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ADMINISTRATION AND PERSONNEL
 

Office Space, Equipment and Transportation
 

Office space with the Alcaldia as well as furniture, basic
 
supplies and equipment were made available within one month after
 
the arrival of the Project Director. Most of this equipment was
 
available by 15 March 1976, the date upon which Arq. Efrem Chevez
 
and Lic. Luis Zufiga were officially hired by PADCO, Inc. to work
 
as members of the Project Team.
 

A car has been available to the Project Team since 1 March
 
1976 for all of their transportation needs within Leon. Addition
ally, VIMPU has provided supplementary transportation for project
 
staff when necessary for work assignments within Managua.
 

Personnel
 

The personnel hired to work on the Project Team are listed
 
below, together with their assignments and effective date of
 
employment, salary, and the organization responsible for paying
 
that salary:
 

Arq. Efrem Chevez: 	 Architect/Planner
 
Employed 15 March 1976
 
Salary: C$ 4,025/month
 
PADCO, Inc.
 

Lic. Luis Zuniga: 	 Social Worker/Economist
 
Employed 15 March 1976
 
Salary: C$ 4,025/month
 
PADCO, Inc.
 

Olgamaria Buitrago Gil: 	 Draftswoman
 
Employed 21 April 1976
 
Salary: C$ 1,250/month
 
Alcaldia
 

Magdelena Zambrana: 	 Secretary
 
Employed 1 March 1976
 
Salary: C$ 750/month
 
Alcaldia
 

P A D C 0 



Ing. Orlando Jose Teran: Technical Assistant (Civil Engineer)
 
To be employed approximately 24 May 1976
 
Salary: C$ 4,000/month
 
Alcaldia
 

To expand the capacity of the basic team, the Mayor has also
 
made arrangements to provide room and board in Leon for two or
 
three architectural students from the University of Tennessee in
 
exchange for their services within the Pilot Project Team. The
 

students are part of a University of Tennessee/Nicaragua Technical
 
Assistance Program which has been functioning in Nicaragua since
 
1974. Under the program, selected students work for Nicaraguan
 
Government agencies for periods of four to six months, returning
 
to the U.S. when new student replacements arrive. The work assign
ment in Leon represents the first attempt at decentralizing the
 
Program in second level cities. As indicated later on in this
 
Report, specific projects have been defined which will permit the
 
students to provide project assistance to Leon in dealing with
 
problems requiring rapid action. Such immediate action will be
 
provided within a longer-range context. The current students
 
assigned to Leon are Kent Culverhouse and Thomas Mullane.
 

VIMPU
 

In addition to the basic Leon staff, VIMPU, in fulfilling its
 
basic commitment to the Project over the 18-month period, will be
 
providing;
 

1. Administrative coordination.
 

2. 	Technical assistance in on-the-job training
 
(see Training).
 

3. 	Technical program assistance for specific
 
integrated development program activities
 
(see Institutional Development).
 

Contacts with VIMPU have taken place on at least a weekly
 
basis since the inception of the Project. These visits and inter
changes are being supplemented by periodic activity reports.
 

Specific training and technical program assistance to be pro
vided by VIMPU over the first stage of the project implementation
 
are discussed further on in this Report.
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THE WORK PROGRAM
 

The initial three months of Project Implementation have
 
included specific activities in the essential urban development
 
programming processes of Integrated Development Programming,
 
Project Preparation and Support for the Implementation of Projects,
 
and Training and Institutional Development. Although in actual
 
implementation these processes are integrated within the basic
 
activities of the Project Team, they are presented separately in
 
this Report for the purpose of clarity.
 

Integrated Development Programming
 

In reviewing the approved Work Program with VIMPU officials,
 
it was agreed that the Project Team, in carrying out Integrated
 
Development Programming activities as a technical arm of VIMPU
 
in Leon, would utilize as fully as possible the basic methodolgy
 
and processes which have been adopted by VIMPU for similar work
 
in the Managua Metropolitan Area.
 

The Vice Ministry of Urban Planning is clearly oriented
 
toward the development of a general plan for cities such as Leon
 
(see attached letter). Although this is not an objective of the
 
AID Pilot Project, the Land Use Programming work to be accomplished
 
in Leon over the next 18 months might furnish a firm basis for the
 
further evaluation, revision and refinement necessary to achieve
 
the overall goal established by VIMPU.
 

For this reason, a specific first stage of project activity
 
has been identified for the period of 1 May 1976 through 26 June
 
1976 (see attached outline). It is comparable to VIMPU's initial
 
phase of activity to develop a Frame of Reference concerning devel
opment issues, objectives, target groups and resources. With
 
respect to the approved Work Program, this first stage includes:
 

- Formulation of the programming model;
 

- Identification of development issues;
 

- Collection of relevant data (local, regional
 
and national) on existing conditions (economic,
 
demographic, physical, social, administrative
institutional);
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- Identification of objectives and criteria for
 

evaluating programs;
 

- Evaluation of resources;
 

- Economic and demographic projections.
 

The basic organization and phasing of specific development
 
programming elements is similar to the P-Bar projections indicated
 
within the approved Work Program. The actual work schedule is
 

approximately one month behind the Work Program projections due
 
to the two-week Easter vacation of Government employees (not fore
cast in the Work Program) and an extended initial period taken to
 
orient Project Staff and local and national agencies with respect
 
to the nature and purposes of the Land Use Programming Demonstra
tion Project in Leon (see Training and Institutional Development).
 

The general time frame for work activities in the first
 

quarter was as follows:
 

22 February - 15 March 1976
 

Arrival of Project Director in Nicaragua; 

- Review of Work Program with VIMPU, Alcalde, 

other agencies and the press;
 

- Organization of the office;
 

- Initial community contacts;
 

- Final interviews and hiring of basic staff. 

15 March - 7 April 1976
 

- Presentation of team;
 

- Orientation of team;
 

- Development of first stage Work Program;
 

7 April - 21 April 1976
 

- Easter vacation (all Government agencies 
closed). 

21 April - 15 May 1976
 

- Implementation of first stage work activity;
 

- Continuing training of staff.
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Project Preparation and Support for
 
the Implementation of Projects
 

Existing Projects - Evaluation
 

As part of the first stage of work activity, the following
 
projects, currently under consideration or execution by the
 
Alcaldia, are being evaluated by Project Team members as indicated
 
below:
 

Arq. Efrem Chevez:
 

- Low-income housing
 

- Street cleaning and garbage collection
 

- Street paving
 

- Airport rcnovation
 

- Municipal slaughter house
 

Lic. Luis Zu'iga:
 

- Municipal market
 

- Hospital renovation - medical school
 

- Health services
 

Arq. Joseph Arington:
 

- Industrial park development 

- Regional bus terminal 

- Tourist projects: 

Poneloya-Corinto access canal
 
Hotel Metrotur
 
Isla Juan Venado
 

These appraisals and/or evaluations will be carried out through
 
mid-July, 1976, as originally projected in the Work Program.
 

Additional Projects - Evaluation and Technical Assistance
 

In addition to the projects mentioned above, a variety of
 
"project-oriented" immediate action activity has been identified
 
and is receiving attention. To the maximum extent possible, targets
 
for immediate and continuing action have been selected after con
sidering both the potential contribution of the particular activity
 
to resolve urgent problems in both a short- and long-term context
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and the potential contribution of the activity to the institution
building objectives of the Leon work.
 

The two general categories of continuing technical assistance
 

are:
 

1. 	Project review support for the Oficina de Orbanismo; and
 

2. 	Technical assistance to the Mayor's office.
 

1. 	Project Review Support for the Oficina de Urbanismo
 

Extensive time is being spent by the Project Team assisting

the Director of the Oficina de Urbanismo in establishing and imple
menting guidelines and regulations to control physical growth and
 
change. The Plano Regulador and its Reglamento de Zonificacion
 
for Leon (1970) are not currently being utilized to direct and
 
channel land use and development. The existing Reglamento de
 
Urbanismo which forms the basis for the current decisions of Oficina
 
de Urbanismo is limited in specificity, in many cases requiring a
 
more detailed interpretation and evaluation of each development.
 
project's specific characteristics.
 

Project activity in this area is directed toward:
 

a) 	Backstopping the Director in reviewing individual
 
requests for Usos y Requisitos and Aprobacion de
 
Planes de Construccion;
 

b) 	The development of more comprehensive standards for
 
such project reviews on an interim basis through the
 
application of existing national standards for growth
 
control (VIMPU - Leyes y Reglamentos de Urbanismo);
 

c) 	A long-term complete review of existing technical
 
criteria and administrative procedures directed
 
toward the development of guidelines and regulations
 
to direct physical growth and change, as well as a
 
system to implement such guidelines which is appro
priate to Leon.
 

2. 	Technical Assistance to the Mayor's Office
 

The Project Team is available on a cont4 nuing basis to provide

technical assistance to the Mayor for immediate action projects and
 
needs. Some of the action projects in which the Team is currently
 
involved are as follows.
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a) Barrio Police Stations, Site Evaluation/Proposal
 

At the request of President Somoza, Mayor Blandon has submitted
 
to the National Government a list of appropriate sites for the con
struction of community sub-stations for the police (Guardia Nacional).
 
These stations will be located throughout the City in order to pro
vide more effective police protection. Negotiation for land parcels
 
is anticipated this year with design and construction scheduled for
 
1977. The Project Team in consulta:ion with representatives of the
 
Guardia Nacional in Leon handled field surveys, evaluation of com
munity needs and potential sites and final graphic presentation of
 
potential sites and areas to be served. (Selection criteria included
 
the feasibility of locating other public facilities -- telephone,
 
post office, etc. -- on the same or adjacent sites in the future.)
 

b) Terminal de Transporte
 

On behalf of the Mayor, the Oficina de Urbanismo (Project Team)
 
has recently reviewed and recommended approval of the land parcel
 
selected for the construction of a new regional bus terminal.
 
Follow-up work by the Project Team will include determination of
 
access routes to be improved by the Alcaldia, studies and recommen
dations on public transport needs within Leon and their linkage
 
with the new terminal, ancillary facilities or developments to be
 
anticipated in the area of the new terminal, and review and approval
 
of the preliminary and final plans for the terminal itself.
 

c) Traffic Circulation and Control in Downtown Leon
 

Based upon Mayor Blandon's concern with visitor access to the
 
downtown area, especially to particular tourist focuses, current
 
(Poneloya Beach) and future (Hotel de Metrotur), the two student
 
architects who are working with the Project Team (see Administration/
 
Personnel) have been assigned to:
 

i) Review the expressed problem and identify
 
(preliminary) major circulation problems
 
throughout the downtown area;
 

ii) 	 Propose alternative concepts of circulation
 
which might be appropriate to the problem
 
(to be the focus of more detailed traffic
 
studies);
 

iii) Utilizing one of the circulation concepts
 
as a hypothetical base, develop a specific
 
solution for the future urban development
 
of that sub-section of the downtown area
 
of greatest interest to the Mayor. Their
 
solution will involve specific project de
signs and recommendations for resolving
 
existing or impending problems in and around
 
the Cathedral, the University and the new hotel.
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iv) Identify and propose:
 

- the form and content of the Traffic Study
 
which would be required as a basis for
 
resolution of existing circulation prob
lems throughout the downtown area;
 

- intermediate actions which can be taken
 
by the Alcaldia to progressively better
 
the existing situation while the above
mentioned studies are being carried out.
 

The various stages of this project are being coordinated with
 
the Director of "Transite" in Leon.
 

It is believed that the basic approach being used here has
 
considerable merit as a means of not only reacting to "defined"
 
or "felt" needs but so doing through a process which provides

realistic immediate action programming while identifying longer
range studies and decisions which should be implemented as well
 
as a process for implementation. In this sense, the overall capa
city of the Project Team is definitely enhanced by the participation
 
of the two university students.
 

Institutional Development and Staff Training
 

Institutional Development
 

Initial work to accomplish the Institutional Development

specified as one of the key objectives for this project through

the development of an Urban Development Institution(s) in Leon,
 
as well as working relationships with VIMPU1 and other agencies of
 
Government at the regional and national levels, has been undertaken
 
during the first three months through the followina aeneral tvnes
 
of activities.
 

iDue to a reorganization of VIMPU in February, 1976, SPUR (la

Seccion de Plan Urbano Regional) has been eliminated. Arq. Guillermo
 
Perez, the Director of SPUR has been put in charge of "Physical and
 
Spatial" planning in the Division of Urban Planning and Development

(directed by Arq. Mario Martinez). Logically, under the reorganiza
tion, the AID demonstration project would be coordinated at the divi
sion level. However, since no reallocation definition of SPUR's
 
previous functions has been made as yet, the primary responsibility

for coordination of the project has remained with Arq. Perez. Apart

from some initial brief delay at project initiation in February, no
 
measurable change is anticipated in VIMPU's ability to backstop the
 
project effectively.
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1. 	Informative Interviews with Community Groups
 
and Community Organizations
 

During the initial stage of work, each member of the Project
 
Team has been made conscious of the necessity to utilize all working
 
contacts with local and national organizations to outline the over
all purposes and objectives of the Leon Pilot Project, soliciting
 
specific comments on areas of possible joint programming and activity
 
These contacts have taken place at both the local and national levels
 
with groups in both the public and private sectors.
 

2. 	Technical Assistance to the Oficina de Urbanismo
 

As indicated earlier in this Report, technical assistance is
 
being provided to the Oficina de Urbanismo on a daily basis in
 
order to facilitate its work as well as to allow the Project Team
 
to develop a real working knowledge of the existing thrusts of
 
physical growth and development of Leon through current private
 
sector investment. In this sense, the Project Team is profiting
 
considerably from the unique professional experience and knowledge
 
of Ing. Orlando Teran, Director de la Oficina.
 

3. 	Technical and Informational Assistance to
 
Community Groups and Organizations
 

This activity, limited at first, is beginning to emerge and
 
take on greater importance, principally through contacts of Project
 
Team members with Juntas Comunales de los Barrios in the course of
 
identifying target groups and development resources. Initially,
 
the Project Team has served as a source of information for such
 
groups with respect to problems and services while exploring the
 
future potential of developing more effective linkages between
 
such community groups and local and national government.
 

4. 	Joint Programming Efforts
 

In the course of carrying out the first stage of project activ
ities, the Project Team is:
 

a) 	Coordinating its programming efforts to the maximum
 
extent possible with the regional planning activities
 
of the Seccion de Catastro y Recursos Nacionales.
 
(Their report and recommendations on the future devel
opment of the Leon-Chinandega Region is expected to
 
be in final draft form by July 1976.) Work sessions
 
with their staff are being held on a continuing basis;
 

b) 	Jointly carrying out an existing Physical Land Use
 
Study of Leon with VIMPU and Catastro y Recursos
 
Naturales between 20 May and 5 June 1976. Under the
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working arrangement, VIMPU will provide six persons

for the field work, Catastro - two persons and the
 
Project Staff - at least one field person plus admin
istrative personnel, replacements, office space and
 
equipment and a vehicle for the entire team;
 

c) 	Collaborating with the Leon Transit Police in defin
ing specific problem areas for traffic and circulation
 
within the city and in identifying the types of studies
 
and actions necessary to resolve the problem;
 

d) 	Collaborating with a Transit Education Program jointly

sponsored by the Alcaldia, Transito y el Ministerio
 
de Educacion for the orientation and education of
 
primary teachers in Leon.
 

It is anticipated that such activities will continue throughout

the 18-month period, providing the basis for a sustained and mean
ingful integration of project activities with appropriate government

agencies, plans and programs at all levels.
 

Staff Training
 

The training of staff members employed by the Alcaldia and

PADCO has been considered a fundamental part of Institutional
 
Development. 
Over the first three months, initial actions have
 
been taken to: 1) develop and carry out on-the-job training; and

2) develop out-of-country training resources and program content.
 

1. 	On-the-Job Training
 

Specific formats for training sessions for the Project Staff
 
have been carried out over the first three months in the general

subject areas and specified within the approved Work Program. 
These
 
are 	indicated on the attached chart. 
During the first three months,

extensive emphasis was placed on the role of the Project Director
 
as Trainer. This was necessary in order to integrate training

effectively with the myriad of activities and assignments necessary

to put the Project in motion. It has also seemed appropriate

based on the limited contact with potential contributors at the
 
outset of project implementation. In recent weeks and over the

remainder of the first stage programming, additional relevant local

and national resources will be identified and utilized for training,

under the general criteria outlined in the approved Work Program.
 

Follow-up contacts are also being initiated to program the
 
use of other Latin American experience into the Training Program,

through the participation of PIAPUR in Guatemala. 
This participa
tion has been tentatively scheduled to take place twice, once after

the termination of the first major stage of project activity
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(Preliminary Investigation) and again after having completed the
 
second stage (Identification of a Preferred Development Program).
 

2. Training Outside of Nicaraua
 

Based on the training reconnaissance carried out in Puerto
 
Rico and Venezuela and the revised training budget submitted in
 
March, follow-up contacts have been made with FUNDACO4UN in
 
Venezuela to identify the specific details of out-of-country
 
training with FUNDACOMUN in Venezuela. Dr. Orlando Grooscors,
 
Director of International Programs for FUNDACOMUN has indicated
 
extensive interest in putting the resources of his institution
 
at our disposal. While such negotiations are proceeding, PADCO,
 
at the request of VI10PU, is investigating the training capabilities
 
of INFAM in Costa Rica and the annual courses offered through the
 
OAS in Spain in the field of Municipal Technical Assistance for
 
Development.
 

In order to assure adequate preparations for such training
 
in early 1977, every attempt is being made to finalize training
 
agreements, if at all possible, by tne end of the second work
 
quarter.
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ANNEX 1
 



VICE 	 MINISTERIO DE PLANIFICACION URBANA 

MINISTERIO DEL DISTRITO NACIONAL 

Managua, 26 de Abril de 1976 

Don 
Roger Bland6n V.
 
Alcalde Municipal
 

Sr. 	Alcalde:
 

Este 	Viceministerio tiene sumo interes en el des-'rro--o
 
del 	proyecto de "Programaci6n de Uso de Suelo" para la
ciudad de Le6n, para cuya realizaci6n firmamos conjunta
 
mente con Ud. un Contrato con AID , comprometiendonos , 
por 	parte del VMPU, a ofrecer asesorla y asistencia tec
 
nica 	y supervisar el desarrollo del trabajo del consuT
 
tor.
 

Como es de su conocimiento, desde la llegada del Arq.

Arington, hemos mantenido contacto constante con el, co
 
labora'ndole en el inicio de sus labores y reuniendonos
para discutir su plan de trabajo y primeras actividades.
 

Queremos ahora hacer algunos comentarios sobre el Infor
me de reconocimiento y Plan de Trabajo de PADC, el in
forme parcial de Actividades del mes de Marzo y las reu
niones sostenidas con los consultores. 

12 	 Informe de Reconocimiento y Plan de Trabajo - PADCO

26 de Enero de 1976.-

El trabajo contempla cuatro tareas esenciales
 

1. 	Actividad de Programaci6n continua del Desarro
llo integrado.
 

i2. 	Preparaci6n de Proyectos y apoyo en su implemen
tacion.
 

3. 	 Desarrllo Institucional conexo y entrenamiento 
de personal. 

4. 	Evaluaci6n.sistem~tica.
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La Primera Tarea de "Programacion continua del Desarrollo"
 

coincide en gran parte con el erfoque del VMPE para la Pla
 
nificaci6n del Desarrollo Urbazo en Nicaragua:
 

1. Contempla un proceso dinamico en base a la formula

cion inicial de un "Iodelo de Programaci6n" que se 
va enriqueciendo al contar con mayor informaci6n y 
estudios mas detallados. Esto equivale al "Modelo 
Referencial" que propone el VMPU y que se evalua y 
revisa hasta conformar en Plan General de Desarrollo 
Urbano-Local. 

2. Contempla tambien un Desarrollo Integral 9ue consi
dera los aspectos fisicos, sociales, economicos e
 
institucionales.
 

Los items a estudiarse en dicho modelo coinciden con mu
chos de los considerados necesarios por el VMPU, identi

fica'ndose en el proceso las etapas de Diagn6stico de la
 

situaci6n, identificaci6n de objetivos y propuestas con

cretas.
 

Recomendamos que esta etapa continue su desarrollo segl'=
 
se propone, sin embargo solicitamos que el consultor pue
 

da concretar al mismo tiempo como producto del trabajo
 
no solo la "Programaci6n continua del Desarrollo", sino
 

un documento al termino de su contrato que sea el "Modelo
 

de Programaci6n", revisado y detallado --equivalente al
 

Plan General de Desarrollo Urbano-Local que propicia este
 

Viceministerio --y que pueda servir como Marco de Referen
 

cia o gula general que incluya normas y reglamentos de
 

Desarrollo Urbano como base a los programas y proyectos
 

que se propondr.n y que seguira'n apareciendo una vez se
 

haya terminado el contrato; en el entendido por supuesto
 

que dicho "Modelo de Programaci
6 n" ameritara'posterior

mente una continua evaluaci6n y revision.
 

La Segunda Tarea de "Preparaci
6n de Proyectos y Apoyo en
 

su implementaci6n", es una consecuencia 16gica del ante
tan
rior Modelo de Programaci6n, que podra"emprenderse 


pronto como se tenga el primer Modelo especialmente con

proyectos urgentes o con la orientacion requerida -ara
 

Apadado 3591 
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proyectos en marcha. Naturalmente que hacia el final del
periodo, de un modelo mas refinado surgiran. programas, y
proyectos mejor estudiados y encuadrados en los planes de
 
desarrollo.
 

Como parte de esta tarea, entendemos que surgira el apoyo

del consultor en la asesoria requerida para proyectos

desarrollo urbano que aparecen dia a dia. 

de
 

Recomendamos en este 
caso a la Alcaldia como tambien al

consultor, midan el tiempo dedicado a la atenci6n de dichos proyectos, para que esta actividad no so manifieste
 
en detrimento de la labor met6dica y necesaria de aquellos estudios que tendran resultados a mediano y largo

plazo.
 

Entendemos que esencialmente la tarea de "Entrenamiento y
Desarrollo Institucional", 
se ira lievando simultaneamente 
con el trabajo y como una actividad pr.ctica acomodada al 
proceso de planificaci6n.

El VIIPTJ esta'dispuesto, naturalmente a ofrecer colaboraci6n
 
en charlas, seminarios y actividades relacionadas a la for
maci6n del personal local. 
En cuanto a las posibilidades

de entrenamiento fuera de Nicaragua mencionadas en el programa, deseamos se consideren tambien posibles contactos
 con IFAM en Costa Rica, y asistencia al curso anual de A
sesoria Municipal que se ofrece en Espafia a travs de la
0EA. Asi mismo, creemos importante considerar la asis
tencia del personal local a seminarios, congresos o reuniones que sobre el tema se llevan a.cabo constantemente
 
en Latinoamerica.
 

La Etapa de Evaluaci6n, sera tambien una labor constante
 
en base a los informes y trabajos realizados. Creemos
 que los informes mensuales y trimestrales serin una buena base de evaluaci6n pero sugerimos adema's la presenta
cion oficial de Fases terminadas del trabajo para lo que

solicitamos la formaci6n de un calendario de entrega 
de
 
las diferentes fases del trabajo: (Diagn6stico, objetivos,
"lodelo de Programaci6n" -inicial, "Modelo de Pro ramaci6n"revisado, Estudio de Programa y Proyectos, etc...).
 

Aparado 3591
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En cuanto al apoyo Logistico, que esa Alcaldia ha pres
tado al consultor, entendemos ha sido decidido y efi
ciente, lo que pone en evidencia una vez m'As el dinatuis 
mo de su gesti6n. Esperamos luego pueda integrarse el 

personal local necesario que afn no ha sido contratado. 

Nos preocupa, sin embargo, la falta de un economista en
 

el equipo ba'sico del consultor, ya que el programa de
 

desarrollo urbano requerira.de un fuerte apoyo de tecni

cos en desarrollo econ6mico y evaluaci6n de proyectos.
 

Sugerimos este punto sea detenidamente estudiado con el
 
consultor.
 

Creemos finalmente que el "Informe de Reconoiimiento y 

Plan de Trabajo" debe ser traducido al espafiol y distri 

buido a las autoridades y entidades interesadas en esta 

aztividad. 

22 Primer Informe parcial de Actividades 16-2 Matrzo 

1976 y Reuniones Viceministerio de Planificacion Ur

bana - PADCO. 

Vemos que adema's de instalarse la oficina y tomar 

contacto con la comunidad de Le6n se logr6 en las 

primeras semanas establecer un p-.inmer programa de 
Es
trabajos a desarrollarse en la primera etapa. 


te programa va coincidiendo cada vez mAs con el
 

procesc y metodologia aconsejado por el Viceminis
 

terio de Planificaci6n Urbana.
 

Al momento de definir los objetivos del plan Ae
sec
ben consultarse las necesidades de todos los 


su partores de la poblaci6n y lograr al maximo 
ticipaci6n como medio de asegurar el 6xito en la 

implementaci6n de futuros progra-mas que res-alten 

de 6ste proyecto piloto. 

hechosEstimamos, consecuentes con los comentarios 

al primer Plan de Trabajo, que el consultor debe
 

preparar una presentaci
6fn del primer ciclo do su. la.
 

deberhin particip.rbor al concluirse 6ste, en la que 

.....-

Fiparldo 3591 

Maanaun. D. N.. Nicaraua 
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las autoridades y comunidad Leonesa, como tambien perso
nal del Viceministerio de Planificaci6n Urbana. Dicho
 
ciclo incluye el Programa de Trabajo y Metodologia ,
 
"Marco de Referencia", "Objetivos y Metas", y el "Mode].o

Referencial-Analitico Inicial".
 

Se han llevado a cabo varias reuniones con el Arq. Jose
 
Arington, en las que se han discutido estos temas, y se
 
ve mucha amplitud de parte del consultor para encuadrar
se dentro de los requerimientos del Viceministerio de Pla
 
nificaci6n Urbana, al mismo tiempo que se responde el pro
 
p6sito de proyecto piloto promulgado por AID.
 

Por otra parte, so discuti6 y se consigui6 la participa
ci6n de estudiantes de la Universidad de Tennessee que
 
trabajan en proyectos del Viceministerio de Planificacion
 
Urbana para colaborar con el proyecto de Le6n.
 

Finalmente, se acord6 mantener contacto semanal con el
 
consultor ya sea con visitas del personal del Viceminis
terio a Le6n, o visitas dcl consultor a Marnagua. Ademas,
 
el Cons':ltor pasara.informes mensuales de su actividad,
 
los que sera.n debidamente revisados y evaluados por el
 
vkIPU. 

Este Viceministerio continugar prestando todo su apoyo
 
para asegurar el 6xito del p~oyecto. Cuente con nuestro
 
equipo tecnico para continuap asesorando r c1 oervisando
 
el desarrollo de este estudi en tod--Io que e"s a n'aes
tro alcance.
 

Aprovecho la oportunidad para , udar a Usted, ate-tarmen
te,
 

VICEHINISTERIO DE PLA I ICAC.O .RBAI,:*' 

/. " / "-., 

I V N OSORIO PETERS 
Viceministro 

I 
." 

ak_:.
" 

CC:Arq. Jose Arington * .. 

A ID 
Arq. Mario Martinez""--...... 
Arq. Guillermo P6rez 
Archivo Central 

. 

Archivo 

Apadrado 3591
 

Maonogua, D. H.. Nicaraguo
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MEMORAIIDUM
 

PARA: ALCALDE DON ROGER BLANDON V. 

DE: JOSEPH E. ARINGTON 

OBJETO: PRIMERA ETAPA - Programaci 6 n del uso del suelo de Le6n 

Archivo 7539 I 1.1 

FECHA: 21 de Abril do 1976 

Por el presente le envio a Ud. una copia del Plan de Trabajo para
 

la Primera Etapa de Nuestro Proyecto para la Programaci
6n del Uso del
 

Suelo de Le6n.
 

Representa la investigaci6n preliminar de todos los aspectos y sectores
 

do Desarrollo que es necesario para el Desarrollo de todos los Planes
 

y Proyectos subsiguientes.
 

Despu~s de que haya tenido la oportunidad de leerla me interesa que
 

hablemos especificamente sobre las personas y funcionarios que est'n
 

las diferentes 'reas y aspecinvoluerados en el desarrollo de Le6n, en 


tos (ver paginas 5-7) y que a su juicio pueden ser utilizados como
 

recursos durante esta Primera Etapa.
 

Cabe notar que a la vaz sue estamos llevando a cabo esta investiga

ci6n, esperamos seguir colaborando con Ud. y el Personal de la Alcal

dia en los Proyectos do Acci6n Immediata que a su joicio son de prio

ridad para la ciudad de Le6n.
 

JOSEPH E. ARINGTON
 

c.c. Ing. Teran
 
JFiA/mzm.
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PLAN PRELIMINAR DE DESARROLLO.
 

PRI14ERA ETAPA: Del 26. de Marzo al 30 de Junio de 1976.
 

INfVESTIGACIOIN PRELIMINAR: (Marco de Referencia)
 

La Investigaci6n Preliminar tiene por objeto captar los problemas obvios
 

sentidos por la Comunidad y debe realizarse teniendo en cuenta algunos 


principios basicos de la prfictica del desarrollo de la Comunidad, a saber:
 

a-) Los primeros proyectos deben ser una respuesta a deseos expresa

dos o sentidos por la Comunidad.
 

b-) Todo programa debe empezar a partir del punto en que se haya psi

col6gicamente la Comunidad.
 

1.ETODOLOGIA:
 

OBSERVACION
 

LECTURA DE 14APAS
 

REC0PILACI01J DE DATOS
 

ENTREVISTAS (Individuales y con grupos, fornales e informales).
 

EVALUACION DE PROYECTOS (en marcha o bajo consideraci6n).
 

OBSERVACION:
 

La observaci6n en la investigaci6n preliminar tiene por objeto obtener una
 

primera "intuici6n sentetica", mediante la observaci6n de conjunto y la ob

servaci6n de detalle.
 

La observaci6n de conjunto deber6 permitirnos "asimilar el paisaje material
 

y humano", visitando el conjunto para apreciar la Estructura general y el
 

contexto geografico.
 

La observaci6n de detalle la obtendremos visitando el centro de la pobla

ci6n, los barrios populares y residenciales, centros comerciales e iLdUS

triales, etc.
 



-2

"uestro equipo que va a estudiar y actuar en la Comunidad es extrafio,a 

la misma, por lo tanto, la primera tarea ha de ser la de establecer con

tactos y ganar la confianza de aquellas personas que han de servirnos -

coMo "Cabeceras de puente", para contactos m's amplios.
 

Es importante la aceptacion del equipo por parte de la Comunidad.
 

EVALUACION DE PROYECTOS YA E MARCHA 0 BAJO COUSIDERACION.
 

H'emos considerado de mucha importancia la evaluaci6n de Proyecto en Marcha
 

o de acci6n immediata y que fueron presentados en un comienzo por el Sr. 

Alcalde Municioal y que son:
 

PAIeRQUE INDUSTRIAL
 

ZEiRC.DO S MUNICIPALES
 

VIVIENDAS POPUL.RES 

CAMO -EDICO 

SEE'.VICIOS DE SALUD 

LT'IEZA PUBLICA Y ASEO URB.AO 

RAVi.EIITACII DE CALLES 

REZI.VACION DEL AEROPUERTO 

LAV.-DERIAS POPULARES
 

RASTRO IMICIPAL 

TERM4INAL DE TRANSPORTE 

CAN'AL DE ACCESO POIELOYA-CORINTO 

HOTEL TURISTICO
 

PROYECTO TURISTICO (Isla Juan Venado).
 

La evaluaci5n de 6stos, nos permitira conocer, bajo nuestra consideraci6n
 

tres aspectos fudamentales:
 

l-) 	Conocimiento de prop6sitos y logros a lacanzar, especificos de -

cada proyecto de acuerdo a sus objetivos. 

2-) 	Priorizaci6n de los mismos, de acuerdo a las necesidades urgentes 

de la comunidad, encontrados en la interpretacio6n de la investigaci6n 

preliminar. 

http:ZEiRC.DO
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3-) Enlace con personas e instituciones, en los diferen;es niveles
 

que nos permitan;
 

i) Mayor oportunidad de integraci6n al desarrollo Urbano de Le6n.
 

2) Facilidad nara llevar a cabe nuestra Promoci6n del Proyecto ge

neral en s'.
 

LECTURA DE MAPAS
 

La lectura de mapas nos facilitara ubicar a la comunidad en el Contexto Na

cional, regional y Municipal, persibiende visualmente algunos aspecvos ecol6

gicos, humanos, de Infraestructura, etc. que en alguna medida son una "foto

grafoa de la Humanidad".

.APA POLITICO 
" GEOGRAFICO 

" HIDROGRAFICO 

" DE RELIEVE (Curvas de Nivel) 

" CLIMATOLOGICOS (Con isoyetas, is6baros, e isotermos). 
" ECOLOGICO 

DE DENSIDAD DE POBLACION 

DE RED DE COMIJICACIONES/ 

RECOPILACION DE OTROS DATOS
 

Para ponernos en contacto con la realidad a traves de lo que otros vieron e
 

estudiaron en ella, recurriremos a la documentaci6n existente sobre la mis

ma y tambien sobre la regi6n donde ella esta ubicada, aun cuando se trat
 

de un programa a nivel local.
 

Se hara la consulta de los siguientes documentos, los cuales seran utiliza

dos de acu~rdo con las necesidades del caso:
 

FUEUTES HISTORICAS. 

FUENTES BIBLIOGRAFICAS.
 

FUENTES ESTADISTICAS.
 

INFORIES, ESTUDIOS, ENCUESTAS, ETC.
 

ARCHIVOS OFICIALES
 

ARCHIVOS PRIVADOS
 

DOCUMENTOS PERSONALES
 

DOCUMENTACION INDIRECTA (OBRAS LITERARIAS)
 

PRESNA, PERIODICOS, REVISTAS, ETC.
 



ABARCANDO LOS SIGUIENTES ASPECTOS 0 AREAS 

RIALES Y HLPJANOS DISPONIBLES: 

ASPEC'OS 


FISICO ESPACIAL: 


I!IFRAESTRUCTURA: 

ITrFRAESTRUCTURA SOCIAL: 

SOCIAL: 


Y UTILIZANDO LOS RECURSOS MATE-


RECURSOS
 

CATASTRO Y RECURSOS
 
NATURALES. 
ENCUESTAS DE CAMPO 
ALCALDIA MNICIPAL
 
SERVICIO GEOLOGICO NAC. 
OFICINA DE URBANISMO
 
JUNTA COMUNITARIA 
VIMPU. 

ALCALDIA,. AGUADORA, 
MINISTERIO DE OBRAS
 
PUBLICAS, DENACAL,
 
ENALUF, CONSEJO LOCAL
 
DE TRANSPORTE.
 
DIRECCION GENERAL -

RADIO Y T.V. TELCOR
 
ENCUESTA DE CAMPO 
FERROCARRIL, INFOMAC.
 
INSTITUCIONES FINAN-

CIERAS.
 
JUNTA COMUNITARIA. 

MINISTERIO DE SALUD 
PUBLICA, UNAN. MINIS-

TERIO DE EDUCACION PU-

BLICA. INVI, ALCALDIA.
 
INCUESTA DE CAMPO
 
ASOCIACIONES, BOMBEROS,
 
G.N. RELIGIOSOS.
 
CRUZ ROJA, HOSPITALES
 
CLINICAS PARTICULARES,
 
CENTROS DE SALUD.
 
MEDICO.
 
JUNTA COMUNITARIA. 
VIMPU. 

DOCUMENTOS HISTORICOS,
 
ENCUESTAS REALIZADAS, 
OFICINA NACIONAL DE
 
CENSOS, BANCO CENTRAL,
 
MINISTERIO DE SALUD PU-

BLICA. EDUCACION INSS.
 
SNEM PLANIFICACION FAMI-


LIAR. UNAN. INVI.
 
CONSTRUCTORES PARTICULA-
RES, OFICINA DE ARQUITEC-

TURA, ALCALDIA. CONSEJO
 
LOCAL DE TRANSPORTES,
 
VIMPU.
 
JUNTA COMUNITARIA.
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ASPECTOS 	 RECURSOS
 

ECONOMICO: 	 CAMARA DE INDUSTRIA.
 
COMERCIANTES PARTICU-

LARES, ETNCUESTAS DE 
CAMPO? CAMARA DE COMERCIO. 
INSTITUCIONES FINANCIERAS
 
OFICINA NACIONAL DE TURIS-
MO. VIMPU, MERCADERES,
 
AGRICULTORES Y CANADEROS.
 
ASOCIACION DE ALGODONEROS. 
JUNTA COMUNITARIA. 

ADMINISTRATIVO INSTITUCIONAL: 	 ALCALDIA MUNICIPAL,
 
CAMARA DE COMERCIO,
 
CAI4ARA DE INDUSTRIA,
 
MINISTERIO DE GOBERITA-
NACION. SUPERINTENDENCIA 
DE BANCOS Y OTRAS INS-
TITUCIONES. CURIA APOS-
TOLICA. ASOCIACIONES 
PUBLICAS Y PRIVADAS
 
Y JUNTA COMUNITARIA. 

Cabe hacer menci6n tambien de algunos funcionarios que do alglin modo u otro
 

estan involucrados en el desarrollo de la ciudad de Le6n, en las diferentes
 

areas o aspectos y que pueden ser utilizados como recur-os.
 

ASPECTO: 	 RECURSOS HIJANOS 

FISICO ESPACIAL
 

Geografla
 

METEREOLOGIA
 

Topografila
 

Geologla
 

Ecologfa
 

I NFRAESTRUCTURA 

Agua
 

Electricidad
 

Transporte
 

Tele'fono
 

Comunicaciones
 



ASPECTO RECURSOS HUMMNOS 

Basura 

Alcantarillado
 

ASPECTO SOCIAL:
 

Resefla Hist6rica
 

Poblaci6n y Demografla
 

Salud
 

Educaci6n 

Recreacion
 

Vivienda
 

Organizaci6n Social
 

Seguridad Pblica
 

Servicios Religiosos
 

ASPECTO ECON4OMICA:
 

SECTOR PRIARIO
 

Agricultura
 

Canaderfa
 

Pezca
 

Bosques
 

Miner2a
 

Caza
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ASPECTOS RECURSOS HUMANOS
 

Industri as Manufactureras 

Industrias Extractivas
 

Construcciones El~cticas
 

Construcciones Qu~micas
 

Construcciones Otras
 

SECTOR TERCIARIO
 

Comercio al por mayor
 

" 
 it detalle
 

Mercado Pdblico
 

Mercado de Concentraci6n
 

Otros
 

Instituciones Bancarias
 

" Financi eras
 

Turismo
 

ADMINTSTRACION PUBLICA 0 PRIVADA
 

Gobierno Local P6blico
 

Central del Plan de Arbitrios
 

Sector Privado
 

Poder y Procedimiento
 

EIITREVISTAS:
 

Durante del transcurso de la investigaci6n preliminar y como parte de ella,
 

realizaremos entrevistas formales e informales, individuales y con grupos,
 

con el fin de captar los problemas sentidos por la Comunidad.
 



ENTREVISTAS TiNFOR ALES: 

se realizarn con "el hombre comdn",.con "elLas entrevistas informales, 


hombre de la calle", pero tambien con los responsables politicos, econ6mi

sindicales, periodistas y t6ecnicos de la Administraci
6 n P6blica y -

cos, 


Privada, investigadores en el campo de las ciencias sociales, agron6micas,
 

etc. 

Estas conversaciones no seran absolutamente libres o improvisadas, sino
 

qua llevaremos en mente un bosquejo o esquema orientado de la misma, se

g~n la informaci6n que se busque.
 

ETTREVISTAS FO-VtRLES:
 

A diferencia de las entrevistas informales, en la entrevista formal, se

guiremos un orden preestablecido y utilizaremos algunas veces formularios,
 

donde se contemplen algunos datos sobre el arca o aspecto que nos intere

se conocer.
 

ENTREVISTAS CON GRUPOS (ASAMBLEAS)
 

Los contactos individuales, nos conduciran siempre quo sea posible, a la
 

n de reuniones con grupos, que pueden ser Juntas Comunitarias
realizaci6


o asambleas generales por sectores o barrios.
 

Estas reuniones se preparar'n con una serie de cuestiones bien elegidas y
 

concretas, eficaces nosolo para suscitar interns, sino tambien para esti

mular la participati6n de los presentes.
 

En el transcurso de estas entrevistas podemos ir enlazando ya los primeros
 

objetivos, recursos y prioridades, que mas tarde van a ser evaluados al de

talle.
 

DIAGNOSTICO PRELIITAR:
 

Con la investigaci6n preliminar captaremos en especial las necesidades
 

sentidas por la Comunidad. En esta Primera Etapa, no es tan importante
 

son los problemas que real y objetivamente podrfan
diagnosticar cuales 
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tene prioridad, sino aquellos que son mas urgentes desde el punto de vis

ta de la Comunidad.
 

Por le tanto es conveniente dejar la investigaci6n sistematica y profunda
 

para el momento en que se necesite la informaci6n detallada y despu's de
 

haber logrado la confianza del-pueblo.
 

Entonces, a partir del diagn6stic6 preliminar, prdremos Ilevar a cabo la
 

programaci6n y evaluaci6n de proyectos, de acci6n inmediata o a corto pla

zo, segrin la situaci6n presentada por la Comunidad, y los lineamientos de
 

Gobierno.- (Programaci6n Preliminar).
 

OBJECTIVOS Y ESTRATEGIAS:
 

Teniendo ya una visi6n general de la Comunidad, como resultado del plan
 

preliminar, podremos elaborar alternativas para los posibles objetivos y
 

estrategias del proyecto, de acuerdo a los objetivos y estrategias que
 

sean planteados por la Comunidad en sus diferentes niveles y aspectos,
 

para ir moldeando la poltica que sera utilizada para la elaboraci6n del
 

PLAN GENERAL DE DESARROLLO INTEGRAL DE LA CIUDAD DE LEON.
 


