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PRO3ECr IVAMITIctN Sjl4A,.y 

Rural COamunity Development (HACHO) 

Project Number 521-0061 

July 1970 



'ission: USA!D/IIArI'r Project 'Niz-r: Grant 521-0061 

I. 
"roject Title.: 
 Rural Caurunity Development (HA(11O) 

Initial Final 

Obligation 
 Obligation

ry 1968 
 FY 1979 

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


rnecisions Reached as a 
Result of 

Evaluation Reviews 


1. Establish USAID position on 
IACHO's future in relation to 
tproposei USAID projects in
 
the Northwestern region.
 

. Update Lasic IACIO agreement 

to cstahlish 
RACI'O as official 
ooordinr.ting agency for the

Northwestern region. 

3.Follow-up official request that 

Tureau of Nutrition assue finan-
cial responsibility for 20 nutri--
tion centers in the Northwestern 
region.
 

Conpletion Total U.S. Fundi. 
of Project

FY 19qC Grant: $5,0R8,O000. 

I___ 

Date of Evaluation Peviews:
 
24 April .2fay 197P
 

Officer 

or Unit 


Responsible 

for Action 


USAID 

HACH 

ICHO 

26 .jwc4 1978 

Date
 
Action
 
to be
 

Ccmpletedl
 

Septemlber 1, 1978 

September 30, 197S
 

After DSPP evaluation
 
of nutrition centers
 
tentatively schEdulei
for Auiust 197P. 
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4. Establish schecule with DYPP HHO October It 1978for integration of 1MOCO 
nutrition center personnel r 
,and facilities.
 

5. Foll(7.,.up HAC'O renuest to USAID August 15, 1979CCIADTP that Haitian
 
C .erment provide dP7,500.
 
advance for operational

exrnnGs at beginning of
FY 1979.
 

6. Sch3:1ule metingj with MACHO' August 1, 197.representatives of UNICEA
 
Project Intgjre pour la
Rehabilitation du NJord-Ouest(PIM1), Fonds Agricoles, 
IACVO, CARE,A.7."). to discuss
 
coordination of assistance in 
the Northwestern re-ion. 

7. Request study of effect of Food HAOO Evaluation tentativelyFor Ibrk on Community motiva- scheduled for Septaber 197Ption in Northwstern region be 
included in Title II evaluation. 

F. Recuest services of soil conser- I July 15, I.cl7R
vationist assigned under Integra- USAIn.

ted Agricultural Development
 
project.
 

9. Prepare plan to assure 'CITO HACHO Septemher 30, 1978operi-tirj expenses; e.x. under
 
Title III.
 

10. Design-ate key indicators.for UAID September 30l 179end-of-project evaluation of
project contrihuticn to goal
achievement.
 

http:Foll(7.,.up


The Haitian pcierican Comunity help Organization (KACO) was organized1966 by A. 1.7. and CARTE into introduce catvmnity developnent projects inNorthwestern I'aiti. iWHO operations cover an area of 1.95 sq )n inhabitedby sane 150, oro people. Its present staff consists of 245 cMloyees whofall into ti. followirv3 catcqories. Adninistrative, which includes truckdrivers and helpers, mechanics, heavy equimr-ent operators as well asoffice persoinicl (i4); 'calth (50); Nutrition (35) ; Agriculture (29);Cammunity D)Lvelopnent t38)P Crafts (10). 

Using tle self-help approach to crunnJ.t- dcvelcpnent, tIC1IAO works with108 catunity councils 

average 17,000 patients each year. 

for potable v'ate" and 
to provide 

irrigatiori, 
basic public health services, facilities 
construction and improveient of roads. 

As of fay 31, 1978, 

18 health clinics serve an 

20 nutrition centers provide food for over 1,000 children annually and 
instruct 600 mothers in nutrition. 

50 potable water systans havc boei built. 

340 ha. are iur-er irrigation following cnpio-tion of Phase I of anirrigation systan on which %xmrk continues. 

24 school rocr.s which IIAC(O has ccnstructed serve 1,20C children. 

225 mil s of road connect Ansc Rouge, Jean Rabel, Mole St. Nicolas,BIclcarder Baic-de-llenne, and T errc Ncuve to increase farm-to-­
market access in the Northv-st. 

The most igqortant unresohed problems of !'AYnIO at present aro. 
JL',lD's stz-tns as the official coordinating agency for the dovel­
opm-ent of the Northm-stern re-ion; 

Early appointment of a Haitian Administrator and AssistantAdministrator to allow an orientation perioc] before the A.T.".-Care contract terminates at thc cr of FY 1979; 

Adverse effect on securing qualified personnel for !I0AaO in absrnceof haitian Governmcnt salary guaranteei 

Present procedAure for obtzainiwj Title I funds; 

Donrec of emphasis to be plaoxl on Food For V',brk; 
Transfer of J001O health responsibilities to the Haitian Governmentto permit Ici:O to concentrate on cmmunity developnent andincrcasing agricultural pLuduction. i. y 
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Evaluation Methodolor3,
 

TI.- 1976 lIuCHO Phase I) 
 indcPth cvalL,.ation provided roca(mvdatiwere incorporatcd ns Wtichin the FY 1977 revision of the Rural Ccmmnityo,ment Project Pa[pcr. lcvel-This tvaluation examines these recniations intcrms of the extent to which thcy have been put into effect ti, MCHOare no longcr considered valid. 
or 

Revisions in tho project logical framrnvrk are the result of th)e Phase IIevaluation an the cuantitative data u"hich
too, arc examincd to dctcrine the 
the evaluation providced. These,
cxtent to which projections basedPhase II data are on thevalid and to measuire projress to .ard the end-of-project

status. 

Partici ants in the evaluation:
 

US'.ID:A'Lr William E. Garvey, 
 Agricultural Develorrvnt OfficerLloyd Clybuni, Assistant Agricultural Development Officer
Elias Tamari, Project Officer 

PI4 James Uilson, Assistant Program Officer 
Lea Knott, Evaluation Officer
 

IMACHO Dr. William Fcugere, Director
 
Timothy Lavelle, Akb'inistrator
 

xternal Factors
 

Operationally, 
 the drought of 1977 was the most important of all externalfactors which affected the nrojcct during the period under revicw.July 1977 Fromtlrcxigh February 197R, all IU0:0 personnel-- agricultural agents,caMunity developuent srccialists, coordinators, agrornmes,were c-agod road foremen­in moving ani distriluting 3,000 metricNortlrwe!:tcrn rcgion. tons of food in theAll s.chcduied operations
pericx1. HA O's 

came to a halt during thisfunction brca-a prevention of starvationof the I'ortwestern r(gion. Tt. area of 
among t-he people 

includ~e Bassin Bleu an 
opcratin was cxtcYndr] 40 )n toGros S",orne. The anergency roquir&xi openingoffice in Gros Morne and anthe ldition of 20 new! a qloyecn.
 

The most important problem that has 
 emerged as arunotivation of canmjniti(c to [articipate 
result of the drought is
 

carmunitits which because of 
in community projects. Those
tlhe drought roccivod foxl :ithout the usualContribution of work ard materials are not now no casily motivatedparticipate toin ccnuity projects.
 

A Haitian Goverrent decision 
 is beca increasingly Important.the in view offact that the A. 1.D. - CARE contract is scheduled to tcrminate at theend of FY 1979. There are two alternatives if HA01.O is to conitinuO to exist: 



R iional:That MAC'O be designatod the official coordinating devel­cq..nt agency for the Northwestern region; , 
IntSgration into central goverrient:Tshat IVC11O' s responsibilities begradually absorixd ccmpletcly or in part within specific ministries. 

Th regional alternative has these advantges: 

Fonds Ar;ricolL, The Gcrman aid progran in the Northwest, contractsT.ircctll, with H!AMCIO as 
of the 

thc Haitian Goverrrnnt's representative. The salaryJQIO Executive Secretary is paid by Ponds AMr.icolc and FondsNicolcontlibutions to the assistance progran in the Northwest arc madeindcr this contract. 

Thc ULAID project Intc.qratcd Ccmm ityDevelopnent is scheduled to begin
 
in FY 1979. l CI) a 
canidate for ecognition asagency which the official duv.elqnntthc project will assist in cxpanding cxmunity devlopuent inthe North&stcrn region. 

The MaCD Advisory Board has recognized that HA0IO xesponsib-lity willincrasc with the termination of the A.I.D. - CAM contract. The board hasatgreed upon a namenew for the organization which unofficially rocognizes
lMIO as the regional dcvelopment agency 
for the Northwest: Organisne pourle Dcveloppament du Vord'Oucest (CDNA).
 
It is unlikely that any of 
the Ministries will be in a pcsition to absorbHACIIO responsibilities by the end of FY 1979. 

OWEP has agreud to asmxnc financial responsibility for YAIO{ operatios,primarily administration. IMAC]O receives an advance frcm A.I.!".
opxxatinj fund at the bcginniyj of each fiscal year. 
as an
 

Thc H1aitian Govermrntcontribution is on a monthi-to-month basis. The possibility of requestingTitle I funds to cover shortfalls in alministrative expenses has beendiscussal; hosuver, Title I funds are rescrved for devclormnt projects andit is unlikely that such a r,.quet would he approved. If 17CI1Ocontinue operations as A.I;*.. assistance decreases, 
is to 

should provide an advancx of 
the Haitian Govcrnent$87,0O0 at the bewinning of FY 1979 and continuea1v cLzus at the boginniw1 of each fiscal year. 

T1e hualt]i cunponcnt oonsumcsL5 a disproportionate amountpmrticulzrly .iLw of the IIAQIO budget,in of thc reduction in the budget L-Acluding Title I funds: 

FY 1977 - $700,000
F'y 1q78 - $650,000
 
FY 1979 - $600,000
 
FY 1980 - 450,000
 

Of these amunts, 45% is allocated to halth projects; of the health budgct,33% is alLocated to nutrition projects. 
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ITYC"O does not have the personnel to design health strategy for theaNorthwestern region. Its healthi program is marginally effective, emphasizingcurative rather than preventive -nedicine. In an attempt to decrease healthpersonnel, IIAC2IO is ccnibining clinics and rnutrition centers. Twnty-two
auxiliary nurses previously assigned 
to IIACO clinics have recently beentrained in nutrition and are now being assigned to nutrition centers. 

Goal
 

'To imipove the quality of life of an estimated 150,000 inhabitants of
 
Northwust Haiti".
 

The MIIO Phase II cvaluation established 1976 as a base year in which for
the first time statistical data on 
various components of the project wereavaila);le. These data were used as a basis for projections for 1977,and 1979 in the FY 1977 Project Paper rcvision. 
1978
 

The validity of tlese projections were to be testcd with data acquired byintroclucing chajes in recordkecping which were remrnced in the Phase IIevaluation and which wre to be put into effect durin the year following
tho Phase II evaluation. 

These chanqes were not introduced. It is not likely that any changes inrecordkeeming will be introduced until TAC11!O's more pressing problem aresolved. Recordkecping remains an ela entary process. There has been noofficial Haitian administrative insistence on the need for recordkeeping
 
as a data source.
 

Literacy -mnqmany of the personnel responsiLle for records is of so lowi level that only the most elemcntary system of recordkeeping is possible.The measures of goal achi evonent in the project logical framework are notvalid; the problun of choosing indicators which will measure progress

towa d this goal runains.
 

Other c rganizat 'ns ar] programs contribute toward achieving the goal of
 
this project:
 

Fonds ,
;ricole is financed by Deutsche Welthumerhilfe, a German voluntaryagency, mid thu Ministry of Coopration ot the Fedcral Republic of Germany.Fonds A 1ricole has an cxtcnsive food-for-work program in the Northwest.Te oirgi =Au 'on ork:s closely with IC'IIO on road and irrigation projects.
In addition, it his UstablishJd three ;itrseries which are expictcylproduc2 to a minimum of 200, 000 soudlings annually. 

Fonds Alriohe is previdirn a)roximately $543,000 in 1978 which will beused fo fcx, materials, anl equilinent. Thc organization began its work

in the Northwest in 1976.
 

UNICEF in Decanber 1977 announced $1.2a million two-year program for theNorthwest. The prcgram is still in the planning phase. 

Under the USAID Intcqratd AgriculturalDMvelonent project, Joan Rabel hasbeen se]ected as-lts itefor ,ntcrshx! dvel-omnt and soil conservation 
in the Northwestcrn region.
 



"To develop community councils which are practicing self-help techniquesin implemcntirg aqricultural, health, ccmity developcnt, and road,flaintenanco projccts".
 

A discussicn of the status of each 
 end-of-project indicator follows. 
Camunit Council Contrjlution of 50% of Projcct Cost. 
Caymmnity council, -it present contribite an avcragcProvision of 15% of project oosts.Food for W-ork imay preclude any higher contribution.those ccrainunity councils Amongwhich do not roquest Food ior Work,bution my reach the contri­as high as 50%; however,
program may remain 

Food for W')rk or an equivalenta requirement
no control of 

for the majority of projects. There isfood priccs in the tNorthwastern region where food is usuallyhigher than in the Port-au-Prince area.
 

Soil Com ervaticn
 

Erosion control devices and 
 soil conservition methxdson 3,000 ha by the end 
are to he establishedof FY 1979. The drcught has interferred with theintroduction of soil conservation practices.

atioti haf, been 
Dry wall terracing and reforest­introduccd on 600 ha in the Juan Rabel watershed.designated the IMCO hasareas where soil con-ervation work shouldhowever, be ccncentratod;before work begins IIACIO requires the services of a soil conserva­tionist and maping of the areas. 

CmamunityCouncils 

There is no present estimate of progress
status toward reachiM the end-of-projectir wich 60Z of Ccuaicil mcmiers regularly attend meetings,and participate in projects. pay dues,Attcndancc at Ccrmunity Council mcetirrjs varieswith. each conrruwity. JIACIIO mintains records of attendance am.] paymrnt ofdues, but these records 
,wrbers aLtcnding 

have not been analyzed to determine percentage ofthe meetings of the 108 cxmunity councils with whcmHNCIO works. 

Maintenance Qf roads, buildings, equircnt, potable waterT|c pcople of systxns is limitcd.the Nortlbwst live below the poverty line; they have lived inisolation with few facilities until the last few years. The concept ofmaintenance is not fully understood. 

HAIU) staff estimates that at least 50% of tho cxnnunity councilsfurther information on now seekself-help cam,-unity development techniques. 
I 



Rccords are kept of payment of dues at community council meetings but,,g-%in, these records have not been analyzed to determine the amount offunds which each community council has in its treasury. There is no present
cztrnate of progress 
toward reaching the end-of-project status of a minimum
of 20 carmunity councils with $300 
 in the treasury. 

The IMCHO Phase II evaluation developed criteria for evaluating cammunitycouncils as development vehicles. The criteria are presented as indicatorswhich rank community councils on a scale of factors important to development.These itlicators offer HACIIO the opportunity to acquire data on the contribu­tion to development of each camunity council with which it works. 
WV1no. ar other organizations working in comnity developnent have observedthat the interests of coanunity council leaders do not always coincide withthose of council members. The interests of the council leaders have prevailedand for the most part continue to prevail. However, there is energing achange in attitude among council members toard their leaders in which membersare beginning to express differences of opinion. 

Outputs 

HACHO has exceeded, its target in promoting self-help ommunity projects
increase agricultural production in 
to


hectares under cultivation and in numberof people involved. Approximately 3,500 peasant families, or about 19,250people, are participating in oumunity self-help projects to grow sorghum
near Jean Rabel, Am;e Rouge, Bombarde and Terre Neuve. Approximately 2,000
ha are now u-'er cultivation.
 

The first consuncr cooperative in the Northest has been organized in Baie­de-Henne witl 39 shareholders who, with the conmunity council, have pledged
$1,444. 

HACIO I",. concentrated on the repair o' existing water systems rather thaninstallation of now systems and thus has not met its target for 1977. 
HACHO ha.; cal letod surveys and rccruited personnel for the opening ofnutrition centers in 20 now camunities. As many possible ofas these centerswill canbine clinical medical services with the nutrition program. 
Three IUIO projects which are not now a part of the project design as itappears in the 1977 r%-visin of the Project Paper warrant reporting: 

The IIiKO-CARJuJ crafts project - CANO - is proving a successful cxmwercialventure. The doand for CI.NO handicrafts far exceeds the sipply. Pre-cooperatjvesfor handicraft production have been establishod in 10 villages. Sales ofcraft products average $3,500 per month. 
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The Nan Vincent experimental farm near Jean Rabel has distributed 114,906%xpo-producing and 13,538 fruit-producing trees; it now has a stock of77,714 seedlings. A IMCHO engineer has acnpleted plans for constructiondurirnj FY 1979 of office buildings ard a training and demonstration center
 
at the fan.
 

A beeke-ing project is in proooss uder which 500 hives will be distributedon a loan repayment basis among 100 peasant families in the Jean Rabel region.Title I funds have been requested to provide advisory services of two apicul­
tUrists.
 

Inputs 
The most pressing of MACHO's financial problems continues to be uncertaintyof provision of Title I funds. A procQdure less complicated than thepresent one. is required to permit release of Title I funis.
 

Under the conditions that prevail in 
 the Northwest, the distribution ofTitle II Food for Work is a nocessity, but its effect on oczmunity motiva­tion to grow more food or toward self help in general has not been sufficientlystudied. USAID is anplannirg early evaluation of the Title II program inHaiti. An important part of this evaluation will be a study of the Food forWbrk prcxjram in the Northwestern region. 

An eight-month delay in signing the CAFS-AID contract covering the periodJuly 1977-January 1979 resulted in delays in vehicle purchases.
 

HMIrO ha. arranged the local purchase of its medical supplies and there has

been no dclay in delivery.
 

Using th: training facilities of the appropriate Haitian Governrent agency,HACIO arranes incountry training courses for its field personnel in ccmi­ty develczmcnt, reforestation and soil conservation, nutrition, agriculturalplanning and production, and home economics. 

Unplanned Effects 

HTA!O has focused attention on the Northwest to the extent that. other donorsare now contributinj to the development of a region heretofore consideredwithout totential. USAID is including the Northwest in prvjocts now in process or scheduled to begin in FY 1979. 

Comptition for technicians which has resulted fran this increase in otherdcnor activity in the Northwestern region has made it difficult for Il90K)to obtain and keep qualified personnel. 
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Chages in Design or Exocution
 
"rhc FY 1977 
 revision of the Project Paper inoorporated FACHO Phase II ovalua­tion recamndations. The mo3t invortant of these is the recmendation thatIICN.O hcadquartcrs b. established in the Northwastern region.
 
HACPO iE now in thD process of roduci its Port-au-Prince staff - 30%of
t1he technical and administrative staff Is been transferred to the North­west: Gonaives, Jean Rabol, Anse Rouge, Banbarde and Terre NCuvc. HA CMOplans to retain a Port-au-Prince liaison officc which will consist of 13peocplc. 

Lessons Learned
 

The project reemphasizes 
 the fact that cc munity development is a long­term process, that there are no easy ways of changing long-established lifepatterns, and that there are no easy solutions to probign which are theresult 'of ycars of ecxistencxe at the subsistance level jmli inhospitableonvironment. Recognition of these facts should form an intgral part of
project planning in oamuity development.
 

Ranarks
 

The evaluation revicws reveal that the most 
 important of HADIO's problemslie in areas over which AID, CARE and JU\CK now have limited control:H?'CI's future as a dcvelopiient agency, revision o the present procedure forobtaininj Title I fuxis, Bureau of ?Iurition acceptance of financialresponsibility for nutrition centers in the Northwestern region, appointment'of a Haitian Administrator. Decision on theose problems require action at ahigher levrl than Project Officer or CAE Administrator. 
The evaluation reviews rceal the difficulty of measuring successes orfailures of a project in which the purpose has changed fram humanitarian todvelopr,,ntal and in which, because of the conditions that prevail in theNorthwest, elancnts of the humanitarian remain. 


