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ABSTRACT 

H. Evaluation Abstract f p 0D3armO'eIdto 

The project was initiated to assist member countries of the Organization of Eastern
 
Caribbean States (0ECS) to improve their economic policies and strengthen their
 
capabilities in policy analysis and implementation. The project consists of two
 
technical assistance components: a Grenada Fiscal Reform component implemented by
 
Development Alternatives Inc., and a Primary component implemented by Robert R.
 
Nathan Associates, Inc. This interim evaluation (05-06-87) was conducted by three
 
external consultants who reviewed project documents, interviewed officials in five 
countries, and interviewed project personnel. The purpose of the evaluation was to
 
assess the progress towards achievement of project objectives and recommend
 
appropriate project modifications. The major findings and conclusions are:
 

PMPP has an important place in the Mission's strategy and has addressed areas
 
which are vital for improved public policy such as tax reform, budgeting
 
systems, public sector investment programs, tax administration and information
 
for 	decision making.
 

PMPP has been able to respond very quickly to country needs and has been
 
managed ina way which is sensitive to countries' perceived needs, both of
 
which have helped promote implementation of new systems.
 

The 	main recommendations are:
 

---	PMPP should coordinate with other donors and institutions to develop indigenous
 
capabilities, and AID should consider providing complementary expertise at
 
other regional institutions to develop enhanced capacity for policy research.
 

---	 AID should not alter the flexibility of delivery of this project, but should 
tighten up some accounting procedures and shovld carry out quarterly reviews of 
project progress with the implementating agency. 

---	AID should continue to emphasize seminars, regional meetings, and the like, to
 
disseminate and discuss ideas and proposals developed under the project.
 

The 	major lesson learned is that although the ability to respond rapidly to 
government requests for technical assistance is a valuable element in project
 
design, AID must as much as possible ensure that adequate counterpart resources are
 
available to make efficient use of assistance provided.
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A.I.D. EVALUATION SUMMARY - PART II
 

J. 	Summary of Evaluation Findings, Conoluslons end R.ommendations (Try not to eaxceed the tires 13) pages provided) 
Address the following items: 

* Purpose of evaluation and methodology used 	 a Principal recommendations 
* Purpose of ootMty(les) evaluated 	 9 Lesson leamed 
* Findings and oonclusions (relate to questions)
 

Mission or Office: - Date This Summary Prepared: I Tiffs And Date Of Full Evaluation Report:
 

nin erim Evaluation of he Public Manage-
IA
RDO/C 	 February 23, 1988 Imen t & Policy Planning Project - 6/30/87
 

Purpose of the Activity

Tne purpose of this three-year, $8 million project is to develop improved economic
 
policies by providing technical assistance to participating Eastern Caribbean
 
countries and regional organizations; and, in the process, seek to improve, where
 
practical, their capabilities in policy analysis, decision making, and policy
 
implementation. The constraint that the project addresses is common to the public
 
sectors of the Eastern Caribbean LLCs: they lack sufficient capability for policy
 
analysis in key strategic development areas, and are frequently unable to
 
effectively implement those decisions that are made. A longer term,
 
institution-building response isalready in the offing, through several projects
 
supported by donors including AID. The opportunity that this project makes use of 
is a perceptibly increasing desire among Eastern Caribbean governments to implement
 
improved policies before the longer term solution is in place. The application of
 
the technical assistance available under this project not only assists Eastern
 
Caribbean states in the shorter run, but also squarely supports Mission's policy

dialogue objectives. In the course of policy dialogue, Mission is not only able to 
recommend policy improvements, but can also offer technical assistance to improve
 
policies. One of two major components of the project, the Grenada Fiscal Reform 
Component implemented by Development Alternatives Inc. is a discrete activity
 
carried out in Grenada in response to a Government request for assistance in fiscal
 
reforms arising from policy negotiations on program assistance. The other
 
component, the Primary Component, is less specific and permits any eligible 
recipient to request technical assistance from the implementing agency, Robert R. 
Nathan Associates, Inc. Individual subcomponent activity requests are refined by
 
the contractor and are submitted to Mission for approval.
 

Evaluation Purpose and Methodology 
FTheevaluation was designed to assess the progress made towards the objectives of 

the PMPP project, and was a scheduled interim evaluation. The evaluation team
 
(contracted under the LAC Bureau's macroeconomic IQC) was asked to assess the 
management of the project, compare its implementation with the project paper's 
intentions, suggest ways of proceeding in the future, provide indicators of the
 
project's impact, and draw lessons from the nearly completed Grenada Fiscal Reform
 
Component. The evaluation team studied project objectives in the Project Paper and
 
related these to the Mission's planning documents, such as the Regional Development
 
Strategy Statement (RDSS) and the Action Plan. The team interviewed relevant
 
Mission staff, staff of toe implementing agencies, government officials in five
 

I 	participating countries, and officials in regional organizations. The result was a
 
subjective impact evaluation based on these findings and the evaluation team's
 
experience.
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S U M M A R Y (Continued) 

Findings and Conclusions
 
The evaluation team was satisfied that the PMPP project has a vital place in the
 
USAID strategy for the Caribbean and that it has gotten off to an encouraging
 
start. Sensible fiscal policy is a centerpiece of the economic growth strategy,

providing an environment of confidence for private sector investment, and the right

incentives for investment. Governments must also manage their affairs 
so as to
 
ensure that the essential infrastructure for the private sector is in place. Good

fiscal policy management ensures that donor assistance in other areas, both private
and 	public, becomes most effective.
 

PMPP has addressed areas which are vital for improved fiscal policy. These include
 
tax reform, budgeting systems, the public sector investment program, tax
 
administration, and information for decision making. The project has been able to
 
respond quickly to country needs, a feature which distinguishes it from most other
 
technical assistance projects. It has also been managed in a way which is
 
sensitive to countries' perceived needs and this has helped to promote

implementation of new systems. The project has in general been well received. 

PMPP has also had its problems. The ones that loom largest are outside the control
 
of the project's managers. They include the degree of commitment by host countries 
and the absence of local counterparts for consultants in a few instances. Also, it 
is very important that donor agencies provide complementary programs, particularly
those that contribute to institution building in vital areas.
 

Principal Recommendations
 
The evaluation team suggested no major departures in the thrust of the program or
 
in the flexibility with which it has been implemented, but suggested some
 
administrative changes that might serve to increase the impact of PIPP:
 

---	 PMPP should continue to operate with a small resident consultancy staff 
reporting to the AID project officer, with technical expertise brought in as
 
required.
 

---	 P4PP should coordinate with other donors and institutions to develop
 
governments' capabilities, particularly at the top decision levels.
 

---	AID should consider providing complementary expertise at other regional

institutions so as to provide enhanced capability for empirical research and
 
background studies for fiscal matters.
 

---	 PMPP should continue to emphasize seminars, regional meetings and other 
arrangements for the dissemination and discussion of ideas and proposals. 

---	Quarterly reviews of the project's progress, involving the project director,
the project manager, and RDO/C staff, should become a regular feature of the 
implementation, as called for in the original Project Paper. 

---	Accounting procedures should be tightened to make sure that particular

subcomponents stay within budget and that the cost of maintaining resident core
 
staff is adequately projected. 
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S U M M A R Y (Contlnued) 

---PMPP should be evaluated periodically at three levels. Immediate evaluation
 
should focus on the rate of implementation of new systems and their 
performance. Interim evaluations should focus on overall fiscal indicators
 
such as public savings, the elasticity of tax systems, and governments'

investment programs. In the longer term, overall evaluations should focus on
 
the role that fiscal policy has played in economic growth and the capability of
 
governments !oc improved fiscal policy !s a resuit of technical assistance
 
under PMPP.
 

Lessons Learned
 
At this early stage in the project, we see only few lessons clearly learned:
 

Public management (e.g., tax administration) is in many respects as important 
as policy planning (e.g., tax system reform) in overall policy success. A 
successful reform design goes nowhere without adequate implementation
procedures. At the same time, if adequate implementation procedures are simply
 
not possible in a country, a theoretically elegant and efficient fiscal reform 
recommendation can lead to serious problems.
 

AID should be careful about providing technical assistance in fiscal reform
 
when a political system does not permit sufficient discussion of options prior
 
to government decisions on an acceptable option. Post-decision reactions can
 
force a government to modify what was theoretically an efficient proposal to
 
the point where it becomes inefficient. The potential for AID's being blamed
 
by all involved is great.
 

Although the ability to respond rapidly to government requests for technical
 
assistance isa valuable element in project design, AID must ensure that
 
adequate counterpart resources are available to make efficient use of the
 
assistance provided, particularly where the assistance is other than short 
term. AID should plan interim assessments of longer term technical assistance 
activities under a project such as PMPP, with a clear understanding that the 
assistance may be withdrawn if it does not live up to expectations. 

Objectively verifiable indicators for subcomponent activities under a project
like PMPP are often relatively easy to devise; for the project as a whole, the 
opposite is likely to be the case. During project design, the Mission simply
did not know precisely what activities would be undertaken by the project, and 
could only roughly gauge the likely economic impact. An important element of
 
an interim evaluation should therefore be to establish such indictors.
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ATTACHMENTS 

K. Attachments (L ist attb "Wt SubmTitted with this Evaluatioi &al ummy: sways attach cf t4 h 1 evakiatwl reml. even if arm was subnitted 

sar"Of: attach stdlI es, s I . , from ,-onlne evluaio. If rlevait to te evaluaitn taeli 

An interim Evaluation of the Public Management and Policy Planning Project,
 
June 30, 1987
 

COMMENTS 

L. Comments Bv Mission. affl89AID/W and Berrower/prantee On Pull Renart 

The evaluation report is a full treatment of the issues presented in the scope of
 
work. There is one area, that of objective, quantifiable assessment of the overall
 
success of the project which the evaluators note deserves further work. Mission
 
concurs with that notation. The evaluators point out that the effects of such a
 
project on overall economic indicators is very difficult to sort out, primarily
 
becasuse the primary focus on planning and fiscal policy treats only one of a
 
number of elements that affect economic performance. Secondly, even if one narrows
 
the objective evaluation focus to fiscal policy, it is also difficult to 
effectively determine what the non-intervention results would have been. The
 
evaluation team points out that although simulation exercises could give a better
 
indication of the direct effects of the project, the methodology to do this would 
have to be developed.
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MR MIKE RAWDEN 
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- ATTIN: MR ROLF STEFRNSON 

INSTALLATION OF ASYCUDA SYSTEM: REQUEST FOR ASSISTANCE FROM
OECS SECRETARIAT
 

TLX NO, 247/89
 

THE ECONOMIC AFFAIRS COMMITTEE OF THE OECS DISCUSSED AND AGREED TO
 
THE INSTALLATION OF THE ASYCUDA SYSTEM 
IN OECS MEMBER STATES, THE
 
SECRETARIAT OF THE UN CONFERENCE ON TRADE AND DEVELOPMENT HAS BEEN

KIND ENOUGH TO PREPARE A PROJECT DOCUMENT ON THE FROJECT WITH INPUTS

FROM THE OECS SECRETARIAT AND OFFICIALS OF GOVERNMENTS OF THE OECS
MENIER STATES. 
WE UNDERSTAND THAT UNCTfD HAS iARILIARISED YOUR
OFFICE WITH AREAS WHERE 
INPUTS FROM YOUR ORGANISATION WOULD ASSIST
IN THE EFFICIENT INSTALLATION AND OPERATION OF THE SYTEM, 
I
WOULD 3E GRATEFUL IF YOU WOULD CONSIDER THIS COMUNICATION ASFORMAL REQUEST FOR ASSISTANCE FROM THE OECS AND IF 

R 
CONFIRM YOUR INPUTS AS AGREED WITH UNCTAD. 

YOU WOULD 

VAUGHAN LEWIS 
 0A 
DIRECTOR GENERAL
 
OECAS
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UNITED NATIONS DEVELOPMENT PROGRAMME 

Project of the Governments of the Organisation of the Eastern Caribbean States 

Project Document 

NUMBER AND TITLE: 	 CAR,88,'002 - Computerisation of Customs Data 

30 monthsDURATION: 

ACC/UNDP SECTOR: 	 International Trade and Development Finance(07) 
Trade Promotion and Trade in Services (0740)AND SUB-SECTOR : 

General AdministrationGOVERNMENTAL SECTOR: 
Customs and foreign tradeSUB-SECTOR : 


GOVERNMENTAL IMPLEMENTING AGENCIES : Ministries of Finance, Economic
 
Development and Planning 

United Nations Conference on Trade and DevelopmentEXECUTING AGENCY : 

1October 1988ESTIMATED STARTING DATE: 

GOVERNMENT INPUTS 
UNDP INPUTS 

Overview 

major component of Gov-
Receipts from dutics collected by Customs on foreign trade are a 

customs documentation (ASYCUDA)
ernment revenue. A computerised 	system' for processing 

revenue receipts.will be introduced to minimise the risk of fraud and maximise 

A concurrent rationalisation and simplification of associated Customs procedures and doc

and minimise related administrative 	costs which adversely affect 
umentation will speed clearance 

the cost of imports and price of exports.
 

ASYCUDA will produce ac-
Trade and revenue statistics are presently inaccurate and late. 

curate statistics required for planning the economies of the countries by the Ministries of Finance, 

Economic Development and Planning, and Trade and Industry within a few days of the period end. 

UNCTAD will donate the ASYCUDA software package to the Government. Direct tech

nical assistance will be provided to implement the package by both Customs and computer experts. 

The project is an institution building exercise. 

ON BEHALF OF SIGNATURES DATE TITLE 

THE GOVERNMfENT : •• •/'"_•/'"_• 

UNCTAD :_""/'''1"" 

UNDP: _ _ _ _ _ _ 

at date of last signature of project document: S 1.00UN Official exchange rate 



A. CONTEXT 

1. Description of the sub-sector 

In the OECS, foreign trade is a vital sector of the national economies. The Department of 
Customs and Excise is usually the major contributor to revenue from central Government taxa
tion. 

2. Host country strategy 

The machinery for the collection of customs revenu, is an essential element in the function
ing of the economies. The quality Zf this mechanism is a "sina qua non" condition to tho func
tioning of Government, the development of sound fiscal policy, the expansion of foreign trade and 
therefore to the development of the countries. 

The Governments also intend to address the problem of fraud, speed the clearance of goods
and reduce the cost of collection to a minimum. 

The following extract from the budget speech of the Prime Minister of St. Lucia (26 May
1987) emphasises the point. 

'As guardians of the principal source of public revenues, the image of a Customs officer has not always
been good and some importers try to devise every strategy to beat the system". Consequently the
Customs officer in enforcing the law does not always attract many admirers. But the Customs officer 
has little discretion in enforcing the Customs laws. He must do his duty. 
Having said this, there have been justifiable complaints from the public over the delays in processing
documents and this is being looked into to ensure that delays are reduced to the minimum. In the fi
nancial year 1986/87 collections through the Customs department rose from $62.43 million in 1985/86
to $81 million in 1986/87. This reflects not only increased economic activity, but greater vigilance on
the part of the Customs in the protection of the public revenues. Without this outstanding effort 
Government would have been even harder pressed to deliver the level of public services that it is now
able to. In order to reinforce this strong performance by the Customs, Hon. Members will note that
provision has been made in these Estimates for improvements to the Customs facilities and the working
environment in the Customs Department". 

3. Prior and on-going assistance 

There is no on-going assistance in this area. 

4. Institutionalframework 

The Ministries of Finance, Economic Development and Planning will be the Governments'
implementing agency for the project. As executing agency, UNCTAD will provide technical ex
perts to assist in the implementation of the software through UNDP inputs. The United Kingdom
will provide management experts in the operation of Customs computer systems to assist Customs 
with the simplification and rationalisation of associated procedures, law and documentation, and 
familiarisation and training programmes. The European Economic Community will provide expert
assistance to the Member States with the development of requirements for trade statistical data. 

B. PROJECT JUSTIFICATION 

1.Problem definition 

1.1. The operations involved in the clearance of goods through Customs, including the 

verification that goodF are declared (manifest check); 
* monitoring of the trade licensing scheme; 
* calculation of duties and taxes; and 
* production of office accounts 

are now carried out manually. Consequently, there is a high incidence of non or mis-recorded 
trade flows involving serious loss of revenue. This leads to the retention of unnecessarily high tariff 
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rates which in turn encourage and perpetuate fraud. 

1.2. The accompanying procedures and documentation requirements are complicated and 
onerous. This leads to a high administrative overhead for both the Customs Administration and
 
the trade which is necessarily reflected in the cost of imports and the price of exports.
 

1.3. Trade statistics are presently compiled from copies of the Customs declarations for
warded from the various Customs stations. The high incidence of error and norr-recorded docu
ments renders the figures of only limited value. Moreover, the downstream preparation of
 
documents for the computer is inefficient compared with a data-capture system at the local Cus
toms level and leads to much delay in publication. Thus accurate, up-to-date information required
 
for modern econoric analysis, foratrade negotiations at the international level (GATT, GSP etc.)

and for the application of trade compensation schemes is unavailable. The diversity of formats in
 
which countries submit data exacerbates the problems at regional and sub-regional level.
 

1.4. Revenue statistics are produced in broad categories only. The Ministries of Finance,
 
Economic Development and Planning have no means at their disposal for proper fiscal planning.
 

2. Proposedsolution and end ofproject situation 

2.1. Studies carried out by Governments and International Bodies in the field recommend
 
the computerisation of Customs data at local level. UNCTAD's ASYCUDA software package
 
has been specifically designed to provide solutions to the above problems which are common to
 
most developing countries. Missions by UNCTAD in 1987 have confirmed that ASYCUDA, with
 
the addition of certain needs specific to the Administrations, can be successfully installed and used
 
in the OECS countries. The trade statistical database for the OECS Secretariat HQ will be assured
 
through the use of the ASYCUDA statistics module (CADET) which has been developed by the
 
statistical office of the European Communities.
 

2.2. The OECS Economic Affairs Ministers mandated installation at their meeting on No
vember 25th 1987, and this was endorsed by OECS Heads of Government during their meeting of 
26th and 27th November. Computers will be installed at Customs' Headquarters to manage the 
system (file preparation and updates), to capture data from smaller outlying stations and to con
solidate data from all sources. Computers will also be installed at the OECS Secretariat with 
copies of the statistics they require and in the Central Statistical offices of Government. This will 
be carried out on a monthly basis. 

2.3. During the installation of the computerised system, a radical simplification of proce
dures, law and documentation will take place. In particular, the existing Customs declaration 
forms will be reduced in number, standardised and aligned to the UN layout key. 

2.4. Extensive training will be provided for both users and controllers of the system. This 
has been designed especially for UNCTAD (and ASYCUDA) by the Training Division of UK 
Customs. Further support will be given through the inputs of technical assistance from UNDP*, 
the EEC and the UK Administration. The objective will be to ensure that the Administrations 
will be able to continue to operate the system independently. No further input is anticipated from 
UNDP after the 30 month project cycle. UNCTAD will continue support for minor modifications 
to the software and will provide new releases of the package free of charge as these are produced. 

3. Target beneficiaries 

3.1. This is an administrative institution building project designed to benefit the economy
of the countries, and thus ultimately the population, in overall terms. The major practical result 
will be a streamlined Customs Service providing an efficient service to trade and Government at 
national and regional level. For the purposes of this project document, the target beneficiaries are 
defined as: 

* general Government 
* the trading community; 
* the Customs Service and its personnel; and 
* the OECS grouping. 

*funding in co-operation with USAID and the Caribbean Development Bank (CDR) who will co-finance ASYCUDA training and ADP 
expertise respectively. 
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3.2. Government will benefit from increased revenue and accurate, timely statistical data.
This will provide an opportunity to reduce tariff rates and thus counter inflation. There will be a
sound basis for trade liberalization and compensation schemes to go forward. Prope, economic

and fiscal planning will be possible for the first time at both national and sub-regional level.
 

3.3. Trade will benefit from faster clearance of goods through the computerised system andsimplified Customs procedures. Associated overhead costs which affect the cost of imports and the

price of exports will be reduced to a minimum.
 

3.4. Customs staff will benefit from the elimination of tedious manual procedures. In manycases this will result in their transfer to more interesting aspects of Customs work. Many will move
to the areas of goods control, inves,,igation work and technical maintenance and ongoing training

of their colleagues and the trade. There will be a substantial transfer of expertise in a much needed
 
area to Customs Services.
 

3.5. For the first time, the OECS Secretariat will have accurate, up-to-date data available
 
to pursue policies for regional economic development, trade policy and fiscal harmonisation as
 
necessary.
 

4. Project strategy 

4.1. The application of an automated method of Customs management through the use ofcomputers has proved to be the most effective way of controlling the flow of goods, producing

accounts and providing statistics. Many developed countries have written sophisticated software
 
systems for this purpose which operate on large, centralised (mainframe) computers.
 

4.2. None of these systems are portable to other ranges of equipment, and particularly the 
new technology of powerful micro-computers. In developing ASYCUDA, UNCTAD has designed
the software deliberately to run on the latest ranges of IBM compatible micro-computers linked

together within a local area network in environments which would not normally be considered

suitable for sophisticated electronic equipment. The advantages are that
 
" users can install equipment that is available in the country and for which a local maintenance 

contract can be provided; 

* purchase and maintenance costs are low; 

" if some equipment breaks down, then the system can continue operations, i.e. system
resilience is guaranteed; 

" the system can transfer information using diskettes or magnetic tapes.. There is no special
need for a sophisticated and expensive telecommunications network. 

4.3. Software development of Customs systems is extremely complex and expensive. The
ASYCUDA software has involved some 30 man-years of systems analysis and programming. The 
cost of developing such systems for individual developing countries is prohibitive. ASYCUDA isdonated to Member States within the context of a technical assistance project. Installation costs
of ASYCUDA, including technical expertise, training and hardware, amount to only 10-20 per cent 
of developing and installing a tailor-made system. 

4.4. ASYCUDA has been installed in many countries in West Africa and many other
projects are now under way. The principal source of finance has been UNDP. An independent
audit of the system by UNDP in October 1987, has confirmed the suitability of the software to the
processing of Customs data and recommends that installation should be actively pursued, given the 
substantial, tangible benefits to users. 

4.5. ASYCUDA is the only cost-effective solution available to address the current problems. 

5. Assistance from UNDP/UNC TAD 

5.1. Although the software package is simple to use (by the Customs and Statistical staff),
it requires special technical expertise to build up for each individual user country. Background files 
of data (Nomenclature, tariff rates, data element codes, etc.) need to be set up, and the system andoutputs configured to the operational needs of the Administrations. Technical assistance to ensure
that this is done correctly and that maintenance of the software can be continued by the users is 
an essential ingredient to a successful implementation. 
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5.2. The system has been developed jointly by UNDP and UNCTAD. The system can only
be installed with the assistance of the two organizations. 

6. Special considerations. 

6.1. In the future, the electronic transfer of data via telecommunications will become com
monplace. Furthermore, there is an immediate need to ensure that trade data can be consolidated 
at the sub-regional, regional and international level easily. This requires users of the system to 
apply common nomenclature, data elements and codes, and to be in' a position to apply agreed
syntax rules for electronic data interchange when this becomes possible. 

6.2. To ensure that this is so, ASYCUDA has been designed to use the internationally
agreed standard data elements and conventions relating to trade data and Customs practice, and
in particular those of the Customs Co-operation Council and the International Standards Organ
ization. 

7. Co-ordinationarrangements 

CARICOM (The larger regional grouping) is pursuing the centralisation of trade data. In
designing the outputs from ASYCUDA for the OECS, this aspect will require co-ordination in 
terms of the data elements required and the methodology of data transfer from OECS to the 
CARICOM Secretariat. 

8. Counterpart support activity 

8.1. The philosophy, suitability and use of ASYCUDA has been fully endorsed by the
Ministries of Finance, Economic Development and Planning, Trade and Industry and Customs. 
The Governments have formally requested the system and UNDP support. The OECS Secretariat 
will act as the focal point for maintenance and management of statistical data for the sub- region. 

8.2. Project management personnel will be provided by Customs and the OECS Secretariat. 

8.3. No problems should be encountered in sustaining the system after the end of the project
(see also section G). 

C. DEVELOPMENT OBJECTIVE 

The Governments' long-term goal is to maximise revenue, minimise fraud and provide the
data necessary to plan the economies of the countries and the sub-region. In addressing the special
problems associated with that goal, the Governments are determined to provide a revenue col
lection, statistical and trade monitoring mechanism of real quality as soon as possible. 

D. IMMEDIA TE OBJECTIVES, OUTPUTS AND ACTIVITIES 

1. Immediate objective No.l 

To increase the yield from Customs revenue, and improve the efficiency and effectiveness of 

Customs operations. 

1.1. Output I 

Customs officials trained and familiarized with automated Customs techniques to install and 
maintain the system. 

1.1.1. Activity I 

Selection and secondment of Customs team to build and install the system. 

1.1.2. Activity 2 

An ASYCUDA training course will be given by UK Customs. Tests and assessment will 
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be made throughout the training period of two months. A formal report of the course will be made 
by UK Customs including the comments of the trainees. 

1.2. 	 Output 2. 

The construction and configuration of the ASYCUDA base software package to the needs
of Customs declaration processing for transfer to the working environment. 

1.2.1. 	 Activity I
 

The ordering and insta!lation of two micro-computers at OECS headquarters.
 

1.2.2. Activity 2 

The definition of the manner in which Customs declaration processing will best operatewithin the computerised environment of ASYCUDA and an implementation plan for each module 
(manifest, declarations, accounts, etc.). 

1.2.3. Activity 3 

The definition of a revised Customs declaration format including data elements based on 
international standards. 

1.2.4. Activity 4 

The establishment and input of all codes required for data elements to be utilised in the sys
tem files (nomenclature, countries, currencies, etc.), using international standards. 
1.2.5. 	 Activity 5
 

Program and test all aspects of the software constructed.
 

1.2.6. 	 Activity 6
 

Draft instructions to system operators based 
 an user guides provided from the training 
course. Prepare training programme for Customs staff. 

1.2.7. 	 Activity 7
 

Prepare information package and training programme for the trading community.
 

1.2.8. Activity 8 

Examine and define the effect on other Government Departments and changes required to
law as a result of the installation of the computer system. 

1.3. 	 Output 3
 

Introduction of rationalised and simplified Customs procedures at (to be specified).
 

1.3.1. 	 Activity I 

Train 	the Customs staff and trade in the use of the new declaration document. 

1.3.2. 	 Activity 2 

Introduce the new declaration document. 

1.3.3. Activity 3 

Introduce Customs procedures for declaration processing according to the simplified docu
ment flow, control and accounting system that will apply to the ASYCUDA system. 

N.B. 	This will take account of the modular introduction of the ASYCUDA system. 

1.4. 	 Output 4 

The installation of the computerised system at (to be specified). 
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1.4.1. 	 Activity I
 

Preparation of the 
new Customs premises, including the provision of air-conditioning, UPS 
and stand-by generation. 

1.4.2. 	 Activity 2
 

Purchase, acceptance and installation of hardware.
 

1.4.3. 	 Activity 3
 

Installation, configuration and test of the ASYCUDA software.
 

1.4.4. 	 Activity 4 

The establishment and input of valuation criteria and Customs procedure codes (references) 
which affect declaration validation and processing. 

1.4.5. 	 Activity 5 

Training local Customs staff in operating the computer system. 

1.4.6. 	 Activity 6
 

Seminars to the trade on the effect of the computerised system.
 

1.4.7. 	 Activity 7 

Side-by-side operation of the manual and computerised Customs systems, i.e. full system test. 

1.4.8. 	 Activity 8
 

Elimination of manual procedures.
 

1.5. 	 Output 5
 

Introduction of the new Customs systems in (to be specified).
 

1.5.1. 	 Activity I
 

Repeat training course.
 

1.5.2. 	 Activity 2 et seq.
 

Repeat as for outputs 3 and 4.
 

2. Immediate objective 2 

To provide Government and the OECS with the information necessary to formulate and 
conduct economic and fiscal policy. 

2.1. 	 Output 

The production of accurate, timely trade and revenue statistics for the Governments' Central
Statistical office, Ministries of Finance, Economic Development and Planning, the Ministries of 
Trade and Industry, and the OECS Secretariat. 

2.1.1. Activity I 

The users to define the specific outputs required (for programming where these are additional 
to the existing standard outputs). 

2.1.2. 	 Activity 2 

Customs to set up the machinery for the extraction and consolidation of trade and revenue 
data on a monthly basis from the Customs stations. 

N.B. Customs declarations from other outlying stations will be keyed by Customs Head
quarters. Data will be available within one week of the month end. 
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3. Immediate objective 3 

To provide the Ministries of Trade and lndustry with information to monitor and controltrade through the system of licences where applicable and Customs with management information 
on trade by individual traders. 

3.1. 	 Output I 

The production of rtgular reports and data on licences issued and the corresponding trade
flows of imports and exports. 

3.1.1. Activity 

Ministries of Trade and Industry and Customs to define and establish documentation andmethodology for the input of licences issued (to ASYCUDA) and output of the results via decla
rations processed. 

3.2. 	 Output 2 

The production of management information on activities and trade by importers and 
exporters and their agents. 

3.2.1. 	 Activity
 

Customs to define their requirements for management 
 information (print-outs or on-line 
query) to be programmed by UNCTAD where this is additional to existing standard outputs. 

E. INPU TS 

N.B. The relationship between activities and inputs is noted only where this is specific. 
Otherwise all inputs relate to all activities. 

By the OECS 

1. A project manager who will be responsible for co-ordinating the project on behalf of the
Member States at the sub-regional level. 

2.- Physical accommodation for the project team of 4 expatriate experts and the OECS 
project equipment. 

3. Secretarial support for the project team. 

4. Project consumables (paper, fuel, communications, etc.). 

By Governments 

1. A national project supervisor will be appointed responsible for the full implementation 
programme in all offices and the establishment and maintenance of all liaison with third-parties. 

2. A 	project team of two experienced Customs Officers, one of whom will be computer literate (i.e. able to load, copy, amend, archive and restore the system). One will be responsible forthe documentation and organization of the Customs procedures. 

3. Physical accommodation for staff and machines, including air conditioning. 

4. Maintenance costs for buildings and equipment. 

5. Local Consumables (paper, fuel, communications, etc.). 

By the United Kingdom 

Two Customs management experts to advise and assist the Government team on environ
ment, training, documentation, procedures and management information outputs. This input willbe provided in kind by the UK Government, and will include travel for the experts. The 	seniorof these two personnel will be appointed Chief Technical Advisor to the project. 

(
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By the UNDP (Includes inputs by CaribbeanDevelopment Bank and USAID) 

1. A programmer to develop and tailor the ASYCUDA software to the specific requirements 
of the Administrations and OECS (activities 1.2.6; 1.4.3; 2.1.1; 3.1.1). 

Note: The ASYCUDA software has been developed for UN in Geneva by a central team of 
programmer/analysts. As with all software packages, both in the private and public sector, the 
source code is not supplied to users. This is so that essential support to the user administrations 
can be properly maintained at all times and so that all users can benefit from new releases and new 
facilities. Thus new programmes produced for one country will be correctly integrated into the 
software package and become availa ble to all if required. The programmer post will therefore be 
based in Geneva. 

2. An ADP expert to install and test the machines and local area network and to direct the 
installation of the ASYCUDA software on site. He or she will be required to travel periodically 
to Geneva to consult with the central team. 

3. Travel and subsistence for UN staff. 

4. Mission costs for experts. 

5. Training costs. 

By the EEC 

1. A consultant to advise the OECS on trade statistical outputs and development of a da
tabase for the sub-region. 

2. Hardware purchase, including mandatory support equipment for the computer systems 
(UPS, generators, etc.). 

F. 	 RISKS 

There are two risks inherent to the project which could involve delay: 

* 	 failure to deliver hardware to the two operational sites on time; and 

* 	 failure by the OECS or Governments to allocate funds and or resources for the counterpart 
inputs and in particular to provide premises at the operational sites on time. 

If either or both arise, completion of the project will be affected to the same extent. 

G. 	 PRIOR.OBLIG,:TIONS AND PRE-REQUISITES 

I. There are no prior obligations/or this project. 

2. Pre-requisite 

2.1. The signature of a maintenance contract with the supplier of the computer hardware 

providing for 

* 	 an agreed response time to call out in the case of breakdown; and 

* 	 the maintenance at a site to be agreed of at least two micro-computers and printers in 
"knocked-down' form together with all necessary consumables and accessories (printer rib
bons, cables, etc.). 
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H. 	PROJECT MONITORING, REPORTING AND EVALUATION 

The 	project will be subject to review by the representatives of the OECS (acting for the 
Governments), UNDP and UNCTAD at least once every twelve months, the first meeting to be
held within the first twelve months of the start of full implementation. The Chief Technical Ad
visor will prepare and submit to each review meeting a Project Performance Evaluation Report
(PPER). 

Towards the end of the project, the Chief Technical Advisor will prepare the draft terminal 
report for review and technical clearance by the executing agency four months prior to the terminal 
tripartite review meeting. 

The project shall be subject to evaluation six morrths following termination. The organiza
tion, terms of reference and timing will be decided after consultation between the parties to the 
project document. 

A time schedule of reviews is to be developed by the national project manager. 

L LEGAL CONTEXT 

This project document shall be the instrument referred to as such in Article I of the Standard 
Basic Assistance Agreement between the Governments and the United Nations Development
Programme. 

The 	Government Implementing Agency shall, for the purpose of the Standard Basic Agree
ment, refer to the Government Co-operating Agency described in that agreement. 

Note: Revisions to this project document 

The following revisions may be made to this project document with the signature of the
UNDP Resident Representative only, provided he or she is assured that the other signatories of 
the project document have no objections to the proposed changes: 

* 	 revisions in or the addition of any of the Annexes to the project document; 

* 	 revisions which du not involve significant changes in the immediate objectives, outputs or
activities of the project, but are caused by the re-arrangement of inputs already agreed to or 
by cost increases due to inflation; 

0 	 mandatory annual revisions which re-phase the delivery of agreed project inputs or increase 
expert or other costs due to inflation or take into account Agency expenditure flexibility. 



FINANCIAl. CONTIIIIUTIONS (US$000) 

PROJECT TITLE: 
PROJECT NUMHER 

Computcrization of Customs documentation proccssing and forcign data. 
CAR/881002/A/O 1 / 40 

DIFSCRIlrI'ION 

10 PERSONNEl, 

IIExperts
11-01 Project Supervisor (I)
11-02 Customs cpert (I)
11-03 ProgramCr
11-04 EDI' expert (2) 

11-09 SUII-COMPONENT TOTAt. 

TOTA 

MIM 

30.0 
30.0 
12.0 
24.0 

96.0 

1, 

S 

65.00 
150.00 

215.00 

1 9XX 

N/M 

3.0 
3.0 

3.0 

90 

S 

18.75 

18.75 

19X9 

MfIN 

12.0 
12.0 
12.0 
12.0 

48.0 

S 

-
65.00 
75.00 

140.00 

1990 

IIt 

12.0 
12.0 

9.0 

33.0 

S 

-

56.25 

56.25 

199 1 

M/M 

3.0 
3.0 

6.0 

S 

15-0116.01 Official travelMission costs 33.0015.00 1.00 18.008.00 14.007.00 

19-00 COMPONENT TOTAL 263.tNt 19.75 166.00 77.25 

30 TRAINING 
32-01 Expert training 
33-01 ASYCUDA training (in country) (3) 

2100 

19200 
22.00 

192.00 ........ 

40 

39-00 COMPONENTTOTAL 

I:JII'MENr t 

42-01 Non expendable equipment 

49-00 COMIONENT "ro'rAL 

(4) 

214.N 

370.0X) 

370.(0 

22.(1X 19200 

370.00 

370.00 

....... 

.... 

.... 

50 M ISCFI.LAN.OUS 
53-01 Sundry cpenses 15.00 10.00 5.00 

59-00 COMPIONI1N" TOI"AI, 

99 TOTAL CONTRIBUTION 

15.(N) 

862.0.( 41.75 

10.00 

738.n0 

5.00 

82.2! 

103 Cost Sharing(CDB & USAID(4) 342.0C 18.75 267.00 56.2! 

999 UNDP Contribution 150.0C 23.00 101.00 26.0( 

(I)To be supplied inkind by BDD. 

(2)Input by CDB 

(3) Input by USAID 
(4) Exclusive of Executing Agency support costs which are shown separately 



PROJECT BUDGET COVERING COST-SHARING CONTRIBUTION
 

(US$000) 

PROJECT TITLE : 	Computerization of Customs documentation
 
processing and foreign data
 

PROJECT NUMBER : CAR/88/002/A/01/40
 

TOTAL 1988 
 1989 1990
 

103 Cost-sharina
 
(CDB, USAID) 342.00 
 18.75 267.00 	 56.25
 

156 Executing Agency
 
Support Costs 44.46 2.44 
 34.71 7.31
 

199 TOTAL 	 386.46 21.19 719.81 63.56
 



EEC FINANCIAL CONTRIBUTION (USS '000) 

PROJECT TITLE Computerisation of Customs documentation processing and foreign trade data. 
PROJECT NUMBER CAR/88/002 

DESCRIPTION TOTAL 1989 I1990 1991 

I0 PERSONNEL 
M/M S M/M S M/M S M/M $ M/M $ 

11-01 Consultant (trade statistics) 18.0 90.00 12.0 60.00 6.0 30.00 

11-09 SUB-COMPONENT TOTAL 18.0 90.00 12.0 60.00 6.0 30.00 

15-01 Official travel 25.00 15.00 10.00 

1940 COMPONENT TOTAL 18.0 115.00 12.0 75.00 6.0 40.00 

40 EQUIPMENT 
42-01 Computer equipment (see annex 3) 370.00 370.00 

49-00 COMPONENT TOTAL 370.00 370.00 

50 MISCELLANEOUS 
53-01 Miscellaneous 4.00 2.00 2.00 

59-00 COMPONENT TOTAL 374.00 2.00 2.00 

TOTAL CONTRIBUTION 18.0 489'00 12.0 447.00 6.0 42.00 
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WORK PLAN (lmplrincalaii.l lilmesble iU be alrcd) 

TrLE OF Tilt PrOJEC'r Ccompu.enzauOm of Customs &iWCuaclntuiiont pW-c-lg and fimscs, I..Jc d.1.1. 

NUNSAEEOF Tlt PISOJ[CT RLA/IIAjOll40 

IIESCRIPTION A"TIVII' mIrIsNrIIIIIF% I 5 1 

NAII*A I NrAli tlll rk[ If I 1 4 a , a iaI aI D 11 $I A s 7 II II 1to 2U I 1 7 Ii II I. 

I. Prpratory phase I 

8) Propect learn selection. I.. NATIONAI 
b) Tramng course and cvalusuon. I 1.2 NATIONAL 11 K. 

c) Orderng OE(3 hadware. 1.21 NATIONAl. UNCrAr UNIDP 
d) Deflmunon of dedlauon ProcessingProcedure MW 

impicmation plan. 1.2.2 NATIONA UNCTAI) 

€) Adopuon of reised Cumoma dciamation and pit order. 1.2.) NATIONAL Ur.IAI) 

I) Data cleen codes and nrl. 1.2.4 NAIIINAI UNCIAIl 

I) Test confituatin and Of W . 1.2.5 NA-110NAl. UNCrAI) 

h) Prepare instructiun In operators. 1.2.6 NATIONAL. UNCTAI) 
i) Prepare informahon for trade. 1.2.7 NATIONAl. 
1) Defime speoall reqsaremenisof nODS. Cuatns and I II NATIONAL WrW 

changes to law'. set up procOOlurs and iwouainimes. 129.911.1 

k) Preparation of pr€amses. 9.4.1 NATIONAl UNCTAIn 

2. Installation m ....... 

a) Tre Custmns and Trade or new dedaraln. mand 1.3.1 NATIONAL. 
intnodca w.c.f 1.3.2 NATIONAl. 

b) Introduce new Custoamsprcedur 1.3.3 NATIONAL Ut.rAI) 
C) linallabos of ard am and teat 1.4 2 NATIONAl UNTAI) 

d) itallatio o( ASYCUDA mlwars and test 1 4.3 NATIONAl. UNCTAID 

a) Trammlocal Cusn oper lon. 1.4.4 NATIONAl. UNCTAI) 
1) Sevarso trade on computuled syion. 1.4.5 NATIONAL 
g) Sida-by-uie liv-runasng (decarat om and acco nt). 1.4.6 NATk)NAI UNCTA) 
b) Ejuiweaion of mamual syin.s . 1.4.7 NATIONAl. UNCTAr 

3. Inallation ad 

a) Tradl Cusong and Trade for new delaration. and 1.3.1 NATIONA. 
Introduce W.G.f 1.3.2 NATIONAL 

b) Inlt duce new Cus oms procedur. 1.3.3 NATIONAl. UNCTA) 

c) Installaion of hardware and tet. 9.42 NATIONAL UNLTAI 

d) Insall iaon of ASYCUDA soiware and test 14.1 NATIONAl UNC7TAI) 

a) Train local Cuslon operaor 1.4.4 NAFIONAI. UNCrAI) 
() Scnusars to trade on coeqsised system 1.4.5 NATIONAl. 

g) Sidt-by-made h.e-runng (decirations and accounts), 1.4.6 NATIONAL. UNLTAD 
h) linisnacn o" maniual zytiem at ...... 1 .4.7 NATIONAL UN( TAI) 



ANNEX 2
 

SCHEDLLE OF MONITORING. REPORTING AND EVALUATION 

To be compictcd at the conmenccment or operations. 



ANNEX 3 

ESTIMATE OF COSTS FOR INIPLENIENTATION IN OECS GROUP 

'Notes: 

1. The following estimates for hardware are based on provisional figures supplied for numbers 
of declarations in the Member States and likely sites of physical installation. The OECS 
Secretariat is now updating these figures via a formal questionnaire of the Member States 
which will include information on the local trade subject to special procedures. Some changes 
to the hardware estimates may be required therefore when this information is received, but 
they are unlikely to be significant. 

2. Machines are to be provided initially to cater for declarations, accounts and statistics only. 

3. Following discussions with computer specialists in the Caribbean. UPS will be supplied to 
each installation in Customs Offices. Antigua will also be supplied with stand-by generators 
in view of the electrical failures that occur regularly and for long periods. 

4. Air-conditioned accommodation, furniture and consumables will be provided by the User 
Administrations. 

A. BASIC COMPUTER UNIT 

I micro.processor compatible 'AT" with: 
- rn 2048K memory 
- I hard disk - rin. 60 mb 
. I floppy disk - 1.2 mb 
- I monochrome screen with keyboard 

- I monochrome screen supplementary with keyboard 
I1 matrix printer rin 200cps 

- Operating software 

B. SITE REQUIREMENTS 

1.ANTIGUA 

Location Deep Harbour Airports St. John HQ & Spare Statistics Cost SUS' 000 

(Monthly decl.) 
Computer uil 
UPS 

(2500) 
2 
1 

(1000) 
1 
1 

(1.500) 
1 
1 

1 1 48 
9 

Generators 1 1 1 15 
Tape streamers 
Spare printer 

I 1 i 4.5 
1.5 

Sub total 78 
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2. MONTSERRAT 

Location Customs HQ &Spare Slatisti.cs Cost SUS' 0W0 

(Monthly decl.) 
Computer unit 
UPS 
Tape streamers 
Spare printer 

(700) 
i 
i 
I 
1 

I 

i 

24 
3 
3 
1.5 

Sub total 31.5 

3. GRENADA as for 2 31.5 

(Monthly decl.) (700) 

4. DOMINICA as for 2 31.5 

(Monthly decl.) (1LO0) 

5. BR. VIRGIN IS. as for 2 31.5 

(Monthly decl.) (N.K.) 

6. ST. KITTS 

Location Customs HQ &Spare Statistics Cost SUS' 0t0 

(Monthly decl.)
Computer unit 
UPS 
Tape streamers 
Spare printer 

(2500)
2 
I 
I 

I 
i 
1 
1 

I 

1 

32 
6 
4.5 
1.5 

Sub total 44 

7. ST. LUCIA 

Location Customs HQ & Spare Statistics Cost SUS, 000 

(Monthly decl.) 
Computer unit 
UPS 
Tape streamers 
Spare printer 

(2400) 
2 
1 
1 
1 

1 

1 

1 32 
3 
3 
1.5 

Sub total 39.5 

8. ST VINCENT as for 7 39.5 

(Monthly decl.) (3000) 
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9. Networking and installation at 3000 SUS per site 

I. Replacement of the existing (10 year old) IBM 32 mini computer 
at OECS I IQ for statistical analyses, etc. 

2 micros and I UPS back-up at 

24 

19 

GRAND TOTAL 

GRAND TOTAL - CUSTOMS 

GRAND TOTAL - STATISTICS 

M 370,000 SUS 

M 287,000 SUS 

M 83,000 SUS 
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ANNEX 4
 

PROJECT: Computerisation of Customs Data:
 

Installation of UNCTAD's ASYCUDA software package in the Member
 
Countries of the Organisation of Eastern Caribbean Estates.
 

JOB DESCRIPTION AND POST CRITERIA
 
ADP Expert
 

TITLE OF THE POST Electionic Data Processing Expert, ASYCUDA Project
 

RESPONSIBLE TO : Chief Technical Advisor, ASYCUDA Project (OECS countries)
 

DUTY STATION : Bridgetown, Barbados
 

DURATION 	 : 24 months
 

COMMENCEMENT DATE : 1 October 1988 

SALARY AND CONDITIONS : Grade UN L 3/1 

DUTIES The expert will be required to 

a) 	specify requirements of the OECS countries for
 
additional data inputs and outputs;
 

b) 	update the SYDONIA core system and menu system in
 
accordance with the requirements of the project of
 
the OECS countries;
 

c) supervise the installation of environmental support 
equipment for micro-computers; 

d) install and test micro-computers; 

e) configure, network and test the hardware; 

f) install and configure the ASYCUDA software; 

g) assure the updating and maintenance of the data 
bases; 

h) supervise the technical implementation; 

k) establish and maintain good working relations with 
senior Government officials and Customs officers. 

QUALIFICATIONS
 
(Mandatory)
 

a) Graduation from a recognized post secondary institute
 
with a degree or a diploma in one of the following areas
 
1) programing
 
2) system analysis and design
 
3) applied operational progrm ing
 
4) computer science
 



b) Must have a good working knowledge of the following 
operating systems 

1) MS-DOS 
2) UNIX 
3) PROLOGUE 

c) At least three years experience of system 
development in 

1) BASIC 
2) C 
3) Dfta Base Management Systems 

(desirable) Customs administration experience 

LANGUAGES A perfect working knowledge of English. 
Knowledge and ability to work in French desirable. 



Computerisation of Customs Data:
 PROJECT: 


Installation of UNCTAD's ASYCUDA software 
package in the Member
 

Countries of the Organisation of Eastern Caribbean 
Estates.
 

JOB DESCRIPTION AND POST CRITERIA
 

Customs Expert
 

: CustoWJ Advisor, ASYCUDA Project (UK 
grade equivalent
 

TITLE OF THE POST 

HEO/SEO)
 

Chief Technical Advisor, ASYCUDA project 
(OECS countries)
 

RESPONSIBLE TO : 


: Barbados or Antigua (to be decided)
DUTY STATION 


: 30 	months
DURATION 


: 1 October 1988
STARTING DATE 


SALARY AND CONDITIONS : Standard FSA and DPA terms 

The expert will be required to:
:DUTIES 


a) analyse cirrent customs procedures, 
management
 
and make constructivesub-systemsinformati. .. systems and 

ormanagement level 
recommendations at the senior 

the ASYCUDA 
political level to effectively implement 

with respect to the 
system, in particular 

adoption of a common Customs declaration 
for all Customs
 

i) 
regimes based on international 

standards;
 

definition of standard procedures 
for computerised


ii) 	
operations at Customs offices, including the
 

inter-relationships with the trade;
 

iii) 	output of management, trade 
and fiscal data.
 

of the Member
assist the Customs Directors 

b) 	 advise and 
States with 

and documentation
i) the preparation of instructions 

trading community;for the Customs and the 

coputerised systems;
ii) 	implementation of the 

personnel and the 
iii) 	 training of both the Customs 

trading community; 

of the links fc the exchange
iv) 	 the establishment 

of data with colleagues in the Ministries 
of 

and Economic Planning and the 
Commerce, Finance 
Secretariat of the OECS.
 



QUALIFICATIONS 

(Mandatory) 


(Desirable) 


LANGUAGES 


PERSONAL 


At least five years experience in Customs work
 
assignments in two of the following areas:
 

1) import/export management in a computer
 
environment;
 

2) Customs accounting and trade statistics;
 

3) Customs Investigations;
 

4) Customs Regional Administration.
 

Experienee with microcomputers in one of the following
 
areas:
 

1) 	implementing a microcomputer system in a customs
 
operation;
 

2)	programing for a customs operation using (2 of
 
the following systems or languages) data base system,
 
file management system, Basic or C;
 

3) system analysis and design for a customs operation;
 

4) 	supervision of a programming team and data entry
 
operators in customs operations.
 

A pqrfect working knowledge of English. A knowledge
 
of and an ability to work in French would be desirable.
 

Outgoing and lively personality. Good communication
 
skills.
 



PROJECT: Computerisation of Customs Data:
 

Installation of UNCTAD's ASYCUDA software package in the Member
 
Countries of the Organisation of Eastern Caribbean Estates.
 

JOB DESCRIPTION AND POST CRITERIA
 
Customs Expert
 

TITLE OF THE POST Chief Technical Advisor, ASYCUDA Project, OECS countries
 

RFSPONSIBLE TO 	 : The Cb-ordinator, ASYCUDA Project (Anglophone countries)
 

DUTY STATION 	 : Barbados or Antigua (to be decided)
 

DUTIES 	 : The expert will be required to :
 

a) 	Supervise the UNCTAD staff (one Customs and one EDP
 
expert) assigned to the implementation of ASYCUDA in
 
the region;
 

b) 	establish, control and monitor the development and
 

implementation programme for the country and regional
 
projects;
 

c) 	ensure harmonisation and standardisation between
 
country implementations;
 

d) 	co-ordinate common regional needs, eg. training
 
and arrangements;
 

e) 	establish and maintain liaison with Inter-regional
 

and donor organisations at senior political
 
level.
 

QUALIFICATIONS
 
Mandatory 	 At least ten years experience in Customs with a sound
 

background in management within a computerised
 
environment;
 

A proven record of successful project management
 
and implementation.
 

(Desirable) 	 Experience with an international organisation
 

(i.e. CCC, GATT, UN, 	ECC, etc.)
 

LANGUAGES 	 Perfect English, a working knowledge of French
 
would be desirable
 

PERSONAL : 	Outgoing and determin-. personality.
 



PROJECT 

ANNEX 5 

MANAGEMVENT FRAMEWORK 

NA*TIONAl. S*AlI+ 

D) IfCrOR CUSTOMS 

MAN~ ST'AI 1: 

SIECRIAltRY GF.NIiR I 

lNlFRNA I IONAI i I 

DIV11)A IS. UNUI Al) 

-o..Jurdiidlur. ASYCUI)A Prcts

HAngIopismn c C:.JtaI:rics 

IPKOJEIF IEAME 1 l'UJiECl Ij F:XI'Iltls 
Cussonu jIlI I'lUGRtANINII R 



BUDGET
 
Computerization of Customs Documentation Processing
 

and
 
Foreign Trade Data Project
 

USAID CONRIBu ION
 

Trainers
 

Fee, 2 @ $5,000 x 2 courses 
Travel, 4 @ $2,000 

(RT Geneva - Montserrat) 
Per Diem, 2 x 112 days @ $120 

$20,000 

8,000 
26,880 

Subtotal $54,880 

OECS Trainees *
 

Travel, 28 @ $400 11,200
 
Per Diem, 28 x 56 days @ $70 109,760
 

Subtotal 120,960
 

Miscellaneous
 

Facility Rental 16,464
 
Subtotal 16,464
 

Subtotal 192,304
 

Overhead @ 13 percent 25,000
 
Contingency 2,696
 

GRAND TOTAL $220,000
 

A Excludes costs of 4 participants resident in.,country of training. 



22 July 1988
 

ACTION MEMORANDL FOR THE MISSION DIRECTOR, RDO/C
 

FROM: Robin Philo, PO/ED 

SUBJECT: Recommended Future of PMPP (538-0096) Project 

ACTION REQUIRED: Your decision regarding the future of subject project,
which currently has a PACD of 30 September 1988. 

BACKGROUND: The PMPP project, authorized on 11 April 1985, was 
authorized at $8 million and carried a PACD of 30 September 1988. That
 
amount of funding has been fully obligated, through (1)a contract with
 
Robert R Nathan (to implement the Primary Component; $5,395,254), (2) a
 
contract with DAI (to implement the Grenada Fiscal Reform Component;

$2,565,369), and (3) a contract with Louis Berger (to carry out an
 
interim evaluation; $39,377). The project described these three
 
components, but also allowed for the possibility that additional
 
components would be designed in future. The authorization mentioned the
 
possibility of a two-year extension of the PACD, and the contract for the
 
Primary Component 'rovided AID with the unilateral option to extend the
 
contract for two y .rs. The Grenada Fiscal Reform Component ended in
 
January 1988, afte- issisting the Government of Grenada to implement a
 
major tax reform pi-gram. The interim evaluation was carried out in June
 
1987, and was genera ',y favorable of the project. (Attachment C provides
 
a thumbnail sketch oi activities carried out under the project, and
 
particularly the Primary Component, to date.)
 

DISCUSSION: Recently, interested Mission staff met to discuss a proposed
 
amendment to the PMPP project, an amendment calling for the Mission to
 
decide in favor of (a) exercising the unilateral option to extend the
 
Primary Component contractor for two years, (b)adding a new component to
 
the project, in support of a region-wide customs computerization effort,
 
and (c) increasing the funding for the project's evaluation component.

The group raised serious questions about the utility of the proposed

amendment, citing the following considerations (explained in Attachment
 
A).
 

FIRST, does an extension of the project to continue its work in
 
traditional areas best serve the Mission's development objectives in the
 
region?
 

SECOND, does the argument against any additional funding for traditional
 
activities constitute an argument against any sort of extension of the
 
PACD?
 

THIRD, given the apparent need for this analysis and given the
 
flexibility of the project, would it be possible to use the Primary
 
Component to carry out the analysis?
 

FOURTH, given this problem with the procedures involved in doing work
 
under the Primary Component, is there flexibility anywhere else in the
 
project to do the analysis?
 



FIFTH, the group briefly touched on the proposed additional component to
the project, i.e., providing financial support for the training component
of a multidonor-funded, regional effort to computerize customs
 
administration.
 

SIXTH, how does an earlier-than-anticipated end to the PMPP project
affect RDO/C's plans to carry out our promise to implement the Limited
Scope Grant Agreement with the Government of Suriname?
 

ACTIONS RECOMENDED: 
 That you endorse the recommendations of the group
discussion of the future of the PMPP project, 
as follows (see Attachment
 
B for decision matrix):
 

A. approve a one-year (through 30 September 1989) extension of the
PACD of the PMPP project, in order to permit a winding-down of
existing activities under the Primary Component, to permit

expenditure of the balance of funds in the contract with Nathan
(about $300,000, which could well be used in Grenada), and to
permit the completion of the new customs computerization

training component;
 

B. 
approve the negotiation of a one-year (through 30 September
1989) no-cost extension of the Primary Component contract with
Robert R Nathan Associates, Inc., 
to permit a suitable, smooth
winding-down of their existing activities in the region, to
permit expenditure of the balance of funds in the contract with
Nathan (about $300,000, which could well be used in Grenada),
and to permit implementation of the $500,000 LSGA with the

Government of Suriname;
 

C. 
approve the approach of not using the Primary Component to carry
out the needed sectoral policy analysis, in view of the
difficulty of obtaining a suitable request from the recipient

governments or agencies;
 

D. 
approve the approach of using the evaluation component of the
PMPP project to carry out, early in CY1989, a retrospective and
prospective assessment of the Mission's policy dialogue efforts,
including an examination of the PMPP project and other policy
efforts, and including an analysis of policy constraints to the
 success of other activities in the Mission's future portfolio,

all to be paid for out of Mission's FY89 OYB; and
 

E. 
approve the establishment of an additional component of the PMPP
project in support of the regionwide customs computerization

project, a component that will cost in the neighborhood of
$250,000 (inMission's deob-reob funds this year) and will end
at the extended 30 September 1989 PACD.
 

ACTION A: APPROVED DISAPPROVED

ACTION B: 
 APPROVED 
 DISAPPROVE) 
 _
ACTION C: 
 APPROVED_ 
 _ DISAPPROVED
ACTION D: APPROVED 
 j, DISAPPROVED_
ACTION E: APPROVEDt ./ DISAPPROVED_ 
 _
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A. Details of Each Discussion Point
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C. A Thumbnail Sketch of the PMPP Project
 



ATTACHMENT A 

Details of Discussion Points
 

FIRST, does an extension of the project to continue its work in
traditional areas best serve the Mission's development objectives in the
 
region? 
 The Mission is currently at a strategy watershed. With overall
tun-ding levels severely reduced, the future strategic emphasis of the
 
Mission will be more focused than in the preceding five years. Instead
of the very broad coverage of the portfolio of the past five years, the

Mission is forced to be more selective about its development

interventions. 
 The absence of (or the unlikelihood of receiving any) ESF

funds effectively reduces the Mission's ability in the coming years to
conduct policy dialogue effectively on broadly based fiscal and planning

issues. The group determined, therefore, that an extension of the

project along traditional lines was unlikely to serve the Mission well.
 
Therefore, the group concluded that the Mission should extend the
contract for the Primary Component, at no cost to RIO/C, for a sufficient
period to enable it to efficiently wind down the Component.
 

SECOND, does the argument against any additional funding for traditional

activities constitute an argument against any sort of extension of the
FACD? The group was reluctant to respond in tavor ot ending the project,

Fr-two reasons: at some level, policy concerns still appear to be
constraints, and the project has a useful amount of built-in
 
flexibility. 
The group discussed the policy issue, and individuals from
both the private sector office and the agriculture office indicated that
 
although "policies" are probably important constraints to the success of
their development efforts, neither of the strategy exercises those
 
offices are undertaking in support of the CDSS will be able to address
the question of policy constraints. It seemed apparent to the group that
 
not only does analysis need to be carried out, but that it may also be
necessary for the Mission to address policy questions of a sectoral
 
nature in the future. The group also believed that because of this
apparent gap in sectoral (as opposed to broadly based macro and fiscal)

policy analysis, it would be unwise at this stage to completely dismantle
 
the project.
 

THIRD, given the apparent need for this analysis and given the
 
flexibility of the project, would it be possible to use the Primary
Component to carry out the analysis? During the group discussion it was
pointed out that although the Primary Component could indeed do the
analysis, the project paper requires that any activities carried out
 
under the project be requested in writing by an eligible government or
regional organization. Although in many cases in the past the ideas for
 
certain activities have originally been initiated either by the Contract

Director or by RDO/C in dialogue with the recipient entity, the latter
 
has always placed a formal written request. In designing the project
originally, RDO/C believed that the sensitivity of activities being done
 
under the project was high enough that AID should ensure itself that a
recipient should understand the broad implications of an activity. 
That

situation has not changed, and because obtaining a request for such

analysis would likely be difficult, the group agreed to look for an
 
alternative to using the Primary Component.
 



FOURTH, given this problem with the procedures involved in doing work
 
under the Primary Component, is there flexibility anywhere else in the
 
project to do the analysis? The group discussed the possibility of doing

the requisite analysis in conjunction with a broad assessment of the
 
Mission's overall policy dialogue efforts. 
This assessment could easily

be carried out through the project's evaluation component, and could be
 
both retrospective and prospective. 
 In the course of the prospective

view, it would of course be appropriate to ask the evaluators to focus on
 
analyzing policy constraints affecting specific sectors. Some in the
 
group believed that any such analysis should feed into the CDSS and

should therefore be carried out as soon as possible. Others argued that
 
while this might be an ideal situation, there was insufficient time to
 
permit the Mission to prepare the necessary documentation in time to meet
 
the obligation requirements for the necessary reobligation. Therefore,

the group elected this approach without coming to any firm conclusions on
 
how this would be done during the meeting. Subsequently, a smaller
 
meeting decided in favor of not carrying out the analysis in time for its
 
conclusions to be included in the CDSS, but to carry it out in early

CY1989. It was also decided to obligate funds from the FY89 OYB to carry

out this evaluation.
 

FIFTH, the group briefly touched on the proposed additional component to
 
the project, i.e., providing financial support for the training component

ot a mu1tidonor-funded, regional etFort to computerize customs
 
administration. 
 Ihe group concluded that the component was worthwhile,

particularly since RDO/C's withdrawing at this stage would perhaps
 
jeopardize the overall computerization project. At the same time, it
 
should be noted that the training R.DO/C proposes to fund cannot be
 
completed until 30 September 1989.
 

SIXTH, how does an earlier-than-anticipated end to the PMPP project

affect RDO/C's plans to carry out our promise to implement the Limited
 
Scope Grant Agreement with the Government of Suriname? RDO/C's original
 
plan was to use the tunds obligated through the LSGA ($500,000) by
committing them through the Nathan contract, in order to ease the
 
management burden this LSGA places on the Mission. 
Given the Nathan
 
"burn rate," this amounts to about 2.5 person-years of technical
 
assistance. It is conceivable that this could be expended by 30 March
 
1989, assuming that the Government of Suriname and RDO/C can agree on
 
suitable activities. If AID/W decides to increase the amount available
in the LSGA (e.g., because of improved likelihood that the GOS will move
 
in the direction of a Fund program), R)DO/C or AID will have to find other
 
means of managing the technical assistance activity.
 

FINALLY, although the issue of the flexibility of the Primary Component

did figure in the discussions, itis probably worth reiterating here what
 
the Mission will lose it the Primary Component is allowed to lapse. The

Mission will simply be unable to respond to almost any request from
 
ministries of finance and planning on any broad policy issues. 
 Sector
 
policy activities, either in separate projects or.as additional
 
components to the PMFP umbrella, will generally not permit treatment of

the broader issues. Fortunately, there are other donors in the region
 
who have picked up on broader policy matters, such as the Canadians and
 
reportedly UNDP, and the IMF and World Bank stand ready to provide advice
 
to the OECS.
 

I-" j 



ATTACHMENT B 

DECISION MATRIX FOR PMPP PROJECT 
-----------------------------------------------------

PMPP PACD OPTIONS //30 SEP 88// // 31 MAR 89 // // 30 SEP 89 II 
--------------------------
RRNA PACT OPTIONS 
------------------------------
ACTIVITIES 

//30 SEP 
II-II 
II
II 

II 
88// 

II
II 

II ---------------- II II II-----------------------//31 DEC 88//31 MAR 89// //31 DEC 88//31 MAR 89//30 SEP 89// 
II--------II- - II II ------- II- ----- II--------II
II II II /I II III
II II II II II II II 

CUSTOMS TRAINING // N
II-----II 

N//IN /I
II-------..II----II 

N //I Y II Y 
II----II----II-------..II 

Ii Y II 

POLICY ASSESSMENT II N 
II----I! 

II N II 
II----II-........-II 

Y II N II Y 
I1----II----II-------II 

II Y II 

GRENAA T.A. // NII----II // M ///----II-------..II Y /// M // YII----II-------..II-------II // Y // 

SURINAME LSGA II N II M II M II M II Y II Y II 
IINOTEII II-------II-------II II- ------ II------II-------II 

NOTES: N=No Y=Yes M=Maybe 



ATTACHMENT C
 

A Thumbnail Sketch of PMPP
 

1. 	PMPP was authorized at $8,000,000 in April 1985, and this has all
 
been committed through three contracts, as follows:
 

Primary Component (Robert R Nathan) $5,395,254
 
Grenada Fiscal Reform (DAI) 	 2,565,369
 
Midterm Evaluation (Berger) 	 39,377
 

2. 	Twenty-three subcomponent activities have been initiated under the
 

Primary Component since September 1985, as follows:
 

Country 	 Number Total Value
 

Antigua 2 $ 653,200
 
Dominica 5 773,700
 
Grenada 4 414,400
 
St. Kitts 5 661,800
 
St. Lucia 1 195,700
 
St. Vincent 1 32,700
 
Regional 5 536,800
 

3. 	Nineteen of these activities have been completed, and have covered
 
the following issues, with more than one on the same issue appearing
 
in the same country in some cases:
 

Type of Activity 	 Total Value
 

Tax Administration $ 737,500
 
Macroeconomic Planning 976,900
 
Revenue System Reform 361,000
 
Program Budgeting 451,400
 
Customs Administration 166,700

Other (incl Financial Mkts) 574,800
 
Project Management 	 1,500,000
 

4. 	The Primary Component, now underway for nearly three years, has not
 
been an unqualified success. Several of the activities approved by

RDO/C have either had only partial success or have failed nearly
 
completely. The Antigua Financial Planning subcomponent activity was
 
designed at the request of RDO/C as part of the Mission's policy
 
dialogue effort in Antigua, but the financial advisor was unable to
 
gain a hearing in relevant Antiguan Government circles. The Dominica
 
Planning activity was halted at the halfway point (at the request of
 
RDO/C) because a lack of direction in the Dominican Planning Unit had
 
rendered a not very outgoing advisor less than useful. A lengthy

performance budgeting exercise in St. Kitts did not meet its goal of
 
replacing the existing haphazard budgeting system with a more
 
thoughtful approach to budgeting government funds.
 



5. At the same time, the Primary Component recorded some impressive

successes. 
 In broad terms, the Contract Director and his deputy in
Antigua were able, in
a much shorter time than anticipated by the
Mission, to gain the confidence of OECS finance and planning

officials, thereby permitting the Primary Component to become rapidly
involved in sensitive fiscal policy and planning policy areas.
Customs administration activities in St. Vincent and St. Lucia

greatly enhanced those governments' abilities to collect substantial

additional revenues called for in their tax laws. 
 Additional
 
revenues collected in tax arrearages alone covered the cost of these

technical assistance activities several times over. 
A tax
administration activity in Dominica was similarly successful in
benefit-cost terms. 
 Although the performance budgeting exercise irf
St. Kitts did not live up to its original promise, it not olly vastly

improved the ability of financial officials in that country to have
up-to-date budget data at the push of a button on a computer, but the

activity also developed a system that is relatively easy and
inexpensive to replicate in other OECS states. 
 An activity to assist
the Government of Dominica to revamp its revenue system was
implemented with speed and skill, and that reform has was a central

element in the existing structural adjustment program the country is
carrying out with donor suppo,'t. 




