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PART THREE

ANALYSIS OF PFROJECT ELEMENTS
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CHAPTER FIVE

INSTITUTIONAL VARIABLES

The preceding two chapters have presented descriptive accounts
of successes and failures in erosion control proiects. The next
chapters will be more analytic in nature, each featuring upon one

particular dimension of projects or one aspect of cormunity reality.

The present chapter will examine the institutional context in which
orojects unfold. In the best of all worlds, this chapter would not be
necessary. That is, communities would spontanéously organize them-
selves, take measures to supply themselves with the necessary tools,
seedlings, and cther materials, and simply go about the tasks of
planting and protecting trees, and building and maintaining erosion
control structures. But because this is not the best of worlds, this
sequence of events simply never (or virtually never) occurs. It is
for this very reason that develcpment organizations come into existence.
There are a number of specific, identifiable support services without

which communities cannot or will not carry out projects.

But the successful provision of these services in turn presupposes
certain institutional capacities on the part of the implementing
agencies. But it takes but brief exposure to a handful of development
projects to sensitize the observer to weaknesses in the development
agencies themselves which prevent them from effectively providing the
services which they are mandated to supply.

Rather than launch into a series of random, hit-and-miss criticisms,
I will attempt in this chapter, first, to make a systematic inventory of thc

types of agencies which'have been, and will probably continue to be,involved
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in soil congervation projects, in Héiti; secondly, to specify in logical and

chronological order the principal services which these agencies--particularly

the implementing agencies--should provide to community groups to soil comservetl.:

srojects; and thirdly, to discuss the major weaknesses which research hac u.-

covered in the delivery of each of these services.

Tostitutions and Soil Conservation Projects.

Office discussion and even some written reports make a dichotomous dis-
tinction between large govermmental development agency on the one hand, and
the "PVO's," the Private Voluntary Organizations, on the other. This dis-
tinction, however, is merely a first approximation and masks a number of im-
portant internal distinctions., For purposes of the analysis of past and
present soil conservation practices, we can distinguish among five types of
development organizations that are above the level of, and provide various
types of inputs to the individuals or the local community groups that

actually execute the projects.

The Ministries of Agriculture and Education of the GOH.

Within the government of Haiti, the most important organ of recent
soil conservation activity has been the Department d'Agriculture, des
Ressources Naturelles, et du Développement Rural, popularly called by
the place name of its host community, Damien. Damien has had some sort of
formal institutional involvement in a number of the more important recent
projects investigated in the course of this study. It has generally not been
an autonomous, self-sufficient agent; its agents have rather plugged into
one or another component of projects funded or otherwise supported by one

of the other agencies to be discussed. For exanple, the two Damien forest



~91-~
agents currently involved in reforesting the Xenscoff areas depend omn one
PVO--the Baptist Micsion at Fermath--for the majority of their trees, and
on another PVO-—CARE--for the supply of Food for Work with which they motiva;c
+he communities to participate. Damien technicians are also playing leading
organizational and technical roles in the context of the UN/FAD project cur-

rently in action in and around Limbé.

Ir. addition to Danien, however, ONAAC (Office National d'Alphabitisation
et d'Action Communautaire), lodged within the Ministry of Education, has
21so been involved in soil conservation activities. Some of the rock wall
building in and around Anse Rouge, for example, has been organized by GNAAC
animators. As with the Damien employees, however, their involvement generally
oceurs in the context of programs whose material support comes from else-

where—-HACHO in the case of the above-mentioneéd Anse Rouge activities.
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One could view this situation in a negative light, taking it as a
symbol of the continuing weakness of natiqnal soil conservation ins-
titutions. There 1s some truth in this. But there is a prograrratically
nuch more useful construal of this situation. Were it not for the
presence of these other institutions, the Damien techiiicians would have
learned nothing, would have accomplished nothing. But the presence cof
these other projects, funded and adnministered by outsiders, haz been a

source of invaluatbtle training and firsthand field exnerience to a numter

of Haitian technicians. The training that the technicians are receiving

in this context, training that involves not only technical matters, but
organizational, motivational, and administrative problems as well, is far
superior to the theoretical training which they would receive in Damien

itself,

Stated differently, we should consider the presence of these outside
projects, not as a plague and curse on the country, as scme doctrinnaire
philosophers of "institution building” would have it, but rather as an
invaluable source of training for GOB technicians who become involved, in
acddition to the benefits which accrue to the communities. The ultimate
objective 1s the strengthening of govermmental institutions. But given the
contemporary institutioral reality of Haiti, an effective path to this
goal might entail simultaneously the strengthening of these privately
run projects and the incorporation at field level of 50H personnel, in

addition to the assistance that is being given directly to Damien.
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International Devclopment Agencies.

The major international development.agencies which have supported one
or another type of scil conservation activity have been the bilateral
USAID and the multilateral United Nations, toth with central offices in
Port-au-Prince. Neither of thcse agencies is, strictly speaking, an
"jmplementing agency” in their current mocus operandi. That is, thc§ do

not have direct hire personnel living in the field working directly in

the provision of technical or supervisory assistance to GO counterparte o
to comrunity grouns. They have become first and foremost funding agencies
for projects and to an impressive degree, especially in the case of "SAID,
serve as employment agencies, carrying out the role of hroker in the
search for foreign technicians, hired on a contract basis, who will im-

plement projects in collaboration with GOH counfterparts.

The earliest systematic soil conservation efforts appear to have been
carried out in the context of the UNESCY supported Marbial project of
the late forties and early fifties. In addition, the UN recently com-
pleted a 10-year project involving soil conservation in the area around
Aux Cayes, and is currently carrying out activities in an earlier mentioned
project in Limbé. USAID's most direct involvements in soil conservation
has been in the éontext of the PDAT project in the Acul watershed of Aux
Cayes. But in addition, USAID has been indirectly irvolved in soil
conservation through its support of various relief agencies such as HACHO

and CARE (to be discussed below).
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The radically non-implementing character of the U.N. and USAID is a

product of recent institutional evolution. As recently asAthe early
sixties, USAID (then called USOM) had direct hire technicians livirng in

the Artibonite working on a daily countcrpart basis with G0H technicians
involved in the construction of the Peligre dam. Such an arrangement wouid
today be totally out of character with the Agency: the newly-arrived'direct
hire enployvec who insisted on living in a nroject repion would come under
quick fire from the "new professionals” and would undoubtedly soon find
himself beating the corridors in Washington looking for a new country
assigmment. The evolution of this trend appears to be picking un even
more moﬁentum. Counterpart relationships even at the ninisterial level

now appear to be a quickly fading fiction. The employees who have GCE

counterparts appear toc meet them only sporadically and--in some recent cases—-

only with marked institutional and interpersonal strain. But an increasing
number of Agency employees have been freed from the discomfort of such
strains by their total involvement in Agency~internal planning, bookkeeping,

and evaluation.

The insulated character of these activities is viewed as a weakness
only by a minority of direct-hire employees, gcnerally the oldor tzchnicians
who look back with approval on the earlier field activities of the Agency,
or younger emplovees with a Peace Corps or some other volunteer background
who had envisioned a USAID career as a profcssionalization, perhaps at a

somewhat higher level, of permanent, direct developrental involvement with
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forelcn counterparts and with thc day-to~dav srollens cf nrofram im-

slcmentation. The nrevailing ethos, howevur, apnocars to accent the new

[

cffice-based role of the Agency as somehow bein? the neccssary nrelud
to GOH "institution building,” and which in sore céses aven dismisses
the learning of Creole and the making of frecuent ficld trips as perhaos
suitable for lower-order tachnicians and other temporary amateurs, Eut

hardly necessary activities for the true devolopriental "pro.”

A dispassionate assessnent 1s needed of this issue, because in dis-
cussing it we are in reality discussing what the nature of USAID should
be as a developmental agency. I will here restrict my comments to what
I have cbserved in the course of my observation of soil conservation
projects in Haiti, trying to arrive at a semnse of the "strengths" and

“yeaknesses" inherent in USAID's current operational style.

6f all the developmental agencies observed, USAID is bty far the
most "powerful," by at least two definitions of the term. In the first
place, the unparalleled amount of money it disburses places it-in a
position of greater potential influence than apencies with fewer resources
at their disposition. But secondly and more concretely, USAID has in
fact been indirectly involved in more soil conservation projects than any
other institution by virtuec of the direct and indirect supnort it has given
to the varicus PVO's in Haiti, the operationsl grours whizh have actually

inplemented nrojects.
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Another source of potential strength is in tﬁe collective expertise
of an organization whose employeces haQe had develoumental cxperience in
all parts of the globe. This exnertise should be found not only in the
minds of those walking about USAID corridors but also in the documentation

available to the agency.

It must be stated, however, tiiat from the noint of view of soil

conscervation projects these potenticl strengihs have not teen expleoited.

In. the first »lace, USAID has not yct helped steer its client PVO's
in the direction of sound soil conservation practices, but has to some
degree continued to mechanically pump resources into projects that have
not only been poorly executed but poorly conceived from the start., Many
of the HACHb wall building projects in the Northwest, for example, in
which many "soil conservation® structures are laboriously erected on
barren hillsides that have seen few raindrops and have never felt the
cultivator's hoe, show a lack of systematic planning. 4s a major funder
of HACHO, USAID has, at not time, used its potential influence to alter
HACHO policy in these specific matters., This failure, of course, stems
from the absence within USAID itself of a coherent plan of attack on this
issue. The theme of "agroforestation' discussed in this report, in whick soil
conservation is planned in the context of profit-oriented peasant cul-
tivation, could provide one such conceptuzl anchor. 3But the /gency needs
some such anchor if it 1is tc exercise its potential influence over implementing

agencics.
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In terms of its collective ¢xpertise, there is a conspicuous lack of
documentation. The recently established litrary in USAID/H=2iti is an
invaluahle resource which should lLe broadened and strengthened. But in
discussing soil-conservation, for examnle, the country missinn should
have at its disposition a vast inventcry of »rojccts that have hecrn tried
in other ccuntries, by USAID and other =2pencies, with comments on sﬁc-
cessful and unsuccessful approaches. Such documentatior is not currently

aveileble and missions may find themselves reinventing wheels.

What of irhcrent ‘‘weaknesses™ in the Agercy, which might hamper its

effectiveness in soil conservation practices?

One weakness 1s to be found in 2 tendency to "over-bureaucratize"
and "over-structure'" its projects. To exemplify concretely, current
planning envisions the following possihlc approacn to soil conservation.
USAID will contract with a private U.S. agency to provide technical
assistance. This agency will in turn subcontract with available
technicians (many of whose availability may stem fron unemployment or
0ld age retirement). These technicians will, in turn, work with Damien
technicians. Tinally Damien technicians will work directly with the
community groups which will build the structures and plant the treces. Such
planning is impeccably consistent with current agency procedures, but
outsiders may be pardoned for skepticism concerning the eventual outcome
of this long chain. Current slogans emphasize reaching the poor; but
institutional practice continues to internosc resource-consuming structures
which aprear to complicate tremendously the flow of assistance to the

areas where it is needed.
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Anothoer weakness steme from an institutional tendency to 1iffuse
responsitility and to frce emgployecs from the negative r;sulzs of carcless
nlarning. To exemplify concrotely again io the context of past soil
consorvation, the PPAL in Namien, funded hy USLIT:, cormenced its waterched
sctivities with the most ambitious socio-ccononic survey, entailing
hundreds of thcusands of questiennaires, cver undertaken in Haiti. The
survev was poorly iesigncd.and even more poorly supervised. The survey
has never been analyzed or even coded; the questionnaires liec rotting

in different ccrmunities around the country. Thousands upon thousands of

dollars were wasted.

If the employees of a private corporation had wasted money in this
fashion, heads would have rolled. But the custodians of public money
can commit such travesties with virtual impunity. The individuals in
USAID responsible for this undertaking have long since departed and it
is unlikely that any negative sanctions were ever applied around this

particular survey issue. 1In fact, it is unlikely that anybody in the

mission even recmemhers the survey.

Such travesties must te seen, however, less as products of personal
incompetence or irresponsitility, than as the result of an institutional
structure which makes it difficult for an enploye~ to sink his or her
teeth into a project with some administrative power. When the goal
of "{nstitutional building' is interpreted as meaning that "the host
government carn do with the money what it rlcases without our intcrference’,
then US~ID is, in cffect, consigning its employces to the pathetic role
of facilitating the flow of money into hands that they know will not use

it effectively.
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It is clear that this phenomenon is a critical weaknecss; but
unfortunately it }s not clear what can be done to turn tbe process
around. Even if USAID maintains its role aé a funding, non-implementing
agency, it can hopefully devise formulas for giving its technicians |
and admirnistrators some genuine power in the disposition of the
funding which the Agency so copiously supplies. It 1s not being
recormended here that USAID reverts to direct implementation, but
merely that it finds some middle gorund to permit it to intervene

with some clout in the soil conservation projects which it supports.
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5.1.3 International Relicf Agencies

% *ost of the village-level developmental action that has occurred in

Haiti during the past twenty-five years has procecded cn the basis of
assistance fror wecll-known international relief agencies, both religious

and secular in character. Among the more important agencies Church Worlc
Service (CWS), CARE, Catholic Relief Scrvice (CRS), and the Taitilan-’
Mnierican Comrmunity Help Organization (BACHD). The first three of the

above mentioned agencies are international in character. HACHO, in contrast,
was founded in the 1960's with U.S. foreign assistance funds after the . -
deterioration in diplématic relations led to the ¢éesgation’ofl - - - nris

t . - - -

Yormal zsslstance from the U.S. governmeént. 'S -t .

Each of these agencies has hecome involved in soil conservations as
part of its developmental activities. But the character of the projects
varies greatly. HACHO, for example, has funded thirty disguised humanitarian
g relief projects which have taken the form of the massive huilding of rock
walls on barren, unclaimed land in the Morthwest where the absence of both
rainfall and crops technically reduces the need for erosion control measures.
What was needed in these instances were projects which would justify the
dishursal of large amounts of relief food during droughts and famines, and
wall building stepped in to fill that need. But HACHO has also funded
reforestation activities of a more extended and serious nature in the Jean-
Rabel area. This project.entailed contracting the services of two young

foresters from Vireinia Polytechnical Institute, each of whom spent ap-

proximately a vear in the vroject area.
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These international relief agencies differ rrofoundly in their
modus operandi from agencies such as USAID and the U.N. 1In the first
place, most of them make at least some attempt fo te “operational.”
Even Catholic Pelief Service, one of whose administrators disclaimed the
title of "operational™, nonetheless has full time Haitian euplcyees vhe
make regular visits to field operations. At the other extreme is RACKHO,
whict is highlv operational in character. HACHO has extensive cnerations
in four towns of the Northwest (Anse Fouge, Jean Rebel, Mole St.Nicholas,
and Terre Neuve), operations which include hospitals, large warehouses,
irrigation and potable water projects, and even “hotels" for lodging the

large numbers cf visitors whe have occasion to drop in on the activities.

Secondly, these agencies often find themselves in a position of
substantial economic dependence on the international agencies. This is
rmost true of HACHO, whose very existence was threatened by the withdrawal
of USAID funding. But it is also true of the other three agencies
mentioned, a substantial part of whose activities consist of the humanitarian
or work-related distributions of enormous amounts of USAID-mediated food.
These organizations would either have to cleose up shop or at least
substantialiy curtail their activities if this food and other typnes of

USAID support were suddenly withdrawn.

In many soil conservation projects; these agencies have heen the
direct point of contact between the outsidc world and the community
gcroup implementing the project. As will be seen bhelow, project weaknesses
and failures have frequently stemmed directlv from protlems in these

institutions.
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Local Missionary Croups.
Y

llaiti is probably unique in the Western Yenisphere, andAperhaps in
the world, in terms of its nunter of missionaries per sa;are nile. 4
large number of fly-by-night groups, including numerous U.S. base? groups
who organize yecarly summer excursions into the Vaitian countryside, restrict
their activities to preachihg the Werd., Rut the long-standing grouns tend,
in addition to their religious activities, to mairtain one or nnother form
of material project, generally (but not exclusively) entailing the delivery

of medical services.

Such.missionary arouns have for years been involved in reforestation
and erosion control activities. These activitie; vary fror occasional,
sporadic attempts, such as those of the Catholic Ol'late Fathers in various
comunities of the Scuth, to the establishment of large nurseries which
have been instrumental in supplying the trees for an entire region. lHere
refcrence is being made to the nursery established by Rounald Smith in
conjunction with the llopital Bon Samaritain in Limb&, and to the nursery
estzablished by the Turnbulls. in the Baptist mission of Fermath. Long
Lefore the establishment of their nursery, the Turnhulls had alsc heen

instrumental in teachine wall building and terracine techniques in their

region.

Unlike the iaternational relief agencies, these missionary groups have
maintained a total or almost total economic independence from USAID and
other international agencies. In fact, in the course of ny research as =
USLID consultant, I was the recipient of several courteous tongue-lashings
concerning the kafkaesque, hureaucratic experiences which certain of these

grours had undergone in their efforts to secure something as straightforward



5.1.5

-103-

as a project vehicle from USAID.

Bccause of their long-standing presence in the community, nany of
these groups have direct contact with the various community organizaticns
in their regions and for this reason have begn (and could.continue to *e)
anong the meost effective intermediaries in reforestation and terrzcing

proiects that are channeled through private agencies rather than through

the GOH.

11.S. Based Contract Agencles.

The most recent arrival among development groups is the private
developmént cornpany which specializes in the provision of short-term
consultants and long-term contract technicians to USAID. The appearance
of these groups can be directly linked to the earlier discussed evolution
of USAID away from field activities into full-tine planning, bookkeeping,
and evaluation. Their appearance is said by some to he the product of a
decision taken under the Nixon adninistration to make overseas developmert
2 matter for private enterprise. This recent trend has resulted in a
decision by some major U.S. corporations to enter thc development field
through the creation of special subunits within the corporation
(Vestinghouse Health System: has already carried out a two-year contract
with USAID/Haiti). It has furthermore bhuttressed the tendency of academic
institutions to seeck 2 corporate foothold in this field. (Louisiana State
University and Virgiria Polytechnic Institutc have already supplied
consultants and technicians to USAID/!i2itil, and nagotiations were regently

being held with Michigan State University to provide services as wvell,)
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But most inmpressively this trend has trigpgered off the rapid
proliferation of numecrous privatc cornorations, frequently sporting
catchy names (Exporience, Inc., Fractical Concepts, Inc.),
generally having-an office in Washington, D.C. permittiﬁg prowimity
to the source of all funds. Thesc outfits keep close vigilance on
the appearance of new RFP's ("Requests for Proposals") from USAID and
other public institutions and compete for the honor of filling these

contracts.

In at least two senses the institutionalization of this arrangement
constitutes a dangerous tendency, not only from the point of soil
conservation projects, put from a general developmental perspective
as well. 1In the first place this particular use of "private
enterprise,” far from decreasing the cost of projects, has caused
budgets to skyrocket by virtue of a number of debilitating "overhead"
arrangements. The most impressive example concerns the winning of
"IQC's" (Indefinite Ouantity Cantracts), in which company overhead
may be computed as double the daily consultant fee. To the degree
that such short-term inputs are technically necessary to soil
conservation activities, a contract arrangcment of this sort

crustitutes a overwhelming burden on project budgets.

But more seriously, the contract arrangement is weakened by ten-
dency of the companies (and the universities) to themselves rely on .

subcontracting to outsiders. It is rare for the companies to provide

the required scervices with their own direct-hire personnel.
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Rather, they naintain lists of consultants and technicians available
on short notice. The result is a strong tendency for the éxperts to
be individuals who are either unemployed or retired. It 1s, in shoft,
not at all clear -wvhether thesz contract arrangements are in fact

providing USAID with the cream of U.S. private enterprise.

USAID's soil conservation efforts herc have already relied on
contract arrangecents. forester and a soils-conservation technician,
hired under contract, spent several years in the Acul watershed. And,
as mentioned earlier, Virginia Polytechnic Institute was contracted Eo
supply HACHO with two forestry specialists for the Jean Rabel area.
Most significantly current planaing in the Agricultural Development
Office envisions reliance on the contract system~-probably with a firm
guch as Pacific Consultants-—-to supply Damien with long-term technical
support in soil conservation activities. That is, the strengths and
weaknesses of these contract groups will in the future exert an

even heavier impact on the course of soil conservation in Haiti.

The preceding pages have attempted to identifiy and briefly discuss
the various types of agencics involved in the funding and implementation
of soil conservation projects in Haiti. The research workscope requested
observations on the strengths and weaknesses of such agencies, and
the preceding corments have been a preliminary attempt to distinguish
between the different groups and to provide an overall sense of the

»

particular developmental niche which each occupiles.
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(i; . ' But strengths and weéknesses can be better assessed when we
examine soil conservation projects in more detail. The following
sections will brealk soil conservation projects down into.their
constituent tasks and analyze the manner in which thesé tasks have
been neglected or poorly axecuted by the different types of impleménting

agencies.

5.2 Project Task Analysis: The Functions of the Implementing Agencies

In specifying the tasks which institutions must carry out, I
believé we must distinguish between two types of projects, cach of
which will have a somewhat different series of tasks, at least in the
initial stages of the project. The first type of project entails
what falls under the rubric of "community development". According

{ to the "classic" community development philosophy which prevailed
in the fifties and sixties, in this type of project communities
chose their own objectives and implementing agencies helped them
reach these objectives. The initial tasks in this case entail
prelinminary research to learn what types of projects the communities
want and meetings to help the communities plan their strategies for

acquiring the necessary types of support to carry out the nroject.

Soil comservation in Haiti has not, will not, and should not be
treated as a community development project in the sensc mentioned
above. It belongs rather to a second major type of project, one

whose necessity has been determined outside the community,
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If devzlopment agencies were to wait for the peasant communities of
Haiti to spontanecously prioritize tree planting and earthwork
construction, it is unlikely that soil conservation would ever be
achieved. 1In re;oving soil conmservation from the rubric of community
development, I am not suggesting that many elements of community
deveclopment strategy would not be useful and essential to the

program. Without community participation in key operational decisions,
the project is unlikely to succeed. But the initial tasks of a soil
conservation project--the services which implementing agencies must

provide--are of a somewhat different character.

The major tasks of implementing agencies are as follows:
1. Research and feasibility assessment.
2. Planning.
3. Community selection.
4. Pre-project education and motivation;
5. Organization of community groups.
6. Technical training of skilled laborers and of the community
at large.
7. Supply of tools and seedlings.
&. Supplies of mcney and/or food.
9. Supervision of work.
10. Formative evaluation for mid-coursé corrections.

11. Follow-up and maintenance support and services.
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These tasks can be viewed as the major areas in which emplementing
agencies can and should provide services to coumunities targeted for
soil conservation projects. This list, which is arranged in rough
chronological order, provides us a paradigq for exanining and assessing
the performance of the agencies and a consequent basis for making
systematically derived recommendations.

Each of these tasks merits at least brief discussion.

Research and Feasibility Assessment.

This first task of the implementing agency entails gathering
information, not only on the causes of soil erosion in the targeted
region, but also information on the ecconomy and social organization
of the communities of the region, as well as the previous exposure
which these communities have had with development projects of one

sort or another.

Preliminary Project Planning

This task entails the design of a preliminary plan of attack
subject substantial to modification on the basis of preproject
discussions with participating cormunity groups and mid-course
corrections made on the basis of ongoing assessments cof project
effectiveness. The prelimininary pian should uot only contain the
standard personnel and budget breakdowns, but should contain a precise

*
cost/benefit analysis of trcated hillsides from the viewpoint of the

participating peasants. That is, the program planning should entail

srecise micro-economic analysis of the advantages to accrue to the

peasants who participate in the project.
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Community Selection

The general region in which the projecf is to take place will
prcbably have been made at the time the project was first conceptualized.
But it will subseguently be neccssary to choose specific communitics
which will be affected by the nroject and to decide the order in
which the communities will be approached. The choice should ideally
be made on the basis cf some ecologically relevant criterion. For
example if the project is a watershed restoration project, then

standard procedure is to choose communities furthest up into the watershed.

Pre-project Education and Motivation

As the first stage of the field component, project personnel must
establish contact with the community and explain to them the nature
and purpose of the intended interventions. The ideal situation would
be one in which the project arrives with such an attractive package
that the community spontancously invites the project's presence.
Experience has been, however, that in the domain of soil conservation
this rarely occurs. The education process should be two-way, project
personnel modifying certain aspects of their plan on the basis of
feedback, suggestions, or objections from the community members. The
end result of this highly delicate phase will hopefully be a decision,
more or less generally consented to, to participate in the soil

conservation project.
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Organization of Comrunity Groups

if there are nre-existing, functional community action groups,
they may be the entities to implement the soil conservation project.
If there are no groups, or the groups are pon-functional or dominated
by particular or alien inte{ests, the project should wuse the service
of trained animators to form new groups. If new groups are being
formed, where all possible the groups should be formed on the basis
of land ownership on the treated hillsides. This would result in groups

being constituted of members cropping contigucus plots of ground.

Technical Training of Skilled Laborers and of ‘the Community at Large

As the project proceeds, the intent will be to instruct the
community in heretofore unknown soil conservation and tree planting
techniques. This will entail training a small number of individuals
in specialized tasks, such as use of the A~frame and planting of trees,
and the general instruction of the community in more common conservation-
related tasks such as the building of rock walls and the maintenance

of trees.

Supply of Materials

The implementing agency will generally have to supply tools :of
several types for the carrying out of different types of soll conser-
vation activities. In addition the project will in all likelihood decide
to supply the scedlings. This lattcr task entails not only the
establishment of project nursery, but also the maintenance of one or

more trucks.
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Supply of Money and/or Food

If the decision is made to systematically remuneratce individuals
for labor on the project, the implementing agency will have to have
a2 system for thce regular disbursement of payroll funds or the

regular (at least monthly) shipment of food into the project region.

Supervision of Work

By no means will it suffice for the implementing agency to give
initial technical instruction and then let the project unfold on its
own. Technical supervision will have to be constant, and the ideal
arrangement is one in which project technicians are out working on
a daily basis along with the peasants themselves in the treatment of
hillsides. Supervision will further be required in the distribution
of the money of food, this being an area wherz corruption has often

entered, sabotaging the morale of many a project.

Formative Evaluation for Mid-Course Corrections

It would generally be disastrous for projects to mechanically
barrel along following the plans that were forzed in the early stages
of the project. The implementing agency will hawe to combine a knack
for systematic, tight planning with a simultanecous openness, flexibility,
and--if possible--a sense of humour when it bacomes obvious that
nothing is working as planned. Mid-course corrections should be made,
combining the use of ad-hoc, creative maneuvers with an underlying

substratum of systematic planning. But these mid-course corrections
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can be made only if project directors and adminiétrators have ongoing
direct contacts with ficld realitics and a willingness to receive
feedback from project technicians and--csrecially--from community
members. Ideally project directprs should have direct pipelines

to the communities and not depend on their »nrojsct subordinates as

their sole eyes and ears into village realities.

follow-up and Maintennnce Support and Services

The fragility of young trees and of most erosion control structures
creates a situation in which projects must have some built-in
strategy for encouraging the maintenance of project achievenents.

It has not generally been the case that cormmunities will, on
completion of the work, spontancously protect the trzes and maintain
the walls or canals. Projects must extend themselves for a
reasonable amount of time and distinguish between construction and
maintenance phases, devising motivations and sanctions appropriate to

each phase.



