
Date: 

Fran:,. 
. . 

. SUbject: 

Tq: 

June 22, 1983 

Sandra Del Prado 
Asst. Coordinator 
Eh'ergency Food Prag-ram 

Final Fep::>rt 
Contract N° 511-0000-S-00-3052 

Dr. Lee· R. Hougen, Olief 
HHR 



In accordance with the referen~ed contract, this report sumuarizes 

the contractor's involvement in the flrergency Food Program and suggests recanen­

dations for future actions. 

1. Distribution of Elrergency Canrodities by Cooperating Sponsor 

'lhe Mission's Emergency Food Assistance prcgam consisted of the 

distribution of a progranmed 28,820 mt of mixed cannodities 

thrcugh primarily Fcxxl for Work projects in drought affected areas. 

As of April 1, 1984 the folla..,ring quantities had been distributed: 

VOU\G PROO RAMMED DISTRIBUTED BhLANCE 

CRS 8,820 8,820 -0-

SNOC 10,000 3,000 7,000 

FHI 10,000 2,750 7,250 

'IDTAL 28,820 13,970 14,850 

With a return to near nonwtl rainfall levels and crop production, 

the Mission, with the concurrence of the VOLZ\GS, decided to ter­

minate the Elnergency Prog:i:-am, effective lJuly 15, 1984. It is esti­

nated that approximately 6,600 mt of the 14,850 mt bal~ce of 

~rgency cannodities can be distributed during the last phase of 

the :En"Ergency Program, leaving an excess of 8,658 mt. The Mission 

has requested AID/W approval to transfer 7,086 mt of the excess 

carroc:xiities to the regular PL 480 Title II programs of CRS (4,375), 

SNOC (1,210), and FHI (l,500) and to receive payment from the 

Ministry of Industry and Cannerce for 1,573 mt of carmx1ities 

which are currently on loan to departmental prefects and/or mayors 

of five najor cities. 

'111e slONer than expected rate of distribution is attributed to 

several factors, namely: 

a) 'lhe lat<.~ and sporatic arrival of ccmrodities which ware 

requested for October/November, 1983 and were still arriving 

in April, 1984; 

b) 'llm lack of infrastructure of FBI and SNOC for handling a 
large emergency program; 



c) FHI's inexperience in managing foOO programs (the Emer­

gency program was their first attanpt at managing a Title 

II P,rogram); 

d) '!he delay in arri \•al of outreach Grant funds for CRS and 

FHI which were to µirchase vehicles, scales, re.bagging 

equipnant, calculators, etc. While the grants have re­

portedly been signed, the funds have not arrived to date. 

e) '!he inability 'of the GOB, due to t.he current econanic 

crisis, to provide counter-part financing for any of the 

WIAGS but Caritas. 

2. USAID Regional Office Staffin_g_ 

In order to adequately nonitor the Emergency Program at the depart­

mantal level, the HHR Division hired and trained three regional 

Fcxxl Inspectors in the departnents of Cochabamba (CUrt Schaeffer), 

La Paz (Martin F.de), and Potosi (John Ellic>tt). These inspectors 

were also responsible for nonitoring activities of the VOLAGS in 

the Deparbnents of Tarija, Sucre and Oruro. Field Offices were 

opened in Cochabamba and Potosi and secretaries hired in La Paz 

and Cochabamba. An inspector and secretary for Oruro and a 

secretary for Potosi ranain to be hired. 

'!he Pcxxl Inspectors rraintained close contact with the VOIAGS 

and were active participants in the ne.-dy ostoblished deparbnental 

Inter-Institutional Cormittees canposed of VOtJ\GS, OFINAAL, and 

regional Technical entities such as the Ministry of Agriculture, 

the Bolivian Agricultural Institute, Departmental Corporations, 

etc. 

'!he proximity of the Inspectors Cl;l1d their first hand knCMledge 

of the programs operating in their assigned deparbnents was, and 

oontinues to be, of great assistance in rcmol ving {X>tential 

problans and keep;ing the HHR Division infoi:med of ongoing activi­

ties. 

NCM that the Emergency is winding do,.m, it is hoped that the 

Inspectors can concentrate their efforts on overall program 

.ilrproveroont. 

·. 
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'lhe Regional Office coricept has proven to be very effective 

in roonitoring program performance. 

~aluation of FHI 

'lhe HffR staff conducted and evaluation of FHI's Emergency Program 

operations during the rronth of April, as a basis for detennining 

whether the agency shotild participate in a Regular Title II 

program. As a result of the evaluation, a H.egular program has 

been approved by AID/Washington, conditiom .. ~ up::m FHI's ability 

to da:ronstrate effective managanent, logistic and accounting 

procedures. 

IXJ.e to budget constraints and their desire to operate an integrated 

developnent program, FHI is planning to reduce their program fran 

six to three departments (probably La Paz, Oru.ro and Potosi) in 

the near future. 

4. OFDA Grants and Equipnent 

'l.Wenty-two water tanks and two pumps have been on loan to the 

Mission by OFDA since the beginning of the Disaster. At the 

Mission's request, these items have been p;~rmanently donated 

to Bolivia for future disaster relief activities. Their use and 

storage will be supervised by the Mission. All but two of the 

tanks have been returned to the USAID warehouse in El Alto, 

follCMing extensive use in the Santa Cruz (flo::x:ling) and Potosi 
(drought) hit areas. The ranaining t\<.O are in Potosi and will oo 
returned to El Alto in tlm near future. 

A cable describing the status of tl1irtaen OF'OA disnster assistance 

grants has been prepared for subnittal to Washington and is paneling 
approval. Final reports have ooen requested fran FIDES, Rurrenabaquc, 
saws/Potosi and tlie Utah Partners. AAPOS has been requested to 

provide the first of four rei;:orts due the Mission. All other grants 

have sltl:«ni ttcd final rep::>rts except the Uni vcrsi ty of Potosi and 

CRS, which are not due till lat3r in the y~aar. 

5. (\?eration Plan WorkshoE and ,Regular PrgJrm~ 

NCM that the Elrergency is winding dcwn, HHH has noted the tra1)3n-

dous need to concentrate its efforts on improving the quality of \ 

the Title II Regular PrCXJram - a task that was sidetracked for a v\ 
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full year by the drooght. 

Following the sutmitt..al of unacceptable operation plans for FY 85 

bY Saws/Ofasa and PHI and the non-subni.ttal by CRS/caritas, the 

Division conducted a two day seminar in June which focused on 

planning, adm.ini.stration, Gantt charts, budgets, log frames 

and program oontent. 

'lhe VOLAGS were requested to re-write and suhnit their revised 

operation plans within thirty days, which should adhere to the 

guidelines established in the seminar. 

Mditional ~rkshops on program enrichrrent are anticipated as 

critical for improving the M:l-1 and FFW pro:Jram categories and 

should be a priority for the Division. 

6. Oral Rehydration 'Iherapy (ORT) Program 

One example of program enrichment which the Division hopes to 

incorporate in the M:>ther's Club programs is an oral rehydration 

therapy canponent which would address the problem of inf ant deaths 

resulting fran dehydration caused by diarrhea. 

Technical assistance was requested fran AID/W and in April, PRITEX:H 

consultant Bette Bcx:>the conducted a prel.im.i.nary survey of existing 

OR1' activities and resources. 'Ihe Mission, follo.41i.ng her recrnmenda­

tions, has requested the assistance of an assessment team which 

~uld provide the groundwork for an OR'l' canponent to form pctrt of 

the FY 85 program. 

7. Recauncmdations for F\lture Actions 

l. 

2. 

Core project staff should be contracted early in the 

Brergcncy, so that they may assist with the developrent 

of policies which they will be resp::msible for implementing. 

Sufficient staff should be contracted to effectively 

CXJVer all program areas, specifically: 

a. Crnroodity transportation and shipping logistics; 

b. Port facilities and warehousin9, including agreem::ints 

with all participating govetTllll(~nts covering c<lllTOdity 

•. 

storage tirre limitations at [X)rt and custans require- / 

t) 
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11e1ts in the recipient country: 
c. Coonlination, supervision and rronitoring of VOI.AGS. 

8nd GCE distribution agencies; 
d. USAID, VOIJ\G and GOB staff training; and 

e,. distribution· and .implenentation of Fcxx1 for Work 

projects in the field. 
3. If u.s. Volunteers are utilized, they should all have 

prior developrent and language experience so that upon 

arrival in country they can imnediately assume their 
respon..qibilities with minimal orientation and adjusbnent 

requirerents. 

4. Constant data collection on the severity and location 

of the disaster should be a priority consideration through 

rut the program so that resources can be shifted when 
necessary and additional C<ll11lXlities requested or 
cancelled in a't.lltelymanner. 

5. Simplified nnnthly distribution reports should be prepa.red 
and shared arrong all participa.ting agencies to avoid, 

detect, and correct duplication early in the program. 
6. Every effort should be made to see that Regional VOLAG 

and GOB off ices are provided the f:inancial and material 
resources necessary to carry out their assigned programs. 
'!his means developing simplified procedures for receiving 
funds in a ti.m3ly and consistent manner and the capacity . 
to rapidly purchase vehicles, scales, rebagging equiprent, 
etc. 

7. Clearly defined and consistent prc:gram implementation 
instructions should be provided each regional of tice 

before the program begins to elimi.ncJte discrepancies 

am:mg programs and difficult, if not lmpossible, changes 
once the programs have bJgUn. 

8. If it is detennined that an agency is to be established 

to coordinate tJ1e distribution of anergency carm::x:li ties, 

that agency should concentrate solely on that effort and 

not have distributi<)n responsibU. ties which detract and 

overshadOll their CO()rdinating role~. 
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B. Regular Program 

1. USA.ID shoold maintain sufficient staff at the national . 
and regional level to ensure proper program managenent, 
monitoring and program enri~nt assistance, etc. at 

all times - not just during an emergency. 
2. Regional office staffing and of fices are necessary and 

extremaly beneficial to a Regular Title II Pro3'X'am. 
3. Aqrearents, such as the one between the MJH, PHI, and 

SAWS/OFASA, should be actively enoouraged and assisted 
by USAID/Bolivia, as the VOI.AGS lack sufficient experience 

to fonm.tlate.such agreemants. 
4. tk>rk sessions on program writing, lcig frames, developoont 

ooncepts, program enrichment, etc., should be held at 

least once every two oonths in order to help the volags 
improve their programs • .. 

•. 
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