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Liecutive Summary: Findings and Recommendations

Inaugurated in 1988, the Targeted Watershed Management Prcject,
hereafter referred to as the TWM project, was conceived by USAID/Haiti to
arrest the uncontrolled exploitation and degradation of Pic Macaya and its
surrounding watersheds. Located in Haiti’s southwestern peninsula, among
its accomplishments was the establishment of the Macaya Biosphere Reserve
{MBR}. USAID suspended its support of the project following a coup d’etat
on 30 September 1991.

In the absence of development activities, encroachment into the Park
escalated. So as to forestall extensive environmental damage, the Union des
Coopératives de la Région Sud d'Haiti (UNICORS) submitted to USAID/Haiti
an unsoclicited proposal to conduct limited activities in and around Pic
Macaya. Under its propesal, UNICORS was to continue operations similar to
those it had conducted under the initial TWM project and, in so doing,
maintain A presence which would discourage further encrocachment. USAID
accepted UNICORS’ prorosal and signed a Cooperative Agreement with the
arganization on 28 September 1992, In order to strengthen UNICORS’
capabilities as an implementor, an OYB transfer, executed in August, 1993,
commissioned a centrally-funded activity, the Biodiversity Support Program
{BSF}, to provide institutional support to the project. In the following
rext, the joint effort by UNICORS and BSP is referred to as the amended
preject or, alternatively, the project.

"The objective of the amended project is to

(1) extend the activities of the original TWM project by two yvears
{1 October 1992 to 30 September 19%4), and
(23 increase trne preject’s authorization from $15,000,000 to a new

total of $15,700,000 (USAID, 1992).

This document describes a design assessment of UNICORS’ grant
activity and of the institutional support it received from BSP. It was
carried cut between 30 April and 21 May 19394, and included an 8-day field
assessment of the amended project, a review of project-related documents,
and interviews of project personnel. The assessment evaluated the
amended project's achievements according to its

(1) end of project status indicators (EOPS) and design assumptions,

(2) attainment of objectives stated in the Cooperative Agreement
with UNICORS and the Memorandum of Understanding with BSP,
and

{(3) achievements.

UNICORS Achievements

UNICORS’ Cooperative Agreement identifies four End of Project Status
Indicatoers (EOPS). These and their, situation effective 31 March 1994
inciude the following (USAID, 1394):

1
‘. These and other quantitative output data derive from infcreation provided by

UKICORS to USAID and were confirmed to the extent possible. Our visit to the field provided
us with no reason to doubt their validity.
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1. Indicator: Increased acres forested and planted in the Park -
at least 600,000 trees planted.

Accomplished: 473,334 trees have been planted with an 80
percent survival rate. Their area covers approximately 200
hectares, or about the same amount of land lost to
encroachment in the interim between the suspension of the TWM
project and the inception of this activity.

2. Indicator: Increase in farmer revenue.

Accomplished: Over 21,000 farmers have received revenue from
work activities sponsored by the amended project. These have
provided an alternative income scurce and, in so deing,
reduced the environmental pressure on the park. More than 353
vegetable gardens were established to provide farm households
with an enhanced nutritional profile as well as an income
generating alternative.

2. Ind:cator: 1,100 farm families reached with land use manasgement
Dractices.

Accampiished: Over 500 farm famiiies have received direct
tecnrical assistance from the amended project.

4, Indicator: Environmental education impact.

Accomplished: The amended project trained 17 extension agents
in techniques to better disseminate messages on park
protectiorn. The BSP representive in Haiti has assisted UNICORS
staff to conduct 42 meetings with farmer groups. A total of
1,68! residents of the project area (1,025 males and 636
females) have benefited from project extension.

To further expand upon its EQOPS, UNICORS has implemented a number of
additional actions. These include

colaboration with a Haitian private firm, Turbo Systems, to
design and implement a pjan to monitor and evaluate its
activities and performance indicators;

publication in a Haitian newspaper, as part of a national
awareness program, a page-long article which describes
UNICORS’ activities on Pic Macava; and

participation, on 18 Januarv 1984, in an information sharing
session between USAID/Haiti’s Private Znterprise and
Agricultural Davelopment Office (PADO} and the Ministére de
PPAgriculture, des Ressocurces Naturelles et du Developpement
Rural (MARNDR). The Ministry observed that UNICORS’ work
was consistent with its priorities.

The following table summarizes the project’s major outputs between its
inception in 1992 and 31 March 1994:
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Activity -

s

1. Park protection

Tree producticn, {000) 800 968 121
Tree planting, (000} 600 479 80
Ravine control, {km} 12 4.5 38
Check dams 200 434 217

2. Income enhancement

Vegetable gardens 80 71 79
Forage multiplication plots 3 1 33
Forage pastures, {(ha) 40 25 62
Cash crop demo. plots i5 25 1586
Job creation, {000} M 16 9 56
F i1 12 109

3. Training
Fizld agent training sessions S 6 67
Number field agents trained, M id i3 1G0
F 2 2 160
Number farm families trained 1100 503 46
Staff training, Sr and Jr, M 1 0 ¢
0 G 0

Source: USAID, 1894.

Notwithstanding UNICORS® achievements, there are areas in which its
performance could be improved. Its institutional development is weak and,
despite recent adjustments, remains in neasd of further change. In
particular, UNICORS’ irability to foresee its financial requirements has
hindered 1ts recovery of its expenditures, delayved its implementation of
project activities, introduced financial stress into its operations, and
delaved payments to staff as well as to project participants. Recent
changes within UNICORS’ administrative structure will lessen but not totally
resolve its problem: further adjustments are required. These should take
the form of replacing its project committee by a single project
administrator; hiring a part-time project fTacilitator to work in Port-au-
Prince: relocating its project center from Chardoniéres to Les Cayes;
increasing the number of its technical staff; and improving the quantity,
guality and maintenance of its vehicles.

Adjustments of UNICORS’ project outputs are also important. Its
over-reliance on check dams to control gully erosion, particularly on steep,
unstable slopes, is not responding to the cause of the problem: prolonged
misuse of geclogically sensitive lands. Reforestation, biological erosion
controls such as clayonnage, and controled land use are probably adequate
in the cases viewed during this assessment. This is not to say that
erosion control structures are not required, but that their location has to
take into account the causes of soil erosion, not just its symptoms.

UNICORS’ forest nursery operations, while adequate in terms of their
output, do not conform to standard practice. While their reliance upon
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transplanted natural regeneration of Pinus occidentsalis contributed to a
quick 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 UNICORS® 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 overly rigorous in its desire to preserve the
biological integrity of the amended project area, particularly of its buffer
zone. While this is commendable, we need also remember the nutritional,
fuelwood, and construction wood requirements of the resident population.
Meeting these requirements may require, in some cases, that non-
indigenous, fast growing species be brought into the area.

Bilodiversity Support Program Achievements

n November, 1993, USAID/Haiti, in suppert its activities implemented
oy the amended project, initiated a buyv-in to the Biodiversity Support
Program, a USAID-funded consortium of the World Wildlife Fund, The Nature
Conservancy and the World Resocurces Institute. While its Memorandum of
Understanding with USAID covers activities until 1996, BSP’s work with
UNITORS will conclude on 30 September 1994, BSP’s purpcose in the
amended project is to

{1} strengthen UNICORS staff in the disciplines of ecology and
natural resources managenment, and

{2) increase the awareness of international doneors of the Park
Macaya Project.

In so doing, BSP has successfully initiated a process of strengthening
IINICORS’ institnticnal capszability., Some of its accomplishments include

the hiring of Mr. Joseph Toussaint to assist UNICORS with
natural resources management and community participation;
the preparation of a training needs assessment and, from this,
the development of training ccurses for UNICORS staff; and
the arranging of a training course for senior staff in buffer
zone management. The course will be held in Costa Rica, and
will include field wvisits to numerous censervation and
development proejects. Project participants inciude Mr.
Toussaint, BSP; Agronome Levelt, UNICORS: and a
representative of MARNDR.

While BSP had originally planred to focus on assisting UNICORS to
manage the park’s natural rescources; its experience has shown the need of
additicnal help in community participation. Its resuliing strategy is to
conduct, in collaboration with UNICORS, an assessment of community needs.
From the knowledge the 7“wo organizations gain of community requirements,
they will then develop an action plan for the development of the park
periphery. This plan would describe traditional community institutions,
identify their needs, and provide a process for UNICORS {(and other NGQOs)
to negotiate and implement community development initiatives.

BSP may require assistance and coordination at a high level in order
to fulfil its task of increasing donor awareness of Pic Macaya. An
expression of interest by The World Bank, for example, has been officially
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withdrawn, Southwestern Haiti, the amended project area, is viewed by
many as a zcone of American interest: expressions of awareness by non-
USAID contributors may require the coordination of developmental policies
and methods among the different participants.

Should the amended project continue?

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

The project is at the lead of bicdiversity protection in a stressed
environment, By working directly with the resident population and
improving the capacity of individuals to better their socio—economic
condition, the amended project proposes to set a model which can, with
time, be replicated throughout much of Haiti. Its underlying process
requires that communities in the park periphery benefit from the park’s
natural envirenment. It means that the agriculture, pastoralism, and
forestry practiced by these individuals must improve in wavs that
campensate for the benefits that individuals formerily derived from
exploitation of the park itself.

The preceding pages show that UNICCRS has reached most of its
ok ectives, that the organization has provided results that bpenefit the area
and its people, and that the amended project has the potential to provide a
continuing stream of long-term benefits. In gaging the potential of the
amended project for extension, several additional factors require
consideration:

What would happen to the area and its population were the
amended project toc close?

What repercussions would occur to USAID as a result of a
decision to halt its support?

What institutional impacts would occur. to NGOs and the Haitian
government, from a decision to close the amended project?

The amended project has achieved a lull in the encroachments which
threatened the stability of the park. Were the amended project to close —
its Project Assistance Closing Date (PACD) is 30 September 1994 — the area
would likely revert to its situation prior to the inception of UNICORS’
activities: the park would degrade as a result 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 firmly entrenched in the minds of the people. Also, not all of
the park periphery is being addressed by UNICORS: many gaps occur
between and beyond the areas where it has concentrated its efforts.

The repercussions of a project closure or suspension would not be
restricted to the park area and its immediate environs, but would extend
downstream “hrough a degradation of the hydrologic network which
services the Plaine de Cayes, While the irrigation offtake on the Grande
Ravine de Sud is approaching a state of irreversible damage, that of the
Acul at Dubreil is not. Were degradation to continue, both systems would
risk becoming almost totally unuseable within the next ten years. Their
ioss would create reduced agricultural production and employment
copportunities.
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Outmigration from the area would likelyv increase if the project is not
continued. This could cause an excdus of people from such areas as
Formond, Cavaillon, and Trois-Sources; much of it would be to Port-au-
Prince. This pattern has historical roots, and is that follcwed by farmers
from the vetiver zone near Cayes who departed once their fields became
barren through over—exploitation. It would also be foliowed by farmers
from the irrigated plains once they were no longer able to relv upon a
dependable water supply.

Were the amended project ito cease, the repercussions to USAID could
invelve a loss of confidence in the Agency, by NGOs as well as by the
Haitian government. By stopping its support of the TWM project, the
Agency has already inadvertently affected the careers of many people,
particularly those who had vacated established posts in government to
varticipate in a cause in which they believed. To once again stop this
effort would signal confusion and an absence of suitable targetas.

The institutional impact of a cessation of activities would adversely
affect one of the area’s oldest cooperatives, UNICORS. UNICORS has
provided the talent and energies of its staff and members to the amended
progect, While UNICORS has experienced institutional difficulties in the
pursuit of its project goeals, it has readjusted its administrative structure
in an effort to accommodate project requirements and facilitate its
communications to JSAID. A withdrawal by USAID now would add a sense
of futility to the process it has followed to strengthen its organization.

The impact of a cessation of the amended project to the Haitian
government would be one of confusion. While the park resuited from a
Presidential decree announced in 1983, much of the stimulus for its actual
founding was a consegquence of USAID financial support provided during
the mid-1980s: the current boundary survey was supported by PL-480
funds during the late 1880s; USAID alsc financed much of the considerable
work accomplished by the University of Florida. Cessation of USAID’s
financial support of park protecticn would leave a vacuum which Haiti
would view as inconsistent with the Agency's stated interest to protect the
envirconment.

Recommendations

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

With the preceding considerations in mind, the assessment team
believes it appropriate for the Mission to amend its Cooperative Agreement
with UNICORS to support &n extension of project activities through June,
1996. The project should continue with UNICORS 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
Mission may wish to open its support to additional NGOs.

Beyord the gocals and purposes already stated by the project logical -
framework {Annex A), the amended project should have the following among

its objectives:
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To unite the two UNICUORS operations at Formond and Trois
Sources and te further extend them to Ducis so that they
become a single band of activities.

To gather the kinds of information that will facilitate the
design of a further project extension after 189€. The project
requires information about the characteristics of the rural
community, its agricultural and livestock systems, its socio—
economic requirements, and how these requirements have been
changed by the park.

To improve the quality of agzreonomic extension to the resident
population and to measure its impacts and spread effect. From
a design standpoint, the project needs to know the production
functions of different land management alternatives and how
these vary according to land type. Similarly, it needs to know
farmer gross margins for Jdifferent combinations of crops and
managemeni systems. Monitoring and evaluation, because of its
scale and importance, should become a distinct activity with its
own set of obhjectives,.

in order to obtain this information and better meet its expectations,
INICCRS shceuld undertake the foliowing obligations:

To improve the standard of land husbandry practiced by its
member cooperative, COSAR, on its land that lies within the
park buffer zone. Its land that actually lies within the park’s
cere zone should be held in reserve for eventual transfer to or

purchase by the state.

To improve its capacity to measure farm outputs and to manage
the resulting data.

To improve its managerial capacity by hiring a full time preject
administrator and a part time facilitator. To improve its
transport efficiencies it should also hire a full time mechanic,
To gsuppoert its evpansion, additional technical staff are
reguired. These include at least 1 agronomist, 1 technicien
agricol, 2 TAPS, 1 animateur, and 1 forest nursery person.

To improve its communications with USAID and, in so doing,
prevent irritations from become unsurmountable problems.

To relocate its present office at Cayes to a more suitable
building, and provide it with dependakle eleciricity and water.

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

Eraosion conirol should rely less on check dams and more on biological
syvstems. This could include th: use of such techniques as controlled
grazing, reforestation, restricted land clearing, and improved agricultural
systems.

while labour-intensive activitieg are currently attractive to the
prcject, other income-generating means are also essential if the park is to
become sustainably protected from encreachment. UNICOBS will need to
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improve its Knowledge of both forestry and pasture management, however,
if these activities are tc become effective. Additional overseas training to
UNICORS staff in these activities would prcbably be less effective than
emploving competent consultants capable of providing staff with hands-on
practice. The following Table lists suggestad cutputs for an extension of
the current amended project:

Activity =~ e =

Park protection
Tree production 1,009,000 500,000 1,500,000
Tree plantation 500,000 700,000 1.200,000
Trail improvement, ..., km i2 3 17
M&E, % ig i0 10
Jobs created 18,000 17,000 35,000

Income production enhancement
Vegetable gardens 60 40 100
Traditional crops improvement 1 1 2
Cattie improvement 2 i 3
Pasture development, ha 20 2 40
Cash crop plots 20 20 16
Forage hedgerows 20 20 50
Milk processing Q 1 1
Women village bank, accounts 20 10 30
M&E, % 10 10 10

Training and awareness
No. families trained 600 500 1200
Field agent training ] 4 10
Sr & jr staff training 7 5 12
Articles published 3 3 6
Broadcasting i 24 24 48

A
Source: UNICORS consultations

Assistance is reqguired to better define and manage the boundaries of
the park.

The boundaries of the park are not vet marked for much of its
periphery. Their ambiguity creates confusion and misunderstanding;
trespass is poorly defined and open to judicial abuse. The jurisdiction of
military guards to enforce the boundaries is questicnable: the military was
not identified by the decree of 1983 which created the park. At the time
of this writing, the Ministére de I’Agriculture, des Ressources Naturelles et
du Developpement Rural {MARNDR) is institutionally too weak tc fulfil its
rark management responsibilities.

High-level assistance will likely prove essential to increasing the
awareness of additional donors of the park.

Because the location of the park corresponds to USAID’s geographical
interests in Haiti, it may prove difficuit to identify addit‘onal bilatersl
support for its financing., The World Bank’s receni decision to withdraw a
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proposed $27 million development and environmental project is a serious
development which makes the park even more dependent upon continued
USAID suppoert. It is unlikely that BSP or UNICORS, acting on their own.
will be able to identify the magnitude of financing required to stabilize the
aconomy of the park periphery and also manage the park. While the
present atmospher of embarge is not conducive to long-term financial
planning in Kaiti, the time will eventually come when assistance is required
to coordinate and mabilize the rebuilding of the country’s environmental
resources.  Coordination between donors will help identify appropriate
tarsgets, which should include Pic Macava and its environs.
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1. INTRODUCTION

This document provides a design assessment of activities carried out by
"Union des Coopératives de la Région Sud d’Haiti (UNICORS), working in
collaboration with the Biodiversity Support Program {BSP), to protect Fic
Macaya National Park in southwestern Haiti {Figure 1}, Hereafter referred
to as the amended project, {t is an amendment to the Targeted Watershed
Management Project (TWM, Project Number 521-0191), which operated from
1886 until the military coup on 30 September 1991, The TWM provided
technical assistance, improved plant materigls, financial support, materisi
goods, and services
to a consortium of

NGOs, the
University of
rlorida, and a
USA-based
copsuiting firm
werking in
southwestern Haiti.
Bs improving the
environmental
condition of ¢
watersheds. ti
TwWM sought to
improve the
sustainability of
upland agriculture,
improve the
econcmic well being
of particivating
farmers. and
protect the habitat

and biodiversity of
the Project areza
anc Pic Macava.

In so doing the Prcject amplified USAID/Haiti’s strategic objective of
promoting sustainable, private, sector-led eccnomic growth; it was also
supportive of the Agency’s strategy of protecting the environment.

Figure 1. Projlect location.

The TwM’s activities were suspended following the military coup of 30
September 1891; a grant to the University of Florida to provide technical
assistance to farmers expired in May 199Z. This left farmers in the park
area without technical support and exposed the park to encroachment. A
government decree promising the distribution of state land to farmers
encouraged land clearing and exploitation (Parvski, 1991). In an effort to
protect Pic Macava and its adjoining upland watersheds, UNICORS submitted
an unsolicited proposal to USAID requesting it support activities to protect
the core and buffer zones of the park. USAID accepted UNICORS’ proposal
and signed a Cooperative Agreement {CA) on 28 September 1892, In order
to strengthen UNICORS’ capabilities as an implementor, an OYB transfer was
executed Iin August 1993 to support a complementary, centrally-funded
activity, the Biodiversity Support Prozram {BSP).

At the time of this assessment UNICORS, working in collaboration with
BSP, has received USAID/Haiti financial support for more than one year.
This assessment reviews the appropriateness and performance of their work
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and makes conclusions and recommendations about further activities in the
Pic Macava area (see terms of reference, Annex C). The original budget
authorization for the TWM was $US 15,000,000; it was subsequently
amended to $US 15,700,000 in support of UNICORS/HSP’s activities.

2. EVALUATION BACKGROURND

Slash and burn agriculture and unregulated tree harvesting are causing
ecoiogical damage to Park Macaya's watershed and its natural habitats, the
last remaining rain forest in Haiti. The amended project aims to mitigate
the degradation of the natural resources base in and arcund the park.

UNICORS received authorization of its budget on 31 August 1992; funds
were ohligated on 23 September 1892, The Project Assistance Completion
Date (PACD! is 30 September 1994 or about 4 months following this
assessment {(USAID, 1994). The objective of the assessment is tc appraise
and report on amended project achievements against end of project status
{ECPS) indicators, design components and assumptions, and the specific
objectives in the Coorerative Agreement {CA) with UNICORS and the
Memorandum of Understanding (MOU) with BSP. This infermation will assist
Migssion management to decide whether to extend the amended project, fold
the activities of TWM inte an agriculture sector assistance project, or allow
it "o end in September 1984,

3. TEAM COMPCOSITION AND STUDY METHODS

The assessment team comprises two members: Curtis Paskett, a
consultant in soil and water rescurce planning; and Greg Booth, a natural
resources management consultant. Mr. Paskett, the team leader, started his
career in 1964 in Algeria where he worked as a forester on a USAID-
sponsered land rehabilitation preoject. Since then he has worked in about
25 countries, most of them in Africa. His experience in Haiti dates from
1972 and includes assignments sponsored by the Inter—american
Deveicpment Bank, the FAQ, and USAID; the total duration of his previcus
work in Haiti is approximately 5 years. His most recent experience as a
prciect evaluator Jor USAID was during 1293 when, as leader of a 5-member
team. he helped assess Zimbabwe’s CAMPFIRE Project. Mr. Greg Booth is
the evaluation team's biosphere reserve expert., He has over fiftecn years
of experience in managing rural development, forest management, and land-
use rlanning activities in over a dozen countries in Africa. Mr. Booth has
successfully implemented strategies for conservation and develepment
activities and has experience in the design, management and impact
mcnitoring of USAID ratural resources management programs.

The duration of assessment activities was three weeks., The team
arrived in Haiti on 30 April 1994 and departed 21 May. During this time it
reviewed documents related to the Project {Annex C) and interviewed
individuals concerned with its management (Annex B). On 4 May the team
departed Port-au-Prince for Formond where it reviewed UNICORS’
achievements for 3 days; it then traveiled to Camp Perrin where it
interviewed Dr. M. Oriol and ORE; on 9 May it travelled to Chardonniére
and Riviére Trois Sources where it interviewed UNICORS implementors; on
11 May it interviewed staff of the Ministérer de I’Agriculture, des
Ressources Naturelles et du Developpement Rural (MARNDR) in Cayes prior
to returning to Port-au—~Prince. On 13 Friday it interviewed staff from
Turbo Support, a local firm engaged to monitor and evaluate work
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completed by UNICORS as well as by other USAID-sponscred implementors
working in Haiti; it also held meetings with USAID’s Private Enterprise and
Agricultural Development Office (PADO) and the Mission Director. During
the remainder of its time in Haiti the team reviewed documents and wrote
this paper.

4. PROJECT OVERVIEW: ITS HISTORICAL, ENVIRONMENTAL,
ECONOMIC AND S50OCIAL CONTEXT

The amended project is intimately related to Pic Macaya National Park
and its surrounding watersheds. Interest in the area commenced in the
1860s with visits by Felix Lowenstein, a prominent environmentalist. On 23
June 1983 the President of Haiti announced a decree which established Pic
Macaya as a national park to be administered by the MARNDR and the
Institut National Haitian de la Culture et des Arts {(INAHCA)., Its area was
2,000 ha (Woods, 1886). While, de Jjure, the park’s area remains that
specified by Presidential decree, its de facte area is subject to
interpretation: more than 7.500 ha according to the University of Florida
{Sergile, Woeds, and Paryski, 1992}, and about 7,500 ha saccording tc Orioil
{1992). 1In the course of this survev the local community expressed its
confusion about! the location of the core and buffer zones of the park and
the policies which govern their use.

espite its environmental stature in a couniry kncwn for its
degradation, the park remains threatened by habitet loss. M. Oriol (1892)
observed that ambvtiguity in the role between the University of Florida
and its Haitian counterpart organizations, underesiimation of the human
factors of ecological 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.

The challenge to USAID and its collaborators is to strengthen the park’s
underpinnings so as to reverse the causes — faulty land tenure, unmet
household financial and nutritional requirements, gevernment institutions
unable to fulfil their mandate, ... — of its continued degradation. In part,
USAID’s future activities in the short term should be framed so as to
answer questions 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 on these data, the design of an
expanded project should then be assessed for its worthiness by subjecting
1£ to a rigorous analysis of its costs and benefits.

4.1 PROJECT OVERVIEW AND HISTORICAL CONTEXT

The Targeted Watershed Management Project was authorized on 3
September 1886 with a Life of Project {LOP) funding of $US 15,000,000 and
a PACD of 30 September 1992. Designed to arrest environmental
degradation in southwestern Haiti, its specific purpose was fo extend soil-
congerving and fertilitv-augmenting land management practices in the
watersheds which make up Pic Macaya and its surrounding iandscape in
order tc increase farmer income, and to appiv lessons learned to national
land management planning.

The original Project comprised two components: FProjé Sove Té (PST)
and the Macaya Biosphere Reserve {MBR). PST was implemented by four
primary grantees:
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{1} Développement Communautaire Chrétien d’Haiti (DCCH),

(2) Integrated Rural Development (IRD},

3 Organization for the Rehabilitaticn of the Environment {CRE),
and

(43 Union des Cooperatives de la Région du Sud {UNICORS)

Under contract with the Mission, a US firm, Associates in Rural Development
{ARD}, based in Burlington, Vermont, operated as ar umbrella agency to
provide technical and administrative support to the PST implementors.

The University of Florida (UF) was respcnsible for the implementation of
the Macaya Biosphere Reserve {MBR), whose aim was to protect and
rehabilitate the natural ecosystems, biological diversity, and natural
rescurces of the Parc Macaya and its surrounding areas. The MBR included
research and rehabilitation activities in the core zone of the park, as well
as the provision of technical assistance to 1,750 farm families living in the
park’s periphery. Although the PACD is 30 September 1892, all the CAs had
an estimated completicn date of 31 March 15%2,

The military coup of 30 September 1991 triggered the suspension of all
project activities under Section 513 of the Foreign Assistance
Appropriations Act of 1991, In January, 1382, the USAID Agricultural
Development office (ADQ) determined that several activities needed to be
reactivated in order to avoid iosing the beneflit of assistance already
provided. On 11 February 1992, the Mission Director authorized the
completion of the Integrated Rural Development {IRD) veterinary program
and the extension of the Organization for the Rehabilitation of the
Envircnment {ORE) grant to 31 May 1922, under 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 the proposal. the Mission determined that the seed production and
multiplication activity was relevant to the Mission’s post-coup humanitarian
progranm. Therefore, the ORE grant was reactivated under the authority of
Section 123 (3) of the FAA. After a formal review of the proposal, the
Mission decided to support the first phase of the program through the
current PACD of TWM, 30 September 1992, by amending ORE’s CA.

On 20 April 1992, the Mission Director authorized, under Section 617 of
the FAA, the wind-up of activities of three grantees (IRD, UNICORS, and
UF) through 31 May 1992. Wind-up activities for Développement
Communautaire CThrétien d’Haiti {(DCCH) were not deemed necessary, as
UsalD-funded resocurces were not at risk. In May 1992 the CAs for DCCH,
IRD, and UNICORS were further extended to 30 September 1992 to
accommodate final audits,

The USAID grant to the UF for the establishment of the Macaya
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 separate project due to the
importance of its scale of preoduction.

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



Its goal is to arrest the process of environmental degradation in
Southwest Haiti;

its sub-goal is to provide continued support for the preservation of
Parc Macava as the last natural rain forest in Haitl

The Project's purpose is to extend soil conservation and fertility-
augmenting land management practices in the Pic Macava watersheds
and to apply lessons learned from these field interventions to
national-level hillside management planning;

its sub-purpose iz to instili better land-use practices by the farmers
of the Parc Macava buffer zone, in order to reduce ecological
pressure on the park (USAID, 1982).

Elements of the amended project inciude

tree planting,

gully control,

improved upland agriculture,

training, and

fems relating to project administration and finance {(USAID, 1992).

Table 4.1 summarizes the amended project’s financial data (USAID, 1994);

_Table 4.1. Project financial data of 31 March 1994
Amgunt authorieed: D4/ESE Grant original $12.000.000 Amended 4o $15,700.000
imourt oplizazed: DA/ESF Grant ewiginal $ 100,000 Apended bty 41449481
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Tumilative: 1450048
gyl egperaires: Zerod - Projecled: § Mgl
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{umuiative: $14007435
PBeried - Nert §1BNG
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ichugk § ik
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4.2 ENVIRONMENTAL AND SOCIO-ECONOMIC CONTEXT

This section describes the elements which influence the underlying
concept of a park at Pic Macaya and of the role of the amended project in
its preservation. Its intent is to give dimension to aspects which affect, in
varving degrees, the outcome of USAID’s current investment.

4.2.1 Geography apnd land yse



The physical geography
of the park area and its
environs is made up of
steep land interspersed bx
occasional small valleys,
mid-elevation plateaux, and
summits (Fig 2}, Two
primary rock types, basalt
and limestone. as well as
their metamorphic variants,
contribute to the diversity
of the landscape. Summity
formed from basalt are often
sharp crested and
unsuitable for agriculture;
those from limestone are
generallv rounded and often
farmed to such crops as Figure 2. Block diagram of the project ares.
tubers and beans. Because
slocpes are steep thev are
also geologically sensitive and, if misused, prone to different forms of
surficial erosion and landslides. On basaltic soils these landslides are often
shailow disiocations of the surface; on calcic soils they tend to be more
deep!y seated and may invoiive a rotational movement of the scil mass.
Ruciform limestone, the remnant of ancient reefs, occupies much of the
surface surrounding the plateau of Formond and helps to resist some forms
of deep—seated soil movement. Figure 2 shows that little land is available
for sustainable agriculture save for lowland plains. narrcw mountain
valleys, and mid-elevation plateaux"‘. The underlying cause of poor land
suitability is soil erosion, itself a phenomenon with many underlying causes.

The cliniate of the amended project area reflects a wide range of
altitudes and its effects upon moisture. The coastline is droughty whereas
the uplands are humid and cocl. Neither extreme s good for agriculture,
though lowland drought can be remedied by irrigation. The uplands and
mid-elevation plateaux receive less insolation and are cocoler than lower
lving lands, so that crops require longer times to reach maturity. Beans,
for example, need 334 months to reach maturity rather than the more usual
3. This is not to say that some crops are better sdapted to the highlands
than tc the plains and low hilis.

Runoff reflects both the nature of the storm and the surface upon which
the rain falls. Four major rivers — the Port-a-Piment, Grande Ravine de
Sud, Riviére des Roseaux, and Riviére ’Acul — as well as a collection of
mincr ones, drain Pic Macaya in a radial pattern like the spokes of a2 wheel.
Riviéres P'Acul and the Grande Ravine de Sud have irrigation takeoffs which
service the ~anal system of the Plain de Cayes, and thus are important to
the area’s food production. It is a mistake to credit the totality of the
region’s water resources to Pic Macaya, however. Rainfall much less than
that received directly by the park is zlso importari. Indeed, rainfalil
integrated over both time and space is essential to runoff, Because the
surface area below the amended project is much larger than that of the

Z

. While about 47 percent of “>iti is farmed, only about 11 percent of the country is
considered arable.
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Park itself. it hikely provides equally important quantities of runnff despite
its lower rainfall.

Storm type is linked te water quality. Despite the presence of forests,
runoff is likely¥ to be torrential during tropical storms and hurricanes.
Hurricane Gilbert did much damage to the Project area during the late
1980s. despite the presence of trees:; hurricane Cleo, much earlier; severels
damadged much of Haiti and gave a jump start to its charcosal industry.
Heavy storms on unprotected land are instrumental in triggering the
2rosion which has buried important irrigation offtakes under tons of
cobbles and boulders. Offtakes such as those at the Grande Ravine de Sud
are now destroyed and regquire major hydraulic engineering for their
r=habilitation. Their current state is such that it is an inaccuracy for the
Froject to ci1ed:it improved runoff to the Grande Ravine de Sud irrigation
system as a Project benefit: the water cannot be used, even if there were
more to be had, because the offtake is malfunctioning. It can become
worses, but the bulk of the damasge has already been done.

4.2.2 Social structure and economy
Surprising!s littie is known about the lives of the inhabitants of the
Projeet srea.  The team understands a scndeo was conducted by the

University of Fiorida; Dr. M. Oricol, a sociclogist resident in Camp Perrin,
has alsc worked in the FProject area. Thelir reports were unavailable to this
assessment, but would have obvious importance to a project redesign effort.
In our meetings with peasant associations in Formond and Riviére Trois
Sources, it is evident that there are different categories of households
resident in the amended project area, each with its own set of priorities.

It is the understanding of these priorities that provides cne of the kKeys to
a successful project.

Regardless of its stature within the community, each familv has been
affected by the establishment of the Park. Manyv of these effects have
been distorted %y the embargo, now effective for about two yvears, but it
seems that most families have beth benefited and suffered. Because we dc
not have a statistical profile — age, population. sex - we reallv have no idea
of the effect of the park cn nutrition. Certainly beans, proscribed in the
rark since the presence of the UF, now appear toc play a much reduced
part in the local diet; monetarily, one resident reported his living had
beern reduced €0 percent.

In a meeting between the Conseil Communautaire de Formond and the
assessment team, a group leader reported that local residents were getting
used to the idea of a Park. This was due principally to the remunerative
emplovyment thev had received from UNICORS and, previously, the UF.
Weaknesses in the compensateory value of emplovyment 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 community expressed some of its immediate
needs as follows:

. A reduced diet based mainly on root ¢rops has less than 1/3 the energy value, 1/3
to 1/2 the carbohydrates, and 1/1¢ tc 1/20 the protein content of bheans. The amended project
does not know the extent to which cther crops amnd meat have replaced the protein amd energy
obtained from beans in the diet of Park residents.

e



schools for its children (USAID is to begin financing the construction
of a scheol in Formondl,

clarification of ambiguities in the park boundaries and the land use
policies engendered by them,

right of access to an important spring which now lies within the
park. and

permission to use land suitable for agriculture {the buffer zone
cccupies portions of nearly level iand. parts of which are now
excluded to agriculture).

As noted in a preceding section, the park has many different types of
land and agro-climates., Until recently the inhabitants of the area have
been able to exploit these different land gqualities in order to provide a
range of crops. The TWM project proposed change to this system bwv
=xcluding some areas from use, and by improving the land use svstems of
other areas - a compensatory exchange of land use method for land area.

At this state of the amended project it {s impessible te identifv from
megsiurements the acinal benefits of the techniques recommended by the
amended projret, Most of the production curves that exist at this time
Iorive irom assumptions, not measursments; those that have been measured
~ome from cutside the amended project ares, not from within., Individual
farmers, however, will keep a keen eve towards the relative worth of their
investment in time and labor. Eventual project redesign with a view
towards expansion would benefit from the use of measurements, not
assumptions, wherever possible., The assessment recommends, for this
reason, that UNICORS collect data about the worthiness of the different
technolagies it promulgates. To reduce its burdon, the amended project
should sxyploit auto-monitoring by resident farmers as much as possible.

12

4.2.3 Land ownership

Contrary to common belief at the time the state attempted to estzblish
houndaries to the Park, not all the land essential to the core and buffer
zones belonged to the state. Indeed, one of the largest private land
owners in the Park is the Coopérative St. André de Rendel {(COSAR), a
member cooperative of UNICORS, which purchased land prier to the 1983
decr=# and which occupies 644.5 ha within the core zone, reaching almost to
the summit of Pic Formond (Oriol, 1992}). COSAR’s stewardship of its land
has been questioned, and this writer can remember observing steep land
bheing cleared for beans in the late 1980s. Primarily a coffee cooperative,
its marketing has been severely damaged by the embargo so that, with help
from UNICORS, it is seeking to diversify its use of the land.

Virtuallv everv resident of the Park environs has benefited from its soil
and forest resources; individuals as far as Rendel and Camp Perrin have
made visits tc harvest timber. The team met one former resident of Jérémie
who has moved to Pic Macaya to enter into farming in an attempt to
recover from pavments he made along the north coast for the use of state
land. At Trois Sources the team ingquired of a meeting of about 100 farmers
the number who continued tc use the Park for agriculture, pasture, and
tree cutting: about 5 raised their hands although we were told that it

should have been higher.



While the majority of farmers apparently own land, a large percentage
rent, lease, or sharecrep land while leasing cut some their own land to
others. The status of land titles is very unclear. When attempts have
been made to precisely determine ownership, it has been found that
between 30-68 percent of farmers in the areas studied claimed to have
tities. The wvalidity of these, however, was frequently gquestionable.

The tenure status of Haitian land is complicated by

{13 the existence of several tvpes of land tenure,

{2} the uncertainty of tenure and status of much of the land,

e the uncertainty as to the amount and geographical location of
state-owned lands, and

{4} the tenancy status of farmers occupying this land.

The absence of cadastral svrvvev is a further complication. The unclear
legal status of land ownership results in title insecurity, which adversely
impacts on investment in land improvement, use of inpuis, and the
application of conservation practices {USAID, 1285),

4.2.4 Political situaticn

The decades or so tasting from project design to this assessment has
Jeen rryving for Haitih Members of ARD's team were residents of hotels in
Port-au-FPrince for long periods while civil unrest disturbed the
countrrside; more recentlv armed individuals were reportedly occupying
the post-independence fort at Formond. Even such a benign matter as the
=statlishmen? of a national park is likely to encounter difficulties that will
affect its flow of inputs and ocutputs.

This :—znai:-.'“f: would be incomplete were it not to mention some of the
2ffects of the embargo, in place for nearly two vears, upon the project
area, Transocort, of crops as well as of people, is severely disrupted.
Where once leng lines of buses and trucks caused dust to rise high in the
air, at best the markets now receive very few [we saw two small buses at
one market where previously there would be 10-12, The cost of bringing
produce to market is too expensive for many of the crops grown in fer
away places like Formend and Trois Sources. Azriculture has changsd:
ecasily perishable produce has given way to hardy crops; once well
maintained ~offes stands are degraded and expensive micro—nutrient
fertilizers ar+ no longer applied; farmers, unable to market much of their
produce, are maintaining irrigation canais to a much reduced standard.
Individuals known by this writer in years past are now much thinner.
FFarmers at one meeting reported that delayed wages meant they may lack
the strength to do the work asked of them.

4.2.5 USAID, its context and role

USAID/Haiti's Private Enterprise and Agricultural Development Office
{PADNDY is responsible for formulating and implementing strategies for the
Mission’s program in agricultural, natural rescurce and private enterprise
sectors. It aims te increase food production, income and trade, investment
and employment and to diversify agriculture to reach new markets. Iis
project and policy activities seek to



{1 create and reinforce economic incentives for sound ecological
management of the country's natural rescurces base;

2] promote investment, access to credit and expansicn of
agribusiness and trade through diversification; and
{3} incr2ase rural incomes, food security and agricuiturai

productivity.

The amended project fits well within PADO’'s goals and presents an
opportunity for it to integrate biodiversity and trepical forest management
into its economic development portfolio (USAID, 1894).

o~

Due to its evolution within USAID as items of special U.S. Congressional

interest, biodiversity and tropical forest activities were originally seen as
being different from the Agency’s primary development effort: they were
rarely designed and evaluated according to the same analvtical rigor as

were other economic development activities, While still a2 relatively new and
experimental activity, USAID is now attempting to integrate biodiversity and
tropical forest management more rigorously into itz development program.
Increasingly, these activities are being required to justifv themselves in
terms of measurable sconomic returns on the investment.

USATH/HAf s Hkels

to eangider the Jdegign of a new Park Macava
projesct in 19968, An anziveis of the park’s costs and benefits are essential
to an understanding of iis financial and =conomic sustainabilitv. The
following section lists several financial considerations which could form part
of an eventual economic analvsis.

Cost/Benefit Considerations

Potential Benefits

Beneficial hydrologic impact from watershed: stabilized water
discharge and reduced sediment load. Anderson and Thampapillai
{1990} observe:

"The difficulties of handling downstream externziities

sudggest rthat upstream ..., projects in agricultural areas sheould
be justified primarily on onsite grounds. Offsite benefits
should be incerporated unlv when the zssumptions about
destination and time profiles for sediment are clear and are

appropriately discounted for prebabilities of occurrence.”

Nutritional and financial benefits to farmers from project
interventions.

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

Behavioral change by farmers - e.g., farmer adoption of sustainable
interventions, protection of the par< by farmers.

Potential Costs

Opportunity costs associated with competing development alternatives.
Anderson and Thampapillai {op. cit.} note that:
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“... investments to improve ecologically scund upland farming
should be balanced against i1ncreasing emplioyment opportunitties
in nonfragile areas, lest the push ¢f ~cpulation growth and the
pull of project inhovations combine to increase migration inte
ecologically fragile areas.”

Investment in experimental and unproven development appreoaches
such as buffer zone management.

Infrastructure and transportation costs associated with activities in a
remote mountainous ares, e.dg., vehicle and rcad maintenance,

5. ISSUES ADDRESSED BY THE EVALUATION

In ronducting this design assessment., the team separated the project
into its component issues: (1) conceptual issues, (L) design and
implementation issues, {3) organizational 2and human rescurce issues, and (1}
tmpact monitoring issues. Project achievements were compared to criteria
which expressed their overall adegquacy, compliance with recognized
standards, and =fficiency,

5.1 PROJECT CONCEPTUAL ISSUES

An underlyving concept of this assessment is that the park should ke
auto-protecting, that is that the inhabitants of the rogion should perceive
the benefits they receive from the park outweigh those they might receive
from its systematic and unsustainable exploitation. This requires a
conceptual linkage between the social and economic benefits for people
living outside of the protected area and the behavioral response the
project seeks to achieve from those same people to reduce land pressure
inside the protected area. The fellowing issues seek to define the
sffectiveness of these linkages and their impact upoen the park,

Issue 1: Conservation Education

The present project design places much emphasis on community
awareness of the park. While this may be an approprizie first step, we
need remember that the impact of awareness activities — e.g., radio
programs, posters — on changing behavicor and practices of farmers should
be monitored as rigorously as are other project components.

Issue 2: Testing Linkages

Integrated conservation and development projects {ICDP) attempt to
provide benefits - income, employment, agricultural technology, health
services, education — to rural people who live adjacent to protected areas.
In order for the success of an ICDP to be understood, it must ultimately
establish a link between the social and economic benefiis it provides
outside a protected area and the behavioral response it seeks to achieve
from people inside a protected area. In testing this linkage, project staff
need tc determine the extent of biological changes to the park and its
surrounding watershed that results from rural development activities in the
buffer zone and its adjacent watersheds.

Issue 3: Park Protection
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Thie assumption is often made that as individuals living adjacent to
nrotected areas become better off from the results of a development
project, thev will refrain from illegal exploitation of that protected area.
According to Brandon and Wells {1992), however, such expectations may be
naive and even invalid. Theyv observe that, in some cases, efforts to
strengthen guard patrels and to impose penalties for illegal activities may
be justified. TUnder its current situation, the Ministére de I’Agriculture,
des Ressources Naturelles et du Developpement Rural {MARNDR) is
institutiorally too weak to fulfil its mandate to manage and protect the
park; the military, which does undertake the role of park protector, was
not identified by the 1983 decree which established the park - it lacks
jurisdiction. Strengthening of MARNDR te increase its capacity to operate
and manacse the park mayv be essential to the park’s ultimate sustainability.
Bv the ssme token, the Hailtlan military should vacate the role it appears to
have iilegally assumed,

issue 4: Hatitat Management

While -he park may have important biclogical assets, its management
should be more of its habitat and watershed resources than for its value as
a wil-1life park. Indeed, its inaccessibility and absence of spectacular
wildlife make the park unappealing tc most potential tourists. Emphasis

should now be placed on buffer zene management: providing rural
communities with economic alternatives 16 rvopldace the slash-and-burn
agriculture they formerly practiced.

T . S

Issue 3: Park Boundary

The park boundary needs to be physically established in the field.
There is a great deal of confusion regarding where the park and buffer
zone actually begins and ends. The ambiguity of the present park
boundary has led to conflicts among farmers, UNICCORS, and the military.
Instances of trespass inte the park appear to be poorly documented.

Issue 65: CZommunity Surveys
There is little information regarding the social structure of people living

near the park area {BSP, 1984). Socioc-economic baseline survevys and
periodic surveys are needed to

{1} identify the needs of the community — e.g., education, health
care — and
{2} measure changes in community behavior and adopticn of

sustainable practices over time.
Issue 7: Farmer Extension

UNICQORS has focused on providing off-farm agricultural and erosion
control demonstrations. Its future activities should concentrate more
towards on-farm activities such as improving the conditions (education,
credit, land reform, health care, conditional project assistance ...} under
which farmers adept new interventions.  These vonditicns should be
conditional on the adoption of producticn technologies that also conserve
soil, forest, and pasture resources.

Issue 8: Sustainability of Buffer Zone Management
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The amended project is improving agricultural technology in the buffer
zone of the park in order te compensate upland farmers their perceived
losses which resulted from the closure of the park’s core zone to
exploitation. At this time many of the benefits of the project’s new
technologies are unproven under the agro-ecological conditions represented
by Pic Macava. Exceptions include the introduction of improved root crops
under the TWM project and which now dominate much of the plateau
landscape, the introduction of Calllandra calothyrus which provides wcod
used as supports for yams, and the introduction of other fast-growing
species such as Fucalyptus used for construction timber and fuelwood,
SECID, working at lower elevations near Jérémie, is demonstrating that the
integration of livestock into hedgerow farming systems provides improved
financial returns. The Organization for the Rehabilitation of the
Fnvivonment (ORE), working under the TWM project at mid-elevation farms
near Torbeck, demonstrated increased revenues from improved bean and
corn seeds, fruit trees, sweet potatoes, hot peppers, forage crops, and
animal husbandry {ORE, 199323,

UNICORS is now working hard to introduce new garden crops such as
garlic, cabbasge, and carvois into the agriculture of the project buffer zone.
Continuing researvch and farm trials will continue to remain important to the
project’s success, Because the project area has such a wide variety of
rainrsfail, seil tvpes, and land slopes, trial successes and failures from one
site are unlikely to provide identical successes and failures on all sites.
Research and its accompanying data collection and management is becoming
increasingly important to the project’s sustainability, and should be
considered as a separate task item.

Veioz and Logan (1988), working in the Cordillera Central of the
Dominican Republic, measured soil losses from conservation treatments such
as rock walls, grass strips, and hillside ditches that were at least 70 times
greater than their corresponding rate of soil formation: because the rate
of soil loss was greater than the rate of soil development, the treatments
were unsustainable. Veloz and Logan’s measurements cenform to soil loss
estimates made of similar treatments on 35 percent slopes under the TWM
project {Paskett, 1588}, and highlight the need for considerable care in the
practice of upland farming. Problems such as these can be averted by

voiding the cultivation of sloping lands. On sites that are unsuitable for
crops, forestry and controlled grazing offer promising alternatives.

Issue 9: USAID’s Development Program

With the assistance of USAJID/Haiti staff, UNICORS zppears to have access
to lessons learned - e.g., Preductive Land Use Systems project, private
sector initiative, ORE seed multiplication project - from other USAID
supported projects. The authors have rarely seen a USAID Mission so
interested in using lessons learned from its development portfolio for the
management of a biodiversity, tropical forest project.

BSP could assist the Mission in its effort to identiiy lessons learned
from community development initiatives. For example, it is our
understandingz that Mr. Toussaint, the Haitian BSP advisor, will be
coordinating regularly with ORE - ORE appears to have a number of lessons
learned in agricultural extension which may be useful to UNICORS. We also

understand that BSP will obtain lessons learned from other USAID-
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supported ICDP activities, farmer extension, peolicy reform, and impact
monitoring.

5.2 PROJECT DESIGN AND IMPLEMENTATION ISSUES

.2.1 USAID

2

{'SAID/Haiti maintains a good working relationship with UNICORS and
BSy. Its siaff communicate effectively in the areas of monitoring and
evalualion., community participation, agricultural systems analysis and rural
development., The contacts between the Mission and UNICORS/BSP are
cullaborative and pertinent. HNonetheless, members of UNICORS' Board
reparted they had difficulty understanding communications that were
addreszod to them in English.

The Mivsion is currently developing impact indicators for the amended
praject.  Under its amended grant to the project, the funding of monitoring
acitivities siach as data gathering and analyvses should continue.

I'NITORS has reported problems in its receipt of financial
veimbarsements from USAID (see the following sacticni. Due in large part
by ITNICORS? failure to anticipate its financizal reqguirements, the organization
res attempted to resolve the issue by making adijustments within its
administrative structure. The problem occurred at a time when critical
people in USAID’s office were absent for approved reasonsg, & situation
which caused some unforeseen additicnal delay to payments. At the core of
the matter, however, remains UNICORS’ 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 improve program management,

5.2.2 UNICORS

UNICORS’ management of the amended project nesds to be viewed frem
two sides: from a managerial perspective as well as from one bassd on
achievement. Technically, UNICORS has accemplished important activities
such as trze planting, farmer unification and sensitization, road
improvement, crop trials, and garden farming. These have been done under
extrenely trying conditions, often with little recognitionn. The organization
deserves considerable appreciation for what it has done. Its problem lies
irn the certainty that UNICORS could have achieved these same outputs with
much less managerial stress, for UNICORS as well as for 1/SAID. This
Section and Section 3.3 suggest some ways in which UNICORS can improve
its performance, credible as it i3 under its current situation.

Project maragement by UNICORS, in some ways, has failed to reflect its
vears of experience with USAID: first with P5T under the TWM, and now
with this amended project. It has beerr hampered by & reluctance to
expend money in accordance with its budget and by a faillure to anticipate
its future financial regquirements. Section 5.3 discusses organizational
matters — additicnal rersonnel, improved offices, ... = which could help
address this issue; this section is more concerned with design and
implementation, both issues which reguire some modification.

UKRICORS has now established itself on the scutheasi-rn and
northwestern flanks of Pic Macaya National Park. That it also represents a
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private landowner within the Park boundaries, COSAR, is an important issue
which could embody a conflict of inte-est. CTOSAR’s efforts at land
husbandry are to be both applauded and criticized: its past clearing of
land for coffee is a suitable land use; its clearing of identical slopes for
beans is net. That much of this ccffee is now degraded is a result of the
embargo and does not signify additional complaint against the organization.
Some conditionality has to be made, however. between this Project and
COSAR to ensure against future land misuse. In the short term it would
not be unreasonable to require, as a precondition to a continued accerd
with UNICORS, that COSAR use its land in a sustzinable manner; in the
long term there should occur either

an adjustiment or exchange of its lané title, or

4 declaration of utilité publique with purchase of title by the state.
Ultimately and, again in the long term, the final resolution of the park
boundary reguires action by the state,

UNICORS should look forward to expanding its protection sa that both
its areas. Trois Riviéres and Formond, are ioined; it should extend its
aclivities toewards the east to include Ducis at the headwaters of the Grande
Ravine de Sud. In so deoing 1t will

aciieve tetter control of the park arss, and
strengthen its presence in the Cavaziller ares where access is
difficult.

Cavailler represents a weakness in UNICORS’ presence which could serve as
a conduit for exploitation of the park. Because it lies strategicaliy between
the two strongpoints of UNICORS’ activities, Formond and Trois Sources, its
incorporation is c¢ritical to the amended projsct. The objective of
consolidation would be to promulgate uplanc farming, Dastoralism, and
forestryv technigues to people who reside in the nark’s buffer zone, but
who are presently unaffected by the activities of the amended project. It
would reguire the develepment of a UNICORS outstation at Cavailler; the
hiring of additional personnei (for example, 1 agronomist, 1 Technicien
Agricol, 2 TAPS, 2 animateurs, 1 pepinierist:; and the purchase of
transport (horse or mule), office, tocls and instruments, and supplies.

UNICORS has done well to introduce forest nurseries in a short period
of time. These now need tc be reviewed by a consultant fore.ter
experienced in the production of large numbers of Pinus occidentalis. The
present approcach appears to be flawed by its use of natural reproduction
rather than of seedlings grown from seed. Another opinicn should be
sought, however, and appropriate recommendations made. Some references
cite fire as a necessity for the reproduction <f this species, though the
exact requirement is not specified. This writer remembers visiting an oid
burn dating from the 1360s which still had not regenerated by mid-1980.
We need to understand the causes of failures 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 employved by UNICORS and
identify its relative strengths and weaknesses.

~15-



Examine UNICORS’ method of harvesting natural regeneration for its
nursery seedlings, and determine whether or not this can be
improved by producing seedlings from seed.

Identify seed producticn by Pinus occidentalis, and determine if it
within the capability of UNICORS to initiate a seed harvesting
operation. Advise if this should be a private enterprise scheme
functiening under the umbrella of UNICORS, or if it should be a park
activity operated by UNICORS itself. Train UNICORS in the
technigues of seed harvesting from P. occidentalis

UNICORS has become over-
reliant on check dams to control
soil ercsion, particulariy on slopes
whichh are geologically sensitive
following prolonged periods of
misuse; its treatment of natural
watercocurses — which may appear
to be actively eroding after
tropical storms or hurricanes, but
which later revert to a more
restricted cross gection — ois
unnecessarv. Figure 3 provides a
longitudinal s=ction of a tvpical
treatment as it 1s now being
carried out. These structures

carry & benefif limited to the
crest cof the structure . As the
Figure shows., much of the eroded
surface above this elevation
remains uncontralled. Indeed, the pecint from which the erosion is
expanding — the upward, nearlyv vertical face of the scar — ig untreated.

We recommen i this type of investment be geverely curtailed. A more
appropriate use would be in ravines on nearly level land tyvpical of the
plateaux. We also need recognize, however, that thess structures have
provided important sources of employment during times of sericus economic
need. As an alternative, trails in the park often require stabilization and
could benefit from reshaping and masonry not too dissimilar from that used
in the check dams, a possible additional use for labor.

Figure 3. Tvpical check dam as
installed on steep slopes.

Haiti has in its lexicen of soil erosion control the practice of clayonnage,
the attachment of horizontal bands of straw to the ground surface. In
many ways it is a practice not dissimilar from many of the straw and jute
nets used to contrecl ercsion along highways in the states. In the Figure
shown above. refacing the upward slope so that it was not wvertical,
attaching claronnage, and replanting would be a cost-effective erosion
control method., In an area where visual impact is important, it would also
blend more subtly into the background.

The present reliance on structures and road rebuilding needs to be
viewed as a femporary quick-fix solution to a bad problem. Its principal
risk is cne of building dependence by the local pepulation on work
projecis. The ultimate goal, as stated earlier, is that the population will
protect the park because it benefits from the park remaining in its natural
state, This means that farmer gross margins have to revive to their pre-
park levels, and that these have to keep pace with population growth. Two
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items are at issue here: farmer {(and pastoralist) gross margins, and
populatiorn growth. UNICORS is not vet at the level of sophisticated
agronomic practice as was ORE before it left Formond. It would probably
benefit from a closer collaboration with ORE than it has at present,
something which may require hiring ORE as a consultant., UNICORS should
alsa closely monitor its progress in agronomy: farm locations should be
plotted on a map, yields should be measured, farmers adopting the practice
but not in the programme should also be shown on the map. This activity,
because of its scale, needs to be imrlemented as a separate project
compenent. Auto-monitoring by project participants and statistical sampling
rrocedures could reduce its required inputs.

UNICORS needs to improve the management of its vehicles, Table 5.1
lists its preseni fleet. In reviewing this list, we need remember the
conditions of working in the amended projsct area: many stream and river
crossings, possibly as many as 12 in any one day; rough roads which
twist vehicle frames until critical welds break; dust during the dry
season, mud during the wet; low availability of spare parts; narrow roads
on steep slopes. Fording the Acul and Port-a-Piment Rivers requires a ixd
diese] vehicle high off the ground; traversing the escarrment to Formonid
vegnires 2 narros vehicle:  short wheel base vehicles will survive the
twinting of the road bhetweor Taves and Port Salut better than a long whesl
base. Takirg these factors inta account explains why UNICORS' present
wehicles are overdue for replacement. We recommend it repair itz fleet and
3&1] it at the end of its current amendment. Its new fleet should be
composaed of a single vehicle tvpe with at least a 20 percent turnover after
vear 2, assuming the project will continue, and a total replacement after
vear 5. It will need the services of a full-time mechanic to achieve even
this level of wvehicle survival., UNICORS currently has 5 serviceable
motorbikes but now needs 6, 8 if the amended project 1s to expand.

o iType. . LT
2 Tovota Hilux 1988
1 Ford 1989
1 Ford ' 1990
1

Jeep Wrangler 1887

Source: UNICORS

5.2.3 BSP

USAID/Haiti established a buy-in to the Biodiversity Support Program
{BSP; for activities to be conducted during 1 November 1993 through 31
October 1996. The BSP iz a USAID-funded consortium of the World Wwildlife
Fund, The Nature Censervancy and the World Rescurces Institute., It
provides assistance to USAID conservation development activities worldwide
and has technical expertise in park management, community development
and NGO instituticonal strengthenning.

The purpose of the BSP buy-in activity is to conduct the following
activities:
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{1) strengthen UNJIINRS staff in the arexs of ecology and natural
regources maragement, and

{2} increase the international donor awareness of the Park Macaxa
project.

It is important to note that the RSP activity in Haitl has just begun to
design and implement its activities. Presently in its first year, the BSP i
in the process of laying the ground work for its assistance to UNICORS.

One of BSP’s first steps was to hire Mr. Revnold Toussaint, a Haitian
natural resources management specialist., who has extensive experience in
Haiti and abroad in natural resources management and community
participation. M. Toussaini began his assizstince to UNICORS by conductead
traininzg course for UNICORS farmer extensicon officers and technicians. The
training course provided the staff with information regarding

1) the natural history of Park Macaya and the region,

2) soil erosion and its control, and

3} rural community develcoment as
dovolapment activities,

snciated with conservation and

parations are presently being made by BSP 1o conduct a training needs
S : UNICORS staff. Based upcn the information developed from
the assessment, BSP will design a series of training courses and other

While B3P had originally planned to focus on providing assistance in
natural resources management, it has also determined that the project
requires help in community participation. Accordingly, BSP has made
arrangements for Messrs. Toussaint and Levsit {TUNICORS Technical
Director}), and a MARNDR staff member to attend a buffer zone management
course in Costa Rica. The course will include wvisits in the field to
niimerous conservation and development prcjects. By providing concrete
examples of hoew NGOs and governments develop partnerships with
communities, the course will bhe of particular importance to the projectand
its participants,

In the near future, BSP will alsoc provide assistance to UNICORS for the
development of an action management plan. This plan would define a
process to promote the efficient assessment and implemention of UNICOR
community activities, and wonuld include the following activities:

(1 identify communities and their traditional structure,

(2) conduct community needs assessment,

£3) conduct analyses to answer kev management gquestions, e.g.,
farming systems analysis,

4) design implementation activities, and

{5) integrate impact monitoring and ewvaluation svstem.

As part of its task to increase the awareness of international donors of
the park, the evaluation ieam believes that BSP could provide UNICORS with
legssons learned from situations similar to Haiti’s. For example, the BSP
already has wvaluable experience in monitoring and evaluation, buffer zone
management and community development. BSP could assist both the Mission
and UNICORS to identify international organizations already located in Haiti
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that have experience in the conduct of policy inttiatives which would
complement the project’s undertakings. Fer example, Haiti’s problems of
land tenure could be addressed in the project area. Another international
organization may have experience with the creation of financial endowments
which could help assure the sustainability of UNICORS’ activities,

5.2.4 Roje of goverpment

The Ministére de MAgriculture. des Ressources Naturelles et du
Developpement Rural {MARNDR) plaved an imvortant role in establishing the
initial Targeted Watershed Management preject. Tt conducted. for example,
the early surveys for the proposed mapping of park boundaries. It
continues to kKeep abreast of project activities, though it admits its current
wesknesses prevent it from becoming an active participant.

Plitimatels, it will b> the Government of Haiti who will carry
responsibility for the management of Park Macayva. As the pclitical situation
eventnally approaches stability, the amended project may wish to identify
wzavs to strengthen the capacity of MARNDR so that it can better manage its
mandated obligations towards the park. The BSP has taken the first step
in this direction hy providing support for = MARNDR representive tc attend
s wliimed baffor zone management course in Costa Rica. Of opavticular
impnrtancs will be the course’s emphasis on the establishment of
partnerships between project implementors and local communities.

5.3 PROJECT ORGANIZATION AND HUMAN RESOQURCE ISSUES: UNICORS

UNICORS, a consortium of 8 coffee cooperatives in southwestern Haiti,
has its headguarters in Chardoniéres. It is headed by an Assembilée
Générale with a Comité de Surveillance as its staff (see Annex D.Z2,
Orzanogramt. Subxervient to the Assemblée is a Conseil 4'Administration
which is served by a number of Conseiliers Technigues. The office of
Divection GEnérale, formerly immediately below the Conseil d’Administration,
has now been succeeded by a Comité Générale., This replacem=ni occurred
in response to & request by USAID for UNICORS to streamline its
operational centrol of this Project. Below the Comité are the offices of
Direction Technique, the branch responsive to this amended project, and
the Direction Exécutive in charge of accounting, guarding, and other dav-
to-day activities. The Direction Technique supervises the work of
agronomists {2}, agricultural technicians (2), general agricultural agents
(techniciens agricols polyvalents, TAPS}, extension agents, and nurservmen.

While UNICORS has its central office in Chardoniéres, the Project has its
own office in Les Caves as well as out-stations in Trois Sources and
Formond. The office in Chardoniéres, while spacious, suffers from an
inadequate supply of water and electricity. The office in Cayes is in poor
repair and also has inadequate water and electricity. While UNICORS
received computers and was trained in thelr use under the TWM, these
have become unusable due to the electrical problems mentioned above.

i
. During the mid-1980s GTZ supported a land reform initiative near Conaive. Its

experiences should be reviewed before undertaking similar sctivities in the amended project

area.
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T'NICORS, in times previous to this assessment, was apparently hindered
by a reluctance to expend the financial support it received from USAID.
Its financial planning failed to anticipate future pecuniary requirements,
preventing it to respond co the timely repair of vehicles, payment of
salaries, and purchase of materials. This resulted in large part from the
vertical nature of the UNICORS’ organization and the participation of people
wha, thouzh exposed over long periods of time to USAID’s administrative
reqguirements, nonetheless failed to grasp their fiscal obligations.

UNICORS, bf’f removing the office of Direction Générale and replacing it
by a committee’, believes it has addressed the problem. Its structure
remains flawed, however, in that it occupies the time of its Head Agronomist
in matters related to finance and management. To remedy this situation we
suggest UNICORS hire a full-time administrator to work in Caves, as well as
a pari-time facilitator to work in Port-au-Prince. The principal task of the
administrator would be to manage the budget and prepare financial and
other comnmunications to USAID as well as to UNICORS; the task of the
facilitator would be to arrange purchases and customs clearances and to
maintain communications to USAID, These two posts would effectively
ciminate the need for a Comité Géndrale, thereby reducing some of the
rtic: of UNICORS adnministrative structure and further streamlining its
they woiild be subservieni to the Direction Technigue.

W& oalso propose that UNICORS hire a full-time mechanic, based in les
Cares but free to travel to Formond and Trois Sources, to service its
Project Vehicles., This matter was further addressed in a2 preceding
section.

UUNICORS, by its aversion to paying other than modest salaries, may
incur difficulty in identifyving the quality of skilled staff required by an
amended vroject of this caliber and who are willing to live under the
hardships typical of Pic Macaya. We recommend the organization review its
salary policy with a view to provide a general upgrade; we also propose it
consider providing a hardship allowance for those who spend long pericds
in isoiated locations,

in a discussion with members of the Assemblée Générale, Mr. Yves Lubin,
President, expressed his unwillingness to identify a Project Administrator
until such time as the project expanded. This assessment believes the
amended project should be expanded over the next several wvears, but that
the hiring of an administrator, facilitator, and mechanic are essential to the
current project and should be preconditions to USAID's continued support
of UNICORS. We also recommend that operations based in Cayves operate
from a more suitable structure than as at present, and that investment be
made to assure it has suitable water and electricity.

The FPresident of UNICORS expressed the thought that the organization
has been targeted by USAID and punished in ways that involve delayed
pavments., That this feeling appears to exist is unfortunate. The
asseacment team has no way of separating directed misinformation from
simple errors of communication, or of assessing fault. That a

f the former director vwho was responsible for UNICORS® earlier problems iz a

menber of the committee, [ts other mesbers include UNICORS Technical Director,
the BSP NRM specialist, and UNICORS' accountant.
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communications problem exists, however, is important for both parties to

1

discuss and bring fto a conclusion.

The situaticn with UNICORS will require careful monitering by USAID's
Project Manager. While we disagree with the concept of micro-management,
probiems which hinder the performance of UNICORS’ contractual obligations
reqrire identification and correction.

5.4  IMPACT MONITORING ISSUES

Effective monitoring a evaluation (M&E} svstems enable project
implementors tc assess pu) ress, to identify problems and make necessary
ntodifications, and to determine project impact. In addition, M&FE assists
praject implementors to test the hypotheses and assumptions of cause and
effect relationships which underlie the project.

The Mission has hired TURBO SYSTEMS, a Haitian private company, to
develop a M&E plan for the préject. TURBO has worked closely with both
the Migsion and UNICORS to achieve this purpose and its progress is
cansiderable. Noenetheless., TURRBGO reguires technical assistance to gain
access to leszons learned from USAID and NGO M&E activities in similar
conntries worlidwide.

In order to hetter undersiand the relztionships between program
inputs and pecple-level outcomes, USAID developed in 1988 a five-level
natural resources management (NRM) framework. The framework organizes
proxy impact indicators in a hierurchial order in order toc better identify
the lessons learned from its field projects and programs. (See Annex D.3
for a description of the framework.} The importance of the framework is
that it represents a step-by-step process of economic development. The
project’s M&E plan should be designed using the USAID NRM five-level
framework so that lessons learned can be assessed in a way consistent to
other USAID projects.

Technical assistance on the M&E framework is available to the Mission
through its present buy-~in to the BSP. The World Wildlife Fund (one of
BSP’=s partner organizations}), for example, supports a M&E activity under
its Sccial Science and Economics Frogram.

The project’s future M&E plan should be both practical and cost-
effective. The plan developed by TURBO, possibly with BSFP assistance,
should

{1 identify keyv questions and assumptions to test in the field;

{2} identify a simple development process for each project
component using the USAID five-level framework;

{3) identify tentative impact indicators associated with the
development process;

{4} test the linkage between buffer zone activities and the

biciogical maintanence of the park; and

identify who, what, when, where and how information is to be
gathered without burdening implementation activities {Booth,
1983).

o]

Many of the approaches being used in conservation and development
projects are new and untested. Brandon and Wells (1992}, in a recent
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assessment of conservation and development projects for The World Bank,
showed that very few projects quantitatively measure, monitor, and evaluate
the effects of the project on the people who live near protected areas;

they also showed that changes of biotic communities within protected areas
are similarly often unmeasured.

The data gathering methods which make up the M&E plan would evolve
from a collaborative effort of project participants. The process includes
the following steos:

Review approaches currently being used for socio-economic biological
assessments. [hese could include the use of remote sensing and
geographical information systems.

Hold a workshop with project participants to develep a consensus on
the baseline data that shouid be collected, bv whom, and over what
time frame.

Implement standardized plot monitoring activities on the project site.

The amended project should take a participatorsy approach to M&E. This
approach allows project participants to take part in deciding

how, when and what is to be evaluated;
the field methodology to be used;
how information is to be analyzed; and
how M&E results are to be used.

o
B D
et e

Participatory M&E has been shown to produce information that is both
accurate and relevant to the end users. Other advantages include
timeliness and transparency. In a participatory process, information needed
for decision—-making is immediately available to participants and project
managers alike — project modifications can be made readily made. Like
participatory design and implementation, participatorvy M&E strengthens
participants’® skills, promotes autenomy, and fosters the long-term
sustainability of the activity. The M&E plan should be based on the
rremises outlined below:

M&E activities should be carried out by project implementors and
interest groups.

information should be gathered to answer kev management questions
and to test project hypotheses.

Information should be gathered routinely as part of regular project
implementation.

Community members {extension workers, guides, scouts} should be

trained and compensated for carrying out and analyzing data
collection {World Wildlife Fund, 1993).

6. QUESTIONS IN THE FRAMEWORE OF DEVELOPMENT

The following paragraphs provide key gquestions and details on the
activities that would comrise a future amended project.

1. Buffer Zone Management

—09_



Conservalion and development projects have been estabhshed woridwide,
many with support from USAID. While there are numerous reports on the
subiect, the Mission should identify which projects are showing the most
progress under conditions similar to the amended project area. and how
thoir example might benefit this project.

Key Questions:

What are the lessons learned. regionally and woridwide, regarding
Buffer zone management in Haiti’s biophysical and community
anvircnment?

Wwhat is the comparative advintage of USAID/Haiti’'s experience in
community development? How can its lessons learned continue to

integrate nte this project?
whal tvpe of AID/W assistance would be most helpful in assisting
S to strengthen traditional community decision making, and to

UNICC

negoriate and implement development activities,

&
»
13

2. Cstablishing Communitv Partnerships

i information is available rezarding the structure and needs of the
community Hving near the park area. Socio-econcomic baseiine
‘s and additional periodic survevs are needed before sustainable

Key Questions:

How are communities using the park: when, where, how and why*
How are communities organized to build consensus and to make
decistons?

What are their economic development priorities, e.g.. education,
income, and health care?

What is the most effective approach to establishing community
development agreements?

What is the most effective system to measure change in community
behavior and adoption over time?

3. UNICORS Action Management Plan

The B5P should provide UNICORS with assistance to develop a park
action management plan. In contrast to a park management plan, the pian
would be based on community surveys. It would contain a process to
identify, design, and implement community development activities in the
buffer zone.

Key Questions:

What are the lessons learned, from areas sharing Haiti’s problems of
resource degradation, climate, and soils, about action management plan
implementation?

What is the most effective form of training for UNICORS to develop
and implement the action management plan?

4. Park Boundary




The park boundary needs to be physinaily establish=d in the field. The
absence of a boundary is creating conflict among farmers, UNICORS, and
the military. The first step towards establishing a boundary is to sort out
land ownership within and around the park.

Key Questions:

What is the land tenure system irn the region?

Where are the private land claims in the park and who owns land
outside of the park?

Can the government or a future project buv this iand?

wWhat tvpe of park boundary (live tree border, markers, ...} has been
most effective in Haiti’s biophysical and community environment?
What i1s the preference of the community?

hn

. lmpact Monlioring

In order to test assumptions and identify lessons Jearned, a
comprehensive impact monitoring and evaluation plan should be developed
uszing 1'SAID’s five-level meonitoring framewerk.

Key Question:
wnat are the lessons learned, regionally and woridwide, about USAID’s
impact monitoring and evaluation in Haiti’s biophysical and community

environment?

6. Lessons Learned

The project should cobtain lessons learned from projects similar to Park

+

“acava. Opportunities for creative farmer extension shonld be identified,

Key Questions:

Where is agriculture and private enterprise development effectively
and sustainably workinzg on degraded land in Haiti, the Dominican
Republic, and other countries of the region®

Where is USAID promcting farmer site visits and follow-up support,
e.2., AFR/ARTS/FARA”

7. Private Enterprise Development

The project should assess the opportunities for private enterprise
development for communities living in the buffer zone area. The community

of Formond is isciated and some imagination may be required in order to
identify opportunities.

Key Questions:

wWhat iz the market for timber poles in Les Cayes? 1If there is a good
market, how can transportation costs and other constraints be
reduced?

What kind of technical assistance would be most appropriate to
identify potential private enterprise opportunities in the region?
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8. Research

The University of Florida focused primarily on research about the
biology of the park. Future research should be limited to answering kev
management questions related to the park and its adjeining, periphersl
communities.

Key Questions:
What is the community traditional decision making rrocess?
What is the land tenure svstem in the area?
What are the non-consumptive uses of the park by local communities,

e.2., medicinal plants?

9. Creative Policies

Crealive policy options for the park and community development should
be explered. As indicated in issue number 8 above {USAID Development
Programi, there mav be additional opportunities tc appliy successful
USAID/Haiti pelicy activities to the Macava Park Project.

hey Questions:

What are the creative policy coptions needed to assure ihe
sustainability of project activities? For example, is it possibie to
establish a financial endowment?

UNICORS has had some experience in providing credit to farmers as
part of its agricultural extension activities. Is there potential for the
USAID/Haiti PADO office to assist UNICORS to identify creative policw
optlions for the park -~ investment promotion, credit, agribusiness,
financial endowments.
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To arrest the process of environmental
degradation in Southwest Haiti.

Sub-Goal: To provide continued support
tar the preservation of Parc Macaya as
the {ast natural rain forest in Haiti.

[ e e

Narrative Summary Objectively Verifiable Indicators .| Means of Verification
Goai:

REVISED LOGICAL FRAMEWORK

TARGETED WATERSHED MANAGEMENT

(521~0191)

(Parc Macaya Component Only - 1992-94)

—

The Pic Macaya rain forest remains
largely intact

g .
The rich range of bio-diversity in the
Macaya Biosphere Reserve remains
largely intact

Scil erosion in project area is
significantly reduced

Macaya watersheds continue to serve
the 7 rivers wiich irrigate the Plaine
des Cayes

-Visual

inspections of Parc
Macaya by NGQOs,
GOH and international
environmental grcups

-World Bank and FAQ
estimates

-USAID Manitoring
Unit findings

e v P O S r Arag T eyt

Important Assumgtions

ettt p— or v T - 2

Assumptions for Achieving Goal Targets

-Sufficient political stability exists in Hak
allow project activities to be carriad out
planned,

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

Purpase:

augmaenting land management practices
in the Pic Macaya watersheds and to
apply lessons learned from these field
interventions to national lavel hillside
management planning.

Sub-purpose: To instill better land-use
practices by the farmers of the Parc
Macaya buffer zone, in order to reduce
acological pressure on the Park.

To exténd soil conservation and fartility-

Enﬂ-of-Projec,t Status:

Increased acres furested and planted
in Parc Macaya

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

At least 600,000 iree planted in the
pari

1,500 farmers in the park periphery
raached by project land use

management activities

-National and regional
agricultural and rural
income statistics

-Semi-annual reports
by UNICORS

-UNICORS ftield
records

-Project evaluations

Assurnptions for Achieving Project Purpo

-GOH policy permits NGOs and PVQs to
operate independently in Haiti.

-Planning for the World Bank environmen
project, interrupted by the 1991 coup, w
resume in time to permit a start-up of Ba
financed activities in Macaya by 1994.

-The mix of project interventions will be
sufficient to stop encroachments into Pal
Macaya for tres-cutting and land clearing
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Outputs:

1. Systematic planting of upland native
and endemic tree seedlings in critical
areas of Parc Macaya

2. Reclamation of critical ravines in the
park to control gully arosion

3. Farmers living in the area of the park
trained in environmental awareness and
Association pour la Protection du Pare
Macaya established and functioning

4. Farmers operating in the park
periphery trained in productive land use
tachniques, including grass production to
reduca animal forage

Magnitude of Qutputs:

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

12 km of ravines protected
200 gully plugs placed

1,100 farmers trained
9 fiald agent training sessions
conducted

90 km of hedgerows placed

2 forage multiplication plots
esiablished

B cash crop demonstration plots
developed

90 vegetable gardens operating

-UNICORS records

~-Monitoring Unit
reports

-on-site inspections by
USAID PADQ staff

-Field visits by USAID
PADQO staff

-Project svaluations

Assumptions for Achieving Project Qutpu

-Farmers in the Park zone will agree to
contribute their labor for iree planting, gu
raclamation and access road maintenance
recognizing these as vafuable self-help
measures.

-Farmers will be willing to pursue land
conservation technigues introduced¢ under
the project, recognizing their praspective
valuae,

-Farmers will be receptive to project
training opportunities and environmental
awareness efforts,




Inputs:

Technical Assistance

Equipment & Supplies

Training & Extension

Operations & Maintenance

Magnitude of Inputs:

144 pars/mos of TA by UNICORS staff

7 pers/mos of 5-T consulting by an
int'l environmental organization thru
buy-in arrangement

Tree seedlings
farm tools, seeds
Educational materials

UNICORS extension agents &
consultants

Staff ravel in-countyy

Labor supplied by local farmers

Vahicle maintenanze

UNICORS Cooperative
Agreement

Project evaluations

Procurement records

USAID monitoring
records

Training records

Assumptions for Providing Inputs:

-Linkages with appropriate international
environmental organizations can be
developed thru AID/W buy-in arrangeme!
as a source of short-term consultation.

-Existing equipment already procured by
TWM praject can be effectively used anc
maintained by UNICORS.




LIST OF PERSONS AND ORGANIZATIONS CONTACTED

Amas, Morsna

Andreé, Claude Emile
Balixte, Lein

Banatte, Jean Yves
Beneéche, Cepas
Bérard, Frantz
Blaise, J.F. Andreée
Crandall, Larry
Daniel, Ronnie
Darbouze, Carl

Frnok, Joseph Alexis
Finnigan. Sean
Finnigan, Moussen
Francais, Faul J.
Gaspard. Venel
Georges, Jeseroh
Hibart, Denis
Jacques, Vanel Louis Jean
Lea, Zach {John Docle)
Leveit, Simon Robert
Lubin, Yves
Magloire, Elliassint
Mentor, Bruno
Methieu, Joseph S
Nesidor, Ravil Felix
Criol, Michelie
Philoctéte, Charleg~Emile
Populaire, Thoreés
Sévare, Pierre F. Patrix
Toussaint, J. Ronald
Wahab, Abdul

Mamber, UNICORS board

Technician, UNICORS
MARNDR/Cayes

% aronomist, MARNDR/Cayes
Secretary, UNICORS board
Technician, UNICORS
Animator, UNICORS
Director, USAID/Haitl

PADO Deputy Chief

Turbo System, P au P
Director of Administration, UNICCORS
Director, CRE
Administrator, ORE
Principal animater, UNICORS
Member, UNICORS board
Technican, UNICCRS
Technician, UNICORS
Economist, SECID

Technical Director, UNICORS
President, UNICORS board

- Agronomist, ORE

Accountant, UNICORS
MARNDR/Cayes

Fngineer, MARNDR/Cayes
Sociologist, Camp Perrin
Project manager, USAID
Technician, UNICORS
Agronomist, UNICORS
NEM Specialist, BSP
Chief of PADO
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ANNEX C

LIST OF DOCUMENTS ANALYZED

Anderson, J. and J. Thampapillai. 1990, Scil Conservation in Developing
Countries: Project and Policy Intervention. The World Bank. wa.D.C.

45pp.

Anon. i990. Revenue Increases from PST improved crops. Draft report.
Haiti,

Bicdiversity Support Frogram. 1994, First Annual wWorkplan. USAID/Haitl

Biodiversity 3Support Program. 1534, BSFP Assistance to UNICORS Park
Macaya Project, Haiti. 29 pp + app.

Siodiversity Support Program. Undated. Attachment 4: Proposal to Frovide
Technical dssistance to UNICORS and other NGOs in Order fo Conserve
ariqd Restore Pic Macava National Park. 11 pp.

Booth, Greg., 1953, Biodiversity Monitoring [ndicators Witiiin A Naturai
Resources Management Framework For Sub-Saharan Africa. U.S. Agency
For International Development, Forestry Support Program. Washington,
b.C. {50 pp.h

Brandon, Katrina and Michael Wells. 1862. Peocple and Parks—Linking
Protected Area Management With Local Communities. Washington,
D.C.;International Bank For Reconstruction. (39 pp.).

BSP. 1994. BSP Assistance to UNICORS Park Macava Project--Report For
January to March, 1994, Port-au—-Prince, Haiti. {103 pp.}.

Erlich, M. et al. Undated. Haiti: Country Environmental Profile - a Field
Study. (SAID/Haiti. 120 pp.

ORE., 1992. Final Report: . Projé Sove T8, Targeted Watershed Ménagement
Project. USAID/HRaiti. 82pp.

Oriol, M. 1992. Protection de lenvironnement contre systéme agraire:
Considerations sociclogiques et propositions pour l'implantation du Parc
Macaya. 21 pp.

Paryski, P. 1991. Macayva Biospherse Reserve Project: a {ase Study.
USAID/Haiti, 4pp.

Paskett, C. 1988. Les sols d’interfleuve des riviéres des Anglais et de Pori-
d-Piment. ARD, Camp Perrin, Haiti. 2Z2pp + tables, figures, and annexes.

Turbo System. 1994. Monitoring and Evaluation System, Targeted Watershed
Management Project. USAID/Haiti.

University of Florida. 1952. Final Report of the University of Florida,
Macaya Biosphere Reserve Project. USAID/Haiti. 113pp + app.
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University of Florida., 18%82. Final Report of the University of Florida Macaya
Biosphere Reserve Project. USAID/Haiti. 3 pp.

University of Florida. 1986. Executive Summary: A Plan for the National
Parks of Hatti, USAID/Haiti. 2%2pp.

USAID, 1985, Haiti Environmental Profile—4 Field Study. Cocperative
Agreement USAID - IIED No. DAN-5517-A-2066-00. Washingten, D.C. {120
PP.).

USAID. 1993. Cooperative agreement: [UNICORS/BSP. Haiti.

USAID. 1994, Private Enterprise and Agricultural Development Office,
USAID/Haiti. Port-au-PFrince, Haiti. {15 pp.).

USAID. 1992, Project Paper:

Targeted Watershed Management Amendment
Number 1. USAID/Haiti. 20 pp.

Frivate Enterpr

LSATD. 1994,
Us

ise and Agricultural Devel
AID,/Haitl, 15pp.

elopmient Office.
175AID
.

. Targeted WwWatershed Management
UsSA

1988, Project Faper: Froject.
) ID/Haiti. b5 pp + annexes.

USAID. 1984. Haiti Action FPlan. Draft. ©SAID/Haiti. pp 25 37.

USAID. 1994, Project Status Report. USAID/Haiti. 3pp.

Veloz, R. and T. Logan. 1988, Erosion Research on Steep lands in the

Dominican Republic. Conservation Farming on Steep lLands. Moldenhauer,
W.C. and N.W. Hudson, ed. Ankeny, I0. pp 269-70.

Waorld Wildlife Fund. 19%4. Social Science and Eccnomics Program—-Draft

Document On Participatory Monitoring and Evaluation of Conservation and
Develocpment Projects. wWorld Wwildlife Fund. Washington, D.C.
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ANNEX D1

PROJECT OUTPUTS

mmgpmiem mmmemio oss fmezmeih, Trroma R —— O

Planned ACeomp L1 shed

% 0f
Lop

Haxl
[Op Perivd v perixi  Perind Cum

o i e+ e et . ereee e e e e o o ey - e ——

1 Park protection

a) Tree producticn (00U B0 300 g0 - LA Son 12
b) Tree planting OO0 £00 400 60 ey 20 4779 30
C) Ravine proteCtion (km) 12 4 v 2 5 5 s
dj Gully plugs (number; - 200 200 345 1400 ¥ 434 Z17

2. Income/production entancenent

a) Vegetable gardens < ) 30 £l ; Y 3

b) Forage mull. plots 3 3

c) Forage pastures (ta, A0 20 q

d) Cash r:.mF denos (plnts) 1 A

e) Job creation (00 i“l : 11}_{ 3 i
3 1 &

T Ty i
oI

- A
~
e
..\.;\.‘.'E
=i
i
— e Tt
[

1 1 12 109
3. Trainirg

a) Field agent (no. s$essions “ 4 ) 3 1 6 29
b) No agehts trained I i5 E L7 L 7 15 0

P ) _ pa 2 < 14
¢) No. farm families trained 1100 300 800 =00 24t} 5013 46
d) St & Jr staff training %1‘ 1 0 () . %

Source. USATIL. 1994.
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UNICORS: Organggram
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ANNEX D.2

should become as shown
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ANNEX D.2
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ANNEX D.3

ANALYTICAL FRAMEWORK FOR PROJECT MONITORING AND EVALUATION

i PROJECY GOAL: 'MPROVED UNDERSTANDING OF ENABLING
| CONDITIONS FOR DIFFUSION OF PRACTICES THAT CONTRIBUTE TO
SUSTAINABLE AND BROAD-BASED GROWTH

N

a
‘ |
| V. SUSTAINABLE INCREASES IN
COMPARE ACTUAL | YIELDS AND/OR MAINTENANCE |
WITH PLANNED g OF BIOLOGICAL DIVERSITY IN §
" OUTCOME i PROJECT AREA
'
? | IV. MAINTENANCE OR IMPROVEMENT OF :
'PRODUCTIVE CAPACITY GF SOIL, FOREST, |
O NNES  RANGE AND WATER RESOURCES AND/OR |
L W TeoME & TIHABITATS IN PROJECT AREA (1.000°S OF |

[

COMPARE ACTUAL

- " AND SAFEGUARD THE NATURAL
§ i e
W e s " RESOURCES BASE (1,000°S OF

COMPARE ACTUAL 3 | CONDITIONS IN PROJECT AREA FOR
WITH PLANNED =g . DIFFUSION OF APPROPRIATE
OQUTCOME _ | PRACTICES

HECTARES)

!m. ADOPTION OF PRACTICES IN PROJECT
AREA THAT INCREASE PRODUCTIVITY

BENEFICIARIES)

H. ESTABLISHMENT OF ENABLING

i i.b PROJECT ACTIONS THAT

Y

CAPTURE AND
ORGANIZE LESSONS

! ! ESTABLISH ENABLING CONDITIONS IN
ESTABLISH § PROJECT AREA
INFORMATICN.
MOMITORING AND
EVALUATION
SYSTEM ,

| 1.2. CONDUCT ANALYSIS TO IDEMTIFY

ARRAY OF APPROPRIATE PRACTICES.

. p~ ENABLING CONDITIONS, AND SELECT
PROGRAMMATIC DFTIONS FOR

| ESTABUISHING ENABLING CONDITIONS

LEARNED

I
CONDUCT
ASSESSMENTS USING
PRIMARY AND
SECONDARY DATA

LEVEL O: BIOPHYSICAL ENDOWMENT AND CLIMATIC CONDITIORS
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