








Maintenance

) Scheduled 1st half Project Paper
Bripade Type Actual TY 1978/79 FY 1978/79
Intervention 1 2 4
Regrading 5 4 13

Hand (Labor-Intensive) 49 3 48 37
Bridpe 1 3 3
Signalization 0 - 1

2/
Asphalt Teams 8 - -

About 1500 kms of roads including their bridges and culverts are
currently assigned for maintenance. Additional roads are expected to he
added to the system with the total reachinpe about 2870 kmg hy 19802,
Current district assipgnments vary from a low of 46 kms to a high of
315 kms. This range (269 kms) is expected to decrease as additional roads

are assigned.

0f the total road length, 577 kms are currently clezssified as
asphalt; the remaining kms (except for a small amount of conecrete) are
classified as gravel, but many of these should actually be considered as
dirt (natural soil). A large percentage of the asphalt roads have recently
been constructed and should require only mimimum surface maintenance for

a number of years.

In assessing field performance of the brigades, it is essential to
bear in mind that the formal maintenance plan officially hecame effective
only in mid-January, 1979. Thus at the time of the evaluation only
4 months experience existed on which to judge performance compared to
standards. Obviously, maintenance operations were conducted prior to
January 1979, but not under standards and schedules now in effect. It

is also important to note that additional brigades, with the exception

Py Plus 4 brigades at Hinche starting May 197¢.
2/ separate units formerly includéd within hand brigades.



of hand brigades, were nnt yet activated,since equipment they were to

use had not yet arrived.

With regard to maintenance, paved roads appearcd pood, bhut gravel
and dirt roads showed much less evidence of maintenance - some none at
all. Meaningful maintenance cannot be anticipated until the planned
"interventlon"and"regradiné'brigades have been organized, cquipped,
trained and deploved. Available resources are presently beling used

to maintain recently completed paved roads.

SEPRRN's reconstruetion capability at this time is limited to one

intervention brigade and five regrading brigades (with 3 graders out of
14 able to operate). One reinforced regrading brigade was observed
operating in the Jacmel area with good results. It is unrealistic to
anticipate sipgnificant reconstruction capability until SEPPRN has solved
its equipment maintenance problems and has organized and equipped its

intervention brigades.

Emergency road repairs are the responsibility of the district or
subdistrict in which they occur. (Districts and subdistricts are assipned
geographic boundaries as well as specific roads.) The District Supervisor
may react to emergencies by reassignment of resources. I{ conditions
warrant, he is authorized to employ additional labor or eguipment. In
more extreme cases, private contractor assistance may be required. The
districts do have the authority (and the responsibility) to react to
emergencies with the forces at their disposal. Conditions beyond their
capabilities would require assistance through the Technical Director's

Office.

The 1491 kilometers of road showm in the Maintcnance Plan are not
all presently being maintained, Meaningful assessment of whether SEPRRN
is meeting this target will require at least a year's experience after
ST.PPRN is more fully equipped and opé}ating at nezcr-full brigade

strength.



The following tabulation shows the present status compared to the

PP projection for FY 1978/79:

PP
Proarammed FY 1978/79 Shortfall
Permanent Maintenance 1138 km 1196 km -5 %
Zmergency Maintcnance 353 km 490 km - 30 7
Total Nationzl Roads Maintained 1491 km 1686 km -2 7

There are 140 concrete and 10 steel bridgeswhich are to be maintained
by SEPRRN. Whereas three Lridge brijades were planned oaly one is
presently functioning. Until the bridge bripades have been orpanized
anc.are functioning - conducting inspections, identifying maintcnance
requirements and nerforming the maintenance - and until a2 reasonable
time period has elapsed to check performance, it cannot be said that "the

ridges are being maintained".

The organizational framework for the field work force is in place
and appears adequate. It now nceds the assignment of specialized
personnel, training, equipment, facilities, and the experience of

operating as district units in order to accomplish SEPRRN's mission.

The evaluation questioned the desirability of subdistricts reportirg
to the Technical Director rather than to the districts, but concur that
the districts are not rnow sufficiently qualified to accept the res-
ponsibility for managing subunits. When experience and proficiency have

been obtained, this would be a desirable change.

For SEPRPN to monit . ts own cutput quantity and quality, it
needs a stronf reporting link from its districts and an effective in-
dependent inspection system. These have vet to be developed. The

Inspection Section would be a good start.

Labor-Intensive Road Maintenance. Two factors arc working strongly in

favor of labor-intensive road maintenance at the present time. First,

the nature of much of the current work lends itself to hand labor.












III.

Major Recommendations

1. Headquarters-field relationships should be strengthened,
particularly concerning inspection and leadership visitations. The
ingpection function should be strengthened by increasing the number
of inspectors and insuring (through selection and/or training) that
they are qualified and respected. Personnel should be rotated to
cover different districts periodically to encourage cbjective re-
porting and evaluations. The function will become increasingly im-
portant as additional brigades &re activated and operating. 1Ins-
pectors should be instructed to report superior results in addition
to flagging substandard work. Corrective actions (or commendations)

should be timely and applied without favoritism.

2. Job functions should not carr S dual TPTC-SEPRRN responsibilities.
It is to SEPRRN's long-term advantage that joint TPTC-SEPRRN functions

and responsibilities be separated.

3. The scope, size and timing of the training plan should be
revised. The projected cost of the plan should be reduced and the
period of implementation lengthened. It is possible to do this
simultgneously with initiating work under the Plan.

4, A major preventive maintenance campaign should be launched

to implement the traditional plan.

5. The equipment parts component of the warehouse should be trans-
fered to operational control of the Garage Manager rather than of the
Technical Director. The Technical Director's duties are such that
he cannot be expected to provide the needed supervision and control.
Direct control by the Garage will be more responsive to Garage needs.
Stocking and warehousing of road maintenance materials should re-

main under the jurisdiction of the Technical Director.

6. Redouble efforts to provide an adequate stock of spare parts-
preferably on a minimum-maximum system and take such other steps as
are required to maintain the stock at a level insuring immediate

availability for installation.
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Provide a more direct procedure for the garage to obtain parts
locally. Simplify the procurement and approval procedures with pick-
up of parts being made by personnel familiar with the materials in-

volved.

A significant improvement could be made in overseas procurement
of spare-parts if early approval were given to recommendation (2)
of Amendment II of the March 15, 1979, Managemert Advisory Committee's
memo (i.e., a U.S.-based procurer to expedite procurement of parts

not available locally).

7. Revise the Maintenance Management and Reporting System 1978~

1982 to reflect actual conditions as opposed to tiose which were an-
ticipated when the Plan was issued in early 1979. Repect the process
after about six months' experience with additional equipment and
brigades iun operation. Revision should consider: the effect of rainy
geasons on time schedules, a more realistic schedule for new roads
entering the maintenance system, and a revised schedule for the
formation of brigades and their effect on the work schedule. (Im~
provement of the Cap-Haitien - Milot road would have a positive effect

on tourism at least in that area.)

8. Assign the vegetation clearing task near bridges to hand
brigades as a minor extension of their roadslde clearing activities,

rather than to the bridge brigade.

9. Initiate the Community Action Program on a limited basis

with social science input.

10. SEPRRN should eventually (in 3~5 years) be integrated into
TPTC. A decision on when and how can only be made as conditions
develop. The 1978 law reorganizing TPTC would put SEPRRN under the
Autonomous Transport Service (ATS) of the TPTC. It is the opinion
of Group Seven that SEPRRN should not be at any echelon lower than
a full agency or division of TPTC; i.e., coequal with ATS.
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Status of Recommendations as of 12/31/70

The, following actions are keyed to the recommendations ecited in the

previous section:

1. The inspection section is being reinforced and is receiving
increased Central Office Support. A plan of action has been prepared and
ls moving into the implementation phase. Some rotation ls foreseen,

however, but not to the extent proposed in the recommendation.
2. No action taken.

3. The training program is beinp implemented as proposed in the PP
Amendment and some small changes have been incorporated into the new pro-

gram. THowever the period of implementation remains at two vears.,

4. A garage reorpanization has been initiated vith more emphasis

on preventive maintenance.

5. The status of control of the ecquipment parts component of the

wvarchouse remains unchanped.

6. An independent firm was contracted to perform a physical audit
of the warehouse. The final report as vet has not been received.  Also
min/max requirements lists are being prepared to support the eventual
eculpment fleets. An aspect of the parace reorpanization fs the revival

of the component exchange svstem for vehicle malntenance.

7. SCPRRN with the assistance of their consultant is reviewing the
maintenance plan. Tt should be noted that the original purpose of the
plan was to provide a guidance for maintenance activitics with perindic
reviews performed orn the document as conditions chanre such as aquipment

arrival and completion road reconstructinon.
8, Yo action taken.

“. A plan of action was developed and an enrineer assipned as the

FEPTPR Project Coordlnator. lowever no further proaress to date.

19, Mo action taken.





