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Regional Development Office for the Caribbean (RDO/C)
EASTERN CARIBBEAN PROGRAM

CLO_S =-0UT PLAN UPDATE :
- 1995-1996

L O‘VERVIEW

This Close-Out Plan Update covers RDO/C's Eastern Caribbean progra.m managed from: B
. Barbados. USAID/Guyana will submt a separate Action Plan for the program in that'_ A

country

RDO/C’s Eastem Canbbean strate;_rv‘ approved in September 1992 is focused on’ two-

Strategic Objectives (SOs):. (1) increased and diversified trade, and (2) improved natural |
resource management. The mission had proposed.to end its Eastern Caribbean. pmgram_'. R
at the end of the 1992-97 strategy period and phase-down efforts had already begun even: | -
before the Agency’s November 1993 decision to close 21 missions by FY 1996, That | .
decision and subsequent specific Agency decisions regarding the RDO/C program have'.=_ AR A
required acceleration of the schedule and substantial program adjustments Throughoutthe: .-~
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 strateglc CA

objecnves Section H reports program performance for 1994,

RDO/C submitted an Action Plan/Close-Out Plan in Febmary 1994.  Since then, the- L
Agency has made several significant decisions which impact on the plan. These include SRR

criteria for continuing activities beyond close-out that are more ng1d than anumpated o

transfer of the Regional Contracting Officer from Barbados, a 70% cut in the mission’s FY | -~
1995 program budget, and relocating the "seat of RDO/C to Guyana instead of establishing =
~ a new mission there. These decisions will not delay completing the Eastern Caribbean | .. "~
~program and closing RDO/C’s office in Barbados, but they complicate the task and will . .
 ‘reduce program results which can be achieved. They are discussed further in Sectlon HI A S

_ The mission conimues to stress ngoruus adherence to planned schedules for complenon of |

" ongoing. activities, but have found some project extensions unavoidable. Thus, while six- . =
‘projects ended in FY 1994, this was three less than planned. On the other hand, impressive ;|
. progress has been made in reducing the program pipeline, and in such areas as completmg: e
- required audits and clearing a backlog of close-out actions on projects which are no longer
" active. Overall, the phase-down of the program remains on track to be completed by the i *
end of FY 1996. Seven of the thirteen projects still active will be completed during FY 1995
~ and-continuing activities under another will be transfen'ed o the Global Bureau leavmg Just- P

five pIOJects to bc completed in FY 1996.

All pm]ects whlch will have activities contmumg beyond the first quarter of FY 1996 have :

been modified to minimize the management burden on the mission during those last. |
months, particularly with regard to financial management and audits. This, together with @

the curtailment of two key projects, required long and difficult negotiations with the

: Orgamzauon of Eastern Caribbean States (OECS), the primary unplementmg enuty Whlle; ]







Il PROGRAM PERFORMANCE

A. SO-1, Increased and Diversified Trade

Last year’s Action Plan/Close-Out Plan noted that, with reduced resources and a shorter
time korizon, the mission planned to focus its performance management efforts at the -
Program Output (PO) level. However, we continue to monitor indicators at the Strategic -
Objective (SO) level and we are disappointed. All three SO-1 indicators-—-increased value -

of non-traditional exports (with and without tourism) and improved trade balance--show .

much poorer than planned performance in 1993. 1994 data is not yet available, but recent
forecasts suggest further deterioration in the near term. This bleak plCtlll'E‘- emerges from
data which are themselves in need of improvement. Substantial revisions have been
necessary with each report and there is little reason for confidence that the latest numbers -

are at last accurate. (Improving the region’s information base was to have been a major

contribution of the Caribbean Policy Project.) Nevertheless, we believe the broad pzcture SRR -

of disappointing performance in non-tradmonal export growth and balance of pavments s
‘correct. =

“We are also disappointed in our inability to report on a key indicator for PO-1.1. The

- diagnostic studies undertaken by the CDB with support from USAID and the IDB were |
. never completed 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 (EAS) and the Eastern Caribbean Central Bank to develep a list of sub-program . - - R

areas for submission to the MIF donors’ committee. Despite failure of the diagnostic

exercise to produce implementable recommendations, other initiatives have been taken by g e
the EAS through the Caribbean Policy Project to prepare the OECS countries for liberalized

trade, including 2 study o analyze the economic impact of the CET reduction on vanous '
_ subsectors, which is currently in progress. '

'After delays and distractions, in part caused by the need to revise and curtail CPP actix'riﬁeS'
an agreement between OECS/EAS and UNDP/UNCTAD for the ASYCUDA Trade

Information System was executed effective November 1, 1994. Implementation includes o

Domimca, Grenada and St. Vincent in the first phase, which is now underway.

Expaﬁsmn of USAID asmsted non-traditional agricuitural products is a bright spot in an
‘otherwise somber economic prospect. The Agnculmre 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 continue to its planned completion in March 1996.
The availability of production technology and market information and facilities will provide
valuable alternatives as marginal banana producers (primarily small farmem) are forced to
find other sources of income. . :

Another -encouraging developmem-' during the year was agreerrient by the Caribbean |
Development Bank (CDB)-to provide financing for micro-emterprises through Eastern
Caribbean Organization of Development Foundations (ECODEF), whose USAID support




under_the Small Eniefpnsé -Assmtaﬁce PIOJect is endmg Howev ér .ECODEF still faces thé |
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B sq-z, I pmveﬂ Natural Resource. Managemen

. 'Protectmg the envzronment isa cnncal concern in the Eastern Canbbean as hlghhghted at A
. the Conference on Sustainable Development of Smali Island States held in Barbades in = =~
" April 1994. RDO/C had almost no environmental and natural resources activity in'its = = .* "~
portfolio untﬂ the Environment and Coastal Resources (ENCORE) project was initiated at
" ‘the end of FY 1991. While it is still early, positive results are being achieved by this Global - | .
" Environmental Facility (GEF) designated project, which will be transferred to the Global . @
- Bureaw (G/ENV /ENR) during FY 1995. For example ' L ’

‘0 With direct assistance from ENCORE it now appears that four new nature preserves-- B
or national parks will be created (three small ones in Dominica and one largerone . | = =

~ in 8t Lucia). It is significant that local community interests were involved fromthe ~ | =~ ...
- start and that their needs and desires have been incorporated in the dewlopment I ARG
and management plans for the parks/preserves.  Also, the management plans are for. EANEE
-multiple uses, a first in the sub-regmn, mcorp{)ratmg both conservation and econoxmc._'_. Yol
hevelopment : : : '

o Im all three local sites (two in Domunca, one in St. I_ﬁma) local suppori‘ for and_ S
. involvement in solid waste management activities is well advanced. - This includes. | =

: closmg illegai dumps, community clean-up and beautification campazgns, expanded: oo

- use of irproved waste Teceptacles, and greater community involvement in decision- -~ |
'making on solid waste issuies. To date, three beaches and several community parks =~ =~

~ and scenic areas have been cleaned up, three illegal dumps have been closed'ahd |

~ vecovered, and waste receptacle and community latrine activities are now well . 4
advanced ‘with over 30 new waste receptacies mstalled and in use. : -

| Troglcal Forests and Blodxversr.g

. Loss of troplcal forests is not the ma;or concern that it is elsewhere, but Temains a iocahzed
: - problem, especially in the Windward Islands, due to pressures from agriculture, wunsm--_-f_
'- 'development, and population growth. Biodiversity is threatened in both the terrestrialand - [

" marine ecosystems due to development and population pressures ‘as’ we.l as natmal_' S ;
dlsasters, leasmg to loss or degradanon of critical habitats. S R

| RDO/C has. expanded its efforts in support of t}le conservation of trop1cal forests and
biological diversity through the: ENCORE project. In collaboration with regional <.t
institutions, local governments, NGOs and other donoss, the mission is. suppomng the:
Tfopwal Forestry Action Plan and National Environmental Action Plan process underway
. in the region. The ENCORE project is supporting activities in training and environmental -
~ awareness, use of environmental assessment as a planning and management tool |- o
" introduction of muluple-use management plans for parks and. protected areas, and actualt £ R
conservanon of cntxcal terrestnal and marine hab1tats o R AU L ERER O S o




{up|g e6og stolaeld

i

Canbbean Regnonal

STRATEGIC OBJEC'IWE NO, 2 Improved natural resouwe rmnagement

Indmtor I Pu‘bhc and pnvate orgamzatmns usmg environmental analysis and data m 'dek:isidn—making'

Unit;, Cumulatm: number of orgamzauons

Year

B Planned | Actual
Source: ENCORE: OECS Secretariat | Baseline 1992 o
Comments: Some of the organizations that have begun to moormrate (1993 2
enwronmentnl analysis in their development planning process include the o4 7 ' g
“six OECS countries (Ministries of Works, Agriculture, and Planmng}, 199 e
banana corpotations, major hotels, principal manufacmrmg companies 1995 16
and regional organizations such as the Caribbean Agncultural Research - ' ' et
and Dewlopment Institute., Target 1 1996 - 21
indicator 22 Monitoring system for natural resource quahty {e.g., water, forest beaches, reefs, sonls) being done at regnonal and national levels
throughout the region. _ _
Unit Number of systems Year Planned Actual
Source: ENCORE: CEHI | Baseline 1990/91. 0
Comments; RDO/C is assxstmg the Caribbean Environmental Health 1992 0 0
Institute (CEHI), an agency of CARICOM to develop a regional 1993 0 0
environmental reporting system, upgrade national environmental analysis - —
capability, and monitor the specific local sites designated undcr the ' 1954 -2 3
ENCORE project to demonstrate how local monitoring can be 1595 4
undertaken. Baseline and target data requirements were establnshed and :
data oollectlon was begun by CEHI in 1994 : 1996 . 17

Target 1997 8
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C. QOther Progaxh Activities

There remain two significant ongoing activities in RDO/C’s Eastern Caribbean prégr'am '
‘which complement but do not directly support its two SO’s and therefore are not covered

in the preceding tables and narratives.

' The Health Care Policy Planning and Management (HCPPM) has been in full

iraplementation for just over one year and has generated solid support among OECS
member states for reform of health financing mechanisms. A consensus has been reacbed

1o focus project activities on three areas during the period remaining before close-out: ‘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 reforms have already been

implemented at St. Vincent’s Kingstor General Hospital.

Under the AIDS Communication and Technical Services (ACTS) project, all eight priority. .
conntries have implemented and are using surveillance systems to capture important ‘data.
on the prevalence of AIDS. Together with CAREC’s capabilities and linkage to 19 member- .
countries, the information available allows countries to focus more clearly on specific '.
strategies for preventing the further spread of the disease. The first module of the
CARISURV system to track HIV/AIDS/STD has been designed and programmed and is' .
undergoing beta-testing in Jamaica. The efforts of member countries, CAREC and other = -
participating -agencies have resulted in greater awareness and basic knowledge of

HIV/AIDS.
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- HL CLOSE—OUT PLANS

RDO/ C submmed an Actlon Plan and Close-Out Plan for the Eastern Canbbean program

_in February 1994. Slgmficant issues which were not resolved at_the time of initial review
by the LAC Burean in March 1994 were addressed in follow-up meetings in June and: |
- August. - The final close-out plan was submitted by the Bureau and approved by the -

Assmtant Administrator for Management (AA/M) in October 1994.

A. Evolutlon of Close-out Terms and Conditions

Subsequent to the mission’s ongmai Action Plan/Close-out plan subnnssaon, Agency_'
decisions and changmg circumstances have necessitated significant changes in its close-out. :
plans. While these changes do not affect the schedule or deadline for closing, they'__ _

comphcate the task and ]:lave adversely affected progress in some program actlvmes

1. Close-out Criteria: The Agency’s November 1993 Mls_slon Closmg Gm'danée

~indicated that in some cases USAID would continue limited programs in graduating

countries. With this flexibility, RDO/C proposed 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 Bureau 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 Imnatwe and
' contmumg activities will be transferred to the Global Bureau :

In an Annex to 1ts February 1994 subnnssmn, RDO/C noted connnued US. interest in the R
Eastern Caribbean and ‘the region’s continued vulnerability and submitted a proposal for = . |
future U.S. assistance to the Eastern Caribbean after the close of the mission. - That = - &
proposal suggested a "limited presence” strategy with two components: 1) contributions to B
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 1. concentrate on bmldmg helpful Imkages S

between. entmes in the reglon and counterpart U. S orgamz..nons

As approved by AA/M the close out plan leaves three areas of p0551ble contmned ]

assistance open for future decision: activities under the Global Coral Reef Initiative,

regional support under a planned Western Hemisphere Free Trade project, and possible
- contaued contributions to the Basic Needs Trust Fund (BNTF) of the CDB. While the first .~ |
“two appear to be moving forward, budget constraints have precluded even limited extension -
~of the BNTF. Recent events in the region, especially in St. Kitts, have again hrghhghted the 1
-~ issues of vulnerability and U.S. interests, leading to discussions in Washmgton on how. those'- S

mterests may be served without significant assistance resources.
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2. Budget Cuts: Budget probiems piague the progr;.n. .The foﬂowmg is quoted from
our February 1994 submlssmn

Thc drastx: rcductlons in our FY 1994 budget have meant we are unab}e to.
buy down the Eastern Caribbean mortgages as proposed in our last Action
Plan. Compared with obligations of over $11 million in FY 1993 and $8
“ million requested for FY 1994 in last year’s Action Plan, we now expect just’
- $3.75 million for the Eastern Caribbean program this year. While pipelines
in a few key projects are enough to sustain them through this year, we will
need at least $4.5 million in FY 1995 or our mortgage situation will become . |
untenable. Ideally, we would like to pay off all mortgages as soon as poSsible o
_ 50 that we can concentrate our dwmdlmg staff resources on lmplementanon
: _and close-out actions. E

The mission was encouraged to expect full fundmg of its mortgage requuements inFY 1995 :
‘but the Agency’s severe budget constraints and other priorities have resulted in an FY. 1995

~allocation for the Eastern Caribbean of just $1.2 million. Even with the curtailment of two' ST

projects to FY 1996, this falls far short of our mortgage requirements. At the end of
Jamnary, the mission was advised it would be allowed to deobligate and reobligate funds to

~ help meet the shortfall. Nevertheless, lack of adequate funds in timely fashion has been an- S
‘added hand:cap in bnngmg the program to an orderly close and negonanon of deobllgatlons SV

from ongomg projects is an added burden.

3.  Transfer ot ‘Regional Contractmg Officer gRCO: Plans to pull the 'RCO from
-Barbados were an issue at the March 1994 review. Although the mission’s opposition tothis”

' Move was supported by the LAC Bureau at the time, the RCO was transferred.in December =

1994. The mission has obtained a limited procurement warrant for its US PSC Executive

Officer, but will have to rely on remote and TDY services of an RCO newly a551gned to' - |

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

4. Move 10 Guyana One issue delaying subxmssmn of the final close-out pla.n was
organizational arrangements to manage the new program which RDO/C had been

mandated to establish in Guyana. Guyana was identified in the November 1993 close-out - - . 1

-announcement as a "sustainable development” country and. RDO/C’s close-out plans -

-assumed that USAID/Guyana would spin off as a separate mission. Instead the decision = iR

 was to move the Regional Director to Guyana while keeping the two programs under a
smgle mission umbrella. The position and authorities of the senior USAID ofﬁcer”'
. remammg in Barbados have yet to be formally estabhshed '

5. Introductlon of New Automated Systems: - The Agency has embarked oh an

_ 'ambmous plan to introduce major new automated systems by October 1, 1995, includinga -~
new financial management system. ‘While RDO/C will attempt to install some features in
‘Barbados to remain current and in communication with the rest of the Agency into FY 1996, -

‘we cannot justify a miajor investment in new systems. As a result, we are now plannihgto" -
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transfer accountmg r65p0n51b111ty for the Eastern Caribbean program to USAID/Santo S

Domingo by October 1, when the new AWACS system is to be operational.

B.  Status of Pertfolio

Early in the ciose-out planmng process RDO/C abandoned all planned new starts and S

“adopted a policy of ngorous adherence to planned schedules for completion of ongoing |
. 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 aiready
~ underway and have significant impact potential just to accelerate the close-out '

Extcnsmns have been restricted to those that do not substantially delay the phaéé-but'
process and are essential to complete "useful units," achieve sustainability, or. perform :

.~ mandated functions (e.g., final andits). Seven projects have required extensions since the e

close-out decision was announced. Four were related to audit requirements, two to echance

sustainability, and one to complete building construction. As a consequence, the mission =

‘was able to end only six projects in FY 1994, instead of nine as planned a year ago, and 13
* active projects remained in the portfolio at the begmmng of FY 1995 Seven pro;ects wﬂl
- be comnleted In thls fiscal year. R S

The mission’s success in drawing down its plpchne has been more impressive. The Eastem
Caribbean program (excluding Guyana) bad a pipeline of nearly $51 million at the

~ beginning of FY 1993. This has been reduced by more than half, to $23.9 million by the - B
. beginning of FY 1995. Expenditures in FY 1994 exceeded $20 mﬂhon ,

_' RDO/C has curtailed three projects:

- o - The Caribbean Leadership Development Prozect. like the regional CLASP i project "
to which it is linked, has a PACD of September 30, 1998. We do net plan any

further CLASP training and all activities can be completed by the end of 1995. The . ER R

PACD is being amended to March 31, 1996 to allow for final audlt and complenon -
’ _*eponmg _ S

o | The Health Care Policy Planmng and Management Prolec (HCPPM) one . of the - | -:
' project proposed for continuation beyond RDO/C’s close, has been curtailed to .~ "+ .

complete activities by June 30, 1996. Administrative arrangements have been
modified to channel all funds through the U.S. contractor, thus limiting mission
financial management and audit responsibility during the final months of the project. .

"0  The Caribbean Policy Project (CPP), another project proposed for continuation, has = .
- been curtailed to complete all activities by September 30, 1996, with only the -
ASYCUDA  activity administered by UNDP continuing beyond June 30. -
Administrative arrangements have also been modified to limit mission ﬁnanclal .
' -management and audit rcsponsﬂ)ﬂmes during the final months :







‘Table 3: RDO/C EASTERN CARIBBEAN PORTFOLIO — PROJECT TIMELINE |
Fres  Fyer o
431 2.3 4312 3 4f SRR

S ' _ FYes  Fyo4 FY
ﬂPROJECTNUMBERmTLE- - 12340123 4112

- Ii (538-0119) investment Promotion

w &

“and Export Development (IPED)
{638-0133) Small Enterprise - : : S I TR I AL
Assistance (SEAP) . i S TN S R | CRE R A
| {538-0138) infrastructure ' i i : S :
|| Expansion & Maintenance.
(538-0140) Agriculture Venture
{538—&148) Regional Management - - i R fr
4 Training e P P N
| (536-0163) West Indies Tropical =~ | S T
- | - Prcduce {TROPRC) ' i o '
(538-0164) Agriculture Research
and Extension (AREP) _ o P
' (538-0165) Canbbean Law - Sy ' o RS SR BT U RS (N S
"6380173) Caribbean Leadership | SRUIETENE SRR RS ST
il Cevelopment Training i . R
(538-0175) Dominica Agriculture
Sector Support’ - '

“(538—0184) Caribbean Pohcy _ i H o ____ i -_;_-‘;'. T<- §<'_ '<___<".- i

PP TR EEERE | S

Project
{538-0195) Grenada Techmcai
Agsistance '
(538-0645) Caribbean Justice
_ improvement . - _
-} (538-0171) Environment and
i Coastal Resources '
(538-0039) Population and '
Development .
(538-0103) Basic Needs Trust

Fund (BNTF) _

(538-0161) AlDS Commumcatlon
§i and Technical Services
} (538-0181) Health Care Policy
Planning & Management
(538-0100) Drug Abuse
Prevention & Education o E : S T UL B T O
(538-0640) Presudermal Tramlng ' | R o | SRR
Initiative - - R e b
“TOTAL PROJECTS (number) 19 i 13 5 oo
(endofFY4_th quarter) : P _ : I P

e e s e e e e e e e T.<-i<-%<'_{-'.<_.,_”._< .
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- One project, Environment and Coastal Resources (ENCORE) meets the cntena, for o
continuation in nou—presence" countries and will be subsumed within the Global Bureau’s -

- 'package of activities supportmg the Coral Reef Initiative. All continuing ENCORE -
- activities bave been integrated into a cooperative agreement with World Wildlife Fund. The . '

- mission plans to transfer respons1b111ty for the cooperattve agreement to the Global Bureau L

durmg FY 1995.

' 'I‘able m shows the current praject trmehne and mdrcates curtarlments and extensmns (Only S SR
' five extens1ons are shown since two did not go beyond the planned qua.rter) e

G : -Evalua_tmn of Proggam Accomplishments

" Section II provides an update of program accomplishments against strategic objectivesin * | =

accordance with the program performance monitoring and evaluation plan. Given the early -

termination of the program, not 2il targets will be accomplished by the time the Missron -
. closes nor has the mission attempted to further adjust targets and 1nd1cators . o

RDO / C has commltted to conductmg a broad retrospective evaluatron of USAID 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 and design and to find funding for this evalnation. ‘While that =
support has not materialized, RDO/C assembled funds from several projects and prepared SRR R
a statement of work and request for proposals with advice from CDIE. Unfortunately, the - - o~
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 signed by the end of = =~ -
February.  The evaluation is planned to be done in two phases; the first phase, relying =~ .
" heavily on documents already available, should be completed by July 1995, and wﬂl gmde * .

suesequent field mvestrgatzons

- D. -Operatronal Pian "

1. Persormel RDO/Cs close-out plamnng has glven careful attention to hrﬂc:mg staff __ -
“reductions to portfolio reductions. -In this, the mission has been constrained by FTE. cerhngs RN

set before the close-out plan was prepared While our portfolio was reduced by 31% in FY"

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 willhave been |- .. =

vacated by the end of March 1995 (including the Regional Dn’ector S transfer to Guyana)' IS
_ 'and one more by the end of September. o o L

_ The decrslon not to permit contmuanon of two pr0]ects (HCPPM and CPP) beyond FY 1996 S A

* added substantially to the mission’s workload in FY 1994/95. Curtailment of both projects =~ -
. was the subject of difficult and protracted negotiations. Subsequent budget copstraints L
" which threaten RDO/C’s ability to fund even the curtailed activities into FY. 1996 contume R AR
- to plague both OUL relatlonshrps with ceunterparts and pIOJect ProOgress. _

‘Audit resolution also has 1mposed a heavy burden on mission staff The need to extend e
_. several prOJects to complete required audits has already been noted In addrtton, it has been_
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necessary to accelerate resolution of audit findings as the missicn prepares to close, in an_" U -
'atmosphere already charged by the close of the pregram and curtallment of planned acnvmes T

Centract close-out is yet another area which required accelerated action. All old contrac:s e " S
~ (some 150 files) were closed out before the RCO left Barbados in December 1994, leaving - =
only a few recently completed contracts on which action remains pendmg RDO/C w111 rely

. .on USAID/Ham s RCO for contmued support in this area as well as in other contractmg :
~ actions. o _

'Desplte these dlfﬁcultles RDO/C remains on track to close out operatlons by the end of

FY 1996. Annex 1 lists the positions vacated in FY 1994 and planned staff reductions by =~ =
~quarter through FY 1996. The reductions are not evenly spaced due to operational - -~
requirements. For example, because of the schedule for introduction of the AWACS | '
financial management system, the mission is accelerating the transfer of accountmg (U SRR
- responsibility. This will delay departure of some FSN Controller staff until after September ORI

B _30 1995, but peimits the departure of the bulk of that staff early in FY 1996

To date, RDO/C has expenenced only rmmmal problems retaining staff Most of 1ts FSN .
- empioyees have been with USAID for 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 fully supportive of its employees. Over the last two years, FSN employees were
encouraged to enroll in one- or iwo-year dlploma/degree courses funded by RDO/C.-

- RDO/C spent over $30,000 in FY 1993 and $20,000 in FY 1994 for local training of FSN _: iy
employees. The Personne! Section has assisted employees with preparation of resumesand = - -

job apphcatmns and the mission sent letters to grantee, contractors, and other mternanonal

organizations in Barbados advising them of the imminent closure and asking them to give ¥

- our staff preference in their hiring. So far, most of the employees who have been sepa.rated

- have found ]obs

A Tocal severance pay plan is in effect and employees are bemg pa.1d in accordance w1th tha‘i | = g R -

-_plaﬂ.

2. Sp'ece: RDO/C began the process of space consolidation a year ago “when o
Controﬂer staff were moved to the second floor and the first floor office space was returned

to the landlord. The lease on the remaining office space expires March 15, 1995 and the = |
mission is negotiating an extension through July 15, 1996. By that date, enly a core staff of -

about six employees will remain. They will operate from the warehouse, since most of the 5

remammg work at that time will be related to disposition of property, files etc.

 The warehouse lease expires May 14 1995. An extension will be negotiated through " '_i S ':
: September 1996, but a section of the warehouse will be released after the next auctxon sale o

" in June 1995.

o The enly other real pmperty RDO/C holds undes U.S. Govemment lease is the Dlrector s | A
residence. Notice has been gwen 1o the landlord and that property wzll be retumed on »
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March 2, 1995.

3. Non-Expendable Property and ADP Equipment: The Executive Office is on"track': o
with disposal of USAID-funded NXP and IG/SEC-funded equipment. RDO/C Barbados -+

provided USAID/Guyana with most of the NXP and ADP equipment required for the office ' - L i

and residences there, at significant saving for the operating expense budget for Guyana.

A list of new NXP property still in boxes is being prepared and will be sent to FA/OMS for .= -
 redistribution. Four auction sales were conducted in FY 1994 and additional sales will be - -
conducted as excess office and household property becomes available. Also, a number of |
government offices in Barbados have reguested donations of used office and household
items. Whenever justified, the mission has and will continue to transfer such property as .

a gram-in—aid in accordance with Handbook 22.

RDO/C is still awaiting /...)/Washington approval to transfer its VS computer system to.

~ the US Embassy in Barbados,

4. . Vehicles: At present, RDO/C in Barbados has one truck, one sedan, one open back :
pick-up and two buses. The two 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 until September 1996, when all property disposal is t0 be completed.

5. Official Files: The mission has begun disposition of official records by either .l‘etiring = oEE

project and subject files to the National Archives or by destruction and will continue to -

dispose of all files at post in accordance with Handbook 21. All active files related to the ': |
Guyana program have been transferred to USAID/Guyana or to USAID/Santo Domingo, =

the official accounting station for that program. Controller files on the Eastern Caribbean | ~

‘program will be sent to USAID/Santoc Dominigo at the end of FY 1995 when the o
- accounting function is transferred. By September 1996, all remaining files will ci_ther-_be__ I

destroyed or retired.




annex
RDO/C Eastern Caribbean
STAFF PHASE DOWN PLAN

FY 1994 Reductions

USDH Exec. Off. (vacant position abolished) ' 10/93
' _ Legal Adv. (vacant p051tlon abollshed) 10/93"
Deputy Director : ' 4794
Sup. Trade Dev. Off. _ : : 5/94
Trade Dev. Off. " T/94
. Sup. Fin. Mgt. Off. 8/94
US PSC Dem. Init. Coordinator - 5/94 -
: Classified C&R Clerk . 6/94
. Population Advisor _ _ 7/94
FSN Maint. Man/Chauffer - 10/93
: Maint. Man/Chauffer ' - _ 10/93
Partic. Trng. Asst. (vacant position})- 10793
Secretary . S 2/94
- Financial Analyst : _ _ . 3/94
'~ Secretary . . ' 4/94
Secretary © 494
Secretary : 4/94
Development Clerk _ 4794
Clerk Steno/Prop. (lerk ' 4/94
Maintenance Foreman B 4794
Voucher Examiner : - 4/94
Records and Corres. Clerk 5/94
Engineer 7/94
Secretary - : . 8/94
Project Accountant . _ ' ' 9/94 .

First Quarter FY 1995
USDH . = Regional Contracts Officer - 12/94

‘Second Quarter FY 1995

USDH =  Regional Director : ' 2/95 . .
' . Program Economist _ ' - 3/95 ..
TCN PSC Program Spec. (Legal) ' _ - ; 1/95
FSN . Chauffer /Messenger . . . - 1/95
_ Program Spec. (General) _ . 2/95
Voucher Examiner : 2/95

Thlrd Quarter FY 1995

:FSN- '  Secrestary - _ 4/95 = i
: ' - 'Engineer = . 7 6/95




Fourth Quarter FY 1995

USDH Project Dev. Off.

FSHN Purchasing Agent
Education Officer
Secretary
Secretary

Special Assistant

First Ouarter FY 1996
USDH Controller

US PSC Health Adv. (depéﬁdent spouse)

FSN -~ Chief Accountant
D Senior Accountant
Financial Analyst
Budget Analyst
Sup. Voucher Examiner
- Project Accountant
Cashier
Accounting Technician
Voucher Examiner
Secretary

Second Quarter FY 1996

Us PSC  Partic. Training Off.

" Third Quarter FY 1996

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

FSN Chief Financial Analyst
: Computer COper. Manager

Program Spec. (Econ.)
Secretary
‘Secretary .
Program Spec. {Priv. Sect.)
Receptionist/Sw. Oper.
Corres. & Mgt. Sup.

Fourth Quarter FY 1996

USDH " Sup. Program Off.
- Sup. General Dev. Off.

- Us PSC Personnel Off.

FSN Mail Clerk
- Contracting Asst. /j/Secret.
Truck Driver/Messenger
Warehouseman

9495
. 8/95
' 9/95.
. 9/95
. 9/95

é12/95;~ﬁ'#~
12/95

10/95
10/85 -
10/95
10/95
10/95
10/95 -
10/95
10/95
12/95 -

- 3/96

6/96

- 4/95

6/96
6/96

6/96.

6/96

6796

6/96
6/96

- 6/96

. 7/96
7j96 L
7496
. 8/96

- 7/96
. 8/96
8/96
8/96
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ACTION MEMORANDUM FOR THE ASSISTANT annxuxs?izijtfifn MANAGEMENT =

FROM: | AA/LAC, Mark L. 5chneider";?~’/7

SUBJECT: RDO/C Close-out: Combined $rogram and Operational Plan

ACTION:  Your approval iS-rEQuested for the attachéd FY 1996
close-out plan for RDO/C, as summarized below. : S

BACKGROUND: The USAID/RDO/C Action Plan and Close-cut Plan for

" the Eastern Caribbean Program was reviewed and approved by the L
LAC Bureau on March 29, 1994, and in subsequent follow-up issues .
meetings on June 24, 1994, and August 29, 19%4. = : -

There were 19 active projects in FY 1993. This close-out plan RE
anticipates completing eight projects in FY 18s4, four in FY 1995 ..
and seven by the end of FY 1996. The Basic Needs Trust Fund will
‘be extended from. its present PACD to September 30, 1996, as
discussed in Section (A)la below. All bilateral projects will b
terminate by September 30, 1996; no new bilateral project starts : °
will be authorized. : S S L S

The Bureau believes USAID will continue to have interests in the
- sub-region. Accordingly, the Bureau may seek your approval in
the future to extend BNTF beyond close-out and/or to develop new ...
" regional/Global Bureau projects which could include one or more - |
FEastern Caribbean nations. ' : SR S

With respect to close-cut operations, staffing plans to manage &
RDO/C close~out from USAID/Guyana have been approved by M-and the
Bureau, systems have been developed to monitor project progress
toward close-out, and plans are being implemented to dispense
with real and non-expendable property. ' - s

The attached documentation (Action Plan and the DAEC reporting
cable, State 127829} summarizes these progranm and operational
plans. : : - TR

‘It is my understanding that this Memorandum raises no SR
controversial issues of a policy nature which warrant a separate
meeting. _ * ' SR S

320 TWENTY-FiRsT STREET, N.W., WASHINGTON, D.C. 20523




LA

 DESCRIPTION:

AL Proqram Close-0ut

1. Schedule of Portfollo Close—out and Contlnulng Act1v1t1es.

'Except for a posslble future extension of BNTF beyond close-out

and two possible new regional activities continuing after. close—-
out that might include the Eastern Caribbean (discussed below),
all bilateral, regional and global activities will terminate by

‘September 30, 1996. Furthermore, with the exception of a

reguested two-year PACD extension of BNTF, no. new bllateral

- projects w1ll be authorlzed.

(a) _Possible Exten51on of the Ba51c Needs Trust Fund (538~ 010313_~ ?

‘BNTF, bevond close-~out.

In a special meetlng ‘convened on August 31, 1994, the LAC Bureau

- reviewed a Mission proposal to extend the Ba51c Needs Trust Fund .

(BNTF) project under Caribbean Development Bank (CDB)} . management
at least to September 30, 1996. The project has a PACD of August
1994.

1 In zts Action Plan, the Mission proposed contlnued

limited assistance to the subregion even after USAID phy51ca1
presence ends, and identified the CDB as a prospective
intermediary. In subseguent 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 the Bureau would

-_contlnue to monitor the need for further renewal of the project: .

There is both economic and political justlflcatlon for 1ts'
contlnuatlon. :

The small island states of the Eastern Carlbbean remalnl-“
highly vulnerable to external forces, including changes in both
trade regimes and natural disasters. These close nelghbors to N
the U.S. have proven that their polltlcal importance is far-g : B

[-beyond their size, most recently in 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 alleviate some of the negative impact of trade

adjustments and natural calamltxes even as wve dlsengage.

_ The Mission proposal was supported by a rapld assessment of
BNTF project impact documenting case after case how these publlc
works projects (e.g.,. construction of schools, health fac;lltles,
day-ca?e centers, water systems, rocads and footpaths) -are ‘
improving the gquality of every day life in target communities.
In addition to their polltlcal popularlty, the sub-projects have

“.also tended to be well seiected in terms of meeting basic human

needs and there 15 evidence that the program has led to
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At the meet;ng it was agreed that.the project. should be extendedeu';
-to close-out, and depending on future avallablllty of funds, up

to $1 mllllon/year could be provided in FY 1995 and FY 19%6 for

this activity. The Bureau believes that a PACD extension of the :
project to the September 30, 1996 close-out date raises no pollcy.

issues. The Bureau will assess the foreign policy value of

. further extending and providing additional funding for BNTF, and

would seek your approval for any contlnuatlon cf thls actLV1ty

_after close-out.

{b)-_Possible_New-ﬁéqipnal-Initiativgs

The'Bureau:rejected the Mission's propoSal (Action Plan pp és-zé)
to extend three projects beyond clcose-out, i.e., the Caribbean-

~Policy Project, CPP (538-0184), Envzronment and Coastal Resources

Project, ENCORE (538-0171), and Health Care Policy Planning and

Management (538-0181). : However, as per State 127829, the Bureau,.:?
. in acknowledging the importance of supporting reglonal free. trade S

and coral reef protection, is collaborating with the Global:

‘Bureau in the design ¢f two new regiocnal projects, the. Western.'

Hemisphere Free Trade Initiative (WHFT)} and the Global Bureau s

'_proposed Coral Reef Management (CRM) project, that w111

1ncorporate components of CPP and ENCORE.

The cPP pro;ect is an 1ntegral part of the Bureau s strateglc
interest in helping the Eastern Caribbean move towards - i
hemispheric free trade while addressing trade-related issues.
including environmental protection, labor and intellectual -
property rights. Similarly, the ENCORE project could be the
centerpiece of the Global Bureau's environmental strategic @'
objective, focussing in particular on environmental laws ana.”
awareness linked to the protectlon of the reglon s unlque and

-extenslve coral reefs.

The p0551ble 1ncorporation of 5pec‘f1c elements of CPP undef the_u-?

WHFT project, and elements of ENCORE under CRM are issues which
need not be reviewed at this early stage in project development.
We propose to adhere to the same procedures you approved in. the :

'Belize close-cut Memo of June 13, 1994, namely that the Bureau -
- -will invite your participation in-the reviews of any proposed nEW'_;T

-_1ncreased communlty partlcl§atlon and publlc spendlng to manage
and maintain these facilities. There is a strong commitment by

the CDB with potential to leverage additional donor funds, and .

.. cost-sharing by the Caribbean countries themselves. It is a RETRRES £
regional program which includes Jamaica and Guyana, both - of ‘which =
- ‘are on-going sustainable development countries. Were the Bureaun
to recommend its continuation beyond September 1996, it would =

llkely be managed by USAID{Guyana[
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.reglonal pro;ect which envisions significant act1v1t1es in close—ﬁ:;
eut/non-presence countries. C

_2. Program Fundlng

RDO/C requested an FY 95 program level of $4.5 million and a
final FY 96 program level of $4.345 million in order to address a
mortgage of $9 million for four projects (West Indies Troplcal :
Produce, Caribbean Policy Project, Caribbean Leadership "
Development Tralnlng, and Health Care Policy Planning). At the
Action Plan review, the Bureau approved levels of $4.095 mllllon_j
" for FY 95, with no additional funding approved in FY 96. o -
However, the Bureau is now faced with deeper than anticipated
-cuts in its overall FY 95 levels, which will diminish funding -
~available for sustainable development activities not etherw1se
protected by a directive or earmark. The Bureau and RDO/C are
now in the process of assessing what impact, if any these cuts
will have on close-out plans. - : - CL

3. Evaluatlons_

RDO/C wlll continue teo use the monltorlng and evaluation system IR S
established for reporting on strategic objectives, particularly = . |
~at the program outcome level, and will carry out project-level . .

final evaluations as planned. In addition, the Mission intends S
to carry out a retrospective evaluation of USAID a551stance to
the eastern Caribbean over the last 16 years. : S

_4. Local Currency Counterbart

There are no USAID-managed local currency activities 1n the RDO/C

: ;portfollo._

'5." Participant Training

- Long-term training has been prov;ded under the Carlbbean

. Leadership Development Project/CLASP II project, the Reglonal D
‘Management Training Project and CASS training through Georgetown B Rt
University. All part1c1pants are slated to complete thelr - '
,tralnlng prlor to Mission close-out.

-B._e Operational Close-Out

f1. - Personnel

buring FY 93 seven USDH positions were eliminated along with 13
FSN positions. In FY 24 five additional USDH positions will be
eliminated and 19 FSN/TCN and USPSC employees will be separated..
In FY 95 two USDH and 16 other employees will leave, and the | -
RDO/C Director will be physically transferred from Barbados to.
'Guyana where she w111 contlnue teo manage RDO{C close-out and head




' Chapter 4, Section 227.3. Excess furniture and eguipment not

' RDO/C Mission as discussed in this Memorand

5

the "Sustainable Development Country® Mission being established

. there. The remaining four USDH and 19 non-USDH employees will

depart Barbados by the end of FY 96 when the RDO/C program ceases
operations in its entirety. Apart from controller functions -
discussed below, any residual RDO/C activities remaining after
close-out would be managed by USAID/Guyana. Operating expenses _
(OE) will decline from $1.9 million in FY 94 to $1.7 million in =~
FY 95 and $.908 million in FY S6. - S

2. Real and Non-Expendable Property

Standard procedures for disposing NXP, including‘ADP and security 

" equipment will be adhered to, and the Mission will ensure that -
-IRM and IG/SEC are advised and concur in mission's plans for:

disposing ADP and security eguipment, respectively. RDO/C will

" advise AS/OMS/OPM of any NXP which is new in cartons. cnly this .

will be advertised for distribution to other missions. DU
Otherwise, all NXP will be disposed .of in accordance with HB 23,

suitable for redistribution will be sold at auction.

3. Financial[Records Management

The Mission will retain its USDH Controller through June 1996,
and may request short-term TDY assistance. To the extent that
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, the Bureau would discuss alternatives with FM and

field posts before reaching a decision.

RECOMMENDATION: That you approve the close-o lan for the

Approved: - 12; ;
DiSapproé%ﬁ?//-) ny 3

Date: o fo-2y-4Y
—

"4 =+

Attachments:

(1) DAEC Reporting Cable, State 127829




