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"'ission: USATD/lTI 	 Project Number: Grant 521-0061 

"roject Title: Rural Cammnity Developqent (HACIIO) 

Initial Final Ccpletion Total U.S. Funding 
Obligation 
.Y 1968 

Obligation 
FY 1979 

of Project 
FYl9?C05,088,0O0. GranM 

Period Covered by this Evaluation: Date of E'valuation reviews: 
Fram October 1976 to 31 May 1978 .24 April --2 May 1978 

26 .JA' 1978 

necisions Reached as a Result of Officer Date 
Evaluation Reviews or Unit Action 

Responsible to be 
for Action Ccapleted 

11. Establish USMID position on USAID September 1, 1978 
future in relation to
-FVCHO's 

proposed USAID projects in
 
the Northwestern region.
 

.	 Update basic HACHO agreement HAMO September 30, 197S 
to establish HACIO as official 
coordinating agency for the 
Northwestern region. 

3. Follow-up official request that HACHO After DSPP evaluation 
Bureau of Nutrition assume finan- of nutrition centers 
cial responsibility for 20 nutri- tentatively schedule 
tion centers in the Northwestern for Augst 1978.
 
region.
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4. Establish scheule writh DSPP 
for integration of U23!O 
nutrition center personnel 
and facilities. 

October 1, 1978 

5. Folla?-up HACI!O renuest to 
COIAD7P that Haitian 

USA1) August 15, 197q 

Covernment provide $%7,500. 
advance for operational 
expenses at beginning of 
FY 1979. 

6. Schedule meetinj with 
representatives of c.NICEr 
Project Integre pour la 
Rehabilitation du Nord-Ouest 

August 1, 197P 

(PI1),Fonds Agricoles,
H11ACO, CAME,A2."). to discuss 
coordination of assistance in 
the Northwestern region. 

7. Request study of effect of Food 
For ork on CaTmunity motiva-
tion in Northestern reqion be 
included in Title II evaluation. 

WiLCHO " Evaluation tentatively 
scheduled for Septaber 1970 

8. Request services of soil conser-
vationist assigned under Integra-
ted Agricultural Develoanent 
project. 

!UACMO 
USAIrl 

July 15, 3.79 

9. Prepare plan to assure T!ACI-O 
operating expenses; e.g. under 
Title III. 

HACHO September 30, 1978 

10. Designate key indicators .for 
end-of-project evaluation of 
project contribution to goal 
achievement. ." 

USAID September 30, 1979 
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Sum,mary 

The Haitian American Caaunity Help Organization (I!ACHO) us organized in 
1966 by A. :... and CAME, to introduce -camnnit3, development projects in 
Northwestern Haiti. HAWHO operations cover an area of 105 sq km, inhabited 
by same 150,00 people. Its present staff consists of 245 employees who 
fall into the following categories: Administrative, which includes truck. 
drivers and helpers, mechanics, heavy equiprnent operators as well as 
office personncl (34). !oealth (50); Nutrition (35); Agriculture (21); 
Camrunity De(eloFment (38); Crafts (10). 

Using the self-help approach to cm nit-1 dev'elopent, IACiO works with 
108 community councils to provide basic public health services, facilities 
for potable ater ad irrigation, construction and improvenent of roads. 

As 	of May 31, 1978, 

18 	 health clinics serve an average 17,000 patients each year. 

20 	nutrition centers provide food for over 1,000 children annually and 
instruct 600 mothers in nutrition° 

50 	potable w!ater systems have been built. 

340" ha. are uneer irrigation following capletion of Phase I of an
 
irrigation systan on which work continues.
 

24 	 school rooms which IAC1O has constructed serve 1,200 children. 

225 	miles of road connect Anse Rouge, Jean Rabel, Mole St. Nicolas,
 
FBmabarde, Baie-de-Henne, and Terrc Neuve to increase farm-to­
market access in the Northwest.
 

The 	most inportant unresolved problems of 17ACHO at present arc-

IHACH3's status as the official coordinating agency for the devel­
opmnt of the Northwestern region; 

Early appoinbnent of a Haitian Administrator and Assistant 
Administrator to allowq an orientation period before the A..,-
Care contract terminates at the end of FY 1979; 

Adverse effect on 	 for ! insecuring qua-lified personnel 0AC1Oabsence 

of 	Haitian Government salary guarantee; 

Present procedure for obtaining Title I funds) 

Degree of Emphasis to be placed on Food For Work; 

Transfer of HACHO health responsibilities to the Haitian Government 
to permit HACKO to concentrate on camunity develosment and 
increasing agricultural production. 
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Evaluation Methodokry 

The 1976 11ACHO Phase III indpth cvaluation provided recammendations which 
were incorporated in the FY 1977 revision of the Rural Cammunity Devel­
orement Project Paper. T'his 'evaluation examines these recamexnations in 
tcrms of the extent to which they have been put into effect by Ht 1HO or 
are no longer considered valid. 

Revisions in the project logical framwork are the result of the Phase II 
cvaluation and the quantitative data which the evaluation provided. These, 
too, are examined to determine the xtent to which projections basCd on the 
Phase II data are valid and to measuie progress totiard the end-of-project 
status. 

Participants in the evaluation: 

USUID:?DP William E. Garvey, Agricultural Develor: ent Officer 
Lloyd Clyburn, Assistant Agricultural Development Officer 
Elias Tamari, Project Officer 

PR4 James Wilson, Assistant Program Officer 
Lea Knott, Evaluation Officer 

11ACHO Dr. William Fougere, Director 
Timothy Lav'lle, Administrator 

External Factors 

Operationally, the drought of 1977 was the most inportant of all external 
factors which affected the project during the period under review. From 
July 1977 through February 197R, all HACMO personnel-- agricultural agents, 
omunity dcvclorrent spcialists, coordinators, agronrmes, road foremn­
were cngaged in nving an'i distributing 3,000 metric tons of food in the 
Nortlwestern regicn. All scheduled operations came to a halt during this 
period. HACMO' s function became prevention of starvation among the people 
of the No'rthwestern region, Its area of oeration was extendcd 40 )n to 
include Bassin Blau and Gros Morne. The emergency required opening an 
office in Gros Morne and the addition of 20 newy employecs. 

The most important problm that has merged as a result of the drought is 
rcmotivation of camunnitics to participate in carunty projects. Those 
carmunitibs which because of the drought received food without the usual 
contribution of work and materials are not now no easily motivated to 
participate in cammunity projects. 

A Haitian Government decision is becaning increasingly important in view of 
the fact that the A. I. D. - CARE contzact is scheduled to teninate at the 
end of FY 1979. There are two alternatives if .ACF.O is to continue to exist: 



Reional-That HAC"O be designated the official coordinating devel­
c..ent agency for the Northwestern region; 

Integration into central goverrvient:That HAMCO' s responsibilities be 
gradually absorbed ccrpletely or in part within specific mLnistries. 

The regional alternative has these advantages: 

Fonds Airicole, The German aid program in the Northwest, contracts 
C2ircctly with IACMIO as the Haitian Goverrment's representative. The salary 
of the IFACO Executive Secretary is paid by Fonds Agricolc and Fonds 
Agricole contributions to the assistance program in the Northwest are made 
under this contract. 

The USAID project Integrated CamnityDevelopxent is scheduled to begin 
in FY 1979. IACHO is a cnidate for recognition as the official development 
agency which the project will assist in expanding cawunity developuent in 
the Northwstern region.
 

The HACHO Advisory Board has recognized that HACHO responsibility will 
increase with the termination of the A.I.D. - CAE contract. The Board .has 
agreed upon a new name for the organization which unofficially recognizes
HACO as the regional development agency for the Northwest: Organisme pour
le Developpanent du Nord'Ouest (CDNA). 

It is unlikely that any of the Ministries will be in a position to absorb 
HACIO responsibilities by the end of FY 1979. 

CCMM P has agreed to assume financial responsibility for M-CHO operations, 
primarily administration. HACHO receives an advance from A.I.n. as an 
operating fund at the beginning of each fiscal year. Thc Haitian Government 
contribution is on a month-to-month basis. The possibility of requesting 
Title I funds to cover shortfalls in administrative expenses has been 
discussed; however, Title I funds are reserved for develop~ent projects and 
it is unlikely that such a roquest would be approved. If 1ACIO is to 
continue operations as A.!.i'. assistance decreases, the Haitian Goviarnment 
should provide an advance of $87,500 at the beginning of FY 1979 and continue 
advances at the beginning of each fiscal year. 

The health cunponent consumes a disproportionate amount of the HACH0 budget, 
particularly in view of the reduction in the budget excluding Title I funds: 

FY 1977 - $700,000
 
FY 1978 - $650,000
 
FY 1979 - $600,000
 
rY 1980 - &450,000
 

Of these amounts, 45% is allocated to health projects; of the health budget,
 
33% is allocated to nutrition projects.
 



T C TO does not have the personnel to design a heal.th strategy for the 
tiorthwestern region. Its health program is marginally effective, emphasizing 
curative rather than preventive medicine. In an attempt to decrease health 
personnel, HACHO is combining clinics and nutrition centers. Twenty-two
 
auxiliary nurses previously assigned to HACHO clinics have recently been
 
trained in nutrition and are now being assigned to nutrition centers.
 

Goal
 

"'To improve the quality of life of an estimated 150,000 inhabitants of
 
Northwest Haiti".
 

The H1LHO Phase II evaluation established 1976 as a base year in which for
 
the first time statistical data on various camponents of the project were
 
available. These data were used as a basis for projections for 1977, 1978
 
and 1979 in the FY 1977 Project Paper revision.
 

The validity of these projections more to be tested with data acquired by 
*introducing changes in recordkeeping which were recxmnended In the Phase II 
evaluation and which-were to be put into effect during the year following 
the Phase II evaluation. 

These changes were not introduced. It is not likely that any changes in
 
recordkeeping will be introduced until HACHO's more pressing problem are
 
solved. Recordkeeping remains an elementary process. There bas been no
 
official Haitian administrative insistence on the need for recordkeeping
 
as a data source.
 

Literacy among many of the personnel responsible for records is of so low 
a level that only the most elementary system of recordkeeping is possible. 
The measures of goal achievement in the project logical framework are not 
valid; the problem of choosing indicators which will measure progress 
toward this goal remains. 

Other organizations and pirograms contribuite toward achieving the goal of
 
this project:
 

Fonds Aricole is financed by Deutsche Welthungerhilfe, a German voluntary 
agency, and the Ministry of Cooperation of the Federal Republic of Germany. 
Fonds Aricole has an extensive food-for-work program in the Northwest. 
The organization works closely ith FACIIO on road and irrigation projects. 
In addition, it has established three nfirseries which are expected to 
produce a minimum of 200,000 seedlings annually. 

Fonds Agri&:le is providing approximately $543,000 in 1978 which will be
 
used for food, materials, and equipment. The organization began its work
 
in the NorthTwest in 1976.
 

UNICEF in Decaeber 1977 announced a $1.2 million two-year program for the
 
Northwest. The program is still in the planning phase.
 

Under the USAID InLrated Agricultural Developnent project, Jean Rabel has 
been selected as its site for watershed dcvelopment and soil conservation 
in the Northwcstern region. 



Purpose 

"To develop camunity councils which are practicing self-help techniques 
in implEmenting agricultural, health, ccamunity development, and road 
maintenance projects". 

A dismcussion of the status of each end-of-project indicator follows. 

Community Council Contribution of 50% of Project Cost. 

cmunity councils at present contribute an average 15% of project costs. 
Provision of Food for Work -ay preclude any higher contribution. Among 
those ccnaunity councils which do not request Food for Work, the contri­
bution may reach as high as 5M%; however, Food for 1*)rk or an equivalent 
program may remain a requirem - for the majority of projects. There is 
no control of food prices in Cie Northwestern region where food is usually 
higher than in the Port-au-Prince area. 

Soil Conservation 

Erosion control devices and soil conservation methods are to be established 
on 3,000 ha by the end of FY 1979. The drought has interferred with the 
introduction of soil conservation practices. Dry wall terracing and reforest­
atioft has been introduced on 600 ha in the Jean Rabel watershed. FACHO has 
designated the areas where soil conservation work should be concentrated; 
however, before work begins FlACHO requires the services of a soil conserva­
tionist and mapping of the areas. 

Carnunity Councils 

There is no present estimate of progress toward reaching the end-of-project 
status in which 60% of Cunicil meibers rogularly attend meetings, pay dues, 
and participate in projects.. Attendance at Camunity Council meetirrts varies 
with each community. HACI.O maintains records of attendance and payent of 
dues, but these records have not been analyzed to determine percentage of 
members attending the meetings of the 108. ccumunity councils with whon 
IIPCHO works. 

Maintenance of roads, buildings, equipment, potable water systens is limited. 
The people of the Northwest live below the poverty line; they have lived in 
isolation with few facilities until the last few years. The concept of 
maintenance is not fully understood. 

HACIO staff estimates that at last 50% of the community councils now seek 
further information on self-help caunity development techniques. 
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Records are kept of payment of ducs at camiunity council meetings but, 
again, these records have not been analyzed to determine the amount of 
funds which each cmunity council has in its treasury. There is no present. 
ctimate of progress toward reaching the end-of-project status of a minimum 
of 20 community councils with $300 in the treasury. 

The }IHTCH Phase II evaluation developed criteria for evaluating community 
councils as development vehicles. The criteria are presented as indicators 
which rank camunity councils on a scale of factors iportant to deve1cpment. 
These indicators offer HACHO the opportunity to acquire data on the contribu­
tion to development of each carity council with which it works. 

HACHO. and other organizations working in camunity developnent have observed 
that the interests of caamnity council leaders do not always coincide with 
tho~e of coancil members. The interests of the council leaders have prevailed 
and for the most part continue to prevail. However, there is emerging a 
change in attitude among council mcmbers toward their leaders in which xmfbers 
are beginning to express differences of opinion. 

outputs 

HACHO has exceeded. its target in pranoting self-help caurunity pO:ojects to
 
increase agricultural production in hectares under cultivation and in number
 
of people involved. Approximately 3,500 peasant families, or about 19,250
 
people, are participating in comunity self-help projects to grow sorghum
 
near Jean Rabel, Anmse Rouge, Bambarde and Terre Neuve. Approximately 2,000
 
ha are now under cultivation.
 

The first consumer cooperative in the Northwest has been organized in Baie­
de-Henne with 39 shareholders who, with the camunity council, have pledged
 

• $1,444. 

HACHO has concentrated on the repair of existing water systems rather than 
installation of new systens and tbus has not met its target for 1977. 

HACHO has completed surveys and recruited personnel for the opening of 
nutrition centers in 20 new carmuities. As many as possible of these centers 
will combine clinical medical services with the nutrition program. 

Three HACTIO projects which are not now a part of the project design as it 
appears in the 1977 revision of the Project Paper warrant reporting: 

The HACHO-CARE crafts project - CANO - is proving a successful coamercial 
venture. The demand for CANO handicrafts far exceeds the supply. Pre-cooperatives
for handicraft production have been established in 10 villages. Sales of 
craft products average $3,500 per month. 
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The Nan Vincent experimental farm near Jean Rabel has distributed 114,906 
wood-producing and 13,538 fruit-producing trees; it now has a stock of. 
77,784 seedlings. A HACHO engineer has canpleted plans for construction 
durij FY 1979 of office buildings and a training and demonstration center 
at the farm. 

A beekeeping project is in process uder which 500 hives will be distributed 
on a loan repayment basis among 100 peasant families in the Jean Rabel region. 
Title I funds have been requested to provide advisory services of two apicul­
tUrists. 

inputs 

The most pressing of FAHO' s financial prcblems continues to be uncertainty 
of provision of Title I funds. A procedure less camplicated than the 
present one, is required to permit release of Title I funds. 

Under the conditions that prevail in the Northwest, the distribution of 
Title II Food for Work is a necessity, but its effect on camunity motiva­
t.on to grow more food: or toward self help in general has not been sufficiently 
studied. USAID is planning an early evaluation of the Title II program in 

.Haiti. An important part of this evaluation will be a study of the Food for 
Work program in the Northwstern region. 

An eight-month delay in signing the CAR-AIn contract covering the period 
July 1977-January 1979 resulted in delays in vehicle purchases. 

HACHO has arranged the local purchase of its medical supplies and there has 
-been no delay in delivery. 

Using the training facilities of the appropriate Haitian Government agency,
HAOIO arranges incountry training courses for its field personnel in ccmuni­
ty development, reforestation and soil conservation, nutrition, agricultural 
planning and production, and home econcmics. 

Unplanned Effects 

HA0.O has focused attention on the Northwest to the extent that other donors 
are now contributing to the development of a region heretofore considered 
without potential. USAID is including the Northgest in projects now in 
process or scheduled to begin in FY 1979. 

Ccumptition for technicians which has resulted from this increase in other 
donor activity in the Northwestern region has made it difficult for HACW) 
to obtain and keep qualified personnel. 
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Changos in Design or Eccution 

The FY 1977 revision of the Project Paper incorporated PACH Phase II evalua­
tion roccmendations. The most i, ortant of these is the reocwenvtion that 
HACIIO headquarters be established in the Northwestern region. 

HACHO is now in the process of reducing its Port-au-Prince staff - 30%of
 
the technical and administrative staff has been transferred to the North­
west: Gonaives, Jean Rabel, Anse Rouge, Bcmbarde and Terre Ntuve. HACHO
 
plans to retain a Port-au-Prince liaison office which will consist of 13
people. 

Lessons Learned 

The project reemphasizes the fact that cmwruity development is a long­
term process, that there are no easy ways of changing long-established life.
 
-patterns, and that there are no easy solutions to problems which are the 
result of years of existence at the subsistance level in an inhospitable 
environment. Recognition of these facts should form an integral paxt of 
project planning in ocmmity development. 

*Rcmarks 

The evaluation reviews reveal that the most important of HACDO' s problems 
lie in areas over which AID, CAE and -HChO now have limited control: 
WOV's future as a development agency, revision of the present procedure for 
obtaining Title I funds, Bureau of Nutrition acceptance of financial 
responsibility for nutrition centers in the Northwestern region, appointment 

'of a Haitian Administrator. Decision on these problems require action at a 
higher level than Project Officer or CARE Administrator. 

The evaluation ryiews reveal the difficulty of measuring successes or
 
failures of a project in which the purpose has changed fram humanitarian to
 
developmental and in which, because of the conditions that prevail in the
 
Northwest, elements of the humanitarian remain.
 




