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ACTIONS REQUIRED

ACTION
OFFICE

ACTION
COMPLETION DATE

Major Recommendations Actions Required:

Immediate steps should be taken to start the
process to convert the FWC to a legally
registered NGO under local Llaws;

OEF and FWC should place top priority on the
development of an effective fund-raising

plan, including identifying and securing

donor grant funding resources, as well as
developing income-generating schemes - e.g.
cost-sharing arrangements with factory managers,
and service delivery on a fee basis to other
agencies, etc. - to allow the Center to

assume increasing responsibility for its
operating costs;

In view of fact that it has been determined
inappropriate to pursue construction of its
own facility at this time, project should
explore possibilities for collaboration with
other NGOs in developing a shared facility.

FWC Program:

Core Course - Initiate an on-going process of
documenting experiences, lessons learned, and
impacts of this Course to serve as supporting
material in funding proposals.

Micro-enterprize - To render the course more
realistic, the ptaject should consider recruiting
women/men engaged in micro-enterprise to serve

as training consultants.

Housing = Restrict involvement in this area to
preparation of working papers that may be of

use to agencies directly involved in the housing
sector.

7. Health - Incorporate material on AIDS disease

directly into the family planning course; under-
take a consumer demand survey to identify
subjects of priority interest to workers;
initiate an on-going process of documenting the
health program.

OEF/FWC

OEF/FWC

FWC

FWC

FWC

FWC

3/88

on—~going

on-going

completed

as of 7/87

3/88

11/87

3/88
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ACTIONS REQUIRED : OFFICE s:COMPLETION DATE
8. Literacy - Make special efforts to get factory : FWC : 11/87
owners and managers to finance the cost of : :
making their workers Lliterate. : :
9. Vocational Training - Identify priority : FWC : on-going
skills, that if improved upon through : :
training, may yield economic benefits and : :
implement pilot training sessions in these : :
skijlls. : :

10. Participation - a) Intensify efforts to : FWC : a) This is the
integrate workers more closely into the project, : : the projet's first
including incorporation of some workers as : : priority -~ Effort
monitors and as full decision-making partners : : in this respect a
with project staff; b) explore the possibility : : on going.
of collaborating with the Management Product- : : b) Will be
jvity Center in organizing joint sessions : : considered in
for workers and supervisors. : : due time depending

: : on the success of
: : workers into the
: : project.

11. Research & Evaluation - Complete the baseline : FWC Efforts in this

study being conducted under the project.

area are on-going



ABSTRACT

COSTS

USAID/HAITI
PAGE 4

ES #: 521-87-4

H. EVALUATION ABSTRACT
According to the terms of the Cooperative Agreement, the Mission provided $767
thousand to OEF International (the Grantee), beginning August 1985 through July 1988,
to establish a Factory Workers' Center (FWC, or the Center) in Port—au-Prince to
implement programs and activities, with the objectives of improving the socio—economic
conditions, promoting a process of self-determination and increasing the productivity
of factory workers. This mid—-term evaluation was conducted to ascertain whether or
not project objectives were still appropriate in light of the new socio-political
environment emerging after the overthrow of the Duvalier dictatorship. Evaluation
findings are based on interviews ronducted by the contractor with project staff,
beneficiaries, factory managers and supervisors, OEF and USAID personnel, as well as
representatives of other agencies. The contractor also reviewed information contained
in project files and sat in several training courses as an observer. The evaluation
was conducted during the course of two visits to Haiti by the contracter, February
14-18 and March 11-28, 1987.

The contractor found that project objectives are still sound, i.e., it is not a Lluxury
project, using scarce resources to assist a relatively privileged group of people.
Although average factory worker wages may be slightly higher than those for the urban
populatiorn as a whole, available household income distribution data provide strong
evidence that most beneficiary households are poor, even by Port-au-Prince standards,
and are not relatively privileged in terms of meeting basic household needs.

Operating costs were found to be relatively high because of reliance on comparatively
high paid staff to teach the courses. The cost-effectiveness profile of the FWC
should improve considerably with the phased takeover of teaching duties by lower paid
monitors. Although Lliteracy was not originally included as one of the course
offerings in the Cooperative Agreement, widespread illiteracy throughout the target
population, coupled with the Limited number of adult Lliteracy programs, compelled FWC
management to implement a Lliteracy course. Another important factor was the manifest
interest of factory managers in having such a service offered to their workers,
thereby providing FWC a means of entry into the factories. Unfortunately, the
interest and support of factory management for this program falls short of a
commitment to absorb part of the operating costs.

While it is yet too early to talk about total self-reliance and self-sufficiency, it
has already become apparent that the long-term institutional viability of the FWC will
be problematic. While both FWC management and the contractor are aware of this
problem, actions already taken - as well as those recommended - to address this
concern in the main are focused on securing grant funds from donor agencies.
Experience gained elsewhere in the establishment of service oriented institutions
indicates that the Center must put a high priority on generating its own funding
resources, through service fees and other charges. One of the lessons to be Llearned
from the preceding paragraph is that persuading factory managers to share costs for
services rendered on behalf of factory workers, will be a protracted process. In the
meantime, FWC must develop innovative fee-paying mechanisms to increase income, Llike
the measure proposed on page XIII of the report (recommendation IV.4) urging the
Center to consider making the raw data available for sale, upon completion of the
baseline study.

I. EVALUATION COSTS

1. Evaluation Team

Name Affiliation Contract Number OR  Contract Cost OR Source of
TDY Person days TOY Cost (US$) Funds
Simon Fass Project
2. Mission/0ffice Professional 3. Borrower/Grantee Professional
Staff Person-Days (estimate) 15 Staff Person-Days (estimate) 30

~
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J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS

Mission/Office: USAID/HAITI, DRE/EVAL

Title and Date of Full Evaluation Report: FWC Mid-Point Evaluation Report

1.

a)

b)

Date this summary prepared: 8/87

Major Findings

Despite the chronic social turbulence characterizing the post-Duvalier era, and
initial feelings of suspicion with which some factory managers and workers received
project staff, the evaluator concluded that the project thus far has proven to be a
laudable undertaking, in its demonstrated ability in achieving results through a
participatory approach to adult education, consciousness raising and self-empowerment
(i.e., promotion of feelings of self-respect, self-determination, problem-solving
skills, etc., in workers). This type of consciousness raising effort is evolutionary
and interactive by nature and requires time for concrete approaches, methodologies and
objectives to emerge. Project implementation experience gained from the past 18
months resulted in a rearrangement of initial program ideas, directions and
priorities, which brought FWC to place the highest priority on its training function,
and in particular on a participatory approach wherein training was understood to mean
efforts to encourage women to take more charge of various important aspects of their
lives, as distinct from more traditional notions of formal technical instruction. Of
importance also was the decision taken to facilitate delivery of social services, such
as housing, family planning, etc., to workers by other organizations, rather than
providing such services directly. Although considerable work still remains to be done
in identifying and prioritizing various kinds of training of interest to workers and
other areas, the process is already well underway, and there is every expectation that
the FWC will continue to function at the same high Level that characterized the Llast
18 months.

Worker participation in FWC programs thus far has been high. Dropout rates = put
within the context of the volatile, social circumstances of 1986, early
misunderstandings about the nature and goal of the project, and the rate of layoffs
and dismissals - are well within the bounds of acceptability. More important, as the
project has gained in implementation experience and its objectives have become clearer
to workers, demand for more and/or a greater variety of program offerings seems to
have grown. The motivations underlying this demand are uncertain, with survey
respondents providing a wide variety of reasons for their participation, including
specific interest in the subject matter and general thirst for knowledge. Whatever
the actual determinants, it is a fact that workers show up regularly, and that new
participants only require invitations before presenting themselves to the FWC.

v
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K.

ATTACHMENTS
1. Evaluation report

2. Evaluation Scope of Work (see evaluation report Annex 2).

COMMENTS BY MISSION, AND/OR BORROWER/GRANTEE

Center management was impressed with the overall quality of the evaluation report,
concurs with most of the recommendations, and intends to take appropriate steps,
during the coming months, toward a reorganization of the programs on the basis of the
recommendations. The Mission was likewise impressed by the report's informative
content and analytical approach, despite the fact that the contractor did not follow
the required AID evaluation reporting format, and omitted discussion of lessons
Llearned, and how project objectives contribute to the achievement of the Mission's
sectoral or program goals. In addition, typing errors were noted in the following
pages: II, IV, v, IX, 1 and 28.
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Abbreviations and Acronymns

Association des Industries d'Haiti

Banque de Credit Immobiliexr

Cooperative Agreement

a non-governmental assistance agency

assistance agency of the Catholic church

Centre de Developpement des Ressources Humaines
Cooperation Haiti - Neerlandais

Enterprise Pour la Promotion de Logement Social
a private consulting group

Fonds Haitien d'Aide a la Femme

Factory Workers Center

a factory in the assembly export sector

Haitian Association of Voluntary Agencies
Haitian Development Foundation

Institut Haitien de Statistique de & Informaticue

International Labor Office

Institut National de Formation Professionnelle
a factory in the assembly export sector
Mennonite Economic Development Associates
non-governmental organisation

Office National pour la Part1c1patlon et Education

Populaire

Private Agencies Collaborating Together

a private Haitian family planning agency
Statistical Packaae far the Sonial Seoiencecs
werld Hecolih/lan American Heallls Organizatlon

United Nations Children's Fund
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EXECUTIVE SUMMARY

Implemented through a Cooperative Agreement (No. 521-0182-A-
00-5038~00) between USAID and OEF International Inc., the purpose
of this project is to establish a Factory Workers' Center (FWC)
in Port-au-Prince that would initiate programs and activities
" focusing on improving the socioceconomic circumstances of
participating workers through upgrading of their skills and their
productivity as workers, on promoting a process of self-
determination among the workers, and on demonstrating to
participating factories that imprcvements in workers'
circumstances can contribute to improvements in factory
productivity. As will be evident in the following review of the
FWC's principal components, and notwithstanding my disagreement
with project staff on certain matters, at the mid-point of its
progress the FWC has thus far proven an excellent undertaking.

I. Construction of an FWC Facility

Although some progress has been made in securing land upon
which to construct a facility to house the FWC, as called for in
the Cooperative Agreement (CA), the high cost of an -
appropriately-sized building, uncertainty concerning the
prospects for long-term funding of the FWC, budgetary
coristraints, and the possibility of misunderstanding in the NGC
community about project priorities (because NGOs do not usually
Avn nropertyl all comhine +o cuggect that £he Y2 zhould nct
pursie ilie malles fulilter oun Lis own. Exploration of
possibilities for joining with other NGOs to erect a shared
facility appears as a more advisable approach.

IT. FWC Programs

Programs envisaged in the CA included.a Core (or Human
Resources) course, micro-enterprise training and assistance, a
housing component, health education and services, vocational
training, and development of training and related materials for
all the above. Priorities among these programs rearranged
themselves during implementation, with staff now placing
principal emphasis on participatory training and on encouraging
other organisations to provide non-training Services to factory
workers. Progress in some programs is ahead of progress in

others, but by and large they are moving along well.

a, Core Course

This course is the central focus of the whole project.
Through a process of participatory exchange among workers, the
purpose of the course is to heighten worker's self-respect; to
expand the range of life areas over which they can claim some
degree of self-determination; and to highlight areas where
cooperation among workers can prove more helpful than individual
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action or competition. Nebulous as such an agenda might appear
to outside observers, or even to participating workers, results
have been encouraging. For example, of the 60 workers who
registered for the three course offerings to date, 50 stayed with
the courses for the six weeks required for graduation. This
willingness of workers to participate regularly after long days
of work suggests that they value the course. At the same time,
staff efforts to refine each offering on the basis of lessons
learned 'in the previous one has made it possible for the most
recent course to accomplish in three weeks what took six weeks in
the first one. But beyond and more 1mportant than this show of
interest and demonstration of increasing efficiency, evidence
highlighted in Annex 4 suggests that the course can indeed
engender some p051t1ve impacts. All that is required with regard
to this course is continuation of staff efforts to further refine
it, and initiation of efforts to document experiences, lessons
learned, and impacts in systematic fashion.

b. Micro-Enterprise

The purpose of this course, now in progress with 18
participants, is to provide workers with knowledge that can help
them decide whether a business or investment idea r;_sound The
premise behind this offering is that some workers may find micro-
enterprise useful as means of supplementing their own factory

wages, of helping unemployed family members secure a source of
1qr~nmo, anﬂ of accnrwnr} coma flow Af incomo j_f *hny arz dismiczced
frowm their juiks. Although both stafif and perchpdntb seem
enthusiastic about the course, I voiced several reservations
about it that had less to do with the specifics of the course
than with the whole notion of training for micro-enterprise. As
in projects I have visited in other countries, including the
U.S5., staff responsible for teaching the course lack personal
business experience, and the OEF materials they rely upon do not
do justice to the dynamic complexity of ihe subject. The course
is therefore not realistic or accurate. Also, and this tends to
be normal when a course is offered for the first time, many
participants (none of whom have prior exposure to business) seem
to believe that course completion will facilitate access to
loans. It will not. Nor will it facilitate their leaving
factory work - an aspiration that most of them seem to share.
The situation, as I see it, demands: incorporation of actual
businesswomen to serve as training consultants; intensification
of staff efforts to dispel any misconceptions that participants
may have; and after completion of no more than two course
offerings, careful review of impacts before proceeding further.

c. Housing

Although the CA envisaged the possibility of linking with
pertinent organisations in order to facilitate workers access to
ongoing and planned housing projects, the scarcity of projects
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for which workers were eligible on the one hand, and the ill-
advisedness of having the FWC become dlrectly involved in
beneficiary selection for other agencies on the other, suggested
that the project should play a more limited role in this sector.
Preparation of research reports on worker housing
characteristics, designs of financial arrangements that might be
appropriate for workers, and other activities of a supporting
nature are all that the FWC should do with respect to housing.

d. . Health

Components of the health program outlined in the CaA
included: family planning, prenatal, and postpartum services and
education; provision of pharmaceuticals; and organisation of a
health referral service. Until now the project has put principal
emphasis on health education, registering 66 workers in three
family planning courses and turning out 60 graduates. This
course has been very popular, but apparently less because of the
"planning" dimension and more because of the general knowledge it
prov1des to workers about how a body functions. Because of this
experience, and because the potential role of the FWC in direct
service delivery and referrals is unclear, the project should
‘maintain its emphasis on education and at the sameVseek to
broaden the issues covered by the courses. This includes
incorporation of AIDS disease into the family planning course and
development of new courses that respond to other priority
CCOUCEInS 0L Workers (&.9. oCcupaciuinal healtll). Sysiematic
documentation ot experiences and impacts of health education
should also be initiated in support of funding proposals.

e. Literacy

Literacy training was not included in the CA but the
project's discovery that almost half of all workers in some
factories were illiterate, that there were few adult literacy
programs in tha city, and that factory managers were interested
in having such tralnlng offered to their workers (thus providing
the FWC a means of entry into factories), suggested that a pilot
program was warranted. The program started with 18 workers and
ended with 14, 10 of whom would probably obtain passable
competence in reading, writing, and counting after 150 hours of
instruction. My estimate from available data is that, excluding
front end investments in development of training materlals, a
literacy prograin can be conducted at a cost of about $100 per
worker, and that approximately 60% of participants could achieve
basic literacy at the end of 150 hours. Such figures compare
favorably with those of programs being implemented in rural
areas, and also suggest the level of cost-effectiveness that
other FWC courses can achieve once teaching responsibilities
shift from staff to monitors. What the project needs to do now
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is to document the experience, to seek funding for an enlarged
program (especially from factories), and to find an organisation
willing to implement the program in collaboration with the FWC.

f. Vocational Training

Ideas for vocational training mentioned in the CA have not
been pursued. Reasons include staff preoccupation with other
priorities and lack of support from factories. Workers were
interested in such training, but the skill areas they identified
(e.g. embroidery, pastry making) were for the most part those
already offered by hundreds of public and private domestic
education centers in the city, and that have no obvious
connection with employment possibilities inside or outside the
industrial sector. Moreover, major organisations like the INFP,
the national vocational training institute, are struggling to
define the meaning of appropriate vocational training for Haiti.
Skill areas traditionally associated with such training appear to
have no more connection with labor market realities than those
covered by domestic centers. Given the situation, staff and I
discussed the possibility of working with workers to uncover
"life skills", like first aid and house repair, that may provide
economic benefits (indirectly); and then of developing pilot
courses with other training institutions for the workers. The
FWC will pursue this approach further in coming months.

g. “raining Materials

Development of training materials is a continuous process in
the FWC, as is the process of revising them in light of the
experiences acquired in the classroom. A minor difficulty this
posed for staff was the inconsistency between what they were
actually doing and what they thought they should be doing. While
they believed that they were supposed to be preparing training
"manuals" on specific subjects, they have actually been
developing what I prefer to call a training "resource file."

This file contains major sector headings, like health, within
which there are subheadings or chapters on specific subjects like
contraception or occupational health hazards. Moreover, the
contents of the file are in constant change as materials are
added, dropped, or modified. Also, unlike manuals, the file
provides the possibility of assembling chapters and sectors in
different ways to suit different audiences. Because this
.approach is not only consistent with what staff liave been doing
but also what the project requires, staff and I agreed that the
idea of manuals should be abandoned and replaced explicitly with
the concept of a resource file.
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IIXI. Participation

Because the guiding philosophy of the project is structured
around concepts of active participation and self-determination of
workers, and because project staff take this approach very
seriously (as contrasted with mere lip service often given to
such statements), the matter of participation is of great
importance. Eviderce available suggests that considerable
progress has been made in this regard since inception of the
project. There is no shortage of sustained interest in FWC
programs among workers, and demand by them for more and/or a
greater variety of offerings has grown. Because the challenge of
promoting participation is formidable in a country lacking
participatory traditions (indeed, with a tradition of suppressing
it in recent decades) and divided along social class lines, a
circumstance compounded by the more universal culture of
professional-client relationships, further progress will require
intensification of staff efforts to incorporate workers into the
daily activities of the FWC. Such efforts may include using
vorkers to select new participants (rather than having it done by
factory managers), shifting attention from expanding the number
of participating factories to expanding the share of
participating workers in a lesser number of factories,

- encouraging more workers to become monitors in FWC programs and

to .act as full decision-making partners with staff, and exploring

possibilities for joint training sessions with the Management
roductivity Center which is now nraviding training o foctoxy
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IV. Research and Evaluation

In the interest of gathering broader quantitative
informaticn on factory workers and of evaluating project progress
and impacts, the CA incorporated a research and evaluation
component into the FWC. An early activity here was a baseline
socioeconomic study that surveyed 265 workers. Conditions during
the survey period were difficult, but the project collected what
appear to be data of high quality. Unfortunately, lack of
appropriate expertise within the project at the outset not only
prevented rapid translation of the data into useful information
and analytical reports by staff, but also served to misguide
efforts that were made to secure necessary expertise from outside
to train staff and to conduct certain analytical tasks.
Clarification of this situation emerged for discussion during *“he
evaluation, and with revisions made to simplify and focus the
tasks of research staff, the work is once again on track.
Included among these revisions are a small survey to correct
certain inconsistencies in the baseline study, replacement of
future baseline surveys by one covering past and present
participants In the FWC, a reallocation of analytical
responsibilities among staff and consultants, extensive
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streamlining of evaluation activities, and replacement of a
- "productivity" impact study by a smaller and more manageable
worker output study.

V. Implementation Plan

The project is moving ahead more or less on schedule, but
its timetable requires a comprehensive revision in light of
changes that have taken place in programs and priorities among
activities, and in the light of budgetary constraints.

VI. Proiject Staffing

The number and qualification of project staff are adequate
for FWC needs at present. The project nevertheless seems to
require somewhat more attention to efficient use of its human
resources with respect to allocation of tasks. It also seems to
require intensification and acceleration of efforts to recruit
and train monitors to take over training and other activities
that have been implemented by staff and consultants until now.

VI. Advisory Committee

- The first meeting of the Advisory Committee took place
during the evaluation. The 15 members of the Committee, drawn
from the sectors of government, education, housing, health,
inaustry, ana law struck me as both highly comnetent and highlv
motivated to assist the FWC. They constitute a valuable addition
to FWC resources, and should serve well as counselors and as
members of the project's Board of Directors when it
institutionalizes itself as an independent Haitian NGO.

VIII. Institutionalization

Efforts to begin the legal paperwork associated with
converting the FWC into a self-standing NGO should start very
soon. But more important is the need to focus energies on
securing funding to carry the project beyond the scheduled
expiration of the USAID-OEF CA in July 1988. To date the project
has secured the promise of $28,000 in grants from PACT, Citibank,
the Canadian Embassy, PROFAMIL, and the Hewlett Foundation. This
is a good beginning, but relative to current project expenditures
of $13,000 per month (excluding OEF overhead), it is evident to
staff that morz needs tu be done. To :hat end, the project has
given fund-raising its highest priority, both in terms of efforts
by FWC staff in Haiti and efforts by OEF staff in the U.S. This
"priority is manifest in earlier discussions where I mentioned the
need to produce documentation on programs in support of funding
proposals.
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IX. GCeneral Project Management

Financial and administrative management appear sound.
Issues warranting attention are: the need for a revised budget
to indicate the exact status of resource commitments relative to
requirements; the need, noted earlier, to recruit monitors for
program implementation and thereby move the project to a more
appropriate level of cost-effectiveness; and a need for a second
staff retreat (the first took place inzéanuary 1987) to identify,
discuss, and resolve matters of organiSational and administrative
dynamics associated with participatory management. These
suggestions should not detract from my statement about the
essential soundness of management. Staff of the FWC and OEF are
to be commended for their patience, competence, and dedication to
the project, and for making it accomplish as much as it has in
the face of numerous barriers to progress.

X. Other Matters

Finally, as detailed in Annex 3, USAID has requested my
response to four sets of questions concerning the project. The
first is whether the FWC is an appropriate mechanisms to upgrade
worker skills and living conditions relative to altermpAtives, and
whether it is cost-~effective. Alternative mechanisms include
USAID support of other agencies already active in providing
micro-enterprise training, health eduCatlon and serv1ces,
literacy prograns, wvocaticonal -~“*“*“3, G r&3earcCii. wlielhel
ailways praciical I cannot say, but it is relatively certain that
there are many organisations willing to at least explore the
possibility of developing programs for factory workers with
additional funding. But this is not to suggest that such alter-
natives and the FWC are necessarily mutually-exclusive. No
matter which organisations might be involved, every one of them
would have to replicate what the FWC has already done in terms of
starting from the beginning with new materials and teaching/-
research practices. In a sense, especially if the. FWC refrains
from engaging in direct service delivery, the project has done
some of the basic homework for other agencies. In that sense it
serves as a complementary activity to service agencies, and
strikes me as doing appropriate work. In addition, it is
difficult for service agencies with narrow agendas to focus
largely on a particular group of women, to engadge in very serious
efforts at participation and integration of beneficiaries into
the decision-making process of the agency, and to allow the
beneficiaries to direct the agency all at the same time. These
things are important in their own right in a country where
"targets," especially women, are rarely asked to voice opinions
on whether or not they want or need particular services. 1In
giving people such voice, I cannot but think that the FWC is very
appropriate. Its costs are high at th= moment, but with efforts
to add monitors in coming months, it should achieve a level of
cost-effectiveness as appropriate as the substance of what it

. does.
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The second set of questions asks whether the FWC is a
"luxury" project, using resources to assist a relatively
privileged group of people. Although average factory worker
wages may be slightly higher than for the urban population as a
whole, the distribution of income among worker households
described in Annex 5 provides strong evidence that most are poor
even by Port-au-Prince standards, and that most of these poor
households are very poor. That is, factory workers are spread
across a cross-section of the city's low-income population. They
are not relatively privileged in terms of meeting basic household
needs, and the FWC is therefore no more a "luxury" undertaking
than any other project oriented to the city's poor.

The third set of questions asks why women showing potential
have not yet received special training for leadership roles in
"the project. While staff remain committed to such training and
will move forward with it, progress to date has been slowed by
preoccupation with other priorities and by the inherent
obstacles to participation and integration mentioned in Section
III, above.

The last set of questions, to some extent already answered
in response to the first set, asks whether the FWC is
facilitating access to service programs or is attempting to
create new ones - thus duplicating what already exists. The
project's current image of itself is that of a training/research
entityv only, with the i~cuc cf zexrvicos confined to
ideutificatioun ol service needs and advocacy on behalft of workers
to encourage provision of the services by other organizations.



SUMMARY OF RECOMMENDATIONS

The findings of the mid-point evaluation, synthesized in the
foregoing Executive Summary, yields 43 specific recommendations,
as follows:

I. anstruction of an FWC Facility

1. the project should not pursue construction of its own
facility at this time; and

2. it should nevertheless explore possibilities for
collaboration with other NGOs in developing a shared
facility in the future.

II. FWC Progran

a. Core Course

1. staff should attempt to highlight from the outset
how all the elements treated in the course can
serve to increase income of workers;

2. they should explore the possibility of eliminating
the self~standing Core course and then replacing
it with a Core introduction to all other courses
offered by the project;

3. to further the process of building trust between
staff and participants, workers should be
encouraged to reverse roles and organize a Core
course for staff; and

4., staff should initiate an ongoing process of
documenting the experiences, lessons learned, and
impacts of the Core course to serve as supporting
material in funding proposals.

b. Micro-Enterprise

1. to render the course more realistic, the project
should recruit women already engaged in micro-
enterprise to serve as training consultants;

2. continued efforts by staff are required to dispel
the notion among many participants that completion
of the course would facilitate access to project or
other donor agency loans;

3. planned sessions cf the Zore coursc that wili be
oriented to transferring "soldes" into credit
union type funds should be incorporated into the
micro-enterprise course; and

4. the project should carefully assess any negative
impacts of the present and the next course before
committing itself to more than two course
offerings.
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c. Housing

1.

the project should restrict its involvement in this
area to preparation of working papers and other
documents that may be of use to agencies directly
involved in the housing sector.

d. Health

1.

in addition to the special seminar which it has
already organized, the project should incorporate
material on AIDS disease directly into the famlly
plannlng course;

prior to launching new types of health courses,
staff should undertake a consumer demand survey to
identify subjects of priority interest to workers;
the project should intensify its research effort on
occupational health in the industrial sector;
staff should immediately discuss with PROFAMIL the
possibility of re-orienting funds presently ear-
marked for an FWC family planning service, to
reproductive health education;

a strategy and timetable for delivery of different
types of courses over the life of the project
should be developed and incorporated into the
overall implementation plan; and

for the same purnoses as nnted in recommenda+ion
a.2, the project needs to initiate an ongoing
process of documenting the health program.

e, Literacy

1.

2.

documentation being developed in support of funding
proposals should be comprehensive; and

every effort should be made to convince factory
owners and managers of the desirability of having
factories finance all or a significant portion of
the costs of making their workers literate.

f. Vocational Training

1.

in collaboration with workers, staff should seek to
identify priority daily life skills that, if
improved upon througn training, might yield
economic benefits;

as these priorities become evident, staff should
identify local resources available to provide, or
to assist in the provision of requisite training:
pilot training sessions in skills eliciting
greatest worker interest should be implemented
within the project;
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III.

Iv.

g.

4. such sessions need to be fully assessed and
docurented, and if appropriate, staff should
develop funding proposals on the basis of the
experience for submission to interested
organisations; and

5. all such documentation ought to be shared with
public and private organisations already engaged
in providing vocational training.

Training Materials

No formal recommendations are offered on this subject,
although I note that staff efforts to shift from a
'manuals" approach to a "resource file" approach in
developing materials are appropriate.

Participation

1.

2.

past and present participants should be encouraged to
select and invite new participants into FWC programs;
staff need to intensify efforts to integrate workers
more closely into the project, including incorporation
of some workers as monitors/animators and as full
decision-making partners with FWC staff;

rather than attempt to maximize the numbers of involved
factories, the project should focus on increa51ng the
share of workerg Arawm from current p:rt.‘..:l“‘t...“:,
factcories while al tlue same Line adding a few more to
the current list; and

the project should explore the possibility of
co11aborat1ng with the Management Productivity Center in
organlzlng joint training sessions for workers and
supervisors.

Research and Evaluation

completion of the baseline study should be a top
priority for the project; :
consideration should be given to conducting a second
baseline survey in January, this time restricted to
past and present participants in the FWC;

even without awaiting completion of the baseline study,
another priority should be extraction and analysis of
data on topics deemed important by staff;

up~n completion of the baseline study, the project
should consider making the raw data available for
sale;

responsibility for supervising preparation of
autoevaluations by monitors should be taken over by
the Project Director or Training Coordinator;
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VI.

VII

VIII.

IX.

the "global" evaluation should be replaced by
systematic efforts to document stories and anecdotes
of workers that suggest possible program impacts;

the entrepreneur survey should be conducted face-to-
face; and

if still deemed essential by the FWC and USAID, and if
complete and willing cooperation is forthcoming from
factories, a small worker output (as distinct from
productivity) study should be implemented.

Implementation Plan

Beyond notations concerning revisions to specific line
items, no formal recommendations are offered on this
subject. :

Project Staffing

Recommendations on this subject are integrated into Section
IX, below.

1.

1.

2.

3.

. Advisory Committee

staff should share all documentation prepared for
genercl diffusion with every mamber of the Committee
for information, review, and comment; and

Lbetween Ioiwal meeiinys oL the committee, start shoula
seek counsel as approprizte from individual members.

Instituttionalisation

the project should immediately incorporate the FWC as a
legal NGO with independent status:

top priority must now be placed on seeking additional
funding; and

the search for funding should include a coordinated
strategy between the FWC and OEF.

General Proiject Management

1.

FWC and OEF staff should immediately determine the exact
status of the project's budgetary commitments, and then
develop alternative strategies for adjusting lines in
manners that will assure completion of j:ey project
activities; and

the project should organize a one-week seminar or
retreat to identify, discuss, and resolve any
difficulties associated with organisational and
administrative dynamics in the office.
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INTRODUCTION

As set forward in Cooperative Agreement No. 521-0182-A-00-
5038~00 (Non-Governmental Support III, Input No. 7) between USAID
and OEF International Inc., the purpose of the project is to
establish a Factory Worker's Center (FWC) in Port-au-Prince,
Haiti, that would undertake activities and programs focused on
improving the socioeconomic circumstances of participating
workers through upgrading of their skills and their productivity
as workers, and through promotion of a process of self-
determination. By these means the project also aims at
demenstrating to participating factories that improvements in the
socioeconomic circumstances of workers can contribute to
increased factory productivity. :

The Cooperative Agreement (CA) became effective on August 2,
1985, and is scheduled for completion by July 31, 1988. This
report contains the formative, mid-point evaluation of the FWC
project called for on page 7, attachment II, of the CA. The
report is based on interviews I conducted with the individuals
noted in Annex 1, and on ma2terials I collecteg/ﬁuring two visits
to Haiti (February 24-28 ag&'March 11~-28, 19€6) and one visit to
Washington (April 1-4, 198 ' '

Organization of the repcrt parallzls the organization of
issues and evaluative nnpcfwonc nnsed in my terme of reforonoo

{Annci 2, FE. 2 25, a:‘.d in an addendun. inlrodueed Ly USAID Lu
those terms of reference (Annex 3). As closely as time and

practicality would permit, my work follcwed the methodeclogy for
evaluation outlined on rages 9 and 10 of the terms of reference.
I performed a critical review of the project's documentation. I
held rzny individual and group interviews with staff,
beneficiaries, factery managers and supervisors, OEF and USAID
personnel, and representatives of a large assortment of other
institutions. I reviewed data collected on project activities.
And I visited several ongoing training courses.

The evaluation process did not exactly conform to all five
steps suggested in the terms of reference. Specifically, the
Evaluation Committee did not include a factory manager during its
three formal meetings. Scheduling was the problem here, and I
therefore met with the manager separately to glean his inputs to
the process. Also, the four beneficiaries in the Committee did
not participate in the design workshop, though they were present
during two data analysis and recommendation workshopa. By and
large, however, the evaluation retained its part1c1hatory
character, with all principal actors represented in all key
phases of the process.



Because a participatory evaluation does not necessarily
imply agreement or consensus on all issues treated in the
process, there are places in the report where the reader may note
differences of opinion concerning what the project should or
should not do, and where I note that my opinion differs from that
of others. The recommendations I put forward are therefore not
always sustained with broad agreement zmong individuals closely
associated with the project. This should not imply that I insist
upon adoption of such recommendations. Insistence would be
counterproductive for a project that prides itcelf on
participatory design, management, and implementation. The
recommendations remain in the report only as a record of 1deas
exposed during the evaluation process.

The fact that I may disagree with others here and there must
not overshadow my strong conviction that the FWC has thus far
proven itself an excellent project. Prior to the evaluation I
doubted that I could arrive at such a conclusicn. I shared the
widespread notion that the target population, factory workers,
represented a relatively privileged income group that did not
warrant donor attention. The nature of the project also seemed
very nebulous, especially given its stated goal and purposes.
For example, how could one reconcile an effort at what looked
like "consciousness raising" (or so it appeared to me) with
employment expansica?

Dut thrco weeks of luuweislun in Lae substance of the errort
has maae me a believer not only in what the FWC is trying to do,
but alsoc in its demonstrated capacity to actuzlly achieve results
through a participatory approach to adult education. I commend
the USAID mission for having elected tc support this project, and
OEF for having organized it. I most ecspecially wish to commend
the FWC staff for the energy and dedication they have invested,
often under very difficult circumstances, into making the project
work in such a brief period of time.

I. CONSTRUCTION OF AN FWC FACILITY

The Cooper-tive Agreement called for the FWC to build a
facility of abc.t 1200 square feet on a site close to or inside
the industrial zone. To this end the project searched for a
suitable parcel a1 : was eventually offered one cf 1200 sguare
meters for a price of $15,000. Thereafter, the Minister of
Finance agreed in principle to have the governmnent purchase the
parcel and then have it leased to the FWC, an operation that would
bring the annual cost of land to a small fraction of its purchase
price. The Bureau des Contributions is presently, or will soon,
examine the case in order to determine an appropriate land rent
rate. The Bureau is slow on such matters, and an answer is
unlikely to be forthcoming for at least six more months.
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Although the parcel may eventually fall into FWC hands,
construction strikes me as ill-advised at this time, for four
reasons. First, a minimally adequate facility of 400 square
meters would cost $80-%100,000. The project budget has $40,000
available for construction. Therefore, without additional
financing, construction of an appropriate facility would prove
feasible only with participation of other agencies having
" interests in a location within the zone.

Second, prospects for additional funding of FWC programs
beyond the next 12 months are uncertain. Investment in a
facility implies a certain degree of permanence in a project.
Without clarity about the longer~term survival of the project,
the wisdom of making an investment of this type is not evident.

Third, as I note in sectlon IX, below, the project is facing
current budgetary constraints which may demand that funds
earmarked for construction be reallocated to other essential
programmatic uses.

Finally, general practice among non-governmental agencies,
especially newer ones, is to rent rather than own property.
Aside from the inherent advantages in terms of cost-effectiveness
(e.g., the project pays $7000/yr. in rent, or one-twelfth the
cost of building), NGOs are by common conception supposed to use
resources for services rather than property investment. Few NGOs
in Haiti own property, aud construction of an FWC facility miahg
send out inappropriate messages to the NGO community about
project priorities.

None of this suggests that there is no need for a much
better service facility in the zone, but under present conditions
I do not think that the FWC ought to take a financial leadership
role in the matter. 1In this context I make two recommendations.

Recommendations

1. The project should not pursue construction of its own
facility until such time as its long term financial circumstances
become much clearer. .

2. The project should nevertheless explore opportunities
for collaboration with other NGOs (or government agencies if such
"collaboration does not undermine the pooject's credibility) with
regard to construction of a shared facility that can offer a
multiplicity of services to industrial workers.



II. FWC PROGRAMS

The CA outlined several possibilities for program
interventions on behalf of women workers. These included a Core
or Human Resources course, micro-enterprise training and
ascsistance, a housing component, health education and services,

. vocational training, and the elaboration of training and related
materials for all the above.

Experiences over the first 18 months of the project, which
included simultanecus assessments of worker preferences on the
one hand and practical feasibility on the other, and changes in
the political order of things in Haiti, yielded a rearrangement
of initial progyram ideas, directions, and priorities. -In
generzl, the experiences suggested that the project place highest
pricrity on its training function, and in particular on a
participatory approach wherein training was understood to mean
effcrtz to enccurage women to take more charge of various
imrcrcant aspects of their lives (as distinct from more
trzditional nctions of formal technical instruction). Of lesser
significance but important nonetheless, a second priority came to
be efforts to bring services rendered by other organizations to
the workers. The 1ldea that the project should directly provide
non-training services in the near term (i.e., the next 12 months)
is no longer present; although the door remains open to eventual
rravician of cpch zervicec in the lengar tarm.

This sense of prioritization was not self-evident when I
arrived for the evaluation. It became clearer to staff and
mysclf as we discussed the matter over the course of several
weeks. Having been party to the process of arriving at this
arrangenent of priorities, I-cannot but concur with it.
Considerable worl remains to be done with respect to identifying
and prioritizing various kinds of training of interest to workers
that the project might wish to pursue, and to securing the
interast of service-oriented institutions in extending their
reach to address factory workers. But this work is of an
evelutionary and interactive nature, requiring ongoing dialogue
with workers and pertinent institutions. It will take time to
bring to full fruition. The process, however, 1s underway and
well in hand, as should be evident in the follecwing summary of
the status of each program mentioned in the CA.

a. Core Course

The Core or Human Resources course, developed primarily from
two OEF training manuals, Women Working Together and Navamanga,
is the central focus of the whole project. Through a process of
participatory exchange among women, including staff, the
objectives of the course according to the CA, among other
purposes, are: to heighten the level of self-respect among
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workers; to expand the range of areas over which workers can
claim some degree of self-determination; and to expand the number
of life areas in which women might find it helpful to work
together rather than alone or in competition with each other.
This kind of agenda is inherently nebulous, and would seen
potentially troublesome in a poor country where people have come
to expect that programs and projects sponsored by donor agencies
will provide them with some kind of material or otherwise
tangible benefit. As one might expect in the circumstances, the
course faced some difficulty in organizing itself around the
expectations of workers, and in communicating its purposes to
then.

The first core course, lasting from May 26 to July 11 with a
midstream interruption, started with 21 women from Athletic
Equipment and two from Foster Parents Plan and ended with 21
graduates. This show of sustained interest by the vast majority
of initial participants was surprising to me, particularly in
light of several difficulties encountered during implementation.
For example, presentation by staff of an overview of the whole
project at the outset of the course reinforced the preconception
among some workers that their participation in the course would
eventually result in their receiving material benefits like
"health services, credit, etc. Among workers who could make the
dictinction between the whole project and the course, others
reported that they were nonetheless frustrated by a sense that
tne coursz2 would not lead them "anvwhere." Thece diffioultinc
could not have been extraordinary because the evidence indicates
that most workers extracted something of value from the course.
A manager in Athletic Equipment reported that for a period of six
weeks after completion of the course, i.e., before the gains made
in the course were wiped out by (what I interpreted him to imply
was) the divisive atmosphere of the factory floor, the workers
were lively, animated, cooperative and polite to each other and
toc supervisors. That something positive and productive had
happernied during the course was clear. Exactly what had happened
renained unclear, as did the specific reasons for the return to
"normalcy" after six weeks. But the most telling fact was the
willingness of so many of the workers to devote an hour or two
after work for active participation in discussions on issues of
importance in their lives--issues not always directly or
immediately concerned with material benefits. To the extent one
can argue that actions speak louder than words, the actions of
the workers suggest that the first course was well received.

Processes in the sacond course (August 11 - September 17)
were similar. In this instance 20 workers from Automatic
Acusonic started the course and 17 completed it. Above and
beyond complaints about lack of tangibility, some workers
reported that the staff's efforts to introduce games as "ice-
breakers" in the course led a few to think that it was not a
serious undertaking. A serious course was supposed to look and
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feel like a school classroom. The effects of the second course
nevertheless appeared more durable than for the first offering,
with managers and workers I spoke with still noting the presence
of changed habits in worker interaction almost six months after
completion. The factory was in the electronics sector, meaning
that workers were better paid and more educated than at Athletic
Equipment, anc that labor-management relations tended to be
relatively more progressive as well. The more durable effect may
have therefore resulted in part from more propitious
circumstances in the post-graduation period than was the case in
the first course. Efforts by staff to improve the quality and
content of material, including introduction of human rights and
legal issues, and the quality of instruction, may have been
equally or more important.

The third course (November 10-21, January 26-February 17),
although interrupted by more political turmoil in November and
causing a higher dropout rate, was according to staff the best
offering to date. Seventeen workers from Quality Products
started the course, and twelve graduated. By this time staff was
making every effort to clarify that the course offered nothing
material, and that it was about how to live, how to talk to
people, how to carry oneself in public, how to tolerate the
faults of others, self control, and group dynamics. At the same
time, staff reduced the number of introductory "get-together"
sessions and were thus able to reach the point where issues of
potential meaning to workers, like human and legal rights, conld
be introduced much earlier in the process. Early arrival at such
issues-oriented sessions were important not only because they
were important issues, but also because the otherwise vague
concepts of sc¢lf respect, self determination and cooperation
obtained meaning in the context of such issues. That is, by
revealing its pertinence to workers much sooner than in the
second offering, workers had less basis for.voicing complalnta of
the types encountered earlier.

Plans for the fourth course involve a further increase in
time-efficiency, with ten sessions over three weeks devoted to
introductory material wherein workers develop their capacities
for relatively uninhibited self expression, -and the remaining
three weeks devoted primarily to legal and health issues that
workers in previous core and other courses found interesting.

Althougi. each offering nas had its share of difficulties,
the very important observation I extracted from the review was
the rapid process by which staff have modified the course to make
it less troublesome, more interesting to workers, more efficient
in terms of the time required to get workers to express
themselves, and, as noted here and there in Annex 4, more
effective in yielding identifiable impacts (however predictable
or unpredictable such impacts may be). Indeed, I am very much
impressed by the fact that it takes only about three weeks to get
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workers to speak out about themselves and their circumstances,
about what is more and less important in their lives, and about
the areas in their lives where cooperation may prove more helpful
and effective than individual action (or inaction). Whatever
skepticism I may have had about the merits of this course prior
to the evaluation, it is gone entirely. 1Indeed, I now believe
that the Core course is the most important component of the FWC
effort. With that conclusion in mind, staff and I discussed
various ways and means of rendering the core course still more
effective, with the result of the discussion taking the form of
four general recommendations.

Recommendations

1. Because one may surmise without too much risk of error
that a dominant need of most workers is income, or more
precisely, money, staff should attempt from the outset to
explicitly link all elements of the Core course with that need.
There seems to be little in the course that cannot bhe tied
directly or indirectly with the need (e.g., how getting to know
each other can lead to tangible forms of mutual help one day, how
worlking together can yield such things as wholesale rather than
retail purchasing cf food, how carrying oneself in a factory can
sufficiently impress management to accede to individual or
collective requests for positive changes or certain additional
services, and so forth). The same applies to issues that might
be ralsed in che course (e.q., collLaporation makes access to
legal services less costly, self determination and action on
matters of health in the short term reduce outlays in the longer
term, etc.). The essential premise of this recommendation is
that so long as workers have a need for tangible benefits, there
is good reason to highlight how the course can address the need
in more ways than they can presently imagine. This kind of
applied approach might encourage greater interest from the very
first day of the course.

2. Because the experience to date has revealed that effective
progress with workers can be made within about three weeks, the
need for a self-standing Core course may not be as evident as it
appeared at the outset of the project. And because Core
material, including the method by which it is conveyed, is the
essence of what makes the FWC unique in its approach to training,
it should be a prerequisite to all other courses. That is,
instcad of hawving a Core course and thzn separate additional
courses, I recommend that staff explore the possibility of
organizing every topical course so as to have a 3 to 4 week Core
introduction, followed by 3 to 4 weeks (or perhaps slightly more)
of training in health, micro-enterprise, law, and so on. In this
scenario, workers who have not been in any course would obtain
the Core no mitter what the topical coinponents might later be,
.and workers who have had the Core introduction in other courses
can join the topical component of a new course after the
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introduction has been completed. This suggestion may or may not
be practical, but I do recommend that the project give it serious
consideration.

3. The Core course has made great strides, but I sense that
there still remains a substantial barrier separating staff from
workers. Whether this results from a socioeconomic class
distinction, from an implicit professional-client or patron-
client relationship, or from some other factors, I cannot say.
This is a general phenomenon affecting all project components,
but one road towards reducing its effect presents itself within
the Core course. Specifically, I recommend that the project
attempt to encourage workers to design and implement a Core
course for staff. This role revercsal may help staff become
better acquainted with workers, and may encourage workers towards
even earlier manifestations of self expression than is now the
case.

4., As part of a process of preparing documentation in
support of the search for funding of other FWC components like
health or literacy, staff should prepare material which:
synthesizes the experiences of the first three or four Core
courses (noting how purposes, procedures, and worker reactions
changed over time); draws out the lessons learned; highlights the
advantacas of the course in cultivating participatory learning;
and identifies the kinds of impacts that occur when Core material -
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"b. Micro-Enterprise

As envisaged in the CA, the project initiated a micro-
enterprise training course in February 1987. Participants
included 8 workers from Automatic Acusonic and 10 from Quality
Products. Subsequently, 4 workers were laid off by Automatic
Acusonic, leading to the possibility that enrollment might drop
from 18 to 14 before the scheduled end of the course in April.

The course material, adopted primarily from an April 1985
document prepared by OEF, "Faire Une Etude de Factibilite,"
appears appropriate for the purposes of the endeavor, which is to
help women decide whether a business or investment idea is good
or not, and my interviews with participants revealed considerable
interest in, and enthusiasm about the subject. I nevertheless
expressed four reservations to staff a2bout the premices,
orientations, and substance of the effort.

The first of these reservations was the limited
qualifications of project staff. Although ably qualified to
present and discuss the material, the two staff members
responsible for teaching the course have no experience in
business, micro-enterprise or otherwise. By itscelf this
limitation would not present a difficulty if workers had some
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business experience. In such an instance theories about how to
carry out a feasibility study expounded upon by staff would
constitute a useful exercise in formalizing and making explicit
what workers would already understand informally and implicitly.
The course would thus represent a refinement upon existing
knowledge and skills of participants. Indeed, much of the OEF
material on this subject seems ideally suited to women already
active in the informal sector. But the women in the course do
not have the experience. Consequently, the course remains highly
abstract and oversimplified. It misses much of the daily dynamic
complexity and intense competition that characterizes micro-
enterprise activity, and therefore conveys much less information
than is really required to assess the practicality of a business.
It is not a realistic or accurate introduction to the subject
matter.

liy second reservation has to do with the perceived
orientation and purpose of the course. Participants I talked
with, bayond expressing a general thirst for knowledge, suggested
thaet their prime interest in the course was to find a means to
ecscape the oppression of factory work. They preferred to work
for themselves so that their earnings could better reflect the

- level of thought and energy they invested into their work. They

also recognized, accurately I think, that average earnings from
independent micro-enterprice were generally comparable to factory
wages, The course, in this context, was perceived by most women

. 4
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as a wvehimlae hy which thew could cnc day akbandon thell jubs.

Suwme stall, Uibuyll nul Lile ones teacnl:lg the course, shared this
perspective.

The problem here is that this perspective is not the one
which the two instructors are trying to promote. Their notion is
to empower workers with knowledge that might help some to
evaluate the rossibility of developing secondary income sources
(for themselves or for other members of their families), others
to assess the feasibility of business as a solution to shortfalls
in income associated with temporary layoffs or dismissals, and
still others to assess investment ideas in the event of finding
themselves with "excess" funds. Multiple interpretation of the
same phenomenon is normal, but in this instance, especially given
what I consider a course offering very oversimplified content, it
seems essential that the perspectives of workers and instructors
come closer together.

The third reservation has to do with the idea held by staff
and beneficiaries that participation in the course can by some
means or other be linked to ongoing or proposed small-enterprise
credit schemes. My conversations with representatives of FHAF,
HDF and MEDA, all of which are active in lending to small enter-
prises, yielded a conclusion to the effect that opportunities for
lending to individuals without business experience, and who are
not actually engaged in a business that is at least two years
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old, are almost nil. Only factory workers with active sideline
business activities stand some chance of obtaining credit from
organizations like the ones I contacted. For other workers, as
is discussed during one session of the course, starting capital
imust come from personal savings, transfers from family and
friends, or commercial lenders. Retention of the notion of a
potential link to small-enterprise credit projects may misguide
participants. Indeed, it would be prudent to cultivate the idea
that opportunities for such loans are practically non-existent.

My last reservation concerns the relationship between the
course and the intense level of micro-enterprise activity carried
out by women on Port-au-Prince. Haiti has one of the highest
rates of female labor force participation in the world, and I
would hazard a guess that of the roughly 300,000 working women in
the city, 150-200,000 may be engaged in micro-enterprise of one
tyre or another. Competition for sales between them is
extraordinarily intense. As a consequence, in theory at least,
one may view attempts to add still more competition (by helping
factory workers enter the market) as an effort which operates to
the detriment of those already in the market. That is, in trying
to assist factory women, the FWC may be indirectly hurting other
wemen who are engaged in micro-enterprise. This relationship may
be more conceptual than real, but it raises the issue of the
appropriateness of the course within the project's broader agenda
of assisting all women rather than a particular subgroup.

At this point I must emphasize three things. First, my
reservations about the course are not specific to the project. I
have encountered this situation more times, in more countries,
and at more different levels than I care to think about. I have
congistently arqgued against such courses wherever I have been
asked to render an opinion, be in India for the World Bank,
Tunisia for USAID, or Minneapolis for the Small Business
Administration, and always for the same reasons: trainers do not
know enough to convey useful information, and training materials
do not broach the subject realistically. '

Second, project staff and I are more divided in our opinion
of the merits of this course than on any other component of the
project. I believe the course (including OEF material) highly
inappropriate. They believe it to be very appropriate and
recessary. I believe they are wrong, and that the course should
he tarminated. They belicve I am wrong, and that the course
should be maintained, strengthened, and expanded.

Third, my opinions and my dispute with staff, in the context
of a participatory approach to learning, must for better or worse
remain subservient to the expressed desires of factory women.
They seem to want the course. I discussed this dilemma with
staff, and together we reached a compromise on four
recommendations.
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Recommendations

1. For the purpose of making the ccurse more realistic,
staff should seek and recruit one or more businesswomen
experienced in the types and scales of enterprise in which
participants might reasonably hope to engage themselves. These
businesswomen should act as consultants, and should be encouraged
by staff to ccmmunicate to participants the concrete
circumstances, dynamics, and difficulties of starting and
operating an enterprise; and to communicate the perspectives held
by businesswomen about the advantages and disadvantages of
factory work.

2. Staff should continue to make every effort to dispel
the notion among participants that completion of the course might
enable them to obtain loans from the project or from other
scurces sponsored by public or private donor agencies.

3. Staying on the subject of credit, because the project is
alrcady working towards the possibility of transforming "soldes"
into interest-bearing, credit union type funds, and because it is
planning to introduce training in the operation of such funds
into future Core courses, the same material should be added to
the micro-enterprise course.

4. The project should not commit itself to offering more
than two micya-ontornrica courcoso: the present one and auuller.
Delfute plauning vr launchilng more courses of thls type, staff
should carefully identify and assess any negative effects of
course completion upon participants {e.g., potential  frustration
at the absence of follow-on services or actions that could assist
them in a move into business). More broadly, in collaboration
with workers, staff should assess the wisdom of continuing to a
third course and beyond in the light of all other tasks and

priorities which the project may have at that time.

c. Housing

The CA indicated that the project might involve itself in
the housing sector by coordinating with other institutions in
order to facilitate participation of workers in ongoing or
planned housing programs. Project staff did make contact with
the public housing agency, the EPPLS, and with the mortgage bank,
the BCI. Because the EPPIS had not yet developed a project
suitable for most workers, because the BCI had yet to develop a
program for families with incomes below $300 a month (i.e., for
which most workers could qualify), and because project staff
believed it unwise and inappropriate to become directly involved
in selection processes associated with EPPLS and BCI program
components for which some workers might qualify, the project has
not given housing particular attention. While there could be
some arguments raised to justify more effort in the matter of
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housing, as long as the FWC has little or nothing to coordinate
~with institutionally, little purpose could or can be served in
suggesting that the project do more.

Staff and I nevertheless agreed that the project could play
a supportive role with respect to background research on housing
characteristics of workers, with respect to assisting in the
design of financial access components in future low-income
housing programs, and, if requested, with respect to providing
training in financial matters to women within any private or
public housing projects that may be implemented on their behalf
later on. 1In this context, I make only one recommendation.

Recommendation

1. With data and analyses extracted from the baseline
survey, the project should prepare and distribute one or more
rorking papers cn housing characteristics of factory workers,
touching upon such themes as home ownership, types of land and
building rental arrangements, houcehold residential mobility,
rent structures, and relationships between household income and
rent outlays. Extending beyond analysis, the paper(s) should if
possikle outline the basic elements of financial arrangements
that might prove =atisfactory to different groups of worker
housceiiclds, ard which designers of low~income housing progranms

might wish to use as inputs to their work. It should also
Sascrihe the Vinde Af 1'?"11n1nff thaot wnirlare far athass)l wd —li
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nced in order to fully understand and satisfactorily adopt
housing payment arrangements that typical programs have, but
which are alien to worker experiences. Distribution of such a
paper(s) to organizations interested in housing may thereby
highlight the FWC's analytical, design, and training potential
all at once, and may eventually yield requests for some kinds of
FWC assistance in housing efforts.

d. Health

Possibilities for work-related health programs envisaged in
the CA included family planning, prenatal and postpartum care,
provision of pharmaceuticals and organization of health referral
services. Although the project has touched upon some of these
possibilities, the central effort has thus far focused on health
education, with a primary orientation towards family planning
education. Tie curriculum covers such topics as reproductive
systems, fertility control, the economic value of planning,
contraception, venereal diseases, and training in use of family
‘planning clinics.

The first of three courses offered to date started with 27
trainees from Quality Products. It ran for four weeks at two
sessions per week and yielded 25 graduates. The second course,
also involving two weekly sessions over a period of four weeks,
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started with 10 workers from Bright Ideas and ended with 9
graduates. The last course returned to Quality Products, started
with 29 workers, ended with 26, and added material on prenatal,
postpartum and infant care. To make room for the additional
material, staff increased the weekly sessions to three and
extended the course by two weeks (i.e., making a six-week
offering).

Other than the general disruptions that affected all project
conmponents in October-November 1986, the health education course
encountered no extraordinary difficulties. The most significant
challenge had to do with the instructor's capacity to develop a
participatory approach to education. As a long-time
administrator in the Ministry of Public Health and a well known
television personality used to lecturing, giving public
addresses, and loud conversations, she reported some difficulty
in "withdrawing'" from the leadership function in the course. She
nevertheless did so, and the courses proceeded in the participa-
tory fashion originally envisaged. None of the participants I
spoke with mentioned any reservations about the course.

However, most of the workers did imply that their reasons
for a“tending had little tc do directly with family planning.
Thev were there to learn things that they did not know or clearly
understand. For example, several mentioned that they were
per: octly capable of controlling births by one means or another.
WilalL tliey appreclated was tnhe Knowleace they acouired about the'l'r
own repruductive systems, how the systems functioned, the ills
that could afflict the systems and what to do about them, the
explanation of the reasons why various methods controlled
fertility, and the various advantages and disadvantages of
different methods. In some respects their interest in the
material had the same basis as the interest shown by U.S. women
in a widely read book, Our Bodies, Ourselves.

Not surprisingly, when I opened up the discussions to ask if
there were any other health-related subjects that they wanted to
know more about, workers quickly mentioned such things as breast
cancer, ulcers, and AIDS disease. They also mentioned,
corroborating a matter brought up earlier by the staff
instructor, all manner of workplace ills, including: fingernail
erosion while working with chemicals, eye infections, nausea, and
other reactions to what they believed were occupational hazards.
.Their partictlar frustrztions with respect to occupational health
were that they found difficulty understanding some of the causes
for their ailments, and they did not know what to do to lessen or
eliminate the effects.

out of these discussions with staff and participants I
developed a sense that while the family planning orientation cf
the health education course was a useful point of departure,
"planning," per se, was not the central interest of the factory
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workers. Given their general ignorance of so many aspects of
health, and their equally general thirst for knowledge about this
and other issues, they appreciated most elements of the course.
But in my opinion they did not necessarily see the elements as
being of significance only to planning. In this context, I've
~drawn the conclusion that courses offered in the health education
program should be broadened to include more subject matters that
women might have particular interests in.

This conclusion seems particularly important because the
course seems to be effective in helping women take greater charge
of their own health, as several of the vignettes in Annex 4
suggest. Although staff did make some early efforts to refer
women to clinics like Bon Repos Hospital and Eyecare, and did at
one time contemplate establishing a project clinic for workers,
neither of these ideas seem practicable in a near future. It
doecs not take much in the way of referrals to overload the city's
limited public and private clinics, and as long as factories
continue to provide workers with some modicum of health services,
the need for thz project to have its own clinic is not obvious
“(although assessments of the guality of service offered by
existing clinics might still remain within its purview). That
is, the project's strength seems to lie in a participatory
approach to hezlth education (that has no apparent parallel in
the country), twhich helps women understand what ails them, and
LUhich cnccuraguas women o coek out annropriate remedial services.,
This approacn is wial llie pruject suduad sTrive to ctrongthen and
broaden, and the reccmmendations that follow are set within this
framework.

Recommendations

1.} Although the project has organized a number of general
seminars on AIDS disease, material on the subject is absent in
the health course. Because workers are very concerned about the
illness, staff should incorporate a component on AIDS into the
course as soon as possible, perhaps somewhere in the discussion
of vencreal diseases.

2. Before launching new kinds of health courses, like one
planned on prenatal and postpartum care, staff should undertake
something like a consumer demand survey to identify priority
health matters that factory workers, given a choice, would prefer
to learn more about. Out of this survey the project should
attempt to assess the feasibility of obtaining information and
providing adeguate instruction, and then develop the necessary
materials in the form of specific chapters within a more general
resource file on the subject of health. Because interests may
vary among workers, the chapters can be assembled in different
ways to address different audiences. The purpose of this
"exercise will be to develop a small assortment of different
demand-responsive courses that could ke offered not only by the
project, but also shared with other organizations.
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4. As an extension of the foregoing recommendation, I urge
the project to explore the possibility of one or more joint
activities with the Management Productivity Center. The Center
is presently providing training to factory supervisors. An
effort to put workers and supervisors (preferably from different
factories) together in the same ruom with trainers may yield
useful outcomes in terms of encouraging workers to take a more
active stance in voicing their concerns to supervisors, and in
perhaps highlighting the utility of the FWC to factories.

IV. RESEARCH AND EVALUATION

Research and evaluation activities identified in the CA were
to include: baseline studies of the worker population;
monitoring of progress of the project and its programs; an
analysis of the productivity impacts of programs; and feasibility
studies for new programs. To date, the project has completed one
baseline study, has monitored all its programs, and has attempted
to collect information on productivity impacts.

The baseline study, which began with data collection under
very difficult conditions in June-July 1586, holds promise of
becoming a significant contribution to understanding of the
socioeconomic circumstances of women in the city. In general,
“the development community in Haiti, as elsewherc, can be counted
on to comnlain abnut scoarcity of caantitorive dotz, and ot the
Samc time to nake 1o Sedlliuus eflori Lu produce desirable aata.
In this context USAID and QEF are to be commended for
incorporating the baseline study into the project as a means not
only of providing information of direct use to the project, but
also of adding important material to the limited storehouse of

quantitative knowledge availakle to 'the greater community.

For the community at large I think that different audiences
wil find the data highly informative. The distribution of income
shown in Annex 5, for'example, will be helpful to those who at
present must make lieroic assumptions about the distribution for
programs and project purposes (e.g., affordability of housing
finance designs by the BCI). It should also serve to .dispel any
lingering myths about factory workers constituting something of a
middle~income group in the city. More narrowly, data on the
relationship between years of schooling, age, and literacy can be
helpful for edvcational projects. Parallel data on health,
fertility, expenditures, credit, and so forth will all find ready
audiences.

For the project itself, the baseline data allow staff to put
FWC activitiec into proper empirical perspective. In such
projects it is too easy to lose sight of the broader context
within which the FWC functions. Early on, for example, the
project made much of the idea of referring workers to health and
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other service providers. As long as the number of women to be
referred was small, the idea remained congenial. But the
baseline study suggests that on any given day there may be
several hundred candidates for such referrals, a number far
exceeding the capacity of service institutions. Or, looking at
this same observation positively, the study highlights the
potential importance of increased efforts in health-related
matters as a means of raising income and productivity.
Similarly, it pinpointed the scale of illiteracy in tke
population and the potential demand for literacy programs. The
study also seems to undermine arguments stressing the need for
family planning. In all these ways the study has permitted staff
-programmatic ideas to be set against a statistical context
wherein the rationale for the ideas could be examined carefully.
I think this capacity for testing is very helpful.

I can say all these things with conviction because I have
seen the data. The problem at the moment is that few outside the
project have seen them. I do not know whether the period of
delay between the end of data collection and the beginning of
data diffusion should be considered abnormally long in the
particular circumstances of Haiti and the project, but during the
evaluation I noticed three factors that seemed to have impeded
progress in this area. First was the Research Coordinator's lack
of extensive training and experience in the advanced skills
required to perform statistical and andlytical cleaning of the
2otz (i.z., coarching fov and eliminating Jdubiuvus Cellis and
cases), TO peviorm general analyses of a matrix containing 265
cases with 263 raw entries each, and to conduct more specific
analysis of submatrices covering a dozen different subject areas
~-each demanding highly specialized substantive expertise (e.q.,
for income and expenditure analysis, housing, nutrition, health,
etc.). This is not to suggest that the Research Coordlnator, a
psychologist, is in any way at fault. Indeed, I think she did a
spendid job in managing the baseline data collectlon effort.
Moreover, I find it hard to imagine how the project could have
found someone with all the noted skills in Haiti, or in the U.S.,
for that matter. Rather, the difficulty presented by her lack of
prior exposure to the skills was the unavoidable need to allow
time for her to acquire certain proficiencies on the job.

To the extent that other members of the staff and OEF
personnel did not have all the requisite skills either, the
second an? complicating factzcr was the absence of individuals who
could assist and thereby train the Research Coordinator, and more
to the point, who could even identify what skills were necessary.
For example, while I think I provided useful guidance on survey
design and implementation during my first visit to the project in
early 1986, I did not serve as well during the second visit at
the end of the year. At the time, after noting that the project
was overly dependent on the outside consulting services of
statisticians who understood a great deal about statistics but
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considerably less about the specific kinds of analytical
questions which need to be asked or about the particular methods
required to answer them, I recommended that the Research
Coordinator receive training in the SPSS package of statistical
~analysis programs from the statisticians--which she promptly
began to do. Unfortunately, I failed to specify which SPSS
program was most salient. And with the statisticians also unable
to identify more or less relevant programs, training spread over
a much broader range of matters than actually required for
project purposes.

The third factor, a variation of the second, was that in the
absence of anvone in the project with adequate knowledge of what
was required for analysis purposes, the Research Coordinator came
under pressure from her colleagues to produce analyses and
reports that neither she nor her colleagues could be expected to
produce without substantial help from outside. But because staff
cculd not specify what kinds of help were appropriate, such
analvtical ascistance as was received (e.g., from the
statisticians) could not be assessed in terms of its relevance to
project purposes. In the event, the statisticians supplied vast
numbers of tables that were sometimes of little practical value
and at other times of considerable value but that staff could not
recognize as such (less the fault of the statisticians and more
the p*oblem of no one on staff able to specify with precision
what was wanted of them), which put even more pregsure on the

s ' - e Tem wmm
Decaarrh CAanrdinataor o do Hopmathidnedl ool &4 oo ha result was
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@ ulld- Up Ul siLLesSs williil the pLO]&‘_Lt Tnat may nave slowed down
such progress as could have been made with the skills that staff,
including the Research Coordinator, already possessed.

The project was therefore caught up in what I think of as a
circle of misunderstanding that only served to waste a good deal
of time, eneryy, and resources. I discussed this issue at
considerable length with the Project Director, the Research
Coordinator, and the OEF staff, and believe that notwithstanding
ongoing disagreements among us concerning causes and
responsibilities for delays, we came to a shared understandlng of
how to procced in the coming months.

The situation at present is that the project has a raw
data set in hand which requires a bit more fieldwork and
recalculation of certain variables to complete properly.
Somevhere alona the line there will be a need for statistical and
analytical cleaning of the complete set, but in “he interim it
should do well enough for preliminary analysis purposes.
Following up on my suggestion, the Research Coordinator will soon
have mastered a particular SPSS program which provides a simple
method of analyzing tabular categories (i.e., "breakdown"). The
-project does not need more sophistication than that for purposas
of extracting informaticn from the data. More specialized
knowledge is required for purposes of preparing working papers on
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various subjects. The Research Coordinator might be able to do
one or two such papers, but the bulk of them will have to be done
by other staff in their various areas of expertise, and perhaps
more often by consultants brought in for specific analytical
tasks. This is the approach staff and I agreed upon as the means
to produce quality documents that can prove of interest to other
agencies.

In this context I might mention that once the data set is
completed properly, I see no reason why the project should not
make it available to other organizations--at a reasonable price
to cover costs of computer diskettes and labor time for
duplication. For several such organizations the analyses
produced by the FWC may be much less important than the raw data
themselves. Analytical questions posed by FWC staff and
consultants may not be the questions posed by other agencies.
They might as well have the data, and in an environment with an
insatiable thirst for numbers, the project will bencfit from the
added reputation of having produced something useful and
important for the community at large.

With respect to monitoring and evaluation of programs, the
project has developed a number of distinct instruments for
different purposes. There is, for example, an autoevaluation.
This is a "prccess" evaluation done by monitors after each
session of a course. It helps them to think through and identify
lusues 1n a scruccured manner, to use lessons learned in one
sessicn for the next one, and to do the same from one course to
the next.

Allied with this is an informal participant characteristics
survey. Originally implemented with a formal questionnaire, the
survey is now done informally by monitors. It collects informa-
tion similar to that in the general baseline survey, as a means
of establishing a baseline upon which to assess future impacts on
a group of program participants. This information, together with
syntheses of the autoevaluation, are then transferred to a
"global" evaluation form which provides a summary of what
happened in a course, and of the characteristics of participants
in that course.

Aside from examinations used to monitor progress in the
literacy course, the only other instrument of note is an entre-
preneur evaluation. This questionnaire, sent by mail or hand
delivered to factories, solicits reactions from manageis and
supervisors concerning the impacts of FWC programs that they may
have noticed upon workers.

In discussions with the Research Coordinator akout these
instruments I came to the conclusion that some simplification of
the monitoring and evaluation process 1is in order. For example,
I see no purponse in having the Research Coordinator deal with the

31



autoevaluations. These are in the nature of structured diaries
which serve the primary purpose of maintaining a record of daily
program activities for monitors. As such, the monitors might
just as well retdin the forms and, at the end of a progranm,
synthesize the experience as a final report. Sooner or later
these reports can be referred to as the need arises, e.g., for
purposes of documenting a funding propcsal. The Project Director
or Training Coordinator, rather than the Research Coordinator,
should assure that the forms and reports are completed in a
timely manner.

As regards the "global" evaluation form and the informal
methods used to collect baseline data for it, I do not see the
evaluative purpose it serves. Parallel data for a "control
group" are not being collected. Without a control group, not to
mention the difficulty of following up on participants months
after they've left a program, a before-after impact evaluation is
impossible. This evaluation form is in fact nothing more than a
smaller version of the general baseline survey. I think it a
good idea to carry out baseline surveys with participants because
the data may be more reliable than interviews with complete
strangers. But this has little to do with impact assessment.

I'd drop it altogether and replace it with a proper baseline
study of all current and past participants next year.

The entrepreneur evaluation, understood as an cpinion
suxvey, ic £ine. Heowesver, I dc suggoct that it e filled vul
during tihie course of a race-tu-tace interview. The number of
respondents is quite small, so an interview would not be
burdensome. :

Oout of this review it should be clear that the project is
doing little to systematically document the impact of its
programs on workers. Indeed, when I asked staff to tell me what
they saw as signs of positive or negative impact, they told me
stories. The problem was not the stories, but the absence of any
attempt to write them down in the form of a record. When I asked
them to record the stories, they collectively produced Annex 4.
Impact assessments of a scientific type are extraordinarily
difficult under the best of circumstances, and virtually
impossible for projects like the FWC where one cannot predict in
advance the form that impacts are supposed to take. Measuring
progress in literacy is one thing. Deducing the impact of a Core
course is quite another. In this open-anded circumstance stories
are vital. Staff should make conscious and deliberate attempts
to uncover and record such stories all the time, and the Research
Coordinator should be assigned the task of collecting and
classifying them in some sort of coherent way.

All of tais is to suggest that there is too much paperwork
of doubtful value in monitoring and evaluation activities. The
scope and scale of effort involved can be streamlined very
substantially.
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On the more narrowly defined matter of assessing the impact
of FWC activities on job performance, "productivity" to be
specific, I must note at the outset that such an assessment is
technically inpossible on the basis of worker-related data alone.
Productivity, technical or economic, is a function of several
factors operating simultaneously. What one can look for is
change in volume of output (e.g, baseballs per hour) assuming no
changes in other factors like factory layout, machinery, and
tools, etc.

This nuance did not seem apparent to project staff, nor the
need to have a control group against which to compare the output
of FVIC participants. An effort to collect data from worker files
in factories did not yield useful results. I therefore worked
with the Research Coordinator to outline one type of relatively
simple study that, if implemented, might be able to indicate
whether FWC programs have measurable effects on output. An
outline of what 1is required is included anong the eight
recornmendations that follow.

Recommendations

1. A top priority for the project should be completion of
the baseline study. This will involve:

Al

a. after a pretest with 20-30 respondcnt a small
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for quescions 33 and 34 or the original study;
b. modification of data in the original study derived
from questions 33 and 34;

¢. reconstruction cf the formula used to calculate
interest rates for credit, and rev1sxon of the data in the
baseline set;

d. by hand and for every case, a check on whether data
entered for questions on income and expenditure are in
gourdes or dollars; and

e. 1f possible, securing qualified technical
assistance to "clean" the data in both statistical and
analytical terms.

2. Consideration should be given to conducting a second
baseline survey towards January. Notwithstanding sampling errors
that might occur, or the lack of adequate coverage of factories,
the survey can produce useful results even if restricted to a
population of past and present participants in the FWC. By
January there should be some 200 workers who have had substantive
contact with the project. The primary objective of the exercise
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would be to obtain an update on certain of the data collected in
1986 and, with the benefit of experience, a more accurate data
_base.

3. However crude and error prone the baseline data may be
until completion of tasks I note in Recommendation 1, a parallel
top priority should be the extraction and analysis of data on
specific topics deemed important by project staff. To this end I
suggest a strategy wherein:

a. the Research Coordinator completes her training in
SPSS subprogram "breakdown!" and thereafter concentrates her
time for baseline analysis largely or exclusively on
fulfilling requests for descriptive and analytical tables
(because her time will be largely taken up with data
collection and other related tasks);

b. the project seeks technical consultants to prepare
working papers on thosc topics deemed important by staff but
which require analytical qualifications that staff do not
possess;

c. the project distributes draft working papers
producaed by staff and consultznts to outside individuals and
organizations for review, comments, and suggestions; and

d. thc projoct invites such ouilslde individuals to
join with statf 1n developing analyses and papers of mutual
interest.

4. Upon completion of recommendation 1, the project will
have developed a data set capable of keeping a substantial numbar
of researchers occupied for years. Retaining the data within the
FWC will thus serve little useful purpose. The project should
therefore consider marketing the raw data (they fit on five
diskettes) together with a short manual listing variable codes,
names, and their file locations. A price of the order of $25,
covering the costs of diskettes and their preparation, should ke
low enough to attract anyone who might be interested in obtaining
the material.

5. Responsibility for the autoevaluations should be left
entirely to the monitors who prepare them in the first instance,
with the Project Director or Training Coordinator assuring that
they are done in a timely and appropriate manner.

6. The "global" evaluation should be abandoned. 1In its
-place all staff should be required, once every month or seo to
track down different ex-participants in search of stoiies nd
anecdotes that might conceivably suggest a program impacu.
Whether the stories can in fact be linked directly to the FWC is
unknown, but an effort to record them will provide data which if
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nothing else serve as baselines for the types of impacts the FWC
might look for or expect in the future. 1In any event, the final
evaluation of the project will need them.

7. The entrepreneur survey should always be carried out
face-to-face with managers and supervisors.

8. If the FWC and USAID still deem it essential to examine
the project's impact on job performance, the examination should
restrict itself to assessing impact on product output, perhaps
along the following lines:

a. 40 to 50 workers, all paid by the piece and
performing exactly the same task in each of one to three
factories, are selected for the study;

b. half the selected workers in each factory will
represent a control group, the rest will participate as the
experimental group in an appropriate FWC program;

c. one veek before the program starts, and then again
a week and six weeks after it ends, the study collects data
on the nunber of pieces, and the corresponding number of
7 .5-hour days worked during the week;

d. during the first week (i.e., before the program
Legins), the study <ullecls baseline data from all workers
concerning number of years (or months) woxrked in that
factory, age, level of educational attainment, number of
regular and overtime hours worked during the week, and the
number of hours calculated for a regular day for that worker
and factory.

The central thrust of this exercise would be to see whether
there are measurable differences in output between the two worker
groups in each factory. Because any such differences are likely
to be small, and because the sample size is also small, the study
will be highly sensitive to the accuracy of collected
information. As a result, the project must obtain complete and
willing cooperation from factory managers and supervisors who
will be required to provide the data. If such cooperation is not
forthcoming, the study should not proceed. :

V. IMPLEMENTATION PLAN \

Notwithstanding interruptions associated with recurrent
upheavals in the city and in the project (e.g., the communism and
CIA episodes, staff departures and illnesses, etc.),
implementation of project activities is moving ahead more or less
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on schedule. The only important area warranting concerted effort
to speed up is completion of the baseline study and the
preparation and diffusion of working papers derived from it.

The timetable of activities nevertheless requires a complete
revision in light of the changes that have taken place in the
composition of programs, of the need to structure further
activities around a strategic plan for long-term survival and
institutionalization of the FWC (see Section 8), and of budgetary
constraints (see Section 9). I discussed this matter at length
with the Project Director, and we agreed in principle on the
following adjustments to the August 1986-July 1987 Calendar of
Activities:

a. Rescheduling of FWC Activities (Year 3)
- move from July 1987 to May 1987

b. Construction of FWC Building
- eliminate timeline

c. Staff Retreat for Internal Evaluation
- move from July 1987 to May 1987
- show it as second phase of process that began in
January 1987

d. Advisory Committee Regular Meetings

- chptr £3irai 'rﬂnr'\+":v\g -uv. Moxn~ly 1007,
enQur Tiyeil meglTin

s de - ot -t

~ 50w vue meetlng every three montns

e. Advisory Committee, Sub-Committee Meetings
- add new line, with meetings every month or two

f. .Design of Health Education Programs
- show as ongoing activity beyond January 1987

g. Partial Reports on Beneficiary Job Performance
- split into entrepreneur survey reports, scheduled
as appropriate, and output study

h. Report of Baseline Survey, Pass 1
- rewrite as "preparation and diffusion of working
papers," a continuous activity beginning in
May 1987

i. Preparation of Baseline Survey, Pass 2
- move from March 1987 to Nov./Dec. 1987

j. Baseline Survey Second Pass (i.e., of ex-participants)
- move from April 1987 to January 1988 - :
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k. Data Collation for Baseline Survey, Pass 2
- move to February/March 1988

1. Report of Baseline Survey, Pass 2
- rewrite as in point h, above, and show as continuous
activity from April 1988 onwards

m. Start FWC Prenatal/Family Planning Program
- eliminate line for time being

n. Start FWC/CND Health Program
- eliminate line for time being

0. Establish FWC Documentation Center
- show as permanent, ongoing activity

p. Literacy Courses :
- revise line as "preparation and diffusion of
funding proposals"

q. Vocational Training Course
- revise line in short term as "analysis of vocational
requirements"

The foregoing constitute changes to lines that already exist
in the Calendar of Activities. The Director and I also agreed
that now lincs arc reguired for such things as develupmeul ol
supplenentary training materials (e.g., nutrition, first aid,
legal rights, occupatiocnal health, etc.). Most important will be
elaboration of an integrated timetable for implementation of
different courses over the coming months. This will be helpful
in scheduling specific training of monitors for the variocus
courses, of assessing the feasible number of courses of each type
that may be offered, and of revealing the total number of workers
that may be akle to benefit from training. "'These scheduling
activities are already underway, and an explicit recommendation
that they be done is therefore unnecessary.

VI. PROJECT STAFFINGL

Project staffing is presently more than adequate for FWC
needs, and the qualifications of each member of the staff with
respect to her assigned tasks is also adequate. Their collective
performance nevertheless seems constrained by two difficulties.
The first is that tasks do not always look like they are

1The terms of reference (Annex 2) for this Section ask
certain.questions that are more in the line of general management
issues. I therefore address them in Section IX.
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allocated in the most efficient fashion. For example, I do not
understand why the micro-enterprise course requires direct
involvement by two individuals of the staff. One staff member
accompanied by a monitor who would take over the second iteration
of the course seems sufficient to me for both short- and long-
term purposes. Similarly, as I discussed in Section IV, having
the Research Coordinator responsible for the diaries or
autoevaluations of other staff seems a duplication of energy.
Assigning the Research Coordinator the task of writing research
reports on topics where other members of the staff have greater
expertise also strikes me as inefficient. These exanmples seem to
reflect a tendency to assign work to individuals without adequate
attention to efficient human resource use, or of their relative
strengths and weaknesses with respect to particular tasks at
hand. More care to this matter is warranted.

The second problem is lack of substantial effort to date in
developning a cadre of monitors to take over many of the training
tasks which staff have performed since inception of the F¥C.

This is not tec suggest that the project should have done more by
now. Initial development and testing of course materials and
procedures required direct staff involvement. For the remainder
of the project, however, there must be a ccncerted effort to
train moniters and to put them in charge of ccurses. This will
liberate staff time for coordination aid for many other impcrtant
tasks that need doing in coming months.

A point of clarification in this respect is that staff and I
seemed to disagree on the meaning "substantial effort." For
staff, the one-week training course for monitors (which I
visited) in March 1987 constituted a substantial effort. I do
not doubt for a moment that staff invested very considerable time
and energy in organizing the course. But for me such a course
represents only the orientation phase to a training process of
much longer duration. The essence of training for monitors, for
staff, or for any teacher evolves through on-the-job experience,
preferably with guidance and supervision from someone (e.g., a
staff person) who already has the experience. This approach
underlines my earlier notation that it vould have seemed more

- appropriate to have one staff member and one monitor in the

micro-enterprise course rather than two staff people and no
monitors. So what seems in need of doing is development of an
explicit strategy of training that identifies not only one-week
orientation courses, but alsu a schedule of core, health, micro-
enterprise, and other courses that shows, for the near term,
which members of the staff would supervise how many monitors
while the latter get their first experiences, and for the longer
term that shows how many monitors would be implementing courses
on their own (and/or training additional monitors in the
process) .
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Because staff know the qualifications and capabilities of
monitors better than I, because they also know better than I the
kinds of training such monitors might require, and because a
visitor may easily misjudge the matter of efficient use of staff
resources, I feel compelled to refrain from making explicit
- recommendations on the foregoing matters. Rather, I urge the
prOJect to give the issues I have raised serious attention, and
to raise them for discussion at some point in a seminar/retreat
that I propose as recommendation 2 in Section IX, below.

VII. ADVISORY COMMITTEE

The project's Advisory Committee, which met for the first
time during my visit, contains 15 members representing several
sectors and institutions of importance to the FWC, as follows:

Government - Mr. Jean-Robert Vaval (Ministry of Social Affairs)
Education - Meg. Monique Clesca (UNICEF)

Ms. Claudette Werleigh (CARITAS)

Ms. Denise Fouchard (HAVA)

Mr. Charles Tardieu (CDRH)

Housing - Mr. Charles Clermont (BCI)
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Industry - Ms., Chantal Lamarre (ADIH)
Ms. Nancy Duvivier (GTE)
Mr. Michel Liautand (JEBSA)
Mr. Lesly Nazaire (Wilson)
Ms. Katheline Apaid

Law - Ms. Chantal Ewald
Micro-Ent - Ms. Jocelyne Fethiere (FHAF)

This combination of individuals fully responds to the
purposes for which a Committee was included in the CA. It can:
advise and assist on several technical areas of the progect, in
the development and review of training matters; and in spreading
information about and opening productive doors to the FWC--
including doors to funding. Whenever the FWC institutionalizes
itself, the group will constitute an excellent Board of
Directors.

This reaction flows from my attendance of the first meeting,
‘where I was uniformly impressed by every individual in
attendance, particularly with respect to their immediate
willingness to volunteer their time and connections to help the
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project move along more efficiently. Among the suggestions that
came forward in this last regard was establishment of sub-
committees with which project staff could work more closely and
more informally as required. The notion of a formal
"subcommittee" doesn't work too well with a*small Committee, but
the important aspect was the willingness of subgroups to work
with staff in areas of particular competence and interest. oOut
of this meeting I have two recommendations.

Recommendations

1. All documentation produced by the project fdr general
"diffusion should be forwarded immediately to every member of the
Advisory Committee for information, review, and comment.

2. Betuween formal meetings of the Advisory Committee, the
project should make every effort to seek counsel from individual
Cormittee membors whenever the competence, interests, or
connections of those merbers appear appropriate for the matter at
hand. In effect, the FWC should regard Committee members as
approximately eguivalent to senior project staff, and to
integrate them as fully as feasible in ongoing project
activities. An Yinvolved" Committee is generally more helpful
than a passive review Ccmnittee.

LXK ok R IUITV IO T S P P e PP it maw
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The Government of Haiti approved OEF's efforts to establish
itself as an NGO last Octcber. The project has, with legal
advice, explored the regquirements for having the FWC become an
independent NGO. The process involves transforming the FWC into
a legal "foundation" for a year, after which it may transform
itself again into a legal NGO. Efforts to begin the legal
paperwork necessary for the transformation have not yet begun,
and the Director and I agreed that the efforts should start as
soon as possible.

Legal institutionalization is important, but it is not as
important in the immediate as the need to increase project
efforts at raising funds to carry the project beyond the date
when the current USAID-OEF cooperative agreement runs out of
rescurces. Working together with OEF staff, the project has
found some outside support, including: $5500 from PACT for a
food vendors study; $2500 from Citibank; $5000 promised from
the Canadian Embassy; $10,000 from PROFAMIL's USAID project;
$5000 from the Hewlett Foundation; and an Eastern Airlines
ticket. Unfoitunately, against this accumulation of some $28,000
in actual or promised support, the fact remains that the FWC is
spending about $13,000 per month (excluding OEF overhead) in its
current operations. The need for a more concerted effort at
raising funds was evident to all members of the staff.
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The recommendations that flow from this review are three.
Recommendations

1. The project should immediately take steps to incorporate
the FWC as a legal NGO with independent status.

2. The project should now place top priority on making the
necessary contacts and developing the requisite materials for
seeking additional funding to carry it into the future.

3. For purposes of implementing the foregoing
recomnendation, FWC and OEF staff should develop a coordinated
strategy for financial resources development to guide actions
over the next year in Haiti and the U.S.

IX. GENEEFAL PROJECT MANAGFMENIT

Financial and administrative management of the project are
generally sound. There are nevertheless three issues that
warrant attention. The first has to do with budgetary planning.
In.my opinion an error was made when the project signed staff job
contracts through the end of the project. One-year
(or shorter) renewable contracts, with or without fringe
penerits, were owntions the proclect did not exnlore. 2as a
conscaguencz, the budget looks like it is permanently burdened
with current staff salaries, therefore giving the appearance of
little flexibility for short- or long-term consultants and
technical assistants for such activities as strengthening the
research effort.

Although the recent leave of absence of the health
coordinator liberates some funds, a replacement must be paid and
the net gain is small. Similarly, transferring the $40,000
earmarked for construction of the FWC facility into other budget
lines still leaves a projected deficit of somewhere between
$50,000 and $80,000. Short of terminating staff contracts
prematurely, and perhaps cancelling the programs which they
supervise, actions which are feasible but nevertheless
unfortunate, the only obvious alternative is a search for
additional funds, or funded projects onto which portions of
certain staff salaries can be loaded.

The second issue closely related to the first, is that the
project may soon be staffed with too many high-salaried
individuals relative to budgetary resources. The CA envisaged a
staff of four. It has a contracted staff of six. The need for
six individuais during the start-up phase of the project is
clear. The need for that many through the end of the project is
not as evident.; especially not when the budget appears -inadequate
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to meet all original project goals. The CA envisaged a transfer
of responsibility for direct training, once courses were up,
tested, and moving along well, from staff to part-time or full-
time monitors with substantially lower salaries. The staff role
with respect to programs towards the end of the project, as
implied in my earlier discussion of staffing in Section VI, would
be one of coordination and supervision of a large number of
monitors. This transfer of responsibility was central to the
procecs of arriving at the level of cost-effectiveness that the
FWC was originally intended to achieve. The appearance of two
"eyxtra" staff lines in the budget therefore suggest a limit on
the resources available for monitors, and make the project appear
much less cost-effective than it should be in the future.

The third issue has to do with organizational dynamics in
the cffice. A participatory approach to managcment is laudable,
but it places heavy demands upon every individuzl involved to let
everyone else know wiat he/she is doing, to assure that thoesa
aspects of his/her work tying in to that of otliers is
accomplizhzd properly and on time (as measured by the criteria of
those others), and to somehow or other remain cognizant of where
the whole precject is heading. Exceedingly important in this
style of manzgement are effective time-management, self-
directionr, and strecss control.

Participatory management is rare lecause the individual
characteristians recuired tn enetain i+ 270 only wvory rarcly tc ko
found among a large share of individuzls in a group. With regaxrd
to the FWC, I think that participatory arrangements are working
well only up to a point. Moving participation beyond that point

‘requires explicit attention and work by all members of the staff.

The Director and I had long and intense discussions on this
matter, arriving at no clear consensus on what specific actions
were necessary. Coupled with parallel soundings of individual
staff members, I came to the conclusion that no one in the office
has a firm grasp of what participatory management means in a
practical sense (not surprising given their limited exposure to
it), nor any firm ideas about how to make it more effective. I
sensed that the moment had come for the staff to give itself a
Core course in order to raise consciousness about what the
project is doing and is supposed to do, about the meaning of
"helping women help themselves" within the FWC office, about
"taking collective charge" of their FWC-related lives, and about
all the pertinent issues mentioned in OEF's Women Working
Together. This kind of retreat would, I think, prove highly
beneficial. It would constitute a logical foliow through of the
retreat held in January 1987.

My notation of issues warranting address in matters of
budgetary planning, cost-effectiveness, and group dynamics within
a participatory process should not detract from my opening
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statement confirming the essential soundness of project
management. Given the chronic urban turmoil within which the
project had to function, the major struggles in which all staff
engaged in order to cultivate interest and trust of factory
managers and participants, the unusual circumstance of having to
defend the project against accusations of it being at once
staffed by communists and CIA agents, and the host of other large
and small nuisances that cropped up without advance warning, the
issues I have raised should not be interpreted as anything but
minor points in the relative scheme of things. That these should
be the only icssues I found worthy of discussing here is more a
testament to the patience, competence, and dedication of staff
than a criticism.

Included in this compliment are the OEF staff who worked
closely with their colleagues in Haiti. From what I was able to
gather in conversations and in reviews of docurents in Port-au-
Prince and Washington, there were no inztances in which imyortant
management-related actions in one city teok place without tne
knecvledge and/or approval of counterparts in thc other city. All
financial decicions were determined jointly. Decisions
concerning recruiting, hiring, and termination of personnel
followed the same pattern. In this respect, OEF is to be
commendad for providing all necessary tira2ining of FWC staff in
matters of management, and of providing supplementzry information
and support whenever reqLestod to do so. The Geep involvemant in
thie I'iC of ODIM's Disruciul UL Laliu Anerica and the caribpean, nher
wiillngrness to travel frequently in support of the project, and
her strenuous efforts to resolve any differences between the FWC
and COLF, the CIA episode being a prime e:iample, warrants special
mention. Mcre generzlly, I was appreciative of the way in which
OEF manifested its increasing confidence in F¥C staff by
~gradually devolving greater administrative and technical
responsibility to them.” Writ large, the OEF-FWC connection is a
good example cf women working together to help each other help

thenselves.

The points I raised earlier nevertheless warrant attention,
and my two recommendations are oriented to this end.

Recommendations

1. FWC and OEF staff should immediately determine the exact
stotus of thc rrojeczt's kudgectary commitments and thereafter
develop alternative strategies for moving resources between line
items in manners that will permit satisfactory completion of all
key project activities. Especially important in this regard will
be the transfer of resources to permit additional work on the
project's research component, and to finance the shift of direct
training responsibilities from staff to monitors.
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2. As soon as feasible, the project should recruit a
facilitator and schedule a full week for a Core-type seminar or
retreat to identify, discuss, and resolve difficulties associated
with organizational and administrative dynamics within the FWC.
As minimum outcomes, the seminar should yield a solid collective
understanding of individual and group responsibilities, and a
strategy for action to guide the project over the next year.

10. OTHER MATTERS

Annex 3 contains four sets of questions posed by USAID that
demand my response. The first set asks whether the FWC is an
appropriate mechanism for upgrading education, skills, ‘and living
conditions of workers; whether the FWC is cost effective in
reaching workcrec; and whether there are any alternatives.

I'll bevin my response with the last question by answering
that there are indeed a variety of ccnceivable (though not always
feasible) alternatives to the FWC. With respect to programs,
enough is known about Haiti and about program effects in other
countries to justify implementation of projects that £ill gaps in
the =pectrum of currently available services, .or that strengthen
and expand the services already in placz.

Micro-cntaernrise traininag of ona kind or Aannther is
prerseatly keing provicded by private organizations like the HDF,
FHAF, and MEDZ, and is under development by the INFP as part of
the Vorld Bank'ts fourth education project. USAID could propose
to one, some, or all of these (or other) organizations that they
extend their current activities, with or without modification, to
cover factory workers who either do or do not have prior business
experience. I cannot be certain, but I would doubt that any of
the organizationz menticned would react with much interest, in
part because the private agencies are primarily in the business
of lending money, and in part because they tend to believe
factory workers are relatively privileged and therefore do not
warrant their intervention.

With respect to health, a sector in which USAID is already
.heavily involved, I can imagine a project wherein a competent
contractor is brought in to compete with or replace the
Industrial Favk dispensary by organiziag a proper clinic otfering
a comprehensive range of services, including health education and
occupational health research. Ideally, such a clinic would levy
appropriate fces to workers and factories, would seek to maintain
a semblance of independence from government and factories (so as
not to dissuade workers from using it), and would carry on an
active research agenda not only on health matters but also on the
effect of health improvements on output and wages.
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a) Core Course (continued)

- Should this program continue to represent a prerequisite to
other programs ?

- Is staff sufficiently trained to develop this program ?

- Are the monitors sufficiently trained to conduct this program ?

- b) Micro Enterprise:
— Accomplishments to date, number of participants and factories?
- Is the material appropriate?

- Are the changes brought to the basic materia!l previously
develcped by OEF appropriate?

- Docg the program meet participants' necds?
= Deozz thiz progeom cffor the poteénlial bu fnvuive oiher ramily
or community members with the participants?

= Are the credit possibilities envisioned to this program viable?
- Can FUC staff adequately conduct this program?

- What has been (and should be) the relationship of FWC to other
institutions In this component? ) :

c) Housing:
- Why hasn't this component been given attention so far?

- What are the constraints to the implementation of a program in
this area with women workers?

-What has been (and should be) the relationship of FWC to other
institutions in this component?

- What are the different viable alternatives that could be
envisioned?

d)Heal th
- Accomplishments to date?

- Number of participants and factories?
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tlousehold Income Distributicn of Tactory Women, Julw, 1935
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Por Capita HPHouschold Tncome

(Total Rivided by Family Size)

MEDIAN OF MEDIAN OF
INCOME BRACKET DRACKRET 7% OF TOTAL _INTONE BRACKEET RTIOKET # OF INCOME
Less than $49.99 43.G0 9.1%3 Lras than  $9.99 g8.C0 12.8%
50.00 - 74.99 64.00 13.27 10.C0 - 14.99 12.00 14.07
75.00 - 99.99 83.00 . 23.07 i5.00 - 19.99 17.60 17.7%
100.00 - 124.99 108.00 14.07 20.00 - 24.99 22.00 15.8%
125.00 - 149.99 137.00 10.67 25.00 - 29.99 27.00 10.6%
150.00 - 174.99 162.00 9.47 30.00 - 34.99 32.00 7.27
175.00 - 199.99 189.00 6.07 ° 25.00 ~ 3%9.99 36.00 5.7%
200.00 - 249.99 £17.00 5.37% 40.00 - 44.99 43.00 5.3%
250.00 - 299.99 :76.00 3.07 25.00 - 54.99 £0.00 4.27
300.00 - 399.99 314.00 3.0% 55.00 - 59.59 57.00 2.67
400.00 - 499.99 412.00 2.3% 60.00 - 79.99 65.00 1.97
500.00 or more 582.00 1.17 70.00 or more 87.c0 2.27
TOTAL (Avg.) ($134.00) 100.0% TCTAL (Avg.) ($25.30) 100.0%



