficuities ana without ma jor
4verie consecuences for the project,

pe

W/
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CRT was respcnsgible for procuring hundreds of tecas of bridges,
hvdroelectric machinery, solar energy systems, pharmaceuticals, vehicles,
medizal equipment, culverts and other items. For the procurement of these

items, ORT was puid a fee of $150,000. It would be fair to ask the following
questions:

o How was the procurement organized?

¢ Hew much was  handled directly by ORT staff and how
much was sub-contracred?

o Did the abcve make anv difference 4n terzs of cost
efflciency?

o How much material arrived on time?

o How much was damaged?

© inw much was improperly ordered or shipped?

0 How much was stolen?

¢ what conclusions can be “Zrawn or recommendatieons

Tace as & result of ORT's experiences?
Procurement for U.3, commsdicies was nendled ! aré was .ater

switched to ORT's Washington office. Commocities procured i: Lurope were
fandleq by CPT/London. The procurement fee, presuxably, wis for the sost of:

doing research on potential suppliers;

obtaining specifications;

obtaining competitive bids;

1Zectifving efficient and cos: effective transpury;
asrranging for lasurance;

prepariag documentation;

maintaining communication with Kinshasa. regarding
the status of orders, etc.

O 000090 OO

OKT/New York is reported to have sub-contracted most procuremert to
Worldwide Parts Inc. located ig Tencessee and bids were sent througn

4 - K - - o e L - 3 v . 3 . D S
Atzatiinre U2 the TRT/'VIn: 351 noaipes TAN2[ AT, CTIeTe Weve almesiazs
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78U T dnnarvact, The nrTeofect oanaver a.s0 comrlalned o fradecon Se

on tne status of silipments, making project and subprojecs: plannicg more
258 enls, The Miesian was urahle to deternine what proportlon of commodities
were obtalned through the sub-contractor and what proportion was handled
directly by ZRT staff or whether this made anv difference in the efficiency of
the operatiocn. This !5 an analysla CRT should undertake, 1f it has not Gone

8o already.

There are the usual stories of vehicles arriving without kevs, gcales and
thermometers arrivine not {n the metric sreten and having tn he corgmmad grd
argunents over who would nav for the awers trarenert cost of raturnlaz thar,
lost (or stolen, spare parts, etc. Of greater importance is the fact that the
Project manaper estimates thut BUX of the commodities came as ordered the
£ir8Y time and, 1n wtorms of value, about 308 arrived on time. ness than one
percent arrived damaged.
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The lengest delav in procurecent occurred in the solar equipment for
ECZCRT. Accordinp to the ORT proiect marnager, over twelive months elapsed
between the placement of the order bv ORT/¥inshasa and the receipt o’ a letter
from ORT/Washinpton indicarins that a comperitive procurement was required.
The vanels have been receivecd and the Misrion saw several of them in operation
at rural clinics {See Annex 3)., The Mission has ro explanatiocn for the delav
in procurement of these items.

In conzlusien, avallabla eviience indicates that CET d:¢ a reasonablv
satisiactory iob of procuring ccmmodities with some exceptions., CFT's
performance in this area is rlaized to be superior to USAID's bv severszl
ECIZORT pecnie and evea some USASD peorle Lave acknowledged thas procuTament
and distridbution of commecitiss in Zaire rematlns ¢ challenging propositisn for
evervone,
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The requirement tnar commoditlas purtchased for USAID-financad croterte
must have the!r source in the United State: unless a walver 1s ohraimas -z-
rroved burdensume o the prefect and has resulted in delavs in predect

irtlementation.

In frarcophone Africa, macy U.S. suppliers are simply not preseat ani zre,
therefore, unable ts provide the maintecance and spare parts and other SuUTPOTT
veeced for scme equipment. In other instances, the required products are not
#e< 1n a way that is famlliar to loral users (e.g. medicines often ar-:.ve
~alels iz Inglish, In capsules of JGuzg when tne norma. Suppiy oI tne
same drug is, for example, 250mg and in different colers from those suoplied
from Frazce or elsewhere in Europe)., When primarv health care projects wor
with largelv non-li:erate populations and the rursl dispenser only reads
Freach, the result is that the red pills are assumed tc be the same as the red
pills received last month, the dosages are assumed to be the same and the
translations - 1f thev are provided at all by local health care providers -
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result of these difficulties can range from everything from frust
~03s of tlme lavolved in informipng thousands of isclated rural cl
telephones of new dosages and procedures to death from overdoses.
In the case of ACROW bridaes purchased bv the project, the only
manufacturer is Thomas Storey of Britain. The project was obliged to order
the bridges through the company's U.S. subsidiary which only distributes the
bridges. ACROW USA special ordered 51% of the bridge elements in the U.S. &=

t
meet U,S. comnonentrv ryleg, To avnid seaking a watvar for che remaini-n 9%

el en el v
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fave hoaz gh 22 fram

tor repacking and silpping with the 351% U.S. portion in a single shiomeqt.
ORT/London claims it was not aware of this requirement and the British 493 of
the briises were snipped directly to Zaire and ORI had to apply for a waiver
retroactively.

of the hriden npreq | shaw chputd v ppzd fTam 2r
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While the waiver for the shkipment of the 433 of the bridges took onlv gix
weeks to ottain, the proiect manager estimates that ORT/London and '
ORT/Washington spent about nine months seeking a solution to what could kave
been a straight-forward purchase from the manuiacturer. The additional cost to
the proiect resulting from the gpeclal order in the U.S. of 517 of the
components was $450,000, enough funds to have built three bridges more tha=n
the nine comrleted bv the prclect. On the other hand, the migeicn is well
awere that an unstated oblective of an ESF coamcdity project 1s to Finance the
export of VU.S. goods even when they are conrideratly more expensive.

The Evaluation Team asked rhe proiect manazer to compile a list af me jor
Waiver requestTs during the 1ife of the preiect indicating the date of the
fecuest, the date of the declsion bv USAID on the Tequest and indicating
whether the request was granted. 0Of the 24 valwvars exanined, 23 were
eventually acproved, It took USAID an average of t.2 months to respona £~ the
ter larzest walver recuests (wish tiaq rateing ftor 1.5 ve 10.5 menths:. 07
these, nlze were approved &nd the ane which was reldected {purchzse cf
stTeptomveline) took elght months to reject. The remainlng 14 waivers took
ftim twe to elr weeks to be granted.

The amount of lost personnel time (USAID, ORT and the sub—proiect gragtee
who had te compile justifications and statistics for the waivers) has not bee
calculatec and the delav in the achlevement of project objectives canuot
2asily be extrapolated from thesge figures with any degree of accuracy.
Nevertheless, one can conclude that the waiver gvsrem results in simificant
amcunts o wasted personnel time, delays in project executlor and Tarelv
results (at least in this proiect) 1in purchases of U.S. commodiries which
would not have been Sought in any care. In the one major instance where a
C.S. suppller was strictly required, the extra cos:z to the prciect budget was
$450,000.
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CONSEQUENTLY, THE EVALUATION TEAM STRONGLY RECOMMENDS THAT AID AND THOSE
MANDATING SOURCE ORIGIN REDUTRTMENTS FOR MSAID PROJECTS CONDUCT A
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SUENEEIT ANALYS AL CLWMIND WHITHER CUTIINT w5
THEIR INTINDED UESULTS. AT LEAST FGR SUE~SAHARA AFRICA, IT wOULD
THAT EASING THESE REGULATIONS OR, IDEALLY, WAIVING THEM ALTOGETHER WOUTL

BE ADVISASLE FROM THE PERSPECTIVE OF DEVELOPMENT ASSISTANCE NEEDS,

Distribution of Commoditles

Ci

2.4.3 Local Recedpt an

Over 995 of all commodities received were safelv delivered to their
intended beneficlaries. For ECZORT, theft and breakage totaled 0.5% of goods,
all but one set of spare parts was deliverad to the DPP sub-project and all
materials arrived for the Koda SUD=Project except ror some damaged cables.

The madnr diff4anlew 1n ohe Tenelpt of commeditles has lean the
requirement that GO” exonmerations be obtained for all goords. This has rroved
to be an extremelv time-consuming and frustrating business for ORT. Some local
customs officilals are used to less rigorous procedures and a sometimes ad hoc
approach to processing arriving goods. ORT correctly held to the required
procedures and this caused delay and extra trips to the customs clearance

areas bv ORT gtaff.
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Embasey since the

Minigtry of Fo*e‘?n ffalrs was involved in thisg procass. Then {ISATD “ezin to
handle exorerstlions through {ts contacts w‘th the Miniscry of Flaasnce. Then
the U.J. Zmbassy pointed out that OKT t5 ar institutional ceniracior and
shculd, ccrsequently, handle its own exonerations. While this saved USAID
St3fl a good deal nf time ani frustration, It merelv shif:e’ fop Hu—de- o the
CRT graff, Recently, USAID establishes itg own procurament and exaneratian
urit wizh a full-rize section to hardie the JeCe3RATY DEDEeTW TY and iha
develspment of inter-peracnal relations with customs or::"*a‘q. ST
Zvaluetion Team has learmes rhat the Emsneration lnit will +=
e guracert all USAID-f’narced Drefects to ahtain Pxo1e.at‘“*s
commended for resclving this important Issue. Nonetheless, t-
Team:

RECCHMMENDS THAT USAID SHEOULD INCLUDE IN FUTURE COOPERATIVE

2RIC INFORMATION REGARDING THE INSTITUTIONAL CINTRAZ TR

FESPONSIBITITIES IN TUE ARTAS GF EXUNTRATIONS, SEIPPINS. BX

STYLES OF HUUSING, AND U.S. MISSION SEAVICES IN GENTRAL.

IV, Projecr HacKks toppir

The Cocperative Agreement stlipulates that USAID was to have
involvement”
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From the USAID perspective, the ORT management team was new and untested
whereas USAID i{s a permanent presence in Zaire with greater knowledge of
conditions in the country and of the development prisrities and strategies of
both the GOC and USAID. Further, the PVO Ecomomic Support proiect sufferec
from the lack of a Froject Paper, the absence of pre—feas{bilitv studles and
ornly minimal baseline cata. Proper background documentation for the projecrt
could have given in depth guidance on project objectives and likely
constraints. In effect, USAID saw GRT as a convenient Institutional vehisle
for implenanting certain activitles which USAID had alreadv decided upen and
which could he carried out through the rapidly disbursing ZSF mechanisc.

.
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To a considerable extent, therefore, the f{mpressi{on left in the
Cooperative Agreement that ORT was to establish criteria and select projecets
and FV0s to implement them was fiction. This fact, combined with ORT's
interest in expanding the instituticnal development compoment of the project
led, in the first two vears, to some frictions between USAID and the ORT
=aiagement. ORT submitted the required materials for the concurrence of USAID
to meet the substantial involvement clauses enumerated above. The svsteas,
riteria and eub-grants were all eventualle aoprevad and the cualiew af <hega
d 3

[ 1

LR ]

€03 15 nlsiussed elsewnere Lo thd Tecorz.

The tension in the USAID-~ORT relationship, therefore, seems to hava
emanatec from the differing concept of the prodect held by USAID officlals and
ORT personnel. TUSAID wanted rapid disbursement of funds tc purchase U.S.
commodities wiile ORT piaced kreater ewmbhaslis on the long term development
impact of the planned procuremears and the institutions who were to recieve
them. For over a centurv, ORT has fundamentally been a training institution
and it gought opportunities to uge 1i:s training expertise to link the
provision of commodities with interventions to strengthen the reciplents.

s sutstantial Izvilivement {(Sacistoppizgl of
the project was kacwn to ORT nefore the start up 0l the project and VAT nad
agreed to thls, The fact *hat *ha QOPT prciect manager found this to bhe
excessive does not implv it was inappropriate or unanticipated, Agaln, a
thorough orientation of the project manager by ORT before his arrival in
Kinshasa might have lessened some of thege difficulties. After the mid~term

RMY - . ) - - D QAT
-0 Tature and extent of UgaTn
- -

-~
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evaluation, the intensity of USAID's involvement lessened since all t
sub—grant agzrecments had by then been signed and USAID was satisiied
was being undertaken conformed with USAID's wishes. More of the actual
irplementation was left to ORT and the sub-grantees and the issue of the lavel
of USAID's involvemernt became insignificant.

e
nat what

ot

With regard to the quality and timeliness of US&ID backsterzing suprert te
the project, the major dissatisfaction expressec by the ORT proiect manzger
was the ternination of USAID's assistance in obtainiag exoneratisans and the

These Issues

th of time taken to decide on procuremert waiver recuests.
are treated elsewhere.

The Team's impresslon of the kaowledge and commitment of the USATT preiec:
officers responsible for backstopping this project was quize favorable, Bocr
Ms. Newman and Ms. Felkel had a detailed knowledge of the proieci's manw
elements, had vis{ted the project sites on several occas’cns and wera awsre of
the successes and limitations of the protect. Ther provides valighle ingizghis
to the Evaluation Tear and were able to assess osth ORT's deficlencies anc
stranpthe and those of thelr cwr crganizazion.

V. ECZORT SUB-PROJECT

5.1. Introductior to ECZORT

CZORT, (an acronvm that combines the tglise du Christ au Zaire (ECZ), the
Bub-proiect grantee, and ORI), is the executing agency for the healith secto
component of the proiect. The sub-project goal was to improve the health
status of the rurzl populetion by increasing the proporrion of rural Zalrians
that have access to basic health services by the establishment of a svstem of
se.f-sustaining community suppor:zed primary health care 1a 28 rural healsh

zones,

>
-
*

T¢ achieve the £0a%, Drodfest (37 was to assisc KVTg e TaIny Lnothe lealin
- - - - - - A 4o - >
Seviol Le atlaln the fsllowlag odlectivaes :

. to upgrade 200 curative dispensaries into full service health centers
providing promotive, preventive and basic curative services;

2. to gpread and iInstitutlonalize a self-zusta ning, affordatle basic
rural health services delivery svstem.

3. to increase the effectiveness of selected PV0g working ir the health
sector by expanding and strengthening their long term institutional
capability to implement relevant development projects in rural Zaire.

T2 sub-prolest will Ye evaluated following its pericrmance Jn providing

reauired inouts and more important, in producirg exnectad ouTPNTs andd 4n

achieving the assigned obiectives and goal.

5.2, Inputs

W\
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5.2.2.

I I ]
shs i

Personnel : 4n expatriate health coordinator serv

ORT Inputs

between the project (IRT) and the sub-prolect {EC
malor dutles included monitoring sub=- prantee exnang

determining technical assistance aeeds of gtafr trainineg,
equipment maintenance, maragement procedures and crmmeditv
selection; and monizeoring and evaluation of sub-project
activitles to assess nerformance and progr2ss. Overall,

health cocrdingter's Jot performance nas been Very satisfa

in that ail of the above duties were carried ou:r {n an effi-

and timelv manner. While the evaluation tezam appraclates her
performance, it has found ro evidence to supsort the need for an

expatriate to perfarm this particulaz j
stated that gqualiified Zairian could
the iob, thereby saving a substantial
The team belleves that insufficient e°
advantage of local expertise in th's

OFT alsc supplied a technical coorilnator whe worked wiship
ECZORT to assure project izplementation. The coordizator
performed well and wade a solid contribution to achievirng
project objectives,

inances and Procurement: A budget cf $1,752,400 1n foreien

creakdown
of expenditures see Annex 4. As stated in the project agreement,
ORT retzined the Tesponsibility for dollar disbursemert and this
became an Issue of concern at the project and the ECZ level; it
is dealt with in more deteil under project general managzement.
Counterpart funds were macde avallgble and were cdisbursed
accovding to an apprcved budget. More detailed discussion on the

management of these funds is provided dalow under EC7 Inputs,

curtency and Z. «8,224,500 1n CPF was arcr cved., For at
- bl bl >}

Procuresent foam overseas hos proved aad rellable, is
compared to the SANRU I Project which had its rrocurement
through AID/Washingron, Project 097 was by far more erriclert:
orcers that were placed tarough ORT/New York were received {ip
Kirvchasa within six meaths approxirately, while through AID,
SANRU experienced delays ranging from 12 to 24 months.

ECZ Iuputs

2]

CI's exzpected inputs were fa the categdries of personnel,
[s 98

£ -~ - - - P - - - - T S TR YO S LT s o
Sfice space, salarics for scae o the hedlil peracnnel anid, of

&)

course, management,

in general, ECZ provided all Tequired inputs to execute the
project. Both the director and deputy director of the SANRU I
project, namely Citoven Nlaba and Dr. Baer, were also appointed
to assume these roles within the ECZORT sub-project., At the
beginning, Cit. Lokangu of the ECZ's medical bureau was
appointed as the sub-project manager on a part-time basis, but
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following an internal reorganisation of the bureau, Mr. Brewster
(who had been gervinpg as the technical coordinator), was
appointed as the sub-prolect manager. Other support staff such
as store keeper, drivers, etc. were from the SANRU prcject.

ECT also provided office and warehouse space in Kinghasa. Cthar
corntributions of the ECZ and the participating PV0'g included
local laber for rehabilitation work and staff galuries for those
working in the new health centers. In all cases, local labor was
indeed previded, but. salaries for the heaalth stafsf members were
Dot necesrariiv paid by the patticipating PVOs, In accordance
with the seli-firancing policy being promoted. health zenter
staff were paid through the center's own rescurces,

ECZ management of the sub-project was genearally very
setlsiactorv. Commoditles were stored and shipped to :the healt™
tcnes in a timely manner acd all MCZ whro were vigited during the
valvatiorn trip expressed admiration for E(20RT's perinTnance ip
hipping commodities even to the most remcte areas of zhe

CULTIY on time anc with very minor cases oI lcss or damage.

Bée o 7

N o mwe

Financial management of the sub-preject was generally adeguate.
A monthly report was submitted to the project, giving details on
all expenses incurred. The team Tealizes that being Primarily a
commodity supplying sub-project, ECZORT had to incur high
expenses, especially when transperraticn is difficult ia remose
rural areag,

Outputs

According to the groject paper, the sub-project was supposed to
produce three broad categories of outputs : rehabilitation, equipmeat
and drugs, and training. Each category is examiped separately beiow,

s

ig

nadilitasinn

Each of the 3B health zones that were assisted were asked to
estimate their needs in rehabilitating health centers and
central bureau offices. In accordance with thelr own planaing,
the Chief Medical Docters (M&decins—Chefs de 7ones or MCZ)
proposed the bulldings !n need of rehabllitation work.

The prclect paper estimated rehabilitation needs based on 160
health centers, 40 reference health centers and 38 refarence
hospitals. Initiallv, the estimiated costs for each of the above
“ealth facllitles were as follows:

Z. 50,000 for the haalth centars
<. 150.000 for the reference health centers
2. 250.000 for the reference hospital
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It soon became apparent that those figures were too low as
compared to actual costs of rehabilitation in the field, Given
financial constraints, the overall rehabilitatior budger of Z.
23.500.000 remained unchanged, but revisions were made within
that budget to make more funds available for the buildings that
were in greater need of rehabilitation, 1.e, the health centers,
The revised budget allocated an average of Z. 85,000, Z, 125.00¢
anrl Z. 200.000 to each respective category.

In the fleld, rehabilitation work varied widely from one center
to ancther. It meant remering a roof, replacing windows,
repairing a damaged flocr, painring walls, etc. The sub-proiect
supplied funds to purchase the required materials localiy. The
use of those funds was left to the MCZ.

The evaluatisn tezr was not aware of a single case whsre
of those funds was decided upon jolntly by the beneficiarv
populatisn and the MCZ, Even Zone adalinistrators complaine
about not being invelved in deciding hew funds were used. It is
net certain that funds were alwavs prorerly used at the health
zone level, i.e. a gallon of paint or any other item may have
been purchased at any Price and so long as a receipt could be
produced reimburseuwent was made. In Zaire receipts do not always
reflect the actual prices of goods or services purchased: the
question of proper use of ECZORT funds for rehabilitation
remains an issue. ECZORT did not establish a reliable monitoring
system of funds that were disbursed for rehabilitation, the
zZones were required to send only a report. To date reports have
not been received from all the participating zones.

One of the MCZ's vigited by the evaluation team conceded that
ECZORT did not ensure much control of the use of rthe funds that
Were sent. He aven vointsl out that we ‘the team) were the fi-s
to ask how those funds were actuallyv used. He urged that a
systematic control system be established. The team understands
that this requires much supervigion. It also realizes that
supervision is expensive and time consuming and that limited
personnel (the project health coorainator and the sub-project
manager) had little time for supervision; however, it recommends
that this function be seriously considered by SANRU II.

The lack of control of the use of funds was aggravated by the
fact that funds were not alwavs used as soon as they were
received. wWith the fast growineg rate of inflation in Zaire, the
result 45 that most zenes have Seen incapable of puschasizg all
of the required materials.

Despite those shortcomings, rehabilitation work has taken place
in all participating zones. By the time of this final
evaluation, it is estimated that 30 to 40 % of the planned
rehabilitation work is actually complete, yet, funds have been
distributed for nearly all centers and reference hospitals that
had been proposed.

A
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The quality of the rehabilitatinn work is discussed in more
detail in the part C of the engineering report, however, in most
cases, it was not of high standard, especially in the health
Centers. Many rehabilitated health centers may require further
work in the near future. The team ccasiders that the quality of
the work performed reflects two facts. First, the amount of
funds allocated per health center was insufficlent. Lir-le
Tehabilitation can be accomplished with

Z. 85,000 (§ 800), which 1s still well below the

2. 150.000 figure estimated and recommended by a National Forum
organized Iin December 1984 by the Departmeat of Plan to address
this issue. In addition, when those funds are not necessarlyv
well used, the quality of work performed may be seriously
affected. Second, the rehabilitatiorn program was based orn
communicty participation and labor YaZ to be providec locallv.
Masons and carpenters who were use: to perform the work were not
therefore always highly qualified.

At the Vanga health zone where the central pharmacy was one of
the rehatilited buildings, more qualified masens and carpernters
were used, and the quality of the building is impressive.

Notwithstanding the quality of the rehabilitation work, the
impact on the population cannot be overlooked. This is discussed
in a subsequent section desling with the overail impact of the
ECZORT efiort.

Equipment and Drugs

Refering to SANRU's list, ECZORT provided health zones with a
standard equipment kit including microscopes, stethoscopes,
needles, bassing, scales etc. and basic drugs such as nivaquine,

- ved o b ~ v d AT
oral relvdratation salt, and penfcillis.

An end-use tracking svstem was established and proved to work
reasonably well. Records of commodities snipped from the ECZIRT
central office to the Central Bureau of the health zone (BC2)
and from the latter to the health centers were wall kent at each
location. This made it pessibtle to track all the goods that were
procured and shipped to the health center as well as those kept
at the BCZ. Any discordance between the quantity or quality of
goods shipped and thosc actually received had to be reported.
ECZORT has performer extrenely well in this, as few such cases
were found,

While the ECZORT eauipment sent to the health zones and centers
has generaily been well appreclated, the most troublesome
commodity remains the Ross bicycle. As one MCZ put 1it, "ECZORT
made the same mistake as SANRLI : they have sent ROSS bicycles
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with impressive numbers of spare parts that are less needed
(tires, spokes, saddles, and rims) while hubs which have proved
extremely fragile were not provided and canmnot be found localiv.
There was also mention of the scales that ECZORT provided. Some
MCZ complained that the DECTETO model 01171 is not reliable ;
moreover, the scales were sent with no kaickers to weigh
children.

While all the MCZ have acknowledged the importance and
usefulness of the ECZCRT equlpment package, thev have also
expressed concern about the fact that it is too stancerdized.
To cite onlv one of the simplest cases reported by one MCZ, all
the gloves received were of size 7 1/2 ; yet ameng the users,
there are people who need larger gloves. Another MCZ noted that
the heaith centers of his zones are more in neer o hamoglobino-
meters whereas he received a pelvimeter which is nice to have,
but is rot a prioritv,

The evaluation team realizes that ECZOKT could not respend to
all the needs of the health centers to be assisted. At the sape
time, it believes that actual needs should have been assessed
among the zounes to be assisted. In effect, what is a priority
need in one zone mav not be so in another. Moreover, the team
holds the view that the inputs of the MCZ to be assisted should
have been sought.

As with rehabilitation funds, the distribution of drugs to the
health centers was left mostly to the MCZ's discretion. Ia many
instances, those drugs were not sent only to health centers ths
had been proposed for ECZORT assistance but to all the health
centers of the zone.

3 +
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In gerneral, all the equipment that had been forseen was procured
and sent to the zones to be assisted. They are irn full use and
well appreciated by the medical personnel, the members of
development committees and the patients themselves.

5.3.3. Sclar Installatioas

The sub-project was supposed to instail solar papels in 40
reference health centers/general reference hospitais. Of thoae,
32 have actually been installed along with solar powered
refrigerators. The quality of the installations 1s discussed in
the section dealing with electrical engineering. However, it is
important to mention here that these installations have bean
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most valuable in rural areas. Other than the possibility of
keeping vaccines at a reference health center, hence making it
possible to undertake an outreach vaccination program, solar
power has made it possihle to have maternity gservices at night,
In one general reference hospital, emergency surgery has been
possible even at night. To show his appreclation of the gservica:
that golar power has rendered to his patients at that reference
hospital, the MCZ considered it to be a "miracle”.

Three solar pumps were also planned. By the end of the first
quarter of 1987, two pumps hacd been installed in two general
reference hospitals.

5.3.4. Training

Detalled discussior on the ECZORT training program is provided
in Anoex 2. GQuantitative objectives of the program were, in
MOst cases, surpassed while the quality was often below
standard. It clearlv appeared to the evaluation team that excapt
for the managemeat trainiag Iintended for MCZs and health
administrators, the sub-project stressed quantity more than
quality. The team recommends that follow up evaluations of
courses and course materials be undertaken so ae to comnstitute a
set of reliable and high standard matrerials that can be
reproduced and widely used throughout the country.

5.3.5, Cverall Impact

The sub-project has assisted 156 health centers and 44 reference
health centers to receive rehabilitation funds and basic
equipment., There 1s evidence that those health centers are now
providing not only curative, but also preventive and promotional
health services. Among these, mention can be made of orenatal
ani under five clinics, vaccination, apd family clanninz,

0f crucial importance is the question of the impact that the
upgrading of dispensaries nas made on the population. The
question 18 certainly premature less than a year after tne
sub-project has ended, especially if one is interested in the
impact on the long run. At present, the team can only offer its
impressions based on observations made in the fleld.

First the evaluation team observed pride and joy among the
beneficiary community members whoge health czeater's
rehabilitation had rerrinaved, Members of develcopment coxmittees
that were met during the field vigits spontaneously expressed
satisfaction for what had been accomplished in their communities
and eagerly sought more of similar actions. Second, and more
important, several cases were found where the numbers of
patlients using the rehabilitated facilities had tremendously
increased. To cite only a few, in one health center, a long time
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abondoned building (since independence) had become a hen-house;
1t has been rehabilitated and is now used as the reference
health center's maternity. Since then, the number of pregnant
voren using the center for delivery has s6teadily increased from
an average 0f 3-te- 10 to over 30 a month. The head nurse expects
this number to increase again. Another case was reported by a
MCZ that prior to the rehabilitation of the health center there
Were an average of 4 new patients seen every month. Now that
figure has increased to about 25 to 30 a morth, In another
reference health center, records showed that prior to
rehabilitation an average of 50 new patlents were registered
monthly. On April 23, when the team visited the center, the
zurse had already registered 120 new patlents. He also expected
about 150 new patients by April 30.

Of course, it is hard to ascertaicp that those results are solelv
due to the rehabilitation work that had been performed in the
health centers and to the basic medicimes and equiprment
recelved. Also it is not possible to generalize that
rehabilitation work and basic drugs and equipment wiil aiwavs
have the sams I{mpact everywhere. However, the team strongly
agrees with the MCZ's that were met during field trips, that a
well rehabilitated health center - where bagic laboratory tests
can be made, and basic medicines can be provided - encourages
patients to use the facility and has a positive psychological
eZfect on them.

5.4, Sustainability
5.4.1. Toward self~financing health care in Zaire

As voted by the World Bank, the Ministry of Health has been
unable to develop a cadre of qualified and motivated medical
teams who could prcvide supervision and evaiuation of heal:sh

zene persornel. A major constralat for tie Miaistry has bhaen
inadequate financiag which hag led inexorably to extremely low
salaries and acute shortages of medicine, supplies and aquipment.

To help offset the financial constraints in the health sector,
USAID has placed emphasis on "end-user fee systems”™ whiie
emphasizing low cost primary health care for which
responsibllity is decentralized to the RHZ level and below, A
major effort has been made by the ECZORT project to establish
and maintain an end-uger fee gystem through the provision of
"geed stocks” of medisines which, thr~ugh gale to healsh gervine
consumers, are expected to generate sufficient financial
resources to resupply the health centers and cover the cost of
as many other health center needs as possible (i.e. ir addizion
to re-supply of medicines can be added local salaries, general
supplies, spare parts for the bicycle or motorcycle used by the
health center, etc.).
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The experience of the ECZORT project in establishing and
institutionaiizing a user fee svstem has been mixed. For example, in
Equateur Province an ECZORT monitoring visit trip report noted that in
PIMU there is an autonomeus and active health committee which hires and
pays its own health personnel from user fees. The community is reported
to view these fees as "normal and expected”. The center has been
self-financing since 1978, Similarly, the health zone at Tandala
(Equateuvr) has, according to another ECZORT repcrt, "an Lmprecsive
record of auto~ finance succese”. On the other hand, somes zones (e.g.
Dingu as o September 1986) had not vet set up a Zonal Manazement
Committee which 18 a prerequisite for the institutionalization of a
user-fee system., Other centers (e.g. Kananga - Bibanea as of November,
1986) suffered from unacceptable stock management systems, making it
difficult to track supplies and restocking efforts. Elsewhere, medlcines
supplied by the project were found to have been co-mingled with genersl
zenal supplies rather than used to launch new or rehabilitazed local
health centers with an initial astock.

Oue center in the Rathy health zone has been able not cnly to cover all
of its recurrent costs, but also to save enough money to invest in
capital goods such as the purchasing of extra bicycles, Other centers
can barely save Z. 1000 a month after recurrent expenses have been pald
for.

There are numerous variables which affect the potential for long~term
self-financing of the rural health centers and these variebles were much
in evidence at the centers visited by the evaluation team and in the
many ECZORT trip reports. Among these are :

® Length of time the health center has been in operation;

® Presence and duration of missionary or other expatriate assistance;

® Economic condition of the health area, zone or region;

® Quality and commitment of local health care providers;

Presence and level of activity of the lecal Comits de 5ant® an: /or

Comité de dEévelnppement;

® Frequency of moniroring and support visits from the zonal staff (which
varied in part according to remoteness of the center and the condition
of roads and avallability of transport);

® Number of personnel whose salaries are paid by the GGZ,

Given these variables, there is clearly no single formula for achieving
the project's objectives 1n so far as self-financing is concerned. There
are also a number of issues of central importance to the concept of user
supported health care which must be addressed which 20 beyond
determining prices for medizines and se=rices and ansuting proper recnsd

keeping and accounting., Of particular importance is the question of at
what point user fees begin to be gelf defeating of the initial goal of
provicing rural health care to very poor rural populations. Obviously,
some medicines will need to be provided free of charge to some people

and some centers will be able to pay a greater proportion of their total
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costs than others given the variables listed above., The level of
self-financing in a given center nr zeone is also likely to vary over
tine as economic conditions change and other factors arise. The limited
self-financing ability which has been achieved at some centers ig
currently placed in the greatest jeopardv by the high inflation rate in
Zaire which drives up the costs of mecicine, transport, etc. (currently
estimated at 50% per annum).

Accerding to the FY 1983 ABS, USAID is planniap a study with the
certrallv-funded REACH project to do an in-depth inventorv and analysic
of a wide range of cost recovery svetems under varicus socio-economic
conditlions in Zaire. The results c¢ this grudy will have {mportant
consecuences for ECI's continuing efforts to ensure sustainablliry of
the project's achievements and will no doubt affect the plarring and
activities in the Basic Rural Heaith I (SANRU) prodect whi:h is being
lzclemented through ECZ.

It 15 bevond the abliity of the Evaluatioa Team to undertake a detalled
asskssment of the ugser~fee system within the ECZIRT prodect given the

aunber of issues to be covered bv the evaluation and the time avzllable
However, the following oY%servations do beer on this fsgue and Tepresent
the ccasensus of opinlon of the evaluation team which divided into sub
teams, inter alia, in order to vigit rural health centers in bas-Zaire,
Bandundu and Haut-Zaire. These points are elaborated elsewhere in this
report but they are ones which the USAID/REACH study should also address
in thelr forthcomine comprehensive analysis, some of which will sizplify
thelr task.

° The team found record management in nearly sll centers to be diligent
and detailed. The project introduced "fiches de contrdle” for the
supply and re-supply of medicine and supplies; records were maintained
of patient visits, of diagnoses, of findings from the use of the
microscope, of rehabilitation materials received, etc.

in several centers, the teaz 1150 saw recoras of faes collected ans
the dates on which payment was made and what medicines or services
were purchased.

In 1ts study of user-fee systems, the REACH study should obviousliy refer
to prior studies on the financing of health care svstems., Of particular

interest to Zaire may be Richard Weber's recent analysis of
aurtainahildere Af hannten . . . .- -
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Finally, the Evaluation Team believes that, while examining the variety
of cost-recovery svstens operating to one degree or another o Zlalre,
the REACH study should also investigate asd produce u 8eparate report or
arnex dealing with the microeconomic context in which the health care
system anc its individual rural centers must operate. This would include
real opportunity costs to consumers of resources used in accuiring
health care, the threshold of resistance to paving for heaith care by
persnns with varving household iaceomes, the possiblility gnd cultural
factors which may promote or constirain community level health irsurance
schemes, prssibly managed by 3 Conité de Sant€ or g zora. conmmitiee, the
axisting expenditure patterns of household incomes 4 sazple villsges,
the variation in avellability of financial resources at difzerent nt

of the year, etc.

. Corrunity Participation

As noted abcve, the sub=proiect soucht to estatlish a communirc
crted health svstem in the rural areas. Although the pro‘e
neither specifles what participatior is, mor incicates hLow
Bhouli be meagsured, the team believes that, 1a sc far as hea_th

ctivi<ites are concerned, it cau be assessed through a few in
such a3
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(1) the cegree of involvement in a project of commen inzerest to the
community, e.g. contributing labor or materials (sand, gravel, wood,
etc.) for the construction of a building at the hezlth certer.

(11) the degree of acceptance of health related messages and that of
urging others to do the same, for example, the message may be to
attenc under-five ciinics, a family attends and encourages others to
do the same.

(111) the degree of interest in all matters related to the health center,
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It clearly appears that such indicators can hardly be a2ssessed in
quantitative terms, except saying for example, X number of meetings were
organlzed and Y number of people attended., While such measurements aay
8lve useful indications concerning community participation, they say
little about {cs quality. Participation is more & guestion of
motivation. For example, there {ig true participation in the comstruction
of the health center not becauge people are forced to, but because they
have come to appreciate the necessitv for them to do so.

02 capital laportance from the evaluation standpoint is the question of
whelhier ile BUL-project has been success:ul in promoting community
narticip.tion. "nfortunataly, ‘¢t {35 a difffcelt questioa to address,
because there are no established criteria to measure gsuccess ‘n this
area. All that can be said from field observation and reports is that
there exists some evidence of community participation as far as

contribution to rehabilitation work is concerned, and that this
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participation varies. With the short visits made by the team, it could
only assess this degree of variation through the dvnamism and enthuglasg
expregsed by the "Comités de développement ". Just what determines such
variation, 1s another crucial question that the team {s unfortunatelv
urable to answer. As discussed in the section on traianing, this {s a
point where the present evaluation Joins one of the conclusions reached
by the SANRU I final evalution: qualitative research is needed to guin
clearer understanding of factors that affect community participaticn in
Tural Zaire.

The most visible and cruclal factor that is very likely to uccdermize the
efiosts of development committee members - who serve as catalvsts in
ensuring that the otier mermbers of the community participate - is

voeluntary work. Theyv have conglstently asked for a sala:v or gome other
8ort of incentive, e.g. free medical care. They have bern t2ld gevers
tides that their work is voluntary, but this fs not well accepted,

v o S

Tesult, many mexbers become less apd less active, which iz sure arf
the degree of particlipation of the rest of the comaunity menbers.

Benevclent work is certainly a limitlrg factor, but ic 1g stil
2ece2ssiry to fird out why participation varies among or within

comrmunzties while it is free “pn all comaunities,

Institutional Strengthening of PVOs

The sub-project was also expected to increase the effectiveness of
selected PVOs working in the health sector by expanding and
strengthening their long term institutional capability to implement
relevant development projects in rural Zaire.

A number of actions were undertaken by the sub-project in an effort to
meet this objective:

]
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i At the natioral level, the sub-project estahlished
procecures of contrpl of counterpart funds and commedl
system fas teen established and the medical bureau of ECI can new
use it through the SANRU II project that it manages, Although the
system has been established, it does not follow that ECZORT
itself used it efficiently. As previously discussed, funds that
were disbursed for rehabilitation were not suificiently
controlled.

i1 At the regional level, the sub-project held two training seminars
for the ECZ's managers of the "Groupes Techniques R&gioneux”
{GTR). As dlscussed in the traiuing section of this report, tnes
Seminars oougit to lapart basic aklils in planning and evaiuaring
a regional development project. The evaluation team wag uratls ¢
meet with those regional managers of the GTR, moreover, no follew
uUp nas taken place to enquire about their performance 1in using
those sgkills.

2]
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1iif At the local level, the sub-project contribution has been the
training of MCZs and rural health zone administrators in the
management of humagz, flnancisl, drug, and material resources, ancd
in plarnaing and evaluation.

A3 wag the case with other objectives of this sub-project, no clear
Indicators had been defined during its concepticn phase, therebw maring
it 24f74nult for the evaluation team to assess the degree of success of
the sub-preoject in acnieving the objectives.

in the Evalustion Team's view the third acrion, that of trai
aac admlinistrators inp management, planning and evaluation, 1is tne nost
{mrortant action, followed by the training of GTR managers. The
manirzement nodules are technically of high quality and have rsa
large rtarget pcpulation, that of MCZs and adninistrate-g, Thais
wlll be continued by SANRU II and will reach all MCZs & d admint

- .
iz Zatre,

T-e course on regicnal placning and project evzluation will have tg be
evaluat-d before much can be gaid about it. With regard to the control
s¥stem ~hat EZCZORT has es:abl:ghed and is now ir use by SANRU, rhe tennm
belleves that it may track the location of equipment sent to the zones,
but it is much less efficient concerning the use of funds in the field.

While the Team appreclates the contribution of rhese tliree actions to
the cffecilveness of PVOs, it belleves that wore could nave been dcne at
the local level, for example, training Pvds in integrating “ealth
related activities into other econoamic activities at the communicy
level, The LOKO experience in Equateur Proviace where econonic and
health activities are rlanned and executed ag a joint and integrared
effort by the health zone could have been examined and taught to othar
health zones. Of course, that is only an example to illustrate that the

R ks P o1 . P 4 . - N -
SUR=2T0 ez could have rhsuahr about 2gce actlsns -
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5.5. Lesscrs Leamed

As a comrodity procurement sub-pro ject, ECZOKT hasg undoubtably
successfullv achievad itg oblectives 1in an amaziagly short period of time.
Given the size of Zatre and its poor transportation network, ECZORT must be
highly commended for procuring commodities and funds and shipping them to 40
health =ones, many of which are gcattered in remote areas of the country. From
the viewpoint of the marticipating healrh zozes, ECZORT intervertion '-35 so
fast, 80 easv to obtain, wirth virtually no etrings attashed tn it thar sevaral
MCZs called it Irue aid. Good programming, good knowledges of the
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tracsportation companies and mostlv the fact that ECZORT worked hand in hand
with SANRU I and hence benefitted from itg experience are gome of the factors
that account for the success.

Mort gquantitative objectives of the sub~project were achleved and even
surpassed, while qualityv control was overlookad in several instances., For
exacple, funds were sent to rural health zones for rehabilitatisn but there
was no rellable mechanism to ensure that the funds were well used in the field

ana that the work that was uadertaken with thogse funds wasg of acceptable
qualiity.
L comp~dities and funds for 1
U to ernsure institution building with the
Maregement and technical trainiag was provided especiallv
e ECZ, as the sub-projec: grantee, benefitrsed fronm
4 - -
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evaluation team's opinion are of nigh quality, wer-
ageessment, were triec out on a target group and the
follow-up evaluation.

It is certainiv oo soon to asgess the izpact cf ECIZOGRT iptervenrion. The
team can oniy report on two major observations 1t made from its field trips in
the participating health zones.

(i) There 1s pride and a sense of achievement amonpg the community
members whose health center has been rehabilitated and can provize
basic medicines and laboratory tests. There is no doubt that ECZORT
intervention has been considered salutary especially where a

N
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ilspensers Rag rean In ruin and 12an.ecnea, Thoere rhe ¢

greater anl ECIORT intervantlon was most vasued,

(11) There is evidence that several health centers which have received
ECZORT intervantion are now used by more patients than befors.

The ultimate goal of the sub~project was to develop a self-sustainable
health system in rural areas. The team considers that ECZORT has undertakern an
izportant step in laying the groundwork for such a svstem. In effact, gsuch a
system must be based on two important and {nterrelated concepts:
self-flranzing and community participation. Through ECZOAT incervention, it
has been possille Lo eusure some desree of self-rinancine ana of communiry
11} ther

particination, however, twe main factore may homner this effars
th2 diffleult economic condition of the country w. .. 1ts fast growing rate of
inrlation which makes the cost of health care more ana more unbearable to the
rural poor, and community participation does not geem to be highly appealing.
Little i{s known about the factors that determine the degree of community
participation in Zalre. tlowever, it appears that 1its voluntary nature may be
gelf-defeating altogether. The need for gaining cliearer understanding of
community participation in Zaire i3 urgent.
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fecumaendations

ECIORT experience in dirtributing commodities was so successful and usefyl
ir the f{ield that a similar approach should be consicdered by SANRU II.
Aalthouph SANRU II, whichk ig Bupposec to take over ECZORT activities ip 100
zones, may goon become overwhelmed by its own activities and those of
ECINTT, the latters experience in commodity distribution should not be

lonrt.

OR7 nas teen comparatlively more efficient in Frocurine commodities for
SANET than USAID, GRT 2ight be corsliered for the procuremealr of
commadities In the Zuture for SANKU II 17 thie 18 feasiitle,

ECLORT activities are carried out Ly another gimilar grzlect or by
SanEL 11, care should he taken that net only guaniitative oliecrivas se
SOURTT B4 more emohasgls he ladd on cuvality centrol, In line with suig
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1L. Mere supervision should be scheduled to make sure that fupde are
prcperly usged.

11, The rehatliitation package shouvld make provision for a contract wirh 4
lozal work foreman fo- each zope to be assisted, In order to aveia
overturdening tne heaith zones which are already struggling to pav
exigting personnel, *the aailery of the work foreman shouild cct come
£zom the zane, “ur shauld he tncluded as part of +the whole pacitage ¢
assistance to the zone. The work foremen would not become a permanent
member of the health zone staff since his conzract would last OLlv as
loag ae the rehabilitation work ig ongoing. While coamunity
particivation i providing much of the locql labor

g
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e wentire Selabllltatior Arogram, tue role of e gInsZructico

techaiclan would be that of a foreman who ensures that the
coastruction work donme by local masons and carpenters conforms to
acceptable norms and that a rehabilitated building will last a few
ynirs berore rneading more rehabilitation work.

The misslon recommends that SANRU consider emploving a construction
techniczian to be based in Kianshasa whose job would be to act as a
"circuit rider” to teach in a 2-3 day seminar practical zasonry,

CATPentry and otier baslc rahabliitatlon skiila in the villages. Two
could be clwosen for thls trainiae and wouid
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ers
receive a certificate identifvine ther as volunraar congultants for
rehabilitarion and maintenance of the rural clinic.

<
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Institution building must be stressed as an Important component of SANPL
II. Among some of the actions that should be taken, the following must be
considered as a priority :
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= ensuring training of highk qualitv to the health personnel;

- developing and promoting training materials;

- when long term expatriate techefcal assistance is used, a Zairian should
be associated so as to ensure that transfer of techanical "know how”
takes place.

it should concentrate on heal-i

Should further asslsntance e nrovided,

centers where the need for help is greatest and focus more or min:
Inteprated self-nelp prodects. In thic Texard, experlences such as thut of
the Loks health center 1z Zcuataur and that of the D.2.P. in Bandundu
snould Te examined to inTeprate Lealth and small ecencmic activizies,



VI, THE DPP SUB-PRCJECT

6.1 Introduction to DPP and the Sub-proiect

Développement, Progrés Populaire (DPP) was established in late 1864 as the
cevelopment service of the Diocese of Idiofa in the Bandundu and Kasai
Occidental Regions of Zaire. The diocese covers some 38,500 Xm gguare and has
a population estimated at 825,000 inhabitants, DPP is registerecd as a
non-profit oryanization and i{s governed by the diocesian development
committee. Project activities are supervised by a2 management committee

ozposed of the Executive Coordinator (AbbE Phulushi) and the heads o DBP's
four service divisions, one of which is Tesponsitle for executing the
USAID/ORT sut-project (the Infrastructure Division).

DPP repocted a total of 291 emplovees as of Decembar 31, 1986, dacludine
38 in management and general services, 19 in agriculture, 45 in education. 27
=n ldvestock, 10 in infrestrucrure and 67 in three sut=-regions, DPF alsc
Teporied having 07 full-time communircy development zgents (enimgteurs), of
whom 43 are women, Twenty DPP staff werked on the USAID/ORT sub-projact
durdng 198K, DFP reported having 16 trucks and deeps do 1ts fleet (inciudine
three provided by USAID/CRT), 15 motorcycles and 86 bicycles as of the and of
1%86. This providea the reader with an ides of the scope of DPP's humen

resources and its mobility.

DPP implements projects in the diocese through a pyramid structure which
includes five sub-regions, 27 parishes and an average of 60 villagee per
parisn, DPP activities are open to all residents without regard to religious
preference and DPP emploves both Catholics and non-Catholics. Substantial
assistance 15 provided by MISERECR, a Catholic noasgovernment organization
(ONG) based in the Federal Republic of Germany.

The ORT-DPP sub-project agreement covered the period November 1, 1984 to
December 31, 1986 and provided DPP with $1,145,000 and 229,788,000 to
=mp_ement the orajecc's objectives. Counterpart funds were made avaiiarle o
tie Lwc o iarougn USAID from resources gecarated by the sale of U.S. PL4BC
conmodities in Zaire. The sub—project's objectives were:

0 Rehabilitation of 750 kms of feeder roads by replacing aging ferries
with bridges in as many es nine locations, the installaticn of
culverts and the improvement of side drainage at selected sites.

0 Provision of management training and assistance to DPP to strengthen
its capability to implement the sub—project agreement and future
projects.
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6,2 DPP Innuts to the Sub=Prodect

DPP contributed sub-project management and supervisorv services,
inciuding personnel management, accounting and local procurement services.
Under the terms of the sub-projecrt agreement, DPP was prohibited from
invoicing the overhead costs of their staff time and all constructicn,
instellation and repair work was billed at coct. Specifically, DPP was
required to submit quarterly and vearly counterpart fund budzets, o matntzin
a daily accounts journal with expenditures entered by budget catepary, to
prepare a monthly financlal report, to prepare querterly impliementation
eporte, to prepare regular and detailed work pians, toc spend consider
time travelling to bridge sites to conduct on=site Inspections, ts peeo
ORT and USAID personnel, to CATTY on routine correspondence and peric
manazement, acdministrative and evaluation activiries.

in meetinpgs with DPP senior staff, the most freguent critizism of the
project was the sub-project agreement prohibition on invoizing ovarhezd
CORts. Wnether justified cr not, the DPP percepiion was that it wae put at a
dlsadvantage Gecause it wags not aware of the amount 0f staff tims tha
acministration of the project would rake when <t agreed not to' chazze
overhead. As the real costs to DPF of undeczt ‘ing the project beczme clear,
& t

the o-ganization was unable to convince ORT to mociry the agrzemen

From the ORT perspective, DFP was Tecelving substantial benefit from the
project since its development and commercial activicies (aee below) would be
using the bridges, the improved roads would make travel more efiicient and
reduce vehicle repair costs and project venicles and equipment used during tne
project would be retained by DPP at the end of the project. In addition, as
discussed below, DPP has suffered frorm serious deficiencifes in project
management throughout the life of the pProject wnich necessitated substantial
management training and assistance from the project. While the project
anticipated providing this as a way to fulfill the second Bub-project
objective of institution building, it is doubtful whether USAID or ORT
ceziizacd et the outset of the project the extent of manazament assiszvan

A8t wWas required.

e And

'

coplining

Ie an effort to minimize overhead costs to DPP, ORT provided multipie
coples of all financial and technical reporting forms, paid for local
transport costs for DPP work teams to reach the bridge sites, proviced zhout
$125 per month in local currency to defray miscellaneous costs and paid per
diem calculated at local rates for DPP staff when they participated in
training activities. Neither other types of overhead costs (e.g. office
space, utilities, depreclation of equipment, secretarial services) nor any
portion of the salaries of DPP staff who supervised DPP's sub-project
execution were reimhursable.

On balance, it would seem that a small overhead charge may have been
Justifled to offset some of the administrative costs mentioned above. For
local PVOs to gemerate and sustaln a level of financial resources which is
adequate for their own needs is difficult under the best of circumstances.,

The high rate of inflation in Zaire, the pressure this causes for sBalary
increases and the effort to keep costs to villagers as low as possible in view

i
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of thelr meager resources all combine to tax the financlal viability of the
local PVO. Even thouph the ineffective managemernt of its avallatle resources
was clearly a constraint on DPFP activities, ORT documents also admit that
OIP's financial crisis would still be serious with excepcionally good res-urce
management. While seeking to strengther local PVO institutional capahilitv
with one seriles of inputs, ORT should have made certain that the demands made
on DPF's staff were not at the same tine weakerning the organizatica's
capabliity through what ther saw as the substantial real and opportunity ccsts
of providing agreed managezent and reporting services. The process of
detercining the real overhead cost te DP? of administering the sub-nraiect
would also have provided an ex~ellent training opportunity for DPP graff.

Finaliv, the inveoicing of overhead costs, calculated on an agreed basisg,
would hzve put the sub-project budget structure and invoicing practices on the
same footinc as ORT's Cooperative Agreement with AIL. Thils would have gooe
fer to mitlgate the evident resentment felt by senior DEP gtaff who - riga:
°T wrongly - perceive ORT as a PV Tecediving Z0% of the $5 milliton 2olla
projact budgzet for their own overhead. (The question of the real overhea?
costs of using ORT and OET's cose elfectiveness, is consifered elsewhie=e, )
This 1ssue was ralsged during the Evaluation Team's visit to Idiofa by four
different DPY gtafs ang, as recentiv as March 16, 1987, P2re Ribaucourt wrote
to ORT that "while 097 has paid all the costs of transport, material and
salaries, the DPP organization itself has receilved nothing and has even lost
money” as a result of its participation in the project,

IT IS EECOMMENDED, THEREFORE | THAT FUTURE PVD ACSISTANCE
PROJECTS IN ZAIRE BE DESIGNED TO PERMIT REASONABLE
OVERKEAD COSTS TG BE BILLED BY LOCAL PVOs ONCE THEY ARE
DETERMINED AND VERIFIED BY GENERALLY ACCEPTED ACCOUNTING
PRINCIPLES. THEY MAY BE PART OF A LOCAL PV0O'S PROJECT
CONTRIBUTION BUT SHOULD BE SHOWN AS SUCH IN WRITING AND IN
DETAIL.

6.2.1 DFP Personnel

One of the project's objectives has been to "upgrace indigenous PVQe”,
it is well worth noting that DPP Zg very muech an iadigenous organization. The
Bishop of Idiofa (Monseigneur Biletsi), DFP's Executive Cooréirator. AbLE
Phulushi, the heads of all four DPP divisions, the head of personnel and
adoinistration, the veterinarian, the Director of COMBILIM and all other staff
interviewed by the Evaluation Team were Zairian nationals. While a driving
force in the developmeat of DPP for many vears has been P8re Ribaucour:z, a
Belglan natlonal, the organization is clearly staffed and largely run bv local
people,

Amczg lts staff, DPF Las a number of university graduates (from che
Universitiss of Kisangan!, Lubumbash! and Finghasa anonp others) and has
several former school teachers as well as Catholic clergy. Nearlv all senior
staff are male.

The weaknesses of DPP will be apparent in the follewing sections,
however, 1t should be noted that staff interviewed by the Evaluation Mission
appeared highly motivated, committed to improving the lives of local people
and genuinely appreciative of the assistance provided by USA.D/ORT. Abbé&

e
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Phulushi and others described and showed the Mission examples of management
methods and procedures learned in ORT training seminars which had since been
uscd in DPP reports and incorporated into DPP administrative procedures. The
apprepriateness and gquality of ORT training is discussed elsewhere but the
unmistakable enthusiasw shown by DPP staff{ for the content of ORT tralniag
interventions is important for USAID to note when considering whether teo work
with DPP in future PVO assistance projects.

6.2.2 DPP Technlcal, Maragement and Administrative Capabilities

The DFF~ORT sub-project agreement was signed because ORT corrvectly
understood that DPP was one of the most prozising and longstanding incdizenous
PVls in the Bandundu area, that it could becefit from technical and train ng
interventlons aad that it had adequate capahility to achieve the project’
proposed infrastructural development activizies. In a letter date? June
15584, CRT's project manager concluded:

b
5
5

.

"...while thev (DP?) have not installed acrow tvpe ridpges,
thev have built many concrete :ri‘jes, varving from five to
thirty-five meters, and obviouslv requiring an englneering

capabllity equal to or greater than tha: needed for making
abutments for acrow bridges. We were, in short, impressed
by their previous and ongoing bridge work."”

DPP's management and administrative capabilities have, nevertheless,
been seriously deficieat throughout the 1ife of the project. The
institutional weaknesses of DPP and other local PVOs were asgumed in the
USAID-ORT Cooperative Agreement which called for upgrading thelr capabilities
through management assistance and training. The specific mecazement
constraints were known to ORT, to at least some extent, pricr to the beginning
of the DPP-ORT sub-project agreement. Therefore, the internal problems of DPF
are not highlighted here to criticize DPP but to indicate the level of
institutional development which existed at the start of project activities in
oTder to trace the effect of project inputs on the ashievemsnt of wrodecs

institution hullding objectives.
In 1984, DPP headquarters in Idiofa cousisted of:

0 ac Adminlstrative Division, izcudirz an accounts azd pergcnznel
department and a savings & loan association;

o a Social Services Divigion, including a health center, cultural
center, and library;

0 an Agriculture/Livestock Division with extension and credit serv?ces
and a store cffering gericulturial inputs;

0 an Infrastructure Division responsible for civil engineering
activities, including road and bridge comstruction, building
construction and hydro-electrical construction and installation;
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o a vehicle maintenance workshop and warehouse.

To support its charitable and development activities, DPP was also
engaged in substantial profit making commercial enterprises, including the
purchase and sale of agricultural produce, management of its 3,007 head of
beef cattle and operation of its retail store. Clearly, DPP has for scme rime
understood its lrng tern goal as self-sustalining and self-financine
develcpment focused on the rural population. To provide such social services
as education ani health, DPP understood it needed te generate income through
the prevision of services to the target population which would alsc allow trat
pepulation to inzrease Lts own incones. Thus the milling of grains, loaning
prize cattle to farmers for studding, development of bee keeping Zor honey
production, transport of farm produce to market and provisicn of agricultural
inpurs all serviced thi. irpose. In short, development was iieally concelved
as e self-energizing closec circle in which DPP engaged 1in extensionm, trsining
ancd communi{tv organizing to increase production and productivitv while also
eregaging in “valorisation,” processing and adding value to loczl prosuce sc¢
the profits could support DPF's activities.

DPP nas obviously achleved a great deal in a region of Zaire whirch has
great agricultural potential and a widely dispersed rural population conmpected
by only the most rudimentary road system. Despite this, ORT concluded in 1984
that:

0 DPP guffered from a lack of planning and a lack of planning
capabllility;

o DPP suffered from an ad hoc financial management and bookkeeping
system (no accounts ledger, no payment vouchers, no petty cash
control system, inadequate budgeting systems, etc.)

o DPP suffered from an inadequate materials procurement and
distritutionr svstexs (ao purchase orders, nc stock cards, no over
icveatory contrel, nc Tegular planning for stock maiatzzance, et

o DPP staff had not had formal management training;

0 DPP's division of regponsibilities, levels of decisionmaking, jot
descriptions and related minagement procedures were deficient or
unclear;

o DPP's development and commercial functions appeared to be confused.

Many of these deficieacies wera apparent to PPP btut they were viewed as
either unavoiaable given the context in which DPP works or as a criticigm
which measured DPP's management againat an abstract and momewhat scademic
1deal rather than against the overwhelming development challenges confronted
by the organizarion. Pare Ribaucourt, for example, described DPP as "engaged
in a war or perhaps a guerrilla conflict where one rarely has the luxury of
develop!.g a minutely Prepared plan of attack but rather is forced to avoid
defeat using the most limited means.” He pointed out that the editor of the
Journal Zaire-~Afrique in an article on DPP commented, "given current
conditivns (in the country), it is quite astonishing that you are able to
continue your work at all.”

d
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The reaction that admits institutional weaknesses and ascribes them to
inadequate resources or insufficient staif time or organizational crises
caused by exteranal factors is not unusual. The important point and the one
usec by ORT to engage in long term institution building is that DPP did
recognize its management weaknesses and began to make pilecemeal changes as QRT
supplied forms for record keeping, financial reporting requirements and other
tasks that were limited and specific to the execution of the Infrastructural
part of the sub-project. ORT then butit upon these initial requirements as
outlined in part 6.3.2 below.

in early 1985 the diocese created a new non-profit entity called
COMBILIM (1) which it planned to use as the institutional vehicle for ail
commercisl activities. In order to obtain non-profit status, the objectives
and respcnsibilities of COMBILIM were defiped in a way that confused and
sometimes duplicated its functions with those of DPP. This initiative seenms
to have compounded the management problems faced by DPP while also
coztributing to a decline in staff morale.

On the whole, LPP's management anc administrative constraints could be
said to be an important factor inhibiting DPP's ability to achleve its
development goals. These constraints also affected the implementation of the
DPP~ORT sub-project and made regular and frequent ORT supervision necessary to
assure timely bridge and culvert installationm.

6.2.3 DPP Performance

DPP assigned four teams to the sub-project to construct abutments at
the bridge sites and perform related preparatory work. Each team included two
masons and from eight to twelve laborers. 1In addition, DPP provided two teams
to install culverts. The quality of the workmanship is evaluated in the
engineering report (Annex 3) where it has been Judged of good quality. DPP
performed well in that it was able to provide the labor required for this
aspect of the proiect’'s activities.

D?P's periormance in the area of cooperation with other organiza:iins
involved in road and bridge construction and maintenance 1is also r.ved
favorably. DPP worked closely with the GOZ 0Office des Routes without
difficulty (See part 6.5 below) and it maintained good relations with CODAIK,
a world Bank financed parastata.. activity which is involved in road
maintenance in the regionm.

As noted above, DPP's overall management performanc: left much to be
desired, however, the improvement in numerous areas in the past year gives
cause for considerable hope that a stronger, better managed Zairian PVU is now
avallable to work with USAID and/er other donors in the future, The
Evaluation M!ssion helieves that DPP'g rocent progress, Lts undenlable long
“erm commitment to the people of the discese and its established human
infrastructure in the villages, at the parish level and at DPP and COMBILIM
wake it one of the most promising indigenous organizations in the Bandundu
reglon. The Missioan would recemmend that USAID continue to work with DPP on

USAID projects 098 and 102 as planned.

(1) COMBILIM 1is located about three miles from DPP and has its own impressgive
infrastructure including a large warehouse with substantial rice and manioc
milling capabilities, a new nffice block, A rarpentry shop, {ts own water and
hydro-electric systems in place, a cattle dipping station, residences and
support structures. It receives most of its assistance from MISEREOR.
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6.3 Review of ORT Inputs to the Sub-Proiect

6.3.1 Procurement of Materials, Supplies and Equipment

A general discussion of ORT's procurement svetem and performance appesrs
‘in part 3.4 above and a technical assessment of the suitabiiity cf the items
which were procured i1s included in the engineering report (Annex 3, sectlon on
civil enplneering).

6.3.2 Matagement Assistance

The DFP=IRT sub-project agreement recognized DPP's management assistance
needs in the Condition Precedent (E.7) which mandated that ORT would conduct
an assessment of DPP's institutional capabilities to make specific
recommendations o upgrale the organization's rancpgement perforzance. The
first such analysls was completed in Aprii 1985 by CRT. The finiings of that
veport were relinforced by the Mid-Term Fvaluatior whjcr reconmendad that a
mere in-Zepth dlagnostic evaluation of the diocese, DFP and CCOMEILIM to
recommend nossidle revislons to the orzanlizaticnal structure as well asg
managenent pelilcles and procedures. USAID pointed out that structural
reorganization of a PV0 was bevond ORT's terms of refe-ance. Conseguently,
ORT, with the agsistance of CIDEP/CPA (an interdlsciplinary center located in
the Ministry of Education of Zaire), prepared an assessment of management
training needs. That report, in turm, led to a further analvels in early 1985
to draw the attention of diocesan leaders to fundamental orgnnizationsl
difficulties and training needs.

ORT ski1l1fully used the bv thern agreed upon package of training
interventZons to help diocesan and DPP leaders to understand their more
fundamental organizational end conceptual problems by role plaving and
developing fictional development organization models for implementationm of
community level assistance in sectors similar to those in which DPP is
involved.

"atner inan going bevend its terms of reference or directly sonirenting
DPP with a proposal for its reorganization, ORT took the more time-cousumiag
vut ultimately more successful approach of helping DPP to reach its own
conclusions about its organizaticnal structure while attending a series of
five management training seminars. Orce the 4iocese and DPP gta<s understecod
the full range of their conceptual and inst{tutional difficulties, ORT then
held a series of three workshops to respond to their felt need to evolve a new
institutional relationship. The "facilitation workshops”™ were held in Idiofa

in April, 1987.

The flnal fazilitatlon woTkshiop achieved & conBensus i a Gew otedanization
chart definire the tesponstbilities of the various entitles. It 4lse reachad
agreement on measures to be taken to implement the decisions. Nf particular
note, 1s the fact that the two OKT facilitators at the final workshop were
both Zairians: Dr. Ngay Aben, a management speclalist and Cit. Tabaro Tchinm,

the management training speclaliat employed by ORT/Kinshasa. ORT is to be
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commended for having evolved its own management assistance program to the
Point where an all Zalrian assistance team was able to complete a long term
process of management assistance interventions with an all Zairian staff of a
local PVC.

The three facilitation workshop reports were able to establish a clear
agreement on the purpose and objectives of the three entities, the functional
and hierarchical relationships among them and the preferred expressinn of
these conclusions &6 reoresented in an agreed upon organization chart. Ma jor
recomrendations frowm this exercise are:

1. All commercial activities are to be transferred to COMBILIM, leaviag
DPP to concentrate on 1its original purpose, the organization anc
education of the rural population.

2. As a profit-making entity, COMBILIM'g purrose is to finance the
development activities of DPP which will prepare a development tlan
setting out specific goals and objectives. Annual budgets an?
workplans will be reviewed and approved by the Conseil GEnéral of the
diocese.

3. The Jegal status of COMBILIM will be revised to bring it under the
control of the diocese.

4, Policy making will be separated from management and administration.
A separate policymaiing body will be get up for COMBILIM and DPP and
these will be overseen by the diocese's Couseil G&a&ral,

5. DPP will work to decentralize the delivery of gervices to the parish
level while increasing the participation of the intended
beneficiaries of the services.

During the effort in 1986 to help achieve a consensus for new

irstiturienal ralaticushise amcne the diocesa, DPP ani COMBILIM, ORT was also
werking oo the parallel crack of providing technical manazenernt interventioos

in the various administrative areas of these entities.

1. ORT used the American PVO Technoserve on a consulting basis to
prepare an accounting system for the diocese in two volumes: a chart
of accounts and a guide to its use and ratjonale,

o

. ORT used the local research groups CIDEP/CPA to produce two reports
to guide the management and Lanacement training interventions which
occurred in 1986. Thev contained the respnases to a detalled
questionnalre which vielded valuable {nfarmation hoth atout the local
PVOs capabilities and needs and about the opinions and attitudes of
its staff. Both reports were well done and provided the baseline
data needed to set up appropriate training interventions.

3. ORT provided resular guidance to various parts of the DPP
organization regarding the proper completion of reports in the areas
of finance, inventory, project progress, etc.
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ORT's approach to management assistance has bean to tie the action
components of sub-project activities to the institutional development
interventions so that DPP personnel would be able to apply the theoretical
aspects of management to the dailv requirements of project execution. The
inputs described above have largely occurred within that conceptual framework
as have the training inputs discussed in Annex 2.

6.3.3 Training Inputs

To assure a more thorough evaluation of the project's training inputs, a
Separate annex on training i{s attached as Annex 2. The Annex reviews the
training approach and methodologv and reviews it for appropriateness, examines
the five management training modules used by ORT to provide training to
diccese, DPP and COMBILIM staff and consicers the qualitv and source of
training materials, the abilities of the trainers and the results of the
traininz which was provided.

5.4. Review of Sub-rrcject Gutputs

6.4.1 Road and Bridge Rehabilitation

As of April 30, 1987 acven of the nine Acrow bridges had been installed
and the other two were under construction. ORT estimates they will be
completed within four to six weeks. The project has completed 100% of the
culvert ingrallations and 28% of the drainage systec izprevements. For an
analysis of the outputs in this area, please see the engineering report
appended as Annex 3.

6.4.2 Management Development (Institution Building)

As a result of ORT management development interventions, the following
proiect outputs mav be enumerated in this area:

1. DPP Accounting Practices are Strengthened

ORT supplied a) payment/credit voucher forms, b) petty cash
vouchers, c) general accounts ledgers, d) pettyvcash tramsaction
bonk, e) a written explanation of each forr and a site visit by
an ORT staff person to answer questions about proper accounting,
f) written regulations on bank transactions and how to
use/retain invoices, receipts, bank statements and Bon de
réception, g) neparate regulations for cash transactions since
checks are not useful in many rural areas, h) training on
subnission of aonthly floanclal reports with appropriate
supporting documentation, 1) an explanation of the use of the
monthlvy financial summary form, ) a framewnrk for preparation
of quarterly budgets, k) regular review of compliance with
accounting procedures.

Since DPP'y accounting habits had grown over a twenty year
period on an as needed basis, ORT algo had to fit project

accounting requirements into existing accounting habits and
slowly modify procedures to develop a more coherent system.
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DPP Planning Capabilitv 1is Strengthened

ORT required preparation of a quarterly work plan for the
last quarter of 1984 and annual workplans thereafter which
conformed to project budgets and ohkiectives. GRT assisted
DPP in formulating these plans and reviewed them
perlodically. Clearly, project planning techniques used by
ORT and taught in the management training seminars have
been used by DPP staff,

3. Diocese/COMBILIM Institutioral Relationship Clarified

As explained above, a consensus has been reached among DPP,
COMBILIM and the dioceee regarding the regpective areas of
conpetence of these entities. This consensus, coming at
the end of the PV0O Economic Support Prolect, offers a
framework for further assistance.

4, DPP Materials Procurement, Distribution and Inventorv
Systems Strengthened

ORT technical interventioms in the developmerct of an
integrated system of commodity procurement, discribution
and control has yielded an appreciation within LPP of the
importance and usefulness of such items as "fiches de
contr8le” and stock item numbers.

5. DPP Management Capability Strengthened

Several DPP staff spoke with enthusiasm of the new
management techniques they are now smployin; in their
positions. The 1986 DPP Annual Report for the firsu time
contained a carefully elaborated “loaframe”, a3 timeline
chart showinz planned laputs and other charts that will
help monitor and manage DPP activities. For the firsc
time, each sub-region and each parish has been assigned a
code and each project within a parish has a code to better
track all DPP activities in the diocese and to establish &
nunbered file system. Management skills included MBO
(Management by Objectives), working in Task Forces, using
problem solving methods, decisionmaking, etc.
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6. DPP Overal) Efficiency Enhanced

In management development, the whole often equals more than
the gum of {ts parts. The various elements described above
are combining to give DPP a more rigorous structure that
should yield more effective use of stafr time, more
accurate data, better teamwork and a general increase in
institutional effectiveness.

The achievements enumerated above are real and substantial, however, thew
are also fragile and rezently acquired. To assure their long term
‘sustalinability, further management assistance should be provided over the nex:
few months at a minimum. The foundation for a much more efficient
organization has beet laid but the recommendations in Annex 6 clearly remzin
important.

5.4.3 Training
For an assessment of the cutputs in the training acea in terms of the
training modules used, quality of trainers, number of persons trained and at

what levels, etc, please see Apnex 2.

6.5 Cooperation with the Office des Routes (OR)

In mid 1984 the Office des Routes ia Kikwit promised to send engineer.ng
teams to each of the proposed bridge sites to design the necessary plaas
for abutments and related work. OK also promised to install all the
bridges at the proposed sites. No fee was charged for the design work or
bridge installation and no funds were palid to OR for any activities they
undertook on behalf of the project.

OR 1is responsible for the maintenance of the trangport infrastructure in
the project region. Since it has very limited financial ressources, the
J% nas established a svetem of road classificating and has a sat af rodd
Dalatenacce priorities based on volume of usage and strateglc lmportance.
The DPP-ORT sub-project, on the other hand, has its priority focused on
farm to marke: rural feeder roads which, 1f improved, should facilitie the
movement of surplus agricultural commodities to the large Kinshasa market.

Interviews with DPP personnel revealed that, although OR was sometimes
slow to respond to their requests, they did launch the bridges and do the
design work as promised. DPP and ORT have praised OR for its assistance
to the project.

Duriag s meetizg with the Svaluatilon Team, OR stated that 4 Belygian
financed project has been mounted to gtabilize the bridge access areas
through the re-construction of the cement access ramps using soil-cement
stabilization. The project will begin once the cement arrive in the porct
of Matadi and 18 transported to the Bandundu area. The USAID financed
bridges may te reinforced with these access ramps according to the OR
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director or through assistance from another ongoing USAID project. OR also
has a proposal pending before the Worid Bank to establish a National
Feeder Roads Maintenance Service ip the Ministry of Agriculture.

OR visited all sites b.fore and during the bridge launchings, which can
take from 3-10 days to launch depending upon the size of the bridge. OR
was appreclative of USAID's support in the reglon but appealed for
assistance in road maintenance as well arguing that the bridges wouid onlv
be used by farm commodity haulers if the roads were passable.

65.6. The 1ssuec of user Fees

The Cocperative agreement between USAID and ORT states that one of the
sub-project's objectives is to “create locally raised revenues for road anc
bridee maintenance so that these proljects can become gelf-sustaining.” In
addition, ORT was to “look intc the feasibility of using villagers for rnad
malntenance activities.” 1In brief, no progress has beer made toward the
acnivement of thls objective.

CL.T prepared a report in early 1987 titled "Self-Sustaining koad
Maintenance” in an effort to satisfy this component of the Cooperative
Agreement. The report examines the current methods used to mainteln roads in
Zaire, discusses the cost of roads maintenance and the findings of recent
studies by ILO and DAI. The report concludes, correctly, that in Zaire the
Government would be required to approve any revenue generating measure and mav
well insgist on acting as the collecting agent as well.

The GOZ considers road maintenance a public service and collects a general
fuel tax fo road maintenance(l) and is opposed to user fees collected at toll
booths. This approach would, in any case, be difficult to momitor and would
Create opportunities for abuse of both the system and the travelling public.
Another suggestion has been the sale of licenses to commercial vehicules with
the fees used for road maintenance but it cannot be assumed that fees raised
ir thls mannner would de usaed ag planzed, A flnal suggestion was to 2XLLLTE
tha use of the zarastatal otganization, CODAILF, as a colleccicn agent of
licensing fees since that might address the GOZ's concern that it control
revenuve ralsing activities while at the gsanme tipme having a more
decentralized mechanism whereby revenues raised would remain closer to the
area where the funds would be spent for maintenance. There are, however,

questions about CODAIK's performance as well.

The issue of user fees is beyond the ability of ORT or the sub-project to
solve. The Evaluation Team believes ORT made a good faith effort to address
this part of its Cooperative Apreement throuch the preparation of the repor:
mentioned above. Since this {asue i3 a merious one that affects the long ters
viabilitv of a number of road improvement activities, the mission:
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RECOMMENDS THAT THE ISSUE OF USER FEES BE TAREN UP AT
THE DONCR LEVEL IN ORDER TO PROPOSE TO THE GOZ A JOINT
APPROACH TO THIS ISSUE. AN EFFECTIVE USER FEE SYSTEM
MIGHT BE MORE READPILY DEVELOPED IF ITS IMPLEMENTATION
WERE LINKED TO OVERALL DONCR INFRASTRUCTLURE DEVELOPMENT
PACXAGES. USAID SHOULD AVOID INSERTING ESTABLISHMENT OF
LOCAL USER FEE SYSTEMS AS A PROJECT DELIVERANCE UNTIL
THE ISSUE IS RESOLVED AT THE POLICY LEVEL.

6.7. Recommendations

1. DPP HAS RECENTLY REACHED A CONSENSUS ON ITS RECRGANIZATION.
DPP NEEDS FURTHER MANAGEMENT ASSISTANCE. IN VIEW OF THE PROGRESS
ACHIFVED BY DPP, THE MISSION KECOMMENDS THAT ORT BE PERMITTED TO
PROVIDE SHCRT-TERM MANAGEMENT HELP THROUGE THE PACD (5/30/87) T0
INSTITUTIONALIZE THE CHANGES WHICH MAVE BEEN MADE. IF NECESSARY,
ADDITIONAL COUNTZRFART FUNDS COULD BE MADE AVAITABLE TO HIRE LCCAL
CONSULTANTC TC ASSIST THE MANAGFMENT TRAINING SPECIALIST (CIT.
TABARC) STILL EMPLOYED BY ORT/KINSHASA. THE MISSICN REQUESTED THE
OPT PRCJECT MANAGER TO PREPARE A BRLEF PROPOSAL FOR THIS PURPOSE.
IT APPEARS AS ANNEX 6. A TRANSITION TO POST-PACD SHOULD ALSO BE
EFFECTED DURING THIS PERIOD POSSIBLY WITH INPUT FROM USAID PROJECT

098.

2. IN VIEW OF TH. IMPENDING START UP GF USAID PROJLCT 102, THE
PROGJECT SHGULD GIVE FULL CONSIDERATION TO DPF'S REQUEST FGR A LONG
TERM AGRICULTURAL EXTENSION TRAINER TO BE BASED AT DPP/IDIOFA TO
STRENGTHEN DPP'S EXTENSION ASSISTANCE CAPABILITY.

3. ONE OF THE WEAFEST SECTIONS OF DPP WAS CLEARLY THE "SOCIAL
SERVICE™ DIVISION WHICH IS ESSENTIALLY A "WOMEN IN DEVELOFMENT"
EFFORT. CITNE. NGABO HAS ALMOST NO RESOURCES TO USE IN HER CIRCUIT

JISITS TT VILIAGD WOMEN WHERD SHE TRIES TO TRASYN THEM IN HYGIENE,
AUTRITION, FRMILY DPLAMNING THROUGH CHILD SPACING, ETC. THE
EVALUATION TEAM STRONGLY RECOMMENDS THAT ANY FUTURE PROJECT WITH
DPP PARTICIPATICN HAVE THE DESIGN TEAM EXAMINE THE ROLE OF WOMEN IN
ALL ASPECTS OF PROJECT DESIGN AND CONSIDER WHETHER A DISCRETE
COMPONENT FOR WOMEN WOULD BE APPROPRIATE,

(1) The World Bank Transport Sector Memorandum (June, 1986) points
nut that road users pav sbout 80% of the margiral cost of user
charoes whila trurkerg ray abeut 50Y. The Bapk reccmmends an
increase in axle-load tax on trucks, an increase on the tax of
diesel fuel and a road tax on tires. These actions are at the
aational level and would accrue to the benefit ¢f such major
farm-to-market highways as Kikwit-Kinshasa. Project 097 was
responsible for cuasidering road user fees on local farm-to-market
feeder roads with lower priority classifications. It is in this
area that ORT has beer unable to develop a system of road user fees
since decisionmaking on this issue remains at the policy level,

(K
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VII. The Koda Hydroelectric Sub-project
7.1 Introduction to the Koda Sub-project

The primary purpose of this sub-project is the comstruction of a
300 KW hydroelectric facility at the Koda river falls in order to provide an
adequate supply of electrical power to the Rethy Mission and Kwandruma village
in the region of Haut Zafre. The secondary purpose of the prolect {s to tess
the economic and technical feasibility, the cost effectiveness and the
efficlency of usirg a professional firm to implement the technical work.
finally, the sub-proiect was intended -0 tes: wnether a rural compunity hviro
faciiity can become gself-financing and seli-sustalining.

On October 16, 1984 a sub-grant ayreement was signed between QRT
and the Admirnistrative Council of CECA (Le Communaute Evangeligue au Centre de
1'Afrique) which obligated the amount of $302,475 and Zaires 17,892,755 fer
the purpose of astablishine and manaeing the mirn! hviroelectric schoma, &
¢ontract was also signed between CECA and a techn’cal cesign and constructi-n
consortium (BETEC/DVV/ACEC) to build the facility,

A discussion of the coustruction contracto: selection process 23 well
as a thcrough technical asseaswent of the electrical and civil engineering
aspects of this sub-project will be found in Annex 3. An analvsis of the
degree to which the quantifiable preject purpose (construction of the hvdro
facility) has been achieved and whether the chosen mode of implementation has
been found technically gsound, efficlent and cost effective is also included in
Annex 3. Finally, 8 review of ORT's Tanagement of the technical aspects of tne
project are found in Annex 3. Comments on the training element are offered in
Annex 2. The following design, management and administrative isgues will be
addressed below:

7.2 Non-technical aspects of the management of the
sub-project by ORT and CECA

7.2 Parfarmance of the technizal contractor con-
sortium (BETIZC/DVV/ACEC) 4in non-technical areas

7.4 Assessment of the distribution of sub-pro ject
benefits

7.5 Assessment of the proposed management structure
of the hydroelectric facility

7.6 Prospects for the sub-project to become self-
financing (user fees)

7.7 A review of project outputs

Before turning t ore specifi: concerns, a word might be sai
about the decislonmaking ; s& within AID which led to the inciusion of thig
sub-project within the PVO supoort project. From discussions with USAID gtaff,
it was learned that the USAID engineer carried out some pre-design feasibility
studies and USAID recruited a Protestant missicnary from Karewa to consider
the appropriateness of the Koda/Rethy site,
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For a hydro scheme to be economically viable, it requires a minimum nexus
of economic activity to Justify its capital costs and cover operational costs.
It also must be managed by some reliable existing entity or one estabiished
exrressly for that purpose. The Evalisation Mission was told by the USAID
project officer, "when USAID thinks PVO, it thinks nissionary.” To the exteat
this is true, other economically viable locations in Zaire where there are no
American missiocraries, may not receive equal consideration for assistance. In
the future, USAID should ensure that all potential areas for hvdro development
are reviewed, that if missionaries are used as consultants to consider other
missionary sites their objectivity should be verified, that comprehensive
techaical socio-economic baseline data be obtaimed before a decision to
proceed with construction is made for a given location and that prior
experience at other hydro sites is available for reference.

The Evaluation Team is not, repeat not, arguing that the Koda Falls scheme
should not have been built. Rather, the comprehensiveness of the data usec to
decide to build the scheme at that location and the extent to which possible
options were considered where Zairians may have benefitted ts a greater degree
are being questioned. It may be argued that the pilot nature of the scheme
makes such thorough hackgrsund lovestigation unnecessary since a ma ior
objective of the scheme was to generate dats, however, the scheme itgelf
should also be able to demonstrate both economic viatility and OPTIMAL benefit
to the Zairian community. Whethe- the Zafrian community will benefit optimally
remalns an open question as the rate structure and distribution of benefits is
finalized with the help of NRECA. As the remalnder of this section stresses,
however, the Evaluation Team is concerned at several signs indicating that
this may not end up to be the case.

7.2 Non-technical Aspects of the Management of the Sub-~
project by ORT and CECA

The direct responsi>ility for monitoring and managing this
sudb-project has been retained by the ORT project manager throughout the life
of the project. This has been the most difficult of the three sub-projects to
manage since it is physically remote from the ORT office 1in Kinshasa,
communications are unreliable betweeen Kinshasa and the sub-project site, and
there are worw institutionsl actore and fewer precedents for the Koda project.
As discussed in Anmex 3, the inadequate management of the engineering
congortium (BETEC/DVV/ACEC) snd the near bankruptey of DVV during the
sBub-project execution phase has caused significaat comstruction delays. It has
alg0 required a greater proportion of the ORT project manager's time and
attencion than should nornally have been the case.

A thorough review of the correspondence amcng the various
institutional actors (USAID, ORT/Washington, ORT/Kinshasa, CECA/Bunia,
CECA/Rethy and BETEC/DVV/ACEC), a review of the basic sub-pro ject
docunentation anc interviews of key personnel in Kinshasa and Rethy was

@
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completed by the Evaluetion Team. On the basis of this review, the Team has
concluded that, on the whole, ORT/Kinshasa's management of this sub-project
has been commendable. The delay in proiect execution has largely resulted from
factors beyvond the control of ORT. More precisely:

o ORT/Xinshasa's nroject files were complete, well-
organized and thorough in their treatament of the
principal issues considered by the Mission;-

0 During the Mission's visit to Rethv, ORT/Kinshasa's
projec: manager demcnstrated a clear abilicy to
handle difficult contract negotlations with sub-
contractors in French;

0 Regular site visits were made to the sub~project
area by the project manager;

o The working relationship between the ORT project
manager (Mr. Leslie Fox) and the CECA sub-prnject
coordinator (Mr. Paul Brown) was correct and
professional;

o The CRT prolect manager displaved a thorough know-
ledge of the legal, centractual, managerial and ad-
ministrative issues and had sufficient knowledge
of the technical issues to know when outside
technical expertise was required (e.g. the NRECA
consultancies) and what tuchnical questions to ask
of the various parties;

0 Procurement waivers were submitted to USAID as
required and a walver was obtained permictting a
contract to be signed with a non-U.S. contractor;

0 Regular reporzing to USAID cn sub-project
progress and problems occurred and is documented;

0 Regular audits were p:rformed by the ORT project
manager during site visits and accounts were
reconciled;

© The GOZ Department of Emergy and SNEL have been
zept informed of proiect progress and legal
documents regarding the establishment of the Koda
hydro authority are now being prepared.,

ile there is much to cormend in QRT's management of the gub-project,
there was a tendency to focus on the technical aspects at the expense of the
institution building and training aspects. This is understandable given the
ma jor construction delays and the primary project objective of completing the
physical hydro infrastructure on time and within budget. Nevertheless, the
sub~project is now faced with certaln non-technical difficulties as a
consegquence.

More precisely, according to the April, 1985 NRECA study, there are more
potential electricity consumers in the area than can be served by the planned
Koda generator or by the amount of distribution line funded. The Project
Proposal anticipated this and makes reference to the Koda hydro committee

[N
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(composed of the Chief of the Zabu Groupement = which includes the Kwandruma
community and surrounding villages, twc Kwzndruma businessmen, two members of
the CECA church and two missionaries) ag the vehicle which "will enable the
open exchange of ideas and will ensure the proper management of the consumer
tariff system.” The Project Proposal also states that "At the local lavel, the
Council's (i.e. the CECA/Bunia Advisory Council) representative is the Koda
hydro committee which is composed of representatives from the Rethy mission
and Kwandruma copmunity.” It is the clear intention of the Project Proposal
that the Zaiviens living in Kwandruma and nearby areas should have a voice in
the planning and management of the hydro facility.

In an interview with the CECA project manager, it was learned that the
Koda hydro committee has not met i more than a vear. The CECA project
manager stated that the committee had "no standing” and has, in effect, been
superceded by a CECA church committee devoid of any representation from the
Rwandruma area. The decision to supplant the committee, whose coupesition was
listed in the Project Paper, for a whollv church committee was apparently a
unilaterzl one by CECA. Interviews with the Kwandruma representatives cf the
nov defunct committee revealed a high level of resentment and consideratle
misunderstanding abcut the sub-project's purpose, intended beneficiaries and
probable rate structure. While the CECA management can be directly faulted in
this instance, closer supervision by ORT should have detected the growing
exclusion of Kwandruma from participation in project activities and sought to
reverse 1t.

Discussions with the CECA project manager revealed a pronmensity to
minimize participation by the Kwandruma community and to view the project as
one which i8 and will remain CECA owned, managed and directed. While the NRECA
repert of April, 1985 recommends that ownership and control of the facility
remain under CECA (and this recommendation 1s not questioned by the Mission),
it i1s the clear intentiom of the Project Proposal and of USAID that the local
Zairian community have meaningful participation during the planning and
construction phase and ip the supervigion of the completed facility,

IT IS RECOMMENDED, THEREFORE, THAT THL ORT PROJECT MANAGER CONVENE AND
CHATR A CAREFULLY PREPARED JOINT MEETING OF CECA SUB~PROJECT PERSONNEL AND
REPRESENTATIVES CF THE RKWANDRUMA COMMUNITY TO BE HELD IN KWANDRIMA
VILIAGE. THE AGENDA OF THE MEETING SHOULD INCLUDE A DISCUSSION OF THE
CURRENT STATE OF SUB~PROJECT PROGRESS, A REVIEW OF USER FEF RATE OPTIONS
AND A DISCUSSION OF THE ROLE OF KWANDRUMA REPRESENTATIVES IN CURRENT
SUB-PROJECT ACTIVITIES AND TFE FUTURE HANAGEMENT STRUCTURE OF THE HYDRO
FACILITY. FURTHER, THE ORT PROJECT MANAGER SHOULD SPEAK WITH THE CHIEF OF
THE ZABU GROUPEMENT TO DETERMINE IF THE CHIEF WOULD WISH TO HAVE A PUBLIC
"TOWN MEETING" WHERE ALL THOSE INTERESTED IN THE PROJECT COULD MEET AND
HAVE THEIR QUESTIONS ABOUT THE HYDRO FACILITY ANSWERED. SINCE MANY LOCAL
PECPLE SPEAX MNRE SWAHILI THAN FRENCH, THE ORT PROJECT MANAGER SHOULD BE
ACCOMPANTED BY ORT'S MANAGEMENT TRATNING SPECIALIST, CIT. TABARO, WHO IS
FLUENT IN BOTH SWAHILI AND FRENCH.

Wi
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The Evaluation Team ialieves that a frank and open exchange of ideas
between CECA and the local commucity which surrounds the mission station will
contribute to a more positive environment which should, in turn, increase the
undertanding and participation of the Kwandruma community in the sub-proiect
while also helping the CECA missisn to be more aware of the concerns of its
neighbors. To ensure continued iavolvement of Kwandruma in the sub-project,
the Mission further: :

RECOMMENDS THAT ORT URGE (AND IF NECESSARY REQUIRE) CECA TO HOLD REG
MONTHLY MEETINGS WITH KWANDRUMA REPETSENTATIVES UNTIL THE FACILITY I
FULLY OPERATIONAL. THERFAFTER, IT IS EXPECTED THAT THERE WILL BE ONE
VOTING MEMBER FROM KWANDRUMA ON TKE PROPOSED NINE VOTING MEMBER KJDA HYDRO
BOARD OF DIRECTORS. IT IS ALSO RECOMMENDED THAT CRT AND CECA CONSIDER THE
UTILITY OF ESTABLISHKING A UNIFIED CECA-KWANDRUMA COMMUNITY ADVISORY
COMMITTEE OF ELECTRIC CONSUMERS TO MEET CUARTERLY FOR THE PURPOSE OF
CONSIDERING THE EFFECTS OF BCARD DECISIONS ON CONSUMERS. THEZ JOINT
COMMITTEEZ WOULD HAVE NC LEGAL STANDING BUT IT WOULD CFFER A RFCULAS FORLY
IN WHICH BOTH MISSIONARY AND KWANDRUMA CONSUMERS WOULD BE ABLE TG DI 3CUSA

—~er -

TEZIR CONCERNS WITH EACH OTHER ABGUT SERVICE, PRiCES, SAFETY, E=T..

ULAR
]

While such & unified community advigsory committee might Guestion the
management of the Koda facility on a range of igsues, it is preferable in the
long run to maintain a frank and honest dialogue among all electricity
consumers than to have problems ignored and allow resentments - whether
Justified or not - to grow and fester. )

A second area requiring greater ORT supervision and mapagement is in the
recruitment and training of local personnel. An assessment and discussion of
the tra‘ning thus far provided to the CECA project manager (Paul Brown) in the
United States and the local training of electricianms, the bookkee per and other
staff appears in Annex 2. There are four aspects of recruitment and training
which have management implications.

Titst, as of Mav 1, 1387 CECA Ras -ot prepared am overall trainins plan
for the sub-project which indicates the number of people who need to be
trained, their level and duration of training, where it can be obtained. ete,
While scme local training has buen undertaken informally at the Rethy mission,
ORT should require the submission of a training plan as soon as possible.

IT IS RECOMMENDED THAT ORT REQUEST A COMPREHENSIVE TRAINING PLAN FROM CECA
FOR ALL LOCALLY HIRED PERSONNEL TO BE SUBMITTED TO ORT NOT LATER THAN JUNE
15, 1987.

Second, in a discussion with the CECA project manager about the
recruitment of a Koda hvdro facility sysren manager, he iadicated zhat CECA
believes 1t {5 st11 toc early to Tecruil ome. The April, 1985 NRECA report
stated (p. 26) that "CECA should select an Interim Manager during the preseat
construction phase and begin (at that time) a search for a permanent
manager.” As of May i, 1987, over 60Z of the comstruction of the hyro facility
had been completed and estimates of the time needed to complete the system

s
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range from four to eight months. The Mission does not agree with CECA's
position and urpes CECA to begin looking for a manager at once. Filling this
position is made more urgent by the fact that the CECA project manager is
leaving for the U.S. for 12 months in July, 1987. By his own estimation, no
more than about 151 of the skills he learned on his ten week USAID~funded
training program in the United States hes been transferred to anyone else in
Rethv. Had a gyvstem manager been recruited by now, and had a training plan
been ceveloped earlier, there would have been more opportunity for such a
transfer of knowledge.

IT IS RECOMMENDED, THEREFORE, THAT A HYDRC SYSTEM MANAGER BE
IDENTIFIZD AND APPCINTED BY JUNE 15, 1987,

Third, the CECA project manager expressed the strongest preference for
missicrary to occupy the post of svstem manager and resisted suggestions that
an effort be made to icentify Zairian candidates. He indicarec that this 1
alsc the positicn of CECA/Bunia. Iz view of this, the Evaluation Mission
believes tihat USAID and ORT should consider elther urging recruitment of a
Zziriarn manager or urging the estabiishment of a counterpart peogition to be
cccupied by a Zairian who would work with and in support of the missionary
S¥stem manager. Although ownershlp and management of the hvdro faciliry is
scheduled to be turned over by AID to CECA, AID anc ORT may be able to use
thelr influence and leverage to create an opportunity for eventual
Zairianization of the system mgnager position.

iT IS RECCMMENDED, THEREFOTE, THAT USAID, ORT AND CECA EXAMINE THE
POSSIBILE MEANS BY WHICH THE KODA SYSTEM MANAGER POSITION MAY EVENTUALLY

BE ZAIRTANIZED.

Fourth, the CECA project manager clearly indicated that there 1is a
religious test for employment of Zairians in the hydro facility. The CECA
project manager was asked, for example, whether a Catholic or person holding
any religious views other than those of CECA could be hired as a bookkeepar or
utiliczy operztor. The CECA preject wanager arswered that CZCA would only nire
those who demonstrated a "good moral standard.” When asked whether Catholics
or others could be so defined, he stated that he believed that they could not.
The Evaluation Mission has reviewed beth the sub-grant project agreement
(AOF-0097-A-84) and the Standard Provisions for Non-U.S., Nongovermnmental
Grantees and Nongoveramental Subgrantees and can find no provision barring
religious discrimination in employment in U.S. government financed projects
executed in this manner. Neither was any reference found to the incorporation
by reference of any General or Additional Genersl Provislons of AID which do

contain such a prohibition.
Therefore, the Fvaivation Team:

1. RECOMMENDS THAT AID INVESTIGATE WHETHER THERE IS A MEANS TO HOLD
SUB-GRANTEES TO THE SAME REQUIREMENTS AS GRANTEES WITH RESPECT TO THE
PROHIBITION ON ALL FORMS OF EMPLOYMENT DISCRIMINATION (RACE, GENDER,
RELIGION, ETC.).
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2. USAID AND ORT SHOULD WRITE TO CECA ENCOURAGING THEM TO RECONSIDER ITS
POSITION AND ADOPT A STATEMENT IN ITS ARTICLES OF INCORPORATION OR BY-LAWS
FOR THE RCDA HYDRO FACILITY GUARANTEEING THAT THE PRINCIPLE OF EQUAL
EMPLOYMENT CPPORTUNITY

BASED SCLELY ON MERIT WILL BE OBSERVED.

On a technical level, as discussed in Annex 3, the management of the Koda
sub-project by the CECA project manager has been excellent. Hig knowledge of
Project require:nments, organization of the delivery of equipment and supplies,
cooperation wita Mr, Haesevoets (ACEC and construction consortium
representative) and other sub-contractor supervigory personnel and his evident
enthuslasm fer bringing thig project to fruition are to be commended.

7.3 Performance of the Technical Sub-Contractor in Non-
technical Areas (BETEZ/DVV/ACEC)

A thorough discussion of the technical performance of the sub-contractor
end the causes of delay in sub-project execution are contained in Anpex 3. The
primary constralnt wag DVV'g poor performance and eventual bankruptey,
however, the association of contractors also clearly suffered from poor
management.

Typical of two years of comments in ORT reports on this sub—-project is
that of the ORT project manager in his trip report of September 10, 1986:

"It is evident that the Associlation meets neither in Kinshasa nor at the
Blte to plan and coordinate its activities. ACEC being the lead pember
has not fulfilled its role in managing the overall project.”

ORT then provided a detailed list of specific actions for the Association
to take and defined precisely what constituted 60% completion of the work. The
Assoclation was informed that 1f 60% was not compieted by the end of Novexber,
1986, ORT would corngider breakizg the costract for NCa~-pericrmance., Ag ig
turned out, the 60% point was only certified to have been reached during the
Evaluation Mission's visit to Rethy on April 30, 1987,

Clearly, ORT could have broken the contract for non-performance. This
option would have delayed conmstruction 2vVen more as a new countractor was
sought and new contracts signed. ORT chose to use the threat of contract
termination to try to force the Association to greater effort. By April, 1987
ORT had re-gained the “"driver's geat” in that it could now impose new
conditions precedent om the Asscelation before paying the next 302 of funds
fer the remzining construction activities,

Wwh
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In the meeting of April 30, 1987 ORT imposed five conditions precedent
which would need to be met before additional funds would be released. These

are:

1. Revision of the ORT-Association contract dropping
DVV from further participation;

2. Payment to the on-site foreman (Mr.Bixhain) for 18
‘mouths of unpaid back wages;

3. Preparation of a detailed workplan showing the
tining of inputs through Sept. 30, 1987;

4, Correction of deficiencies in the conditions of
enplovment of local unskilled labor;

5. Receipt by ORT of a copy of the Association's paid
up all risks liability insurance.

The quality of the Assoclation's management in non-technical areas can
only be described as appalling and as having contributed substantiaily to the
delavs irn prolect execution. Attempting to work with the Associatlon was
clearly a most frustrating experience for ORT since ORT had few options but to
continue to cajole aud pressure the Association to perform. Despite this, it
is hard for the Evaluation Mission to see what else ORT could have done to
rectify the situation once the Associlation had a signed contract and had begur
construction.

There is one management issue which re ates to ORT and CECA supervision of
the Association which merits special attention. This is the question cf the
conditions of work under which the sub-contractor's manual laborers were
cbserved to be working. The Project Proposal states on page 11 that "the
coastruction actlvitfes will benefit local labor.” This premise needs tc be
examined in light of the reality observed by the Mission.

For the past “wo months, about 100 local laborers have been working about
315 feet below the Koda Falls dax in order ro blast and remove & solid rcah
outzroopizg and crearte 1 solid Foundation Sor the aycro turbine housing. The
location is about 7,000 feet above sea level. The workday is from 7:00 a.m. to
3:00 p.n. daily plus four hours on Saturdays. Wages are 42 Zaires (0.38 U.S.
cents) per day with no other benefits and, according to the on-site foreman,
there has been no salarv increase in 12 moaths. (Prior to preparing the
turblne housing area unskilled laborers were used for other constructicn
activities). Local informants claimed the going wage in the area for unskilled
labor i3 40-60 Zaires per day with benmefits or about 100 Zaires per day
without benefits., The Belgian ACEC work foreman on site admitted that the
wage needed to be revised upward, especially in view of the rapid inflation

rate in Zaire,



Further, it was observed that:

o men were using electric powered jackhammers without
protective goggles or ear protectors;

© men were breaking boulders with sledge hammers in
their bare feet and with only sandals since no work
boots were provided;

o despitc the 600 foot very steep drop and falling
cocks, no hard hats were provided;

0 men were lifting, hauling and tossing rocks with no
protective work gloves;

o no first aid kit was available at the work site
below or at the upper level;

© wo drinking water (clean or otherwise) was provided
on the worksite.

Wher. this was brought to the attention of the CECA project manager by the
Evaluation Mission team leader, he stated "The»'re used to working like that.
Basically, if they don't like the conditions, they don't have to work." As
for drinking water, the Mission was told that the workers could climb the 600
feet to the dam and hike another five minutes or 50 to the edge of the
diverted Koda falls and drink from the river. When the question of injuries
was raised, both the CECA project manager and the ACEC foreman on site thought
the current situation was acceptable wherein the iniured man would be carried
ox would walk to the top of the construction site and be tzken to the hospital
in Rethy for treastment. .t was admitted that there have been several injuries
on site from falling rocks and a serious leg wound caused by a sharp rock.
when it was suggested that a first aid kit would have been useful in these
circumstances, the reply from the CECA project manager was that none of the
lncal on site foremen probably kmew first aid anyway.

The Evaluation Team takes most serious exception to these conditions and
to the acti-ude of the supervisory persocnel Zn Rethy. The situation was
iscussed between the Evaluation Mission ream leader and the ORT project
manager (who accompanied the Evaluation Mission to Rethy). The ORT project
managar stated that he had been unaware of the situation and was equally

distressed by tha work conditions on site.

The following day, a working seasion of ORT, CECA and ACEC/DVV was held
and the Evaluation Mispion attended as observers. On the recommendation of
the Evaluation Miassion, the ORT manager took immediate action to address this
issue and informed the ACEC/DVV that they would not receive the next pavuoent
under their contract (30% of the total) which has now come due nntil all of
the working condition issues listed sbove are Tesolved to ORY's satisfaction.
Further, ORT requested ACEC/DVV to provide documentary evidence of paid up all

risk liability insurance as a condi.ion precedent to payment.

W



-72-

In view of the attitude of the supervisory personnel as indicated clearly
above, the Mission:

RECOMMENDS THAT ORT AND USAID AFTER THE PACD MAINTAIN CLOSE SCRUTINY OF
WORK CONDITIONS AT THE SUB-PRCJECI SITE. IF WORK CONDITIONS ARE NOT
CORRECTED WITHIN FCURTEEN DAYS, THE MISSION RECOMMENDS ISSUING A STOP WORK
ORDER TO PREVENT POSSIBLE INJURY AND/OR DEATH TO LABORERS ON A U.S.
GCVERNMENT FUNDEL PROJECT. ‘

THE MISSION FURTHER RECOMMENDS THAT ORT SUGGEST TC ACEC/DVV TEAT IT
ENSURE THAT WAGES PAID UNDER THE SUB~GRANT AGREEMENT ARE CONSISTENT WiTH
PREVAILING PRACTICES IN THE AREA FOR UNSKILLED LABOR.

7.4 The Distribution of Sub-project Benefits

The Evaluation Team was asked to examine the issue of how the benefits of
the sub-project are distributed. The Project Proposal dated February, 1484
states that "the main beneficlaries will be the 25,000 inha“itants of the Zaku
Groupement...Approximately 2,500 people will benefit directly from the
electricity produced by the hydroelectric installat n."

Since the inception of the Koda subproject, ORT has stressed the
importance of equitable benefits to both the missionaries an¢ the surrounding
communities. In January, 1985, in a policy review with CECA, ORT stated:

"...it has been ORT's concern that the completed.... svstem not onlvy
equitably benefit missionaries and the Mission facilities but also serve
to improve the quality of 1life of surrounding communities and generate
smell scale rural enterprise....although (CECA) 15 consldered the formal
recipient of the grant, they also represented the surrounding communities,
considered by ORT as equal beneficisries.”

On a superficial leval, the sub-proiect avpears to provide dispro-
portlionate benefits {o American misslonaries and thelr families since the
following percentages can be calculated using the infermation providad in the
April, 1985 NRECA report:

0 552 of all power generated would be consumed by Rethy
misalon residences and commercial operations;

o 10X by Rethy public facilities (the mission hospital,
mission optical shop and missisn administered but govern-
ment financed public schools);

o 01X by the nearby military camp; and

0 34% by Kwandruma (2% public, 22% commercial and 10%
regidential).

It should be noted, however, that among misgionary residences are those
for the two doctors (soon to be three) and nurses who work at the hospital.
The home of the operator of the optical shop (the only source of eyeglasses in
Haut Zaire) and of general support personnel also benefit. The private Rethy
Academy for missionary children (grades 1-9) slso benefits but these are, at
least partly, the children of those providing health care and optical services
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to the larger community. Although the CECA missionaries are very explicit that
their primary purpose at Rethy is evangelization and their church and other
religiously oriented activities will be electrified, it 18 clear that the
majority of the power generated will contribute to development and welfare
objectives. Further, purely religious activities such as the church will pay
for the electricity at the same rate as other users in Rethy under the rate
structure currently proposed (see 7.6 below).

Further, the services of the CECA project manager (unpaid) in advancing
the technical and conatruction objectives of the project have been very
valuable and the presence of a core of relatively more affluent people able to
pay the full eccnomic rate for electricity will be of central importaace t-
the long term economic viability of the project (see 7.6 below). The missic:
station also benefits the surrounding community indirectly by serving as &
market for some local produce, by providing improved seeds from mission grown
crops to local farmers and in other ways. These are also impcrtant
considerations when adressing the question of who is benefitting from the
project and to what degree.

Finally, the Evaluation Team noted oa the NRECA map of the transmission
lines that they cress a Catholic mission station which 18 not indicated for
electricity service. The Evaluation Mission visitad the gration and found a
primary school with 365 pupils in eight separate thatch structures. Aithougn
the classrooms were dark and illumination would certainly improve the school's
facilities, the Mission concluded that upgrading of the physical structures
would be required before electricity could be gafely used (i.e. doors and
windows should be installed in the openings and repairs are needed to some of
the mud and stick wells). Cn the next site visit, the ORT project manager
might comsider meeting the Catholic priest who 18 responsible for the school
to learn if there are any plans for improving the primary school and to
apprise him of the potential availability of electrification.

During the interview with the CECA project manager, the Evaluation Teanm
was assured that electricity would be previded to anyone requestircg it whe was
able to pay the standard rates and who used the electricity in a safe manner
even if CECA disagreed with the practices or beliefs of the consumer (e.g. the
Catholic church or a commercial establishment selling beer). On the other
hand, based on comments made by the CECA project manager to the Mission team
leader that he was glad »RECA had not recommended electric service to the
Catholic mission statlon due to his own religious convictions, we are not
convinced that CECA willi make an unbiased effort to apprise all potential
consumers (e.g. Catholicse) of the availability of service. ORT and, later,
USAID may need to monitnr thisg Aspect to ensure equitable availability and
distribution.

7.5 The Proposed Management Structura of the Hydzc Facili:sy
Both the NRECA report of April, 1985 and the legal advisory opinion of a

U.S. law firm obtained by ORT in March, 1987 strongly recommended that CECA
eetablish a separate non-profit limited liability corporation to administer
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the hydro facility. A geparate entity would protect CECA from being legally
liable for any accidents caused by electricity. In this way, CECA's other
assets would be protected and a separate Board of Directors would govern the
activities of the hydro facility. The new CECA entity could also be registered

as a member of the ECZ.

NRECA recommended a nine voting member Board of Directors inm which CECA
would retain the positions of President, Treasurer and Secretary as well as an
absolute majority of members. Kwandruma would have omne voting representative
and areas outside the service area, but with an interest in the system, would
have two mon-voting members (ome of which would be from Lokola).

CECA's legal representative has indicated that C¥CA, at present, prefers
to retain direct control of the facility as a divisi 1 of the current CECA
organization even if this places all CECA's assets at -isk. A draft set of
regulations for operation of the facility are ncw under review.

It should be noted that the ORT-CECA sub-grant project agreement
stipulates under Conditions Precedernt (E.3) that "... an independent
coasultant be called ir to help the concerned parties develop an equitable
svstex of power distribution and user fee payments. The final design of such 2
gystem would then become binding upon all parties involved and will be
considered an integral part of this contract...” This Condition should be
brought to CECA's attention in writing with emphasis placed upon the
requirement that the SYSTEM is to be developed by the CONCERNED PARTIES and
that the final design RECOMMENDED BY AN INDEPENDENT CONSULTANT would thern

become binding on all parties.

This Condition Precedent limits the freedom of CECA to design the svstem
and requires compliance with the recommendations of an independent consultant.
In the event that ORT should determine that the sub-grant project agreement ig

not being adhered to, section F.9 of that agreement states that ORT "reserves
the right to redirect project activities as it sees necessary.”

In discussions with ORT/Rinshasa ané CSAID, 1t 1s clear that both favor
substantial involvement by the Kwanduma community in the design and management
of the hydro facility. The NRECA report recommends Board membership for
Rwandruma in a separate entity. At present, there is no involvement of
Kwandruma in the facility other than as # minority of the eventual consumers
of electricity. Consequently, the Evaluation Team:

RECOMMENDS THAT ORT WRITE AN OFFINIAL LETTER TO CECA COPIED TO USAID
REITERATING THE CONDITION PRECEDENT (E.3) CITED ABOVE AND URGING A
SUBSTANTIAL ROLE FOR KWANDRUMA IN WHATEVER ORGANIZATTONAL FRAMEWORYX IS
EVENTUALLY AGREFD UPON BV THE CONCERNED PARTIES FCR MANAGIMENT OF THE
FACILITY.

7.6 Prospects for Sub-project Seli-financing (User Fees)

it
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The objective of the user fee system is to cover full operating costs,
contributions to a depreciation fund and contributions to a development fund.
The development fund serves as a fictive loan repayment activity (assuming a
soft loan of 6X) in order to simulate a commercial venture which might, for
example, have been initiated by an international financial institution. The
objective 1s to demonstrate financial viability of this pilot scheme in order
te assess the potential for replication of the project design.

The interpretation of what was referred to in the Prcject Paper as
"amortization costs” has thus undergone significant changes from the time the
sub-proiject was first approved. The Project Paper envisaged an amortization
COBL to be recovered which would equal 3% of the capltal cost per year over a
35 vear period. The project cost was taken to be the budgeted amount cf
$1,417,000. Interest payments were not included in the original cost
estimstes since the sub-project was a grant aad not a lcen.

in the Cooperative Agreement between ORT and AZD, the term "self-
firancing” was rephrased as "self-sustaining.” This has been interpreted to
mear tiat a sinking fund should alsoc be established to cover futurs costs of
ma jor svster replacements as well as system improvement and expansion.

The April, 1985 NRECA report did much to quantify the financial aspects of
the sub-project. Energv and pover projections were developed which snabied
calculation of potential sales figures. These projections were based on
irnterviews, written Tequests Ior electricity, records of exieting electrical
use, and estimates derived from thig information. Operation, amortization aad

unit costs were projected based upon the following calculations:

1) Total monthly operating costs of $1,455
2) System depreciation fund of 3% per year of $1,417,000
3) Monthly principal and interest paymeunts for a soft
loan at 6% repayable cver 50 years on a principal
amount of $1,417,000
The resulting recommendation was a general enmergy rate of 0.11 U.S.
cents per XW hour. This was to be Zmplemernted by using meters for larger
energy users and by establishing a demand 1limited service for small energy
users with a fixed flat rate of $4.51 per month.

By March, 1987 the interpretstion of the "self-financiug” purpose had
taken more of a commercial frame of reference. The goal was described as being
to demonstrate that if the sub-project were a tru'y commercial enterprisge, it
would be able to meet reasorable debt service requirements of futeruational
lenders. A more detailed financial studv was completed by NRECA to determine
the cost of service and appropriate rates bhased on the foilowing assumptions:

1) Total monthly operating expemses averaging about $1,000
in year one and gradually increasing to a $2,260
average monthly by year ten.
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2) Depreciation broken down into 5 year, 10 year, 35 year
and 75 vear categories for a total depreciation of
$30,376 per year om total initfal capital costs of
$1,138,000.

3) Expenses and depreciation include costs of maintaining
and operating the existing diesel generation equipment
for backup.

4) Pripcipal and interzst payments on a simulated 35 vear
loan with a principal amount of $1,250,000, interest
rate of 6% and & three year grace period om princinal
and interest.

This gtudy was developed oz a computer dgpread sheet format to mcre easily
determine the effect of changes in number of consumers, electrical usag=, rate
schedule changes, etc.

The computer model provided by NREZCA to ORT shows a positive cash flow in
all years of operation and a positive pet margin in year ten and bevoad with
rate schedules starting at 0.1 U.S. cents per XWw hour for sirgle phase ant
0.10 U,S. cents per KW hour for three phase service, increasing to 0.14 per Fw
hour for single and (.13 per XW hour for three phase by vear seven. In this
model, the critical vear for cash flow is vyear six, with end of year cash
Projected at a little under $27,000.

EVALUATION OF THE ABOVE SCENARIOS - MAJOR POINTS

1. The interpretation of the "self-financing” requiremen:zs of thi.s
sub-project is much more comprehensive and also more burdensome now than. that
which was originally proposed. The present interpretation 1s likewise much
more realistic in terms of generating finanmcial support for future projects.

2. Based cn the projected energy use and the commercial feasibility
interpretation of the financial goals of the sub-project, the NRECA studies
AaTe conslistent anc basizally valid, The na jor conclusinn of the srulizs, 3s
Pertains to rates, is that to zee:r the demonstration gosls, ruvenue frtm o the
project must average at ieast 0.12 U.S. cents per KW hour over the first seven
vears of operation.

3. A close review of the financial analysie shows that in the first five
years, the kev to showing commerzial feagibility rests almost completely on
the expatriate mission activities at Rethy. 1In the second five year period,
Zairian commercial activities become a significant factor. Zairian
regsidential use will remain commercially insignificant well after the imitial
ten year period analyzed.

4, A significant limitation of the rate analysis studies is that thev do
not address the effect that rates have on energy use. Obviously, higher rates
tend to discourage energy use, while lower rates have the opposite effect.
Unfortunately, for this pilot project, the relationship between rates, energy
use and comsequent revenue have not yet been well established.
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5. A second significant limitation of the studies is that only the
revenues recelived through the management of the project are considered.
Economic benefits to community businesses through increased productivity,
higher sales, etc. are not considered. The result is that economic
Justification for this project is Judged from a very narrow perspective.

6. The presert computer study format cannot d4ccommodate fixed flat-rate
schedules or block-rate schedules. For exazple, a rate of 0.12 U,S. cents per
KW hour for the f£irst 507 Kw hours and .10 U.S. cents per Kw hour thereafter
cannot be entered with the present computer program.

7. The rate stucdies are shown *n U.S. dellar ameunts and basicallv assume
a constant dollar value. Social, political and financial considerations
resulting from converting these constant value assuaptions into local currency
approvec rates will significantly aifect the final evaluation of
“self-firancine” capability,
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During the Evazluation Team's visit to Rethy, one entire evening was
devoted to a discussion of user fee rate options and the assumptions
underlving the nptions. A central concern which emerged from the meetirg is
the ability of the flat rate ceonsumers in ¥wandruma tc pay for the wiring, the
connection fee and the monthly charge. The CECA manager stated that he
believed most Kwandruma consumers would be able ton afford the initial costs
and monthly charges at the rates proposed In the NRECA study. (Costs were
estimated as conmnection fee 21,100, wiring from 22,000 to 25,000 and a monthiy
charge of about Z20Q at the exchange rate of 2110 to the dollar).

One means to ease the burden on the low-income consumer would be for t
hydro facility to loan the funds for the wirlng to the consumer and recover it
through higher monthly fees spread over several years. The CECA manager al
noted that those buving wire from the CECA store from present stocks would pav
a lewer rata (Z2,00¢: than thcse buving wire later since the present stuck has
been subsicized bv CECA. Even so, it was pointed cut that a primary schonl
teacher earns abeout 21,200 a mornth {(ast much more thar an unsxililed laker
sc that the connection fee alone represents sbout a month's vages. The CE
marazeI nolel that local people earn other incoze from the sale of surcl
agriculrural produce eand could sell a 50kg sack of beans, for xample, to pav
fcr the cennection fee.

.
-
[}
-
«

-
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Another aliernative considered at length st the meeting was a two tiered
system in which wmore affluent consumers would subsidize the low income
consumers, AU present, the missicnury compunity is paving 6C U.S, ceats per
KW hour for diz2sel generatad electricity. The hypdre facility will tring to:
cost down to 11 cents per KW hour under the proposed NRECA rate structure. The
Evaluation Mission electrical engineer noted that the small number of low
income consumers in question couid be assisted with an increase of as lirtle
as two cents per KW hour added to the metered rate for missionaries and the
more affluent commercizl users in Kwandruma. The CECA project manager

indicated his oreference for maintaining a single tier system at about the

NPETA recommended rite dip order to confine fhe underiving rate gorucTure
assumptions t~ acczcmic rarther than social consideracicas s0 as to Femonscrzce
suxdLion s CLllld Jacliar todan s [ ~L2.,a8°4005 50 Toew Lemnpserzes

acos
economic viabiliry,

It is the view of the Evaluation Team that economic viasility may be
demonstrated while also taking igto greater consideration the econonmic
realities of the average Xwandruma potential flat-rate electricitv consumer.
The Evaluation Tean engineer was asked to compute the variances in the user
fees for different categories of consumers based upon the NRECA consumption
estimates to determine how much subsidy would be required from (a) large scale
residential users onlv and (b) large scale residential users plus large and
small scale commercial users in order to keep monthly flat-rate consumers
costs down tc a realistic ievel.

If a monthly flat-rate charge of 2150 1s used for the 65 flat~rate
connections planned for year one at an exchange rate of Z110 to the dollar,
the KW per hour charge falls to 5.4 U.S. cents. To make up the loss in
revenue (the difference between 11 and 5.4 cents) by charging the difference
to large residential consumers (in effect missjonaries at Rethy) alone, the
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rate for them would rise from 11 to 12.6 cents. If the subsidy to flat-rate
consumers wern spread to include large and small comnercial users, the rate
would fall to under 12 cents. If the number of flat rate consumers in yesar
one were doutled to 130, the gubsidy would still only raise the cost to other
ncn~-public consumers about one cent per Kw hour., Given AID's interes: in the
social sood as well as the economic viatility of the hydro scheme, the
Evaluation Miseion believes these options should be vigorouslv pursued.

it is bevond the scope of work of the Evaluation Team to recommend efsher
é rate structure or a rate to charge for electricity censumption, however, ¢
Tear does:

RECOMMENT THAT ORT RECUEST NRECA OR USE TKE NRECA LOTUS 123 COMPUTEE MODEL
TO REVIEW SINGLE AND DOUBLE TIER RATE GPTIONS WITH A VIEW TC ENSURING TEE
AFFORDABILITY OF THE SYSTEM FOR LOW INCGME USERS WHILE PETATINING AN
OVERALL FATE STRUCTUAT WHICH WILL ENSIRE REALIZATICN CF THE GJAL 2F 4
ELF=FINANCING S¥STE:,
Speciiicallyv, MRETA miaht review rate siructure opiions to better answer
such questicns as what will Se the net efect financlelly if:

=-all eiectrical rates are 11, 12, 13 cents, ertc. per KW
hour

~a small residential rate is fixed at 2100, 7150, z200,
etc. per month;

~the presert Zaire exchange rate changes to 130, 150, 200
to the dollar

~low flat residential rates result in the number of
consumers in that rate schedule increasing by 50%, 73%,
100%, etc.

-the number of commercial consumers increases or decreases
by various percentages.

—multiple block-rates are used
er to 30U KW and terp cents g

(e.2. 12 cents oer ¥W henur

~
.

- s N _
&I hw Lour theresfter.

With respect to the conmnection fee, it is recognized that people who make
a sacrifice for something they want will value the service more so than 1if ir
is free or nearly so. The Migslon agrees that a connection fee of about $1J
(21,100) is acceptable for flat-rate consumers if (a) the monthiy rate is then
kept affordabl: and (b) the initial rate 1s not merely a temporary inducement
to encourage initlal capital outlay for the service. Flat-rate users should be
guaranteed that their initial monthly rate will not be increased for at least
twelve months and that, thereafter, it will not be increased more than a fixed
percentege per month with an annual cap announced annually by the Board of
Directers.

For comparison., ORT mav alse wish to oktaln a cupy of the rate ;3
used by the CECA mission in Nyankunde which currently collects usger f

&
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the functioning hydro scheme located there and from simllar schemes elsewhere
in Africa. Finaily, to assure that financial data 18 properlyv recorded and is
recorded in a manner which will permit later analysis of the scheme's
self-financinz viatility:

IT I5 RECCMMENDED THAT THE DRAFT CHART OF ~ACCOUNTS PREPARED BY CECA FOR
RECORDING INCOME AND EXPENDITURES BE REVIEWED BY A CHARTERED ACCOUNTANT
FOR COMPLETENESS, LOGIC AND INTERNAL CONEISTENCY. IT I35 NCTED THAT
TECHNOSERVE RECENTLY PREPARED A CHART OF ACCOUNTS FCR DPP UNDER AN (RT
CONSULTANCY WHICH WOLLL INDICATE THAT LOCAL EXPERTISE IS AVAILARLE 1IN
KINSEAZA TO UNDERTAKE SUCKE A REVIZwW.

Regarding the asgsumptions uncerlving the debate on the sustainable level
of user fees for flat rate coasumers, ORT should carefully raview wit> NRECA
the recent world BRank studv: of Zaire's energy sector. OFf partlcular
irpertance are the Bank's chservaticns that:

o CLLY 74V aot induce
e ENIL ouselicld expendiruve
iy consumes about 2400 (Mav 19355
cal cooking has not been rezlaced

cests of charcoal and
1 subst loz. Whers
> astimated a z
harcoal, tra ccal ch
ity even where power has been provided free of charge.
al constraints are also afiecting the French-governmeat
assisted COGELEX scheme (4,500 corrections), as evidenced by "a lack
of consumer interest.” '

rren 3

ftee
d th pleal

b
A
11}
€y ¥~ 14 @

c
at a ty
radlitl

bv alec

M n

The Bank proposed that SNEL undertake a Household Emergy Survey with Baak
assistance as soon as possible. Parhaps ORT could contact the Bank to see 1f
the Rethy - Fwandruma area could be includad Za their study.

7.7 Review of Sub-project Qutputs and Conclusions

According to the Prodect Provosal, the three conditions expected at the
anc ¢of the gub-rreiect were:
0 construction of a 300 KW hvdropower installation;
0 a team of locally trained electricians in place to
monitor and maintain the svstem;
o the establishment of & user fe= system to fipance
the costs of operaticn, maintenance and
amortization of the syetem.

Several astimeted dates fov the completion of this sub-project have come
and gone. As of the time of this Final Zvaluation, none of the sub-project
OMTPLTS Tave Deen acrieven, The snesical fongTtruction orf the cilicy vyas
astimated to be €37 zompleted on Aprdl 20, 1987, Thare i5 o = of locally
trained elec T

I
bt
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ning plan
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5
triclans in place and CZCA has failed to prepare a tra

+ Zaire: Issues and Options in the Energy Sector, (The World Bank: May
1988), Report No. 5837-ZR.

AL
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for the achievement of this obiective, Worse, the Amerfcan CECA project
manager whu was sent to the U.S. for ten weeks trairving 18 now leaving the
project area for 1I months without as vet having identified a replacement or
trained anvene to take over anv gignificant proportion of uis cduties. A user
fee syster is now under discussion and the system is belnp develwped with the
assistance of NRECA. Each of these roints is discussed at greater lemg:h above
and in Annexes 2 and 3. They are summarized here im order to present soame
cenclusions and general recomzendatiozs with Tespect to this sub-prolect, as
follows:

1s clear in hirndsight that the primary subprecjecs ob
of the hvéro facility) was not realistic in light of
1986 the CRT Eag’neer, Dan Goder, was already predic
t the work would not be comrleted befare the end of
.r the primary sub-proiect outpur divectly contribus
delay iz achleving zhe other twe ex iec
22l to have been anpron

0 complete the prinm
e a:

i
o
el
G
9}
(&)
2
(o
Q.
v
hESY
<3
!
(@]

e

g akrupt. Clearly, z
d for. Neaetheless, the aumerous difficulries in exe :
do provicde lessons for the future, lessoas which are evan

e

t

in light of the pilot nature of the sub~project ard 4ID's
4

ES

nore important
particular interest in the feasibility of using a professional construction
firm or comsecrtium to build a mini hvdroelactric facility,

Second, compared to the other two sub-projects (ECZORT and DPP), the PVO
executing the Koda hydro sub-project appears to have benefitted least fror its
assoclation with ORT in terms of institurional development and traiming. This
1s partlv because CECA at Rethy already has significant management
capability. It is also because the nature of the sub-project activity was
mostly construction and a separate contractor was used for the construction
work, thus limiting the PVOD g a supervisary role.

Iz a meeting held in Rethy on April 30, 1987, ORT imposed five coniitriocns
precedent to be fulfilled before parment of the next 30% of funds to the
construction consortium would he permitted. Ome of these was the submission of
a detafled plan of action which would enumerate precisely what steps remain to
be taken to achieve the primary sub-project purnose. In theory, the
contractor’s plan will demonstrate that the construction of the facility will
be completed before the PACD of Septeuber 30, 1987. 1Ia reality, it Is the
Judgment of the Missinr's civil and electirical engineers that electricity is
unlikely to be generated by the facilitv before the PACD. 1In view of this,
two recommendations are being made as follows: .

1T IS DECCMNENDED THAT THE AID/ORT PROCECT AGRLZMENT BE EXTENDED

DECEMBER 31, 1987 AND THAT THE NRT PRGIECT MANAGZR BE RETATHED FO z

THREE ADDITIONAL MCNTHS TO ENSURE COMPLETTON OF THE HYDRO FACILITY, FULL

CONTRACT COMPLIANCE BY ACEC, DEVELOPMENT AND IMPLEMENTATION OF A TRAININ

PLAN BY CECA AND THE ARTICULATION OF A MANAGEMENT STRUCTURE AND USER FEE

SYSTEM WHICH TAKE FULL ACCOUNT OF THE INTERESTS OF KWANDRUMA AND OTHER

ZAIRIAN VILLAGES NEAR RETHY

TO
R

\W¥
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IT IS FURTHER RECOMMENDED THAT A FINAL TECHENICAL EVALUATION BE CONDUCTED
AFTER ELECTRICITY HAS BEGUN TO FLOW TO ENSURE THAT A SAFE AND' COMPLET
SYSTEM HAS BEEN INSTALLED. AN ELECTRICAL ENGINEER SHOULD CONDUCT THE EINAL
REVIEW, EITHER REDSO, USAID/KINSHASA OR CONSULTANT ENGINFERS COULD BE USED
FOR THIS PURRBOSZ.

By early 1988, USAID should have a fairly complete dorsier on the
difficulties and obstacles which confronted the design, comstruction and
institutionalization of the Koda Falls nvdro facilitv. USAID has also aseisted
a PVO In Karaya over an eleven vear period to build a hydro facility for ics
mission and has experience from another built at Tshikajil using U.S. Hespitsis
and Schools Abroad funds. In addirion, there are other mini hvdro schemes in
Zaire (e.g. Bunia) and nearby countries. At this point, the Team:

RECOMMENDS THAT USAID UNDERTAXE AS PIAMNNED A MINI HYDRO SCHEMENREC 2SR GH
AND EVALUATION: STUDY TO OBTAIN COMFARATIVE COST ESTIMATES, COMPARATIVE
DATA ON THE DISTRIBUTION OF BENZZITS, COMPARATIVE ASSESSMENTS OF USER FEZS
AND 'LONG TEEM FINANCIAL VIABILITY DATA. IN THE SCOPZ COF WORE FOR THE GTLDY

41D SHOULD SPECIFY ITS GOALS FOR HYDRC FACILITIZS WITH EMPHASIS ON HOw IT
VIZWS TEE RELATIVE IMPORTANCE 0F AIDING ZATRTANSEDIRZGTLY,, FATDING! ZATRHTENS
INDIRECTLY THROUGH SUPPORT OF MISSION RUN PUBLIC FACILITIES (HOSPITALS;

TN

AND ASSISTING MISSIONARIES DIRECTLY WITH THEIR ELECTRIC NEEDS,
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TRAINING

While Project 660-0097 was basically designed as a commodity procurement
project, each sub-project included a training component 3s part of the
project's effort toward institution building. Given differences in the nature
of each sub-prcject, the training approach varied from one sub-project to t.e¢
other.

l. DPP SUB-PROJECT

As the result of an institutional diagnosis carried out by the ORT
Project, D.P,P. - the development branch of the Diocese of Idiofa invoiveé in
a number ot development activities - was found struggliing with deep mcnagerial
problems. It soon became apparent thzt simply helping that orcanizazion ouild
bridzes was insufficient; the overall managerial capacity of the orcanization
needed to be strengthened. Ths diagnosis had found deficiencies in both
General ancd finanzial management. Maragement training aleng with & comnlete

revision of the accounting system were recchmended as important acticens o
undertake immediately.

The approach used for management training for D.P.P. was that of
organization development in the sense that the course was designed to address
the organization as a whole; all its managers were to attend. Course
materials were developed so as to reflect the D.P.P. sizuation as much as
rossible. For example, role plays and case studies were often taken from
participants' experience with D.P.P.

\\;ﬁ.



-3-

The course was divided in five training modules and taught intermittently
in five weeks:

Module 1 : Effcctive team work in an organization

Module 2 : Choosing management objectives, leadership, effective
delagation, problem solving, decisicn making

Module 3 : Project Planning and Evaluation, Report writing

Module 4§ Interpersonal communication, Conflijct Management,
Elaborating micro~projects

Module 5 : Logical Pramewcrk, Evaluation of perscnnel performance.

The sequence of the modtles does not look very logical; for example, the
evaluation cf personnel performance and the logical framewcrk have little in

common; job description and elaborating micro~prsjects focus on different
thirus,

Other than this problem of organizing the course material in a logical
way, the approach as well as the content of the course were relevant and
appropriate: first, a needs analysis had been carried out and served as a
basis for developing course materials. Needs analysis before designing a
coursa is a step that is too often averlooked in. many trainine preocrams, That
the project took this critical step should be acknowledged as a positive
achievement. Second, holding the training session for all the managers of an
organization is more likely to bring about some change within the insti:ution
than would the traditional approach of sending one or two managers of an
institution to attend a training session where there are nearly as many
institutions of origin as there are participants.

The appreoach used by the project has its own shortcomingz, ecpacially when
all the participants do not have a homogeneous educational backaround. The
more educated participants tend to overwhelm their less educated colleaques,
As a result, the latter take les:z advantage of the course. Regarding the
D.P.P. training sessions where the participant's aducation background ranged
from four years of secondary school to three to five years of College, the
trainers often faced the problem.

Experiential learning methodology as used by the trainers and the content
of the course itself were enthusiastically appreciated by the participants.
As one of them commented: "we certainly have not suddenly become highly
qualified manacers as a result of these five training modules on management;
but one thing is certain: we are now aware of many mistakes we were making in
the past, we want to correct them®.

How successful have they been in correcting those mistakecs could not be
verified by the team. Active observation in the field is needed to determine
what impact the training has actually had on the organization. Some of the
questions that should be addressed are discussed in the section which deals
with the impact of the project rraining effort.
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A training needs assessment in a ~ample of seven rural health zones and 14
health centers preceded the training. Deficiencies were detected in several
areas, such as:

lack of careful planning;

conflicts of job attributions;

insufficient control and evaluation;

unclear accounting systems;

unreliable nrocedures of equipment and drugs procurement.

As a result of this needs asgessment, four training modules were developed
focusing on "he management of human resources, finances, drugs, supplies and
equipment. The modules were “ested on 45 MCZ's ancd administrators coming from

40 health zones,

This approach has advantages as well as disadvantages. One important
advantadge ~ as it was confirmed by some of the participants interviewed during
field trips - is the possivility of sharing experiences and information. In
effect, health zones in Zaire represent a variety of management experiences.
Where the reference hospital is church sponsored, management style and habits
will differ from a state hospital. Even among the church sponsored hospitals,
Noticeable variations are found between the Catholics and Protestants. Still
within catholic and protestant qroups, there are differe.ces.

One important disadvantage of this approach is that the person who has
attended the training session faces an uncomfortable situation when he/she
returns to her organization. She may hold quite new views concerning the way
the organization should work, or as a result of the training he/she may
8uggest changes, out the superior, the peers or the subordinates will often
reject his/her ideas. She may be looked at as the person with ®those
unrealistic ideas".

However, the most important criticism that can be levelled against this
particular training seminar ic of a different sort: the number of participants
~ 45 - was excessive, especially when experiential learning methndology is
used.

The number of facilitators is even more impressive: 27 among whom only two
or three are known to have experence as trainers. It is doubtful whether
experiential learning was truly used in this casge. Among the facilitators,
expatriate consultants were also hired, which raises doubt about the
sub-project concern about cost effectiveness. Qualifed Zairians were
available, there were no acceptabie reasons for hiring 27 facilitators among
whom some were expatriate consuitants, The four meduies that nad peen
developed were later integrated with management materials from modules
developed by the Bxtended Vaccination Program (PEV). New modules were thus
added: planning, primary health care concept and project evaluation.
Materials for this last module are yet to be developed.

Both the initial modules and tha integrated ones were developed in a joint
effort with other donor agencies and with other health projects (SANRU, PEV).
This shno:1d be pointed out as a positive achievement in that ECZORT did not go
its own way but did strive to collaborate with other interested inst.tutions.

\V



The integrated modules were tested on another group of 22 MCZ's and
administrators in a seven week long seminar.

A follow~-up evaluacion was undzrtaken among the first group of MCZ's and
administratcrs who had taken the four management modules. The evaluation
sought to assess the extent to which knowledge and skills acquired through
Seminar were put into practice in the field and eventually to detect parts
modules which were unclear, thus requiring further revisions. The four
modules have indeed been revised as a result of this evalua-ion.

he
£
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The guality of the materials is, in the team's opinion, of high standargd.
However, the other three modules that were integrated with the PEV materials
need to be evaluated and revised before they are reproduced in large
cuantities., This second follow-up evaluation will obviously be carriec¢ ous
among the I3 participants of the integrated mocdules.

Desrite criticisms as praviously macde, the team considers the man geran:
mocules as & trainine program that was designed following the most rigourouz
methodolocical procedures. Needs were assessed prier to develeping
materlals. The latter were then tested on a sample of the client group. A
follow-up evaluation was later undertaken for the purpose of revising those
materials before thev can be published. Rare are the training programs that
systematically follow this methodology which is professicnally “he required
procedure.

There is little that can be said about the other training courses,
primarily because ECZORT provided no techniral inputs; instead, its
contribution was limited to providing funds and administrative and legistical
support. This was the weakest part of the ECZORT training component; funds
were provided with little concern about the quality of the training. There
was no technical contribution to the development of tre training materials or
Guality control of the training actuaily proviced.

The quality of the course materials on vehicle repairs and maintenance,
have not been assessed since they are purely technical. The course on drus
management is a shorter version of the larger module on the subject developed
for MCZs and zone administrators, the quality of which is excellent, as
previously mentioned.

With regard to the Training of Trainers (TOT) of community health workers,
ECZORT used materials developed by the V%orld Health Organization. wWhile the
quality of this material is of very high standard, it needs readaptation to
the 2alrean context. Cne important stap that will have %o be made in thls
cirection i3 a follow up evaluation anong former trainers ; then results of a
such evaluation will the be used to revise the WHO materials.

-
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Much more substantial work needs to be done concerning the training of
development committee members. No standard curriculum has been developed,
ECZORT provided funds upon request from health zones. The content and the
methodlology were entirely made up by the MCZ or by the zone administra“or.
When requested by the evaluation to show the materials that had been used for
the training of the development committee members, a zone administrator - who
was the trainer for the course -~ was unable to show even tne outline of the
Content.

There is need to croduce a s+andard reference material that can be useé
throughout the country. To achieve this, a national workshcp is recommended in
which the MCZ and administrators whc have held training sescicns of the

members of develcpment committees should participate. CEPAS, which is known o
have high qualitv expertise in *:his field, should also be invited ¢o attend
the workshe: . The purpose of the werksnip would be to proauce guidelines for
the develcrment of zraining materials for devolpment commirtee menbers.
TABLE -1
TRAINING QUANTITATIVE QBJZICTIVES AND ACHIEVEMENT,
CATEGORY of Personnel Target Number Percent
trained Number actually trained of target
as of March 31, 87

l. Pharmacists 30 27 123
2. Maintenance 60 44 73

Technicians
3. Trainers of CHwW 45 55 122

Trainers
4. Develorment Coordi- 23 26 112

nastors
5. Nurses trained as 20C 533 276

trainers of dvipmt

committee members
6. Cormunity Health 500 596 119

Workers
7. Development Committee 350 ? ?

members
8. MCZ aud HZ adminis~ ? 68 . ?

trators

Much of cne aoove discussion indicates that, 1n qgeneral, courses wera

financed but little was done to control quality, However, as far as guanzite
is concerned, it should be stressed that ECZORT surpassed its objectives, as

table 2-1 showc.

The highest achievement (276 % of the target member) was recorded in the
category of nurses trained as trainers of development ccmmittee, The lowest
achievement (73 %) was recorded in the category of maintenance technicians.
That many more people were trained than initially planned is larglely due to
the fact that ECZ02T had little or no control over the actual number of pecple
who attended those sessions, this was mainly left up to the MCZ, ECZORT simply
provided funds to run the sessions.



3.3. KODA SUBR-PROJECT.

Training for the KCDA sub-project took place both at the international
and the local levels.

J.1. Training at the International Level.

The sub-project manager, Mr. Brown took a ten-week training ¢course in
applied management, administration, operation and maintenance of a small
hvdroelectric system., The National Rural Electric Cocoperative 2ssociation
VNRECA) nhad the responsibility of orcganizing and conducting “he course. Tne
latter awas both theoretical and practical: a week was spen: in Washing-on fo
orientation and formal instruction in general munagement, principles of
organization and fianancia: planning. The rest of tre time was davoted ta
field experience focusing on engineering/consturction, operations’/mainterance
ancé administration.

Training pregram as designed by NRECA was basgically cound. The ¥C
by elf expressed satisfaction over the content and tre metnadocleogy

However, there are a number of reservations about the choice of the
participant who attended the seminar. Mr. BROWN is a missionary who will be
away for at least a year, begining July 1987. As a missicnary, the possiblitcy
that he is sent to another mission station by his church garoup zannnt re
overlooked. However, the 660-097 manager states that he did not know that *the
KODA manager would be away from the nlant for a year, during the period when
the hydroelectric plant would begin to operate.

When asked about the percentage of the gkills, he has been able to
transier so far to the Zairians working with him, Mr. Brown admit-ed tnat very
littie has beer dene, Ye estimates that less than 13 3 of the skills he had
sained in the U,S5. hdve peen transferrad to the aircis, masicaliv ceczise af
the lack of egquipment such as the transformers which have not vet arrived on
site. Underground wiring and some basic accountina are about the onlvy skills

transfered so far.

¥hile the absence of the required equipment is an important limiting
factor, it believes that even when the equipment arrives, little still will be
transfered to the existing Za rian personnel: they are basically unskilled
workers who have received some training on the job and have thus developed
some skills on bookeeping, underground wiring, etc. None of them is up to the
level of absorbing the managerial, administrative or engineering ®"know-~how"
that had justified “ne £14.,000 training investment that had Seen made on Mr.
BRCWN.,
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For the purpose of institution building, a Zairian citiz sh
Eeen trained either in place of or along with Mr. BROWN. Gn the other
that it might have been difficult to recruit a Zaircis with a tec-nical
Ty
S

a 0

capacity and “mcral® qualifications as required by the CECA cormunity. The
question then is whether AID should support PVOs that discriminate against
qualified personnel on the basis of religious preferences,

It is reccmmended that AID should take the necessary action
CECA to hire a gqualified Zalirois as the expatriate manager of KOD: o p
counterpart. If a counterpart is recruited, Mr. Brcwn should alsc be urged to
train him.

-

3.2, Traininc at the Local! Leve

ty of wheom about five wound up being trained. T

§ many pecple as possitle, so that with the expec-aé hi
» three te five trained technicians =ould be found
maintenance of the facility, house wiring and other bazi- o]
nitially, this trai. ing was conducted by Mr. Brown himself; it
aken over bv ACEC, the contracting company. Both lecturez and
ave been used as the main training methodoloyy.

Q 1 b
T o

b 2 ¢ SN RIS 4

Mr nitiated a camtaign to inform the DUDli< aoout the
cafe use of 2 : s is done through images and simple warning
messages such as : Do not climc on the electric pole. This is an impcrtant

initiative that should he encouraged.

194

The idea of training a number of local young people who can later use
the skills on their own is valuable. They can also be hired by RODA. HBowever,
it is difficult to assess the extent to which objectives have been achieved.

5 nz training plan N written training chlestivez. The pooi
a e

t nad rezeived = ¢f I, 10%5,00C for training, his =&

-
il

mEnager

™~ v -
.aeTe wa
: 3

(84
I
s
1

and
c suag 2
ure how to use it, It is not certain that these funds were used
ly. The manacer himself admitted that about 50% of “he tudaet
I a trip tc an hvdroelectric Zacility in Butwe to observe its

en, but litcle was learned, all that could be obeserved was how to start
p a turbine,

(6]
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was

(g =]

Cr (Y rn pe.

o
i
o
4, Other Training

As part of its contribution to the strengthening of PVN'a, +he
660-0097 financed one course for the managers of rhe Cantral and Regienal
Technical Groups of ECZ.

The zourse focused on regicnal planning and project evzluaticn. Acain,
ORT intervertion was limjted to providing funds, it had no contrcl over the
content, the methodolgy, the choice of trainers or the quality of the training
provided.
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No meetings were held with the trainers or the trainees: however,
examining tiie course materials that were produced, it can be observed that a
wide range of subiects was covered in one week. The depth and the guality of
the training are in deoubt. It is questionable whether the participants
understood and retained much from the course. Under the best circumstances, a
Planning tool such as PERT is taugnt in at least 3 days; according to the
course schedule, it wac covered in less than 2 hours.

The project also helped coordinate and manage funds that were received
from the Canadian International Developnent Association (CIDA) to carry out
maragement training for a number of PV0's in Zaire. The project's role was
purely administrative. However, reports indicate this training was highly
appreciated by the participants, reguests have been made by cther PVG's to
attend the same seminar.
ining Impact

5. T

u

The training sesiions for all thtee sub-projects mostly took place in
1985. 7Tt is premature then to assess their impact only a year arfter thev have
been held. Changes are not easily introduced in oraganizations as the resvlc
of a training. Wnat complicates an impact assessment further is the fact *tpat
training nas several intangible effects: even for those that can be measured
and observed, it is difficult to determine to what extent they actually result
from training. Even with the best research design, i+ is not easy Lo sors ok

training effects.

Durinc its short viszits in the field, the team could cnly rely on
opinion statements by former participants and sometimes by their supervisors,
subordinates or peers,

At D.P.P., former participants find the five management training
§ess5icns most reneficial., There seeTs tO b2 more open communicaticn and more
SonCern ancut gyvstermartic Planning, time maenagement, exc.

D.P.P. is stil} Btruggling with structural problems, these will be
solved and settled before it can be determined whether the managerial concepts
that were learned are being used and whether they ere deing any good to the
orcanization.

Once the organizational problems of DPP are settled, {t will be
essential to undertake an active observation type of evaluation to determine
the impact, nct only of the training sessions, but that of the entire CkT
Institusion S2ilding effer-. Such an evaluaticn is Particiliarly important if
future involvemen: with local PVOs is envisaged, Tre ORT-DDE ventnurs is 3
pilot effort in reinforecing a church managed institution through training. To
eénsure better success in future ventures, it is imperative to evaluate this
pilot effort. Some of the questions that this type of evaluation should

answer are:

W
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- What concepts among those learned, have actually been put into practice,
what difficulties, if any were encountered?

- What areas of the organization have changed as a consequence of the
training?

~ How is that chance defined i{n both qualitative and quantitative terms? As
much as possible the change should be shown in comparison with the conclusions
of the needs analysis performed in 1235,

- 1If no change has taken place, what were some of the most important
hinderinc factors?

With recard to the health zones, the follew-up evaluaticn carried cus
in March 13987 showed that the concepte that had been learned were not fully
Put into practice. There was lit+<le time o verify in details which amorc the
learned ccncepts were or were nct put in practice, the members of that
fellow-up evaluaticn team admit t chanaes are taking place in severa!
health 2ones, even thouch not =11 the concepts tiat were learne? were put ints
practice. During field visits, the Precent evaluation team cculd ctserve some
of these changes; as most MCZ't who were visited said, effort is seriowely
being made to set up a sound accounting system both at the Central Bureau
the health zcne and in the health centers. Although there is still room for
improvement, drucs ani equipment are now managed more efficiently. °Fiches &=
stock" are widely used; Supervision is mcre and more viewed as an effort to
help the hezlth center nurses %o improve their perzformance, ra“her than an

r 1 -3 3 LNy . -
cpportunity faor the MZZ to-inspect and to punish the nursa.

3]
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At the community level, the most visible impact of training is that
development committee members are beginning to suppor*t and to promote health
activities. Where development committees are most active, head nurses can
count on them as they encourage women to vaccinate the children and to attend
prenatal and under five clinics.

n
[N
mn

Cencerning the ¥ODA sub-proiect, the most visible training impant
that the trainees are now able to perform underground wiring and to pose
electric peles, More about what they can really dc ané the effectiveness of
their work will be seen only after the KODA plant becomes operational.

In conclusion, substantial effort was made by the project to ensure
that training take place as part of its contribution to institution building.
While most quantitative objectives have been achieved, there was inadequate
quality control. However, materials for management training of high quality
were produced and are readv to he vroduced in large quantities fnr usge by
other institutions.

Materials for other courses (see table 2.2) need to be developed or
revised and then reproduced in large quantities. In s0 doing, a set ¢f high
quality training materials will be available for use by other institutions.
This will add more to ORT's effort to strengthen institutions through training.

The overall impact of the training program is hard to assess now,
agiven tha*t only a year has elapsed since most courses were taught; however a
number of behavioral changes are beginning to occur.
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MAJOR RECOMMENDATICNS

THE TEAM RECOMMENDS THE PRODUCTION OF STANDARD TRAINING MATERIALS FOR SOME CF

THE

ARE

(1)

(2)

(3)

(4)

GRT ~2UR

MAJOR COURSES THAT WERE FINANCED. TO ACHIEVE THIS, THE FOLLCWING ACTIONS
SUGGESTED CONCERNING.

MANAGEMENT COURSE FOR MCZ'S

A FOLLOW-UP EVALUATION OF THE MANAGEMENT MODULES DEALING PARTICULARLY
WITH PLANNING AND PRIMARY HEALTH CARE, AND THE DEVELOPMENT OF THE
MODULE ON PROJECT EVALUATION.

DPP MANAGEMENT CCURSE
A FOLLOW~UP EVALUATION AND THE REVISION OF THE MATERIALS.

cE
USING THE FINAL DOCUMENT OF THE GOURSE TEE DEVELGPMENT OF A TRAINING
MANUGAL INCLUDING A TEACHER'S GUIDE.

MEMBEPS OF DEVELOPMIDNT COMMITTEES

A FOLLOW-UP EVALUATION CF COURSES DESIGNED AND TAUGHT BY MCz'S; A
NATIONAL WORKSHOP TO SUGGEST MAJOR GUIDELINES OF A TRAINING MANUAL ON
TRAINING COMMUNITY HEALTH WORKERS AND DEVELOPMENT COMMITTEE MEMBERS.

&

o
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A SUMMARY OF RECOMMENDATIONS
ON MAJOR TRAINING INTERVENTIONS

COURSE I
£

COMMENTS

D.P.P.

ECIORT

I
!
I
I
I
!
I
!
!
|
!
!
I
|
I
I
!
!
!
I
!
!
I
!
!
|

General Management

|

!

!

!

|

|

|

I

|

|

|

* Management of ]
Human Resources ]
- Pinances |
|

f

]

]

|

|

!

]

}

|

|

I

|

- Drugs
~ Material Resources
(Supplies and Egquipment)

* Modules on Planning
and Primary Health Care

*Modules on Evaluation

Course materials available.
A follew=-up evaluacion ol
previcus course iz needed
before these materials are
reproduced for futher use.

Audience : Middle and top level
manacers of
ceovelopment prejects

Course materials available and
ready for massive reproduction;
recommended for use by other
interested institutions (Ministry
of Health, FONAMES, etc.)

Audience: Health Zones Managers

(MCZ, Administrators
and Hospital Directors)

Need to be evaluated before
reproduction.

Need to be developed.

0
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A SUMMAPY OF RECOMMENDATIONS
ON MAJOR TRAINING INTERVENTIONS

COURSE

COMMENTS

!
£
!
!
!
!
!
!
I
!
!
!
!
!
I
I
|
!
!
!
I
I
I
I
!
|
!
!
|
!
!

* Management of
- Drugs

* Regional Planning
and Project Evaluation

* Training of Treainers
£2r Community Health
Workers

* Training of Members
of Development
committee

Course materials available,
recommended for massive
reproduction.

Audience: Health Zone Pharmacists

Course materialis available, can
be used as reference manual onlv.
Needs fur<rer elaboration ror use
as a traininc module.

Audience: Middle and top level
managers of development
projects.

WHO materials available, need to
be acdapted tc the Zairian contex-.
Audience: Nurses at the RHZ level.
Haterials :-o be developed based on
experiences in the field and on

CEPAS eyxperienze,

Audience: Memvers of Development
Committees in villages.
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A SUMMARY OF RECOMMENDATIONS
ON MAJOR TRAINING INTERVENTIONS

SUB-PROJECT COURSE COMMENTS
* Training of Mechanics| Materials need to Lbe assembled
and produced as one standard
module.
KODA * Management Training/ Materials available in English.

Engineering/Adminis~
tration of
Hydroelectric Plant

|
£
i
f
!
}
]
]
|
!
!
!
| * Basics in electricity
|

PRM:Dr. Ngay/nl
Document: 7539c¢
May 12, 19387

I
£
|
I
l
!
I
I
!
l
!
I
|
!

Should be made availatle a4 “he
Plant's library.

Materials need to be developes,
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I. Executive Summary

The objective of sub-proiect: Adgriculture/Marketing ... Parm-to-market Access
{38 to help create a gecondary network of east-west rcad linkaye so that
movement of qoods and services can be achieved with greater ease in the
sub~region of Kwilu from the interior rFreviously inaccessible or hard to reach
areas to major market and administrative centers. To implement the physical
construction portion of this sub-project the DPP (the development arm of the
PVO, the Diocese of Idiofa) was charged with its implementation.

The sub-project paper calls for some 750 kms of feeder roads tc be
rehabilitated@ whereas the co-operative acreement stated 500 kms of

rehabilitations and improved roads. In actuality scme 700 kms were eventually
affectad. To accomplish this uparading or rehabilitation, CErID/Kinshasa
choose to carry out the followina work; i.e. a) replacing aging ferries with
bridges, and &) improvemen: of ihe roac network by the inszallation of re-al
Ciu:verts at selected sites and undertake side drainage systems to the rsads.
Thus, sorne 9 bridos sites werse czlecred. At tris time & ACFOYW 2r Zges ans )

-

Bailey bridge have been constructecd and are ncw in place w
sites destined o0 receive ACROW bridging are still under cons
on-going work in preparing abutments to set the bridges on.
are already installed from the 180 called for.

uvi
8]
3
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The bridges observed (6) are broperly constructed, properiy aligned, and
correctly rclaced on their abucriment foundaticns. &1l work ampears to be
satisfactory in the respect. Approaches to be bridges are another story.

With the type of so0il at *he bridges sites, these access or approaches to all
the bridges are in need of attention. The sandy/clay type soil that has been
used to construct these approaches will need to be replaceé by more suitakle
s0il such as "laterite® so that it can be properly shaped and compacted, or
another solution found using the existing soil; such as using a soil cement
stabilization.

A de2zrapancy exists in the testing cf conarete sangles taken from material
usec in the construction of the aputments for the bridges. HNearly all samples
had failed the compressive tests as performed by LNTP. ™his decrecancy cannot
be resolved bv vigual inspection but needs to be further evaluated by an
inderend laboratory examining the results oL the pr=sent tests ang making
other tvpe testing. It has been recommended that an independ testing
laboratory be given a contract to undertake this worik.

. 5 , PLoCurerent
i8I Ttrmniities, tachnical assistarnce providad i cha qoo
desizn nf structyre, de)ivnry~a¢¢evbly-1:unrhi:7 TI bridge, conzitastion of
abutments angd foundations, culvert ingtallatian and varin 2
construction activities at and around the bridee sites, -hat al} personnel
invoived performed each and every task well and therefore deser

done*.
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II. Intzoduction

A. Location of sub-project

The sub-project is located in the Province of Bandurdu with o:rimary
concern to the sub-region of Kwilu therein. The principle routes traversing
this area Nationai Route 1 (running agenerally in east-west direction), and
National Route 19 and its extension National Route 20 to the North of National
Route 1. These latter two routes general parallel the Kasai river. Within
Ehis sub-recion there are 2lso innumerable tributaries of the Kwilu and the
Kasai rivers. Between the major artery (National Rolte 1) and the two routes
mentionec above which also generally run 2ast-west, thare is a distance of

about 125 to 150 kilometers whare no other "all-weather " road{s) connect east
£o west., Altough there are a numboer of regicpal oricrity claseified roaéds
running parallel (nort-socuth) “o the many tribuzaries of the rwo mejor river
SyYstems, and which to the manv tributaries of che “vo mazor river suzecems, rand
wnich effectively link the three €ast-west National Routes menticned ahove,
Lhere still remains many nighly populiated ang productive areur within hundred
of sguare kilometers of area with no effective recad net whiskh canle cecnnect
saicd areas with any antional or regional rcads.

B. Purpose

They are three main PUrposes concerning this sub-project hut only twa
directly concern the construction element; there arm:

o} To create a freer movement of goods and seryice into and out of the

sub-project area for the areas econcmic procress.
o To improve and hopefully create a cheaper internal transport system

for the sub-area so that it will have greater accessibility to social
services:; i.e, health, education eke.

C. Obseccive

The prime objective of this sub-project is to halp creste secondary
network of east-west road linkages which will permit the movament of gonds and
Beryices to and from these interior isnlated pockets to madar markets and
acministrative centers within the sub~regicn of Kwilu. 7o achieve this
objective, a Private Voluntary Orcanization (PVO); i.,e. the Dincese of icdiofa
was selected to carry out the implem:ntation of the sub- toject through its

development arm, the Development Progrezs Popniaire (DPP).

he following ariisce Outplts were ade whicn
<SCriptioun:

2]

o A ninimum of eight ACROW bridses t¢ e installed, |
neY been increased (o nine.)

=

14 numer has

¥
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(later incressed fo nine) galvanized steol ACROV hzidge catz

=3

0 Between 150 to 200 culverts to be installed. (Thus far, 164 have
been placed.)

0 Training of 8 road maintenance teams from DPP and 12 teams from
collectivities within the sub=prcject area in proper roas maintenance
techiniques end aspecially focussi:ng on the degizn and preparation of
drainage systems {(See Section IV Fieid Vigirs),

o Managament trainin DE? seninr and mii-level staff
it the areas of pe donwrfinmncialiicontral),

£1 conircl etc will be provided

by ORT as part of un

0 In teral, over 725 kilcmeters of road L2 he i2hiiditared as a
reguit of this sth-project wzsh ) 2ined and 6 to
3 DPF managzement staff uperaded

D. Sub-project Des'gn and Constrution fespansdEiilnias

ofl was to bhe

o ORT, the overall Project Manager for USAID/Kinshasa was to provide
DPP up to six months of short term techncial 2 istanie (TA) which

i UEZ gerior

5
g
was to be used to design the bridge abutmenzs an X
U n¢ collectivity

and mid level staff in management skilly, end
cantonniers in road maintenance techniques,
(ORT employed the local firm of Compagnie Africaine dzs IngSniuers -
Conseils (CADIC) for this TA)

11

(o) DPP was to provide one full time project dizcctor for the duration of
construction under this sub-project. This project airactor was to be
responsible for overall project cirecrior. (e e fvind 2o hethe
nasa)

0 “flce des Routes (OR) was to provide (ac a mo sho-re Lasis) two
tachnical teems to assist DPP i the asserali7iand lostailation
(launchiing) of the ACROW bridges, (This vaa £ay=d ts oL the case)

in commodity purchases ... ORT was to provide throuzl doliar “urdizng eight
¢ varying length

together with enough panels and LIanso:s, etc To caastiuct twia lauvncning

noses, ORT alrs wag to purchasae en-iiah AB00A geluactyad e iaot a3 e
congfTuarn culzects wich diasmeters vamziap Srom 800 s= oo e B D D)
USISA countertart funds was to pUPalizae g83lUan: s0q zraeh shar-d 2180 Tar the
fabricatiou cf culverts. Between OR? and DPP anouch shusr ctenl was purchased
to  fibiiogte 289 Gulve=ts as culled for.
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Counterpart funds were also used for the purchase of vehicles, equipments
and construction materlals, etc.

The folcowdng lisc of equlpment was purchased for the sub-prcject and
placed at the dlsposal of DPT.

o 1 frent-end loader (Case)

) 2 dump trucks {7 tons)

0 1 zameo truck {7 tons)

o} 1l Toveta Lancrufser

0 1 Laarever

0 I meorarevele

o 1C bhicvles

o l corirete mivers

The Ufflce des Routes (0OP) nrovided on loan to [FY cue szall front-and
boaZer (Ferid. {Pressutly deaciinad)

Eizaht comvlete Sridae eits ware cTansparied to “te vrzlsus htilpas plteg
a comzerclal transpert companv from Kinshasa, wheoesn, On tronepersed one

-

he site at Ekudi.

E. Site Selections

Site selections for bridging were bised on a conzerzus hetyran
USAID/Xinshasa, ORT and DEP based on the most traificed lnca~-ione pheve aging
ferries were in service and should be replaced with bridging.

Bridge Name River Name Tvpe Sozn
o Mingangi Lubwe SR 14007
o Itunda Loand ji DRS 120 st
o Munga Loand j1 DRS 136 £«
n Fkubi Kamtsa DRSS TR fe
2 ~tala Famtsa IS U -
2 Ialerme/loano Loaro 2SR yft
0 Mibul Lukwa SR 130 f£¢
o Kicpanga Dule NSR 130 £t
o* Yirgungi Lukual TS 197 fr

hd dailey Bridge (Seme Featu-es as LCROW, excen’ da~l 23 wood
whereas ACROW uses steel.)



F. The ACROW Bridae

The ACROW panel bridae is an improved modern version of the World War
II Bailev Bridge. In sum, in appearance and design these two bridges are
identical (see photos at Ehibits ). Like the Bailey, ali ACROW panel bridges
are formed from a number of panels pirned together end to end to form a truss,
with trusses linke¢ tocether to form the main load bearing structure. The
manner in which the panels are grouped together detecrmines the load the
structure will carry., The reoadway is carried between two main loal carrying
girders, the vahicle load being transmitted to the side girders through decx
units by means of cross girders known ac transoms {I beams). The stiffners of
the compression chord is maintained by diagonal members known as rakers and in

multiple girders and kracing frames.

A throuch bridge is cne in which the roadway 1s carriec beween two side
girders. A bridge is simply suppcrted when it is a sinale span resting or
bearincgs on abutments at each end.

Each side airder is composed of from one to four trusses joined toaether
where there is more then one truss by bracing frames. Trusses may be one
panel high, known as single Storey, or two panels high, known as double
storey, with the upper panel bolted tu be lower storey. Where each side
girder has only one truss, the bridge is known as single truss; with two
trusses in each, double truss, etc. When referrina to the a particular bridce
it is normal to omit the words truss and sterey, so that a double single
storey bridge with cord reinforcement is known as Double Single Reinforced
(DSR). The vehcle load is transferred through the decking to cross girders
known as transoms, and from transoms to the side girders.

Thus, for purpnses of this sub~project there are only two types of ACROW
bridges used; i.e. DSR and DDR. The Bailey bridge is a Ts.

T .- -

lil., ZFaviaw nf Surieck

A. Backaround Corresrondence

During the course of this evalua“ion a continuous review was made of ali
correspondence available at the ORT office. It included, inter alia: office
correspondence; reports of site visits made by the ORT civil engineer;
commodities procurement concerning bridging sets (both ACROW and Bailey);
correspondence with USAID/Kinshasa, CECA and DPP; the Mid-Term Evaluation of
097; Co-Operative Agreement; program performance reports, etc.

8. Develconmens Prograsc bosulaire (DPp)

The DPP is the development ar.n af the PVO recipient of this sub-project,
the Diocese of Idiofa . As such, it was entrusted to execute the road and
bridge rehabilitation work called for. DPP has considerable experience in the
area of construction and therefore is called upon by other Catholic

WU
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institutions in the Bandundu region to undertake a variety of construction
projects, Its headquarters is in Idiofa. Among its various divisions i* is
actually the "infrastructure division® that undertakes civil engineering
construction activities such as roads and bridges as well as other types of
construction. Although it has had no previous experience with the erection
of a ACROW or Bailey Panel Bridge, it has gained considerable expertise in
this directin by having been assisted by Office des Routes (OR), the latter
being well experienced with these types of bridges both in assembly
technigues, erection and launching.

C. Plans and Specifications

Considerable time was spent reviewing all plans and specifications for
the nine bridges. For the purpose of providing design and specification
services (technical assistance), ORT emploved a local firm of Compagnie
Africaine Des Ingénieurs-Conseils (CADIC). Several meetings were held with
CADIC encgineers to discuss various aspects of bridge and abutment designs, all
to the satisfaction of various questions the evaluator had.

It was determine that the studies, plans and design features for each of the
bridges were done in an acceptable professional engineering manner. It was
noted however, that the recommendation surfaced in the Mid~term Report by the
engineering evaluator was not incorporated in any design change to the
drawings - hence during constructicn it was not carried out., This feature
concerns tne "gabions" (a steel wire cage filled with irregular stones ranging
in size from 6 to 18 inches in diameter). The Tages after they are filled are
cemented over on the top and sides for further strengh. These "gabions® are
placed, according to plans, at the hase of the constructed concrete abusments,
its purpose being to keep river currents from washing away soil and
undermining the abutments. Since it is common practice only to place these
steel cages snug and adjacent to the abutment, it was believed to be in better
endinserips practice to tie *her directly to aktutmenss bv using reinfeorcing
steel rods. Gabions are in common Usace overseas whereas the American
bractice is to use rip-rap (huge stones cemented in place on a given s)ope
from the baze of the abutment extending a given distance downward into the
river). This civil engineer evaluator is in full agreement with the mid-term
evaluator. However, as pointed out, since it is not a common practice here in
Z2aire, and with the experience derjved by locals from the buildirg of other
similar type abutments of using this method of *gabion' placement, it is the
opinion of this evaluator that no harm will come to the abu-mentcr.

Concerning the testina of concrete in the abutments as to its quality and
strength, this onlv became an issus when raised by the NSAID/R engineer on
april 15, 1987. At that time, he made a review of ORT'S records and tabulated
the concrete compressive strength of the samples taken from the abutments at
various bridge sites. It was noted that all samples tested below the minimum
recommended strength, with the exception of samples taken from Loano abutments
which indicated acceptance.

!
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In a discussion held with the CADIC engineer concerning this subject - he
appeared to be puzzled as to the findings since his firm had never been
apprised of this situation - especially at this late date when abutments have
been constructed and bridaes built and in place. Thus, this evaluator is in
agreement with him that perhaps results provided by the Labortoire Nationale
de Travaux Publique (LNTP) may be erroneous as the laboratory may have erred
in its calculations regarding collecting, curing, transporting etc. of the
samples.,

Comment: It is the opinion of this evaluator after having discussed this
issue with CADIC, and after having thoroughly visually examined each and every
abutment, that there were no flaws in construction observed such as cracking,
chipping, spauling, evidence of movenent, slipage etc.,, that these abutments
are built according to plans and specifications and will do the job. Prom a
visual perspective the abutments appear to be first class.

(See Section Vi for recommendation concerning this issue),

IV. FPIELD VISITS - Findinas

A. GENERAL

Site visits and visunal inspection were made of the following bridge
locations: Mingandji, Itunda, Munga, Ekubi, Obala and Inferme/Loano. ACROW
bridges were erected and in place in four of the above locations, except at
Munga and Inferme/Loano. At Munga work was in progress for the making of
gabions and placing them at the abutment locations. At Inferme/Loano work was
in progress on the two abutments which are still under construction.

B. ACPOW BRIDGES

Concerning the ACROW Bridges; each and every bridge was thorough
inspected. All were correctly alicned and properly placed on their reso
baarings inside a base plate afixed atop tha abutments. Fach bridge par
the panel through-to-the-metal clip that holds the panel pin inclace was
inspected. =ach and every part is in place, and properly fitted. No visible
damage was observed to any hridge par:.

v
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C. LENBANKMEN™S

At several hridge sites the embankments at the end sides of the bridges
still need to be properly sloped, compacted and grassed to prevent erosion.
There are scmne locations where DPP versonnel indicated these slopes would be
held in place by affixing gabions to prevent erosion and then grassed over,

D. ITUNDA BRIDGE

The one bridge that of Itunda where it was reported as being oo low to
the high water mark was found to be built according to plan. At high water
mask when observed on this field trip the distance from the bottom of the
bridge to the level of the river measured nore than one meter. DPP personnel
Stated that there is no commerce that passes under this bridge since the
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natives have placed up and donstream from the bridge sunken loas that are
used to form fish traps for local fishing. As far as any heavy logs or trees
carried downstream during a heavy rain which might endanger the bridge itself
is highly doubtful,

E. APPROACHE®

The one big item that needs attention is the approaches to the bridges
(this applies to all bridges), in that the loose sandy material will not hold
up over time from continuous erosion that is constantly taking place
especially during the rainy season. Practically at all bridge entrances there
were evidences that poor soil (sandy/clay) was poorly compacted and erosion is
sitting in.

(See Section VI for recommendation)

F. CONCPETE SAMPLES

While at the Munga bridge site where work is on~going for the
construction of the abutments - it was noted that three concrete samples taken
from concrete used in the abutments were ready for transport to Idiofa and
three others were still emersed in water. As explained by DPP personnel at
site - the procedure for the samples (a block 20 em x 20 e¢m % 20 cm) is that
after the sample is taken it rests in water for § days then it is taken to
Idiofa for further transport to the laboratory in Rinshasa for compression
testing. It was further stated that at times it took up to 3 tc 4 weeks from
the time the sample was first taken until it passes through the laboratory.

G. CULVERTS

In general more than a dozen steel culverts were examined during the site
visits. All appeared to be correctly placed and properly put together from
what could he seen at eithar end of the culvert. All had water pazsing
througn them, The onlv Ffaulr that couid be found here - was “hat they all are
Ytoo short". From those observed, all needed to be extended at least one
meter on both ends to be more efficient and allow for eventual road widening
when they are re-built. The DPP personnel accompanying the evaluator agreed
on this observation and comment. Concrete head and vwing walls have yet to be
constructed on the majority of the culverts seen.

At the Munga site there is a huge marsh area that is more like a small
pond some 200-300 meters from the western shore. At this site there are 2
steel culverts in place - both are *two short® and unable to carry the water.
Because of this, the existina track is eroding awav. Unless this situation is
immediately corrected the "tract" or present roadway .ill be cut-irn-two. (See
Section VI for recommendation)

V. CONCLUSIONS

The obvious focus here is the performance of DPP, the quality of
workmanship, the bridges per se, the cooperation given to DPP by OR, and
whether the purpose and objective of this sub-project were achieved. Thus, it
is the opinion of the evaluator for the civil engineering aspect of this
sub-project that indeed all of the items listed above were achieved.
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In essence, the new ACROW bridges are properly aligned, undamaged and
properly constructed. DPP's performance in preparing the abutments and other
earth preparation work for the bridges is noteworthy when seen in the light of
having to accomplish these tasks under difficult conditions in remote and
rural areas within the sub-region of Kwilu, Likewise, OR should be
complemented on the assistance given to DPP in erecting and launching the
bridges and for the training it gave to DPP.

As for the approaches to the bridges. since the soil is not condusive for
making properly compacted road beds apd surfaces, nore suitable material will
have to be found or a solution of using "cement so0il®™ will have to be used.

Certainly the network of roads that surround these bridges will have to
be improved along with the construction of proper drainage ditches this coming
dry ceason so that traffic can start to move with greater ease and safety.

Culverts should be extended where they are determineé to be :oo short,
and faced with properly constructed concrete head and wing walls at both ends
of the pipe., This will be the Job of DPP which is fully capable of
accomplishing this task.

The plans and specifications prepared by CADIC were determined to be weli
made and thoroughly responsive for the structures upon which the ACROW and
Bailey bridges rest. As for the testing of the concrets samples, this iscue
is addressed in the recommendations section of this report.

Lastly, USAID/K and ORT's participation in the execution of this
sub~project need some mentioning. From a review of ORT's correspondence and
records concerning the civil engineering aspect of this sub-~project, both
USAID/K and ORT performed their respective tasks well and should be
congratulazed for their ingenuity, pecseverance and dedication to getting the
job done within the time frame aliot-ed, The only improvemen: here would have
oeen for poth the USAID/X and ORT Civil engineers to have made more site
visits during the various Phases of construction for each bridge,

VI. RECOMMENDATIONS

Recommend that the following actions be taken:

o That USAID/K through OR? enter into a contract with an independent
laboratory such ag the University of Rinshasa at Rimwenza for the
following purposes:

a) To examine the findinas of the concreta compression test¢s done
by LNTP taken from concrete samples cbtained from concrete used
for abutments at various bridge sites for the 097 sub-project.
To examine such data, method cf calculations etc, then render
its opinion on the validity of same and what the conseguences
will be if the results as originally determined by LNTP are
found to be correct, i.,e, that nearly all of the samples failed
to pass the minimum compressive strength tests.
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b) To make site visits and examine all abutments with a Schmid
hammer (sclérometré) to estimate the average concrete strength
of each abutment and render its findings and opinion on the
relative strength of each,

c) To make recommendations as to what course of action to follow if
the concrete in tne abutments is found to be defective.

That at the Munga site - western shore near the marsh area - replace
the existing 2 steel culverts with g small concrete culvert (or small
bridge) perhaps 3M high, 3M long and a roadway with 4M (exact
measurements to be determined by DPP) to effectively carry the large
amount of water that collects in the area due to the passage of small
streams and natural springs that run off in a direction that
traverses the road. Constructicn should start this dry season as the
existing “tract" road is about to be cut.

As soon as the dry season commences remove all of the loose sandy
material some 500 meters on each side of all bridge location and
replace it with a more suitable material such as laterite. If no
laterite is to be found or unavailable, then a special mix of on site
material stablized with the appropriate amount of cement (soil cement
stablization) should be incorporated into the access approaches.

This work is suitable for DPP under the guidance of OR assistanre
since all approaches should be properly shaped and compacted. As
mentioned elsewhere in this evaluation report, OR stated ¢ Beldgian
financed project will address this type of soil stabilization on
roads throughout the region; however, time is of the essence on these
approaches and work should be started by DPP without delayv.

That with regularity, examine all bridges at least once every month
for the first vear, “hen every 3 menths thereafter - remcve all
debris collected around ahutments, embankments, gabions at the sides
and below the bridge, and in between panels and transoms. Make sure
all pins, clips, nuts and bolts are in place and secure. Examine all
panels and side curbs on bridge decking for any damage. Report anv
damage immediately to OR for advise and/or corrective action.

That white stripes be painted with reflecting paint on each end piece
- both sides of bridge -~ on all bridges.

That warning signs be posted at least some 300 M from bridges (both
sides} that bridge is ahead, and to go slow and cross bridge with
caution since bridge is for 1 way traffic.
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o] That no parking, or repairs to any vehicle are to be made on the
bridge.

VII POCUS ON EVALUATION

A, EFFECTIVENESS

Although the sub-project paper stated that 750 kms of feeder roads were
to be rehabilitated the actual accomplishment wag 700 kms where these roads
during the course of the sub-project were improved by DPP through gradina,
instsllation of culverts and appropriate side drainage diches constructed.
Improvements werc also accomplished with the replacing of aging ferries with
bridces at nine selected locations (7 are complete as of this avaluation and 2
are still undergoing construction). All feeder roads are being maintained by
either "Cperateur Economique® or "Collectivitie”, This was accomgplished prior
to the start up of bridge installation and it can be assumed will ceontinue for
the forseeable future - thus there is some assurance of sustainability in thi
respect. The measure of effectiveness will be determined when the
agricultural sector in those areas will use the improved netwcrk of rural
roads that are served by bridges (replacing aged ferries) when the season
approaches to move their produce to market centers with greater relijability
and ease of transport; not to mention the social aspects of such improved
routes.

ui

B. SIGNIFICANCE

The significance of this sub-project which conerns the civil engineering
aspect is that it has added a new dimension to the knowledge of DPP in road
and culvert construction, and how modern type bridging is put in places with
the least amount of time.
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I. EXECUTIVE SUMMARY

The Koda mini-hydroelectric sub-project was selected by USAID/K as a
*pilot® project for bringing touether a Private Voluntary Organization (PVO)
and professional design and construction £irms for the purpose of constructing
a facility at a given location. To this end, USAID/K has achieved this
objective. Thus, “he PVO CECA was selected by USAID/K to implement ite project
at the Rethw¥ Mission., A contracrt was later signed between CECA and a
consortium (ACEC-BETEC-D.V,.V.) for the prsical construction of the
facilities. ORT acted under contract from USAID/K to manage the whole of =-he
stb-project by initially providing the administrative details in bring about
this centractual arrangement. Procurement of commoditites and equipment in
accordance with AID quidelines and pracurement requlation was also ancthrer
functicn of ORT along with having provided civil engineering expertise to the
project, although this exeprtise ended in January 1987 with the expiration of
the civil encineer's contract with ORT.

Through a review of project decuments, plans and specifications,
discussions and meetings with various concerned parties, a site visit, and an
analysis of various technical aspects of the on-going construction Drocess;
various findinus were determined, conclusions drawn, and recommerdations made.
In sum, from the work done to date, and from what had been seen of the
constructed facilities, all appear to have been constructed according to the
approved plans accomplished with quality materijals and workmanship, However,
there are ‘two exceptions o this ctatement; i.e. a) a change was made in “he
design and construction for the base of the dam upon which it rests on the
bedrock foundaticn, and, b) a minor desian change concerning the location of
the future pcwerhouse was made placing it 3 meters closer to the face of the
existing rock cliff. Both of these changes are judged *to be in keeping with
sound and acceptable good engineerina practice.

‘1
1eae

The proiect as of April 30, 1987 was judged to be 60% complete fgo te
construction phase, The remaining 40% will depend on whether the resclosian cf
plaguing problems concerning D.V.V, takes place so that the work can continue
without interuption at a normat pace., If this comes about, it is conceivable
that the remaining portion of construction will be completed before October

30, 1987,

II.I NTRODUCTTION

A. DESCRIPTION OF SUB-PROJECT

The Roda mini-hydroelectric sub-project consists of a 300 KW
hvdro-electric faciiity on the Koda River falls near the Rethy Mission or CgcCa
{Communauté Evangélique du Centre de L'Afrique), north of the town of Bunia,
near lake Mobuty Sese Seko. The project also provides for the installation of
some 11 kilometers of a 1z KV high tension line from the hydro-electric plant
to the Rethy Mission and the nearby village of Kwandruma where a distribution
line will supply 400,231 volts to consumers of this service.
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Simply stated, the sub-project consists of the following main elements :
* Construction of a dam to pond the waters of the Koda River.

* Construction of a penstock (pipeline) to carry the water from the pond
ehind the dam to the powerhouse.

* Construction of a powerhouse to harness the waters from the FKcoZa River
by feeding it into a turbine, which will cause the electric gensrator
£o function producing nian voltace electric Furrer* *hat will be fed to
tranformers, and thence to distribution and tranz ion lines.

* 1stallation of the turbine, generator, transformers, transmission
e:ec:rlc line and electrical dis cipution lines.

S E;‘SZSE

¥ T& provide an afﬁquo-e surnly of «lectric poyar to meet presen-
demestic, industrial, commercial and healeh neuds, and to encourade
growth in tihe cn¢1e;r1al anc industrial sectors of Rachy, Kdandruma and
neiahbering villages,

¥ 7o kest the ccopumic ond technical feasipilicy of the gelected mods of
implentation throuch a Private Volunteer Orcanization (PVO) cont racting
out to professicnal design and construction firms for tna actual
construction of the racility,

CLR CECECIIV

; . : ; y bie=yion
A8 for the ourpaze 2f thin sub~oradect: likewise, “ha cbhiectiva {s
-
=

* To test the eificiency and cost-effectiveness of arploving a
prcfesr:u1al tirm(s) to zarry out the rechnicel work (dzslgn and
construction) dn lieu of relying on a PVO's gelf-haip offorts

* To test whether u rural community hydro-slectric facilicy can be
self-financing,

D. PROJHCT DESIGN AND CONSTRHCTION RESPONSIBILITIES

b

smplanentation of U4e desizn and consbtruchicn resnonaiblilivies 'for “his
BUL-~plUject envisivned thet the design Lor the facilicy wouid be accomplistied
DY a orofeccional archiraeckural f;rm. 'fﬁavi-@, eanstriioliion woiule be carried
out by An experienced privace construction firm cooparatively with the PVO

(CECA Micsion), Thua, the zeneral dl?ﬁSLOﬂ of constructicn responsabilities
was to be as follows : a) the conatruction firm weuld supply the skilled
personnel for the civil and elactro-mechanical engineering work. This was to
include periodic on=-gite inspection of civil Works, and procuremnnt of
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materials, supplies and eaquipment from Kinshasa; b) the PVO (CECA Mission) was
to supply unskilled labor from the loral area { c) the PVO (CECA Mission) was
to assist ORT in the preparation of procurement orders ; and d) ORT wos to
monitor the sub-project imclementation of construction. (construction
management) with its direct hire civil engineer cooperatively with a
technician from the PVO (CECA Mission).

E., SITE SELECTION

This sub-project was originally part of a larger USAID/K strateay fnr
promoting rural electrification on a national scale, since Zaire has an
immense underdevelopad potential for rurail electrification. A study made by
NRECA in 1982 revealed that GOZ's commitment to developing the necessary

institutional structure was insufficient to effectivaly administer, imclerent
and manade a natignal program. This condition influenced USAID's decision to
postpone indefinitely & national rural electrification scheme, Saorching ror
an alternative, USAID/K found that there wera numerous PVOsS in Zalfre thnzt were
interssted 1in exerernal financine for rural hvdro-electric sclemes of tnsir
own.

Becauce of the urgency of obtainina AID/W fundinc approval for the ®097
USAID/K Project® of which the hvéro-electric Sub-project was a part thereof,
USAID/K made a decision to undertake a *pilot ® project with a PVO that came
closest to its criteria for the selection of one that could effectively carry
out such work. Based on this premise, USAID accepted CECA's formal proogsal of
its hydro-electric sceme since it met the criteria and submitted evidence that
it had previous experience with the construction of rural hydro-electric
projects. Thus, the site selection for this sub-project was fixed at the Koda
River near CECA's Rethy Mission in Yaut-zaire. It should be noted that CECA's
Rethy Missicn has obtained rights of water and land for this sub-project from
local interested authorities.

The actual site of the Sub=-proZect iz located some 10 ¥n south of =r
Rethy M:ssion for the construction of Lhs dam and nycdro-electric generacing
Plant., The generating plant is to be located some 260 meters down the slooe of
a steep escarpement below the proposed dam. The Koda River that produces the
KODA River Palls breaks out of a swamp and undergrowth ané thence cascades at
the location of the hydro faciiity intoc a forested ravine on its way to Lake
Mobutu Sese Sako,

=]
1
1

(5]

+ REVIEW OF SUB=-=PROJECT

(=]
(]

A reviaw was mads nf a1l awvailazhla corrazpondance and decuments zvailable
in the ORT Office, 2 part of this documentation was that riginating from
USAID/K, various elements of the GCZ, contractors, PVUs etc, Parhaps the most
gignificant correspondence raview=d (as pectaining to civil epcineering) was
¢ a) the mid-Lerm Evaluation of 097, annex A thereto which included, inter
alia; an engineering review of Koda Mini Hydro Project (Project 650-0007)
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dated 29 May, 1965 ; b) the Rural Mini-Hydro-electrification Project Proposal
c) The NRECA (National Rural Electric Cooperative Association) repurt : the
Cooperative Agreement for 097 between USAID/X and ORT dated sep-ember 30,
1983; and &) the USAID program performance reports,

it should be noted that the Koda Hyvdro-electric proposal was firs*
submitted to USAID in June 1981. In June 1983, it was revised and upgatec Dy
USAIZ/¥ for submission to AID/Washinaton as an 02G. The project propocal was
thenisubmitted to the American GRT Federation (ORT) as a suz-proposal under
1te PVO

Eeonimic Senpast Prodect (660-0097) 4n Decemne Bl 083 ST it Grn,  (GRT
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hydro-electric system. Accordingly, three bids were received with price
quotations from only three of the nine contacted by letter from ORT. The three
pids that were received were as follow :

AUXELTRA BETON 2,500,000 z (for design only)
SOTRAF 1,562,000 %2 (for design only)
* BETEC-D.V.V.-ACEC 37,100,262 2 (for cdesiagn and

construction).

The 3 bids were reviewed by USAID/K which recommended that AUXELTRA~BETON
and SOTRAF be disqualified as unresponsive since they submitted guotation onily
for the design and not construction as called for in the IFB. Thus, it was
reccmmended that the firm of BETEC-D.V.V.-ACEC be awared the contract based on
the following evaluvation as quoted from an internal USAID/K memorandum of June
8, 1984.

a)l Bid is fully responsive and in compliance with the requirements
and inv’tation for bids ;
b} Firms are professicnally qualified andé have had experience in the

design and construction of small hydro instailation and facilities;
c) Cost estimate (Z. 37,100,262) is Lelow the USALD/ORT cost estimate
for ROvA of 2Z. 42,000,000.°

USKID/K and ORT subsegquently accepted this recommendation and invited the
selected contractor (BETEC-D.V.Y.-ACEC) to accompany a USAID/R-ORT team to
Rethy to discuss che proposed working relationship between *w CECA Mission
and the contractor. This visit took place during June 8 to 12, 1984. The
outcome of this meeting produced a working relationship between ORT~- the CECA
- and the contractor. Further, this meeting caused ORT to revise the original
project proposal (Coop-Agreement) to reflect newly defined division of
responsibilities and corresponding budget revision.

ilewing service

£
-
i.e CECA and the

n

The Conscrtium of BETEC-D.V.V,-ACEC was to proviie tne
if a contract was signed between the interested parties ;
Consortium :

BETEC - Design of civil works

D.V.V. ~ Construction of c¢ivil works, and installations of electrical
aquipment

ACZC - Design of electrical equipment

Subsequently, a contract was signed between the client CECA and the
contraccor (BETEC~D.V.V,-ACEC) on Octoper 1, 1984.

C. ELANS AMD SPECTIFICATIONS,

Plans and specifications were reviewed and discussed with ORT, USAID/F
Engineer, and Consortium engineering personnel, as well as, the D,V.V,
superintendent of works on site and CECA's project manager/technician. The
engineering evaluator is in full agreement with RENSO/WA engineer's reviews
and comments made during the mid-term evaluation concerning said plans and
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specifications with the follnwing exception; otherwise, the plans are in
sufficient detail for the construction of the facilicy :

He was concerned about the thickness of the penstock wall (steel pipe
thickness) which he thought to be on 3 mm. However, review of drawings
and visual inspection of the steel pipe, on gite, 2t proved to be as
specified, 1.e. & wm 1in thickness throughout length of pip: except at
the elbows where thickness has teen increased to 8 mm

He recommended putting less money in the starway and more thoucht and
time into the permanently installed materials handling svstex. If he had
had an on-site virit, he perhaps would have changed his wind due to the
acute steepoess oi the slope which the workers have to desceni and climb
the stairs numerous times during the work dav. The plans are correc: in
this respect.

The main deficlency found in the design is with the insufficlent ce'ail
and aralysis of on-site conditions given to the materialis nan’ling sveotem.
This is the permanent rail conveyance upon which the transport of the
electrical equipment (turbine, generator and tramsformers) will have to be
moved from the upper level of the dam site to the powerhouse, which will be
located at a lower level over a distance of some 260 meters. (see section V
Findiungs).

IV.¥FIELD VIS 17T

A. DAM SITE

An on-site vigsit was made for this sub-project during April 28 to May 1,
1987. One 18 highly impressed by the altitude and terrainm upoa which this
hydro~electric project is being cunstructed. The project at first glance from
the construction that has been accomplished so far, and the on-gzoing work that
is presently underwav, appears to be gaality work aad comstructlon. Simniv
stated the project is relatively an uncomplicated, straight fcrward design of
a8 small hydro- electric plant. However, 1t 1s set in a compiex terrain feature
where the entire coastruction of facilities is situated on a steep rocky
mountain side. The comstruction of the dam and collectling pond 1s located
somme 100 meters from the natural upstean fails and water course. Eventually,
when construction is completed, the water after passing through the turbine in

the power house will return once again to its natural water course.
B. DAM

4All congtruction ig cempleted, except for the steel gote that 135 to be
irstalled on the clean out pipe. The dam has a fine appearance. Modification
however were made to both wing walls to take advantage of natural rock terralnp
features not shown on the plans. Facing the dam, the left wing wall was
shortened about nne meter and keyed irto existing rock for better strength. As
called for in the plans, the existing rock was to be cut off and the wall
extended. This proved to be unnecessary. The right wing wall however was
lengthen some two meters to take advantage of the natural rocky terrain.
During construction, the water is being diverted into s small stream by the
use of a temporary coancrete and rock dam. When all facilities are completed
this temporarv dam will be removed mo that the collecting nond can £111 up to
its required height.

\J
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The main dam (or face) rests upon a natural rock base. As originally
called for in the plans, this face was to be tied into the bed rock by the usza
of a "key®., The purpose of this *key® was to keep the dam Erom sliding or
overturning from its rock foundation once it comes under pressure from the
ponded water behind it. The key was to be a special designed elongated
concrete block cut into the rock and Keyed into the face of the dam when
concrete was poured for its construction. This desian feature had to be
altered however since the construction contractor did not have the proper rock
cutting tools to effactif ly cut the required opening in the rock. An
alternative howaver would have been to blast an opening with explosives, bu-
the rock would have shattered making the existing rock protusion unduly weak
for the suo-struckure, Due to tre lack of any further guidance from the
constriicticn contractor's encineer (D.V.V.) on how £0 cope wWith this
situ ¢+ the field suzerintendent of WOIkS made a change in construction
ne 2n adequate number cf holes {n che existina bed rock, install
rocs, and then Lieing the rods to the main structure (or fac
16 cunciete was poured. This change wae 1n the field by CECA's

\G&" and the USAID 'K engineer, Ta ne otherwise wi!tnout
@rotier soluzion to tha proolem would have cau & serious cGalay in
consctcuccion time,

C. PENSTOCK SUPPORTS

The recuired number of reinforced concrete block supports upon whisk the
steel penstuck pipe will rest are completed for the upper section. The lower
section of the penstack is o be Placed in a rock trench which will be blasted
out in lieu of providing for an anchor block. All penstock steel pipe is on
site ready to be assembled anc laid in its proper position once the powerhouse
is completed and the turbine installed.

D, STAIRS

———

The wor:=::'s stairs are complete except &t the lower end where steel pipe
hand rails are not yet in in place. The steps are made of wood. Stairs are
well constructed.

E. PONSRHOUSE PLATFORM

The original location of the powerhouse as given on tha desicn plans
Placed the structure toc far out on a small rock ledce that :is preeent.v being
extended hy blasting and cutting away at tne face of a rock cliff, It would be
& monumental, as well as a vary dangerous task to further exzend tnis man-made
ledae any fur-rap away from the face 0f the clifl, This Tapce lagsons 57
meters 29low the 2am, Woir's was in PLOgiess In cutting the Jace of cne c
and imoroving the rock ledaa whan the cite-vigit war mzds. SOICEUsA 0F ke
problem, kthe 0,V.V. superintendent of works, without the help and guicance of
a home cffice encineer, decided it weuld be best to cut ar acditional 2 meters
more off the face of the cliff and bring the powarhouse tha:z much further in
on the rocky ladge. This change will praclude extending the ledga and will
give arced safety to the foundation 0% the pow2rhotse When it is construced.
While at “he site visit, the AcCZC engineer gave the civil engineer evaluator a
design skatch showing this change.

T b
Lo
ri

his

oy




F. MATERTAL HANDING SYSTEM

As stated in paragraph III € above, the design for the materials handlinag
system i{s not clear and nas insufficient details as to how and what to
construct. It was observed that the system's rails are ins talled, and a
trolley cart to carry the material has already been built., However, what is
needecd is a proper plan and proper equipment to establish how to lower and
raice various loads w:ith utmost safety and care not only for the equimment
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c) Because of thka way the desian and construction consortium was set-up
between ACEC, BETEC, and D.V.V. there is apparently internal
managerial and control problems concerning responsibility for the
construction of facilities, Since constru~tion began; D.V.V. has not
taken an active role as the construction contractor other than having
employed & superintandent of construction. In this regard the
consortium is trying to sort out their affairs so that either D.V.V.
becomes active or may have to be dropped from the conzsortium. If the
latter happens, it is likely that the superintenden: for construcsion
may take lecal action as sta-ed above if nnt paid bv D.V.V.; or ne ha=m
the option of leaving the work. Any of these actions will place the
completion of the project in jeopardy.

d) It was learned at this meeting that CECA's Proiect Manager, whe has
been meost active in tre implementa-ion of construction, is due to
leave the mission on a normal rotation dssignment cometime in the nex:
few months, His departure will occur pbefore the construction is
completed. If a replacement is no*: on sice before he leaves and with
the precarious status of p.v.V. and its superintendent, it could leave
the construction without any supervision and thus come to a halt.

V.PINDINGS

A. CONTIACTCR SELZCTION PRCCESS

1t appears that from the very outset of this process, ORT, through no
fault of its own, was not properly guided by USAID/K as to the proper
procedure it should take to contact and select design and construction
services for capital projects. In sum, no "turnkey® contract is condoned by
AID/W ; i.e. that both the design and construction are to be carried out by

!
=y = s vy q - . ~ . - - e - -
<R Same Contractor for these cervices, °F there are cxRTBNUALINT Clrsumstances

.. o o Wy v ® - N : -~ = A s 5 PRSI 2 )
Fhers g turnwaw® crperation is nelelsiltatss, trhen a DICPED WalL7ver 15 r©e pe
>

obtained by USAID/K from AID/W.
Thus the proper procedure in essence was to :

* Advertise publically in a locil] news publication for firms that are
qualified to undertake the design of a given facility. Give details of
what the project is all about and what the decign firms are required to
do. Interested firms then send in their qualifications for evalvation,
along with their proprosal on how they will carry cut *he work,

* Wnen firms respond after a deadline for submission is established, firms
are then ranked and short-listed. Usually the short list will contain
only 2 firms,

* The number one firm is then contacted and requested to submit a cost
proposal.
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* Negotiations are then held « {f both parties are in total acreement,
then a contract is let for the design., If agreement i{s not reached, tre
number twe firm is contacted for the same procedure; and sc on until a
desiagn firm is finally under contract.

* After the desian is finished and acceptad by all parties concerne2, “he
same preocedure as above is instituted in acquiring a competent
cons.ruction contractor.

* lLastly, the decign firm (usuallv an architect-engineer firm or sometirr
just an architechural firm) is Jysually retained to supervise
construction and make necessary design changes.

Por further details of the exac: procedure to be followad, cne cheould
consult the appropriate AIZ Handhook series.

Y

Generalliy, these are the steps %o be followed -~ hcwev r, in view of hew
this pFroject waz developed and the procedure that was used in acguiring ce
anc constructcion services, there was no competiticn among qualified fir-s,
both in design as wel! as construction. It was noted that the flaw in the
selection process should have been addressed during the engineering portior of
the mid~term evaluation that was made some twelve months after the selectiorn
in June 1984 of the Consortium of BETEC-D.V.V.-ACEC.

L

4

r
i

As nated from tha files, an iptarnzl TRT mermcrandup of oune 17, 19:&°
entitled Project 097 Program Performance Report N°3 from CRT's Project
Manager, surfaces the realization of the shortcomings involved in having a
"turn-key® operation versus that of having a separate contract for design and
ancther for construction. Apparently this realization became evident when
numerous contractual difficulties arose with the Consortium's Construction
Contractor D.V.V., and the remaining partners therein were helpless tc take

Torractive action.

o ry

B. SAPETY AT THE WCEKSITE.

T* was obs
aspects at the
Annex 1 of thi

arved and noted that D.V.V. was delinquent in many safety
constructicn site. Safety features are adeqguacely described in
5 report,

C. QUALITY OF MATERIALS.

Zrom the quality of construction that was obrerved, aqood arade arave!l,
sand, steel reinforcing bars, and cement has been nsed in the pracess, The
werk 3o far is hignly professional due to tne deligence ¢f tne D.V.\V.
Superintendent of construction and CECA's Project Manager who saw to it that
only ascd qrade guality itom: were uysed in the constructicn of various
facilities,



D. TESTING OF CONCRETE.

There was no testing eqilipment for concrete and gravel at the site, No
tests were ever conducted on thees items. The construction contractor D.V.V.
never proviced the necessary test equipment - nor took samples to have them
tested at a testing laboratory fac{lity., Nevertheless, sensing this short
€oming and relving on the Fast experience in selecting, mixing and Letching
materiais, the D.V,V, Superintendent of construction used 1 greater proport
of cement in his mixes in order to accuire a higher safety factor. He g-a
his mizes of sand, gravel angd Ceaent had a ratio of l:1:): or 100 liter
qravel teo 100 liters of sand to ) bac of cement. It was noted that no enai
from any part of the Consortium took exception to this ratic - ner did anv
juestien it or r that he changes his mix. The cement used was produc

oo
in «aire,

]

Tre I.V.V. Superintendent of coastruction is keeping a daily jobeize log
on all activictiaes of construction, mer on job, work accomplished, proc.erms,
werk schecules, materials used, materials on hand, materials ordered, delays
in procurenent etc..

F. CEZANGE ORDERS

. ve

It war nored thar ne wrirean chance crders were issued oy the Z.V.V,
Superintencent of Construction for those changes in design and construction
that were 1nitiated at tne dam and relocation of the powerhouse, Thus, no
revised plans have been made showina these changes, Hovever, as sgtacved in
Section IV E, a design sketch showing the relocation of the pcwerhouse has
already been made, bur not recorded on the drawings,

TRLINING

e RS
———— it oo e

It was ev:ident the on-the-job training has peen given by the D.V.V.
Superintendent of Construction to the locally hired laborers. Prom “he guaiity
of work observer, they are well trained in a labor's tasks, The labor forca
fluctuates from a minirum of some 50 tc a maximum o 100 depending on the work
reauired for tne dgav. Skilled workers, such as masons, formers, steelwork for
the rebars, jack hammer operator, explosive experts, etc. are acquired from
Kinshasa. The number of skjlled personnel is placed at 15.

He T.V,V,'S HOME OFPICE ENGINEERING HELP

There wiz nn avilence or any feported thal the D.V.V. Superincendent of

JonztrictiLn ever fecelved any proufess.onal enyineering na2lp on tne
construction nroklem: he nas had in *he part. He hae had to relt o in hig

tnoenuity and the advigme and help from CECA's Proteck Manager 1in
various problems that have core up. Apparently, thiz has worked o
these two gentlemen have a good working relationship.

c o
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CNCLUSTONS

That D.V.V,'s Superintendent of Construction is folleowing the desion
plans for the construct:ion of the hydro-eiectric facilities.

That additional desian plans and forthought must be given by BETEC and
rk

DeVoVe for a safe and workarle paterials handling system.

That by selacting a "turnkey" operation for cesign and construction <f

facilities certain d:fficulties have arisen with 2,V.V. rhat pust bLe

solved guickly g0 that rre work may ccatinue, and e finisred wicnia tne
S .e

time. The constructicn phase, al this time is about

That field changes in aecign and/or conshruction to boch the ZSar anc
tion were fully justified and of sound endineasing

power house loca

i2n training is &
f Constructisn

That D.V.V. has been delinquent in the safety requirements for its
on-site lacor force that are normally provided for at a construction
site,

That D.V.V. home office support engineering help made availahzle to jte
Superintendent of Tonstruction has been non-existent throughout the work

thus far.

That the guality of work, workmanship, materials useé etc.. ig cf higt
quality ancd fully acceprable for construction that has been accomplished
to date,

That ne testing of concrete waz cone - however stronger mizez were ysed
for the concrete which wiil provide greater strength and safety to the
facilities consrructed thus far. :

That reinforcing steel bars have been/and are oeing veed where called
for in the design plans for concrete structures.

That ORT's engineer should have made more visits to the site during
construction.

I . o Ak A A X wm ~rs v h N okt lalil: brleaalal

snEtoLne enrrine ralarisncnin peswoan BEAIL/Y, CPT, TETX and ACEC.32TIZ
.

Tecaruin JonzLra Jhias

regarding sonsiroction i ozoe? and in Keeping with profeast
standards (D.V.V. is the ayceptior in this relationship).
That the status of D.V.V, has to be defined for USAID/K, ORT and CECA.
As of this date it is derelict in its responsipilities in not carrying
out the terms of its contract witn CECA for conastruction.
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* That the atatus of D,V.V.'s Superintendent of Construction be determina.

* That CECA's Project Manace

He has not been raid since he started work orn project some two vears
ago, and thus may take leagal action against the firm contrace
non-compliance, which if this takes place will actomatically stop the
construction.

v
will leave CECA without a Pro
before his deparzure.

5 due to leave the mission sheortly which
ject Manager unless a replacement arrives

That if all qoes well; i.e. nc laber problems arise, status of 5.V.V. :ig
settled, D.V.V,'s Superintenden- of Censtruction i3 paid bazk wases,
relacement of CECA's Prodect Mznager arrives before the lacter's
departure, construction materials ane equipment arrive as schedu.ed,
mecranical and electrical eguirment and materials test out OF afser
inczallation, 2tec,, thep it i= pelieved that the construction for tris
Frelect can be completed hefire November 1557,

7 CTMMENDATT CNCS

t is racommended that the following actions be taken as indicated :

That ing of concrete samples) be
soov by the Conssroivm =c nave
the ing laberatsry.

* That "as-built® drawincs be made after construction is completed bv ACEC

.

1 4

and BETEC of the entira facility taking into account all design and
construction changes. That after "as-builts® are mace, one complate set
be given to the USAID/K's engineering office, and cne complete set pe
given to CECA. The "as-builts" should be made available by the
contractar nrier “he £iral prorons

igourgemens of funde Far

ir
O
cn

re all safety
his report.

Tha* Construction Cont
equiorent, drinking

actor D.V.V. provide to its worke
e ez, ag lited in Annex 1 of -

v

-

nat a ladder be installed on “he inside left wing wall cf tne dam near
he clean out opering. (For safety reasons if a person accidentaly £falls
nto the ponl).

T
t

[

That security lights be installed on top of the dam, staircase and
powerhonusea,

That ali partvies concerned, USAID/K, CRT, CECA and the cecnsortsium cof
ACEC-BETEC-D.V.V. work out and find inmediate solutions to problems as
indicated in Sactisn IV J anove) in the jnrerest of worr censiavizy and

completion of preiect.
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2. FOCUS OF EVALUATION

A. EFFFCTIVENESS

The construction phase of this project, thus far, has proved to he an
efiective method of bringing together a client with previous skills in
manacenent and operation of a mini~-hydroelectric facility together with a
professional design and construction firm, from the private sector, for
Furpese of censtructine a new facility at a celected remote rural site, T
15 anticipated that although the construction prasze is more %han cne~half
cermplered, that the remainting portion can continue with the same vigor
providing that all parties concerned within the conscreium
(ACET<EFTEC-D.V.,V. ) mutually solve their internal Zispu-es a
their £irst priocrity the completion of construction for this sub-proiect

-

nd keer as

{sew Section IV o).

This effectiveness it helping S0 achiaove one ©f the purpases for trig
sub-rreject; i.e, "to test the economic and tecnnical feacinility of the
selected mode of implementaticn tnrough a Private Volunteer Organizatisn
(PV0O}, contracting out to professional design and construction firms.

When the sub-project's construction is eventually comple*ed and electric
Powar is suprlied ro the Rethy Missicn and neichboring villaces, i= may be
concluded *hat rhis mathon of effactivenass heloed to sckiave tka
project's second goal; i,e. "to provide an adequate supply of electric
power to meet present domestic, industrial, commercial and health needs,
and to encourage growth in the commercial and industrial sectors of Rethy,

Kwancéruma and neignboring villages,"*

B, SIGNI?ICANCE

S~ . : . cA mE e e o R - ~ - :
LTATTe o Soretate 20 imtlenantasion af burlz 2thil tire cf

e L -1

z n

Lity petween a PVO and professional design and consctruction firms is
it has proven to the USAID/¥ project designers ané p paramrers, thats

it is not only a feasible way of accomplishing the Project but one that

can be accomplished with the leas: amount cf delay.

-
-
-

The project also is significant in that without its ®being® it is
difficult vo visualize that the neighboring villages of the Rethy Mission
woulcd ever have electric pnwer available to them within the foreseeable
future.

t\’i} i
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ANNEX 3

FINAL EVALUATION ENGINEERING REPORT

PART B

ELECTRICAL ERGINEERING REPORT
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EXECUTIVE SUMMARY

During the field visit by the final evaluatien team co the Koda
sub-project nite, construction progress was verified for the three electrical
portions of the sub-project. Power plant and traisfcrmer station construction
had not begun, underground cable transmission construction was dlmost
corplete, and overhead distribution network construction was about 50%
complete. Other electrical supplies and equipment, with a major exception of
transformers, were mostly available on site.

The quality of construction for the electrical system tnus far completed
found to be gnod. Design specifications were being folluwed and accepted
rural electrification construction standards were being met or exceeded.
icn studies and calculations were reviawad in part only, since a thoroucgh
7 review and approval had been previously completed.

wa
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i, Several recemmendations were presented pertaining to the testing and the
operatisn andé maintenance of the completed facilities, Specific
recormendations address the following points:

o] Outside technical assistance during power plant start-up and testing.
o Purchase of high voltage cable testing and fault location equipment.
o Provision of outdoor lighting around generation area.

2 Short-range and longe-rante training for those pecple recponsible fer

operation and maintenance of the electrical facilities,
ELECTRICAL CONSTRUCTION STATUS

During the visit of the evaluation team tu the Koda sub-~project site
(April 28 to May 1, 1987) it was apparent that, tho.gh the physical
installation of the electrical facilities was far from beina cormelered,
substant:al proaress was finallv bsing realized., Constructien of the
powerplant bhuilding itself had not yet begun. Pinal site work was still in
progress, due to the work delavs described elsewhere in the avaluation report
and due to site modifications found necessary 4s excavation revealed the true
nature of thea mauntain cliff area where the plant is to be located.

The hignh voltage cable portion of the gystem was estimated to be more
than 90% complete. Essentially all of the 12 kilometers of underground
J-phase line had been placed in the hand~-dug one meter deep trench. The
cables had bheen covered and final cable splicing and testing was being done.
Two of thne three cables were completely snliced and had been tested ko 5,000
voits D.C. The third cable nad shown insulation defects during testing, and
the defects were being 1solated at the time of the visit. Two short l-phase
line %2ps remained to be constructed, along with all of the actual transformer
connections, which could no*+ be completed due to the fact that transformers
had not yet arrived. It seems that the transformers originally built to £ill
the koda order had been destroyed in a warehouse fire while awaiting shipment,
which meant that a second set of transformers had to be manufactured.



The low voltage distribution networks were estimated to be approximately
50% constiucted. Most of the overhead wood poles have been set and the
armament attached in both the Rethy and che Xwandruma areas. Part of the low
voltage cables are in place and a few individual service drops and meter
inatallations have been completed. Work i{s also continuing in both main areas
as far as private viring within the individual buildings to be served.

With the exception of tranaformers, it appeared that all or almost all of
the electrical equipment to be installed was available on site. The turbine,
jenerator, and control equipment was housed at the Koda falls plant site,
awaiting completion of the building in which they are to be permanently
housed. Cable, connectors, tranasfer switches, ard other materials are being
warehoused in a separate building within che Rathy mission area. wWiring
naterials have been delivered which should be sufficient for wiring about 100
houses,

ENGINEERING OBSERVATIUNS AND EVALUATION

All of the individual pleces of power generator equipment were given a
visual inapection to verify that they were indeed on site, that they met the
design specifications, and that there was no obvious transportation damage or
other problems which would hamper construction or operation. The turbine,
flywheel, generator, governor, and electrical control assemblies all seened to
be in order, The nameplate data obaerved was in accordance with the design
specifications., All of the rotating par%ts turned freely with hand pressure
only, and there wart no indication of loose or faulty bearings. The electrical
controls and metezs could not be tested, but appeared in order visually.

There were no dents or scrapes to indicate transportation damage,

The 12,000 volt primary cable system (referred to by HRECA asg
*distribution® system since in the United States 12 XV 18 considered as a
distributlon voltage rather *han a tranemis=sion voltage) utilizes #2 AWG
cooper conductor enclosad witk 175 pil VIPD insulation and sheathed by a full
concentric neutral, also nade of copper wires. The cable is rated for a
maximum current of 1%0 amperes in conduit or 210 ampares when directly buried,
which at 12xv corresponde to about 10 times the maximum pover output of the
hydro plant. Splices are made using Blastimold tape splicing kits, which have
proven over many yaars to be dependable when installed correctly. They are,
however, very labor intensive and consequently the quality of the finished
splice 18 very dependent on the #ki1l and training of the splicer. Makeup of
one splice wais observed during the evaluation vizit, and in this instance the
proper training and procedures for this type of splice were obgerved. Tt
should be noted that all of the underaground cable and associated components
observed during the evaluation vigit meet the accepted U.S. rural
electrification etandards.,

The cablie trench is hand dug to a depth of one meter. The cables are
then placed in a horizontal plane with consistant spacing between cables to
maintain a consistant phase relationship., Backfill is then returned to a
depth of about 30 cm. At thig depth a cable mrrking tape is put in the

A0
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trench, along with a telephone communication cable. The remaining trench is
then backfilled to the original ground contour. There was no evidence of soijl
compacting procedures being used, implying that there is a possicility of
trench erosion in areas where the terrain is not close to being level. It was
noted that, in general, the soil excavated during trernching was almost idea!l
for this purpose. Except for in the area adjacent to the power plant site,
there was very little rocky or other material which appeared likely <o damage
the cables. There is mostly a light sandy soil very well suited for
underground cable bedding. There is a small length of swampy area along the
cable route. 1In this area the cables were placed in PVC conduit and sealed at
each end of the conduit for additional protection against mechanical damage

and erosion by electrolysis,

Cable testing thus far is done with a 5,000 volt *megger®, an instrumen:
designed to measure high resistances under conditions of relatively high
voltage. Accerding to the contractor, cables have been tested while stil! an
the shirping reels, after being laid in the trench, and again after splicing
and terminations are completed. This megger is a very handy and useful
instrurent which will reliably detect the presence of insulation defects up .o
the voltace of the ins“rument. However it has two important limitations in
this particular application. The first is that it cannot detec! weaknesses in
the cable which develop at voltages higher than 5KV. fThe second is that the
instrument gives no direct information as to exactly where the problem is
located. Trying to find the exact location of a fault on a cable section
several kilometers in length can be a very slow and frustrating experience.

By the end of the evaluation visit, a crew had spent more than a week trying
to locate the source of a bad megger test and had not yet found the problen,
If cable hypot/thumper equipment (to be described later in thic report) haé

been available,; it is probably that the problem or problems could have been

found and repaired in a few hours, and without the need to introduce several
new splices which are potential sources for future problems.

One sad note is that there has been ar least one instance of vandalism or
sabctage and one thefr of aboutr 50 meters of underground cable. Fortunately,
enough extra materials were on hand to repair and replace the affected cable
portions.

The construction of the low voltage distribution system, also known as
the secondary systen, that has been constructed thus far looks very good.
Poles for the overhead secondary system are mostly treated eucalyptus poles
with a length of 9 meters. The poles were dip treated locally at Rethy, and
appear to he of good quality. The poles are buried to a depth of 15 meters.
The coverhead spans are relatively short, resulting in a basic clearance height
0f a litcle ovar 6 meters, or about 20 feet in British units. This clearance
exceeds the U.S. standards for low volzage conductors and should be very
adequate. A few apans have taller poles for additional .clearance where
appropriate, mostly for road crossings where high truck loads are
anticipated. The type of conductors installed are standard duplex (2-wire)
and quadraplex (4-wire) insulated cables, which will be much safer and more
trouble~free than the open wire system at first considered. Many of the end
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poles and angle poles which normally would have guy wires did not appear to
have the necessary support to prevent tipping. However it was later explained
that these polas have crib braces, consisting of horizontal logs buried just
below ground level and against the pole, to provide the requred support. This
construction method is aestiuetically pleasing and safer to the public since
there are no overhead guy wires, and because of the short conductor span

lengths should be adequate.

A few individual service entrance and metering installation have been
completed, and based upon the sjites visited should be appropriate for the
applications. Typically, these are 30 ampere services, although the
disconnect eguipment and meters are adequate for a 60 ampere service.

1t was noted tha% the main secondary networks in the Rethy area have been
designed with :ransfer switches, so that they can be energized either from the
hydro power planc or “rom the existing diesel generators. This allows the use
of the existing pruer sources until the new plant is completed, and also
provided a means of switching some electrical load to the diesel]l plant in the
future if demard exceeds the hydro output. The transfer switches are
interlock connected, so that only one power source can be utilized at a time.
This is very important, since the power supply scheme does not include the
synchronizing equip.ent, etc. necessary for the two types of generation to be
operated in parallel. )

The ACEC deszign studiss were revieved in connection with tnis
evaluation. The items reviewed, including voltage drop calculations, appeared
complete and correct. Some items, such as fault current calculations and
time-current curves for system overload protection, were not specifically
examined, since these items were covered and approved in a design review
report by Edward Gather, F.E.. of NRECA during April, 1985,

v3

ENVIRONMENTAYL IMPAC

The Roda hydroelectric project proposal, as submitted to USAID in July,
1984, stated that °"The installation of a 330 RVA hydroalectric generating
Plant on the Koda river falls about 10 km south of wethy, the laying of 10 km
of underground transmission cable, the construction of utility buildings,
substations, and distribution lines, with all of the related activities, will
have minimal long-term impact un the local natural environment.® The
electrical facilities associated with this project have now past the point of
maximum environmental impact. The hydro plant after completion will have less
visual impact than is presently the casc during site prevaration., Bt the
present construction stage, a visual change definitely exists, although onlv
noticeable from a smail area in the vicinity of the construction. Vegetation
is now beginning to overqgrow over some of the construction scars even before
construction is complete, Since the Fenstock is not yet in place, diversion
of the natural stream is not particularly noticeable.

\ l/:-
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The underground line construction is mostly complete, with the ground
surface now being returned to the original contours. Theappearance of the
completed cable route is very similar to that of a common footpath, except
that the route Is straighter than that of a common footpath, Without human
traffic, the footpath effect will gradually blend back into the background.
The secondarv cable networks are reacily visible but only within the pcpuiated
areas. And since the new facilities are replacing old facilities which were
a4t least as noticeable in the Rethy area, the total change in this area will
be minimal. Since electrical facilities in normal operation emit very little
sound and no detectible odor, the direct environmental effects are very
small. Indirect effect s will be more significant, mostly due tu the fact that
there will be regularly lighted placec at night where before there were non,
or almost none. General human population density and activity may also
increase enouch to be noticeanle because of the available power, Overall,
though, there will be as predicted minimal long term impact on the local
natural environment.

RECOMMENDATIONS

The elctrical system construction so far completed appears to be of good
quality =»nd to meet applicable design and safety standards. Therefore no
changes are recommended at this time in system design, materiale, and
construction. However, several potential problems are foreseen in connection
with the testing, =startup, and operation of the svystem. To avoid or revclve
hese pctential probleme the Zollowing recommendaticns are made:

r

1) Arrange for a well qualified person to be on hand to assist with start-up
and testing of the turbine-generator equipment. If it is possible, an
Osberger representative would be the logical choice to have on hand. The
first few hours of operation of a hydro plant are critical., Hydraulic,
voltage or bearing problems during Btart-up can cause damage which could
olague operationg for vears, The oshergar recrzseniati AT
Aperannr) shewld be in 2 pesition %o give <he v

and training and also could avoid or resolve po
liability in the event of sona equipment defact o

2) Purchase a DC hypot/thumper unit for use on the Xoda system. In the
construction contract there is provision for a cable locator~fault findina
unit. This unit should serve well for cable location and for finding certain
cable faults, but it not designed for use on concentric neutral cables such ag
those in the Koda system. The hypot/thumper equipment i3 the only type of
fault-finding unit voltagce concentric neutral cable faults, Thisz equipment is
relatively expensive. However, it is verv easily could make the diffarance
{perhaps several time) of an ocutage measured in hours instead of one measured
in weeks. Repair costs and/or revenues lost during one such lengthy outage
would likely more than pay for the testing eguipment.
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2. The unit should be capable of applying a test DC voltage of 30KV or 35KV
and shonuld be operatle in either a leakage current cable test mode cr a
thurmper fault location mode. An external power aupply will also prohaktiy be
necessary, unless cne 5 already available. This unit should be on hand at
the time the cable is energized, if possible, since that is the sincle most
likely time for it to be needed, .

. Provide outdoor lighting for the hycdro plant and step-up substation area,
tairway, and penstock intake areas. This recommendation is explained in
eater deta:l in Part A of this anunex. Since the facilities have heen
=signed to be in operation 24 hours per day, there will be many occasions

ere lighting of these areas will be essential for proper operation and
ntenance activities,

Aa ]

tart-up and check-oux
e invelved wich permanent

lize the time éuring the el a
lires o {mplement intensive training
tiosn., The system manager, plant opera rricians, and other

ns and maintenance pecple shou.d al porated at this tinme.

ady recorrended that a person whe ic very knowledaeable about the

power plant equipment be on site for acsistance. If this person is not alse
qualified to instruct in the areas of electrical transmission and
distribution, a second person with expertise in these areas should alzo be on
site.

"N N3
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Specific technical areas in which the kecda operations ceople must become
qualif:ed include the followina:

2 basic principle of hydraulics, as they apply to plant operaticn

o] care, lubrication, and maintenance of oearings

0 operating principles of overcurrent, overvolrtage, and frecguency or

spaed relav con.:-ols

c thecry and procedures for changing transtormer voltage tap connect:ions

functions and operating brinciples of all plant and other Svsternr
meterinc equicment

O

o] effects of power factor on system capacity

fo) phase seguence cf 3-prase circuits

o procedures for svsrem load pick-up asd lcad sheddinc

5 monitoring and resetting of caple 'cad {cvarloacd! indicator devises

C sprocedures for locating and fepairing nisn voltage undergrouns cur.s
faults

o) Frocedures and guicelines for teg.:ne transrission lines using 7
tyYpot equipment (assuming this ecuipment will ce availazle)

o coordinction of system protection ecuigment {fises, braeakers, anc

o

c limitations of using two generation sources Lo serve & common
electrical load

o] safety requirerents and procedures for werking on enercized or
. . o . . . v . e
recent.y enarcized transmiscion and digtrinuticr «ine3, particular:,

underaround lines.
o] other safety aspects, such as suppression of electrical fires or
first aid for electric cnock victims.

All *hese technical training areas are above and bevond the basic
training in electrical theory, wiring methcds, power calculaticns, etc. which

i alraady gcina an, T+ ie iroeranive =hat traipira ir tra 3nnve 1 ar=° 3
DR dnEtly oin the form of fandienan practizal experiance ans anysical a-:
Skills whicn can be learned orly from peisonal experience. Wirnout+

intensive trainina assistance recommenced this versoual experience and
consecuent skiilsz will be ontained on a trial and error Leasis, often under a
crisis armospher=s, and likely at a cost of much time, expense, 2aé frugtration.

5. institute an ongoing program for techni~al review and training.
Obvicusly it is not practical to provide such trainiug through visics of
outside “echnical experts on any kind of reqular b2sis., It is also not
realiatic to assume that after oniy a few davys or weeks of training, the
relativelv small and isolaved group of people responsible for keeoing thae ¥oda
facilivies in operation will be compietely quaiified to qo so, qiven tne many
dilletent aspects of tnis twcnnically oriented operacion. Theretorse it 1s
raccrrendnd that the ongcing Pregram concist of two principal parts,

The first part would be a reqular schaduled rime, perhaps weekly or
monthly, reserved for technical discussion, review, and study, wherein all
thoge involved in the technical operations can pool their knowledge and
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e¥perience. Each person will learn different things from the intensive
traininra period, and through aroup discussion this trainine will ne excanded
and reinforced., Technical materials, such as project design studies,
engineerin: recarts, and equipment manuals, will become more useful with
acditional study. Translation of these materials into locally useful
lancuages weuld of course help greatly. Outside reference materials
electrical rextbocks, seminar proc2edings, and manufacrurers' liters ure,
shauld become more useful as time passes,

Tre gsecond gart of the training program would be %o estakblisn some tune
of inisrraticon excrange with ancther utility svystem or svstems. One posz.cle
utiiity woulid pe Fall River Rural Electric Cooperative (with headouarters :n
Ashton, ldaho, U.S.A.) whichk has already shown jnterest inshe Ksoda pre ject.

ltheouan the syztem organization is not o NFEE
{which sponssrs a techaical i1nfcermation
cooperatives®| may Se asle to ascist in € e ric
utiliziec, The cost of such an exchance pregram o ousually minimzl, and the
s

i9nT range suoport and assistance can be
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KODA
Apr 385 NRECA Recommendation Observations
1, Use 500 K/a step up station 1. Recommendation used 1in gssizn,
next to powerhntse.
2, 3 l-phase 167 RKVA transformers 2. Accepted, transformers orderes
J. Underground rather than cverhead 3. Underground syctem specifies and
2istribution, installeg.
4. Clrarounded, delta, 12KV 4. Specified as per recommenfat:.~r.
catle systenm,
5. 3-ph2se step~dcwn transformers 5. Incorperated intc gvstamr jes:zr,
at the lcad centers for two small load centers.
6. 231/400 volt secondary 6. Specified as per recommendaticn
system.
7. Phase lcad unbalances to te under 7. Pecommendation incluved in dezi3n
iCt. caiculations.
8. Voltage drops on 409 volt feeders 8. ALl peak load calculations show
and service drops Kept under S5%. less than 5% drop from the
standard 220/380 volt pase
service voltage.
9. CECA zheould zonduck en3Iinearing S, IncTectizn: done o 23ce by Tasl
insgections, Brown and oy final evallacion
team engineers.
10. Turbing~generator tested at 10. Not yet applicable.
no-load ané full-load.
11. Cable tested at high voltage, 1l. Installation tests at
5,000 V DC. Plans for acceptance
tests at 52000V DC.
12. 231/400 lineg sequentially 12, Nor ver apnlicable,
tested ror proper operation,
12. Complete "as Suile® drawings 1J. Not yet applicable.

to be left with CECA.
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ECZORT RURAL HEALTH SUB-PROJECT

EXECUTIVE SUMMAR(

llations, alonc with 2 ssiar
Cz0R7T sub~-project, making up a
S Evaluation “eam menmhers

3¢ solar lighting and refrigeracion
water pumping stations were included ¢
significant portion of tne total proler fun E
visited 8 of thege installation sites. saseé n these limited site
cobservations, 1% is nelieved that proﬂact ra 1ails and construction were of
good quality, cept for the refriceration units which have a 15% malfunction
o] 5
t

raze, The most I‘Ke‘y reason for malfunction a lack or loss of
refrigerant, All electrical ccmponents € the installations were functisrning
weill, although batteries are nc+ €CelVving essential malatenzrn-e.

valia and justifiakl
ria rather cost

Recommendations all concery repair and maintenance of the solar
installations, with the most urgent recomnendations, being those to ensure
proper storage battery maintenance. Specific recommendations are the
followina:

o] Provicde distilled water a: each zite¢

0 Arrange for repair of defective refrigerators

o Estadblish a wez2kly maintenance check, using a form
such as the one shcwn

o Establish a semi~-annual technical maintenance review

o Provide information to each site to assist with
service and rewlacement parts.

I Investigate Tethods v provide Al4NEING Drotecticn

INTRODUCTION

The main engineering component of +the ECZADT rural health sub-project iz
the installartion photo-voltaic (solar) povered elecrrical facilities for the
burposes of providing lighting, refrigeration, and water pumping to various
PVO rural health centers. These centers are located in wany different rural
nealth zones throughout a lavge portion of Zaire The facilities will help
establish the benefits and cost effectiveness of using solar electri¢ power <o
assist health services in rpmc e locations where conventiocnal fuel guoplies
are Jiffizult to obtaln an where maintarance and cperation of the:rnal
Generation units is coab ly Y Udreliable.
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ESCRTYPT.ON 2OF INSTALLATIONS

A total of 4C lightine and refriceration ins-allations were programmed for
the ECZORT sub-proiect, OCFf this total, 30 installa“ions had been completed oy
the time of the final evajuation. The evaluation team mebers were atle to
make on site visits to only 5 of the 3G installatiors, due to the remcteness
of most of the rural health Centers, the large distances to be travelled tc
make on site vivits, and the considrable cost in betk time and money to visit
other locations. Three solar powered water pumpinc installatione were aisc
programmed into the sub~proiject. Of these, tws installations have been
compieted and water well ériliing is in pProgress at cthe +«hird installation.
All three of these sites were visited DY team memders. It must be tecoarizsd
that the observations, conclusions, and consecuent technical recommendations
may not be applicatle tc all of the sites, since it wae pcssible only to vigir
a {ew of the ins*allations.

1
N

e

OBSEPVATIONT

Based on observaticns of the inszallaticns visites, a tvpical
refriceration/lighting installation consists of an array of solar panel
modules, a bank of storage batteries, a chargec~reculator con:rol unit. a 12
volt refrigerator, and sne or more fluorescent lighting fixtures, along with
necessary wiring and switches, The cost of a complete installation average

roughly 0.S. 6,000,

The solar arrays each contain a group of individual photo-volta'c
electrical modules. The modules used in this sub-project are rated at 55
watls (peak} each at 12 volts. The Peak rating ccorresponds to tha power
output expectod at noon on a bright sunny day in a location where there is no
significant haze or air pollution. In actual field installations, the average
power throughout the daylight hours might be 30% to S0% of the peak rating,
Several modules can be connectad tocether in series or in parralle] so
Incresase the voltace or “he currenc crocuced. A sincle flac arrav onnrg:is
of 5 individual modules connected in paralle] was tyvicai, pbased on the si
vigsited. The arravs are mounted a2t an angle from herizontal, with the anglea
dependent on the location la*itude or by moisture ruroff considerations. Por
maximum yearly power output, the array should be tilted tcowards the equaktor,
Cne of tne arrays seen was tilted away from the equator; the rest were correct.

Solar arrays have no moving parts and thus are not cubiect te the
mechanical complexity and unreliability associated with rotating qgene.ator
equipment. They also differ in that the output is DC power rather than the AC
power of normal generatinn units.,

The stiroge Lattery installations in ail of the sices visiced were very
similac, difcaring only in the s%orage capacity, The Satear{az were all
located inside buildings and well protected from weather and from theft or
damage by nnauthnrized people. The type of battery used for the sub=-project
installations is a standard heavy duty lead~acid cel} battery. Each battery
has 6 incividual cells to make up the 12 volt battery, Contrary to the
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impression lef:t by ECZ engineering people, the batteries observec are nct of a
scaled or "maintenance free® construction. The fluit leval in each cell wi.l
aracually lower as the battery is chargac and discherged Periodically the
fluid level must be restored by removing the cell cap an@ acdéing distilled
water (water recovered tnrough cordensation of steam}. It is important to use
only distilled water, since other water contains minerals and chemicals which

11 interfere with the chemical action of the battery, thucs ghortening the
u:e;ul life span. All of the battery cells checked during the an site visj
had low fluid levels., 1In addition, no one contacted at the gi-es seamed i
kncw that this meintenance was necessary.

The control units seen were of ciffering types, depenging upon the size
and kinc of installation. Eaah unit, though, is made tc perform the fcllewing
functions:

o mezzure and indicate tne amount of current availaz ;e fron
the solar panels.

5] measure and indicate the battery voltage level

o use the above infcrmation to ac-omatica.} ly control zne
amount of enercy delivered to the battery or pat:eries,
thus preventing overcharging, which would severa ly sherten

the battery life,
provide switching points for manual control of power.

ir
r
y

All of “he con4rel vnits appeared to be functioning oroperiy a2t & ™
of obsgervation. However, a couple of instances were reported wherein duzlng
lightning storms the regulator control contacts were fused together h
disabiing tne automatic switching function. It was necessary in th
instances to pry the contacts apart and smooth the contact surf--=es =g restore
proper operation.

Two different kinds of refrigera“isn urits were uysed in the suter
Y was Izl that it would me an advantage £0 compare “ar
ator units, which are imporzed from the United 35

i

iger tes, anid FIMA urnics,
ich are nufactur ad in Zaire. The two kinds of refri

ta
gerators are similar



-43-

The lignting was accomplished by using fluorescent fixtures, which contain
£ watt or 20 watt lamps. The fixture includes a special baliast which

-
trensforme the 1Z volts nvailable into the high voltage needed for fluorescent
lamp operation. The illumination level from these fixtures would no: be
consicdered adegquate for normal health carce facilities; however it ig a vast

irprovement over flacshliahts, candles, or darkness.

Good quality wiring matertals and good workmanship were evident on thaga
preject inmstalletions. 2:) wirino runs were neatly made, with rcacles wel!
trained anc securely attached.

The two completed solar wabter Pumping stations were both operating
satisfactorily a%t the time of the evaluation visits. and no reports were heard
cf problems at other times. The larger of these stations is ioca-es a*
Scria-3ata Missioen, in Bar Zaire. This installiation contains a to=al cf 27
redulaes, each rated at 53 yasbtge for a maximum capacity of anaos .7
Filowatts, making it one of the t solar powered instaliatiors ir Z2a:r=.
The modilss are mounted in 4 sep arrays clustered togetner and surrousden
5y protective fencing. The are storace hatteries are connectec for
operat:on at 14 volts instead of 12 wol-s. The SUmMp motor was rated for g
amperes at 24 colts, or in other terms it has a power output of a little more
than one horsepover. The installation has Seen operating since December,

1586, and has shown to be able to operate for 5 continuous days without direct
stnshine, basecd on a pumping schedule of 2.5 hours nightly. Wa*er is normally
oumped after dack onlv, in order to allaw the local regidentes access %n che
limited supply of spring water during the day.

CONCLUSIONS

The solar power installations of the ECZORT sub-proiect, based on *ncse
that the evaluation team members were able tc visit constitute a valid
demcnstration fror which o evaluate the affectiveness of sclar alarctriciey ir
wmprIvine rural nealtn care 1n taire. The 2legtrizal portions of =resge
instaliations agppear to be furctioning properiy and reliably, with rromise to
continue doino so with a minimum of maintenance., So far, the refrigeration
equipmer: has 3 malfunction rate which ig Unacceptably hich. The most likelw
cause of the malfunctions is projectad to be a lack of compressor refrigerant,
€luher due to leaks which developed during transportation and installation or
due to improper charging by the manufacturer, It appears that reguired
battery maintenance is not being done, which if not corrected will lead

rogpermanently damaged batteries and gystem failtures within a few months.

In the short term, solar inctallations cannot compere against other forms
rical gzneration in Serms of o3t per kilowati-nour of energy

o cerelore, Lt seems appropriate to focus on tne reiavlilcy and

1 maintenance factors which aliow solar electri~ %y to perform servi~es
otherwise would not be available. A graphic example worth mentioning
ame to the actention of the evaluation team at the Nvalunde regional

OSE. 521, located in Haut Zzaire. The solar ingtallation at this hospital is
se

*d .ot only to refrigerate perishable drugs, but to provide all night

AL

LR

0
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lighting to the intensive care ward and to furnish emergency lightina in the
surgical oparating room. In addition, the installation is utilized for
back-up power for the hospital exygen supply. Because the solar facilities
were available for emergency uce during unexpected failures of the normal
power supply, the solar installation is credited already with directly saving

=Y -

several lives. Such applications make the cost seem much more raasonakle.

ENVIRONMENTAL IMEACT

¢ sclar installaticns upon the surrounding envirnnmens s
outside parelc are mounted at 4 height of less thar 2
icible, only from within a few meters distance. Thev are

3
isting buildings which makes the total Vi
e

The i1mpact of
very minimal, The
merare 3angd 80 are v
locaced adjacent to

3
n O

ex ual imzact
irzigrificant. All otrer installation components are located wisnin RY.Tsirs
cuildinas.  Ne distipguishable souné or oder is produced, and the cnly waste
croduchs are mialte amounts of hydrogen gas, oxygen gaz, and water vacer, &l
of which are nazurally present alr=ady.

FECOMMENDATIONS

The engineering reccmmendations stemming from the evaiuvation of the ECTRT
ac.ar installaczions all concern repair and maintenance of the equipment They
are as follows:

1) Distilled water must be made available at the gtorage batserv atinn

lozss
of each installation. Many o the sites may already have distillad
water available, since it is often used for health services
applicacions. Perhaps it can be distributed from the regional centers
of each rural healsh zone. If necessary it can be made on site by any
method of boiling water and collecting the team as it condenses. Nc¢
exvensive equipment is required, but a little training and ingenuity
mav be necesgarv, alona with patience and ensugh erargv %o 5ril

s

53
-

o -

]
N

a last resnrs, other water 1S cec:er chan none,

3 a
suit in some snortening of batcery life.

w3 A
always re

2., Arrance for a qualified person to inspect and repair the defective
refrigeration units. BRefors doing this, it would be wise to find out
(from product literature or from the manufacturer) the exact “vpe of
refrigeranz used in the units. Freon is no longer the only product
utilized, and any added refrigerant must be compatible with what is
already there. In cases where there is in fact a lack of refrigerant,
it should be documented as to whether the lack is due to a leak which
may have been caused by transportation or instzllation or if it is due
to ing pronlem, This documentaion will help rescive wio

a £ 2 -
5 financially liakle for the repairs.

e

(13



3)

5)

6)
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Establish a weerly log form for use in a maintenance check. The forr
should be simple, but should fulfill the following purposes:

© assist evaluation of the installations on a leng term bhasis
documenting performance.

© provide information valuable fnr future designs. TRegular

Current and voltage readings wili, for example, reveal over

period of time whether cthe site has too many solar modules,

battery capacity is sufficient, etc.

indicate impending protlems or failures in time to aveié thapm,

For example, frequent addition of water to batteries indicates

overcharging conditions. A drop in average current reacdings

indicates a defective solar medule or bad connections, etc.

© train operating people how to perform regular and aprropriate
Taintenance chectg,

A suggested form iz attached to this report zee Exhirit 4, 7The

form should be trarslated as appropriate

)
2

b

-
-

rn

pessitle, it is reccmmended thet a more technical nmaintenznce Cham
be made at each installation on a semi-annual basis., This may saem
expensive or difficult to organize. Howevar, if done by qualified
people, it will extend the life of Bome expensive equipment., This
also would be a logical means to gather weekly records, ensure +hat
equipment is being properly utilized ancd maintained, gacher on !
evaluation data, and provide a means to distribuce repair part
supplies, as well as local training.

n
o .-
"~

n

The next recommendation is to provide a card, sticker, eor someth:
equivalent on which is written the names and addresses of sources
3ervice or replacement perts. Engineers or project managers in

Kinshasa may know how to get a refrigerator serviced or where to buy a

-~

c
for

Pew f owart fluorescans Tube, DUt inaisations were mivan =las e
person wne may have to change tha light tube does not hncw. Tne cz
or sticker could then be a:tached to the installation control panel
for future reference.

]
&

The final recommendaticr is o investigate the need and me“teds cf
providing protection against lightning, There was nel enough
information obtained to determine the ex.ent to which lightning damage
may occur, but it coulgd potentially be a serious problem in areas
where lightning storms are frequent. Since solar panels function on
the fasis cf lighe striving the panel surface, a nearby nright

i1l cause a Lries 3urge in the 2cutnus of
electricity. 1In addit.on, lighcning can directlv induce an eleecsrica?
Surge through the principle of induction; that is, the panel reacts to
lightning more or less like a racio antenna. Together, these
Phenomena could potentially cause serious damage or failure, It is
recommended that the equipment manufacturers and installars be
Contacted for their advice as tn the availability and appropriateness

lightning stroke wi

ERIPeP

¢
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of surge protection devices. The cost of a4 surge proteczor should be
relatively low. If nothing appropriate is available, a gimple 500
volt, 0.1 microfarad (MP) capacitor wired to the wiring terminals of
the centrol unit switch contact rocints would reduce the possibility of
current arcing {(welding) and voltage overloads due to lightning. Such
a capacitor is avaf{lakle from electronics parts dealers for a cest of
oaly a couple of dollars or less.

a

v/
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Leaskape current after 2 min in UA
thuabaere depend on cable type and lergth)
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ELFERELCE TIME JCURKENT U FOR TESTING o ULBERGRGUND CABLY

i
i

1
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i

akage current in UA (after
step voltage increase)

Shape of curve indicating imminent

C; failure

[

i
/

A ?Shapv of curve indicating

no damer of fatiure

|
s

—-t2e

v

" |
ﬁ""‘ f f I % { 4 {““

Time in seconds
tatter the voltage increase)

o

—p—

Hote: Leaskage currcnt numhers wili vary, depending on cable type, cabie length,
step voltage amount, and to:al applied voltape,

Time numbers will vary, depending on cable dimensicons, cable leupth, and
step voltage amount.

EXHIEIT 3
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SAMPLE WHIELY TEST IfG FR BIORE S(TAR INSTAI I ATIONS

LOCATI(N EXHIBIT 4
DATE T WATLFR QURR*NT | 8\TTIPY PATIEY FIUID JEVEL

AMPERIS VTS N). CHIS ONIFR Qe ATIHORIZAD

K 199.2) FILIFD PrRSR
i
!

1) Batiery fluld level in each cell
should be within one am. froum
plastic ring., If lexer, add

- emmew

e - ———— o —

2)

DISTTIIID water only to bottam
ot plastic ring.

Voltage of 13,0 o abave
tntleates fully chargsl
tatterv.  Voltage of 12.0 or
Felow fiticares a discharped
cxxdit i,

-.617-
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ANNEX 3 ~ FINAL EVALUATION

ENGINEERING REPORT

PART C

REHABILITATION REPORT
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HEALTH CENTERS REHABILITATION

A. WCRK CALLED FOR

As a pert of the overall ECZORT Rural Health sub-project there is a
rehabilitation component for each of the rural health zones. This component
Beeks to improve and upgrade the physical facilities of the existing (old)
dispensaries in order to provide a full range of health services called for
under SANRU. The types of work called for under this rehabilitation program
are:

Construction of watcr storage tanks
Construction of latrines

Fabrication of doors and windows/o- repair of same

Cement floor patching or relaying

Roof repair or replacement

Painting/plastering of interior and exterior of buildings

O O0Cc 006 o

It was anticipatecd that the buildings materials to be used for this work
would be provided by project funds and all labor would be provided by the PVO
local community as well as to provide locally available sand, s:ones and
gravel.

It should be noted that ECZIORT is introducing into eacn rurai heaith zone
improved water storage systems and latrine on a pilot basis. Both of these
items are to be constructed with locally available ma*erials and techniques.

B. SITE VISITS

The civil engineer had the opportunity of visiting only two sites in the
Bandurndu regisn, i.e. the "Zone de Sante Rwral or Kajijl = MCC* SANRU, and the

LM

*Centce <de 3ante de Reference RINGWANGALAL"
SAELIATISTIY 1. )
RAJIJI
LR TRS

There were five buildinge involved in the rehabjlitation at this hospital
facility together with five latrines and one water storage facility operated
by the newly installed solar operated pump. From the work done on the
exterior painting of the buildings, there was evidence that this wag
accomplished, but there are cnce again in need of repainting. Local staff at
“his site stated that even though scme $2,000 was spent of paint Ircm gproject
funds, it was {nsufficient n raint all of ehe buildings, Cther work noted:

o) Roofs showed no leakages and showed evidence of gome repairs having
been made an«d some had been painted.

(o} There were no new latrines encountered.

o] There was evidence that gome work was done on patching holes in cement
floor toppinys and a small amount of newly laid floors; however
aumerous cracks and holes have surfaced. All floors need to be
refinished.

\,Jx)\:’



o A new cisterne was seen (well constructed): water was being pumped
using the new solar panel pump systems - a]l appeared to be working
well.

o Could not tell if new door frames, doors and windows were newly made
since all are in need of various repairs - however there was all had
previously been painted.

o There was evidence of both plastering and painted of various walls in
buildings, hcwever all walls are in need of repainting.

Comment: From the work accomplished at this fac®lity it appears that from
using locel skills in the building traders, painting, plastering, masonry,
carpentry, etc. all was accemplished with reasonable care and passable, the
clsterne however {5 well build and shows conriderable skill in its
construction. This task is a large one measuring scme 3 meters deep and 6
meters in diemeter. It is made of concrete and locally made cement blacks.
All work at this site was done by local supervision and local labor from the
PvVO,

KEINGWANGALA

This health facility has three buildings which were called fcor
rehabilitation, namely, the dispensary, maturity and nurse's quarters. During
the site visit it was pointed out that of the three buildings - no work was
done to the nurse's gQuarters.

At this site, the local supervisor of repair and maintenance produced a
list of materials that were used in the rehabilitation procese as well as how
much area was covered by each item. The list is as follows; alchough this
list did not provide the quantities of each such as the number of gallons,

bags, etc.:

Latex paint - 2overing scme 826m?

Cil paint - . v 25m?

Cement - used to cover 161 m?

Tyrolean Crepi - A mixture of cement and sand and some painc

"Lambris® to form a rough wainocot (grey in color) for
the base of the exterior walls of the buildirgs,
The upper parts of the exterior walls are
painted white.

o Window glasa - enough to cover 0.80 M2

(o] Triplex

Ceiling material - anouyh to cover 55 M2
0 Chalk~-lime = enouah to cover 300 M2

O 0 0 0

In general, the same comments as given for RAJIJI apply here insofar as
evidence that painting, plastering, masonry and carpentry work had been done
to the buildings. However, at this time all buildings (including t.e nurse's
building) are in need of repainting, floors need to be repairaed ancg some
plastering is needed to the interior walls of buildings. The werkmanshi> and
quality of work, using local standards of the trade, appear to be
satisfactorily done and passable. There was no new latrines or newly
constructed ciaternes to this facility,



As far as this sub-project is concerned based an these two facilities
visited it may be assumed that all other health facilities that were destined
to be included for rehabilitation are in the same state of repair. However,
it {8 believed that the goals and obj2ctives for rehabilitation for this
sub-project have been achieved.

PRM:GWalker/nl
Document: 749l1c
May 9, 1987
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ANNEXS
PROJECT ESF/PVQ 660-0097

DOLLAR COMMODITY PROCUREMENT

DESCRIPTION cos're SUPPCRTING DOCUMEQ
I. PROJECT MANAGEMEQ!
A. Office equipment/Furniture $ 42,674.02 Inventory pgs, 1.4
B. Bousehold Furniture/Applicances $ 38,448.56 Inventory pgs, §-1.
C. Vehicles $ 19,937.26 Invenotry Pg. 1
Sub~Total $ 101,232.30
II. SUB-PROJECTS
A. D.P.P. ROAD & BRIDGE
l. Brldges $ 1,008,191.7¢ Control Sheet
2. Culvertsgs $ 102,657.45 Control Sheet
3. Front-End lLoader $ 81,293.25 control Sheet
Sub-Total $1,192,142.43
B. ECZORT RURAL HEAL'TYH
1. Basic Medicines $ 391,181.91 Control Sheet
2. Learning Materialg $ 10.487.37 control Sheet
3. Baslc Mecial Equipment $ 3%9,883.87 Control Sheet
4. Solar Prniectors $ 11,800.00 Ccontrol Sheet
5. Eolar Reflidgeratcors & Pumps $ 346,599.60 Control Sheet
6. Motorcycles $ 51,235.06 Control Sheet
7. Bicvcles S 73,816.0C Ccntrol Sheet
Suk-Total $ 1,285,403.81
C. KCDA MINY HYDROELECTRIC
1. Turbine, Generator, Psastock S 160,223.91 control Sheet
2. Maintenance Equipment S 40,000.00 Control Sheet
3. Elec. Cable & Transformears § 422,306.00
Sub~Total S 622,529.91
D. PROCUREMENT SZRVICES
1. ORT psa S 150,000.0¢ ORT Invoice
Total Sub-Project Procurement $ 3,250,076.20
Total Project Procurement § 3,351,308.50
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ORT KINSHASA
INTER-OFFICE MEMORANDUM

ANNEX 6
To GARY WALKER, TEAM LEADER Ref.
325/LF/87
FroinLBSLIE FOX,PROJECT MANAGER Date
07/05/87
Re FINAL EVALUATION

PROJECT ESF/PVO 660-0097

ISSUE 12 : Institution Bullding/Management Training Through the

PACD

As per your request, I will briefly summarize, by
sub-project, the types of above referenced interventions which
we would be capable of undertaking (providing finances were
available) through the PACD of September 30, 1987. These
proposals follow those discussed in our December 9, 1986
submission to USAID concerning the use of obligated but unspent
project Dollars,

l. D.P.P. SUB-PROJECT

A. Ipstitutional Re-Organization : ORT has assisted the
Diocese of Idiofa, through a series of institutional
analyses and facilitation workshops, to define a new
organizational chart for D.P.P. and COMBILIM. This
includes recommendaticns cencern<ng the internal
organization of each entity, the relationship between
them, as well as the role of the Diocese itgelf in the
delivery of social and economic services to the
surrcunding population,

The work remaining to be done is to codify in more
detail the functional responsibilities, within and
between these entities, and te develop job descriptions
for personnel who will occupy the newly defined
positions., In short, to operationalize the series of
recommendations which came out of the previcus
facilltation workshops.

A sub-set of this institutional re-organization would
be to focus on the micro or local level of sexrvice
delivery. The focus would be at the level of the Parish
and its structural and fucntional relationships with
the local people (through their development committees)



on the one hand and the Diocese (trough D.P.P. and
COMBILIM) on the other. We believe that the structure
of the Diocese should be seen in terms of a development
model and thus strengthened in order to provide more
effective development assistance.

B. Management Training : During the course of five
separate training sessions ORT upgraded some 23
D.P.P./COMBILIM senior and middle managers in general
management skills. With the application of
recommendations leading to a new crganizational
structure and the new responsibilities as defired ir
their job descriptions, these managers will most likely
need specific management skilis in order to properly
discharge their respensibilities. Given the time
remaining, the most we could expect to accomplish would
be to identify the specific skills lacking and
recommend approprilate training interventions.

C. Financial Management : Through a short~term consultancy
with TECHNOSERVE-Zaire, a new accounting plan and quide
have been developed for use by D.P.P./COMBILIM. Once
the recommendations for the institutional
reorganization have been executed then the new
acccunting system can be put in place. This wili
include developing financial systems and procedures
within which the accounting plan and guide can be
effectively used.

2. Development Flan : 2Zs a final step, and one which weuld
tie together the preceeding set of interventions, we
would propose assisting D.P.P./COMBILIM tmo come up with
a2 short-term developement plan (one to three years) as
4 way to determine the allocation of their resources
within the new set of circumstances.

Conclusion

Ideally, all these propositiong need to be implemented in
order to put D.P.P./COMBILIM into a position to effectively
manage the services which they have chosen to provide.
Realistically, the three-to-four months which remain to the
PACD can only be used to initiate these interventions in the
sense that at 3 minimuir, 6~to-12 months will be required to
work out the bugs which are inherent to the nature of what is
being proposed i.e. institutionalization.



2, ECZORT SUB-PROJECT

The final management training modvle revisionsg which were
started in late February 1987 are, at the time of this writing
being typed up in fivst draft. They must then be substantively
reviewed by the Concerned agencies which have participated in
this exercise from its inception before final production and
pPrinting can commence.,

3. KODA SUB-PROJECT

A. Institutional Organization : The organizational
structure which i8 to be set-up to orerate and manage
the RCDA hydrcelectric facility has not as Yet been
finalized. We anticipate that the final evaluation will
have fairly specific recommendations on this issue and
thus will peed to be incorporated into the
organizational 8tructure. Legnl issves have been
addressed and draft statutee for the organization have
been completed. They will have to be modifiled
accordinagly and then operaticnziized.

B. Management Training : The CECA Project Manager has been
trained in the management of the hydro-electric
facility. aAs he will be leaving in early-July he must
transfer this knowledge to & newly designated Project
Manager who will then be responsible for training a
Zairean Gerera) Manager over a cne-to-two Year periocd,
ORT reeds to ensure the transfer betwean the twe
Project Managers ang encourage CECA to hire
immediately, the General Manager,

C. PUCetermination of User Feess ORT, through consultancies
with NRECA and Duncan, Allen &nd Mitchell LT
established preliminary rate structures for the sale of
electricity from the RODA system. The final evaluation
will most certainly comment on our proposal and make
recommendations concerning the final rate structures ¢
be used. BAsed on these recemrendations we will go back
to NRECA and DAM to finalize the rate structures bafore
submission to the Department of Energy for its approval.

Conclusion

Regardless of how soon thess activities are started, we

WV



cannot hope to see an effective organization managing and
covering its costs by the PACD. Since the system will not ccme
on line until the end of October 1987 there will be no
follow-up to assist CECA in working out the types of
institutional problems previously discussed. The most we can
bope for is to obtain CECA's adgreement to put into place the
systems, procedures and policies which we hope to have
completed by September 30, 1987,

@,-‘



ANNEX 7
List of Persons Consulted by the Evaluation Mission

I, USAID/Kinshasa

1. Dennis Chandler Mission Director

2. Arthur Lezin Missicn Deputy Director

3. John Bierke Program and Evaluation Officer

4. Kate Newman USAID PVO Support Project Officer
5. Carol Felkel ISAID PVO Support Project Officer
6. Tim Born Projects Officer

7. Debra Rectenwald Evaluation Officer

8. Stephen Vance Evaluation Cfficer

9. Cir. Mulambo Engineer

II. Government of Zaire

III.

1. Cit. Kyamusoke
ORT/Rinchasa

1. Leslie Fex
2, Laurie Emrich

3. Cit. Tabaro Tchim

IV. ECZORT Sub-project

Franklin Baer
Steve Brewster
Dr. Tswakata

LW
« e o

V. D.P.P. Sub-project

Citne. Ngabo
Cit. Itongo

Cit. Nla%a Nscna

Department of Plan

Project Manager
Health Coordinator
Asst. Mgt. Training Specialist

Admindistrator

Asst. Administrator
Technical Coordinator
Medecin Chef de Zone/Kimpese

Head of Social Service Division
Secretary to Pere Ribaucourt

1. Mgr. Biletsi Bishop of Idiofa

2, Abbe Phulusghi Executive Cooriinator

3. Cit. Mampasi Head of Infrastructure Divigion
4, Cit, Munkoko Director of COMBILIM

5. Cit. Lau Head of Personnel and Admin.

6. Cit. Fnoure Head of Accounting & Finance

7

8

VI. CECA Koda Falls Sub-project

"II *

1. Paul Brown

2. C. Haesevcets
3. Mr. Bixhain
4, Mr. Baeten

Evaluation Team
1. Gary VWalker
2. Bill Baron
3. Ngay Aben

4, Ross Turner

CECA project manager

Director of Installation/ACEC
ACEC/DVV On—-mite Work Foreman
DVV Representative

Team Leader

Civil Engineer

Management & Training Specialist
Electrical Engineer

W
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Projects Officer

Evaluation Officer
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Engineer

Department of Plan

Project Manager
Health Coordinator
Asst. Mgt. Training Specialist

Administrator

Asst. Administrator .
Technical Coordinator
Medecin Chef de Zone/Kimpese

Bishop of ldiofa

Executive Coordinator

Head of Infrastructure Division
Director of COMBILIM

Head of Personuel and Admin.
Head of Accounting & Finance
Head of Social Service Division
Secretary to Pere Ribaucourt

VI. CECA Roda Falls Sub-project

. Paul Brown

i

2. C. Haesevoets
3. Mr. Bixhain
4, Mr. Baeten

VII. Evaluation Team
1. Gary Walker
2. Bill Baron
3. Ngay Aben
4. Ross Turner

CECA project manager

Director of Installation/ACEC
ACEC/DVV On~site Work Foreman
DVV Representative

Team Leader

Civil Engineer

Management & Training Specialist
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Nume
Jack Arad®*
1584

Leslie Fox
30,1987

Roland Moens**
1984

Laurie Emrich
1986

Didier Cahen
1985

Dan Goder
1987

Jean Dehasse

N. Dhrolia**x
1985

Lucia Calve
1987

Annex 8

ORT Financed Staff (Long Term)

Title Starting Date

Admin/Fin Dir. April 15, 1984

Project Mgr. March 16, 1984

Roads Spec. April 1, 1984

Health Spec. Nct., 22, 1984

Adm/Fin Dir. Nov. 15, 1984

Proj. Engineer Jan. 8, 1985

Mgt. Spec. Nov.11,1985

Bilingual Sec. Der. 23, 1983

Office Mgr, Mar. 11, 1985

Steve Brewster+ Tech. Coord. Nov. 4, 1984

1987

Termination

Oct. 31,

Sept.

Dec. 31,

Dec. 12,

July 16,

Jan, 7,

Mar. 15, 1987

Mar. 30,

May 31,

Mar. 15,

* IDY status from Nov. 23, 1983 to April 14, 1984

¥%  Hired and paid by ORT/London from short term consultant
line item to assist in project management

*%%  Hired locally by project management & paid by ORT/Loadon

+ liired by ECZ & pald by ORT/Washington

In addition, numerous short term consultants were used to
provide technical and engineering inputs (e.g.

NRECA).Team:nl

Technosgerve,



ANNEX 9

Final Evaluation

Scope of Work

PVO Economic Support Project 660~0097

April 13 - May 16, 1987

I. Background:

The Organization for Rehabilitation through Trainicg (ORT) under a
Cooperative Agreement with USAID, is responsible for the overali management of
this project. The project is expanding and strengthening the long-term
capability of PVOs operating in Zaire. ORT selected and USAID concurred in
three subproject activities which are now overseen by ORT and implemented by
local PVOs. The three subprojects are involved in the following activities:
the improvement of rural health care delivery systems by supplying medical
equipment and rehabilitating clinicg; the rehabilitation of rural roads by
constructing bridges and installing culverts; and the construction of a
nind~hydroelectric facility. Each subproject contains a trulning component.

II. Evaluation Purpose:

This is the final evaluation of the PVO Economic Support Project. The
objectives of. this evaluation are the following. These points shouid be
considered by the evaluators when examining all aspects of the project.

A) To deteriine if the project objectives as outlined in the Cooperative
Agreemen: have been mer, if planned outputs were accomplished, and the
extent to which the achievement of the objectives has contributed to the
Project goal and purpose.

B) T, determine if the institutional capacity of the subgrantees to implement
development projects has been upgraded as a result of thig project, and if
the 3jubgrantees will be able to sustain such activities after the PACD.

C) To determine if this project can be used as a model for the design of
future PV0O assistance pProjects in Zaire, and to make recommendations for
such a design based on specific successes and failures of this project.
Was the mechanism of using an intermediary organization tc manige several
PV0 assistance projects successful and appropriate for future use? Was an
American PVO the appropriate type of intermediary? Was the project
efficient - did the benefits Justify the costs?

29\



IIXI. 'he Evaluatioa Report:

The r~ontractor will submit a final evaluation report before the end of his
contract. The report will be limited to 15 pages and will be prefaced by an
executive suumary of no more than two pages (edditional comments and analvses
way be appended to the report). The contractor will address the questions and
iesues listed in this scope of work, as well as pertinent evaluation issues
listed in the Zaire FY88 ABS (Annual Budget Submission).

IV. The Evaluation Team:

The evaluation team will be composed of four members.

A) The team leader:

The team leader will be responsible for producing a final evaluation
report before May 12, 1987. He will be assisted by an electrical eunglineer, a
civil engineer, and a management/training specialist.

He will be respomsible for coordinating the logistics of the evaluatioa
with ORT and USAID, assigning specific responsibilities to the other team
members in order to clarify their scopes of work, and editing and coordinating
the reports of the other team members.

He will elso be responsible for evaluating the overall management of the
project.

B) The management/training speclalist:

The management/training specialist will be responsible for evaluating the
health subproject acrivities. He will also assist the team leader in
examining management and training activities ia the other two subprojects.

C) The civil engineer:

The civil engineer will be responaible for evaluating the civil
construction in the mini-hydroelectric subproject, the structural
rehabilitation activities in the health subproject, and the bridge
construction and culvert installations in the farm—-to-marketf roads subpro ject.

D) The electrical engineer:

The electrical engineer will be responcible for evaluating the solar
equipment installations in the health subproject, and the electrical aspects
of the mini-hydroelectric subproject.



V. Evaluation Issues:

The members of the evaluation team will evaluate the components of the
project for which they are responsible in the context of the principal
objectives of the evaluation as noted above. They will also addrese, but will
aot be limite’ to, the following issues.

A) Project Management:

The evaluators will assess ORT's overall capabilities and effectiveness as
the implementing agent. They will determine whether scheduled project outputs
have been completed satisfactorily, end will address, but will not be limited
to, the follow'ng issues.

1. ORT's provision of technical assistance to the project.

Were the types of TA, both long~ aad shcrt-term, appropriate? Were the
individuals qualified? Were they on site and working in a timely manner? Did
they spend enough time in the field with the local PVOs they were assisting?

In the context of planning a future project, address the following
questions. Were four permanent expatriates necessary or could the pro ject
have used more short-term TA for specific tasks? Was it appropriate to have
most of the long-term TA on the management team in Kinshasa or would it have
been beneficial to have assigned them to each sub-project in the field (see
above)? ' The Cucperative Agreement originally called for a procurement
specialist on the management team: Would this have helped the TA spend more
time in the field?

2. CRT's performance in the procurement of commodities for the project.

Was the procurement cf commodities conducted efficiently? Did the ORT/US
procurement office provide adequate and satisfactory procurement services to
the project? Was a system set up to efficiently distribute commodities to
their field destinations?

2. Project moaltcring aud cooriination:

Did ORT adequately mopitor project activities in the field? Did USAID
supply adequatc assistance when needed? Did the subgrantees find
comaunications with ORT sufficient and help.ul?

4. Firanclal Management:

Were the mauagement aystems (i.e. accountilng, property control, and
financial procedures) established by ORT and the subgruntees effective and
efficient enough to ensure :he proper use of USG funds. Review the recent
counterpart fund audit and all dollar vouchers iu determining the above.

Were the required financlal reports submitted to USAID regularly and on

time? Did they contain sufficient informatioa to allow USAID to assese the
financial status of the project at any glven time?

4



B) Subproject Management:

The evaluators will determine if scheduled subproject outputs as outlined
in each subproject paper have been accomplished. In each of the three
subprojects the evaluators will also address, but will not be limited to, the
following questions and issues.

1. Advise if subproject objectives were realistic in light of the PACD
and project funding levels.

2. Are PVOs now more capable of using donor funding and implementing
development projects than before project commencement?

3. Review the subproject training plan. Was the training plan well
thought out and applied appropriately? Was USALD adequately informed of
training activities and results? Assess local PVO perception of the
training.

4. Point out unintended or unanticipated resul%s, good or bad, of
subproject activities and assess impact.

5. Review plans for the collection and use of user—fees.

C) Techrical Components - Civil and Electrical Engineering:

1. Assess the quality of construction work cozpleted and designs for
construction underway in all subprojects including: culvert installation,
bridge construction, wini-hydroelectric plant construction, solar equipment
installation, and structurzl renabilitation of rural health centers, Was the
overall quality of the work acceptable? Was the work in conformance with AID
standards, including envirounmental and human safety? Were mechanisms
established for the ongoing maintenance of capital investmints after project
completioa?

2. Identify zny technical gaps that hindered the attainment of project
objectives.

: 3. Recommend actions to be taken in the event that subproject activities
have not been completed as planned in April, 1987.

4. Assess the pudget and work plan pvepared by ORT for overall road
maintensnce ir the farm-to-market roads subproject area.
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D) - Health Component;:

1. Assess the i{mpact of technical training interventicns undertaken by
the PVO during this subproject.

2. Assess mechanisms established by ORT and the subgrantee for monitoring
the end-use of equipment and supplies furnished by the project.
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