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SUMMARY OF FINDINGS

1. Background

The worldwide Title II Outreach project was oriyinzily approved in
August 1978 and extended in late 1981 for two years. To date twenty Outreach
Grants totalling $12.7 million have been fundcd in 16 countries. The main
purpose of these grants is to assist the voluntary agencies to comply with
the Congressional mandate that food aid reach low-income populations.

The original OQutreach project focused primarily on enabling the volun-
tary agencies to expand Title Il programs to needy popvlations by assisting
with the funding of distribution costs, e.g., in-courtry transportation,
storage, and accountability. The project amendment, reflecting AID directives
that PL 480 resources were to be used more effectively to achieve developmen-
tal cbjectives, provided that up to 20% of an Outreach grant would Tinance
non-logistic enrichment items such as scales, small tools, training, mineral
supplements, etc.

2. The Major Achievements of Qutreach

(1) Increased Distribution

By supporting additional storage capacity and expanded transporta-
tion systems, Grants to countrie. such as Burundi, Sierrs Leone and
Upper Volta, enabled Title 1l programs to increase recipients by more
than 60%. In the SAWS programs in Haiti and Rwanda, Outr:ach proviced
start-up costs, establishing Title Il services to new recipients. By
subsidizing transportation, Outreach enabled programs in Togo, Haiti
aind Upper Volta to somewhat extend to hard to reach recipients who hadn't
been served previously.

(2) Improved logistic support and reduced distribution costs and food
losses -

New warehousing in Rwanda, Haiti, Upper Volta, and Sierra Leone 1is
providing assured adequate storage which has improved forward planning
anrd reduced stock disruptions. Suitable warehouse design and location
increased the efficiency of inventory control and handling, reducing
costs for repackiging, handling, indirect transport, fixed labor and
fumigation. In addition, there rac been less food loss from spoilage,
rodents and pilferage The construction of central warenouses and
local storage facilities reduced recurrent rental expenses and the
need fur relatively higher cost mobile services.

Outreach funding of vehicles and repair facilities in Haiti elimi-
nated dependence on unreliable commercial truckers, improving the Sime-
liness of deliveries and reducing costs. Transport subsidies in Upper
Volta enabled the volag to centrally manage the commercial comnodity
distribution wnich nas reduced unit costs and increased reliability.
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A cost-effectiveness analysis showed that, in the countries studied,
the savings in logistics and distribution costs generated by the Out-
reach project exceeded the costs of the project.

Outreach contributed to increasing potential responsiveness to
disasters in Haiti and Upper Volta by supporting more reliable trans-
portation systems, more extensive distribution points, and larger food
reserves.

(3) Program improvement,

Outreach provided indirect support to programmatic improvement by
financing logistics costs that had been paid by local sources thus
releasing that money for program management, cechnical assistance and
complementary activitizs. Direct support for program supervision re-
sulted in improved nu*rition education and surveillance and some
related developanental activities.

In Haiti, Rwanda, Upper Volta and Burundi, Outreach has been a
catalyst in improving the coordination between the voiags and the local
USAID missions.

Major Conclusions and Recommencations of the Evaluation Team

(1) A fundamental difficulty with planning an Outreach Grant is that
Title II commodity levels are determined annualy and therefore even a
two or three year Outreach project is developed without assurance that
tne commodities will be available to support the projected program
size. Outreach is not synchronized with either the financial year or
submission of the Annual Estimate of Requirements, causing acccunting
discrepancies and problems coordinating annual OQutreach tranches with
commodity ilevels.

It is recommended that Grant requests be developed, to the extent
possible, in conjunction with annual or muiii-year operational plans.
In addition, it miaht be advisable that the Qutreach Grant year be
synchronized with the AER so tha: reguests for annual tranches would
coincide with submission of the AER and the Outreach accounting year
would coincide with the financial year.

(2) Althougn relationshipe between the voluntary agencies and JSAID
missions ira2 almost universally cordial and mutually respectful, excepnt-
ing in countries in which a food for Peace or voluntary agency officer
is adequately informed and has tne time, there is a minimum af communi -
catinon on substantive issues. Relatinonsnips between AlID/A and the
yoiuntary aqencies are smooth but there are unavoidable delays in ex-
nediting oraject approvals ind amendments,

[t i3 reocommended tnas USAID missions e given adeauete personnel
rasources to devota Sne necassary Sime to working with the voluntary
agencies on the alanming and implementation of Title .l/Uutreach pro-
J2Cts, and %o study areas o7 potential coliaboration.
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(3) Outreach is a respensive, flexible, and germane mechanism for sup-
porting Title Il projects. Both the USAID missions and the voluntary
agencies favor having Outreach administered by AID/W.

It is recommended that Qutreach continue to be administered by AID/W
and programmed as it is presently being done.

(4) Outreach has, either directly or indirectly, providad small amounts
of support for developmental activities. However, in order to have a
major effect, Outreach money for "enrichment" would have to be signifi-
cantly increased.

It is recommended that increased money for enrichment be available
through Outreach and the 20% limitation be eliminated. However, logis-
tic support should still be given priority if a choice must be made.
USAID missions should work more closely with the PV0s in identifying
developmental activities that can be associated with Title Il and that
reinforce the host government's developmental priorities and the mis-
sion's strategy. These activities should be supported, to the extent
possible, by OPGs or other mission funds and Outreach requested only if
no other sources are available.

(5) A primary purpose of Outreach was to support the Congressional
mandate that PL 480 target the poorest and most remote areas and male
nourished populations. OQutreach did finance some targeting of reci=-
pients in more geographically remote areas. Most programs attempt to
target poorer communities but there is raraly anything but subjective
information on which to make the selection or to base an evaluation.

It is recommended that there be a more systematic approach to select-
ing the more '"needy" beneficiaries in order to maximize the benefits
resulting from OQutreach support. Qutreach mcney should be available to
assist the volags to identify more needy communities and/or more needy
families within communities, and to redirect Title Il to those communi-
ties and/or families. This may require some applied research for
establishing selection criteria and procedures.

(6) It is generally more costly to serve communitias that are further
away from the warehouse. However, these costs may be justified by the
relative severity of need in thoce commrinities.

t is recommended that Outreach subsidize the distribution to popu-
laticns beyond that distance at wnich the program is self-supporting,
taking into account non-Outreach contributions, if warranted by the
relative need of the population,

(7) Financial analyses of alternate approaches ta organizing the logis-
tic support systems would enable tne PY0Os to ascertain the most cost-
effective option. Hewevar, the least-cost s50lution to storige or transe-
portation is not iiwdys opractical because of the particular circums-
tznces in the haost country,
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It is recommended that if support for storage or transportation is
sought in an Outreach proposal, a financial analysis and possibly an
economic analysis be done to determine the least-cost solution. If
the request cannot be justified in financial terms, then the mitigating
circumstances should be explained and given full consideration in
awarding the Grant.

If the PVOs do nct have the necessary expertise on thair in-country
or central staffs to carry out the financial analysis, technical assis-
tance should be provided. To the extent possible, this assistance
should come from the USAID mission or regional AID office.

(8) Outreach began at a time Title Il was growing. It was a mechanism
for AID to provide support to enable the PV0Os to reach greater numbers
of harder to reach recipients. Although Outreach was approved as a
three year project, continuation was implicit in the _-owth environment
in which the PVOs planned costly expanded distr.bution. However, as
grmater demands were made on Outreach monies, Outreach had to put more
emphasis on requiring programs to plan for phasing over *he assumption
of Outreach-funded costs to other sources of support.

Qutreach Grants were awarded to programs that could not afferd to
achieve project objectives to expand and/or strengthen Title [l without
assistance and most will continue to need outside support after Outreach
has ended. Other sources of funding may be able to meet some of the
program costs but in the majority of the countries in which there have
been Qutreach 6Grants, Outreach is the only viable source for most of
these costs.

It is recommended that QOutreach not automatically be terminated at
the end of a Grant., Phase-cver plans should be made for those costs
that can realistically be met internally, or by other outside sources.
However, in programs in which tnere are expenses that cannot be funded
in any other way, Cutreach should continue to provide support.

In reviewing new Qutreach Grant proposals, priority should be given

to those that request logistic or progrimmatic support to strengthen,
rather than 2xpand oxisting programs, excepting in tnose countries in
which arowtn of <he Title [l program is a priority of tne USA[D missions
and A{D/W.
n 15 an effective mechanism and nas enablad Title I
proqgrims to reach jreater numoers of neecy recipients.  Outreach has
resulsed 1n greater officiencies 1a the 19915tic syoport systams and in
proqgramrstic tnprovenent s, lontinuation of the proiect 15 strengly
Bnaorsed. A fow oagminisecitive adousiments are recormended &5 well as
tncrngsed supoors for tardeting and enricnnent,

N swin, utreiac



1. INTRODUCTION

1.1. Purpose

The purpose of the evaluation was to review the accomplishments and
drawbacks of the Outreach Project with a view to making recommendations about
Project modifications that would enable Outreach to more effectively support
the Title Il program. In particular, the evaluation focused on the role of
Outreach in enabling Title II programs to expand and/or retarget to needy
populations, the degree to which Outreach supported qualitative improvement,
particularly with regard to developmental activities, and the effectiveness
of Outreach achievements in relation to costs. In addition, the team studied
the potential for Outreach costs to be covered by other sources at the end of
the Grant period.

1.2. Approach

The approach was to study on-going Outreach Grants, assess the benefits
and problems and draw some conclusions based on past experience. There were
in-depth case studies 1in the field of nine projects in four c¢ountries and
desk reviews of other Outreach projects. Discussions were held with Food for
Peace staff, individuals 1in the Bureau for Food for Peace and Voluntary
Assistance and the Regional Bureaus in AID/W, REDSO/WA, REDSQ/EA, and USAID
missions in Haiti, Upper Volta, Burundi, and Rwanda, persons in the head
offices of CARE, Catholic Relief Services, Church World Service, and the
Seventh Day Adventist World Service, voluntary agency fieid staff, host
government officials and others working with Title Il programs in-country,

The evaluation team wurhed together in Washington for one week in mid
July 1982, meeting with people in AID/W and the voluntary agencies, and
studying Outreach files. The team prepared a comnon framework for the field
studies which included lists of issues to discuss with the USAID missions,
the voluntary agencies, and personnel in distribution centers, and an outline
of cost data to be gathered from each of the projects to be visited. During
August 1982, two members of the team visited the CARE, CRS, CWS and SAMUS
Title [1/0utreach projects in Haiti. The other two team members visited the
Upper Volta/CRS, Burundi/CRS, Rwanda/CRS, and Rwanda/SAWS oprojects. The
draft report was prepared in Washington “uring September 1982. Participants
were not interviewed due to the limited tinie and scope of the evaluation.

1.3. The Field S*udies

Ahile the field studies dia not produce all the quantitative or gqualita-
tive data that would have been desirable in order to fulfill the eva.uation
purpose, the teem collected what was feasible within the time alicwed. In
assessing the role of Outreach in enabling Title [l programs to expand and
retarqnt, wn were able to determine the increase fn the number of recipients
and differences in geoqgraphic distribution of Genericieries before and after
Qutreach.  (See Secz. 4.2.34., 5.5.1., Appendix 5-A) However, we were not
able to avaluate the degree to which these programs focused on "needy" popu-
lations because of a lack of information on relative need among participants
compared with non-participants. (See Sec. 1.5.)
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The team studied the effect of Outreach on qualitative improvement in
the programs. We were able to find evidence of greater efficiencies in the
logistic support system and improved reliability of commodity distributior.
(See Secs. 4.2.1., 4.2.3., 5.5.2., 5.5.3., 5.5.4.) With more time the team
would have been able to obtain quantitative data on the effeat of Qutreach on
reducing food losses and on the timely delivery of commodities. However, all
of the methodologies we considered would have required a significant level of
effort which, we believed, could not have been justified either on the basis
of the quality or the usefulness of the data that would have been produced.

Ascertaining the effect of OQOutreach on developmental activities was
completely based on subjective information. OQutreach support to programmatic
improvement in the programs studied was indirect, including transportation
for supervisors and Outreach financing of commodity movement that released
local money for center and school based activities. The outcomes of this
type of support woui+d have been difficult to identify without extensive field
visits, and even then it would have been almost impossible to relate them
specifically to a single input, such as Qutreach.

The team looked at the cost-effectiveness of Qutreach in terms of num-
bers of beneficiaries served. (See Secs. 3.6.1. and 3.6.2.) We were not
able to measure "benefits“, such as the effect on poverty or nutritional
need, and therefore were not able to ascertain how much "good" was achieved
with Outreact monies. Even collecting data on program ccsts was difficult
in the short time allowed. While the team was able to obtain information on
direct and indirect storage an? distribution costs in each of the programs,
there werre gaps in almost every case. In some, it uasn't possible to meet
with key people, in others, the PV0 simply did not have the data and getting
them would have required a lot of research. Moreover, the team was unable
to collect adequate financial information on the program without Outreach,
with which to compare costs per recipient under OQutreach, as suggested in
the Scope of Work. Therefore, the analysis of "with" and "without" Outreach
(Sec. 2.6.3.) was partly based on hypothetical data.

1.4, Organization of the report

The report is organized into three main parts. The Background section
is a very brief overview of Qutreach: the history of the Qutreach Project,
characteristics of Outreach Grants, and the major achievements. The final
two seciions inciude all of tne case studias. The [ssues section is the main
doay of the rapor< in which w#e hawve ana,yzed findinas from the case stuaies
and other aspects af our review. Tnis saction includes atl of the team's
recommendations, Tne major issues discussed are:

1) s the Outreacn project designed and managed most effectively to; (a)
rnhanca Title 1 programs, and {(b) be responsive to Grant requasts and
coeritions? (See Sec. 3.1.)

2) How do tre relationships betw2en tne voluntary agencies, USAID missions,
and AID/W affect the design and implementation of Qutreach Grants?
(See Sec. 2.2.)



3)

4)

5)

6)

7)

“3e

What. are the advantages and disadvantages of Outreach compared with
alternative sources of funding or alternative mechanisms for programming
Outreach? (See Sec. 3.3.)

To what extent does Outreach support the developmental objectives of
Title Il and the USAID missions and should Outreach support of develop-
mental activities be increased? (See Sec. 3.4.)

Has OQutreach support enabled Titie Il programs to retarget or expand to
needy populations, e.g. malnourished children anl/or nutritionally at
risk individuals from low-income households in poor and/or remote sec-
tions of the country? (See Sec. 3.5.)

Were the Qutreach Grants affective in relation to the costs incurred?
(See Sec. 3.6.)

Given that Qutreach Grants are supposed to be catalytic and short-term
as opposed to a long-term subsidy, to what extent will the costs funded
by Outreach be assumed by the host government, program participants,
the implementing PVQ, or other sources after QJutreach is terminated?

(See Sec. 3.7)

There are three major overriding issues that were outside the purview of

this study and therefore are not discussed directly in the report. However,
they are the basic elements of policy decisions on the future of Outreach znd
therefore should be kept in mind as the reader reviews the report. These are:

1)

2)

3)

If it is agreed that Outreach, or another centrally-funded mechanism,
is best suited to supporting activities that are designed to increase
the developmental effact of Title programs, what is the optimal way of
providing the necessary funding? Several options may be considered:
jncreasing the dollar value of Qutrec~h; establishing parallel projects
for supporting logistics and enrichment; monetizing Title II commodities
to raise funds for enrichment; etc.

What 1s the appropriate total dollar allocation for the Outreach Pro-
ject? Tne primary underlying consideration is the proportion of Qut-
reach that will be available for enrichment support.

What are the criteria for selecting among countries?



2. BACKGROUND
2.1, History

The worldwide Title Il Outreach project was originally approved in
August 1978 and extended in late 1981 for two years. To date twenty Outreach
Grants, totalling more than $12.7 million, have been fuiided in 16 countries.
(See Table 2-1). The main purpose of these grants is to assist PVOs to comply
with the Congressional mandate that food aid reach low-income populations.
Often the poorest regions are the most difficult and, thus, most expensive
to reach. '

Outreach began at a time when transport costs were escalating and many
of the least developed countries were experiencing severe economic problems
and agricultural shortfalls. Thus many governments were no longer able to
support transportation of the commodities to the extent required and recipient
contributions, where they are collected, cuuld not be adequately increased to
compensate. Nor did the voluntary agencies have adequate resources to finance
totally the high program costs.

The original Outreach prcject focused primarily on enabling the volun-
tary agencies to expand the Title Il program to needy populations by assisting
with the funding of distribution costs, e.g. in-countr: transportation,
storage, and accountability. The initial gquidelines indicated that Outreach
monies could be used for recurring expenses. However, some of the early
proposals claimed the relative cost-effectiveness of warehouse construction
and purchase of vehicles as compared with leasing, and were funded.

The project amendment, responding to a perceived need and reflecting
the AID directives that PL 480 resources were to be used more effectively
to achieve developmental objectives, provided for Outreach financing of non-
logistic support costs as well. The revision allowed up to 20% of the Grant
to be used for enrichment item: such as scales, charts, small tools/equipment,
education materials, training, .nd vitamin and mineral supplements, etc. In
order to further enhance the :.evelopmental effects of Title Il commodities
and to foster increased coordination with the USAID country strategies, a
more recent Grant has allcwed exceptions to the ceiling up to 37% of the total
budget. The amendment 2also suggests that project proposals incorporate more
careful planning for how recurring costs will be covered after an Qutreach
Grant has ended.

2.2. Application

Most of the Qutreach Grant . awarded between 1978 and 1981 when steadily
increasing quantities of Title i1l commodities were available, assisted esta-
blished Title Il programs to reach greater numbers of beneficiaries. A few
were awaried to PVOs that were starting new oroqrams. These Grants were used
to imprc e logistic capability by funding commodity transport, construction aor
rental of additional warehouss spacz, fumigation and paliets, administrative
staff and end-use checkers, and vehicles for supervision and management.
All of tne Grant reguests were justified on tne basis of national poverty
and serious malnutrition. Most indicated vhat expansion into remote and



Table 2-1: Title II Outreach Grants Summary
Projected

78 79 80 81 82 83
ltauritania/CRS 218, 280,070 - 541,543 602,043 -
laiti/CARE - 28,461 - 276,026 104,927 -
laiti/CRS - 246,100 119,810 - 35,810 -
laiti/CWS - 268,970 - 171,700 - -
laiti/SAWS - 149,950 328,700 - 213,050 237,025
Jpper Volta/CRS - 315,624 359,291 590,783 873,923 589,982
{enya/CRS - 242,680 182,440 666,130 - 400,000
wwanda/CRS - 114,000 17,472 - - 126,933
fogo/CRS - 256,909 35,930 - - -
Indonesia/CRS - 775,180 - - - -
Burundi/CRS - - 230,539 - 166,326 -
Djibouti/CRS - - 394,856 542,035 575,545 401,450
Vicaragua/CARE - - 166,406 47,170 - -
Sierra Leone/CRS - - 232,848 80,674 - 217,651
Rwanda/SAWS - - 251,843 - 281,470 -
Sudan/CRS - - 513,737 - - -
Benin/CRS - - - 237,365 - -
Zaire/CRS - - - 346,350 - -
Ecuador/CaRE - - - - . 97,653 -
ltonduras/CARE - - - - 549,102 726,779
Honduras/CRS - - - - - -
Lesotho/CRS - - - - - 543,398
Bolivia/SAWS - - - - - 300,000
Bolivia/CRS - - - - - 201,450
TOTAL 218,800 2,677,874 2,833,872 3,499,776 3,499,849 3,744,6682

l/Two different grant agreements
2/ndditional requests not funded: Burundi/CRS - 80,000; Sudan/SAWS - 200,000

FVA/FFP: FVA/PPE: 01/06/83



particularly needy areas was a major objective. The primary area of program
emphasis has been maternal and child health. Several Grants also support
Food for Work and School Feeding components, and a few fund the conversion of

refugee assistance to a regular program.

More recent Grants, planned since the availability of commodities has
levelled off or been reduced, have been awarded to strengthen existing pro-
grams rather than for expansion. In addition to providing logistic support,
these Outreach Grants have been funding a variety of programmatic inputs,
including equipment needed for maternal and child health and Food for Work
programs, the development of health education materials, and training of
program and administrative personnel.

The new proposais have dealt in various ways with the issue of phasing
over Outreach-supported expenses to other sources. In some instances the
host governments have agreed to take on the responsibility for commodity
movement. In others, Outreach-supported capital investments will reduce
recurrent costs by building central warehouses to replace rented space or by
assisting communities served by costly mobile clinics to build local storage
facilities. Some programs plan to increase recipient contributions. The
Ecuador Grant was awarded specifically to assist with the phase-out of Ti.le
I1 and the transition to an AID-supported health program in which a locally
produced weaning food will be distributed.

2.3. Achievements of Qutreach
2.3.1, Distribution
(1) New programs

Outreach Grants provided essential financing for launching several
new Title [l programs in countries in which there were no other funds
available. The start-up costs, for example, of the SAWS programs in
Haiti and in Rwanda, were funded by Outreach enabling those programs to
develop a network of Title II services to new recipients.

(2) Increased number of recipients

The underlving purpose of a number of the Outreach Grants was to
increase the numcer of beneficiaries by providing the necessary addi-
tional storage capacity and expanded transportation systems. Several
of the Grants, including Haiti, Burundi, Sierra Leone. and Upper Volta,
enabled Title Il programs to increase recipients by more than 60%.
(See Secs. 4.2.4., 5.3.4,, 5.4.4,)

(3) Extended distribution

By subsidizing transportation, Outreach enabled programs, such a&s
Togo, Haiti and Uoper Volta, to target some hara to reach recipiencs
who would otherwise not nave been able to participate because of proni-
bitively high transportation costs. (See Secs. 4.2.4., ana 5.5.1.)



2.3.2.

Logistics
(1) Improved efficiency and reliability of commodity distribution

The efficiency of commodity management and the reliability and
timeliness of deliveries were improved by Outreach. New warehousing
in Rwanda, Haiti, and Upper Volta, either has given, or will give
those programs the assurance of Jlong-term warehouse availability,
enabling them to plan more effectively for the future. Some of the
new warehouses are better located to receive commodities when they
arrive at a railhead or port, as in Upper Volta, and to distribute
them without, for example, fighting city traffic, as in Haiti. The
warehouses are designed for better inventory control and more efficient
handling. Increased central warehouse space and, in some countries
1ike Sierra Leone, additional local storage, have reduced stock disrup-
tions. Adequate space for storing additional food reserves has made
national programs less susceptible to the vicissitudes of overceas
deliveries and better able to distribute enough stocks to last throigh
the rainy season when roads are closed. (See Sec. 4.2.1 and Sec.
5.5.4.)

Outreach funding of vehicles for the Haiti volags increased the
reliability of commodity distribution because the commercial firms were
undependable and unable or unwilling to deliver to all distribution
points. A repair shop that was partly supported by Outreach, resulted
in reduced downtime for vehicles enabling CARE to better meet its
delivery schedule. (See Sec. 4.2.2.) On the other hand, the Outreach
transportation subsidy in Upper Volta enabled CRS to improve reliabi-
lity by relieving the recipients of responsibility, and by centrally
managing and consolidating the distribution it became more efficiently
organized through commercial truckers. (See Sec. 5.5.2.) Higher rates
of accountability occurred in countries in which Outreach Grants were
used to support more frequent and pervasive end-use checking. (See
Sec. 5.5.3.)

Outreach has cortributed to enabling the PVOs, in countries like
Haiti and Upper Volta, to increase their potential responsiveness to
disasters such as hurricanes or periodic food shortages. Larger food
reserves, a more reliable transport system, and a more extensive net-
work of distribution points have laid the groundwork for providing
fecod aid to a greater proportion of the population in times of special
need. (See Sec. 4.2.6.)

(2) Improved cost-efficiency

The construction of central warehouses reduces or eliminates recur-
rent rental cost: The capital costs will be amortized over different
periods of time, depending on the country. (See Sec. 5.5.4.) Local
storage facilities, constructed with the aid of Outreach funding in
Sierra Leone (if approved), will result in significant cost savings by
reducing the na2ed for operating expensive mobile services.



The reorganization of commodity transport supported by Outreach 1in
Upper Volta resulted in a per ton/kilometer savings because the high
volume distribution was centralized and effectively managed by CRS.
(See Sec. 5.5.2.) In Haiti, the costs of the PVOs transporting the
commodities is less than if it were done commercially. CARE reduced
1ts annual vehicl maintenance costs and hopes to extend the life of
its vehicles by having its own repair facility. (See Secs. 4.2.2. and
4.2.3. and Appendix 4-A, CARE).

(3) Reduced food loss

The new warehouses are better designed and located to protect the
commodities against rodents, insects, and pilferage. Pallets and
fumigation supported by Outreach Grants also contributed to reduced
food wastage. PV0-managed transportation in Haiti helped to lessen
pilferage and more frequent deliveries resulted in less spoilage in
outlying store rooms. (See Sec. 4.2.1.) Finally, ‘nere is some evidence
that relieving the recipients of some or all of the burden of paying
for transportation reduces the amount of food that is otherwise diver-
ted to pay those costs.  {Sec Sec. 4.2.2.)

2.3.3. Program improvement

In several countries, by financing logistics costs that would have been
paid by recipients or other local sources, Outreach freed money that was used
to improve program management and technical support, and fund complementary
activities. Some Grants provided direct support for program supervision
which resulted in improved nutrition education and surveillance, and, in
some cases, developmental activities. Recently approved Grants have included
funding for a range of enrichment activities for programmatic strengthening
and it is hoped they will result in increasing the developmental effects of
Title II.

One important benefit of OQutreach has been better coordination among
the voluntary agencies and between the PV0Os and the local USAID missions.
In Haiti for example, all four of the PVOs and the USAID mission have begun
to coordinate programming and implementation of Title Il activities since
Outreach began. (See Sec. 4.2.5.) In Rwanda, the mission provided a great
deal of support to SAWS in designing the Outreach Grant. The USAIDs in
Upper ‘Yolta, Burundi and Rwanda have become more involved in the Title I
program because their concurrence is required at the time an Outreach proposal
is submitted, involving them in the review of PY0 plans.



3. ISSUES
3.1. Design Issues

A fundamental difficulty with planning an Outreach Grant is that Title
Il commodity levels are determined annually and therefore even a two or three
year Outreach project is developed without assurance that the commodities will
be available to support the projected program size. One of the criteria for
selection of proposals is that the commodities will be available but that
cannot be guaranteed. The Burundi Outreach Grant, for example, is programmed
to reach more recipients by the end of the project than the allotment of com-
modities would allow. Moreover, as the programmatic priorities of AID evolve,
Qutreach objectives approved for several years may not continue to reflect
the changes and wiil have to be amended. On the other hand, if Outreach
Grants were awarded for shorter periods, it would be impossible to program
effectively. If Grant requests were developed in conjunction with the PVOQs'
annual or multi-year operational plans it would improve the coordination
between Outreach and Title Il programs.

Outreach is not synchronized with either the financial year or submis-
sion of the Annual Estimate of Requirements, causing accounting discrepancies
and problems coordinating annual Outreach tranches with commodity levels. In
addition, budgets for second and suosaqueit annual allocations are due with
the third quarterly Outreach report. This does not always allow enough time
to process the request through the PVO zentral office and AID/W, especially if
there are gueries or alterations that have to be cleared through the field.

The quarterly reports are an excellent management tool, especially for
those programs in which Outreach affects most of the Title Il program. Al-
though the quarterly reports coincide with commodity status reports, it would
simplify bookkeeping and enhance the administrative utility of Outreach report-
ing if the Grant year coincided with the Title II program year.

Synchronizing the Qutreach year with the AER would reduce the flexibility
and timeliress of funding unless projects continued to be processed as they
come in and put into the AER cycle by adjusting the first funding year, if
necessary. It would increase the burden on the volags and AID/W by having to
revizw the AERs and Outreach reports at the same time. On the other hand, it
would simplify forward planning and ensure compatibility between commodity
levels and Outreach programs. It would alsn provide AID/W with a clearer
annual prospective.

The guidelines for OQutreach have not included cost-benefit criteria. The
original project guidelines indicated that funds were to be used for recurrent
costs related to logistical support. Some of the early proposals analysed the
recurrent cost savings that would result from warehouse construction and they
were accepted. However, few Outreach Grant proposals have included a cost
analysis.

One of the criteria in the Project Amendment is that there be “cost
sharing by the PY0 and/or host country with a minimum target level of 10%". It
1s not clear whether this connotes a percentage of Outreach or of the entire
program. Ten percent is an arbitrary fiqure, representing a substantial com-
mitment in programs with little or no host government involvement and relatively
poor recipients. and a less significant one in others. It could be covered by
an accounting mechanism, such as attributing salaries of school or center
personnel or the value of the physical facilities in which food is discributed.
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Conclusion
Outreach planning is hampered the lack of coordination with Title II
programming, including commodity levels, and complicated by the lack of
synchronization with the financial year or submission of the AER.

Recommandation

Grant requests should be developed, to the extent possible, in conjuiic-
tion with arnual or multi-vear operational plans. In addition, it might be
advisable that the Outreach Grant year be synchronized with the AER so that
requests for annual tranches would coincide with submission of the AER and
the Outreach accounting year would coincide with the financial year.

3.2, Relationship between the voluntary agencies, USAID missions, and AID/W

In all of the countries visited, the relationship between the mission
and the voluntary agencies was excellent, The USAID personnel were very
respectful of the PV0s and their ability to manage Title Il programs. However,
very few missions have adequate staff to devote the time it would require to
provide substantive support to the PVOs. in countries without a full time
Food for Peace Officer, the missions and the PYOs rely on the Regional Food
for Peace Officer for assistance.

The original quidelines for developing Qutreach Grant proposals were
not very clear to the applicants, but there were several seminars 1in which
Qutreach was discussed and individual meetings were held in Washington for
further clarification. Although the guidelines were clearer in the Project
Amendment, neither the PV0c, nor the missions, or the Regional Food for
Peace Officer recalled having seen the project amendment (even though it was
circulated). In general, the missions have not been well informed on details
of Outreacir so that, while they have been interested and supportive, most
have not beer able to provide much direction.

In a few cases, such as Rwanda/SAWS, the mission worked very closely,
with the PV0 in developing a Grant proposal. [In Haiti, where there has been
someone in the mission responsibie for Food for Peace, USAID huas provided
significant support to the PY0s in planning and implementing Outreach Grants.
Other mission resources have also been available. In both fwanda and Haitfi,
an AID engineer assistad with planning warehouse contruction,

The mi5510ns must concur witn the submission of 1 2r2p0sal anicnh neces-
sitates agreemant on desian.  This appears to doe 2 qood mechanism far ansuring
communication an program pianninqg.  However, 1n at least one case, the mis-
sion pnilasopny on Tisle Il/0utreach changed supsequent %0 the aission's
approval of a proposal and tae oroject olan nad %o be reworxed, resuiting in
unanticipated Adeiays.

The mssians 40 noft nave & menisorinag Tunction for Outrescn, This
arrangement _u1ss She missions, decaute of cherr 5ttt Tvmitations, and the
PYOs, necause Snhey ~nericn thelr qutsnociny, 2580cis) ' 4150 feqard Sy arngrim
operaticns. uUn o wne o gther nand, seyeryi 2105 aor<ing cnocountries Aithout Q
fond for Peacs JTticer, sucaectad Sney g0yl aeSome mnre Trogquent ind nore
SUDSTANTLIYe Axchange ~15n aistions an anle DD7Uutregcn pianning and 10de-
MeNtItion 155 e, (A enaraly tmersooetpary  Cantacttoare an lonjunction
NYED TNR NfLdl Neqgottation SN ne ALY,
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The Food for Peace Office, AID/W is generally considered to be efficient
and effective in managing Cutreach. AID/W has proved to be very flexible in
continually adapting the project guidelines to reflect needs that werc {den-
tified by personnel working in the field. AID/W generally responds quickly
to project request: and amendments, although there have been a few problems.
There are delays, caused in part by the fact that all communication between
the field and the U.S. takes a long time. In addition, averything must pass
through the respective PYQ's nead office before being sent to AID/W. However,
while this slows down the nrocess, it also has the benefit of all field
offices having assistance in packagine and presenting their requests, and an
advocate in the U.S. that can contir.ally ensure attention by AlID/W to their
individual problems.

Because of the number of entities involved in the design and approval
of projects and the release of funds, 1t is rare that any action {s taken by
AlID/W without an exchange of cables, telephone calls and/or letters that are
necessary to prod one or another of the {interested parties, or %o clarify
and resolve qguestions or differences. The volag field offices that depend
on the action, are furthest from AlID/W, and are often frustrated by the
delays and snags, although they acknowledge that the system is relatively
efficient.

The ?V0s have encountered difficulties with the approval of project
amendments. For example, the budqget submitted by Burundi/CRS for the second
year funding of the Outreach Grant was altered -- line ftems changed and
the total amount was reduced, complicating project implementation. Because
of delays 1in drawing first year fuads, Rwanda/SAWS second financial year
was extended by several months., However there was no corresponding increase
fn money to cover ongofng expenditures, Thes» types of problems are even-
tually worked out by the PY0s and AID/W. However, they do cause cash-flow
shortages and, becduse they occur, the field offices are sometimes raluctant
to make commitments that they are not fully canfident will be met on schedule,
This can have repercussions, such as increased warehouse construction costs
because of delays in letting building contracts until a local volag office
15 assured of adequate funds.,

Conclusicn

Although relationships between the voluntary agencies and USAID missions
are a:m05% aniversally 2aordial and nutually respecsful, excepting in countries
fn wnich 1 Food far Pesce or voluntary gency 2 f1cer {5 3dequately 1nformed
and has the time, there 15 3 mintmem of communication on substansive (55uU@S,.
Relatinnship, hetweon AlD/%W and the voluntary aqencies are <mooth but there
are unavordable delays  in o expediting  project approvals  and  amendments,

Recommendation

HSALY mrssions should be afven adequate personnel resaurces o devote
the necessary time 0 «orking with the voluntary agencies on the planning
and 1mplementation of Titie [l/0utreach projects, 4ng to study areas of
potential collaborattiaon,
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Recommendation

Increased money for enrichment should be available through Outraach and
the 20% limitation eliminated. However, Tlogistic support should still be
given priority if a choice must be made. USAID missions should work more
closely with the PV0s 1in identifying developmental activities that can be
associated with Title Il and that reinforce the host government's develop-
mental priorities and the mission's strategqy. These activities should be
supported, to the extent possible, by OPGs or other mission funds and Outreach
requested only if nn other sources are available.

3.5. Targeting

Mne of the primary purposes of the Outreach Project was to support the
Congre:sional mandate that PL 480 reach the poorest and most remote regions
of countries and that priority be given to those suffering from malnutrition.
In evaluating the effect of Outreach, 1t is possible to ascertain where the
p.rogram expansion occurred. (See Appendix 5-A) However, it is not possible to
determine whether the program reached the poorest or whether priority was
given to the malnourished because there are few data on the economic or nutri-
tional status or participants and fewer comparative data.

In countries such as Upper Volta, Togo, and Benin, Outreach funds were
used to extend into areas that were more distant from the central warehouse.
Hcwever, while the program in Upper Volta, for example, did grow in areas
further than 100 kilometers from the central warehouses, there was a far greater
proportionate increase in the areas closer in. Thus, without Outreach the
program probably couldn't have extended out but, in fact, Outreach appears to
have provided relatively less benefit to the remote areas. Nonetheless, while
a more concerted effort to reach the remote areas would be easy to plan, the
objective of reaching the remote areas is not justifiable without additional
information indicating the relative need in relation to the costs of servicing
the furthest communities,

It would be useful to develop a formula for determining “he relative need
among individual communities. One could select the most relevant indicators,
such as poverty, malnutrition, and lack of infrastruture. Each would be ranked
on a scale of numerical values depending on its severity in the given community.
The total number of points would have to be weighted according 0 the size of
population. Thus one would have a quantitative value of need to balance against
the relative Zosts of serving individual communities.

[t is extremely difficult to establish poverty levels in specific communi-
ties in developing countries. All of the programs have attempted to identify
poor communities in which to introduce Title II. However, the selection is
generilly subjective based on local knowledge. This may be the most cost-
effective approach to identifying neady populations. Objective reconnaissance
methads are expensive, especially for pinpointing individual communities, and
local xnowledge is often just as reliable,

[f a socin-economic indicator is to be used for tirgeting Title Il pro-
grams, nutritional status most offectively assists programs to satisfy the
mandate. [t is aasier and less costly to measure nutritional status with
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reasonable reliability than "poverty". A few countries with Outreach Grants,
1ike Haiti, have national, and in some cases, regional nutritional data that
can be useful in identifying areas of relative need and weire used for targeting
purposes. (See Sec. 4.2.4.) In conjunction with Title 1I, nutritional data
are being collected in a number of MCH programs, and in a few school feeding
programs. In countries in which nutritional surveys are needed to establish
priorities, Outreach might be an eppropriate source of funding. Alternatively,
this might be an area in which mission support would complement Title II and
possibly other USAID funded projects.

Targeting based on nutritional status has generally been directed toward
generic groups that are vulnerable to malnutrition, e.q. children under five
and pregnant and lactating mothers. There has been little selectivity within
these groups excepting for the special care that is given to the severely mal-
nourished subgroup of participants. DOuring the first OQutreach Grant, the
Upper Volta program started to target by "graduating" children at three years
of age and identifying MCH centers in which a level of nutritional status has
been reached that justifies "graduating" the entire center. Upper Volta has
also begun identifying schools in which the feeding program has less priority
because of lower rates of malnutrition than more needy school populations.

The CRS African regional office has recommended that the Growth Surveil-
lance System be used to identify regions of nutritional need so these areas
can be given priority. Once a center is opened. the policy is to accept all
of those who enroll. However, little consideration has been given to targeting
needy members of the community who do not appear at the center., There is
little information on the effect of cultural attitudes, user fees, and require-
ments, such as eight weekly attendances prior to enrollment, in selecting out
the most needy. Qutreach money might effectively be used to target needy
norn-participants within participating communities by supporting activities,
such as community surveys, homwe visiting and mobile servicas.

In some countries, like Haiti or those in the Sahel, targeting regions
in which there is less of an infrastructure is an overriding "need" because of
the necessity to have an established network that can be used when there is a
disaster, sucn as a hurricane or a drought,

Conclusion

Outreach financec some targeting of recipients in more geographically
remote areas. Most programs attempt to target poorer communities but thera is
rarely anything but subjective information on which to make the selection, or
to base an evaluation. Nutritional status is a more reliable indicator than
poverty and c¢r1 be used for identifying geographic areas of greater need.
Special assistance mignt be required to reach needy non-participants within
participating communities.

Recommendation

In order to maximize the benefits resulting from OQutreach support, there
should pe a more systamatic approacn to selecting the more " ieedy" bdenefici-
aries. Outr2ach money should be availarle to assist the volags to identify
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more needy communities and/or more needy families within communities, and to
redirect Title II to those communities and/or families. This may require
some applied research for establishing selecticn criteria and procedures.

3.6, Cost Effectiveness

In this section we estimate the return of the Outreach Grant program and
answer the basic question whether the program was worthwhile, or whether
Outreach funds should have been spent on something else.

There are two approaches to answering this question: Benefit-Cost Ana-
lysis, and Cost-Effectiveness Analysis. Though in principle the best approach
would e Benefit-Cost Analysis, it cannot be applied in our case because the
"benefits" of the program are not measvrable except in terms of the number and
geographic distribution of thre recipients served. Thus, the fact that, with
Qutreach, fewer but possibly more "worthy" recipients located in more remote
areas are reached than without the Outreaca Grants, cannot be quantified,
This same problem of measurement impedes attempts to improve ta:yeting of the
recipients, as discussed above.

3.6.1. Geographic Distribution

Outreach support 1s awarded to assist the PVOs to carry out the Congres-
sional mandate that Title [l reach the ..."most remote villages..." and “...
poorest regionc of countries...". The resources of Title I! and Outreach are
limited and so there has to be <ome selection of beneficiaries cmong the poor
and malnourished. As the cost of reaching remote villages is, in most coun-
tries, greater than serving communities that are closer, the selection has to
take into consideration the marginal cost in relation to the potential effect-
iveness uf serving harder tec reach areas. The effectiveness side of the equa-
tion should incorporate information on relative need in the area, size of
population to Ge served, the receptivity of the community, improvement of
nutritional status, extension of a service network into a bereft area, etc.
However, as we have not assigned values to any of these benefits, effectivene;s
is defined simply in terms of numbers of beneficiaries.

The costs of distribution include the fixed costs, storage and adminis-
tration, and the variable costs of transportation. In programs in which there
is a contribution toward distribution costs by the participants, the host
government, or another source, that is more than adequate to finance the fixed
costs, a portion of the variable transportation costs will also be recovered.
Calculating the geoagraphic distance from the warehouse at which the oaroject
can break even on distribution costs (the breakeven distance) and the distanca
where the addition of another beneficiary is covered by additional contributions
(the self-sustaining distance), will enable the administrator to determine the
feasibility of serving communities Jlocated at wvarious distances from the
central warehouse.

The breakeven distance (8ED) 1is a useful management indicator. [t de-
fines the distance from the central warenouse at which the total fixed and
variabla contributions towards the distribution costs from the PY0 and from
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Tocal sourcesl/ equals the fixed plus variable costs of distribution. In
other words, it defines the poin: where neither a surplus nor deficit 1is
generated and the distribution does not require external support.

The formula for calculating the BED is as follows:

BED = total contribution towards distribution - fixed costs of distribution
cost per ton-km x tons distributea

For example, for the following case:

Fixed contribution toward distribution costs from the PVO = $40,000
Participant contribution towards transportation = $40/ton

Total tons distributed = 5000 tons

Fixed distribution costs = $100,000

Inland transport cost = $.40 per ton-km

BED = (40,000 + 40 x 5000 - 100,000)/(.40 x 5000) = 70 kilometers

This concept is useful to management. It indicates the geographic dis-
tance from the central warehouse at which the project is self-sustaining., If
a Pv0 is operat1ng within thar distance, i.e., if the centroid=/ of the dis-
tribution effort is within the BED, revenues exceed costs. In that case the
PVO is generating a surplus that can be used for expandiag the program. If
the centroid is located exactly at the BED, the program is breaking even in
that it is generating neither a surplus nor a deficit. Beyond that distance,
however, there will be deficits requiring corrective action, i.e. retrenching
the program, increasing local contributions, or requesting additional con-
tributions from donors. The BED would also be useful in helping to determine
the "best" location for warehouses.

The self-sustaining distance (SSD) is that distance where the marginal
revenue from adding a participant is equal to the marginal cost of serving
that participant.f/ It is calculated vy dividing the marginal revenues?/
(S per ton) by the unit transport cost ($ per ton-km). For example, for the
MCH participants in Rwanda, the participant contribution is 3$40.35 per ton
and the unit transport cost is $.43 per ton. The average SSD for the whole
country is therefore 40.35/.43 = 93.84 kilometers.

1 e . . :
4/ Including contributions from the host aovernment, container sales, or
other local sources.

2/ The centroid equals the tota! ton-kilometers of food transported divided
by the total tonnage of food transported. See Appendix 5-A, Sec. 2 for
a fuller explanation.

i/ Given that the PY0 is abla to cover the fixed costs by fixed contribu-
tions the BED will be ecual to the S3D. In other words, the SSD indi-

N

cates the upper iimit for the 3cC,

/ including participant contributions or other marginal revenue, Such as
container sales, tnat would increase in relation to increased tonnage.
Mote: the S50 is zero if there is no marginal revenue,


http:40.35/.43
http:100,000)/(.40
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The SSD is also a useful management tool. For example, if beneficiaries
are added beyond the SSD, the program will not be self sustaining unless the
fees are increased. If participants are added within the SSD, however, the
program is self sustaining and a surplus will be generated or the deficit will
be decreased unless participant contributions are reduced. However, when
planning to expand into areas in which the costs are above or below average,
the decision maker should use the actual transport costs in calculating the
SSD (taking into account weather, terrain, and other factors that affect

transport costs).
Conclusion

It is generally more costly to serve communities that are further away
from the warehouse. However, these costs may be Jjustified by the relative
severity of need in those communities. The relationship between the breakeven
distance (BED) and the centroid is a guide for determining the need for exter-
nal support in order to reach into those communities. The self-sustaining
distance (SSD) is a tonl for programs with participant fees to use internally
to ascertain the geographic point at which variable transportation costs are
covered by those fees.

Recommendation

If extending a Title II program beyond the breakeven distance (BED) can
be justified by the relative degree of need and the population size in those
communities, then Outreach should subsidize the distribution.

3.6.2. Storage and Transportation

A number of the OQutreach Grants have paid for warehouse construction.
In strictly economic or financial terms the decision to build rather than
lease cannot always be justified, and a sound financial analysis is required
to avoid possible overinvestment in warehouses. However, though simple pay-
back periods were calculated for some projects, none of the projects had
done a careful analysis prior to proposing construction. In addition, there
are, in many countries, special circumstances that favor PVO ownership of
warehousing facilities even though the ccst is high.

Discounted cash flow analysis would enable administrators to determine
whether the present and projected future value of the savings in rent were
greater or less than the capital cost of building. Savings in rent alone are
usually not enough to justify the constructicn. However, other factors that
have to be taken into consideration in the cost decision can offer substantial
cost savings. For example, if the new warehouse is replacing several small
storage facilities, there will be differences in handling and management
costs. Location may have an effect on indirect transport costs, such as in
Upper Volta where one of the new warehouses will be next to the railhead. If
the new warenouses are more secure against spoilage or pilferage, there may
be con~iderable reductions in food loss.

The major advantages of formal financial analysis of the "build versus
lease" decision for warehouses are:

1) The least cost storage solution is determined.
2) Over-investment in warehouse capacity is avoided.
3) Premature investment in warehouses is avoided.
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Furthermore, if the financial ana'ysis is done in a broad enough context
by including the storage inventory costs, valuable insights can be obtained
on the best size of the warehouse, proper level of safety stocks and the
timing of the call-forwards. Because warehouses are expensive, a good finan-
cial analysis can save considerable money. For example, an analysis that
indicated the best time for construction to be next year and not this year
could easily save $15,000 to $20,000 in premature expenditures.

Appendix 5-C gives an example of a financial analysis supporting the
decision to invest in a warehouse in Upper Volta. The analysis shows that
the decision to buy is sound, but cannot be based only on the savings in rent.

An economic analysis would also be very desirable in proving the sound-
ness of the investment, especially since the GOUV provides significant subsi-
dies in rent and also in construction costs by providing "free" land. Sucn
contributions are usually not included in the financial analysis and, though
the financial analysis may be favorable, it may lead to investments that are
not favorable to the host government.

If no other adequate storage facilities are available, as in Haiti, then
there is no 2lternative to construction. In other countries, such as Upper
Volta or Rwanda, in which the future availability of storage is not assured,
the potential shortage of space would affect the capacity of the PVO to call
forward the necessary stocks to ensure a reliable supply to the distribution
points. In Burundi, leasing from the private sector is the only option as
the government does not allow CRS, a foreign agency, to build a warehouse.

Decisions on transportation have not always been based on the least-
cost solution. Some of the PVOs believe that operating their own transport-
ation fleet, although it might be cheaper, requires more administrative
capacity than they have. Moreover, while the apparent costs may be lower,
the risks may be higher in countries, such as Burundi, where insurance is
difficult to obtain and claims are hard to collect, or where there is no
recourse for prosecuting against food losses. On the other hand, using com-
mercial truckers in Uppe: Vr'ta is probably the cheapest alternative. In
that situation, by using Outreach to subsidize the administrative costs, the
PY0 was able to consolidate what had been a disparate system and reduce costs
considerably. (See Sec. 5.5.2.) However, the ton-kilometer costs vary
greatly. In Burundi, for example, where commercial rates are five times
greater than in Upper VYolta, the possibility of another solution should to be
studied. In Haiti, there is no adequate commercial alternative and therefore
the PY0s were forced to operate their own system. The costs appear to be
lower than the commercial rate even though vehicles need to be replaced
every three vears. (See Sec. 4.2.2.)

The ralative cost-effectiveness of local storage compared with trans-
porting commodities out of centralized warehouses is an issue in some coun-
tries. Siarra Leone claims tnat reniacing mobile units in the rural areas
with stationary services that have their own small storage capacity will
reduca operating costs considerably. Local storage also enables the distri-
bution centers to keep adeduate sticks to carry them thrcugh seasons during
which they are difficult to reach, thus adding weight to tne effectiveness
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side of the equation. This is important for Burundi/SAWS where the idea of
mobile storage, using 20 ft or 40 ft shipping containers, is being studied
in support of their FFW road construction program that moves from place to
place. In Upper Volta, it appears that a regional warehouse can be justified
in terms of the savings in transpoctation costs combined with the increased
reliability of deliveries.

Conclusion

Financial analyses of the logistic support systems will enable the PVOs
to more effectively plan their Outreach projects. However, the least-cost
solution to storage or transportation is not always practical because of the
particular circumstances in the host country.

Recommendation

If support for storage or transportation is sought in an Outreach pro-
posal, a financial analysis should be done to determine the least-cost solu-
tion. If the request cannot be justified in financial terms, then the miti-
gating circumstances should be explained and given full consideration in
awarding the Grant.

The PVOs may need technical assistance in financial analysis if they do
not have the necessary expertise on their in-country or central staffs. To
the extent possible, this should be provided by the USAID missions or the
regional AID office.l/

3.6.3. Overall Cost Effectiveness

In this section we will address the question of how the OQutreach Grants
have affected the overall costs of distribution, and how they affected the
cost in which participant as compared to the costs that would have been
incurred without the Grants.

Cost-effectiveness analysis has proven to be a useful technique for
cases in which project outputs can be expressed only in terms of physical
units, such as "the number of participants reached." The cost-effectiveness
methodology used in this section is called "with" and "without" analysis.
The "with" case applies to the program with the Outreach Grant, and the dis-
tribution cost of serving the program recipients is calculated using the pre-
sumably more efficient distribution system made possible by the Grant. For
the "without" case it is assumed that the same number and distribution of
participants are served under the presumabiy more expensive distribution sys-
tem (older warehouses, less consolidation of transport, etc.). It is impor-
tant to note that the number of geographic distribution of the participants

1/ Note: Appendix 5-C is an illustrative example of a financial analysis of
the warehouse lease vs. build decision and might be useful to the PV0Os as
a guideline for thi. type of analysis. It would be useful to have similar
guidelines for decisions relating to transportation.
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(the program) is the same for both the with and without case. Only when
this is true do we have comparability. This, admittedly makes the without
case hypothetical since, without Outreach, the programs would be, in all
1ikelihood, severely curtailed. Nevertheless, the analysis is appropriate
for purposes of assisting the decision process 1in considering whether to
continue the Outreach program.

Using the pro-forma budgets presented in Tables 3-1 and 3-2, total dis-
tribution costs are calculated for the four PV0s operating in Upper Volta,
Burundi, and Rwanda. The calculation in the first table is for the "with"
Outreach case, using the approximate level of participants and tonnage appro-
priate for 1982. Then, in the second table, for the "without" Outreach case,
the distribution costs are calculated for the same levels of participants
and tonnage. (These costs are summarized in Table 3-3.)

In general, the unit costs for repackaging, handling, indirect trans-
port, fixed labor, and fumigation will be from 10 to 20 per cent lower
because of Outreach than for the without case. This, as explained earlier,
is due to the more efficient operation of the distribution system made
possible by the Outreach assistance. Inter alia, the more efficient ware-
housas enable cost savings, and the end-use checkers reduce spoilage and
assure better inventory control. Also, of course, the warehouse rental

costs are eliminated.

Without the Outreach assistance, it is estimated that the total distri-
bution costs would have been $1,613,159 for 1982, With the Outreach assis-
tance, the total cost of distribution 1s estimated at $1,318,475, a reduction
of 17% in recurring costs. The savings in recurring costs are §294,684, This
does not yet justify the program since the investment costs in warehouses
still have to be factored in. Also, 25 pointed out earlier these savings are
hypothetical since, without the OQutreach assistance, it is doubtful that the
PYOs could have raised the funds to support the 1982 level of participants.

Are these savings in recurring costs sufficient to justify the invest-
ment costs? To answer this question we must compare the time stream of
savings in recurring costs with the investment costs. Assuming a fixed cost
investment of 3300,000, $150,000, $100,000 and $100,000 for the new warehouses
in Upper Volta, Burundi,l/ and for the two PY0Os in Rwanda, the total invest-
ment cost (assumed for [982) would be $1,150,000. Using depreciation tech-
niques, the investment in vehicles is factored into recurring costs.

The rate of return of this investment is not very sensitive to the
length of the time stream of recurring cost savings. If we assume a 50 year
time stream, the rate of return is a highly favorable 26%. I[f the length of
the time stream is reduced to 10 vears, the rate of return is still favorable
at 22%. (See Table 3-4)

l/ The Burundi case is hypothetical as Cutreach did not finance warehouse
construction in that project.
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Table 3-1: PRO-FORMA BUDGETS WITH OUTREACH, 1982 (dollars)

budshtwi C.R.8.4V C.R.8.Bur, C.R.8,Rw BANS. Rw
RECIPIENTS
MCH 1315000 IT000 64330 [+
Bchool Feed. 233000 [} 40800 30000
othr.Chid.Feed. -] 3000 3000 Q
FFu+Rel { o+ 10000 000 4400 305000
total 378000 70000 114730 60000
TONNAGE [
MCH 6900 2100 3 o
8F 13180 ] 24489 1800
othr.Child. 7 ead. Q 300 180 Q
FPheRel {0t 830 2330 374 2380
{otal 22930 4930 4993 4330
TRANSPORT
cosT.
e/ton=km 0,10 Q.49 0.43 0.22
aver.diut, 143 132 ” 200
/ton 14,50 64.48 30.% 44,00
trans.cost 332463 133820 216363 191400
ind.trans.csat. o [+] Q o
total 3324683 135820 216343 191400
STORAGE COSTE
space,m2 12000 2127 1000 00
fac.rental ] [+] Q Q
$8/ton hnd) 1.50 1.30 1.90 1.50
handl ing 34393 7423 10493 6323
“/ton repck 1,30 1.30 1.30 1.30
repacking 34398 7423 10493 «323
funigation 3960 702 3J0 198
/a2 pall. 3.00 1.29 4.80 4,80
pallets 34000 2639 4800 2880
WH fined labor 20400 7400 78046 7499
spoilage 58460 9900 13990 8700
taotal 129130 23611 33921 23827
ADMIN, COSTS
O¢¢ice rent,etc 6000 10760 1240 2000
Coma.Mngt. 48800 185000 13000 10000
s/ton veh. 2.2¢ 3.00 2.30 .30
end use transpo 304673 14820 17480 10873
supplies 4000 1000 1000 1000
ather [} ] ] (]
Tatal 129473 41610 34728 23873
PARTICIPANT
TRANSP . CONTR.
MCH, 8/TON 10.93 110.00 S4,32 0.00
School,8/ton 9.48 22.33 21.74 ]
Othr.Chld,s/Ton 0 22.33 21.74 L]
FFu+Ralief o 22.33 21.74 ]
total 219323 294441 2082283 [}
taotal (4] 0 o] o
TOTAL DISTR.COS 391110 203049 28=214 J379102
TOTAL PART.CON. 219323 2944641 282202 (o]
TOTAL QTHER CON o] o] 0 ]
SURPLUS -371707 1392 -2931 ~239102
Fix.Cat, 22062 &7221 60649 47702
Var.Csat, 332483 33828 216265 191400
t8/ton
Fixed 11.29 13.50 9.81 10.97
Variasnle 14,20 27. 44 0. % 44,00
Total 3.78 41,04 40,77 S4.97
Deficit -16,21 18.20 -0, V2 ~34,97
Part. on. 9.36 39,52 40,37 0.00
BRI, EV, KN -17 221 71 -3
8/PARTICIPANT 1.%6 2.90 <. 49 3.9

BAg1C BUDART
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Table 3-2:  PRO-FORMA BUDGETS WITHOUT QUTREACH, 1982 (dollars)

w/0 0Q C.R.S.UV Cf.R.S.Bur, C.R.S.,Rw SAWS, Rw
RECIPIENTS
' nMCH 112000 3000 646250 0
School Feed. 233000 C 406800 30000
Othr.Chld.Fe o 2000 3000 0
FFU*Rel 1 af 10000 30000 4400 30000
total 378000 70000 1147230 &0000
TONNAGE
nCH 4900 2100 3993 Q
SF 12180 o 2448 1800
Othr.Chld.Fe o 300 100 [+
FFuW¢Relief aso 350 374 2220
total 22930 49350 4993 4320
TRANSFCRT
cosT.
$/ton~ka 0.12 0.49 Q.43 0,22
aver.dist. 143 132 72 200
s/ton 17.40 44,4608 30.96 44,00
trans.coist 398982 132829 216763 191400
ind.trans.cs 484 o ) o
total 4QlZ48 132828 216263 191400 9473561
STORAGE COST
spaca, m2 12000 2127 1000 600
{fac.rantal 100000 27240 120C0 14074
s/ton hndl 1.80 1.08 1.00 1.80 1.13
handling 42100 9:06 13131 Q178
s/ton repck 1.68 1.08 1.80 1.00 1.23
repacking 42994 9306 13131 .170
fumigation 4236 772 176 22 1.1
s/m2 pall., S.00 1.29 4,30 4,00
pallets T600Q 2659 4000 -gao
WH fired 1aD 20400 7400 7006 769¢ 1.9
spailage &077%0 142 209493 12020 1.03
total 284678 636083 %4303 AZ0AY 4110893
ADMIN.COSTS
Difice rent, L0000 10740 1240 2000
Comm.Mnqgt. 72240 12720 12720 103 1.03
s/ton ven. 2.43 3. 40 .00 3.00 1.2
end use tran &0un10 17e20 2u943s 11020
supplies 40C0 1000 1600 1000
other o) [o] [») Q
Tot al 142020 42330 3973 24220 2S3I90%

PARTICIPANT
TRANSP.CONTR

MCH, 3/ TON 10,793 110,00 24,22 0.00
- €chool,s/ton 9,40 22.33 T1.74 [+)
Othr.Ch1a,8/ o 22,33 21.74 o
EFuefaliet o 12,33 21.74 N
total o192 T44541 e g s A o

TOTAL DISTR. TNLATT Savrjal ZNAG 9% e 1413159
T0TAL PART,.C 2128 2944H41 222293 [s]
TOTAL OTHER Q o] 0 [}
SURPLUS -L74152 144300 -2Te60 ~2299?
Fin.Cat. b RS 114012 23279 IXTeACL
Var.Csz, 402740 1o AR ) 1000

/% n

Flama 17..0 NI A 13,23 19,77
varianie 17,60 27,14 1,4 44,00
Total Ti, 00 AR o a4, 9,77
Cadtcr® ENAT .2 2.4 29,77
Part.l.on, L) et i 40, 35 Q.00
by KV, VR -n2 178 [P -72

$/PRATICIFAN 2. 10 5. %7 ~.70 4,33


http:2460".3a
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Table 3-3 SUMMARY INLAND DISTRIBUTION COSTS WiTH

AND HITHOUT QUTREACH

CNS Upper VoTta CRS Burundi (S Fwanda SAKS Fwania
Hithout Hith Hithout Hith Yithout w“ith Withouut with
Recipients 373,000 378,000 70,000 70,000 114,750 114,750 60,000 6o, o0
Tonnage (tons) 22,930 22,930 4,950 4,950 6,995 6,995 4,350 2,350
Inland
Distribution Cost})(s) 745,324 591,110 259,543 203,049 321,874 285,214 h3,827 233 1l
fixed ($) 2) 289,909 258,625 114,013 67,221 93,278 1,649 ¢8,53%4 7,708
variable (§) 3) 355,415 332,485 145,530 135,828 228,590 216,565 195,228 131,400
Distribution Cost per 1.97 1.56 3.71 2.90 2.81 2.49 4.4 3.93
Participants, ($ per
participant)
Jdistridution Cost per 32.50 25.78 52.43 41.02 46.01 40.77 60.65 £4.97
Tcn {$ per ton)
1. Inland distribution cost does not include any investment cost {n warehouses.
2. Fixed costs Include those costs that do not vary with geographic distribution of the reciplents
(storage and administrative costs).
3. Variable costs include those costs that vary with geographic distribution of the reciplients (inland

transport costs).
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Table 3-4 CALCULATION OF THE FINANCIAL RATE OF RETURN OF THE OUTREACH PROGRAM

Without Outreach ($)

With Outreach (§)

Net Benefits ($)

Year Investment Cost Recurring Cost Investment Cost Recurring Cost
0 1,613,519 1,150,000 1,613,519 -1,150.000
1 1,613,519 1,318,475 294,684
2 1,613,519 1,318,475 294,684
3 1,613,519 1,318,475 294,684
4 1,613,519 1,318,475 294,684
5 1,613,519 1,318,475 294,684
6 1,613,519 1,318,475 294,684
7 1,613,519 1,318,475 294,684
8 1,613,519 1,318,475 294,684
9 1,613,519 1,318,475 294,684
10 1,613,519 1,318,475 294,684

iRR= 22.

L)
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The Net Present Value of the sum of the investment (zero for the without
case) and recurring costs for the with and without cases, is $9,672,819
and $10,427,700 respectively. This assumes a 15% discount rate and a 25 year
time stream. Costs per participant and costs per ton are therefore about 8%
higher for the without Outreach case. The financial benefit cost ratio is
1.65/1.

A concluding caveat is in order. The data underlying the analysis were
difffcult to obtain and, using best judgments, numerous estimates were made
to fill data gdaps. Therefore, the analysis above should be considered only
as indicative cf the positive value of the Outreach program and not as defi-
nitive proof.

3.7. Phase-over

The Qutreach project was developed at a time when the Title II program
was growing, especially in Africa and in Hafti. OQutreach was a mechanism for
AlD to provide support to Title I] to enable the PVOs to reach greater numbers
of harder to reach recipients. Although Outreach was approved as a three-year
project, continuation was implicit in the growth environment in which the
PV0s planned costly expanded distribution.

In 1980 the amount of commodities available for Title Il began to
diminish. At about the same time, AID/W was beginning to urge that on-going
Title Il programs be strengthened to more effectively achieve developmental
objectives. The conbination of the limitation of resources, and a new orient-
ation for Title Il (articulated by the AID Administrator in January 1982 in
3 directive on the inteqgration of Title Il resources with the USAID missions'
development strateqies), forced the: pregrams to reduce growth and to focus
on programmatic reinforcement., As “utreach is a support to Title [I, the
purpose of QOutreach evolved with these cnanges in arientation. However, as
more Qutreach Grants were awarded and qreater demands were made on the monies,
Qutreach had to put more emphasis on requiring individual progyrams to plan
for terminction.

The changing role of Outreach has resulted in creating a difficult
situation for a number of the programs. Most of the Cutreach Grants planned
betwenn 1973 and 1981 supported substantial qrowth, much of which was to more
geoqgraphically distant points that are very costly to reach. Also, as the
PY0s ara deing asked %o more effectrvely program the discribution of Title [
Chamodiiing, an artentation With «nich they cre generally in aqrecment, the
per seneficidry o5t oare ancreasing. A5 the qrowth  and program changes
occurmed In ywcy poor couniries tn which neither the host qovernments nor the
reciprants could afford to tare oan the costs, these aoragrms are beqginning to
face the conundrum of how to Jinance Titie [l af Cutreach fs not renewed.

Tne pper Iolta Srant, for eaeepin, 435 dwacded at 4 time the government
was no lonaer anle to aftord the stgntficant contribution 1L nad made in the
past. Lutreach oenabled the praoqram Lo Irow, And Sooinclude yreas that o are
more costly tn o oregch,  while vaproceneats in the intrastructure «111 nelp
reguce aoperiting costs, g Incragned reciptent contributions will cover 3
lar_:r proporston of gistrivuzton ecpenses, he program cannot be completely


http:expens.es
http:suppor.ed

-28-

self-financing. The Djibouti Grant supports phasing refugee feeding into a
reqular program and Outreach is funding startup costs for a SAWS/Title II
program in poverty stricken parts of Rwanda and Haiti. Neither has any other
sources to replace this support. The Rwanda/CRS program, on the other hand,
has been able to meet its operating costs since the first Outreach Grant ended.
However, it is not as offective as it should be. There are not enough vehicles
for the necessary amount of supervision and end-use checking. The vehicles
they do have are old and spend an fnordinate amount of time in the repair
shop, increasing maintenance costs and reducing program efficiency. Phasing
out the Burundi Outreach Grant would necessitate eliminating distribution
points in harder to reach areas and drastically reducing the amount of reci-
pient contributions that currently help to support the nutrition surveillance
and education program, as well as develcpmental activities in the MCH centers.

In countries in which Title Il is not expanding, Qutreach monies can be
used entirely for strengthening the logistic and programmatic support. In
these programs operating costs may be reduced due tc better management and
capital improvements. Moreover, more programmatic supervision, in addition to
improving the chances of Title Il commodities being used for a developmental
effect, results in a better response to the program and increased recipient
faac where those are colle~ted, and more income producing activities where
thuse are prevalent, Thus, while Outreach may continue to be needed to sup-
port consalidation, and finance operations, there fs less acceleration of
costs. Scme of these programs have included phase-over plans in their appli-
cations for Qutreach Grants.

The second Dutreach Grant proposal for Sierra Leone is a follow-on of
the first w~nich supported a 67% program expansion. The new request is for
qualitative improvement ard includes a detailed phase-over plan. The largest
ftem 1n the Grant i3 to fund storage facilities that wili enable mobile
clinics %o necome staticnary, thus reducing operating costs considerably. New
vehicles are to be financed by money raised from the sale of old vehicles plus
recipient fees and government contributions that are put into an finterest
beiring accounz. C(perating expenses are to be covered by recipient fees, the
sala of contdiners, and gqovernment contributions. The Benin Qutreach Grant
proposal pnase-over plans also include putting recipient contributions that
are saved during the life of the Project into an intercst Ddearing account
that w~11) nelp support operating costs aftorwards. Whether these plans will
angbin the proarams <o b. complataly salf-supporting after OQutreach renaing
*0 50 seen.  Tnere 15 also 1 question g5 to New the program will o be funded
Afser she sa0nas ire spent. Moreoyer, tneea 15 N0 issue 15 to whether using
Qutreacn %o enerit2 23vings 15 3ppropriat.e,

Thoera are some prograns in ahicn g single Zutreach 5rant supports the
dpqelapment of <omponents of ertner the 1)01531¢ or programmatic infrastruc-

tarn snan w11 nor ragutrs addrsiconal toney after She anfusinn ef Grant funds.,
The Soaador Srant, tor exaspie, 10 sudporting the transition from Titie [l
COMMOET S 1nS g Ty Y Government Of Sogador Avyelpment o arientod progran
"nat wtil e supported by ALD. Thus Dutreacn arlloonty Le required for 3
Dymyerg period. coweyer, 055 0f She prodrams Shat nave Senefitiad frem
WIEeACn Snus tar A1) meed 5o renlycs vart oar bl of the Lutreach tunas at
s onaad )f Sae Grant., Thers o are seyeral posential jourc2g that o can de Consi-

qpead T g re i 1S ot o retunded,  Tneas gre
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(1) Recipient contributions

CARE believes that no recipient fees should be levied because they
have been shown to exclude the neediest. SAWS has programs in areas that
are believed to be too poor to contribute anything. In some countries
in which health services are free, the government does not permit charges
for Title II programs. In programs that already collect recipient con-
tributions, although they may be raised to help defray costs, in most
cases, the participants cannot afford the increases that would be neces-
sary to cover the costs completely. Targeting poorer recipients ~fcourse
reduces th: prospects for increasing cost recovery.

(2) Income generating activities associated with the distribution
centers

As more ef‘'ort goes into the developmental aspects of Title II pro-
grams, there is more potential for income generating projects to help with
the costs. Some MCH centers and schcols are involved in food production
and handicraft activities that could, and in some cases do, provide a
return, Some Food for Work project activities, do, or could lead to
producing income. For example in Rwanda/SAWS, @ FFW project {s making
bricks to build local government buildings. They plan to begin making
extras to sell in order to raise money that will help fund the project.

(3) Proceeds from claims against lost commodities, sale of unfit com-
modities etc.

If the volag were permitted to retdain the proceeds from claims
against lost commodities and the sale of unfit commodities, it would
contribute toward meeting program costs. However, it would not be a
large amount of money, nor could the value be anticipated for future

budgeting.
(4) Cooperating sponsors

The voluntary agencies are usually not able to provide more than the
expatriate salaries and other contributfons they are already making,

(5) Host governments

[n most of the countrines in which there are Outreach Grants, they
were necessary 2ither because the government had had to reduce the
proporticn of Title [l costs it could support, or it was unable to
contribut2 anything, In countries in which the host government is able
to assume the costs, Outreach can certainly be phased out.

(6) Titla [, Title [Il or Section 206

sing funds qenerated through the sale of 2L 1206 commodities would
be loqgical fn tnat one part of the .5, Vond a1d program would be subsi-
dtzinqg anotner part. However, a5 the obligation of those funds f{s
contralled by the nost governments, 1n consultation with *the USAID
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missions, they would have to be convinced that Title Il were a priority
and should take precedence over other developmental programs. If the
developmental achievements of Title Il programs compared favorably with
those of competing projects, the priority would probably be higher,
Some countries, like Rwanda and Burundi, may be too small for a Title I
or a Title III program. The major drawback of using these fi'ids, were
they available, is that they are unreliable because of erratic commodity
sales and irregular dispersement of funds by the local governments.

(7) Monetization of Title Il commodities

If monetization of Title Il commodities were permitted, this would
be an appropriate alternative to Outreach in that Title II would be
funding its own costs of operation. It would have the drawback of
reducing the commodities available for distribution but this would
encourage discipline in programming the quantity needed to sell.

(8) Other donors

It would be unusual for another donor to support the PL 483 Title
Il program unless there were an activity ancillary to the food distri-
bution that was of special interest to the donor.

Conclusion

Qutreach Grants were awarded to programs that could not afford to
achieve project objectives to expand or strengthen Title II without assis-
tance. A few of the Grants funded one-time program developments that will
not require continued support, most will need outside assistance after Qut-
reach has ended. Other sources of funding may be able to meet some of the
program costs but in the majority of the countries in which there have been
Outreach Grants, Outreach js the only viable source of support for most of
these costs.

Recommendation

Qutreach snould not automatically be terminated at the end of a Grant.
Phase-over plans should be made for those costs that can realistically be met
internally, or by other outside scurces. However, in programs in whi~h there
are axpenses taat cannot 2e funded in any other way, Qutreach should continue
to provide surport,

Priority should be given to new Outreach Griant proposals that request
logistic or programmatic support to strengthen, rather than expand existing
programs, excepting in those countrie2s in which growth of the Title Il pro-
qram is a priority of the USAID missions and AID/W.
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4. CASE STUDY: HAITI

4.1, Intrecduction

Haici is one of the poorest countries in the world and the only country
in the Western Hemisphere on the United Nation's list of Relatively Less
Developed Countries (RLDCs). The statistics speak for themse]ves_l/: despite
a per capita GNP of $260 in 1979, more than 80 percent of the population had
an average income of under $150; less than 20 percent of all Haitians are
functionally literate; 30 percent of children under 5 years of age are mal-
nourished, and infant mortality rates are as high as 200 per thousand live
births in the mo. crowded urtan areas; the ratio of population density
relative to arable .and is 757 per sq. km. with an average plot size in 1971
of 0.77 hectares. This picture is dreary enough, but it is still deteriora-
ting., A 1981 nutrition survey in the Southern region of th2 country shows
that the level of acute malnutrition of children under five has jumped from
7 percent in 1978 to 11 percent in 1981.2/ Haiti's vulnerability to disaster
makes this situation even mcore precarious.

4.1.1. Poverty and Malnutrition in Haiti

Poverty and malnutrition are pervasive in Haiti; according to the World
Bank, in 1976, 0.4 percent of the population 1iving in Pert-auPrince monopo-
lizes 44 percent of the national income (World Bank 1976). In stark contrast,
almost 90 percent of the population outside the capital and in the expanding
urban slums live in conditions of alsolute poverty.i/ hAverage calorie con-
sumption in rural areas is 40 percent below FAO/WHO recommended intake levels
while the protein gap is even larger with a 31.5 percent deficit nationwide
and 50 percent in rural areas. Consumption of high protein cereals, beans,
vegetables and milk are far below the Haitian Bureau of Nutrition's minimum
intake levels.%/

Protein/calorie malnutrition is one of the most critical public health
concerns in Haiti today. A National Nutrition Survey carried out in 1978
by Haiti's Bureau of Nutrition, in cooperation with the Center for Disease

i/ Country Development Strategy Statement, fY 1984: Haiti, Agency for Inter-
national Ueveiopment, “asnington, January 1982.

E/ Preliminary Results of a Nutritional Survey in the Southern Region (Haiti
- 1981), January 1982 in rrencn. Acute malnutrition 15 defined as weight
for heiqgnt less than 80% of reference median.

3/ Based on astimates of minimum consumption in relation %o actual purchasing
power contained in Food and Aaricultural Sector Strateay for Haiti, Final
Report, USAID, Port-au-frince, Hattl, reoruary 982, pp. 167-3 and idple
o: feople Living Under Conditions of Absolute Poverty, Haiti 1976,

i/ Haiti Rural Health Delivery System, AID Project Paper Amendment, Hutrition
Component, pp. lu-11.
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Control,l/ demonstrates the magnitude and severity of this problem. Almost
30 percent of children under 5 years of age were moderately or severely mal-
nourished according to the Gomez classification weight for age measure.
Sixteen parcent were estimated to be suffering from acute malnutrition, and
almost 27 percent were chronically malnourished or "stunted." A 1981 evalu-
ation of the PL 480 School Feeding program in Haiti shows that primary school
children are also malnourished with 25 percent of the 1,936 school-age cuil-
dren surveyed exhibiting signs of acute ma]nutritiontE/

Mainutrition is pervasive in both rural and urban areas. The National
Nutritional survey concludaed that the prevalence of malnutrition was greater
in rural areas than in Port-au-Prince with no significant differences among
the five rural geographic areas. Likewise, symptoms of illness, fever, and
diarrhea were more frequent in the countryside than in Port-au-Prince, parti-
cularly in children who were malnourished.

Other studies, however, demonstrate that malnutrition is greater in
urban than rural areas. The School Feeding evaluation found that children in
urban schools were significantly worse off nutritionally than their peers in
the countryside, although o' 'rall the urban students had a considerably higher
socio-cconomic standing.

A recent survey of an urban slum outside of Port-au-Princqil confirms
this finding. Higher rates of stunting earlier in life and more severe
wasting were registered in Cite Simone than in Haiti generally. In Cite
Simone 12 percent of children were stunted by their 3rd to 5th month,
increasing to 29 percent by 12 to 23 months of age. Acute malnutrition oc-
curred in 16 percent of children between the ages of 12-23 months. By age
two, more than one-third of children showed either wasting or stunting and 4
percent suffered from both. While Cite Simone is one of the most densely
populated slums in Haiti, it can be considered typical of the rapidly growing
urban areas created by rural outmigration.

Thus poverty and malnutrition are endemic to Haiti in urban as well as
rural areas. Income levels are not sufficient for over 90 percent of the
population to purchase a nutritionally adequate diet. Since 1978, conditions
have worsened as illustrated by nutritional survey data and by the soaring
malnutrition rates in the urban slums, both among pre-schcol and school-age
children. The prospects of increasing local production of food crops are
equally dim. Virtually all cultivable land has been exploited in Haiti. The
degradation of existing land cquality, due to population pressure, erosion and
parcelization, makes higher yields almost impossible in the short term, if at
all.

i/ Hajti Nutrition Status Survey, 1973, Summary Report, Government of Haiti
witn Center for Disease Control, Aporil 1979.

E/ Joel Cot%en, Evaluation Research on the PL 480 Title II School Feeding
°roaram in Haiti, USAID, Port-au-fPrince, rfaiti, reopruary 1982,

E/ Baseline Survey of Mutritonal Status and Health of "others and Children
in Cite Simone, USA[D, Aaiti, 1981.
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The economic situation not only affects the nutritional status of child-
ren directly through the availability of food and fuel, but indirectly in that
a woman can no longer afford to breastfeed for the traditional 18 months.l/
Necessity requires her, as soon as possible after birth, to resume her busi-
ness activities that are usually incompatible with breastfeeding. Combined
with the easy availability of powdered milk and strong peer pressure to
bottle feed, these time, income and resource constraints have resulted in
much earlier weaning of children. Data from the nutritional survey in the
Southern region of Haiti substantiate this conclusion. While 100 percent of
mothers were breastfeeding their 3-5 month old babies in 1978, only 81.3
percent were nursing in 1981. At one and two years of age respectively, only
81 and 41 percent were breastfeeding in 1981 as compared with 94 and 53.6
percent in 1978. And in the Cite Simone study it was shown that nearly all
mothers supplement with bottle milk from the first month of life, thereby
increasing fourfold the risk of dying during the first 18 months of age.

Under these circumstances the PL 480, Title Il program is a vital come
ponent of any nutrition strategy for Haiti. It has been in operation for
twenty-four years. In FY 1983 the program will reach 606,00 recipients with
30,211 metric tons of food valued at $7.8 million.</ Supplementary feeding
can alleviate hunger and starvation during periods of food 1inadequacy and
naturai disaster. It can also help to rehabilitate malnourished children and
prevent malnutrition in the future by assisting families to cope more effcca-
tively with the strcsses and strains of economic life in Haiti. Only a well
designed and integrated Title II program can achieve these objectives. But a
prerequisite to any food distribution program is an adequate logistics system.

4,1.2. Logistics

The extreme poverty and malnutrition in Haiti has reauired a sustained
and substantial commodity assistance effort of approximately 25 to 30 thousand
metric tons valued at $7 to $8 million per year. (See Table 4-1.) In-country
logistic support for this program has been insufficient. Available storage
and transportation facilities have not been equippe: o handle the delivery
of these large quantities of food in an expeditious manner.

Ber e Outreach, the existing warehouse capacity in Haiti was not large
enough to accommodate the Title Il program nor did it meet the minimum speci-
fications for the storage of food commodities. Of the four voluntary agencies
managing food distribution programs, CARE was the only one which had built
its own storage relay system of 8 wareshouses. The other PVY0s rented premises
which were too small in size, poorly ventilated, and unsuitable for loading
and unloading.

1/ Maria 0. Alvarez and Gerald F. Murray, Socialization for Scarcity: Child
Feeding Beliefs and Practices in a Haitian Village, paper su.mitted to
USAID/Haiti, August 28, 1981,

E/ School feeding is the largest part of the program, 70 percent of recipients
and over 50 percent of the commodities distributed.
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TABLE 4-1: INCREASE IN VOLUME OF FOOD COMMODITIES BEFORE OUTREACH
AS COMPARED TO LAST YEAR (1982)

TOTAL

VOLUME

OF FOOD
YEAR VOLAG (MTs) % INCREASE
1979 CARE 10,332
1982 CARE 13,387 29.5%
1979 CRS 3,236
1982 CRS 5,804 79.3%
1979 CWS 3,109
1982 CWS 3,166 2.0%
1979 SAWS 1,216

1982 SAWS 4,050 233.0%
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In addition tr warehousing deficiences, the transportation infrastruc-
ture in Haiti 1is sorely inadequate. Vehicle ownership is less than seven
vehicles per 1,000 inhabitants, the lowest in all Latin America and the
Caribbean. Only twenty-seven percent of Haiti's motor fleet, or approxi-
mately 10, 260 vehicles, ara trucks and pick-ups serving private and public
transport. / The experience of the sponsoring agencies, including the World
Food Program, suggests that public transportation is unreliable as well as
insufficient and that the voluntary agencies should have their own means of
transportation. Indeed, ONAPAM, the local counterpart of the World Food
Program, has its own trucks to distribute its food commodities, although only
one was operating during the time of our visit.

Moreover, the mountainous terrzin and the absance of a viable road net-
work in Haiti make it difficult and expensive to reach many poor communities
which are off the beaten track, especially with public transportation. Of the
2,750 km. of motorable roads, only 576 km are paved. / The primary road
system extends from Port-au-Prince to Les Cayes and Jacmel in the South and
to Gonaive and Cap Haitien in the North. The secondary roads originating
from these two main arteries are gravel-surtaced and require 4-wheel drive
vehicles. Although much of the main network has been upgraded recently,
maintenance of existing roads and bridges is still a problem. The wear-and-
tear on vehicles makes it extremely costly to service the more remote areas,
some of which are still inaccessible except by foot, pack animal or boat.
Thus, thousands of needy people, particularly those in the southwest and
coastal towns, have been unable to participate in the food program because
of lack of transportation.

It was, therefore, a priority need to increase the warehousing, trans-
portation and management capabilities of the voluntary agencies not only to
fulfill the logistic requirements of thz existing Title Il program but also
to expand feeding activities and disaster assistance to those deprived indivi-
du?ls and families who were not otherwise being reached. Outreach answered
this need.

4,2. Benefits

Outreach grants provided the necessary logistic support for the $7-8
million Title I[I food aid program. They resulted in more timely delivery of
food, increased storage capacity, improved handling and supervision, program
expansion and retargeting, reduction in vehicle maintenance and repair costs,
and better coordination. But more than any one specific accomplishment, these
Qutreach grants have created, in the words of one PVO director, “a new spirit
of control" in Haiti. This is perhaps the major contribution of Outreach
and the most difficult to quantify beyond the weight of uninimous opinion.

l/ World Bank Staff Aooraisal Report, Sixth Highway project, Haiti, March 8,
1982, p.5.

2/ MWorld Bank Staff Aporaisal Repdrt, Sixtn Highway project, Haiti, March 8,
1982, p.d.
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4,2.1. Food Storage

The provision of basic storage requirements is one of the most important
logistic operations in a Title II program; the lack of appropriate warehousing
results in substantial commodity losses and delays in food deliveries. Out-
reach funds amounting to $703,000 have been approved for the building of
additional storage facilities estimated at approximately 46,000 sq. ft. Table
4-2 shows the breakdown by PVO, location, capacity, cost, and status of con-
struction of these warehouses. The new or enlarged warehouses will provide
storage space to accommodate a 20 percent operational food reserve for emer-
gency needs in addition to regular Title Il program commodities. Constructed
according to engineering specifications, the warehouses will ensure prcper
food conservation practices, including insect and rodent control, stacking
of commodities and inventory control, which were not always followed under
earlier leasing or makeshift arrangements.

Along with more effective commodity handling, the warehouses have been
designed to improve program management, safety and food distribution. Both
the CWS and CRS facilities are located near the port of entry to avoid the
congestion of the capital city and the frequent threat of thefts which harras-
sed previous storage sites.l/ CWS has a safe fence and ample area for the
loading and unloading of several trucks. Office facilities have been estab-
lished on the same land close to the warehouse. SAWS also constructed its
warehouse on the outskirts of Port-au-Prince with office facilities as well
as a garage and a conference room on the same premises. While before it
shared storage space with the Seventh Day Adventist University, now the
warehouse is being used exclusively for food commodities and has been built
with this specific purpose in mind. Regional warehouses are also planned for
the programs of CRS in Les Cayes and CARE in Cap-Haitien.

4.2.2. Transportation

While the central and regional warehouses constructed by the PVOs are
designed to store perishable commodities, like whole and processed gra‘ns,
for relatively long periods of time, local distribution centers are usually
not equipped to hold food for more than a month's duration. Thus, an uninter-
rupted flow of deliveries is necessary to supply the monthly requirements
of project sites and commodities.

A total of $273,706, or 3 percent of the total yearly value of Title Il
commodities, have been invested by the voluntary aqencies from Qutreach funds
to purchase 10 trucks, 1 pick-up truck and | boat for the transportation of
food (see Table 4-3). Private trucks have allowed the PV0Os to manage the in-
land distribution more effectively, resulting in more timely arrival of food
and reduced losses due to tneft and improper handling. With their own trucks,
PYOs can schedule their deliveries in accordance with program needs instead of
depending on the vagaries of the trucking companies or the whims of recipients.

l/ The CARE warehouse, also situatad near the afrport, was constructed w~ith
Title [ funds before Qutreach.



Table 4-2: Additional Warehousing Infrastructure
Outreach Grants
HAITI
Construction Date of

Volag Location Capacity Cost Completion Observation
SANWS Port au Prince 12,000 sq. ft. $273,258.18 April 1982 The land belongs to the Seventh Day

(1000 MTs) Adventists. Orfice space, garage and

conference room constructed in same
building.

CHS Port au Prince 10,000 sq. ft. $193,000.00 May 1982 Land purchased by CWS ($34,000). Separate

(830 MTs) building for office space constructed.
CRS Port au Prince 12,000 sq. ft. To be Land granted to CRS by GOH.

(1000 MTs) terminated

February 1983
$229,968. 341/
Les Cayes 6,000 sq. ft. To be Land made available by the Bishop.
(500 MTs) terminated
March 1983

CARE Cap-Haitian 6,000 sq. ft. $ 90,000.00 Construction

(500 MTs) to start in

September 1982

1/ Based on actual experience, this amount will be insufficient.


http:90,000.00
http:229,968.34
http:193,000.00
http:273,258.18
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TABLE 4-3: TOTAL OUTREACH INVESTMENT IN TRUCKS

VOLAG MO. OF TRUCKS TOTAL EXPENDED
SAWS 3 $ 63,167.39
CARE 3 $ 93,995.08
CWS ] $ 26,892.42

1 pick up $ 6,385.64
CRS 3 $ 60,905.09

1 boat $ 22,371.40

TOTAL $273,706.93
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Before OQutreach, except for CARE which had 1ts own fleet of trucks, the
other PY0s were either using commercial trucking companies or relying on reci-
pients to prcvide their own transportation. Neither of these solutions is
acceptable in the Haitian context. Evervone we spoke with in Haiti, from the
World Food Program to individual food recipients, complained about the inade-
quacy of commercial transportation, particularly the lack of control that can
be brought to bear on these enterprises to ensure timely deliveries, recovery
of claims on losses, and the proper handling of food. The same problems occur
when the recipients are expected to furnish their own transport. Moreover,
food 1s sometimes diverted to pay for the deliveries when no other resources
are available.

Not only {s the provision of trucks under Outreach justified by improve-
ments in program quality but it is also a more cost-effective investment.
Based on actual expenses, a truck produces a net benefit of approximately
$8,000 during the first three years of operation as follows:l/

Input Output

Cost of a 10-ton truck $36,700
Maintenance & oferating costs at a rate of
$10,737 per year?/ $32,211
Work output - transportation of 1500 tons per truck
per year at an average cost of $16 per tonf/ $72,000
Salvage value at the end of three years € 5,000
TOTAL $68,911 $/77,000
Net Benefit $ 8,089

This cost anlaysis indicates that the Outreach investment in purchasing trucks
has produced a net benefit of $8,089 per truck or almost $2,700 per year.

-l/ Experfence nas shown that under the road conditions in Haiti and the
fntensity of wuse an the PY0s program, a truck has a three-year effective
service,

2 N e

€/ This fiaure 15 sased on SAJS recards and may e hignher than other PY(s
ducausi SAAG aperates througnout Hytsr rather than in g specific jeogra-
phic area,

3/ The averdge cont ol Sraasporsation per e rie ton oan Hatty 1q $16. Com-
T omercial traceing rates crry trom 514 0 SN geLeagig an the distance from

Port-au=/rince,  Uuring Hurricane A len 1n Vi, G20 anteh coordinated

the emerqency food distribution, pavs SO0 tor eacn g Ih. haa L4 hags
per metric ton), cautvalent o 317,50 - m ton. The wEP? reamburaes GNAPAM,
fts Harttan Soverament counterpart in charqge af togistics, the amount of
$4.00 per et ton, orf S0 perczent Lf the total cost of tnland transe
por<atinn,
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In addition to trucks, 4 jeeps have been provided to the PVOs under
Outreachl/. Because of the expense and irregularity of public transportation,
these jeeps have enabled field supervisors and inspectors to schedule more
frequent visits to project sites and, thereby, to improve commodity and pro-
gram management. The pick-up purchased by CWS is also used for field super-
vision part of the time.

4.2.3. Maintenance and Repair

Vehicle maintenance and repair {including down time, costs, and quality
control) is one of the major constraints to food delivery in Hafti. CARE esti-
mates that 20-30 percent down time is ¢bout average for its fleet of tru-ks.
In the specific case of SAWS, one of its trucks has been out of commission for
over 6 months. To help redress this problem, CARE has constructed a garage
facility as part of its central warehouse in Port-au-Prince with Title I funds,
The mechanics' salaries and trcining, spare parts, and equipment have been
provided by Outreach. As a result of this investment, in FY B2 the average
maintenance cost per vehicle decreased by close to 45 percent with further
reductions anticipated as the garage becomes fully operational and the mecha-
nics better trained. CARE also 1opes that, with better maintenance and re-
pafr, venicles will continue to operate more than the present 3-year average,

4.2.4, Program Expansion and Retargeting

The Cutreach Grants in Hafti are predicated on the assumption that PL 480
Title Il is5 a long-term investment and that program coverage si.ould expand
over time: warehouse construction w~as to accommodate an increasing volume of
food; an improved logictics system was & prerequisite to reaching larger
numbers of beneficiaries, many of whom were previously inaccessible to public
transportation. while program nxpansion was not an explicit objective of all
Cutreacn activities, in fact the programs of all toe PY0s did grow substan-
tially tatween FY 20 and FY 32, and in the case of CRS and CARE, geographic
targeting 1< take place,

The following table summarizes this growth in numbers of recipients:

£r 79 Fr 20 rv £l F1 82 Fy 33
CARE 226,500 257,000 275,300 292,735 325,500
CAS 71,500 71,3400 77,000 33,100 20,000
CRS 32,3500 22,300 113,125 123,540 120,590
SAWS 20,324 13,846 56,331 75,440 73,500

l/ The total valum of tne jneeps 15 340,362.92:

YOLAGE EHICLE TOTAL COST
CARE weep (1) $11,5d46.92
GRS Jewp L) 10,560,590
SAWS ey (2) 13,47%5,.0

TOTAL VI IELEMPRCN


http:5410,?62.92
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As seen from the above figures, CRS has expanded its program by over 60 per-
cent (48,500 participants) in less than 4 years. Likewise CARE over the same
period has grown by almost 456 percent or 100,000 recipients, although this
was more a continuation of an existing trend than a direct result of Qutreach.
Since SAWS began its Title Il program in Haiti with Outreach monies, 1its
current beneficiary level is directly attributable to OQutreach.

In addition to program expansion, CARE and CRS have attempted to direct
this growth to areas which they considered to be particularly vulnerable to
malnutrition and disasters. While the 1978 Mutrition Survey concluded that
there were ro significant statistical differences among rural geographic
areas in Haiti, a close examination of the data reveals that in fact the
Northern and Southern regions show the highest rates of stunting, 2nd and
3rd degree malnutrition, and concurrent wasting and stunting., A similar
nutition survey carried out 1in 1981 in the South, as mentioned earlier,
demonstrates that malnutrition levels have deterioriated even further over
the past 5 years. Tne Qutreach Grants have enabled CRS to extend its program
to the very poor departments of the South and Southwest fncluding Grand
Anse, Les Cayes, Jeremie and the Cayemite islands in the coastal zone. As a
direct result of Cureach, 28,000 new recipients have been reached in the
Jercnie area and 7,206 in Les Cayes. CRS now maintains an office in
Jeremie with a warehouse (rented), 2 vehicles, and a full-time staff person.
This is the first time that a PV0 has estahblished a branch office in such a
remote, needy and disaster-pronc arca. The warehouse construction in Cap-
Haitien, to be initiated in September 1982, will increase CARE's capacity by
S0 metric ton.. This will assist CARE to support more effectively the
111,206 beneficiaries to be served in 1983, approximately 35 percent of all
CARE recipients. The volume of food programmed for this Northern area has
fncreased from 3213.2 metric tons in FY 1J80 to 5233.5 metric tons projected
in FY 1483,

4,2.5 Ccordination

One unexpected outcome of Outreach in Haiti was to consolidate the
coordination of ?V0 activities which had been attempted 1in earlfer years,
particularly during disasters. The attached map shows the geographical dis-
tribution of each PYC's program outside of Port-av-Prince: CARE 1is in the
Nortnh and Northwest, (RS in the South and Southwest, and CWS in the Centra
reqgion and the Island of Gonave. SAWS 15 not limited to any specific area
but nas aqgreed to consult witn the ather PY0s 50 4% to avoid any duplication
of nffore.

At the same Sine, and largely due to 1 closer relationship spawned by
Qutreach, the Office of Private Yoluntary Cevelopment n the ALD Mission
hegqan tn take a1 role in reinfgrcing this collaboration. USAID organizes
monthly 2V0 weetings 1n conjunction with the wWorld Food Prograin ana takes
advantaqge of all appartunitines to bring the volags togetner. Cue to this
Interest on the part of HEAID, the number of PYD Grants (OPf3s) has qrown in
recent years.  The AID Mission in Haiti has alsa developed several unique
projects in the areas of farestry, public works, health and nutrition, and
education wnich integrate food commodities with other resources.
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_F_I§_URE 4-1: _TITLE II PROGRAM
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4,2.6 Disaster Preparedness

Over the past 10 years, Haiti has had three nationally declared disas-
ters as well as frequent flooding, drought and earthquake tremors. Until
the recently announced appointment of a GOH disaster coordinator, the inter-
national voluntary agencies, in conjunction with the Haitian Rea Cross,
have assumed responsibility for the management f disaster responses. Their
planning and implementation have been sevzrely constrained by limited storage
and transportatiun resources.

Qutreach has relieved much of this pressure on infrastructure in ful-
fillment of i1ts mandate to improve the disaster response capabilities of
the voluntary agencies. Ouireach grants have provided 46,000 sq. ft. of
storage capacity, including a 20 percent food reservql/, to enable the PVY0s
to respond rapidly and efficiently to natural disasters. Also the vehicles
purchased by the PV0s under Outreach will allow them to react immediately to
emergency situations instead of having to depend initially on commercial
transportacion. In the case of Hurricane Allen in August 1980, almost 3,000
tons of emnergency fouod were dispatched to 330,000 persons in the eight affected
zones by the PVOs and the WFP under CRS directina. CRS c¢laims that the 3
trucks funded with Qutreach monies were critical to cheir enhanced capability
to mobilize this coordinated relief effort.

4,3. Future Funding Options

As seen above, the most ‘mportant function of Outreach monies is to
support the storage and inland transportation costs of the Title Il program.
[t is generally expected that host governments would provide storage facili-
ties and inland transportation expanses with a view to eventual absorption
of the entire program into its own developmert plan and budget. In fact,
the Haitian government over the years has cuntributed reqularly to these
costs. In recent yeirs, however, due to increasing pressures ~n its own
resources, the GOH sha.e of the program has substantially diminished. Monthly
payments to PV0Os have either decreased or have remained constant despite
high levels of inflation, and for the past 18 mcnths port charges have not
been reimbursed as agreed. As of March 1980, the gasoline tax exemption for
PV0Os has been revoxed, thereby increasing the price of a gallon of gasoline
by 38 percent. In the case of CWS, for example, this means $8,000 additional
outlay for operating costs, the eauivalent of more than 75 percent of the
GOH contribution to inland transoortation. All these costs have been
gradually absorbed by Outreach grants, by tne PY0s' own resources, or by the
program participants. The bulk of future Outreach needs w~ill consist of
recurrent storage and transportation costs as well as vehicle replacement,
This is an ongoing commitment *hat {s essential to the functioning of a
Title [ program in Haiti,

l/ #hile the PY0s have a capacity to store a 20 percent emergency reserve,
only a 5 percent raserve has been authorized.
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Tha policy issue that emerges is whether Qutreach is the most appro-
priate source for financiny these recurrent and replacement expenses. On
the one hand, a considerable investment has already been made in providing
increased storage space and transportation carrying capacity as well as
improved efficiency, and it would be penny wise and pound foolish to renege
on this commitment for the relatively small amounts of money involved.1/ On
the othcr hand, Outreach crite~ a, as contained in the project amendment.,
make i1t more difficult to defend the funding of ongoing expenses for extended
periods of time since these are assumed to be the responsibility of the host
government.

Several options have been proposed, each with liabilities of its own.
Funding for logistical support to the Title Il program appears to be a rea-
sonable use of Tit'~ I funds, particularly as these mcnies are viewed as
coming out of the government's own coffers. Whether the Title II program
would be given a high enough priority by USAID or tho government to be eligible
for Title I funding is uncertain, although USAID indicated that this might
be feasiole with enough forward planning. The PVOs, however, view Title I
as an insecure funding mechanism in contrast to Qutreach which they feel has
been most responsive to their nceds. Given the current rice glut in Haiti,
$9 million worth of rice has not been sold vet this year, meaning that the
local currencies from these sales have not yet been generated, PVOs are
reluctant to jeopardize their programs by reliance on what they believe to
be a less than reliable source.

Another possibility is working trrough the Government's own transport-
ation agency, ONAPAM, wnhich provides the logistic support for the World Food
Program. Currently, ONAPAM is in difficult straits with only 1 truck out of
5 oper~+ional and lacking sufficient money to pay for repairs. ONAPAM would
require considerable strengthening before it could meet even its own mandate,
not to mention that of the PVOs. Whether such an investment in institution
building is worthwhile from a development and disaster relief perspective
needs careful examination. PVY0s are also extremely reluctant to work too
closely with the government in Haiti.

Alternatively, program participants could be asked to increase their
contribution to cover logistic support costs. As a .esult of the Outreach
grants, the PY0s deliver more of the food directly to racipients who were
praviously required to arrange and pay for their own transportation. CRS now
trucks all commodities from its regional warenouses to end users, collecting
30¢ for 2ach »aq - 20¢ for transport and 10¢ for the bags. CARE makes deli-
veries to aublic institutions while private organizations must handle their

i/ For exampla, Outreach finances about 13% of CARE's support costs for the
Title Il orogram ana 25% of CWS' recurrent inlana transportation expenses.
dn the 2tner hand, in the case of SAWS, where Cutreach funding was criti-
cal to the starsup of the Title [ orugram, bdetween 41% ana 72% of SAWS'
total operational and administrative costs {deoending on the year), are
covered oy Jutreach,
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own transportation needs. CWS services the most distant and needy while the
other beneficiaries provide their own transport; these beneficiaries are
reimbursed approximately 10 to 25¢ per bag by CWS, deperding on quantitics
supplied and dictance traveled. SAWS subsidizes 50 percent of transport costs
for those outside of a 20-mile radius cf Port-au-Prince. CRS is, thus, the
only PVO that charges for transportation. All the PV0Os require the return of
the containers which they then sell to cover a part of the operating expenses.

These receipts can be a valuable source of income to reduce dependency
on Outreach funds for inland transportation. In the case of CRS, 20¢ per bag
adds up to 38.80 per ton of food, equivalent to more than half the value of
regular commercial trucking rates (316 - $17/ton).l/ Nevertheless, whether
program participants can realistically be expected to bear thase expenses is
an open question. The Schonl Feeding evaluatien presents evidence which
raises doubts about such an approach. It was found that 17 percent of School
Feeding commodities were be1ng used for extra- -program purchases or the equi-
valent of about 22 percent or the total value of the FY 80 program. / The
largest losses were attributed to in-kind payments for operating costs. We
presume that 2 nefty part of this amount was for transportation costs. If
program recipients were requirad to contribute to transportation in addition
to other already burdensome financial obl1gat1ons /, this may result in an
even larger diversion of food.

Finally, PV0s could also be encouragad to seel funding from other inter-
national dorors or their own constituents. CRS, for example, feels confident
that it could obtain food aid and logistics support ($25/ton) from the Euro-
pean Community if Qutreach money were discontinued. On the other hand, CWS
was receiving $10-15,000 per year -om the German Protestant Central Agency
for transportation and storac: . “ood for La Gonave. This assistance ended
last December, and CWS is contemplating the recuction of its La Gonave program
if additional funding is not identified shcrtly. Moreover, CWS supporters
contrituled last year the $34,000 required to purchase land for the new
warehouse when the GOH donated space dia not materialize. In addition, CWS
as well as the other PY0s already contribute substantial amounts of their own
dollars to the Title Il program. Since 1978, the Seventh Day Adventists have
provided over $370,000, and close to 30 percent of all administrative and
operational costis will be covered by CARE in FY 1983. [t may be overly opti-
mistic to expect other donors, parent organizations or individual constituents
to finance these recurrent logistic support costs.

Whatever the funding instrumantality, Outreach has made a valuable con-
tribution to the food distribution work of PVOs in Haiti. The capital outiays
2xpended as well as the collaboration that has developed among the ?V0s and
With USAID should be maintained at all costs. At the same time, attention
should be given to imoroving the design of these feeding programs.

l/ The World Food Program «i11 pay 4p to 517 per metric ton for transportation.
E/ Catten, 00, cit., pp. i2-14.

3/ The average fee per yeir to supoort a Scnool Cantine is 33.20 per child.
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4.4, Program Improvement

One of the basic logistical requirements for carrying out a PL 480 Title -
[l program is the establishment and implementation of standards and ragula-
tions for~ the handling of the food during warehousing, inland transportation
and distribution. This includes specific .nstructions for unloading, stack-
ing, invencory controls, food conservation, and dispatching. In the same
manner, guidelines should be developed for the handling and aistribution of
the food commodities at the project site, for example, the preparation of
family food packages, selection of recipients, and reporting. Program manage-
ment also requires staff to work with beneficiaries in nutrition/health
education, food demonstrations, and home visitation. Unless an institutional
infrastructure of trained personnel, i.e., warehouse managers, accountants,
drivers, field inspectors, supervisors, etc., is in place, the capital invest-
ment provided under OQutreach wiil fall short of anticipated objectives.
These factors should be considered when reviewing future Outreach proposals.

Similarly, the nutritional impdct of the program can be improved through
more effective targeting. Given the high mortality and malnutrition rates
during the early years of 1ife in Haiti, every effort should be made to try
and reach those children most at risk. While many primary school children
are also malnourished, the School Feeding program is not structured as a
nutrition intervention. The voluntary agencies running the program contend
that the primary purpose is educational - increased and regular attendance -
not nutritional. If reducing malnutrition is tc bé a major objective of the
PL 480 Title II program in Haiti, School Feeding, as recommended in the
evaluation, should be designed in order to have .ore impact on nutritional
status. More resources could also be spent on MCH nroarams than the meager
amounts currently programmed.l/

Although there is already some interaction with various government and
private nutrition rehabilitition centers, there is room for much closer colla-
boration and program improvement. A recent survey of PVO food distribution
activities was conducted in preparation for the rural health delivery project.
The study concluded that "in general, MCH feeding programs suffer from a lack
of clear priorities and policies beyond a basic 'feeding hungry children'.
The development of a coherent national nutrition program, in which supplemen-
tary feeding plays an integral role, will call for tighter control and clearer
guide]ines.ﬂi/ Program e'igibility, graduation and referral criteria need to

i/ For FY 1982, the major Title II program categories are broken down as

follows:

Program Category Recipients (%) Metric Tons (%) Dollar Value (%)
School Feeding 70.4 57.0 58.2

Food far Work 13.8 24.0 22.1
Material Child Health 9.1 9.0 11.8

2/ An Analysis of the Bureau of Nutrition: Nutrition Improsement Efforts in
the National Context, Port-au-Prince, November 28, 1981.



be standardized and more clearly defined. Outreach funds (enrichment) couid
be used for program improvement in order to stimulate more effective targeting.
Given the pervasive nutritional need in Haiti and the limited transportation
infrastructure, targeting within existing programs are as important and may
be more cost effective than expansion to outlying geographic areas.

With or without Outreach funds, however, the implementing agencies
should be encouraged to retarget and integrate their programs more effective-
ly. One of the justifications for a large school feeding program has been
the lack of availability of a ready infrastructure for food distribution to
the most vulnerable groups. The rural health delivery project, with AID
support, is assisting the GOH to change its emphasis away from intensive
rehabilitation of severely malnourished children, which was judged too costly
for nat® .nwide replication, to a program of nutritional surveillance in
order to prevent malnutrition in the very young. In the Southern region of
the country, CRS is providing food for the first time this year to these
rural health dispensaries. The CARE community integrated Nutriticn and
Education Centers (CINEC) are also being used to reach malnourished children
in remote areas. CARE is building 96 preschool centers in conjunction with
the GOH primary school system. Food distribution, accompanied by nutritional
and medical surveillance, is an integral part of the educational program to
prepare the rucal Haitian child to enter primary school. As other health
centers are opened in the North or the Central areas of the country and more
pre-school centers are constructed, there will be opportunities for program
strengthening and further collaboration between the GOH and the voluntary
agencies.
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Appendix 4-A
PVO Program Summaries

CARE
CRS
SAWS
CWS
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CARE

Objectives:

FY 80-82: To provide for the operation and maintenance of CARE's new trans-
portation outreach system and for the training of additional mechanics

and truck drivers.

FY 82-84: To maintain and improve CARE's current PL 480 storage and delivery
system to accommodate the program expansion envisioned over the next few

years.

Accomplishments:

Program Expansion: 35,735 beneficiaries between FY 80 and FY 82.
(See attached table)

Increased Warehouse Capacity: 6,000 sq. feet to be completed by June, 1983.
(See attached map)

Enhanced Transport Carrying Capacity: 3 (10-ton) diesel trucks,
1 (4-wheel) drive passenger jeep

Reduction in maintenance costs: 45% (see attached table).

Expenditures to Date (from 7/1/79 thru 6/30/82)

Personnel $ 22,351.23
Maintenance and Repai. = 58,028.67
Operation of commodities 205.90
Personnel Training -0-

New York Overhead (7.42%) 5,979.45
Vehicle Purchases 105,582.00

TOTAL $187,147.25

Completion Date: September 30, 1984,

For FY 1983, $145,254 is provided for warehouse construction and vehicle
maintenance and 3$104,924 for the purchase of trucks and vehicle maintenance.

Operational and Adminjstrative Costs (FY 1983) of Title Il Program by Source

Dollars Percent (rounded)
CARE $ 157,507 29
GOH 178,640%* 33
Title | 96,000 13
Cutreach 97,680** 18
Empty Container Funds 3 12,000 2

541,827 100%

* Includes lease values of premises donated by GOH amounting to $34,640.
**x Does not include 3156,000 for warenouse construction and vehicle purchases.


http:187,147.25
http:105,582.00
http:5,979.45
http:58,028.67
http:22,351.23

Table 4-4; CARE-HAITI - PL 480 TITLE II

PROGRAM EXPANSICN

1976-1985

Total Program School Feeding MCH - Feeding
YEAR BENEFICIARIES % INCREASE BENEFICIARIES % INCREASE BENEFICIARIES % INCREASE
1976 128,700 96,760 7,000
1977 163,500 27% 104,000 5.3% 8,500 21.4%
1978 183,800 12.4% 110,000 5.8% 15,000 76.5%
1979 226,500 23.2% 140,000 27.3% 19,000 26.6%
1980 257,000 13.5% 170,000 21.4% 22,000 15.8%
1981 275,000 7% 193,000 13.5% 27,200 23.6%
1982 292,735 6.4% 203,000 5.2% 33,950 24.8%
1983 326,500 11.5% 226,000 11.3% 35,000 3.1%
1984 359,150 10% 248,600 10% 38,500 10%

1985 395,065 102 273,460 10% 42,350 10%



FIGURE 4-2 : CARE - HUAITI FEUDING PRUGRAMME
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Table 4-5: CARE - Reduction in Maintenance Costs*,**

FY 1981
No. of vehicles 45
Cost of vehicle maintenance $187,208
Average maintenance cost/vehicle in 1981 $ 4,160
FY 1982
No. of vehicles 54
Cost of vehicle maintenance $159,119
Average maintenance cost/vehicle in 1982 $ 2,946
- inflation 15% - 441

Comparable maintenance cost/vehicle in 1982 § 2,504

* Includes spare parts, tires, labor and repair in outside qarage; does not
include salaries of CARE garage mechanics.

** CARE garage was 30-40% completed in FY '81 and 75% equipped in FY 1982,
Hydraulic 1ift and welding equipment were introduced in FY 1982.
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Catholic Relief Services (CRS)
Objectives:

1. To expand the Title Il coverage to reach needy areas in the Southwest,
the islands of Les Cayemittes and the extremely poor communities in the
coastal zones, never before reached by any food program (see attached
map and table).

2. To increase and improve warehousing facilities with sufficient capacity
to meet reqular program requirements and for the warehousing of a 20%
operating reserve.

3. To increase and improve inland tra.sportation facilities.

4, To strengthen program supervision and control.

Accomplishments:

The number of recipients were increased from 82,000 before OQutreach to
125,000 during 1982 (57% increase) in hard to reach areas of Les Cayes,
Jeremie and Cayemite Isiands in the Southwest (see attached map and tgakie).
The construction of a 12,000 sq. ft. warehouse was initiated in June 1982.

A 6,000 sq. ft. reqional warehouse will be constructed in Les Cayes during
the current year.

Expenditures to Date (frow Auqust 1979 thru July 1982)

Actual Expenses

1) Procurement of transportation equipment
including 3 trucks, 1 bcat and 1 jeep $ 95,476.50

2) Commodity storage costs, including con-
struction of warchouses, 1/ purchase of wood
pallets, and renting of storige space. 55,180.26

3) Commodity administration costs, including
rentina of office space, saliries,

supplins and ecuioment. 23,339.01
TOTAL $173,055.77
Balance (as »of July 13932) §222,664.23

complerion Date: Seotember 1982

[t is 2x¢pectad <hat upon completion of the warenouses 1n February/March
1983, Cutroacn cocomiiment wil] terminate,

l/ The warenguse construction is now in process.


http:S222,664.23
http:S179,Q.i1
http:23,339.01
http:55,180.26
http:95,476.50
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Table 4-6: CRS Program Expansion

PL 480 Title Il Food Program

Approved Beneficiaries 1979 1980 1981 1982 1983

MCH-Preschool 10,000 12,000 11,000 13,000 15,000
School Feeding 52,000 57,000 91,125 97,000 102,000
FFW Adult Training 3,800 3,700 5,000 2,500 2,500
FFW Comm. Works 15,200 14,800 10,000 10,000 11,000
Institucions 1,000 1,000 1,000 1,000 --

TOTAL 82,000 88,500 118,125 123,500 130,500
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Seventh Day Adventist World Service (SAWS)

Objectives:

To develop health committees at the community level for identifying people
in need of food assistance.

To extend the services of Title II food to needy people previously unreached
by the program.

To provide adequate storage facilities and establish appropriate inland
transportation and food delivery systems.

Accomplishments:

50 health committees have been organized, trained and are functioning.
73,500 recipients are currently participating in the Title Il program.
(See attached table.)

A 12,000 sq. ft. warehouse was completed in April 1982,

Two 10-ton trucks have been purchased for the inland transportation of food
commodities. Each truck has a carrying capacity of 1,500 metric tons of food

per year.

Two jeeps have been purchased for program supervision and control.

Expenditures to Date: (From June 15, 1979 thru June 30, 1982)

Warehouse construction § 273,258.18
Procurement of vehicles 81,953.95
Warehousing operation expenseql/ 127,313.89
Vehicle maintenance & operation expensesl/ 139,730.82
TOTAL § 633,428.18
Balance (as of July 1982) S 55,271.82%/

i/ Includes salaries of warenouse personnel, drivers and nelpers, etc.

E/ Funas sufficient to meet Outreach programmed expenses th-qgugh the esti-
mated compietion data, Cctober 31, 1982,


http:633,428.18
http:139,730.82
http:127,313.89
http:81,953.95
http:273,258.18
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Operational and Administrative Costs of Title Il Program by Source

1st Year 2nd Year 3rd Year
SANS&/ § 92,250.00 (59%) $ 43,000.00 (28%) ¥ 60,000.00 (35%)
Qutreach 61,913.65 (41%) 107,111.68 (72%) 110,144.07 (65%)

$154,163.65 $150,111.68 $17(,144,07

1/ SAWS receives its funds from SAWS International, the International
Division of SDA, and the French Haitian Union of SDA.


http:17(,144.07
http:150,111.68
http:154,163.65
http:110,144.07
http:107,111.68
http:61,913.65
http:60,000.00
http:43,000.00
http:92,250.00

Year
1979
1980
1981

1982

Table 4.7:

Number of

Recigients

25,000
50,000
66,500

73,500
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ZL}ncrease

100

266

294

SAWS PROGRAM INCREASE AS KESULT OF OUTREACH

Metric Tons

1,216.8

3,554.0

3,759.7

4,050.2

$ Value (000)

375

974.3

1,409.3

1,212.4
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Church World Service (CWS)
Objectives:
1. To 1increase ration size for MCH and School Feeding programs.
2. To provide an adequate logistics system as part of the Haitian disaster

preparedness network.

Accomplishments:

Program Expansion: 11,300 beneficiaries between FY 'S0 and FY '82
(See attached table),

Increased Wareiouse Capacity: 7,000 sq. ft. Completed in April 1982.
Enhanced Transport Carrying Capacity:
1 (9-ton) diesel truck

1 (diesel pick-up)

Expenditures to Date: (from October 1977 thru March 1982)

Warehuuse Construction and Supplies $199,330.67
Inland Transport (mainland) 17,387.77
Inland Freight (La Gonave) 9,019.26
Vehicle Operation and Repair 2,439.61
Operation, Control and Maintenance of Commodities 13,867.86
Purchase of Vehicles 33,278.06
TOTAL $275,233.13

Balance (as of March 1982) § 53,736.87

Completion Date: September 30, 1982.

Unfunded extension of one year to Septemher 20, 1983 requested.


http:53,736.87
http:275,233.13
http:33,278.06
http:13,867.86
http:2,439.61
http:9,019.26
http:17,387.77
http:199,330.67
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Table 4-8: Inland Transport Costs (FY 80-82) by Source

Dollars Percent (rounded)
CWS/SCH $ 6,000 (21)
Qutreach , 7,000* (25)
GOH 11,400 (40)
Recipients' contribution 4,000 (14)
$ 28,400 100%

* Does not include capital costs of trucks valued at $35,100.



Beneficiary Levels

FY 1979

FY 19F)

FY 1981

FY 1982

FY 1983

TABLE 4-9: CWS - Program Expansion ~ Title Il Program

MCH

12,300

12,300

13,500

14,000

12,500

SF

44,000

48,000

52,000

§7.600

60,000

FFW
17,500

11,500

11,500

11,500

7,500

Total

74,800

71,800

77,000

83,100

80,000
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5. CASE STUDIES: RWANDA/CRS, RWANDA/SAWS, UPPER VOLTA/CRS AND BURUNDI/CRS

5.1. RWANDA/Catholic Relief Services
5.1.1. Dates and Size of Grant:

The proposal for an Outreach Grant was submitted by CRS in August 1979
and signed in October 1979 for the period October 1, 1979 through December
31, 1980. The approved budget was $80,000. There were three subsequent
additions and the final cumulative Grant total was $131,472.

£.1.2. Objectives:

(1) Increase program coverage of pregnant and lactating women, children
of pre-school age, and school age children by twenty percent over the
life of this grant. This represents 15,000 people in the most vulnerable
categories.

(2) A pre-requisite to the expansion of the food program is the in=-
crease in warehouse storage facilities. Since no warehouse space 1is
available tc rent, new facilities must be constructed.

(3) An end-use checker must be hired and provided with transportation
to ensure an appropriate control.

5.1.3. Project Comoonents:

The major item in the budjet was the construction of a new warehouse.
There was also money for renovation of an old warehouse and for pallets.
Support to an end-use checker was provided, including a new vehicle and
operating expenses, and salary.

5.1.4., Fulfillment of Objectives:

By the end of the Grant period a warehouse had been constructed and
the increase in beneficiaries had achieved 97% of the objective. Within six
months after the Grant period, the number of beneficiaries had surpassed the
goals. Contrcl of commodity distribution was improved by the addition of an
end-use checker and a vehicle and a new system introduced to avoid stock
disruptions.

5.2. RWANDA/Seventh Day Adventist World Service
5.2.1. Dates and Size of Grant:

A project proposal was submitted by SAWS in 1979, amended and approved
for a four year period from August 1980 through July 1984. The total amount
obligated was 3%397,137.
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5.2.2. Objectives:

(1) To initiate a PL 480 Title Il program in Rwanda consisting of
school feeding, food for work, and general relief.

(2) To expand Title II activities to at least 14,000 additional reci-
pients in the first year, with expectations of reaching up to 30,000

in three years.
5.2.3. Project Components:

The Grant was awarded to support the start-up and operating costs of
a Title II program: the purchase and operating costs of vehicle for trans-
porting commodities, warehouse rental and construction, and commodity manage-
ment expenses.

5.2.4, Fulfillment of Objectives:

By the end of FY '81, the SAWS Title II Food for Work, school feeding
and general relief programs were well underway and projected recipient levels
had been reached.

5.3. UPPER VOLTA/Catholic Relief Services
5.3.1. Dates and Size of the Grant:

The project proposal was submitted by Catholic Relief Services in
January 1979. The Grant was approved for two years from October 1979 through
September 1981 for a total of $674,915. Subsequent Project Amendments
increased the first two year funding to $857,698 and extended the Grant
through June 1982, adding an additional $408,000.

5.3.2. Objectives:

(1) To increase the number of recipients reached by the CRS/Upper Volta
Food and Nutrition Program by 63.6% in two years.

(2) To improve the CRS/Upper Volta logistical and administrative con-
trol system to the level where no centers suffer from stock disruption
or incompletion by the last 6 months of FY 1981, and where there is a
98% record of accountability on all food shipments.

5.3.3. Project Components:

In order to achieve the objectives, funding was sought to help finance
the storage, management and distribution of commodities, and to improve the
administration of the program. The Qutreach proposal was submitted at a time
wnen transportation costs had increased significantly aver the preceding yeers
and the Upper Yolta government was experiencing a financial crisis. Thus,
With the planned increase in recipients, combined with escalating costs «nd
the reduced ability of the Upper Yolta government to contribute the necessary
transport and warehousing, as they had previously, it was necessary to s2ek
Qutreach support.
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The largest item in the Grant was for transporting the commodities.
Outreach subsidized the charges outside a radius of 100 kilometers from the
central warehouses, enabling centers to participate what otherwise would
have been excluded because of prohibitively high transportation costs. The
second largest item was warehousing. Because of the large increase in volume,
the warehousing provided by the government, was no longer adequate. Qutreach
was to help improve administrative control by funding the additional local
staff that were required to improve commodity management and accountability,
and the necessary vehicles, operating costs and office equipment.

Additional monies had to be put into the Grant in during the second
year of funding largely because of a more than 35% increase in the cost of
transport during FY 1980. Other unanticipated costs included the purchase of
U.S. vehicles rather than less costly loccl vehicles and expensive repackaging
of damaged commodities.

5.3.4, Fulfillment of Objectives:

By the end of 1981, the Upper Volta project had increased recipient
levels by 62%. Improvements were made in warehousing technigues, warehouse
management, distribution and accounting of commodities, and reducing stock
disruptions. A 98% level of accountability was achiaved.

5.4, BURUNDI/Catholic Relief Services
5.4.1. Dates and Size of Grant:

The first proposal for an Outreach Grant was submitted in November
1978. The original proposal was substantially revised and a three year Grant
was signed in March 1980. The project was subsequently amended and the
dispersement of monies began in March 1981 when the Amendment was signed.
The approved budget for the three year Grant was £601,730.

5.4,2. Objectives:

The purpose of the Outreach Grant is to assist CRS/Burundi in expanding
the Title [I foad aid program to reach the most vulnerable and poorest groups
in tne Maternal-Child Health catagory through an effective food and nutrition
program. At the outset of the Grant, the CRS/Burundi MCH program was geared
to reach 15,000 children in 32 prescnool centers throughout 2urundi. Specific
Grant objectives call {or CRS to expand its program oy:

(1) [Increasing enrollment at existing centars...; doubling the number
of enrolled children;

(2) Including 25,000 mothers as racipients for the first time;
(3) Expanding operations througnout the country to areas where grzatest

priority exists for nealtn care and nutricion interventiwi...;
initiating five new centers per year during 1981, 1382 and 1983;
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(4) Utilizing the CRS/Africa Growth Surveillance System at all program
centers;

(5) Promoting the implementation of the MCH program as a contractual
assistance to families which accept the corresponding child growth
obligations.

5.4.3. Project components:

Close to half of the Grant was budgeted to suport commodity transport
costs. Several new vehicles were to be purchased and operated under Qutreach
to enable the MCH supervisors to visit the centers more frequently and assist
with improving the program, and tne end-use checkers to more closely oversee
the commodity distribution. Salaries for end-use checkers, drivers, and a
commodity manager were included, as well as some storage and commodity manage-
ment costs.

5.4.4. Fulfillment of Objectives:

By the end of the first quarter of 1982, expanding enrollment efforts
had achieved nearly 100% of the period goal for children and nearly half of
the goal for mothers. The program had been introduced into two new centers
although three centers had been phased out. However, the combined enrollment
in the new centers was greater then those that had been closed. The Growth
Surveillence System had been introduced into all MCH centers and close super=
vision had helped to improve the program resulting in increasing parents’
understanding cf their cbligation.

5.5. Selected Outcomes
5.5.1. Distribution

A1l of the projects cast their primary objective in terms of reaching
inceased numbers of recipients and all achieved, or came close to achieving
their quantitative targets. The evaluation team was not able to study the
characteristics of the new recipients or determine their relative need in
terms of poverty or nutritional status. However, in an attempt to analyse
the way in wnich Outreach affected the capability of the PY0s to reach out,
the team compared the geoqraphic distribution of the Title [l programs before
anid after Qutreacn., (See Appendix 5-A)

An analysis o) approximitaly 75% of the MCH centers in the Burundi/CRS
program found that among those centers there was a significant shift outward
the year after Qutreach began. Tne “centroid" (total ton-kilometars of food
transported, divided by the tatal tonnace of food transported) was 117 kilo-
meters from the central warenouse in 7Y 1981 and 132 <ilometers in FY 1983,
representing aoout a 2% increase.  This resulted from the combination of
large incr=ases in recipients attending 2x<isting centers n tne most remote
areas, compared with smaller incredses in clasar centers, and the establisha
ment 297 several new centers in more distant areas. Tne Outreach Grant sup-
ported ccmmodity movement Costs, making tnhnis snift possible,
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A study of the school feeding program in Upper Volta found that there
was a large increase in participating schools outside 100 kilometers from the
central warehouse, fur which Outreach subsidized the transport. Using a
straight 1ine distance (which underestimates the actual distance by 20% to
30%), the data show a 10.8% increase in recipients beyond a 100 kilometer
radius from the warehouse in Ouagadougou and a 9% increase outside 100 kilo-
meters from the Bobo-Dioulasso warehouse. Although there was a far greater
propcrtionate increase in recipients within 100 kilometers from Ouagadouaou
and Bobo-Dioulasso -- 71% and 28.9% respectively -- the team did nut have
information on the number of existing schools before and after the introduc-
tion of Outreach and therefore cnuld not ascertain the proportion of schools
served. Outreach did make it possible to reach more outlying schools (and
the numbers would be incre.sed if the actual, rather than the straight line
distance were used). Moreover, nothing is known about the degree of "need"
among recipients. It may be that a greater proportion of the "needy" were
located closer to the central warehouses.

In the Rwanda/CRS MCH program, an analysis of more than three-fourths
of the centers, representing 80% of the recipients, found that the distance
between the centroid and the central warehouse did not change very much after
Outreach. It was 75 kilometers in 1980 and 72 kilometers in 1982. However,
the Oucreazh Grant did not subsidize transportation costs in this proygram.
Outreach financed the construction of a new warehruse which enab'ed the prc-
gram to serve a greater number of recipients but dia nat support extension
into more costly to serve communities.

The Rwanda/SAWS Title Il program, in which transportation of the com-
modities is subsidized by Outreach, was established ir an area about 200
kilometer< from Xigali where the central warehouse is located.

5.5.7. Commodity Movement

The transport of food commodities from the central warehouses to the
centers, schools, and other inland destinations presents a large cost to the
PVO. For example, in Upper Volta these costs in 1981 accounted for slightly
less than 60 per cent of the CRS Outreach budget. In terms of the total
operating budget for Title Il (though we are not quite sure of the exact
amount), we would probably find inland transport costs accounting for up to
50 per cent. A small percentace reduction in inland transportation costs
therefore has the potential to produce significant savings.

In Upper ‘Yolta, the PY0 has achiaved substantial savings in transport
costs by managing and coordinating the transpor: Jperations that were for-
merly largely handiad by the individual scheols and centers. This was made
possiole by tunds provided under tne Qutreach Grant which included niring
additional aaministrative stacf.

At prasant, commercial trucking transports the food witn CRS acting as
the central aqent. CRS sets both the maximum orice of 22 CFA (about 3.09)
per ton-<ilometar for the food transport, and consolidates the many small
shipments of food that go to indiviaual centers into fewer larger, and there-
fare cneaper to transport snipments.



-69-

The maximum price of 32 CFA per ton-kilometer paid by CRS to the
truckers is well below the maximum rate of 42 CFA (about $.12) set by the
Government and the rates charged by truckers for non-CRS shipments (See
Appendix 5-B). If the schools and centers were to arrange for their own
transport with these truckers, they would certainly not pay less than the
Government rate. One can conclude, therefore, that the CRS management of the
food transport results in a saving of at least 10 CFA per ton-kilometer.

In all likelihood the small centers would pay more than the Government
rates. One important reason is that the individual centers do not have the
bargaining power that & large organization such as CRS has. CRS can give
the truckers thousands of tons of business (20,000 tons in 1981), whereas
the small center cannot., Furthermore, CRS can arrange for a trucker to
service several proximate centers at the same time. Thus, the shipments can
move in large 30-ton payload trucks that are less expensive to operate than
small trucks.

It may seem unreasonable that truckers would transport the food com-
modities at rates that are less than the officially published Government
rates. This is especially true since this rate is quite low relative to
Africar. standards. (In Mauritania, for example, truckers charge about $.20
for transport of food commodities.) One reason that a trucker may accept
the low rate is that he is from the region where the food is needed. He may
therefore be looking for a backhaul to carry from a large city, such as
Ouagadougou, to his region. Such truckers are willing of course, to carry
backhauls at below normal rates. Another reason may be that these local
truckers create goodwill with the people in their region by carrying commo-
dities that are destined for children at the local health centers and schools.
Finally, many truckers may get psychic satisfaction from assisting the humani-
tarian work of the PV0Os.

There is evidence that some centers and schools are difficult to serve
because 0" the low price uffered to the truckers. Actual vehicle operating
costs over the bad roads in remote regions of Upper Yolta are well above the
freignt rate offered by CRS. Though truckers willing to carry the food at
such lov rates are sometimes difficult to find, CRS can offer a trucker
incentives by awarding him with an extra profitable route if he is willing
to take a loss on the bad route. Making such arrangements take considerable
management time, of course. CRS5 is therefore considering purchasing a few
trucks for their own use that can be used to sarvice areas that are especially
aifticult to reach,

[f we assume that the total tonnage of food transported during a year
is aoout 20,000 tons, that the average over-the-road transport distance is
142 xms, and that the saving in transport cost is 5.03 per ton-kilometer, it
follows that the total saving from tne better manaqgement of transport is at
least 335,200, Thesa savings are, of coursa, only approximate, but give a
agod indication of the suostantial weconomies that can be attributed to the
trainsport coordination made possible by the Outreach Grant.
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CRS Burundi is somewhat of a different case since their operations were
already managed by a single commercial transport company prior to the start
of OQutreach. Therefore, their transport was already partially rationalized
prior to the Outreach Grant since the commercial transport company could
consolidate the many small shipments to individual centers.

At this time the PY0 plays a passive role in the transport of food,
and delegatas the transport function to the commercial truckers. Service by
the trucking company is good and supervision by CRS absorbs a minimum of
scarce manpower. The rates charged for this service are about $.50 per ton-
kilometer which is high by comparison with Upper Volta (about 3.10) and
Mauritania (about $%.20). However, the team was not able %o get information
on other commercial rates in Burundi.

CRS Burundi might be able to reduce transport ccsts by taking a more
active role in managing the transport operation, for example, by actively
soliciting bids for transport rather than dealing sole-source. Another
alternative might be for CRS to operate its own truc-fleet to transport all
or part of the food. Additional <taff, possibly funded under OQutreach,
would probably be needed. However, that might not be realistic considering
the constraint imposed on the PY0O by the political and economic environment
in Burundi.

5.5.3. Accountability

Before the 0G provided the PVOs with the staff and vehicles enabling
them to monitur, less timely information was available on the disposition of
food and on the status of food inventories at the centers. Therefore, food
could be lost during the trip from the warehouse to the center without the
PVO's knowledge. And, food could be improperly aisposed of at the center.
Finally, those centers with poor administrative capability would, at times,
fail to reorder food in time, resulting in stock-outs and interruptions.
Though no empirical data are available, such interruptions in the food supply
are believed tc have an unfavorable effect on attendance.

With the meanc provided by Outreach funding, the improved monitoring
capability has increased the accountability of food usage at the program
centers, and has enabled better planning of food deliveries through better
documentation of deliveries, consumption rates, and center inventories.

Quantification of the benerits resulting from the better monitoring is
sparse, Some informaticn is available from Upper Yolta, however, where CRS
claims a 98% accountalility on all commodity shipments. Before the Outreach
Grant made possible the hiring of several end-use checkers and food clerks,
and provided <transportation, we were told the accountability was iower.

5.5.4, Warenousing

Construcsion of warenouses through an Outreach Grant obviousiy raduced
the recurring casts of progranr operations Dby the amount of the warehouse
rent. [n addition, consolidation of several smali and dispersed rented
warehousas into a singie large warenouse, as was done in Rwanda/CRS, and as



-71-

will be dane for Rwanda/SAWS and Upper Volta/CRS, will reduce operating costs
in several ways. Fewer guards will be required and warehouse management and
handling will become c¢neaper because of the consolidated storage area. The
location of one of the new warehouses in Upper Volta will be more convenient
to the railhead, increasing the efficiency with which commodities can be
transferred. The benefits of owning warehousing allows the PVO to plan ahead
with assurance of adequate commodity storage capacity, rather than being
dependent on the availability of leased space.

In 1982, CRS in Upper Volta must pay soimewhat less than $100,000 for
12,000 MT storage capacity (rental, warehouse Jperation, and secondary trans-
port charges together total $100,000). Rental charges are increasing at an
estimated 15% to 25% per year. The planned construction of a new 12,000 MT
warehouse is budgeted at $800,000 in the new OQutreach Grant. It is estimaied
that these construction costs will be amortized within six years.

In Rwanda, SAWS is building a warehouse. The new warehouse will have a
capacity of 500 MT and is expected to cost $132,000. At present, SAWS fis
leasing a 300 MT warehouse for $16,000 per annum. At that rate it would cost
$26,665 to rent a 500 MT warehouse. With no escalation in rental costs, the
payback period would be about 5 years.
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Appendix 5-A Effect of Outreach on the Geographic
Expansion of Title II Programs

1. Upper Volta: Effect on Outreach on Geographic
Expansion of School Feeding Program services

Table 5-1 shows the number of students served dy the CRS schcol feeding
program in the year prior to and just after the Oucreach Grant. The data are
presented by Sous-Prefecture (Municipality) and show the geographic cispersion
of the school feeding program in Upper Volta before and after the 0G. Also
shown is the kilometer distance (straight line) between each sous-prefecture
and its central warehouse (Ouagodougou or Bobo-Dioulasso). Using straight
1ine rather than actual distance wii! cause us to underastimate (by 20 to 30
por cent) the ton-kilometers of food transported before and after Outreach.
But the percentage difference in ton-kilometers, a more important indicator
of tae change in cost of transporting the food will, of course, stay the same
whether we use straight line or actual distance.

Analysis of these data show that, overall, the number of students served
increased from 133,280 in the year prior to the 0G to 66,029 in the year
after, representing an increase of 25 per cent. Although there was a large
increase in schools outside 100 kilometers for which Outreach subsidized the
transport, the greatest increase occurred in those municipalities located
within 100 kilometers of the central warehouse. For the Bobo-Dioulasso ware-
house, the number of students served within a 100 kilometer radius increased
from 12,103 before the 0G to 25,873 after the 0G, a 71 per cent increase.
Beyond the 100 kilnmeter radius, the number of students served increased
from 29,041 to 31,685, or only 9 per cent. Similarly, the number of students
served by Ouagadougou before and after the 0G increased by 28.9 per cent for
those students living within 100 kilometers of the warehouse, but by ouly
10.8 per cent for the living beyond a 100 kilometer radius from the warehouse,
(See Figure 5-1).

The above analysis shows that most cof the increase in studer”s during
the year before and ~fter the 0G occurred within 100 kilometers of th central
warehouse, and that the 0G did not increase the level of service to outlying
municipalities by very much. However, the team did not have information on
the number of existing schools in each of the municipalities before and after
the introduction of Qutreach and therafore, could not ascartain the proportion
of schcols served. it is possible that a greater proportion of outlying
schools oarticipated as a result of Qutreach. Moreover, little is xnown
about the dearee of '“need" of the recipients. [t may be that a greater
proportion of the '"needy"' were located closer to the central warehouses.

We demonstrated above that the major increases in recipients follewing
the initiation of the 0G occurred witnin 100 xilometars of the two centrdl
warenausaes. Another view of che impact of the 0G on :he jeographic dispersion
of food distribution is5 shown in Fiaure 5-2 which olats the increase ‘n the
school feeding "coverage" of the scnhool aae populition in tne %ten depdrtments
(provinces) of Upper Volta., The defrinition of coverage i3 simoly the fraction
of the scnool age population actualiy receirsing foou, and is calculated for
each cenarsment as the r2tio of scnonl feading participants Lo tne total
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Table 5-1:SCHOOLS SERVED BY OUAGADOUGOU WAREHOUSE

Students 1979 Recipient Kilometers Percentage Absolute
Sous-Prefecture Km 1978-1979 1980 Before 0G After 0G Increase Tncrease

Barsalagho 131 605 635 79,255 83,18% 5.0 3,830
Bogande 159 1,543 1,671 245,337 265,689 8.3 20,352
Bouisa 110 1,593 1,982 175,230 218,020 24,0 42,790
Bousse 48 1,567 1,980 75,216 95,040 26.4 19,824
Diapaga 352 1,448 1,620 509,696 570,240 11.9 60,544
Djibo 186 1,786 1,750 332,196 325,500 -2.0 -6,696
Dori 241 1,645 1,875 396,445 451,875 14.0 55,430
fada 200 3,979 4,291 795,800 858,200 7.8 62,400
Garange 117 2,394 2,625 280,098 307,125 9.6 27,027
Gourcy 131 2,071 2,392 271,301 313,352 15.5 42,051
Kaya 97 4,187 , 366 406,139 617,502 52.0 211,363
Kongoussi 103 3,205 ry113 330,115 423,639 28.3 93,524
Koudougou 83 10,533 12,397 874,239 1,028,951 17.7 154,712
Koupela 131 3,140 3,550 411,340 465,050 13.1 53,710
Lee 145 4,082 4,484 591,890 650,180 9.8 58,290
Manga 90 2,546 2,608 229,140 234,720 2.4 5,580
Quagc District 10 4,652 6,517 46,520 65,170 40.1 18,650
Ouaga Ville 10 7,498 10,844 74,980 108,440 44.6 33,460
Ouahigouya 159 3,049 4,630 484,791 736,170 51.9 251,379
Oudalan 262 952 500 249,424 235,800 =5.5 -13,624
Pissila 117 630 649 73,710 75,933 3.0 2,223
Po 131 831 1,325 108,861 173,575 59.4 64,714
Reo 97 3,287 3,947 313,989 382,859 21.9 68,870
Sapina 41 1,692 1,882 69,372 77,162 11.2 7,790
Seguenega 131 1,824 1,903 238.944 249,293 4.3 10,349
Tenado 110 1,826 2,937 200,860 213,070 6.1 12,210
Tenkodogo 138 4,332 4,635 584,016 639,630 9.5 55,614
Tiebele 152 948 1.020 143,336 155,040 8.2 11,704
Titao 186 768 807 141,918 150,102 5.8 8,184
Yako 103 3,949 3.775 406,747 594,825 46.2 188,078
Zabre 159 1,768 1,962 28,112 311,958 11.0 30,846
Ziniare 34 2,649 2,818 89,998 95,812 6.5 5,814
Zorgho 97 2,237 2,601 216,989 252,297 6.3 35,308
TOTALS 89,126 108,471 9,729,004 11,425,404 17.4 1,696,400

TOTALS {TON KMS) TON KMS 486,450 571,270 17.4 84,820
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school age population. It can be seen, for example, that for the Sahel
Department, the coverage during the 1978-1979 school year was about six per
cent, i.e., Y4 per cent of the school age population in that department was
not served by a school feeding program. But, the inadequate coverage can
not be attributed to defects in the food distribution system since an impor-
tant reason may well be the lack of schools in the Sahel Department. (It is
estimated that only 16% of school age children attend school in Upper Volta.)

In general, the coverage of the school age population by the school
feeding programs is low., Before the UG the best coverage (14 per cent) was
achieved in the West Central Uepartment (Koudougou), and the lowest coverage
was six per cent for the Sahel Department. The departments fall into two
groups: those with an initial coverage (before the 0G) of less than ten per
cent, consisting of the remote departments of the Sahel, the North, and Dori;
and those with a coverage of better than 10 per cent, consisting of the seven
other departments. In general, it appears that coverage is correlated with
the distance the department is located away from the central warehouse, The
three most poorly covered departments, for example, are located far from the
central warehouse.

After the first year of the 04, the coverage of the departments increased
significantly for many of the departments, but especially for those located
near the central warehouses. The High Basins Uepartment, for example, within
which one of the two central warehcuses is located, increased its coverage
from 10.6 per cent before tnc UG to id per cent after the first year of the
0u; representing an increase of 70 per cent. The Central Department, where
the other central warehouse is located, increased its coverage from 12.1 per
cent to 15.1 per cent; representing a 28 per cent 1increase in coverage.
There are 1mportant exceptions, however, and the inaccessible Uepartment of
the Morth (Uuahigouya) nad an increase in coverage from 6.8 to 8.6 per cent;
representing an increase in coverage of almost 27 per cent. Althougn the
apsolute level of coverage is still very low, it appears that a significant
effort was made to improve the coverage in that poorly deveioped department,
The Department of tne South West is anotner exception te the trend that the
most proximate departments underw: 1t tne best improvement in coverage. Tnis
department 15 located less tnan 100 kilometers from the central warenhouse,
but is generally known as one of the most atfluent of all aepartiments in Upper
Yolta, Because of its relative affluence, it may well be that this department
was de-emonasized in the implementation of the UG since the coverage 1nCreased
only from 13.2 to 14 per cent before and after tne UG, representing an overall
1ncrease 9T S1x per cant.
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2. Burundi: Effect of Uutreach Geographic
Expansion of MCH Program Services

Table 5-2 and Figure 5-3 show the number of recipients of food in the
Burundi MCH centers for the year FY 1981, the latest year before the 04, and
for FY 1982, the first year after the 0G was introduced, For Burundi, the
additional supervision provided by the 0G became effective in UOctober 1Y8l,
We can therefore say that FY 1982 was the first year that the effect of the
0G could be perceived.

The information presented in these exhibits came from material that was
put together, rather hurriedly, from the CRS files in Bujumbura. Tne available
time permitted only tite collection of data for two cample months of each year,
June and December. The average for these two months was taken as representa-
tive of the average montnly attendance for the year. It is realized, of
Cuuce, that this approach could introduce some error because, due to statis-
tical fluctuations, a certain month may have been above or below average.
This error is not belived to be large however,

Table 5-2 presents data for 34 MCH centers accounting for practically
all MCH centers in that country. In FY 198l an average of about 15,500
mothers and children received food at these centers each month. By FY 1982
this had increased to about 23,000, an increase of about 5U per cent., Within
this overall increase, the subgroup of mothers grew most rapidly from about
3,700 in FY 198l tc 7,000 in FY 19& -- a 90 per cent increase. Children
increased from apbout 12,000 to 16,000 -- a 33 per cent increase.

Figure 5-3 preserits the geographic distribution of the MCH center
attendance before ane 2°ter the 0G. Included are only the 26 centers where
the distance from the r..n.ral warehouse was known. But these known centers
account for more than 40 per cent of the total attendance.

The “centroid" for all the centers is a concept that provides a useful
indication of the food distribution effort. It is calculated by dividing the
total ton-kilometars of food transported by the total tonnage of food trans-
ported, and is measured in kilometers. The c¢.ntroid can be visualized as the
point wnere all centers are concentrated. The distance from the main warehcuse
to the centroid represents a transport effort, measured in ton-kilometiers,
that i1s equal to that for the dispersed centers. For Burundi, the centroid
Was located 117 xiloneters from the central warehouse in FY 1981, and at 132
K1lometers in FY 19y&2, reoresenting a shi1it of about 13 per cent. Thus, we
can conclude that after tne UG the focus of tne MCH program snifted outward
significantly (about 13 per cent) from the central warenouse. This 1s also
demonstrated below oy Figure 5-3,

The fTigure groups tne centers 1nto five clusters located an average of
70, 110, 140, 160, and 200 x1lometers from the centrdal warenouse and SNOWS
the attendance fror tne years perfore ana 4after Uutreach, The increase in
attendance for edcn cluster after Uutreach varies consideraply, and shows tne
largest increase (30U per cant) for tne most remote {200 «ms from the central
warenouse) cluster. Tne more neardy centers also sncw Significant 1ncreases
of apbout 29 per cent 1n 4ntendance. ln sum, dotn the centrold data and Figure
5-J indicate a si1gnificant snift to 1nclude centers located furtner away from
the centrai warenouse.
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- Attendance at MCH Centers Before & After Qutreach

Burundi

Table 5-2

L Cistwa
Mv-'!. LHUIEN Melwg e AVITHO, \HAT +bTC] (rabLE vore
‘\u'lo but'p w'h pedn WL\ Mt budl'h w'n ped'n ]u.ll_ 19N I nre .4"-I (:l;l‘l.)L l
JENDA 298 32¢ 423 452 Sa7 37 302 3as o o 1412 799 -29 70
HUTUMD 309 3534 463 600 1003 | 163 498 0 99 @43 1713 3730 - 117 70 ut
KNABULA &34 673 622 741 749 1297 1a7C 13 70
DUKEYE 337 268 391 422 481 637  an3 34 70
KIAIMB 499 631 338 183 839 | 4a9¢ em o G 362 1036 1304 - 23 a0
GINETA 823 951 93 gis CcY 0 874 o 016 833 2746 3474 28 90
HUTOY! 1033 731 417 340 840 1140 11090 3 100
BNASENY 443 311 412 812 1013 o o o o o 923 1023 70 150
'  MUYEBE 377 464 493 487 303 3350 441 482 o 473 1922 1403 -23 120
i RWIBAD 38685 374 147 1968 190 208 321 376 14 123 !
NUKAGO 410 438 331 492 608 07 1100 11 130 !
Ngozl 3n8 377 260 833 1293 380 358 220 840 1103 1210 4073 236 140
KIDUYE 172 193 232 278 o o 181 189 233 o 797 324 -34 140
FUIIANG 442 o 703 @631 (1:] o o 378 o o33 1301 542 93 130
NK1TA  21= 217 203 223 222 O 194 173 196 194 709 037 6 130
MU3ONG 397 318 220 263  A33 ] 142 203 123 76 117 664 073 3 130
PUMORI 244 B52 1079 674 1217 0 o o 0 o 1761 1071 -4 150
HADAND o 0 283 273 o11 o 0 310 264 311 373 1337 143 113
HDOJON 274 200 200 313 347 | 274 20C 200 398 367 000 1444 a1 137
NYMURE. 214 233 243 232 304 o o o o 0 476 534 13 1463
RUTANA 134 222 113 243 233 357 470 a7 163
HUSENY 63 313 370 423 0 o o 0 0 ne - ary 131 170
RUMEIA 391 180 291 294 390 38 1 7 10 10 479 704 47 173
HUYABAR 271 212 o 283 337 o o o 283 337 212 17A0 304 230
RUGANI 232 82 303 1093 232 1478 537 230
HURGRE ] ] o o a8l ) ] ) o @839 0 1740 2312
HUDINB B4 204 3463 138 200 367 338 -40 HA
KIBANE 493 303 * 40 248 ] 343 748 -=a HA
tuTnIIg ] o 242 6058 663 242 1301 A3n0 na
IJENE 337 §177 202 276 531 o o o o 0 379 0vz 113 H
HATARA 331 370 364 329 130 738 467 -4 A
HAKETO 433 3350 394 393 e27 433 348 398 393 827 1670 2444 43 HA
KARINI 60 70 131 239 4509 o o 20 31 132 221 00 307 A
MUNNAN] 283 322 276 462 o 818 402 -at HA
TOTALS 11500 11468 11990 13603 10403 | 2346 4277 3082 4177 9294 30823 4s08%
CeM TO $3046 13743 15080 17760 27699
sUBTO.
4-8 6719 0204 23 70
7-13 7200 0342 18 110
14-18 J074 TFO76 77 140
1923 4694 4323 33 1460
24-29 1642 6379 36§ 200
30-37 3196 7037 33 HA
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3. Rwanda: Effect of Outreach an Geographic
Expansion of MCH Program Services

Table 5-3 and Figure 5-4 show the attendance at the Rwanda MCH centers
for 1980, the last year before the 0G, and for 1982, the first year of
effective operation under the 0G. Data are presented for 69 centers that
could be identified on a map, und for which the distance from the central
warehouse in Kigali could be determined. Also shown are the number of
recipients for the 21 centers that could not be located on the map. In total,
the 90 centers account for ali :st all the MCH centers in Rwanda, and the 69
identified centers account for 30 per cent of the total recipients.

During 1980 the MCH centers were attended by about 45,000 recipients.
This increased to about 52,000 by 1982, representing an increase of about 15
per cent. But a calculation of the centroid for the centers indicates that
the increase was not associated with any geographic extension of the services.
[n fact, the average distance between the centroid and the central warehouse
stayed practically the same (57.3 kilometers in 1980 and 55.7 kilometers in
1982). This is corroborated by the bar chart in Figure 5-4 showirng the
increase in attendance for the centers clustered at 30, 50, 70 and 80 kilo-
meters from the central warehouse. It is of interest to note that, although
Burundi and Rwanda are almost the same size (10,800 and 10,200 square miles)
and have roughly the same population (4.5 and 5 million), Rwanda has about
twice the number of MCH centers as Burundi. But the Rwanda centers are
located only half as far from the central warehouse as those in Burundi.
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Table 5-3 Rwanda - Attendance at MCH Centers Before & After Qutreach

CENTER ATT.'€0 ENR.°B0 ATT.’ 82 ENR.°B82ATT.INCR,ENR. INCR. KILORET,
NARE PERCENT PERCENT

BUSANIA 292 216 493 822 70 281 a8
BUTAMWA 288 438 461 974 130 122 10
RUTGONGO 337 902 488 978 -12 8 13
SHYCRONGI %0 7354 493 4463 -9 -12 13
KAMONYI 911 1054 704 954 -23 -10 13
REMERA-RU 6521 903 399 531 -28 -30 18
MUGINA 873 1179 733 1199 -14 2 20
RWESERQ 939 1204 391 391 =38 -31 20
KAYENI] 683 99% 731 8A7 10 -13 2
MUYANIA 49 842 768 881 40 33 29
RILIMA 207 333 410 700 193 98 30
RULI 708 239 &52 779 -8 -17 30
RUL INDQ 1254 1422 1406 1421 12 -0 30
RUTOBWE 934 1004 810 863 -13 -14 30
RWANKUBA A7% 754 291 613 -39 -19 30
KANYANZA 467 1034 708 1128 & 9 33
KABGAY1 1006 1193 641 9234 =34 -22 3a
BUREKE 706 804 863 10469 23 ha 40
BrumBa (o) o] 734 797 40
NYAGAHANG 632 789 sS4 761 -13 -4 40
XKI2ZIGURO 247 1033 p1- J47 33 28 43
GITUZA S02 302 270 Ssé -11 84 44

X IGONA 89 89 I0& 388 244 336 44
MUSHISHIR 1023 1148 I2 876 -19 -24 L Y-
NIMBA 934 1199 6849 1331 -9 11 45
IAZA Jo8 401 412 843 99 110 48
DUNGWE 320 8s3 414 643 =20 -23 33
EATAGARA 434 822 b4 931 as 13 k-3
MUYENZVE LbA 1010 S26 487 -2 -32 St
GITWE s 239 971 1210 30& 404 .33
MURAMBA 787 862 362 863 -27 0 Y
NKQMERQ 834 1301 704 1081 11 -30 b
NYABISIND 310 439 449 333 43 22 Jé
NYANGE o] o] 919 &37 ~h
KIBUNGO 317 S92 ag 393 a4 0 28
SHY IRA 37 223 434 S09 441 128 1
BARE 264 403 699 279 424 -31 41
RUSATIRA 308 299 198 242 -3& =40 a1
RWAZA o] o] 398 1134 61
KINCNI 232 777 699 S09 e 17 &3
NYAK INAMA 73S 1698 260 1101 -23 =33 &3
BIRAMBQ 431 &40 S04 423 13 -2 1)
KIRUHLURA 909 1294 825 &89 -31 -44 -]
RUGABAND 391 874 432 =80 16 1 ab
RUK IRA 480 448 433 429 -9 -3 -1
GITARE a2 703 S=S [-7-Y-} -33 -3 &3
JANJA 1140 333 1297 12< 14 -4 68
AUHENGER ] 319 42 204 914 12 113 &8
pUSCGO 742 gos 37 643 -28 -20 71
KADLHA 927 1022 als 97T =10 -7 73
RUBENGERA 724 et 292 482 =20 -42 p
SAVE te] 27 484 329 -38 208 pd
CRETE-~IAL &I 829 293 714 -7 -17 bt}
CYANIKA 1091 1201 <94 497 ~44 -42 758
SimBl 293 3980 929 1246 <7 42 746

X IREHE 29 499 2462 al7 10 24 7
CUSP 3UTA -t 869 o} Q =100 -100 a1
GIKCNGCRO o} [¢] A77 603 81
mMUGCH3WA 390 09 =82 963 -1 [ 34
XIGEME 403 268 %0 1176 111 107 a4
nIBUGA 498 4500 114 473 -17 -2t 86
3LRUYI 292 T 940 Htrg 43 zZ0 89
=AUGA 0 126 404 a9 333 89
NYUMIA 602 T 449 91! =24 3 99
NYUNCO 294 722 281 77 -4 -37 ge
MUGCNERQ folat0] £90 i 1492 49 e 9
CAacuBnAa el pinded 22t M4 -32 13 94
®x19ERQ 10al 1423 a70 2= -19 -la b4

20§ R PREA toal 2110 1022 1244 -7 -37 142

TOTALS 29062 <2329 42499 S6a824 7 7
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Appendix 5-B

TABLE 5-4: A SAMPLE OF LUNG DISTANCE TRANSPURT CHARGES PAID TO
TRUCKERS IN UPPER VOLTA, 1982
TOTAL
ORIGIN DESTINATIUN KILUMETERS TONNAGE COMMUDITY PRICE PER TUN-KM REMARKS
{CFA) (CFA)
Vuayddouyou Dori 27% 30 Corn Seed 354,000 43 return empty
Horth)
Uuayadouygou Dedouyou 221 30 Pellets 293,520 43 return with bagged &
(west) tree creps (Karite) ¥
Uuayadouyou Gaoua 400 3v Corn Seed 511,500 43 return with millet
Uuagyadauyou Fada 235 3 Cement 303,600 43 return enpty
Uuaygadouyou Uuahaygouya 181 30 Fertilizer 235,560 43 return empty
(northwest)
Uuayaduugou Diapaya 43 30 Beer 550, 56U 43 return with phosphate

SUURCE :

Interviews with transport operators in Uuagadougou and CRS.
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Appendix 5-C

FINANCIAL JUSTIFICATION OF THE WAREHQUSE
LEASE VS BUILD DECISION

The purpose of this Appendix is to fllustrate that for developing coun-
tries, a decizion to invest in a warehouse should not be based on rent alone.
In fact, if rental savings were the only source of cost reduction, the deci-
sion tc invest in a warehouse would, in many cases, not be feasible. Fortun-
ately, thaere are usually many other cost reductions that will result from an
investment in a new warehouse. Including these cost reductions, as shown
below, can generate sufficient savings to justify the warehouse investment.

COST AVOIDED THROUGH CONSTRUCTION OF A NEW WAREHOUSE

In this section we will estimated the costs that are avoided by consoli-
dating a number of smaller and older leased warehouses into one modern and
large purchased warchouse. The cost savings that is easiest to identify is,
of course, that of the eliminated warehouse rent. This saving, however, 1is
offset by the cost of the warehouse investment. Other cost savings are less
easy to estimate but, as we shall see, very important savings are those
resulting from more efficient warehous operation.

Fixed Labor Cost Savings: Wz will assume that there are four old small
warehouses that are replaced by a single large modern warehouse. Each small
warehouse requires three watchmen (3 x $1500/year = 3$4500/year), three ware-
housemen (3 x $2400/year = $7200/year), and one assistant manager (1 x $3000/
year = $3000/year). The total fixed labor cost under the old warehouse
configuration is therefore 4 x $14,700 = $58,800 per year.

The new warehouse will need only six watchmen (6 x $1500/year = $9000/
year), six waranousemen (6 x $2400'year = $14,400/year), and one manager (1 x
§7500/year = $75C0/year). The tot.]l fixed labor for the new warehsuse is
therefore 330,900 per year, or $27,900 less than that for the old warehouse
configuration.

Warehouse Supervision Cost Savings: Even though the older warahouses

managed by assistant managers, it will be necessary for central management

to closaly supervise tne warehouse operations. We will estimate the cost of

the supervision by the cost of the operation of the vehicle necessary for

management to visit each warehouse. This approach may ignore the vaiue of

time of manacement, and may therefore yield an under estimata of the savings
made possible through warehouse consolidation,

[T 15 assumed that each warehouse 15 visited once per weex, and that
the venicle used far inspection is driven 100 «xilometers dZuring tne visits,
Assuming o venicle operating cost of 3.30 per venicle kilsme=er, %he cost of
thne inspections can Se astimated at ae2ks x 100 xilometars per weex x $.50
per venicle xilometer = $2500 per ye

£
-t
ar.
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Indirect Transport Cost Savings: Indirect transport charges are those
for the port of entry to the central warehouse. If the port of entry is the
rail head, as is assumed for our case, the indirect transport charges may be
significant. Assuming an annual throughput of 20,000 tons/year, an average
distance between the railhead and each of the smaller warehouses of 10 kilo-
meters, and a transport cost of $.15 per ton-km, the cost of indirect trans-
port can be calculated at 20,000 tons/year x 10 km/ton x $.15 per ton-km =
$30,000 per year. With the well-located new warehouse alongside the railnead,
the indirect transport charges will be close to zero.

Spcilage Cost Savings: We may assume that the modern warehouse will
cause less spoilage than will the older warehouses. Spoilage of food is
usually a real financial cust (in addition to being, of course, an economic
cost) since, for example, the cost of food eaten by rats is not recovered by
the PVO0.

We will assume, conservatively, that spoilage of food in the older ware-
houses is one-tenth of a percent higher than the spoilage in the new warehoguse.
With the cost of delivered food at about 5800 per ton, and an annual through-
put of 20,000 tons per year, the savings in spoilage costs can be calculated
at 20,000 tons/year x $&00 per ton x .00l = 316,000 per year.

It should be noted that the savings in spoilage costs can be very signi-
ficant, and that the estimate or the difference in the annual percentage of
spoilage is critical. For example, the assumption that the difference in
spoilage would be one-half of a percent, a quite reasonable assumption,
would increase the spoilage cost savings to $80,000 per year--or almost
equal to the savings in rent.

favings in Handling Costs: The costs of handiing the food (in and out
movements, and stacking in the warehouse) will be less in the madern warehouse
than in the older warehouses. We will assume that this cost is 10% higher
for the older warehouses, and tha“ the handling cost is $1.50 per ton for
the modern warehouse. Thus, the savings in handling costs will be 20,000
tons/year x $1.5C per ton x .1 = 53000 per year.

FINANCIAL ANALYSIS OF THE WAREHOUSE INVESTMENT DECISION

Normally, a financial analysis 1s done in terms of constant dollars.
This assumes, however, thit the rate of inflation is approximately the same
for the various timestreams in the analyisis. But in cur case the rate of
inflation is nhign, end is different for the various timestreams of savings
in rent, fixed labor, indirect transport cost, speilage, supervision, and
handling. We nave thei “7re presented the andlysis in terms of current
dollars. Taule 3=-. prescnts the results.,

Column 1 of Table 5-5 shows the period nf the znalysis to he 50 years,
the normai lifetime 1ssured for an invesument such as a war-nousa., Columns 2
through /7 give the savings in rent, ficed laoor, indirect transpert expenses,
spoilaqge, supervision, and nandlina that result from the investinert in a new
warenulse. he values of the savings for the first year are as calculated
above,
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Table 5-5:
Al e Uil LreHAt. LOad BAVINGY
heNT FISED.LURIND, THANLLUPOLILAGE RAMNGT.

CFA.PMILL CFA,nILL CFA NILL CFA RILL CFA,NILL CFA.NILL CPA niLLe=CFA

34.30

41.18

4av. 1y
Sv. 27

7.2
v, 23
pos. 42
122,90
1474y
§76.%u
170.vuU
12a.vd
126,
17a.99
L2a.vd
17¢.v0
Vlu.vuU
176,V
176.vd
12a.v4
17a. w4
t2a.4%2
[ R T
178, vy
126,908
NEZ 0 1]
| WA ]
1re.yd
17a.5U
bla.vp
17a.YU
t7a.vu
Vla.v
176.Y0
176,99y
17¢6.%u
170.%0
174, vy
1747y
17¢.%4
17¢. %0
t76.90
1726.%0
1. vd
!7a6.vU
128,V
17¢.%0
12¢.vu
175,94
174,940

1243.40
114z v
uv3.73
122.3)
L. ta
sl A9
4lu. %

2a.%4

- -

28.2
Ja.34
J6.24

Ja.24
2a.24
J6L.34
2a.24
.54
2o.24
Ja.24
Ja.n4
26.54
de.24
sL.34
2L.34
SL.Za
Ja.la
8.5
Py}
25.28

231.352
1va.23
125,89
12U, 4y
1ud. 3}
v¥2.94
81.04

10.2Y
11.63
13.¢218
13.43
18.¢60
au. 0

lu. v
3a. 2o
.20
Jb. 2w
Ja. 3¢
da, 2
L. dv
Ja. 20
oL 20
Ju.20
Jou. v
Je. 3o
6.2
36.20

Jid. ¢O
231.87
199.8s
163,29
135,49
116.23
100.33

3.4

7.14

9.2
12.08
13.:8
a0, 38
2.0
34,43
44,70
Su.22

-
28.22

S8.22
24.22

Su.22

du.22
S9.22
oH.32
&y,22
s0.22
Su. 22
3u.22
28,22
Su. T2
8.22
24,22
SY.22
Z4.22
Su. 22

2uy,.22

.22

54.22
Su.22
28,22

- a9
.l

Z8.22
28.22
u.22
349,22
249,22
S8.2

- 22
8y.22
Zu.2

20,22
20.22
%8.22
o, 22
2uy,22
8.2

38.22

4.9
337.93
V.4
Jud. 88
L%, L0
136,47
114,32

o.uY
1.02
1.18
£.33
1.3
1.29
2.00
2.3
2.2
3.1)
3.8
3.13
3.13
3.13
3.3
3.13
3.0
3.1)
3.3
3.1)
3.13
3.0)
3.0)
3.1
3.1
3.13
3.0
J.13
3.1
3.13
3.3
3. 1)
3.3
3.3
3.3
.13
3.3
3.3
3.3
3.1)
3.3
3.13
3.1
3.3
.13
J3.t3
3.13
3.1)
3.13
3.13

HAnDL NG

1.0}
1.87
1.34
1.3)
1.74
1.0
2.2
2.38
2.94
3.33
3.33
3.}
3.33
3.33
3.3
3.33
3.33
J3.33
3.33
3.33
3.32
3.33
3.33
3.33
3.33
3.3
3.33
3.33
3.33
1.33
3.3
3.33
3.33
J.33
3.35
3.3
3.33
3.33
3.33
3.3
3.33
3.33
3.33
.33
3.33
3.33
3.33
3.33
3.33
3.3

£ 2 CHANGE

TOTAL RAIE

BAVINGS

&l -7
73.03
8s.80
103.31
123.0a
1472.07
173. 93
2:0.82
233.10
Jue, 42
Jue, 42
Jo4a, 42
304,42
Jud.42
304,42
Jus,. a2
304.42
o4, 42
304,42
Jua. 42
304,42
304,42
304,42
Jua. 42
304,42
Jua, 42
304.42
Jo4. 42
304,42
Jua.,. a2
304,42
34,42
304,42
Ju4e, 42
J04,42
3JU4.42
354,42
304,42
304,42
Jua. AT
304, 42
304,42
304.42
3Jud, 42
304,42
¢4, 42
304,42
Jua_ 42
304.42
304,42

ok, 40
23.77
17,29
te.2
t1.814
| DI T

8.70

30,81
<3.eB
[L: 09 -1]
13.43
12.93
11.06
?.3¢

28608.98
1972.088
1347.03
124d0.32
gl 29
BasB8.30
742.64

SAVNGS SAVNGS
TOTAL INVESBYR, €xCL £xCL
SAVINGS RENT RENT
s THOUSND ¢ THOUSND CFA niLL % THOUSND
343.00 179.30 800.00 27.27 79.30
432.97 1s1.28 Ji1.09 70.33
393.83 143.¢8 37.41 &2.78
785,31} 131,33 44,04 356.07
1033.04 118,97 32.03 27
1364.18 107,81 a1.72 43,24
1797.99 97.083 73.31 40.88
238%.73 08.97 67.92 37.1v
3123.23 g1.04 103.42 33.82
4116.34 73.93 127.44 30.98
4116.34 73.93 127.44 30.9%
LN YO-1 73.93 127.44 30. %
4116.39 73.93 127.44 30.9a
a11a6.39 73.93 127.44 30.9b
4116.34 73.93 127.4¢ JQ.%
4118.34 73.93 127.44 J0. %
411s.24 73.93 127.44 30.9%
413146.34 73.93 127.44 30.96
4118.34 73.93 127.44 30. %
4114.34 73.93 127, 44 30,98
4118.354 73.93 127.44 Jo.9%
4116.24 73.93 127.44 3O.9
418,34 73.93 127.44 30.%a
4116.34 73.93 127.44 30.%a6
4116.34 73.93 127.44 30.9
4118.34 73.93 127.44 JO.%
4116.34 73.93 127,44 30.96
4116.24 73.93 127.44 30.9%
43 156.04 73.93 127.44 0.9
41lo.38 73.93 127,44 30. 98
4114.34 73.93 27.44 30.98
4116.34 73.93 127.44 30.%
41186.24 73.93 127,44 30.9
4114.34 73.93 127.44 30.98
41ta.34 73.93 127.44 30.9
4118.34 73.93 127.44 30.%8
4116.24 73.93 127.44 30.%a
4118.34 73.93 127. 30.%9
4lla.34e 73.93 127.44 30.%
al1a.354 73.93 127.4¢ 30.96
ailia. e 73.93 127.44 30.%s
4116.24 73.¥93 127.44 J0. 96
atla.34 73.93 127.44 Ju. %
q116.24 73.93 127.44 30.9
413156.34 73.93 127.44 0.9
41186.24 73.93 137.44 Jv.%
a115.3¢ 73.93 127.44 30.%A
4l16.24 73.93 127,44 30.9%
LIy Y1) 73.93 127,443 30.9
41146.34 73.93 127.44 J0.%
NPV TOTAL

1234.39 434.13" 1093,.GY 334.01
064 . 1S 26e.16 629,490 434.07
928.02 128.02 &31.30 396.77
a23.81 23.81 326.210 33Y.724
744.03 -33.97 A33. 16 I0.09
681.689 -3118.20 Jab.01 292.9%
&20.78 -171.22 314,49 270.34
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The rates of inflation assumed for the various time streams o savings
(cash flows) are as follows: annual rent (20%), fixed labor (12%), indirect
transport (15%), spoilage (30%), supervision (15%), and handling (14%).
Column 8 gives the total savings in million CFA per year. The composite
rate of inflation of the total savings time stream works out to about 19%.

Column 9 gives the exchange rate of CFA for $§ for each of the years.
The rate of devaluation is high. It has been around 32% over the past several
years, and is assumed to continue at that rate. If the rate of devaluation
slows down, the financial justification will become more favorabla.

Column 10 gives the annual savings in dollars for each year. It is ap-
parant that, though the annual savings in terms of CFA increases at a rate
of about 17% annually, the savings measured in dollar terms actually decrease
at a rate of about 9% per year. This should not be surprising given that the
rate of inflation in the local currency is less than the rate of devaluation.

Column 11 gives the cost of the investment in the warehouse ($800,000).
The investm2it is made at the beginning of the fir:t year. Though the time
period of the anal_'sis is 50 years, it is assumed that the cash flows stabi-
lize at the tenth year. This was done because it becomes too difficult to
estimate what the rates of inflatioun and devaluation will be after that time.
They may well decrease after the tenth year, and it is certainly hoped that
this will be the case. On the other hand, they may increase. It is therefore
assumed that, after the tenth year, the savings and exchange rate remain

constant.

The financial rate of return of the cash flows given in Table 5-5 is
about 15%. Since this is above the opportunity cost of dollar capital, the
investment in the war:house is a financially sound decision,

[f only the savings from rent are considered, however, tne financial
rate of return would be less than 5%. Therefore, if the savings from the
mitigating factors such as lower fixed labor costs, reduced handling costs,
etc. did not exist, it would not be sound to invest the $100,000 in a ware-
house. In that case 1t would be wiser to invest the $100,000 in an alterna-
tive investment, and to usa the return on that investment to pay the rent on
the older warehouses.

The above analysis has shown that tne decision to invest 5100,000 in a
new #drenouse was a sound decision. However, the justification was based on
tne elaboration of all cost savings that woula iesult, including the savings
in rent. The justification can not be based exclusively on savincs in rental
COsts.
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Appendix 1: List of Interviews (Partial)

Washington, D.C.

Bureau for Peace Food for Peace & Voluntary Assistance, AID
Nancy Mckay, Program Analyst, PPE
William Pearson, Chief, Program Office, Focd for Peace
Louis Stamberg, Deputy Director, PPE
Hope Sukin, Nutritionist, PPE
Caroiyn Weiskirch, Outreach Grant Officer

Bureau for Africa, AlD
Hunter Farnham, Program Analyst

Seventh Day Adventist World Service

Richard 0'Fill, Executive Director
David Syme, Deputy Executive Director

Haiti

SAWS

James G. Fulfer, Director

Olive Fulfer, Director orf Community Health
Ginette Isaac, Training Officer

Fred Emmanuel, Food Controller

Jack Michel, Supervisor

Mark 2onzii, Supervisor

CWS
David Cutre'’l, Director, Service chretien d'Haiti and CWS representative
Patricia Larson, Assistant Program Supervisor, CAS
Benony St. Martin, Material Aid Supervisor

CARE

3rian Cavanacn, Assistant Direcsor

Juditn Loilinsg, Ac¢tina Directoar

3eti Astolfi, Adminissratsr, reeding Program

Sami 3ouics, Wdater Znainesr

Philippe Stannenson, Yenicle Coordinator

Raymond Sedan-gaciues, daranouse “inaqer - %ort-de=rfatx
Prlerre Auqustin - [nspecior

Theagu! 'emoren - Warenouce Manager

SRS

Serge 2icard, Proarsn Jirector

Constant Aucuste, Administrative As315%ant

Raymong S ienne, Zraaram Assestant

Fatnar Jroutorne Sroussadu, Jirecsor of Seccurs fatholique, Les Lavas
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AID

Phyl1lis Dichter, Assistant Director

Ann Fitzcharles, Office of Private Voluntary Development
Michael Baldwin, Office of Private Voluntary Development
Frank Temmel, Engineer

Joel Cotten, Evaluation Office

Sue Gibson, Health Office

OTHER

Father Farde Philippe, Port-de Paix

Sister Jacqueline Dionne., Bonneau

Sister Monique Guillemette, Croix St. Joseph

Sister Yolande Richardson, Charite de San Louis, Pemel

Dr. Jacqueline Gautier, Director of GOH Health Center, Cavaillon
Or. Jon Rohde, Chief of Party, Management Sciences for Health Inc.
Attilio Petracchi, Deputy Representative, World Food Program
Pierre Dorismond, Director, ONAPAM (GOH)

Upper Volta

Catholic Relief Services (partial list)

Peter Strzok, Director

Francoise Crelerot, Food and Nutrition Supervisor
Patrick Dougherty, Program Assistant

Barbara Fagley, Food and Nutritional Supervisor
M. Gustaf, Logistics Supervisor

Mme. Kam, Food and Nutritional Supervisor

George (Quadraogo, Logistics Supervisor

Gregoire Ouadraogo, Accountant

fembi Dieudonne Quedraogo, Representative, Bobo-Dioulosso Office
M. Phillipe, Logistics Supervisor

Susan Wright, Administrative Officer

USAID

Emerson Melavan, 4ission Director
Howard Thomas, Chiaf, Office of Human Resources Development

Field Visits

Koudougou - met w~ith Ministry of Rural Development officials and Young
Farmer Training Center Coordinator

Reo - met with Sector and Prefecture officials and visited a Young Farmer
Training Center

Tenkodogo - visited a Primary School
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Abidjan, Ivory Coast

REDSO/WA

Buddy Dodson, Regional Food for Peace Officer

Kinshasa, Zaire

David Piraino, former Director, Catholic Relief Seirvices, Rwanda
Albert Postle, former Program Assistant, Catholic Relief Services, Upper Volta

Burundi
Catholic Relief Services (partial list)
Robert Burke, Director
Joanne Csete, MCH Supervisor
Laetitia Niragire, MCH Supervisor
Albert Mpenzi, Logistics Supervisor
Justin Mugabo, Logistics Supervisor
Dative Ngarambe, Accountant
Annociate Rurangira, Logistics Supervisor
John Winkle, Independent Transporter
REDSO/EA
Robert Kidd, Regional Food for Peace Officer
USAID
George Bliss, AID Affairs Officer
William Egan, General Development Officer
Michael Sullivan, Assistant General Development Officer
Field Visit
Mutumba - visited Nutrition Center
Awanda
Catholic Relief Services (partial list)
Paulene Wilson, Acting Director
Patrice A. Flynn, National MCH Supervisor
Peter Gisimea, Logistics Supervisor
Antoine Ruzigamanzi, Logistics Supervisor
Seventh Day Adventist World Service (partial list)
dally Amundson, Director

REDSO/EA

Robert Kidd, Regional Food for Peace Cfficer
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USAID

Eugene Chiavarolli, AID Affairs Officer
Mary Becchi, Assistant Program Officer

Field Visits

Shyrongi ~ visited a Nutrition Center
Gikongoro - visited a Food for Work Project

New York City

Catholic Relief Services

Ken' ath Hackett, Program Director, Africa Region
Sister Ann Dugan, Project Coordinator
Oscar Ratti, Contract Officer

CARE

Fred Devine, Deputy Executive Director

Ray Rignall, Director, Program Department

Bill Langdon, Assistant Director, Program Department
George Kraus, Program Officer for Latin America



