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INTRODUCTION
 

1.1 General 

This report was prepared in accordance with the requirements of USAID contract number522-0296-C-8207, Strengthening of Democratic Institutions, TNE/RNP Component, issued by theExecutive Office, Procurement Division, USAID/Honduras. The objective of this contract wasto support the strengthening of one of the important democratic institutions in Honduras, theNational Registry of Persons (RNP) of the National Elections Tribunal (TNE). DUAL andAssociate-: Inc., (DUAL) was responsible for the updating, verifying, microfilming, and computer!isting of ; vital documentation, to consolidate and standardize the Civil Registry of the RNP.Thesn , itaj documents included registries of birth, marriage, adoption, naturalization, divorce,and death. These documents are used for several purposes. One is to provide the basis forissuance of identification cards; another is to provide the information for preparing voter lists;and a third is for record review to help determine inheritances and solve other citizeninformation problems. Microfilming these documents and automating critical data provides long
term protection and greater accessibility. 

DUAL was hired by AID/Honduras to establish this special operation, which includedconstructing a management and administrative support system for the preparation of personneland physical facilities, and for the identification of necessary equipment to be procured. Thiswould allow the RNP to continue its current operations, while strengthening its operationalcapacity through the acquisition of material and the development of career professionals trainedin the managerial and operational techniques associated with sustaining the developed system. 
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SUMMARY OF ACCOMPLISHMENTS 

2.1 	 Background 

In broad terms, the goals of the project were to: 

a) 	 establish a complete, updated registry on all Honduran citizens, and 

b) 	 increase the capabilities of the National Elections Tribunal (TNE), and the 
National Registry of Persons (RNP), to maintain this registry. At the end
of the project, the anticipated outputs and products were as follows: 

1. 	 Approximately twenty-five million microfilmed documents, some five 
million of which were to be requests for identification cards. 

2. 	 Data from these documents to be automated to provide the data 
base for the 1989 electoral lists. 

3. 	 Identification of inconsistencies in citizen's records in order to allow 
resolution by the TNE/RNP. 

4. 	 Employment and training of approximately 600 staff and 
supervisors for future use by 	the TNE/RNP. 

5. 	 Equipment procured for tho project to be donated to the TNE/RNP 
in order to upgrade their capabilities. 

6. 	 Manuals on personnel and financial administration, technical 
aspects of the project, and procedures of every department. 

in order to accomplish these goals, 	the contract called for the establishment of acomprehensive infrastructure to support project operations. Personnel had to be evaluated,selected, hired and trained; equipment had to be evaluated, selected, procured and installed;facilities had to be selected and modified; local support had to be selected and contracted (i.e.,maintenance, security and transportation, miscellaneous vendors and services, etc...), and avast administrative system had to be implemented to account, monitor and manage all aspects
of project operations. 

While 	 the project had the short-term objectives of an updated microfilmed andautomated registry, its long-term goals were to adevelop system that the TNE/RNP could 
sustain after technical assistance was completed. 
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In the first instance, Honduran nationals hired for the managerial, supervisor, and staff(administrative and technical) positions would be an invaluable resource upon projectcompletion, allowing for an efficient transition and to sustain the operation, once under
Honduran management and control. 

Secondly, sustainability would be further enhanced by coordination among
participating entities, allowing for an 

all 
integrated process of design and implementation as the 

project was executed. 

Lastly, the technical and administrative methods for attaining these short and long-termgoals would be documented in a set of procedural manuals. These would describe how thevarious project activities operated on a day-to-day basis and would serve as guidance for future 
operations. 

The following section addresses specific accomplishments as defined by the contract
Work Statement. Each item in the Work Statement is summarized for reference and addressed
separately. The complete Work Statement is included in Attachment A. 

2.2 Work Statement Performance 

A. Proiect Obiectives, Approach, and Anticipated Outputs (Section B.2.a) 

DUAL and Associates received an authorization to proceed on January 28, 1988, atwhich time efforts were undertaken to select and hire the key in-country personnel who would
assist in the 
 hiring of the project staff and the identification of project requirements,

design/definition of required resources, and implementation/execution of the tasks. Starting on
February 22, this staff began a detailed review of the draft 
 scope of work and letters ofimplementation, and began meeting with AID to present and discuss DUAL's technical 
approach. 

As early as April 5, 1988, DUAL briefed Mr. Sanbrailo, USAID Honduras Mission Director,on the project implementation plan, as well as on potential obstacles foreseen at this time.DUAL was instructed to and subsequently met with Mr. John Kelly, USAID IRM, on April 9,1988, to present the project implementation outline and specifics on DUAL's technical approach.
On April 8 and 9, 1988, DUAL met with Messrs. R. Murphy, A. Palacios, and A Volbrecht, inTegucigalpa, in order to brief them on the technical issues of the project. A following meetingon April 15, 1988, resulted in written permission from Mr. R. Murphy to proceed with the 
procurement of the required equipment. 

The project plan was complete on April 28, 1988, and DUAL had its first formal meetingwith the TNE on this subject, on 1988, which theMay 6, at time project plan, design,equipment, personnel, and anticipated deliverables as per the contract work statement, werediscussed. A translated copy of this presentation was submitted to the President of the TNE 
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on May 9, 1988, and further discussions were held relative to specific issues regarding the term"actualization" of registered documents and equipment selection and procurement. Additional
meetings were held with the TNE's Information Commission (InfoCom) on May 11 and 16, 1988, 
to discuss the plan and similar issues. 

On May 18, 1988, DUAL received the TNE's objections to the technical approach, andduring subsequent meetings held on May 19, 23, and 27, 1988, further definition and agreement
on specific technical issues was achieved. During this period, presentations and written responses to TNE inquiries were continuously prepared in order to clarify technical aspects ofthe project and thus obtain approval of the project's technical plan. After these meetings, noothers were held on the subject, no further questions were raised, and on June 6, 1988, DUALrequested from USAID approval of the project automation components in order to avoid any 
more critical project delays. 

B. Examine Existing Resources (Section B.2.b) 

Despite the lack of assistance by the TNE, DUAL proceeded with meetings with theRNP beginning in early March 1988, in order to obtain inventories and conduct requirementsanalyses of personnel, facilities, and equipment necessary to operate and support the proposed
system. In addition, RNP employees were interviewed in order to determine personnel andequipment capabilities as related to the data entry aspects of the project. These were usedto further define productivity projections and performance parameters necessary for identifying
quantity and quality of material and human resources. 

As part of this effort, DUAL identified potential vendors and equipment availability. Allthese variables were Utilized in the analysis that determined the proposed project (and
specifically, equipment) configuration, which was documented in the Project Plan. 

C. Assess Similar Projects (Section B.2.c) 

This effort was eventually abandoned by AID due to the time constraints ",nposed onthe project. In one instance, as a result of a meeting with Mr. J. Kelly, USAID, on April 9, 1988,
DUAL, in conjunction with USAID Honduras, researched available documentation on a similarproject conducted in El Salvador. This documentation dealt with the methodology, equipment
configuration, and report generated software for a particular aspect of the automated process.USAID attempted to obtain copies of the software programs (e.g. SOUNDEX) utilized in that
effort but was unsuccessful due to their unavailability. 

D. Selection of Facilities and Modification Thereof(Section B.2.d) 

A concerted search for and selection of the work site began in late February 1988,immediately upon the hiring of the project manager. He arrived in country on February 22.
On March 11, 1988, Messrs. Murphy, Volbrecht and Palacios, USAID Honduras, were taken to 
visit Edificio Simon, the eventual project site. 
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This site was found most advantageous due to the availability of sufficient contiguousspace, overall building security, proximity to the TNE and RNP offices, availability of publictransportation, and relative night security. While other sites continued to be studied, none 
were found offering the amount of space required nor any of the advantages of the Simon
building. The building was inspected and approved by a representative of the Embassy's
Regional Security Office on March 29, 1988, and approved for the project by both AID and 
DUAL. 

Although there was an agreement and i contract drawn, the TNE did not sign (the leasecontract) until October 7, 1988. Expecting this signature, and hoping for a long termcommitment, the building owner allowed DUAL to occupy the site in May to begin project work.
Without a signed lease, however, DUAL could not begin any physical modifications. In addition,funds were not available for this purpose until the end of September, when AID approved
$75,000.00 for building modifications. The renovations began on October 1, 1988 and the site 
was ready for operations in late November 1988. 

E. Technical Specification (Section B.2.e) 

In conjunction with the technical plan, DUAL prepared a technical specification for thetotal system as envisioned for project implementation, and sent this document to teninformation systems suppliers in the U.S. on March 22, 1988. The technical specification was
for a "turn-key" system. USAID circulated in Honduras a separate technical specification for a
mainframe computer with 100 terminals to function as work stations, and peripheral devices
which included some microfilm equipment. DUAL subsequently briefed the five vendors USAID
had selected in Honduras on exactly the same system specification that was provided to U.S. 
based suppliers. 

F. Financial Management and Administrative Systems (Section B.2.f) 

The Administration and Financial Management manual was approved by the NE andAID in November, 1988. Automated financial management and administrative programs weredeveloped in conjunction with the Auditor General of the TNE and were transferred to the TNE
along with the project's transition in June 1989. These programs included: 

a) accounting systems comprised of financial statements, expenditure 
reports, balance sheets, and complete counterpart financial reports; and 

b) administrative programs comprised of payroll lists, and complete material 
resources inventory. 

G. Financial Management Assistance to TNEiRNP (SectionB.2.q) 

DUAL worked in conjunction with the Auditor General of the TNE in all daily financial 
activities, and in the design and implementation of all financial systems. These personnel were 
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provided office spaces within the Administrative Department. DUAL also provided personnel(Oscar Ordonez and Ciro Ortez) to manage all activities required to execute funding tasks, andcoordinate and conduct liaison with all pertinent entities (i.e. Ministry of Hacienda (Treasury),
TNE, AID, and miscellaneous vendors). 

H. Personnel Manual (Section B.2.h) 

A preliminary personnel manual containing position descriptions was submitted inNovember, 1988. This became a working document as the project advanced and was modifiedas needed. The final personnel manual was submitted on June 29, 1989, in two volumes, i.e.,Administration and Technical Direction. 

Work Plan (Section B.2.i) 

A translated copy of the work plan was submitted to the TNE on May 9, 1988. Asfurther discussed in paragraph A, meetings were held (and presentations were given) throughApril, May and June, to clarify aspects of the plan and further define specific issues raisedprimarily by the TNE. A subsequent plan, addressing the new phase of the project asimplemented in January 1989, was delivered on June 29, 1989. 

J. Local Security (Section B.P,_ 

DUAL identified and solicited bids from four security firms. A contract was signed bythe TNE with Empresa Hondurena de Seguridad, S. de R.L., which eventually (February, 1989)was changed to SISTEC. In addition, DUAL requested AID assistance for additional securityand continurisly assisted the TNE in contracting military security services (Cobras) to
supplement these efforts. 

K. Military Assistance for Document Transport (Section B.2.k) 

This requirement was changed by the TNE to be solicited on an as needed basis. It 
was never required during the execution of the project. 

L. Military Assistance for Document Transport from Remote Areas (Section B.2.1) 

Same as paragraph K. 

M. Selection of Locai Contractinq by the TNE (Section B.2.m) 

All these efforts were undertaken either through warranties, or formed part of the projectwhich was funded by counterpart. For example, building maintenance and custodial serviceswere part of General Services under Administration and were staffed by project personnel. 
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N. Procedural Manual (Section B.2.n) 

Preliminary procedural manuals were completed prior to the start of project operaions.These were used as guidelines and living documents as the project progressed. Final manuals,including the changes implemented in January 1989 (i.e., Emergency Plan), were delivered onJune 29, 1989. Procedural manuals were developed for every section within the Administrative 
and Technical departments. 

0. Production (Section B.2.o) 

DUAL's contractual scope of work defines a technology, associated deliverables, and a timeframe for accomplishment of specific tasks. During the progress of the contract, a varietyof delays were experienced, outside the control of the DUAL team. These resulted in thecurtailment of DUAL's implementation activities and overall execution of the contract. These 
delays can be grouped as follows: 

1. Approval of Technical Plan. As discussed in sections A and I
above, questions and miscellaneous inquiries on DUAL's plan, and general
approach and methodology were resolved 1988.in June No further 
inquiries of any nature were made by the TNE after that date. DUAL
assumed acceptance and approval when a) funds were made available 
in November 1988; b) the first employee candidate lists were sent in 
August 24; and c) the lease contract was signed on October 7, 1988. 

2. Work Site Modifications. As discussed in section D, the project
site was selected and approved in March 1988, but the TNE did not sign
the lease contract until October 7, 1988, and funds for modifications were 
not available until late September of the same year. The principal impact
of these delays was to postpone the remodeling of the work site until
October which meant that virtually no equipment could be installed until 
that time. 

3. Funding Availability. Although the TNE had project funds
available as early as June 1988, they notwere transferred nor legal
authority for their use (by the registration of the TNE treasurer's signature)
given until October 1988. The first check cleared on November 8, 1988. 

4. Party Lists of Prospective Employees. Project employees were 
hired from lists provided by each political party. Each party was to be 
represented by 25% of the available positions. DUAL requested personnel
lists in May 1988, however, the first lists were not forwarded by the TNE 
to the project until August 24, 1988. As of February 1989, the project was
still short of personnel due to this serious lack of cooperation. Moreover, 
on several occasions, large numbers of employees (60 in one instance) 
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were arbitrarily replaced by a member political party of the TNE, furtherdelaying evaluation and training. The TNE requested that the project
substantially reduce the basic qualifications of personnel to help themfulfill their quotas. These initiatives were undertaken over DUAL's
objections since the qualifications were already at a minimum level aspreviously agreed by all participating entities. Even when faced with theseshortcomings, the TNE refused to allow DUAL to obtain these resources
freely in the marketplace. The approximately 850 personnel added by theTNE when they implemented manual transcription (the Emeigency Plan,January 1989), were of such poor quality that the project had tc be
suspended and these people trained for approximately two months inorder to bring them to an acceptable working level. Lastly, the TNE had
to approve DUAL's own technical team personnel. In several !nstances
they rejected Dual porsonnel or delayed their approval, further 
compromising the timely start of project operations. 

5. Letters of Commitment. By late April 1988, all key project
equipment had been selected, and although DUAL was given written
authorization to proceed with procurement on April 15, 1988, none of thevendors were willing to initiate shipment on ofbased Letters Intent.
Letters of Commitment were required and these arrived at DUAL on June14, 1988, on which date DUAL also received cabled approval of
equipment and selected technology from AID/IRM. On June 22, 1988, the
AID Honduras Contracting Officer and Comptroller requested that DUALact as freight forwarder and take responsibility for equipment shipment
instead of having each vendor make its own arrangements. A letter of
modification for shipping was not issued until July 27. DUAL agreed and 
a contract modification was eventually issued. 

6. Access to RNP Registry Books. Beginning with the earliest
meetings and presentations to the TNE, DUAL emphasized the criticalityof obtaining registry books in a timely fashion. The books were the

project's raw materials and in 
a very real sense their availability droveproduction. Because these books are sensitive, they contain the original
and often cnly copy of basic civil information on the Honduran citizenry,
their use requires special permission. These requirements were wellunderstood by all participating entities, however, the TNE did not provide
the legal decrees that would have allowed DUAL to obtain and processthe books until February 1989. Even after this hurdle was overcome,
obtaining books from the RNP always required extensive lobbying. Aslate as May 1989, when the projert had been modified and personnel
trained by RNP supervisors, we managed to obtain approximately 1000birth registry books but a week later the RNP requested their return,
effectively shutting down the project's operation. 
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7. Miscellaneous Delays. Added to the principal obstacles
mentioned above, were a variety of shorter, but at times persistent delays.
First, the TNE and RNP never approved a set of procedures for the
verification and acceptance of microfilmed rolls. Moreover, they never
agreed on a method to be implemented for the unbinding and binding
of books, although DUAL worked closely with them in selecting acontractor and executing a test of possible methods. This lack of
decision severely constrained microfilm production. Secondly, DUAL's 
company registration in Honduras or the TNE's extension of their own
juridical status in order to process counterpart funds or allow either party
to enter into contractual agreements, was a long debated issue. In either 
case, TNE actions were necessary, in conjunction with the Ministry of
Hacienda. Lastly, the bombing of the Mission in April 1988 caused adangerous situation in-country, forcing the U.S. Government to impose 
a travel advisory, at a time when DUAL support from Washington, D.C. 
was critical for the definition and presentation of project methods and 
approaches, and eventually, the technical plan. 

All of the above had the unfortunate effect of not allowing the project
infrastructure to be completed until November 1986 and the project to be
ready for operations until December/January when tests were conducted
and production runs planned for verification. On January 18, 1989, the
TNE initiated project modifications to institute manual transcription, which
caused further delays. Production methodology had to be changed and 
an additional 850+ employees were hired. This process took
approximately one month to complete and production started in March
1989. Soon after, however, it became apparent to all parties involved in
the project, that these new TNE personnel produced unacceptable levels
of work and of extremely poor quality, therefore additional training was
implemented during the latter part of March and April 1989, to bring their
capabilities to acceptable project levels. Production began again in the
first week in May; however, on May 17, the RNP requested the return of
all books, which was accomplished on the following day. Outside of
transcribing 40,000 death documents for the RNP, after the books were
returned, project production had stopped. By this time, DUAL had been 
officially informed of contract termination effective the contractual date
(June 30, 1989), and thus the month of June was used to effectively
complete all pending efforts, close out contractual requirements, and
tr.n-ition the project to the TNE. All these activities were completed by
June 30, 1989. 

As discussed in the previous paragraphs (and the ones that follow), DUAL
completed all the requirements necessary to implement and sustain 
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project operations. A comprehensive and effective infrastructure that
included approximately 1300 trained personnel, complete facilities,
equipment, and materia! support was transitioned at the end of the
project. In spite of the critical delays described above, approximately
350,000 documents were manually transcribed, 2430 books were 
microfilmed into 366 rolls with duplicates, and 300,000 documents entered
into the data base. In addition, approximately 425,000 manual
transcriptions previously done by the RNP were entered into the data
base. Unfortunately, upon verification they were found of extremely poor
quality and had to be manually transcribed again. 

P. Financial Arrangements (Section B.3) 

All financial arra,,gements were established as per direction from AID and the TNE.Expenditures records and accounting reports were submitted in accordance with the scheduleand as requested by AID and the TNE. Final documentation and reconciliation of all project
accounts were submitted on June 29, 1989. Pending reports will be included in the contract 
close-out documentation. 

Q. Technical Assistance (Section B.4) 

DUAL hired key in-country personnel in February and March 1988, including the ProjectManager, the Technical and Administrative Directors, and a small staff. These personnel thenhired the remainder of the DUAL team that consisted of the Section Chiefs, and Technical andAdministrative staffs. Although the TNE subsequently objected to several candidates, most ofthese personnel were hired and in place by July 1988, at which time they undertook the designand development of their respective areas, including drafting preliminary manuals, identifying
required material and human resources, and developing action plans and schedules. 

R. Personnel Contracts (Section B.5.a) 

Every individual that worked in the project had a contract, in accordance with Honduran
government requirements and regulations, and established pay levels. All these procedures
were established in conjunction with and approved by, the TNE. 

S. Performance Incentive Programs (Section 13.5.b) 

Incentive programs were not implemented since AID could not participate in program resulting in wge enhancements. In Honduras, such programs are outside 
any 

ofaccepted practice except in industrial projects. In addition, the TNE imposed strict salary caps
for each position. 
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T. Political Contributions (Section B.5.c) 

Nu project funds were used nor any salary deductions made for any political activity
and/or contribution. 

U. Traininn Programs (Section B.5.d) 

Most of the approximately 500 project personnel completed orientation and technicaltraining in procedures unique to their assigned departments. On-site training began onNovember 7, 1988 and continued through December 30, 1988. The schedule by department 
was as follows: 

Document Ccntrol and Transportation November 7 through 29

Data Entry 
 November 14 through December 30
Verification November 14 through December 30
Microfilm November 23 through December 21 

Additional, specialized training in document handling techniques was conducted by anarchivist from the University of Honduras for the Microfilm and Document Control departments.
Lastly, INFOP, the Government Institute for Human Resource Training, conducted a two weeks
Supervisory and Interpersonal Relations Skill Seminar for supervisors. 

V. RNP Personnel (Section B.5.e) 

Personnel were not only hired based on TNE/RNP recommendations but were hired withtheir approval. On several instances, qualified personnel not hiredwere because of RNP
 
objections.
 

W. Personnel Evaluations (Section B.5.f) 

Work standards were established along with the design and technical plan of theproject. These guidelines were used for the system of monthly evaluations conductedthroughout the duration of the project. In addition, a manual for Evaluation of Personnel was
developed and delivered on June 29, 1989, for continued guidance. 

X. Personnel Terminations(Section B.5.g) 

On several instances, DUAL attempted to terminate project peisonnel but found itimpossible due to the political nature of environment. Employees fought and/or the TNE would oppose any termination because of political patronage. On the other hand, the TNE on severaloccasions terminated employees arbitrarily, without regard for performance or the impact of 
such action on the project. 
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Y. Manuals (Section B.5.h) 

Preliminary personnel manuals were prepared by November 1988 and updatedthroughout the duration of the project, in particular in January 1989 when the project was
modified. These manuals were delivered on June 29, 1989. 

Z. Commodity Procurement (Section B.6) 

All procurements were in keeping with USAID and GOH guidelines and approved by
USAID and the TNE. 

AA. Commodity List for Procurement (Section B.7.a) 

The commodity list was completed on April 25, 1988. Prior to that date, DUALconducted an evaluation of potential equipment configurations and vendors, including asset
availability and in-country support. Official requests for bid were also sent to US suppliers onMarch 22, 1988. AID issued DUAL a written authorization to pioceed with procurement on April15, 1988, since many of the items had been identified by that time. The final commodities list was completed on April 25, 1988, and AID reviewed every request for procurement, and 
approved every item that was procured. 

BB. Specification Approval (Section B.7.b) 

This item refers to AID and TNE required actions. 

CC. Procurement Actions (Section B.7.c) 

Contracting local services was done in accordance with AID and GOH regulations, andwith the approval of AID and the TNE. No subcontracts were signed by DUAL, except CADERH
for personnel evaluation and selection. In every single other instance, subcontracts, although
coordinated and monitored by DUAL, were signed by AID or the TNE. 

DD. Monitoring and Evaluation (Section B.8) 

Quarterly plans were postponed throughout 1988 because of the delays in the projectand lack of "go-ahead" by the TNE prevented DUAL from establishing working schedules,actions and milestones. Progress reports andwere prepared internally on a weekly basis
submitted to AID. A management information system was implemented that tracked all project
activities but was not used due to the lack of production in 1988 and the changes to theproject implemented in January, 1989. Monitoring and evaluation was conducted through a 
system of action chits that tracked all open issues and problem areas. All section chiefsparticipated in Tuesday morning meetings that reviewed the action chits; the TNE (InfoCom)
was invited to attend each session and participated on occasion. 
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METHODS OF WORK
 

3.1 General 

DUAL's work methods for the project were based on a careful understanding of therequirements of the contract. Project requirements were defined and evaluated; technical andadministrative processes designed and implemented; and project activities executed and 
monitored. 

Although iterative in nature, and prone to overlap due to the nature of the work, thesework methods basically coincide with the three critical stages of the project. The fcilowing
sections address these methods. 

3.2 Definition 

DUAL first established a team of senior management and technical personnel to definethe specific task and adm;iistrative support requirements necessary to fulfill the scope of work.These personnel were based in Washington, D.C., and were composed of corporate programmanagers, administrators, and technical experts in the areas of management informationsystems (MIS), automated data base development, microfilm technology and applications,mainframe computer technology and applications, personnel training, government procurement
regulations and procedures, and finance. 

These personnel were selected to assist in the definition of project requirements, thedesign of the system, and the identification of equipment and personnel project requirements.In addition, some of these personnel performed liaison with Honduran government and AIDpersonnel to define and evaluate contractual and technica design matters. As this stageconcluded, the senior team seiected the in-country directors reoonsible for the implementation
and execution of the work. 

3.3 Design and Implementation 

Once the outline and basic requirements of the project definedwere by the seniormanagement team, efforts were undertaken immediately to staff the project and proceed withdetail design and implementation. The senior management team, discussed in section 3.2,was supplemented by a team of senior in-country personnel, composed of the project manager,the administrative and technical directors, and a small staff. This team adhered to the following
methodology in the design and implementation of the system. 

Upon an evaluation of project goals and objectives, as defined by the participatingentities and as stated in the Work Statement, the team proceeded to identify, evaluate and 
quantify specific task requirements. 

3-1
 



These included:
 

quantity, structure, condition, and location of registry books
 

production rates required to meet target dates 

skill levels as per different equipment alternatives and production rates 

technological requirements and alternatives 

facilities and installation 

• schedules and milestones 

* administrative support structure 

In addition, the team evaluated possible constraints that further defined design 
parameters, and could affect the performance of the effort. These included: 

Honduran labor laws 

access to vital documentation 

quantity and quality of labor skills 

material and labor resources availability 

geography and weather 

The process of definition and evaluation was iterative since all these factors wereinterdepenJent. Each iteration helped to further focus on each project area, coordinate thedifferent tasks and requirements, and eventually optimize the system in its entirety. The resultat this point was a general design and outline of the project that concentrated on the majortechnical and adminil. ative areas. The definition of goals, task requirements, and constraints
allowed the team to proceed to the next step in the project methodology. 

The next step in the methodology required the team to: 

define specific tasks and methods to perform the work, including the project
organization, and design, milestones, goals and procedures for each technical 
area. 

prepare a plan of action that defined all major milestones, production rates, and 
completion dates. 
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identify all resources, human and material, required for the project, such as
facilities, type and quantity of labor skills, and equipment requirements by
department. 

These efforts culminated in the final project design, the definition of its accompa-.,ying
infrastructure, and the selection of required equipment. 

Implementation of the system required two parallel methodologies, as appropriate forhuman and material resources. Personnel were recruited in equal numbers from each politicalparty, subjected to testing and evaluation, and then selected for a specific project position. Thepersonnel were then hired and trained in procedures unique to their assigned departments andassociated tasks. The equipment, on the other hand, was selected by the DUAL team andprocured through AID Letters of Commitment. DUAL then ensured that the equipment was
shipped and installed in a timely and proper manner. 

The next step in the methodology was to merge these resources in preparation forproject execution (operation). This merge represented the integration of all areas of the project:personnel were trained and in place; equipment was installed and functioning; computerprograms were completed; facilities were prepared; and administrative support established inorder to ensure the continuous effective operation of tha project. This part of the methodologyended with a series of verification tests thai confirmed the project could operate in anintegrated and coordinated manner, as designed. 

3.4 Execution 

During this stage of the project, the principal work methods centered on continuousmonitoring and evaluation, to ensure production efforts were sustained as required, relatedproblems were quickly resolved, and the product was delivered. Several management tools 
were implemented for these purposes: 

* an automated management information system (MIS) was developed to track allactivities and major milestones by department, integrate these at the system level,
and monitor their performance. 

0 an automated personnel system was developed to track project positions,
employee status, and payroll records. 

0 automated financial and accounting systems were developed to track all project
expenditures (in particular counterpart funding), and proouce balance sheets,
financial statements and specific statements of individual accounts. 

an automated action chit system was developed to track specific problem areas
and their resolution. This system was supplemented by weekly management 
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meetings with section chiefs and TNE personnel, that discussed the issues,

alternatives, and assigned responsibilities to each item.
 
a weekly status 
 reporting system was implemented that included project 
progress, and technical, administrative and equipment status. 

3.5 Summary 

Throughout the performance of the work effort, continuous liaison was conducted withAID and participating Honduran government entities. This was performed in order to keepthese agencies informed, clarify and/or obtain approval on any issue or decision, and assistin the conduct of a coordinated team effort. The latter point was most critical due to thecomplex nature of the project and the number of involved personnel, vendors, and agencies.DUAL, for instance, selected, coordinated and supervised all local and U.S. procurements, andassisted the TNE with all their functions (technical and administrative), such as personallyworking with the Ministry of Hacienda and the Central Bank to have all funds, approved,transferred and acted upon. Moreover, all internal procedures were implemented along withHonduran government personnel, in order to facilitate the essential transition and take-over by
local personnel. 
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RECOMMENDATIONS
 

4.1 General 

This section of the report addresses recommendations regarding program continuation,not only in the narrow sense of the potential or future value of the project for AID and thegovernment of Honduras, but also by applying lessons learned during the duration of the effort.In this fashion, the completion of the original task or the implementation of a new familiarproject may avoid some of the pitfalls encountered during this project's performance. 

The recommendations are grouped into four general categories: requirements analysis,coordination and integration, monitoring and control, and program continuation. The principalpurpose of these recommendations is to suggest a set of initiatives that will allow allparticipating entities to maintain a more focused review of project progress; increase awarenessof problem areas, as well as initiatives that may be incorporated; avoid inaccurate informationand maximize information flow; and, ultimate!y, instill and promote confidence in the work efforts 
and the project as a whole. 

4.2 Requirements Analysis 

This project and others of this type require a detailed requirements analysis or feasibilitystudy as a stand-alone first "phase" or separate contract that once accepted would trigger theapproval of the design implementation and execution of the work. The scope, complexity andsensitive nature of the project requires the establishment of a concrete set of specifications, inparticular when several entities participate in the effort. Unless these specifications are clearlydefined, too much time and effort is spent discussing and redefining basic requirements duringthe design and implementation stages of the project, resulting in a weakening of the effort at a time when concrete steps should be taken. In addition, this lack of definition allows toomuch room for self-serving personal and political party interests to be injected into the process.Establishing these concrete parameters should be a three to six month effort ideally performedby an impartial third party or AID itself. Although performed in conjunction with, and certainlyapproved by the participating entities, this effort would further promote impartiality, and a more 
focused technical influence. 

4.3 Coordination and Integration 

A system of periodic mandatory meetings must be implemented in a project of this type,particularly since several entities are directly involved in the decision making process. Thissystem should include a specified senior management team with assigned membership, dutiesand responsibilities; purpose, format and objectives of the meetings themselves; and a definedschedule that includes periodic meetings, as well as k.y sessions tied to specific milestones
in the project. This system should form the basis for a clear chain of command or whatconstitutes a quorum if decisions must be approved by several participants, and, most 
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importantly, a consistent set of documentation procedures that would serve as the official logand reference for all official decisions on the project. These procedures must be strictlyadhered to, or too much room will be available to sabotage decisions and/or initiatives byclaims of lack of knowledge or misunderstanding as to the "official" nature of some decisions.Participants must be informed and, moreover, must have consistent information in order tofocus in the same direction, while at of the same time they must be accountable for their 
actions. 

4.4 Monitoring and Control 

A system of task monitoring arid control should be implemented that is closely tied tothe coordination and integration efforts discussed above. Periodic official in-process reviewsshould be held throughout the period of performance, that include computer programming, testruns, and actual sampling of the product. These should be scheduled in accordance withdesign and production targets, and be progressively decreased (or increased) based on projectperformance. In addition, preliminary or partial deliverables should be required at specifiedtimeframes in order to ensure the quality and timeliness of the product. These efforts also helpto identify problem areas, before they seriously impact the project in its entirety. 

A Critical Path Method (CPM) should be implemented to assist in the control of theeffort. This tool is particularly helpful in projects containing interdependent tasks and decisionpoints. Furthermore, it can help to identify and manage different options when milestones arenot completed or delayed. Monitoring and control of efforts with technical components shouldbe performed by technical personnel, in addition to program managers. In particular forprojects of this nature, these technical evaluators should be U.S. nationals with no vestedinterest in the project but knowledgeable of the local environment, in order to properly assess
the impact of outside influences on the performance of the effort. 

4.5 Program Continuation 

The original concept and objectives of the project are still valid even though the work was interrupted and replaced with different efforts. It is imperative that the work not beperformed during an election year, however. Moreover, the experience obtained during theperformance of this effort should be utilized to rescope the effort, in particular the rates ofproduction. The work should proceed in a very deliberate manner, after the elections,concentrating on quality, until all participating entities attain a high level of confidence in theproject and a solid sense of teamwork. These two developments are the most critical
ingredients before any meaningful production can be sustained. 
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ATTACHMENT A
 

CONTRACT WORK STATEMENT
 



SECTON C
 

WORK 	 STAT ?rf 

OBTECrIVE AND SOOPE OF WORK 

A. 	 Objective:
 

The objective 
 of this contract is tothe important democratic institutions 
support the strength ening of one ofin 	 Honduras, the NationalPersons of the National 	 Registry ofElections Tribunal.

for updating, 	 The Contractor will be responsibleverifying, microfilming and computerdocumentation and 	 listing of all vitalexisting registration lists to consolidate and 	 standardizethe 	Civil Registry of the National Registry of Persons. 

B.. 	 Scope of Work: 

1. 	 Packaround: 

The 	 National Elections Tribunal (TVlE) isentity organized 	 an autonomous oovexrntalas 	 part of the E\xecutiveDepartental 	 Brancn, with dependencies atand 	 Municipal levels thr~aihout the Republic. 
the 

is 	 The ruling body ofthe 	TNE composed of one representative of each of the four political partiesand 	one representative of the Sumrame Caart.
 
The TNE Is responsible for all 
 elections forregisters 	 aoverrmnetalvoters candidates, establiishes 	 positions. Itand 	 the tires and placessupplies all equipment and materials (ballots, 	

for voting,
ink, 	 ballot boxes), trainsworkers, tabulates 	 pollthe 	voting and doaents and legitimizes the'results.
 

The National Registry of Parsons 
 (RP), a dere.ndency of the TNE,for 	the establishment and aintenance of a com-)ete 
is responsible 

all 	Honduran and up-to-date registry oncitizens. Registry alllaw. After being registered 
of Hondurans with the FUP is required by 

an official 	
at birth, each citizen at age eighteen is issuedidentity card, wtich is essential credential for all officiali--onal t-nsactions 	 andin Honduras. The 	 official identity cardan election as 	 is used duringa means of identification, and 	 is ratc-hed against an electorallist 	premared by the RNP. 

The 	r.TE and PRP 	perform critical mechanical and politicala 	 functions, withoutw.hich dmocratic process would benot possible in Honduras.efficient voter registration process 	 'ithout anand 	 well-run elections, theHonduras and international public opinion will accept 	
people of 

wishes 	 not the pramise that theof the population have been legitimately expressed in electionif 	 nmechanims for registering results.and 	 voting appear politicized,ineffective, the credibility of the 	
imrovised or

country's demcratic processquestioned. An open, 	 will behonest, fraud-free, syste'matic,assential if the 	 electoraj mechanism ispeople of the coantry aredcerccracy. If registration 	
to believe in, and support,and voting are 7anaged professionallyefficiently, the dcaic-atic process 	 andwill have an opportunityheccme a permanent 	 to ature andpart of the Honduran political, culturallife. the 	 and institutionalIf electoral process functions

fashion, 	 in an erratic and unpredictablethe results of elections will be suspect, -and the present popularsupport for demjcracy will erode. 
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The tw electoral institutions - the TITE and theDrkable structures. 	 R;P - have adeuately designedThe relatively successfuldrive 	 national voter registrationand the 1985 gener-al presidential election demonstratedPNP ae capable of carrying 	 that the ThIE andcut their assigned functions. 

2. Seci fic: 

all 	vital 
The 

documents, 
Contractor 

and 
will update and verify, thrc h the aut, tion prcess,microfilm the registersPersons. 	 of the National Reg:istryThe vital docun-ents 	 ofwill include registry ofadoption, naturalization, divorce, and 	

birth, marriage, 
documrnts for the 	

death. Other necessary and pertinentcopletion of the up-dating and verification process willamended to this list follcwing the assessnant period. 
be-

Prior to the initiating of updating, verification,coniiuterization 	 microfi1ming andof materials, the Contract--or will constr-uctadministrative 	 a management andsupport system for the preparation offacilities, and for 	 personnel and physicalthe identification of necessary equimentDuring the assessment and 	 planning pr cxurP 
to be procured. 

as well as throughout the life ofthre project, the Contractor will: 
a) review with the hEi4P a nd wit-h acnr ateAI.D.ebjectives, 	 p-rsonnel the projectthe project aprcach and azcimted our-uts;
 
b) ao.ineand inentory 
 the existing resources (i.e. per!sonnel, facilities,c.<uicment) that are curraently available to the project;
 
c) assess the re-jirents, operation and reslts of 
similar projects in othercountries,

d) selec-t 
nbvsical facilities for the i:_'ojec-, and arranae for any neededmdificatic:.s;
 

e) 
 prer.re technical str&-ification for the proure,_nt of comtter hardware andFofV.7re, icrofihmimng ard othex equiu.,,ent;
 
)c-- aprorpriate fin--ncial 
o 	 rd a ministrative_ 

rn 
-. .-~ o-ri t 

nz aaena -st _s to handle 
-ro-. c-=-nd counte rar funDds; L_
 

g) assist the ThEPVp 
 in the desian and establismexnt of appropriate financial,a-.-n-- and rocrxtral 	 :,'stus to 'anzle project and contract funds;
 
h) (ae'elcp a onnel -.
canual, illfor contractL'-g 	

wih include recrit-ent, testing,of ersornel by the ITNE, perfc.rrance evaluations,work incem-:ves, etc.; 

i) (avelop a (detailed work plan, specifying physical facilities, e nui,cnt,r.... -- l ~ rity, loistic3l and financial rc-quire_-r-_nts; 

j) idctif selectand  a c7-l securitv firm c-_ecurity 	 c:ble of providLng the noccss-_ythrouhout the 
life of t-he rojc-zt; airranoe for the conti-aci, bythe 'rNE, of the sel&cted firm; " 	 Ln,
 

'duhe n t--
during 

nk) 
the transport 

ithe. 2ahnte 
of d=.-nts 

T tC-DH 
to and 

for military security assistancefr-m project-,work site; 
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1)cOordji-ate
.transport with the 'InTE the arrax:ement,6f documents forGHmitzto and fr1: rCot H assa~fothail/or isistsibe aareas; 

)arrange fe hilectio the ctatnina tenane, Vtintenanc, by the nE of: ildin 
a ic 

.. stodial services, Ietc. , and identify other per on el s port needs; 
.oc

e......
 
Stpreare pradur manuals

r.uie approval by the 
for Project activities. Sc ul.E/RT,and apprpcriate A.1.D. p S un...e
 

) exercise all supervisory and technical responsibilitya c t i v i t i es . The a oE s h a l. .. . i . e e 
on all project fl"ndod'+ 

of a i .c~~b~~ontractor at , the project work site o h 
t.an .rof t ein the follwing manner:d , the ContractorProvide necessa--ry will provide assistace to theapproxipmaily Project funding T E46,000 registers located for the transpo-ofin 289 Honduran municialities an r- foandthertordossiers 'from the the collectionmunicipal and returntrtnronof ths judges; purch~ase or of birth -certificats andeloyment doumnt lease of necessarycosts ouent veh]-ii&js;and perdi. For thefor drivers, and pe die... for accopanyingPersonnel; vehicle costs; coordination of the physic ,E

docum ents during transit. se ui t y of th
P ...... 
 o the
 

The nc ontractor w ill ucdate, 
s 

verify, d inite fi a ro, i teldoc~n~c nta nod 20,000 ,000in the civil Registry books. T e e d c m zt n l dand other Petinent ncontroldocuments documents Of foreign residents, naturalizaton,ontaiedoto (i. e. recuest deathPhotcgraph-ic file and mirfl for identificationidentification card,of aproithely 20of,000,-000i:: i!card),_ to b eepi~drnassessnient period.bedtxun h
aigth 

If necessary, the Contr-actor will ccordLiz-ateQOCUTents for the withth EtedlieyoteControl of non-Tiondu-an residents. teTT h eieyo hThe Contractor will prepare transcriptio..s ofand coz! uterizatio all documentsand subseouent to data entry formsiicrofimi of origi do rtsadcertified true copies. 
 -


The Contracr will icrofilmbooks. Upon cam letion 
all of the updated and verifid Civil Registeclassified an repared of the microfilining," 
 for storage according ~ all1 ouna 0 ilbDOctl-ents will to "r.ucinalitybe returned and departrent.to the TNE for their return to-the municipalitie*

The Contractor will input a copy of unverifiedinto the ,P transcihdcomutEr system on Civil Reistry daa periodicassessent. A copy of all 
basis to be deternine duringdata, with theente. into the RNp system 

the exception f inons, 
o..t h at the end ofto hese P r ep ar at i on o f O ilists ha e l e c t or a ..... stencies will ledof.e.c - . . . " Ths.eto a lts which are ps s W ill ead . . .. +drawn frombe ready at least the civil Registry.six monthsPresidential in advance of theElection schedujld nextfor November .989. 

3. FinancialArr7 t"e.ents: 
f mfunanci expende covering the release of fuds, the reimburmentfo.unsexpendo,:and the appropriate accountingProject Ir lenentation Letters of funds willfrom the Poject Office becovered inoffice, and to the appropriate GOHin Project Correspondence bhetjeen the .L-ojContractor. etO c n h 
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The Contractor will Provide tehc a assistu::at'g, verification, 	 oipeAP~rOX-'ately 15 microf ilmingrq and 	 hperson-months of non-Hordn-c-ltnj , s~aezto ac~lmetite
will be provided. vo. activitinThe Cont'wto.recruit 	 will haveand select UP 	 the res o bityjto 	 twenty-five topersonnel. 	 Horluran technicalThese positions 	 andseswill- be te ca and non-political. , SalaryPayment for these Personnel 

Proaect funds, and 	
will be made diectly by the Contracto

suoervisozY personn~el
will be in Lem Salar sornwill be, in accordance with A. I.-D. and GOfi raulations. 

the Contractor from lists of becontracted by the E. Selection will be bycandidaes provided by the 	WE. 
Individuals with relevant experience arecontracts with 	 currently workinbg underthe RNP and 	 temporarywill be available for incorporationcontxactual arrangement. under this 
Non-hondrn technical assistancenationals 	 provided by the Contractorfrom other Central .;-erican 	 -ay not includeindividuals 	 countries.should be 	 Selection 
and 	

based upon technical qualifications, of these
evidence a 	 practical e-rienceof collaborative working style.ex. ,rienc in the ipleentation 	 Those provided sould beand administrationactivities, either in the U.S. 	 of similar typeor other areas of the world.
 

The Contractor 
will work concurrently with a se ondStrength" 	 contractorDexxncratic Institutions 	 funded under thedunlication 	 Projcfrts.of 	effort, Huoever,but 	 some consultation there will not be athe Scope of Work delineate 	 may be required. Tasks cited inthe resectiveregard 	 Contrato project activities 	 tor responsibilitiesdetailed 	 within the attached MemorandumUnderstand~ing.	 of 

5. 	 Perso
 

During the 
 initial te-hnicalcontractor, 	 sses-na personnel schedule 	 to be conducted by thewill be develoe,for 	contracting, ranaing and will provideand 	supe..ising the the basis o.everatioa pirsonnel.l 
p:O--ational ersonnel will be utilized in the follawing manner:
 

a) Personnel 
 will be hired onregulations 	 a contract basis,and pay levels. 	 accor ding to Govex.:rrm.'All pexcnnel will heertificate 	 reuiredof availability 	 to sign afor Life of Project. 
b) On approval of rerforrance incentiveContractor will provide 	 prorams by the TE andfinancial training and 	 A.I. D., thesocial benefits to 	 outstandihgdividuals and sections. 
C) The TNE/RNP and the 	 Contractor will assure that no project fundsfor 	direct contributions are usedto partisan-political activities. 
d) The Contractor will develop managementin'c-case the capabilities 	 and technical traingPramstof the ope-atjona- staff. ng rcanst 
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e) 	 The Contractor iray accept personnel who have been seconded by 	 the R1rp. Allproject Ptarseonnei wil! he subjeat to the supervision of the Conr--ctor.
 

f) Nirnimum 
 work standards will he established underThe 	 Conrac-tcr will the personnel guidelines.sulmit montlly work evaluations reflec-ing mpliancec withthese guide lnes, for aut-hcrization of salary payment, and continued
ermlcyment.
 

g) The Cctra~cr ray request 
that the UTE tenninate ez=ovrrp.nt for reasonsperformance cr etical conduct. These reauests 	
of 

will be acted uLton within seven
days.
 

h) en months 

provide 

prior to the cmletion of the project, the Contractor willthe 	 WE/PIp with al! persorel manuals and 	with reccmmendation for useof 	trzained personnel. 

6. 	Commodi4t Prccur~neznt:
 

The Contractor will orca

=rdating, 	 cc=0ities needed to acc.-Tmpish theverificaticn, microfi___.g and ccmputarizatcn. A.I.D. has developeda tentative list of equin-,M-t, naterials and required,surlies 	 ",.rich mayused as a reference 	 befor establ Lin-. projec needs. While the Contractor willmanage and monitor rhe pr cdurmnt, payment for the ccrmmcdties procured willbe 	thrcuct A.I.D. Letters of 	CT.r nc. The budget included Ln this Contractwill prcvide f.nd-Wng fcr c-.mcdJ prccurent services, but not for thec=-dities theselves. All zrcrE_ m-- nt: will he in accordance with USAID andGOH 	 requlation. If not in 	 ccrflict with the USAID and C-OH regulations,

folluding guidelines will apply: 
the 

a) Items ccstni.g less than Los. 250 end procured locally ray he purc.hased off
the shelf.
 

b) !' s costi.g more t an Lps. 250 and l!ss than Las. 
 5,000 will require three
quotaticrs.
 

c) C=etitive bidding is reui-ed for items costing more 
 than Lns. 5,000. 

7. Offshore _'_roreent:
 

a) The Contractor will prepare an 
 initlal descriptive ccrmodity list for
procurement of necessary equipment and supplies. 

b) The UTE and A.I.D. will approvo these specifications withing seven working
days of their submission. 

c) 	 Upon receipt of apprcval, the Washington office of Dial & Associates willinitiate the procurement actions, utilizing letters of credit fro=,
USAID/Hcnr6as.
 

Completion of project activities may 
 require sub-contracting for services fromHondura fi Lr.,_ or L'dividuals. The 	general procedures will he as follows: 
a) 	 The Contractor will initiate a subcontract arrangement either aon quarterly
plan or by speciLI request. 
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b) Sub-contractual procedures will be in accordance with A.I.D. and GOHregulations. 

c) Supervision of any necessary subcontractors will be the responsibility ofthe Contractor. 

8. MonitorinM and Evaluation:
 

The quarterly plans
monitoring and the progress reports willand evaluation. To form the basis forprepare the progress reports,will develop an information system the Contractor 
to track the flow ofoutputs resources and_ theagainst the project's implementation schedule. Internal evaluationswill be part of the action plans. 
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