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DANIEL CESAR, DRE/EVAL, USAID/HAITI, MAY 1986

COMMUNITY WATER SYSTEMS DEVELOPMENT PROJECT (521-0155)

RAPID ASSESSMENT

Review of this project during the April 7 Engineering Sector Semi-Annual
Review meeting established that after almost two years of implementation (June
1984 = April 1986) only 1 (Rosier) - out of the 40 planned water systems - has
been completed to date. Concerred about this significant Llack of
implementation progress, and before taking action on the commitment of the one
mitlion dollars programmed for obligation by September, Mission management
requested in-house personnel ?Smith, Gardella and Cesar) to conduct a rapid
assessment of this project as soon as possible, to  pirmpoint project
implerentation problem areas. Although this project 4is scheduled for
evaluation in Seotember, fiissjon management wanted information as soon as
possible to guide action on the extent of future funding support of the

project.

The evaluation team Lleft Port-au-Prince Monday, April 28 and returned
wednesday, April 30. The following sites were visited: St. Georges (between
Aquin and St. Louis du Sud), Port-a-Piment, Rosier (Roche-a-Bateau), Arniquet
and Maniche. In addition, considerable time was spent interviewing CARE/Cayes
project imptementatién personnel, the Care/Haiti Assistant Director, as well
3s SNEP field animators assigned to project sites. The evaluation team's
general mandate was to identify problems impeding water system construction.

My findings are_summarized belowu:




A. Prcject Construction Status

According to the first year project implementation plan developed by CARE,
construction work was planned on S to 7 systems and 2 were expected to be
completed during this perioed. Howevér, during the June 1984 - Jume 1985
period, the pace of implementation was already behind schedule: Rosier was
completed, but construction work had only started at Port-a-Pimeni, and only
community organization work was started at St. Georges, Morisseau/Aqguin,
Arniquet and Maniche. Design work was also prepared for the Llast two sites

mentioned,

The second year implementation plan scheduled the four svstems at
Port—a~Piment, Maniche, Arniquet and St. Georges for completion, as of the end
of April 1986, In fact, Port=a-Piment is about three months behind schedule
and the latter three, two months behind schedule. CARE 1is currently planning
to 1initiate construction work inm April at La Cahoanne, in Jupe at Zanglais and
Morisseau, and in July/August at Tiburon. Following is a tabular presentation
of construction work completed and planned during the first two years of

project operation:

PROJECT CONSTRUCTION COMPLETION SCHEDULE
DURING YEARS 1 & 2

LOCALITY STARTED . ENDED DURATION
{NAME) /7 v IR (# MONTHS)
Rosier 3/85 6/85 3
Port-a-Piment 6/85 7/86% 13
Arniguet 8/85 6/ 86% 10
faniche 9/85 6/86% 9
St. Georges 12785 6/86% 6
TOTAL 4
AVERAGE DURATION (Unweighted) 8.2

* Planned Construction completion date



Construction performance during the first two vyears of project
implementation was c¢learly 1inadeguate. What is evident in hindsight is that
project designers did not realistically anticipate the time required to carry
out the activities oprerequisite to the initiation of construction. The PP
implementation plan called for commencing water system construction about 3
months after the June 1984 signing of the Project Agreement. For example,
CARE was expected to set up a regional office at Les Cayes, hire and train
project personnel and have the necessary imporied equipment and materials on
hand to begin construction 1in September/October. The  fact  that  CARE
experienced some difficult personnel problems during the first six months =
delay in contracting the Implementation Manager, resignation of the Health
Advisor in  October and two engineers = compounded the difficulty of
establishing a functioning field project implementation unit. Funds for the
procurement of essential imported wvehicles and materials were divided in two
tranches. Although first tranche funding was available as planned to allow
CARE to order some vehicles end materizals in July ({which arrived in
September), the second tranche - the major 1.2 wmillion dollar allotment
programmed for HNovember 1984 - did not become available to CARE until April
85. Given the fact that 11 major field activities - such as site selection,
field surveys for design work, community orgsnization, et¢. = were all
dependent dn large part on the availability of vehicles, it is evident that

they could not be carried out during this time period,

In addition, the Project Agreement called for intensive collaboration
between SNEP and CARE, particularly with regard to site selection, private
connections, handling of community funds, and community organization. As
these W0 agencies have had poor and perhaps antagonistic working
retationships before project start-up, it took time to develop cooperation 1in
these areas. In fact, in the case of private connections and community funds,
a mutually agreed upon general modus operandi was not negotiated until October
1985 1in the case of community funds, and until April of this year with regard

to private connections.
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puring the second year of operation, starting in October 1985 through
March 1986, a series of unforessen events occurred which also disrupted the
flow of project implementation. As documented by CARE Quarterly repoirts,
heavy rains during October znd November caused the L°®Acul and Cavaillon rivers
to overflow bringing work at Arniquet and Maniche wvirtually to a standstill.
In addition, the access road to the Pori-a~-Piment work site was washed auay
and only limited progress was made on river crossing construction &t all
sites, fuel shortages, especially diesel, which began in November and lasted
through January 1986, were compounded by growing civil unrest. Further, the
CARE/Cayes project office and warehouse facilities were pillaged, and project
personnel had to be evacuated to Port-au-Prince for security reasons.
Although CARE tried to resume field activitiy during the early part of
February, the unstable situation caused sporadic close downs of the project
office during the latter part of February. Field travel was often restricted
during March and delivery trucks of Food For Work (FFY) commodities were often
hijacked. CARE estimated total Llosses te be about $55,080, broken down as
follows: $43,756 in project materials and equipment; §$9.714 din  office

supplies and equipment; and $1,610 in vehizle damage.

The c¢ivil disturbances which culminated 4n the overthrow of the 2%-year
Duvalier regime, also emboldened the masses to utilize the same methods to try
to achieve fundamental econemic, political and social objectives almost
overnight and sometimes, <to commit acts of outright banditry and settle
personal scores. Thus, strikes, protests and demonstrations were common
occurrences during February and March, dinstead of being the tools of last
resort. This new attitude was also manifested in project community residents
who often refused to work, or dragged their feet in werking for FFW rations
whose dollar wvalue amounted to only one-third of the daily three dollar
minimum wage. Thus, CARE project staff will have to spend considerable time
in the recovery effort tc regain the confidence of community residents, and
may have to restructure its ration policy. CARE estimates that several
hundreds of man/days will have to be spent 1in reorganizing and restarting

activities.,



B. Community Participation

CARE®s development philosophy in implementing potable water projects calls
for significant community participation. Experience has shown that when water
gystems  are built without community involvement, <there s no sense of
ownership, and they are subsequently neglected and soon fall into disrepair.
As point of fact, a Lot of defective POCHEP fountains Litter the Haitian
countryside. CARE requires community residents not only to establish a bank
account by collecting §1.00 per family as ::'m.~ initial community fund to
maintain the water systems, but also requires project beneficiaries to do the
following work on 2 veoluntary basis: constructing or repairing access roads to
springs and construction sites, transporting Llocal materials such as sand,
gravel, etc. to the water source, and cleaning the water source to facilitate
proper operation of the systems, In addition, tlocal residents are also
expected to dig T meter per person of pive trenches on a voluntary basis, with

any additional amount over that mark to be compensated with Food For Work.

At lesst one animator or :ommunity organizer was observed at each project
site visited. CARE provides two, and SNEP provides three animators. The SNEP
animators have been seconded to CARE, as originally stipulated 4in the Project
Agresment, to motivate and organize target coﬁﬁunity residents. They seem to
be well integrated 1in the communities they serve and are judged to be
generally competent by CARE, While they appear to be knowledgeable about
their field, it was difficult to Qauge the Level of their effectiveness given
the fact that we could not observe them in action. In general, the animators
work with community residents about three months before construction work
begins, except in Port-a~Piment, where this phase took 5 months, starting in
January 1985. During that three month period, animators have to conduct a
population census to survey the number of potential beneficiaries of the
system, establish the community bank account, mobilize and organize residents
to form the Llocal water committee (CAEP), help organize residents into work

teams and motivate them to do work on a voluntary basis.




While community residents appear to accept, at Lleast in princiole, the
idea of working on a voluntary basis, in fact, it is usually a small core of
people who do so: the poer who provide the heavy manual Llabor, znd the town
“notables” or elite who occupy CAEP management positions and, along with the
animators, perform motivation, planning, coordination  and organization
functicns that result 4n the construction of the water system. The voluntary
Labor phase goes along relatively smoothly when the work dis snort, as in
Rosier, or where <there s a history of community self=help efforts, as in
Arniquet. Community participation was especially problematic 4in Port=a=Piment
where residants had prior negative experiences of deing voluntary work and not

getting the improved water supply promised by a Catholic priest.

CARE project management is just now starting to address the issue of long~
term system maintenance, including training of CAEP members in management and
accounting principles, and indicated that the organizational structure to
implement this new operational phase should be in place within the next é
months. USAID project management should carefully monitor developments in
this area to ensure that the necessary amount of resocurces are allocated, and

to make timely interventions to make it a2 success.

C. Food For Work

Once residents have provided voluntary Llabor, any additional work is to be
compensated by FFW rations, CAEP members 1interviewed indicated that this
operational phase caused them the most trouble. There exists & fundamental
difference of opinion between CARE and community residents where FFW rations
are concerned. While residents view the ration as a wwage for their tabour,
CARE on the other hand perceives it as an encouragement to people working
together to develon their community. CAEP members indicated <¢that residents
complain that the daily ration is nrot enough, since it is valued at only
$1.00, one-third the amount of the minimum three dollar daily wage. While
CARE's development philosophy is perhaps laudable, this approach might well be
putting an undue burden on the peasant by expecting him to work for an

extended period of time for FFW, which means that he is not free to engage in
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his customary economic activities that support his family. At the very Least,
a means should be found to 1increase the daily food ration up to an amount

equal to the daily minimum wage.
D. Productivity

As project implementation experience accumutated, CARE has modified its
field modus operandi in  order to dncrease logistical efficiency and
productivity. The initial way that FFW was distributed, beside the ration
size issue, caused a Llot confusion and disqgntent throughout the ranks of
construction workers. The problem was the work was organized in a “vertical®
fashion, 1d.e., dinto work groups each of which was responsible for different
operational stages. Thus, some work groups did work on a voluntary basis,
while others received FFW rations, This disparity inevitably breought
complaints from group members receiving no rations; this 4is in fact what
happened 1in St. Georges. CARE has since learned from this experience and has
taken steps to organize work horizontally, i.e., in such a way that every
worker gets the opportunity to work alternatively on a voluntary basis and

also to receive FFW rations.

Another operational problem area was the lack of field productivity. What
w3as happening was that field staff were basically working a 3-day work week,
with Mondays and Fridays spent on logistical and organization details to get
to work sites and homes, respectively. CARE project management has since
initiated a monthly work schedule whereby field staff work 3 six~day work
weeks at work sites and have the fourth free to spend with their families,
CARE indicated that this method has resulted in considerable dimprovement in
productivity because werk s beatter organized, workers are less rushed, spend
more time in the field and get the opportunity to spend one whole week at a

time with their families,

Another field method adopted which increased staff productivity is what
CARE calls "sideways expansion", which - despite resulting in a slower
implementation pace - takes into account the intensive periods spent 4n

community organization work and has increased coverage of more communities in

the field. Thus, CARE staff currently are working simultaneously at 6 sites.
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