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1. Background  
1.1 The Context 

The much-desired economic growth process may be an ambivalent process. The concentration of population, accelerated urbanization and consequent deficit in terms of infra-structure in public services are a counterpart to the economic dynamism occurring in the municipal area of Constanza.

Located in the heart of the Dominican Republic, in a valley in the Central Cordillera Mountains, at an average 1170 m above sea level, the municipality is unique in many ways. Its temperate climate, ranging from 18 to 20 º C, is relatively cold for a country in the tropics and has thus favored agricultural development. 

Today, the economy of the municipality is strongly based on horticulture, fruit growing and floriculture. It has modern production infrastructure, making use of greenhouses, irrigation and mechanization. Tertiary activities as well as manufacturing – processed seasonings and canned foods - are linked to agriculture. There are also adventure tourism and resort hotels because of the attractive physical environment.   

Despite the high level of mechanization, this type of agricultural production is labor intensive, making Constanza the largest job center in the central region of the country. As a consequence, it is much sought after by a considerable migratory flow, which includes a majority of poor peasants coming from stagnant rural areas throughout the country. According to the 2002 Demographic Census, the population in the municipality has grown to 42,416 inhabitants (in 9,305 households), the majority residing in the rural area (67%).
 The accelerated population growth of the municipality in general and the rapid expansion of its urban areas have generated a deficit in infrastructure. The most critical has been the lack of basic sanitation. 

It was within the context of economic dynamism, attractiveness for poor immigrants and demographic growth that the local political power structure in the Town Hall and in the Municipal Council, decided to create the Inter-institutional Council for the Development of Constanza (Conselho Interinstitucional para o Desenvolvimento de Constanza – CIDC) in 1995. The main goal was for this NGO, created as an offspring of Town Hall, to organize development strategies and, most importantly, raise funds from international agencies.

The Council is made up of an assembly with 130 participating members, representing 65 community organizations – neighboring, corporate or sectional. The Mayor, the Tireo District representative, a legislative representative, representatives of community and corporate organizations and those from organizations of different sectors (women, children, youth, producers, peasants, tradesmen, neighborhood, environmental, sports, health, education and culture and social services) form the steering committee.  

Starting up an NGO linked to the local power structure is a much-used resource in Latin American countries. As it does not belong to the public sector, it has greater managerial flexibility. Moreover, it can obtain funds otherwise unavailable for public sector organizations. Such funds are, however, used for activities within the scope of the government, but for which there are insufficient public funds available.

In the case of Constanza, the CIDC has certain advantages, mainly with respect to its internal structure, based on local government representatives, as well as corporate, sector and local organizations. This ample and diversified model of representation hinders attempts of a political party to control the Assembly, since the heterogeneity of its members inhibits maneuvers on the part of the steering committee to manipulate the outcome. Even so, the proper functioning of the CIDC necessarily depends on the good relationship between Town Hall and the Steering Committee of the Assembly. The lack of tuning between the two – as the one that occurred from 2002 onwards – implies in reduction in fundraising, as well as operational difficulties in executing projects.

The business leader and politician Delio Guzman founded the CIDC. He exerted strong local leadership at the time and continues to do so until today. He was the one to initiate contacts with the Rivera Foundation and with the IAF, which led to the signing of Grant Agreement DR-306. At the time, the Rivera Foundation, linked to an important national business group and co-financier of sanitation and health projects in various Dominican municipalities, emerged at the ideal potential partner for the project. 

1.2 From the Proposal to Project DR-306 
The negotiations that resulted in the signing of the agreement got under way in the first half of 1999, with the visit of the IAF representative to the Dominican Republic. At the meeting held between the IAF representative, Mr. Carlo Dade, the then mayor of Constanza, Mr. José Emílio Baez, and the president of CIDC, Mr. Délio Guzman, the main activities of the project were discussed. With regard to this, two observations should be made. The first is that the then mayor, as well as the president of the CIDC committee, belonged to the same political party, the Dominican Revolutionary Party (Partido a Revolução Dominicana - PRD), which is to say that they were in agreement as to administrative priorities as well as the role to be played by the Council within the local sphere. The second observation is related to the essential role played by the president of the Council in these negotiations. Thanks to his leadership skills, Délio Guzman managed to establish contact with local businessmen and to conduct discussions related to the project’s main goals. Furthermore, he was the one to promote a preliminary assessment of the size of the population “undergoing risk” in some neighborhoods in Constanza and in the Tireo District. These preliminary data helped to define priority areas for project intervention.  

Negotiations modified the ample proposal presented by CIDC in December 1998, restricting its general local development goals to a basic sanitation project. However, the capacity building component did not get narrowed down as well. In fact, the general capacity building goal in planning and administration for CIDC members and personnel at the Town Hall was maintained. Furthermore, it was decided that the population would be trained in the adequate use of new urban infrastructure equipment to be installed.   
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There were objective reasons for the final priority being given to basic sanitation: the recent growth of poor neighborhoods in the urban area of Constanza, mainly around its foothills and around the valleys of the Pantuflas and Constanza rivers. To make matters worse, this group of new dwellers that had migrated from the south of the country to Constanza to work at horticulture and floriculture had previously been scattered in rural areas. They did not have running water there nor did they know how to use latrines, which caused critical problems later when they moved to urban areas. Moreover, in 1999, the period the project was being elaborated, there were outbreaks of epidemics in the region (polio, meningitis and diphtheria), which greatly elevated the need to focus the project on sanitation and on specific policies, such as campaigns to promote mass vaccination.  

Even today, six years after the start up of the project, the priority given to sanitation within the scope of the CIDC-IAF project seems to have been a sound decision. There is still evidence nowadays of lack of sanitation, as well as lack of knowledge on the part of the majority of poor people with regard to basic hygiene, which can be seen by their dumping garbage along the streets and canals in the neighborhoods where they live (see photo).

The agreement between the IAF and CIDC was signed in May 1999, leading to the start up of project DR-306. The total value of the project was US$ 437,164.00, the IAF contributing US$ 125.208 (28%). CIDC and the Constanza Town Hall would come in with US$85,337 and US$123,870, respectively. The local businessmen were also to make a contribution of US$102,749.
 The project was to take place over a four-year period – from May 1999 to May 2003 – carrying out a set of programs aimed at controlling environmental degradation.

At the time the agreement was signed, the IAF had 22 ongoing projects in the Dominican Republic, covering many different types of activities and aims, such as modern farming, micro-business incentives, health and environmental improvement, local community organization and so on. 

The agreement established eight main aims linked to sanitation and capacity building programs:

a) Sanitation:

· Construction of 716 community latrines; 

· Set up sewage disposal systems in 125 houses; 

· Get safe water to 200 houses;

· Build or rectify 1,500 m of water canals along the tributaries of the Pantuflas River. 

       b) Capacity building 

· train 1478 families by holding 38 meetings and courses on environmental sanitation, garbage collection, health prevention and hygiene; 

· set up sanitation committees;

· set up vaccination programs in communities within the scope of the project; 

· strengthen the organizational capacity of 365 popular leaders and 20 municipal employees by means of 150 meetings to assess needs, participatory planning, sensitivity to gender-oriented differences in treatment, project development and deployment. 

2. Project Execution in Relation to the Sanitation Component 

2.1 The Goal 

The CIDC proposal submitted to the IAF made use of numerical data obtained from an informal assessment of five municipal areas where sanitary conditions were notoriously critical.
 Four of these neighborhoods are located in the urban area, called Constanza, the same as the Municipality; in the rural area of Tireo, the area of La Altagracia II was selected (Table 1). 

So, even though their origin is unexplained, the global numbers mentioned as goals in the agreement in terms of population directly affected by the programs are not much different from those shown in Table 1, which refer specifically to latrines in five neighborhoods. The sanitation program was to benefit a population of 8,868 people, which would be approximately equivalent to 1,478 households (see Table 3).
 Although the goal of the agreement is close to the estimated deficit of individual latrines in the selected areas – 701 in the proposal and 716 in the agreement – the origin of the established goals in terms of sewage disposal, water supply and repair of canals is also unknown. 

One fact brings out the unfamiliarity with and lack of basic systematized statistical information quite well: the result of the survey CIDC had conducted in 23 neighborhoods/areas in Constanza in 1997 showed that the population under risk amounted to 39,453 inhabitants, which practically covers the total  population since,  according to  the
	Table 1

	Availability of Latrines in Selected Areas in the Constanza Municipality - 1998

	District / Neighborhood
	Population
	Households

	
	
	Total
	Without latrine

	
	
	
	N.
	%

	Constanza
	7,145
	1,238
	652
	52.7

	   Las Flores
	4,800
	800
	500
	62.5

	   San Isidro
	240
	107
	16
	15.0

	   Los Envasadores
	530
	106
	36
	34.0

	   Los Peynados
	1,575
	225
	100
	44.4

	Tireo
	
	
	
	

	   La Altagracia II
	294
	49
	49
	100

	Total
	7,439
	1,287
	701
	54.5

	Fonte: CIDC, Proposal, 1998.
	
	
	
	


2002 Census, the population count was 42 thousand inhabitants for the entire municipal area. Within this context of lack of information and parameters, praise should be given to the IAF for not choosing to define goals by areas, leaving it up to the CIDC to choose the location for carrying out infrastructure and sanitation programs within the scope of the project. 

The manner in which project goals were outlined in the agreement without a conceptual reference to what was meant by community latrine, water supply and sewage disposal leads one to believe that there must have been some technical consensus as to what they actually stood for and what would be involved, for instance, in terms of cost of installation and operation of the sanitation system.  Actually the lack of technical specifications for infrastructure components makes the project documentation rather vague, both the one that precedes deployment (proposal, agreement) and the one following up execution and assessment. Only a field visit to constructed works allows for a better evaluation of the adequacy of the technical choices made so as to face the sanitary problems in Constanza.  

2.2 The Installation of Latrines
The term latrine in fact refers only to the construction of a separate room in the house with a toilet seat. What is crucial in the matter, for the comfort of the family or of the benefited community, or in terms of public health and of running the sanitation system, remains undefined: the destination of the organic waste. 

The 477 cesspits constructed within the scope of the project are essentially individual in nature, which certainly infringes on the terms of the agreement. When community latrines were mentioned in the agreement one is led to think of assistance being given to poor families living in small groups in isolated communities. The fact is that not only did the project individualize the benefit, associating one latrine per house, but also that they were built in densely populated urban areas (see photo). 
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All the latrines that have been built are of the dry cesspit type (see Box). As they do not flow into the sewage disposal network, the organic waste matter has to be absorbed by the soil substrata. Given the conditions of population density and proximity of houses, the solution is clearly inadequate in the majority of Constanza neighborhoods where they were constructed (see photo). Latrines with dry cesspits are adequate only for the neighborhoods in the rural districts of Tireo where the population density is low. Even so, there are problems in many cases due to the proximity of houses to the Jimenoa River.
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Latrine 

A debatable concept from the sanitary point of view   

The construction of a latrine entails building an isolated room with a roof to house a toilet seat made of prefabricated concrete connected to a cesspit. There are various types of cesspits in use:

a) Rustic or dry cesspit – is a hole in the ground where organic wastes are dumped and are usually covered up with lime or coffee grinds to reduce the stench. 

b) Black cesspit – is a dry cesspit when in contact with surface or groundwater, causing it to become a severe pollutant. 

c) Septic tank – works in conjunction with a water supply point and two reception tanks for waste treatment. The first tank containing water dilutes the solid waste matter; the second one containing a filter drains the final liquid into the environment.  

d) Absorbent septic tank or sinkhole – the liquid derived from the septic tank is distributed over the ground by means of perforated tubes. It is used in sandy terrain. 

e) Septic stone tank – the liquid derived from the septic tank drains into a ditch filled with pebbles and crushed stones. This is done in order to create an environment propitious for microorganisms (zoogloea) that feed on sewage.

The choice of one system of drainage over another would depend on the conditions of the soil, the topography, the population density and the available funds to cover the cost of the project. 


Finally, one should point out that other organizations that engage in assistance to the needy at the local or national level in the Dominican Republic, such as “The National Campaign Against Hunger” (Campanha Nacional Contra a Fome) and “Women for Development” (Mulheres em Desenvolvimento), aside from the Constanza Town Hall using its own resources, have also constructed latrines with dry cesspits in the poor municipal areas. The community leaders that were interviewed could well indicate, in a given location, specifically which latrines had been constructed by which organizations. They were clearly competing among themselves and acting without any comprehensive sanitary planning.

2.3 Installing the Drinking Water Supply System  
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Conceptually speaking, installing a water supply system entails impounding, treatment (filtering and chlorination), storage and distribution through a network of pipes extending to the houses, plots or community areas within a community or neighborhood.

The installation foreseen in the project was not spatially defined. It was only defined in terms of number of houses assisted, which can be associated to the number of families. The system was deployed in the rural community of Altagracia II, in the Tireo District, thanks to the cessation of use of a spring by one of the landowners. The system has just rudimentary water impounding and storage systems, and potable water is attained by decantation, without making use of filtration or chlorination. The network supplies water to 200 houses in Altagracia II, but the system is being fought over by users as some of the water supplied by the network is being used to irrigate fields. There are also problems with interruptions in the supply due to accidents caused by farm tools and machinery, as well as contamination by pesticides ordinarily used in horticulture, since pipelines stretch across plantation areas (see photo).

2.4 Installing the Sewage Disposal System 

Within the scope of the project, sewage disposal systems were set up in three areas, one rural and two urban. 

In El Cerrin/El Gajo, where poor communities are located on a hilltop in the urban center of Constanza, pipes were extended to 85 houses and connected to the city’s pre-existing sewage disposal system. In addition, the system was implanted benefiting 20 houses in the Bairro Popular, making good use of the fact that these houses were located near Constanza’s general sewage disposal system, which drains off into the city’s sewage treatment station located in that neighborhood. In both cases, critical situations were dealt with at low cost due to the easy connection that could be engendered to Constanza’s pre-existing urban sanitation system.     

In the rural district of Tireo, a small drainage system was set up in the rural area of Los Sanches, thus giving assistance to 30 houses. As there is no water supply system in the area and latrines have dry cesspits, this is not a sewage disposal system in itself, but a way of draining off used water: the drainage system is discharged into canals that crisscross the neighborhood, which then flow into the Jimenoa River.

2.5 Rectification of Canals 

Technically speaking, rectification of canals consists of walling a canal with cement and stones to help in the drainage of both used waters from homes and excess rainwater. It also makes easier collecting garbage that normally floats down to lower areas, silting up rivers.  

The project was aimed at rectifying 1,550m of canals, 800m of which over the Pantuflas River, in the El Cerrin area, in the city of Constanza (see photo) and 750m over the Jimenoa River in Tireo. However, only 455m of canals in Constanza and 390m in Tireo actually underwent rectification (see photo).
2.6 The Results of the Sanitation Programs 

CIDC does not have systematized results of programs undertaken within the scope of the project at hand, neither by neighborhood, and neither for the municipal area of Constanza as a whole. Even so, during the field visit, information from various sources could be obtained. Once systematized, as in Table 2, they afford a comprehensive view of project results with regard to sanitation. 

Two comments about the information presented in Table 2.  

The first comment refers to the fact that information on sanitary conditions by neighborhoods was not made available, neither before nor after the project. Thus, improvements made cannot be considered in terms of having provided for deficiencies that existed in each area. Moreover, one cannot know to what extent investments favored areas where there was a higher proportion of the unassisted population or, inversely, where coverage of services was originally better. The second comment is that, seen in terms of attending to proposed numerical goals, the results obtained are quite good. Table 3 systematizes the comparison between proposed goals and results obtained.  

The results of the project fall below project expectations, at least in strict relation to the two groups of uncontested beneficiaries. 

	Table 2

	Total Population and Households,

	and Specific Project Results,  by Neighborhood

	District / Neighborhood
	Total
	Work Deployed in:

	
	Houses
	Population
	Latrines (N.)
	Sewage*
	Water*
	Canal (m)

	Constanza
	3,067
	14,934
	235
	106
	0
	455

	   El Gajo
	275
	1,368
	13
	75
	-
	-

	   El Cerrin
	60
	287
	-
	11
	-
	455

	   El Chorro
	402
	2,128
	56
	-
	-
	-

	   Los Envasadores
	106
	528
	22
	-
	-
	-

	   Paraíso
	43
	209
	14
	-
	-
	-

	   Popular
	90
	453
	-
	20
	-
	-

	   Los Peynados
	225
	1,132
	23
	-
	-
	-

	   El Convento
	105
	602
	11
	-
	-
	-

	   El Cercado
	510
	2,238
	25
	-
	-
	-

	   Las Flores
	792
	3,930
	25
	-
	-
	-

	   Los Haitises
	98
	476
	11
	-
	-
	-

	   Monte Llano
	136
	597
	11
	-
	-
	-

	   El Castillo
	87
	390
	11
	-
	-
	-

	   Santa Mônica
	56
	198
	11
	-
	-
	-

	   Arroio Ariba
	82
	398
	2
	-
	-
	-

	Tireo
	2,448
	12,490
	203
	30
	200
	390

	   La Altagracia II
	516
	2,632
	58
	-
	200
	-

	   Villa Hortaliza
	225
	1,361
	18
	-
	-
	-

	   Los Sanches
	124
	530
	60
	30
	-
	390

	   Los Candelarios
	50
	257
	21
	-
	-
	-

	   Pinalitos
	30
	178
	16
	-
	-
	-

	   La Savina
	1,503
	7,532
	30
	-
	-
	-

	Total
	5,515
	27,424
	438
	136
	200
	845

	Source: Different documents from CIDC.
	
	
	
	

	* Houses linked to the network for sewage or used water.
	
	
	


The first group of beneficiaries is formed by people and families directly benefited by the construction of latrines, water supply and access to the sewage disposal system. In the case at hand, it was assumed for assessment purposes that the latrines were individual – and not communal as had been foreseen in the project – which, in point of fact, better suits the reality verified in the field. An average of 5 people per family was used, which corresponds to the average verified for the total population in the areas listed in Table 2, where the project was deployed.

	Table 3

	Proposed Goals and Results Obtained

	
	Goals
	Results

	
	
	Direct
	from Canals
	Total
	% of Goals

	N. of Beneficiaries
	 
	 
	
	 
	

	   Families
	1,478
	813
	184
	997
	67.5

	   Persons
	8,868
	4,065
	817
	4,882
	55.1

	Latrines Built
	716
	-
	-
	438
	-

	Sewage (N. of houses)
	125
	-
	-
	136
	-

	Water (N. of houses)
	200
	-
	-
	200
	-

	Rectification of Channels (m)
	1,500
	-
	-
	845
	-

	Source: Informe de Cierre, 2003.
	
	
	
	
	


The second group relates to beneficiaries of the rectification work done in canals in the urban area of El Cerrin and in the rural area of Los Sanchez. Unable to individualize the benefit that results from rectified canals, we assumed that the total population in each one of the locations would form the set of beneficiaries of this construction work.

Based on these criteria, the project benefited 4,882 people in 997 families, which, in terms of direct beneficiaries, represents 55% and 67% respectively of the proposed goals. One should observe that though there are indirect beneficiaries - 11,231 persons or 2217 families, if we consider the total population in the neighborhoods where the program applied; or even for the total population of 42 thousand inhabitants in Constanza - the quantification of indirect beneficiaries cannot realistically correspond to these totals. In this regard, it is worth highlighting that on establishing project goals in terms of number of beneficiaries, the methodology to be adopted was not made explicit, which would certainly have been useful for assessment purposes. 

With regard to more specific sanitation goals, the one of constructing 716 latrines was not met, as only 438 were actually built. The same holds true for the goal of rectifying 1500m of canals, since only 845m were completed. In relation to the two remaining infrastructure goals – number of houses benefited by water and sewage drainage systems, and by  running water -, the numerical goals were met, and slightly surpassed in the case of sewage, according to plan.

Nevertheless, a technical assessment should go beyond the goals and numerical results. The construction of dry cesspit latrines in certain densely populated neighborhoods in the urban centers of Constanza (as in the case of El Chorro, El Gajo, El Cerrin, Los Pyenados, El Cercado) is a blatant contradiction to technical recommendations. Though construction works skirting technical norms and common sense had been common practice throughout the years, international organizations – which had often sponsored inadequate sanitary solutions -, are today much more aware of this aspect. The World Bank, for instance, stipulates the use of dry cesspit latrines only in the case of rural areas with a scattered population of up to 30 thousand inhabitants, and, even so, allowing a minimum of 30 meters between latrines and the water source (well).
In dense urban areas, as in the case of Constanza, the technical recommendation is to use the septic tank system and/or amplify the existing sewage and used water disposal system. An intermediary solution could be used in certain neighborhoods: a restricted network conducting sewage from various houses to a large central septic tank or to sinkholes, according to what was most convenient, geologically speaking.

However, adopting the technically correct and more expensive option now would bring on difficulties. In fact, the construction of dry cesspit latrines has already been incorporated into the mindset of local politicians and social assistance agencies that are active in Constanza. The Dominican agencies and programs, such as Combating Hunger (Combate a Fome), Women for Development, Pro-community (Procomunidade), aside from Town Hall itself, are constructing latrines in the Colonia Japonesa neighborhood
 and are adopting this type of sanitary option – that is – dry cesspit, which is incompatible with the urban local density. 
Also, it is worth recalling that, due to inadequate technical choices, the Constanza and Pantuflas Rivers (in Constanza), as well as the Jimenoa (in Tireo), which supply water for horticulture and floriculture irrigation, and supply the population with water as well, are already seriously affected due to contamination from sewage, garbage and pesticides. Were these rivers to be recovered, they could once again serve for leisure and tourism, as used to be the case of stretches along the Constanza River in El Chorro and El Santo, which are no longer viable due to the pollution caused by the inflow of pesticides and sewage. 

One should note that this environmental deterioration occurs despite conservationist legislation that has existed since 1962 (law # 5856), corroborated in 1990 by decree 226-90 and updated in 1997 by law # 632. The field visit afforded the chance to see that the laws are not obeyed, or even understood by the inhabitants of the municipality.
 It is a well-known fact that the expansion of the water supply system not made in tandem with sewage and used water drainage solutions has a severe impact on the quality of life, health and the environment. As a matter of fact, it should be seriously opposed as a public policy norm.
3. Project Execution in Relation to the Capacity Building Component  

The December 1998 proposal established two training programs. The first one, aimed at leaders and facilitators, was not limited to the sanitation program, but encompassed all the themes that were of interest for the development of the community. On the one hand, community-minded people, who had stood out for prior collaborative work, would undergo training. On the other hand, facilitators would be trained to assume the role of CIDC spokespersons, as well as of instructors for programs of interest to the community. Facilitators would be put in charge, for example, of verifying whether or not beneficiaries were complying with the conditions for adequate use of water and latrines. If not, they would have to teach or reinforce the basic sanitary rules.   

The second training program involved capacity building for the families of beneficiaries, aimed at teaching and consolidating adequate hygienic behavior for the family and community:  making proper use of drinking water, developing adequate habits associated to the use of latrines and garbage disposal, as well as striving to contain and eradicate disease vectors, such as those of dengue.

The agreement specified numeric goals related to training endeavors. For the first training program, 150 meetings and courses were to be scheduled to train 365 community leaders. These courses and meetings, dealing with assessing needs, participatory planning, sensitivity to existing differences in gender treatment, development and deployment of projects, raising funds and establishing alliances, would be extensive to 20 municipal employees. For the second training program, the agreement determined that 38 meetings and courses would be held on environmental sanitation, garbage collection, health and prevention of disease and hygienic habits, designed for 1,478 families (8,868 people).

The goal setting for capacity building often occurs on ill-defined grounds, both for professionals working for the relief agencies and for the grantees heading the projects. The assessment of local development projects clearly shows the difficulties in establishing these goals in operational terms and in providing training programs that have a real chance to lead to satisfactory results.  

In the case of the Constanza project, for instance, it was not clear from the start what the goals were in terms of results when reference is made to capacity building in sensitivity, participatory planning, emotional training, economic development and competitiveness, and strategic planning. Consequently, even in the best of scenarios, it would be no simple matter to evaluate the results of these operations. 

At any rate, it is clear that there was significant difference between “aspirations” in capacity building and what really took place in terms of training. This could be seen in the inconsistency between the anticipated budget and the one deployed in relation to this item. Of the US$ 43,430 foreseen, the budget actually deployed for this item accounts for only US$5,085, being that US$ 4,248 (or 83%) corresponds to expenditures made with IAF funds and only US$ 837 with the CIDC counterpart. There is no amount entered corresponding to the counterpart to be given by Town Hall and others. It is important to observe that originally the expenditures foreseen for this item were split up relatively evenly between the different categories of sponsors for the project (Table 4). This pronounced divergence between what had been agreed upon and what was actually done led the auditors to recommend that the grantee indicate the reasons why no contributions were made to the project by Town Hall and other sources.
 

	Table 4

	Budgeted and Deployed Amounts

	            for Capacity Building Activities              (US$)

	 
	Budgeted
	Deployed

	IAF
	12,710
	4,248

	CIDC
	11,464
	837

	Town Hall
	7,005
	-

	Others
	12,251
	-

	Total
	43,430
	5,085

	Source: Audit Report, 2004.
	


As to this issue, Mrs. Miguelina Duran, the current managing director of CIDC, argued that there had been non-monetary aid from local businessmen for the capacity building activity. According to her, they supplied transport and the radio and TV stations gave free coverage for information on the project, as for example, the vaccination campaign, and commercials for capacity building courses and meetings. Anyway, even if these contributions did occur, there was no corresponding entry in the accounting books. What one can ultimately say is that the low level of expenditures entered on the books reflects the little emphasis given the capacity building component within the scope of the project.    

For monitoring and assessment purposes, there is no information available on the number of meetings and courses that have been held, nor on the subjects that were taught and the number of people who have attended each one. The only information available refers to the total number of beneficiaries. Seminars belonging to the first line of training were attended by 96 community leaders, as opposed to the 365 facilitators or potential facilitators, as established in the proposal.   

As for the second capacity building program, which aimed at training 1,478 families (equivalent to 8,868 people) in new hygienic habits and disease prevention, only 362 families (approximately 1,800 people) attended. It is not clear how the number of those declared to have undergone training relates to the number of families or of persons in the families.   

What seems to have happened in Constanza, and which happens frequently, is that the capacity building component is included in the agreement due to the priority the IAF gives to it. Consequently, on the one hand, funds are set-aside in the budget for capacity building; on the other hand, the GDF indicators for acquisition and application of knowledge and skills are listed among those to be reported for monitoring and evaluation purposes. Because of the emphasis given to the capacity building component, CIDC felt obliged to include it in the project, even though outside of its technical expertise and operational possibilities, in order to comply with the requirements of the grant.

It is worth noting that the grant did not foresee expenditures with salaries for capacity building instructors or any form of payment for personnel in capacity building. Thus, right from the start, the option was made for an “internal” solution for the capacity building activities: the grantee would make use of improvised instructors available in the community itself, without prior knowledge of didactics or specific subjects necessary for doing the job. 

In what has been termed the first training program, the leaders and facilitators would have been trained by people available in the municipality – linked to the Town Hall and to CIDC or not -, such as employees, health professionals and community leaders. This, per se, is not a bad solution for training. However, it seems crucial that funds be allocated to cover minimally the cost of the work of facilitators with the families. These funds were not allocated, and even though it was not clear that facilitators did not receive any remuneration, what was declared was that they were only compensated for their travel and fuel costs. Seen in hindsight, the capacity building component does not seem to have gotten the operational emphasis foreseen in the grant agreement.   

As to the second training program, which was held for families, it seems not only to have fallen short of expectations, but also to have made use of an inadequate approach. Holding meetings and lectures for families benefiting from sanitation programs certainly does not seem to be the best way to get them to change their ways. Systematic household visits by trained agents and local mobilization campaigns are, assuredly, more efficient approaches. Some well-known organizations work this way, training agents and coordinating their activities, as is the case of Plan International.
 Only the meetings held at the start of the project with families in answer to a critical immediate problem – an epidemic outbreak – seems to have been an adequate initiative in compliance with the aims of the project. Generally speaking, though, the capacity building program for families to consolidate the benefits of the sanitation program put in operation certainly fell short of what was reasonably expected of the project. 

As a matter of fact, inclusion in the participation in vaccination campaigns as an activity to be developed within the scope of the project deserves special mention. Even though the activity was not considered in the CIDC proposal to the IAF, at the time the terms of the agreement were being drawn up, rallying around the vaccination campaign became a priority due to the epidemic outbreak, which led to its being explicitly mentioned in the agreement. One should note that participating in the campaign was not designated as a specific item in the budget, and the expenditures incurred were entered under the general   capacity building caption.

On including participation in the vaccination campaign within the scope of the project, the CIDC used the opportunity to reinforce the role of community leaders, strengthening their responsibility and their job of mobilizing communities. Thus, interest held by the communities in the construction of sanitation systems was instrumental in getting community leaders and facilitators to help in the vaccination campaign, coordinated by health professionals in the municipality. The campaign covered the most densely populated areas closest to the outbreak.
 The project guaranteed funds for expenditures with transportation and training in anti-polio vaccination for facilitators working in areas of difficult access, where municipal health personnel would not be able to reach. 

Despite the prompt joining of forces in the case of the emergency vaccination campaign, on the whole there seems to have been a falling short in terms of the expected execution of capacity building activities, even of those essential for the project, i.e., linked to the expansion of sanitary infrastructure. In this respect one should highlight the absolute lack of relevant information on capacity building activities and the fact that the available reports only record generic information supplied by the grantee, without reflecting effective results in terms of changes in behavior of beneficiaries in the desired direction.

4. The Project Seen within the GDF Perspective  

It was not possible to obtain the necessary information to evaluate the extent the biannual reports complied with what was agreed between the IAF and CIDC in terms of keeping abreast of project execution. 

On the one hand, the set of indicators selected from the GDF, which are generally listed in the annex of the Grant Agreement, was not given to start with. On the other hand, we did not have access to the biannual reports and we cannot be sure that they were ever prepared, excepting the last, related to the final visit of the data verifier conducted in September 2003. One should note that the reference period mentioned in this report is little over a month, from July to August 2003, and that given results reported refer at times to this one-month period, and at other times to the four-year period of project execution.  

There were seven indicators reported in the document, five related to beneficiaries and two related to the grantee.

With regard to beneficiaries, indicators reflecting improvement in living conditions are essential given the project’s focus on sanitation. They were entered in two ways. The number of constructed latrines was reported within a one-month time frame, 77, as well as the number of people benefited by them, 394. According to the format proposed by GDF, the number of beneficiaries should be reported by gender, which, given the nature of the improvement, is irrelevant. It should be noted that:  
· the number of latrines reported for one month alone seems incompatible with the results reported over the five years of project execution (77 and 438,  respectively, see Table 3). 

· results are not given separately in terms of completion of sewage, water and canal rectification works, which deserved as much distinction as the latrines.      

· while reporting the number of beneficiaries of sanitation works throughout the entire project, beneficiaries of each different type of construction work are not distinguished and, especially, no information is given as to how the number of beneficiaries for works that cannot be directly individualized was estimated, as in the case of canal rectification. Thus, the reported number of project beneficiaries – 4102 – differs from the total 4882 obtained from more detailed data shown in Table3.    

Indicators on acquisition of knowledge and skills seem to refer to specific courses given that are not directly related to the application of knowledge. The number of beneficiaries declared to have acquired new knowledge was distributed under various types of knowledge, without there being any clear link to behavioral changes or to verifiable activities.  

In the category of intangible indicators, difficult to evaluate due to their very nature, a number of individuals with higher self-esteem were reported. Instead of referring to a type of specific behavior, defined a priori as an expected and desired result of the project, the indicator was associated to different results. How does one evaluate the number of beneficiaries that keep their latrines clean, which, according to the GDF report, would be one of the elements reflecting improvement in self-esteem?

With respect to indicators related to the grantee, Planning (indicator 6.1) and Application of New Ideas (indicator 6.2) were considered. The grantee was evaluated as having high performance in both counts, though, apparently, indicator 6.1 applies to a one-month period and 6.2 to the four-year period of the project. In both cases the indicators shed very little light on the advantages/disadvantages of the grantee as project manager.

5. Political-Institutional Obstacles  

Project RD 306 faced operational difficulties engendered by political changes in the Dominican Republic, which had marked effects at the municipal level in Constanza. 

During the period that extended from the presentation of the CIDC proposal to the IAF, the signing of the Grant Agreement in 1999 and the start up and project execution up to 2002, there was perfect understanding between CIDC, presided by Délio Guzman, and the mayor, José Emilio Baez, both members of the Dominican Revolutionary Party (Partido da Revolução Dominicana - PRD). As a result of the municipal elections of 2002, Elias Quesada Ortiz was appointed to the office of mayor, running on the Dominican Liberation Party ticket (Partido da Liberação Dominicana - PLD). At the beginning of his term in office he made no significant changes in relation to assumed commitments with the agreement. However, from 2003 onwards, his decisions in terms of prioritizing coop areas headed by neighborhood committees became more incisive, which led to a breach between the mayor and CIDC. The greatest problem seems to have been a reduction in priority level given by the new mayor to Tireo.
 The conflict in priorities led to the mayor officially breaking off relations with the CIDC and attempting to modify the formal relationship existing between Town Hall and the Council. An example of this crisis was the attempt to withdraw the support given by Town Hall to the project. Municipal employees that had been working in the project were reassigned to other tasks or lost their jobs. Some of the community facilitators who were being paid by Town Hall lost their attributions and salaries. As the crisis affected the project’s final execution stage, there were limited operational losses.  

On account of the crisis, CIDC became engaged with other government institutions, especially on the national, regional and provincial levels (Procomunidade, on the national level; Regional Health Department (Secretaria Regional de Salud), on the regional level; and the Association for the Development of La Veja Province (Associacion para el Desarrollo de la Província de La Veja) on the provincial level). These engagements show that CIDC has been active, though now the emphasis has been on unemployment issues, especially those dealing with the insertion of young people in the labor market and programs specialized in promoting the first job.
 

The institutional-political crisis seems to be entering a phase of retrocession due to two basic reasons. On the one hand, the CIDC has maintained its financial clout by continuing to raise funds abroad from relief agencies. On the other hand, the mayor has bee unable to change the representative structure of the CIDC assembly in order to cater to his own interests. In this way one might expect the problem of collaboration between Town Hall and CIDC to be solved in the near future.

	Table 5

	Budgeted and Deployed Amounts

	            for Capacity Building Activities              (US$)

	 
	Budgeted
	Deployed

	IAF
	125,208
	147,802

	CIDC
	85,337
	18,790

	Town Hall
	123,870
	-

	Others
	102,749
	-

	Total
	437,164
	166,592

	Source: Audit Report, 2004.
	


Finally, one should point out that even though Town Hall and the local businessmen did not come up with their share of the funds, as was foreseen in the Grant Agreement, this fact cannot be attributed to the institutional crisis (Table 5). According to the auditor’s notes, no entries related to these contributions were made in the books at any time during project execution, which in the final analysis means they can be accepted as strictly pro forma. Indeed, if they had been considered essential, the IAF could have decided to interrupt its own disbursements until the situation had gone back to normal. 

6. Lessons Learned

6.1 The Importance of Technically Correct Choices  

Though the project had a clear focus – the improvement of basic sanitary conditions – its execution was hindered by the mistaken option of constructing dry cesspit latrines.

In the majority of the operational areas of the project, all densely occupied with the exception of the rural district of Tireo, septic tanks should have been the adopted solution, or the construction of small collection and treatment systems, or even connecting them to a general municipal network. The latrines that were built have the potential to cause serious harm to people’s health and to the environment at the rate that the waste material reaches groundwater, which is already the case in several locations (see photo). Even in Tireo, a location in which most benefited neighborhoods are close to the Jimecoa river channel, serious problems of a sanitary nature will also arise in the medium term.  

Also with respect to the installation of the water supply system, the approach used is questionable. Actually the goal to assist families is defined without guaranteeing that the water supply is installed concomitantly with an adequate drainage system for used waters. The lack of an integrated approach for the water/sewage binomial will bring about almost immediate environmental and health problems for the population.

In the case of Constanza and in other similar cases of disordered urban expansion of the poor population, it would be recommendable to make a technical assessment of the feasibility of setting up smaller networks in neighborhoods located near the general municipal sewage system. Gradually and systematically these smaller networks would be integrated into the general system. In distant neighborhoods, where dry cesspit latrines were built, it would be advisable to remedy the current situation by using local sub-systems of smaller networks, connecting them to septic tanks that could, in the future, be connected to the general network whenever it came close enough. These solutions are more expensive than those adopted, but these are definitive, placing neither the population nor the environment at risk in the present or near future.

It was, therefore, a mistake to have left technical sanitary solutions that would be adopted in the project up to the grantee to decide, without an explicit definition in the grant agreement. 

6.2 The Need to Incorporate the Demographic Component into the Project Design 

The economic dynamism of the municipality has led to a permanent influx of poor immigrants. Demographic growth together with a lack of financial, human and administrative resources has always kept public sector expansion in general, and that of sanitary infrastructure in particular, in tow so that the service deficit has become a chronic one. In the case of the project, it is evident that there is a lack of basis for local planning, since not even unequivocal data on population size and on deficits related to water and sewage were available. As a result, establishing numerical goals in absolute terms did not render a concrete measure of the possible impact of the project. This is because one is unaware of the relative figures that would enable verification of the evolution of the deficits of different items contemplated in sanitation (water supply, latrines, sanitary drainage, rectification of canals) taking into consideration the total population.  

For this reason it seems advisable to request that the potential grantee make available a minimum set of relevant data for the project design, whether they be obtained from other sources or collected by the grantee himself, so as to guarantee the technical coherence and operational viability of the project.

Bearing this in mind, it is worth recalling that CIDC itself realized that their activities is general were based on a statistical gap. So much so that in the proposal presented to the IAF, reference was made to the updating of the Socio-Demographic Map of the municipality, and the suggestion was even made to designate a joint committee to coordinate the local statistical plan as part of the project. The non-inclusion of this generic component was a correct decision on the part of the IAF. Even so, necessary basic statistical information for the project should have been prioritized, specifically because it was necessary for the definition of a system of indicators to monitor and evaluate the project. 

6.3 Capacity Building as a Specialized and Specific Project Component 

The practically obligatory inclusion of a capacity building component in IAF projects has produced ambivalent results. It is well known that the qualification of potential project beneficiaries is the most solid basis for development. Nevertheless, guaranteeing the efficiency of capacity building activities has generally proven to be a difficult problem for the grantee to solve, because he is often ill equipped for this. In order to comply with grant requirements he faces two options. The first, when the grantee decides to adopt an “internal” solution, falling back on improvised instructors from the community itself, without specific or didactic knowledge needed for the role. The second solution consists in agreeing to hire the services of specialized firms.

In either case, the possibility of failure is great if there is no clear focus or permanent and conscious effort directed at obtaining concrete results in terms of learning. In the former case, due to the unpreparedness of instructors and organizers of capacity building activities, and in the latter, owing to the gap between instructors, from the outside, and beneficiaries, who often do not understand the type of language used, nor the general context in which the courses are given. In both cases, the lack of success of capacity building programs goes undetected by sponsors since the requirement of the project is simply to consider number of courses given, the sum of resources used or the number of people attending meetings or seminars.

Therefore, it is advisable that the capacity building programs be defined in detail and linked to project goals, which, in the case of the CICD project, would have been sanitation. Faced with lack of funding from counterpart sources as had been defined in the project, the decision made by CIDC to work with the “internal” solution was possibly the only feasible one, but the lack of focus caused results to become irrelevant.

Only in the specific case of the vaccination campaign did the capacity building component work satisfactorily. The training system used by local hospital professionals to work with facilitators and community leaders in order to oversee the various stages of anti-polio and diphtheria vaccination was adequate and efficient to meet the proposed goals.   

6.4 Materialize the Theoretical Goal of Sustainability 


Local development projects often refer to the sustainability goal because, consensually, this is a desired characteristic.  

The CIDC proposal refers explicitly to ecological sustainability. Though the focus of the project was to enlarge and strengthen the sanitary structure in urban neighborhoods within an immediate periphery, as well as in rural communities, the project as it was defined certainly does not guarantee ecological sustainability. 

This expression is adequate in projects of a specific environmental nature, such as those of reforestation, recovery of fountainheads, reintroduction of flora and fauna, where activities and programs undertaken are capable of guaranteeing the preservation of a determined natural environment, despite the use (economical or otherwise) of its elements.  

In a final analysis, programs geared to improving urban infrastructure can, in theory, improve the environment. Nevertheless, the construction of dry cesspit latrines in poor areas with high population density, with no consideration given for systemic sanitary activities, does not quality project RD-306 as having an ecologically sustainable focus. 

6.5 The Importance of an Institutional and Political Basis 

CIDC was founded as a technical-operational arm of Town Hall, with which it held a privileged relationship. The change in government, with another party coming to power in the municipality, radically altered that relationship. The course of the project could have been greatly hampered were the NGO not so well structured on ample and solid ground, with powerful leadership and alliances. Though the mayor is the main organizer of municipal construction planning, the NGO detains the funds coming from abroad. 

In order to minimize operational problems of this nature it would be well to take into account the duration of the mayor’s mandate when having to set the period for project execution. 
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Cerrin Neighborhood. Pantuflas River Canal polluted by garbage.
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Water pipeline in Alta Gracia II (Tireo)
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Leakage from cesspit in El Chorro








� Indeed, the Census data does not adequately reflect the division of the population between urban and rural areas. Actually, along the demographic growth process, some areas that have undergone urbanization continued to be considered rural for statistical purposes. 


� In the course of the process and before signing the Grant Agreement, the Rivera family business was sold and, as a result, the financial support that the Rivera Foundation was to give to the project never materialized. This is why the Foundation is mentioned only in some of the early documents and not so later on. In the Grant Agreement document, the name of the Rivera Foundation was erased and substituted by the expression Local Business (page 4 of the Spanish version and Appendix A – Budget of the English version).  


� This was to have been the original contribution agreed upon with the Rivera Foundation that, when extinct, was substituted by the vaguely denominated group “local businessmen.” The contribution of resources from “others,” as well as that from Town Hall never materialized.   


� CIDC, Plan de Desarroloo Municipal de Constanza, December 1998, page 8. 


� It showed six people per family, a little higher than the average 5.8 used in the proposal from which the data was extracted for Table 1.  


� For details, see site � HYPERLINK "http://www.constancero.com/publicidad/ayuntamiento_constanza/" ��www.constancero.com/publicidad/ayuntamiento_constanza/�.


� Today, the volume of garbage in the Pantuflas and Constanza River canals, as well as in those that flow past Tireo bear witness to the lack of awareness on the part of the local population (see photo).


� The auditors have alerted to the fact that the signed agreement established an obligation as to counterpart contributions and that CIDC is required to keep its bookkeeping updated both in terms of IAF funds and counterpart funds (Auditing report, pg. 13).  


� PCI developed excellent work along these lines as co-participant in the ES-184 PROCOSAL project in El Salvador. 


� Two cases of polio have been confirmed in the neighborhood of Las Flores in Constanza, and two other cases in Altagracia II in Tireo. 


� Assessment made by Mr.Délio Guzman. 


� CIDC in partnership with the ILO.
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