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i 'xtx- 11 t i  VF! Summary: Findings and Recommendations 

Inaugurated in 1986, the  Targeted watershed Management Project, 
hereafter referred to as t he  T W M  pro.iect, w a s  conceived by USMD/Hai t i  to 
arrest the  uncontrolled exploitation and degradation of Pic Macaya and i t s  
surrounding watersheds. Located in Haiti's southwestern peninsula, among 
its accomplishments was the establishment of the Mrrcaya Biosphere Reserve 
? US.41D s~uspended its support of the project following a coup d'etat 
on 30 September 1991. 

In  the absence of dex-elopment activities, encroachment into the Park 
escalated. S o  as to forestall extensive envimnrnentd damage, the Union des 
Coopkrati-k-es de la Region Sud d9Haiti t U Y I C 3 R S )  submitted to CSXID/Hai t i  
an unsolicited proposal to conduct limited activities in and around Pic 
Yacaya. Gnder its propcsal, UYICORS was to continue operations s i m i l a r  to 
those it had ccnducted under the initial Th3z project and, in so doing, 
maintain :q- presence which would discourage further encroachment. USAID 
accepted UXICORS' proposal and signed a Cwperative Agreement with the 
:>rganization on 28 Sep tember  1992, In order t o  strengthen UNICORS' 
ra?at!i!i",es as an irnplementcrt an OYB transfer, executed In August, 1993, 
c ~ ~ i r x i s s i o n e t l  a ten!:-al!y-fanded actil-it)-, +ht Biodix-ersity Support Program 
IRSF!, to pmt-ide ins t i t~ i t ionai  support  to the  project. In the following 
t e s t ,  ti:? j o i ~ t  offr>rt bp CSICORS and RSP is referred to as the amended 
project or, alternative:>:, the project. 

The objective of the amended project is to 

(1) extend the activities of the original TWM project by two gears 
! 1 October 1992 to 30 September 1994), and 

( 2  t inci7ease t h e  project's authorization f rorn $15,000,000 to a new 
total of $15,700,300 (CSAID, 1992). 

This  document describes a design assessment of UNICORS' grant 
actir-i:y and of the ins t i tu t ional  support i t  received from BSP. I t  was 
carried o u t  between 30 April and 21 May 1994, and included an 8-day field 
assessment of the amended project, a review of pro ject-related documents, 
and interviews of project personnel. The assessment evaluated the 
a m e n d e d  project's achievements according to i t s  

( I  t end of project sftatus indicabrs (EOPS 1 and design assumptions, 
(2 )  attainment of objectives stated in the Cooperative Agreement 

with UNICORS and the Memorandum of Understanding w i t h  BSP, 
and 

C3 1 achievements. 

UNjlCORS Achievements 

L3U'ICORS' Cooperative Agreement identifies four End of Project Status 
Indicators (EOPS 1. These and their, situation effective 31 March 1994 
include the following ( USAID, 1394):- 

! 

I .  These a d  ather quantitative wtput data derive f r a  i.nformation providied by 
~ X W E S  to U-IP ud w c ~ e  confirad to tha e x t m t  pwaible. Our v i s i t  t o  t f r r  f i e ld  provided 
us with no reason t o  doubt their validity. 



I. In2xator: Irrcreased acres forested and planted in the  Park - 
at least 620,000 trees planted. 

Accomplished: 479,931 trees have been planted with an 80 
percent survival rate, Their area covers appr~xinnately 200 
hectares, or about t h e  s a m e  amount  of land lost to 
encroachment in the interim beth-een the suspension of the TWM 
pro.:ect m d  the  inception of this activity. 

Indicator: 1 ncrease in farmer revenue. 

Accxnpiis hed: Over 21,000 f a r m e ~ s  have received revenue from 
work acti-,-ities sponsored b y  the  amended project. These  have 
prcjvided an alternative income source and, in so doing, 
redctced t!le environmental  press:lre on the park. More than 55 
\-egetable g a r d e n s  w e r e  established to provide farm househoids 
w i t h  an enhanced niltsitiond profile as well as an income 
gecerstin g a1 ternative. 

1nd::stcr: 1,100 farm families reached b-ith land use  management -. 

pra.:aices. 

Xcc~n:piished; O v e r  500 f a r m  famii ies  h a w  received direct 
tezi-xlcai sssistanct f r o m  the  an;-nded project. 

indicator: Environmental education impact. 

Accomplished: The amended project trained 17 extension agents 
in techniques to better disseminate messages on park 
protection. The BSP representive in Haiti has assisted UNICORS 
staff to c-znduct 42 meetings wi th  f a r m e r  groups. A total of 
1,691 residents of the project area (1,025 males  and 636 
fernaiesl have  5enefited f r o m  project extension. 

To further expand upon its EOPS, UNICORS has implemented a number of 
additions! actions. These  include 

collaboration with a Haitia~, priva'e firm, T u r b o  Systems, tm 
design and implement a plan to monitor and evaluate its 
acti=-lties and performance indicators; 

publication in a Haitian newspaper, as part of a national 
awareness program, a yage-long article which describes 
t'N1CORS1 activities on Pic Macaya; and 

participation, on 18 January 1993, in an information sharing 
session between USAID/Haiti9s Private Znterprise and 
-4gricultural Development Office (PAD01 and the Ministkre de 
l'Agriculture, des Ressourcee Naturelles et du Developpement 
R w a f  (FL4RKDR 1. The Y i n i s t r y  observed that UNICORS' work 
was  consistent with its priorities. 

T h e  following table summarizes the project's major outputs between i t s  
inception in 1992 and 31 March 1994: 



Table I. P r o  iect a c c o m d i s h m e  n t s  

Tree producticn, f C 0 0 )  800 965 121 
T r e e  planting, (030) 
kavine control, t k m l  
Check dams 

2 .  f ncoma enhancement 

T vegetsble - gardens 

Forage multiplication 
Forage pastures, (ha) 
Cash crop demo. plots 
Jab creation, f000) M 

F 
3. Training 

90 7 1 7 9 
plots 3 1 3 3 

Fi+ld :%gent t-aining sessions 9 6 67 
15 - Yurx'her field agents trained, ?i 13 ! 00 

F 2 2 130 
X.*:urnSe:. farm families trained i 100 503 4 6 
Staff training, Sr and Jr, M 1 0 Q 

F 0 0 0 
Source: U S A I D ,  1994. 

Sotwithstanding UNICORS' achievements, there are areas in tk-hich its 
perforxzncs could be improved. I t s  institutional development is weak and. 
despite recent adjustments, remains in need of fu r the r  change. In 
partictrlar, U?ZCORS' rr ability Lo foresee its financial requirements has 
hindered :ts recove1 y of its expenditures, delayed its implementation of 
projec; actix-ities, introduced financial stress into its operations, and 
delayed payments to staff as well as to project participants. Recent 
chnr?ges within TXICORS' administrati\-e structure will lessen b u t  not to tal ly  
resolve its problem: further adjustments are required. These should take 
the form of replacing its project c o m m i t t e e  5 ~ -  a single project 
administra4ar; hiring a part-time project facilitator to work in Port-au- 
Prince: relocating its project center from Chardonieres to L e s  Cayes; 
increasing the number of its technical staff; and improving the quantity, 
quality and maintenance of its vehicles. 

Adjustments of UNICORS' project outputs are also important Its 
over-reliance cn check dams to control gully erosion, particularly on s t e e p ,  
unstable slopes, is nat responding to the  cause of the problem: prolonged 
misuse of geologically sensitive lands. Reforestation, biological erosion 
controls such as clayonnagc, and controled land use are vrobably adequate 
in the cases viewed during this assessment. This is not to say that 
erosion control structures are not required, but that their locatian has to 
t a k e  into account the causes of soil erosion, not just its syrnptoriis. 

~ X I C O R S *  forest nursery operations, while adequate in terms of their 
output, do not conform to standard practice. While their reliance upon 



transplanted natural regeneration of P i n m  occidenaiis contributed to a 
quirk startup of project activities, a gradual shift  to the  production of 
seedlings from seed would now be appropriate. To fulfil this objective, this 
assessment recommends that UKICORS' nurseries be reviewed by a forester 
experienced in the reproduction of P. occidentalis, and that the organization 
receive guidance to improve its forest seedling prcduction. 

UNICORS has been  ox-erly rigorous in its desire to preserve the 
biological integrity of the amended project area, particularly of its buffer  
zcne.  W h i t e  this is commendcble, we need d s a  remember  the  nutritional, 
f ~ e 1 ~ - m d ,  and construction wood requirements of t he  resident population. 
Pleeting these requirements may require, in some cesus, t h a t  non- 
indisenous, fast growing species be brought into t'.. me area. 

12 Sovember, 1993, ;:S.jlID/Haiti, in support its activities implemented 
b y  the amended project, initiated a buy-in to the Bioclivex.sit:- Support 
Program, a USAID-funded consortium of t h e  World k-ildlife Fund, The Sature 
Conservancy  and the W o r l j .  Resources Ins t i tu te ,  While its Memorandum of 
i.;nd;lrstanding with C;S.AID c o x - ~ r s  activities unt i l  1996, BSP's work wi th  
C3I'i'IJPS wil l  coni:I?ude on 31') Septen!ber 1991. BSP's  purpose in the 
arn?n..ieJ project is 'Lo 

(1) strengthen L'XICORS staff in the disciplines of ecology and 
natural resources management, and 

( 2 )  increase the  awareness of international donors of the Park 
Macapa Project. 

In so doing, ESP has successfullg initiated a process of strengthening 
r.lNICORS7 i n s t i t ~ ~ t i c n d  capabiliti-. Some cf its accomplishments include 

the hiring of Yr. Joseph Toussa in t  to assist USICORS with 
natural resourzes management and cornmunit y participation; 
the preparation of a training needs assessment and, from this, 
the development of training courses for UKTCORS staff; and 
the  arranging of a training course for seniar staff in buffer 
zone management,. The course will be held in Costa Rica, and 
will include fie!d visits b ntlmerous conservation and 
development pr~jects.  Project participants include Mr.  
Torissaint, BSr'; Xgronome Levelt, UNIZORSj  and a 
represe ntati5--e of XARNDR. 

While BSP had originally planned to focus on assisting UWICORS to 
manage the park's natural resources, its experience has S ~ O ' I ~ X I  the need of 
additional help in community perticipation. I t s  resulking strategy i s  to 
conduct, in collaboratio-n- ~; , th  UNICORS, an assessment of community  needs. 
From the knowledge the :no organizations gain of community requirements, 
the:- will then develop an action plan for the development of the park 
periphery. This plan wou Ed describe traditional community institutions, 
identify their needs, and provide a process for UNICORS (and other NGQsl 
to negotiate and implernen t c o m m u n i t y  development initiatives. 

BSP may require assistance and coordination at a high level in order 
to fulfil its task of increasing donor awareness of Pic M a y a  h 
expressior, cjf interest by The World Bank, for example, has been officially 



withdrawn. Sou thwes te rn  H a i t i ,  the amended project area, is viewed by 
many as a zone of American interest :  expressions of awareness by non- 
US AID contributors may require the coordination of de7.-elopmenkl policies 
and nethods among the different participants. 

Should the amended project continue? 

UNICORS has reached most of its objectives. Its activities are 
bend iting the environment and the rural communities.  Project 
closure could reverse these gains. 

The project I s  at the  lead of biodiversity protection in a stressed 
envirnnt~-i.;..nt, Rp working direct ly  wi th  " i ~ e  resident population and 
in lplwvir ig  tile capacity of individuals to better. t h e i r  socio-economic 
condition, the amended project proposes to set a model which can, w i t h  
time, be replicated throughout much of Haiti. Its underlying process 
requires that comrsliinities in t h e  park periphery benefit f rom the park's 
natural  enviroan~ent. It means that  the agriculture, pastoralism, and 
forestry practiced by these individuals m u s t  improve in ways that 
compensate  for  the benef i ts  that  individuals  f o r m e r l y  derived from 
ezp!oit.aikr.t of the park i tw!f.  

T ~ P  preceding pages s h o w  that IJ:YICGRS has reached most of its 
i~b;ectives, that the organization has provided results thai  benefit the area 
and its people, and that the amended project has the potential b provide a 
continuing stream of long-term benefits* In gaging the  potential of the 
amended project for. extension, several additional factors require 
ccnsideration: 

What would happen to the area and its population were the 
amended project tc close? 
What repercussions would occur to USXID as a resul t  of a 
decision to halt its support? 
K h a t  institutional impacts would occur, to 3GOs and the Haitian 
government, from a decisioc to close the amended project? 

The  arneclded project has achieved a lull in the encroachments which 
threatened the stability af the park. Were the amended project to close - 
its Project Assistance Closing Date IPAC.D) is 30 September 1994 - the area 
woa!.l !il=elp revert to its situation prior to the inception of VNfCC)RS3 
actix-ities: the park would degrade as a resvlt of exploitation for 
agriculture, forestry, and grazing. This is not to say that the amended 
project is unsustainable, but that  it has not yet had sufficient opportunity 
to become  f i rmly  entrenched in the minds of the people. Al so ,  not all of 
the park periphery is being addressed by VXTCORS: many gaps occur 
between and beyond the areas where it has concentrated its efforts. 

The r2percussions of a project closure or suspension would not be 
restricted to the park area and its immediate  environs, but would extend 
downstream lhrough a degradation of the h~droiogic  network which 
services the Plaine de Cayes. While the irrigation offtake on the Grande 
Ravine de S u b  i s  approaching a state of irreversible damage, that of the 
Acul at Dubreil is not. Were degradation ts continue, both systems would 
risk becoming almost totally unuseable within the next ten years. Their 
ioss would create reduced agricultural production and employment 
opportunities. 



01itrnig:-ation from the  aree would l ike ly  increase if the project IS not 
corltinlleci. This could cause an exodus of people f rom such areas as 
Formond, Cavaillon, and Trois-Sources; much of it would be to Port-au- 
Prince. T h i s  pattern has historical roots, and is that  follcwed by farmers 
from the vetii-er zone near Cayes who departed once their fields became 
barren through over-exploitation. It would also be followed by farmers 
from the irrigated plains once they were  no 'longer able to rely upon a 
dependahie water  supply. 

Were the amended project to! cease, the repercussions to U S A I D  could 
involve ct loss of confidence in the Agency, b y  NGOs as well as by the 
Haitian go\-ernment. B y  stopping its support  of the T W M  project, the 
Agency has already inadvertently affected the careers of many people. 
par-ticu!ar!y those sho had vacated established posts in government to 
pxrticipate II I  cause in which they believed. To once again stop this 
effor t  would signaI confusion and an absence of suitable targets. 

The instit i~tional impact of a cessation of activities would adversely 
affect one  of the area's oldest cooperatives, UNXCQRS. UNICORS has 
proi-ided t h e  +talent and ene:.gies of its s t a f f  and members to the amended 
;:r-r..jer--f.. Xhile L'NICORS has experienced institationat difficulties in the 
r~ursr i l t  of its project goals, i t  has readjusted its administrative structure 
in an effort. to accommodate project requirements and facilitate its 
comrnilnications to LySAID. .A withdrawal b:.- USAID now would add a sense 
of futil i ty to t h e  process it has followed to strengthen its organization. 

The i m g a c t  of a cessation of the amended project to the Haitian 
got.-ernrnent would be one of confusion. While the park resu l ted  from a 
Presidential decree announced in 1983, much of the stimulus for its actual 
founding w s  a consequence of USAID financial support provided during 
the  rr~id-1980s: the current boundarv sun-ey was supported by PL-180 
f i lnds  dur ing  t h e  tnte 1980s; U S A I D  also financed much of the considerable 
w o r k  accomplished by the University of Florida. Cessation of USAID'S 
financial support  of park protection w o ~ i l d  leave a vacuum which H a i t i  
w o ~ l l d  view as jr:consister,t with the Agency's stated interest to protect the 
enr,ironrnent. 

UNICORS' present cooperative agreement should be extended for 
two years. In so doing, changes are required to its 
institutional structure, its objectives, and the way it carries out 
its tasks. 

With t he  preceding considerations In mind, the assessment t eam 
believes it appropriate for the Yission to amend its Caoperative A g r e e m e n t  
w i t h  UNICORS to support .zn extension of project activities through June, 
2996. The project should contir~ue with UPjICORS because of the 
organization's more than 20 years of experience in the project area. As the 
project expands beyond UNICORS' established zone of activity, however, the 
Yfission may wish eo open its support to additional NGUs. 

Beyond the goals and purposes already stated by the project logical 
framework i-4nnex A) ,  the amended project should have the following among 
its objectives: 



To unite the  twa UNICORS ope;-ations iit ~orrnond and Trois 
Sources and to f u r t h e r  es t end  t h e m  to D u c k  so that they 
become a single band of activities. 

To gather the  kinds of information that will facilitate the 
design of a fur the^ project, estension after 199C The project 
requires infomation about t h e  characteristics of the  rural 
community, its a g r i r x u  ltu ral and livestock systems, its socio- 
e c o n o m i c  ~equirernents, arid how these requirements have been 
changed bb- thc: park. 

To improve the quality of agroncrnic extension to the resident 
population and to measure  its impacts and spread effect. From 
a design standpoint, the  project needs to know the  production 
f:inctions of different land management alternatives and how 
these vary accordins to land type. Similarly, it needs to know 
fsrmer gross margins for  di f ferent  combinations of crops and 
m a n a g e m e n t  systems.  Monitoring and evaluation, because of its 
sc:-ile and  importance, should become a distinct activity with its 
own set  of ohjectii-t.s. 

i r .  or.i!+~ to obtain this  information and better meet its expectations, 
L-'Y'TCC:ZS shc!.rld undertake the  following obligations: 

To improve the s'candard of land h~sbandrp practiced by its 
m e m b e r  cooperative, COSAR, on its land that lies within the 
park buffer zone. Its land that actually lies within the park's 
core zone should be held in reserve for eventual transfer b or 
purchase by the state. 

-,. l o  improve its capacity to measure f a r m  ou tpu t s  and to rnr.,nase 
the resulting data. 

To improve its managerial capacity by hiring a full t ime project 
administrator and a part t i m e  facili'k-lor. To improve its 
transport efficiencies i t  should also h i r e  a full t ime  mechanic, 
To support its e+;>ansion, additional technical staff are 
required, These include at least 1 agronomist, 1 technicien 
agricol, 2 TAPS, I animateus, and 1 forest nursery person. 

T o  improve its cornrnunic~lions with USAID and, in so doing, 
prevent irritations f r o m  become unsurmountable problems. 

To relocate its present office at Cayes to a mare suitable 
building, and provide it w i t h  dependable electricity and water. 

To retire its present fleet of vehicles and purchase a new one. 

Erosion control should rely less on check dams and m o r e  on biological 
systems. This  could include th; use of such techniques as controlled 
grazing, reforestaticn, restricted land clearing, and improved agricultural 
s y s t e m s -  

Shile labour-intensive activities are currently attractive ta the 
project, other income-generating m e a n s  are also essential if the park ia to 
become sustainably protected f r o m  encroachment. UNICORS will need to 



in ip~cve  its k nowled g e  of b ~ t h  forestry and pasture management. however, 
if these activities are tc Deco~e  effective. Additional overseas training to 
UXICORS s t a f f  in t h e s e  activities would probably be less effective than 
employing ccirnpetent consul'~ants crtpabie of providing staff wikh hands-on 
practice. T h e  following Table lists suggestsd outputs for an extension of 
the current amended project: 

Table 2, Pro~osed a 

Park protection 
Tree production 
Tr*ee plantation 

.... Trail  improvement, krn 
MSrE, % 
J o b s  created 

Income production enhancement 
Vegetable gardens 
Traditional crops irnprox7ernent 
C a t t l e  imp:-overnent 
P a s t u r e  des-elopment, h.3 
Cash crop plots 
Forage hedgerows 
Milk processing 
Women village bank, accounts  
hf&E, % 

Training and awareness 
No. families trained 
Field agent training 
Sr & jr staff traicirrg 
Articles published 
Broadcasting 

11111 
Source: CKPCORS consultations 

tvuts: amended project - 
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Assistance is required to better define and manage the boundaries of 
the park. 

The boundaries of the park are not ye t  marked for much of its 
periphery. Their  arnbigu its creates confusion and misunderstanding; 
trespass is  poorly defined and open to judicial abuse, The jurisdiction of 
mi l i tary  guards to enforce the boundaries is questionable: the military was 
not identified by the decree of I983 which created the park. At the t ime  
of this writing, the Ministkre de f'Agriculture, des Ressources Naturelles et 
du Developpement Rural (MARNDR) is institutionally too weak to fulfil its 
park management responsibilities. 

High-level assistance will likely prove essentid ta increasing the 
awareness ~f additional donors of the park. 

Because the location of the park corresponds to USAID's geograghical 
interests in Haiti, it may prove difficult to identify additional bilateral 
euppurt for its financing. The World Bank's recent decision ta withdraw a 



proposed $27 n~il l ion development and environmental project is a sermus 
d e ~ e l o ~ ~ r n e n t  which  makes t h e  park even more dependent upon continued 
ITS.4ID support. It is unlikely that BSP or tfP4ICQRS, acting on their own, 
wil l  be able to identify the  magnitude of financing required to stabilize the 
economy of the park periphery and also manage the park. While the 
present atmospher- of embzrgo i s  not conducix-e to long-term financial 
planning in h'3.iti, t he  t ime  will eventually come when assistance is required 
to coordinate and mobilize the rebuilding of the country's environmental 
r2sources. C~wrdinat ion between donors will help identify appropriate 
targets ,  which should iriclude Pic Yazaya and i t s  environs. 



Thi s  document provides a design assessment of activities carried out b y  
lYT--'nion des Coop6ratives de la Rigion Sud d'Heiti (U31COGS1, working in 
coUaboration with the Biodiversity Support Frogram (BSF), U probct Pic 
Mzcaya Xational Park in southwestern H a i t i  (Figure 1). Hereafter- referred 
to as the amended project, It is an amendment to the Targeted Watershed 
Mat~agement Project (TWM, Project Number 521-0191), which operated from 
1986 until the military coup on 30 Septernbel- 1991. The TWM provided 
technical assistance, improved plant materials, financial support, material 
guods, and services 
to a consortiuia of 
NGOs. the 
Liniversity of 
Florida, and a 
USA-based 
cgi :nt :  it;:;..' f;:.ni 
working iz 
southwestern Hzi t i .  
B:,- inpro\-ing t he  
en\-ironmentd 
conditicn ~f c ri+icai 
E%-at~rsheds.  t k  
Tk) f  sough t  t-2 

improve the 
sustainabilitp of 
upland agriculture, 
improve the 
economic  ell being 
of particiva tin q 
fzrme~s.  snd 
p r ~ t e c t  the  habitat 
and biodiy.-ersity of 
the Project zrez 
and Pic Macaya. 

'igure 1. Project locat ion. 

In so doing the Prc ject amplified USAID/I-Iaiti9c strztegic objective of 
promoting stas+tainable, private, sector-led economic gmwth; i t  w a s  a l s ~  
supportive of the Agency's strategy of protecting t h e  enx-ironment. 

The TWI.i's activities were  suspended fol!owing the military coup of 30 
S e p t e m k r  1991; a grant to t h e  'L'niversity of Florida t o  provide technical 
assistance to farmers expired in Yay 1392. This  left farmers In the park 
area wi thcu t  technical support and exposed the park to encroachment. X 
governnre~t decree promising the distribution of state land ta farmers 
encouraged land clearing 2nd exploitation (Paryski,  19911. In an effort to 
protect Pic Yaraya and its adjoining upland watersheds, UNICORS submitted 
an unsolicited proposal to USAID requesting I t  support activities tu protect 
the core and buffer  zones of the park. C'SXID accepted UNICORS' proposal 
and signed a Cooperative Agreement (CAI on 28 Septenber 1992. In order  
to strengthen LT3J'ICORS' capabilities as an implementor, an OYB transfer was 
executed in August 1993 to suppor t  a complementary,  centrally-funded 
activity, the Biodiversity Support Program ; BS PI. 

A t  the t i m e  of this assessment UNICORS, working in colhboration with 
BSP, has received USMD/Haiti financiai support for more than one y e w  
This assessment reviews the appropriateness and performance of their work 



and makes corrclusions and recommendations a b o ~ i  t further. HC tivities in t h e  
Pic kfscaya area {see t e r m s  of reference, Annex CI. The original  budget 
authorization for the  TWM was $US 15,080,000; i t  was subseqaentlg 
amended to $ U S  15,700,000 in support of trNICORS,QSPys actix-ities. 

Slash ax~d burn agriculture and unregulated tree harvesting are causing 
ecoiogicel damage to Park facaya" watershed and its natursi  habitats, t h e  
last remaining rain forest in Haiti. The amended project aims to mitigate 
t h e  degradation of the natural resources base in and around the park. 

7 .  7 LhICORS received authorization of its budget  on 31 August 1992: funds 
l-qel-t. obligated on 23 September :992. The Project Assis+bnce Completion 
Date (PACD! is 30 September 1994 or about  4 months fo!lowing this  
assessment IUSAID, 19943. The objectitre of the assessment is t o  appraise 
and :-eport on amended project achievements against end of project status  

ECPS I indicators, design components and ass,umptions,  2nd the specific 
objectives in the  Cooperative Agreement (CAI  with UKTCORS and the 
?Ien:erxnd~~m of Understa::ding i?iOV:"r with BSP. This infer-mation will assist 
?.iiss;oc x~nagernt-tnt to deciOe w h + t h e ~ -  to extend the  amende? projert, fold 
t h e  :::tivitit.s ~f TWN inti: i;,n ?gric:iltxre sertcl- assistacce ~ r z j e c t ,  or. allow 
it Lo end in  September 1994. 

3- TEAM GOMPOSXTPON AND STUDY METHODS 

The assessment team comprises two members: Curtis Paskett,  a 
consultant in soil and water  resource planning; and Greg Booth,  a natwal 
resaurces management consultant. Mr. Paskett, the team leader, started his 
career in 1964 in Algeria where he worked as a forester on a UEAID- 
spcftscred land rehabilitation project, Sir;ce then he has woz-ked in sbout 
25 ccuntr.ies, nms t  of then  in Africa. fiis experience in H a i t i  dates f rom 
1979 and includes assignments sponsored b,v t h e  In t e rAmer ican  
Dex;+:cpmetnt Sank, the F.40, and :'SAID; the  total duration of his previous 
work in  Haiti i s  approximately 5 years. H i s  most recent experience as a 
prcject ei-atuabr L13r USATD was during 1993 when, as leader of a 5-member 
tearn .  he helped assess Zimbabwe's C-4XFFIRE Project. Mr. G r e g  Baoth is 
thfi .tvalcation team's biosphere reserve expert. He has over fifteen years 
of experience in managing rural development, forest management, and land- 
use  plannit.,g activities in over a dozen countries in Africa. Yr. Booth has 
sucrtssfu!lp implemented strategies for conservation and de\-elopment 
acti~<t;es and has  experience in the design, management and i m p a c t  
n i c n i t ~ r i n  y of USAID raturaf resources management programs. 

The  duration of assessment activities was three weeks .  The tearn 
arris-ed in H a i t i  on 30 April 1994 and departed 21 May. During this t i m e  it 
reviewed documents related to the Project (Annex C) and intzrviewed 
ifidit-iduals concerned with its mansgement (Annex B). On 4 Mag the team 
departed Port-au-Prince for Fornmnd where it reviewed UNICORS' 
achievements for 3 days; i t  then travelled to Camp Perrin where i t  
interviewed Dr. Y. Oriol  and ORE; on 9 Xay it travelled to Chardonni&re 
and R i v i k r e  T P O ~ S  Sources where it interviewed UNICORS implementors ;  on 
11 Yay  i t  interviewed staff of the Ministgrer de I'Agriculture, des 
Ressources Naturelles e t  du Developpement Rural (MABNDR) in Cayes prior 
to returning to Port-au-Prince. On 13 Friday it interviewed staff from 
Turbo Support, a local firm engaged t6 monitor and evaluate work 



completed by UXfCORS as well as by other VS.4ID-sponsored implernentors 
working in Haiti; i t  also held meetings w i t h  iTS.41D's Private Enterprise ar.? 
Agricultural Development O f f i c e  (PADO) and the Yission Director. During 
the remainder of its time in I4ait.i the  ban1 reviewed documents and wrote 
this paper. 

The amended project is intinlately related to Pic ?facaya National Park 
and its surrounding watersheds. Tnterest in t h e  area commenced in the  
1960s with visits by Felix Lowenstein, A p r ~ m i n e n t  envirmrnentalist. On 2s 
J i~ne  1993 t he  President of Haiti announced a decree which established Pic 
'I~cayfi as a national park to bc administered b y  the W 3 N D R  and t he  
I n s t i t u t  Xatioid Eaitian de la C u l t u r e  et des  Arts IISXHCA). Its area w a s  
2,000'ha (Woods, 1986). While, de jure, t h e  park's area remains tha t  
specified b>- Presidential decree, its Jr fac t0  area is sub jec t  to 
interpretation: mote  than 7,500 ha acco-ding t.a t h e  University of Florida 
fSergile, V m d s ,  and Paryski, 1992). and about 7,500 ha according to Oriol 
I IWZ!. I n  the  course of this surx7ey the tocal c ~ m x u n i t y  expressed its 
co!:f~lsior! about the location of t h e  core a n d  ht i f fer  zones of the park and 
the  p(>ii(-ies h ~ c h  go\-ern their use. 

Despite its tss-ironmental s t a tu re  in a counr,r)- k r x w n  for. i t s  
degradation, the park  remains threatened by habibt loss. M. Oriol  (1992 1 
observed that ambvtiguity in the role between the rniversity of Florida 
and its Haitian cclunterpart organizations, underesi;imation of the human 
factors of ecobgicaf degradation and conservation, and conflict resulting 
from the absence of clearly understood park boundaries are continuing 
causes of conflict between park managers and land users. 

T h e  challenge to LTSATD and its collaborators is to strengthen the park's 
i.rnderpinnin gs so as to reverse the causes - Paultp land tenure, u n m e t  
hot:se hold financial and nutritional requirements ,  gox~ernment institutions 
tinable to fulfil their mandate, ... - of its continued degradation. In part, 
US-AID'S future activities in the short t erm shculd be framed so as tu 
ansicer quest ions about inputs to an expanded program, particularly those 
which center on meeting the  requirements of communities and individuals 
living in proximity to the park. Based ofi these data, the design of an 
espe!~d$rl project should then  be assessed for its worthiness by subjecting 
it tz s rigorous ar~a!ysis of its costs and benefits. 

The Targeted Watershed Xanagement Project was authorized on 3 
September 1986 w i t h  a Life of Project (LOP)  funding of $US 15,000,000 and 
a P-ACD of 30 September 1992. Designed to arrest environmental 
degradation in southwestern Haiti, its specific purpose was to extend soil- 
conserving and fertility-augmenting land management practices in the 
watersheds which make up Pic Macaya and its surrounding landscape in 
order to increase farmer income, and to appip lessons learned to national 
lan d management planning. 

The original Project comprised two components: Pmje' Sove 72 @ST) 
and the Macaya Biosphere Reserve IMBWI. PST was implemented by four 
primary grantees: 



(1) DPveloppemeni Communau ta i r e  C h l - i t i e n  d'Haiti (DCCH 1, 
( 2 )  Int igri i ted Rural  Des-eloprnent ! IRfl!, 
( 3  1 Organization for the  Rehabilitation of the Environment (ORE) ,  

an b 
(4  j Union des Cooperatives de la R4gion du Sud I UNICORS 1. 

Under contract with t h e  Mission, a IfS Pirrn. Associates in Rural Development 
(ARD!, based in Rrzrlington, Vermont, qyerated as ar! crmbsella agency to 
prot-ide technical and administrati.i-e support  to the PST irnplementors. 

The Vnive r s i t y  of Florida I U F J  w a s  respcnsible for the implementation of 
the Yacaya Biosphere Reserve OIBR) ,  whose a m  w a s  to protect and 
rehabilitate the natural erosys terns, biologics! diversity.  and nat  u raI 
resorxzes of t he  Paru Yacapa and its surrounding areas. T h e  MBP, included 
research mc! rehabilitation activities in the core zone of the pnrk? as well  
as the provision of t rchnical  assistznce to 1,730 f s r m  fami l ies  living In t h e  
park's  periphery. Although t h e  PACD is 33 September 2992, all the CAs had 
an estlnrated completicn date  of 32 Warch 1993, 

Tfle mifitilr:; coup of 30 September 1991 triggered the suspension of all 
p m j e c t  :.-::t.iviti+s under Section 523 of the Foreign Assistance 
.Apprc:~iriai ions  A r t  of 199 1. In Januar:~-, 13s:. the  USAID Agricult,ural 
Deve!opnle!lt off ice (ADO) determined t h t  sexteral, activities needed to be 
reactivated in order to avoid losing the  benefit  of assistance aireadp 
provided. On li. F e b r u a r ~  1992, the Hission Director authorized the 
completion of the Integrated Rural Development I I R D  veterinary program 
and the  estension of the Organization for the  Rehabilitation of the 
Environment ICRE) grznt to 31 May 1992, u n d e r  Section 617 of the Foreign 
Assistance Act (FAA). Shortly thereafter, ORE submitted to the Mission a 
proposal for seed production and multiplication. After a preliminary review 
of t h e  proposal. t h e  Missian d~termined that the seed production and 
m~~lt ipl icat ion activity w a s  relevant t o  the Ic!ission's post-coup hurnani'tarian 
program. Therefore, t h e  ORE grant was reactivated under  the authority of 
Section 123 ( 3 )  of the FAX. After a formal r e v i e w  of the proposal, the 
Yission decided to support the first phase of the program through the 
cul-rent P A W  of TWM, 30 September 1992, b y  amending ORE'S CA. 

On 20 A p r i l  1992, the Mission Director authorized, under Section 617 of 
t h e  FAA, the wind-up of activities of three grantees [IRD, UWICORS, and 
UF) through 31 May 1992. Wind-up activities for D6veloppernent 
Communau ta i r e  Cfirgtien dYHaiti  (DCCHI sere not deemed necessary, as 
USAID-funded resources were not at risk. In May 1992 the C-4s for DCCH, 
IRD,  and UNICORS w e r e  fu r ther  extended to 30 September 1992 to 
acconimodate final audits. 

The  USAID grant to the trF for the establishment of the Macaga 
Biosphere Reserve terminated, as scheduled, on 31 May 1992; the CAs of 
DCCH, IRD and UNICORS ended later for audit purposes; that of ORE 
continued to cover the first phase of its Seed Production and Multiplication 
Program, which then was renewed as a sepzrate project due to the 
importance of i t s  scale of production. 

The amended project addresses the  environment of Pic Macapa National 
Park through an array of socio-economic, technical, material, and financial 
inputs. 



Its goal is to arrest t h e  process of environmental degradation in 
Southwest Haiti; 

its sub-goat is to ~ r o v i d e  continued support for- the preservation of 
Parc Piacaya as the last natural rain forest in Haiti. 

The Project's purpose is to e x t e n d  soil conservation and fertility- 
i+\lgmer~ting land ninnagenwnt prac ticils in  the Pic Maca3-a watersheds 
and to apply lessons learned from these f ie ld interventions to 
!~atioxm?-level hillside management planning; 

its sub-purpose is to instill better Iand-use practices by the farmers 
of tlte Pitrc Macaya buffer zorre, in order. t o  reduce ecological 
pressure on the  park (USAID, 19921. 

Elements of the  amended project include 

- tree pir-lnting, 
- gully control, 

improt-ed upland ag r i cu l tu re ,  
tr.iining, and 

- i +c .n i~  r , ~ l a t i n g  to project adminis t ra t ion and finance :-SAID, 1992 1. 

- isbie 4.1 srirnn~arizes the amended project's financial data [ U S A I D ,  19341: 

Table 4.1. Project financial data as of 31 March 1994 

This section describes the elements which influence the underlying 
concept of a park at Pic Macaya and of t h e  role of the amended project in 
its preservation. I t s  intent is to give dimension to aspects which affect, in 
varying degrees, the outcome of USAID'S current investment. 



The  physical geography 
of the park area and its 
environs is made up of 
steep land interspersed b>- 
occasions? smal l  valleys, 
mid-elevation plateaus, and 
summit s  I Fig 25. Two 
p r i m a r y  rock types? basaft. 
and limestone, as well 3s 
their metamorphic variants, 
contribute to the diversitxr 
of the landscape. sum mi:^ 
f o r m e d  f r o m  basal t  are often 
sharp crested and 
unsuitable fur  agriculture: 
those from limestone are 
generally rounded and often 
farmed  to such crops as 
tubers and beans. Because 
slopes are steep the>- are 

'igure 2. Block diararn of the  project area 

also geologically sensitive azd. i f  misused,  prone t 3  diff+rent f o r m s  of 
~ : i r f i ~ ; a l  erosion a n d  landslides. On basaltic soils these landslides are often 
sha i low dislocations of the s:irface; on calcic soils they  tend to be more 
deepir seated and may invols-e 3 rotational movement of the  soif mass. 
Rirciforn limestone, t h e  remnant. of ancient reefs, occupies much of the 
surface surrounding the plateau of Formond and helps ?Q resist s o m e  f o r m s  
of deep-seated soil movement. Figure 2 shows that little land is available 
for sustainable agriculture save. fop lowland plains. narrow mountain 
valleys, and mid-elevation The underlylllg cause of poor land 
suitability is soil erosion, itself a phenomenon with manF underlyin% causes. 

The  clir.,ate of the  amended project area reflects a wide range of 
altitudes and its effects upon moisture. The  coastline is brou2htp whereas 
the uplands are humid and cool. Xeither extreme is g m d  for agriculture, 
though lowland drought can be remedied by irrigation. The uplands and 
mid-e!evation plateaux receive less insolation and are cooler than lower 
lying lands, so that crops require longer t i m e s  to reach maturity.  Beans, 
for errample, need 3$-4 months to reach maturity rather than the more usual 
3. This is not to say that s o m e  crops are better adapted to the highlands 
than t~ the plains and low hills. 

Runoff reflects both the  nature of the s t o r m  and the surface upon which 
the rain falls. Four m a j o r  rivers - the Port-&-Pimerit, Grande Ravine de 
Sud, Rivikre des Roseaux, and Rivigre I'Acul - as well as a coflection of 
m i n o r  ones, drain Pic Macaya in a radial pattern like the spokes  of a wheel. 
Riviitres 1'Acul and the Grande Ravine de Sud have irrigation takeoffs which 
service the ranal system of the Plain de Cayes, and thus are importent to 
the area's food production. It is a mistake to credit the totality of the 
region's water resources to Pic Macaga, however, Rainfall much less than 
t h a t  received directly by the park is also importart. Indeed, rainfall 
integrated over both time and space is essential to runoff. Because the 
surface area below the amended project is much larger than that  of t h e  

2 . mile abmst 47 gxtpsrcanrt 05 5 i t i  is fPllnd, only abut 11 mrcsnt of the country i a  
amsidered arable. 



Park itse!f. it i i k e i ~  proirides equally important q~iantities of rundf despite 
its l o w e r  rainf:+!i. 

S t o r m  t;t-pe is i inked tc water quality-. Despite the presence of forests, 
runoff  is l ikely  m be torrential during tropical storms and hurricanes. 
Htlrricane Gilbert  did much damage to the Project area during the late 
1980s. despite ;he presence of trees; hurricane Cleo, much earlier, severely 
damaged much L>f Haiti and gave a jump s b r t  to its charcoal industry* 
Heat:; storms on unprotected land are instrumental in triggering the 
erosion which has buried important irrigation offbkes under tons of 
cobbles a n d  horilders. O f f t a k e s  such as those at the Grande Ravine de Sud 
are TlEjW destl-0:-ed and require major hydrau l ic  engineering far their 
~ . r h a b i l i ~ t i o n -  Thei r  c u ~ r e n t  state is such that it is an inaccuracy for the 
Froject LO c l t ~ d l t  impr.o~-ed runoff to the  Grande h v i n e  de Sud irrigation 
S J - s t e m  as .a F;*~ject  bemfi t :  the water cannot be used, even if there were 
nore to he had, because the  offtake is malfunctioning. It can become 
k-orst., b u t  the hulk of the damage has  already been done. 

4.2.2 Social structure and econumv 

S~rr.prisin<!.--  iittie is known about the lii-cs of the inhabitants of the 
n 1  -. ,c i . 3  JC-C-~ .  :~:-t"a. - 2 v - a  team t lnberstsnds a scndeo a-as conducted by the  
U n i \ - e r s i t y  of Fioriba Dr. ?I. Oriol, a sociologist resident in C a m p  Perr in,  
has a!sc r*--crI:e:-i in ;he Frojszt  area. The i r  reports were unavailabje to Chis 
assessment, but xoulti have obvious imporbnce to a project redesign effort 
in oiir meetings with peasant associations in Formond and Rit-iGre Trois 
Sourres, i t  is eirident that there are different categories of hor.tseholds 
resident  in the amended project area, each with its own set of priorities. 
i t  is the understanding of these priorities that provides one of the keys to 
a successful project. 

h fit.g;'a:.bless sf its stattire within t h e  communi ty ,  each family has been 
affected by  the e s t a b l i s h ~ e n t  of t h e  Park. Man7 of these effects have 
been distorted jY the embargo, now effective fcr  bout two  years, biit it 
s e e m s  that m o s t  f a m i l i e s  have both benefited and  suffered. Secause w e  dc 
not have z statistical prsfi!e - age, population, sex - we redly hal-e no idea 
of the effect of t h e  park cn nut?.ition. Certainlp beans, proscribed in the  
park since the  presence of the cF, now appear to play a much reduced 
part in the local diet; q~netarily, one resident reported his living had 
been redu::ec! 6 3  perctnt. 

In  a n~eeting betweer! the Conseit C o m m ~ z n a r r t a i r e  de Formond and t h e  
assessment tearr., a group leader reported that local residents were  getting 
used to t h e  idea of a Pzrk. This was due principally to the  remunerative 
e m p l o y m e n t  the>- had received f r o m  1-+NCORS and, previousty-, t he  UF. 
Weaknesses in the compensatary valce of emplcyment as against their  
Former use of lands in the Park area are a source of complaint, and 
comprise such matters  as delays in payment for their labour, and arrests 
and fines for trespass. The communi ty  expressed some of its immediate 
needs as ioflows: 

. d reduced diet based rainly  on root craps has less tltan 113 the energy value, 1/3 
to 112 the carbahydrates, and 1 / L O  t c  1/20 the protein content of beans. The amended project 
does not kmm the extent  to which other crops urd meat have replaced the protein tnd energy 
obtained f r a  beans i n  the diet  of Park residents. 



schools for  its children ( U S A I D  is to begin financing the construction 
of a schcol in Formondl, 

ciarificsLion of ambiguities in t h e  park boundaries and the  land use 
policies engendered b ~ -  them, 

r i g h t  of access to an important spring which now lies within t h e  
park? and 

permission to use land su ibb le  for agriculture [ the  buffer zone 
occupies portions of nearly level iand. parts of which are now 
t.sc!i~ded to agriculture).  

,4s ;?oted in a preceding section, tire park has many different, types of 
iand and zgro-climates. Until recently the inhabitants of the area have 
been able to exploit these different land qualities in order to provide a 
!-ange or' crops. The  TWM project prc~posed change to this system b y  
;.xc!r~dInq some sreas f r o m  Lase, and h y  improving the land use  systems of 
i!ther r.,r.tr;..s - a comperisatorp;. exchange of land use method for l a ~ d  area. 

3 t  t h i s  stat? cf ?he anended  p r o j ~ c t  i t  is inp~ss ib i t ;  to idrntify frcm 
?iP85;l! ' frr i~ '~>t~ r!i? a.-:::aZ tenefits of t!.:+ tx:?nic;t.;*s recommended h?- t h e  
:mtzr!ii,e~i pt.nj.-ct. ?!<>st of t h e  production c\:rl-es that ex is t  st t h i s  t i m e  
, . 

,13tq,.rv--b & .  . : rZ?n: z~s:;mptio~..s,  not measuremer,ts; thos?  thzt have been measured 
m a l e  f r o m  t lu r s i , ?~  the amended project ares, not f r o m  within. Individual 
farmers, however ,  wi1i keep a keen eFe t o w ~ r d s  the relative worth of their 
investnent  in t i m e  and labor. Eventual project redesign with a view 
+swards expansion would benefit f r o m  t h e  use  of measurement s ,  not 
r%ssurnptions, L-herever possible. The assessment recommends, for this 
reason, tha t  T-TKICC>RS collect data about the worthiness of the different 
'iechr:o!figies i: ~rorn:~lgates. To r.t?d:ite i t s  bu  rdon? the sn~ended  project 
shou2d ~ . i p ! o i  t auto-monitoring by  res ident  f a r n ~ e ~ s  2 s  much as possible. 

4.2.3 Land ownersbjp 

Cc.r!tr.ary t -  contrnon belief at t he  t i m e  t h ~  state &tempted to estzblish 
handar i r l s  to the Park, not all the !and essential to the core 3rd  buffer 
zones beionged to the state. Indeed, one of t he  largest private iand 
owners in the Pa1.k is the Cmpgrative St. Andre de Rendel [COSAR),  a 
nrernbcr cmpel-at i l -e of I W C O R S ,  h-hich purchased l a ~ d  prior to t he  1983 
decr5t~ ar?d which occupies 644.5 ha within t he  core zone, reaching a l m o s t  to 
t h e  s u m m i t  of Pic Formand (Qriol, 29921. COSXR's stewardship of its land 
has been questioned, and this w r i t e r  can remember observing steep land 
being cleared far beans in the late 1980s. Primarily a coffee cooperative, 
its marketing has been severely damaged by the embzrgo so that, wi th  help 
f r o m  I,XICCORS, it is seeking  to diversify its use of the land. 

Virtually every resident of the Park environs has benefited from its soil 
and forest resorirtes; individuals as far as Rendel and Camp Perrin have 
made \?isits tc harvest timber. The  t eam m e t  one former resident of Jerernie 
who h z s  inoved to Pic Yacays to e n t e r  into farming in zn attempt to 
recover f r o m  pzyrnents he made ;tlor,g the  north coast fcr the use of state 
land. A t  Trois Sources the team inquired o h  meeting of about 100 farmers 
the number who continued to use the Park for agriculture, pasture, and 
tree cutting: about 5 raised the i r  hands a l though  we were told that it 
should have been higher. 



Khlle  the  majority of farmers apparently own liirld, 3 large percentage 
rent, kzse, or sharecrop land while leasing ou t  scx ; l t .  t h e i r  own land to 
others. The status of land titles is very unclear. Wher. attempts have 
been made to precisely determine ownership, i t  has  been found that 
between 30-68 percent of farmers in the areas s t u d i e d  c la imed to have 
titles, The  t-didity of these, howsver, was frequently questionable. 

The t e n u r e  status of Haitian land is complicated b3- 

TIw absence of cadastral s ~ ~ ~ t t y  is a further- complication. The unclezr 
legal stat.iis of k n d  ownership results in title insecrtrity, which adversely 
i m p a c t s  >.;r? in1.-estment in Iand impros-ernent, use of i n p u t s ,  and the 
applic-stion ~f conserx-stion practices !tTS.cllE, 19851. 

4.2.4 Political situatio~ 

T h e  .I~c:-ii-ir> ::;:* so tast ing fr-OR pr-cject. ctnsigr! t o  thir assessmest has 
;?ei.,n r? .~- i r?g  ffe. !i;~iti. Yem,bers cf ARS's tezm h:ere res idents  of hotels in 
Fort-au-Frince for long periods while cix-il unrest c l is l~rbed the 
couii;r:=side; rmre recently armed individuals w e r e  reprtedly occupying 
the p ~ t - i n d e p e n d e n c e  fort st Formond. Even such a benign m a t t e r  as t h e  
:xzAxklls'nn;enb. of a national park is likely to encounter difficulties that will 
affect its flow sf inputs a n d  outputs. 

TF.il= zn%lp--;is woulrl be  incomp!ltto .&-we i t  not  to mentior, some of t he  
-:ffects of t h ~  ernbarqo, in  place for nearly two years, xpon t h e  project 
3 .  T~? ,TIs~ :o : '~ ,  of crops as well as of people! is severe!t,r disrupted. 
&here o n c e  k n g  l ines  of buses and trucks caused d u s t  to rise high in the 
ah-, at best t he  markets now receii-e very f e w  (we saw two small buses at 
one m a r k t t  where previously there would be 19-12, TI-:e cost of bringing 
. i rodlrs-  fa nrarket is tm expensivs for m a n y  of the crcps grown in far 
away pkces like Formcnd and Trois Sources. Agriculture has changed: 
easily 2erishable produce has given waF to hardy crops; once well 
A -  ;?ain+;izir:ed ycffee s t a n d s  are degrzded and expensive x i c ronu t r i en t  
fertilizers sr-:- no !or.ger applied; farmers, unab:e to rcsrket much of their 
produce, are maintaining irrigatiorl canals to a much reduced standard. 
Individuals known by  t h i s  writer in years past are no--- much thinner. 
Farmers at m e  meeting reported that delayed wages  meant they m a y  lack 
the strength to do the work zsked  of them.  

4.2.5 USAID, its context and role 

CSAID/fir?,it i 's  Private Enterprise and AgricuItural  Development Office 
I P X D r l !  is responsible for  formulating and irnplernecting strategies for the 
Mission's program in agricultural, na tu ra l  resource and private enterprise 
sectors. It alms to increase food production, income and trade, investment 
e n d  employment  and to diversify- agl-icrilture to rezch new markets. Its 
project and policy activities seek to 



l i) cteate and reinforce economic incent ives  f ~ r  sound ecological 
mnnagcner~t of t h e  count q - ' s  natu:.nl resources base; 

( 2 )  p r o m o t e  investment, access to credit and espansion nf 
agribusiness and trade through diversification; and 

{ S j  inc cease rurd incomes, food security and agricuiturai 
productivity. 

T h e  amended project fits well  withir? ~ . ' . , i Y l ' s  gods and presents an 
~ p p o r t t ~  ni ! .~  for it to in tegra te  biodiversity and trcpical forest rnanageme~t 
Into its economic development portfolio ( IJ'SAID, 1994 1. 

Cost/Benefit Considerations 

Potential Be fief its 

Eerwfic'ral hydrologic impact f roni b-atershed: s:abiiized water 
discharge and redciced sediment  iozd. Anderson and Thampapillai 
! 1990i observe: 

"The riif f icult ies of handling downstream externalities . . . 
suggest t h a t  upscream . . .  projects ;n agricultural areas shculd 
be justifled primarily on rrnsite grormds. Offqite benefits 
s h m l d  be incorporated unl v when the assumptions & h u t  
desrnat ion  and time profiles for sediment are clear and are 
appropriaral:,- d i scaurrt ed for probabilities of occurrenc~." 

Sutritional and financial  benefits to farmers f r o m  project 
interventions. 

- Consistent long-term USAID policy regarding NGO irnplementors and 
beneficiaries. 

Behavioral change by farmers - e.g., farmer adoption of sustainable 
interventions, protection of the parx by f z r m e r s .  

Potential Co- 

Opporttlnlty costs associated with competing development alternatives. 
Anderson and Thmpapillai fop. cit.) note that: 



" .  . . investments tc  improve ecnloglca?l?; scund upland f a m i n g  
should be balanced aga lns t  Increas rng  employment opprrrtunr c ies  
i n  nonfra~ils areas.  lest the push cf -.ci;.ulatlor: growth and the 
p u l l  of project innovations combxne ro  increase rigrat i o n  into 
ecological l c  f r a g i l e  areas. " 

- Investment in experimental and  unpmver. de\-eloprnent approaches 
such as buffer zone management. 

Tnfrastructure and transportation costs assoristed w i t h  actixrities in a 
remote nlountainous area, e ,g . ,  vehicle and  road n!:*intenance, 

5. TSSUES ADDRESSED BY THE EVALUATPOFJ 

In rondiartin; t11is design zssessment, t h e  team separated t h e  projer t 
into its r-ornpnnent issue&: i l l  conceptuai issuvs,  (2) desisn arid 
in~p'lt:ol+ntation issues: ( 3 )  organizational ~ n d  human resource issues, and  (11 
impact moni tor ing isstles. Project achiel-erne~ts w e r e  compared to criteria 
which expressed theil- overall adequacy, cornp!iance w i t h  recognized 
skrndzr.?s. ant! ef f ic i rncy.  

5.1. PRO.JXCT C O N C E P Z A L  TSSUES 

.\:i i;,l;!,.;.?yitfg cofi.-ept, ~f this  assessze!:t is that t he  park s h c ~ l l d  be 
.~i.1,t0-pr3tectir1g, that is that the  inhabitznts of the r.:gjon shou!d perceix-e 
the benefits t h e y  receive f r o m  the park outweigh those they might receive 
from its systen~atic and unsustainab!e exploit.&ion. This requires e. 
conceptual linkage between t h e  scrcial ar,d economic benefits for people 
living outside of the protected area and t he  behavioral response the 
prilject seeks to achieve f rom those s a m e  people to  reduce land pressure 
insid..: t h e  protected area. The following issues s e e k  to define the 
+ffrbcti~-mess of these l inkages  and their  ixpact. upon the park. 

Issue 1: Conservation Education 

The  present project d e s i g ~  places much emphasis  on cornmrini tp  
awareness or" the  park. While this may be an appropriate first step, we 
need remember tha t  the  impact of awareness activities - e.g., radio 
programs, posters - on changing behavior and practices of farmers should 
be monitored a s  rigorously as ape other project components. 

Issue 2: Testing Linkages 

Integrated conservation a n d  development projects ( ICDP I attempt to 
provide benefits - income, employment, agricultural technology, health 
services, education - to rura l  people who l ive adjacent to protected areas. 
Tn order for t h e  success of an ICDP to be understood, it m u s t  ultimately 
esbbl ish  a link between the social and economic benefits it provides 
outside a protected area and t h e  behaviorai response it seeks to  achieve 
f r o m  peopk inside a protected area. In testing this linkage, project staff 
need to determine t h e  extent  of biological changes to the park and its 
s u  rrounding watershed t ha t  results f r a m  rural development activities in the 
buf fe r  zone and its adjacent watersheds. 

Issue 3: Park Protection 



T h e  assumption is often made that  as individuals living adjacent to 
yt.otei,ted areas become better. off from the  results of a deve!opment 
project, they wiil  refrain f r o m  illegal esphitation of that protected area. 
According to Brandon and Wells (19921, hoxever, such expectstions may be 
rraive and even invalid. They  observe that,  in s o m e  cases, efforts to 
strengthex guard patrols and t-cl impose penalties for illegal activities rn&y 
be justified. Vrtder its current:  situation, the Ministgre dc? 1'.4griculture, 
des F;~~sscur.ces Natureltes t.t d.u Developpement Rura l  ( M A R N D R )  is 
institlitiol:slly tor> weak to fu l f i l  its mandate to manage a n d  protect the 
park; the military, which does tindertake t h e  role of park protector, WAS 

not idenkified by the 3983 decree which established t h e  park - i t  lacks 
j 8 i s n .  Strengthening of MARXU'DR to increase its capacity to operate 
and rnansige the  park may b e  essential to the park's u l t h a t e  nustainability, 
B y  the sanle token,  the Haitian mi1itar:- should vacate the role it appears to 
have i!lrg;ili>- ~ssrrrned.  

LGhile :hr park m a y  have important biological assets, i ts  macagernent 
shoulC be m o r e  of its habitat a n d  ~ a t e r s h e d  resources than fci- its value as 
a i f  . T ~ d e e d ,  its inaccsssibiIi ty and absence of spectacular 
s i l d l i f +  n:xk* the park unappei;tl:ng to most potential tourists. Emphasis 
shoult'r ncti he placed on buffer  zone management: providing rura l  
c o r n m ~ n i t i e s  b:th economic al';ernati\-es LO ~.Wace'the slash-and-burn - _I----_ 

agric~lttire t hey  formerly practiced. 

Issi~e 5: ?ark Boundary 

The park boundary needs to be physically established in the field. 
There is 3 great deal of confusion regarding where the park and buffer 
zone s&-tu?l!y begins and ends. T h e  ambiguity of the  present park 
boundar! has led to conflicts among farmers, uNfCORS, and the military. 
Zi~sta~ces of trespass into the  park appear to be poorly documented. 

Issue 6: C o m m u n i t y  Surveys 

T h e r e  i s  little information regarding the social structure sf people living 
near the park area [BSP, 1994). Socio-economic baseline surveys and 
periodic surveys are needed to 

t'l! identify the  needs of the community - e.g., education, health 
care - and 

( 2 )  rneasLzre changes in community behavior and adcpticn of 
susthinabIe practices over t ime. 

Issue 7: F a r m e r  Extension 

UFICORS has focused on providing off-farm agricultural and erosion 
control d e m o n ~ t r a t i ~ n ~ .  I t s  future activities should concentrate more 
t owards  on-farm activities such as improving the conditions (education, 
credit, land reform, health care, conditional project assistance ... 1 under 
n m  . Theat: ~unaitmns should be 
conditional on the  adoption of production technologies that also conserve 
soil, forest, and pasture resourcesl 

Issue 8: Sustainability of Buffer Zone Management 



The :+mended project is imy~roving agricultural technoiogg in the buffer 
zone of the  park in order  t~ upland farmers their perceived 
losses which resulted from the* closure of the park's core zone to 
esploiL*tion. A t  this t i m e  man)-  of t h e  benefits of the projeci'a new 
technologies are unproven under  the agro-ecological conditions represented 
by Pic Macsya. Exceptions include the introduction of iaproved root crops 
rznder the Twbf project and *c-hich now dominate rnscfi of the pleteau 
lartdscxpe, the introdilction of Ca1liandr.a caJothyrris which provides wcod 
used as supparts for yams, arid the introduction of other fast-growing 
species such as Eucalyptus used for ccnstruction t i m b e r  and fuefwood. 
S ECID, working at lower elevations near J6r6rnie, is demonstr&ing that the 
integration of livestock into hedgerow farming systems provides improved 
financial returns. The Organization for the  Rehabilitation of the 
En\-ironnrent ( O R E  1, working  under the TWN project at mid-elevation farms 
near Torbeck!  demonstrated increased revenues from improved bean and 
tor? seeds, fruit trees, swee t  potatoes, hot peppers, forage crops, and 
anirnai titisbandry ( O R E ,  1992). 

UYTCORS is now worlcing hard  to introduce new garden crops such as 
garlic, cabbage, znd car-rots into t h e  agriculture of the project buffer zone. 
C a n t i ~ u i n g  research afid f a r m  trials w-ill continue to ~2rna in  important to the 
p m j e c i ' s  su<-cess. Because t h e  project area has silch a :*-ide variety of 
r a in fa l l ,  soil types, a n d  land slopes, trial successes and failures from one 
-; i te a%..- - a . c uniikely to provide identical successes 2nd failures on all sites. 
Research and its accompanying data collection and management is becoqing 
increasingltr important to the project's sustainability, and should be 
considered as a separate task item. 

V e h z  and Logan (39881, working in the Cordillera Central of the 
Dorniaicafi Republic, measured soil losses f r e m  conservation treatments such 
as r o c k  wi-rlls, grass strips, and hillside ditches that were at least jil t i m e s  
greater  t h a n  t he i r  corresponding rate of soil formation: because the  rate 
of soil :ass %-as greater than the rate of soil development, the treatments 
were ~nsustainablo.  t'eloz and Logar,'s measurements conform to soil loss 
est imates  made of s i m i l a r  treatments on 35 percent slopes under the TWM 
project (Paskett, 15881, and highlight t h e  need for considerable care in the 
practice of ~lp iand  farming. Problems such as these can be averted by 
avoiding the cultivation of sloping lands. On sites that are unsuitable for 
crops, forestry and controlled grazing offer promising alternatives. 

i s s u e  9: US AID'S Development Program 

With the ,assistance of USATiI/Waiti s t ~ f f ,  UNICORS appears to have access 
to lessons learned - e.g., Productive L a n d D e  -- Systems project, private 
sector initiative, ORE seed multiplication project - from %her USAID 
supported projects. The authors have rarely seen a US-4113 Mission so 
interested in using lessons learned f rom its development portfolio for the 
management of a biodiversity, tropical forest project. 

BSP could assist the Mission in its effort to identiiy lessons learned 
f r o m  c o m m u n i t y  development initiatives. For example, it is our 
understandin2 t ha t  M r .  Toussaint, the Haitian BSP advisor, will be 
coordinating regularly with ORE - ORE appears to have a number of lessons 
learned in sgriculturd extension which may be useful to UNICORS* We also 
understand that BSP wi l l  obtain lessons learned from other USAID- 



slipported TCDP activities, farmer extension, policy reform, and impact 
monitoring. 

5.2 PROJECT DESIGX AND IMPLEMENTATION ISSUES 

I:SAITD/Haiti maintains a gmd working relationship with UNICORS and 
95';. I t s  sir;ff communicate effectively in the  areas of monitoring and 
e s eiuatiu-1, commirrtity parkkipation, agricultural s y ~ k r n s  analysis and rural 
bc-v-kprrreat., The contacts between the Mission an6 u;:NICORS/BSP are 
cc;ilabo~;+tive ~ a ~ i i  pertinent, Wonetheless, members of UXTCOXS'  boa^-a 
w p - . .  t h e y  had dif f icuitv understanding commrinications that w e r e  
;i:.l$r.es~.t:~i to them in English. 

T h~ xPi.:sion is current!? developing impact indicators far the amended 
prajrct. !.:nber its arneli3ed grant to the project, the funding of monitoring 
sc?ivit?es s:lch as da-k gathering ~tnd analyses should continue. 

y r  . - 7  

a. 3 ii-ORS has reported problems in its recpipt of 5cancial 
rm~~irnbi i rsaments f r o m  i_'S.ATC !see t he  following s.5cticn.j. Due in large part 
!.i, i.rY:<'ORS' fa ihre to ankicipsts its financiaI requkernents, the organization 
hzs .%ttftrnk>ted to r.~sol\-e t k e  issue by making adjustments within its 
adxinistrative str-ur:tu.:.e. The problen occurred at a t ime  when criticai 
people in USAID'S office w e r e  absent for approved reasons, a situation 
b-hich caused s o m e  unforeseen additional defay to payments. At  the core of 
the matter, however, remisins UNIC@RSY inability to fcresee its fiscal needs 
in advance of its actual requirement. Section 5.3 describes changes carried 
out in the structure of UNICORS' to address this problem, and additional 
changes recommended by the assessment to i m p r o v e  program management. 

UNICORS' management  of the a m e n d e d  project needs to be viewed from 
two sides: from a rnana;c?ria.l perspective as wel l  as from one based on 
achievement. Technically, t ' 3 f C O f i S  has acccmpIished important activities 
si.;ch as tree pianting, f a r m e r  unification and sensitization, road 
i m p r o v e m e n t ,  crop trials, a d  garden farming. These have been done under 
cxtret~ely tr,ving conditions, often with little recognitlor;, The organization 
dese rves corisiderable appreciation for w h a t  it has (%me. I t s  problem l i i ? ~  
ic the certaint?- that U!i;'ICDRS could h a v ~  aciiies7eG these s a m e  o u t p u t s  w i t h  
rnixch less managerial stress, for LiXICORS as well as for IjSA1Tj. This 
Section and Szztilon 3.3 suggest some ways in which U N C O R S  caa improve 
its performance, credi,ble as it is under its c u r r e n t  situation 

Project tnaragement b y  UNICORS, in some ways, has failed to reflect its 
years of experience w i t h  ?.-SAID: first with PST rlnder the TKM, and now 
w i t h  this amended projeck. It has been hampered by a reluctance to 
expend money in accordance with its budget  and by a failure to anticipate 
its future financial reqtlirements. Section 5.3 discusses organizational 
matters - a d d i t i ~ ~ e l  personnel, improved offices, ... - which could help 
address this issue; this section is m o r e  concerned w i t h  design ar!d 
implementation, both issues which require some modification. 

UNZCORS has now esktblished itself on the ~outherast-?s;l and 
northwestern flanks of Pic Pfecaya National Park. That i t  dm represents a 



private landowner w i t h i n  the Park boucdaries, COSAR, is an important issue 
which could e m b o d y  a conflict of ink-est. COSAR's  effort^ at land 
husbandry are to be both applauded and criticized: its past clearing of 
land fur coffee is a suitable land Gse; its clearing of identical slopes for 
beans i s  not. That much of th i s  ceffee is rww degraded is a result of the 
embargo and does no: signify additional complaint against the organization. 
Some c.onditionulity has  to be made, however. between th i s  Project and 
COSAR to ensure  against future land misuse. In the short t e r m  it would 
not be r4::reasovahle to require, as a precondition to a continued =cord 
with U W C Q R S ,  t ha t  COSAR use its land in  a sus+Anab?e manner; in the 
long t w m  theye s h o ~ i l d  occur e i ther  

er: ~ i f j ? : s t m e n t  or exchange of i t s  Imd title, or 
:+ ciec!;3raiion of utiiit6 publique with ~ u r c h a s e  of titie by  t h e  state. 

f r 3  uit-imately and, again in the Ionq term, the final resolution of the park 
boil rldar'x requires at tion by the  state. 

UXICORS shoaid 7 w k  forward to expanding its protection so tha t  both 
its areas. T m i s  WiviPrtts and Forrnond, are jillrred; it shoulri, estend its 
i-lctivit;ies tcba:.ds t h e  east  to include Ducis  ~t t h e  headwate rs  of the Grande 
Rav ine  dt: Skid. I n  so doing i t  will 

- acilicl-e kzt ter .  controi of the p a r k  are=, and 
- strengthen its presence in the CavaiGer area where access is 

difficult. 

Cavailler rzpreaents a weakness in UNICORS' presence which coufd serve as 
a ccwdtrit for exploitation of the park. Beca~se it lies strategiodiy between 
the two stro~gpoints of UXTCORS' activities, Formond and Truis Sources, its 
incorporation is critical to the amacded prcjxt. The objective of 
consolidation &-odd be to promulgate upland f a r m i n g ,  ?astoraiisrn, and 
forestry techniques to people w h o  reside in the park's buffer zone, but 
who are presently unaffected by ,the activities of the amended projecL It, 
would require the development of a UNLCORS outstation at Cavdles; the 
hiring of a d d i t i ~ n d  personnel (for example, 1 agronomist, 1 Technicien 
Agricol, 2 T A P S ,  2 animateurs, 1 pepinierist;; and the purchase of 
transport Lh~rse or m u l e ) ,  office, tooh instruments, and supplies. 

U N I C G R S  has done well to introduce forest nurseries in a short period 
of t i m e .  These now need tc be reviewed hv  a consultant fore. ier 
experienced in the prad~c t icn  of large numbers  of f inus  occidenhlis The 
p r e s e ~ t  approach appears to be flawed by  its use of natural reproduction 
;.ather than of seedlings grown f r o m  seed. Another opinion should be 
sought, however, and appropriate recommendations made. Some references 
cite fire as a necessity for the reproduction of this species, though the 
exact requirement is not specified. This writer remembers visiting an old 
burn dating from the 1960s which stdl had not regenerated by mid-1980. 
We need to understand the causes of fai.lnres such as this in order to 
improve our success with replanting and forest management. 

Among the  tasks  of the consultant forester should be the following: 

Examine the current forest nursery system employed by UNICORS and 
identiy  its rdative strengths and weaknesses. 



Examine UNICORS' method of harves t ing  natural regenersticn for its 
nursery seedlings, and determine whether or not t h i s  can be 
improved by producing seedlings from seed. 

Identify seed production by Pirrus sxcidentdis, and determine if it, 
k-ithin the capability of UNICORS ta initiate a seed harvesting 
operation. Advise if this should be a private enterprise scheme 
funct ioaing ~ n d e r  t h e  umbrella of LrNICORS, or if i t  shuulb be a park - 
mtivity operated bx UXICORS itself. Train UNICORS in the  
techniques sf seed harvesting f r o m  P. wcidentalis 

reliant or. check dams to control 
soil erosion, particularly on slopes 
which are gealogiczf!~ sensitive 
following prolonged periods of 
misuse; its treatment of natural 
waterc~urses  - which m a y  appear 
to be actively eroding after 
tropical storas or hurr icanes ,  b u t  
which later rever t  to a more 

.., 
Ll ,c - rd  CITSS section - is 

!InnecPssary. Figure 3 provides z 
longit~i  diriai s-x tion af a typical 
treatment as i t  is now being 
carried out. These s t r u c t w e s  
c a r q -  2 benefit limited to the Figure 3. Typical check dam as 
crest cf the structare . As the ins+Mled c ; ~  steep slopes. 
Figure s h o w s ,  m u c h  sf the eroded 
surface above this elevation 
remains  ~~nron. t r -~l !ed .  Indeed, the point fr-urr. which the e r o s i o ~  i s  
expanding - the uph-ard, nearly verkica! face of the scar - is untreated. 
We recornmen2 th i s  type of investment be severely curtailed, A more 
appropriate ase wou!d be in ra5-izes on near ly  level land typic& of the 
platea!~~.  We also need recognize, however, that these structures have 
provided i m p r f x n  t so3.r rces of enplq-xent dx r ing  tirnes of ser ic .~ :s  economic 
need, -4s an alternzj-tiv-e, trails ir, t h e  park o f t e n  requjre stabilization and 
::cl.tld benefit from reshaping and m a s o n r y  not i;m d&irnilar f r o m  that used- - 
in the check dams, a possible additi2na.I use for labor. 

Hai t i  has in its !e:iiccr, of sail e r o s i ~ n  controj the practice r;f clayonnage, 
the  attachment of horizontnl bands of s t r a w  to the ground surface. In 
many k-ays it is a practice not dissimilar f r o m  many of the s t r a w  and jute 
nets  used to control erosion along h ighways  in t he  states. In the Figure 
shown above. refacing the u p w a r d  slope so that i t  was not vertical, 
attaching cla~onnage, and replanting would be a cost-effective erosion 
control m e t h o d .  In an area where v i sua l  i m p a c t  is important, i t  would also 
blend more  s : ~ b t l y  izlto the backgroilnd. 

The present  reliance on structures and road rebuijding needs to be 
viewed as a temporary quick-fix solution to a bad problem. I t s  principal 
risk is one of building dependence by the local population on work 
projects. The ultimate goal, as stated earlier, is t h a t  the population will 
protect the psrk because it benefits f r o m  the  park remaining in its natural 
state. This means that  farmer gross margins have to revive ta their pre- 
park levels, and that  these have to keep pace with population growth. Two 



i t ~ r n s  are st isst~e here: farmer  (and ~ i s t n r a l i s t )  gross margins ,  and 
populatior: gro:%-th. U N C O R S  is not- yet at the 3 t ? ~ - ~ I  of sophisticated 
a9ronomic practice as was ORE before i t  left Formond. I t  I+-ould probably 
benefit froiu a closer coX1aboration with ORE than it has at present, 
something which m a y  require hiring ORE as a consuitant. UXICORS should 
aIso closely monitor its progress in agronomy: farm iocations should be 
platted on a map, yields should be measured,  farmers adopting the  practice 
but not in t h e  programme should also be shown on the map .  This activity, 
hecaluse of its scale, needs to be i m ~ l e n i e n t e d  as a separate project 
conponent. Auto-monitoring b y  project participants and statistical sampling 
procedures could reduce its required inputs. 

Table 5.1. UNICORS V e h i c l e s  

-. . 

Wum-bcr . . Type-  , = Pear 
. - 

2 Toyota Yilux 1988 
1 -Ford 1989 
1 Ford 1990 
1 Jeep Wrangler 1987 

Source : GRTCORS 

US.MD/Hait i  established a bc:y-in to  the  Biodiversity Support Program 
!BSPi for activities to be conducted during 1 November 1393 through 31 
October 1996. The ESP is a US-AID-funded cansortium of the World Wildlife 
Frrnd, The N a t u r e  Consen-anct and  the  World Rescurces  Institute. I t  
provides assistance to T:S.qTD conservation development activities worldwide 
arid has technical exper?-ise in park management, community development 
and NGO inst i tutional s tr~ngthenning .  

The purpose of the  BSP buy-in activity i s  to canduct the following 
ac ti\-ities: 



(1) strengthen VKJ57CRS staff ir? t h e  at.e-,s of ec-o!ugy and natural 
resources r n n r e g ~ m e n t ,  ant! 

f 2 )  increase the in te rna t iona l  donor as-.areness of t h e  Park F4v1~c.v-ri 
project. 

f t  i s  important to note t h a t  the EISF actil-it? in Haiti has j u s t  begun to 
design a n d  implement its ac t iv i t i~~s .  ?resent>- ir: its f i r s t  year, the  RSF is 
in the process of laying t h e  groand rz-ork f c r  its assis+hncc to L'NICCI3S. 

Khile RSP had originally phnned to focus en providing assistance in 
n z t u r d  resources management, it has also determined that the project 
requi~es help in conimunity participation- Accordingly, BSP bas made 
a r r a n g ~ n w n t s  for  FIzssrs. Toussai n t  ar!b L ? t ~ - a l t  (7l"iTCORS Technical 
Director-), imd ;r ?IARK?;DR staff  member to a t t e n d  a buffer  zone rnanage2:ent 
course in  Ccsta Rica. The cotlrse will inclu;J,e r-isits in the  field to 
r l i i m e m r i s  conservation and development prc;ezts. By providing concrete 
examples of h c w  NGOs and g0~7ernments dex-eicp partnerships with 
mrnmufi t t ie . ; ,  the course will be of particxlar importance to the projectand 
its participarts. 

I n  the  near fu ture ,  BSP wiIL also provide assistance to UNICORS for the 
des.elopmerlt- of an action manageinent plan. T h i s  plan would define a 
process :s 
cornrnunity 

-4s part 

- 

prcnmte the  efficient assessment a ~ l d  implemention of L W C g R S '  
sctivities, and w o d d  inriude the fol!owing activities: 

identify communities and their traditional structure, 
conduct  community needs assessment, 
conduct  analyses to a n s w e r  key management questions, e.g., 
farming systems analysis, 
design implementation activities? and 
integrate impact monitoring and evaluation system. 

of its task to increase the zwareness of international donors of 
t he  park,  the  el-aluation t e a m  believes that  SSP could pso.ride UNICORS with 
:essons learned f r c m  s i tuat ions s imi lar  to Hait i ' s .  For example ,  the BSP 
already has  valuable experience in monitoring and evaluation, buffer zone 
management and cornrnunity development. BSP could assist both the Mission 
and UNICORS to identify international organizakions already located in H a i t i  



t h a t  have expevierxce in  the ccnduct  of yvi iq-  initistives w h i c h  worild 
cornplrnl:*:~t thr. pr-oji.1ct9s u n d e r t a k i n g s .  For e x a n p l ~ ,  Haiti 's  ~ r c l b l ~ m s  of 
land tenure could be addressed in t h e  project arean. Another international 
organization ma: h:tvc experience with  t h e  creation of f i n a n c i d  endowments 
which could help assure the  silstair!:3billtp ~f I:'NTCORS' activities. 

5.3 PROJECT ORGANIZATION AND HUMAN RESOURCE ISSUES: UNEX?RS 

Z XICOFS. z consortium of 8 coffee cooperd3ves in southwestern Hai t i ,  
has its headquarters in Zhardonigres. It i s  headed by an A s s e m b G e  
G G 4 r a l e  with a Cornits de Surveillance as its staff (see Annex D.2 ,  
g S-il)-:er\ ient t o  the Llssambl4e is a tonsell d'Administration 
~ h i f : I i  is ..;en-;.ti b y  a ~ t r r n t j e r .  of Conseillers Techniques.  T h e  office of 
Direction CSnerale, formerly immedinte1,v below tk-e Consei! d'.\dministration, 
has FOW been succeeded b>- z Cornit4 G&n&ra!e. This  replacement occurred 
in response +to a request by USAIO for VNICORS to streamline its 
e ~ ~ r a t i o n a l  control of t h i s  Project, Below t h e  Cornit6 are t h e  offices of 
D i r ~ c t i o n  Technique, the branch responsive to this amended ~ r o j e r t ,  and 
t h e  Oirection Ex6cutive in c barge of acco~inting, gtlarding, end other day- 
to-day activities. The Direction Technique supervises the work of 
zgranomists (21, agricirltrxd technicians (31, general agricu!tt:rd agents 
I +  ~ . r c  .. hnicieris agricols polyvalents, T.lPS1, extension agel?ts, and nurserymen. 

While LTICORS has its central office in ChardoniGres, the  Project has Its 
own office i n  L e s  Capes as well as out-stations in Trois Sources and 
Forrnond. The office in Chardonisres, while spacious, suffers Prom an 
hzdequate supply of water and electricity. The office in Cayes is in poor 
repair and also has inadequate w a t e r  and electricity. While L7.'NICORS 
received computers and was  trained in their use under the TWY, these 
have become unusable due to t h e  electrical problems nentioned above. 

1 
During the mid-1980s GTX supported a lard redorn initiative near Conaive. Its 

experiences should be reviewed befare undertaking airilar act iv i t ies i n  tha rreaded project  
area. 



TXTCORS. in  times previotis to t h i s  assessment ,  &-as ~ p p a r e n t ! ~  hindered 
h y  4 rel~irtanrc to expend t h e  f in .~nc ia l  support it received from LEJAXU. 
Its financiat planning failr d to ant  ic-ipate f u t u r e  pecuniary requirements, 
pl-el-enting i t  to respond io t h e  timely repair of vehicles, payment of 
salaries, and purchase of materials. Thi s  resulted in large part from the 
v e ~ t i c d  nature of the VNICORS' organization and the participrtion of people 
who, :bough exposed over long periods of time to iJS.AID's administrative 
1-equirernenls, nonetheless failed to grasp their  fiscal obligations. 

T.'SiCc73S, by yemoving the office of Direction GPnerale and replacing it 
hy a c o m m i t t e e "  believes i t  has addressed the  problem. Its structure 
remai!ls flawed, however, in that  it wctipies t h e  time of its Head Agranomist. 
i n  mat te rs  related to f inance and  rn:+nzgement. To remedy t h i s  situation we 
suggest  UXU'ICORS h i m  a full-time adnlinislr.ator. to work ir; Capes, as we]! as 
a pal.:-time fac:ilitator to rl.ork izl F ~ I  t-au-Prince. The principal task of the  
administr-ator wortid be to manage the budget xr.d prepare financial and 
other ~:oirlziunicatiorts to :lS.AID as hell as to I.TlCC.RS; the task of the  
E:ar:ii!!atar woulrj be to arrange PI.: w h a s e s  and castoms clearances and to 
rnriintsir-1 co rnmu  nications to US.1.ID. These two posts w o d d  effectively 
t-.li:::i::;ii.t? t h t  n t ~ d  for 3 C o m l G  G&zP:.de, thereby reducing some of the  
- ~ ~ + : ~ t I ~ - : ~ ! i t : c  - .. :-,f i ' y ~ ~ ~ R S '  adniinistl.;..ti:-e s t r i ~ c t u r e  znd further. streamlining i ts  

p :  t,:iptA vioiild be st: Dservient t o  t h e  Direction Technique.  

- . 
i?e slsc propcse t h a t  U M C G R S  h i re  a f ~ i l l - t i m e  rnerhsnic, based ir, Ies 

Cayes t i l t  free to travel to Formend and  Trois Sources, to service its 
Project Vehicles. This m a t t e r  w a s  fu r ther  addressed in a precedink 
set= tion. 

KXICORS, by its aversion to paying other than modest salaries, m a y  
incitr difficulty in identifying the quditg af skilled staff required by an 

! n a m ~ n : + t ?  project of t h i s  caliber and who are willing f~ five u s d e r  t h e  
/ / i  hardships typical of Pic ."lacar-a. I.'? recommend the organizatior, review its 
f i 1 sa!ar:i- policy w i t h  a vieti to nr.svide a genera! ~ r ~ g r a d e ;  we aiso propose i t  

I is 
j i consider  providing a hardship allowance for those who spend long periods 

i. : . j in iso':ated locations, 
i; 2 

1 
in a ~ ~ S C I ~ S S ~ G ~  &i th  members  of t h e  .4ssernblee ::.&nhrale, Mr. Yves t u b i n ,  

President, expressed his unwiXngness to identify a ?reject Adminiatrstor 
ur,til  such t i m e  as the project expanded. This assessment believes the 
amended project should be expanded over the  next several years, but that 
the  h i r i n g  af sr, administrator, facilitator, and mechanic are essential to the  
curres t  project and should be preconditions to uSAID's continued support 
of VXfCORS. Fie also recommend tha t  operations based in Capes operate 
f r o m  a m o r e  suitable structure than as at present, and that investment be 
made to assure i t  h a s  suitable water and electricity. 

T h e  President of UNICORS expressed the thought that the organization 
bas beerr fargeted by C'SMD and punished in ways that involve delayed 
payments. That this feeling appears to exist is unfortunate. The 
ass-~m_ent team has no way of separating directed misinformation f r o m  
s imple  errors of communication, or of assessing fault. That a 

5 . The former director w h a  was respansibla for IRlfCORS' earlier >robleas is a 
reabr of the mu~ittee. I t s  othor m b r a  include UWICORS Technical Director, 
the BSP WRn specialist, and UNECOR5' accoantant. 



:.~mrn!~nir:ations pt*c>blttm exists, howevert is i m p c r t a n t  for both parties to 
discuss  and bring to a cozclrsion. 

The situation with IS\;ITi3RS will require carefu: monitoring by USAID'S 
Project Manager. while b-e disagl-ee with the concept of micro-management, 
probiems which hinder t he  perfornance of YSICORS' contractual obligations 
req:air.e identification and correctjon. 

5.4 LYEACT MONITORIlJG ISSUES 

Effective monitoring and evaluation t M&E s y s t ~ m s  enable project 
~ m p l e r n e n t ~ r s  tc assess progress, to identify problems and make neccssar >- 
wodifications, a n d  tcr! ?&ermine project. i m p a c t .  Tn addition, M&E assists 
p m j e c t  irnplemer?tor-s t ~ ,  test the hypotheses  snd assumptions of cause and 
effect iclaiionships w h i c h  ~;nde~. l i t .  t he  prcjeci. 

I:: o1-de:- to bet-ter ~ inder -sz+nd  the r e i s t i ~ n s h i p s  be tween  p r o g r m  
inl 'uts and ~eople-level oufcomes, USAID developed in 1988 a five-level 
nat ura i  rescurces m a n a g e m e n t  (XR:-i; framework. The framework organizes 
prcsv irnpet indic8t01-s in s hierqirchial order in order to better identify 
t h e  l ~ s s o n s  learned f r o m  its field projects and programs. (See Annex D.3  
for. a description of the framework.) The importance of the framework is 
t h a t  it represents a step-by-step process of economic development. The 
project's M&E plan should be designed using the USMD NXM five-level 
framework so that lessons learned can be assessed in a way consistent to 
other ITS AID projects 

Ter l tn ica l  assistance on the M&E. f ranework  is available to the  Yission 
t f i i . ~ u g h  its present bvy-in to the BSP. The kbrld Wildlife Fund (one of 
BS F's partner organizations 1, for  example, supports a M6E actis-ity ~ n d e ~  
its Social Science 2nd Economics Frogram. 

Tho project's f u t r ~ r e  YstE p l a ~  sholdrl be both practical and  cost- 
effectivi.. The plzr, develored by TURBO, possibly with B S F  assistance, 
should 

!I) identify key questions snd assumptions to test in the field; 
f 2) identify a s i m p l e  development process for each project 

component using the  USAID five-level framework; 
t 3 )  identify tentative i m p a c t  indicators associated with the 

development process; 
( 3 )  t es t  the linkage between buffer zone activities and the  

biological rnaintanence of t he  park; and 
15 f identify who, what,  when, where and how information is to be 

gathered without  burdening impkmentation activities (Booth, 
1993). 

Wany of the approaches being used in conservation and development 
projects are new and untested. B ~ m d o n  and Wells (1992), in a recent 



a . ~ s t s s r ~ ~ c ~ n f .  c > f  ~ -~>nservat iot~  and development projects for T h e  world Bank,  
.<howr*d t k d t  t - r . r - J -  f e w  projects quantitatively riieasure, monitor, and e v d u a t e  
the  eff~(:ts of the project on the people who live near protected areas; 
ttley also shak-ed that changes of biotic communit ies  within protected areas 
are similarly often unmeasured. 

The  data grithering methods which make up the MLE plan would evolve 
from a c:c~llabcr:t~,ive effort  sf project participants. The process includes 
tho f(?llm4n$ steps: 

Review approaches ct I rz'entl y being used for socio-economic biological 
xssc+ssruents. These ~04i ld include the use  of remote sensing and 
gmgraphi(-%! infcwrnation systems. 

Hold 3 workshop with project pertkipanis to develop a consensus on 
the  baselitle (data that should be collected, by- whom, and over what 
t ime  frarn?. 

- Imp l rn~en t  s h n ~ 3 a r d i z e d  plot monitoring activities on the  project site. 

The amended project shorrld take a participatory approach to M&E. f his 
~ P P P O B C ~  allck-s ~ r ~ j e c t  participants to take part in deciding 

I I) hob-. &-hen and what is to be evslaated; 
!2 1 the field methodology to be used; 
( 3  i how information i s  to be analyzed; and 
( 4 )  how M&E results are to be used. 

Participabry X&E has been shown to produce information that  is both 
accurate and relevant to the end users. Other advantages include 
t imel iness  and transparent-. In  a participatory process? infornation needed 
for  decision-naking is immedia te ly  available 'lo participants and project 
managers al ike - project modifications can be rnade readily made. LiLe 
participator:- desigr? arid implementation, participatory P¶&E strengthens 
p~rticipants '  s k i l f s ,  promotes arttclmrny, and fosters the long-term 
slistainabillty of the  activity. The M&E plan shouId be based on t h e  
premiss.; outlined below: 

- M&E activities should be carried ou t  by project impIementors and 
interest groups. 
Infc?r.mstion s h ~ u l d  be  gathered to answer k e y  management questions 
and to t es t  project hypotheses. 
Information should be gathered routinely as part of regular project 
Implementation. 

Commtinity  members  (extension workers, guides, scouts) should be 
trained and compensated for carrying out and analyzing data 
collection (World Wildlife Fund, 1993). 

& QUESTIONS IN THE FRAMEWORK OF DEWELOPMENT 

The following paragraphs provide key  ques t ions  and detzils on the 
a c t i v i t i e s  that would c o m r i s e  a future amended project. 

1. Buffer Zone Management 



Li'::zt :+re t h e  l~.ssc;ns !e.rrneti. I-rgionrally and ~orId\c . i t fe ,  :.*>gardins 
!>r;fft.r mne rnanagernerlt. i n  Haiti's biophysiczl and c o m m t : n i t y  
c?r?~ ' i rc r :mrn t?  
f -. 
b t  Frat 1;; t h e  c.omparative ad\ . - i~tsg*  af i ; S . A I D / H a i t i ? s  experience in 
r n m n : ~ i r ! ~ t y  dt:velopmer?f? Hnw can it9 !essc?ns ?ea?.nt?cl cr.cntir,l.re to 
;n:c<r::itt: ~ n t c  t h i s  project'! 
i i!!y; I >.;:e af  A i D / k :  assist.azt:t- rsould be m o s t  helpful  in assisting 
{J \ . J  r - - (  .: * tt) s t r eng then  t r a d i ~ i a n a l  community decision making, arid 
n + g f i t i i i i  arid implement development activities. 

2. Esfabljshing Community Partnerships 

Key Questions; 

How are communities using t h e  park: when, how and why: 
How are communities organized to build consensus and to make 
decisions? 
What  are t he i r  economic dev~ ! lopment  priorities, e.g.. edacation, 
income. and health care'? 

- W h a t  is t h e  m o s t  effective approach to establishing community 
development agreements? 

- What is the m o s t  effective system to measure  change in coxmunity 
behavior and adoption over t i m e ?  

3. UMCORS Action Manr~ement Plan 

T h e  BSP should provide UXICGRS w i t h  zssistxnce to dex~elop a park 
action management plan. In contrast to a park management plan, the pian 
would be based on community surveys .  I t  would contain a process to 
identify, design, and i m p l e m e n t ,  comrnilnity d e v e h p m e n t  activities in the 
buffer zone. 

K e y  Questions: 

- K h a t  are the  lessons learned, f r o m  areas sharing Haiti's problems of 
resource deg~adat ion,  climate, ar.d soils, about action management plan 
imp!ementation? 
k-bat is the m o s t  effective f o r m  of trzining for UNICORS to develop 
and implement the action managernen t pian? 

4. Park Boundary 



The park boundary needs to be physicaily establ ished i n  the field. The  
absence of a boundary is creating conflict a m o n g  f8rnl t . r~ .  IJSICQRS, and 
the m i l j t a r g ,  The  first step towards establishing a boundary is to sort out 
land ownership kithin and around the park. 

K e y  Questions: 

- W h a t  is the !and tenure system in t h e  regicn'.' 
- Khere are the private a n d  c l a i m s  in the p a r k  ar?d who owns land 

gritside o.f the  park* 
Can the government or Y future project b~zy th i s  iantl? . -. w r . a t  ts-pe of park bouridarg (live tree bord.;r, nxwkcrs, ... : has been 
most effective in Haiti's biophysical and  conmrrnity en\-ironmcnt? 
W h a t  is the  prefer-eiicc of t he  cornn1uriits.7 

Key Question: 

i\'!nt are t h e  lessons !earned, reginnetly and  J\-oridwide. ahout CS.UP's 
i m p a c t  o?oniclorSng and ex-aluation in Haiti's bioph:;sicaf and community  
environment'? 

6. Lessons Learned 

The project should obtain lessons learned from projects similar to Park 
'-f.ic..iya Opportr~niti~s for r-?-~afi l--~ f a r m e r  e>:tenei~r? ~>oi:!t: >o ic!ectified. 
C.?uld key  farmers visit other sites in h'aiti and the Dominican Republic and 
55 pro\-ided with fo!:ow-up sripport such as credit and training? 

Key Questions: 

- - 
hfiere is a g r i c v l t u w  m d  pril-ate enterprise development effectively 
and sustainably working on degraded land in H a i t i ,  the Dominican  
Republic, and other countries of the region? 
Where is VSMD prcmr;t:ng f a r n w  site visits and folow-up support, 
e. g. ,  AFR\.ASTS/FAR.4? 

7 .  Private Ecterprise Development 

T h e  project should assess the opportunities for private ecterprise 
development for communities living in the buffer zone area. The community 
of Formond is isolated and s o m e  imagination may be required in order to 
ident ify opportunities. 

Key Questions: 

- Khat is the  m a r k e t  for t imber poles in Les Cayes? If  there is a good 
market, how can transportation costs and other constreints be 
reduced? 

- What kind of technical assistance would be most  appropriats to 
identify potentid private enterprise opportunities in the region? 



Thc? ITniv~rsi+,y of Florida focused primarily on research sborit thi: 
biolog?- of the park. F u t u r e  research should be limited to answer- inq key 
management questicns related to the park a i ~ d  i t s  adjoining,  per iphvrd 
communities. 

Key Questions: 

What is the coxmunity traditional decision making yrocess? 
What is the  land tenure system in t h e  area? 
K h a t  are the non-consumptive ttses of the park by local comn:unities, 
e.g., medicina': pIants? 

9. --- Creati\-t. Policies 

Creative policy options for the  park and corltmunity development shotrld 
be explored. -3s indicated in issile number  8 above IUSAiD Development 
Programi, there mar*  be additional oppor tun i t i e s  t s  apply successf~.tl 
i'S:tID/iHaiti poiicy activities to the  ?4.5a~a:~-a Pal-k Project. 

Ktrp Questions: 

i 7 .  b n a t  are th? ~r~:litix-e policy options n w d e d  to ass:~r-e t he  
sustainability of project activities? For example, is it possibie to 
establish a financial endowment?  
UNICORS bas had s o m e  experience in  providing credit to f a rmers  as 
part of its agricultural extension acti~ities. Is there potential for t h e  
USAID/Haiti PADO office to assist ZNICORS to identify creative policy 
options for the park - investment promotion, credit, agribusiness, 
f inanr ia l  endowments. 



REVISED GOQXCAL FRAMEWORK 

Narrative Summery 

To arrest the orocess of environmental 
degradation in Southwest Haiti. 

Sub-God: TQ provide continued support 
for the preservation of Pare Macaya as 
the l i s t  natural rain forest in Haiti. 

To extend soil conservation and fertility- 
au~mnting  land management practices 
in the Pfc Macaya watersheds and to 
apply lishons learned from these field 
interventions to national level hillside 
management planning, 

Sub-purpate: To instill better land-case 
prrrctbcss by the farmers of the Parc 
Maccrcpr buffer zone, in order to reduce 
amfogicat pressure on the Park. 

TARGETED WATERSHED MANAGEMENT 
($21-0191) 

(Parc Macaya Component O n l y  - 1992-94)  

Objsctivety Verifiable Indicators 

The Pic Macaya rain forest remains 
largely intact 

I 

.'J , ?- , ' 

Tbs rich range of bio-diversity in the 
N l a ~ a y a  Biosphere Reserve remains 
largely intact, 

Soil erosion in project area is 
significantly reduced 

Macaya watersheds continue to serve 
the 7 rivers which irrigate the Pfaine 
des Caves 

End-of-Projec~ Status: 

lncreabd acres furested and planted 
in Parc Macaya 

Coflective public awareness is raised 
markedly regarding the importance of 
preserving the Parc Macaya forest and 
watershed 

At least 600,000 tree planted in the 
park 

1,500 farmers in the park periphery 
reached by project land use 
management activities 

Means of Verification - 

-Visual 
inspections of Parc 
Macaya by NGOs, 
GOFl and international 
unviranrnontal Orcups 

-World Bank and FA0  
estimates 

-USAID Monitoring 
Unit findings 

-National and regional 
agricultural and rural 
income statistics 

-Semi-annual reports 
by UNlCORS 

-UNICORS field 
recards 

-Project evaluations 

As8urnptions for Achieving Goal Targets 

-Sufficient political stability exists in Hait 
allow project activities to be carried aut i 
planned. 

-Climate and rainfall levels do not vary 
markedly from historic patterns. 

Assumptions for Achieving Project Purpo 

-GOH policy permits NGQs and PVOs to 
operato indeper~dently in Haiti. 

-Planning for the VVorld Bank environrnen 
project, interrupted by the 1991 coup, w 
resume in time to permit a start-up of 8a1 
financed activities in Macaya by 1994. 

-The mix of project interventions will be 
sufficient to stop encf~achments into Par 
Macaya for treat-cutting and land clearing 



1,  Systernoiic planting of upland native 
and endemic tree seedlings in critical 
areas of Parc Macaya 

2. Redametion of critical ravines in the 
park to control gully erosion 

3. Farmers living in the area of the park 
trained in environmental ewereness arid 
Association pour la Protection du Parc 
Macave estabjishad and functioning 

1 
' 4. ferkers operating in the park 

periphery trained in productive land use 
tschniqubs, including orass production to 
reduca thimal forage 

Magnitude of Outputs: 

400,000 trees planted in 1993 and 
200,000 in 1994 

1 2 krn of ravines protected 
200 gully plugs placed 

1 ,180 farmers trained 
9 field agent training sessions 
conducted 

90 krn of hedgerows placed 

2 forage multiplication plots 
astablisked 

8 cash crop demonstration plots 
developed 

90 yegetabla gardens operating 

-UNICORS records 

-Monitoring Unit 
reports 

-on-site inspections by 
USA10 PADO staff 

-Field visits by USAID 
PADO staff 

-Project evaluations 

- - 

Asaumgti~ns for Achieving Project OuPpul 

-Farmers in the Park zone will aoree to 
contribute their labor for tree planting, gul 
reclamation and access road maintenance 
recognizing these as valuable self-help 
measures. 

-Farmers will be willing to pursue land 
conservation techniques introduced urider 
the project, recognizing their praspectivo 
value. 

-Farmers will be receptive to project 
training opportunities and envirorlmental 
awareness efforts. 



Inputs : 

Technical Assistance 

Equipment & Supplies 

Training & Extension 

Operations & Maintenance 

Magnitude of Inputs: 

144 perdmos of TA by UNlCORS staff 

7 perstrnos of S-T consulting by an 
int'l environmental organization thru 
buy-in arranQarrient 

Tree seedlings 
Farm tools, seeds 
Educational materials 

UNICORS extension agents 8t 
consultants 
Staff travel in-country 

Labor supplied by local farmers 

Vehicle maintenance 

UNICORS Cooperative 
Agreemerlt 

Pwject evaluations 

Procurement records 

tlSAlU monitoring 
records 

Training records 

Assurnptlons for Psovfkjif~g Inputs: 

-Linkages with appropriate international 
environmental organizations can be 
developed thru AlDMl buy-in arrangemer 
as a source of short-term consultation. 

-Existing equipment already proctrred by 
TWM project can be effectively used anc 
maintained by UNICBRS. 



ANNEX B 

LIST OF PEESONS AND OFXLWIZA~IONS CONTACTED 
- .  

.Amas, Xorena 
Andrk. Cllaudtt Emile 
Ss l ix te ,  t e m  
Banatte, Jean Yves 
PenGcke, Cepas 
E s r a r d ,  F-ants 
Btaise, J.F. -4ndrGe 
c':-andall, L a r r y  
Daniel, Ronnie 
D a r t  -- ~ i l z e .  C a r l  
Enoii, Joseph Alex-is 
F i n n i ~ a n ,  Sean 
Finn iyan ,  ?!oiisson 
F ra.n.~ais, F~;.iil .J. 
Gaspt;rd, \"-+nei 
Georges, JCS-PFR 
f f ibsrt .  Senis 
Jacques, Vane1 Louis Jean 
Lea, Zach i h h n  Dole!  
L e r d t ,  Simon Robert 
Lubin,  Yves 
iagbire, Elliassint 
Mentor, Bruno 
Methiejr. Joseph 5 
Xesidor , Ras-il Felix 
G r i d ,  Michelle 
Philoc tGte, Charles-Enile 
Populaire, Thorbs 
Sivgre, Pierre F. Patrix 
Toussaintf J. Rgnald 
Fahab, .9Md - 

- .  . A. . .. , . 

Member, UNICORS board 
Technician, UNICORS 
X=iRNDR/Cayes 
.'i. g ronomist, MARNDRJCayes 
Secretary, C3IC.ORS board 
TechcicTan, UNICORS 
Animabr, UMCORS 
Director, USXID/Hai t i  
PXGO Deputy Chief 
T u r b o  S$:stem, P au P 
Director of Administration, UNICORS 
Director, ORE 
Adnrinistrator, ORE 
F~ inc ipa i  animatcr, U ? J C O R S  
?!ember. t3ICORS 5aar.i - 
i ec hnican, UNICORS 
Head of Oversight, L-5ICCRS 
Technician, UNf CORS 
konomikt, SECID 
Technical Director, U X I C O R  
PI-esident. L24ICORS board 
Agronomist, ORE 
Accountant, UNICORS 
V-4RSDRJCayes 
E-ngineer, hlXRNDRii 'ayes  
Sociologist, Camp Perrin 
Project manager, USXID 
Technician, UNICORS 
Agronomist, I lNfCORS 
XRM Specialist, BSP 
C.hief of PADO 
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ANNEX D.2 



ANALYTICAL FRAMEWORK FOR PROJECT MOMTORlNG AND EVALUATION 

1 V. SUSTAINABLE 1NCREASEf IN 
COMPARE ACTUAL I YlEmS ANDIOR MAtNTENANCE 

WlTH PLANNED * 
I 

QF 818LOGICAL DIVERSITY IN 
1 '  OUTCOME ! PROJECT AREA 

f IV. MAINTENANCE OR IMPROVEMENT OF 
COMPARE ACTUAL !PROOUCTlVE CAPACIW O f  SOIL. FOREST. 

WtTH PIANNED < i RANGE AND WATER RESOURCES AND/OR 

Q U f  COME i HABITATS 1N PROJECT AREA (1.080'5 OF 
1 HECTARES) 

I 
! 

COMPARE ACTUAL 
WlTH PLANNED 

OUTCOME 

CONOUCT 
ASSESSMENTS USING 1 

PRIMARY AND LEVEL O: B~OPHYS~CAL ENROWMEBIT AND CUMAT~C C Q N ~ H S  I 
SECONDARY DATA 


