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1. Emergency Feeding-Shaba Province, &public of Zaire, 6603MX-000-4626. 

2. At least 4200 nietric tcns of Title I1 Lorn was to be distributed to 
drought-related victims in the Shaba region. The program was to be 
financed through the sale of an additicnal 4500 metric tans of Title I1 
corn. World Vision Relief Organization was the implementing agency. 

3. Tfie purpose of this final evaluation is to describe the lessons learned in 
distributing Title I1 emergency food. 

4. Ihe evaluatim team, two staff members fran USAIP's Design and Evaluation 
Off ice, interviewed World Visian staff and program partners in Lubumbashi, 
visited several distribution sites, ard reviewed program documentation on 
file. 

- 
5 .  Findings include: 1) the Title I1 corn arrived in Shaba after the drought 

crisis had erded;:2) the oorn was not distributed to drought-related 
victims but to malmurished children, Angolan refugees, the sick, and the 
elderly;: 3) Wild Vision effectively monitored the distribution component 
and developed solid working relations with those local religious 
institutions engaged in distribution and related feeding programs;:4) 
LNEKR's initial monitoring of the Title I1 distributicn was remiss, but 
naw may be- affective because UNHCR has contracted Canadian University 
Services to W g e  the program distribution during the final two months of 
this programam as well zs planned subsequent distribution of other l4it&e I1 
foods entrusted to UNHCR.:and 5 )  the monetization cunponent of the Tltle 
I1 program would have succeeded well if the food had arrived on time. 

6 The Lessons Learned include: 1) the necessity of reacting quickly to 
emergend situations;; 2) the need to guarantee program implementing 
agencies adequate fimcing for program implementation uritil 
program-generated funds becane available;; and 3) haw important proximity 
of the project n g e r  to his project is for effective program 
implementatim.;;it is difficult to manage a project fran a distance. 

7. Recommendations include: 1) trying to close the cormnunication gap between 
USAID and distant field operations (cnmunicatiors between USAID and 
Lubumbashi will be better now that USAID has installed an office in 
Lubumbashi);: 2) minimizing bureaucratic procedures ( fran AID/w to the 
field site) when dealing with relief situations. 
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I INTRODUCTION 

The pu!Toee of this eva lua t ion  is  t o  descr ibe . lessons  l ea rned  i n  
d i s t r i b u t i n g  T i t l e  11 emergency food i n  t h e  Shaba Region of t h e  Republic of  
Zaire. In August 1984 World Vision I n t e r n a t i o n a l l  ( footnotes  a r e  found i n  
Pa r t  V I  on the  l a s t  page o f  t h i e  r epo r t )  placed a team i n  Lubumbaehi t o  manage 
t h e  d i e t r i b u t i o n  and s a l e  o f  8700 metric t o m  o f  T i t l e  I1 corn. A l l  corn  v i l l  
be d io t r ibu ted  o r  so ld  by September 1385; t h e  program'e PACD is 30 September 
1985. 

USAID's Debra Rectenwald and Carol Fe lke l  made up t h e  e v a l u a t i o n  team. 
The team interviewed World Vision s t a f f  and program p a r i n e r s  i n  Lubumbashi and 
v i s i t e d  d i s t r i b u t i o n  s i t e s  i n  L ikas i ,  Kasaj i ,  Dilolo,  Katoka, and Lubumbashi. 
The evaluat ion took place from Ju ly  8 t h  t o  Ju ly  21s t ,  1985. 

11. PROGRAM HISTORY 
- 

In January 1984, Mr. Dick Venegoni, a World Vision r e p r e s e n t a t i v e ,  
t r ave l l ed  t o  Lubumbashi t o  a s s e s s  t he  drought e f f e c t s  on southern  Zaire .  I n  
h i s  i n i t i a l  repor t ,  he est imated t h a t  Shaba would be s h o r t  80,000 tons  of corn 
during 1984. Three months l a t e r  he returned and repor ted  t h a t  t h e  s i t u a t i o n  
had worsened . World Vision prepared a working paper  requee t i n g  12,500 metr ic  
tons  of PL 480 corn. The paper suggested s e l l i n g  h a l f  t he  corn t o  f inance  the  

. f r e e  d i s t r i b u t i o n  of t h e  remaining corn. After many de lays ,  Washington 
f i n a l l y  approved 8700 metr ic  tons  o f  yellow, whole ke rne l  grade 2 c o p  f o r  
Zaire  i n  Ju ly  1984. The Transfer  Authorization, s igned by Food f o r  Peace and 
World Vision, required t h a t  a minimum of  4200 MT of  corn be d i s t x b u t e d  g r a t i s  
and allowed up t o  4500MT t o  be so ld .  

In September 1984, World Vision placed two permanent s t a f f  employees i n  
Lubumbashi t o  d i r e c t  t h e  program. The f i r s t  corn shipment reached Por t  
El isabeth i n  August 1984; t r a n s p o r t a t i o n  c o s t s  from t h e  United S t a t e s  t o  Zaire  
were financed by t h e  United S t a t e s  Govemen t .  The corn was blocked i n  South 
Africa because of  a South African/Zimbabwe r a i l  embargo on Zaire .  To bypass 
the embargo, World Vision s e n t  500 MT o f  corn by r a i l  t o  Harare, ,Zimbabwe and 
then by t ruck  t o  Lubumbashi. The embargo was l i f t e d  i n  September 1984 and t h e  
corn began a r r i v i n g  d i r e c t l y  by r a i l  i n  October. 

The program was designed t o  be self-f inancing.  Mr. Jacques Tar ica ,  a 
Lubumbashi m i l l e r ,  agreed t o  purchase h a l f  t h e  corn a t  a below-market pr ice .  
Proceeds from t h e  s a l e  were t o  be used t o  f inance program expenses. World 
Vision planned t o  s e l l  t he  first corn shipments t o  cover program s t a r t - u p  
costs .  Mr. Turica was ur ~ b l e ,  however, t o  pay World Vision immediately 
because he could not  f i nu  corpora te  buyers t o  purchase t h e  corn.  



By October 1984 the " c r i s i s "  s i t u a t i o p  i n  Shaba was a l t e ~ e d  from what 
Venegoni described i n  h i s  January t r i p  repor t .  The l o c a l  corn harvest  was 
b e t t e r  than had been expected and Zambia, recovered from t h e  drought, waa 
supplying Lubumbaehi aga in  wi th  white (prefer red)  corn. This forced the  
Lubumbashi corn  p r i ce  don! from 2800 i n  January 1984 t o  2400 i n  August 1984. 
Tarica Freres ,  bound by c o n t r a c t ,  was requir'ed t o  pay World Vision Z 710 p e r  
sack. To a l l e v i a t e  the cash-flow problem, World Vision In t e rna t iona l  agreed 
t o  lend World Vision Lubumbaehi $100,000 f o r  s t a r t -up  expenses. 

Although the  *drought crisis" hail subsided by the  time the  T i t l e  I1 corn 
a r r ived  i n  Zaire ,  World Vision found appropr ia te  uses  f o r  t h e  food. Af te r  
d iacues ions  with the  l o c a l  ChlDist ian and i n t e r n a t i o n a l  organiza t ions ,  World' 
Vision i d e n t i f i e d  four  groups o f  benef ic ia r ies .  Malnourished ch i ldren  took 
p r i o r i t y .  Included a l s o  i n  t h i s  group were the  "on-going" poor, such as 
abandoned mothers, t he  handicapped, the e lde r ly ,  and t h e  s ick .  The second 
group included the  60,000 Angolan refugees who were l i v i n g  nea r  t he  
Angolan/Zairian border. The people l i v i n g  i n  t he  a r eas  where t h e  mealy-bug 
had devastated mgat of t he  cassava harves t  were a l s o  included i n  t h e  feeding 
program- F ina l ly ,  the  corn was used t o  help f a l t e r i n g  i n s t i t u t i o n s  (mainly 
boarding schools  and h o s p i t a l a )  t o  s u s t a i n  development a c t i v i t i e e .  . 



111. PROGRAM XANACMENT 

A. S t a f f  - 
Four e x p a t r i a t e s  h c t i o n i n g  a s  t he  d i r ec to r ,  l o g i s t i c s  o f f i c e r ,  doc tor ,  

and n u t r i t i o n i s t  work on t h e  World Vision Program i n  Shaba. The s a l a r i e s  and 
b e n e f i t s  f o r  t h e  d i r e c t o r  and l o g i s t i c s  o f f i c e r  a r e  provided by World Vision. 
The program f inances the  s a l a r i e s  and bene f i t s  f o r  t h e  doc to r  and t h e  
n u t r i t i o n i s t ,  a8 well a s  f o r  f i v e  Zai r ian  adminis t ra t ive  a s s i s t a n t s  (p lus  
s eve ra l  d r i v e r s  and guards). 

Mr. Bruce Menser, t he  World Vision Chief of  Party,  oversees t h e  
d is t rLbut ion  of t he  T i t l e  I1 food. He has  c rea ted  s o l i d  working r e l a t i o n s h i p s  
with l o c a l  r e l i g ious  organizat ions d i s t r i b u t i n g  the  corn. Mr. Randy S t r a sh  i s  
the  l o e i s t i c s  of f icer .  He is  rbl?ponsible f o r  keeping the  program accounts and 
books i n  order.  

Dr. E l izabe th  Holland, an American ped ia t r i c i an ,  was h i r ed  t o  t r e a t  
d i s a s t e r  victims. She asked t o  be posted near  Dilolo so t h a t  she  could spend 
most of  her  time i n  t he  refugee camps; from a small mud hu t  she  t r e a t s  600 
pa t i en to  a day Although she has .  an adequate medicinal supply (provided by 
WV), she lacks  roper  medical f a c i l i t i e s ;  surgery is performed ou t s ide  on S f l a t t e n e d  weeds . D r .  Holland a l s o  makes rounds i n  a r e a  h o s p i t a l s  when she 
comes down from the  campa f o r  suppl ies .  

In s p i t e  o f  h e r  s ince re  e f f o r t s ,  t he re  has been some t ens ion  between D r .  
Holland and the  "Medecins Sans Front ie rs  ( M S F L  who were h i r e d  by The United 
Nations High Commissioner f o r  Refugees (UNHCR) t o  organize refugee h e a l t h  
care .  The MSF personnel bel ieve t h a t  D r .  Holland's good deeds a r e  making 
t h e i r  work more d i f f i c u l t  because the  care  she i s  providing cannot be 
continued a f t e r  he r  departure ( ~ u l y  30, 1985). The KSF people have not  been 
a b l e  t o  make aya i l ab l e  so  much time and resources a s  has D r .  Holland. 

It i s  d i f f i c u l t  t o  f i nd  f a u l t  with Dr.  Holland given h e r  s e l f l e s s  
commitment t o  h e r  work. Her conscience d r i v e s  h e r  t o  work 12 hours a day, 
seven days a week. Up t o  t h i s  po in t ,  UNHCR had not  provided adequate 
p r s o n n e l  n o r  resources t o  e f f e c t i v e l y  manage the  refugee s i t u a t i o n .  Dr. 
Holland is t r y i n g  t o  remedy the  problem. The MSF team is respons ib le ,  
however, f o r  coordinat ing refugee h e a l t h  ca re  a c t i v i t i e s .  D r .  Holland's 
u n i l a t e r a l  e f f o r t s  make i t  d i f f i c u l t  t o  do so. 

Ms.  Tamara Far i s ,  an American n u t r i t i o n i s t ,  was h i r ed  t o  advise  l o c a l  
organiza t ions  on n u t r i t i o n  programs, p a r t i c u l a r y  programs f o r  malnourished 
chi ldren.  In Januaqy 1984, Ms.  F a r i s  d i d  a n u t r i t i o n  base- l ine s tudy  i n  
Lukafu and Kienge a reas ,  the a r eas  devastated by t h e  mealy-bug. A follow-up 
s tudy indica ted  t h a t  there  ires a 39% improvement i n  t he  c h i l d r e n ' s  n u t r i t i o n a l  
s t a t u s  a f t e r  t h ree  months of T i t l e  I1 d i s t r i b u t i o d .  Both D r .  Holland and 
Ms. F a r i s  assist i n  monitoring t h e  corn  d i s t r i b u t i o n .  

, .- 
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The program employs f i v e  Zai r ian  admipis t ra t ive  a s s i s t a n t s  t o  monitor t h s  
d i s t r i b u t i o n  process. They t r a c k  each bag of  corn f l o u r  from when i t  l eaves  
t h e  m i l l  u n t i l  i t  reaches t h e  d i e t r i b u t i o n  s i t e .  To ensure t h a t  t h e  corn is  
reaching the appropriate  bena f i c i a r i ee ,  t he  team p e r i o d i c a l l y  does spot-checka 
a t  the  d i s t r i b u t i o n  centers .  The adminis t ra t ive  a s s i s t a n t s  a l s o  compile 
information from monthly r epo r t s ,  submitted by each d i s t r i b u t i o n  center .  This 
information includes the  amount of corn f l o u r  received ;y t h e  cen te r ,  t h e  
condit ion i t  a r r ived  i n ,  and t h e  names o f  t h e  r ec ip i en t s .  Vorld Vision uses  
these  data  t o  prepare its q u a r t e r l y  reports .  

Jane Pittman, a Peace Corps V o l u t e e r ,  a l s o  works on t h e  program. World 
Vision was concerned t h a t  t h e  T i t l e  I1 corn was no t  r eac t ing  t h e  app ropr i a t e  
bene f i c i a r i e s  i n  t he  refugee area. In  March 1985, M s .  Pittman was placed i n  
Dilolo t o  monitor d i s t r i b u t i o n  of t h e  T i t l e  I1 corn. 

B. Objectives 

World Visiou has e f f i c i e n t l y  and e f f e c t i v e l y  managed the  Shaba T i t l e  I1 - 
program. Most of the  corn has reached t h e  needy. A l l  program ob jec t ives  
i d e n t i f i e d  i n  t he  Transfer Authorization w i l l  be met before t h e  PACD, 
September 30, 1985. The objec t ives  a r e  b r i e f l y  discussed below. 

1. By PACD World Vision w i l l  have d i s t r i b u t e d  4452 MT o f  corn. 
Malnourished ch i ldren  were t h e  program's primary t a r g e t  group. 

2. Approximately 4069 MT o f  corn xas so ld  t o  Tarica Freres ,  UNHCR, and 
Sodimiza ( see  Sa les ,  IV-c. below). A s  of June 1985, Tarica Freres  had 
purchased 3275 NT which was so ld  t o  corporate  buyers such a s  GECAMINES ( the  
na t iona l  copper company) and resold t o  corporate  employees a t  subs id ized  
pr ices .  Sodimiza bought 600 MT which was so ld  i n  a s i m i l a r  manner. UNHCR 
bought 800 MT t o  d i s t r i b u t e  t o  refugees. Front-end l o s s  was sub t r ac t ed  from 
the  monetization component. Proceeds from corn s h e s  were placed i n  a 
Lubumbashi bank a c c o u t .  The U.S. Consul General i n  Lubwnbashi c l o s e l y  
monitored t h e  program. 

3. Tarica Freres  has received, s tored ,  provided s e c u r i t y ,  documented, 
mil led,  bagged, and dispatched 4200 MT f o r  f r e e  d i s t r i b u t i o n .  The m i l l e r  
provided these se rv i ces  f o r  Z 18Cl p e r  SO-kilogram bag o f  corn f lou r .  

4. Tarica Freres has maintained up-to-date records on a l l  s e r v i c e s  
extended t o  World Vision. Mr. Tarica has  provided a l l  concerned p a r t i e s  
access  t o  t he  d~cuments  upon request.  

5. The USG has supplied the  commodities and pa id  ocean and overland 
t r anspor t  c o s t s  from the  United S t a t e s  t o  t he  poin t  o f  en t ry .  



6. The Vorld Vision team wee responsible f o r  a l l  handling, s torage,  
i n t e r n a l  t ransportat ion,  and dietr ikutiozi  i n  Zaire. It monitored the 
d i s t A b u t i o n  component e f fec t ive ly ;  l e e s  than 1% of the  t o t a l  corn d i s t r i b u t e d  
wee los t .  

7. Unutilieed program funds w i l l  r eve r t  t o  the  USAID/Kinohasa Control ler  
upon program completion. This objec t ive  w i L l  be achieved i n  mid-September, 
before the  YV Chief of Par ty ' s  departure. 

8. World Vision has submitted q u a r t e r l y  r epor t s  i n  a timely fashion t o  
a l l  concerned pa r t i ee  and w i l l  provide access t o  a l l  f i n a n c i a l  records f o r  the 
September aud i t  mquested by USA~D/Kinshasa. 

9. World Vision w i l l  f u rn i sh  the  prescribed documents f o r  ocean c a r r i e r  
l o s s  and damage a t  end of program. 

C. Program Finances 

!he t o t a l  value of the  T i t l e  I1 program includes the contr ibutions made 
by the United S ta tes  Government and World Vision In ternat ional .  The USG 
donated 8700 MT of corn and financed i ts t rans-At lant ic  a6d overland t ranspor t  
to  the point of entry: Tarj.ca Freres,  Lubumbashi. World Vision supported t h e  
s a l a r i e s  and benef i t s  f o r  two World Vision s t a f f  members. Total program 
value is  ehown.below. 

.- 
TABLE I 

VALUE OF SHABA TITLE I1 PROGRAM 

A. USG CONTRIBUTION 

8700 MT whole kernel  corn 
Ocean f re igh t  and surface 
transport  USA-Zaire 

Total USG contr ibution 

*Figure may be adjusted once Swift  Export submits f i n a l  f r e igh t  costs .  
Two r a i l  ca r s  a re  current ly  en route from South Africa. 

wv CONTRIBUTION 

Salaries ,  taxes, and benef i t s  $ 42,000 
Goods and Services 6,000 

Allowances 
Housing 18,000 
Rest and Recreation 8,000 

Total of WV Contribution 

- 3 . 2 .  .'. ~ I J * - .  ... C. TOTAL PROGRAM .VALUE . . , ,. , , - 7  . ,% 7 * ,. 8 ,  : I J  r $ 3,447,860 * ts i .- .; . 1 . ) 
* s . . i s  :*.' 

. . . . .  ... . . .  . . . ,*,....,. . . ' . . * >  L,. 2 . . . . , . . . . . . . . . . . " . .  . . . .  . . a , . .  .., .* . .- . . . . . .  4.. . . . . .  - .+.. - - 
,+, --. . ' - . . . .  - -- - The . t o t a l  cash. budget include0 t h e  - proceeds from. corn'"sa1es ' . ( refer  t o  - : _,. 1 

* C  . . - 
Salea, Section, 1v.c.) and .-to World v is ion ' s  contr ibution.  . .These . f igures  a r e  - 
shown i n  the  following table.  



TABLE I1 
TOTAL CASH ' BUDGET 

Shaba Food P ro jec t  (corn s a l e s )  $ 658,720* 
UV cont r ibu t ion .  74 000 

TOTAL CASH BUDGET 

.The corn f l o u r  wae bought i n  l o c a l  currency. This f i g u r e  r ep re sen t s  the 
hard currency equivalent .  

The proceeds from t h e  corn s a l e s  were designated t o  cover a l l  program 
expenses except M r .  Menser's and Mr. S t r a s h ' s  s a l a r i e d .  Cer ta in  
circumstances prohib i ted  World Vision from immediately obta in ing  s t a r t - u p  
funds ( see  Program History,  Sect ion 11). hence W I  agreed t o  lend World 
Vision Lubumbashi up t o  $100,000. World Vision Lubumbashi borrowed $95,000 t o  
purchase t h r e e  veh ic l e s  f o r  World Vision s t a f f ,  o f f i c e  equipment, and o the r  
miscellaneous needs. !be t o t a l  debt  owed t o  WVI by Wc;.ld Vision Lubumbashi a t  
present  is l i s t e d  below. 

TABLE I11 
WORLD VISION LUBUMBASHI DEBT TO WORLD VISION INTERNATIONAL 

Amount loaned 
I n t e r e s t  

'TOTAL DEBT T T a z  
Less Benefi ts  Paid t o  WV permanent s t a f f  $ 21,260 

TOTAL OWED AT END OF JUNE 1985 $ 76,250 

World Vision Lubumbeshi, obtaining the  loan in t e re s t - f r ee ,  agreed t o  pay 
WVI t he  i n t e r e s t  accrued on t h e  money designated f o r  repayment. World Vision 
inteuded t o  pay t h e  e n t i r e  loan  us ing  hard currency obtained from a f i n a n c i a l  
arrangement made with Swift  Exports, t h e  f r e i g h t  forwarder which supervised 
t h e  overland t r anspor t a t ion  of  the  corn. This arrangement is ou t l i ned  below; 
f o r  a more d e t a i l e d  account ? lease r e f e r  t o  USAID/DEO memorandum from 
Rectenwald/Waskin t o  Mr. L ~ L  Braddock, dated August 3, 1985. 



Swift R p o r t s  was reimbursed f o r  t he  overland (port E l i sabe th  t o  
tubumbashi) t ranspor t  of t h e  T i t l e  JI corn by t h e  USG (approximately 
$2,000,000). The company agreed t o  allow World Vision ( v i a  Tar ica  F re re s )  t o  
pay the  t r anspor t  c o s t s  from Sakania on the  Zambia/Zairian border t o  
Lubumbashi. 5 i e  p a r t  of t h e  t r i p  could be paid i n  l o c a l  currency 
(Z 6,203,238) Swift  Exports then placed t b e  hard currency equiva lan t  
($137,716) i n  a Johannesburg bank account; a l l  but  $22,000 has been paid.  

The hard currency obtained from t h i s  arrangement was o r i g i n a l l y  earmarked 
f o r  loan  repayment and t h e  doc to r ' s  and n u t r i t i o n i s t ' s  s a l a r i e s .  Program 
expenditures  were, however, h igher  than projected.  Because of  a l o c a l  
curkency shortage,  hard currency was used t o  f inance program opera t ing  
expenses. Total  r ece ip t s  versus  t o t a l  expenditures and t h e  n e t  d e f i c i t  as of 
June 1984 a r e  shown below. 

TABLE I V  
HARD CURRENCY RECEIPTS VS 

HARD CURRENCY EXPENDITURES 

RECEIPTS 

Received as of Apri l  30: 

-Loan : 
. -Freight Reimbursement: 

-Net I n t e r e s t  : 
-Value Loss (Rands)*: 
Sub-Total : 

*Loss i n  ..currency conversion. 

Projected Receipts t o  End o f  Pro jec t :  

-Freight Reimbursement: 
-Net I n t e r e s t :  
Sub-Total 

TOTAL RECEIPTS: 



. I,.. 

.. , ....... 

b i d  ae of April 30: $138,550 

Project Payments t o  End of Project 
-Contract Staff:  
-WVI &pat. I n t ' l  Travel: 
-WI m a t .  RBR: 
-Office Rental: 
-Diesel Fuel: 
-DHL Deliveries : 
-Bank Fees: 
-Pharmaceuticals: 

Sub-Total $ 49,680 

TclAL PAYMENTS - $188,230 

Net Surplus: 
Less Amount Due on Loan: 

NET DEFICIT: 

World Vision proposes to  pay the d e f i c i t  by s e l l i n g  approximately $7,000 
worth of p'rogram assets  and placing the local  currency equivalent  of the  
balance i n  a Lubumbashi bank account. World Vision has agreed t o  accept the 
loca l  currency a8 a loan repayment because of plana t o  continue development 
a c t i v i t i e s  i n  Shaba. The money w i l l  be used t o  finance development programs. 

I n i t i a l l y ,  World Vision u t i l i z ed  the standard WVI accounting system, a 
aystem designed primarily f o r  small projects  that  pay operating expenses by 
check. The procedures i n  t h i s  system require records f o r  overhead expenses 
and f o r  project  expenses. !Che standard WVI accounting system was inadequate 
f o r  t h i s  program f o r  several reasons. F i r s t ,  many program payments were made 
i n  cash, not by check. These included purchasing f u e l  and reimbursing program 
partners f o r  program expenses. Second, there were no overhead expenses. 
World Vision did not charge the program f o r  its management services. Third, . 

the standard accounting system was not sophisticated enough t o  maintain 
records f o r  World vision's  four bank accounts, so World Vision replaced the  
accounting system with a new one. World Vision keeps the  following records. 

Erpense vouchers f o r  each of the four accounts. 
Project Cash Journal ( fo r  each account). 
Bank reconciliations. 
Monthly Financial Reports ( t h i s  book s t a t e s  a l l  f igures  i n  
dol lars ,  consolidates a l l  banka accounts, and notes exchange 
r a t e  fluctuations). 
Petty Cash Book. . ,. 

. . . .  Journal Ritrg (which makes amendments, corrections,  o r  . . . . , ,..:. 

. . .  ... ,'i% : , , j u s t i f i e s  outstanding advance?). . , . .  . . . . . . . .  , 
* . , . . a ,  . . . . .  
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Four bank accounts were ee tab l i shed  by the  p r o j e c t  z 1) Lubumbashi Local 
Currency Account, 2) Lubumbaehi U.S. Dol iar  Account, 3 )  Johannesburg Band 
Account, and 4 )  Johannesburg U.S. Dollar  Account. The f i r s t  account supports  
l o c a l  operet in6 expenditurea vhich average Z 10,OW a month. The Lubumbashi 
d o l l a r  account is  used t o  pay l o c a l  d o l l a r  expenditures ,  such as t h e  o f f i c e  
ren t .  The two South African accounts a r e  maintained t o  pay f o r  f u e l ,  
vehic les ,  and etipenda f o r  WVI employees. 

The program accounts a r e  complicated given t h e  f i n a n c i a l  arrangement with 
Swift  R p o r t a ,  t h e  UVI loan, and t h e . f o u r  eepa ra t e  bank accounts. Simple 
c ros s  check8 were made by the  e v ~ l u a t i o n  team t h a t  i n d i c a t e  t h e  books a r e  
accura te  and up-to date .  The eva lua t ion  team, however, is not  q u a l i f i e d  t o  
s t a t e  t h a t  program f inanc ia l  mat te rs  a r e  i n  order .  World Vision audi ted  t h e  
program i n  Apri l  1985; USAID is planning t o  a u d i t  t h e  program through a l o c a l  
CPA firm i n  September 1 9 8 5  Please r e f e r  t o  those a u d i t  r e p o r t s  f o r  d e t a i l e d  
f i n a n c i a l  information. 

Phase-Out S t r a t e q ,  

There a r e  two r a i l  c a r s  car ry ing  over  85 tons  of g r a i n  c u r r e n t l y  en  route  
t o  Lubumbashi. This represents  t h e  l a s t  of t h e  Shaba T i t l e  I1 gra in .  k a r t  of  
t h e  g ra in  w i l l  be so ld  t o  Tarica . h e r e s  t o  cover remaining m i l l i n g  and bagging 
fees.  The r e s t  of  t he  g ra in  w i l l  be mi l led ,  bagged, and d i s t r i b u t e d  by Tarica 
Freres  t o  var ious  d i s t r i b u t i o n  cen te r s  before  September. 

World Vision had o r i g i n a l l y  intended t o  d i o t r i b u t e  a l l  t h e  corn by June 
1984; however, a t  t h e  end o f ' ~ u l y ,  900 MT of  corn f l o u r  remained. The 
schedule s l ipped because t h e  m i l l e r  had given o t h e r  customers p r i o r i t y ,  
neglec t ing  the  World Vision corn. This problem was resolved wi th  the  he lp  of  
t h e  Consul General; the  m i l l e r  has given World Vision's corn t o p  p r i o r i t y  
u n t i l  a l l  s h a l l  have been milled. 

The doctor ,  nutritionist, and t h e  Peace Corps vo lun tee r  w i l l  terminate  
t h e i r  con t r ac t s  a t  the  end o f  July. The Za i r i an  s t a f f  w i l l  be paid unti '  t he  
o f f i c i a l  PACD, September 30, 1985. !Che l o & i s t i c s  o f f i c e r  w i l l  leave f o r  
Cal i fornia  i n  August t o  debr ie f  t h e  UVI d i r e c t o r .  W V I  w i l l  send a n  accountant 
t o  Lubumbaahi i n  August t o  c lose  out  t h e  program books. The World Vision 
Chief of Party w i l l  submit unused program funds t o  t h e  USAID/Kinshasa 
c o n t r o l l e r  (estimated now t o  be nea r  Z 6 mi l l i on )  i n  mid-September. This w i l l  
mark the  end of  t h e  program. 

World Vision kept  inventor ies  on p r o j e c t  a s s e t s  and t h e  f u e l  depot. 
World Vision has prepared a proposed d i s p o s i t i o n  list f o r  t h e  program a s s e t s .  
The list, signed by the  the  Consul General i n  Lubumbashi and World Vision 
Chief of Party,  awaits the  USAID Di rec to r ' s  approval.  World Vision purchased 
f u e l  from South Afr ica  and kept t he  b a r r e l s  i n  t h e  Lubumbashi Methodist 
depot. Spot checks and record keeping proved t h a t  t h i s  system was r e l i a b l e ;  
t he re  were no l o s s e s  o r  t he f t s .  



I V  ACCOUNT OF SHAM TITLE I1 CORN 

The following t a b l e  p re sen t s  t h e  t o t a l  amount o f  corn received a t  Port  
E l i s abe th  p e r  b i l l  of lad ing  and accounts f o r  t he  quan t i t y  of corn 
d i s t r i b u t e d ,  en route ,  s o l d ,  and l o s t .  

TABLE V 
ACCOUNT OF SHABA TITLE I1 mRGENCY GRAIN 

Item - 
A. Corn Received i n  Port  

E l i s abe th  (per  B/L) 

B. U t i l i z a t i o n  of Corn 

... Front-end Losses ... S a l e s  .. .Free Dis t r ibu t ion  ... To be d i s t r i b u t e d  ... En route  ... Discrepancy* 
TOTAL 

C. Variance between A and B 

Kilograms 

89725.310 

*There i s  a discrepancy of 76,040 k i l o s  (.87%) due t o  t h e  SNCZ p r a c t i c e  
o f  rounding off 100-pound bags t o  45 k i l o e ;  one hundred pounds equals  45.45 
kilograms. Also the corn  sacks o f t e n  weighed more than  100 pounds. World 
Vision has exac t  weights from t h e  So3ith African p o r t  a u t h o r i t i e s .  

A. RECEIVING 

1. Port  E l i s abe th  
- 

Daniel F. Young, an American f r e i g h t  forwarder, supervised t h e  t r anspor t  
of t h e  Title I1 corn from Wisconsin t o  South Africa.  The corn was shipped on 
fou r  ves se l s ,  a s  shown below. 



T A B U  V I  
ARRIVAL OF TIYLE I1 CORN 

I N  PORT ELISABETH 

Vessel 

MV Regina 

Arr iva l  Date i n  Port 
E l i sabe th  

19  August 1984 
(on schedule)  

MV Columbia Glory 7 October 1984 
(on schedule)  

Thalass in i  Mana 21 February 1985 
(two months l a t e )  

Wendy 18 March 1985 
(two months l a t e )  

TOTAL CORN RECEIVED I N  
PORT ELISABETH PER BILL OF LADING 

Kilograms o f  
Corn Unloaded 

A t  the  U.S. po r t  of departure and South African por t  o f  en t ry  a Grain 
Inspec t i o n  C e r t i f i c a t e  analyzing the  Moisture Content (MC) , Broken Corn and 
Foreign Mater ial  (BcFM) , t h e  Heat Damaged. Kernels (HDK) and the  Grade was 
issued by t h e  por t  a u t h o r i t i e s -  A t  t he  point  of departure i n  t h e  United 
S ta t e s ,  t h e  ~ i t l e  I1 corn was assessed a t  Gzade 2. !be corn aboard the  first 
two sh ips  was assessed a t  Grade 3; the  corn aboard the  Thalass in i  Kana and 
Wendy was assessed a t  Grade 5. The difference i n  grades was a t t r i b u t e d  t o  t h e  
h e a t  and humidity aboard t h e  s h i p  and t o  South Africa 's  s t r i c t e r  grading 
atandardc. 

2. Tarica Freres  , Lubumbaehi 

Swift  Exports, a f r e i g h t  forwarder based i n  Johannesburg, was cont rac ted  
by World Vision t o  supervise overland t ranspor ta t ion  o f  t h e  corn from Port  
E l i s abe th  t o  Lubumbaahi. The f i r a t  shipmeat was detained i n  t he  po r t  because 
of a r a i l  embargo on Zambia and Zaire  (see Program History, Sec t ion  11). The 
corn was loaded i n t o  warehouses maintained by t h e  po r t  t o  await  r e so lu t ion  of  
t h e  embargo. 

In mid-September, with no r e so lu t ion  i n  s i g h t ,  AID/W author ized  t h e  

At  

a d d i t i o n a l  expenae o f  t ranspor t ing  500 HT (1/5 o f  the  f i r e t  shipment) 
k' f 
IIC 

. > , p a r t i a l l y  by road t o  ~ubumbashi5. The corn waa s e a t  by ra i l  t o  Harare where 
ALP, , , .. .A 

:>& . * i t&wae. loaded  on t rucks bound f o r  Zaire. Sixteen t r a c t o r - t r a i l e r  r i g s  
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Each country, through which t h e  corn passed, iosued a L e t t e r  o f  Transport 
i den t i fy ing  t h e  quant i ty  o f  corn i n  each ra i l  car .  AGETRAF was cont rac ted  by 
World llieion t o  expedite t he  corn through cuetoms a t  Sakania on t h e  
Zaire/lZambian border where t h e  corn wae a l e o  inepected by "Societe d e  Chemins 
de  Fer  Zaire"  (SNCZ). The r a i l r o a d  company t h e n  assumed r e e p o n s i b i l i t y  f o r  
t h e  cargo t ranspor t .  Upon cuetome c learance  Off ice  des  Douanes e t  Accises 
(OFIDA), issued an exoneration document and t h e  corn was del ivered t o  Tar ica  
Freree. A wpreeen ta t ive  from t h e  m i l l ,  Of f ice  Zai ro ie  de Controle (OZAC) and 
World Vieion were preeent t o  count t h e  corn eacks a s  they were off-loaded from 
t h e  t r a i n .  OZAC inspected the  corn' f o r  q u a l i t y  and quant i ty  con t ro l .  

World Vision received t h e  o r i g i n a l  b i l l s  of l ad ing  from Swift Ekports i n  
advance 80 that the  corn could be c leared  and claimed by World Vision 
immediately a f t e r  the  corn had a r r ived .  From the  information on t h e  b i l l  of  
lad ing ,  World Vision prepared a "Cours de Route", i den t i fy ing  the  c a r  numbers 
o r  t he  l i c e n s e  p l a t e s  of t he  t rucks.  Copies of  t h i s  document were s e n t  t o  a l l  
p a r t i e s  concerned: OZAC, OPIDA, SNCZ, and Tar ica  Freres .  Thus, the  agencies  
were forewarned of projected a r r i v a l  da t e s  f o r  t h e  corn. 

B. Loss - 
Before the  program began World Vision est imated t h a t  corn l o s s  would be 

15% of the  t o t a l  corn shipped from the  United S ta t e s .  Loss was divided i n t o  
th ree  ca tegor ies :  front-end, mi l l i ng ,  and d i s t r i b u t i o n .  The a c t u a l  t o t a l  l o s s  
was l e s s  than what had been pro jec ted ,  a s  shown below. 

Descript ion df  
Loss 

Front-end Zossee 
Di s t r ibu t ion  lo s ses  
Mil l ing l o s s e s  

TAGLE V I I  
TOTAL LOSS OF SHABA TITLE I1 CORN 

Amount of  Corn 
Lost i n  kilograms 

TOTAL X S S  OF TITLE I1 CORN 563, 550 

1. Front-end Lose 

Front-end l o s s  is l o s s  incur red  from when t h e  commodity was purchased 
t o  when i t  reaches 2 t s  f i n a l  des t ina t ion .  It inc ludes  spoi lage  o r  t h e f t  
aboard the  sh ip ,  In the  por t ,  o r  during overland t ranspor ta t ion .  To ta l  
front-end 1'08s was 3-15 of t h e  corn received i n  South Africa,  as shown below. 
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TABLE VIII 
FRORT-END LOSS 

Known Lose Lose o f  50 kilogram Loss i n  Kilograms 

a. Missing o r  landed empty a t  251 ' 11,295 
Port E l i sabe th  . . 

b. Water-damaged on a r r i v a l  a t  
Port E l i sabe th  

c. Water-damaged a t  Port 
El isabeth per  survey 

d. Water-damaged on a r r i v a l  1,625 
a t  Lubumbashi 

e .  Missing on a r r i v a l  a t  
Lubumbashi and presumed 
stolen.  

% 

TOTAL FRONT-END LOSS 5,990 269,550 

TAUE I X  
FRONT-END LOSS OVER TOTAL CORN RECEIVED 

.- 

A. Front-end Loss 269,550 kilograms 

B. Total Coin Received i n  South Africa 

C -  Percent Lost of Total  Corn 
Received 

8,725,310 kilograms 

Water damage accounted f o r  most o f ' t h e  front-end l o s s .  The l a r g e s t  
t h e f t  occurred when corn from t h e  second v e s s e l  had t o  be loaded i n t o  open 
ra i l  ca r s  because closed care  were unavailable.  The c a r s  were covered wi th  
t a rpau l in s  which made i t  easy t o  s t e a l  t h e  corn on t h e  way t n  Lubumbeshi. 

2. Dis t r ibu t ion  Loss 

D i s t r ibu t ion  l o s s  inc ludes  any l o s s  from when t h e  commodity l eaves  
the  m i l l  t o  when i t  reaches t h e  d i s t r i b u t i o n  s i t e .  World Vision r e p o r t s  
d i s t r i b u t i o n  l o s s  as below 1%.  h he a c t u a l  percentage is h ighe r  because o f  
UNHCR's i n i t i a l l y  remisa monitoring system). 

r1 



TABLE X 
DISTRIBUTION LOSS OVER TOTAL CORN DISTRIBUTED 

A. Die t r ibu t ion  Loss 

B. Total  Corn Distr ibuted 

C. Percentage Lost 

42,000 kilograms 

4,197,870 kilograms 

,010 % 

The low l o s s  is  a r e s u l t  o f  World Vision's s t r i c t  c o n t r o l s  and 
e f f e c t i v e  monitoring of  t h e  d i s t r i b u t i o n  compcnent. The only known 
d i s t r i b u t i o n  l o s s  was when a r a i l  c a r  t ranspor t ing  the  T i t l e  I1 food broke 
down. The s e a l  on t h e  c a r  was c u t  t o  t r a n s f e r  t h e  corn t o  another  c a r ;  i n  t h e  
process ,  81 bags (of 600) were s t o l e n .  - 

NOTE: Di s t r ibu t ion  l o s s  was subt rac ted  from the  d i s t r i b u t i o n  component and 
the re fo re  does not appear i n  Table V. - 

3. Mil l ing Losses 

World Vision cont rac ted  Tar ica  Freres  t o  s t o r e ,  m i l l ,  and bag 4200 MT 
of corn. T3 s impl i fy  accounting procedares,  an o v e r a l l  6% m i l l i n g  l o s s  was 
agreed upon by Jacques Tarica,  World Vision, and t h e  ConsulGeneral.  The corn 
bags were counted a s  they were off-loaded from t h e  t ra ins ; '  t h i s  number was 
mul t ip l ied  by 45 kilograms t o  determine t o t a l  weight of t he  corn. (Whole 
ke rne l  corn was shipped i n  45 kilogram bags). Tarica agreed t o  provide 94% of 
t h i s  weight i n  f l ou r .  World Vision i n i t i a l l y  believed t h a t  6% was too  high 
but conceded once Tarica pointed o u t  t h a t  corn grade was no t  a s  high a s  
promised. 

World Vision a l s o  i n i t i a l l y  objected t o  Tar ica ' s  accounting 
procedures, reques t ing  Tarica t o  u se  South Afr ica ' s  accura te  weight measures 
ins tead  of  the  number of sacks, t o  determine t h e  quan t i t y  o f  corn. With t h e  
h e l p  of  t h e  Consul General a compromise was reached: The number o f  sacks  
would be used t o  detennine t h e  weight,  however, Tarica would count t h e  837 
t o r n  sacks a s  whole sacks. 

4. C l a i m s  

Claims a g a i n s t  po r t  and ocean c a r r i e r s  a r e  f i l e d  through t h e  
Commodity Credi t  Corporation (CCC) of  t h e  USDA. One claim has  been s e t t l e d .  
The se t t lement ,  $125, was mistakenly deposited i n  a World Vision account by 
t h e  CCC, when i t  should have been deposi ted i n  t h e  U.S. t reasury .  World 
Vision is now tak ing  s t e p s  t o  c o r r e c t  t h e  e r ror .  

To f i l e  c laims f o r  over land . loss ,  World Vision must r ece ive  o f f i c i a l  
L.,u i tallies from 0ZAC.for each rail c a r  unloaded i n  Lubumbashi. OZAC is slow. It  
&? 

&;:*, . : .. . . . I  wae not  u n t i l  Ju ly  1985, t h a t  t a l l i e s  s t a t i n g  l o s s  f o r  t h e  corn shipped i n  
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World Vision i s  respons ib le  f o r  taking f u r t h e r  c laims c c t i o n s  and 
fol lowing up a l l  outs tanding claims. Before h i s  departure t h e  Chief o f  P a r t y  
w i l l  provide USAID/Kinshasa copies  of  outatanding claims. These copies  w i l l  
supply  needed information i n  case  follow-up a c t i o n  i e  required.  

C. Sales  

The Transfer Authorization permitted World Vision t o  s e l l  up t o  4500 
me t r i c  tons of  T i t l e  I1 grain.   onet ti zing a por t ion  of T i t l e  I1 food t o  
f inance  the  f r e e  d i s t r i b u t i o n  o f  another  port ion,  was a novel idea.  Normally, 
T i t l e  I1 regula t ions  do no t  envisage the  s a l e  o f  T i t l e  I1 commodities. 

Tarica Freres  agreed t o  purchase a l l  of t h e  corn designated f o r  
d i s t r i b u t i o n  a t  a below-market pr ice .  The p r i c e  was s e t  a t  Z 710 p e r  50 k i l o  
s ack  of corn f l o u r  by World Vision, Tarica Freres ,  and the  Consul General. 
(This  includes the  Z 180 m i l l i n g  fee.)  The pr ice  f o r  a sack of  f l o u r  a t  t h i s  
time was Z 800. 

When the T i t l e  I1 corn f i n a l l y  a r r ived  i n  Lubumbaehi t he  market p r i c e  . f o r  corn had dropped t o  Z 400. Southern Africa had recovered from t h e  
drought,  and white,  high q u a l i t y  corn was being exported i l l e g a l l y  from 
Zambia- The Zambian government i n t e r d i c t s  corn export but custom c o n t r o l s  a r e  
weak. Zambia subs id izes  its corn, therefore  many merchants s e l l  Zambian corn 
i n  Shaba where'they can r e a d i l r  ob ta in  a higher  pr ice.  

Tarica Freres ,  bound by con t r ac t  t o  pay World Vision Z 710 p e r  sack  
o f  corn f l o u r ,  had many d i f f i c u l t i e s  f ind ing  buyers t o  purchase t h e  yel low 
( l e s s  prefer red)  corn a t  the  high pr ice.  Also a t  t h a t  time t h e r e  were 
l i q u i d i t y  problems i n  Lubumbashi; t he  few buyers t h a t  Tarica found could n o t  
pay cash. Because of  these  circum'stances, World Vision began t o  look f o r  
o t h e r  buyers. UNHCR and Sodimiza were found. The quant i ty  of  corn they  
purchased and the  p r i ce  they paid a r e  l i s t e d  below. 

TABLE X I  
CORN SALES TO UrJHCR AND SODIMIZA 

Buyer Kilograms 50 k i l o  sacks P r o f i t  Total 
- Purchased Purchased per  sack* Income 

UNHCR 822,000 16,440 430 Z 7,069.200 Z 

Sodimiza 

." . ,. , . * 'Profit p e r  sack  is t h e  pr ice  p e r  sack  (2 610-2 600) minus t h e  

. -2180 . + m i l l i n g  fee. . . 
.=,+.., . . , ,,,. *. -. . .- . -!The corn so ld  t o  Sodimiza was bagged i n  60 kilogram sacks ;  a11 
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During t h i s  nego t i a t i on  period t h e r e  was an unfor tuna te  l a c k  of  
communication between Yorld Vision and Tarica F'reres; comequently Tar ica  
oversold Yorld Vision's corn bg 30,000 eecks. The e r r o r  was somewhat 
a l l e v i a t e d  when Sodimiza cancel led p a r t  of  its o r i g i n a l  order.  To provide t h e  
remainder of t he  corn, Vorld Vision purchased 17,366 sacks of f l o u r  from 
Tarica Freres  a t  a pr ice  of Z 418/sack. ( % i s  p r i c e  did no t  i nc lude  t h e  
mi l l i ng  fee.)  It was more advantageous f o r  World Vision t o  buy t h e  corn than 
t o  have the  miller simply rep lace  what was oversold because UNHCR and Sodimiza 
agreed t o  pay higher  pr ices  than Ta r i ca ' s  cur ren t  p r i ce  (418). Vorld Viaion 
stil l  suf fered  a loss ,  however. 

Because market p r i c e s  had dropped, World Vision was forced t o  
accept  a lower pr ice  from UNHCR (2 430) and Sodimiza ( 2  420) t h w  Tar i ca ' s  
o r i g h a l  p r i c e  (Z  530). ( ~ h e e e  f igu rea  represent  p r o f i t  pe r  sack. ) The 
Consul General convinced Tarica t o  absorb some of  t h i s  l o s s  because, i f  Tar ica  
had paid promptly, o ther  buyers would n o t  have been needed. Thus t h e  l o s e  
t h a t  was suffered from negot ia t ing  wi th  o t h e r  c l i e n t s ,  3.8 mi l l i on ,  was s p l i t  
evenly between Tarica Freres and World Vision. The program's income from 
Tarica Freree i s  the  amount Tarica purchased from World Vision, minus the  
amount World Vision purchased from Tar ica ,  a s  shown below. 

Tarica 
R e r e s  
purchase 

TABLE X I 1  
TOTAL INCOME FROM CORN SALES 

Amountof NO. o f  P ro f i t *  Total  
Corn i n  Sacks per sack P r o f i t  
Kilograms 

mo 
purchase back 
from Tar ica  868,320 17,366 . 418.2 7,262.316 

Tota l  Tarica F'reres 2,407,080 48,142 27,456 , 924 

Tota l  UNHCR and 
Sodimiza 1 , 438,520 26,712 

TOTAL CORN SALES 3,845 600 74,854 

*Prof i t  pe r  sack  equals p r i ce  pe r  sack  minus Z 180 mi l l i ng  fee .  



Note: m e  f i n a l  f igure  i n  column I does not  match the s a l e s  f i g u r e  i n  
Table V. The discrepancy is  a r e e u l t  mixing projected e a l e e  
f igure8 with what was a c t u a l  so ld  and paid for .  Theee f i g u r e s  
w i l l  be more exact  i n  t h e  September 1985 aud i t  repor t .  

Tarica financed the  overland t ranspor t  f o r  the  corn i n  Zaire.  
Tarica then invoiced Vorld Vieion f o r  this payment. Tarica a l s o  
handled i n t e r i o r  d i s t r ibu t ion  by rail f o r  the  corn f lour .  Over 5@ of 
the corn was d is t r ibuted  by r a i l .  ri)arica charged 2180 pe r  sack f o r  
mil l ing,  s to r ing ,  and bagging the  T i t l e  I1 corn. This was authorieed 
i n  the Transfer Agreement. Tarica a l s o  paid AGETRAF f o r  c l ea r ing  t h e  
T i t l e  I1 colp through cuetoms. The fees  f o r  these services  a r e  shown 
below. 

TABLE X I 1 1  
PROGRAM DEBT TO TARICA FREBES 

Service Fee 

v ail t ransport /corn 6 , 203,238 
Rail t ransport/f lou r  1,033,145 
Milling, Storage costa 13,076,100 
Customs Clearance cos ts  606,531 

TOTAL DEBT OWED TO TARICA 2209 919,014 

Tarica ,deducted these fee8 from the  debt  he owed World Vision 
f o r  c a m  purchases. A t  present Tarica owes World Vision Z 4.5 
million. These funds w i l l  cover mi l l ing  and bagg iw c o s t s  o f  t h e  
remaining corn. 

Tarica bought cot ton sacks from Solbena t o  bag the corn f lour .  
The pr ice  o f  the  sacks waa included i n  t h e  2180 mi l l ing  fee. World 
Vision d i s t r ibu ted  the  sacks t o  program par tners  f o r  h o s p i t a l  bed l i n e n  
and c lo thes  f o r  poor. World Vieion a l s o  gave the  synthet ic  sacke used 
t o  hold the  corn g ra in  t o  program partners .  These sacka were used 
primari ly f o r  commercial purposes (1.e t o  bag a g r i c u l t u r a l  produce) 
If the program had required add i t iona l  funds t o  f inance the  f r e e  
d i s t r i b u t i o n ,  World Viaion could have sold the  sacks wholesale. The 
market p r i ce  is Z 5 f o r  the synthet ic  sacks. 



D. FREE DISTRIBUTION 

1. Program Partners 

The Wansfer Authorization signed by World Vision required t h a t  a minimum 
of 4200 HT of corn be d i s t r ibu ted  g ra t i s .  By July,  World Vision had 
d i s t r ibu ted  3,096.85 tons of  corn f l o u r  (3,282.661 MT of corn grain)  t o  the 
needy via  re l ig ious  and in te rna t iona l  organizations. The l a r g e s t  d i s t r i b u t o r s  
o r  program partners  included the Catholic Church, the  Methodist Church, and 
the  United Nations High Commissioner' f o r  Refugeee (uNHcR) . These 
intermediaries  a l l  have an in f ras t ruc tu re  serving a l a rge  population a t  the 
pa r i sh  o r  v i l l a g e  l e v e l *  The quanti ty of f l o u r  a l l o t t e d  to  each organization 
appears below. 

Par tner  

Methodist 
Catholic 
UNHCR 

TABLE X I V  
C3Hi FLOUR DISTRIBUTED TO PROGRAM PARTNERS 

Dist r ibut ion  Amount of  Beneficiaries 
Centers corn f l o u r  (~pproxima t e )  

(kilograms) 

The Catholic Church has concentrated i ts d i s t r i b u t i o n  i n  Lubumbaahi, 
Kipushi, Kienge, and eas te rn  Shaba. The Methodist Church, which a l s o  
d i s t r i b u t e s  t o  severa l  independent churches such a s  the  Anglicans, Garexqanze, 
and the  Seventh Day Adventists, has d i s t r i b u t i o n  cen te r s  sca t tered  throughout 
r u r a l  Shaba a s  wel l  a s  i n  Lubumbashi and Likasi.  UNHCR is 8 e t t i n g . u ~  three 
permanent camps i n  the  DilolofKisenge a rea  f o r  60,000 Angolan refugees. 

The Title I1 corn was expedited t o  more than 140 d i s t r ibu t ion  centers.  
Nineteen hosp i t a l s ,  35 dispensaries,  and 27 boarding schools cons t i tu te  some 
of these centers .  F i f t y  Catholic parishes a l s o  received f lour.  Other 
d i s t r i b u t i o n  centers  include homes f o r  the  handicapped, n u t r i t i o n a l  programs, 
and o ther  s o c i a l  centers.  

To determine the  need at each d i s t r i b u t i o n  c e n t e r  World Vision made 
on-s i te  inspections. Local o f f i c i a l s  a t  the  d i s t r i b u t i o n  centers  decided who 
the  benef ic iar ies  would be and the  quanti ty o f  corn  f l o u r  each would receive. 
The average r a t i o n  per  beneficiary was th ree  k i l o s  pe r  month, although t h i s  
varied according t o  individual  need. The maximum quant i ty  allowed t o  any 

i b e n e f i c i a q  was 15 ki los .  Most of tho corn was ea ten  by the  rec ip ients ,  . except i n  Dilolo a rea  where the refugees, who a r e  accustomed t o  ea t ing  
C" 

f, cassava, o f t en  sold  t h e i r  c o r n .  
&,, ' .  
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2. Expedition 

:. , A l l  o f  t h e  T i t l e  11 emergency g r a i n  was t ranspor ted  d i r e c t l y  t o  Tarica 
Freres ,  one o f  t h e  l a r g e r  corn mills i n  Lubumbashi. Each month World Vision 
provided a echedule f o r  t he  f l o u r  i t  would need. ! 0e  schedule explained who 
would rece ive  t h e  f l o u r  and how much. Fifty.-seven percent  of  t he  corn f l o u r  
was t ranspor ted  by r a i l  t o  Mlo lo ,  Kaeaji ,  L ikas i ,  Luena, Kamina, and Songa. 

World Vieion purchased f o u r  8-ton t rucks  t o  t r anepor t  t h e  corn from t h e  
r a i lhead  t o  t h e  d h t r i b u t i o n  c e n t e r  and t o  c e n t e r s  which were too far  t o  
eexvice by rail .  Also e igh t  smal le r  t rucks  were purchased t o  a s s i s t  l o c a l  
d i s t r i b u t i o n s  and t o  enable World Vision s t a f f  t o  monitor d i s t r i b u t i o n .  Four 
new Chevrolet 8-ton trucks (donated by USAID) a r r ived  the  last  week i n  June t o  
he lp  f i n i s h  t h e  f i n a l  d i s t r i b u t i o n  phase. S ix  o f  t he  8-ton t rucks  a r e  
s t a t i oned  i n  Lubumbashi. O f  t he se ,  f o u r  a r e  used by t h e  Cathal ice;  two a r e  
used by t h e  Methodists. The Methodists, a l s o ,  use two 8-ton t rucks  i n  Kapanga 
and Luena. 

- 
The program f inances a l l  d i s t r i b u t i o n  cos t s .  When World Vision vehic les  

a r e  unavai lab le ,  program par tners  use t h e i r  own vehic les  and submit r e c e i p t s  
t o  World Vision f o r  reimbursement. 

% 

3. Control 

a. From t h e  M i l l  t o  the Di s t r ibu t ion  Center 

Tarica F'reres secures  t h e  r a i l  c a r  ca r ry ing  the  corn by welding and 
sea l ing  t h e  c a r  .dwur closed. Only an o f f i c i a l  from t h e  d i s t r i b u t i o n  cen te r  i s  
allowed t o  break the  sea l .  A L e t t e r  of  Transport i s  s e n t  with the  c a r  and 
copied t o  World Vision, documenting t h e  day the  c a r  l e f t  t h e  m i l l ,  t h e  
consigner,  t he  quan t i t y  of sacks,  and the  c a r  and s e a l  numbers. 

Program p a r t n e r s  d i s t r i b u t i n g  corn by t ruck  present  a voucher signed by 
World Vision i n  t r i p l i c a t e  t o  Tarica E'reres. When Tarica r e l e a s e s  t h e  f l o u r ,  
a copy of t h e  voucher is sen t  t o  World Vision. Tarica keeps the  t h i r d  copy. 
The voucher expla ins  how much f l o u r  was re leased ,  t o  whom, and on what date .  
The corn f l o u r  i a  s e n t  t o ' t h e  d i s t r i b u t i o n  cen t r e  where it is  unloaded under 
t h e  superv is ion  of  l o c a l  o f f i c i a l s .  

A l l  d i s t r i b u t i o n  i s  monitored through t h e  use of  two-way r ad ios  and 
monthly r epo r t s .  World Vision informs program pa r tne r s  i n  advance o f  
projected a r r i v a l  d a t e s  f o r  t he  corn by radio.  Each d i s t r i b u t i o n  c e n t e r  must 
submit a monthly r epo r t  t o  World Vision i n d i c a t i n g  how much corn i t  received,  
when, and i n  what condition. 

It 
of  corn 

From the  Dis t r ibu t ion  Center t o  t he  

is d i f f i c u l t  t o  monitor d i s t r i b u t i o n  
f l o u r  a r e  open and because t h e r e  a r e  

Beneficiary 

a t  t h i s  l e v e l  because t h e  sacks  
over  165,000 r ec ip i en t s .  



To ensure that apprcpr la te  people a re  receiving the  corn f l o u r ,  World 
Vision does spot  checks a t  t h e  d i s t r i b u t i o n  centers .  The cen te re  have a l ist  
with the  benef ic ia r ies '  namee and e lgna turea  (usua l ly  a thumbprint) i n d i c a t i n g  
t h e t  they have reccived the c o r ~  Names a r e  randomly se l ec t ed  from t h e  l i s t  
and the World Vision s t a f f  membar v e r i f i e e  yhether  t h e  bene f i c i a ry  e x i s t s  and 
whether he o r  she qua l i f f sd  l o r  t h e  program. 

Overall ,  World Vision has  laudably  monitored t h e  f r e e  d i s t r i b u t i o n  
component of  t h e  T i t l e  I1 corn. The Cathol ic  and Methodiet churchee a l s o  
played a l a rge  monitoring ro le .  The$ chose reeponeible church o f f i c i a l s  t o  
select bene f i c i a r i e s  and t o  overeee d i s t r i b u t i o n  a t  t h e  centera .  When a 
cen te r  wee diahovered t o  be improperly d i e t r i b u t i n g  t h e  corn f l o u r  i t s  monthly 
quota was cut .  

UNHCR d i s t r i bu ted  and monitored i ts own corn f l o u r .  Because o f  UNHCR'B 
inadequate.administrative and l o g i s t i c a l  support (i .e.  no permanent supe rv i so r  
i n  M l o l o ,  i n s u f f i c i e n t  number of  veh ic l aa ,  e t c .  ) t h e  most s e r i o u s  monitoring 
problems i n  the Shaba T i t l e  I1 program developed i n  t he  refugee a rea .  

I n i t i a l l y  UMICR was d i e t r i b u t i n g  food t o  refugees i n  32 v i l l a g e s .  
Refugees were required t o  preeent t h e i r  cards t o  rece ive  t h e  food. Rumors, 
descr ibing how i t  was posaible  f o r  hundreds of  Za i r ians  t o  p u r c h a ~ e  these  
cards and i l l e g a l l y  receiving hand-outs, were rampant i n  t h e  M l o l o  a rea .  

In  March, World Vision placed a Peace Corps Volunteer i n  Di lo lo  t o  
monitor the T i t l e  I1 corn. A t  t h a t  t ime UNHCR a l s o  s t a r t e d  implementing 
s t r i c t e r  controls .  F i r s t ,  food d i s t r i bu t ioa+as  ha l ted  everywhere except i n  
t h ree  refugee camps eetabl$shed away from the border. Second, a UNHCR s t a f f  
member was placed permanently i n  t he  refugee a rea .  And, t h i r d ,  UNHCR demanded 
t h a t  the  Zai r ian  government implement e t r i c t e r  cont ro l8  on i s au ing  i d e n t i f y  
cards. UNHCR has recent ly  cont rac ted  Canadian Universi ty  Serv ices  t o  
implement i t s  Shaba program. Four of t h e  f i v e  e x p a t r i a t e s  on t h e  CUS team 
a r e  posted ou* i n  t h e  refugee area. Heace t h e  monitoring problem w i l l  be 
somewhat a l l ev i a t ed .  



V. LESSONS IJXRHED 

1. The ea l ee  o f  Title 11 commoditiee t o  f i nance  program implementation 
was an experiment t h a t  would have worked well had t h e  corn a r r i v e d  on 
schedule. But, by t h e  time t h e  corn a r r i v e d ,  t h e  a r e a  had recovered from t h e  
drought,  and l o c a l  corn was inundat ing t h e  markets. !berefore i t  became 
d i f f i c u l t  t o  l o c a t e  buyers who would pay cash f o r  t h e  more expeneive, l e a s  
prefer red  T i t l e  I1 food. This caused eer ioue  problem8 f o r  World Vision i n  
e t a r t i n g  t h e  short-term f r e e  d i s t r i b u t i o n  component. In fu tu re  programs, 
u s ing  t h i s  format,  t h e  PVO implementing t h e  p r o j e c t  should be guaranteed 
adequate f inancing u n t i l  program-generated f inances  become ava i l ab l e .  

2. llhe 1983 food c r i s i s  demonstrates Shaba'a dependency on Zambia's 
i l l e g a l  export of  corn. Becauee of Zambian eubaid ies ,  merchants can s e l l  
t h e i r  corn i n  Zai re  a t  below-market pr ices .  A t  p resent  t he  corn i s  coming 
a c r o s s  t h e  border  by t h e  truckloads. If t h e  subs idy  were e l imina ted ,  
augmenting the  Zambian corn p r i ce ,  o r  another  drought occurred, t he  corn 
export  would cease and Shaba could s u f f e r  another  s e r i o u s  food shortage.  

3. The d i s t ance  between Kinshasa and Lubumbashi causes d i f f i c u l t i e s  f o r  
e f f e c t i v e  program management. Unfeigned e f f o r t s  from both p a r t i e s ,  
USAID/Kinshasa and t h e  implementing agency, a r e  requi red  f o r  good 
communication. The problem w i l l  be somewhat a l l e v i a t e d  i n  t he  f u t u r e  a s  USAIlj 
has  r ecen t ly  i n e t a l l e d  an o f f i c e  i n  Lubumbashi. 



1. In t h i s  paper World Vision International refers  to the organization's 
headquartere; World Vieion o r  World Vieion Lubuabaehi refere t o  the Shaba team. 

2. Refer t o  D r .  Holland'e reports i n  the program f i l e s  fo r  more information. 

3. Refer t o  Me. Faria'  report i n  World Vision's mird Quarter Report. 

4. See Transfer Authorization. 

5. See World Vision N r a t  Quarterly Report. 




