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PROJECT E'4ALUATION SUMMARY 

(End-of-Project Highway Maintenance, Phase I) 

Mission Project Number: Loa....521- .USAID/Iaiti rrant521-OO 

Project Title: Highway Maintenance, Phase I 

Initial rinal Completion Total US fundin'Obligat ion Obliration of Project 

Loan $3,1V0,O001Y 1974 FY 1977 FY 1978 Grant $2,050,000 

P'eriod Covered by this Evaliation: Date of this Evaluation Review:
 

Aurtust 1.973 - December 1977 
 March 27, 1978
 

9'1i(, pro'lcci: "ithway Maintenance, Phase I, terminated December 31, 1977 three mths
.,ter: the ori(Tinal termination date of September 30, 1977. 
 The project combined

can-itnl assistance and technical advisory services 
to the Service (Wntretien Permanent

Ibutierdlu oeeau Dational (SITPPJT), the National H1ihwav Maintenance Service of Haiti. 

UIAT!' , 1rovirled capital assistance in the amount of $3,150,000 under Loan 521-005 to fundx-onstruction of facilities andI eouinnnt nurchaaes and $2,050,000 under Grant 521-0072to Fund technical assistance and trainin. Technical advisory services and capital;IS."istanc • for SEPRR'I will continue un(r !ighwav Maintenance, Phase II, Crant 521-0084._I 

l:idor liiq1,,%wav Maintenance, Plase I, the rovernmrent of Haiti entered into a contract in1.;73 with !osl:ins-,estern-1onlereacer, Inc. (7') a U.S. consultinq enctineerinc7 firn,t-o furnish advisory services for the or-animation of S.-RMI and traininq of SrhRR! 
, ,ersonnel. 

si:Pnui was established by crovernment decree in 1972 as a semi-autonomous acency underthe Ministry/ of Public wbrks, Transportation and Communications (T C). It lackeOfacilities, erquinment, trained personnel ane, at the ti'ep of the A.I.D. loan, was inthe process or liquidatinq the liabilities of an unsuc cessful predecessor wuintenance 
organization.
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During the four years of Phase I, Sf MRPI has become an established road maintenance 
orqanization of definite il_still. evolvinq structure. Its employees nurer R,0 Of -;hich
;,% are staff and 4174 aro (lay laborers. SEPTTZ4 now has facilities, e-c'inment and
 
trained ,nersonnel to maintain 1,00W 1m of rondw'v. .The central shop in Port-au-

Prince has .een constructed, staffed, ancl ecaui-n-ed. The district 
shon at Cap I!aitien
 
hLas, ,ren rencivated and a district shop constructed at Les Caves.
 

nder the tern.s oC the A.T.D. loan aqreement, !-EORRN assumed reanonsibilit for -main
tenance of floutb3 100 
 (North) and Roirte 200 (South) - the two national highways - and 
for maintenance operations in four distr4 .cts. SIPRR! has exceeded these terms irn assuming, 
these a(-I. tional responsiilities: 

maintenance of the 3Y3 km of the new road to Jacmel. 

naintenance operntic s in one additional district annd three subdistricts to 
imake a total of cait additional areas in whichi Sr'PJ-! crews now work. 

E1vaiuta ton '"ethodolocr 

1:i,1s evaluation €mar]:-s th;, e-c' o I'lase I of the continuing Highway Maintenance project
and ea.n.,; the status n the -roject an "hase TT becins. Durinr. October anI 'llvep.r-er
1'Y?'i71m , :',en A oci~at:i, a manacrerial consultinq rirm unrler contract with A.I.n.,': 

oucte : in-Oeth ev: :tioi or IPiqhniay uxintenance, Thase I. Recommendations 
,'h , tvf, rt'sult o= the 'roun !!even 7,tud'v and which are incor-orated in the 
":ar ¢ i ,oihct a')aor are consi.ercd in this evaluation in terms of thi extent to 

<'ich th( kae -)ut into erfect at J.,PRTZ elurin the nast ,ear.>.O bee1 

T', tor ;'x V'ti' ; trannn'ortation sector was orovided 'z .o.ert Richmnc', -cono.nic
) ,: <.' . [ ' b a~ ", r r t - rxu -? r i n c e , ;:a i t i . 

!'aeio, vawo]ation 0 icer 

:: qV.;:, v,, o<en~isc-nt, A inintrator 

II 'n" (17) .c. !errine, OfficerNed Project 

".xternaj. 'Thec tor: 

Sl'?RIZIA was estk lIis .Cd as one of the ,"reremuisites for the IDD loan for construction 
of R.oute 200. he tw,,o raintenance orcanizations which had nreceded SETRCI had nroved 
unruccessful the approxinatel- 1,100 km of national - nd denartmental roads had dete
riorated to the extent that none was onen throuc-hout the entire year. 

TflhCLASSV'IrD 
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The Haitian r-overnment has recognized the imnortance of efficient road maintenance
 
to its develoning hiryhway networ:. Its contribution to the "rolect has increased
 
over the four yeL"s of Phase I from $7-qO,OOO in rY 1q73-74 to e2,679,00 in pY

147778. These fund,; flna ce SE,'lT'1 o"eratinq exrenses. 

At the tiime SEPMUj was established its resnonsiilities were defined as follows:
 
Sr..PR- maintenance operations to of:
were consist 

-- routine maintenance, or the wor- necessary to k.een a road in the condition 
in which it wns constructed;
 

-- road betterment, or the work recTuired to imnrove a local condition or 
eliminate a hazar'_1. 

Poai! recon!;truction or mi cor hinhway improvemnts were not considered a SrPRPs 

-,,ser, on A.e thiat R.oute and 200t-.11 >A 100 Route were under reconstruction
i,Lhei ,zh 'roin,; of the -r',7ict, it was assumed that SEPRRi1 would have an aonro

-iJ.--,;teci ,Oriorl r I-" ivliv free from o.nerational nressures in which to
 
or iani . :;uch has heen - .e conlition of llaiti's road network, SEPR' 
 ooerati have fall.t into tlli ,-:at',,)rv of road1 reconstruction and heavy maintenance throunh
o *?].t . ,$ nro: ?I asp Only has
ntiro r I. since 1176 SPR., been in a -x)ition
":o :- 1,1 rutine maintenance eachch )hL-, for district. 

"To i ' ci- t', tanlard! of livinq of the rural poor and better interate them into

he .n:.,:a, 
Cn- 'aiti:in economic activity and overall development". 

SufFic.mt , at--a '- not exist to measure the nroject's contribution to the coal b,

!Ihe .r[I':n ter .:e r 'or rhav-n I. 71i're are:
 

. c'[iur., .mmo1ll far-er incone

-- ecreas-e in I[nrant rortalitv. 

rhe same 7,wil hiui been retained for Phase II of the Project:however, a nroxy. indicator 
has b .eivelod i'ure.een ":f nroject contribution: 

"2,O ),xY- work/da.m of e.oyront generated between 1977 and 1981". 

Over a five-year period, 2,OC,000 work days a'mproximate 1,6OO jobs. SrPRMJ records
 
will show the extent to which this objective is achieved.
 

http:SufFic.mt
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The ID11 and the World Bank continue their contribution to the qoal J - their road 

The UMtP is nlanninq construction of 75 km on the Centralconstruction programs. 
Plateau. USAID will make a further contribution with its Aqricultural Feeder Roads 

project which began in early 1977. The construction of these additional roads will 

add to SEP-RRMZ maintenance responsibilities and require an exnansion of their main

tenance operations.
 

!ubcoal
 

"To assure the functioninq of the road transnortation network and the flow of noods
 
rural areas".
and services between urbar markets and ex-rort 'oints and 

z1e 'irolect's contribution to the subioal is discussed in terms o4 the measures of
 

subqoal achievement in the nrolect dercum.
 

on the North-South hiohwa',
data do not 	 exist 0hich measure traffic volumeAlthouvii 

that over the nast two ,ears traffic has
the .rdassv Economic OFficer estimates 


achievement.
increased nore than tne 5n! considered necessary for Phase I Sub-oal 
in Haiti. These consist of trucks,

There are arnnroximtelv 2,COO commercial vehicles 


luses and vehicles which carry 1oth passenqers and commoditiosthere is still 
 a 

national highway network which is hard
shortarte of larqe, heavy _rucks. A Prin-tr 


surfaced is open at all seasons.
 

there are no data on which to base a conclusion that a 50% increase in inter-
AcTair, 
,oods and .ervice hag occurred. Commercial activity has increased
 zerional trade of 


. been 	 workinn. 'eor examre, in the Artibonite Valley,
in are.a'. where SEPRI,1 crews have 

link which become- a farm-to-market road?2,,RP has recently qradecl a 36( hm has 
their rice acreacre for comnercial nurposes.

Fari-ers in the area have increased 

indications
T~here are indications -- althoush insufficient data exist to verifv these -

that as roals are improved, vehicle maintenance expenses decrease and that as more 

transnortation costs also decrease.farninrfs mnvp. their qoods to .virket, 

Roafl: remain the rrimar., means of transoortation in 11aiti. Other than the roads,
 

a small coastal sh uinc service for movement of qoods.

there oxists onlv 

"To 2'jovelc, 	 a nucleus hicrhwav mintenance orrganization canable of maintaining the
 

1 (Route 100 (North) and -'outn 200 (South))".

national roaO system 

SEM'TM crewsof each end-of-nroiect indicator follows:
A discussion of the status 

maintenance 	 on Route 100 (Nortth and Route 
are iurovidina both routine and emerqency 

of theSMPUN has assured resnonsihility for maintenance
200 ('outh). In addition, 

and the heavv incidence of 
to Jacrnel which, because of enqineerina desiqnroad and South 

slides durinq the rains, is more difficult to maintain than the florth 
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routes. During 197G-77, the last ",ear of Phase I, 3,2PIN crews maintained over

"00 7on of zoadway.
 

rFrom an original eight advisorY 'ositions established at the be"inninn of the2roject, the nubler of advisory nersonnel decreased to thrreduring the last sixmonths of hliase I and to one !urinn the last three months of Phase I.introluced under The orocet]uresPhase 1 continued durincy tis neriod of Oecrease in advisor', serjicesalthouqh no new 7rocedurns were introduced. 

S"PRu has ac'uired an a'ilit- for buclceta., .. lanninr which, ho',xivr, at -re.ent i:oriented more towar] nersonnol recruirements than toward wor: "lansr 'CEPRTZ: has For tve districts.also introduced a uodified maintenance manaytemo.nt s'5Stem which roadune
iuventories to define work neerls and to schedule crews, an-1 eruinrment.
 

the National Dank monitors 
 Tn7 di.sbursements l'oirever, the Tlanj 1 functionaudij inc' one which is rerquired lo,[law for all Haitian 
i ' an 

ovornnent .;n.titutions. 
--:"P has o;m controller.N now it. 


-,',erseonnel retrrin on 

oasj 

T"'N" payroll althoun-] their transfer to n oavro~l
',oen recoimended in ",rccoJina ovaluations and is consir.dered an indicator ofen.-oF-roJect status for -asc I. Thi3 transfer is not lillely to occur untilnEP! h]as establishec it; own pension -lan which (oes not
.rnolovees rorvin on -'-.TC 

exist at -resent"tjhc 'avroll because of the nenion and retirement henf'ilsan-! reemlo,,_nt riqhts to .0iich the-, are entitled as ennl.oees of "TTC. Districtenineers 'iavo receiveA ii vrvinr' derere :rnochanize-1 o-ui-trnt Lsnd on their P. t-rerl.-itntnanrce ro'juire.-1nt!;.

t L * Ri district W!Iice.nsuplerv1zorz ,:o o are no-' sta'p.*' with mainten'-ncrel'ort ' '2A throunrh thc: ,i-itrict encineer. \.I.D. PiOanceIe.,ui%-e._t is now use,l as r'w'ci-ied onl'i 
or 

for routine maintenance, roai %,ettorment,enerqerj-, r-oad ronair. t is no loncTer uned h' T"'TC1 'or road reconstructio.
rtL the enrl o I!hase T, 7J ari not 'let succeecr,-e in accomrrlihin1 its maintnnancenmerations w:ith a rmaximr. of: la!-,rii:,- rather than aii-mnnt. This; rerains one

the objectives of Phae TT.
 

)Th.ree sho,. servenow thre taior districts.A the central 'Tho-, Port-au-"rince,occupies C-2 ha or lann! 4o 'rPi nhic,now '!-hlds title. It is desinned, e,'ui-ed,and t-Ffed to '.e thie central overh.aul Fncilitv an,' arehouso for TIRZ!,. 'rTho-:p at Cn!) Tlaitien and T..-; Cas~r are errui- 'iet] to nerform ninor e<ui'montn.Ontenantre operations In o.-'ci' listrict. "'.r' desion, onstruction, and renovationinvolve6 in completina the t'ree facilities covere(, the four-'.'oar neriod! of "hase I2I,Me work ,:a7 carriet, out .lndrr subcontract %!ithHaitian lir-s whicli ware re-uire1to uqe T*,". standard i for lri,' an! \rocureJnt.he
,insns maximized the useof local i'-tCerials and lalor 

http:rocureJnt.he
http:manaytemo.nt
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One mechanized intervention !-,rigade has eoen organized for reconstruction and heavv 
maintenance work. Regrading brigades have been orcrani?,ed in eirght districts;cnlv
 
seven such brigades were considered .-ossible for the end of Phase I.
 

CSEPRI Personnel have .rprticioatexl in orientation and training courses for mechanics,
drivcrs, and heavy equlpncrrnt onerators, Those courses, initially organized v I!."S 
consultants, are now conducted by SEPRAN nersonnel. LA nermanent traininq arouncd for 
truck drivers and equinment operators was established in in76 at the central shon at 
Po rt-au-Prince. 

,i\ent,-two SEPR-M personne have trained abroad in roal maintenance operations,
 
equipment use, and weldin4
 

Inruts 

The Haitian Government finances S.PRRM7 oneyRtinq expenses from two sources: 

- a share of the 50, allocation 'rom rtenoral tax revenues for transnortation 
sector development

- one half of the revenues from the 'asoline tax. 

irregular and insufficiout fruol tax revenues necessitate sur.lementar, Contrib.utions 
from the counterpart fund. These becone available only aFter nrotracted neriods ofr
shortfall. The fuel tax is ,nrovidincr less than 50% of SfPR ' onerating exnenses. 
Haitian rovernment fundinr- of the SEPRMlI onarations bhud.et may at nresent xe -'lacinc 
a disnronrortionnto strain on qovernment rosources. 

i Under Phase i SEPRTl; ac-uired some 25,) nieces of road an , shon ersuinment of which
 
about )O unit , are raconditioned US rovo'ment .xcess nro ,.ty-
 At the 1 eqinninrv

of Phase I, SEDPRXIopnosed the nurchase of excess nronortv because 
 of the lensthened 
dcliverv ti'e which resultel from inexnerience in -rocure, nt nrocedures, document
ation and hlI, in customs, clearanc?. Tn reneral, however, the eonuinment has nrove-!sati: ,factor;. 

U1mlarincITo i2 ,foctsd 

V~'ie increaso in oil nricen JurincT the rhzvae I neriod lessened te effectiveness of 
the oriiinal loan. Prices ,-b mavterials rosn 2,% to 301. "any o the o'Jjoctives

ol-Phf I .,ere accomnlilsi ,r. I tradeoffnse.c.. the purcliase of excess '-ropert.,
 
rathor than new eirui-rment.
 

,\t Sv PT'yNMj, arethere indications of a new social conciousness in the attitude of
 
:.anaqenent toward c-lot-7es. 7TnMRRj' hag nrovided uniforms 
 'or o.fice and caraqe
')orsonnol. A health an,' accident benefit rolicy is undnr examination and educational 
procramn are hei.nj cons; 'ered. 

UInASe , 1IID 
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Chancqez in Design and rXecution
 

ns thicz evaluation exaraina.3 the stzitus tha
or -imihwav "hintpnance r~rojectcomnrletion of' Phas~e I and after the at therroioct '-i.)r for Ph.3ne basII been nrenarecl,\1thers are no chancre:i 4n Oobsim'i or Pexecution nroryoserj for T'hase% I. TIiqs Sectionexarnhes t-',% extent to which rrolIT Seven rocormenrl,.tions whichlpreTaration of the Plinno II 'rjet aner hava 
wero considnr~i in

1-een mit into Wlofect at !7FIMI 311ringthe ,-ast year. 

Iana -remant
 

Arainteirce manaijoixn~ 
 te' s'-ulkl Ie rl~r2e3 Facilitate 1)lanminc~OFannual mnaintenan~ce work -rorramr, for oachn listrict. 

A rei-'ortin,- .-'s tem is al-o renuir-.' 1-0 !,,t I-rim A'mrnnec vormi- actualaccomli±,'ments nok'rorqrardutvi, an(' co.-.t.- cr unit o"' outrjut. r;njtil qvster,~ isinstallei t'-i,;there exis:ts 3olidno I-ar. 'For calcul.-ition or rtan-'over or coui-mentsottrce r( ,Lremehnts reor '0r .?itril~ution or' re-ourc,'s to rroci~ic c'istrict net'.;or!.-s. 
~WP~'ins intic'ur.-IO ;1 !Iintinancp "ana-(!r~nt s-" tem tihich uses roadinventories to define work andl to sche~u-In crewq afl(! a-ui-mrent. Thesy.stem wlil re-fine ,&n,be a'-1xtenI-(Irhidrinry Manne TT. 

A cast accoLuitim- r.,'steri ci intro~lueo~ in ]at#- In77, shortlv ' eloretie~COfmlnltion nr Thn Its. further develo-re~nt is "lanneI.! in!'h~~'11(II.% ThDo. teravn' raie hjaS r)roVeij a han.'ica'- in (4evalnirt!h( re'~rtin- :!t-tori. I"easuresi to raiso lIItera, levels '.ll !,c a''.TT tnsk. 

* -~uipvri.t one-ratj--)r zJ.i ll tr:,ininrT ,hn- IJ~ 1TWvcaricO to inclulf- first e'chelonrantianco (Ibasic '~~~cf~of a ve'Ai1r().
 

-~ 'cic rriliasioz s*;'ou]! i: -Iaco.d 
 on mrochwiic's r~uaifications, traininri and')efori~no.Thn ollowinc, !iliould be cons ilaroc: 

-- Loc,11 vocational. sr'ool3 (?.r'. . CAI 0)
 

Vttll-timo advisory 
 teari instructors on qite! workinri directly with trainenon a myaimti of 1 to 5 rattio. 
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-rnvclde reward m,,stom ror suierior ncrormance. 

Eqruinment onerators are n..,? trained to nerforri basic servicinc' of 

their vehicles. 

A traininq cour.c, conducter! in Creole in Louisiana wais 7ulsti.tuted 
in The Creolefor the traininnc course Trench. trainin course in 

produced the rirst five cortirieC welders in Haiti. Trainin(i -n 

local txa'.e schools is heinr invnsticyated uncler Phase IT. 

Instructor- on nite w,orkinn with trainees on a maximun of one to 

five ratia is consider.id inleasil.e at nresent and under "hase 11. 

A reward s,"tcn for sunerior oerrormance in the form of o,.nortunitv 

for training a.road ',as 1,een introduced. 

()thir Rocofnnatioiis 

, 	 ':xtenfl the ranqi ,-wf dvisr,r*,sorvicens up to include the AJmninitratiwe Council 

and clovn to the o!,erat i-n] t.,cchanic Lvel. 

° 
..-	 Establioh a "mtho, an- control" unit responsible to the Director rnera. with 

authorit- to investi'atc. anc verifv no:)--com'lianee incidents or railure o -er 

1.stallio!i a closer ic'jontitv ond res'nons;ililitv Letween o~e'- )r and equinw.nt 

when 	 t!ie latter is beingT re-airod. 

'Ie-.aritn Z)PPIpjilo ~~ rnr Tr'-7-c, C 'roll. 

or 

vil . !e .'rther _tudined under "Sase TI. 
Tqser'wrm tintheot ei 'nt to "hiic!. te, are in offect 

should 'e !,it into efect 
T'ere ir little liYrelfllon1 t!,t MT17'1 err-lovern will be tranr orre. 

rre l.t ,,-a:,,"aY'rol 1 '_inOer thp "resent circiumstances of lacY of -a 

r.0i.;ion '.an, retirenent cnenits and re nrnlovmn.nt rial,ts. 

/ Ison Learned 

':!v! iii-ortance in traini.i' .-< oral cor:iuniction in Creole nnri the use oF aucdio
17f71 :raare4 and translated ninevisual rt,ds >ecain.e an'-arent earl" in ,-,ase T. 

:,riraril; towar foreren and iunervisor' r'rsonnel. Vietraining -nnun].s directed 
sorve an reference mterinl cor n uiiroent raintenancehowever, the literacy level 

of man'., "orlzers remain a ,-roqlem ',-ith which -hase II -ill 1,e concarned. The ,..rk 
IT, is not. de-)lan wich -1rederick Rl. Uarri., Inc., the conultinT firm for 'ha'se 


level of .FRP!; workors.
veloT 	inq includes measures or raising the litezacv 

(tfICIy:7TrrI7-D 
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