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H EVALUATION ABSTRACT (do not exoeed the spece provided)

This project was designed to expand and conserve, using labor 1ntensive
technologies, the stock of social and economic 1nfrastructure 1n the Eastern

Caribbean and Belize. The Project 1s being implemented by the Caribbean
Development Bank (CDB). This mid-term evaluation was conducted by a two-person
team 05-06/87 on the basis of a review of project documents, visits to the nine
participating countries and interviews with CDB and USAID staff. The main
purposes were to analize the progress of BNTF 1n terms of 1ts anticipated outputs;
and to compare the peformances of the participating countries 1n assisting CDB in
allocating funds under the "performance" program. The major findings and

conclusions are:

0 In general the pace of construction has been more rapid when carried out
by private contractors than by public authorities.

0 With only a few exceptions, the subprojects have been well selected in
terms of meeting basic human and community needs.

0 The project 1s w111 managed by CDB, USAID and the Project Supervisors.

The principal evaluation recommendations are:

0 The use of direct government labor should be discouraged in favor of
greater use of private contractors. .

0 The complicated criteria for sub-project selection should be discarded n
favor of a simpler set emphasizing need, development impact, cost, and

sustainability.

The following lesson 1s worthy of note:

In a project of this nature, whatever criteria 1s used for sub-project selection,
host country political considerations will frequently be over-riding factors in
the selection of sub-projects.
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The Basic Needs Trust Fund (BNTF) was established in 1984 as a follow-on project
to the Basic Human Needs project (79--83). The goal of the BNTF involves the
promotion of social and economic growth and the provision of employment
opportunities, especially for lower income group. The purpose of the BNTF 1s to
expand and conserve, using labor intensive technologies, the stock of social and
econom¢c infrastucture which 1s essential to future growth and the provision of
basic services and employment. The purpose contains two objectives. The first
objective 1s justified 1n terms of satisfying basic human needs (water, health and
education) and providing a way to conserve the financial resources of the
beneficiary countries for use 1n income-generating investments. The second
objective addresses the need to reduce unemployment by using a high ratio of labor
to capital. The project i1ncludes three components: construction and
rehabili1tation of infrastructure, maintenance systems development, and project

management.

The main purposes of this evaluation are to: analyze the progress of the BNTF
project in terms of 1ts anticipated outputs; and to compare the performance of the
nine participating countries 1n assisting the CDB in allocating funds under the
performance program. The evaluation methodology included a review of all project
documentation, visits to sub-project sites and i1nterviews with CDB, USAID and

country staff.

Findings and Conclusions

Project Progress

The evaluation report 1ndicates that the project 1s making excellent progress
1n 1nfrastructure development. At the time of the evaluation 90 sub-projects were
approved of which 37 had been completed and 33 were under construction. Overall
the pace of 1mplementation was satisfactory. CDB had done a good job of
expediting the sub-project review and approval process of engaging engineering
consultants and of making prompt reimbursements. In general, implementation
occurred more quickly when placed 1n the hands of private contractors than in the

hands of public authorities.

~
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Sub-Project Selection

The evaluators considered the formula for sub-project selection as stipulated 1n
the project paper to the complex. The formula called Multiple Criteria Utility
Assessment (MCUA) was used in some countries at the project design stage to
determine sub-project eligibili1ty but was not used subsequently in he sub-project
review and approval process. Host country political considerations were
frequently over-riding factors in sub-project selection. Still, the sub-projects
were well selected 1n terms of their impact on basic community needs. Notable
omissions from the MCUA were criteria such as social or economic utility,
sustainability and recurrent operating costs.

Eng1neer1ng

The evaluation team found that engineering consultants had done an excellent job
of preparing plans and designs and of supervising the construction of
sub-projects. However, when design had been left in the hands of public
authorities, the results were less satisfactory. For several sub-projects, no
plans existed at ali and the plans of other sub-projects lacked adequate detail.
In particular, the designs of water systems sub-projects were frequently
1nadequate.

Construction

The evaluators felt that overall the quality of construction was outstanding. In
every country there was a surprisingly large number of experienced contractors and
an ample supply of skilled tradesmen.

Maintenance

At the time of the evaluation, the maintenance systems development component was
not yet underway. To this end, an RDO/C 1nmitiative resulted i1n the formation of
national maintenance committees and represented the first step 1n the
implementation of this component.

Employment Generation

The evaluation team found 1t difficult to draw valid conclusions about the
employment generated by the project. In most countries, the employment data were
unreliable. Furthermore, the employment was short term and no data was being
collected for the permanent or long term jobs that might be created by the
facil1ti1es under construction. The team concluded that employment generated wilil
fall far short of the target anticipated and that labor content since 1t 1s most
affected by the prevailing wage rates has been over estimated for most

sub-projects.
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Project Management

The evaluators' conclusfon is that BNTF is well managed and the management
structure is well conceived and operationally sound.

Principal Recommendations

0 The performance program phase of BNTF should be implemented as soon as
individual countries submit suitable projects. It will be necessary,
however, to extend the PACD to provide sufficient time for some countries
to complete wmplementation of the performance program.

0 The MCUA should be discarded in favor of a more simplified set of
criteria for sub-projects selection. The most importani criteria should
be (a) demonstrated need for the sub-project (b) socio-economic impact
(c) cost per beneficiary or user, and (d) sustainabiiity.

0 Consideration should be given to discarding the employment objective of
the project because (a) the objective is conceptually unsound and (b) the
valid momitoring and evaluation of 1ts attainment may be beyond the means
of the project.

0 The use of government direct labor for sub-project implementation should
be discouraged. The CDB should encourage facilities to be constructed by
private contractors whenever possible and should also encourage private
contractors to be responsible for the procurement of materials.

0 CDB should ensure that all project supervisors are provided with the
office and transportation support needed to perform their jobs.

0 COB should establish a minimum set of construction standards.

Lessons Learned

The evaluation report did not include a section on "Lessons Learned" but the
following can be drawn from the findings:

0 Construction activities are carried out more efficiently and rapidly by
private contractors than by public authorities.

) In a project of this nature, host country political considerations will
frequently supercede criteria which are established at the project design
stage.

IR
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Evaluation Report

MISSHON COMMENTS ON FutLL REPORT

L COMMENTS BY MISSION, AlD/W OFFICE aND BORROWER/GRANTEE

RDO/C and CDB have concluded that the evaluation report adequately answers the
questions posed 1n the scope of work and that it provides interesting and useful
observations on the Project. In this connection, the evaluators conclusions about
the use of private contractors in 11eu of public authorities is very informative.
RDO/C has also noted the 1ssues raised about the potential conflict between the
two purpose objectives, the need to improve the sub-project selection criteria,
and the problem of measuring developmen impact for such projects.

RDO/C and CDB consider all but two of the recommendations contained in the
evaluation report to be useful for wmproving the overall performance of the ~
project. These recommendations formed the basis of discussions between RDO/C, CDB
and country staff at a workshop/seminar held in December 1986, The
recommendations not accepted are as follows:

(a) that CDB should ensure that all project supervisors are provided with
office and transportation support;

(b) that CDB should establish a minimum set of construction standards.

With regard to (a), 1t should be noted that the project supervisors are pudblic
service emptoyees and their conditions of service are dictated by existing
regulations and practices in their respective public services.

With regard to (b), there are regulations governing the construction of buildings
n each country which must be adhered to.




INSTRUCTIONS FOR COMPLETING AND SUBMITTING
*‘A.1.D. EVALUATION SUMMARY*

This torm has two parts. Part | contains information to supgart future Al D managsment action, and to
process the svaluation into A | D.'s automated "memory”. Part il is & seif-contained summary of ke
elemaents of the full evaluation report, it can bs distributed separately to intarested A1 D stat

WHAT WILL THIS FORM BE USED FOR?

* Record of tha decisions reached by responsible officials, so that the principals invoived In the activity
or activities evaluated are clear about their subsequant responsibilities, and 80 that hezdquarters are
awzre of anticipated actions by the reporting unit,

* HNotification that an evaluation has been completed, elther as planned in the current Annual Evaluation
Plan or tor ad hoc reasons.

* Summary of findings at the time of the evaluation, for use in answering queries and for directing
Interestod readers tQ the full evaluation report.

Su?gutlons about lessons leamed for use In planning and reviewing cther activities of a simiiar nature
This form as well as the full evaluation report are processed by PPC/CDIE into Al D s automatad
‘mamory” for later access by planners and managers.

WHEN SHOULD THE FORM BE COMPLETED AND SUBMITTED? After the Mission or AID/W office
review of the evaluation, and sfter the full raport has been put into a final draft (1 @, 8l pertinent comments
included) The A 1D officer responsible for the evaluaticn should compiste this form. Part of this task may
be assigned to oth»+s (¢ g the evaluation team can be required to complete the Abstract and the Summary
of Findings, Conclusions, and Recommendations) The individual designated as the Mission or AID/W
evaluation officer is responsibie for ensuring that the form is completed and submitted In a timely fashion.

WHERE SHOULD THE FORM BE SENT? A copy of the form and atrachment(s) should be sent to each of
the following hres places in AID /Washington

- The respective Bureau Evaluation Office
- PPC/CDIE/DI/Acquisitions, Room 209 SA-18

- SER/MO/CPM/P, Room B930 NS (please attach A1 D Form 5-18 or & 2-way memo and request
duplication and standard distribution of 10 coples)

HOW TQ ORDER ADDITIONAL COPIES OF THIS FORM: Coples of this form can be obtained by
sending a *Supplies/Equipment /Services Requisttion® (A1 D 5-7) to SER/MO/RM, Room 1264 SA-14 in
AID/Wsshington Indicate the titie and numbar of this form (Al D. Evaluation Summary, Al D )
and the quantity neaded

PART | (Facashest and Page 2)

A. REPORTING A.L.D. UNIT: idantify the Misslon or AID/W office that ‘nitiated the evaluation (e g,
USAID/Senegai, S&T/H) Missions and offices which maintain a saiiui numbering system for their
evaluation reports can use the naxt line for that purposs (e g , ES# 87/5)

B WAS EVALUATION SCHEDULED IN CURRENT FY ANNUAL EVALUATION PLAN? Hf thisform s
being submitted cioss to the date indicatad in the current FY Annual Evaluation Pian (or ¥ the final draft
of the full evaluation raport was submitted close to that date), chack "yes® It it is being submitted late
or as carried over from a pravious year's pian, check “siipped” In elther cass, indicate on the next ilne
the FY and Quarnter in which the gvaluation was initlally planned H it Is not included in this year's or last
year's pian, check “ad hoc"
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EVALUATION TIMING: Iif this Is an evaluation of a single project or program, check the box most
applicatln to the timing of the evaluation reiative to the anticipated Iife of the project or program If this
Is the last evaluation expected to inform a decision about a subsoquantig.phasod or follow-on project,
check “final*, aven though the projsct may have & year or more to run before its PACD If this is an
evaluation of more than a single project or program, check “other”

ACTIVITY OR ACTIViTIES EVALUATED: For an svaluation covering more than four projects or
programs, only list the titie and date of the full evaluation report.

ACTION DECISIONS APPROVED BY MISSION OR AID/W OFFICE DIRECTOR: What Is the
Mission or office going to do based on the findings, conclusions, and recommendations of the
evaluation, when are they gcing to do It, and who will be responsible for the actions required? Ustin
order of priority or importance the key actions or decisions to be taken, unresolved issues and any
items requiring further study Identify as appropriate Al D actlons, borrower/grantes actions, and
actions requiring joint efforts

DATE OF MISSION OR AID/W OFFICE REVIEW OF EVALUATIOH: Date when the internal Mission
or office review was held or completed

APPROVALS OF EVALUATION SUMMARY AND ACTION DECISIONS: As appropriate, the ranking
representative of the borrower/grantes can sign beside the A1 D Project or Program Officer

-

EVALUATION ABSTRACT: This one-paragraph abstract will be usead by PPC/CDIE to enter
information about the evaluation into A | D 's automated ‘memory” It should invite potentially
Interested readers to the longer summary in Part Il and perhaps uitimately to the full evaluation report

It should inform the raader about the following

*  [fthe evaluated activity or activities have characteristics related to the reader’s interests

*  The key findings, conciusions, and lessons '

*  Anidea of the research methods used and the nature/quality of the data supporting the find.ngs
Previous abstracts have often been deficient in one of two ways

*  Too mch information on project design, Implementation problems, and current project status
discourages readers befora they cen determine if there are Important findings of interest to tham

*  A‘remote" tone or style prevents readers from getting a real flavor of the activity or activities
evaluated, progress or lack of progress, and major reasons as analyzed by the evaluation

In sequential sentences, the abstract should convey

*  The programming reason behind the evaluation, and its timing (e g , mid-term, final);
*  The purpose and basic characteristics of the activities evaluated;

*  Asummary statement of the overall achievements or lack thersof to date,

* A picture of the status of the activities as disciosed in the full evaluation report;

*  Anidea of the ressarch method and types of data sources usad by the evaiuators,
*  The most important findings and conclusions, and key lessons leamed

Avoid the passive tense and vague adjectives Where appropriate, use hard numbers (An exampin of
an abstract follows, ‘bullets” may be usad to highlight key points).


http:follow.on

NOTE

K GHACHMENTS: Always attach a copy of the full evaluation report Al D assumes that the ~

ﬂndémmﬂm;iuﬂms_ Discuss major findings and Intarpretations related to the questions in
the Scops of Work  Note any major assumptions abaut the activity that proved invaild including
policy reiated factors Chie progress since any pravious evaluation

for this activity and its oﬂ‘sprlnc? (in the mission country or in the office
ogram) Specify tha pertinent conclusions for Al D In design and menagement of the actvity,

and for approvel/disapproval and fundamental changes in any follow-on activities Nota any

recommendations from a pravious evaluation thut are still valid but wers not acted upon

(for other activities and for A1 D gensrafly) This is an opportunity to give AI D
collaagues advice about planning and implemantation strategiss, | @ , how 10 tackie a similar
developmant problem, key dasign factors, factors pertinant to management and to evaluation
itself. There may be no clear iessono Don't stretch the findings by presenting vague
generallzations In an effort to suggest broadly appiicable lessons If ltams 3-4 abovo are succinctly
coverad, the reader can darive partinant [23sona. On the other hand, don't hold back clear lessons
even whan thoss may s60m trite or nalve Addruos

~ Prolact Deslgn Implications Findings/conciusions about this activity that bear on the design
or management of other simiar activitios and thair assumptions.

- Broad action implications, Elements which IUFQGSS action bayond the activity cvaluated, and
wnich need to be considerad in designing aimilar activities in other contexts (e g , policy
raquirements, factors in tha country that werg particularly constraining or supportive)

The above outiing is identical to the outline recommended for the Exscutive Summary of the full

&nluatlon report. Al the discretion of the Mission or Office, the latter can be copled directly onto
\s form.

raphy of the full report will Include all items considered relevant to the evaluation by the Mission

or Office NOTE ifthe Mission or Office has prepared documents that (1) comment in detall on the
full report or (2) go imto greater detail on matters requiring future A1 D action, thess can be attachad to
the Al D Evaluation Summary form or submitted separately via memoranda or cabies -

L COMMENTS BY MISSION, AID/W AND BORROWER/GRANTEE: This section summarizes the
comments of the Mission, AID/W Offics, and the borrower/grantea on the full evaluation raport It
should onable the reader to understand their respective views about the usefulness and quality of the
evaluation, and why any reccmmendations may have bsen rsjected It can cover the following

To what extent does the evaluation meet the demands of tha scops of work? Does the ovalustion
provide answers to the questions posed? Does I surface unforeseen issues of potential interast or
concsm to the Mission or Office?

Did the evaiuators spand sufficlent time in the field to fuily understand the activity, its impacts, and
the probiems encountered in managing the activity?

Did any of tha evaluators show psriicular biases which staff believe affected the findings? Avoid ad
hominem discussions but cite objective svidence such as data overiooked, gaps In interviews,
lt:écmonta suggesting a lack of objectivity, weaimesses in data underlying principal conclusions
and r

Did the evaiuation empioy innovative mathods which would be appiicable and useful in evaluating
other projects known to the Mission or Office? Note the deveiopment of proxy measures of impact
or baneflt, sfforts to construct baseling data, techniques that were particuiarly effective in lsclating
the eflects of the activity from other concurrent factors.

Do ths findings and lessons learned that are clted in the report generally concur with the
conclusions reached by A1 D staff and well-informed host country officials? Do lower priority
findings in the evaluation warant greater emphasis?
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EXAMPLE OF AN ABSTRACT

The groloa aims to help the Govemmaent of Zaire (GOZ) establish a seif-suntaining pnmary
heath care (PHC) system in 50 rural health zones ;R Z) _The project is being implemented by
the Church of Chnst in Zaire and the GOZ's PHC 0 This mid-term evaluation (8/81-4/84)
was conducted by a GOZ USAID/Z team on the basis of a review of project documents
(includmf 8 4/84 project activity report), visits t0 nine RH2's, and interviews with project
personnsl The purpose was to clanfy some uncsrtainties about the invbal des:gn and set future
priorives for acovines. The mejor findings end conciusions g

* The well-managed and coordinated project should attain most objectives by Its 1988 end

¢ Progress has been in entabishing AHZ's, ecnmfm dispensanies into health centers,
installing latnnes (over Souble the target), and training medical zona chiefs, Nurses, and suwuls
health workers Long term training has lagged however, and tamiiy planning and well
construchon tasgets have proven u

* The intial assumption that doctors and nurses can orgamze and train village heaith
commntess seems invalid

* User fees at health centers ara insufficient to cover servics costs Al D ‘s PRICOR project is
currently studying sett-financng procedures

* Because of the project’s strategic importance in Zaire's health devaiopmant, It is strongly
recommended 10 extend it 4-5 years and increase RHZ ang hes!th center targets, stressing
pharmaceutical/madical supplies development and regional Training for Trainers Centers for
nurses, supemvisorns, and village health mfm

* The training of iocal leaders should begin as soon as the Project dentification Document s
agreed upon

* Anannua! nationa! health conference spurs policy dialogue and development of donor
subprojects

* The project’s mstitution-building nature rather than directly service nature has helped prepare
thousands of Zairois to work with athers in large health systems .

EVALUATION COSTS: Costs of the evaluation are presanted in two ways Thae first are the costs of
the work of the evaluation team per se If Mission or office staff sarved as members of the team,
indicate the number of person-days In the third column The second are the Indirect estimated costs
Incurred by involvement of other Mission/Office and borrowar/grantee staff in the broader evaluation
process, including time for preparations, logistical support, and reviews

PART Il (Pages 3-8)

SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS: The
following reflects & consensus among A | D 's Bureau. on common elements to be included in a
summary of any evaluation The summary should not exceed the three pages provided It should be
self-contained and avold “in-house® jargon Spell out acronyms when first used Avoid unnecessarily
complicated expianations of the activity or activities evaluated, or of the evaluation methodoiogy, the
interasted reader can find this Information in the full evaluation report Get all the critical facts and
findings Into the summary since a large proportion of readers wii go no further Cover the following
elements, preferably In the order given

1 h vty or gctiviti ! What constraints or orportunmes does the loan
and/or grant activity address, what Is it trying to do about the constraints? Speciy the problem,
then specty the solution and its relationship, If any, to overall Mission or office strategy State

logframe purpose and gnal, if applicable

2 Purpose of the evaluation and methodology ysed, Why was the evaiuation undertaken? Brisfly
describe the types and sources of evidence used to assess effectiveness and impact

The evalustors noted the following “lessons’ .

JO
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EXECUTIVE SUMMARY

This document provides a mid-project evaluation of the Basic Needs Trust Fund
(BNTF) Project, which began 1n June 1984 and has a completion date of September
1987. The objective of BNTF is "to expand and conserve, using labor intensive
technologies, the stock of social and economic infrastructure which 1s essential to
future growth and the provision of basic services and employment in the Eastern

Caribbean and Belize "

The overall conclusion of the evaluation is that BNTF 1s on its way to becoming
a successful project The pace of implementation has been good Ninety subprojects
have been approved for funding under an initial infrastructure allocation of USS 76
million Thirty-seven subproject facilities have been completed, and 33 are under
construction The most rapid implementation has been achieved by Angulla, St
Lucia, and St Vincent, the least rapid by Antigua and Belize

In general, the pace of construction has been more rapid when carried out by
private contractors than by public authorities  Consequently, 1t 1s recommended that
the use of direct government labor be discouraged in favor of greater use of private

contractors

It 1s anticipated that all the currently approvéd subprojects will be completed
well before the project completion date  However, the completion date will have to
be extended to implement BNTF's performance program component, in which nearly
USS 5 million 1s available for the financing of additional subprojects

With only a few exceptions, the subprojects have been well selected in terms of
meeting basic- human and community needs However, the complicated criteria for
subproject selection included 1n the original design have rarely been used and should
be discarded in favor of a simpler set emphasizing need, development impact, cost,

and sustainability

Conceptual and methodological problems precluded the possibility of providing a
valid analysis of employment generation It 1s recommended that either the
employment objective be discarded or steps be taken to clarify the conceptual basis
of the objective and to improve data collection and reporting

The performance of engineering consultants engaged by the Canbbean
Development Bank (CDB) has been excellent, "but the planning and design performance
of public works and water authorities has been less satisfactory It 1s recommended
that the services of consulting engineers be extended to all subprojects, even those
executed through direct labor

With few exceptions, private building contractors were doing good quality work.
However, the manner in which they were selected frequently violated CDB
procurement regulations Greater enforcement of these regulations 1s indicated

There were f2w problems with the procurement of construction materals
However, there was also lttle or no monitoring of the source and origin procurcment
regulitions of the Unitad States Agency for International Development (USAID)
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The maintenance development systems component of the project had not yet
begun. Country maintenance commitiees were being formed as a first step toward

the implementation of this component

The project 15 well managed by CDB, USAID, and project supervisors Some
project supervisors, however, have insufficient office and transportation support In
addition, monthly reports have been incomplete and Jate from some countries
Project supervisors in almost évery country have had difficulties obtaining timely
information needed for the monthly reports from public authorities and have had
Iittle success in obtaining reliable employment data from any source.

The project’s problems are, however, minor relative to jts overall success

NENY



PART ONE
INTRODUCTION

PURPOSES OF THE EVALUATION

The main purposes of this evaluation are to

o Analyze the progress of the Basic Needs Trust Fund (BNTF) Project in terms
of 1ts antcipated outputs, and

e Compare the performance of the nine countries that participate in the BNTF
project to assist the Caribbean Development Bank (CDB) in allocating funds
under the performance program

The terms of reference required the evaluation team to wvisit all nine countries,
inspect at least 75 percent of the subprojects,! an’d evaluate several dirnensions of
the project, 1ncluding rapidity of implementation, engineering and construction
standards, procurement arrangements, maintenance performance, and labor content

(See Annex | for the complete terms of reference )
EVALUATION METHODOLOGY

The evaluation was conducted by a two-person team -- a social scientist and an
engineer -- during Mav and June 1986 The evaluation team spent five weeks
collecting data in the field and one week preparing a draft report in Washington,
DC After receiving comments from the CDB and the United States Agency for
International Development (USAID), the team prepared this final report during July
21-July 25, 1986

The field workh tegan with two days of meeungs with the CDB project
management team and with USAID staff in Barbados  The meetings were used to
clarify the purposes of the evaluation, discuss the mﬁnagement strategy used by CDB

1 The term "subproject" as used throughout this report, reters to the discrete
countr -specil e projedts Yunded under BNTF

et
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to implement the project, and review subproject files. An immediate output of these
discussions was the preparation of an nformation checklist to be used in all
countries and an initial outline of the draft report.

The evaluation team then left on a prearranged tour (see Annex 2) of eight
Eastern Caribbean Commonwealth countries and the Central American country of
Belize The CDB had notified the project supervisor on each island of the evaluation
team’s arrival and departure dates The project supervisor was requested to arrange
ume for the team to meet with appropriate government officials, engineering
consultants, contractors, and other interested parties Time was also requested to
review all available files and visit as many subprojects as possible

~

In the team's first meeting with the project supervisor, a 150,000 or other
appropriate scale map of the country was used to orient the team to the location of
each subproject and to prepare a subproject visitation schedule Each subproject was
then discussed and the following points were covered i

e The criteria used for the selection of the subproject,

e The basic human need the subproject intended to fulfill,

o The preparation of the conceptual design, the original project profile, and
the costing that was submitted to CDB for subproject approval,

o The subproject approval process and the amount of the original allocation,
o The selection and performance of engineering consultants,

e The preparation of plans, specifications, and contract documents,

e .The construction documents approved by CDB;

e The method (government direct labor, petty contract, or major contractor)
used for construction 1n each subproject;

e The type of bidding (tendering) process used;
e Bidding procedure and CDB procurement guidelines;
e Communications to potential contractors and contractor selection,

e Tender report preparation by engineering consultants together with thewr
recommendations on the lowest evaluated bidder,
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e The status of the construction effort,
e Funds expended to date,
o The collection of employment data,
e Adequacy of procurement arrangements,
e The use of the project if complete,
e Prov:sion for maintenance,
e The submission of monthly reports to CDB by the project supervisor,
o Government support for the project supervisor; and

o The preparation of subprojects for funding under the performance program

To complete 1ts data collecion, the team examined project profiles, monthly
reports, plans, specifications, contract documents, and correspondence, and held
4
meetings with government officials, engineering consultants, and contractors

The evaluauon team visited 72 subproject sites in the mmne participating
countries  (Brief descriptions of each site are included in Part Three). The team
attempted to’ visit subproject sites during working hours and to have the project
supervisor, the engineering consultant, and the builder (government, petty contractor,

or major contractor) present During each visit the team'

e Observed construction methods, materials, and equipment used and evaluated
their adequacy,

o Checked that construction was 1n accord with plans and specifications,
0 Ol;served the quality of workmanship,

o Checked the contractor's labor records and attempted. to isolate the labor
content of the work effort, ‘

e Checked the siting of buildings,
e Cheched the availability of utility services (water and electricity),

e Tookh progress photographs of the worhk (more than 300 photographs were
tahen of the sites visited),

!



Interviewed workers regarding employment opportunities before and after the
subproject, and

Interviewed residents to identify the basic needs of the neighborhood to
determine whether the subproject would satisfy those needs.

A7
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PART TWO
PROJECT OBJECTIVES AND ACCOMPLISHMENTS TO DATE

PROJECT OBJECTIVES

Goals and Purpose

The Basic Needs Trust Fund was established through a grant agreement, dated
June 28, 1984, between USAID and the CDB. The Project Assistance Completion Date
(PACD) 1s Septemter 30, 1987 BNTF 1s a follow on to a project with similar
objectives -- Basic Human Needs (BHN) -- for which funding was provided between
1979 and 1983 The goals of both projects involve the promotion of social and eco-
nomic growth and the provision of employment opportunities, especially for lower

mcome groups

As stated 1n the grant agreement, the purpo,se of BNTF s "to expand and
conserve, using lator ntemsive technologies, c¢he stock of social and economic
infrastructure which 1s essential to future growth and the provision of basic services
and employment 1n the Eastern Caribbean and Belize® This purpose contains two
objecuves that under 1deal circumstances are complementary but, in some cases,
could be competing The first objective -- “to expand the stoch of social and
economic nfrastructure” -- addresses the need to renovate or replace deteriorating
physical nfrastructure in the region as well as to create new infrastructure to
accommodate population growth This objective 1s justified in terms of satisfying
basic human needs (water, health, and education) and as a way to conserve the
financial  resources of the ©beneficiary countries for wuse 1n income-generating
investments The second objective -- "using labor intensive technologies” --
addresses the need to reduce unemployment in the region, \yhich. In some countries,
1s estimated to be as high as 40 percent The 1:dea 1s that the physical
infrastructure to te financed under the project -- roads, water systems, schools, and
health clinics -- should be bwilt with a high ratio of labor to capital However, the
project provides no practical guidance on how to handle a situation in which the
least cost meataod ot corstruction mav be more capital intensive than a higher cost

method

A%



By PACD, the project, according to the logical framework, 1s to have
constructed or renovated at least 100 infrastructure facilities and provided at least

154,000 person-weeks of employment No nternrm or mnd-projeét outputs are
specified.
Bri i Descri

The grant agreement provides that USAID contribute up to USS 12 7 milhion and
the CDB the equivalent of US$ 35 million to finance three project components The
first component, to be used for new construction and the rehabilitation of existing
infrastructure, receives the largest portion of these funds ~-- US$ 1255 millon An
mitial allocation under this component grants US$ | million to each of seven
countries Antigua and Barbuda, Belize, Dominica, Grenada, St Lucia, St Kitts and
Nevis, and St Vincent and the Grenadines In addition, USS 200,000 and USS
400,000 are granted to the two British dependencies of Anguilla and Montserrat,
respectively The remaining funds for infrastructure -- USS 495 mullion -- are to be
allocated among the nine countries, based on their performance in the use of the

initial allocation Performance criteria include

Mamten’ance performance,

Labor content,

Rapidity of implementation,
Continued demonstrated need, and

Population s1ze and unemployment level

The second component 1s maintenance systems development This component
provides US$S 650,000 to establish in-country maintenance materials funds, to finance
mantenance plans development and public awareness activities, to produce working
manual, for maintenance, and to finance the mplementation costs of the
recommendations that issue from a maintenance evaluation of the predecessor BHN

project
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The third component, funded at US$ 3 million, 1s project management and
implementation. This component meets the costs of CDB staff time spent on the
project and reimburses governments, subject to agreed limts, for the salaries and
allowances paid t0 1n-country project Ssupervisors It also provides financing for
engmneering consultants, public information programs aimed at promoting awareness of
employment opportunities under the project, and evaluations

Table 1 provides a summary financial plan (as revised shghtly by project
implementation letter from the original plan 1n the grant agreement).

ACCOMPLISHMENTS TO DATE

Selection and Status of Subprotects

Selection

According to the project paper, subproject eligibility was to be determined
through use of a complicated method, labeled the multiple criteria utility assessment
(MCUA) formula Nine selection criterra were agreed upon and relative weights were
assigned to the criteria (see Table 2) However, 1t was also agreed that "host
country priority, availability of aiternative funding, and consonance with AID and
CDB policies” would be "overriding factors in subproject selection” The inclusion of
this broad caveat, of course, has the effect, at least potentially, of vitiating the

objective use of the criteria

The actual selection process differed a great deal by country For most
countries, a project identification team used the MCUA in January and February 1984
to cull and rank order a long list of subprojects that was submitted to the team by
various government agencies The total cost of the subprojects invariably exceeded
the country's allocation  Therefore, 1n July 1984, shortly after the CDB/USAID grant
agreement was signed, each country was asked to select from among the ranhk-
ordered list a shorter list of subprojects, the total value of which would not exceed
the allocation Some countries did exactly this, others selected some subprojects

from the original hList and addad different ones to 1t (This procedure w1 permittad

>
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TABLE 1

BASIC NEEDS TRUST FUND

FINANCIAL PLAN

(US$ 000)
Year 1 Year 2 Year 3
Item AlD (0] AlD co8 AlD o8 Total
Physical’ Infrastructure 2,900 - 3,457 843 3,350 2,000 12,550
Maintenance 85 - 270 - 295 - 650
Project Management and
lmplementation
coB 233 61 245 65 265 n 940
Country Supervisors 87 23 95 25 103 27 350
AZE Consultants 520 45 394 131 2007 209 1,500
Evaluation 60 - 70 - 70 .- 200
TOTAL 3,885 7129 4,531 1,064 4,284 2,307 16, 200
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TABLE 2
SUBPROJECT SELECTION CRITERIA

Criteria

Cost

Anticipated labor content
Anticipated start-up time
Matenals (% imports)
Recurrent maintenance costs
Environmental impact
In-house technical expertise
Geographic dispersion

Cost per beneficiary/user

05
10
0.9
08
10
0.4
05
04
08

/;A

1
A
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by CDB and USAID as long as new subprojects were “"similar" to the ones for which
they were substituted) One country, St. Vincent, whose government had changed in
the interim, discarded the entire original list and substituted another  Altogether, a
substantial number of the subprojects selected by governments were on the lists rank
ordered by the identification team

None of the countries used the MCUA 1n its selection process None of the
project supervisors had, in fact, ever heard of it although senior government officials
had been informed of it Grenada used its own set of selection criteria, which, in
some ways, appears superior to the MCUA because the Grenada criteria, unhke the
MCUA, factored in economic rates of return and social impact (see Annex 3), In
most countries, projects were selected by the Cabinet Not surprisingly, political
considerations (particularly, location relative to a minister's constituency) weighed
heavily 1n the selection of many subprojects When CDB received the formal
applications for subprojects from government, the MCUA criteria were used as an
approval checklist but the mathematical formula were not appled After CDB
approval, subprojects were sent to USAID for concurrence, which in most cases was
forthcom:ng In some cases, however, USAID rejected projects that were on the

original list 1n the project paper

, i

For all these variations 1n selection methods, the evaluation team found that
the subprojects, with only a small number of exceptions mentioned in the individual
country sections of this report, were well selected in terms of meeting basic human
needs. With the exception of the heavy concentration on roads and footpaths in St
Vincent, the subprojects eventually approved were of the same tipe as were on the
original list -- mainly schools, health clinics, and water systems (see Table 3)

In general, the subprojects were also well dispersed geographically and
demographically (see country maps, Part Three) On most islands, the subprojects
were situated in a variety of locations corresponding to population concentration and
need. Water systems were installed in areas of water shortage, schools and school
extensions were built in overcrowded areas, and new health centers were located
where little or no service previously existed Once again, exceptions to these

findings are noted in the individual country sections
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TABLE 3

APPROVED SUBPROJECTS BY TYPE

St. Kitts St. Vincent &
~ _of Project Anguilla Antigua Belize Bominica Grenada Montserrat & Nevis St. Lucia The Grenadines Total
iLth Facilities 2 6 5 4 1 1 1 2 - 22
ols 1 3 2 [ 1 3 3 2 . 21
1 Systems - - 6 s 2 2 6 2 23
N - - . . - . - - 15 15
er - 1 1 - 1 2 1 2 1 9
foraL 3 10 n 15 5 6 7 12 18 9

1T
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The most important accomplishment of BNTF to date s that, at about its
midway point, the project has succeeded in preparing plans and construction drawings
and 1n starting or completing construction of a large number of infrastructure

subprojects

Although the CDB/USAID grant agreement was signed in June 1984, engineering
and construction activities in the nine beneficiary countries only began at various
times 1n 1985 The interim was taken up in negotiating grant agreements between
the CDB and the individual countries, appointing project supervisors, processing and
approving subproject applications, advertising for and engaging engineering
consultants, and satisfying conditions precedent to first disbursements Conditions
precedent to first disbursement for the CDB/USAID grant were satisfied in September
1984, all individual country grant agreements were sxg,ned by December 1984, and all
project supervisors were appointed by January 1984, except for the Grenada
supervisor who was appointed in April 1985 An important event 1n the project was
a meeting of project supervisors held in Barbados in November 1984 and attended by
all supervisors except those from Grenada and Montserrat (Grenada and Montserrat
were represente:.'i at the workshop by other persons designated by those countries’

governments )

Conditions precedent to first disbursement under the country grant agreements
were satisfied for all countries by early February 1985, and the CDB and USAID had
approved the financing of 62 subprojects by late February 1985 Only after specific
subprojects had been approved could the CDB initiate procedures for engaging
engineering consultants for those subprojects that, in 1ts judgment, would require
more complete construction drawings, specifications, bills of quantities, and tendering
documents or closer construction supervision than could be provided by host couptry
authorities. For the most part, these included all subprojects with construction by
private contractors as well as a certain number of subprojects that would be
executed by public authorities through either dnect labor or pettv contracts The
engineering consultants to be hired had to be nationals of the host country (or US
citizens), and the procedures for their engagement included advertisement in local
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newspapers and a mumimum period of two to three months to allow for responses,
invitations for and analysis of proposals, and negotiation of contracts (See Annex 4
for a typical newspaper advertisernent inviting consultants’ proposals) Actual
construction could not proceed until the consultants' plans and drawings had been
apprcved by the CDB and, in the case of construction by piivate contractors, until
contractors had been selected, usually through competitive bidding on the basis of
the documents drawn up by the consultants In addition, several other conditions
precedent to first disbursement for each subproject had to be approved, including
proof of government ownership of the land or rights of way, proof of ability to staff
and furnish the completed facility, and evidence of a commitment to maintain it

As a result, most of the construction activity did not get under way, even for
the subprojects approved early in 1985, until fall 1985. However, given CDB and
USAID procurement and contracting procedures and requirements for satisfaction of
conditions precedent, as well as the time normally, required for the start-up of any
project, the time elapsed between the signing of the grant agreement and the
start-up of construction was not excesstve In fact, they were probably expedited by

the energy and efficiency of the CDB management team

At present, 90 subprojects have been approved under the initial allocation for
the nine countries (One additional project has been approved in Anguilla under the
performance program allocation) Construction has started on 70 of these subprojects
and has been completed or substantially completed on 37 (see Table 4) It can be
safely projected, based on site wvisits and an examination of construction Sschedules,
that all 90 subprojects currently approved will be completed by the PACD (September
30, 1987), most by the end of calendar year 1986 It can also be predicted, however,
that an extension of the PACD will be necessary to allow for construction of
subprojects under the performance program, particularly since many of the procedures
described above, all of which are necessary, will have to be implemented before

construction of performance program subprojects can even begin

The most rapid implementation has been achieved by Anguilla, which completed
all design and construstion work for 1ts subprojects tn a five-month period, from
August 1985 to January 1986  The slowest implementation 1s that of Belize, where
construction on on2-'1* tt2 14 approved projects has not vet begun and only four

5
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CONSTRUCTION STATUS OF

TABLE &

SUBPROJECTS

.

St. Kitts St. Vincent &

_Anguaila Antigua Belize Dominica Grenada Montserrat & Nevis St. Lucia The Grenadines Total

Not Yet Started - 3 7 S - ] - 4 20
Started But Not Yet

Complete - 3 3 4 5 3 [ 7 2 33
Complete or Substan-

tially Complete* 3 4 4 6 - 2 1 S 12 37

TOTAL 3 10 14 15 S é 7 12 18 90

*Substantially complete means ready for service,

but perhaps tacking some

finishing touches (final painting, electric hook-up, etc).
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of the subprojects are substantially complete. St. Vincent and St Lucia have also
demonstrated relatively rapid implementation, while Antigua and Dominica have been
relatively slow. The reasons for these varations in :implementation performance
(including mitigating circumstances) are discussed in the individual country sections.

The total value of the approved allocations for the 90 subprojects 1s US$ 7.4
million, some USS 200,000 short of the overall initial allocation of USS 7.6 million.
Most of this shortfall i1s from Belize, where only US$ 879,000 of Belize's allocation
of USS ! million has been allocated for approved subprojects Most of the rest of
the shortfall 1s accounted for simply by the difference between the overall country
allocations, which were chosen arbitraiilly, and the total of the subproject
allocations, which were based on the actual projected cost of subprojects.

At the end of May 1986, 48 percent of the total infrastructure allocation had
been disbursed by the CDB to cover incurred construction expenditures (see Table 5)
Project supervisors’ reports show a somewhat lar'ger amount having actually been
spent or claimed, reflecting the lag time (usually about two weeks) between the
expenditure in country and the reimbursement by CDB  Anguilla has spent and been
rexmbursed for its total imitial allocation Grenada, Montserrat, St Lucia, and St
Vincent have received more than one-half of their allocations, whereas Antigua,
Belize, Dominica, and St Kitts have received less than one-half  Antigua has been
particularly slow 1n using its mmtial allocation, having been reimbursed for only US3

186,000 of its USS 1 mullion allocation

Notwithstanding a small number of problems that have delayed implementation in
some subprojects and some countries, the overall pace of implementation has been
more than adequate The management procedures established by the CDB have been
largely successful to date in achieving rapid implementation In subsequent sections,
some changes are recommended that may accelerate implementation even further, but
other changes involving contracting and supervision are recommended that may slow
it down since the emphasis on the fast-track approach has at times detracted from

adequate controls and supervision

N

O
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TABLE 5

PHYSCIAL INFRASTRUCTURE -- OVERALL

INITIAL ALLOCATION, ALLOCATION FOR APPROVED SUPROJECTS,

AND EXPENDITURE THROUGH MAY 1986

(US$000)
St. Kitts St. Vircent &
Anguilla Antigua Belyze Domimca Grenada _ Montserrat & Nevis St. tucia The Grenadines Tet
A. Overall Initial Allocation 200 1,000 1,000 1,000 1,000 400 1,000 1,000 1,000 7,6
B. Allocation for Approved Subprojects 200 1,000 879 992 978 392 1,000 961 991 7,3
€ Expenditure 200 186 386 342 n 228 460 550 615 3,5
D. Difference - A-C 0 . 814 614 658 429 12 5640 450 385 4,0
E. Difference - B-C 0 814 493 650 - 407 164 5640 411 376 3,8
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Most BNTF subprojects are simple structures, usually one-story high, or are small
water projects that carry low flows The evaluation team uncovered no site problems
or problems of access or utility availability, Potable water was usually available at
every building site, and the ground was sufficiently porous to allow septic tank

installation

The new buildings were designed primarily by private consultants who were
hired by the CDB at no cost to the host country St Lucia and St Vincent were
the only countries that designed their own subprojects In St Lucia an engineering
consultant reviewed and corrected the plans prepared by government, but the plans
(as they went out to construction) were those of government In St Kitts the
government prepared the tasic plans, but an engineering consultant, after having

analyvzed them, prepared his own plans under his signature

Construction plans that were designed and drafted by government and water
authority employees were generally of a lower quality than those produced by private
engineering consultants Government plans provided few details, rarely showed
profiles of roads or water lines, and were almost always inadequate for bidding by
private contractors Under the direct labor method of construction, government plans
generally served only as a guide, with public works or water authoritv supervisors
often deviating from them, frequently, this resulted in performing more workh than
was orniginally envisioned With little research performed by public works personnel
prior’ to design, problems were frequently uncovered only as the works proceeded
As a result, publicly designad and bult sui:prOJects generally had manv more delays
than those that were privately designed and bwilt, resulung in higher costs and lower

quality



Structural! Soundness

Almost all the buildings the evaluation team inspected appeared to be structurally
sound The only possible exceptions were the open rafter roof support systems used
in certain buildings in Montserrat and Anguilla. As elaborated in the country-
specific findings, these types of roofs usually need additional bracing,!

In general all concrete was mixed and placed under proper conditions Concrete
cubes were taken 1n most places with tests indicating that adequate strength had
been obtained The one possible exception was some cold joints that were observed
on columns for the Micoud two-story multipurpose center in St. Lucia  Honeycombing
was also observed =at this site. Apparently, a recent introduction of ready-mix
concrete to that area of St Lucia had resulted in several instances of improper batching.

unpction equ

Nineteen subprojects were rehabilitations and expansions to existing buildings
In general the designers found unique and workable solutions to ensure that the
functions of the building met the needs of the users In almost every instance
consultation between designer and user determined the most logical floor plan New
spaces served i1mportant needs while old spaces were made more useful The
McKnight Multipurpose Center at Basseterre in St Kitts was the only exception
This building was intended to serve many uses Some were denied through the
approval process, other uses were introduced These rearrangements produced
changing rooms that were poorly located and a hall that was too small to have a

stage

1 The engineering consultants in St. Kitts prepared an excellent report on how
to provide additional support to an open rafter roof support svstem (See "The
Suitability and Adequacy of Design Drawings Prepared by the Planning Unit, Basseterre,

St. Kitts," June 1985, p 18)
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No building can be designed maintenance free. However, attempts can be made
to build with materials that are highly durable, easily cleaned, and require little or
no periodic painting or repairs Many designs attempted to take advantage of
modern construction materials that would reduce life cycle costs and produce a
quality product that was also aesthetically pleasing In Montserrat the school
buildings at Plymouth used aluminum roofing panels instead of the standard galvanized
steel panels The latter must be painted aboui every five years 1if they are to
withstand the harsh salt air that constantly blows across the shorelines of the
Caribbean 1slands Many consultants designed windows with complete aluminum
louvers rather than a ship-in glass or wood louver Most louvers were placed high n
schools so that children could not play with the handles. In Domunica reinforced
concrete roofs and water tanks were being buwilt, eliminating periodic roof and wall

painting

There was an abseace of a technical specification requiring all subproject
existing buildings that were to be renovated and all new buildings that were to be
built to have the ground under each building treated by a termicide Similarly,
lumber for social infrastructure was used that had not been pressure treated to resist
destruction by termite infestation Some engineers required that a non-penetrating
hquid preservant be painted on the wood However, the only long-term resistance to

termite snfestation 1s the use of pressure-treated lumber

Aesthetics

In a basic needs project, aesthetics 1s understandably a low priority If a
unique design can be produced at a reasonable cost, however, it would make good
sense to improve appearance In Dominica the Scotts Head School, the Dublanc
School, and the Morne Prosper School were all high quality examples of unique

designs that took advantage of the natural environment of the site
The quality of fimish work varied a great deal by country and by subproject

Most of the finish workh was adequate, and in some cases 1t w3as superior (subprojects

in Dominica and Grerada for example) But in certain subprojects in other countries

yor
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technical specifications were not sufficiently detailed in describing the level of finish
required (especially on wood surfaces) Hammer marks were left on finished wood,
finished nails were not used on window and door trim, nails were not set, puttied,
and sanded, knots and blemishes were left in finished woodwork, paint was left on
alumimmum windows, concrete floors were left rough; and stucco on walls was not

completely smoothed out. .
I It

The engineering consultants engaged by CDB were the vital link in the chain of
project success. They corrected government plans, wrote specifications, prepared
bidding and contracting documents, supervised the work of private contracting and
public agencies, and authorized claims for payment Many governments and water
authorities preferred to do their own designs and construction, which allowed for
flexsbiity and kept more people on the government payroll However, the evaluation
team found that government engineers and des:gnerf were generally less efficient

than private engineering consultants

Most engineering consultants were doing an excellent jodb However, some
consultants, when called upon to evaluate bids and recommend contract awards, were
compromising standards for political reasons As will be discussed in some country-
specific sections of Part Three, some BNTF engineering consultants appeared to be
accepting politically motivated contracting decisions rather than adhering to CDB

competitive bidding regulations

BNTF documents emphasize employment generation The project's purpose
statement includes the phrase "using labor intensive technologies,” the probleny
statement in the project paper devotes about one-half its verbiage to "the problem of
unemployment and underemployment,” and an expected output contained in the logical
framework 1s "at least 154,000 person weeks of employment of low 1ncome
individuals® To monitor employment generation, the project supervisor's monthly
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report form includes eight lLine items on direct and indirect employment generation as
well as a place for commentary on "labor" The form includes a requested breakdown
of employment generation by sex and age. (See Annex 5 for an example of the form )

The project's emphasis on employment generation 1s not difficult to understand
Unemployment 1s extremely high in the participating countries, has increased in every
country except Montserrat over the last 15 years, and 1s probably the primary
political 1ssue 1n most of the Commonwealth Caribbean

Table 6 shows unemployment figures taken from census data and the CDB's 1985
annual report  The rehiability of these figures 1s unknown as the evaluation team
found almost no updated official figures on unemployment in the participating
countries In most countries, the only such figures were provided by the political
parties, with the party in power reporting, predictably, a lower rate than the
opposition party  Throughout the islands, officials admutted that public services were
overstaffed but could not be reduced because of the effects on unemployment The
most extreme example was the government of St Kitt's operation of the entire sugar
industry, which, despite its unprofitability, could not be neglected because it was the

island’s primary source of employment

Probl with the M r vmen 1 dLa n

Notwithstanding the wurgency of the problem, as well as the understandable
intention of the BNTF to target the unemployment issue, the evaluation team found it
difficult to provide a meaningful or reliable measurement of the project’s "employment
generation" to date The reasons for this are both conceptual and methodological

(data collection and reporting)

The first conceptual problem stems from the fact that the direct employment
generated by the construction of the subproject facilities (which was what project
supervisors were attempting to measure) was all short term Unlihe projects that
build factories, for example, the BNTF subprojects were not creating long-term jobs
(except for the additional teachers who would be employed in the schools or the
health worhers 1n the chimiss, but this was not what project supervisors were

attempting to m»1 2re) The emplovment of most of the shilled and unshilled hborers



TABLE 6

UNEMPLOYMENT RATES -- 1970, 1980, 1984

1970(aj] 1980[a] 1984(b)
Anguilla n.a. n.a. 26.4
Antigua and Barbados 12.0 20.7 21.0
Belize 4.7 13.6 14.0
Dominica 7.0 18.3 n.a.
Grenada 9.4 18.2 28.0
Montserrat 4.6 13.0 7.0
St. Kitts and Nevis 4,2 12.4 n.a.
st. Lucia 9.3 17.2 22.0
St. Vincent and
The Grenadines 11.1 ! n.a. n.a.

Source:

a BNTF Project Paper

b CDB Annual Report - 1985

n.a. Not available
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who worked on BNTF subproject construction lasted several months at most, sometimes
only several weeks In St Vincent the Public Works Department would typically
employ three or more separate crews on short road segments to spread income
opportunities as widely as possible in the area where the road was being built; this
resulted in employment for some men lasting only one week. It would seem debatable
whether the creation of a job lasting only weeks or months should be considered
employment generation since 1t provides only temporary benefits for the person
employed and is likely to have little effect on yearly employment and unemployment

statistics

A second conceptual problem involves the degree to which the project can
directly affect laber intensiveness Some types of subprojects, such as reafforestation
or road construction, are, perhaps, more labor intensive than others, such as water
systems or building construction But the selection of subprojects should be determined
more by need and cost than by marginal differences in labor content Once the
subproject 1s selected, little can be done, or should, be done, to affect labor content
since the imperauve during implementation should be timely and cost-effective
completion rather than aruficial tinkering with labor-capital ratios The evaluation
team observed, moreover, that private contractors throughout the islands were using
almost the same construction techniques, including hand-mixing of cement Thus, on
any given p’ro,|ect. the number of person-days of labor should bear a roughly
constant relationship to the size of the project. When measured in financial terms,
the labor content of a 1,500-foot clinic built by private contractors in Grenada
should, 1n other words, be approximately the same as the labor content of a clinic of
similar size built bv private contractors in St Lucia as long as the prevailing wage
rates are the same (Most materials are imported and should, therefore, vary little
in price although the sources of items such as cement did, in fact, vary between the

Leeward and the Windward Islands )

A ird conceptual problem involves the meaning of the term “"labor content”
Although the term 1s not defined in any project document examined by the evaluation
team, 1t was assumed that the intention was to define labor content simply as the
financial ratio of the amount spent on wages to total project cost the higher the
ratio the better However, a cross-country comparison of such ratios would always

mahe the countries with ra2'atively low wage rates, such as Angwll, look better than

o
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countries with relatively low wage rates, such as Belize, An alternative definition of
labor content might be the ratio of person-days of labor to total subproject cost
However, because wages are included in total cost, the use of this ratio would have
the opposite effect of the one described above: it would make the low wage
countries look better than the high wage countries.

With respect to methodology, the team found that the employment data
collected by most project supervisors were unreliable and of questionable
cross-country comparability  There were several reasons for the unrehability  Furst,
most project supervisors were having a difficult time collecting information and this
was reflected in the frequency of late and blank information on monthly reports
Contractors and public works officials were not accustomed to collecting and
providing labor data in the form requested by the project and felt little obligation to
do so Data from subprojects executed by government agencies and public authorities
frequently arrived late and incomplete  Most project supervisors were not providing
any information on indirect employment generation (aljthough those who were seemed

to be arriving at reasonable estimates and calculations)

Second, few project supervisors examined or even spot-cheched payroll sheets to
confirm reporteg counts of persons employed, person-days of employment, and wages
Most project supervisors relied on oral or ad hoc written reports from contractors or
public authorities to obtain employment data One project supervisor who was having
trouble getting employment data directly decided to calculate monthly person-days by
dividing the total monthly wages by the number of working davs in the month to get
the average daily payroll, then dividing the average daily payroll bv the number of
persons employed to get the average daily wage, and then dividing the average daily
wage by the total monthly payroll Beyond questions of the relhability of the data
that go into such a calculation, the result has little meaning since it does not factor
in weights for salary differentials (a carpenter typically makes twice as much as an
ordinary laborer in the Caribbean) Another project supervisor admitted that he
recesved no data at all from those responsible for construction and that hss'

employment data were guesstimates.

47
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Withput direct examination of payroll documents, it 1s necessary to be skeptical
of employment data reported by either private contractors or public works depart-
ments. Almost all the private contractors were operating on fixed price contracts,
which meant that "not only did they have no contractual obligation to report
employment data but also most were reluctant to do so for fear of revealing their
profits. In addition, private contractors have an incentive to mimimize their labor
expenses since this 1s the easiest way to increase profits  Public works departments,
by contrast, have an incentive to inflate either the actual labor utilized in a
subproject (for poliucal reasons) or the reported labor utilized to increase the
amount of their reimbursement from CDB Under these circumstances 1t should come
as little surprise to find that subprojects executed through public works departments
took longer to complete than those done by private contractors

Data on the sex and age of employees were apparently also obtamned in an ad
hoc matter since none of the contractor or public works payroll sheets examined by
the evaluation team contained this information In reality 1t probablv mattered little
whether the information on sex was gathered systematically, since the nature of the
work generated by the subprojects -- construction -- typically requires the
employment mostly of men Yet site inspections by the evaluation team revealed that
there were frequentlv two or more young men (under 20) employed on a construction
crew, So 1t 15 likely that this category was underreported

The third reason for the unreliability of the employment data was confusion
about how to report data on the monthly form A comparnison of monthly reports
with a sample of pavroll sheets revealed, for example, that some project supervisors
were reporting the “"numter of men employed” as the number of “different
individuals" employed in a given month, others were reporting this figure as the
number employed on some random day of the month (often the last day), while
others were reporting an average or modal figure. In addition, some project
supervisors were treaung the category "number of youth employed” as a subcategory
of "number of men employed” while others were treating these two categories as
mutually exclusive One project supervisor, who was providing all materials for
contractors, was reporung the entire monthly invoice ot the contractors as "amount
spent on wages," ignoring the fact that the invowces .ould also include such costs as

transportation incerans? ot 2-r233, and proit

&-f-
—_—
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Even if the data reported were reliable and up to date, the reporting form
itself (see Annex 5) created problems for data analysis because it lached two critical
lines of cumulative data  cumulative, amount spent on wages and cumulative amount
spent on materials, Without these two line items, 1t 1s necessary to go back through
all monthly reports to add the monthly wage and materials totals to calculate labor

content,
ma T ten ]

Notwithstanding these conceptual and methodologicc! problems, the evaluation
team attempted to perform some analysis of labor content based on available data
Tables 7, 8, and 9,.provide these analyses for the three countries whose data were

considered the most reliable

The project supervisor for St Lucia was able to provide complete sets of
employment and wage data although the data were two months behind for the water
systems projects implemented by the Water and Sewerage Authority (WASA) (see
Table 7) An analysis of these data shows an overall labor content of 41 percent for
the work done to date on the 12 subprojects in St Lucia, but there 1s a large dis-
parity between the labor content of the building projects (28 percent), which were
done by pnva'te contractors, and the labor content of the water systems (55
percent), which were done by the WASA  Since the water systems subprojects should
not be inherently twice as labor intensive as the building projects, the difference 1s
attributable, at least in part, to the tendency of private contractors to use labor

more efficiently

The data in Anguilla were complete inasmuch as all three subprojects were
complete, however, the wage data, and thus the labor content (49 percent), are
inflated by inclusion of the total amount of the contractors’ invoices Even when
this error 1s considered, the labor content in Anguilla 1s probably the highest of all
the participating countries, but this 1s due almost entirely to the relatively high cost
of labor in Anguilla A division of the total wages by the total person-days in Table
8 reveals an average daily wage of nearly EC$ 87 The true figure 1s probably closer
to EC$ 60, but this 1s stll higher than the EC$ 47 that can be calculated for St
Lucia or the ECS 27 (BZ$ 20) that can be calculated for Belize

45



TABLE 7

LABOR CONTENT -- ST. LUCIA

Total
Direct Labor Construction Labor
12 subprojects Person Days N Wages Expendi ture Content [c]
(ECS) (ECS) (X)
Burlding Subprojects (6) [a} 3,450 167,948 593,747 28.3
Water Supply Subprogects (6) [b) 6,544 301,428 547,939 55.0
TOTAL 9,99 469,376 1,141,686 &1.1

Notes:
a As of'lprtl 30, 1986 -- all construction by private contractors.
b As of February 28, 1986 -- all contruction by the Water and Sewerage Authority.

¢ Wages divided by total expenditure.

L
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TABLE 8

LABOR CONTENT -- ANGUILLA

Total
Dircct Laborla) Construction Labor
Three Subprojects Person Days Wages tb) Expendi ture Content {c)
(ECS) (ECS) (¢4)
West End Health and Day Care .
Center 922 74,000 156,245 47.4
Island Harbor Health and Day
Center 213 74,000 168,990 43.8
Extension to Votech Center 1,094 108,760 192,362 55.5
TOTAL 2,929 254,700 517,597 49.2

Notes:
8 All construction in Anguitla was done by private contractors although 1t was supzrvised by Public Works.
b Includes entire tnvoice of labor contractor, including transportation, Insurance, overhead, and profit (1f any).

¢ Wages divided by total expenditure (but probably an overestimate -- see Note b).



TABLE 9

LABOR CONTENT -- BELIZE

Total
Direct Labor Construction Labor
Subpro)ects (al Person Days * Wages Expend) ture Content fel
(82%) (82%)

Rchabilitation and Extension

Subprojccts (2) 3,286 52,642(b} 236,033 22.3
New Health Clinics (2) 2,976 57,6701(c) 230,886 25.0
Yater Systems (2) 1,251 38,8311d) 194,514 20.0
Total 7,513 149,143 661,143 22.6

Hotes:
a Includes six of the seven projects under construction or completed.
b Estimate based on a calculation of the average daily wage for April 1986 (Bz$ 16.02).
¢ Estimates based on a calculation of the average daily wage for April 19856 (828 20.77 and 828 17.35).

d Estimate based on a catculation of the average daily wage for April 1986 (Bz$ 31.04) for the
Belize City water system.

e Wages divided by total expenditure.,
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The data from Belize were incomplete, but those that existed were probably the
most rehable as the project supervisor actually had copies of pay sheets in his files
As can be seen in Table 9, the labor content in Belize 1s only 23 percent, which 1s
undoubtedly the lowest of the participating countries  However, this rate 1s almost
entirely attributable to the low wage rates prevailing in Belize It 1s also interesting
to note from Table 9 that, unlike in St Lucia, there is little difference between the
labor content of the water systems subprojects and the building subprojects It can
be surmised that the reason 1s that in Belize all subprojects -- not just the water

systems, as in St Lucia -- were executed by public authorities

Based on an analysis of data from St. Lucia (which had perhaps the most
rehiable data on employment and whose wage rates were about average for the
Eastern Caribbean), the project will fall well short of attaining its objective of
generating 154,000 person-weeks of employment. To date, St Lucia has spent USS
422,847 on nfrastructure development and with this expenditure had generated 1,997
person-weeks of employment, yielding a ratio of 47 person-weeks of employment for
every USS 1,000 spent on infrastructure development. If this ratio 1s valid, the
expenditure of every penny of the US$ 1255 mullion allocated for infrastructure (this
includes monies allocated for the performance program) will generate just 59,000
person-weeks'of employment. Even if 1t can be assumed that indirect employment
will add 50 pe’rcent to this figure, total BNTF employment generation will be only

about 89,000 person-weeks
) f Public Informat: rea vmen

According to the grant agreement, a small sum of money (US$S 68,000) was to
be made available "in order to improve the availability of information regarding
employment opportunities possible under the projects and to ensure adequate publicity
of the works financed" The evaluation team found that, with only a few exceptions,
every subproject that was under construction or had been completed featured a large
promunently displayed sign announcing the sponsorship of the project by CDB and

USAID.
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By contrast, the team found no evidence of publicity advertising employment
opportunities The apparent reason for this was lack of need. Both contractors and
public works officials were unanimous in theiwr opimion that no such advertising was
necessary since the supply of unemployed laborers was more than sufficient to fill
the demand Contractors normally wused skilled workers (carpenters, masons,
electricians, and plumters) they had employed in the past. They sometimes also used
the same general laborers, but more often hired laborers from among the local men
who would show up at a construction site at the first sign of activity,

Maintenance of Subproracts

The maintenance svstems development component of BNTF provides USS 650,0C0
to establish 1n-couatrs maintenance materials funds, to finance maintenance plans
development and puchc awareness activities, to produce working manuals for
maintenance, and to finance other activities related to the maintenance of BNTF
subprojects To da:2 none of these activities has commenced However, an
evaluation of maintenance under the BHN program took place in 1985 and a number
of recommendations issuming f{rom (hat evaluation will presumably be incorporated in
the BNTF maintenance program In addition, a work plan for the component has re-
cently been completead, and a USAID socio'ogist has begun helping establish
country-wide maintenance committees These steps should help launch the

implementation of the B\NTF maintenance component

The outlook for the maintenance of the BNTF subprojects differs by country,
In Montserrat maintenance of public facilities 1s of top priority whereas in Antigua
there 1s little concern for repair and maintenance Concern varies 1n the other
countries, with Dominica ranking high Education and assistance through the BNTF
maintenance program can, if administered properly, sigmificantly affect the attitude

toward maintenance

Development Impact

Most ot the sucorojects approved under the imitial allocation appear to have
been well selected and situated in terms of their impact on basic needs Ot the 90

subprojacts appry -2 - firancing, 37 are complete (or substantially complete)  and
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about one-half of these are already in use The evaluation team observed the use of
several of these subprojects and talked to a number of users In almost every case,
the facility was serving the needs of the commumty and the community was

appropriately appreciative

There were a few exceptions. In Belize at least one water system subproject,
perhaps more, was duplicating existing facilites In Anguilla, the day care centers,
which supposedly were so badly needed, were not in operation fully five months after
completion In St Vincent, 1t was not clear that certain roads or footpaths urgently
needed to be paved, given the small number of residences they served In several
countries, vocational and technical centers were being equipped with machines that
did not exist elsewhere on the island And in Grenada, there seemed to be ambiguity
about what the purpose of the Annandale scheme was: lumber and citrus production,

soil conservation, or watershed management?

The MCUA were devoid of any criteria that would measure socioeconomic utility
or need Given that the MCUA criteria were not us;d by host country governments
in their selection process, 1t 1s not clear that the addition of socioeconomic criteria
would weed out doubtful subprojects, but it does seem that more systematic attention

should be paid to long-term development impact

’

Project Management

BNTF 1s a well-managed project. The project management system, involving
regional and subregional management by CDB and USAID, country-specific
management by full-time project supervisors and other host country personnel, and
the use of engineering consultants for design and construction supervision, has in
general worked well Subprojects have been planned, designed, submitted, and appro-
ved rapidly; funds have flowed smoothly so that problems with cash flow have not
held up subproject progress, and communications among the management team have

been well coordinated

USAID's Regional Development Office in Barbados has generally limited its role
to concurrence in CDB subproject approvals and to occasional inspection visits to the
participating countries This arms-length management stance 1S appropriate since

~/

. \’/
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day-to-day management has been entrusted to CDB. The one area that USAID has
become involved in more directly is the maintenance component, which, given its lack

of activity, needed top-level attention

Regional management by CDB is entrusted to a three-person team. One person
heads this team and bears overall responsibility to the CDB and to USAID for
project management. This person also takes charge of BNTF subprojects in Belize.
The Eastern Caribbean countries are divided between the two other members of the
team, /th one person responsible for the four Windward Islands, the other for the
four Leeward Islands The CDB team visits each island at least quarterly (see Annex
6) and maintains contact with project supervisors more frequently by letter or by
telephone  The three CDB staff are all engineers and are thus able to supervise the
work of engineering consultants and make judgments about subproject design and
construction  Several letters in the files of project supervisors reveal that CDB staff
had counseled modifications of an architectural or’structural nature after reviewing

blueprints

Each country except Montserrat has a full-tme project supervisor whose
government salary is reimbursed by the CDB up to an agreed level In five countries
the project 'supervxsors are retired high-ranking civil servants, in three countries
they are younger men who are still pursuing careers In Montserrat the project
supervisor, who 1s British, 1s on a technical assistance assignment as chief engineer
of the Public Works Department., Because of his other duties, he 1s able to devote
only about 5 percent of his time to BNTF project supervision

All of the project supervisors were able and hard working Only two of the
supervisors -- in Montserrat and in St Lucia -- were engineers, but most of the
others had at least a modicum nf experience in the management of public works
projects Some of the supervisors -- in Belize and Dominica, for example -- had
assignments that appeared more than full time because of the large number of
subprojects or the larger and more difficult terrain they had to cover Other
supervisors -- Anguilla, Montserrat, and perhaps Grenada, for example -- appeared to

=
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»

have less than full-time jobs because of the number of subprojects or the small
size of their islands However, the amount of time devoted to BNTF subproject
supervision by the project supervisor in Montserrat was not sufficient to carry out

his duties adequately.

One problem had to do with the project supervisors’ transportation and office
support. In some countries, project supervisors were receiving, in addition to salary,
a transportation allowance for use of their personal car., Sometimes this allowance
was siumply a flat monthly rate, which differed by country, at other times it was a
monthly rate plus mileage In other countries, supervisors were getting no
transportation allowance at all, or it was explained that their salaries had already
been topped off to.cover transportation. Some supervisors had secretarial support
and photocopying services, others did not. The supervisor in Anguilla was paying a
secretary from his own pocket., The supervisor in Belize had his office in Belize
City but had to send documents to Belmopan for photocopying.

. 4

It s recognized that project supervisors are government employees and that
their conditions of service are dictated by the civil service regulations of their
governments The CDB should not -- and does not -- impuse conditions that will
make special evceptions for project supervisors  However, because of the key role
the project supérwsors play in BNTF, the CDB has an interest in ensuring that they

receive adequate support to carry out their responsibilities

Reference has already bzen made to the difficulties that project supervisors had
with the reporting system, particularly with respect to labor content But the
evaluation team believes that these difficulties stem less from deficiencies 1n the
project management system than from an overcomplicated reporting system that com-
pels project managers to collect data that are not normally part of a management
information system in a construction project. Recommendations on how these

problems can be overcome appear in Part Five.
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PART THREE
COUNTRY-SPECIFIC FINDINGS

ANGUILLA
jef Descripti h v

Anguilla, a British Dependent Territory, 1s the most northerly of the Leeward
Islands It 1s the smallest of the BNTF countries (91 square kilometers) and has the
smallest population, about 7,000 The population is evenly distributed over the 21-
mile length of the island with only shightly heavier concentrations around the capital,
called The Valley, and the west end

The 1sland 1s mostly flat with a coral limestone foundation There 15 some
livestock, but almost no commercial crop productxop The economy .epends mainly
on tourism, offshore banking, livestock, salt production, boat building, and fishing
Chief exports are salt, lobster, and livestock Much of the working population 1s
employed on nearbv St Maartens and commutes daily. Per cap:ita income 1§
estimated at thS 1,000, and unemployment 1s at 26 percent

f Allocation an atus of Su

Commensurate with 1ts small territorial and population size, Anguilla received

the smallest 1initial allocation -- USS 200,000, The allocation was used to finance
three subprojects a vocational’technical center at the island’s only secon<ary school
and ,two combination health clinics/day care centers The secondary school 1s

situated 1n the center of the island in The Valley whereas the two health clinics/day

care centers are on the two ends of the island.

The three subprojects were designed by engineering consultants engaged by CDB
in August an¢ September 1985  Construction of all three buildings began on October
1, 1985, and was completed in January 1986 Both the total time elapsed for des'gn
and construction and the time tahen for construction was by far the shortest of any

i



38
of the BNTF countries Perhaps for this reason Angwlla 1s the only country to date

to have received an allocation under the performance program -- USS 45,000 for
another health chinic

Subproject Visitation Schedule and Descripty r Visi

Schedule

The evaluation team arrived in Anguilla on the morning of June 5 Team
members spent the remainder of the day with the project supervisor discussing the
project profile, monthly reports, construction plans, and general correspondence. On
June 6 the team met with the CDB engineering consultant and staff members of the
ministries involved with the BNTF subprojects In the afternoon the team wvisited all

four sites
Order
of
Visit roject
1 VYalley Secondary School-Vocational/Technical Center
2 Island Harbour Health Clinic/Day Care Center
3 West End Health Clinic/Day Care Center
4 Southhill Health Clinsc!
Descriptions
The extension of the Vocational/Technical Center at The Vallev JSecondarv

School 1nvolves construction of a new 2,050 square foot one-story concrete
block-stucco building, with a concrete roof, consisting of one large shop
area for woodworking and one smaller technical drawing room This
building is part of a larger complex situated 1n The Valley

1 This subtiproject 1s part of the performance program
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LOCATION OF SUBPROJECTS
VISITED BY EVALUATION TEAM

Locauon
—Code Name of Suboroject

Valley Secondary School-Vocational/Technical Center ' i
Island Harbour Health Clinic/Day Care Center } 1
West End Health Clinic/Day Care Center

Southhill Health Chinic® -

HWN e

* This subproject 1s part of the Performance Program
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The [sland Harbour Health Clinic/Dav Care Center subproject consists of

construction of a new 980 square foot one-story concrete block-stucco
building to be used as a health clinic, plus an additional new 880 square
foot one-story concrete block-stucco building 6 feet away to be used as a
day care center., This facility 1s located in the village of Island Harbour
about five miles northwest of The Valley.

he W 2al ni 1s identical to the one
described atove at Island Harbour. It 1s located in the wvicinity of West
End Village about seven miles southwest of The Valley.

~

ubpr lesrion

The project idenufication design team did not wvisit Anguilla and therefore did
not apply the MCUA to the original list of projects Rather a number of projects
were identified by the Anguillan government and dxécussed with the CDB and USAID
Six subprojects with a value of USS 964,000 were included in an "eligible" list, but
only one project from this list was included among the three eventuallv financed
Apparently USAID rejected several projects, including the construction of a facility
for Radio Anguilla and the construction of a new jetty to handle passengers
commuting to and from St Maartens, on the grounds that these were not social
service projects Funding for others from the original list was obtained from other

sources

The evaluation team felt that the health care centers were useful subprojects,
but had some doubts atout ihe urgency of the need for day care centers At the
tume of the evaluauon in May 1986, neither of the two day care centers was open
for use even though they had been completed 1n January  Apparently the government
had not prowvided for the staff or the furnishing of the centers in its budget and had
not decided which mnstry would operate them unul after the buildings were

completed.
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The vocational/technical center had only recently begun to hold classes eiven
though it too was completed in January., The center had no electricity and no
shelves or cabinets for tools Much of the equipment did not ewust elsewhere on the
island, thus students trained in the use of this equipment would have to apply their
skills off the island

esygn Techniques and nstruction Standard

All three subprojects were designed by one consultant, and in general all three
appear to have been well designed from a structural, functional, and aesthetic point
of view The team's only structural concern was the use of an open rafter roof
support system in the three buildings inspected in Angulla The roofs 1n these
buildings are low pitched (between 15 and 20 degrees) and, accordingly, may be
subject to considerable uplift during a severe windstorm In such roof support
systems, the joint at the peak where the rafters come together usually acts as a
hinge. The joint, which 1s usually nailed, may open up during a high velocity
windstorm  Steel gusset plates placed on each of side of the joint that fasten both
rafters together with through bolts can be used to provide additional support A
collar brace placed horizontally midway up the slope of each pair of rafters on each
side of the rafter and fastened with through bolts will provide considerable

additional support

High quality finish materials were used that allowed the projects to stand out
as above average within the community they served The project supervisor
considered the consultant's work to be very good It appears tnat the public works
engineer (who did the structural design), the project supervisor, and the engineering

consultant worked well together as a team

Notwithstanding letters to the contrary from the engineering consultants,
subproject allocations were insufficient to complete the buildings as designed  The
health centers were apparently designed orginally with nsufficient information
concerning budget constraints  When 1t was realized that funds would be ught, the
project supervisor decided to procure materials himself, rather than including
materials procurement n the contracts He then pressed contractors to complete

their work at cost or less,
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The impression obtained through written reports that the buildings were
constructed by the Public Works Department through petty contractors is erroneous
In fact, the project supervisor hired well-established and experienced contractors to
start and complete the construction, but for each subproject engaged a single
contractor through a series of five separate contracts, This petty-contract method
was apparently used to circumvent the CDB requirement for competitive bidding or,
perhaps, to satisfy what was perceived to be CDB encouragement to employ small-

scale contractors.

Once the projects were awarded, the project supervisor, operating as a quasi-
general contractor, secured good value for the money expended There were,
however, minor problems with workmanship. concrete floors were left in a rough
state, sawed lumber was not cut straight, and banks of louvers were not installed
according to the drawings The wuse of the high-quality fimish matenals was
sometimes marred by inadequate preparation of surf’aces prior to painting, and paint

was left on surfaces (such as the anodized aluminum windows) that were not

intended to be painted

Adequacv of Procurement Arrangements

Anguilla has an unusual procurement situation The projects supervisor acted as
a quasi-contractor He purchased all materials for the three projects On the Island
Harbour Health Center, all materials arrived on time and in good condition although
ECS 19,460 more was spent on materials than had originally been planned This was
partly due to an increase in the cost of materials acquired by the supplier and
passed on to government from the time the ornginal estimate was submitted. An
overrun of EC$ 5,344 also occurred at the West End Health Chnic for similar
reasons Th2se two instances of overruns occurred because suppliers raised prices
during construction This 1s a procurement problem that can be solved by having a
pre-construction buying agreement signed between the supplier, the government, and
the CDB that will require prices to be held firm for a specific period of time Fixed

price contracts with private contractors relieve g~ rernment of such procurement

problems
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There was no tracking of USAID Code 899 and 941 procurement regulations

visi for Main

Until 1983 the Public Works Department of the Ministry of Communications,
Works, and Public Utiities was responsible for maintaining public buildings similar to
the ones bwilt under BNTF. The government apparently felt that this arrangement
was not givag the ministries adequate control over the operation and mainienance of
their facilities In 1983 each munuistry became responsible for the maintenance of 1ts
own facilities and was given a line 1tem in 1ts budget for cleaning and maintenance

The logistical support mechanism for maintenance on Anguilla 1s one wherein
the majority of ministries use a system of petty contracting for maintenance
problems  The Public Works Department 1s available for advising the ministries and
often does the required work when requested and paid to do so by the munistry

concerned

Anguwlla has been allocated US$ 24,450 to carry out its portion of the
maintenance systems development program. No funds have yet been spent on this
program A country maintenance committee 15 in the formative stages and may soon
start to request funds from the CDB to prepare the country-wide maintenance plan

vment (seneration

The three subprojects in Anguilla generated 2,929 person-days of direct labor
As shown in Table 10, overall labor content is calculated to be nearly S0 percent,
which 1s probably the highest of all the participating countries However, this
calculation overstates labor content by some unknown quanuty because, as reported
in the project supervisor's monthly reports, the value of labor was assumed simply to
be the value of the contracts (since contractors were not asked to purchase
material<), however, the invoices submitted by the contractors would also mclud'e

such items as transportation, insurance, overhead, and.profit.



TABLE 10

LABOR CONTENT -- ANGUILLA

Direct Labor [a)

Y

Three Subprojects Person-Days Wages bl
(ECS)
Uest End Health Clinic and Day Core
Center 922 74,000
Islond Harbour Health Clinmic and Day
Care Center 913 74,000
Extension to Votech Center 1,094 106,700
TOTAL 2,929 254,700

Total
Construction

Expenditure
(ECS)

156,245

168,990

192,362

517,597

Labor
Content {c]}
(%)

47.4

43.8

55.5

49.2

Notes.

a All construction 1n Anguilla was done by private contractors although 1t was supervised by Public Works.

b Includes entire 1nvoice of labor contractor, including transportation, insurance, overhead, and profit (if any).

c \Vages divided by total expenditure (but probably an overestimate -- see Note b).
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Even when allowance 1s made for this error, 1t 1s likely that Anguilla still has
the highest labor content among the participating countries  The reason for this,
however, has little or nothing to do with the project, but can be attributed almost
entirely to wage rates on Anguilla being considerably higher than in the other BNTF
countries  Shilled tradesmen in Anguilla earn EC$ 70-80 per day and laborers EC$
45-50 per day. In other BNTF countries in the Eastern Caribbean, tradesmen usually
earned EC$ 40-50 per day while laborers earned EC$ 20-25 per day

Proiect Management and Reporting

The project supervisor in Anguilla was young and was also the only supervisor
who had not previously worhed for government. He had personally signed the
contracts with the construction contractors and had taken upon himself the
responsibility for all materials procurement  As attested by the rapid completion of

the subprojects, he was doing a good job

Despite Anguilla’s small number of subprojects and small allocation, the project
supervisor was being paid a full salary However, he received no secretarial support
or transportation allowance from government. He did have other income from other
Jobs and was using the secretary he employed for these other jobs to do BNTF work

The completion reports that had been filed for the three subprojects were
complete and accurate except for the overestimation of labor content. As in the
other countries, there was no attempt to track the source and origin of imported
goods even though this would have been relatively simple in Angulla since the

project supervisor was purchasing all materals.

Qther Comments

On the basis of its excellent performance under the imiuial allocation, Anguilla
should be rewarded in the performance program. The amount of the reward,
however, should take into consideration the country's low population and absorptive
capacity. The country has probably already built a sufficient number of health
chinies and dav care centers Perhaps additional flexibility in subproject selection is

indicated
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ANTIGUA AND BARBUDA
Brief Description of the Countrv

Located in the Leeward Island chain, the country consists of two islands, the
larger of which, Antigua, covers 280 square kilometers, the smaller, Barbuda, 42

square kilometers Most of the terrain 1s flat with sparse vegetation.

The population of the two islands i1s about 80,000, with Barbuda accounting for
only about 1,200 Much of the population in Antigua 1s concentrated around the
capital, St John's, which has a population of 30,000

Leading sectors of the economy include services, tourism, and agriculture
Antigua caters to an up-scale tourist clientele  Agricultural products include cotton,
sugar cane, and livestock Per capita income 1is abdut USS 2,000, one of the highest

in the BNTF countries

The public sector appears to be far larger than the country can afford. In
1984, the government’s current account deficit amounted to 44 percent of gross
domestic product (the highest i1n the BNTF countries) In accordance with 1ts
standard policy, the CDB has recently delayed approval of loans to Antigua because
of the country's arrears in its debt to the CDB  Politically, it will be difficult for
the country to make sharp cuts in 1ts public sector payroll, however, as

unemployment 1s already about 2! percent of the work force

e of Allocation and Status of Subpr X

All but USS 370 of the USS 1 million imitial allocation for Antigua has been
approved for use in 10 subprojects six health clinics, three schools or school
extensions, and one agricultural project. Four of these facilities are complete or
substantially complete, but three have not yet started, including a new secondary
school that will consume one-half the allocation and two health facihties in Barbuda

L% -
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The delays 1n the start-up of these projects are due 1n large part to initial
reluctance by CDB managemeni to approve further financing to Antigua until it made

some progress 1n reducing its indebtedness to CDB,

The two health centers were bwilt by private contractors in about three months
The renovations at the mental hospital and the Fiennes Institute were done by Public
Works direct labor, the work at the mental hospital tooh nine months to complete
while the work at the Fiennes Institute took seven months.

Vv t ch le and 1 Vv

Schedule

The evaluation team arrived in Antigua in the afternoon of May 27 The team
met with the project supervisor to discuss the subprojects and review their spatial
location Subproject profiles, monthly reports, construction plans, and general
correspondence were reviewed After spending the morning of May 28 with the
consulting engineers, the evaluation team wvisited the following subprogects in the
afternoon of May 28 and the morning of May 29

’

Order
of Date
Visit Subproject Visited
1 Antigua Grammar School May 28
2 All Saints Health Center Mav 28
3 Liberta Primary School May 28
4 Lower Freemans and Certv Hill
Farmer Storage Facilities May 28
5 Cedar Grove Health Clinic May 28
6 Mental Hospaital May 28
7 Fiennes Institute May 29

~O
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Descriptions

The work at Antigua Grammar Schoo] consisted of mnor rehabilitation of

existing facilities plus construction of a 1,200 square foot one-story
concrete block-stucco extension to the existing science laboratory and the
construction of a new 1,450 square foot concrete block-stucco workshop.
The school 1s located 1n St John's.

The work at All Saints Health Center consisted of minor rehabilitation on

exisung facihties and a 290 square foot concrete block-~stucco expansion,
which included construction of new toilet facilities, examination room,
consulting room, and a waiting room The facility is situated about 55

miles southeast of St John's

!

The work at Liberta Primarv School consisted of major rehabilitation and
renovation on four one-story school buildings Walkways connect the

buildings The work included recovering the roof of all four buildings
The facilitv 1s situated about 7 5 miles southeast of St John's

Lower Freemans and Certv Hill Farmer Storage Facilines were two of five
new farmer storage facilities in five different areas of the island Each

market s a 540 square foot one-story concrete block-stucco building
comprising a packing area and storage area. The evaluation team wvisited
two of the five facilities, situated about five miles from St John's

The work at Cedar Grove Health _Chinic consisted of an expansion to an
existing concrete bloch-stucco buwilding, which 1ncluded toilet facilities,

examination room, consulting room, and waiting room. This subproject is

situated about four miles northeast of St John's

The work at the Mental Hospital consisted of major rehabilitation on the
male-observation and the female-disturbed buildings plus upgrading of the

entirc electrical and plumbing svstems This facility  1s situated n St

John's
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The work at the Fiennes Institute consisted of extensive repairs to roof,
floor, toilet facilities, and kitchen in a senior citizens residential complex
that was completely run down. The facility 1s situated in St. John's

Subproject Selection

Most of the subprojects approved for financing 1n the imtial allocation were
selected from a list drawn up by a CDB/USAID identification team that wisited
Antigua n January 1984 However, a dam-cleaming and watershed improvement
project, which was ranked number one on the list, was later withdrawn because of
heavy rains that would have made pumping the water from the dams too expensive
In addition, the original list included no projects for Barbuda, but two projects have

subsequently been approved for the island

Most of the projects appear to have been well selected in terms of serving
basic human needs A possible exception 1s the extension to a primary school 1n
Liberta where the average class size was only 22, Also, whereas the idea for the
small farmer storage facilities 1s good, the operation of these facilities will add to
the admunistrative and financial burden of the Central Marketing Corporation, a
public authonty which, according to the Minsster of Agriculture, is already

[y

unprofitable.

Desien Technigues and Construction Standards

Most of the subprojects involved extensive building renovation and
rehabilitation. Construction of new buildings occurred only at the Antigua Grammar
School and at the five small farmer storage facilities.,  All subproject construction

was supervised by engineering consultants engaged by CDB

Plans for the rehabilitation and extension work at the two health centers were
not available. Both these jobs were .awarded to private contractors selected without
competitive bidding  The contract agreements for the centers did not have technical
specifications attached, and the contract particulars were vague That the amounts
of funds allocated to these subprojects were small mav have led to the paucity of

7/
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contract documentation involved. However, it should be standard practice that
detailed Reaeral conditions and special conditions, complete technical specifications,
adequate plans, and a well-prepared bill of materials be used with private contractors

regardless of the subproject’s size.

Rehabilitation work was also performed by Public Works direct labor at the
Fiennes Institute and the Mental Hospital. The schedule of work was formulated by
an engineering consultant, but nc drawings, detailed specifications, or bills of
materials were available  The schedule of work for the Fiennes Institute that was
formulated on July 1, 1985, stated that wooden floors were to be replaced with
concrete and tile with vinyl ule, After the work began, it was decided to redo the
floors 1n wood, rather than concrete, apparently because of difficulties in finding
temporary accommodationy for the elderly occupants of the buildings However, the
floors, as well as wood rails that were replaced on porches, were left unpainted.
Technical specifications should have been provided to Public Works supervisors to
ensure that the Public Works personnel produced ‘a quality finished product that
would withstand the test of time. Unfortunately, the work performed at the Fiennes
Institute barely scratched the surface of the institution's renovation needs, a casual
observer would not te immediately observe that any work had been done at all

The Mental Hospital appeared to be in better condition than the Fiennes
Institute, the renovation work converted old unused buildings into serviceable
facilines  Again, however, definitive plans with technical specifications and bills of
materials that would clearly define the work required were not available.

The work at the Liberta Primary School consisted of extensive ranovation and
was performed by direct government labor The consultant teports that once
construction had started unforeseen works were considerable Perhaps a more
detailed survey of the building in the design stage torether with a set of carefully
prepared plans would have defined all unsatisfactory elements At that time
adjustments in funding could have been dealt with 1n a more effective way.

The material used for roofing at the Liberta Primarv School was galvanized
metal, Lut no provision was made for panting the roof. In the heavily corrosive

conditions that ex ¢t in the Caribbean ishands, galvamized rool's must be washed with

"o

e
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a chloride solution and painted initially to preserve longevity. In the subprojects in
Belize, for example, painting of galvanized metal roofing appears to be standard
practice. Public works departments in other islands, such as Montserrat, have
discontinued using galvanized roofing and use aluminum treated with zinc  Dominica
and Angwlla use primarily reinforced concrete roofs, which perhaps offer the most
effective substitute for galvanized rusted-out roof’s all across the Caribbean.

The construction of the extension to the Antigua Grammar School was awarded
to two private contractors as two separate jobs  Plans, specifications, and bills of
materials had been prepared, and the contractors' work was under way during the
visit to the site However, bids were apparently provided by only two contractors
whereas CDB regulations required a minimum of three bids Moreover, the two
bidders, once having bid against each other, were each awarded a portion of the
work. The wunit prices in each contract, when extended by the appropriate
quantities, come out to almost exactly the amount of the allocation

4

Construction of the five small farmer storage facilities appears to be

progressing well. These were bid on a competitive basis with the lowest bidders

awarded contracts for the works

’
.

cv Pr rement Arran n

In Antigua most of the work performed to date was repairs and renovations to
older facilities  New galvanized roofing was purchased from a fabricatica company
located on the island This procurement was directed by the government as part of
Antigua’s push to use local or locally fabricated matenals. The Public Works
Derastinent purchased all hardwood off the shelves in St John's.

Payments to principal contractors, petty contractors, and suppliers are
apparently not being made directly from the special project account but from thf
public treasury after a transfer has been made from the special project account; this
method results 1n a loss of control by the project supervisor over the performance of
contractors In addition, given the difficult financial situation of the government of
Antigua, this practice could result in late payments to contractors and a subsequent
reluctance on the part of the best private contractors to compete for gove-nment

73
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contracts. The inability of the government to obtain credit for purchases created
problems because the project supervisor was required by the government to deposit
CDB checks directly into the general treasury., BNTF creditors may not have been
paid quickly as they would have to line up behind everyone else to whom the

government owed money.

There did not appear to be any tracking of USAID Code 899 and 941
procurement regulations There was evidence that some of the construction activities
were slowed as result of the unavailability of materials.

Provisions for Maintenance

Antigua has been allocated USS 57,300 to carry out its portion of the BNTF
maintenance svstem development program. No funds have yet been made available,
nor have any been requested, Implementation of the BNTF maintenance program in
Antigua will be difficult for two reasons. First, uhlike in other Lastern Caribbean
islands, there appears to exist in Antigua a very low appreciation of the need for
cleanhiness and maintenance of public roads, grounds, and buildings, as evidenced by
the garbage and litter strewn everywhere  Second, the Ministry of Public Works,
which has sole responsibility for maintaining public buildings, 1s, despite a large
maintenance staff, unable for financial reasons to meet its responsibilities adequately,
as evidenced bv the state of deterioration of public buildings, including its own

headquarters.

The Ministry of Public Works lachs the funds, staff, and standards of work that
are generaliy found in other Caribbean islands. A lack of sufficient working capital
denies it the ability to purchase in bulk or stockpile materials, These same financial
constraints keep the ministry from buying on credit. As a resuit, public facilities

are not well maintained in Antigua.

Employment data were mussing from most of the project supervisor's monthly
reports The lach of data stems mamly from the difficulties encountered by the
project supervior in obtaining this information from the Ministry off Public Works,

‘1‘2 /,( F
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which was responsible for the implementation of most of the projects. The
supervisor had designed a form to help contractors and Public Works officials provide
the employment information, but received little cooperation, \\‘hate;/er the reason,
the lack of data precluded the possibility of estimating overall labor content.

Table 11 provides estimated labor content for three subprojects on which
information was available (but even on these subprojects it was necessary to
extrapolate the total wage figure based on the latest month's number of person-days
and amount spent on labor) The table reveals a high labor content of 48 percent
and a low of 37 percent. The lowest labor content was for the Antigua Grammar
School, which 1s the only one of the three subprojects whose construction was
awarded through competitive bidding. The construction of the health center was
done by contractors selected without competiive b.dding, whereas the construction
of the Liberta Primary School was being done by Public Works direct labor

By special request, the project supervisor did 'produce figures on the direct
labor and the number of vouth and women employed. To date the subprojects had
produced 642 person-weeks or 3,210 person-days of direct labor. The average number
of persons employed during subproject construction was 71. Of this total 20 were
persons under ?0"years old and 3 were women

Project Management and Reporting

The project supervisor was an able retired ex-permanent secretary who was well
informed about the details of his project. His major problems stemmed from
difficulties 1n obtaining timely information from Public Works and from an inability
to control project funds directly because of the government requirement that CDB
checks be transferred immediately to the public treasury once received. With the
exception of the missing employment data, subproject files appeared to contain all

other needed information,

The project supervisor occupied office space in the Ministry of Finance und was
provided with adequate secretarial assistance. He received EC$ 500 per month for

use of his private vehicle for project purposes.

15



TABLE 11
ESTIMATED LABOR CONTENT FOR THREE PROJECTS

ANTIGUA

Direct Labor

Person- Total Labor
Days HWages(a] Expenditure Content(b]
(ECS) (ECS) %
All saints
Health Center 278 16,091 33,231 48.4
Liberta Primary
School 1,189 99,533 222,576 44.7
Antigua Grammar
School 177 9,004 24,502.72 36.7

a Extrapclated on basis of latest month's wages and person-days.

b Labor content = wages divided by total expenditure.
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No list of projects had as yet been drawn up for submission under the
performance program. This 1s due perl{aps to the fact that the last three projects
under the initial allocation had only recently been approved and had not yet started.

uu
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BELIZE

Brief Deser| { the C

Located on the Central American mainland, Belize is the only non-island BNTF
country It has the largest population -- estimated at 163,000 -- but because 1t is
also the largest BNTF country -- 22,963 square kilometers -- s the least densely
populated. The topography of the country features flat mangrove swamps along the
coast and low mountains 1n the interior. Although English 1s the official language,
several villages in the interior are predominantly Spanish- or Mayan-speaking

About two-thirds of the population live in rural areas and small towns. The
largest city, located along the coast, is Belize City, with a population of 40,000, but
the capital, Belmopan, 15 located in the center of t}‘ne country and has a population
of only 4,000

The economy 1s predominantly agricultural. Principal exports are bananas,
sugar, citrus fruits, clothing, lobster, and fish  Other agricultural products include
rice, beans, c;)rn, and cattle  The labor force is estimated at 48,000 of which 14
percent are unemployed Per capita income 1s just under USS 1,000

Use of Allocation and Status of Subprojects

Belize 1s the only BNTF country in which, at the time of the evaluation, the
value of subproject approvals had not substantially attained the value of the
allocations Of Belize's initial allocation of USS | million, the costs of the 14
projects approved for implementation had attained only USS 879,000

Belize has also been slow in the implementation of its 14 approved subprojects

Only four subprojects were complete or substantially complete, whereas seven had
not yet begun. Three of the four completed projects are health centers, the other a

g
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water system in Belmopan. The three under construction include a health center, a
vocational and technical center, and a water system. The projects that had not yet
begun include a health center, four water systems, an extension to a primary school,

and a multipurpose center.

As shown in Table 12, the completed projects all took longer than was
originally estimated, and revised completion dates have been entered for two of the
three projects under construction The King's Park and Sienne Bight Health Centers
involved rehabilitation, whereas the Georgeville and Guinea Grass Health Centers
were new structures. The designs of the new building projects wvisited by the
evaluation team were. prepared by the Ministry of Works although modifications to
these designs were made by engineering consultants engaged by the CDB, The
construction of all projects in Belize is being done through force account by the
Ministry of Works or the Water and Sewerage Authority (WASA).

[

The seven and eight months that it took to complete the Georgeville and
Guinea Grass Health Centers, respectively (compared wnt‘h the four months projected),
may be contrasted to the three months it took to complete similar structures in
Anguilla In a note to Table 12, which was prepared by the Belize project
supervisor, he éxplamed that the reason for the consistent difference between the
projected completion date and the revised completion date is that the engineering
consultants, who had prepared the plans and work schedules, were "accustomed to
working with private sector contractors and [were] not familiar with the slow pace
at which government workers in the public sector perform their daily tasks.”

s! o'vv . 51!! !E . [Sl . vtc,

Schedule

On June 9 the team discussed the subproject profiles, monthly reports’,
construction plans, and general correspondence with the project supervisor. In
addition, meetings were held with engineering consultants, WASA, and other 1nvolved
contractors and government officials On June 10, the team discussed the status of
the subprojects with government officials in Belmopan On June 9-11, the team

visited the following subproject sites:
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TABLE 12

COMPLETION DATE OF BNTF SUBPROJECTS AND PROJECTED PERSON WEEKS OF EMPLOYMENT -- BELIZE

Loyolavitles
Vocat {onal Comolote Fabers Road

Kings Park Georgevalle Sicnne Bight Guinca Gross Technmcal \Vater System Uater System

Health Center | Health Center] Health Center | Health Center Center (Belmopan) (Belize City)

vis.cncement Date Oct. 15, 1985 | oct. 15, 1985] oct. 15, 1985 | oct. 15, 1985 | Oct. 15, 1985 | oct. 21, 1965 | oct. 21, 1985

rojected Completion Date Jan. 15, 1986 | Feb. 14, 1986] Jan. 15, 1986 | Feb. 14, 1986 | May 7>, 1986 dan. 18, 1986 | June 30, 1986

»t5ud Completion Date Mar. 31, 1986 | May 31, 1986 Feb. 21, 1986 | June 30, 1986 | July 17, 1985 | Feb. 28, 1986 | June 30, 1988
tu)rcted Person Veeks 100 Veeks 150 Weeks 170 Ueeks 382 Weeks 1,500 Weeks 25 Ueeks 400 Ueeks

tuployment




Order
of Date
Visit Subproject Description Visited
1 Belize City Vocational Technical Center June 9
2 Kings Park Health Center June 9
3 Loyolaville/Fabers Road Water System June 9
4 Camalote Water System June 10
5 Georgeville Health Center June 10
6 Benque Viejo Water System June 10
7 San Ignacio Water System June 10
8 San Jose/San Pablo Health Center June 10
9 San Jose Primary School June 11
10 Orange Walk Town Water System June 11
i1 Guinea Grass Health Center June 11
Descriptiors
The Belize Citv _Vocational Technical Center consists of a new 6,625 square

foot partial two-story and partial one-story concrete block-stucco building
comprnising classrooms, workshops, a library, offices, a faculty lounge, and

toilet facilities.

The work on the Kings Park Health Center involves rehabilitation of an

existing two-story concrete block-stucco building, including raising the floor
(because of localized flooding). The building is in Belize Citv

The Lovolaville/Fabers Road Water Svstem subproject consists of the
installation of approximately 7,000 Linear feet of 6-inch PVC pipe, 13,500

linear feet of 3-inch PVC pipe, and 4,000 Linear feet of 0 5-inch PVC pipe
together with necessary fittings, valves, and saddles. This subproject is
located on the outskirts of Belize City

The Camalote Water Svstem subproject consists of the installation of about

12,500 linear feet of 4 inch potable water lLines from Roaring Creek Village
to the Village of Camalote along the Western Highway A small pump
station 1s included This subproject 1s located just west of Belmopan.
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The Georgeville Health Center is a 1,165 square foot two-story concrete

block-stucco building consisting of a health clhinic downstairs and a two-
bedroom nurse's residence upstairs The health chinic has a waiting room,
examination room, delivery room, and dispensing and toilet facilities The
subproject 1s located just outside the village of Georgeville, approximately
12 miles west of Belmopan

The Bengue Vieio Water Svstem subproject consists of installation of 6,000
linear feet of 3-inch PVC and 2,000 lLinear feet of 0.5-inch PVC potable

water line together with the necessary fittings, valves, and hydrants to
serve a settled area without water in Benque Viejo Village, situated about

one mile from the Guatemala border

The San Ignacio Water Svstem subproject consists of installation of 9,000
linear feet of 3-inch PVC and 2,000 linear f,eet of 05-inch PVC potable

water pipe together with the necessary fittings and wvalves to serve a
settled area without water in San Ignacio Village. This subproject site 1s
situated about 25 miles southwest of Belmopan

The San Jose/San Pablo Health Center is a 1,165 square foot two-story

building that will be almost a replica of the one built at Georgeville. The
building will be located midway between the willage of San Jose and San
Pablo, approximately 66 miles north of Belize City

The San_Jose Primarv School subproject consists of reconstruction of an

extension to a building that had been started by a local village group The
building was built without plans and 1s being redesigned by a professional
engineer to use the existing facilities wherever possible The building is
situated 1n the wvillage of San Jose, approximately 64 mules north of Belize

City

D
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The Orange Walk Town Water Svstem subproject consists of installation of
1,960 linear feet of 3-inch PVC and 1,000 linear feet of 0 S-inch potable

water pipe together with the necessary fittings, valves, and fire hydrants to
extend water along two streets on the outskirts of Orange Walk Town,
situated approximately 65 miles north of Belize City.

The Guinea Grass Health Center is a 1,165 square foot two-story building

that is almost a replica of the one built at Georgeville The building is in
the wvillage of Guinea Grass, located off the main northern road about 65
miles north of Belize City.

Subproiect Selection

Almost all of the subprojects eventually funded figured on the original list
submitted by the government and the subsequent CDB list rank ordered by MCUA.
The subprojects were well dispersed geographically and demographically, the health
clinics, in particular, demonstrated good locational analysis and land use planning.

The subprojects appear to have been well selected originally in terms of basic
human needs “ However, the plans for at least one water project that has not yet
begun duplicates distribution lines already in the ground, and this may be true for
other water subprojects as well.

Design Techniques and Construction Standards

The five water systems were all designed by WASA and are being built using
WASA direct labor. The construction plans that were available were extremely
sparse; streets were not labeled, dimensions were not availabl:, and houses were not

located,

«
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WASA was unable to provide to the evaluation team any plans or maps of its
existing water systems or of proposed extensions; knowledge of the locations of some
existing pipe lines was ketpt only in the heads of certain individuals; responsibility
for the preparation of plans for new systems rested mainly with technicians from

Canada

Two water subprojects appeared to be duplicating distribution lines already in
the ground, in Orange Walk, a 4-inch distribution pipe had already been laid along
part of the rcuie of an approved BNTF subproject that, fortunately, had not yei
begun. Sonie houses along the routes of proposed pipelines were already serviced or
had service prior to the proposed installation of subproject water lines  This may
have been accomplished by the property owners installing lines themselves without
the knowledge of WASA Apparently, WASA will now propose alternative water
distribution sites to the CDB

The apparently ineffective manner in which WA’SA was managed was due in part
to the unavailability of trained engineers and utility administrators There were only
three graduate engineers i1n WASA, and they had the responsibility for the entire
country It may also have been due in part to the fact that WASA was running a
large recurrent deficit (with no subsidy from government) and had lLittle planning and
design capability. For .these reasons, the preparation of plans for the BNTF water
systems should have been placed in the hands of private engineering consultants
Every effort must be made undér the performance program to ensure that consulting
services are provided to WASA prior to the allocation of any further funds for water

works

The building subprojects were all designed by the Ministry of Works with
modifications by engineering consultants.  Construction was carried out by Ministry
of Works direct labor  The four health center sites visited were all weil located
relevant to the spauial distribution of the population to be served The two new
health centers that had been completed but not occupied were examples of high
quality design and construction These health centers had been designed by local

consultants and contained advantageous features The buildings were structurally
sound, functionall. correct, and aesthetically pleasing Some outstanding features
included '
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Soffit vents for roof venulation,

[ (]

Gutters draining into water storage tanks;
Considerable set backs from the main road;
Painted galvanized roofs; and

Reinfaorced concrete exterior stairs

In particular the Georgeville Health Center was sited so that it had an excellent
view of the surrounding courtryside The entire standard of a community is raised

when pubic buildings are sited with care,

The Kings Park Health Center 1s a problem left over from a prior era  When
the building was built in 1959, it was situated in a very low site subject to constant
flooding One work element of this subcontract raised the floor, but the building's
floor level is still considerably below the adjacent roadway. Thus it 1s anticipated
that this remedial effort will do little to solve the’ flooding proulem in the near
future

The one school under vonstruction was the Belize City Vocational Technical
Center  This was effeciively designed by an engineering consultant and is being
bult by direct’ government labor. The construction methods and matenals and
wotkmanship appear adequate However, the subproject i1s moving ahead more slowly
than anticipated. Buulding construction by the Public Works Department in Belize
takes a long time to complete, especially compared with the construction of sumilar
buildings by private contractors in the Eastern Caribbean, in particular, the amount
of labor used in subprojects has far exceeded projections. The Vocational Technical
Center will probably run over the Public Works Department estimate of BZS 459,356
and may wel] run over the allocation of BZ$ 600,000.

Adeqguacy of Procurement Arrangements

Only 7 of the 14 projects in Belize had begun, and only about one-third of the
country's allocation had been expended at the time the evaluation team wvisited

Belize
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The major subproject expenditure (the Belize City Vocational Technical Center)
had not yet proceeded beyond the block, mortar, and concrete stage. Thus foreign
procurement was not yet a major problem However, there were procurement delays
on the Vocational Technical Center because of logistical red tape within the Public
Works Department. Material was not being delivered 1n an efficient and timely
manner. The procurement regulations that permitted the job site foreman to order
only small amounts of materials at a time have created delays because of periodic

materials shortages on site, .

There 1s also a problem of distance in Belize that is not prevalent in the
Eastern Caribbean 1sland counfrigs. In Belize, Public Works headquarters are
geographically disbursed throughout the country with each district procuring on an

individual basis,

There does not appear to be much new const,ructxon under way in Belize and
therefore foreign materials were not readily availlable. Most manufactured materials

are ordered directly from U S. sources.

The project supervisor was tardy in submitting reimbursement requests to the
CDB on sevéral occasions with the result that the initial CDB advance was not
sufficient to keep subprojects moving., Subprojects require timely payment requests
If the BNTF bank account runs out of funds, construction work will stop quickly,
since development funds are not available from the public treasury

The project supervisor was aware of USAID Code 899 and 941 procurement

regulations and assured the team that Belize was 1n compliance

r

rovisions for Maintenanc

* In Belize the Ministry of Works is responsible for all maintenance. The country
is divided into districts with Minstry of Works rcemploy'?es in each district operating
independently of one another even to the point of having separate checking accounts
for each district  This carries bach to the not-to-distant pa:st when the road system

L
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was wvirtually non-existent and communications between districts was difficult
Similarly, WASA is responsible for developing and maintaining the water wupply
throughout the entire country. It also has separate district offices.

Belize 1s a country of two different worlds. One is Belize City, in which little
effort has been made over the years to maintain public buildings, roads, drains, and
housing properly. Belize City also suffers from periodic flooding, and for this
reason, the capital was moved 46 miles west to Belmopan, which represents the
delightful other world in the country.

Maintenance within Belize City will be difficult. A prime example is the Belize
City Kings Park Health Center. This building, which was bult in 1959 1n a very low
area, had considerable garbage and debrnis (including a junked car) in the yard when
the evaluation team wvisited the site  This presented a poor example of cleanliness
and maintenance of a public health facility and an indication that maintenance at

this building site could be a problem in the future '

In the wvillage of Camalote near Belmopan, by contrast, the BNTF water line
served residential houses that were old but well painted. In wisiing the wvillages of
Benque Viejo, ’San Jose, and Guinea Grass, the evaluation team found the same
positive attitude toward maintenance. In one school near the proposed San Jose/San
Pablo Health Center, the building was weill maintained. The community assisted in
building an extension to a school with its own funds. Communities have assisted
with painting and have volunteered time and materials to repair public buildings In
the schools, teachers and students participate in routine cleaning

Belize has approximately US$ 57,300 allocated to it to carry out its portion of
the maintenance systems development program. No funds have vet been spent on
this program. A county maintenance committee 1s in the formative stiges and as
such may soon start to request funds from CDB to prepare the country-wide

maintenance plan,

There did appear to be a special effort to use low maintenance materials in
construction. Building roofs were painted, and aluminum was used wherever possible.

5%
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Emplovment Generation

The project supervisor in Belize had perhaps the most reliable set of
employment data of all the BNTF countries. This was because he was obtaining
actual payroll sheets from the Minstry of Works and from WASA as back-up
documents to claims for payment The project supervisor had recently devised his
own form to help in the collection of employment data, but the form was not yet in
use (see Annex 7) Thus, even for Belize, it was necessary to extrapolate from the
most recent monthly data to arrive at cumulative expenditures on wages because this
information 1s missing on the BNTF reporting form

Through April 1986, the project supervisor reported that the seven subprojects
completed or under construction had generated 8,807 person-days of direct labor. He
also calculated that 150 person-days of indirect employment had been created in four
of the subprojects, no indirect employment data were provided for the other three
subprojects. No women were employed on any of the subprojects and only one man

under age 20

When the Belize subprojects were submitted for approval, labor content was
systematically -estimated at 40 percent for the building subprojects and 30 or 35
percent for the water systems  These estimates roughly paralleled the estimates for
subprojects in the Eastern Caribbean countries Table 13 provides estimates of
actual labor content for six of the seven projects completed or under construction
As can be seen, the average labor content -- 225 percent -- 1s considerably below
the projections The probable explanation for this 15 a failure to take into account
the low wage rates in Belize  Whereas in the Eastern Caribbean a skilled tradesman
earns approximately ECS 50 per day and a laborer ECS 25 per day, in Belize a
tradesman earns a top wage of approximately the equivalent of ECS 27 (BZS$S 20) per
day, and a laborer a top wage of about EC$ 18 (BZS 13) per day

T
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TABLE 13

LABOR CONTENT -- BELIZE

Total
Direct Labor Construction Labor
Subprojects[a) Person Days Yages Expenditure Content (e}
t (823) (823)

Rehabilitation and Extension

Subprojects (2) 3,206 52,6421} 236,033 2.3
New Health Clinics (2) 2,976 57,6701c) 230,866 25.0
Mater Systems (2} . 1,251 38,831 (d) 194,514 20.0
Totat 7,513 149,143 661,163 22.6

Notes:

8 Includes six of the seven projects under construction or completed.

b Estimate bosed on a calculation of the average davly wage for April 19856 (82% 16.02).

c Estimates based on a calculation of the average datly wage for April 1986 (BZ$ 20.77 and BZ$ 17.35).

d Estimate based on a calculation of the average darly wage for April 1986 (BZ$ 31.04) for the
Belize City water system

-

e Wages divided by total expenditure.
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Project Management and Reporting

The project supervisor was a retired civil servant who was an able and
dedicated individual. The supervisor \\'ras faced, however, with several difficulties in

i

performing his job. ,

The project supervisor's office was located in Belize City whereas government
offices, including that of the official government correspondent for BNTF and the
Ministry of Works, was located in Belmopan. The supervisor had no secretarial
assistance and no photocopyving service readily available The evaluation team, 1n
fact, had to make photocopies of his documents in Belmopan The government had
placed an official vehicle at the supervisor’s disposal but had only recently begun
providing him with an allowance to defray transportation expenses, a situation that
made wvisitations to subproject sites (many of which were in remote locations) a

financial and logistical hardship

During one three-month period, the project supervisor had not submitted any
reimbuisement claims to CDB, this may be a partial explanation for some of the
delays 1n project progress The supérvnsor also had no copies of the original
subproject profiles in his files, making it difficult for key project personnel ¢to
appreciate fully the subprojects’ social and engineering objectives

Qther Comments

No list of projects for financing under the performance program was available,
indeed, the director of economic development, who was the official government of
Belize BNTF correspondent, was not aware that additional funds would be available
Belize has an enormous need for additional BNTF-type funds, but it 1s not clear how
quickly the government can provide a list of additional projects



DOMINICA

rief Description

Dominica is the northernmost and largest of the Windward islands with an area
of 753 square kilometers The topography of the island is dominated by a series of
rugged mountains, the highest of which 1s 1,380 meters, as well as abundant rivers
and streams The rich volcanic soil produces « wide variety of agricultural proaucts,

especiall* fruits.

The population, .estimated at 80,000 in 1980, resides mostly in the countryside
and depends on agriculture for a livelihood Dominica 1s the home of the only
surviving group of Carib Indians in the Windward chain, and a large reserve has been
set aside for the approximately 1,500 Caribs. The largest town in Dominica is the

capital, Roseau, with a population of 10,000

The dominant economic sector 1n Dominica 1s agriculture, which provides
employment to 40 percent of the population The principal export is bananas Gross
domestic product (GDP) per capita was estimated i1n 1979 to be only USS 460.
However, accord’mg to the Prime Minister's 1986 budget address, from 1980 to 1984
real GDP grew rapidly, inflation decreased from 30 percent to 2 percent, and
unemployment decreased from 23 percent to 13 percent According to the CDB
Annual Report for 1985, GDP per capua 1n 1984 was USS 1,105

Use of Allocation and Status of Subprojects

Of Domunica's allocation of US$ 1 million, USS 991,950 has been committed to
15 projects' six schools, four health centers, and five water systems projects. At
the time of the evaluation, six projects had been completed, four had begun and
were 1n various stages of construction, and five had not yet begun About 35
percent of the allocation had been spent by the end of April 1986. With the
exception of one water system project, all construction was being carried out by

private contractors selected through competitive bidding
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Almost all the projects are well behind the originally proposed schedules
although some individual contractors are not much behind the schedules in their
contracts Reasons for the delays include the large number of projects, the
relatively large size and logistics difficulties of the mountainous terrain in Dominica,
and procurement difficulties resulting from the shortage of materials or delays in the

delivery of materials to sites
Subproiect Visitation Schedule and Description of Subproiects Visited
Schedule

The team arrived in Dominica on the afternoon of May 22 On the morning of
May 23, a meeting was held with the project supervisor to discuss the spatsal
distribution, design, and construction status of each subproject and to review sub-
project profiles, monthly project reports, construction plans, specifications, contract
documents, and general file correspondence. The subprojects visited by the
evaluation team in the afternoon of May 23 and on May 26 were as follows

Order
of Date

Visit Subproject Visited
1 Scotts Head School May 23
2 Scotts Head Water Tank May 23
3 Eggleston School May 23
4 Morne Prosper School May 23
5 Wotton Waven School May 23
6 Dublanc¢ School May 26
7 Chfton Health Center May 26
8 Clifton-Cocoyer Water System May 26
9 Anse-de Mai Health Center May 26
10 Weirs/Monkey Hill Water May 26
11 Petite Soufriere Water System May 26
12 Roseau Primary School May 26
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The Scotts Head School consists of construction of a new concretd block-
stucco second story on top of an existing one-story primary school This
subproject 1s situated in the wvillage of Scotts Head at the southern tip of
Dominica about 10 miles south of Roseau on the leeward coast.

The work on Scotts Head Water Tank involves construction of a 3,000-

gallon reinforced concrete-water storage tank and a small pumping station
to supply potable water to the Scotts Head Schoo!

The Egsleston School subproject consists of construction of a two-room
concrete block school to replace one that was destroyed in the 1979
hurricane Eggleston 1s located about six miles east of Roseau

The Morne Prosper School consists of construction of a 2,420 square foot
single-story new concrete block building in the Village of Morne Prosper
This subproject 1s situated about three and one-half miles east of Roseau,

The Wotron Waven School consists of construction of a new 666 square foot
one-room concrete block~stucco school building with a new concrete roof

situated in the mountain settlement of Wotton Waven. This subproject is
situated approximately three miles west of Roseau.

The Dublanc Schoo] consists of construction of a new 2,400 square foot
one-story concrete block-stucco school buildin; comprising five classrooms,
toilets, and a staff room in the wvicinity of the wvillage of Dublanc This
subproject 1s situated about 26 miles north of Roseau on the leeward coast.

The Clifton Health Center consists of construction of a 1,350 square foot

concrete block-stucco, one-story building with a reinforced concrete roof on
the lee'vard coas: This subproject 1s located in the wvillage of Clifton
about six miles north of the town of Portsmouth
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The Clifron-Cocover Water Svstem consists of constru:tion of a gravity

water supply system that includes an intake structure, {100 feet of 3-inch
supply line, a 5,000 gallon tank, two 3,000 gallon break pressure tanks, and
distribution lines  This subproject is situated adjacent to the health center

listed above.

The Anse-de-Mai Health Center consists of construction of a pre-

fabricated health clinic consisting of a two-bedroom residence in one
building (for the nurse) and a sczond building that piovides a doctor's
office, an examr'nation room, a treatment room, a records room, and a
waiting area This subproject s situated on the windward ccast

approximately 10 miles west of Portsmouth

The Weirs/ \ ] W 1 consists of construction of a pump

station, pumping lines, a 15,000 gallon storage tank, and dustribution lines.
This subproject 1s situated in a settlement on /the east (windward) coast of

Dominica approximately one and one-half miles south of the Melville Hall

Airport,

The work on the Peute Soufriere Water Svstem involves construction of an
intake at a spring, 1830 feet of 2-inch supply pipe, a 5,000 gallon
reinforced concrete storage tank, 800 feet of 2-inch and 3550 feet of 1-
inch  distribution lines This subproject is situated in the settlement of

Petite Soufriere on the windward coast

The Roseau Primarv Schogl subproject consists of construction of a new

concrete block-stucco primary school in Roseau adjacent to the Botanical
Gardens  This subproject will consist of seven classrooms, offices, and rest

rooms in four separate buildings
ubproie lection
The selection of projects occurred in several stages The identification team

and the gosvernment ot Dom:nica put together an orniginal hist of 34 projects, with a
total value ot USS 335 m "~ and rnt ordered Dy unithity value  In My 1984, the

Wy
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project supervisor proposed 14 projects from this list to the Prime Minister, who
approved their submission to the CDB. Ten of these projects were ultimately
selected for implementation, with five others, "all but one from the original list,

added later

The geographic dispersion of the subprojects suggests that a conscious attempt
was made to meet the needs of populations in all corners of the island. Since
several projects had not yet started, 1t was difficult to make a judgment about their
ulumate use, but the projects that had started or were complete appeared to have
been well selected in terms of meeting the needs of the commumities they would

serve,

Design Techmiques and Construction ‘Standards

Dominica was the only BNTF country that used private consultants to design its
four water systems, and these designs were the most complete that the evaluation
team saw in the BNTF countries The water tanks under construction were well-
designed reinforced concrete structures Such tanks are far superior in resisting the
corrosive effects of salt air than steel tanks such as those used in St Lucia
although they are more expensive than the hydroglas tanks used in Montserrat  (See
Annex 9 for a discussion of hydroglas tanks.)

The evaluation team was not able to visit the water intake location at Clifton
to inspect the nature of the stream bed, but was told that no plans had been made
for a check dam upstream of the intake The nature of the conglomerate geological
stratum throughout Dominica virtually requires that provisions be made for impeding
moving boulders upstream of intake structures In St Vincent a subproject at John
Hill involves building such a check dam because of boulder damage to the intake

during a major storm in 1981.

All eight building subprojents wvisited were also designed by engineenng
consultants  In addition to their design work, the consultants had prepared highly
detailed tender reports that demonstrated excellent analytic judgment :n determining

77



79

to whom contracts should be awarded. The engineering consultants appeared also to
be doing an excellent job in observing construction activity and in ensuring that the
projects were built 1n full accord with plans and specifications.

The engineering designs demonstrated a concern for lowering lfe-cycle costs
through the use of low maintenance materials. The use of concrete roofs, exposed
wiring, and open blockworks on edge (to allow air to flow through) are all important
low maintenance devices The schools at Dublanc and Scotts Head were excellent
examples of the utilization of low maintenance materials 1n harmony with a desirable,
functional, and aesthetically pleasing facility The construction standards observed
in Dominica demonstrated an advanced level of construction sophistication, The
workmanship on “the buildings was of high quality Walls, roofs, cantilevered
overhangs, and floors all demonstrated a desire to build structurally sound buildings

with a high quality level of finish.
d \ rocurement Arra

Dominica is one of the more efficient countries operating under the BNTF
project. All design and construction work'was performed by the private sector using
established contractors who purchased their own materials  Their logistical lines of
supply were well established One contractor on the Dublanc School had contacts in
England that assisted him in his procurement activities Most materials were
purchased from the United States or Puerto Rico. Cement was obtained from
Barbados There appeared to be no problem with Dominica meeting the USAID Code

899 and 941 procurement regulations

Provisions for Maintenance

Dominica has several completed projects that are not yet in service  Therefore,
maintenance of these facilities cannot be evaluated at this time The formative
meeting of Dominica’s country-wide maintenance committee was held while the
evaluation team was wvisiing the island. Dominica should receive approximately US$
57,300 to spend on its portion of the USS 650,000 maintenance systems development

portion of the BNTF project

Y-
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In Dominica responsibil'ty for maintenance is divided between munistries, In the
Ministry of Education and Health, permanent secretaries for education and health are
responsible for the maintenance of their respective faciliies,  Edvcation has been
maintaining 1ts own buwldings for a number of years but Health assumed this
responsibility only in 1985 Both these ministries appear to be adequately
maintaining the current inventory of buildings. The 1986 allocations for building

maintenance are higher than those for 19885,

The Cantral Water Authority (CWA) 1s currently undergoing changes in
organization and 1s having difficulties finding qualified engineering personnel to
attend to the maintenance of 1its wide-spread and 1solated systems. CWA's
Maintenance Department 1s headed by a maintenance officer. The island has been
divided 1nto eight water areas with six crews serving these areas, Each crew has
eight men Despite staffing problems, the CWA appears to be well organized and
apparently operates a well-maintained watei system

7

The evaluation team wvisited the Savanne Paille Primary School that was
evaluated 1n June 1985 as part of the BHN project Repairs have been made to a
wall leak that had occurred as a result of driving rain on the end of the building
A sign on one door encouraged routine preventive maintenance.

Emplovment Generation

The employment data in Dominica are considered unrehiable The project
supervisor was mahing a conscientious attempt to obtain good employment data  He
made regular wvisits to project sites and had written notes to contractors reminding
them of their obligation to provide these data To date, however, he had met with

little success

Ten projects were complete or under construction in Dominica. Of these ten,

six had reasonably complete employment data in the latest monthly reports examined

by the evaluation team (although even on these six the key figure of cumulatve
amount spent on wages to date was mussing -- as it was in the other countries --
because the form did not have a line for this figure) However, the figures in at
least two of these six reports are not credible In the March 1986 report on
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construction of the Scotts Head School, for example, it was reported that 84 person-
days of labor had been utilized and that the amount spent on wages for the month
was ECS 7,995. This would yield an average daily wage per worker of ECS 95, which
1s about four times greater than the prevailing wage rate. By contrast, the most
recent monthly report for the Petite Savanne Water Supply Project reported that 100
person-days of labor had been expended and that the wages paid for the month was
ECS 739. This would yield an average daily wage per worker of only EC$ 7, which
1s about four times less than the prevailing wage rate

An analysis of the data on the other four projects -- Dublanc School, Eggleston
School, Wotten Waven School, and Clifton-Cocoyner Water System -- revealed
average daily wage-rates ranging from ECS 25 to ECS 34 -- which closely correspond
to actual wage rates in Domunica. about ECS 15-20 for a laborer and SEC 40-45 for a
tradesman The data further revealed that labor content on these four projects
ranged from 33 percent to 59 percent with a four project average of 39 percent
This seems like a reasonable figure, but, given the data problems in the other
projects mentioned above, some skepticism must be registered even of these results

One reason for the difficulty in obtaining reliable employment data in Dominica
1s that contractors themselves are not accustomed to keeping accurate time-sheet
records Ma;iy Dominican building contractors do contracting work only part-time,
their principal income comes from farming or some other pursuit Many do not have
offices and do not, therefore, employ clerical staff to keep records for them  These
circumstances have not, as reported above, kept them from doing good construction
work, but have made 1t difficult for the project to obtain good emplovment data

Project Management and Reporting

The project supervisor 1s a retired permanent secretary who occupies an office
in the main government building He appears to be adequately provided with
secretartal and other office assistance  In addition to his salary, he received ECS$
1,000 per month to defray the expenses of using his personal vehicle to visit project

sutes
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Beyond the employment data reporting mentioned above, there appeared to be
no salient management problems 1n Dominica

Other Comments

Dominica has fallen behind most of the other islands in its implementation
schedule, but much of this is due to understandable logistical difficulties inherent in
a poor country with a rugged terrain. At the Dublanc School, for example, there
was no water so that the contractor had to truck water in to mix cement. On the
day of the evaluation team's wisit, the site of the Clhfton-Cocoyer Water System
intake was inaccessible to the evaluation team as a result of a heavy rainstorm

Dominica may be classified as among the needier of the BNTF countries. It has
one of the lowest per capita incomes, many wvillages are still without piped water,
and the hurricanes of 1979 devastated many of the c9untry's buildings  Although no
list of projects under the performance program had yet been drawn up, Dominica

should have little problem 1n doing so

10
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GRENADA

Brief Descri C the C

Grenada, the southernmost of the BNTF islands, has a total area, including the
main island and dependent islands (Carnacou, Petit Martinique, and others), of 344
square kilometers. Its topography features a hilly spine, the highest elevation of
which s the extinct volcano Mount St Catherine (840 meters), and a small flatland

area in the south

In 1985 the estimated population was 95,000. The largest town 1s the capital,
St. George's, with 2 population of 31,000. Other population centers are the towns of
Victoria (6,500) Grenwille (6,000), Gouyave (5,000), and Sauteurs (3,000), all located
along the coast

In 1984 GDP per capita at current prices was USS 938 The Ministry of Finance
!
reports that inflation has decreased steadily over the last five years, from 2]2
percent in 1980 to only 2 5 percent in 1985,

The economy s largely agricultural Principal exports are bananas, cocoa,
nutmeg, mace, and other spices, Grenada is, in fact the world’s third leading
producer of nutmeg and mace -- thus its nickname, the Spice Island.

According to a report of the National Economic Council, entitled "National
Development Strategies” (November 1985), Grenada had a labor force of 28,000 Of
this total 8,700 (3! percent) were employed by the public sector, an estimated 6,700
(24 percent) in agriculture, 3,100 (!1 percent) in the commercial sector and in
personal services, 1,100 (4 percent) in tourism, and 1,400 (5 percent) in
manufacturing This would leave about 7,000 persons, or 25 percent of the labor
force, unemployed The CDB Annual Report for 1985 places unemployment 1n

Grenada at 28 percent
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oc nd Su Sty

To date, the CDB has approved five subprojects for Grenada with a total cost
US§ 978,400, 98 percent of the country's initial allocation of S1 mullion, Two of the
projects are for the refurbishment and expansion of water systems serving the towns
of Gouyave and Victoria A third project i1s for the refurbishment and expansion of
a hospital. A fourth project is for the renovation of a primary school on the island
of Carriacou The fifth project 1s for afforestation of a watershed that provides the
source of water for St George's and much of the southern part of the country

Implementation of all five projects has begun. None is completed. As shown
on the map, four projects are located in different places on the island of Grenada
and one on Carriacou This spatal distribution, as well as the variety in the type of
subprojects, ensures that a wide cross-section of the Grenadian population 1s being
served

[
Table 14 shows the current status of the five projects The two building

subprojects and the afforestation subproject are being implemented according to
schedule. The delays 1n the water systems subprojects stem from tardiness 1n
satisfying condx‘tnons precedent to first disbursement (acquisition of the land) and
from other mobilization difficulties of the Central Water Commission (CWC)

ubproject Visitation Scheduie and Descr: ubproiects Visyted
Schedule

The evaluation team arrived in Grenada on Sunday evening May 11 On May 12
meetings were held with the project supervisor, CDB engineering consultants, and a
staff member of the CWC to discuss the spatial distribution, design methodology, and
construction status of the subprojects  Subproject profiles, monthly project reports,
construction plans, specifications, contract documents, and general file
correspondence was reviewed The subproject sites visited by the evaluation team on

May 3 and May 14 were as follows
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LOCATION OF SUBPROJECTS
VISITED BY EVALUATION TEAM

Location

~Code . Name of Suboroject

Annandale Watershed Improvements

Princess Alice Hospital

Tufton Water System
Dougaldston Water System

Dover Primary School
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TABLE 14

GRENADA SUBPROJECTS --
SITUATION ON MARCH 31, 1986

Dover Primary Princess Alice Annandale Tufton Yater Dougaldston Water
; School Hospi tal Afforestation System System

4 thod of Exccution Contract Contract Direct Lobor Direct Labor Direct Labor
Cunmncement Date Dec. 1985 Dec. 1985 Dec. 1984 Sept. 1985 Sept. 1985
Projected Completion Date June 1986 Sept. 1986 Nov. 1987 fug. 1986 Aug. 1986
Purcent of Project Completed 40 percent 65 percent 40 percent 18 percent .-
Person Days of Employment

Since Beginning of Project 932 241 4,923 1,325 --
Anticipated Labor Content (percent) 40 percent 40 percent &5 percent 37 percent - 37 percent
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Order
of Date
Visit Subproiect Visited
| Annandale Watershed Improvements May 13
2 Princess Alice Hospital May 13
3 Tufton Water System May 13
4 Dougaldston Water System May 13
5 Dover Primary School (Carriacou) May 14
Descriptions
The Annandale Watershed Improvements consists of land clearing, planting

of water-holding species (Blue Mahoe), planting of economic crops
(including citrus, cashew, avocados, and spices), rehabilitation of about two
miles of access road; construction of an erosion control structure, three
retaining walls, a bridge, and a culvert; and establishment of 2 small tree
nursery This subproject 1s located about fjve mules northeast of St.
George's adjacent to the Grand Etang Forest Reserve

The Princess Alice Hospital consists of construction of new buildings and
rehabilitation and renovation of older buildings in the main hospital  This

subproject 1s situated in Merbeau approximately two miles from the leeward

coast town of Crenville,

The Tufton Water Svstem consists of construction of a sand filter water
treatment plant, a small dam intake, and a supply line from the intake to
the plant This subproject 1s situated approximately two miles southeast

from the leeward coast town of Victoria

The Dougaldston Water System consists of construction of a main 8-inch

transmission hine from an existing treatment plant to the town of Gouyave,
and expansion of the existing treatment plant to include an additional
filter. This subproject is situated approximately one-half mile southeast of

the leeward coast town of Gouyave
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The Dover Primarv School consists of reconstruction of an existing building by
performing major structural repairs and adding partitions to form several private

weather-proof classrooms. This subproject is situated near the northern tip of
the 1sland of Carriacou.

Subproject Selection

The five projects were selected from among a longer list identified by the
project icentification team in January 1984 In August 1984, shortly after project
authorization, the Ministry of Planning selected eight projects, which were approved
by the zovernment and sent to the CDR for approval (The Dougaldston Water
System was later subsututed for another water system project that had appeared on
the original list of =ight) The Ministry of Finance used its own criteria (see Annex
3) rather than tncse developed by the design team to select the list of eight Three
projects were eventually eliminated from this list after redesign, recosting, and
discussions with the CDB In particular, a soil a,nd water program for Carriacou,
which was number one on the design team's list, was eliminated after the project
had been redesigned and expanded to include several additional elements that made it

too large and expensive for the BNTF program

The building and water systems subprojects appeared to have been well selected
in terms of basic human needs, but the team was less certain about the Annandale
Watershed Improvements This subproject appeared to have multiple and, perhaps,
competing objectives conservation of the watershed, development of a hardwood
industry, and fruit tree farming The water resource benefits potentially accruing
from afforestation had not been the subgect of hydrological tests and had therefore

not been well documented

Design Techni d ructi andar

The five subprojects were designed and implemented using two distinct methods
The two building subprojects were designed by private consultants engaged by CDB
and were constructed bv private contractors The designs for the other three
subprojects were done by gosernment and implementation was also performed through

direct government labor
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The two building subprojects, the Princess Alice Hospital and the Dover Primary
School, were both renovations and extensions to existing worn out or burned out
facilities. The designs were prepared by two engineering consultants The
construction plans and contract documents were adequate for the work proposed.
The contract documents for the Dover Primary School and the Princess Alice Hospital
provided detailed bills of quantities, which i1s important 1n a renovation project as it
is easy for contractors to over- or underestimate quantities

The technical specifications on both projects were sparse 1n relation to the
pressure treating and fimishing of wood. In neither instance was pressure treating
required even though termite infestation was evident (termute trails on the building
walls) at the Princess Alice Hospital Nesther project required injection into the
ground of a termicide to destroy subterranean termites This appears necessary to
prevent any further deterioration of the existing buildings Chemicals are available
that would not cause any problems to students or patients in the hospital The
recent investigation and termicide treatment of the grounds around the Pogson
Hospital 1n Sandy Point on the 1sland of St. Kitts gives tesumony to this fact

The engineering designs and the construction of the two water systems are the
responsibility of the CWC. In both subprojects, construction of the systems began
before all desnén work was completed For the Tufton \Vater System, design of site
concrete work for the treatment plant was completed and work on this had begun,
but there were no drawings for the structural concrete walls and floors, the sand
beds, or the dam upstream The lack of complete plans had apparently caused delays
in construction, at Tufton only 18 percent of the work was complete whereas 75
percent of the time alloted in the original schedule had elapsed Another problem
was the' absence of plans for a vehicular road to the dams, which will be necessary
for periodic maintenance In addition, the design of both the Tufton and
Dougaldston Water Systems concentrated only on treatment and transmussion, but it

would appear that storage 15 equally important

10
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/
/ The construction techmiques at the two water systems were above average

St/ructural concrete placement had not yet begun, but concrete cubes were available
,for testing together with vibrating equipment and slump measuring devices. However,
‘rom visual observation, some concrete being poured for the site work appeared to
1ave zero slump although the evaluation team did not use a cone to test the slump.

For the Annandale subproject, there was no evidence of prior design work for
the access road bridge under construction or the two completed culverts. The
culverts were small and had adequate headwalls, but will wash out if they are
icorrectly sized to handle the volume of runoff, The bridge is, in fact, a
replacement for one that was washed out. The CDB should ensure that any civil
works that are buxlt be properly designed and documented with plans that are signed
and sealed by a quahﬁed engineer. A copy of such plans should be filed with CDB
prior to any disbursements of funds

At Annandale, the reservoir behind the dam had not been cleared of debris and
a screening device to keep rocks from lodging themselves in the sluice gate was
absent  Although the dam was not financed under BNTF, 1t is an integral part of
the overal! project to provide water for the southern part of Grenada, of which the
control of the watershed through afforestation 1s an important part

ld

Adequacy of Procurement Arrangements

Procurement of materials 11 Grenada was done by the CWC, the Ministry of
Agriculture, or private contractors. The CWC was having problems obtaining good
sand and coarse aggregate since considerable concrete work around the island was

causing local shortages

Private contractors had encountered some delays in securing material but overall
procurement was not a problem in Grenada The project supervisor was aware of
USAID Code 899 and 941 procurement regulations, and the team was assured that

compliance was occurring
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Provisions for Maintenance

The Ministry of Educatiox{k’nnd the Ministry of Health are responsible for the
maintenance of their own facilities, Some discussion has occurred recently about
assigning responsibility for the maintenance of these facilities to the Ministry of
Communications and Works No final decision has been made, however, and the
ministries to be affected are proceeding with plans to continue maintaining their own
buildings The CWA, which maintains the water systems, receives its budget from
monthly user charges and has divided the country into six districts with a
maintenance crew for each district,

~

Grenada has approximately USS 57,300 allocated to it to carry out its portion of
the maintenance systems development program No funds have yet been spent on
this program A country maintenance committee is 1n its formative stages and as
such may shortly start to request funds from CDB to commence preparation of the

country-wide maintenance plan

The project supervisor was advised that consultants should prepare maintenance
plans for the facilities they designed One engineering consultant provided a copy of
a maintenance ;)lan for the "repairs to the Dover School" (see Annex 8) This plan
1s simple but effective and can be used as a model for other consultants

There did not appear to be any special effort to use low maintenance materials
1In construction, nor was there any specific line item in the annual budget estimates

for the maintenance subprojects under construction.
lovmen T

Some employment data were obtained for all the projects except the
Dougaldston Water System. In the latest month, an average of 28 persons were
employed 1n each of the four subprojects, of the 28, one or two per subproject were
women The Dover Primary School and Annandale Watershed Improvements employed
no youth, but of the 36 persons employed on the construction of Princess Alice
Hospital, 15 were under 21, and of the 28 employed in the Tufton Water System, five

e
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were under 2I Since the four subprojects began, wages had been paid for more
than 9,000 work days ranging from 932 for the Dover school to 4,923 on the

Annandale subproject.

Cost data were not available to calculate labor content, but from observation, it
is likely that the projections of labor content provided in the planning documents
are fairly accurate. According to these documents, the most labor-intensive
subproject is Annandale (65 percent of costs) since the work consists largely of tree
planting and road work. The least labor-intensive are the two water systems
subprojects (37 percent of costs) It was estimated that the hospital and school
would spend 40 percent of their allocation on labor

nagement and Reporti

The project supervisor was a Grenadian who had recently returned from Great
Britain, where he had spent 27 years employed by the Commonwealth Commission
He was not appointed to his position until April 1985, which made him the last of
the BNTF project supervisors to be appointed He had also not attended the project

supervisors workshop in November 1984

’

The project supervisor was keeping meticulous accounts and also had a detailed
log of the use of his time and of project-related conversations Perhaps because of
his late appointment, certain key documents, including project profiles and reports,
were missing from the files. Reports were frequently filed late As was the case in
the other 1slands, the Grenada project supervisor was experiencing difficulty in
obtaining reliable and utmely information from the public authorities responsible for

subproject implementation
her mmen

Grenada is among the needier BNTF countries but s already receiving a great
deal of U.S development assistance in various forms It 1s the only Eastern
Caribbean country with a resident USAID office BNTF assistance under the
performance program should be ammed at complementing and reinforcing the

development financing of USAID and other donors
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MONTSERRAT

Brief Description of the Countrv

Montserrat is a British Crown Colony. Located in the Leeward Island chain, it
is the second smallest of the BNTF countries -- 102 square kilometers The terrain
1s mountainous with dense tropical vegetation and rugged peaks, the highest of which

1S 915 meters.

The 1985 population 1s estimated at 12,000 and population density 1s 116 per
square kilometer Much of the population lives in and around the capital city,
Plymouth, or the northern city of St Johns.

With a per capita income of nearly US$S 3,000, Montserrat 15 the most
prosperous of the BNTF countries, The economy relies mainly on agriculture,
tourism, lLight manufacturing, and remittances. Pringipal exports are cattle, cotton
products, hot peppers, electronic parts, tropical plants, fresh vegetables,
polypropylene bags, and leather. At 7 percent, reported unemployment is the lowest

among the BNTF countries
f Allocation

Montserrat received an initial allocation of USS 400,000 under BNTF and has, to
date, received approval for six subprojects with a total estimated cost of USS
392,000, One subproject consists of renovations to three separate health clinics; all
of these renovations have been completed, Three subprojects involve renovations or
building of new facilities at schools a new industrial arts building at a junior
secondary school, alterations and improvements to two classroom buildings at another
Jumor secondary school, and the building of a second story to a home economics
building at a semior secondary school One of the three school building projects 1s

completed, the other two are under way,

The two other subprojects are in the agriculture sector. One 1s a project to
provide irnigation for, and an access road to, government-owned land that 1s leased
by small farmers. The other 1s a nation-wide rodent eradication program that has

/

/

/
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not yet begun The delay in the start-up of this subproject occurred after USAID,
because the subproject will involve extensive use of rodenticides, insisted on a
thorough environmental assessment and proper training of users of the rodenticides
The assessment has been completed but the training has not yet begun. Although
the need tor the assessment and the training is altogether proper, it nmow appears
that the delays involved will retard the effective commencement of the project
another year because of the yearly feeding habits of the targeted rodenticides (The
best time to lay traps 1s in August, but training will not have been completed by

that month this year )

ct Visitaty hedul i Visi

Schedule

The evaluation team arrived in Montserrat on May 29, and mmmediately visited
the Long Ground Health Center situated about nme miles from Plymouth on the
windward side of the island The remainder of the day was spent in the office of
the project supervisor reviewing subproject profiles, monthly reports, construction
plans, and general correspondence On May 30, meetings were held with officials of
the Ministries of Agriculture, Development, and Health and Education The

subprojects sites visited on May 29 and May 30 were as follows

Order
of Date
Visit Subproject Visited
l Long Ground Health Center May 29
2 Brodericks Farm Development May 30
3 Rodent Control Program May 30
4 Montserrat Secondary School
Home Economics Center May 30
5 Plymouth Junior Secondary School
Industrial Arts Center May 30
6 Cork Hill Health Clinics May 30
7 Salem Junmor Secondary School May 30

™

——
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Descriptions

The Long Ground Health Center consists of renovation of an existing one-

srory concrete block-stucco building and addition of a waiting room  This
facility 1s one of three health centers undergoing renovation as part of this
subproject. It 1s located on the windward side of the island about eight

mules from Plymouth

The Brodericks Farm Development includes construction of a feeder road

and a catchment box to top an existing spring; installation of 7,900 feet of
3-, 2-, and I-inch galvamzed iron irrigation pipe; and construction of a
50,000-gallon galvanized butyl lined storage tank This facility 1s situated
about four miles east and slightly south of Plymouth

Concerning the Rodent Control Program, the project area comprises a

considerable portion of the 102 square kilometérs of land on Montserrat
The program, which 1s designed to combat the approximately 30 percent of
the island’s agricultural harvest that 1s destroyed by rodents each year,
involves education, baiting, and back checking to ensure that the rodent
life cycle 1s broken

The Montserrat Secondarv__School Home Economics Center consists of

construction of a 2,500 square foot new concrete block-stucco second story
over an existing one-story school building comprising four large class rooms
to be used as a home economics center This facility 1s situated in

Plymouth

The Plymouth Jumior Secondarv School Industrial Arts Center consists of

construction of a multipurpose concrete block-stucco technical workshop to
an existing secondary school situated in Plymouth
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The Cork Hill Health Chnjcs consists of renovation of an existing 780

square foot one-story concrete block-stucco building by adding ' new
facilities. The Cork Hill facility 1s one of three health chinics undergoing
renovations as part of this subproject. It is situated in the willage of Cork
Hill approximately two and one half miles no.th of Plymouth ,

The Salem Junior Secondarv School consists of remodeling and equipping a

600 square foot building as workshop space This facility is situated in the
village of Salem approximately five miles north of Plymouth.

u el n

The project identification team did not visit Montserrat. Rather a list of seven
subprojects, with a total value of ECS 2,395,700, was drawn up by an engineering
consultant engaged bv CDB and by Montserratian’ government officials The six
approved projects are all from tius list although costs have been greatly reduced in

some cases

The subprojects appeared to have been well selected in terms of meetung basic
human needs However, the subprojects were mostly concentrattd in the southern
part of the island, thus neglecting the population in and around the town of St

Johns in the north

The one subproject about which the evaluation team had certain misgivings in
terms of need was the Plymouth Jumor Secondary School Industrial Arts Center,
which, while lodged in a temporary building, was training students on machines (such
as electric welding machines and lathes) that did not exist elsewhere on the island
This type of training would appear to encourage emigration rather than expansion of
the domestic economy  However, emigration 1s apparently encouraged on Montserrat

as a way to obtain foreign exchange from remittances

In addition, tha Broderichs Farm Development subproject, although a good idea
n prménple. appears to have been developed with insufficient participation from the

15-20 farmers who wil' tenefit from, but will also have to payv for, the irrigation

i
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worhs The farmers, whose pipes will be metered, will be required to pay ECS 250
per 1,000 gallons to the Land Authority, which 1s under the Ministry of Agriculture,
which will 1n turn pay the Water Authority. The user fee was apparently established
at the insistence of USAID, but the farmers were not consulted about the type of
fee, the rates, or their willingness to pay before the system was built In addition,
it has not been determined who will be responsible for maintenance of the
distribution pipes, many of which are above ground on cattle grazing land.

chnt nstruct:

Three of the six subprojects on Montserrat were under construction during the

evaluation team's visit,

The three health center renovations were designed by the Minstry of
Communications and Works (MCW) Designs consisted of a small plan illustrating the
before and after aspect of each center. The materials were purchased by MCW and
the work was performed by petty contractors Thé two centers the team visited
were excellent examples of first class workmanship The renovations were
structurally sound, functionally correct, and aesthetically pleasing Apparently good
supervision was provided by MCW staff members who ensured that supplies were
delivered on timé and that the petty contractors pursued their work with vigor

The Plymouth Junior Secondary School Industrial Arts Center and the
Montserrat Secondary School Home Economics Center extension were designed by a
private consultant Final plans and specifications were put out to bid under
apparently proper bidding conditions The successful bids were under the allocations
The designs of the two subprojects appear to have been well conceived Aluminum
roofing material coated with zinc was specified This type of long lfe-cycle materal

should be encouraged as 1t builds 1n low maintenance structures

The consultant's specifications on treatment of lumber should not be considere?
adequate 1n that they only called for treatment with "two coats of approved
preservative." A preferred specification 1s pressure treatment The specifications
also did not call for sub-surface treatment of the area under and around the building
with a termicide A specification on the quality of the wood finish desired was also
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not sufficiently precise to ensure a quality job. Montserratian contractors are
accustomed to building high-priced and high quality residential dwellings for foreign
retirees Thus workmanship 1s up to a higher standard than in other islands.
Nevertheless specifications should be very specific, particularly on public buildings,
where greater stress on mater:als can be expected.

The coarse aggregate being used for concrete was very dusty. Minute organic
sotl particles were present These materials will not give the finished concrete the
strength desired In addition unwashed beach sand is being used in concrete  Salt
in the sand can cause continued concrete problems over the years Every effort
should be made to require that the coarse aggregate and sand be washed with clean

fresh water thoroughly before use

The evaluation team's only structural concern was the use of an open rafter
roof support system in two school buildings inspected in Montserrat  The roofs 1n
these buildings are low pitched (between 15 and 20 'degrees) and, accordingly, may be
subject to considerable uplift during a severe windstorm. In such roof support
systems, the joint at the peak where the rafters come together usually acts as a
hinge The joint, which s wusually nailed, may open up during a high velocity
windstorm  Steel gusset plates placed on each of side of the joint that fasten both
rafters together with through bolts can be used to provide additional support A
collar brace placed horizontally midway up the slope of each pair of rafters on each
side of the rafter and fastened with through bolts will provide considerable
additional support Such braces were, in fact, placed on every third pair of rafters in

the roof support system to the Montserrat Secondary School.

The access road at Brodericks used two concrete strips to carry the wheel
load, but the thickness of the concrete did not appear adequate  This program was
designed by the Ministry of Agrniculture, Ponds, Trade, Lands and Housing  Forms
should have been used on all edges of each strip. Instead the concrete supply
feathered off to meet the existing grade at an angle  Later as truchs traverse such
a road, concrete edges will easily break off In addition there were apparentlv no
joints n the concrete to allow for expansion and contraction Concrete pavements

ar2 not tlevible Desizn detarls must provide rehief to avoid craching
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The exterior of .xhe pre-fabricated water storage tanh 1n the Broderichs
subproject might better have been manufactured from non-corrosive materials The
Commonwealth Caribbean islands of Nevis and Tortola use hydroglas sectional storage
tanks, which will not rust and have no need for protective treatment or constant
painting (see Annex 9) Hydroglas 1s formed by a hot press molding process. The
result 1s a non-corrosive strong consistent panel that is dimensionally accurate and
has a smooth surface on both faces It 1s excellent for water storage although more

expensive than galvanized steel

The irrigation pipes that were installed were left exposed on the surface of the
ground It would appear best to bury these pipes where possible to avoid damage by

animals or equipment

Overall the design techmques at Montserrat were good and the construction

standards above average,
v Procu nt Ar en

Montserrat 15 well stocked with building materials. A considerable amount of
residential building construction for foreigners occurs on the island The desire to
use some innovative materials such as aluminum roofing created a problem for the
two contractors working on the schools in Plymouth Despite a waiver permitting
off-shore purchases of US$ 130,000 from Code 899 countries, purchases of aluminum
roofing from Canada were disallowed by the engineering consultant, resulung 1n
increased costs to the contractor from Puerto Rican sources  These costs were not

calculated into the contractors’ bids

The contractors were buying directly from overseas sources, thus enabling them
to expect some savings through the elimination of a middleman There did not
appear to be any tracking of USAID Code 899 and 94! procurement regulations
Each contractor was simply told he should buy from American sources

There were occasions when local sand inventories became depleted This

problem seems to have been solved, and construction activities have proceeded at a

brisk pace
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Provisions for Maintenance

Infrastructure in Montserrat 1s among the best maintained in the Caribbean
The government and the people cooperate to ensure that the buildings, streets, yards,
bridges, and public open spaces are kept neat and tidy. High quality maintenance
materials are being used in Montserrat. Aluminum roofing and louvers are almost

standard.

The budget 1s well funded and carefully administered. The Public Works
Department of MCW 1s responsible for all maintenance. All work 1s accomplished
through petty contract  Contractors are eager to work for the government because
the established rates are competitive with private industry All contractors must
pre-qualify Contractors are paid quickly, and, as a result, they produce fast
efficient work that 1s of high quality

Montserrat will receive approximately WUS3 /34,450 as 1its portion of the
maintenance system development portion of BNTF. No funds have yet been spent It
1s not anticipated that the buildings constructed under this project will require
maintenance for some time since routine repairs are minor when buildings are built
well and cared for by the user In a community that prides itself on cleanliness,
maintenance costs actually are lower in the long run since emergency repairs are not
normal and facilities are not taken out of production for long periods of time
Nevertheless, one-third of the MCW maintenance budget every year 1s set aside for
emergency repairs., The remainder of the budget 1s for major repairs or renovations

The one concern for maintenance on Montserrat that the evaluation team did
have ‘involved the maintenance of the irrigation distribution system in the Brodericks
Farm Development subproject Policies for affixing responsibility or for cost-sharing
of maintenance of these facilities need to be developed before the system s

completed

Ele
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loyment rats

The employment data from Montserrat are unreliable and mcom‘plete. Two
subproject reports were more than one month late, and all the reports covered more
than one month  One report covered two different subprojects with two different
contractors  Another report had no employment data‘at all. When asked how he
obtained the direct labor data for the reports that did contain this information, the
project supervisor said they were "guesstimates” None of the reports contained
indirect labor information

For the record, the total number of person-days of employment reported for the
four subprojects that did contain such figures was 2,779. No women were reported
to have worked on any of the subprojects. One subproject was reported to have
employed two youth under 20; the others, none under 20.

Even if a more assiduous attempt had been made to collect reliable employment
information in Montserrat, the results would still have been less useful than in the
other countries because the reporting form that was used did not contain a line item
for "amount spent on wages this month" as did the forms used :n all the other
islands. It can only be surmised that the forms in use in the other BNTF countries
have replaced the older forms that, for unknown reasons, are stil used in

Montserrat.
M ment an rt

The project supervisor was a Britisher in the employ of the British Overseas
Development Administration (ODA) His job with ODA was to serve as the full-time
director of public works in Montserrat  The supervisor in Montserrat was the only
BNTF project supervisor whose compensation was not at least partially reimbursed by
the CDB and who was not working full time in the capacity of BNTF project

supervisor In fact, the supervisor i1n Montserrat estimated that he was able !°,

devote less than 5 percent of his time to his BNTF responsibilities The current
project supervisor replaced a native Montserratian who had originally been selected
as for this job and who had attended the project supervisors workshop in Barbados

in November 1984

| 4
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The small amount of time that the project supervisor i1s able to devote to his
BNTF responsibilities helps explains the deficiencies in reporting. Effective
management of the BNTF subprojects 1s in fact split between Public Works and the
Ministry of Agriculture The project supervisor has had little time to visit the
public works sites and even less time to get involved with the agricultural projects
The constraints on his time explain also perhaps why Montserrat was the only: BNTF
country 1n which there were no signs at any project sites advertising the sponsorship
of the projects by the CDB and USAID

her Commen

Montserrat, with 1ts relatuvely high per capita income, its high literacy rate
(over 90 percent), and low unemployment, 1s probably in less need of development
assistance than the other BNTF countries.  Although the Minister of Education
believed that she could utilize a great deal more BNTF money to assist in the
current educational reform, the permanent secretary of the Ministry of Economic
Development was unable to provide a concrete list of projects that would be eligible

for BNTF financing
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ST. KITTS AND NEVIS

The total area of the two federated islands of St. Christopher (St. Kitts) and
Nevis 1s 269 square kilometers with St. Kitts about twice the size of Nevis ‘The
topography of both islands features forested volcanic mountains The soil on Newvis

1s more rocky and less fertile than on St Kitts,

The total population of the two 1slands is about 45,000 of which just under
10,000 live on Nevis About 42 percent of the population on St Kitts lives in and
around the capital of Basseterre, otherwise, the population 1s fairly evenly distributed
in small coastal towns around the island Similarly on Nevis, the largest population
concentration 1s 1n and around the capital of Charlestown, but the remaining

population Iives in a number of small communities along the coast, especially to the
[
north.

The economy of St Kitts 1s dominated by a single crop -- sugar. Most arable
land 1s planted 1n cane. The sugar industry 1s also the largest employer on the
island  Principally for this reason, the government nationalized the industry in 1975
when private owners, feeling that the crop was no longer profitable, began
neglecting their fields The second most 1mportant economic sector 15 tourism,

which, 1n contrast to sugar, has been growing in recent years

Since the cane fields provide seasonal employment for large numbers of
workers,. good estimates of unemployment are difficult to obtain The project paper
reported an unemployment rate of 12 percent in 1980, but the 1985 CDB Annual
Report had no employment figures at all for St. Kitts and Nevis I Internal estimates
are provided by the two primary political parties, with the party in power, not
surprisingly, 1ssuing much lower estimates (15-25 percent) than the opposition (40
percent) The CDB annual report placed GDP per capita in 1984 at US$ 1,358, /

el
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LOCATION OF SUBPROJECTS
VISITED BY EVALUATION TEAM
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Code  Name of Subproect
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Sandy Point School

Molineux Primary School
Cayon High School
McKnmight Community Center
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LOCA "ION OF SUBPROJECTS
VISITED BY EVALUATION TEAM
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The value of the seven subprojects approved to date for St. Kitts and Nevis 1
exactly equal to the country's overall allocation -- US$ 1 million Two of the
subprojects -- both water distribution systems -- are on Nevis The other five --
rehabilitation and extension of two high schools, one primary school, and a hospital,
and construction of a new community center -~ are on St. Kitts

One of the two water subprojects, both designed and built by the Nevis Water
Department, 1s completed whereas the other 1s nearly completed The building
subprojects on St Kitts, all designed by engineering consultants and built by private
contractors, were under construction at the time of the evaluation, but all except

one (the McKnight Community Center) were close to completion.

The evaluation team found no problems with the pace of subproject
implementation in St Kitts and Nevis The only subproject that was not near
completion was the McKnight Community Center, this subproject was dElnyed in
start-up not because of poor management in St Kitts but because of USAID

objections to certain design features

Subproject Vng'lmpon Schedule and Description of Subprojects Visited.
hedul

The evaluation team arrived on St. Kitts on June 1, 1986 The morning of June
2 was spent with the project supervisor discussing the subproject profiles, monthly
reports, construction plans, and general correspondence In the afternoon, meetings
were held with the engineering consultant assigned to oversee the subprojects On

June 3 and June 4, the team visited the following subprojects sites



Order

of Date
Visit Subproject Island Visited
1 Pogson Hospital St Katts June 3
2 Sandy Point High School St Kitts June 3
3 Molineux Primary School St. Katts June 3
4 Cayon High School St. Kitts June 3
5 Burden Pasture Pipelines Nevis June 3
6 Hamilton-Charleston Pipe-
lines Nevis June 3
7 McKnight Community Center St Kitts June 4
1ption )
The Pogson Hospital consists of renovation and rehabilitation of the

existing main hospital building and new construction of an 1,800 square foot
one-story concrete block-stucco extension to the rexisting hospital including
500 square feet of roof. This facility 1s situated in the town of Sandy
Point on the leeward side of St Kitts, 10 miles northwest of Basseterre.

The Sandv -Point Hish School consists of construction of a new 5,364 square

foot one-story concrete block-stucco building comprising space for
secretarial  services, home economics, technical drawing, woodwork,
electrical work, mechanical work, and arts and crafts. Like Pogson
Hospital, this facility 1s situated 1n the town of Sandy Point.

The Molineux Primarv School consists of rehabilitation of the existing

school building plus construction of a new 4,485 square foot one-story
concrete block-stucco building comprising five new classrooms, a workshop,
a library, a staff room, and toilet facilities, This school 1s situated in the
village of Molineux on the windward side of the St Kitts about seven and

one-half miles north of Basseterre

The Cavon High School consists of rehabilitation of the existing school
buildings plus the construction of a new 9,800 square foot partial one-story

and partial two-story concrete block-stucco building containing focr

X
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classrooms, two science laboratories, and four vocational centers, This
facility 1s located in the town of Cayon on the windward side of the island
of St Kitts approximately five miles north of Basseterre.

The Burden Pasture Pipeline consists of installation of approximately 7,000

linear feet of 4- and 2-inch galvamized iron pipelines, together with the
necessary valves and fittings, to bring potable water from the Monkey Hill
Reservoir through Pond Hill into the Burden Pasture Reservoir and then to
distribute this water to the people of Burden Pasture This pipeline s
situated on the island of Nevis about two and one-half miles east of

Charlestown

The Hamulton-Charlestown Pipeline consists of installation of approximately

7,000 inear feet of 4-inch PVC pipeline, together with the necessary valves
and fittngs, to carrv potable water from a reservoir near the area of
Hamilton 1nto the citv of Charlestown on the island of Nevis

The McKmight Communitv _Center consists of the construction of a 3,000

square foot building to be used as a multipurpose communsty center The
building .includes a hall with a stage, a kitchen, veranda space, a rest-
room, and changing rooms. The center s located in an older,

predominantly low income section of Basseterre

ubproject Selection

In June 1984, 18 subprojects -- 14 for St. Kitts and four for Nevis -- were,
following 1denufication by the government and rank ordering using the MCUA by
project design consultants, deemed eligible for BNTF funding  Since the total cost
of the 18 subprojects was ECS 9,185,741, the government of St Kitts and Nevis was
asked to select from among them  Four of the five subprojects that were eventually
approved for St Kitts 1n January 1985 ranked two through five on the original hst
(The subproject ranked number one was funded by another donor) The fifth
subproject on St Kitts, the McKnmight Commumity Center, was not on the original bist
but 1s located in the Prime Minmister's constituency Only one of the two subprojects

eventutlly tunded tur N2 o~ booc2d on the original List

A%
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Although USAID's Regional Development Office concurred in the approval of the
McKnight Community Center in January 1985, it later raised objections to certain
design features, particularly the inclusion of a bar that was supposed to be used to

train bartenders

With the possible exception of the community center, all the subprojects in St
Kitts and . :vis appeared to have been well selected in terms of meeting basic
community needs Nevis, for example, suffers from a severe shortage of water,
usually, water 1s only available from public sources from 6 AM. to 11 AM  The
school and hospital rehab:litations and extensions were responding to conditions of
dilapidation and overcrowding The McKnmight Community Center 1s located in a
depressed area of town where there 1s an obvious need for community services.
However, at this point 1t 1s unclear how the center will be used.

i chniqu nd nstruction

The two water systems projects on Nevis were designed and buwilt by the Newvis
Ministry of Public Works  The plans were easy to read and were definitive about
the location of wvalves and fittings The nstallattion work n the field was
progressing well' However, several valve boxes on a line that had been completed
for some time were missing covers [Every effort should be made by CDB to ensure

that subprojects are 100 percent complete before final payment 1s made

With a staff of 60, the Nevis Water Department appears to be top heavy with
employees However, 1t possesses inadequate equipment and for this reason needed

to rent a' backhoe from a private contractor to dig subproject ditches

The Nevis Water Department generates only one-tenth of the revenue needed to
cover 1ts costs, which could create a temptation to featherbed Yet since no
independent engineer is paid by CDB to observe and certify work conducted on the
water projects in Nevis, there 1s no way to vernify that the direct labor expenditures
for which claims are made by the Nevis Mimstry of Works correspond to actual
costs. It should be pointed out, however, that both projects in Nevis have been

completed for less than their allocations

il
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The five building subprojects on St. Kitts were all being supervised by one
consultant The CDB retained the consultant to review Ya set of designs and
quantities prepared by the Government Planming Unit and to make recommendations
to ensure that the final product would be in keeping with normally accepted codes of
practice and that the preliminary estimates of cost would fall within the allocated

end-of-construction costs

An excellent report on the switability and adequacy of the design drawings was
prepared by the consultant The report included the following

4
4

e The 1denufication of omussions, and instances of inadequate consideration of
design factors and planning matters,

o The collecion of information from the ministries directly involved and from
members of staff at existing institutions on essential items to be extended
and renovated under this program,

{
e On-site inspection and recording of the exisung conditions, and

e The formulation of a set of recommendations to adjust the original designs
and renovation schedules where such adjustments were thought to be

necessary

The eng,'meermg consultants prepared good construction plans but inadequate
bills of materials and technical specifications They also seemed reluctant to
criticize or adequately supervise the work of contractors. An example of this is that
rafter-to-ridge-beam clips at Sandy Point High School were not installed even though
they were specified on the engineer's plans, and the work at the high school was
almost complete on the dav of the evaluation team's visit  Workmanship varied a
great deal Three building contractors were providing poor worhmanship (louver
installation, doors and windows, and some “finishing) while two others were doing

i

above-average work

The selection of contractors for the building project in St. Kitts left much to
be desired From a review of the files 1t appears that a number of qualified
contractors indicated a d2sire to bid, but only a select group were invited to submit

20"
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bids. The government did not require the consultant to prepare 2 tender report on
those that were submutted. Rather the government employed “selective tendering" to

determine who would be awarded a contract

Despite the appearance of competition, contract award winners were 1n fact
selected in advance. If bids were not in line with estimates, contractors were
coached by consultants and Public Works engineers on how best to revise their bids

to come closer to the amount of funds allocated by CDB.

An analysis of contract awards versus original bids revealed considerable
deviation For Pogson Hospital, the contract award on the new work was ECS
271,303 lower than the lowest bid However, at the Cayon High School the contract
award on the new work was EC$ 170,605 higher than the lowest bid

To remedy this type of problem, the CDB should establish procedures for
enforcing 1ts  policies for procurement of contractor services prior to the
implementation of the performance program Thosé procedures should include a
consultant’s independent written evaluation of bids and the qualifications of bidders
prior to the award of a contract This would help ensure that the CDB's gudelines
for procurement are followed Paragraph 3.11 of these guidelines reads as follows

’

The award of a contract should be made to the bidder whose bid has been

determined to be the Jowest evaluated bid* and who 1s able to meet the

appropriate standards of capability and financial responsibilits  Such bidder
should nor be requred, as a condition of award to undertahe
responsibilities or work not stipulated in the specifications or to modify his

bid price

St. Kitts does not have the building activity that the evaluation team observed
on Montserrat  However, local supply houses appeared to have sufficient materials
on hand to meet the relatively minor needs of the BNTF projects Nevis was
experiencing some delays in obtaining PVC pipe (all of which was coming from the

United States)

11
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In general there have been few, if any, problems with procurement of materials
in St. Kitts and Nevis  Most materials are acquired from local dealers or government
stockpiles; however, as in the other Leeward Islands, there appeared to have been no
attempt to monitor the source and origin requrements of USAID Code 899 and Code

941 procurement regulations.

Provisions for Maintenance

The maintenance of )pubhc buildings on both St. Kitts and Nevis 1s the
responsibility of the Public Works Department of, the Ministry of Communications,
Works and Public Utilities on each island

N

Maintenance 1s performed on a logical pre-planned basis  All public buildings
are 1nspected at least once a year to ensure against potential hurricane damage.
When other ministries require minor maintenance, the Public Works Department will

sometimes provide materials and equipment if the other unistry provides the labor

The public buildings, although old, have a certain charm They are kept
painted Doors open properly, windows close, and floors are clean Funds are

budgeted for maintenance and appear to be properly used

The two water projects on Nevis will be maintained by the Nevis Water
Department The Water Department operates at a deficit primarily as a result of an
overburdened employee payroll St Kitts-Nevis 1s one of the few Eastern Caribbean
countries that does not have an independent public water authority The Water
Department in Newvis, with a population of about 12,000, has 60 employees whereas
the Water Authority in St Vincent, with a population of about 120,000, has less than
100 employees But unlihe 1n Nevis, water systems in St Vincent are operated by an

independent water authority

St Kaitts-Nevis has approximately USS 57,300 allocated to 1t to carry out its
portion of the maintenance systems cevelopment program No funds have yet ' been
spent on this program A country maintenance committee 15 1n the formative stages
and as such mas short!, start to request funds from CDB to begin preparation of the

country-wid2 maintanirs? oo

\(1
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There did not appear to be any special effort to use low maintenance matenals
in construction, nor was there any specific hne item in the annual budget estimates
for the specific subprojects that were under construction.

Emplovment Generation

H

The project supervisor in St. Kitts-Nevis was making a conscientious attempt to
obtain good employment dara from contractors and from the Water Department in
Nevis, but had met with little success to date. Several problems were evident

First, employment information from the contractors on St Kitts s usually
provided orally; the project supervisor does not actually see the contractors’ time
sheets An attempt by the evaluation team to inspect the time sheets at
construction sites met with only partial success, some contractors did not have time
sheets on site, others had incomplete time sheets The project supervisor's problems
in this regard were multiplied by the fact that on three of the building subprojects
two separate contractors were employed, one for the rehabilitation work, the other
for the new construction The supervisor had chosen to submit separate reports for
each contractor rather than one integrated report for the subproject For the Cayon
High School, no ’reports had ever been submitted from one contractor

Another problem is that the Water Department on Nevis was simply not filing
reports on time The last report filed for one of the Nevis subprojects was for
October 1985 An analysis of the data from this subproject shows a labor content
of only 107 percent, but the probable reason for this is that the ditch work
performed during the early stages of this project was done by a backhoe operator,
the labor for laying the pipe was probably used later (after the October report was

submutted)

There were a number of data problems in the monthly reports. The amount
entered for "allocation" was the contract amount rather than the amount allocated by
CDB for the subproject The data on several subproject reports were 1n round
figures, making them suspect The amount spent on wages in April 1986 for the
construction of the Molineux Primary School extension was reported at exactly ECS

A7
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24,000 For the rehabilitaion of Sandy Point High School, the number of
person-days reported for the last month of the rehabilitation was exactly 100 and the
amount spent on wages exactly ECS 10,000,

On subprojects where he was able to obtain expenditure figures but only partial
direct employment data, the project supervisor calculated the number of
person-months employed during the month in the following manner amount spent on
wages during the month divided by the number of working days in the month divided
by the number of persons employed to get an average daily wage; then, he calculated
amount spent on wages divided by the average daily wage to get the number of
person-days The problem with this calculation, of course, is that there is no
weighting 1t ignotes the large difference between what is earned by an ordinary

laborer and a shilled tradesman

For the record, seven youth and no women were included in the 141 persons
reported to be employed on BNTF subprojects in the latest reporting period. The
calculated labor content for the subprojects for which some data were available 1s as

follows
Molineux Primgry School
Extension 43.6 percent

Rehabilitation 31.5 percent

Sandy Point High School"

Extension 38 | percent
Rehabilitation 27 0 percent
Pogson Hospital 28 5 percent
McKnight Community Center 28.1 percent

For the reasons mentioned above, however, the data upon which these calculations

are made are not considered reliable



119

Management an rtn

The project supervisor 1s a hard-working and able retired civil servant, but was
faced with numerous management difficultses. He has rarely wvisited Newvis, for
example, and 1s unable to verify whether the materials ordered for the subprojects or
the labor used 15 what is needed One problem in this regard has to do with the

semi-autonomy of Newvis vis a vis St Kitts

The process by which contractors are selected in St. Kitts is highly politicized,
and the project supervisor 1s unable to resist the pressures from politicians to steer
contracts to favored individuals. This method of contractor selection also makes it
difficult for either the project supervisor or the engineering consultant to exercise
proper authority over contractors. It 1s perhaps for this reason that reporting,
especially on labor content, 1s so seriously defective.

The project supervisor 1s provided with xade;quate secretarial support and

transportation assistance from government

her Comment
; ;

The goverﬁment has already begun to compile a list of subprojects for financing
under the performance program These include the rehabilitation of a senior
citizen’s home, road rehabilitation, a new pnmary school n St John's, the
rehabilitation of a livestock farm in Nevis, and a water storage project in the town
of Tabernacle in St Kitts The Planming Unit in which the project supervisor sits

identifies some 30 new projects per year

The need for additional BNTF subprojects in St Kitts and Nevis 1s evident, but
improvements in contracting and reporting should be made before new subprojects

are approved

13
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ST. LUCIA

Brief Description of the C

St. Lucia 1s the second largest island in the Windward group with an area of
235 square kilometers The interior of the country is mountainous, 'the highest point
being Mt Gimie (935 meters) The harbor at the capital, Castries, is one of the

finest in the Caribbean

Most of the island's population of 125,000 live in the area of the Castries valley
or the southern plains area in and around Vieux Fort. About one-half the population
live 1n rural areas, the other half in towns, the largest of which, with a population
of 45,000, 1s Castries

The economy 1s dominated by the agriculture sector, partcularly bananas.
However, manufacturing and tourism have grown rapidly in recent years and have
contributed to an annual economic growth rate of about 4 percent in the early 1980s
and a per capita income of about US$S 1,100 Estimates of unemployment range from
19 percent by the political party in power to 37 percent by the opposition party.
The figure gsve’n in the 1985 CDB Annual Report 1s 22 percent

Use of Allocation and Status of Subprojects

s

At the end of April 1986, St Lucia had received approval for and begun
construction of 12 subprojects with a total value of USS 960,995, or 96 percent of
its imitaal allocation of USS | mullion  Six subprojects were water systems that had
been designed by and were being constructea through force account by the Water
and Sewerage Authority (WASA) The other six subprojects consisted of three health
centers, two multi-purpose centers, and one school extension The designs and
drawings for these subprojects were done by the Central Planning Unit (CPU) of the
Ministry of Finance and Planning, construction was being done by private

contractors

[ 2

[
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Six subprojects were approved by CDB and USAID in November 1954, and the
remaining subprojects were approved in June 1985 The designs and drawings for
many of these subprojects were already completed‘as they were all done in-house,
either by the WASA or the CPU.

For the building subprojects, the CDB decided to employ engineering consultants
to review CPU designs, prepare specifications, bills of quantities, and contract
documents, and supervise construction. The selecuon of the consultants and
contractors was accomplished in an orderly and expeditious manner although the
process delayed construction start-up by several months. The deputy director for
planning 1n the Mimstry of Finance (the head of the CPU) feels that the CPU s
fully capable of performing all the normal architectural and engineering functions for
the BNTF subprojects and that, therefore, the use of outside consultants to review
CPU designs and drawings and to supervise construction 1s a waste of time and
money He believes that if any approval 1s neededlfor CPU designs and drawings
this function should be performed by CDB or USAID engineers

For the water subprojects, the CDB decided that it would not be necessary to
eugage an outside consultant to review WASA designs, rather the project supervisor,
as a graduate c’ml engineer and as a former employee of WASA, was designated as
the supervising consultant for WASA subprojects.

It was possible to proceed with implementation of the water systems subprojects
almost immediately after subproject approval because construction was also performed
by WASA  Construction work and pipe laying on all but one of the water systems
are complete although none of the systems 1s operational for lack of pressure testing
or electricity hook-ups to the pumps. All the water system subprojects took
substantially longer to complete than was originally estimated  Construction of the
Forestiere-T1 Rocher Water System, for example, began in June 1985 with a projected
construction time of six months, but was not completed until March 1986.
Construction time on the Babonneau/Paix Bouche Water System was estimated at five
months, construction began in November 1985 and 1t 1s estimated that as of mid-May

1986 the works are only 55 percent completed

)
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LOCAT!ON OF SUBPROJECTS
VISITED BY EVALUATION TEAM

Location

~SLode . Name of Suboroect

Micoud Multipurpose Center
Dugard Combined School

Etang Health Center

Balca Londonberry Water System
Saltibus Water System

Grand Riviere Health Center
Babonneau Multipurpose Center
Babonneau/Paix Bouche Water Svstem
Forestiere-T1 Rocher Water System
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Construction on all the building subprojects has begun with completion estimates
ranging from 10 percent to 60 percent Contractors for the building subprojects
have generally performed well with respect to keeping on schedule. Several of these
subprojects are behind schedule, but in most cases the delays are due to the
problems associated with CDB and government procurement of imported materials

rather than contractor performance.

Visi i v

Schedule

The evaluauen team arrived in St Lucia on May 18 May 19 was a holiday
On May 20, several meetings were held with the project supervisor and
representatives of the Ministry of Finance and Planning, WASA, and engineering
consultants to discuss the spatial distribution, design methodology, and construction
status of the various subprojects Subproject profiles, project reports, construction
plans, specifications, contract documents, and general file correspondence were
reviewed The subprojects visited by the evaluation team on May 21 and May 22

were the following

Order
of Date
Visit Subproject Visited
| Micoud Multuipurpose Center May 21
2 Dugard Combined School May 21
3 Etang Health Center May 21
’ 4 Balca-Londonberry Water System May 21
5 Saltibus Water System May 21
6 Grand Riviere Health Center May 21
7 Babonneau Multipurpose Center May 21
8 Babonneau/Paix Bouche Water System May 22
9 Forestiere-T1 Rocher Water System May 22



Descriptions
The Micoud Multipurpose Center involves construction of a new two-story

concrete block-stucco building in the wvillage of Micoud consisting of a large
assembly hall on the first floor and a library on the second floor  This

subproject is situated approximately 25 mules from Castries, on the

windward coast of St Lucia

The Dugard Combined School consists of construction of a 960 square foot

two-story new concrete block-stucco building. This is an extension of an
existing primary school in the town of Dugard. This subproject is situated
in the southern portion of St. Lucia about seven mules south and east of

Soufriere (

The Etang Health Center consists of construction of a 2,140 square foot
one-story new concrete block-stucco building , 1n the willage of Etang
comprising a waiting room, treatment room, and nurses living quarters,
This subproject is situated in the southern portion of St. Lucia about five

miles south and east of Soufriere

rd

The Balca-London v__ Water t consists of construction of an
extension to an existing system by installing approximately one mule of 2-
inch PVC pipes between the wvillages of Balca and Londonberry situated
about three miles north of the south coast town of Laborie

The Salubus Water Svstem consists of construction of a diversion werr,

intake structure, approximaiely one mule of 4-inch pipe, a booster pump
station, and a 20,000 gallon masonry reservoir This subproject 1s situated

about five miles north of the south coast town of Laborie

The Grand Ruviere Health Center consists of construction of a 2,030 square

foot single-story, new concrete block-stucco structure comprising general
medical treatment facilities, in the wvillage of Grand Riviere This subproject

is situated about three and one-half miles from Castries

4O
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The PBabonneau Mulypurpose Center consists of construction of a 5,500

square foot split-level new concrete block-stucco structure in the village of
Babonneau, including a library and a large space for adult education, day
care, and cultural facilities  This subproject is situated about three and

one-half miles east of Castries

The /Paix B 4 involves emplacement of 11,000
linear feet of 6-inch PVC pipe, (between the villages of Babonneau and Paix
Bouche) and construction of two booster pumping stations, a 100,000 gallon
masonry reservoir, and a 30,000 gallon steel reservoir  This subproject 1s
situated appro;umately three and one-half miles east of Castries

The Forestiere-T1 Rocher Water Svystem 1includes emplacement of 11,000

linear feet of 6-inch PVC pipe and construction of a booster pumping
station (between the villages of Forestiere and’'Ti Rocher). This subproject

1s situated approximately three miles southeast of Castries

ubpr lecty

The 12 St. Lurian subprojects were all selected from an or;gxnal list of 32
subprojects, with a total value of ECS 4,608,400, prepared jointly by the government
of St Lucia and the BNTF project identification team in January 1984 On this list,
six of the first 11 subprojects and eight subprojects altogether, as rank ordered by
the MCUA, were sports complexes, which were subsequently eliminated from
consideration  Of the remaining 24 subprojects, the 12 that were selected by Cabinet
on the recommendanion of the CPU included the first three 1n the revised rank
ordering and 10 of the first 13  Thus 1t would appear that the MCUA was respected
in the St Lucian selection process  An inspection of the sites and conversations
with targeted users of the systems revealed, moreover, that all the subprojects were

responding to critical community needs



Of the nine subprojects w;xted, three were virtually complete (except for
testing) and the remaining si1x were in  various stages of completion The sub-
projects wvisited were a mixture of ﬁtxlity infrastructure (four water systemé) and
social infrastructure (two health centers and one school)

The water systems were designed by WASA. The health centers and schools
were designed by the CPU of the Ministry of Finance and Planning. Construction
plans were available on all subprojects. The water system plans were not always
representative of the work that was completed; they did not reflect as-built
conditions 1n the field. In one case the removal of a considerable length of
(corroded) 2-inch line was not reflected on the drawings This 1s indicative of
inadequate research during the design phase and resulted in cost overruns  Accurate
as-built drawings of underground instalictions are essential to ensure reliable

adequate maintenance in the future

The schools and health center designs were adequate although some drawings
required changes by engineering consaltants hired by the CDB  However, the large
architectural an'd engineering staff in the CPU 1s frequently underemployed  There
appears to be a great deal of redundancy and overlap in the design and supervisory
functions of the CPU, the project supervisor, the CDB staff, and the engineering

consultants

The construction methods, materials, and equipment that were used in the field
were of a high quality WASA was using tested and reliable methods to build the
water supply system  The construction of the 100,000-gallon reservoir at Babonneau,
which was under way during the evaluation team's field wvisit, demonstrated effective
and highly skilled use of the placement of reinforcing steel, and the pouring and
curing of structural concrete However, the team was not pleased to see thé
construction of a steel water storage tank at Paix Bouche  This prefabricated warer
storage tank might better have been manufactured from non-corrosive materials The
Caribbean islands of Nevis and Tortola are using hydroglas sectional storage tanhs,
which will not rust and have no need for protective treatment or constant plinting
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Hydroglas is formed by a hot press molding process. The result is 2 non-corrosive
strong consistent panel that i1s dimensionally accurate and has a smooth surface on

both faces (see Annex 9).

The quality of building construction in St. Lucia was mixed At the Micoud
Multipurpose Center, the two-story column showed evidence of cold joints and
inadequate vibration (honey combing) Apparently, the methodology for pouring
ready-mixed concrete (which has just recently been introduced into the Vieux Fort
Area) had not yet been perfected. In contrast, the finishing of masonry walls
throughout St Lucia was excellent, and the roof framing and carpentry work

appeared to be of a very high quality

Adeguacv of Procurement Arrangements

The subprojects under construction in St Lucia have a number of procurement
problems resulting 1n delays in construction WASA 1s responsible for procuring its
own materials from sources outside of St Lucia  Unforeseen delays in delivery have
occurred that have been difficult to pinpoint

Extensive correspondence occurred concerning the procurement of PVC pipe that
was to be pu’rchased from the Certainteed Corporation in the United States. It was
essential to obtain pipe with sufficient strength to withstand the high gravity head
conditions that exsst in St Lucia The pursuit of this issue by the project

supervisor explains some procurement delays

The project supervisor has been aggressive 1n his concern that the water works
be constructed i1n accord with sound construction standards This was evident 1n
correspondence concerning the siting of the 100,000-gallon water tank at Babonneau
These concerns, while justified, led to procurement delays Greater care by WASA

during the design stage might have resulted in fewer procurement delays

5a
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The health center and school buildings that were designed by the CPU and built
by private contractors also were subject to procurement delays In each instance the
Government of St Lucia with the assistance of the CDB took the responsibility for
procuring all materials for the buildings that required delivery from a foreign source.
The means of financing was via a letter of credit established in the country of

origin

Almost all purchases, except cement from Barbados, have been through Miami
because of the frequent and rehable service from that port. The greater availability
of materials in metropolitan Miam: and the availability of service representatives give
Caribbean buyers an.incentive to adhere to USAID procurement policies  However,
according to the project supervisor, the banks in Miam: were not efficient 1n
processing letters of credit with the result that Miami suppliers were not obtaining
payment of their invoices on a timely basis, This led to substantial procurement
delays. The project supervisor indicated that a "sigpt draft” means of paying for
materials delivered from Miam:i has been instituted and now worhs well A
substantial amount of materials that were processed via sight draft arrived during the

evaluation team's visit

Other BNl:F countries have placed the procurement responsibility on the private
contractor This traditional method of procurement appears to be more efficient
Most private contractors have over the years established their own logistical off-
shore supply systems In the performance program, it i1s recommended that, to the
extent possible, private consultants,'-'all design work and private contractors perform
all procurement functions. The use of the private sector in this manner will allow
island governments to concentrate on the roles for which they are better suited--

policy making and regulation

Provisions for Majntenance

The public buildings and water treatment and storage facilities that were
observed on St Lucia were being maintained well The buildings and water
treatment facilities that are being built under this project are not yet in use, and
therefore an analysis cannot be made of the adequacy of the maintenance program

)44/
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An effort is under way by the Mimstry of Youth, Community Development, Social
Affairs, and Sports to develop self-help community groups to assist in the
maintenance of the two multipurpose centers. If successful, this will be the first
time that community participation in public building maintenance has occurred in St.

Lucia.

In 1981 the Ministry of Education and Health was given the responsibility for
the maintenance of its own facilities. Each of the other muinistries involved in the
upkeep of BNTF buildings has scheduled an increase in the budget for 1985-1986 and
1986-1987 The increase 1s small but, combined with care on the users’ part, will
assist 1n securing social infrastructure that should last for many years

The Central Water Authority (CWA) maintains the water system subprojects The
CWA receives 1ts budget from monthly user charges Approximately 45 percent of
the budget 1s spent for maintenance of the water systems under 1ts control

‘

St Lucia will receive approximately US$ 57,300 to carry out its portion of the
USS 650,000 maintenance system development portion of BNTF. A country-wide
maintenance commuittee 1s 1n 1ts formative stage.

4

mplovment Generation

The most recent monthly reports (February 28, 1986 for the WASA subprojects
and April 30, 1986 for the building subprojects) indicate that a total of 9,994 person-
days of employment had been generated by the BNTF in St Lucia  Of this total,
6,544 were on water systems subprojects and 3,450 on building projects The reports
showed no employment of women and the employment of only one man under 20
However, site visits indicated that there were, i1n fact, a number of youth employed
on the building projects in such capacities as timekeepers and laborers

The most recent financial data show a total expenditure for all projects of ECS
1,141,686 of which ECS 469,376 was for direct labor (see Table 15) This translates
into a direct labor content of 41 1 percent, The labor content of the water systems
projects was substantially higher than that of the building projects, the percentages

45



TABLE 15

LABOR CONTEHT -- ST. LUCIA

Total

Direct Labor Construction Labor

12 Subprojects Person-Days Wages Expend ture Content (c]
(ECS) (ECS) X)
Building Subprojects (6) [a) 3,450 167,948 593,747 28.3
Water Supply Subprojects (6) (b 6,544 301,428 547,939 55.0
TOTAL 9,994 469,376 1,141,686 41

Notes:

& As of April 30, 1986 -- all construction by private contractors.

b As of February 28, 1986

¢ WUages divided by total expenditure,

Wl -

-~ all contruction by the Water and Sewerage Authority,
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being 550 percent and 28.3 percent respectively. However, the expenditure data for
the water subprojects were not up to date and do not reflect the cost of the
overseas purchases of pipes and fittings, which, if included, would increase the
expenditure on materials and decrease the water systems and overall labor content

percentages

The reports indicate that a relatvely insignificant amount of indirect
employment and wages had been generated by the subp.ajects, just 293 person-days
and ECS 9,501 of wages Almost all of the indirect employment generation resulted

from the building projects

The data on employment generation in St Lucia were among the most complete
in the BNTF countries, but, as with all the BNTF employment data, must be treated
with caution Site visits and inspection of txmekleepers records uncovered certain
discrepancies between the reported data and the actual data  The project supervisor
made regular wvisits of at least once a month to each project, but did not have a
standard form that he required be filled out either by consultants or contractors that
would accurately capture employment and other project information Such a form
was said to eXxist for the water projects, but the major problem in reporting for the
water projects was tardiness The most recent reports on the WASA projects were

two months more dated than those for the building projects

Project Management 2nd Reporting

The project management system in use in St Lucia had several features that
were different from those in the other BNTF countries First, the St Lucian project
supervisor was one of only two graduate engineers among the BNTF supervisors, this
training gave him the capability of overseeing the projects from a technical, as well
as an admunistrative, point of view The project supervisor was currently employed
by the CPU and had formerly been employed by WASA, which, 1t can be assumed,
equipped him with a hnowledge of the administrative processes of the two hey
institutions  with  techmical  and  admunistrative  responsibilities  for the BNTF

program n St Luoin The project supervisor was  considerably vounger (29) than

i
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the project supervisors in the other countries (except Anguilla), and 1t 1s perhaps for
this reason that he was the only supervisor whose signature did not figure on

project checks.

The project supervisor's frequent visits to project sites were facilitated by the
government's monthly payment of a flat sum plus a sum for mileage for the use of

the supervisor's personal vehicle for project purposes

As pomnted out by the deputy director for planning, the fact that the CPU,
WASA, the project supervisor, engineering staff, and engineering consultants were all
involved 1n some aspect of subproject design created the potential for confusion and
redundancy of roles~ Orngnal designs and drawings were done either by WASA or
the CPU but all were subject to modification by one of the other persons or
institutions The engineering consultants have suggested certain design changes 1n
the CPU drawings as have CDB staff The project supervisor was ashed to assume
the responsibilities of consultant for the supervision of one building project (the
Babonneau Multi-Purpose Center) after the consultant was reliesed of his duties by
the CDB  The project supervisor was also responsible for certifying expenses for all
water systems subprojects although a direct hire WASA emplovee supervises

construction

Adoption of the deputy director's suggestion that CDB consultants no longer be
used to review and supervise construction of the building subprojects would be a
clean and easy way to eliminate some of the redundancy However, 1t 1s far from
clear that the use of a rather large umit hke the CPU, centralized not even in the
Ministry of Public Works, but in the Ministry of Finance, 1s the most effective and
efficient’ way of designing projects The CPU has a staff of 119 persons, among the
professional staff there are 10 economists, 21 town and physical planners, and 23 1n
the architectural section. It also has a handsome budget. ECS 25 million in 1985-
1986, up from EC$ 1.2 mullion in 1983-1984 (These figures may be compared to the
14 staff and ECS$ 249,000 budgeted in 1985-1986 for the building construction and
maintenance section of the Ministry of Public Works) In the days that the
evaluation team passed in the architectural section of the CPU, 1t was apparent that
the section was worhing at far less than full capacity

14
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WASA s a financially autonomous public authority responsible for the
construction, maintenance, and management of all water systems 1n the country It
has some 15,000 accounts country-wide of which 9,000 are on a meter system
Although 1t had a large accumulated deficit of ECS 2,972,000 1n 1984, this figure
represented a reduction of ECS 166,000 from the previous year as this sum had been
transferred from an operating surplus The operating budget for 1986 was EC$ 5.05
million of which ECS 662,800 was allocated for plant and equipment maintenance.
WASA's 1986 capital budget 1s EC$ 11,394,000, the largest single source of capital
. budget financing (ECS 3,469,000) 1s CDB financing (BNTF plus other projects)

WASA's general manager was the project supervisor for the CDB/USAID BHN
program 1n St Lucia  For the most part, WASA 15 a technically competent and
financially sound argannzatxon that has the ability to design, construct, and maintain
its own water systems However, 1ts research and planning capabilities remain
suspect All the BNTF water subprojects have experienced substantial delays in
completion and at least two will have cost overruns, these problems stem in part
from incomplete construction drawings and maccurlate cost estimates, in part from

difficulties 1n procuring pipe from the United States
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ST VINCENT AND THE GRENADINES

Brief Description of the Country

The total area of St. Vincent and the Grenadine Islands (Bequia, Mustique,
Canouan, Mayero, Union, and others) is 389 square kilometers The island of St.
Vincent 1s made up of volcanic rock with its highest elevation the stil active
volcano of Soufriere (1,234 meters). The country's total population 1s 125,000 with
95 percent living 1n the coastal regions of the main island. The largest town is the

capital, Kingstown, with a population of 35,000

The economy 1s' predominantly agricultural.  Although the hilly terrain makes
farming difficult, the country's volcanic soil 1s extremely fertile, Agriculture
accounts for 90 percent of GDP, with tourism, although on the increase, ranking a

poor second. The chief export 15 bananas,

According to the 1985 CDB Annual Report, the GDP per capita of St Vincent is
USS 860, making 1t the poorest of the BNTF countries The State Department

estimates unemployment at 30 percent

4

Use of Allocation and Status of Subprojects

The allocation for St. Vincent 1s $1 mllion, As of April 30, 1986, 15
subprojects with a total budget of $961,000 had been approved of which 14 were
under implementation Four additional subprojects have recently been submitted by
the Government of St Vincent to the CDB, and if approved, the total allocation will
have been accounted for  All subprojects in St Vincent are being implemented by

force account through direct government labor

Of these 19 subprojects, 15 are aimed at transforming short dirt tracks into
paved roads or footpaths These roads will serve rural and semi-urban areas of &
residential, lLight industrial, or farm-to-market nature The three other subprojects
will construct a water storage tank, a dranage canal, and a water system., The
subprojects are dispersed throughout the populated areas of the country, four of the

subprojects are 1n the Greradines

/60
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Eleven of the 14 ongoing subprojects are completed or almost completed Four
projects have not vet begun as they are awaiting approval.

Vv ule and i i Visi

Schedule

The evaluation team arrived in St. Vincent on the afternoon of May 14, On
May 14 and 15, meetings were held with the project supervisor, the deputy chief
engineer 1n the Ministry of Communications and Works (MCW), and a UN volunteer
assigned to MWC as BNTF project engineer to discuss the spatial distribution, design,
and construction status of each subproject. Each subproject was discussed in detail,
and subproject profiles, monthly progress reports, design schematics, and file
correspondence were reviewed On May 15 and 16 the team wvisited the following

subproject sites (
Order
of Date
Visit Subproject Visited
1 Bucchan Sharpes Link Road May 15
2 Monkey Hill Footpath May 15
3 Ashburton Road and Footpath May 16
4 John Hill Water Supply May 16
5 Hadley Village Footpath May 16
6 Hadley Village Road May 16
7 Bonhomme Road/Calder-Stubb May 16
8 Roucher Bay Road May 16
9 Lavou Storm Water Drain May 16
10 Canewood Road May 16
Descriptions

The Bucchan Sharpes Link Road consists of construction of 700 linear feet

of asphalt surface treated roadway, retaining wall, and a bridge across a
small stream  This subproject 15 located in the Murray Village area about

one mile from Kingstown
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The kev Hill F ath consists of construction of 2,800 linear feet of
4-foot wide concrete foot path together with considerable concrete block
retaining walls and numerous entrance steps to residences along the route.
This subproject 15 located near Old Montrose, about one mile from

Kingstown

The Ashburton Road and Footpath consists of construction of (a) 1,400

linear feet of an asphalt surface-treated roadway, several retaining walls,
toe walls, and a large culvert and (b) 1,000 linear feet of a 4-foot wide
concrete footpath extending from the end of the roadway to uphill
residential dwellings. This project is located near the village of Ashburton
about three and one-half miles by road northeast of Kingstown

The John Hill Water Supply consists of construction of 12,000 linear feet of
4-inch ductile iron-water line, repatrs to an existing dam, and construction

of a check dam (to impede the movement of boulders during storms). This
subproject 1s located about seven miles by road northeast of Kingstown on

the Warrawarrow River

The Hadlev Vjllage Footpath consists of construction of 425 linear feet of a
4-foot-wide concrete footpath on a steep slope  This subproject 1s located
in the Hadley Village and Lowmans area close to the windward road on the

east side of the 1sland about seven miles northeast of Kingstown

The Hadley Village Road consists of construction of 2,300 linear feet of 12-
foot-wide asphalt surface treated roadway, stone retaining walls, and a
large culvert This subproject 1s located adjacent to the Hadley Village

Footpath

The Bonhomme Road/Calder-Stubbs subproject consists of construction of

4,700 linear feet of a 12-foot-wide asphalt surface treated roadway,
retaiming walls, drains, curbs, and a large culvert. This subproject 1s
located near the windward road adjacent to Stubbs Bay about six miles from

Kingstown



140

The Roucher Bav Road consists of construction of 600 linea; feet of a 12
foot wide asphalt surface treated roadway including drains and curb, This
subproject is located near the Agricultural- Experiment Station just off the
leeward road and near Camden Park Bay about two miles north and west

of Kingstown

The Lavou Storm Water Drain consists of construction of 800 linear feet of

open channel drain with a concrete bottom and rubble walls. The drain
runs from just above the leeward road to the sea through the village of
Layou This subproject 1s located about five and one-half miles by road
north and west of Kingstown

The Canewood Road consists of construction of 700 linear feet of a 12 foot
wide asphalt surface treated roadway with retaiming walls and numerous
entrances to residences along the route  This subproject 1s located just off
the leeward road about two miles north and west of Kingstown

Subproject Selection

4

The subprojects that are currently being implemented in St Vincent are almost
entirely different from the original list of projects identified during BNTF design. In
early 1984, 24 subprojects, with a total value of ECS 118 mullion, were identified by
the identification team as meetitng BNTF eligibility criteria  The subprojects varied
in type from schools and community centers, to roads, coastal protection, and water
systems  The cost of most of the projects was in the range of ECS 300,000-ECS
600,00, with a range of ECS 63,000-ECS 15 million and an average cost of ECS

493,000

Following the elecuons in St Vincent in July 1984, the new government
identified an almost entirely new list of much smaller projects (average cost EC$
153,000) Only two projects from the original list were retained the John Hill Water
Supply (originally called the Majorca Water System), and certain village roads in the

Grenadines The remaining proj2cts in the current portfolio are entirely new

2
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It 1s not clear on what basis these subprojects were selected although most
observers agree that the desire of the new government to carry out subprojects in
favored constituencies certainly had an influence. The MCUA was not used either by
the authorities in St. Vincent in the selection process (the project supervisor in St.
Vincent was first introduced to the MCUA in November 1984) or by the CDB for

purpose of project approval

The change in the set of subprojects submitted resulted in considerable delay in
the approval process and in the satisfaction of conditions precedent As a result,
the first set of subprojects, consisting of 11 roads and footpaths and a drainage
ditch, were not approved by USAID until June 1985 Construction began between
August and December 1985 with projected construction schedules ranging from seven
to 16 weeks. Almost all of the subprojects encountered substantial delays stemming
from long breaks for the Christmas holiday and from a vaniety of mobihzation and

procurement problems

All but two of the subprojects are now substanually complete, but the actual
elapsed construction time has been more than three times greater than originally
projected (362 weeks versus 112 weeks) Two of four road subprojects that were
recently approved and one water subproject had just begun at the ume of the team's
visit and the two others had not yet started The John Hill Vater Supply began in
January 1986 and 1s due to be completed in June with construction time having

increased from an originally projected 17 weeks to 22 weeks

Of the 12 completed or ongoing subprojects (excluding the two water systems
subprojects for which no data were available), seven necessitated an additional
allocation and three encountered small cost overruns (met by the MCW) upon

completion



All but two subprojects -- the John Hill Water Supply and the Layou Storm
Water Drain -- were roads and footpaths Construction plans were not available for
the roads, footpaths, or the storm-water drainage system Such plans should have
shown horizontal and vertical alignment as well as periodic cross sections (usually
provided every 100 feet),

The road works observed in the field appeared in general to have a good base
course, finished grade, and surface treatment. An exception was the Roucher Bay
Road where the base course had failed in several locations because of heavy truck
loads from a concrete block plant located at the end of this short road A lack of
construction joints in the footpaths and on the drain bottom could lead to surface
cracks later Unavailability of structural designs for the retaining walls *aves some
doubt about the adequacy of these walls to retain ‘the road under a heavy moving
load The retaining walls had a good finish of cut stone, which had been joined
together with a cement mortar Adequate weep holes were provided for rear wall
drainage. Some of the retaining walls were relatively high (12 feet) and supported
the actual road bed Although rubble stone masonry walls are traditionally used
throughout the Caribbean, they may not be as safe as properly designed reinforced

concrete walls

The drainage system provided alongside and underneath the roads appeared to
be adequate However, calculations were not available to ascertain the adequacy of
the culverts or the drains to contain the design storm runoff. The Monkey Hill
Footpath drain was already blocking up as a result of the erosion of several vertical
exposed earth walls that did not have retaining walls built to withstand erosion

The construction plans for the John Hill Water Supply provided profiles, and
details These plans were well prepared and appeared to be in conformity with
accepted engineeriag standards The water pipelines installed under this subproject
replaced those washed out bv the river during a 1981 storm  Data were not available
to ascertain whether the washed out d4-inch pipe should have been replaced with a

lrge  dimmeter pip2 that anast better have mat evpanded  potable water demand,

1<, ¢
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which may have occurred since the 198! washout The installation of the d4-inch
pipe on a very steep side hill presented considerable construction difficulties. The
pipe pedestals under construction on the date of observation were dug deep into the
existing soil and accordingly appeared to be able to withstand erosion over time.

Adequacy of Procurement Arransements

The elapsed construction tme on the subprojects was longer than anticipated
Most subprojects however did not have delays resulting from foreign procurement,
since road work uses primanily local materials Some foreign procurement was
required on the John Hill Water Supply. This was the only project where some
materials delays occurred. In general the procurement arrangements seem adequate
and were not unusually cumbersome. There were no problems in meeting USAID

Code 899 and 941 procurement regulations.

Provisions for Maintenance

St. Vincent has used most of its mmtial BNTF allocation on the construction of
roads and footpaths The amount of annual maintenance required on a road depends
on use. Most of the roads in this program will not have much use as they are
primanily short “dead-end roads The project profile for each road nevertheless
esumated the annual recurrent cost for maintaining the stretch of road built under
this project  For example, the 700 feet of roadway on the Bucchan Sharpes Link
Road 15 estimated to cost EC$ 3,500 annually to maintain Road maintenance 1s an
annual budget item for St Vincent The newly reorganized road maintenance division
of the MCW 1s divided into four sections. northern section, southern section, crusher
sites, and clerical.  The southern section will maintain most of the roads in this

project

In driving over a considerable portion of the public roads in the southern half
of St. Vincent, the evaluation team was impressed with the high level of road,

maintenance. The roads traversed, although narrow, were well maintained.

N
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The Central Water Authority (CWA) in St Vincent is currently responsible for
the maintenance of water sys’tems that include intake sources, Each water source
has a full-time caretaker who is responsible for cleaning and inspecting the intakes.

St Vincent has atout US$ 57,300 allocated tc it to carry out its portion of the
five-point USS 650,000 maintenance systems development component of the BNTF
project No funds have yet been spent as the country is in the formative stages of
organizing a country-wide maintenance committee to implemeat this program

vmen g ation

For the short periods of time that these subprojects are being implemented, a
considerable amount of employment is being generated Through April 30, 1986,
wages had been paid for 31,360 work days (these dita exclude the water projects for
which data were not available). At prevailing wage rates, this translates into
approximately ECS 630,00, or 38 percent of cumulative expenditures on these

projects.

’

During the most recent pay period, 379 persons were employed, including 155
women and 23 youth However, most persons are only employed for very short
periods of time A typical road project might employ two, three, or four petty
contractors operating on a task basis, and the work gang working under one such
contractor for, sav, one stretch of a road, or one retaiming wall, would not
necessarily be retained for the next stretch or the next wall Laborers employed in
these gangs were tvpically residents of the area  Several such persons interviewed
said that they were unemployed (or self-employed as farmers) before their hiring on
the gang and, when the project task was completed, would be unemployed again
Thus, the employment tenefits to any single individual were inevitably short hLived
No data are available on the total number of individuals employed on these projects,

but if a typical worher was employed for, say four weeks, his total earnings would

be about ECS 400, or LSS 154
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Indirect employment generated by these subprojects would be of two types
First would be the labor needed to produce the local matenals for the roads,
including boulders, aggregate, and concrete blocks. This is esumated to be 100
percent of the direct labor The second type would be employment on road
maintenance, estimated at 10 person-days per road per year. This type of labor 1s
mainly performed by women in St Vincent as it is low status and low .ncome (less
than EC$ 10 per day), but should continue throughout the life of the roads

Project Management and Reporting

Project management 1n St. Vincent is divided between two government agencies'
the MCVW and the WSC Two of the projects -- the John Hill Water System and the
Water Storage Tank in Canouan -- are being carried out by the WSC, the remainder

by the MCW

]
Within the MCW, four individuals are primanily concerned with project

management the project supervisor, who 1s a former permanent secretary of MCW
and who was also project supervisor under the BHN project, the deputy chief
engineer, who 1s a civil servant, the head of the planning and design section who 1s
a UNDP voluntéer, and the chief engineer, who 1s a Vincentian but 1s paid by USAID
under a separate technical assistance program, the first three individuals report to

the chief engineer.

The project supervisor 1s clearly an able, respected, and dedicated individual
Although he is not an engineer, he spends about 40 percent of his time on site
inspections. {One problem is that he has no allowance, either from the MCW or the
CDB, to pay for his transportation and personal expenses on site visits  This means
that he usually has to schedule his visits to coincide with those of one of the MCW

staff who have ministry vehicles.

Although all the projects in St. ‘incent are being carried out under force
account, the MCW appears exceediny'v thinly staffed to directly execute these
piojects.  The MCW division directly in charge of these projects 1s the Capital
Projects Division (CPD) Within CPD a planming and design section, headed by the

=57



146

UNDP volunteer, has a staff of 12, however, only five of these individuals are civil
servants, the other seven (mainly draftsmen) have not attained the qualifications for
civil service appointment although they are employed full-time. The second section
within CPD is construction, which has a staff of six only two of whom are civil
servants; it 1s these individuals who must supervise the munistry's construction work

throughout St Vincent and the Grenadines

Another division ogf MCW, also under the chief engineer, is maintenance. This
division has a staff of 12 and a 1985-1986 budget of EC$S 3.6 million, which 15 down
from ECS$ 3.8 million in 1984-1985 and EC$ 5 million 1n 1983/84.

Altogether, the MCW has some 60 projects, including the BNTF projects that
are the subject of line items in the 1985-1986 capital budget  Although not all of
these projects have begun, it 1s difficult to see how the thinly staffed MCW can

carry out these projects under force account

!

In general the project supervisor’s files were orderly and most contained the
financial and project progress information needed for adequate project supervision
Almost all the files contained before and after photographs of the various
subprojects However, the files were not uniform in what they contained and some
essential information was kept in the files of the deputy chief engineer or the
finance section of the MCW rather than in the project supervisor's files In
addition, the project supervisor has had continual difficulty in obtaining the
information from the WSC that is needed for proper monitoring and reporting  The
project supervisor's files contained neither subproject profiles nor recent monthly

reports for the two WSC projects
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PART FOUR
COMPARATIVE ANALYSIS OF COUNTRY PERFORMANCE

The evaluation team was asked to "rank the countries in terms of performance
progress for allocation of funds under the performance program " The rankings were

to be based on the following criteria

e Maiatenance performance under current project,

e Labor content achieved 1n subprojects under the initial allocation,
e Rapidity of implementation under the imtial allocation;

e Continued demonstrated need, and

e Population size and unemployment levels
t
MAINTENANCE PERFORMANCE AND LABOR CONTENT

It 1s not possible to rank the countries on cither of the first two criteria.
With respect to maintenance performance, none of the countries has begun to
implement the” maintenance systems development component so there is no basis on
which to evaluate or compare performance, Ongoing maintenance of facilities
completed under the BHN program was the subject of an evaluation completed 1n

1985

With respect to labor content, the conceptual and methodological problems
mentioned at length n this evaluation preclude the possibility of any meaningful
cross-country comparison Even if the data collected were rehiable, we would have
musgivings about basing a judgment of performance on the labor content of
subprojects  If labor content 1s defined as the ratio of expenditure on labor to total
subproject expenditure, low-wage countries such as Belize will inevitably have a
lower labor content than high wage countries such as Angwlla  If labor content 1s

defined as the ratio of person-days to total expenditure, the converse would be true



148

Moreover, we do not believe that 1t 1s developmentally sound to ash project
managers to seek artificially high labor contents at the expense of the most
appropriate subproject selection or the greatest subproject efficiency. If a new
school is more badly needed than a new road in a particular community, the school
should be built even if the road might be more labor-intensive  Furthermore, our
observations of factor use lead us to conclude that there is little difference in the
methods used to bwild similar facilities from island to 1island, which means that,
unless 1t 1s aruficially manipulated, the labor content of similar projects will,
adjusted for wage rates, be similar throughout the project area.

RAPIDITY OF IMPLEMENTATION

With respect to rapidity of implementation, the data (percentage completion of

8

subprojects and expenditure of initial allocation) indicate the following rankings:

Very Rapid Implementation Anguilla

Rapid Implementation St Lucia
St Vincent

Moderate Pace of Implementation Dominica
Grenada
Montserrat

St Kitts and Nevis

Less Rapid Implementation Antigua
Belize

CONTINUED DEMONSTRATED NEED, POPULATION SIZE,
AND UNEMPLOYMENT

Continued demonstrated need 1s, we suppose, a function of certain objective
indicators (such a per capita income, ratio of classrooms to students [if schools are
being considered), ratio of health clinics to total population [if clinics are being
considered]) and the readiness of government officials to submit new subprojects for
the performance program It 1s also a function of population size and unemployment,
which 1s the last set of criteria  The problem 1s that the rankings change a great
deal depending on which of these indicators s considered the most important

Belize, for example, is arguably among the neediest countries because it has the

e
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largest population, the second lowest per capita income, and the least developed
physical infrastructure. But Belize also had not begun to develop a list of
subprojects for the performance program. Anguilla, in contrast, was the only
country that had already submitted a subproject for the performance program, but 1ts
low population and relatively well-developed physical infrastructure make it less
needy on objective grounds than most of the other countries.

Taking all this into consideration, we prefer to combine the last two sets of

criteria and offer the following rankings

Needjest Belize
Domuinica

Moderately Needy Antigua and Barbuda
Grenada
St Kitts and Nevis
St Lucia
St Vincent,

Less Needy Anguilla
Montserrat

ENGINEERING AND CONSTRUCTION PERFORMANCE
We offer an additional ranking that was not requested but may help in making
judgments with respect to allocation This ranking is based on engineering and
construction performance  Within this category are included such factors as quality
of plans and designs, fairness and thoroughness of contractor selection, and quality
of completed facilities or facilities under construction For this category the

countries are divided 1nto four categories

Excellent Belize
Dominica
Montserrat
Yery Good Anguilla
St Lucia
Good Grenada
St Vincent
Fur vnnigur, St Rttt and Nevas
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PART FIVE'
CONCLUSIONS AND RECOMMENDATIONS

CONCLUSIONS

The overall conclusion of this evaluation 1s that the BNTF 1s a successful
project that should have little problem in achieving its objectives,

Conclusions on particular elements of the project follow.

The BNTF 3 excellent progress in infrastructure development To date,
90 subprojects have bteen approved for funding of which 37 have already been
completed and 33 are under construction Nearly'one-half the total allocation for
approved subprojects has been spent and reimbursed by the CDB

Overall the pace of implementation 1s sausfactory The CDB has done a good
job of expediung the subproject review and approval process, of engag.ng
engineering consultants, and of making prompt reimbursements of validated project
expenditures Procurement problems have caused short delays in some subprojects.
In general, implementation has occurred more quickly when placed in the hands of
private contractors than in the hands of public authorities.

The project paper stipulated that subprojects would be selected using a complex
formula called the Multiple Criteria Utility Assessment, although the door was left
open for CDB and USAID policies or host country priorities to override these
criteria The MCUA was used in some countries at the project design stage to
determine subproject eligibilsty but was not used subsequently either by the host
country or by the CDB in the suproject review and approval process Host country

political considerations vere frequently overriding factors in subproject selection

z
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The use or non-use .of MCUA appeared to have little effect on the quality of
subproject selection. In all but a few cases, the subprojects were well selected In
terms of their impact on basic community needs Even if the MCUA had been used
more extensively, 1t would probably have had little influence on selection in terms of
development impact since 1t included no criteria that captured the dimensions of
social or economic utiity  Sustainability also received short shrift in the MCUA
The cost of recurrent maintenance was included as a MCUA cnterion, but omitted

were recurrent operating costs for personnel and materials
fneerin

Engineering consultants have 1in general done an excellent job of preparing
plans and designs and of supervising the construction of BNTF subprojects  When
design has been left in the hands of public authorities, the results have been less
satisfactory Scme public authorities were doing a good job of planning and design,
but for several subprojects no plans existed at all and the plans of other subprojects
lacked adequate detaill In particular, the designs of Water systems subprojects were
frequently inadequate. The most common element that was missing from many water

systems was a check dam

Contracting ’

The process by which construction contractors were selected varied a great deal
by country Some countries were doing a good job of ensuring that the contracting
process was thorough and fair, but the process was seriously flawed in several other
countrites Competition was frequently restraicted to contractors who held favor with
important, government officials Contractors were sometimes selected without
competition, 1n other cases, the contractors with the lowest bid were not selected or
contractors whose bids were too high (or too low) were instructed in how to adjust

them

/(S
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Construction

Overall, the quality of the construction in the BNTF subprojects was
outstanding  In every country there were a surprisingly large number of experienced
construction contractors and an ample supply of skilled tradesmen With only a few

exceptions, workmanship was uniformly good.

Erggurgmgn;

Overall, there were few procurement problems of significance, Most
contractors, as well as public authorities, were experienced 1n  purch~- ng
construction materials and had well-established links with suppliers Some cou...ries
were having temporary problems in obtaining good sand and coarse aggregate for

concrete

None of the countries was tracking the source ‘and origin of off-shore materials
In the Leeward Islands, there was some misunderstanding about the Code 899 wajver

to USAID procurement regulations

aintenance -

No funds had as yet been spent on the maintenance systems development
component of the project At the immtiaive of a USAID sociologist from the
Regional Development Office, national maintenance committees were in the process of
formation in almost every BNTF country The formation of these commuttees
represents the first step in the implementation of the BNTF maintenance systems

development component

Emplovment Generation

The evaluation team found 1t difficult to draw valid conclusions about the
employment generated by this project In most countries the project’'s employment
data were wunreliable Furthermore, the employment that the project was attempting
to measure was all short term, the project was not collecting data on the permanent

o1 long-term pals that might te created by the facihities under construction

Ids
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Notwithstanding these data problems, the team offers these tentative conclusions
based on analysis of data from certain countries whose data were considered to have

some reliability,

1 Based on an analysis of data from St, Lucia (which had perhaps the most
rehable data on employment and whose wage rates were about average for the
Eastern Caribbean), the project will generate only about 59,000 person-weehs of
direct employment (perhaps 89,000 counting indirect employment), well short of its
target of 154,000 person-weeks

2. Labor content 1s most affected by prevailling wage rates and has probably been

overestimated for most subprojects.

3 Because BNTF subprojects involve mostly construction, which is a traditionally
male occupation 1n the BNTF countries, very little employment has been generated
for women However, the more permanent jobs that will be created once the
facilities are in use will probably create a preponderar’xce of jobs for women as they
tend to fall into such traditionally female occupational categories as nursing,

teaching, and road cleaning

4 Very few youth (under 20) were employed on the subprojects although spot
checks by the evaluation team reveal that the number of youth actually employed

was probably underreported

Altogether, the project was having ltile more than a Band-aid effect on the
unemployment problem in the Caribbean If true employment generation is to be
maintained as a principal objective of the project, the nature of the project should
be changed to emphasize the construction of facilittes that would employ large

numbers of people on a long-term basis

V2V
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Project Management and Reporting

BNTF 1s a well-managed project. The management structure of the project,
involving CDB, USAID, project supervisors at the country level, and consulting
engineers, is well conceived and operationally sound. Subprojects have been
submitted, approved, designed, and implemented as quickly as considerations of
quality allow  Project finances have flowed quickly and smoothly so that cash flow

has not been a problem

Project supervisors have all been well selected and are generally effective 1n
their jobs The one exception 1s in Montserrat where the project supervisor, whose
salary 1s not reimbursed by CDB, 1s unabie to devote much time to his job because
of his full-time responsibilities as chief engineer in the Ministry of Works In
addition, some project supervisors are handicapped by inadequate office and
transportation support ‘rom their governments

'

Reporting has been a problem 1n several countries Monthly reports are
frequentlv late, especially when the information must come from public authorities
rather than private contractors Information on the reporting form, particularly that
concerning employment, 1s not interpreted or processed uniformly from country to
country The reporung form 1tself needs to be revised and explammed to make it
more usable There 1s no systematic tracking of the source and origin of imported
materials purchased with BNTF funds and, in the Leeward Islands, there 1s some

misunderstanding about what 15 allowable under these provisions

These problems, howeser, are relatively munor 1n what s otherwise a well

managed and successful project
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RECOMMENDATIONS

1.  The CDB and USAID should implement the performance program phase of BNTF
as soon as individual countries submit suitable subprojects LIt will be necessary,
however, to extend the PACD to provide sufficient time for some countries to
complete implementation of the performance program.

2 The MCUA should be discarded in favor of a more simphfied set of criteria for
subproject selection The most mmportant criteria should be (a) demonstrated need
for the subproject, (b) socioeconomic impact, (c) cost per beneficiary or user, and
(d) sustainability (including the recurrent costs of maintenance and personnel).
Governments should be informed of these criteria before submitting subprojects for
approval in the performance program and should be required to submit subproject
proposals that explicitly address these criteria

3. The approved cost (allocation) for a subproject should not be considered a
ceilling, but should be subject to revision once more detailed plans, drawings, and
bills of quantities have been provided by an engineer

4 The CDB dnd USAID should consider discarding the employment objective of this
project because (a) the objective 1s conceptually unsound, and (b) the wvald
monitoring and evaluation of its attainment may be beyond the means of the project.

5. If the employment objective 1s retained, several actions should be taken'

o The CDB and USAID should decide on a definition of labor content;

e The monthly reporting form should be revised to include a line item for
cumulative amount spent on wages to date and on materials to date,}

e Instructions on a consistent method of counting number of persons employed
should be 1ssued;

! During the evaluation, the CDB nstructed prcject supervisors to add these
two items to the information it was collecting. The next step should be to  revise
and reprint the monthly reporting forms,

/9
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o Public works managers and contractors should be required to provide signed
paysheets and other required information to the project supervisor each
month as a condition for honoring claims; and

e Project supervisors should be thoroughly trained in the data collection
methods required for obtaining reliable employment data,

6. The two employment-generation options as well as the definitional and
methodological issues raised in the preceding paragraphs should be discussed in the
project supervisors workshop scheduled for fall 1986. The project supervisors are
well aware of the problems inherent in the collection of employment data, and an
exchange of views among them may provide the best source of innovative solutions

to the problem

7. USAID's Regional Development Office should decide how important it is to
monitor the source and origin of materials procured under BNTF., If it is important,
project supervisors should be trained in how to provide this informa:ion.

8. The project supervisor in Montserrat should be provided with an assistant to
work at least one-half time on the supervision of BNTF projects.

’

9. The CDB should ensure that all project supervisors are provided with the office
and transportation support needed to perform their jobs. Ideally, this support should
be provided entirely by the host country governments as thewr contribution to the

project

10, The use of government direct labor for subpro.ect implementation should be
discouraged  The CDB should encourage subproject facilities to be constructed by
private contractors whenever possible and should also ‘*ncourage privatz contractors
to be responsible for the procurement of the materials needed in the subproject

11. Engineering consultants should be retained for all subprojects, if not for the
actual design, at least for supervision of contractor selection and construction and
certification of cost and payment., To the extent that employment data are still
collected, the engineers should collaborate with the project supervisors to help

collect this information
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12, Project supervisors and engineers should be thoroughly informed of CDB
requirements for the procurement of contractor services and should be expected to
comply with them, particularly with those sections dealing with prequalification of
contractors and competitive bidding. Engineering consultants should be required to
submit tender reports to the CDB as a condition precedent to disbursement of funds
to contractors selected for BNTF subproject implementation

13 The CDB should establish a mimimum set of construction standards, which should
include such items as pressure treating of wood, and use of termicides and
hurricane-resistant materials as a temporary measure while awaiting the issuance of
the Caribbean Construction Code

14.  To the extent that the budget permits, project supervisor meetings should be
held more frequently. Consideration should be given to holding subregional meetings
of project supervisors, involving the supervisors for the Windwards in one group and
the supervisors for the Leewards in the other, u’uth the supervisor 1n Belize

parucipatng in the Leewards meeting
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ANNEYX 1

TERMS OF REFERENCE

Ob[ective

The purpose of the contract is to provide the services described
in the scope of the work below for a mid=term evaluation of the
Basic Needs Trust Fund (BNTF) Project being funded by the
Caribbean Development Bank (CDB) and the United States Agency
for International Development (USAID).

The BNTF Project was established between CDB and USAID by an
agreement. dated June 28, 1985. The purpose of the project Is
to expand and conserve, using labour intensive methodologies,
the stock of soclal and economic infrastructure which is
essential to the future growth and the provision of basic
services and employment in the Eastern Caribbean Less Developed
Countries (LOCs) and Belize. To meet this purpose, BNTF has as
its objective the maximization of the utilization of the
countries' human resources in support of improvements to the
basic economic and soclial infrastructure which will promote
heal..y and equitable growth in the region. Project funds are
being used to finance a number of high priority sub-projects in
such areas as school construction, clinics, rural roads, small
watar projects and small agriculture projects.

Scope of Work

The consulting services required under this contract are an
analysls of the project's progress in terms of the anticipated
outputs, an ldentification of implementation problems to date,
recommendations to remedy the identified problems and an
evaluation of the implementation progress overall and In eact

country.



The Consultant will be expected to visit all tne participating
countries (Anggilla, Antigua, Belize, Dominica, Grenada,
Montserrat, St. Kitts and Nevis, St. Lucfa, St. Vincent) and to
inspect at least 75% of all sub=projects being Implemented in
each country,

The Consultant will, inter alia, examine =

= amount of time requlred to design and lmplemént
sub-projects;

= adequacy of procurement arrangements, [dent|fy
specific problems;

= extent to which engineering consultants are being
utilised; functional areas In which consultants are
working; ability of consulting firms to respond rapidly
to requests for specific skills; '

= extent to which countries are utilising funds provided
for public information programmes regarding employment
opportunities under the project relationship to local
Ministries of labour; types of advertisement being
disseminated via public information system;

- actual numbers of persons weeks of direct and indirect
labour being generated as a result of sub-project
execution;

= percentage of participating workers who were unemployed
during the six-month period prior to initlation of works;

- percentage of particlpating workers between ages 14-20;

= Ppercentage of women in newly created Jobs.
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Based on the findings the Consultant will be required to make,

as necessary, recommendations for the improvement of project
Implementation and rank the countries in terms of performance
progress for allocatlion of funds under the performance programme,
on the basis of the following criteria =

« maintenance performance under present project;

- labour content achieved In sub=projects under the

initial allocation;

- rapldity of Implementation under the initial allocation;

- contlinued demonstrated need;

- population size and unemployment levels.

Reports

(a)

’

(b)

(c)

The Consultant shall provide six (6) coples of a report
which shall provide an overview of the work performes
and the resulting findings and recommendations;

The report shall be submitted, suitably bound in a
typewritten form and shall commence with a summary of
the report, a statement of conclusions and recommenda-
tions followed by the report itself;

A draft flnal report Is to be Issued not later than 45
days after Initiation of work and the final report
submitted not later than 65 days after initiation of
work. Up to ten (10) days are to be allowed for review
and approval of the draft report by CDB and USAID.

7%
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(d) The final report shall be completed and submitted to
OB within five (5) days after the date on which the
Consultant Is authorized to proceed w!th the flnal
report following review and approval.

1%
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C. P. Gough 1986 ne 17

Manager, Infrastructure
Caribbean Development Bank
P.O. Box 408 Wildey

St. Michael

Barbados

Dear Mr. Gough:

With this letter I am submitting s1x copies of a final
report entitled "Mid-Project Evaluation of the Basic Needs Trust
Fund." 1In response to your letter of July 9, 1986, the final
report has been revised considerably from the draft version. I
believe you will find that we have made almost all the
corrections you requested or have otherwise responded to your
comments. We also made some changes of our own. There were some
passages, however, that we could not revise as you reqguested.

With respect to page 19, para 2, non-carcinogenic termicides
are now avallable. Also, since almost all the wood used 1n
construction 1n the Lastern Caribbcan 1s already imported, 1t
should not be difficult to i1mport pressure-treated wood. The
higher 1nitial cost should be easily recuperated in reduced
maintenance costs over the years.

With respect to page 20, para 2, the point 1s that the
enginezering consultants engaged by the CDB shouvld pe responsible
to the CDB to ensure that CDB standards and regulations are
respected, This means Lhat the consultants should, 10 Lhey are
preparing tender documents and tender reports, reguire that
governments r.spect the competitive bidding process stipulated 1n
CDB regulations and, 1f they are authorizing claims, that they
authorize payments to contractors or to government agencies only
when the work 1s 1n conformity with CDB standards and has been
completed according to design. Most consultants were doing both
these jobs well, but some were not.

Telephone (202) 783 9110 Cable DEVALT Telex 424822 DAIUI /7 7



With respect to your comments about the vehicular road to
the dam 1n the Tufton project (draft page 79, para 2, final
report page 90 para 3) and the Annandale dam (draft page 80, para
l, final report page 91, para 3), we feel that in appraising a
project for possible financing or 1n evaluating 1t later, it 1is
necessary to look at the project from a systems point of view,
assessing whether any parts of the system are missing or
defective even 1f these parts are not financed by tne particular
project under consideration. If the CDB were asked to finance a
new roof for a building, for example, the CDB would naturally
look at the structural soundness of the entire building to see
whether the roof would stay on even though there was no request
to finance any 1mprovements or replacements for the rest of the
building. We feel that the dam at Annandale (even though, as we
said 1n the dratt, 1t was not financed by CDB) 1s an 1ntegral
part ol the entire Annandale watershed 1mprovement project. If
the dam 1s defective, the CDB's funding of the access road and
the tree planting will not have the results that are 1ntended.

In the same way, 1f a vehicular road to the proposed dam at
Tufton 1s needed 1n order to ensure proper maintenance of the dam
(which 1s our judgement), then the abdence of the road
compromises the effectiveness of the dam (which the CDB 1s paying
for). Thus we feel that our comments about the vehicular road at
Tufton and the Annandale dam are justified and we have retained

them 1n the final report.

With respect to page 88, para 4 of the draft report (page
102, para 4 of the final report), one contractor showed me pro
forma invoices from Canadian and Puerto Rican suppliers
demonstrating a substantial difference 1in prices.

With respect to draft page 97, last para (final report page
115, para 1), there was, unfortunately, a great deal of
systematic deviation from CDB contracting requirements and we
have an entire file of photocopied documents to substantiate
this. We are not charginy dishonesty in the sense that anyone
accepted bribes or kickbacks (although this 1s certainly
possible), but we are describing a bidding process that
consultants hired by the CDB should not have accepted, let alone
patrticipated in. The last line of the paragraph in the draft did
not say that the total of "contract sums" was 1dentical to the
total allocation, but rather that the total cost for "approved
subprojects" was 1identical to the total allocation (both were US$
1 million). However, because of the possibility for confusion,
we removed this sentence 1n the final report.

7%



With respect to draft page 122, para 2 (final report page
144, para 4), the point is that no data on the total number of
individuals employed are available to the project supervisor by
virtue of the fact that lines Ba, 8b, and 8c of the project
supervisor's .onthly reporting form do not capture this
information rei1ably. It 18 not possible, for example, simply to
add the totals of line 8a for all the months of a project to
obtain the total number of different men employed since
presumably some of the men employed i1n one month would also be
employed i1in the next month. (See also page 25 {[last para) of the

final report.)
We agree that an annex listing the key people interviewed
would have been useful, but, unfortunately, we were unable to

reconstruct a list that we were confident had not omitted any key
person. For fear of offending scmeone, we decided not to 1include

such an annex.

I trust that this final report meets the needs for which it
was commissioned. If DAI can be of further assistance to the CDB
1n this or any other project, please do not hesitate to call upon

us.

Yours Sincerely,

C'4-:7 Goror

Craig

P.S.: I will be sending along i1n the next few days a volume
containing many of the other photographs taken by Ted Knowles on

the trip.
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ANNEX 2

The evaluation team consisted of two persons.
V. Olson, a social scientist and a full-time employee of Development Alternatives,
The second team member was Thaddeus E Knowles, a professional
engineer and land use planner who was on temporary duty with DAI for this

Inc. (DAI).

particular project.

The itinery of the team leader was as follows:

EVALUATION TEAM AND ITINERARY

The team leader was Dr. Craig

Arrnival

Day Date Leave Time Arnve Time

Wednesday 7 May Washington 1015 am Barbados 330 pm
Sunday 11 May Barbados 630 pm Grenada 725 pm
Wednesday 14 May Grenada 11°30 am St Vincent 1205 pm
Sunday 18 May St Vincent 1215 pm St Lucia 1245 pm
Thursday 22 Mav St Lucia 400 pm Dominica 505 pm
Tuesday 27 Mav Dominica 1230 pm Antigua 125 pm
Thursday 29 May Antigua 1100 pm Montserrat 1115 pm
Sunday 1 June Montserrat 810 am St Kitts 840 am
Tuesday 3 June St Katts 200 pm Nevis 245 pm
Tuesday 3 June Nevis 600 pm St Kitts 645 pm
Thursday 5 June St Katts 1020 am Anguilla 1055 am
Saturday 7 June Anguilla 735 am Belize 200 pm
Thursday 12 June Belize 1100 am Washington 9.30 pm

The itinery of Mr. Knowles differed slightly in that he started from Orlando,
Florida, arrived in Barbados on May 8, and visited the island of Carriacou on May

14



ITI-1

ANNEX 3
1
GRENADA SUBPROJECT SELECTION CRITERIA



/

(

ANNEX 3

GRENADA
SUBPROJECT SCLECTION CRITERIA

ZLaLE® v v 1 -2 1 -9 1 - 40 1. 3 1 =2 1% Y - ™ -z
~RITERIZNS Ewploynent Total avillec Number of Reglonal 08 # yYiltilization IRR sociigl
t - Gereration Cost Labaur Jeneficalry ULocatlon coets of lacel or Irp=ct
- Yecuirement Materisls ac
Ratlo

® Numbers gre secigned in order of imporéénce of the Criterion.
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ANMEZ S

<AMPLE OF A
PROJECT SUPERVISOR'S
MONTHLY REPORT

CDB/USAID BASIC NEEDS %RUST FUND PROJECT

COUNTRY PROJECT SUPERVISOP'S MONTHLY REPORT
e e Sy A R AR

COMRY‘ oaoolﬂ’AQ"lococ-o-ocuuoo-oooo 2. “ONTH ENDING.,;%“,IB

SUB-PROJECT NAuS: .iqnesmuctien Ryhlsns Primary 3choo)

IMPLEMENTING AGENCY: . 3i33%%Tr.35..4ucaton
§.),rke Semstrvation

4
L]

METHOD OF EXECUTION: ..3%%33%%
SUB=PROJECT COMMENCEMENT DATE: ESTIMATED &EB.C°°°~° 178 86

ACTUAL (XX .]n [} } L .\'i:.g-.:.l‘-,.

FINANCIAL '
(2) Allocation: Original: ..12:%2%7%.’Additipnal. $ sgeece
- ,.

(b) £xpenditure this rcporting period: $ e 0000080000 00008000

(c) Cumulative .xponditure to end of pariod. $ ....5..f;g7...
(d) Clains submitted prior‘biﬁé of period: 3.........1‘ vaee

(e) Clai.ns 13 Dmitt\:d this pCtiOd- #. .?.’.’.1.7.....7' XY EEXXEERY Y XXK]
1
(£) Total cleaims submitted to da:ze: 3...:'.’.'...'...............

(g) Total rcimbursement to date: 3. :L.:J".;0?::..................

DIRECT EMPLOYMENT GENERATICM

(a) Number of man umMPloyed: .eedvesccsrscsoncssersvrrsossescsss
(b) Number of women employed-: ..;}...........................
(c) Number of youth employed: c.cececoscccorsoqororosossncosce-
(£) Total number of person-days this MONth: cevseccccoscscocs
(e} Cumulative number of person-days to iate. areFTieeccanons
(£) Amount Spent On wagos this MONEh: $uiesessseversessasasss
(g) Arount spent on materials/equipment this month: §, ..9...

INDIRECT EYPLOYMENT GENCRATION

(1) 1i1) (1i1) (iv) (v)
LOCAL MATERIAL ValLUo oo COSY OF +V. DL ILY 8O, OF
UsSZD OR LOC/ L LoROUR VIACE OR PERSO!L-
PURCH/.SED MATERIAL INPLT PRCDUCER D:.YS
o mar I te NS J120,C0 Lo.C. z

' 5" ¢
- [ PN R A o "
L ) - ] A
-~ o a%3 - o0 se%eCC -t 0\ . - g
. -
e o ¢ e Qe L.’-s I‘-J.
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PROJCCT STATUS

(e)

Desc:ip’tionl -acnﬂﬂ:uctiﬂ l°£ o-& .‘“ .ua—i&nt&&o o= 0 O --4:0-1-;:;-—3

405240308 ¢ 105 P eG¢ L2028 WAL 0G0 TGOS o s o ¢ 410G 810D with

cdncrcecoblcck:oznftlloo-o.oooocoaoc-o---noooaooooo-olsn.o
Percent complotion of COmponﬁntSI oes0escIsenRcsO0RORROOTOSS

(b)

‘e

(c)
(d)
(e) .

(f)

000 0000400000000 0000800000000 000008 0000000000000 060080000200¢

Percent complution Of ProjeCt: seececscscvccescsasscecnsoans
Percent allocation spcnt: $ cevesssesrecssseesssnccccsse

Reasons for diffecrence in (c) & (d) 2bove: ,,ssv0rver00s

(1’ Original: ;;\.0.!01786..
(11) raevised: ooooo:oooonoo.o

Estimated complatiton date:

11, GENERAL

B £-3

LI [P
.

(b)

(c)

(d)

(e) .

Financial: ':9?&:@99 o‘r‘;‘)moat ]-99?"7493. sevsecsessesssessconse

.
...I................‘.l...-...........I................‘.

+
’
20 200000000000 0006000000000 0000000000000 0060086000000000000s3s?

i
0000000 0000 C00000000C00C00C0CCRNCEO0RR0C00O0O00COCKCOEOOCITOSRIRTPRPOIOIEDONECOETIRITDONOODRDOTYS

-y Menee aep

LabOUL 2 “rwrrte ey ;rrDrTs Pt erecccsese Frfe ereribe dte Fewsdd s
N I I Ty e
P T R O R
S0 00 000000000000 00000000000000000000a0sns00ss00RsOORIbOL

Y X1 -
eatba9e00 000 vs0 e
S~

Materials: .ontractor: ary CtaeiCudiys dee
chtatnua., Jloor hggggygyg.:gl' n, .o

.....l..f......... ....".‘...:'

-
P00 OeO0QS 00RO GOONDN

000 00000000 000UEE0O0C000C00COIITNNINO0CC000CCE0RCRCIICSIIBNPEOOINIOBIOIIIIDYS

Consultant's TerformancG:.rlays. rofulsie visdecsesseerrcee

Otherii'. teeteny ;;- . j':'lo [ D;. s we rv=r1;;bvo ereseewe .-v'-:-OO ve
4 t
/

e st ececssersevfonidesrosereccseeisrrttesnreneentrstuetsnto

~th.., . °

sedesmecocopogdfeoncse
[N ] [ ]
-~

Vo ow. ~
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ANNEX 6

BNTF - SUPERVISION VISITS by CDB STAFF

1

Officer Country Start Date Duration
(days)

Charles MO 84-10-22 4
Gough BZ B84~11-26 7
Brathwairte sv 85-02-05 o
Gaugh sV 8S-02-0S 2
Brathwaite 2]8] 8S~-02-26 ut
Charles AN/MO/SKN/AG 85-02-19 10
Brathwaite =1 B8S5~-03-25 >
Bough ={ BS-03-25 -
Gough BZ 85-04-21 &
Charles AN/MO/SEN BS5-06-17 S
Gough BZ 85-07-20 7
Brathwaite SV/GR BS~-07-21 =1
Brathwairte SL/DO g85-08-11 ]
Charles AN/MD/SKN/AG BS-08-12 11
Gough " 8FN 85-10-08 2
Brathwaite SL 85~10~15 >
Gough ={ 85-1i0-15 2
Brathwaite sV 8S-10-22 >
Brathwaite GR 85-11-05 Z
BGough BZ 8S-11-16 )
Charles MQ/SFN/AG/AN BS-11-18 11
Brathwaite Do BS-11-26 =
Charles [ale] 86-0i-26 >
Brathwaite s B6-01-28 ]
Brathwaite sV B&6-02-11 4
Charles MO/ SKM/ AN B6-02-2C7 7
Brativwaite GR B86-02-~24 4
Brathwaite DO 86-<.-18 3
EBrathwaite SL/SV R&6-04-21 4
Charles Sk.N Bo-04-27 S
Brathwaite GR 86-05-U4 o
TOTAL 146

All-Antigua f Farbuda AG-Anguilla BZ- Eelize DO-Fomnica
GR=Grenada MO-Monsterrat SEN-St.Kitts % Nevis SL-St.Lucia
SV=8t.Vincent & the Grenad:ines

K70
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BELIZE PROJECT SUPERYISOR'S EMPLOYMENT GENERATION
AND MATERIALS PROCUREMENT FORM
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CuB/USAID BRASIC NUEWo TRUGLT FUND PROJECT
-_——_-_—__—____-

ANNEX 7

BELIZE

Form Prepared
an April 1986

|

Beoord of pirect Employment Generation and Purchase of Materials

‘-—M

Sudb Project;:
Month Epdings

= _ - N O £ F =l E H 4 J K L
Hu. of vates tio. of fic. of wages Leave TOTALS
<.cku in Heople vay. raid Jages —
honth ceployed | Worked uh a Fald Kverage No. of | Cumula- Tatel Cumulo- | Totel

tn o Weekly lio. of Daya tive Daya tive Cost of

ueekly Basie Feaple sorked § Amounts Worked Leave flatariale

duole Employed { this Spent on Te Dats wages Far the

(rcreson This hanth g wages Pala 4 Hanth

vaya) 1 Month
ke s e 1 ..(..:

H
- - - - - -— e - ‘
“ 3
Jh, o, 2 .
{

——— —— -t -
whe 'ue 3 -
eSS mes -4
h". el ‘l '1 L - 1
-_—eee > e - -— - ““L‘
..ak. |‘u. 5

*0- ama.aim we e s c—



ol

HdesUitd OF IThwIRECT elFLLYEENT LelEtnTIUN aNu ~URCHASE OF baT IALS

oauy rroject:
Yonuh onding:

1 2 3 4 S 6
Local v3luc of Cost of nverage 0. af iotasl Cost
flatc.-al Locol Labour vally rerson Jayg GF Lacal
u. ¢ or tie Serinl Input Jdage of (Ho. of LRue 221
FJd o wLbey rouucer Vays Jorkec) Pus . ueL
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8]
o

—_~ fasph ot e Aisooeatt B :
CN g PO Box 239

Tyrrel Street
St. George's
Grenada, West Indies

L.y 20th, 1356
Ref. No.: .Z/BITF 25 C5

~ermznent Seccet.ry,
liinistry of Educ..taon,
S5t.Georre's,

De>r Madam,
MZ: 23.1°S w0 DCTaR SCHOOL Te - VATRISRARGE S Y

R

DT ar=——r-r——

iep2irs 1o tnis school under the BNTF progect is scheduled to be com-
e

pleted by t.c end of June 1935, Ve feel 1t 1s timely “o recommend a
nainten.nce screduvlc .iea should . radgidly adihered Lo if the full
bunelit of .. 1o rarre 15 to oe achieved,

‘e h ve to nighlaznt c.e arexs o” greatest importance in thc maintenance
plan:

= Plunbing system

- Nain’wvater 5un .ly systenms

= Termite treutmeat

- Vindo:s/doors

= Elec.riczl systens
ithout a nroner .nd Systenalic anproach to mainten.nce of the ouilding
the results would be: ’

= ' High resair cost

= Reduced life of tae building

= Possi:le hash cecident race

= Lovw <eucaer :ad soudent morale

= Reducad woducvivily

O SrATTLL:
Maintenance of Tae buildans cen be ¢ Tegorizel into thrie urec:

= Freveatitive | ainteaznce
= Schedu_ed reqscir work
- Unforeseen renair .ork /

-~
UL
>,



SANES

1. LN ﬂ']p -T --\ : I“ﬂ_\_“) I.:L: :

P
S

This can e dzscrived "'s euuc tion, regul.r insnection of elewents in
tn2 tualdaing to cnwure they reo Junctioning co choy are designed o
Tu.aclion, Preveat iave neintenance cuns

- Znsure oroner use oI the facilities in the obuildiag
- Preveont nroolems occurying
- Reduce renair cost
- Detacl uns.fe Hroolens
- Increcce evuiyrent lafe
1t ¢ n ther..ore bz seen s v.2 2ositive aronch 1o e 'zeciave nancge-
nc it of ihoe buildine.
The cosct ol zrevenc.tive waiatenance is small and s.lety i5 assured,
Hereunder a1s 1 senadule of inswructions sungested for Prevaice tive
I'al1ten :nce:
) ILYs )
~ 10 marauites eluce w0 _ro,rcmne on tT.ae nroner use of focilaties
in c..2 bwaldaia; suca us:
-~ JLter closecs
Il2cerical systems
- Zlenents ol t.ae ovuildiag

neors zad doors for lo.e scrcws, defective

- Insyection of winuov
a.s etec, so taotT imredicte revzirs cun be

win
aazes, troen gl
ellec d.

- Inspect elec rical sys.em Zor di,-.,» or loose .1re or oroien
71 Aures o 1.7 1 nediate reselss oon 02 efr.c.ed,

- Chec »lunbaas sys
blocked sava_e nin

-

wens I Iornzun netericl an water closews,
ns diﬂ u fectave Ilush cis.erus.

-« Inzuact the w.ters sussly system Zfor dui e ruin-Jiacer gutter-
in, 'nd brolen »ises.

L0 THLY:
- C(IL or grecss oll hiages and locks in deors cnd windovs,

- 2Jhecls 211 el .l mris or corrosion,

|97,
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ANNEX 9
THE HYDKROGLAS SYSTEM
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ar T‘/. i
- . 4=

™o

- Iasurs ouiidia, ¢ ansv fioe cad other parils,
- Chzek oo lermace i.u2Ck 0a taimber remiers.

= Check all = cerials i bualding.

YIS SRR SV}
- Paiil catire ovuildiue,

Gt

caree (3)

ALl wefiets idenaafieow st be reraired nataia e period ol
adys,

Scneuvlai res ars . Lse b2 e.cecuted within a ueriol ol tuency-
oac & yz, (21).

Su,cenie. Tools wo oo li2)e by i school:

. = 3Cre! o daotvor
- 011
- Grease
- Hamner
- Ilails
- To 1> sc-er

- CleaaL.. 02 .8

Obseo.'ve nwaachaince  ro.raane foor wiler »unip.
Yours truly,
/—
\ e ———————————— -

72088
Cec;l zduesds
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Hydroglas tank basic
components D>

/\
i W - - .-
‘ [
Hydroglas tanks may be any length or width with a
, Og> maximum height of 3660mm (12ft) and up to and over
0 5 million Itres (1,100,000 impenal gallons) capacity
They can be erected on flat level concrete bases, on
e dwarf walls or RSJs, in roof spaces or on the roof, in
o, ’ basements or on towers. Tanks can also be buned to a
maximum depth of 2440mm (8ft) provided the base 1s
, Y- ’ above the water table They are designed to withstand
—_ oo the loads imposed by filling to capacity but must not be
- pressunsed.
—— .. The basic components are GRP panels and comer
O Example of comer angle in position showing angles, bolted together through flanges. A sealant stnp
sealant stnp and fastening method especially developed within the company 1s used to

achieve a watertight joint

Special Uses

Tanks may be suitable at ambient temperatures for
‘ light oils such as diesel oll or domestic fuel oil which do
not need to be heated and for acid and alkaline liquids
within the range pH 2 - 10 Where 1t s proposed to use
tanks for hquids other than water or where water
temperatures are likely to exceed those produced by
climatic conditions, we will be pleased to adwvise on
thetr suitability ff full details are given
Compartmented roof top tanks are avallable which
have been designed with piping contained in a dry
compartment at the end of the storage tank The
complete unit can be insulated against frost and the
system saves the cost, design time and problems of
tank rooms on roofs. These tanks are available with a
cdepth of 1220mm (4ft) only
Specrilly 22s aned 1nks for domestic use are also
Ful, a2 4 ara 0 7 nd IO N

| 97+




A Erecting a heavy duty cover in Oman

Manhandling the lightweight panels.>

The advantages of our hot press moulded GRP
panels are many

® Dimensional stability and close tolerance

® Impregnated colounng

@ Themnal insulation

® High strength to weight ratio

® Surtabilty for worldwide climates

© No need for painting or protective treatment

® Will not rust

® Do not support algae, bactena or fungal growth
® Approved for potabie water

Hydroglas tanks are nomally completely free of
internal ties. The sectional system and the ight weight
of the panels pemits easy storage, transport and
assembly even in difficult terain Divisions are available
if required but for maintenance purposes they can
often be eiiminated because there is no need to
refurbish the panels.

Construction i1s normally camed out by us or by our
appointed agent: For overseas markets we can
armange for a supervising engineer to INStruct your own
site employees 1o do this work.

Naturally we offer a technical back-up semwice 1o ha
cater for your speciic requirements and to ensure that
& Ste employees can do the work any advice required before dunng or after installation 1s

quickly and efficiently dealt with
[
Je0




