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PES Executive Summary
 

1. Private and Toluntary Organization Economic Support, 660-0097. 

2. The PVO Economic Support Project is an ESF grant-financed cooperative
agreement with the American ORI Federation (Project amount: $5
million) to Panage and implement PVO subprojects in the areas of
basic rural health, farm-to-market roads and bridges, and 
mini-hydroelectric power. The Project's purpose is to suppoxt the
Government of Zaire's objectives of self-sufficiency in basic foods
and iaproved access to basic health services for the rural poor. 

3. 
The present evaluation assesses project implementation to date, and

whether ORT's planning and management are adequate to assure timely

implementation of the chosen subprojects.
 

4. Consultants and an A.I.D. regional engineer spent one month in
 
Kinshasa and on subproject site visits in Bandundu, Haut-Zafre, and

Bas-Zaire regions. 
They conducted interviPws with representatives of
 
USAID, ORT, subproject PVOs, aad project-related community and

private organizations, as well as with individuals in communities
 
affected by the project. 
 In addition, ORT's management systems and
 
records were carefully reviewed.
 

5. Findings
 

a. Using a U.S. PVO as agent for.development support to indigenous
 
PVOs is a sound concept.
 

b. ORT management of the project is basically sound.
 

c. The project can be completed on time under the present schedule.
 

d. USAID monitoring of project implementation has been very thorough.
 

e. 
While it is too early to evaluate the performance of the
 
subproject PVOa, they seen capable of implementing the subprojects
 
as planned, wLth ORT assistance.
 

f. Given the types of activities to be implemented by this project,

evaluating project impact by gathering before-and-after
 
"objective" data is likely to prove unsatisfactory.
 

Lessons Learned 6. This section is not pertinent to the present
 

evaluation.
 

7. Recommendations
 

a. Develop flowcharts or similarly precise written analyses of steps

to be taken, and their timing, to ensure timely completion of each
 
subproject.
 



b. In the context of management training for PVO peAsonnel, emphasize
 
general management skills (decision making, problem solving,
 
leadership, etc). Technical training under the project should 
also emphasize versatility. 

c. 	 Prepare a budget and work plan for overall (including 
project-assisted) maintenance of rural roads In the roads and 
bridges subproject area. 

d. 	 Improve USAID/ORT working relations under this project. 

e. Amend the project's final evaluation plan to permit use of opinion
 
research instead of before-and-after baseline data to measure
 
project impacts.
 

f. Establish a system whereby ORT staff will be charged for personal
 
use of project vehicles.
 



On Institutional Development Assistance to Local PVOs (recommendations 2,
 
3, 4, 5, 6, 16, 17, and 28)
 

These recomendations, and the evaluation sections supporting then, would
 
considerably change the emphasis of project 660-0097, which was designed
 
to be a fast-disbursing project channeling XSF through PVOs in Zaire.
 
While good suggestions in themselves, these recomendations are more
 
appropriate for another project, not to 097.
 

Notwithstanding the above, there is substantial attention devoted to
 
institutional development assistance under Project 097. 
This assistance
 
to PVOs includes training (management and technical) and
 
consultancies/technical assistance to enable the local PVOs to implement

and manage the three subprojects. USAID considers the following

institution-building activities, planned by ORT, to be responsive to the
 
above recommendations:
 

- ECZORT subpr:,ject -a "management needs assessment" is being
performed in six of the 40 subproject-assisted rural health 
zones. Based on these assessments, a manual will be developed 
for use in a management training program usable by RHZn 
nationwide. 

- DPP subproject - a management needs analysis is being

performed of the legal, financial, and administrative needs of
 
the PVO, and appropriate interventions will be determined.
 

- KODA subproject - technical training in rural electrification
 
systems will be provided for the PVO subproject head;
 
an agreement is to be concluded whereby the PVO subproject
 
head will assist other PVOs to plan and implement similar
 
mini-hydro activities.
 

On the other hand, "overall development planning," "organizational

diagnosis," "institutional diagnosis," and "global planning" are not
 
within the scope of this project, nor should they be. USAID has other
 
mechanisms for providing, in the context of its overall strategy, more
 
general institutional development aosistance. For example:
 

- In health, one of the major objectives of the Basic Rural Health
 
project (660-0086) and its planned successor (660-0107) is
 
assistance to participating health zone institutions (mainly PVOs)
 
to improve management and reduce the unit cost of the services they
 
provide.
 

- In agriculture, the Area Marketing Development Project (660-0102)
will provide institutional analysis and subsequent assistance to 16 
PVOs in the project area, to improve their general capabilities and 
viability and to specifically encourage anA support expansion of
 
their agriculture activities.
 



In addition, USAID's portfolio includes an OPG to Technoserve, Inc.
 
(660-0113) to provide both short-term "business advisory" services and
 
intensive, long-term, on-site "management assistance" services to local
 
development organizations. (Project 113 is exactly the sort of activity the
 
Evaluators propose in recomendations 6, 16, 17, 18, 19, 20, and 28). This
 
activity will test out the Evaluators' idea that support to local PVO8 should
 
begin with and give primacy to institutional development assistance without
 
material inputs.
 

In contrast, 097 was oriented from the very beginning toward material inputs
 
and material outputs, with institutional development assistance to the
 
subproject PVOs intended specifically to enable then to implement the
 
subprojects.
 

With respect to inviting additional local PVOs to participate in management
 
training courses (recommnndation 4), USAID is in agreement with the
 
Evaluators. However, all the institutional development assistance provided

under 097 should remain focused specifically on the subproject PVOS and on the
 
subproject inputs and activities,
 

In connection with recommendations 5, 6, and 28 on future PVO support

projects, USAID points out that these are possible emphases for such future
 
projects, but not necessarily appropriate in all situations. Future PVO
 
project planning will take these ideas into consideration.
 



On USATD/ORT Relations and Other Project Management Concerns (recommendations
 
8W 9, 10, U1, 12, li, 14, and 15)
 

In project 660-0097, USAID and ORT have successfully collaborated in
 
designing, approving, and launching three well-conceived subprojecta; all this
 
in spite of certain "frictions" which, to credit the Evaluators' summary, 
might have crippled the project. USAID points out that thase same frictions 
surface frequently in USAID/PVO collaborative efforts worldwide; they have
 
their beginnings in the considerable differences between A.I.D.'s and a PVO's
 
objectives, strategy, exp'rti"-, and limitations. The Evaluators' efforts to
 
identify the specific behaviors causing less than optimum collaboration in
 
this case have benefited both USAID and ORT staff, and their recommendations
 
have, for the most part, been implemented already.
 

In reference to recommendation 11, USAID realizes that personal use of project
 
vehicles by project staff is not a problem unique to 097, but occurs in
 
several other USAID projects as well. Beyond the Evaluators' specific
 
recommendation that the 097 situation be rectified, USAID also plans to set 
a
 
Mission policy directing all projects to establish systems whereby personnel
 
will be charged for personal use (including home-to-office transportation) of
 
project vehicles. However, USAID notes that such a directive is virtually
 
impossible to enforce.
 

Concerning recommendation 14, USAID agrees that there should be periodic

formal USAID/ORT reviews of project 097 implementation. Inclusion of ORT in
 
the Director's quarterly portfolio reviews, however, may not be the best means
 
to this end. Instead, the USAID Design, Evaluation and Capital Projects
 
Office will hold quarterly reviews with ORT staff and other appropriate

Mission divisions. Monthly meetings between the ORT director and USAID
 
project committee are also planned. Implementation review by the Mission
 
Director and ORT project director together will occur at least once a year.
 

On the question of reducing USAID's "substantial involvement" in project
 
implementation, USAID has discussed with the ORT project director which
 
specific reporting or other requirements ORT would like to see lifted. In
 
fact, the lengthy and complicated oversight and approval procedures which gave

rise to recommendation 15 and the evaluation sections behind it were required

only during the now-completed subproject identification, design and approval
 
process. During the subproject implementation phase, these reporting
 
requirements have been greatly reduced. USAID understands that ORT is
 
satisfied with the present reporting requirements and will not request any

further reductions in them. USAID project monitoring will continue to follow
 
sound project management procedures and the requirements of the cooperative
 
agreement.
 



On Community Participation in Subprojects (recommendation 21)
 

Not only the ECZORT subproject of 097, but all of USAID's primary health care 
projects (Basic Rural Health, 660-0086; Basic Rural Health II, 660-0107; 
Center for Health and Community Development (OPG to Salvation,Army Zaire), 
660-0093) consider community participation essential to reach project 
objectives. In villages where these projects work, activitles are selected,

planned, and carried out by members of the village development committee, 
These village-level workers are trained and supervised by health center 
staff. Some rural health zones also have established health center committees 
which are responsible for managing health center activities and finances.
 



On Future PVO Support Projects (recommendations 26 and 28)
 

USAID disagrees with the precept that a broad "commitment to development"
should be a criterion for selecting implementing PVOs for future 
projects. At present USAID is working with and through an estimated 102
 
PVOs or missionary communies active in the health, nutrition,

agriculture, road and bridge improvement, appropriate technology, 
refugee, and energy sectors in Zaire. 

Very few of these are "committed" to development - for the most part,
they are simply doing what they are able with available staff to improve
the well-being of their Zairian neighbors. USAID wants to encourage then 
in what they do yell, and help them to do it better. USAID does not
 
believe, for example, that the Rethy mission should be chastened for not
 
actively addressing reforestation and family planning problems; like any

such organization (indeed, like USAID) the Rethy mission has had to
 
choose its priority activities based on its own interests, capabilities,
 
and limits.
 

Consequently, despite the Evaluators' comments, USAID reaffirms its
 
intention in future project planning to select and work with the PVO best
 
able to implement a given activity  health activities would thus be
 
entrusted to the available PVO with the best health staff and experience,

rather than to one which might have a "commitment" to and interest in
 
global development but little experience in health.
 



Other Recommendations 

23. 	 Looking into the possibilities for self-sustainable maintenance of 
rural roads, including user-fee systems, was made a part of the DPP 
s&bproject. However, the problem is one USAID is encountering
 
nationwide in all its rural-based projects. While USAID does not 
expect ORT to cone up with definitive solutions, it is expected that 
ORT will continue to explore the feasibility of some of these ideas. 

25. 	The Rethy mission was chosen for this mini-hydroelectric project
 
because it is able and willing to build and manage the generating
 
facility and distribution system. The aim of the project is to
 
provide, not to promote electricity.
 

The recommendations not listed on the PES facesheet or addressed in these
 
comments are already being implemented by USAJD and 0RT.
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EXEJIVE S4I RY
 

The attached ealuation was conducted by devlcpment consultants and an A.I.D. regicral engineer from May 29 to July 2, 1985 in Kinshasa and 
at subproject sites in and around Idiofa and Kajiji in the Bandundu
region of Zaire, Betly in Haut-Zaire and Sona Bata in Bas-Zaire. 

Interviews were conducted with representatives of USAID, ORT, thethree subproject PVCs and other community and private organizations whoseactivities ]ave a bearing on the project, and with individuals in
conunities to be affected by ti-e project. 

The following were the basic conclusions of the evaluation 

- The project corcept, using a U.S. PVO as agent for development
support to indigenous PVOs, is basically sound. Future
activities of this nature should be considered. However,
emphasis in such future activities should be on institutional
development of t-i lcal PVOs as well as on plysical outputs,
Education activities should be considered for irclusion. 

- OIC management of te project is basically sound. Its
reiationships with the subproject PVOs are generally good.However, more detailed implementation planning is advisable as
the project enters the field implementation phase. 

- Vexy minor questionable uses of funds were found. These should 
be corrected. 

- The project can be completed on time under current plans.
However, it is likely that at least some implementation
activities will not go according to plan. Of particular 
concern is the timing of delivery of bridge sections. These 
sorts of delays are common in Zaire despite the best planning. 

- The relationship between USAID and ORI has suffered from
considerable problems. It may be already on te mend, but
efforts toward a more positive attitude and professional
demeanor are recuired from both parties. 

- USAID monitoring of project implementation has been very

thorough. The Evaluators believe that USAID 
 monitoring of the
subproject implementation phase need benot so detailed. 



ii 

It is too soon to evaluate the implementation performance of the 
subproject PVso However, tley are basically sound 
organizations; they seem capable of implementing the subprojects 
as planned, with ORT assistance. 

Given the types ofactivities to be implemented by this project, 
an attempt to evaluate subproject impacts by gathering before
and-after "bjective" data is likely to prove very expensive and 
not very satisfactory. The evaluators recommend that opinion
research be used instead to evaluate project impacts. 



I. INIRDDCTION 

This evaluation was conducted from May 29 through July 2, 1985 in
Kinshasa and at subproject sites in and around Idiofa and Kajiji in the
Bandundu region, Ret ly in Haut-Zaire, and Sona Bata in Bas-Zaire. 

The evaluation team consisted of Mr. Richard Greene, team leader; Mr.Michel Saint-Amand, consultant; and Mr. Hugh Papworth, REDSO engineer. 

Six days (including three days travel time) were spent on the visitto Idiofa, seat of the D6veloppement Progres Pcpulaire (DPP) bridgeconstruction and road rehabilitation subproject. This included visits to
four bridge sites, at Mingandji, Itunda, Penanga and Laba Nsim, and tovarious culvert sites (including a major earthfill and culvert 
installation bridging a swamp just across the Loange river in Kasai
Occidental at Ndubula). 
These sites are within te Diocese of Idiofa, the
 area of operations of the DPP, which is te development arm of the
Diocese. Discussions were held with the Coordinator of External Relations
of DPP, Pere Ribarcourt, as well as with its major officials. A list of

those interviewed is given in section IV.A.2, 
 below. 

On the Retly visit a group consisting of the team leader, the ORT andUSAID project managers, and Dr. Mokuba Mpakebui of the Counterpart Fund

Division of the GOZ Department of Planning, 
 spent five days (including
travel time) visiting the site of the Kcda mini-hydroelectric subproject,the hospital and health zone headqgarters and two outlying health 
centers. The team spoke with the Kcda project manager and the Director(Medecin-Chef) of the health zone, and met with members of thecoordinating committees for the Koda subproject and the hospital. 

On the Kajiji trip the team leader, the ORT subproject manager, theUSAID project manager, and the ECZORT Technical and Training Coordinator

from ECZ spent four days (including travel time). The team visited the
Kajiji hospital which is 
 also the rural health zone headquarters, and twooutlylng health centers. We spoke with all the main officers of the
operation as well as with two local health committees. 

At Sona Bata, Mr. Saint-Amand spent one day visiting the rural health
 zone headquarters 
with Mr. Durant from OPT London. They spoke with Dr.
Minuku, the Medecin-Chef of the zone. 

In Kinshasa we spoke with the project manager and professional staff
members of ORT; with Dr. Frank Baer and Mr. Steve Brewster at ECZ; andwith the follcwixg members of the USAID staff: Mr. Lee Braddck, Chief,Design, Evaluation and Capital Projects Office (DEO), Mr. David Leong,
Deputy DE, Miss Kate Newman, project manager, Mrs. Carol Felkel, former
project manager, Mr. John Babylon, Program Officer, Dr. Glenn Post,Public Health Officer. Mr. Mike Trott, Management Officer, and Mr.Timotly
Borit of the DEO office. 



TIe evaluation team members were accompanied on all field visits bythe USAID project manager, and the ORT subproject managers (Miss LaurieEmrich for EXZ; Mr. Dan Goder for DPP; and Leslie Ftoc for Woda); and on 
some visits by Mr. John Durant (Project Coordinator from the ORT LondonOffice) and Dr. Mokuba Mpakabui (Deputy Chief of the Counterpart Fund
 
Division at the Department 
of Planning). Mr. Saint-Awand cccentrated onevaluating CRT's internal management systems, project expernitures, thesuffici.ny of plans and resources for completing Lhe project in the timeremainirg, and managementDPP structure. Mr. Papwor-th did not participate
in the Retly visit, but held discussions in Kinshasa with the PVO project 
manager from Retly. 

This evaluation is both qualitative and quantitative. It examires
 
not only progress and prospective progress toward specified project

outputs, 
 but also such considerations as the appropriateness of inputs, 
outputs, instrumentalities and plans for implementation, and 
institutional capacities and relationships, in the light of experience 
under the project to date. 

We have striver to identify the issues which should be addressed to

maximize the project's achievements and sustainability, as well as to
 
focus on prospects ank requirements for timely and effective
 
implementation for the remainder of the project. 
 In the time allowed,
we have not been able to obtain and analyze all available evidenme
 
bearing on the issues identified; however, on each issue we lave

attempted to make a reasoned 
 judgment based on di.russions with informed 
parties and examination of other readily available eviderre., 

The evaluation is also oriented towiard the.future: 
it l ks into past
problems only in 
so far as that can help determine how to do better in

the future, not for performance appraisal as an end in itself or to
 
assign blame. This is particularly pertinent to the USAID/ORT

relationship. 
We hIve attempted not to adjudicate disputes but rather to
indicate what must be done to put the ORT/USAID relationship on a soundfootinq. We lh.ve also begun the prcress of repairing this relationship,

by providing advice to both parties.
 

ORT (Organizaticri for Rehabi.itati-on through Training) as used in
 
this evaluation 
refers only to the OI' office respcrsible forproject, PVO Fboiymic Support, 660-0097, not 

this 
to other ORT operations in 

Zaire or elsewhere.
 

The REDSO engineer's evaluation was conducted in coordination with 
the team leader; it is attaced as Annex A and ircorporated into the
evaluation. Other team members discussed Mr. Papworth's major
observations and recommendations with him, and found. his reasoning
convincirx. We.were with tl.impressed broadness of Mr. Papworth's view
of the project --- he corerned hi.runel.f with such things as managerialcapability and appropriate technolcgy, for example, and not just narrow
tecriical issues -- ar with his effort to bring out the pros and cons on 
the issues he addressed. 

http:suffici.ny
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It is recamended that the portions ,fMr. Papworth's reports dealing
with the Dve cppement Progre3 Populaire (DPP) subproject be translated 
into French and given to the DPP. 

Mr. Saint-Amand's report is also attached. It is rich in background,
ideas and specifics, and is recommended reading for tho3e clocely
asscaiated with the project. 
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II. THE PRLTECT CONCEPT 

A. VALUE OF INDIGENUS PVOS 

The basic idea of the project, to have a U.S. Private and Voluntary
Organization (PVO) work with indigenous Private and Voluntary orNon vernmental Organizations (NG0s), is a good one. There are an
unusually large number of effective church or missicnary-founded PVOsactive in Zaire. The term indigenous must be used with qualificat, on in
the case of these PVOs, because they were for the most part founded Lyforeigners, and to a considerable extent continue to be staffed andfunded from foreign sources. Howver, they do have a strong commitment towrking in Zaire; their expatriate personnel tend to stay in Zaire for
extended periods of time; 
 and they generally strive to train Zairianpersonnel to replace tb- Thus, they have the positive features ofindigenous organization. n though In one sense they are. not indigenous. 

Their record on local financing is less strong than their
commitmer 4-. Philanthropy is not a significant indigenous source offinancing. However, there are possibilities for PVOs to earn money
their activities in Zaire, e.g. 

from 
by charging for the goods and services
they provide (such as medicines and medical services, which is 
 done bythe health PVOs), or by establishing enterprises which provide ircome tothe organization while providing needed goods or services to those they
are helping (examples of suh enterprises are the marketing and
prctessing of agricultural products, sale of agricultural inputs,
 

consumer cooperatives and vehicle repair). At least one of the
subproject PVOs is engaged in such enterprises, as are other PVOs in
Zaire. The wlys and wherefors 
 of such efforts will be discussad later.They are mentioned here merely to round off tIe discussion of the meaning
of "indigenous" in this context. 

The indigenous PVOs in Zaire offer a number of advantages as 
instrumentalities of development; these include: 

1) Lng-term commitment 

Both the organizations and their personnel are generally
committed to continuing their work in Zaire for long periods of time.
They are not here merely for one project. Thus, the likelihood that
development activities will be followed up on to deal with secondgeneration needs and problems is greater than with other expatriate
staffed develpment organizations. Moreover, the expatriate perscnnel ofthese organizations stay in-country long enough to ber-ome thoroughlyfamiliar with bow things work. mightIt be argued that they in factbecome too identified with the country,
in a 

and thus lower their expectationsway which slows down their activities, but we have not noticed thisto be the case in Zaire or elsewhere. On the contrary, it seems to us 
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that expatriates who are only in-country for a few years often haveunrealistic expectations and tend to push for quickly visible results at
the expense of more , rrAuring or genuinely beneficial ones. It seems to us that the benefits of understanding conferred ky long residence are a
useful corrective to the eagerness and sometimes excessive cptimism of a
newcomer; thus, USAID and indigenous PVOs make an ideal combination. 

2) Field orientation
 

PVO personnel, more than those of other development
oranizations, tend to live and work near the beneficiaries of their
devecpment efforts. Thus they dre better situated to understand theneeds of project beneficiaries, discover and deal with problems promptlyand effectively, and observe and adjust for unforeseen needs and results. 

3) Dedication 

PVO personnel tend to be motivated by a sense of mission rather
than by mere intellectual interest, or pay, status or life style
considerations. This sense of mission plays a large role in PVOpersonnel motivation. It is not clear that this makes PVO personnel moreeffective than other development agents; but, other things being equal,it does give them an advantage and is clearly a desirable quality.Furthermore, indigenous PVO personnel cost less than expatriates, and 

the long term to replace expatriate personnel with indigenous staff. 

generally very honest and reliable. 
are 

4) Indigenization 

In contrast to other development organizations, PVOs tend over 

A disadvantage of indigenous PVOs is that because of the element
of "volunteerism", tey may be less professional than non-PVO developmentorganizations. However, experience indicates that this may not always bethe case; it suggests the need for experiments in helping PVO personnel
to become more professional, which is one objective of the ORT project. 

B. P1J= JRPOSE 

USAID/Kinshasa has seen the primary purpose of this project as its
material outputs: bridges, stocks of medicine, health equipment,
rehabilitated health centers, and a Wldroeletric system; while OWr hastended to consider te institutional development aspects as of equalimportance. USAID's view of the purpose stems in part from the project'sorigin in Ebonomic Support Funds, which require rapid disbursement. The
project documents state both purposes. 
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Since at this point it is clear that the money will be disbursed in atimely manner, OR1 should be encouraged to give primacy to institutional
develcpment for the balance of the project, as it will have a significantmultiplier effect. Effective institutions can carry on developmentactivities with or without PID Yelp; can follow up on current development
actiities to assure that their benefits .are maintained and that theycontinue to flow to those who were suppxsed to receive them; and can work 
on means of financial self-stfficiency which may not be attainable within
the lifetime of a specific projeft. For example, rural health systemsprobably cannot be made entirely self-financing in a direct manner, since
their users cannot pay enough for drugs and services to finance the
supervisory apparatus and capital requirements at the referral center orhealth zone level. A PVO, however, may engage in other income ea.-ningactivities (e.g. inn-keeping or vehicle repairs) to cover sutch costs. 

In this connection, it would be helpful if ORT could retain the

services of a small enterprise development expert, ideally one with
experience in agro-industry and in rural areas of developing countries.

Such a person would have to be expert in market analysis, to identify

potentially profitable enterprises and determine their feasibility, as

well as in setting up and managing such enterprises. The work carried out
by such a 
person could (after diagnosis and general management technical
 
assistance and training) be the most useful thing which might be done to
 
assure the sustainability of the PVO operations assisted 
y this project.
 

The remainder of this project, then, and any follow-on ativity,

should be oriented primarily toward institutional development,

particularly as relating to self-sufficiency. Recommendations cornerning

follow-on activities are provided below.
 

C. U.S. PVO RCLE
 

Some sort of intermediary is needed when working with indigenousPVOs. There are too many local PVU for USAID to deal with directly,
especially since they do need considerable assistarce and guidance, and
the AID-supported activities they conduct constitute fairly complexprojects in themselves. Though these are relatively low-budget projects,a small project can, of course, demand as much administrative time as a

large one.
 

The intermediary role could probably be filled by a for-profit
contractor just as readily as by a PVO. It may be, however, that a FVO 
can relate to local PVOs and muster pri,.te sector resources more easilythat a for-profit contractor. The case is not clear. However, a PVO likeORT is perfectly suited to the intermediary role. Other things beingequal, employing a PVO to administer a project like this seems a good 
c hoice. 



III. PROJECT MANGEENT
 

A. ORT 

1. General
 

We have examined ORT project manragement systems and capabilities
in some depth and found the more than adequate. We co'nsider O1RP sound,in the quality of its staff; its management sstems; and te efforts ithas made to assure the efficient and effective implementation of the
project. We are also favorably impressed with ORT's ability to view theproject in its broad develcunent *context, i.e., to be aware of wht needsto be done to achieve its ultimate goals, rather than viewing it simplyas an immediate technical effort. Despite some problems in the ORT/USAID
relationship (discussed below), ORT compares favorably to PVOs andfor-profit contractors involved in other AID-finarced projects around the
 
world.
 

2. Management Systems
 

We lave examined s-everal of ORT's management systems in depth(though with less than audit completeness), and found them to be ofsatisfactory to excellent quality. We looked, for example, at accountingand vehicle use records. The accounting system is very well organized,

with the rules well laid out, detailed information on types of

expenditure, and very complete dcumentation of expenditures. Wespecifically examined four months of records relating to the "Repairs,
Maintenance and Services" item in the counterpart fund budget, and foundthat it 
was possible to readily determine the nature of every expenditure
under this line item. Similarly, we examined the vehicle use records and
found 
well maintained logs listing each trip, who made it, destination,

time (during working hours) and mileage.
 

In the area of implementation planning we reviewed ORT's plans for
transporting bridge sections to construction sites, one of the most
problematical areas of project implementation. We found that although ORThas devoted considerable attention to this important and difficult
problem, and considered a number of alternative solutions, there is still some analysis to be done before a be made.decision can Although thebridges are not expected to arrive for two more months at the earliest,and there is thus some leeway here, it is not too soon to finalize

detailed plans and begin contracting for transportation.
 

Although ORr's bridge construction subproject manager has been
monitoring preparatory construction work at the bridge sites, he does not
have a systematic flowchart or written analysis of all the steps
 
necessary for timely completion.
 



Something similar is true of all the subproject activities. The

project manager and subproject managers are sensitive 
to and have given a
great deal of attention to implementation; they are well informed on thecurreait status of activities and what is needed. However, tbey have not 
yet done the sort of detailed written or workflcw analysis that is thebest assurarce of effective implementation monitoring. With the project
now moving into the field implementation phase, surh detailed analyses
should be develcped. In this connection 
see section III.B, below,
"Timing." 

It is too soon to evaluate many aspects of ORP's subproject
monitoring, since most attention to date hIs been paid to preparatory

activities such as subproject design, ORT staffing, procurement

(including prccessing of source and origin waivers), arranging for andperforming institutional diagnoses, and planning systems for delivery of 
project inputs. 

ORT personnel have made six visits to the Idiofa project site for atotal of 41 days; five to the Retly site for a total of 30 days; and tofive different Rural Health Zones (IRHZs) for a total of 22 days. (In thelatter connection it should be noted that Steve Brewster, who is financed
by the project but works at ECZ, has made 20 visits to the health zonessirce November 1984.) The level of visits seems sufficient, especially
considering that the isproject just entering into the field
implementation phase. There have also been 15 visits hy subproject
personnel to ORT Kinshasa, many of them of several days and several of 
them of more than a week's duration.
 

We have examined ECZORT's systems for approving health facility
rehabilitation and found te documentation requirements to be 
comprehensive, precise and well enforced.
 

In a visit to the field with the evaluation team leader, the healthsubproject manager had a well-thought-out checklist. She looked at such
elements as stcck controls; sale and distribution records for te health 
zone and health center levels; and treatment and payment records. 

During te visit wasto Retly it evident that the ORP lydroeletric
subproject manager (who is a1so the project manager) was very familiar
with te technical details of the activity. 

Similarly, the evaluation team engineer worked closely with thebridge constrution subproject manager on a field visit and in Kinshasa,
and expressed satisfaction with his competence. 

3. Relationships with Subproject Personnel 

Oir's relationships with subproject personnel are generally
good. Although there was some tension between ORT and ECZ (stemming fromthe fact that ECZ manages another, mth larger, USAID project and did not 
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look kindly on ORT's guidance), the issues appear beento have worked outby ORT focusing its efforts and institutional relationships at the lccalPVO health zone level. This solution will not achieve the multipliereffect of working with a national-level organization, but it will create a body of nationally-usable intervention techniques and trainers. It alsohas the advantage of focusing institutionel development efforts at thelevel of the lccal PV) where the work must ultimately be done. More maybe learned by starting at this level than by trying a wholesale approach
to institutional development at the outset. 

4. Administrative Costs 

Questior-s have been raised about the percentage of project costsgoing to OWR(20%) as opposed to the material outputs. If we think ofthis as analogous to an overhead cost for planning and supervision of theproject as well as procurement services, it does not seem extraordinarily
large. Moreover, it is much more than an administrative cost. The projectdoes not involve only construction activities, the purchase and
distribution of ccmodities, and training. It invlves institutional
development as well, with the extensive analytical efforts,
inter-instituticxial contacts and continuous planning, input monitoring
and revision processes which 
sirh efforts require. There are also certainminimum costs of establishing an organization to handle this process,regardless of the size of the other elements of the project. 
 (In this

connection see the following section.) 

5. Expansion of the Project 

ORT feels that it is now capable of expanding beyond the threesubproject PVOs, to assist other lcal PVOs with institutional analysis,institutional development planning and training. These institutions couldparticipate in some of the courses to be conducted for the three original

PVOs without adding significantly to ORT's 
 burdens. 

If this expanded assistance in institutional analysis and planning isdecided upon, we recommend that OW concentrate it on a few missionarygroups in health zones under the ECZOR subproject, and on helping themto: 1) develop incme sources which will make it possible for them to carry on their programs with minimal outside support; and 2) do theoverall development planning (as opposed narrowto technical planning)necessary for income-generating activities and theto increase likelihoodthat all the inputs necessary for the achievement of basic goals are inplace. It is doubtful that health PVOs can become self-financing witinutengaging in enterprises other than just health services. (Most people in a country at Zaire's stage of development probably can't afford to paythe full cost of the hspital-level care and the superstructure of a
primary health care system.) To prevent disease, moreover, it may be necessary to concern oneself with agricultural production and, in turn,
roads. 
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Another example of a need for global planning is the need for
tacrnology, marketing and credit inputs to facilitate increases in
production which can take advantage of road improvements such as thosebeing made under the EPP subproject. This sort of activity is the core
of the overall USAID prcgram in Zaire. DPP is sensitive and responsive
to these broader development needs, but many other PVOs, notably some of
those in the health field, are not. 

Diagnostic and planning efforts with the health PVOs sinuld 
concentrate on a relatively few, so as to achieve a critical mass ofintervention which can generate self-perpetuating efforts at improvement. 

The guidelines set forth above will be applicable to any follow-on 
project which may be considered as well as to the remainder of thepresent project. In this connection see the "Future Activities" section 
below.
 

B. TIMING 

We lave also examined in some depth the plans and resources of ORr
and the subproject organizations (DPP, the Eglise du Christ au Zaire
(BCZ), and the Retly mission), and find them equal to the task of 
completing the project outputs before the current project completion

date, December 31, with one1986, possible major exception.* This, of
 
course, is not a guarantee. Unforeseen events can occur and people can
fall down on the job. However, the staffs of the involved organizations,

and the steps they hav taken to date, generally seem sufficient to get

the job done in the required time.
 

The exception is the bridge construction. Current plans would permit
completion by the end of the project, but there are a number of points at

which there is a significant probability that things will not go
according to plan. Further analysis is being undertaken by Mr.

Saint-Amand, Mr. Fax, and Mr. Goder, and will be available from ORP upon
 
request.
 

The schedule for culvert construction is also tiglt and leaves little
margin for error. However, it involves relatively fewer and more minor 
contingenc ies. 

* ORr's latest semi-annual report of May 29, 1985 gives extensive 
coverage to recent developments, current status and future plans. 



It has been suggested that ORT be asked to do PFPS* of the

subprojects with the participating PVOs. Although OP is planning and
preparing for timely ccepleticn of the project in a vigorous and

intelligent manner, PERr-type analysis would increase the likelihod that
all the steps required for timely completion of the project will betaken. The time and cost of invlving all- the concerned supervisory
personnel in this process, which can require a week or more of steady
work, must be weighed against the adverse consequences of not finishing
on time. Since the subproject PVrjs are capable of completing the material
outputs themselves, the conseq'ance of not ccapleting them before the

project termination date is merely 
 that they will be completed withoutORr supervision, with whatever diminution of quality that may cause (the
PVOs will be much more ready to proceed on their own by then). Even if
ORT supervicon were to be extended, the whole ORT needstaff would not to
be retained to assure the quality of the outputs; probably only the

engineer. Each of the subprojects must be examined separately.
 

Project management for the yroelectric subproject is impressive,

providing nothing happens to 
the Retly mission project manager, Mr. PaulBrown. We talked with him at length on technical and other matters, and
it is hard to imagine a better man for supervising this construction job.
He is moving expeditiously to get on with the job, and will almost
certainly continue to do so. It would not seem worth the trouble and
 
expense to do a PERT for this subproject.
 

The ECZ subproject presents a different picture. It involves the
distribution of pharmaceuticals and medical equipment, rehabilitation of
health centers, training, and technical assistarce. The distribution taskis perhaps not of a camplexity which of itself warrants PER-typeplanning. However, timely distribution of the drugs is important in order 
to permit ORT to help put in operation systems for accounting for thepharmaceuticals locally, and handling funds from their sale in a way
which will permit their replacement. For this reason, it would be useful

for ORT, with the ECZ medical bureau, to prepare PEFG-type analyses

encompassing both distribution of the drugs and institution of the
related self-finarring system in the rural health zones. 

* PERT = Program Evaluation Review Technique; see A.I.D. Handbook 3, 
Appendix 3N.
 



Although other training planned originally under the ECZORT
subproject, i.e., that not related to pharmaceutical sales, can probablybe completed before the project ends, it would be helpful for ORTestablish a training plan in the 

to 
near future indicating what trainingwill be conducted, where and when, how many participants there will be,how they will be selected and where they will come from. It may not be necessary for such a plan to be in full PERT detail, but it should touchupon the major steps necessary to complete the job. MZ training not
completed while ORT is 
 here' could be completed y ECZ, which is alreadyengaged in such training; but it would be desirable to have OIr's input

for as much of the training as possible, 

The rehabilitation aspect of this subproject is too complex anduncertain a prccess for a full-scale PEEr, involving as it does effortsin some 200 communities. However, it would be useful for ORT, inconjunction with ECZ, to prepare a schedule of the steps that will betaken to try to accomplish all the planned rehabilitation before the endof the project. Inspecting these jobs could imp-nse a heavy additional
burden on ECZ if they are not completed before project termination. 

The DPP subproject is of the sort which might usefully involvePERI-type planning with the local PVO as well as ORT, though it may bedesirable to postpone it until the end of the current dry season, duringwhich construction activities are in full swing. Assembling all thecritical supervisory personnel for the week or more it might take to do aPERT would probably require a suspension of field operations. Aside fromthe possible disruptive effects of such a suspension at this criticalpoint, the time gained as a result of PER' planning migt. not exceed thetime spent in doing it. A better solution would be to do the PERTplanning after the onset of the next rairy season, when work on thebridges and culverts will have to be suspended in ary case. This wouldassure a tight schedule during next year's dry season, and the exerciseshould be educational for DPP. Although the usefulness of PERT as acontrol tool is debatable in a case like this, the process of thinkingthrough all the steps necessary to complete job, and assigning timea 
lines to them, can make an organization generally more sensitive and
capable in implementation planning. 

Mearnwhile, more detailed implementation planning is needed for thissubproject in the form of time-phased flowlrts or written analysis. 
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C. USAID/OR' RELATIOS 

1. General 

USAID/ORT relations under this project at the beginning of theevaluation were at a level of friction which, if not already hrmnful tothe project, was disturbing to both parties and to the Evaluators
well. Each side was 

as 
quick to criticize the ot-her and impute blamewortly

behavior or motives. 

Both the USAID and the ORT personnel involved are intelligent,
energetic, methodical and genuinely ccxrerned about implementing theproject in the most effective and efficient way. At the same time, each
side also is subject to professional, organizational and personal needs
and pressures which may lead it to behave in a way which is frustating
and irritating Theto the other. Evaluators cor-lude that both USAID andORT are carrying out their responsibilities with more than average
cmpetece and good intentions, but 
that eoch should be more circumspect
in reacting to and responding to questions raised by the Bothother.
USAID and ORT need to strive to think of their counterparts as doing thebest they can; and to suppose that, if they cannot satisfy all hopes and
expectations, they probably have good reasons for their failure. 

The situation already seems to have improved substantially as aresult of frank discussions during the evaluation. Each side hasacknowledged these faults and expressed a determination to let bygones be
bygones and put the relationship on a more positive footing. Thediscussion which follows provides some specific guidelines to both USAID
and ORT for establishing and maintaining better relations. 

First, in ofthe context normal project monitoring, an antagonistic
attitude has frequently crept into the USAID/OIU relationship,
significantly affecting the spirit of collaboration one might expect from
the two organizations. To minimize such problems the future,in the 
Evaluators recommend tiat: 

- Questions posed orally should be answered fully andresponsively; each party should assume that the questions arise
from a genuine need to know, and require a genuine response. 

- Questions posed in writing should be responded to in writing, as 
far as practicable, within a week or ten days. 

- Where questions are left unanswered, every effort should be made
to obtain answers, before resorting to written complaints or 
criticism. 

- Where questions are posed, they should be necessary questions
not rhetorical or implicitly punitive questions. 
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Another source of USAID/ORI friction has been the free personal use 
of project vehicles by OR perscnnel. USAID thinks this is an improper 
use of project vehicles. However, free perscnal use of vehicles is a common perquisite for officers of private companies, and is reportedly
general in Zairian Government contracts, including the Office des Routes
 
contracts with ORr.
 

This is not to say that USAID should subsidize this perquisite. The 
bcoperative Agreement provides (Article I.1.): "USAID/Kinshasa shall

provide three 4-wheel drive vehicles for the offical use of the recipient
while in Zaire, if available. If not available, USAID agrees to approve
prccurement of the vehicles under this agreement" (underlining added).
This clause might be interpreted as having put ORT on notice that the 
vehicles were not for personal use. However, te Evaluators suggest that
instead of withdrawing personal use of tl-e vehicles (which could cause 
hardship to ORT personnel at this late date, since tly-y cannot, under the
GOZ/ORT Protocol of Agreement of February 25, 1984, import Vehicles not 
previously owned), a charge be imposed on ORT employees for private use
of the vehicles. This could result in ORI having to Lbsorb te cost of 
personal use by, for example, Dan Goder, who has a clause in his contract 
permitting such use. 

Mr. Saint-Amand's report (Annex B) should be examined for otier 
expenses TISAID might wis to question; though those we have fourn are at 
most of a very minor nature. 

Some other suggestions to improve USAID/ORT relations are as follows: 

- Relieve the USAID project manager of some or all of her 
administrative assistant responsibilities, at least until (1)
she has become more familiar with the project and A.I.D. 
prccedures, or (2) the USAID supervisory role is reduced. Sle 
is energetic and intelligent but has too much to do at present. 

- Reinstate quarterly ORr/USAID implementation reviews. Such 
regular, fae-to-face discussion should to JSAIDlead spending
less time on issues which might be quickly dispelled by OR's 
presence. Also, dealing with implementation in an 
across-te-board manner reassuremigit both parties and avoid 
the generation of issues. Even if the meetings take a bit longer

because of OrI"s presence, ORT should be given this opportunity 
to communicate its views hearand those of others. 
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Changes in USAID policy or procedures which affect ORT or ORT 
employees should be discussed in advance, to avoid resentments 
arising from any unilateral decisions. 

In sulmmary, both parties should strive to remember that they are 
partners in this project, each with its own responsibilities. 

2. The Cooperative Agreement 

Frictions between USAID and ORU would be lessened and time and 
money saved if USAID monitoring of project implementation were to more

closely resemble that under an Operational Program Grant (OPG). It is

questionable whether 
the benefits achieved by such careful USAID 
monitoring as this project has been subjected to equal its costs. The
head of the USAID Design, Evaluation and Capital Projects Office (DEO) 
oversees the Assistant DEO, who oversees the USAID project manager, who
monitors the project implementation. In addition, other USAID staff have
their specific roles to play, like the engineers, procurement
specialists, and controller, program and management personnel.
 

The costs of this system are not only in the USAID staff time
involved, but in the additional reports and explanations which may be
imposed on ORP as a result. Such careful monitoring is normally required
by A.I.D., to see that funds are used to best advantage. However, the
Evaluators suggest that at this point in project 097 it is not necessary

for USAID to supervise the PVOs' activities so closely. The OPG-type

approach relieves USAID 
 from detailed monitoring of implementation. 

The ",ibstantial AID involvament" implied in a Cooperative Agreement
makes sense where the PVO as not demonstrated its ability to carry out 
development programs of the sort involved; or when it is engagc- in a 
project which constitutes a major part of A.I.D. 's development efforts in 
a particular country; or if it is a project on which other such 
deelopment efforts depend. 

Some of those involved in the project have argued that A.I.D. needed 
to be substantially involved because this project was an experiment.
Fwever, the "experimental" aspect is the management set-up (having one
PVO oversee others) and not any particularly unusual implementation
problems. Thus, USAID's need to be informed on the experimental aspezts
of the project could be met without full supervision of the
 
implementation process. 
 It has also been argued that A.I.D. went th_

substantial involvement route because of the critical attention from 
Congress which attended the launching of the project. 
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USAID's questioms to date about OR's management of the project havenot been over abuses, negligence or even major failures or mistakes, butrather over issues of optimization, i.e., about ways of optimizingimplementation and cost/benefit results. The Evaluators believe that OI rhas now demonstrated sufficient managerial capacity with regard to thisproject to permit USA! project oversight to become less involved. 

The Mission should make an effort to define its supervisoryresponsibilities in a way which lessens the amount of work generatedit and ORT. It needs to be made clear to the project manager and other
for 

USAID personnel how far they need go in overseeing ORr activities. 

The Evaluators suggest that ORT submit to USAID a list of thereporting requirements which ORT would like to see lifted. USAID wouldthen assess the pros and cons of the requested relief and revise the
project management responsibilities as appropriate.
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111. SUBPIRWECTS 

A. THE PMUS
 

1. The Rural Health Zones (MiZs) 

As explaind earlier, members of the evaluation team visitedthree rural health zones: Vajiji, Retly and Sona Bata. All were found tobe oriented toward prceventive and promotive medicine, all were found tobe relatively well managed and well organized; but all were in clear needof management and financial training and technical assistance. As one ofthe Chief Doctors put it, the missions (for these health zones grewaround mission hospitals) have not paid much attention to management or 
finance. 

a. Finarnial Self-Suf fic iency 

This problem will be studied in detail under the SANRJ II
project (660-0107), 
 and many of the ideas which follow are already underconsideration. 
Two sorts of attention to finance are needed. Although

all of the health zones visited assess charges for drugs and services,
the charges are not based on any calculation or plan as to what is
recuired for overall financial self-sufficiercy. one of ORT's first
priorities should be to help ECZ develop the capacity to aid these and

all health zones in the development of such plans.
 

Second, these health zones have thought at most about a limited sort
of self-sufficierry, in which certain costs (e.g. those at the village
and healt h center levels, and only part of those 
at the hospital/zonal

level) will be met by charges. They tend to exclude from their
calculations such costs as the salaries of zonal and administrative
staff, expatriate dctors and nurses, and replacement of equipment onwhich their operations are vitally dependent. It seems doubtful that
rural health zones in Zaire can obtain enough income from fees for
services and sale of pharmweuticals to cover 
their full costs. Putanother way, it seems likely that few, if any, rural populations in Zaire can pay enough for medical help to support a hospital and theadministrative and techrcal superstructir:e necessary to maintain a 
successful health zone operation.
 

The PVOs face a choice, then, between remaining dependent on outsidefunding sources (i.e., the government, home missions and other foreign
donors), and going into other income-earning operations. Although the
latter would impose additional administrative burdens on the PVOs, it
 seems feasible, especially considering that many of PVOs :.re already
doing a great deal more than merely administering health programs. DPP,for example, has recently constructed a factory for processing rice, 
maize,
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peanuts, soybeans and coffee. The PVOs represent a significant resource,in that they are more capable than most indigenous groups of undertaking
various develcpnent-related enterprises. 

The alternatives are remaining dependent on government of Zaire
 
funding, or on 
foreign sources. The major foraign sources, sponsoring
church groups, may have been reliable so far, but development of more
reliable local funding sources would seem preferable to perpetualdependenry and would have the further advantage of freeing outside funds
for other development uses. 

Mney-earning enterprises could grow out o-. thi FVOs' existingdevelopment operations. For instance, some hiospitals have a demand forprivate rooms which can earn more than they cost. As man, hospi als arein areas without adequate hotels, Thethey might expand ito- inn-keeping.staffs of mechanics, and te facilities they use to repair mission andhealth zone vehicles, refrigerators and other equipment, might be
expanded to provide for-profit services 
to other members of thecommunity. Canteens maintained for missions might be expanded into largercommercial operations, and might get into marketing and even processing
of agricultural products. 

This is not to say that establishing surh enterprises can be expectedto be easy or without difficulty. However, the potential for, andpotential value of, establishing them would seem to warrant experiment.There would be little harm, in any case, in OIC helping the interested
PVOs to think about and plan for such possibilities.
 

b. Zairian Personnel 

One other important form of dependency experienced by all thePVOs is dependence on expatriate personnel. Planning is being, and shouldcontinue to be, undertaken by the RHZ PVOs for the identification,edLcation (including obtaining university scholarships) and on-tie-job
development of Zairian managers and professionals. (See Section V,

"Future Activities".)
 

c. Administrative Diagnosis
 

As indicated earlier, the health PVOs, with their missionaryorigins, have not paid a great deal of attention to management. They needorganizational diagnosis to help them identify and define managerialdevelopment needs and formulate plans to meet them. ORT is providing such
ielp under this project, and should continue to do so. 
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d. Management Training 

A number of people at Kajiji raised the issue of lack ofmanagerial capability. The administrator of the health zone, a Zairian
with an MPH from the U.S., is a capable and energetic administrator.

However, he needs a kind of management help which is in short supply. The
kind of manager most needed is not so much one with narrow, specific
skills such as accounting (though these are needed too), as versatile
 
managers who are capable of identifying problems, finding solutions,

making the necessary decisions, providing leadership in implementation,
and developing institutional strategies. Part of the feeling was thatpeople with such training would acquire and use specific skills much more
etfectively than narrow specialists. This of course has implications for
the kind of training to be provided by the ORT project. 

See also the section on Zairian Personnel, above, in conncection with

the need to train Zairian managers and profeosionals.
 

e. Technical Training
 

Various members of tle Kajiji staff expressed a need for a
similar kind of training in certain technical areas. They said they did
 
not want narrow specialists but "jacks-of-all-trades" who coula repair
doors and refrigerators as well as autos and wio were good at improvising
 
solutions.
 

f. ORF Support Staff
 

The importaxne of training and the types of training described

here suggest that it will be very useful to continue to have on the ORT

staff a training expert experienced in management and management

training, and adept at creating experience-based systems for developing

broad problen-solving skills (as distinguished from narrow technical
 
know-how). Or's current administrative and finance officer, who is

broadly experienced in management and education, will be leaving shortly

and should be replaced by an equally broad-gauge person, in accordance 
with the above requirements. 

g. Carianity Participation 

As is reccgnized in the SANRU projects, community organization

and support at the village and health center level is an important
element of success of the_ RHZ program: it will help assure payment for
medicines and services, leading to self-sufficiency; it will serve as a
check on and inducement to the health workers, so as to raise the quality

of thir services; and it will provide an organizational base for

conmunity health measures like safe andwater systems environmental 
sanitation.
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h. 1-habiliation of Health Facilities 

The team considered the di'fficult question whetherrehabilitation of local facilities is likely to have a significant effecton the quality of health programs. Discussion with health centerofficals and the people they serve, as well as observation of usage ofcenters in good and bad condition, has convinced us that the condition ofthe center probably does have an important effect on the morale and
motivation of the health workers and the confidence of the public in
them. It may also have an effect 
on ccmmunity commitment to envirevmentalsanitation and personal hygiene. The impact of rehabilitation should belooked at in the final evaluation"of this project. 

i. Persons Interviewed
 

At te Kajiji health zone, the team spoke with the health zoneadministrator; te doctor at the hospital; the four expatriate nurses;two Mennonite volunteers (inagriculture and nutrition); the secretary ofthe health zone coordinating committee; the nurse and village elders atShakalongo, a village near Kajiji; and the nurse and the health committee
at Kingwangala, a 
town of several thousand people in the zone.
 

At Rethy, the team spoke to the Chief Doctor/Administrator

(Medecin-Chef); the head nurse; the Zairian hospital administrator; and
various Zairian members of the hospital coordinating committee, includinga parson, a businessman and a schoolteacher. 

At Sona Bata, te team spoke to te Medecin-Chef, and very briefly to 
a European surgeon, and visited two nearby health centers. 

2. DPP
 

a. The Organization 

The DPP appeared to te team to be an organization ofconsiderable merit and potential. This is not to say that it is withoutproblems: its accounting systems need improving; it can well use othertypes of managerial assistance; and it reportedly has had significantproblems with its agricultural development centers. On the other hand,DPP has energetic, imaginative and intelligent leadership, a strongcommitment to development, and a 
broad view of the development process.
It is involved not just in road improvement activities, but inagricultural assistance, marketing, sale of agricultural inputs and
tools, education, health, and processing agricultural commodities (havingrecently built a factory and micro-hydroelectric system for the lastpurpose). The organization has a systems concept of development, i.e., itis aware of te complementary efforts necessary to help peopleeffectively; and isit cornerned about self-sufficiency (which is oneimportant reason for the agricultural processing plant). 
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Although EPP has spread itself widely, it seems capable ofaccomplishing a great deal. The moving spirit of the organization, PAr:eRibaucourt, has been there 33 years; he knows the area thoroughly and las a good understanding of the development process. He is conscious,

however, of the danger of dependency, and is making a deliberate and
apparently successful effort to shift responsibilities to Zairian staffand a community-based policy committee. Pare Ribaucourt remained silentmost of the time in meeting between the evaluation team and DPP Zairianstaff, and spends increasingly more time away from Idiofa. The Zairianstaff, though not yet of his caliber, is impressive in its own way andseems likely to be able to carzy .an the work of the organization withoutthe Pre, though perhaps not without a noticeable loss of momentum. TieDPP also attempts to place local people in higher education programs
develop their leadership capabilities. 

to 

b. Persons Interviewed 

We met with the Executive Coordinator of the organization, Citoyen
Munkoba; the Chief of te Infrastructure Section, Cit. Mampasi; the
Community Works Supervisor, Cit. Kambenga 
 (who supervises the work teamsfor bridge construction and who is supervised by the Chief ofInfrastructure); te Chief of the Agriculture and Small LivestockSection, Cit. Mayira; the Chief of the Large Livestock Section, Cit.Atungale; the accountant, Cit. Ossier; the Personnel Officer, Cit. Lau;
and the president of te charcoal cooperative, Cit. Nkweso. With the
exception of the accountant, they all seemed knowledgeable and 
self-assured.
 

During this site visit we also talked to officials of the Compagniede Developpemient Agro-Pastoral Integr6 pour le Kwango et le Kwilu
(CO AIK), a society of 
merchants and processors headquartered in Kikwit;Mr. Crespo, the director of the Compagnie de'Commerce du Bandundu (CCB),
a Belgian palm oil producer with a significant investment in the area;
and Abbe Guya, 
 the President of the Interdiocesan Commission at Idiofa. 

c. Cost/Benefit Justification 

We saw very little traffic at two of the bridge sites wevisited, which are currently served by Theferries. team engineer raiseda question about te economic justification for te bridges. One day ofobservation is not very conclusive. It could be that commercial trafficwill grow greatly as a result of te installation of the bridges and theferry across the loange (which will open the way for traffic from Kasaiwhich currently must use a much more circuitous route to Kikwit andKinshasa). Also, it is difficult to calculate the variousvalue of otherbenefits which may flow from the bridges, such as better access tohealth, extension and other development services. The bridges may alsohave a significant bearing on whether the CCB (a subsidiary of the 
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Kinshasa-based Compagnie de Commerce et Plantations CCP) will continueactivities in the area. In any case, it is our opinion that it would not
be appropriate to back down at this stage after expectations have been
raised and a good deal of work done. Thus, the Evaluators conclude that a 
rerun of te cost/benefit analysis is not called for. 

d. Maintenance 

There is little doubt that DPP can maintain the bridges andculverts they are installing. They already do a good deal of such workand appear to have the necessary finarcial and human resources. Road
maintenance is a more serious problem. DPP and the ccmmunities along teroad do some at present, but the main source of maintenance is commercialcompanies operating in the area. CCB is ty the far te largest of these,
and its future is uncertain. We were told that the economies of palm oilproduction in the area may be weak, and that CB is taking every thing it can get out of the area and putting very little back in. 

The most-discussed maintenance alternatives have been (1) local
charges to merchants using the roads and allocation of receipts from the
roads (taxe de voirie) and to DPP for road maintenance; and (2)

allocation of receipts from fuel taxes to DPP for road work. The problem
with the first solution is that those knowledgeable about te area are
skeptical that much can be collected from the merchants localby
authorities or that much of what is collected will get into a common
fund. It is anticipated that te merchants would bribe the fee collectorsand that a good deal of what was collected would be diverted before it
got to those responsible for road maintenance. The problem with the

existing fuel taxes is very
that little of the proceeds is currently used
for road maintenance and that significant vested interests would have to

be overcome to rechannel them for that purpose. 

The most promising solution proposed is to require permits for use ofthe zone roads; these would be sold by CODAIK. In turn OODAIK would beresponsible for maintaining those sections of road not assigned to otherparties (as earlier suggested by ORr) using the funds from permit sales.This would have several advantages. It would exact contributions from themerchants. Since COJIK is in part a society of merchants it would putthe merchants in charge of collecting from themselves, which may be agood deal easier than outsiders trying to do it. Perhaps most impcrtant,

the members of CODAIK would have a vested interest in seeing to it thatthe funds were properly collected and used for maintenance, since theirbusinesses would suffer in proportion to the system's failure. In other 
words, it would be a self-policing system. 
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There is no guarantee that this system would work, but its

self-policing features make it seem 
 the most promising of the
alternatives we One thoughtconsidered. informant that the funds 
generated by,road use permits should be given to EPP, which e argued

would do better road maintenance then OODAIK. This alternative has

certain weaknesses. First, the c-nerrion betiten the coii;cticn of fees
and the maintenare of roads would no loeiger be as direct as it would be
if CODAIK were responsible ,for both functions, so that the zeal of COODAIK
members in assuring trt. fees were collected and used for maintenance
might diminish. Second, it would create a we/they situaticn - we collect
the money, they get to use it  with the potential for distrust and

conflict inherent in such an arrangement, and a resulting further
 
reduction ir CODAIK's determination to collect fees and turn them 
over.A possible solution to this problem is COMPIK contracting with DPP to do 
the actual work.
 

Questions exist about CODAIK's administrative capability, which would
have to be faced up to before such a program were introduced, but which

do not preclude its feasibility a priori. For one thing, CODAIK could
 
contract out (to DPP, for example) for maintenance. We suggest that the
World Bank, which we understand funds CODAIK, be consulted on this. 

Another proposed solution is a consortium of CODAIK, DPP, the

companies and the collectivites (townships). The idea merits further 
consideration, but bears the same defects as the DPP solution: there

would not be so direct and visible a connection between the co1le'tion

and application of fees and the road maintenance process. 
 The merchants
could hang back in an effort to get the other members of the consortium
 
to shoulder the main burden.
 

Thus, giving CODAIK responsibility for specific sections of road, andcombining responsibility for collection and maintenance in CODAIK, seems
the most promising solution. Of course, one important and problematical
prerequisite would be the regional government's agreement to impose a

road use permit requirement. However, 
 this might be easier to obtain than 
an effective and sustainable rechannelling of current road and fuel tax
proceeds. Various other possibilities for self-sustaining road 
maintenance are being considered by USAID in connection with the North

Shaba project. The self-policing approach described above is 
 one more 
alternative.
 

A budget for road maintenance from all sources siould be prepared b 
DPP, with ORP assistance if necessary, as a starting point for
maintenance planning; appropriate planning should follow. This budget
should not fail to include amortization costs for replacement of bridges,
culverts, and construction equipment usable for maintenance. 
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3. Retly 

We refer here to Retly rather than Koda or C=CA (CommunauteEvang61igue du Centre de l'Afrique), because the Retly mission is incharge of two project-supported activities, the Koda ydroelectric
project and an ECZOR-strpported health zone. 
(CECA is a broader
organization. Koda is the name of the stream which will supply the water 
for the lydroelectric project.) 

It is instructive to consider the Retly mission as an institution
rather than looking on the activities it carries out as separate.effecti%eness with which the mission contributes to development, as

The 

opposed to the narrower aims of the subprojects, is affected by itscharacter as an institution. This suggests a forcriterion selection of 
PVOs for any future project.
 

It should be noted that USAID designed the Retly hydroelectric
project as a multifaceted experiment to test: the ability of contractorsin Zaire to do this kind of job at reasonable cost; the feasibility ofmaking such an operation self-f inaning; and the impact of
electrification on the local economy. The Retly case is used in thefollowing discussion as an example, to illuminate some criteria which
would apply in other cases 
where such special reasons for proceeding do 
not exist. 

'
he aims of the Rethy mission are more evangelical than
developmental. Though it is probably genuinely concerned about healthand other types of material well-being, it tends not to apply as much
thought and energy to improving economic conditons 
as it does toevangelism. Thus, it proposed and perceivs the hydroelectric projectprimarily as a means of serving mission needs rather than as one of
generating economic activity. Consequently, there has been little 
 or noeffort on the mission's part to encourage use of the electricity in wayswhich would create more resources with which the community might meet its
development needs, as opposed to immediate consumption.
 

In this connection, the Evaluators recommend ORT continue to promoteuse of the electricity by activities which will increase the flow of
 
resources to the community.
 

The mission's attitude toward development activities also was
reflected in remarks made to the Evaluators concerning health andeducation. We were told that the mission got into health because "youcan't take care of people's spiritual needs if areand 
their bodies hurting;"that the mission withdrew from local education (to which it has neverreturned with its original commitment) because the Government would not"let it teach Bible." Also illuminating are the mission's lack of effortto promote reforestation and its somewhat passive response to family

planning needs despite serious land availability and deforestation 
problems.
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All of this is understandable given the Retly mission's overriding
evangelical purposes. 
While Rethy mighit therefore be a less effective

"development" institution than the DPP or the Kajaji mission, it is a
capable organization in its own right, and is the only organization

available to implement these activities (health zone and electrical
 
system management).
 

In one sense, a "development institution" is not essential 
"development" impact can be effected by strictly health or strictly
agriculture activities. However, the Evaluators recommend that, in
future P'A) activities, priority should be given (other things be ecual)
to assisting PVCs that are committed to development in the broader sense,
and to encouraging other PVOs to move toward that broader approach. 

That said, it should be reiterated that (barring some unexpected

event which would remove Paul Brown, the hydroelectric subproject
 
manager, from the scene) we can expect superb implementation of the
ydroelectric project. Brown is dynamic, exacting, knowledgeable and
intelligent, and has unsurpassable determination to assure that the jobis done expeditiously, economically and well. If we could find FVOs which
combined Retly's ability and determination with a deeper and broader 
commitment to development, we would do very well indeed. 

The Evaluators suggest that an agreement be reached between ORT,USAID and the Retly mission to make Mr. Brown available later to another
mission to help it learn how to supervise a ydroelectric project, with 
the next mission to help another, and so on.
 

The April 1985 NRECA report suggests that the Koda project can be

self-sustainina. There is no reason to doubt that user fee plans are

adequate for that purpose and that 
the mission can be relied on to
 
implement them.
 

B. FtUflRE EVALUATION 

A question 1-as been raised by ORP concerning the original
end-of-project evaluation plan. It argues, in effect, that the results
yielded y an evaluation using before-and-after "objective" data may not
be worth the cost of gathering such data. There is much to be said forthis argument. Time did not permit us to verify the amount of base data

available for the three subprojects, but initial inquiries indicate that
it is 
 not very great. The health zones visited did not have adequate data 
on morbidity or mortality, and the DPP did not have data on agricultural
sales in the areas where the bridges will be built.
 

The impact of the Koda project can be partly measured by simply
comparing the cost of electricity now with its cost after completion of
the project. However, its impact on economic activity will be more
 
difficult to assess.
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Sound objective data are not easy or inexpensive to gather. Thev
 
require a great deal of field work and expert 
time. Such data could-be 
gathered by local personnel at low cost but the gathering process would 
then have to be closely monitored by experts to assure reliability. Even 
if such data were obtained, there would be problems in establishing
causal connections between the A.I.D.-funded inputs and the health or 
economic conditions at te end of the project. In the case of health the
097-financed inputs will beso dispersed and intermixed with others that 
it will be virtually impossible to separate the causal relationships. In
all the subprojects the results also will be influenced ty extrinsic 
factors; it would be very expensive, if not impossible, to gather

adequate data over an extended time period, or from activities which

could serve as a basis for comparison, to permit evaluators to establish
 
causality through regression or factor analysis. Even then te research

results would be questionable, given te general paucity of data and
 
difficulties of gatering it.
 

O1U has suggested using output data for evaluation. This, however,

would not tell us whether the outputs contributed to accomplishing the

stated purposes and goals of the project. A better approach would be
 
opinion research, asking te users 
and intended beneficiaries of the
097-funded inputs how beneficial they perceive them as having been. It 
is, of course, not easy to obtain accurate expressicns of opinion and
 
there is no guarartee 
 that people's opinions reflect tie true situation. 
However, the former problem can be satisfactorily dealt with by
appropriate methodology (e.g. probing questions calling upon interviewees 
to justify their opinions); and the interviewee's opinions, we contend, 
are no more like3y to be inaccurate than the results of inevitably
under-financed* "objective" research in an environment where it is so 
difficult to condL-_t. 

We would recommend, then, against gathering base data, unless it is
found that enough usable data exists to make the need for supplementing
it feasible without inordinate expense; and using less expensive 
after-project opinion research instead.
 

* Sich research is underfinarced because the expense of doing it right 
is prohibitive.
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Such an evaluation could take place shortly after the end of te 
project, although it would be more useful to wait a year for results and
second generation problems to emerge. The DPP and Rety sites should be 
visited, along with several health zones. The evaluation should be 
impact-oriented, and the evaluation team shDuld include at least one 
social scientist experienced in interviewing people with little education 
in developing countries. The team should also contain someone generally
experienced in development and development administration to evaluate the
institutional development impact and the appropriateness of the project
strategy and inputs. However, primary stress should be placed on 
evaluating how effectively the project ac.hieved its purposes and goals.
The evaluation should not fail tb look at the environmental and 
nutritional impacts of the increased commerzialization of agricultural
products expected as a result of the DPP subproject. 
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V. FUTURE ACTIVITIES 

As already indicated, "indigenous" PVOs in Zaire are a developnent.
resource of great potential, and the idea of trial support for them,therefore, a good one. E! its nature, however, the current project is not a test of the impact of institutional development help o. these PVOS. 

It is recommended that in future such projects a greater emphasis beplaced on the institutional develcpment targets. There are, of course,other c onsideritions which may affect the character of future PVO supportprojects; but an emphasis on institutional developsent assistance willhave a greater multiplier effct t-an that of the present project. 

Mary of the following suggestions are already being implemented in
the context of other USAID projects. They merit continued emphasis,

especially in planning 
any futur-. PVO support activities. 

The need for organizing community participation should continue to bestressed in future projects, along the lines of (but not limited to) tlemodel discussed above in connection with the 097 health subproject. 

Anoti-er important institutional development need is development ofindigenous managers and professionals to replace expatriates. This

involves not just in-country training, but also identifying potential
managers and professionals and arranging for them to get te educationand experience thay need to take on highe r--level positions in the PVOs. 

In this connection, t.re is a strong case that a competent andmotivated people is the sine qua non of development. A developed

population will create inf-rastructure, find capital and acquire
technology and resources (for example, Israel, 
 South Korea, Hong Kongand, earlier, Japan), But a country rich in the other prerequisites willbe constrained in its development by the lack of human resources. 

This suggests that would beit useful for the Protestant 1VOs to getback into education in a more intensive way (manky of them having pulledout when the government took over the schools and not having returned infull force when tkz government withdrew). be:It might worthwhile for
USAID to consider elp to Zairian PVOs in eduation. 

It is reccmmended, then, that any future PVO support project
concentrate on, or at least give equal emxtasis to, institutional
development, specifically technical assistanre and training in suchareas as: institutional analysis; administiative, finarcial, program andstrategic planning; clarification of objectives; project analysis ?nddesign; incme generating activities; program management techniques and
management skills (general as well as specific; especially general); 
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develcpment of Zairian managers and professionals; and evaluation. Suchassistance should concern itself in particular with helping the PVOs
develop plans for complete self-financing and for well rounded
developent programs taking into account, in a prioritized way, thesynergistic relaticnshi amonge various elements of the process, as well as strengthening other management capabilities. 

In addition, any future PVO support project should have on its staffexperts in management training and small enterprise development,

described in the RHZ subproject and project purpose sections above.
 

One virtue of combining institutional development with materialoutputs is that the latter provide an actual case for the former to focus on. However, it is not essential in the context of a PVO support project
to invest in material inputs. Pctivities already being carried out by
local PVO can be used as 

a 
vehicles for institutional development, and
probably represent a more appropriate basis for it in any case. This
approach is already being tried out under 
 a USAID OPG to Technoserve,
 

Inc. (660-0113).
 

Material inputs should ideally be introduced only after institutional

development is off to a sound start and with a conscious effort not to
give them primacy over institutional development. Such inputs, moreover,
should be principally, if not exclusively, directed to organizational
self-sufficieny; i.e., shouldthey supply the means for income 
generating activities. This is a sufficiently broad criterion to
 encompass most activities A.I.D. might want to support. It would allow,

for example, for all the material inputs provided under the 097 project:
the DPP bridges will help DPP develop incane through the sale of

agricultural produce and possibly through road 
use fees; the Retlylydroelectric power will support income-earning enterprises, and will be
sold; and the RHZ drugs are being sold. 

Material inputs can be an inducement to acceot institutional

development assistance. However, it is possible that this approach will
attract PVOs which are only weakly committed to the development process.It would be interesting to see how many are interested in institutional 
development -' thout material inducements. 

It has been pointed out that working with a large number of PVOs ininstitutional development would attract requests and increase pressures
for more material grants. Perhaps this danger could be minimized byadvising participating PVOs that material inputs will be available only
in exceptional cases, and that the project implies no commitment to
provide suck. assistance. 
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One problem with purely institutional development is that it is hard 
to evaluate its impact. However, this is hardly a reacon for not doing it. 

Cne specific type of institutional develcpment which may be

appropriate among the subprojects 
PVOs and is under consideration by the
DPP, is the establishment of credit unicns to finance productive
activities and provide funds for investm nt in development activities.
However, in many cases cooperative management of credit union funds would 
not be a wise choice, since responsible management can be provided
directly bly the PVOs. It might take a long time to educate the
ccmunities ccncerned to a level permitting their effective participation
in or oversight of financial management; there would probably be a
tendency to distribute profits rather then reinvesting them and 
capitalizing the cooperatives. 

The goal of future projects of this nature should, in sum, be the
creation of well-rounded development organizations. Because it would not 
be wise to try to do everything implied in that goal at once, ary such 
projects thus should be relatively long-term ones. 

In the long run, local PVOs which prove their administrative capacity
should be considered for Operational Program Grants. 
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VI. RECMMENDATIaMS 

The recommendations made in this evaluation (and the sections inwrdch they may be found) are as follows. Many of these recommendations
reinforce activities already being carried out in connection with other
USID projects. 

1. 	 Mr. Ppworth's evaluation report should be translated into 
French and given to EPP. (Section I) 

2. 	 Frcm now until the end of the project, primacy should be giento institutional development assistance to subproject PVOs,particularly as related to self-sufficiency. (Sections II and V) 

3. 	 It would be useful for ORT to hve a small enterprise
development advisor, ideally one with experience inagro-industry, LDC rural areas, market analysis and business
development and management. (II.B) 

4. 	 OUR should be permitted to expand te 097 project by inviting
additional PVOs to its training courses and assisting arelatively few PVOs in ECZORT health zones with organizational

diagnosis and planning (especially with regard to income sources
and overall development planning). (III.A.4)
 

5. 
In future projects, emphasis should be placed on developing
alternative income sources for PVOs (besides the sale of

pharmaceuticals and services), 
so as to help them become
 
self-sufficent. These income sources may grow out of
 
program-related activities. (III.A, IV.A.l.a, 
nd V) 

6. 	Emphasis in future projects should be placed on assisting PVOs
 
to do global planning so that they can bring to bear all tedevelopment interventions needed to realize the full value of 
ary single one. (I.A.4 and V) 

7. 	 ORT should develop flowzharts or similarly precise written 
analyses of the steps which need to be taken (including the
timing of those steps) to assure timely completion of the
 
following aspects of the project:
 

a. 	distribution of pharmaceuticals and medical equipment
to IRiZs and institution of related accounting and
self-financing systems, in conjunction with ECZ; 
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b. 	 training plan, including where, when, how mary
participants, who, how to be selected and from where, 

c. 	 rehabilitation of facilities, in conjunction with ECZ; 

d. 	 bridge transportation and construction for balance of
project and, later, for last year of project, in
conjurction with EPP. (III.B) 

8. USAID and ORT should strive improve working relations. (III.C.I) 

9. 
 Both 	parties should be bore diligent about answering
correspondence and questions. (III.C.I) 

10. 	 Both parties shnuld refrain from putting theon record 
rhetorical or punitive questions. (III.C.I) 

11. 	 ORr employees' use of project vehicles for private purposes

should be paid for. (III.C.l)
 

12. 	Mr. Saint-Amand's report should be reviewed for project expenses
USAID might want to question. (III.C.l) 

13. 	 The USAID project manager should be relieved of other duties, at
least until she is thoroughly familiar with the project, unlessUSAID monitoring of the project is substantially reduced. 
(III.C.l)

14. 	OWm should participate in some sort of quarterly project review 
with USAID. (III.C.l)
 

15. 	USAID involvement in overseeing 097 implementation activities

should be reduced, and carefully defined. shouldOm submit a
list of te types of reporting and otler requirements it would 
like to see reduced. (III.C.2) 

16. 
In the context of this and other USAID projects, PVOs should
continue to be helped to plan for development of, and to
develop, Zairian managers and professionals to replace

expatriates. (IV.A.l.b and V)
 

17. 	 OR 
should continue to help PVOs with organizational diagnoses.

(IV.A.l.c and V) 
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18. 	 Special emphasis in FVO institutional development support should
continue to be placed on management training, particularly for
general management skills (decision making, problem solving,
leadership, etc.). (IV.A.l.d and V) 

19. 
OFR should continue to have on its staff a training expert

experienced in management and adept at creating experience-based

training systems for developing general management skills. 
(IV.A.l.f and V) 

20. 	 Technical training should also emphasize versatility. (IV.A.l.e) 

21. 	 The RZ subproject should continue to stress community
organization and support at village and health center levels.
 
(IV.A.l.g and V)
 

22. 	 The impact of rehabilitation of health centers should be 
examined in the final 097 evaluation. (IV.A.l.h) 

23. 	 Alternatives for financing road maintenance should be looked at;
 
ore of these might be that merchants using Idiofa zone roads be

required to buy permits from CODAIK, which would be responsible
for maintaining designated sections of road 	with the proceeds.
(IV.B.4) 

24. 	 A budget for required road maintenance from all sources should 
be prepared by DPP with ORI assistance, and followed by a

maintenance plan. The budget should irlude aucurization costs 
for replacement of bridges, culverts and maintenance equipment. 
(IV.A.2.d) 

25. 
 OIU should continue to promote productive use of the electricity
generated by the Retly hydroelectric subproject. (IV.A.3) 

26. 	 One criterion for selection of FVOs to be helped in future PVO 
support projects should be their degree of commitment to 
development. (IV.A.3) 

27. 	 The final evaluation of 097 should use opinion research rather
than "objective" before-and-after data; it should take place one 
year 	after the end of the project and be impact oriented. The 
team should consist of a scial scientist experienced in
 
interview techniques and developing countries, 
 and a
development/development administration expert. Idiofa, Rethy
and several health zones should be visited. Evaluation of 
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environmental and institutional impact of increased c wnercialization of agricultural produce resulting from the DPPbridges should be evaluated. The appropriateness of 097 projectstrategy and inputs should also be assessed. (XV.B) 

28. 	 It would be desirable to provide further institutional
development assistance to indigenous PVOs 	 in Zaire. Any such
future project should: 

a. to the extent possible, emphasize institutionaldevelopment, introducing material inputs only
later stage 

at a 
(and then only as subordinate toinstitutional development and principally for income 

generating activities), or at least give equal

emphasis to institutional development;
 

b. 	continue to stress the need for community
 
participation;
 

c. 
 continue to stress the replacement of expatriates with
 
indigenous managers and professionals;
 

d. 	 stress broad self-finarcing and give preference to 
FVOs 	interested in it;
 

e. 
 stress global development planning and give preference 
to PVOs committed to it;
 

f. 	 include management training and small enterprise
development experts on the staff of the-implemeiting
 
agency; 

g. consider assisting in the formation of PVO-managed

producer/consumer credit organizations;
 

h. be long-term, and not try to develop all aspects of
institutional capacity at once. 
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This evaluation 
 and commentary covers both 
 the technical and
 

non-technical aspects of the construction involved in this project.
 

Inputs were derived from:
 

I. A comprehensive review of project drawings and associated notes and
 
calculations.
 

2. Meetings with staff engineers of ORT and USAID and administrators of
 
CECA and DPP.
 

3. Site visits.
 

Areas 
involved and covered by the attached commentary are the Mini-Hydro
facility located 
at Koda near Rethy in Haute Zaire with CECA and the
Bridge building segment Located in the Idiofa region of Bandundu with DPP
(Diocese of Idiofa) plus some notes on housing parameters.
 

Evaluation commentary covers the following aspects:
 

I. General Engineering Approach

2. Drawings and Supporting Documentation
 
3. Engineering Oversight

4. Critical Inspection Requirements
 
5. Materials of Construction
 
6. Construction Equipment
 
7. Quality Control
 
8. Accountability
 
9. Performance (Production rate)

lO.Alternatives in Construction
 
ll.Environmental and other Considerations
 
L2 In Conclusion
 

L. GENERAL ENGINEERING APPROACH
 

Both the CECA Hydro project and the DPP 
Bridge project
conservative in their overall are very

engineering approach. The work 
as designed
is achievable with 
low levels of site sophistication if modest inputs of
supervision and training are provided by 
ORT. Where economies might be
introduced they have been discussed in the attached site specific detail


sheets.
 

OFTIONAL FORM NO. I0 
(RCV. 140) 
GOA OPPMR (4t CFR) 101-1 I.E 
solo-1l 4 

CPO 1 1964 0 - 433-761 
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2. LRAWINGS AND SUPPORTING DOCUMENTATION
 

The graphic presentations and the 
supporting notes and calculations
reflect good engineering practice for the most part. There are 
some minor
revisions required on some of the 
bridge drawings primarily involving
material designation such the designation of the supporting
as 
 'massives'
for the poured concrete 
abutments or pedestals. Instead of reading
'gabions' these elements have been designated to be 'cyclops' concrete
which in Local parlance 
ts the name given to a monolithic matrix of
p.c.concrete incorporating a major proportion of Large rocks. In this
regard I recommend that the supporting foundation structure (massive) be
keyed to the abutment block 
with rebar. It is most unlikely that the
rivers will rise sufficiently to 
require this additional protection but
it is relatively cheap and easy 
to accomplish and this 
small additional
expense will add tremendously 
to the Long term stability of the
installation. I would also to see
Like some expansion of the graphic
description of 
the rebar schedule and placement in order to facilitate
easier and clearer understanding in the field by those doing the 
work.
Perhaps an isometric sketch showing bar 
location in all three planes

would be in order.
 

3. ENGINEERING OVERSIGHT
 

This appears to me to be the 
most demanding and logistically difficult
aspect of the effective utilization of the PVO's due mainly to the great
distances involved between Kinshasa and 
the various projects which must
be monitored. There 
will be a great dependence on site capability to
grasp and execute the work to
according specifications. 
For this reason
anything that be
can done 
 in Kinshasa to illuminate and clarify
procedures should 
be adopted and documented 
in the clearest manner
possible and in whatever language 
is required. Final design approval
should rest within the ENGINEERING GROUP of USAID KINSHASA
 

4. CRITICAL INSPECTION POINTS
 

A carefully determined 
schedule of critical inspections will provide
tangible 'benchmarks' for 
the site work. The proposed schedule should be
available to all supervisory personnel with an outline with 
an outline of
the important details 
to be inspected. It need not 
(in fact it should
not) be a multi-page document but 
it should include sufficient detail 
to
make it relatively easy for a properly instructed and responsible 'proxy'
to accomplish the inspection and attest by signature to its completion.
 

5. MATERIALS OF CONSTRUCTION
 

have expressed 
a real concern for the availability of good quality
intermediate and 
coarse aggregates for 
high quality concrete work in the
Bandundu region. The excellent volunteer work done by the 
local citizens
near each construction site 
to collect and stock hard agglomerates and
stones and screen river
to the bottom for gravel allays my fears
considerably in this respect. The pebbles that the 
women screen from the
river bottom are of high compressive strength and have a good size range
for the work involved. 
Fairly good quality sand is generally available
 

I 
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throughout the area. Some type of secure 
storage facilty must be provided
at each site to 
keep the bagged Portland Cement dry and secure from
theft. Form Lumber and reinforcing steel 
 should be adaquatety protected
also. If rebar is stored in the open it should at 
least be kept up off
the ground on 
Logs. Nails and tie wire should be kept under cover.
 

6. CONSTRUCTION EQUIPMENT
 

Within the constraints of the project schedule 
I wouLd like see
to the
use of heavy or sophisticated equipment minimized for this work. 
This
accomplishes the following desireable objectives:

a. It involves a larger number 
of people and thus increases the Local

populations direct involvement with the work.
b. The reduced dependence on 
heavy equipment minimizes the possibilty of
 
job stoppage due equipment failure.
 c. Techniques using local skills and hand labor 
are replicable throughout

Zafre.
 

Of course this means that 
a larger number of picks and shovels and pails
and buckets and other that
any tools hand 
 labor requires will be
necessary to stock and maintain at 
the site. There is no good or adaquate
substitute for dependable adaquate
and concrete mixing equipment. At
least two mixers of 300 or 
400 liter mixing capacity should be available
wherever pours of any substantiali volume are 
required. A production cycle
of thirty minutes will yield slightly over L 1/2 cubic meters per
with 
tvo 400 liter machines operating and this 
hour
 

is a sufficient flow rate
to assure a good pour without the hazard of'dry' seams which would result
from having to finish 
the pour on the following day. Mixers must be
scrupulously cleaned the
at termination 
of the work each day. No
accumulation 
of hardened concrete 
should ever be tolerated on mixers
tools. Greases and tools or

required for maintenance must be available when
the need arises. The discipline of proper equipment and is an
use care
essential ingredient of this PVO activity. A 'bucket brigade' of 
six or
eight men can carry away and place the 
continuous output 
of two mixers
and hand it up to those pouring at 
the top of the form. If rebar is to be
cut and formed at the site some type of 
cutting and bending equipment
will be required. This equipment need be
not complicated but it is
absolutely essential for accurate specification work.
 

7. QUALITY CONTROL
 

elemental
It would be a great advantage if some concrete compression
testing equipment could located
be centrally 
in the area of the bridge
building activity. A good setup could be produced right here 
in Kinshasa
for under $500. The main ingredients are tonne
a 20 hydraulic jack with
 a suitably calibrated gauge (about $140) 
and a steel top and bottom plate
with properly sized corner columns and end plates 
for the compression
sample decided upon. course
Of this setuo could not accomodate the

standard sample 
size currently being specified but a smaller test sample
with a maximum cross-sectional area 
of 80 cm2 could test 
up to 250 kg/cm2
concrete which is adaquate 
for any works anticipated in the area. A
sample 9 cm in diameter and 18 cm 
high has a volume just over one liter,
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weighs about 2 kgs. and is therefore easy to transport. The main

advantage in having the test 
 equipment reasonably at hand is
 
timeliness. I 
test specimans have to be transported all the way back
 
to Kinshasa weeks will be added to the 
construction time. Additionally

the performance of the' test broadens the appreciation and the knowledge

of the characteristics of concrete by those doing the testing. A short
 
training period in theory and practice is all that is required for good

results. If 7 day samples -are tested 
the breaking pressures required

are only about l/2 of those required for 28 day tests since the seven
 
day strength is usually about half of the twenty-eight day strength.
 

8. ACCOUNTABILITY
 

A reasonably comprehensive Log of daily activities should 
 be a

requirement 
of every job site. Further detail for this document is

outlined under the KODA MINI-HYDRO attachment. The disciplined use of
 
this document is the principle means 
that central office management has
 
to keep abreast 
of what is haopening at individual job sites. This
 
official record is required 
at works of any magnitude throughout the

developed world. The short 
time that it takes to make the daily record
 
(perhaps 15 or 20 minutes) assists greatly in planning work and making

those directly involved with the work conscious of daily progress (or
the Lack of it). It not 
only provides an ongoing discipline and record
 
of the work accomplished but 
it also serves as a means of analysing

planning or production errors for the improvement of future performance.
 

9. OVERALL PERFORMANCE OF TASK (PRODUCTION RATE)
 

An estimated forecast of work to be accomplished by a given date 
on a
'best case' and 'worst case' basis should be made by someone who has an
 
intimate knowledge of the problems 
involved. Good managerial folLowup

will allow the schedule to be adjusted to reflect 
the developing

realities at any particular site and corrective actions 
can be made in
 
a timely manner. This schedule should be provided by ORT 
to all the

local administrators of each 
 project. If there are reasonable
 
differences of opinion they 
can be worked out with the people involved.
This document will also assist in determining what the 'split' is
 
between INSTITUTION BUILDING OR TRAINING 
and the EFFECTIVE OUTPUT OF

DIRECTLY RELATED WORK. 
which I believe is desireable to determine in

order to get some idea of the production potential with a trained crew.
 

1O. ALTERNATIVES IN CONSTRUCTION
 

Within the constraints of the currently envisioned program there
 
probably wont be 
much Latitude for inovation. One such alternate is

outlined in attached BRIDGE SUPPORT paper. 1 think that it would 
be
 
instructive and worthwhile to try to site 
at least one bridge in a
 
manner 
that would minimize the the main working span in the interest of

long term economy of construction. Admittedly this 
would employ the use
 
of a cofferdam technology which is not 
currently indiginous to the area
 
as far as I know. The fine skills displayed in the weaving of local

fibrous materials and the general ingenuity found in the native
 
population leads me to believe that cofferdams capable of holding back
 
water to a depth of perhaps one meter are achievable. The fin&l
watertight barrier would probably be any of the commercially available

glass reinforced plastic membranes that are ttrong 
 and durabl.,
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enough.for this 
use. By this means the supporting abutments can be
produced right 
at the low water Level at the driest part of the year

with the result 
that spans could be mini-ized and therefore have
greater Load bearing capability. The abutments 

a
 
would take the form of
inverted 
'T's'. They would require 
more formwork and the plicement of
reinforcement would be 
more critical but in most 
cases the volume of
 masonry works would be 
no more and quite concievably could be Less than
the currently specified construction. In most 
cases a 15% reduction in
 

span would be achievable and oftentimes as much 
as 25% percent. of
course the use of a cofferdam would 
require a means of evacuating the
 water either by means of a pump or by use of 
a bailing sump in order to
maintain a dry work 
field. The method of Launching the bridge and other
related matters are 
 best left to determination by specific site
requirements. 
If adaquate floatation equipment is available 
spans can
be placed with great facility due to the 
easy adjustability and the
 
ease of movement of a properly moored and 
cabled barge. The extension
'nose' system proposed is equally useful and applicable to the work.
 

LL. ENVIRONMENTAL AND OTHER CONSIDERATIONS
 

Except that 'development' itself 
is usually a negative environmental
factor the addition of the bridges 
will have little environmental
 
impact. One non-enviro imental 
impact is the possible effect that the
bridges might have 
on 
river traffic and navigation. I believe, however,

that the minimum stipulated clearance between the bridge and the water
Level (at high water mark) of 
two meters is sufficient clearance to
allow passage of any of the traditional craft or any barge or boat that
might be employed in the foreseeable future.. One other minor
consideration 
is the effect that the bridges will have on 
 those
 entrepreneurs that currently 
 operate ferries 
 for profit. In the
interest of fairness 
 and the promotion of free enterprise some

equitable relocation allowance could be arrived at.
 

12.IN CONCLUSION
 

Based on 
my very brief observation 
I would find it very difficult to
 come up with a positive finding 
in favor of of replacing the present
system of ferries with bridges. There is no 
doubt at all however that
the easy access provided by the bridges 
will have a very beneficial
effect on the economic health of the 
area. A major concern will be the

installation and maintenance of an 
adaquate interconnecting road system
between the 
river crossing points. This problem is being addressed to a
limited degree 
in Project No. 660-0098 but 
will need a considerable
amount of attention and funding 
to have very much impact on the
 
situation.
 

The attached 
memos expand on various engineering aspects of the PVO
evaluation 
as related to specific 
locales. This evaluation is almost

exclusively Limited to the 'paper' aspects of 
the engineering work as
very little site work 
other than surveying and layout work has been
accomplished up to this point.
 

It seems to me that the 
use of well established and dedicated PVO's to
further the economic development of remote areas 
is basically a very
sound idea. With proper and adaquate accounting procedures in place and
 a thoghtful and flexible approach 
a system or a 'modus operandi'
should evolve 
that will benefit all concerned parties. I believe that

the potential benefits are such that a long 
term Methodical and well
thought out approach with adjustments to the 
program as indicated is
 
warranted.
 



UNITED STATES GOVERNMENT 

oarm31 y, 1985 
 memorandum 
ArNtO n.' Papworth 

suawa-vVO Economic Support (Proj. No. 660-0097) Evaluation 

To:Lee Braddock, DEO 

The attached reports constitute my impressionsthe subject evaluation. of the techn.4 al aspects ofFor the most part the technical areas have been
adaquately addressed by the specialists employed. Many of the opinions that
I have expressed in the attached analysis are just that, opinions. 
I have some serious reservations about the overall efficiency that finally
evolves when very many 'layers' are Imposed upon any human endeavor. I
realize that is what this 'evaluation' is fundamentally responsible to
answer. Each entity has its own developed (and developing) infrastructure
and unless great managerial skills are available and are applied at the
top, in this case USAID, Kinshasa, considerable drift from intended project
goals and realizations is almost certain to 
occur.
 

Assuming that the tentative and stipulated goal of the project is achievable,
and I believe it is, the biggest single indentifiableis most likely to occur is 
point where weaknessright at the day to day job management point.Good site superintendents are hard to find. 
 If there is any weakness here
it will usually show up immediately in the pace and in
work. the quality of the
This can be alleviated to
next level, that is at the 

some degree by applied expertise at theproject management level. problem hereThecourse is ofone of logistics. 
management the various PVO's 

We are almost totally dependent on whatever can provide. Since there is no responsibultyto produce a product profitably the only thing that we have left is professional reputation and since the people
outside of being 

involved are ,pro'fessionals in fieldsthe work done they are not particularly vulner&blearea. The main in thisingredient for success then is the integrity of thetions involved and their will instituto prove themselves 
order to 

able to do the work, infurther theL' own 
long range plans and aspirations.
This makes it imperative that all material and commodities inspections be
conscientiously and knowledgably accomplished. 
Additionally all warrantees
and guarantees by vendors should be clearly documentedby the beneficiaries. and well understoodIn this regard I believe that this PVO approach maybe, indeed, stronger than we sometimes realize on other projects. At least
the near term beneficiary is involved with the final outcome, to a greaterextent than is usually found. 

ORT,as the management and dispersument agent will needeyes-on' contact with all of 
to have a fairly close 

going the various aspects of the work andto require a considerable this isamount of field work. I sincerely hope thatthey have addressed this requirement and have team members who are willing
to be thds employed a large percentage of their time.There will also begreat opportunities to exercise their capabilities in training and institution
building. 
This is especially true in the development of effective construction
managers and job superintendents.
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PACE TWO
 

In this regard the area of candidate selection is extremely sensitive and
 
important to the end result. 
 If theit are tribal or 'caste' conaiderations
 
they must be weighed and evaluated in the candidate selection process. This
 
problem varies widely in different part 
of Africa and It may not be significant
in Zaire. Careful acreening of candidates for long term viability is especially

Important here in Zaire where comunication and transport is difficult and
 
therefore the ability to keep in constant and 
 close contact between the various 
trainees and pvo's involved is likely to be sporadic at best. 

RECAP OF MAIN ENGONEERING CONSIDERATIONS 

The technology planned into this project is, in almost all aspects fairly
low level and therefore quite manageable, 
The problem of the availability of

the required construction materials in sufficient quantity and of usable

quality is a 'given' throughout the central portion uf Zaire and I have addresseO
 
this in earlier studies and reports.
 

ROADS
 

Whereever substantial deposits of laterite 
can be found it is not to -difficult
 
to produce and maintain adaquate and servicable 'all weather' roads. 
Where

this is not the 
case nothing short of very expensive construction will be

servicable without practically constant maintenance and not 
even then oftentimes,

Roads must be sufficiently crowned and the surface must be of a material that
 
can withstand the impact of rain (in large quantities) without serious dispace
ment, solubility and erosion.
 

BRIDGES
 

The approach to the construction of river and stream crossings will have tobe varied and modified according to the specific needs of the situation. When
 you are spending upwards of $3,000 per meter for the spanning members of a 
bridge it makes little sense to skimp on 
the abutments or supports. The load

bearing pedestals must be of sound masonry construction and be placed at suf
ficient depth into the river bank to stay put even in floodwater conditions.
 
Additionally the abutment should include erosion inhibiting components such
 
as rock filled gabions or heavy stone rip-rap to further protect the bridge

foundations. The importance of a river 
crossing is determined by the projected
traffic load over the foreseeable future and this should esablish the priority

and construction quality level. 
Properly designed cribs and gabions can cert
ainly be employed to support spans of minor importance. 

MINIHYDRO ATRODA FALLS
 

I have gone over these plans in considerable detail and have made my suggest
.ions an the attached commentary. I believe that the penstock components that
 
are not easily replaced (those 
buried in the top and bottom anchor blocks)

should be thicker than 3 mm. I would recommend a minimum of 4 m wall, thickness on these components. 
 The pipe will be well protected on the outside sur
face by the concrete so 
the primary problem will be from interior errosion.
Since -this is a relatively unknown factor anr primarily a matter of conjecture
it wauld seem prudent to put a little more 'beef' here. There were a few minor 
errors in the evaluation of the project by NRECA but they did not involve thefundamental en-ineering aspects of the job. In any case the figures for operatiaW
cost are highly speculative and can be adjuseed condiderabl to affect the end
result. (based on line items presented TOTAL onthly operaging costs should
 

read $955 not $1455) I expect that the 
higher number is more realistic tbough, 

I 



BRIDCES AND THEIR SUPPORT
 

In areas where the cozponents of portland cement concrete are difficult to
find in sufficient quantity and of acceptable quality to produce substantial 
works the adaquate and long term support of bridges is a serious problem. 

This in exactly the case 
in many parts of ZAire. Timber cribs filled Vith
 
compacted laterite(and whatever else of good solid mass can be located) 
are
 
one satisfactory approach but have a relatively short and finite life span

according to specific longivity of the wood used in the river environment.
 

Massives for abutments have been fabricated using wire Cabions to hold the
 
required geometry of the supporting structures. The life and the utility of
 
this approach or system is entirely dependent on the longivity of the gabion

wire which in large extent is determined by the pH of the surrounding water
 
and adaquate protection from mechanical abuse. 
 To have a reasonable (20 yr.)

expected life the gabion wire should be 4mm in diameter and if possible be
 
hot-dipped galvanized. The next consideration is the quality and integrity

of the filler material used to fill out the gabion Ldge. If 
these parameters
 
can be met there are many situations in Zaire where the gabion approach is
 
appropriate.
 

I believe that a good intermediate approach to long lived abutments would
 
be the development and use of high quality prz-cast units very much like the
 
concrete septic tanks used throughout the daveloped world. 
Such a reinforced
 
concrete 
'box' with length, width, height dimensions of 250 cm x 150 cm x 150 cm

with a ten cm. wall thickness would have a net concrete content of about 1.4 m3
 
whereas 
a solid massive block of these dimensions would contain about 5.62 m3.
 
This represents a reduction of over 80% and the following benefits accrue.
 

1. Units can be produced under well controlled conditions to assure a quality

product, using high quality certified aggregates and properly stored cement.
 

2. Units can be transported over 
the road with nominal axle loadings .
 

3. Units could be floated into location and sunk onto previously prepared
 
beds.
 

4. Well designed steel forms of heavy gauge 
steel would assure a long production
 
life.
 
5. No unusual skills are involved, either in manufacture or placement.
 

6. When 'boxes' are in place and setting on 
their beds they can be filled with
 
whatever dense material is at hand. Heavy reinforced caps can be either pre
fabricated or cast in place as 
the conditions warrAnt.
 

7. Multiple units can be employed as required for the job. 

8. I would expect that the cost cavings would be roughly proportional to the
 
volume of concrete saved.
 

9. The final jroduct (bridge abutment) would be of substantial integrity and
 
would have a projected life approximately the 
same as a solid block abutment,
 

HUGH P. PAPWRTH ROUGH CALCULATIONS AND SOME THOUGHTS 
REGIONAL ENGINEERING ADVISOR ON PRODUCTION ARE ATTATCHED, 
REDSO/ WCA 
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UriTED STATES GOVERNMDN,, 

memorandumCAYK: 29 } y. 1985 

" ,OIPapworth
hug" REDSO/WCA 

cumzcr, Engineering review of KODA MINI HYDRO PROJECT (Proj .N6. 660-0097) 

TO Lee Braddock, DEO 

This evaluation and comentary In based on meetings wdth representativesfrom ORT, CECA, and assigned USAID people and a review of available data(drawings, calculdtions, documents) As REGIONAL Energy Advisor I believethat my input would hzve been more timely and more meaningful in the earlyplanning phase of this project but in any case 'better late than never'. 
I am somewhat surprised that more of the available hydraulic head was not
used for this system. An increaue from the planned 96 meter working head
to about 125 meters would have covered the anticipated peak load even in
times of low water supply. 
Of course the standby diesel gen-set is.required
in any case to cover high priority loads when the 'hydro' is out 6f service
for any reason. It might just be possible though, that a bit more work and
expense could be worth the extra effort a few years hence.
 

The $4.60 per installed watt price of the station is a little on the high

side but is acceptable in view of the 'prototype' nature of the project.
 

The masonry design for penstock support is conservative and I believe afair percentage (15 to 202) of these. costs could be eliminated with theuse of more strategically placed reinforcing bar and less concrete. I saythis because logisticlon this job will not be easy cud any substantial
reduction in the volume of concrete required would have a very beneficial
affect on the bottom line. 
 This is not a major concern, however.
 

I am also concerned about the thickness of the penstock wall. 
Three mm. isunder 1/8 th inch and with a wear rate of only .005"/year the pipe willlast only 20 years and would probably fail inside of that date for lack
of structural strength.( The interior finish specified might yield more
protection than I give it credit for to extend the working life beyond

this time but I seriously doubt it!)
 

I am not an expert in penstock design but I would anticipate that the elbowat the bottom that turns the water into the turbine reducer would be tubject
to a higher rate of errosion or wear than the rest of the water handling
system and for this reason should not be cast into the lower anchor block
in order to facilitate its replacement should the need arise.
 

I would rather see less money put into the stailway and put a bit more
thought and time into a permanently installed materials handling system.
Such a system would not only facilitate the first construction requirements
but would"la tremendous help in future maintenance requirements. (changing
out turbine or generator, etc.)
 

The discussions concerning project administration, determination of conformance to specifications and quality of the work done are covered below.
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All of the fo1h.iL.n& points were discusse at various meetings between
 
OR70,USAID and CECA representatives. (meetings of 24 & 25 May '85)
 

1. Daily interface with and surveillance iohtractor.of It has been determined 
that ?2ul Brown, CECA will perform this vital function. Be ii determine theacceptability of the work performed as to conformance to the specifications
and overall quality. My feeling regarding this decision is that though Mr.

Brown has no formal training in either the engineering or the constructon
 
aspects of the work, he is vitally interested In seeing to it that a good

job is done. He is not only a native of the area but he has 
had extensive
experience In getting things done in this reote location over a period of
 many years. My main concern here is the achievment of quality masonry work

and I agreed to furnish him with some basic data 4 
 test procedures that will
 
assist him with this work. (copy,attached)
 

2. Daily JOBSITE LOG. This is a requirement of all jcis of any magnitude

and it
was decided to be made a part of the required record keeping on this

job. Daily entries will be made covering the number of men on the jcb, the
 
work accomplished, number of hours worked, any unusual problems afftcting

the work out put, note of communications recieved relative to the work, note

of any accidents or injuries, work done relative to long range plan and

work schedule, and any other pertinent data that seems appropriate. This
 
is 
a vital doc-=ent and entries should be made only by authorized personnel,

Use should be initiated on 
the first day of site mobilization.
 

3. Production Schedule and work plan including benchmarks for critical inspectioni,

In addition to the daily surveillance of Paul Brown I think It would be

beneficial for Engineer Coder (ORT) or 
other qualified representative to

make timely visits to the site. The interval wculd not have to be fixed but
 
I would think that every 
ten or twelve weeks would be appropriate.
 

Miscellaneous topts discussed (both Engineering and non-eagineering)
 

1. Penstock support system discussed. The possibilty was discussed that there
 may be points where bedrock can not be ecconomically reached. A design should

be submitted showing an alternatate construction with a reinforced base foot-ing (inverted 'T' support) Paul stated that insufflcient soundings were made
 
to verify soil depth all along the 
penstock alignment. 

2. Lower elbow should be 'blocked out' of base anchor to facilitate clsgei. 

3. Quality assurance procedures for masonry works. Proceedures and tests to

be recommended by Papworth. Brown to announce, post, and enforce on the job, 

4. Penstock access hole in power house to provide adaquate clearance for
instalation and removal of lower turn or elbow (hole in masonry 6" larger
 
than flange)
 

5.Diversion of stream during construction, Brown indicated that the steam is
easily diverted through an existing channel. 

6. Some type of service rail system discussed. Also a gravity chute. It may
be possible to utilize the penstock as it is installed though this will notbe available for materials handling after job is completed. A permanent rail
system with apvrox. 20 HP diesel winch would be ideal if it is affordable. 

7. Availability of quality aggregates discussed (hard to find) Essential foT
 
acceptable concrete work.
 

8. nlat rate vs. metered pover for lowaest e:helon user:,. Suggest mterimIf it is even necessry to consolidate loads Into fmily groups of 20 or 30 sania.. 
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.27 ha, 1983 memorandum 
Al"Ms Eugh P. Papworth, Engineering Advisor REDSO/WCA (USAID)
 
sue-r, Recomended 
 quality assurance tests for the KODA masonry work. 

To, Paul Brown, CECA 

Paul, below I have outlined some simple procedures to assist you in securingreasonable consistency and level of portland 
a 

cement concrete quality for yourwork on the KDDA mini-hydro system. 
I have purposely omitted those tests whichrequire sophisticated laboratory equipment or involved procedures.
 

CONCRETE CGwOnTns
 

1. Collree aggregates. 
 I don't know what is available up in the north-eastern
part of Zaire but if itJtanything like the central part of Zaire good iard
aggregates are hard to come by. One very simple and very direct test for
the strength, hardness, and durability of your aggregatea representative piece (2 
is to try to crushor 3 cm) under foot between a hard soled boot and
a hard surface (concrete or stone) If a 180 to 200 pound person does notcause the material to crumble with a full weight twisting motion then the
rock (or whatever) probably will batch out something overcourse if 2,500 psi. Ofbasalt or limestone can be used it is always satisfactory even inits softer formations. 

2. Fine aggregate (sand). Clean, sharp sand will be most assuredly hardContractors to find.will batch concrete with sand that is shot full of organicother non-structural -ndelements such as clay and lignite. A simple andaccomplished test Is ';asilyto take a No. 3 graduated cylinder (500 ccit to about cap.) fillthe half way point with the sample to be tested and fill It withclean water leaving enough space
but gentle mixing and shaking 

to mix and shake thoroughly. After a th.rough(about one minute) let the material settle untilIt Is clear. The demarcation between the clean sand and the foreign elementsshould be clearly visible. If the foreign materialof the overall material height the materail Is more than ten percentis unfit for use(unlessbrought within acceptable it can belimJits by washing.) 

3. Cement. The cement should be completely free of hard lumps. For this work
either type 1.
or type 2. is acceptable. It should be dry and powdery and free
flowing from the bag. 

4. Water. Reasonably clean and non saline.'potable' You have In the the M~A It would havean abundant supply of good to bewater so this is no problem. 

MATCHING
 

1. In the absence of any compressionto placing any concrete testing equipment I recoend that priorthat a small sample be producedand tested to the mix specifiedfor slump, workability and compressive strength. Even if the 
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samples produced do not meet A.S.T.H. standards at least some idea of strengthcan be ascertained. Normal comp. test cylinders are 6 "
long. Approximate results can be 
in diameter and 12"
 

mailing tube 
obtaited with such smaller cylinders. A3 or 4 inches n diameter cut Into 6 or 7 inch lMgthmanageable and a serviceable is asize for the necessary form. The tube should becut as square as possible with the axis .& good way to do this iscircular saw. Tubes are then on adipped in hot parafin or other waterproofigagent. Tubes must be completely filled with the representative sample andstruck off square on the top. Both ends of the tube should be sealed off withfoil or plastic held in place with rubber bands.should be At least two cylinderscast for each batch to be tested. The first break canseven or eight days at be made atwhich time the sample should reach 50% of its 28 day
strength. The limiting factor is usually the capacity of the equipment that
is used on any makeshift basis. Even a 3 inch diameter cylinder presentsa surface of 7.07 square inches. If the sample has a breaking strength2,500 psI ofthis will require an hydraulic cylinderof 10 that can develop a loadtons. One pressure pad, usually

surface to 
the one on top presents a sphericalthe rare so that central loading is assured. A 7 day strength of
1,500 psi would be satisfactory for all components ofthat both this work. To assurefaces of the test sample are planer

glass (flat) small squares of platecan be placed on the top and bottom of the sample just after it ispoured. The attached 5ketch sheet illustrates the equipmen. and procedure. 
2. Slump Test. A slump test cone can be purchased or a satisfactory subatitute can be fabricated from sheet metal (24-22 gage galvanixed steel).The cone has the form of a truncated cone 8 inches in diaeterand on the base,4 inches in diameter on the top with a vertical height of 12 Inches.When the cone is withdrawn from the tamped sample the free standing sample
should stand without breaking up and the slump should not exceed five inchesThe slump is the difference between the height of the metalreleased sample. Slump can as 

cone and the
be low as one inch but such a stiff mix would
be hard to place and be assured of a full form. This test
that it is quickly accomplished right 
is a useful one in
 on the job. It is best done on an accuratcyproportioned test batch since it is difficult to properly correct a 'bad'
mix. (thorough 
mix is best achieved in the dry state)
 

3.orkability. 
 If a slump test is performed the same sample will serve fora check on the "dorkabillty. Usually materia. tbat
slump limits (between I & 5 inches) will wrrk under 
falls within acceptable


the trowel satisfactorily.
 

Brief commentary on TESTING. 
 The above outlined pro.cedures should adaquatelydetermine the quality of your masonry work and indicat corrective action.
The water/cement ratio is the single most important dr-nrinant in the final
durability and quality 
of the concrete 
quality levels 

work asnuming of course that compouer:tare maintained. Testing levels and frequency usually decide.
as a Job proceeds at satisfactory quality levels. From a job psychology pointof view it is very important enforce sound materia]proceduzes right at selection and batchingthe comencement: of operations since this is when themodtve operandi of the job and its expecttions are estblished.
 

Outing of concrete. 
 Though it is very important to keep the mixing water1,i. the water cement ratio *s low as possible (6 gallons percement maximum) It is equally 94 lb. bag ofimportant to maintain a barrier at the surf ctof exposed concrete to aroid evaporation prior to hydration, For this reaon,I usually recommend that when a pour .I.*made on the grourd, especially if itis a relatively thin section (under 5" slab thickness) that the ground bo
 



PcETHREE: 
either thoroughly water soakedwater barrier such 

Just before the pour oras 4 or else thpt an5 nil Plastic sheet Ilperviousbeplacement of course). 
layed down (prior to rebarOpen slabs should be covered withupon completion of finish trowelling. ?lastcImmdatl 

KIEU placement. I have noted In my constructIOD Inspections in Africa,tendacy ato be ery casual aboutt(tension steel urate PlacementIn a of reinforcing
extent slab above the neutral axis of steel.that I have had the slab, etc.)repoured after the 

tove entire slabs removed vith a 
To-the
 

If Very steel van moved Jack hamer
little Open span and secured andwork In-this Job, In the correctfortunately, location.to pay particular attention but this Is There
to. a point 

I am sorry thatthat I would have awas not ableI 
better feel toforvisit the site at thiBinspection. time as
the problems involved with a first hand


Perhaps I can I believe
arrange a visit at 
some future time. 
 I am in the process
of writing my engineering evaluation of the Koda project and I will put your
 
name on the distribution list.
 
I think that this is an interesting and worthwhile project and I look fotward
to its successful completion in late 1986.
 

Sincerely,
 

HUGH P. PAPWORTH Regional Engineering Advisor REDSO/WcA 

Pages of text plus one sketch
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UNITED STATES GOVERNMLNI
 

memorandum
 
oxr: 3 	 June JivtD 

REPTL OHugh Papvorth RE DSO/WCA 

musJircT 	 Check list for the construction or renovation of housing or modest office
 
or health facilities in west and central Africa.
 

TO: Lee 	Braddock, DEO 

My SOW for the Evaluation of Project No. 660-0097 (PVo Economic Support) 
included an assessment of the construction component of the health sub-project. 

Apparently there is nothing concrete (no pun intended) to evaluate at 
this
 
time so I will briefly summarize a few important aspects of the historical
 
problem areas that I have encountered in the areas of Africa that I have
 
worked.
 

WORK SUPERVISION Be absolutely sure to identify and have general agreement
 
on one person 	who will be responsible for the cost (accourtability) and the 
quantity and the quality of the work performed. Preferably this person should
 
be knowledgeable in the area of activity involved but even more important is
 
their 'emotional' involvement with the success or failure of the effort. This
 
person should be required to make regular written reports on work progress

and they should be closely monitored by assigned USAID personnel.
 

UNDERSTANDING OF THE TASK A comprehensive and easily understood explanation
of the specifics and the ultimate goal of the work should be part of the early
indoctrination of all involved employees from top supervision to the lowest 
echellons. It must be translated into any language that is required for 
universal comprehension. It will be the direct supervisors responsibility to see 
that this informarion is disseminated and understood. 

CLOSE FINANCIAL SCRUTINY This is much easier said than done. 
 It requires 
the early development of cost targets for specific tasks before the work com
mences and constant refinement as the work progresses. This is admittedly a 
big job requireing the development and compilation of commodity and material 
prices based on current information and the development,with as much accuracy 
as possible, of reasonable 'norms' for output per man hour charged.

I 

ACCEPTABLE QUALITY LEVELS This is an area that is quite indefinite in many
of the detail areas in USAID financed construction. The main objective here 
is not to 'nit-pick' but to be aware of and to interdict early those aspects
of a job that have a real bearing on the utility and longivity of the end prod
uct. When questions arise they must be resolved immediately between the inter
ested parties and the decision reached should become a part of the quality 
assurance documentation.
 

This is a very general list but without any detail of what is planned it is 
difficult to be more specific. 
Added to the above list might be the control
 
and safe warehouseing of any items that have a historic record of "evaporating'
 
or of being reduced in quantity by other more nefarious means. Good accounting
and warehouse procedures can control this kind of loss but it seems virtually
impossible to completely eliminate. The attached notes on Housing in USAID 
Projects may provide idditional waful~uidance. o40"K*AL FORM 4. 10 

GQA IPMR (41CFR) 101-11.0 
Gia114 

GPO 1 1964 0 •4:33-763
 



TWt'cAL iious1 imFuR LAID lpozmbET

Some basic pointers on 
 producing comfortablo amd economical housing in tropical
climate@. 

Zt to 0.37 to create good livable housing whereof the modern world the paraphanala aid accoutretsare readily avallible Wd O selectlonIs practIcaly waitied. of buildi Steral. 
where the temperature rt in quite anthe'r situation to rfd~teto usually over 9 tropical locatlowanot much de~reas ferenahet duringtooler the day andat eight and to comlicate ofttiiatters there are other monor lrrltltaIn the form of often Intsri-pted power and...ar supplies. bu$.tet. 
.Im -It z. * facvure though reasonably Cemortablewill provide most housing can be provided thafof the tenitIe and reasonable comfort levels evenabove mentioned challen~eu prme"1 In fact the 

han the 
difference betweenand a bad house as far as livIbIlity In concerned a good house 

can and often will bebetween the differocia tolerable and an Intiolerable situation.
 
The &Is then Is produce a 
 house which can provide basicPumps comfort evenwont operate for hours at a when the ratetime and there in no mechanical cooling evailab)f, 
The folloving points of consideration are not In any special order of priority 
1. Provide adaquate ventilation In the truss apace (between ceiling and roof)

This can be allssured by full lengbh sofftit vents, peak vent and dormer vents,2. Increase the Interior vall height from the conventional eight feet to 9 to 10
feet. 

3. Take evantage of any air moveent by installing as many screenedwindovs s and openingpossible. (&t least fifteezr, percent of outside wail area)vented vall panela and use on interior bedroom wall+s.
 
A. Orient the house 4rth the sleeping rooms on the eastern side ofthat these rooms can the house so,.ool off in the afternoon hours.to sleep late in (for peoplethe morn1ng some who likegood 'light stop' draperles might be requlr4,I) 
5. ?our the reinforced slab floor In intimate contactearth. zaking certain with ell water soakedthat the establ.shed pour grade(at laa=bt two fcet above 

is of Sufficient elevtr.-4,the neArby terrain if possible) to asoureeven wnd'r the a dry housevtttext conditions. Thetransfer from reason for this Is that therbe floor slab heatto the earth amount* to aboutsquare foot of 15 BM1's per bovr perslab or about 15,000 lMr0's
which 

per hour In & 1000 squsre foot house,is about the full out-put of a one B.P. air conditioner. 
6. If electric power supply Is very liaited, say to 4)00 watt* or so, theof three or four useceiling fans ill raise cmfort levels roneiderab. on very

still days. 

7. A place to prepare mea. (cook) on the outside of the house underpatio or racrattoa], area a cvveewill cut the heAt input Into the house by as muchno 30,000 1M'& pez hot veal. 

Mtnimize the namber of interior walls to the level required toy pr>ut.Yfo
pr ivaoy 

VCT~ONE
 

8 



If the house 12 connected to a dependable municipalatsr or cantralIs nomProbe. ffortuastely water supplythis lioften gotwill be suppled by a wall with the case. Usually wateran electr c m ,qandwt. the ,ower ta offaMY ra000 (smelly forbeyond the' control gfthe house either. Or in a piace the Occupant)-there to tolike kjul. water Inturned wn 2U Cambn w)herefor only a few hours the water Isper day. rn these situations It i8 very comfortIto have 4 %a1..y Of.ufficientOrSation also and elevationfor all plumbing facilities. to at least prvicde minimalThboughof the house, a tank with It doesn't do much for the 5Ohtca capacity ofadequately supported by 
50 or 60 11allons per occupant can behaic 

9se 
a dormer end wall on the peak of the rooffootwill car--y the house and with carefullfor 24 bours.truss depth the bottom of the With a ten foot ceiling height andfeet tak will only have a fivefor a pressure of aro,,d 6 pal so 

a head of about 13 or 14
have Sufficient the primary distrIbutioncross section to make piping should
Also the plumbing whould 

flow rates reasonable. ( 3 /4"be grouped IPS win,)as much as possible and the runs madeshort asan Possible. 

WATZ PLflKBIMc 
If 0 septic system I* required the primary tank shouldof 750 gallons for a three bedroc have a min.itu capacity
to percolatin house, with draLnfieldgteat. If a designed accordingwell supplies the'bouseas possible from it should be locatedthe septic xystem. as farIn any case no leas than 100 feet fromclosest drain field run. 

the 

Electric FOUTY
 
Convenience outlets should be installed withsixteen a densityfeet of wall length. of at least one for everyThe U.S. Standardroom. should have is one for every tenoutlets on at feet.The bedleast
they should have a 

three walls. If Zen-sets are used forminimi= output powei
electric stoves of 15 [VA for a 1200 sq. ft. houseare installed and if(not advised)happens The minirum ahouldthat there are houses that are be 20 IVA. If it Iother groupedit is wise to provide a pover 

within 100 meters or so of eachinterconnectfailure in one eanns so that inhouse at least minimal power 
case of 2 gen-actfor lights and refrigerationprovided tntil can berepairs are nade 

PACE TW
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I. I NTRODLUCT ION 

II. SOUS-PROJET DEVELOPPEMENT P RO GRE S P'OPULAIRE (DPP) 

2.1. - Rapport de la visite aL DPP Idiofa 
2.2. - Principales caracteristiques du DPP 
2.3. - Description sommaire des travaux Ktatet leur 

d' avancement 

2.3.1. - Les ponts

2.3.2. - Les buses 
2.3.3. - Les pistes de desserte agricole
2.3.4. - Le suivi de l'avancement des travau.
 
2.3.5. - Le budget pr.visionnel
 

2.4. - Observations et recommandations 

2.4.1. La r.alisation du projet et 
sa 	continuitd?
 
1. 	Retard pris par 
le 	projet au demarrage

2. 	Transport et acheminement des ponts
 

ACROW sur sites
 
3. 	Montage et lancement des ponts
 
4. 	Les buses
 
5. 	L'entretien des realisations du projet


2.4.2. L'organisation des intervenants 
1. 	L'ORT
 
2. 	Le Dveloppement Frogr~s Populaire (DPP)


2.4.3. Le respect des clauses contractuelles
 
2.4.4. Evaluation finale du projet
 

III. SOUS-PROJET ECZDRT-FPROJET RURAL DE SOINS DE SANTE PRIM 1IRES
 

3.1. - Objet de la visite 
3.2. - Compte-rendu de la visite
 

3.2.1. Visite au 
Centre de sant6 de MLVULULU
 
3.2.2. Visite 6 2'hopitai de r~fbrence de SONA-BATA
 
3.2.3. Visite au 
Centre de sant6 de KINDINZA
 

3.3. - Suggestions et commentaires
 

3.3.1. Importance de la gestion
 
3.0.2. Duelques observations particuli~res
 

IV. SOUS-HEI'QET_:;:ODA - MINI CENTRALE HYDROELECTRIOLUE 

V. L.EE.- _ T 

5.1. - Orqanioranmme ORT 
5.2. - Len Procedures interres 
5.3. - L'Ltilisatien des vehicuies et les R.M.S.
 

5.l.1. - Lutilisation des vehicules : rep,,rLition 
entre usage prc,lesionnel et utnHe' l:r iv 

.5.3.2 - R.M.S.
 
5.3.3. - Cout de la "prestation" ORT
 
5.3.4. - Recommandaticns
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I. INTRODUCTION
 

La prsente 6valuation
tant A a V6 conduite du 29 Mai
Kinshasa qu'A l'int~rieur. aLL 2 Juillet 1985,

Les principaux ojectifs assigns A Cette mission consistaient
essentiellement I 
:
 
- 6valuer 17O.R.T. en


USAID, 
tant qu'agen c e d'excution des programmeset ceci 
dans l'ensemble des domaines li~s au.
gestion mis en 
 syst.mes de
place (internes ? 1'ORT et
responsables de la mise en 

entre "ORT et les ONGoeuvre des sous-projets) 
- 6valuer la capacite institutionnelle 
des ONG retenues ?,mettre en
 oeuvre les difirents sous-projets finances par 1'USAID et
assurer 
i.e maintien et l'am4ioration de 1eurs activitts 1 

a
 
1'issue des projets en 
cours.
 

-
enfin, A partir des observations effectues, +ormuler
et/ou recommancations 
 des remarques
approprioes devant permettre une amelioration
des syst~mes actuels, tant 
au
sous-projets, qu'au niveau de la

le cadre des 

perennite des ONG considerbes dans
 

niVeaLL des objectifs des projets et
 
nissions 
qu'elles se 
sont assignes.
 

Les contraintes de temps et je
pas permis do 
localisation g~ographique
mener 
nos investigaztions ne nous ont


Four comme nous
ces diff+rentes raisons, nous 
l"aurions souhait6. 

les taches quant ax visites 
avons 6t6 amens 6 nous r~partir
sur sites et 
investigations
projets au sein deset sous-projets.En ce qui 
nous concerne, nous
SLir avons essentielleentI'0.R.T. et 
le D.F'..., ,x6nos recherches
sur
ponctuel le sous-projet ECZORT sous un
(zone de Sona Bata) et, angle
de {agon beaucoup plus sommaire,
le sous-projet KODA. sur
 

Compte tenu de 
ce qui precede, nous nous sommes 
attaches, dans un

premier temps, 1 appr~hender IPensemble des donnies et
repr~sentatifs 
wes projets et e16ments
sous-projets puis, dans une
phase, 
 mettre en 
 .vidence les aspects qui 

seconde
 
nous sont
regar. apparus 
aU
des objectifs, les plus pertinents.
Notre travail commencera donc par 
1"examen des trois sous-proits 
:
 

- DFveloppeent 'rogr~s F'opule& 
 (DPF) : r~habilitation des
voles de desserte agricole
 

-
Eglise du ChrisL 
au Zaire 
 ) projet rural
sant, primaires (projet ECU 
de solns de
 

au ) et Communaut6 Evang °ique
Centre de l"Afrique (CEC 
 realisation d'une microcentrale hydro-6lectrique 
( jet KODA),
 

'it
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2.1.2. cOIIFTE-RENDU DE YISIT

- 4/06 - Kinshasa-Kikwit 
- 5/06 - Kikwit-Idiofa 

- Sance de travail avec le Pre RIBAUCOURT, 

Coordonnateur charg6 des Relations Ext~rieures
 

du DPP et repr-sentant le Diocese d"Idiofa 

Cette entrevue a 6t6 consacr~e A one presentation
 
g~n~rale du DPP, de ses activit~s pass~es et
 
prsentes et des perspectives de cette organisation.
 
L'ensemble des informations fournies par le P~re
 
RIBAUCOURT srnt regroup~es dans une brochure de
 
presentation (en date du ler Mai 1985) qu'il nous
 
a remise (AnneF 1).
 
L'impression g~n~rale qui se d~gage de cet entretie
 
est le fait que le responsable, present A Idiofa
 
depuis de nombreuses ann~es, tente de se degager 
peu A peu du role de principal animateur qu'ii semblE 
avoir toujours eu au sein du DPP. 
Des hommes sont en place, et pour la plupart depuis 
plusieurs ann~es, qui reprennent progressivement les 
missions d~volues au Pre RIBAUCOURT, tant au niveau 
oprationnel que fonctionnel et, plus g~n~ralement, 
au niveau de la prise de dcision. 

- Visite de courtoisie au Citoyen KOMENGE, commissaire
 

de zone d'Idiofa. 

Cette visite de courtoisie avait simplement pour but 
de presenter l:"quipe et l'objet de cette mission 
d' valuati on. 
A cette occasion, le Reprsentant des Autorit~s 
Rbgionales nous a inform~s de la venue probable 4 
Idiofa du President de la RWpublique pr~vue pour le 
vendredi ou samedi. Cet 6v~nement impr~vu nous a 
dailleurs incites 6 modifier le programme de 
travail 6tabli et 6 programmer pour le lendemain 
la visite de sites pr~vue initialement pour le 
surlen-demain. Cette modification de derni~re 
minute nous permettra d'aillaurs de constater que 
les responsables navaient pas, pour 1'occasin, 
plac6 des _quipes uniquement dans le but de 
satisfaire la curiosite de la mission. 
Cette visite pr.sidentielle impromptue fut 
d'ailleurs annu] e par la suite. 

- 6/06 - Visites des sites de c.onstruction dp ponts et 

buses
 

La visite de trois sites A 'qui per do pont"s qdp 
nous a permi. SQ omen t do voir la rod ltsi rCi, 
certain 1onbre dle Ldobuses irstalles riappelar,. , 

notre part, aucun observat ion particulaere. 
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Sites de MINGANDJI et ITUNDA (ponts ACROW) 
Les travaux sont en cours de ralisation (remblais 
au pourtour des rampes et pr~paraLion des aires
 
d'acc~s au 
pont) et certains mat6riaux sont 
partiellement approvisionn~s (caillasse., ciment., etc)

Les travaux sont effectu s avec 
un materiel qui 
nous apparait limit6 quant A ses possibilitcs : un 
chargeur denviron 0,5 m3 (pretb par l"Office des 
Routes) et un camion 6 benne fi>:e 
(projet) qui est
 
dbcharg. manuellement de sa caillasse.
 

Site de N"DUBUL (sur la Loange) 
Ce site., trop large pour 
etre 4quipb d'un pontj 
sera quip6 d'un bac i traille a installer par
l'Office des Routes. 
Cependant des travaux 
tres 
importants sont n~cessaires (une rive en surplomb
et 1'autre marcageuse). Lcrs de notre passage., une

6quipe d'une vingtaine de cantonniers travaillait 
sur le site 6 laide de moyens rudimentaires (pelles,
pioches., brouettes, machettes, etc...)
Dans ce cadre precis un materiel mcanis6 et 
performant serait d'une grande utilit6 
(chargeur.,
 
bull et camion A benne basculante).
 
Les diff+rents sites visit~s: 
lorsquils seront 

quip~s, reveteront une grande importance
 
,conomique, car As permettront une liaison plus

directe entre le Kasai 
Occidental 
et le Bandundu
 
permettant ainsi de drainer une partie non
 
n~gligeable des transports en 
provenance, ou en
 
direction, de Luebo., Kananga et Mbuji-Mayi sur: 
ou de., Kinshasa via Idiofa et Kikwit (ce qui
dailleurs: devait poser de s6rieux prob!mes 
dentretien des pistes). 

Entretien avec Hr CREPO: Directeur des usines CCB/CCP de la
 

Zone d:Idiofa (huile de palmiste) 

En poste depuis quelques mois., Mr CREPO attend beaucoup duprojet USAIDiORT pour lui faciliter la collecte r~gionale des
 
noix de palme.
 

A mon arriv~e, seule l'usine d'idiofa 
tait en activit6.

Depuis son arriv e, i] a rouvert deux autres usines qui

6taient fermees depuis plusieurs annees et espYre en reouvrir 
une troisi~me lorsque l'tat des pistes et la r*ealisatio, tcas 
ponts le permettra. 
Comme un certain rombre d'op~rateurs 6conomiques locaux, la
CCB assume seule 1 entretien de certaines pistes de dessertes 
agricoles. Catte activitY, fort onreuse pour la societO, clans 
un c ntexte de production annuelle tr~s faible mPl r& dpE-.
possibilites techniques relativement importantes, corduilf Ia,
CCB ? entret.r i r un "capital humain" de 281 cantornniers 
remunrEs A 10 L/j our. 
Au' diros do 'lr CREF'O. l'activitd des usines sFr-,it ein ,.i.I,proIre. c or de'li F qel que: t: emoi la r~al iS.t: cdu.' pr: .jr.rommie
ronts,' Li s,- d.vr.it p-rmett-re d'amp]ifier ceLte ifndai F. 
La CCD semb]erLit sans que cela nait pu etre ver fie. nie
 
b*_nificipr d'aicun e'xterieur.concours 
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- 7/06- Sance 	de travail a Idiofa 

Les principaux 	responsables du DPP ont V6 interview~s.
 
II s'agit notamment, outre le Fbre RIBAUCOURT, de 

- Cit MuIKoKo :Coordinateur ex~cutif depuis 1974. Ancien 
enseignant form A l'Ecole Normale (avant 
1'ind~pendqnce), a e:erc6 jusqu'en 1968. 
Ancien Directeur du Centre de Lamba. 
Actuellement, est, avec le Pre 
RIBAUCOURT, le principal animateur du DPP 

Cit. MAYIRA 	 Chef de la section Agriculture et Petit Elevage 
depuis un an et demi (au DPF depuis 4 ou 
5 ans). Ingnieur Agronome. Etait auparavant 
animateur des cours de 1' INADES (cours par 
correspondance). Fonction principale 
encadrement des paysans. 

Cit ATUNGALE 	 Chef de la section Gras Elevage. Mdecin 
v ,trinaire. Supervise actuellement 32. 
troupeaux repr-sentant pros de 10.000'C tetes 
avec un effectif de 104 personnes dont 20 
qual ifi es. 

- Cit OSIER Chef de la section comptabilit6 

- Cit LAU 	 : Chef du Personnel 

- Cit MAMPASI : Chef de la Section Infrastructure. A dj t 
particip6, avec son adjoint, le Cit KAMBANGA, 
i la r~alisation d'une cincuantaine de ponts. 
Est en d~placement sur les sites 2 A 7 Jours 
par mois. 

- Cit KAMBANGA :Canducteur des Travaux Communautaires. Ancien 
menuisier qualifi6, devenu conducteur de travaux 
tous corps d:Mtat. II n'a la responsabilite que 
des ponts et des buses et supervise 1 ensemble 
des chefs d'6quipes. Est en d~placement sur 
les sites 20 6 30 jours par mois. II forme 
actuellement un adjoint technicien, le Citoyen
 
ITONGO (diplom6 IBTP).
 

Dautres responsables, absents lors de notre s'jour, n'ont Pu 
etre consult~s. 
Ii sagit de :
 

- Cit. TSIFELE : Responsable de la sevtion Education 

(hospitalisM A KINSHASA) 

- Cit. N'GABO : Responsable de l'animation f minirhe 
(en tourne A l'interdeur)
 

------- A----0 : 	Inqjnieur Civil IBTP. Recrut _ par ORI pour 
le compte du DPP, il est en stage A ORT 
Kinshasa II sera pilus particuli.rr-mrnt 
charg6 de la supervision de la construction 
des ponts et de 	Ie'ntretien dces ponts 
et buses. (Est 	arrivb au DPF le 21 Juin).
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De ces'divers 6ntretiensq les points princi paUX qLui ont retenU 

sn-les sU ivants 

4, .. , 221 Urale 

... 

1e ,DPF1 dolt le responsable sutpreme est PEveqUe dlIdi ofa,es't char-gede mettre en oeUvre et d-asLrel urelnce 
de l'application 
de D~velopement 

des d~cision ; de la Commission Diocg-saine 

-Pun des objectifs.prioritaires 6 court terme concern',-
d~senclavement de certains villages 

e 

-les nombreuses, actions men~es dans le domaine de l1aide *~la

Population rUrale ont comme r6SL~ltEAtS ~ndu-its de satisfaire 
le person-nel dU DPP et de sU.sciter, de la Pairt des
VillageoiS, Line demande accrue (mise .en place de ponts,
6levage, etc ... ) Mais 'aUSSi de constatej- qUelq1Ues
diffiCUlt~s d'application : cer-tains villages ont dL Mal A
SUIvre 'Ile rythme de d~veloppement" pendarnt qUe d'aUtres
estiment ne pas etre tOL~ch~s par le projet. 

-volont6 mrarq~t1e de d~gager le P~re RIEvAUCOURT de ses 
responsabilitbs op~r-ationnelles en confian aUX membres dUStaff Plus *de responsabilit~s ce qUiq de 1PaveUl des 
participants, 6tait d~j& r~alis6q le DPP pouvant 
pratiquernent 6VOlL~er sans, sa pr-~sence. 

-~ 2~ncinas oservati ons -formul6es ear-llea arti cipants 

-diffiCUlt~s rencontrbes dans 1'ex~cution des programmes de 
d~veloppement par insuffisance de moyena 

- ~lg~nae tran~or :manqUe de v~hiCUleS, mais surtOUtL 
de v~los et motos partiCL~li~rernent 
prononc6 Pour le gros 6levage et

. .. 1',encadrement des paysans. 

- en l2its divers 

* p~nUrie constante de car-burant 
* diffiCUlt6S d'approvisionnement en prodUits 

v 6t~rinaires (rares et chers) 
* meme remar-qUe en ce qUi concer-ne le matp-riel

agricole et le petit outillaqe (dif-FiCUlt& 
6 conatitUer 
Pour 1 achat 

Lin 
de 

fonds de ro~ilement initial 
ce petit mat~riel) 

-enmo)yeDRsbumqai ns 
*aspect qatti cetaines fonctions sn 

A . . . .~en 

notab 1empnt -SOLiS-6qUi p~eS C? est notammp-nt IFe 
cas en ce qUi. concerne la comptbilitO isnith -itA
d Un assistant et d'Une ConSUIltaT1Ce l lI iSE,

place d:Une camtabllit con-formie aL~X 
ex igencees 1Idgal es di FPlan Comptabit~~$nire 

.. .ois ql-' i.in ex pert doIII6EECik !:u o t i i
hA prendre eni charge d~ic A 1a 4:j Hi do, I ctiH~' 
aircmi, qiie dains l e nomLbre d~enc~ricdLirt de 
p~yA4 e moint, inSUIfft ant IJ tit'r"'.ott~. ncri L 
4,1 n ri~int5 Pour Pennanibl e doi1~UI~J< 

I"i ,I 'iwl ~ 
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aspect qualitatif 
: lensemble des participants
s'accordent 6 reconnaitre que le niveau de 
formation de l'ensemble du personnel (compbtence 
et motivation) est insuffisatt (mais le faible 
niveau des r~mun~rations pourrait etre 1'une 
des explications) 

RIBAUCOURT nous informe de quelques projets 
en cours de r~alisation 

* cr~ation d'une Cooprative d'Epargne et
 
de Credit. Actuellement le DPP fait office de 
"Banque de depots" vis A vis de Ja population
rurale et ne fait que recevoir des fonds et 
g~rer des retraits sans demander aucune 
r mun~r-at ion 

* mise en place d'une cooperative de
 
commercialisation de braises .qui devrait se 
prolonger par la creation d'un groupement de
 
producteurs avec ralisation de fours et
 
plantations d'essences ad~quates
 

part 	des "longueurs" des procedures ORT. 
D~sormais les informationm destinies A ORT 
ne sont plus

communiquees par une personne d' Idiofa mais par le repr-sentant

du DPP A Kinshasa. 

L'entrevue s'est termin~e par la visite du COMBILIM 
(voir annexe 1) pr6sent6 par le P~re RIDAUCOURT. 

- 8/06- Idiofa - Kikwit 

Yisite Ia CODAIK 

Nous 	 avons M6 repus par les Citoyens z 

- MIZELE, Directeur Adjoint (le Directeur GnMral 6tant
 
en d~placement 6 Kinshasa)
 

et MUMBU. Directeur Technique charg6 de la 
commercial i sati on. 

La CODAIK (Compagnie de D~veloppement Agro-Pastoral Integre pour
le Kwanqo et le Kwilu) a pour objectif principal la relarce de 
l'agriculture dans sa zone d'activit6 dont lVentretien des pistes
de dessertes agricoles constitue lun des moyens
(avec egalement : formation agricole de.base, piscicultu o,

commercialisation d'intrants agricoles. etc...). 
 Son effectif 
est actuellement de 285 personnes oeuvrant Sur 5 Centres de 
d~veloppement (un par zone).
 
Les regions du [:war-qo et du Kwilu sort desservies par prFs de

8.000 K.m do pisteE 
CODAIK a prevu den 
de 5.0 00 Km.
 

En ce qui concerne 
millions de zaires 
pu r-, cupeter- que 1e, 
de ces fonds etant 

quail convient d'ertretenir. En ME55, la 
enLretenir 1.800 Pm, l'objetif Iq87 .tni~t 

son budqet, la COMM11< a repu en 1981, 2. I 
et en I 994, 2.841 millions (qu"ils -riiL 

31 1'.c.mb :. 
1 e sui vent : 

Cunseil E'.ucttif (decision) --- > 
(affe1tation des Credits) --- > 

traitanLs 

le c:ircuit adutwnistra, i. 

Re.iion 
COAIl (b.nficiaire) -- sous
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En effet, 1'importance des taches d'entretien de pistes n~cessite
 

pistes 

que la CODAIK fasse appel ,tniquement A de~s sos-traitants locaux 
pour la r-alisation de ces travaux. 

En 1985. iA a 6t inscrit auR budget V'entretien de 400 km ue 
pour idiofa. La CODAIK, atiribuant alu: sous-traitants 

un montant de 1.400 Z/Kn (1) (incluant fourniture de petit
matbriel, salaires des cantonniers et suivi par la CODAIL)
cela reprsente un budget de 560.000 Z, le cantonnage manuel 
tant effectu6 ? raison d'un cantonnier pour 3 Km/an. 

Four 
Idiofa, ces travaux d'entretien ont et6 confi~s 6 quatre
entreprises locales de Commerce g~nbrai (les SocibtW's Ei11i 
pour environ 34 Km, Sangasanga et Fuamba pour 163 km et Hakute 
pour environ 40 Km), le paiement tant effectu, A la fin des 
travaux apr~s v~rification par la CODAIK. 
Les travaum ne sont confis quaux sous-traitants actionnaires 
i la CODAIK (CCB n'etant pas actionnaire, ne repoit pas de 
subsi des). 

(1) le budget 1985 etant de 2.841 millions de Zaires pour 1'entretien de
 
1.800 Km de pistes, cela repr~sente 1.578 Z/Km/an dont la CODAIK retoc~de
1.400 Z. la difference de 178 Z devant couvrir (il s'agit la d'une hypothese
que nous r avons pas pu v~riFier) les frais de fonctionnement qui
representera ent donc environ 11 % du budget, ce qui apparait comme tant 
particuli rement "competitif". 



--

-- - - - - -
- - - - - - - - -

------------------------------------------ ---------------------------------

--------------------------------------- -------
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eAtMC -. AAb b -GUYA, FPr sident de la Commission nterdioc.saine 
(4 dl-oc se' dont 'elUi' d: IdibfaY 

~~-* 5~issait'I6 d Line visite de courtoisie Ct ren a atctirns
 
ressorti, si ce n'est a rencontre avec 
Mr JANSENS de. MISEREOR. en visite de
 
con sultatio n SUr pUSiseUrs dioctces et notamment ceiLui d 'Idiofa. Sa mission 
consast'era notamment A vYoir 'les. possibilit6 d une assistance de MISEREOR RU~
DPP pour Lia miss en place d'Une comptabilit6 itd~qUate. Une 6tude e-ffeCtt~e
S iirlitcomptabilit6 de DPP et 
r~alis~e par un consulltant MISEREOR a t .
comMIuniq UeIe aLx Autoritts Diocsaines. A. ce jour, lit tener de cette tude 
na pas bt divulgUt~e et rOIos avons 6t inform~s. de lit n~cessit6 d'obtenirftlPautorisation des ALItorits Religieuses poLur pouvoir la cohSLtlter . 

2.2"* 1ICIPALES CARACTERISTIQUES DlU DPPj 
.. V2 

2.2.1. c£aract 6ri st.i gLfes gRgrLh Idfwar 6Lecncr 

1- Diocdse d'Idiofa :- 36.600 Fnm2 (soit 1,65 . de l 
S~perficie dLI Zaire) 

-6
..... an25.000 (soitn
habitants 
2,75 %.de lat population 
totale du Zaire, estim as 
environ 3.0 millions 
d'habitarts) 

-soit un peU plus de 21 
habitants itLI Kmrr2 (poUr uine 

S:"" densit6 de 12,8 habitants aL( 
- Km2 pour 1'ensemble du pays)..-. 
 ,. - La zone d'Idiofa serait ia 

r~gin la pluISpeLtpl~e dUI 

Zaire (A l'exception des . .grands 
 centres urbains).
 

k 2.- Aires administratives couvertes.Qar , 
.. les activit63 d-dig se 

-
 - - - -- - - - -.- - - - - --- -


R~gion dU BANDUNDU ,. . Ragion du KASAI OCCIDENTAL 

t.ISOLIS- !Zonos Nombre de !SOuIS- !Zones FNoinbre de 
. Rtqion! !collectivits R~gion ! . ! collectivitbs! 
i- ... . - - - - - --  ------ - - - -. 
,.wi 'U Idiofa . 12 Luebo- Ilebo ' 3I 

DU UngU 2 

-


,.Soit 2 re-gai onls 2 ,,s,s.,,n... 4 zones et 21 coleti ?ctivit.s, . 

Lae d'ldao.Fij recouvre 18.482 Ki (soit r4 d%ia swpi ci(vt trEoc-? par Ie di oc6se) avec urie den 'ii ti. do. 3,1 

hab i t 0rit tr 630. 00C habitants dfo_/VIn 1(nvi'ron reprbsc-ntivt prt-6G
IL ': ciItj total 2hb' u _t i I :A) )
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2.2-2. DEEND MINISTRATIVEETRELIGEIUE 

Le DPP est un service du Diocese d'Idiofa repr~sent6
 
lgalement par Mgr BILETSI., Eveque d"Idiufa.
 

Deux ASBL semblent recouvrir l'ensemble des activit~s
 
du DP' :
 

- ASBL "Diocese d'Idiofa" : activit~s de formation et 
d" 6ducation 

- ASBL "Combilin" agriculture, 6levage, infrastructure
 
fonctionnant avec :
 

- une Commission Diocesaine de D~veloppement
 

- un Conseil de Gestion :
 

restreint : coordinateur exbcutif 
+ 4 chefs
 
de section
 

Wlargi : coordinateu, executif + 4 chefs
 
de section + 4 directeurs des
 
centres regionaux.
 

Des informations plus d~taill~es sont 
fournies en annexes
 

- annexe 
I : notice de presentation du DPP - Idiofa 

- annexe 2 : organigramme 

- annexe 3 : effectif et r~partition du personnel 

N3. DESCRIPTION SOMMAIRE DES TRAVAUX ET LEUR ETAT D'AVANCEMENT
 

Les accords ORT/DPP ont 
M6 sign~s le 26 Juillet 1984 et les
 
travaux n'ont demarr6 qu'en Janvier 1985.
 
Le budget, tel que defini aux accords, pr~voit :
 

- US $ i. 145.000 pour les ponts et buses
 
- Z 29.788.000 sur le Fonds de cantrepartie
 

.3.1. Les gonts
 

Sur la base du budget initial, iA tait pr~vu la r~alisaticn de

10 ponts ACROW. 
 Un pont ayant M6 supprim it remplaco p-r des
 
buses, le budget restant ne permettait la r.alisation que de 7
 
ponts, ceci 
pour des raisons de d~passement des devis
 
estimatifs, consb-cuti f " 1"'achat des ponts aux Etats-Unis o les
 
couts sont suporieurs d'environ 40 % A ceux 
qui avaient pu etre
 
obtenus par une commande directe aupros du fabric ant 
(ACRDW 
Grande-Bretagne). 
Fonction du montant r~siduel qu'il restera 6 l'issue dce la
 
r~alisation de ces 
7 ponts ACROW considers co)mme proritaires,
il swra rnalise 2 ponts en beton-ar n (PENANG puly. -. It,
solde budg1°taire le permet, [:INGLINDJI) les Mtos relatlyo , 
ces 2 ponts beton-arm& sont r~alis e, par InL bure:iu d-otuhes 
techniques CAD!C et prbvues pour fin Juillet 85 (Etudes et 
devis). 



--	 En tout 6tat de C.a.uSeS, ces deux~ponts ne pourraent etre
 
progrimrns qu ~en fin 1986b et 1987 atF~s I'eXCL~ti on, totale' 
 dUt 
programme CROW et Acondition que le budget initial soit 

Les 7 pont~ ont 6t6~ comrnand~s le 24 Ayril 1985 aUx Etati-Uni s. 
A ce jour on ne connait pas encore la date pr6cise de e'part
(pr6vIue fin Juin) ni l.origine exacte de l envoi (Grande
Bretagne OU Etats-Unis). L..-dUr~e de transport indiqL~be par
ACROW U.S. est de 60 CN90 jO~rs apr~s la' date d~ernbarqueoment-
Contrairement Ce, quii avait .pr 'vu ifnitialement. les 
ponts seront conditionn~s en conteneUrs de -40pieds aL( lieul 
de 20 pieds et devraient etre au nombre de 24, ce chiffre 
.tant sUsceptible de varier (indication ACROW US). 
Quant auX formalit~s de d~doLIanement et d"exonration, auCune
 

S information precise na 6t6 fournie. 
 Ces formalit~s devraient
 
Setre en principe ex6cLtesp ar les services de i"m.b.ssade des
 

Etats-Unis et une dur~ e approxima1ire d" rt mois a 6t6 retenue
 
comme hypoth~se. priatv 'n osa renu
 

----- ts lOCaL(, des QortiACROW2 

A ce 	 jour, aUCUn 66ment dfinitif n'a t6 arret6 DeLW 
possibilit6sse-blent prvaloir
 

, 	achdminement direct Matadi-Kikwit parla roUte et
 
d~potage SLIr Un terrain du DPP qui nest pas 
encore
 
ambnag6 ..virification,'marquage et entreposage. puis

conditionnemnt par caionde 7/ 
 t de charge Utile et
 
amenbe sur les sites Oes conteneurs vides seraient
 
r~achemin~s Sur Kinshasa, toUjours par roLte)
 

acheminement Matadi-Kinshasa, d~potage, v~rification,
 
marquage et ehtreposage au d~pot existant du"DPP 
 . 
Limt6, puLs conditionnement par camion de 7/8 t 
amende directe Sur- le sites via Kikwit.
 

Aucune indication partiCuli:re n'a pu etre relev~e en ce qui 
concerne les durdes pr6vLIGs pour i'ensemble de ces manipulations

"et transports, les temps et le nombre de Voyages pouVant etre 
variable en ionction de 1'6poque A laquelle ii s 	seront r-ali5 s 

-'7< - - (saison s~che OLI saison des pluies) 

-Les..2osibilit~s-de2 	 transpjott 
 -

.- Initialement, l'Office des Routes avait 6t6 contact6 pOl' le 
transport des conteneurs " ce dernier aurait accept6 le 
pr.l cipe 6 condition de recevoir titr-e de paiementq les 
conteneUrs vides. Cette possibilit6 semble maintenant 

-- cart~e ' 110ffice des Routes n'ayant la possibilite, de 
S-. 
 fOUrnir qU 2 camions.plateformes po des transports de 

conteeirs de 2Cbpieds et non de 40 pieds qui seron liavr6s
DaUtrPS transporte~rs 1ocaux,. ont 6t contact~sq dontui011 
(Ir Socii td'! NE'OLDI4Kg) a remis un devis entrant xlrtns Iv ea=drp
des i.-stirri. ions faltes (I contene~tr par camion avec
 

pos~iKm i ' 1-OLtrflir + 24 cam~iofs). Ce ttP IIUOlPh
 
*-33, - *~;~r prl ~3a re:m iS uncdevls concernant le trans~port
 

3, ~333,~r~i l p~r4 I e DF'F' Ojwnis comtnpe-tenU d&[ )A~ chi:.wrw

titu-led Lravi1! C]Lt DPP' et du nonmbre imrlhftr:inL dw
 
vc~yacjes ciLd devront etre filts 
 le choix sefiible avoir 6tb ~ 

utr-asprteLtr profeGlonl ) 
3 
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En Ce, qUi concerne les possiblis de manutentions des 
conteneUrsq cel1a ne~ senibIe pas poser de problbmeA
Kiknshasa, (possibi Iit6 de levage appropt-i6). ,rcne 

kIk1iWt, 1es' manuten t ions5 (essentiel 1ement I e dchargement 
des conteneuirs) devront s' effectuer -manuellement, les. 
possibilit~s locales 6tant i nsuffisantes. 
Enfin, 11 
les ponts 

nOuIs a 6t pr~cis6 qLt'il est pr6VU de n'acheminer 
Sur les sites que lorsque ces derniers seront 

enti~rement 6'qUip6S. 

lue-Igles 616mentsgiantitatif s fournis 

transport Matadi-Kinshasa :1 journde 

!nm1oignement dU Site et de 
s7,o oCI Sera effectUI6 le 

la 

voyage (saison s.che OU hsMide).
Les dUr-~es peuvent varier de 

f:* saas e tiseralLine demi fnjourn6e ften ton deIsaisan sche. 

poure les sites deEKUEa OLsOBALA A 2~ jo~irs OLI PlUiq pour 
des sites comme ITUNDA OLI 
ou LABA NSIM)' 

le nombre de voyages . effectUer 
06 iots aL-tront lieu initialement, 

sera fonctin de la saison 
les pr~cisions 6taient 

3cela, 

les SUivantes : SUr- Ln tonnage total de 35CQt pour 7 ponts,repr~sente envro 5 voyages Aller-Retou~r, soit 7 A 
8 voyages par pont (Ceci en saison sbche ;en saison des 
plUies, 

portr 
le tonnage serait A reriuire de moiti6,
i l nombre de voyages A uecentaine) 

ce qLli 

-les nez de lancement peL~vent etre r~alis~s A 1'aide 
d'616ments pr~lev~bs SLII un aUtre pont. (Ils repr~sentent
environ 25 %.dU poids dU pont A realiser, ces. nez 6tant 
ensuite A transporter de site A site). Seul led 'ernier 

* pont dprnandera Passistance de l'Office des ROLtes (pret 
4~- deM a e lncement des 2nt 

~.-

I1 est pr6vu . contraCtUellemnent,.que ces.tr.avaUX seront 
SLpervis~s par 1'0ffice des Routes qUi fournira 
I'encadremenL fl~c~ssr-0re aux 2 6qLuipes d'Une trentaine de 
pE-rsonne-s. qUo le DPP doit engager. Il -reste A pr~ciser si
1 'Of ice dps Rouktes fOUrnit Line ou deux 6qLuipes cJ-encidre
meni ainsi quoE le temps imparti aUX montages et aIUX 
lancemtents des pants. 

3 

II 'II.irAit 6t' prbVU de ne monter et lancer 
I1Uri apr~s 1 EAUtre (CE- qUi ne justifie-ait
settle oqu.ipe de BSupervision-de 110Jffice dci 

les ponts quoP 
alors3 q-Uune 
r~i-LE:, qUi se 

dd-placeralt de~ 1snduindu).
Les i rli rmL l aim, rGoCLi 1 i QS conciprnant 1la d~rb
et, d& rricenent scant gEdn~r~lement inSLuffisantes,- - -

dLe mlontaqe
vai r-re 

-~porit 

nttar 
. 

d i : 1,1-,'1r, f- . Ce dchjli;i v rs 
Ct'tmpt~e tf nd deps roridi t I 11 

2 
r6-iC 

seu'niiti rii' A 2 rnoi r par 
....... . ........ 

t-r~aVOt (..-LIPILWrv±i ri par OfficI deS 001ItE's,~ Ptiq;(pemeriL
foDr~litJLi iii' Lt.rg~ipt4s do mnjt im. t ri I j)+ ( 1Hi 

r33:. J Vte 5 

r. 
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6-16ments fournis 	 par l'Office des Routes, QUi a Line 
experience certaine en matitre de montage de ponts ACROW, 
sent Ceux qui se rapprochent le plus de la r~alit6. Ainsi,
il nOLIS a 6t6 pr~cisb les principales caract~ristiques
 
SUivantes :
 

- le mont.ge :' 	West jamais proportionnel 6 la 1orgqUeUr dLI 
pont. 
Par exemple, le pont de la LUKLINGA, de 
310: de porte, a n~cessite 4 semaines de 
montage. Pour un pont de 100:: il faut 
compter environ 2 semaines pour le montage 
et le 1ancement et ceci, avec une 6quipe 
de 30 ouvriers eX2!r iment~s 

- l__Batlage: les traverses en bois 6tant d~cOupIes et
 
pr~parees sur place, il 
faut compter
 
environ 20' par jour avec une 6quipe 
de 5 personnes. soit 1 semaine pour un 
pont de 100' (dans le cadre du projet 
il s'agit de platelage m6tallique). 

Pour le montage, lancement et platelage d'un pont de movenne 
porte (12: 15'), il y a lieu de compter environ I mois 
et 15 "jours pour les d~placements, soit Li, total d'un mois 
et demi. 
Ces 1 mnents ont itt recueillis auprt-s de 1'Office des ROutes 
et notamment auprs de Messieurs LECARRE 
(Directeur Rbgional


Bandundu). DE PENFENTENYO et BOHNEN (Si~ge 	de KinshasEa). 

5. Pr-eprai:,ion _ds aires de Iancement et des rampes
 

L'ensemz le de 
sites necessitent des manutentions d6blais/

rern!b li s impiotantes (Line hauteur moyenne de 2C mtre
est a rrMbilayer a chaque e;:tr~mitt Cdu pont, cette hauteurECtant r, cessaire 	pour laisser un passage sous-pont

suffisant lor des plus hautes eauX). Ces 
 travaux, sent 

1.a charge dU DPr qui, actuel liement, ne semble pas avo ir 
les moyen_£ fato'riels Suffisants, ce qui pbnialise
in-vitablement le rythmie de progression. 

Un charCJeLur de plus grande capacit6 et Lin camion 4 benne 
bascLiE-nte supplr=nentaires seraient n~cessaires. L'ORT,
 
c. :-:ifnt,- de, ce 	manquc? deC movens, a interrcq. queI qLies

fo'_u-r~S dc-
 la place qui ont indiquL ue ce aatri i-l 
etait disponible Lsur stock A Kinshasa (di=1lai de 4 k 5 
se - . Ac tueIl lenent, le materiel regLI clans 1Pe caI 
du prcijet donne s.atisfaction, a lexception de certaines 
options qui n'ont pas eti. fournies comMe pr6vU 
(notamrrn-nt de_ pneus- crampons). 



-------------------------------------------------------------------------
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6. Etat davancement des travaLux
 

Les sept sites sont actuellement en Cours de r~alisation
 
Ou de preparation :
 

- les 4 sites en cours de rialisation sont
 

SitsFondation et cou1les ! Pont ACROW' Sites -------------


D~but Fin Transport Lancement ,
 

'EKUEDI Ter-min -s Termin~es! 10/85- 11/85 
OEALA Debut 07,,85 Fir 09/85! 02/66 1 /86
N INGAN14 I I . . IFin 10/85! 11-12/85 01-02186 

S I TUNDA . . .. It . , . . .,. .iIIx|g I _ iI _ __ I - i _I 

- les : auLtres sites en Cours de preparation (terrain et dcbbr-oussaillae) 
sont : 

-------------------------
' Sites Refmblais-Dbblais Terminaison fMontage-1 ancement! 

Fondations des cules 

--------------------------- ----------------------------------I 

MIDUL. 
SKiNF"ANO, ~ ! 

09/85 
. . ... I 

01/86 
-

mi 05 -
. 

mi 
.. 

07/86 
. 

ULABA N SIM 05/86 ! 09/86 10/86 

En plus de ces travuL,, les sites alctuellement 6quipts de bacs dp.eror-L fairE 
l'objet d'un deplacement des sites d'appontage des bacs, dr? fagon ' permettrt 
la r-alisation des CLIe-_s. 
Actuellemert, il reste deuX ponts en etude : LABA NSIII et PENPNGA (btor, 
arm.) prEfvuE, pour +in Juillet 1985. 

7 - Entretin-d rj_ponts 

Do Drir Jeur COnStitution (pont galvanis6 + pl[at.la .E, 
mftaillique) ces ponts ne r~clameront aucun entretien 
particulier (sauf accident). Ii est Qr6vu des inspectioris 
pCT]l di cqLkres par l DF'P (Check-list a prtparer 

2.J.2. - Lr.,' b. 

Luii ,nf ,k -',-,citI- n j ta1 a! E dc 5t0 buses. 1e pr c :?j t. , , 
t.-riLl . avalr -- I d r-, Ar;,Icint eL en des ponts, qu 1 Se t-Lp,,rt I -Ssturt 

d I],o r.5 S ll vair, l.e 

S". [ -;i,,.'.r- Fcnds de ConLrcq.,ai tti (uF I.-.tclqrc L 
6-- i.I L, L :tILI:L csur budcieiL Oo] 1.jr-s 

http:pl[at.la
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1. Commamnde ARMC0-ZAIRE
 

Commande pass~e en totalit6 et 
payee. A fin Mai 1985, la
 
situation 6tait la suivante 
:
 

- installes par DPP : environ 30 (44 %)
 
- en stock aL DPP (Kinshasa et Idiofa): environ 18 (27 %)
 
- en stock chez le fournisseur environ 20 (29 %)
 

Les buses en stock A Kinshasa sont achemin~es A Idiofa par
 
les soins du DPP 
au fur et A mesure des besoins et des
 
possibilit~s de transport.

La durbe d:installation 6tant de 10 buses/mois 6 3 6quipes
 
(moyenne sur la saison s~che et 
la saison des pluies),
les 38 buses restant 6 poser devraient 1'etre ? fin 
Septembre/d~but Octobre 1935. Les travau: nont, A ce 
jour, pos6 aucun probl me particulier. 

2. Commande REPUEILIC STEEL
 

Commande effectu~e le 2 M C 1985 pour un montant de 110.557 $ 
L'arriv~e ? Matadi est prevue pour d~but Juillet 1985 et le
 
dedouanement pour Aout 1985. 
 Ces buses seront stockLes au
 
d~pot DPP de Kinshasa et transport~es a Idiofa en 
fonction
 
des besoins et des possibilit~s de transport.
 
Ces buses seront m.ses en oeuvre aprbs cel1es dARMCO et,
 
compte tenu de la dur~e de pose, r~clameront environ 12
 
mois de travail, soit une fin des travaux pr6vue pour fin
 
Septembre / d~but Octobre 1986.
 

3. Entretien
 

II est pr~vu un entretien p~riodique des tetes de buses. 
6vacuation des eaux, talutage, etc... (liste des travaux A

faire) 

2.3.3. Pistes de desserte aqri cole 

Actuellementq rien ne semble prevu entre ORT et DPP
 
concernant l'entretien des pistas. 
Le DPP parait ne laire
 
que peu dentretien. Ce sont les soci~tbs et 
commergants

locaux qui assument cette charge. 
En tout 6tat de cause, ce 
travail ne nous parait pas devoir etre r.alis6 opnd-w
la dur~e du projet OR, 1ensemble des moyens humain 
et materiel 6tant affect6 au projet. 

2.3.4. Lesuivi de lencadrement des travau 

Trois documents pri-cipau: servent au suivi: 

- 2 documents mensuels formalis.s, qui sont 6 ro'mp] i r par 
le 	DF'F' et a retcurner ? ORT Kinshasa.
 

* 	 L'ur-1 concerne l"utilisatJon de vehicules eL 
'qui sur1 " p:ement les chanti ers (Km parwtr"'s. h"-"ur '., 

d'uti li sa:ion, con somration de carbl.urri . r u I:,o p

tableau d'excution des travaux etc...
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* 	 le second concerne l'installation des buses ARMCO 
lin±.aire poso. 'aract~ristiques (diamitre), 
protection des tetes de buses, mat~riaux et quantit~s 
mis en oeuvre, nombre d'ouvriers, etc... 

- le 36me document, de p~riodicit6 trimestrielle, est non 
formalist. C'est un document ralise par le DPP qui 
indique de fagon d~taille, les 61ments suivants 

* 	 avancement des travau: au cours du trimestre bcoul 
* 	 mat~riaux et quantit~s utilis~s 

* 	 provision d'excution pour le trimestre suivant 
* 	 mat~riaux et quantites A utiliser etq, d'une facon 

g-nrale, Mtat des besoins quantifies et programms 
* budget consomm6, solde et pr~vision budgbtaire pour

le trimestre suivant 
* 	 di+f6rentes remarqu-- marches administratives, etc) 



--- --------------------- -------------------------------------------

---- ---- --- ------------- --------

----- --------------- -----------
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2.3.5. LE UDGET PREVISIONNEL 

A partir des diff~rents documents fournis, le budget
 
semble, A ce jour, respect:
 

1. _Bdt .S. $
 

Les commandes affect~es A ce budget concernent
 

- les ponts ACROW - 987.500 $ d~pens~s pour une
 
pr~vision de 932.000 $s, soit environ + 6 %
 
(inf~rieur au + 9 % de "contingencies") 

- les buses REPUBLIC STEEL : 110.557 $ d _pens~s
 
pour une provision de 100.000 $, soit environ
 
10,6 % (sup~rieur ou + 9 % de "contingencies")
 

L'ensembe ponts et buses repr~senite donc 1.098.057 $ 
de depenses engag4es pour un montant prevu de 
1.032.000 $ soit un d6passement de 66.057 $
 
repr~sentant environ + 6j4 % qui 
demeure inf~rieur aux 
9 % de "Contingencies". 

2. BudqetFonds de Contrepartie Zaires 

L'6tat d'engagement des d~penses se d~compose de la
 
fagon suivante :
 

Ann 5.es Budget init. Budget r6alis6 Pr~visions 85-86! TOTAL
 pr~vu,,, 
I-I------------------

1984 ' 9.200.000 4.602.174 - 4.602.171!
1985 15.060.000 1.018.501 (1) ! 10.195.860 (2) 11.214.361! 
1986 5.528.000 - 13.971.465 13.971.465! 

-I-----------------I---------------- ----------------

Total 29.788.000 5.620.675 ! 167.325 29.788.000! 

(1) ler trimestre 1985
 

(2) SnIde 1985 : estimation sur base a 7. eisions 1986. 

Ce tableau semble indiquer qu'il y a un retard par rapport , la 
procrammation initialement pr~vue dont la cause principale 
serait le report de la date effective de debut des travau:. 

'I
 

I 
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2.4. OBSERVATIONS ET RECOMMANDATIONS
 

Au regard des diff{rents 6lments examin~s pr.c.dement, trois
 
domaines principau: paraissent devoir faire l'objet

d'observations et/ou recommandations particuliires concernant
 

I - la r~elisation du projet et sa continuitd
 

2 - lorganisation des intervenants 

3 - le respect des clauses contractuelles.
 

Un quatribme point, concernant l'evaluation finale sera
 
6galement abord6. 
Notre mission n:"tant pas de rechercher une quelconque

responsabilit6 sur 
les 6venements d~ja intervenus ou en cours 
de rbalisation, nous nous limiterons , des formulations qui

devraient faciliter la r~alisation du projet A court terme et
 
permettre aun: principaux antagonistes de rechercher les
 
meilleurs voies et moyens permettant, 6 long terme, de
 
consolider les r~sultats escompt~s.
 

2.4.1. LA REALISATION DU PROJET ET SA CONTINUITE
 

1. Retard pris gar leeprojet a u d~marr age
 

Le retard pris au depart a A6 occasionn6 par
 

- la difficulte 6 se mettre d'accord sur les sites 
retenus conduisant A : 

- un retard dans les etudes 
 menses par le bureau
 
d: tLudes local
 

- du retard dans le transport et l'approvision
nement des buses
 

- et la mise 6 disposition des plans definiti+f
 
seulement en Avril 1985, ce qui a entrain6
 
la commande des ponts 6 cette date (la
 
demande de d~rogation nayant fait qu~amplifier
 
ce retard)
 

Ce retard aurait pu etre 6vite, A,tout le moins .court6,
 
si la dsignation des 
sites retenus avait M6 effectube
 
avant la signiature du contrat ce 
qui aurait notamment
 
conduit a e.tre 
moins "serr&" dans la livraison et la
 
mise en place des ponts.
 

En ce qui concerne le budget pr~visionnel, celui-ci
 
parait jusqu'" pr.sent respecte. Cepencant il y aura
 
lieu de verifier, pour la duree du projeL rosh[ nL
 
couvrir, que le sol de correspond bien al;: travau,:
 
et quipements restant , r.aliser 
,.chat suTpl 1mprtaire 
de rnatriel, ccuts.de trarnsport plus 1mni r-tntn -'l;sii
 
sont effectu .s en sai non des p1 LieE e Oi-vent:ui em-nt 
constructioQn du ou de por v en bLton- On). 1 
conviendra 'L don't h, fd'eer d.-f i nait * i.,rt iL c:rt,:,1 
nombre d' ptions de fag.on A vfr r Ilaa prohL, I t de 
mailntier di budget actuel ou do sa ri~vi _,iun e.'n I 
(et no'taminmint le chargeur et 1e camiorn SUpp1 .m. ,~t. es 
qiLil 1 ern .it .ouhi-.ab e i f.lot rMi • 
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2. 	 Le tran spor t et l 'acheminement je s 2ounts 
ACROW sur Sites 

Nous abordons ici le point le plus IMPORTANT
 
En effet, de nombreuses informations manquent, 
soit qu'elles ne soient pas encore disponibles, soit 
qu'elles n'aient pas encore 6t6 recherchbes, pour 
cerner avec plus d'exactitude et de r~alisme une 
operation qui, si le d~lai du 31 D~cembre 19B6 
reste fix6, demeurera d~licate 6 mener. 

Notre objectif n'est pas de r~aliser ici une
 
6tude, mais nous aimerions pr~ciser un certain
 
nombre de points clefs qu'il conviendrait d'btudier
 
plus en profondeur.
 
Le seul &] ment connu , 6 1'heure actuelle, est la
 
date de commande des ponts : 24 Avril 1985.
 

Nous preconisons donc de :
 

- demander A ACROW U.S. : confirmation de la date 
d'embarquement (pr~vue pour fin Juin), du d~lai
 
de route (60 A 90 J pr~vus) et du conditionnement 
(combien de conteneurs de 40' ). Leur demander 
6galement qu'ils envoient le plus rapidement 
possible les documents de transport. 

- en fonction des informatiors recueillies, preparer
 
si possible les formalitbs de d~douanement et
 
d'exoneration en prenant contact avec lOFIDA et 
l'ONATRA de fagon 6 r~duire le temps d'immobi
sation A MATADI lors de l'arriv~e des conteneurs 
(dmarches A effectuer par ORT, Ambassade do
Etats-unis avec lappui du Fonds de contrepartie
 
si n cessaire). 

- enfin, ,ffectuer une 6tude approfondie sur les 
lieux de stockage et les,mdaliti. de transport 
aux sites de fagon A.lever rapidement P'option 
entre stockage au DPP Kinshasa (dbpot existant 
et possibilit6 de manutention) ou stocl:age a 
Kikwit (aire A amenager et manutention manuelle) 
de fapon ? pouvoir retenir un trar-sp.rteur et 
prdvoir Eon planning de charge (vrifier les 
capacit~s "r~elles" du transporteur choisi et
 
les possibilit~s d'utilisation des camions Q,, 
fret retour pour les produits du DPP ou autres 
op~rateurs locaux). 
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Cette 6tude de variantes devra etre men~e la
 
foiS sur 1S cott, avantages et inconv~nients
 
mais aussi, et surtout, sur les dl'ais cette
 
6tude 6tant A r~aliser site par site en fonction
 
de leur mise a disposition.
 
Les principales contraintes dont il conviendra
 
de tenir compte sont les Suivantes
 

- tonnage total , transporter sur l'a:e Matadi
Kinshasa-Ki'kwit : environ 40(:) t repr~sentant 
pres de 8007 m3., ce transport pouv nt s'effectLter 
A pleine charge ou par charges de 7 t (soit 
pros de 57 voyages) tant en saison s~che qu'en
saison des pluies (que deviennent les conteneurs 
vides 6 Kinshasa ou 6 Kit-..-wit ?) 

- A partir de Kikwit et jusqu'aux sites, possibilit6 
de transporter 7 t en 
saison stche mais seulement 
la moiti., c'est . dire 3,5 t , en saison des 
pluies (il s'agit 14 probablement d'Lun ma'.imum), 
ce qCui represente, Suivant la saison, 58 ou 
115 voyages aller-retour. 
Le transport pendant la saison des pluies 
reposera particulirement pour 4 des 7 ponts 
(Mingandi., Itunda, Obala, et Ekubi). 

- transport des nez de lancement de site 6 site
 
repr~sente environ 25 % du poids du pont '4
 
lancer soit tin total de 100 t 200 
r.. Ces
 
dldments, outre des pisces sp~cifiques de
 
lancement en 2 exemplaires (r~alisation de 2
 
sites similtan~ment), sont constitlues 6
 
l'aide d"'1e-ments pr-levs sur tin autre pont
 
(est-ce le 
meme pont qui va fournir les pieces., 
ou est-ce des ponts di+ffrents ?) 

- les nombreuses manipulations qu'il y aura lieu
 
de pr~voir :
 

* Linshasa6 : ou Kikwit: d~potage des conteneirc. 
vrification de la livraison, marquage des 
pibces, 6ventuellement prd.montage (est-ce 
possible 7) puis conditionnement par "lots" 
de 3.,5 t et chargement sur camion. Si l"option"stockage .4,Kinshasa" est 
retenue, le
 

transport jutsqui' Kikteit peut se faire jpar
 
charges de 7 t, OU plus, quelle que soit 
la 
saison et le transport Ki kw:it-site pat u;,,.,rges
de 7 t ou 7,5 t maxissum fonction de la saison. 
Si l'option "stockage A Kikwit" est retenue.,
 
seules'les charges de 7 t 
ou -:..5 t seront 6 
consid.rer en fonctin de la saiscon. 

* sur sites : dfcharqement puis retour -ur 
f:inshasa-ouI ik[vwit. 

- s:assurer CIqe les aires de storl:ont, DF-F (I a 
ou [:1;i t ) peuvent ellIec ti veM(-r I. rCc:evcj r- Ie
 
corlte-1nti3urs (1a total i Lt LIU f
Uft. r,Ir-tIIe .C,LI I c.',l'-IlI. 
le reste demeurant Iltadi cLu 1 '*ONHkITA f;t:cturvra 
1"entreposage) 
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- 6ventuellement, s'assurer de la collaboration d'un 
technicien de l'Office des Routes pour les 
op&rations de d~potage et de marquage. 

Ii ne s'agit 16 que de quelques 1 ments nods paraissant 
importants et nous pr~conisons la r~alisation d'une 
6tude dordonnancement qui devra tenir compte, 6 partir
 
de la date probable d'arriv?e des conteneurs, des
 
contraintes de transport, die 
la mise 6 disposition des
 
sites, des dures de montage et de lancement, et du temps
 
de transport des quipes techniques charges de la
 
r~alisation (DFF et Office des Routes), ce travail devant 
se faire en 6troite collaboration entre ORT, transporteur 
et DPP. 

3.Mnaeet lancement des ponts 

Ces activit~s. qu"il est pr~vu de r~aliser avec le concours de
 
l'Office des Routes, doivent permettre do former 2 equipes

DPP au montage et lancement de ponts ACROW. Ainsi, et dans.
 
le cadre de l'.tude d'ordonnancement pr~citee, il serait
 
souhaitable
 

-
 que le D.F'.P. commence ? rechercher et identifier les
 
ouvriers monteurs (il faudra 60 personnes)
 

- que V'ORT reprenne contact avec l"Office des Routes
 
afin de d~terminer avec plus d'exactitude :
 

* 	 des dures de montage et lancement realistes compte 
tenu de l'inexp.rience dez ouvriers qui seront
 
fournis (une durkee moyenne de 1,5 6 2 mois par
 
pont et par 6,quipe semble etre un delai
 
raisonnable qu'il conviendrait de confirmer)
 

* 	 de la disponibilit,, aul, dates pr.vues, de la ou 
des 6quipe(s) d'encadrement et de leur intervention 
sur chaque site. 

4. les buses 

Feu j ?6ments sont ici I suggerer. De la meme faon que 
pour les ponLs ACROW, il. conviendmit de senqurir aupres du 
fournisseur REPUBLIC STEEL, des dates dembarquement et 
d'arriv~e 6 Matadi et de prf.parer les formalitts de
 
d~douanement et. 'ei:onbration.
 
II serait .,ouhaitable 6 notre sens, mais cela est 
peut etre
 
d.j? pr'u, quo Is programmation de maise er 
oeuvre .. -. 
buses tie-rn compte des dates auxquelles spront l iyrOs
les ponts (par exemple, pour le site d'Ekubi. l'ensemble
 
des buses pr~vues sernnt-elles plac .es lors de I,&, mice en
 
service dl pont pr ,.ue pour la fin 
1935 -"). Er n ,
 
1 issue des travau:, il y aura lieu d'effectuer un plan do 
recol lement reprenant i 'ensemble des siLes rqui pP wt W urE 
caractr isti ques. 
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"L'ntretien 'des r~al isations duroe 

Comme pour le transport, 1'activit~s d'entretien permanent

de ~liain 
revet 6galement itne grande importance.

En~ offet, si 1Pon VeUt qUe1leE objPctifs assign 6s au
projet, c'est dire -F-voriser Ila c-mrcaiati
 
prirmaire de produitS agricoles vivriers et 
commerciaux et,
 
plUS ge-n~ralement, faciliter la circulation des bien5 et

services et'P,accs aLu services sociaux des poplations. 

, 	rurales, ii y a lieL d~s maintenant- de pr 0iuvUoir Lin 
syst-me dorganisaLion permettant de niaintenir en btat
 
ce q~ii sera r~alis6.
 
Llentretien, CUratif et pr~ventif, des porf s et buses du
 
projet ne trDuvera sa plein'ejustification Pt,uttilit

si 1Pon y i ntbgre al-MSsi 1 ,entreti en des.Ri stes 

que

de 	 desserte 

agr-icole . En effet, ces trois: 6l6ments sont intinmment
 
li-s et des d~aillances dans 1'entretien de Pun d'entre
 
eLx entrainera ,impossibilitL Ou la grande dif-FicultL 
 •'
 
d'utiriser les autres.' -


Si -l'on ne peut pendant la durbe de r~alisation dU projet
 
et conipte tenUi de sa charge~actuelle de travail, envisager

Line participation du DFP 1'entretien de ces pistes; 
il 
sera n~cessaire, dds~la fin du projet en d~cembre 1986, de
 
pr voir Line organisation permettant de le faire.
 

1. Les- onts et buses r~ali s~s par le 2rolet
 

Ii 	serait souhaitable, avant 
1'issue du projet, que

P'ORT pr paie et r:dige Lin cahier des procdutres et
 
Un check-list conduisant A Lin entretien permanent

de ces ;.lments (saison sdche, saison des plUies,
 
examen des cUl es, des tetes de buses et 
des lits 
des rivibres, etc ... ) 

2. Conceti ond n _sastkm intgr_d 'entretien 

Consid~irn qe: 

- P ensemble des ponts, buses et pistes doit etre
 

l 	 eaura,eSSerittueeen Ldnqe DPP n humat"
 
tmportant: en drince 'es 6de lentretien tes-,
 

-. d--trees Sictes nd-mennet aoe oodn. 

2dauentreiCnpteU&sintervit'.........'et!::: 	 lo;, c aux) de ' onne
i c o m m e r g a n t s 	 fagon oord , ' ni o n. ... .. . ..............
... ...... 	 .

rcami~tons 


pte~tppre ind chagnt ]'bcUne niellrait sont:::J
 
OLV-aeNoLi~s(2O 	 7, 2~nbLitonnit-E
qe i~ides moyenag, esserieielle~men !,hL(mainqre 	 Li&ngier 

S 

,
oset 

p, 	 -st daIS. e 5L 



--

posseder 1es moyens hUna inS, iat~ri el s et financiersn~cessai es 

mett'mee en pia~ U syst~me, permanent (et/oU cyls
d. observations S~irl 1stat des pants, 'buses et pi SteS 
et centl-alis'e :ces informations SUrI ',b''at de cesdiff rens metsa 


avoir_ la'possibilit6 d~'Ttervenir sans d~pendre d L-ne 
a~trit qulcn.qbe (parfois ae rgece 

etreenmesuire de planifier et programmer ces 
-. interventions,. de coordonnrer plusieurs activit~s ct/au

pi~iie~rs ntervennt.-4 
4.,U~ care nt 

D-~.ans le cdede cette' 6tUde, Lin certain nombre 

permettait, 'aInsi, 1'6tab lissenent d-'uLn :conp'te
d9d ex pl.oitati on etd'un budget 'prbvisdonnel.

-~Les pr-incipaUx, 616~ments & rqcueiliraU pr~alabl4 
concernent,:. 

le nombre total-d 61bments6 entretenir
 
(ponts, bUses., km de pistes),. de Pbtat dans 
leqLe i tovent deus s et'. dU 

traVaUXA r~aliser pour les Fentretenir et/OU 

-la 
 p~t-iodicitd6, et le type de trav A fair-c.ux 

cantonnage pirement manute] (nomblre dWhommes
 

4*cantannage ma~lavec 6qUipement iMU 

cantonnage n~cessitant Un 6qUipement 1OL~rd
 
(cx. r-cprofilage)
 

*le recensement des moyens ex istants tant 
hUMains q~ic rat~riels 

~,*les reSSOUrces financi~res connUeS., Ltilisc~cs 
OU non. 

En- f ai t il s'agit de rechercherf le cOU+ttg.1 balqU' entrai'ner~tit Un optimlal. de d~itirminer lesCnreten 

moyen f i nanciers d'd ondi cOe-'.tf Ctn'r c
travailI et alrisi onct~i'o de Ppourt enetrer-CLI: eLAXS -- "'' 6'Cmlents,' rechercher d f'in.ncmn-tsl comiplctinenLtaJres et/ 

c'.'.' 'itoljnmer 1.etretien. r6-C i ' " fonctio di~L' -, 

C *C C fin ement dont 'on dispose (d6-Finition desri or it ,s) C 

IS . Piiples c hI1rgE'5 d , l i io sc'r-vent 

CC Cles~4~.244,-.. Fais" do personnel idrinistratif u~t. 'tcni Cl&l 

A 6Mnrati~onnied des,cmfcnnLrs Ji P 
4~ ~C-CC~C.'~CC4..CC CCC.. , erent 2 o /2lo (les c,,An LeuCCacLtuel1 - Y rMol s ilr -_ldoJCC 

C{CCCC-- CC1.V.Hifcm des ROLutOSs ont pa&-W1Li; 
4 

' C 

44C C~C:C)~.C42ICher)/ i Cif'rait . Da-:n'ce ai-dre, I§ iitroCt irv-CSC4~b'.qChC 

1-i aC~onsti t1 ion d'6'qi.pe-de c.a1htofnijr 5 cpri~',1te1 C 

CC~~~~o , C t d~'$6 UK~cmc: tri~wd I.~j i o b VtrII~ dcl 

,*Wi~ t 4 4C- C ~ 4CCC~ 
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- les consommables (carburant, ciment, petit outillage
 
etc...)
 

- et des charges d'amortissement (voir ci-apr~s)
 

Quant aux ressources financibres., celles-ci pourraient
 
etre :
 

- les subventions CODAIK existantes
 
- la participation de la CCB (28 cantonniers)
 
- les entreprises et soci~tes commeciales
 
rgionales 

- Line participation de ]'Etat ,autre que CODAIIK 
(taxe de voirie)
 

- un apport en nature du DPP (sur materiel) 
- la restauration du cantonnage mens.._
 
villageois (dans le cadre ou ru n du 
Salongo avec accord de autorit~s ?)
 

- dorigine autre (Fonds des.Conventions de 
D~veloppemet, PLZ: Office des Routes, etc...).
 

En ce qui concerne les structures possibles, il pourrait
 
etre 6tudi la cr 'ation d'une entite op~rationnelle
 
independante (par exemple une ASBL) dont l'objet unique

serait 1'entretien des "voies de desserte agricole").
 
Compte tenu de ce qui e;iste, cela pourrait etre une
 
"filiale sous-r~gionale" g~r~e et plac~e sous tutc .le
 
de la CODAIK dont les membres seraient 1'ensemble des
 
op~rateurs 6conomiques exergant dans la r6gion (apport
 
financier et/ou apport en nature).
 

Enfin, un dernier probl~me devra etre abord6 : celui
 
du renouvellement des investissements donc de
 
l'amortissement technique des ouvrages et 
mat.riels.
 
Ii convient ici 
d'etre r~aliste. Une 6valuation
 
grossibre de l'amortissement annuel des ponts, buses
 
et materiel, 2aires constants et
en compte-tenu des 
coutts actuels et dur .es d'amortissement "gnreuses"q 
fait apparaitre un montant annuel de plus de 7 millions
 
de zaires. Un tel projet ne peut dgager (cet aspect
 
devient encore plus grave si 
 W on tente de raisonner
 
en zairep courants et valeur de remplacement). 
D'une faon genera1e, cela pose 6 mcven eL1on 
terme le problme du rnouvellemen, de ces ma.eriels et 
constructions et, i fortiori, d'un
celui autofinancement 
suf-fisant permettant d'augmenter les sites Ifquipes. 
Le renouvellement de ces 616ments devra donc etre pr6vu
 
suffisamment tot de fagon A etre progressive dar.o 
i.
 
budget d'investissement de 1:Etat et/ou dans les 
aides 
bi ou multilatrales. 
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2.4.2, L'organisation des intervenants 

Nous examinerons successivement 1"ORT, puis le DPP
 

1. L:ORT 

Les proc.dures de suivi entre ORT et DPP existent et
 
sont en place (cf. supra 2.3.4.) mwis appellent de
 
notre part les quelque observations suiv'ntes
 

- il serait souhaitable de suivre avec plus de 
rigueur les diff~rents "points sensibles" dl
 
projet (notamment ordonnancement du transport des
 
ponts)
 

- systmatiser et standardiser les rapports 
d'avancement de travaux avec une priodicit6 
mensuelle et envisager des visites de chantier 
mensuelles bi ou trimestrielleg (actuellement, 
environ tous les 2 mois) 

- les devis quantitatifs - estimatifs pourraient 
servir de base 6 ces rapports mensuels avec 

* par les travau; encours, une indication dl
 
pourcentage 	d'avancement du mois et du cumul
 
(quantit.s et prix)
 

* pour les travaux i venir, des pr~visions
 
glissantes sur trois mois, r~actualis es mois 
par mois. 

Quoique cela ne soit pas iM directement i l'organisation
 
de ORTj certaines informations devraient etre
 
recherch~es. C'est le cas notamment cd 
une information,
 
qu'il ne nous a pas V6 possible de v~rifier, concernant
 
des possibilit~s d'exonration de la C.C.A. pour 
certaines A.S.B.L. 

2. LeD velo~pement Frogr~s PD2laire (DPP) 

Le sjour, relativement court, que nous avons 
e-ffectu6 aL DPF' ne ricius a pas permi s d'etudier 
en profondeur l'organisation interne do cet 
orcianisme. Cependant, 6 partir de nos obesrvtions 
sur pla:ce, des documents et discussionT obtorn-
Kirshasa nvec les di.ffrents responsabo_; (Cf. 
e.Lude rdalisae par Mr Didier CAIHEN du 27,iii4/85), 
nots pouvors {ormuler certaines obsevations Gt 
s.uqqe"nt] orns, c-iles-ci devant etre conf irMes. ou 
infir i sl par une Mtude pilus approf uni . 

Noun ro:uL sommes rdsol Lurent pl acis an e 'tre 
[Pul-,ect]ve dWaverir en preriant er turfte le F' 
et l fuLiLure uii t6 de producti on dui Combi 1 im. 
I-Ic , re ",pruqc:le a 6t - essentio] emunt di rtt ..p nor 

" rr:i deratiora d oDrdr utruct.ural 1l :CC.E.;a . 
ac [i vi t.s , acturel 1c.s et futures de cette, 
or o:ni sat on. 
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L 4 observ4ation fondamentale qui peuit etre faite
 
est, qui' 1" 'ssue des projets en cours (ports,
 
buses et Combilim), le DPP aura, 
 comme par le pass6, 
des activitbs 6 cirasct~r-es socia.ix et lucratifs, 
ma~is ces derni~res preniant Lifl pa~rt beaucouip pilus 
i mportante.
 
Cette coflstatation nous adonc incit~s A proposer
 
Ltfl structuire si iri I i re Aicel Ic d' une efltrepr ise
 
en "secteur concurrentiel'.
 

Actuell1ement, ambi gui tb d~rneure quannt A 1laqLne 

d~pendance statutaire du DPP. Deux "A.S.Ee.L. 
semblent couvr-ar ses activites :1'une 17AS3L-
CONDILIN" couvraint les atLi ytes procluctijve_ 
d"N~1e:v.aqe, agri cul1ture et infrastrut~r2,? 1la 
seconde, i'"ASBL DIOCESE D7.IDIOFgA" couvrant 
essentiellenent les actijvit~.s d'education et de 
+ormati on a\'ec comme inrteri ocuteur supreme 

'"EveqLI d'Idiofa et les diff rentes commissions 
associ ees. 

Le caractb're agro-industriel du Combilarn, qui
 
sera en prise pilus ou moans.directe avec le 
secteurl concurrentiel et donc asumera~ le risque 
inh~rent 1 toute acti vi ti industri clie, nous. 
suqc~r-e la cr~ation de deu: entit~s bien 
distinctes juridiques: 

- uric "ASEBL COMBMiIN"' 

-- Line 'PA9DL D.F..' 

dont Ics objets socio;ux et objectifs seraiient 
for-tement ch f{frenci~s mais aussi n~cessairement 
compi ~mentai res. 

b) L.'ASBLCONEILIH
 

Structur~e de la~ mene fagcon qLi' Lne entrepri seq 
cette AE.OL aurat essetiellement Line vocation 
techniquie :valoriser la produiction localie 
(producti on de "val eur iajoute"). L.' cti viWt 
du Combilin1 se 1ini terait dconc 6:
 

- 1 '2chat Ul auL stockaqe des produi ts agra col es 
pri mairc:s aLupr~s du DPPF: celii-ci cdonL 
ces produi ts. et pilus genwral emnet 1 ensemrbi e 
des intrarits ne'cessaires A 1"WitiVi t6 dii 
Combi I jm, i idervet 

- 1la transformati or des mati ~res en proits
 
Ti ni s di rectuentr comlierci al in~ables
 

- 1la CE. ;~ior aui OFPP (ui assumer a 1le stoc [aqe 
des produitsi {iniE UO~~ap-~_d 

- enf in, la prise2 en chargie do) I 'mi tb de: 
produiction3F d' nergie WLtiIi satj -. entreti ~r 

http:socia.ix
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La limit~tio, des activit~s du Combilim a pour
 
cons~quences :
 

- aucune st-ucture d'achat en amont (cest le 
DPP qui collecte et qui fournit) 

- aucune str-ucture do vente en aval (cest
 
toujours le DPP qui ach~te et commercialise)
 

- par sa capacit6 de stockagel permettra une
 
r~gulation des approvisionnements effectues 
par le DPP (aide 6 la programmation des 
collectes rurales) 

- grer, de fagon autonome, la production 
d'nergie 6lectrique pour le Combilim ainsi 
que 1'6nergie c.d~es aux utilisateurs 
potentiels (DPP, Aission, etc...) en leur 
facturant un cout du Kwh qui permettra 
d'aleger les charges dentretien 
et d'anor-tisenent (donc de rencuvellement 
ul t~ri eur)
 

Lensemble de systbme devra, bien sur, 
faire 
1'objet d'une Atude prealable en ce qui 
concerne les prix de revient ? facturer qui 
devront etre coh~rents et 6conomiquement 
justifi~s. 11 pourrait etre 6galement utile 
dWeffectuer une 6tude de march6 simplifiee, ou 
simplement une 6tude de positionnement, en ce 
qu concene ls produits finis qui serort 
pr-oposs par le Combilim. 

c) L'ASBL D.P._. (voir annexe 2 : organigramme
 
actuel)
 

Nayant pu approfondir, par manque de temps,
 
l'organisation actuelle du DPF' 
et v.rifier
 
1'existence ou non de dysfonctionnement,
 
nous nous 
1imi terons A quel ques observations.
 
Comme pour le Combilin, et bans l'optique d'une
 
augmentation de 1'activit6 constcutive 
awx
 
rel1,iions entre ces deux A. B.L. une
 
organisation de type "Industrielle et
 
Commeri cal e" nous parait souhai table sans 
que,
 
pour aL tant, de nombreu.: changempn t" s5,J
0. L
 
ri~cessai res.
 

Lpo suggestions que nous pouvoa-s formuler ont 
ley suivantes otAsort dict_:tr. einTeti ET] Iement 
dans un ouci, d'e.fficacit6 et das la prina anc 
corpte d' un ncuvel Ie Liensi"_ 0 , laIcr,,:rci a
lisat:ion do.s prcduits {in s .F,C,,,'i.i -t 
Combilim). 

as uLare .rLIctLr c].assique de C.O,''Aeil 
d ' dman ri ctrati on (ci n l1e Pr-'& kID[IHCOHuR~T 

Ua:*Wra1 e (assumie~ par I 'a3ctal~ Cot wa ard r-
Exa zcLaL' rous pourr oS
$) q troavair 

- u aalpartemc'n t Education (Qvns.:1 cl-,,A ri pn-L, 

AA
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porchei6 dU=~!I~ i11iliii 
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.3p~lt 
 - fi acs3VCLn
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•
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serviwces s vat 
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t*app-visionnementlea des sok 
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11: ne sgJ :.... de smplnaires, i ntantsi-agri-oles e 

pproduits pharmacrctiquesre 

1-16ent~llepo consltrutind'p carburn d., etc...)ii~ 

Si ~ationI~tL mate P iolel roulsacntl fonc 

teraio.i-t : 

*~ialatelie de I~euiei 

: garag t:i 

,3g3 Lg. inr3r_1 ,5 

ordnOUGonn tnemer ... trt e 

_tgE vesaii q de _impljeS nu -rm~nOclopntp 

particlartpas2,l, c17apr+s. t Combllim.. leleLI-d" ,Si'D=.Ae"++'1 + ;" .+es 
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Le DPP se doit donc d'optimiser au mieux ses propres
 
services de fagob! tirer le meilleur profit de cette
 
valeur ajoutie. 
Pour cette raison, nous pensons contribuer A cet
 
objectif en
 

-
regroupant dans un d~partement agro-pastoral des
 
activit~s complmentaires et similaires.
 

- en mettant en place une direction administrative et
 
financi~re lib~r~e des contraintes de gestion des
 
stocks et 
pouvant, donc porter par attention sur la
 
gestion courante (organisation comptable) et
 
l'"laboration d'une comptabilit6 analytique
 
(prix de revient) mais aussi sur les budgets et plans
 
6 moyen et long terme (et notamment 161aboration
 
d'un plan 86-90 pour le D.P.P/Combilim qu~il serait
 
int~ressant d'int~grer au Plan Quinquennal Zairois
 
86-90 en cours d'_laboration : recheche et
 
programmantion de financements). Un point
 
particulier doit 
faire l'objet d'une attention
 
soutenue : il 
s'agit de la gestion des financements
 
et aides int6rieurs et ext~rieurs (cela represente
 
une quinzaine d'organismes !). 

- en rattachant des services consid'r~s gn6ralement
 
comme fonctionnels mais qui, dans le contexte
 
gcographique qui est celui d'Idiofa, revetent 
une
 
importance capitale (stocks, garage entretien et
, 

transports, etc...) et qui doivent etre germs comme
 
nimporte quel service op6rationnel.
 

- quant au dpartement commecial, i] semblerait que
 
cette fonction, ait M6, ninon inexistante., du moins
 
sous-estimte. 
L'activit du Combilim condwisan-L
 
A une pr sence sur le march6 concurrenti el (produits
 
locaux et import s) il convient d'etre prudent et
 
suffisamment arm 
 pour affronter la concurrence et
 
plus gn6ralement pour "vendre". I conviendra
 
peut-etre de dtfinir le ro2e que pourrait avoir le
 
d~pot de Kinshasa et de rechercher d'autres activit~s
 
] ucratives. 

Pour conclure en ce qui concerne 1 organisation du DPP 
nous sugg~rons d'effectuer auprbs du DPP 
une mission de diagnostic sur lMensemble des activitbs 

e e
permettant WCappr~ h nd r et d'expliquer les
 
dysfonctionnements., ainsi que les lacunes qu'il
 
conviendrait de combler. Ce diagnostic devrait conduire
 
& une serie de propositions correctives5 
6 discuter 
avec los responsables du DPP et A proposer un plan 
d" intervention pour laamise en place des solutions 
retenues. 

A notre sons, outre i 'aspect organi sati u qenctralgarie] du 
D.P.P., les points principaux a am~liorer concerna:.n: 

- ]." laboration d'un codre juridique adicquai -.t.,,i I, 
tenu des modifications qui seront a prt,;.
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- la mise en plade d'une fonction comptabilit6
finance efficiente (comptabilit6 lgale 'et compta
biMit prix de revient), cette operation devra
 
etre harmonise avec les intervetions de MISEREOR.
 

- 6ventuellement, fonction des besoins, des 
interventions en matire de gestion de stocks, 
ordonnancement transport, etc-. 

- 6valuation des besoins en formation et Wlaboration
 
d'un plan de formation.
 

En tout tat de cause, ii conviendra dePrendrecompte les str-uctures e;:i stantes et 	les homesen_
en 

place et axer le travail A r~aliser sur ces 616ments.
 

2.4.3 LE RESPECT DES CLAUSES CONTRACTUELLES 

Certains aspects, prdvus clans l'accord USAID/ORT/DPFP,
 
semblent ne pas avoir encore M6 abords, ou ont At
 
modifies. II s'agit notamment
 

- despi stes die desserte agricole: 

laccord ne parait pas suffisamment explicite.
 
Que prevoit exactement le projet ? Actuellement,
 
iA semblerait que le poste "entretien des pistes" 
ne 
concerne que les abords immdiats des sites .quipes 
de ponts et de buses, alors qu'il est pr vu la 
formation de 20 quipes d'entretien 	et la rehabilitation
 

°
de 700 Km de pistes. (projet USAID n 660 - 0097 p. 7
 
et 8)
 

- 1a for-mtion des hommes 

* outre la formation des 20 equipes de cantonniers, il est 
prevu de former au management 6 A 8 cadres superieurs 
et moyens. Actuellement, rien n'est encore prevu, mais 
cela pourrait etre pr~vu dans le cadre de la mission de 
diagnostic puis de mise en place des solution retenues 
(identification des besoins en formation A rbaliser).
 

Enfin, alors que le projet pr~voit des transports
 
Kinshasa - site par le D.F.P.. il est pr.vu de le
 
r ealiser en faisant appel A une compagnie privt.
 
Ceci s'explique par le fait que, le D.P.P. 6tant
 
dij& suffisamment engage dans ce projet, il convenait
 
de rechercher un autre transporteur, celui-ci .tant
 
pris sur le budget Fonds de Contre-partie.
 

..2.4A. EVALLATYO._E1LEDUPR_E.QJET
 

Nous ne 4erons qu'evoquer co prob]ume. Neanmnirs i1 cnr,'i Lnt 
de rech',rcher dcs maintenant les movens qu: i ] aLura .it 
de retenir pour mener cette evaluation. bi laupect purr 'rmont 
physique 1W A la r6alisation de certains ouvragqes cowwn,, J-. 
ponts et les buses ne parait pa5 pspr de i rIult,, i i '',n 
va tout autrement dans 1_valuati cn des eWft: prevu. d,,n! 
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le projet USAID (amelioration des revenus agricoles,
facilitation de la commercialisation des productions suppl6
mentaires, acc~s au in puts agricoles et A la technologie
 
n~cessaires A l'augmentation de la production, etc...).

A moins de mettre en place une organisation permettant de 
recueillir su{fisamment des donn es, tant qualitatives que
quantitatives, et dont le cout serait probablement 
prohibitif au regard des r~sultats escompt~s, pout etre 
serait-il plus satisfaisant d'er~visager cette 6valuation 
sous forme d'enquete et dinterviews A realiser aupr~s des 
principaux int~ress~s. 

Aussi pensons-nous que ORT et USAID puissent envisager la 
r~alisation, d'un commun accord, d'un questionnaire qui
pourrait etre utilis6 lors de l'bvaluation finale. 
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III SOUS.-PROJET ECZORT
 

Dans le cadre de la mission qui nous a M confi e et compte-tenu de la
 
r~partition des taches effectuifes lors de cette mission notre contribution 6
 
l''valuation de ce sous-projet sera modeste. A partir d'une visite
 
ponctuelle, effectuie le 13 Juin 1985, A SONA BATA (Bas Zaire), nous 
tronterons de d~gager quelques idles et suggestions sans pour autant pritendrE 
6 gnraliser leur application au: 37 zones de santb non visitbes.
 

Les participants A cette mission 6taient 

- Mr Michel SAINT-AMAND , consultant
 

- Cit. MASUMBUKU Projet SANRU
 

- Mr John DURANT , ORT Londres
 

3.1. OBJET DE LA VISITE 

- Visualiser, sur le terrain, les diffrents acteurs
 
intervenants dans une zone de sant6
 

- S'enqu~rir des principaux problbmes li~s 6 la gestion d'un 
hopital de r6fe6rence et d'un centre de sant6 ainsi que de 
riflations entre ces diffrents centres d'activitt

- Apr~hender, aupr~s des responsables locaux, la connaissance 
qu'ils ont du projet ECZORRT, de son contenu et de ses 
imp. i cations 

- Wrifier si le financement pour r&habilitation est en place 
et est utilise 

- Plus g~nralement, ex:aminer les points suceptibles d'avnir des
 
incidences dans la mise en place, 1 ex~cution et la gestion du
 
projet ECZORT. 

3.2. COMFTE-RENDU DE LA VISITE 

3.2.1, VISITE AU CENTRE DE SANTE DE MVULULU 

Ce centre de san t6 est situi' A environ 35 Km de
 
Sona Bata, entre Kasangulu et Madimba. Nous
 
aurons K6 repus par l'infirmier responsablin du 
Centre et son adjoint, la visite ayant dur, prK
 
de trois quarts dheure.
 

a) Les locaux> du Centre de Santo 

L ensemb]e des locaux sont regroup65 au sein 
d'un meme batiment et affectes au! utilisati,-s 
suivantes : 

- un Ioca] poiur i"administration doPs miidicamens. 
par voie orale ot in.jection, a] - qite pourl es 
autres traitements (environ 6 W) 

- Lin local pour les consultaticns do ] :in+3rmior,,c
servant 6_galement de Iur, u E t ttnlai q .d,.\;
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m~dicaments (environ 9 m2) 
avec une petite

piece att~nante (environ 4 m2) pour les
 
accouchements
 

- une salle loboratoire - analyses (environ 10/ 
12 m2) 

- une grande salle (environ 25/30 M2) avec muret
 
de s~paration qui 
abrite, d'un coto la maternit6
 
(2 lits), de l'autre l'hospitalisation (4 lits).
 

- une terrasse couverte, donnant acc~s directement
 
au: locaux administration de mdicaments,
 
consultations et laboratoire-analyses, servant de
 
salle d'attente.
 

A l'ext rieur de ce batiment se situent
 

-. des latrines, non couvertes, et sparbes dce quelques
 
mtres, deux 
blocs douches, non couverts, 1'ensemble
 
r~alisM en mat~riaux durables. 
Ces constructiors
 
sont situ~es 6 environ 20 mtres de la fagade
 
arri ~re du Centre de sant6. 

- l'habitatio, de l'infirmier, responsable du Centre 

de Sant6 est sise 6 environ 40 m.
 

b) observations et impressions 

- lPensemble des locaux sont en tr~s bon Wtat (les
 
batiments datant 
de 2 ans), bien entretenus et
 
RMWPEs
 

- l'implantation g6ographique du Centre de Sant6 est
 
bonne :
 

le village, le plus WloignM. d~pendant du Centre, 
est distant de 12 Km de celui-ci
 

la population rattach~e , ce Centre est de
 
1.340 habitants pour une moyenne nationale de
 
+ 3.000 habitants.
 
Cela pourrait signifier, peut-etre, que ce
 
centre est sous-utilisd (mais lui "rattacher"
 
d'autres villages pourraient alors poser
 
des probl imes d'"ioignement)
 

l
1'accessibilit6 au centre est bonne et 
nw pose
 
pas de probleme particulier aux habitants
 

p.rbolwice ce centre n"est pDouvu ni de 
1'6lectricit6 ni de 1leau courante ; 1a source 
la plus proche est 6 1 km (ce qui, °livu dirs 
de l'infirmier, Wvest pas une contrainf.).. 11 
est pr~vu, dans le cadre du pruju. 
d'hydraulique rurale, d'amena.ler le cap Lg de 
'e a Lie o Isoirce ( I r'rs de notre ,r-i,.. t ., 
centre venai t de-recevCi r les scl do C. ioiiLt 

rcessaire A cet .imna cieTi . mm wuh quiIIl.'lill
I..Ici
 
doit d6marrer dans les proclhcirs jours).
 

,!
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De plus, il est pr~vu (sans savoir sur quelle 
origine de fonds : SANRU, ECZORT ou fonds
 
propres ?) d'6quiper les batiments de
 
gouttibres et de petits r&servoirs pour
 
rdceptionner les eaux pluviales.
 

Comme pour l'hopital de R~f~rence de SONA-BATA 
(voir ci-apr6s) rien n'est pr6Vu pour la 
preparation des repas par la famille de 
" 1 hospitalis6. Le centre pr-_voit
 

ultE.rieurement Ilinstallation. pour mise A 
dispostion des families, d'un amnagement
 
leger de preparation des repas (eau potable, 
r~chaud A alcool et/ou makala., etc...) 

c) L 4LuiEement du Centre
 

- l'infirmier responsable nous a precis6, 
qu'L son avis. l'1qquipement actuel du Centre 

tait suffisant : 

en mnatinre de mr~dicaments : pas de 
rupture de stock, le r~aprovisionnement A 
l'hopital de r~fbrence s'effectue par 
fr~quence mensuelle, les besoins quantita
tifs et qualitatifs tant satisfaisants sur 
les bases actuelles.
 

Sen mati~re d' gui pement mdical: pas 
d'observations particuli~res (mat'riel 
apparemment bien entretenu et en Mtat de 
marche) 

* autre__qLApemenlt: 

- lampe A p~trole le centre n'en possbde 
qu'une seule et souha'iterait en avoir une 
deuxime (le p trole est achet6 dans les 
villages voisins sur les recettes 
g~n.r~es par le Centre) 

- une bicyclette a M6 affectbe au centre 
mais iA semble qu'elle ne soit iu~re 
utilis~e : l'infirmier ne veut pa sen 
servir sur la route Kinshana-Matodi car 
cela s'av~re "danqereux" (circulLion 
dense et risque d'accidents) et re peut 
pas toujours l'utiliser pour faire ses 
Uisites dans les villaqes (OtaL des 
chemins, forte d~clivit6, etc..). Cela 
ne semble d'ail]eurs pas le rlenr vuLr :, 
mesur e. 
Four se rendre 6 1'hopi t..- de SN AIT,(---. 
il pr.fere "arreter" un VEhicul .ur la 
route. 
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d) Lognsto 

Lors de notre arriv~e, nous avons constat: 

- qu'une maman avec ses jumeaux 6tait en 
cours de consultation par l'infirmier 

-	 que les 2 lits de la maternitb .taient 

occup _s par des mamans et leurs nouveamx>
n~s
 

- que les 4 lits dhospitalisation 6taient 
i nDccup~s 

-	 qu'il ny avait personne en attente do' 
consultati on 

- le temps imparti pour cette visite etant 
trop court, il ne nous.a pas M6 possible 
d'examiner en profondeur les documents 
administrati~s du Centre. Cependant,
 
nous avons relev6 les principau,: 61lments 
suivants : 

* tarification des soins (voir anne:e 4) 

* depuis le ler Janvier 1985., c'est-&
dire sur un peu plus de 5 mois de
 
,nctionnement :
 

" le centre a requ la visite de 1.705
 
patients et r~alisM 40 accouchements
 

" 	la "consommation mensuelle" de 
m~dicaments correpond en moyenne & 
2.400 Z/ 2.500 Z 

- il avait t6 souhaitable de rechercher 
6galement d'autres informations comme, par 
e;emple : 

* nombre et dur~e des "tourntes" dans les 
villages (des visites systematiquement 
programmes sont faites de faon 
hebdomadaire) 

* 	 nombre de nuit~es d'hospitalisation et de 
materni t6 
(les mamans restent en principe 7 iours 

dans un centre de sant6 avant de 
regagner leur village) 

* 	 consc*frimation m6dicale 

* 	 nombre d' examers 1 abo 

* 	 tau' dR fr~quentation : re. visit,
20.'.ma. v s~i I w: 
e tcP... 

etc...
 

'.I 
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- En premibre approche., il apparait que 
l'ensem'le des prestations sont report~es 
dans divers "cahiers" (maternit, 
hospitalisation., visites et soins,
 
m~dicaments, etc...)
 

Les deUX wahiers examines succinctement (Con
sultation et maternit) indiquent ; par jou: 

- un no dordre 
- nom et post-nom du patient 
- village dorigine 
- sexe et age 
- diagnostic 
- traitement (soins, m~dicaments, etc...) 

A chaque visite, et plus g~n~ralement pour chaque 
prestation, une fiche est remplie puis report~e dans 
le cahier ad~quat. 

Aucun problme particolier n'a et relev6 ni 6mis par 
l'infirmier en ce qui concerne les relations du Centre 
avec 1'hopital de rt-fbrece, cela tenant peut-etre au 
fait de la prorimit6 de ces deux entit~s (35 Km) et 
des facilit~s c'accbs (route Kinshasa-Matadi). 

3.2.2. VISITE A L'HOPITAL DE REFERENCE DE SONA-BATA 

Cet hopital est situ6 A environ 90 km de Kinshasa sur 
l'axe Kinshasa-Matadi : Notre visite s'est d~roulee 
sur 3 heures de temps et nous aurons U6 accueillis par 
le Docteur MINUKU, Directeur de la zone de Sant6 et 
de 1'hopital (en poste depuis 7 ans, Directeur depuis 
quelques tois) 

]"hopita!__doeRfrence .ar ]e Docteur MINUKU 

Pendant pr-.s d une heure: le Directeur nous a prsente 
bri~vement les principales caractristiques de la zone dont 
il a la responsabilit6 ainsi que les divers probl~mes qu'il 
doit affronter quotidiennement tant au niveau de l'hopital 
que de la zone de sant6. 

b) Principales car-act.ristigues 

* do ]a zone de sant 

couveture de 4. 500 km2 de territoire 

pr.s de 79.000 habitants concern~s 

environ 50 Centrals de Santa 

mise en oeuvre, sur l'ensemble de la zone, des prnt.l.,s 
et activit~s suivantes 
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- cole d'infirmibres niveau A2 - A3 (200 616ves) 

- projet d'hydraulique rurale : 326 vil'ages A quiper
Une premiere phase du projet prEvoit d'6quiper 150 
sources dont 80 sont d~jA r~alis~es 

-	programme de pompes
 

-	programme P.E.V.
 

* e lbho~ita1 de r~f~rence: 

-	 hopital cr6 en 1928 

-	 capacit6 de 130 lits avec un taux d'occupation de pros de 
98 % et si les principaux services sont offerts (radiologie

midecine interne, maternit6 A risque,..etc...)
 

-	 personnel -	 3 m~decins (deux mrndecins zairois dont le 
Dr MINUKU et un m~decin affect- par les 
Pays-Bas, le Dr Paul) effectuant 1'ensemble 
des oprations mrdicales (dont chirurgie et 
supfervison en brousse) 

- 23 infirmiers et infirmiares affectes 6 
1' hopi tal 

- et 100 infirmiers responsables des Centres 
de Sant6 

-	 niveau d'activit6 (voir galement annexe 5) 

* 	 4.000 hospitalisations par an 

* 	 autant pour le dispensaire 

* 	 1.000 operations majeures et 800 opErations 
mineures par an 

* 	 4.800 accouchements par an (la plupart d 
temps des cas difficiles tels que les 
c~sari ennes) 

* 	 pas d'indication sur le nombre d'actes 
d'ana]yse labo (examens de base) 

-Vit._deso~a_..a_essi bles de 1'hoDta l 

Certains services tant ferms pendant 1'heure du midi, le
Dr MINLJKU nous a fait visiter quelques uns cl' C'rtre eu: tel 
que les salles dhospitalisation (mdecine interne, -allr
d'accochemergt ot bloc c:peratoire, gynbco.loLie. pcdinLrie, 

contogieuc.x, ]aboratoires d'analyse etc 
... ) L 
servi ces ncraux (secr~tari aL, complabi 1 i t,. pi cnrni fl 
familial, etc... 



Page 40
 

c) Lespric~p ax~_~b!es_.abord~s par le Dr MINUKUU 

- 2purles Centres de sant . (et.Qluts g _ntralement l a 
zone de sant ): 

* sur les 50 centres de santW, la miti6 semble donner 
satisfaction, l'autre moiti posant 6es problmes 
(quaJit6 des soins., gestion) 

* le problmQ le plus important parait etre celui de 
la gston de ces Centres tant au niveau global 
(coordination des activit~s) qu'au niveau du Centre 
(capacit6 de gestion rduite, voire inexistante., 
de la part de certains infirmiers) 

Le Directeur d sirerait responsabiliser chaque Centre 
de santb au niveau de sa gestion mais cela implique 
un effort important de formation 

* 	 L' quipement destn, au Centre de Sante et Jivr6 6 
la :one napporte pas touJours l'efficacitb prevue 

-	 si le; frigo solaires de 1'hopital semblent donner 
toute satisfaction, il nen va pas de mreme pour les 
4 frigos installs clans certains centres de sant-:s 
(tous ne fonctionnent pas comme pr.vu : le 
rendement frigorique constatM ne correspond pas avec 
ce qui btait pr~vu sans que I'on connaisse l es 
causes : entretien des capteurs etc...) 

- quant aL': 7 ou 8 bicyclettes regues dans le cadre du 
projet SANRU, seules 2 ou 3 demeurent en Mtat de 
marc-,q les autres btant hors d'usage essentiellement 
pour cause de mauvaj s entretien. 

* 	 en ce qui conc:erne le materiel roulant., la zone d
sanL: dispose d'un v~hicule 4 x 4 mais qui ne peut etre 
utilisM pour les visites en brousse car, parait-il. 
mal adoptW 6 cet usage mais aussi, insuffi sanment 
entretenu. Pour remedier i cet Mtat de fait: le 
projet SANRU a pret6 6 la zone un pick-up 4 x 4 en 
bon Mtat de marche mais qui, lui auissi: ne semble pas 
appropri6 au'., besoins: notamment pour les tournees en 
brousse assurbes syst~matiquement, tous les mois et 
tour de role par chacun des I mdecins. 

C'est ainsi que le Directeur, dD fag.on A assurer la 
continuit6 de ces visites, a M6 amenM A louer un 
vchicule qui, au d~but, lui dtait facturt: 1.506 Z,' 
jour (que celui-ci rouLe ou non). 
Depuis, un arrangement semble avoir 6t-trouv6 
(a,,ec une mission proche) pour une utilisation et 
une facturatic'n au Km ce qui ne manque pas cependant 
d'aborer les finances de la zone de santb. 

* i1 apparai t 6galemenl des probi .omes vu riveau de; ., 
gestion des stocks de mOdicaments desti-.s au': 
Cet:res de Sart. I ressort que. dar: le .r 
MINIUKLL, seule Ltne quir,zaine de mdicamPUKI -; do I. 
soient ndc:essaires pour 1'ensemble doi,- I,.n tr r.s. 

Le V:ock actuel de mdicaments destinOn wu: Genbrie.. 
ner ii t ro:, faibJe at la structure d: w.l iol, 

i 	 .I -ace. 
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* 	 dune fagon g n~rale, tant aulniveau de la zone que
 
des Centres de SantW 
 et de l'hopital, leresponsable
 
mentionne comme problbme le plus important A
 
resoudre celui de la 
 formation et, semble-t-i 1,
essentiellement dans le domaine de la gestion et 
de l'organisation (le personnel administratif
 
recoit A priori suffi sant mais 
avec de nombreuses
 
lucunes i combler)
 

* 	 enfin, le Directeur de la zone a "voqu6 quelques
 
probl~mes particuliers
 

-	 multiplicit6 des centres de sant6 sous tutel1e 
d'organisations religieuses ou non (Etat, CBZO, 
Arn~e dIu SalLit, Kibanguiste, Catholique, etc...)
qui pose des probl~msp de coordination surtout aL 
niveau de 1'information. Pas ou peu d'information 
sur, par exemple, 1es livraisons de midicaments 
faites directement par les organisations 
r~ligieuses i leurs Centres de Sa-itM (cas de 
1"Arm-e du Salut) d'oi risque de double
 
utilisaLiorn avec le projet ECZORT.
 

-	 de l'avis du Directeur, pas assez de centres ont 
pr \vu pour etre 'quipes (souhaiteront que le 
projet SANRU pulasse .quiper plus que les A Centres 
actuel 1ement prvuts) 

-d.sirerait axer prioritairment le projet ECZORT 
sur les Centres CBZO et Etat., ces derniers Ktant 
particuli.rement d favoris s alors que les Centres 
de 1'Arm~e du SalLit sont, eu'x plus avances et 
mieux structures que les autres. 

- et qL'il n'avait, A ce jour., requ aucun financement 
dans le cadre du projet ECZORT. (bien qu'il ait 
commernc;- A r~aliser des travaux de r~habilitatiof,)

alors que ces,fonds auraient V6 vers~s par ORT
 
6 ECZ.
 

P-oul'hopita] de r.f+rence de SONA-BATA 

Les princ:ipau,: prob] fmes E.voqus par ]e Dr MINJUKU sont 
les suivants : 

-	 1'hopital ne posskde pas, ou ne possde plus, d .urant 
.lectrique et d'eau courante : le groupe electrogene 
Wtant en pane depuis plusieurs mis, i1 n'y a donc 
plus ni .clectricit6 ni eau. 

En ce qui~ concerne C eau, 11 semble capendan, q,"* i v *Pri 
ait dans les di ffrrnts s-servoirs de ]"hopl tal waa; nous. 
ne a.s.ronfs pai. s comrrjmntI ces rcs*ervoi rs .,cra L ,31 1 rti 
(1Whopital doit recevoir prochainem.nt urif. powpo .ola:ir-', 
main . sera-t-elle suf sante pour ]es be.:-a2 r ."). 

http:prochainem.nt


POur CeL 9 Li est d,11 crici.t6 , e~5 ,ta ain 
oarai ssent, ~tr bs nttement LP~ t 
Semsolaire OC25fI~ -'land(F -3GS rg 

44a'1 ns qUL 1 'on a p Li -r pa iu e t ' . P .4 

'contre 1es-E~vautess~ soprt ent pie n L, a< 

7'q~'P6 Ine opt-	 d~l s cues,'')e d -'.n es~1 
44 ~44 at~telment t t 

.4~~~~~~ 
4 

4 bterie-1mn~spr ' UX dre~s, dL't-*Di Paul 'qui, 6taittl en 
44 

i nterv6nxn~. ~ . 

lors -de: notre visite, talu moins deL&'1aLIUies,.1 ampeF',
seaei~ncssai3.res po~ir permettr 'e Lin travaildn 

des, conditions acceptaibles. Ils, suggr Un 
6 qti'pement, s.olaire ,Pour. la salle -d-op~ratj on) 

* 	 on peUt Be demander comment fonctionne Ile servi ce.~ 
de radiologie j 4 *44 4,<444 

.4*le'st~ril'isateur de la salle d'oparation est a-ssez 
ancien et focinea~fe. (Pendant combien 
de, tmp pourra-t-ilI encore, ."tenir! ?)4 

SLtr le ,plan PIIuS g~n~ral de Ilqiipementq' lrhpta~sml
de m 	 4"icL '(~r"~ 'sur tl s1an l4

manqUer de at*riei. chi rurg- c rsqaSr paph ar maceUti'.qUL-, 1'h-opital A vec s dotatiuarrive 	 aorn 
et 'ts daprvson 

De4 +agon. 
 R- .4enore ,l irci 4~oia'r ' 

~chirLt'deaa aU de dent~frenc e 1antt 'dietdsnireaU hopitains 

~ 	 ~ ~ Refdrencp q~ti 5eraiontt (SqUip~s d'unit~s ld-gbres chirurgicales 4444*~44 

(l~e deSora-Eata 	 le~irs op-rations Ioi- E,.444.44m~ecin effctUent 
des tOLrfles). 

Enfin inprobl , me particuilier a 6t soulevL6 par 1le Dr MI11.U 

il.~~~~~~4 ePlmetto 	 n 4'si 

i~~al i 	 6tenersmbedelgir~e 6lc q de I Et 
4de fldanita, dcoe la cinfrales 	 chtsd SNA?mseo 44, 

Cetho que prHh) i 	 T.4 

~4&444444~4., D'Epesnc problme nn mibs, horabitationt Un mVqission 

.4~44~444~'.V notamment :444 4 

444 44 	 a4 acd4. Y44d417-C	 4.44 

15' isen construi sant _2 'pav~in, su i 4444 44.!m~r 

4.4.4/4~~~~~~~44-4 4 4 . 4~ 4?d.~ 142,'l i~ 'L5Cle 'f acon L aift61 i orer eni tJIL~ ~~' 44 44.4 ~444~.4~44 
d...44444.44F)Ct444 4.44.4.Oil444 e 5 44' r ~ C~ rn r .4444t4 44444te 

4.4444444444.44.444444 n n f1 6- 1- U d44 4i 4444 44..r444<4444 

4444/ 4444444%LLue 41 ~tr~ p~4~t2(ti 4h U. ij1 44 .444444444 44.,.4444444444444Tr4 

44444 44p ~id e t s d eL I4 a4 r-.4 044 L t- e o n o 1 ( a ! t4uo 4n C 

idc~~~~~ ~Ld~ ~:,I s n rL ifiwi 

vat~icn~ H4~ f .. 44414< 44 44 . 4. . 4 .~ ~ 44444(4 

http:E,.444.44
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- un niveau "d'impay~s" grevant lourdement le budget
de l'hopital et qui est actuellement d'environ 
100.000 Z, dont l'origine parait etre l"insolvabilit6 
de certains patierts : 

- accident~s de la route 

- habitants de la zone insolvables totalement 
ou partiellement (certaines malades quittent 
l'hopital avant la fin de leur traitement 
car la famille n'a pils les moyens de payer) 

II semble dif+icile, dans cette premiere approche, de 
savoir si 
le niveau de ces impay~s est imputable

uniquement aux inso]vables ou 6galement au>: carences 

gestion. 

- La nourriture des ma]ades pose 6-galement de prob me 
sans nourriture de base suffisante, les traitemets 
mndicaux ne peuvent etre efficients et certains 
dc.s peuLvent etre imputbs A une carence alimentaire 
durant l'hospitalisation. 
L'hopital envisage donc d'offrir -yst~matiquemenL 
6 chaque malade une ration alimentaire journali _re 
suffisante permeLtant mdecins,aux de traiter
 
leurs patients avec un minimum 
 d' efficacit6 
(Ii est ,galement envisag6 certains petits
-quipements permettant & famille maladela du de 
lui pr6parer quelque rourriture) 

- de fagon 6 mieux tir'er profit de 1'hopital., de
 
son equipement et de sa proxinit , de Ki rshasa
 
le Directeur envisage la construction d:un pavilion
d'hopitalisation oii les malades rpstent en chambres 
individuelles5, avec chambres de r~ception pour la 
famille. Une tarification plus Ebleve appliquee
A cette mdecine "personalis~e" permettrait de 
dgager des excdents financiers qui pourraient etre 
affect.s alors 6 des utilisations plus "sociales" 
(De nombreux Kinois, plus solvables, restent prets 
A frq-quenter alors l'hopital)
 

-Pour l'Ecole d'irfi rmri@:res: 

L'cole d'infirmi re parait tr~s importante an .
 
des possibilitbs d'utilisation tant A l'hopital que

dans la zone de sant6. Seuls quelques 66l mnerts sont
 
reterrus chaque 
ann.e, le reste devant rechercher un
 
emploi hors de la zone 
 (gros problme de 
"recommandationFs"). 
Cette cole eL' . rech'erch6he du fai td sa pr.:: ' ,.
de "horita]., . 6.ves in~irmires ayanrL n la ot,iSm
des apup cts Lhdoriques et les stages prati qui-', quls is 
ef Fc::Luent,* -,ncc:adres par 1es m~deci ns, an sp1.i O f3E 
. hopi ta I cc qui W'st ps 1e cas dans i::e W.il(;?.-L,,
Kiwnhasa) . 
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3.2.3. VISITES AU CENTRE DE SANTE DE K]MBINZA
 

Ce Centre de Sant6 est situ6 A quelques kilometres du
 
Centre de MVULULU sur l a route de retour A Kinshasa.
 
Nous aurons 6treus par l'infirmier responsable et
 
la visite a dur6 environ une demi-heure.
 

L'objet de cette visite 6tait essentiellement de 
visionner un second Centre de bant6, appartenant celui
la A 1'Etat. 

a) Les iocau>du Centr-ede ant6 

Les locaux nous sont apparus en mauvais tat : peinture 
et chaulage muraux int6rieur et ext~rieur non faits 
depuis longtemps, pas de plafond, charpente bois fortement 
rong6e par les termites et parfois A la limite de 
la rupture. 
L'i nterieur des locaux, outre leur mauvais etat, ne 
paraissait pas etre bien entretenu. 
Le batiment, dj? d'un certain age, abrite une terrasse 
tenant de salle d'attente, une piece inoccupe, un 
local soins avecn attenar,t, une piece servant A la {ois de 
bureau et aux accouchements, puis une grande pi .ce, 
s pparbe en deux, avec d'un cot6, un espace r-serv6 aux 
analyses, et de l1autre, la sale dhospitalisation sans 
s6paration entre maternitb et hospitalisation. ( 7 lits aL 
total dont I occups par des mamans). 
A pro;imit6 de batiment se trouve 1'habitation de 
l'infirmier qui, vu de 1'et't6rieur, paraissait dans 
le meme Utat que le Centre de Sant. 

Le Centre de Sant ne poss~de ni Alectricit6 ni eau, cette
 
derni ,re, suite A des accords particuliers entre l'infirmier
 
et la mission r6ligieuse lorale, 6tant raise & disposition
 
6 proximit6 immddiate du Centre (Q titre orreux ou non ?) 

b) Le matufri &
 

L'infirmier ne nous a pas indiqu6 manquer de materiel sauf
 
pour les analyses oW il semble que le mat6riel minimum ne
 
soit pas en place.
 
Les lits d'hospitalisation, fournis par la Fondation
 
Mama Mobutu, ne semblent pas etre en bon Wtat : certains
 
nont pas de mateas d'autres ont les treillis cass~s
 
(linfirmier aurait pu faire une r-paration de forturne
 
6 1aide de fil de fer, mais cela na pas U6 r-6isis).
 

La gesti on
 

A part les 3 mamans *prbsent~es & la maternit6, le
 
Centre n:a repu aucune visite pendant noLre presence.
 
Aux dires de 1"infirmier, il y aurait des arri. rfs pou:
 
pres de 10.000 Z (impay's)
 
Ce Centre ne nous a pas paru offrir les servi c:e. aLt ruus
 
de la population.
 
Sans jug:lt-r de la val.eur professionnelle de I rfirmii:. .
 
i]. nous ea.t apparu, le pl de la gesticr.,,
ur rar 
avoir certane. cW.ficienoes. 
(Ii n:'a oas pu 1Nous indiquer., meme appro..m(', imvei,-rIt, le 
derni er chi fr, non(sLu.lTcE con pas plut-' r4Ltt? J ide- l 1tati on 

conso -'mh- i o' u-oye'uel'lr
'n-, uei. e)
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.3. SUGGESTIONS ET COMMENTAIRES 

Ici encore, les contraintes de temps ne nous ont pas purmis
de r~aliser I'tude approfondie que nous aurions 
souhait~e. Nous limiterons, donc notre apport I la formulation 
de quelques observations. 11 nous parnit, I partir de notre 
visite et des renseignements recueillis aupbs dORT, que
les points A examiner avec plus d" attention sont les 

,3.. IMPORTANCE DE LA GESTION 

a) Gestion misc en oeuvre par ORT et ECZ dans 

Compte tenu des aspects spicifiques du projet 
lis 6 une forte proportion de fournitures 
diverses et au caract~re tr6 6tendu du projet 
(38 zones de santV) sur le territoire 
national, iA nous parait difficile d'am6Aiorer 
le systme de suivi actuel celui-ci devant 
n&cessairement etre relay6 par ECZ.
 
Les procdures mises en place paraissent bien 
adapt es., mais il conviendra de tenir compte 
du facteur temps qui risque d'etre important
dans la communication puis la recolte et le 
traitement des donn~es 
(ECZ Kinshasa --- >
 
zones de sant6 (hopitaux de r~f{rence) ---
Centre de sant. --- > zones de sant6 --- > ECZ 
Kinshasa --- > ORT Kinshasa pour compilation). 
Nous pouvons remarquer 6galement que 1 opt~ion 
retenue de fourniture d'un @quipement type 
pour chaque Centre de Sant6 ne permet pas de 
prendre en compte certains besoina sp~cifiques 
qui, peut etre, auraient pu etre examines 
avec plus d'attention meme si ces besoins 
sp cifiques ne correspondaient pas aux 
prestations prvues par le projet (ex. 
alimentation en 6lctricit6 de l'hopital de 
Sona-Bata ou distribution syste'matique de 
vlos clans des zones oO son utilisation pncse 
des probl mes). 

Pour ce qui est des simples fo,.irniturLus 
(Oquipement m dical: chaine froid et matrriel 
de transport), le suivi de la livraison aux 
centres de sant. ne suffira pas, il Y aura lieu 
6gal emiT nt cW'en sui vre 1 uti 1i sat i r , {- .c: i. 
et de vrifier, en effectuant cquc:1 .iif' . c:lrisund nes, 
leur rdel e utiitb. En ce qui cul tvrrm 1.' 
rdhabilitati, Con des batimnents,. I IeS pU..durpS
dWoctroi de mat4riLau>: surt bier prC'wuii'',Vu,_.,, ErC 
savon s p as.j i n syst&vrnc.' de suivi . .nt:, 
s- iml::,] 1::i :,, a t6' mis .n place M. pni :l l l Ow 
s.urvei ].ler uLi i isation effec', . dos m,.. -.i". -u 
et 1 ;avancement: mensuel par- exom;iip ., uw7., 

travaux. Si la formaLtion de formtl.,r pi, :iLt 
bLi ren pri.vue avant la reception dii t,,,:, Lr.1 .I 
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didactique il semblerait., mais nous naurcuns
 
pu le verifier avec exactitude, quil aura't
 
M souhaitable de former les gestionnaires de
 
stocks de produits pharmaceutiques avant que
 
ceuxI lb narrivent.
 

Enfin., dans un cadre plus globalORT., ECZ et
 
SANRU devront slattacher, au cours de la
 
r~alisation du projet actuel., identifier
 
d'autres besoins qui pouvaient faire l'objet
 
de programmes compl1merairbs ulterieurs
 
permettant d'assurer une continuit6 et une
 
consolidation des activit~s en pours.
 

b) Gestion mise en oeLvre par les zones de sant 

1. Au naveaut de l'hopital de r~f6_rence
 

(hopital + zone de sant6)
 

Etant conscients qu'une seule visite: partiell., A une 
zone de sant6 nest pas suffisante pour tenter de 
dgager des observatiens sappliquant 6 1'ensemble des 
zones, nous formulerons nfanmoins quelques observations 
qui., i notre avis., devraient pouvoir s'appliquer de 
fagon g~n~rale. Le problme crucial semble etre ici 
le "d~ficit" e. mati.re de gestion et ceci tant au 
niveau de ]"hopital lui-meme qu'au niveau de la zone 
de sant6 et ses centres de sant6. GWnralement la 
gestion de l'hopital, et de la zone de sant. (ensemble 
des Centres de santV) est confi~e 6 un m~decin. Nous 
pensons que cet btat de chose nWest pas bon car, sans 
mettre en cuse les qualit~s relles de 
de ces responsables m.dicau., cela est pr~judiciable 
au syst-me sanitaire mis en place. 
En ef.et, conscients de l'insuffisance dinrastructures 
et d' quipements (en hommes et en moyens) m.dicaux. 
le fait qutun medecin: outre son activit6 mdicale 
traditionnelle, soit 6galement oblig6 de passer une 
partie de son temps 6 g.rer une organisation sar,itaire 
ne lui permet pas de re.a,liser correctement .:Lune et 
l'autre de ces obligations. II serait souhaitable, 

notre sens, de ne confier aux mdecins que l"ac:tivit6 
de soins (ils conserveraient, bien sur mais de fagon 
col l giale, la pr6h.minence sur la dfinition des 
objectifs et politiques de santd) et de confier I des 
gestionnaires, sp6cifiquement form~s., J."animation et 
la gestion des hopitaux de rf.rence et/ou des Centres 
de sant6. Or, actuellement, si les m~decins sort 
prsents., probablement en nombre insuffisantl il rW"en 
va pas de meme pour les gestionnaires hospitaliers qui 
sont pratiquement inexistarits ou qui: lorsqu' ils sunt 
en place., W'ont pas la formation n~cessaire requise par 
les responsabilit .-, qu'ils doi vent assumer. 
Quoique cotte climension ne semLi e pa. l:rtvue cons le 
projet ECZCRT, i cerit souhaitablej A noLre ".,is, 6e 
rec:hercher, en consultation avec les prt:i pau: 
partenair-es, un faciliter la rcsnlri ,n,moyen devant , 


. 
 ,',ploc
de ce proll me et qui pourruit W e la mis , 

gi: ,dc 
dcune zone de santo) destines, compte tenu de.s I.w.,,Jiti or)s 
sou'elt di.fficiles dans 1.esqueJ..es ct.l' ,LtI vi, 

de_ .e..r.t (gestion ho-pitalibre et L mintr, I- t.i on 

QV
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•doit 
etre exerc6e, A des hommes particulibrement

convaincus mais aussi, 
et surtout, plus disciplines

(en quelque sort, des "omnipraticiens" dela cestion)

capables de s'adapter A toutes les situations et de
 
prendre les d~cisions adtquates.
 

Dans un 
autre ordre did~es, quoique cela soit toujours

1Wi 
 A la gestion., la volont6 de vouloir permettre 6
 
1'hopital 
d'offrir des services "r~munrateurs"
 
(soins "personnalist.s",
qventuellement 
 ouverture au
 
public de services comme entretieri et r~paration

mcanique, vente de produis de premiere n~cessi46,

etc...) nous parait etre une bonne chose. 
Cependant,

ny-a-t-il pas ici 
un risque de "fuite en avant"
 
conduisant A des r~alisations qui ne feront, A terme,'

quamplifier les difficultes actuelles de gestion ?
 
Ne conviendrait-il 
pas alors d'essayer, dans uin
 
premier temps, de "clarifier la situation acLtelle" en
 
essayant simplement, avec des gestionnaires comp~tents
 
et rigoureux, d'6quilibrer "les emplois et 
les
 
ressources" avant de passer au 
stade suivant qui

consisterait 
6 procurer des services "marchands" plus
r-mun(_rateurs permettant de couvrir un 6ventuel
 
d~ficit et/ou produire un autofinancment qui demeure
 
toujours hypoth~tique. 
Dans cet 
esprit (formation de gestionnaires et
 
recherche de "cr~neaux" lucratifs), ORT pourrait jouer
 
un role important en menant, par ex:emple, une enquete

et une 
 tude pouvant d~boucher sur des propostions
 
concr-tes susceptibles alors d'etre propos~es dans un
 
projet ult.rieur. 

2) Au niveau des centres de ant 

Ici, les observations concernant la gestion doivent
 
etre plus nuanc~es. En effet, 
au vu de la taille de
 
chacun de ces etab)issements et 
de leur niVeau
 
dactivit., l'infirmier et, 6ventuellement 
son
 
adjoint, devrait etre 
en mesure de g~rer leur 
Centre.
 
Si lVon 
doit, pour des raisons 6videntes dlefficacit6.,
 
favoriser avant tout 
la formation m.dicale des

infirmiers, il conviendrait 6galement de prbvoir 
un
 
minimum de formation essentiellement en gestion des
 
stocks de m~dicaments de fapon A &viter toute
 
rupture, ce qui 
peut etre fait avec des moyens tr~s
 
simples de gestion.
Sur un plan plus g.nbral 
mais qui peut, 6 relativement
 
court terme, poser des probl6mes de r~approvision,,menti
 
a-t-on pr~vu une hausse -ventue~le des couts d'achat
 
de ces mdicamentp (incluant les 
couts de transports) ?
 
Ne pas inclure dans les prix 
de vente de rwdicaments une
 
provision pour hausse de prix, 
aussi minime soi t-elle,

parait poser des probl .mes 
quant au renouvelement deE;

stocks (politique de prix A 6tudier)
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~32. QiUELOUES OBSERVATIONS PARTICULIERES 

- II est apparu, dans les accords officiels passes entre 
USAID/ORT et ECZ: que les zones de sant6 retenues pour 
ce projet concernaient les seules zones gr-~es par des 
ONG religieuses. Sans qu'il nous appartienne de juger 
du bien fond6 de cette option, la question que 1Pon 
peut se poser est de savoir si P on peut favoriser des 
org.anisations djA d~velopp~es et structuro es au 
dctriment d'autres organisations, (celles de l:Etat) 
moins d~veloppes et plus fragiles ? Ce probl,me 
revet une activit6 particulire dans le cas oWt M'on 
trouve dans une meme zone de sant6 des centres de 
sant6 germs par l'Ktat et d'autres gr~s par des ONG. 
Peut-on admettre alors que les habitants de deux 
villages est rattachW A tel centre de sant6 plutot 
qu"'6 tel autre ? 

Hussi pensons nous, qu' au sein d: une meme zone, 
l'ensemble des Centres de sant6 puissent etre touch 
de la meme fagon par le projet-ECZORT meme si cela 
doit requrirr de la part des responsables de la 
zone de sant6 ure attention et une collaboration 
particulirement soutenues. 
Do meme, pour les zones de sant6 de l"Etat, aurait
il .:'tiW peut etre souhaitable de tenter 1'e;.p~rience 
sur une zone avant de prendre la d~cision d'arreter 
ou poursuivre leur quipement. 

- Sur un plan plus ponctuel (cas de Sona-Bata) n'y 
aurait-il pas de possibilit6 d'accord avec des 
organismes comme la SONAS et/ou I"INSS pour 
envisager une participation aux frais hospitaliers: 
souvent non recouverts: ]is aux accident~s de la 
route ? 

- Enfin, et ceci dans un cadre plus g~n~ral liM 
1.'initiation du projet ECZORT, n'aurait - il pas. 
6tW. sohaitable de confier la r.alisation du pr-sent 
projet ? SANRU qui pr sentait 1 "avantage d'tre d~j. 
en place, structur6 et oprationnel, le contenu dW 
projet ECZORT .tant tr~s similaire au projet SANRU 
(surtout complmentaire). Les charges de gestion 
projet auraient alors pu etre r.duites, la
 
cliff6rente tant a-ffect~e 6 Une amlioration, ou
 
augmentation, des prestations pr~vues.
 

De plus, 1a d~pendance hi~rarchique de chacun des d6eux 
projets pouvait, et peut encore, poser quelques 
probl~mes conflictuels : le projet SANRU, btant un 
"projet direct" SAID, participe 6galement A la 
re.alisation du projet ECZORT, qui, lui est un projet 
ORT, cotte organisation .tant, pour des raisons 
budg0taires., sous tutelle de I"USAID. 
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IV. SOUS-PROJET KODA 
- MINI CENTRALE HYDROELECTRISUE 

Nayant pas eu la possibilit6 d'effectuer le voyage A Rethy,il nous est difficile de formuler quelques observations ou
suggestions. Nous nous !imiterons donc 6 quelques consid.rations
A caractere g.nc.raJ Lir.es des quelques documents que nous 
avons pu compulser A ORT Kinshasa.. 
Les deu: observations principales que 
nous pouvons effectuer
 
concernent :
 

- un d6squilibre important usagesentre manufacturier et
commercial (environ 20 % dont plus de 18 % pour le seul 
usage man. facturier) et le reste (soit environ 8C) % dont pr.s
de 76 % pour le seul usage domestique). Cette disproportion
importante entre consommateurs "passifs" (usage domestique)
et con-ommateurs "actifs" (usage rnanufacturier) ne semble 
pas sc:uLIaitable. Peut etre conviendrait-il alors de
rezhercher des utilisations indusrielles potentieles,

existantes ou ? crier (artisanat local, petite industrieagre--alin;o:ntaire, etc ... ). 
Au cas ob des industries consommatrices viendraient 
s'installer, pourrait alors se poser le prcbl deme savoir
qL: "0v-a cesner dWetre raccords afin de satisfaire la
nouvelle .demande. Si ce probleme ne se posera pas au d .butde Z'em:ploitation, il risque par contre d~intervenir plus ou
moins rapidement surtout si la demande domestique augmente
plus rapidement que pr~vu. 

- la seconde observation concerre le fait que le march6 des 
travau a tA sign? avec un groupement conjoint bureau

d"6tudes - entrepreneurs. Dans le cadre des "ncgociations

et dis;cussincs", qui ne manquent pas d'intervenir dans
tels projetE 

do 
peut etre aurait - il td souhaitab]e qu'ORT,

maitre douvrage deid6gu4, soit assist6 d"un bureau detudes.,

maitre d'oeuvre. indc.pendant qui aL rait V6 peut etre S meme

de dcfendre, avec plus de vigueur, les int~rets financiers tdonneur d'ordre. II faut remarquer cependant que cette
fcrmule (groupement 6tudes + ra.alisation) est couramment 
utilise au Zaire par les socibtbs et entreprises locales.
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V. LE MANAGEMENT ORT
 

Notre mission a consist6, outre les sous-projets, 6 6valuer la
 
capacit6 d'ORT A grer des activits tant dans ses rapports avec
 
les ONG locales que dans ses relations avec les bailleurs de +ondm
 
que sont l'USAID et le Fonds de Contrepartie. Ii en a KO de 
meme en ce qui concerne 1'organisation interne d'ORT. 

5.1. QRGANI_.RIgME_ OR_.T. 

La structure en place, peu nombreuse, est A la fois simple et 
souple. Le role, essentiellement de supervision., devrait 
permettre A 1 :quipe en place de travailler en 6troite 
collaboration. Ouoique chaque ensemble du staff ait une 
tache bien precise: les rapports liant chacun dWentre eux 
doi.vent ocu\,oir b-n#f icier A V'ensemble de 1'quipe., les 
exp~riences individuelles 6tant comp]mentaires (des fiches 
de description des taches existantes pour le personnel). 
L'affectation des sous-projets est ainsi fiate 

- DPP Idiof a : Mr DAN GODDER 

- ECZORT : Mile Laurie EMRICH 

- KODA : Mr Leslie FOX 

La signature., engageant la responsabilit6 de 1'ORT, est d~tenue 
par Mr FOX seul A 1'eiception des engagements financiers qui 
peuvent etre assum¢s 6ga)ement par Mr Didier CAHEN, Directeur 
Administratif et Financier (en cas dabsence du Directeur de 
Projet pour les proc'dures d'autorisation de d penses et 
d"approvisionnemint et conijointement avec lui en ce qui 
concerne les procddures d'ordonnancement et de pai ement des 
d..penrses). 



----------------------------------------
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L'organigramme se pr-sente ainsi 

' Directeur de Projet
 
* Leslie FOX 

! 
 - I! 

I I I 

*l 
 ' Directeur Administratif 
* ' et Financier Didier CAHEN 

! flrieur de Projet! Coordinatrice des 
DA~N CODrER< projets-II de santb


-Laurie 
E N R I C H! 

SERVICE DE 
Lucia CALY 

-----------------------------------------...... 

*Comptable 
-.... ... I... 

Wre GAFUK:U
 

!S ntnie./jour dPourier! !Chauffeurs! !E dstr 'tien! ti/rujW 

- TEN(3 KTUNt) --NZDOLA ' po ! ISI A ! !t i f 

'-TAISELE - -FERUZI ----------- !r It?
I-I4AGENGE 

ISWAM
 

- -

Lonsornbl duiipersonnel rep:r~sen.rte 15 per-sornes. 
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5.2. LES PROCEDURES INTERNES
 

Deux types de procedures sont A distinquor : celles relatives 
& 1 avancejent physique des sous-projets et celles relatives 
, 1 engagement, et ralisations des d6penses tant au niveau des 
sous-projets que de 'ORT. Nous.ne reviendrons pas sur celles 
relatives A 1 avancement physique. 

Ayant examn avec attention les procedures financibres, {orce 
est de constater que ces derni ,res ne donnent lieu 6 aucune 
critique de note part : le s~rieux avec lequel elles ont 6W 
congues, mises en places et scrupuleusem-nt suivies indique 
un sens dive]opp de l'organisation. Si lon peut penser, 
parfois, au caract~re un peu trop sophistique do ces 
procdLures, iA n en demeure pas moins que cet outi] de controle 
et de suivi permet toutes les v~rifications possibles et 
qil ; ut etre consider6 comme le garant d"une rcalitb qui 
nest pas la caract.ristique principale de nombreuses 
organisations locales (1) le syst~me mis en place devrait 
dai1leurs permettre A 1PORT, sans acune difficult, de 
prendre en charge dautres projets ult &rieurs (II faut 

,
pr6ciser dars un soucj cl'objectiviMt que l'origine des 
diff~rents fc.nds, LISAID et Fends de Contrepartie, 
a.i. que Jes di f-frente-s monnaies utilis~es, dollars et. 
Zaires. mais aussi Jo-.s utilisaticns sp.cifiques qui 
devraient etre faites do ces fonds, compliquent notamment. 
le pkocessus). 
De nombreu.es p!bces et documents ont t6 examin6s, soit de 
fagon appre-:ondie, soit de fagon plus superficielle ; A 
sWagit notamment des documents suivants 

- utilisation des codes CPF 
- rapport anntel 1934 sur 1lutilisation du budget 

Fonds de Cwntrepartie et pr~visions 1985 
- les proc dures comptables des sous-projets 

* 	budgets et comptabIit¢, sous-projets
 
* 	 journal grand-livre et comptabilit6 

j ournal i ,re 
rapport financier 

-	description des procedures financi~res du projet
 
* comptes bancaires (en Dollars et en Zaires)
 

caisse projet
 

it) 	On comprend m:ieu. pourquoi P'un de nos interlocuteurs, lors d"une
 
vis)te, aurait Wnis que)ques "remarques" quant & limportance Ues
 
proc-dures ORT
 

,I7
 

http:nombreu.es
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.	 procedures dordonnancement et 
de paiement
 
des d~penses


* 	 procedures concourant A la paie du personnel 
local
 

* 	 comptabilit6 banque 
* 	 rapports mensuels
* 	 journal grand-livre des fonds de contrepartie
• 	rapports trimestriels d'ex ,cution 
du budget
 
des Fonds de Cntrepartie et 
du budgt
 
doll ars
 
fiches de suivi des marchs et 
de controle
 
des engagements.
 

Les diff.rrents points examines concernent 
; tant pour
les budgets dollars que Fonds de Contrepartie, les
 
postes suivants
 

-	 le management 

* 	 charges courantes du si~ge ORT Kinshasa
• 	supports expatri.s 
 ) 	 Fonds de* 	 assistance technique ) 	 Contrepartie 

* 	 salaires et administration
 
salaires staff ORT 
 ) 	 dollars 

• 	autres couts directs
 

-	 1es sous-projets 

* 	 DPP, ponts et routes 
• 	ECZORT, sant 
 rurale
 
•KODA
 

* 	Evaluation 

Ii est A noter que la quasi totalit6 de ces procedures

financi.res sont actuellement informatis~es.
 



---------------------------------------------------
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5.3. L'UTILISATION DES VEHICULES ET LES R.tM.S. 

Nous avons effectu6 une investigation assez d.taill~e en 
ce qui concerne ces deux postes. Le d~tail de cette 
recherche, et les principales observations A faire sont 
1 es 	 sui vantes. 

5.3.1. 	 L5 LUTILISATION DES VEHICULES :REPARTITIQN USA~GE 
FROFESSIONNEL/USAGE PRIVE 

L'ensemble des 61ments n~cessaires A cette tude
 
ont M6 trouv~s sans aucune difficult6 dans les
 
carnets 	de bord des vWhicules, remplis
 
journellement par les chauffeurs conform~ment au>: 
diff6rentes notes de services, ces carnets de 
bords 6tant virifi~s r~guli~rement (carburant, 
entretien, etc...). Les r-sultats obtenus sont 
les suivants 

I .hicu]es Kilc:n, trage ! dont Professionnel dent Friv, 
! (p-ric:de/vbrif. !moyen rensuel! --- ------------------ ------------------I 

1% Km moyen %! Km mo yen 
*-------I 

!-OPEL ASCOlA 1.748 57 1.000 A3 748 
(10/,'8/84 au , i I 

I 1/T,"85 i 
!--LAIND ROVER 2.330 52 1.223 48 1.107 

(28//85 au 
7/ ,/05) I I 

'-TOYOTA Esse. 1.904 i 38 714 62 ! 1. 190 
(13,., .. /S4" . u I I I 

7/06/=3) I I i i 
-TOVOT-A Diesel 2. 011 :37 743 63 1.268 

1 (17i8/84 aL i 

I 35 I I I 	 I 
I--------------I--------------------I----------- ------- I---------- ------------ I
 

T 0 T A 	 L 1.998 46 920 54 1.07i 
I - - - - I----------- I-------I-----------I------I----------I 

(1) 	 A cempter du 16/4/85 le contenu Kilom6trique tant cern: le car-net 
de bord ndique que les dplacements effectu~s et le temps passt'. 

Les 	utilisations priv 0es retenues sent celles qui nW ont pu etrre 
decel es que de fa.on certaine (trajet domicile A/R week-end, 
courses 	privo.es, etc ... ) 

D'une facon gcenrale, l'utilisation priv~e concerne essnLi iinement 
les trajets ORT/domicile et l'utilisation pendant les week-end 
donc en dehors de heures de service. 
Par ncote de service, les v.hicules ci-dessus ont K6 attribud~s de 
] a fag;On SuLi vante : 

- OPEL ASCONA I'1e ENRICH
 
-- LAND ROVY2F: Mr GOLER
 
- TOYITA DIESEL Mr FOX
 
- TOYOTA ESSENCE :r CMHEN
 

http:privo.es


-age 05
 

A titre indicatif, les couts de fonctionnement (carburant, entretien,
 
assurance, etc...) 
relev6 A partir des pieces comptables sont 
de
 

Janvier 85 
 50.319 Z
 
Mars 85 
 46.959 Z
 
Avril 85 53.?89 Z
 
Mai 85 
 64.445 Z
 

Ce qui correspond i une moyenne mensuelle de 53.800 Z, soit pour
2.000 Km/mois moyen un cout de fonctiohinement de 26,9 Z/km.
 

Enfin, nntre mission n'ayant pas a se prononcer sur le bien fondd
ou non, de ces utilisations de v~hicules, 
nous aimerions cependant

pr~ciser les deux points suivants
 

-
 les contrats ORT de Mrs CAHEN et GODER pr'voient la mise A
disposition de I employ6 d'un v~hicule par le projet, les
frais de fonctionnement et d'assurance 6tant supports par

le projet
 

- les contrats ORT de Mr FOX et 
Mile EMRICH ne pr~voyant
 
aucune clause de ce type.
 

De plus, il est , signaler que le statut 
actuel des membresdu staff ne leur permet pas: de souscrire all r~girne d'exon6ration dont beneficient, par en:emple, les cooperants btrangers
(A lexeption de leurs offets personnels lors de leur 
arrivee,
dont un vehicule doccasion de plus de six 
mreis). S'ilsdevaient, une 
fois arrives au Zaire, commander un vhicuale neuf,
ils devraient assumer 
le paiement des taxes qui 
gr~vent consid-
rablement le prix 
de ce dernier. 

5.3.2. LES_ ,Yj.
 -


Los di ff ,rnts 16ments examin6s concernat les procecLures
projet et sous-projets nous ont 
condLits A porter une
attention particulire A la rubrique R.M.S. (Repare,

Haintenance and Services). 
 F'our ce faire, nous avonsutiiislW 
 lensemble des pi~ces comptables mises A notre
disposition par 
la Direction Administrative Pt Financilre

(factures ; bons de caisse et 
plus gn~ralement toutes les
 
pierces justificatives). 
 La premiere remarque que nous
formul erons est 
que CI-agiudtpnse 
 quel que soit son
objet, est materialis.e par une piece comptable unique

justificative et 
nous avons pu constater que, pas 
une

seule 0ois, une 
de ces pi ,ces manquait.
 

Nous aurons examinb avec 
attention les pices justificaLives
de 4 mois de lanne 1985 : Janvier, Mars, Avril et Mai.
L'ensemble des 6l6ments recueillis figure dans les tableaux
 
ci -apr~s.
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4101S DE JANVIER 1985 (5) 

a S/s Projets Rhidences ! 0. R. T. ! IOTAL 

, ! DPP ! EC! ! KODA FOX !CINEH EIRICH GODER!EUEAU !VEHICULES! MONIANTI 

!INVESTISSEMENTS ! ! ! ! ! ! 

* - S/s projet 1746723! 304B32! 51968! - 2103523!71,7
 
-utres !99705 (41!617000(11! 716705!24,4
 

!SERVICES DIVERS ! ! 

- toyers ! ! ! ! i ! ! i a 
- Frais de functionnes.! i a ! 13952! 44744! 68931!2,4 
-Entretien ! ! ! a , , 10235! ! a a 
- Frais divers ! a ! !9398 (3)! 522! ! a !5575 (2)! 20193! 0,7! 

!REMUNERATIONS a a a a a a a l a a i 

- Salaires locauw a a a , ! a a a a a a 
+Charges • a a a a a a a a 1 a 

! -S ardiennage ! a ! ! a a a a a a 

!UIRES a a a a a a a a ! a a 

-Per-diet et dplac. t , ! ! , , , ! 23485! ! 23425! 0,11 
! "Divertissement a a a a a a a a a a a 

T0 TAL ! 1746723! 304832! 51968! 9398! 5220! a ! 147377! 667319! 2932837! 100! 
-------- - ------ - ----- ---- --- ~ ------

a ! 5 9,6 ! 10,4 ! lB ! 0,3 ! 0,2! " 55 !22,7 1I00 !1111I! 

11)Achat land rover
 
(2)Assurance land rover
 
(3)Dont 1.000 1 retboursement taxi lMe FOX (Aroport-Kinshasa)
 
(4)hcbilier bureau
 
151Les salaires personnel etqardiennaqe ne figurent pas, ies pikes rclnt-a
 

ayant kk utilisies par lecoaptable pendant notre virification
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NOIS DE MARS 1985 

Sir.Projets ! Rkidegs 0. R. T. ! TOTAL 
a-- ---

I ! ~PP ! ECI ! KODA ! FOX EODER 6UREAUCANED ! Ei6ICH B !VEHICULES*! P0t1ANT ! 0 

!INVESTISSEMENTS ! ! , I a ! ! ! , 

" S/s projets !(79895)(|! ! a " !(79.685) 5 
-Autres S S S 10.1005)! !234813(3)! 9.349 25426?!33,4 

!SERVICES DIVERS " I a a i , a a a ,I = == = = a== a a a a a 

! -Loyers I a a 43660(2)! 10000(W ! 223690!29,4
S - Frais de fonctionnea.! a ! a a a a a a a a 

- Entretien a a a 21205! aiJel! a 5 58965! 46959! 1057.,4!13,9
"Frais divers a a, , 
 a a a 522! a a 335 i!4,4
 

!REMUNERATIONS 
 a a a a ! 
 , I a a a 

Sa~lareslocaux a a a a a a a ! a a a 
S*Charges 
G"ardiennage 

I a 
a 

a 
a 

a a 
!!34.433(4)! 

a 
346l3! 

a 
a 

27917! 

5 
a 

14362! S 
27917! 3,7 
83409!11,0 

!AUTRES a a a a a u a a a a a a 
!'.. ... i' ' ! i 31741! 31741! 4,2 

- Per-diea etddplac. 
.Divertissecent 

S 
a 

a 
a 

a 
a 

a 
a 

a 
a 

a 
a a 

330 17)! 
a 5 

330! 
a 

-
a 

! 0 T A L 5 (79.885)! - - 5 55639! 56549! ! 306932! 234747! 46959! 6940! 100! 
-------- - - ------------------ a-

S 0 a - 7,3 ! 7,4  ! 40,3 ! 38,7 ! 6,3 ! 100 !11111! 

11)Rembourseaent du trop perqu concernant I'achat d'un vihicule
 
(2)Frais d'hotel mensuel enattendant lelogecent
 
(3)Nobilier, Olectroatnager, cluaatiseur
 
(4)Frais concernant MrFOX etMlle EMRICH
 
(5)Dont un salon de Jardin 3.100 Z
 
(6)3nois
 
(7)Collation avec lereprkentant du Fond de Contrepartie.
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NOIS DE AVRIL 1985
 

Sis Proji-ts Udiderms 
 0.R.I. TOTAL
 
a~~ 
 -
a..---------

.. . 
DPP ECZ ! KODA ! FOX 1 CAXM Dgll 'BUREAU• . . . . . - ... . .I. . I CH SODER !VENICULES! NONTANT I !
 a .
• .. . ..• .- .. . . . - ... ... .. I.....-


!INVEST1SSEM:NTS 
 . ' a £ -a£
 

5-S/s projets a 611405! a a * 611405!32,6
a-Autres . !35.861(4)! 5W545-fi3(3) 41969916! 134425! 6.35509!33,8
 

!SERVICESD]YE.S a a , a 
 a a a a a
! == == = I a a I a 
 a a a a a
a I
 

I"-Loyers 5 a a 
 5 a a !15.BB0(5)! 15880! O,85
• - Frais de fonctionnea.! a a a a a 
 a a a a a 
a - Entretien a a. 'a 3474! 162. ' 10095! 52175! 33441! 211157!11,2
 
a -Frais divers a a 
 a. 11735! 71! 5 59.236(7! !20.048(1)! a
 

!ENUUERAT1 CS a a a a a a a
a a a a
 

a -Salaires'ioCauX 
 a a a a a a a a a a
 
f*Charges ! a
a a a a a 94991! a 94991! 5,1
 

- Sardiennage a a a a 70256!W7.1571! a 
 67156'! 204568!10,9 !
 

!AUTRES a a , a a a , a ! aa a 
10433! 
 ' 104373! 5,6
 

a - Per-di etdiplac. a a a a a a a a a . a 
S- Divprtisseent a a a a a a a a a a a a
 

S TO A L a 611405! - 121.326!69609! 45023! 504910! 453,20! 5345?! 1.877632! IO! 
- - --- ----- ---- -----------I- a---

a 7 5 32,6 - . ,5 ! 4,7 a 2,4 a 26,9 ! 24,1 ! 2,0 ! 100 !11111! 

I) Assurances
 
(2)Dont I aois payt d'avance
 
(3)Nobilier
 
(4)hoquette, sobilier, Lampes et appliques
 
(5)Hotel 
(6)Essentjelepeet mobilier (dont tobilier jardin etfiltre A eal
 

Dont 50.000 Z ds comaission sur logeient versdi un ezoatril.
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DE MAI1flats 1995 

z' xxz.iz1 zz zL. I- -- c:x---CX 

. S/s Projets S Risidencc 0. R. T. TOTAL 
a*........ . I . - -- --- ----------

* S DPP S ECZ 5 KODA ' FOI S CWigN GI BIUREAU I !:EIEWH 60DER NVEHICULES! NONTANT 

'INVESTISSEMENTS I I a ' ! , , S S S " 
' :II I I a a I I . a a I 

3630002! 2266500!
- S/s projets 3 3157000! , 505O502'5I,5 
- Autres 5 , 5 !83.150(4)! 2.00 (1)' 5 491 6530.98(315 1658 85 1,7 

, 

!SERVICES DIVERS 
I =I 

I I 

I 

I 

a 
I 

I 

a 

I 

a 
a 

," 

a 

5 

, 
'-a 

I 

a 

, 

I 

Ia 

, 
I 

, 
a 

5 

, 
a 

-Layers , 
S - Frais de fonctionne.! 

- Entretien 
-Frais divers a 

II a 

a 

I 

i270000(5).I35000(21! 
a a 

!52728117) 
5 4372! 2185! 
I a 

. 
i 

450! 
a 

a 
33500! 
2075! 

a 

a 

43673! 
a 
a 

5 

64445! 
a 
a 

405000! 4,1 
a a 

147991! 1,5 
a a 
a a 

!REMlUNERATIOiS a a a a a a a a a a a a 

S-Salaires locaux 
I harges 

- ardiennage 

a a 
a 
I 

a 
a 

a 
a 

a 
a 
O00! 

a a 
a 

a 
5 

580! 

a 
862725! 
6762! 

a 
5 

a a 
62725! 0,9 
10342! 0,1 

!AUTRES a a a a a I a a a a a 

Per-diea et60plac. 
" Divertissei.ent 

' 
a 

a 
a 

a 
a 

a 
3.000(6)! 

a a 
I 

i 
S 

22970! 
a 

i 
a 

226705 
3000! 

0,2 5 

T 0 TAL 3,630002! 3157000! 2266500! 388603! 131.185 ! 3060! 6155! 207195! 95428! 9891328! 100! 

2 53,7 531,9 ! 22,9 ! ,9 1,4 - 0,1 2,1 1,0 100 !11111! 

11)Ventilateur 
(2)3mois de layer 
(3)Pneus, chambres Aair, et jerrycans 
(4)Dont 41.386 d'enduits sur ours 
(5)Pour 3 lois etincluant le layer d flle EMRICH 
(6)ReAboursement frais diner d'accueil de lasission d'ivaluation 
17)Dont 16.710 1d'entretien etnettcyage sobilier et rideaux. 
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- D'une fapon g~nfrale: nous Wavons pas eu 6 observer de 

cas flagrants concernant une d~pense litigieuse Du support~e 
alors qu'elle n'aurait pas due lWetre. 

Les ;rinrivales observations qui peuvent etre formules i partir
 

de 1'6tucoe de ces d.penses sont les suivantes
 

- ie parc automobile est parfitement entretenu, l'ensemble des 

dpenses Mtant supportes par le projet (voir ci-avant) 

- aucune d~pense 6 caract~re fastueux na pu etre d~cel~e 

en ce qui concerne le Bureau ORT, uelui-ci tant 

parfaitement bien 6quip6 et procurant un confort et une 

ambiance de travail bonne (les 6quipements immobiliers 

Mtant ceu>: que l'on trouve couramment & Kinshasa) 

- les dipenses des sous-projets ne concenent en fait que des 
transferts de fonds, programmes, et pr~vus dans le cadre 

des accords ORT/ sous-projets 

- enfin, en ce qui concerne les r~sidences expatribs, on peut 
remarquer que la quasi totalit6 des frais d:"quipement, 
d'entretien et charges mensuelles sont supportees par
 

le projet : 

- les loyers se situent dans une zone "raisonnable" 
compte-tenu du fait que : 

" le loyer de Mr FOX (90.000 7/mois soit environ 
1.800 $) comprend 6galement 1'habitation de Mile 
ENRICH 

" le loyer de Mr CAHEN (45.000 Z/mois soit environ 
900 $) tient compte du fait de l'Vloignement de sa 
r~sidence de Kinshasa (ce qui explique, moinsau 
en partie, l'usage priv6 du v~hicule)
 

" actuellement, des tarifs de 1.200 A 1.500 $/moi-s 

sont frequents et souvent pour des habitations 
demandant des refections (des loyers inferieurs 

A 800/900 /mois deviennent rares et n~cessitert 
souvent des travaux confortatifs importants) 

- l'ensemble des frais mensuels sont pris en charge 

par le projet (eau, 6lecticit6 et gardiennage) 

En ce qui concerne le gardiennage, le cout factur6 

par le bureau, soit 780.000 Z/ou pour 1lensemble, 
parait 616v6 au regard du tarif des sentinelles 

soit environ"traditionnelles" (1.500 A 2.000 Z/mois 
150.0 A 200.000 Z/an pour 1 ensemble). 

- les habitations semblent bien meubl0es au regard des 

dtpenses e>fectubes et un certain nombre de dipa:s 

sont prises en charge (filtre & eau. c-do:.tr~as,min(ures 
salon du jardin, entretien des rideau, 'et( ... 

rWo'iot
A contrario, nous pouvors dire que les membres du sta.+ 

Sleir charge que les frais do personnel de maison. de
 

suLi sJ. Larlce, et d' entru-.tien courant d'ure far'ill,.
 

Oue]ques d.er4nse, de divertissemerts peu fr~quentes. li =l'-I:,If. 

m,,- toujours pour des montants faibles et justifi, Ies ,,qU. 
on cc:curd ve_ ORT L.ondres et sur son budget) 
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un jugement sur
 
il ne nous appartient pas de 

porter 

Ici encore, 


ces modalits devaient etre 
pr1ves,II a priori, 

cet 6tat de chose, pass5s entre ORT et son 
personnel. 
 non 

dans les contrats l'USAIID de juger du bien 
fond6 ou 

,lotsappartnrt ou nond'en n~gocier l'octroi
ltes en nature etde ce ,a 

avec ORT Londres.
 

5. 3.3 ........................
 

et sou-
A parti rde iensemble du budget ORT (Management
projets) nous avon5 es5ay6 de voir quelle 6tait la part du 

rapport I lensemble du 
cout de {onctionnent total par 

budget-•
 

---------------------------------- .. ------------- ATO(en millier),T0TA O ~ " 
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... ...a..... ... 9.0
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596 1
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2.37 785.
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fnctionnement ORT correspondent,.donc.;:Les f r aiz de 

d~an -su Iso 6t:'i nCc ulS I es frai s-d'va~luati on et arti e, dL 

format ion -cL- ~qL,(IC McoIte -LenLU de; ces" 16men,ts, ra imefnerai tce t aI4 

5.3 4. RECOMMMANDATI ONS, 
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Ce'niiant en 
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etre frut;~SUCgelSt ions essentie1 es-PLUvefl 
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f orial isme .et, Lin :dedrd?;, d 61 aboratifSans rechercher Ufl on 

tr~s important ces m~thodes, quarntitatives de~getio 
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devait lui 
permettre d'assumer efficacement ces responsabilit~s SLIppl6mentaires et ce, d'autant plus, que lesmembres de la mission ont 
pu appr~cier l'efficacit6 dp son
travail pendant la dur~e de l-'valuation.
 

NOuS pensons 6galement que, compte tenu de la charge detravail actUelle du staff, hormis le DirecteUr Administratifet Financier, I'ORT poLw-rait avoir en charge deu) Ou troisautres projets sans que c=-la ne lui pose de problmrnes
critiques d'organisation. 
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VI. CONCLUSION
 

Nous terminerons la pr~sente r~daction en remerciant 1'ensemble 

des acteurs de cette mission d'6valuation, soit en tant que 

participants soit en tant qu'informateurs, et tout 

particulitrement 

- les membres dU personnel et du staff de I'ORT qui ont mis 

tout en oeuvre pour faciliter une mission parfaitement 
organis~e
 

- et le chef de la mission d' valuation qui a su orienter de 

fagon efficiente nos travaUx dans les directions les plus 

i mportantes. 

A L'issue de cette etude, nous sommes convaincus du bien 
aaence d'ex6cutionfond6 concernant le choix de 1'ORT comme 

et des O, 3 responsables de ]a nise oeuvre des diff{rents 

Sous-projets, et plus particuli rement du D.P.P. 
Que le lecteur veuille bien et'cuser la longueur du present 

rapport, mais l'intbret des th~mes trait~s et le caractere 
6t6 confrontLsorganisationnel developp6 auquel noUs avons 

nous a forces i rechercher des am liorations au niveau des 

s, ce qui, en ce qui nous concerne, est r~confortantd~tai 

pour -. avenir des projets en coUrs quant A leur continuit6.
 

Fait 6 Kinshasa, le 3 Juillet 1985. 

Michel SAINT-AMAND
 

Consultant CEPETEDE
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2.2.1.3. commercialisation agricole : riz, caf;, manioc; c o M b i 1 i m 7
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2.3. g r o s 1 e v a g e
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2.4. i n f r a s t r u c t u r e 

2.4.1. encacIrement des artisans : m e n u i s i e r s, sculpteurs, macons 12
 
2.4.2. construction de maisons f a m i 1 i a 1 e s en 
mat-riaux semi-durables 13 
2.4.3. construction a usage collectif : batiments et surtout 
 p o n t s 14 

3. SERVICES GENERAUX 

3.1-2-3. fou.7nitures, transports, comptabilit6 
 15
 
3.4-5-6. personnel, sccr6tariat, coordination 
 16
 

4. FINANCEMENT 

4.1-2-3. diocse d'Idiofa, population, Etat 
 1?
 

k.h-5 aide ext~rieure, autofinancement 
 18
 

5. PE SULTAT - S 

6
5.1. progrls p o p u 1 a i r e : conctat g n6ral + analyse d'une enqudte 15) 
- 20
 
5.2. collaboration avec l'Etat 
 21
 

.e3rit A van g I i qu 22 

t a b 1 e d e s M A T I E R E S 

5.';.1-3. limites at contraintas 
: extension, p~riode de crises, ambigu~t6s 23
 
5..4. organisation interne 24 

,nnnexe situation g&of,.nphique at donn&cs generales 
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1.5. o r g a n e a de direction et d'ix6cutiunf
 

- commission dioc~saine de dA-velo.pemont, dirig~e par le Repr6sentant L~gal, 

cette commission a sig4 45 fois depuis 1970 

- conscil de.gestion'
 

. restreint : coordinateur ox6cutif et les chefs de section (4)
 

" 61argi, avec los directeurs des 4 cejitras r~gionaux
 

-chacune des 4 s a c t i o n s se subdivise en so r v i c a s 

d u c a t i o n g~n~rale 

f6minine 

sanitaire 

* a g r i c u 1 t u r o formation des agriculteurs
 

production agricole
 

commercialisation-valorisation des produits
 

reboisement
 

petit 6levage
 

* "1 e v a g a b o v i n promotion des 6leveurs
 

encadrement technique
 

troupeaux centraux
 

* i n f r a s t r u c t u r e encadrement des artisans 

construction de maisons familiales 

construction a usage6 collectif 

- services g e n e r a u x 	 fournitures
 

transports
 

cofrptabilit6 

personnel
 

secr6tariat
 

coordination
 

S ;E C.;'f'I :0 x IS. (4) d' activit~s 

2.1. 6 d u c a t i o n 

2.1.1. g6nrale 

- conscientisation - partir de la base villageoisc hommes et femmes 

* souci Dermanent a toutes lea activit6z et contacts individucls ou groups,
 

dans des sessions pacsaglres ou 4cs structures coo.tratives, A partir des
 

centres r~gionaux mais surtout danc los villages m^ es par les animateurs 

itin6rants 

* souci particulier do l'Equipe Pastorale du Dioc .se, qui a son bureau . la
 

centrale du D.P., mais sans lui 3tre unie, jusqu'A presont, organiquement,
 

comme c'ost ic cas au C.D.I.-Bwananda (Equatour, dioc-iso do Holegbe)
 



D.P.P. - D 6 v el1 pD 6e m e n t P r o gr s Po ua re - 1 9 85 

1. introduction 

1.1. o b j a c t i f 

Service de D6veloppement du "Dioc6se d'Idiofa", le D.P.P. vise A promouvoir, dans son
 
rayon d'action - 38.5C0 km2"*et 825.000 habitants,- un d6 veloppement i n t 6 g r a ! 
cultural, social et 6 conomiquee 

1.2. m o y a n s 

- mobiliser, le plus possible, les ressources LOCALES, humaines et mat6rielles
 
- ins6rer los activit6s et les programmes dans der PLANS regionaux et nationaux
 
- gre..ffer une aide technique et financire d'organismes nationaux et 6trangers 

1.3. 6 t a p e s 

- en fin 1960 : d-but du "Mouvement Savoir-Vivre" suir la route do IABA (Col. Banga) 
* copration vari6e : dispensaire, ateliers de menuiserie at de couture,
 
am6lioration de l'habitat, petit 6levage, agriculture, moulin
 

* janvier 64 : rupture violente avec les troubles mul6listes
 
* f6vrier 66 : mort, par maladie, de l'initiateur, Plavien IHbel!buni, renuisier 

- en fin 1961: d6but du D6veloppement Progr6s Populaire = D.P.P. & MOKALA (Iatari) 
* activit6s dispensaires, ponts, routes*, 6lVage bovin, foyers sociaux, habitat,
 
camps d'apprcntissage agricole et professionnel, menuiserie, sculpture
 

, 12_cercles do d6veloppement en Collectivit6s Matari, Sedzo, Due et Nkara
 

- en fin 1966 : avec la pacification, reprise A partir d' IDIOfA
 
" dispensaires, relance du petit b6tail an
6anti, d6but d'6levage bovin, menuiserie,
 
formation agricole au Centre de Laba, foyqrs sociaux
 

" 
extension progressive aux 21 Collectivit6s du raypn d'action
 

- en fin 190_ : ler plan de 5 ans, mise en place des structures, Centralo des services 
A Idiofa et Centres R&gionaux A LABA - MDEO -K NIVlIGA - BASONC0 

2
- en fin 1974 : ,me plan do 5 ans, affermissement des activit6s, lancement a Mokala
 
d'un h8ital g6 nral et & Idiofa du combilim (valorisation" agricultfre-61evage) 

- depuis 1930 : erfort sp6 cial dans le domaine infrastructure : PONTS grands et petit: 
amlicration do l'habitat, collaboration agricole avoc la Codalk, adductions d'eau 

1.4. r e p r6 s e n t a t i o n 1 6 g a1 e 

- a.c.b.l. "dioc-=e d'Idiofa reconnue ° , par l'Ordonn-ance n 67-1,26,
 
couvrant surtout les ,ctivit6s do f o r ri a t i o n 
 et d'6ducation 

- a.s.b.l. "combinat agro-pastoral d'Ilim", an abr6g6 "combilim", reconnue par 1"'.rdon
nance 76-244, couvrant sp6 cialement los activit6s p r o d u c t i v e s 
d'agr cultre, d'6lcvai-o et d'infrastructure 



iatCriea &ical uc.ti
-	 un magasin do fourniture de n~dicaiments et dc I ~- -- et 

" gir 6 par lo.D.P.P., jusqu'au d~but 1934
 

" 
depuis lors, repris de faqon autonome, par le service dioc6sain 6galemont,
 

d6nomr6 .X.. (Bureau des Oeuvres Mdicales) 

- la m6decine pr&.ventive eSt a l'honnour; souvent, lcs patients, avant dc recovoir 

los soins, sont instruits sr le cycle.de la maladie et les moycns do l'vitor, 

surtout pour ia malaria (do + on + dand"oreuce, . surtout la c6r6brale) ainsi que 

iinoses
 

2.2. a g r i c u 1 t u r e et p e t i t 6 1 e v a g e
 

C-2.1. agriculture
 

2.2.1.1. formation des agriculteurs
 

- centres situ6s a Benanega (Est), Ki~mwa.n a (Sud), -,boo (Nord), Laba_(Centre) 

* de 1967 a 1975, des containes d'adultes et de grands jeunes gens 

y ont s'iivi des stages courts ou prolong6s 

* Lzba, pour sa oart, a vu passer plus de 2.000 stagiairos, qui, an grande majo

rit6, sent restes fidiles au travail agricole, surtout du r i z do montagne 

-	 cours d'apprentissage agricole Ear correszond ce d'Inades-Formation (Abidjan) 

* cette formule garde los agriculteurs au village
 

. actuellement, un agronome du D.P.P. suit, A plein temps, 214 apprentis, et 

r6pand aussi la revue 'agripromo' et los autres publications du Cepas 

Instituts Techniques Agricoles
 

• 	le centre r~gional d Bazono a 6t6 convorti en ITA; ce qui a motiv6 le trans

fert, un peu plus loin, A Benang, du centre r~gional D.P.P. proprement dit 

" Laba conserve son r8le de centre r6gional, mais abrite aussi u*n ITA 

- une "ul~arisation agricole" nouvolle est test~e en Cllectiviti Ii 2 uu : 

a sign6 avec la CODATX, compagnie de d~veloppement" 	le L.P.P., iu d~but 84, 

r6gional pour le Kwango-Kwilu, un c.)ntrat de souc-traitance pour moner un 

oncadroment intensif dans une Collectivit6, appele A ce titre, un P.A.I., 

c-A-d Primtre d'Action Intensive (pour Kipukcu : 1.200 m6nag*s villageois) 

" un inginieur aGronone du D.P.P. et une monitrice (form6e a l'IST)R do 11beo) 

en assurent la direction; l'agronomo do Collectirit6 et los moniteurs agri

coles et vt 6 rinairos travaillent, d~sormais, sous lour autorit6 directe 

* los programmos sont 6tablis un conformit6 avec los "thmes" Codalk, cn l'oc

currence : introduiro le soja (TGI), intensifier le riz (R. 66), le caf6 

(petit Kwilu), ainsi quq le manioc (Pronari) 

* la Banque 4ondialo qui supervise la Codall: juge les r6sultats encouragcants; 

la formulo sletondra dans lo cadru d'un icr plan_quinquennal 198r-19-0 

CK? 
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analy-o du h e u r t ?traditionnel-moderne, d2nc, lea strUcture mentalL-u, 
sociales, culturelles, 6conomiques (envoftement, raves, magie, pouvoir des 
anciens, matriarcat, esclavage, empoisonnement, intordits; rimum = P E U ?) 
composition et soution de& comit6s villa 
 ois yro.ressistes
 
attention Darticuli':ro aux probl6mes do santi et de nutrition
 
publication de livrets en franqais at kikongo, sur la "maladio", la "snt6", 
la "nutrition", aux Editions Saint Paul, A Kinshaz.a 

- l'alphab6tisation pour des.groupos restreints d'adultes n'a fonctionn6 que 2 ou 3
 
ans dune faqon assez r6gulii-re, 
avec l'aide de monitours b6n6voles; cetteaction
 
limit6e, dans un contexte fort scolaris6, a, cependant, laiss3 des brochures bion
 
adapt6es pour le calcul, la lecture, le commentaire do nroverbeo locaux
 

- le Centre Culturel d'Idiofa, C.C.I., agr6 par la Region de Bandundu, en 1932, 
a un comit6 fort actif de 17 membres; Qn 1984, il a organis notanment : 

6
* 23 s
ances dramatiques par les troupes des Instituts Secondaires d'Idiofa (7) 
et la troupe du C.C.I. lui-meme 

* 12 projections do films ordinaires ou video
 
* 4 festivals de musique religieuse et profane
 
* 6 conf6rences par ex. 'dialogue N-S'; 'le d~sarmement'; 'education in Africa'
 
* un 'club d'anglais' offre des cours du soir d'anglais
 
* 
la biblioth~que (2.000 ouvrages surtout de vulgarisation) 204 abonn6s en 1i?4 
* projection de dias dans 9 villages des environs d'Idiofa pour groupes coop6ratifs
 
* relance de centres culturels A ikope, Diba)a-lubue et Mwilambongo 

2.1.2. 6ducation feminine 

- centres de fornmation d'animatrices, agres par 1'Etat : Instituts secondaires,
 
l'un a Mokala, familial-nutritionnel, l'autre . rshimbanda, social 

- centres de formation vill.ageoi_ _ (20) pour jeunes filles (763) at mamans (i'-3); 
cycledo 3 ans : couture, nutrition, agriculture
 

- ateliersde coune-couture bien 6quip6s l'un i Mmkxla, l'autre i Mapangu 

2.1.3. education sanitaire
 

- 45 formations w6dicales agr&6es, dont 2 htpitaux gi:n~raux, 6 Ipamu et . ,iokala 
ainsi qu'un Institut pour Infirmijres a Ipamu; il faut distingucr les
 
" formations dans les postes de Mission, datant la plupart d'avant 1960
 
" formations villageoises, souvent conot.-uitcs avec assistance du D.P.P. 
" formations enti'*roment construites par le D.P.P. 

l'h13pital &n~ral do Sokala (175 lits)
 
les centres do sant6 d'Idiofa at du Lac ;!atahi
 
le contre Dour tuborculoux a:Lnex6 A l"h^npit.l do l'Etat a Idiofa (120 lito) 



co.. rciaaation aricolo
 

- principes 
. regrouper los petits producteurs pour une vonto coo6rative de leurs produits, 
.premier chalnon d'une coop 6ration plus forte : pr6senter un produit plus pro

pre, plus homo-'2e, mieux prot6G6 dans un entrep~t contre 1':,nmidita_, los in

sectes, lo vol, mieux garanti aussi pour une juste pese eL un meilleur prix 
valoriser, le plus possiblo, localehent, les produits t partant los sous

produits : d~cortiquer, moudre, presser; nourrir aussi du petit b~tail (poules 

eqt porcp) avec les sous-produits et une partie des produits; offrir ainsi du 

travail A des d6soeuvr6s et r6duire l'exode rural 

- aLications 
. R 	I Z le D.P.P. commercialise et valorise une part de la production
 

statistiques
 

=
71 	= 53 Tonnes 72 = 158 T. 73 220 T. 74 = 350 T.
 

75 	= 350 76 = 650 77 = 1.313 73 = 93
 

79 	= OO 31 = 1.250 81 = 1.150 32 = 611 

83 	 = 1.165 84 = 1.159 
.'	l'achat des produits agricoles se fait ordinairement I"au sac" : fcrmule ex

p~ditive, mais oA le perdant est le producteur; pour le riz d6sormais, et 

gra e au D.P.P., l'achat se fait au kg, avec une balance 

le d6corticage et la vente du riz d~cortiqu6 s'ac!-,hvent avec l'ann~e civi
le; et, une ristourne est allou6e au producteur, tout comme pour le caf6,
 
SAUF en 1984, le aiarch A-tant subnierg6 par le riz thallandais et U.S.A. 

•Ainsi, 	en avril 35, au moment oi devrait d~buter la nouvelle campagne 85, 
nous avons encore pros de 70j) T. de riz paddy en stock. 

. Caf6 achet6 ot d6cortiqu6 (le d&corticage diminue le tonnage de moiti6) 
1979, 102 Tonnes; 80, 42 T.; 81, 236 T.; 82, 91 T.; 83, 116 T.; 84, 34 T. 

. Itanioc achet& et revendu en cossettes; revendu parfois apr!'s mouture
 

1h79, 8 80, T.;'81, 104 T.; 82, 1482 T.; 83, 343 T.; 84, 223 T.
0T.;11 

-le comb ili m
 

* sa conception_ : notre exp6rience rejoint celle do l'InA.ac (Tnera), condens6e 

dans le livre nagistral. des ing4nieurs agronomes Jurion et .Ionry, intitul& 
""De l'agriculture itin6 rante A l'ariculture intensifi~e" 1).S7, page 319 

"Sans sous-ostimer d'autrec formules modestes telles que la location ou la
 

vente aux individus ou aux petits groupoments d'agricultours, de battousos, 
6gr 6 neuses ou moulins do faible capacit6, actionn6s i la main, il somblcrait, 
cependant, quo 1' I!,STALLATMO,, DANS LE, RILIEU RURAL DE P E T I T Elm 
U S I i E S POLYVALENTES DE TI'ANSIOP4ATIO! SOIT P R E F E IRA D L E. 
La concentratioft dans un meme complexe d'l6gr6nouses mars, de d6cortiqueurs 

A arachides ot 6. riz, do moulins a farine de mianioc et de .uals, permut dos 
6conomies de force motrice, de main-d'oeuvre ot facilite la surveillance; le
 

stockage en un soul lieu peut faciliter la lutte contr' lcc parasites." 
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2.2.1.2. production aqricole
 

-	 le R I Z, surtout, a 6 promu par le D.P.P. 

.	 libre d'interdits et peu connu auparavant, il est cultivable -ar les horics, 
sans alourdir la Peine des mamans, mais en augmentant le revenu familial; 
ainsi, lee hommes, pour le riz, abattent et brilent la foret, maiz ils labou
rent aussi, semont, vannent, rcoltent tout en chassant les oiseaux pr 6dateurs 
batent, s..chent, ensachent, entreposent puis vendent; cc qui r6duit par con
sequent le temps des palabres at du farniente 

" 	avec 2 sacs (R. 60), venus de COandajika, requs le 12/4/67 de l'agronom:e de Zo. 
ne, puis multiplies au centre de Laba, la culture s'est patie mment r6pandue; 
ainsi, en 1979, 130 tonnes de semences ont encore 6t6 distribu6eS.- La r6cjl
te ann,'elle et, d-sormais, de plusieurs milliers de tonnes. - Culture d'ap
point et do commerce, car, le riz ne figure pas au menu traditionnel, sinun
 

comine dessert
 

-	 le manioc, nourrituro do base ct aussi principale culture conmorcialis6e
 
* 	actliellement, ncus r~pandons lea vari6ts.prnnes par le Pronm 

* 	Icrz de lq disette, due A !anielle, sur les hauts-plateaux du cud, nous avons 
avec l'aide d'Qx.fam, distribu6 des boutures Bampah, fournies en bottes de 25 
boutures en 1972, 2.04 5 .OO boutures; en 1973, 2.320.000 boutures 

*le caf6ier pousse bion; sa culture est appr6ci6e par les hommes et ne requiert 

qu'un entretien r~duit pour un rapport souvent int6rcsant 
.
 la technique des p6pini'res et de l'ensachage des plantuales ou leur pralinage 

a 	6t6 ewsoign~e dans les centres r6gionauc, mais aussi diractement dans les 
localit~s; elle est parti6cili rement pots6e en Collectivit6 K1ipuku (P.A.A.I.); 
elle requiert une bonne s6L'ction des graines'nais aussi des pld'ltules
 

. la plantation s'effectue de deux facons, sans ombrage sp6cial
 
d-ana des champs proprement dits, apr a abattage do la for6t 
autour des habitation clans les parceles villagocises 

le sola, d~j- connu A beaucoup d'endroits notarinent grace aux efforts des equi
peas sanitaires ot pastorales, est appr6ci6 grace au m6lange facile avoc la fari
no de manioc ct aussi sous forme do panade pour les enfants
 

" cependant, la culture roste difficile 
: lea &raines ont un pouvoir germinatif
 
fort limit6; les gouases mures 6clatont facilement;l r6gime pluvicux ozt d&
terminant au moment do la croissance; onfin, ch£vros ot autres quadrup5des 
appr4cient aussi le soja ot d~vastont rite les chlamn, 

" dans le P.A.I..-Iipuku, des efforts repronnont, positifs jusqu'iL prCsent; en 

1--84, des petits chasps villageois cxp~rimontaux ont permis uno con'o:::ation 
locale, et fourni 1. 60 kg, r~serv6a pour loa semis de 1)085 



---

2.2.2. petit 6levage
 

2.2.2.1. pore 

• 2v? Lraa:Ltonne-, en aIaa t:Oin., cause beaucoup de d~gits aux chazps et 
aux jardins, et entretiont les djiques; certainos ethnies mengont volontiers 
du porc; d'autres, beaucoup moins; l. Collectivit6 do Due a d6sormais intordit 
la divagation des pores, ca qui permet de rapprocher los champs des villages 

- l'61pvage am6lior6 sur parauet en bois ou en ciment se r~pand A partir doe 
centres de Laba et de 'Ibeo; ainsi, A Idiofa-Cit6, plusieurs dizaines do par
celles sont, 6tonnamment, pourv-aes d'un 6levage de pores, aliment6s en partie 
par le son de riz, provenant du dcorticage; race : large hite 

2.2.2.2. ch~vre
 

- touche-a-tout, mgme aux 6corces des jeunes arbrds fruitiers, qui en souffrent
 
ou en meurent, la chivre cause beaucoup.do_ d gats; mais, elle sort dans de 
nombreux.cntrats ou r~glements de palabres; et, sa chair reste appr6ci6o
 

- la rar6fPction du gibier rejaillit sur les caprins; les boucs adultes sent 
extrgmement rares; les razzias des militaires ut do l'administration tombent 

en priorit6 sur cette cat6gorio do bates 

2.2.2.3. mouton
 

- seul quadrup.-de dont le nombre croit, pour le mozent, un pau partout; plus 
ob6issant que la ch~vre, il accepto la via gr6gaire; si on lui trouvait des 
p tres, sa divagation so r6duirait ainsi- que se m4faits 

-
le D.P.P. a essay6 d'am6liorer le rendement en viande avec des souches de
 

croisement 'dorper,, provenant du Sud-Afriquo
 

2.2.2.4. pinta6 d6oestiqu6e; elle se mu.itiplie partout, r~sistant bi~a aux maladies 

2.2.2.5. 

- un premier essai d'6levage modernis6, i Mbeo, n'avait pas dur6; actuelloment, 
ftco a un coop~rant belge, les couveuses rofontiannent; l'extension villa

geoise se prepare avec vaccinations at nourriture appropri6e (soja-vitamin6c) 

- l'exemple du C.D.I.-Bwaganda invite A pousser cot effort, surtout quand Ic 
combilim permetrra d'obtanir plus facilemont unc nourriture 'equilibr6e 

- des 6levagee sur parcours cl~tur6s, et, . I'abri der 6porviers voracen, sent
 
desormais possibles par la fabrication, A Idiofa-mane, avoc du fil do fer
 
-alvanis6 or..raire, de treillis on losan6ge, solon le procer16 "Unata"; noun 
avos deux petites machines . cot effet 

'
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va reaunazion
 
une petite unit6 m6canis6e est install~e i i a
d"c iofa, actioni1.1o 13 iC. 
courant - k w d'une turbine hydro4lectrique, dent les eszais furent 
r~alis6s en fin 1). 
la partie principale consiste en une rizerie d'une tonrne-heure; lcs silos 
pour Ip riz ont une capacit6 de mille tonne:; ceux pour la mounerie sont 
enterr6s et ma onnes, avec une capacit6 de 2.".m3 
la meunerie est e'quipL e pour traiter manioc, mals, millet, soja, voandzou,
 
arachide et caf 
 "
 
une zocherie est construite oa seront valorir6s une partie des produits,
 
mais surtout les sous-produits comme le son de riz et leo 
tourteaux; des
 
poulaillers seront bient~t instal'
16
 
une menuiserie et un hangar A bois fonctionruent bien, et, outre au combilirm,
 
aident aux coffrages des ponts et aux autres conntructions en cnurs
 
une adduction d'eau grace , une pompe branch6e sur la turbine est en voie
 

d' inrtallation 

. la valcrisation des produits se continuera en dehors d'Idiofa 
surtout pour le riz; en effet, 0J. kg_de 2add donnent : 60 !:_. de riz 
d6cortiqu6.; les 4,) repr6sentent un Zrostonnage _ transoorter, et liaet 
de son de riz est utilisable dans les petits &levage et la piscicuiture dcz
 

centres r
6gicnaux ou der villages voi'sins
 
1'
beo conservera donc son d~cortiqueur; mais d'autres seront insta16s, si
 
possible A Laba, "-imianGa et Benanga 

un entre-n3t spacieux - 7603 m2 -- a pu, depuis deu: ans, gtre construit . 
":inshasa.-Limete, rue M&c_on.)3; le responnae le, outre la repr6sentation du 
D.P.P.-Conbiiim,. A inshasa., assure aussi )'Scuulement d'une partie des pro.
duits agricoles, dans la capitale
 

-.
1.4. reboisement
 

- la p.zini;re de l'"tat Lt '.,osanza-Idiofa est actuellement organisee par le D..'P. 
" ponur fourair des jeunes arbres fruitiers, notamient des avocatiers + a,,rmmos 
"
pour tester les meilleures essences de reboisement; apr-s plusieurc ann6e5, 

i'acacia auriculiformis s'impose; 4,5 ha sont plant6s; seul enner.i I.e' eu 
uno caop 6rative de fabricants de braises (CoofW), encadr6e par le . ecui: 

3 an, cor.rend 35 meabres aut6n,-,mas, unis seudement pour le vente en conm;.:.. do 
letr productit.i, environ 3' .'; sacs par mois 

une ,,ission anada-.ZaYre, Cateb-S:'. (service national do reboiseonta ) a 
du 12 au 15,2,',5, la possibilit&de construize des -ours A braises en 
cuites, de lnin sup6rieurs en quantit6 et qualit6 aux ..cules tradit;.nne.(:: 

, conclusion positive A deux conditions 
c:'an,;er la structure interne de la Coofab s'unir dans laproduction Il-M., 
'pJanter des acacia auriculi'ormi5 sur 6; ., puis k_., sur des terrains nr,.
alablenont accuis par ia cooperative, avec au centre, lee fours enr
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"... Par contre, lorsque l'6leveur est tun horime puiszanh, il sa, iorcz , 

rer A son 2 ryfit les terres, de la collectivit6. - I1 semble donc qu' 

UNTE P!IUSE C-0 M 1 U 14A U T A I R E SE%\ 1 1 D I S P E 3 A ,3 LE po'zr 
assurer l'aprentissage des candidats--1evours, pour laisser op-rer un r6ajuot,.rnt 

entre les coutumes fonci~res ot les bosoims den 6leveurs, pour pcrnettre la conoti

tution d'un capital dc d6part."I 

2.3.2. ivolution g6nrale 

* apres le troubles cful6listes, le gros 6!evage, encore ts peu d~volopr6 i cause 

de la mouche t:s3-ts6, 6tait r6duit complteoment 6 ZERO; en mai 1965, le D.P.P. 

r6introduisit, A partir de la Mission de Makaw, dans le 14al-Ndombe, un lot do 25 

g6nisses N'Dama, qui furent r~parties entre 4 cercles, dans le rayon do Ec.2ala 

- d~s 1968, s'tablit la formule d'octroi des bates : aux cotisations des habitants 

de tel village, permettant d'achotor par ex. 4 bates, s'ajoute un pr~t de i b~tcrs 

6galemoent, remboursables 4 ans plus tard, par 4 g6nisses et 2 zaureaux, ces dc.r

niers compensant les frais de transport 

A la cat6gorie des 'troupeaux ccop4ratifs villageoiZ', s'ost rapidoment ajou't66 

une autre, d6nomnre 'les usagors'; elle compcrte dbs Instituticns telles quo les 

foyers - ociux, des Instituts scolaires ou hospitaliers, ainsi auc des Collec i. 

vit~s locales; les 'usagers' peuvent achater des bteos par l'entrecise du D.P.P. 

-

mais n'on retoivent pas do rts; certains '2rivs' se sont joints pour les soins
 

- nos principaux fournisseuro de b6tail, toujours N'Daria, so classout conmme suit 
. Bandundu : missions de 'altaw et Mushie, Dioc ,se d'Inongo 

'Kasal Occidental nmission d'Idumbe, Dioceso doa Kole 

* Bas-ZaTre 

missions do Uindongala et Tunba, dioc',se do Matadi 

Compagnie J.V.L. A N'Kolo 

- en 73-79, une poste a s6vi hors et dans notre rayon rdlaction, causant des pertos 

importantes, qui coincidr-rent -vcc ue p6nurie do n raicasonts et pierres . 1'cheCr 

ni6dicaments - actuellement, il y a partout une nette reprise, mais l'obtention des 

et des ingrldients pour pierres A l~cher continue A poser probl6mc, ualL:r 103 

A ikwil, de la Codalk et du S.D.D. Bureau Dioc~sain de D6velor.Cpe.on tefforts, 

2.3.3. statistiques des troupeaux oncadres par le D.P. en fin 1?3 

- 171 groupos coop6ratifs ill:geois; no:lbre do b~tcc : 3.159 

- 140 grouper de troupeaux 'usagers' 2. '9 

- 12 "troupeaux centraux do transition at d'autofinanceriont 3 

323 
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2.2.2.6. Poisson 'tilapia nilotica'
 

- le r6voil de la pisciculture a b6n6fici de l'aide des volontaires du
 
Cops de la Paix des USA : 
des milliers d'6tanga creus6s ou ram6nag6s; copendant

les souches initiales n'ont pas 6te renouvelec, et, les terrains acidos dos a

bles blancs dos hauts-plateaux ernpechent la multiplication du plancton, r6dui
sant A coins do 2..kg depoissons par anet parar; at, h61as, les v o 1 s 
surtout nocturnes, decouragont les vaillants, qui no nourrissont plus guJ*ru 
leurs poissons 

- plusieurs agents piscicoles du D.P.P. r~agissent contre ces riiszires; ils livrent 
des alAvins A partir des stations dfalevinagej le centre do Laba a, pour sa pert,
36 ares dl 6 tangs bien entretenus, tout pros des rizi~res de marais; les a~entzo 
visitent aussi les pisciculteurs villageois
 

2.2.2.7. abeilles
 

-une vingtaine d'apicultours, r6partis dans des villages voisins d'idiofa, entrc
tiennent 123 ruches (66 de 12 cadres et 57 de 10); le miel est consornim en pattie 
dans les villages mekes, en pa-tie revendu par le D.P.P.; cette derni_ro part o 
atteint, en 1:,84, 1.238 kg
 

- la fabrication do ruches en gros triplex roste 
assez on'reuse; des essais de ru
ches, uniquement en ba.bous ayant une face bien lisse (comnme exp~rimenti " I- 0an
za-Nzundu, au Bas-Zalre, dans un poste 'de l'Ao-me du Salut) n'ont donne que des 
r6sultats mdiocres, les abeilles fuyallt scuvent ces habitations. D'autre parL, 
les guopes 'philanthes' apivores continuent A ravager beaucoup de ruchers, mrlari 
une lutte tcnace men6e avoc des 6ventails garnis de glu 
u-- L--nar - .. volontaires du Corps de la Paix, travaille, depuis laicu.lteur 

mi-84, au entro de Laba, 6
ot pr paro des stages d'initiatiun apicolo; il s'infor 
ne aussi sur l'apiculture au Th-anda, par un voyage d'6tudes : ce pays par une po
litique pers~v6rante, en ce domaine, est devenu exportatou- de ciel ot do cire 

6 1 e vage du gr o s b & t ai 1
 

justification de la formule c o m m u n a u t a i r e privil~gi6e par lo D.P.?. 

L'avis du "Bulletin Agricole du Congo" dans le Volum 
Jubilaire p. 1
 
r-sur.e toute l'exn6rience d'avant 1960
 

ItLes essais d' 61evage autochtone i n d i v i d u a 1 nl'on donnZ, jusqu'a przs, 
que dos r 6 sultats assez -:6diocroa. La grande majoritg de la population des zoncs 
non pastoralos i g n o r e t o u t do l'1i6ovva et m~ro du simple 'man-eent 
des btes. Len ressourcen individuelles ne pernettent pas d'acucrir-un novau .!: 
depart suffisant, d'6tablir des enclos, do donnor des soins smfisant 1,0s dif :
cult6a fonci6rez, los pracz pour d6gUts aux cultures, les jalousies cl-niqueu 
decouragent los initiatives. 
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- sculjteurs : peu no2.breix, mais, ils fournissent un travail souvent do qualit 

A partir de l'atelier d'aloprentissage de Jaku,lanc=6 en 1V66 et agr;.6 en 197) 

- _ma~oflo 

* 2 ateliers d'apprentissage ant d6mrr6 en 1379, comme '6coles de n6tier' et 
ant 6t6 agr6s en 1930, l'un A _asaninda (Collectivit6 Xapia), i'autre A 
Idiofa_ 

.es Missions, par ex. Koshimbanda, organisent aussi u apprentissage surtout 
pratique pour des groupes r6dits 

44.2. i£onstruction de ,m a i s o n s familiales, en durable ou semi-durable 
- dans leNord, oa rAgne le un gros effort fut d~ploy , d~s :4-65,5 pour 

construire en briques adobes, la terre convenable 6tant relativement facile A 
obtenir; plusieurs villages ant d6sormais la majorit do leurs maisors en briqueL 
adobes, meime si le toit est encore souvent en mat-5riau w gAtal 

- dans le Centre et le 3ud, pr6domine le site haut-perch&, qui penalise l'obttn
tion des nat~riauz. situes dans lea bas-fonds; ainsi, l'aspect .'6n6ral reste le 
'style v~6htal coonlet'
 

-partout, cependant, le d 6 s i r 1 e p l u s r e s s e n t i, A cat6c e 
l'instruction des enfants et de la sant6 de tous, ost celui d'un ±!LBITAT f-MILLD 

- mais, los obstacles restent do taille
 

" la pauvret6 devant le prix toujoura croissant du ciment et des tales
 
" le semii-nowadicre, qui joint i la jalousie, isole vita, 
 sur le site ancien
 

abandonn=4, le ou lec batinseurs qui se cant risquEa construire an dur 
" la nostal-gie d'une impossible renm-issanca- du "fends d'avance" d'avant 1':"O 
" 
une crainte diffuse de nouveaux trouble politiques 

- la solution nasse d'abord par une mobilisatinn des reosources 1 a c a 1 a 3 

* hurnaines la coop6ration du village tout entier, da.. urn- 'sarn-go' prolong;, 

.avec.l'accord de i'Administration, est d~ja acquis dams plusiours localit6s;
 
beaucoup d'autres attendent quo l'exp6rience r ussisae pour la r~pter
 

m
nat6rielles
 

I choix d'un site, de pr4 ffrence spacieux ot plat, Dour r6duire l'6rosiun,
 
et permettre un narcellaqe r-6-ulier, r6duisant los jalousies 
extraction, transport et cmploi des pierres pour les fondationa; fabrication 
et transport de briques adobes pour los nmurs 35 prczes m6$ alliques cnt 
6t6 di.tribuAes; on an ,Icmando encore beaucoup; r.ouz c,. boic 6Calement 
fabrication de tuiles en fibr%-cimentvibr6 ."race & un systene mi au voint 
au Xenya; m2 couvert = Z. 7-5 contre Z. 110 pour !a -_2do t.la n6talliquu; 
sable-ciinent-jute-crochiet-.batterie-oeu do trenpae; 1 tuile Z. 5; 1,5 kc" 

der c a m i a n s cent n~cosLaires pour une action d'ensomble 

" pierre-cable-terre-brique 6 2 ou 3 JIm do distince, (IZnivell:tion + 150-29.) MV 
" Cobeino (Payni.a) a renonc6 on 4 'a un pro.jet pourtant tout prs dl'aboutir! 

(,i: , 
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2.3.4. encadrement
 

- formation a la gstion cooDprative : elle rel~ve de l'6quipe centrale 
ainsi quo des responsables des centres r6gionaux; sessio-s et visitos 

- zootechnie 

. 2ersonnel :I i~6decin v6t6rinaire; des assitants v'-t 6rinaires formns au 
centre de ?beo, ainsi que des moniteurs v~t6rinaires
 

. fourniture do mat6riel, notamment, fil 
 e for barbell couluirs de. con
tention prfabriqu6s avec arceaux en fer a baton de j6 18 m, pulv6risa
t-urs, mrdicaments, pierres a 1cher 

2.3.5. collaboration avec le Centre International poui- lz Promotion de l'Elevage en Afriue
 

-
le CIPEA (ou Ilca, en anglais), filiale de la FAO, a son si6ge principal 
a Addis-

Ababa, ot se~ondaire A Nairobi; orranisme scientifique, il 6tudie dans 18 pays a
fricains, dont le ZaYre, la tr.Uanotol6ranco du b.tail ovin et bovin, Ln vue d'6
tablir un progra. e d'extensicn de l'6levage, m6nio dans los contr6en.jusqu'ici
 
d6favoris6es a cause de la mouche ts6-ts6
 

- une &qu-_ travaille a6ja, depuis 2 ans, dans los grands ranchs de la Compagnio 
J.V.L. A Mushie et a N'ILolo 

- l'._quie d'Idiofa oourra comencer son activit&s a la pi-8 5. apr's plusieurs rai
sos, dues aux difficult~s de recrutorent de l'e--.pert-associ%', superviseur du pro
jet; les deux m.decins v6 t~rinaires zalrois, prvrus dlans l' 6quipe, ont d~j& effec
tu6 leur stage d'un mois et ), i Nairobi, octobre-novembre 84; la dur6e de ce pro
jet sera de 5 & 4 ans; l'objectif principal est de tester la r6sistance et !a pro
ductivitL do la JM'Daa, dans des 6levarges viliafeois, i encadrement r6duit
 

2.4. i n f r a s t r u c t u r e 

2.4.1. oncadrement des a r t i s a n s
 

- menuisiors 

adultes :une dizaine d'ateliers continuent i travailler sous forme coo6rativc,
malgre' un environnement difficile : approvisionnement irr6gulier on bois-outils

accessoires, faible pouvoir d'achat des clients at pratique des "bon pour". 
Un des deux ateliers de Mwilambongo-villag, celui de Bukunu-Ndung,, s'est sp6ci
alis6 dans !a fabrication de meubles en simili-cuir et formica, vendus a Tshikapa 

jounes 
l'atelier d'apprentissage artisanal, corence on 1Y98 at agr66 par l'Etat on 
19'2 ,poursuit sos activit~s A Koshimbanda 
plusieurs Nissions, par ex. Noso et !ateko, se sont organis6es &galement pour
former do fa~on surtout pratique ot pour quiper en outillaye un petit nombro 

d' apprentis 



_ _ 3.__A _ _ _ _ _ _ _ _ _ _ _ _ _ 

3.1. fourniture:s
 

- fournituros g6n6rales 

outillavge arti-aral pour menuisiers, mac-ons, peintres; beaucoup d'articlos, 
do bonne qualit6, recus d'Allemagne, sent d'un prix trs 6lev6, souvent pro
hibitif; cc qui, par ailluurs, ne permet pas un bon roulement dos stocls 

• outillag agricole et d'.levae, plus ais6 A obtenir, mais l'usine kinoise 
Umaz n'a pas de mati6res premieros; la Codalk a de petits stocks irr6Czuliers; 

& les villagpoises pr6ftrent les houes fabriqu6es localemaent 
• 	quincaillerie pour divers travaux d'am6nagement des maisons 

- matgriaux do construction : ciment, for i b6ton, tolo, bois
 

-	 materiel m6canirue : pikes do rechange pour vhicules et machines 

- des articles de 'boutique' ou do 'cantine' :sel, savl.n, sucre, lait, p6troe. 
" ne sont pas cocmercialis6s, jusqu'l pr 6sent, par ic D.P.P. sauflun peu, dans 
des centrec regionaux, surtout pour le personnel local 

" des. groupes coop6ratifs villageois, s'ils se fortifient, permrettront peut4tre
 
de tenter une for.ule 'cantino' qui rcster. dangereuse vu leo d6tournomonts
 

3.2. transorts
 

-	 parc automobile en ordre de marche : 7 	camions, 9 petits v~hiculss, 1 petit char

geur, des vespas et 1 yamaha 

. usu.ro pr6matjr6e, vu le mauvais 6 tat de beaucoup do routes 

. nonbro insuffisant dos enginc .m Io rayon d'action et la vari6t6 des actions 

. plnrie end6mique do carburant, perturbant beaucoup de prcgrazLnes
 
- charrottos ; boeufs
 

" employ6es dans des centres r~gionaux et quelcues rares villagos Lozo, -iusanga 
" le dressage des boeufs se continue aux centres de Laba et do ,beo
 

* labour et hersage no sent pas adapt6s aux conditions culturales:
 

en forot : troncs d'arbres abattus, et surtout souches grandes et petites
 

en savane m&no non arbustive : important radier de racines inzoupo'iuwcs 
* 	charrettes : lalais 6 es A fabriquer et aussi A entrotenir; sol plat, sans sable 

I roues pneur.tioues : fr~quentcs crevaisons, n6 cessitant tout un 6quipecnt 

roues a6 talliques Oxfan lance un mod6l ave(: roues on fer grand nod ile; 
cost de leur charrette : Z. 12.0C1 

3.3. comptabilit6 

-	 depuis le d6but,'distinction des comptcs D.P.P. des autres services dioceScnins 

-	 actuclemient, effort do ritur et do foration des cadres 

•mai 	 et d&cer.ibre 34 : 2 sessions pour tous los services; D.P.P. sur la compt.Ibili

t& et la plaaification, aniia.cs par in.udes-Fortion 

http:aniia.cs


2,4.3. constructions us-Ce c o 1 1 e c t i f 

entreprioes p.ur lo service 'construction' du D.P.P.
 

* la contrale des services 4 Idiofa et les 4 centres r6rionaux
 

* 	l'hpital 6n6ral do Mokala; los centres de sant6 au Lac Matshi et A Idiofa; 

le lazaret annex6 i 1'h8pital. d'Idiofa 

le combilio_; 4 di~ping-tanic 

-	 entreprises avec la collaboration des village6is, et & leur initiative 

* 	maternit6s± di pensaires, foyers sociaux
 

Sentrepts et magasins agricolos
 

* ateliers d'apprentissage et atoliers de menuiseric
 

* 	6coles et _pgiscs
 

-	los p o n t s en mat6riaux durables mobilisent beaucoup d'6nergies
 

.	 depuis 15 ans, une cinquantaine do ponts (b6ton armA-, vo'te en pierres,-ou poutre
 

en for) totalisont plus de 400 m; aide surtout Office des Routes + Usaid
 

. la Piopio, par ex., qui coupe en 2 la Zone d'Idiofa, co--e une vraic barri~re, 

ii y a 15 ans, ne comptait sur tout son parcours quo 

' lo bac .do Koreama, au [lord, remplac6 en 84 par un pont Acrow, par l'O.R. 
o 	le pont de Lungu, pros d'Idiofa, vers Kikwit, toujours la, avec sos poutres 

mtalliques ot son tablier en planches, vite d6t6rior~es 

actuellenent, com1pte, grace au D.P.P., 112 m en durable, r6partis co~ne suit 

1. Intzwoa I. 4 m 3. Idzim 7 m 5. Impasi 13 m 7. lyone 23 a 

2. Intswom IT. 6 m 4. Bembele 12 m 6. Mosanga 20 m 8. Nsimansic 29 n 

pprograrnes en cors d'ex6cution 

' 2,'me convention O.R-Usaid 303 m de ponta dont 81 d~j& r6alis&s 

1;re convention, sign6e le 21/11/84, avoc l'10-T, organisation non gouvernemen

tale, d'origine juive, datant de 1320, collaborant avoc I'USAID; d6lais 81-2' 

construction de ponts
 

! 	310 m de ponts Acrow (7) en 6 l6ments Salvanis.s, platelage mitallique 

vall6o do la Kamtsha A Ii _ana, !Iibul, _oubi et Obala 

val.16c do la Lubuo A ixba-1.isim_, Mingandji et Itunda 

! 	a Penarc (Loandji) 36 m; pont mixte : poutre en for, tablier b6ton arm 
o 	remplacement de 200 ponts en bois par des buses ARh.1CO, t8le ondul6e on acicr 

1ire convention avec Tissakin sur Fonds des Conventions do D6volop.cimunt FCD
 

20.) buses : .50 en 85; 75 en 86; 75 on 87; on Collcctivit6 Bulwotl et Sodzo 
lancermcnt d'un b a c a trailie, A Dombi-Bwau, sur ia LoanvZ-e_± un endroit 
Ctroit (130 m) et profond (jamais ansabl6) au 50 Sud', co.xilo Xikn:ieta 'Alio_; 

aide de 1'O.R. et ORT; ncc s diff-icilos : gauche, escarp6; droite, mnr6cajou:: 

p!rogra'i.e en_pr6paration : r6habilitor et entretonir Its r o u t ae 
collaboration des op ra tours 6conomiquec C' " "' le.. 
cormier,.'.nts locaux, los liissions, loo Colloctivit~s, .'O.P., la .... 
coordination par la C2_'['., pour la supervisi.-n tachni:i'c, -.ais Cnu i recl,,r. 

che et la distribution du financoeunt, natio r l otex--rietr;pe:,'c pout...tre. 



,of i a a n c e m e n t
 

LL.1. le Dioc.,sc d'Idiofa 

- offre une caution perm-anente aux activit~s et aux d6marches du D.P.P.
 

- a apport6 une aide inportanto, surtout pour d~marrer los activit6s
 

* le centre r6gional de Laba, lanc6 en 1967, abritait avant lc troubles do 16S4, 

l'6cole uormale du dioc.se
 

. le centre r6gional do r.beo 6tait avant les troubles uno mission en vole dc cons

truction 

* 	la cath6drale elle-mome d'Idiofa a abrit6, pour un quart de sa superficie, des 

stocks do riz et d'4.uipemont divers, en 1971-1972, durant la construction de 

la centrale des services du D.P.P. 

4.2. la Population, principale b6nficiaire, fournit aussi un appcrt d6cisif, aux diver

ses r-alisationz, par ex. 

-	 la construction des dispensaires-maternites-entrep8ts-PO'!'S voit pierre-gravier

sable-terre-eau-bois extraits et transport6s, en bonne part, par les villageois,
 

qui participent au travail lui-m6me, et accueillent aussi les 6quipes techniques 

- le Directcur 6,rionalde l'Office des Routes de Eandundu d6clarait le 31/1/83 

" "Le D.P.P. r~aiise sos ponts& un cczt 6quivalent A 40 ' de moims que partout 

ailleurs, et A notre plus grande satisfaction." 
" "Los payements faits au D.P.P. pour la r6alisation des ouvrages qui lui sent 

confi4s sont en tous points conformes aux stipulations de la convention signZe 

entre l'O.R, l'Usaid et le D.P.P." 

- les troupeaux do _ 7rs btail 

" villagecis : ont comenc&, oar moiti6, sur base do cotisations, sans comnpter 

l'amnaEement du kraal, du point d'eau et des coupe-feux, les frois du bouvier 

" centraux- do transition et d'autofinancerent : les concessions de pacago sont 
obtenues par accords avec les chefs de terre de diff6rents villages 

L,.3. l'Ett intervient un peu de fa~on structurelle, mais surtout ponctuelle 

- salaires du personnel des Atablissements agr6_s, scolaires et hospitaliers 

- d6tachemont, pendant le norbruses ann&es, de cadres techiquos agricoles Lt 
v t6rinaires, int6,r6s dans les services 7).P.P. 

-	 le d~parteient do l:agriculture avait aussi accord6, voici plusieurs ann6ecs 

* 	un crdit d'un a., pcur du etit ateriel a gricole : houo-pelle- che-rnachotte 
* 2 caLions Nissan prnvenant do la cooonration japonaise 

-	 le d6partement du Ilnn_qui ,-_re le Fonds do contrpartia 

* un londs mi-don, ini-prt (,:nti'rement rermbours6) pour une partiv des co:r'.truc

tions du cob*ilin_(menuiserie et hngasci bois) 
* 	iou fonds Uzail, trarusitant par .'Officc dec Routu:, pour construire l.z ponts 



" visite en septembre-octobre 14 d'un iexcrt compt ble at aGrozimu k - .r 
* visite d'une uamaine, en avril 85, du Directeur financier do I'ORT 

" aliguemont sur le plan comptable zalrois P.C.Z. L*t celui du C.D.I.-Bwaianda 

- lancerent d'une caisse d' /arrne et de cr~dit Coopec a Idiofa ot collaboration 

avoc l'Ucqoc (Union centrale) do Kinshasa 

3.4. pcrsonnel : 438 appoint6s 

- cadres 20 at matrisos 20 

de niveau universitairo, 13 = I m6decin v6 t6rinaire, 5 ingenieurs agronomes, 

I licenci6 en gestion, 2 ing6nieurs 61ectriciens, 4 gradu s (auxouele s'ajouterant 

bient8t, les 2 m6decins v6trinaircs Cipea, et 1 ing6nieur routier Ort) 
* 	!'ISDIR-Mbeo, Institut Sup6rieur de D~velopperzent lural, rattach6 L l'Unaza, 

pr6pare, au niveau 'graduat', pour le Bas-Zalre at Bandundu, dos cadres destins 

a s'ins~rer surtout dans les Collectivit~s, et 6galewent des O.N.G. come d6ja 

dans le D.P.P. et la Coda:k 

comprend de.ux.ptions : l'orpanisation sociale et les techniques rurales 

compte deuxypromotions d6jA sorties 

- fer~ioz 47 soit 10,73 / (dent I cadre at 3 maltrises) 

- expatri6s : 4 techniciens
 

- r6vrtition P6n&rale 

" sections 6ducation 50 en majorit6, des animatricen des foyers sociaux 
agriculture 50 dent un bon nombre d'itin6rants 

gros 6levage 94 en majorit&, des bouviers des kraals centraux (12) 
) infrastructure 4, fin des travaux 6 Hokala + surtout travail des ponts 

39 constructions du combilim 

" services gEn 6raux : coordination 2; corxptabilit6 6; personnel 2; secretariat 2; 

intendance 33, surtout chauffeurs, boys-chauffeurs, d6bardeur6; garage 11 

" centres r&ionaux : Nbeo 35; Laba 25; Benanga 21; Kimwanga 19 

-	 /.16gation-syndicale 

° comiit(. .P.R.
 

. 6ducation civique et formation id6ologique
 

. scuritg des biens et des personnes
 

3-5. secr6tariat 

- courrier et surtout ra!prts.S composer, po±ycopier, ex-n6dier; service . loni, 

- archives a classer et r6pertorier
 

3.6. cnordination 

- comprond un coordinatour ex6cutif at un coordinatear charg6 dos rel:ttioas (xtL,*ieur 

- anine, contr~lo Sections et Services; reiresanto *aupr!sde 1'Etat, dc. :canicloo 

- 6labore den Elanu d'action, partant des beeins rcssntis i la base 



5. r 6 au1 t a t a 

en 1964, les troubles mul6listes ant ferment6 dans l'actuol rayon.d'acticn D.P.P. 

en 1978, de nouveaux troubles, dits de Kasongo, - on en a peu parl6! - ont en

core laiss6 des centaines de morts la patience populaire a des limites 

l'animation du D.P.P., tout cone celle des 6quipes pastorales, tento de canall

ser cette 6nrgie vers des actions nosities : culturelles4 conmiqucs-zocia -..s; 

l'mulation joue vito i partir do la moindre initiative v6rifiAe conme valablo 

5.1. 	 A la base progrt-s p a p u.1 a i r e 

5A.o. 	 constat g6 nral 
-1, conscientisation a affranchi beaucoup degens, qui,d 6 sormais,osent arler, 

se d6fendre, discuter de probl6mes divers, meme devant les anciens, les agents
 

de l'Etat, meke concernant les structures claniques, notamment le choix des
 

conjoints
 

- les st6riles accusations mutuelles qu'excitent souvent des juges intress6s 
ant fort r 6 gresse 

- la mortalit6 infantile recule aussi; ce fait est i6, d6sormais, dans bcaucoup 

d'esprits A.la n6docine pr6ventive, au rejet des devins-f6ticheurs 

- les homies s'adonnent davantage au travail agricole praproment dit, surtout 

dans la riziculture; houer, sarcler, porter des paniers, menme rouir et scher
 

le 	manioc offensent de mains on mains la dignit6 masculine 

- horunos ot femmes, dans des comit6s varies, s'efforcent, avec + de bonheur, de 
g6rer des op6rations comunes. les cadres itin6rants du D.P.P. essaient do re
p6rer et de soutenir les leaders capables d'affronter et de d6passer l'in rtie 

et i !Mchet6 inherentes aux activit~s groupees 

- lea individus enL-erennnts no sent pas n6glig6s : fermiors ct planteurs de 

palmiers, aid6s par la fourniture de pousse-pousso, de presses 3. huile, de fats, 

los pisciculteurs, ainsi quo les abonivs au cours War correspundance ,;1' 

Inades-Formation (surtout agriculteurs at petits 6leveurs), Ics artisanz 

5.1.2. 	analyse d6taill6e et chiffr6c, on 1984, pir 1'1quipo pstoralo autour d'I"_oA 

t 	 6 sessions ant atteint 19 villages, en r 6 unions comTunes, maiso zurtout .:''ar,':u 

dos &-omeosadultos, des femmes at des jounes gons (Znrons eL filles); .: tot,l, 
2.13'? participantsdont 77. jeuno% gens (35 ); les fcmcs, pour in pr ihu "fToi:;, 

, , 'constituaient la majorit6 avec 56 "j; parmi les 41, des 175ne,'.,vn'15 

chofo de village, dirieeants J.M.P.R., chefs do clans et ju-.;r; (duc ,r;ins 

men.aer, par a.r~s, on 1985, mnottonL en 6videnco un groupe f:r sccou' r-'cur7ent 

lea Onsoie:trnLs, surtout coux qu-i ant 6t6 'd6barqu";', 'acsni::') 



4.4. V'aide ext~rioure
 

- le B.P.D. Bureau Pour le D&veloppement do 1'Episcopat, d Kinshasa, privil~gie les 

microralisations, qui, dans le Diocese d'Idiofa, sont surtout m6dicaleb 

-
Misoreor : centre de PlMeo, fonds pour prats do gros b6tail, 6quipement do l'hp-ta. 

de Nokala, fonds pour mat6riel artisemal, centre de sant6 du .,ac -latshi, pont dc i

kope-Ndjari, combilim, credit de campagne agricole, bourses d'6tudes, coop6rants... 

- I'A.G.C.D. Administration Gn~rale do la Coop6ration au D6veloppement, coop6ratiun 

bplge, :,centre de laba, coop-rants, 4-quipement des services g6n6raux, conjointe

mont avec le C.N.C.D. centre national de coop6ration au d~velo~pement 

- Entraide & Fraterniv : la centrale des services AIdiofa, cofinancement avec 1' 
AGCD de la construction de l'h~pital. de Mokala; une oeuvre voisine, Entraide Educa

tive et Soci:."e a cofinanc=6 avec I'AGCD le contra de Sant6 d'Idiofa
 

- Cxfam : progra.-Les agricoles, ateliers artisanaux, lancemont du gros b6tail, orga

nisaticn sanitaire; r6cemment, 2 kits pour fabriquer des tuiles on fibro-ciment 

vibr6
 

- O.R.T. ( .,..3) sur fends Usaid, programme 35-M3 pour ponts m~talliques Acrow et 

placement de buses armco 

- Tissakin, soci6t6 textile (2.4.3) finance sur base du 2.C.D. Fonds do Convention de 

D&veloppement, le placement de 200 buses sur 3 ans, 85-86-87 

- Inades--Pcr.mation assume une bonne Dart des frais des sessions et de l'encadrement 

des cours par correspondance pour les agriculta irs at aussi les cadres 

- CodalkT (2.2.1.2) a sign-. avoc le D.P.P. un contrat de sous-traitance, pour l'enca

drement d'une Collectivit6 concernant la vulgarisation agricole et le petit 6levage
 

6- Cipea (2.3.5) pr pare son programme do 3 ou 4 nns pour 1'.6tudo :ano les troupeaux 
villagcois et centraux d'Idiofa de la tr,rpanotolrance du bctail bovin et ovin 

4.5. l'autofinancement 

- los investissements importants continuont a relover d'aidus ext6rieuras, comme
 
l'achivement du combilim (Hisereor) at la construction de ponts (O.T-Usaid)
 

- le fonctionncment ordinaire, depuis plusieurs annees, rel6vo do fonds locaux.
 

redevables surtout aux ressource suivantes
 

" los troupeaux centraux dc gros b6tail; cependant, ils 'o.:-t pas r-pondu a tous 
les espoirs, A cause des perte subies on 78-79, suite A la peste 

" le traite:.:ent des Iroduits agricolen riz-caf6-ma-_s-manioc a k6t .ositif chaquo 

ann~e, SAUF en 34; la 3in6ralisaton conomiquc a inond6 le march6 d'un riz 

moinz cher que le riz local; nous avons 6t& g&n63 aussi par lo retard zie livrui.

son des rouleaux do rechnnge pour le d6corticagi du riz 

0 les ventes de:s diff6rents magasins do fournitures sont inturvenues comeo un 

appoint /
 

http:Inades--Pcr.ma


- r6ponses r 6 s u m 6 a s aux autres questions 

changezients d6finitivement acc~is 

coins au dispensaire, la maladie 6tant mieux distingu6e du rauvais sort 

_arent personnel, biens courants, elevage, plantations 

connaltre at aimer Dieu r6duisant la peur du sorcier at de la mort 

l'6cole -ermet de continuer "a s'instruire; lib.re aussi ls ferm!es 
!a vie en cit6, sur parcelle stablu;.moins d'ennuix des chefs, de ]'Etat 

nourriture + vari6e, + fr6quente, + substantielle 

" changements refus6s 

'impts-taxes-oalongo accept6s -ar contrainte; des notables y 6chappent!
 

' potZra majorit6 des homues, le travail quotidien, r6gulior, non salari6 
' pour les personnes ^g6es, !'hygi7ne 

pour leo enterroments, les frais ostentatoires de la richosse du clan 

pour les notables, leurs privil5ges, notamment les droits sur la viande 

pour les oncles at ayants droits, la dot et leo c 'eaux 

" changonients rechorch6s mais non atteints 
I ... ne plus mourir! la mort restant 'tue cormc 6chec total et d~finitif 

pour mari et fer e apprendre A se parler, A ran,-er ensemble 

arriver A se construire une maison on durable dans la localit-A 

tenir r6guli~rement et facilement des r6unions inter-claniues 

" ceux qui refusent le changement 

beaucoup de chef's de clan ont peur de perdre lours privil.ges 

' esagaents de l'Etat complotent avec los chefs de villages ou de clans, 

ainsi que les juges pour exploiter los gens, susciter des accusations 
4
les persones ig es se sentent d~pass6es, ot freinent quand lles le peuvent 

leo mieux nantis; les jaloux, les paresseux, lez fumeurs do chaiivroe, voleurs 

" conditions Drincipales pour continuer le progr~z 

' remplacer les anciens chefs et surtout les jues, souvent iniques 
tenir plus de sessions et de r6unions de conscientisation
 

b~tir, patiemment, de vrries communaut6s de base 

obtenir des autorit6s traditionneiles et modernes plus de libert6 pour tous
 

am-liorer leo relations 'ancions-jeunos et 'mari-fe=0e'
 

frainer la recherche inirod6r6e do l'araent at L conp6tition maladive
 

5.2. collaboration avec lc premier resoponsablo du bien commiun, 1' E t a t 

5.2.1. on g6n6ral, le D.P.P.
 

- r6pond A 

- participa, par acs agents qui y sont cncouragis, i divers Cun3i!Z officl.-'! 
" lo coordinatour ox6cutif oat ainsi mombre de l'Assetnbl6o R6;iii.-lo du :'",:.:undti 

" d'autres sont membras de Conoeils de Zone ou do ColectivitL' 



"-ustins d6battues
 

" les chancacmnts en cours par rapport aux ' ips anciens 

" les changements d6finitivement acquis
 

" lea changements 'forc6s', donc 'refuses'
 

" ce qu'on voudrait changer mais sans y arriver
 

" ceux qui rofusent le changement
 

" que faire, a l'avenir, pour bien changer
 

- r 6ponses d6taill6es pour un point, colui des chai., .. . 

. on jouit d6sorais d'un espace de 1 i b e r t 6 
I voyager nartout, poss6der do 1.'argent et dos biens personnels, choisir son con

joint avant le mariage 

I au contrairo, abondaient les contraintes'adis, 

o 	impossibilit6 de voyager A cause des luttes inter-villageoises 

o 	risque d'3tre pris comme esclave, ou entcrr6 avec un grand chef mort 

o 	extremo rigueur des chefs et des juges 

o 	contr~le et possession exclusive des biens par les chefs de clan 

particulirement la nourriture, la chasse, la p'che, la cueillette 

• on se lil .e de la p e u r
 

I la peur le la sorcellerie a fort dim'inu6 : on a compris que le devin-f6ticheur
 

divisait los clans
 

disensaire, 1'h6pital 	 a diminu6I 	le recours au - est d6sormais direct et do fa
qon sljectaculaire la mortalit6 infantile 

I les d6funts n'effraient plus, ou beaucoup moins; on pout passer, sans problme, 

pros des cimeti5res, circuler la nuit et le jour consacr6eux Anc~tres 
I divers clars cohabitent au mrnme endroit sans grands probl~mes; jadis, impossible 

. la famille chercho son autonomic vis-A-vis des clans 

I la ma-mnan pout soigner au dispensaire l'onfant malade sans consulter les oncles 
6I	le mari et son pouse gardont l'argent_pour la famille, sans plus. le donner d' 

office au chef de clan, mais en participant encore aux frais du clan, chaque 

cas Darticulier 6tant bien d6termin6 

.	 on 6coute la p a r o 1 e de D i a u
 
I le dimanche, 'assembl6o' pour la pri~re et l'ecoute de la parole do Dieu
 

collaboration interclanique d'entraide fraternnelle 'kimvulca ya lutondo' 

Dieu prond davantage la 1 reyplace, bien avant los tabous et interdits 

le sons do l. vie se pr6cise; il est d6sormais possible de so regrouper, do s' 

instruire, do discuter, sans passer n6cesszairement par le chef de clan 

• 1' 6 c o 1 e a ouvert do nouveaux horizons
 
beaucoup cozuiaissont plusieurs languos
 

il est possible d'6crire des lettres Prives
 

on so fait dos amis et des connaissancos, unpeuypart out; 

fini le ghetto du clan
 



l.4.
lims liites at los contraintez
 

5.4.1. l'extenmion oblig~e 
-
 et parfois pr6cipit6e - aux 21 Collectivit6s du Dioc&se 
(le C.D.I.-Bwamanda s'est longtemps cantonn& a une seule Collectivit6) 

- est .ustifiable, et normal en soi, le D.P.P. 6tant un service dioc6sain
 

- apaise, un peu, les tenaces tensions entre tribus et clans; la propension au ni
vellement par le bas admot difficilemeit chez le voisin un proT6Sr 
 inexislant
 

chez soi-m, ie
 

- entralne, cepcndant, au plan strat6gique
 
une tispersion ces efforts qui vite so rel.chent
 

. de gros frais de transports non compens~s en efficacit6 

. un difficile contrle du suivi 

5.4.2. une p~riode do ' c r i s e s coincide avec l'action du D.P.P. 

- la r6bellion mral6liste a commenc6 en 1964; la grande 'sortie de forkt' s'est ef
fectu6e en 66-67; mais, les s~quelles do grande nis6re ont perdur6 jusqu'en 1970, 
avec l'.ccupaton r ilitaire (celle-ci, r~apparuo en 1978-1979) 

- la d6cennic 70 qui a vu se structurer peu i peu le D.P.P. a subi divers chocs 
. la zaria-nisation, par ses va-et-vient, a boulevers6 non soulement l'enseigne:

ment mais toute l'economie : copmerce, transports, communications; ainzi, jus
qu'en 1972, Idiofa avait 2 avions par semaine, et les routes etaient pratica
bles pour leur majeure partie 

. la d6mon 6tisation des bill-ts de Z. 5 et 10, en 1978, peu apr~s les graves 
troubles du d6but de l'ann6e, a r6duit a z6ro des millions do zaires; car,
 
dans ce coin du pays, pas un seul billet n'a 6t6 6chang6!
 

.
 les deux chocs ptroliers, les d-valuaticns en cascade, l'inflaticn entrete
naient un onvironnement dfaitiste; le sac de ciment qui, en 1967, lors de la 
ci 6ation de la monnaie 'zaire', co.tait Z. 0,70, s'ach 'ta au d~but 1935, i I
diofa, -LZ. 350 

5.4.3. des ambiguit6s accompagnent souvent des actions positives 

- la population du Zaire est pass~c, en 25 ans, de 13 millions aux 
30 millions
 
actuels; la Zone d'Idiofa comtait, en 1960, 25:1.000 habitants; ello attuint
 
maintonant '23.00 habitants, ce qui en fait la Zone iaplus ouP16 de touto 
la RPpubliqua; co progr-s d6mographique, conjonction de nombrou.-, 616monts, 
notamment pour Idiofa, la r 6 duction de l'exode rural durant les troublc, 
a aussi son revers 
• la production agricolo n
6-essaire pour nourrir ces nouvolles bouches d6truit 

do facon ir-6vorsiblc le liser6 boil6 des galeries foresti,!reo 
* les infrastructures ne 'suiveat' pas, scolaireo, hospitali~rcs, rnnic aussi 

6conomiques, commrciales, industrielles, routi ares 
la scolarisation d4:.afCectc rouvent du travail .i=nuel 
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5.2.2. 	en particulier, rapports avec divers D6partements du Conseil ExZ6cutil, sp6ciaemc:Lt
 

- Agriculture et Dveloppement Rural pour du personnel et du mat6riel 

- Enseignement_Sup6rieur et aussi Secondaire : diverses agr6ations 

- Plan. 	 pour sos fonds do contrepartie 

- Travaux Publics par le biais de son Officd dos Routes
 

5-3- .1'esprit 6vang61ique, ferment de ces progris 1 i b 6 r a t e u r s 

5.3.1. 	"allez! de toutes les nations, faites des disciples; baptisez-les au nom du P~rQ et
 

du Fils et du Saint-Esprit; apprenez-leur A p r a t i q u e r tout ce quo je
 

vous ai ensein 6 " Mt 28,19-20 

5.3.2. 	 los directives_pour la 'pratique' de la charit6 et do la justice, dans la vie cultu

relle, 	sociale et 6conomique, ont 6t& actualisues par. 

- Vatican TI. en ce domaine, deux insistances 

" le 'tempore' est le lot prioritaire des 1 a Y c s, le clerg6 restant conseLi

ler animateur 

" la collaboration doit 6tre franche at enti~re avec toutes les 'bonnes volont~s'
 

- l'encyclique de Paul VI, en 1967, 'Populorum Progressio" = "Progr~s Populaire" 

5.3-3. a m&thode : dans la ligne de l'Action Catholique, surtout la J.O.C. , inductive, 

'voir-juger-agir', analyse des besoins ressentis et des 2ossibilits locales en
 

personnel et en mat~riel, formaticon des leaders
 

- -JacquesMoert, un dep tout premiers collaborateurs du Cardinal Cardijn, a, d-s 

1962, prodigu6 des conseils au 'mouvement Savoir-Vi-re' 

- Alex Ericx, ancien 'permanent jociste', a travaill6, pluLieurs aru -AesA Mokala et 
Idiofa, dans les d6buts du D.P.P., avant 1970 

5.3.4. 	ainsi, sans pros6lytisme 6troit ou large, le D.P.P. n'a cesse, do 

- proposer et de mener A bion, des actions tr6s varieot, a la mosure des com:-nunaut6s
 

do base, cr~ant et ontretenant un climat de confiance et d'initiative 

- favoriser l'entraide, la solidarit6, la r6duction des pnlalres, la reconciliation
 

reco mand6e durant l'annae saintb.33-84, la pacificaLion 

- r6_quilibrcr des relations sociales plus justes 

en zermettant aux ieunes, d6sormais tr:'s majoritaires, do s'cxprimer ct de pren

die part a l' 6 dification de la socit nouvclle canswLtdor A l'exode rur'a. 

en :;ortant les fe=.ies de lour situation inf6ricure, cn roduiL'nt ]a pci:'e. do 

lour travail souvent scrvilc 

en protgoant I'ansomble des groupes villa:7ois ainsi quo los nouvei',:x peti ts 

rogroupements et los individus contre lea Sxylitations fsUuve:t astucihues 

tant traditionnelles quo 'liodernos' V 



- la collaboration avec les re~resontants de l'Etat 

" est une n cessit_; 

" c'est parrois une joieavec ceux qui recherchent vrainont le bion du pays; 
" 
c'est aussi, souvent, .unsemblant de caution a l'6gard des innombrables violen

ces et exactions, constat6es du haut on bas des d6tenteurs du pouvoir, dou6s, en 
cc domaine d'une grande cr6ativit6; le Pr6sident lui-memo l'a dit : "le eal 
za~rois cat, avant tout, un ral des cadies". 

5.4.4. l'organisation interne du D.P.P. souffre encore do beaucoup d'ioerfcctions 

- des faits 

" la formation coop6rative et autre, a la base, reste insuffisante 
" la formation continue des agen.ts et leur co tation£ tous los niveaux, mieux or

ganiseez, candraient plus efficaces beaucoup de d6vouements 
" leo m6thodes de suivi ct d'6valuation sent a renforcer (audits)
 

ptailit& n'est pas 
" le nmrkctint n'est pas assez pouss6 dans une organisation non commerciale, reais, 

qui dr'+ dans ambiante 

• 12 cola encore devenue un instrument de gestion 

1'autofinancer la jungle 
" la dirrction devr-ait se r~adapter pour mioux repondre a la large base de la 

pyramide de activitA-S et i la complexit6 des services internes et des relations 

oxternes 

- d re- . de, proviendront 

• do l'int&'-ieur, par voie d'une concertation d6j e a 6 e 
" do l'extriu2u, pour renforcer le cadre 'institutionnull, 

i-isere.r nous soutient zur cc point comme stir beaucoup d'autres 

SO.1.T. c:z':k une !onjue exp6rience et ccmp6tence, en ce domaine, 

et a cc-.,,enc A A les mettre A notre service 

et maintenant ... ? 

toujours " n a 7 a n t - on oaux profondes!" (Lc 5,9) 

solon d'vise do notre Evscque,'An 


ani:ns d'une a r d o n t o P A T I E 14 C E 

inshasa 1.foP. !,51 Zaire ler mai 1 8 5 



- le D.P.P. D6veloppoment 	Progrs Populaire eat un service du Diocese d'Idiofa 

- son Re r~sentant t,6gl est MFgr Biletai, Evue d'Idiof, B.P. 8251 Kinshasa I. 

son prfcureeur,- se pre:fi res actions organis6es remontent A la fin .190,avoc 

sur la route de Laba, en Colloctivit4 Bangale "mouvement Savoir-Vivre", 

- apr6a les troubles mullistes, comoeucis en janvier 1964, le D.P.P. prend le 

relais, et se ramifie dane le 21 Coliectivit6s zur 4 Zones et 2 R_15ion 

et de see encad'eurs:- uatre insistances dane 	 lea efforts de 1% popunlption 

A faire Drendre conscience des =utations n6cessaires,. l'ducation persevere 

A promou-oir une meilieurnA sti!=l12r mammas et jeuzep filles (20 foyers), 

par l'action prventive ot lee soins de 45 forrz.tions m6dicaleseRant_ 

. l'arrimclture et le petit. 6lovage, A partir de 4 centres r6wionuu, visEOnt 

tattre les homes davantage au travail de la terre, par 1a vizicuItre,1ire 

raoduits, & ruboioer, A miouxd'interdits, A valoriser sur place '0s divers 


tail, lea po-isoins et mme pratiquer i'apicu.ture
ilever lo petit b 

. le gro8 4!evep4, r6duit A zrro par lea troubles, a pu se relanccr dane un 

systekn commurmutaire, le 	moins imparfait en l'occurr,nce; la robuste N'Dama 
lieux et aux gens; lo D.P.P. supervise
tr~anotol.4Zante n'sdapte 	bien amnr 


bates, r6parties en troupeaur viliageo.oic et centrauxainsi enviro. 10.000 

. l'infrastructre, fort A l'honneur dane l'actuel Septennat, veille i soutonir 

lea artisans des divers mf-tiers, y compZis los cordonniars, & am-liorer" leo 

maisors fa-iliales avec des mat6riaux cemi-durables, sur de mcilleurs sites, 

avec dos plans plus .4conomiques,construction de btim-ents commuzm'utair-r, 

et, surtout de ponts petits et grands qui d~senclavent beaucoup de villages
 

surtout dans le sros Slevage et le
l'autofinacemnut, recherch6 avec assiduit 


encore Sand bosoin d'4tre 6pauli pea des
traitement des Droduits agricoles, a 

aides extrieurEs provenant do l'Etat ou d'oreanismas d'entraide, no-tanient 

Misereor, lea coop~rations belgts at am6ricaines, Oxfam, i'O.R.T.
 

- pour sa part situ~e dam I Bandundu, le D.P.P. tend A barmoniser sea prograx

mes avec la Codalk, compagnie do developpement agro-pastoral it6gr4 pour le 

Kwango t le Mwiiu; los domaina. qui 6veillent la plus d'eapoir do collbora
tion sont l'eSgieulture et l'eatretien des routs do desserte 4gricole 

- l'os'ritchrition, ferment de ces actions, ne rec6le pal de proslytismo ni 

6troit ni large; il est, au contrairo, ouvert fraternellement A touts boune 

volont6, et s'inocrit dane la ligne de Vntican IT. attentive aux responsabili

t~s des la'ca, dane les dor-.ain-s sociaux 4conomiques et cultureln. 1/5/1985 



1. 	 D6velopemnt Progree Populaire B'etend sur 21 CoUecttiit .e 

I 	 @an _gion Bandundu Soua-RiCion vilu (18) 
en Zone : Idiofa (12), Gunga (4)t Mulunw, partie de (2) 

an Rhgi'on Kaeat Occideuta..lSoun-Rfgion Luobo Zone Ilebo (3) 

38,60o km?2; 825.0o hibitantl; 21 habitantn/km2 

Idiofa-Zone 18.482 km2 et 34 habitants/kin2 

pfirimitre' total 960 km dont 440 d6limit6s par le 
Kasai (Est et Nord); see affluents Kamtsha-Piopio 

Lubue-Loange-Lumbundji-Lubudi, eacadr6s de gale

zie- forestieres, coulent du ,ud au Nord, avoc 
tout leur bassin dame le rayon D.P.P., sauf la 

Loange qui descend d'Angola et qui forme limits 
.Le 

entre le Bandundu et le Kasae! Occidental 

i .\ platau 700 m, cable 
atari savane horbeu3e &urtables de gr&s 

vallieB fok~tr8 avec palmicrs ilals 

M.gaT 	 -Sedzo 	 \",. wmw s ol _=q0"1Nord -- + ar-4ilaux 
fond - sable d61aIV6 blanc 

Duetre t rugional 
Kapia 2)1. 4oo-1. 600 

+ ISDRlwa11) 	 Mbe i 

[2)aBangns. Penan 

.,uk Kiasanga
 

Gunanu
 
.56°ud Ka.g Ko0 



ANNEXE 2
 

ORGANIGRAIE DPP
 



OTIGA1IGRAM.AE
 

1. fUR:1 ".TATIOTU LI-ALE 
2e COIIITE CENTRAL

3. CO01hINA2ION CIIARGEE DE LW.-'C2'CUTION 

.4. COORDI/iATI0I 
 CIHARGER D'S RiZLATIONS iCTIRIEUJR. 
5. EDUCAIOHI 

5.0. COlITE COI1ULTATIF
 
5.0.1. EDUCATION PM:.AiEiNTE D ADULTES
 

5.0.1.0. Alphdb6timation

5.0.1.1. Centre Ctltiurel
 
5.0.1.2. Documentation
 
5.0.1.3. Conzcientimation
 

5.0.2. CIMTRES SOCIAUX
 
5.0.2.0. Comit6 des Centres Sociaux
 
5.0.2.1. Centres Sociau=
 
5.0.2.2. Fournitures
 

5.0.3. PROMOTION SAITAfLD,
 
5.0.3.0. Corlit6 de Sant4
 
5.0.3.1. Formation m6dicale
 
5.0.3.2. D6pot pharnaceuttique
 

6. AGRICULTUR1,
 
6.0. COMIITE CCUSULTATIF
 

6.0.1. O'GaIjIATION DU 7ARCHE
 
6.0.1.0. Encadrement des acheteurn
 
6.0.1.1. Stati-ztiques dos produito achet6
 

6.0.2. VALORI3ATION
 
6.0.2.0. Gestion des Stocks
6.0.2.1. Uoinccq
 
6.0.2.2. Ventes
 

6.0,3. FOPALTION -T VULGMrISATION
 
6.0.3.0. Cours de Fornation
 
6.0.3.1. Encadroment dcz Fcmrierm
 

6.0.4. CO0±.MATIVES
 
6.0.4.0. Gestion des Coop6ratives
 
6.,4.1. Education des Coop6ratives
 

6..5 PM1T ILEJVAGE
 
6.0.5.0. Piociculture

6.0.5.1. Apiculturc
 

G.0.5.2. Petit b6tail
 
7, ELIA E 

7.0. C.:,IT, COIJLJTATIF
 
7.0.I. COCP,RqA "T-!J,


7.0.1.0. c io~l
7.0.I.c"" " Cooperativcs,
ics,
7, u.ation des Coop~ratives,
 

1 0,2. VALORI2"ATION 
7.0.2.0. Dn.&raimscment
 
7.0.2.1. Boucherie
 
7.0.2.2. Vcnte
 

7.0.3. TROUPEALX C2-2.AUX
 
7.0.3.0. Startiotiques
 
7.0.3.1. Elnca-Lrement dc3 bouviersp
 
7.0.3.2. Kraals.
 

7.0,4. ZOOTECIDlIE
 
7.0.4.0. Encadrcment technique dev Vicrinair
 
7.0.4.1. Gction de" Stocks et 
des pro-uRt.'.O
 

v6t6rilaircs,
 
7.0.4.2. Fabrication deo produits.
 

http:OTIGA1IGRAM.AE
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8. 


9. 

10 

120 

13. 

riFMASTTU2 
8.0. COLIT2 COI3ULTATIP
 

8.0.1. COOPI WTIV ARTISANALM
 
8.0.1.0. Gestion des Coop~ratives

8.0.1.1. Education des Cooperatives
 

8.0.2. CONSTRUCTIONS FAL:ILIALIS
 
8.0.2.0. Animation
 
8.0.2.1.--Construction
 
8.0.2.2. 
 Ateliers de menuiserie
 

8.0.3. CONSTRUCTIONS 0IZIUTAM.
 
.0.3.0. Animation
 

8.0.3.1. Construction,
 
CNTR'; RMIIOTAUX

9.0. COLITE RGIOIrAL D. DEMTLOPP';Z:T LITEGRAL
 

9.0.1. OBJLCTIFS C'POCIFIQW
 
9.0.1.0. Education
9.0.10 . Agriculture
 

9.0.1.2. Dlovage

9.0.1.3. Infrastructizme
 

9.0.2. 0BECTIFS G-MITRAUX
 
9.0.2.0. Intendance
 
9.0.2.1. Secretariat
 

0ZTABILITE
 
10.0.CIOLIT2, COIT7JLTATIF 
 DU BUDGET
10.0.2. CAIUSE
 
10.0.3. CON21ZOLE
 
10.0.4. GSTION DRS 
 :2T-CKS 

10.0.5. Masin central
 
10.0.6. L-agasin techniqm

10.0.7. L gasin riniteriels do construction
 
10.0.8. CarLxant
 
10.0.9. Fournitures de bureau
10,0.00. Cantine.
 

11.0. COLUIT'" D'*. T.
 
11.0.1. Statintiques
 

11.0.2. .ain rl'Ocuvre
 
S 2CR TARIAT
 

12.0.0. Conrospondncc

12.0.1. Claszcmet E: Archivon
 
12.0.2, Dactylo.,rapTA
 
12.0.34 Publications.
 

IUTENDICE 
13.0.1. Garage
 
13.0.2. Entrep8t
 
13.0.3. TIenuiserie
 

airt Idiofa, le 8/03/1984.



ANNXE 3
 

EFFECTIF ET REPARTITION DU PERSONNEL DPP 



DIOCESE DIOIDIOPA 
DEVELOPP EIT PROGRES POPULAIR 

B. 	P. 01 IDIOPA 

SERVICE DU PERSoPT4/1984 

I* 	 EFFECTIF 
Au 31 d~cembre 1984# la rdpa.rttkon, des effectifs Bg p-4entci 
comme suit S 

I NO I SERVICEs SECTIoJ CADRES 1;iAITRII IRAVITOTAL I OBSERVATIC 

1 01 1 SRVICES GIMERAUX 1 6 1 3 1 3 1 12 1 Coordincm.! 1I' 
I 1 	

1 1 I ! ' Comptabilit
1 1 11. 1PersonneltI 1 1 1 1 1 I Secr~tarint1 02 ! SECTION ELEVAGE 1 3 1 1 g9 94 11 03 1 SECTION AGRICULTURV 1 
 1 4 1 45 1 50 1

1 04 1SECTION INFIRAT. 
1 1 1 4 128 1 33 11 05 1SECTION EDUCATION 1 2 1 
3 	145 1 50 1
06 I GARAGE 1 
 I 31 81 111 
1 07 1 1TEDJCE 1 	 1 321 33 11!08 1CUMILIM 1 2 1 1 	1 36!1 39 1S09 1 CEE,"TE BEo 1 3' 1 -	 1 32 ! 35 11 10 I CENTRELA3A I - I - 1 25 1 25 11-1 ICBNT.LZ DL ASONG0 1 1 1 - 1 20 ! 21 !
1 12 1 CiMITRE DEKIX;AIfGAI 1 I - I 18 1 19 1 
1I3 1 HOPITAL OIALA - I 1 16.1 16 1


I T 0 T A U X ! 20 1 20 1 2981 438 1
 
NOTE a : 4 roit 0.09 dr l'effe'o0tif global2) fectif des femnes 147 so±% 10,73 % ( dont 1 cadre et 	3 

maltrieso )
II C.DRES U fIVERSITAIRES: Au 31 d~cembre 1984 : 

1 Mddecin VUt4rinaire
 
1 ing4nieur Agronome
 
1 Licencid
 
4 Ing6nieurn techniciens Aronomes
2 Ing4n/ieurEs techniciens ( techmiques appliqudes)
4 Gradu6s 
-13
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TARIFS DES SOINS PRATIQUES AU CENTRE 

.DE SANTE DE MVULULU (ZOI DE SONABATA) 
~-----------



ANNEXE
 

TARIFS DES SOINS PRATIQUES AU CENTRE
 

DE SANTE DE MVULULU
 

- Consultation adultes et enfants
 

La 16re consultation 12 Z
 

La 2me et les suivantes 5 Z
 

- Hospitalisation adultes et enfants 
 5 Z/jour
 

- Accouchements :
 

entocique 60 Z/jour
 

dystocique 80 Z/jour
 

- Consultations prdnatales
 

la 1Ire 15 Z
 

Les suivantes gratuides
 

- Circoncision, incision, sutures de plaies 40 Z
 

- Petits examens de laboratoire 2 Z l'examen
 

- Visite du mddecin 
 30 Z
 

- Les mddicaments sont facturis en suppldment
 

(moyenne de 2.400 Z/2.500 Z/mois)
 

La pr~sente tarification est appliqu~e uniformdment sur l'ensemble
 

de 1'aire gdographique de la zone.
 



ANNEXE 5
 

ESTIMATION SOMMAIRE DE LA DUREE MOYENNE 

D'HOSPITALISATION (HOPITAL DE SONA 
- BATA)
 



ESTIMATION SOMMAIRE DE LA DUREE MOYENNE D'HOSPITALISATION
 

A partir des informations recueillies lors de notre visite, il est possible
 
d'estimer, de faon grossiire, la durge 
oyenne d'hospitalisation.
 

Sans prdtendre tirer des conclusions a partir de ces quelques gliments, il
 
conviendrait cependant de pouvoir comparer ces ratios-
 ceux d'autres zones
 
de santg et aux itatistiques du Ddpartement de la Sant4 ainsi qu'aux normes
 
OMS.
 

Ainsi, en considgrant que
 

- l'hopital rdalise 4.000 hospitalisations/,an ( inclus les 
1.000 operations majeures et 
les 800 mineures)
 

- le dispensaire ne procede aucune hospitalisation (ce qui
 

demanderait etre vdrifid)
 

- l'hopital procdde A 4.800 accouchements/an
 

nous pouvons tirer, 
 partir de la capacitg maximale, la durge moyenne
 

d'hospitalisation :
 

- capacitd maxim-ale
 

130 lits x 365 j 
 47.450 journges d'hospitalisation
 

- A rdpartir sur 

4.000 hospitalisations +'4.800 accouchements par an, soit
 
47.450
 
47.400= 
59 jours par unit4 d'hospitalisation
 

Le taux d'occupation indiqud par le Directeur 4tant de 98 %, cela ramine
 

la durde moyenne d'hospitalisation A
 

5,39 jours x 0,98 L58I
 

Ce calcul sommaire semble confirmer les diffdrenres observations formulies
 

par le Directeur dela Zone de Santg, A savoir
 

- que le taux d'occupation de 98 % ne 1ui laisse que peu de
 
possibilit4 d'accueillir des urgences (2,6 lits en moyenne
 

affectis aux urgences) et ne manque pas de crder des
 
problimes (notamment par l'apport des accidentds de la route,
 

frdquents sur l'axe KINSHASA -
MATADI).
 

\
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- que, d'une facon gdnirale, et ceci pour diffirentes raisons (surnombre,
 

.insolvabiliti,...) les malades hospitalisgs ne passent pas un "nombre
 
de jourssouhaitables m4dicalement" permettant un traitement curatif
 

optimal (ou simplement ndcessaire).
 

Ainsi, le nombre de 5,28 J est infdrieur a ce qui nous a dtd prdcisd,
 

-par exemple, pour les accouchements (dure souhaitable d'hospitalisation
 

7 jours). II en va probablement de meme pour les opgrations mineures
 
mais aussi, et surtout, pour les opdrations majeures.
 

- qu'il conviendrait d'augmenter la capacitg d'accueil de l'hopital en la 
passant de 130 a 154 lits (construction de 2 pavillon de 12 lits),ce'qui 

reprdsenterait une augmentation de 24 litsghoit environ 18,5 Z. 

Cela pourrait permettre
 

- soit d'augmenter la durde d'hospitalisation et de la porter
 

de 5'28 j a 6,26 j (soit pros d'une journee suppidmentaire) 

tout en consevant 2 % de lits d'urgence(soit 3,.1 lits au lieu 
de 2,6). 

- soit d'augmenter les lits d'urgence en les passant, par 
exemple Y4 lits; (soit 2,6 %) et de porter la durde d'hospi
talisation a 0 

'365.jx 154.1its 
x 0,97 journde suppldmentaire)
 

II ne.s'agit 1A. bien sur, que de si-&ples hypoth6ses qu'il conviendrait
 
d'dtayer par'une itude plus approfondiefonction de la rdalitd des besoins
 

de la zone de santd, considdrde.
 

V 


