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The attached Project Evaluation Summary (PES) examin:s the status of the
Righway Maintenance Prnject at the end of Phase I. The project is con-
tinuing asRighway Msintenance, Phase II under %rant $521-0084.

The PES follows the format proposed in AIDTO CIRC A-188 with the following
exception: The section Changes in Design or Execution examines the extent
to which recommendationr considered in the preparation of the Phase II
Project Paper arc now in effect. Data contained in other sections of the
PES provide a refurence gy measuring prugress under Phase II.
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PROJECT EVALUATION SUMMARY

{End-of-Project Highway HMaintenance, Phase I)

h21-C6 3
. N
Mission Project Mumber: Loan;521-09_5__, ;
USAID/Haiti Grant 521=0072
Project Title: Highway Maintenance, Phase I
Initial Tinal Cormletion Total US fundinc
Obligation Obliration of Project
Ioan $3,150,000
¥ 1974 FY 1977 FY 1978 Grant $2,050,000
"eriod Covered bv this Evaluation: Date of this Fvaluation Review:
Aucust 1973 - December 1977 March 27, 1978

Curira rv

The protect 'ighway Maintenance, Phase I, terminated December 31, 1977 three months
~+Tter the oriqinal termination date of September 30, 1977. The project comhined
canital asgistance and technical advisory services to the Service dEntretien Permanent
du Meseau Poutier Bational (SFPPRI), the National Hichwav Maintenance Service of Haiti.

USATD nrovided capital assistance in “he amount of $3,150,000 under Loan 521-005 to funqd
construction of facilities and ecuivment nurchases and $2,050,000 under Grant 521-0072

to fund technical assistance and trainipa.  Technical advisory services and capital -
asslistance for SEPRRI will continue uncer ighwayv Maintenance,LPhase II, Grant 521-0084. |

‘Mmder liinhwav Maintenance, Thase I, the Covernment of llaiti entared into a contract in
173 with loskins-Vestern-Sonderecaer, Inc. (I¢) a U.°e. consulting endineerinc fimm,
to furnish advisory services for the orcanization of STPRRI and training o# STMRRY
narsonnel.

SLPRRN was established Ly acovernment decree in 1972 as a semi-~autonomous agency under
the Ministry of Public Uorks, Transportation and Commmications (TPTC). 1t lacked
facilities, eauirment, trained personnel and, at the time of the A.I.D. loan, was in
the process of liquidating the liahilities of an unluccessful nredecessor maintenance
organization.
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During the four years of Phase I, SFPRRN has hecome an established road maintenance
organization of definite i7 stil) evolving structure. Its emplovees numbar RED of hich
7y are staff and 404 are day laborcrs. SEPTM now has facilities, ecuirment and
tra.ned narsonnel to maintain 1,000 km of roadwav. The central shorn in Port-aun-

rince has bheen constructed, staffed, and acuirred. The district shon at Cap l'aitien
has Deen renovated and a district shop constructed at Les Caves.

Under the texms of the A.I.D. loan aqreement, SFEPRRM assumed regnonsibility for main-
tenance of Routs 100 (North) and Rowute 200 (South) -~ the two national highways ~ and

for maintenance operations in four districts. SEPRRYI has exceadad thesae terms ir assuminqE
these ard!tional responcihilities:

-~ maintenance of tha 35 km of the new road to Jacmel:

-~ waintenance operatio:s in one additional district and three subdistricts to
make a total of cioht additional areas in which STPRRYI crews now work.

Eyaluation iethodoloay

“Hls evaluation marks the ead of Thase I of the continuing Nighway Maintenance nroject
and axamines tha status o7 the ~roject as Phase IT haains. Durina Octoter and 'laverher
1975, “rou toven Associates, a panaaderial consulting Ffirm wnder contract with A I.M,
conducted an in-denth cv: *vition of Piqlhwvay Maintenance, Thase I. Recommendations
which wore the result of the “roun Seven studv and which are incormorated in the
Thase 71 Project Tarer are considered in this evaluation in terms of the extent to
which theo have Maen »ut into effact at SFPRRY urinna the past vear.

’

Inforation ca Falti's transtortation sector was nrovided v Rorert Richmand, conomic
YWoeey, U, Urbassr, Part-au-Prince, lajti.
Carticicants in the Pvaluation

U NID: DM Yaay, Trodect O9Ticer
LG Tinott, Svaluation OfFficer

JUVRTI S Adrion Saraisant, Adninistrator

ouwking lgstorn-tondere~ wr, Inc. {f'5): MNed Herrine, Project Officer

axternal Tactors

SLPRIVY was estairlisihied as one of the nreremuisites for the IDD loan for construction
of Noute 200. The twe maintenance oraanizations which had nreceded SEPRRY had vroved
unsuccassful - the aprroxinmatelr 1,500 km of national : nd denartmental roads had dete-
riorated to the extent that none was onen throuchout the entire vear.

MICLASSTTIED
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The Haitian Covernment has reccognized the imnortance of efficient road maintenance
to its develoning hiohway network. Tts contribution to the nroiect has increased
over the four vecs of Phase I from $790,000 in FY 1973-74 to £2,679,000 in rvy
1977-78. These funds finance SEFRM onerating exrenses.

At the time SEPRIU! was estalblished its resronsibilities were dafined as follows:
SEPRRT maintenance operations were to consist of:

- ;ggsiggygaintenaqce, or the worl: necessary to kear a road in the condition

in which it was constriucted;

-- road betterment, or the work reauired to immrove a local condition or

clininate a hazarAi.

toad reconstruction or maior hichwav improvements were not considered a SrPRPN
msoonsibility,

Cased on the premise that 'oth Foute 100 and Route 200 were under reconstruction

#t the bedginning of the nrojact, it was assumed that SEFPRR}! would have an annro-

winate too-cear narlod ralativelv free from onarational vressures in which to

organiza. Such has heen ‘e conidition of Haiti's road network, SFPRRN onaraty -:

have fallen into the cate:orv of road reconstruction and heavv maintenance throunh-

out 2lmost che entire reriod af Plage I, Only sinca 1776 has SFPRRY been in a -ocition
to »lan and sichedula routine maintenance Sor each district.

Coal

"To tmerave e standacd of living of the rural poor and better intacrate them into
the malnstyean of UYaitian  cconomic activity and overall develonment”,

sSufficient data -lo not axist to measure tho nroject's contribution to the aqoal b
the Indleatora ¢hosan for Thase I, There are:

<= inorease in small farser income-
== Jeeviase Inoupermilovment:

~- decroase in Infant rortality.

The same <nal haa been retained for Phase IT of tha Project: however, a nroxy indicator
has Leen develorad “n measurr nrojedet contribution:

"2,000,000 work/days of emmloymant generated hetween 1977 and 1901".

Over a five-year period, 2,000,000 work davs a~proximate 1,600 jobs, SEPRRY records
will show the extent to which this objactive is achieved.

(T peneITn
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The IDD and the World Nank continue their contrihution to the aoal i~ their road
construction programs. The UMDP is nlanning construction of 75 km on tha Central
Platean. USAID will make a further contribution with its Aqricultural Feeder Roads
nroject which began in early 1277. The construction of these ad3itional roads will
add to SKPRA maintenance responsibilities and recquire an exmansion of their main-
tanance operations,

Subcoal

"ms assure the functilonina of the road transportation network and the flow of nonda
and services lLoetween urhan markets and exnort woints and rural araas'.

The “roject's contrilution to the sulvoal is discussed in terms of the meascures of
subgoal achievement in the nmiecct desio,

Althouch data do not exist which measure traffic volume on thc North-South hidghwav,
the mmbassv Sconomic Offlcer estimates that over the nast two vears traffic has
increased more than the 50% considered necessary for Phase I Subaoal achievement.
There are apnroximatelv 2,700 commercial vehicles in Haiti. Thece consist of trucks,
Yuses and vehilclas which carry Loth passenders and commoditios:there is still a
shortare of larqge, heavy crucks. A nrimirv national hichwav natwork which is hard
surface? is open at all aeasons.

Avain, there are no data on which to base a conclusion that a 5N% increase in inter-
reqional trada of coods and corvice has occurred. Commercial activity has increased
in arean whare SEPRRU crewe have laon workinn. Yor exarmle, in the Artihonite Vallev,
SUPRRY has recently graded a 16 km link which has become a farm-to-market road:
Farmers in the area have increcased their rice acreaae for commarcial nurposes,

mhere are indications -- althoush insufficient data exist to vearify these indications --
that as roads are immrover, vehicle maintenance expensaes docrease and that as more
farmars mova thair qoods to market, transnartation costs also decrease.

noalls remain the rrimary means of transoortation in NHaiti. Other than the roads,
rhere oxists onlv a small coastal shivnina sarvice for movement of qoods.

Purnaso

“To Jevelen a nuclous hichwav maintenance orcanization camable of maintaining the
national road svstem (Route 100 (Worth) and "oute 200 (South))".

A discussion of the status of each end-of-nroiect indicator follows: SEPRRN crews
ara nrovidina hoth routine and cmerqency maintenanca on Route 100 (North and Route
200 (“outh). In addition, SEPRRH has assurmed responsibilitv for maintenance of the
road to Jacmel which, because of enqineerina desiqn and the heavv incidence of
slides durina the rains, is more difficult to maintain than the Yorth and South

UNCLASSIFIED



Amembassy PO.@@ AU PRI CE UNCLASSIFLIED

(&)

routes. During 1976-77, the last vear of Phase I, SIPRRY craws maintained over
200 km of roadwav,

rbxum an original eiqht advisory “ogitions estahlished at the hecinnina of the

“roject, the number of advisorv »ersonnel decreased to thre during the last six

months of Mase I and to one Aurina the last throe months of Phage I, The nroce:lures
introfuced under Phase T continued durino tﬁis neriod of decrease in adviscry serviices
although no new rroceduras were introduced.

SUPRRY has acquired an abilit: ‘or budaetarv ~lannine which, howwvar, at nresent i-

oriented more toward nersonnel recuirements than toward wor': -lang for the districts.
YﬂEPnRJ has 2lgo introduced a modified maintenanca manatermont srstem which uses road

inventories to dofine work needs and to schedule crews an? cruinment. ™

The Hational Bank monitors 370NNy disbursoments-howevor, the Ran¥ ; function 19 an

audit inc one which is recuired by law for all Haitian “overnnent ~natitutions,

SUTRS now has it. own controller.

rézPRRH personnel remain on 1oV npayroll althouh their transfer to STPR™I savrell

hay boen recommended in racedina evaluations and is consgidsred an indicator of
md~-of-nroject status for "hase I. This transfer is not likelv to occur until

SEPRIY has established ite oun pension ~lan which does not exist at nresent.

Imnloveas romain on the T "avroll because of the nension and rotirement henn”itn

an? reomlovment riqhts to which thor are entitled as ermlovees of TPTC., District
en-inecrs linve roceivad in_vorvine denrce mechanized emuirment Lased on their rstivated
miintonance requirements. | “EMRY district officen are notr dta“fa’ with maintenancs
supervisors vho revort o Tt throurh the dMstrict eacineer. V.I1ILD. financeed
evuloment Is now used as swcified onl' for routine miintenance, road Yettorment,

QT enerqgency road rerair. Tt is no lonqer used kv TOTC “or road reconstruction,’

f}t the end o Mhage T, “TOIYVI Yad ast et succeeded in accomliching its maintenance
nperations with a maxirum uge of labor rather than emui~mant., Thig rerains one o€
tiie onhjectives of Phase TI.}

Qubouts

}:hree shons now serve thiee mador districtsi the central chon, Port~-au-"rince,
occurles ' ha of lan? «n which erren now clds title. It is desimed, acuinned,
and  taffed to e the central averhaul Facilitv and warehousa for CPRRY, The

shone at Can Naitien and Tng Caves are ecui-ned tn marform ninoyr eJuirmant
miintenance operations in oock district., ™A desiom, oonstruction, and renovation
involved in completing the threa facilities covered the four-oar nariod of ™hasa ID
The work was carried out under subcontract with Haitian “irrs which vare reruired

to use .7, standards €for lesirm and nrocurencni, \?he dasions maoximized the uge

of lacal raterials andg lalor)

UNCIAS3ITIIN
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One mechanized intervention hricade has been orqanized for reconstruction an heavy
maintenance work. Reqrading l'rigades have baen orqanirzed in elqht districts;cnly
seven such bricades were considered nossible for the end of Phase I,

[:SEPRRN nersonnal have martiecinated in orientation and training courses for machanics,
drivers, and heavy equirnent ovaerators,” Thase courser, initially organized kv 1ws
consultants, are now conducted hv SEPRRN nersonnel. (A merrmanent training aroun? for
truck drivers and equirment onerators was establishaed in 1076 at the central shon at

Port-au-Prince.)

[qon .
(fwentv-two SEPRRI personue] have trained abroad in road maintenance onerations,
eTuivment usa, and welding

Intuts
The Haitian Covernment finances SNPRRY wnaerating exrenses from two sources:

-+ a share of the 5% allocation “rom reneral tax revenues for transportation
sector development:

== one half of the revenues from the masoline tax,

Irreqular and insufficient fuel tax revenues necessitate sunnlaementarv contrivsutions
from the counterpart fund. These bhecome available onlv after nrotracted neriods of
shortfall, The fuel tax is nrovidine less than 50% of SIPRRYM orerating exrnenses:
laitian Covernment fundinm of the SLPRRN onerations builnnt may at nresent be ~lacinc
a disorovortionate strain on qovernment rosources.

| Under Phase I SEPRPN ac-ulrad some 250 nicces of road an? shoo emuinrment of which

" about 90 units are raconditioned US Govermment «xcess nro «vty.. At the Yeainninea
of Mhase I, SOPRRN onvwosged the nurchasc of coxcess nrobartvy hecause of the lencthened
delivery tine which resulted from inexrerience in “rocurerant nrocedurces, document-
ation and lav in customs clearance. TIn ceneral, howaver, tha eminment has nroves
satisfactor.. -

~

Unytannad Lf{fects

(e increase in oil wrices Jurina the "haza T nariod leascned the effactivencss of
the original loan. Prices o materials rose 25% to 30%. 'anv of tha o jectives
of Thace I ware accomdlishod v tradeoffsg:a.c.. the nurchase of axcess “royerty
rathaor than new aruirment,

At SIPRIM, there are indications of a new social conciousness in the attitude of
manadenent towvard em-loyeas. SIPRRY has nrovided uniforms for o*fice and qarane
mporgonnel. A health and acecident henefit rolicy is under axamination and educational

proarama are haeing cons: ered,

UNCTLAGRIFIED



Amertasgsy PORT AU PRINCE MICTASCIFIT 7 a

Changes in Desien and Pxecution

——— o

As thiz evaluation examinas the status of thna liirhwav Maintenance project at the
comnletion of Thase I and after the Troiect Taner for Phase II has heen nrenared,

[Ehese are no changes in desicn or execution nronnsad for "hage I. This sectinn

cxamines tha extent to which Croun Seven raocormend. tions which wero considared in
preparation of the Phase IT “roject Faper have leen put into atfect at SFEPRRY during
the »ast vear,

| Recommendacions
/
H'anagemont
- A malntenance management avstom slinuld e desicned facilitate planninc of

amual nmaintenance wvork ~rasrams for ecach Aistrict.

A rerortine svstem is olno require? o Antirmine "lanned verrus actual work nroaran
accomnlisiiments, nroductivity and costs -or anit of outont, ne{] this svster ig
installed there exisats no solid Yare for caleculation of nan~ower or ecui-ment re-
source rasulrements or “er Jistrivution of resources to swecific cistrict natvorls,

SEPPRY Mas intiocducad i Maintenance “anareamant svatem vhich uses road
inventories to define vork and to schellule craws an! amuinmant, The
svatem will be refined and extended Aurinn Phaga 1T,

A cost accountine svaten was introducod in late 1777, shortlv Yafore
the completion of ™ase T. Tts further develo~ent is ~lanned in
Phasa II. The 1o literacy rate has nroved a han/ica~ in devealonin~
the remortin~ sr-tom.,  “easuraes to raise literacy levels will t.e a
"Maca IT taak,

-

rainina

Lewirme at ovarator ohill trrinina sho 17 o uneraded tn inclule first echelon
raintoaance (hasic sarviecine of a vehicgle),

- Srecinl errasisc stoul? la nlaced an mechanic's rualifications, trainine ang
nerfonivince.  Tha followine should he eonsidered:

=== Trench lanouace technical (roey, in Toao)
-~ Local vocational sc'onl (e.o,. CN 0)

=~ TFull-time advisory teaam instructors on site workina directly with trainees
on a maximwm of 1 to S ratio.

USCLASSITIED
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v’ e Ppavide roward svetem for sunerior nerforxrmance.

Eruinment onerators are n.w trained to nerform basic servicine of
heir vehicles.

A training courss conducted in Creole in Louisiana was substituted
£or the trainine course in “rench. The trainin~ course in Creole
produced the First €ive certified welders in Naiti. Traininag In
local trade nchools is heinc investicated under Phase II.

Instructors on site workina with trainces on a maximum of one to
Five vatio is conasiderad infeasille at nresent and under *hase II.

A reward svstcen for surerior nerformance in the form of onwnortunity
for trainin~ abroad has l.een introduced.

Other Rogonmundntions

/,

. txtend the ranca »~f advisory acrvicas wn to include the Adninistrative Council
and dovm to the overatisnal nechanic level.

- Fatablish a "mathors ans control™ unit resnonsible to the Director feneral with
authorite to investi~ate and verifv non-com-liance incidents or failure o¢ —er-
formatca.

- ratalblish a closer icentitr ond resronsibilitv Letween o~av  >r and equimmnt
when the latter is heilns roraired,

/v N

sevarate SIPNRY aemslorecs Com TOTC —avrnll,

Thase rerormanlations, the ext nt to whicl. thev are in affect or
should e ~ut into efect vwil! 'e further studied under Phase TI.
nere is little lileliliood that TIPPRN ermlnavens will be transferved
fror £l “OU0 savroll under the rregent circumstances of lact: nf a

ronsion ~tan, retirement hene“its and reertlovment riahts

//Lesson: Laarnad

‘Mo imoortance in trainiae of oral communication in Creole and the use of audio-
visual methods became amarent earlt in Thage T, KIS sypnared and translated nine
training manuals directed primarily toward forenen and surervisoryv rnarsonnel. The
sarve a5 rofnrence mterinl for a-uinment naintenance:however, the literacv level
of manv wvorkers remain a ~roi:lam with uvhich “hase I vill t.e concarned, The vork
»lan which Traderick R. llarris, Inc., thie conculting firm for Phage 1I, is now de-
veloning includes measures for raisina the literacv level of SUPRPN workers.
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