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Foreword

USAID/H believes that readers of this evaluation would benefit from
information on the historical context in which this project bhegan
implementation, an update on activities that have developed under the
project since the evaluation was conducted, and additional background on
several issues raised in the evaluation.

The August, 1987 signing of the Project Agreement was followed by an
unusually complex process of awarding and negotiating the project's
primary contract with Georgetown University (GU). The Honduran
presidential campaign was in full swing when the GU contract was
finalized one and a half years later. As a result of the campaign,
politics permeated the Honduran Government's decision-making process and
greatly hampered the implementation efforts of both USAID and GU in many
areas of the project. The relationship between USAID and GU, initially
strained by implementation delays suffered in early stages of the
project, is now harmonious.

The project designers considered passage of career legislation a
cornerstone of the project out of recognition that professional career
civil service personnel are essential ito de-politicizing democratic
institutious. Since the evaluation was conducted in August of 1990, the
Honduran Supreme Court accepted the organizational development plan
designed by GU and the Court for implementation of the Judicial Career
Law, and the President of the Court declared the Law in effect March 1,
1991. The Court has since worked diligently under the technical
assistance and training of GU to develop the personnel regulations and
procedures required to fully implement the law. The Honduran Congress
has accepted a design drawn up by GU and congressional committee for a
legislative information center (CIEL) and is laying the groundwork for
its development. The law authorizing establishment of the CIEL, passed
December 15, 1989, contains the desired merit employment procedures for
the CIEL. An electoral reform law to provide for the professionalization
of RNP staff has been drafted and submitted to Congress.

In closing, the Mission adds its own lesson learned from this project,

that of the need for Democratic Initiatives project designs to be
flexible enough to allow project implementation to keep step with changes

in the political environment.




PREFACE

This is the fourth and summary volume in an evaluation of the
Strengthening Democratic Institutions project done for USAID/
Honduras.

Earlier volumes in this series are:

I - Administration of Justice, December 28, 1990
II - Legislative Enhancement, December 28, 1990
III - Voter Registration and Elections Improvement,
January 11, 1991

As prescribed by the Honduras Mission in the scope of ﬁork for this
major evaluation of a large and complex project, this Volume IV has
two purposes: )

1. provide in summary form the findings, conclusions, and
recommendations of the earlier volumes and discuss elements
common to more than one component.

2. provide a summary for the Democratic Leadership component of
the project and, in an accompanying annex (Annex E), a
: broader exposition of that subject. This component is
: treated somewhat differently than the others because it is
: limited in scope and is to support the other components.

All four volumes of this series also appear in Spanish translation.
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J.S. universities, a subcontractor of Georgetown
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The Democratic Initiatives office of the Bureau for Latin
America and the Caribbean of the Agency for International
Development in Washington, D.C.

The Honduras desk in the Office for Central American and

Panamanian Affairs of the Bureau for Latin America and the
Caribbean of the Agency for International Development
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EXECUTIVE SUMMARY

Introduction

On September 20, 1987, a Grant Agreement was signed by the President
of Honduras and the Ambassador of the United States to initiate the

Strengthening Democratic Institutions (SDI) project. The purpose of
theiSDI project (see the Logical Framework for the project at Annex

D) is to:

"improve the capability of key democratic institutions (the

Judiciary, the Congress, and the National Elections

Tribunal/National Registry of Persons), develop local

leadership and increase the knowledge and participation of
- the Honduran populace in the democratic process."

To implement three components of the project, separate Memoranda of
Understanding (MOU) were signed: with the Supreme Court on October
14, 1987; with the Honduran National Congress on October 16, 1987;
and with the National Elections Tribunal on September 2i, 1987. A
fourth component provided for democratic leadership training in
support of the other three components.

on August 27, 1990, A.I.D. signed a contract with Development
Associates, Inc. (DA) to provide a five-person team to undertake a
mid-course evaluation of the SDI project (See Annex A for the scope
of work). The DA team met in Washington, D.C. September 5-7 to meet
with A.I.D. officials and representatives of the prime contractor
(Georgetown University). Members of the team were in Hondurzs from
September 10 to October 2 reviewing documentation (see Annex C) and
interviewing senior officials of the GOH participating agencies,
other GOH officials, USAID officers, and personnel from the Bar
Association, the Law School, the Honduran office of Georgetown
University (GU/H) and GU sub-contractors (see Annex B for a list of
people contacted). Part of the team also visited Costa Rica where
they met with people from IIANUD, CAPEL, the Asamblea legislativa,
the University of Costa Rica, INCAE, the Tribunal Supremo de
Elecciones, and AID’s Regional Administration of Justice office.
The team also coordinated a survey of attitudes regarding the
integrity of the November 1989 election.

A draft report was submitted to USAID on October 2, 1990. Comments
on the draft report were provided by the prime contractor on October
'~ 16 and November 29, 1990 and January 4, 1991 and by USAID on
November 16 and December 7 and 14, 1990. Comments are reflected in
this final report as appropriate.

Project Progress

There follows a summary of the priority tasks to be achieved by each
component, followed by the evaluation team’s conclusions about the
progress achisved.

= m———— r—— ——— ===  DEVELOPMENT ASSOCIATES, INC.
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A. Administration of Justice

Initial priority in the Administration of Justice component was to
be given to four tasks:

1.

2.
3.

4.

implementing a professional Judicial Career Service,
including establishing experimental development programs for
Justices of the Peace and Public Defenders;

strengthening the Judiciary’s administrative structure;

instituting a major training program to support the career
service; and

developing a public information program to increase
awvareness, understanding, appreciation and utilization of the
legal system by the population of the country.

Summary conclusions on component: progress are as follows:

1.

The level of achievement against project plans has been low,
but it seems likely that project outputs can be realized by
the end of the project (August 1992) if: (a) The Court and
the Government of Honduras have the will and political
strength to implement the Judicial Career Law; (b) the Court
and the contractor, with USAID’s support, give high priority
to the activities called for in the MOU; (c) USAID allows
greater direct interaction between the Court and the
contractor and does not allow needs in other components to
slow up activities in this component.

Support to training programs should increase substantially as
project implementation accelerates. For USAID-funded support
to be effective, a number of issues need to be addressed:

(a) the contractor’s training role needs to be reviewed; (b) -
there is need for more analytical work on the working
conditions of the Justices of the Peace and Judges of First
Instance (Jueces de Letras) and on the application of the
provisions of the Code of Criminal Procedure; (c) there is
need for greater coordination between CSLA, the Judicial
School, and ILANUD; and (d) GU will need to have a full-time
person attached to the GU/Honduras office.

B. Legislatlve Enhancement

" To accomplish the objectives of this component, priority was to be

given to two areas:

(1)

establishing a National Center for Legislative Support
Services designed to provide legislators with more and
higher quality information; and .

DEVELOPMENT ASSOCIATES, INC.

|



ES~3

(2) improving the functioning of the Congress by:

(a) enhancing the current administrative structure:
(b) streamlining the legislative process; and
(c) strengthening the committee system of the Congress.

Summary conclusions on component progress are as follows:

1. Overall, implementation performance has been minimal,
primarily due to the delays within USAID in contracting the
prime contractor.

2. The passage of the legislation for CIEL, although delayed, is
the most important accomplishment of this component. USAID
would be justified in accepting CIEL in its present form as
meeting the spirit of the MOU, even though it is not a
separate institution as called for in the MOU.

3. There is still no technical analysis that justifies the
hardware configuration planned for CIEL as a least cost
solution. The team recognizes, however, that using the
Brazilian software provides a means nf eliminating the need
for an extended and detailed technical analysis. Given that,
and the general delay in project implementation already
encountered, the IRM proposal appears reasonable under the
circumstances.

4. There appears to be within the Congress too much faith in
computer hardware and too little appreciation for what it
takes to build and utilize data systems (see discussion in
Annex E of Component II evaluation report).

5. The Holt recommendations for streamlining Congressional
operations offer possibilities for improving the
effectiveness of Congress comparable to those afforded by a
{unctigning CIEL and could probably begin to show results in

ess time.

6. Condition Precedent (2)(2), regarding a career service for
the RNP, is inconsistent with the stated intent in the
Project Paper to insulate each component from delays in the
others. This Condition Precedent would be better stated as a
covenant--with an appropriate target date in 1991 for
implementation.

Two major activities were proposed for this compdnent:

(1) Up-dating, microfilming and computerization of the Civil
Registration Lists. This was to be broken into two stages:

=————————= DEVELOPMENT ASSOCIATES, INC.
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(a) Up-date, verify, and microfilm, within 18 months of
the signature of the MOU, all documents from 1880 to
1987 required by the Civil Registration process.

(b) Support the institutionalization of an improvad and
effaective civilian registration process at all
levels of the Republic.

(2) Provide support to the 1989 national election (in-service
training of administrative personnel and of election
workers) ; provide technical, administrative, training and
commodity support to facilitate the implementation of the
general elections scheduled for November 1989; and
strengthen the permanent institutional base for future
elections. '

Summary conclusions on component progress are as follows:

1. Virtually no progress has been made in up-dating, verifying,
and microfilming Honduran civil registration lists. Further
assistance under the project for up-dating the RNP rolls is
justified only for technical assistance to carry out a
feasibility study to explore alternative procedures for the
up~dating process and for preparing a detailed implementation
plan and budget for the most feasible process. Concurrently,

: an alternative process might be considered for electoral
- registration.

2. No progress has been made in the institutionalization of the
RNP as called for in the MOU, and it is not clear that any
can be expected in the near future. A high level discussion
with GOH authorities is needed to confirm whether or not the

- political will exists to seek a career law for RNP and TNE.

3. The evaluation team concurs with the USAID and TNE assessment
that, as a result of an improved training program and an
effective public education campaign, the voting places were
‘better managed in 1989 than in the 1985 election. The

- evaluation team believes, however, that follow-up surveys,
both among the election workers and the general public,
should have been - undertaken to verify this conclusion and to
obtain information that could be used to strengthen future
training programs, public education campaigns, and electoral
processes in general. ' '

4. Although there were temporary crises in the delivery of some
of the project-funded activities, and TNE dissatisfaction
with some of the USAID-funded technical assistance experts,

- project support to the TNE for carrying out the election
generally was effective and was appreciated by TNE.

5. Thé‘iével and nature of U.S. participation in support of the
. Honduran election was not healthy for the election process.

DEVELOPMENT ASSOCIATES, INC.
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The objective of any additional assistance under the project
for this activity should be to put the Hondurans in a
position to manage future elections without external
assistance. Further, no U.S. assistance should be provided
once the electoral campaign has begun.

D. Democratic Leadership Training

This component is not included in the lLogical Framework, but the
text of the PP calls for a broad-based program of training
conferences for locally-elected officials and key individuals in
organizations that participate in one way or another in the
democratic process in Honduras. The prime contractor was to
organize several national seminars each year for specific groups of
offficials or organizations to analyze their role in the democratic
process and to identify ways to involve their constituencies more
effectively in constructive support of the democratic institutions
of the country.

Summary conclusions on component progress are as follows:

1. The only activity undertaken to date has been seminars
organized by the American Institute for Free Labor
Development (AIFLD) for union members. Funded under a
Memorandum of Understanding between USAID and AIFLD, six
seminars on political theory and eight seminars on the
principles of economics have been carried out. The seminars
are reported to be well received. There has been no effort
to date to determine the impact of the seminars. The content
of both the Political Theory and Principles of Economics
sem%nars is only marginally related to the purpose of the
project. .

2. This component is begging for a strategy, a plan, some
thought. It could be used to promote discussion about, and
possibly foster support for, some of the unfilled conditions
precedent and covenants in the MOUs for the other
components. The other groups mentioned in the PP, as well as
labor unions, are worthy of some attention--as are women who
were not mentioned in the PP. Support for formal and
informal civic education could also be fostered.

Major Problems, Concerns, and Constraints
A major policy issue that has arisen in the three main components of

" the project is the lack of progress in creating career services in

the three counterpart agencies--a Condition Precedent in all three
Memoranda of Understanding. The evaluation found no evidence that
this issue has been brought to high levels of the GOH; thus, it is
not clear whether there is a political will to carry out what
appears to be the single most important action under the project to

- strengthen democratic principles and create public confidence in the

three counterpart organizations.

DEVELOPMENT ASSOCIATES, INC.
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General Recommendations

Priority I recommendations for each component are included in the
main text of this report. 1In addition, the complete Recommendations
section from the reports for Components I, II, and III are presented
in Annex I. There follows the general recommendations of the
evaluation team.

1. USAID should engage in high level talks with senior GOH
officials, not just with the counterpart organizations, on the
GOH position on establishing career systems, particularly in the
Judiciary and at the RNP.

2. If it i3z not possible to get a clear commitment to a career
service, or some other means of insulating the judges and
registry workers from political influence, USAID should consider
terminating assistance to the Judiciary and TNE/RNP.

3. Assuming a positive outcome to the career service issue, USAID
should modify its project management approach and allow the
contractor greater freedom in dealing with the Court and the
Congress on a day-to-day basis on the implementation of an
approved work plan. Concurrently, USAID should focus on policy
issues (e.g., 1 above), routine monitoring, and ensuring
appropriate coordination of effort between bilateral and
regionally-funded activities.

4. USAID and the contractor should work out a new staffing pattern
for GU/H, taking into account the implications of recommendation
3, the recommendations of the evaluation team regarding other
GU/H staffing needs (see reports on Components I and II), the
reduction taking place in the contractor’s home office support
per existing contract provisions, and the likely USAID staffing
for project support.

5. USAID and GU should re-examine the structure of the GU contract
with regard to the need for so many subcontractors and determine
if it would be possible to increase GU/H’s capability to
contract locally for resources rather than having most, if not
all, of this done through expatriate subcontractors.

Lessons learned

The evaluation team believes that the experience in Honduras in
setting up the first bilateral project to strengthen democratic
institutions offers four general lessons and one with somewhat less
generalized application. The less general lesson learned relates to
the problems that arise when the Agency attempts to move from
regional funding to bilateral funding; this is discussed in the
report on Component I. The more general lessons, which are
summarized in the main text of this report, cover Scope of the
Project, Information Sharing, Marking of Election Commodities, and
Planning and Monitoring a New Initiative.

IV/ES:3927y:1/91
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I. INTRODUCTION

The USAID Project Paper for the Strengthening Democratic Institutions
project was approved August 12, 1987. The initial obligation of funds
took place with the signature on September 20 of a Grant Agreement by
the President of Honduras and the U.S. Ambassador. The purpose of the
agreement was "to improve the capability of key democratic
institutions [the Judiciary, the Congress and the National Elections
Tribunal (TNE)/National Registry of Persons (RNP)], develop local
leadership and increase the knowledge and participation of the
Honduran populace in the democratic process." Separate Memoranda of
Understanding were signed with the Honduran Supreme Court, Congress,
and TNE.

The Grant Agreement calls for a mid-course evaluation. On August 27,
1990, AID signed a contract with Development Associates Inc. (DA) to
undertake such an evaluation. See Annex A for the scope of the work
for the evaluation. DA fielded a five-person team to carry out the
evaluation:

James L. Roush Team Leader--Economist, Evaluation Specialist
Mitchell Seligson Political Scientist, Latin American Specialist
James Rowles Specialist in Comparative Law and Latin

American Law and Legal Systems
Joseph Alessandro Educator, Training Specialist
Carlos Ferro Commodity Procurement Specialist

Mr. Roush visited Honduras August 28-31 to obtain preliminary
briefings from USAID, to prepare a work plan for the work of the tean,
and to make arrangements for the team’s visit. The team (except for
Mr. Ferro) met in Washington D.C. September 5-7 to study the scope of
work for the evaluation, review documentation, and meet with officials
of AID and the prime contractor (Georgetown University -- GU).

The team arrived in Tegucigalpa Sunday September 9 and initiated the
evaluation the following day. It met with senior officials of the
Court, the Congress, and the TNE. Drs. Seligson, Alessandro, and
Rowles visited Costa Rica September 12-15, contacting officials of
ILANUD, CAPEL, the Asamblea Legislativa, the University of Costa Rica,
INCAE, the Tribunal Supremo de Elecciones, and AID’s Regional
Administration of Justice office (RAJO).

In Honduras, the team interviewed officials from other GOH offices,
the Bar Association, the Law School, USAID, the Honduran office of
Georgetown University (GU/H), and GU sub-contractors--both external
_..and in=country--{see Annex B for a list of people contacted). The
tean reviewed documentation in TNE, USAID, and GU/H files (see Annex C
for a list of the published documents reviewed). The TNE arranged a
special visit to, and briefing on the work of the RNP. Dr. Seligson
arranged for and coordinated a survey of attitudes regarding the
integrity of the November 1989 election (see Annex E of the Component
IIT report for methodology and other details).

DEVELOPMENT ASSOCIATES, INC.
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In conformance with the objective of the evaluation, the team reviewed
the progress made against targets established in USAID’s Project Paper
and the Memoranda of Understanding, analyzed policy issues and
implementation problems, reviewed the basic design for the project
component, and made recommendations regarding future assistance to
each component. A draft report was submitted to USAID on October 2,
1990. GU provided comments on the draft report on October 16; USAID’s
comments were received November 16, December 7, and December 14.

These comments are reflected in this final report.

II. SUMMARY OF PROJECT PROGRESS

A.W

Initial priority in the Administration of Justice component was to be
given to four tasks:

1. implementing a professional Judicial Career Service,
including establishing experimental development programs for
Justices of the Peace and Public Defenders;

2. strengthening the Judiciary’s administrative structure;

3. instituting a major training program to support the career
service; and

4. developing a public information program to increase
awareness, understanding, appreciation and utilization of the
legal system by the population of the country.

There follows a summary of the principal findings from the Component I
evaluation report, followed by summary conclusions. The priority I
recommendations are included in Section V below.

1. Judicial Career Service

A judicial career law was passed in 1980 which, when
implemented, would provide the basis for a career service.
Some of the implementing regulations had already been
prepared with ILANUD assistance at the time the SDI project
was being designed and the Supreme Court had taken some
actions to implement the 1980 law. The earlier momentum was
lost. Neither of the two Conditions Precedent nor the
Covenant in the MOU relating to this element of the project

The new President of the Supreme Court has promised to
implement the Career lLaw by January 1, 1991. Although this
may be optimistic, the logjam in implementation has been
broken and the new government is committed to judicial
reform. Thus, there are good possibilities for progress in
this element. ~



This element includes two activities:

(a) an experimental program assigning new law graduates as
Justices of the Peace for a year each and, if the program
proved successful, incorporating the graduates into the
to-be-established career service; and

(b) one~-week in-service training workshops (legal and
administrative) for all 350 Justices of the Peace in the
country.

The experimental program has been successful in the sense
that three groups of 27 law school graduates have been
assigned as Justices of the Peace and most have been retained
as Justices of the Peace or promoted. Their salaries have
been moved from USAID funding to the Judiciary’s budget.

Some questions have been raised about the selection process

for candidates for the program. There has been no evaluation -

of the program (in contrast to performance evaluations of the
justices). The President of the Court told the evaluation
team that the Court does not intend to continue the progran.

The in-service training proposals in the MOU were drastically
changed shortly after GU came on board (January 1989).

'Meetings were held with Court and ILANUD officilals, and it

was decided that ILANUD would continue to provide all: legal
training; GU’s sub~contractor, CSLA, would be limited to
administrative training. The legal training organized by
ILANUD has been well received. ILANUD has also prepared a
manual for use by Justices of the Peace. It recently

prepared a training needs assessment, which has been well

received by the Court.

The limited amount of administrative training carried out by g

CSLA has not been as well received as the legal training
organized by ILANUD. CSLA has had less direct contact with
Court officials and with the trainees. Furthermore, less
data is available on the type of administrative training that
is needed. Because administrative re-organization has been

' lagging, it has not been possible to establish training needs
to support that activity. ‘ = ,

| mb.lisz_netenﬂer_zr.cmm

One of the most signiticant achievements of the project has
been the successful establishment of a Public Defenders
program in Tegucigalpa and San Pedro Sula. The evaluation
team understands that current plans are to extend the program
to the interior of the country. The Public Defender System
study proposed in the MOU has not been done. No legislation

'; has ‘been paseed authorizing the Public Defender Program.

* DEVELOPMENT ASSOCIATES, INC. . -
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Strengthening the Administrative Svstem of the Judiciary

The contractor submitted a study in June 1989 on the
organizational structure of the Judiciary, but no action was
taken on the report. A new report was submitted in September
1990 and was under review during the evaluation team’s

visit. Although it proposes activities outside the scope of
the project, the new report provides a solid basis for future
collaboration between GU and the Court in the area of
administrative reorganization.

The only in-service training provided is discussed under 2,
above. No technical training for permanent staff of the
support offices has taken place, reflecting delays in
creating a permanent staff and lack of progress in carrying
out administrative reforms. Of eight international
observation visits proposed under the project, two were
carried out to the United States in 1988, with two Court
officials each, to review court administration. Of two
long-term graduate level fellowships planned for the project,
one has been used by an official of the National Agrarian

Reform Institute to study agrarian law at the University of
Costa Rica.

Public Information Prodram

The MOU calls for two mass media campaigns to increase the
understanding of the population of the laws of the country
and the functioning of the court system. A Covenant calls
for a permanent public information officer to be hired by the
second year of the project and the position to be maintained
after the end of the project. There has been no project
activity in this area.

The levei-of achievement &gainst project plans has been low,

but it seems likely that project outputs can be realized by
the end of the project (August 1992) if: (a) The Court and
the Government of Honduras have the will and political

strength to implement the Judicial Career Law; (b) the Court

‘and the contractor, with USAID’s suppori, give high priority
to the activities called for in the MOU; (c¢) USAID allows

greater-direct -interaction batwaen the Court and the

contractor and does not allow needs in other components to -

.~ slow up activities in this component.

Support to training programs should increase substantially as
project implementation accelerates. For USAID-funded support
to be effective, a number of issues need to be addressed:

{a) the contractor’s training role needs to be reviewed; (b)

_there is need for more analytical work on the working
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conditions of the Justices of the Peace and Judges of First
Instance (Jueces de Letras) and on the application of the
provisions of the Code of Criminal Procedure; (c) there is
need for greater coordination between CSLA, the Judicial
School, and ILANUD; and (d) GU will need to have a full-time
person attached to the GU/Honduras office.

B. Iegislative Enhancement
To accomplish the objectives of this component, priority was to be
given to two areas:

(1) establishing a National Center for Legislative Support

Services designed to provide legislators with more and higher
quality information:; and

(2) improving the functioning of the Congress by:

(a) enhancing the current administrative structure;
(b) streamlining the legislative process; and
(c) strengthening the committee system of the Congress.

There follows a summary of the principal findings from the Component
II evaluation report, followed by summary conclusions. The priority I
recommendations are included in Section V below.

1.

Oon December 26, 1989, at least a year later than planned, the
President of Honduras signed the legislation creating the
Centro de Informatica y Estudios Legislativos (CIEL) =--
Center for Informatics and Legislative Studies.

The law passed was much weaker than the draft law proposed by
the experts, which had been structured to isolate the center

from politics. Nevertheless, Congressional leaders say there
is bipartisan support for a professional legislative support

center.

GU consultants submitted a revised plan in August 1990 for
equipping and staffing CIEL. THe plan calls for a mainframe
computer for CIEL. The evaluation team took issue with the
proposals and recommended that the Information Resources
Management (IRM) office of AID/Washington review the GU
proposal (for reasons given in Annex E of the Component II
evaluation report). The IRM team submitted its
recommendations in November and they are now being reviewed

by USAID and the -Honduran Congress, -

The contractor submitted in 1989 proposals for improving
Congressional organization and functioning, including the
functioning of committees, but no action had been taken by

~the Congress at the time of the team’s visit and none

appeared to be in the offing. Priority was being given

almost exclusively to CIEL.
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Conditions Precedent and Covenants in the MOU have not been
complied with; yet, they have not been changed and the team
found no official correspondence with the Congress regarding
its noncompliance. For example, no enabling legislation has
been passed to allow for the implementation of an
administrative career service and a career service for CIEL
(Condition Precedent (2)(l)] and no enabling legislation has
been passed to permit the creation of a career service for
the National Registry of Persons [Condition Precedent (2)(2)].

Summary conclusionsg on component Progress

Overall, implementation performance has been minimal,
primarily due to the delays within USAID in contracting the
prime contractor.

The passage of the legislation for CIEL, although delayed, is
the most important accomplichment of this component. USAID
would be justified in accepting CIEL in its present form as
meeting the spirit of the MOU, even though it is not a
separate institution as called for in the MOU.

There is still no technical analysis that justifies the
hardware configuration planned for CIEL as a least cost
solution. The team recognizes, however, that using the
Brazilian software provides a means of eliminating the need
for an extended and detailed technical analysis. Given that,
and the general delay in project implementation already
encountered, the IRM proposal appears reasonable under the
circumstances.

There appears to be within the Congress too much faith in
computer hardware and too little appreciation for what it
takes to build and utilize data systems (see discussion in
Annex E of Component II evaluation report).

The Holt recommendations for streamlining Congressional
operations offer possibilities for improving the
effectiveness of Congress comparable-to those afforded by a
functigning CIEL and could probably begin to show results in
less tinme.

Training activities to date under the preject have been
minimal, but they should become very important for the rest
of the project life; this will increase the need for training -

~@ollaboration and coordination.

COndition Precedent (2)(2), regarding 2 career service for
the RNP, is inconsistent with the stated intent in the
Project Paper to insulate each component from delays in the
others. This Condition Precedent would be better stated as a
covenant-~-with an appropriate target date in 1991 for
implementation.
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C. Yoter Registration and Elections Improvement

The MOU proposes two major acﬁivities:

(1) Up-dating, microfilming and computerization of the Civil
Registration Lists. This was to be broken into two stages:

(a) Up-date, verify, and microfilm, within 18 months of
the signature of the MOU, all documents from 1880 to
1987 required by the Civil Registration process.

(b) Support the institutionalization of an improved and
effective civilian registration process at all levels
of the Republic. _

(2) Provide support to the 1989 national election (in-service
training of administrative personnel and of election
workers); provide technical, administrative, training and
commodity support to facilitate the implementation of the
general elections scheduled for November 1989; and strengthen
the permanent institutional base for future elections.

There follows a summary of the principal findings from the Component
III evaluation report, followed by summary conclusioas. The priority
I recommendations are included in Section V below. .

1. Up-date, Verify and Microfilm the Civil Registration Lists

Oonly about 200,000 records were microfilmed by June 1989, the
target date for completing 20 million. Even those
microfilmed probably will not be used. It has not been
determined whether the method planned for up-dating the
records will achieve the goal of a reliable electoral roll
even if the 20 million records are integrated.

This activity was planned as a follow-on activity to 1., to

" be undertaken after the election; however, the action
contemplated has not taken place because the GOH has not
fulfilled the Conditions Precedent in the MOU regarding the
establishment of a career law and the adoption of a new
personnel system.

a. Project-funded training of election workers was important
‘ to the successful administration of the election.
Forty-one supervisors were trained and they in turn
trained 295 instructors. The latter trained 58,841
- election workers.
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b. Three public education campaigns were successfully and
- effectively carried out, covering voter registration, the
work of the TNE, and the electoral process.

c. TNE staff generally was not pleased with the technical
assistance provided by expatriate contractors, but spoke
highly of GEMAH, the Honduran firm that conducted three
seminars for TNE and RNP and provided technical support
in planning for the election.

d. About $1.5 million of commodities and services were
programmed for supporting the election, about one-third
of them being purchased in Honduras and the balance in
the U.S. or Puertoc Rico. Purchases included paper for
ballots, printing of ballots, indelible ink, transparent
plastic bags for transporting ballots, FAX machines, ball
point pens, paper towels, etc. In general, both offshore
and local procurement were handled well.

e. Unrelated to project activity, election preparations were
complicated by changes in procedures passed by the
Congress (e.g., where people were to vote and what
identification would be accepted) and by political
in-fighting within the TNE Tribunal. Also, three of the
five members of the Tribunal were new in their jobs.
Problems also occurred in getting commodities delivered
to polls; some polls opened late. .

Summary conclusions on cComponent Prodress

1. Virtually no progress has been made in up-dating, verifying,
and microfilming Honduran civil registration lists. Further
assistance under the project for up-dating the RNP rolls is
justified only for technical assistance to carry out a
feasibility study to explore alternative procedures for the
up-dating process and for preparing a detailed implementation
plan and budget for the most feasible process. Concurrently,
an alternative process might be considered for electoral
registration. Because of the influence of the political .
parties on the hiring of RNP employees and running the TNE,
political parties must be included in any discussions
involving future USAID support to TNE/RNP for improving the
general Civil Registry rolls or the electoral rolls.

2. No progress has been made in the institutionalization of the

777777 can be expected in the near future. A high level discussion

with GOH authorities is neaded to confirm whether or not the
political will exists to seek a career law for RNP and TINE.

3. The evaluétion team concurs with the USAID and TNE assessment
: “that, as a result of an improved training program and an
effective public education campaign, the voting places were
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better managed in 1989 than in the 1985 election. The
evaluation team believes, however, that follow-up surveys,
both among the election workers and the general public,
should have been undertaken to verify this conclusion and to
obtain information that could be used to strengthen future
training programs, public education campaigns, and electoral
processes in general.

- 4. Although there were temporary crises in the delivery of some
' of the project-~funded activities, and TNE dissatisfaction
with some of the USAID-funded technical assistance experts,
project support to the TNE for carrying out the election
generally was effective and was appreciated by TNE. The
election took place on schedule in a relatively orderly and
peaceful fashion with a high level of voter participation and
a relatively low level of complaints.

5. The level and nature of U.S. participation in support of the
Honduran election was not healthy for the election process.
The objective of any additional assistance under the project
for this activity should be to put the Hondurans in a
position to manage future elections without external

: assistance. Further, no U.S. assistan¢e should be provided

- once the electoral campaign has begun.

D. Democratic Leadership Training

This component is not included in the logical Framework, but the text
of the PP calls for a broad-based program of training conferences for
locally-elected officials and key individuals in organizations that
participate in one way or another in the democratic process in '
Honduras. The prime contractor was to organize several national
seminars each year for specific groups of officials or organizations

" to analyze their role in the democratic process and to identify ways
to involve their constituencies more effectively in constructive |
support of the democratic institutions of the country.

A total of 10 specialized national leadership conferences were to be
sponsored by the project over a three-year period. The project was
expected to initiate about half of the conferences. The other half
were to be sponsored in response to proposals submitted by Honduran

organizations. Guidelines are offered in the PP for selecting among o

._proposals.

There follows a summary of the principal findings from Annex E of this ...

—-~repert»«£oiiowed*by‘summary‘conclusions."‘The priority I
‘ recommendations are included in Section V below. -

1. The only activity undertaken to date has been seminars
organized by the American Institute for Free Labor
Development (AIFLD) for union members. Funded under a
Memorandum of Understanding between USAID and AIFLD, six
seminars on political theory and eight seminars on the
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principles of economics have been carried out. The seminars
are reported to be well received. There has been no effort
to date to determine the impact of the seminars. The content
of both the Political Theory and Principles of Economics
seminars is only marginally related to the purpose of the
project. For a fuller discussion of the AIFLD initiative,
see Annex F.

This activity has been accorded low priority. It was not
mentioned in the contractor’s approved work plan for 1989.
In the January-June 1990 work plan, (he contractor proposed
that CAPEL conduct a seminar related to the issue of the
treatment, under Honduran law, of those charged with having
committed a crime. No further action has been taken.

summaxy conclusions on Component Proaress

Based on talking with participants during a seminar held
while the evaluation team was in country, the AIFLD program
appears well received; there are, however, no participant
evaluation data available for analysis. The subject matter

‘of the principal seminars funded under the project is only

marginally related to project objectives or to overcoming
problems encountered in project implementation.

This component is begging for a strategy, a plan, some
thought. It could be used to promote discussion about, and
possibly foster support for, some of the unfilled conditions
precedent and covenants in the MOUs for the other

components. The other groups mentioned in the PP, as well as
labor unions, are worthy of some attention--as are women who
were not mentioned in the PP. Support for formal and
informal civic education could also be fostered.

III. MAJOR PROBLEMS, CONCERNS, AND CONSTRAINTS

Implementation progress has lagged in all components. The principal
contributing factors, which are discussed in some detail in the
reports for Components I, II, and III and in Annex H to this report,

T ares

(1)

(2)

contracting'delayé, which resulted in the prime contractor
not coming on board until January 1989--16 months after the
project was initiated; :

inadequate and/or inappropriate project management staffing
in USAID-~-there was no full time project officer for the SDI .
project until January 1989 and the person assigned then had
no previous experience with this type of project.
Appropriate and adequate staffing is still a problem;
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(3) unsatisfactory (at times recriminatory) contractor-USAID-GOH
counterpart organization relationships--in part because of
“the previous two problems; and

(4) the November 1989 election, which virtually brought to a halt
all other activities under the project.

(5) rushing into the up~dating of the National Registry data
withogt adegquate analysis of the problem and the proposed
solution.

A major policy issue that has arisen in all three of the other reports
is the lack of progress in creating career services in the three
counterpart agencies--a Condition Precedent in all three Memoranda of
Understanding. There is no evidence that this issue has been brought
to high levels of the GOH; thus, it is not clear whether there is a
political will to carry out what appears to be the single most
important action under the project to strengthen democratic principles
and create public confidence in the three counterpart organizations.

The potential impact of the project on women was not discussed in the
Project Paper or in any of the Memoranda of Understanding, and the
evaluation team found no indication that it had been considered during
the implementation of the project up to mid-1990. In the evaluation
scope of work, however, USAID asked the team to suggest mechanisms
that could be incorporated into the project to measure the impact on
‘women. Such suggestions have been provided in the Recommendations
section of the reports for Components I, II, and III.

IV. PROJECT DESIGN

There follows the principal conclusions relating to the design of the
SDI project. These are based on, or drawn from, the evaluation
‘reports of Components I, II, and III and from Annex G to this report,
Analysis of Project Design.

1. The Project Paper does not provide a project purpose which
will permit subsequent evaluators to determine whether the
project has been successful; a number of the End of Project
Status indicators are not appropriate. Nevertheless, the

"achievement of the project outputs proposed in the Project
Paper clearly would make a significant contribution to

strengthening democracy in Honduras. .= ..o

2. There was no provision in the project for base line studies
to determine the public knowledge of and attitudes towards
the institutions whose credibility and standing were to be
improved. '

3. The;principal assumption in the design is that there was a
- comnitment by political leaders to the changes being
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proposed, particularly regarding the establishment of career
services in the counterpart organizations--this assumption
has not been borne out to date.

There was inadequate study of the issues surrounding the
cleansing of the voting rolls, leading to an attempt to do
something on a crash basis which, even if successful, might

not have contributed to a higher credibility for the election.

Given the extreme political sensitivities surrounding the
election, which is acknowledged in the PP, one would expect
that the design would have provided for a reduced and less
obtrusive role for USAID in supporting the 1989 election than
it had played in the 1985 election.

Although the PP speaks of compartmentalizing the different
components so that delay or problems in one component would
not create problems for the others, the actual design had the
opposite effect. Election support, when it is significant in
magnitude, should be handled as a separate project.

The USAID would have been well advised to have taken more
time in the design process, and involved outside experts more
in the design process.

Greater attention should have been given to the transition
from regional funding to a bilateral project--both in terms
of assuring adequate funding for ongoing activities and the
interaction of implementing agencies.

V. 'PRINCIPAL RECOMMENDATIONS

- There follow some general recommendations that flow from the reports
' on Components I, II, and III and the annexes to this report.

i'z.Subsequently, the most important (Category I) recommendations unique
" to each component will be presented. Annex I presents a complete

‘listing of recommendations from the reports on Components I, II, and

III.
A.

General Recommendations

1.

'USAID should engage in high level talks with senior GOH
officials, not just with the counterpart organizations, on .
-—the-GOH position on establishing career systems, particularly
in the Judiciary and at the RNP. -

‘If it is not pessible to get a clear commitment to a career
service, or some other means of insulating the judges and
registry workers from political influence, USAID should
consider terminating assistance to the Judiciary and TNE/RNP.
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Assuming a positive outcome to the career service issue,
USAID should modify its project management approach and allow
the contractor greater freedom in dealing with the Court and
the Congress on a day-to-day basis on the implementation of
an approved work plan. Concurrently, USAID should focus on
policy issues (e.g., 1 above), routine monitoring, and
ensuring appropriate coordination of effort between bilateral
and regionally-funded activities.

USAID and the contractor should work out a new staffing
pattern for GU/H, taking into account the implications of
recommendation 3, the recommendations of the evaluation team
regarding other GU/H staffing needs (see reports on
Components I and II), the reduction taking place in home
office support per existing contract provisions, and the
likely USAID staffing for project support.

USAID and GU should re-examine the structure of the GU
contract with regard to the need for so many subcontractors
and determine if it would be possible to increase GU/H'’s
capability to contract locally for resources rather than
having most, if not all, of this done through expatriate
subcontractors.

B. component I--Administration of Justice

1.

USAID should give highest priority to encouraging and
facilitating the Court’s effective implementation of the
Judicial Career Law, with the immediate focus of attention on

USAID should let the Court know that: a) A.I.D. considers
this the most important element of the component; and b) '
USAID is unwilling to make significant contributions to other
elements of the component, let alone support any new ideas
put forth in the September workshop, until:

a. a detailed implementation plan has been prepared for
implementing the law and action has been initiated in
accordance therewith; o

b. current hirihg by the Court is’being done on the basis of

public announcements of openings, competition among
candidates, and selection by an impartial selection

__..._process
’ element ofydecision,”

Asguming that a strengthening of "will® is needed to bring

about effective implementation of tilie career law, USAID

should request the Court to ask the Bar Association or the

- Law School to take the lead in convening a workshop, with
‘representation by political parties, to discuss the
~de-politicization of the Judiciary.
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USAID should encourage the Court to ask for a joint
U.8.~Honduran study to evaluate the experimental Justice of
the Peace program, analyze some of the issues raised in the
Component I report, and recommend its future.

USAID should facilitate the early drafting and submission to
the Congress of enabling legislation for Public Dafenders.

component II--Legislative Enhancement

1.

Settle all MOU issues so that CIEL and other procurement can
go forward, with the procurement of CIEL computer hardware
being spaced as the capability develops to use it.

Initiate review of, and take action on, recommendations for
improving committee operations and other functions of the
Congress.

USAID should request the contractor to add a systems expert
to its in-country staff to coordinate the systems development
work in all components and arrange for training of systems
personnel and potential users of the automated data systems.

Undertake a systematic analysis of the need for and cost of
~obtaining the various data bases that have been proposed for
inclusion in the Congressional automated system; this is
needed to establish priorities for data development.

USAID should not provide additional assistance for up-dating
the Civil Registry rolls at this time, but it should indicate
its willingness to fund: (a) a study of the feasibility of
up-dating the rolls; and, if found feasible, (b) the
preparation of a detailed implementation plan and budget for
carrying out the task.

USAID should discuss with senior GOH officials problems
related to the electoral rolls and indicate USAID willingness
to finance a study to review the problems of the current
system and analyze the pros and cons of other options for the
electoral registration process.

USAID should discuss with senior GOH officials whether or not

the GOH is interested in seeking a career law for RNP and TNE - —
(or otherwise providing for greater personnel continuity) and

adopting revised structures and procedures which could
provide greater assurance of fair and complete coverage in
the registration process.

USAID should inform the GOH and TNE that USAID is prepared to

assist TNE now in preparing for the 1993 election (e.q.,
studies/surveys and technical assistance in planning), but it
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does not intend to provide any assistance once the electoral
campaign has begun.

'E. Component IV--leadership Training

1. USAID should authorize the contractor to: (a) seek
information from LAC/DI in AID/Washington on the PARTICIPA
program in Chile and other civic education or related
programs that could offer ideas for consideration in Honduras
and (b) initiate discussions with interested parties as a
preliminary to developing a strategy for this component and a
work plan for 1991 for presentation to the GOH at a high
level. '

The "interested parties" to be contacted should include the
three project counterpart organizations, the Law School, the
Bar Association, political parties, representatives cl labor
unions and women’s organizations, and private sector
individuals (profit and nonprofit) who have an interest in
promoting democracy in Honduras. ,

2. Any further extension of funding for the AIFLD activity
should be contingent upon: (a) the development of a
curriculum for the principal seminars that is more closely
related to project objectives; and (b) attention by the AIFLD
sub-contractor to the methodological issues raised in Annex F.

VI. LESSONS LEARNED

The evaluation teanm believes that the experience in Honduras in
- setting up the first bilateral project to strengthen democratic
- institutions offers four general lessons and one with somewhat less
generalized application. The less general lesson learned relates to

Ffﬁﬂthe’problems that arise when the Agency attempts to move from regional
_funding to bilateral funding; this is discussed in the report on

‘. Component I. The more general lessons are summarized below; see the
o report on Component III for a fuller treatment of A, B, and C.

" A. gcope of the Project

The SDI projéct was essentially_an»umbrella project composed of
three separately identified components: one to work with the

‘Judiciary, one to work with the Congress, and one to work with .

the Elections Tribunal and the National Registry of Persons.

These three components are really three different projects. It

is questionable whether the umbrella concept reduced project

management workload in relation to what it might have been with

two or three projects. In any case, the cost in implementation

difficulties and delays does not seem worth maintaining the
~umbrella concept. ‘ '
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Information Sharing

The evaluation team found that neither USAID nor contractor
personnel were well informed about similar activities being
carried out by AID in other Central American countries. There
appears to be a need for more systematic sharing of information
about programs and actions being taken to deal with fairly common
problems within the LAC region.

Marking of Flection Commodities

Since it is not in the interest of either the U.S8. or a host
government for commodities that are to be used in polling places
to have the AID symbol on them, USAIDs should waive marking in
the authorization for future activities. Further, AID/W should
consider the possibility of issuing a worldwide waiver on AID
marking of commodities to be used directly in elections.

Planning and Monitoring a New Initiative

It was emphasized to the evaluation team that this was a new type
of initiative for the USAID, the first bilateral Democratic
Initiatives project in the region. This suggests to the team
that broader based and unrushed planning would have been in
order.

While some outside experts were brought in by USAID and prepared
some draft background documents, the experts were not involved in
the final design. Further, the USAID was rushing to get the
project obligated. Taking mors time and having the experts
involved throughout the design process might have helped avoid
some of the pitfalls encountered.

A.I.D. has at times contracted with organizations for assistance
in both the design and implementation of a project, subject to
USAID and the host country being satisfied with the contractor’s
work in the design phase. This contracting mechanism would seem
an appropriate one to consider for this type of project.

Given that this is a rathaer new type of activity for USAIDs and
there is not a pool of expertise available within the agency, it
would seem appropriate to establish mechanisms to obtain outside

- review and advice fairly regularly during implementation ot the -

.This could be -arranged by

_.project. -establishing a
multi-disciplinary acdvisory committee with representation from

the host country, the U.S., and possibly one or more regional
countries. The group might meet within six months of the start
of the project to review plans and to offer ideas for future
activity. Thereafter, the committee might meet annually or when
important project decisions were to be considered. The
representation would be from organizations without responsibility
for the implementation of the project.
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EVALUATION SCOPE OF WORK
OBJECTIVE

To provide a team which shall evaluate the progress made to date

- under the project and to provide guidance for any midcourse

adjustments that may be necessary. This objective will be achieved
in a four-part process:

For each of the four project components:

1, A comparison of accomplishments to date against the planned
outputs;

2. An analysis of problems and constraints that have impeded
project implementation and achievement of planned inputs;

3. An analysis of the continuing validity of the original project
logical framework and assumptions;

4. Recommendations‘for midcourse adjustments, if any.

STATEMENT OF WORK

The contractor shall conduct an evaluation which addresses the

following areas:

- A. Qverall Project Progress

For each of the project components, the evaluation will
provide answers to the following questions:

1, What are the project accomplishments to date?
2. How do these accomplishments compare to planned project
-outputs? '

3. For planned outputs not yet realized, what are the
prospects of achieving the outputs by PACD?

4. What achievements or accomplishments occurred that are
beneficial toward achieving project objectives but that
were not envisioned in the original design?

'5;' The cosﬁ effectiveness of supporting each component
should be reviewed and compared against results and
planned -outputs.
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6. What mechanisms should be incorporated into the project
to measure the impact on women?

B. Analysis of Problems and Copstraints
The evaluation will answer the following questions:

1. What have been the principal constraints to achieving the
planned outputs in a timely and cost effective manner?

2. What factors, if any, have constrained the ability of
contractors and subcontractors to achieve the targets
established for their work.

3. Is the balance between contractor responsibilities and
Mission Project backstopping appropriate for timely and
cost effective implementation? If not, why not?

4. Is the overall project management appropriate for
effective project implementation? If not, why not?

C. Project Degign Validity

The evaluation will answer the following questions:

1. To what degree are the logical framework and Project
Paper analytical assumptions still valid?

2. Is the institutional analysis contained in the Project
Paper still valid for each component? 1If not, why not?

3. Where assumptions and analyses are no longer valid, will
there be a negative effect on achieving planned outputs?
If so, in what way?

4. Is the recurrent cost analysis contained in the Project
Paper still valid? If not, how will this impact the
project?

D. W&M

Based on the analyses in Sections A, B, and C above, the
evaluation will describe what, if any, midcourse adjustments
are necessary to achieve the project outputs by the Project
Assistance Completion Date.
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PERSONS CONTACTED

SUPREME COURT OF JUSTICH

OSWALDO RAMOS SOTO
RIGOBERTO ESPINAL IRIAS
JOAQUIN ALCERO

MARIO ALBERTO GUZMAN ZUNIGA
JUAN CARLOS PEREZ CADALSO
ISRAEL GONZALEZ

EDGARDO ORELLANA

OTILIA CARASCO

President, Supreme Court
Magistrado, Supreme Court
Magistrado, Supreme Court
Magistrado, Second Court of Appeals
Secretary of the Supreme Court

NATIONAL JUDICIAL REFORM COMMISSION

JOAQUIN ALCERRO

JORGE ALCIDES AGUILAR 50SA
WILFREDO BARRIENTOS, JR.
RICARDO ESTRADA IGLESIAS

OTHER HONDURANS

ROBERTO BOGRAN
JOSE HUMBERTO PALACIOS

OSCAR ARCE

MARIA GABRIELA FERNANDEZ
EMILIA GONZALES

CARLOS JOSE GUTIERREZ

Carl Cira

Lynn Hammergran
Daniel Zovatto
Jorge Rovira MAas
Hugo Mufioz

USAID/H Liaison Officer with Court

ILANUD

COSTA RICA

USAID/RAJO

USAID/RAJO

CAPEL

Universidad de Costa Rica (UCR)
Asamblea Legislativa/UCR
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HONDURAN NATIONAL CONGRESS
RODOLFO IRIAS NAVAS President
TEOFILO MARTEL First Vice President
RAFAEL PINEDA PONCE Former Second Vice President
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LIST OF DOCUMENTS CONSULTED

ADAI (rl Ateneo da la Agro Industria), Informe Final: Fagse da

1989.

S September 1590.

(Draftl, undated (early 1990).

nggzsl"uay 19, 1989.

Austin, Allan, Strenathening Democratic Institutions in Honduras:
Report on the Administrative Sector, undated (April 1987).

The Center for Democracy, Request for Proposals: Management
. undated (1990).

Checchi and Company,

, June 1988 [NOTE:

- Includes an appendix on Honduras at page 88.].

m————— LV - 19 .
Report), November 30, 1990.

————empemss |
Project in Peru, May 21, 1990.

Comision de Informatica, T.N.E., d
de Noviembre de 1989, 29 de noviembre de 1989.

Comision para lLa Réforma del Sistema Judicial de Honduras, Informe
de Activadades de cCapacitacion Judjcial, 1986 = 1989, undated.

_“cgnxersef‘xazi and~a%e§anéro-eamboa; Consortxum”tor' ice €6 Tatin

Cox, Carolos Ruiz (Clapp & Mayne), Final Report - Honduran Elections
1989, December 26, 1989.




26 Page 2

Development Associates, A_Framework for Supporting Democratic

February 12, 1588

Direccion General de Estadistica y Censos,
, Septiembre 1990.

General Accounting Office, Efforts to Improve the Judicial Svstem in
El _Salvador (Draft Report), undated.

Georgetown University,

, September 1990.

September 1990. Q(Englishtversion of the foregoing)
» Elxst Semi-Annual Report, undated (covers January 3 - June

30, 1989).

!91umg_l_gnd_z_LAnngndigsaL 'August‘l, 1590.

e Report on the Organizational Structure of the Judicial
Power of Honduras, June 1989.

——r Technical Proposal (Response to RFP), June 20, 1989,
Holt, Pat, The Honduran Condress = varijoug reports, undated (1989).

ILANUD, University of Honduras, and the Honduran Supreme Court,

Manual para los Juzgados de Paz de Honduras, undated.
ILANUD and the cOrte Suprema de Justicia, Provecto para el

Abril 1990.

+ e

S— o)
Justicia de Honduras, Madrid, Espana, Febrero de 1989,
ILANUD. zengzna_:gla:eé_&9_:h9_9:9n95al_xstsuEumLJnuz_hgz_gg

Le!_dg_garzsrn_lnﬂigiﬁl 1987 & 1988.

Kristula, Michael,
, April 6, 1987.

McCarthy, Stephen J., s::gngshgning_nsmggra&is_lnssi;u;igng_in

Bggis:ia;i_n_and_zlegsgral_zrggggg “March-April, 1987.
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National Republican Institute for International Affairs, Tha

Qbserver Delegation), undated.
Partido, Nacional, Plan de Gobierno, 1990-1994, undated (1990).
Price Watarhou-e, wmm:mummmw
Democra .
January 24, 1990.

Rosenberg, Mark B., ;
Honduras: opportunities and Obgtacles, March-April 1987,

stedmam, Jr., William Pp.,
" ", May 1988 and State 373193 of 16 Nov 88,

subject:: CADO =~ Continuing National Tripartite Dialoaue.

Supreme Court of Justice of Honduras, Gaceta Judicial, May-Aug 1987,
No. 1277 (Ley de Carrera Judicial, p. 123).

, May-August 1988, No. 1280 (Ley de Carrera

Juducial, page 87).

Tabora R-. Lic. Alex, Procesamiento Electronico del Censo Nacional

1988, May 1990.

Tirado, Dr. Jorge I. (Clapp & Mayne), Informe Final - Elecciones
1989, 8 de enero de 1990.

Tribunal Nacional de Elecciones,
clones Politicas, Edicion 1989, May 1989.

Informacion General del Pais, Noviembre 1985.

——— Justificacion Presupuestaria, Provect
ﬂgl_ngié;:g_gixil, submitted to USAID 13 September 1990.

TvT Associates, caribbean Jugtice Improvement Proiect (Eastern

mw January 1990.

Evaluation, January 1990.

United Nations, Procesamiento de datos del c
poblacion; Republica Popular de China, May 1990.

tion, June 23-July 312, 1990, July 18, 1990.



USAID, Skreng :
sgnznianna&_unxgza*_Laaa undatad.

, Sontract with Georgetown University, August 9} 1989 and

amendments.

ol
522~0296), August 10, 1987.

R , August 12, 1987 plus arendments
Nos. 1 through 5.

» Broject Implementation Letters.
, Semi-Annual Reports for SDI project from 9/87 to 3/90.

Hgngnxgg Octoberﬂls, 1987.

——— ., AIFLD Grant Adreement, April 28, 1989 plus Amendment No. 1
of April 18, 1990.

———s (Oficina de Contraloria, Seccion de Analisis Financiero Yy
Revision de Proyectos),
, 2 de agosto de 1990.

Valladares, Lic. Rafael A., Plan de Remuneraciones del Poder
Judicial, 31 Julio 1986.

Manual de Clasificacion del cCargos del Poder Judicial, 31

Julio 1986.

Valladares, Lic. Rafael A. and Abogado Irma Violeta S. de Rosa,
A - s A A - v 8 JIJJ.iO 19860

Velasquez de Redondo, la Abogado Luz,
,» 13 Junio 1987.

mmmmmu_a_mw_mwz. May 1989.
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Page
: LOGICAL FRAMEWORK
i
; STRENGTHEHING DEMOCRATIC INSTITUTIONS
(522-0296)
Narrative Summary : .Gbjectives Verifiable Means ot.
‘ @ Indicators Verification Assumptions
Goal i
To strengthen Honduran ; - continuing open elections - Analysis of elections - Regional political
democracy : -~ public's confidence in the system - Central Bank Statistics stability
: - increased access and participation : - stabilized economy
- Continued political

will to consolidate
the democratic

process

Purpose

improve the capability of

y democratic institutiqns
he Judiciary, the Congriess
4 thae National Elections
ibunal/National Registry)
prove local political
adership, and increase [the
owledge and participatijon
' the Honduran populace i

3 democratic process. |

i

universal suffrage

increased number of bills initiated
in Congress

reduction in time for court case
processing

separation® of power enhanced in
according with the constitution
relative increase in the number of
participants in the system and
awaraness of the democratic process

project reports’
surveys
evaluations

- political acceptance
of targetod
institutions to
changa

- maintenance of
internal political
stability

-Gz-
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Narrative Summary % Objectives Verifiable Heans of
7 § Indicators Verification . Assumptions

Qutpyts

« Administration of Juszlce

2.

= judicial career implemented

== to strengthen the ¢ourt - 40 law school graduates

system making it more:
efficient and responsive
to the Honduran populace
in matters concerning:
civil and criminal :
Justice and better able
to mediate i
intra-governmental
conflicts

Legislative Enhancement
== to improve the
effectiveness of the
Honduran Congress in

-formulating and passivg

lavs whick govern the
country and to increase
contact with the (SIC)

participating in experimental
justice of the peace: public
defender system consolidated
= strengthened administrative
system
-~ improved planning, progranning
and budgetary capability
-= organizational and procedural
manuals written
==~ financial, management and
personnel system functioning
== Procurement capability established
== information system strengthened
and utilized
= 400 judges trained
= 20 administrative staff trained
= public information program initiated

= Establish.a Hlational Center for

Legislative support

~= permanent staff

== reference service functioning

== policy research service functioning

== career service established for
congressional administrative staff
and employees of the lational
Legislative Support Center

- project reports

- ‘surveys
- site visits
- evaluation

- Project Reports

- Surveys
- Evaluations

- enhanceqd elite

political
cosmitment to
rejuvenated
judicial process
appropriate human
resources available
increase in
allocation of
national budget to
3% for the
Judiciary by 199%0.

U
W
o
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'-gffuar?ative Summary : | Objectives Veriflable Means of

» . Indicators Verification Assumptions
M‘*

i - = Craation of the Congressional
i administrative office
~= improved planning, prograaning,
budgeting
== organizational and procedural
i manuals written
== financial, managenment and personnel
systems functioning
-~ improved information systens
: - legislative process streanmlined
i == calendar established
== debates scheduled
== deadlines maintained
== tracking system developed
= committee system strengthened and
utilized
- 134 legislators trained in
orientation session
= 120 trained in comnittee proccdures
= 150 administrative staff trained
= 23 congressmen partake of
obsexvational trips
: - public information progran
: functioning



" Harrative Summary |
. ; ' i

Objéctives Verifiable
Indicators

ANNEX D
Page &

Heans of

v Verification Assumptions
M

i

_ 3. Voter Registration/
Elections improvement - to
assist in the improvement
and professionalization of
the TNHE and the RNP
‘enhancing their ability to
manage an effective:
registration process and
guaranteeing the Honduran

people universal sufifrage
and fraud free elections.

Registries trom 1880 - 1983 updated,

verified and microfilmed

45,000 registries including

20,000,000 documents and over

2,000,000 identity cards

establishment of a career service

for the RUP

an improved administrative structure

for the RUP

-- financial, wmanagement and personnel
systems functioning '

-- improved programring, planning and
budgeting

- aorganizational and procedural
manuals written

-=- information system improved

department and municipal register

activities enhanced and linked better

with the National Registry

30 administrative support officers

trained

620 Hational Registry employees

trained

1000 local registry employees trained

improved conduct elections

strengthened administrative office

- Prdject reports - Multi-partisan

- Site visits support

- Evaluations - human resource
availability

—zc—



- Objectives verifiable Heans of v
R B - 7 .Indicators Verification Assumptions

[N

i - 80 administrative support officers
trained

- 52,000 election workers trained

- 1989 Presidential elections carried
out

- public information progranm
functioning.

-cc-
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COMPONENT IV =~ DEMOCRATIC LEADERSHIP TRAINING

1. component Objectives

This component is not included in the Logical Framework, but
the text of the PP calls for a broad- based program of
training conferences for locally- elected officials and key
individuals in organizations that participate in one way or
another in the democratic process in Honduras. Examples of
groups who were expected to have access to the National
Leadership Conference program were:

-~ elected officials, including mayors and governors
~= labor leaders

-~ rural sector campesino organization leadership
journalists and media owners

-- gmall businessmen

Each year of the project, the prime contractor was to
organize several national seminars for specific groups of
officials or organizations to analyze their role in the
democratic process and to identify ways to more effectively
involve their constituencies in constructive support of the
democratic institutions of the country. A total of 10
specialized national leadership conferences were to be
sponsored by the project over a three-year period.

The project was expected to initiate about half of the
conferences. The other half were to be sponsored in response
to proposals submitted by Honduran organizations. Guidelines
are offered in the PP for selecting among proposals.

2. Accomplishments to Date

The only activity undertaken to date has been seminars
organized by the American Institute for Free Labor
Development (AIFLD) for union members. Funded under a
Memorandum of Understanding between USAID and AIFLD, six
seminars on political theory and eight seminars on the
principles of economics have been carried out. The seminars
are reported to be well received. There has been no effort

~ to date to determine the impact of the seminars. ' The contént
of both the political theory and principles of economics
seminars is only marginally related to the purpose of the
project. For a fuller discussion of the AIFLD initiative,
see Annex F. :

B. Implementation Issues

This activity seems to have been an after-thought by the project
designers. Perhaps for that reason, it has not received much

DEVELOPMENT ASSOCIATES, INC.
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attention, other than suppert to the AIFLD program. The
activity was not mentioned in the contractor’s approved work
plan for 1989, indicating that USAID did not wish the contractor
to undertake any activity. In the January-June 1990 work plan,
the contractor proposed that INCAE conduct a seminar related to
the issue of the treatment, under Honduran law, of those charged
with having committed a crime. While USAID theoretically
approved that work plan, it told the contractor that no activity
in it could be initiated without USAID’s concurrenca on the
specific item. No further action has been taken.

Conclusions

1. The AIFLD program appears well received, but the subject
matter of some of the seminars is not focused on achieving
project objectives or overcoming problems encountered in
project implementation.

2. This component is begging for a strategy, a plan, some
thought. It could be used to promote discussion about, and
possibly foster support for, some of the unfilled conditions
precedent and covenants in the MOUs for the other
components. The other groups mentioned inm the PP are also
worthy of some attention, as are women who were not mentioned
in the PP. Support for formal and informal civic education
could be fostered.

Recommendations

1. USAID should authorize the contractor to: (a) seek
information from LAC/DI in AID/Washington on the PARTICIPA
program in Chile and other civic education or related
programs that could offer ideas for consideration in
Honduras; and (b) initiate discussions with interested
parties as a preliminary to developing a strategy for this
comporent for presentation to the GOH at a high level.

The “interested parties" to be contacted should include the
three project counterpart organizations, the Law School, the
Bar Association, political parties, representatives from the
labor unions and women’s organizations, and private sector
individuals (profit and nonprofit) who have an interest in
promoting democracy in Honduras.

The proposed strategy and work plan should provide for the
contractor t¢ provide the funding mechanism and overall
coordination for this component, but the conferences and
activities of the component shculd be implemented by some of
the "interested parties"” mentioned above or by other
organizations that may be identified during the discussions
proposed above.

N
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2. Any further extension of funding for the AIFLD activity
should be contingent upon: (a) the development of a
curriculum for the principal seminars that is more closely
related to project objectives; and (b) the AIFLD
sub~contractor giving attention to the methodological issues
raised in Annex F.

3810y/1.91
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TRAINING ACTIVITIES
COMPONENT IV ~- DEMOCRATIC LEADERSHIP TRAINING

Evolution and cCurrent Status of Training

The American Institute for Free Labor Development (AIFLD)
received a one-year grant effective April 1, 1989 of $198,000 to
strengthen democracy in Honduras. The purpose of the grant was
“"to improve the capability of Honduran democratic trade unions
to develop local leadership and increase the knowledge and
participation of trade union members in the nation’s political
process." AIFLD was to manage the grant; the programs were to
be carried out by two Honduran labor federations. Aas it turned
out, only one federation participated. The money originally
allocated to the other federation was re-programmed in a grant
amendment in April 1980 to fund seminars on economic principles;
the grant was extended to December 31, 1990.

The objectives were to:

o Introduce democratic principles and practices to union
members via democratic leadership training;

o initiate through Civic Education Committees a national
voter effort obliging members to teach others to further
this campaign;

o assist the trade union movement to effectively represent
its economic and political interests:

o assist the close linkages between trade unions and other
Honduran democratic institutions for unified efforts to
defend and strengthen the nation’s democratic system and
support the growth of the civic culture to sustain it.

All civic education committee members receive training in:
o political theory:
o voter education techniques;
o political system of Honduras;
o political organization; and, |
o relationship between economic and political development.

This represents a training component of full time one-week
courses (given in evenings or weekends). Expected training

- —— — DEVELOPMENT ASSOCIATES, INC.
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outputs were:

o 32 full time, one-week courses;

0 168 evening/weekend conferences;

o 5 regional meetings;

o 2 forunms;

o 1 national conference; and,

0 2,000 course participant training days.

Evening and weekend courses are taught by local journalist
professors and party leaders. Regular day time courses are
taught by Honduran instructors or instructors visiting
Honduras. The study circle is a supporting feature of the
overall program. It consists of lively discussions among
education commission members. These are held monthly. When
topics are selected, AIFLD’s Central office preparas
instrumental materials for the central office of the local
trade unions, to be used by discussion leaders and study
circle members.

These seminars are intended to raise the level of general
understanding of potential leaders who have not had the
opportunity to acquire such knowledge elsewhere.

Approximately in March/90, USAID suggested that the seminars
include economic studies in the curriculum. This was done
and, to date, eight such seminars have been successfully
completed. Six seminars on political theory have also
transpired. ,

Some of the themes and topics discussed in these seminars
are: (a) economic systems; (b) the public sector: (c)
introduction to macro-economics; (d) the structure of the
market; and (e) formulation of prices. The professor in
charge makes an effort to bring these concepts to the
learning ability levels of the students. The professor draws
from his experience life-like examples so that students
understand the implication of economic events in Honduras.

Some themes and topics in political theory are: (a) political

"~ contemporary doctrine; (b) democracy:; (c) communism; (Q)
socialism; (e) neoliberalism; (f) social democracy; and (g)
national security. Whereas this seems like an over ambitious
teaching task in the time allotted, the coordinator stated
that efforts were made to compare the values of each ideology
and not to provide a comprehensive treatment of each.

A coordinator is in charge of providing logistic services and
supervision of the seminars. Participants are provided: (a)

=== DEVELOPMENT ASSCCIATES, INC.
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transportation to and from the seminar; (b) sixty lempiras
daily for food; and (¢) lodging.

The profaessor teaches the participants in the seminar; the
coordinator is on-site to manage problems that arisa.

B. Implementation Issuas

1. The selection of participants for seminars is left completely
with the unions, and no suggestions can be given to the Union
relative to the selection process. The educational level of
the participants selected have ranged from f£ifth gracde to
university graduates.

2. Four professors of economics from the University of Honduras
have been contracted to teach the basic economics seminars.
These professors must adapt the conceptual portion of their
lectures to meet the different ability levels of the group.

3. The professor/participant ratio is from 25 to 35 per
seminar. The professor has no assistant or aide to assist in

the instructional process.

4. There are no texts for participants and no especially
prepared instructional materials to support the professor’s
lecture.

5. The mastery of the content is dependent upon the
participants’ ability to take good notes in class.

6. Due to the sensitivity of the learning situation, no
participant evaluation is made to determine the participants’
grasp of the concepts. All students are given the same
diploma upon termination of the course based on regular
attendance at all sessions of the seminar.

7. The seminar is programmed for a period of 25 hours.
Participants feel that 34 hours might be more realistic.
Discussions are in progress to increase the program to 29
hours.

8. The present design has no provision for follow=-up with
participants so there is no built-in mechanism for obtaining
any empirical evidence of impact.

9. Although the grant agreement specifies that all new members
of the Civic Education Committees are to receive training in
the five subjects mentioned above, most participants attend
but one seminar because of the difficulty in securing
released time.

R W————m———w—ﬂ'_—_——' DEVELOPMENT ASSOCIATES, INC.
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C. CONCIUSIONS
1. Adequacy of Pexrformance

2.

a. It appears that an excellent teaching staff has baeen
secured for the instructional phase of the project. Most
of them are professors from the National University and
are experienced teachers. They also bring a mastery of
the discipline being presented.

b. The Coordinator has been with the project since inception
and is proficient in providing good living conditions as
well as an attractive setting for learning.

validity of component Desian

The concept laid out in the Grant Agreement appears

appropriate, but implementation emphasis appears to be weak
in relation to the plan. The two seminars (political theory
and economic principles) appear to be only marginally related
to the objective of the grant.

Methodoloay

Based on discussions with participants in one of the seminars
and discussions with those coordinating the activity, there
appear to be some ways to improve and/or measure the

.effectiveness of the training.

a. The professor in charge might wish to find ways to seek
student evaluations on insights and understandings gained,
concepts not grasped, and what could be done to make the
delivery more meaningful.

b. A group of 25-35 represents a wide range of abilities to
be taken into account by the instructor. The application
of an appropriate teaching strategy might assist reaching
this widespread level of abilities more effectively.
Group teaching on the basis of irterest and ability is one
way of meeting these needs. To teach effectively in this
manner, an instructor needs graded instructional materials
which can be used with the various groups.

c. Some sort of evaluative procedures could be employed to
determine the extent of mastery of content offered in the
" 'seminars. It would be invaluable feedback for the :
professors in preparation for future seminars. It would
also provide some insights relative to the capacity of
seminar leavers to teach others.

d. Some follow-up activities could be conducted of seminar
leavers to determine the extent in which the training has
been beneficial.

DEVELOPMENT ASSOCIATES, INC.
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@. Bocause it is expected that seminar graduates will teach
others, it might be wisa to incorporate in the program a
snmall unit on pedagogy of teaching. The intent would be
to assist them prepare a lesson and use a simple delivery

system to convey the message.
£f. The development of instructional materials relative to

basic economics as well as political theory for use by
these saeminar leavers would assist the instructional

process with others.

3807y/1.91
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DEMOCRATIC LEADERSHIP

Training Proposed

Organization and implementation
of a broad~based program of
training conferences for locally
elected officials and Kkey
individuals in other Honduran
organizations that participate
in the democratic process in
Honduras. Expected output: a)
thirty two full-time, one week
courses; b) one hurdred sixty
eight eveninyg-weekend
conferences; c¢) five regional
meetings; d) two forums; e) one
national conference; and f) two
thousand course participated
training days.

Training completad

8ix seminars on political
theory and sight seminazz
on the principles of
economics have been
organized by the American
Institute for Free Labor
Development (AIFLD) for
union members.
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ANALYSIS OF PROJECT DESIGN

A. FEindinga

USAID/Honduras was the first mission in the region to design a
bilateral project for strengthening democratic institutions. The
Project Implementation Document (PID) was prepared in the mission.
Subsaquently, a team was contracted to come to Honduras and prepare
concept papers for use by the USAID in preparing the Project Paper
(PP). The latter was the basis for the authorization cf the project
by the Acting Mission Director.

The Logical Framework

According to the Logical Framework and the text of the PP, the goal
to which the project was addressed was the strengthening of
Honduran democracy. Objectively verifiable indicators to measure
the success of the project in meeting this goal included:

-=- continuing open elections
-=- public’s confidence in the system
-=- increased access and participation

It is not clear whether all three of these statements wers related
to elections or whether the latter two were referring to the
political system in general. The means of verification of progress
were analyses of elections and Central Bank statistics, Exactly how
the latter related is not clear.

The project purraose is stated as follows:

"To improve the capability of key democratic institutions (the
Judiciary, the Congress and the National Elections :
Tribunal/National Registry), improve local political leadership,
and increase the knowledge and participation of the Honduran
populace in the democratic process."

The end of project status that would indicate success of the project
included the following:

-= universal suffrage - '

-=- increased numbers of bills initiated in Congress

-= reduction in time for court case processing

-=- gseparation of powers enhanced in accordance with the
constitution

-=- relative increase in the number of participants in the system
and awareness of the democratic process.

It is not clear from the Project Paper which groups of people did
not have suffrage, but presumably reference was made to those who
theoretically were qualified voters but did not find themselves on
the voting register because of inefficiencies in the National
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Registry of Persons. No base line survey was proposed to try to
determine how many people might not be enfranchised that should be.
An increased number of bills initiated in Congress would be no
indication of zroqrclls improved quality would be much more
relavant. 8imilarly, the reduction in time for court case
processing was certainly needed (and still is), but it should not
have been the only indicator of improved justice.

Presumably an enhancement of separation of powers means that the
Congress and the Judiciary would be on a more equal footing with the
Executive, yet the strategy statement for both components states
that the emphasis will be on providing technical nugport rather than
on the political goal of strengthening their power in relation to
the Executive. It is not clear how the designers planned to measure
this element of project success.

The "relative increase in the number of participants in the system
and awvareness of the democratic process" is very vague. There is no
indication of what it is to be measured or how; no base line surveys
are proposed; no indicators of measurement of success are offered.
The fourth component of the project appears particularly to be
lacking solid technical input.

Based on the logical framework, one is led to conclude that there
really was no project purpose as defined in A.I.D. literature.
Rather, there was a general strategy to carry out a number of
activities in each of the three institutional components that coulq,
if implemented fully and effectively, increase the efficiency of the
institutions. This hopefully would improve the effectiveness of
the institutions and increase their credibility with the Executive
and the public. The process, it was hoped, would provide
information and experience that we~ld permit the design of
activities for a follow-on proie ..

Judiciaxy
In the Judiciary sector, it was proposed to:

1) complete the technical work needed to implement fully the
Judicial Career law that was passed in 1980;

2) support, and test the feasibility of, an experimental program
to use graduating law students as tewnporary justices of the
peace and public defenders;

3) strengthen the administrative system of the Judiciary;

4) develop and institutionalize training programs for the career
service; and

5) improve the understanding by the public of the country’s
legal systen.




Page 3

Of the foregoing, 1) is clearly the most important. There appears
to have been an assumption that implementation of the Judicial
Career law required only the completion of some tachnical work.
Since there wac little of that to do, and since there has been
virtually no prozrosn in implementing the career law, it appears
that political will was the crucial element needed to achieve this
objective. The generation of political will was riot addressed in
the design.

congress

The proposed program for the Congress (a Center for Legislative
Support, administrative improvements, and strengthening the
committee system) seems quite appropriate.

Elections Tribunal/National Reaistry

The most se..sitive component of the project, support of the
Elections Tribunal and the National Registry, seems to have had the
poorest lesign. This appears to be the result of accepting on faith
some things that needed to be researched and tested. For example,
it was assumed that up-dating the Civil Registry would permit the
creation of reliable voter registration list. A USAID-funded
contractor has questioned whether this is feasible using the
procedure proposed by TNE. This issue is discussed in Annex E to
the Component III report.

Even if the procedure were considered appropriate, a background
paper available to the design team suggested that a minimum of two
years would be required for the up-dating process. It was
unrealistic to assume that AID could contract a firm to do the job
in the time frame available, i.e. by the end of May 1989.

The background papers available to the design team indicated that
building a career service in the the National Registry would be
extremely difficult, if not impossible, to obtain because the
revenues of the political parties depend heavily upon fees received
from recipients of party patronage. Yet, the design includes the
creating of a career service in the National Registry as a principal
~ elemant of the project and provides no suggestions for how to
convince the politicians to accept the proposed change. Tho
Memoranda of Understanding for TNE/RNP includes a Condition
Precedent on the career service which, because it had not been

fulfilled by May 1989  should have-precluded the provision 6f any
A.I.D. assistance, other than technical assistance, during the
June-December 1989 period. Since this was the time when most of the
commodities for the election had to be procured, USAID did not
invoke the Condition Precedent.
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compartmentalization

Recognizing the inherent risks in trying to implement a project to
strengthen democratic institutions, particularly during an election
period, the framers of the project proposed to reduce the risks by
compartmentalizing the components of the project, so that if one
particular activity became bogged down others could continue as
planned. "No single activity can paralyze the project nor can the
failure of any one activity or component entirnly jeopardize the
achiavement of the project’s overall objectives.® (PP., page 18).

While the objective of insulating each component was a good idea,
compartmentalization of activities did not actually take place.
Although project liaison officers were proposed for each component,
this was not sufficient to compartmentalize the components. There
was only one USAID project officer responsible for all three
components and one contractor providing support to all three
components. Once the election campaign began, both of them had to
give highest priority to that effort. Because of the importance of
the event and the inflexible time frame in which everyone was
working, it was inevitable that project personnel would be co-opted
for the election effort.

Project Budget

The drafters of the project originally came in with a budget of $18
million, not including the local contribution (cash and in kind).
The drafters were told that the project content was acceptable, but
to reduce the budget to $7.5 million -- the amount actually
authorized. There have been five grant amendments and the project
budget now totals $16 million. Depending upon decisions on further
activity with the TNE/RNP and the type of computer equipment
provided to the Honduran Congress, it is likely that the budget will
be further increased.

"According to the Mission Director, the GOH Minister of Finance was
unwilling at the time of project authorization to allocate to the
project the full funding projected. Because the project has been
incrementally funded, the workload of both USAID and AID/W has
increased and additional delays were experienced -- e.g., while
waiting for funding notifications to be submitted to the U.S.
Congress and then waiting the period required once the notification
is submitted. '

- lengti of Project

The project was authorized as a four-year project (August 1987 to
August 1991). Because of the delays in getting the prime contractor
on board, the pruject life was extended to August 1992.
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B. cConclusions/lessons Learnad

1. The USAID would have been well advised to have taken a little
more time with the design process, garticularly since this
was the first bilateral democratic institutions project baing
designed in the region.

2. USAID should have involve . outside experts more in the daesign
of the project. Having papers prepared by experts available
for reference is not as valuable as having the experts in the
discussions when the design is being finalized.

3. Greater attention should have been given to transition from
regional funding to a bilateral project--both in terms of
assuring adequate funding for ongoing activities and the
interaction of implementing agencies.

4. Election support, when it is significant in magnitude, should
be handled as a separate project.

3809y/1.91
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ANALYSIS OF PROJECT ADMINISTRATION

Because of the low level of administrative development of the
recipient organizations and their lack of experience with
A.I.D. projects, the PP states that USAID "will undertake
significant project management to assure close monitoring and
timely implementation." This was to be carried out by having
a direct hire staff member with overall responsibility for
project monitoring. He/she would supsrvise a U.8. PSC who
would be knowledgeable about the intricacies of the Honduran
constitutional and political system and would be involved in
the day~-to-day managing of the project.

The PSC would supervise three Honduran PSCs who would perform
liaison responsibilities with the Judiciary, the Congress,
and the TNE/RNP. Each PSC would work with one institution
and coordinate with an institutional contractor in planning
short~-term technical assistance for their respective
components. The Honduran PSCs would be familiar with A.I.D.
procedures and project implementation requirements.

The PP calls for USAID to contract with one or more
institutional contractors to provide technical assistance to
all of the components of the project. The contract was to be
monitored by the U.S. PSC. The contractor was to be
responsible for providing all of the resources needed:
technical assistance, commodities, training, local cost
financing of activities of the Honduran counterpart
institutions. )

¥hat Actually Happened
Staffing

The first management task was to assign the project to an
office. This was a new activity that did not fit in the
regular USAID organization and potentially was a political
hot potato. Hence, no office was anxious to have '
responsibility for the project. It was assigned to the Human

' Resources Development Office.

Although not specifically stated in the PP, one would have
assumed that the U.S. direct hire Project Officer would be
full time. 1In fact, however, the Training Officer served as
part-time Project Officer for the SDI project until January
1989, i.e., for the first 17 months. The first full-time
Project Officer was evacuated for medical reasons five months
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after arriving. His successor had other duties (deputx
office director); however, he devoted more than full time to
the project through the election and continued to devote
ai:ast full time until his departure on homa leava in
mid=1990.

A U.8. PSC who was already working for USAID had helped
provide U.S8, assistance to the 1985 Honduran election and had
been involved in the design of the 8DI project. He assunmed
the role described in the PP, i.e., genaral responsihility
for day-to-day activities. Subsequently, with a change in
Project Officers, he became the liaison officer with the
Honduran Congress. In the summer of 1988, another U.8. PSC
(without A.I.D. experience) was hired to assist with the
management of the project.

Two Honduran PSCs were hired, one to work with the Court and
one with TNE. Their roles seem largely to have been helping
the counterpart organizations rather than serving as liaison
officers as envisaged in the PP. Both had excellent contacts
and relations with the two counterpart organizations, but
neither had prior experience with A.I.D. Thus, they were not
in a good position to assist the counterpart organizations in
dealing with USAID procedures and documentation. Neither
ever received any training in A.I.D. procedures--which could
have helped somewhat to overcome the lack of A.I.D.
experience.

The contracts of the U.S. PSC who worked with the Congress

and the Honduran PSC who worked with TNE have expired; the

one with the PSC working with the courts was up for renewal
in october 1990.

Because of serious implementation problems involving the
contractor that was working to clean up the voting lists, and
the increasing pressure to procure the commodities needed for
the November 1989 election, other USAID personnel (direct
hire and PSC) were detailed to the SDI division to ensure
that the USAID support to the election was provided on time.

Contracting

Because of the overriding concern about the election, the
USAID set about quickly to contract with a firm to manage the
up-dating of the Civil Registry in order to prepare accurate
voting lists. It reviewed the capability statements of some
© g(@&) ("disadvantaged") firms, then selected two and asked
them to submit work plans for carrying out the task with the
TNE/RNP. After final selection, USAID obtained AID/W
approval to contract directly with the firm rather than
following the usual process in which the U.S. Small Business
Administration does the contracting.

A letter contract was used to initiate action because the
USAID Contract Office was overloaded with contracting
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activities awaiting action and did not have time to prepare a
definitive contract. The contract was for a fixed price and
the work specified in the contract was to be completed by May
31, 1989. Because of conflicts between the contractor and
the TNE, the USAID Director was frequently asked to resolve
issues related to day-to-day operations.

There was considerable delay in initiating the contracting
process for the prime contractor for the project. The PIO/T
was not initiated until November 10 and it was not signed
until March 10, 1988. Once selection was made (July 1988),
it took until January 1989 to get the contractor on board and
August 1989 before the definitive contract was negotiated and
signed. The delays in the contracting, once selection was
made, stemmed largely from the nature of the contract
negotiations.

One of the major issues in the contracting negotiations
related to the degree to which ILANUD and CAPEL would be
utilized in the Judiciary and TNE/RNP components
respectively. AID/W recommended to USAID by cable on March
19 and May 21, 1988 that those organizations be utilized in
the project. In the bidders conference on May 23, USAID
could have dropped those activities from the Request for
Proposals (RFP) and issued an amended RFP. USAID chose not
to take this action "because of time constraints and Honduran
pressure to complete the procurement of the TA package."

This was a costly decision in terms of time lost in contract
negotiations and relations between the contractor and
subcontractor with the Judiciary.

A major management issue that arose was the role to be played
by the prime contractor. According to those involved in the
design and early administration of the project, it was
intended that the prime contractor would be "out in front" in
relations with the Honduran institutions and AID’s liaison
officers with the three agencies would work closely with the
contractor. The contractor’s representatives say that they
understood that they were to be out front, so that the USAID
could keep a low profile.

Here again, the plan was not followed. Because of the long

delay in getting the prime contractor (Georgetown University)

on board, and the problems that had developed within the o
project (particularly with the Dual & Associates contract),

of working with the USAID liaison officers and having direct
rel-tions with USAID officers on a frequent basis. Thus, it
wou. | have been difficult for the contractor to step into the
role anticipated in the best of circumstances.

However, these were not the best of circumstances. One of
the counterpart agencies initially had objected to the
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contractor and subsequently to one of its subcontractors.
Furthermore, everyone was under extreme pressure to provide
all of the assistance needed to permit the TNE to administer
an election by November 1989, Result: the contractor was
never really "out in front" and an extremely tense and
frustrating relationship developed between USAID and the
prime contractor.

NOTE: A chronology of the principal project aidministration
actions is attached at the end of this annex.

conclusions

a. The USAID did not have adequate and/or appropriate
personnel resources devoted to the S8DI project from the
outset, and has been behind the curve ever since. This
has been reflected particularly in delays in contracting
for the prime contractor and delays in implementing the
Judiciary and Congress components during the pre—-election
period.

NOTE: The evaluation team is not in a position to judge
whether, given the magnitude and content of the USAID
program, adequate resources could have been given to the
SDI project without creating even worse problems elsewhere
in the project portfolio. Further, the team cannot say
whether the management requirements for this new venture
were underestimated, because USAID was not able to hire
the kind of people that the designers proposed nor have
everyone on board in a timely manner. It does seem,
however, that the USAID might have been able to get more
outside TDY help (e.g., to Lelp get the contracting
started and implemented sooner) or to get TDY help earlier
(e.g., in relation to the problems between TNE and Dual
and Associlates).

b. The delay of nearly 17 months in getting the prime
contractor on board meant that it was almost impossible
for the contractor to play the "out in front" role
originally intended.

c. Although the USAID had changed its position on the prime
contractor’s role by the summer of 1989, it was not until
January 1990 that the contractor and USAID management
formalized the restricted role permitted the contractor.

~ This not only exacerbated relations between USAID and the
contractor, but also between the contractor and the
Honduran participating organizations. This in turn led to
reduced performance.
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Because litigation is pending between Dual and Associates and
A.I.D., the evaluation team was instructed not to evaluate
Dual performance. The team has gathered information about
the Dual operations only to the extent necessary to make
recommendations for future project activity in the area in
which Dual worked.

Gaorgatown University
contract. Nedgotiations

Georgetown University (GU) was selected in July 1988 to be
the prime contractor for the project. The contract
negotiations, which began in September, were long and
difficult. USAID, at AID/W’s request, sought to have CAPEL
and ILANUD included as part of the implementation team. This
required additional discussions by the contractor with the
two organizations. Further, the possibility of dropping the
contractor’s proposed subcontractor CSLA) in favor of using
ILANUD resulted in an intervention from the U.S. Congress.
The subcontractor was then retained -- over the objections of
the Honduran Judiciary. .

Because time was needed to settle the above issues, the
contractor began work in January 1989 on the basis of a
letter contract -- with the issue of CAPEL and ILANUD
participation to be settled later. Even after these issues
were settled, negotiations dragged on over relatively minor
issues. The contract was finally signed in August 1989, two
years after the start of the project. The negotiations led
to strained relations between contractor and USAID personnel
that have persisted to the present.

Activity Under the Project

The first contractor personnel arrived in January 1989, with
the chief of party following a little later because of
illness. A draft work plan for 1989 was prepared and
submitted to USAID by March. Some activities began even
before the work plan was finalized. Studies were done for

the Congress: draft legislation for, and proposed equipping
of, 8 la +-studies offering ideas for

improving the administration of the Congress and the working
of the committees. Not all of this was passed on to the
Congress immediately because the USAID was already deeply
immersed in problems related to its support for the upcoming
November 1989 election. CSLA also sent personnel to
impl:ment training in the Judiciary, but they were not well
received. :
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For the last half of 1989, both USAID and GU were almost
totally engrossed with obtaining commodities and services
related to the upcoming election. Because of the late start
in initiating these activities, there was extreme pressure on
all concerned. This contributed to a further strain in
relations between the contractor and USAID.

The chief of party was changed in January 1990, and USAID
made it clear that GU was to take no initiatives and to have
no contacts with counterpart agencies except in the presence
of, and upon invitation by USAID.

There was little project activity during the first few months
of 1990. GU prepared a work plan for the first six months of
1990 which USAID nominally approved without sending it to the
counterpart organizations. However, GU was told that it
could not implement the work plan without priocr USAID
approval of each activity on the work plan; the general
approval, in effect, meant nothing.

The new chief of party had to resign in May 1990 because of
family illness; prior to his departure, an acting chief of
party arrived to replace hin.

Later, USAID gave GU the go ahead on elements of the work
plan and subcontractor personnel have come to Honduras in
recent months to work with the Congress and the Judiciary.
Tripartite discussions took place in August on an
implementation plan for the legislative support center
(CIEL). In early September, there was a workshop with
members of the Supreme Court to work out a revised work plan
for presentation to Court leadership for approval. Thus,
progress has been taking place recently in two components;
the third has been on hold since the election awaiting an
internal appraisal by the TNE.

comments on the Contractor’s Performance

GU does not have a good reputation with USAID officers or

with most of the Honduran officials interviewed. Some of the
complaints are against the performance or attitudes of some
subcontractor personnel (see the next section). Some of the
complaints are against the first chief of party, e.qg.,
insufficient attention to detail (crucial in bringing in
commodities for the election) and inadequate supervision of =

. _subcontractor . g

The complaints of Honduran officials in the Congress and the
Judiciary that GU was not working in their components until

recently should more fairly have been levied against USAID,

which was restricting GU activity and, at times, holding up

the transmission of GU reports to the GOH.

The evaluation team feels that some of the complaints against
GU, and especially some of its subcontractors, are valid. At
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the same time, the team recognizes that sveryone was under
extreme pressure during the pre-electicn period. Many of the
problams cited are not uncommon in development projects;
however, it seems that the GU team encountered a number of
problems with which it was not as well esquipped to dexl as
one would have been expected given the resources that
presumably were available to it.

For example, in GU’s proposal to A.I.D. in response to the
Request for Proposals for the project, some 10 different
departments or organizations making up Georgetown University
were cited as resources the project could draw on.

Especially cited were the Law Center, the Government
Department, and the Latin Amarican Studies program. Although
there is a GU advisory committee on the project, the team
found no evidence that the committee has been meeting
regularly or that any of the three groups mentioned had made
any substantive input to the GU effort in Honduras.

Reporting Requirements

USAID and GU/Washington have been at odds for some time over
the financial reporting provided by GU in support of its
payment vouchers. The financial information is not provided
in sufficient detail to relate the information to the budget
categories. GU/W has complained that USAID is trying to make
GU re-do its accounting system.

The evaluation team concurs with USAID on this issue. The
accounting being done by GU/W does not provide adequate
information for its own Project Manager to manage the
project. The result has bean that GU/H has had to request
raw data from GU/W and prepare reports for their own use and
that of the USAID. GU/H has found errors in the data from
GU/W; further, it does not receive total information.

The GU/W contract provides in Section B.3.(c) that:

"the contractor agrees to furnish such additional data
which the Contracting Officer may reasonably request on
costs expended or accrued under this contract in support
of the budget information provided herein, e.gq.,
itemization of costs supporting line items contained in
fiscal reports submitted to AID/W."

The-evaluation team finds specious tha GU argument that USAID

is trying to cause GU to change its entire accounting

system. Every A.I.D. contractor and host government is
'required to provide appropriate financial data to justify
reimbursements. They do not revise their accounting systems,
but they do set up special accounts to provide useful and
verifiable information. Congress has chastised A.I.D. when
it has not taken appropriate steps to insist that handlers of
A.I.D.’s money provide an appropriate accounting for those
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funds. If GU doas not provide appropriate reports, USAID
will need to consider stopping payment on vouchers until the
situation is rectified.

The evaluation team notes that GU has submitted only ons
semi-annual report; GU is now delinquent two reports. We
found no written communication from USAID elther absolving GU
of the requirement or requesting compliance with the
contract. The lack of such reports created problems for the
evaluation team and will make more difficult and
time-consuming the orientation of ths new chief of party.
GU/W did make available to the avaluation team copies of
their subcontractors’ reports for July-Decembar 1989.

Khere Do We Go From Hexa?

GU has nominated a new chief of party, and he has been
interviewed and accepted by USAID and the counterpart
agencies. Programs are now moving in two of the components,
and chances are good for an acceleration of progress. For
best results, there needs to be some re-think:ng about GU’s
modus operandi and staffing and the relationships between
USAID and GU and between GU and the counterpart organizations.

‘GU’s proposed in-country staffing was reduced by USAID in the

contract negotiations. Thus, the prime contractor was left
with one half-time liaison officer with the counterpart
organizations while USAID had three ~~ one for each
organization. Further, the contract provides for the
contractor to rely very heavily on offshore subcontractors,
some of whom have sub-contracted with local firms or
nongovernmental organizations (NGOs) to carry out the tasks
assigned to them.

Now that the election is over, the main project activities
outstanding are essentially institution building in nature.
Therefore, it would be appropriate for USAID to return to a
more traditional relationship with the prime contractor. .
That is, USAID should unfetter the contractor, within the
context of approved plans, and revert to its normal
monitoring function.

GU_Subcontractors
Clapp & Mavne has handled offshore procurement for the TNE

- for—theelection, local procurement for the same purpose,

recommended procurement for the Congress and the Court, and
provided technical assistance to all three counterpart
organizations. In reviewing the offshore procurement, the
evaluation team found that A.I.D. procurement rules had been
followed. Further, outside of minor problems, the
procurement had been handled well. The team had some
questions about one local procurement transaction; the
consultant insists that appropriate procedures were followed,
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but the team was not able to find the dooumentation which
would have established this beyond any doubt.

Some TNE officials complained that some of the CIaip and
Mayne technical assistanca experts were condescending and
tried to insist on a Puerto Rican solution rather than trying
to help develop Honduran solutions. The evaluation team
heard no complaints about the technical assistance provided
to the other counterpart organizations. The team took issue
with the subcontractor’s raecommendations for computer
procurement for the Congreas, but this reflevted disagreement
with the terms of reference established by the Congress for
the procurement rather than with the tachnical judgment of
the subcontractor’s expert. This is discussed in Annex E of
the report on Component II.

Tha Futures Group

The main activity of The Futures Group (TFG) has been to
conduct three major public education information campaigns:
1) voter registration; 2) the work of the National Elactoral
Tribunal; and 3) the electoral process. TFG successfully
completed all components of thaeir project, and it is believed
to have made a significant coatribution to the elaectoral
process of 1989. Unfortunately, their request to do a
follow~up survey to determine the effectiveness of the
different themes of the campaigns was turned down by USAID.

TFG also made an effort to assist TNE stage a presidential
debate. This effort aborted, however, through no fault of
the sub-contractor.

CSLA

The Consortium for Service to Latin America (CSILA) is GU’s
sub-contractor for providing training to court personnel
under Component I of the project, Administration of Justice.
Activities have involved the training of trainers and an
evaluation of the public defenders program. The evaluation
was well done. The first training of trainers activity was
not well received, but the second showed improvement. The
training of trainers concept needs to be reconsidered -- see
the evaluation team’s report on Component I.

Delphi

Delphi was subcontracted to plan and carry out observational
visits and travels to the U.S. and Latin America for members
of the Court and the Congress. Its services have not been
used by the contractor.
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INCAE

INCAE, the Central American Institute for Business
Adnministration located in Costa Rica, was subcontracted to
support the Leadership Training component and to organize
workshops for the Congress. It organized the orientation
retreat for the naw Deputies which took place in March 1990.
As discussed in Annex F of the report on Component II, this
was a very difficult assignnent because of problems in
obtaining agreement with the Congress on the structure of the
meeting. It appears that INCAE performed well.

CAREL

CAPEL, the Inter-American Center for Electoral Promotion and
Advisory Services, is an appendage of the Inter-American
Institute of Human Rights; both are located in Costa Rica.
CAPEL was responsible for the overall conduct of the training
of electoral workers and departmental and local election
tribunal members. It carried out this activity by
contracting to a local organization, GEMAH, who then trained
trainers within the TNE. The evaluation team believes that
CAPEL’s oversight of the training will not be necessary in
the future.

conclusions

a. The extended contract negotiations (almost a year)
contributed significantly to a number of the
implementation problems that have plagued the project.
Although the contractor got started in January 1989, the
additional seven months of negotiations took energy from
project implementation and exacerbated already strained
relations with USAID.

b. Although GU tried to play an "out in front" role which had
been desired initially by USAID, the long delay in the
contracting meant that it was virtually impossible for GU
to play the role effectively by the time it was on board
-= particularly given that preparations for the November
1989 election were already dominating the local scene.

Its initial attempt to do so exacerbated relationships
with USAID and counterpart agencies.

c. Because of USAID’s overriding concarn and involvement with - -

‘the election and the tight management of the contractor,
GU was unable to accomplish much in the other two areas
(the Court and the Congress) until mid-1990.

d. GU/H has not had a handle on the program in its entirety
and has not always managed well the performance of experts
from some of the subcontractors. However, this is not
just a function of the lzadership in GU/H as alleged by
some USAID personnel. USAID cut the GU/H staff in

DEVELOPMENT ASSOCIATES, INC.
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contract negotiations from that proposed by the contractor
and left it with few rasources in relation to the size of
the job. Further, the subcontracting structure further
dilutes the responsibility and flexibility of GU/H to
respond project needs.

e. GU has been remiss in both financial and project progress
reporting. USAID has been actively trying to get better
financial reports, but not project project reports.

f. Now that the election is over, a new chief of anty is
coming in, and the bulk of the projsct activities coming
up are institution building in nature, it is time to
reconsider the USAID=GU relationship, the role of GU, and
GU’s staffing. USAID ocould now step back into a more
normal monitorinz role and let the contractor increasingly
take responsibility for day=-to-day activities within
approved work plans.

g. The performance of GU subcontractors has been mixed. As
new work plans are worked out for the different project
components, it would be appropriate to review the
structure of the GU contract. It may be that greater use
of local contractors will be needed for the up=-coming
activities. If so, it might be appropriate to reduce the
number of offshore subcontractors and staff the GU/H
office so that it could contract locally when appropriate
and supervise the contracts.

h. Because of the strained relationships between the
contractor and USAID, the changing of the GU chief of
party in Honduras, and the large use of subcontractors for
implementing the project, GU/Washington has played a more
dominant role that would normally be expected for a
project of this type. Yet, that office is small and it
has not benefitted significantly from input from the home
office organizations that were cited in GU'’s proposal in
response to the RFP (Law School, Latin American Center,
Government Department).

C. Recommendations

1.

USAID should re-examine its relationship with GU/H and
gradually reduce USAID’s direct involvement in day-to-day

mwQQ%i!i!igsmand“allowwthﬁ~¢°5$¥&€%6f“%6~E&fff”0ﬁt“its“nur@ai‘
role. L

USAID and the contractor should work out a new staffing
pattern for GU/H, taking into account the implications of
recommendation 1, the recommendations of the evaluation team
regarding other GU/H staffing needs (see reports on
Components I and II), the reduction taking place in home
office support per existing contract provisions, and the
likely USAID staffing for project support. :
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USAID and GU should re-examine the structure of the GU
contract with regard to the need for so many subcontractors
and determine if it would be possible to increase GU/H’s
capability to contract locally for resources rather than
having most, if not all, of this done through expatriate
subcontractors.

D. lassons Leaimed

)

Scoxx of the Proiact

The SDI project was essentially an umbrella project composed
of three separately identified components: one to work with
the Judiciary, one to work with the Congress, and one to work
with the Elections Tribunal and the National Registry of
Persons. These are really three different project. It is
questionable whethsr the umbrella concept reduced project
managsment workloid in relation to what it might have been
with two or three projects. 1In any case, the cost in
implementation difficulties and delays suggests that umbrella
projects may not be appropriate for Democratic Institutions
projects. This issue is discussed in the Lessons Learned
section of the reports for each of the three components.

Projact Documentation

Reference is made in various places in this evaluation to the
lack of project documentation. In a number of cases in which
the evaluation team, in the draft report, criticized USAID
inaction, the USAID responded that matters had been discussed
and action was not taken for specific reasons. However, the
team did not find documentation relating to such meetings and
the USAID did not provide copies of such documentation in
defense of its position. The team concludes that such
documentation does not exist. The lack of it is all the more -
serious because USAID was excluding the contractor from many
policy and planning discussions, leaving the contractor
d:pendent upon oral, filtered information -~ if provided at
all.

Dealing with a New Initiative

It was emphasized to the evaluation team that this was a new
type of initiative for the USAID, the first bilateral
Democratic Initiatives project in the region. This suggests
to the team that broader based and unrushed planning would

While some outside experts were brought in by USAID and
prepared some draft background documents, the experts were
not involved in the final design. Further, the USAID was
rushing to get the project obligated. Taking more time and
having the experts involved throughout the design process
might have helped avoid some of the pitfalls encountered.

===  JDEVELOPMENT ASSOCIATES, INC.
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A.I.D. has at times contracted with organizations for
assistance in both the design and implementation of a
project, subject to USAID and the host country being
satisfied with the contractor’s work in the dolign phase.
This contracting mechanism would seem an appropriate one to
consider for this type of project.,

Given that this is a rather new type of activity for USAIDs
and there is not a pool of expertise available within the
agency, it would seem appropriate to establish mechanisms to
obtain outside review and advice fairly regularly during
implementation of the grojcct. This could be arranged by
establishing a multi-disciplinary advisory committee with
representation from the host country, the U.S8., and possibly
one or more regional countries. The group might meet within
six months of the start of the project to review plans and to
offer ideas for future activity. Thereafter, the committee
might meet annually or when important project decisions were
to be considered. The representation would be from
organizations without responsibility {or the implementation
of the project.

DEVELOPMENT ASSOCIATES, INC.



ANNEX_H
o§0= Page 14
CHRONOLOGY
Strengthening Democratic Institutions Project

49287
Jan Project Implementation Document (PID) approved,
Apr Development Associates Inc. (DA) team submitted concept

papers to USAID.

Jul 24 USAID Program Office requests information on firms
involved in the microfilm project for the Salvadoran
Election Council in 1983.

Aug 10 Project Paper (PP) approved by USAID Director.

12 Grant Agreement signed, obligating $3.4 million out of
approved Life of Project (LOP) funding of $7.5
million. Government of Honduras (GOH) LOP Lempira
contribution set at $2.5 million, including in-kind
contributions.

19 State 258424 advises that Deloitte, Haskins & Sells was
the prime contractor for the Salvadoran microfilm
project.

Sep 21 Memorandum of Understanding (MOU) signed with the
Tribunal Nacional de Elecciones (TNE).

30 Grant Agreement Amendment No. 1 signed, obligating
$630,000 and bringing total A.I.D. contribution to

$4.03 million.

Oct In order to save time, USAID decides to contract with
an 8(a) firm for updating the Honduran National
Register and asks AID/W tor a list of potential
contractors.

14 MOU signed with the Corte Suprema de Justicia.
16 MOU signed with the Congreso Nacicnal de Honduras.

20 Project Implementation Letter (PIL) No. 1 advised that
Conditions Precedent (C.P.s) 4.1.a, 4.1.b (except for
e e gioTRtUres Of 3 cooperating agencies), and 4.2.a had
been fulfilled. Deadline for meeting initial C.P.s
2xended from September 11 to October 31st.

23 AID/W provides the names of five 8(a) firms (see first
entry in October) and sends their capability statements.

30 PIL No. 2 advised that C.P. 4.1.b had been fulfilled:
all C.P.s for initial disbursement now met.

DEVELOPMENT ASSOCIATES, INC.
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Nov 10 Preparation of PIO/T for prime contractor initiated.

18 USAID evaluation panel ranks the five 8(a) firms plus
Dual & Associates which had provided its capability
statenent diroctlI to USAID. USAID decides to ask top
2 (Creative Assoclates and Dual & Associates) to
specify how they would carry out the project.

Dec 11 Tegucigalpa 20576 reports the selection of Dual &
Associates as contractor to work with TNE on the
updating of the civil register and requests AID/W
concurrence to contract directly with Dual rather than
follow the usual 8(a) process through the Small
Business Administration.

18 PIL No. 3 sent providing a number of clarifications and
amplifications of the terms of the Grant Agreement,
particularly with regard to A.I.D. procurement
regulations. It also states:

a) the GOH contribution of $2.5 million ezuivalont will
be in cash (ESF local currency generations) plus
in-kind contributions;

b) a joint interim evaluation will be held after the
1989 elections and subsequent inauguration;

c) all offshore procurement will be made by USAID
directly.

{NOTE: There is no record that this was ever signed by
the GOH, even though it changed the amount of the GOH
contribution to the project.]

4988
Jan 28 lLetter Contract signed with Dual & Associates.

Feb 9 PIL No. 4 advised that L. 3 million was being made
available to TNE for personnel (L. 2.8 million) and
office rental (L. 200,000).

Mar 10 PIO/T signed authorizing initiation of procurement of
prime contractor for project.

Apr 7 Formal contract signed with Dual & Asscclates. - - oo

Apr 13 PIL N. 5 sent to confirm with the TNE the arrangements
for the updating, verification, and microfilming .
activity of the National Registry. The PIL covered:
(a) organization; (b) planning; (c) finance (including
budget): (d) personnel; (e) monitoring and evaluations
(quarterly work plans and progress reports; Dual to
develop an information system.

DEVELOPMENT ASSOCIATES, INC.
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The Request for Proposals (RFP) was issued for
proouring the prime contractor for the project. The
RFP was modified May 28; the closing date was June 20.

Grant Agreement Amendment No. 2 was signed obligating
an additional $1.6 million for the project--new total
$5.63 million.

The evaluation panel made its sel.ction of a prime
contractor,

~Bidders advised of selection of prime contractor.

Negotiations began with Georgetown University (GU) to
become the prime contractor for the project.

AID/W receives Congressional enquiry about USAID
contract negotiations with GU and requests USAID to
suspend negotiations.

State 373984 advises USAID of AID/W’s response to
Congress and authorizes negotiations with GU to resunme.

1989
Letter Contract signed by Georgetown University.

IRM~contracted systems consultant submitted his report
on the status of the data processing resources to
support the electoral process -- in particular,
updating the civil register. This was requested
because of USAID concern that Dual & Associates would
not complete its work by the end of its contract (June
30, 1989).

Grant Agreement Amendment No. 3 signed, obligating
$5.37 million additional for the project (new total $11
million), revising project description and budget, and
extending Project Agreement Completion Date (PACD) by 1
year to 31 Aug 92.

A one-year Grant Agreement for $198,000 was signed with
the American Institute for Free Labor Development
(AIFLD) "to improve the capability of Honduran trade
union members to develop local leadership and increase

the knowledge and participation of trade union members .

in the nation’s political process."

Dual & Associates contract is allowed to terminate.
Formal contract signed with Georgetown University.

PIL No. 15 requests Honduran participating entities to
submit requests for technical assistance, training,

~public information activities, or commodities to the
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USAID Project Office for approval and gubmission to the
appropriate action offices.
[There is no evidence that GOH signed this PIL.)

Nov 24 PIL No. 17 authorized funds to be used to help finance
TNE’s election observer program.

26 Honduran election held.

1920

Jan USAID held a meeting with GU Project Director and
advised him that GU is no longer to take initiatives in
the project, that USAID will provide hands on
management of all facets of the project; new GU Chief
of Party (COP) is designated.

31 Grant Agreement Amendment No. 4 signed, obligating an
additional $3 million =~ new total $14 million.

Mar 28 Grant Agreement Amendment No. 5 signed, obliyating an
additional $2 million -~ new total $16 million.

Apr 18 Amendment No. 1 to the Grant Agreement with AIFLD
signed, providing additional funding and extending the
termination date to December 31, 1990.

May 19 GU Chief of Party resigns because of illness in the
family; an interim COP is assigned.

Aug 23 Contract signed with Development Associates to carry
out mid-term evaluation of the project.

Sep 13 New GU Chief of Party selected, to arrive early October.

3808y/1.91
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LIST OF RECOMMENDATIONS FOR COMPONENTS I, IX, AND IIIX

COMPONENT X--ARMINISTRATION OF JUSTICE
A. Mid-Course Adjustments

The evaluation team does not see the need for a chanqo in basic
design, but it does wish to recommend some changes in emphasis and
offer some ideas for alternative approaches.

1. USAID should give highest priority to encouraging and
facilitating the Court’s effective implementation of the
Judicial Career Law, with the immediate focus of attention on
insulating the justices from politics

2. USAID should let the Court know that: a) A.I.D. considers
this the most important element of the Judiciary component of
the project; and b) USAID is unwilling to make significant
contributions to other elements, let alone support any new
ideas put forth in the September workshop, until:

a. a detailed implementation plan has been prepared for
implementing the law and action has been initiated in
accordance therewith on a priority basis; and

b. current hiring by the Court is being done on the basis of
public announcements of openings, competition among
candidates, and selection by an impartial selection
process that ensures political affiliation is not an
element of decision.

To implement the career law requires additional technical work and
it should be finished soonest. . For the implementation of the law to
be effective, however, it may be necessary to work out arrangements
with the political parties to insulate the appointment and tenure of
justices from politics.

In its draft report, the evaluation team recommended that USAID
determine what, if anything, besides "will" is needed to implement
the career judiciary law. Further, it proposed that the USAID \
Liaison Officer provide a detailed report on the status of the i

__implementation of the carser law. -The-team understands that this
- was done, but it haa not seen the report.

3. Assuming that a strengthening of "will® is needed, USAID
should request the convening of a workshop to discuss the
de-politicization of the Judiciary.

The Bar Association or the Law School could be asked to arrange the
meeting, possibly utilizing an outside facilitator. There should be

’ representation from the political parties. The agenda should
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include: a) the rationale for insulating judges from politics; and
b) developing a plan for de-politicization. The USAID Program
Officer discussed with the evaluation team why an efficient, honest
Judiciary is important to the development of the country and quite
possibly could offer names of potential participants who could
discuss this theme in the meeting.

The evaluation team sees the Justice of the Peace and Public

Defender programs as part of the effort to create a Judiciary worthy

:ﬁ ca:ocr status and offers the following recommendations related
ereto:

4. USAID should encourage the Court to ask for a joint
U.S.~-Honduran study to evaluate the experimental Justice of
the Peace program and recommend its future. The study should
also review the items identified in III.B.5.b. above.

If current GOH budgetary problems are the reason for the reluctance
of the President of the Supreme Court to continue with the Justice
of the Peace program, possibly USAID could absorb the salary costs
for two years for an additional 27 Justices of the Peace, provided
that the Supreme Court felt it could absorb the funding of these
positions subsequently. If jobs for displaced justices is pait of
the problem, the joint study team proposed in Recommendation 4.
above might be able to recommend ways to alleviate the problem.

5. USAID should facilitate the early drafting and submission to
the Congress of enabling legislation for Public Defenders.

B. Training

1. USAID should prc-ose that NJRC, with contractor support, or
the contractor, followirs the completion of the study
recommended above (A.4) hold a workshop, similar to the
September 1990 one on judicial organization, which would
focus on:

a. the relationship between administrative and legal training;

b. the role of the Judicial School in all elements of
judicial training and its relationships with ILANUD and
USAID coritractors:; and

c. the development of a plan for expinding and improving
.- training in court administration a.«d other areas of
judicial operations not currently covered.

2. The contractor should proceed with the purchase and delivery
of the furniture to the Judicial School. This overdue
procurement was agreed to before there were delinquencies in
meeting the MOU Conditions Precedent.

3. Assuming that the contractor will have an expanded training
role in the near future in both Components 1 and 2, USAID
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should authorize the contractor to add a full~time training
coordinator position to its Honduras office.

C. Projact Management

1, Given the arrival of a new chief of party for the contractor
and the positive working relations developed with members of
the Court, USAID should modify its project management
approach and allow the contractor zroator freedom in dealing
with the Court on a day-to-day basis on the implementation of
an approved work plan.

2., Concurrent with the foregoing, USAID should focus its
attention on policy issues (see A. above), routine project
monitorini, and ensuring appropriate coordination of effort
between bilateral and regionally-funded activities.

D. Impact on Women

There are two issues related to women that should be of corncern to
USAID. One relates to the openness of the Judiciary to
participation by women; the other to any special problems ‘hat women
may have in obtaining justice under the law.

1. With regard to openness, USAID should arrange for a study to
be funded under the project to (a) identify and assess the
obstacles to female participation in the Judiciary; and (b)
review the Career Judiciary Law and its enabling regulations
for potential for discrimination.

2. Depending upon the results of the foregoing study, it may be
appropriate to establish a monitoring mechanism to ensure
compliance with provisions of the Honduran Constitution and
the American Convention on Human Rights (to which Honduras is
a party) to ensure compliance in hiring and promotion within
the career judiciary.

3. Regarding justice under the law, a study should be undertaken
to determine whether there are special problems that women
have in obtaining justice that could be dealt with under the
project. A particular area for review would be the system of
family law and child support payments.

E. Priority of Recommendations

A complete ranking of all recommendations (e.g., 1,2,3 etc.) does
not make sense because some are contingent on other recommendations
or actions, the timing of which the team cannot determine.
- Nevertheless, there follows a categorization of priorities which
‘'should help give the team’s perspective if it is not already obvious
from the text above.
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Category 1

1. Recommendations A.1,2,and 3 regarding the implementation of
the career judiciary.

2. Project management recommendations (C.l. and 2.)

3. Recommendations A.4 and 5 on the experimental programs.
Note: 1. and 2 are primarily USAID action while 3. will
involve contractor action if the Court concurs in the
proposal.

4. Delivery of furniture to the Judicial School (in process).

Category II

1. Recommendations B.l and 3 on training

2. Recommendations under D. regarding impact on women.

1. Increased attention should be given to improving committee
operations and other functions of the Congress, while
maintaining a high level of priority for the establishment
and functioning of CIEL.

2. USAID should agree to converting MOU Condition Precedent (2)
(2) to a covenant with target dates for implementation in
1991; however, it should insist on detailed plans and targets
to meet Condition Precedent (2) (1) and Covenant (1) before
agreeing to go ahead with procurement for CIEL.

Revelopment of Data Management Systems

1. USAID should request the contractor to add a systems expert
to its in-country ataff to coordinate the system development
work in the Congress, the Court, and possibly TNE/RNP and
arrange for training of systems personnel and potential users
of the automated data systens.

2. Hardware procurement should be stretched out over the

remaining period of the project, being spaced as the
capability develops to use it.

3. Priority should be given to undertaking a systematic analysis
of the need for and cost of obtaining the various data bases
that have been proposed for inclusion in the Congressional
automated system; this is needad to establish priorities for
data development. » '
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C¢. TIraining

1. USAID should encourage the Congress to establish a training
position, as covenanted in the MOU; in the interinm,
theCongress should establish a training committee to work
with the contractor and others in developing a training need
assessment for the balance of the project and carrying out
the large amount of training that will be needed.

2. Assuming that the logjam in activity in Components I and IIX
is now broken, USAID should authorize the contractor to add a
training coordinator to its staff in Honduras to coordinate
the extensive training that will be needed by the Congress
and the Court and to provide quality control over the
contracted trainers and the training programs.

D. Impact on Women

There are two issues related to women that should be of concern by
USAID. One relates to the openness of the political system to women
who may wish to run for Congress; the other relates to whether women
will have equal access to employment possibilities in the career
systens being established with project assistance.

1. USAID should fund a study to ascertain the degree of openness
of the electoral and party system to women participation and
evaluate any obstacles encountered. ‘

2. USAID should monitor the hiring policies established for the
career service of the Congress.

E. pPriority of Recommendations

A complete ranking of all recommendations (e.g., 1,2,3, etc.) does
not make sense because some are contingent on other recommendations
or actions, the timing of which the team cannot determine.
Nevertheless, there follows a categorization of priorities which
should help give the team’s perspective if it is not already obvious
from the text above.

gatedory I

1. Settle all MOU issues so that CIEL and other procurement can
go forward, with CIEL hardware being procured per = = .
e ROcORMendation B2, T

2. Initiate review of, and action on, recommendations for
improving committee operations and other functions of the
Congress.

3. Recommendation B.l. -- add a systems development expert to
the contractor’s in-country staff.
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4. Organize a detailed requiroments enalysis to establish
grtorétiol in the development of ‘he CIEL and administrative
ata bases.

Satagory 11

1. Recommendations on Training == timing depends on actions in
Category I.

2. Recommendations on Impact on Women.

1. USAID should not provide additional assistance for up-dating
the Civil Registry rolls at this tima, but it should indicate
its willingness to fund: (a) a study of the feasibility of
up~dating the rolls; and, if found feasible, (b) the
preparation of a detailed implementation plan and budget for
carrying out the task.

The team to carry out such a toasibility'survey should
include an expert on Central American historical demography
and an expert from the Costa Rican Tribunal Supremo de

Depending upon the outcome of the study, USAID could consider
whether it would provide assistance to the effort to up~-date
the Registry rolls. If so, the evaluation team suggests that
a separate project be established just for assistance to the
RNP--without any time pressures related to the next election.

2. USAID should discuss with senior GOR officials the various
problems related to the electoral rolls and indicate USAID
wvillingness to finance a study to review the problems of the
current system and analyze the pros and cons of other options
for the electoral registration process.

Depending upon the outcome of the study, if approved, and

whether USAID assistance was needed, USAID should try to

ensure that any USAID follow-on role was limited to funding -
—— - gpgervational visits and assistance by recognized

international organizations or experts in the planning and

coordination of training that might be needed to implement

the effort.

B.mmmmumuwmmn_mmmm

1. USAID should discuss with senior GOH officials whether or not
the GOH is interested in seeking a career law for RNP and TNE
(or otherwise providing for greater personnel continuity) and
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adopting revised structures and procedures which could
provide greater assurance of fair and completa coverage in
the registration process.

2. If the GOH response to 1. is favorable, USAID should indicate
its willingness to finance the study called for in the MOU to
analyze the requirements to improve the RNP registration
process at all levels of the Republic.

This study should focus on personnel needs (quantity and
quality), equipment needs, and processes and procedures.
Based on the results of the study, and GOH action on building
consensus for a career law, USAID could determine what type,
it an!, of assistance it could provide to meet the needs that
vere identified in the study.

C. gupport for the Naxt Election

1. USAID should inform the GOH and TNE that USAID is prepared to
assist TNE now in preparing for the 1993 election, but it
does not intend to provide any assistance once the official
electoral campaign has begun.

The type of assistance that could be furnished now would be
studies/surveys and technical assistance in plannirg. The
types of studies/surveys the evaluation team has in mind are
the following: ‘

(1) obtaining feedback on the vperations of the last
election -~ training provided to poll workers, the
delivery of commodities to polling places, and the
voter education messages used;

(2) determining what would bea necessry for TNE, or a local
agent, to handle all of the procurement (including
offshore) for the next election; and |

(3) ascertaining the public’s attitudes toward the 1989
election and the election process.

The team does not believe that it is too late to carry out
studies (1) and (3).

__With the results of the various studies and surveys, it would
be appropriate to have a workshop/retreat to integrate the
findings into the thinking of political party officials, ‘and
perhaps municipal leaders, as vell as representatives of the
organizations involved in direct administration of the
election (e.g., TNE, the military, contractors). Hopefully,
a consensus could be reached on a certain number of actions
that could be expected to increase the confidence of the
electorate in the next election.
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D. Impagt on Women -

There are two issues related to women that should be of concern to
USAID. One relates to the access of women to participation in the
electoral process (registration and voting); the other relates to
whether women will have equal access to employment possibilities in
thcicgroor systoms that are to be established with project
assistance.

1. USAID should fund a study to ascertain the degree to which
current electoral grooaduros and practices openly or
indirectly discriminate against women becoming included on
the electoral rolls and/or being able to cast their vote.

2. USAID should monitor the hiring policies established for the
career service of the TNE/RNP.

E. Priority of Recommandations

A complete ranking of all recommendations (e.g., 1,2,3, etc.) does
not make sense baecause some are contingent on other recommendations
or actions, the timing of which the team cannot determine, and some
could be taken care of, at least initially, in a single meeting.
Therefore Category I recommendations would be A.l1. and A.2., B.l.
and C.1., all of which could be discussed in a single meating with
GOH and TNE officials. Category II priority would be B.2., Impact
on Women recommendations, and any follow=-up activity which resulted
from the proposed high level meeting.

IV-I:3905y:1/91
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