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Project Evaluation Overview

The following overview of project accomplishments and changes
from the original project plan is extracted largly from an early
draft of revision two of the Non-Capital Project Paper for the pro-
ject. It represents a synthesis of the USAID's views on project
activities to date and the views of three independent consultants
(William Mann, LA/DR; Dr. John W. Dyckman, University of California;
and Dr. Lawrence D. Mann, Harvard University) who in June, 1975,
evaluated the urban planning assistance provided under the project.
The reports of the three evaluators are attached after the overview.

§ymmarx

Progress resulting directly and indirectly from the technical
assistance provided under this project during its first sixteen
months of implementation includes: (1) the formulation of a recon-
struction strategy approved by the President of Nicaragua and com-
pletion of the Immediate Action Plan for Reconstruction which was
submitted to the USAID on May 23, 1975 in satisfaction of a condi-
tion precedent to disbursement of Loan 524-W-029. This plan esta-
blishes the priorities and time schedules for the work to be accom-
pPlished during the life of the loan project; (2) Work is also near-
ing completion on restructuring the strict emergency building code
established shortly after the earthquake; (3) The VMUP has expanded
its staff from less than twenty professionals twenty months ago to
some 115 Nicaraguan professionalg and has drawn on the technical
assistance provided by AID, the UNDP and the O0AS to train and pre-
pare them for the demanding tasks ahead; (4) TInitial efforts to
improve the management and administrative capacity of Managua's
municipal government are underway, While emphasis has been placed
on improving revenue collections to finance the Ministrys greatly
expanded level of operations, the Minister of the National District
has accepted the contractor's recommendation for a complete reorgani-
zation of the Ministry; (5) Work is now nearing completion under
an AID-financed contract to improve the cash budgeting and payment
procedures of the Ministry of Finance to permit the GON to more
promptly meet its obligations to the large number of contractors
required to carry-out reconstruction programs; (6) The GON has
accepted the recommendations of an AID-financed PASA advisor to esta-
blish a new employment service within the Ministry of Labor to en-
agge it to project reconstruction manpower requirements and to plan
training and development programs to assure that adequately prepared
workers are available.

Discussion
As was noted in the Method of Operation section of the original PROP

(page 36), responsibility for implementing the project was to rest
with the GON. This philosophy has been followed and GON implement-
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ing agencies have negotiated all contracts and have handled all
phases of contract administration, While the USAID originaily be-
lieved that such an arrangement might lead to a closer relationship
between the GON agencies and their foreign technical advisors, the
decision to place full contract respongibility in the hands of the
GON was based primarily upon the fact that the USAID had only limited
management resources and would be unable to provide the logistic
support required for such a large number of foreign technical ad-
visors. Thus, the contractors under this project were to ha complete-
ly independent of USAID support. Our experience with project imple-
mentation indicates that, while this decision was taken on the basis
of a management imperative, it yielded, in practice, important divi-
dends ‘n the form of increased impact from the services of the foreigg
technic 21 advisors., The foreign advisors have, in virtually all
cases, adapted themselves to the situation in the recipient agency
and have become a part of a technical asgistance team responsive to
the needs of the recipient without any complications arising from a
secondary allegiance to the USAID or Embassy. Such problems that
have arisen in the execution of their contract have been worked out
between the advisors and their employing agencies without recourse

to AID's intervention. This has avoided much- of the friction and
misurderstanding that can arige between contractor personnel, USAIB,
and the recipient host country entity when all three are involved in
contract administration. We believe that this arrangement has lead
to more h<rmonious relationships between advisors and counterparts
and has contributed significantly to inere#wgig contractor effective-
ness.

The foregoing is not to say that the benefits derived from this
method of operation are without certain costs. For example, it is
clear that the choice of host country contracting over direct AID
contracting resulted in initial delays in project implementation.
This was due, in part, to the need to develop contract formats that
would be mutually acceptable and satisfy the requirements of both
required to locate suitable candidates for advisory positions (see
additional discussion below on recruiting problems) and instruct
GON project managers on prudent contract negotiation practices, All
this did, of course, take considerable USAID staff time initially
just to move project implementation forward at the admittedly less
than optimum rate achieved. However, GON persemnel have learned
rapidly and each successive contract hag required less USAID staff
time than the last, We have now reached the point where little more
than review and approval of each contract action is required. Our
conclusion, then, is that the additional staff time and effort re-
quired initially by our decision to utilize host country contracting
mechanisms wasfully justified and that it has resulted in overall
savings in operating costs to the USAID while yielding more effective
project implementation.

While much of the delay in initial implementation of the project
can be ascribed to the time required to develop and institutionalize



improved contracting procedures (see page 5 of the attached report

by William Mann LA/DR), other factors also contributed to the delay,
In fact, the schedule shown in the original Project Input Table (page
30 through 33 of the original PROP) was out of date at the time we
received AID/W's final project approval in mid-March, more than six
weeks after the PROP was reviewed in Washington, since the schedule
had been based on PROP approval by the end of January. However,
perhapsy the most serious delay from the standpoint of AID provided
inputs resulted from the very long time required to locate the key
principal advisor to the Vice Minister of Urban Planning. Since
this was the most important foreign advisor position, considerable
care was taken in developing the terms of referenmce for his contract
and in establishing the criteria for his select: a. Then, from among
the many applicants for the position, some seven were selected for
personal interview by the Vice Minister, over a period of several
months. The individual finally selected --a recognized authority in
urban and regional planning in U.S. academic circles, and with ex-
tensive field experience in Latin America-- has proven well worth

the delay in the selection process.

One potential problem initially was the insistance of the Vice
Minister of Urban Planning that the Vice Ministry's advisors should
be contracted on an individual personal services contractor basis
rather than contracting with a single firm or group of firms to pro~
vide all the assistance to be financed with AID funds. He felt
strongly that individual advisors would be more responsive to the
needs of the GON without a home office supervisor to worry about,
The Vice Minister wanted, at all costs, to avoid being handed the
"formula solutions" that contractor home offices are so fond of pres-
cribing. He felt, and we have to agree, that a few delays because
of recruitment and selection of contractors on an individual basis
would be acceptable if improved results could be obtained.

Another major problem that confronted the GON and USAID in
obtaining the services of foreign advisors on a timely basis was the
difficulty in locating fully qualified professionals in the United
States who could also speak the Spanish language. Because delays of
one to four months were being encountered in obtaining critically
needed foreign expertise in the early months of project implementa-
tion, the USAID sought and obtained a limited waiver K for the Agsig-
tant Administrator for Latin America of the source fﬁ origin re-
quirement for six of the positions allocated to the Vice Ministry of
Urban Planning. The waiver permitted us to obtain the services of
advisors whose country of residence was one of the other Latin Ameri-
can countries.

Other significant delays have occurred in the recruitment of
experts to be provided by the other international agencies partici-
pating in the project. Particular difficulty has been experienced
by the UNDP in obtaining the services of qualified advisors. To
date, the UNDP has been able to provide seven of the nine long~term

advisors originally programmed and two of those only after signifi-
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cant delay in recruitment, They are still recruiting fo¥n.. the
important positions of Traffic and Transportation Advigor and Infra-
structure Planner.

Wnile the OAS was able, initially, to respond more quickly than
either AID or the UNDP, their capability to provide continuing long-
term technical advisors has been somewhat less than expected origi-
nally. We have been advised that this difficulty is due to budget
shortfall within the 0AS departments in Washington and does not indi-
cate any downgrading of the importance of the asgitance originally
programmed in achieving the objectives of the project. The OAS has
provided five of the seven advisors originally planned and is still
recruiting for a construction materials testing advisor,

Other changes in project design and method of implementation
are worth noting. Pages 36 and 37 of the original PROP indicated
that the technical assistance to be provided to GON entities other
than the Vice Ministry of Urban Planning would be managed by the
Office of Coordination and Implementation of the Ministry of Finance,
the GON entity responsible for administration and implementation of
AID loan financed reconstruction agsistance. However, after careful
review with USAID Capital Development Office personnel subsequent to
PROP approval, it was decided that the additional burden involved in
managing a grant-financed technical assistance package that would be
governed by a different set of regulations and requirements than
were applicable to loan financed projects might prove too great a
burden on the O0ffice of Implementation at that time. After congsider-
ing the alternative of utilizing AID direct contracting procedures,
the USAID approached the Nicaraguan Central Bank (universally re-
cognized as the strongest, most efficient agency in the Nicaraguan
public sector) to determine its interest in performing this function,
After some negotiation, a project agreement was signed with both the
Bank and the GON's National Emergency Committee for the implementa-
tion of the technical assistance to be provided to GON entitites
other than the Vice Ministry of Urban Planning. A supervisory com-
mittee, composed of representatives Srom the National Emergency Com-
mittee, the Central Bank and the USAID, was established to monitor
project implementation and the Central Bank assigned o full-time pro-
fessional employee together with a secretary to manage the day-to-day
operation of the project. While it was originally intended that the
supervisory committee meet formally on a regular basis, it has not been
possible to do this in practice. The National Emergency Committee
representative to the committee is the Secretary of the Presidency
--the senior Nicaraguan Cabinet Minister and Chairman of the National
Planning Council-~ with whom it is frequently difficult to arrange
meetings duc to his very heavy schedule and the fact that he is on
instant call to the President. Fortunately, this part of the pro-
ject has not yet. become so complex that it cannot be effectively
monitored on a more informal basis, Consequently, the USAID Project
Manager maintains very close working relationships with the Central
Bank Project Manager, which permits project implementation problems
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to be treated immediately, Those requiring resoiution by the pro-
Ject committee are discussed with the Secretary of the Presidency

by telephone and resolved quickly. Our experience to date with

this method of operation has been generally good although we would
expect to modify it somewhat with the more complex assistance to

GON implementing agencies programmed under this project for FY 1976
and FY 1977, We will request the GON to name an alternate representa-
tive to the project committee who will be more readily accessible and
able to devote additional time to the task and insist that the Joint
project committee function on a more formal basis.

In the initial Project Paper ., funds were approved to finance
salary supplements (topping-off) for architects and engineers to
permit the GON to employ a sufficient number of qualified professional
employees in these two important fields. It was hoped that such a
device would enable the GON to piy competitive salaries and attract
professionals from neighboring countries and the U.S. to fill exist-
ing position vacancies and additional requirements for the develop-
ment of reconstruction projects for which not enough fully qualified
Nicaraguan architects and engineers were available. However, the PROP
approval message indicated that it was AID/W's desire that any such
financing be only temporary and not extend beyond the initial pro-
ject funding period. After careful review, the USAID decided that
the initiation of such an activity for a period of only some 12
months with no possibility of additional financing thereafter would
probably create more difficulties than it would resolve, Consequently,
it was decided not to undertake any program of topping-off for Nicara-

guan Government professional salaries,

Assistance to the Ministry of Finance in improving financial
operations has been nrovided through a contract with a U.S. consult-
ing firm. The USAID's original estimate for the level of effort
required (six months) was revised upward during the process of joint-
ly developing with the Ministry of Finance a scope of work for the
contract, A total of twelve man-months was required at a cost of
$73,038 under a contract with Sanderson and Porter, Inc. of New York,

Management assistance was provided to the Minis try of the National

District under a $48,790 contract with the firm of Peat, Marwick, Mitchell

& Co. The assistance included an assessment of the overall organiga-
tion structure of the Ministry of the National District together with
concentrated assistance to improve the Ministry's revenue collect#on
procedures in order to increase the National District's revenues

and thus enable it to bLc better able to afford some of the additional
costs related to reconstructing the city of Managua. This asgistance
has resulted in what appear to be excellent recommendations for the
complete reorganization of the Ministry of the National District to-
gether with new operating procedures and manuals for the management
of collections in the Ministry's revenue producing departments.
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While considerable difficulty has been experienced in locating
a fully qualified public works administration advisor, the USAID
and the GON are now in the process of selecting and contracting
with a qualified expert in public works management to provide the
assistance originally programmed for the Ministry of Public Works.

Assistance to the Ministry of Labor in the field of manpower
planning for reconstruction had originally been programmed at six-man
months. However, a subsequent in-depth analysis performed for the
Mission by an expert from the U.S, Department of Labor indicated
that the task was more complex than originally anticipated and would
require somewhat more assistance than had been programmed, The U.S.
Department of Labor recommendations suggested the need for the esta-
blishment of a new major entity within the Ministry of Labor to carry
out the functions indicated. The GON accepted the recommendations
as provided and has made available budget resources to accomplish
the reorganization required. In view of the strong GON interest
in revitalizing a traditionally weak Labor Ministry so that it might
play a more effective role in the process of reconstruction, and
their appointment of a dynamic, capable young Labor Minister in Decem-
ber 1974 to accomplish this task, the USAID decided to cooperate
with the GON in this endeavor to the fullest extent possible. Con-
sequently, funds were allocated to finance the initial year of a
resident PASA advisor together with two short-term specialists for
four-man months and financing for short-term training in Puerto Rico
for six officials of the Ministry who would return to assume key
positions in the reorganized Ministry,

Assistance programmed for the Ministry of Economy in public
transportation was postponed to make funds available for the additional
assistance to be provided to the Ministry of Labor. The assistance
originally programmed for JNAPS was deleted on the basis of informa-
tion provided that the GON was obtaining similar assistance from the
UNDP and through a direct contract with a U.S. firm utilizing its
own resources,






IT. GSCtatement of Project Goal

A, Goal:

"To permit redesigned reconstruction of the city of Managua
without major postponement ~r diversion of resources from critical
development programs, partizularly those aimed at the rural areas" .’

The Goal remajns valid. Progress has been made toward that
goal in the form of broad - Lbrush urban redesign.

Progress is also evident in reconstruction - mainly private
sector following the adopted concept of dispersion and deconcentration,
which concept has been furthered by the extension of roads and utilities
to peripheral areas.

There is no evidence yet that critiecal development programs
have suffered as n result of design and reconstruction work. How-
ever, as planning is only just reaching the stage of providing the
lead-in guidance for the major reconstruction, it is too soon to take
meaningful reading of the impact of Managua reconstruction upon other
development programs.

B. leasures of Goal Achievement

1. "R.construction proceeding according to GON developed
master plans with the major residential, commercial and industrial
aones located outside the previous downtown area of Managua,"

This measure is valid but clarification is needed on the
type planning being applied. The process being used is one of continuous
planning which provides an immediate action-type plan linked to the
determination of longer range master plans. See the appended memorandum
of Prof. Lawrence Mann for a full description of this process.

Reconstruetion is proceeding as described above and, so far,
all constriuction is located outside the previous downtown core area
of Managua. This pattern is expected to be maintained over the
immediate future, reconstruction in the previous city core being
initiated in a year or so with the construction of some public or
institutional facilities, see also comments in Dr. Dyckman's report.

2. "Programs in health, education, manpower, agriculture,
and ~ther non-reconstriuction development areas continue to receive
increased planning attention, personnel and financial inputs."

This measure remains valid.
The sectors and activities cited have continued to receive
increased planning attention, personnel and financial inputs. We

recommend that this measure be stated in such quantifiable terms
as the level of planning effort in man-hours, staff strength by skills

-‘ C/ . |






IIT. Statement, of Project Purpose

A. Project Purpose

"Improve the GON's capacity

to plan, program design and

linplement major programs for the reconstruction of Managua and for the

continued economic and social develop
The purpose is still valid a

Already, through this projec
with a planning capability which did

ment of Nicaragua."
s stated.

t, an institution has heen created
not formerly exist in Nicaragua.

This institution (VMUP), has demonstrated considerable programming as

well as planning capability. The des
have not yet been initiated.

B. BEnd of Project Status

As end of the project is a y
not possible at this interim stage.
eight of the items remain valid, as m
items 1 through 8 appear in another P
outside »ur present concern.

Of significance here is the

ign and implementation phases

ear off, evaluation in these terms 1is
However, it can be stated that
casurements, Comments related to

art of this report. Ttem 9 is

fact that the anti-seismic build-

ing standards (item 3) have been developed and are being strictly

applied.

C. Mears of Verification

Item 8 is outside of the sco
ing Stated Means of Verification hold
applied by the Miszion in all on-goin

D. Assumptions for Achieving Pu

pe of this evaluation. The remain-
valid. They are already being
g activities,

rpose

1. "That staff .xpansion goe

This assumption is valid. T

MUP staff has increased from T profes

total staff strength now stands at ab

s forward rapidly."

urthermore, it has materialized.
ssionals to 115 professionals and
out 700,

Assumption 2, on the ability of VMUP to sustain zoning and

construction control decisions and as
effective coordination, are valid but

b, "That qualified foreign t
sufficient number of 9 timely tasis."

sumption 3, which deals with
remain to be tested in performance.

echnicians caﬁ be obtained in

e
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plans" now being prepared by the planning groups in the Vice-Ministry.
The packages could he biroken into parts of varying sizes depending
upon demand, upon the pace of redevelopment, and upon the ability of
Bovarnment to r'inance and actuaily butld the infrastructure,
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