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Transmittal of Survey\hepoft on the Food for Peace Program

With considerable pleasure I em sgending you the draft
report of the A/MP survey team with their findings and recommendations
on the Food for Peace Program within ATD., This survey has included
a full examination of Agency organization, procedures, and policy
guidance for IFocd for Peace as well as organization and staffing
needs of the Food for Peace Division.

The report is long and detailed, a reflection of the
complexity of the subject and our desire to thoroughly research mejor
aspects of the Program which have organizational, procedursl, and
functional implications. Because of the significance of the Program,
the survey team went to considerable effort to gather comprehensive
data and elicit information and views from magny individuals in
organizations involved in the Program. T concur in their feellng
that the current impact of Food for Peace and the need of the Agency
to focus on it more effectively in the future require that all facets
of Program administration be brought to the highest levels possible.

To the extent that time and circumstances have permitted,
we have initiated implementation action on certein recommendations.
- A member of my staff, Mr. Derwin Sharp, 1s presently working with

Dr. Forman to improve internal Food for Development Branch procedures,

including the implementetion of Recommendation 28 which proposed a

control mechanism to monitor program development. On the recom-

mendation of the survey team, the Assistent Administrator for

Administration has slready suthorized two ceilings for a program

officer to work on the nutrition program and s program review

officer (Recommendations 41 and 46). The survey team leader,

Mr. Richard F. Calhoun, and other members of my staff as necessary
‘will be available to assist you in implementing the recommendations
_for MR action. With regard to recommendations affecting other AID

organizations, I would like to discuss with you wemys in which

implementation might best be achieved. As a first step, and because
of the current interest and urgency in Food for Peace, distribution
of the survey report is being mede to the regional bureaus and
appropriate offlces.
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I would like to express my appreciation for the outstanding -
cooperation which all members of the Food for Peace Division gave
the survey team. The members of the team developed a high appreciation
of the competency and devotion to the Food for Peace Program exhibited
by your staff and found that this opinion is widely shared among
Agency personnel who work in close assoclation with Food for Peace
Division persomnel.

With the conclusion of this survey, we are prepared to
begin work on a survey of another portion of MR. I would be happy
to meet with you or have Mr. Fletcher of the Manesgement Assistance
Branch meet with a meuber of your staff to arrange for =2 continuation
of these survey activities.
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NARRATIVE SUMMARY

The exploding world population has brought many of the underdeveloped
nations to & crisis in hunger. All evidence clearly points to a sharply
rising demand for American food for many wears until production levels
overseas meet local needs. The United States, realizing that American
agriculture cannot itself indefinitely meet world food requirements,
is redirecting the thrust of its development assistance effort towards
the challenge of nutritionel deficiencies by encouraging the expansion
of agricultural production in the underdeveloped countries. Nevertheless,
during the coming years until increased food production levels can be
attained, American agricultural commodities will continue to fill the
gep between famine and survival in meny parts of the world.

As these food requirements become more urgent, however, the American
production and consumption picture is changing. The vast surplus stocks
which for years have characterized our domestic agricultural economy
are fast reaching minimal domestic requirements. Already there are
shortages in a few commodities, and for most commodities increased
preduction will have %o be spurred to meet United States and foreign
consumption levels. In this changing environment, the Agency must take
all necessary action so that food resources available through the Food
for Peace Program or its proposed successor, the Food for Freedom Act
of 1966, are used for maximum support of United States foreign policy
and developmental objectives.

It is vital that Agency management and Food for Peace Program personnel
have the administrative capabilities reguired to achieve Program poten-
tialities. This survey, which was requested by the Assistant Admini-
strator for Material Resources, has included an examination of AID
organization for Food for Peace, planning and programming procedures,
policy formulation, and program reporting and monitoring. While the
survey disclosed that the efforts of MR/FFP are well-considered in AID,
the survey team also identifled a variety of opportunities for improvement
throughout the Agency which merit management attention. During the
survey it was noted that Food for Peace has been subject to particularly
intensive GAO audit in the past two years. Implementation of the recom-
mendations of this report would strengthen many aspects of the Program
examined by GAO.

A. TFood for Peace Plamning

As food aid assumes a dramatically increased role in the United
States’s assistance efforts, the need becomes clear for planning procedures
designed to stimulate a review of food aid plans in terms of national
policy, assistance strategy, development priorities, and commodity
availabilities. The Agency requires a procedure by which planning levels
for Food for Peace would be proposed by the regional bureaus from the



context of the country program and set by the Administrator after program
review hearings. Provision should be mede for PC to provide USDA with
gross estimated projections of AID commodity needs early enough so that

ad justments can be made in the farm program mechanism to geperate adequate
commodity production. Early in the operational year when commodity
availabilities become known, USDA should inform ATD so that the Admini-
strator may revise program levels consistent with Agency priorities.

In addition, the format for the CAP Food for Peace submissions should

be standardized with narrative and statistical portions to promote
comprehensive mission food aid plamning, including Title TIX.

B. The Formulation and Issuance of Food for Peace Policy

Effective execution of Food for Peace responsibilities requires
that the Agency formulate and issue policy guidelines which (1) set
the broad role of Food for Peace in relation to country assistance
programs and (2) establish the technical and administrative criterils
which enable Program persomnel to plan, develop, and implement sound
programs. The first is primarily a PC responsibility; MR should provide
the second. TIn both policy areas, there are major omissions which
require attention. In addition, a special effort will be required to
translate new Food for Freedom legislatiwe provisions into operational
guidance after its passage by the Congress. For example, policies are
needed to guide Program personnel in shifting from foreign currency
to doller sales.

For regular and continuing efforts to provide administrative and
technical guidance to Program personnel, MR requires adequate staff and
organization focus for peolicy formulation. This report includes recom-
mendations which willl provide this capability. Nevertheless, the
impending need for implementing new legislation together with the
already existing need for policy eXpansion and clgrification reguire
that the Agency temporarily bring extraordinary resources to the task,
It is therefore recommended that a special task force consisting of
representatives from PC, MR, TCR, and the regional bureaus be established
under the Assistant Administrator for Administration to develop and
issue policy guidelines in areas of deficiency.

C. Program Development

MR/FFP exercises the primary role in Food for Peace program develop-
ment and has achieved a reputation for effective and responsive performance.
While the procedures for developing mission program proposals for submission
to the Interagency Staff Committee for approval are generally adequate,
certain aspects require attention.

(1) Although the menual orders reguire that a Program Approval
Authorizing Document be prepared in the bureaus for every Title I or
IV program, the PAAD format is inadequate and no document is every

e u 4
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prepared. A narrative paper similar-to a loen. paper or Title II Program
Determination is. reguired which would set -forth the purposes, circumstances,
and provisions of 'a proposed Title I or Title IV program. This paper
should. be cleared by the bureau plenning office, MR, PC, State/E,‘GC,
Sta$e/Legal, State desks, .and signed by the regional assistant admini-
strator. , . .

(2) Even though ATD has participated in the World Food Program: foxr
more than three yemrs, there is no clear Agency policy on the scope of
review which AID should meke of WFP proposaels. Operational experience
and interpretations of Agency responsibility have caused differences
of opinion as to the nature of the review which should be performed by
ATD, 1In view.of the increased participation in the World Food Program
by the United States during the next three years, an Agency policy on
the scope of review 1s urgently reguired. .

(3) The procedure for reviewing and approving Titles IT and TIT

_programs by the Interagency Staff Committee and its subcommittee is

duplicatory -and time-consuming. Agency management should urge .other
ISC. member agencies to concur in proposals made by the MRfFFP Food
for Development Branch Chief to streamline review procedures.

D. Food for Peace Reporting and Monitoring

The GAO has strongly criticized ATD in several audits for the
absence of .adequate reporting and monitoring mechanisms for Title IT
programs to provide Food for Peace personnel the means of monitoring
program progress and identifying .and correcting difficulties. At
present, no regular commodity .or program status information is aveailable
for Title II programs, and no program status data on Title IIT. This
survey report recommends a reporting system which would eliminate these
deficiencies. A procedure is also proposed to monitor the initiation
and pursuit of claims against Title IT inland losses, the absence of
which has been criticized by GAO. To assist Food for Development Branch
management in monitoring program development for about 40O Titles II &
IIT progrems, a program monitoring mechanism is proposed.

E. Agency Organization and Staffing for Food for Peace

Under present delegations of responsibility, the missions and
bureaus plan food aid uses and implement programs in the field. MR
provides technical and sdministrative poliey, develops programs proposed
by the fileld for submission to the Interagency Staff Committee for
approval, and works with USDA and the voluntary agency headquarters in
the United States in implementation matters. This division of responsi-
bility is appropriate and sound to relate the requirements of ATD
organization and operations with the unigue circumstances imposed by
interagency Program responsibilities and relationships with private
groups such as the voluntary agencies. The bureaus, however, have
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not provided adequate foeus in Washlngton to- perform their a591gned
functions -- partlcularly'the ‘planning of food aid in relationtto the
overall country programs Therefore, each bureau ghould establlish one-
or more (depending upon the size and nature of 1its Food for Péace
activities) Food for Peace Coordinators in lts development planning
office to perform needed planning, implementatlon, and administrative
responsibilities. MR, while generally well organized to meet its
responsibilitles, lacks organizetional focus for the development of
technical and sdministrative policy. Ir addition, the externsl orienta-
tion of the MR/FFP Division Chief?s.’ functlons and -the heavy workload
imposed by the World Food Program on the Asslstant Chlef have created
an vrgent need for sn Assistant - Chief for Operations to superv1se
and coor@inaste the operating brenches and staffs of the Divigion. To
better execute its responsibilities, the Division requires eight
additional personnel.

Success 1n Food for Peace operations overseas depends on the |
presence of carefully selected and well-trained’ Food for Peace. Officersy
The bureaus should perlodically reassess local conditlons to determine
if additional FFP Officers are required, 1nc1ud1ng individuals ‘appointed
to serve an area of several countries, and request AA/A for ceiling when
Justified. DBureau selection should be done in concert with MR/FFP
which can evaluate technical gualifications. The Agency should encourage
rotational assignments of Food for Peace Officers in Washingbton and
should design en sppropriate training vprogram for them. To provide a
suitable career ladder, encourage capable personnel to enter the Foed
Tor Peace field for ome or more tours of duty, and because of the
importance of effective planning to Program objectives, the Food for
Peace field personnel should be assoclated with the program plannlng
career category rather than the agrieculturist.

1 . "
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SUMMARY OF FINDINGS AND RECOMMENDATIONS

TIL. Background and Development of the Food for Peace Program

FIHDING:

In addition to expending international trade and generating foreign
currencies, the Food for Peace legislation was designed to make the most
efficient use and generally reduce quantities of surplus agricultural
commoditles. Because of the success of the Food for Peace and domestic
farm programs, the problem of surplus preoduction has largely disappeared.
As a result, agricultural commodity requirements in the assistance
program will have to be met by increased production, thereby requiring
that food aid planning and programming processes be designed carefully
so that optimal wvelue of ‘these commodities can be achiewved.

FTHDING

Under stetutory and executive assigmments of responsibility, numerous
federal agencies participate in various feacets-of Program operations.
Their differing and sometimes conflicting views of Food for Peace objectives
make Program administration difficult and require that ATD responsibilities
be organized and executed to provide adequate focus on interagency
relationships, as well as on policy needs and planning, programming,
and implementation actlivities. :

FINDING:

Under an explicit AID gulding principle that Food for Peace
programs should be developed as integral parts of the over-all foreign
assistance program for each recipient country, the regional bureaus are
charged in general with planning Food Tor Peace applications, initiating
program proposals, and implementing or monitoring the implementation of
programs. MR is responsible for various aspects of the program development

.and approval process, developing fechnical instructions and guidelines,

and negotiating and meking Titles I and IV agreements.



ITT. Agency Organization for Food for Peace

FINDING:

The present division of responsibilities between MR/FFP and the
regional bureaus in the Food for Peace Program is, in broad outline,
basically sound and well designed to effectively relate the requirements
of ATD organization and operations with the unigue circumstances imposeqd
by interagency Program responsibilities and relationships with private
groups such as voluntary agencies.

FIRDIKG:

Regional bureau focus on Food for Peace -~ as reflected by the
assignment of personnel to Program responsibilities in AID/W and the
attention given such bureau functions as food aid planning and program
execution and monitoring -~ is inadequate to assure that Program poben-
tlalities can be achieved. -

HHHAH X

RECOMMENDATION NO, 1:

A. That A/MP recommend to AA/A that one Food for Peace Coordinator
position be authorized for each regional bureau program office.

B. That each regional buresau:

(1) create in the bureau program office one or more (depending
upon Program volume and characteristics} Food for Peace
Coordinator positions with responsibilities and functions
as described in the text of this report; and

(2} £i11 such positions with gqualified individuals who .are
knowledgeable of Food for Peace operations, preferably
experienced mission Food for Peasce Officers.

FINDING:

To, strengthen their Food for Peace operations, the buregus require
& focal point with responsibilities for supporting the desks in Food for
Peace planning, execution, and monitoring, for working with MB/FFP in
program development, and providing support to mission Food for Peace
gctivities.
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FINDING:

The Office of Program Coordination, as a principal staff srm of
the Administrator, is the appropriete organization to formulate and
issue broed AID policy relating to food aid and to determine Agency Food
for Peace planning levels, including the allocation of limited agri-
cultural commoaity resources among compebing country programs.

FINDING:

The Office of Materiasl Resources, as a central staff office with
overall Program perspective, technical expertise, and operabing
experience, is the-appropriate -organization to develop and issue
technical and administrative policy guidelines designed to direct the
application of food aid resources to specific program needs, and to
review, process, and submit Food for Peace program proposals to the
Interagency Staff Committee.

IV. Development of Food for Peace Policy

RECOMMENDATION NO. 21

That the AA[A establish & specisl task force with representatives
from MR, TCR, PC, regional bureaus, and MP/FDD to formulate and issue
Food for Peace policy guidance.

FINDING:

The present backlog in formulating and issuing Food for Peace
policy guidance, and the need to translate Food for Freedom legislation
into operational policy when enacted, reguire that the Agency temporarily
provide special manpower resources for adequate performance of this work.

RECOMMENDATTION NO. 3:

That the AA/PC make every effort to formulate and issue broad
Program policy to meet existing deficiencies,



FINDING:

-The Agency lacks adeguate policy guidance on broad. issues. such as
relating food aid to other assistance resources, Food for Peace Program
objectives, and planning criteria. '

W RSB

RECOMMENDATTON NO. L:

That AA/PC, in cooperation with MR/EFP, Tormulate necessary policy
requirements for Title I and Title IV programs, such as "usual marketings"
end criteria for switching from Title I to Title IV programs, and incop-
porate them into the ATD Manusal.

RECOMMENDATION NO. 5:

~ That MB/FFP amend M,0. 1142.1 by incorporating the provisions of
Manual Cireular 10:46 of July 19, 1965, on AID financing of "basic rates"
of ocean charges for Title I commodities.

FINDING:
While generally adequate, the manuai orders for Title I and

Title IV programs omit various policy questions and have not been
amended to reflect manual circular content.

RECOMMENDATIONS NOS, 6 TO 1k:

That MR/FFP complete the development of Title IT and Title ITT
policies and procedures to meet the deficiencies identified in the
text of this report.

FINDING:

There are several major provisions of Titles IT and ITL authority
for which no policy and procedural manual orders have been developed
and issued, including Section 201 emergency relief, Section 203
authority to use Title I local currencies to improve Titles IT and ITT
programs, and the World Food Program.

s
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V. Food for Peace Planning

RECOMMENDATTON WO. 15

That PC direct the regional bureasus {0 provide all estimates of
Food for Peace plenning levels when required, in accordance with manual
order provisions.

FINDING:

Food for Pesce planning levels provided to PC for budget review
and Congressional Presentation purposes are set primarily by MR/FFP
from operating experience and program knowledge, rather than by the
regional bureaus from the criteria of political, economic, and develop-
mental need. This approach, which emphasizes the separation of Food for
Peace from the rest of the assistance effort, is contrary to the Food
for Peace manuel orders, which state that the regional bureaus will be

.respornsible for providing plenning levels.

LTy

RECOMMENDATTION NO. 16;

Thet the regional buresus, aided by MP/MGT and MR/FFP, re-evaluate
country needs and potentislities to determine mission Food for Peace
Officer manpower requirements,

FINDING:

- Effective performance of Agency responsibilities under the.Food for
Peace Program requires mission capebility to plan, implement, and evaluate
Food for Peace programs. It is the experience of bureau management
personnel that implementation of Food for Peace Programs is more effective
in these missions having Food for Peace Officers.

FHHRAH

RECOMMENDATION NO. 17:

That PC, with the assistance of MR/FFP and MP/PDD, develop a
standerd format for the Food for Peace presentation in the CAP, inecluding
comprehensive statistical and narrative evaluations and plans.

FINDING:

Effective review of food aid planning in AID/W requires comprehensive
statistical and narrative descriptions of programs and projects, as well
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as broad analyses of Food for Peaceé needs in the context of country .
economic and developmental requirements and ATD assistance plans. FExcept
for E~2 commodity statistics there is no provision for comprehen51ve
treatment of food aid plans in the CAP and, as a result, the CAP
submissions follow no standsrd format and vary widely in the quallty

and depth of treatment .

RSN

RECOMMENDATTON NO. 18:

That:
a. the regionel hureaus and missions review voluntary agency
Title IIT program plens to assure general conformity to-
the objectives of bhe country assistarce programs; and

b MR/FFP, with the assistance of MP/PDD, amend the manual
orders to require that the missions specifically comment
on such conformity in the narrative Program Plan Review
Report and in evglugtions of Title III plans within CAP
submissions.,

FINDING:
Although Title IIT now avthorizes self-help projects with potentially
significant impect on development activity, there is limited Agency

review of Title IIT programs within the context of the overall country
assistance effort, .

A

RECOMMENDATION WO, 19:

That MR/FFP, with the assistance of MP/PDD revise the Title ITI
manual orders to require that the voluntary agencies submit annual program
Plans with three year projections comparasble to the CAP and containing
narrative and statistical support in accord with e standard formst. The
submission should be timed so that both the plans and mission evaluation
may be included in the CAP.

FINDING:

The format and periodicity of veluntery agency Title-IIT Progrem
Plens discourage annuel program revisions to reflect new Agency policy
or legislative direction and do not engender adequate review in the
context .of the country assistance program.
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RECOMMENDATION NO., 20:

That the regional bureaus establish Food for Peace program levels
concurrently with and in relation to the other portions of country
programs by means of regular yprogramming mechanisms such as the bureasun
CAP review hearings.

FINDING:

The regional buresus are the appropriate organizations to develop
comprehensive Food for Peace planming levels in the context of the
overall country programs for the Agency's program review determinations.

AN

RECOMMENDATTON NO. 21:

Thaet the Administrator and PC as his staff arm set tentative Food
for Peace program levels as e result of the CAP]LAS program review hearings.

FINDING:
Growing program needs and declining surpluses require thet commodity

resources be plenned and allocated carefully among programs in terms of
political, economic, and developmental criteria.

O

RECOMMENDATION NO, 22:

That PC provide USDA with ATD estimates of Food for Peace commodity
requirements for.the budget year at the conclusion of the Agency program
review hearings and after tentative program level decisions have been
made by the Administrator.

FINDING:
The Agency does not provide USDA with comprehensive estimates of
comodity requirements for all Food for Peace programs -- as determined

by the Administrator -- for USDA use in forecasting commodity exports
gnd planning acquisition levels in an environment of declining surpluses.

HEHAEK



RECOMMENDATION NO., 23:

That:

a., EC.request USDA to provide the Agency with estimates of.
comnodity avellabilities when known\by apprpx1mately‘yhe
beginning of the operational year; and

b. the Administrator, or PC as his staff arm, confirm or
revise as appropriste the tentative program levels
previously established..

FPINDING:
.2 : .
To properly allocate scarce commodities among competing programs,
a procedure is needed whereby the Agency would approve or revise

previously approved progrem levels in light of commodity availsbility
forecasts provided by USDA.

VI. Developing Food for Pesace Programs

RECOMMENDATION NO. 24:

r

That MR/FFP, with the assistence of MP/PDD and in cooperation with
PC and the regional buregus, (1) prepare a proposed document formsat
for a Food for Peace Titles I or IV position paper to replace the PAAD;
and (2) amend the manual orders to reflect its use. The document should
be prepared by the buresu (desk).in close cooperation with the appropriate
MR/FFP program ofTicer, reviewed and cleared by the bureauv planning
office, signed by the regional assistant administrator, and cleared by
eppropriate organizations including PC, MR, State bureaus, snd State/E.

FIWDING:

Contrary to manual order provisions, nelther Program Assistance
Approval Documents nor any substitute documents are prepared for Title
I and Title IV programs, partly because the PAAD format is unsuitable
for Food for Peace application. As a result there is no document
setting forth the political, economic, and developmental position of
ATD and State on which bureau and Agency menagement mey focus for review
purposes.

E* v ) G‘P- - -l‘

RECOMMENDATION WO, 25:

That GC and State/Legal, in cooperation with MR and the regional
buregus, continue their efforts to formulate and implement procedures
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whereby an initial agreement couched in broad terms between the United
States and the recipient country would serve as the basic agreement
implemented by annusl progranms.

FINDING:
The present procedure of processing all Title T and Title IV

programs as international agreements with-inclusion of the agreements
in the treaty series is cumbersome,

RECOMMENDATTON NO. 26:

Thet PC, in cooperation with MR, formulete and issue an Agency
policy on the review of World Food Program proposals to establish the
nature of the review and its scope.

FINDING:

Cperating experience during the three year trial period of the
World Food Program has generated within ATD wide differences of opinion
on the degree and nature of the review of program proposals, but no
Agency policy has been developed setting forth bureau and MR/FFP review
responsibilities.

FEHNR

RECOMMENDATTION NO. 27T:

That the Assistant Administrator, MR, in cooperation with PC
because of its concern for progremming procedures, initiate discussions
with sppropriastely high levels in USDA and other ISC agencies to urge
their concurrence in the revision of review and spproval procedures as
proposed by the Chief, Food for Development Branch, MR/FFP4

FINDING:

The present ISC review and approval process for Title IT gnd Title
ITT program proposals is duplicatory and time consuming.

HRRHEN
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viT, Reporting and Monitoring, Titles II and IIT

RECOMMENDATTON NO, 281

That MR/FFP, with the assistance of MP/MGT, instell a control board
designed to provide Branch management with information of program status,
length of processing delays, and asreas of consistent procedural inadequacy.

FINDING:

¢ There 1s no satisfactory method to monitor program development
staltus in the Food for Development Brench for the more then 40O program

proposals each yeer.

RECOMMENDATION NO, 29:

That MR/FFP, in cooperation with MP/PDD and in coordination with
theﬁAID Information Systems Task Force, implement a reporting system
such as’ proposed in Appendlx E.

FINDING:
An urgent requirement for adequate management of the Title 1T

and Title ITT donations program is a reporting system designed to prov1de
AID/W with information on commodity and project status.

a2

RECOMMENDATION WO, 30:

Thet MR/FFP and A/MP evaluate continuing informetion needs after
parallel opergtion of the present and proposed reporting systems and
eliminate or modify present reports accordingly.

FINDING:
. There is duplication in the contents of present Title TIT and

Title ITT reports and hetween the present reports and -the contents
of the reporting system proposed above (Recommendation 29).
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RECOMMENDATTON NO. 3l:

That MR/FFP with the assistance of_MP/PDD alter manuel order
procedures to provide that the . missions submit commodity requests by
cable or sgirgram as appropriate directly to USDA with informetion copies
to MR/FFP. USDA should then respond similasrly to the missions.

FINDING:
Submission of commodity requests by the missions directly to USDA,

rather than through MR/FFP, would provide a Slmpler end more direct
procedure. . .

VII1. Program Audit Reviey -

FINDING?

The assignment by A/CONT of action for implementing sudit recom-
mendations to regional buregus and missions for all operational matters
and to MR for recommendations relailng to policy, procedures, programming,
and other-agency functions -- as well as all GAO audit action -- is
appropriate and should be continued.

FRHHHN

FINDING:

To meke full use of audit findings, the Food for Peace Division
requires the capability of translating Food for Peace programming and
operational deficilencies revealed by auvdit reports into technical and
administrative policies and procedures. (Specific recommendations
concerning the staffing and orgenizational implications of this finding
are contalined 1n Section X of this report, MR Organization and Staffing. )

RECOMMENDATION NO. 32:

That A/CONT, with the assistance of MR/FFP and MP/PDD, prepare and
issue a manual order prescribing s procedure as described in the text
of the report for the initiation and monitoring of cleims actions against
Title 1T inland losses.
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FINDING:

The Agency does not have sdequate procedures for initiating and
monitoring claims’ actions ageinst Title IT inland losses to ‘assure that
all payments for recovery due USDA are made, of for reporting through
USDA to BOB and Tréasury information on accounts receivable.

IX. Mission Food for Peace Officers

RECOMMENDATTON NO. 33:

That the buresn Food for Peace Coordingtor aessist in reviewing
candidate qualifications and selecting mission FFP Officers, and serve
as liaison with MR/FFP in regularly securing their essistence in
eveluating candidates and recommending potential recruits.

FINDING:

The activities of & Food for Peace Officer are diverse, -and
include such varied fields as program plamning, agricultural economics,
and commumity development. Because of the broasd requirements of the
position, a review of qualifications by personnel with knowledge of
Food for Peece functions and operations would greatly essist the
bureaus in assessing candidates for selection.

RECOMMENDATION NO. 3h4:

Thet A/PA, in cooperation with MR/FFP and the régional bureaus,

design a formal training program for all mission Food for Peace Officers,

ineluding: (1) en introductory orientation- course to acquaint them
with, P.L. 480, ATD functionel responsibility in FFP progrems, and
inter-agency relationships; and (2) & work assignment with MR/FFP
of adequete duration (e.g., three to four months) during which they
would participate in sll phases of program development.

FINDING:

Present training for ¥FFP Officers is irregular and inadequate, at
times limited to & few hours of briefings.’

KRR
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RECOMMENDATTION NO. 35%

Thet the regional buresus, in cooperstion with MR/FFP, regularly
assign gqualified misslon Food for Peace personnel to ATD/W Food for -
Peace positions on rotational tours of duty in conformity with-Agency
policy ag2 set forth in Manuval Order 418.2, Assignments, Tours of Duty,
end Related Acticons - Forelgn Service,

FINDING:

Because feW'AID/W Food for Pemce personnel hgve had field experience
in this Program, rotatlional assignments of mission FFP Officers to.
Washington would contribute to Program effectiveness by bringing mission
experience to ATD/W activities and by educating rotatees in Washington
procedures and reguirements for subsequent field assignments.

RECOMMENDATION NO. 36:

Thatb A/PA, in cooperstion with the regional bureaus and MR/FFP,
gasociagte Food for Peace Officers with the program officer category,
develop suitable career patterns for such personnel, and transfer FFP
Officer performance evalwation responsibllity from the agriculture
panel to the program officer panel, with provision for partiecipetion
of representatives from Food for Peace activitles and supply mansgement
personnel. )

FINDING:

Food for Peace Officers are generally considered as agriculturists
for performance evglugbion purposes -- s field little related to the-
duties of FFP Officers -~ &nd no career development pattern has been
formulated for them.

p MR Organizetlion and Staffing for Foocd for Peace

RECOMMENDATION NO. 373

That A/MP recommend to AASA that one position ceiling be allocated to
AA/MR to establish a position for Assistant Chief for Operations in the
Food for Peace Division.
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FINDING:

Because the Division Chief's work is focused largely on external
lisison and activities, and because the Assistant Chief "is assigned
major responsibilities concerning the World Food Program, the Division
lacks effective menesgement supervisions

RECOMMENDATION NO. 38:

That A/MP recommend to AA/A.that.a'position ceiling be allocated to
AA/MR for the establishment of & secretarial position to serve the
Asgistant Chief for Operations.

FINDING:
The clerical personnel in the Office of the Chief, MR/FFP, are

fully employed snd could not provide secretarial services to the proposed
Assistant Chief for Operations.

P
FINDING:

The professional and clericel staffing of the Food Resources
Branch is appropriste in relation to Branch workload.

RECOMMENDATION NO. 39:

That MR/FFP reorganize the responsibilities of the Assistent and
Asgociate Chiefs of the Food for Development Branch as steffing chenges
permit so that a8ll responsibilities relating to dey-to-day Branch manage-
ment of Title IT and Title TTI progrems, as well as supervision of
program officers, be assigned to one Assistant Chief position and that
the residuel duties such as commodity specialist functions, special
asgignments, and general staff support be assigned to a Special Assistant
position.

FINDING:
The Food for Develomment Branch requires a single Assistant Chief

with primery responsibility for dey-to-day Branch mensgement and super-
vision over program officers in both Title IT and Title ITI program areas.
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RECOMMENDATTON NO. hoO:

That A/MP recommend to AA/A that two position ceilings be allocated
to AA/MR for increased program officer staffing.

FINDING:
The present steffing of program officers in the Food for
Development Branch is inadequate for proper review of program proposals

and does not permit monitoring of program implementation to assure
effective opersgtions.

RECOMMENDATION NO. 41t

That A/MP recommend to AA/A that a position ceiling be allocated
to AA/MR for the establishment of a position in the Food for Development
Branch to execute MR responsibilities in the Agency's program to raise
nubtritional levels through Food for Peace.

FIDING:

Agency emphasis on malnutrition requires that the Food for Develop-
ment Branch establish a focal point to work in associstion with TCR,
USDA, and other federal and privete organizations for the conversion of
nutrition research findings into specific Food for Peace programs.,

RECOMMENDATION NO. h2:

That A/MP recommend to AA/A that one position ceiling be allocated
to AA/MR for the establishment of a Staff Assistant position in the Food
for Development Branch.

FINDING:

The Food for- Development Branch requires a Staff Assistant position
to monitor program development and approval, perform preliminary ansalyses
of Title ITT program proposals, and serve as executive secretary of the
I5C Bubcommittee.
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RECOMMENDATTON NO. 43: {
4
That AA/MR transfer the Surplu jCommodity'Specialist Foods Officer
from the Operstions Brench to the Fo ?d for Development Branch

FINDING?

The work of the Surplus Commodity Specialist Foods Officer now in
the Operations Branch is closely associated with the work of the program
officers on Title TI sctivities and largely unreleted to the duties of
the Operatlons Branch staff. .

RECOMMENDATTON NO. ks

That A/MP recommend to AA/A thet one additional position ceiling
be allocated to AA/MR for & clericegl position in the Food.for . Development
Branch. i C

FINDING:
Clericel staffing in the Food for Development Branch is adequate
to serve present professional staffing; but the three professional

positions proposed by this report for the Branch will reguire one
additional secretaxry for clerical .support.

RECOMMENDATTON NO. 453

That AA/MR esteblish & Program Review and Policy Development Staff
under the Assistant Division Chief and steffed by the personnel of the
present Program Review Section and by the.Chief and one, Procurement
Clerk (Stenc) of the present Operations Branch.

RECOMMENDATTON 0. 461

Thet A/MP recommend to AA/A that one position ceiling be allocated
to AA/MR for the establishment of & position within the yroposed Program
Review and Policy Development Staff. The incumbent of this position
would be responsible for the formiletion of administrative and technical
policy guidance, '

FINDING:
The Food for Pemce Division requires a steff with respongibility

for reviewing, evaluating, and coordinating responses to audit reports
and for the formulation end issuance of technical and administrative
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policy guidance. The staff should be adequately provided with personnel
and organizationally separated from the operating branches and staffs
of the Division.

FREERE

FINDING:

When the two existing vacancies are filled, the Progrem Support.
Staff will have adequate personnel to perform the duties presently
assigned and the new workload which will result from implementation
of the recommendations of this report.

HAXELK

RECOMMENDATTON NO. LT3

That MR/FFP establish the Agricultural Rescurces Staff under the
Assistant Chief for Operations and staff it with the residual personnel
of the Operations Brench. The orgenizational placement of fthese
personnel should he re-examined during the A/MP survey of MR/IRD.

FINDING

The residual personnel of the present Operations Branch do not
relagte In function to any branch or staff of the Division organization
as proposed.
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I. INTRODUCTION

In response to a request of the Assistant Administrator for
Material Resources, the Office of Mansgement Planning has conducted a
survey of the Food for Peace Program within the Agency for International
Development. Specific objectives included the identification of pro-
cedural and management problems, appraisal of organizational soundness,
and establishment of appropriate program staffing requirements in MR.
After initial meetings with the Assoclate Assistant Aaministrator (Special
Resources) and the Chief, Food for Peace Diviegion, the survey was
initiated in August, 1965.

The survey has been conducted primarily by extensive interviews
with personnel of the Food for Peace Diwvision and by discussions on
various aspects of the program with numerous individugls in AID regional
bureaus and central staff offices, the Bureau of the Budget, the Office of
the Director of Food for Peace, the Department of Agriculture, and the
headquarters of several private voluntary agencies which participate in the
Program. Within the regional bureaus, sbout thirty desk personnel were
consulted as well as others in the regicnal planning divisions and msnage-
ment operations offices.

In addition to these Interviews, the survey team used such
analytical techniques as work flow charts, program file analysis, workload
counts, and documentary research including exsminations of Country

Assistance Program submissions and audit reports. The team meubers attended

meetings of the Interagency Staff Committee and the ISC Subcommittee for
Titles IT and III programs.

The survey team wishes to express its appreciation for the
asgistance offered by all MR personnel and particularly those of the Food -
for Peace Division. In all cases they provided the team with outstanding
cooperation.
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1T, BACKGROUND AND DEVELOPMENT OF THE FOOD FOR PEACE PROGRAM

A. Origin and Growth of Food for Peace

‘for economic assistance

1. Early Food Aid

Following its establishment, in 1947, the Organization for European
Economic Cooperation determined the reguirements, availabilities, and

deficits of food, clothing, end industrial machinery in each of the devastated

countries of Burope. The United States responded to Furopean needs .with
the Marshall Plan, which was enacted into law as the Beconomic Cooperation
Act, a part of the Foreign Assistance Act of 1948. During the four years
of the Marshall Plan, from 1948 to 1952, American exports bf agricultural
commodities were in excess of $4.5 billion, including $2 billion in cotton,
$2 billion in bread and coarse grains, and $329 million in fats and oils.

. A second provision of the Foreign Assistance Act of 1948 authorized
ald to the Republic of China. By 1950, however, mainland China had fallen
to- the communist regime and, in that year, the Foreign Assistancé Act
authorized the use of more than $100 million in residual China aid.funds
"...in the general area of China". Under this
authority, programs were initiated in Indonesia, Thailand, Burma, and the
Philippines, ’

Concurrent with the administration of these two .provisions of the
Foreign Assistance Act, Congress passed the Mutual Defense Assistance Act
which authorized grant military aid to friendly countries as a means of
strengthening defenses against possible communist expansion. By this Act,
defense support was added to economic assistance.

In 1951, the Congress passed the Mutual Security Aét-of 1951 which
provided for the termination of the Economic Cooperation Administration
(Marshall Plan) and the transfer of its functions to the new Mutual Security
Administration (MSA). This Act, which provided for military aid, defense
support, economic, and food aid assistance, brought together in one agency
the activities previously executed under both the Economic Cooperation Act
and the Mutual Defense Assistance Act.

In 1953, the Congress added Section 550 to the Mutual Security Act
to provide that between $100 and $250 million of the funds appropriated
under that Act for FY 1954 be used to finance the purchase of surplus
American agricultural commodities by friendly foreign countries. The
local currencies .generated from these transactions were placed in special
United States accounts within the recipient countries to provide military
assistance, purchase goods or services, make loans, increase production for
domestic needs, and develop new markets on a mutually beneficial basis.,
Total Mutual Security Act sales of surplus agricultural commodities during
the period from 1954 to 1961 were $2.1 billion.
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2. TFood Aid Through Voluntary Agencies

The present P.L. 480 Title TIII donations program by means of
private voluntary agencies derives originally from the-Agricultural -Act
of 1949, Section 116 of that Act stated that the Commodity Credit
Corporation might provide commodities acquired through price support
operations, and in danger of spoilage, to private welfare organizations
for the assistance of needy persons outside of. the United States at no
cost save handling and transportation from the point of storage. In
1954, this program was incorporated into P.L. 480 as Title IIT, but was
refined by specifying commodities which might be acquired by voluntary
agencies registered with the Committee on Voluntary Foreign Aid. Subsequent
provisions provided for government payment of tran5portatlon costs to the

port of entry.
‘3. “The Growth of P.L. 480

Until the passage of the Agricultural Trade Development and
Assistance Act of. 1954k “(P.L. 480), food assistance had been given under
the Mutual Security Act'and its predecessor legislation. The Mutual .
Securlty Act had stressed the use of money-and materials, including food
commodities, for military assistance, With'the passage of P.L. 180,
however, a shift was mede.towards greater utilization of food as a tool
for economic development. Section 2 of P.L. LB0 states that it-is the
policy of the Congress to expand international trade between the.United
States and foreign nations and to use foreign currencies which- accrue to
the United States to encourage economic development, purchase strategic
materials, pay Americen obligations abroad, promote collective strength,
and foster in &ther ways the foreign policy of the United States: 1In
addition, the Act was designed to make the most efficient use of and
generally reduce quantities of surplus agricultural commodities, thereby
promoting the economic stability of American agriculture.

P.L. L8O was not introduced for the purpose of replacing the pro-
visions of the Mutual Security Act, but rather was intended to be a tool
to supplement the. overall United States policy towards .developing countries.
Surplus commodities were provided under both Acts until 1961, the last
year of the Mutual Security Act. While efforts were made to avoid dupli-
cation in the application of the two acts, overlap and competition did
exist, although about one-third of P.L. 480 aid was to sountries not
receiving commodities under the Mutual Security Act. Beginuning in 1957,
it became increasingly difficult to utilize Mutual Security funds to
finance the sale of surplus agricultural commodities because of the greater
demand for non-agricultural products available through that aAct. In
1955, Mutual Security Aet agricultural sales were $445 million, but by
1961 had declined to $178 million, In order to meet the minimal food
sales level requirements set by the Mutual Security Act, it was necessary
to use triangular trade transactions with Western Europe under which those
countries would accept commodities in payment for non-agricultural goods
transferred to the recipient underdeveloped countries. These transactions
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were difficult to arrange and in many cases merely replaced an approximately
equal volume of agricultural purchases that the Western Furopean nations
would have made from the United States with their own dollar exchange.

Under PlL. h80, the United States exported approximately $13-billion
worth of agricultural commodities during the period 1955 to 1964. A4s a
percentage of total United States agricultural exports, these commodities
have averaged almost thirty percent. In FY 1964, commodities transferred
under the Progrem amounted to $1,698 million, sbout forty percent of the
entire foreign assistance program. Wheat, cotton, and vegetable oils have
formed the bulk of the commodities shipped. Through this program, the aim
of disposal of surplus commodities has largely been achieved. Surplus

. stocks of several commodities, particularly fats and oils, dairy products,

and rice have been reduced to low levels. It is reported that at the
present rate of usage, wheat stocks will reach a level eguivalent to six
months requirements for the domestic market before 1970. Because of the
success of the P.L., 480 program, coupled with the farm soil bank program
and increasing domestic consumption, the problem of surplus American
production of food commoditi€s has largely disappeared. As a result,
agricultural commodity requirements in the assistance program will have
to be met by increased production if present program levels are to be met.
Tt i1s this new characteristic of the food aid program which demands that
plenning end programming processes be streamlined so that full value ‘of
these commodities can be realized.

" FINDING:

‘In - addition to expanding international trade and -
generating foreign currencies, the Food for Peace legislation
was designed to make the most efficient use and generally
reduce guantities of surplus agricultural commodities.
Because of the success of the Food for Peace and domestic
farm programs, the problem of surplus production has
largely disappeared. As a result, sgricultural commodity
requirements in the assistance program will have to be
met by increased production, thereby requiring that food
gid planning and programming processes be designed carefully
so that optimal value of these commodities can be achieved.

B. Interagency Relationships in Food for Peace

The legislation underlying the Food for Peace Program, the Agricultural
Trade Development and Assistance Act of 1954 (P.L. 480), assigns Program
authority to the President with the following exceptions: Title IIT
authority is assigned directly to the Secretary of Agriculture and the
Commodity Credit Corporation, and under Title IV the Secrevary of Agriculture
is empowered to enter into dollar sales arrangements with privete tTrade
entitits, set interest rates, and enter into agreements with other exporting
nations for their participation in the supply and assistance program suthorized.
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1. Assigoment of Responsibilities by Executive Order

The President delegated his responsibilities under the Act by
Executive Order 10900 of January 5, 1960. . Broadly speaking, responsibi-
lities under Titles I and TV were delegated to the Secretary of Agriculture
and those under Title IT to the Secretary of State (who subsequently
redelegated suthority to ATD). The Secretary of State was given responsi-
bility for negotiating and entering into agreements with friendly nations
or groups of nations. Furthermore, all functions under the Act, however
vested or assigned, are subject to the responsibilities of the Secretary
of State relating to foreign policy. With respect to local currencies
accruing under Title I sales, various agencies including the Bureau of the
Budget and the Treasury Department are assigned responsibillity for the .
administration and use of such funds. The Executive Order also assigned
broad ccordinating and supervisory responsibilities to a Director of the
Food for Peace Program. This last provision was amended by an Executive
Order dated October 20, 1965, which transferred the functions of the
Director to the Secretary of State and created a position of Special
Assistant to the Secretary to pefrform them.

Under the provisions of a memorandum of agreement between USDA
and ICA which was signed in 1960, the latter agency (and now ATD) assumed
primary responsibility for administering Title IIT programs. Specifically,
the Agency: (1) issues basic program instructions; (2) works with
voluntary agencies in regard to their program plans, commodity requirements,
and field operations; (3) evaluates their plans and requirements, and
presents them to the Interagency Staff Committee (TSC); (4) administers
U.8. overseas activities under the Program; {5) performs program audits;
(6) assists the voluntary agencies in making working arrangements with
coopersting governments; and (7) keeps USDA informed on approved plans,
results of audits, major problems, and claim matters.

The USDA retained responsibility for: (1) determining types and
gquantities of commodities available for distribution; (2) preparing and
issuing overall Program regulations after coasultation with the Agency;

(3) approving and processing commodity requests from.the voluntary agencies,
including arrangements for the procurement, packagling, and delivery of
commodities to the voluntary agencies at the port .of export; (&) maintaining
program records; and (5) taking claim action.

2. Interagency Staff Committee

Because of the interagency responsibilities under Titles I, IIT,
and IV, and because the Secretary of Agriculture must determine the
commodities aveileble for Title IT programs, he established the Interagency
Staff Committee (ISC) as a mechanism to coordinate activities. Chaired
by the Foreign Agriculture Service (¥FAS), the ISC in effect makes program
determinations on the Secretary's behalf. In the event of disagreements,
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the issues are referred to appropriate higher levels within the agencies
concerned for resolution. Membership in the ISC is broad, including
USDA, “State, ATID, BOB, Treasury, Defense, Commerce, and other agencies
which have interest in local currencies generated under Title I.

Because the majority of the agencies have no responsibilities for
or interest in Title IT and Title III programs which do not generate local
currencies, a sub-committee was established for such programs with a
narrover membership ineluding BOB, USDA, State, and AID, It is chaired
by the Food for Peace Division, which is located in ATD, in the Office
of Material Resources (MR/FFP)- The Foo% for Peace Division is composed
of program officers who develop programs— for each of the four titles of
P.L. 480, commodity specialists who provide information on technical details
such as packaging and storage requirements, and a support staff providing
statistical and narrative report information.

3. Program Functions for Titles I and IV

In the case of Title T and Title IV sales programs, USDA develops
the program proposed by the country team overseas and presents it to the
ISC. The AID role -- executed by MR/FFP -- is to develop a joint State
and ATD position on the proposal and, in concert with other agencies
represented, reach agreement in the IS5C. Subsequently USDA prepares
draft negotiating instructions; but AID refines them as necessary and,
after appropriate clearances, sends them to the field. The Assistant
Administrator, MR, under Delegation of Authority No. 23, gives both
the negotiating authority to the field and, when agreement has been
obtained with the host government, authority to sign the agreement. During
the negotiations, MR/FFP largely provides support to the negotiating team
as required., After the agreement is signed, execution is the responsibility
of USDA. The procedures employed to develop Title T and Title IV programs
are illustrated in Appendix A.

b, Program Functions for Title IT

Title II programs are proposed by an ATD mission to its parent
regional buregu. After bureau review, MR/FFP develops the program and
submits it to the ISC Sub-committee for approval. If approved, it is
also submitted to the ISC for approval, generally a formality because
agencles primarily interested participate in the Sub-Committee review.
After ISC approval, the regional bureau Assistent Administrator approves
a Program Determination which establishes the program formally. A
Transfer Authorization is prepared by MR and, after appropriste clearances,

1"Program development" as used in this report refers to the process followed
by the Food for Peace Division to analyze and review program proposals
submitted from the field, apply technical and administrative policy criteria
to such proposals, and submit the proposals to the Inter-agency Staff
Committee for approval. This process is roughly analogous to "program
review" as applied to the capital development process.
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is transmitied to the field for host government signature. This
document, signed by the Assistant Administrator, MR, by authority of
Delegation No. 23, constitutes the formal agreement between the United
States and the recipient govermment. A Transfer Authorization is also
prepared for ocean freight., According to a pre-~determined schedule, or
in response to mission "calls forward", MR/FFP prepares and transmits

to USDA Commodity Requests which trigger commodity shipments. Appendix B
contains detailed procedures for Title II. '

5. Program Functions for Title TIT

Title IIT programs are originally submitted by the voluntary
"agencies To the missions for approval, including both program plens
and annual estimates of requirements (AER). After mission review, the
voluntary agencies transmit these documents to their respective head-
quarters in New York City from which they are subsequently forwarded to
ATD (MR/FFP). MR reviews the submissions, as do the regional bureaus,
and simultaneously provides copies of the submissions to USDA and
BOB for their review and approval. The programs are then reviewed by
the Title ITI Review Committee -- the ISC Sub-committee ~- and after
approval are submitted to the ISC for approval, usuvally a formality.
A letter of notification is then prepared by MR[EFP and, transmitted to
the voluntary agencies. Missions are notified by airgram. The voluntary
agencies submit commodity requests directly to USDA. See Appendix C
for detailed procedures, In addition, a chart of Food for Peace functions
by organizational assignment may be found on the next page. :

6. Differing Federal Agency (Objectives in Food for Peace

The interagency nature of the Food for Peace Program makes 1t
difficult to administer, Apasrt from questions relating to the use of
local currencies, which in themselves generate differences of interest
among the many agencies involved, the four principal agencies partici-
pating in the Program (USDA, State, ATD, and BOB) represent significantly
different and often conflicting views on specific programs and policies.

In practice, the primary concern of USDA ig the protection of
Americen agricultural merkets, USDA concern particularly focuses on
questions of "usual markebing” (the recipient country purchasing the same
quantity of U,S, commodities that it would were there no program) and
"offsets"” (exports by the recipient country of identical or equivalent
commodities to those provided by the program). While ATD shares USDA
concern over offsets and usual marketings, the Agency's emphasis on these
considerations is tempered by its concern for development implications.
As a result, there are differences between orgenization views on specific
applications of these policies.
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Tn addition to broad guestions of a political or foreign pollicy
neture, the Department of State is deeply concerned over problems
relating to the export markets of friendly countries, AID's interest
primarily relates to the effect of the sales programs. on the overall
commodity situation in the recipient country -- including the guestion
of impact on agricultural develdpment, the use of food for development
purposes under Title IT, and the utilization of locel currencies from
Title T sales programs for development and program assistance.

The Bureau of the Budget is, under Executive Order 10900, concerned
mainly with the allocation of local currencies. However, the Bureau
also takes a broad interest in all phases of the Program, including
Titles TT and ITI about which it is especially concerned with -program
eriterla.

With the diversity of federal agencies involved and the
occasicnally conflicting views they hold on the application of policy
in specific situations, it is not surprising that a principal characteristic
of the Program is the continual relationships between the agencies in
order to achieve agreement on specific program proposals., In addition,
various ATD personnel commented during this survey that perhaps the °
principal. problem with the Progrem has been the multiplicity of objectives
such as development, program assistance, and surplus dlsposal. Many
feel thaet the need to achieve USDA objectives in program approval
diminishes the value of Feod Ffor Peace to AID, DPerhaps the most
frequently expressed exemple is the conflict between efforts to encourage
agricultural development in the less-developed countries -- including
an export market to earn foreign currency -- and, at the same time,
attempts to promote the interests of the United States market by reducing
Title T or Title IV programs if they should be successful. )

Administratively, the lnescapable conclusion from the interagency
characteristics of the Program is the need to include in any admini-
strative or operational system within the Agency the capability of
continuous relations with the other agencies, both on a day by day
basis and through the Inter-agency Staff Committee. So long“as the
present assignment, or essentlally the same assignment, of Program respon-
sibilities continues, the ISC is probably as good a mechanism as can be )
devised, although procedures might be improved. No less important than
operatlonal relationships 1s the need for focusing policy responsibilities
within AID so thet specific questions with policy implications can be
expeditiously and capably met.

FINDING: : i

Under statultory and executive assignments of re-
sponsibility, numerous federal agencies participate in
various facets of Program operations. Their differing
and sometimes conflicting. views of Food for Peace
objectives make Progrem administration difficult.and
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require that ATD responsibilities be organized and
executed to provide adequate focus on interagency
relgtionships as well as on policy needs and planning,
programming, and implementation activities. =

C. Assignment of Program Responsibilities in ,ATD

On December 28, 1962, the Acting Administrator signed Delegation of
Authority No. 23 which assigped responsibilities under Public Taw 480.
The Assistant Administrator for Material Resources was delegated authority
for four activities: (1) negotiating and meking sales agreements for
Titles I and IV; (2) with respect to Cooley,loans, waiving the application
of Section 1415 of the Supplemental Appropristion Act of 1953, which
requires that local currencies belonging to or owed to federal agencies
be used only within the agency's appropriation; (3) signing Transfer
Aythorizations -- the document of agreement between the United States and
the recipient government ~-- for issuance to the Commodity Credit Corperation
under Title IT; end (4) authorizing the payment of transportation charges
on shipments made under Title ITT.

The regional assistant administrators were also delegated the following
responsibilities: -(1) wtilizing portions of the local currency generated
by Title I sales for various purposes including loans for development and
Cooley Loans; (2) negotiating, authorizing, and implementing the use of
such currencies; (3) requesting or authorizing the transfer of commodities
under Title IT, with the exception of signing Transfer Authorizations (to
MR); and (4) determining the voluntary agencies or cooperating sponsors
through which Title IT programs are executed and the manner, terms, and
conditions under which commodity transfers are made. They also may
authorize the payment of ocean freight when deemed necessary to accomplish
the purposes of Title IT.

The Acting Administrator, in a memorandum of the same date, further
developed the instruetions to be followed for P.L. 480 program. The
memorandum stated that the guiding principle of the Agency is to develop
Food for Peace progrems as integral parts of the over-all foreign assistance
program for each recipient country. Accordingly the missions, regional
bureaus, and AA/PC were glven the responsibility of determining the extent
to which each P,L, 480 program -- including both commodity input and
currency vtilization -~ will advance foreign aid objectives, and to
include such plans within each country program submitted for his approwval.

The missions and regional bureaus were given primary responsibility
within the Agency for initiating Titles I, II, and IV programs. In
the case of Title II programs, MR provides The bureaus with guidelines
and technical instructions, refines the initial program proposals of the
bureaus, and presents the proposals to the ISC for clearance. TFor
Titles I and IV programs, MR coordinates a State/AID position on all
proposals, represents State and ATID for interagency consultations,
and prepares negotiating instructions. AA/PC is required to approve
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any program proposal which involves a substantial departure from the terms
of country programs approved by the Administrator. Under pdlicy set by
TFPE, the regional bureaus are respon51ble for making Cooley Loans and
loans for development from Title I currencies, including the preperation
of negotiating instructions for the latter which are included in the
negotiating instructions prepared by MR for Title I sales programs.

The missions and regional buresus -- incconsultation with end subject
to the concurrence of MR -~ review and approve all Title IIT programs,
MR is responsible for carrying out all other Agency responsibilities in
the administration of Title 'TII wvrograms in consultation with the
bureaus and other offices, including lialson with other agencies and
representation for State/AID on the ISC.

FINDING:

Under an explicit AID guiding principle that Food for
Peace programs should he developed as integral perts of the
over-all foreign assistance program for each recipient country,
the regional bureaus are charged in geheral with planning
Tood, for Pegsce applicaticns, initiating program proposals, end
implementing or monitoring the implementation of programs. MR
ig responsible for various aspects of the program development
and approval process, developing technicel instructions and
‘ ' guidelines, and négotiating and meking Titles I and IV agree-

' ments. )
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IIT. AGENCY ORGANIZATION FOR FOCD FOR FEACE

Within the general framework of Food for Peace administration in AID,
the study team hag focused on the specific responsibilities, activities, and
processes of the Program to recommend means by which it may be integrated
more fully with the overall assistance effort of the Agency.

Food for Peace is unique among the Agency's principal resource tools
in that the underlying authority for the Program assigns major programing,
policy, implementation, and evaluation responsibilities outside of the
Agency. The Agency‘'s role in Title T and Title IV sales programs is in
some respects secondary to that of USDA. In day~to-day operations, numerous
decisions affecting the programs are made in concert with the USDA, largely
through the ISC mechanism which is chaired by Agriculture. In addition,
continual relationships must be maintained with other féderal agencies,
notably the Department of State, and with private organizations. As a
result, the usual pattern of ATD program responsibilities -- in which the
regional bureau Assistant Administrators have authority to develop, approve,
and execute field programs while the central staff offices are primarily
concerned with policy development and technical backstopping -- does not
apply.

Nevertheless, because top Agency management has determined that Food for
Peace resources and programs should be integral portions of the total AID
program, and as increasing efforts are undertaken to use food as a tool to
spur the production of foodstuffs in underdeveloped countries, it is necessary
+0 draw together the procedures and program responsibilities of the Food for
Peace Program with those for capital and technical assistance programs.

The survey team finds that this effort is eritical if ATD is to make full use
of Food for Peace resources.

A. Assessment of the Pattern of Program Administration

Within the context of the present inter-agency pattern of responsibilities,
three approaches have been considered by the survey team in evaluating intra-
Agency procedures and responsibilities: (1) decentralization of operational
responsibility to the regional bureaus, leaving essentially a policy role
for MB/FFP; (2) significantly increasing the MR/FFP role, particularly in
relation to field operations, planning, and progrem evaluation; and (3)
largely retaining the present division of responsibilities but with refine-
ments in procedures and program support designed to overcome existing
weaknesses. These alternatives are discussed below in turn.

1. Decentralization

Conversion to a decentralized system would include the transfer
of MR[FFP program officers to the regional bureaus and the development in
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each bureau of a specialized Food for Peace office or staff, The bureau
Food for Peace personnel would be responsible for the review of mission
planning, participation in the CAP reviews, program development, representation
to and participation in the inter-agency activities -- notably the TSC and ISC
Sub-Committee for Title IT and Title IIT, program evaluation, relations with
the voluntary agencies, and cooperation with USDA on matters relating to the
shipping, packaging, and labeling of commodities, claims against losses,
and similar concerns. Full operational responsibility would reside within
the regional bureaus, and MR ~- or another central staff office -- would be
responsible for largely a residual technical support function and policy
direction., The delegations of authority would be altered, transferring
responsibility for approving the initiation of negotiations and signing of
agreements under Title I and Title IV and the signing of Transfer Authorizations
under Title IT from MR to the regional Assistant Administrators.

The primary advantage of this arrangement would be to place within {the
bureaus effective control cover all planning and programming, subject only
to the same broad monitoring and policy direction from PC and other central
offices that -apply to capital and technical assistance programs. With this
range of responsibllity, the bureaus would themselves have to focus more
¢learly on the Program rather than depend upon MR and thereby possibly would
develop more comprehensive and integrated programs. This pattern would be
more in accord with the fundamental organization pattern of the Agency in
which line authority for program planning, development, and execution Tlows
from the Administrator through the regional Assistapt Administrators.

This decentralized pattern, however, would also generate several dis-
advantages. They include the following:

a. 'The need to duplicate within each bureau a staff of professional
personnel within the various program areas, including specialists
to work on such aspects as nutritional programs and World Food
Program activities. This approach prcbably would be much more
costly in terms of manpower requirements than the present arrange-
ment and would, in addition, strain the Agency's limited skill
resources in these fields.

b. The Agency would lose the present strong central focus for Food
for Peace which is particularly useful because of the high interest
in the Program within the Congress. The Chief, MR/FFP, who
spends a large portion of his time in relabtions with the Congress
and other agencies, and his remaining staff would be largely
divorced from Program operations. This change, moreover, would
be particularly undesirable during a period in which a major
shift in food aid concepts is under way. ‘

¢. Relations with the twenty-five or more independent voluntary
agencies engaged in Food for Peace activities would be immeasurably
complicated., Communications with the voluntary agency headquarters
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in New York City are continuous. Instead of dealing priwmarily
with a small number of individuals grouped in one organization,
the voluntary agenciegs would have to deal with many more
throughout the four regional bureaus as well as in MR on policy
and operational matters. The issues causing the communication
often transcend individual country or regional programs and
could not, therefore, be resolved by one desk or bureau.
Furthermore, it would be difficult to avoid differences and even
contradictions in operational procedure and program emphasis
among the bureaus, thereby adding tc the voluntary agency burden
in their relations with the Agency over food grant programs.
Thus, the problems the Agency has had in its dealings with
universities would be duplicated, with perhaps even more serious
consequences because of the extreme sensitivity of the voluntary
agencies.

ds The continuous relationship with USDA over shipments, commodity
compogition, packaging and labeling specifications, claims for
losses, and similar operational matters would also be vastly .
complicated.

e. There would be a separation between day-to-day operations and
poliey development. Many of the administrative policy needs --
as contrasted with the broad Program policy needs -- are
identified and discussed through the inter-agency operational
activities such as the T8C. With the transfer of operational
responsibility to the bureaus, policy development in the
residual MR component would be less effective.

-1

f. As a resul® of discussions with bureau and central staff office
personnel, the survey team found in many areas a degree of general
disinterest in Food for Peace, particularly in Title IT and Title
ITT programs. In some cases, individuals expressed opposition
to the basic concept of these programs -- especially Food for
Work -~ or a disinclination to consider them as a useful portion
of the ATD development resources., While the survey team will
not judge the merit of these views, it doubts that the full range
of Food for Peace pobentialities can be realized in this environ-
ment without a2 central focal point with operational responsibilities
to encourage the use of these resources and assure the development
of effective and imaginative programs.

2. (entralization

Centralization of the Food for Peace Program could be attained by
focusing all responsibilities within the present MB/FFP or by creating a
new component such as a central staff office within the Agency or an
organization separate from the Agency but within the foreign affairs
community. There is considerable range in the possible degree of independent
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responsibility, but tasks assigned might include: (1) a strong back-
stopping relationship to mission Food for Peace Officers, including
selection, assigmment, career development, and supervision; (2) the
developwent of long and short range plans for Food for Peace utilization as
well as specific program proposals; (3} the approval of all Food for Peace
proposals or the representing of AID interests where inter-agency approval
is required; (4) primary management of field operations, notably ‘Title III
programs involving the voluntary agencies and Title IT Food for Work type
projects; and (5) action on and monitoring of all audit reports with Food
for Peace implications.

The centralized approach would have the wirtue of providing.-an.-energétic
Program management with the opportunity of developing a wide variety of
Food for Peace programs in recipient countries. Management of field
operations and control over the mission Food for Peace Officers would enhance
the 1ikelihood that Food for Peace would not be overlooked because of
greater mission or bureau interest in technical or capital assistance. It
would also lessen the possibility that Food for Peace Officers might be
diverted fram their primary role to other activities. The development of
specific program proposals might bhe more sound than at present and deficlenciles
in program execution might be more effectively identified and corrected.

These advantages,.however, are.negated. by other'.factors..” Perhaps the
most significant would be the virtual separation of the Food for Peace
Program from the rest of the ATD development assistance effort. With the
removal of planning and programming responsibilities from the regional
bureaus, it would be exceedingly difficult to correlate food aid with capital
and technical assistance programs and to program food as a basic resource in
the development effort. In view of the present shift in Food for Peace
from an essentially surplus disposal program to one emphasizing the skillful
use of food as a development resource, the separation of food aid from the
balance of the ATD assistance program would be retrogressive, The role of
the Food for Peace Officer in the mission as a participant in the country
team development effort could be adversely altered as his responsibility
would be to an authority apart from the mission or bureau. A significantly
larger Washington Food for Peace staff would be required ultimately to assume
all planning and operating responsibilities. Furthermore, this approach
would be contrary to the present organizational concept of the Agency which
places operational responsibility in the regional bureaus and would be a
partial reversion to the ICA functional organization.

3. The Existing;boordinated MR = Bureau Pattern

The present pattern of responsibilities in the Food for Peace Program
has a variety of deficiencies in practice. They are discussed in subsequent
portions of this report and recommendations are made to correct them.
Wevertheless, the survey team finds that the present arrangement is basically
sound and well designed to relate effectively the requirements of Agency
organization and operations with the unique circumstances imposed by the
inter-agency Program responsibilities and relationships with outside groups
such as the voluntary agencies. While planning, program development, and
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certain aspects of implementation are not now fully adequate, the present
arrangement prﬁ"{j.d.es the necessary framework in which the deficiencies
can be corrected. The advantages include:

de

Co

Primary responsibility for planning and the initiation of

program proposals resides within the missions and regional bureaus
where Food for Peace can be closely related to and integrated with
other facets of the couniry assistance program;

the regional bureaus retain primar& operational respeonsibility
for the execution of approved programs in conformance with the
existing patbtern of bureaun responsibility for capital and
technical assistance program management®;

a single control point permits consistent and coordinated re-
lationships with other Pederal agencies on day~-to-day operations
as well as for the develomment and consideration of major
policy questions;

relationships with the voluntary agencies can be most effectively
maintained and the applications of operating policies and pro-
cedures can most easily be made uniform;

a central point is retained to develop food aid uses, wmethods,
and procedures, and to encourage greater use of the Program
where appropriate; and

deficiencies in program policy and administration can be reviewed
and correlated for the development of operational policies and
procedures.

FINDING:

The present division of responsibilities between MB/FFP
and the regional bureaus in the Food for Peace Program
is, in broad outline, basically sound and well designed
to effectively relate the requirements of AID organization
and operations with The unigue circumstances imposed by
interagency Program responsibilities and relationships
with private groups such as voluntary agencies,

B. Role of the Regional Buyeaus

The Agency's effectiveness in attaining the objectives of the Food for
Peace legislation depends to a large exbent on the regional bureaus in the -
performance of their assigned responsibilities. The bureaus -- and the
missions ag their extensions in the field -- bear the primary burden
for developing effective plans for the use of P.L.. 480 commodities in the
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context of a country assistance strategy, formulating specific programs to
implement the plans in cooperation with other members of the country team,
and executing or monitoring Title IT and Title TII programs once they are
approved. No effort was made during this survey to assess the relative ef-
fectiveness of ‘bureau performance in Food for Peace. WNevertheless, the
survey team did make note of the emphasis given to the Program in the
bureaus as reflected by interviews with bureau personnel and assigmments of
individuals %o the FProgram.

The manual orders on Food for Peace assign broad responsibilities to
the regional bureaus and missions, with some variation in the different
Program titles. Generally, however, the bureaus are charged with determining
the extent to which mission-proposed programs edvance or are consistent with
foreign aid objectives. The bureaus should include the use of food.aid in
country programs where appropriate and initiate specifie program propossls.
The missions should include P.L. 480 plans for Titles I, IT, and IV in the
CAP, evaluate host government program requests, and assist in refining such
reguests. In Title IT Food for Development projects and Title IIT programs,
the missions also have broad responsibilities to provide assistance and
technical direction to the voluntary agencies and cooperating spomsors, and
to maintain a general surveillance over all phases of commodity distribution
activities and project execution.

Formal emphasis given to the Food for Peace Program varies within the
bureaus as reflected by persomnel assignments. Until recently there has
been no individual in any bureau assigned to support the Program on a
buresii-wide basis. In a few cases where Food for Peace programs are guite
large (e.g., Brazil) one member of the desk staff has been designated to
work largely or wholly within this program area. Generally, however, the
program is monitored by a person having a variety of other responsibilities.
Tt is questionable that this arrangement provides anywhere near the same
degree of focus on Food for Peace as is given the technical and capital
assistance programs by the ID and CD offices. Addibtionally, a continual
problem arises because the rotating desk staff rarely develops any thorough
knowledge of the Program. As & reéult, the desks rely heavily on MR/FFP
program officers for almost all aspects of the Program.

There is a considerable range of opinion among bureau personnel as to
the state of the Program in terms of the gquality of planning, the utilization
of Program potentialities, and the value of various portions of the
Program ~- notably Titles IT end ITII -- to the Agency's assistance effort.
With exceptions, it appears that the primaery interest within the bureaus is
the generation and use of local currencies. Several bureau officers expressed
negative opinions as to the value of Pood for Peace except for the commodity
sales programs. While in some cases there is general satisfaction with
mission planning and bureau reviews, many individuals stated that both
plamning and review are superficial and that program potentialities are not
being achieved. The survey team was told, for instance, that CAP reviews

do not often include discussions of P,L, 480 except for local currency mabtters.
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These sessions occasionally might point up that proposed programs will intro-
'l duce a cerbain volume of commodities into a country, but evidently there is
Lo 1ittle discussion on the nature and purpose of food grant aid, specific
goals to be attained, how food programs can be related to rural or community
,l development, or their potential economic implieations. One Individual
_ suggested that this limited attention might bpe due to the absence during the
» reviews of anyone in the bureaus intimately familiar with the Program or
'j primarily concerned with it -- the partici"fﬁnts being basically oriented to
capital and technical assistance.
i

The general inadequacy of bureau focus on Food for Peace as represented
by interview comments goes beyond the planning and programming process.
The bureaus are -~- and should be -- primarily responsible for evaluating
) field management and progress of Section 202 Food for Development projects.
N Scmecne with Program knowledge and orientation should be concerned with
l providing general assistance to mission Pocd for Peace Officers and with the
selection, training, and rotation of these officers. Additionally, attention
should be directed to problems concerning program execution, such as com-
modities piling up and spoiling on the docks.

FINDING:

Regional bureau focus on Food for Peace -- as
reflected by the assignment of personnel to Program
‘\ responsibilities in ATID/W and the attention given such
| bureau functions as food aid planning and program execution
ol and monitoring -- is inadequate to assure that Program
potentialities can be achieved,

each bureau a focal point of Program expertise to assist the desks and
bureau management. It does not seem realistic for the bureaus with operating
responsibilities for planning, programming, implementation, and evaluation
of so large and complex a program to depend wholly on a central staff office
for program information and assistance or on the individual desks which

i
Q/ There is a need -- clear to the survey team -- for developing within
|
-
: rarely have any substantial knowledge of Food for Peace,

This need has been recognized to some extent to the bureavs. In 1965
the Bureau for Tatin America assigned a Food Resources Officer to LA/MGT,
afterwards transferred to LA/TD. Somewhat later in the year, the Bureau
for Far East assigned an FSR on rotation to a similar position in FE/DP
In both cases the positionsare described broadly with particular emphasis on
planning aspects. In the Latin America case, however, there has been
greater emphasis during the first months on management problems associated
with the Program than with planning and programsming aspects. This orientation
was perhaps reflected by the assigmment of the .officer to LA/MGT rather than
to LA/DP. In addition to thse bureau specialists, an officer has been
assigned to Food for Peace matters in the Office of Mediterranean Affairs,
Bureau for Africa.
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The survey team believes that the sine gqua non for strengthening the
burean role in the Food for Peace Program and attaining the full range of
Program potentialities is the assigmment of individuals in the bureaus
concerned wholly with Food for Peace. Broadly speaking, they would provide
their bureaus with a thorough technical knowledge of the Program, serve
as liaison with MR, and generally support the desks, the planning and
management operations offices, and mission Food for Peace Officers.

The specific activities to be performed by these perscmnnel fall into
two groups, one relating to the plamning and programming process and the
other concerning program execution -- primarily for Titles 11 and ITII
programs. The first group of activities includes:

1. agsisting the desks in their review of mission Food for Peace
plans by contributing operational experience, technical
information,. and policy and procedural guidelines;

2. helping missions enhance both their plamming activities and the
formulation of program proposals, particularly where no Food
for Peace Officer is assigned;

3. assisting the desks in their review of voluntary agency Title
ITT annual estimates of requirements for general conformity to
broad country needs and adherence to Agency policy requirements;

L, assuring that specific program proposals submitted by the
missions are adequately documented by required data and analysis
and that they adhere to approved plans;

5e aiding the desks in relations with State desks and the "E"
area;

6. serving as a Food for Peace specialist within the plamming office
to assure that Agency program emphasis generally is met;

T. serving as a spokesman during bureau CAP review hearings, develop-
ing position papers as required and assuring .adequate focus on
Food for Peace; and .

8. serving as primary llaison with MR/FFP on Food for Peace matters,
and particularly for- obtaining MR views on bureau planning levels
Tor submission to PC when xrequired.
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The second group of responsibilities relating to program Operations
includes;

L. receiving and coordinating program information from the missions
and monitoring progress on Title IT Foecd for Development projects;

2. monitoring or executing action assignments on Food for FPeace
audits when action 1s assigned to the bureau;

3. working with MR and TCR in developing new uses for Food for
Peace under Title II and Title III and designing appropriate
pilot and continuing projects;

L, researching and correcting or recommending corrective~action for
any program difficulties such as the handling of commodities,
project supervision, and program administration;

5. participating in the selection of Food for Peace Officers and in
the develomment of rotational assignment and training patterus;
and

6. keeping mission Food for Peace Officers informed of Program dev-
elopments and exchanging general information of value to mission
persommel.

The volume of work generated by these duties and, hence, the requisite
bureau staffing for Food for Peace will depend upon the particular volume
and characteristics of the bureau food aid operations. It is understood
that FBE planned to establish two professional Food for Peace positions in
the burean planning office with a supporting clerical position. One of .the
two would spend much of his time on TDY overseas supporting the missions
while the other would work primarily in AED/W. The number of couuntries
assisted, the volume, variety, and nature of programs,the Focd for Peace
staffing on individual desks, and mission Food for Peace Officer staffing
all bear on the staffing need in a particular bureau. It is recommended,
however, that the bureaus initially should establish one professional
position with adequate clerical support and defer judgement on the need for
additional positions until workload implications are clearly demonstrated by
experience, -

The value of these positions in the bureaus will depend entirely upon
the qualifications and abilities of the individuals assigned to them. It
is strongly urged that only personnel with overseas Food for Peace experience
and a thorough knowledge of the Program be considered. The survey team feels
that these positions should not be used for on-the-job training or for the
orientation of new mission Food for Peace Officers, however qualified they
might be otherwise. Fxcellent cendidates might be found among FSR personnel
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overseas who are presently working as Food for Peace Officers -- or with
relatively recent experience as such -~ who are eligible for rotation to
Washington,

m o

The placement of this position within the bureau is also of crucial
importance, While the Coordinator will have a variety of tasks involving
program execution, his key role. is within the planning processe His over-
riding responsibility is to assure that Food for Peace is adequately
plamned and coordingted with other-forms of assistance. This activity
requires a continuous association with the functions and personnel of the
bureau plamming offices. He must be a participant in all appropriate
plaming activities such as the program review hearings, development of
bureau program guidance, .and preparation of plamning papers. At the same
time, it is imperative that he not be chamneled off into other work or other-
wise diverted from his primary tasks.

=
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FINDING:

To strengthen their Food for Peace operations,
the bureaus require a focal point with responsibiilities
for supporting the desks in Food for Peace planning,
execution, and monitoring, for working with MR in
program development, and providing support to mission
Food for Peace activities.
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RECOMMEWDATION WO, Ll:

A. THAT A/MP RECOMMEND TO AA/A THAT ONE FOOD FOR PEACE
COORDINATOR 'POSITION BE AUTHORIZED FOR EACH REGIONAL:
BUREAU PROGRAM C(FFICE.

B. THAT EACH REGIONAL BUREAU:

; R G

(1) CREATE TN THE BUREAU FROGRAM OFFICE ONE OR MORE
(DEPENDING UPON PROGRAM VOIUME AND CHARACTERISTICS)
FOOD FOR PEACE COORDINATOR POSITIONS WITH
RESPONSIBILITIES AND FUNCTIONS AS DESCRIBED IN
THE TEXT OF THIS REPORT; AND

‘-
’

(2) FILL SUCH POSITIONS WITH QUALIFIED INDIVIDUATS
WHO ARE KNOWIEDGEABLE OF FOOD FOR FPEACE
OFERATTIONS, PREFERABLY EXPERTENCED MISSION
FOOD FOR PEACE (FFICERS,

oL
N
- -

. The Role of the O0ffice of Program (Coordination

N

As a principal staff arm of the Administrator, the Office of Program
Coordination has a major responsibility in the Food for Peace FProgram.
Broadly speaking, the Office has two primary functions, the formulation
of policy and participation in the planning and programming process.
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1. Policy Formulation

Fundamental to the development and maintenance of an effective
Food for Peace Program is the generation of policy guidance which sets the
framework for plamning and programming. Thexe are two types of policy
required. The first is technical policy which provides specific directions
to Program personnel Tor the develomment and administration of individual
programs. This, the responsibility of MR, includes such criteria as rates of
consumption, administrative controls, and categoriess of recipients. The
second consists of broad assistance strategy in which the potential applications
of food aid are set forth as they relate to other assistance resources and
programs or to general political, economic, social,and cultural circumstances.
The Office of Program Coordination should provide the Agency with this
guidance.,

In the past, AA/PC has been involved in many broad policy questions
affecting the Food for Peace Program. During 1965, the Deputy AA/PC
participated in an interagency task force effort to study the future role
of Food for Peace in an environment of growing food needs overseas coupled
with declining commodity surpluses in the United States. The Office has
been involved in discussions relating to such quegtions as usual marketings
and offsets together with USDA and State. Recently it has participated in
policy formulation relating to the nutrition problem overseas. In addition,
PC provides support to the Advisory Committee by preparing position papers.

The survey team believes that PC is the proper ATD component to
develop this sort of program policy. It is the only point within the Agency
that has a broad overview of ATD assistance strategy along with competence
in such areas as capital and technical assistance. “There are individuals
within the Office who have a working knowledge of different aspects of the
Food for Peace Program and one indiwidual is assigned to work primarily in
this field. Essential tohe development of a more effective Program ~-- as
the direction of the Program thrust veers from surplus disposal to a more
carefully designed utilization of food commedities for country development --
is the correlation of Food for Peace potentialities with other tools and
resources at the Agency's disposal.

2. The PC Role in Food for Peace Flanning

Because of the unique characteristics of the Program; the PC role
in planning and programping Food for Peace hag been essentially different
from that for other assistance resources. As there generally has not been a
need to allocate a limited volume of food resources among regions and
countries == a principal PC task in the capital and technical assistance
planning process -- the Office has not been as counsistently involved in
Food for Peace planning.,.It appears that the Office regularly focuses on food
aid planning only to the limited extent that planning iz developed during
the CAP reviews and OYB hearings. The 0Office does prepare the annual program
guidance which in 1965 emphasized the general problem of food production,
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nutrition, and population growth. In addition, it incorporates Food for
Peace planning levels in the Congressional presentation and participates in
the development of legislative proposals. The prineipal PC focus, however,
generally arises from a major problem within a specific country program where
there are large policy guestions -~ often of a political or foreign policy
nature. To this end, an internal briefing or position paper may be prepared.
In the overall, however, PC has not been able to take a strong role in the
planning of food aid -- and it would seem that the weakest facet of Program
operations is in the planning process, Nevertheless, PC does have a major
contribution to make to the Food for Peace planning process by reviewing
bureau plans for balance, consistency with program guidance, and adherence to
the Agency's assistance strategy-

Another aspect of the planning in which PC has not heretofore taken
an active role is the allocation of food resources among competing programs.
Unlike capital or technical assistance, the Agency usually has not been
confronted with an inadequate volume of resources to be parceled out among
bureaus and country programs. With diminishing surpluses, however, the need
to establish priorities is arising. At present, plamming levels are
generally set by MR with clearance by the regional bureaus. Thege planning
levels are provided to PC foxr the CAP reviews, Congressional presentation,
and. periodically for inclusion in the 0¥B along with data representing
implementation levels. The data are incorxporated into the OYB more for
informational value than for control purposes since PC does not exercise a
control over the alloecation of food resources to the different country programs.
As a result, the MR determination prevails except as it is subsequently
modified by ISC program decisions. In recent cases of specific commodity )
shortages, MR also developed priorities for the allocation of these commodities
rather than PC. Such allocations, however, should be made among country
programs by PC undexr political and economic criteria.

The survey team strongly believes that PC leadership is essential to
the development of a more effective Food for Peace Program. By policy
development, program guidance, program review, and monitoring the development
of specific program proposals, PC can stimulate within the missions and
bureaus higher qualibty programs which are better integrated intc the country
programs and which may result in a better ubilization of food rescurces.
Specific recommendations affecting the PC role in planning and programming
are made and discussed in Sections V and VI of this report.

FINDING:

The Office of Program Coordination, as a
principal staff arm of the Administrator, is the
appropriate organization to formulate and
issue broad AID policy relating to food aid
and to determine Agency Food for Peace planning
levels, including the allocation of limited
agricultural commodity resources among competing
programs.
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D. The Role of AA/MR

It is no exaggeration to state that MR has the keystone role in the
development and maintenatice of an effective Food for Peace Program within
the Agency. Tt serves as the focal point for inter-asgency operational
relationships, liaison with the Congress, and with private groups such as
the voluntary agencies and others interested in different éspects of the
Program. The Food for Peace Division provides the Agency with the primary
source of Program knowledge, experience, and continuity; and its staff
must actively participate in developing imaginative uses for food aid, -
assisting bureau and mission personnel to convert policies and guidelines
into plans and programs well designed to utilize food resources optimally, and
translate operational experience into new policies designed te overcome
Program deficiencies.

Comments made by bureau personnel during this survey reflect a generally
high opinion of the work of the Food for Peace Division apd a high regard
for many of the Division personnel. Criticisms were few and those rarely
specific; perhaps the most frequent was a feeling expressed by a few desk
personnel that the Division too often reflected the USDA viewpoint in such
matters as "usual warketings."

While the Food for Peace Division performs a variety of activities in
support of the Program, two basic responsibilities stand pre-eminent: the
formulation of technical policy and guidelines, and the development of
specific programs proposed by the missions apd bureaus.

1. Policy Development

Before the missions and bureaus are able to formulate effective
Food for Peace plans and later convert the plans into specific programs and
projects, there must be a solid framework of technical and administrative
policy. Unlike the broad policy which relates Food for Peaceto other
assistance resources or to the Agency's assistance strategy (a responsibility
of PC), technical policy is defined as that which guides and directs the
missions and bureaus in the application of food ald resources to specific
Program needs within the established assistance strategy. The end-product
of such policy effort should be found in both the manual order system and
in impleweriting instructions sent to the missions from time to time.

Technical policy may derive from several sources. Revisions in the
legislation may provide for changes in program procedure or emphasis. A
recent example of this is the provision that Title IIT voluntary agency
Programs may nov reguire labor in payment for food. Changes of this sort
require carefully considered and designed policies enabling the agencies to
comply with understanding as well as the preparation of issuances comtaining
not only the broad policy change but also specific guidance, suggestions,
and. limitations.
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A second source of technical policy is the Division review of audit
reports and other evidence of program deficiencies. The Division program
officers and supervisory personnel should -- and do -- review audit reports
to uncover areas requiring policy or procedural change. While many or most
of the audit findings relate to a particular program, the implications often
affect the entire Food for Peace Program and require attention by MB/FFP.
This activity requires a staff adept at perceiving and interpreting
deficiencies and then converting them into new corrective policies.

The Division personnel should also, in cooperation with other
appropriate ATD components, develop new imaginative and effective uses of
food resources, This responsibility may not derive from any specific
statutory revision or Program deficiency, but rather reflects a positive
endeavor to attain the maximum potentialities of Food for Peace. The
particular contribution which MR/FFP can make is its long experience and
association with the Program and the operating perspective which these have
provided. In the Division is the primary concentration of Program experience
and expertise. While TCR, for example, may stimulate research on nutritional
needs or may develop uses of food aid to supplement community or rural
development activities, the Division must franslate these efforts into specific
Program guidance and work closely with the bureaus and missions to institute
pilot and continuing programs.

MB/FFP has been concerned with this responsibility and, during the
past year, has drafted manual orders setting forth program criteria, guidelines
in preparing program proposals, and procedures for the various aspects of
planning, programming, and implementation. There is, nevertheless, criticlam
within the Agency concerning the delay in preparing and promulgating them.

A detalled evaluation of Food for Peace policy issuances may be found in
Section IV of this report.

2, Program Development

-The second major function of MR is the conversion of mission and
bureaun plans into specific programs. For other forms of AID assistance,
this process is largely executed within the bureaus. Because of the multi-
agency responsibilities for program development and approval in Food for
Peace, however, a shift of focus to the central staff office has been required.

In general, it is the field's responsibility to formulate comprehensive
program proposals for submission to Washington for approval, although there
is provision for program initiation in Washington. Title I and Title IV
program proposals usvally emanate from Agricultural Attaches in reflection
of a country team decision and are then developed within the Department of
Agriculture for submission to the TSC. Title IT programs originate within
the mission and, after bureau review, are submitted to MR for development
and presentation to the I8C. Title IIT programs originate in the voluntary
agency field offices, are reviewed by the mission, transmitted to the voluntary
agency headquarters in New York City, and then forwarded to MR for processing
and submission to the ISC.
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a. Titles I and IV Programs

The specific role of MR/FFP in program development varies
according to the P.L. 480 title under which thHe program falls. In general,
the Division must take the lead within the Agency in developing and
approving programs in cooperation with the other interested agencies. In
the case of Titles I and IV, the initiative lies within USDA where the
specific proposal is formulated. Nevertheless, MR must take an active role
in developing the State/AID position and representing that position effective-
ly so that the program, when approved, adequately reflects the interests
and views of the two agencies. In this process, MR applies a thorouwgh
knowledge of legislative provisions and policy, a comprehensive understanding
of ATD and other agency views and objectives, and a sensgitive ability to
negotiate divergent objectives into an acceptable agreement. During the
program development process, the Titles I and IV branch of MR/FFP (the
Food Resources Branch) serves as a bridge between tthe regional bureaus of
AID and State on the one hand and USDA and other agencies on the other.

The particular value of tH: MR/FFP role is the continuity and broad over-
view of all sales programs worldwide which provide the Agency with the
strongest representational capabllity for interagency negotiations and
determinations.

The second phase of work performed by this branch in Titles I and
IV program development is the backstopping of bilateral sales negotiations
in the fleld. Under the regulations, the Department of State conducts the
negotiations with foreign governments. The major differences which arise
during such negotiations -~ the disposition of local currencies generated
by the sales, usual marketings, and offsets -- are usually of great interest
to USDA and other agencies. In this process, therefore, MR/FFP serves as a
bridge between State/ATD and the other agencies through its support of the
negotiating team by providing clarification of instructions, developing
alternative positions, evaluating counter-proposals, and providing infor-
mation -- with most of these activities requiring inter-agency consultations
and clearances.

h. Title ITII Programs

In Title III, the role of MR/FFP is -- and should be -- much broader
in the range of responsibilities performed than for Title I or Title IV.
This larger role is required because of the independent status of the
voluntary agencies and the absence of bureau capability for continuousiy
working with their headguarters offices in New York City. In addition, there
is an absence of operational responsibility elsewhere in the Agency for
executing Title IITI programs. The regional bureaus and missiong do little
beyond maintaining a general surveillance over voluntary agency field
activities and assisting them in relations with the host govermments, This

) minor bureau role has contributed to a disinclination in the bureaus to be

much concerned with Title III programs. The result has been an inadequate
review of Title IIT plamning -~ a weakness discussed in Section V of this
report.
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Aside from mission and bureau responsibility to assure that Title
IIT plans are consistent with the country program and administratively
feagible, and the mission responsibility for monitoring voluntary agency
. exeuction, MB/FFP serves as the Agency's representative in most phases of
Title IIT operations, particularly program development. The end result of
this process is the preparation of a proposal for presentation to the ISC
Sub-committee. This proposal includes a detalled eveluation of the voluntary
agency estimates of commodity requirements in relation to the number of
anticipated recipients, consumption rates, types of recipients, commodity
mix, and similar criteria to assure that all regulations and policies are
being met. Attention is given by MR/FFP to administrative capsbilities and
arrangements, operational experience, and ‘the social and economic effects
of program levels. This review and development process requires a group of
technically knowledgeable individuals able to deal with the various
voluntary agencies on a worldwide basis to assure a uniform application of
policies and regulations,

ca Title ITI Programs

Title ITI programs -- and especially Section 202 Food for
Development programs -- differ markedly from other provisions of the Food for
Peace ‘Program in that the regional buresus and missions are directly
involved in program execution and many of the activities take the form of
projects essentially identical to technical and capital assistance projects.
As a result, the Title IT program proposals more commonly arise from the
context of the country program and receive a somewhat greater interest in
the bureaus than that given the Title ITT programs. The bureaus and MR,
therefore, share the responsibilities for Title IT programs: (1) MR takes
the bureau plans and proposals and converts them into a specific program
proposal acceptable to the ISC Sub-committee, applying all pertinent
regulations, policies, and criteria so that the commodity resources are
properly and optimally used; and (2) the bureaus retain the primary task
of executing the programs in the field. In short, MR is responsible for
providing the commodities for a properly designed program and the regional
bureaus and missions for executing the project.

The preceding does not suggest that MR is not or should not be at

all concerned with the manner of utilization. MR should be involved to assure

that the Food for Peace Program requirements are being met and to identify
operational difficulties as they arise which involve commodity utilization.
Conversely, the bureaus are -- and properly should be -- interested in the
progress of program development in MR. The total process is a cooperative
one . *

Regardiess of the title under which a program proposal is being
reviewed, refined, and developed for consideration by the ISC or its Sub-~

conmittee, the essential nature of the MR/FFP role is the same. The Division

takes a program proposal, applies all pertinent regulations, technical
eriteria, and judgment to it, and constructs a defensible position which
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reflects the Agency's assistance goals and the needs of the country program.
Then it must work and negotiate with cother participating agencies until a
satisfactory decision is made. This process does not go on apart from the
bureaus. 7To the contrary, it is expected that the Division program officers
perform their work in close association with bureau personnel. Nevertheless,
because of the technical Program knowledge, judgment, and operational
experience of the MR program officers, it is clear that they should take

the lead in program development within the Agency.

FTNDING:

Ihe Office of Material Resources, as a central
Staff Office with overall Program perspective, technical
expertise, and operating experience, is the appropriate
organization to develop and issue technical and
administrative policy guidelines designed to direct the
application of food aid resources to specific program
needs, and to review, process, and submit Food for
Peace program proposals to the Interagency Staff
Committee.
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IV. DEVELOPMENT OF FOOD FOR PEACE POLJICY

e

e

As stated previously in this report, the formulation and issuance
of asdequate policy and procedural guidance is critical to the development
and maintenance of an effective Food for Peace Program. Without guidance,
the missions cannot he expected to properly plan and execute effective
programs and it is unlikely that Food for Peace can fully achieve the
potentialities which are available to the Agency's assistance effort.

The ATD Manual, through the issuance of manuel orders, manual
circulars, and policy determinations, is the meclianism by which policy
and procedural guidance 1g promulgated. The current Food for Peace
manual orders have been examined to identify deficiencies and needed
improvements. Of particular concern is the provisinn of administrative
and technical guidance necessary for the planning end implementation -of
P.L. 480 programs and the context in which such guidance should be formu-
lated.

The survey team noted that PC and MR/FFP, the two orgenizations
primarily responsible for the issuance of policy guidance on Food for
Peace, are generally aware of the deficiencies described in this section.
In several instances, preparation-and issuance of manusl orders by these
organizations have been delayed by the press of routine operating
respensibilities which have prevented those responsible for drafting
the issuances from .completing their work. Policy development has also
been impeded by the -difficulty of obtaining clearances from other AID
offices and federdl agencieg. In addition, there has not been in MR/FFP
any organizabional focus to encourage the preparation of manual orders.
It is anticipated, however, that the organizational and staffing
recommendations made in Section X of this report, particulaxrly those
relating to the proposed Program Review and Policy Development Staff,
will provide adeguate personnel resources and focus to,hm/FFP for the
development and promulgation of essential adminlstrative and technical
guidelines  as requirements regularly arise in continuing operations.

The urgency and megnitude of the effort to provide Agency personnel
with both MR administrative and technical policy and PC broad program
policy guidelines which they lack, coupled with the need to implement
the provisions of the proposed Food for Freedom legislation in the near
future, require that the Agency temporarily bring -extraordinary resources
to the task.

A special task force, comsisting of representatives of MR, PC, TCH,
the regional bureaus, and MP/PDD, would provide the manpower required to
bring the present policy backlog up to date as well as translate Food
for Freedom provisions into operational guidance, The Assistant
Administrator for Administration should be requested to teke the
initiative in drawing the participants together and beginning work as
soon a8 feasible.
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Throughout this section of the report, recommended action for meeting
policy formulation or clarification needs are assigned to AA/MR or
AA/PC in accord with their regular responszibilities. Nevertheless, it
is envisaged that the proposed task force would undertake to meet the
gpecific needs which follow in this section.

FINDING:

The present backlog in formulating and issuing
Food for Peace policy guidance, and the need to
translate Food for Freedom legislation into
opergtional policy when enacted, reguire that the
Agency temporarily provide specilal manpower
resources for adequete performance of this work.

RECOMMENDATION NO. 2:

THAF THE AA/A ESTABLISH A SPECIAT TASK
FORCE WITH REPRESENTATIVES FROM MR, TCR, PC,
REGIONAT. BUREAUS, AND MP/PDD TO TORMULATE AND
ISSUE FOOD FOR PEACE POLTCY GUIDANCE,

A. The Formulation of Broad Program Policy

As stated earlier in Section ITT.C. of this report, The Role of the
Office of Program Coordination, a primary requirement for an effective
Food for Peace Program is the formulation of broad assistance strategy
in which the potential applications of food aid are related to other
assistance resources and-to general politieal, economic, social, and
cultural circumstences. The preparation and issuance of such policy’
is properly a responsibility of PC with the assistance of other offices.

Although PC has been involved in a variety of major policy issues affecting

the Program -- including interagency discussions -- interviews during
this study revealed much opinion that there is inedequate guidance
relating food resources to other forms of assistance, defining food aid
objectives, or establishing criteria for determinations such as program
phage-out and providing 8ood to dependencies of developed countries.

In view of the transitional nature of Food for Peace from primarily a
surplus disposal effort to a positive development tool and because of
anticipated new Program legislation, it is particularly urgent for PC
to make every effort to provide necessary guidance for plamming,
programming, and implementing activities.

FINDING:

The Agency lacks adequate policy on broad
iszsues such as releting food aid to other assistance
resources, Food for Pegce Program objectives, and
planning criteria.
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RECOMMENDATTON WO. 3:

THAT THE OFFICE OF PROGRAM COORDINATION
MAKE EVERY EFFORT TO FORMULATE AND ISSUE BROAD
PROGRAM POLICY TO MERET EXISTINWNG DEFICIENCIES.

‘B. Policy Guidance for Title T and Title IV Programs

Guidance for commodity sales programs under Title I and Title IV
was developed pgdxing the ATD Implementation Project subsequent to the
establishment of the Agency and issued as Manual Orders 1142.1 and
1145.1 within the Manual chapter for progrem assistance. For the most
part, the survey team feels that this material is adeguate. There :are,
however, certain omissions which should be corrected. These deficiencies
relate to policy guestions such as "usual marketings', the use of Title T
as opposed to Title IV programs in a given situation, and criteria for
switching from Title I to Title IV as counbry circumstances evolve,

In addition, the survey team noted that Manual Circular 10:46,
ATD Finencing of "Basic Rates" of Qcean Freight Charges for Title I,

P.L. 480 Commodities, which was issued on July 19, 1965, expired on
October 31, 1965. The content of this Manual Circular is still applicable
but has not been incorporated into an updated version of M.0. 1142.1
which should have been completed before the date of expiration.

FINDING:

While generally adequate, the manual orders
for Title I and Title TV programs omit various
policy questions and have not been amended to
reflect manual circular content.

RECOMMENDATTION NO. &4:

THAT PC, IN COOPERATION WITH MR/FFP, FORMULATE
NECESSARY POIICY REQUIREMENTS FOR TITLE I AND TITLE IV
PROGRAMS, SUCH AS "USUAL MARKETTNGS" AND CRITERIA
FOR SWITCHING FROM TTTLE T TO TITLE IV PROGRAMS,

AND INCORPORATE THEM INTO THE ATD MANUAL.

RECOMMENDATTION NO. 53

THAT MR/FFP AMEND M.O. 1142.1 BY INCORPORATING
THE PROVISIONS OF MANUAL CIRCULAR 10:46 OF JULY 19,
1965, ON ATD FINANCING OF "BASTC RATES" OF OCEAN
CHARGES FOR TTTLE I COMMODITTES.
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(. Policy Guidance for Title II Programs

The Title TT program is a complex and growlng multi-faceted program
administered by ATD with the cooperation of USDA and involving partici-
pating orgenizations such as voluntary agencies, intergovernmental
organizations, and host govermments. As such, 1t is a difficult program
to administer and, to achieve adeguate management, requires operating
policies which are clearly promulgated and enforced. Title IT has growm.
far beyond the pilot stage that it was still in when most of its admini-
strative policies were devised and issued. Conseguently, existing policy
guidance for the Title II Program is deficient and requires immediate
attention. The specific recommendations which follow apply to a few
particuler deficiencies. In addition to making these recommendatians,
however, the survey team urges MR/FFP to review continually all policy
issuances and requirements to assure that .operating personnel have
adequate guidance on all facets of Program activity.

I R E S

1. The Title IT Regulation

In the summer of 1964, MR/FFP began to formulate a Title II
Regulation for the Federal Register and subsequent issuance as an ATID
Manual Order. It was expected that work vbuld be completed late in
that year or in early 1965. Because of changes in legislation and pro-
tracted clearances, completion was delayed. Clearance was finally
secured in the fall of 1965. Nevertheless, the regulstion has not been
issued as of January, 1966.

FINDING ¢

Issuance of the Title IT regulation has
been excessively delsyed.

RECOMMENDATION NO. 6:

MR/FFP SHOULD MAKE EVERY EFFORT TO COMPLETE
AND ISSUE THE TITLE TI REGULATTON IMMEDIATEILY.,

2. BSection 201, Emergency Assistamce

No manuval order has been issued for the Section 201 program.
A draft was prepared for agency review in late 1964 but required clari-
fication because 1t 4did not differentiate between assistance for disaster
relief -- as defined in Section 1560 of the AID Manual -- and other forms
‘of 201 assistance such as refugee feeding. Although the disaster relief
manual orders contain some guidance on the use of food for disaster reliefl
and the Title IT manual order 1558.6, Transfer and Expeditious Shipment
of Commodities for Special Purpcses, contains procedures for transferring
P.L. 480 food from one Title to another to meet unexpected contingencies,
these issuances do not meet the need for a separate and comprehensive
manmial order on Section 201 programs.
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FINDING:

There ié no manual order for Section 201,
emergency assistance programs.

RECOMMENDATTON NO. T:

MR/FFP SHOULD FORMULATE AND ISSUE A
COMPREHENSIVE MANUATL ORDER (1545.1) FOR THE
SECTION 201 PROGRAM.

3. The World Food Program

The United States contribution to the World Food Program is
made under the authority of Title IT, P.L. 480. Although AID has
participated in this program for three years, no Agency directive has
been issued to establish ATD policies and procedures for exerclsing our
commitment to the Program. The pilot stage of thils Program has ended
and the United States has made a commitment to support it for three more
years. In addition, the American contribution for the second three year
period will be two and one half times that of the three year pilot
periods Tt is therefore both timely and essential that the Agency formu~
late and issue ATD.policies and procedures for this Program. A recom-
mendation for PC action to examine the question of ATD review responsi-
bilities for WFP program proposals is made in Section VI.C. of this report.

FINDING:
There is no manual order for the policies and
procedures attendent to United States participation

in the World Food Program.

RECOMMENDATTION NO. 3t

THA® MR/FFP FREPARE AND ISSUE A MANUAL ORDER
(1547.1) FOR PARTIGIPATION IN THE WORLD FOOD PROGRAM.

ho The Classification of Title II as Program Assistance

4

The Title IT program is categorized -- and attempts to fit into
ATD's administrative framework -- as program assistance. Because Title IT
programs involve the use of food commodities as capital for development
projects and specific emergency assistance efforts, its classification
as program assistance has created some anomalies. For example, although
Manual Order 1143.1 ~- which provides guidance for Section 202 programs --
requires that the regional bureaus prepare a PAAD, a standard program
assistance document, this document is not designed to provide the
information necessary for assessing and approving projects. In fact,
the PAAD i1s never used. Another example is that control numbering is
done by Transfer Authorizations. Individual projects are not mumbered.
Because a TA may provide commodities to more than one project and one
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project may be serviced by more than one TA, accountability in terms of
projects is not assured and evaluation of the projects iz difficult.

Furthermore, the inadequacy of guidance for integrating Title IT resources

with those of capital and technical assistance in support of development
projects arises in part from the obsolete program assistance orientation
of Title TI.

FINDING:
The Title IT program is incorrectly classified
as program assistance, thereby creating difficulties

in planning, programming, and reporting activities.

RECOMMENDATION NO. 9:

THAT PC CLASSIFY THE TITLE IT PROGRAM AS A
SPECTAL RESOURCE AND MP/PDD INCLUDE ALL APPLICABLE
POLICIES AND PROCEDURES IN CHAPTER 1500 OF THE
ATD MANUAL, SPECIAL ACTYVITIES AND PROCEDURES.

D. Policy Guidance for Title TII Programs

Tn August, 1964, MR/FFP in cooperation with A/MP prepared and issued
a comprehensive series of manual orders setting forth policies and
operating procedures for Title TII. There are, however, several pro-
visions which have not been incorporated into the manu=l system.

l. Scope of Volumbtary Agency Activity and Relations with U.S.
Government

In response to a letter from Mr.. Hugh D. Farley, Executive
Director of Church World Service, the Assistant Administrator for
Administration wrote in January 1965 that "...to assure that users of
the Title TIIT manunal orders are informed of the role and function of
the voluntary agencies overseas a description of the breadth of voluntary
activities and, in addition, en explieit .statement respecting the part-
nership relationship between the voluntary agencles and the United
States with respect to Title III programs, will be added to the Title
TTI manual orders." MR/FFP cleared this letter and agreed to amend the
manual orders accordingly. Nevertheless, the Title ITT manual orders
have not been so amended.

FINDING:

- The Title TIT manual orders have not been
amended %o include a description of the scope of
voluntary agency activities and a statement
regpecting the relationship between the voluntary
agencies and the U.5. Government.

.
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RECOMMENDATTON NO, 10:

THAT MR/FFP AMEND M,0. 1556.1, P.L. 480
TITLE ITI: INTRODUCFION, IN ACCORD WiTH THE
COMMITMENT MADE BY THE ASSTSTANT ADMINEISTRATOR
. FOR ADMINISTRATION TO THE EXECUTIVE DIRECTOR,
CHURCH WORLD SERVICE.

2. Emphasis on ‘Self~Help

Tn 196k, the Congress amended PoLs 480 to provide %that "..sthe
asgisbance to needy persons provided (under Title IIT) .shall, -insofar
zgs practicable, be directed toward commmity end other :sel®shélp acti-
~vities designed to alleviate the causes of the need for 'such gssistance,”
This :amendment supersedes the provisions contained in M.0. I558.5,
P.L. 480, Title TIT, Voluntary Work by Recipients. To provide guidance
in sccordance with this amendment, MR/FFP issued ATDTO Circular A-309
on March 19, 1965. The airgram contained a draft msnual order 1558,5,
PoaL. ‘480, Title III: Self-Help Activities by Recipients. Although
almost a year has elapsed, this draft has not been promulgsted.

FINDING:

"No manual order has been Issued incorporating
the provisions of a 1964 Congressional amendment
to P.L. 480 which encourages self-help activities
by recipients of Title ITI assistance.

RECOMMENDATTON NO, 1l:

MR/FFP SHOULD PREPARE AND ISSUE MANUAL ORDER
1558.5 TO ITMPLEMENT THE CONGRESSIONAT: DIRECTTVE
THAT TTTLE ITT PROGRAMS BE DTRECTED TOWARD
COMMUNITY AND OTHFR SELF-HELP ACTIVITIES.,

3. Suspension and Terminastion of Program

When the Title IIT manual orders were issued in August, 196L,
it was noted that there was no provision for the suspension and termination
of Title ITT programs. At that time, MR/FFP agreed to Issue s manual
order setting forth the poliey and procedure for doing so. This manzal
order has not heen issued.

FIWDIWG:

Wo manual order has been issued on the
suspension -and terminstion of Title IIT programs.

RECOMMENDATTON WO, 12:

MR/FFP SHOULD PREPARE AND ISSUE POLICY AND
PROCEDURAL GUIDANCE FOR THE SUSPENSION AND TERMI-
NATION OF TITLE ITT PROGRAMS AS M.0. 1558.9.
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E. The Use of Title T Currencies to Tmprove Titles IT and ITL Programs
{Section 203)

In late 1964, the Congress authorized under Title II an amount not
exceeding $7,500,000 annually to purchase foreign currencies accruing
from Title I sales to improve Titles IT and III.programs. The House
Committee on Agriculture stated that the basic objective of this provision
is to assist the use of food programs "...to reduce the need for continuing
food assistance.,® On March 3, 1965, a circuler airgram (A4-327) containing
guidance for using the new authority and a draft menusl order was sent
to the missions. The instruction, however, was deficient in that it did
not establish a mechanism for programming these funds. This guidance
has not been included in the ATD Manuwal yet, nor have specific programming
instyuctions been developed. It is noted that, to date, only one program
for Israel and nine programs for India have heen approved under this
authority, perhaps reflecting the inadequate guidance.

FINDING:

There is no manual order providing guidance
on the use of Title I currencies for improving
Titles IT and ITT programs uvnder the authority of
Section 203, P.L. 480.

RECOMMENDATION NO. 13:

MB/FFP SHOULD PREPARE AND ISSUE PLANNING AND
FROGRAMMING GUIDANCE FOR ADMINISTERING THE PROGRAM
SUPPORT FUNDS FROVIDED BY SECTION 203 AS M.0. 1541.2.

F. Counsolidation of Title IT and Title ITT Manual Orders

The transfer of Title II program guidance from Chapter 1100 to
Chapter 1500 of the ATD Manual in accordance with Recommendstion
No. 10 above will comsolidate in one chapter all of the Agency's
guidance on P.L. 480 grant programs. Title ITI guidance, generally
adequate in structure gnd content except as noted in Section IV.C. of
this report, is already in Section 1550. Section 1540 may be used both
for mamuel orders on Title IT only as well as for material aspplicable
to both Title IT and Title IIT. Four public safety manial orders
presently assigned to the 1540 section can be moved to the 1590 section
walch 1s presently unassigned to any subject field. A checklist for )
manual order requirements in Section 1540 follows on the next page. Of
these, only the proposed M.O. 1546,1 presently exists (M.O. 1143,1),
though it is not.suffichiehfly broad in scope. When completed and issued,
these manual orders would, in conjunction with those on Title ITTI in
Sectlon 1550, rrovide comprehensive policy and procedural guidance on
Tood grant programs in one manusl chapterd
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FTINDING

Transfer of Title TI manual orders’ to Section

‘. 1540 of the -ATD Manual, and preparation and issuance

of manual orders as indicated in the checklist which
Tollows, would provide a comprehensive groupling of
policy and procedural guidance on food grant. programs..

RECOMMENDATION NO., 1k:

THAT MR/FEP, IN COOPERATION WITH MP/PDD,. PREPARE
AND, TSSUE COMPREHENSIVE MANUAL ORDERS ON TITEE IT. AS.
INDICATED ON THE. CHECKLIST, AND INGLUDE THEM IN
CHAPTER 1500 OF THE. ATD MANUAL WITH TITLE. ITT:
GUIDANCE.,

Checklist for Section 1540 of the ATD Manual

P -

Pol.. 480 Grant Programs - Objectives of Title. IT7 and.
Title ITI Programs. (A discussion of Title II and. Title.
ITT objectives, how the two titles diffeer, how they are
alike, when to use one or the other, etc.),

- P,Li.. 480 Grant Progrsms - Using P.L. 480 Title T local.
Currency in Title IT a&nd Title III. Programs. (Agency
policy and procedures for utilizing Léeal. curveney in.
support of Titles II and III programs which. are: helping
to reduce the need for continuing food assistance..)

15421 - PaLs 480 Grant Progrems - School and Maternal-Child Feeding.

{Ageney policy and guidance for planming and programming
school lunch projects and for improving the nutrition. of”
pre-school children under Title- II and Title ITI.)

1543.1 — P.Li. 480 Grant Programs - Quarterly Report on Titles TI

and ITT Programs. (The proposed quarterly report is
discussed in Section VII of the survey and a draft manual
circular establishing the report is Attachment E of this
survey. )

1544.T - P.L. 480 Title TI (Section 201 and. 202) - ATD Regulation

Trangfer of Food Commodities foxr Use in Emergency Assistance

and Fconomie: Development.

1545.1 - P,Li.. 480 Title'IT (Section 201) - Emergency Food Assistance.

{Agency policy governing the Section 201l program and
guidance for planning end programming to meet emergency
IleedSa,)



M,0, 1546.1 -

M.0, 1547.1 -

- &2 -

P.L. 480 Title IT (Section 202) - Food for Develdépment.

(Agency policy and guidance for plamming and programming
food for work projects, lend resettlement projects and
livesteck and poultry feeding projects, including guidance
on how this resource can best be and should bhe utilized

in conjunction with capital and technical assistance to
improve agriculture and rural development.) (Presently
exists as 1143.1)

P.L. 480 Title IT - World Food Program (Agency policy and
procedures for handling our commitment to the World Food

Program. }

[}
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V. FOOD FOR PEACE PLAWNTING

A, Planning for a Changing Frogram

In recent months, the Food for Peace Program has received considerable
attention within the government as the increasingly critical food needs of
underdeveloped countries become apparent. Timultaneously it has become
obvious that American agricultural surpluses -- for years a principal
characteristic of the domestic agricultural economy -- are declining and
that a full examination of the future role of the Program within these
energing patterns is essential. As a result, an inter-agency task  force
studied the altermatives open to the United States and prepared a report
which has been submitted to the White House.

It appears likely that, regardless of the specific nature of new
legislation to replace that which expires in 1966, there will be an increas-
ing emphasis on the use of food aid to further the develomment of the
countries we are assisting, especlally the development of agriculture.
Despite any possible changes in policy or 1n the responsibilities assigned
to the participating agencies, it is evident that all phases of the food aid
program within ATD must be operated at thelr most effective and efficient
levels. Central to this need is a planning procedure designed to stimulate
a review of food aid plans in terms of national policy, assistance strategy,
development priorities, and commodity availabilities.

Previously, the Agency has not often been faced with the problem of
allocating inadeguate food resources among competlng programs in the same
sense as ATD appropriation dollars are allocated according to Agency
priorities., Two commodities, rice and dry milk, have at times been in short
supply for all program needs. In these’ cases,MB/FFP developed an ad hoc
priority grid. It is clear that the Agency henceforth must plan its
food resources as effectively as possible and develop a suitable mechanism
by which the limited resources available can be best allocated according to
criteria established by management.

B, Present Food for Feace Flanning

The manual orders explicitly require the missions to determine the
extent to which programs under Title I, IT, and IV effectively advance
foreign ald objectives in each cooperating country and to include in each
CAP submitted to AID/W such plans as are consistent with the attaimnment of
these objectives, In the case of Title III, the manual orders only require
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that commodity statistics for the.actual, operational, and budget year
programs be included in the E-2 tables, although some missions also include

narrative descriptions.
l, Mission Planning

There ig no concensus among bureau personnel as to the .adequacy
of Food for Peace planning as reflected in the CAPs. In many cases general
satisfaction was expressed with mission responsiveness in including food aid
plans and integrating such aid into the counitry program. However, several of
these individuals expressed views that Food for Peace planning is of 1little
value or that it is treated wholly as program assistance with importance only
in terms of effect on the balance of payments or the generation of local
currencies. Others expressed more positive views by indicating that the full
range of Food for Peace potentlalities is well treated in the CAPs and that food
gid -- including Title II projects -- is of paramount importance to the country

prograi.

. A large number of persos interviewed expressed negative views. In
some cases it was said that Food for Peace is not well or imaginstively planned.
Many find that it is poorly integrated with the country assistance program and
that the CAPs have not been sufficiently responsive to program guidance and the
need for thorough plamning. A few individuals suggested that, while the planning
is poor, the nature of the Program makes valid advance planning impossible.
Commodity production in recipient countries may vary so much that any advance
planning is likely to be meaningless. In contrast, others said that while there
may be variations from year to year, the need for food in many countries often
continues in more or less predictable quantities.

A review of sample CAP submissions by the survey team revealed a
considerable range in the treatment of Food for Peace. WNarrative descriptions
of programs may be confined to a few lines of program volume in terms of
commodities and recipients, with little or no analysis of The purposes or
goals of food aid and its impect on country development. In other cases there
may be a dozen or more pages devoted to detailed descriptions of various
Title IT projects, the nature of Title III programs, and analyses of the
impact of Title I or Title IV sales. To some extent the length and detail
of the analyses and descriptlons correlate with the size of the Program.

For example, CAP submissions from Brazil and Tunisia include considerable
narrative and statistical data. Where food is not a significant problem,
little detail is included. However, many CAP submissions show little evidence
of serious consideration of Food for Peace applications, even in areas where
the Program might well be a significant contribution to development.

H
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2. AID/W Review of Planning

The review of mission plans for all assistance programs as set forth
in the CAP submissions occurs within the bureaus. Typically, each bureau form-
ulates a comprehensive program of technical and capltal ‘assistance which, in
the fall, is presented to the Administrator. .A bureau position on technical and
capital assistance program levels represents the joint participation of the desks,
planning office, and the ID and CD offices. The ID and CD offices provide
detailed and technical program knowledge which is ordinarily not available on
the desk. The desk assists in bringing the country package together into a
coherent whole.

In the case of Food for Peace, however, the principal effort to .
establish plamning levels or estimates is made within MR/?FP. In the. fall,
MR estimates Food for Peace commodity levels for the budget year beginning a
yeer from the following.July. These figures are provided to PC for the CAP
reviews without formal clearance by the bureaus or any reconciliation with
estimates they might have. MR develops these estimates from operating experilence,
relations with the desks,-and program knowitedge, but not from CAPs. The Food
for Peace Division does not systematically use the CAPs in their planning --
indeed, several MR program officers have stated that they do not have time to
use them at -all, -

Later in the winter, sbout January or February, MR prepares a second
estimate of program levels for the Congressional Presentation. These detailed
estimates, based on somewbat more up to date program information, are
submitted to the bureaus and PC simultaneously. Subsedquently bureau. and MR
differences in estimates are reconciled.

Shortly after the beginning of the operating year, a third estimate
of plaming levels 1s prepared by MR and submitted to PC for the OYB program
summary. In previous Yyears PC forwarded these estinates to the bureaus for
comment and reconcilistion. This past fgll, however, MR was requested to
obtain bureau clearance before submission; however, MR reports that they have

" never received comments from the bureaus. As the OYB proceeds, the planning-

levels remain fairly stable. There are cases, however, where.they are changed
to reflect current program information, perticularly egricultural production
in reciplent countries and U.S, commodity availabilities.

Planning levels for the various Torms of AID assistance are set in
program review -hearings, first at the bureau level and finally at the
Administrator's hearings. 1In this process, Food for Peace is normally not
discussed at length; comments are usually confined to brief mention of the
proposed levels, particularly of Title I or Title IV sales programs. Such
discussion &s there may be usually relates to local currencies geherated
by the sales, There is rarely any thorough analysis during the hearing of
proposed programs in terms of economic implications, agricultural development,
or objectives. The survey team was also told that Food for Peace was little
discussed during the Aamlnlstrator 5 review.
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Tt is clear that MR/FFP takes the lead in setting program levels
during the plaming process. MR does not operate in isclation; in fact, the
MR/FFE yrogram officers are in frequent communication with the desk officers,
acquire program informetion and field views by alrgram contact with the
missions, and obtain clearances from the bureaus on most of the estimates
which are provided to PC. Nevertheless, MR exercises the principal thrust
in setting these estimates, based largely on operating experience, historical
program trends, and some idea of USDA views, )

FINDING:

Food for Peace planning levels provided to PC for
budget review and Congressional Presentation purposes
are set primerily by MR/FFP from operating experience
and program knowledge, rather than by the regional
bureaus based on criteria of political,economic, and
developmental need. This approach, which emphasizes -the
separation of Food for Peace from the rest of the
assistance effort, is contrary to the Food for Peace
manual orders which state that the regionsl buresus
will be responsible for providing planning levels.

RECOMMENDATION NO, 15: '

' THAT PC DIRECT THE REGIONAL BUREAUS TO PROVIDE ALL
- ESTIMATES OF FOOD FOR FEACE PLANNING LEVELS WHEN RE-
QUIRED, IN ACCORDANCE WITH MANUAT. ORDER PROVISIONS,

Ce Improving Planning Procedures

1.. Strengthening Mission Planning

As we have already Indiceted, a simple review of CAP submissions for
1965 "suggests that there is a considerable spread in the quantity end -quality of
Food for Peace planning among country programs. Part of this veriance is no
doubt caused by the wide differences in country situations -- whether or not a
serious food deficit exists, the state of economic development in the country,
and similar factors. It also appears evident, however, that there are areas
in which food aid potentialities have not been realized, In large part this
failing is due to an absence of Food for Peace knowledge or focus in many missions.

Even though criticism has been directed towards Food for Peace planning,
many individuals have pointed out that it is improving. This improvement is
usuallly attributed to the establishment of more than forty Food for Peace
Officer positionsin the missions during recent years. It may be reasonably
anticipated that further improvements will occur as additional positions are
established where appropriate end as the incumbents acquire greater exwerience,
The undeveloped potential which might exist in many countries for expanded
Food for Peace activities may be -illustrated by the results of a trip in
mid-1965 to the Far East by the FE/DP Food for Peace Specialist.
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In three countries specific programs were generated and in others discussions
were held on possible programs to meet certain needs. There are cases where the
individual country's program potential cannot justify a Food for Peace Officer
and an ares assignment might be feasible. Areas fuch as Bast Africa and Central
America might find this approach useful. :

The survey team does not believe that it can properly evaluate specific
country or area requirements for Food for Peace staffing without detailed country
knowledge on food Yesources, Program potential, and related matters. We have not,
therefore, made recommendations on the placement of such officers. Nevertheless,

_ The bureaus are urged to evaluate fully the potential use of food aid on a

country by country basis and, where appropriste, take action to place a Food for
Peace Officer to serve either a single country or a group of countries.

FINDING:

Effective performance of Agency responsibilities underx
the Food for Peace Program requires mission ecapability to
plan, implement, and evaluate Food for Peace programs. - It
is the experience. of bureau management personnel that imple-
mentation of the Food for Peace Program is more effective
in those missions having Food for Peace officers.

RECOMMENDATION WO, 16:

THAT THE REGIONAL BURFAUS, AIDED BY Mp/MGT AND
MR/FFP, RE-EVALUATE COUNTRY NEEDS AND POTENTIALITIES
TO DETERMINE MISSION FOOD FOR PEACE OFFICER MANPOWER
REQUIREMENTS.,

2. TFood for Peace in CAP Submissions

Effective and meaningful planning should be done in the missions
within the context of country requirements and development needs. Nevertheless,
decisions as to program levels are made within the AID/W and by the Inter=-agency
Staff Committee methanism. Therefore, it is essential that Food for Peace
planning be comprehensively treated within the CAP submissions, which presently
do not uniformally attain adequate standards for this program. The submission
should include all proposed programs in all applicable titles, both statistics
and supporting narrative which sets forth purposes, goals, environmental
circumstances, and relationships to overall AID assistance strategy and country
development needs. A standard format should be developed for a Food for Peace
section of the CAP submission, While portions of the Food for Peace Program
will be discussed within the context of macr.o-economic analysis and other specific
development activities, they should also be brought together in Part TI of the
CAP and treated in detail.
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FINDING: - & : . ’

Effective review .of food aid planning in AID/W
requires comprehensive statistical and narrative .
descriptions of programs and projects, as well as
broad analyses of Food for Peace needs in the context

+ . of country economic and developmental requirements
and ATD assistance plans. Except for E-2 commodity
statistics there is no provision for comprehensive
treatment of food aid plans in the CAP-and, as &
result, the CAP submissions follow no standard
format and vary widely in the quallty and depth of
treatment. .

RECOMMENDATION NO, 17:

- THAT PC, WITH ‘THE ASSISTANCE OF MR/FFP-AND C e
MZP/PDD DEVELOP A -STANDARD FORMAT FOR THE FOOD FOR .
PFACE PRESENTATTON IN THE CAP, -INCLUDING COMPREHENSIVE
STATISTICAL AND NARRATIVE EVALUATIONS AND PLANS

3. Veoluntary Agency Plans Under Titie IIT

Under present regulations, the voluntary agencles are required to
submit program plans every three years for the activities they wish to conduct
under Title ITII. These plans are reviewed by the missions, which submit to
AID/W a Program Plan Review Report, and later in AID/W. Unless there is a
significant change in the'program of a wvoluntary agency, this'plan remains
in effect for the three years after which a new plan is prepared. Few
plans are re-submitted before a three year lapse,

The voluntary agencies implement the Program Plan each year by means
of the Annusl Estimate of Requirements (AER) which is. a one or two page
summary in statistical format of commodity requirements and estimates: of
reciplents by category. Accampanying the AER is a Program Plan Operating,

Report (PPOR), an unstructured narrative document designed to provide tomment
on the AFR and including.such subjects as a comparision of the number of
recipients between ‘the current operational year and the next year, ex~
planations for changes in rates of distribution, commenits on-"open" audit
findings, and a summary of.any problems. The AERs and PPORs are reviewed -
at the mission and then submitted to AID/W by the voluntary agency New York -
City headquarters offices. The missions, are.reguired to submit to MR/FFP an
AER Rev1ew Report a narrstive evaluation of the AER

Wlthln.AID/W, the review, and analy51s of these plans are performed
erimarily by MB/FFP. In most cases, the desks also review them but this re-
view iIs usuallycursory. There has been a rather common attitude that the
Title ITI programs are, at best, a peripheral charitable activity with little
value to the ATD program except, perhaps, for the public relations or "image"
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achieved. Many bureau persommel seem content to have MR perform alone all
necessary review and program development activities. The survey team believes,
however, that the size of the Title IIT program -- exceeding a third of a
billion dollers a year in commodities -~ and its dmpact on recipient countries
are such that the Agency should assure a full review by the mission and

bureau within the context of the country program as well as a review by MR
according to technical and administrative criteria. The possible significance
of & Title IIT program within a single country may be illustrated by the Title
IIT program in Brazil which amounted to $26 million in 196k, almost 20% of

the total Food for Peace Program there.

During the last year or so, the impact of Title IIT programs én the
Agency's development assigtance effort has grown considerably. The recent
statutory provision for self-help projects in Title III, whereby the
voluntary agencies may require labor from the recipients in return for food,
permits the development of numerous small scale localized projects. This
new emphasis suggests that the Agency should become ihcreasingly concerned
with the validity of programs proposed by the voluntary agencies in terms
of their responsiveness to the developmental goals now possible within the
food aid program, Furthermore, the Agency should evaluate thoroughly the
possible impact that Title III programs can have on country development by
Tocusing program attention on particular geographic or economic areas of
malnutrition or hunger and by supporting community and rural development
programs.

The criteria for Agency review in the past generally has emphasized the
administrative capabilities of the voluntary agencies to conduct the progranms
proposed rather than any evaluation of program purposes or goals as they relate
to long range country assistance objectivées. This approach was understandable
because the voluntary agencies, until recently, were prohibited from requesting
any sort of labor from the recipients, thereby depriving the program of any
developmental characteristics. - With the new emphasis in Title III on self-help,
however, the Agehcy's review should encompass progrem impact on the development
effort as well as administrative and technical factors.

Tn meking this ssatement, the survey team gives full recognition to
the independent position of voluntary agencies. It would not be in their
interest or the Agency's to reduce their independent role to something ap-
proximating instrumentalities of the ATD program. The voluntary agencies
have been performing useful and creative work of this nature for many years
and hopefully they will continue to do so. Nevertheless, the Agency should
provide the mechanism by which the voluntary agencies in their use of Food
for Peace resources can effectively coordinate with ATD in attaining common
objectives and to assure that the purposes of the legislation are achieved.
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FINDING:

Although Title III now authorizes self-help
projects with potentially significant impact on
development activity, there is limited Agency
review of Title III programs within the context
of the overall couwntry assistance effort.

RECOMMENDATTION No. 18:

THAT:

A, THE REGIONAL BUREAUS AND MISSIONS REVIEW
VOLUNTARY AGENCY TITLE ITTI PROGRAM PLAWS
TO ASSURE GEWERAL CONFORMITY TO THE OB-
JECTLVES OF THE COUNIRY AQSLISLANCE PROGRAM;
AND

B, MR/FFP, WITH THE ASSISTANCE OF MP/PDD, AMEND
THE MAWUAT: ORDERS TO REQUIRE THAT THE
MISSIONS SPECIFICALLY COMMEWT ON SUCH CON-
FORMITY IN THE NARRATTVE FPROGRAM FLAN
REVIEW REPORT AND IN EVATUATIONS OF TITIE
IIT PLANS WITHIN CAP SUBMISSIONS.

In order to provide the missions and the bureaus with a better tool

for reviewing the Title IIT program plans, it is necessary to revise the
format and periodicity of the voluntary agency plan. The first requirement
is that the submission of program plans be meshed with the CAP submission and
ATD program cycle, The plans should be submitted to the missicns sufficient-
ly in advance of the date by which the missions submit the CAP to AID/W so
that the plans can be evaluated and incorporated into the CAP with any
comments and deta required by the standard formabt for Food for Peace sub-
missions proposed by Recommendation 15 of this report.

Second, in place of the present triennual submissions, the voluntary

agency program plans should be submitted annually with three year pro-
Jections. This revision would encourage the voluntary agencies to carefully
evaluate each year their objectives and progress, and would promote the

same self-discipline which the AID programming system intends for the Agency.
More lmportant, however, this approach would encourage the voluntary agencies
to change the direction or emphasis of their programs to meet new legislative
direction or Agency policy. The recent statutory provision permitting self-
help projects in Title IIT again serves as a good example. Every program
plan for a Title III activity should be fully re-evaluated by the voluntary
agencies and many completely revised to reflect this significant policy
change. Amnual plans would provide a positive mechanism to assure periodic
focus on such changes and encourage the voluntary agencies to revise their
programs accordingly.
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The annual program plan should contain both nesrrative and statistics.
The narrative might indicate the goals of the voluntary agency programs,
comments on the environment which justifies the program, the applicability or
non-applicability of various Title IIT provisions such as self-help projects,
comments on increasing or decreasing numbers of recipients, and similar subjects.
Statistics would include projected volumes of commodities, numbers of
recipients by category, and analyses of usage or program chenge. With this
format, the voluntary agencies would not have to submit the PPOR with the
AER unless there were special problems requiring discussion, unresolved audit
findings, or a need for explaning significant differences in specific
commodity requests from those proposed in the program plan several months
earlier, The AERs, which serve as the detailed commecdity request documents
for programming purposes from the voluntery agencies to the Agency (but not

as specific requests to USDA for commodity shipments), would continue to be
submitted as at present.

FINDING:

The format and pericdicity of woluntary agency Title
IIT Program plans discourage annual program revisions
to reflect new Agency policy or legislative direction
and do not engender adequate review in the context”
of the country assistance program.

RECOMMENDATTON NO, 19:

THAT MR/FFP, WITH THE ASSISTANCE OF MP/FDD,
REVISE THE TITLE III MANUAL ORDERS TO REQUIRE
THAT THE VOLUNTARY AGENCIES SUBMIT ANNUAL, PROGRAM
PLANS WITH THREE YEAR PROJECTIONS COMPARABIE TO
THE CAP, AND CONTAINING NARRATIVE AND ‘STATISTICAT,
SUPPORT IN ACCORD WITH A STANDARD FORMAT. THE
SUBMISSION SHOULD BE TIMED SO THAT BOTH THE PTANS
AND MTSSION EVALUATTION MAY BE INCLUDED IN THE CAP.

4. Bureau Review of-Mission Plans

Within the regional bureaus, Food for Peace plans should. be fully
reviewed, evaluated, and approved, altered, or rejected. This process should
be taken in the context of the entire country program so that Food for Peace
determinations can be made relative to their effect on the development
assistance program, host country economic patterns, and with due regard to
Toreign policy considerations,

At present, the principal thrust of establishing Food for Peace
planning levels is found in MR/FFP, as previously stated. The flaw in this
approach is that Food for Peace plenning does not begin with a positive
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initial effort to estahlish country program needs within the context of
economic and develomment requirements and U.S. policy cbjectives. MR/FFP

is not capable -- nor should it be -- of performing the broad country. analysis,
determining what the levels and nature of U.S. assistance should be, and -
deciding what role Food for .Peace should play in atbaining United States policy
and country development objectives. Food for Peace planning should be’
initiated in the mission and then reviewed and confirmed or altered within the
bureau -- and by the Administrator -- against these criteria. This
constructive review process -- as opposed To a clearsnce process -~ should
take place within the bureaus, first at the desks and then in the planning
offices, to.determine the appropriate program levels,

Typlcally, the country desk has responsibility for developing an
integrated” combry program -- ineluding Food for'Peace -- for bureau approval.
In formuleting the Food for Peace portion of the country program, the desk
should take the- lead in-evaluating-ang further-developlng mission plans--and
supporting rationale. At this point in review, broad questions should be
asked, such as The economic effect of introducing the proposed levels of
commodities; the spread, size, and nature of Title, Il Food for Work pro-
jeets; the most useful geographic and economic areas for Title IIT feeding
programs; and the role of Title ITII self-help projects in rural and
community development. '

In performing this analysis, the desk officer should call on the bureau
Food for Peace Coordinator (recommended above in Section IIT.B,) for' pro-
fessional judgment and techmnical guidance in matters relating to the general
soundness of projects, use of Program potentlalities within the country
environment, and the soundness of mission’ planning, The Coordinator should
not perform the review for the desk. His role should-be that of technical
support, program stimulabion, and general guidance. |,

During this process, MR has a significant task to perform. The MR/FFP
program officers should prov1de technlcal 1nformatlon, program history, operatlng
experience, and general USDA attitudes to the desks. In their planning
activities, the desks must fully consider USDA and other agency views so that
planning does not depart from attainable levels. Thus, when establishing food
aid planning levels, the bureaus should strike a balance among all factors --
economic, political, and developmental as well as commodity availabilities and
USDA policies.

Durlng the bureaw CAP-review hearings, Food for Peace should be ap-
propriately considered and the individual country programs approved or
revised. The bureau Food for Peace Coordinator showld attend these hearings.
and provide program information’ and technical guidance as required. As a
result of these hearings, an ovérall bureau-position on Food for Peace
levels should be established. When required, such as for the Congressional
Presentation or the Administrator's hearings, the bureaus should provide PC .
with the established Food for Peace planning levels which have been reviewed
by MR/FFE.
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FINDING:

The regional bureavs are the appropriate
organizations to develop comprehensive Food for
Peace plauning levels in the context of the over-
all country programs for the Agency's program
review determinations.,

RECOMMENDATTON N0, 20:

THAT THE REGIONAT, BURFAUS ESTABLISH FOOD
FOR PEACE PROGRAM IEVELS CONCURRENILY WITH
AND IN RELAPION TO THE OTHER PORTIONS OF COUNTRY
PROGRAM BY MEANS OF REGULAR PROGRAMMING
MECHANISMS SUCH AS THE BURFEAU. CAP REVIEW
ABARINGS.

5. Setting Tent&tive Program Levels by the Administrator

Program levels for the various types of Agency assistance resources
are set by the Administrator during the CAP/LAS reviews in the fall of each
year. These decisions are the basis for subseguent submissions to the Bureau
of the Budget and the Congress. Actual program levels are later .established
when the monies appropriated by the Congress are allocated To the bureau for
implementation,

These procedures have not been employed by the Agency for Food for
Peace largely becauge the Program is not includéd in the ATD appropriation.
Estimates of future program levels are developed prlmarlly by MR with bureau
clearance and provided to PC; but Since PC has newer had a resource- -allocat -
ing role in Food for Peace, the .estimates -are used primarily for 1nformat10n
purposes. As stated earlier in this report, on the few occa51ons in the
past when it has been necessary to allocate a limited qpantlty of one
comnodity between programs, the priorities and allocations were established

by MR.

As increasing Program needs and declining American surpluses meet,
it will become necessary to plan and allocabe availeble resources carefully
among the various assistance programs. This function properly should be
exercised by the Administrator and by PC as hls staff arm, and should be
done in terms of the same political, economic, and developmental criteria
that are applied to other forms of assistance. . The levels which are set ‘at
this point should meet the overall Program 11m1tations set by the Congress
and are subject to revision as commodity avallabllity information is provid-
ed by USDA.


http:revision.as
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Emphasis of this finetion in the Agency would not remove from the
Secretary of Agriculture his responsibility to determine the commodities
avallable to be granted or sold to the various recipient countries., This
recommended planning process, in effect, would set the Agency position on
program levels, subject to later revision as current production level
statistics become available from recipient countries. As individual programs
are submitted to the ISC and the ISC Sub-committee during the operational
year , the present decision process would be followed in accordance with the
intent of legislation and executive orders.

FINDING:

Growing program needs and declining surpluses.
require That commodity resources be planned and
allocated carefully among programs in terms of
political, economic, and developmental criteria.

RECOMMENDATION NO, 21:

THE ADMINISTRATOR AND PC AS HIS STAFF ARM
SHOULD SET TENTATIVE FOOD FOR PEACE FROGRAM
LEVELS AS A RESULT OF THE CAP/LAS PROGRAM
REVIEW HEARINGS.

6. Notifying USDA of Agency Food for Peace Planning Estimates

At the same time that MR/FFP prepares data for submission to BC
in comnection with the Congressional Presentation (about February ), the
Division also provides estimates to USDA on anticipated Title I and Title IV
levels for the next fiscal year. These data are for information purposes only
and not for USDA clearance. Title IIT levels are not included because
procedures call for consideration of the specific voluntary agency program
requests (AERs) immediately thereafter, well before the beginning of the
operational year. Title II is also omitted at this time. In the fall, however,
MR provides USDA with gross estimates by commodity for all Title TT program through
the following fivé years. These data are for USDA use in meking export estimates.

In view of the imminent need to generate commodities to meet Food for
Peace requirements, whether by purchase from current production or by ad-~
Justment of the farm program to increase surpluses, the Agency should provide
USDA with estimates of total Program needs well in advance of the operational
year when specific quantities are programmed by the ISC. These estimates
would be the tentative levels established by the Administrator and PC as a
result of the CAP/IAS program review hearings. While they wowld be tentative
and could not be considered as binding on USDA without ISC approval, they
would provide Agriculture with the Agency's best analysis of the following
year's commodlty requirements from the context of the country programs,
tempered by MR opinion on probable USDA views on specific food aid programs.

'
r
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TINDTNG :

The Agency does not provide USDA with
comprehensive estimates of commodity
requirements for all Food for Peace Programs
-- as defbermined by the Administrabor -- for
USDA use in forecasting commodity -exports and
planning acquisition levels in an evironment of
declining surpluses. )

RECOMMENDATTON WO, 22:

THAT PC PROVIDE USDA WITH AID ESTIMATES
OF FOOD FOR PEACE COMMODITY REQUIREMENTS FOR
THE BUDGET YEAR AT THE CONCLUSICN CF THE
AGENCY PROGRAM REVIEW HEARTNGS AND AFTER
TENTATTVE PROGRAM LEVEL DECISIONS HAVE BEEN
MADE BY THE ADMINISTRATOR.

Te Confirmabion or Revision of Program Levels

Although the Administrator would gite tentative approval to
program levels by the procedure described above, subseguent domestic agricul-~
ture. production might result in .shortages of specific commodities availeble for
the Program, thus requiring alteratlon of the tenative levels. In such circum-
stances, specific choices would then be required between competing priorities
aceording to political and economic criteria, in the same sense that Viet Nam
has been accorded first priority for inadequate price stocks. :This debermina-
tion Should be performed by the Administrator or  PC as his staff -arm.

In the spring of each year, the Department of Agriculture begins to
make domestic crop forecasts for that year. A report is prepared and, in
dJune, approved by the Board of Directors of the Commodity Credit Corporation.
Later in the summer, more accurate and current Fforecasts become available.

This schedule suggests, and USDA has informally confirmed, that it
would be possible forfhgricultqre to provide the Agency-with estimates on
comnodity levels available for the Food for Peace Program at the begifming
of the operating wyear, These data would be for informational purposes and
would be in gross totals without any breakdown by ceuntry programs. Because
development of these estimates procedes the ISC approval process, their use
by AID in its plamming process would not involve any -commitment of USDA as
to specific-program levels. On receipt of these commodity estimates-for
Food for Peace, the Administrstor or PC would confirm the previously approv- -
ed program levels or alter them as necessary., - After this process, the Agency



would have an Agency position for specific program levels on a country by
country basis to reflect ATD's best judgment on the role. of Food for Peace
in attaining country development objectives. Negotiating specific program
approvals through the ISC then would be done from this frame of reference,

FINDING:

To properly allocate scarce commodities
among, compebing programs, a procedure is
needed whereby the Agency would approve or
revise previously approved program levels
in light of commodity availability forecasts
provided by USDA.

RECOMMENDATION NOQ. 23:
THAT:

A. PC REQUEST USDA TO FROVIDE THE AGENCY
WITH ESTIMATES OF COMMODITY AVAITABILI-
TTES WHEN KNOWN BY APPROXIMATELY THE
BEGINNING OF THE OPERATTONAL: YEAR; AND

B, THE ADMINTSTRATCR, OR PC AS HIS STAFF
ARM, CONFIRM OR REVISE AS APPROFRTATE
THE TENTATIVE- PROGRAM ILEVELS PREVIOUSLY
ESTABLISHED,

G - T AN ) N EE E Gy N En S au -G Sum E I .
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VI."DEYELOPING FOOD FOR PEACE PROGRAMS

Program development is defined as the process-of converting mission
and buresu food aid plans into implementable programs by: (1) reviewing
specific progrem proposals usually submitted by the field; (2) applying -
ta these proposals techniecal criteria and eveluations of administrative
capability on the part of* voluntary agencies and cooperating sponsors; and
(3) developing a formal proposal for' determination by the ISC. 'While the
regional bureaus participate in this prdcess, particularly in the application
of broad political and economic congiderations and in the determination of
the use of local currencies generated by Title I; the major role within the-
Agency 16 performed by MR. This activity is’ descrlbed in greater detall
in Sectlon III.D.2 of 'this report, The Role of MR. -

1

A. Processing Title I and Title IV Programs

Program -proposals made by the country ‘team are trensmitted to Washington
and developed for presentation to the ISC by the Department of "Agriculture.

_During the period prior to presentation, AID?*s function is to formulate a

Jjoint position with State on the proposal so that our 1nterests may adequately
influence ISC determlnatlons. -

The manual -orders for Title I and Title IV programs, 1142.1 and 11&5}1,
require that the regional bureau prepare a draft Program Assistance Approval
Document (PAAD) before.- the ISC hearing and that, after the ISC determination,
it be reévised to reflect the decision and then signed by the regional
assistant administrator. The survey team found no evidence that a PAAD has
ever been prepared for Title T and Title IV programs.

The use of the PAAD as presently structured by the menual orders would
create problems.both in terms of the document format and of the fundamental
purpose it serves. TUnlike other forms of program assistance, Food for Peace
commodities are not within the ATD appropriation and, more significantly,
the regional bureaus do not acturlly authorize Titles I and IV programs.

The Secretary of Agriculture has the responsibility for authorizing these
programs and he exercises it through the ISC mechanism. The present PAAD
format is not suitable for P,I. 480 because large portions of the document
are set aside for deta which do not apply to Title T -and Title IV programs.
Also, there is inadequate provislon on the PAAD for informatlon and rationale
on important considerations such as local currency use. More important,
however, is that revision of & draft PAAD after the ISC decision and the
signature of a regional zssistant administrator serve no purpcose. He does
not authorize the program -- the ISC does. Moreover, there seems to-be no
reason to send copies of the document to C/BUD for record purposes as

M.0. 1121.] requires.
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For these programs, a document is needed which 1is designed to Tocus
bureau attention on the development of a joint State/AID position on the
proposal, and to provide an opportunity for appropriate offices -- including
PC, State/E, and the Staté desks -~ to clear the position established.

Such a document would be primarily a narrative position paper setting forth
the Joint State/AID view on the country team preoposal, including such
factors as program levels, currency utilization, political and economic
rationale, effect on development assistance efforts, and impact on U.S5. and
thifrd country export interests. It would be prepared by the appropriate
desk in close cooperation with the MR/FFP Program Officer, reviewed and
cleared by the bureau plamning office, and signed by the regional assistant
administrator as the formal buresu positiof, similar in purpose to the
Program Determinations used for Title II programs. In drafting this paper,
the particular contribution of the desk should be the relationship of the
proposed program to and its impact on the overall country assistance program,
Clearance by other offices would be largely a formality. State would be
consulted during bureau deliberations and the PC reglonal coordinator or
Food for Peace specialist would be informed of program views and-perhaps
attend bureau meetings or hearings.

The preparation and clearance of this proposed position paper would be
an essential part of the process of bringing Food for Peace programs clearly
into focus as a part of the country program. While programs of large size
or of current political significance -- e.g., India, Egypt, Brazil -- are
discussed thoroughly in the bureaus as well as at higher levels, there is
some question as to whether the bureaus give enough attention to more routine
Food for Peace programs. MR's role is large and important; but the Agency
position should primarily arise from the country situvation and bureau policy.

FINDING:

Contrary to manual order provisions, neither Program
Assistance Approvel Documents nor any substitute documents
are prepared for Title I and Title IV programs, partly
because the PAAD format is unsuitable for Food for Peace
application. As a result there is no document setting
forth the political, economic, and developmental position
of ATD and State on which bureau and Agency management
may focus for review purposes.
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RECOMMENDATION WO, 24:

THAT MR/FFP, WITH ASSISTANCE OF MP/PDD AND IN
COOPERATION WITH PC AND THE REGTIONAL BUREAUS, (1)
PREPARE A PROPOSED DOCUMENT FORMAT FOR A FOOD FOR
PEACE TITLES I OR IV POSITION PAPER TO REPLACE THE
PAAD; ANWD (2) AMEND THE MANUAT, ORDERS TO REFLECT
ITS USE. THE DOCUMENT SHOULD BE PREPARED BY THE
BUREAU (DESK) IN CLOSE COOPERATTON WITH THE APPROPRIATE
MR/FFP PROGRAM OFFICER, REVIEWED AND CLEARED BY THE
BUREAU PLANNTNG OFFICE, SIGNED BY THE REGIONAL
ASSISTANT ADMINISTRATOR, AND CLEARED BY APPROPRIATE
ORGANTZATTONS INCLUDING PC, MR, STATE EUREAUS, AND
STATE/E.

B. Processing Sales Agreements with Recipient Govermments

After a decision is made by the ISC for a Title I or Title IV progrem,
the Department of Agriculture drafts negotiating instructions. MR reviews
and refines the instructions and, after approval by AA/MR, they are
transmitted to the field as authority and guidance for conducting
negotiations with the recipient government. After agreement is reached,

AA/MR approves an instruction giving authority to the embassy to sign the
agreement.

At present, every Title T and Title IV program agreement is processed
as a separate international agreement, including publication and recording
in the treaty series. While this activity does not materially add to the
workload of MR/FFP, it is a costly and cunbersome procedure in view of the
repetitive nature of these programs from year to year. Most of these
programs, once initiated,. are re-negotiated each year.

To avoid the necessity of repeatedly processing each annual agreement,
a procedure should be used by which the initial agreement would be published
and subsequent annual programs then processed as extensions of the basic
document. The initial agreement should be couched in rather general terms
to avoid inflexibility or the need for broad changes in subseduent agreements.

The survey team has learned that a proposal is being formulated jointly
by State/Legal and GC/NESA which would introduce essentially this procedure.
Specific details of terminology and the initial applications remain to be
decided pending possible changes in the Food for Peace legislation during
the present session of the Congress. This effort should be encouraged and
application of- the procedure extended to all bureaus.

FINDING:

The present procedure of processing all Title I
and Title IV programs as international agreements with
inclusion of the agreements in the treaty series is
cumbersome.



- 80 -

RECOMMENDATTON NO. 25:

THAT GC AND STATE/LEGAL, IN COOPERATION WITH
MR AND THE REGIONAL BURFAUS, CONTINUE THEIR EFFORTS
TO FORMUIATE AND IMPLEMENT PROCEDURES WHEREBY AN
INITIAT, AGREEMENT COUCHED TN BROAD TERMS EETWEEN
THE UNITED STATES AND -THE RECIPIENT COUNTEY WOULD
SERVE AS THE BASIC AGREEMENT IMPLEMENTED BY ANNUAL
PROGRAMS .

€. Review of World Food Program Proposals

Although AID authority to participate in the World Food Program (WEP)
arises from Title IT of the Food for Peace legislation, the procedures for .
reviewing WFP proposals within the Agency differ from those for regular
bilateral Title IT programs. Requests for food aid emanate.from. the
recipient govermment and are submitted to WFP headquarters in Rome. After
analysis and review there, a project summary is forwarded to MR through the
FAO Consultative Sub committee on Surplus Disposal in Washington. Within
AID, copies of the summary are distributed to the Food Tor Peace Division,
the appropriate mission, and the parent bureau. A Ffourih copy is sent to
USDA/Foreign.Agrlculture Service. After recelpt-of mission comments and
an exchange of infcrmation and views between MR/¥FP,-the bureau, and USDA,
the program -- if acceptable -- is developed by MRfFFP for submission to -
the ISC Sub-commitiee, If the ISC approves the proposal, it is reviewed by
the FAO Sub-committee on Surplus Disposal for a determination on possible
mz2rket displacement, after which WFP-in Rome is notified of -the program
approval. WIFP concludes an apgreement with the recipient government and then
ma2kes a request to MR/FFP for commodities. At that time a Program Determina-
tion is prepared within the Food for Peace Division, cleared by the appropriate
burean and GC, and signed by the Assistant Administrator for Material Resources.
Procedures for the review and development of Worxrld Food Program proposals may
be found in Appendix D.

Operating experience during the initial three years of WFP activity has
generated differences of opinion within the Agency as to the precise role’
the Agency should play in reviewing WFP program proposals. One view holds
that the review of these programs by the United States should be minimal,
both to avoid a duplication of effort and because this government properly
should not infringe upon WFP responsibilities for their programs. It is
stated that the United States, in sponsoring and supporting the World Food
Program, accepted that organization's responsibility for making decisions
on the location and nature of specific projects and that, while this
govermment might demur on a specific program for political reasons (e.g.,
within an unfriendly country), the United States does not have the authority
to impose ATD administrative and technical criteria. i

An opposing opinion is that the Agency should examine carefully all
aspects of WFP proposals including techniecal and administrative factors,
politicel circumstances, and economic implications. This view is supported
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by the contention that responsibilities under Title IT authority require
such review and that the WFP is conscortium in nature -- i.e,, unlike the
various international programs suppqrued by financial contributions and
administered wholly by international bodies, the Agency and foreign
government bodies must actively p&r*;clpate in the plenning and scheduling
of commodity shipments and other fa¢Eus of program.management in cooperation
with WFP. }

A more widespread rafionale Witﬁin the Agency to support AID's continued
review of WFP proposals 1s that errors in plenning and poor execution by
the WFP staff have caused severe difficulties, with resulting negative
impact on our objectives and activities in recipient countries. Interviews
with bureeu persomnel during this survey elicited particularly strong
expressions of concern over WFP activities in verious countries, leading
to support for a strong review role for the Agency including all
technical and administrative aspects,

Although individusls have gt different times expressed views both
orally and in writing, the Agency has apparently not focused on this
issue adequately to formulete a specific position. Two present circumstances
make such formulation timely. First, the three year trial period of the
World Food Program is concluded and the United States has determined to
support an expanded program during the next three years. The Agency,
therefore, has the operational experience of the trial period for a
eriterion in esteblishing its policy vis-a-vis the continuing program.
Second, the proposed Food for Freedom legislation specifically provides
Tor participation in World Food Progrem., Therefore, ATD requires a
clear policy delineating its relationships to and role in WFP,
activities and the promulgation of this policy in manual orders as
guidance to Washington and mission personnel,

FINDING:

Operating experience during the three year
trisl period of the World FPood Progrem has generated
within AID wide differences of opinion on the degree
and nature of the review of program proposals, but
no Agency policy has heen developed setting forth
buresu and MR/FFP review responsibilities. ’
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RECOMMENDATION NO. 26:

1

Do THAT PC, "IN COOPERATION WITH MR, FORMULATE
AWD ISSUE AN'AGENCY POLICY ON THE REVIEW OF WORLD
FOOD PROGRAM PROPOSALS TO ESTABLISH THE NATURE, IF -
ANWY,” OF THE REVIEW AND ITS SCOPE.

D. Program Approval Procegs for Title IL and Title ITT

5

Tltle II and Title ITT program pr0posals are submitted- to MR/FFP by
the reglonal bureaus and voluntary agencies respectively. The proposals are
rev1ewed and’ evaluated against technical and edministrative criteria and
submitted to the TSC SUb-committee for Titles IT and TII: The Sub-committee,
consisting of representatives from.USDA. BOE, MB/EFP ATD desks, and on
occasion State desks, reviews and discusses the proposal and, if it is ac-
ceptable, recommends epproval to the ISC. The ISC then reviews the’ proposal
and makes a declsion. ) . S

The agencies participating in the Subicommittee review also take part
in the ISC determinstion and usually the same representatives are present.
The survey team noted when attending ISC meetings that the representatives
of agenciés not’ represented on the Sub- committee took little or noé pert in
the review of Titles IT and IIL programs, reflecting the absence of
responsibility for or interest in” these programs. ' ISC approval of’ the
programs in response to Sub-committee recommendatlons ev1dently is Ero -forma
in most Ccases.

These procedures, ‘with a double review and approval process’ involving
the same participants, are cumbersome and time consuming. The Sub-committee
meetings, which regularly occur each week for two or three hours, are
attended by about eight:persons. The ISC meetings, also weekly, usually
include twenty or more individuals. With more than 400 Title.II and Title
IIT programs each year, many hundreds of hours are expended by the persomnel
involved. No less important is the deley caused by, the double review.

In August, 1965, the Chief of the Food: for Development Branch, MR/FFP,
drafted proposals designed to expedite the review and approval process for
Title III programs. While he discussed only Title III programs, his comments
and conclusions may be applied equally to Title IT programs. He proposed a
procedure which would substitute a paper clearance process for most Title IIT
programs in place of the present committee meeting. In brief, he recommended
that MR/FFP perform its present program review and development function and
also provide appropriate program documentation to the responsible desks,

BOB, and USDA for their review. By means of an attached transmittal sheet,
the recipient organization could clear the program or indicate non-approval.
I the program were disapproved by any organization, the Sub-committee
would review the progream proposal in formal session as at present. MR/FFT
would not propose a program for consideration until all administrative
requirements had been met, including satisfactory response by the voluntary
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agencies to adverse audit findings. The decision teken by the.Sub-committee,
whether by the paper clearance process or in formal session, would constitute
approval by the ISC.  Neverhheless,all ‘ISC participating agencies would

be notified of Sub-committee decisions regugarly ‘and any.ageney.could
request a review of any Sub-committee determination by the entire ISC.

On the basis of his experience as_ Chairman _of the Sub-Committee, the
Chief of the Food for Development Eranch estimates that seventy percent of
gll Title IIT programs could Be cleared by"tﬁe.memérahda transmittal process
and an additional twenty percent by the'SﬁbacOmmitpee in formel.session.

As a result, only ten percémt of the programs would require further consi-
deration by the full ISC. He further estimates that this procédire would
reduce by more than eighty percent the time devoted to Title III. approval
and save over 600 man-hours of time for ISC.participants while still
permitting a full interagency review when needed. Similar estimates could
be made for Title IT programs. The proposed procedure would require a
certain amount of paperwork, notably the completion and return of transmittal
forms by the reviewing agencies. This work would be minimal, however.
MB/FFP at present prepares detailed program summaries of two to three pages
which set forth a complete deseription of the proposal with commodity
requirements listed and transmits them to the participating agencies before
the Sub-committee meeting. There would not be, therefore, any increased
workload to provide the desks and other agmmcies with program documeéntation.

The proposed changes in program approval procedures were transmitted
to AID bureaus and ISC agencies by a memorandum of September 15, 1965,
signed by the Chief, Food for Development Branch. Of the responses received
to date, only USDA/Foreign Agriculture Service has expressed opposition, on
the grounds that the time spent by USDA persomnel in these meetings is-not
significant, that man-power savings would be offset by the time required to
prepare forms and make telephone calls for clarification, and that little
is to be gained by this procedure while much would be lost through the
elimination of the interchange which takes place during the meetings.
Although BOB has not yet replied, the survey team was told informally that
the burean could see no objection to the proposed revision.

While noting the USDA/FAS view, the survey team believes that the pro-
posal has merit. The weekly Sub-committee and ISC meetings, attended by
several MR/FFP personnel, constitute a significant drain on Division man-
power. It would seem that the continual relstionships maintained by MR/FFP
and USDA personmnel should be adequate to maintain an interchange of infor-
mation and, in any event, the Sub-committee sessions would be held for any
program proposals about which any agency has reservations. Approval of
the large majority of programs at the Sub-committee level rather than after
a duplicatory review by the full ISC would expedite the approval process,
save manpower, and not diminish the review process or participation of
interested agencies. Moreover, the proposed procedure would meet the

President's expressed desire that interagency committees be used efficiently
and effectively.
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FINDING:

The present TSC review and approval process for Title
- IT end Title ITI program proposals is duplicatory and time
consuming.,

RECOMMENDATION NO. 27:

THAT THE ASSTSTANT ADMINISTRATOR, MR, IN COOPERATION
WITH PC BECAUSE OF ITS CONCERN FOR PROGRAMMING PROCEDURES,
INITIATE DISCUSSIONS WITH APPROPRIATELY HIGH LEVELS IN
USDA AND OTHER ISC AGENCIES TO URGE THEIR .CONCURRENCE
IN THE REVISION OF REVIEW AND APPROVAL PROCEDURES AS FROPOSED
BY THE CHIEF, FOOD FOR DEVELOPMENT BRANCH, MR/FFP.
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VII., REPCRTTING AND MONTTORING, TITLES IT AND IIT

A major inadequacy 1n the administration of the Food for Peace
Program within ATD is the absence of a comprehensive reporting system
designed to provide Program personnel with the information they need to
execute their respective responsibilities. All phases of Program admini-
stration require adequate, correct, and timely data en both commodity
end project status. While there are information needs throughout ATD
and other agency components concerned with the Program, the focal point
for information requirements rests in MR/EFP, particularly in order te
assess yrogram needs, identify potential elaims actions against commodity
losses, assure the proper scheduling of shipments, analyze and review
continuing programs and projects for re-programming action, and to serve
as a data base for inquiries and various reports such.as the Annaal
Report on Food for Peace.

The absence of an adeguate reporting system has been noted in
different audit reports and has been the subject of concern to MR, In
1963, andATD/W Internal Audit report on Title IT administration identified
program reporting and monitoring as two of several urgent needs in the
Food for-Peace Program. This finding was strongly supported by a GAO
Audit report 1lssued in 1965. The report recommended, as a matter
deserving top Agency management attention, the resumption of efforts
to establish a Title IT reporting system geared to the requirements of
Program administration. .

A proper resbructuring of the Food for Feace reportlng and monitoring
system should start with the monitoring of program approval in MR/FFP and
be extended to comprehensive commodity and project status reports for
Titles IT and ITT, beginning with those submitted by the voluntary agencies
and cooperating sponsors, It should include mission evaluations of program
management, development, deficiencies, and evaluations. There should
also be provision for data on programs auvthorized, commodities shipped,
and similar information reguired for program management and Food for Peace
reporting.

Installation of a reporting system for Titles IT and III donations
programs should be done in coordination with the ATD Information Systems
Task Force to assure that the Food for Peace reports are fully coprelated
with broader Agency reporting systems,

A. Status of Program Proposals

The Food for Development Branch is responsible for reviewing,
developing, and subnitting to the ISC for approval all Title IT and
Title ITI pmograms. There are almost 400 Title IT and Title IIT programs
processed each year and, in addition, others are reviewed but not approved.
The procedure of review, development, and approval involves many steps
which inelude (with differences between the Title II and Title III programs):
a preliminary statistical anelysis; preparation of documentation; review of
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-proposals; State and ATD clearances; reviews by‘ﬁhe ISC Sub-commitbee and,

subsequently, the ISC; preparation of notification of approval communications,
Program Determinations, and-Transfer Authorlzatlons, and the 1ssuance of
comnodity requests to USDA. :

The number of programs processed and the variety of steps that each
undergoes require that the Branch have adequate means to monitor the process
of program development from receipt of the proposal untll the final step--

_for which the Branch is responsible, in-terms.of realistic time schedules for
each step., Without a control mechanism, Branch management has no method of

determining the general status of program processing or of identifying

.programs which are delayed and require attention, This need becomes

particularly acute during the gbsence of the responsible program officer

, or when workload or priority considerations induce him to concentrate
"efforts on one portion of his program responsibilities to the detriment of
others. While the primary valuve of a control mechanism would be to provide

* a~-quick reference -on program status and highlight delays., it would also

focus attention on consistent bottlenecks and indicate 1neqp1tab1e workload
 assignments or the need for closer supervisién,

¥

The mechanism selected to monitar program approval sbtabus should be

_designed to identify both:the specific procedural step edeh program is in

and the length of delay -in days or weeks against a standard- measure

restablished by Branch management, - After discussions of information re-

quirements with the Branch Chief and referenhce to control- mechanisms
avallable through commercial suppliers, the survey team identified a control
board suitable for the-required purposes, Initial diséussions have been held

-with the supplier and,as -Branch management has approved the proposal, the

control board will be installed during the implementation phase of this survey.
FINDING:

" There is no satisfactory. method to monitor: program
development status in the Food for Development
Branch for the more than 400 program proposals each
year.d

RECOMMENDATION NOo. 28:

THAT MR/FFP, WITH THE ASSISTANCE OF MP/MQT,
TNSTATL A CONTROL BOARD DESIGNED TO PROVIDE
BRANCH MAWAGEMENT WITH ITFORMATION OF PROGRAM
STATUS, IENGTH OF PROCESSING DELAYS, AWD AREAS
oF CONSTSTENT PROCEDURAL INADEQUACL . :

r
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Be Title IT and ITI Reporting to Improve Program Management
l. Present Report, Title IT

a. The W-454 report, P.L. 480 Title II Program, Transfer
Authorizations Tssued.

The W-454 report provides statistics quarterly by counbry on
the cumulative amount of each commodity authorized (both ATD bilateral and
World Food Programs ) for the fiscal year to date for emergency assisbamce,
economic development, and child feeding., These data are broken down by
Commodity Credit Corporation costs, estimated export market walue, and
volume in metric tons. In addition, the W-454 reports the total expenditures
for Title ITI ocean transport which are charged to Title IT funds., The-
report is prepared manually by the Program Support Staff, MR/FFPq Although
it is authorized for monthly issuance, the W-454 is prepared quarterly,
reportedly because of the increase in workload caused by the growth of the
Title IT program.

The data sources for this report are the commedity Transfer
Authorizations prepared by MR/FFP and the ocean freight Transfer -Authorizations
for Title ITT shipment which are prepared by MB/RTD and MR/VFA. Approximately
seventy copies of the report are distributed, mainly within MR and the
regional bureaus, but alsc to State, USDA, and Commerce, It is not dis-
tributed to the field. The main use of the W-454 is to compile information
regarding the precise amount of resources made available (but not shipped
or distributed) during the fiscal year and to. serve as an inpub into the
Food for Peace Annual Report reguired by legislation.

b. The W-21h report, Notification Report of Procurement
Authorization and Paid Shipments (Run 13)

The W-21% reports monthly by country the status of commodity
and ocean freight Tramsfer Authorizations. Commodity TA data is given by
Commodity Credit Corporation costs for both Section 201 and Section 202
program, including the value of the Transfer Authorization, the value of
the commodities shipped to date under the TA, and the unexpended balance,
Ocean frelght dafta includes the value of .the TA, the amount paid for ship-
ments, and the unexpended balance. When shipment is reported by USDA, the
name of the vessel, port of exit, and the date of the bill of lading is
included.

The source of data for the Title IT portion of the W-21k%
report 1s Form I11-9, Ocean Shipment orRelease-to Another Agency, which is
prepared by USDA (one for the commodity and one for ocean freight data)
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following actioﬁ taken by that agency is response to a Commodity Request
from MR[EFP. USDA transmits the 11-9 forms to C/ACC, which is responsible
with MR/DSPO for preparation of the W-21lL report.

The W-21h report is used in ATD/W by MR/RID and PC/SRD.
For MR/RTD it serves as official notification that shipments have been made
pursuant to ocean freight Transfer Authorizations and to assure that such

shipments were made in compliasnce with the 50/50 shipping requirement. PC/SRD

uses the report data as input into the quarterly Operation Report after |
making manual tabulations to obtain dollar tobals by commodity. . The
Operations Report provides by country the cumulative amount (CCC Cost) of ..
commodities authorized for the fiscal year to date for emergency assistance,
economic development, and the World Food Program. Unlike the W-h5k report,
1t does not provide data by export market value and metric tons, nor does .
it give a breakout of child feeding programs (included with economic
development) or types of assistance under the World Food Frogram, MR/FFP
does not use the W-21k report, but does use the Operation Report to verify
its own data to the extent possible.

In the missions, the W-214 report provides data on Transfer
Authorizations which have been approved (information they already have)
and shipments paid. By using the shipments-paid data, which is usually
available two to three months after the bill of lading data, the missions
can verify their receipt of bills of lading from the shippers and that
cooperating sponsors have submitted "outturn” reports. As a method of
verifying shipments, the W-21lk is tardy and, as limited evidence indicates,
not used for its intended purposes. T

¢. The "Outturn" Report

Title IT cooperating sponsors are required to submit to the
missions an outturn report after receipt of a shipment of commodities.
This report indicates either satisfactory delivery of the commodities in
terms of quantity and condition or the amount of shortage or damage. The
USAID must report adverse information to MR/RTD for transmission to USDA
so that the latter may initiate action for a claim against the losses.

2. Present Reports,Title III

a, The W-456 Report, Title IIT - Status of P.L. 480 Title III
Programs

i

The W-456 report, prepared quarterly by the Program Support
staff, MR/FFP, provides data on: (1) the amount of commodities approved
for Title III programs for the year by pounds, Commodity Credit Cooperation
value, and market value, broken down by country and distributing voluntary
agency; and (2) the number of persons to whom the food is to be distributed
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by categories of recipients. The source of the data in this report is
the Anmual Estimates of Requirements and its quarterly changes reflect
revisions up or down in the AERs through the year. Three hundred and
fifty copies of this report are distributed within ATD and to USDA,
Commerce, and the voluntary agencies.

b. Form 1550-5, the Receipt and Distribution Report

The Receipt and Distribution report is submitted annually
by the voluntary agencies and provides a record of the actual use of
foods as distinct from the AER estimate of intended use. It is prepared
by the voluntary agency field representative and submitted to the mission
and, through the New York voluntary agency headguarters, to MR/FFP for
transmittal to USDA and the cognizant bureaun. It includes.data on the
volume of commodities distributed by- category of recipient .and also the--
number of recipients in each category. -

¢. The Logs and Demage in Distribution-Report

The USDA Title ITT regulations reguire voluntary agencies
to inform the mission and USDA of circumstances leading to diversion,
loss or -damage to commodities within foreign countries. On receipt,
the mission is reguired to notify MR/FFP of conditions leading to .
significant losses and of corrective action being taken by the voluntary
2gency. .

3. A Comprehensive Title IT and Title ITT Rejorting System

As stated in the introduction of this section of the report,
a major inadequacy of the Food for Peace donations program is the absence
of a comprehensive reporting system to provide AID/W information on
commodity and project status. This information is required for reviewing
and monitoring existing progrems, repregramming continuing programs,
evaluating commodity needs and shipping schedules, and ldentifying
potential claims actions. Both GAO and AID/W Internal Audit reports
have stated that an adeguate reporting system is an urgent need.

Existing reports for Title IT and Title ITTI programs, described
above, provide only a portion of the information required. For Title 1I,
no information is available except program volumes approved and -- months
after the. fact -- shipments made, all of which data emanates within
Washington. There are regularly no data availsble whatsoever on Title
II program stocks in recipient countries, amounts distributed, balances
on hand, losses in transit, or projectiocns of estimated requirements.
In the case of Title III, part of this information is available from
the annual Receipt and Distribution report, -but its infrequency greatly
diminishes its value for programming and scheduling purposes.

In both titles, there is a complete absence of reporting on project
status in terms of maintaining schedules, attaining project goals, and
indication of USAID imspection of projects, food stocks, end commodity usage.
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When such information is available, ‘it is derived from individual com-
minications with cooperating sponsors.and Food for Peace Officers on‘an..
irregular ‘and inconsistent basis. ALl too often ‘the audit mechanism.is .
relied upon and serves ad the only monitoring mechanism, Audlts cannot
agsist the field or AID/W with regard -‘to taking advance action.to.improve
shipment and distribution scheduling, eliminating excessive stockpiling
“and spoilage, evaluating project progress, relating project performance
to goals, and prov1d1ng early warning of dlfflcultles and def1c1enc1es.

Audlts have revegled weaknesses in the malntenance of records
by cooperating sponsors., The new Title IT Regulatiom, presently im
draft .Status, states that cooperating sponsors shall maintain records to
show "...all transactions pertaining to’the receipt, stoérage and distri-
bution of commodities.” As a result, a uniform reporting system is -
reguired-in -this area to provdde a compatible agency-wide repoérting:
system and discourage the cooperating sponsors from devising their  own
methods of keeping records.

The Office of Management Plamning, in cooperation with MR/FFP
personnel, has developed a comprehensive reporting system, a draft of
which is included in this report as Appendix E. This-draft report will
provide all deta neceggary for Title II and Title IIT -commodity and
project control. The data reported, in addition to their primary value
of program management as described above, will provide the data base
necessary for the generation, manually or by automation, of all required
reports with regard to:

(1) +the resources authorized by project and/or Tramsfer
Authorization, their recéipt within coopersting countrles during the
reporting perlod of cumulatively for a TA,

(2) +the commodity inventory by project, TA, country or world-
wide, plus the planned inventory up to four months after the end of the
reporting period; .

(3) tommodity distribution by.project, T&, country, or world-
wide, plus planned distribution;

(4) .commodity losses.occurring in ocean .or inland transit'

(5) the amount of commodltles to be called forward by missions
during the quarter follow1ng ATD/W receipt of each report, -

{(6) +the volume of commodities borrowed from other sources during
the reporting period, plus repayments scheduled to be made within four
months after the end of the reporting period‘. -

(7) the desired level .of commodlty carry-over established by the
cooperatlng sponsor and/or mission; .

- ey .

,

SR gE IS W aw


http:level.of
http:mechanism.is

- E N WY o 4aEm e

-l . .

g g G0 W W

- 91 -

(8) close-outs of commodity Tramsfer Authorizations during

. the reporting period;

(9) the extent to which projects are ahead of -schedule, on
schedule, behind schedule, completed, and achieving their goals;

(10) the number of progress reports received by the missions from
the cooperating sponscors during the reporting period; and

(11) the extent to which projects were inspected and food stocks
and end-use checks made by the mission during the reporting periode.

It may be noted that the proposed reporting system provides for
commddity reporting on all Title IT and Title III programs. In the case
of project reporting, however, application is limited to Title II and
two types of Title III programs, school lunch and maternal-child feeding
projects. This limitation excludes several categories of Title IIT
programs, notably family feeding, and therefore project status data on
a large proportion of Title TII self-~help activities will not be reported.

This exclusion is made because the self-help provision in Program authority

was designed to encourage the development of small, experimental, and
localized projects in order to put unemployed and underemployed indi-
viduals to profitable activity. It is presumed that, when individual
Title IIT self-help projects demonstrate feasibility, expansion would be
made under Title II authority. Nevertheless, if experience demonstrates
that the size and quration of Title IIT self-help projects become such
that project status information is required for program and commodity

monitoring, the reporting provisions may be changed to cover such situations.

FINDING:

An urgent requirement for adequate management
of the Title IT and Title III donations program is
a reporting system designed to provide AID/W with
information on comnodity and project status.

RECOMMENDATTION NO. 29:

THAT MR/¥FP, IN COOPERATION WITH MP/PDD AR IN
COORDINATION WITH THE ATD INFORMATION SYSTEMS TASK
FORCE, IMPLEMENT A REPORTING SYSTEM SUCH AS PROPOSED
IN APPENDTX E.

4., Flimination of Existing Reports

An examination of present Tikle TI and Title IIT reports indicates
that there is duplication, particularly between the W-21U4 report amd the
W-4shk and W-456 reports. Furthermore, data provided by the proposed
reporting system include certain items available through the existing
reports. Of particular note are statistlcs on approved Transfer
Authorizations.,
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Because the implementation of a new reporting system requires a
period of several months for instructing the field, evaluating initial
submissions, end meking required alterations, it will be necessary to
maintain the present and proposed systems in parallel for asbout six
months. During this period it will be possible to observe the adequacy
of the proposed system for meeting all information needs and, if inade-
quacies become evident, to incorporate alterations to meet such needs.
Upon the terminatlion of the parallel operation, it would be appropriate
to review the present reports to determine whether there are continuing
information needs which cannot be met by the proposed system.

FINDING:

There is duplication in the contents of present
Title IT and Tltle IIT reports, afid between the present
reports and the contents of the reporting system
proposed above (Recommendstion 29).

RECOMMENDATION NO. 303

THAT MR/FFP AND Mp/FDD EVATUATE CONTINUING
INFORMATION NEEDS AFTER PARARTEL, OPERATION OF -
THE PRESENT AND PROPOSED REPORTING SYSTEMS AND
ELIMINATE OR MODIFY PRESENT REPORTS ACCORDINGLY.

C+ Requesting Commodities for Approved Title ITI Programs

Tmplementation of the commodity status report proposed in Section
VITI.B. of this survey report will permit a simplification of the process
by which AID requests USDA to initiate commodity shipments. By this
procedure, the missions would submit their commodity requests directly
to USDA rather than to MR/FFP for transmission to USDA.

At present, the Transfer Authorization prepared by MR/FFP contains
a schedule of commodity shipments designed to meet anticivated program or
project requirements. As the scheduled shipping dates approach, MR/FFP
prepares & one page commodity request (CR) and transmits it to USDA for
implementation. USDA then provides commodity availsbility and/or vessel
‘bocking information to MR/FFP by completing the bottom portion of the CR
and returning it. While the tentative shipping schedule is included in the
Transfer Authorization, changing program circumstances or project status
commonly regquires the mission to cable requests for commodities to MR/FFP.

A simpler and more satisfactory procedure would be t0 require the
missions to submit their calls fowmard directly to USDA when the Transfer
Authorization schedule must be altered. USDA could then notify the missions
by return cable of commodity availabilities and/or vessel bookings. By
use of regular cable or airgram communications, MR/FFP could receive
information copies of all commodity requests and responses in order to
assure that the Division has current progrem informetion. In the event
MR/FFP might have any reason why the call forward should be altered or
delayed, it would have the information necessary to take action as required.

‘
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The proposed commodity status report requires that the missions indicate
the folumes of commodities that they intend to call forward during the
following quarter. On the basis of this information -- reviewed in the
light of the overall commodity supply and distribution position in the
field -- MR/FFP and USDA will be able to ldentify and resolve any likely
diffieulties with regard to commodity scheduling and distribution before
or shortly after the mission call forward is made to USDA.

FINDING:
Submission of commodity requests by the missions
directly to USDA, rather than through MR/FFP, would

provide a simpler and more direct procedure.

RECOMMENDATION NWO. 31:

THAT MR/FFP, WITH THE ASSISTANCE OF MP/PDD, ALTER
MANUAL ORDER PROCEDURES TO PROVIDE THAT THE MISSIONS
SUEMIT COMMODITY REQUESTS BY CABLE OR AIRGRAM AS
APPROPRTATE DIRECTLY TO USDA WITH INFORMATION COPIES
TO MR/FFP. USDA SHOUID THEN RESPOND SIMITARLY TO
THE MISSIONS.
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VILILI. PROGRAM AUDIT REVIEW

A. The Review of Food for Peace Audits ‘ '

During the past several years, many audit reports has been prepared
which wholly or in part concerned the -Food for Peace Program. It is
estimated by MR/FFP that, in the past four years, over 1000 audits have been
completed which required their attention. Of these, the vast majority --
over 800 ~- are mission audits. About 120 Internal Audits hdve been prepared
by the Office of the Controller, and a smalier group represents audits
conducted by State/ﬂ&,'USDA/ﬂ}, and MIS.

Perhaps most significant in terms of workload and need for timely and
effective response are the audits conducted by the General Accounting Office.
In the past four years there have been about thirty-five GAO .audits on Food
for Peace and recently portions or aspects of the Program have been subject
to particularly intensive examination. Almost half of the thirty-five GAY
audits of the last four years were submitted for comment in the past year
or so, and another group of eight or ten is anticipated during the next few
months. GAO emphasis on Food for Peacée reportedly will taper off thereafter.

B, Responsibllity for Audit Review

" The pattern of agsigning action responsibility for audit recommendations
has been examined to determine if such assigmments are in proper relation to
Program responsibilities. For this purpose, a sample review of Internal,
Mission, and GAO Audits has been made. o

Thirty-three ATD/W Internal Audit reports representing about 65% of the
total number of Intermal Audits prepared during an eighteen month period were
examined by the survey team. Among the sample audits -only eleven recom-
mendations contained in seven of the thirty-three reports were assigned to

‘MR for dction. The vast majority of Food for Peace recommendations were

assigned to the various missions; a few were assigned to the parent bhureaus.
0f the eleven MR action recommendations, most concerned labeling or packag-
ing problems which, as primerily USDA responsibilities, were properly
assigned to MR/FFP-as liaison with that agency. Others involved broad
procedural or policy gquestions transcending bureau responsibility. Two or
three concerned specific programming difficulties and, in view of MR/FFP’S
responsibility for progrem development, were appropriately.assigned.

An examination of a much smaller sample of Mission Audits revealed
similar findings. The voluntary, agencles received action on most recom-
mendations; MR/FFP generally took action only on broad policy or procedural
questions which often involved USDA participation or interest. In additiom,
MR/FFP served as liaison on recommendetions concerning USDA action on claims
against losses. ) .
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In the case of GAQ audit, MR/FFP has served as the focal point for all
response sctivity, These reports have an impact beyond their volume for
three reasons., First, it is the policy of the Executive Branch to ex-
peditlously and responsively process these audits emanating from an arm of
the Legislative Branch. Second, the awdit findings are frequently based on
earlier AID/W Internal Audits or Mission Audits and therefore require
considerable research to relate the GAO findings to the policies, regulations,
procedures, and circumstances which governed during the period under review.
Third, the findings and recommendations, while usually resulting from the
exemination of a single program, are generally extended to broad policy
questions which require careful evaluation on both an intra- and inter-agency
basls.

In practice, MR/FFP is heavily involved in a1l audit reports concerning
the Food for Peace Program, even though action is not assigned there. The
Division generally prepares comments on all draft AID/W Tnternal Audit
reports, even though not assigned action, in order to correct errors of
fact or conclusion. This activity is desirable since the missions do not
have an opportunity to revliew the final draft of the report -- usually pre-
pared after the audilt team has returned to Washington -- and because these
reports frequently serve as primery source material for GAO eudits. 1In
addition, MR FFP has an active liaison role in all cases of actlon assign-
ments to the voluntary agencies and USDA.

The assignment of action fesponsibility 1s essentially correct at
pregent, Particularly in the case of GAO audlt reports, findings and recom-
mendatlions have such broad policy and procedural implications that it is
imperative to fix the responsibility for audit response in a central office
so that there can be no danger of contradictions or inconsistencies as there
mlght be were action assigned to the bureaus. Action essignment to the central
staff office better assures that deficiencies will be translated into suitable
policy or improved procedures affecting the entire Program worldwide. Further-
more, the burespus do not have the capablilliy of devoting the estimated man-month
of reviey, research, and response for each GAO audlt report on guestions which
affect broad agency policy end require close cooperation with other agencles.
The few recommendetions assigned to MR in AID/W Internal and Misslon Audlts
usually relate to broad policy or procedural questions not within the competency
of a single bureau or primarily require liaison with other agenciles,

FINDING:

The assignment by A/CONT of action for implementing
audlt recommendations to regional buresus and miszsions
for all operational matters and to MR for recommendations
relating to pollcy, procedures, programming, and other-
agency functions -~ as well as all GAO eudit action -- is
appropriate and should be continved. '
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C. Translation of Program Deficiencies into-New Policy and Procedures

In view of the role that MR/FFP has for developing technical and ad-
ministrative policy and procedures for the Food for .Peace Program, the
audit review function transcends simply responding to audit recommendations
and resolving specific problems. There should be an effective effort to
translate audit findings, particularly when the same or similar findings
repeatedly appear in different country progrems, into appropriate policies
or procedures designed to prevent further incidence of the programming or
operational deficiency revealed.

In a large sense, this responsibility is shared by all personnel of
the Division, each individual contributing pertinent operational experience
and program knowledge as appropriate. Nevertheless, there should be a
clearly defined responsibility assigned to one portion of the Division where
a continuous effort can he made to evaluate deficiencies and, in collaboration
with other members of the Division staff and personnel of other inferested
organizations, formulate appropriate policy guidance and procedures.

The present Program Review Section, after modification by the organizational
recommendations in Section X of this report, will be particularly well
suited to identify areas requiring attention. This capability results froum
its close liaison role with USDA and the voluntary agencies on matters con-
cerning operational deficiencies as well as its responsibility for processing
audit reports on all country programs and the variocus program areas. Except
on an occasional basis, however, the Section does not participate in
developing the policies and procedures designed to rectify.the deficiencies
identified. To the extent that this work is carried out, it is performed by
individuals throughout the Division who have other operating responsibilities.

At present, the Section does not have the capability of-developing
Food for Peace policies and procedures. Apart from workload considerations,
the persomnel of the Section have auditor backgrounds, a skill which is
desirable for reviewing, researching, and processing the reports received.
The survey team, however, doubts that this backsround is equally suitable
for performing the complementary and essential task of developing the
policies and procedures required. This function requires personnel with the
ability to write clearly in a style accepbable for manual orders and similar
issuances., Most important, however, a broad understanding of the Program
and its operations.is essential if adequate policies are to be formulated.

FINDING: -

To make full use of audit findings, the Food for
Peace Division requires the capability of translating
Tood for Peace programming and operational deficiencies

. .revealed by audit reports. into technical and administra-
tive policise and procedures. (Specific recommeddations
concerning the staffing and organizational implications
of this finding are contained in Section X of this repor't,
MR Organization and Staffing.)
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D. Monitoring Claims Agelnst Title IT Interior Losses

Under present inter-agency assignments of responsibility, the Department
of Agriculture has the primary role for taklng claim action against com-
modity losses in all portions of the Food for Peace Progrem except for
Title IT interior losses (i.e., commodity diversions and deteriorations after
receipt by the cooperating sponsor in the host country). For these losses,
ATD retains full responsibility by the delegations of authority for the
Title II program. As a result of an inter-agency agreement between the
Agency and USDA, the latter agency accepted claim responsibility for losses
during ocean transport. '

The Agency has beencriticized in the past, particularly by the General
Accounting Office, as not having adequate procedures to assure that propér
claim action is taken. While the survey team cannot estimate specific-
dollar amounts that might be received by a more effectlive claims procedure,
it was told by several perscns interviewed that there are possibly many
potentiel claims actions which are not now being initiasted or closed because
of inadequate procedures. To meet this weakness, the proposed Title IT
regulations presently in draft status clearly place responsibility in the
USATD or diplomatic mission to pursue claims action., The Office of the
Controller is presently drafting a manual order which will further develop
the mission responsibilities, One particular difficulty in the past
reportedly has been that the missions or embassies are occasionally reluctant
to press claims actionsfor various reasons and that, once initiated, the
claims are not actively pursued. There is therefore a need to monitor
mission activity in initiating claims actions and pursuing them until the
account is closed.

Normally, e mission files a claim against the host government or other
entity responsible and in doing so establishes an "account recelvable”.
Once established, this account becomes in effect a debt owed to the United
States Govermment and is reported to A/CONT which in turn reports it to BOB
and the Treasury. Periodically, A/CONT prepares lists of accounts still open
and transmits them to the missions and parent bureaus for action. A/CONT is
usually not concerned with identifying possible cleims, but when an audit
uncovers a potential action or other information cemes to their attention,
they notify the bureau so that appropriate action-may be taken. This pro-
cedure, however, does not apply Lo Food for Peace losses inasmuch as the
food resources are not a part of the ATD appropriation and, as such, are not
reportable by ATD to BOB and the Treasury. When a mission sets up an
account receivable, it is identified as pertaining to the USDA appropriation,
However, USDA receives no information when the account is established and is
uewere of any action until money from a settled claim is credited to the USDA
account by the disbursing office.

{
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An analysis of this problem discloses two needs: (1) the identification
of potential claims and assurance that "accounts receivable" are established,
and (2) the transmission to USDA of information so that they may report the
"accounts receivable" to Treasury and BOB.

The commodity status report designed for mission submission to AID/W
proposed in Section VII of this report, includes a provision for indicating
commodity losses. The data within this report are primarily for the use
of MR/FFP program officers. During thelr evalustion of report data, the
program officers should determine potential claims against the losses re-
ported. In cases where circumstances are in doubt, they might communicate

With the missions for clarification. When MR/FFP concludes that a claim

‘action should be undertaken, the program officer should notify the bureaun
concerned for approprate action., The proposed Food for Peace Coordinator
would be the appropriate individual within the bureau to monitor mission

activity in initiating claims action, esteblishing an account receivable,
and pursuant the claim uvntil it is peid.

When a mission establishes an account receivable, it should immediately
notify USDA/ASCS/FiScal Division so that the latter organization can take ap-
propriate acticn, including the report to BOB and Treasury. ILater, when
the claim is met and the funds received, USDA'can notify MR/FFP and, through
them, the regicnal bureau that the accommt is closed. This procedure will
meet the reporting requirements established by BOB and the Treasury, will
provide a clear responsibility for identifying potential claims, and will
not violate the proper relationship of bureau management responsibility
over the missions.

FINDING:

The Agency does not have adequate procedures
for initiating and monitoring claims against Title IT
"inland" losses to assure that all payments for recovery
due USDA are made, or for reporting through USDA to
BOB and Treasury information on accounts receivable,

RECOMMENDATTON NO. 32

THAT A/CONT, WITH THE ASSISTANCE OF MR/FFP AND
MP/PDD, PREPARE AND ISSUE A MANUAT, ORDER PRESCRIBING
A PROCEDURE AS DESCRIBED ABOVE FOR THE INTTTIATTION
AND MONITORING COF CLAIMS ACTIONS AGAINST TITLE II
"INLAND" LOSSES,
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i¥., MISSION FOOD FOR PEACE OFFICERS

In recent years, the effectiveness of the Food for Peace Program has
been greatly enhanced through the initiative taken by the Office of Material
Resources to strengthen it and the regional bureaus' response by establishing
more than forty full-time FFP Officer positions in overseas missions and by
the designation of individuals as FFP COfficers on a collateral duty basis in
missions where Program volume has not warranted full-time officers.

The Food for Peace mamzl orders provide that the following functions be
delegated to the mission Food for Peace Officer: the review of program proposals,
a continuous review of field activities, reporting, and supply management.

The actual duties performed are wide-ranging. They include maintalning working
relationships with voluntary agency personnel, reviewing and assisting voluntary
agency negotiations with cocoperating governments as they relate to Food for
Peace, advising the country team and cooperating country officials on procedural
requirements, reviewing Program Plans and Annual Estimates of Requirements
before submission to AID/W, and providing technical assistance in program
implementation on transportation, warehousing, food preservation, inventory
control, and record maintenance. In Food for Peace development programs

such as Food for Work projects, the FFP Officer assists in developing

specifilec projects such as land clearance, water impoundment, or the construction
of schools and roads.

Because of the importance of these perscnnel in promoting sound progrsm
administration, the survey team has examined the Agency's policies and procedures
for their selection, training, performance evaluation, and career development
to assure that the potential of these positions to the Program 1s being fully
achieved.:

A, Belection of Food for Peace Officers

Although some Food for Peace Officers have heen recruited from other
fTederal agencies and non-govermment sources, the majority has beenselected
from AID persomnel. There are no uniform criteria throughout the Agency
for selecting FFP Officers and no consensus among personnel officers or MB/FEP
personnel as to the best professional qualifications fox such positions.
Desirable backgrounds were described as including agricultural economics,
Programming, administration, food handling and distribution, and community
development. Most individuals questioned do not consider the FFP Officer
as a technical aggricultural specialist, but rather as a program planner and
implementer. One regional bureau representative stated that he looks for
Yoo.a man with an agricultural background who has a flair for program and
administration”. Others say that they seek program personnel, emphasizing
that technical aspects can be learned readily through training.

b
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Present FFP Officers represent such diverse professions as law, com-

community development, farming, social work, county - extension work, intelligence

research, supply, education, and Christian evangelism. No one gueried during
this survey was prepared to suggest that there is any clear correlation
between job competence.and any of these or other backgrounds. Indeed,
several persons states that background is less important than personal
characteristics such .as initiative, immagination, capacity to work with
others, and general administrative ability. Nevertheless, many did point to
specific professional fields which are of particular velue to a FFP Officer,
The wide range of activities of the Food for Peace 0fficer makes it difficult
and perhaps undesirable to frame a single set of rigid professional
qualifications for persommnel selection; it is, however, possible to seek
individuals who offer various combinations of professional skills, the most
important of which would include program plamning, agricultural economlcs,
management, and community development,

To varying degrees, the regional bureaus consult with and rely on
MR/EFP during the selection of FFP Officers. Because of their detailed
understanding of theresponsibilities of The mission FFP Officer as well
as knowledge of the characteristics and circumstances of specific positions,
MR/EFP can provide the bureaus with considerable assistance in making
selection decisions, In addition, the Division -- through its relabtionships
with the voluntary agencies and other organizations involved in similar or
related activities -- is able to propose candidates to the bureaus from
time to the time. This consultation, therefore, should be encouraged in all
cases of ¥¥P Officer recruitment. Within the bureaun, the FFP Coordinator,
proposed in Section ITT.B. of this report, can also assist in the bureaun
selection process, In addition to providing his understanding of position re-
guirements and evaluating candidate qualifications, he can serve as liaison
between the bureau and MRKFFP in securing the assistance ocutlined above, In
this process, the Coordinator can assume a role similar to that of the bureaun
backstop offices for the recruitment of technical specialists,

FINDING:

The activities of a Food Tor Peace Officer
are diverse, and include such varied fields as
program planning, agricultural econowmics, and
community development. Becawse of the broad
requirements of the position, a review of
applicant qualifications by personnel with
knowledge of Food for Peace functions and
operations would greatly assist the bureaus
in assessing candidates for selection.

.
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RECOMMENDATION NO. 33:

THAT THE BUREAU FOOD FOR PEACE COORDINATCR
ASSTST TN REVIEWING CANDIDATE QUATIFTICATTONS
AND SELECTIWG MISSION FFP OFFICERS, AND SERVE
AS TLTATSON WITH MR/FFP IN REGULARLY SECURING
THETR ASSISTANCE IN EVALUATING CANDIDATES AND
RECOMMENDING PCTENTIAT, RECRUITS,

B, Training and QOrientation of Mission Food for Peace Officers

There is at present no standard orientation or training program for
mission Food for Peace Officers. On an ad hoc basis, the bureaus make in-
formal arrangements with MR[EFP and recruits may spend varying lengths of
time in the Division for briefing and, in some cases, on-the-job training.
Only one of the bureau personnel office representatives interviewed found
that present training given to FFP Officers before assignment to the field
is adequate. All cthers -- as well as MR/FFP personnel -~ believe that there
is a need for a regular, extended training program (three or four months
minimum) for all FFP Officers, The program should include an introductory
orientation period followéd by regular assignments in MR/FFP during which
recruits would work with key staff officers, attend interagency meetings
such as the ISC and ISC Sub-committee, and generally perform all tasks
gbtendant to program development. A properly designed training program
would provide the FFP Officers with a comprehensive understanding of Program
characteristics, policies, procedures, and potentialities -- all of which
are essential to the development of effective Food for Peace activities
within a country program. This training opportunity in ATD/W would also
give to FFP Officers insights into Washington activities -- particularly
interagency relationships -- and would serve to instruct them in the re-
quirements of proper program documentation, thus increasing their capabilities
once in the field. It is reported by MR/FFP personnel that poor program
submissionswith inadequate justifications and supporting data contribute
significantly to unnecessary Division workload -- improved training would
help solve this problem.

" FINDING:
Present Braining for FFP Officers is irregular and

inadequabte, at times limited to a few hours of brief-
ings.
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RECOMMENDATION NO, 3k:

THAT A/PA, IN COOPERATION WITH MR/FEFP
AND THE REGIONAL BUREAUS, DESIGN A FORMAL
TRATNTNG PROGRAM FOR ALL MISSION FOOD FOR
PEACE OFFICERS, INCTUDING: (1) AN INTRO~-
DUCTORY ORIENTATION COURSE TO ACQUAINT THEM
WITH P.L. 480, ATD FUNCTIONAL RESPONSIBILITY
IN FFP PROGRAMS, AND INTER-AGENCY RELATION-
SHIPS; AND (2) A WORK ASSIGNMENT WITH MR/FFP
OF ADEQUATE DURATION (e.g., THREE. TQ FOUR
MONTHS ) DURING WHICH THEY WOULD PARTICIPATE
IN ATL PHASES OF PROGRAM DEVELOPMELT,

. - Rotation of Food for Peace Qfficers

Among ATD/W persomnel presently assigned to Food for Peace in MR/FFP
and the regional bureaus, few have had any field experience in the Program.
As a result, there is limited first hand understanding of Program operations
in the field and partlicularly the difficulties in planning, commodity
distribution, relations with cooperating sponsors. and voluntary agencies,
and project implementation. This shorftcoming is particularly acute in view
of ATD/W responsibilities for policy development, planning review, and
program development -- especially as related to evaluations of technical and
administrative criteria,

During recent years, more than forty personnel have been assigned to
full-time Food for Peace Officer positions in the missions.. These TFFP
personnel, sane of whom are becoming eligible for rotational assignments to
AID/W, could provide valuable contributions to Program operations in
Washington if assigned to suitable positions such as bureau Food for Peace
Coordinabors and Program Officers in MR/FFP. The contribution of the positien
of Assistant Chief for Operations, MR/EFP, proposed in Section X of this reportd,
would be greatly enhanced if the position were filled by a capable rotatee with
extensive Food for Peace experience overseas.

In addition to its value for AID/W operations, the assignment of
rotatees to Food for Peace positions in Washingfton would also serve to
increase the effectiveness of the robatees when reassigned to field Food
for Peace work., After a tour of duby as bureau Coordinator or in MR/FFP,
the mission FFP Officer would have a much clearer understanding of Program
operations in Washingbon, interagency responsibilities and procedures, and
the needs of the bureaus and MR/FFP.for effective planning, program
Justifications, and commodity and project status information., Furthermore,
the establishment of a policy of regularly assigning field personnel to
AID/W Food for Peace positions would contribute to the development of a
career path for Program personnel,
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FINDING:

Because few.AID/W Food for Peace personnel
have had field experience in this Programn,
rotational assignments of mission FFP officers
to Washington would contribute to Program ef-
fectiveness by bringing mission experience to
ATD/W activities and by educabing rotatees in
Washington procedures and requirements for
subsequent field assignments,

RECOMMENDATION NO. 35:

THAT THE REGIONAT, BUREAUS, IN COOPERATION
WITH MR/FFP, REGUIARTY ASSIGN QUALIFIED MISSION
FOOD FOR PEACE PERSONNEL TO ATD/W FOOD FOR FPEACE
POSITIONS ON ROTATTONAL TOURS OF DUTY IN CON-
FORMITY WITH AGENCY POLICY AS SET FORTH IN
MANUAT: ORDER 418.2, ASSIGNMENTS, TOURS OF DUTY,
AND RELATED ACTIONS - FOREIGN SERVICE.,

D. The Food for Peace Career Pabttern

The Agency has not devised any career pattern for Food for Peace
Officers. This deficiency results in part from the relatively short time
that there have been many FFP Officers in the field. It also, however, re-
flects uncertainty as to the relationship between FI'P positions and other
career cabegories in the Agency’s personhel system.

The majority of personnel assigned to the Program at present have
backgrounds in agriculture, and about ninety percent of the mission FFP.
Officers carry the agriculture backstop code -- a reflection of the origin
of this function within the Agency. PFurthermore, the Agency’s performance
evaluation panel which reviews the efficiency reports of FFP Officers is an
adjunct of the agriculture panel, with representatives of MR/FFP added.

The associlation of Food for Peace with agriculture for career develop-
ment and performance evaluation purposes is unfortunate. The work of the
¥FP Officer has 11ttle in common with that of the agricultural specialist.

He is only occasionally concerned with the growing of food -~ generally his
only connection is with agricultural economics and ‘commodlity handling. The
primary tasks of the FFP Officer relate to program planning, project
management or surveillance, and various administrative activities,
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There is some support within the Agency for establishing a separate
career pattern for Food for Peace Officers., Their relatlvely small number,
however, does not appear to justify & separate performance panel. More
important, it is doubtful that there would be adequate opportunity for
career development in so narrow a field and it would perhaps be difficult
to recruit able persommed with this llmlta.tlono

Most Agenhcy personnel interviewed on this guestion stated that Food for
Peace Officers should be included in either the programming or management
career fields, with the majority supporting the former path. Several
regional bureau representatives said that they would select program officers
as FFP Officers if there were a closer associalion between the two fields,
Under such an arrangement, rotation of program officers into Food for Peace
positimswould be a normal step and these positicns would become more
attractive, draw highly qualified personnel, and emphasize food aid planning
in the total context of U.S. development assistance.. Program Officers are
utilized from time to time under present arrangemert s, but they often regard
Food for Peace as oubtside thelr professional area and enter into such an-
assignment with reservations as to its value for their careers, Inclusion
of Food for Peace Officers intc the program officer category would also
serve to provide them with much broader experience during the years of
service before attaining the FSR-3 level. When they reach this grade, FFP
Officers are evaluated as generalists by the performance evaluation panels
in competition with all other PSR-3s. As a separate group with narrow Food
for Peace experience, many individualswould be at a dlstlnct dlsadvantage
at that point in their careers.

The survey-team agrees that FFP O0fficers should be included in the
program oificer category and be evaluated by a program officer panel expand-

ed by the inclusion of Food for Peace and supply management personnel. A panel

so broadened would represent most of the veried activities performed by a
Food for Peace Officer and would encourage FFP Officers to place balanced
emphasis on the various aspects of their work. The regicnal bureaus and
MR/FFP should exerdise care by selecting mission Food for Peace personnel
from among program officers with experience in project management and ad-
ministration or who have indicated potential ability in these fields.,

FINDING:

Food for Peace Officers are generally
congidered as agriculturists for performance
evaluation purposes ~- a field little related
to the duties of FFP Officers -- and no career
development pattern has been formulated for them.
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RECOMMENDATION NO., 36:

THAT A/PA, IN COOPERATION WITH THE REGIONAT
BUREAUS AND MR/FFP, ASSCCIATE FOOD FOR FPEACE
OFFICERS WITH THE PROGRAM OFFICEFR CATEGORY,
DEVELOP SUITABLE CAREFR PATTERNS FOR SUCH
PERSONNEL, AND TRANSFER FFP OFFICER PERFORMANCE
EVATUATTION RESPONSIBILITY FROM THE AGRICULTURE
PANEL, TO THE PROGRAM OFFICER PANEL, WITH FRO-
VISION FOR PARTICTPATION OF REPRESENTATTIVES FROM
FOOD FOR' PRACE ACTIVITIES AND SUPPLY MANAGEMENT
PERSONNEL .
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X. MR ORGANIZATION AND STAFFING FOR FOOD FOR PEACE

A. The Development of the Food for Peace Division, MR

The genesis of the Food for Pesce Division lies within the Office
of Food end Agriculfure, ICA, which existed until 1962. This Office,
staffed with epproximstely sixty-five persons in three divisions, had
a variety of responsibilities in the fields of sgriculture, forestry,
figheries, and agricultural commodity disposal programs. In brosad
terms, the Office formulated technical policies, objectives, and guidance
for the development of agriculture programs; performed s technical
review and approved all sgriculture programs and projects; performed
Washington actions to implement approved projects; and evalusted
progress in project implementation.

When ATD was established, the staff and functions of the Agriculfure
Training Division of the Office of Food and Agriculture were transferred
to A/IT, those of the Agricultural Programs Division to the regional
bureaus, and those of one branch of the Agriculfural Specialists Divisilon
to TCR. The rest of the Office, with few exceptions, was placed in the
Office for Materiel Resources end named the Agricultural Resources
Division (MR/ABD), Half of those persons transferred to the new MR/ABD
had been assigned to the commodity specialist brenches (e.g., Fibers
Branch, Cereals Branch) in the predecessor Office.

MR/ARD was staffed with thirty-one persons including three who were
transferred from the Department of State to perform the responsibilities
relating to Titles I and IV that were assigned to ATD under Delegation 23.
The former Office of Food and Agriculture orgenizetion structure was
continued to the extent that there were an Agricultural Commodities
Services Branch -~ containing the commodity specialists -- and a Food
for Pegce Branch with three sectlons assigned to Titles I & IV, II,
and ITT respectively. Superimposed over the branches were four groups:
the Progrem Review Staff for audit review, a White House detail of two
persons in support of the Director of Food for Peace, a Program Control
and Research Staff of three persons, end a specisal group assembled to
develop the Operation Ninos prograim.

On April 1, 1964, the Division was reorgesnized snd renamed the
Food for Peace Division. The purposes of this change were described
ast 1) to eonsolidate in one branch all functions relating to donated
food progremming (Titles IT and ITI) in order to provide better emphasis
and focus; and 2) to assign functional reaponsibilities within the Food
for Peace Program to the commodity specialists. Since April, 1964, the
organization end staffing of the Dlvision has remained essentially
constant, except that the special unit established to develop Operation
Niflos has since been dissolved.
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B. Present Organization)and Staffing of the Food for Peace Division

The Food for Peace Dlvision, headed by a Chief and Assistant Chief,
is organized into three branches and two supporting steffs as shown on
the next page. In addition, & detailed organization chert with staffing
is included as Appendix F., A brief outline of the functions and steffing
of the Division components follows below. Detailed descriptions are
included in Part C of this Section which proposes staffing and orgeni-
zetional chenges. Because elimination of the Operations Branch would
result from the recommendetions made, no detsiled description of this
branch will appear in Part C. Therefore, it has been included in the
following paragraphs.

1. The Food Resources Branch

Steffed by four professional and two clerical persomnel, this
branch is responsible for all Title T and Title IV sales program acti-
vities in MR. '

2. The Food for Development Rranch

This branch, staffed by seven professional and four clerical
personnel, performs all MR activities under Titles II and IIT ==
except & portion of those relating to World Food Programs ~- and
from time to time has been assigned responsibility for the initiation
of new Food for Peace efforts such as Operation Wilios (until 1964) and
melnutrition, '

3+ The Program Support Staff

Staffed by five persons includiﬁg one clerk-typist, the Staff
is responsible for Program statisties and reports and the preparation
of vaerious documents in support of the programming process.

k. The Operations Branch

The Operations Branch; which is primerily a grouping of agricultural
commodity specialists some of whom glso have Food for Peace responsi-
bilities, is headed by a GS-15 Chief and GS-15 Assistent Chief, both of
whom are Industriel Speclalists (Agriculture). The Chief is commodity
specialist for grains, coffee, tea, cocoa, and vegetsbles; the Assistant
Chief for fats and olls, tobacco, fibers, fish, and feed products. A
third commodity specislist, GS~-15, is responsible for seeds, fertilizers,
and pesticides. A GS-12 Surplus Commnodity Specialist Foods Officer is
primarily responsible for scheduling all Title II shipments with USDA
by converting Tramsfer Authorizations into specifiic Commodity Requests
end generelly handling any problems that arise in connection with the
?hipment of commodities, There are also two GS-6 Procurement Clexrks

Steno), ’

The Branch processes PIO/Cs Tor agricultural commedities,
including the preparation of Procurement Authorizations. The Assistant
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WEP - Rome

1 professional

- Chief.
Assistant Chief |

2 professional
2 clerical

1 clerical

PEACE DIVISTON

Program Support .Staff

4 professional
1 cle;ical

Food ReSourcés Braﬁch

L professional

2 clerical

Staffing Summsary

Professional: 25
Clerical : 12

Food for Development

Operations Branch

Branch

T professional
4 clerical

b profesgional
2 clerical

(Does not include detail to FE/VN)

Program Review Staff

3 professional

(See Appendix F for detailed chart on orgenization & staffing)
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Chief also has a responsibility unassocisted with Food for Peace,

namely, reviewing all ATD loan requests for assistance in the fields of
agriculture and textiles and then clearing such loans with other sagencies
before ATD's intengive review and submission of the loan proposel to

the National Advisory Committee. The Branch Chief also performs a
yeriety of special assignments ineluding the preparation of Food for
Peace regulations, the review and anglysis of GAO awdit reports,
evaluations of new agricultural products, and research into such questlons
as enrichment of flour end milling extraction rates.

5. The Program Review Staff

Within the Division structure, the Program Review Staff of
three persons is subordinate to the Operations Branch but, to a great
extent, operates independently. The Staff receives, researches, and
coordinates MR response to audit reports on Food for Peace. It is
staffed by three persons.*

In gddition to these five branches and steffs, the Division is
authorized two cellings for an FSR-2 Food Program Officer and FSS=T
Secretery to serve as liaison to the World Food Program in Rome, and
one ceiling encumbered by an AD-15 Food for Peace Offlcer detailed to
the Bureau for Far Fast to work on the Viet Nam refugee problem.

¢, Proposed Organization and Staffing for the Food for Peace Division

As indlcated above, the Agricultural Resources Divislon was reorganized
in 196k and renamed the Food for Peace Division, The principal result
of this chenge wes to consolidate in one branch all programming respon-
sibllities for food donation programs under Titles II and IITI. The
survey Team believes that the distinections in programming and implemen-
tatlon activitles between the Titles I and IV sales programs and the
Titles IT and IIT donations yrograms provide a sound basis for Division
organizatlion. There are, nevertheless, several wesknesses in Division
operations which cen be improved by changes in staffing and the reassign-
ment of certain functlonsl responsibilities. These changes are discussed
below. A chart of the proposed Division orgenization reflecting the
changes recommended is shown on the next page. A detailed chart of
recommended organization and steffing is included in this report as
Appendix G.

1, Assistant Chief for Operations

One of the most urgent needs of the Food for Pesce Division is
to provide dey-to-daey supervision to the component branches and staffs

*One staff member will retire by June 1966, at which time his position
ceiling will be used for MR Vietnam recruitment.
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PROPOSED ORGANIZATION, FOOD FOR PEACE DIVISTION

Rome ~ W&P | Chief
1 1 professiocnal 1 professional
1l clerical 1l clerical

Assistant Chief for‘
Operations '

1 professional
1l clerical

Asst. Chief for
Policy

1 professionél
1 clerical

Food for'Debelopmént Food Resources Program Review and
Branch . : Branch Policy Development
’ ’ Staff
12 professional , 4 professional
5 clerical : 2 clerical . y professional
‘ 1l clerical
Program Support Staff Agricultural Resources

Staff

Lk professional
1 clerical ' 2 professional
- 1 clerical

Staffing Summary

" Professional: 30
Clerical : 14

(Does hot include detail to FE/VN)
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(See Appendix G for detailed chart on organization and staffing)
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of the Division. Although the traditional pettern of Division Chief

and Assistent Chief has been followed, the characteristics of the Program
and the special duties of the incumbents have deprived the Division of
adequate management .supervision.

Because mgjor operstionsal responsibility and most expertise
relating to the Food for Peace-Program within AID/W reside in MR/FFP,
the Division Chief has become to a significant degree a focgl point for
all activities concerning Program-operations in the Agency and & principal
participant in policy matters. As s result, his work is largely directed
up and outwards from the Division. This includes frequent meetings
with ‘other-agency personnel, liaison with task force groups, briefings
of senior Agency and State Department perscnnel, trips overseas, and
activities involving the Congress and private groups. An exsminetion
of his calendar indicates that between two-thirds and three-quarters of
the Chief's day is spent in meetings and conferences with various groups
and individuals such as voluntary egency representatives, personnel from
privete industry like Quaker Oats and Generel Mills, members of the
Congress, personnel from UWICEF, UNRRA, HEW, and the National Acedemy
of Sciences, the Brookings Institute, and senior ATD and State Department
personnel. As a result, much of his workdey is spent awey from his office
or is occupied with questions other then day-to-day Division opersations.

The Asslstant Chlef was intended to provide the supervision
over Division components that the Division Chief is unable to give.
Since Jjoining the Division, however, the incumbent has found his time
increasingly occupied with World Food Program matters. The Assistant
Chief estimates that as much as sixty percent of his time during routine
periods is devoted to WFP, this estimate based on a two-week analysis
of his activities. At times during the year, end particularly before
international WFP meetings, this workloasd increases sharply to virtually
full-time. The specific tasks performed range from participating in
the review of controversiel or complex WFP proposals to developing
United States policy on continued paxticipation in the program. He
recently spent three months in Rome on WFP matters. There is no indi-
cgtion thet this workload will diminish epprecigbly in the future. As
a result of the decision to continue United States participation in the
World Food Program after the three year trial period -- at a much
higher program volume level == it is likely that the Assistant Chief's
workload generated by this program will remain high or perhaps increase.
In addition, it is reported that MR may have yet undefined responsibilities
for increased participation by the Agency in FAQ activities. In this
event, the Assistent Chief may have responsibilities in this related
area as well. As a result, the presently inadequate supervision over
Division activities may decline further.

The need for strong management supervision is evident. With
the complexity of the Food for Peace Program and the extensive activities
of the Division perscnnel in programming, policy development, audit
review, program monitoring, end liaison with numerous outside organi-
zations on & continuing basis, it is essential to provide the means of
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bringing together the separate activities of the Division componentses
The different branches and staffs gll perform diverse getivities
relating to a single country program, are confronted with similar dif-
ficulties In their work, and must continually work in association to
develop policy and eliminate operationsl deficienciess Division
personnel, in discussions with the survey team, indicated that their
work is adversely affected by the absence of adequate Division mansge-
ment because there is insufficlent coordination and directlon.

The best solution to this deficiency is the establishment of a
gecond Assistent Chief position to he responsible for operations. The
Incumbent of this position should be assigned supervision over the two
principal branches -~ the Food Resources Branch and Food for Development
Branch -~ as well as the Program Support Staff and the residual commodity
specislists who have little or no direct rcle in Food for Peace. The
present Assistant Chief position should retain exdisting responsibllities
for the World Food Program and, in addition, should be assigned super-
vision over the new Program Review and Policy Developuent Staff,
recommended below. In the event the present Assistant Division Chilef
should retire or transfer, his position should he eliminated and replaced
with a position of Branch Chlef in cherge of the proposed Program Review
and Policy Development Staff (which would then beccme & branch) and
World Focd Progrem matters. At that time, the proposed Assistant
Chief for Operations would essume responsibilities as Assistent Chief
for ell components of the Division including the Program Review and
Policy Development Brench, This arrangement would provide the
preferred organization pattern of Dlvision Chief and one Assistent
Chlef.

FINDING:

Because the Division Chief's work is focused
largely on external lisison and activities, and
because the Assistant Chief is assigned major
responsibilities concerning the World Food Program,
the Division lecks effective mensgement supervision.

RECOMMENDATTON WO. 37:

THAT A/MP RECOMMEND TO AA/A THAT ONE POSITION
CEILING BE ALLOCATED TO AA/MR TO ESTABLISH A
POSITION FOR ASSISTANT CHIEF FOR OPERATIONS TN THE
FOOD FOR PEACE DIVISION.

Fstablishment of the Assistant Chief position will create a
need for additional clerical cepacity in the O0ffice of the Chief.,
There are at present two stenographic sdministrative assistants serving
the Chief and Assistant Chief.

The two secretaries perform the usual duties of clerical
personnel serving officers of similar grade. Because of the Chief's
frequent sctivities with perscnnel of other agencies, the Congress, and
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private groups, his secretary spends a large portion of her time
scheduling meetings, arrsnging conferences, and cormunicating on variots
matters. She also ‘assigns responsibility for answering congressiohal’
ingquiries and has performed special tasks when necessary. Both
secretaries drafit correspondence for which they have only minimal guide-
lines and which sometimes regquires a response of a professional nature.
The Assistantls secretary also types most of the World Food Program
documentation drafted by the Food for Development Branch program
officer responsible for WFP. .

Both secretaries work overtime. The Chief’s secretary averages
about five hours per week on tasks for the Chief; the Assistant's’ o
secretary averages about ten hours per week pertly on Division functions.
end partly for other MR components, These gyerages should diminish ’

when the Program Support Staff recruits a clerk against a wvacant position -

and is better able to do its own typing. There is, nevertheless, no
indication that these two personnel could absorb the additional work .
which would be generated by the proposed Assistant Chief for Operations.
An additional clerical position for the Assistant Chief for Operations
could, in addition to meeting his clerical requirements, assist other

Division components from time to time and thereby reduce present overtime

levels. This assistance would-be particularly useful in the Office of
the Chief and, to a lesser extent, the Food Resources Branch.

FINDING:

The clerical persconnel in the 0ffice of the
Chief, MR/FFP, are fully employed and could not
provide secretarial services to the proposed
Assistant Chief for Operations.

RECOMMENDATION NO, 38:

THAT A/MP RECOMMEND.TO AA/A THAT A POSITION
CEILING BE ALTOCATED TO AA/MR FOR THE ESTABLISH-
MENT OF A SECRETARTAT, POSITION '"TO SERVE THE
ASSTSTANT CHIEF FOR OPERATTONS.

2. The Food Resources Branch

The Food Resources Branch 1s responsible for exercising a major
role within ATD in the development of Title I and Title IV programs from
the time of the Embassy/USAID evaluation of & host country program request
until a sales agreement is signed between the United States and that
country. (See Appendix A for a chart of Title I and Title IV progremming
procedures.) The Branch consists of six persons: the Branch Chief,-
three program officers, and two clerical personnel, - Each progran .
officer is assigned responsibility for all programs within a geographical
grouping of countries. ) - -
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The program officer reviews and anslyzes a Title T or Title
IV program proposal and, in elose cooperation with the State and ATD
desks and other components of the two agencies, develops a pesition
on the proposal and presents it to the Interagency Staff Commitiee when
USDA submits the proposal for spproval. After approval by the ISC, the
program officer reviews -- and usually revises -~ the USDA draft
instruetion to the field authorizing the stert of negotietions and )
setting forth the provosed conditions of sale. During the negotiations,
he supports the country tesm in exchaenges of communications by providing
informetion, evaluations of counter-proposals, and revised State/AID/USDA
positlons. Subsequently, he drafts an instruction for the signature of
the Assistant Administrator, MR, which suthorizes the signing of an
sgreement.

In addition to these tasgks directly relating to the development
and conclugion of a program agreement, the duties of the program
officer include: (1) enswering Congressionsl inguiries; (2) preparing
briefing papers; (3) responding to questions raised in audit reports;
(4) submitting legislative presentation end 0YB plamming figures to
PC; (5) briefing and debriefing mission personnel; and (6) working on
ATD positions for policy questions such as "offsets"”.

The total number of Title I and Title IV programs reached a
high in 1962 with seventy-six and since that time has declined to
Pifty in 1965. Title I programs -- sales for foreign currencies -~
declined from sixty~four to twenty~six during this period, while there
was an -increase ln Title IV programs -- sales for dollers -- from twelve
to twenty-four, It is snticipeted that this sharp shift from Title I
to Title IV will contlnue under the United States policy of reducing
and eventually eliminating commodity sales for foreign currencies.¥

Workload for individual Title T or Title IV progrsms varles

‘greatly, While this variation depends to some extent on the amounts

and types of commodities involved in the sale, other factors are of
mich grester influence, such as coopérating country political and
economic circumstences, xelations between the United States and the
coopergbing country, and reletions with third countries exporting the
same or similar commodities., Therefore, unlike Title TI and Title ITT
programs, political and economic considerations are usually of much
greater importance than techniegl factors in determining the length of
the progremming process and workload of Title I and Title IV programs.

Anglyses of program files reveal that, in cases of complex
political situatlons, as many as £ifty to one hundred cebles and air-
grams mgy be exchanged between AID/W and the mission. The program
officers are deeply involved in this often lengthy and detailed exchange,
draft most of the outgoing communicetions (end review those which they
do not draft), prepare position pepers and memorands, and attend frequent
intre~ and inter-agency meetings before a progrem is submitted to the
ISC for epprovael. ;

*Passage of the Food for Freedom legislgtion would virtually eliminate
sales for foreign currencies within five years.
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Although Title T and Title IV programs require approximstely
equal amounts of work for the Branch, the process of converting from
Title I-to Title IV programs has generagted considerable additional
work in the form of increased cable and airgram traffic with the field
and the need for more-frequent consultations with buresu, State, and ]
USDA personnel., The added work arises for & number of reasons. First;*
host countries often resist chenging from Title I to Title IV. While
initial terms of the Title IV agreements are favorable to the recipient
countries because of the two-yesr. grace period on peyments, the long -
term drain on their dollar reserves is greater and they are reluctant
to underteke dollar obligations if there is an alternative of local’ =
currency payment. Second, devalustion risks are grester for the LT
United States under Title T local currency agreements but greater for
recipient countries under Title IV dollar payment terms. For these
reasons, the contimuing shift to Title IV during the next five years
will: generate increasing workload for the program officers in terms of
individual programs. Nevertheless, the overall workload, considering
the decline in the totel number of programs, should remain fairly
stable. It is, therfore, the survey team’s conclusion that the present -
complement of three program officers will provide adequate staffing for
the Branch.*

To determine appropriate clerical staffing, the survey team
utilized questionmaires, file enalyses, and interviews. The questionnaires,
completed daily by each secretary for two weeks, included such items as
the number and duvration of telephone calls, the number of pages typed,-
and -similar work cetegories. Files were studied to determine the number,
type, and length of documents prepared during a three month period. -

Data compiled follow: ’

Function Amount/Day ‘Average Time/Day
Duplicating . 17 pages " 20 minutes
Mail processing 66 pieces 30 " -
Filing - . 30 n
Transcribing Dictation - gy "

(mostly from phone calls)

Typing 6% pages 150 "
Phone calls (not inclfg answer- Uuh 1sh Mo

ing the telephone) ’

Miscelleneous - 30 "

8 hoursy; 21 mins.

*¥While examining Branch workload, the survey team noted that thé present
workload of two of the three progrem officers is comperatively heavy.
This is largely due to a disproportionste allocation of program responsi-
bilities and slso, in part, because the third progrem officer is being
utilized from time to time as a commodity specialist because of his
speciglized knowledge.
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While these deta are not considered precise measurements, they
do correlgte with observatlon and provide sufficient indication of
workload to evaluste staffing needs. 1In & recent three month period,
the two secretaries used a total of fifteen hours of overtime for
typing and -£filings. This is a significant reduction from earlier overtime
usage rates and is due to a stricter policy of epproving overtime work
in the Branch. Filling is usuglly delgyed during periods of heavy work-.
load and backlogs may build up.

On occasion when work backloge cccur, overtime should be
Judiciously used or the work gssigned elsewhere within the Division.
Increased clerical staffing recommended for other Division components
(see pp.113 and 128) will provide flexibility for shifting work during
periods of heavy workload in one unit. The survey team therefore
concludes that clerical staffing is adequate at present.

FIWNDING:

The professional and clerical staffing of
the Food Resources Branch is appropriate in
relgtion to Brench workloed.

3. The Food for Development Branch

The Food for Development Branch, staffed by seven professional
and four clericael personnel, is responsible for policy formulation and
program development of all Title IT and Title IIT programs, both AID
bilateral and World Food Programs, which total sbout 400, TIn addition
to the basic responsibilitles of framing administrative and techniecal
policy and of reviewing, developing, and submitting proposed programs
to the ISC end its Subcommittee, Branch personnel are involved in a
wide variety of related duties including the review of Food for FPeace
audits and various program planning and evaluation reports. In
addition, one member of the professional staff is an agricultural
commodity specimlist &and performs various duties not related to Food
for Peace, such as. reviewing snd writing specifications for PIO/Cs for
livestock.

8. The Assistant snd Associate Branch Chilef Positions

The Food for Development Branch 1s unusual in that there
are two deputy positions, both of which have the same grade as the
Branch Chief, GS~-15. The Associate Chlef and Assistant Chief are
considered as functionsl equals in that each is assigned one of two
mejor program areas (Title JIT and Title IT respectively) and, in his
program area, each supervises the same four program officers who handle
both titles for a group of countries. The Associate Chief 1s designated,
g5 the second~in~charge and sets as Branch Chief in the principal’s
absence, The flow of work, however, goes from the program officer to
the Branch Chief through either the Associate Chief or Assistant Chief,
depending on whether the matter under question relstes to Title TIII or
Title II.
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This srrangement has been justified as a means of providing
focus on the unique aspects of the two program titles, IT and ITI. It -

appears; however, to have resulted from the need to accommodate existing

personnel grades and experience during the last Division reorganization
in. 1964, While there have been differences in the administration of
Title IT and Title ITT programs, these differences are diminishing in
importance because of the self-help provisions for Title IIT and the
participation of voluntary agencies in the Title II progrems. Insti-
tution of the reporting.system proposed in Section VII will help bring
the two titles into-more parallel administration. Moreover,-the new ”
Food for Freedom legislation proposed by the administretion to the -
Congress combines these two titles into a new Title IT. The need,™
therefore, to provide a separate focus for the two titles within the -
Branch is exceeded by the need for a single strong deputy position in
place of the fragmented dual supervision.

The Branch Chief is deeply involved on & continuing basis
in gectivities which mgke it difficult for him to focus on the regular
program development work of his subordinates. He spends considereble
time dealing with policy questions, implementing new program areas
like malnutrition, and coordinating with the voluntary agencies and
other groups. The result of the Branch Chlef's varied activities 1s
that he is often unable to provide the dey-to-day Branch supervision
necessary for effective operation. A single deputy would serve to
give better continuity during the Chief's absence and would be able
to approve the work of the program officers and generally supervise
them at all times. Under the present arrangement, the supervisory

function below the Branch Chief is divided and tends to be wesk in the

Chief's absence, With a single deputy, Branch management at that
level would be improved and the Chief could devote his attention to
broeder responsibilities without interruption.

Conversion from the present double deputy-arrsngement to

a single Assistant Branch Chief would not appreciebly reduce the total -

workioad now assigned to the two present deputies and thereby permit a
staffing reduction. The supervisory duties now assigned to the two
deputies (e.g., providing technical direction and supervising yprogram
officers, monitoring program development, dealing with voluntary and
Tederal agencies and ATD persomnel on day to day matters, and )
resolving programming difficulties when they arise) would constitute a
full workload if sessigned to a single Assistant Chief. Other functions
of & non-supervisory nature now performed by the two deputies would
remgin, however. Pre-eminent among thege.functions is the present
Assistant Chief's agricultural commodity activity which is estimated to
reguire shout forty percent of one man-~year, In addition, he acts as

o progrem officer for all feed grain programs under Title IT with
approxinately twenty-five active programs at present. There are also
numerous special assignments now executed by both deputies which would

remain, including such tagks as developing program guidance for missions

to implement new policy, answering congressional inguiries, preparing
briefing pepers, and handling programming problems with worldwide
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spplication not appropriate for a single progrem officer. It is
evident, therefore, that the present commodity specialist Assistent
Chief would continue to have a full worklosd snd significent role in
Branch operations if his supervisory responsibilities for Title TIT
programs were shifted to a single deputy positicon.

FINDING:

The Food for Development Branch reguires
a single Assistent Chief with primary respon-
sibility for dey-to-day Branch mensgement and
supervision over progrem officers in both
Title II and Title III program greas.

RECOMMENDATION WO, 393 .

THAT MR/FFP RECRGANIZE THE RESPONSIBILITIES
OF THE ASSTSTANT AND ASSOCTATE CHIEFS CF THE
FOOD FOR DEVELOPMENT BRANCH AS STAFFING CHANGES
PERMIT SO THAT AVL RESPONSTBIIITIES RELATING
TO DAY-TO-DAY ERANCH MANAGEMENE OF TTTLE II
AND TITLE TTT PROGRAMS, AS WELL AS SUPERVISION
OF PROGRAM OFFICERS, BE ASSIGNED TO ONE
ASSTSTANT CHIEF POSITION AND THE RESIDUAL
DUTIES SUCH AS COMMCDITY SPECTIALIST FUNCTIONS,
SPECTAL ASSIGNMENTS, AND GENERAL STAFF
SUPPORT BE ASSIGNED TO A SPECTAT, ASSISTANT
POSITION.

b. Food for Development Branch Program Officers

The fundamental work in reviewing, developing, and submitting
programs to the ISC for spproval is performed by the four Food for
Peace progrem officers. Fach program officer is sasigned a group of
countries and has responsibility for gll Title II and Title ITI programs
Tor these countries. One of the four officers with minor bilstersal
progrem responsibilities is also .assigned responsibility for all World
Food Progrem proposels worldwide.

With some veriations according to whether he is concerned
with a Title IT or Title ITI program, the work of the program officer
in processing and implementing a program proposal includes:

(1) receiving program proposals and sccumulating supporting
) documentation;

(2) anelyzing the proposals to determine conformity to
technical criteria, policy, and legislative pro-
vigiong, €.gs.,

(&) rates of distribution - rations'per-person,'

(b) objectives of the proposed progrem,



(3)
(%)

(6)
(1)

(8)
(9)

(10)

(11)

In addition to these activities associeted with program develop-
ment and implementation, the progrem officers perform other tasks related
to their responsibilities. They all report .receiving one or two congressional

-(d) administrative facilities and program supervision,

-.119 -

(¢) port unloading and werehousing facilities,

(e) edequacy of provision for record maintenance,

¥ W

(f) ebsence of duplication between programs within
country,

#
-

(g) eligibility of recipients,

(h) legal errangements with host government (e.g., duty
free entry of commodities), :

(i) labeling and packaging of commodities,

-l -

(j) suitebility of commodities for country, and

(k) displacement of comparsble host country effort

i

communicating sith missions for clarification and elgboration;
consulting with country desks;

consulting with commodifty specislists on commodity
specifications;

reviewing audit findings applicable to the program; i~

rreparing doecumentation for submission of the program =
proposal to other agencles prior to T8C Subcommittee
meeting;

presenting the proposal to the ISC Subcommittee;

drafting Program Determinations or, in some cases;
redrafting those originelly prepered by the desks;

drafting Transfer Authorizations;
monitoring comminications regarding shipment schedulés; and

responding to and solving problems which arise concerning
commodities, emendments to programs, rescheduling of
shipments, emergency diversions of commodities, and

host country politicel problems which heve impaet on
program operations.
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inguiries e month which must be researched and snswered. Each prepares
one or two briefing pepers a month and frequently gives oral briefings
to individusls such as mission personnel. .All-report that they spend
ghout an hour every other dey on an average in formel meetings -~
especially the ISC Subcommittee -- and one or two hours each day in
informal meetings or conferences. The four progrem officers indicated
thet they perform varying amounts of overtime work, in two cases an
averege of gbout one hour & day. )

In recent months, the Branch has processed the first programns
under Section 203 authority which permits Title T loecgl currencies in
excess currency countries to be used for the improvement of Title IT
and Title IIT programs. The procedures for reviewing and approving
Section 203 program proposals are similer to those for regular bilateral
Title IT programs end require similar staff work.

Tn 1965, the Branch processed gbout 225 Title ITT programs
and develgped sbout 110 Title II programs as well as several under
Section 203. These programs ere spportioned among the four program
officers as follows:

Title IT Title ITT WFP See,203 Totald

Program Officer A 22 00 ° 0 - 0 122
Program Officer B T 23 5 0 105
Progrem Officer C 61 20 o -1 88
Program Officer D 20 53 0 10 83

These statistics are epproximetions-because there are no
up~to~date figures aveilable of program assignments by officer. Because
many Title IT and WFP programs haeve & durstion beyond one year, the
number of active programs exceeds the 110 spproved in 1965. Conclusions
as to comperstive worklosd among program officers cannot be drewn from
these date because the size, nabure, and political or admlnistratlve
circumstences of programsvary greatly. : .

In order to develop an understanding of program development
workload, e sample of fifteen Title IT and Title IIT progrem files.was
exemined in detail and document profiles made. While these profiles do
not reveal the entire work input for program development {e.g., the
application of technical and administrative criteria, the review of
previous operational experience, and the extensive discussions with
voluntaxry agencies, USDA, and bureau personnel), they do indicste °
program complexity es reflected by the preparation of documents and,
the exchange of communicgtions. The volume of communicetions contalned
in several of these sample program files follows:
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Incoming Outgoing
Progrem Communicgtions Cormunications
Bolivie II, School Feeding 3 T
Brazil IT, School Feedlng
a, 5/63 - 10/63 15 6
b. 3/64 - present 0 6
WFP, Mekong Project
a. 6/64 - 11/6h 26 13
b. 1/65 - 10/65 15 12
WFP, Ghane, Volta Project
8/63 - 12/65 22 18
Brazil II, Urban Development
8/6h ~ 10/65 16 11
Pereguay III  3/6% - 8/65 20 12
Tsreel III 5/64 ~ 6/65 25 18
Bolivia IT, Literacy Progrem
8. 5/64 - 8/65 T 9
b. 8/64 - 8/65 12 15
Brazil II, Colonization
5/6h - 6/6%4 2 2
Peru 1T, Chilld Feeding
a. (1964 prog.) 3/6k ~ 6/65 19 25
b. (1965 prog.) 2/65 - &/65 5 T

These statistics do nol show total workload for each program.
Textual references end the sequence of file contents suggests thet there

Furthermore, and significently, these Tigures

do not inelude basic progrem documentation prepered by the program officer
such as the Program Determination, Transfer Authorization, and program
summary submitted to other agencies for their review.

documents are quite long.

Some of these

Program Determinstions range in length from

two or three peges to as many as gix or seven of non-standerdized text.
While most outgoing cables and airgrams reviewed were one or two pages --
and meny only & few lineg in length ~~ there were some of s8ix and eight

pages.

tions and Transfer Authorizations.

In eddition, one program mgy have multiple Program Determina-
In one file, seven were found.
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The individual program officers are each responsible for a_
total of eighty-three to 122 programs of all kinds. If averaged against
their available time, these assignments allow ebout two or two and &
half workdasys per program for performing all necessary tasks. Included
in this averasge time glso sre the various miscellaeneous tasks such as
responding to congressional inguiries and brilefing mission personnel.
Furthermore, the number of programs assigned does not fully reflect
the total workload because of numerous amendments to previously
approved programs, each of which must be reviewed and spproved in the
same menner as the original proposal. The survey team was told thet
there is an average of two amendments for every Title IIT program
approved. As an extreme example, the Indis Title III program averages
about one amendment every two weeks. Additional workload is caused by
avndit findings or other reports of deficiency which require evaluation
and comment. One exsmple is = recent GAQO sudit on Title ITI programs
in Chile. This report has generated evaluation activities over many
months, deleyed program approval, and required communications to the
mission and anaelyses of mission responses including e thirty page air-
gram on the GAC report.

The burden of this workload on the four program officers
impairs the effective execution of their responsibilities. With the
use of some overtime work -~ particularly in the summer. when the
bulk of Title ITT progrems are submitted for review and approval -- and
at the cost of backlogs gnd delays, the "barebone" requirements of
program development are met in that necessary documentetion is prepared
and the progrems are ultimetely submitted to the ISC for approval. In
the judgment of the survey team, however, thie workload has caused a
qualitetive loss in the work performed. The review of a program suffers
when, on an average, fewer than sixteen to twenty hours are available
for a complete review and analysis, discussions with AID and- other
agency personnel, attendance at meetings, studying and taking action
on five to thirty incoming commumications, and drafting, clearing, and
trensmitting & similar number of outgoing communications plus Program
Determinations, Trensfer Authorizations, and projeet summeries. The
Immediate pressure of working on program proposals causes the program
officers to neglect equally essentlal tasks relating to ongoing programs,
such as reviewing operational deficiencies, monitoring commodity and
project status, resolving operationsl problems, or simply taking the
time to evaluate an entire progrem. The program officers asre keenly
aware of these deficlencles -- they complain of their inability to
rerform more than a superfileial review or to follow up on operstional
deficlencies and assure their correction.

The chenges of emphasis in the foreign aid program in general
and the Food for Peace Program specifically have major implications for
Branch workload. While the number of Title III programs will probably
remain constant, the self-help provislons and strong Ageney emphasis on
nutrition and egricultural development should impose a significantly
larger burden on the program officers. Program volume may rise and,
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in any case, grester sttention will have to be paid to program objectives
and gecomplishments. In the case of Title IT Section 202 programs —-—
such as Food for Work and child feeding -- there has been an imposiﬁg
increase in progrem volume in the past yeers, from a low of five in

1960 to nearly 100 in 1965. United States initiatives in food, -
education, and health will 1likely generate further growth. Also, the
United States commitment to the World Food Program.for the next three
years implies & large increase in work for that program;

In view of the present workload, the anticipsted growth in
the number and volume of Food for Peace grant programs, and the increasing
Agency emphesis on food and nutrition in less developed countries,
increased staffing in Branch progrem officers is urgent. To meet’ immedlaxe
needs and provide MR/FFP the capability of meeting the challenge
presented by the new stress .on food ald, two additional officers are
required, a fifty percent incresse in program officel staffing. The
trebled inereasse in our commitment to the World .Food Program willl require
& large portion of one additionsl men-yesr. The epplication of somewhat
more than one gdditional man-year to the bilateral Title II and Title III
programs will be adeguate for more effectlve program development and
will permit the program officers to assume a niore active role in
resolving operationsl deficiencies or evoiding them initielly by more
comprehensive reviews of progrem proposals and continuocus monitoring
of .program and commodity staftus during the implementation stage.

FINDING:

The present staffling of program.-.officers in
the Food for Development Branch is insdequate for
proper review of program proposals. and does not
permit monitoring of program mplemen‘ta.‘t:.on ‘to
assure effectlve operations. . -

RECOMMENDATION NO. ho:

THAT A/MP RECOMMEND 0 AA/A TEAT THO POSITION
CEILINGS BE ALLOCATED TO AA/MR FOR ENCREASED *
PROGRAM COFFICER STAFFING.

Co Branch|Foqu on the Nutrition Program

The Agency has recently placed inereasing emphasis on the
lmportance of improving nutritionsl levels in the less developed
countries. Experience revealed that food provided under Title II and
Title IIX programs did not provide all necessary nutrition to recipients
and, in December 1964, it was decided to enrich and fortify food commo-
dities. At that time;, $1.5 million were committed for the last half of
FY 1965 for this purpose. It is anticipated that,. all appropriate Title
IT and Title IIT commodities will recelve such sdditives. In addition,
efforts are being made to develop formulated foods, ‘particulerly
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high-protein foodstuffs. MR/FFP participated in & joint USDA/ATD
project to develop, imtroduce, and evaluate a recently formulated
high protein soy beverage product and studies heve been made of new
high-nutrition foods such as the "Bubra" product from Brazil and
high-protein crackers from Hong Kong.

Within ATD, the primary leadership in the Agency’s nutrition
program rests in TCR, At The same time, however, MR/FFP has a major
role in converting research findings into specific Food for FPeace pro-
grems. . To do this, the Division must cooperate .closely with TCR,
USDA, eand private industry 1n setting specifications, utilizing formu- -
lgted foods, and generally spurring the implementation and monitoring
the progress of the Food for Peace aspects of the nutrition program.

The workload gssociemted with these activities is estimated’

to require ore full time position. While the incumbent will work with

the Branch program officers as specific programs are developed: and
submitted to the ISC for approvel, the primary duties of the position
end the ‘organizations with which relations must be& maintained do not -
parallel the work of the program officers. Furthermore, Agency emphasis
on this program requires that adequate focus be provided in the Branch
to assure that MR cen properly meet its responsibilities. A position
is required, therefore, within the Food for Development Branch to work
on the nutrition progrgm.

FINDING: . 7

Agency emphaslis on malnutrition reguires
that the Food for Development .Branch establish
& focal point to work in associgtion with TCR,
. USDA, and other federdl snd private organizetions
for the conversion of nutrition research findings -
into specific Food for Peace programs.

" RECOMMENDATION NO, U41:

THAT A/MP RECOMMEND TO AA/A THAT A
POSITION CEILING BE ATLOCATED TO 4A/MR FOR
THE ESTABLISHMENT OF A POSTTION IN THE FOOD
FOR DEVELOPMENT BRANCH TO EXECUTE MR RESPON-
SIBILITIES IN THE AGENCY”S PROGRAM TO RATSE
NUTRITIONAT, LEVELS THROUGH FOOD FOR PEACE.

d. BPBranch Adwinistretive Support

The survey team found that there are several functions
relating ‘to Title IT and Title IIT programs which are not now being
performed or could be best executed by assignment to one person rather
than among the program officers or to other Division components. These
duties Includes (1) serving as executive secretsry for the ISC Sub-
comnittee; (2) performing preliminary reviews of Title III program
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proposal statistics and prepering letters of notification of program
approval; and ‘(3) serving as the centrel monitoring point in the Branch -
for program development., These are discussed in turn.

(1) Executive Secretary for the ISC Subcommittee

A1l T4tle IT and Title IIT programs sere-submitted
to the ISC Subcommittee for approval. In addition to Branch personnel,
representatives from BOB, USDA, and, on occaslon, the State and AID.
desks participate. The Subcommittee is chaired by the Chief, Food for
Development Branch. During the meeting, the perticipants express the
views of- their agency on the proposed program and, when concensus is
achieved, express their approval after which the program is presented
to the perent ISC for epproval. In the Subcommittee meetings, there
is no executive secretary or other person to meke a record of .the
proceedings ~~ discussion or decision =~ which would serve as the official
record of the Subcommittee determinetions. At present, there are .
occasionally subseqguent differences of opinion among the sgencies on
whet specific decision was made. An executive secretery is required -
to avoid the loss of time caused by such misunderstandings snd assure
the maintenance of an official record of Subcommittee proceedings. In
sddition, the position would be assigned responsibility for performing
cther relsted duties such as scheduling the meetings when necessary
and meking arrangements as gppropriate. Implementation of Recommendsiion
25, which calls for a revision in Subcommittee procedures to permit
peper clesrsnce of non=-controversisl progrsms, will reguire a focsal
point within the Branch to assemble documentation for transmission to
other agencies, receipt and recording of their responses, Tollow-up
when necessary to obtein response, and scheduling of those programs
for which unanimous agreement could not be obtained on the Subcommittee
agenda..

(2) Preliminery Review of Title ITI Proposals

The Annual Estimates of Requirements submitted each
year in company with other documents by the wvoluntary agencies are
statistical in nature. Experience has shoyn that most submissions
require careful esnalysis to assure accuracy before the program review
by the program officer. FErrors in calculstion sare common. In the
past, & member of the Program Support .Staff performed this review; her
retirement and the utilization of this position for new duties (notably
as editor of the Food for Peace Newsletter) require that the Food for
Develorment Branch assume this task. In addition, it is appropriate
that this task be performed in the Branch as it is a part of the program
review. Wnhile this statistical analysis workload occurs heavily in the
sumer when the voluntery agencies submit their progrems, a related
task continues through much' of the year, namely, notifying the voluntary
agencies of the approval of their proposed programs. This activity
involves preparing end sending more than two hundred letters.
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(3) Monitoring Program Development

Recommendation 26 of this report recommends the
installation of a control bosrd mechanism to provide Branch management
the means of monitoring program .development and approvel status.
Maintenance of this board would involve identifying several key points
in program develoyment and spproval and reporting progress ageinst a
standard time freme. While, for the most pert, the program officers
will have to provide status informaetion by means of & simple check-list
reporting device, a member of the Branch will have to maintain control
board currency. A relgted duty which should be performed is the
receipt and distribution to progrem officers of the commodity and
project status reports recommended in Section VII of this report (see
Recomnendation 27). If required by Branch management, information on
project status could be extracted and recorded on the control boerds.

The duties outlined above require execution within the Food
for Development Branch. Because these are sub-professional level
responsibilities, there is currently no suitable person for assignment.
Furthermore, the workloads of present personnel do not permit assumption
of these new functions. To meet these reguirements, s Staff Assistant
position at the  GS-T or GS5-9 level should be established to perform the
functions described above and any other appropriate activities assigned
by the Branch Chief.

FINDING:

The Food for Development Branch requires
a Staff Assistant position to monitor progrem
development and approwval, perform preliminary
analyses of Title ITT program proposals, and
serve gs executive secretary of the ISC Sub-
committee.,

RECOMMENDATION NO. L2:

THAT A/MP RECOMMEND TO AA/A THAT A POSTTION
CEILING BE ALIOCATED TO AA/MR FOR THE ESTABLISH-
MENT OF A STAFF ASSISTANT POSITION IN THE FOOD
FOR DEVELOPMENT BRANCH,

e¢. Shipment of Title IT Commodities

Respongibllities relating to the shipment of Title TII
commodities are assigned to the G8-12 Surplus Commodity Speeialist Foods
Officer who is presently assigned to the Operations Branch under the
general direction of the Assistant Chief. The Assistant Chief formerly
verformed some of the tasks now executed by the incumbent end, as the
incumbent has develoaped experience in his work, has become less involved
in this work.
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The focus of the work is on Title II, including World Food
Progrem activities, The incumbent serves aeg the technical advisor on
packaging and labelling, deciding in cooperation with USDA on the nature
and source of commodity containers. He translates Transfer Authoriza-
tions into Commodity Requests according to & pre-determined schedule or
upon e mission "call-forward" by preparing and transmitting to USDA &
commodity request form. In FY 1965 he sent more than 300. He also .
mainteins files on the amounts of commodities received by each mission .
and project and of the mission requests. To assure that action is taken
by USDA, he follows=up when necessary. He is responsible for assuring
the commodity deliveries for ebout 150 Title IT projects.

In performing his work, the incumbent 1s in close association
with the progrem officers., His responsibilities, however, in noc way
coincide with the duties of the other members of the Operation Branch
staff. His worklng relatlonships there are few, limited to the genersl
supervision received from the Assistant Branch Chief and occaeslonal work
with the Chilef and Assistant Chlef beceuse of their commodity speciali-
zation responsibilities. It would be desirable, therefore, to transfer
this position and incumbent to the Food for Development Branch in order
to bring. together all Title II responsibilities, to facilitate masnege-
ment over all MR aspects of Title II program development and implementetion,
and to provide a closer working association between this function and
the program officers,

FINDINGS

The work of the Surplus Commodity Speeialist
Foods Officer now in the Operatlons Branch is
closely essociated with the work of prograsm
officers on Title IT gctivities and lergely
unrelated to the duties of the Operations .
Branch staff.

RECOMMENDATION NO. 433

THAT AA/MR TRANSFER THE SURPLUS COMMODITY
SPECIATIST FOODS OFFICER FROM THE OPERATIONS
ERANCH TO THE FOOD ¥OR DEVELOPMENT BRAWCH.

f. Clerical Support, Food for Development Branch

The seven professionsl personnel of the Branch are served
by four secretaries. Generally, one secretary serves two professionals
except for one who works almost .entirely for the Branch Chief. In
addition, they type and perform other clericel work for mission persomnel
on temporary assignment or consultation. A large portion of the typing
and filing generated by the program officer for World Food Program actis
vities is performed by the Assistent Division Chief*s secretery. The
full range of typical clerical tasks is done by the Branch clerical
persomnel, including typing, filing, duplicating, teking dictabion,
processing mail, and various miscellaneous sctivities.
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Two of the Branch secretaries rarely work overtime. A third
stated that she has reduced overtime work sharply since December. The
Branch Chief’s secretary said: that she works until about 6:00 most
evenings and occasionally on weekends.

For a two week period during this survey, the four secre-
taries maintained daily workload estimstes on which they indicated
the time spent on certain types of work or the number of units performed.
When averaged, the data suggest that they spend about en hour per day
on filing, an hour on meil, and a quarter hour each. on duplicating and
duplication. Most of the remaining time was devoted to typing. Indi-
vidual estimates range from five to ten pages per day average, An
analysis of chronologicel files reveals that, in- November and December,
1965, an average of more then six peges and three pages. respectively
were typed per day by each secretery. These chron files do not iuneclude
most preliminary drafts and miscellaneous: items which gccount for a
large proportien of their typing workload. The rest of the work-day
is used for a variety of tasks including: (1) an average of gbout
twenty-five telephone calls apiece; (2) errends to other buildings;
(3) following up action documents or securing clearances from other
offices on. MR/FFP documents; (4) transmitting materials to field FFP
Officers for information; (5) file research for meeting or drafting
purposes; and (6) routine administrative duties,

While the workload is hesvy, the survey team finds that
additional clerical assistance is not required for present staffing.
Greater attention is required for filing so that program officers do
not have to do their own filing. However, there is no- evidénce thet
backlogs in filing grow out of control, or that other work is not
promptly performed. Overtime work might be used for a systematic
effort to bring all files up to date: and into an orderly condition.

In view of the increased professional staffing recommended
by this report, however, it will be necessary to augment the clerical
staff to provide required support. All three proposed professional
positions (two program officers and a nutrition program specialist)
will require additionsl clerical work, particularly the nutrition
gpecialist who will be working in a new area of activity. In the case
of the two program officers, however, a portion of the secretarial
work they will generate iIs being done at present since they will relieve
current workload. Therefore, an increase in clerical staff directly
proportionate to the increase 1n professionel staff is not necessary.
It is anticipated that one additional clerical position will provide
the Branch with adequate secretarial capacity.

-

FIWDING:

Clericel staffing in the Food for Development
Branch is adequate to serve present professionel
staffing, but the three professional positions
proposed by this report for the Branch will require
one additlonal secretary for clerical support.
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RECOMMENDATION NO. hl:

THAT A/MP RECOMMEND TO AA/A THAT ONE
ADDITIONAT, POSTTION CEILING BE ATLOCATED FOR
A CLERICAL POSITION IN THE FOOD FOR DEVELOPMENT
' BR.ANC-Hy

k., The Program Review and Poiicy Development Staff
-a. The Program Review Function

The respon51bility within MR/FFP for procesging audlt reports
concerning the Food for Peace Program is assigned to the Program Review .
Seetion, of the Operations Branch. The Section is staffed by a Program
Review Officer, GS=14, end a Program Review Assistent, GS=9, Since.
April, 1965, a GS=13 auditor has been assigned to the Section to assist . -
in the processing of GAOQ audit reports. Originelly he wes on detail
from A/CONT, but more recently was placed against an MR celllng allocated
for Viet Nam progrems. The survey teem was informed that he will leave
by June, 1966, by which time the GAO eudit emphasis on Food for Peace,
is expected to be completed. Staffing recommendstions mede in this
portion of the survey report for the Progrem Review and Policy Deyelopment
Staff assume the loss of thls employee: In gddition to this auditor,
& second person was detailed for several months from A/CONT until his
retirement in December, 1965, A GS-15 Food for Peace Officer who is
formally a351gned to this unit i8 on detail to the Bureau for Far Fast
to work on the Viet Nam refugee problenm.

. The Program Review Section receives, .researches, and coordinates
comments in response to audit report findings and recommendstions. In
reviewing the activities of the Section, it was apperent that their
work 1s somewhat more complex then that which is performed by the usual
audit response coordinator in’'a buresu or office. Typically, the latter's
role is largely confined to receiving gudit reports, assigning internal
action to the appropriate component .or individual, assuring that responses
are promptly and properly prepared, and perhaps developing a single.
regponse for the organization when several individusls have contributed
comeents. Because of the inter-agency responsibilities within the Food
Tor Beace Program, however, and because of the role of the voluntary
agencies in Title II and Title III programs, the MB/FFP Program Review
Section’s task is considersbly complicated.

In every case of an sudit finding which concerns a Title ITT .
progrem or a Title II program involving a voluntery agency, the Section
corresponds with the appropriste voluntary agency headguerters in New
York City, provides them with copies of the report, and requests comments.
In some cases there may be several exchanges before an sudit finding may
be closed. Such comments must be provided to.the Depsrtment of Agriculture
to evaluate a basis .of claim setion against the voluntary agencies, common
carriers which trensported the commodities, or perhaps the host country.

In some cases USDA requires further informstion for which requests are
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made through the Section. With respect to GAO audits, the separate
Agriculture and ATD responses sre closely coordinated to develop a
common. position, an effort which requires meetings and memoranda.

The procedures employed by the Program Review Section are
simple and informel. PRuckslips end transmittal memoranda are utilized
heavily, even for transmitting documents and brief comments to the
voluntary agency headquarters in New York City and other federal agencies.
While this informaelity might be criticized in some cases, 1t is & means
of avoiding & large typing workload where there 1s inadequate clerical
capability, as well as professional workload in drafting formal cowruni-
cations. Audit reports are logged in and subsequent entries across the
ledger line indicate the. current status of each sudit response. This
log serves. effectively as a "tickler' file to agsure follow-up action
when necessary. Files are organlzed by country so that in a particular
group all AID/W Internal and Mission Audit reports over the years may
be found, thereby expediting research. Because of their size, GAD
audit files are meintained separstely. While, cn brief examingtion,
the files appear to be in generally good condition, papers in indivi-
dval files were occasionally out of order.

-

-
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b. Policy Development

o o
' 1

As outlined in Section ITI of this report, a primesxry and
essentigl responsibility of MR/FFP is the formulation of technical and
administrative policy guidance for Food for Peace personnel in AID/W
and the field. This guidance derives fram legislstion, broad Agency
policy, and operating experience. At present, there are several areas
of policy which have not been formulated and issued, as pointed out in
Section IV of this report. These omissions have resulted because of
an gbsence in MR/FFP of any organizatlonal focus on this function and
because personnel responsible for this work are too often diverted by
operationsl setivities and specigl projects.

- -

In Section IV, the survey team recommended that a task
force be organized under the direction of the AA/A.to develop and issue
basic Food for Peace policy ineluding that which erises from new legis-
lation in 1966. Tn addition, the task force would assist MR/FFP prepare
various portions of administrative and technical guidance. While preparation
of these policies is normslly an MR responsibility, the amount of work
to be done is not within the Division's cgpability. A sustained effort
by the task force for severzl months should gssist Progrem persqnnel
greatly by bringing the development of policy guidance to a current status.

W W

In spite of this special effort, there will remain a
continual need for ME/FFP attention on policy guidance. Operational
experience and changing circumstances will always require Division
reevaluation of existing guidance and the preparation and issuance of
revisions. Without providing organizational focus and staffing for
this function, the status of menual orders and similar issuances will
again fgll behind. To prevent such backlog, the Divlsion requires a
staff with suitable leadership and clarity of purpose.
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As stated above, much of the need for pollcy'guldance
arises from evaluations of program operations -~ particularly as lden-
tified by eudit reports. Divieion personnel have indiceted' thet the
Division should heve the capability of following up audit findinge and
tranglating them into guidence designed to prevent reoccurences of the
deficiencies. This relstionship between audit eveluetion and’ pollcy
development strongly suggests using the Program Review Steff as a-
nucleus for en orgenizetion with policy development responsibilities -
as well es audit review functions. Placement of this staff within
the Division under the Assistant Chief will provide the strong
leadership reguired and plece the staff apart from the operating branches.

In addition to the personnel of the Program Review Staff
the proposed staff should be sugmented by additional personnel. Because
the 'present Chief of the Operations Branch, in addition to his commodity
specielist duties, participetes in the formul&tlon of policy issuances
and works on various special projects, his experience would be suitable
for serving as senior officer on the staff under the Assistant Division
Chief. Hls long association with Food for Peace would provide useful
Program continuity for policy questions. He would also continue his
present commodity speciglization responsibilities. To provide clerical
assistance, one of the two Procurement Clerks (Steno) of the Operations
Branch should also be transferred to the proposed staff.

Staffing the proposed Program Review and Policy Development
Staff with the personnel of the present Program Review Staff plus the
Chief ' of 'the Operations Branch would provide three professionel-level-
individuals (not including the GS=9 Program Review Assistant). . One
of the three -~ the GS-13 guditor -~ is expected to leave at:the end
of FY 1966, 'as steted gbove. Of the two permanent employees, one ==
the Progrem Review Officer ~- will be largely involved in processing,
reviewing, and coordinating responses to audit reports. While these
responsibilities, coupled with & close asscciation with the policy
issuance functions, will contribute greatly to the activities of the
proposed staff, it ies not Iikely that his workloed will permit him
to participate significantly in preparing guidance issuances. The
second professional -~ the Operations Brench Chief -- will continue
to be amctively concerned part of his time with the commodity specielist
responsibilities and would, therefore, contribute less than one man-year
to the policy function.

To provide the proposed staeff with a continuing capability
Tor developing new policy issuances, a new position is required to -
furnish the primary effort. One able individusl, closely associated
with and supplemented by the two professionals deseribed sbove, would
be sdequate under normel circumstances to teke the lesd within the
Division for developing and issuing technicel and administrgtive
guidance in the form of manual orders, regulations, and airgrams. -
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FTNDING:

The Food for Peace Division requires a
staf? with responsibility for reviewing,
evaluating, and coordinating response to
gudit reports and for the formulstion and
igssuance of technical and administrative
policy guidence, The staff should be
sdequately provided with persomnnel and
organizetionally separated from the
operating branches and staffs of the Division.

RECOMMENDATTON MO, L45:

THAT AA/MR ESTABLISH A PROGRAM REVIEW AND
POLICY DEVELOPMENT STAFF UNDER THE ASSISTAWT
DIVISION CHIEF AND STAFFED BY THE PERSONNEL OF
THE PRESENT FROGRAM REVIEW SECTION AND BY THE
CHIEF AND ONE PROCUREMENT CLERK (STENO) OF THE
PRESENT OPERATTONS ERANCH.

RECOMMENDATTON NO. L4b:

THAT A/MP RECOMMEND TO AA/A THAT ONE
POSTTION CEILING BE ALLOCATED TO AA/MR FOR
THE ESTABLTSHMENT OF A POSITION WITHIN THE _
PROPOSED PROGRAM REVIEW AND POLICY DEVELOPMENT
STAFF, THE INCUMBENT OF THIS POSITION WOULD
BE-RESPONSIBLE FOR THE FORMULATION OF ADMINI-
STRATIVE AND TECHWICAL POLICY GUIDANCE,

- 5. The Program Support Staff

The Program Support Staff is the foecal point in MR/EFP for
document control, statistical anslysis, and reporting. Primary duties
of the staff irnelude: (1) preparing P.L. 480 data for OYB hearings;
(2) maintaining files of program documents; (3) preparing briefing
vapers; (4) performing document control of Program Determinations and
Transfer Authorizations; (5) meintaining statistical deata for compi-
lation of regularly scheduled and special reports for all titles;

(6) providing menagement focus for the Division with respect to men-
power and budgetary justifications; end (7) editing the Food for Peace

Newsletter, responsibility for which was transferred to MR/FFP when the

Office of the Director of Food for Peace wes recently transferred from
the White House to the Department of State.
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The Staff's personnel complement is five, the GS-1% Chief, a
GS-13 Program Reports Officer {(now vacant), a GS-11 Program Statistician,
a GS-9 Statistical Assistent, end a clerk-typist.” The ceiling for the
clerk-typist was recently returned to the Division from the 'Office of
the Director of Food for Peace. The speelflc duties of each position
arediscussed in turn.

a. The Staff Chief
The Chief is responsible for:

(1) smelyzing snd reviewing Title I and Title IV data for
OYB hesrings. If & new program has been approved since the previous
month, data is compiled to show the amounts and types of commodities
provided., If it is & combinuing program for which original date have
been published in the previous OYB report, these data are updated
monthly. The Chief estimastes thet this activity requires one-fourth
man-year; -

(2) compiling date for the budget and manpower review,
including & breakdown on personnel utilization for the Division and
travel expenses incurred by Division personnel;

(3) editing all regular reports and papers compiled as a
result of informastion requirements which cut across more than one title

of P.I.. 480. This task requires from ten to fifteen percent of & man-year;

(4) prepering information in response to requests for date
on Titles T and IV. The nature of the questions posed often requires
much file research for statistics from previous yeers. The Chief
estimates that the resesrch and preparation of replies requires about
one=halfl of a man-year.

b. The Program Stetistician

The Program Stabtisticilan maintains data on Title II programs.
Specific tasks include:

(1) recording in a log data from each Program.Determlnatlon
along with -a summery nerretive of the program,

(2) maintaining document control on all reports emsnating
from the Division and periodicaelly checking the progress of documents
being cleared. Locating overdue documents and resolving dlfflcultles
in clearance may require several hours;

(3) reviewing Transfer Authorizations for statistical accuracy;

' (4) reviewing "close-out" documents from USDA which indicate

that .21 commodities have been shipped against a Trensfer Authorization, and

then updating the original Transfer Authorization on the basis of this
informetion;
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(5) reviewing "out-turn" reports which aré issued by
cooperating sponsors to report on the receipt of shipments and the con=
dition of the cargo; and

(6) compiling information on Title IT in response to special
requests, some of which mey reguire several days. As thé Program Support
Staff files are the-only repository of historical inférmation on Food
for Peace in the Agency and, for many items, in the governmént, many
requests for informafion are received. Thé incumbent estimafes that
forty percent of her time is spent on this functien,

c. The Statistical Assistant

The Statistical Assistent maintains deta on all Title III
progremg. Specific duties include:

(1) preparing reports on Title III, particularly the wW=456
report which requires about fifteen percent of the ineumbent's time,

(2) reviewing the Receipt and Distribution Report, prepared
by the voluntary agencies annually, which indicate commodity status;

(3) preparing special reports on the allocation of scarce
comuodities or on progrem volumes by comédity, including thé rationale
for the allocetion;

(4) answering requests for information and briefing matérials; and

bution to agencies involved in the I3C sub-committée review prior to
the meeting.

d., The Program Reports Officer

This position, formerly designated as Food for Peace Officer,
is presently vacant. The recént incumbent worked scross organizational
lines into the Food for Development Branch on program officer duties
as well as Title III statistics. This dual role resulted from her
personel qualifications. The statistical duties have been assumed by
the Statistical Assistant position discussed gbove. The other duties,
including the enalysis of Title III program propdsals, will be done
by the Food for Development Branch.

The principal tesk of the riew Program Reports Officer will
be editing the Food for Peace Newsletter, a task recently transferred
from the Office of the Director of Food for Peac&, The Newsletter is
g unique document with g circulation of 5500 at presént. Recipients
include congressmen, editors of agricultural journals, officials of
food processing industries, and mission FFP Officers. It is the only
source of informeticn orn the Program and items includéd are usually
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obtained directly from individualq rather than sbstracted from other
publications. As a result, many contacts must be maintained in the .
Congress and throughout the farm end food procéssing community., It is
anticipated that this function will require one-~fourth to one-third
man-year.

With the implementation of the reporting and monitoring
system discussed in Section VII and the consequent collection of infor-
mation on project and commodity status, much Progrem data will be
aveileble for utilization by personnel associated with Food for Peace,
While dissemination of such information will be of great velue, analysis
and preperation of the dgta for issuence will increase Staff workload.

As suggested in Section VII, there will he a duplication
between existing and proposed reports. After the proposed reporting
system for Titles IT and III hes been operating for & satisfactory
period, an evaluation should be made of all reporting requirements,
internal to the Division and external, to determine whether any reports
presently prepared can be eliminated. This evaluation should include
an appraisal of staffing requirements for reports preparation.

e. The Clerk-typist

At present, typing for the Staff is done by the Statistical
Assistant or by personnel from another office on overtime. Both of™ -
these arrangements are unsatisfactory, particularly in view of the
increased workload of the Statistical Assistant since the retirement
of the Food for Peace Officer who was doing much of this work. BRecause
of both the reéguler reporting requirements and the many special requests
for Progrem information, the clericel workload is substantial. This
position was recently returned to MR/FFP from the Office of the Director
of Food for Peace and is vacent. A precise measurement of workload is
not possible because performance of the work has been so scatbtered.
Work performed on overtime alone has amounted to sbout 140 hours per
quarter. The survey team believes that this clerical position is fully
Justified.- ’ N

INDING:

- When the two existing vacancies are filled,
the Program Support Staff will have sdequate ~
personnel to perform the duties presently assigned -
and the new workload which will result from-imple-
mentation of thg recommendations of this report.

6. The Agricultural Resources Staff

The present Operations Branch consists of three commodity
specialists, the Program Review Staff, and two clerical employees.
Recommendation 43 of this report provides for the establishment of a.
Program Review and Policy Development Staff under the Assistant Division
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Chief, staffed in part by the Operations Branch Chief as senior member,
one of the Branch's two clerical personnel, and the personnel of the
Program Review Staff. In eddition, Recommendation 41 calls for the
transfer of the GS-12 Surplus Commnodlity Specialist Foods Cfficer to the
Food for Development Branch in order to bring Title II responsibilities
together end to place him in closer association with the program officers
with whom he works. After implementation of these recommendations, a
residual staff of two commodity specialists and one procurement clerk
would remain, )

The work of these remaining commodity specialists is little
related to Food for Peace. One of the two is a speclalist on ferti-
lizers, seeds, and pesticides. His activities consist of processing
PIO/CS and generally providing informstion on these commodities to
Agency personnel as required -- work which is completely unassociated
with Food for Peace. The second individual is & commodity specislist
for fets and oils, tobacco, fiber, and fish. In addition to the

. commodity specialist duties which parallel those of the fertilizer

specialist discussed above, this officer is responsible for reviewing
all ATD loans dealing with asgriculture and textiles and obtaining
sdvance clearance from other agencies -- notably USDA and Commerce --
before the intensive review of the loan application. In these respon-
sibilities, the second officer is associeted with Food for Peace only
by reviewing commodity specifications in progrem proposals. In the
past, he also supervised the Surplus Comrodity Specialist Foods Officer
who is responsible for Title II shipments, but this supervision has
diminished as the incumbent has become experienced in the work.

Suggestions have been made in the past -- by the Booz, Allen,
and Hamilton report, for example ~-- that the agricultural commodity
specialists be transferred from the Focd for Peace Division to the
Industrial Resources Division where the parallel responsibilities for
non-agricultural commodities reside. The survey team believes, however,
that the additional Food for Peace duties which most agricultural
comnodity specialists within the Division have meke such transfer inadvisable
at this time. Furthermore, as commodity specialists, all except the
Tertilizer specialist serve as technical resources to the Food for Peace
function and their transfer to another orgenization would mske the working
relationship more difficult. Unless there should be & transfer of all
comodity specielists from the Division, it would not be desirable to
trensfer one or two. However, this problem will be examined in greater
depth during the survey of the Industrial Resources Division by A/MP.

Under the Division organizetion proposed by this report, there
is no branch or staff to which the work of the two commodity specialists
end the supporting procurement clerk would orgenizationally relate.

The survey team, therefore, believes an Agricultural Resources Steff
should be established to consist of these three positions. The proposed
Staff should be placed under the supervision of the Assistant Chief for
Operations, recommended by this report.
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FINDING:

The residual personnel of the present Operations
Braunch do not relgte in function to any brench or -
steff of the Division orgemization -as proposed.

RECOMMENDATTON NO, L47:

THAT MR/FFP ESTABLISH THE AGRTICUITURAT
RESOURCES STAFF UNDER THE ASSISTANT CHIFF FOR
OPERATTONS AND STAFF IT WITH THE RESIDUAL
PERSONNEL OF THE OPERATTIONS BRANCH. THE
ORGANIZATION PLACEMENT OF THESE PERSONNEL
SHOULD EE REEXAMINED DURING THE A/MP SURVEY
OF MR/IRD.

) Oy BN B Mmoo I
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TITLES | AND IV PROGRAM APPROVAL PROCESS

COUNTRY OFFICE OF MATERIAL AID BUREALS STATE 410 /GG AND STATE
TEAM RESQURCES DEPARTMENT | STATE DEPARTMENT USDA IsC
. BUREAUS DEPARTMENT "E" AREA
. LEGAL
1
RELAYS HOST .
GOVERNMENT
REQUEST FOR
PROGRAM
INITIATION
24, b W e, W 2 ¥ 20 ¥ 2f, ¥
FFP/FOOD RESOURCES REVIEWS IN REVIEWS IN RECEIVES RECEIvES DEVELOPS
* BRANCH DEVELOPS STATE/AID] LIGHT COUNTRY| LIGHT DF COPY COPY PROGRAM
POSITION BY COMSULTATION ASSISTANGE POLITIGAL PROPOSAL
WITH STATE AND AID PLAN IMPLICATIONS AND SUBMITS
BUREAUS AND STATE "E" TO ISC
3,
REVIEWS USDA
PROPOSAL AND
MAKES .
DETERMINATION
i 4, I
DRAFTS
NEGOTIATING
INSTRUCTIONS
. i |
5.
FFA/ FOOD RESOURCES

BRANGH REVIEWS AND REFINES
INSTRUCTIONS

a, . 8b, 13 &d.
REVIEWS AND REVIEWS AND REVIEWS AND GONSULTS
CLEARS CLEARS CLEARS WITH THIRD
- . COUNTRIES
l | —J
T
AA/MR SIENS

NEGOTIATION INSTRUCTIONS

a.
NEGOTIATES

WITH

COOPERAT IVE
COUNTRY,
NCTIFIES A1D/W
OF TENTATIVE
AGREEMENT

:\A/MH AUTHORIZES SIGNING
OF AGREEMENT

0. ¥

SIGNs AGREE-

MENT AND

NCTIFIES

MR/FFP OF -

SIGNING
Il l
PUBLISHES
00CUMENT IN
TREATY
SERIES

APPENZIX A

From HR/ED DRAFT
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- TITLE Il PROGRAM APPROVAL PROCESS?

OFF ICE OF MATERIAL RESCURCES ;
FOOD FOR PEAGE DIVISION RESQURGES
COOPERATING REBIONAL ) 5 PRINTING 15 usDA
overnmenT | MISSION | ayaeay CHIER, FOOD | PROGRAM | FOOD FOR | OPERATIONS | LRANSPORT- |AD/BUDGET | \yn) pepro-
FOR PEACE | SUPPGRT | DEVELOP= |BRANGH ! - DUCTION
STAFF MENT
REQUESTS
INITIATION OF
- | PROGRAM N
) \
z :
REY|EWS AND
- |REVISES IN .
LIGHT QF
COUNTRY
ABSISTANGE
FROGRAM
[
b, W
DESK REVIEWS FOR
REVIEWS, - ADMINISTRA=
N TIVE AND
TECHNICAL -
FEASIALLITY;
DRAFTS PRO-
JECT SUMM-
ARY FOR BOB
aNS0A
REVIEW.
1
4,
SUB-COMM-
ITTEE
REVIEWS, IF
AFPROVED
SENDS TO FULL
COMMITTEE
5.
FULL
COMMITTEE
REVIEWS
J
&b, ta,
DRAFTS PDD FREQUENTLY
WHEN NOT DRAFTS PRO-
e B
MR/FFP
4 1 DOCUMENT
{FOD) THOUGH
P | RESPONS!~
.. 8ILITY 15
STATISTIGAL | ASSIBNED TO
{NFORMATION,
MAINTAINS
OOCUMENT
CONTRAL
g:
REVIEWS PDD
FOR GLEAR~
il
9
BUREALI AA .
APPROiJES POD
0. W
DISTRIBUTES
copn-:i OF
e, ¥ L4
FREPARES TRAnSPoRT- | RETAING COPY PRINTS
COMMODITY ATION TA | OF TA,SENDS| COPIES AND
TRANSFER WRITTEN N | ORIGINIAL TO| DISTRIBUTES
AUTHORIZA- BULK CARGO | REPRODUGT-| ON LIST -5
TioN ECTION, [ON
| TYPED I IRD,
2. ¥ L
i
" PRINTS AND
AL : DISTRIBUTES
TA . TO MISEION,
I . COORERATING
T e
BISTRIBUTES EUREAU AND
COPIES OF ;
T, CHIEF, FFP, :
TA 1 . '
g2, ¥ 15, t 19 W
SIGNS COMM- RETAINS COPY « lealLs ror-
oDITY TA SENDS WARD COMM-
ORIGINAL TO DITIES BY
GOOPERATIVE | .. COMMODITY
GOVERNMENT REQUEST
5p W
B -
ORIGINAL -
GEMENTS
gaMmaITY CONTACTS MR
WHEN
ARRANGE-
it
6, ¥
& s | O |
2 MISSICN OF
NOTIFIES CO- SHIPS ETA
OPERATING
COUNTRY OF
SHIP'S ETA ,
AFPENDIX B ' From MR/EDQ DRAFT

¥ DOES NOT INCLUDE WORLD FOOD PHGGRAM AROAOSALS . e .



ok min 0 F WS G EF EN B B AR S - R B S oW

TITLE 11l PROGRAM APPROVAL PROCESS

VOLUNTARY VOLUNTARY REGIONAL FODD FOR PEACE DIVISION
AGENCYT— MISSION ABENGY N.Y.C BUREAU 1s¢ BOB USBA
FIELD . HEADGUARTERS FOOD FOR PROGRAM
DEVELOPMENT | SUPPORT STAFF
1.
PREPARES
ANNUAL
ESTIMATE OF
REQUIREMENTS
{AER] AND PRO- .
GRAM FLAN
OPERATING
REPORT (PPOR)
2,
REVIEWS IN
LIGHT OF
COUNTRY ASSIS-
T BLAN
AND PREPARES
AER REVIEW
EN.
REVIEWS AND
APPROVES
|
q
REVIEWS FOR
TECHNIGAL
FEASIBILITY \
5.
PREPARES
STATISTICAL
SHEET AND
FORWARDS A E.R.
CHECK LIST
' v
T | &b 8c. &d.
REVIEWS IN REVIEWS COM- REVIEWS REVIEWS FOR
TERMS OF PREHENSIVELY, OVERLAPPING
TOTALGOUNTRY | CORRESPONDS OF PROGRAMS
PLAN WITH vor.%(’sdss ) K‘NAD %%%NTR\’.
AND MISS! PROCESSING
I REQUIRED
a a " i |
Ll L -
7
PLAGES
PROGRAM ON
18 SUB=
COMMITTEE
AGENDA
a.
SUB-COMMITTEE]
EVIEWS
PROGRAM
REQUEST
PREPARES .
WORKSHEET AND
BRIEFING NOTES R -
FOR FULL ISC. .
PROGRAM TYPED,
REPRODUCED.
RETLRNED FOR
DISTRIBUTION
DETERMINES
THAT FROGRAM
MEETS FOLICY
REQUIREMENTS
AND DOES NoT
OVERLAP EXISF-
. ING PROBRAMS
[
DRAFTE NOTIFI- !
CATION OF )
APFROVAL TO
VOLAGS AND ;
MISSI0R !
]
12, .
PROBRAM !
GEFICERS REVIEW
DRAFT LETTERS
FOR PROGRAM s
GONTENT
A
MAKES FINAL
- | STATISTICAL
REVIEW
",
ASSOCIATE CHIEF]
SIGHS LETTER . .
]
RECEIVES RECEIVES RECEIVES
NOTIFIGATION | NOTIFIGATION NOTIFICATICN

APPENDIX C . . . . From MR/EQ DRAFT
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PROGRAM APPROVAL PROCESS-WORLD FOOD PROGRAM

GOOPERATING | WORLD FOOD | Fao sus- OFFICE OF REGIDNAL BENERAL
GOVERNMENT |  PROGRAM - GOMMITTEE MATERIAL BUREAL GOUNSEL
‘ ROME ON SURPLUS RESOLRCES MISSION uspa 156
DISPOSAL
L
SUBMITS -
PROGRAM
REQUEST TO
FAQ FIELD
REPRESENTATIVE
2.
REVIEWS
POLIGY AND
TECHMICAL
ASPECTS
EPRE 0,
REVIEWS FOR | KEVIZWS FOR
EFFECT ON CONFORMITY
USUAL TO 1§ FOLICY,
MARKETINGS | AND AVAIL-
ABILITY OF
COMMODITIES
|
. 40 ‘ 4b, * 4c. *
- ‘ REVIEWS IN REVIEWS REVIEWS
CONTEXT OF | FEASIBILITY SUAL
TOTAL OF PROGRAM MARKETINGS
GOUNTRY i AND
PROGRAM COMMODITY
FOLICY . AVAIABILITY
5. ¥
CODADINATES
VIEWS AND
DEYELOPS
PROGRAM FOR
SUBMiSSION
TO I5C SUB-
COMMITTEE
& W
suB-—
COMMITTEE
. AND FULL
COMMITTEE
REVIEW
T ¥
NGTIFIES WFP
IN HOME OF
PROGRAM
APPROVAL
SUBJEGT TO
TERMS OF PDO,
8,
CONGLUDES
AGREEMENT .
WITH, THE .
COOPERATIVE
GOVERNMENT
AND MAKES
REGQUEST TO
MR FOR
COMMQDITIES
- . W
‘ PREPARES PDD
10a. * 10h. % ioe. ‘
GLEARS CLEARS CLEARS
PDD FDD PDD
¥ ¥ :
no¥ |
AAJMR 5IGNS ;
PLD. |
12, , R !
. TA'S AND CR'S
PREPARED,
CR'S SENT TO
uspA
) % W
BEGINS SHIPFING
ARRANGEMENTS
. :
APPENDIX D

From MR/EQ DRAFT
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Appendix E

MARUAL CIRCULAR AGENCY FOR INTERNATIONAL DEVELOPMENT ,
SUBJECT

Page 1 of _ - Circular TL
P.L. 480 Title IT and TIIT - Quarterly -[FILING INSTRUCTEONS
Report on Food for Peace Grant Programs )
(- ). . )

_EIEFECTIVE DATE TERMINATION DATE

April 1, 1966 October 31, 1966
I. Purpose

This manual circular establishes & guarterly report designed to assist
cooperating sponsors, U,S, Voluntary Agencies, ATD Missions and AID/Washingtdn
in the administration and providing of administrative support for P.,L, 480
Title IT and III programs.

The report requires the compllation of data on the receipt, storage,
distribution and planned distribution of commodities by cooperating sponsors
and voluntary agencies., This information will help the field and Washington
to improve shipment and disbribution scheduling and eliminate excessive
stockpiling and spoilage.

The report also reguires an evaluation by the Mission of the progress
of food for work, land resettlement, livestock and poultry feeding, school
feeding, and maternal-child feeding projects conducted under P.L. 1480
Title II (Section 202), school lunch and maternal-child feeding projects
conducted under Title IIT, and Title IT (Section 201) activities. This
information will be useful to the field and Washington for relating

_ project performance to goals and objectives and for providing early warning

of difficuities and deficiencies,

IT, Format of the Report

A. Attachment A outlineg the narrative portion of the U- report.
The Missions are responsible for this part of the report.

B. Annex I, Status of P,L, 480 Title IT and IIT Projects, provides a
concise checksheet for the Missions to report to AID/W on the progress and
gquality of performance of Food for Peace grant projects. Instructions for
filling out the checksheet are on the reverse side of Annex T.

¢. Annex IT, P.L. 180 Title II Commodity Status, provides data on the
status of Transfer Authorizations and the receipt, storage, distribution and
planned distribution of commodities by project. This part of the U-
report is the responsibility of the cooperating sponsors or voluntary
agencies administering each project. Instructions are on the reverse side
of Amnex IT. This report should be submitted quarterly by cooperating
sponsors or voluntary agencies to the Missions and made part of the
Mission's U- report.

Note this Manual Circular on the Chapter Checklist and TL Checksheet for AID Manual Chapter

AlD 3-228 (8-65)
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D. Annex ITIT, Receipt and Distribution of P,L, 480 Title ITX
Commodities in Foreign Countries (form AID 1440-L) is required yearly by
M.0. 1558.4 - P,L, 180 Title ITT: Audits and Reports, This report should
novw be submitted quarterly by voluntary agencies and made part of the
Mission's U- report,

Note that The form of 1550-3 is unchénged. However, school lunch
and maternal-child feeding projects conducted under Title IIT are to be
assigned project numbers. See Section III below.

I1T. Procedures

A. Missions are to assign a 11 digit project number in accordance
with the following instructions to (1) 211 on-going food for work, land
resettlement, livestock and poultry feeding, school lunch, and maternal-
child feeding projects conducted under Title IT (Section 202), (2) school
luenh and maternal-child feeding projects conducted under Title III, aad
(3) Title IT (Section 201) activities.

1, BRegional and Country Geographic Code - 3 digits

Per M,0. 1095.2

2. Category Code - 2 digits

51 Food for Work

52 Land Resettlement

53 Livestock and Poultry Feeding

54 School Iunch

55 Maternal-Child Feeding

56: Emergency Assistance (Sectiom 201)

57 Emergency Assistance - Refugees (Section 201)
58 P.L. 480 Section 203 - Project Support

M,0, 1095.2 will be amended to include these codes

3. Technical Code - 3 digits
Per M,0, 1095,2

Lk, Project Serial Number - 3 digits

The chronological seguence number of those projects

which are exclusively Food for Peace projects. When a

Food for Peace project is part of an AID-financed capital

or technical assistance project its project serial number

should be identical with the project serial number assigned

to the capital or technical agsistance project per M.0, 1095.2.

Activities which are being supported under Section 203, category
. code 58, should have the same project serial number as the

project being supported.

-p- N T N .

-~
-
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B, The report is due in Washington on or ﬁefore the 15th day of
the month following the end of the reporting quarter. The first report
is due not later than July 15, 1966, for the last quarter of FY 66,

_except for form AID 1550-% which will cover the whole of FY 66 and

become a guarterly report beginming July 1, 1966, '

C. The narrative part of the report is prepared on Airgram Form 5-39
and bears the designation "Report Controel No., U~ ."

D. Reports containing sensitive information should be appropriately
classified.

iv. Tield Comments

Suggestions for improving this report system will be welcomed.
They should be sent to the Office of Material Resources/Food for Peace
Division before July 1, 1966.
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CLASSTFICATION
‘CLASSIFICATION

For -each -address chetk ‘one ACTION 1 INFQ | OATRRECD.
z

TQ~ ATD/W

‘DATE ‘SENT

FROM - TS ATID/

SUBJECT - Quarterly Report on Food for Peace (Grant)

| REFERENCE - Report Control Number T-

l L. Situation
" A, Discuss political, economic and .cultural developments which
l most seriously affect Food for Peace activities.
B, Give the particulars of deficiencies mnoted in Annex I.
l : ‘C. Discuss your resgponses to the items in Amnex I as necessary,
i : e.g., Lhe findings of project -and -end-useingpection made .during the
- guarter, a summary of cooperating sponsor or voluntary agency Droject
l progress reports {(not commodity status reports which are to be -attached).
{ D. ©Other significant events since the last veport.
I R I Operations.
gAY A. Administrative support furnished by the Mission to the
' cooperating sponsors and voluntary agencies.
' B. Action taken {or Tequested) with respect to loss or damage of
' commodities other tham in ocean transportation.
¢. Oubturn reports fliorwarded to MR/RTD re claims against ocean
' carriers. .
: D. Project proposals being developed.
ll ) PACE ‘PAGES
{ -OF
DH'ED BY 1oFfICE JPHONE NO.| DATE APPROVED. 'BY:
! i
AlplAND*OTHER CLEARANCES
CIASSIFICATION
/CLASSIFICATION
_'s.aa (5.62) {Do not type below this line) ) ‘PRINTED 12-63
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CONTINUATION

POST RO. CLASSIFICATION PAGE PAGES,
OF

IIT, Evaluation

A. Discuss the factors, as necessary, on which you base your response to
items 8 and 9 of Annex I.

B. Give project evaluation resulting from eany post{prbject completion
assessment.

C: Tﬁe éffect of P.L. 480 grant programs during the quarter on:

1. Nutritional deficiencies

- - - Sl -

2. Agricultural development efforts

b

3. Commnity development efforts
L, The local economy -- inflationary or deflationary impact.

D. The attitude of the recipient government and people toward the various klnds
tof P,L. 480 grant projects -and programs (press cllpplng, ete. may be attached).

Iv. Recommendations

Recommend measures, if any, to improve P, L, grant programs and relations
with cooperating country, sponsors or voluntary agencies.

CLASSTFICATION

AlD-5.33A (9-62) CLASSIFICATION FRINTED 6.64"




DRAFT REPORT FORMAT

DaTE:

STaTus oF P.L. U8B0

TiTe 11 ane I
PrOJECTS IN

{couNTRY)

! ROJETC

T

NUM

- A o e =

SCHEDULED INITIATION DATE

2. WEENS INITIATiON BEHIND
SCHEDULE
3, WEEKS EXECUTION AHEAD OF
SCHEDULE
§, CHeek 1P ExecuTion oN . . ‘
SCHEDULE i
5. CHECK IF ON SCHEDULE BUT
POORLY MANAGED ! '
€. WekwsExecurion BEHIND
SCHEDULE |
7. PERCENTAGE OF PROJECT
COMPLET 10N
8. PERCENTAGE OF PRIMARY
GoaL ACHIEVED .
9, PERCENTAGE OF SECOMNDARY X
GOAL ACHFEVED : '
t0, DaTE OF PROJECT
" COMPLET{ON
l}. DaTE OF PosST COMPLETION
EvaLuaTioON
2. NO. oF PROGRESS REPORTS
RECEIVED FROM SPONSOR OR
|l
YOLUNTARY AGENCY '
13. <CHEcK 1F PROJECT INSPECTED
a8y US AID .
ik, CHECK 1F Foob SToCK AND

END=USE |NSPECTED BY US AID




QUARTEREY REPORT ON THE STATUS OF P,L, 480 TITLE il AMD i) PROJECTS

INSTRUCTIONS FOR FiLLING N THE ITEMS ON THE REVERSE S1DE

L

PROJECT NUMBER -

2,

IN THE SPACE BELOW THE HEADING PROJECT NUMBER AND ABOVE THE BPACE ALLOTTED FDR RESPONSE TO ITEM [, iNSERT THE PROJECT NUMBER,

1

G!VYE THE DATE ON WHICH THE PRDJEGT WAB TO START AS AGREED IN THE
TRANSFER AUTHORIZATION OR PROGRAM PLAN.

STATE THE MUMBER OF WEEKS INITIATION OF THE PROJEGT 1S BEH)ND
SCHEDULE. GiVE THE REASONS FOR DELAY 1IN THE MNARRATIVE PORT | ON
OF THE REPORT AND ANSWER THE FOLLOWING QUESTIDNS. WHAT IS

BEING DONE TO OVERCOME THE OELAY? DDES THE DELAY AFFECT OTHER
AGTIVITIEST CaN WASHINGTON DO ANYTHING TC ASSIST?

3. STATE THE NUMBER OF WEEKS EXEGUTION DF THE PROJECT IS AHEAD

5.

8 ane 9,

HEALTH QF CHILDRED, AM

OF SCHEDULE,

MAKE A CHECK MARK IF EXECUTION iS ON SCHEDULE,

MAKE A CHECK MARK IF THE PROJECT 1S DN SCHEDULE BUT 1S POORLY
MANAGED OR TYPIFIED BY POOR WORKMANSHIP, EXPLAIN IN THE
NARRATIVE PORTION OF THE REPORT AND TELL WHAT i3 BEING DONE

TO REMEDY THE SITUATION,

STATE THE NUMBER OF WEEKS PROJECT EXECUTION 1S BEHIND SCHEQULE.
IN THE NARRATIVE SECTION GIVE DETAILS AND TELL WHAT |5 BEING

DONE TO IMPROYE THE SITUAT!ON,

‘RECORD THE PERCENTAGE OF PROJECT COMPLETION, WITH RESPECT TO
SCHOOL, MATERMAL~CHILD AND TITLE !| 201 FEEDING, PERCENTAGE

OF COMPLET!ON REFERS TO THE EXTENT TO WHICH DISTRIBUTION IS 8EING
MADE A5 AGREED TO IN THE TRANSFER AUTHOR!ZATION OR ‘PROGRAM PLAN,
THESE iTEMS REFLECT THOSE ASPECTS OF A PROJECT OTHER THAN A
PHYStCAL ACCOMPLISHMENT ANO THE FEEDING OF RECIPIENTS, SUCH AS, THE
DEGREE OF INVOLVEMENT BY THE LOCAL POPULATION AND GOVERNMENT, THE
AFFECT OF THE PROJECT ON THE LOCAL ECONOMY, IMPROVEMENT IN THE
INCREASE IN THE MARKET PLACE OF LOCALLY
PRODUCED PROTEFN FOOD, ETC.' N THE |ST QUARTERLY REFORT, AND IN
S5UCCESS!|VE REPORTS WHEN .A FROJECT |8 ADDED, STATE IN THE NARRATIVE

PORTION OF THE REPORT THE PRIMARY AND SECONDARY GOAL BEING ‘USEO FOR
ITEMs 8 amD 9. .

TYFICALLY, PERCENTAGE OF GOAL ACHIEVEO Wj{LL INCREASE AS THE
PROJECT MATURES. HOWEVER, THE PERCENTAGE COULD BE HiGH FROM THE

10,

13.
1y,

.

BEGINNING, E,G., |F THE PRIMARY GOAL IS5 TO {NVOLVE THE
COOPERATING COUNTRY GOYERNMENT iN A SCHOOL LUNCH PROGRAM AND
HAVE |T INCREASINGLY TAKE ON THE BURDEN OF THE PROJECT AND THIS
IS BEING DONE TO THE EXTENT AMD IN THE MANNER AGREED THE PER-
CENTAGE OF GoaL wouLD BE |00,

INSERT THE OATE DURING THE QUARTER ON WHIGCH THE PROJECT WAS
COMPLETED,

DATE OF POST COMPLETION EVALUATION OF THE PROJECT. THE
EVALUATION SHOULD BE MADE A PART OF THE NARRATIVE PORT!ON
OF THE REBRORT, ,

iNSERT THE NUMBER OF PROGRESS REPORTS RECE|VEO FROM THE
COOPERATING SPONSOR OR YOLUNTARY AGENCY,

MaKeg A CHECK MARK IF THE PROJECT WAS INSPECTED BY THE US AlD,
MAKE A CHECK MARK IF THE FODD S5TOCK AND ITS END~USE WERE
INSPEGCTED BY THE US A!D, NOTE ANY DEFICIENGCIES AND CORRECTIVE

ACTICN TAKEN IN THE NARRATIVE PART OF THE REPORT.

L {
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|« COUNTRY

P.L, 480 TITLE 1| COMMODITY STATUS

SPONSOR

- - . ... 'I-."

2. DaTe

3, ProJECT TITLE & No,

AMOUNT PROGRAMMED

E F G

4, TA NumBeer

5. CommopiTy CobE

TA STATUS
6. TA ToraL M/T
YALUE
T+ TotaL CALLED FORWARD M/T
VALUE
8. ToTaL Receivep M/T
VaLuE
9, C/F suT NoT RECEIVED M7
VALUE
10, VUNORDERED BALANCE M/T
VALUE

SUPPLY POSITION

11, BeciNNING |NVENTORY M/T

12, Borrower M/T

13, Receivens M/T

3. Loss 1v Ocean TRANSIT M/T

15, Loss IN _INLAND TRaANSIT M/T

{16, DiIsTRIBUTED OR Sorp M/T

17. BALANCE oN Hano M/T

18. C/F DeLivery NexT 4 MonTHs

19, AnTiciPaTED SupeLy M/T

ESTIMATED DEMAND
PLANNED DisTRIBUTION M/T (20 -

23)

20. A, 1sT MoNTH FoLLOWiING QTR.

2{, B, 2wp " 1 it

22 . C R SRD 1] (1] H

2?. O. hTH [}} [} u

2L, RepayMeNT BORROWED Stock M/T

25, DESIRED CARRY-OVER M/T

26. ToTaL DeEmano M/T

CALL FORWARD REGQUEST

27. CarL Forwaro Nexy Qrr. M/T

|

28, REQUESTED TIME OF ARRIVAL




5.

6.

7.

9.

QUARTERLY REPORT ON P,L, 480 TITLE i1 COMMODETY STATUS .

INSYRUCTIONS FOR FILLING THE ITEMS ON YHE REVERSE SIBE

GIVE THE NAME OF THE COUNTHY ANO THE NAME OF THE COOPERATING
SPONSOR (OR U.S5., VOLUNTARY AGENCY) ADMINISTERING THE PROJECT

IN 1TEM 3,

THE DATE SHOULD BE THE |8T OF THME MONTH FOLLOWING THE QUARTER
BEING COVEREO BY TH!IS REPORT.

NAME OF THE PROJECT, NUMBER ASSIGNEO, AND AMODUNT PROGRAMMED,

THE FIRST ENTRY IN EACH COLUMN, A THRougHM G, 15 THE TRANSFER
AUTHORIZATION NUMBER UNDER WHICH EACH COMMODITY JN ITEM 5 |8
PROVIDED, {F FINAL DELIVERY OF COMMODITIES IN !TEM 5 WAS MADE
{UNOER THIS TA DURING THE LAST QUARTER WRITE F IN THE SHALL SPACE
PROVICED AFTER THE TA NUMBER.

GIVE THe CoumMontTy CODE OF THE COMMOOITY BEING SUPPLIED FOR THE
PROJECT IN AGCORDANCE WiTH THE TRANSFER AUTHORIZATION IN FTEM I,

TA STATUS

THE TOTAL NUMBER OF METRIC TONS AND CCC VALUE OF THE COMMODITY
AUTHOR | ZED FOR BRIPMENT FROM THE U,3, IN ACCORDANCE WITH THE
TRANSFER AUTHORIZATION FOR ACCOMPLISHING THE PROJECT IN ITEM 3.
THE TOTAL NUMBER OF METRIC TONS AND CCC VALUE CALLED FORWARD

FROM THE U,S5, SINCE PROJEEGT !NCEPTION, Do Eél INCLUDE QUANTITI!ES
CALLED FORWARD FOR ARR!IVAL OVECR FOUR MONTHS AFTER THE END OF THIS
QUARTER BUT DO INCLUDE THOSE SCHEDULED TO ARRIVE WITHIN 4 MONTHS
FROM THE END OF THIS QUARTER,

THE TOTAL NUMBER OF METRIC TONS AND CCC VALUE OELIVERED AT THE PORT
oF DISCHARGE FROM PROJECT INCEPTION TD THE END OF THIS QUARTER.
NCLUDE LOSSES AND SHORTAGES 1IN OCEAN TRANSIT.

THE TOTAL -NUMBER OF METRIC TONS ANO CCC VALUE CALLEO FORWARD FOR
CELIVERY TG THE PORT OF DISCHARGE DUR{ING THE NEXT FOUR MONTHS FROM
THE END OF THIS QUARTER,., [0 NOT INCLUOE COMMODITIES WHICH MAY HAVE
ARR{VED BEFORE THE END OF THIS QUARTER. (iTems 8 PLus 9 sHouLD
EQUAL ITEM T)

THE TOTAL NUMBER OF METRIC TONS AND CCC VALUE REMAINING IN THE
TRANSFER AUTHORIZATION TO BE OELIVERED FROM THE U,S5. |NCLUDE R
THE TOTAL NUMBER OF METRIC TONS TO BE DELIVERED AFTER FOUR MONTHS
FROM THE END OF- THTS QUARTER BUT NOT THE NUMBER OF METRIC TONS TO
BE DELIVERED WITHIN THE FOUR MONTH PERIOD FROM THE END OF THIS
QUARTER, (FTEMS T PLUS }O SHOULD EQUAL [TEM 6)

SUPPLY POSITICON

-

THE TOTAL NUMBER OF METRIC TONE K {NVENTORY AT THE BEGINNING OF
THE QUARTER COVERED BY TH!ES REPORT,

\ v
. 1

124

20-23

28,

THE TOTAL NUMBER OF METRIC TONS BORROWED FROM OTHER SOURCES
DURING THIS REPORTING QUARTER,

13, THE TOTAL NUMBER OF METRtC TONS REGE|VED OURING THIS REPORTING
QUARTER, INCLUDE THOSE LOST OR DAMAGED IN OCEAN TRANSHT.

14, THE TOTAL NUMBER OF METRIC TONS LOST OR DAMAGED IN OCEAR TRANSIT
DURING THIS REPORTING QUARTER,

15« THE TOTAL NUMBER OF METRIC TONS LOST OR DAMAGED (1.E. UNSUITABLE
FOR OlSTRIBUTION) iN INLAND TRANSPORTATION DURING THE REPORTING
QUARTER.

6. THE TOTAL NUMBER OF METRIC TONS OISTRIBUTED OURING THE QUARTER TG
ELIGIBLE RECIPIENTS OR SOLD FOR LOCAL CURRENCY AS AGREED IN THE
TRANSFER AUTHOR! ZATION,

17. THE TOTAL NUMBER OF METRIC YONS ON HAND AT THE END OF TH!S
QUARTER, (THIS 1TEM SHOULD EQUAL ITEMS |l PLUS !3 MINUS ITEMS
1% pLus 15 anp 16)

8. THE TOTAL NUMBER OF METRIC TONS THE MISS1ON HAS CALLED FORWARD
FOR OELIVERY AT THE PORT orF DISCHARGE DURING THE NEXT FOUR
MONTHS FROM THE END OF THIS QUARTER. [(SAME AS I1TEM 9)

19, ANTICIPATEO SUPPLY IN TOTAL NUMBER OF METRIC TONS FOR THE HNEXT

FOUR MONTHS FROM THE END OF
EquaLs [TEM 19)

THIS QUARTER., (ITEMS 17 pPLus 18

ESTIMATED DEMAND
PLANNED DISTRIBUTION {OR
FOR EACH OF THE FOUR MONTHS

SALE} IN TOTAL NUMBER OF METRIC TONS
FOLLOWING THE END OF TH)S QUARTER.

24, THE TOTAL NUMBER OF METRIC TONS NEEDED YO REPAY STOCK BORROWED
DURING THE QUARTER.

25, THE TOTAL NUMBER OF METRIC TONS OF STOCKPILE RESERVE OESIRED TO
CUSHION AGAINST DELAYS N DELIVERY;

26. THE TOTAL NUMBER OF METRIC TONS REQUIRED DURI!ING THE FOUR MONTHS

FOLLOW]! NG
3- (TH'B

THE END OF THIS QUARTER TO CARRY ON THE PROJECT IN
ITEM SHOULD EQUAL THE SUM OF TTEMS 20 .THROUGH 25)

ITEM

CALL FORWARD
27.

THE TOTAL NUMBER OF METRIC TONS OF THE COMMOCITY IN ITEM 5 TO BE
CALLED FORWARO FROM USDA BY 4 COMMODITY REQUEET IN THE NEXT
QUARTER, THE "NEXT QUARTER," FOR THIS JTEM ONLY, IS THE THREE
MONTH. PER{OD FOLLOWING DNE MONTH AFTER THE ENO OF THI S REPORTING
QUARTER,

THE TiHE(S} OF aRRiIvAL AT PORT OF DjSCHARGE TO BE REQUESTED FOR
THE COMMDOITIES IN ITEM 27,

i - < ’
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Annex 111

Nl OG-, .0 O

Name of Agency

COMMODITIES TN FOREIGN COUNTRIES
Note: See Instructions on Reverse Side

Name of Recipient Counhtry

Period Covered by this Report

1, Name of Commodity

2. Kvailable during period
(a) Beginning inventory

Pounds

Founds

Pounds

Pounds

Pounds

Pounds

{b} Recelved during period

{c) Total available (a) + (D)

3. Distribution during period

{a) Schools

(b) Institutions

(¢} Family Iadividuals

(d) Family workers

(@) Refugees

(f) Summer Camps

{g) Maternal-child welfare

{h} Health cases

(i) Feeding Cemters '

{3) Total Digtributiom

L. Balance on hand (2¢ - 33)

S. Physical Inventory

6., {a) Programed but not rec'd

{b) Received tui not programmed

7. Category of Recipients
{a) Schools

Total Number

Npmber

Number

Nomber

Number

Number

Number

(b) Tastitutions

(c) Family Iadividuals

(d) Family Workers

(e) Refugees

T€) Sumnmer Camps

Three Additional Columns on Fold-out, not included here,

(g) Maternal-child wel.

Th) Health cases

(1) Feeding Centers

(3) Total No. of Recip-
ients (7a through 7i)

Countersigned:

U.S. Headguarters

of Agency

Date

T hereby certify'that this report is true and correct:

SIEmature Of Agéncy Pepresentvative

“Date



ITEM 1

NOTE :

ITEM 2

ITEM 3

b et

ITEM L

ITEM S

P e ar——

ITEM 6

ITEM 7

INSTRUCTIONS FOR PREPARATION OF REPORT Page 2

Fill in each type of commodity.

All entries for Ttems 2 through 5 are to be shown in acinal pouwl.:.

(a) Enter the total quantity of each commodity in invenlory i Lie
beginning of the period covered by this reporl. The "igui,
will be the same as those shown in Item 5 of the report o
the preceding period.

(b) Enter the total quantity of each commodity received during
the period covered by this report.

(e) Total of Items (a) and (b).

(a) through (i). FEnter the total gyuantitly of each commodily distri-
puted 1o ecach of bhe lListed calopories of recipients during Lic
period covered by this roporvl, '

(J) Enter the sum of Items 3 (a) through (i) for each commodity.
FEnter the figures obtained by subtracting Item 3(j) from »(c).

All entries in this item must represent ihe quantity of donaled
commodities actually on hand within the country as of the ending
date of this report which have not been delivered to recipieri.
agencies or individuals for their own utilization. For example,
commodities on hand in institutions and schools which are being
held for their own use need not be reported, bul commndlilies
being held for redistribution to other recipienl apencics o
individuals must be reported. The figures shown muslh be bhe Lolal
of all physical inventories obtained from all redislribulion puints,
and in ports of destination, plus any quantity in transit wilhin
the country to central distribution points.

Any differences between the figures shown in Ttems !} and 5 musl be

explained. All such explanations must be attached and submitled will -

this report.

List on Line 6(a) the guantity of any conmodity programmed for, the
reporting period but which did not reach the porl of destination
by the end of the reporting period. The programmed quantities are
those indicaled on line 15 of the approved AER, inoluding supploe-
ments and/or amendments,

"List on Line 6 (b) the quantity of any commodity received over and

above the quantity programmed for the period.

(a) through (i). Enter in the first column the total number of
individual recipients in each category participaling in ihe food
donation program, whether or not they receive one or more commodilicy,
Following for each commodity, list the number of the recipients who
received that commodity.

(3) Enter the. sum of Items (a) through (i) for each commodily.
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-PRESENT ORGANIZATION, FOOD FOR PEACE DIVISION

WORLD FOOD PROGRAM {ROME)

F0OD PROGRAM QFFICE FSR—-2
SECHETARY (STENC} FS&8-7

OFFICE OF THE-DIRECTOR

DIRECTOR AD-IT
DEPUTY DIRECTOR 8a- 5
STAFF ASSISTANT (STENO} -- GS--8
STAFF ASSISTANT (STENO} L d

PROGRAM SUPPORT STAFF

+ FOOD RESOURGES BRANGCH

CHIEF . 65-15

ADM OFFICER 65—15
FOOD FOR PEAGE OFFICER G5—14
FOOD FOR PEACE OFFICER 63-14
ADM AIDE [STENO) 65—6
SECRETARY {STEND) . 65-8
.
APPENDIX F

PRESENT CEILING

PROF
DIRECTOR'S OFFICE 3
PROGRAM SUPPORT STAFF 4
FOOD RESOURGES BRANGH 4
FOOD FOR DEVELOPMENT BRANCH T
OPERATIONS BRANCH 4
PROGRAM REVIEW SECTICH 3
%

CLERIGAL

S[o».uro-u

TCTAL

8
3
6
1

w
—Jlb‘ o=

FOOD FOR DEVELOPMENMNT.'BRANCH
CHIEF - G5~15
ASIOCIATE CHIEF - 'eS—18
ASSISTANT CHIEF
(INDUSTRIAL SPEC, AG} T G9=s
FQOD FOR PEACE OFFICER BS=—I4
FOOD FOR PEACE OFFIGER -2
FOOD.FOR PEACE CFFICER T G5-14
FOOD FOR PEACE OFFICER ~ - GS—K- |
ADM AIDE (STENG) L. B5-6°
CLERK | STENO} o G5—-6
GLERK {STEND} T BS—6
GLERK-TYPIST T 6S-8
NOTE:

AD-201-13 POSITICN DETAILED TO
‘FE/ YN FOR REFUGEE PROGRAM
NOT INCLUDED ON THIS CHART

CHIEF {SUPV. AG ECON) ag—l4
REPORTS ANALYST G513
PROGRAM STATISTICIAN 68 =11
STATISTICIAN -ASSISTANT 09—9
CLERK-TYFIST €5-§
OPERATIONS BRANCH
CHIEF 685
ASSISTANT CHIEF 6515
INDUSTRIAL SPECIALIST 65-15
SURPLUS COMMODITY

. SPEC FOOD OFFICER G512

. CLERK (STENO) © 465—6
CLERK (STENO) G5—6

- PRCGRAM REVIEW ASSISTANT

PROGRAM REVIEW SECTION

CHIEF
AUPITCR

2. B
GS-13
35=9
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PROPOSED 'ORGANIZATION, FOOD FOR PEACE DiVISION

DIRECTCR AD-IT

STAFF ASSISTANT

[STENO} G5-5
I ' WORLD FO0D PROGRAM ~ROME | .
ASSISTANT DIRECTOR FOR oD PHOGRAN ORFICER  rom- DEPUTY DIRECTOR FOR POLICY
OPERATIONS G5-15 SECRETARY (STENO) F85-7 65-15
STAFF ASSISTANT
{ STEND)SS G5-7 . STAFF ASSISTANT
[STENO) 65-7
AGRICULTURAL RESOURCES STAFF PROGRAM SUPPORT STAFF FOOD RESOURCES BRANCH FODD FOR DEVELOPMENT BRANCH PROGRAM REYIEW AND POLICY
e T T T T e ———— T - T - — DEVELOPMENT STAFF
iNDUSTRIAL SPECIALIST CHIEF (SUPY. AGRI, ECONGMIST) 6S-14 < GHIEF {SUPERVISORY ADMN CHIEF 6515 L= —
{AGRICULTURE ) 65-15 REPORTS OFFIGER 6513 OFFICER) 8815 ASSCIATE CHIEF G515 POLIGY FLANNING OFFICER 68-15
INDUSTRIAL SPEGIALIST T 85-1§ PROGRAM STATISTICIAN 6511 ADMH QFFICER 65 15 ASSISTANT GHIEF 6s=15 POLICY PLANNING OFFICER es-14
CLERK (STENO) e8-6 STATISTICAL ASSISTANT FOOD FOR PEAGE OFFICER 0S—F4 FOOD FOR PEACE OFFICER 83 -14 PROGRAM REVIEW OFFICER es-14
(TYPING) 653 FFP OFFIGER oS- 14 FFP OFFIGER GS—14 PROGRAM REVIEW ASST 6S-9
CLERK (TYPING) 65-5 SEGRETARY [STENO) 65-6 FFP OFFICER P CLERK (STEND) g
ADMIN AIDE {STEND) “65-8 FFP OFFICER g .
FFF OFFICER 85-13
FFP OFFIGER 55-13
FFP OFFICER [NUTRITION) 65—
SURPLUS COMM SPEC
. FOUD OFFIGER 65-12
ADMIN ASST (STENG) es-7
ACMIN AIDE (STENO) 65-6
GLERK {STENQ) 6s-8
CLERK {STENO) GS—€
i CLERK (TYRIST) 65-5
; S CLEAK 65-5
APPENDIX G S : -
NOTEL:

PROPOSED CEILING .
PROF CLERICAL TOTAL POSITION AD-301-IS, DETAILED TG FE/VN, -

DIRECTOR'S OFFICE h . . NOT INGLUDED ON THIS CHART.

POLICY PLANNING 4 I 5 HOTE 2:

FOOD FOR DEVELOPMENT n [ Ir DOES NOT INCLUDE 65—I2 AUDITOR 3

FOOB RESOURCES “ 2 8 EXPECTED TO DEPART END FY 66 S -

PROGRAM SUPPORT 4 I 5

AGRICULTURAL RESOURCES 2 1 3 .
23 I3 w .-





