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“ission: USATD/HATTI

Project Mumber: Grant 521-0061

“roject Title:

Rural Canminity Development (HACTIO)

Initial Final
Obligation Obligation
*Y 1068 ~ FY 1979

[

Canpletion
of Project
FY 193¢

Total U.S. Funding

Grant: %5,088,000.

Period Covered by this Evaluation:
Fram October 1976 o 31 May 1978

Date of Evaluation Pcviev&s:
24 April -- 2 May 1a97p
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26 Jupe 1978
. Mecisions Reached as a Result of - Officer Date
Evaluation Reviews or Unit Action
y Responsible to be
for Action Campleterd
1. Establish USAID position on USAID September 1, 1978
- FACHO's future in relation to
proposeci USAID projects in
the Northwestern region.
§. Update basic HACHO agreement HACHO September 30, 197¢
’ to establish HACHO as official
' coordinating agency for the
Northwestern region.
Follow-up official request that HACHO After DSPP evaluat-ion

Bureau of Nutrition assume finan-
cial responsibility for 20 nutri-

tion centers in the Northwestemn
region.

of nutrition centersg
tentatively scheduled

- for August 1978,
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" For Vork on Camwnity motiva-

Establish schcﬂule with DSPP i .

for integration of I
nutrition center personnel
and facilities.

Follow-up HACHO remiest to
CNADTP that Haitian
Covermment provide $07,500.
advance for operational
expenses at beginning of
Yy 1879,

Schealule meeting with
representatives of UNICE™
Project Integre pour la
Rehabilitation du ord-Ouest
(PIRNO), Fonds Agricoles,
HACHO, CARE,A.T.). to discuss
coordination of assistance in
the Northwestern recion.

Request study of effect of Food

tion in Northwestern region be !
included in Title IT evaluation. :

Recquest services of soil conser-
vationist: assigned under Integrad

ted Agricultural Develorment |

project.

Prepare plan to assure I'ACHO
operi:ting cxpenses; e.0. undey

Title III. ‘

Designate key indicators.for
end-of-project evaluation of
project contrituticn to goal
achievament. .

HACHO

USAID

HACHO

HACHO
USAI™

HACHO

. USAID

October 1, 1978

August 15, 197%

Auqust 1, 1907¢

Evaluation tentatively
scheduled for Septamber 1979

July 15, 1078

September 20, 1978

September 30, 1978
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The Haitian American Camunity llelp Organization (IACHO) was organized in
1966 by A.I.T. and CARE to introduce carmunity development projects in
‘Northwestern Haiti. HATHO operations cover an area of 195 sq km inhabited
by same 150,000 people. Its present staff consists of 245 employres who
fall into ct.» following categories: Adninistrative, which includes truck
drivers and helpers, mechanics, heavy emuipment operators as well as
office personncl (84); !'calth (50); Mutrition (35); Agriculturc (2%) ;
Cammunity Develoment (38); Crafts (1n).

Using the self-help approach to carunit; develogment, BACHO works with
108 camunity councils to Frovide basic public health services, facilities
for potable vate: and irrigatior, construction and improvenent of roads.
As of lay 31, 1978,

18 health clinics serve an average 17,000 patients each year.

20 mutrition centers provide food for over l,ooc‘children anmially and
instruct €00 mothers in nutrition.

50 potable water systams have been huilt.,

340 ha. are unfor irrigation following cawpletion of Phasc I of
irrigation systam on which work continues. - '

24 school roams which HAC!IO has censtructed serve: 1,200 children.

225 miles of road comnect Ansc Pouge, Jean Rabel, Mole St. Micolas,
Barbarde, Baie-de-lienne, and Terre Neauve to increase fam-to-
market access in the Northwest.

The wost important unresolved problems of NACHO at present are:

H\CHD's status as the official coordinating agency for the devel-
oment of the Horthwistern rerion;

Early appointﬁcnt: of a Haition Aministrator and Assistant
Administrator to allow an orientation period before the A7 7. -
Care contract teminates at the end of FY 1979;

Mverse effect on securing qualified pcrsonnel for HACIIO in absence
of Haitian Govermment salary quarantocs

Prcsent procodure for obtaining Title I funds;
Darrec of amphasis to he placad on Food For Work;
Transfer of HACHO health responsibilities to the Haitian Government

to pormit HACHO to concentrate on camunity development and

increasing agricultural jiruduction, \



Evaluation Methodolony

The: 1976 BACHO Phase 1Y indepth evalvation’ rrovided recamendations which
wre incorporatad in the FY 1077 rcvision of the Rural Cammunity NDewvcl-
oment roject Paper. This tvaluation examines these recamerdations in
tams of the extcnt to which they have been put into cffect by PACHO or
arc¢ no longor considered valid. .

Revisions in the projcct logical framowork are the result of the phase II
cvaluation and the quantitative data vhich the evaluation provided. These,
too, arc oxaminad to detemine the oxtent to which projections based on the
Phasc 1T data are valic and to mecasurc projress toward the end-of-project
status,

Particinants in the cvaluation:

US*ID: AN William E. Garvey, Agricultural Develomment Officer
Lloyd Clybum, Assistant Agricultural Development Officer
Elias Tamari, Project Officer
-
PiM . James Wilson, Assistant Program Officer
Lea Knott, Evaluation Officor

HACHO Dr. William Fougere, NDirectar
Timothy ravelle, Administrator

Extermal Factors

Operationally, the drought of 1977 was the most important of all external
factors which affocted the projoct during the period under review., Fron
July 1977 through Tcbruary 1978, all HACIO personncl-~ agricultural agents,
carunity developrent spccialisis, coordinators, agronames, road foremen—

T were encagad in moving aryi distrihuting 3,000 metric tons of food in the
Nortlmestern region. All scheduiod opcrations camc to a halt during thig
pariod. HACHO's function hccamo prevention of starvation anong the poople
of the l'orthwestern reqion. Tts arca of oparation was extendad 40 km to
include Bassin Blau and Gros Mornc. The amergency roquircd opening an
officc in Gros Morme and the addition of 20 now anploycces.

The most important problam that has anergal as a result of the drought is
ranotivation of cammunitics to participate in cammunity projects. Those
cammunitics which because of the drought reccival food without the usual
ocontribution of work and matcrials are not nov no cacily motivatad to
participate in caumnity projects.

A Haitian Goverrment decision is beoaming increasingly important in vicw of
.the fact that the A.1.0. - CART contract is schoaduled to taminate at the
end of FY 1979. There are two altcrnatives if HACHO is to contimue to cxist:



Royional:That HACO be designatad the official coordinating devel-
orint agency for the Morthwestemn region;

Intcgration into contral Jgovermment:That HACHO's responsibilities be
gradually absorbcd canpletely or in part within specific ministrices.,

The rogional altornative has thesc advantages:

Fonds Ariricole, The Garman aid program in the Northwest, contracts
dircctly with PACHO as the Haitian Goverrmment's representative. The sa

of the hACIO Executive Sceretary is paid by Fonds Aqricolc and Fonds
Agricolc contributions to the assistance program in thc Northwost arc made
under this contract. '

The ULAID project Intcgratad Camunity Develomment is scheduled to begin

in FY 1979. HAMZID 1s a candidate for secognition as the official doveloment
agency which the project will assist in expanding cammunity development in
the Northwstern rogion.

The HACKO Advisory Board has recognizod that HACHO responsikility will
incraase with the termination of the A.I.D. -~ CARE contract. The Board has
agreed upon a naw name for the organizatian which unofficially rocognizes
HACIO as the rogional dcvelopmment agency for the Northwest: Organisme pour
le Developpanent du Nord'Ouest (DNA) . ' :

It is unlikely that any of the Ministrics will be in a pesition to absorb .
HACHO responsibilitics by the end of FY 1979.

QNAIEP has agread to assume financial responsibility for HACHO operations,
primarily administration. HACHO rcceives an advance from A 1.7, as an
operating fund at the bcginning of cach fiscal year. The Haitian Government
contribution is on a month-to-month basis, The possibility of requesting
Title I funds to cover shortfalls in adninistrative expenses has been
discussal; however, Title I funds are rescrvad for develomont projects and
it is unlikely that such a request would be approvad. If INVCHO is to

continuc operations as A.I::. assictance decrcases, the Haitian Government
should provide an advano: of $87,500 at the beginning of FY 1979 and contimie
advances at the boginning of cach fiscal year.

The health canponent conmuracs a disproportionate amount of the HACHO budgct,
particularly in view of the reduction in the budget oxcluding Title I funds:

FY 1977 - $700,000
FY 1978 - $650,000
FY 1979 - $600,000

FY 1980 - +450,000

Of thcso amounts, 45¢ is allocated to health projects; of tha health budget,
33% is aliocatad to nutrition projects.



-6 -

JICHO does not have the personnel to design a health strategy for the
Northwestern region. Its health program is marginally effective, emphasizing
curative rather than preventive medicine. In an attempt to decrease health
" personnel, HACHO is canbining clinics and mitrition centers. Twenty-two
auxiliary nurses previously assigned to HACHO clinics have recently been

trainal in nutricion and are now being assigned to nutrition centers.

Goal

'To improve the quality of life of an estimated 150,000 inkabitants of
Northwest HMaiti”,

The 1A HO Phase II cvaluation establishad 1976 as a basc year in which for
the first time statistical data on various camponents of the project were
available. These data were used as a basis for projections for 1977, 1973
and 1979 in the FY 1977 Projcct Paper revision. -

The validity of these projections were to be tested with data acquired by
~introcucing changes in recordkecping which were recarnerded dn the Phase II
cvaluation and which were to be put into effect during the year following

the Phase I1 evaluation. : v '

Thesc changes were not introduced. It is not likely that any chamges in
recordkecping will be introduced until HACHO's more pressing problam are
solvad. Recordkecping ramains an elancntary process. There has been no
officicl Haitian administrative insistence on the need for recordkecping
as a data source.

Literacy among many of the personnel responsikle for records is of so low
A level that only the most celancntary systom of recordkeeping is possible.
~ The measures of goal achicvament in the Froject logical framework are not
valid; the problam of choosing irdicators which will measure progress
toward this goal ranains.

Other czganizat ons anl programs contribute toward achicving the goal of
s projoct:

Fonds 2 jricole is financed by Deutsche Welthungerhilfe, a German voluntary
agency, and the Ministry of Cooperation of the Faderal Republic of Germany.,
Fonds Apricole bhas an extensive food--for-work program in the MNorthwest.
The org wnization works closely with HACHO on road and irrigation projects,
In addition, it has cstablished threoe uarserics which are expectad to
produce a minimum of 200, 000 scudlings annually.

Fonds Aricole is providing approximately $543,000 in 1978 which will bo
usad tor fooxd, matcrials, amd oquifment. The organization bogan its work
in the Nortlmest in 1976. .

WICEF in Docamber 1977 announcod a $1.2 million two-ycar program for the
Northwest. The program is still in the planning phasc.

Under the USAID Intograted Agricultural Developnent project, Jean Rabel has
been selectad as 1ts site for watorshod development and soil conservation
in the Northwestern region.




Purpose

"To develop cammnity councils which are practicing self-help techniques
in implanenting agricultural, health, carunity develomment, and road
maintenance projocts". :

A discussicn of the status of cach end-of-project indicator follows.

Cammunity Council Contribution of 50% of Projcct Cost.

Cammunity council: At present contributc an average 15% of projcct costs,
Provision of Food for \Work may preclude any higher contribution. Among
those conmunity councils which do not rcquest Food for Work, thc contri-
bution may reach as high as 50%; however, Food for Work or an:cquivalent
program may remain a roquirament for the majority of projocts. There is
no control of food priccs in the Northwastern rogion where food is usually
highcr than in the Port-au~Prince arca.

Soil Conservaticen

Erosion control devices and soil conservation methods are to he establishad”
on 3,000 ha by the end of FY 1979, The drought has interferred with the
introduction of soil conservation practices. Dry wall terracing and reforest-
ation has been introduced on 600 ha in the Juan Rabel watershod. FACHO has
designatad the arcas where soil conservation work should be concentrated;
however, before work begins HACHO requires the servines of a soil conscrva-
tionist and mapping of the areas,

Camunity Councils

There is no present cstimatc of progress toward reaching the end-of -project
status ir which 602 of Council mambers rojularly attend meetings, pay dues,
and participate in projects. Attendance at Cammunity Council mectings varics
with cach commnity. HACIO maintains rocords of attendanco and payment of
ducs, but these records have not been analyzod to detemine percentage of

nanbers attending the mceetings of the 108, canmnity councils with wham
HACHO works. ~

Maintcnance of roads, buildings, equipment, potable water systans is limited,
The people of the Northwest 1ive below the poverty line; they have livad in
isolation with fow facilitics until the last fay ycars. The concept of
maintenance is not fully understoad. '

HAMODO staff cstimates that: at lcast 50% of the camminity councils now seek
further information on sclf-help canaunity development tochniques.
\



Records are kept of payment of ducs at camunity council meetings hut,
&g~in, these rocords have not been analyzed to detcrmine the amount of _
funds which cach cammunity council has in its treasury. There is no present
cstimate of progreoss toward reaching the end-of-project status of a minimum
of 20 camunity councils with $300 in the treasury.

The HACHO Phase II evaluation developad criteria for evaluating camunity
councils as development vchicles. The criteria are presented as indicators
which rank cammunity councils on a scale of factors important to development,
These inlicators offor HACHO the opportunity to acquire data on the contrihu-
tion to devclomment of each camunity council with which it works.

HVHO-an! other organizations working in camunity development have obsexrved
that the interests of camunity council leaders do not always coincide with
those of council mambers. The intcrests of the council leaders have prevailed
and for the most part contimce to prevail. However, there is amerging a
change in attitudc among council mambers towvard their leaders in which mambers
are boginning to express differences of opinion.

Ougagts

HACHO has exceeded. its target in pramoting self-help cawmunity projects to
increase agricultural production in hectares under cultivation and in mmmber
of peoplc involved. Approximately 3,500 peasant families, or about 19, 250
poople, arc participating in cummunity self-help projects to grow sorghum
near Jcan Rabel, Anse Rouge, Bambarde and Terre Neuve. Appraximately 2,000
ba are now u-ler cultivation.

The first consumcr cooperative in the Northwest has been organized in Baie-
de-Henne with 39 sharcholders who, with the canmunity council, have pladged
$1,444.

HACHO ha:. concentrated on the repair of oxisting water systams rather than
installation of ncw systams and thus has not met its target for 1977.

HACHO hac cawpleted surveys and rocruited personnel for the opening of
‘nutrition coenters in 20 new cammnitios. As many as possible of these centers
will cambine clinical madical scrvices with the nutrition program.

Three HAMGHO projects which are not now a part of the pnojeét design as it
appecars in the 1977 rovision of the Project Paper warrant reporting:

The HACHO-CARE crafts project - CANO - is proving a successful camercial

venture. The damand for CZNO handicrafts far exceads the supply. Pre-cooperatives

for handicraft production have been establishod in 10 villages. Sales of
craft products average $3,500 per month.



The Nan Vincent cxperimental farm near Jean Rabel has distributed 114,506
woad-producing and 13,538 fruit-producing trees; it now has a stock of
77,784 scedlings. A HACHO engineer has campleted plans for construction
during FY 1979 of officc fuildings and a training and demonstration center
at the fam, ' :

A beckeeping project is in process under which 500 hives will be distributod
on a loan rcpayment basis among 100 peasant families in the Jean Rabel region.
Title I funds have been requested to provide advisory services of two apicul-
turists.

In[gts

The most pressing of HACHO's financial problams contimies to be uncertainty
of provision of Title I funds. A procedure less camplicated than the
present one is roquired to permit release of Title I funis. :

Under thc conditions that prevail in the Northwest, the distribution of

Title II Food for Work is a nccessity, but its effect on cammunity motiva-

tion to grow more food or toward self help in general has not been sufficiently
studied. USAID is plannirg an carly evaluation of the Title II program in
‘Haiti. An important part of this evaluation will be a study of the Food for
Vork program in the Northwestern region.

An cight-month delay in signing the CARE-AID contract ocovering the period
July 1977-January 1979 resulted in delays in vehicle purchases.

HNCHO has arrangad the local purchase of its medical supplies and there has
"been no celay in delivery. :

Using th¢ training facilitics of the appropriate Haitian Government agency,
HACHO arranges incountry training courses for its fiold personnel in communi-
ty develegment, reforestation and soil conservation, mutrition, agricultural
planning and production, and hame cconamics.

Unplanneé Effocts

HNMIO has focusad attention on the Northwest to the extent that other donors
arc now contributing to thc develomment of a rogion heretofore considered
without potential. USAID is including the Northwest in pmjects now in
process or schadulad to begin in Fy 1979,

Campctition for technicians which has resulted fram this increase in other
donor activity in the Northwestern region has made it difficult for HACHD
to obtain and kecp qualificd personnel.,
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Changes in Design or Fxocution

‘The FY 1977 revision of the Projoct Paper inocorporated FACHO Phasc II cvalua-
tion rocammendations. The most important of these is the recamendation that
HACHO hcadquarters be established in the Northwestern region. '

HNCHO is now in th2 process of roducing its Port-au-Prince staff - 30% of
the tochnical and administrative staff has boen transforred to the North-
wost: Gonaives, Jean Rabel, Anse Rouge, Bambarde and Terre Neuve. HACHO
plans to retain a Port-au-Prince liaison office which will consist of 13
pecplc.

Lessons Learned

The project reemphasizes the fact that comunity develomment is a long-
tem process, that there are no casy ways of changing long-establishad life
‘patterns, and that there are no casy solutions to problams which are the
result ‘of years of cxistence at the subsistance level in\a(\ inhospitable
cnviromment. Recognition of these facts should form an integral part of
project planning in cammunity development. '

. Ramarks

The cvaluation revicws reveal that the most important of HACHC's problems
lie in arcas over which AID, CARE and FACHO now have limited control:

WC's future as a develomment agency, revision of the present procedure for
obtainiry Title I funds, Durcau of Nuctrition acceptance of financial
responsinility for mitrition centers in the Northwestern region, appointment
"of a Haitian Administrator. Decision on these problems require action at a
higher level than Projoct Officer or CARE Administrator.

The evaluation reviews reveal the difficulty of measuring successes or
failures of a project in which the purposc has changad fram hunanitarian to
davelopmental and in which, because of the conditions that prevail in the
Northwest, elanents of the humanitarian ramain.



