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EXECTI SU1IARY
 

TWO years ago, the Caribbean Conmuity Secretariat (CARICCmI),
the Caribbean Development Bank (CDB), and the United States Agency for
International Development (USAID) undertook a joint venture to establish
 
an institutional capability in the Caribbean Region for carrying out energy planning, including conducting country energy needs assessments,
and for designing, testing, adapting and disseminating alternative 
energy technologies. 
This project, of five years duration, is described
in the Caribbean Regional Project Paper-Alternative Energy Systems

(AID/CAC/P-027, Project No. 538-0042).
 

The ultimate goal of the Project is reduceto the dependency onimported petroleum which is hampering the development of the Region.
For effective action, solutions to this problem nust be sought on boththe national and regional levels, not only to ccpensate for the size of
the countries involved but also to take advantage of their close 
relationships and many mutual interests.
 

As requiredi by the Project Paper (p. 77), the Project must beevaluated at the end of its second and fifth years. The Center forEnergy and Environment Research (CEER) of the University of Puerto Rico was contracted to make the year two evaluation. The following is a s.mmary of the 
report made by a four-member team fran CEER
fulfillment of the contract. The CEER 
in 

report is based on information
gained during visits to nine CARICCi countries including Antigua,Barbados, Belize, Grenada, Guyana, Montserrat, St. Kitts-Nevis. St.Vincent, and to the University of the West Indies in Trinidad andTabago. Information was also gathered from documents and writtencomamunications, from more than 50 interviews, from the Project P 
itself, and from first hand inspections of the different energy 
projects. 

The evaluation covers both the Project as a whole and each of thefour cimponents or "programs" into which it is divided, which were
analyzed in detail. 
The Policy program and the Training program are the
responsibility of CARICom; the Technology and Energy program and theCammunications and Information program are the responsibility of the
CDB. In addition, the Technology Research Fund of the (DB, a separate
but related project, was also evaluated by the CEER team.
 

The chapters dealing with these programs have four major sections.
The first section considers progress towards program objectives andcomments on the validity of the original assumptions made in the ProjectPper. The adequacy of technical and financial inputs for the regional

ancl-iational constraints on attainment of program objectives are also
evaluated. The second section considers the effectiveness of the
administrative and operational procedures of the correspondingorganization with responsibility for the program. The third section
discusses the impact of subprojects and other specific activities under
the program. The last section contains specific reccmrrendations to 
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inprOve program activities and attaiment of program objectives.considerations of the Project as a Briefwhole and each program follows.B 

The countries of the Region obviously havewhich can a serious energy problemonly be solved by an approach which islong-term, regional at once fundamental,and sustained. Moreover, continuousbuilding in institutionthe energy field, at both the national and regionalan levels,is essential part of such an approach.
 
Conceptually, 
 the projectinstitution building. 

P fully addresses the need forHreoever,
in number and scope. 

its specific objective2s &T-e unrealisticMoreover, funding especially for training,to be seriously inadequate. appears 
since How inadequate cannot yet be determined,at the time of the evaluation no effective reportingthe financial management system forof Project activity by programexisted supervisorsin either CDB or CARICcM, and CARICOMevaluation team did not provide thewith sufficient expenditureactivities. The existing system of reports 

data on its Project 
requests i s designed cnlyfor reimbursemnt to supportto USAIDmanagement and is not suitable for financialof the project. In addition, all programsschedule in implementation, especially the 

are behind
Training and Communications 

programs.
 

Nevertheless, the evaluation team believes that thesound in basic concept, is Project is 
progress in the face 

badly needed by the Region, and is makingof considerable obstacles in terms of both 
assessments, 
institution building and the production of intermediate outputsreports and stuies. such asTherefore,other things, that the 

the team reccmmends, amongProject be continued with fundinggreat as currently budgeted; at least as 
information activities be 

that ommunications, training andaccelerated; and that CARICOMI'Sand CDB'S Tchnology and Energy Unit be made 
Energy Unit 

permanent parts theirrespective organizations. Also, an 
of 

Project adequate reporting systemfinancial nanagemnt should forbe established immediately"the output of this system, the Project's Energy Advisory 
With 

shculd take the lead Committeein restructuring the Projectgap between Project objectives 
to close the present 

understands the need to increase funding in same areas, but it also sees
 

and Project funding. The evaluation team 
a need to bring objectives into
objectives and timetables. 

line with reality by evaluating
No major decisionsregard until adequate should be made in thisfinancial information is available on a regular
basis.
 

Same of the other recmmndations 
 relating to the Project as awhole are the following: 

(1) Not withstanding
possible 

the lack of financial information, it isto make the following reommendationspriorities as to priLiary budgetaryfor the Project, assuming the present overall level ofProject funding: 

Priority #1
 

(a) Energy needs assessments and supporting studies, including 
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energy conservation studies. 

(b) 	 Resource assessments, such as wind, solar and biomass, which 
deal with obvious opportunities, 

(c) 	 Training required to support the above, 

(d) 	 Technology evaluations related to obvious opportunities. 

Priority #2 

(a) 	 Policy studies and other activities at a regional and 
national level, which follow from the energy needs 
assessments, 

(b) 	 Tlechnology evaluations and energy activities demonstrations 
reccmmended by cxxpleted studies, 

(c) 	 Training required to support the above, 

(d) 	 Communications and information activities, especially as 
related to the foregoing. 

(2) 	 CDB and CARICCtM should continue to insist on an appropriateorganizational recognition of energy and on an appropriate resourcecontribution by each country as conditions of participation in regionalenergy activities. However, the form of this recognition must vary fromcountry to country. Similarly, agency assistance (by CDB and CARICCM)
must continue to be "custor" tailored" as well. 

(3) 	 Initially, national governmnts should give priority to theinplementation of energy conservation measures: 

(a) 	 Near-term results can be achieved with benefits
organizations and people, 

for 
countries and governments, 

(b) 	 Large numbers of people can be involved, 

(c) 	 Achievenents are within the technological capability of 
the country in most cases, 

(4) 	 Second, national governments should give priority to energyassessments and supporting studies. These documents supply the database and options which are +he foundation of much activity in the areas
of policy, training ard technological applications. 

(5) In countries where assessments have taken place, prioritieswill shift to policy studies and decisions and to training andtechnological applications. Cmmmications, information and trainingactivities should be increasingly oriented to supporting the other two. 

(6) Where energy prices, including electric rates, do not reflectfull economic costs, countries should increase the prices, unless, thatis, cost benefit studies demonstrate otherwise. If goverments do not 
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move towardS rational pricing structures, energy conservation will notbe encouraged, the balance of payments problem will not be solved, and 
many alternate energy systems will be uneconomic. 

(7) 71o the extent possible, every program and sub-project
have some specific Lraining aspects and objectives, even if it is 
training activity per se. 

should 
not a 

POLICY 

An 	 analysis of the Policy Program revealed substantial
accomplishments to date, but slow implementations and a gap between 

P r objectives and funding. Draft energy needs assessmentshave been prepared for 	Antigua, Barbados, Guyana and Montserrat and arebeing discussed with the ministries concerned. In addition, a sizeable
number of supporting studies not specifically called for in the Project
Paper have been 	prepared under this program. These include seven energyconservation studies and several assessments of specific energyresources. The quality of this work ranges from acceptable toexcellent. Among the recommendations for this program are: 

(1) 	 The preparation of high quality assessments and 	studies should
proceed as fast as national and regional resources permit.
Assessments should be made in all countries where adequate
interest and cooperation is attained. 

(2) 	 After the assessment has been approved, the CARICOM EnergyUnit should shift its emphasis to follcwup. Specifically,
CARICCO4 should encourage and assist in the development of an
implementation plan based on the assessment, on policy
studies, and on the incorporation of energy planning into 
national planning. 

(3) 	 CARICtM should hire two additional persons to work on 
assessments and 	two more to work on policy studies. 

TRAINING 

The 	Training calponent was 	 found to be lagging well behind scheduleboth in programs and monetary outlays. Very few activities haveactually beei conducted and too little money has 	been spent on training.
In the opinion of the evaluation team, expected outputs suchi as
developing a cadre of trained specialists in non-conventional energytechnology including design, implementation, maintenance, and field
tested research projects are far from being attained. The trainingcoordinator, just recently hired, has prepared a schedule for the coming
year, and the team hopes that this corponent will be strengthenedconsiderably. The evaluation team visited several technical andengineering schools and has identified the potential that theseinstitutions have for contributing to the Ptoject. It is unfortunate
that the Project's design 'as separated the Training component, which isthe 	responsibility of CARICCM, from the Commnications camponent, which
is the responsibility of CDB. These two 	activities are inseparable, and 
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an effort must be made to have them function as if they had been placedin a single administrative unit. 

Specific recommendations for this program include sending thetraining coordinator to a research center outside the Region foradditional orientation, increasing the number of staff n-,iners, anddelegating to the CDB the responsibility for training personnel
associated with CDB field projects. 

TECHNLOGY AND ENERGY 

The 	 Technology and Energy Unit (TEU) was organized at the CDB inAugust 1979 and it is responsible for the Technology and Energycoponent and for the Technology Research Fund cacponent of the Project.Areas in which TEU operations need to be reviewed, improved orstrengthened are discussed at length in the report because the teamviewed the evaluation as an excellent opportunity to improve the TEU'seffectiveness and to enhance the 	CDB's role in the Caribbean. The teamnoted, however, that the TEU faces many difficulties of timely fieldproject implementation, some of which undoubtedly stem from the weaknessof the Training component. Others stem from the fact that the energyneeds and resources assessment, the energy conservation plan, thedemnstration, implementation and testing, and 	 other related activities are 	being done at the same time, without the adequate field personneland 	 without the adequate technical support to implement the fieldactivities properly. Seven projects ar-3 reviewed and specificreccrrendations for each are included in the chapter. 

A major recommendation is to review the program objectives for thenext three years' activities and to establish priorities for each
countr-, based on the 
 energy needs assessment studies and the energy
resources assessrent studies already

this 	

done. Options for accomplishing
are either to reduce the scope of the overall program by setting upclear priorities in a few selected areas of energy activities in eachcountry on the basis of the existing budget and timetable, or to followup the existing scope under a new larger budget with an extended

timetable for overall program implementation. Since the program is muchneeded in the Region and i n each country, both options assume continuingwork 	on the projects while restructuring the overall program. 

Other reccmmendations include same of the following: 

(1) 	 Increasing the authorization funding level allowed for
both the Head of TEU and Project officers, in relation to 
activity budgets.
 

(2) 	 Establishing an orientation program for newly hired TBU 
officers. 

(3) 	 Shortening the life cycle of individual project
 
implementation.
 

(4) 	 Assigning financial documentation duties to a financial
officer of TEU employed specifically for this purpose to 

- 5 



assure that the guidelines of the CDB procedures are followed 
and to coordinate reports from the project supervisors on a 
monthly basis. 

(5) Expanding the TEU technical staff concerned with field 
implementation activities. This staff should have 
institutional expertise.
 

CO*?VNICATION AND INFORMATION 
'he Ccmmunication program is part of the Alternative Enercy Systems 

project, but the Information program is part of the Employment
Investment Promotion project. Since the two components are both
administered by the TEU and since they are so closely connected, they
were evaluated together by the CEER team. The goal of establishing a
network of information and research resources for alternative energy
development has not been completely met, and two important goals dealing
with the identification of various interest groups and information gaps
were not analyzed completely. The team decided that an infrastructure 
capable of taking practical advantage of a communications network did 
not exist in the Pegion, and that this absence has hampered the
comunications officer from achieving the objectives of the component.
Three seminar/workshops have been held, but the average cost has been 
much higher than anticipated. The team noted that the recent 
administrative reorganization of the Information component had improved
its effectiveness and stated that an operational review was needed to 
assure a close interaction between the three components to avoid 
duplication of efforts. 

Specific recomndations for this program include the encouragement
of a strong effort to coordinate activities of the Training component
which is the responsibility of CARICOM with the Ccmmunication component
of CDB. In addition, steps should be taken to expedite the computerized
information system of CDB and to serve as a basis for a separate
proposal for the establishment of a coputerized time sharing network. 

TECHNOLOGY RESEARCH FUND 

Concerning the Technology Research Fund (TRF), the team commented
extensively on the eight projects underway with TRF support, but noted
that several of these projects should have been funded from other 
sources. The CEER team proposed that there be a restructuring of the
TRF objectives to avoid duplicating TEU efforts, and vice versa. 
About 20 projects must be funded and managed during the next two years,
and the TEU will have to add several project officers to handle TRF 
activities. 

The failure of directors of the project activities to turn in 
quarter hr reports that are well-documented, informative, and on time
hampered the team's efforts to evaluate each activity thoroughly. The 
team recomended that the TRF activities be refinanced and continued and
that more efforts be concentrated on technical activities in the field 
countries. 
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It is strongly reccmrended that the TRF project continue into thesecond phase beyond September 1982 in a form reconstructed according tothe ccoments of the evaluation team. The TRF activities are useful andvery nch needed in the Caribbean cOuntries and the regional developmentand their financing should be continued by USAID and other 
organizations.
 

CONCLUDING REMARKS 

Generally speaking, the team was impressed by some of theacocnplishments made to date but disappointed by the overall failure tomeet the timetable and to keep adequate financial records anddocumentation on each undertaking. The Technology and Energy Unit (TEU)of CDB and the Energy Unit (EU) of CARICOM are on the verge ofestablishing strong foundations in a numnber of energy fields, and theiraccomplishments in the next three years will hopefully compensate forthe delays and technical weakness up to this point.The disappointments
of the past can easily be overcame and the general optimism that is n=wemerging can be maintained if closer working relationships between themajor agencies can be developed. The Energy Advisory Committee canbecome the vehicle for this coordination, perhaps through a SteeringCommittee comprised of the USAID representative and the heads of the TEU 
and the EU.
 

In conclusion, this summary is based on a much longer, carefullydetailed report submitted by the evaluation team. It is not meant toreplace the more comprehensive document, but rather to allow the readerto obtain an overview of the Project. The team wishes to encouragereaders to examine the report 
all

carefully to understand the progress ofthe particular ccmponents and the Project as a whole. 
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