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' . , and equipment . . 
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c. des ignate  a " P r o j e c t .  ~ n g i n e e r "  
. d., exempt t h e  RIF P r o j e c t  f rom Dept. Order 55 .- . . 
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' A m i d - t e r m  p rocess  e v a l  " a t i o n  o f  t h e  U S A I O / P ~ ~  I i p p i n e .  ~ u l r : ~ . d n f r r s  true t u r e  ~ u n d  

Project (492-0420) t ~ ' i " i p r o v o  r u r a l  roads  B b r i d g e s ,  p o r t s  and a i r p o r t s  i n  o r d e r  t o  
eiununic expznsion and gravth o f  nrral are3s. 

RIF was arthot-ized i n  1%/ as a sector-al firnding nrchanism -- fo r  construction serviccs pr!nul-ily through : 

host country c ~ n t r a c t i n g  ( K C )  by tt,e Covermnt o f  the Phil ippices ( U P )  D c p a r h ~ ~ t  of Pub1 i c  blar-ks !( tligi!;oys 
(DPr'rl) ; and pi-ucurm-nt of a i  r ~ l - t  navigaticrial a ids 20d and 1 1 ary t ra in ing thruugh AID-di rec t  ccntrai t ing f c r  
the Departrren t o f  Transpol-tation e! Cmdnica t.icns (DOTC) . . . 

i 

A s i x  person nu1 t i d i sc ip l  i n a ~ y  team ~-ev!e,?d project doc~nbrltation, v i s i ted  sub-project s i tes and d i  :cussed ; 
issues and aspects wi th  USAID, GOP and ccntractor prsonncl to investigate nine U9lID concerns -- regarding j 
contracting and p r o c u r a n t  nrthods; organizational /managalent & adiii t l i  s t ra t ive  precesses 2nd ~~rcceclures; and i 

socio-jnl i t i c a l  factors -- ta i dcn t i f y  past and contiliuing constraints, and recamend b:here i n p r o \ / ~ m i t s  could . 
be effected. Ma jot- findings and recmndat ions :  i 
FIElDINGS: i 

, -- - . T l r  WTC aspect M n t  essential ly as planned. The CP&I carponent was i n i t i a l l y  delayed f o r  b;o p a r s  --. I, 

f i q e s t  c t ~ e  to extended nesctiations ;~nd fa i l u re  1.0 reach a g r m ~ n t  Ix51,zen the GOP and the b idd~ t -  f o r  A & E i 
k w i c e s ;  and subsequently by a r q u i  I-ellent t o  coltduc t addi t ional envi foriiental assosirients . rile PACD \il;is ' 
subsguently extended, and t;:2 project  i s  expected to be ccnpleted wi th in  the n w  schedule. 

RECOi.lI1ENQATIONS: .. . . . , 

- T i m  and cost estimating procedures should be lmre rigorous during pt-bject design, and conti-actirg sta5?s., j ,  

1 - Host Country Contracting requires a l m s t  as much USAID involverent as d i rec t  contracting -- w i th  less contr i l .1 
( - Yecl:ariis;ls f o r  resolv i ry interiqency issues beyond tke ik-ediate project  mmnaSer level wed to be estahl ishe$. I 

Kef ineth F.  Smi th  N/A 
00 

JLTS A. A-nderson Checci d Co. 

R o k r t  F. Fedel Checci & Co. 

'rl:ctras E. Virgan Checci & Co. 

Jose1 i t o  P . Supangco Checci & Co. sax as ahve 
J m s  S. V i l  1 afranca Checci J Co. - - 

2. PAissior i lOl l lc~ Prolcsslonnl S ta l l  

-.. ~ ~ > r s o t . r - ~ a y s  ( ~ s l l m a l c )  7 person days 

I. Ev:\luallon Cosls -- 
1 ., Evaluation :rcanl 

Name Allillallon source of 
Contract Plumbcr OR 

TOY parson Day9 
Conlrnct Cost OR 
TOY Cost (U.S. S) 



. A.I.D. EVALUATION SUMMARY - PART II . + 

I S U M M A R Y  I .---- - - - - - -  ~ 

J. Sumniory of Evalu3llon Flndlnge, Concluslans and Rocornrnondnllons (Try not to excood tho throe (3) paoes provlded) 
Addross thr, following I lemr:  r Purposo of ovrrluallon ond motliodology usod Prlnclpol recommendallons 

Purposo of acllvlly(los) ovoluolod Lessons loarned 

I Flndlngs nnd corrclur,lono (relalo to quosllons) - 
Mlssloli  or Ofllce: 1 Dslo 1111s Surnmnry Proparod: I Tit lo And Dnle  01 Full Evaluallon Report: 

USAID/Phi 1 i p p i  nes I November 1991 . I Rural Infrastructure Fund (RIF) project Process . 
Eva1 ua t i  on - November 1991 

I Purpose o f  Ac t  i v  i ty 

The o b j e c t i v e  o f  the  Rura l  I n f r a s t r u c t u r e  Fund (RIF) P r o j e c t  i s  t o  develop adequate 
phys i ca l  i n f r a s t r u c t u r e  - -  p a r t i c u l  a r l y  roads, br idges,  seapor ts  and a i r p o r t s  - -  t o  
suppor t  and s u s t a i n  economic growth i n  t h e  r u r a l  areas o f  t he  P h i l  i p p i n e s .  

P u r p o s e  o f  E v a l u a t i o n  & M e t h o d o l o g y  U s e d :  I - I 
Th is  was a  mid- term "Process-Eva1 u a t i o n "  t o  i d e n t i f y  e x i s t i n g  admis t ra t i ve ,  

o r g a n i z a t i o n a l  and soc io -po l  i t i c a l  c o n s t r a i n t s  impeding RIF imp1 ementat ion. USAID asked 
t h e  e v a l u a t i o n  team t o  s tudy  n i n e  s p e c i f i c  i ssues  o f  p r i o r i t y  i n t e r e s t  t o  m iss ion  
management, examine p r o j e c t  performance t o  da te  and i d e n t i f y  a d m i n i s t r a t i v e  and soc io -  - 
po l  i t i c a l  c o n s t r a i n t s  impeding t h e  e f f i c i e n t  implementat ion o f  p r o j e c t  a c t i v i t i e s ,  then , 

recommend p r a c t i c a l  improvements t o  s t rengthen GOP and USAID capabi 1  i t y  t o  meet. t h e  
p r o j e c t ' s  o b j e c t i v e s .  I 

. F i n d i n g s  & C o n c l u s i o n s  I 
' 

The RIF p r o j e c t  g o t  o f f  t o  an exceed ing ly  slow s t a r t  --  due t o  a  se r i es .  o f  unexpected, 
and l a r g e l y  unforeseeable events. Whi le  p ro t rac ted ,  t h i s  de lay  was n o t  a t t r i b u t a b l e  t o  ; 

management f a i l u r e s  by  e i t h e r  USAID o r  t h e  GOP, b u t  1  a r g e l y  by  a  l e n g t h J r  hos t  coun t r y  j 
n e g o t i a t i o n  w i t h  a  U.S. c o n t r a c t o r  which f a i l e d  t o  be consummated. 

The team -- s i x  i n d i v i d u a l s  w i t h  d i f f e r e n t  spec ia l  t i e s  --  i n i t i a l l y  conducted severa l  
group i n t e r v i e w s ,  b u t  t h s r e a f t e r  i n d i v i d u a l  team members sepa ra te l y  reviewed and , 
researched p e r t i n e n t  documents,. i n t e r v i e w e d  key i n d i v i d u a l s ,  and v i s i t e d  major  o rgan i  za- i 
t i o n s  and severa l  f i e l d  sub -p ro jec t  s i t e s  ou a judgement sampl i n g  b a s i s .  Dur ing  the  
course o f  t h e  eva lu3 t i on ,  p e r i o d i c  meetings were h e l d  w i t h  USAID and DPWH personnel .  

! 

Once t h e  p r o j e c t  " r e a l  l y "  g o t  underway, imp1 ementat ion has been reasonably  s a t i s f a c t o r y ,  
and a lmost  a l l  a v a i l a b l e  funds have been con~mit ted.  

Three major  road sub-pro jec ts  ( i n c l u d i n g  b r i d g e s )  a r e  under c o n s t r u c t i o n ,  and a  I 

'. 
r e l a t i v e l y  minor  f o u r t h  spur  r e c e n t l y  rece i ved  n o t i c e  t o  proceed. Of t h e  s i x  seapor ts  , 

s l a t e d  f o r  cons t ruc t i on ,  one has been completed, and t h e  o t h e r  f i v e  a re  nea r ing  c o m p l e t i o i  
The n a v i g a t i o n a l  a i d s  equipment has been de l  i vered ,  i n s t a l  l e d  and tes ted ;  t echn i ca l  
t r a i n i n g  has been p rov ided  and t h e  equipment i s  now o p e r a t i o n a l .  Designs have been 
completed on a  number o f  o t h e r  r e l a t i v e l y  minor  sub-project:  -- roads & b r idges ,  and 
p o r t s  -- and have j u s t  been g i ven  No t i ces  t o  Proceed (NTP), o r  a re  a w a i t i n g  NTPs sub jec t  ' 

t o  a v a i l a b i l i t y  o f  funds. 
I 

With  t h e  two yea r  ex tens ion  o f  t he  p r o j e c t  t o  December 1994, i t  i s  reasonable t o  
expect  t h a t  a l l  the  sub -p ro jec t s  underway -- and those i n  t h e  p i p e l i n e  -- can be 
completed w i t h o u t  any f u r t h e r  ex tens ion  t o  t h e  PACD. 

I / LJ 
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I RECOMMENDATIO 

Several "process" problems ex i s t s  which requ i re  management a t t e n t i o n  and, i f  
i n s t i t u t i o n a l  ized, could improve implementation and poss ib ly  a1 so bene f i t  f u t u re  
p ro jec ts .  These problems i nd i ca te  the need f o r :  

I 1. . Improved GOP/USAID review o f  cont rac tor  se l ec t i on  under host country cont rac t ing.  I ( 2. Mod i f i ca t i on  o f  the GOP's system f o r  computing AAEs and AGES. I 
3 .  Formal d e f i n i t i o n  by the GOP o f  respons ib i l  i t i e s  and concommi t a n t  a u t h o r i t i e s  t o  

implement the p ro j ec t .  

4 .  Exemption of the RIF.Pro jec t  from De l i ve ry  Order No. 55 w i t h  regard t o  supervis ion 
by , the Regional Dei rec to rs .  

5. Improved procedures by the GOP fo r  acce le ra t ing  the documentation review process f o r  
con t rac to r  reimbursement, 

I 6. Prompter r eso lu t i on  o f  r ight-of-way issues by the  GOP t o  permit  con t rac to r  access 
t o  the j ob  s i t e .  I 

7. Resolut ion o f  issues by the GOP regarding exemption from du t ies  and taxes under the 
Project ,  incompl iance w i t h  the terms o f  the P ro j ec t  Agreement. I .  

8. Establishment o f  a formal procedure by USAID and the GOP t o  acce lera te  the r eso lu t i on  
o f  issues -- p a r t i c u l a r l y  those t h a t  i nvo lve  GOP agencies o ther  than the implementing 
agency (DPWH) . 

( LESSONS LEARNED 

Twenty-two s p e c i f i c  recommendations were made addressing these and o ther  issues. 

I Four major lessons were der ived from the R I F  experience which are  appl i c a b l e  t o  fu ture  - 
p ro jec ts :  I 

I 

1. Host country cont rac ts  r equ i r e  almost as much a t t e n t i o n  from USAID techn ica l  p r o j e c t  
o f f i c e r s  as d i r e c t  AID contracts,  w i t h  less  con t ro l  over the  outcome. I 

2. Greater a t t e n t i o n  should be pa id  t o  developing d e t a i l e d  cos t  est imates and f a c t o r i n g  I i n  cost  esca l t i on  i n  f u t u r e  p ro jec ts .  (RIF costs  were g r e a t l y  underestimated.) I 
3. Add i t i ona l  t ime should be factored i n  f o r  "unforeseeab!e problems", p a r t i c u l a r l y  

dur ing the  s ta r t -up  stage o f  the p ro jec t .  

4 .  Commitment ra tes  are  a more appropr iate i n d i c a t o r  o f  progress i n  i n f r a s t r u c t u r e  
p ro jec ts  than actua l  expenditures. 
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L. Comments Bv Mlsslon. AlOlW Offlce end BorrowerlGrantbe On Full Reoort -I 
Comments o f  Mission and GOP counterparts were so l  i c i  t ed  i n  several progress 
meetings and i n  the review of the d ra f t  repor t .  The f i n a l  r e p o r t  incorporates 
these comments. -----------.-------------------------.-----------------------.------------------------- 

( Fol lowing i s  an update as of June 3, 1992 on the s ta tus  o f  the ac t ions recommended: I 
! Act ion Status/Act ion O f f i c e  

I 1. a. Conduct j o i n t  inspect ions of con t rac to rs '  Adopted; being done . by . OCP and DPWH. 
f a c i l i t i e s  and equipment dur ing pre- 
qua1 i f i c a t i o n  I 

b. Modi fy computation of AGES and AAEs Done (DPWH); red1 i t t i c  market ra tes  
now being used. 

c. Designate a "P ro jec t  Engineern Done f o r  2 subprojects and under pro- 
cess f o r  the r e s t  o f  t he  RIF sub- 
p ro j ec t s  (DPWH). 

d.  Exempt the RIF P ro j ec t  from Dept. Order I 55 

Done f o r  2 subprojects and under pro- 
cess f o r  the r e s t  o f  t he  RIF sub- 
p ro  j e c t s  (DPWH) . I 
(NOTE: Subsequent t o  DPWH's l e t t e r  o  
A p r i l  30, 1992, DPWH agreed t o  f u l l y  
exempt the RIF  P ro j ec t  and i n  e f f e c t  
recognize the consu l tant  as the 
"Pro jec t  Engineer" f o r  a1 1  subprojec 

e. Simp1 i fy requ i  rements/procedures f o r  Done (DPWH) ; , DO199 i ssued. 
con t rac to r  reimbursement jpaymen t 

f. Expedite r ight-of-way clearances Done (DPWH) ; a c q u i s i t i o n  o f  ROW being 
done i s  advance, where possible. 

g. Comply w i t h  Pro-Ag on exemption o f  OPWH i s  s t i l l  ko rk ing  on' t h i s  i fsuk. 
p r o j e c t  goods and serv ices from While they have requested the DOF . 
taxa t ion  and B i R  f o r  a  r u l i n g  on t he  tax  exemp- 

t i on ,  they have n o t  rece ived a  p o s i t i v  
response and are  pursuing the matter. I 

AID 1330-5 (10-87) Pago 6 4. 

h. Es tab l i sh  an SOP f o r  c o n f l i c t  r eso lu t i on  I n  p lace already. DPWH advised t h a t  
there  are  inter-agency committees 
t h a t  are c a l l e d  upon depending on the 
issues a t  hand. 

/ 
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S U M M A R Y (Contlnuod) 

i 

A c t i o n  Status/Act ion O f f i c e  
! L A  

2. Determine f u t u r e  l e v e l  o f  fund ing  f o r  t h e  Done (USAID) 
P r o j e c t  

3. Develop new LOP implementat ion and Done (OCP) 
expend i tu re  p l a n  

4 .  Segregate management and account ing o f  Done (OCP/OFM) 
RIF components 

5 .  I n i t i a t e  c o n t r a c t i n g  f o r  new A&E c o n t r a c t o r  Overtaken by events -- t h e  c u r r e n t  
A&E c o n t r a c t  was amended instead. 
(OCP/CSO) 

6. Fol low-up AT0 requi rements f o r  e f f e c t i v e  Being done; OCP has h i r e d  a f u l l - t i m e  
ope ra t i ons  FSN a v i a t i o n  a d v i s o r  t o  work w i t h  

AT0 on t h i s  and o t h e r  matters.  


