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PREFALE

This re:port provides the inforxrmation reqv..irg,d
to revise the origlual PROP for this project submitted
on July 10, 1970, 1t is b,a.,ed on an evalustion cf

IACHD's activities through Liay 1972 conducted in accor-

dance with the Scope of Vork of AID Contract Ho. AlD/la=

710,

Hecommendations for orpanization and direction
changes are containad in thie weport in the PAOP pre-
scribed format and in the narrative. Major changes
recommended include a new status for HACHO to be nezo~
tiated with tha Goverrurent of laiti, direct ALJ support
to ACHD, and a project purpose achievement measurcment
systen based on demographiic aid comrmnity organization

grounds.
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| NARRATIVE DZSCRIPTION

. .
Title: HACHO = llaitian American Comzunity ilelp Organization
No. 521-15-310~031 : - Datet liay 13, 1972

'A. Statement of Goal:
1. The Goal: |
| To ralse tne general atandard of living and
_ productive capacity of rural daitians in the |
least déveloped arcas of thé liorthwest, Norxrth
.and Aitibonite Departients of ilaiti.
R 2. licasurcmant of gozl achlevement:
| A measurable rise in family incone, use of indus-
trial proaucts and protein consumption in the
HACHO geographical area. N .
l't~3. ASsumptions about goal achievement! | ”
a. HACHO will be the single most important or-
. ganlzed development attempt in these areas
. : _;.‘u’,”- ”:~ over the next three - five years.
. ' " b. A measurable change in economic status, e.z
MA?TMA per capita inccme, can be projected go that
46’*Jz25 ‘ the effect of HACIHD can be‘identified as dis-
F;=?:::::> tinguished from general condition changes.
B. Statement of Project Purpose: |
! | 1. To oxg auiuc at least 3 Comnunity Councils for

each Sectlon furale of the a0 arca {(about 243
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3.
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Community Councils for 62 Sections Rurales) so

as to enroll or influcnce, Iin an organized fashion,

~ about 207 of the populationj to establish and

maintain g viable community development organiza-
tion and pracesé. Annex A contains a Denographic
Schema and ﬁ Table showing Demogrephic and Com=
munity Organization data. |
Conditions expectead at the end of the project: .

248 Cemrmunity Councils will have been formed

'7 (at least 3 per Section Rurale in the HACHO area)

which carry-out at least one “gocial® and one
"economic! piroject per year and regularly col%ect
dugs, erc., for community sancticned purposes.
These councils will glso be memberé of a largef
Coordinating Conmlittce of Community_Councils.

Basic assumptions about achievement of purpose:

8. fCommunities and individusls whi;h organize

a council and reach the condition deseribed

~ (one cconomic and one social project per

- yeer,'regular dues cﬁllections,‘etc., and
membership in a coordinating comaittea) will
have developed a habit of work and an organi-
zation wiidch is self~sustaining and capable
of "lobbying" for the extra;community resources

it may nead.
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b. Thoere is a "critina% nzss't elewent involved

in working with 207 of tha population of the
.comnunitics, sufficient to cause other com-'
munitLGJ or indivzauals to emulﬂhe themn.

c. All projocts and activities have an inportant
conmunity input, and an increasing proporticn
of input, so that *un~impacted" communitiecs

 wecognize that extra-cormmunity aid is not the
most significant faoctor.

'C. Statement of Pz oj ct Outgu

1. : UhtgutJ co - Qutput Indicotors
HACHO, functicning as a recog-‘i |
unized (by GOl ot al.) reglonal
‘rural development a&thority/or~
-ganization éomposed oL | .
< a. Field units offcring health, a, - 3 fully staffed field
nutrition 1y education and (D aﬁd f“ units operating by
rural development services. -FY 73, |
| = 25 mobile clinics/rural
diépeﬁgériea operating

by FY 74.

' W .
he_207% f@:}r _is der rived from HACHO fileld techmiclons in
iCuLelcd and Uoe It resrasents wnat tagy think is bkoth
h1un"aLc and what will have the desired Yeritical masg!
ihis will have to ba weviguad as tha nroiect DYUTLES523.
':t.:’:\..:ln indicator using this base is the duss=paying
merbcr aip of the Couundiy uvouncils.

& (.},“ ;, //w /5 /l/a - //'( rcrwzal,rn/-f e V.Gz.fo'n/"' /a'f.r,;

I 1/ p';;/ ﬁ’(" ""/rl.%’Céa/r)/ — Ca-'n é( mc«/rftrr/ L/}
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b. A woglonal field support . b,
& coordination office capable

- of logistic support, technical
ggssistance, uwaintenance and -
repalr and comuunications and

recoznds systemge

ce A HQ office for overall - c.

mansgenent of tha progran.

'~ de Aun Advisory Council to d.

by the end of FY 73.

assist the HACHO birector

’ which neets quarterly to pfo-
vide policy guidance, liaison
~and coordinaticn and a pro-
gran feview and inspection,
ligmbersnlp to include repre=-
sentation from concerned
tdnistries, U.3¢ EmbaSsy and

the private sector,
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- for. ecach Sectiog

- 50 pqugg}gnt agents

~ nutrition, hone cc. &

 industrial arts ceaters

of HACHO area B FY 7

trained and working by
¥y 77.

Completecly functioning
by the end of FY 73.

Operating in a system-
. atic mannér by the end
- of FY 73.

‘Forﬁed and operating




-Gew
e. A HACHO capable of independ=- e.
ence in terms of .
l. need for AID support,

1l. need for foreign technic-
al aasistance.
£. Securing subport and assis- £.
- tance from various caurces in=-

cluding GOH, iuternauional or=

ganizations, private sector,

religious groups and foundatiomns. -

Decreasing ALD support

to no funds and no
technical advicors by
FY 78 (pee Table of
Support Budgct Annex ).
A decreasing % of budses
from AID sources leadin:

to no AID funds by

2. Daslc assumptiong about production of outputs,.

a. A HAGHO orranization staiffed and deployed in

the manne
A will ba:

and by the

schadula daseri!

cd above

=« capable of organizing, supporting and guiding

the initiatives of the target communities

daseribed iu the purpose above,

~ attrac

ctive, in tewms of ef;ic101cy, to local

o o ~ and non-AlD sources of auppoxt.

b. An Advisory Council will insure interest, support

and coordination of HACHO work with the planning

and/or operations of othar concerned organizations.

c. An Advisory Council will be an appropriate forum

to present, fLrom the bottom up, the vicus, wants,

and nends of “urhl Haltians to policy-~level
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pe:sonalities and orzanizatlons in Port=au=
Princa. This|bstton-up communications will
bz en important input in plonning., HACHO's
ability to do this is a proper vole for a
roglonal development organiaatieﬁ.
. D. Statement of 2roject Inputs:
1. AXD inputs through FY 71 totalled $3916,359 glad-"
| hinistercd thrdugh an AD=-CAE Grant Agrecment
‘calling for the provision of phased inputs of
technical and naterial assistance to develop self-
sustalning cowmunity action prograns (l.e., HAGHD).
Through the Crant, CAi provided:
a. CARE'personnel = m Adalnistrator to provide
adninistrative and iinanclal scxvices.
b. U.S. purchased cosmodities - largely drugs,
Ce . medical suppliea and equipment, and vehicles
| e and spare parts, and

c. An operational budget including a payroll for
~ . . 1IACEO erployecs, administrative costs, local
| travel end transportation costs, rent and

renovation of facilities, and local purchases

2/ source, original PRO? and Grant documents.
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2. ‘AID inﬁuts during TY 72 aduinistere d throu"n the

-7< o
of building materisls, eguipment, etc., for
a reage of self-help projeocts also supported
by local eontributious in kind or funds. The
major elements are payroll and local purchase '
of supplics for salf~aela projects.
de gasa, through its ongoing Food For Work program
| also supported projocts originating from HACHO
initiativau (valued at 9160 022 fox FY 70 and
).

Crant will have totalled $820,000 by tnu end of
FY 72 according to AL project documentation for

that year. Iuputs remgined in the szue catapories

except that an assistant Administrator was hived

. for part of the budget . year. (See Annex C, HACHO

3/

‘::,FY 72 Budget for Bruasdown). About $1,550 ~ -worth -

. of Food for Peace cozzrod tities were provided- by :

CARE during this perlod.

AID inputs, projected through the end of ALD
~ finoncing of the project (FY 77) total $1,900,000.
Projected inputs include:

3/ Source. LQAE, Port-au=-Prince, Pounda of grain and
011 are leuad at yV.lu per 1lb.
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£f.
Se

e.

g
Advisory persoﬁnel - a naw position, Field
Operations Advisor (FY 73 & 74), and tho
"transformdti;n“ of the Administrator (FY 73
& 74) and Asst. Admdnistrator's positioas
(FY 73 & 74) to those of CD Advisor (FYs 75,
76, 77) and Admin and Financial Advisor

C(FY 75 & 76).
be

Base=line survey pcxsonnel ~ ona xes eagrchor
for 12 mun/mcs. beginnlng in rY 73 and 2 man/
mose of connariasn gurveys in FY 76 and FY 78.

Shozt=tern conoultuqts, at cne ran/nontn/year

“during ¥FY 73, 74, 75, 76 and 77.

Participant training for HACHU perscmnel in

ruzal engineering, b and Landly planning ac

the rate of 5 nan/noa/year from FY 73 through
L TFY 77, | B

Comm modities, largely drugs, nmedical supplics

~and equipment and vehicles. It is antlclpated
that, except for tﬁe petsonnel'and training

Aéosts'abgve, this item will remain the major ”

category . of'AID inputs until the AID support

terminates (FY 77).

Operational Budget supporxt, through FY 75.
CARE provided Food for Uork projected at

1,000,000 1bs of graln and 75,000 lbs of oil
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per year (valued at $107;500 Pede)s

E. Rationale: | ' |

HACHO now rew*esgn»a an investment of over five yearal
time as well as over $900,000 thwouch FY 71, In 1266
the AID program in Haitl was limited to support for lialaria
Eradication and the distribution of £L 430 Title II com=
noditias. U.S. = Government of Haitl relations were strained.

Yet there was a desire {or people-to=people cooperation in

“health measures and in upzrading the population to a point

- at whzcn other deeeloamcnt eiforta could Legln.

rue iACHD program was melnly the creative eflort of
rescntablvbo oL ﬁIQ and CARL and g Haitian Coumnitie

including the man to bacome {irst :ACHO dilvector. ' The
concgptual base, that of baginulng with the.greatly'desired
service of clinical mecdicine, has besn sound and pernitcted
gdbd entrée into othar longér~range and potentially self-
sustainihg activities.

HACHO has been instrue mtal in alleviutino the eflccts
df a local fauine (Jean Rabel area, 1968) and through

advance plamning was able to utilize the needud food in

- Food for \ork rather than strictly xelief projects. HACHO

“work in road improvement and constxuction required for its

owm oparations and existsnce has. opened or re=opencd areas
ar

to truck traffic wnich hw#e non=~gxiostent or reatrlcted to

seasonal services by the most advenbturous. The results
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have been reduced transport costs, expanded market outlets
and the avallability of now aaenitics.
. ]

Public health moasurcs, largely fmprovenent of potable.

water sunply aﬁd sanitazry lotrines, have been initiated...
angd particularly the water supply projccts enlist gré&é*””zﬁzzs
popular support. 4apriculture and soil conservation work
have begun to a limited exteant in all five existing units
and to an eppreciable extent at Jean ikabal (iuch of it
spurred by PP projects cduring the drought).
Finally, tha most Impregsive contvibution of HACIK
Eaé bzen the forﬁstion of a nuaber of active, talented

ard Iunctionally denseratlic Coumunity Councils. This

A ]

- work has profited by what appears to ba the lS-year

history of a Ch wmovement in daiti.

. .
Parﬁicularly, there has been cducabive ground work dona

by O.N.AA.C. (2Eflce Matienal d'alpha-atiswe st dlaction

Conmunautaire), its predecessor il and religious and

welfare (Volegjency) organdizations.e It seems probable that

the provision of inputs at this level and the managenent

‘respousibility for these, as well as local inputs, have

a stronger catalyzing effect than purely educative and

‘local resource prograns.

Tha I1ACHO organization itself is a positive develop-

ment (47 enployees in 1363, 75 ia early 1971, and by hay

4

1972, 210 on board of a planned 246, liost of its porsonnel
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. ‘_in health, agriculture and Cb appear to be very welle
trained and highly motivafed, again probably benefiting
from previous ICA programs including participant training.
In covparison with many otier CD programas, this technical -
and professicnal capacity is dispersed because of the unit
organization of IACHD and bzcauce of thie formidable logistics
- and comunlcations difficulties of working in the Haitian
countryside, . , _
| . This ﬁnit cechnicﬁl‘staff is supported by samiprofes-l
o sianal workaers (lab technicians, construction supervisors,
- . equipment operators, ote.) axd extended by auxiliaries in
N)Q}:;ﬂ& the health field and agents in agricul‘cu;:a and
w5;> CD. The latter is a Key group in ‘the sensa that it is
5 .

face~-to-face on a daily basis with the population and has

»,

a major rvole in the educatlicn and wmotivation process.

%
A
i

"~ The units consist of Jean Rabel (est. 1$56), Anse Rouge

PN ¢

" (est. 1967), and Texrre Neuve, Gros liorne and Bt. Hichel
(all est. 1971). Clinieal medical sexvices in the first

éuu“”;éi two units have about rzachad a plateau in terms of consump-

d .
n»jﬁ;ﬂ}”‘ tion of drugs and supplics and paticnts treated. Pre-
Qe »,1- . wventive health and nutrition, agriculture, and develecpaent
MJaﬂ‘ ~ projects and investments now take on an increasing impor=

tance in tine and resource allocation.
Tiie three new units hoave not £inished the road im~

prﬁvemcnts required to roach the logistic lindt of their
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nobile clinic services; and CD and agriculture are
largely in the suvvey and,organizational stage. A

reglonal support, coordination and garage/depot officae -

1 being set up in Gonaives. : ‘ .

A HACHO unit benefits by "incorporation" of and

support to existing facilities (e.g. Public ﬂospitél at’

~Jean Rabel, Perish Hespital at Cros liorne, nission hose

pltal and CD progyan at Pilate, and Boptist Hospital at

St. lilchel), and in many cases has provided a missing

~ key eleument for these facilities. In Pilate, a good

S
LY

Catholic (Church~run CD progran (1oDCOP) is assisted by

~ tho Grog lorne agronomist, end thelr hospital was built

but not fully utilized for a ten-year pericd until the
arrival of a HACHO doctor.
IACHO' 8 success is very evidently a function of its

resources in tems of program and personnel. These

personnel ars, in effect, paid a premium for service in

\_/
the rural areas. It appears that all oxganizations

working in liaitian rural development cperate on this

basis and recognize that it 1s essential if there is

* . to be prosress as opposed to survival.

- HACHO's cost per capita of population served coﬁpates
favorably with other azencles operating on the séma pattérn.
For example, the HACIHO FY 72 budgét was $650,000, and the
vopulation served on an area basis was about 390,000, Tha

coct pow capita, exclusive of Food for Work . imputs, was
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$1.67. | | .
Church World Service currently supports an excellent
soil conservation and agriculture program which has been
operating in the Fori Jacques area (batween Pétionvilla
and Kenscoff) for 14 yeérs. Their annual budget of
$30,000 (esclusive of CWS voluntoers and Food for Work)
sexves 30,000 people for a per cépita cost of $1.00.

In talking with HACIHO personnel on lean f£rom the

kinistries of Health, Apriculturo and from O.N.4A.A.C.,

. most cxpressed appreciation for having the resources -

with vhich to work. lost also appreciated the nmulti-

discipline approach 2s opposed to “straight' heslth,

- agriculturae, etc., and thought’tt best sulted, at presont,

to the nzeds of Haiti's rural population.  Officors of

the Cemmunity Councils éxpressad their interest in deal-

1'ing with a single ciganization cepabla of sction in B

- several fields.

In sum, HACHO' 8 modus operandi parallels that of wmost

private ageﬁcies operating in rural daiti. All'appear

to pay higher salaries than the going GUIl rates whether

they are direct emplcyeesAor whethar they are GO
employees on loan who are paid a subsidy. Most work
throush a COmmﬁnity Counci{ system., And most appear to
ba more cffective, in terms of neeting needs, than the

regular operations of the lina Liinistries.
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It should be pointed out that the budset limitatioms

of these linistries are so saevera that digcussion of

thelr capability and motivation must be la gely acadenlc,

In the far iozthwest, next to no public services existed
apax )

- - f '
t from the civlil authorities, justices and the security
forces, army anud police.

AGLIO wags in collgboration with
itg "incorporated" cloments, tha sccial and cconcmice
developuent service of th

& arca.
also «ubut&ﬂ.iﬂlly tha case.

In Terre Neuve this is
" In Cros

lorne and the Trols Rivi&res vallej IDAI
(Inztitut de UnVﬂlozaemant Aanricole et Industriel) runs
cdlt progra

For cotton and edible oil
sced farmers and has

a supexvised cr

sue plantaticns of itz own. CHAAC
personnel are resident there and collaborate with iLACHO.
In St. kichel some minimal services existed, including a

1) ¥

g 2
public health nurse (now attached to IACHD) and frm schoola.
-7 A lavge pri

private citronclla plantation and oil factory on

the nearby Savanz (central plateau) provided anployment
o < =

and training Lor local people, but this has heen abandoned
- for wany years. |

AR

i

" By and la"*e ﬂAvﬁO has gone where it has been neceded
o and has, after some initial aifficult;cs, worked out a
- F

-

_ ‘mutually satis
, 1 '
1 .

factory relations aip with existing church
or state institutiona. ‘Thera is

avtendency to withdraw
i 7ices, particularly by ONAAC, uhen a A
! , ' :
4 :

CHO unit opens
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a problem wihich is not yet resoived. Relaticns with
the local governﬁcut agency represehtatives are gcneially
.satisfactory. \ ‘ |

The GO agencies have cooperated with the assignment - .
6f personnel and cquiprent (dozers, praders, &ump trucks),'
but there is a sense of instituticnal jealousy, expressed
by officials of the Linistry of Hzzlth and ORAAC. Generally
the feeling 4ds that ”héd we the (extcrnally supplied)
resources of HaACIO we could have dona a lot" and "HAQIO
collaborates on its owm terms.' The latter is a by-
product of tha “ecuplete autonomy" insisted on in the
- agrecuments supporting the existence of HACHO. Possibly,
this was also caused by the personality of the former
s D ractor. On the other ’and; Lany GOH enployees seconded

lto HACHO feel that the general malaise afflicting the

',_ GOl sexvices will take five years to recover Lrom, and

that prospect dﬂﬂends on a number of unpredictable factorse.
HACHO's budgat has been in ecffect an extra-budgetary
development resource for the Government of laiti. The

Guida Economioue de la idnublique d' jaiti published in

" Decaxber 1971 by the Haitian Statistics Institute shows
a total national budget for FY 71 of $48,147,655 broken
down into an dperationai budset of $27,389,437 and a
dev010ﬁnent budget of $20,75 ,213; .Tha'ministry of

Health had a budget of $4,726,739 for the same yedr and
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the Community Development budget (prasumably ONAAC!sS)
was $1,306,216. HMCIIO's projected budzet of $750,000
for FY 73 and thereafter (50652,000 Zrom AID) ia about
167 c£ tho Public lealth budset and aboub 34% of the CH
budget. Tha assuuntion of IO costs by the GUi could
obviously not be precipitcus.'AHowever it 1s claoimed
that GOH receelpts have increased by 704 over tue past
four years and i£ this trendcontinves, the GOH chioculd
have the financial capacity to assume HACHD costSein the

manner descyribed in Anex 3.

Uader Lougce of fotion, below, certaim chances ara

recomnended wilch can preserve HACIO's ¢lan and progress
. sively integrate its operations with the GO and other
| organizations., This progressicn should be ego phased
that roview of timing aﬁd rasource inpuils can accommodate
A changing eppreclations of ﬁhe GOil's interest and intentions
vis-a-vis HAGHO.
F. Course of Action: A

‘The first chongas must be 1nstitutidna;, éo provide

a new basis'for'ﬁacnbfa relationshlps with the GGl

and CARE, and to provide a direct AID input to IAGHO

By means of an agreement with the Goil.

1. Institutional ch&nges.

It is recommended that:

a. A Pro Ag or compavable documeut be drava up
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(bafore COB FY 72). The teras of the Pro

Ag'should spepify

1.

141,

a new role for‘CAaE as provider of
persomnel, project commodities and L
particivant training. CAlE's persoanel
shoﬁld retain thelr current administra=-

tive and financial role throuzh FY 74

and be co-signers on AID's behalf, along

with the Haitizn project dirvector, of

financial and administrative documents.

- 3y FY 75, their personnel should assume

a purcly advisory role.

that HaCHO be now recognized by the GOH

as a soai-public regzional rural develop=-

- ment erpanization whose vesponsibilities

include its own developuent operations

and services as performed in the past,

and technical assistance, coordingtion

and liailson with privata'agency'and public

" servi.ce development activities in the

HACHO avea.

to accomplish‘the above (11), the God
shall appoint aﬁ~Advisory Board composed
of the Technical Lirector of HACIO and

representatives dravn from some or all

cf the following organizations ==
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hiiulstry of Finance and Economics
hinlstry of Public Health and Population
Ministry of agriculture, Natural Resources

and Rural Development

Ministry of Public Works

ONAAC

CONADER

-and have representation from --

Thé Aﬁerican Embassy

The Private Sector

and non-vbting representation from -«

International Organizations (such as OAS,
UNﬁP,Aetc.)

The Advisotry Board shall meet quarterly

BEST AVAILABLE COPY

to providé policy guidance, liaison and

coordination, and program review and

\ inspection.

a new '"local currency" (operational budget)
arrangement establishing a HACHO project
account for AID funds; GOH funds and other

donor contributions can be deposited in

aﬁdtheg special account to be established=

at the same time. Funds are to be wiﬁh-

‘drawn and utilized for HACHO operations

by the joint authority and signature of;

' the Haitlan Project Director and AID
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Contract (CARS) Administrator until the
end of €¥ 74 and. By the Haltian Project
‘Director alone thereafter.
N v, policy and intent changes accepting a
o linit on clinical medical services to
 be provided and greater amphasis on
preventive healﬁh and nutrition, family
1 planning, self-help road construction

'+ and improvement, agriculture and yural

industrics development, and the provision
vof tcchﬂical assistance, coérdination and
fsupporL to other ch?lopv,nt activities
. in the HACHO area. -
rb. _COnsideration be given to changing the name
| .»'HaitianA&merican Community Help Organization
.to semééhing nore descriptive of its new
status without changing the acronym {ACHO or
© the iogo. These have by now very positive
“‘identity and image values which should not

be cavalierly diqcarded.

4/ An AID Program econoniut at the American Lnbassy has.
on £ile a dragt rionoire d'intonte from the rdniscry of
iHealth proposing caunres in Ly adndnistration and
organlzation wilch are comparavle to the recomu:endations
ALIVEe ’ :
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HACHO internal organization and adsdnistrative

changes. :
}

-~ The basic administrative oystem under w1ici ACHO

operates is CARG i's, a system which is very accouns
tability=-consclous and which has withstood the

test of time and years of AID scrutiny.' Thare 1is

no need to change this but merely to live up to

it. DBecause of recent personality aund issue
conFlicts within BACHO and between the former
HACHO Director and CANE, tha operations reports

and =

4]

7o cnd

€

syctems broke down. liost, if not
all, of the recommandations bzlow are bascd on.

weaktnesses which are<wall~knowu to HACHO and which

are being corrocted now.

a. Establish and maintain Commnity Council (hero=
after CC) organization and demographic data
‘- records based on the format contajned in Annex A.
Elaborations on this'may be necessary as gco=
. graphic limits change (new roads opening new
4areas to be serviced), and as ic is‘decidcd
to expand the nuabers of Community Councils
ﬁer Section Rufaielabovc three (9.g., in
densely poﬁulatcd Scetions Ruralés).
b. Ostablish and maintain records of CC monber-

ship and contribution (dues) accounts and -
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activitics undertaken. These will provide

the basis for judging progress against the
acécpted>purpose, establishing a viable
community development organization and process.
Definitlons hava been proposed in thig report
vhich are.reasonable at thie stage but can be

refined or redefined as experlence dictates.

- Botablicsh and maintain a project and activity

"rcecord, This is included with some hesitation,

since it tends to ha a distraction fron the
ndin purpose and Indicator systcm abova. None-

theless, comeona will surecly call for thisg

data, and it should be orpanized so tuat it

can be kept in as painless a manaer as possible.
Raticnalization of the personnel system. Po=

sition qéscripti¢ns; qualiflications and pay

. scales ahduld be cstablished. A decision will

. have to be wmade as to whether HACHO is a long;

term or a short-term employer. This will
depend on the outcome of negotiations on IACKO

status as digcussed under 1. Institutional

_Changes.

CIf HAGIO 15 a éhqrc-term enployer because *®

‘of a policy to rotate personncl in and out

& of ks stetus o because.
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(e.g.,.tﬁerﬂeace CorpS' practice), & formal
promotion sysbcm riay not ba necessary. Other
incentives may be used, such ass bonuses or
caertificatea of meritorious performance.
The most diff;cult problem is thét wiille
HACHO pay scales afe considorad attractive,
soue employeeas (51 out of a total of 206 in
'Hay’1972) received at least a paftial_salary
~ from their home liinistrics, and hence, different
peceple doing the saée job are pald at different
rates. To raisa all Lo the two salary scale
total might pose a grave budset problem for
HACHO. aud to asg scma personncl to accept a
- ecuk (taken from tha HallD portion of their
total salaiy) would cause rorale problens.
‘As_an approach, HACHO might consider a
general naseting of thelr cmployces to discuss
- these inequities. If a resolution cvolves
out_of'this neeting, the GOH should be requested
to daposit‘their salary contfibutiona intc an
account (thé special account discussed under
section F ka. 1. iv.) above to be attributed

to the {I\CIO payroll.
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Program changes. A .
It iy generally hcccpted that elinical services
Qill have to ba limiteds. To serve all who need
them wouid be an impossible budget and time bur=
den, as well as a distraction £rom the major com=
munity develepment purpoze of the project. Thora
are inhevently self-limiting featurxes of HACHU's
clinical szrvices, e.ges the doctors' time, the
road nat restricting the numbers of mobile clinics.

Beyond this, there csn and should ba a planaed

and deliberate limit adopted. This can be dona

through traditclonal Lanpower or bugget control

measurss, but iL i nol now possible to say which

is the most appropriate.

Certain HACHO units have not reached tleir

-logistical liait (e.o., Terre Heuve) duz to a

vestricted voad net, and all have the possibllity

_of cxtending the roatial limit of their clinical

services through additional road improvement.

It is racommevd d that ﬂbCHO

a. Be tasked with davelonino its own system of
limiting clinical services subject to review
and consultation with an AID designated project

officer. |Projects involving engincering and

construction, potable water supply, irrigation,

’

"and road improvaaents are aumong thoso most g
G
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desired by Commmunity Councils. HACHO 18
at present least able to offer technical
R L assistance in Chese fieids because of lack
| of porsonnel.

Engineering skills in I4ACLO, and poosibly
in liaitl in general, are less well-develoned
than profassicnal and sub-professional skills
in health and agriculture., To remedy this

for current nceds and for a probable incrzase

in future damand, HACHD should
b. Increase the numbar and capability of its
enginearing and construction gtaff at the
expense, if ncccssary; of cutting down on
positions in other fields. |
c. Select the most resourceful dnd nost apt of
” its enmployees in construction,Aagriculture.
and CD work for the participant training in
rural engincering projocted in the inputs
saction of this repext, and 7 N %
'-*C,,Al‘d' Axrange for in=-country training in the came

‘——"__-_

fileld by G&d Suﬁyiccs or international organ=~
R

izations. Traxnlng for new employees, in-
e :
service training, and training for community

l aders and othoer unauid HaACHO collaborators

has occurred since the beginning of the project.

G
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l/zg:*-' What is regulred now is

Qs

£.

An analysisof past training and an esiinate
of itg utility, and

A planned and programned trni’ning schedule
for the various cata;;orias:i‘evels of Hallid
personacl and community leadsers. Tralning

should be broadly inicrpreted to include

seminars ond field trips to projects outside

. of the MACHU area.
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- . - .. LOGICAL FHAMEWUHK MATRIX

. . PROP WORKSHEET

s -

o

- .
Nwrrative Summary

Objectively Verifiuble Inuicators

——

L

s
AU

Ly a2 DO gencral ,tandaru of living and
souctive capacity of rural Hailians in
1past developed areas of the N.W.,

R
"+ Artibonite Departments of Haiti.

Measuring family income, use of industrial
products and protein consumption within

the HACHO area and comparable areas outside
the HACHO area,

- Lredse

‘s arganize at least 3 Community Councils/
x.tion Aurale in the HACHO area (about
< Zommunity Councils for 62 Sections
~.rales) so as to enroll or influence
<1 organized fashion about 20% of
+ population; to estahlish and maintain
« +taglae CD organization and process.:

A viable CD organization and process is
defined as a Community Council which

A B a Ruoa A R
A. carrleg out one “5001a1" and one \oiﬂb «1
“"econamic" project per yser s

B. regulerly collects dues, etc. for
community sanctioned purpose

C. is.a member of a larger Coordinating
Committee of Community Councils

P

"% functioning as a recognized
1rul rural development authority/
¥ {zetion composed of':

*leld units
- rwiinng] Field support and coordinatlon
3 fica 4 :
“4 nffice
" ‘"Vl.ory Counc11 to assist the
% %M ceand capable of:
" “mmndence from AID support and
‘~rnlcal agsistance
~ ring support from GOH, interna—
itna] organizations, private
rhtar, ete.,

BESTAMAMABLECOPY

a..5 fully staffed units operdting by the
end of FY 73

 be. conpletely functioning by the end of FY

73.
c. operating in a systematic manner by
the end of. FY 73 '
d, formed and operating by the end of FY 73
e. decreasing AlD support to no funds and
and no tech. assi¢tance by FY 14
f. a decreasing % of buuget from AID
sources leading to rno AID funds bv FY 78




PROP WORKSHEET

LOGICAL FRAMEWMIK MATRIX

—

~aans of Verificuation

Important Assumptions

inse line survey to be performed in
73 ond comparison surveys to be
rformed in FY 76 & 78.

(2)

(1) HACHO will be the single most

important organized development attempt
in this area over the next 3-5 years.

A measurable change in ecanomic
status, e.g. per caepita income, can
be projected so that the effect of
HACHO can be identified apart from
general condition changes. '

“HO Records and Reports, Community
ancil membership roles give data on
=¥ population involved: :

(1)
(2)

(3)

A Communiﬁy Council which performs as
described has developed habits of work
and an organization which is self-

sustaining.

There is a "critical mass" element in
working with 20% of the population of
the communities sufficient to ceuse
other communities to emulate them,

All projects and activities have an
important community input and an
increasing proportion of input so that
"unimpacted”" communities recognize that
extra~community aid is not the most
significant factor,

**7H0 racords end reports, on site

“servation '
] -

+330t and program documents

N ¥rpe )
-*t and program documents

(1)

(2)

( 3)

BEST AVA

HACHO functioning #ad-as defined and by
the projected schedule will be capable of
organizing support and guiding the CO
program described in the purpose,

An Advisory Council will insure interest,
support and coordination of HACHO work
with other concerned organizations.

An Advisory Ceuncil can provide bottom-up
communication to Port-au-Prince planners
and policy mekers and this is a nroper
role for a regional development organie
zation.
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LOGICAL FRAMEWORK MATRIX

.. . PROP WORKSHEET

Narrative Summary 1 ' Objectively Verifiable Indicators
Inputs " - ' : .
ProAg covering contract services ' Basic agreement negotiated in FY 72,
and other costs (operational budget : extensions through FY 72.
costs). ’
Establishment, by agreement with Negotiated in FY 73, extenslons through
the GOH, of an operational budget FY 75 (last year of AID contribution to
account. - operational budget).
Contract services (through CARE) Contract/Graht agreement through FY 77,

for personnel, commodities support,
- and participant training,

Consulting and survey services, Scheduled end monitored from FY 73
. . : through FY 78,
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S LOSICA. FRAMEWORK MATRIX
PROP WORKSHEET

Maans of Verification . » Impartant Assumptions
irrification of the arrival of the : .(1) Future year availability of inputs.
:heduled personnel, the return of the , '
cheduled participants. Monitoring, {2) CARE's continued interest in
wrough HAUHO activity and fiscel o assisting HACHO under the new
wports, the arrivel of commodities and . terms and conditions.

>cal budiet expenditures.

rrification of provision of services
1 scheduln,

[D progrim and fiscal documents.
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N - /

SCHEMA - Demographic Base rort-de-raix  about 40
/ﬂ ’ habitations per

[y . N
of HACHO A;;ivitxes 1n.Gros uo?ne Section iurale

e ——

T——— Dependu
' cattle market, residence of

chef de section, church,
;>\T;ural-school '

Coumunity Councils
- membership more or

Council, or in the
same councill, but
most are.

\

Gonaives

_border of o -——~—'J\ ,

4 Section furale : i
/ Yy . - o
e “’/ . . . . ° ) )
a |

7

. e

Ay amats \ b se Ey ..

Ay, RGBT, e misa—e i i

/o O less by geographic
o © area, possibly by
. _ kinship, or other
"‘"BQE o interest lines.
(3 not all habitation
o residents are in a

Y OVANNY

Nne’
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ILLUSTRATIVE

TABLE OF SUPPORT BUDGET

~ HACHO BUDGET
- (in 000's)

Total ~ AID 'GOH ~ Other
650 620 30 -
750 650 100 --
750 550 150 50
750 400 250 100

150 . 200 350 200
750 100 400 - 250
750 - 450 . 300

(5,150) (2,520) (1,730) (900)

a : -  FY 72-7%
4,500 --1,900 1,700 | 900

FY 73-78

il CEmako o G Mo, TS

T O D e o o



HACHD FY 72 BUDGET

(C?Sf Fiqures in GOO's)

Man So.rce
No. Vs, Cost AlU GO Otter Ramarws
‘uch, Assistanine .
Jjps. personnel 26,8 26.8 Tncludes saiary,
benefits & 1nten
‘ jhational travel,
te Administrator . 1l 12
Asst, Administrator 1 12
Field Ops. Adv,
CD Advisor
Admin, & Fin., Adv.
. Survey Personnel
. Short-term Consultants
articipant Trg.
rural engineering"
D :
amily Plaqning
ammodities a
rugs, med, supplies,equip} 90,0 90,0 2
shicles & spare parts 2 6.8 6.8
isc, eaquipment
8T | ©123.6 )
. CARE — Admin Recovery
$ value B 54.5 54.5
as a % of 1-3 above ’ : aak 40%
‘TOTAL "“$" COST 178.1 175,1
15, support costs
.Ocallz procured) ,
salaries § arjustments | 208.0 | 208.0 |[30.0%
welfare benefits 0O 5
. local travel 22.6 22,6
i, per diem (22.6)
ii, travel costs : \C
rents & utilities 4,7 4.7 1
~eministration 11.4 11.4 Fncluﬁes patient
Eunport costs
transportation ' 55.5 55.5
d. P 1 (sa.0)
'li. maintenance
iti, insurence (1.5)
nzal purchase 8.4 - 8,4
. support jtems
* 19eAl purchase projects 132,0 132.0
TOTAL : \b
“Bourdes™ cost in $ a473,2  443,2 30,0

CRAND TOTAL 651,3 621.3 30.0

v _ _
“Lorites of medicines and drugs oiovided in the past amounted to *1,000/mn, ~n occasion,
e i iy CAGD prrsoimwl, in srinciple GUH contribution Bad, 0750,
- . ~ L. L , P . ST . Il 2l - .
s ovelew glvia Tur rental and utllities of corteau-brince and Gooailves offices - est

[
~ Lo nonth,
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TLLUSTAATIVE HACHO FY 74 BUDGET

(ﬁrovisional)

(Cast Figures in 0NNts)

\a

Man " Source
NO. Mnos. Cost AID o0OH Other Hemarks
5. Assistance
, personnel 40,0 40,0
Administrator 1 12
fsst, Administrator 1 1
“ield Ops, Adv. 1 12
LD Advisor
Admin., 6 Fin. Adv,
Survey Personnel 1 12 15,0 15.0.
Short—term Consultants |1 1 2.0 2.0
ticipant Trg. 4.0 4,0
iral engineering”
3 3 Es.o}
1ily Planning 1 1 1.0
wodities . 100,0 100.0
s, med. supplies, equip, (90.0
vicles & spare parts %7.0
;C. equipment 3.0
ST -~ 161.0
CARE -~ Admin Recovery
$ value ‘ 71.0 71.0
as a % of 1~3 above anh a6%h
TOTAL "3'" COSY 232,0 2320
15, support costs
ocally procured) :
. salafles & adjustments 267.0 168.0 99.0
. walfare benefits 1,0 1.0
. local travel 25,0 25.0
i, per diem 5.0 o5
ii. travel costs (2s.0) (¢..Q)
. Tents & utilities 5.0 5.0
+ @dministration )
+ transportation 60.0 60.0
i. POL
ii. maintenance
_ ‘iii. insurence
f+ 10cal purchase 10,0 10.0
n supnport items
* 28%a}- purommlo projects 160.0 150.0
! TOTAL ,
"Gourdes" cost in 3§ 518.0 . 413.0 100.0
GRAND TOTAL 750.0 650,0 100.0
ARE considers their FY 73 budnet as an in=house document, This budjet was
sropored by the evsluator on the assumstinn of AID initiated and projected inputs

oarticinant training, base line survev, the arrival of addillional plenned personnel )

ind a reqular operations budget

is projected for FY 72,
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F <
o
A :
= Communes served - Nos, of Sections . Nos, of Community Councils Populastion Taruet} No
, § Unit by the unit Rurales Served Now Future (FY 77) 2 20% of Total Ha
‘ {5,
Jean Rabel Boroardopolis 3 8 g @ 2,500 1
' Jean heiol 7 3 65 11,400 5
Mole St. Nic:las 3 8 g 2 2,700 1
Baie de Henne 4 12 12 1,500
7 93 95 13,100 5
"~ Anse Rouge Anse Rouge 2 G & 3,600 1
2 6 = . 3,000 1
Terre Neuve Terre Neuve - 3 17 20 3,005 1
Gonaives 1 (out of 6) 1 5 *,000
4 18 75 5,000 1’
Gros Morne Gros Morne . 8 19 26 V@ 15,000 at
: ' Pilate 8 24 24 . 6,000 a
Bassin Bleu 3 9 6,000 1€
Gonaives 1 (out of e) 2 4 1,700 €
’ plus 1 habitation '
20 45 61 23,700 1,0
St. Michel St. Michel 8 2a \2 114,000 ) 7
| Marmelare 3 9 \\; 1,800 1
Enncry 4 12 a 2,300 : s
St. Raphael a 12 ¥ 5,000 Y
19 61 23,160 1,2
TOTAL — ALL UNITS 62 175 @ 2a8 77,900 . 3,5:

pro forma target of 3 Councils per Sectmn Rurale.

\B HACHO census figures,

. BEST,AVAILABLE copPy
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' is not the total ‘



Annex D

THE 1ACHO ARZA (SEITING)

The term IACHD Area hag been uscd in the past
without much definition. It is wowthwhilo defining it
to set scme neceszary limitc, to underctand what HACHO's
cperations can accowplish, and to measure that accom=
plighaent. |

Croas Coorraphile Limits - "/1’

HACHO woriis in uwany f£lclds and should continue

to Go so Lo achieva ibs purpose of stimulataﬁgiaelf-
sustaining communlty dovelepuent. The danger of
- seattering ettenticn bocause of this can be counter=
aéted by accopting gcographic Linitations,.
| it aiso naikes sense if an approacia other than
'ACHO'a ig tried, on an experimeﬁtal basis, in another
part'of the country. This would permit a comparison 4
and testing of diffcrent CD or rurzl development toch-
nigues.
| It is proposed that the ACHD arca be liﬁited to
- that part of Haitl whdcl 45 north of the Artibonite.
Rivér and.outside of thae "ubanized" areas surrounding
Gonaives, Port-dae~Paix and Cap=iaitien. Ityshould .
also exclude those areas within the boundary which are
serviced by ODVA (Orsaniske de Developpement da la

Vallée de L'Artibonite).
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Anuex o = Page .36
This part of llaiti contains about half of Halti's

land mass and gonmewhat less than half of its total
\

population = porhsps 1,800,000 people (L9869 Ligures),

or 1,709,000 1f we cxclude the pepuliation of the major .
towns (1971 figurcs). It has the peorest land and psople
and the fewest towns per unit of lend erca. It 15 most
lacking in government services and land communication
routes, and its cconowmy 1g based on subslstance farndng.
The man-to=land ratio is cuch that cmmisration cutrof
the area or labor-intensive industrial employment geems
tha only way to roustore land to pfuductivity, |

Foctora Covernins tha kirsansion af Haghio#

wWitlidn these geographlc limits with it3 population

~of 1,700,000, iaCHO now Ls capable of =zcrving 390,000
 persons (Annex A, Teble), The depleoyment of the
existing five units is in the northuest quavtex of

- the area, and 1f ACHD 1s to scrve the romainder of

the area, it must either establish new units or expand
in a different mammer. Budgetary restraints, even the

ambitious projected $759,000/year, are likely to Eontinue

“and the coat of medical services is high.

Because of this and to dovelop its role as a -

repional developument organization, HACHO will have to

*within its areca. : -
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Anney D -~ Page 37
to inventory tho private and public developrent activities
/j//// in the northeastern and castern pazis of the srea.

provision of technical azaistance, minluial seed capllal

Throuzh

and above all, coordination, llalzson and plaaning, LG .

can extend its services with relatlively little oxtra cost.
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Dottt Dot oy wrgeand caticn Tasle

Fupulat' or T a2

tas. of Sections Nos. of Comrunity Councils Fopulation Taryet Nos, af ciai Fopelatior
Aurales Served Now Future (FY 77) 8 20%h of Total Habitatiang '
- . (3.NEM, Cigurks, 1671 u--leaspgggh
3 8 0 ¢ 2,500 127 11,5
7 65 65 11,400 521 /) BE G2
3 8 5 B 2,700 147 1,471
4 12 12 1,500 e ", 317
1 17 53 95 _ 13,100 | 554 Gt
2 o & 3,0 105 T,E
- 6 v 3,000 105 1,753
3 17 1 = | 3,005 128 2 1,005 o
1 (out of 6) 1 5 2,009 S 17,700
Z 18 75 5,000 176 A
8 19 2s @ | 1s,000 o ans 71,262
8 -} 2a . 24 - 6,000 a7 T 20 !
3 9 6,000 165 29,053
-1 (out of 8) - 2 a4 1,700 66 5,333
plus 1 habitation -
20 a5 . 61 23,700 1,010 241,161
8 24 \% 14,000 ) 703 71,705
3 9 @ 1,800 104 7,70
a 12 ¢ 2,300 262 1,707
4 12 © 5,000 170 20,705
15 | 61 23,100 1,239 S
| £ 17 ¢ cas : 77,900 3,526 o3
p % ‘T rLoet 3 Dossils per Suction durale. v Maristrst¥s census Pt ‘
Rt T, , ' o Thaier: oaE Evaluagyn et .
* v vnt wne tetal o7 e -
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