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After an initiaL r0cky start-u0 period, project management and field
systems are now firmly estabLished and functioning smoothly, as the
project has built UP momentum. The oace of project impLementotion
was slowed down during the first year by a set of unfortunate
circumstances, for the most Jart, outside c~ the Grantee's control.
Among the most significant of these can be mentioned: 1) the
underestimation by rjroj~ct pLanrlers of the time reQui red for the
Grantee to set up and render operational the project implementation
local office At Le5 r~yes; 2) protracted delay encountered i~

satisfying certification .eQuirements imposed by Congress for funding
approval ~hi~h~ inter alia, pushed hack the equipment and vehicle
procurement ~cheduLe; and~) initial difficulty by the Grantee in
bringin~ on boarc Key oroject man3gament personnel.

Work progress continued to be adversely affected during the second
year of operation because of civil disturbances, in the wake of the
ov~rthrow of the Duvalier regime, ~hich disrupted the work schedule
and damaged some of the systems already constructed. Another
restraining fac.tor that emerged froln project implementation
experie~ce that the process of community buildi~g and
organization, anL use of volunteer and ;FW compensated labor rroved
to be far more problematic, complex and time consuminQ than was
originalLy believed. The sum total of all of the f~ctors
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previousLy mentioned is that after aLmost two-thirds of project
impLementation time has eLapsed (June 1984 - February 1987), about 7 project
sites (17.5%) are completed to date p out of the 40 originaLLy pLanned water
systems, and only 40% of budgeted funds were expended. CARE is in the
process of deveLoping an impLementat;"m pLan, to be submitted ir. one month
to USAID, which proposes a two-year extension beyond the current June 1988
PACD, with a modest funding increase (LocaL currency), to aLLow for the
completion of the fuLL 40 water systems, and six months of intensively
monitoring and providing technicaL a5sistance, on an as-needed basis, to
local water user groups <CAEPAs) in community organization and water system
maintenance areas. The increase 1'1 'funding wi II permit the fieLding of an
additionaL 3 construction teams (bringi~g the total to eignt), repairing
and/or replacing old vehicles, and adjusting for the higher current costs of
materials and equipment, to significantLy step UP the compLetion pace of
water sys~ems to 1~ per year. The Mission will carefully ronsider tlJis rEquest
wh~ slJbrru.tted, and w~ll base its decision on the Crantee's project inplerrent­
ati<;>n ~r~ormance dUrl.ng the remaining life of the project, and subject to the
aVaJ.labllity of funds.
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I·
ACTION D~CISIONS APPROVED BY MISSION AND GRANTEE

Report recommendations, listed in pages 3-6, were approved
for implementation by both the Mission and the Grantee. Many
of these focused on the need by the Grantee to undertake
rational planning in order to maximize productivity by:

I·I·I·I
~

I
~

OFFICE
RESPONSIBLE
FOR ACTION

DATE ACTION
TO BE

COMPLETED

1.

2.

3.

negotiating a contract with each beneficiary community,
before beginning construction, spelling out, inter alia,
the quantity of volunteer and FFW compensated labor to
be provided; the FFW ratiQn size; semi-3killed labor
compen~ation; and the total costs of househoLd
connections;

rank ordering and clustering construction sites throughout
the project area. Priority should be given to matching
concentrations of beneficiaries with cost effective water
systems. Work should proceed cluster by cluster to obtain ~

maximum efficiency in fieLd logistics. As part of this
process, consideration should also be given to expanding
existing older systems, even though they were not
constructed and maintained on a technical par with project
systems, because it might be more cost-effective to build
on existing systems than construct new ones, in certain
~ases; and

conducting Quality community assessments shouLd continue
as part of the site selection process, to more objective­
ly measure the potential level of community involvement.
Community mobilization and participation initiatives,
however, should not be undertaken, nor contributions,
solicited, until the feasibility of implementing the
water system is determined is determined.

-CARE
-CAEPAs

-CARE

-CARE

As-needed

12/87

As-needed

Maintenance

1. The Comites de Quartiers (COQs), or neighborhood
committees, whose members were hitherto appointed by the
CAEPAs or local water user committees, should be elected
on a periodi~ basis, by affected neighborhood residents.

-CARE
-CAEPAs On-going
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ACTION DECISIONS APPROVED BY MISSIOM AND GRANTEE

They shouLd be responsibLe for superVlslng the
maintenance of the founta~ns and showers rather than
performing such tasks themselves. The actual maintenance
should rotete among households using the fountains or, if
this proves to be unsatisfactory, fountain and shower
maintenance should be done by workers paid through the
O&M account;

2. CARE should assist the CAEPAs in identifying and
obtaining alternative sources of income, where private
connection fees are expected to be insufficient to cover
operation and maintenance costs; and

3. the Level and nature of SNEP repair interventions,
including personnel and mat~rial resources, need to b~

negotiated and ~greed up~~ by SNEP, CARE, the CAEPAs and
USAID.

Sanitation and User Education

1. CARE should reassess the sanitation and user education
proMoter's role in terms of allocation of time, appropri­
ateness of messages communicated, materials used and their
relationship to desired outcome. In this regard, it is
suggested that CARE utilize the services of a consultant
who is a specialist in user health education; and

2. the User Education and Community Development units should
develop ways and means of mutually supporting and
reinforcing each other's activities and messages in
the field.

OFFICE
RESPONSIBLE
~OR ACTION

- CARE
- CAEPAs

- SNEP
- CARE
- CAEPAs
- USAID

- CARE

- CARE

J.

DATE ACTION
TO BE

COMPLETED

As-needed

6/87

9/87

on-going
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,·•·
ACTION DECISIONS APPROVED BY MISSION AND GRANTEE

Research

Studies should be conducted to identify the real costs of
system operation and maintenance, willingness to pay for
household connections and fountain use, and intermediate
benefits (e.g., increased water consumption, improved water
quaLity decreased time in obtaining water, etc.> related to
the ultimate benefits of improv~d health and quality of life.

OFFICE
RESPONSIBLE
FOR ACTION

- CARE

,·~ DATE ACTION
TO BE

COMPLETED

As-needed
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The Mission was favorably impressed by the overall quality of the evaluation
reporta The scope of work was generally followed and the Executive Summary
section is for the most part adequatea The report proposed several thoughtful
recommendations to maXlmlze productivity and efficiencYa One of the most
significant recommended actions urged the expansion of the pilot latrine program
to all project sites, given the project's emphasis on proper waste disposaL, and
the prestige community residents associate with this basic conveniencea
Although it accepts the validity of this recommendation, CARE project management
at the same time signals USAID attention to the financial and time impLications
that the i~plementation of this action would causea In any case, CARE is
agreeable to the inclusion of this component in its implementation plan to be
submitted to USAID in one month, as previously mentioned in page 2a The
recommendation calling for the election of the COQ members by neighborhood
groups, and that COQ members should be responsible for supervising the
maintenance of fountains and showers by neighborhood families on a rotational
basis, rather than performing such tasks themselves, should lead to a more
institutionalized and rational routine maintenance system of the fountains and
showersa

The evaluation report contains an informative section on the development impact
of the project covering the health, economic, social and environmental aspects
(see pages 48-58). Project health benefits are of particular interest to the
Mission which recently requested LAC approval to shift this project from the
ARDN to the Health account. Unfortur.ately, discussion in this context had to be
limited to the ~enerally accepted presumed positive impact on child diarrhea and
infectious diseases transmissible by contaminated and stagnant water. In fact,
the effectiveness of child survival interventions (e.g., ORT, immunization,
etc.> wilL be limited to the extent that they are implemented in the absence of
an adequate, safe and accessible water supply, and modern sanitation practices.
A management information system to collect and maintain data on anthropometric,
mortality and mor'bidity indicators over a three-year period was designed at one
time by WASH, but was not implemented because of additional cost and staffing
resource requirements not available to the project. The project design has also
demonstrated that substantial cash and in-kind resources can be generated and
harnessed for development purposes in apparently impoverished communities.
Thus, the report estimates that beneficiary communities as a whole generated a
counterpart cash and in-kind counterpart contribution of $553,358, an average of
$74,778 per community, or $14 8 72 per person (see page 52).

The most significant lesson learned gleaned from the project's implementation
experience is an obvious one~ but bears repeating nonetheless: the process of
community building and organization is a highly complex and time consumir.g
effort, and requires systematic, careful planning to be successful. Project
designers shouLd therefore take into account, and buiLd in the project
impLementation scheduLe, the time consuming characteristic of this approach.
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