ADMINISTRATIVE REFORM AND PLANS
FOR DECENTRALTZATION IN HAITI:

PROBLEMS, PROGRESS, AND PROSPECTS

‘Report Submitted to USAID
Port-au-Prince, Haiti

November 1961

Perick Brinkerhoff (Chief of Party)
Jean-Claude Garcia-Zamor

Arthur Goldsmith

James Gollnub

Ian Mayo-Smith

Joan Nelson

Elye Pitts



FOREWORD

This -eport was the product of a collahorative team effort not only
of the principal advisors listed on the cover page, but most impor-
tantly with the officlals of the Government of llaiti, The reform
plans evaluated by the USAID team were wholly the initiative of the
Haitdian CGovernment. They represent a bold neuv direction ir public
administration which, once implemented, will spell a new era of
public service responsibility and capacity to provide the essential
roods and services so urgently needed by the Haitian people.

The report and its recommendations were thoroughly reviewed in draft
with the Administrative Reform Commission and with the Ministry of
Plan., Their corments and sugpeestions have been incorporated into
the document that follows.

As Director of the USAID Mission to Haiti, I wish to express my

deep appreciation for the outstanding professional quality of this
product, its insightfulness and clarity, and most particularly for
the manner in which the work was accomplished. The collegial and
open collaborarvion of the officials of the Haitian Government, their
readiness to critically analyze their administrative deficiencies
and requirerents, and their frank and direct professionalism were
essential to the success of this mission.

Personally, I wish to thank each member of the USAID team. DBut I
also want to thank Dr, Gérard Dorcely, President of the Administra-
tive Reform Commission and his colleagues; Minister Pierre Sam and
the personnel of the Secretariat of Plan; and my own colleagues in
the USAID Mission and the U,S, Embassy for their support cf the
team's efforts,

This report is both the opening of an important dialogue between
the Government of Haiti and the internztional donor community on
administrative reform and the beginning of a plan ol action that
merits our generous support.

Harlan H. Hobgood *
Director, USAID/Haiti
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OVERVIEW

Among the plans of the Government of Haiti (GOH) for the 1980s
is a revitalization of the public sector in order to improve its
capacity to manage effectively development and service 8elivery
functions. Responsibility for the rlesign and implementation plan-—
aing of this revitalization lies with two GOH agencies: the Secré-
rairerie d'Etat du Plan (Ministry of Planning) and the Commission
\dministrative (Administrative Reform Commission). A three~pronged
srogram of changes in the country's public administration has been
xlaborated wﬂich incluqes:

a) fiscal and budgetary reform to consolidate revenue gathering

systems and to rationalize ministries' operating budgets;

b) changes in GOH operating systems, installation of uniform
personnel practices, pre-service and in-service traiﬁing,
modification of organizational structures at the national,
regional, and local levels; and

¢) creation of.a deconcentrated planning system that will establish
vertical linkages that feed local-level planning initiatives
into national development planning, and horizontal linkages
that permi; multi-sectoral integration and coordination of
puﬁlic and private investments.

In support of thils program, USAID/Haiti provided a seven-person
technical ussistance team to assist the Ministry of Planning and the
Administrative Reform Commission in evaluating prégresstn date,ideatifying
potential problems, and formulating action steps for the implementation

of the program. In addition, the team provided USAID/Haiti with a set



of recommendations for considerat;on for donor assistance in support of
GOH initiatives in public sector reorientation.

The team spent three weeks in Haiti, from October 25 to November 15,
1981; with the team leader spending an additional week At the end for
final drafting of the report and debriefings. The team reviewed numerous
.GOH documents, plus AID and World Bank studies and reports; and inter-
viewed substantial numbers of GOH personnel, members of the international
donor community, and private sector businessmen. Throughout its stay in
"Haiti, the team worked in close collaboration with technical staff in
both the Ministry of Planning and the Administrative Reform Commission.

A list of persons interviewed and a bibliography are contained in
Appendicés 3 and 4. Various team members took field trips outside of
Port-au-Prince. Two members travelied by air to the Northwest, visiting
Port-de-Paix and Baie de Henne; and four travelled by road to the south
to visit Jacmel and envirohs. On both these occasions teém members met
with local officials. |

The report is divided into two majg;lgections. The first deals with
the specifics of the proposed reform of the Haitian public administration,
which is the major responsibility of the Administrative Reform Commission.
The second section addresses the twin issues of decentralization and
regionaliiatibn that are the major concern of the Ministry of Planning.
The sectibns present ar. overview of the situations in'both these areas,
report on the team's assessments of GOH plans in admiﬁistrative reform
and decentralization, and close with two sets of recommendations—-one

relating to the reform and the other to decentralization and regionalization.



~ The team would like to acknowledge the excellent cooperation
recelved from all the GOH personanel intérviewed,'in particular
the staff of the Ministry of Plaunning and the Administrative Reform
Commission. In addition, the personnel of USAID/Haiti Aeserve mention,
especially the support staff without whose tireless efforts this report

could not have been produced.
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3ECTION ONE
THE HAITIAN PUBLIC ADMINISTRATION AND
THE ADMINISTRATIVE REFORM COMMISSION

Introduction

The GOH has recognized that in order for the public.sector to
guide effectively Haitian development, whether through a centralized
6r a deconcentrated and decen -alized set of structures, substantial
modification of the ways in which human, financial, and physical
resources are managed must take place. Thus tﬁe perspective of the
GOH civil service reform emphasizes change in the "nuts-and-bolts"
of GOH agency operations that relate to the management of these
resources.

* As part of its mission, the USAID team examined these operations
and the plan, elaborated by the Administrative Reform Commission, for
instituting change in the Haitian public administration. The first
chapter of this section provides a brief overview of the cufrent
sifuation in the GOH public sector. " The second lays out the reforms
" proposed by the Commission. Comments on the proposed reform are pre-
sentéd in Chapter IIi. Due té the emphasis upon training in the reform,
a separate chapter is devoted to training needs: Chapter 1V. The fifth

and final chapter of this section presents our list of recommendations.
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I. Present State of the Civil Service

At the present time in Haiti 1t is'éomewhat misieading to refer to
a "Civil Service" or a "Fonction Publique", which would connote a unified
public administrative system serving all the ministerial departments and
other functional units of the Government. What actually exists is a
collection of separate departments_each with its own procedures and
internal rules and regulations. Each minister sets the tone of his
department and personally approves its procedures, its regulations. He
also is responsible for appointments to his department, promotions
within it, terminations and disciplinary matters. We are told that 75%
of all new appoinpments are based on some‘form of patronage or sponsor-
ship. There are no specific provisions for retirement and pensiens.
Each and ever; official who reaches an age at which he or she wiches to
retire must personally petition the.-Minister; and.the Minister, if he
supports the petition, must.negotiate an approprilate pension in e;ch
individual case with the Minister of Finance. Officials currently hold
their posts at the discretion of the Minister and do not enjoy aﬁy security
of employment. Since changes of Minister are not infrequent,'officials
have a high sense of insecurity.l |

Such a system may have worked satisfactorily when the tasks of Govern-
ment were less demanding and the numbers of people involved were small.
Given the current objectives of the Government of Haiti and the number of
Government personnel, the situation is unsatisfactory in many respects.
Notably the lack of a uniform system and the consequent placing of all
¢ivil service matters in the hands of departmental Ministers result in
low morale on the part of some officials,an absence of rational utilization
of available qualified manpower, an unnecessary burden on the Ministers and
. & total domination of the bureaucracy by the éxecutive bran;h of the Govern-
ment. A seconaary result but one of primarx importance, is tne lack of

specialized managerial know-how within the civil service.
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Coupled with this extremely unsatisfactory situation is the fact
that the saiaries of most officials are too low to brovide adequate
remuneration in the Haitian context, given their responsibilities and
qualifications. In some cases to increase their total remuneration,
officials obtain appointments to more than one post ( and draw more than
one salary). In one case brought to our notice, an upper-middle level
official held five different posts and drew five salaries. Neadless to
say in such cases the amount of time and energy expended by the official’
in each of his official posts is limited and in extreme cases, officials
may dc¢ little more than sign in each day. In even worse cases there are
people who are on Minisury payrolls who do not work and only appear once
per month to collect their pay checks. Whereas this provides some
form of social security, there are other cases where salaries are being
paid to former officials who have not been near their offices for years
or who have left the Republic.

Compounding the disarticulation and fragmentation of the Haitian
public administration is the manner in which it is financed. Public sector
entities are funded out of two parallel but separate mechanisms: an
operating budget and a development budget. This situation has created a
dualism in the public service such that there exists for practical
purposes two systems of public service, and the gap between the two is widening
constantly. The system financed by the development budget absorbs the bulk
of available resources and -absorbs the bulk of available resources and thus

contributes to the weakening of the system dependent upon the



operating budget. The weaker system consists of those public servants
charged with the regularized and recurrent tasksiof public service
delivery. This unequal situation means that those public servants who
eventually will be called upon to assure the institutiohalization of
development projects are becoming steadily less able to do so effectively.
'This seriously handicaps one of the major long-range objectives of the
public servicem—plgnning for national development.

| The fault lies to some extent with those who give and administer’
external technical assistauce. From the very beginning, the donor commu-
nity promoted the creation of a planning agency that eventually was formed
with somé of the best technical personnel frém'the different ministries.
The donors, and consequently the central govermment, concentrated theilr
attention upon training a very smali number of people who were directly
involved with development projects. Despite the risks associated with
this strategy, current recruiting of Haitian technicians living and working
aﬁroad is being done mainly to reinforce the administrative capacity of
agencies involved in develoupment projects. Most of these technicians are
highly paid through different schemes that keep them out'of the operating
budget. No long-range provisions are currently conteﬁplated to integrate
them permanently into the public administration's existing structures.
This policy affects the process of coordinating the various activities of
the ministries and the autonomous agencies increasingly involved in compl=x
programs that extend beyond their individual sectoral or institutional
boundaries. Further elaboration on this point is contained in the sectionsv

of the report dealing with decentralization and regionalization.



The lack of rational procedures in thc operation of GOH ministries
and agenciles, besides producing wide variation across the public service,
has also resulted in unnecessarily complex and c;mbcrsome processes that
impede day-to-day operations as well as the larger taske of planning,
coordination, integration, etc. For example the Management Sciences fox
:Health team working witi. the Ministry of Health (DSPP) analyzed the DSPP's
present disbursement process for both the operating and development budgets.
It was found that thirty-one separate steps involving a host of actors both
within and outside the ministry are required in order to disbursé funds.
" Even the initial determination of the availability of money is clouded.
It appears. that the Chief of Accounting makes such a determination accord-
ing to criteria that are largely undocumented and unknown to others. Further—
more, there are six points where the payment process can break down, and no
effective system exists to inform the DSPP that progress has been side-
tracked. At the end of tﬁe prﬁcess, supporting documentétion is sent to
the Superior Court of Accounts wheré it is eventually stored at the Ministry
of Finance for a minimum of fivé years. Apparently, the information contained
in these documents is not used for planning or monitoring purposes.

While the procedures in other ministries have not been analyzed to
the extent that those in the DSPP have been, our understanding is that thé
situation is similar throughout the public service though the particular
procedural details may vary. In fact, this is an area that the Adminis-
trative Reform Commission has been very concerned with, and it has proposed

changes for the rationalization and simplification of such procedures.



Two other major trends in the GOH public administration are evident
at the present time: a certain diéregard for professional expertise and
the dorination of the public service by the executive branch of government,
mentioned above. Very little concern is shown for technical competence in
the rec;uitment, selection, and training of public servants. Because of this
practice, serjous conflicts have occured between specialists working in the
government who value professional norms and the GOH executive arm. In the
past this situation resulted in disenchantment among the technicians and
their departure from Haiti in search of positions in foreign countries and
international organizations where their professional competence was appreciated
‘and their promotion decided upon achievement and merit. Thus, the GOH public
- sector has been deprived of the expertise of some of its best qualified
technical manpower who either left Haiti or moved into the private sector.
These dynamics to some extent explain an important element of the current
incapacity of the GOH public administration to play an effective role in
national development, and it also explains some of the reasons behind the
overall low ﬁroductivity of the public sector. o

Tgere is a massive effort underway to combat this brain drain by
reversing the flow of technical cadres out of Haiti and by bringing back
those currently working overseas. Special salary arrangements have been
made to provide those returning with remuneration close to what they were
earning abroad. Others are integrated into some of thé projects financed
by external financial assistance and receive the same treatment as foreign
experts. Although this practice has been effective, it contributes to the

public sector duallsm discussed above; and because few provisions are made
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‘to retain these cadres permanently within public service structures, it is
highly likely that they will move on to different positions in new develop-
ment projects as soon as the financinglfor their current slots expires.

As a consequence, there is a lack of follow-up in most_development orojects
since the technicians supported by external financing pass responsibility

. for continued operations to their less-qualified, lesser—paid colleagues
upon their departure for other 'greener pastures' within the GOH.

Thus the Haitiar public service exhibits certain encléve characteristics
in which a mobile pool of skilled and privileged technical personmnel bperate
within a bureaucratic milieu of weak mid-level management, low morale, extreme-
ly poor administrative communications, excessively centralized structures,

,_1ack of essential working materials, and low salaries. Moreover, the effective-
ness of this pool of talent has been undermined by such shortcomings and its
members are often unable to put their skills to work for the government. A

sort of vicious cycle has been created that needs to be broken in order to
improve GOH capacity and performance.

The magnitude of the task is apparent from a look at the growth of
public sector employment. The number of public servants has almost doubled
over the past 10 years increasing frﬁm 15,604 for thé fiscal year 70-71 to
29,318 for FY 1980-1981. A positive aspect of this increase is that most of
it took place in the vital development service areés such as agriculture,
health, education, industry and trade. The number ;} putlic servants in the
agricﬁltural sector increased over the past 10 years from 3,088 to 3,157; in
the Industry ard Tcade sector from 404 to 579 over the same period;

in the Health sector from 4,478 to 5,725; and finally the education sector

experienced the most significant increase. In this sector, the number



The average l'onthly salary of public servg

155 per Ceat over the past 10 years,

nts increageq by

from 244 Gourdeg to 622 Gourdes.

how Many of the New public Servantg
ffegtively engaged ip 8overnment,

le. Thig


http:19,387,498.00

-]2—~

‘government officials that changes are needed that will provide for a
rational civil service system with standardized rules and regulations;
which offers job security; which is centrally administered by a non-
political personnel agency; which offers adequate'remunération in
accordance with a rational compensation scheme based on job classification;
‘which carries entitlement to retirement on pension after a career of
satisfactory service; in which professional competence is respected and
performance and productivity are rewarded; and which is run by profession-
*ally trained and competent managers.

The Administrative Reform Commission (Commission Administrative) has
gone a long way in drawing up the blueprints for such a civil service in
Haiti and we have been impressed by the thoroughness of the work already
accomplished by the Commission. A summary of the changes proposed by the
Commission is given in Chapter II below.

It should be noted, however, that despite the general support for civil
réform, many people, including those whose support for these measures is
essential for their approval and implementation, will in some way be affected
adversely at least in the short runm. When powers of appbintment and promotion
and the power to set salary levels are rationalized, Ministers will lose very
significant powers of patronage. Similarly, civil servants at preseﬂt drawing
multiple salaries will only be able to hold one post 4nd draw the singie
salary attached to it. As one senior official said to us, everyone in the
civil service will have to make some sacrifice for the reforms to be effected.

For the vast majority of officlals, we believe (as does the Administrative
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Reform Commission) that the advantages of the proposed changes will
greatly outweigh the disadvantages. For the Ministers we Believe

that the iong term advantage of having a much mo;e effective adminis-
trative machinery at their disposal will outweigh the short term dis-
advantage of the reduction of their powers of patfonage. However, it
would be highly unrealistic to believe that the administrative reforms
can be implemented without considerable hostility and opposition from
sowe quarters. Without the reforms projected by the Commission both
for the central government and regional level it is a virtual certainty
that the GOH will not be able to play its required pivotal role in

shaping the future of the Haitian economy and its development.
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II. Changes Prdposed by the Commission

The Administrative Reform Commission was created by Presidential Decree
on September 11, 1974, and its operating methods: were specified in a Pre-
sidential Order dated August 5, 1977. The Commission was to be responsible
for the total refofm of the Haitian civil service. It Qas charged with
developing: a legal framework organizing a career civil service; a systematic
organizational infrastructure (administrative organization of the ministries,
0 & M and Personnel Units); operational strategies through the intermediary
of Personnel and O & M Units in public agencies (to promote efficiency’ and
‘effectiveness). It was also to contribute, with the collaboration of
INAGHEI, to pre- and in-service training oflpublic employees.

In January of 1981 the chairman of the Commission was replaced following
GOH disappointment at the lack of concrete results. A Presidential Decree
dated April 16, 1981 reorganized the Commission and converted it into a
consultative organ of the executive branch for matters related to adminis-
trative reform and placed it under the administrative tutelage of the
Ministry of the Presidency which had been created the previous year.

According to the 1981 Decree, the Commission has the respénsibility
for éreparing and submitting to the Ministry of the Pfesidency a reform
plan covering the following:

a) the reorganization of the ministries, autonomous agencies, the
administrations of regional development agencies and of public enterprises,
as well ag the communes, in order to adapt them to the changing socio-economic
conditions of the development process; |

b) the organization of a career civil service;
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c) the revision, adaptation or modification of the systems,
methods and procedures of the national administration in order to
simplify and improve them.

The 1981 Decreec defined six tasks for the Commission:
1. .To prepare surveys, studies and recommendations for the
reform program;
2, To participate in the preparation of all legislation
necessary for the implementation of the reform program;
3. To prepare training programs and in-service training pro-
cedures fgr administrative personnel, in consultation with
INAGHEI;
4. To establish a system of administrative appeal to prctect
the civil servants against arbitrary firing;
5. To control and evaluate the execution of all decisions in
the area of administrative reform;
6. To give technical assistance to any public agency soliciting
such ‘assistance. |
.Iniorder to coordinate its work with reform activities in the various
ministries and autonomous agenéies, a series of reform committees with
three members each were formed in each of these administrative units.
Together, these committees form an inter-ministerial working group on
administrative reform. The group currently meets with mémbers of the
Administrative Reform Commission three days per week.

The Commission has identified three priorities for its work:
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1. The transformation of public sector employment practices
into a unified civil servirce careér system. A draft law was prepared
and approved by the Cabinet, and legislative action to convert it into
law is pgnding. Actions contemplated by the proposed law include the
elimination of the practice of many public servants of holding several
positions in different ministries, uniformity of rules and regulations
affecting civil servants of the differeant ministries, uniformity of
salaries and pensions, and most important of all the establishment of a

Commissariat Général de la Fonction Publique to serve as the implementa-

tion mechanise for the rationalization and standardization of personnel
policies.

According to the proposed legislation, aprointees to senior
pclitical positions such as Prefect, Ambassador, Director-General and
Secretary-General of the Ministries, thes Director-General of parastatal
organizations and members of the Ministries} private offices are excluded
from the regular civil service. Such appointees could be drawn from among
the mempers of the civil service on secondment with the right to regain
their previous position without loss of seniority and other privileges.
The proposed law covers in great detail the personnel procedures by the

Commissariat and includes some detailed instructions regarding personnel

assessment.

2. Another priority identified by the Commission 1s the analysis
and modification of the present organizational structuring of the public
sector In order to establish the scope of these various organizations'

responsibilities and prevent the creation of a continuous flow of new
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institutions to carry out new administrative tasks. The Commission
intends also to sponsor several studies by private local consulting
firms to analyze the different functional systems within the GOH public
administration such as budgeting and public accounting, planning, tender
procedures for public contracts, information and statistics and computer
ﬁse. The Commission has alreaay approached 2> a local firm, Capital
Consult S.A.,to study the planning system.

3. The third priority identified by the Commission is the de-.
centralization of the GOH public administration through a strengthening
of local-level structures and an intermediarf regional network.

As a first step in addressing this fhird priority, a training
program had already started. Two administrators from each of the 131
communes will attend a 4-month course in Port-au-Prince, at INAGHEI,
over a 3-year period. The first group was selected by the Ministry of
the Interior, but the subsequent groups will be selected by the Commission
itself. After their training, these administrators will have their sala-
ries ppgraded and will be integrated into the bureaucracy of the Ministry
of the Interiorx. They will go back to their communes on secondment from
the Ministry of the Interior. This arrangement was necessary because of
the lack of resources of the communes and their inability to pay the higher
wages.

Besides this medium-term training course for the agents of the
communes, the reform strateg, envisages a multi-year program of training
which will also include 2 to 4 month-courses for personnel managers, finan-
cial managers and 0 & M personnel. Shorter seminars lasting from 1 to 4

‘weeks will also be organized when the need arises.
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III. Comments on the Proposed Changes

In most countries where an administrative reform program has
been undertaken, the process has been a long and expensive one.
The continued need to reconcile the technically désirable aspects
of administrative reform with political feasibility contributes to
the difficulty of carrying out the reform. While the activities of
the Haitian Administrative Reform Commission over the seven-year
period of its existence have not, in the eyes of many observers,
produced concrete steps toward concerted reform action, any evaluation
of its progress should be set against the experience with reform in
other countries. For example, administrative reform in Venezuela
took more than fifteen years, and considerable amounts of money were
expended in laying preliminary groundwork even before specific reform
measures were impleﬁented. We kept this "yardstick" in mind during
our assessment of the Commission's work.

In general the Plan de Réforme Administrative and the detailed
objectives and proposals of the Adhinistrative Reform Commiss£on

deserve the fullest support. Their plans for the rationalization and

standardization of personnel policy, as set out in the Projet de Loi

portant Statut Général des Agents de la Fonction Publique, are com-

prehensive and well adapted to the particular requirements of the
Haitian situation. Excellent use has been made of Haitian specialists

in management in the preparation of the Commission's proposals.
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We were greatly impressed by the amount of detailed work of high
professional quality that has been carried out in' the relatively
short period since the present incumbent, Gérard Dorcely, was appoint-
ed President. We were also very favorably impressed by.the Commission's
godus operandi, which involves regular step-by-step discussion of each
measure with representatives of affected ministries and through this
procedure the crcation of a climate of involvement and participation
in the Tommission's work. We feel that this approach will give the
reforms a much gréater chance of gaining acceptance and being implement-
ed within thelpublic service after they have received legislative .
approval.

Another positive aspect of the Commission's work is that some
attention has been given to matters of process as well as to structural
matters. In our expérience this is not by any means always the case in
public service reforms, but we feel that an equal emphasis on process is
a pre-requisite for the achievement of the overall objective of creating
a results-oriented and effective public service.

These pluses notwithstanding,nwe feel that several reservations need
to be expressed concerning the Commission's work. Our reservations
concern, first, the danger that personnel procedures may be wfitten down
in the law in so much detail that the proposed Nationél Public Service
Commission (Commissariat National pour la Fonction Publique) when created
may not have the necessary flexibiiity for it to be able to carry on the
dynamic process of the continued modernization of.the public service. Although
the absence of an administrative doctrine in Haiti somehow justifies the
insertion of so much detail into the law, we hope that such action will

not create certain Implementation problems.
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An example is the detailed instructions regarding personnel assessment

which have been written into Articles 81 to 84 of the Projet de Loi

portant Statut Général des Agents de la Fonction Publique. We feel

that in this case, if the bill becomes law as at ﬁreseét drafted,

'the National Public Service Commission will be saddled with the task

of implementing a personnel assessment system which does not accord

well wirh modern personnel practice and with which the members of the com-
mission might well be dissatisfied. We would prefer to see general"’
principles laid down (such as that the performance of all civil ser-
vants will bé appraised annually in accordan;q with detailed instruc-
tions to be prescribed by the N.P.S.C.) and that the detailed regula-
tions be left to the N.P.S.C. to formulate and implement.

Our second reservation concerns the magnitude of the task of im-
plementing the chanées. Although we f£ind the Administrative Reform
Commission's organizational structure potentially suitable for the
implementation of tie reform and its staff highly competent and quite
able to utilize effectively the services of experts, we are not totally
confident that it will be able to overcome the strongly entrenched re-
sistance to change that exists in various ministries. It could be very
difficult to follow through with the proposed reforms given tha; influ-
ential persons may have vested interests in the continuation of thé
present situation. -

Introducing radical system-wide changes in any set of public or

private sector organizations 1s an enormous task. From overcoming
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normal resisténce to change, unfreezing old behaviors and initiating

new ones; to institutionalizing the new patterns and structures,

the possibilities for unforseen obstacles requiring quick and creative
response are practically guaranteed. Implementiné the reform iﬁvolves
putting in place an entirely new orientation throughout the public ser-
vice and will require time and the employment of many kinds of rescurces
including Haitians highly trained and skilled in the management of changé.
Then there is the technical task of job analysis and classification which
mdst encompass every post in the Fonction Publique.

There is the task of designing and introducing all the new procedural
systems. These will relate not only to personnel ﬁanagement, but to budget-
ing, accounting, procurement, record keeping to name only a few. Along with
these tasks is the gigantic task of training. This training will involve
not only training to'produce the new technically proficient managers to
run the new system (e.g. personnel managers, financial managers, 0 & M
specialists, etc.) but a massive re-education of all'exi;ting public ser-
vants to familiarize them with the new systems and enable them to operate
effectively within them. The total number of people to be trained equals
the total number of persons employed in the public service, i.e. about
30,000. The length and costs of training required obviously‘varies greatly,
from periodic attendance at short seminars for senior officials to training
programs of several months duration at the administrative technician level

(e.g. personnel specialists, financial managers, management analysts, etc.).
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-Such a massive training effort will require funds, training facilities
and trainers in quantities not currently available in Haiti. A more
detailed summary analyzing the training needs follows in Chapter IV
below,

Another factor that may impede the implementation of the reform
‘could be its potentially high costs. Although we have been assured
that sufficient funds for the payment of adequate salaries already
exist within the ministvries' present resources, we feel that the eli-
mination of the line items for discretionary funds normally reserved
for patronage positions will be resisted by almost all of the ministers.
Furthermore, the Commission has yet to undertake an in-depth study to
understand the long-range budgetary implications of its proposed re-
structuring of public service salary scales.

In considering the link between the proposed reform and develop-
ment activities, we see a need to devise a tie-in between the reform
strategy and the processes of development programming and institution-
alization. At present, as mentioned in Chapter I, there is a lack of
attention paid to ensuring that new activities are desiéned and im-
plemented in ways that heighten che probability that they will be con-
tinued once outside funds and technical assistance come to an end.

Regarding the training of the Agents Communaux ,that . has al-
ready begun, we have some reservations about the system of remuneration

planned for after their successful completion of the course. Because of
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the fact that the Ministry of the Interior is traditionally in charge of
all the GOl police forces (regular and V.S.N.), the payment of the
Agents Communaux' salaries by this ministry might raise some serious
questions later in terms of the ability of the newly-trained technicians
to function free of pressures from the Ministry. There is a possibility
thét the training program undertaken to strengthen the Communes and
accelerate deconcentration through regionalization may end up in fact
increasing the control of the central government over local-level
entities in ways that may not be conducive to local development,

We feel that the agents should be integrated into the global regionalization
scheme of the Ministry of Planning as soon as it Eecomes operational.

A final comment relates to what was said above about tie magni-
tude of the reform task. Given this magnitude, we feel that the
Commission needs to develop a detailed implementation strategy and
plan in order to program its interventions into the GOH public sector
system once the legal framework is in place. This involves establishing
intermediate objectives and timetables that will allow the Commission
and the Commissariat to monitor closely progress in implementation and

to make appropriate modifications on an ongoing basis.
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IV, The Training Needs For Civil Service Reform

A comprehenslve review of the training neads for the public service
arising from-the proposed civil service reform: has been undertaken by the
staff of the Commission Administrative. An outline of this is contained in
the Commission's working paper entitled " La Formation et le Perfectionnement
des Agegts Publics dans le cadre de la Réforme Adwinistrative " . The present
lack of managerial skills within the public service has been stressed a number
- of times by the staff of the Cummission in our discussions. The training
proposals aim at providing the public service with the professionally trained
and competent manpower needed. As has been stated above, the task is one of

~ gigantic dimnensions.

The Commission envisages a multi—year program of training which will
include medium-term (e.g. 3 or 4 months) training courses and shorter term
seminars. So far.detailed ﬁlans have been drawn up for traiﬁing courses for
Agents Comﬁunaux, personnél managers, financial managers and O‘& M personnel.
The only program that has actually started operation is the training for
Agents Communaux. The first of a series of six four-month training programs
was held earlier thi- year with 37 participants ( 35 males and 2‘females)
drawn from the urban communes. Another five programmes are proposed at the
rate of two per year. The aim is to train two Agents from each of the 131
communes. The training is conducted by the Institut National d'Administration,

de Gestion et des Hautes Etudes Internationales ( INAGHEI). The instruction
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was delivered partly by INAGHET faculty and partly by adjunct faculty drawn
from practitioners in relevant fields. The total cost of the course was
$52,000, though, in the opinion of the Commission's training specialist this
amount was on the low siqe and resulted in certain desirable elements having
to be dropped from the program. The end of program evalua;ions completed by
" the Participants were very favorable. The trainees are now at work in the
Communes,but as yet it is too early to evaluate their effectiveness on the

job.

The stated objectives of this training is to provide at the comwmune
level a capacity to :
1) manage administrative action at the local level;
11) participate effectively in the development process;
111) play the role of permanent links between the local population and

the central power.

The Agents were recruited by the Ministry of Interior from the residents
of the Communes where they will be working. They were placed on the Ministry

payroll from the beginning of their training.

The trainingldesign has been based on an analysis of the tasks the Agents
will be expectéd to perform and also contains considerable emphasis on communi-
cation, personal and public relations skills. It appears to have been designed

and delivered with a high level of training competence.

This particular program has been examined in some detail, partly because
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it is the only one that has actually been conducted to date, but also because
the proposed training in personnel management, financial management and O & M

follow very similar lines.

' The personnel ménagement program is to be of three months duration and
it is planned to hold four courses over a two year period. At 30 participants
per session this will provide the Ministries and public organizations with
a total of 120 officials with some professional training in personnel management
(2 per organization ). The O & M program is to be of 4 months duration and
the financial management program will be 3 months.' All the programs are planned

to be conducted by and at INAGHEI.

A very rough estim;te of the costs of running these four programs alone
would be $1 million, without allowing for inflation. The training thus far
envisaged, however, is only the tip of the iceberg. The far greater task is
the re-education or re-training of ﬁhe entire public service to familiarize offi-
cials with the new orientation of the Fonction Publique and the new procedures,
processes and regulations that follow frum this new orientation. At the highest
level this will involve attendance at seminars covering such diverse topics as :

- problem'analysis and decision making

-planning and development

= human and public relations

"« induction of new officials

attitudes to clients

the problems of record keeping

suppl’es management in the public service

- procurement and conservation of equipment and supplies
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= monitoring of public service management

— construction of administrative bulildings and premises.

At all levels in-service training is envisaged to enable officials to
gain greater in-depth knowledge of specific administrative techniques. The
accent 1s to be on innovatiSns in the admirnistration, taking into account
the specific needs of each organization. Induction courses are also env1§aged

for all new recruits to the public service.

To carry out the actual delivery of all these training activities the
Commission is looking to INAGHEI. This has many advantages. For one the
Director General of INAGHEI is also the President of the Commission, so there
is no danger of there being znything less than perfect understanding between
the Commission and INAGHEI. INAGHEI also enioys a high reputation and courses
offered there carry with them prestige. There is a competent faculty and 1library.
Nevertheless it is very doubtful wheter INAGHEI at present has the capacity to
cope with the additional work that the proposed program involves. Already it
has an enrollment of 600 students and runs four year degree ( licence) programs
in international relations, public administration, business management and
accountihg. It conducts avening as well as day time classes and its limited
classroom space appears to bg already virtually fully utilized. We are told
that the Institute hopes to acquire land next door to its existing facilities,
and that if this land is acquired CIDA has indicated a willingness to underwrite
the construction of additional buildings. The classrooms themselves at INAGHEI

are designed to be suitable for instruction by lecture. They are not well
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suited for training purposes, where the use of swall groups or a U-shaped format
is often desirable. They are not equipped with audio-visual equipment such as over-—
head projectors, closed circuit television, slide projectors and tape recorders

which would be desirable for training purposes.

We would recommend therefore that while INAGHEI should indeed be the executive
arm through which the whole training program is implemented, some ways should be
found to strengthen INAGHEI'S capacity , both in terms of facilities, equipment
and materials, and in terms of training personnel. With regard to the need for
training and-development personnel it is clear tﬁaf additional specialists in
many fields are requiied. They will be needed to make possible the implementation
of new approaches, procedures and proceéses that the Commission nas recommended
as part of both the Civil -Service reform and the regionalization plan it developed in
collaboration with the Ministry of Planning. One example is the introduction,
initially on a pilot basis in one or two government ofganizations of Rationalisation
des Choix Budgétéires (PPBS). This will require specialists with an in-depth
knowledge of the subject who will both design and introduce ﬁhe new system and
train other officials in its operation. Such training will, of neéessity,

occur mainly on the job.

Other areas identified for us by the Commission staff for which specialists
will be required include:
- management training

-~ communication skills

« human relations

financial management

project analysis
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= project design and preparation

~ project management

- Project monitoring and evaluation

- records management

—~ management information systems

= Job analyeis

- classification

- compensation

— management science

- supplies management

- budget analysis ( for the local as well as the central level )

- planning ( i.e. practical plannZ.g at ‘the local level )
Among these various specializations the highest priority should go to job
analysis, job classification and compensation as well as O & M management
sclence, since without an adequate supply of these skills the rationalization

of civil.service posts and salaries cannot be implemented.

Another equally high priority will need to be given to the training of
trainers. It should be clear from the preceding paragraphs that the needs
for trainers will be very great. The supply is unfortunately all too small,
The trainers made available for the training program for Agents Communaux
appear to have been of very high quality, but they are only a small number and
most of them undertook these training activities in addition to their normal

work load.
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At present no training programs areavailable in Haiti for the training
of trainers. In order to begin to build capacity in this crucial area, attention
needs to be given to the training of a nucleus of trainers . This could be
qccqmplished either by sending a selected small group of subject specialists
" for training overseas in a trainer training program or, preferably, by having-
a training team come to Haiti to conduct a six-week to threc-month training of
trainers program on site for up to about 30 Haitian participants. This latter
course would be much more cost effective, but it could be made even more viable
if oné hand-picked Haitian could be trained as a trainer in the institution from
which the tr;ining team was selected and could be a part of the team to conduct
the program in Haiti. This person woulq then be in a very strong position to

supervise future trainer training programs.

To summarize the needs that will follow, in the area of training, from
the proposals of the Commission Administrative, and which cannot be met ( or
cannot be fully met ) from Haiti's existiag resources, we see needs for :

i. Short term technical assistancg in job analysis, job classification
and compensation. The purpose would be to help in the on-the-job
training of Haitians and to assist with the initial stages of .
the implementation of the rationalization of the grading and
salary structure of the Fonction Publique.

2. Overseas training for Haitian'Specialists in job analysis, job

classification and compensation. We foresee the need for at
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least twenty people trained in these skills.

The training required would probably be of two to four months
duration. As much as possible of the training should take

place through practical attachments to an overseas organization.
If English speaking candidates were availablelthe Personnel
Division of the Port Authority of New York and New Jersey would
be an excellent venue for this training. If training in a -
Francophoﬁé environmeht is requiréd then a suitable organization
in Canada would seem to offer the best possibilities. The Public
Service Commission of Canada is likely to be able to be of assis-
tance.

Short term technical assistance to provide one or more ﬁraining
of trainers p%ograms in French on site in Haiti. If possible a
team of French-speaking trainers skilled in U.S. managément training
would be preferred. The emphasis on a North American » rather
than a European approach is considered in line with the genéral
approach to management developrient that permeates the recommendations
of the Commission.

Overseas training in the systematic design and'management of
training for the person designated to supervise future training
of trainer activities. We would envisage a program of about
three months duration.

Short term (i.e. three to six months ) overseas training

for specialists in all the areas listed in paragraph.above.
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ilese specialists, who should also go through the training

of trainers program in Haiti, will provide specialist instruction
for the extensive program of courses and séminarg pProjected
by the Commission.

Funds for the financing of the Projected training programs.
It is impossible at this juncture to forecast the total funds
that will be required. The ballpark figure of $1 million for
the four training programs in O & M, perscnnel management,
financial management, and commune adﬁinistration indicates
that the total figure is not likely to be less than about

$ 5 million over the five year period of the implementation
of the reforms.

Expansion of INAGHEI's Present facilities. At a very minimum
four additional training rooms will be required. The phrase
"training room" rather than "classroom' is used advisedly
since these rooms will'need to be adapted to training an&
seminar rather than traditional school needs. They should

be equipped with tables and chairs so that the room can with

-equal ease be organized in a U~formation or into separate

groups of people with each group sitting around a table.
Ideélly, smaller seminar rooms suitable for groups of four
to eight People to meet together should also be provided.

INAGHEI's ability to provide the space for the enlargement
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of its facilities is dependent of the purchase of the
adjoining land by the Government of Haiti..

Training equipment and materials. This includes audio-
visual equipment, such as overhead projectors, closed
circuit television and video recorder, slide projectors,
tape recorders, screens for the projectors, etc. Training
rooms shou]ﬂ be equipped with éurtains so that the rooms
can be blgcked out when necessary. Relevant software,
such as films, video-tapes etc. will also be required.
Books and other printed materials are also at present

in short supply. These will be needed in sufficient
quantities to permit the trainees, after training to
take with them a small reference collection of books

related to their fields of épecialization.
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V. Recommendations

Our recommendations are grouped under three.headings. The first

group contains those measures we recommend for implementation by the

Administrative Reform Commission. The second subsumes recommendations

requiring action by the GOH. And the third heading groups recomnend-

ations that need external assistance for their implementation.

A. Measures that can be Taken by the Administrative Reform Commission

1.

The Commission should initiate a detailed study of the budgetary
and financial implicationé of the proposed reforms. Some tech~
nical assistance may be needed to carry this out.

The Commission should ensure that the Commissariat National is
invested with adequate powers to make rules and regulations

that are legally binding on all branches of the public adminis-
tration. A corollary recommendation is that the Commission

avoid the enactment of legislation that will hamper the Commis-—

sariat National as it proceeds with the continuing and dynamic

process of the modernization of the Public Service. {An example
of the dangér of the type of procedure that could be frozen into
the law in too detailed fashion is given above in Chapter III.)
The Commission should give detailed attention to the problems
associated with the implementation and management of the radical
change that the Commission's proposals involve. The Commission
might wish to consider some technical assistance in developing

an implementation plan and strategy for the reform.
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Measures Requiring Action by the GOH

4,

The Government of Haiti should continue to accord administrative
reform the highest priority. We urge that the Government work

towa d the installation of all the legisl;tive foundations re-

quired for reform as expeditiously as possible in order that
implementation can move ahead. |

The Government of Haiti should acq.ire the land adjacent to

INAGHEI and procced with its plans to expand the Institute

with financial assistance from CIDA.

The Government of Haiti should transfer the communal agents at the

end of their training program, to the Ministry of Planning where they-

could be integrated into the regional planning units.

Measures Requiring External Assistance

7.

8.

The following audio-visual equipment needs to be provided to INAGHEI
for the training of public servants:
i) 4 overhead projectors and screens,
ii) 1 video-tape recorder and closed circuit television set
up with two cameras one of which should be equipped with zoom

lens,

1i1) 1 16 mm. sound movie projector,

iv) 2 cassette tape recorders.

Audio-visual software, including films and video~tapes in French
should be acquired for use by INAGHEI in the proposed training
programs,

Suitable management text books in French need to be provided for the
proposed training programs. 71hese should be supplied in sufficient
quantity for each trainee to be provided with a set of basic reference

texts.
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12,

13..
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Fellowships to enable up to 12 Haitian officials to attend
training programs overseas should be provided. The training
programs would be of 3 to 6 months duration. The first priority
should be given to training in job analysis, classification and
compensation. Other training should be in the fields listed iﬁ
Chapter IV in accordance with priorities to be determined by the
Administrative Reform Commission.

Technical Assistance in the area of implementation, planning and
the management of change needs to be given in order to provide
guidénce to the Administrative Reform Commission and its soon-
to-be established operating arm, the Commissariat, in designing
and carrying out a detailed strategy for implementing the reform
once the legal framework is in place and the requisite studies
are completed. This assistance could be either long-term or
short-term, though long-term would be preferable. In order to
be of the fullest utility,-at least 12 persdn—months would be
required. (See recommeﬁdation 3.) |

Technical assistance in the form of a 12-month one-person team
to study the long range budgetary implications of the proposed
reforms should be furnished. (See recommendation 1 above.)
fwelve person-months of technical assistanée'in job analysis,
classification and compensation are recommended. This could be
two persons for six months each or one person for twelve
months. The necessary expertise does not currently exist in

the public service.
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Six person-months of technical assistance to conduct a train-
ing program in the systemutic dgsign and management of train-
ing in French in Haiti should be providéd. A two-person team
for three months is recommnended. This team would conduct a
six to eight week program for 25 to 30 Haitians selected to
be trainers.

Training overseas for the person designated to head up the
GOH's training of trainers program should be considered. A
three-month program is recommended. It would be advantageous.
if the tréining took place at the same institution from which
the two person training team in Recommendation 13 was selected.
The Haitian person trained would also be a member of the team
that conducts the training program in Haiti, so this training

must take place before the two-person team arrives in Haiti.

In order to reduce the costs to thé Government of placing
trainees at INAGHEI from the interior of the country

in expensive hotels, and in order to increase the collegiality
and dialogué between fthese trainees while they pursue their
courses of study, we recommend that the GOH procure or build a

student dermatory at or near INAGHEI's training facilities.
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SECTION TWO

DECENTRALIZATION IN HAITI AND THE PROPOSED REGIONALIZATION PLAN

Introduction

The Administrative Reform Commission places a high priority on
decentralization of administrative structures. Its plans for decen-
tralization include two aspects:

(1) the strengthening of capabilities at the level of communes,

primarily through the training program discussed in the
other major section of this report,

(i1) a detailed proposal for development of regional planning
and coordinatiqn institutions, inéluding channels for consult-
ing local community opinion. This regionalization scheme has
been developed in close consultation with technical divisions
of the Ministry of Planning.

The USAID Administrative Reform Team'was asked to assess the region-
-alization plan. To do so, we had first to develop an understanding of
the existing.institutions and relaticunships, at the nati;nal, intermediate,
and local levels, as they bear on the need for and prospects of decen-
tralization. The first chapter of this section of the report sketches
our findings. The second chapter desgribes and assesses the proposed
regionalization scheme. The third offers some suggestions fsr alvancing
the goals of decentralization, both within and outside of the framework
of the pian put forward. Finally, the fourth chapter contains a summary

of our recommendations.
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It may be helpful, before proceeding further, to note the several

different aspects or dimensions of decentralization. The concept

includes: a) administrative deconcentration, b) citizen participation

(particularly at the local level), and c) wider territorial dispersion

of economic and social development efforts. Each of these has a different

rationale; or, to put the point differently, different advantages or goals

are sought through each. Each aspect also entails certain risks or problems.

All three are implicit in the specific scheme the team was asked to assess.

The rationale for administrative deconcentration usually includes:

1

(11)

(111)

(iv)

(v)

(vi)

More rapid implementation of administrative tasks, by moving
decision-making autlority closer to those directly responsible
for implementation.

Tuller, more accurate, and more timely information on local/
regioﬁal ﬂeeds and on implementation progress and problems.
Greater flexibility in project design and choice of implement~
ation techniques, to take account of lecal/regional needs and
resodrces.

Improved coordination among the activities of various ministrieé'
at the regional and national level.

Increased capacity to cooperate with non-governmental organizatioms,
including community action groups, the priv;te business and
commercial sectors, and voluntary associations.

Generation of a wider range of ideas and.approaéhes to specific

problems. Techniques or designs developed in one locality may

turn out to be helpful elsewhere.
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The major risk associated with deconcentration 1s loss of central
control over technical and administratiQe standards, and the possibility
that delegated authority and funds will be used for unauthorized or low-
priority purposes. Deconcentration is also often resi;ted, of course,

by officials at the center reluctant to reduce their own power.

The rationale for expanded participation by local citizens in de-
termining development priorities and designing and implementing projects
usitally includes:

(1) Identification of development priorities in accord with felt

neéds.

(11) Fuller information on local conditions, hence more appropriate

project design.

(iii) Utilization of existing resources and development of new resources
at the local level, specifically.the capabilities to ﬁlan and
manage projects.

(iv) Raising local resources in the form of labor, ﬁaterials, and

small-scale cash contributions.

(v) A sense of commitment to projects undertaken and completed, hence

better prospects for adequate maintenance and full utilization.

(vi) Encouraging co-operation among different groups at.éhe commun¥ty

level and promoting a sense of community identity, hence facili-
tating resolution of community problems.

(vii) Enhancing the dignity and self-confidence of the individuals

Involved in successful community-level endeavours.
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Increased local participation may also carry certain risks, and
usually entails a number of difficulties¥ The risks associated with
increased popular awareness and demands on government are that these
demands may extend beyond the capacity or willingness of the govern-
ment to respond. increased local participation also often generates
challenges to established local political arrangements. In additionm,
there are the logistic and administrative difficulties of encouraging
community action in isolated and little-developed areas.

Advocates of greater territorial dispersion of economic and

social development efforts usually have several, objectives in mind:

(1) increased equity: the desire to reduce the disparity in living
standards (including income, services, employment opportunities)
as between the metropolitan city, smaller cities, and the country-
side, and aiso between poorer and richer regions of the nation.

. (11) Increased economic efficiency: the hypothesis that the conceﬁ-
tration of public and private investment in the metropolitan
center is gréater than is justified by cost-benefit considera-
tions in the medium and long tun. Put differently, decentrali-
zation is advocated on the grounds that resources outside the
metropolitan center are being neglected, and therefore that

. o
more investment to smaller towns and rural areas would be more
productive than similar sums invested in the metropolitan area.

(114) Improved population distribution and reduced or altered migration

flows: the belief, or hope, that more employment, higher incomes,
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and better services in rural areas and small cities will
reduce rural out-migration and/or divert substantial numbers
of migrants to smaller cities, thereby slowing the growth of
the metropolitan center and (in Haiti's case) reducing
emmigration.

The risks or questions entailed in pursuing decentralized economic
and social development vary with each country's specific circumstances,
and with the particular patterns or strategies of decentralization being
advocated for that country. Some of the ;uestions raised by the particular
strategy advocated in the regionalization scheme--yromoting the growth of
medium towns as growth poles and counter wmagnets to Port-au-Prince--are

considered briefly in rhe assessment of that scheme in chapter II of this

section.
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I. The Institutional Framework for Decentralization in Haiti

A. The Ministry of Planning

The Ministry of Planning (SEP)was established to consciously co-
ordinate economic and social policies, programs and pr&jects to achieve
stated goals. The present organization of the SEP consists of 9 major
parts. They are the office of the Secretary of Planning, the Director-
General, the Administrative Directorate and 6 technical directorates.
Several additional units, including the Statistics and Information
Iﬁstitute, the Institute for the Preservation of National Heritage,
the Food and Nutrition Planning Unit, the National Bureau of Technology,
and the Environmental and Erosion Control Council are related to the SEP.

Operations consist of an enumeration of all the resources which are
available for goal attainment, a consideration of alternative policies
governing the wavs in which the resources may be used, and a check for
consistency as to whether the goals can be achieved with internal and
external resources. The SEP is now considering decentréiization of the
institutions under which Haiti's planned growth is to occur, the distribution
of goods and services, and the concentration of activities in certain areas
and the strains that fhis will produce. In attempting to create favorablec
development conditions, the structures of SEP have reached oﬁt to 14 public
sector planning Agencies including buﬁ not limited to:.Agriculture, Mining
and Energy Resources, Commerce and Industry, Potable Water, Healfh,
Education, Social Affairs, Community Development. The SEP has authority
to establish channels for consulting with the private sector but so far -

has not set these up¥

*  For fuller information on the structure and operations of the
Ministry of Planning, see Appendix 1.
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Foreign assistance and non-government organizations have a major
influence on all development activities in Haiti.. In 1979-1980 foreign
sssistance amounted to approximately $136 million. It was distributed
among eight sectors: Development Policy and Planning 292, Transport
and Communications 237%, Agriculture 167, Education 10%, Health 8%,

Natural Resources 67, Population 3%, Employment, Social Development
and Industry 3%. Multi-lateral programs provided about 507 of all
foreign assistance, and bilateral aid covered the other 507%. Non-
gobernment organizations are mainly religious and number over 130
organizations. Their main contribution is on-the-spot technical
assistance. The SEP has difficulty in trying to keep abreast of all
these various donor-funded and/orloperated activities. Since the SEP
has no control over nor does it evaluate foreign donor agency programs
and projects, it is frequently by-passed by GOH sectoral agencies and
by the donors. The constant interplay of donor agent activity renders
the GOH deve}opment planning environment less coherent aﬁd more reactive.
B. Reglonal Administrative Structure

Once one leaves Port-au-Prince, the state administrative structure
becomes quite gttenuated. The main representatives of the central govern-
ment are under the Department of the Interior, a very powerfdl ministry
that also controls the military. Its regionzl units comsist of nine
départements and twenty-seven arrondissements. The first of theée does not
haye great development significance,for the département is basically a military
unit, and there exists no political or édministrative office at this

level that could supervise or coordinate the programs of the various
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technical ministries. These other ministries do have offices in the
départemeﬂtal capitals, but the administrative vacuum that exists
there makes it impossible, under present conditions, for regionai’
planning and programming to occur.

The arrondissements are less of an -empty box, there being both
a prefect and an army colonel, as well as a justice of the peace and
a V.S.N. officer. The prefect is the central figure here, but his
duties focus on control and supervisory functions, and little attention
is given to development activities.

1. Ministry Field Staff

‘The majority of the operational ministries have some form of

regional field staff. The nature and number of these staff are dependent
upon bdoth the mission of the particuiar miaistry and the resources available
to it for support.of'regional staff. The following is a description of the
current situation in which ministries operate outside of Port-au-Prince.

a. Ministry of Planning (SEP)

The Ministry of Planning has the core of a field staff in its Di-
rectorate of Exterior Services (DSE). A planning profeséional with
gencral skills in economic development is based in each of four recentiy
established field offices, located in Cap-Haitien, Gonaives, Cayes and
Jacmel. The intent is for the staff to work with the regional counter-
parts from other ministries. Basically, the staff performs technical and
research services for the SEP and other ministries , deals with the
international donor agencies at the reglonal level, works with mayors'

offices at the commune level, and collects information in their regions.
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All of the studies are project-oriented, but do feed into the regional
date requirements of the annual plan.

b. Ministry of Agriculture, Natural Resources and Rural Development

(DARNDR)

DARNDR has several forms of regionally based resources in place.
The District Agronomes (13) serve as the basic staff mechanism for the
supervision and management of DARNDR projects and services; The Districé
Agronomes report to the Director General of DARNDR and are an importéht
locus for mobilizing resources to address local problems. Within the
Technical Divisions there are also regionally based resources. In the
Division of Agriculture, for example, the Extension service provides the
basic human resources for agriculture initiatives in the field. Although
there is a central office for the Extension Service, it appears that the
agents are responsiﬁle to the District Agronome. The Extension Service
has approximately 131 agricultural agents covering, in -addition to agri-
cultural extension, Home Economics, 4~C Clubs, and other local organization
‘issues. They are based in both the District Offices and in r;ral commu -
nities. Their level of education and experience is highly varied, as is
comnitment and motivation. Resources are minimal for extension activities.’
The Division of Rural Development is the largest component of DARNDR in |
terms of resources. There were over 2,100 persons in this Division as of
1978, of which over 1,700 were rural primary teachers. The balance of staff in
the Community Improvement Service (Animation Rurale), form part of a diverse

set of local rural actors helping to develop local development capacity such
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as community councils. The respective roles of organizational entities,
such as Animation Rurale and those of 6NAAC (Ofganisation Nationale
d'Alphabétisation et d'Action Communautaire--part of the Ministry of
Education) appear to be complementary given the sparse;css of staff
and limits of staff capacity.

DARNDR also conducts many of its projects in specific areas
in co-operation with other organizations. For example, DARNDR staff
cooperate in the field and through the central office, with the
Nétional Cooperatives Council (CNC) in building cooperatives and farm-
ing and artigan organizations. Similarly, DARNDR staff work with the
semi—aufonomous Bureau de Crédit Agricole in regional offices to help
provide loans to local credit groups.

In the area of commercialization of agriculture, several en-
tities have been créated. Their level of regional activity, however,
is uncertain. One of these, SENECA (Service National de Commercialisa-
tion Agricole) started in 1976 with the development of staff capacity
in commercialization, and has made effofts to send staff into the
field to work on providing price information and aggregating cereals
and othe. agricultural products for sale. The program objective was to
provide price information to 25 different market repfesentatives in rural,
local and urban areas, and work towafds establishing consistent purchasing
linkages between small producers and markets. Une element of this effort
was to be the improvement of physical facilities, such as silos and covered

markets in rural areas. In 1979-1980 nine projects for improvement of markets
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were proposed--six regional and three urban. SENECA also is intended
to encourage linkage of rural markets tb export.bpportunities. No
information about the status of the regional market development acti-
vities is available at present, although the staff development com-
ponent of the effort was reported in place. SENECA's program comple~-
ments the on-going coffee market projects through the IHPCADE (Institut
Haitien de Promotion du Café et des Denrées d'Exportation) and the small
coffee farmer lending efforts of BCA. These efforts, which are not
officially under -DARNDR (as semi-autonomous agencies), have on-going
projects that focus on rehabilitation of coffee plantations, formation
of cooperatives, provision of better coffee production equipment, and
aggregaticn for sale.

In sum, there are few regionally based staff, other than those
attached to specifié projects. Most of these are supported by donor
agencies in collaboration with DARNDR. District Agronomes, extension
agents and rural development personnel, are funded by tﬁe GOH.

€. Ministry of Commerce and Industry

The Commerce Ministry is in an initial phase.of Institutional
development at the present time. There is a Bureau of Regional Ccordi- _
nation, within the Directorate of Inspection Control which Has as its mission
the supervision of administrative units established across the Republic,
the acquisition of information relative to activities of commercial and
industrial enterprise from these units for the Ministry, and the trans-

mission of instructions of the Ministry back to regional business entities.
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The state of development of these regional offices is not known, but
they are probably on the drawing board or partially in place.

d. Ministry of Public Works (TPTC)

The Ministry of Public Works has set up a fairly extensive
regional staff as part of its normal operations throughout Haiti.
The Regional and Departmental Service collects and analyzes regional
data on topography, and traffic patterns, and meteorologic'data (from
DARNDR stations) pertaining to road development, and directly conducts
rﬁral road development and maintenance in the countryside. There are
a number of well developed road maintenance stations with equipmeht for
road work. Nine Departmental Engineers are in charge of regional ser-
vices, acting as representatives of the Secretary for Public Works.
The Engingers directing the regional offices report to the Executive
Engineer, who 1is aléo the Director of the Western regional office,
headquartered in Port-au-Prince. He is résponsible for helping District
Engineer staff in public works activities. The Departmental Engineer is
also gxpectea to serve as an organizer of local project efforts (as an
animateur), a planner, coordinator and supervisor of work projects in
his district. When necessary, due to geographic or road patterns, dis-
tricts may be broken into administrative subdivisions to faéilitate
public works‘activities. These districts, when created, should have a
structure similar to the Regional offices. In addition to regional
offices of TPTC, there are also regional offices of autonomous agencies

in related fields such as SNEP (Soci&té Nationale d'Eau Potable).
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e. Ministry of Health

The field staff of the Ministry éf Health at the region, district,
and local level varies by number and type. At the moment there is no
national staffing requirement for health facilities. Our limited investi-
gation of the Secretariat supports the position that qualified manpower
to staff the facilities is available but there is a problem of distribu-
tion. The highest concentration of health manpower, as expected, is in
the urban areas.

Manpower and material distribution point out one of the basic
management problems of the Ministry. It has 5,700 employees with an
authorizétion of 6,500 in the current budget. Systems for tracking and
directing their allocation in an unroutinized management environment
are in the initial design phase with AID-funded technical assistance.

f. Ministry of Education

The Ministry of Education has teachers distrituted countrywide.
It also has a strong field staff in ONAAC (Organisation ﬁational d'Alpha-
bétisation et d'Action Communautaire), which is the major agency charged
with community development work in Haiti. The predecessor to this orga-
nization had been charged primarily with promoting adult literacy, but
it became apparent that an effective literacy program requiréd strong
community organizations that could serﬁe as the point of contact with
the local population. ONAAC thus evolved into an organization that both

organizes communities and provides educational services. Its techniques

parellel those of animation rurale agencies in other francophone countries;
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that is, it uses animateurs to aid local people in becoming aware of
their capacity to take control of their lives, gé help set up community
organizaticns, and to work with local leaders to execute community
development projects.

DARNDR also does community organizing through the Service d'Ani-
mation Rurale of the Division of Rural Development. Before ONAAC was
c;eated, the Ministry of Agriculture had in fact the primary responsi-
bility for animation work. Rather than give up this function, the
ninistry con;inueé to provide services that to some extent duplicate
those of ONAAC, although its focus is supposed to be on the agricultural
aspects ;f community development. In 1980/81, DARNDR had 60 animateurs
and ONAAC had 140. | |

Shortages of physical and financial resources are, however, the
major constraint on'community development programsS. ONAAC's nine regional
coordinators, for example, currently bave seven functioning vehicles.

The 31 zone coordinators ana all of the field staff have to find their

own transport. ONAAC's operating budget is about $800,000 (1981/82)

and often funds that are earmarked for various development project:s are

not disbursed on time. In 1980/81, for example, only /4 percent of the
expenditures that were anticipated for community development were actually
made. Until the logistical bottleneckSand resource constraints are reduéed,
ONAAC's organizational work 1s unlikely to have a significant irpact on the

rural population. Recently passed legislation (discussed below) anticipates
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that community action groups will be set up in every Section Rurale, but
this will not.happen unless Haiti'é ability to provide animation services
is greatl& augmented.,
2. Autonomous Regional Development Organizations

There are fivg governmental or quasi-governmental organizations
in Haiti that conduct multi-sectoral activities within specific rural
regions. Three of these--ODN, ODPG and ODVA--are clearly government
agencies, attached to the Ministry of Agriculture (under its tutelle)
but with substantial operating autonomy. Associated with each is a
foreign donor. The World Bank has conducted an integrated rural
development ﬁroject in the North in collabofation with the ODN for
some yeafs. The Germans assist the ODPG in the Plaine des Gonaives
area. The IDB works closely with the ODVA on irrigation and agri-
cultural development in the Artibonite Valley. We did not have time
to learn much about these three agencles¥ with the partial exception
of the ODVA.

The interesting question to examine is the extent to which their
.autoqomous status has facilitated efficient implementation of programs
and the coordination of activities that would normally be under the juris-
diction of several sepafate ministries. ODVA has concentfated its efforts
heavily on the rehabilitation and expansion of irrigation works, and on
agricultural research and extension services closely linked to the irri-
gation efforts and focused largely on statz-owned farms. Hence cross-

sectoral coordination has not been terribly important. - In principle,

*  Gustave Ménager, former ODN director, is now located at Damien, and
would be a useful source, especially since the ODN offices are in
Cap-Haitien and are therefore more difficult to consult.
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regional autonomous agencies also provide a focus within which to
develop régional (e.g., sub-national) planning and programming capa-
cities. Thus far ODVA has relied for such expertise almost wholly
on its IDB associates.

The Développement Régional Intégré de Petit-Goave et de Petit
Trou de Nippes (DRIPP) is, properly speaking, a program rather than an
agency. Of course, there is an organizational structure, which may
weél ﬁe better developed than those of one or more of the three regional
'organizations just discussed, but the DRIPP has no sanction in Haitian
law and presumably will go out of existence’when the program terminates.
The program itself is largely conceived and financed through Canadian
aid. It began in 1976, and is based on the principle of joint planning
and implementation with the Government of Haiti. The program is attached
to the Ministry of Agriculture. For the first five years of its existence,
it was supervised by an inter-ministerial éommitfee chaired by a représent—
ative of the Ministry of Agriculture. The Director of the program was
(and, is) Haitian ana‘his deputy Canadian. Wigh minor exceptions, the
sector;1 units conducting the program (Agriculture, Education, Health)
were headed by Haitians who held simul;aneous appointments in their fes—
pective ministries; most administrative and staff units were-headed by
Canadians. During its first years, the program carried out a broad range
of rural Aevelopment activities, concentrating on roughly a third of the
area within which it is authorized to work, and utilizing a payroll of
roughly 525. Its program included considerable emphasis on development

of community action groups.
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As thé first five-year phgse of the program drew to a close,
CIDA (Caﬁadian International Development Agency) .concluded that certain
changes were essential if it were tc continue supporting the program.
A detailed program for the next five years has been drawn up, but the
Canadians have committed themselves only to the initial eighteen
months of that period, pen@ing evaluation of altered arrangements.
The main changes concern top-level supervision, and tightened financial,
pérsonnel, and other administrative procedures. The supervisory counecil,
renamed the Comité Mixte d'Orientation, is now chaired by the Minister
of Planning and includes the Ministers qf Aéficulture, Health, Education
and qulic Works as members. It is to meet monthly, at least for a time.
While ministers can designate representatives rather than attending meet-
ings in person, they are required to give their representatives the au-
thority to make decisions. The tightened procedures are designed to gilve
CIDA a fuller voice in pefsonnel selection, and closer control over
finance and implementation including means for‘preventing expenditures
outside of the approved program. The revised arrangements reflect an
on-going effort to balance two goals: working with the Government of
Haiti ratihier than attempting maximum distance, and at the same time re-
taining adequate control and autonomy to ensure efficlent and operations
and prevent diversion of resources.

ﬁACHO (Harmonisation de 1'Action des Communautés Haitiennes Orga-

nisées) conducts development activities in the poor and isolated Nortﬁwest;
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but its juridical status is vague and its funding and staffing are both
insecure and inadequate. HACHO was first established in 1966 as the
Haitian American Community Help Organization, with a primary focus on
disastef'relief and medical services. From the early years it has
received support from CARE, as well as USAID resources (mainly food aid)
channeled through CARE. The organization reached its zenith in the mid
and latc 1970s. In 1978 it had 245 employees, and had broadened its
acﬁivities to include construction and maintenance of feeder roads,
s;all irrigation énd drainage works, potable water projects, some
agricultural extensicn and tree nursery projects, and é scatteriné of
crafts and retail co-operative endeavours, in addition to nutrition and
health clinics and several hospitals. On many of the projects community
action counciis were used to organize labor, which was usually paid with
PL 480 food; HACHO Qorkers therefore were also engaged in community
organization.

While govérﬁment ministries in theory co-operated with HACHO,
in facf they had virtually no field staff in the region. Meanwhile
AID support for HACHO was phased out, stoppiug entirely in 1980. Funds
from the Government of Haiti,begun in the early 1970s, incrgased sub-
stantially but fell far short of compensating for AID's withdrawal.
CARE and the German government have continued gome supﬁort, but HACHO
has had to cut back drastically on personnel, while transport and material
support never very adequate, has almost evaporated. Mﬁreover, relations

with the Ministry of Agriculture, always lukewarm, have deteriorated to
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the point that the Ministry disowns the organization. Recent efforts
to shift HACHO's tutelle to the Ministry of Planﬁing were not approved¥
C. Institutional Framework at the Local Level
1. Llocal Government and Administration

Local administration in Haiti begins at the commune. Haitian
law provides for the election of the maire (mayor), who is the executive
authority for each of the country's 131 communes. In fact, this pro-
vision has not been enacted, and the maire is appointed by the centrai
government. .The.incumbent hos no fixed term and holds his position at
the pleasure of the Minister of the Interior,-to whom he is responsible.
Assisting the mayor are two assistants; the three of them form the conseil
communale which handles communal affairs.

Though the mayor is not popularly chosen, some attemﬁts have
apparently been made in recent years to place iIn office persons who have
some technical and administrative skill, in addition to the ?equisite
political loyalty. Moreover, the local populace seems to have some residual
"veto" power, in the sense that a very unpopular individual would probably
not hold office for long.

The next tiler of government is the 560 Sections rurales. Again
provisions for a popularly elected council have not been implemented, and
administration is carried out by the Chef de section. This person combines
a variety of police, executive, and other functions. Evidently, there have
in the last twelve months been very limited experiments with elected
Conseils sectionnaires, but the results are unknown and whether such a model

might be extended on a larger basis is highly problematic.'

¥ For more detailed information on HACHO, see Carol V. Pfrommer et.al.,
Evaluation of the Haitian American Community Hélp Organization: Phase IT,
USAID/Haiti, (Oct.1976) and Glen R.Smucker and Jacqueline N.Smucker
HACHO and the Communlty Counctl Movement, USAID/Haiti (Jan.1981). ’
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Below the Sectioh there is no official level of governmental
administrétion. There 1is, however, the.informalland vaguely determined
Habitation. In other countries these might b= called villages or commu-
nities, but these terms are misleading in the Haifian context as there
.tend neither to be nucleated settlements nor tightly-knit communities.
One estimate is that about 4,600 such localities exist, or perhaps 8 to
10 per Section.

| One of the most striking facts about government administration
in Haiti is how little "penetration" there has been in the periphery.
This, of cougse, is another way of stating that the government is overly
centraliéed, helping to create economic, social and regional imbalances
of major dimensions. The Ministry of the Interior, as noted above, has
representatives down to the Section rurale. The V.S.N., a 'voluntary"

paramilitary organization, also known as tonton macoute, is represented

at this level, too. But while security and surveillance functions are
relatively well served, technical and social services are not. In 1978/79,
for instance, there were only 1,803 public primary school teachers in rural
areas, 187 family education agents, and 200 community development animateurs
from the Ministries of Education and Agriculture. Similarly, in 1975/76,
the agricultural extension éervice was reported to have only 131 farm agents
and 55 home economists to serve the entire rural population.

It is this shortage of technical and service personnel, compounded
by a lack of adequate training, transportation, and equipment, that poses
perhaps the greatest constraint on local development in Haiti. Given the
likelihood that the public sector will not soon have the ability to augment
its personnel, it 1s imperative to find ways of using these scarce human

resources more effectively.
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2. Community Councils

The community council, now knewn officially as the Conseil
d'action communautaire (CAC), is a relatively recent phenomenon in
Haiti, dating from the late 1950s. At first a largely political
movement with little popular support or geographic coverage, conmunity
councils have gradually evolved into local imstitutions of considerable
importance. This was due largely to their sponsorship by HACHO and
other development agencies, and to the animation activities conducted
by ONAAC and DARNDR.

The councils have gone through several incarnations, and there
has been considerable variation in size, activities, and performance.
A series of laws passed in 1981, however, has tried to impose greater
uniformity upon the movement (See Figure 1 ). The current model is a
group of 100-300 individuals, led by nine to eleven elected officers,
who form the executive committee. The officers of the CAC must come
from the locality--foreigners,clergymen, and, perhaps mo;tvsignificantly,
governﬁent functionaries are not permitted to sit on the executive
committee. The current law also restricts people to holding office for
only two terms, evidently to prevent local elites from becoming entrenched
in leadership positions. This is a worthy goal, though give; the dynamics
of rural social life, excluding elités may not be practicable, or indeed
desirable, for without the support of local notables a CAC might well

whither away.
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Figure 1
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Previously, the councils tended to be smaller and perhaps more
accessible to rank-and-file members, bﬁg “his advantage was believed
outweighed by the administrative difficulties of dealing with very
small units. In principle CACs are located at the Secgion level;
though where population density and settlement pattern dictate, two
or more councils may be formed. Current legislation also permits CACs
to divide themselves into territorial groupements and functional sub-
committees, and thus tries to optimize both economies of scale and the
beﬁefits of face-to-face organization.

Theré are at present 1,146 officially recognized CACs, though
ONAAC estimates the total is about 2,000 when one includes councils that
have yet to be granted legal status. The awarding of legal status is a
recent development and represents a; dttempt by the state to regulate
and rationalize the.commuuity council movement. This regulatory function
is carried out by the newly formed Comité national de contrdle et de super-
vision des entités de développement communautaire (CONACbS), a body that
reports directly to the President. To obtain legal status a council must
meet criteria required by CONACOS regarding council structure and activities;
in return the council becomes a legally constituted body and is entitled to
work with various development agencieé. Significantly, unofficial councils
are expressly forbidden to commence bréjects with foreign donors.

The CACs are expected to organize themselves into communal and depart-
mental Federations when appropriate. To date such regional Federations have
been inactive, but could become a forum for planning and implementing projects

beyond the capacity of individual communities.
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Membefship in CACs is open to all adults in a locality, and
members are expected to contribute to the group's fund, attend meetings,
and participate in projects. General meetings are supposed to occur
monthly, executive conmittee meetings bi-weekly. 'The specific functions
of the CACs are broad and variable, depending on local nceds and interests,
and the organization seems designed to act as a kind of de facto local
government. As ONAAC officials explain, community councils can act as a
pressure group for winning services from central government agencies, :as

- well as serving as a fulcrum for local self-help activities.

Detailed recent data on the councilé is available* “hese suggest

that membership i1s fairly widespread, with almost half of persons inter-
viewed in five communes claiming to belong to a council. The members
were quite representative of the rural population as a whole, with a
slight skewing toward the better-off and more literate local residents.
As might be anticipated, council leaders were significantly above average
in socio-economic status, but this should not obscure the fact that they,
like.most rural Haitians, are poor and are not removed from other members
by large gaps in wealth, income, or literacy.

Membership by itself may be a poor indicator of participation, but
other indicators suggest that many couﬁcil members are quite active in
council affairs. A majority of interviewees thought meetings were well
attended, though observers of meetings indicated most people in attendance

*did not initiate suggestions or engage in debate. Rural residents tended
to agree with this latter assessment, with member apathy and indifference

the most frequently cited reason for councils not being well established.

®  See Project Paper: Haiti, Integrated Community Development USAID/Haiti,

1978, esp. Annex F2a and F2b.
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Beyond participation in community decision-making, there also
seems to be fairly widespread involveméﬁt in the implementation of
community projects. All the councils studied had started or completed
projects, most frequently road construction, irrigatioﬂ, and reforest-
ation. Our discussions with a variety of persons familiar with rural
.Haiti confirmed that the rural population is quite willing to take part
in public works and other activities sponsored by community councils.

One observation frequently made about CACs is that they are often
dependent upon outside support and therefore incapable of sustaining
community deﬁelopment. Rural animateurs themselves distinguish hetween

konsey mangé (food councils), created only to participate in externally-

directed food-for-work projects, and konsey seryé (serious councils) that

are viable and autonomous. The pre&alence of dependency relationships
has rightfully been the object of considerable criticism, and has led
several observers to question whether the community council model is
aépropriate for rural Haiti.

It has been suggested along similar lines that because the CAC is
alien to peasant society, being built on a formal, democ¥atic model, it
cannot work well under Haitilan conditiouns. Poverty and a history of
political and economic oppression make it difficult for peasénts to
exercise power through the CAC. Ratﬁer, there is a tendency for local
elites and government personnel to dominate the councils. Though such
leaders are not necessarily corrupt or repressive, the possibility certainly
exists that peasants will be exploited through the CAC and encouragéd to

join in projects that benefit others more than themselves. |
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The criticisms of the community council system are serious ones.

We nevertheless believe the councils aée a valid and useful development
institution. They do not fully meet the criteria sometimes established

for effective community organization--autonomy, self—s;fficiency, democracy--
_but these criteria are themselves ideal-types. We are impressed with the
progress achievéd by the movement and its demonstrated capacity to mobi-

lize people for collective endeavors. Further, the government has now
accepted the CAC model as the major institutional form for promoting
community development in Haiti. These facts suggest that serious consider-
ation ought ;o be given as to how these orggnizations might be better
assisted to promote economic growth, social'eauity, and other goals.

3. Groupements
In reaction to some of the shortcomings of the community council

system, there has aiso emerged a local organization known as the groupement,
which builds more closely on indigenous organizational forms. Wori groups
such as the coumbite and the escouade have long been used by Haitian farmers,
the former to accomplish particular‘tasks, the latter to do work on a longer-
term basis. These work groups are generally egalitarian; voluntary, and of
quite small-scale, and the groupement approach to rural development attempts
to preserve these features of the traditional organizational systém.

Tﬁe groupement model involves the formation of groups with 10-20
members, who focus their efforts on joint economic activities. A groupe-
ment 1s thus considerably smaller than a community council, 1s less suited
for communitywide projects, and, because of its commercial and production
orientation, 1s hopefully more self-reliant. Membership tends to be homo—

genous and based on 'natural" groups, without the formal and hierarchical
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structure of the CACs. In some areas they may work land in common and
participate in other joint enterprises. = Study sessions are also used
regularly, both to educate members and to build g;oup solidarity.

Survey work among groupement members in two areas indicates the
membership is drawn overwhelmingly from small farmers (91%). Between 7
and 19 percent were women. Attendance at groupement meetings, however,
was somewhat disappointing, and seemed to rely more than might be hoped
on outside initiative and guidance. Nor is it clear whether groupements
will prove viable over the long-run. Those studied had an average age of
only one to two years, and Qp to one-fifth had disbanded within their first
year ¥

Though some non-governmental community organizers prefer the groupe-
ment model, these organizations may not be the most effective point of contact
for major developmen; agencies. .Their size makes them incapable of absorbing
a large volume of resources and they are not structured to implement the
public works and social service projects that are a major need in. rural Haiti.
A groupement,’ for example, wouldinot be the right body to plan the location of
a rurai clinic or construct a local school building. Such activities are
better done at a higher level, such as the Section. Further, new legislation
encourages donor agencies to work through CACs, which implies that govermment
policy is to de-emphasize the groupement approach, whether in the interest
of achieving greater efficiency in the delivery of services, or more omi-
nously, of asserting gfeater control over the;periﬁhery;

It should be noted, too, that there continues to be some role for
groupements within the current CAC framework, for the councils are expected

often to break into smaller bodies, officially called groupements communau-

taires. Though these bodles are not identical to the autonomous groupements

[}
.

* See Ira Lowenthal and Harlan Attfield, Integrated Rur.l Development in
Haiti, USAID/Haiti, March 1979.




discussed above, they could provide opportunities for development agencies}
whether private or public, foreign or local, to wprk directly with smali
groups of peasants on various projects. We believe the most appropriate
type of projects for these groupements would be production-oriented, much
like the traditional work groups from which they evolved.
4, Cooperatives

There has been a cooperative movement in Haiti since 1937, that is,
a movement to establish jointly-owned economic enterprises based on Rochdale
principles. This organizational form has not had a significant impact on
rural areas--in 1977 only 40 cooperatives were officially recognized, and
of these .half were coffee warketing bodies. There are only four production
cooperatives, and service cooperatives are said to be virtually non-existent®

Little research has been done on cooperatives in Haiti, so evaluation
éf the potential of these organizations to contribute significantly to
development is difficult. The general point has been made that, like
CACs, cooperatives are imported, overly-sophisticated, and unfamiliar
organizations that have little relevance for Haitian peasants. Local
elites often dominate these groups and the very poor are sometimes ex-
cluded from participation. In many cases rural coops have been obsetved
to be dependent on external inputs, and there is a real question whether
& democratic institution can function in this country. On the other hand,
some cowparatively successful cooperatiQe enterp}ises have been observed,
and the model may be appropriate for some projects, particuvlarly those

orilented around the production and marketing of cash crops.

* See Diane Wolf and Joelle Jean-Julien, Cooperatives in Haiti: A Study
of Nine Cooperatives, USAID/Haiti, September 1978,
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It should be noted, too, that in 198i legal changes occurred at the
natioﬁal level vis—-a-vis the coopefative nmovement. The Conseil Nationagl
Cooperatif (CNC) has been placed under the Minister of Planning., The CNC
is charged with registering cooperatives, with developing a national plan
for cooperative development, with supervising their activities, and with acting
as a conduit for technical, financial and other assistance. Granting official
reeognition is perhéps the CNC's most significant function, for a coop so
recognized has a legal status and receives tax reductions and other benefits
from the govermment. No group that has not met the guidelines enforced by
the CNC is permitted:to represent itself as a cooperative, under penalty of
fine and imprisdnment. As was the case with CACs, government policy seems de-
signed to impose more “niformity and control on tﬁese organizations.

5. Sociétés de Crédit Agricole

Sociétes de Crédit Agricole (SACS) are local groups affiliated
with the Bureau de Credit Agricole (BCA). The BCA is the primary source
of small farm credit in Haiti and has conducted the bulk of its lending
through the SACs since 1966. These groups were established in an attempt
to reduce the administrative costs of the Bureau's loan program and to
comhat the large number of bad debts. It was believed thatAlending to
groups of farmers, rather than to individuals, would be more cost-effective,
and that the assigning of group liability for loans would increase the rate of
repayment. Répayment under BCA traditional lending progfam has been good
although delinquency under the AID-financed Coffee Project was a

significant problem.
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In 1980 there were 1,730 SACs with 15,500 wembers. Some $1.7
million was made available through these bodies. Unfortunately, little
is known about how SACs actually function. As pert of AID's new rural
credit project, research in this area is planned. We urge such research.
to be done quickly, for it will permit an assessment of the actual and
-potential role of SACs in Haitian rural development.

D. Summary and Implications

The administrative structure of the Haitian government is not
'suited to the urgent task of national social and economic development.
Several basic preblems afflict the system, impeding the flow of information
and resources from Port-au-Prince to the rural periphery, and diluting the
effect of even well-intended government programs. The most important of
these constraints are as follows:

1. ZLack of coordination'at the center: The Government is.not at
present capable of formulating a coherent development strategy that can
inform the programming activities of the technical ministriee; This 1s
a function the Ministry of Planning 1s supposed to perform, but it lacks
both’ the capacity to work out detailed development targets and the authority
to coordinate sectoral programs. Compounding the difficulty, donor agencies
have themselves exerted a strong independent inflience on the shape of the
development program, without much regard for overall pational priorities.
Even within the sectoral ministries, differene divisions often seem out
of step with each other. The result is chaotic planning and implementation.
Government programs are launched without taking advantage of opportunities

for integration with other programs or for coordination with other agencies.
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Clearly, reforms are needed to insure more coordination, whether this
be done by strengthening the Ministry of Planning, creating an effective

inter-ministerial development committee, or by some other means.

2. Over-centralization: The Government of Haiti is highly centralized.
It is often necessary for decisiong, even those of a trivial or technical
nature, to be referred to the highest levels for resolution. Delays,
waste, and missed opportunities are the inevitable results, with severe
consequences for development efforts. Streamlined procedures and some

deconcentration of authority are needed to correct this problem.

3. The gap between center and periphery: With governmental resources
concentrated in the capital, there is a dearth of administrative manpower,
even poorly-trained manpower, in other areas of the country. Moreover,
the basic regional administrative structure--départements and arrondissements--
is a largely empty shell, meaning there is no effective institutional mecha- |
nism for regional planning. This very top-heavy system cannot carry out
even well-designed programs, and it is therefore imperative to build up
the field staff of the various technical ministries. ¢This requires not
only more personnel, but better training, more attractive salaries, im-

proved transportation, and so on.
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4, Overlapping jurisdictions: Most government agencies appreciate
in principle that efficiency requires them to deconcentrate some of their
authority to territorial subunits. However, to éhe extent that these
agencies have allowed some autonomy for subunits, each has adopted its
own framework. This creates a crazy-quilt of administrative areas, making
it difficu't for field staff to coordinate development activities at the
regional level. Some consolidation and rationalization of administrative

boundaries could facilitate greater coordination.

5. Lack of coordination in the periphery: No formal mechanism exists
in the field for development agents to discuss among themselves the technical
and physical inputs required by their programs, the implications their
programs have for each others' activities, or any possible sequencing of
activities that could make everyone's tasks easier. Some informal plan-
ning and cooperation may occur intermittently, but more effective means
are negded. ‘This pfoblem is compoﬁnded by the absence of any .office with
sufficient authority at the regional level to settle disputes among technical

staff.

6. Personalism: Given unclear lines of authority; i111-defined jbb
descriptions, overlapping areas of jurisdiction, and the lack of formal
planning mechanisms, the successful implementation of programs depends
heavlly on informal relations among officials. To a certain extent this‘

is true in any bureaucratic setting, but the problem seems more acute in
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. Haiti, particularly in view of the rapid turnover of the ministers
and other top personnel. The same applies at lower levels, where good
working relationships may result in some ad hoc planning and coordination

but where personal animosity or indifference can sabotage any such effort.

7. Inadequate field staffing and support: Compounding these orga-
ni?ational and jurisdictional problems is the sheer inadequacy of field
staffing, in terms of numbers and training of personnel and material
support (especiaily transport) available to them. Some regions, like
the Northwest, have virtually no ministerial field staff working in them.
Improved structures and coordination would enable fuller use of available

personnel and funds, but would not solve this basic problem.

8. Absence of popular input: 'The Haitian éoliticai system does not
empower its Itizeﬁs to allow them much control over the direction and pace
of government programs that directly affect them. This is closely related
to the larger issue of centralization, for greater pepular input would shift
more government resources to the periphery, where a majority: of people live.
But of more immediate concern, the lack of effective grass-roots political
institutions means that the resources that do filter to the periphery are

not always used in ways people would want, for purposes people would choose.
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A few bright spots stand out in the midst of all these problems.
We were favorably impressed with the extent of local community organi-
zation and involvement in development efforts. ﬁhile the community action
councils and the smaller groupements are not equally active everywhere,
are often dependent on Food-for-Work to mobilize iabor,-and may often
skew projects to benefit local elites;the fact remains that there are
many councils capable of organizing and sometimes even initiating local
projects. That is an important resource. Recent government legislation
té‘regulate and control the councils suggests both a recognition of their
pdtential and a certain wariness lest they become too strong a force.

At the national level, a few ministries or units within minis-
tries are concerned with or even dedicated to deconcentration. Tﬁe
Ministry of Health is certainly moving in this direction. Similar
reforms are authorized for the Ministry of Education, though not yet
being carried out. ONAAC 1is energetic and enthusiastic, if uﬂder-
staffed, in its mission of community organization. The training program
for commune-level administrators, already under way undef the auspices
of the Administrative Reform Commission, is intended to impro;e cépacity
for local-level government in general, including development activities.
- The Ministry of Planning has recently established several field offices,
although they remain embryonic.

Thus the ambitious plan for fegionalization and- deconcentration
supported.by the Administrative Reform Commission and the Ministry of
‘Planning, does not enter an entirely unprepared setting. The following

chapter describes that plan and assesses its prospects for adoption.
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II. The Proposed Regionalization Plan and its Prospects

A. History

In August 1981 the Administrativé Reform Commission plus representatives
of the Ministry of Planning (primarily the two technical units concerned with
reglonal planning) drew up a detailed proposal for the creation of regional
institutions in Haiti. The proposal is designed to encourage meaningful
regional planning, allow substantial delegation of decision-making authority
regarding both planning and implementation of development programs, create
coordinating mechanisms for development activity at the regional level, and
faciiitate some local popular input to the planning process. The underlying
objectives of the scheme include decentralization of economic development and
‘more specific stimulation of Ca-Haitien, les Cayes, and Gonaives as poles of
development and counter-magnets to Port-au-Prince. Preparation of this plan after
its consideration by the Cabinet is now under way and presently being - reyised
to follow the pattern of the dvientralization plans of the Ministry of Health
developed somewhat earlier for its own Internal purposes.

The regionalization scheme developed during Augusé and September of
this year has only very recently been circulated to various ministries. At
the moment it is simply a draft proposal prepared at the technical level. The
reaction of the Minister of Planning himself is not yet known, much less those
of other ministers. Nonetheless, the scheme warrants careful cgnsideration,
both because of its source and because it'incorporates a great deal

of imagination and careful preparation.
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B, Substance of the Proposal

The regionalization scheme divides Haiti into four regions as follows;
North (centered on Cap-Haitien, and including the present depart~
ments of North and Northeast); Transverse (cente;ed on Gomaives, and
including the present departments of Nerthwest, Artibonite, and
Center);:WGst (centered on Port-au-Prince and including the depart-
ments of West and Southeast), and S&uth (centered on les Caye; and‘
including the departments of South and Grande Anse). The metropolitan
area of Port-au-Prince is to have its own separate structure, which is
nonspelled out within the regionalization scheme. In some of the
regions, sub—regiéns are designated; one of these is the Northwest
as a sub-region within the Transversal Region. |

For each of the four regions, a délégué régional will be appointed
by the President, on the joint reccmmendation of the Ministers of Interior,
Pianning, and Presidency. This délégue will have very substantial powers
of coordinaticn and supervision over the field activities of the various
ministries. The proposed regional institutions also include é regional
planning unit; a consultative assembly giﬁing local iﬁterests some voice
in earfy stages of the planning process, and a regional council with modest
advisory powers regarding development issues. At the national level, the
system is capped by an interministerial commission attached directly to the
Cabinet. This commission will consisplof five senior officials appointed
by the President on the advice of the ninisters of Interior, Planning, and
Presidency. One of the five will be designated as Commissaire Coordonnateur,
and will be entitled to attend Cabinet meetings when invited,'and'to place

specific items on the agenda of Cabinet meetings.
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The scheme envisages that a substantial fraction (as a rough guideline,
40%) of the national capital and operating budget; be set aside for "regional
projects". (If the Government of Haiti shifts to program budgeting, as
recommended by the AGministrative Reform Commission separately from the
regionalization scheme, the distinction between the capital and operating
budgets will of course disappear.) The interministerial commission is to
allocate these funds among the four regions. The precise sequence of the
planning/budgeting process is not spelled out, but it is expected that the
regional planning units will formulate their plans within guidelines provided
by the Ministry of'Planning, and possibly with some knowledge of the regional
funding available for the coming year. The planning units are also to have
some input, presumably through meetings and/or written submissions, from the
consultative assemblies composed of representatives of local level bodies
including the community action councils. The regional planning units include
field cffices of the Ministry of Planning, and the regional staffs of the
sectors (e.g., operating ministries). These latter are to clear with their
superiors in the capital propose& projects within their areas.of responsibility,
e.g., health projects would be cleared by the Ministry of Health before being
incorporated into the regional plan. Once formulated, the integrated regional
plan would be submitted for review and comment to the regionmal délégué and to
the regional council.

The conseils régdonaux are defined considerably more carefully than the
consultative assemblies in the documents describing the scheme. Each is to
be composed of two representatives elected from among the prefects of the
arrondissements in the region; two deputies similarly elected; two represent-

atives of the commuuity action councils, two representatives of the commune-
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level official bodies (most probably mayors), and three representatives
of the pri;ate sector chosen by the Chambers of Commerce and the Chambers
of Industry. The council is authorized to express its desires regarding
the allocation of the regional budget; to consider fegiénal studies; to
discuss subsidies, tax advantages, and guarantees designed to encourage
ﬁublic, wixed, and private enterprises in the region; and more broadly to
consider the regional development program. It seems to be conceived mainly
as an advisory body. Presumably it would have authority to recommend changes
in the proposed regional plan, and (if the délégué concurred) such changes |
might be incofporated into a revised plan by the regional planning unit.

The regional plan would then be submitcea Eo the interministerial
commission for review, prior to being presented for Cabinet approval.
.Assisting the interministerial commiésion there is to be a technical unit,
consisting of the regional planning office (DATPE) currently within the
Ministry of Planning, which is to be transferred to the commission. The
final step iIn the planning process is cabinet approval.

After the regional plans are approved, the délégués régionaux would
have substantial powers to ensure their implementation. fhey are to have
a formal mandate from each operating ministry recognizing their positions
as the administrative superiors of the ministerial field staffs. Each
délégué is also to have a small techniéal staff attached directly to his
office. Problems of implementation that the délégué cannot resolve at the
regional level would be referred to the interministerial commission. A
four-man coordinating unit is to be attached to the commission, with each
gtaff member responsible for one region. The function of these coordinating
unit members is to act as facilitators, in Port-au-Prince, for the implement-

ation of the regional programs. Presumably they wuuld telephone or visit
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ministry offices as necessary to resolve delays, misunderstandings, or
disputes. More serious issues would be dealt with at the level of the
interministerial commission or, if necessary, referred to the cabinet.

The entire structure below the level of the interministerial
commission is to be under the general authority of the Ministry of
.Interior. The team did not get a precise understanding of what this
would mean in practical terms.

Existing regional autonomous agencies such as ODN, ODVA, ODPG and DRIPP
operate within the boundaries of one or another of the proposed regions. |
The staff who developed the regionalization scheme would like to see such
autonomous agencies gradually phased out. But.as long as such agencies
continue in operation, those who devised tﬁe scheme believe it should be
fairly easy to arrange their cooperétion with the proposed planning and
implementation arrangements.

C. Prospects for Implementation

It is simply too early to predict whether the proposed scheme (or a
modified version) will be approved. The éuthors of the scheme make no
assumptions about its prospects. Operating ministries clearly will not
relish the prospect of the regionual délégués’ authority over their field
staffs, nor of potential intervention in their operations by the inter-
ministerial commission or its coordinating unit. The’ sectoral ministries,
plus Finance, predictably will dislike handing over a sizeable chunk of
the budget for programming at the regional level, despitg the safeguard
in thg scheme that gives‘them an early veto on proposed activities within
their fields. Elements within the Ministry éf Plﬁnning may challenge the in;

creased . priority for regional as distinct from sectoral planning, signaled
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by the transfer of DATPE from the Ministry of Planning to a staff unit
of the interministerial commission. The prospect of increased participation,
channelled through the regional councils and consultative assemblies, is
likely to cause concern in some quarters, despite the modest advisory roles
assigned these bodies by the scheme. Reportedly, some of the early reactions
to the proposed regionalization plan characterize it as establishing "four
governments" or "four republics" in Haiti.

There exist several possible sources of suprort for the proposal.
It is widely recognized within the government that the lack of harmonized
jurisdictions~(e.é., uniform or consistent geographic units for field
activities) impedes coordination and cooperation among field staffs of
‘different ministries, beyond the local cooperation between field ageats
of different agencies who happen to have good personal relations. The
Minister of Planning might well view the scheme as substantially enhancing
the ability of that ministry to conduct realistic planning, based on fuller
and more acurate information about local and regional conditions. Reportedly,
the Minister of Finance, in his éarlier post as Minister of'Planning, ex-
pressed real interest in promoting "bottom-up" planning. The proposed
arrangements also clearly increase the power of the Minister of Imterior,
although to what extent and for what purposes remain unclear (and probably
would differ under different incumbents). The regionalization scheme might
possibly be viewed in some quarters as a promising long-run approach td
reintegrating into GOH operations some of the foreign donors' activities
now channeled through regional autonomous agencies or PVOs to avoid the

difficulties of working with the national govermmental bureaucracy.
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n, Summary and Appraisal
The régionalization scheme developed by the Administrative Reform
Commission and technical units within the Ministry of Planning is bold,
innovacive, and in many respects carefully thought'throdgh. If it is
adopted, without major revisions, it has considerable potential for
shifting operational decision-making outside of Port—-au-Prince, permit-
ting greatly improved coordination of development activities at the
reéional level, and encouraging meaningful regional planning. It also,

‘provides channels for some voice for local communities in the annual

and perhaps the longer—term planning process;

More questionable aspects of the scheme, aside from the basic
question of whether it will be adopted, include tha following:

i) The four délégués régionaux created by the scheme would be
appointed by the President, and would have very substantial
powers, in some réspects perhaps as great as those of some
ministers. This power could be used to-pursue development
more effectively. It could also be used for other purposes.

i1) At its worst, if inappropriate people were appointed as délégués,
the system would create 2 new series of layers of bureaucracy,
patronage, and potenfial for corruption.

141) Even if the bleak prospect just described does not occur, the

_Aecentralizatioh of authority and of funding implies spreading
opportunities for corruption and patronage more broadly throughout

Haiti. However, that is not necessarily bad.



iv)

-79-~

Aspects of the economic and developmental rationale underlying

the scheme may be questionable. No one challenges the importance,
both for over-all economic growth prospeéts and for equity reasons,
of greater attention to rural and agricultural development in Haiti
(though the most promising agricultural stfateg; may be open to
examination), nor the importance of improving some kinds of faci-
lities and services in the towns outside of Port-au-Prince as a
correlate of such growth. But the regionalization scheme is
designed not only to spread economic and social development more
widely, but also more specifically to promote the growth of Cap
Haitien, Les Cayes, and Gonaives as'poles of development and.
counter-magnets. In other countries (including some much larger
than Haiti), efforts to promote the growth of smaller c’ties and
towns have had mixed results at best, and often have consumed sub-
sfantial resources with little results. Moreover, part of the ra-
ticnale for the growth pole strategy is the hope that more dynamic
growth in these towns would divert rural migrants from going to
Port-au-Prince or abroad. But even if the gicwth of these towns
were successfully promoted, both knowledge sbout migration deter-
minants in general, and the practical experience of other nations,
strongly suggest that such growth may_ fail to ﬁave the desiréd
effects on migration. Indeed, there is some reason to expect that
s&ccessful development activities in rural areas and small towns
might even accelerate rural out-migration, and the increased flows

would not all be absorbed in the small towns.
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On balance, despite these risks and limitations, the proposal de-
Sérves support and encouragement. At a.technical level, aspects of the
scheme probzbly need simplification. There is a rationale for every
component in the scheme, yet the combined effect may be ‘cumbersome and
self-defeﬁting. Two of the arrangements that might perhaps be eliminated
without damaging the system as a whole are the technical councils at the
level of the arrondissements, and the coordinating unit attached to the
iInterministerial commission. If the system were put in place without
these components, and a need were felt later for either or both, they
could be added. But it would seem advisable to start wifh as simple a
structure'as possible, keeping in mind the basie goals of the scheme.

Additionally, the regionalization scheme, appropriately enough, sets
aside the question of the development of Port-au-Prince and the adminis-
trative changes that will be necessary to permit its orderly and healthy
growth. Yet we can predict with confidence that regardless of the success
of development efforts in rural areas and‘smaller towns, Port—au—Prin;e
will roughly double in size in thé next fifteen years, and its share of the
total papulation of the nation will increase to perhaps a third. Thus, it
is imperative that the Government move ahead with the arrangements for the
metropolitan district meﬁtioned, but not elaborated, in the plan for
regionalization.

Regarding the separately conceived decentralization reforms under way
in the Ministry of Health and authorized for the Ministry of Education: these
reforms should expedite the operations of each of these ministries,.and

therefore complement and augment the broader regionalizatfon scheme.

1
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If Fhat scheme 1s adopted, some qhanges in the ministries' plans will be
necessary to bring their geographical units of decentralized administration
into line with those estakblished by the regionaliéation plar. But these
changes should not pose serious difficulties. 1If the broader scheme is
not adopﬁed, the separate ministries' plans are still helpful in their

more limited spheres of action.
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III. Options and Alternatives for Decentralization in Haiti

The regionalization scheme prepared by the Administrative Reform
Commission and technical units within the Ministr& of Planning is the
most promising option for decentralization in Haiti today. It dis also
a long shot, Its known supporters, at the moment, are confined to its
authors. Moreover, it may take months, perhaps a year or more, before
its prospects for adoption, modification, or rejection are clear.
Meanwhile, it is prudent to begin to consider alternative, more
modest strategies to move toward at least some of the objectives of
decentralization.' The regionalization scheme addresses all three aspects
of décentralization simultaneously: that'is, administrative deconcentration,
popular participation, andAeconomic decentralization. It is possible to
disaggregate these aspects and to consider ways to promote each separately.

A. Administrative Deconcentration: Devolution of Authority and Regional
Coordination Mechanisms

1. An incremental Approach to Administrative Deconcentration for
the Government of Haiti

Much though not all of what the regionalization scﬁeme attempts to
achiéve with respect to delegation of authority and improved regiornal plan-
ning and coordination can he accomplished incrementally, by a series of
more modest Innovations. If all these innovations were adopted over a period
of some years, the final structure would in many ways resemble that proposed
by the regionalization scheme. There would of course be differences, not
least the length of time required to develop the institutions. But if the
regionalization scheme should fail, it is worth considering the feasibility

and desirability of an incremental approach,
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First, each of the ministries with major development responsibilitie§
should be encouraged to start or continue reforms designed to delegate
responsibility within the ministry to appropriately organized field
offices. This point is no less important for being obvious.

Second, informal mechanisms could be develcped to permit some consult-
ation and coordination among field staffs of various ministries, and between
such staff and local officials and community council officers. One of the
most encouraging initiatives the team encountered was the informal "'round
-table" that has served for a year or more as a co-ordinating device for
officials at the local level in the vicinity of Jacmel. The arrangement
could not be simpler: the prefect of the‘arrondissement, the mayor of Jacmel,
the ONAAC departmental director, the pres;‘ent cf the community action council
(in turn representing smaller community action groups in the vicinity), the
district agronome, and occasionally some other ministerial field staff
officials, meet monthly to gxchange information and discuss problems.

The creation of this informal coordihating committee was ea;ed.by the
unusually good working relations among the individuals involved. But thne
| Admi;istrative Reforﬁ Commission and others interested in promoting de-
centralization might be able to devise incentives or encouragement for
similar committees in other localities.

The inconsisteﬁt territorial units now used by mimistries for their
field administrations complicate, bﬁt do not preclude, an informal approach
of this kind. ONAAC has departmental directors, but the Ministry of Agri-
culture's agronome is in charge of a district that does not coincide with
departmental boundaries; there are several arrondissement prefects within

any department and so forth. Nonetheless, the field offices of the varidus
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ﬁinistries (and of the autonomous regional development agencies) tend to
cluster in certain towns. Such locatilons offer a potentisl for coordinating
committees, where personal relationships or the lscal context are mot unfriend-
ly to such an evolution.

Whefe reasonably active coordinating groups are established, a second
step in an incremental strategy of decentralization might entail establishing
a small technical planning unit (perhaps two people) from the Mindstry of
Planning, to work with the coordinating committee on the development of
larger—scale projects and perhaps on sections of a more integrated plan of
development for tﬂe area. The Ministry of Planning would have to be flexible
in its location and staffing of field offices, but wight gain dividends in
terms vf improved information on local conditions and closer links between
plans, actval programs, and successful implementation.

Both of these steps—establishing a coordinatiug coumittee where the
local social and administrative climate permits, and reinforcing that
committee with some planning and programming expértise——wpuld.be faci-
litated by a decision at the national levél to harmonize the geographic
units of administration used by each of the operating ministries. Eveﬁ_if
the regionalization scheme is rejected, the need for harmonizaticn of field
units may be widely enough recognized to permit action on that issue. Since
the rationale for the four regions prpposed in the regionalization scheme
rests on a medium city strategy, if that aspect of the scheme is dropped
then a larger number of geographic units--perhaps six, or even the present
nine departments--might be preferred on various administrative grounds.

All that is required is one shared umit (region or department) intermediate .
between the national and commune levels. pifferences in the administrative

needs of individual ministries may well produce different field staff arrange-

‘ments below that level.
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Once a harmonized ovr standard territorial unit of administration
is -established, an important further step 1s creation of a new position
of regional co-ordinator. For whatever territorial unit agreed upon
(whether the department or some smaller number of regions)}, the co-
ordinator would have some degree of authority over'the'éield represent—
atives of the various operating ministries in that territory. At this
boint the similarities with the regionalization scheme emerge clearly.

The co-ordinator would be analogous to the délégué régional in the
regionalization scheme, although he would not necessarily have as full®
‘powers. He should probably be appointed by the President with the advice
of the Ministers of Interior, Planning and Presidency. He might report
to any of these ministers alone, but each presénts scme obvious drawbacks.
The best arrangement for supervision and guidance of the regional co-
ordinators (or délégués, or super-prefects) at the national level is
probably that prcposed by the regionalization scheme—an interministerial
commission. As the scheme also proposes, this commissibn should have a
technical staff. It might also have.a small staff to serve as facilitators
in qut-au—Prince for the regional co-ordinators, helping them'resolve
routine delays or other problems with the operating ministries.

In short, most of the aspects of the regionalization .cheme that bear
on delegation of administrative authority, decentralized planning capabi;
lities, co<ordination among the field staffs oi the oﬂhrating ministries,
and commuﬁication between them and local aﬁthoritiés and groups, can be
accomplished piecemeal and incrementally. This possibility is clearly
less desirable than the regionalization scheme, but might offer a useful

fall—back option.
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2, Autonomous Regional Development Agencies
A second approach to administrative deconcentration (and to
decentralized economic development) is increased reliance on autonomous
regional agencies. The obvious drawback of this ;pproach is that it
evades, rather than addresses the fundamental problem of deconcentration
of the Haitian government more generally. Moreove;, to the extent that
such agencies replicate training program and administrative support
systems which already exist or are being created in the main-line minis-
tries, they spread farther the limited iaternal and external resources
available to Haiti for administrative improvement. Staff of the Admiﬂis—
trative Reform Commission and the Ministry of Planning are reluctant to
expand the number of such agenciles, for sound reasons.
if donor preferences and/or the urgent need to move quickly
on specific development tasks in particular regions do lead to increased
reliance on this approach, new agencies should probably be supervised by
an interministerial éommittee chaired by the Minister of Planning, rather
thaa attached to DARNDR or some other operating Ministry with.responsibi-
lities primarily in a single sector. This arrangement would also facilitate
co-operation between the planning and programming unit of the regiongl
organization and the Ministry of Planning. In organizing such agencies,
consideration might be given to planning from the outset for their eventual
re-integration into the operating ministries.
B. Popular Participation
1. Action at the Community Level
Development specialists have increasingly recognized that participatory

local organizations can play an important role in the development process.
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Exéerience in a variety of countries suggests government programs and
projects often fail because they neglect to involve local people.
While by no means a sufficient conditioﬁ, popular ‘input and support
is usually necessary for effective development activities.

Pafticipation of the type needed can best take élace through
effective: local level institutions. Haiti, though an authoritarian
polity, has taken steps toward establishing a nation-wide system of
community councils that are a potential mechanism for iInvolving more
peogie more effectively in the development process. Indeed, it appears
to us that these oréanizations have been underused by planners and field
personnel. G%eater employment of Haiti's organizational resources ought
to become'a'specific consideration in the design of future development
programs.

There are at least four general functions that can be performed
by the emerging commdnity councils. One, long noted by experts in commu-
nity develoément, is to generate information‘about "felt needs", about unique
local problens and opportunities, about particularly pressing local cqnstraints,
and so forth. Government planners need to be more aware of such information,
and some form of consultative/coordinating institution ought to be establish-
ed to mesh national objectives with local needs and capacities.

Information flows from the top-down as well, and a secona Important role
for these local-level groups can be to disseminate a wide range of instruc-
tions, announcements, and the like. Financially-pressed goveinments have
often found working with groups is the most efficient means for conveying

information to a target population.
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A third important function is these groups' capacity to mobilize
members' resources--whether labor, land, cash savings, or locally available
materials--for group or community benefit. Given the constraints faced by
Haiti, this source of additional resources is obviously-attractive, especial-
ly in vie% of the extent to which labor is currently underemployed. It is
essential to make fuller use of available manpower, and this could be done
partly through the creation of more local-level development projects. These
in turn would proviée a long-term stream of benefits.

At the same time, however, the greater use of local skills and resources
cannot by itself improve sigﬁificantly the wellbeing of community members,
so outside assistance is needed for mounting more effective local develop-
ment activities. A fourth function for community councils to perforit,there~
fore, into act as a conduit for externally-generated resources. Perhaps the
clearest message we received from those engaged in community development work
in Haiti was that they needed more aid, and though the ri.k exists of making
local groups dependent on e#ternal support, means can be found for enhancing
the local resource Eése without destroying popular input and participation.

To'encourage comnunity councils to perform these functions it Is necessary
first to bolster ONAAC's or some successor agency's capacity to organize
rural people. Though councils exist in most of the country, many a2re un-
doubtedly moribund. A first step toward building the council movement would
be to combine all community development programs ;n one'office. More important,
however, 1s an Increased commitment of public resources to community projects

end programs.
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It would be useful in this regard for USAID to reconsider the pro-
posed Integrated Community Development Project,wvhich reached the project
paper stage before being abandoned in 1978?‘ One of the ccnditions for
implementing that project--clarification of the legal status of the CACs—-
has already been met by the GOH. It might no longer be.appropriate to
support the project as it currently stands, but a review of the earlier
froposal is worthwhile if only tc renew interest in cormmunity councils.

Should a nation-wide community development program prove unacceptable,
anotﬁer approach 1s to concentrate ONAAC's resources in one or two areas.
A particularly backhard.region, such as the Northwest, might be chosen,
though the liﬁited resource base there makes a successful community develop-
ment program problematic. An alterrative is to begin with a better endowed
area, where community organizers are likely to get better results for an
equivalent ~%Fort. Any regionalized.program, of course, raises difficult
questions regarding equity, and the choice of how to resolve these can only

- be made by Haitian authorities.

The establishment of a system of community councils Af whatever dimensions
presumeé these councils will have concrete tasks to perform. Animation and
“conscientization" may,be important, but peasants are undoubtedly less in-
terested in discussion than in projects that improve their material well-being.
Though many beneficial actions can bevundertaken by rural peoﬁle themselves,
outside technical assistance and capiﬁél are necessary for many community
development projects. |

There are two issues here. One is that the GOH does not have the inputs

and personnel to meet current needs. A backlog of CAC projects already exists,

'# See Alvin L. Bertrand & Lynn L. Presson, Integrated Community Development,
USAID/Haiti, Sept. 1978
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to which rural people are willing to contribute if they can obtain
assistance from the government or some othker donor'agency. The second
difficulty is the risk of creating local level defendency, a phenomenon

that has been widely observed in Haiti. The provision of external resources
has in tﬁe past tended to undermine communities' capacity for self-help.

The shortage of resources is the more difficult problem, for it requires
a commitment by the GOH to shift its budgetary priorities to rural and commu-
_ nity affairs. Such a shift could perhaps be most easily made when regional
planning and budgeping reforms take place--an event which itself is pro-—
blematic. Pressure from a major donor could, if done skillfully, also
encourage some reordering of spending priorities to favor rural areas.

Where there a commitment to devote more government resources to community
development, these should be used both to hire additional technical staff,
and to acquire physical inputs for community programs.

Acquiring additional staff is important because ONAAC's existing multi-
purpose staff lack the éapacity to advise community councils on most tech-
nical matters. Haviﬁg the mnecessary inpufs-—such as cement; pipe, machinery--
readil? available is also essential, for logistical bottlenecks currently
constrain the procurement of such inputs by community councils. There
appears to be increasing frustrations among peasants who want. to take on
projects, but lack the wherewithal. If ONAAC controlled a storage and
delivery system, its clients might be able to obtain inputs more quickly.
Demand could, of course, overwhelm any such system, so it might‘be appro-
priate for ONAAC to make clear that it can provide support for only a very
few types of projects, e.g., construction of rural schools or clinics. The
list of supportable projects could then be regﬁlarly changeé so that next

year the emphasis might be on potable water or irrigation.
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An alternative means of ensuring more timely delivery of inputs
would be to establish, perhaps at the arrondissement level, an inter-
ministerial body where development agents and te;hnical personnel could
discuss the types of community development projects to be supported in
the area. These officials could then commit themselves to providing

"technical and capital assistance to CACs.

The second major problem relating to government resources--that of
creating dependency--could be reduced by establishing a clear quid pro

.. quo for the provision of assistance. Land, labor, and some cash would
be supplied by CACs; other resources would be the government's responsi-
bility. Paying for "self-help'" labor with food or cash should be avoided
on local projects, though it may be appropriate for larger-scale projects,
whose benefits accrue to .1 wider population.

One way of ensuring that communities make a sufficient cﬁntribdtion
would be to establish a fund, perhaps at the departmental level, to
provide support for worthy community projects. CACs would compete for
these funds, which would only be disbursed for projects thét met certain
criéeria. There would need to be a limit to the si?e of the grant for
any one project, and a requirement that local people hear a certain per-
centage of the total cost. Assurances could also be established to pre-
vent a small number of communities from monopolizing these funds year in
and year out.

A somewhat different option would be to use "block grants", that is,
to provide each Section rurale with a fixed amoqﬁt of cash (or some

physical input) to be used as its CAC chooses. These might be channeled
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through ONAAC or perhaps such regional ;uthorities as might be developed..
fo reduce the risk of embezzlement and waste, procedures could be establish-
ed to deny future grants to communitiesjthat did not implement satisfactory
projects. In either case the effect would be to provide an incentive for
mutual action, without destroying the community's capacity to help itself.
Moving beyond the question of planning and executing strictly local projects,
éhe CAC system could play a role in any decentralized planning system that
might evolve at the regional level. Were there to be, for example, a de-
partmental or regional planning committee, procedures could be established
for CAC representatives to participate in its sessions. Whether their role
were consultaﬁive or authoritative, their input would be essential for
effective.planning, which must take account of what local people are willing
and capable of contributing to develgpment activities. There is evidently
some interest among certain factions‘within the government in "bottom-up"
planning; and though'any significant movement in this direction is probably
a long time off, the community counc;l system would be the logical base on
which to build. 1In the meantime councils can have a constructive role in a
more modest program for local development projects.
2. Regional or Departmental Level Popular Participétion

In addition to consulting more closely with local community groups
and utilizing their resoirces more fully, it is desirable to establish some
channels for popular participation in planning and ass;ssing development
priorities on a larger scale, at the level of the department or region.
Larger-scale projects and programs ciearly call for ways to determine felt

needs, priorities, and information from a broader territorial perspective.
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In the Administrative Reform Commissioﬁ/Ministry of Planning scheme,
fhé composition and role of the Conseil Regional reflects a considered
balance between Haitian conditions and éxperiencé‘ on the one hand, and
the principle of a popular voice in significant government decisions
on the other. 1In the scheme, the council is not directiy elected, but
instead representé a variety of governmental and non-governmental groups
;nd interests. Its role is largely advisory to the délégué. If the
proposal is accepted and the councils are established, they will not pro-
duée any dramatic shift in the center of gravity from national to regional
'levels, but they will provide a systematic channel for a number of groups
and interests at the regional level to exchange views among themselves
and to present any consensus they may reach to'an executive ofificer, the
délégué, who is required to consider though not necessarily to accept
their views.
Viewed in this light, some of the functions of the regionai councils
' enyisaged in the regionalization scheme could also be performed through
the "round table" approach sketched earlier. Regular meetings of inter-
mediate-level government officials with representatives of com%unity action
groups, commune-level officers, perhaps one or more députies of the national
assembly, and perhaps representatives of any local chambers of commerce or
of industry, would include the same groups as the proposed regional councils.
The arrangément would be less formal and systematic, ﬁLt not necessarily
much less.effective as a forum for exchange of information and viewpoints.
If uniform regions were established (or departments were accepted as

the uniform intermediate level for ministries' field staff structure), the
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arrangement would have to be somewhat more formalized, to the extent

of arranging for election (or some other means of selection) of repre-
sentatives of the prefects of ar.ondissements, dgputies, conmunity action
groups, etc., to have a co-ordinating group of manageable size. The
potential effectiveness of such groups also Is enhanced if they have a
single executive officer with some authority to coordinate wvarious minis-
tries' and agencies' activities within the region or department. However,
if the coordirating official is not sympathetic to popular iaput aud a
team approach, Lis presence may reduce rather than enhance the effective-
nesé of any informal cecord ‘nating group.

An attempt té spell out orjanizational details is probably both pre-
sumptuous and fruitless, but the main poiat 1s that an incremental
approach to indirect popular consultative mechanisms at the regional
or departmental level should not be ruled out as impossible.

C. .Decentralization of Social and Economic Development Programs

The most fundamental cbjective of the’regicnalization scheme is dis-
persed or decentralized development. Administrative deconcentration and
popular partiéipatién are both viewed as inherently wvaluable, but both
are also means to the basic goal of more wldely diffused ~conomic and
social growth and broader distribution of the benefits of growth. As
noted earlier, the specific decentralization strategy underlying the
scheme is promotion of the three medium towns as growth poles and counter-
magrets.,

The team could not attempt to evaluate this particular strategy.

The racent IDB commitment to help finance industrial parks in Cép-Haitien

and Les Cayes, based on the findings of a study group headed by Hugh
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'Schwartz, certainly would seem consistent with the regionalization scheme's
approach¥. Cap-Haitien and Les Cayes are probably acceptable locations from
the standpoint of attracting and holding managerigl personnel; Gonaives may
be less acceptable. Experience in other countries warns agairst too great
a commitment to a medium cities approach, especially through subsidies and
other policies which may distort true economic costs and benefits. But such
reservations are compatible with vigorous efforts to encourage growth in
these towns. As noted earlier, such efforts should not be justified pri-
marily on grounds of expected effects on migration streams to Port-au-Prince
-or abroad. Such gxpectations are almost certain to be disappointed. The
main point to note here is that should the regionalization scheme fail,
a variety of other approaches can be taken to either é growth poles strategy
or to any other patterns of decentralized economic and social development
that may seem preferable. These approach;s are complementary, not mutwally
exclusive. They include the following possibilities.
1. Ministry of Planning Tasks

One approach is through a more powerful Ministry of Planning at the
center, with.eﬁhancéd technical capabilities and-—more important--greater
cont;ol over the budéet. An integrated program budget along the lines
proposed by the Administrative Reform Commission would facilitate such
control, but shifts in the division of responsibility between Finance and
Planning are also érucial. Even in the absence of significant institutional
changes, the Ministry of Planning could build on existipg analyses and move

beyond them to attempt to establish a convincing rationale for a medium towns

bl See Hugh Schwartz, etc., Possibilities for Investment in Haiti, IDB,
1979, Available through Charles Pressoire at IDB.
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strategy (baseda on consideration of economic potential, not migration).
The Ministry might want technical assistance to that end. If a cori-
vincing rationale can be established, i1t might provide a framework
within which external donors would consider targeting their aid. At
a minimum, a cserious analytic effort of this kind would help establish
the potential and the limits of tlie medium towns approach.
If the rationale is strong, the Ministry of Planning's own field
structure should reflect that fact. As noted earlier, the Ministry has
"fairly recently established field offices in Cap-Haitien, Lgs Cayes,
Jacmel, and Gonaives. These field offices are still very small and their
capabilities are limitcd. If a medium towns strategy is to be pursued,
priority to bullding up the relevant field offices would seem sensible.
Coordination arrangements among donors (possibly including the major PVOs)
and between them jointly and the GOH, clearly would also facilitate any
targeted decentralization strategy for théh a convincing rationale can
be made.
2. Auténomous Regional Development Agencies

An entirely different approach to decentralized economic and social
development builds on the range of models offered by the autonoﬁous regional
agencies (ODN, ODVA, DRIPP, etc.) and, potentially, on the experience of
regional devélopméﬁt aﬁthorities in other countries (SUPENE in Northeast
Brazil, the Tennessee Valley Authority, etc.). Autoncmous or semi-autonomous
- regional develorment agencies could be used, of course, to promote a medium
towns strategy. They can also be used as vehicles for other decentralized
development strategies, including special efforts in poorer.regions such as

the Northwest and the Southwest areas of Haiti.
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Regional development authorities can offer flexibility and speed of
action, and coordination of various sectoral programs within their territory.
In a country like Haiti, with poorly developed central government capabilities,
the benefits are obvious, and have led most major -donors to resort to channel-
ing the bulk of theii aid through such agencies. As already noted, the costs
‘are also high, in terms of setting aside the task of leng-run institutional
development at the center. Among other effects, the tendency of donors to
develop their own activities and to channel them through semi-autonomous
- agencies focused on specific regions or sub-regions poses sericus cbstacles
to meaningful national planning efforts. As the number of well-trained
Haitian officials interested iﬁ development gradually increases, hence
augmenting potential capability to d6 integrated programming, this pattern
of donor activity becomes an increasingly serious problem. There seems to
Se considerable sentiment in some units of the Ministry of Planning and also
in some sectoral agencies for a higher level of integration of donor activity
into the ﬁational governmental structure.

Since regionalldevelopment is a long-term task, especially in the poorer
regions, one key criterion to consider 1s the long-term outlook for auto-
nomous regionzl agencies. Each of those now in Haiti relies heavily on one
or more outside donors, both for funds and for managerial, planning and pro-
granming, -and evalﬁatiénAcapabilities. But few, if any donors are willing
and able to commit themselves to long-term aid--say, fifteen to thirty years.
Thus institutional arrangements should be such that the agency stands some
chﬁnce of surviving tﬁe withdrawal of sizeable foreign funding and technical
eid before the task of generating self-sustaining regional growth is completed.
To survive, such agencies must either have some well-recognized status within

the governmental structure, including provision for funding, or they must move

into a position to generate their own funds from private sources.



-98-

All the regional autonomous agencies now in Haiti (ODN, ODVA, ODPG,
DRIPP, and HACHO) are under the tutelle of the Ministry of Agriculture,

‘but the actual position vis-@-vis that Ministry vﬁries widely. DRIPP's
status 1s close to that of a jointly administered program, though with
very substantial autonomy. HACHO's links with DARNDR have always been
‘tenuous and strained; for the past couple of years the Ministry of Agri-
culture has essentially refused to acknowledge the organization, while
efforts to attacn it elsewhere, for example under the Ministry of Plan-
ning, have been blocked. While autonomy from the cumbersome central
bureaucracy is deéirable, a complete absence of status and liaison channels
is a serious handicap.

Conversations with people familiar with the operations of ODVA, HACHO,
and DRIPP indicated that all have severe difficulties working primarily
through the Ministry of Agriculture. In view of the multi-sectoral nature
of their activities (with the possible exception of ODVA, which concentrates
heavily on irrigation and associated agricultural development efforts in
the Artibonite Valley), it would seem logical to place them under the
tutelle éither of a ministry with cross-sectoral resporsibilities (Planning,
Interior, Presidency) or under a interministerial commission attached to
the Cabinet. Ecch of thé three ministries named is in one way or another
Inappropriate for such a responsibility, and the interministerial commission
approach might be both politically and administratively'the most plausible
arrangement.

The existing regional agencies have at best embryonic programming and
planning capabilities. At least in principle, the DRIPP structure is
the best designed to work toward greater capability indepeﬂdent of the

presence of forelgn advisors or technicians. ODVA has plans {(which may now
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be moribund) to convert the resources now located in the joint ODVA-
IDB Burcau into a programming office for the entire organizationm,

and presumably would work gradually to replace IﬁB technicians with
Haitians. HACHO at present has no programming or planning capabilities.

If regional autonomous agencies were to be used to channel develop-
ment efforts towards a medium town-growth pole strategy, ODN and ODPG's
areas of activity correspond with two of the three targeted towns. Upforf
tunately, from the little information the team was able to gather, these
_two agencies are perhaps the least dynamic and efficient of the lot. “No
regional organization concentrates on the area gurrounding'Les Cayes.

HACHO should clearly be involved in any program focused on the North-
west. Indeed, the sectoral ministries have virtually no field stafis in
the region, so that HACHO remains virtually the sole functioning quasi-
governmental systemifor delivery of such services as are avaiiable;lwifh
the exception of a hospital and a few nutrition centers no& operated res-
pectively by the Ministry of Health and FONDEV. Even TPTC h#s accomplished
very little in the region. Moreovei, HACHO has the important asset of being
well-known and trusted in the region., But HACHO was never conceived and
organized as a full-fledged regional development agency, and its capabilities
have serioucsly eroded in the past two years. It could be a useful component,
but probably not an adequate channel, for a regional development effort.

3. Decentralized Economic Development Channeled through New Regional
Governmental Structures

If the regionalization scheme is approved, or if, over a longer

period, an incremental approach to administrative deconcentration creates
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new planning, co-ordinating, and impleﬁentation capabilities at the
ieQel of the department or regidn, additional channels for encouraging
decentralized economic development beco%e available. One option for

the government and for donors would be block grants to regional co-—
ordinators. The reéionalization scheme envisages such £lock grants,

1n the form of regional tranches of the national budget, to be allocated
substantially at‘thé discretion of the délégué with the advice and tech-
nical assistance of the regional planning office, the regional gouncil,
and the consultative assemblies representing local interests, Donors
might also wish to make grants directly to a regional government.

Regional development banks might be a further possibility.
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IV. Recommendations

Our recommendations fall into four general gategories. The first
covers steps that could be taken in the near-term to help strengthen
local capacity to plan and execute development projects. These steps
are important in their own right and can be taken irraspective of the
fate of any larger decentralization scheme. The second group of re-
commendations pertains to the current Ministry.of Planning/Administrative
Reform Commission plan for decentralizing Haiti's public administration.
- This plan has merit and there are several things which might be done to
further clarify and implement it, though there is at present no assurance
the GOH will finally approve the many governmental changes required.
Our third group of recommendations, therefore, suggests actions that can
be taken that would achieve some of the same objectives as the major de-
centralization scheme now under discussion. These represent, as it were,
&n Incremental approach to decentfélization. Fourth, are several options
that apply particularly to the Nofthwest, where there has been strong donor
interest in‘a special regional development program.

.

A. Community Development

1. Support the emerging network of community action councils. The
CACs have a good record of promoting community development activities.
Now that théir legal status is clear, more avenues shogld be explored for
gtrengthening these local organizatiouns.

2, Encourage consolidation of animation rurale services, Having
these functjons divided between ONAAC and DARNDR is inefficient. They
gshould be brought under ONAAC (or some successor agency), whose commu-

nity development program is stronger than DARNDR's.
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3. Explore means for establishing a fund to provide suppicmentary
resources for certain community level projects, to be carried out by
community action councils. These funds could be established at the
regionalilevel should new regional units be created.

4. Provide training fcor ONAAC perconnel and explore means for
expanding the size of ONAAC , field staff. Grants for vehicies, educa-
tional materials, and other equipment would also be appropriate.

5. USAID should review and reconsider funding the Integrated
Community Development Project it abandoned in 1978. Considerable effort
went into this well-designed project, and some or all of it may.be worth
salvaging, pursuant to point (1) above.

€. USAID could also investigate the possibility of Peace Corps
Volunteers working with ONAAC on community development. This would be
an appropriate and constructive role for PCVs in Haiti. It would be
preferable that they be used as technical advisors rather than as
community organizers, per se.

B. Current Plans for Regionalization

7. The general outlines of the Regionalization Scheme developed
by the Administrative Reform Commission and the Ministry of Blanning
ought to be supported by the donor community and approved by the GOH.
A detailed pfogram for its implementation should be worked out as soon
as possible, particularly to identify needs for trained personnel.

8. Consideration should be given to implemen.ing the écheme’on a

pilot basis in one or two regions.
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9. As donors formulate ideas about new program initiatives during
the coming months, they should frame them in terms compatible with the
Regionalization Scheme, or at least formulate one option in these terms.
In other words, donors should be prepared to work withim the new regicnal
framework should it gain GOH appreval.

10. If the Regionalization Scheme is adopted, training of regional
field staff should proceed. Establishing four regional systems will strain
existing technical capabilities, and the GOH may wish to seek technical
. assistance in establishing a training program within existing institutions
(e.g., INAGHEI), or alternatively may seek training grants to rrovide for
a year's overseas training in specific skills. Further details in this
area figure among the recommendations listed at the end of Section One.

cC. Other Means for Decentralization

11. The Adwministrative Reform Commission working jointly with Plan
and other ministries should seek approvalbof a standard unit vy region for
administrative purposes, either endorsing the current departmental units
or designiné larger regions.

. 12, The ARC sﬁould also consider means to encourage informal coor-
dinating committees of ministerial field representatives, local officials,
community actioﬁ groups, and representatives from the private sector. These
could be pléced iﬁ those locations where a number of officials are clustered,
regardless of the varying boundaries of their jurisdictions. If point (11)
above, is accomplished, the ARC should consider means to encourage informal

or possibly officially authorized coordinating committees at the level of

the uniform territorial unit established.
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13. The Ministry of Planning should give considerable priority to
strengthening its field offices. This does not so much require larger
staffs, as better—trainéd staffs with adequate material support. Field
offices of the Ministry should not only be charged with conducting
studies and gathering data, but also with working with regional or local
‘officials and coordinating committees on the development of projects that
cut across more than one ministry's responsibilities.

14. The ARC should continue to press for a program budget, consoli-
dating the now separated development and operating budgets.

15. Consideration should be given to how best to provide the Ministry
of Planning with sufficient control over the budgeting process to permit the
entire planning process to be significant,

16. The Ministry of Planning should consider undertaking a carefully
designed analysis of the potential and the limits of a targeted medium
towns strategy, assessing the advantages and drawbacks of such a strategy
cbmpared to:

(1) a more scattered, medium-and-small towns strategy;

(11) a rural d=zvelopment étrategy.
It might seek technical assistance in this analysis. The purpose would be
to establish medium-run objectives and priorities clearly enough, with
sufficiently well-supported analysis, to persuade donors to channel their
agssistance within the GOH objectives.

17. The Ministry of Planning should have a stronger structural
relationship with foreign assistance donors and non-government organizations
that exert strong influence on the direction of development programs and

projects.
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18. The GOH should explore ways of sharing ministerial resources
that are already in the periphery, in ways that increase their producti-
vity and relevance for local projects. This invélves coordination in such
matters as multiple use of vehicles, office space, clerical staff, and
informagion.

‘D. Regional Development in the Northwest

191 Since the sectoral ministries have almost no field staff in the
Northwest, a sizeable program in that area has little choice but to work
through a semi-autonomous organization.

20. HACHO sﬁould be a part of that organization, but is not itself
an adequate skeleton framework for it. If HACHO were integrated into a
new regional organization, the question of HACHO's status vis-a-vis the
GOH would be finessed.

21. The revised structure and procedures of DRIPP should be carefully
reviewed as a possible model for a Northwest Development agency. Advantages
of DRIPP's structure include: supervision by an interministerial commission
headed by the Minister of Planning, joint Canadian-Haitian staffing at key
point§ in the organization (this aspect might be carried further than in
DRIPP), detailed operaticnal programming and newly tightened personnel and
financial procedures. Detailed program planning, however, may prove unwise
initially,

22. It is worth coordinating plans f£5r training and developing field
agents with ONAAC, and seeking an agreement with ONAAC that that agency
will gradually incorporate community animateurs developed by the Northwest
agency into its own cadres (as is now the case for DRIPP). Similar arrange-
ments should be sought with TPTC, Health, and ideally with'DARNDR, for field

gstaff in these areas. In other words, in a country the size of HAITI it is
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"not at all clear that a regional development agency should become a per-'
manent feature of the government, and the prospects for such an agency
eurviving the withdrawal of external funds are not good. Thus planning
should start from the outset for the reintegration of the organization
into the GOH eventually--either by dissolving its functions into those
of the regular governrent agencies, or by arranging for perpetuation of

its status with GOH funding.

23. Finally, we recommend that the Ministry of Planning and the
National Commission of Administrative Reform initiate a technical
sub-group of the different donors to discuss their participation in

the follow-up of the plan of action suggested in this report.
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Appendix 1:  The Ministry of Planning (SEp)

The Ministry of Planning Wwas established in 1978 as the successox
to the National Council of Development and Planning (CONADEP)}. TIts mission
was to present long and short term national plans and to establish objectives
.and.priorities for social, economic, and regional development. The present
organization of the SEP consists of nine major units. They are the office
of the Secretary of Planning, the Directox General, the Administrative
Directorate and six Technical Directorates. Several unifs are attached to
the SEP: the Statistics and Information Institute, the Institute for the
Preservation of the National Heritage, the Food and Nutritfon Planning
Unit, the National Bureau of Technology, and the Environmental and Erosion

Control Council.

A. The Office of the Secretary of Planning
The Secretary of Planning is the Chief Executive of SEP and is
the final decision-maker on all policy matters. There are 2 Staff Offices
which provide support to the Qffice of the Secretary: the Director, plus

the Director of the Cabinet and the Councillors to the Cahinet.

B. The Director General
The Director General Is the highest ranking civil servant in
the SEP. He works very closely with the Secretary and is involyed in both
policy development and daily management of the SEP, He participatcs in

the establishment of an overall strategy of the Ministry., He coordinates



and supervises the comprehensiye actiyities @f the technical units and

makes. sure that the instructions of the Secretary are implemented.

C. The Administrative Directorate includes the Administrative
Director and personnel seryices. It is responsible for the maintenance
of the daily operations of the SEP and for establishing a documentation

center.

D. The Directorate of Economic and Social Programming (DPES) does
research that is intended to provide technical assistance on planning
techniques to all econowic and social sectors. it.establishes plan
methodology and presents development alternatives that assure internal
coherence of the National Plan. It sets up the basic principles, planning
~guidelines, and plan objectives., Technicians at DPES focus on social,
industrial, agricultural, fiscal, and budgetary processes. They coordinate
the planning operations with the planning units of the.develﬁpment sectors.
The staff may have several sectoral responsibilities which cut across
yarious disciplines. DPES internal structure permits.micro/ﬁacro, short
term/long term, and horizgntal/vertical aspects of sectoral planning to
be considered. It collects and coordinates data with the Statisfical

Institute, Customs, Finance, other Directions at SEP and other organizations.

E. The Directorate of Regional Planning and Enyironmental Protection
(DATPE) conducts research in the domain of regional planning in light of

iLong term socio-economic develapment of the country. Its focus is upon



elaborating a natignal strategy of geographic decentralization and regional
development. It determines regignal boundqrics in conjunction with the
proper authorities and makes recommendations to ensuée the protection of

the environment. DATPE determines spatial distribution of .socio—economic
activities and of the population. It studies iuternal and external migration
movements;, inter and intra-regional disparities and rural-urban trends. It

carries out regional research either on its ow or with other SEP units.

F. The Directorate for Project Promotion (DPP) is charged with the
identification of préjects in line with the objectivcs and strategies of
the SEP. It defines project methodology and offers technical assistance
to the development sectors. It initjates prelimirary economic and financial
evaluations of development projects and establishes study groups to look
at different development problems. DPP has six technical service sections
that reach out to the development sectors and try to formulate projects.

It provides decision-making criteria‘té'the sectors for possihle proposal
preparation. It perfarms sectoral analysis and investment analysis with

the ultimate aim of obtaining funds for projects.

G. The Directorate of External Donor Cooperation (DCE) is intended
to augment GOH capaciﬁy to coordinate the technical and f£inancial aspects
of foreign assistance. It faciiitates the liaisaon between the Goyernment
and bilateral and multilateral danors, and also private aid, DCE seeks
to assure that projects of foreign donor agencies are consistent with and

conform to the objectives and priarities of SEP. It coordinates znd directs



deyelopment funding programs and studies the passihility of obtaining new
sources; of financing. This direction collaborates with the different
directions of SEP and the development sectors in evaluating technical

assistance and external financing.

H. The Directorate of Evaluation and -Control (DEC) collaborates
with.the Budget Office of the Secretariat of Finance in targeting financial
resources for development. It establishes program and project priorities
within the various sectors for entry into the Development Budget. It
assures control ;nd carries out evaluation of projects duxring implementation.
DEC prepareé estimates and forecasts of program and project expenditures
of the Annual Plan and sends a monthly report to Finance on the status of

'projects. To perform these tasks, DEC ﬁas a programming and public invest-
mehts section, a monitofing section and an evaluation section. These
sections prepare studies intended to measure the effectiveness and efficiency
of programs and projects and their impact on the socio-economic environment.

DEC is the point of budgetary coatrol for all projects in the SEP.

I. The Directorate of Exterior Services (DSE) undertakes efforts to
strengthen regional planning and to improve liaison tetween regional programs
and projects and the central administrative offices of tﬁe SEP., It evaluates
the lacal human and financial capacity to attain the objectives of the
programs. It coordinates all activities of the SEP outside of Port-au-Prince.
DSE established the Regional Directorate of Planning which 1s supposed to

carry out basic socio-economic analyses of the four regions.



It is in the DSE that the Secretariat has tne core for a field staff, A
planning professional with general skills in economic deyelopment is based
in Cap-Haitien, Gonaives, Cayes, and Jacmel. The intent was for the staff
to work with their regional counterparts from other ministries. Basically
the staff performs technical and research services for thé SEP and other
ministries, deals with the international donor agencies at the regional
level, works with mayors' offices at the communal level, and collects
information in their region. All of the studies are project-oriented and

feed into the regional data requirements of the annual plan.

J. To further understand the operatiohs of the SEP, one can follow
the processing of proposed programs and projects which could be prepared
by one of the field staff of DSE. The documents are sent to the sector
program unit and to the DSE who reviews them and sends them with appropriate
recommendations to the designdted technical directorate, i.e. DATPE or DPPD.
DATPE looks at the consistency of the proposed programs with the recommended
gtrategy. The DPPD, after ensuring that the proposed programs are in line
with the objectives and strategies of the SEP, evaluates their economic
and financial feasibility. DATPE and DPPD work in cooperation with the
gaectars Inyolved as well as with the DPES in order to finalize and include
the proposed programs and projects in the sectoral plans. The finalized
documents aré returned to the DSE. A Technical Memorandum is prepared and
the proposed program is returned to the field staff. It is then forwarded
to the DPES to ensure consistency with the Five-~Year Plan and Annual Plan.

The National Plan 1s then presented by the Secretary of State for Planning



to the Council of Secretaries of State for discussion and approval. Then
it is forwarded to the Legislatiye Chamber which approves it with or without

modifications. It then becomes law and is published in Le Moniteur.



Appendix 2: Key Operating Ministries

The following is a brief description c¢f the overall goals and
structures of the key operating ministries in the Government of Haiti.
The ministries discussed include: the Ministry of Agriculture (DARNDR),
the Ministry of Public Works (TPTC), the Ministry of Commerce and In-
dustry, and the Ministry of Health (DSPP). The Ministry of Education
and the Ministry of Social Affairs are not discussed.

A Ministry of Agriculture, Natural Resources and Rural Development (DARNDR)

DARNDR is perhaps the most broadly focused ministry in the Government
of Haiti. The DARNDR is headed by the Minister of Agriculture to.whom
report three sets of administrative units. These include the undersecretary
(or sub-secretary) of agriculture, the directors of ﬁhe Key semi-autonomous
agencles--Organisme de Développement de la Vallée de 1l'Artibonite (ODVA),
Orzanisme de Dévelobpement du Nord (ODN), Organisme de Développement de la
Plaine des Gonaives (ODPG) and the Dean of the Faculty of Agriculture and
Veterinary Mgdicine (FAMV) .

The Principal actions of DARNDR are taken through the programs and
projects of the divisions of agriculture, natural rescurces and rural develop-
ment, and through the actions of the staff of the 13 district offices of the
Ministry. The directors of each Division report to the Und;rsecretary of
Agriculture, through the Director General of DARNDR, as do the District Offices.

The Programming Unit, responsible for translation of DARNDR data, prio-
rities, and project opportunities into planning materials for the Ministry
of Planning, also reports to the Director-General. The Unit has the authorify

to work and plan with all of the DARNDR divisions. The unit has been operating



for seven years. The Programming Unit has six basic areas of responsibi-
lity. These include: helping DARNDR's Administrative Council to develop
and select specific approaches to problems; development of an effective
communication system with the other ministries and external agencies,
and autonomous organizations; design of procedures for implementing national
‘and sectoral planning; formulation of short-term development plans that es-
tablish production priorities; development of plan components for the mid-
term and five year plan; and collaboration in external project development
with the Ministry.of Planning. There are approximately ten professional
staff, a higher number than many of the other ministerial Programming Units.
This unit is an important element in DARNDR oﬁerations, particularly in terms
of analysis, planning, and coordination with those external to DARNDR.

The three technical divisions of DARNDR provice for a variety of tech-
nical services. The Minlstry of Agriculture has seven services:

1. The Extension Service

2. The Research Service

3. The'Agricultural Economics and Statistics Service

4. The Agricultural Mechanization Service

5. The Animal Breeding Service

6. The Veterinary Medicine Service

7. The Cooperative Service

The Division of Natural Resources has six services:

1. Soil Comnservation, Forest and Wildlife Service

2., Irrigation and River Control Service

3. Geology and Mines Service



4. Meteorology Service

5. ‘Agricultural Chemistry Service

6. Fisheries Service

The Division.of Rural Development has four key services:

1. Rural Teaching Service

2, Community Improvement Service

3. Educational and Information Service

4. The Teacher and Vocational School Service

In addition the the three technical divisions under the Director-
General of DARNDR are the offices of the 13 District Agronomes. These
District.Aéronomes have responsibility for ﬁaﬁaging DARNDR division staff
in each district. Each District Agronome has extension agents working for
him in the field and it is these persons who have the most immediate contact
with rural residents. Interaction between the District Agronome and Tech-
nical Division staff varies according to the District and the array of
projects under way. Except for extension agents and rural teachers, the

majority (two thirds) of DARNDR staff are based near Port-au-Prince (Damien).

B. The Ministry of Commerce and Industry (DCI)

The Yinistry of Commerce has as its legally constituted mission the
following: definition of commercial and industrial policy in accord with
the objectives determined by the Government of Haiti, application of
measures to promote commerce and industry, organization of an economic
development strategy, design of international trade agreements pertaining
to commerce and industry, and establishment of conditions strengthening

industrial growth through such means as technology transfer. Specifically'
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the Minister of Commerce has an executive staff that are responsible
for eight directorates. These are the.directorétes for:

1. General Directorate - This unit coordinates and supervises
the activities of the other directorates and is cﬁargea with the develop-
ment of relationships with national and international organizations,
public relations, the commerce library, and special tasks pertaining
to commercial and industrial development.

2. Administrative Directorate - This Directorate manages personnel
and materials.

3. Commerce Directorate - This Directorate has six functions, pri-
marily informational (many of which are in embryonic stages) including
market studies and contacts with commercial business, promotion of ex-
ports, licensing and permit services, studies of trade agreements, weights.
and measures,commeréial and industrial information.

4. Industrial Directorate~ There are four units in this Directorate:
Industrial ?romotion, Management Council, Industrial Protection, and Textile
and ,Fiber Industry Services. The Management Council works in.collaboration
with the National Office for the Promotion of Investﬁents (ONAPI), a semi-
autonomous agency attgqhed to the Ministry.

5. The Pricing Directorate - This Directorate has resbonsibility for
following the evolution of national and international markets and informing
the public on market price changes for commodities and other goods to assist
in price setting. These are two service units in the process of being esta-

blished. These are the Price Study Service, and the Price Evaluation Service.
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6. The Inspection Control Directorate - This Directora:e has
responsibility for four services which include Quality Contiol, working
with Public Health, Agriculture, and other public and private organizations;
Price Control, which follows price movements and informs market participants
on price fluctuations (in development); Public Market and Business Inspection
Services; and the Bureau of Regional Coordination, which is interded to ob-
" tain information on regional commercial and industrial activities and inform
policy-making within the Ministry. This bureau is to have regional offices.

7. The Statistics Divectorate - This Directnrate has two services,
one tiat collects information on commerce in general and analyzes data on an
on~going basis pertaining to commercial activity, and one that synthesizes
data pertaining to industry in general and industrial sectors to inform
Ministry policy.

8. The Jurisdictional Study Directorate — This Directorate has as its
mission the provision of advice on legal questiors pertaining to commercial
and Industrial legislation, or with regard to conflicts resulting from the
application of regulations. There are five services in the Directorate
whi?h are: Study and Consultation Services, Industrial Ownership Services
(trademarks and patents), Industrial and Commercial Corporation Services,
Stamp Issues, and the Registry of Foreign Businesses and Shipping.

There are three semi-autonomous organizations under the aegis of the
Ministry. These include the Postal System Administration, the Office for
Commerciélization of Perfumes of Haiti, and the National Office for the
Promotion of Investments (ONAPI). ONAPI is a recently created organization

intended to serve as an intermediary between Haiti and foreign investors.

W\



12—

ONAPI prepares and disseminates marketing information on industrial
development, including information on favorable tax treatment, labor
costs, and the availability of industrial develoément sites., ONAPI
is currently working with other quasi-governmental organizaticas in
Haiti, sﬁch as the Industrial Parks Cérporation (IDIA) which has as
‘its function assisting new companies to obtain suitable buildings and
land for development. This group is currently involved in attempting
to establish industrial parks in regional centers.

There is some coordination between the Ministry of Planning and
Commerce on an informal basis. However, at the ministerial level,
the Diregtor—General is the principal point at- which program interaction
between ministries occurs.

C. The Ministry of Public Works, Transport and Communication (TPTC)

The Ministry of Public Works is directed by the Minister for Public
Works. There are five components of the Ministry that come under his
authority. These include the Programming Unijt, Organizationél Services,
Implementation Services, Supporﬁ Services and Regional and Departmental
Serviﬁes. The operational management of Public Works activities 1s vested
in the Engineer-~in-Chief and the Executive Engineer, who repoft to the
Secretary.

The Programming Unit of the Ministry of Public Works has as its ob-
jective the coordination and development of the activities of the different
services and semi-autonomous organizations that are under the aegis of
Public Works. This 1s intended to facilitate their appropriate partici-~
pation in national development processes. In addition, the Programming
Unit is intended to provide support to the anistry of Plaﬁning in develop-

ment of national planning activities, and in support of the design of
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projects using donor funds. The Unit has broad responsibility for
developing Ministry plans and recommendations that include public
works, urban development, transportation, energy, potable water,
and commpnications.

It is currently composed of two sub-units, the Planning and
Programming Council and the Technical Programming Unit.. The Plan-
ning and Programming Council is a coordinating and support group
for the Minister. It meets every six months and comments on annual
* planning, with subgrours meeting periodically. It defines Public
Works policy, coordinates objectives, assists interministerial re-
lations, and makes reviews of problems identified by the Technical
Programming Unit. The members of the Council include an Executive
Officer, Directors of the Public Works Services, and Directors of
autonomous organizations.

The Technical Programming Unit is compoced of engineers, architects
with planning skills, economists and statisticians. This unit's mission
is to.do stuaies necessary for understénding developmental problems in
pubiic works, prepaie well-organized programs of action for units of the
Ministry, coordinate external assistance on public works projects, do
preliminary project plaa feasibility studies, evaluate sectoral plans
within the départﬁent, complete and analyze periodic reports from the
Ministry and autonémous agencies, inspect and evaluate regional activities
of the Ministry, and generally monitcor the implementation of the programs

of the Ministry. A particularly important aspect of the Technical
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Programming Unit's work 1s coordination with different ministries,
s@ch as Planning, national agencies (IHS, ONB, and BRH) and external
sources of financial support for projeéts and programs.

The Organization Services Unit of the Ministry includes six sub-
units. These include: the Autonomous Transportation Service (SAT) which
’develops plans aﬁd submits recommendations for transportation in the
public and privéte sectors to TPTC and Ministry of Planning; the Office
of Financial Control, which prepares financial analyses and monitors
fiscal outlays for proje;ts; the Central Electric Control Service which
supervises studies of electric power dévelopment and private sector power
development brojects; the Potable Water Contrql Service, which esfablishes
specifications for water needs and construction; the Organization and
Methods Service, which is concerned with internal operations and personnel;
the Urban Planning Service, which prepares physical and economic plans for
urban and rural areés, designs projects, and monitors their implementation.
This service is responsible for formulation of objectives and strategies
that are part of the National Development Plan, in conjunction with the
Ministry of Planning's Dlivision of Regional Planning (DAPTE), in particular
focusing on sanitation, drainage, and related suppdrt structures. This
service prepares all contractual documents for studies and public works
improvements.

The implementation Service has three sub-units. The Construction
and Supervision Service has the responsibility for carrying out all infra-
structure works in transportation. It supervises projects and evaluates

them, as well as coordinating works projects funded either by the GOH or



~15-

by donors. It also implements traffic management measures and maintains -
street signs, The Urban Area Service ;s responsible for management of
urban infrastructure, including construction and‘conservation of public
buildings and monuments, streets, parks and drainage. [The National High-
way and.Road Maintenance Service (SEPRRN) is responsille for a variety oé
-road repair projects and has special laws covering its status. It is

supported by USAID funding and technical assistance.

Support Services include a variety cf institutional and administrative

functions. Among these are the Vehicle Weight Control Service, the Personnel

Administration Sérvice, the National Building and Public Works Laboratory,
sarage Services, Geologic, Cartographic and Topographic Services, and the
Construction Equipment Rental Service (SLELC), which rents machinery for
»rojecis carried out by the private sector pertaining to public works.

[he Regional and Departmental Service assists or participates in the
execution, development and improvement of roads, drainage, ports and air-
sorts in the nine regions of Haiti.

). Ministry of Health (DSPP)

fhe Ministry of Health consists of five major parts. They are the
ffice of the Secretary of Health, the Diréctor—General, the Division
>f Administration, Technical Services, and Administration of the Health
)istricts. Twu semi-~autonomous units, SNEM (MalariavEradication Program) -
and the Division of Family Hygiene are related to the Miniétry.

The framework for establishing the Health Regions and Districts is

In the Law of November 1975. Currently there are two regions and 11 districts

rountrywide. Sii regions were specified in the law. There was tc be a
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"metropolitan region at Port-au~Prince; the North region at Cap-Haitien;
the North-West at Gonaives: the Central at Hinche; the West at Jacmel;
and the Southern region at Cayes. The Southern Region with its districts
at Cayes, Miragoane and Jérémie has been established. -A northern region
exists, but its districts have not been defined. Administratively, the
"Districts and the two regions are on the same hierarchical level except
in the Southern Regior.

The geographic boundaries af the region and districts are not we}l
. defined and do not correspond to the delineations of any other govermment
agency. The district is not a "health service area'" in the usual sense of
the term. Instead, the existence of a hospital may have determined the
district. There is one hospital per district except in the Port—-au-~Prince
metropolitan area., Clinics, health centers and dispensaries in the districts
are not attached to.the hospital. They are linked to the District Health
Administrator who may not necessarily be the director of the district
hospital. 1In Port-au-Prince they are linked to the office of the Director-

General who is the de facto district administrator.
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Appendix 3: Persons Interviewed

Ministry of Planning (SEP)
Claude Weil, Directeur Général

Théophile Roche, Directeur, Direction de Programmation
économique et sociale (DPES)

Guy Bien-Aimé, DPES
Yvon Guirand, DPES

' Frangoise Moliére, DPES
Hervé Denis, DPES
Ludovic Pierre, Directeur, Direction de Contrdle et d'Evaluation
Yves Blanchard, Directeur, Direction de 1la Coopération Externe
Hervé Dalencourt, Directeur, Direction.dés Services Extérieurs

Gilbert Duperval, Directeur, Direction de la Promotion de
Prnjets de Développement

Hervey Sylvain, Directeur, Direction de 1'Aménagement du Terri-
: toire

Ministry of Finance

Artaud Toureaux, Directeur Général
Fritz Viala, Directeur Général, Office du Budget
Odonel Fénestor, Directeur Général, Bureau des Contributions

Ministry of Public Works, Transportation, and Communication (TPTC)

Fritz Etienne, Ingénieur en Chef

Frantz Merceron, Ingénieur-Directeur, Service de Construction et
de Supervision

Fritz Benjamin, Coordonateur, Unité de Programmatioh
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Ministry of Commerce and Industry

Carl Férailleur, Directeur, Direction des Etudes Juridiques
Josette Lacombe, Directrice, Direction Administrative
Raymond Turnier, Consultant

Ministry of Agriculture, Natural Resources and Rural Development
(DARNDR)

Nicot Julien, Sous-Sccrétaire d'Etat
Montaigu Cantave, Directeur Gé&néral
ielio Etienne, Directeur , Division de l'Animation Rurale

Marc Simon, Coordonateur, Unité des Plans et Programmes, Divisior
des Ressources Naturelles

Rodini Conte, Directeur Général, Bureau de Crédit Agricole

Ministry of Education

Edwige Kernizan, Directeur Général

Herns Henry, Directeur de Planification

Gérard Ddrcely; Directeur, Institut National d'Adninistration,
de Gestion et des Hautes Etudes
Internationales (INAGHEI)

André Limontas, Directeur, Division d'Action Communautaire,
Office Nationale d'Alphabétisation
et d'Action Communautaire (ONAAC)

Jean-Claude Cajou, Coordonateur Regional de Jacmel, ONAAC

Ministry of Social Affairs

Raymond Petit, Directeur de Projet St. Martin, Office National
o du Logement

Ministry of Health and Population (DSPP)

Jérémie Théodore, Secrétailre Général

Bogard Marseille, Chef, Division Administrative

Jon Rohde ‘ )
William Emmett ) Management Sciences for Health
Plerre Mathurin ) Consultan®s to DSPP

Suzanne Prysor-Jones )
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National Council of Cooperatives (CNC)

Francis Défay, Directeur Général

Administrative Reform Commission

Gérard Dorcely, Président
Serge Tardieu, Coordonateur
Anacita Duperval, Chef, Section de Formation et Perfectionnement

Canadian International Development Agency (CIDA)

Réal Lalande, Directeur

André Deshénes

U.S. Agency for International Development (USAID)
Jerry Russell, Director, Public Health Office

Jean Veillard, Public Health Office (formerly HACHO community
development agent in the Northwest)

Other
Jean Soso, Political Officer, U.S. Embassy
Judy Collins, CARE

Alberto Salinas, Director, IICA Swine Fever Fradication Project
(former consultant to ODVA)

‘ Jacques Kawly, Maire de Jacmel

Joseph Jean-Pierre, Préfet de Jacmel

Clément Beauvais, Président du Conseil Coﬁﬁunautaire de Jacmel
Maurice de Young, USAID Consultant

Jacqueline Rodriguez, USAID Consultant
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