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Regional Development Omce for the Caribbean (RIPO/C) 
USTERN CARIBBEAN PROGRAM 

This Clase-Out Plan Update covers RIDO/C's Eastern Caribbean program managed from , 

]Barbados. USD/Guyana will submit a separate Action Plan for the program in that 
CQUllbry. 

RDO/C's Eastern Caribbean strategy3 approved in September 1992, is focused on two ; 
Strategic Objectives (SOs): (I) increased and diversified trade, and (2) improved mstuxal 
resource managemeit. The mission had prdposed.to end its Eastern Wbbean program 
at the end of the 1992-97 strategy period atnd phase-down efforts had already bebn even 1 
before the Agency's November 1993 decision to dose 21 missions by N 1996. That : 
deckion and subsequent specific Agency decisions regarding the RDO/C program have I 

required acceleration of the schedule and substantid program adjustments. Throughout the i 
process, RDO/C has attempted to fulfill a mandate to protect the gains already made, 
maintain U.S. credibility in the region, and achieve as much as possible toward the' strategic 
objectives. Section D reports program performance for 1994. 

4 

1 
RDO/C submitted an Action Plan/Close-Out Plan in February 1994. Since &en, the 
Agency has made several significant decisions which impact on the plan These include : 
criteria for continuing activities 'beyond close-out that are more rigid than anticipated, ; 

transfer of the Regional Contracting Officer f r ~ m  Barbados, a 70% cut in the mission's FY 
1995 program budget, and relocating the "seat" ~3f m O / C  to Guyana instead of establishing 
a new mission there. l"bese decisions wX not delay completing the Eastern Caribbean I 
program and closing RDO/C's office in Barbados, but they compIicate the task and dl . 
reduce program results which can be achieved. They are discussed further in Section DI : 

1 

The mission contimes to stress rigorou adherence to planned scheddes for completion of 
ongoing activities, but have found some project extensions unavoidable. Thus, while six , 

I projects ended in FY 1994, lhis was "Sree less than planned. On the other hand, impressive 
progress has been made in reducing the program pipeline, and in such areas as compIe?ing i 
required audits and clearing a backlog of close-out actions om projects which are no longer 
active. Overall, the phase-down of the program remains on track to be completed by the i 
end of P;"Y 1996. Seven of the thirteen projects still active will be completed during FY 1995 1 
and continuing activities under mother wilt be transferred to the Global Eureau, leaving just : 
five projects to be completed in F Y  1996. 

AU projects which will have acthities continuing beyond the first quarter of FY 1996 have : 
been mociSed to minimixe the rnaaagement burden on the mission during tbose last 
months, particularly with regard to financial management and audia. TI&, together with 
the curtailment of two key projects, required .long arnd difficult negotiations with the i 

Organization of Eastern Caribbean States (OECS), the primary implementing entity. While , 





I!. PROGRAM PERF0 I 
A. SO-1. Increased and Diversified Trade I 
Last ye&s Action Plan/flose-Out Plan noted that, with reduced resources and a shorter 
time htwizon, the mission planned to focus its performance management efforts at the 
Program Output (PO) level. However, we continue to monitor indicators at the Strategic 
Qbjective (SO) level and we art disappointed. All thee SO-1 indicators--increased value 
of non-traditional expots (with and without tourism) and improved trade balance-show 
much poorer than pllmed performance ia 1993. 1984 data is not yet available, but recent 
forecasts suggest further deterioration in the near term. 'Fhis bkak picture emerges from 
data which are themelves in need of improvement. Substantial revisions have been 
necessary with each report and there is little reason for cop!&dence that the fatest numbers 
are at Past amate .  (Improving the region's infonnatiaa base was to Have been a major 
contribution of the Caribbean Policy Project.) Nevertheless, we believe the broad picture 
of disappointing performance in non-traditional export grad and balance of payments is 
mrrem 

We are also disappointed in our inability to report on a key indicator for PO-1.1. The 
diagnostic studies undertatken by the CDlB with support from USAID and the H)B were 
never compXeted due to failure of the main consultants to deliver acceptable final reports. 
To salvage the overall initiative, the CDB collaborated with the OECS Economic Affairs 
Secretariat @AS) and the Eastern Caribbean Central Bank to develop a list of sub-program 
aeas for submission to the MIF donors' committee. Despite failure of the diagnostic . 
exercise to produce implementable recomeudatiom, other initiatives have been taken by 
the EAS through the Caribbean Policy Project to prepare the OECS countries for liberalized , 

trade, including a study to analyze the economic impact of the CET reduction on various 
subsecton, which is currently in progress. 

After delays and distractions, in part mused by the need to revise and curtail CPP activities, 
an agreement between OECS/EAS and UNTDP/hTNeFAI) for tfie ASYCUDA Trade 
Infomation System was executed effective November 1, 1994, Implementation includes 
Dominica, Grenada and St. Vincent in the first phase, which is n ~ w  mderwsy. 

Expansion of USAID assisted non-traditional agricultural products is a bright spot in an 
otherwise somber ecsnomic prospect+ The Agridture Research and Extension project was 
completed during FY 1994, and the mission has given top budget priority to the West Indies : 

Tropical Produce project so that it can con.hue to its planned completion in March 1996. , 

The availability of production technology and market information and facilities provide 
valuable alternatives as mar@& banam producers (prhady small farmen) are forced to . 
5nd other sources of income. 

Another encouraging development during the year was agreement by the Garibbean 
Development Bank (CDB) to provide financing for micro-en~erprises through Eastern 
Caribbean O r g e t i o n  of Development Fuundations (ECODEF)9 whose USMD support 
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B. =-2, I m ~ r o v d  Natural Resource Management 

Protecting the environment is a critical concern in the Eastern Caribbean, as highlighted at 
the Conference on Sustainable Development of Small Island States held in Barbados in 
Apd 1994. RDO/C had atmost no environmental and natural resources activity in its 
podofio ml the Environment and Coastal Resources (ENCORE) project was initiated at 
the end cf 4FY 1991. W e  it is st i l l  early, positive results are being achieved by this Global 
En~ometal Facility (GEF) designated project, which will be transferred to the Global 
Bureau ( G / W / N H I )  during EY 1995. For example: 

I 

l 

o Wiih direct assistance from ENCQRE, it now appears that four new nature preserves 
or national parks will be created (three smal l  ones in Dominica and one larger one , 

in St, Lucia). It i s  significant that l a d  communiv interests were involved from the i 
start a d  that their needs d desires have been incorporated in the dedopment i 

and management plans for the paks/preserves. Also, -the management plans are for 
' 

mdtip1e u x s  a fist in the sub-region, incorporating both conservation and econornfc i 
I development. I 

In all three local sites (two in D O I & ~  one in St. hcia), lo& support for and : 
involvement in solid waste xnanqenent adivilies is well advanced. This ihcludes 1 
dosing illegal dumps, community clean-up and beautification campaigns, expanded i 

use of improved waste receptades, and greater conzmurai~ involvemerat in Bedsion- , I 
making on solid waste issues. To date, three beaches and several community pwks ; 

and scenic areas have been cleaned up, thee illegal dumps have been clos'ed a i~d  j 
recavered, and waste receptacle and c o m ~ q  12hn: activities are now well 1 

advanced, with over 50 new waste receptacles installed and in use. 
I 

Tropical Forests and Biodiversity 
I 

Loss oftmpIcal forests is not the major concern that it is elsewhere, but remains a l ~ e e d :  i 
problem, especially in the Windward Islands, due to pressures froa @a1ture, fourism 
development, and population growth. Biodiversity is threatened in both the terrestrial and ; ' 

xn&e ecosystems due to development and population pressures, as well as natural I 

disa5ters, leasing to loss or degradation of critical habitats. t 

RDO/C h s  expanded its efforts in support of the conservation of tropical forests and 
biol~gical diversity through the ENCORE project. In collaboration with regional : 

iastitutiuns, local governments, NGOs and other donors, the mission is supporting the ] 
Tropical Forestry Action Plan and Nationd Environmental Adon Plan process underway 
in the region. The ENCORE project is supporting activities in training and environmental 1 
awareness, use of environmental assessment BS a planning a .  management tool, i 
introduction of multiple-use management plans for parks arnd protected areas, and actual 
canservation of critical terrestrial and m&ne habitats. I 
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C. Other Promam Activities 

There remain two significant ongoing activities in RDO/Cs Eastern Caribbean program 
which complement but do not directly support its two SO'S and therefore are not covered 
in *he preceding tables and narratives. 

The Health Cam Policy Planning and Management (HCPPM) bas been in full 
iraplementatian for just over one year and has generated solid support among OECS ' 

member states for reform of health financing mechmism. A consensus has been rcacbed 
tot focus project activities on three areas during the period remaining before close-om user 
fee reforms in hospitals (billing and admissions systems and costing), development and , 

implementation of national health insurance plans; and regional training of decision makers. 
Under the project, user fee and billing and administration refom have already been ; 
implemented at St. Vincent's Kingstoz General Hospital. 

Under the A I D S  Communication and Technical Services (ACTS) project, all eight priority I 

comtries have implemented and are using surveillance systems to capture important data 
I 

on the pmdertce of AIDS. Together with CARECs capabilities and linkage to 19 member 
counaies, the idormation available allows countries to focus more dearly on specific 
strategies for preventing the further spread of the disease. The fist module of the 
CARISURV system to track HIV/AIDS/SID has been designed and programmed and is 
undergoing beta-testing in Jamaica. The effom of member countries, CAREC and other 
participating agencies have resulted in greater awareness and basic knowledge of 
H n r / m s .  



RQO/C submitted an Action Pian and Close-But Plan for the Eastern Caribbean program 
iB February 1994. Sigcificaat issues which were not resolved at the time of initid review 
by the LAC Bureau in March 1994 were addressed in follow-up meetings in June and 
August, The h a l  close-out plan was submitted by the Bureau and approved by the 
Assistant Administrator for Management (AA/M) in October 1994. 

A, Evolution of Close-out Terns and Conditions 

Subsequent to the mission's original Action Plan/Close-out plan submission, Agency 
decisions and changing circumstances have necessitated s i e c a n t  changes in its dose-out : 
plans. ' W e  these changes do not affect the schedule or deadline for closing, they I 
complicate the task and have adversely aEected progress in some program activities. 

1. Close-out Criteria: The Agenq's November 1993 Mission Closing Guidance : 
indicated that in some cases USAD would continue limited programs jn graduating 
countries. With this flexibility, RDO/C progosed that three projects be allowed to continue . 
to their planned completion dates which were beyond the close-out date established for the ; 
Mission. In accordance with criteria subsequently developed, the LAC Sureau decided that : 
activities under two of the three projects (Caribbean Policy Project and Health Care Policy 
Planning and Management) should end when the mission closes- The third project 
(Environment and Coastal Resources) is a major component of the Coral Reef Initiative and i 
continuing activities will be transferred to the Globa3 Bureau. 

In an Annex to its February 1994 submission, RDO/C noted continued U.S. interest in the ! 

Eastern Caribbean and the region's continued vulnerability and submitted a proposal for I 
future U.S. assistance to the Eastern Caribbean after the close of the mission. That . 

proposal suggested a W t e d  presence" strategy with two components: 1) contributions to 
a development fund to be managed by the Caribbean Development Bank (CDB) to finance + 

proposals in one or two the Agency's priority areas; and 2) a regional USAID Affairs 
Officer to be stationed within the U.S. Embassy t~ concentrate on building helpfbl Ibkages 1 
between entides in the region and counterpart U.S. organhtions. 

As approved by AA/M, the close out pfan leaves thee areas of possible c o n k e d  ; . 

assistance open fur future decision: activities under the Global Coral Reef Initiative, 
regional mpprt under a planned Western Hemisphere Free Trade project, and possible 
conthued contributions to the Basic Needs Trust Fund (BNTF) of the CDB. While the first 
two *pear to be moving forward, budget constraintcs have precluded even limited extension , 

of the BNTF. Recent events in the re+ especially in St. Kim, have again highlighted the i 
issues of vulnerability and U.S. interests, leading to discussions in Washington on how those . ;  

interests may be served without significant assistance resources. t 



2 M ~ e t  Cuts: Budget problem plague the progrza Tbe following is quoted from 
our February 1994 submission: 

L 

'Ke drastic reductions in our E.'Y 1994 budget have meant we are unable to 
buy down the Eastern Caribbean mortgages as proposed in our last Action 
Plan Compared with obligations of over $11 million h FY 1993 and $8 
million requested for FY 1994 in last year's Action Ran, we now expect just I 

$3.75 million for the Eastern Caribbean program this year, While pipelines 
in a few key projects are enough to sustain them though this year, we will ! 

I 

need at least $4.5 &on in FY 1995 or our mortgage situation d became I 

untenable. Ideally, we would like to pay off all mortgages as soon as possible 
so that we can concentrate our dwindling staff resources on implementation . 

and dose-out actions. i 
1 
i 

The mission was encouraged to expect full funding of its mortgage requirements in FY 1995, : 
but the Agency's severe budget constraints and other priorities have resulted in an FY '1995 i 

allocation for the Eastern Caribbean of just $1.2 million. Even wifi the curtailment of two 
projects to ZFY 1894, t h i s  fdls far short of our mortgage requirements. At the eqd of 
January, the mission was advised it would be allowed to dabligate and reobligate funds to , 

help meet the shortfall. Nevertheless, lack of adequate funds in timely fashion has been an I 
! 

added handicap in bringing the program to an orderly close and negotiation of deobligations 1 
I 

from ongoing projects is an added burden. I 

3. Transfer O< Regional Ccntractin~ Officer (RCO): Plans to pull the RCO from ! 

Barbados were sur issue at the March 1994 review. Although b e  mission's opposition to this 
move was supported by the LAC Bureau at the t h e ,  the RCO was transferred in December 
1994. The &ion has obtained a limited procurement warrant for its US PSC Exektive ; 
Officer, but will have to rely on remote and TDY services sf an RCO newly assigned to I 

Haiti for most contracting actions for the remainder of the close-out period. 
I 

4. Move to Guvana: One issue delaying submission of the h a 1  close-out plan was 
organizational arrangements to marrage the new program which RDO/C had been i 

mandated to establish in Gayma. Guyana was identified in the November 1993 close-out I 
announcement as a Sustainable developmentw country and RDO/@s close-out p1an.s 
assumed that USAD/Guyma would spin off as a separate mission. Instead the decision 
was to move the Regional Director to Guyana while keeping the two programs under a I 

I 

single mission zrnabreh. The position and authorities of the senior USAD officer 
rzm-g in Barbados have yet to be formally established. 

5. Introduction of New Automated Svstems: me Agency has embarked on an 
ambitious plan ta introduce major new automated system by October 1, 1995, including a 
new financial management system. WfiiEe WDO/C will attempt to install some features in 
Barbados to remain curren.1 and in comunication with the rest of the Agency into FY 1996, 
we cannot justify a niajor investment ixl new systems. As a result, we are now planning to 

! 



t rader  accounting responsibility for the Eastern Caribbean program to USAfD/Smto 
D o d g o  by October I, when the new AWACS system is to be operational. 

1: B. Status of ~ortfo~io 

Early in the close-out planning process RDO/C abandoned all planned new starts and . 
adopted a policy of rigorous adherence to planned schedules far completion of ongoing a 

activities, The mission has scaled back some activities and modified others to be less . 
management intensive, but has made every effort to avoid aborting projects that are already 
underway and have significant impact potential just to accelerate the close-out. 

Extensions have been restricted to those that do not substantially delay the phase-out : 
process and are essential to complete 'bsehl units," achieve sustainability, or perform : 
mandated functions (e.g., final audits). Seven projects have required extensions since the 
close-out deckion was announced. Four were related to audit requirements, two to erhance J 
sustajnability, and one to complete building construction. As a consequence, the mission , ~ 

was able to end only six projects in EY 1994, instead of nine as planned a year ago, and 13 
active projects remained in the portfolio at the beginning of FY 1995. Seven projects will 
be completed in this fiscal year. 

The mission's success in drawing down its pipeline has been more impressive. The Eastern j 
Caribbean program (exchding Guyana) had a pipebe of nearly $51 million at the 1 
'beginning of N 1993. This has been reduced by more than h a ,  to $23.9 million by the 
beginning of FY 3995. Expenditures in N 2994 exceeded $20 &on. , 

I 

RDO/C has m d e d  thee projects: 

o The Can'bberm Leadlersbi~ Devehnent Project, like the regional CLASP IL project 
to which it is linked, has a PACD of September 34 1998. We do net p h i  any I 
further CLASP training and all activities can be completed by the end of 199' The j 
PACD is being amended to March 31, 1996, to allow for find audit and completion 
reporting. 

o The Health Care PoIicv Plannim and Management Profect (HCPPM), one of the 
project proposed for continuation beyond RDO/Cs close, has been curtailed to 
complete activities by June 30, 1996. Administrative arrangements have been I 

modified to channel all funds through the U.S. contractor, thus limiting mission , I 
L , financial management and audit responsibility during the find months of the project. ' 

o The Mbbean Poliq Projen (CPP), another project proposed for continuatioh has i 
I been curtailed to complete all activities by September 30, 1996, with only the j I 

AS'JIWA activity administered by IJNDB continuing beyond June 30. 
Administrative arrangements have also been modified to limit mission financial ; 
management and audit responsibilities during the hal months. 
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One project, mnviroment and Coastal Resources @116C=), meets the criteria for 
conthation in "norr-presence" countries and wi l l  be subsumed within the Global Bureau's 
package of activities supporting the Coral Reef Initiative:. All continuing ENCORE 
activities have been integrated into a moperative agreement with World Wildlife Fund. The 
mission plans to transfer responsibility for the cooper~tive agreement to the Global Bureau 
during FY 1995. 

Table PII shaws the current project timeline and indicates curtailments and extensions ( M y  
five extensions are shown since two did not go beyond the planned quarter.) 

I Section H provides an update of program accomplishments against strztegic objectives in : 
accordance with the program performance monitoring a d  evaluation plan. Given the early , 

I termination of the program, not all targets will be accomplished by the time the Mission 
closes, nor has the mission attempted to further adjust targets and indicators. 

RDO/C has committed to conducting a broad retrospective evaluation of USMD assistance 
to the Eastern Caribbean over the last 16 years. The cable reporting on the March 1994 , 
close-out plan review (STATE 127829) noted the LAC Bureau's commitment to work with 
PPC/CDIE on the scope axlg design and to find funding for this evaluation Mile that 
support has not materialized, WZ>O/C assembled funds from several projects and prepared 
a statement of work md request for proposals with advice from CDB. Unfortunately, the 
transfer of the RCO, followed by a procurement alert affecting one of the proposing firms 
has further delayed the start of work. We expect a contract to be siped by the end of 

' 

Febmary. The evaluation is planned to be done in two phases; the first phase, relying , 

heavily on docume~ts already available, should be completed by July 1995, an8 will guide 
subsequent fidd investigations. 

D. Ouerational Plan 

1. Personnel: RDO/G's close-out planning has given caret3 attention to linking staff 
reductions to portfolio reduetio~]~. In this, the mission has been constrained by F'TE ceilings 

' 

set before the dose-out plan was prepared. While our portfolio was reduced by 31 % in N 
1994, our FTE level for FY 1995 is less than half that of the previous year. Six USDH ' '  

positions were abolished in FY 1994. Of the remaining eight positions, three wi l l  have been I 

vacated by the end of March 1995 (including the Regional Director's transfer to Guyana) . 
and one more by the end of September. 

The decision not to permit continuation of two projects (HCPPM and CPP) beyond FY 1996 ' 
added substantially to the mission's workload in FY 1994/45. Curtailment of both projects . I 

I I was the subject of difficult and protracted negotiations. Subsequent budget constraints , 

I 
I which threaten RDO/Cs ability to fund even the mai l ed  activities into FY 1996 continue i 

to plague both our- relationships with counterparts and project progress. I 
I 

Audit resolution also has imposed a heavy burden on mission s t a .  The need to extend 
I 

several projects to complete required audits has already been noted. In addition, it has been 



necessaq to accelerate resolution of audit findings as the mission prepares to close, in an , 

atmosphere already charged by the close of the program and curtailment of planned activities. 

Contract close-out is yet another sea which required accelerated action. All old contra& 
(some 150 files) were closed out before the RCO left Barbados in December 1994, leaving 
ady  a few recently completed contracts on which action remains pending. RE)O/C wil l  rely ' 

on USAD/Haids RCO for continued support in this area as well as in other contracting 
a&om. 

Despite these difficulties, RDO/C remains on track: to close out operatiom by the end of : 

19%. Pmex X lists the positions vacated in F Y  1994 and planned staff reductions by 
quarter through FY 1996. The reductions are not evenly spaced due to operationdl 
aquisexnezpts. For example, became of the schedule for introduction of the AWACS I 
£inan& aaanagemea system, the mission is accelerating the transfer of accounting . 
responsibiiiq. wiil delay departure of some FSN Controller staff until after September 
3 4  1995, but permits the departure of the bulk of that staff early in FY 1996. 

To date, RDO/C has experienced only minimal problems retaining staff. Most of its FSN 
empIIoyees have been with USMD far ten years or more and local unemployment is high. ; 
The mission has also made every effort to manage the close-out in a way that is transparent 

and hUy supportive sf its employees. Over the last two years, FSN employees were 
encowaged to enroll in one- or two-year diplorna/degree courses funded by RDO/C. ' 

RDO/C spent over $30,000 in FU 1993 and $20,000 in P""Y 1994 for local training of FSN 
emp1oyees. The Personnel Section has assisted employees with preparation of resumes and 
job applicationts and the mission sent letters to grantee, contractors, aasd other intemati~nal 
organizations h Barbdos advising them of the imminent closure arPd asking them to give ' 

ow staff preference in their hiring. So far, most of the employees who have been separated 
have found jobs. 

A E d  severance pay plan is in cgect and employees are being paid in accordance with that 

1 

2. Svae: RDOJC began the process of space consolidaaIo11 a year agq when , 

Controller stdfwere moved to the second floor and the first floor office space was returned 
I PO the IadIord, The lease on the remaining ofice space expires Mareh 15, I995 and the 

mission is negotiatiag an extensim through M y  15,1996. By that date, only a core staff of 
about six employees remain. They will operate from the warehouse, since most of the . 
remaining work at that time will be related to disposition of property, files, etc. 

I 

I The warehouse lease expires May 14, 1995, An extension will be negotiated through : 

September 199GF but a section of the warehouse will be released after the next auction sale 
ig June 1995. 

'Ihe only orher real property RW/C holds under U.S. Government lease is the Director's : 
I I 

residence, Notice has been given to tbe Imdlard and that property will be returned on 

I 

f '  5:  



3. Non-Expendable P r o o q  and ADP Eauiument: The Executive OEca is on track 
with disposal of USAID-funded NXP and IG/SEC-funded equipment. RDO/C Barbados 
provided USAD/Guyaxa with most of the NXP and ADP equipment required for the office 
and residences there, at dgn2iamd saving for the operating expense budget for Guyana 

A list of new NXP property stil l  in boxes is being prepared and win be sent to FA/OMS for 
redistributioa Four auction sales were conducted in FY 1994 and additional sales wiU be . conducted as ex- office and household property becomes mailable. Also, a number of 
government offices in Barbados have requested donations of used ofice and household 
iUn5 Whenever justified, the mission has and will continue to transfer such pmperty as 
a gnw-in-aid in accordance with Handbook 22. 

RDO/C is still awaiting i.-3/Washgton approval to transfer its VS computer system m 
the US Embassy in Barbados. 

I 
I 

4. Vehicles: At present, RDO/C in Barbados has one truck, one sedan, one open back 

i pick-up and two buses. The t w ~  buses will be sold by July 1995. The sedan will be sold in 
July 1996 when the remaining USDH employees depart post. The truck and pick-up will 
be retained mtil September 1996, when all property disposal is to be completed. 

1 5. Official Files: The mission has begun disposition of official records by either retiring 
project and subject files to the National Archives or by destruction and will continue to 
dispose of dl files at post in accordance with Handbook 21. A1I active files related to the 

I 
Guyana program have been transferred to USATD/Ggyma or to iTSAID/Santo Domingo, 

I the o E d  accounting station for that program. Controller files on the Eastern Caribbean 
I program widl be sent to USAn>/Santo Donhigo at the end of 1995 when the 
I 
I 

accounting function is transferred. By September 1996, ali remaining files will either be , 

I destroyed or retired. 



Annex 

RDO/@ Eastern Caribbean 

FY 1994 Reductions 

USDH 

US PSC 

FSN 

Exec. Off. (vacant position abolished) 
Legal Adv. (vacant position abolished) 
Deputy Director 
Sup. Trade Dev. Off. 
!trade Dev. O f f .  
Sup. F i n .  Mgt. Off. 
Dem. In i t .  Coordinator 
Classified CCR Clerk 
Population Advisor 

Maint. Man/Chauffer 
Maint. Man/Chauffer 
Partic. Tmg. Asst .  (vacant position) 
Secretary 
Financial Analyst 
Secretary 
Secretary 
Secretary 
Development Clerk 
Clerk Steno/Prop. Clerk 
Maintenance Foreman 
Voucher Examiner 
Records and Corres. Clerk 
Engineer 
Secretary 
P s o j  ect Accountant 

First Ouarter FY 1995 

USDH Regional Contracts Officer 12 / 94 

Second Ouarter FY 1995 

USDH Regional Director 2/95 
Program Economist 3 / 9 5  

TCN PSC Program Spec, (Legal) 1/95 

FSN Chauffer/Messenger 1/ 95 
Program Spec. (General) 2/95 
Voucher Examiner 2/95 

Third Ouarter FY 1995 

FSN Secretary 4 /95  
Engineer 6/95 



Fourth Ouarter FY 1995 

WSDH Project D e v .  Off. 

FSN Purchasing Agent 
Education Officer 
Secretary 
Secretary 
Special Assistant 

First Ouarter FY 1996 

USDH controller 
US PSC Health Adv. (dependent spouse) 

FSN Chief Accountant 
Senior Accountant 
Financial Analyst 
Budget Analyst 
Sup. V o u c h e r  Examiner 
Project Accountant 
Cashier 
Accounting Technician 
Voucher Examiner 
Secretary 

Second Ouarter FY 1996 

US PSC Partic. Training Off, 

Third Ouarter PY 1996 

USDH Natural Res. Off. 
TCN PSC Program Spec. (Agric.) 

FSN Chief Financial Analyst 
Computer Oper. Manager 
Program Spec. (Econ. ) 
Secretary 
Secretary 
Program Spec. (Pxiv. Sect.) 
Receptionist/Sw. 0per. 
Corres. & Mgt. Sup. 

Fourth O u a r t e r  FY 1 9 9 6  

USDH 

US PSC 

FSN 

Sup. Program Off. 
Sup. General D e v .  Off. 
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ACTION ME#ORANDW FOR THE AGSTBT- ADMXHZS 

PROM : AP/l[*AC, Mark L. Schneider 

SUBSECT: RDO/C Close-out: and Operational Plan 

ACTION: Your approval is requested for the  attached PF 1 ~ 9 6  
close-out plan f o r  RDO/C, as summarized below. 

BACKGROWD: The USAID/RDO/C Action Plan and Close-out Plan for ,~ 
the  Eastern Caribbean Program w a s  reviewed and approved by the  , 
LAC Bureau on March 29, 1994, and in subsequent follow-up'issues . 
meetings on June 2 4 ,  1994, and August 29, 1994. 

There were 19 active projects in FY 1993. T h i s  close-out plan : 
anticipates completing eight projects in FY 1994, four in FY 1995 
and seven by the and of FY 1996. The Basic Needs Trust Fund will 
be extended from its present BACD to September 3 0 ,  1996, as 
discussed in Section ( A ) l a  below. All bilateral projects will 
terminate by September 30, 1996; no new bilateral project starts 
will be authorized* I 

The Bureau believes USAID w i l l  continue to have interests in +he ' 
~ufrregion* Accordingly, the Bureau may seek your approval in ; 
the f u t u r e  to extend BNTF beyond close-out and/or to develop new 
regional/~lobal Bureau projects which could include one or more 
Eastern Caribbean nations. 

I 
W i t h  respect to close-out operations, staffing plans to manage 

I RDO/C close-out from OSAID/Guyana have been approved by M and the, 
1 Bureau, systems have been developed to monitor project progress 

I toward close-out, and plans are being implemented to dispense 
with real and non-expendable property. 

The attached documentation (Action Plan and t h ~  DAEC reporting , 

cable. State 127829) summarizes these program and operational 
t I " plans. 

1 It is my understanding that this Memorandum raises no 
I controversial issues of a policy nature which warrant a separate 1 



I DESCRIPTION: 

A. proaram Close-Out 

1. Schedule of Portfolio Close-out and Continuins Activities, 

Except for a possible future extension of BNTF beyond close-out, 
and t w o  possible new regional activities continuing after close- 
out that might include the  Eastern Caribbean (discussed below), 
all bilateral, regional. and global activities wilP terminate by 

I 

September 30, 1996. Furthermore, with the exception of a 
requested two-year PACD extension of BNTF', no n e w  bilateral 
projects will be authorized. 

fa) Possible Extension of t h e  Basic Needs Trust Fund 4538-01031 
BMTF. beyond close-out. 

In a special meeting convened on August 3i, 1994, the LAC Bureau 
reviewed a Mission proposal to extend the Basic Needs  Trust Fund 
(BNTF) project under Caribbean Development Bank (CDB) management 
a t  lepst to September 3 0 ,  1996. Tho project has a PACD of August 
1994 

1 In its Action Plan, the Mission proposed continued 
l i m i t e d  assistance to t h e  subregion even after USAID physical 
presence ends, and identified the CDB as a prospective 
intermediary. In subsequent exchanges between the Bureau and 
Mission, it was agreed that no extension beyond the RDO/C close- 
out date would be sought at this time, but that  t h e  Bureau would 
continue to monitor the need far further renewal of the project- 
There is both economic and political justification for its 
continuation. 

The small island states of the Eastern Caribbean remain " 

highly vulnerable to external forces, including changes in both 
trade regimes and natural disasters. These close neighbors to 
t h e  U . S .  have proven t h a t  their p o l i t i c a l  importance is far 
beyond their size, most recent ly  i n  response to the  crisis in 
Haiti. Continued funding for the BNTF provides a means of : 
demonstrating U.S .  support for the region and of assisting the 
countries to alxsviatc some of the negative impact of trade 
adjustments and natural calamities even as we disengage. 

The Mission proposal was supported by a rapid assessment of 
I 

BNTF project impact documenting case after case how these public 
works pr~jects (e.g., construction of schools, health facilities, 
day-care centers, water systems, xoads and footpaths) are 
improving the quality of every day life in target communities. 
In addition to their political popularity, the sub-projects have 
-also tended t o  be welk.sefected in terms of meeting basic human 
needs, and there is evidence that the program has led to 



3 - -- 
A t  t h e  meeting it was agreed that the project should be extended 
to close-out, and depending on future availability of funds, up 
to $1 million/year could be provided i n  FY 1995 and PY 1996 for 
this activity, The Bureau believes that a FACD extension of the 
project to the September 30, 199% close-out date raises no policy . 
issues. The Bureau will assess the foreign policy vahe  of 
further extending and providing additional funding for BNTF, and 
would seek your approval for any continuation of this activity 
after close-out, 

(b) Possible New Reaional Initiatives 

The Bureau rejected the Mission's proposal (Action Plan pp 25-26] 
to extend three projects beyond close-out, i .e , ,  the Caribbean 
Policy Project, CPP (538-01841, Environment and Coastal Resources 
Project, ENCORE (538-0171), and Health Care Policy Planning and 
Hanagement (538-0181). However, as per State 227829, t h e  Bureau, , 

i n  acknowledging the  importance of supporting regional free trade 
and coral reef protection, I s  collaborating with the Global 
Bureau in the design cf two new regional projects, t h e  Western 
Hemisphere Free Trade Initiative (WHFT) and the Global Bureauls 
proposed Coral Reef Management (CRM) project, that will 
'incorporate components of CPP and ENCORE. 

The CPP project is an integral part of the BureauVs strategic 
i n t e r e s t  in helping the Eastern Caribbean move towards 
hemispheric free trade while addressing trade-related issues. 
including environmental protection, labor and intellectual 
property r ights .  Similarly, the ENCORE project could be the 
centerpiece of the Global Bureau's environmental strategic I 

objective, focussing in particular an environmental laws and 
awareness l inked to the protection of the region's unique and 
extensive coral xeefs. 

i 
I The possible incorporation of specific elements of CPP under the , 

I WWFT project, and elements of ENCORE under CRM are issues which 
I 

I need not be reviewed at this early  stage in project development. 
We propose to adhere to t h e  same procedures you approved in the  

I Belize close-cut Memo of Suns 13, 1994,  namely that the Bureau 
I 
I 

will invite your particigation in the reviews of zny proposed new 

increased community participation and public spending to manage 
and maintain these facilities. There is a strong commitment by 
the  CDB with potent ia l  to leverage additional donor funds, and 
cost-sharing by the Caribbean countries themselves. It is a 
regional program which includes Jamaica and Guyana, both of which 
are on-going sustainable development countries. Were the Bureau 
to recommend its continuation beyond September 1996, it would 
likely be managed by USAID/Guyana. 
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regional project which envisions significant activities in close- 
out/non-presence countries. 

2 .  Prosram funding 

RDO/C requested an FY 95 program level of $4.5  m i l l i o n  and a 
f ina l  FY 96 program level of $4.345 million in order to address a 
mortgage of $9 mi l l i on  for four projects (West Indies Tropical 
Produce, Caribbean Policy Project, Caribbean Leadership 
Development Training, and Health Care Policy Planning). At the 
Action Plan review, the Bureau approved levels of $4.095 million 
far FY 95, with no additional funding approved in FY 96. 

- However, the Bureau is now faced with deeper than anticipated 
cuts in its overall FY 95 l e v e l s ,  which w i l l  diminish funding 
available for sustainable development act iv i t i es  not otherwise I 

protected by a directive or earmark. The Bureau and RDO/C are I 

now in the process of assessing what impact, if any these cuts i 

will have on close-out plans. 

3. Evaluations 

RDQ/C will continue ta use the monitoring and evaluation system : 
established for reporting on strategic objectives, particularly 
at the program outcome level, and will carry out project-level . 
f i n a l  evaluations as planned. In addition, the Mission intends 
to carry out a retrospective evaluation of USAID assistance to 1 

t h e  eastern Caribbean over the l a s t  16 years. 

4.  Local C u r x e n c ~  Counterpart 

There are no USAID-managed local currency a c t i v i t i e s  i n  t h e  RDO/C 1 
portf  01 

5. Participant Traininq 

Long-term training bas been provided under the Caribbean 
Leadership Development Project/CLASP 11 project ,  the Regional 
Management Training Project and CASS training through Georgetown I 

University.  A l l  participants are slated to complete their 
training prior to ~is s i o n  close-out. 

B. Operational Close-Out I 
3 ,  Personnel 

During F Y  93 seven USDH positi,ons were eliminated along with 13 
FSN positions, In P Y  94 five additional USDH positions will be 
eliminated and 19 FSN/TCN and USPSC employees w i l l  be separated. 
In FY 95 two USDH and 16 other employees will leave, and the 
RDOfC Director will be physically transferred from Barbados to 
Guyana where she  will continue to manage RDOIC close-out and head 
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the "Sustainable Developmenf Countryqs Mission being established 
there. The fenaining four USDH and 19 non-USDH employees will 
depart Barbados by the end of FY 96 when the mo]C program ceases 
operations i n  its entirety.  Apart iron controller functions 
discussetl below, any residual =O/C activities remining after 
close-out would be managed by US241D/Guya~a. Operating expenses 
(OE) will decline from $1.3 million in FY 9 4  to $1.7 million in 
FY 95 and $.908 million in PY 96. 

I 

2. Real and Non-Expendable Prowerty 
! 

Standard procedures for disposing NXP, including ADP and security , 

equipment w i l l  be adhered to. and the Mission w i l l  ensure that 
t TRPl and IG/SEC are advised and concur in missionis plans for. 

disposing ADP and security equipment, respectively. RDO/C will 
advise AS/OMS/OPM of any NXP which is new in cartons. Only this 
will be advertised for distribution to other m i s s i o n s .  
Otherwise, all NXP will be disposed of i n  accordance with HB 23, 
Chapter 4 ,  Section 2 2 7 . 3 .  Excess furniture and equipment not 

I 

suitable for redistribution wiLl be sold at auction. 

3 .  financial/Records Manaaemcnt 

The Mission will retain its USDH Controller through June 1996, 
and may request short-term TDY assistance. To the extent t h a t  
any residual financial management responsibilities ccntinue after 
close-out, they could be assumed by the  USAID/W Controller or by 
USAID/Dominican Republic or another mission in the region. In 
this event, t h e  Bureau would discuss alternatives with FM and 
field posts before reaching a decision. 

RECOMMENDATION: 
RDO/C Mission as 

Ian for t h e  

Date: / d - Z j p $  " .  y 

I I 

Attachments: 
I 

(1) DAEC Reporting Cable, State 127829 
I 

I 


