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ThlS assessment has been facll~tated by the cooperatlon
and the great sense of openness demonstrated by the Plannlng
Ass~stance ProJect Manager Mr O'Ne~1 took serlOUS ~nterest ~n the
substance of the work and was eager to take ~mmed~ate dec~s~on to
~mprove the performance of the organ~zat~on as soon as a pert~nent

recommendat~on was brought to h~s attent~on The same can be sa~d

of the two ProJect Offlcers who d~d not put any l~m~t to the t~me

they were ava~lable for meet~ngs w~th the evaluators

Jacky Lumarque and Paolo Ch1los1
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DGI
FO
GN
IHRED
INAGHEI

PNUD
PO
SMCR
TA
TC
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ACRONYMS AND GLOSSARY
==============~========

Adm~n~strat~ve and F~nance Department
Bachelor of SClence
Comlte d'AppUl a la Commune
Consell d'Admlnlstratlon de la Sectlon Communale
Cablnet de Consultants Fernandez et Assocles
Centre de Developpement des Ressources Humalnes
Centre de Management et de Product~vlte

Consell Technlque Munlclpal
Les Cayes
Dlrectlon Generale des Impots
F~eld Offlce
Gonalves
Instltut Ha~t~en de Recherche et de Developpement
Inst~tut Nat~onal d' Adm~n~strat~on et des Hautes
Etudes Internatlonales
JOlnt Assessment Team
Non-Governmental Organlzatlon
Organ~zatlonal Chart
Plann~ng Asslstance/ Washlngton
Plannlng Ass~stance/ Offlce of Port-au-Prlnce
Pan Amerlcan Development Foundat~on

ProJect Eng~neer

Pro] et Integre pour Ie Renforcement de la
Democratle en Haltl
Programme des Natlons Unles pour Ie Developpement
ProJect Offlcer
SerVlce Metroplltaln de Ramassage des Resldus
Technlcal Ass~stance

Technlcal Councll
Travaux Publ~cs Transports et Communlcatlons
Workshop
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Speclal acknowledgment must be glven to Ron Danlel, Lee
Nelson and Morgan Gllbert of AID who carefully read the draft and
provlded lnvaluable comments for the presentatlon of the report
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The processor used In the dlsket lS Wordperfect 5 1 The
flIes related to the maln document are named REP * where the *
represents a number of one or two dlgltS lndlcatlng the
correspondlng chapters and sectlons of the document They can be
generated by the master document document named REP_MST1 DOC

The report 1S presented 1n three separate documents and
a d1sket The ma1n document Wh1Ch presents the methodology, the
results of the evaluat10n and the conclus1ons and recommendat1ons
A second document, the Append1x, conta1ns the d1fferent matr1ces
used for the evaluat10n of the sub-proJects and the workshops The
last document 1S the Annex where add1tlonal materlals are glven to
support the flndlngs and the methodology

Jacky Lumarque and Paolo ChlloSl Page 4

WhlCh means a sub-proJect located ln Gonalves, XY
lndlcates the number of the correspondlng sub­
proJect
WhlCh means a sub-proJect located In Les Cayes, XY
lS a two-dlglt number for the sub-proJect
wh1ch means a tra1n1ng workshop held e1ther 1n Les
Cayes or Gonalves
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The flIes of the Appendlx are of the followlng format
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Chapter 1 _ Executlve Summary

d] the external constra1nts and the solutlons suggested to
overcome them

c] the lnternal constra1nts of the organlzatlon and the Solut1ons
suggested to overcome them,

Page 8

=================

OBJECTIVES OF THE EVALUATION

EXECUTIVE SUMMARY

MAJOR FINDINGS

REPUBLIC OF HAITI "Strategy of soclal and economlC
reconstruct1on" August 22, 1994 Presented to the Informal
Donors Meet1ng for Ha1t1

1

1

1 1

1 2

b] lf the strategy, obJectlves, 1nputs, actlon plans and t1me
schedules have been efflclently lmplemented,

The evaluatlon team has hereln analyzed the 1nstltut1onal
capab1l1ty of the organlzatlon In order to put In eVldence

The pr1mary obJect1ve of th1S evaluat10n 1S to assess how
Plann1ng Ass1stance has lmplemented the goal, purpose and output
requlrements of the orlglnal Munlc1pal Inltlatlve ProJect It lS
also to examlne the ablllty of PA to manage the expanslon proposed
1n the ProJect Amendment Pert1nent recommendatlons are glven for
the tra1n1ng content and methodology In order to enhance
achlevement of rev1sed targets

Jacky Lumarque and Paolo Chl1oS1

a] lf the goal, purpose and output requlrements have been
translated 1n pertlnent strategy, Ob]ect1ves, lnputs, actlon
plans and t1me schedules,

The Munlc1pal In1tlatlve Program of Plann1ng Ass1stance
responds to a prlorlty need of Haltl as regards the dynamlc role of
decentrallzatlon In the development process of the country The
strategy of soclal and econom1C reconstructlon of the elected
government states that liThe serVlce dellverles and the assoc1ated
resources w1II be delegated to the local author1t1es In health
and educat1on, the M1n1str1es shall progress1vely transfer the
personnel and the admln1strat1on of health centers and schools to
local authorlt1es (Communes) II (1) The PA Mun1c1pal In1t1atlve
ProJect has already paved the way to the lnstltutlonal
relnforcement that wlll be needed for the munlClpalltles and CASECs
to lmplement thlS goal efflClently
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Chapter 1 _ Executlve Summary

The part1cular polltlcal context and the consequent USAID
global strategy has 1nfluenced the course of the Mun1clpal
In1t1at1ve ProJect 1mplementat1on and contr1buted to Sh1ft the
emphas1s from tra1n1ng toward the Job creat10n aspect

The tra1n1ng department needs to consol1date the brldge
between the general obJect1ves and the workshops act1v1t1es by
def1n1ng more operatlonal obJect1ves , tra1n1ng standards ,
mon1tor1ng tools and evaluat10n systems An effort to re1nforce the
department w1th appropr1ate tralnlng equlpment should also be
envlsaged

Page 9

However there lS a more complete def1n1t1on of the
tra1n1ng themes In the Expans10n Proposal

2

Trad1t1onal Job creat10n actlvltles such as rural road
works and sOlI conservat1on proJects are not necessar1ly the best
areas of 1ntervent1on 1n terms of the opportun1ty for the mun1c1pal
staff to develop 1tS sk1lls 1n plannlng and management of publ1C
works The approach adopted 1n the Amendment whereln there 1S a
h1gher mater1als budget even at the expense of the number of
workers lS more appropr1ate Otherw1se the publlC works department
has a well def1ned strategy, good organ1zat1on and adequate
procedures I report1ng and control systems The sub-pro] ects'
f1tness, qual1ty and eff1clency are globally acceptable Some
1mprovement lS needed 1n the qual1ty control system More attent10n
must be pa1d 1n the sustalnabll1ty and ma1ntenance aspects of the
1ntervent1ons

The or1g1nal proJect paper has not def1ned the traln1ng
strategy as well as that of the publ1c works (2) The strategy
followed by Plann1ng Asslstance and the subsequent obJ ectlves,
act10n plans, t1me schedules are appropr1ate However performance
results, tra1n1ng procedures and systems of control and evaluat10n
are not suff1c1ently documented

The tra1n1ng approach 1S general and theoret1cal, except
for the secretar1al and accountlng techn1ques components Wh1Ch have
proven to be 1nvaluable tools for general secretar1es and
"ca1sslers-payeurs" of the mun1clpal1tles On the other hand the
acceptance of the tra1nlng and technlcal ass1stance lntervent10ns
1S 1mpress1vely enthus1ast1c, the commun1cat1on of 1nformat1on
effect1ve and the current team of consultants and an1mators are
ded1cated and well quallf1ed The short-term one-day bl-monthly
sem1nars planned to support the small mun1clpal1t1es and CASECS are
a good response to the constralnt of heterogene1ty 1n the prof1le
of part1c1pants and prom1se better performance results In
1ncreas1ng and re1nforc1ng the pract1cal Sk1lls of the mun1c1pal
staffs

Jacky Lumarque and Paolo ChlloSl
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The eX1st1ng PA staff 1S competent and ded1cated In
sp1te of a h1gh level of rotat1on 1n the team of consultants due to
external factors the young and new team has the potent1al to
conduct the tra1nlng ln an efflc1ent way The recent declslon to
pass longer term contracts w1th the consultants wlll help PA
stab1l1ze ltS network of external consultants

The adm1n1strat1ve functlon lS well organlzed and
correctly managed The only weak p01nt lS the workers payroll
system that needs rap1d redes1gn There 1S also the opportun1ty to
explo1t some of the adm1nlstrat1ve and management sk1lls of th1S
department to re1nforce the global lnstltut10nal capac1ty of the
organ1zat1on

Page 10

Executlve Summary

CONCLUSIONS

Chapter 1

1 3

The munlclpalltles have not recelved allocated funds from
the central government for more then 10 months Th1S curta1ls the1r
ab1llty to pay the employees and const1tutes a severe hand1cap to
the bU1ld1ng of a susta1nable organ1zat1on The efforts of PA to
encourage 1ncreas1ng 1nteract1ons of DGI and the M1n1stry of
Inter10r w1th the mun1c1pal1t1es along w1th the restoratlon of the
leg1t1mate government of Presldent Arlstlde are expected to br1ng
a long term Solutlon to the fund1ng problem of the mun1clpal1tles

The proJect lS planned to end In August 1995, although
the proposed amendment wlil extend the duratlon for a full year
untll August 1996 thlS stlll represents a too short perlod to
guarantee that the proJect achlevements w1ll have acqu1red
susta1nab1l1ty Even 1t the proJect meets 1tS goals 1n terms of
Jobs creat10n there w1ll rema1n a lot to do 1n terms of enhanc1ng
the lnstltutlonal capabll1tles of the munlclpalltles

The pro] ect had to operate under crltlcally adverse
external condltlons and yet has completed qUlte vlslble progress
toward fulf1ll1ng ltS orlglnal purposes The rehab1lltat1on sub­
proJects have prov1ded an econom1C safety net to many poor fam1l1es
by creat1ng Jobs and br1ng1ng 1ncome to areas where the st1pends of
the workers are the only monetary lncome avallable The tralnlng
program has started to produce concrete appllcable management
Skliis at the level of mun1clpal staffs and CASECS members The
1mpact on the local pol1t1cal enVlronment lS poslt1ve as the
proJect has contr1buted to the creat10n of a cllmate of d1alogue
and pol1t1cal tolerance The status of the Mayor 1S ga1n1ng
cred1blilty

Jacky Lumarque and Paolo Chl1oS1
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Chapter 1 _ Execut~ve Summary

handle the expanslon plan proposed ln the Amendment Addltlonal
efforts to systematlze the tralnlng process and to strengthen the
tralnlng department wlll be crltlcal In order to manage the
expanslon plan efflclently The posltlon of Technlcal Offlcer wlil
have to be fliled at the qUlckest stage and publlC works standards
revlsed In the perspectlve to brlng more sustalnablilty and
opportunltles for technlcal skliis transfers to workers and
lnspectors

In order to relnforce ltS lnstltutlonal capaclty for the
purpose of lmplementlng efflclently the proposed expanslon plan, PA
needs to take advantage of the local experlence acqulred under
adverse condltlons to formallze lts work processes both In WhlCh
regards tralnlng workshops and management of publlC works small
prOJects In partlcular, the followlng suggested lnltlatlves can
relnforce the process of contlnuous lmprovement of the organlzatlon
and accelerate the enhancement of the munlclpalltles whlle
contrlbutlng to the dlrect creatlon of an lncreased number of
useful Jobs

Page 11

RECOMMENDATIONS

Formallze Tralnlng process
The tralnlng process must be formallzed wlth proper gUldellnes
for consultants and anlmators and systematlc procedures and
standards to monltor and evaluate tralnlng achlevements The
lesson plans need to be completed wlth more operatlonal
obJ ectlves taklng lnto account the generally low level of
academlc background of most partlclpants Those gUldellnes and
procedures can be used to document the lnductlon workshop
(Tralnlng of Tralners' Workshop led by the ProJect Offlcer)
that each new consultant and anlmator has to follow prlor to
begln contact tralnlng wlth munlclpal partlclpants

~
stabllsh Tralnlng evaluatlon

Establlsh a formal mechanlsm to evaluate each tralnlng
workshop ln accord wlth a standardlzed framework and wlth the
partlclpatlon of the Mayor's staff or CASECs offlclals A
suggested mechanlsm could take the form of a Jo~nt Assessment
Team (JAT) WhlCh would lnclude the ProJect Offlcer ,
representatlves of the munlclpal staff and the Technlcal
Councll The JAT would produce a F~nal Assessment Report In
WhlCh the evaluatlon stresses on lessons learned and proposes
correctlve measures Proper plans need also to be deslgned to
evaluate the partlclpants both In terms of knowledge acqulred
and appllcatlons of concepts and methods

1 4

a)

Jacky Lumarque and Paolo Ch~los~

b)
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g) Establlsh Evaluatlon of sub-prOJects
Establlsh a formal mechanlsm to evaluate each sub-prOject by
uSlng a standardlzed framework and wlth the partlclpatlon of
the Mayor staff or CASECS offlclals A suggested mechanlsm can
be the J01nt Assessment Team (JAT) proposed lD paragraph b
above w1th the JAT be1ng completed wlth the Project Englneer

c) Target Tra1nlng materlals
The tralnlng mater1als w1ll be better If less abundant and
more targeted, accord1ng to the proflle of part1clpants and
the operat1onal obJ ect1ves ass1gned to each workshop In
part1cular, lt lS suggested to prov1de each part1c1pant w1th
a n1ce 3-r1ng b1nder w1th the logo of PA Wh1Ch could be used
to f1le all tra1n1ng mater1als and hands-out dlstr1buted
durlng the workshops

f) Standard1ze Construct1on procedures
Standard1ze the construct1on procedures by collect1ng all work
standards, cost standards, qual1ty standards, process
descr1pt1ons and adm1n1strat1ve procedures and organ1z1ng them
1n an Eng1neer1ng Manual Th1S manual can be used as a
tra1n1ng tool and reference book for the F1eld Eng1neer and
the foremen The manual can then be expanded 1n a Munlclpal
Englneer Manual to be used for tra1nlng the mun1c1pal
techn1cal staffs

Page 12

Execut1ve SummaryChapter 1

e) Re1nforce the Tra1nlng Department
It 1S urgent to re1nforce the Tra1nlng Department w1th a set
of bas1c equlpment A slmple un1t moblle 1nclud1ng a portable
generator, an overhead pro] ector and v1deo mater1als w1ll help
make the tra1n1ng more V1V1d for the part1c1pants In
add1t1on, the ProJ ect Off1cer needs greater adm1n1strat1ve
support for plann1ng and organ1zlng the tra1n1ng seSS10ns The
recent dec1s1on to share the Procurement Agent's t1me between
the adm1nlstrat1ve and tra1n1ng departments 1S not sufflclent
and pos1t1ve and rapld act10n has to be taken to re1nforce the
traln1ng department w1th a full-t1me tra1n1ng ass1stant

d) L1mlt Consultants rotatlon
It 1S d1ff1cult to cope w1th th1S constra1nt Slnce lt der1ves
mostly from external factors But PA can d1m1nlsh the adverse
effects of a h1gh rotat1on by hav1ng longer term contracts
w1th the consultants 1n Wh1Ch the nature of serV1ces and
outputs to be prov1ded are clearly def1ned 1n advance The
arrangements 1n place w1th the eX1st1ng group of consultants
1S close to the proposed scheme and can be extended w1th m1nor
modlflcat1ons where more precls10n 1S glven for the outputs
requ1red and expected performance standards

Jacky Lumarque and Paolo ChlloS1

h) Verlfy Fltness of sub-prOJects workers
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0) Total Quallty Assessment
The methodology used In the current assessment lS not too far

As a component of ltS hlrlng POllCYI PA should lntroduce a
physlcal check at the tlme of hlrlng to lnsure the physlcal
fltness of the worker to the klnd of Job he has to perform

Page 13

of the Technlcal Counclls
But the fundlng must be
In order to glve proper

Support to the Technlcal Councll
The ldea of supportlng the operatlon
wlth a small fundlng lS very good
channelled through the Munlclpallty
monltorlng opportunlty to the Mayor

Chapter 1 _ Execut1ve Summary

J) Update Job Descrlptlons
Update the Job descrlptlons of the offlcers to brlng them In
Ilne wlth thelr correspondlng dutles and responslbllltles

1) Slmpllfy Payroll processlng
The ProJect Manager must establlsh and communlcate to the
Admlnlstratlve and Flnanclal Department assertlve pollcles
regardlng the acceptable delay In payroll processlng The
reV1Slon of the accountlng process along wlth the adoptlon of
a slmple computer program can substantlally reduce the current
delay In a very short perlod

k) Materlal support to the munlclpalltles
In order to help create a work enVlronment where the results
of tralnlng can be posltlvely used to work out practlcal
problems at the level of the munlclpalltles PA should conslder
supportlng the asslsted munlclpalltles wlth a mlnlmum of baslc
furnlture and offlce supplles

1) Clty Technlclan
In order to operate closer to the munlclpalltles and encourage
greater lnvolvement of the Mayor's staff In the management
process of sub-proJ ects PA lntegrate lnto Mayor's offlce
through hlrlng a technlclan The technlclan should operate
under the authorlty of the Mayor and would be the counterpart
of the PA ProJect Englneer for all aspects of proJect
development The technlclan would also have to work In close
cooperatlon wlth the Asslstant ProJ ect Offlcer In plannlng and
organlzlng the workshops

m)

n) Incorporatlon to the Mayorls offlce
As a pllot lnltlatlve, the proJect extenslon to the thlrd
reglonal department should start wlth the offlce of PA located
ln the Town Hall ThlS would create an alternatlve opportunlty
for the munlclpal staffs to partlclpate more dlrectly ln the
management of the sub-prOJects

Jacky Lumarque and Paolo Ch11os1
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from the one that would be employed to conduct a Total Quallty
Assessment of PA MunlClpal Inltlat1ve ProJect A Total Quallty
Assessment can be an lnvaluable management tool for an
organlzatlon commltted to contlnuous lmprovement and lt 1S as
1mportant as the tradlt10nal per1od1c flnanc1al aud1t It 1S
recommended not to walt the end of the ProJect before
conductlng such an exerC1se as the lessons learned can be
posltlvely relnvested to correct and lmprove the course of
actlon

p) Extend L1fe-of-pro]ect
The Amendment suggests to extend the LOP for a year to August
14, 1996 Even If the estlmated number of Jobs creatlon can be
reached dur1ng thlS perlod the extended LOP 1S too short for
the Ob]ect1ve of enhanclng the 1nstltut1onal capab1llt1es of
the target mun1clpal1tles In a sustalnable manner, especlally
In conslderat1on of the turnover at the level of mun1c1pal
offlcers and staffs expected from the December electlons We
recommend that the extenslon be brought to a mlnlmum of two
years at least as regards the component of traln1ng and
technlcal asslstance to the munlc1pallt1es

Jacky Lumarque and Paolo Ch~los1 Page 14

Execut~ve SummaryChapter 1
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Plann~ng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 2 _ Background and Introductlon

The Plannlng Asslstance Munlclpal Inltlatlve ProJ ect
seeks to lmprove the plannlng, admlnlstratlve and technlcal Skliis
of the munlclpal offlcers and staffs through tra1n1ng, technlcal
asslstance and management of small publlC works sUb-proJects

The add1tlonal lncome 1nJected lnto the communlty by
these labor lntenslve lnterventlons wlil brlng temporary rellef to
the llvlng condltlons of the workers and thelr famliles The
lmproved performance of the Mayor's offlce and CASECs, as result of
the tralnlng and the technlcal asslstance, wlil upgrade the
quantlty and quallty of serVlces offered by the munlclpallty to
ltS constltuents

Page 15

===========================
BACKGROUND AND INTRODUCTION

ProJect Purpose

ProJect H1story

2

2 1

2 2

a- the adoptlon of a new body of laws, as the eXlstlng
mun1clpal laws dated from 1982, are lncomplete and
lncons1stent wlth the new constltut1on,

b- the need for addltlonal resources (regular access to tax
revenues, offlce space, equlpment and materlals) ,

c- the need to lncrease the plannlng, management and
technlcal Skliis requlred for carrYlng out the
development actlvltle8 and the provlslon of baslc
serVlces needed to the communlty

As Halt1 undergoes a dramatlc trans1t1on toward a more
democrat1c type of government there 18 a cruclal and urgent need to
relnforce the lnstltutlonal capaclty of local munlclpal
organlzat1ons Local electlons are slated for November 1994 wlth
the potentlal consequence of a slgnlflcant renewal of the munlclpal
counclis In order to enhance adequate operatlon of the
mun1clpalltles many urgent needs and constralnts are to be
addressed, among the most lmportant are the followlng

Plann1ng Asslstance began des1gn1ng the Mun1c1pal
In1t1at1ve ProJ ect 1n 1991 wlth the purpose to strengthen the
constltutlonal government Deslgn work was stopped followlng the
September 91 coup d' etat On Aprll 1993 USAID contracted wlth
Plannlng Asslstance to begln deslgnlng a new proJect cornblnlng Job
creatlon and munlclpal development At that tlme there was hope
that the elected presldent of Haltl could be restored soon and lt
was lmportant to put many people to work to meet popular
expectatlons Mr Martln Ede and Mr Joseph Coblentz dld the lnltlal
deslgn and convlnced USAID not to make thlS an excluslvely Job

Jacky Lumarque and Paolo ChlloS1
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Plannlng Asslstance lS now awaltlng the approval of the
new amendment to extend the proJect for 12 months through August
1996 and to lnclude 14 addltlonal munlclpalltles In the lnltlal
scope of work

As a consequence of thlS llngerlng transltlon the Job
generatlon was flrst delayed and then curtalled as can be seen from
chart #1 When the fundlng became avallable the Job productlon
lncreased sharply to reach the Ob]ectlve rate of 1,200 Jobs per
month

creatlon program and to lntroduce an lmportant tralnlng component
Mr Ede returned to begln lmplementlng the prOJect In August 1993 by
bUlldlng the lnltlal organlzatlon Unfortunately he had to leave
the country when the return of the elected presldent was delayed
A new ProJect Manager, Danlel O'Nell, came to Haltl on January
1994

Page 16

Background and Introduct1onChapter 2

Soon after the proJect start-up , upon request of USAID,
Plannlng Asslstance applled to the PL480 Tltle III Offlce to cover
the proJect's dlrect costs, a total of 17,500,000 gourdes ( the
equlvalent of $ 1,300,000) USAID would provlde the dollar costs
of $ 1,700,000 By early June I the PL480 was at last ready to
approve the fundlng request At thlS tlme the Flnance Mlnlster of
the de facto government froze the PL480 account thus blocklng all
funds USAID reacted qUlckly by authorlzlng PA to use ltS dollar
fundlng to lmplement the proJect Plannlng Asslstance then resumed
lts fleld actlvltles

Jacky Lumarque and Paolo Ch11os1
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Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 2 _ Background and Introduct~on

After solvlng the problem of selectlng the approprlate
munlclpalltles, there comes the problem of complete absence of
resources for the munlclpalltles They have not recelved thelr
allocated funds for more than 10 months In concrete terms, that
means no cash for materlals or baslc offlce supplles, no salary for
the staff and the employees, dlfflculty In motlvatlng employees and
In assurlng the provlslon of baslc co1lectlve serVlces expected by
the constltuents Surprlslngly, In splte of those strlngent
constralnts the munlclpalltles responded to and partlclpated ln the
proJect wlth much enthuslasm, contrlbutlng wlth personal tlme and
resources

The PA Munlclpal Inltlatlve ProJect had to operate In a
chronlC and turbulent polltlcal context Followlng the departure of
the Duvaller reglme In 1986, the democratlcally elected Presldent
Arlstlde was flnally lnstalled In 1991, to be deposed 7 months
later by a mllltary coup The subsequent embargo lmposed by OAS was
unsuccessful to restore the deposed government whlle acceleratlng
the deterloratlon of the already weak economlC lnfrastructure The
Governors Island Agreement brought a brlef rellef wlth the
tentatlve of the Malval government to normallze the polltlcal
sltuatlon The fallure to lmplement the Governors Island Agreement
led to a full scale embargo by the Unlted Natlons wlth ltS damaglng
consequences for the economy as more Jobs were lost and more
represslon was underway The lnablllty of the lnternatlonal
communlty to obtaln the departure of the mllltary reglme led to the
lnvaSlon of the US army wlth the obJectlve to restore the
legltlmate government of Presldent Arlstlde

Page 17

Polltlcal and soclal context2 3

Jacky Lumarque and Paolo Chllos~

The Munlclpal Inltlatlve Program had to operate In thlS
adverse enVlronment under the same burden lmposed on the buslness
sector wlth escalatlng costs of energy and materlals, dlfflcultles
In procurlng fuel, long delays In the procurement of offshore
equlpment, shortages of supplles, lncreaslng costs of local goods
and serVlces USAID lmposed also to ltS funded agencles to avold
formal contacts wlth the de-facto government offlclals wlth the
consequence of many dlfflcultles In communlcatlng wlth the central
government bodles for obtalnlng lnformatlon and permlsslon to
operate Another USAID pollcy was to operate only In munlclpalltles
where the elected authorltles were stlll In charge An addltlonal
dlfflculty was the fact that some of the elected munlclpal counclls
stlll In offlce were not very free to operate due to the pressure
created by the mllltary or Just for fear of them All these
constralnts have llmlted the pool of munlclpalltles wlth WhlCh
Plannlng Asslstance could work
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

After study1ng the proJect paper and the scope of work
the consultants deslgned an analytlcal framework to take lnto
account all aspects of the organ1zat1on, the framework was
completed by a very deta1led quest10nnalre to use for the tra1n1ng
component (Cf Annex 3)

One of the consultants part1c1pated 1n the two-days
tra1n1ng worJ<:.shop held 1n les Cayes 1n September 5 and 6, Wh1Ch
gave hlm the opportun1ty to make d1rect observat1on and conduct a
lot of d1Scuss1ons w1th the part1c1pants and the consultants
Add1t1onal 1nformat1on was obtalned through flIes analys1s,
dlScusslons w1th the PO, the consultants and a sample of
partlc1pants Extens1ve d1Scuss1ons (lnd1v1dual and focus-groups)

The elected pres~dent 1S now expected to be restored
soon At that t1me the pol1tlcal context w1II be qU1te d1fferent,
h1S econom1C recovery program stresses on adm1n1stratlve
decentral1zat1on w1th a greater role devoted to the mun1c1pal1tles
1n manag1ng publ1C resources and serV1ces In that new context, the
PA Mun1c1pal In1t1at1ve proJect should be well accepted and
supported by all pol1t1cal forces

Page 18

Background and Introduct1on

Evaluat10n Methodology

The sample of traln1ng seSS10ns and sub-proJects
revlewed

Chapter 2

2 4

The only expected problem 1S due to the fact that the
mandate of the mun1c1pal counc1ls w1II end soon and new elect10ns
are planned for the end of the year As a consequence many of the
mun1c1pal groups part1c1pat1ng 1n the current proJect could change,
and the newly elected counc~ls would be free to change the
munlclpal staff Plannlng Ass1stance has however prepared a br1dge
w1th the sett1ng up of the Mun1c1pal Techn1cal Counc1Is, they are
not elected bod1es and they are be1ng prepared to be used
eventually to pass the accumulated exper1ence to the new counclis
and staff In add1t1on, the 1nfluence of the Techn1cal Counclis
would have to be exerted 1n two d1rect~ons keeplng conslstency
w1th sub-pro] ect ob] ect1ves and ma1nta1n1ng 1n pos1t1on staffs
already tra1ned 1n spec1al1zed areas

The evaluatlon started w1th a ser1es of 1ntense
dlScuss10ns wlth the ProJect Manager to cover the proJect h1story,
scope, Ob]ect1ves and constralnts The select10n of key people and
organ1zat1ons to meet was made by the consult1ng team w~th the help
of the ProJect Manager The select10n of the sample of
munlc1pal1t1es to survey was made to allow the consultants to
part1clpate 1n the workshops that were taklng place at that tlme

241
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 2 _ Background and Introduct1on

were also conducted wlth the Munlclpal Counclls and staffs of the
munlclpalltles of Les Cayes, Gonalves, Ennery and St Mlchel de
l'Attalaye The consultants also met wlth the Technlcal Counclls of
those last three munlclpalltles

Of the 12 sub-proJects executed by PA, 8 were vlslted 3
In les Cayes and the other 5 ln Gonalves

The selectlon of the set of people and lnstltutlons to
lntervlew was determlned to procure a multllateral appreclatlon of
the proJect goals and results So, two meetlngs were held wlth AID
offlclals to examlne varlOUS aspects of proJect Ob]ectlves and
characterlstlcs, varlOUS meetlngs wlth dlrect beneflclarles
(munlclpalltles offlclals and staffs and workers), PA staff,
consultants and employees, partners and lndlrect other
beneflclarles ( NGO's operatlng ln Gonalves, Deputy General
Dlrector of DGI)

The structure of the report derlves dlrectly from the
analytlcal framework establlshed at the beglnnlng of the
evaluatlon The flrst chapter presents the Executlve Summary wlth
the obJectlves of the evaluatlon, maJor flndlngs and concluslons,
and general recommendatlons Chapter 2 presents the proJect
background and lntroductlon to the report Chapter 3 analyzes the
lnstltutlonal capablllty of the organlzatlon by focusslng on the
plannlng process, the structure and procedures , and the
quallflcatlons of the personnel Chapter 4 examlnes the operatlonal
aspects of the proJect and analyzes how the dlfferent components
have been lmplemented Chapter 5 presents the outcomes and results
derlvlng from the two components and analyzes dlfferent aspects of
the proJect lmpact The 6th and last chapter glves the detalled
concluslons and recommendatlons

Jacky Lumarque and Paolo Ch1los1
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2 5

The characterlstlcs of the people and lnstltutlons
lntervlewed

The Approach and Organlzatlon of the Report
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3 1 Plannlng Process

Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 3 _ Inst1tut1onal Capab111ty of the Organ1zat1on

The Organlzatlon refers to how Plannlng Asslstance bUllds
ltS system of support to the Munlclpalltles wlth the appropr1ate
structures (work systems ) and procedures

THE INSTITUTIONAL CAPABILITY OF THE ORGANIZATION

Identlflcatlon and Analysls of Needs

3

ThlS assessment conflrms that PA operates wlth
approprlate pollcles and standards, one of 1tS most 1mportant
assets belng ltS well qual1fled and dedlcated personnel

The Human Resources Appralsal answers the quest10n of
whether PA's eXlstlng personnel possesses the appropr1ate skllls
and knowledge to carry out In an efflc1ent manner the new actlon
plan proposed In the ProJect Amendment

The Plannlng Process refers to how the organlzatlon
ldentlfles the needs to meet, sets the approprlate obJectlves and
strategles, selects the set of actlv1tles and deflnes the systems
to control r monltor, evaluate and correct obJectlves and actlons

ThlS sectlon assesses the lnstltutlonal capablllty of
Plann1ng Ass1stance by look1ng at the followlng dlmens10ns the
Plannlng Process r the Organlzatlon In place to perform the
actlvltles and the Human Resources avallable

The eXlstlng Plannlng Process relles upon a contlnuous
arbltrage between the needs the Organlzatlon lntends to meet at the
local level and the obJectlves or the prlorltles of the Fundlng
Agency The present ProJect conflguratlon reflects thlS dual
d1mens1on where the Munlclpal In1tlatlves ProJect seeks to enhance
the lnstltutlonal capaclty of the munlclpalltles whlle provldlng
employment opportunltles for the urban d1sadvantaged soclal groups
accordlng to USAID goal to provlde an economlC safety net through
an emphasls on humanltarlan serVlces and an lncrease ln Jobs
creatlon

311

The system for 1dentlfylng and analyzlng the needs of
munlc1pallt1es 1S based on a partlclpatory decls1on-maklng process
where Munlclpal offlcers, staff and representatlves of dlfferent
mlnlstrles express thelr Vlew of the needs and prlorltles to meet
1n thelr communlty The same mechanlsm (Launch Workshop) was used
both for assesslng tralnlng needs and the communltles prlorltles In
terms of lnfrastructural rehabllltatl0n proJects
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The goals are clear and appropr1ate PA past exper1ence
1n work1ng w1th munlC1pal1t1es 1n a large spectrum of Thlrd World
countr1es enr1ch the 1nteract1ve act10n of PA 1n work1ng w1th the

The mechan1sm of assess1ng spec1f1c needs of the
mun1c1pal1t1es lS be1ng ref1ned as the two Tra1n1ng Consultants are
plannlng to study d1rectly the organ1zat1on of the mun1c1pal1t1es
focuss1ng how the Job lS done and the qual1f1cat1ons of eX1st1ng
staff

The needs assessment 1n publ1CS works may have led to
expectatlons h1gher than those congruent w1th PA capac1ty and
w1ll1ngness, for example, the part1c1pants 1n the Launch Workshop
of Les Cayes came up w1th a 11St of 70 "pr1or1ty" proJects of WhlCh
25 were subm1tted to PA for further study and fund1ng It qUlckly
appeared that such obJ ect1ve lS beyond the scope of what 1S
feas1ble w1th1n PA's budget and scope of scheduled work The
ProJect has to avo1d creat1ng expectat10ns h1gher than reasonable
so as not to 1ncur loss of cred1b1l1ty and frustrat10n

Page 21

3 The 1nst1tutlonal Capablllty of the Organlzat1on

Formulatlon of Goals and ObJectlves

Chapter

Apart from the Launch Workshops, the needs are
cont1nually assessed through other mechan1sms such as sem1nars and
commun1ty an1mat1on act10ns conducted by the ProJect Off1cer and
the tra1n1ng staff The 1nvolvement 1n the process of
representatlves of DGI and the Mln1str1es of Plan and Inter10r lS
of utmost 1nterest and lays the ground for pos1t1ve collaborat1ve
act10n between these organ1zat1ons and the mun1c1pal1t1es 1n order
to solve the fundlng problem of most mun1c1pal1t1es Th1S
1n1t1at1ve needs to be developed and systemat1zed as these two
1nst1tut1ons have a key role to play 1n the process of fund1ng
through tax collect1on and flnanclng

One of the formal tool used to assess tra1n1ng needs
cons1sts of a four-quest1ons form ask1ng the part1c1pants to
descr1be the1r pos1t1on and Job content, to express the1r needs 1n
terms of knowledge and mater1als and to 1ndlcate how PA can help
The sample exam1ned ( 26 quest1onna1res from partlc1pants of the
August Workshop of Les Cayes) seems d1ff1cult to use as an average
of 60 % of the part1c1pants expressed the1r tra1n1ng needs 1n broad
terms (Management, Account1ng or Secretar1al sk1lls) , approx1mately
one th1rd of the part1c1pants d1d not seem to understand the form
and many of them found useful to present the1r curr1culum v1tae
1nstead Th1S tool has been completed w1th two add1t1onal
quest10nnalres and d1rect 1ntervlews w1th the mun1c1pal staffs
Extens1ve use has also been made of the documentat1on ava1lable
from prev10us works conducted by other organ1zat1ons such as PIRED I

IHRED, UNDP, CDRH 1n the mun1c1pal area

312
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munlclpalltles In a partlclpatory declslon-maklng process

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

The proposed PA strategy emphaslzes "enhanclng local
government offlclals and local communlty leaders plannlng and
management Skllls to plant deslgn and carry out actlvltles to
provlde baslc serVlces and rehabllltate deterlorated productlve
lnfrastructure ln thelr munlclpalltles t1

3 The 1nstltutlonal Capab111ty of the Organ1zat1on

Selectlon of Approprlate Strategles

Cholce of Actlvltles

Chapter

313

314

One key element of thlS strateglc dlrectlon lS the
establlshment of llnkages between lnstltutlonal support ( tralnlng
and technlcal asslstance to the munlclpalltles) and the set of
concrete actlons to rehabllltate local lnfrastructures If properly
lmplemented thlS strategy can enhance the credlblllty of local
governments among constltuents and relnforce the management
capabllltles of the munlclpalltles Vla a learnlng-by-dolng process

-

I-­
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Systematlc congruence has to be searched at the needs
assessment and deslgn stages between sub-proJects and the overall
ProJect obJectlve to enhance lnstltutlonal capabllltles at the
level of elected local bodles The crlterla to be used to select
the sub-proJects should lnclude

a the opportunlty to offer an economlC safety net to workers,
b the constructlon or rehabllltatlon of useful and vlable

lnfrastructures susceptlble to lmprove the condltlons of llfe
of the populatlon In the areas of lnterventlon,

c the opportunlty for the munlclpal staff and CASECS offlclals
to consolldate the plannlng and management Skllls learned In
the workshops through dlrect partlclpatlon In the deslgn,
management t monltorlng and evaluatlon process

As regards the tralnlng component the 10 tralnlng themes
proposed In the Amended ProJ ect Paper embrace the baslc and
speclflc Skllls requlred to run a munlclpallty In an efflClent
manner The progresslon and the lesson plans have to take lnto
account two partlcular dlmenslons llnked to the characterlstlcs of
the target populatlon

a

b

The absence of academlc homogenelty among the partlclpants
whose levels range from very baslc llteracy Skllls to
unlverslty degrees
The partlcular work enVlronment of a munlclpallty where the
baslc furnlture, materlals and offlce supplles are lacklng

Llnklng small sub-proJ ects management wlth baS1C traln1.ng
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•I Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter _ 3 The ~nstltutlonal Capabl11ty of the Organlzatl0n

1n management and plann1ng 1S for the t1me be1ng, one of the best
opportun1t1es ava1lable for a mun1c1pal1ty to learn and practlce
management Sk1lls wh1le cont1nulng to prov1de useful serVlces to
the commun1ty PA should accelerate and effectlvely lmplement a
gradual transfer of sUb-proJects management to the mUll1clpallty

315 System of Internal Control, MOll1tor1ng and Evaluat10n

•
-

No eV1dence can be made of an eXlst1ng formal lnternal
control mon1tor1llg and evaluat10n system except for the
adm1n1strat1ve and human resources component as can be ascerta1ned
by the set of rules t1tled "R~glements Internes" (Cf para 3 2 2)
The present Assessment w1ll suggest the establ1shment of a formal
mechan1sm to evaluate each sUb-proJect In accord wlth a
standardlzed framework and w1th the partlc1patlon of the Mayor
staff The J01nt Assessment Team ( PA f1eld off1C~ and munlclpal
off1clals and staff) wlll produce a Flnal Assessment Report ln
WhlCh the evaluatlon stresses on lessons learned and suggests
posltlve correct1ve measures The same mechanlsm 1S appllcable to
the workshops wlth the JOlnt Assessment Team be1ng completed wlth
the consultants and the an1mators!tra1ners of the workshops The
Assessment Report to produce would be close to the model already
used by the Project Offlcer wlth the d1fference that lts
elaboratlon would now lnvolve d1rect part1clpat1on of the Mayor's
staff

316 System of Quallty Control and Contlnuous Improvement

The organ1zatlon lacks clear and pre-def1ned mechanlsms
to ensure contlnuous organ1zat1onal 1mprovement However, the
Management Team 1S concerned by the lssue and usually undertakes ad
hoc 1lllt1at1ves to gradually 1mprove the work system Although
1nvaluable, the current strategy of "scann1ng" can be lmproved by
a more formal and systemat1c approach In thlS sense, the
monltor1ng and assessment scheme descrlbed above for the tralll1ng
workshops and the sub-proJects can be a good startlng pOlnt toward
a coherent system of contlnuous lmprovement at the level of the
whole organ1zat1on

3 2

321

Organ1zat1on
==============
Personnel Structure

Accord1ng to the project paper the orlg1nal organlzatlon
was based on a Project Manager, wlth the overall responslbl11ty for
plannlng and lmplementlng of the proJect, a Deputy Project Manager,
w1th the responslb1l1ty for Technlcal Asslstance to the
munlclpal1t1es, payroll for the workers, procurement, f1nanclal
management and report1ng, and a ProJect Offlcer for coord1nat1ng
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the tralnlng actlvltles and supervlslng a Fleld Englneer for each
zone of lnterventlon, wlth a drlver for each zone and a maXlmum of
20 lnspectors (TI foremen") for the whole proJect (OC#l)

•
• AooIlOUntant

- - ~rWrf
DrfvM Dm-.... b~DrIwft

Dltnr

~ F_ l'_n Fomntn

OC # 1.

ThlS proposed structure was changed durlng the flrst
perlod of lmplementatlon (OC#2) The posltlons of Admlnlstratlve
and Flnance Offlcer and ProJect Offlcer were brought to the same
level, taklng out from the former all functlons relatlve to the
tralnlng and technlcal asslstance to the munlclpalltles and pass
them on to the latter

At the tlme of the evaluatlon we found ln place the
organlzatlon deplcted In OC#3 where the structure of the AFD
remalns unchanged wlth the only addltlon of an accountant, all the
fleld management responslbllltles on publlC works have been shlfted
from the TTD to the ProJect Manager, and the Tralnlng Offlcer has
acqulred an asslstant ln charge of lOglStlC and organlzatlon of
the workshops

At the tlme of the evaluatlon the Plannlng Asslstance
management lS studylng an lmprovement of the organlzatlon as
depleted In OC # 4

Jacky Lumarque and Paolo Ch11os1 Page 24
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

OC # 2

All these changes In the organlzatlon structure are
lndlcatlve of a strategy of "successlve approxlmatlons" In order to
adJust to an unpredlctable enVlronment whlle trYlng to better use
the avallable human resources The proposed organlzatlon structure
depleted ln OC # 5 should be optlmal for the new requlrements
resultlng from the expanslon plan

Jacky Lumarque and Paolo ChlloSl
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Human resources management

OC # 4

322
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

A poss1ble area of 1mprovement of the eng1neer1ng systems
w1II be to collect all the work standards, cost standards, qual1ty
standards, process descr1ptlons and adm1n1strat1ve procedures In an
IIENGINEERING MANUAL" that could be used as tra1n1ng tool and
reference for the f1eld eng1neers and 1nspectors, th1S task should
not be d1ff1cult as the bas1c mater1al lS already ava1lable Th1S
manual could then be expanded 1n a nMUNICIPAL ENGINEERING MANUALn
to be used to tra1n the mun1c1pal techn1cal staff

The personnel pol1c1es, procedures and regulat10ns are
descr1bed 1n the manual "REGLEMENT INTERIEURS n Th1S manual lS not
very elaborate but more than adequate for the small Slze of th1S
organ1zat1on The h1r1ng and evaluat10n processes for employees are
well establ1shed and correctly managed Some def1c1enc1es are found
1n the Job descr1pt1ons espec1ally at the off1cer level, they do
not correspond any more to the dut1es and respons1b1l1t1es ass1gned
to these pos1t1ons

There lS no tra1n1ng program for the new employees,
however the budget for FY 1995 1ncludes prov1s1on of 20,000 Gds for
tra1n1ng the personnel e1ther 1n techn1cal or manager1al or
adm1n1strat1ve Sk11ls The general approach has been to h1re
profess1onals that know the1r Job w1th no need for add1t1onal
tra1n1ng Th1S approach 1S adequate for the small Slze of th1S
organ1zat1on but presents some Ilm1tat1ons Poss1ble areas of
1nternal tra1n1ng could be Tra1n1ng for Tra1ners 1n an1mat1on
sk11ls, Computer Sk11ls to produce presentat10n graph1cs, a br1ef
formal tra1n1ng for the 1nspectors 1n work slte organ1zat1on and
qual1ty control, some Sk111 1mprovement tra1n1ng 1n the bU1ld1ng of
IIgab10ns ll and dry walls for masons
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Internal tra1n1ng

Eng1neer1ng systems and procedures

323

324

The eng1neer1ng system (lnclud1ng des1gn, cost1ng,
techn1cal documentat1on, schedul1ng, progress report1ng, work slte
organ1zat1on, labor management, labor standards and qual1ty
standards) lS pretty stra1ght forward the eng1neer1ng standard
used are the ones developed by PADF and some other documents
developed 1n house, the eng1neer1ng process 1S descr1bed 1n a 19
steps procedure and other 1nternal reports The standards and the
process seem to be adequate for the slmple sub-proJect executed 1n
th1S program It 1S adv1sable, any how, to 1ntroduce 1n the process
some 1ntermed1ate qual1ty control checks and a formal f1nal qual1ty
assessment The documentat1on of each sub-proJect 1S collected 1n
a folder, 1t 1S adequate but 1t w1II ga1n by a standard1zat1on
effort
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

ThlS system has not been analyzed as lt was the obJect of
the flnanclal evaluatlon

Most of the eXlstlng personnel (60 %) has been hlred after January
94 the core of the technlcal and admlnlstratlve staff belng In
place between March and June

The Management can lmprove ltS global efflclency by relnforclng the
communlcatlon process- both formally and lnformally- between the
two offlcers ( For example, every planned fleld actlon- tralnlng
workshop or communlty anlmatlon V1SltS- should be documented by an
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Procurement and lnventory systems and procedures

Flnanclal system and procedures

=========================

Quallty systems and procedures

HUMAN RESOURCES APPRAISAL

Management
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The eXlstlng Management Team lncludes one ProJect Manager and two
ProJect Offlcers one for tralnlng and technlcal asslstance to the
local governments and the other for the admlnlstratlon and flnance
of the central offlce The ProJect Manager lS supported by two
staff-members of Plannlng Asslstance Washlngton

ThlS system has not been analyzed as lt was the obJect
of the flnanclal evaluatlon A phone conversatlon wlth the Dlrector
of the Audltlng Flrm conflrms that the system lS sound except for
the payroll sub-process WhlCh needs to be corrected especlally for
the purpose of reduclng the eXlstlng long delay

ThlS organlzatlon completely lacks a quallty pOllCy both
for the publlc works and tralnlng operatlons Quallty standards, lf
and when eXlstlng, are poorly deflned and documented, quallty
controls are not formallzed and a correctlve actlon mechanlsm not
In place It lS suggested here that at least the top and technlcal
management be exposed to the total quallty semlnar as a mean to be
lntroduced to thlS modern tool of management

The Port-au-Prlnce Management Staff lS well quallfled and
demonstrates hlgh commltment to and goals congruence wlth the
organlzatlon proJect to encourage decentrallzatlon through support
of munlclpalltles The ProJect Manager has sufflclent autonomy to
make locally all declslonS regardlng the management components of
the ProJect, yet lnteractlons wlth Washlngton staff seem useful and
are faCllltated by the experlence and famlilarlty of the technlcal
advlsor wlth the Haltlan enVlronment
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

As shown 1n Table INS_T_Ol the admlnlstrat1ve personnel possess the
appropr1ate qual1f1cat1ons to conduct the1r Job 1n an eff1clent
manner Even though 1t appears that the Adm1nlstratlve Ass1stant
has not completed unlverslty degree, prlor and pert1nent experlence
In slmllar pos1t1ons glve her sound compet1tlve advantage 1n her
current ass1gnment

act10n or concept paper def1n1ng the scope of act1on, operat1onal
ob] ect1ves, deta1led act1V1 t1es and schedules and resources to
obl1gate} In add1t1on the whole organ1zat1on and espec1ally the
tra1n1ng and techn1cal ass1stance component w1ll ga1n w1th a h1gher
concentrat1on of PO 1n plann1ng, organ1z1ng andmon1tor1ng tra1n1ng
act1v1t1es even 1f the consequence 1S less d1rect 1nvolvement of PO
In fleld tralnlng and communlty anlmatlon actlvltles

EXlstlng admlnlstrat1ve staff 1ncludes one Adm1n1strat1ve Asslstant
hlred In September 93, one Secretary h1red 1n December 93, two
Bookkeepers h1red respect1vely 1n March 94 and May 94 The central
adm1n1strat1ve staff 1S completed by F1eld Off1ce adm1n1strat1ve
personnel encompass1ng two Admln1strat1ve Asslstants for les Cayes
and Gonalves Both have been h1red 1n the second quarter of 94 The
pos1t1on of Procurement Agent for the Central Off1ce lS not full
t1me as the 1ncumbent has started to work part-tlme as the
Ass1stant to the ProJect Off1cer
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The Inst1tut1onal Capab111t1es of the Organ1zat1on

Adm1n1strat1ve Staff

Chapter 3

332

Jacky Lumarque and Paolo Ch1los1

The eX1st1ng amb1gulty regard1ng the pos1t1on of the Procurement
Agent has to be el1mlnated as the cumulat10n w1th the asslgnment of
ass1st1ng the PO ra1ses the potent1al confl1ct of hav1ng to report
to two d1st1nct superv1sors The Assessment recogn1zes the
necesslty of and recommends to prov1de the pos1t1on of Ass1stant
ProJect Offlcer A formal evaluat10n process by a comm1ttee
composed of the ProJect Manager and the two Off1cers and an outs1de
consultant should determ1ne 1f the lncumbent possesses the
knowledge and Sk11ls for the new pos1t1on In case of a pos1t1ve
evaluat1on, the pos1t1on of Ass1stant PO w1Il be a full-t1me wh1le
the respons1bll1ty of procurement would be devoted to the
Adm1n1strat1ve Ass1stant

Dur1ng the course of the Assessment It has been establ1shed that
the PO ass1stant has started to conduct tra1n1ng sem1nars for the
munlc1palltles as a substltute for the consultant of PubllGestlon
Slnce the Management seems convlnced of the potentlal of the
1ncumbent we suggest to glve her proper backup w1th a spec1al
tra1n1ng as 1nstructor and tra1n1ng management 1n close
coord1nat1on of the coach1ng presently assured by the PO The
eX1st1ng management structure for tra1n1ng lS too precar10us to
accept the r1sk of llmlt1ng 1ts performance w1th an add1t1onal
1ntervener Wh1Ch would not have predom1nant management tra1n1ng
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Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

No assessment can be made of theIr qualIfIcatIons nor thelr
performance thelr currlculum vltae are absent from the contract
flIes examlned, there IS no record of evaluatlon regardlng the Job
performed In addltlon r thelr contracts dld not Indlcate WhlCh
consultants were used to faCllltate the Plannlng or the

So far, the Organlzatlon has used the serVlces of 12 dlfferent
consultants In order to support the tralnlng and technlcal
asslstance component of the proJect Accordlng to the flIes
examlned and the hlstory of the tralnlng actlvltles, the
consultants can be categorIzed In three groups

ProJect Englneers have the baslc quallflcatlons to perform properly
In the technlcal aspects of thelr Job, however, for the
admInIstratlve component llnked to theIr responslblllty for the
Fleld OffIce addltlonal support or tralnlng IS needed In such areas
as Technlques of Supervlslon and Management of Human Resources
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The Inst~tut~onal Capab~l~t~es of the Organ~zat~on

Technlcal Staff

Consultants

Tralnlng Consultants

Chapter 3

skllls

333
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A

The Technlcal Staff lncludes 3 ProJect Englneers wlth unlverslty
degrees ln CIVll Englneerlng and professlonal experlence ranglng
from 3 to 5 years r 10 Inspectors r 8 of them havlng been recruIted
In the flrst two quarters of 94 There IS no documentatIon to
ascertaIn the academlc background of the Inspectors as the
requlrements for thlS posltlon were based only on prlor experlence
In and famlllarlty wIth slmllar pOSItIons In publIC works
management However the Intervlews conducted by the Consultant Wl th
a sample of Inspectors revealed pertlnent experlence and dedlcatlon
to the Job, some addltlonal tralnlng In work organlzatlon and
quallty control would be of good help

In order to ralse standards of performance and to bUlld team
coheslveness and congruence wlth the goals of the organlzatlon the
Assessment wlll suggest to expose the whole staff (Managers,
AdmInlstratlve and Technlcal Staff) to the Total Quallty Process of
ContInuous Improvement

Jacky Lumarque and Paolo Ch~los1

The flrst group Includes the flrst 5 consultants used from proJect
start-up through the second round of Workshops of Les Cayes and
Gonalves They supported the PO In communlty anlmatlon and
partlclpated as facllltator In the Launch Workshops of Les Cayes
and Gonalves Most of them were found also as consultants In the
February Workshops of Les Cayes and Gonalves
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 3 _ The Instltutlonal Capablllt1es of the Organlzatlon

Admlnlstratlve Workshops

Accordlng to the PO, those consultants had to be abandoned as thelr
expertlse as generallsts were not sUlted anymore for a tralnlng
WhlCh was gettlng more focused on Plannlng and Admlnlstratlve
skllls

Yet, there lS a lot of room for lmprovement both as regards the
tralnlng organlzatlon ltself and the relatlons wlth the
partlclpants In partlcular, an effort has to be made ln order to
brlng the tralnlng content closer to the real needs of the
Munlclpal staff by dlfferentlatlng examples and personal works In
functlon of the level of the partlclpants especlally when CASEC
offlcers are concerned PA plans to study more closely the eXlstlng
structures, work systems and quallflcatlons of munlclpal staff
lnvolved In the tralnlng The results of thlS assessment should be
made avallable as qUlckest as posslble so to lmprove the efflclency
of the next workshops

The second group of consultants lnclude a set of 4 hlgh level
consultants wlth a mlnlmum academlc level of Master degree Two of
them have been hlred through the Consultlng Flrm Cablnet de
Consultants Fernandez et ASSOC18S(CCFA) Agaln, no dlrect
assessment can be made as regards the performance of thlS second
group of consultants Slnce no evaluatlon report was avallable But,
accordlng to the PO the contract wlth the Consultlng Flrm was
termlnated because of ltS poor performance , In partlcular,
communlcatlons of the Senlor Consultant could not reach the level
of the partlclpants As regards the flrst two consultants thelr
performance was approprlate but they stopped to become avallable
for PA

The thlrd group of consultants encompasses the three young
consultants used respectlvely In BaS1C Admlnlstratlon, Accountlng
and Secretarlal Skllls Academlc quallflcatlons range from BS and
Master degrees In thelr respectlve areas They have no prlor formal
experlence as tralners although one of them has had responslblllty
of In-company tralnlng of technlclans So far, they have been
actlve In the last four tralnlng workshops of Les Cayes and
Gonalves (Cf Table INS T-02)
There lS no record of evaluatlon conducted about thelr performance
However, based on lntervlews conducted wlth two of the consultants,
the staff of two munlclpalltles and the members of two Technlcal
Counclls lt lS posslble to conflrm that
a) communlcatlon lS generally clear and at the level of most

partlclpants I

b) relatlonshlps wlth tralnees are good,
c) there lS an approprlate balance between theory and practlcal

exerclses,
d) the consultants domlnate the content of course dellvered
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B Fleld Consultants

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 3 _ The Instltutlonal Capabl11tles of the Organlzatlon

The Assessment Team dlscovered at the flnal stage of the assessment
that fleld consultants were sometlmes hlred to perform speclflc
technlcal asslgnments ln relatlon wlth the sub-proJects The
evaluatlon team has had no tlme to properly lnvestlgate thlS area
For thlS reason, thlS component wlll not be assessed
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Plann1ng ASS1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 3 The Inst1tut1onal Capab111t1es of the Organ1zat10n

TABLE INS T 01 PERSONNEL PROFILE

Posltlon Incumbent Date of Quallflcatlons Experlence
Employment

Adm and Flnance Allx Lamarre 09/16 93
Offlcer

ProJect Offlcer Jean 09 13 93
Sebastlen
Roy

Admlnlstrat1.ve Karen FJ.ls 09 13 93 Professlonal studles 5 yrs
AssJ.stant Alme J.n management

Accountant Jean EdrJ.ck 03 01 94 BS Accountlng 3 yr
Robert

Accountant BerlJ.e 05 14 94 BS AccountJ.ng 3 yr
Hyppollte

Secretary Myrlam 12 22 93 DJ.ploma, Secretary 3 yr
Vaughes

AdmJ.nJ.stratlve Marle Ange OS 15 94 Dlploma In Secretarlal Extenslve experlence
Secretary Luclen studles and Accountlng worklng wJ.th NGO's and

InternatJ.onal
OrganJ.zatJ.ons
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Adml.nlstratlve Junle 06 01 94 Dl.ploma In Secretarlal More than ten yrs of
Secretary LOUlSSal.nt Studles and Accountl.ng experlence as secretary

and admlnlstratlve
asslstant In manu
l.nternatlonal NGO's

ProJect Macorel Salnt 05 04 94 Dlploma Cl.vll 3 yrs experlence
Englneer Ellen Englneer

ProJect Fellx Amazan 11 23 93 Dlploma Clvll 3 yrs experlence
Englneer Englneer

ProJect Jose Plerre 11 23 93 Dlploma Cl.vll 5 yrs experlence
Englneer LOUlS Englneer

Asslstant PO Sylvla Day 05 24 94

Inspector Jean-Robert 12 07 93 NA NA
Cyrll

Inspector Mlchel Prou 12 27 93 NA NA

Inspector Paul Harry 06 09 94 NA NA
Mercler

Inspector In Medard OS 23 94 NA NA
Lahens

Inspector Adler Tanl.sma 02 05 94 NA NA

Inspector Phlll.uS 02 05 94 NA NA
Charles

Inspector Lamour Dellns 02 05 94

Inspector Jean Edouard 06 20 94 NA NA
Ronald
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Inspector Albert 04 06 94 NA NA
Prophete

Inspector Fedelln 5lme 05 01 94 NA NA
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Chapter 3 _ The Inst1tut1onal Capab111t1es of the Organ1zat1on

Table INS T 02
TRAINING CONSULTANTS QUALIFICATIONS AND ASSIGNMENTS

CODE CONSULTANTS QUALIFICATIONS ASSIGNMENTS COMMENTS

COOl WlIdes Joseph NA Facllltator CV not found In
Workshops GN02,CYOl contract fl.les

COO2 Jocelyn Nau NA Facl.llator CV not found l.n
Workshop GN02 contract fl.les

COO3 Mlchele Douyon NA Facllltator CV not found In
Workshop CYOl contract fl.les

COO4 Erl.c Laguerre NA Communlty anlmatl.On CY CV not found In
Facl.Il.tator contract fl.Ies
Workshops CY01, GN02

COOS Nerva Exume NA Facl.lltator CV not found l.n
Workshops CY01, GN02 contract fl.les

COO6 Guy M Vl.ncent Master Socl.ology Consultant, Plannlng
BS Poll.tl.cal SCl.ences Workshop CY03, GN04

COO? Danl.ele St Lot BS Polltl.cal SCl.ences Consultant, Plannlng
DESS Dl.plomacy & Management Workshops CY03, GN04
of Internatl.onal
Organlzatl.Ons

cooa Yanlck Damour PHD Economy Consultant Plannlng Contracted
and Admlnl.stratl.on through the
Workshops CY03, GN04 ConsultJ.ng

fl.rIn CCFA
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COO9 Serge Fernandez Phd F~nance Consultant Plannlng Contracted
and Adm~nlstratlon through the
Workshops CY03, GN04 Consult~ng

flrm CCFA

COlO Danlo Joseph BS BUSlness Admlnlstratlon, Consultant Contract
Accountlng Admlnlstratlon avallable

WS GN05/CY06/GN07/CY08 through
December 94

COlI Serge Plnchlnat MBA Flnance Consultant Contract
Admlnlstratlon avallable
WS GNOS/CY06,GN07,CY08 through

December 94

C012 Florence CaUVln NA Consultant Flrst hlred as
Admlnlstratlon an lndependant
WS GNOS,CY06,GN07,CY08 consultant then

through the
Marketlng Flrm
PubllGestlon
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Chapter 4 _ Operat~ons Appra1sal

Around Gonalves
Ennery, St Mlchel de l'Attalaye, Desdunes, Anse Rouge, l'Estere,
Terre Neuve

As of today PA has organlzed 8 workshops In the two
munlclpalltles of Les Cayes and Gonalves The flrst tralnlng
actlons started wlth the Launch Workshops held In Les Cayes and
Gonalves durlng the last quarter of 93
Among the most lmportant obJectlves of the Launch Workshops were
the followlng
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OPERATIONS APPRAISAL

Tralnlng performed

TRAINING OPERATION APPRAISAL

Tralnlng planned

4

411

4 1

a assess communlty needs wlth local offlclals and credlble
communlty leaders,

b ldentlfy and prlorltlze local lnfrastructure rehabllltatlon
sub-proJects,

c deflne resources, communlty lnputs, admlnlstratlve and
technlcal procedures to lmplement, supervlse and evaluate sub­
proJects,

d deflne In global terms the tralnlng program to be executed

SlX addltlonal tralnlng workshops In plannlng and
management were held In the current of 94 wlth the partlclpatlon of
the munlclpalltles of les Cayes and Gonalves, delegatlons of the
followlng surroundlng munlclpalltles of les Cayes and Gonalves
attended also the workshops
Around les Cayes
Torbeck, Camp Perrln, Manlche, Cavalllon, Chantal, St LOU1S du Sud

In addltlon, the Progress Report # 4 made reference to a
serles of short term semlnars( half day) WhlCh were conducted In
the munlclpalltles of Torbeck, Chantal, Camp Perrln, Manlche,
Cavalllon, St LOU1S du Sud, Gros Morne, Ennery, l'Estere, Terre
Neuve, Anse Rouge, Desdunes, Marmelade, St Mlchel de l'Attalaye
durlng the last week of June Based on dlScusslons wlth members of
the Technlcal Counclls of Ennery and St Mlchel de l'Attalaye, It
can be conflrmed that those semlnars dld take place successfully ln
the surveyed munlclpalltles and that the concept of Technlcal
Councll had been fully explalned and dlscussed The two Technlcal
Counclls met durlng the survey were a dlrect result of those short
term semlnars

412
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 4 _ Operat10ns Appra1sal

The tralnlng process used by PA starts wlth the
assessment of munlclpal staff needs In terms of knowledge and
Skllls and seeks to deflne congruent global obJectlves and lesson

Not all tralnlng workshops were executed accordlng to
planned schedules In global terms, the whole tralnlng program was
In hlbernatlon for three months due to the delay of PL480 ln
respondlng to the fundlng request of PA In addltlon, two workshops
had to be delayed one for polltlcal unrest and the other at the
lnltlatlve of the Mayor of Gonalves Cf Table below

Page 39

TRAINING SESSIONS HELD VS PLANNED SESSIONS

Tra1nlng process

CODE Date Scheduled Date Workshop Motlve for
Executed change

CYOI 7-8 Oct 93 7-8 Oct 93 Launch workshop NA
Les Cayes

GN02 9-10 Oct 93 17-18 Dec Launch workshop Polltlcal
93 Gonalves unrest

CY03 2-5 Feb 94 2-5 Feb 94 Les Cayes NA
Plannlng
and
Admlnlstratlon

GN04 8-11 Feb 94 22-25 Feb Gonalves Mayor declslon
94 Plannlng and

Admlnlstratlon

GN05 1-2 Aug 94 1-2 Aug 94 Gonalves NA
Plannlng 1
Admlnlstratlon 1

CY06 4-5 Aug 94 4-5 Aug 94 Les Cayes NA
Plannlng 1
Admln 1

GN07 1-2 Sep 94 1-3 Sep 94 Gonalves NA
Plannlng 2
Admln 2

CY08 5-6 Sep 94 5-6 Sep 94 Les Cayes NA
Plannlng 2
Admln 2

TABLE TRN 001

4 1 3
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plans The Launch Workshops wh1ch had as obJect1ves to assess those
needs focused both on commun1ty needs for lnfrastructural
1mprovements and global needs for tra1n1ng manager1al and techn1cal
skJ.lls

The qual1ty of tra1nlng rel1es heavl1y on the technlcal
competence of the consultants and the qual1ty of tra1n1ng mater1als
avallable Accordlng to partlc1pants surveyed the present team of
tra1ners seem well qual1f1ed and demonstrate the ab111ty to conduct
the workshops 1n a professJ.onal manner
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Select10n and follow-up of the tra1nees

Content and QualJ.ty of the tra1n1ng

Tra1n1ng documentatJ.on

414

415

416

In add1tlon, the tralnlng process 1S weak ln ltS
component of mon1tor1ng and evaluat10n Proper schemes have to be
developed to evaluate the learn1ng achlevements of the
part1clpants, the performance of the tralners and the general
organ1zatJ.on of the workshops

No clear and pre-des1gned plan seems to eXlst In order to
assure the follow-up of the partlclpants In terms of knowledge and
Skliis acqu1s1tlon and appllcat10n But the tool for meetlng thlS
need eX1sts 1n the form of the half-day workshops destlned to
lnd1vldual munlc1palltles and CASECS

The tra1nlng content for the sub-groups J.n the
AdmJ.nJ.strat1on Workshop (Secretarlal Sk11ls, BasJ.c AccountJ.ng and
BudgetJ.ng PrJ.nc1ples) are well apprecJ.ated from the traJ.nees and
help communlcate pract1cal skJ.lls at the grassroots level Glven
the relatJ.ve low academJ.c background of the part1cJ.pants thJ.s lS to
be encouraged

Jacky Lumarque and Paolo ChlloS1

As regards the mater1als, we suggest that the tra1n1ng
materlals be more targeted and less abundant- espec1ally for the
Plannlng Workshops Too much and dlffuse materlals can be
lncomprehens1ble and unusable by most mun1clpal staff and
offlc1als In add1t10n many hands-out d1str1buted to the
part1c1pants were d1ffJ.cult to read because of the poor qual1ty of
the photocop1es ( due to shortages of mater1als result1ng from the
embargo) In some cases, not enough documents were ava1lable for
all the part1c1pants In general, the concept of a standard1zed and
h1gh qual1ty and more profess10nal document for part1c1pants needs
to be des1gned and 1mplemented even 1f the consequence for
concern of cost reductJ.on- must be less volume It 1S suggested to
prov1de each part1cJ.pant wlth a n1ce 3-r1ng b1nder w1th the logo of
PA whJ.ch the partJ.c1pant could use to flle all traln1ng materJ.als
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The lmplementat10n of the four Technlcal Counclls and
soclal C1V1C support commlttees surveyed durlng the Assessment can
also be attrlbuted to the tralnlng workshops ln plannlng (Cf 5 1)

In general terms r a formal and global assessment of the
resul ts of the workshops 1S premature at the current stage of
proJect executlon But the need for an expanslon of the tra1n1ng
plan to the other 14 rnun1c1pal1t1es 18 h1ghly crlt1cal and the

Page 41

Efflclency of Tralnlng

Tra1n1ng Equ1pment and Support

Traln1ng Results

417

418

419

Th1S component w1II not be assessed The cl1mate of
except10nal hardshlp under WhlCh the proJect had to operate would
blas all standard 1ndlcators However, our general feellng 1S that
the tralnlng efflclency should be hlgh due to the dlrect
lnvolvement of the PO at dlfferent levels of the lnterventlons
plannlng, organlzlng, anlmatlng, IOglStlC etc

and hands-out dlstr1buted durlng the workshops It seems that the
ProJect Off1cer has been request1ng for long -and In va1n­
adm1nlstratlve support for the preparat10n of the tra1n1ng
materlals He had to operate for 10 months ln very dlfflcult
condltlons wlth no computer, no secretary and a scarce budget for
tralnlng

Tra1n1ng Equ1pment 1S most of the tlme llmlted to the
board and pads although some v1deos were used In rare occaS1ons
Images and sounds can be very useful for tralnlng low academ1c­
level tra1nees' The proJect budget should provlde for a mob1le
unlt of equlpment wlth such vlsual a1ds as one overhead proJector,
vldeo and monltor and a portable generator

The dlScusslons wlth the staff and offlc1als of a sample
of four munlclpal1tles (Les Cayes, Gonalves r Ennery and St Mlchel
de l'Attalaye) and the analys1s of sequences of the Launch
Workshops from the vldeo prepared by PA show a good understandlng
of the ProJect by local author1t1es and commun1ty leaders

The two Launch Workshops created awareness of PA and 1tS
Ob]ectlves among local offlclals and communlty leaders Other
lmportant results of the speclallzed workshops were the practlcal
secretarlal and bas1c account1ng skliis belng applled by
part1clpants of the August workshops as th1S could be conflrrned by
the survey In the two mun1c1pal1t1es of Ennery and St M1chel de
l'Attalaye

Jacky Lumarque and Paolo Chl10Sl
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global capablllty to conduct the expanSlon approprlately already
eXlsts

The rehabllltatlon and constructlon processes are very
slmple and manual, they do not demand any analysls or assessment
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PUBLIC WORKS OPERATIONS APPRAISAL

Sub-proJects documentatlon

Organlzatlon of the work sltes

Constructlon process

Constructlon equlpment and materlals

4 2

421

422

423

424

As a result of the englneerlng efforts, a technlcal
documentatlon flle lS prepared for each publlC work lnterventlon
ThlS flle conta1ns deslgn data, plans, drawlngs, cost estlmates and
constructlon schedules A copy lS kept In the Port-au-Prlnce offlce
and a worklng copy lS glven to the Fleld Englneer ThlS
documentatlon lS adequate for the task but lt wlll galn to be
systematlzed

The Fleld Englneer lS responslble for the organlzatlon
and management of all the lnterventlons of hlS area wlth the help
of 5 to 6 foremen There can be up to 4 sub-proJects contemporarlly
act1ve 1n the same area, and when they are far away from town, as
lt lS now the case 1n Gona1ves, supervlslon becomes very dlfflcult
The payroll system lS based on attendance, so most of the
lnspectors and the group leaders tlme lS dedlcated to thlS task of
record1ng and controlllng the attendances

It would not be feaslble at th1S stage to transfer thlS
organlzatlon to the munlclpalltles as they lack the staff and the
resources to operate thlS way It would be more manageable for each
group of workers to be asslgned a task wlth a negot1ated prlce,
based on the dally rate and the labor standards, and when the task
lS flnlshed and the quallty of the work assessed, the workers be
pald The pay wlll stlll be calculated for and dlstrlbuted to each
worker by PA ThlS organlzatlon wlll have the advantage of freelng
a lot of the tlme of the englneer and the lnspectors who could then
devote more attentlon to the quallty of work Ad hoc cooperatlves,
local commlttees and/or rural mlcro-entreprlses could be developped
to subcontract thlS klnd of work

Jacky Lumarque and Paolo ChlloSl

Plannlng Asslstance provldes to the workers a set of
manual tool (llke plcks, shovels, wheel barrows, ) that are In
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Plannlng Asslstance lS rehabliltatlng many rural roads
and may conslder to rehabliltate urban roads also Most of the work
can be done by hand but to guarantee durablilty, the surface of the
road must be well compacted Manual tools are not adequate, we
suggest to approve the procurement of 2 small walk compactors for
each area of lnterventlon as asked by the amendment The compactors
need to be all of the same model to facliltate malntenance and
procurement of the spare parts

quantlty and quallty adequate to the labor lntenslve works The
hollow wheels of the wheel barrows are not sUltable for the present
use because the wheels are punctured very often wlth loss of money
and tlme, we suggest to change them as soon as posslble
Most of the publlC work lnterventlons requlre extenslve use of dump
trucks to move materlals, to backflll roads, to collect and d1spose
of sedlments Plannlng Ass1stance lS now borrow1ng the munlclpal
trucks, when avallable, prov1d1ng for the fuel and the malntenance
serVlce Not all the munlclpalltles have trucks and no one may
spare them for a long tlme as there lS a lot of work for them
Plannlng Asslstance has trled to rent trucks by JOb, but the prlce
asked lS too hlgh Plannlng Asslstance has not trled yet to ask
blds for long term leases of trucks, but lt could be dlfflcult to
flnd a good deal as the transport lndustry lS decapltallzed as
consequence of the embargo In order to be more productlve PA wlll
need a dump truck for each of the areas of lnterventlon Although
these three trucks wlll not solve the transportatlon problem
entlrely, the resultlng help wlll be lnvaluable

Page 43Jacky Lumarque and Paolo Ch1los1
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CODE PROVINCE/MUNICIPALITY STARTED TYPE OF
SUB-PROJECT NAME FINISHED INTERVENTION

There has been one cycle of SUb-prOJects dlvlded In 2
phases of 6 months each The flrst phase started ln Jan 1994 and
ended In June 1994 wlth the reallzatlon of four sub-prOJects The
second phase started on June 1994 and wlll end by Dec 1994 Elght

CYOOI Les Cayes! Rural 16 Dec 1993 ROAD
Crolx Maryr - Pont Bourl Road 11 May 1994 REHABILITATION

CYOO2 Les Cayes! Rural 21 Jan 1994 ROAD
Faucault - Bazlln Road 11 May 1994 REHABILITATION

CYOO3 Les Cayes! Urban CANAL CLEANING
Canal Cleanlng!Road Backflillng In progress

CYOO4 Les Cayesl Rural ROAD
Dumay - Morency Road In progress CONSTRUCTION

CYOOS Les Cayes! Rural In progress SOIL
Banatte SOlI Conservatlon CONSERVATION

CYOO6 Les Cayes! Urban CANAL CLEANING
4 Chemlns Canal Cleanlng

GNOOI Gonalves/ Urban 21 Jan 1994 DUMP SITE
Munlclpal Dump Slte 11 May 1994 PREPARATION

GNOO2 Gonalves! Rural 21 Jan 1994 DRAINAGE
Haut Pateau Market Dralnage 11 May 1994 REHABILITATION

GNOO3 Gonalves! Rural ROAD
Bayonnals - Souvenance Road ln progress REHABILITATION

GNOO4 Gonalves! Rural ROAD
Labranle Road ln progress REHABILITATION

GNOOS Gonalves! Rural SOIL
Bassln, Colonne SOlI ln progress CONSERVATION
Conservatlon

GNOO6 Gonalves! Rural SOIL
Sedran, Meme SOlI Conservatlon ln progress CONSERVATION

Page 44

LIST OF SUB-PROJECTS

Constructlon works performed

PubllC Work sub-prOJects planned

Chapter 4 _ Operat1ons Appra1sal
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sub-proJects are now under execut~on

Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment
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Compllatlon of the Payroll data as obta1ned from the PA
books shows the follow1ng pattern
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II Person/Month IMonthly IAccumulated I
Actual Planned Actual Planned

Sept 1993 300 300

Oct 300 600

Nov 300 900

Dec 600 1 / 500

Jan 18 600 18 2 / 100

Feb 93 600 111 2 / 700

Mar 119 600 230 3,300

Apr 117 600 347 3,900

May 133 600 480 4,500

Jun 84 600 564 5,100

Ju1 170 600 734 5,700

Aug 617 600 1,315 6,300

Constructlon works results

Gds CYCLE #2 CYCLE #3 CYCLE #4
JAN-JUL 1995 JUL-DEC 1995 JAN-AUG 1996

Labor 2,756,000 2,756,000 7,031,250

Materlals 2,756,000 2,756,000 7,031,250

If the Amendment 1S approved PA w111 plan three more
cycles of publ1C work sub-proJ ects from now to the end of the
program ( 30 Aug 1994) PA 1S now startlng the selectlon process
for the thlrd round of sub-proJects The budgets for the last 3
cycles wlll be roughly arranged as follows

As the program wlll work soon wlth 14 munlclpalltles, the
total budget wlll be SpIlt In a way that durlng the llfe of the
program all the munlclpalltles lnvolved wlll have obtalned a falr
share of lnterventlons

426
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It lS very d1fflcult to deflne appropr1ate efflc1ency or
product1v1ty 1ndlcators for th1S k1nd of publ1C works
1ntervent1ons
4 3 ADMINISTRATIVE OPERATION

ThlS table demonstrates that even 1f Plann1ng Ass1stance
lS very far from reach1ng and ma1nta1n1ng the planned employment
f1gures, 1t has 1mproved 1tS performance very sharply and should be
soon reach1ng the runn1ng rate

As the telephone system In Ha1t1 lS not very rel1able,
the reglonal off1ces are 11nked to the central off1ce by rad10 The
connectlon works very well w1th Gonalves and lS less rellable w1th
Les Cayes although lt has been lmproved recently The mall and
documents are transmltted through the serVlces of a carrler ThlS
unrellable method of transportlng documents constltutes one of the
maln causes of the long delay 1n payroll process1ng For the
communlcatlon outslde Haltl Plann1ng Asslstance wlll soon use the
Electronlc Mall
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Operat1ons Appra1sal
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Construct10n works eff1c1ency

Offlces

Commun1cat1ons

Chapter 4

427

431

432

The Plannlng Asslstance central off1ce lS located In
Port-au-Pr1nce ln the very convenlent Bourdon area, not far from
downtown The off1ce lS properly furn1shed, clean and well
organlzed Two backup generators lnsure aval1ablllty of power
dur1ng the frequent black-outs The reg10nal off1ces are housed 1n
rented resldences that are ass1gned to a multlpurpose use guest
houses for the frequent v1s1tors from Port-au-Pr1nce, res1dence for
the F1eld Eng1neer and warehouse for the bU1ld1ng mater1als Th1S
lS a very practlcal and economlcal Solutlon but lt has the blg
d1sadvantage that Plann1ng Ass1stance staff lS not operatlng 1n the
same prem1ses as the mun1c1pal1ty lmpa1rlng the transfer of Skllls
that could have resulted from worklng together In the case of Les
Cayes th1S problem lS compounded by the fact that the res1dence lS
very far from the C1ty Hall It lS recommended that th1S strategy
be revlsed and that PA locates 1tS offlce- at least for the 3rd
area of 1ntervent1on- 1ns1de the C1ty Hall

Jacky Lumarque and Paolo ChlloS1
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The off1ce equ1pment seems very adequate for the Slze and
scope of the organ1zat1on except for the spec1al1zed tra1n1ng
equ1pment whose lack can affect adversely the qual1ty of tra1n1ng
mater1als

The organ1zat1on d1sposes of 2 vehlcles for the Central
Off1ce and one p1ck-up truck 1n each of the 2 reglonal off1ces The
request of motorcycles for some of the lnspectors lS Just1fled
Th1S w1II allow more frequent lnspect10ns w1th the expected result
of a decrease 1n shortages 1n materlals, m1sunderstand1ngs and
qual1ty problems
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Equ1pment

Veh1cles

Data process1ng

Supports

433

434

The organ1zat1on makes prof1c1ent use of computers 1n the
adm1n1strat1on, and the computer equ1pment lS adequate for the
adm1n1strat1ve load 1n the central off1ce If tne payroll system lS
to be re-eng1neered a computer w1II be needed 1n each of the f1eld
off1ces It has been stressed all along th1S assessment how the
tra1n1ng department could benef1t by mak1ng better use of computers
to prepare d1dact1c mater1als, presentat10n graph1cs and evaluat10n
data base It lS not acceptable that th1S department rema1ns
depr1ved of a computer

435
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The support brought to the other departments by the
adm1n1strat1ve department lS Ilm1ted to the adm1n1strat1ve and
f1nanc1al funct10ns Th1s support can be extended to the publ1C
works and to the tra1n1ng funct10ns through the establlshment of
cost account1ng systems and report1ng procedures to measure
progress 1n the organ1zatlon

Jacky Lumarque and Paolo Ch11os1
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5 OUTCOMES AND RESULTS

5 1 Tra1n1ng and Techn1cal Ass1stance

Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment
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OuLcomes and Results

Qual1ty and f1tness of the tra1n1ng

Chapter 5

511

The Tra1n1ng and Techn1cal Ass1stance component of PA Mun1c1pal
In1t1at1ves ProJect was useful 1n expla1n1ng the ph1losophy and
approach of the proJect and 1n creat1ng the needed mot1vat1on among
local elected off1c1als to assume a dynam1c and cooperat1ve role 1n
the proJect 1mplementat1on Another 1mportant result of th1S
component lS the bU1ld1ng of a network support to the mun1c1pal1ty
through d1verse mechan1sms such as the nConse11 Techn1que
Mun1c1pal", the" Com1te d'AppU1 a la Ma1r1e n

I the 1nvolvement of
local leaders and the part1c1pat1on 1n workshops of local
representat1ves of assoc1at1ons and the Central Adm1n1strat1on Of
paramount 1mportance lS the 1nvolvement of DGI and the result1ng
concrete act10ns des1gned to enhance the mun1c1pal capac1ty 1n tax
collect1on Th1S support network const1tutes a predom1nant factor
1n the adopt1on of appropr1ate pol1c1es to encourage decentral1zed
development 1n1t1at1ve through the mun1c1pal1t1es

Append1x A prov1des the bas1c 1nformat1on 1n relat10n w1th the
results of the workshops The 1nformat1on has been tabulated for
each tra1n1ng seSS10n The results are summar1zed below under the
follow1ng head1ngs

The qual1ty of tra1n1ng lS generally good but 1tS potent1al benef1t
lS llm1ted due to the 1nsuff1c1ent quant1ty of 1nstruct1onal
mater1als made ava1lable for the part1c1pants In add1t1on, the
lack of appropr1ate aud10 and v1sual teach1ng a1ds tends to
encourage theoret1cal approaches thus Ilm1t1ng the benef1t from
tra1n1ng for most part1c1pants already h1ndered by the1r low level
of academ1c background

Jacky Lumarque and Paolo Ch1los1

The content of the workshops f1tS to the general needs of the
mun1c1pal1t1es However, the level of plann1ng seSS10ns lS too
amb1t1ouS 1n regard to the generally poor academ1c background of
the mun1c1pal part1c1pants one can not expect for example -as a
result of such tra1n1ng- a small commune Mayor or a CASEC off1c1al
to be able to conduct alone the strateg1c plan of h1S mun1c1pal1ty
or rural sect10n They only have to recogn1ze the pr1or1t1es,
understand the process and be 1n the pos1t1on to use the results to
amel10rate the bas1c serV1ces of the1r mun1c1pal1ty or CASEC to the
commun1ty
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5 1 2 Quallty and Fltness of the Technlcal Asslstance

Chapter 5 Outcomes and Results

Plann~ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

The publlc works sub-prOJects contrlbute to the goal and
purpose of the proJect In dlfferent ways
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Job Performance of the Tra1nees

PUBLIC WORKS SUB-PROJECTS

The Technlcal Ass1stance component of the proJect 1S one of the
most lmportant tool that can help enhance the management of a
mun1Clpal1ty However 1tS effect lS severely Ilmlted by the
current condltlons of total lack of fundlng for staff salary and
baslc offlce supplles at the munlclpalltles So far the small
publlC works proJects have been managed entlrely by the PA fleld
offlce wlth no slgnlflcant lnteractlons wlth the Mayor and hlS
staff PA accountablllty vls-a-vls the donor and lack of trust ~n

the management capaclty of the munlclpalltles seem to be the maln
reasons for malnta1nlng thlS practlce Unfortunately, lt leads to
a slgnlflcant loss of opportunlty for the munlclpal staff to learn
by dOlng The technlcal asslstance component wlll be more
beneflclal to the munlc1palltles lf 1) PA makes provlslon to
provlde cr1tlcally needy mun1clpal1t1es and CASECS wlth baslc
off1ce materlals and suppl1es, 11) PA assoc1ates more closely the
mun1c1pal staff In the management of sub-proJects

513

In the long term, the current efforts of PA to motlvate central
adm1n1stratlon offlClals and to bUlld network support to the
mun1c1pal1tles should focus on the 1mplementatlon of the
appropr1ate fundlng mechanlsms ( through an enhancement of the tax
collectlon from the most lmportant recognlzed sources "patente"
and "taxe fonclere" ) for the operatlons of the munlclpallt1es

ThlS component was assessed only for the four munlclpallt1es
surveyed and In relatlon only wlth the results of the August
workshop The workshops of September were excluded for be1ng to
close to the date of the assessment In regards to the workshops of
February and the Launch Workshops, the cholce would not be
approprlate as those workshops were concentrated In needs
assessment and 1dentlflcatlon of prlorlty lnfrastructural
lmprovements proJects

5 2
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It could be observed that secretarles and lICa1ss1ers payeurs ll are
the most ObV10US beneflclarles of the workshops as they have
started modlfy1ng work procedures and budget preparatlon by
dlrectly applylng concepts and methods learned durlng the
workshops
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the local communlty wlll have acqulred a new or rehabllltated,
useful and sustalnable lnfrastructure,

the workers lnvolved wlll have obtalned temporary employment
and posslbly some tralnlng,

Page 50

the publlC work has been deslgned and
constructed so well that no slgnlflcant
efforts ln malntenance are requlred

the publlC work requlres regular malntenance
and proper malntenance procedures, an
organlzatlon lS put In place along wlth the
means to flnance lt

the lnfrastructure generates the lncome needed
for ltS operatlon and malntenance

MAINTENANCE
FREE

BY MAINTENANCE

FINANCIAL

the Mayor and hlS staff wll1 have acqulred addltlonal
plannlng, admlnlstratlve and technlcal Skllls by partlclpatlng
to the selectlon, deslgn, flnanClal plannlng, lmplementatlon
and quallty assessment of the sub-proJects

Partlcular attentlon must be put In the deslgn of the lnterventlon
In order to guarantee sustalnablllty accordlng to one or more of
the followlng terms

I I~~ES IGONA- IURBAN IRURAL ITOTAL IIVES

SOIL CONSERVATION 1 2 0 3 3

ROAD REHABILITATION 3 2 0 5 5

DRAINAGE/CANAL CLEANING 2 1 2 1 3

DUMP SITE CONSTRUCTION 0 1 1 0 1

The lnterventlon must avold also any negatlve lmpact on the
ENVIRONMENT and INCONVENIENCE to the local populatlon

PA has studled 12 sub-proJects, 6 In Les Cayes and 6 In Gonalves,
4 of these sub-proJects have been termlnated, 7 are In progress and
1 more lS In stage of deslgn The areas of lnterventlon have been

The outcomes and results of each sub-proJect have been
tabulated In the Appendlx B, the followlng deplcts a summary of the
results
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Chapter 5 _ Outcomes and Results

a-I The temporary employment generatlon Ob]ectlve of thlS program
for the flrst 12 months of operatlon has not been fulfll1ed,
the target number of person-month of work to be created was
7,500 whlle the ones created have been only 1,200
The reasons for thlS lmportant gap can be easlly retraced
through the proJect hlstory However the second graph shows
the rate of employment creatlon meanlng that the component has
reached the speed planned ln the proJect paper
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 5 _ Outcomes and Results

a-2 We have not notlced any systematlc transfer of skllls to the
Sub-pro] ect workers except when a promotlon was occurrlng from
the posltlon of worker to team leader The team leaders and
the lnspectors have benefltted from transfer of technlcal and
managerlal Skllls trough on the Job tralnlng Even lf thlS was
not part of the proJect obJectlve, lt can be counted as an
lndlrect beneflt

b-l The economlcal lmpact of the lnfrastructure, newly constructed

CumuJatl\l8 Work Cre«ted

8000

or rehabllltated, expressed In terms of thelr ablllty to
generate addltlonal lncome In the area of lnfluence of the
sub-proJect, varles accordlng to each sub-proJect, the lmpact
lS more lmportant In the rural roads and lesser In the canal
cleanlng
The econoffilcal lmpact of the sub-proJect, expressed as the
lncrease In lncome of the faffillles of the partlclpatlng
workers has surpassed for sure the output lndlcator of 15% ,
ln most of the areas of lnterventlon the stlpends of the
workers are the only monetary lncome avallable
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

3) See the slngle sub-proJect evaluat10n tables for more
detalls

b-4 None of the accompl1shed publlC works 1S sustalnable by
malntenance yet no ma1ntenance procedures or organlzatlon
have been left 1n place All the started sub-proJects seem to
present the same pattern

b-3 None of the accompl1shed publ1c works lS phys1cally
susta1nable the deslgn and the constructlon are not such to
guarantee funct1onal1ty over the long term All the started
sub-proJect started seem to have the same pattern
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b-5 None of the accompl1shed publ1C works 1S f1nanc1ally
susta1nable up to now no means have been found to f1nance
the ma1ntenance However many of the rural roads rehab1lltated
could be ma1nta1ned on voluntary bas1s by local comm1ttees,
but they wlll need help for tools and tralnlng All the
started sub-proJects seem to have the same pattern

b-2 The soc1al 1mpact, expressed as an 1mprovement 1n cond1t1on of
11fe 1n the proJect's area of 1nfluence, var1es accord1ng to
each sub-proJect, 1t shows a large, although temporary, 1mpact
for the canal clean1ng and sanltatlon proJects The soc1al
1mpact 1S also 1mportant for the rural roads because of the
1ncrease 1n access to health and other soc1al serV1ces

b- 6 None of the sub-proJ ects, except one, seems to show any
slgn1f1cant negat1ve env1ronmental slde effect The dump slte
In Les Cayes has been approved by USAID only as a temporary
dump slte to unload the sedlments comlng from the dra1nage
canals and 1S not a problem In 1tself, a potentlal problem
could arlse 1f the munlclpallty m1suses 1t, by dump1ng
domestlc garbage As a correct1ve act10n to th1S potent1al
problem we suggest that Plann1ng Ass1stance be very clear 1n
expla1n1ng to the munlclpallty what lS the only author1zed use
of the dump slte We suggest however, as a safety measure, not
to cons1der any canal clean1ng or garbage collect1on proJect
1n towns that do not have already an approved and well managed
dump slte

b-7 The lnconven1ences to the local populat1on generated by the
reallzatlon of the sub-proJects are small but slgn1f1cant,
they must be addressed carefully as the spontaneous
correct1ons made 1n react10n by the local populat1on 1mper1l
the functlonal1ty of the lnfrastructure(3) The most recurrent
problem 1S the fact that, when not properly mot1vated, the
1nhab1tants on the slde of the rehab1l1tated roads ref1ll the
dra1nage d1tches to faC1l1tate the1r passage, th1S underm1nes
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5 3 IMPACT ON THE SOCIO/ECONOMIC ENVIRONMENT

Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 5 _ Outcomes and Results

(1) A new rate of 20 gourdes was recently approved, 1t corresponds
to the level the workers have been demand1ng
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IMPACT ON THE WELL BEING OF THE WORKERS531

5 3 1 0 One of the pr1nc1pal goals of th1S proJect 1S "to act as
an econom1C safety net for those who part1c1pate 1n the sub­
proJects dur1ng a t1me of unusual econom1C hardsh1p" We w1ll
reV1ew here how the benef1c1ar1es of th1S program are treated Most
of the follow1ng observat1ons came up from d1rect 1nterv1ews w1th
the workers 1n the f1eld and w1th the1r 1mmed1ate superv1sors
"chefs d'equ1pe" and 1nspectors

c-1 The part1c1pat1on of the mayors and the1r staff to these f1rst
ser1es of 1ntervent1ons have been llm1ted to the propos1t1on
and select10n of the sub-proJects It was not poss1ble to have
the mun1c1pal1ty staff 1nvolved 1n the des1gn, f1nanc1al
plann1ng, contract1ng, execut10n or qual1ty assessment of the
sub-proJects As a consequence very llttle Sk1lls have been
acqu1red on these matters Th1S lS understandable cons1der1ng
the level of the techn1cal knowledge and exper1ence of the
mun1c1pal staffs and the launch1ng phase of sub-proJects If
the proposed amendment 1S approved Plann1ng Ass1stance w1ll
1n1t1ate 3 add1t1onal cycles of sub-proJects, 1n Wh1Ch 1t
plans to engage more and more the part1c1pat1on of the
mun1C1pal1t1es

the durab1l1ty of the road Plann1ng Ass1stance have to study
th1S problem and f1nd a proper Solut1on

5 3 1 1 STIPEND OF THE WORKERS Most of the workers 1nterv1ewed
compla1ned strongly about the1r salary, and 1n some cases there
were clear slgns of d1scontent The st1pend for the workers has
been f1xed by USAID to 17 5 gourdes a day of 8 hours work At the
present exchange rate that osc1llates around 15 to 20 gourdes per
one dollar, th1S represents 0 88 to 1 16 US$ per day4 It 1S
suggested to reV1ew the salary rate to avo1d bad press for the
proJect and man1pulat1on of the d1scontent by sectors that are
aga1nst the proJect

Jacky Lumarque and Paolo Ch11os1

5 3 1 2 FITNESS TO WORK In a few lnstances lt was notlced that
some workers do not seem to be 1n the physlcal cond1tlon for the
klnd of hard work Pregnant women, elders, undernour1shed people
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

5 3 1 3 MEDICAL ASSISTANCE The workers complaln that the
proJect provldes medlcal asslstance only In case of work accldents
ThlS pOllCy lS correct, but a lot wlll be galned by better
explalnlng lt at the tlme of hlrlng We advlse also that the hlrlng
contract speclfles thlS regulatlon ln detall

and people wlth deformltles were seen struggllng to dlg dltches
under the sun The ratlonale explalned by the proJect supervlslon,
was that those people are the most needy and therefore the best
quallfled for the Job PA should change thlS p011Cy and lntroduce
a physlcal check at the tlme of hlrlng to 1nsure physlcal fltness
to the k1nd of work requested

5 3 1 4 SOCIAL TAXES AND CONTRIBUTIONS The stated USAID
p011Cy lS not to hlre any people for more then 2 months ln order to
spread the avallable Jobs among a greater number of beneflclarles
As a result of thlS P011CY, the proJect does not pay any of the
payroll taxes and contrlbutlons, beneflttlng from a loophole of the
labor code that does not requlre payment of soclal contrlbutlon for
workers ln thelr flrst 3 months of work
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5 3 1 5 DELAY IN PAY When the workers voclferously
complaln about thelr salary and the englneer steal1ng thelr money,
1t lS appropr1ate to llsten and try to understand even lf such
complalnts sound untrue Accordlng to the fleld workers the payroll
lS dlstr1buted between 4 and 6 weeks after contract termlnatlon
An analysls of the payroll process shows an lnherent lag of 3
weeks, WhlCh can be even longer, as there 1S no stated p011Cy of
how qU1ckly the payroll must be d1strlbuted, nor a log to measure
the delays A "worker" lS a bus1ness w1th a very senS1t1ve cash
flow As soon as thlS worker flnds a Job , he lS lmmedlately
subm1tted to a lot of pressure from h1S famlly to respond to 1ts
baslc needs At the same tlme the worker gets lnstant access to
credlt from the food and the charcoal llmarchands ll on the basls of
the solvablilty of hlS employer The 1nterest rates are 20% per 2
week (the normal payroll cycle ln the lndustry) , thlS rate lS
pretty compet1t1ve when you conslder the commerclal rlsk, the
lnflatlon rate and the collectl0n fees When the pay flnally
comes, the lnterests wlll have compounded to 40% and the pay may
not be sufflclent to relmburse capltal plus lnterest

We strongly advlce to change all the phllosophy of the payroll
process, that now lS deslgned to make the Ilfe of the accountlng
staff and aud1tors eaSler, and rather meet the needs of the
workers A 2-day delay from the tlme the contract ends to the tlme
the workers get pald lS the longest acceptable delay Not solvlng
th1S problem w1l1 result ln unsatlsfled workers easlly open to
manlpulat10n A good accountlng process, a slmple computer program
and some management assertlveness wlll be sufflclent to reach thlS
goal
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

5 3 1 7 DRINKING WATER In each team of approx1mately 20 to 25
workers, one of the workers, often a woman, 1S ass1gned to furnlsh
dr1nk1ng water ThlS person normally works ln the team and from
t1rne to t1rne goes to the closer sprlng to collect the water ThlS
practlce lS approprlate and must be contlnued

5 3 1 8 DISTRIBUTION OF THE PAY OF THE ABSENTEE WORKERS
Accord1ng to PA payroll procedure, when the work lS f1n1shed the
full contractual value lS dlstrlbuted to the workers, the pay that
should have gone to the absent workers are redlstrlbuted to the
actual workers Th1S pract1ce prov1des 1ncent1ve to eff1c1ency and
must be encouraged

5 3 1 10 COMPETITION FOR LABOR In some areas 1t 1S not easy to
flnd labor at the rate of 17 5 gds In the surround1ngs of MORENCY
there lS Ilttle labor ava1lable as many val1d people left wlth the
boats and the few that rema1n earn more lncome by f1sh1ng As a
consequence of thlS labor shortage workers are hlred for more than
2 months We notlced In the tlme sheet of the workers cleanlng the
Les Cayes "Canaux d'~vacuatlon" 3 absent workers Slnce 3 days The
coworkers let us know that they moved to work for another NGO
(PADF) that had Just opened a work-slte
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5 3 1 6 EFFICIENCY STANDARD Accordlng to the Pro] ect
Manager, the labor standards practlced In Haltl ( PADF book), are
less then half of the standards used In GUlnea where he was
managlng a slm11ar proJect Due to Ilmltatlon of tlme we had to
abandon the plan to check at least one standard, loadlng by shovel
a truck of 6 rnetr1c cubes of sed1ments I by uS1ng profess1onal
construct1on workers We recommend some t1me studles 1n that
d1rect1on as we have the 1mpress1on that the standards pract1ced
are too low As a result of these studles Plannlng Ass1stance could
update the Englneerlng Manual and then demand more product1on to
ltS workers prov1ded that 1n the meanwhlle the salary and payroll
1ssues have been solved

5 3 1 9 CONTRACTED TASKS We not1ced that most of the tasks
(collect1on of gravel, transport of water for constructlon,
product1on of mater1als ) are glven on a contract bas1s ( Job 1n
creole) The eng1neer est1mates the quantlty of work that 1S
feas1ble ln one day, and then when thlS quantlty lS completed and
controlled the worker 1S cred1ted one day worth of work although he
may succeed to perform the task 1n much less tlme Th1S pract1ce lS
close to the custom 1n the construct1on lndustry and lS normally
well accepted by the workers, 1t also requ1res less control from
the supervlsor and allows more freedom to the workers Th1S
pract1ce must be encouraged and an effort must be made to 1nclude
more tasks 1n that method by developlng proper englneer1ng
standards
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Plann~ng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

5 3 1 11 OPPORTUNITIES Plann~ng Asslstance wlll have employed
thousands of people from now to the end of the proJect ThlS lS a
good opportunlty to have munlclpalltles and workers practlclng a
healthy employment relatlonshlp based on mutual respect,
productlvlty and quallty of work, falr and prompt pay

a Complete lack of resources ( from baslc materlals and offlce
supplles to baslc flnanclal levers ) hamper any tentatlve to
proceed ordlnary admln1stratlve tasks

b Centrallzatlon at PA fleld offlce of the whole process of
proJect deslgn, lmplementatlon and evaluatlon drops the
opportunlty for munlclpal staff to re1nforce thelr managerlal
capablllty In a learnlng-by- dOlng process

Due to the absence of lnterest from both the Central Admlnlstratlon
and the polltlcal partles for the locally elected offlc1als, the
mun1clpal1t1es have found In PA Mun1c1pal In1t1at1ves a new
opportunlty to come back to llfe The enthus1asm created by the
proJect lS very 1mpresslve and has brought a new cllmate of
dynamlsm wlthln the munlclpal offlcers and staffs There lS no
eVldence from PA records of assessment of the performance of the
munlclpalltles as a result of the proJect lmplementatlon However,
the four surveyed munlclpalltles show a real effort to translate
lnto practlce technlques learned In the admlnlstratlon workshops
(espec1ally 1n budget preparatlon and bas1c accountlng records)
But performance In global terms rema1ns llmlted for at least two
reasons
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IMPACT ON THE PERFORMANCE OF THE MUNICIPALITIES

IMPACT ON THE LOCAL POLITICAL ENVIRONMENT

CHAPTER 5

532

533

It lS also worth notlng that PA lnltlatlves has created very hlgh
expectatlons among the munlclpal offlclals In terms of the concrete
and materlal support they feel needed to manage thelr munlclpallty
Contlnulng to explaln that the prlmary role of PA 18 to offer
tralnlng and technlcal ass1stance wlll not be sufflc1ent It lS
expected that PA may loose credlblllty and/or mun1clpal support and
commltment lf some concrete and parallel act10ns are not taken to
rel1eve the functlonlng of the munlclpal offlce by accompanYlng the
lnstltutlonal development lnltlatlve wlth baS1C materlal support
The 1dea to h1re a techn1clan through the munlc1pallty and to
asslst h1m w1th mater1al off1ce support lS good and must be
1mplemented as qU1ck as poss1ble Slm1larly, the dec1s1on to ass1st
the Techn1cal Counc1ls w1th small fund1ng lS a good one, but the
support must be channelled through the Mayor offlce
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

The ~dea to provlde small fundlng to support the operatlon of the
Technlcal CounCll lS of great lDterest but the fundlng should be
channelled through the MunlClpallty lD order to 91ve proper
monltorlng opportunlty to the Mayor

b Worthlness of the Mayor posltlon
In addltlon, the expectatlons ralsed by PA Munlclpal Inltlatlves
create the lmage of a future relnforced munlclpallty WhlCh tends to
enhance the credlblllty and the soclal status of the Mayor posltlon
wlth the potentlal consequence of attractlng more quallfled leaders
lnto the electoral competltlon

a Cl~mate of D~alogue and Mutual Tolerance
The PA Mun~clpal In~t~atlve may have had a pos~t~ve ~mpact 1n
establ~sh~ng a cl~mate of d~alogue and mutual tolerance among
people or groups of dlfferent pollt~cal afflllatlon Accordlng to
partlclpants surveyed, leaders and representatlves of central
admlnlstratlon left behlnd thelr polltlcal dlfferences to
concentrate on problems and lssues of common concern for the whole
communlty The focus on concrete lssues of development needs has
contr1.buted to smooth polltlcal acrlmony
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IMPACT ON THE CENTRAL ADMINISTRATION

CHAPTER 5

534

One potentlal adverse effect of thls beneflt lS the transformatlon
of the MTC lnto an autonomous bureaucratlc structure seeklng ltS
ralson d' etre In ltself 1 e lndependently of the functlon of
support to the Munlclpallty for WhlCh It was created In addltlon,
the process of settlng up the Technlcal Counclls must leave enough
lnltlatlve to the Mayor In order to avold potentlal confllcts of
lnterest and personallty The sltuatlon of the MTC of Gonalves lS
pretty reflectlve of the above contradlctlons and the reslstance to
cooperatlon demonstrated by the Mayor may have some relatlons wlth
thlS problem PA should be careful not to glve slgnals to the Mayor
that the Technlcal Councll can be used as a subst~tute to the
munlclpal leadershlp

c Actlon of the Technlcal Counclls
As a resul t of the February workshops held In Les Cayes and
Gonalves, concrete actlon was undertaken at the level of the two
munlclpallt~es to set up the Munlc~pal Technlcal Counc~ls (MTC)
accordlng to the provlslon of the 1987 Constltutlon The large
spectrum of dlverse quallfled people moblllzed through the "Consell
Technlque Munlclpal" wlll brlng to the Mayor staff a deep breath of
addltlonal lnvaluable resources to enhance ltS plannlng capablllty
The local MTC offers a safety net to ensure proper transltlon and
contlnulty In terms of pollc~es and long-term plann~ng as the
December electlons could brlng new munlclpal counclls at the head
of most munlclpalltles
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Plann1ng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

If the expected change 1n government would have to delay or cancel
the F1nance Mln1stry fundlng, PA should env1sage to seek fund1ng
from AID 1n order to launch thlS operatlon as qUlck as poss1ble

From the slde of the Mlnlstry of Interlor the 1mpl1cat1on of the
Delegates In the PA workshops lS a good asset for the
mun1clpallt1es The dlrector of the Off1ce of Munlclpal Affa1rs
hlmself lS commltted to a better cooperat1on w1th the
munlclpal1t1es 1n order to asslst them 1n the1r fund1ng problems

No measurable 1mpact can be assessed at th1S stage PA sought
constant cooperat1on w1th other NGO's and development agenc1es
1nterested 1n the relnforcement of the local elected governmental
bod1es ( for example, UNDP and PIRED), but the lmpact of those
efforts, lf any, lS not v1s1ble Dur1ng the survey the Consultants
and the ProJ ect Manager vlslted two NGO's ln Gonalves Carltas
Dlocesalne de Gona1ves and M1SSlon Eben-Ezer, lt was an opportun1ty
for the ProJect Manager to expose the PA Mun1clpal Inlt1at1ves
ProJect and conflrm hlS 1nterest In havlng more sustalned
relatlonshlps wlth the NGO's operatlng In the munlclpallty
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IMPACT WITH OTHER NGO's AND DEVELOPMENT ORGANIZATIONS

CHAPTER 5

535

The two ma1n constra1nts to mun1c1pal enhancement are lack of
plann1ng and manager1al sk11ls and lack of appropr1ate fund1ng
mechanlsms The performance of PA In address1ng the f1rst
constralnt depends on whether parallel or complementary 1n1t1at1ves
are undertaken to solve the fund1ng problem of the local elected
bodles The 1n1tlatlves to lmpl1cate the Dlrect10n Generale des
Impots (DGI) and the M1n1stry of Inter10r 1n a d1rect commun1cat1on
process wlth the munlc1palltles have proven to be lnvaluable As a
result of th1S 1nteractlon DGI has declded to offer dlrect support
to the mun1c1palltles of Les Cayes and Gonalves In order to
amellorate thelr tax collectlon system The flrst step wlll be the
tra1n1ng by experts of DGr of a group of 150 enumerators 1n each
mun1clpal1ty 1n order to conduct the survey of local bU1ldlngs (one
of the two maJor sources of tax collect1on at the Commune level)
75 enumerators w1ll then be selected among the part1clpants to
conduct the survey The survey wlil be two months length and each
enumerator w1l1 be pa1d 2,000 Gdes for the whole Job DGI has
subm1tted a request to the Mlnlstry of Flnance for fund1ng the
survey and expects loglst1cal support from PA (documentat1on,
transportat1on and 11v1ng expenses) as well as the fees for the two
1nstructors
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6 CONCLUSIONS AND RECOMMENDATIONS

Chapter 6 ConclUS10ns and Recommendatlons

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

The eXlstlng PA staff lS competent and dedlcated In
splte of a hlgh level of rotatlon J.n the team of consultants due to
external factors PA has been conslstent ln lts effort to enhance
munlclpal empowerment through a partlclpatory declslon-maklng
process The young and new team of consultants has the potentlal to
conduct the tralnlng ln an efflclent way Efforts to systematlze
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Conclusl0ns

REPUBLIC OF HAITI II Strategy of soclal and economlC
reconstructlon" August 22, 1994 Presented to the Informal
Donors Meetlng for Haltl

5

6 1

The Munlclpal Inltlatlve Program of Plannlng Asslstance responds
to a prlorlty need of Haltl as regards the dynamlc role of
decentrallzatlon In the development process of the country The
strategy of soclal and economlC reconstructlon of the elected
government states that liThe serVlce dellverles and the assoclated
resources wll1 be delegated to the local authorltles In health
and educatlon, the Mlnlstrles shall progresslvely transfer the
personnel and the adm1n1strat1on of health centers and schools to
local author1t1es (Communes) 11 (5) The PA Munlc1pal In1tlatlve
ProJect offers one of the best opportunlty to help lmplement thlS
goal In conslderatlon of the local experlence acqulred by the
organlzatlon and the enthuslasm created among targeted
munlclpalltles

The proJect had to operate under crltlcal adverse
external condltlons and yet has completed qUlte V1Slble progress
toward fulfll11ng ltS orlglnal purposes Even lf llmlted In the
number of JOb creatlons because of the dlfflcult condltlons under
WhlCh PA had to operate, the rehabllJ.tatJ.on sub-proJ ects have
provJ.ded an economlC safety net to many poor famJ.lles by creatlng
Jobs and brlnglng lncome to areas where the stlpends of the workers
are the only monetary lncorne avallable The tralnlng program has
started to produce concrete appllcable management skllls at the
level of munlclpal staffs and CASECS members The generally low
academlc background of munlclpal staffs and CASECS offlclals lS a
real llmltlng factor to take lnto account, but the achlevement In
tralnlng could become slgnlflcant wlth a more concrete tralnlng
approach The lmpact on the local polltlcal enVlronment lS
posltlve as the proJect has contrlbuted to create a cllrnate of open
dlalogue and polltlcal tolerance The status of the Mayors 1S
gettlng worthy wlth the potentlal consequence of attractlng more
quallfled leaders to run for electoral local posltlons

Jacky Lumarque and Paolo Chl1oS1
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Plann~ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

the tralnlng process and to strengthen the organlzatlon of the
tralnlng department wlil be crltlcal In order to manage the
expanslon plan efflclently The posltlon of Technlcal Offlcer wlil
have to be fliled at the qUlckest stage and publlC works standards
revlsed In the perspectlve to brlng more sustalnablilty and
opportunltles for technlcal Skliis transfers to workers and
lnspectors

In order to relnforce ltS lnstltutlonal capaclty for the
purpose of lmplementlng efflclently the proposed expanslon plan, PA
needs to take advantage of the local experlence acqulred under
adverse condltlons to formallze lts work processes both In WhlCh
regards tralnlng workshops and management of publlC works small
proJects In partlcular, the followlng suggested lnltlatlves can
relnforce the process of contlnuous lmprovement of the organlzatlon
and accelerate the enhancement of the munlclpalltles whlle
contrlbutlng to the dlrect creatlon of an lncreased number of
useful Jobs

a) Tralnlng process
The tralnlng process must be formallzed wlth proper gUldellnes
for consultants and anlmators and systematlc procedures and
standards to monltor and evaluate tralnlng achlevements The
lesson plans need to be completed wlth more operatlonal
obJectlves taklng lnto account the generally low level of
academlc background of most partlclpants Those gUldellnes and
procedures can be used to document the lnductlon workshop
(Tralnlng of Tralners' Workshop led by the ProJect Offlcer)
that each new consultant and anlmator has to follow prlor to
begln contact tralnlng wlth munlclpal partlclpants

Page 61

Conclus1ons and Recommendat1ons

RECOMMENDATIONS

Chapter 6

6 2

b) Tralnlng evaluatlon
Establlsh a formal mechanlsm to evaluate each tralnlng
workshop In accord wlth a standardlzed framework and wlth the
partlclpatlon of the Mayor's staff or CASECs offlclals A
suggested mechanlsm could take the form of a Jo~nt Assessment
Te~ (JAT) WhlCh would lnclude the ProJect Offlcer ,
representatlves of the munlclpal staff and the Technlcal
Councll The JAT would produce a F1nal Assessment Report ln
WhlCh the evaluatlon stresses on lessons learned and proposes
correctlve measures Proper plans need also to be deslgned to
evaluate the partlclpants both In terms of knowledge acqulred
and appllcatlons of concepts and methods

c) Tralnlng materlals

Jacky Lumarque and Paolo ChlloSl
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 6 _ Conclus1ons and Recommendat1ons

h) F1tness to work
As a component of 1ts hlrlng pOllCy, PA should 1ntroduce a

g) Evaluat10n of sub-prOJects
Establlsh a formal mechanlsm to evaluate each sub-prOJect by
uSlng a sLandardlzed framework and wlth the partlclpatlon of
the Mayor staff or CASECS offlclals A suggested mechanlsm can
be the JOlnt Assessment Team (JAT) proposed In paragraph b
above wlth the JAT belng completed wlth the ProJect Englneer

Page 62

d) Consultants rotat1on
It 1S dlfflcult to cope wlth th1S constra1nt Slnce lt derlves
mostly from external factors But PA can d1m1nlsh the adverse
effects of a hlgh rotat1on by hav1ng w1th the consultants
longer term contracts 1n wh1ch the nature of serVlces and
outputs to be prov1ded are clearly deflned 1n advance The
arrangements 1n place w1th the eX1stlng group of consultants
1S close to the proposed scheme and can be extended w1th m1nor
mod1f1cat1ons where more prec1s1on lS glven for the outputs
requ1red and expected performance standards

The tralnlng materlals wlll ga1n to be less abundant and more
targeted, accordlng to the prof1le of part1c1pants and the
operat1onal obJectlves ass1gned to each workshop In
part1cular, 1t lS suggested to prov1de each partlclpant wlth
a n1ce 3-rlng blnder w1th the logo of PA WhlCh could be used
to flle all tralnlng materlals and hands-out dlstrlbuted
durlng the workshops

e) Re1nforcement of the Tra1n1ng Department
It lS urgent to relnforce the Tralnlng Department wlth a set
of baslc equ1pment A slmple unlt moblle lncludlng a portable
generator, an overhead proJector and vldeo materlals wlll help
make the tra1n1ng more V1V1d for the partlclpants In
add1t1on, the ProJect Offlcer needs greater admln1stratlve
support for plannlng and organlzlng the tra1n1ng seSS10ns The
recent dec1s1on to share the Procurement Agent's t1me between
the adm1n1strat1ve and tra1n1ng departments 1S not suff1c1ent
and pos1tlve and rap1d actlon has to be taken to relnforce the
traln1ng department wlth a full-tlme tralnlng asslstant

f) Constructlon procedures
Standardlze the constructlon procedures by collectlng all work
standards, cost standards, qual1ty standards, process
descr1pt1ons and adm1n1stratlve procedures and organ1zlng them
1n an Eng1neerlng Manual Th1S manual can be used as a
tra1n1ng tool and reference book for the F1eld Eng1neer and
the foremen The manual can then be expanded 1n a Mun1c1pal
Eng1neer Manual to be used for traln1ng the munlc1pal
techn1cal staffs

Jacky Lumarque and Paolo Ch11os1
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Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

0) Total Quallty Assessment
The methodology used In the current assessment lS not too far
from the one that would be employed to conduct a Total Quallty

J) Manual of Personnel
Update the Manual of Personnel by revlslng the Job
descrlptlons of the offlcers and puttlng them on llne wlth the
correspondlng dutles and responslbllltles

m) Support to the Technlcal Councll
The ldea to support the operatlon of the Technlcal Counclls
wlth a small fundlng lS very good But the fundlng must be
channelled through the Munlclpallty In order to glve proper
monltorlng opportunlty to the Mayor

Page 63

Conclus10ns and Recommendat1onsChapter 6

k) Materlal support to the munlclpalltles
In order to help create a work enVlronment where the results
of tralnlng can be posltlvely used to work out practlcal
problems at the level of the munlclpalltles PA should conslder
to support the asslsted munlclpalltles wlth a mlnlmum of baslc
furnlture and offlce supplles

physlcal check at the tlme of hlrlng to lnsure the physlcal
fltness of the worker to the klnd of Job he has to perform

l) Payroll processlng
The Pro] ect Manager must establlsh and communlcate to the
Admlnlstratlve and Flnanclal Department assertlve pollcles
regardlng the acceptable delay In payroll processlng The
reVlSlon of the accountlng process along wlth the adoptlon of
a slmple computer program can substantlally reduce the current
delay In a very short perlod

1) Hlrlng a technlclan
In order to operate closer to the munlclpalltles and encourage
greater lnvolvement of the Mayor's staff In the management
process of sub-pro] ects PA lntegrate lnto Mayor's offlce
through hlrlng a technlclan The technlclan should operate
under the authorlty of the Mayor and would be the counterpart
of the PA ProJect Englneer for all aspects of proJect
development The technlclan would also have to work In close
cooperatlon wlth the Asslstant ProJect Offlcer In plannlng and
organlzlng the workshops

n) Incorporatlon lnto the Mayor's offlce
As a pllot lnltlatlve, the proJect extenSlon to the thlrd
reglonal department should start wlth the offlce of PA located
lUtO the Munlclpallty ThlS would create an alternatlve
opportuulty for the munlclpal staffs to partlclpate more
dlrectly lU the management of the sub-prOJects
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Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

Chapter 6 _ Conclus~ons and Recommendat~ons

Assessment of PA Munlclpal Inltlatlve ProJect A Total Qual1ty
Assessment can be an lnvaluable management tool for an
organ1zat1on commltted to cont1nuous lmprovement and 1t 1S as
lmportant as the tradlt10nal perlodlc flnanclal audlt It 1S
recommended not to awalt the end of the ProJect before
conductlng such an exerC1se as the lessons learned can be
pos1t1vely re1nvested to correct and 1mprove the course of
act10n

p) L1fe-of-proJect
The Amendment suggests to extend the LOP for a year to August
14, 1996 Even 1f the estlmated number of Jobs creatlon can be
reached dur1ng th1S per1od, the extended LOP 1S too short for
the obJect1ve of enhanclng the 1nst1tut1onal capab1l1t1es of
the target mun1c1pal1tles 1n a sustalnable manner, especlally
In conslderatlon of the turnover at the level of munlclpal
off1cers and staffs expected from the December electlons We
recommend that the extens10n be brought to a mln1mum of two
years at least as regards the component of tra1n1ng
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SUGGESTED AGENDA
PLANNING ASSISTANCE AMENDMENT PROPOSAL

Frlday, February 10, 1995
Maln Conference Room 9:00-10:15 A.M.

Partlclpants: Jobs Commlttee Members, PA Dlrector Danlel O'Nell

I. OverV1ew of PA Act1v1t1es (PA Dlrector Dan O'Nel1 wll1 glve a 15
mlnute update and respond to questl0ns. He wlll then be asked to
leave, gracl0usly)

II. status of PA Expans10n Proposal (Problem: already outdated)

III. Issues

a) Does the M1SSlon want to contlnue thlS actlvlty?

b) If yes, what types of lnterventl0ns?

(Tralnlng and augmentlng munlclpal capaclty vs. works proJects)

(If works proJects, labor-lntenslve vs. materlal lntenslve)

-1 ~ ~ \
c) Areas of lnterventlon? ~~ ~ ~ - rIJ 6 \ fr:.!I. 11 /

) -l,vv"l,- .... ,n (. 5~ C~II'-'-/

d) Who should manage? -

e) Fundlng sources? - -( rS)

f) Other lssues

IV. Comm1ttee Recommendat1ons

/h61 I

./
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INTERVIEW GUIDE

ANNEXES

NOTE RATINGS SYSTEM

1

1 Completely Satlsfactory
2 Generally Satlsfactory, room for lmprovement
3 Acceptable, needs 1mprovement 1n l1mlted aspects, but

not maJor or urgent
4 Less than acceptable, needs 1mprovement on falrly wlde

scale, but not maJor or urgent
5 Generally unsatlsfactory, needs attentlon
6 Completely unsatlsfactory, needs urgent attentlon and

lmprovement

a How tra1nlng needs assessed and translated 1n
obJectlves and course content? How do beneflclarles
partlclpate In determlnatlon of course obJectlves and
contents?

b How satlsfactorlly are the obJectlves expressed and
related to tralnlng needs?

c Is there a clear and detalled descrlptlon of
T1me allocat1on for subJects?
T1me allocat1on for act1vltles?
SubJect content?
Learulng obJect1ves?
Performance measures?

d How well does the content of programs and syllabuses
satlsfy semlnars and workshops obJectlves?

e If the answer to (d)lS 4, 5, or 6, lndlcate the maln
deflclencles

Too much theory
Does not provlde approprlate level of practlcal
traln1ng
Too llttle theory
Currlcula content not relevant to munlcpalltles'
needs
Tlme allocatlon not adequate for content
Other (llst)

ANNEX 3 ( PART I)

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

1 1 Format and Content of programs and syllabuses

A QUALITATIVE INDICATORS

1 CONTENT AND QUALITY OF WORKSHOPS AND SEMINARS
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ANNEXES

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

f Does the semlnar/workshop lnclude
proJect work?
problem-solvlng sltuatlons related to the Job?

2

6

6

6

5

5

5

4

4

4

3

3

3

2

2

2

1

1

1

Overall assessment

Overall assessment

Overall assessment

b How satlsfactorlly are dlfferent subJects In the
lesson plans coordlnated?

cHow satlsfactorlly does the overall treatment
correspond to current and foreseeable occupatlon needs
of the munlclpal staffs and offlcers?

d If the responses above lnclude 4,5 or 6, lndlcate the
maln deflclencles

a In relatlon to the course obJectlves,
How well are major practlcal skllls covered?
How well are relevant theoretlcal areas covered?
How satlsfactorlly are theoretlcal and practlcal
areas coordlnated?

1 4 Tralnlng Methods
a On the basls of observatlon, rate--

The use of teachlng and tralnlng alds
The supply of notes or materlals to tralnees
The quallty of teachlng materlals
The quallty of tra1nees' work

b Tak1ng pract1cal work alone,
How sat1sfactory 15 the qual1ty of tra1nees' work?
Do the range and quantlty of work appear satlsfactory?

c When observed,
What was the actual Slze of the practlcal work group?
Were the tralnees belng satlsfactorlly supervlsed?

Comments

1 2 Quallty of currlcula and syllabus

Comments

Jacky Lumarque and Paolo Chllos~

1 3 Revlew and ReV1Slon of Semlnar/workshop contents and
obJectlves?

a Are obJectlves and contents revlewed and revlsed regularly?
b Are the mayor staff or the beneflclarles lnvolved In such

reVlews?
c Is there an arrangement for feedback from past attendees on

workshops/semlnars content?
Comments

-I
I
-I
-I
-I
-I
~

-I

J
J
1
1
-I
~

-I



ANNEXES

4 Fleld V1SltS

5 Format of the report

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

3

Is the proposed stafflng sufflClent to lmplement the
proposed expanslon?

Are the local government bodles l communlty leaders and
other local entltles wlth WhlCh PA works approprlate
In Haltl's current and future context?

In general, have the actlvltles conducted under the
proJect worked to strengthen the local governments'
ablllty to govern more efflclently?

Are the tralnlng actlvltles, materlals l procedures and
methodology approprlate for Haltl and lS the tralnlng
belng lmplemented In an approprlate manner?

Has PA been lmplementlng the proJect ln keeplng wlth
the orlglnal lntent as far as lt has been posslble
glven current operatlng condltlons? In partlcular, has
PA made progress toward fulfllllng the proJect
pruposes and produclng proJ ect outputs In llght of
current operatlng condltlons?

Do the subprOJects provlde an economlC safety net for
the partlclpants?

**

**

**

**

**

**

necessary systems 1n place to control the 1ncrease 1n funds
and whether the proposed personnel wlll be sufflclent

B The body of the report WhlCh lncludes the background
lnformatlon, proJ ect purpose, the polltlcal and soclal
context of the proJect l evaluatlon methodology, flndlngs l

concluslons and recommendatlons In the body of the report,
the evaluator wlll address the followlng guestlons and
provlde recommendatlons as needed

The evaluator w1ll d1vlde h1s/her tlme roughly equally
between the Port-au-Prlnce offlce and the fleld offlces In Les
Cayes and Gonalves

The report wlll be presented accordlng to the followlng
format

A An executlve summary that lncludes the obJectlves of the
evaluatlon l maJor flndlngs and concluslons l and
recommendatlons

Jacky Lumarque and Paolo ChlloSl
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7 Performance Per10d

ANNEXES

8 Level of Effort

4

Th1S evaluat10n shall be performed dur1ng the month of July

The evaluator shall be respons1ble d1rectly to PA's ProJect
Manager 1n Ha1t1 or h1S des1gnee 1n fulf1111ng all the requ1red
act1v1t1es

The report wlll be wr1tten 1n Engl1sh

6 Relat1onsh1ps and ResponS1b1l1t1es

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

C An appendlx contalnlng thlS Statement of Work, IlSt of
documents and persons consulted, and any supportlng
documentatlon requlred

The evaluat10n w1ll requ1re approx1mately ? person-weeks,
1nclud1ng the t1me requlred to wr1te the draft and f1nal reports

9 Qual1f1cat1ons

The evaluator w1ll have at least a Bachelor's degree or
equ1valent 1n a f1eld relat1ng to 1nternat10nal development and
at least seven years of exper1ence 1n conductlng or evaluat1ng
commun1ty development and/or tra1n1ng proJects The evaluator
w111 have strong evaluatlon and 1nterv1ew1ng Skllls, wlll be
fluent 1n Engl1sh and e1ther French or Ha1t1an Creole, and have
at least two years of current Ha1t1an exper1ence Due to the
embargo on fl1ghts and the current sltuat10n 1n Ha1t1, PA w111
recru1t an evaluator locally

Jacky Lumarque and Paolo Ch1loSl
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B PA Staff and personnel

C Munlclpal Offlcers and Staffs

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Danlel O'Nell, ProJect Manager
Jean Sebastlen Roy, ProJect Offlcer
AI1X Lamarre, Flnanclal and Admlnlstratlve Offlcer
Karen F1Is Alme, Admlnlstratlve Asslstant
Macorel St Ellen, ProJect Englneer
Fellx Amazan, ProJect Englneer
Jose Plerre LOU1S, ProJect Englneer
Marle Ange Luclen, Admlnlstratlve Secratary, Les Cayes
Junle Loulssalnt, Admlnlstratlve Secretary, Gonalves
Mlchel Prout Inspector
Jean Mlchel Cyrll, Inspector
Jean Edouard Ronald, Inspector

5

LIST OF PERSONS/INSTITUTIONS INTERVIEWED OR VISITED

USAID/Haltl Staff

Morgan Gllbert
Vlxamar
Plerre Cam
Jean Claude Lucas
Lee Nelson
Ron Danlel

Cl Munlclpallty of Ennery
Edouard Mondelus, Mayor, Chrlstlan Arnold and
Mercldleu OgeClme, Mayor-Asslstants, Antolne Plerre,
General Secretary, Alexls Odvard, Calssler-Payeur

C2 Munlclpallty of St Mlchel de I' Attalaye the Mayor
Robert Joseph FranGols and hlS asslstants Lopez In
Baptlste and Serge Plerre plus the General Secretary
Fleurlmond Arnoux

C3 Munlclpallty of les Cayes the Mayor Hall and her
asslstants

C4 Munlclpallty of Gonalves the Mayor Lucarlon Jean
Baptlste and one of hlS asslstant plus the whole staff
of the munlclpallty

D Technlcal Counclls and "Delegues"
Technlcal Cauncll of les Cayes
Technlcal Cauncll of Ganalves
Technlcal Cauncll of Ennery
Technlcal Councll of St Mlchel de l'Attalaye
Delegate of St Mlchel de l'Attalaye

ANNEX 2

A

ANNEXES
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

ANNEXES

E PA Consultants
Danlo Joseph and Serge Plnchlnat

F Other persons and/or lnstltutlons lntervlewed

a) Frantz Theodate, Deputy General Dlrector of DGI
b) Georges Bellard, Coordlnator for Development, CARITAS,

GONAVIES
c) Pasteur Morlsset, Presldent of Eben-Ezer Unlverslty of

Gonalves
d) Owner and manager of KALEWES
e) Joslanne Marcellln, Offlcer In charge of Munlclpal

ProJect, UNDP
f) Alex Lorquet, Munlclpal Englneer, Munlclpallty of

Petlon-vllle
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ANNEXES

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

f Does the semlnar/workshop lnclude
proJect work?
problem-solvlng sltuatlons related to the Job?

I
I
I
'I
I

Comments

Overall assessment 1 2 3 4 5 6

a In relatlon to the course obJectlves,
How well are maJor practlcal Skllls covered?
How well are relevant theoretlcal areas covered?
How satlsfactor1ly are theoret1cal and pract1cal
areas coordlnated?

b How satlsfactorlly are dlfferent subJects In the
lesson plans coordlnated?

cHow sat1sfactor1ly does the overall treatment
correspond to current and foreseeable occupatlon needs
of the mun1c1pal staffs and offlcers?

d If the responses above lnclude 4,5 or 6, lndlcate the
maln deflclencles

1 3 Revlew and Revlslon of Semlnar/workshop contents and
obJectlves?

a Are obJectlves and contents rev1ewed and revlsed regularly?
b Are the mayor staff or the beneflclarles lnvolved In such

revlews?
c Is there an arrangement for feedback from past attendees on

workshops/semlnars content?
Comments

2

6

6

5

5

4

4

3

3

2

2

1

1

1 2 Quallty of currlcula and syllabus

Overall assessment

Overall assessment

Comments

Jacky Lumarque and Paolo Chllosa

1 4 Tra1nlug Methods
a On the basls of observat~on, rate--

The use of teachlng and tra1n1ng a1ds
The supply of notes or materlals to tralnees
The qual1ty of teach1ng materlals
The qual1ty of tralnees' work

b Taklng practlcal work alone,
How satlsfactory lS the quallty of tra1nees' work?
Do the range and quant1ty of work appear satlsfactory?

c When observed,
What was the actual Slze of the practlcal work group?
Were the tralnees belng satlsfactorlly supervlsed?
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Comments

ANNEXES

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

1 6 Selectlon Process
a Are entry quallflcatlons satlsfactory In relatlon to

tralnlng obJectlves?
b Is the selectlon process approprlate In relatlon to

obJectlves?
cHow satlsfactory does the quallty of partlclpants seem

In relatlon to tralnlng obJectlves?

654321Overall assessment

Comments

~pproxlmately what percentage of students In the
laboratory or workshop actually were performlng
practlcal work?

d Does there appear to be satlsfactory coordlnatlon
between

Theory and practlce?
SubJects?

Overall assessment 1 2 3 4 5 6
1 5 Evaluatlons and assessments

a Is there a clear descrlptlon of the evaluatlon scheme?
b How well does the evaluatlon scheme relate to

semlnar/workshop obJectlves?
cHow satlsfactory are the arrangements for determlnlng

compllance to success rules?
dHow satlsfactory are the arrangements for contlnuous

lmprovement?
Comments

I
I
I
I
I
I
I
I

I
I
I
I

1 8 Staff-tralnees relatlonshlps
a Do staff-tralnees relatlonshlps appear satlsfactory?
b Do tralnees partlclpate In meetlngs wlth staff on

1 7 Speclal sup~ort

a Is there a satlsfactory scheme to support academlcally
deflclent tralnees ?

b Are there satlsfac'Cory arrangements for counsellng
tral~ees on the progress of thelr tralnlng?

c Is there a satlsfactory scheme for asslstlng
partlclpants In thelr Job asslgnment?

d Is there a formal scheme for follow-up of tralnees
after ccnpletlon of scheduled workshops and semlnars?

I
I
I
I
I
I
I

Overall assessment

Comments

Overall assessment

1

1

2

2

3

3

4

4

5

5

6

6

1"
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tralnlng?

6

6

6

5

5

5

4

4

4

3

3

3

2

2

2

1

1

1

In relat10n to tra1nlng ob] ect1ves, are the
qualli1cat1ons and exper1ence requ1red for staff
appolntement-

Sat1sfactory?
Relevant?

How exper1enced and qual1f1ed are the staff w1th
respect to
- Theoret1cal tra1nlng?
- Pract1cal Skliis traln1ng?
Is there a satlsfactory number of staff 1n post?
Is the turnover Leasonable?

a

b

Overall assessment

c
d

Comments

Overall assessment

2 3 Staff Development and Tra1n1ng
a Is tnere a satlsfactory staff development plan for the

lnst1tut1on?
bAre t:here satlsfactory arrangemencs for pre-servlce

tralnlng In
Technlcal competence?
Teachlng methods?
Management?

c Are there satlsfactory arrangements for In- serVlce
tra1n1ng?

Overall assessment

2 2 Select10n and Qual1f1catlons

Comments

2 Stafflng and Staff Development
2 1 Stafflng pO~lc1es

a What lS the normal teach1ng duty, 1n hours?
bAre teach1ng duty hours sat1sfactory, bear1ng 1n mlnd

such factors as the tlme requ1red for preparat1on?
cAre salar1es for tra1ners/consultants equ1valent to

salar1es In professlonal ass1gnments for comparable
qual1flcat1ons?

d Is there a satlsfactory scheme for grad1ng staff 1n
relat10n to experlence, qual1f1cat1ons and
respons1bll1tles?

Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Comments

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

I
I
I



Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

3 3 Prov1s1on of Equ1pment
a How relevant 1S the equ1pment to course needs?

3 2 Support Fac1l1t1es
a Are the areas and fac1l1tles for the follow1ng

sat1sfactory?
Documentat1on center
Adrr1n1strat1on
Central serV1ces
Communal areas

b How sat1sfactory 15 the ut1l1zatlon of the follow1ng
S~ace for tra1nlng
Ot.her

6

6

6

6

5

5

5

5

4

4

4

4

3

3

3

3

2

2

2

2

1

1

1

Are the amounts and range of the follow1ng
sat1sfactory?

space used for workshops
rest rooms

Are serV1ces adequate?
Are safety measures sat1sfactory?
Are 11ght1ng and vent1lat1on sat1sfactory?

c

b

Support Staff
a Are the followlng staff levels satlsfactory?

Techn1cal support staff
ACffilnlstrat1ve staff
Professlonal staff

Are there sat1sfactory numbers of staff actually 1n
the fol~ow1ng posts?

Techn1cal support staff
Aam1n1strat1ve staff
Profess1onal staff

Are salary levels for personnel adequate to attract
staff?
How qual1f1ed and exper1enced are the staff?

Overall assessment 1

Overall assessment

a

Overall assessmenL

Comments

Overall assessment

b
c
d

Comments

3 Phys1cal Resources
3 1 Tra1nlng fac1l1t1es

d
Comments

2 4

AL"JNEXES

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
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Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

1~

6

6

5

5

4

4

3

3

2

2

1

1

Overall assessment

b How sat1sfactory lS the prov1S1on of equ1pment for
1ndlvldual pract1cal work?

cHow sat1sfactory lS the equ1pment 1n terms of be1ng up
to date?

d How adequate lS the prov1s1on and ava1lab1l1ty of the
follow1ng support equ1pment?

Overhead proJectors
Screens
Reprographlc equ1pment
Other aud1ov1sual a1ds?

e How sat1sfactory 1S the program for replacement of
equ1pment?

Comments

3 5 Consumable Mater1als
a How sat1sfactory are stocks of consumable mater1als?
b How sat1sfactory 1S the stores and d1str1but1on

system?
c Are there sat1sfactory prov1slons 1n annual budgets

for replac1ng mater1als?
dHow sat1sfactory are the avallab1l1ty of mater1als and

the1r use 1n the traln1ng?

Overall assessment

4 Organ1zat1on and Management
4 1 ObJectlves and Plans

a How clearly are 1nstltutlonal obJect1ves deflned?
b To what extent lS there an 1nst1tutlonal development

plan cove;r:-lng
Instructlonal materlals development
Stafflng
Physlcal resources
Capltal and recurrent costs

c Are plans revlewed regularly and 1mplementatlon
monltored?

dHow effect1ve 1S the system for mon1torlng

3 4 Equ1pment Ut1l1zat1on
a How sat1sfactory 1S the ut1l1zat1on of equ1pment?
b What are the ma1n reasons for equlpment not be1ng 1n

regular use?
cHow sat1sfactory 1S the ma1ntenance program?
dHow sat1sfactory 1S the stock of spare parts?

Comments
Overall assessment 1 2 3 4 5 6

Comments

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
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4 5 Interrelatlons wlth other lnstltutlons and NGO's

Plann1ng Ass1stance MUNICIPAL INITIATIVE PROJECT Assessment

6

6

6

5

5

5

4

4

4

3

3

3

2

2

2

1

1

1

Inforn,at10n System
a How adequate and read1ly ava1lable 1S 1nformat1on on

Part1c1pants
Tra1nees performance
Utlllzatlon of resources
Expendlture and lncome

Is such 1nformat1on used 1n declslonmak1ng?

4 3

a Do other NGO's and local lnstltutlons partlclpate In
PA workshops and sem1nars?

b How effect1ve 1S the partlclpatlon of local bodles
representatlve 1n the follow1ng act1v1t1es

Advlsory comm1ttee
Tra1n1ng programs and curr1cula

B QUANTITATIVE INDICATORS
l Flow Rates

a Adm1ss1on rate
b Dropout rate
c Pass/fall rate

2 Eff1c1ency Indexes
a Average t1eme requ1red to graduate a partlc1pant
b Output-1nput rat10

Comments
Overall assessment

4 4 Managemenc Style and Effectlveness
a How well do the staff exhlblt a sense of purpose and

underscand1ng of obJectlves?
b How well do tralnees exh1blt a sense of purpose and

understandlng of obJectlves?
c What 1S the state of dlsclpllne among the

partlclpants?
d Overall, how well managed does the lnstltutlon appear

to be?

b
Comments
Overall assessment

1mplementat1on of development plans/
Comments
Overall assessment

4 2 Organ1zat1onal Structure
a How clear and well def1ned 1S the organ1zat10nal

structure?
b Does the structure match the tra1n1ng funct1ons?
c Is there a local govern1ng body?

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

ANNE1.ES

3 Staff Load
a Tralnee-Staff ratlo
b Average group Slze
c Average anlmator workload (hrs a week)

4 Facllltles Schedules and Utlllzatlon
a Average workspace per tralnee
b Support space
c Space utlllzatlon

5 Costs
a Total and unlt costs

Total cost
Number of partlclpants
Number of graduates
Cost per tralnee per hour
Cost per graduate

b Cost analysls (% of total)
Staff salarles
Consumable materlals
Malntenance
Other



ANNEXES

Plann~ng Ass~stance MUNICIPAL INITIATIVE PROJECT Assessment

component the results must be
of the correspondlng output
the proJect document Those

As regards the tralnlng
assessed on the basls
lnd~cators ldentlf~ed ln
lndlcators are

The assessment wlll focus on three aspects quallty and
fltness of the tralnlng, cost and performance of the

The xxx workshops planned for october wlll put the number
of completed workshops to XXX Conslderlng the

As of today 8 workshops have been organlzed ln the two
reglonal fleld offlces r xx munlclpalltles and ww Casecs
have been part munlclpa11tles and Casecs and the total
number of partlclpants lncludlng representat~ves of local
government lnstltutlons and NGOs reached xxxxx

a 12 workshops completed by october 1994
b Long term and annual obJectlves clearly def~ned by 2

part~c~patlng munlc~palltes by september 30 r 1994

1 Qual~ty and fltness of the tra~n~ng

Have ~he number of workshops scheduled to-date been
offered?
Have the number of part~c~pants estlmated been met?
Are the partlclpants to the workshops uSlng the baslc
Skllls learned ln admlnlstratlon ln thelr own Job?
Are the partlc~pants to the workshops uSlng the Skllls
learned ~n strateglc plann~ng? In partlcular,how advanced
~s the process of deflnlng long term and annual obJectlves?
Are the munlclpallty staff ln a pos~t~on to ldentlfy,
deslgn r submlt and lmplement proJects?
Have the m~nlclpalltles developped strategles to lmprove
baslc serVlces lncludlng garbage collectlon r health carer
educatlon r dra~nage and roads?
Have the M ldentlfled and develop revenue sources?
Have the M determlned expenses and developped budgets?

5 Traln~ng

5 OUTCOMES AND RESULTS
5 1 TRAINING

1 Qual~ty and f~tness of the tra~n~ng

2 Cost and performance ~nd~cators

3 Job performance of the tralnees

-

,I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

ANNEXES

tralnlng and Job performance of the tralnees

The maln questlons ralsed by the tralnlng are How does
tralnlng contrlbute to enhance the lnstltutlonal capaclty
of the munlclpalltles ? Does the prOJect allow the local
government offlclals( mayors, vlce-mayors, munlclpal
offlcers and employees) to acqulre the necessary Skllls to
plan, deslgn and carry out actlvltles to provlde baslc
serVlces and rehabllltate deterlorated productlve
lnfrastructure In thelr munlclpalltleS?

The tralnlng results wlll be assessed on the basls of the
related output lndlcators ldentlfled In the proJect
document (CF tNITIAL PROJECT DOC TO CONFIRM NB AND TYPE
OF INDICATORS)

The output lndlcators related to tralnlng retalned In the
proJect document are

1 Quallty and fltness of the tralnlng

class Slze
theorlcal knowledge
practlcal knowledge
content of tralnlng
content of materlals
avallablllty of materlals
level of tralnlng
quallty of exerClces and personal works
quallty of lnstructors
easy/dlfflcult
gUldance before course
length of workshop
pertlnence of currlcula
tralnee selectlon
coordlnatlon of tralnlng wlth the requlrements of the Job
equlpment

w 44%&
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

Adapted from Mc Klnsey Tool used by the evaluators to analyze
the dlfferent aspects of the organlzatlon

11

SYSTEMS

1&1 ;;44&

STRUCTURE

VALUE SYSTEMS

PERSONNEL

• $@Q@@

STRATEGY

KNOW HOW

ANNEX 3 (PART II)

ANALYTICAL FRAMEWORK

ANNEXES

=====================

Jacky Lumarque and Paolo Chllo&li
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

ANNEXES

ANNEX 4
=======
LIST OF DOCUMENTS CONSULTED

1 Merove-Plerre CPA
PA Flnanclal Revlew Dec 1st, 1993 to March 31, 1994

2 Promotlonal Materlals "Plannlng Asslstance" Washlngton, D C
Overvlew of Plannlng Asslstance
Summary of recent work
Worklng wlth communltles to lmprove maternal health
serVlces

3 Plannlng ASslstance, Port-au-Prlnce Haltl, 1993
-ProJect proposal and Work Standards

4 Plannlng Asslstance, Port-au-Prlnce, Haltl -July 19, 1993
-Haltl Munlclpal Inltlatlves ProJect, a Proposal (PL 480)

5 1 Plannlng Asslstance, Port-au-Prlnce, Haltl
Proposal for an Extenslon of the Haltl Munlclpal
Inltlatlve proJect May 9, 1994

5 2 Agency for Internatlonal Development, Mlsslon to Haltl
-Response to the Amendment proposal, June 3, 1994

7 PubllC work sub-proJects documents of Plannlng Asslstance
Progress Report, August 17 to September 3D, 1993
Progress Report # 2 , October 1 to 31 December 1993
Progress Report #3 Jan 1st to March 31, 1994
Rapport Technlque, Semlnalre de Planlflcatlon annuelle
et a long terme , Fevrler 1994, Jean S Roy
Haltl Munlclpal Inltlatlves ProJect, Progress Report
# 4, Aprll 1 to 30 June 1994
Programme d'lnltlatlves communales, volet Formatlon et
AppUl Technlgue, Rapport Technlgue, Gonalves 1-2 Aout
1994, Les Cayes 4-5 Aout 1994 Jean S Roy
Haltl Munlclpal Inltlatlves Program Annual and Long
Term Plannlng Munlclpal Workshops Currlculum Deslgn
Plannlng Asslstance, Rapport de Mlsslon Les Cayes, 26
au 30 JUlllet 1994, LOU1S Isaac,Consultant
Programme d'Inltlatlves Munlclpales Protocole
d'Accord
Munlclpal Inltlatlves Program Lesson plans
Llsts of partlclpants to the workshops
Workers payroll procedures Forms AF-31, AF-32, AF-35,
PJ-01
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Plannlng Asslstance MUNICIPAL INITIATIVE PROJECT Assessment

ANNEXES

Programme d'Inltlatlves Munlclpales, actlvltes de
terraln 28 JUln- 16 JUlllet 1994
Rapport Publlc sur l'Ateller de Planlflcatlon tenu aux
Cayes, 13 octobre 1994 Jean S Roy
Haltl Munlclpal Inltlatlves Program Tralnlng and
Technlcal Asslstance Program Currlculum 1993-1996
Jean Sebastlen Roy Octobre 1994
PRogramme d' Inltlaves Munlclpales Addendum SoumlS au
Bureau de Gestlon PL-480 TITRE III 16 mal 1994

8 Samples of Tralnlng materlals of Plannlng Asslstance
dlstrlbuted to the partlclpants

9 PIRED (Mlchele Orlol) Dec 1993
Les collectlvltes terrltorlales entre 1991 and 1993

10 Manuel de Gestlon Munlclpale UNDP

11 Constltutlon de la Republlque d'Haltl
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Launch Workshop-Les Cayes (cont d)
Fart1c1pat10n of the Mun1c1pal CouncLl and staff

Workshop Launch Workshop of Les Cayes
7-8 oct, 93

ObJectLves 1 Assess needs wLth local offLcLals
2 IdentLfy and pr10r1tLze 11st of sub-proJects
3 DefLne resources, works1te act1v1t1es and 1mplementat10n

schedule
4 Def1ne adm1n1strat1ve and techn1cal procedures for

Lmplementat10n
5 Ana11ze workers select10n cr1ter1a, Job superv1s1on and pay

systems
6 Def~ne mechan1srns for commun1ty 1mputs
7 Def1ne tra1n1ng program 1n global terms

status Executed accord1ng to schedule

PartLcLpants 91 partLc1pants from Les Cayes and representat1ves of local
assocLat10ns and mLnLstr1es

Pract1cal sk1lls covered Analys1s of cornmun1ty needs
ProJect 1dent1f1cat10n

Qual1ty of tra1n1ng mater1als Informat10n mater1als ut111zat10n of sub-prOJect forms

Tra1nLng Method Conference and group d1scuss10ns (d1str1ct sub-groups)

Evaluat10n of Tra~neeB Informal

Evaluat10n of Workshop None

Evaluat10n of Consultants None

Lesson Plan Yes Not completely developped

Teach1ng A1ds Charts

Ma1n Results Awareness of FA and 1tS obJect1ves enthus1asm of mun1c1pal counc1ls
and staff expectat10ns very h1gh regard1ng ass1stance from FA

I
I
I
I
I
I
I
I
I
I
I

Table TRN 01

Plann1n9 Ass1stance KUNICIPAL INITIATIVB ~~OJR~ Assessment
1

AppendLx _ TraLnLng Workshops and Sub-ProJects

Launch Workshop- Les Cayes

I
I
I
I
I

Def1nit10n of ObJect1ves Yes

Ch01ce of act1v1t1es Yes

Organ1zat10n and log1st1c Yes

control of part1c1pants Yes

Superv1s1on of Execut10n None

Qual1ty Assessment None

Follow-on of part1c1pants None

Spec~al support to Tra1nees None

Acqu1s1t10n AppL1cat10n or sl<1LLs oy Mun1c1paL Coune1L ano Stal:r

BaS1c Adm1n1Btrat10n None Was not part of the workshop Ob]ect1vea

Annual and StrategJ.c Plann.1..ng MunJ..c.1..pal off.1.c.1.ala and CASEC members bsg.1.n to J.dent.J.fy needs,
estab11sh pr~or1t1es and ~dent1fy resources

Paramun1c1pal None ltas not part of the workshop ob]ectLves
Organu,at10ns

I
I
I

Jacky Lumargue and Paolo Ch.1.1oB1 2



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

Plann1n~ Ass1stance HUNICIPAL INITIATIVE PROJECT Assessment

Append~x _ Tra~n1ng Workahopa and Sub-ProJecta

Mun~c~pal F~nancea None Was not part of the workahop obJect~vea

Publ~c Serv1ces and Ut11~t~ea None Was not part of the workahop obJect1vea

ProJect Development Mun~clpal offlclals and CASEC members are exposed to the process of
proJect dea~gn/analyals

C1V1C Organ1zat10na None Was not part of the obJect1vea

Commun~ty Development None Was not part of the workahop obJect1vea

Reg10nal Cooperat~on None Was not part of the workahop obJect~ves

Pol~c1ea and Reforma None Was not part of the workshop obJect1vea

I
I
I

Jacky Lumarque and Paolo Ch11oB1 3
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Plann1n~ Aoo10tance HUNICIPAL INITIATIVE PROJECT ABoeooMent

Append~x _ Tra~n~ng Workshops and Sub-ProJects
II It

I
I
I
I
I
I
I
I
I
I
I
I
I
I

Launch Workshop- Gona~ves

Workshop Launch Workshop of Gona~veB

17-18 Dec, 93

ObJect~ves 1 Assess needs w~th local off~c~als

2 Ident~fy and pr~or~t~ze l~st of sub-proJects
3 Def1ne resources, works~te act~v~tLes and ~mplementat~on

schedule
4 Def~Ile adm~n~strat~ve and techn~cal procedures for

~mplementat~on

5 Anal~ze workers select~on cr~ter~a, Job superv~sion and pay
systems

6 Def~ne mechan~sms for communLty ~mputs

7 Def~ne tra~nLng program Ln globs1 terma

status Executed w~th a 2-months delay due to polLt~cal unrest

Part~c~pants 140 part~c~pants from Gona~ves and CASECS many representatives of
local assoc~at~ons and c~v~l servants

Pract~cal sk~lls covered AnalysLs of communLty needs
ProJect ~dent~fLcatLon

Qual~ty of tra~nLng materLals Can not be assessed, non documented

Tra~n~ng Method Conference and group d~scussLons

Evaluat~on of Tra~nees None

EvaluatLon of lqorkshop None

EvaluatLon of Consultants None

Lesson Plan None

Teach~ng ALds Charts

Ma~n Results Awareness of PA and LtS obJect~ves enthusLasm of munLc~pal councLls
and staff expectations very h~gh regardLng ass~stance from
PA analys~s of 50 proJects and submLssLon of 20 proJects to PA

Launch Workshop-GonaLves (Cant d)
Part~cLpat~on of the MunLc~pal Counc~l and staff

Def~nit~on of ObJect~ves Yes

Cho~ce of act~v~t~es Yes

Or9'an~zatJ..on and logLst~c Yes

Control of part~c~pants Yes

Superv~s~on of Execut~on None

Qual~ty Assessment None

Follow-on of partLcLpants None

SpecLal Support to TraLnees None

Acqu~s~~~on/AppL~cat~onot SJ<~LLS by Mun~c~paL <.ounc~L ana 5ta

BasJ..c AdmJ..n~8trat~on None NaB not part of the workshop obJectives

Annual and strategJ..c PlannJ..ng MUDJ..cJ..pal offJ..cJ..alB and CASEC members begLn to J..dent.Lfy needs,.
establLsh prJ..orJ..tJ..ea and J..dentJ..fy resources

Paramun~cLpal None was not part of the workshop obJect~ves

organ~zat~ons

I
I
I
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Mun1c1pal F1nances None Was not part of the workohop obJect1ves

Pub11c Serv1ces and Ut111t1es None Was not part of the workohop obJect1ves

ProJect Development Mun1c1pal off1c1als and CASEC members are exposed to ths process of
project des1gn/analys1s

C1V1C Organ1zat10ns None Wao not part of the obJect1veo

Comrnun1ty Development None waB not part of the workshop obJect1ves

Reg10nal Cooperat10n None Was not part of the workshop obJect1veo

Po11c1es and Reformo None Wao not part of the workshop obJect1ves

I
I
I
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Plann1n9 ABo10tance MUNICIPAL INITIATIVE PROJECT Aoseooment
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Append1X _ Tro1n1ng Workshops and Sub-ProJects
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~lann1ns Assistance KURICIPAL INITINrIVB PROJEcr Assessment
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Append1x _ Tra1n1ng Workshops and Sub-PrOJects
II II

I
I
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Second Workshop- Les Cayes and Gona1ves

Workshop Second Workshop
2-5 Feb, 94 Les Cayes
22-25 Feb, 94, Gona1ves

ObJect1ves 1 Evaluate techn1cal and management sk1lle of munic1pal
off1cers and staffs

2 Ident1fy train1ng neede 1n planning and administration
J Undertake 1net1tut10nel analys1s of the part1c1pat1ng

mun1c1pa11t1ee and CASECS
4 Re1nforce the process of commun1cat10n and coneultation

between PA, municipal off1cers and representatives of local
1net1tut10ns and associat10ns

5 Assess the most urgent needs of mun1cJ.pal staff in terms of
management and planning and 1dent1fy the modalities to meet
those needs w1th PA cooperat10n

6 Aseess the pert1nence of and determ1ne the modalities to
execute the subprOJects

7 Beg1n train1ng 1n BaS1C adm1nistrat10n
8 Set up the Techn1cal Counc1ls and the Support Committees

Status The workshop of Les Cayes was held With a 2-months delay due
to political unrest
The Gona1ves workshop wae posponed at the 1nJ.t1at1ve at the
Mayor and was held one week after the scheduled date

Part1c1pants MunJ.cJ.pal off1cers and staffs from lee Cayes, Chantal, Camp Perr1n
for the Les Cayes workshop
MunJ.cJ.pal off1cers and staffs from Gona1ves, GrOB Morne, L Estere,
Ennery for GonaJ.ves workshop
RepresentatJ.ves of d1fferent mJ.n1str1es, local assoc1ations and
syndJ.catee 1n both workshops

Pract1cal skJ.lls covered BaS1C pr1nc1ples of adm1n1strat10n
BS61C prJ.nc1ples of plann1ng

Qua11ty of traJ.n1ng mate ~als Abundant documentat1on for reference was g1ven to the part1cipants
Samples of documents show that they are too general and too
theor1t1cal for the level of most of the part1c1pants

TraJ.n1ng Method Conference and group d1Scuss1ons

Evaluation of TraJ.nees None

Evaluat10n of Workshop Informal accord1ng to PO Presentat10ns by DGI Deputy General
DJ.rector of the Roles used for tax collectJ.on were one of the most
apprec1ated by the mun1cJ.pal off1cere and etaffs

Evaluat10n of Consultants Not formal the technJ.cal report prepared by PO 1nd1cated they all
performed adequately enough, but 1t was to be found later that the
performance of the Sen~or Consultant ~n Adm1n1strat1on was not
adequate due to l1ngu1stJ.c probleme PA dJ.d not renew h1s contract

Leeson Plan Yee but not developped enough

TeachJ.ng AJ.de Charta and graph1cB

MaJ.n Results ResolutJ.on to set up the conee11 Techn1que" and the "ComJ.te
d Appu~ a la Ma1r1e
Agreement of the mun1c1pa11ty to legalize the creatJ.on of
the Techn1cal Counc11 w1~h an offic~al by-law
Analys1B of the munJ.cJ.pal needs J.n terms of traJ.nJ.ng and
technJ.cal eupport

I
I
I
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I I II
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I
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I
I

Problems ~ncurred and/or
~mprovement opportun~t~es

Although an excellent an~mator PO should ded~cate much more of h18
t~me for organ~zat~on, superv~s~on and coord~nat~on

Jacky Lurnarque and Paolo Ch~lo8~ 7
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Flanm.n!, ASIJ1stance HUNICIf.llL INITIATIVE PROJECT Assessment

Append~x _ Tra~n~ng Workshops and Sub-ProJects

Part~c~pat~on of the Mun~c~pal Counc~l and Staff

Def~n~t~on of ObJect~ve& None

ChoLce of actlvltlea None

Organ~zat~on and log~st~c Select~on of worka~te, log~stic and select~on of participants were
left to the respona~b~l~ty of the mun~c~pal~ty

control of part~c~pantB None

Superv~s~on of Execut~on None

Qual~ty Assessment None

Follow-on of part~c~pants None

Spec~al Support to Tralnees None

Acqu~81t~01l/Appllcat~onot Blaiis by Mun~c~pa.L (.ounc~.L and Statt

Baslc Admin~strat~on sk~lls ln budget preparatlon and bas~c account~ng were being applied
by the mun~c~pal staff It 18 d~fflcult to assess lf th~s

appl~cat~on lS a d~rect result of the workshop or a cumulat1ve
effect of the subsequent workshops

Annual and strateg~c Plann~ng During the survey lt d~d not appear that the staffs possesa the
necessary sk~lls to p~lot a strateglc plann~ng process But the
~mportance of a strateg1c plan ~B recogn~zed and most
mun~clpal~t~es want to take advantage of th~s opportunlty to solve
thelr fundlng problems by ~mprovlng local tax collectl0ns

Paramun~cl.pal The process to set up the Technlcal Counclls was l.nlt~ated and
Or9anl.zat~ons partl.c~pants responded poslt~vely to the J.n1tl.st1ve

Mun~cl.pal Flnances Fal.r understandl.ng of the concept of the DGI roles Decisl.on to
l.mprove the tax collect~on by updat~ng the l.nformatl.on requ~red for
the tax roles

Publl.c Servl.ces and Utl.lltl.eS Not assessed

ProJect Development Could not be assessed

C~Vl.C Organ~zatJ.onB PartJ.c~patl.on of CJ.Vl.C groups and reCo9n1t~on of legal means to
formal~ze thel.r Cl.V~C partlCl.patl.on to the management of the
munl.clpal affal.rs

Communl.ty Development None

Reglonal Cooperatl0n IntermunlCl.pal contacts eXlst through the Assoclatl.On des
Munl.cl.palites du Sud" The Munlc~pal Counc~l of Les Cayes
demonstrates much 10terest for PA to extend 1ta aSB1stance to the
surround~ng munlc~pall.t~es

Pol~cl.es and Reforms Decl.sl.on to set up the local advlsory bodlea to support munl.clpal
l.nltl.atl.Ves, agreement to legal~ze the declslon wlth munlclpal
ord~nances

I
I
I
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Workshop Th~rd Workshop

1-2 Aug, 94, Gona.1ves,
4-5 Aug, 94, Les Cayes

Ob)ect~ves A Plann~ng

1 Collect and pr~or~t~ze small proJects prepared by the
Techn~cal Counckl and the Com1te d appuk munkckpaux

2 Present PA obJect~ves 1n terms of techn~cal support to br~ng

to the rnun1c~pa11t~es

B Adrn~n1strat~on

Unformulated

status Executed accord~ng to plan

Part~c1pants Mun~c~pal officers of Gona~ves were absent, but some staff members
attended
other part1c~pants came from the surround~ng mun1c1pal~t1es and
CASECs Mun~c1pal off1cers and staffs of Les Cayes, Chantal,
Torbeck, st Lou~s du Sud, Cava1llon, Man~che There were also
representat~ves of d1fferent m~n1str1es and local assoc1at10ns and
synd1cates 1n both workshops

Pract1cal sk111s covered BaS1C pr1nc1ples of adm1n1strat10n
BaS1C pr1nc1ples of plann1ng
(Mostly an update of the precedent workshop, due to the long delay
between the two sem1nars)

Qua11ty of tra1n1ng mater1ale Abundant documentatkan for reference wae g1ven to the partkcipante
but not 1n suff1c1ent quant1ty for everyone samples of documents
show that they are too general and too theor1t1cal for the level of
most of the part1c1panta

Tra1n1ng Method Conference and group d1BcusB~onB

F1eld Vks1ts at the mun1c1pal off1ce to study work organ1zat10n

Evaluat10n of Tra1nees None

Evaluatl.on of Workshop Informal accord1ng to po no documentat1on avaklable

Evaluatl.on of Consultants None The team of three consultants were new A formal evaluat10n
would have been very useful to take stock of lessons learned and
1mprove future act10ns

Lesson Plan Yea, but not complete The progressl.on kS very low between the two
subsequent workshops

Teachl.ng 1\1da Charts

Ma1n Results Comrnl.tment of the mun1c1pa11ty to update the property tax
basl.s by workl.ng closely w1th DGI

Problema l.ncurred and Lack of heterogenel.ty of partl.cl.pants the most educated can benef1t
1mprovement opportunl.tl.ea wll1le the others keep a very low and non part1c1pat1ve prof11e

Although an excellent ankmator PO should dedl.cate much mars of hl.B
t1me for organ1zatkon, supervks10n and coord1natl.on
Tra1nl.ng content and mater1ala need to be less theoretl.cal and more
targeted
More homogenous small groups
Even unsuccessful the attempt to 1nvolve the mun1c~pality 10 the
tra~n1ng organ1za~10n was good and needs to be pursued Close
attent10n must be pa1d to how the Techn1cal counc11 1B v1ew1ng 1ts
role and to poss1ble by-pass of the Mayor responsibl.ll.ty PA has to
avo~d tranaform1ng the TC 1nto another bureaucrat1c body

I
I
I
I
I
I
I
I
I
I
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Table TRN 04

Plann1D9 Ass1stance HUNICIPAL IHITIAXIVE PROJECT Assessment
,

Append~x _ Tra~n~n9 Workshops and Sub-ProJects

Th~rd Workshop- Les Cayes and Gona~ves
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Planm.llg l\nB10tnnce HllNICIP.l\L INITIATIVE PROJECT J\.oBcBoment
,

Append1x _ Tra1n1ng Workshops and Sub-proJects

Part1c1pat10n of the Mun1c1pal Counc11 and staff

"
,',

I
I
I
I
I
I
I
I
I
I
I
I

Def1n1t10n of ObJect1ves In cooperat10n w1th the Tecn1cal Counc11

Ch01ce of act1v1t1es None

Organ1zat1on and log1st1c Select~on of works~te, log1et~c and Belect~on of part1c1pants were
left to the responsib1l1ty of the mun1cipa11ty Cooperat1.on and
part1C1.pat1.on were not at the level expected by PA

control of part1c1pants No d1.rect 1.nvolvement of the Mun1.c1.pal1.t1.es Was to be assured by
the Techn1.cal Counc1.1

Superv1.B1.0n of Execut1.on None WaB partly to be assured by the Technical Counc1.l
Insuff1c1.ent performance

Qua11ty Assessment None

Follow-on of part1c1pants None

Spec1.al support to Tra1.neLs A plan was des1.gned to support d1rectly 1.nd1.v1dual munic1pal1.t1.eB
w1th b1-mensual one day short workshop Part1c1pantB would be
grouped accord1ng to the1.r work ass1.gnment or pos1t10n The
potent1.al of th1.S strategy 1.n meet1.ng the constra1.nts of group
heterogene1.ty and poor academ1c background 1.S very h1gh S1nce PA can
br1ng match tra1.n1ng act1.ons w1th concrete problems at the grassroot
level

AcqU1.S1.t1.0n/App 1.ca 1.on ot BK1. s by Mun1.c1.pa.L Counc1..L and Statt

Bas1.c Adm1.n1.strat1.on sk1.11s used for buget preparat1.on and correspondence

Annual and strategic Plfr'1.ng Not v1.s1.ble

-
Paramun1.c.1pal Was not assessed
Organ1.zat1.ons

MUn1.c.1pal F1.nances Importance of DGI roles was recogn1.zed DeC1S1.0n to 1.mprove the tax
collect1.on by updat1ng the 1.nformat1.on requ1.red for the tax roles
No spec1.f1.c sk1.l1s related to the tra1.n1.ng could be noted

Publ1.c Serv1.CeB and Ut1.11.t1.es Not v1s1.ble, some very s1mple management dec1.s10ns could br1ng
1.mprovemsnt to the serv1.ces offered even 1.n the present s1tuat1.0n of
funds scarc1ty

ProJect Development Not assessed

C.1V1.C Organ1.zat1.ons None

commun1.ty Development None

Reg1.onal Cooperat10n None

Pol1.c1.es and Reforms The munic1.pal1.ty of Gona1.ves 1.S lagg1ng 1.n tak1.ng the ord1.nance to
lega11ze the Techn1cal Counc11 desp1.te the agreement reached w1.th
the Tecn1cal Counc1.1 and PA

I
I
I
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Plann1n~ Ass1stance MUNICIPAL INITIATIVE PROJECT AssessMent
1 1 I f I ~ ~ 1 '1 1 I I

Append~x _ Tra~n~ng Workshops and Sub-ProJects

,
III 11

part1c1panta Mun1c1pal off1cera and ataffs of Les Cayes, Chantal, Torbeck, st
LOU1.8 du Sud,. Caval.llon, Man1che
other part1c1pants representat1ve of d1fferent m1n1str1es and local
assoc1at10ns and synd1cates

Pract1cal sk11ls covered BaS1C pr1nc1plea of adrn1n1atrat10n
BaS1C pr1nc1plea of plann1ng

Qua11ty of tra1n1ng mater.L~la Too d1ffuse, needs l.mprovement

Tra1n1ng Method Conference and group d1acuaa10ns

Evaluat10n of Tra1neea None

Evaluat10n of Workshop None Informal accord1ng to po no documentatl.on available

Evaluat10n of Consultants None The aame team of three consultants

Lesaon Plan Yea An updated and more complete vers~on was 1n preparat10n at the
t1me of the tra1n1ng A draft has Just been obta1ned by the
Assessment Team The l1st of themes to be treated 1S more deta11ed
but the operat1onal Ob]ect1vea and the t1me to be allo~ated to each
theme are not 1nd1cated

Teach.Lng A.l.da Charte and graph.l.ce:

Ma1n Results Munic1pal off1cers d1scusBed plans to start w1th the help of
DGI the tra.l.n.l.ng of a group of enumerators 1n order to
conduct the survey of local propert1es

Fourth Workshop- Les Cayes and Gona1ves

Fourth Workshop
1-2 Sep, 94 Gona~ves

5-6 Sep, 94, Les Cayes

I
I
I
I
I
I
I
I
I
I
I
I
I
I

Table TRN 05

Workshop

ObJect~ves

status

A
I

2

3

4

5

.!L

Plann~nq

Present and analyze the broad 1ssuea of Nat10nal Development
along w~th the baB1c pr1nc1plea of Development Plann1ng
Evaluate the capac1ty of the part1c1pants to aSB1m~late and
aynthes~ze the documenta d1Btr~buted for read1ng dur1ng the
last workshop
Exam1ne the broad aspects of pol~c1es, or~entat10ne and
trenda of the Ha1t1an state 1n reference to comparat1ve
atat1at1cal data and SOC10-econorn1c ind1catora of the
Cax1bbean, Lat1n Amer1ca and Afr1ca
out11ne sectoral and mult1-Bectoral analys1s of development
plann1ng at the nat10nal level 1n order to use th1s general
macro-econom1C framework for aett11ng the 1Beues of reg10nal
development
Def1ne pract~cal modal~t~es to ~mplement some short-term
components of the PA mun1c~pal proJect

Adm~n~strat10n

Revise and reinforce the pr~nc~ples of adrn1n1strat~on
developped dUr1ng the last workshop
Present and d1scuas the contents of the Manuel de Gest10n
Mun1c1pale" prepared by UNDP for the mun1c1pal1ty of Pet10n­
V111e
D1SCUSS the results of the 1nstitut10nal analys1s prepared
by the part1c1pants
Present baB1c pr1nc1ples of Account1ng, Personnel
Management, stock Management, F111ng
D1BCUSS the broad pr1nc1ples of bUdget preparat10n through
the analys1s of the 94 mun1c1pal bUdgets

Executed accord1ng to plan

I
I
I

Jacky Lumarque and Paolo Ch110a1 11

q1



I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

PlnnIl ... n<j Ann~3tance t LttIC:::PAL INln L'\.l.IVF 1 ROJEC'J' ABBeBnment

AppendlY _ Ira_llng Wor~ohopo and Sub-proJecto

Problemo l'1curred and The Pl1tratlve to keep rnvolvrng tne Conoerl Technrque rn the
_mpro/emel ... opportunrtles lrarnlng organ~zaL1.on but PA must be careful not to create the

lmp ....eBB ..... on ~hat t~e CCIsel1 Technlque can ny-pass the Nayor
Tra~n~ns wlll garn In e[f~c... encl rf PO ded1<:ates more of ) lS tlme
~or ttl'> deal-gn of a mora orofeBa~onal traJ.n.lng ByBtem ,nth clearly
def.lnec. ard real~8tJ..c ob'ect~ve6 for each worJrshop, eotabllehment 0'
a real prog::ess_on p ..... an better pre6entat~on of the tralnlng
mater ... alB, nroper 0 andards to traln, 6upen l.Be and evaluate the
~flBtruc.rorB

Tre trarnr,g depa-t.ent needs qurck reJ.nforcemen .... rn tennn of
trarnrng egurpment (It doeo not even have a computer) Hupport otal!
and uu(fJ.c.len-L budget for +ra.1.n.lng

artlcrpatron .,t tile Nunrcrpal Councrl and SLa~i

I Defrnrtlon of abJectrveo D1Bcuaaecl W.l.h'1 the Technrcal Caunell

I
-

Chorce of actrvltles None

Organrzat.on and 10glstrc Select_on of worr<slt.e r logrstlc and Belect1.on of partrcrpants were
wade b PO w.tr "he hplp of the Tec'>nrcal Counc.ll Cooperat1.on and
oarl1.cJ.pat- .... on "re l.!3factory

Control of partlclpanta l11t', the help of the "'echnlcal Councll I
Supervlol0n of Executl0n Waa partlY aS5ured by the Techlucal Councrl

Qua11ty ABSeOBme!lt No.,e

FollOl.. -on of partl.c1-panta None

Speclal Support to Tral.neeB A plan to a8B~8l ~pd1v~dua~ mun1c1pal~tleB and CASECs wrth br-
Mens..lal Of'e day Hho::l war '<shop rs to be rmplemented very Boon Tlus
formula pr01l1BOeS to be \ ery BucceBBful ln ~mprovl.l''1 the management
capacl.tj of Lhe lUunl.cl.p"ll.tl.ea due to lta problem-eolvl.og approach

cqursltron/Appllcatron at okrllB by I' ..Jnrc_Dal Cauncrl and Statt

BaslC Admlnrstratron Skrlls uBed for bc.get preparatl0n and correspondence

Annual and 5trategrc Plannrng Not vrBrble ~ 0 munlc~pal~t_es Burveyea along r~h thArr Tecnl.ca..L
Counc_ls cud not aeell to have "- complete underatandl.ng of the

I
proces8 to be 1.plAmented

II Paramunrcrpal Good mot~.... at.l.on amo"1g CJ.Vl.C orgapJ.zatl.one to be rmolved rn
OrganrzatrO"18 mU'11.cl...,al affarra I,
Hun_crpal Fl.nances Impcrtance nf DGI ro ... es ",as recognrzed DeC181.0'1 to lmprove the tax

collee _on by updat.l.ng t~le l.nfo:nnatl.on requ.Lred for the tax roles
No speclfrc 8"rllo related to the t.ral.nl.ng could be no+-ed
Dl.BCUB81.0IlS Nlth lhe Deput] General Dl.rector of DGI auggeot that the
groupe were too large and too heterogenouo to grve room for an
operatronal tra .... n.lnq r"1 munrcrpal fu"ancea The onl] pOB8rble
resulls arp to be e"'<pr""ssed rn terms of very broad Bene.ttl.zatl.on and
mot~vetl.on to worK more closely to DGI lnspectors

Publrc Setvl.CeB and utllrtles Not v.l.sl.ble I
ProJect Development 'lot assessed

IICrvrc Organrzatrons C.lV_C orga'1l.zatl.ons .rtl' strong motlvatl.On ~o aB6.l.Bt the
munrcr,oalltres

CommuJlrty Development None

Ragronal Cooperatl.on I A regl.opal aBBOCl.atl.on of nU~.lc.lpal off~cera already eXl.ste rn the

I Sout~ Deoartment Pl\ mun.lc.lpal .In,l.tlatl.Ve creates a n"'" .lncent.lve to
re'n.. V.l.J:y the 88BOCl.at_o'"

Poll.cl.ee and Roformo The Techn ...cal COUPc.l.l of Lea CavefS haB been legalJ.zed w~th a
muracl.pe.l by-law '1'1e Mt..n.lc.lpall.ty of Gonal.vee confl.rrna verbally rta
agreement 1.0 pub_lah the ord.lnance but has .t~ll to mat.er.lall.ze th.l.B
prmn1.Be

I
I
I
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Append.l.Y _ Tru.l.rl.l.ng I;or ehope al'd Sub-ProJecte

I

Part.1.c.1.pat.1.0n of the Mayor and h.1.e B'aff ro-
ProJect proposal documcnL No

Project oelectl.on Yes th.1.S sub-o~oJect appeared to be a top pr.1.or.1.ty .1.n the to,",n meetlngB

ProJect deB1.gn None CASCC gave Borne techn.J.cal adv.J.see

Project fl.oa"1cJ.al plan None

Contract.1.ng wor~s L.1.m.1.ted to ..... orker aelectJ.on and. It'otllatl.On

Suporvloe cxecut.lon None Some follow-up done by CASCC Mun~cJ..pallty ConBe.J.l techn~qt.:e

Qual.1.ty aBBeBBment None

Management of the None bel.~g n nntJ.onal rand .l.t ~. managed by rPTC
J.n[1.-ao t.cuctur'tl

CHPLOYMCN r GCNCRA" bUdget 14, perooT'-mOnLh acLual

TRAINING OF WORKERS None .as estHlaLed to be necessary

Ub-P'OJ<><..L CYOOl Mll!li<..ipaliLy o[ 1 au Cuyou

Denom~nat~on Crol."< Hartjor-ryont Bour (,<oute Natl.onale de TorbecY)

Deocr.l.ptJ.on Re}ab~l.l.tat.l.on of 4 lvn of road l.nclud.l.ng clear.l.ng of vegetat.l.on d.l.g I
dral.nage dltelles, baclr-f.l.ll sect_on of road clean culverts replace"ent
of rl.ng cuI J"erta II

Statue etarted 16 Dec 1993 f~n_ehed 16 Ma I 199' Ii

EconomlC .l.mpact The econom_c .1.mpact has not been assessed It should be important becauee
thl.f1 .l.e the onl} road ae6el.-V~ng the Bouth ahore of Lhe J.sland flow ever
the l.~tervent)..on .1.S of Lm~ted ut.1.hty ae tie rehab.1.l.l. tat.1.O'1 e'1ds w.1.th the

tm .... ts of tIle IIlUT1.LC1.pal1.tv of Lea cayes

Soc.1.al .1.mpact BeB.l.dec the benef.1.te of the addl.tl.onal l.ncome for the workero tlus
l.nterventlon III proveo the &CCCB13 to health and Boc.lal aerv.iCeB

Ph}B.1.cal aUflta~nab~l~ty Bad W.l. +-hout rna.1. ... ':enance t,e roac. can be Olot of Berv~ce .1.n a per~od 0 6
months The road B.lrface already e'>ows B.l.gnB of Ber~oua damages and all
the d.1.tchee are already .l.nvaded b} the vegetat.l.one mak~ng the dra~nage

more d.1.L_~ht

HaLntenance organl.zat.l.on No rnal.ntenance program has been put .1.n place up to noY, There are ta .... kB
w.1.th local CASCCS to put .1.'1 place a maJ.ntenance team on voluntarj bnBl.B

F.1.nanc.1.al susta.1.nab.1.l.1.ty I None Tins .1.nfrPBtructure does not generate any ~ncome

Env.lronmental negat.1.ve Nore
.1.mpacte

I Inconven.lence to "he local In one local 1.0'1 Ue water canal le making a pond that was used by the

\
populat.l.one local popl.1lat~on to bat, and to ...rash care The bag wall budd bl PA to

protect the road for erOB ... on ha6 been .In part destroyed .in order to
repr.l3t.J.na e the pond to the or.J.9~nal UBe

Sub-ProJect CY01

I
I
I
I
I
I
I
I
I
I
I
I

AcquLBltlon 08 akl11s of Mayor and )11S staff

I
I

PlannLn9 and select.J.on Some mur2clpal_ty CASCC conee~l ·echnlque have been lovolved 1n tho
plannLng and selectl.on ~orY

Jacky r umarque anu Paolo Clulos.1. 1 J
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Append~x _ Tra~n~ng WorkB~opB and sub-Pro)ectB

Problema ~ncurred and correctJ.ve act10ne propoBed O~ the proceBS

I Problems and opportun~t~es I Correctl.ve actl.ons taken or suggeBted~
Execut~on

rnteract~on The user had ths percept~on thst .. he Pl\ Need to expla~n better the nature and
.J.uterventl.on Bhould have been more the 11.m~tB of the ~nterventl.on on
.lmportaut alher flub-pro]ecto
Some problems w~th 'lPTC that have been See below
solved

F~tness Th~s road ~s clasn~fl.ed as a nat~onal ReCOnB.l.der the opportunl.ty to
road falhng under the )ur~d~ctl.on of .l.ntervene on l.nfrastructures fall~ng

TPTC under the reBponB~b~l~ty of the
central government

Preparat~on of a proJect None
propoBal

Publ~c work denl.gn~ng None
Bk~llB

Publ~c works execut_on None
sk~lls

Publ~c works ma.l.ntenance None
ak~lla

InfraBtructure management None
Bk~lla

General adm~n~Btratl.Ve None
Bk~llB

rquJ.pmonta Bnd toolo None acqul.rcd

I

I
I

I

I

I
I

I
I
I
I
I
I
I
I
I
I
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Plann~n9 l\.fJB~fJlance >iUNICIPlI.L INITIlUIVR PROJECT MfJefJfJment
tIl I

Append~x _ £ra~n~ng workshops and Sub-ProJects

Sub-ProJect CY02

Sub-proJect CYOO2 Hun~c1pal~tv of Le. Cayes

Denom~nat.l.on Fllllcalllt-Oaz11n Road

DUlScripLion Rohllb111ll1lloll of G Kill of rural roud .1.llcluul.ngl clo6r~ng of the
vegetat10n,d1g dra1nage d~tchssr back-hlhng aect.l.ons of road budd~ng

of Borne stone fords

Status started on 21 Jun 1994 f1n1shed on 11 May 1994

J..mpact on bene.tJ..cJ..ar,l,ee

EMPLOYMENT GENERATION budget 295 actual

TRAINING OF WORYERS None was est_mated to be necel3sary

lI'C~J.~'CY OL 'Clle l.nJ.rae ructure

Economic impact The econoInl.cal Hopact of tlnB infraatructtlre haB not been a08eooed How
ever ~t should be of Borne J..mportance as the rond deaerves an area w~th

3 000 to 6 000 ~nhab~tants and reaches a Bchool w~th 500 ch~ldren The
road waD not functJ..onal before the l.nterventJ..on

Soc~al 1mpact Bes~des the add~t~onal ~ncome of the part~c1pat~ng workers the
l.nterventl.on improves access to health and other BOCl.al aerY.l.cea

Phys~cal susta1nab~1~ty So far no mal.ntenance organJ.zat1.on has been put 1n place

Ma1.ntenance organl.zatl.on The rna1.ntenance w111 have J. o be organl.zed on the baS.l.B of voluntary worlC

F.tnanc1al Busta~nab111ty None

Envl.ronmental ne9at~ve None
~mpacts

Inconvenl.ence to the local None
populat~onB

Part~c~pat10n of the Mayor and h~s staff to

ProJect propoanl document no

Pl.oJt!Jcl fjal~cllon y". Lhlo nub-projoLL UpptHtred 111 lh.. priori Ly li.t ot!.Lubl f U,h6c..l ln lhe
tow., meeting

ProJect de8~gn none

ProJect f~nanc1al plan none

Contract~ng works workers select~on and mot~\at~on

Superv1.se execut~on none

Qual~ty assessment none

Management of the none
.lnfrastructure

Jacky Lumarque and Paolo Clll.los~
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Pl~nnLn9 AnnLatance HUNICIPAL INI£LATIVE PROJECT Aanennmcnt
II I I I I 1111 I I f I I 1111

AppendLx lraLnLng workahopa and Sub-ProJecta

AcquLs1tLon oa sk1lle of Mayor and h1e etaff

Plann1ng and eelect10n Some Mun1c1pa~1ty CASEC, Techn1cal Counc1l have bB1ng 1nvolved 1n the
plann1ng and BelectLon work

Preparat10n of a proJect None
proposal

Publ1c work deB1gn1ng None
.k1l1e

Publ1c work. execut~on None
.k1lle

Publ1C works ma~ntenance None
.k111.

Infrastructure management None
ek111e

General adm.LnJ.BtratJ.ve None
.k111a

Equ1prnenta and toole None

Problem. 1ncurred and correct1ve act10na propo.ed on the proceee

Problem. and opportun~t~ee Correct.tve act1.0ns taken or suggested

Executl.on The road Le too .teep 1n Borne aectl.OnB In new Bub-prOJects of th1S k1nd conaider to
change the topography of the road to solve
l.ncl.tnatJ.on problema

Interact10n

F1tnees

I
I
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Sub-ProJect CY03

Sub-proJect ClO03 Mun~c~pal~ty of Lca CaleB

Denom~nat~on Les Cayes ca'lal clean~ng

Deecrl.ptl.on Claanl.ng the canale by remoV'l.ng 4 605 m3 of sedl.ments correlJ.onB on the
t.own roads close to the canale ~nclud~ng clear~ng of vegetat~on and
backf~ll~ng port~onB of the roads rehab~l~tat~on of the road that br~ng

to the temporary dump s~te ~nclud~ng clear~ng of the vegetat~on and
backf~ll~ng portions of the road

Status started 20 June 1994

J.mpact on DeneJ:l.C~arJ.ee

EMPLOYMENT GENERATION Budget 870 person-month

TRAINING OF WOIU.ERS None was eetl.mated to be necessary

UlOLl1lOY or lOne ~nrras rUCl:.ure

EconomJ.c ~mpact L~m~ted to the J.ncome of the workers

Soc~al ~mpact Very ~mportantr although temporary ~mprovenent of the san~tat~on of the
town

Phys~cal susta~nab~l~ty None as none of ths causes of the accuInulatJ..on of aedJ.ment8 ~n the canal
hn6 not been .ccmovcd """llability of nn ullorno.tivo plneo to dump ga.rba,ge
and erOB~on

Ma~ntenance organ~zat~on No canal clean~ng or garbage collect~on mun~c~pal organ.lzatJ.on has been
put 1n place

F~nanc~al susta~nab~l~ty The maJ.ntenance of the town dra~nage canala ~s too large a Job to bs done
w~th voluntary wor~ T"e ut~l~zat~on of Borne revenues from mun~c~psl taxea
w~ll be neceBsary

Env~ronmental negat~ve The dump s~te used was approved by USAID only for sed~ments It ~s

~mpactB ~mportant that the mun~c~pal~ty does not UBe th~B temporary dump s~te for
general garbage aB it ~B too close to s rlver

Inconven~ence to the local Temporary obstruct~on of ths road dur~l'g the ~ntervent~on

populat~ons

Part~c~pat~on of the Mayor and h~s ataff to

ProJect proposal document No

ProJect select~on Th~s proJect has been class~f~ed as a pr~or~ty proJect by the mun~c~pal

authorJ.t1es

ProJect desJ.gn None

Project f~nanc~al plan None

Contract~ng workB L~m~ted to workers aelect~on and mot~vat10n

Supervl.S10n e"'(ecut~on The mun~c~pal~ty allows the use of ~ts dump truck for the proJect

Quahty assessment None

Management of the The rnun~c~pal~ty ~s already rnanag~ng the canale although the reBulta are
~nfrastructure l~m~ted

AcqU1oit10n OB sk1l1n of Mayor and Ilia ata!!

I
I
I
I

Plann~ng and aelectloon

I
Th108 lontervent10n has put ~n eVlodence the need to flond a def~nlot1ve
mun1c~pal dump B1te and to organ~ze ~}le collect10n and diopo8~t~on of the
garbage presently thrown l.n the dra1.nage canale

.Jacky Lumarque and Paolo Chiloai
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Plann~n~ AnB~Blance MUNICIPAL INITIATIVE PROJECT Ano8nnment

Append~x _ Tra~n~ng Workahopa and Sub-ProJecta

Preparat~on of a proJect L~m~ted The Hayor and the Techn~cal Counc~l were called to rev~ew the
propoeal proJect propoaal

Publ~c work dee~gn~ng None
ok~llo

Publ~c workB execut.lon None
Bk~lla

Publ1c workB ma~ntenance None
Bk~lla

Infraatructure management None
ok~lls

General admJ.n.l.Btrat~ve None
BJ-~llB

Equ~pmentB and toolB None

Problems ~ncurred and correct~ve act10nB proposed on the proceBB

ProblemB and opportun~t~ea Correct.lve act~onB taken or BuggeBted

ExecutJ.on Water pl.pea and telephone cable
obotruct the canals and need to be
relocated

InteractJ.on The mun~c~pal slaff V.lBJ.tB frequenlty More of the oub-proJectB muat be done ~n town
the work B.lte and makes BuggeBt~ons llle
part~c~pat~on and tra~n~ng of the
mun~c~pal Btaff ~o eaS.ler when the
.lnterventl.on ~B e"l(ecuted close to the
C~ty Hall

fitness The l.ntervent.lon is not Buatainable the How aver th~s k~nd of J.ntervent.1.0n CBn be very
~t haB been des.lgned 6.lnCe mast of the appropriate ~f aBBoc~ated ,nth putt~ng ~n

Bed1mentn wl.l1 came back after the next place aome communal garbage collect~on

ra~ny BOD Don organJ.zatl.on and a mun~c~pal dllmp Ol.te

I
I
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ProJect proposal document None

ProJect Belect10n Th1a sub-prOJect waa claBB1.f1ed sa a pr1.0r1ty one by the mun1c1pal
author~t.l.e8

ProJect deB1gn None

ProJect f1nanc1al olan None

Contract~ng worka None

Superv~Be execut~on None

Quahty assessment None

Hanagement of the None
~nfra8tructure

sub-proJect CY004 Mun~cipal~ty of Lee Cayes

Denom~natl.on Dumay Morency 1.oad

Deacr~pt~on Rehab~l~tat~o'1 of 4 KID of rural road ~nclud~ng clear~ng of the
vegetat~on d~g dra~nage dJ.tchea, canstruct10n of stone fords

status etarted 20 June 1994

~I1\pact on benet~Cl.arJ.e8

EMPLOYMENT GENERATION Budaet 580 peraon-month

TRAINING OF WORKERS None waa eBtJ.mated to be necessary

Ut~~~ty o~ "tne l.nr.raatructure

Econom~c ~mpact The econom~c 1mpact of th1s 1ntervent~on has not been aaeeaaed but muat be
emall The road deserves an area w1th a populat10n of 10,000 people very
d1sperBed

eoc1.al 1.mpact Improved aCCess to health and other eoc1al Bervl.Ce8

PhyB1.cal auetawab1.l1.ty The road w1.11 not rema1n operat10nal for a long t1rne ~f regUlar
rnal.ntenllnce 1.8 not guaranteed at leaet 1n the eteep port10n of the road

Hal.ntenance organl.zatl.on No ma~ntenance program haa been put 1n place yet, however there are very
act1ve CAC ~n the zone and 1t w111 be eaay to organ1ze Lhem for the
rnninLoll1'1nco proqram

Fl.nanc.1.al auata~nab111ty The mal.ntenance w111 be based on voluntary work

Env1ronmental negat1ve None
1mpacta

Inconvenl.ence to the local -In a few 1netances the dra1nage d1tchee fac1ng the hab1tat10ne have besn
populat1ona ref~lled to fac1.11.tate the oaesage of people

-In other l.nntancen the l.nhabl.lan~B forb1.dden to 01g the s1de d1tches
needed to evacuate runoff ra1n water that could damage ~,p cultl.vatl.on

I
I
I
I
I
I
I
I
I
I
I
I
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I
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I
I
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Plann~n9 A66~6tance MUNICIPAL INITIATIVE PROJECT A66e66ment

Append~x _ Tra~n~ng Workehope and Sub-ProJecte

sub-proJect CY04

Part1.C1pat10n of the Mayor and h1S staff to

Jacky Lumarque and Paolo ch11os~
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Plnnn~n9 Ana~nlnnce MUNICIPAL INIT~IVB PROJECT Anaeanment

Append~x _ Tra~n~ng Workahopa and Sub-ProJecta

Acqu~a~t~on oa ak~lla of Major and h~a ataff

I I

I
I
I
I
I
I
I
I
I
I
I
I
I
I

Plann~ng and aelect~on Some The mun~c~pal ataff haa been ~nvolved ~n the selection and planning
proceBB

Preparat~on of a proJect L~m~ted

proposal

publ~c work dea~gn~ng "lone
nk~lln

Publ~c works e"l{ecut~on None
sk~lls

Publ~c works rna1ntenance None
nkills

Infrastructure management None
sk~lls

General adm1n1strat1ve None
ak~lla

Equ~pmenta and toola None

Problema ~ncurred and correct1ve nct10ne proposed on the proceos

Problema and opportun~t~en Correct1ve taken or actl.ons Buggested

ExecutJ.on -The road 1.B too steep ~n 60rne sectl.OnB In new nub-proJects PA mUBt cons~der to change
operat~on -Too few a~de d~tchea the topography of the road to solve slope

problems

Interact.l..on Tile 1nllab.l..tanta d1d not cooperate W.l..th -EspecLally 10 areaa newly open to
the PA proJect by forb~dd~ng to d~g the development, ~t ~s very ~mportant to expla~n

5J.de dJ.tcheo , and by not bu~ld~ng the~r to the local populat~on the dynarn~c of the
own paoaagea over the a~de d~tchen waters ~n a d~rt road and mot~vate them to
these problemB were not shown ~n the keep the road funct10nal
GN003 proJect where the populat~on has -If motl.Vat10n and coo?eratJ.on cannot be
more exper~ence w~th the road obta~nedr cancel ~mmed~ately the ~ntervent~on

F1tnesB L~m~ted ~mpact On the tra~n~ng of the M~otakea prov~de good learn~ng opportun~t~ea

mun~c~pal ataff as the J.nterventJ.on l.B

very far and 19 seldom, J.f ever,
v~s~ted

I
I
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Sub-ProJect CYOS

Sub-proJect CYOOS Hunl.cl.pall.ty of Les Cayes

Denoml.natl.on Baratte SOl.l Conservatl.on

DBBCrl.ptl.on SOl.l coneervatl.on J.ntervent~on on 1 ravJ.ne and 2 affluent l.ncludl.ngl
repal.r of 1 water captl.ng baB~n dry walle and plantl.ng 16 000 treeB
dl.vertl.ng the ra\l.ne water l.n the dl.rectl.on of the rlce heldB

StatuB started 12 sep 1994
.lmpact on Oene1.l.Cl.ar~e8

EMPLOYMeNT GENERATION budget 71B perBon-month

TRAINING OF WORKERS None was eBtl.mated to be necessary

utl. l.ty 0 tae J.ntras ructure

EconomlC l.mpact The econom.l.C l.mpact of the l.nterventl.on haa not been eBtl.mated but must be
large The rJ.ce fl.elds obtal.n more water, the eprl.nga wl.ll obtal.n more
water a road and Borne houses are protected

Soc1al l.mpact The zone l.B poarl the addl.tl.onal J.ncome generated by thl.s intervention
wl.ll help the local populatl.on

Phyel.cal euetal.nabl.ll.ty Accordl.ng to the ProJect Engl.neer the l.nfraBtructure wl.ll rema1-n
operatl.onal from 2 to 5 yeara l.f Borne rnaJ..ntenance l.B executed

Hal.ntenance organl.zatl.on No rna.l.ntenance program haa been put l.n place yet There l.e an actJ.ve
water comnnttea that evenlually could be organi7ed to inoure the

nlal.ntennnce

F1.nancl.al BUBtal.nabl.ll.ty None the mal.ntellam:e wJ.11 haye to be organl.~pd O~ tpe baS_B of 01_ nt-aT"' ---,
work

Envl.ronmental negat.l.ve None
l.mpactB

Inconvenl.ence to the local None
populatl.onB

Partl.Cl.patl.on of the Mayor and h~f1 fltaff to

proJect propoBal document No

ProJect selectl.on Thl.e eub-proJect waB classl.fl.ed as a prl.orl.ty one by the munl.cl.pal
authorl.tl.eB

ProJect desl.gn Ll.ml.ted to the chol.ce of the s1te by the technl.cal councl.l

ProJect fl.nancl.al plan None

Contractl.ng worke Ll.ml.ted to the Belectl.on and motl.vatl.on of the workers

Superv~ee execut~on None

Quall.ty aBBeBBrnent None

Hanagernant of the None
.l.ofraetructure

Acqul.el.tl.on OB Bkl.IIB of Mayor and hl.B Btaff

Plann~n9 and select~on Some The munJ.c.l.pal author~t~es have been l.nvolved l.n the 8elect~on and l.n
plann~ng process

Preparat~on of a proJect L~rn.1.ted

propoeal

Publl.c work deBl.gnl.ng None
Skl.llB

I
I
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Publlc works execut1.0n None
Shlls

Publlc works ma~ntenance None
Skllls

Infrastructure management None
Skills

General adrunlstratlve None
skllla

Equlpments and tools None

Problema ~ncurred and correct~ve act~onB proposed on the process

Problems and opportun1tl.ea Correctl.ve act1.ona taken or suggested

Executlon to early to deterrnlne

Interactlon

Fltness Llmlted lmpact In the tralnlng of the
munl.c1pal staff as the 1ntervent10n lS
very far and lS seldom If ever,
Vlslted

I
I
I
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Sub-ProJect CY06

Sub-proJect CY006 Munl.cLpall.ty of Les Cayes

Denom.l.natl.on Quattre Cheml.n Canal cleanl.ng

DescrLptLon CleanLng the canals by removLng 4,090 m3 of sedl.mente replace 10
culverts

Status Wl.ll etart 15 october 1994
.l.mpac'C. on Oenel.l.C.l.ar.l.ee

EMPLOYMENT GENERATION budget 530 pereon-month

TRAINING OF WORKERS None was estl.mated to be neceBESsry
utLLl.ty at tile Lntrae ructure

Economl.C Lmpact LLmLted to the l.ncorne of the workers

Socl.al unpact Very important although temporary .l.mprovement of the sanitation of the
town

Phyel.cal sustal.nabl.ll.ty None ae any of the cauaes of the accumulatLon of aedl.menta l.n the canal
haa not been removed aval.labl.ll.ty of an alternat1.ve place to dump garbage
and erOB.1.0n

Ma.1.ntenance organl.zatl.on No canal cleanl.ng or garbage collect1.on mun1.cl.pal organl.zatl.on has been
put 1n place

Fl.nancl.al auetal.nabl.ll.ty The mal.ntenance of the town dral.nage canale l.S too large a Job to be done
W1.th voluntary work The utl.ll.zatl.on of some revenues from munl.cl.pal taxes
w.l.ll be neceBBary

Envl.ronmental negatl.ve The dump el.te used l.B too close to a rl.ver
impacta

Inconvenience to the local None
populatl.ona

Partl.cl.patl.on of the Mayor and hl.s ataff to

Project proposal document No

ProJect Bslectl.on Thl.a proJect haa been claesl.fl.ed as a prl.OrLty one by the munl.cl.pal
authorl.tl.es

Project deaLgn None

Project f.1.nanc.1.al plan None

ContractLng worka Ll.ml.ted to the aelectLon and motl.vatl.on of the workera

Supervieion execut.1.on The municl.pall.ty La allowLng the uae of l.ts dump truck for the project

Qual1.ty aeaeaament None

Management of the The munl.cl.pall.ty 1.a already managl.ng the canal a although wl.th ll.mited
Lnfraetructure reaults

I
I
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Plann~n9 AD6~olance MUNICIPAL INITIATIVE PROJECT AsoeDsment

Append~x _ Tra1.n1.ng WorkshopB and sub-ProJectB

Acqu~B~t1.0n oa ak1.11e of Meyor and h~a staff

Plann1.ng and Belect~on Th~e ~ntervent.l.on haa I?ut ~n eVJ.dence the need to f1.nd a def.l.nl.t.l.VB
mun~c~pal dump o~te and to organ1.ze the collectloon and d~apoaJ.t~on of the
garbage pre Bently thrown 1.n the dra~nage canale

Preparat1.on of a proJect L~m~ted

PropoBol

Publ1.c work deB~gn~ng None
Sk1.11o

Publ1.c works execut~on Some exper~ence 1." rnanagl.ng the control of the dump truck
SkJ.llB

Publ~c worko maJ.ntenance None
slulla

InfraBtructure management None
skl.llB

General adm~n.l.Btratl.Ve None
okJ.lla

Equ~pmentB and toola None

Problema ~ncurred and correct.l.ve act.l.OnB propoBed on the process

Problema and opportunl.tl.ee Correct.l.ve actl.one taken or suggested

r:xecutJ.on Too early to determ~ne

InteractJ.on

F~tneBB The l.ntervent.l.on loa not Buata1.nable However th1.B k1.nd of .l.nterventl.on can be very
the lot haa been deB1.gned aa moat of the appropr~ate 1.f aooocloaled W1.th putt1.ng 1.n
oed1.mento w~ll be back after the next place some communal garbage collectl.on
ra1.ny BeaBon organ1.zatJ.on and a mUD1.Clpal dump o1.te

I
I
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Sub-ProJect GNOI

Sub-proJect GNOOI Mun1c1pal1ty of GonaJ.ve

DenonunatLon Munl.cJ.pal Dump slote

DeBcrJ.pt1.on Rehab111tat10n of 1 5 Km of road br1ng1ng to the dump .1te 1nclud1ng I

back-f1111ng port1on of road and d1gg1ng dra1nage d1tches ProtectJ.on of
the dump s1te from ra1n washes by d1gg1ng dra1nage d1tches up h111
De11m1tat10n of the dump s1te and de11m1tat10n of the 1nternal access
truck paths

status started 21 Jan 1994 f1n1shed on 11 may 1994

J.mpact:. on DeneIJ.C.l.ar.l.eB

EMPLOYMENT GENERATION budget 65 person-month actual

TRAINING OF WORRERS None Wlll3 est1mated to be necBBBsry

ut.111ty at t.he .l.utraa ructure

ECOnOffi1.C 1mpact The economl.C 1mpact of the 1nfrastructure has not been BBBeBBed

80c1.a1 1mpact Vs ry llnportant as there was no mun1c1pal dump s1te 1n town bsfore th1s
1ntervent10n

Phys1cal susta1nab111ty The dump s1te can have a long v1ab111ty but only 1f properly managed Tlle
access road w111 need some ma1ntenance

Ma1ntenance/Management The dump s1te has been left w1th no management Nobody 18 1n charge so the
organ1zat10n trucks dump tHe garbage w1th no d1sc1p11ne on the 1nternal roads leav1ng

unacceBBl.ble port10ns of the dump s1te

F1nanc1al susta1nab111ty No dump user fee has been put 1n place A small dump fee for each load
could generate enough revenue to 1nsure the management and ma1ntenance of
the dump s1te and the access road

Env1ronmental negat1ve If not properly managed th1s dump s1te could have negat1ve env1ronmental
1mpacts 1mpact

Inconvenl.ence to the local The drs1nage d1tch has been ref111ed 1n front of the construct10n fac1ng
populat10ns the left s1de of the access road to allow passage of veh1cles as a

consequence the pluv1al waters have already damaged the road surface

Part1c1pat10n of the Mayor and h1s staff to

ProJect proposal document No

ProJect select10n '£h1s sub-proJect was class1f1ed as a pr10r1ty one by the munic1pal
authorlt1es

ProJect des1gn None

ProJect flnanc1al plan None

Conlrnct11lg work" Lun! ted t.o t.he B~lcctl.on nod motl.VntLon of workerc

Supervl.Be executl.on None

Qua11ty assessment None

Management of the None
l.nfraBtructure

AcgULBLtl.On 08 ekLlle of Mayor and hJ.B staff

Plannl.ng and selectJ.on Some The mun.l.c.l.pal author~t~eB have been ~nvolved 1n the Belect~on and
plannJ..ng process

Preparat~on of a proJect L1m1ted
Propoaal
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PublJ.c work deelgnJ.ng None
SkJ.lle

PublJ.c workB execut.l.on None
BkJ.lle

PublJ.c works ma.l.ntenance None
Slnlls

Infrastructure managBment None
SkJ.lle

General adrnlnJ.stratlve None
Skllle

EquJ.pments and tools None

Problems lncurred and correctJ.ve actJ.ons proposed on the process

Problems and opportunJ.tJ.ee Correct.l.ve act10ns taken or euggested

ExecutJ.on The lnfraetructure J.e not managed Help the mayor to plan, organl.ze and put J.n
operatJ.on place a management and rna.l.ntenance eystem for

the dump elte

InteractJ.on The 1.nhab1.tants fac1.ng the access road Establ1.eh the polJ.cy of who 1.S responsJ.ble of
have ref111ed tIle dra1nage d.l.tchee bu~ld~n9 paosages and br.l.dgee over the

draJ.nege dJ.tches and then enforce thJ.s polJ.cy

F1.tneee Th1.e J.nterventJ.on 1.e very pertJ.nent to Cons.l.der B1m.l.lar l.ntervent.l.ono J.n other
the scope of work of FA and can mun1.c1.palJ.ty
generate Borne .l.rnprovement of munJ.cJ.pal
plannJ.ng and adml.Ol.Btrat1ve akJ.lle

I
I

Jacky Lumarque and Paolo ChJ.loeJ. 26



I
I

PlnnnLng AssLatance HUNICIFAL INITIATIVE PROJECT Assessment
I

AppendLx _ TraLnLng WorkBhopB and Sub-ProJectB
I I

"
I I

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

Sub-ProJect GN02

Sub-proJect GNOO2 MunlclpahtJ of LeB Cayes

Ocnominnt~on Drainage at Haul Poteau market

DeBcr~pt~on RehabLILtatLon of the dra~nage Byatem of the market BJ.ta and of 80me of
the 8urround1ng roads

Status Btarted 21 Jan 1994 hnLBhed on 11 may 1994
Lmpact on benetLcLarLes

EMPLOYMENT GENERATION budget 59 person-month

TRAINING OF WORKERS None waB eBt~mated to be necesBary

utL1U.y at tile ~nlraB ruct.ure

Econom.LC J.rnpact The econom~c Lmpact of the ~nterventJ.on haa not been tLBBOaoed

SocLal Lmpact The ~ntervent~on hae solved aorne of the more eVLdent problema of the
market that wae completely flooded durLng the raLny aeaBon

PhyeLcal auetaLnabLILty JlccordLng the the PA engJ.neer the ~nterventJ.on solves only the moat urgent
need of the market JI second and more J.mportant ~nterventJ.on must be
etudLed

MaLntenance or9an~zatl.an None haB been put Ln place PA waltB for the second l.ntervent.lon to study
thLa problem

FLnancLal suetaLnabLllty The market tax has been abolLehed Ln the past however the munLcLpalLty
Le legally entLtled to 1mpoee a munLc1pai tax ThLe Le the unLque
opportunlty to create a User fee that can eventually pay for the
management and maJ.ntenance of the market

EnvLronmental negatlve The Lntervent10n Ltself d1d not determLne any negat1ve Lmpact on the
lmpactB enV1.ronment

Inconvenl.ence to the local The market act~v~ty 1B too large for the dea1gnated area, eo the market
populatJ.onB overflows on the s.l..des of the natLonal road

PartJ.cipation of the Mayor and hla ataff to

Project propoeal document NO

ProJect Belectl.on ThlS Bub-proJect waa claBBLfJ.ed aB a prLor1ty one by thB munlcJ.pa1
autharl.t.l..eo

ProJect deBLgn None

ProJect bnancla1 plan LLmLted to the aelectLon and motLvatLon of workere

Contract~ng works None

SupervlBe executl.on None

Qua1J.ty assessment None

Management of the None
l.nfraBtructure
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Plann~ng and oelect~on The mun~c~pal author~t~eo have been ~nvolved ~n the oelect10n and plann1ng
process

Preparat10n of a proJect Th~o .lnterventJ.on hao created a lot of ~nteract10na between the Hayor, the
proposal 2 CASECs ~nvolved and the Techn~cal Counc~l No clear aet.lO" plan has bean

dehned but the mun~c1pa11ty ~s learn1ng to deal w1th thLo k1nd of
problem

PublLc work des1gnLng None
skills

PublLc works execut10n None
ak1110

Public works mal.ntenance None
sk1110

Infrastructure management None
sk1110

General ad.m.ln.l6trat~ve None
obllo

EquLpmento and tools None

Problems .lncurred and correct.lve act.lona ~ropoBed on the process

Problema and opportun1tLeB Correct.lve act.lona taken or BuggeBted

Execut10n DurLng the deB1gn phase ~t became The or1g~nal oub-proJect ( rehab1litate the
operat10n eVLdent that the draLnage problem market o~te) hao been reduced 1n scope 1t

needed to be oolved f1rot 1t alBa w~ll be reaaoeosed 1n a second phase
became clear that the market s1te area
was .lnauff.lc.lent for the preBent level
of bus1nese

Intera.ct.l.on Lack of lesderBh1p of the Mayor to Cont.lnue to work w1th the local author1t1BB
80lve lhe problema w1th the 2 CASECs and 1f a unan~mous 801ut~on 1S not found
.lnvolved and the Techn.lcal Counc~l .to consl-dar to drop a second J.ntervent.lon
order to come to a clear and approved
plan for the second LnterventLon

Fltnsso TtuB LS s proJect that dynamlseB all ProJects of thls nature could be cons1dered in
the mun.lc.lpal organa other munLcLpal.lt.leB

I
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Sub-ProJect GN03

Sub-proJect GN003 Mun1c1pa11ty of Gona1ves

Denoml.nat~an DaJonnal.B Souvenance Road

Deacr1pt1on Rehab111tat1on of 14 3 KIn of road 1nclud1ng clear1ng of the vegetat10n,
cleanl.ng of culverts I d1g dra1nage d1tches back-f1111ng aect10n of road,
bU11d stone fords, bU11d dry atone walls and gabb10na to protect the road

Status started 20 June 1994

1111pdCt on benetl.c.tarleB

EMPLOYMENT GENERJlTION budget 1,230 person-month

TRJlINING OF WORKERS None waa est1mated to be necessary

ut111ty ot the .l.n!ras ructure

Econom1c 1mpact The econom1C 1mpact has not been assessed but 1t must be very large The
road was not operat10nal before the 1ntervent10n and oncs f1n1ahed 1t 1'111
allow eaS1er transport of the abundant products of the arsa that 1S
1rr1gated and very fert11e

Soc1al 1mpact The area of 1ntervent10n 1S not as poor as others v1s1ted the population
1S very abundant
Th1s 1nterventlon l.mproves access to health and other 80cLal servIces

Phys1cal susta1nab111ty Accord1ng the PA eng1neer the road w111 rema1n operat10nal after th1s
l.nterventl.on for 2 yeara but Borne l.mportant mal.ntenance work muot be
executed

Ma1ntenance organ1zat10n No ma1ntenance program haa been put 1n place up to now There are numerous
act1ve CAC along the road and 1t should not ba d1ff1cult to organize them
for the work that w111 be necessary

F1nanc1al sustaJ.nab111ty The normal mal.ntenance of the road w111 have to be baaed on voluntary
work, but th1S may not be suff1c1ent

EnvJ.rorunental ncgatJ.ve Mone
1mpacts

Inconven1ence to the local The 1nhab1tants w1th d1rect access to the road have bU11d the1r own
populat10ns passages over the d1tches to ma1nta1n the dra1nage operat10nal Th1s 1S a

s1gn that they under.tand the dynam1cs of the waters and are act.l.vely
1nterested 1n keep1ng the road 1n operat10n An analys1s should be done to
learn how th1s happened and poss1bly use th1s exper1ences 1n the other
roads where th1s problem seems to be more 1mportant

I
I
I
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Partlc1patlon of the Mayor and hlB Btaff to

ProJect prepoBal document No

ProJect Belectl0n Th1B proJect waa claBB1f1ed ae apr1or1ty one by the munlc1pal author1 t1es

project dee1gn None

ProJect f1nanc.l.al plan None

Contract1ng work. L1m.l.ted to the aelect10n and motlvat10n of the workers

Superv1se execut1.on None

Quahty assessment None

Management of the None
.l.nfraBtructure

AcqU~BLtLon as skLlls of Mayor and hLB staff

PlannJ.ng and 8elect~on Some The munlcipal author1t1es have been l.nvolved l.n the oelection
and planning prooess

Preparat10n of a proJect Llm1ted
proposal

Pub11c work deslgnlng ekl1ls None

PubllC werke executl.on Sklllo None

Pub11c werko mal.ntenance ek11le None

Infrastructure management sk111B None

General admlnlstratlve Skl11s None

Equlpments and tools None

Problema l.ncurred and correctl.ve act10ns proposed on the proceee

ProblemB and opportun1t1.ee Correct1ve actl.ons taken or suggssted

Executl.on
operat.l.on

Interact.lon It was notl.ced that all the 1nhabltante Try to understand 1f there .l.e a partl.cular
have bUl.ld thel.r own passa.ge over the culture or mot~vatl.on ~n th1.8 araa and if
dra1nage dltches of thelr Ln1t1at1ve, found try to tranefer lt to other araaa where
all except one that has rehlled the th1B J.8 a problem
d1tch

Fltness

I
I
I
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sub-project GN04

SUb-project GN004 Mun~c~pal~ty of Gonol,vca

OenOIn1nat1on Labranle Road

Descript~on Rehab111tat~on of 5 2 Krn of rural road ~ncludlng clean.ng of the
vegetatJ.onl d~9 dra~nage d1tcheB back-flll 8ect~on8 of road, bUl1dlng of
atone fords, flood protect~on w~th gab.l.ons

Status started 20 June 1994

llnpact on benerlc~ar~es

EMPLOYMENT GENERATION budget 464 person-month

TRAINING OF WORKERS None was est~mated to be necesaary

utl1:l.ty ot tha lntras ructure

Economl.C l.mpact The econom~ca1 1mpact of tillS sub-proJect has not besn asssaaod but it
ahou1d by large as ths road was not functional before thia ~ntervention

and now ~t deserves an area w1th 10,000 lnhabltants that produce large
amounts of crops that now can be moved by truck to the market of Gonaives

Soc1al lmpact Bes~de temporary lncome for the local popu1atlon, thla 1ntervent~on

lmproves the access to health and other socla1 Berv~ceB

Physlca1 sustalnablllty Accordlng to the PA englneer the road wlil remaln operatlona1 for at least
2 years 1f some careful malntenance work lS executed

Ma1ntenance organlzatlon A local malntenance commlttee eXlsted before ths lnterventlon and has been
strengthened

Flnanc1al austalnablilty The ma1ntenance wl11 be based on voluntary work

Environmental negatlve None
lmpacts

Inconvenl.ence to the local None
populatlona

Partlclpat10n of the Mayor and hlS staff to

ProJect proposal document No

ProJect se1ectlon ThlS sub-prOJect waa classlfled as a prlorlty one by the munlclpal
authorlt1ea

project design Llmited, but CASECs members were gUlte actlve durlng the inltisl deaign

ProJsct flnanclal plan None

Contractlng worke Llluted to the se1ectlon and rnotJ.vatl.on of the workers

Superv~6e execut10n Local road COmtnlttees helped to form teams

Qua1lty assessment None

Management of the None
~nfra8tructure
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Planning and select10n Some The mUIl1c1pnl Buthor1t18s have been 1nvolved 1n the select.1.on and
plann~ng proceos

Preparat10n of a proJect L~IR1ted

proposal

Publ1c work dss~grung None
ok,llo

Publ1c worko execution None
sblln

Public worko ma1ntenance Ma1ntenance comm1ttees have acqu~red addLtLonal techn~cal sk1lls
skLlls

Infrastructure management None
skLlls

General adm~nLstrative None
skJ.lls

Equ~pments and tools None

Problems ~ncurred and correct~ve act~ons proposed on the process

Problems and opportun1t~es Correct~ve actLono taken or ouggeoted

Executl.on The qualLty of the gabb10n work LO very -Improve the commun~cat~on between the F1eld
operat10n poor the gab10ns are not properly tLed eng1neer and the Management to solve problems

together not properly clooed and not of procur1ng mater1als
properly hUed The fLrot problem LO -conoLder the pos01b11~ty to prepare a
due to lack of ava1lab111ty of oteel tra1nLng program to show how the gabJ.on work
Wl.re . the other to lack of tra1nJ.ng hao to be executed
and Buperv1B.l.On -more Buperv.1.B.1.0n dur.l.ng the work from the

F1eld engLneer
-formal qualJ.ty control at the end of the sub-
proJect

Interact10n

F1tness L1m1ted ~mpact on ths tro1nJ.ng of the
mayor and h1s staff ao the l.nterventl.on
~6 very far and 1.6 Beldom, J.f ever
V1s1ted

I
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sub-Project GN05

Sub-project GNOOS Mun~c1pal~ty of Gonn~ve6

Denomination Ba.nnl.n Colonne Do~l conBcrvlltl.On

Dencr~pt~on Rehab~htabon of 5 rav~nes by bU~ld~ng 300 dry walls and plant~ng 25,000
trees

statua started 16 ago 1994 and planned to be completed ~n dec 1994
~mpact on ene l.Cl.ar.1es

EMPLOYMENT GENERATION budget 803 peraon-month

TRAINING OF WORKERS None was ext~mated to be neceasary

ut1l1ty ot the ~ntras ructure

Econom~c ~mpact The econom~c ~mpact of the ~nfrastructure ha. not been assessed, but can
be est~mated to be of Borne l.mportance a6 ~t w~ll protect the rural road
deserv~ng 12 000 people, 100 ha of cultl.vatl.ons and Borne epr1.nga beBl.de
all the obv~ous advantages of the so~l conservnt~on efforts

Soc~al ~mpact The zone ~s very poor so the add~t10nal ~ncome generated by th1s
1nterventl.on has helped the local populatLon

Phys1cal susta1nabi11ty IIccord1ng to the Eng1neer the 1nfrastructure w~ll rema1n operat10nal from
2 to 5 years Lf Borne small mal.ntenance work 1.8 executed

Maintenance organl.zatl.on No ma1ntenance program ha. been put 1n place up to now There 1.8 not nn
act1ve CAC (Conse~l d Act~on Commun1ta1re) 1n the zone the CASEC must be
1nvolved when the sub-prOject ~s f1n1shed

F1nanc1al susta~nab111ty The ma1ntenance w111 have to be organ1zed on the ba.~. of voluntary work

Env1ronmental negatlve None
1mpacts

Inconvenl.ence to 1 e local
populat10ns

Part1c1pat1on of the Mayor and h1s staff to

Project proposal document No

Project nelectlon Th1s project wae classlf1ed ae a prlor~ty one by the Mun~c1pal

authorltles

Project den~gn None

Project flnanel.al plan None

Contract Lng works L1m1ted to the select10n and motlvst~on of the workers

Superv1Be execution None

Qua11ty assessment None

Management of the None
Lnfrantructure

I
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Plaon1.ng and lJelectJ.on Soma The mun~c~pal authorJ.tl.BS have been J.nvolved l.n the sclect.1.on and
plannl.ng process

Preparation of a proJect Ll.ml.ted
proposal

Publloc work desl.gnl.ng None
obllu

Publl.c works executJ.on None
okl.lls -
Publl.c works ma.1ntenance None
sklolls

Infrastructure management None
okl.lls

General admlnl.Btrat~ve None
okl.llo

Equl.pments and tool a None

Problems loncurred and correctlove actl.ons proposed on the process

Problems and opportunlotloes Correctlove actl.ons taken or Buggested

Executl.on

Interact~on

Fl.tness Llomloted lompact on the tralonlong of the
munl.clopal staff as the 1ntervontJ.on loB
very far and .l.B Beldom, 1.f ever,
vloBloted

I
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l'rojoct propoonl documolll No

Project select.ton Th.to oub-proJect wao claes.l.f.ted ao a pr.tor.l.ty one by the mun.l.c.tpal
author.tt.teo

Proiect design None

ProJect financ.tal plan None

contract.tng worko L.tm.l.ted to the oelect.l.on nnd moll.vat.ton of workers

Supervioe execution Nons

Qual.tty 8BBeBsment None

Management of the None
Infraotructure

sub-project GN006 Mun1c1pa11ty of Gonaives

Denom1natJ.on Sedren Meme B011 conservat10n

Deocr1ption Rehab111tat10n of 12 raV1nes by build1ng dry wallo every 20 metere and
plant.l.ng 2,525 treeo

Statuo started 16 ago 1994 planned to be f.tn.tohed .tn 16 weeks
1mpact on OeneI1C1ar1es

EMPLOYMENT GENERATION budget 466 peroon-month

TRAINING OF WO~ERS None was eBt~rnated to be necessury

utJ.11t:y ot tt", l.ntra5tructure

EconomJ.c J.mpact The economJ.c J.mpact haa not been asoeosed however 1t ohould be of oome
~mportance as the ~ntervent10n protectn the rural road, 100 peaBantO
house. and 20 ha of f.telda from .tnundat.ton and debr.to

SocJ.al 1mpact The zone .to really very poor so the .tncome generated by th.to intervent.ton
has helped the local populat10rl

Phys.tcal ousta.tnab.tl.tty Accord.tng to the PA eng.tneer , the .tnfrastructure w111 remaln operat10nal
from 2 to 5 yeare .tf some emaIl maintenance work 16 executed

Hn1ntenance organl.Zat1on No ma1ntenance program haa been put .tn place yet, however there 10 a vsry
act.tve CAe .tn the area and 1t w.tll be eaoy to orgnn.tze .tt for the
ma.tntenance program when the .tntervent.l.on .to fin.tohed

Financial ouotninabil.l.ly The ma.tlltenance w.tll be bnoed on volunlary work

Environmental negative None
1mpacto

Inconvenl.ence to the local None
populat.tons

~ub-Project GN06

Partec.tpat.ton of the Mayor arid h.to otaff to

Pl~n~ Ans1stance MUNICIPAL INITIATIVE PROJECT ABnennmont
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Acqu1s1t10n of sk1lls from the Mayor and h1s staff

Plann1ng and selection Some The munJ.cJ.pal authorJ.tJ.BO have been J.nvolved 1n the selection and
plannJ.ng process

Preparatl.on of a proJect L1m1ted
Propo.al

Publ1c work des1gn1ng None
Sk111.

Public works execut.lon None
Sk111.

Public works maintenance None
sHIh

Infrastructure management None
Shlls

General adnu.nJ.otr..Lt.J.ve None
.lull.

Equipmente and tools None

Problema 1ncurred and correct1ve act10nB proponed on the pro~eBB

probleme and opportun1t1es Correctl.ve actl.ons taken or .uggeeted

Execut10n Some of the dry walle were not l"rge aB More tra1n1ng to the foremen
operat1.on the eectJ.on of the rav~ne The workers Be sure the F~eld Eng~neer V18.lte the work

were follow1ng the planned dJ.mens10ne O.ltea regularly
and not the w1dth of the raV1ne

Intornet,lon

F1tneBs Luuted 1mpact on the tra1n1ng of the
mun1c1pal staff as the 1nterventJ.on 1S
very far and 1S seldom v1s1ted

I
I
I
I
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