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EXECUTIVE SUMMARY

The current situaticin in Mozambique is an anomaly. On the
one hand, its rapid execution of and initial successes with an
Economic Rehabilitation Program are fast turning it into a
favored example of the International Monetary Fund. On the other
hand, over 2.2 million Mozambicans are affected by severe
shortages ©¢f food and other items essential to their survival,
and a further !.,] have been displaced from their homes due to a
continuing cycle of drought, floods, and an active and widespread
war of destabilizaticn. It is thus currently one of Africa’s
more promising successes ¢r major disasters, depending on one's
point of view,

The U.S.-based non-governmental organization CARE Interna-
ticnal has worked in Mozambique since 1984, assisting in the
creation of a Logistlics Suppert Unit (LSU) within the governmen-
tal Department of the Prevention and Combat of Natural Calamities
{DPCCN) . The mancdate of the LSU is to manage and transport
emergency food and non-food commodities throughout the nation tc
at-risk populations. CARE’s work has been supported since 1984
by a series ¢f grants totalling approximately U.$.% 9 million
from A.I.D.’'s Offices of Foreign Disaster Assistance {(OFDA) and
rood For FPeace (FFP)}. Prior to providing additional funding,
these offices <cntracted for this Evaluation of CARE’s perfor-
mance 1o date.

The Evaliuation assesses the Grant activities within both
spneres of interest to A.I.D., i.e. the emergency situation and
the overall economic environment. It thus analyzes CARE;s
performance in terms of overall effectiveness in meeting humani-
tarian objecrtives as weli as efficiencies which have and have no:
been opbtalned in terms of creating a Mozambican disaster pre-
paredness institution that can be sustained over time. it
oncludes that CARE has made & strong contributicon to development
f an effective and well-equipped Mozambican disaster reilief
T
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ructure, of which tne LSU 1s but one part. CARE’s careful
tention to a system’'s approach to the needs will have a very
high payoff 1n the medium and long term. CARE has Dbeen less
concerned with efficiencies of the cperaticon in the short ter
given the massive needs. As CARE has done well 1n establishing
an effective system, so 1t now must turn to the fine-tuning o
enable the Mozambicans to maintain that system in the future.
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The period 1984-1387 is characterized as one of high grow+th:

- In 1984 emergency assistance was delivered to only
three of Mozambique’s ten Provinces; by 1987, nine were
benefitting from CARE and DPCCN services. “Phase 17 of
a CARE Master Plan of COperations tracking commodities
from the donors to the Provincial level was installed
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and accountability for approximately 70 percent of
commoditiegs to the Provincial level was achieved; the
Evaluation proposes a target for 1988 of 95 percent
accountability to thke Provincial level, which appears
reasonable.

- Beginning in July, 1987, "Phase 2" of the Master Plan
was 1nitiated with the appointment and training of
Delegates in 50 of Mozambigue’s accessible districts.
Ancother 20 will be recruited and trained in 1388. This
means that 61 percent of Mozambique's affected dis-
tricts (i.e. all those that are accessible! will be
fully accounting for commodities in the near future.
The evaluation proposes a target of 50 percent accoun-
tability for these sites for 1988, which sz2ems optimis-
r1C gilven the low skilils level of the District Dele-
gates. Wwith a recommended stroné refocussing on
tralning, accountability at the District level should
increase dramatically in 1889.

- In 1982 the DPCCN/LSU managed 61,550 tons of donor
commodities to five Provinces; by 1987 the total had
grown to 153,253 tons in nine Provinces, for an almost
250 percent increase 1n quantity and an over 30 percent
increase in coverage. 1t must be emphasized that the
98,000 tons of the 1987 contribution that was cereals,
represents adequate rations for only apgroximately
800,000 of Mozambique’s 3.3 miliion at-risk persons;
absclute availability of food is thus stili a cen-
straint.

ven growth of widespread terrorist activities and
mitant difficulties with interﬂal transport
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LSU/CARE relies on use of 18 points of entr:
mmcdities around the couniry, 1.e. the three
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ports, severa. minor ports, and numercus rall anc
d entry points from the interior. This compounds
blems wilh accountabiliity and increases ©co0sSts, but
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onsidered appropriate i1n terms of a high cegree of
ctiveness 1n reaching at risk populations;

- In 1984 the DPCCN/LSU fleet toc move the commcdities
from points of entry to the Provinces and Districts
consisted of 61 vehicles in varying states of repair;
by 1988 it had a total of 489 trucks, tractors and
l1ght vehicles, of which 65 had been destroyed, 32 of
these by terrorist mine explosions; and

- In 1984 DPCCN storage capacity throughout the ccountry
was about 5,000 tones; by 1988 it managed over 60, G000
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tons of storage capacity in Prov1nc1al and District
headquarters.

This growth has been supported by over 40 non-governmental
organizations, UN agencies, and multilateral and bi_.ateral
donors, which in 1987 alone provided more than $ 325 mil ion
dollars of emergency assistance. It has been managed by the
increacingly effective DPCCN, which serves as the implementing
agency of a multi-tiered GPRM emergency management structure.
CARE professionals participate on several of the committees and
have made a positive contribution to acquisition of donor
commodities and equipment. By 1987, A.I.D.’'s centribution to the
LSU/CARE operating budget had decreased to less than 50 percent
of the total.

The overall effectiveness has been accomplished through
establishing LSU as a vertically integrated logistics unit,
covering planning, collection of baseline information, and
emphasis on developing a full "in-hocuse” transport capacity.
Given the "institutionalization” of the emergency and related
growth of other structures, as well as the slight up-turn and
cauticus confidence in the economy, the Team recommends that the
LSU begin "horizontal’ integration in the interests of increased
efficiency.

The key area in which the LSU can deveiop efficiencies and,
in the process, help the nation move towards a recovery mode is
in use of private sector transport. The Evaluation Team's data
collection and analysis indicate that use of private truckers for
iong-haul and relatively safe routes wouid reduce LSU-direct
cargo by approximately 10 percent and would save OFDA and FFP ap-
proximately § 132,000 in hard currency in the first vear.

Options beyond simple contract which involve more investigation
but which would grestlsy increase LSU efficiencv over time
include: {1} selling DPCCX trucks tc the private sector and =
contracting with local currency for food transport; {i1i}i se’ll:
DPCCN's large trucks and repiacing them with short-haul, robus
vehicles for the District roads (with private transporters
handling the Provincial runs;; (iii; providing trucks and/or
spare parts directly to the private sector through an A.I.D.
Commodity Import-type Program; and/or (iv) contracting a trans-
port management firm to initiate =2 hire-purchase scheme for
private transporters.
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Other areas for "horizontal” integration include shifting of
the LSU Information Section into a newly created Department of
Projects, Information and Planning in the DPCCN, increased use of
other modes of transport, particularly cabotage {(i.e. coastal
barges) and river, and increased use of private sector vehicle
repair facilities as these are rehabilitated.
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The key recommendation for the short term is to move into s
"no growth” phase, with emphasis on making what has been created
work more efficiently. The Team strongly recommends that the
fleet not be increased beyond its present levels. It further
recommends no new initiatives or additional expatriate personnel
within the LSU for CARE. Emphasis must be on improved ccst
accounting to identify opportunities for cost savings and or
vastly 1ncreased, organized training at all levels.

In this regarcd, the Evaluation examines three options for
improved accountabilitv through end-use verification. It
strongly recommends that the LSU neot extend itself anv further,
i.e. adding ancther level of personnel at the sub-district, until
Phase ! {donor-to-Province) and Phase 2 {Province-to-District}
are reaching acceptable levels of accauntab1‘1ty It provides
analysis which indicates that a separate end-use system for all
commodities would be very costly. It recommends instead a “low
cost-no cost option of the DPCCN enlisting the assistance of
cooperating NGO’s and UN agencies in a more formalized random
spot check system. This will improve end-use confidence while
not over-straining already fragile systems.

.- . . . . . .,
For U.S8. Title II commodities, the Team cautions against

OFDA supporting the creation of costly parallel structures by
cther NGC's. It recommends instead encouraging NGO’s who are
consignees of Title II food to develop District-basea programs
which emphasize end use verification of commodities delivered bv
DPCCON/LSU at the level which it does not operate.

Based cn tnis massive 'h.gh growth  phase, skills transfer
at the managerial leveli has been inadequate and the Team recom-
mends tnat OFDA/FFP plan to fund CARE at present levels for
another 2 years and reevaluate the situation in April, 1990, 9
should, however, treat CARE mcre as & technical assistance
coniractor than an NGC and establish verifiable performance
indicators in future Grants. It shouid also detail i1n the Gran:
wnat types of reporting, and in wnat format, A.I.D. requires.
The information exists; A.I.D. must simply make its needs Known

Given the slight upturn in the eccnomy and prospects for a
good harvest in many locations this year the emergency manage-
ment structure 1s beginning to move from the high growth and
emphasis on effectiveness to the longer term emphasis of effi-
ciently allocating donor and government rescurces. The transi-
tion from emergency to recovery is thus beginning. Yhile the
rapid development of a vertically integrated structure has
enabled LSU/CARE to gain control in the ocne area it can control,
it should now adapt to other types of needs if gains made are tc
be sustained. Beginning to "horizontally” integrate and in the

et
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process stimulate the private transport sector is a recommended
start. Providing transport services for agricultural marketing
may well be a second step. This transition will require oc-
casional pushes from the outside. OFDA and OAR/Maputo, either
themselves or through intermediaries, need to provide this push
through closer monitoring of the environment.
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GLOSSARY OF TERMS USED

although many acronyms
English definitions are used where

Adventist Development and Relief Agency, a LU.S.
NGO

African Development Bank

A.I1.D.’s Bureau for Africa

U.8. NGO

Mozambican parastatal agricultural marketing
organization

Lnited States Agency for International Develcopment
U.S. NGC providing passenger ailr transportation in
Mozamb:i~ue for development and relief operations
Mozambican porastatal trucklng company

- Cooperative for imerican Relief Everywhere, an

international non-governmental organization with
headquarters in the United States

Christian Council of Mozambigque, an NGO
Mozambican National Executive Commission for
Emergency

Mozambican Railways

4.1.D.'s Commodity Import Program

Aozambican Emergency Uperations Committee
Mozambican Provincial Emergency Commission
Mozambican Department for the Prevention and
Combat of Natural Calamities
Eurcpean Economic Community

Food For FPeace, food commodities
U.S. Public Law 480; alsc the symboi
A.1.D. office concerned with such in
wWashington

Fiscal Year

Government of the People’'s Repu
Internaticnal Bank for Reconstr
the World Bank

Committee of the Red Cross/Red

provided under
for the

Maputo and irn

blic of Mozambigue
uction and Develop-
ment,
International
Crescent
International
kilogram
kilometet
Mozambican Airlines

Logistical Support Unit of DPCCN
Mozambican currency, the plural of which 1is
meticais; U.S.% 1.00 = 450 meticais in May,
LSU/CARE’s Master Plan of Operations
Master Shipment File of DPCCN/LSU

meticais, the Mczambican currency

not available or not applicable

Monetary Fund

1928
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NGO : Non-Governmental Organization

OAR : Office of the A.I.D. Representative (Maputo)
QFDA : A.I.D.’s Office of Foreign Disaster Assistance
OXFAM : Oxford Famine Relief Organization, an NGG;

CXFAM/UR (United Kingdom) and OXFAM/US (Unitec
States) are both present in Mozambilque

PLC . CARE Provincial Legistics Officer in Mozambigue

PRE i Mozambique's Economic Rehabilitation Program

PV ; Private Voluntary Organization, the same as NGO

SADCC . Southern Africa Development Coordination Con-
ference

SCF/UK Save the Children Fund/United Kingdom, an NGO

SCE/US Save the Chidren Fund/United States, an NGO

T, tn. ton; only metric tons are used in this report

tn./km ton/kKilometer

UN Lnited Nations

UNDE : United Nations Development Program

UNDRO : inited Naticns Disaster Relief Organization

UNHCE : United Nations 0ffice of the High Commissionar for
Refugees

UNICEF United Nations Children’s Fund

UNSCEROQO Lnited Nations Office of the Speciail Coordinator

for Emergency Relief Operations

Lnited States Government

Vehicle Operating Costs

Worid Food Program

worid Vision International, a U.S.-based NGU
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1. INTRODUCTION

The current situation in Mozambique is an anomaly. ©On the
one hand, its rapid execution of and 1nitial successes Wi an
Eccnomic Renabilitation Program are fast turning 1t into
Tavored model of the Internat:onal Monetary Fund. Un the otner
Yand. over (.2 miilion Mgzambicans are affected by severe
shortages of food and other i1tems essential 1O thelr survivai,
and a further 1.1 million have been displaced from their homes
due to a continuing cycle of drought, floods, and an '...actilve
and widespread war ol destabilization being waged by externaliy
supported armed bandits. (198E Appeal, p. 2). It 18 thus
currently one of Africa’s more promising successes or major
disasters, depending on one’s point 0f view.

This anomaly causes cbvious problems in terms of strategic
lanning, implementation and evaluation. The clear and present
uffering of mill:ions ¢f people dictates a direct humanitarian
response of provision of food, shelter, and basic needs in the
st effe~tive manner possibie. Yet in order *0 grow and

osper, the nation must w.unsider the efficiency of how it

esponds to needs 1oday in order tc assure continuing resources
or the future. The careful balance between the twoc 1s not an
easy TAaSK.

ouis Berger International, Inc. was contracted oy A.l.o.7s
Office of Foreigrn Disaster Assistance {(OFDA} to evaluate z ser:=
~f grants 1t has made tc CARE International for emergency
assistan~e 1in Mozambigue over the period 1884 to the present.
The Berger team assessed the grant activitlies within aat SpReres
s interest Lo A.ILLL, 1.e The emergency situatlion an the
averall macroeconomic environment The report tnat follows rnus
aralvzes CARE s performance in terms of cverall effectiveness [-
meering humanitar:an objectives anc of interna.l =2ifi1-i1encies
ochtained 1or noti ir. terms of moving To0¢ and ¢inher Lile-sSustail
1ng goods to the affected and displacea populat:ons. It adar-
tinnalily, however, examines scome externai efficlencies 1n term:
of alternate means for achieving Tne NUumanitarian ocolecnivesn
within the greater framewcrk ¢! eCOncomMiC ceve.-cpmen?t iz
concludes that CARE has made a strong contribution 1o deve.opmen
of an effective ana well-equipped Mozambican disaster relier?
structure, but that :t must now focus on developing =fficiencies
to enable Mozambique toc sustaln the sysiem over tTime.

These themes of efficiency and effectiveness are discussed
within the context of CARE and cth«:w agencles’ activities in
relief, recovery and development. Given the still unpredictab!l
course of the insurgency and the likelihocod of continued emergen
cy conditions, it 1s believed that this more holistic approcacn
the most appropriate to A.I.D.’s interests and to Mozambigue’s

needs.
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1.1 Review of Scope of Work

The overall objective of the evaluation is to assess the
accomplishm:nts and progress achieved by CARE to date ir (@}
creating a Logistic Support Unit (LSU} in the Mozambican Depart-
ment for the Prevention and Combat of Natural Calamities {DPCCN 1,
and {b) carryving out emergency relief activities in Mozambique.
The full 3cope of Work is included as Annex A.

The report hegins with a summary review of the background
anc context of the projects (Chapter 2). As directed in the
Scope of work, the evaluation then includes a summative assess
ment of th. performance of CARE and its impact to date in both
the institut:ional and humanitarian spheres (Chapter 3:i. The
evaluation 1s alsc formative, however, in terms of anaivzing Hev
1ssues and providing recommendations for a proposed follow-on
grant to CARE (Chapters 4 and 33. It additionally provides a

eparate section on “Lessons Learned’ to be used by OFDA in
plu“uAng possible sim:ilar programs in other countries {Chapter

Ine zsues iderntified by A.I.D. wnich are discussed 1n
Chapter 4, and which are thus focal issues throughout, include
the following:

- Uperat:iona. capabilities of the LSU, specificallvw
w.in regard to the management, distribution and end-use
mon:toring of Title I1 food distribution;

- frivatlization, specifrcally with regard to expanding
cptions for grivate sector transport of relief goods:

.- A -
- Hara Currency funding, in terms of substituting
A.1.D.7s scarce dollar resources w:th Currency genera-
L - - .- .
tec by Tit.e II sales
¥

~ Program phase ov
LO assume the res

The evaluation was undertaken by the consulting firm Louis
Berger International, Inc. as Delivery Order No. 34 under its
Indefinite Quantity Contract PDC-0085-I-00-6097-00 with A.I.D.

for Development Information and Evaluation. The team was
composed of three Berger professionals--a Development Management
Analyst, a Private Sector/Financial Anslvst, and a Truck-
ing/Transport Specialist--with experience in relief, recovery and
development in Africe and elsewhere. Twoc of the three team
members were fluent in Portuguese.
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The team spent four weeks in Mozambique in May~June, 18EBE
researching and writing the report based on review of Eey
documents and literature (ref. Annex J for Selected Bibliog~-
rapny); interviews with key individuals in Washington, b.C.,
Maputo, Mozambique, and provincial and district headquarters in
Maputo, Manica, Sofala, and Zambezia Provinces {(ref. Annex [ for
the List of Persons Contacted and Team Schedule); and analysis of
findings within frameworks assocciated with both emergenc:

assistance and with longer term development efforts. The draft
findings and conclusions were discussed with CARE {Maputo-based
f

staff and a New York representativel and the Office of the A.[.D.
Fepresentative {0AR)/Maputo prior tc being presented in drafr,
An OUFDA representative participated in final reviews 1in Maputo.

.¢ Acknowledgements
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in washington, D.C. at OFDA, FFP and within the
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2. BACKGROUND AND CONTEXT OF THE PROJECT

2.1 Evolution of CARE Project

CARE undertook exploratory visits to Mozambique 1rn 1983 and
signed 1ts general country agreement with the GPRM o § February
1984, This was sheortly followed bv sigrature of a "Rasic
Agreement’ with DPCCN on 13 March, 1981, which cutlined reation
of a Logistical Support Lnit for 3Uupport to GFRM eforts 1n
disaster rel:ef, This document i1n essence forms the baszis of
CARE’s "mandate” with respect to subsequent work with tre LS. .
Selected sections are quoted herein:

... The target horizon for accomplilishing the dual task

of constituting a fully operational L3U and training of

local counterparts to a satisfactory level of perfor-

mance 1s set at four years starting from the date of

r
i

*

signature of a formal project proposa
The Logistical Support Unit {LSU) will be created wit
the objective of obtaining a high degree of efficienc
in the organization and execution of the logistics

functions related to the distribution of food and basic

+

&

:b..‘



necesgities for the survival cf the victims hit by
calemities and natural disasters. e

The Basic Agreement led to an initial "Logistical Support
Unit Project Agreement’ between CARE and the GPRM, signed in
October 1984 and valid through September 1985. This was followed
by an "Implementation Agreement II 1886" valid from October 1883

to March 1987. %either document differs significantly from the
kev objectives and activities of the Basic Agreement The 19886
sgreement lapsed 31 March 1887. Given the Basic Agreement and

established reiationships, neither party has felt it urgent to
formally renew ties, although some discussions are underway.

Concurrent with establishing formal relationships with the
GPRM, CARE also sought assistance from OFDA. Since Aprail, 1984,
CARE has entered into three separate agreements, with amendments,
with A.I.D. regarding the provision of OFDA and FFP funds for
personnel, administrative and some materials and equipment CoOSLS.
The terms and amounts of this assistance are summarized below.

Table 1: OFDA and FFP Grants to CARE Internat:onal in Mozambique
1984-present

Grant/Amendment NO. Dates Amount (U.S.8]
OFDA ASB-0000-G-SS-410¢% 31/25/84-3/31/83 5 2,210,084
Amendment 31 i9f31/853 extended-12/31/83 763,000
CFDA OTR-0000-G-SS5-6063 3/30/86-3/23/8% 3,601,831
Amendment :1 1 5/23/787) extended -1/30/88 1,075,028
FFP 636-48-000-7731 3/31/87-9/30/88 1,200,000
Amendment =1 (68/11/87: 200,000
TCOTALS 1984-PRESEN 1/16/81~-present g 8,049,842
The official Grants guiding the A.I.D.-CARE Internaticnal
relationship have been strikingly short asnd general documents
given a funding level of approximateiy U.S.S 2.2 miliion per
vear. Their purpcses and scope of activities generally mirrcr
those of the CARE-GPRM agreements although 1in more limited terms.

OFDA funded an evaluation of the 1984 Grant after cne year
of operation, in September, 1983. It coeornicliuded that ~...CARE
has, in view of the prevailing situaticn in Mozambiqgue, performed
an outstanding job and strongly recommends continued funding of
the CARE program through December 1986.7 {Brennan, 1885, page
2.

The newer, and currently operative, Grart is found as Annex
B and has as its objective "To continue to provide the logistical

4



support for emergency relief assistance to the victims of
drought, famine and civil strife...CARE will manage and coor-
dinate all requests and receipt of emergency relief assistance.
transport, distribution and reporting of relie” materials, and
will provide the operational emergency food and supplies to the
5.7 million people in need of assistance."”

This summary review of CARE’s formal relationshi ps with the
DFCCN and with A.I.D. is instructive in terms of characterizing
CARE's role 1n Mozambique. On the one hand, it is providing
technical assistance through advisory services with a specific
objective of creating a Mozambican institution capable of
providing disaster relief logistic support within a given time
period. On the other hand, it is to provide the logistic support
itself, 1n the more traditional role of an NGO. It thus must
beth integrate itself within the structure of DPCCN in order to
fulfill the advisory function while at the same time maintaining
1ts NGO identity and reputation in performing the latter. This
duality has implications for CARE’s future phase out which are
discussed in Chapter 4.5.

A second point arising from the review is that A.I.D.'s role
in terms of monitoring the grants has been driven by CARE’s dusl

role. On the one hand, A.I.D. views CARE as one of the NGO’s in
Mozambigue, and maintains its standard "hands off” management of
NGC activities. On the other, it views CARE very much as a

technical assistance contractor to the DPCCN, with more specific
performance requirements than might be expected of an NGC.
Chapter 1.5 will also reassess A.I.D.’s posture towards this CARED
effort and discuss options for the future relationship.

2.2 Current Context of the Project

(23]
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Slightly less than five years later, drought recurs in
selected areas but the key factor contributing to the emergency
is the random terrorism perpetrated by the "bandits.” Current
official figures place the number of people forced toc leave their
homes due to terrorist attacks at 1.1 million within Mozambique
and an additional over 900,000 in refugee camps in neighboring
countries. Those in Mozambique flee to live with friends or
family in other areas or increasingly find their way to one of
over 30C GPRM-established centers. In addition, the GPRM
estimates that approximately 2.2 million persons are affected by
the insurgence and need supplemental assistance tc survive.
Finally, because the insurgence has destroved roads, bridges,
power grids, water supply and other critical productive in-
frastructure the GPRM estimates that an additional 2.6 million
people may have income but are not able to subsist due to
shortages of commercial food (1988 Appeal, Table 1, p. 4.
Figure | provides a summary of the current geographic distribu-
tion of the "at-risk” populaticn.

The GPRM and the international community have responded in

force to the changing situation. When CARE first entered
Mozambique 1t was the only independent NGO. There are now over
10, providing in 1987 over 8 22 million in assistance. An

additional over $ 30C millicn in relief and recovery contribu-
tions were provided in 1987 by bilateral and multilateral donors.
{1988 Appeal, p. 12). The GPRM for its part has established a
relatively effective structure for coordinating and managing this
influx, with several tiers of high level committees and & the
1700 person-strong nationally operational DPCCN. Although the
long-term mandate of the DPCCN is disaster preparedness and
prevention, for the short and medium-term it is clearly a major
force in relief and recovery operations. This “institutionaliza-
tion’ of the emergency raises questions for the future but there
is noc doubt that all have made rapid progress in raticnalizing
the immediate humanitarian response.

Over roughly the same time period, the GPRM has slowly moved
from its Eastern-Bloc or:ientation to a more pragmatic economic
stance. Its Economic Reform Prcgram {(PRE}), initiated in
January, 1887, has mecved rapidly in terms of policy reforms 1n
macroeconomic, agriculturai and food distribution sectors. The
metical has been devalued by approximately 920 percent. Govern-
ment has cautiously but officially begun to discuss incentives to
private sector activities. Maputo civil service roles have been
reduced by approximately 10 percent. Importantly, a ceiling has
been placed on consumer price subsidies pavable on certain food
items. Although the growth expected as a response to these
reforms 1s susceptible to the continuing drought and insurgency
actions, and the economy is still in a generally dismal state,
the openness of government to the reforms bodes well for the
future.
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3. PROJECT PERFORMANCE TO DATE

This chapter of the evaluation provides the summative
assessment of CARE’s performance as measured against the OFDA
grant objectives. Chapter 3.1 summarizes in tabular form
indicators of growth of the DPCCN and its capabilities--primarily
attributed to CARE inputs--to manage, transport, distribute and
monitor emergency commodities. Chapter 3.2 provides a more
analvtical assessment of the quality of CARE’s performance.
Chapter 3.3 summarizes impact to date.

3.1 DPCCN/LSU Growth 1984-1988

The DPCCN was created in 1980 by the GPRM in recognition of
the fact that periodic drought, floods and cyclones are facts of
Mozambican life and need to be anticipated, prevented (if
possible) and their aftereffects managed. The 1883 drought left
crop production down by 70-80 percent; subsequent famine led to
an estimated 40,000 deaths and approximately 4.7 million people
affected. In January, 1984, Cyclone Domoina left 109 desad,
49,000 displaced, and 350,000 affected. The country was still
trying to assist the victims of these disasters when CARE
initiated activities in October 1984.

The DPCCN itself in :984 had a skeletal staff and somewhat
ambiguous organizational structure. In 1988, 1t 1is the key
executing agency of a multi-tiered multi-million dollar natiocnal
emergency management structure involving the National Executive
Commission for the Emergency (CENE), the Emergency Operations
Committee (COE), Provincial Emergency Commissions (CPE} in 10
Provinces, and numerous sub-commissions and sub-committees.
Figure 2 overleaf reflects this structure.

In 1984, however, little existed besides the thinly staffed
DPCCN. CARE started slowly building the LSU as its keyv operating
unit, first in Maputo and critically affected provinces.

Although the original GPRM-CARE agreement had targeted work in 3
provinces, 1in 1984 only 3 were covered by CARE. Over time this
coverage expanded 1n response to need as the terrorist actions
spread, with increases to 5 provinces in 1985, 7 in 1986, 8 in
1987, and 9, or all but Cabo Delgado, in 1988.

It should be noted that the LSU per se exists only in
Maputo. it is one of four departments within DPCCN with & new
official designation as the "Department of Operations” (ref.
Annex C). It is physically separated from the rest of the DPCCN.
CARE provides LSU staff with a "Food Basket” perquisite each
month, not received by others in DPCCN, promoting =a "separate-
ness” which is problematic now and moreso for the longer-term.

8
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In the provinces, all staff except the CARE expatriate
Provincial Logistics Officer (PLO) is considered provincial DPCCN
and is not under LSU/CARE’s direct management. Each Province has
its own, slightly different, organizationai structure and the PLO
works most directly either with a Logistics Officer, a Com-
modities Officer and/or a Planning and Information Officer.
Although the CARE PLO’'s and central staff develop systems for,
train, advise and assist provincial operations, thelir authority
tc act 1s more limited. This discussion thus focusses on the
overall growth and achievements of the DPCCN with special
reference to the CARE/LSU role where indicated.

The growth of the DPCCN staff nationwide, with CARE per-
sonnel highlighted, i1s shown at Table 2.

Table 2: DPCCN and CARE Staff 1984-Present

Source/Positiocon 19841 1985 1986 1887 1588
CARE
Maputo Central > T 11 il 9
Provincial 3 3 7 8 10
DPCCN
Maputo Central
Management 2 2 2 4
Mid-Level 8 i0 id 25 27
Support 160 240 300 380 100
Maputo Province
Management 0 G 1 1 i
Mid-Level ¢ 0 3 3 13
Support C 0 50 100 135
Gaza Province
Management 1 1 i i i
Mid-Level 3 4 € 14 IS
Support 520 6806 SC 120 30
Inhambane Province
Management 1 A 1 1 .
Mid-Level i 3 3 20 2
Support 10 30 80 110 123
Sofala Province
Management i i 1 2 2
Mid-+Level 3 6 g 20 22
Support 60 1253 134 133 130
Manica Province
Management 1 1 1 i 1
Mid-Level 2 3 6 16 18
Support 40 62 79 95 110

Continued next page
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Table 2 continued: DPCCN and CARE Staff 1984-Present

Source/Position 1984 1985 1986 1987 1988

Tete Province

Management 1 1 1 1 1

Mid-Level 2 5 T 13 13

Support 30 106 142 153 168
Zambezia Province

Management 0 1 1 ! i

Mid-Level C 1 5 16 20

Suppert 0 5 10 82 146
Niassa Province

Management 0 G 1 i 1

Mid-Level 0 0 3 7 13

Support 0 0 30 62 85
Nampula Province

Management 0 1 1 1 1

Mid-level 0 3 6 n 19

Support 0 10 42 67 83
Cabo Delgado Province

Manigement 0 0 0 1 1

Mid-level 0 0 0 2 3

Support 0 0 0 3 12
Sub-Totals DPCCN

Management 7 9 1l 13 15

Mid-Level 20 35 66 1453 184

Support 350 632 987 1305 1333
Total CARE 8 12 18 19 19
Total DPCCXN 377 376 1064 1463 1734

Source: LSU/CARE June 1988

The growth of the DPCCN in terms of gecgraphic coverage andg
personnel mirrored not only widespread need for emergency support
but 1increasing availability of critical ccmmodities from the
donor community and increasing abilities of the LSU to move the
commodities to where they are needed. The recelipt, clearance and
distribution is managed to the provincial level by LSU Central
Operations in Maputo and the provinces and districts thereafter,
with central guidance and supervision.

Table 3 reflects the almost 250 percent over the last three
vears. It shculd be highlighted that the food commodities
provided in 1887 were adequate to feed only 25 percent of the at-
risk population in Mozambique (ref. Figure 1) at the full ration
for subsistence.
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Table 3: DPCCN/LSU Commodities Managed by Type and by Year
. (metric tons)

Commodities 1984% 1985 1986 1987 Total
Cereals N/A 52,871 31,081 S8,000 241,852
Beans b 1,499 7,933 23,000 32,432
Edible Oils " 701 3,380 10,703 14,794
Sugar h - 222 1,068 1,280
Salt h 303 204 1,059 1,566
Milk Powder a 1,47 513 3,307 5,296
Other Food Items T 300 8035 2,091 3,798
Sub-Total Food N/A 37,750 104,148 139,228 301,128
Seeds N/A 1,778 688 8,233 10,659
Tools " 261 486 1,103 1,410
Ciothes/Blankets h 1,311 €035 1,635 3,371
Cement h - 240 178 418
Medicines h 18 54 2 T4
Soap " 269 675 2,053 2,987
Cther Non-Food h 163 85 801 ~ 1,049
Sub-Total Non-Food N/A 3,800 2,383 14,025 20,218
Total Commodities 61,550 106,541 153,253 321,344

¥ Date for 1984 are not readilyv accessible.

Scurce: LSU/CARE, June, 1988

These commodities have entered Mozambique through cne of 1%
ntry peints (ref. Figure 6 at page 30) and have been moved by
ne or a combination of transport modes, including rail, river,
cean, air and road. Parastatals and other NGO's are normally
hosen for the first three. DPCCN/LSU has, however, acguired its
n truck and tractor fleet from the donor community which is
essential to reach many rural areas and which it has progressive-
iy assigned throughout the country. Provincial workshops
supported by LSU exist in several locations toc provide immediate
maintenance and repair, many with expatriate mechanics assigned
by cocoperating NGO’s. The LSU Central Operations in Maputo
provides overall fleet management and supervision and centralized
procurement and distribution of necessary spare parts, tires,
fuel, oil and lubricants. Table 4 summerizes the fleet growth by
type and location and year.

O 000 n

C

n 7
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Table 4: DPCCN/LSU Fleet Composition 1984-present

Location or Vehicle Type Year Deployed Current Percent
Province by Capacity 84 85 86 87 Totals ofTotal
Central
Operations 10 T and over - - 23 11 34 19.4
< 10T 1 - - 1 2 -
Tractor - - - 1 1 -
Maputc Prov. < 10 T 3 - i 21 23 14.95
Tractor ~ - -~ 6 &) .5
Gaza 160 T and over ~ 7 - > 12 6.7
< 107 - 3 4 5 12 7.0
Tractors - 5 - 3 10 12.7
Inhambane i0 T and over 15 -~ - - i3 8.3
< 16 T 1 10 - 5 16 9.3
Tractors -~ 2 - 6 8 16.1
Sofals 10 T and over i6 - - 13 29 16.1
< 10 T - - - 16 16 9.3
Tractor - - 15 4 18 24.1
Manica 10 T and over 2 12 1 3 18 10.0
< 10 T - - - - - -
Tractors - - 2 S 7 B.9
Tete 10 T and over 12 - 4 3 19 10.86
< 16 T 9 1 - 8 18 10.5
Tractors - - 8 3 12 15.¢
Zambezia 10 T and over - - - 38 36 20.0
< 10 T - - 2 34 36 20.8
Tractors - - - 9 9 11.4
Nlassa 10 T and cver - - - 17 17 9,4
<10 7T - - - 23 23 14.53
Tractors - - - 3 3 3.8
Nampula 10 T and over - - - - ~ ~
< 10 T - - - 22 22 12.8
Tractors - - - < 3 5.1
Nationwide 10 T and over 13 19 Z8 88 180 160.0
< 10 T 14 14 n 137 172 180.8
Tractors - 7 23 47 78 100.¢
Light Vehicles 2 17 12 27 38
TOTALS 61 37 72 299 4189x

* of which 32 destroyed by mines and 33

Source: LSU/CARE June 1988

otherwise non-functional

At each transhipment point, and prior to distribution to

deslocados centers or localities, the commodities are held in
warehouses or intermediate storage areas minaged by DPCCN
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personnel following the LSU Master Plan of Operations. The
storage areas are a combination of DPCCN owned, borrowed or
rented space. Provincial and district level personnel receive
training and guidance from CARE LSU staff. Table 5 reflects the
growth of DPCCN storage capacity by location by year.

Table 5: DPCCN/LSU Storage Capacity 18984-present
{metric tons)

Headguarters
Province Districts 1984 1883 1586 1987 Comments
Maputo Central Ops. 1300 2500 - 2500 +250C soon
+rentals
5-10,000
Maputo Maputo - - 800 800 now 1800
Districts - - 400 715
Gaza Chibuto - 153000 13000 15000
Districts - 1500 1500 2500 +1500 socon
Inhambane Inhambane 100 800 1300 1300 +1000 plan
Districts - 400 800 800
Sofala Beira 1000 1800 3800 3800 +3000rental
Districts 300 300 700 900
Manica Chimoio 10006 1000 1500 2500 +2500avail.
Districts 700 300 300 1200
Tete Tete 350 1000 3000 3400
Districts - 400 500 500
Zambezia Quelimane - - 1200 10500
Districts - - 3000 3000
Nampula Nampula - - 1500 2500
Districts - - 500 500
Niassa Lichingsa - - 1000 2000
_____ Districts - - 800 300
Totals Headquarters 4230 25100 34100 30300
Districts 1000 3500 9100 104153

Scurce: LSU/CARE June, 1888

The commodities are distributed through a number of channels
{ref. Chapter 3.2.2) to displaced and affected persons. Table 6
reflects distribution of the key commcdities of maize, beans and
cil per province per month for 1987, .

The quantities of commodities "distributed 1n Table 6 do
not tally with those in Table 3 for amounts "managed.” Addition-
al tables and discussion in Chapter 3.2 which follcws, and in
selected annexes, will provide more disaggregated information and
clarification on these differences.
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TABLE 6:

DPCCN/LSU Distribution

of Key Commodities Cereals
By Province Beans
1987 0il
Province Target Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Total
Maputc C 2816 80 65 1185 254 373 268 989 86 829 325 881 238 5573
B 322 10 42 95 16 39 2 228 0 86 172 13 572 1295
o} 80 1 0 0 0 0 1 0 2 34 41 137 303 519
Gaza C 3431 89 75 697 931 262 333 421 501 365 530 12 7 4223
B 392 101 97 117 78 33 97 116 467 538 366 121 243 2374
o} 98 5 8 0 0 3 1 1 1 0 1 29 202 251
Inham c 5416 909 927 1000 84 877 947 978 764 150 9 635 541 7821
B 619 6 11 234 98 35 14 281 536 207 9 78 9 1518
o) 155 13 7 0 0 0 0 140 212 69 11 31 35 518
Sofala C 4249 271 231 842 212 665 873 1431 943 1097 888 914 950 91357
B 486 98 65 31 75 118 164 85 195 220 608 102 200 1961
o) 121 0 0 1 1 1 0O 45 128 120 67 56 99 518
Manica C 2474 300 197 155 97 25 2 95 91 296 343 678 316 2595
B 283 89 75 19 43 79 98 21 85 3% 109 130 203 986
o 71 3 0 0 0 0 ) 0 33 41 44 6 24 151
Tete C 2385 2119 2029 2346 2914 2649 2090 1626 1594 736 17 1614 924 20758
B 272 131 18 148 227 224 310 564 230 94 42 221 247 2456
0 68 138 38 64 106 159 6 70 178 44 124 58 60 1045
Zambe c 3592 517 393 1074 1541 656 478 1090 2269 1715 1723 1430 1028 13614
B 410 48 40 42 183 24% 189 8 3297 301 262 510 2128
0 103 0 0 5 40 16 85 82 177 116 233 208 155 1117
Niassa C 31188 ? 0 0 0 0 2 0 27 23 9 12 13 Y
o 364 3 0 0 0 0 0 0 0 0 0O 78 35 116
G 91 0 0 0 0 0 0 0 7 1 0 0 ‘ 9
Nampu C 6176 0 0 0 0 0 0 0 0 I R U S
B 706 0 0 0 0 0 0 0 0 0 0 0 0 0
6] 176 0 0 0 0 0 0 0 0 0 0 0 0 0
Total c 4287 3917 7299 6033 5507 4993 6630 6275 5211 3949 6192 4057 64350
B 486 348 686 720 773 874 1,93 1516 1477 1607 1025 2019 12814
o) 160 53 70 147 179 93 338 738 425 521 525 879 4128
SOURCE: LSU/CARE, June 198
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3.2 CARE Progresg Towards Qutputs in OFLDA Agreement

PR

The current OFDA grant against which CARE’'s performance must
be measured is found i1in Annex B. The ten points 1irn 1ts “Scope of
Activities” can be clustered for more organized discussion as
fcllows:

Commodity Plarning and Mon:i:tor:ing

Establish and maintain inventory accountability ¢of
stance rece:ved, transportecd, warehoused and

i, and

Assi1s8t, cesign and manage a C(ommodity Management

‘ This shall require fi:eld verification tc the
xtent thaet field visits do not become unsafe.

S SRS ¢ TN O VN IR
p st [
o] )]
jon I RS et
. s §
b
-
1]
[}

o

nannelis of Distribution

3

Clear and rece:ve emergency goods at the port;

Malntain proper warehousing or :intermediate storage
ith coordinated lilaison with cther government depart-
ents as necessary;

Participate with the DPCCN for the movement of
elief supplies with the appropriate coordination of
ther donors;

. Manage or coordinate all available land, air and

ea transport at the disposal of the DPCCN for the
ovement of relief supplies;

. Control internal management, administration and
financial accountability by maintaining operational
information pertaining to transport use, fuel consump-
tion, including availability and needs, and inventory
accountability of transport resocurce; and

7. Participate with the DPCCN and other doncrs in ¢
assessment of provision of facilities, personnel and
material resources required for the serv:ice and
maintenance of a vehilicular transport under DFCCN.

Mok TR Y e

&

(o230~ BV I T

Iinformation and Reporting

§. Document the functiions of the LSL.

Human Resources Development

10. Plan, schedule and direct the training of national
staff in logistics by means of on-the-job training and
other more formalized regimes.

These clusters are discussed in sequence in the sub-chapters
which follow.
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3.2.1 Commodity Planning, Monitoring and Accountability.
All LSU functions and particularly those related to commodity
management are governed by a Master Plan of Operations (MPG),
which is synonymous with the "Commodity Management Plan” required
under the A.I.D. grant. It forms a comprehensive sgystem compris-
ing several sub-systems at different levels, and is suitable for
both manual and computerized operations. The Team believes 1t to
be a useful and appropriate system given Mozambique's vast needs.

The MPO was developed over the first two vears of CARE’
operations and was formally introduced in September, 1986.
has been phased in logically, starting in late 1986 witn the
naticnal and previncial levels (referred to as Phase !} and,
beginning in July 1987, moving gradually into the districts
(Phase 2}. A Phase 3 c¢f activity 1s proposed tc start in July.
1988. This will consist of developing an MPC Marnual which will
include standardized positiovn descriptions and will more closelyw
link functions being performed with organizational structures
throughout the DPCCN.

]

Information generated by the svstem is i1n different stages
of computerization. The CARE Computer Specialist and his
counterpart are currently running analysis and reporting func-
tions on a desktop computer {using some Lotus and primarily dBase
software; at Central Operations 1n Maputo; data from seven
provinces had been fully entered as of the Team’s wvisit and made
possible much of the information in this report. Battery capable
laptop computers have been ordered for each province, and radic
transmission capability should become a reality during the next
vear. In the meantime, use of standard {(hard copy) forms 1is 1he
norm in the field and likely to remain so at mecst levels in the
future.

The MPO in its hard copy entirety is avallable at the LSU :in
the form of a 3-4 inch thick binder ¢f forms and other manage-
ment instruments. It 1s represented 1n summary form in Figure o
on the preceding page. It is compocsed of three basic sub-
svstems: planning, commodity movement, and monitoring and
accocountabiiity. This discussion will focus on planning and
monitoring and accountabil:ity. Commodity mecvement s hignly
complex and is discussed separately in CThapter 3.2.2.

Planning

The weakest link currently in the sub-system is that which
is represented in Figure 3 in the top left-hand corner: GPRM
needs assessment. This is a critical input for the effective and
efficient operation of the LSU but is, for the most part, ocutside
of its control. In spite this lack of precise definition of

needs and the overriding key constraints of availability {there
is never enough food for those in need) and accessibility {over
75 percent of commodities must move wit.. armed escort), LSU/CARE
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is doing an increasingly better job in targeting food to "at-
risk” populations.

Recognizing the importance of “the numbers” to donors in
particular, in late 1987 the government began an elaborate
process to develop credible figures for the 1988-1989 Appeal
conference held in April. The process was directed by rthe GPRM
National Executive Committee for Emergencies, or CENE, and
assisted by the Office of the United Nations Special Co-ordinator
for Emergency relief Operations (UNSCERO]). Working closely
together, CENE and UNSCERO directed a process which included ar
international conference at Inhambane in December 1987 and a Uw
inter-agency mission in February, 1988. Most of the donor
community found the results satisfactory.

This major effort to establish credible figures for the
Appeal has enabled the LSU to establish target commodity levels
for each province of the country for the next iwc years based on
needs as they existed in the first quarter of 1988. The problem
1s that there exists no particularly effective means of con-
tinually up-dating the figures so that the LSU can proactively
pian for shifting needs. That is, needs are continually assessed
upward through the government structure. DPCCN itself, based on
assistance from CARE, contributes significantly to the process
through its newly-installed District Delegates’ Monthly Reports.
Although this new input is useful, criteria for "affected”
population, definition of persons “with income”, crop monitoring
and nutritional surveillance are still in nascent states.
Collation and interpretation of what data exist are Just star:t-
ing. Again, this 1s an area outside of LSU control and thus
CARE’s mandate, but one which requires significant donor and GEEM
attention.

Accepting the numbers as established by the government, nid
working within the CENE-approved ration scales, LSU/CARE assesses
commodity requirements on a provincial basis. This was complet=
cn a globtal scale for the April Appeal, but is alsoc a continucus
activity of the Coordination Divisicn of the LSU. LSLU/CARE
perscnnel participate in weekly meeting of an Emergencs Opera-
tions Committee (CCE), which 1s chaired by the head of CENE an-
includes representatives from international donors {3, including
A.I.D.), NGC's (3), the UN system (3} and other GPR!! representa-
tives (including the DPCCN Directori. The COE alsc has a Food
and Logistics Sub-Committee to ensure that what food is available
is moving quickly to the needy areas. The two work closely o
schedule Calls Forward for donor shipments.

LSU/CARE has recently begun two reporting activities which
enhance this on-going process considerably. The first is
preparation of a monthly DPCCXN "Availability/Utilization/Stock
Balance” report, which consolidates information from District =and
Provincial Monthly Inventory Reports. This lists the kev
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commodities--cereals, legumes, oil--available, distributed, and
on hand per province. This report was developed at the request
of the World Food Program (WFP) and initiated in July, 1987. It
It has not yet been computerized. These reports for the period
July, 1987 through April, 1988 are found at Annex H.

The second is the preparation of the "Commodity Ficw
Monitoring Report,” samples of which are presented as Figures
4.1-4.3. The objective of this series of report 1s to monitor
levels (pledged and received) of the three key commodities--
cereals, beans and oil--on a provincial and national basis.
These reports form the basis for determining where and when
commodities are to be programmed and/or shifted. They are
provided to CENE and WFP. This series is computerized.

The samples cross-reference donor shipments to provinces and
highlight two continuing difficulties for planners: donor
preference and absolute availability of food. Although A.I.D.
Title II shipments directly to the DPCCN are not tied to any one
province, many donors’ shipments are. Thus certain provinces,
e.g. Tete, may receive pledges for close to 100 percent of
requirements while others, e.g. Nampula, may receive zero. In
all cases, there is not enough food to meet the targeted “at-
risk” group with recommended subsistence-level rations throughout
the vear. Planners must simply hope that families have other
sources of food, e.g. nuts, roots, berries, and move what they
can. This constraint of sheer availability of food is one of the
more frustrating for LSU personnel.

Cnce the LSU receives evidence that a shipment is en route
tvia the DPCCN) it opens a Master Shipment File (MSF) for the
shipment and assigns it an MSF number. This number becomes the
key accountability tool for all tracking. It also develops a
Distribution Plan for the shipment, based on the planning process
discussed above. Where food is to arrive directly into a
province, the LSU directs the Provincial DPCCN to develcp the
Distribution Plan.

Chapter 3.2.2 describes more fully the transport modes.
options and decision points that relate to developing the
Distribution Plan. Suffice it to say that it is not a simpie
linear process of matching availability of food with needs, and
of moving the food via the most expeditious route. Figure 3
provides a graphic presentation of “accessibility” in Mozambique
as of February, 1988. Preparation of central and provincial
Shipment Distribution Plans thus must account for inordinate
turnaround time for shipments (15 days for a convoy in some
places) and vagaries of port operations and shipping schedules.
Although the LSU and its DPCCN Provincial counterparts are
gaining experience with the problem, accessibility remains the
major impediment to effective and efficient movement of the
commodities and is likely to remain so for some time.
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Figure 4.3:  Commodity Flow Monitoring Report: 01l
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Based on the Shipment Distribution Plan, following the MPO,
Provincial and District DPCCN staff develop Monthly Distribution
Plans. The Provincial level plans are developed based on the
balance of needs, availability and accessibility in consiltation
with the Provincial Emergency Commissions. Based on inforwation
available to the team, it appears that five provinces are
routinely developing and following such Monthly Plans. "Phase 1~
of the MPO has only recently been installed in Cabo Delgado
(where there is no CARE presence), Niassa, Nampula and Maputo
Province (which used to be handled by Central Operations).
Zambezia has for a nuzmker of reas~ne noi been using the Plans
lately. Continued supervision and more training is necessary to
ensure these are usefully completed both for the Provincial
staff’s guidance as well as to enable the Districts to anticipate
arrivals.

District Delegates were only assigned to 50 districts
beginning in July, 1987, and the District-level Monthly Distribu-
tion Plans and planning process are still in very nascent states.
In one district visited, for example, the Delegate had divided an
incoming shipment equally by the number of localities/centers he
services. Thus a small center with 85 people was receiving the
same allocation as a settlement of over 10,000. In another
district, there did not appear to be any plans. CARE is fully
aware of these problems and is planning increased training at the
District level to address them. Guidance by the new DPCCN
Department of Projects, Information and Planning will certainly
be useful in this regard.

In summary, national emergency commodity "planning” on such
a large scale in the Mozambican environment is certainly guided
by overall needs but is primarily driven by conditions of
availability and accessibility. UNICEF is taking the lead on
assistance to both the Ministry of Health for nutritionatl
surveillance and the new DPCCN department mentioned above for
improved needs assessment. LSU/CARE can influence, but not
control, conditions of availability and accessibility. Given
these constraints, CARE has done a credible Job and is increas-
ingly doing a better job in terms assisting the GPRM and donor
community in effectively targeting food to at-risk populations.

Mcnitoring and Accountability

Operating in parallel with the planning sub-system is a more
complex monitoring and accountability sub-system. S stated,
once the shipping documents are provided to LSU it assigns an MSF
number and opens a file, both in the computer’s new dBase system
and one for hard copies. It moves from the point of entry {one
of 18) according to the Shipment Distribution Plan. It there-
after moves according to the Provincial and/or District Distribu-
tion Plans, by which point it has been broken into numerous
smaller shipments, all of which maintain the MSF number.
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Through this process the shipment is tracked through a
double-check system involving Control Files ("Ficha di Controle"})
at the Central, Provincial (office and warehouses) and District
Levels. These are guided by and checked against multi-copy
color-coded Waybills recording prime entry, entry into a ware-
house, issue from a warehouse and acknowledgement of receipt

("Guia di Entrada”, “"Guia di Saida"”, "Guia di Recebido”). As
demonstrated in Figure 3 (where the diamonds represent the
Waybills), there are two sets, one each for the Provincial and

District levels.

Matching, signed waybills are cross-checked against the
Control File (by MSF number) at the District level for the
District Monthly Inventory Repert and at the Provincial level for
its Monthly Inventory Report. Inconsistencies and missing
signatures are noted and each level is supposed to provide
feedback down the system. The Waybills must support the Control
Files and bcth must support the Monthly Inventory at each level
and between levels for 100 percent accountability of a shipment.

As evident from the discrepancy in Tables 3 and 6 in Chapter
3.1, however, the sub-system is not yet fully operational in the
Phase 1 level, that is donor-to-province. For 1987, the sub-
system captured only approximately 66 percent of cereals, 55
percent of the beans, and 38.5 percent of the oil, for a 62

percent average. There are a number of reasons for this gap, one
of which is due to the sub-system and others to inadequate
control, supervision and/or training. These are summarized
below.

0 The sub-system is designed based on a "standard”
distribution channel of movement from a point of entry
to Provincial warehouse to a District warehouse and

out. CARE personnel estimate that approximately 50
percent of the shipments are moved via such a "stan-
dard” channel. As demonstrated in Chapter 3.2.2,

however, there are numerous other channels used to
obtain efficiencies and to mitigate against problems
of accessibility. Thus shipments which, say, enter via
road at the Zimbabwe border and then move directiy to a
locality--thus not moving through a Provincial ware-
house and often not even a District one--are not easily
captured by the sub-system. Based on cursory cross-
check of the transport sub-system’s records the Team
estimates that these points account for an additional
15,000 T of the key commodities, which would Suggest
that careful back-checking could bring the average up
tc about 80 percent. The LSU should attempt this for
1887, and should continue its work to improve capturing
commodities moving through all channels in the future.
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0 The second prokbtlem with the relatively low accoun-
tability is the newness of the system and the general
low skill level of national staff, particularly in the
Provinces. Provincial warehouse and many District
Delegates only have primary school educations, and have
little experience with standard systems and forms.
Truck drivers--key to getting Issue Waybills ack-~
nowledged--frequently have no idea of what they are or
why they are important. Mozambicans have not gone
through previous disaster situations in such an
organized fashion, and have no collective experience on
which to draw. Numeric skills seem particularly weak,
so that inventory in warehouses and analysis of
Waybills and Control Files is more arduous than might
be the case elsewhere.

© A final and related problem is that of lack of
reporting of losses. Simply stated, Mozambican staff
at all levels are reluctant to report losses even if
they are unavoidable and explainable. Port and
shipping losses are not being systematically reported,
both due to the continuing lack of a DPCCN contract for
an ex-ship’s tackle surveyor, and due to a reluctance
to "look bad” in front of generous donors. Inland
transit losses are frequently reported in Monthly
Inventory as "distributions”, even though careful
checking of Control Files and/or Waybills indicates
damage. Claims are viewed as arduous and unproductive
processes. Thus food that is justifiably lost is not
being captured, resulting in more ambiguous accoun-
tability.

CARE is fully aware of the problem with the Sub-systiem
itself and is taking steps to correct it. CARE is also keenly
aware of the need for increased staff training and has recently
initiated a process to develop it. During the Team’s visit, a
memc was 1ssued to Provincial personnel strongly reminding them
to more rigorously report losses. Chapter 5 includes specific
recommendations in these areas.

As reflected in Figure 3 at the very bottom, the sub-system
is not designed for and thus does not track absoclute end-use.
This gap 1is of particular concern to A.I.D. for its Title II
commodities, which represent a significant portion of the key
food commodities managed. It is the Evaluation Team’s conclusion
that this monitoring sub-system and the commodity movement sub-
system cannot and should not be further loaded in the near term
to accommodate this concern. They have only recently been
introduced and much additional training and fine-tuning needs to
be accomplished, particularly at the District levels. Options
for end-use verification involving other cocperating NGO's and
agencies are presented and discussed in Chapter 4.1.
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A.I.D. has also expressed an interest in quantities of food
released for sale with A.I.D. approval and the actual use of
sales proceeds. The MPO system only partially tracks the former
and the Logistics Support Unit has no role in the latter. A.I.D.
will need to discuss these matters with the DPCCN and arrive at =
mutually agreeable method to meet its needs. Tracking quantities
released for sale in a more rigorous manner should rot be
difficult for the LSU to initiate, possibly through the use of
some sort of code. Financial accountanility for funds received
is strictly outside of the LSU--and CARE’s--mandate.

The commodity monitoring and accountability sub-system is,
in summary, extremely well designed from a number of viewpoints.
It provides for cross-checking entries and thus strong accoun-
tability at each point of the system. It is based on disag-
gregated and simple manual forms which can be read and filled in
by someone with an elementary education. It is also structured
so that computerization at central levels is possible, providing
for excellent opportunities in data analysis and reporting. It
is, in short, the work of highly-qualified professionals and CARE
should be given strong commendation for its development.

Even with the current problems of under-reporting, the
Evaluation Team concludes that the MPO is working very well given
the magnitude of the undertaking and of the constraints. Reports
indicate that the DPCCN had a skeletal organization based only 1in
Maputc and virtually no tracking systems when CARE arrived in
1984, so although some might say progress should have been
quicker, in general the accomplishments are impressive.

3.2.2 Channels of Distribution. Probably the most dif-
ficult of the MPO sub-syvstems 'n terms of balancing efficiency
and effectiveness is movement of commodities. Needs, availabili-
ty, accessibility, storage and transit dimensions all need to be
considered so that no single one dominates the sub-system. As
discussed above, one of these--needs assessment--is only partial-
ly within LSU/CARE’s control and the other two--availability and
accessibility--it can onlv influence. Thus while it has in
general been quite effective in movement of commodities, includ-
ing transport and intermediate storage, it has done so, indeed it
has had to do so, in a iess-than-efficient manner.

The basic transit model for delivering the commodities is
simple: commodity shipments are called forward {or LSU/CARE
informed of their shipment), arrive and clear customs, are
transferred to intermediate storage centers and finally dis-
tributed. However, uncertainty of the exact nature and quantity
of certain donor pledges and their shipping dates (i.e. availa-
bility); the security situation (i.e. accessibility): and
regional infrastructure difficulties makes the flow-charting of
current DPCCN channels of distribution quite complex. Anrex D
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provides a detailed discussion of thesge problems in "The Trans-
port Sector in Mozambique: Implications for LSU Operations.’

The long coastline and regional port system, together with
extensive common borders with neighboring countries provide a
variety of possible entry points. Figure 6 overleaf reflects the
current 18 points of entry used by LSU/CARE. Table 7 below lists
these points, keyed by number to Figure 6, by principal transport
modes at entry and average time for cargo clearing and forward-
ing.

Table 7: DPCCN/LSU Points of Entry by Mode
with Average Clearing and Forwarding Duration

Mode/Point Duration
Ship

1. Maputo 3-5 days
2. Inhambane 2 days
3. Vilanculos 3 days
4. Beira 45 days
5. Quelimane 4 days
6. Nacala 1 week
7. Pemba 2 days
Rail

8. Nkomati (Maputo customs) 7 days
9. Entre Lagocs 1 day

Road and/or Rail
10. Chicualacualsa 3 davs
§

11. Machipanda days
(Beira or Chimoio customs)

12. Vilanove same day
Recad

13. Namaacha 2-3 dars
14. Nyamapanda (Tete customs) 2-3 davs
15. Zumbo same day
16. Zobwe (Tete customs) 2 days
17. Mandimba (Lichinga customs)? davs

Ned
N.
e}

pond
a0}

Mavalane {Maputo} 2 davs

Source: LSU/CARE, June 1988
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Figure 7 provides a schematic of some of the major channels
of distribution, together with numbers of DPCCN-staffed locations

in the system.

Figure 7: LSU/CARE Channels of Distribution

Point of Entry I
Provincial Warehouse: P
District Warehouse . D
Locality/Center : L
Monitoring Channel Magnitude
/////,Ev 18 Entry Pts.
P P 10 Provinres
1
ﬁ » § N\
v | N o
D ; D 115 Districts
| | |
‘%{! &&’ \}(
L L i L 3.2 mitlion

people

Notes:

1. Transit lines can be multi-modal

2. Solid monitoring line indicates sub-system installed; broken
line shows not yet in place.

3. Locality or deslocados center distripbution can be further
disaggregated into villages, families, etcC.

Source: LSU/CARE and Evaluation Team, June 1988
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cargo 1s prone to theft. It is recognized that rail conditions
may alter after the current investment programs in port rehabili-
tation are completed. 1In the meantime, trucks are used to load
and unload rail wagons, making it a viable mode or'y over
restricted parts of the distribution network. Ships can be
employed for first stage movements and road vehicles are general-
ly employed at transshipment points.

If the channels of distribution are thought of as a transit
network spreading from established infrastructural centers to
remote villages with limited accessibility, it is apparent that
the needs of each stage in the distribution system are different,
sometimes subtlety and othertimes more radically. This is par-
ticularly true for transport and storage, the latter especially
so where security is uncertain and a large full warehouse makes a
tempting target for bandit attack. LSU/CARE has gained valuable
experience in the last few years and must constantly weigh the
pros and cons of each channel as shipments are called forward and
decisions must be made.

The preferred pattern of cargo movement is from point of
entry to Provincial warehouses. Thereafter, consignments are
made to the District warehouses following procedures degcribed in
Chapter 3.2.1. As discussed therein, the allocations dc¢ not
always relate to District numbers of "at-risk” persons, due to
security problems or to authority selected officialz exercise in
setting consignment levels. This makes transport allocsation
difficult to plan and makes it tempting to play safe and get
surplus capacity. As reflected in Table 5 at page 13, warehouse
capacity 1is certainly adequate in most locations, with ap-
proximately 60,000 tons available for the requested (but not yet
fully pledged) 210,000 tons to be called forward over a 12 month
period.

Mention should be made that of the warehouses visited by the
Evaluation Team, most were in sound condition and adequately
secure. Rodent problems exist in many locations, particularly at
the District level, but in that commodities do not usually rest
more than 3-5 days in these locations this is not viewed as a
major source of loss. Stock cards appeared up-to-date and the
MPO tracking system more-or-less installed. A continuing lack of
pallets and a need for additiconal training in proper stacking
methods are problems of which CARE is fully aware.

Some District sites cannot accept large loads due to
capacity, fear of attracting tandit attacks, or need to im-
mediately distribute to localities/families at risk. Smaller and
more robust trucks {(e.g. 4 X 4) than those currently operated by
DPCCN would be ideal for distributing to these locations. Their
use could also avoid transshipment costs by directly shipping
from Provincial to locality sites.
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In many cases, distribution is more elaborate than that
shown in Figure 7. It may involve one or two transshipments
prior to arrival at a Mozambican point of entry. It may alszo
incorporate storage at points of entry prior to movement to
Provincial warehouses, and an additional distribution stage at
local levels--to villages, for example~~-may be added. At eamch
identifiable stage in the shipment, commodities are off-loaded
and either transshipped or stored. Thig creates opportunities
for damage or theft, and some loss must be expected. The
question is how much loss is considered acceptable, given the
trade-off between costly checking procedures and speed of
distribution. As discussed above, the MPO must begin more
rigorously capturing losses so that Central Operations can
quantitatively assess the trade-offs of various routings.

DPCCN must also service areas of high risk, where the
nrobability of attack is great. Over 7 percent of the fleet has
been lost through attacks and land mines. The Evaluation Teamn
also noted that as many vehicles were lost in other non-security
related incidents, suggesting a potential focus of management
action. LSU/CARE planners try to keep these losses tc a minimum,
either by: using convoy arrangements; bringing commodities
through neighboring countries and thus avoiding insecure areaz of
a more orthodox Mczambique routing; and finally, when all else

fails, by direct airlifting into fortified sites. These ap-
proaches require maintaining a surplus of trucks (although some
Provinces need vehicles) and very low utilization levels. The

average monthly figure for the period January through May 1988
was only 1622 kilometers per truck (minimum 400 km, maximum 23800
kmj). These levels are very inefficient and may only be tolerated
by doncrs in the short term.

Of continuing challenge to LSU/CARE planning efficiency are
the problems associated with donor dispatching of commodities and
with calling forward needed cargo. The importance on scheduling
can be demonstrated by the recent unannounced arrival of a §,000C
ton bulk maize shipment at Maputo Port. Central Operations had
to work round the clock to clear this boat since it carried a s
6,000 daily demurrage fee. Should any other vessel have arrived
while this was taking place, costly delavs would have occurred.
If donors could be made aware of the importance that shipping
information has on LSU/CARE’s operations, management in general
would be greatly improved.

LSU/CARE has been quite successful in getting donor support
for the supply of trucks and tractors, and for their maintenance.
It has sensibly kept Provincial fleets fairly homogeneous in
terms of vehicle makes and, with the assistance of UNICEF and
SCF/UK, has spent time and resources building up regional
workshop facilities, usually from the ground up. The progress in
installing the truck/transpoert inventory and control systems is
acceptablie given the lack of local technical staff and low level
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of training effort. Tables 8 and 9 show donor sources of the
fleet since 1984 and status of workshop facilities and expatriate
mechanic staffing respectively.

Table 8: DPCCN/LSU Truck and Tractor Units
Provided by Donors 1984-Present

Donor Trucks Tractors Total Units
Japan 67 67
Holland 59 59
A.1.D. 43 43
oDA 42 42
Italy 39 39
Oxfam 36 36
SCF/UK 33 4 37
Sweden 23 23
USA for Africs 16 16
UNICEF 8 8
UNDRO 7 10 17
UNDP - 8 8
Eduardo Mondlane Found. 5 5
World Vision 5 5
France 2 -
CARE Internationsal 1 39 40
TOTAL 386 61 447

Source: LSU/CARE June 1988

Table 9: DPCCN/LSU Workshop Facilities June 1988

Expatriate Tools &
Location Mechanic Facilityw Equipment
Maputo-Cent. 1 UNICEF adequate adequate
Maputo Prov. - covered by Central
Gaza 1 UNICEF adequate adequate
Inhambane 1 UNICEF adequate adequate
Sofala - private DAF facility
Manica 1 UNICEF adequate adequate
Tete 1 CARE contract with CODAUTO
Zambezia 2 SCF/UK adequate adequate
Niassa - adequate NONE
Nampula 1 CXFAM/UK adequate adequate

Source: LSU/CARE and Evaluation Team, June 1988
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LSU/CARE has installed a transport sub-system information
system which in the medium term should provide planners with a
means of better utilizing the fleet. 1In terms of transport cost
control systems, LSU/CARE staff has wisely kept forms simple,
direct and focussed on key items. The systems are clear,
uncomplicated and seem to be backead up by effective training.
Presently, data are collected on fuel consumption, tons carried
(split between LSU and other entities), utilization, availability
and days in park/workshop.

These data are readily accessible and with them the Evalua-
tion Team was able to calculate that in the period January
through April 1988, the average DPCCN fleet availability was 78
percent, average fuel consumption was 3 km per liter, the average
fleet utilization was 66 percent and vehicles spent an average of
4 days in the workshop and 5.4 days in the truck park. These
data provide an indication that good start has been made towards
establishing a transport information sub-system.

The Evaluation Team reccmzends that this base be built on in
two ways, broadening the cost items to enable full truck costing
to be calculated (see Annex F for details on Vehicle Operating
Costs) and making the transport sector responsible for providing
LSU/CARE planning staff with such data. This latter action would
reflect the capabilities of LSU/CARE transport staff and go some
way to making the two information sub-systems--commodity and
transport--tie in more closely. Finally, a two way information
flow, that is matching the data flow to Central Operations with
summary data back to the Provincial levels for their control
purposes 1s also considered desirable where it is not already in
place. The diversity of channels in Mozambique is likely to
remain for the short to medium term, and good monitoring systems
are essential if efficiency and effectiveness are tc become joint
objectives.

3.2.3 Information and Reporting. The MPO as established
currently focuses on information for internal use by the DPCNX.
The key management information instruments and reports generated
for internal planning and control are enumerated in the preceding
two sections and problems with them discussed. Examples are
found at Annex G. Chapter 4.1 will identify some key areas
where this internal system should be improved, particularly with
regard to end use and spot checking and cost accounting for fleet
management planning. For purposes of internal supervision and
control, however, the system in place is of very high quality.

As training objectives are achieved and the kinks worked cut of
the dBase program it should prove easier and easier to use.

What was perplexing to the Evaluation Team is that much of
this vast wealth of generally useful information has not until
quite recently been synthesized into any standard reporting
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format for dissemination to donors, nor have many of the donors

until recently asked for specific reports. The publications that
are prepared by LSU/CARE and externally distributed are listed in
Table 10. "Origin"” refers to the originating division within the
LSU (Information or Coordination) and "Circulation” is per issue.

Table 10: List of LSU/CARE Publications

# Title Origin Language Freguency Circ,
1  DPCCN Newsletter Info. Eng/Port Monthly 200
2 Roster of Agencies Info. Eng/Port Quarterly 200
3 CARE Fact Sheet Info. Eng/Port Quarterly 20
4 DPCCN Fact Sheet Info. Eng/Port Quarterly 20
5 LSU Briefing Packet Info. English Bi-Monthly/ 20
as required
6 CARE Quarterly Rep. Info. English Quarterly 12
7 CARE Annual Report Info. English Annually 50
8 LSU Project Proposal Info. English Annually 30
39 Field Trip Reports Info. Eng/Port. As required 8
10 Press Releases Info. English A8 required 10
11 Food Situation Rep. Coord. English Quarteriy 25
12 Commodity Flow
Monitoring Report Coord. Port Bi-weekly 30
13 Cargo Index Coord. Port Bi-weekly 30

Recipients: 20 CARE Mozambique staff (#'s 1,2,6,9,11,12,13)
29 NGO’s (#’s 1,2,9,11)

44 CARE International Missions (#’s 1,2,6,7,8,10)

6 United Nations agencies (#'s 1,2,7,8,9,11,12,13}
5 Bilateral aid donors (#'s 1.2,6,7,8,10,11,12,13)
13 Embassies (#’s 1,2,7,8,10,11)
38 GPRM offices (#’s 1,2,7,8,11,12,13)
20 Miscellaneous (journalists, teams, etc.) various

Source: LSU/CARE June 1988

Publications ! through 10 amply fulfill the OFDA grant's
requirement that CARE "document the functions of the LSU," and
publications 6 and 7 fulfill CARE’'s performance reporting
requirements under the grant. Publication 1, the DPCCN Newslet-
ter, provides a province-by-province summary of conditions and
activities which is of general interest to anvone concerned with
Mozambique. Publications 1 through 4 are contained in Publica-
tion 5, the "LSU Briefing Packet,” which comprises one ¢f the
best briefing kits the Team has found. Publications 11, 12 and
13 have only recently been intrcduced by the Ccordination
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Division and provide more of the type of quantitative information
in which OFDA and FFP have expressed interest.

The Teom did not specifically review the A.I1.D.-DPCCN Title
I1 agreements as part of its work. The OAR/FFP "DPCCN Reports”
files contain the DPCCN Newsletters mentioned above, which are
clearly inadequate for FFP requirements. Although with the
recent inclusion of the hard data in the new publications 11, 12
and 13 the Newsletter begins to meet Title II requirements, much
more needs to be provided on a routine basis. The Team suggests
that the DPCCN agreements with other donors also may include
reporting requirements that are not fully being met.

Chapter 5 includes a strong recommendation that DPCCN review
its formal agreements on reporting to all donors =z=nd develop a
master report that satisfies most needs. The LSU/CARE Donor
Shipment Report that is still in development is one potential
excellent tool to meet these needs. The Report tracks a com-
modity shipment by Master Shipment File number from arrival to
distribution by quantity to receipt at Districts and distribution
to centers or localities (i.e. sub-district level when fully
installed). Samples of the report are provided at Annex H.
Although some problems remain and numbers do not yet tally, the
CARE Cemputer Specialist expects to have data from all provinces
entered and the system fully operational within 3-6 months. As
increased training and supervision achieve results with improved
tracking and reporting of losses, in combination with the
Commodity Flow Monitoring Report (Figure 3 at page 19) the Donor
Shipment Report should fulfill a major portion of Title II, as
well as most other donor, requirements.

This recommendation on increased external reperting is not
made cavalierly in order to increase DPCCN (and LSU/CARE)
worklcad. It is rather offered within the context of a possibly
more stable situation in Mozambique and of possibilities of
"donor fatigue”. If another emergency occurs elsewhere in the
world, and/or if conditions in Mozambigque begin to improve,
donors will more carefully assess the opportunity costs of their
contributions to one or another location. It is very much in the
DPCCN’s interest to present itself as a tightly managed, respon-
sible and responsive organization in terms of maintaining public
accountability. This means that it should be routinely reporting
on commodity use, including inevitable losses, to maintain strong
credibility. The well-developed and computerized LSU/CARE MPO
proviacs it an opportunity to provide very detailed reports in a
relatively painless manner.

CARE 1is not a consignee and is not responsible for reporting
on Title II or other commodities in its "NGO role”. It is
responsible in its "technical assistance role” for establishing a
professional Mozambican Logistics Support Unit that is capable of
monitoring and reporting cn commodities. With reference to
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Annex C, the new DPCCN reorganization plan places the external
reporting function in a separate Department of Projects, Informa-
tion and Planning. In its "NGC role,"” from the Department of
Operations (i.e. the LSU) CARE may wish to consider providing
assistance to the new Department from the LSU’s existing Informa-
tion Section. If CARE chooses not to do so, A.I.D. may wish to
work with other donors (i.e. Swedish asid and UNICEF) to ensure
this technical assistance is provided. In either case, the
information now exists in retrievable form for vastly improved
external reporting by DPCCN, and it is strongly encouraged to
begin utilizing this resource.

3.2.4 Human Resources Development. The GPRM-CARE Basic
Agreement of March, 1984, envisioned a "target horizon for
accomplishing ithe dual tasks of constituting a fully operational
LSU and training of local counterparts to a satisfactory level of

performance” at four years, or March, 1988. It is likely that
neither party foresaw the need for such rapid and massive
expansion of the relief effert at that time. Most local counter-

parts are the first to say they would have difficulty doing the
Job if CARE expatriates were not still available.

Chapter 3.1 documents the rapid growth in DPCCN personnel
throughout the country; commodities moved; fleet operated and
maintained; and storage facilities obtained and operated.
Although Chapters 3.2.1 and 3.2.2 emphasize a need for greatly
increased efforts at training, this must be seen in the context
of what has already been accomplished. Almost 1350 DPCCN
staffers are currently functioning at some level of competence in
positions that did not exist four years ago in a structure that
was then described as "nascent” at best. Although the following
paragraphs will again focus on increased training, they must be
read with full appreciation of the magnitude of the effort to
date.

The original CARE proposal for its first OFDA grant included
a position for a full-time Training Officer to carry out the
formal training planning function, with the ubiquitous “"on-the-
Job” training to be undertaken by expatriates with counterparts.
The Training Officer had not been recruited at the time of the
September, 1985 evaluation and a recommendation to do so was
included in that report. The position was filled, and by various
accounts "it did not work out.” The position has been vacant
since February, 1988 and has been covered on & half-time basis by
the CARE Information Coordinator.

Table 11 which follows provides a listing of formal training
either provided by, facilitated or supported through CARE’s
efforts to date.



Table 11:

Theme

Magster Plan of

Formal
International

Location

Cperations

Chibuto
Xai Xai
Inhambane City
Chimoio

tr

Beira

Nampula City
Lichinga

Commodity Management

Inventory &
Warehousing

Warehousing
Accounting &
Inventory

Invent.Contrl

Accountability
Planning
Contrcl Proc.
Warehousing
wWarehousing

Tete City
Beirsa

Tete City

Tete City
Beira

Maputo City
Inhambane City

Maputo City
Maputo City

Training Courses Organized by CARE

Staff 1384-Present

Duration
& Dates

10/86
3/88
10/86
8/87
10/87
11/87
3/88
4/88
4/88

days
days
days
days
days
days
days
days
days

PN BSOS L)W W w

3 devs j2/84

2 days 4/85
2 days 5/85

& 2 days 6/85
3 days 5/86

days 7/85
days 4/87
days 1987
day 8/86

days 2/88

BN Oy 0N

Customs Processing & Forwarding

Customs Clrnc.
Port Proced.
Customs Docs.
Shipping Docs.,
Control,
Shipping Docs;
Comm.Flow Rep.
Port Clearnce,
Accting Proc.

Beira
Maputo
Maputo

City
City
Maputo city
Maputo City

Maputo City

Continued on next page

day 6/85
days 5/86
day 7/86

-t DD

2 days 4/87
2 days 11/87
1 day 1/88

39

# of Participants

/Occupation
8 Prov. Staff
N/A
8 Prov. Staff

9 Dist. Reps.

"

10 Prov. Staff
4 Prov. Staff
4 Prov. Staff

3 Prov.Comm. &
Wrhs. Mgrs.
3 Prov.Wrhs.Mgrs.

4 Prov.Comm &
Wrhs., Mgrs.
Prov.Comm. &
Wrhs. Mgrs.
Prov.Staff
Central Mgr.
Dist. Reps.
Cent.Wrhs.Mgrs.
Cent.Wrhs.Mgrs.

W da 00 - BN

2 Prov. Staff

2 Central Staff
4 Central Staff
N/A

3 Central Staff

4 Cent.Supervis.



Table 11 continued: Formal Training Courses Organized by CARE
International Staff 1984-Present

Duration # of Participants
Theme Location & Dates /Occupation
Transport Management
Control Proc. Tete City 1 day 11/84 2 Prov. Mgrs.

& 1 day 3/85 b
Veh.& Fuel Cntrl,
Reporting Tete City 2 days 5/86 2 Prov. Mgrs.
Procedures Tete City 7 days 3/87 5 Prov. Staff

Vehicle Maintenance

Vehicle Mtnce. Tete City 1 day 11/84 35 Prov. Mech.

& 1 day 4/85 & Drivers
Electric Sys. Maputo City 2 years 85-87 2 Central Mech.
Leyland Mtnce. Maputo City 4 weeks 1/87 3 Central &
2 Prov. Mech.
Mercedes Mtnce.Maputo City 3 weeks 4/87 4 Prov. Mech.
Mercedes
Driver Trng. Maputo City 1 week 4/87 8 Prov. Drivers
Volvo
Driver Trng. Maputo City 1 week 5/87 12 Cent. Drivers
Volvo Mtnce. Maputo City 3 weeks 8/87 2 Central &
4 Prov. Mech.
Nissan Mtnce. Maputo City 3 weeks 7/87 15 Prov. Mech.
Cther
Intro. to
Computers Maputo City 1 day 6/87 7 Central Mgrs. &
Staff
Budgeting Proc.Maputo City 1 day 10/87 2 Central Mgrs.
Basic English Xai Xai 3 months/2 hrs/ 14 Prov.Staff

day 12/87-2/88

Source: LSU/CARE June 1988

Although the number of formal sessions held is impressive,
they have primarily been held when a specific need arises and/or
because a CARE or other NGO expatriate has an specific training
interest, or in the case of the UNICEF Trainer Mechanics, a
specific job requirement. On-the-job training has clearly also
been undertaken, but given the exigencies of set-up within the
emergency situation this has often slipped in face of a need to
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get the job done. While this more ad hoc approach is totally
understandable within the period of such tremendous growth and
installation of the MPO. it highlights the view of training as
"something we need to do when we get the time.” The emergency
situation appears to have reached an equilibrium and significant
additional growth is not fcreseen. It is now time to refocus on
providing skills that will enable Mozambican staff to fulfill the
MPO system’s potential.

CARE is fully aware of this requirement and has recently
developed a Draft Training Plan which propeses a much more
systematic approach to needs. The key immediate need is to
develop standardized position descriptions and thus skills levels
for each position. Only then can a proper needs assessment,
matching incumbents’ skills to those required for the job, be
undertaken. This should be followed by development of sequen-
tial training objectives for incumbents or groups of incumbents;
development of training venues to meet those objectives; and
finally training design. Phase 3 of the MPO, which focuses on
the Manual of Operations, will meet some of these needs.

As stated much earlier, the LSU exists per se only in
Maputo, with all provincial staff except CARE PLO’s under line
authority of Provincial DPCCN Directors. Development of position
descriptions for the entire DPCCN of 1700+ persons is clearly
beyond the scope of CARE’s mandate. An excellent first step has
been taken by a Swedish consultant to the DPCCN during his
assistance with the reorganization plan. As reflected in Annex
C, functions of each section of each department at the central ;
level have been allocated within the new structure, and the |
number of positions set for all but the LSU. This, according to
the consultant, has been left up to CARE. CAR. PLO’'s are also
assisting with development of organizational structures in each
of the provinces in which they work.

This new and very positive initiative in developing the
whole DPCCN as a rationally organized national institution, with
the LSU (formally the Department of Operations) as but one piece,
should be fully supported. Prior to this step, the DPCCN has
existed but the vertically integrated LSU, with its 20 ex-
patriates and 400 trucks, has clearly been the "tail wagging the
dog”. It will remain extremely important in the medium term, but
must refocus its role on logistics and leave broader planning,
information and overall training functions to their proper
departments within the DPCCN.

The future LSU/CARE training plan--based on the process
described above--should thus focus on all staff within LSU
Central Cperations and on logistics and commodities staff in the
provinces. It should be developed in consultation with the new
DPCCN Training Section, when that is staffed up. Chapter 5
recommends that CARE engage a consultant to assist with the
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process 80 that it does not remain "scmething we need to do when
we get time.”

The Team recommends that the consultant focus on developing
the training process and plan for Mozambican staff. At the same
time, CARE management in Mozambique and New York are strongly
urged to review and, if necensary, revise, position descriptions
for expatriate staff in Maputo and the provinces. Because of the
new DPCCN reorganization and concomitant shifting of funections it
1s also recommended that CARE periodically reassess needs and be
prepared, if indicated to shift expatriates to meet needs.

All new and revised position descriptions should include
verifiable requirements for on-the-job counterpart training,
based on requirements identified by the consultant. CARE
management must then more rigorously assure that staff carry out
this function. Use of training contracts between expatriates and
counterpart staff is a common, and effective, means of assuring
this training takes place.

3.3 Impact to Date

It is the Evaluation Team’s conclusion that CARE has made s
positive and significant contribution to both the direct provi-
sion of relief supplies and the institutional development of a
Mozambican entity to do so. Chapter 3.2 contains numerous
examples of inadequacies and areas for improvement, but on
balance the achievements are impressive.

Actual "impact” in humanitarian terms cannot be directly
measured in that nutritional surveillance data are very scanty.
If all food received in 1987 reached at-risk perscons at the
recommended ration of 350 grams of cereals per day, it would mean
that only 816,667, or about 25 percent, of the target group
received full subsistence rations. It is clear to Mozambican
planners and to LSU/CARE that families are supplementing rations
with whatever they can get and, in many places are not getting
enough. Within this context, Table 12 reflects the derived
impact of recorded LSU/CARE distributicon to the Provincial level
in 1887 (ref. Table 6).




Table 12: Estimated Percentage of “At-Risk" Population
- Served by DPCCN/LSU by Province in 1987

Cereals Number of Number of % At-Hisk
Province Provided (kg) Rationss At-Risk Served
Maputo 5,573 46,452 329,000 14.1
Gaza 4,223 35,192 444,500 7.9
Inhambane 7,821 65,175 566,900 11.5
Sofalsa 9,357 77,975 226,600 34.4
Manicsa 2,595 21,608 243,000 8.1
Tetc 20,758 172,883 294,000 58.8
Zambezia 13,916 115,867 546,000 21.2
Niassa 88 733 398,600 -
Nampulsa 21 175 194,000 -
Totals 64,352 536,260 3,242,700 16.5

* Rations calculated as 350 g£/person/day for 365 days or roughly
120 kilograms/person/year.

Source: Evaluation Team calculations from DPCCN/LSU datsa, June
1688

Given the increasing effectiveness of the MPO commodity
tracking system described in Chapter 3.2.2 above, LSU/CARE should
be able to track with accuracy 95 percent of commodities to the
Provincial level and an approximate 50 percent to the Districts
in 1988, thus improving potential for derived impact greatly.

Tho MPO system’s accountability combined with a proposed spot-
checking initiative described in Chapter 4.1 will allow for
improved assessment of humanitarian impact beginning this year.
Absoclute availability of commodities, however, will still be =z
concern.

In -terms of institutional impact, CARE has made = strong
contribution to development of an effective and well-equipped
Mozambican disaster relief structure, of which the LSU is but one
part. It is clear to all that the initial four year timeframe tc
train Mozambican staff established in the CARE-GPRM Basic
Agreement did not anticipate the massive growth of needs. Lack
of achievement of this target is noct seen as significant although
more rigorous attention to training would have been beneficial.
CARE’s careful attention to a system’s abdproach to the needs will
have a very high payoff in the medium and long term.

CARE has been less concerned with efficiencies of the
operation in the short term, given the massive needs. As
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discussed above, given potential for "donor fatigue”" the follow-
ing chapters will provide more detailed discussion of where
efficiencies can and should be obtained now that needs appwcar Lo
have reached an equilibrium. It is increasingly important that
counterparts and staff learn that donor resources are noct free
and of unending availability if the institutional gains made to
date are to be sustained in the future. As CARE has done well 1in
establishing an effective system, 80 it now must turn to the
fine-tuning to enable the Mozambicans to maintain that gysizm 1in
the future.

4. ANALYSIS OF KEY ISSUES

4.1 Operational Capabilities.

The Evaluation Team’s Scope of Work includes "operational
capabilities” as a specific issue and defines it as capabilities
of the LSU to provide improved end-use monitoring capabilities.
Chapter 4.1.1 below directly addresses this issue. Chapter 4.1.%2
address another operational issue, that of fleet management,
which the Team believes important to highlight. Both are
important to the effectiveness and efficien-y of future L3U/CARE
activities.

4.1.1 End Use Monitoring. Ae highlighted several times in
Chapter 3.2 above, LSU/CARE as a logistical unit is directly
affected by the accuracy of GPRM needs assessment both in
programming quantities of food required and in managing the
movement of that food. Improving GPRM capabilities in this area
is key to improving both the effectiveness and the efficiency of
LSU/CARE and, by extension, of all DPCCN operations. ©One key
input to improved needs assessment is feedback from more rigcrous
end-use monitoring of commodities distributed.

The issue of the lack of end-use monitoring or verificstion
was raised in the September, 15985 evaluation of the OFDA-CARE
grant, with the conclusion, "While understandable in the cir-
cumstances, the present level of commodity monitoring and end-use
verification is considered inadequate.” (Brennan and Lockwood,
Evaluation, p. 14). The evaluation included as recommendaticn
number 11 that "CARE devise standardized forms for use by
locality authorities to report on distributions to end-users,
insist upon their submission and instruct the authorities in
their use.” (Evaluation, p. 17j. Geographic coverage by DPCCHN
was at that time less than half of what it is today; the massive
expansion cof the DPCCN operations rather than end-use monitoring
has been a central focus, and end-use monitoring is still
inadequate.
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X . . - - L
CARR has subsequently worked wi ‘
MPO so that Provincial and District leval reporting on commodity
flows are regularized and reasonably accurate 80 that when and if
locality or deslocados center reporting becomes poesible struc-
tures will be in placc to direct, supervise, analyze and utilize
reporting out. The system was installed at the donor-to-Province
level (Phase 1) in 1986 and the Province-to-District level (Phase
12) in 1987. As discussed in Chapter 2.2.2 above, Phase 1 is
still only capturing 67 percent of commodities and greatly
increased training and supervision is indicated. Phase 2 is
irregular with 8till only a small return on what iz issued
acknowledged. Absolute end-use is not tracked by the sub-system.

Ao

A.I.D. has provided a significant level of Title II food to
the emergency operations, consigned either directly to the DPCCN
or to one of two NGO’'s, World Vision International (WV) and the
Christian Council of Mozambique {(CCM)}. CARE has not been a
consignee for this food, but through its assistance to the
DPCCN/LSU is involved in management as it is for commodities from
all donors. Table 13 reflects the U.S. Title II food aid as a
percentage of key commodities received over time.

Table 13: Title II Commodities Managed by DPCCN/LSU
as Percent of Total Key Commodities Managed 1885-1887
{metric tons}

Commodities 1985 1886 1987 TOTALS
Cereals Total 52,871 91,081 898,000 241,852
wWorld Vision 13,000 3,000 21,500 43,500
CCM 526 1,456 O 1,882
Direct DPCCN 0 0 0 0
Sub-Total Title II 13,526 10,456 21,500 45,482
% Title 1I 25.86 11.5 21.9 18.8
Beans Total 1,488 7,933 23,000 32,432
World Vision e 1,800 1,500 3,300
CCM 0 227 0 227
Direct DPCCN ¢ e 10,024 10,024
Sub-Total Title I1I 0 2,027 11,524 13,3551
% Title II O 25.6 50.0 41.8
Edible 0il Total 701 3,380 10,703 14,794
world Vision O 2,160 1,300 3,660
cCM 73 267 0 330
Direct DPLCCN O Y 5,153 5,151
Sub-Total Title II 73 2,427 6,651 9,151
% Title II 10.4 71.6 62.1 61.9
Scource: LSU/CARE June 1588
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A.1.D. has requested that the Eyaluation Team investigate
feasible means to further extend the operational capabilities of
the LSU and provide improved end-use monitoring capabilities.
Given A.I.D.’s requirements for Title II commodities and the fact
that they represent a significant portion of overall food mid to
Mozambique, this should thus be a concern of the DPCCN, including
LSU/CARE.

Chapters 3.2 and 3.3 highlight the many problems and inef-
ficiencies associated with the rapid geographic and demographic
coverage by the LSU, including the low s8kills levels of national
staff and the monumental intricacies of commodity movement given
shipping, security and infrastructure constrainte. It is the
Evaluation Team’s conclusion that the systems are still far too
fragile and dependent on expatriate supervision to absorb yet
another level of personnel, transport, and information management
at yet & lower level.

The Team recommends the LSU/CARE take a minimum of a2 one
vear “"breather” from this expansion phase and focus increeassed
attention of making what exists work better. If it can achieve
the recommended targets of 95 percent accountability at the
donor-to-Province level and 50 percent at the Province-to-
District, it will have achieved a great deal. CARE’s plan to
move to Phase 3, which essentially consists of regularizing roles
and responsibilities within the existing system, is fully ap-
propriate to meeting these targets. As noted above, this should
include a greatly enhanced emphasis on local staff training. It
can move to sub-district level reporting in the medium {2-3
vears) horizon.

In the interim period, it is recommended that DPCCN work
closely with interested NGO's and UN agencies to establish a more
regularized spot-checking system. That is, numerous NGO’s of
international reputation have geographically-focussed programs
throughout Mozambique and have existing transport and personnel
residing in or visiting those areas con a regular basis. Mpst
already work quite closely with Provincial-level DPCCN staff and
provide informal reporting on distributions. Some, such as
SCF/UK, even provide Provincial government with monthly reports
which include comments on the food situation. It would likelyw
not be a burden if DPCCN were to provide simple one or twc page
standard forms (suitable for LSU/CARE computer coding} to the
organizations to more formally capture spot-check data. The
focus should be on food availability {(commercial and free) in thse
locality and on amounts, periodicity and any problems of dis-
tributions/sales.

The Evaluation Team did not interview all NGC’s but in
discussions with two--Africare and SCF/UK--indications were that
if the system was initiated by the DPCCN they would have no
problems participating an it. Assuming only 8 participating
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NGO's or UN agencies (and there are over 40 in Mozambique), and
assuming that each could undertake spot-checks in at least 2
localities or centers in 4 districts each month, a sample of 48
spot-checks covering 32 districts would be achieved. This
represents roughly 40 percent of the accessible districts and
would have a fair degree of statistical reliability. Obvious
NGO’s to begin with would be those A.I.D. is funding, including
Africare, SCF/US, ADRA, and World Vision. In addition, OXFAM/UK
and SCF/UK have active programs in Niassa and Zambezia and would
likely be willing to participate. Finally, UNICEF and WFP are
both closely involved in the emergency distributions and could
also provide valuable information.

It is recognized that World Vision and potentially ADRA as
Title II consignees have more specific need for proper end-use,
and it is recommended that A.I.D. assist with funding for this
purpose. The focus should be on coordinating with DPCCN at the
national and provincial levels, as is currently the case, and
should in all cases avoid creation of parallel systema. These
NGO's should instead emphasize more active direct involvement in
sub-province activities. The proposed district focus will thus
greatly enhance end-use verification in districts in which they
work while avoiding redundancies (and thus cost and inefficien-
cies) at the provincial and national levels.

Should A.I.D. require more formal end-use verification for
commodities consigned directly to DPCZCN, its hard currency
contribution to DPCCN must be increased significantly. That 1is,
it must avoid the tendency to overburden the LSU and should
instead create a new project with the new DPCCN Department of
Audit and Supervision as the LSU should not be asked to audit
itself. This could be through CARE, or through another NGO, or
through a commercial consulting firm. Based on skills transfer
experience to date {(not just with CARE), an absolute minimum of
4, and preferably more, expatriates would be required, each
covering a maximum of 2 provinces, for at least 2 years to
establish the program and attain the sort of statistical validity
required (estimated costs minimum $ 800,000 inclusive of housing,
international travel, shipping, school allowance, etc). Light
vehicles, currently in very short supply in the provinces, would
need to be acquired and maintained (estimate $ 160,000 minimum;.
As approximately 75 percent of the commodities are moved via
armed convcy at the sub-province level, the frequent 10-15 day
turnarounds would indicate very high per diem costs {estimate S0
days/yvear/expatriate x 2 years x $ 101 for $ 73,000 minimum;.
Finally, air travel would be very high if accessibility remains
as it is in that it is not possible toc move between any provinces
except Beira, Manica and Tete without it {(estimate $ 400/hour X
40 hrs/mo./expatriate X 2 yvears X 4 expatriates for approximately
$ 130,000). The total costs for two vears would be in excess of
U'.5.% 1 million in hard currency.
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In that there are so few reports of significant leskage with
commodities, the Evaluation Team recommends the low cost-no cost
use of other NGO's and UN agencies for spot-checks rather than
the high cost of establishing an entirely new system. This 1is
especially true if A.I.D. is interested in reducing its hard
currency contribution and phasing out expatriate involvement. If
LSU/CARE attains the accountability targets recommended for 1988,
they should assess whether the system can be extended to centers
and localities at that time.

4.1.2 Fleet Management. Tables 4 and &5 in Chapter 3.1
demonstrate the provincial level distribution of the DPCCN fleet
and storage facilities. Given the continuing constraints of
availability and accessibility, coupled with an inadequate needs
assessment process, many Provinces thus have both surplus storage
and transport facilities. The Team recognizes the irregular
demand for vehicles due to shipping and convoy schedules, but
there seems little case for increasing the DPCCN’s fleet size as
requested in the 1988 Appeal. The total DPCCN fleet of 431
trucks has a capacity of around 3700 tons, so even allowing for
convoy waiting time, attacks, non-availability and so forth the
actual tonnage per vehicle is low. The parastatal trucking
entity Camionagem, not known for high productivity, carried 14
times more per vehicle/month during the same period. CARE
International in Mozambique staff argue that this is an invalid
comparison in that Camincagem runs in the cities and only safe
rural routes, and does not open its trucks to the risk of the LSU
fleet. The Evaluation Team believe that the significant dif-
ference cannot be explained by operational difficulties alone,
and that DPCCN simply does not have enough work to do in many
Provinces.

Use of other transport modes would decrease hard currency
costs for truck maintenance and should be actively pursued.
Provinces with coastlines should be encouraged to use cabotage
and river transport where available. Many transport modes,
including rail, are receiving substantial donor assistance and
should be able to supply reliable and competitive transport
services in the medium term. They could be particularly valuable
in the first phase of the distribution channel, entry point to
Province, and in other cases possess the attributes to deliver
directly to local distribution points without risking attack on
road links, e.g. Beira up river to two locations in Marromeu
Districe.

The experience gained by DPCCN its fleet operations,
together with the capital value of the vehicles--currently around
22 million dollars--need to be recognized as a valuable asset in
any future DPCCN role. In the short term, emphasis should be
placed on improving payload capacities of existing vehicles, as
currently planned by Central Operations. All 6 X 4 vehicles

48



should pull a draw bar trailer on paved routes, giving an extra
6-10 tons payload. Given the difficulties of increasing annual
kilometrage in the prevailing convoy conditions, emphasis on
increasing kilometer productivity (like trailers) will be very
beneficial.

Operating efficiency standards should be set to ensure that
fleet capacities and commodity demand levels are not excessively
imbalanced. Trucks should be transferred between Provinces,
despite local administretive reluctance, to meet service needs as
long as maintenance can be carried out, for example Leylands to
Gaza or Tete. Costs should be closely monitored and reporting
procedures used to improve efficiencies by targeting specific
areas. The operating cost reports should consider separating
tire consumption costs, since this item can exceed 20 percent of
total costs for a large truck. Workshops are not an issue in the
short to medium term, although their managemeni is and starfing
levels need to be kept as tight as possible. Inventory informa-
tion can be channeled to form future budgets and orders, so that
the particular operations of DPCCN vehicles and regional condi-
tions are reflected.

The joint issues of service lives, depreciation and vehicle
replacement are linked to the long term sustainability of DPCCN.
Currently, planners are not fully costing spare parts, tire costs
and vehicle depreciation/amortization, presumably because they
are usually donated and are not a direct operating budget item
like fuel. However, full vehicle costs should be a goal in
planning terms, if only because the value of the donation could
have been received in the form of additional food shipments.
Nothing should be viewed as a free good.

In the short term, unit transport costs should be the acid
test of efficiency and modal choice. DPCCN fleet management
should aim to cut costs by tighter controls and driver dis-
cipline, and improving vehicle productivity. Modes other than
road should be tried where appropriate to compare efficiencies.
Annex F, Vehicle Operating Costs, demonstrates that private
operators are almost always cheaper that state enterprises, even
allowing for their need to earn a return on their capital
invested and cover overheads.

Chapter 4.2 describes the long-term role of DPCCN as a
disaster preparedness agency, with minimal internal logistical
resources on stand-by. The implications of a this long-term role
are profound on LSU/CARE’s overall operations in general and own
account trucking in particular. DPCCN own account transport
cperations are always going to be characterized by high costs,
since periods of intense activity as followed by lengthy layove-
rs. One policy to reduce this would be concentrate on providing
smaller vehicles at District levels, serviced at Provincial
workshops, and to use parastatal and private truckers, together
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with other modes for long hauls. DPCCN therefore should
consider reducing its number of large trucks--possibly through
sale to the private sector--and make provision for replacement of
with a different type. Chapter 4.2 which follows assesses the
potential impact on the DPCCN budget for a range of options
involving increased private sector use.

4.2 Privatization: Key Issues and Options

Since OFDA began funding the activities of the LSU/CARE in
1984, the primary modes of transportation used for the distribu-
tion of relief goods have been the LSU’s vehicle fleet of over
400 trucks and tractors along with other government-controlled
air and boat services. Except in a few cases, the use of private
transportation has been considered either inappropriate or
inadequate for the scope of the LSU’s activities. After four
vears, however, A.I.D. has requested the Evaluation Team to
explore expanding the participation of the private sector in the
transportation and distribution of relief goods.

Within the context of this evaluation, A.I.D. considers the
promotion of private sector participation in relief activities as
"privatization”. While not explici.ly stated in the scope of
work, the term "“privatization” would seem to include any one or
combination of options which reduce the range of LSU’s operation-
al activities including: contracting, sale or lease of assets,
introduction of greater competition through policy reform, and
specific assistance programs designed for increasing the ef-
ficiency and supply of private sector transportation.

This section presents the key issues and options associated
with implementing a privatization program within the context of
the emergency relief program. Specifically, the analysis focuses
on privatization options concerning trucking, since more than 50
percent of the emergency food is distributed by road. As
developed in greater detail in Annex E, privatization is desi-
rable because of several reasons. First, it would allow the
DPCCN to achieve greater levels of efficiency. Second, it would
begin to establish the foundation for a more rational transporta-
tion sector which will be important during the recovery stages.
Third, it would allow OFDA and FFP to decrease hard currency
contributions to the DPCCN program. Finally, &nd equally
important as the achievement of any one of the above program
objectives, is the fact that there exists an overwhelming demand
on the part of private transporters to participate in some type
of privatization program. This latter is more fully explored in
Annex E.

Chapter 4.2.1 below reviews the principal constraints
restricting the growth of the private transportation sector and
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the implementation of a privatization program. Chapter 4.2.2 and
4.2.3 then outlihe general options for resolving these con-
straints and the issues associated with implementing the optiocns.
Finally, Chapter 4.2.4 presents a detailed summary of the costs
associated with various recommended options for the next two
years.

4.2.1 Key Issues and Constraints to Privatization. In
previous assessments of the Mozambican transport sector, the
principal constraints to private transportation growth mentioned
have included: the high risk associated with unsafe rocadways,
the lack of adequate repair and maintenance facilities, and a
lack of credit (ref. Paul Holmes, "Stimulating Private Trucking
Sector in Mozambique” and Bo Sedin, "Mozambique Transport Sector
Review’ ).

Based on Evaluation Team interviews in four provinces, these
factors are not considered to be major impediments to the
participation of private transporters in a privatization program
in the next one to two years. Concerning the first point,
although the insurgency has made transportation a high-risk
business, there is plenty of demand and a willingness on the part
of private transporters to travel the few “open” routes. Despite
the fact that the "bandits"” have reduced the number of transpor-
tation routes and destroyed or made inoperative close to 25
percent (average) of the private sector trucks, all of the
private transporters indicated a desire to increase their
trucking fleet even if the security situation remains the same.
Regarding the second point, all of the larger truckers have
established their own maintenance operations, and do not require
any additional maintenance yards. Even in the case of the gmall.
one-truck operations, it appeared that most truckers could carry
out their own maintenance. Similarly, in the case of credit,
almost all of the larger truckers either hsd loans, had access to
loans, or had enough savings to purchase a new or used truck.

In the case of the smaller operators, it was evident that while
they may not be able to service a loan for the purchase of a new
truck, they were willing and confident they could secure funds
for the purchase of a used truck.

Two areas in which the provincial interviews supported
previous evaluations findings, concerns the shortage of spare
parts and trucks. Every one of the transporters interviewed
claimed that the most serious constraints affecting the utiliza-
tion of existing trucks and future growth of their businesses was
the lack of spare parts and trucks {( see Annex E for a more
detailed discussion). As such any privatization program should,
at a minimum, address these two constraints. Besides these con-
straints, the Evaluation Team identified additional existing and
potential issues that will have to be addressed in the short-
term {(up to one year) and in the medium-term {(up to two yearsj.
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Short-Term Issues

As stated. in the Team’s Scope of Work, an important objec-
tive for A.I.D. over the next year or two shculd be to try and
increase the level of participation of the private sector in the
transportation of relief goods. Towards this end, the two
principal issues affecting initial implementation are the lack of
an institutional mechanism and experience within the DPCCN for
contracting with the private sector and the lack of appropriate
incentives for attracting and maintaining contracts with the
private sector. These are discussed in the following paragraphs.

o Lack of Institutional Mechanism and Experience for
Contracting Private Sector

As discussed in Annex E, one of the largest impediments
to the LSU/CARE using private transporters in the past
has been the lack of an established "line item"” in the
DPCCN budget for contracting outside of the DPCCN
fleet. 1In those cases where private transporters have
been contracted (through other line items), especially
in the case of Beira, there have often times been
delays in final payments. In the case of the Beira
private maritime transporters association, final
payment was only facilitated after the association
asked the Provincial Director for Transport to inter-
vene on its behalf.

o Lack of Incentives for Attracting and Maintaining Private
Transporters

Most likely, any initial attempts at establishing a
link between the private transportation sector and the
DPCCN emergency food relief program will require a
series of incentives. Once the incentives are es-
tablished (e.g. access to spare parts, new trucks,etc.)
it will be necessary to determine how and for how long
the limited supply of large transporters will be
willing to sustain such a contract.

Short-to-Medium Term Issues

Once a rnrivatization program were to be implemented, a
second set of issues would focus on: preventing the displacement
of the commercial trade sector; establishing an appropriate
tariff structure; and institutionalizing an incentive program
whereby the DPCCN and/or donor community support the selling-off
or donation of trucks to the private sector. These are con-
sidered as follows.

o Avoiding the Displacement of the Commercial Sector
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If LSU/CARE were to contract out a high percentage of
the relief goods to private transporters, there is a
possibility that the distribution of commercial cargo
could be seriously undermined. At present, more than
80 percent (estimated) of the private transporters’
cargo is for the commercial sector. Given the existing
high utilization rates of these transporters and the
fact that they are generally a distributor of "last
resort”, an increase in relief food distribution could
displace the distribution of commercial food, and/cr
force wholesalers and retailers to pay higher prices
for the private transporters’ services. There are
already a few instances in which the private transport-
ers have carried cargo for a non-profit organization,
but at a price that is higher than other commercial
cargo rates. Ultimately, increases in cargo rates due
to too much demand by the DPCCN on the private sector
could place unsustainable strains on an already
distorted, price controlled market.

o Establishment of an Appropriate Tariff Structure

The existing tariff structure established by the
Government is openly acknowledged as untenable for
private transporters. The tariffs were established in
June 1987 and, since that time, the prices on fuel,
spare parts, and other materials have increased. In
addition, the local currency has been devalued once by
12 percent. In the face of these rising costs against
a fixed official tariff, most of the transporters have
had to charge between 25 and 100 percent above the
official tariff. WwWhile unofficially the government
passively accepts this “aberrant” behavior, all the
government age ~ies are supposed to charge and pay the
official tariff. As a resuit, if DPCCN were to
contract some of its distribution to a private trans-
pocrter, they would probably have to pay only the
"official” tariff. Without some type of incentive
package,however, it is doubtful whether the private
transporters would be interested in working at offi-
cially designated but unprofitable rates.

o Establishment of a DPCCN and/or Donor Commitment to the
Privatization of the DPCCN Fleet

In its most ambitious form, a2 privatization programn
would try to promote the selling off or leasing of part
or all of the DPCCN fleet. In the short run, neither
option appears to be feasible, especially if it means
that the DPCCN would have tc diminish the size of its
fieet. In the latest United Nations appeal, there are
requests to increase the size of the fleet so that the
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GPRM can respond even more effectively to the ongoing
crises. In cases like this, where national security
issues are prominent, it is difficult to raise the
banner of privatization in the name of increasing
efficiency. Control and effectiveness, not lower
operating costs and support of free market forces, are
the top priorities.

Still, despite any reluctance on the part of DPCCN or
other governmental officials to fully support the sale
of vehicles to the private sector, it should be
possible to encourage some limited privatization
options. Specifically, one option would be to convince
donors to donate new trucks, originally designated for
the DPCCN, to the private sector. Another option would
be to promote a sell-replace program in which the DPCCN
would sell some of their older vehicles, with the
promise that the donors would then provide them with
new vehicles. In either case, it will be essential in
the medium to long-term to develop the DPCCN and donor
support for some type of privatization program. If any
of these attempts fail, the private transportation
sector will then continue to face the uncertain
prospect of having to compete against unfairly sub-
sidized, government-supported, and vertically in-
tegrated transportation systems.

Longer Term Issues

Underpinning all of the operational and market-related con-
straints, have been inappropriate economic policies that have
focused on the regulation and the creation of an inefficient,
centrally planned economy. The primary policy-related issues
that have affected and could continue to hinder the growth of the
private transportation sector are continued efforts on the part
of the government to overregulate the transportatiorn sector; and
failed attempts to establish appropriate exchange rate, fiscal
and monetary policies.

In terms of the former, it appears that the government would
like to encourage the growth of the private transportation sector
(and therefore support a privatization program}; in the same
breath, however, the government would also like to establish more
comprehensive licensing and tariff programs. Already, the
government has "encouraged” the development of nucleos dos
transportadors which are associations intended to coordinate the
distribution of new trucks, spare parts and fuel to private
truckers. When asked whether the Ministry of Transportation
would support the sale of new trucks or part of the DPCCN fleetc
to the private sector, the response by the Vice-Minister was
affirmative as long as the government could establish criteria
which would ensure that only top pricrity, socially desirable
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truckers received the trucks. In the past, such a policy has
restricted the sale of new imports to public sector agencies or
food wholesalers located in the interior of the country. Under
this policy, it is possible that the less-efficient but politi-
cally acceptable transporters will be the beneficiaries of a
privatization program.

The need for an appropriate exchange rate and monetary
pclicy is clear. As long as the metical remains overvalued,
there will continue to be a severe shortage of spare parts and
new trucks. At the same time, the government must maintain a
restrictive fiscal and monetary policy in order to reduce the
existing high government deficits and inflation rate. In the
Tace of these macro-economic challenges, any privatization
program designed to supply hard currency for the purchase of
spare parts and new vehicles will have to be carefully monitored.
A.I.D. and other donors must ensure that the provision of hard
currency would only be a stop-gap response and not an I1nstitu-
tionalized soiution for the government's exchange rate policy.
Finally, :f A.I.D. were to use a CIP program for the above, 1t
would need to ensure that the infusion of local currency into the
economy does not become inflationary.

i.2.2 Privatization Options. During the past few years,
numerous proposals and ideas for "rehabilitating’, “privatizing’,
or just “improving  the private transportation sector have been
put forth and, in some cases, implemented by development agencles
and private companies. To date, most of these programs have
focused on strengthening existing government transportation
agencies, developing rehabilitation programs which primarily
service the public sector fleet, and establishing new parastatal

transportation companies. While all these programs could perhaps
strengthen the transportation sector, they are not directly aim- i
at assisting private transporters. This analysis focuses
exclusively on assisting the existing private transporters with
the goal of transporting relief food more efficiently. Below 1is
a list of general options, listed in their order of priority, for
redressing the constraints presented in Chapter 4.2.1 above.

or services for DPCCN services

et

1. Substitute Private Sec

In the near future, DPCCN could contract out the transportia-
tion of relief goods to existing private transporters. In order
to do so, LSU/CARE will have to :

o Establish a line item in the budget for contracting to
the private sector.

o Develop experience and parameters for contracting with
the private transporters.
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o Include the necessary incentives in the contract which
will encourage existing private transporters to transport
relief good.

Concerning the last two points, LS /CARr could consider two
types of contracts. One type would be a Fixed Contract with
vhich DPCCN would guarantez a fixed number of trips per month T
specific destinations. The second would be a Flexible contract
with which DPCCN would nire a private transporters as a transpor-
ter of last resort, 1in cases where the DPCCN fleet is unavail-
able. Judging from the conversations held with private trans-

porters, the most attractive type of contract would be the fixed
contract with one of the followlng i1ncentives:

o Inclusion of incentives tc purchase new spare parts or

new truckKs in the contract.

o Payment of the golng market rates.

o Payment in hard currency for services rendered.

2. Increase the Supplv of Spare Partis

In order to increase the utilization rates of the existing
supply of the private sector fleet, it will be essential to
improve the availability of spare parts to private transporters.
Some options for doing so include:

A

ommedity import program similar to A.1.D.7s
ich participating transporters would have
ecified amount of spare parts.

o Develcp a
CI? through w
access To a s
o Increase support for the rehabilitation programs current-
iv funded by the Germans and/or work with the German
development agency to include in their rehabilitation
program a project for delivering spare parts to those
transporters that participate in fcod relief transportaticn
but are not part of the existing rehabilitation program.

facilitie

o Use *the DPCCN warehouse anc spare s s f
T private transpori-

stocking and distributing spare par
ers.

3. Increase the Supply of Vehicles toc the Private Sector

As mentioned in Annex E, the largest constraint to private
sector growth and contracting is the limited supply of new
trucks. Both in the short-term and long-term there is an over-
whelming demand by private transporters to buy new or used
+rclks. There are various proposals for increasing the availa-
bility of either new or used vehicles including:
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o Selling-~off part of the existing DPCCN fleet (perhaps
those trucks that are 4 vears or older) without replenishing
the remaining fleet.

o Selling-off part of the existing DPCCN fleet, whiie
replenishing the fleet with new, smaller, four-wheel drive
vehicles.

o Developing a CIP/import program for the sale of new
“rucks to particlipeting private transporters.

o Establishment of a private leasing company which woul
ie'“Top a lease-purchase program for the private transpo
tion sector.

{1
e
S
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‘nitiate ard Support Policv Reform Initiatives 1in the
ransportation Sector

»-),4‘.‘
.

Concerning scome of the ongoing lconger term 1ssues, A.L1.D.,
and other donors, in conjunction with the current IMF/World Bank
initiatives, could begin to work with the Government in es-
tablishing appropriate transportation policies, particularly with
regard to establishing appropriate tariff structure aand reducing
the amount of administrative control over private transporters.

1.2.3 hev Issues Asscciated with Selecting and Implementing
Options. In deciding which of the options presented 1n
ti1on 4.2.2 is most appropriate, there are four important
SleFb that need tc be addressed: i’ who shoula be the
mary target group; 1.: where should the program be targeted;
3 what should the specific contractual agreements be {(regard-
ii1ability, period of ccmmitment, etc.); and iv}) how much, how
n and to what extent should A.I.D. support a privatization
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ght on the first two gquestions are based primarily
on gathered from the field interviews. Regarding th
was not possible for the Team, given the sccpe and
amount of time allocated tc the evaluation effort, to begin
negotiating specific contractual agreements with private iran
rters. Therefore, comments on that 1l1ssue are l;mlyec prlmar;

to general issues that will have to be addressed. Finally, in an
effort to make the last issue more tangible, two tables are
presented in section 4.2.% which offer financing scenarios for
several potential Phase 1 (first year) and Phase 2 (second year;
options. It is hoped that in this way, policy makers will
understand both the financial implications and effect that any
limited privatization program would have on the transpert of
reiief food.

3
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i) Primary Target Group

5 xey issue is deciding on which people should be encouraged
to participate in the program. For example, should the program
be directed tocwards large transporters, small single-truck opera-
tors, and/or food wholesalers and traders located in the intericr
of the country” One school of thought 1s that in order to
promote the distribution of commercial food, the intev*mr
"armezanistas’ need trucks to “pull” the goods into the needy
interior districts. OCthers believe that the growth of small
operators, and in some cases, the encouragement of new entries
intc the transportation sector are needed.

Judging from the sample of interviews conducted, it appears
that the mo>st suitable target group, at least for the short 1o
medium-term (up to two-three vearsj, would be the large trans-

porters with three or more trucks. First, this group more than
the small truck cperators, exhibited the largest demand for new
vehicles. While many of the small operators thought 1t would be a
“good” idea to have a new truck, the larger transporters seemed
to have pre-determined trucking strategies for which they
intended to utilize the new trucks. Specifically, a couple of
transporters wanted to penetrate the international trucking
market (Swaziland and Zimbabwe! while others merely wished to
increase their existing commercial cargo client base.

Related to the issue of demand for new trucks 1s the genera.
capability of the larger transporters tc fulfill the obligat:ons-~
-both contractual and financial--that would be part of any
privatization efforts. Entering a fixed contract requires that o
transporter be able to consistently deliver a service. Cbvious-
iv, tne larger the fleet the greater the likelihood that cne wi_..
be able to overcome any unexpected vehicle downtime. Even more
important, however, is the larger transporters’ higher cash flcw
When small truckers were told how much a new c¢r used truck woula
cost, many merely laughed and considered the price 0 e too
high. while some of the larger transporters alsoc considered soms
of the prices of new trucks to be toc high, there were manvy rthar
had already bpought used trucks and kﬂ“"oaed significant amcunts

 money (33 million Mt : for rehabilitating trucks.

The past experience of many transporters in servioing a loan
suggests that they couid do sc again. In fact, several of the

- .

transporters appeared willing to purchase a used-
without a loan. Judging from the estimated vehicle operating
costs presented in Annex F, it is unlikely that under the current
tariff structure, a single-truck operatcr could service & 33
millior (Mt )} loan. The large transporters, on the other hand,
would be able to take the profits garnered from their other
trucks (charging market rates which are 25 toc 10C percent above
the official tariff) to service any debt incurred by participat-
ing in the privatization program.
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i1} Gecgraphic Targets

The issue of where to target the program is directly related
to the target group one selects. In general,the ’“large  trans-
porters are located around the provincial capitals 6?3rticxiariv
Maputo and Beira} and the single-truck operators are located bot
in the capitals and the distric . The larger ZTUQKQSS ﬂer@:£~ly
operate a.ong the inier-provincial roadways while tne smaller
truckers either handle port-to-warehouse transportation or
provincial-district, district-locality transportation. The
larger transporters generally prefer the long-haul business and
to trave. in convevs along routes that are relatively speaking in
better condition and less likely to be mined. The smaller
operators in the capitals prefer to 3imit their routes 1o port-
varehouse transport where there 1s relatively little risk cof
being attacked.

The composition of the transportation market and transport
routes suggests two pessible privatization strategies. One
strategy would be to focus on those large truckers that have the
resources {malntenance facilities, trucks, financial ﬁ&p&billtyﬁ
to begin transporting relief goods along the long-haul routes.
Under this strategy, neither the DPCCXN nor the doncor community
would have to provide a significant amount of assistance during
the initial stages. Further, this strategy would allow LSU/CARE
to focus on contracting out distribution along the well-traveled
inter-provincial routes, thereby freeing up the DPCCN fleet for
the provincial-district rcutes.

O

A second strategyv would seek tc relieve the constraint

the transportation of goods at the district level. The ovojec-
tives would be to contact and provide assistance to those single-
truck operators that already operate in those areas. Given tne
road conditions and security situation in these areas, however,
along with financial resources of the existing smal. truckers,
such a plan of action would probably require a greater expendi-
ture of resources and technical assistance by A.1.D.

Cf the two strategies, the former appears to have the
greatest likelihood of success cver the next Iwo yvears. It als
would allow the DPCCN to begin concentrating its fieet in tThoss
areas where the distribution of fcod has been the most unceriain
and expensive. While the objective of assisting the smaller
transporters is laudable, it is felt that such a objective snhould
be implemented after pileot efforts with privatization are tested

on a with the larger transporters.

iii} Contracting Modes

In developing a contracting system for utilizing the privale
transporters, the LSU/CARE will have to negotiate with the
truckers on numerous points including, but not limited to: the
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length of service, the type of incentives that will be included,
the extent to which the trucker will be held liable for damage to
any foods and the specific payment schedule (i.e. how soon after
a service is contracted will the transporter be paid, will the
payments be tied to the purchase of a new truck, etc.].

A potential problem could be in maintaining a long-term
commitment oy the transpor:i-~s. For example, 1f after a vear of
participating 1n the program the transporter finaily is able to
purchase new spare parts and or a new vehicle, 1t 1s possibie
that he w1ll want to stop transporting any more relief goods.
Such attr:tion could be a problem since there are only about
fifteen transporters identified in the Maputc and Beira areas
that appear capable of carrving out the long-haul business.
Somehow the LSU/CARE must establish enough incentives for a
period of zime {preferably at least two years) that would allow

them tc maintain the services of the large transporters. After a

{ vears, it may then be possible to begin diversifying by
n the port-warehouse operators and/or trying tc develop
crs (e.g. establish an incentive for a current DPCCN
irchase a Truckil.

"
O
)
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o
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1.2.4 Financial Scope of Privatization Options. Relatea to

the other 1ssues, are the questions of tu what extent, for how
iong, and with how much funding will be required. This Evalua-
tion 1s primarily intended to provide the conceptual framework
forr justifying the privatization of any of DPCCN’s activitiss a8
well as to :1dentify the key issues associated with a variety o
privatization options Given time and cther worklcad con-
STraints. 11 wWas not possible to deteil exactiy what percent ge
of DPCCN's activities and what fTunding targe*s should be set o
future privat:ization a“tlrlties. These decisions ultimately
depend on LPCCN and the donor coimmunity commltments to the
efforts

In order (o assist these decision-makers, a series of
sprions for a first two rear period along with forecasted
expenditures and 1mpact are presented in Tabies 14 and 135. Tao.
13 presents key assumptions concerning tne number of transporiers
and estimated tons 1o be transported, and tota. estimated pProgran
cost {(in meticais!. Table 13 tnen presents the 1mpact that each
cption would have in terms oI total dollar expenditures required,
increase in the stock of private transportation vehicles,
percentage of commodities shipped by the private sector, and
overall decrease in the amount of hard currency funding that
OFDA, FFP or AFR would have to provide. W®ith regard toc the
estimated docllar expenditures, iwo scenarios are presented. The
first assumes that the DPCCN will agree to sell-off some of its

older vehicles to the private sector. The second scenaric
estimates the costs associated with the donor community es-
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tablishing a truck-purchase program {in place of the DPCCN "sell-

of f" option).

For all of the options presented, it is assumed that during
an initial two vear period a pilot privatization program would
accomplish the following cbjectives: a) develop DPCCN experience
in working with the private transportatlion sector, b) begin to
relieve the two principal constra:ints facing the private trans-
po»rers——iac% of spare parts and trucks and, ¢} transfer a

gan cant percentage of the DPCCN main line transportation cf

relief goods to the private sector. In line with these cbjec-
tives, it is that the program would be consist of two phases or
two years!. During the first vear the scope cf the program would

be modest and focus develop*"g contractual agreements and

appropriate incentives {objective "a’ above) for thcse large
transporters located in the Maputo and Chimoio-Beira areas.
During the second vear, the program would focus on achieving
objective "b” and "o by distributing a greater number of trucks
and spare parts to the private transportation sector.

Tor both vear ! and vear 2, there are three scenarios
presented that correspond to low, medium and high levels of
investment and potential impact. Opt:ion {(A) assumes that private
transporters could be attracted to the program with a guaranteed
fixed rcontract. Option (B} and {»,. on the other hand, assume
that the transporters wculid require either access 1o spare parts
pticrn B) Or new trucks toptio"s Cij. During year I, 1t 1is

(J

|
ll‘

sumed that approximately 3 transporters could be contracted.

n the “apubo areas those transyorbers that would most likeiry De
interested in participating would be Transporter Salema Chibigue,
rassima and Locurenco. In the Beira area, the best candidates
wculd be Carrelo (Beira! and Banoco (Chimoio}. During this 1nitTiz:
shase it would be possible to exclude from the package any new
truck purchase incentive, since the existirng stock of privats
sector vehicles would be sufficient To transpoert smergency fooas
on 2 limited basis

The low opticn (A), would concentrate exclusiveliv on
establ? hing fixed. no incentive Con-racts. In these Coniractis,
DPCCN would probably nave to pay the market rate {22-1.00 percen:t
above the official tariff; I» order to avoid paving tnese
rates, options (B) and ({: inciude & spare parts and,or new LrucL
purchase incentive scheme. If the transporters were given 8CCess

to spare parts (assumed U.S.s 15,000 per trucker Iin option B} or
new trucks {(aszume: $ §0,000 per truck in option C) the total
cost of the initial phase of the program would be Dbetween §
150,000 and § 600,000, depending on whether the sale of trucks
were done through the DPCCN  {$ 150,000) or a donor supported
truck purchase program ($ 800,000). In terms of impact, all
three scenarios would seek to transport approximately 10 percent
of the total tonnage of emergency food forecasted. As a result
of contracting out to private transporters, it is estimated that
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the hard currency funding by OFDA and FFP would decrease by about
$ 132,000, primarily due to savings accrued from not having to
operate DPCCN vehicles along the routes contracted.

During the second vear, the goal of the program would be to
1increase its scope. With this in mind, it is assumed that the
existing fleet of private vehicles will have to be increased 1in
order to avoid displacing the commercial sector. Additionally,
it is felt that a spare parts program should be included as well.
The low option would be to expand to the number of transporters
to ten, thereby increasing the number of new trucks by five and
the costs of the program to approximately $ 360,000 (DPCCN seil-

off pregram) or § 830,000 (donor truck purchase programj). This
option would result in a littie less than 20 percent of the
emergency foods being distributed by the private sector. The

medium option would be to triple the number of transporters {(tc
fifteen), which would cost either $ 540,000 (DPCCN sell-off
opticon) or about $ 1.3 million (truck purchase program} and
increase the share of private transporters in the distribution of
relief goods to about 30 percent. Finally, a high growth option
would be to increase the size of the private transportation fleet
by thirty vehicles. In theory, such a program could result in
about 30 percent of the relief gocds being distributed by the
private sector. Such a plan, however, would probably involve
expanding the program to four or five provinces, and may be
limited by the number of private transporters in other provinces
that are capable of participating 1n a new grogram.

Of the three cpticns presented for Year 1, option (C}
appears to be the most des:irable. First, it begins tc respona o
tne biggest constraint affecting the growth of the private
transportation sector--availability of new trucks. Second, it 1s
easier for donors to develop a new truck purchase scheme rather
than a spare parts import program. Most of the private transpor-
tation fleet ie fifteen toc twenty vears old and consists of a
variety of models, as such developinZ a spare parts program for
such a heterogeneocus fleet may be difficult to administer.
Finally, option (C) provides the necessary incentives that will
most likely attract the greatest number of transporters, ana
allow the LSU/CARE to avoid having to perhaps establish non-
sanctioned, above-official-tariff pricing schemes.

During the second year of implementation, the most achiev-
able options are most likely options (A) or (B). While in
theory, the private sector fleet could be expanded by as much
thirty to fifty trucks (the total number requested during Team
interviews), it is highly unlikely that the transporters inter-
viewed could handle the high debt load assocciated with such
growth. Therefore, option (C) would require distributing thirty
trucks among transporters in provinces outside of Maputoc and
Sofals. Such an expansion, however, could run the risk of
placing too much administrative burden on the participating doncr
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and LSU/CARE. Therefore, it is felt that, if possible, the
territorial scope of privatization efforts should be limited to
two and perhaps three provinces {(Maputo, Sofala and Manica).
Both options-({A) and (B) could maintain the provincial focus of
the program established during Year 1, while increasing the

overall percentage of emergency goods transported by the private

sector to 20-30 percent. In terms of budgetary impact, the range

of expenditures between options (A} and (B) would be between 3
358,000 and 5 540,000 (DPCCN sell-off optioni or $ 800,000 and $
1,43C,000 (truck purchase program). These overall hard currency
investments would decrease OFDA/FFP’'s specific hard currency
outlay for operating expenses by $ 260,000 to s 390,000.

For all the options presented it would be preferable to try
tc increase the availability of trucks by selling off some of th
older DPCCN fleet. Such a strategy would allow the DPCCN to
either reduce its overall scope of operational activities or
allow it to replace these vehicles with smalier vehicles more

suitable for back country transport. It alsc would limit the
amount of investment required by the private transporters and th
donor community. If this option is not possible, then A.I.D.

should either consider lobbying the donors to donate directly to

the private sector, or establishing a CIP-type import program.

Finally, regardless of the options pursued, A.I.D. along
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ible to expand the scope of the program to cover small cne-
k operators and/or new entries (perhaps ex-DPCCN truck
} into the program. Before such objectives are pursued,
' , 1t will be important to evaluate ine previous phases’
: recerd regarding actual percentage of food distributed by
rivate sector, actual costs invested by the donors, def
anyv loans, transpcrters ability to fulfill a contract,
ntinued availability of credit,fuel, and other materials
batteries}. Before expanding the scope of the privatiza
gram, both A.I.D. and the LSU/CARE should analyze and rev
trade-offs between developing greater efficiencies in th
tribution of relief food and relieving the constraints
rently affecting the private transportaticn sector. In the
options presented for the first two years, these two goals ar
considered to be congruent. By the end of year 2 or year 3,
however, the objectives and design of the privatization program
may have to be reformulated to address possible shifts in the
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needs of the private transporters and goals of A.I.D. and/or the

LSU/CARE
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the LSU/CARE should carefuily monitor the initial phases of
ivatization programn. At some later stage (vear 3}, 1t mayv be

e

)]



- ASSUMPYIONS:
{. NUNBER OF TRUCKERS:

4. LONG BAUL >200EK;.
5. SRORT BAUL (<200 IH):

.. AVG. SHIPMENT PRR TRUCE {IN TONS::

.. AVG. TRIPS PBR HONTH:
A. LONG BAUL (220uiN;:
B. SHORT BAUL (<200 EM}:

{. TOTAL TONS SHIPPRD PRR MONTH:

4. LONG BAUL [>2008K):
5. SHOBT HAUL ((200 EN):

3. TOTAL TONS SHIPPBD FOB VEAR:

. LONG BAUL (>200RM;:
B. SHOBT HAUL (<200 ZM):

. AVG. COST PER TON/EA:
k. LOKG BAUL {>2008K):
B. SROBYT HAUL (<200 RM):

........................................................................................................................

........................................................................................................................

TOTAL COSTS ¢ IN MBTICALS):

. TOTAL CONTRACT COST:
A. LONG HAUL: AVG. 400 IX,
2. 3HORT HAUL: AVG. 150 KM,

.. SPARE PABTS INCENTIVE PROGRAN:
BSTIMATED AMOUNT/TRUCEBRE:
ASSUNE (#1): §,750,000

. TRUCE PURCHASE PROGRAN:
ASSUME ! TBUCK/TRUCKRR:
ASSUNE (Mt} 40,000,000
{. TOTAL PROGRAM COST:

&, LONG HAUL [>200RX):
3. SHORT HAUL (<200 EN):

SLANATIONS:

PHASE [: {A}-WITHOUT ANY INCENTIVES, (B) WITH SPARE PART
PRASE I1: [A)-WITH SPARE PARTS AND 5 NB¥ TBUCRS, (Bj-viT

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

.

...........

........

$0,544,000
43,740,000

{C) WITE SPARR PARTS AND Z§ WB¥ TRUCES

et

2.5

..........

33,896,000
34,932,000

33,786,000

..........

§3,948,000
8,492,000

§10 -

- -

PA T
540 -

3,100 ¢

......

..........

...........

......................................

.....

-------

33,698,000 -
34,392,000 :

...........

.....

10,800
16,200

84,240,000
58,320,000

161,250,000

R e ...

-----

............

.............

B i L I L L L D TPy

+138,968,000
1154,992,000

o . T T e e R S e U e T D S W S W T M T M N T A A R e D A A P R W e

117,990,000
158,326,000

§ INCENTIVES, (C-WITH NEW TRUCES INCENTIVES
§ SPARR PARTS AND 10 NBW T8UCIS,

1,183, 480,000

384,140,000



TABLE 1S SUMMARY OF PRIVATIZATION IMPACT ON LSU/CARE CO8TS8

BUDGET IMPACT

. TOTAL PBCGRAM COST (IN DOLLABS:
[F DPCCN SBLLS PART OF FLBET

A. CONTRACTS:
5. SPABR PARTS:
o. NEW TRUCES:

.. TOTAL PROGRAM COST !IN NCLLARS)
¥ITH DONCB TRUCK PURCHASE PBCGRAN

CONTRACTS:

A.
8. 3PARE PARTS:
. NB¥ TRUCKS:

PRIVATE SECTOR INPACT:

.. TOTAL NUMBER OF NRW TRUCES INCBEASED:

. P2BCENTAGE CF NB¥ TRUCES RBQUESTED
BY TRANSPCETERS INTERVIEWED
CCMMODITIRS IMPACY:

. T0TAL PORBCASTED TONS 10 8%
DBLIVERED BY DPCCN TRUCES:

. PRRCENTACE CONTRACTED WITk
PRIVATE SECTOR

..................................

209,520 227,640 150,640
209,520 152,640 152,840 .
9 15,000 8
b 0 ¢
208,820 207,840 547,084
109,520 152,649 152,640
0 78,000 b
0 0 4 44
8 { ]
10%
130,000
10 10y (0%

SUDGRY IMPACT (IN TBRMS OF DECEEASING CEDA/FFP FUNDING):

. TOTAL EILOMBTRES CONTRACTED:
4. LONG-BAUL
B. SHORT-HAUL

.TOTAL DOLLARS NOT
SIPENDED PCE CPEEATIONS

100,800 106,800

§7,600 §7,600 §7,800
§3,200 £3,200 3,200
132,168 132,160 132,180

100,800

.......................................

358, 80¢ §41,800 1,083,800
208,800 116,800 §31.800
150,000 228,000 450,000
6 9 ¢
803,244 1,430,888 3,750,287
108,800 316,800 §313,800
150,000 228,000 450,000
44,444 888,889 2,666,887
< 10 L3t
1% 1% S8y
174 N 1}
199,200 306,000 £00,00¢
134,400 182,060 184,000
64,800 108,000 216,000
61,101 383,34 785,887

- - P = . A . o W A = A W e e W W e T S e e e e T e % e = S e e e e



4.3 Hard Currency Funding

Over the past four years, A.I.D. has provided close to L.S.
$ 10 million for the development and expansion of the LSU/CARE.
For FY 1989 A.I.D. is being asked for an additional $§ 2.26

million. In the face of future funding cuts, however, A.I.D.
would like to consider substituting local currency funds for hard
urren“" expenditures. Two options proposed in the fvaluat?on

team’'s statement of work are the establishment of co-financing

arrangements with the GPRM or other donor organizations, and/or
the use of existing local currencies generated by other A.I.D.

programs.

Concerning the first point, it appears that CARE is aliready
beginning to diversify its funding sources. Wwhile in FY 19588
OFDA/FFP was asked to provide 635 percent of the total LSU/CARE
budget, the total request for FY 1389 has dropped from $ 3.0
milliion to $ 2.3 million, or 35 percent of the total funding
required. Regarding the second option, however, the use of local
currencies will require a significant change in GPRM policy.

Over the past few years, the GPRM has demanded that all expenses
submitted by donor agencies be paid in hard currency. In the
absence of any immediate policy changes, the best option that
will allow the LSU/CARE to begin increasing its use of local

rrencies will be through the privatization program discussed in
sect*o“ 1.2. In both FY 1988 and Fy 1989 it is anticipated that
a majority of A.I.D. hard currency funding will be spent on
vehicle operations and maintenance. If more of these operations
were nhandied by the private sector, then it might be possible tc
Aiminish OFDA/FFP’'s current hard currency aliocations.

-

Relow is a brief review of the current constraints which
1imit the LSU/CARE's level of local currency expenditures. This
‘iew 1s then followed by a summary {taken from section 4.2; on
and to what extent a privatization program could begin t=
rease the level of OFDA/FFP s hard currency commitments.

b
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1.3.1 Current Situation. Over the past Lwo years, ine
local currency expenditures provided by OFDA/FFP have included a
small percentage of spare parts, local office supplies, locai
household allowances, and some electricity, water and telephone
bills. when all totaled, the amount of lccal currency expendi-
tures accounts for less than 3 percent of total funding provided
by OFDA end FFP. The most significant local currency expenditure
is for spare parts and other materials needed for the operation
of the trucking fleet. These expenditures only amount to ap-
proximately $ 50,000 and are only required when some item 1is
required on short notice. Otherwise, it is cheaper {by as much
as 530 percent) for the LSU/CARE to plan on purchasing the spare
parts from overseas or from Swaziland.
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GPRM regulations and policy make 1t very difficult to expend
in local meticais. The original contract between CARE and the
GPRM required that the GPRM provide housing, or that CARE be
allowed to pay for housing with local currency. Two and a half
vears ago, however, the GPRM required that all expatriate,
in~luding embassy personnel, pay rent 1in hard currency. In order
1o supp.ement the incomes of local staf‘f, and thereby l.mi1t 3tal’
rurnover, the LSU/CARE alsc pays a third of the iocal staff

2]

laries 1n hard currency. In general, the overvalued met:cCa

has ~rea-ed a huge shortage of hard currency. Consequentliy,

surchase of spare parts, fuel, tires and other vehicle related
erating costs is generally done in dollars.

.

Also complicating the budgeting of iocal currency expendl-
sures is the lack of a consistent and reliable budgeting prccess
and government funds. The Evaluation Team had not received =a
copy of the DPCCN budget--requested at the beginning of the
Team’s visit--as of the time of this draft. Supposedly, last
vear the budget for its fiscal year 1988 {equivalent to calendar
vear 1988 was not approved by the GPRM until October. This vear
it is already expected that the DPCC\N budget will be significant-
1v underfinanced. In general, it is difficult for the LSU/CARE
to relvy on the GPRM to fulfill its local currency commitments.
Regarding future co-financing arrangements, it would be almost
impossible tc expect the GPRM to increase 1ts funding in order to
facilitate a decrease in OFDA/FFF funding commiiments, unliess,
an option it were tc drawn upon Title I1 gZenerated TfTunds.

[ty
in

n

1.23.2 Future Tyricons Given the current allozsatizn of nars
~urrency expenditures, i1 1s clear that the best area in whicn ~
trv to substitute local currency for hard currency would be in
+he area of vehicle operations and maintenance. The best cprtion
“cr implementing this sirategy would e the privatization prograsz
discussed in section 4.2

Nver the few vears, OFDA/FFP has allocated most cof 1ts
funding towards the salaries of the CARE staf? and the running d
the trucking fleet. ~oncerning the first area, 1t will never o
possible to reduce hard currenc: expenditures unless the ex-
patriates are replaced by local nationals In the second ar=a,
the implementation of a privatization program couid allow OFDA
and FFP to begin reducing their hard currency outlavs by 10 o C
percent over the next two years. As forecasted in Table 13 1in
secticen 4.2, the total hard currency savings generated by the
program could be between $ 130,000 and & 800,00C depending on tine

scope of privatization activities.
The general assumption behind this program is that as mor
of the distributicon of relief goods is contracted out to the

private sector, the associated operating expenditures for fuei,
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tires, lubricants, staff, and maintenance will pass from the
LSU/CARE to the private transporter. For example, if LSU/CARE
can manage to contract out 10 percent of its cargo, then the
budget for vehicle operating costs could be reduced by about $

130,000 (year 1 goal). During the second year, the privatization
program could possibly expand tc cover 17 to 27 percent {(optlons
A and B) of total operations. These options could rpdbce
OFDA/FFP comm:i:tments by as much as $ 400,000. In the mos
sptimistic case, 1t m:ght even be possible to save up to S
200,000 by contract:ng ocut 50 percent of the distribution. Such

a scenario, however, 1s considered highly unlikely given the
limited supply of private transporters who would be able to
purchase trucks in the targeted provinces.

while all of the above scenarios could potentially increase
the expenditure of local currencies, two caveats should be kept
in mind before initiating the proposed privatization efforts.
First, even though the OFDA/FFP may be able to reduce its hard
currency cummitments, 1t 1s possible that a privatization progran
wholly supporLed by D. would result in a net increase 1n hard
currency outlays by A.I.D. For example, 1f the DPCCN 18 reluc-
tant to sell off any 1ts existing fleet, then A.I.D. might
have to develop a CIP import pregram which could cost between $
444,000 and $ B888&,000 for the purchase of new trucks. Secondlr,
even if the LSU/CARE is able to contract out its main line
distribution of relief goods, it may spend additional funds
developing the district-tc-locality distribution channels.
both cases then, i7 wii. be important for A.I.D. to try tc
cultivate the support of other donors. In this way, the <cCs3
either increasing the privale sector trucking fileer or DPCCN
~ordary distribut:on ~narnels will not become the sgle re
bl tv uf A.E.D-
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3.4 Future Role of the LSU

As stated in Chapter 3.1, in 13983, the DPCCN was a smal..
pocrly organized central GPRM agency trying to cope with a
drought and famine emergency. In 1988, it is the kKey executing
agency of a mult:-tiered multi-million dollar naticnal emergen .
management structure involving the National Executive Zommission
for the Emergency {(CENE!, the Emergency Operations Committee
(COE}, Provincial Emergency Commissions {CPE} in 10 Provinces,
and numerous sub-commissions and committees. This structure 1s
presented at Figure 2 at page S. '

As reflected at the bottom of the Figure, the structure 1is
concerned with both “emergency activities in strict sense” and
"emergency generated activities”, defined as rehabilitation of
family life, reintegration of population, reconstruction of
infrastructure, prevention, and development. The line agencies
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outside of the structure carry out "normal” activities, including
resettlement, reconstruction, prevention and development. It is
stated GPRM policy that should the present emergency wind down,
CENE and COE would disappear and the DPCCN would focus more on
rehabilitation in the medium term and disaster preparedness and
prevention in the long term. In sum, it is well-defined but with
some expected ambiguities given the state of Mozambique’'s eccnomy
and infrastructure.

of surprise to the Evaluation Team, which has reviewed many
such ambitious diagrams in other countries only to discover +hat
functions were carried out quite differently, thils one seems 1o
function well and approximately as indicated. CENE 1s very
active and well respected. The donor community 1s 1in partnership
with the GPRM and the COE meets regularly. In some provinces,
DPCCN staff are doing double-duty with CPE’s. The institutions
tc respond to the emergency, and to rehabilitation, are in place
and functicning.

The LSU, formally renamed the Department of Operations of
DPCCN, is but one piece of this structure. with reference to
Annex O, the other three DPCCN departments are Administration and
Finance {(including Training); Projects, Information and Planning;
and Audits and Supervision. A computer section 1is planned,
serving all departments. The reorganization was developed
through the assistance of a consultant provided through Swedish
aid as part of an overall institutional assistance project tc

OPCCN. The Swedes and UNICEF have committed approximately L.3. S
3 million over 1988-89 to =ssist in its implemeantation.

Th-s structure was only fo-mally installed during the Team =
vis:it and some are skeptical that certain sections will remain
unstaffed. Team interviews indicated, however, that the GPRM
helieves it useful and wants to make it fully functicnal. Tue
Team believes the structure generally sound and encourages 1ts
implementation. As this process occurs, it has a number of
implications for the LSU and for CARE.

In the face of the widespread and unorganized emergencr in

1981, the drastic state of the macroeconomic environment, zangd TnE
then unorganized and much smaller donor respcnse, the LSL was
established as a vertically integrated disaster relief operatiocn.
It covered "Logistic Support” in the broadest sense, including
undertaking needs assessment, developing baseline information on
provinces, making contacts with donors, and a hest of other
activities that are not generally considered logistics. GCiven
the unreliable nature of rail and sea transport it alsc built up
its transport section to operate what is now the largest fleet 1
Mozambique {(the parastatal Camionagem has less than 400 vehi-
cles). Observers from the 1985-86 period suggest that in terms
of emergency relief it was “"the only game 1in town. "

e
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Simply stated, it is now time for the LSU to pursue more
"horizontal” integration in a number of areas. Maintaining the
vertical structure was effective in the short-term, given needs,
but is increasingly inefficient and costly in the medium and
longer-term context. If the DPCCN is to become a national
emergency operations and disaster preparedness/prevention agency
that can be sustained over time, it must be able to maximize
resources--both internal and external--and avoid redundancies.
With the increase in GPRM structure, the reorganization of the
DPCCN, and the cautious confidence in the economy there now exi13*
some LSU activities which have potential for costly duplication

As suggested in Chapter 3.2.3, in its "NGO” rcle CTARE mav
wish to consider providing assistance to the new Department of
Projects, Information and Planning from the LSU’s existing
Information Section and possibly, -for end-use monitoring, to the
Department of Audits and Supervision from 1its Commodity Section
If CARE is not interested in pursuing these activities itself,
should certainly help the GPRM avoid redundancies. In the case
cf the Informaticn Section, it should actively encourage the
transfer of its trained Mozambican staff to the new Department
and phase out the LS” Information Section. In the case of end-
use monitoring, it should assist in defining DPCCN needs and
possibly in training staff in the MPC svstem.

.

4
.

A point must be made about the reluctance of LSU staff to
move to other departments of the DPCCN because they would liose
their hari currency food basket” allowance currently provided
through the OFDA grant. The Team was toid that DPCCN is discuss-
ing a si:milar provision under the Swedish project, but that it
nad not vetr ceer, decided. 1+ 1€ rclear t2 all that the 1zsue ¢f
salary suppiements and pergquisites gc bevond the CARE-DPCCMN
TGlathﬂShly and beyvond the emergenc: 51tuation itself. As in

tber kc”ntrzes that have grappied with the issue, so will
Mozambique have to finally decide 1t at the highest levels.

As suggested in Chapters 4.1.2, 1.2 and 1.3, there al.sc
exis® a number of wavs t3 reduce cost and increase efficlencies
of transport coperations. This 1s an apprcpriate area cf foous
for a more ~'streamlined’ LSU interested in promoting cveral.
DPCCN development and sustainability over time. *he 1ncreased
use of other modes of transport and the active encouragement oF
private sector truck contracts through one of the options
described in Chapter 4.2 are two key areas. Improved cost

accounting and utilization of the existing fleet :is another,
This will be particularly important in the medium term, as
competing needs for support to rehabilitaticn make claiws on the
fleet. In the very long term, LSU would thecretically be a very
small unit, with warehoused trucks, blankets and other emergency
supplies on hand to take the lead in emergency responses that
would draw cn cther parts of government and the private sector.
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4.5 Program Phase Over

The Evaluation Team’'s Scope of Work included a requirement

for the Team to "...reevaluate, at this time, the extent andc
character of further A.I.D. participation in the evolution of the
LSU." Chapters 4.1 through 4.3 above include numerous sugges-
tions both for limiting and increasing funding levels, ocr i1n some
cases switching from OFDA or FFP to CIP sources. These sugges-

tions need to be reviewed by A.I.D. against numerous competling
demands or funds unknown to the Team and decisions made accor-
dingly

It is clear, however, that the GPRM cannct support the iSt
on its cwr and that the LSU cannot vet operate without sustainec
expatria:e involvement, preferably that of CARE. Hecommendat:ons
are inc.uded throughout this report and summarized in Chapter 5
with regard tc short-term (! vear), medium-term (2-3 years}) and
longer term scerarics with regard to LSU activities. Although

A.i.J. funding represents only approximately 350 percent of the
CARE-managed porticn of the LSU budget, it is the critical 50
percent that covers internaticnal staff salaries and support and
a significant portion of fuel and spare parts. The Team recom-
mends, subject to competing demands on OFDA funds, that OFDA plan
o] ccntinue its support for the medium term and to reevaluate the

\.
situaticn at the end of two vears i(1.e. April, 1980). Given the
still low sxill levels of many Mozambican staff and the state of
the insurgency, the Team can unfortunately not offer a more
specific target

The Team alsc recommends, however, that A.I.D. taxe a more
prcactive respeonse tC grant management and view CARE’s relatiﬁn~
ship with the DPCCN (and not only the LSU) as more that of a
“technical assistance contractor  than as a traditional NGC.
Specifically, the new OFDA grant should include verifiable
indicators of CARE's performance level and A.I.D. should mon:izeor
their achievement through explicitly stating what types cf
repcrting it requires. Areas where the team suggests guan-
titative targets include commodity distribution to the provinos
and district Level and guantities distributed through various
transport modes, including private sector trucking contracts.
Reporting formats should bve mutual.ly develcped. A.I.D. 1is
encouraged to provide feedback when it so chooses.

Giver the DPCCN reorganization, it 1s alsc recommended that
CARE periodically reevaluate expatriate staffing levels and
locations and seek to reduce dependency on expatriates wherse
feasible. The Team was not able to assess this on any objective
or widespread basis given time and travel constraints, but areas
for decreasing expaLrLate staff may arise and CARE should be
prepared toc respoend to these opportunities. Decreasing coverags
in well-functioning provinces, for example, by having one FLO



cover two provinces, should * ~ome a reality in the next two
years.

5. RECOMMENDATIONS FOR FUTURE WORK IN MOZAMBIQUE

5.1 Short~-Term Recommendations

A.1.D.

1. Subject to competing demands on OFDA funds, OFDA should plan
to continue its support to the LSU and CARE for the medium term
and to reevaluate the situation at the end of two years ii1.e.

April, 1890). The new OFDA grant should be based cn recommenda-
tions for the short and medium term included herein and include
verifiable indicators of CARE's performance level. OFDA, FFP and

OAR/Maputo should monitor CARE's achievements through expiicitly
stating in the grant what types of reporting are required.

2. A.I.D. should support the “"low cost-no cost” option of having
cooperating NGO’s and UN agencies spot-check feod distribution 1in
lieu of the very high cost thorough end-use verification cption.
1t should further ensure that NGO consignzes of Title 1II do not
develop parailel or redundant systems tr~ that of DPCCN at the
donor-to-Prcvince and Province-to-District level. The focus of
consignees should be on end-use verification.

J

OAR/Maputo should work through the COE to develop improveg
rategies for GPRM needs assessment. Cf particular interest are
criteria for persons ‘affected” and "with income” 1in terms of
A.I.D.’s contributions to both the free and commercialized food
distribution systems. OFDA or FFP should be prepared to provide
fundlng for consultant studies in this regard if other denors do
not. A study of the current process with recommendations for
improvement should be carried out prior to or 1in conjunction wihn
the proposed "Food Management and Accountability Assessment
Survey of Free and Commercial Food Aid to Mozambique as 1t 13 &

critical and cross-cutting problem irn both sub-secicrs.

i 2
rv .

4. A.I.D. should strongly consider funding a Transport Tar:ff
Study in order to provide adequate incentives for private secto
trucking. The Tariff Study would recommend procedures for

establishing tariffs and provide the GPRM with useful methodology
for adjusting tariffs as the PRE continues.

5. OFDA, FFP and CAR/Maputo should carefully study the options
for a privatization program proposed in Chapter 4.2 in order to
make food delivery more efficient and effective. OAR/Maputo
should carefully review the issues, particularly in terms of
target group and target ares, in preparation for support to a
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program in the medium term. DAR/Maputo should alsc initiate
discussion in the COE towards having some of the pledged trucks
provided to private sector truckers as identified 1in this paper
The DPCCN flepet should not be increased from its present levels.

A4.7.D. should strongly consider funding 2 reconnaissance-
‘21 study of Population Dynamics and Voluntary Settlement .o
. There are 219 des 3“cadas centers in ZambDezZla
lorne, and numerous others in other Provinces.
there are hundreds of thcocusands of affectados
spontaneocusly settled near friends, relative
work, and over 900,000 refugees living cuts:
s
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nd the temporary and/cr permanent dynamics of population
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their effects.
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DPCCN/LSU (with CARE participation as appropriate;’

by

DPCCN/LSU should begin =t
commodity movement both at t
pcints, and develop a Loss R
nd following the 1983 Evalu
contract with an internation

o rigorously report losses on

he ports and through inland transit
port if indicated. In this regarc,
tion recommendation, DPCCN should
1lv reputable ex-ship tackle survey

4+

company for all commod:ities entering through major ports. it
should ir addition add a code to its standard MPC forms to beg:in
ts report on commodities sold as copposed teo freely distributec
= The Team reccmmends no 2rowth in total IDPCCON fleet size ang
+he adcoption of measures outlined in Chaprter 4.1.2 aimed at
increasing the truck preoductivity of what currently existis.
LSU/CARE should develop efficiency levels based on Cost nis-
tories., This will reguire the Transport Section 1o more rigor-
ously collect cost utilization data. This Section should oegin
-5 furnish the Coordination Division with unit COSLSs on Lruck
"ehicle Uperating Costs i(ref. Annex F1, including depreciat:ic
1o enable improved planning and budgeting in the furture

3. hSE’”AR; should continue 11ts 2ood and difficult work of
establishing workshop facilities throughcut the country
Provincial staff should bte trained and supervised to Keep
improved cost record, develop inventory contrels, and continue
training efforts. Wwhere possible, it should move major repa.yr

work to the private sector.

. LSU/CARE should diversify its transport modes where pos-
sible, especially use of cabotage and river links. It should
alsoc begin tc consider a change of fleet composition from rg
1 o¥
l

,,
1
S

iine-haul to smaller units. It should move towards hﬂn*ract
line-haul routes in relatively secure areas to private trucke

mﬁzm
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and move its own fleet towards smaller, robust 7 ton 4 X 4 trucks
suitable for district distributions.

11. DPCCN should establish a line item in its budget to pay for

private transport contracts. LSU/CARE should develop experience

with and parameters for contracting with private transporters.

This should include necessary i1ncentives which will encourage

existing private transporters to contract with DPCCON.  LSL/CARE
c £

-

should ~arefully monitor contracted shipments to determine 1
accruntability and incentives are adeguate. The initial con-
+racts should focus on “Maputc and Beira provinces as recommended
in Chapter 3.2. This 1nitial experience 1s not viewed as & ma or

rnew sector of activits reqguiring additicnal staff.

12, LSU/CARE should thoroughly study the privatizaticn opllons
discussed in Chapter 4.2 and discuss them within the DPCCN and
with A.I.D. and other donors. It should be prepared to ilmp.2ment
one or more of the options if funding becomes available,

-}
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13. DPCCN should actively implement the new organization pian
and staff positions which remain vacant. The GPRM, possibly
within the Council of Ministers, should consider standardizing
salary supplements paid under donor projects as staff per-
quisites.

14. The DPCCN Projects, Information and Planning Department
chould undertake a careful review of all formal donor agreements
in terms of reporting requirements and begin to honor those
requirements. It should cocrdinate develcpment ol fermails
closely with the LSU/CARE Coordination Division and the Computer
Specialist. LSU/CARE should provide information from its data
svstem as required to the Frojects, Information and Planning
Department.

13, The LSU should not expand intc new sectors of involvement
ring 1988 but should refocus its efforts on making Phase | and
of the MPO function. It should set a target of 95 percent
countability for Phase 1 and 30 percent accountability for

ase 2 of 1988 commodities. This refccussing should consist
primariiy of increased training and supervision at all levels.

6. The DPCCN Director or his designate should convene a meeting
f \GU s and UN agency personnel will‘ng to participate in the
~heck system proposed in Chapter ¢. If enough are

llng, standard reporting forms isui,ab e for coding in the LSU
puter system) should be developed and participants trained in
ir use. The spot-check system should be implemented for a
imum of a ® month pilot period to see 1f data generated are

o denors and planners.
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18. CARE should immediately recruit a Training Cinsultznt
experienced in logistics operavicns for a B~% weex per:osd. The
purpose of the consultancy shou id be to develop s denziled
training plan for the LSU. p%ﬁh shouid ensure that LSK gsrafif are

fully briefed on the purpose of the consultant’s visit and
available to work w~ith blm;her as required. CARE should le
prepared to use additicnal funds for su :bsegquent visits of the
same or more specialized consultant trainers, depending oa the
plan.

e ]
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19, CARE management should review and revise all CARE Interna-
tional in Mozambique position descriptions and standardize those
of the PLO’s. It should also monitor achievements of national
staff and be prepared to shift or withdraw expatriates 1f the
oppcrtunity arises.

25, CARE should carefully consider rroviding assistance U0 v e
Department of Prcjects, Information and Planning within the
DPCCN. The external information collection, collation and

Y

anizational needs than to logistics alone and CARE shouid he.p

&
C
ssemination functions are more appropriate to the broader
E
e DPCCN avoid potentialliy cestly redundancies.

Medium Term (2-3 years]

1. All concerned should mc. .tor the progress of the new DPCCX
organization and of LSU/CARE 1in achieving accountability and
training targets over time. A reassessment of roles and respon-
sibilities may be indicated, particularly with regard to end-use
verification. The LSU should continue to focus efforts on
efficiency in commodity distribution and transport through
continuing staff training and improved cost accounting systems.

3%}

22, If the short-term efforts with DPCCN contracting to private
s ruckers results in hard currency savings to the LSU i{as moni-
cored through improved VOC records in the Transpor:t Division.,
vne donor community should be encouraged to assist in the
wrovisior of 13 new trucks and spare parts to private truckers as
~utlined 1in Chapter 1.2, This would creferably be accomp.lishec
oy <onvincing the DPCCON to sell off some of its fleet, but 1if 17
c reluctznt to reduce absolute levels donors could contribute

i
new, smaller vehicies to replace large ones soid off. A.I1.D.
should also cons:der provision of large trucks for private
transpor.ers as part of 1its CIiP.

N~ long-term recommendaticns are provided. A.I.D. should
avaluate zhe situation and the LSU/CARE relationsnip 1o Apriil.,
1990 anw reassens needs at that time.

3. LESSONS LEARNED: IMPLICATIONS
FOR OTHER OFDA EFFORTS OUTSIDE OF MOZAMBIQLE

in an emergency response to a crisis situation there are
essentielly four critical functions performed:

o Assessment of the type and magnitude cf needs of the
beneficiaries, which may involve a variety of life-
susvaining gcoas (food, clothing, shelter} and/or more
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technical inputs (dam repair, air or water quality

testing and nmonitoing,

O

etc.};

within the range of what is required;

©  Ascertaining accessibillly
determining the
distributicn to a the:ir lo

tioni{s}

of the beneficiar
type and range of potential chann
and

Assuring availability of what is needed, by type aad

-
18

> Planning and managing the logist;cs to deliver the
eceded and available goods/services through accessible
channels of distribution.
Most of the emergency situations with which OFDA 18 involv
£ € -

are of 60-3C days, and these functions can be performed effe
short-term and ad hoc arrangements.

longer~-term emergencies
Mozambique.

tively by
aas become involved 1n
resolution, as 1s the case 1n
additional function

1s involved:

More recen
with no daf
wWithin such rcases,

Tiyv 11t
ined

i

&
1

one

s Monitoring the situation in terms of changes in

factors creating the emergency or changes in conditions

affecting the emergency. The results of the monitoring

are analyzed in regard to the other four functions and

may result in changes 1n thelr status.

It i1s important at the outset to define which of the
functions can be contrclled, wnich are onliy partially contro.l-
able, and which are externally controlled for uncontrollable: . n
crder - 2stablish reasonable expectaticons and objectives ~hat
can be met.

Assessment of the tvpe and magnitude cf needs is a control.l-

ble variable which for a longer term emergency shoulid be
rephrased intoc "assessment of the trpe and range of neeus.” Tha-
is, the quantity and/or type of gocds regqul ed 1s apt toc vary
over the course of a long term emerg 1Cy situation and sta:l;a -
ment of minimum and maximum reguirementis Secomes imporiant to

planning.

Assuring availability of goods and services reqguired 1is

R

partially controllable,
sibility in a given case
situations).

missions, international fora,

ity within the range required.

the response would be towards the top of the range.
the magnitude will change--perhaps frequently--

term situation,
and flexibility is required.

unless OFDA were

{which is unlikely
Thus OFDA and others involved
bility must either themselves or through intermediaries aA,'
committiees,
to be as flexible as possible and coordinate to assure avaliia
in a short-term

ho

-}

st-country

Again,
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Ascertaining accessibility and determining channels of
distribution is also only partially controllable. In the
Mozambique situation, whole regions of the country may open up or
become inaccessible overnight due to the insurgency. Or, as
happens, rains or floods may cut off areas for a period of t
Even in & Situation without hostilities or floods, the vagar:e
of various donors .i.e. targeting food to specific areas witn no
flexibility) combined with international shipping schedules (o
lack thereof) render this variable frequently more independent
than not.

The function of planning and managing logistics 1O del.ver
the goods is controllable but dependent on the functions of needs
assessment, availability and accessibillity as described above.
Accepting that availability and accessibility can be only
partially controlled, the logistics function becomes more
dependent on needs assessment to operate effectively. The two

functions require vastly different skills.

An organization that 1s established to provide logistics
services should have skills in transport and commodity planning,
management and acccuntability, administration and finance,
information management and mechanical and infrastructure fields.
An organization that is established tc undertake on-going needs
assessment must be capable of multi-sectoral information collec-
+ion, collation, interpretation and dissemination. In a famine
situstion, which is the most common type of long-term situation
for OFDA, these skilis include, but are not limited to, demograp-~

-

nic monitoring and interpretation; nutriticnal surveillance;

macToeTCnNomic analvsls; informaetlon management; and agronom:ic,
nvdrological and meteorological data collection and analysis irn
rrne case of drought-related emergencies.
Tn the absence of a system to provide adequate information

rn the type and magnitude of needs on s {requent basis, the
logistics system will likely respond in TwWo ways. First, 1t w:i_.
attempt tc undertake some of the needs assessment itself, whetnh--
or not it has the skills to do so. Based on self-acknowledgead
general plans, 1t will then minimize risk by establishing =a
capacity to respond to a ‘worst case  scenario, i.e. 1t will
crganize to respond to the 10p of the range cf needs. Over tne
long term, this approach Dbecones increasingly difficult and verw

costly toc sustain.

If a system exists that does provide adeguate information on
the type and magnitude of needs over time, it can assess proba-
bilities of the frequency of different scales of magnitude and
establish a more precise range of needs. Based on the probabli-
ities, the logistics function can be organized to respond to
+he mid-range {or probabilistic "mean”} of the needs specitrum.
For example, if there is a 50 percent chance that the needs in a
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given region will reach 50,000 tons and require 20 trucks and 2
50 percent chance that the needs will be as low a 5,000 tons with
a requirement of 2 trucks, then the overall logistical mid-range
pianning target could be considered to be 27,500 tons and 11
trucks. The costs associated with maintenance and management
thus are reduced significantly and the response tc the situation
of greater magnitude leng _hened by a few days.

in planning its response to an emergency that is apt to be
long-term, then, OFDA and other donors need to carefully consider
both controllable functions, i.e. logistics and a system for on-
going needs assessment, 1if logistics is to operate effectively
and be sustainable over time (1.e. operate with some degree of
efficiency as well). It is likely that the types of skills
required would not be located in the same structure in a host
government .or in the same type of technical assistance organiza-
tion. For this sort of long-term response, OFDA must thus either
provide both types of assistance and/or coordinate closely with
other donors and the host government to assure that both are
provided.

The final function, monitoring the situation over time, 18
controllable, and should be handled "on the ground” through the
needs assessment system but also by OFDA, either by itself or
through intermediaries (again, U.S. Mission reporting, interna-
tional fora, national committees). A change in conditions
affecting the emergency will lead to changes in all other
functions. The monitoring must assure that needs are being
adequately represented {(i.e., 1s the famine due to drought or o
poorly developed marketing channels) and that logistics are
responding to the changing needs.

As the status of the only partially controllable variables
of availability and accessibility change, so the functions of
needs assessment and logisti.s must respond. The needs assess-
men: mav focus more on agronomic data than on security, and
logistics may be able to begin utilizing new resources Or use
resources that exist in new wayvs. The organ_zations carrying out
+he functions may not see the possibilities for transition
themselves, or may not have the time or resources tn undertake
planning necessary to make the transition. ©Over the long term.
then, the monitoring system may need to serve the critical
function of initiating such transitiocns.

The emergency operations in Mozambique represent such a
scenario. Given the slight upturn in the economy 1nd prospects
for a good harvest in many locations this year, the emergency
management structure is beginning to move from a start up pericd
characterized by high growth (especially in terms of logistical
operations) and emphasis on effectiveness to the longer term
emphasis of efficiently allocating donor and government resour-
ces. The transition from emergency to recovery 1s thus beginn-
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ing. While the rapid development of a vertically integrated
structure has enabled LSU/CARE to gain control in the one area it
can control, it should now adapt to other types of needs if gains
made are to be sustained. Beginning to "horizontally” integrate
and in the process stimulate the private transport sector is a
recommended start. Providing transport services for agriculturai
marketing may well be a second step. Because the needs assess-
ment function is not being adequately carried out, however, thls
transition will require occasional pushes from the outside. QOFDA
and CAR/Maputoc, either themselves or through intermediaries, need
to provide this push through closer monitoring of the environ-
ment.
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SCOPE OF WORK
1. OBJECTIVE:

AID will evaluate the accomplishments and progress aﬂb eayed to
date in (a} creat‘ng a logistics unit in the Mozambican
Disaster Relief Agency (DPCCN), and (b} carry:inc out emergency
relief activities, both of which have been financed under two
OFDA grants to the U.S. voluntary agency TARE. Activities
financed under these grants are both institution building and
onerat’ﬁra' Thus, this evaluation 13 to (1) review the
crganizaticnal structure of the emergency logistical support
unit "SU) of tre DPCCN which has been created, apé (2) examine
the operational functions of the LSU and its effectiveness in
carrying Out these functions to achieve targeted relief Aid
distribution goals. The CARE progranm to be evaluated iIs under
the fellowling three grants:
OFDA ASP-0000-G-SS-4108
OFDA OTR--0000-G-5S5-6063
FFPD  656-48-000-7731
2. BACKCGROUND:
A. At the regquest of the Government oI Mocrambigue (GPREM},
CARE visited Mozambigue in Decemper, 1982 to explore the
possibility of providing lccistics assistanc for relief
activities carried cut during a severe drought in
Mozambigue. By Fetruary, 1984, CARI had negotiated &
nasic acreemen: with the GPRM enapling TAREI Lo wWoOrIK in
“ozampigue and had subnitted a preliminary crolect
proposal to USAID/OFDA. This cropesal was approved Ior
fisnding for one vear ccmmencing April, 1324, In OCToler,
1984, CARE initiated inm-country operations with the
esrablishment of a logistical suvcporc init (LSU) as 2
cermanent disaster relief lcgistical unit within tne ITPCUR
with sub-offices in the pcorovinces oI Zzzz, Innarzane,
Sofala, Manica, and Tete.
8. Since 1984, the rnature of tie disaster conclitlions In
Mozambique has changed drastically aiong with the
geographical area of operaticns ancd tre mzznitude of
CARE's scope of work. By 1983, tne LS./, originally,
created to respond to 2 drought emercgency, oSegan to
srovide assistance to victims of civil strife as
the armed $nSdfce“Cy situaticn in Mozambigue inte
AID has continu o support CABE's developmental
activities and to date, has provicded dols 9,839,853 fcr
the development and expansion of the LSU, and to pay costs
associared with the internal distribution ¢f Title II food
commcdities throughout Mozambique.
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C. Subsequent to the initiation of grant activitfes, bot
the geographical area of CARE's assi szarc9 activities and
the magnitude of the rellef operations have increased
drastically. For example, the LSU is now operating in a
provinces and has a vehicle fleet of over 400 operatzaua,
trucks and tractors.

3. The initial aareement between CARE and the GPRM called
for the GPRM to assume respo onsipility for the operations
of the LSU in four vears, i.e., appcroximately October,
1988. Accordingly, AID needs %o reevaluate, at this time,
if this phase over concept is still wvalid, and, if further
assistance is needed, determine an appropriate strategy
for providing such assistance. AID was determined that
the analysis should be done oy an cutbide contractor
selected to previde expertise in institution building:
relief planning management; commod tv handling and storage
manacement; commodity logistics and transport manacement;:
and truck fleet management. AID believes that an outside
contractor is needed to p'ov*ﬂeﬂ a lsvel of expertise,
objectivity anc an appropriate perspective needed for
examining the implementation progress under the grant

t

L ~ R - . s s -
ief, t=he contractor would pericrm tne fol.0wing Lasks:
— Falhd hl fen) ] N < . > - -
TASE L. Tvaluate the instituticona. crowth anc
ceve_opment of the LSU esgspecial.y 1n regfarc to the
PRy P b - 3 . - N - .

gseographical areas covered and the magnitdce of the
operations carried oUuT within tnese a7 This is tc
Gerermine the procress achieved T2 Zat w CTARET In
fulfillincg its operational responsiziliniss as cutlines In
the grant agreements tO Creat2 anc stren3Itnen tne
imctisytional capabilicties of <rhe 187, Scecifically, it

Mo~ : 3 b _ o~ < -~ - - o = .. ~ - - &~ - e —m v -
evaluation shall sx¥aming tne 2C0=ZuaCy 200 2II2CTIVERESS oI
[ 11 -
the following:
I'4 ! - < A -~ = — PN -~ - - - 3
{A) The organizational structurs Creatac =TT TEN3Ze anc
deliver relief assistance tnrouchoutT Tne T28lInatec

N -~ & A - Y~ v o
geographical areas ci Mcramoicue.
\ . - . R

(8) The management, oDlanning, cperationz. and CORTIO.
svstems installed throughout the C©rJaniIfation.

b . > 3 - =
{C) The manpower develcpment program to train G2RM
sersonnel in all aspects of relief assistance operations
s b 1 asg s of relief assz:ist ceratio
and management
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(D) The technical assistance supplied by CARE.

(E) The acquisition of relief material and equipment from
other donors.

TASK IT1. Txamine the relief operations executed by tne

TSU and the effectiveness of these operations. This to

operations to receive, handle, and deliver relief goods
needy persons in the target areas. Specifically, this
evaluatior shall examine the following areas:

(A) The assessments of the requirements for, and the
allocation of relief goods, transport and support
egquipment, management personnel and financial resources.

(8) Food cummodity management including call-forward
planning; port clearance and reception; and distribution
planning.

(C) Tood commodity hrandling, warehousing, and security.

(D) Food commodity accountability, fiscal controls,
inventories, and reporting.

{2) Management and coordinaticn of focd commodity delivery
ané transport capacity 1n the LSU.

() Operation, control and maintenance oI the transpor:t
fleet and support sguipment,.

{3) Coordinaticon of commodity <Zistrizutions and enc-us=s
verificacion at the provincial anc district levels.

TASK III. Determine to what extent the GPRM 1s aole o
assume Ffull responsinsilicy for the cperacions cf the LST
based upon the technical and financial aszistance provided
by CARE. This is to evaluate II any elemerts of zhe CZARE
program were not able toO achieyve program onjectives and if
these program objectives can and should b2 achieved with
further assistance to LSU cperations in these same areas
with special focus on staffing, eguipment, materials,
end-use verification, and training of tnhe GPRM ocersonnel.,
Task IV. Determine what modifications would Dbe
necessary in the existing program to A) improve the
delivery, distribution and end-use monitoring of relief
commodities; B) expand the usage of local currencies and
co-financing arrangements to offset hard currency COsSts;
and C) promote an expanded role of the private sector in
+he transport of relief commodities.
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THE ISSUES:

A. Operational capabilities: AID is concerned about the
management and distribution of the Title II food
commodities, including the enc-use monitoring at both the
orovincial and district levels. Accordingly, AID btelieves
that steps need to be taken to further exten the
operational capabilities of the LSU and provide improved
end-use monitcring capabilities. The evaluation team
chall examine feasible means where by these difficult
rasks could be improved.

B, Drogram phase over: The initial agreement cetween
CARE and GPRM calleé for tne GPRM to assume responsibility
for the operation of the LSU in four years. Given the
stagnation of the country's development progress,
especially the loss of revenues and fcreign exchange,
caused by the droughts, continuing armed conflicts and
deteriorating economic conditions, AID considers that the
Mozambican Government can not assume responsibility fer
the LSU operations as now structureé and at the present
level of operations without large and sustained inputs of
financial andé technical assistance from foreign donors.
accordingly, AID needs to reevaluate, at this time, the
extent and character of further AID parc-icipation in the
evolution of the LSU.

3
(W
pobe
y o
Pomat

C. 1ard Currency Tunding: The initial agreement Delween
~ARE and AID provided that AID funding would extend until
1986, after which time funding would be sought from other
donors. Due to a variety of circumstances, AID has
continued to fund a significant portion <f tne CARE
activities for almost four vears. This vear AID Zaces
severe budgetry constraints and telieves that it is
~scessary to reevaluate its financizl role in sypoporting
qrant activities under this grocram Tnrcugn Tne UsSe oz

3 5 = :

appropriated dollars. as one cotion, AID would like £0
investigate how local currencis:s and co-financing
arrangements might cZfset some 0f the hard currency CCEIsS
of the program. The team snall axamine wavys Lo
incorporate local currency funding and co-financing
arrangements intc funding any continuation ¢f grant

activities.
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n. A~-future role of the LSU: Now, in 1988, the LSU has
neen operational and generally successful for four vears
Although AID would like to see improvement and fine tuni
in its operation, we believe that it has perhaps eyolved
to the point that it can be considered both a disaster
relief and a recovery program 2gency. Emergency disaster
conditions are still present in Mozambigque but the
commonality of need for logistic support in both relief
and recovery programs suggests that both functions might

-

*
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re noused in a single agency. Accordingly, the evaluation
team shall define possible strategies for moving the LSU
into the recovery mode without eppardizing the
operational capacity of tne relief program.

t  privatization: AID goals in Mozambique are aimed at
promoting the growth of the private sector. Private
rransportation of relief goods nmay offer one means of
encouraging the participation cf the privace sector and
decreasing the functional roles of tne DPCCN/LSU in

commercial activities. The team shall examine options for
expanding the participation of the private sector in
&

transporting and distributing rellel goods in Mozambigque.

-
REPORTS:

- ol ¢ ] P < 3 g p PR T 1 e,
A. Ten {10) copies of the detalled dralt report will be
~ Y - # T 5 I OMNTT™A - - ™ 5 &
submitted to USAID/Maputc ané OFDA r-rresentatives <of
roview and discussion on/about June 6.

b - s ; 51 H 3 F i

R, Ten {10) copies OI Lne detailed revised final report
will be submitted to USAID/Maputo and CFDA reprasentat.ves
on/about June 10 before the last T23am METNL2IS fepart
MAapLto.
-o v - TECYNIZAL DIFECTIOD

mechnical Directions during
order will be providecd oy U
Section F.3 of the contracc
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STATEMENT OF WORK

A. OBJECTIVE

To continue to provide the logistical support for
emergency relief assistance to the victims of drought, famine

and civil strife, which aggravates the dislocation of
populetions and conditions of public need in Mozambique.

CARE will manage and coordinate all requests and receipt
of emergency relief assistance, transport, distribution and
repo-ting of relief materials, and will provide the operational
material resources to carry out the function of delivering

emergency food and supplies to the 5.7 million people in need of
assistance.

B. SCOPE OF WORK

CAKE will continue to assist the Mozambican Relief Agency,
DPCCN, through the LSU, in facilitating the determination,
coordination, and logistical movement of emergency relief food
and supplies. Specifically, CARE will continue with the
following activities:

Clear and receive emergency goods at the port,

maintain proper warehousing or intermediate storage with
coordinated liaiscn with other government departments as
necessary;

LS

3. establish and maintain inventory asccountability of
assistance received, transported, warehoused and
distributed,

s, perticipate with the DPCCN for the movement of relief
supplies with the appropriate ccordination of other denors;

5. ranage or coordinate all available land, air and sea

transport at the disposal of the DPCCN for the movement of
relief supplies,;

€. control internsl management, administration and financial
accountability by maintaining coperational information
pertaining teo transport use, fuel consumpr<ion, including
availability and needs, and inventory accountability of
transport resources,;

7. participate with the DPCCN and other donovs in the
assessment of provision of facilities, personnel, and
material resources required for the service and maintenance
of a vechicular transport uncder the DPCCN;
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8. assist, design and manage a ''commodity Management Plan."”
This shall require field verificatiop to the extent that

‘ field visits do not become unsafe;

9. document the function of the LSU,

10. plen, schedule and direct the training of national staff in

‘ logistics by means of on-the-job training and other more
formalized regimens.

Care will be responsible for all procurement actions
related to this grant. CARE will also be responsible for
overall monitoring and problem-solving of its program through
oversight by senior staff located in other African countries or
the United States.

C. REPORTS REQUIRED

1. Financial Reporting

The original and two copies of all financial reports shall
be submitted to AID, Office of Financial Management, Prograzx
Accounting Division (M/FM/PAFD), Washington, D.C. 20523. 1In
addition, two copies of all financial repcrts shall be submitted
to OFDA, Room 1262A, SA-1, Washington, DC 20523. Of the two
coples sent to OFDA, one copy should be sent to the Project
Officer (attention: Lauren Landis) and the other copy should be
sent to the Operations Division (attention: Carole Siegel).

2. Grant Performance Reporting

A. CARE will prepare monthly progress reports, ané a final
report. These reports should document progress vis-a-vis
program objectives and timeframe, problems encountered,
corrective procedures to be followed, significant program
development during the period, and projected accomplishments for
the coming month. Analysis and explanation of actual unit costs
versus budgeted costs should also be iIncluded here. Two copies
of each program performance repcrt should be submitted to OFDA

and one copy to AID/Maputo.

B. The Grantee shall inform AID of events which may occur
between the required performance reporting dates that
significantly affect the program. For example, problems,
delays, or adverse conditions may materially affect the ability
to attain program objectives, prevent the meeting of time
schedules and goals, or preclude the attainment of project
work. This type of report should be received by both OFDA in

Washington and AID/Maputo.
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ANNEX D

THE TRANSPORT SECTOR IN MOZAMBIQUE:
IMPLICATIONS FOR LSU OPERATIONS

Mozambique at Independence had a distinctive infrastructure
comprising:

i) three main ports, Maputo (south), Beira (center) and
Nacala (north);

ii) three east-west rail corridors based on these ports
and linking the neighboring countriss of South Africa,
Swaziland, Zimbabwe and Malawi to the Indian Ocean:

i1ii) cabotage links between the corridor terminals and
smaller ports like Quelimane;

iv) an excellent Provincial network of airports; and

v' & network of 27,000 km of roads, of which around 17
percent was paved, mostly north—-south Provincial links
and within the rail corridors.

This system was not developed or modified in the post-1975
period to meet the needs of the economic planning policies
adopted by the new Government ~nd therefore received little
investment for about a decade. A variety of mocdal! links are still
operating, however, and LSU staff are to select a number of
transport options when designing the appropriate means of food
distribution to loca! centers.

The 1988 capacity of this infrastructure is highly re-
stricted compared with its pre~1975 levels, as detailed by World
Bank (1985), Louis Berger International (1985, 1$88) and others.
Much of the network is damaged from acts of sabotage and years of
neglect. The railway is virtually paralysed over much of its
3,000 km of track. Ports, both corridor terminii and regional
facilities heve not been maintained and productivity rates are
low. The road system has not received either regular or periodic
maintenance and strategic points, like bridges, have been targets
for sabotage. Large provincial airfields are an exception to
this dismal catalog, hovever, and remain in good shape.

The stock of transport vehicles and equipment has been
adversely affected by a lack of foreign exchange to purchase
replacement units and to facilitate a regular supply of spare
parts to reach good levels of maintanance. War damage to rail
units and road vehicles has substantially reduced availability
and ccnatrained utilization levels.



Government policy has led to the neglect of private road and
cabotage ope}ations, and the channeling of scarce regources into
an inefficient public sector. The mode! of Ministerial and State
enterprise opsrations has been one emphasizing vertical integra-
tion where all services necessary to effective functioning are
controlled from within the enterprise. It is therefore under-
standable that LSU adopted a similar structure in late 1984 given
that the public sector was incapable of offering a reliable
service, the private sector was too small and fragmented, and
donors were coming forward to offer vehicles, spares and equip-
ment in addition to direct food aid.

What rapidly developed in the LSU was a commodity distribu~
tion system that uses multiple entry points and employed road
transport as the main mode through the entire distributicn
system. This road transport fleet is sntirely controlled by
DPCCN through its central operaticns and Provincial centers. In
under & years it now controls the largest fleset of operational
vehicles in Mozambique.

Government strategy in the transport sector has been to
focus on the rehabiiitation on port-rail corridors to land locked
neighbors and to recapture the pre-Independence traffic levels.
This national objective is strongly supported by AfDB and SADCC
who favor a reduction in dependence on South Africa for export
and import links. Such large investment programs as th» Beira
corridor and Maputoc port rehabilitation scheme fit the Covernment
policy of addressing the 15 years of deferred maintenance for
port and rail infrastructure and to train national staff as part
of the rehabilitatiocn process. Cabotage operations and road
improvement schemes have been targeted but little evidence of
inplementation could be determined by the Evaluation Team.

Improving the condition of existing vehicles, particularly
trucks, has been another declared focus but, with the exception
of the Entreposto rebuilding program in Maputo, there is little
evidence that spares or vehicle availability has improved. In
1985, the World Bank estimated that less than 25 percent of spare
parts requirements was being met by Government and the data
collected by the mission suggests that the 1988 situation is no
better, with spares tc the private sector extremely restricted.

The current status of transport modes available to LSU for
food distribution, which forms a background to any evaluation of
their transit operations, comprises:

i) a lack of security in all Provinces which has
severely limited rail operations (bridge, track,
locomotive and rolling stock damage), restricted road
transit in many areas to convoys which often take days
te organize, and directed scarce rescurces like
infrastructure maintenance funds to the war effort;



ii) restricted rail movements to relatively short
stretches of the network where armed protection can be
mounted;

{ii) limited availability of coastal and river trans-
port due to a fajilure t» renew slderly vessesl!s or
obtain spare parts :- existing craft;

iv) poor port transhipment and storage facilities,
especially at minor regiocnal sites;

v) lack of highway maintenance which has lead to severe
unpaved road roughness and critical failures on paved
road sections due to drainage problems and untreated
surface distress;

vi} the Government deliberately assigning low priori-
ties to investment or financial support to the private
transport sector, both road and cabotage;

vii) scareity of small capacity trucks at the district
level to provide distribution services of all types;

viii) a lack of trained local management and technical
staff in all modes ( including air );

ix) limited LAM cargo capacity and models either
unsuitable for large food shipments (737 Combi) or
cbsclescent (DC 3/6); and finally,

Xx) no coherent regional or national transport planning
pelicy.

This forces the logistics staff at LSU to be opportunistic
in getting food from entry point to local distribution points.
In their efforts to be effective in this task, they frequently
have to abandon any attempts to be financially efficient ( in
effect, cost—-minimizers )}, and while such behavior is acceptable
in the emergency mode of food aid distribution, it is not
appropriate to a recovery role. The implications of this are
discussed in mere detail in Chapter & of the main text.

Road transport operations are the responsibility of the
State Secretariat of Road Transport which has two Directorates,
one for transport (SRT) and another for maintenance (UDAT). The
former manages the parastatal bus and truck companies in each of
the ten provinces, while the latter is responsible for the public
and private dealers and repair centers for road vehicles. Both
are ineffective. The total parastata! truck fleet theoretically
available for LSU use only just exceeds 100 vehicles which
transported around 250,000 tonnes in 1987. Channeling these
services to L3U operations use by Government edict (which is an
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option) would be very damaging to existing parastatal clients,
particularly since supply of services--both public and private--
cannot meet existing demand at the prevailing regulated tariffs.

These tariffs are part of a whole regulatory system ad-
ministered by the Nationa! Road Transport Directorate (DNTR)
within the Ministry of Transport and Communications (MINTEC).
Though from time to time complaints are voiced about private
truckers operating outside the law ("piratas“) tut the private
sector has more than enough work to keep all its vehicles in work
and the licensing serves no controllirg influence. Regulation is
presently of no benefit to the private operator, since his
registration puts him under some government contro! and he
receives little or no support to improve his operations, espe-
cially in the areas of spare parts availability in lecal currency
and the replacement of obsclete vehicles. Again, with theses
regulations in force and no radical changes planned over the
first phase of the LSU operations, it made more sense for LSU to
plan an "own account" type cperation, where tie fleet was
selected and operated with food commodity shipping in mind.

The benefits of such an operation are clearly attractive,
especially in terms of directing commodity shipments along aquite
complex channels of distribution (see Chanter 3.2.2 of main
report). However, such a policy {s costly and time—consuring
given LSU's position within DPCCN. It had to first decide how
many vehicles and of what type to try tc obktain from donors and
then how tc allocate them to the Provincial centerg. This is no
easy task. [t then had to convince potential donors of the
specific needs of such an operation, which irn the case of
Mczambique meant building from the ground up within a new
Ministry lacking trained staff, equipment, workshops, spares,
cperating systems, communications and stock. By the end of 1987,
17 donors had sent either trucks or tractors comprising at least
7 different makes and as many models. This composition demands
different spares, maintenance and service routines and driver
techniques. The implications for workshops and cperations are
discussed in Chapter 4 of the main report.

The point of including these details is toc document the
enormous effort that has gone into giving DPCCN the largest
cperational trucking fleet in the sector with ocver 360 units
(AGRICOM has 305 trucks currently operational). This has
important implications beyond the question of food aid distribu—
tion which are explored in Chapter 4 of the main report.

The recent ERP policies are beginning to have desirable
macroeconomic effects but the benefits have yet to have an impact
cn the transport sector. By four key tests of financial ef-
ficiency, the sector--including DPCCN--has a long struggle ahead

to reduce costs. These tests comprise:



i) Otilization rates. These are uniformiy bad through-

out the sector although LAM is making efforts to
improve regional flights. Shipping is subject to port
delays, trucking to convoy arrangements (scheduled ro
fit aramy procedures’) and bad road surfaces, rai! to
security, maintenance and rehabilitation constraints
and river transport to transshipment difficultiez and
elderly boats. AGRICOM vehicles in 1986 travelled
about 16,000 km while Camionagens de Mozambique reached
2C,600 in 1987. The private sector would normally be
axpected to operate at much higher levels: a 1985
study reported figures between 55,000 to 70,000 km but
the attacks on vehiclies in the last two years {tcgether
with fue! shortages in some Provinces) have drastically
reduced the figures. The Team estimated that the
current average private utilization outside Maputo is
around 20-30,000 km per annum. Reductions in utiliza—
tion levels can be financially costly, as shown in
Annex F, Vehicle Operating Costs.

ii) Staffing levels. These are high in most public
enterprises, with the exception of LAM where staffing
has been drastically rsduced over the last few years.
In ths trucking sector, public staffing ievels are
around 2-3 times greater than in the private sector.
DPCCN staffing leve!ls could be reduced with a cor-
responding rise in productivity. What is unclear is
the training role of LSU within DPCCN which could allow
for overmanning-—-more trainees and apprantices etc.--on
the payroll. The need to carry a large workforce
limits the ability to reward those who parform ahove
average and the bureaucracy of the public sector
restricts punishment or disciplinary action for those
under—performing or causing trouble. Overmanning and
low salaries are prime ingredients of low productivity.

ii1) Fleet composition. This is directed primarily at
the highway sector but the rai! and csbotage units
display similar characteristics though not to the sanme
degree. The vehicle fleet is remarkably heterogensous.
Ten major truck manufacturers share about 85 parcent of
registrations in 1986 and only 3—IFA, Mercedes Benz
and Renault/Beri{iot——hold more then !0 percent of the
-market. The resulting diversity of models dragatically
increases the problems of obtaining spare parts and
technical assistance, especially given that inter-
regional truck movements are siow and expensive. The
Covernment has attempted to locate regi-nal parts
centers fcr some makes but spares availability is very
limited and the operation cannct be judged successful.
This particulariy affects the private sector which is
unfortunately positicned on the lowest level of the
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Government's hierarchy of transport needs which
suggests that improvements are unlikely teo occur in the
shert to medium term.

Recent Vehicle Operating Cost (VOC) studies have
measured the effect of vehicle age on spare parts
consumption and quantified the dramatic rise in spare
parts costs given constant utilization and increasing
age in kilometers. This has implicarions for the
private sector who have been fcrced to operate with
extremely elderly vehicles. A 1985 Maputo study showed
that the private: hire sector had 56 percent of its
fleet aged between 10-15 years and 37 percent gresater
then 15 years. The public: hire sector then operated 75
percent vehicles under 5 years of age. The Team was
told that few new vehicles had been allocated the pubic
sector since 1985 so the age distribution has shifted
outward, in part due to DPCCN's fleet which is current-
ly 100 percent under S years of age. In terms of
social equity and sectoral efficiency, the allocation
of spares should actually favor the private sector who
operate the clder vehicles.

The final point tc make in this section is the average
service lives of vehicles which sesems in the private
sector to be twice that of the public sector, again
suggesting that these operators are more efficient.

iv) Unit Costs. Each transporz mode has its own merits
to the logistics staff of LSU. The plane is fast,
generally least affected by security issues and easy to
schedule. However, they; zre expensive to operate and
carry restricted lsads. Against al!! the different
trade—offs between modes (it iz unnecessary to list
them here) the final! modal mix reflects available
budgets. The table below gives scme typical benchmark
costs calculated by LSU staff, at February 1988 prices.
It should be added that the Team calculated that the
private sector is currently operating at around 5 S
cents per tn.km, that is about the same as the cheapest
sea mode. This is not meant to indicate that LSU should
switch more work to the private sector, since thers nay
be severe capacity constraints but rather tc argue that
improvements to ievels of efficiency are possible. The
modal use issues are fairly clear: try te improve
DPCCN's fleet officiency and lower tn.km COSTS, use sea
and river wherever possible and employ air transporst
only in cases of extreme urgency where transit by any
other mode or route is impossible.



" Table D.1: Typical Modal Cost Daty
(Tn.km, US cents )

Hode Tn.km Rates Mode Rate:Road Rate Ratio
Sea -~ Navigus 5 .45

Sea - WFP 8 .73

Road - DPCCN il 1

LAM - Long Haul 140 i3

LAM - Short Haul o 21

Sourca; LSU/CARE June 1988

The key elementgs 8cverning future transport Poelicy as they
affect operations are the security situatien and the Goverp-
ments's determination to pursuae large high Profiles inter—related
cerridor and port transshipment schemes. [f, as seems likely, the
security problems remain over large parts of Mozambique during
the naxt five years and the Covernment transpore investment
policies dc not alter significantky, DPCCN wi: have to stay with
its fleet of vehicles if it wishes te Daintain a distribution
capability. However, it should not develop its fleeot further
unti! a more accurate picture of tha food distribution Program-——
quantitiag, locations and forecasts——becomes aveilable. The
flest as pPresently operated is Very inefficient. Cpportunities
for empicying private operators are explorad ip Chapter 4.2 of
the main reporet.

Recad wi}l remain the dominant mede, increasingiy supportaed
by sea and cabotage operations as port efficiency leve!ls improve.
This is likely to be the short-to-medjun term scenarioc. As
corridoer schemes are completed and security problenms are ad-
dressed, raijl €an provide transit over selected main port to
Provincial warehouse links in the distribution systenm. Finally,
ad-hoc costly but offective operations like the LSU are likely to
remain without the development of 4 centra! transpore strategy
unit to ensure better coordination betwvean Government Ministries
and trganizations, donors and NGO reljef agencies within a

coherent national transpore strategy.

Best Available Copy
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ANNEX E

CONSTRAINTS AND OPPORTUNITIES IN THE PRIVATE TRANSPORTATION SECTOR

INTRODUCTION:

During the period May 1£-May 27 the evalustion team interv:ewerd
people 1n both public and private Lransportation ccomprs 125 irn

four provinces: Maputo, Manica, Sofala, snd Zambezia. In cotal,
the team spoke with 8 private Lransporters, 2 privaie
transportation a:sociations, the staff at. 4 DPCCN gnd 2

CAMIONAGEM truck yards, the Vice-Minister of T ansportailion ard
staff at the Direccao Nacional dog Transportes Ro:iuviarios. The
primary goal of the interviews was to identiry constreints and
oppcrtunities for promoting the participation of private
transporters, particularly private tr uckers, in the distribution
of relief goods.

Specifically, this annex snalvzes the congtraintg and
opportunities associated with: aj the supply of prxvate »ehxaiﬁs,
and demand by private transporters for participating in th%
relief program, b, general characteristics of the trancparﬁ atiocn
market (level of competition, pricing,supply of inputs and
credit), c} operaticna! and P&i*C} 1ssues concerning th@ DECCN
and government rocle in a privatization program and 4! a SUmmary
of the principa! reasons for Suppcrting a privatization program.

A, SUPPLY AND DEMAND CHARACTERISTICS

1. CONSTRAINTS

As pointed out in previous reports {see Paul Holmes®
“Stimulating Private Sector Trucki ng in V@"ambiuue”ﬁ the priv
sector’'s percentage share of trucks in the country
from 70-80 percent befors independence to sbout 25 , 1
In the four provinces visited thesge percentages translate ‘
the following numbers of rucrs: 123 (Maputoi, 38 (Manica; 30
(Sefala), and 70 {(Zambezia). in eacn of the provinces, except
Zambezia, about 40-60% of the total trucking fleet is dominated
by firms that have three or more trucks. Specific, transporters
interviewed along with the size of their fleets were:
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TRANSPORTER ¥ OF TRUCKS
A. Maputo

1. Kassimsa ig

2. Simoes Leite 3

3. Cuedes 7

4., Lourenco 11



5. Salema Chibique 32

B. Manica

1. Banoo 11

2. Ismael 5
C. Sofala

1. Carrelo 15
D. Zambezia (Small Truckers’ Assoc.) 38

___.—_-—_-—-—__--_—_--..-.__-.-—-_—_..——_—.—_..-—.._.._-._.....—-.——»-—-———--—_..-.-...._.

In terms of tonnage hauling capacity, the larger operators
generalliy operate 20-25 ton trucks, while the remainder of the
private sector market consists of single~-truck operators with 2-
10 ton trucks.

As shown in Table E.1, about 90 percent of the private trucking
fleet is fifteen years or older. The most popular brand of truck
(or perhaps the most durable, given the age of the fleet) is
Mercedes, although there are also significant numbers of Scania
and Volvos. The distribution of new trucks is controlled by the
government and ,except in a few cases, the preferred recipients
of these trucks are state-owned transportation companies and food
wholesalers who use their own trucks to distribute food. Simiiar
to the DPCCN fleet, the private transporters’ operations have
been affected by the insurgency and general insecurity along the
roadways. Out of the transporters interviewed, nearly one out of
four trucks has been debilitated or destroyed by “"bandido”
attacks. Because of the high risks associated with trucking, most
of the truckers are unable to get insurance or are generally
skeptical about any insurance plan. Supposedly, two . of the
transporters had some 1insurance in the early 1980's, but were
never reimbursed.

The two most significant constraints on the short-term growth and
utilization of private trucks is the lack of available trucks and
spare parts. The overvalued currency and shortage of hard
currency has resulted in these large shortages. In the case of
supplying new trucks, the transporters must put in a request to
the GPRM and Bank of Mozambique for hard currency to purchase a
new truck. As already stated, these allocations are normally
restricted to public sector companies and the larger food
wholesalers. In the case of spare parts, the transporters have
easier access to them since they can pay in meticais, but again,
the availability is limited due to the lack of hard currency to
buy the parts. As a result, often times the private transporter
must wait two to three months for a spare part.

Besides the lack of new trucks and spare parts, a couple of the
transporters, particularly in Manica, complained about the
inconsistent supply of tires, and in the past, of gasoline. In
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several cases, the transporters are able to increase their
monthly quotas of gasoline by claiming all trucks in the
operators’' truck yard, both those operating and those that are
dismantled and used for spare parts, as part of their fleet. Even
when the monthly quota is used, most of the truckers were able to
put in & request for and receive more fuel within a few days.
Still, 1f the scope of the private trucking operations were to
increase, it is possible that both the supply of tires and fuel
could be seriocus constraints especially outside of Maputo.

2. OPPORTUNITIES

Given the age of the private sector fleet and the risks

associated with operating trucks, it would appear that the
private transporters would be bordering on the edge of
bankruptcy. Based on the interviews, however, the larger
transporters have, 1in fact, demonstrated a tremendous amount of

resourcefulness and resiliency--both traits which could lay the
foundation for future strengthening of the private transportation
sector.

Contrary to expectations, the wutilization rates (estimated as a
the percentage of operating trucks in utilization during a month}
are very high ranging between 80 and 90 percent. The majority of
cargo hauled 1is commercial cargo (between 80 and 90 percent;,
with the remainder <consisting of government and donor-related
contracts. Most of the larger transporters commented, that in
general, they do not have prcblems in finding clients. In fact,
over the past five years three out of the eight transporters
interviewed have been able to increase the size of their fleet.
In terms of future expansion plans, all of the privatez
transporters indicated an interest in ©purchasing more trucks.
The growth forecasts ranged from a minimum of one truck to =a
maximum of between 20 and thirty trucks. Even 1f one were to
discount these figures, there appears toc be an overwhelming
optimism about future demand trends, particularly on the part of
the larger truckers in Maputo and Chimoio-Beira area about the
future.

B. MARKET ANALYSIS
1. CONSTRAINTS:

Since independence the market position of private transportation
sector has been threatened by parastatal transportation companies
and government policy due to the following factors: a)government
and donor desire to establish vertically integrated
transportation systems, b) unprofitable tariff structure and c
government control of the allocation of new trucks.
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Cver the past. few years, the fleet of DPCCN has grown
tremendously from a total of 30 trucks to over 400 trucks. During
this same time, the fleets of CAMIONAGEM (the parastatal
*ransportation agency), AGRICOM (the commercial food distribution

agency), and private wholesalers and transporters has been a
fraction of the DPCCN’s growth. While much of the DPCCN’s growth
is attributed to the need to respond to a crisis, it is in

general representative of both the government’'s and donors’
short-term objective to develop transportation systems over which

they have direct control. 1In all of the four provinces visited,
the DPCCN along with other government-owned fleets control
between 65 and 853% of the transportation market. As shown in
Table E.2, approximately three-quarters of the total number of
vehicles in the four provinces are in the public sector. In terms
of total tonnage capacity, it is estimated that the public

transportation fleet represents about 70 percent of total tonnage
capacity. Only in the case of the Maputo area does it appear
that the private sector has a larger share of the market--with
35% of the total number of trucks and 40% of total tonnage
capacity.

Besides the disproportionate percentage of public sector
vehicles, the private transportation sector could be (and in some
cases 1s) squeezed by an unprofitable tariff structure and
burdensome tax policies. As shown in Table E.3 the official
tariff for long-haul trucking 1is 26 MT (over 200 km.) and 36 MT
(under 200 km.). Both these rates were established in June 1987.
Since that time the meticais has been devalued by 12 percent and
the prices of fuel and other transporation lnputs have increased.
If the government were to rigorously enforce these tariff
policies, most of the private transporters would be out of
business. The vehicle operating cost for a long-haul (more than
200 km) private transporter is around 27 MT/T/KM (see Annex F;,
which after including 20-25% for overhead and profit would mean
that they would have to charge 34 meticais. If the risk cof losing
a vehicle to insurgency attack is factored in, the overall rate
charged by transporters coculd be as high as 40-50 meticais.

Compounding this unprofitable tax structure is an equally
burdensome tax policy. Approximately 50 to 60% of the
transporters net profit is taxed. In those cases in which the
government does not receive sufficient documentation, a pre-

determined tax formula is wused which can tax up to 68% of a
transporters theoretical profit.

In the face of this tariff and tax policy, the public sector
vehicles enjoy a tremendous comparative advantage since in most
cases they are financed by either a donor c¢r the government and
traditionally do not have to pay as much attention tc the "bottom

line”". The private transporters, on the otherhand, have to
constantly pay attention to their costs and profits. In order to
stay in business, the private transporters, with the assistance

of government neglect, have established cargoe rates that on
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average are 25 to 100% above the official tariff. As a result of
this pricing policy, the private transporters have become
transporters of '"last resort’”. That 1is, they capture that
portion of the market that the public trangsporters, with their
official rates, cannot supply.

Finally, in terms of the availability of spare parts and new

trucks, the private sector is placed at a tremendous
disadvantage. As already mentioned, the allocation of hard
currency for the purchase of new trucks is almost completely
directed towards parastatals and government ministry fleets. In

the case of spare parts, both the parastatals and private fleets
suffer from a general shortage. Only DPCCN is less constricted by
these shortages, since they can develop their own stock of donor
appeal spare parts. As shown in Table E.4, there are eleven
spare parts and vehicle distributors in Mozambique, each of which
services specific brands. Over the last few Years, several agents

have developed, with tt: assistance of donors, rehabilitation and
repair programs which include large purchase schemes for spare
parts. Unfortunately, most of these spare parts stocks are tied

to the rehabilitation program, and not available to the general
public for purchase. In general, the private transporters do not
want to pay, nor do they need to pay, for a complete
rehabilitation program. All the transporters interviewed have
developed their own maintenance and rehabilitation facilities.
Therefore, while there exist a number of spare parts distributors
and programs, most of them are directed more towards those
parastatals and ministry fleets that lack appropriate maintenance
and repair facilities.

2. OPPORTUNITIES

Despite the overall distortions in the transportation market that
favor the public sector, the private transportation segment still
has developed a niche and level of efficiency that would aliow 1t
to prosper under a privatization program.

As already mentioned in section A, the private transporters, even
as transporters of last resort, are in large demand. On average,
the private transportation fleet 1is being utilized 80 to 90% of
the time, primarily to move commercial cargo. This indicates
that the existing availability of public transportation 1is
insufficient. Indeed, based on the sample of public sector
fleets examined in the four provinces visited (see Table E.2),
the average availability percentage of operating trucks is around
50% fer the public sector compared to 80% for the private sector
(that is, of the total fleet assigned to a specific ministry or
parastatal, only half are operational and available for
transporting goods).

Since an equal or even higher percentage of private transporters’



fleet have been attacked by "bandidos"”, these availability
percentages suggest that the private transporters are more
efficient at maintaining, repairing and rehabilitating their
fleets than the public sgector. Again, based on first-hand
observations in the field, it appears that the average repair
time for a private sector vehicle takes less than three months
compared to three to twelve months for a public sector vehicle.
The average salary of a private sector driver is two to three
times that of the public sector employee. Consequently, the
amount of staff turnover and downtime of the vehicles due to
driver incompetence 1s lower. Only one of the private
transporters interviewed claimed that a truck had been made
inoperative due to driver negligence. Conversely, last year,
more than thirty of the DFCCN fleet was made unavailable due to
accidents and “other" [actors. The final, and perhaps most
persuasive, litmus test for comparing the efficiency of the
private sector to that of the public sector is in terms of
vehicle operating cost. In Annex F the estimated operating cost
per ton/kilometer of the DPCCN fleet was 59 MT compared to 27 for
the prirate sector. Even if one were to adjust the private
sector payload: and costz by 50-75%, the overall operating cost
woulc still be 20-30% of the DPCCN's operating cost,

A final note of optimism concerning the wutilization of the
private sector fleet concerns the availability of credit. In all
of the interviews, with the exception of the small one-truck
cperators 1n Zambezia, the availability of credit to purchase
either a new or used truck did not appear to be a big issue. All
of the large operators believed that they either had sufficient
capital, cr had access to credit, for the purchase of a new
vehicle. Concerning the transporters ability to service any
debt, it appears that the cash flow of the larger transporters is
sufficient to repay a loan--particularly when the annual interest
rate is 26% and the annual inflation rate is about 60%. Already,
two out of the eight transporters interviewed have taken out
loans for 35 million MT which they are currently repaying.

C. OPERATIONAL AND POLICY ISSUES
1. CONSTRAINTS

In theory, the key institutions that would have to be i1nvolved in
any privatization program would be the following: DPCCN (for
coordinating implementation), Ministry of Transport (for
establishing tariffs, licensing) and Ministry of Finances (for
allocating the distributicn of imports and establishing tax
policy). While the DPCCN would focus more on operational issues,
the ccllaboration of the Ministries would involve more policy
reform.

In terms of the DPCCN, the biggest short-term obstacles to its
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being able to utilize more the private sector are: a) the lack of
line item in its budget for contracting private transporters, b)
general lack of sufficient and timely funding by the GPRM for
logistics operations outside of Maputc and the budgetary control
of the LSU/CARE. Both the LSU/CARE staff and private transporters
in Manica and Sofala provinces expressed a frustration of having
to operate under the DPCCN budget. From the CARE perspective
there were several instances where they could have contracted
with a private transporter but did not have a specific budget
allocated to such a line item. In other instances, DPCCN has
signed for the services of private boaters and truckers but then
been unable to pay for the services because of allocation delays
and general shortages in the DPCCN provincial budgets. In the
case of the private boaters' association, the President of the
association eventually had to ask the Director Nacional dos
Transportes to intervene on the association’s behalf.

Even if both these constraints are resolved, it is still possible
that any privatization program would be deliayed by the DPCCN'’s
general lack of experience in contracting, and perhaps the
requirement that DPCCN pay only "official tariff"” rates.
Particularly, on the last point, it 1is likely that most of the
transporters will require some kind of incentive to work with the

DPCCN. The possible incentives mentioned include: a)
establishing a fixed contract, b) charging the market rates
normally charged by the private transporters (25 to 100% above
the tariff rate), c) charging official rates but receiving access
to spare parts and/or new trucks. While the first cption would
probably require the least amount of bureaucratic or donor
intervention, the other two contracting arrangements would

require a change in poliecy or the development of a special
incentives program.

In the Jlong-term, a full scale privatization program, in the
strictest sense, would probably involve the selling off of some
of the DPCCN fleet and major policy reforms concerning tariff,
exchange rate, and importing. Such a move, however, could
threaten the power base established by the DPCCN and would
require the full support of both the DPCCN, the donors and other
government ministries. It is uncertain to what extent either the
DPCCN or the government ministries woulid be willing to pursue
such a program. To date, the DPCCN has developed a constituency
of donor support that focuses primarily on the appeal and direct
control over trucks. This fleet build-up has transformed the
DPCCN into a powerful governmental body--one that has the ear of
donors and a mandate to commandeer any resources in order to
respond to crises. Any attempts to diminish this resource base,
may be looked wupon unfavorably by donors who will question
whether their trucks are being used to respond to a «crisis; and
by DPCCN itself which may or may not wish to see their power base
eroded.




In terms of general government policy, it appears that the
government would 1like to encourage the growth of the private
transportation sector. But this tentative support is liable to be
subject to heavy government intervention. Articles in local
magazines along with conversations with government officials
point out a government desire to continue regulating the
transportation sector in terms of licensing, establishing tariff
rates and allocating the distribution of commercial cargo.

2. OPPORTUNITIES:

In spite of the problems associated in redirecting the focus of
DPCCN, it appears that most of the key players involved in such a
scheme--LSU/CARE, the DPCCN Director, the Ministry of Transport
directors and some of the Donors--are supportive of the idesa.
There is enough flexibility in the budgeting process to include

in it support for private contracting. Also, if need be, part of
the LSU/CARE Maputo budget could be used for back-stopping (in
case of DPCCN shortages) in other provinces. Finally, both the

DPCCN and Government ministries acknowledge the fact that the
DPCCN can not continue to exponentially increase the size of its

fleet. Aside from the distortions this would place on the
economy, 1t could also result in in-fighting and jealousies
between the DPCCN and those ministries that are without large
fleets. Also, with the assistance of the IMF, the government is

beginning to take steps towards rationalizing the transport
sector through tariff and exchange rate reform. Finally, A.1.D.
has already developed some experience in promoting the private
sector in the agricultural sector through the use of the C.I.P.
proZram. Unlike in other countries, it appears that A.I.D. has
both the resources and will to finance a privatization program
directed towards the transport sector.

D. SUMMARY: REASONS FOR PROMOTING PRIVATIZATION

Perhaps one of the most simple reasons for advocating a
privatization program, 1s the mere fact that there 1is an
overwhelming demand by the private transporters to develop a
larger share of what has been recently a government-controlled

market. Aside from this motive, the argument for promoting
privatization of LSU’'s activities can be developed at three
levels: policy, economic and institutional. Below is a brief

description of each:

1. Establishes a more Cost-Effective and Manageasble DPCCN: From
an institutional perspective, the privatization of the DPCCN’s
operational activities could result in three substantial
benefits: i) wuse of vehicles which have lower operating costs,
ii) reduction in the institution’s overhead costs presently
applied towards the maintenance and administration of the LSU



fleet and, iii) overall establishment of a s8smaller, more
manageable DPCCN which can focus on emergency planning and
coordination rather than actual distribution.

2. Promotes a more Rational and Balanced Economy: As pointed out
in Annex D the massive build up of the DPCCN fleet and other
vertically integrated public sector transportation fleets has led
Lo ine i1nefrficient allocation of resources. While the short-term
objectives of distributing food relief have been largely
achieved, the long term development of a rational and efficient

market mechanism has been Jeopardized. The majority of
investments 1in transportation (new trucks, spare parts, the
establishment of maintenance facilities) have been in less

efficient and centrally planned enterprises which are considered
top priorities of the government. Despite these investments, the
utilization rate and longevity of public sector trucks is much
less than the private sector transporters.

Eventually, the favoritism accorded the public trancportation
sector could completely displace the private transporters at a
cost that the Mozambican government may or may not be able to
sustain. Any privatization program, therefore, would be a first
attempt by relief donors to achieve both short-term objectives
{distribution of relijef food} and 1long-term objectives which
correspond to the Economic Recovery Program supported by the IMF
(enhanced efficiency and the establishment of a transpert sector
ready to respond to increased commercial activity once the
emergency subsides).

3. Dovetails with A.I.D. Interests and Goals: As mentioned in
the statement of work, the overall goals of any A.I.D. assistance
in Mozambique 1is to promote the growth of the private sector.

Given this mandate, it is <clear that, where possible, any
opportunity for developing private sector initiatives, even in
relief assistance, should be encouraged. A privatization progranm

could also decreased the hard currency funding requirements of
OFDA and FFP, a goal mentioned in the scope of work for this
evaluation. Finally, A.I.D. has already developed a small
portfolio of experience in promoting private sector growth in
agriculture through the CIP program. The experience gained from
these efforts could therefore be transferred to the development
of a DPCCN privatization program.




TABLE B.1

_ KBY INPORMATION ABOUT PRIVATB TRUCEERS INTBBVIEWED

CATRGORY MAPUTC HANICA SOFALA LAMBEZIA

L. FLERT CHARACTERISTICS:

A. TCTAL NUMBERS:

--OPRBATING 8l i3 il kR
--DESTROYED /DAMAGED 18 3 § {
8. afk:
--LESS THAN 10 YBARS 5 i
--10-1% YBARS H i
--HOBE THAN 15 YEARS 57 11 13 18
C. PEBCENTAGE OF TOTAL 50-60% 40-50% §0-50% 50-80%
PRIVATE SECTCR RLERT
[N THR PROVINCE:
U, BRANDS: ‘ MXRCBDRS {53,  MBRCEDRS [18. MERCEDES (15 N4,
SCANIA 17}
BENSCHRL (2!
YOLYO 15
SLE D)
£, UTILIZATION BATRS: 80-30% 80-90% 80-99%  40-30%
(K37, O CPREATING
FLERT ONLY!
2. ¥aJ0R CUSTOMERS: CUMMERC. (80X, CCMMERC. (95X, COMMBRC. (30%:  COMMERD. (30%
CEITH ESTIMATRD TOTAL GOVMY, :10%; DONOE (3% DONGE 1 10Y; JTHER 116%;
PEBCENTAGRS: DONCR 1 10%:
1. MAJOR 20UTES: MABUTO-VILLAN. MANICA-3K{Z4  3RIRA-CHIMGIG PORT-¥AKBHOUSE
BEIRA-TETE SEIRA-NIASSA <20 AN,
BEIRA-TRTE
4. GBOWTE POTENTIAL:
&. } OF TRANSPORTERS THAT
BAVE INCREASED PLEBT SIZE
OVER THE PAST § YEARS: 3 4 i i
B. RUTURE BIPANSIOHN PLANS 2 ] ] N.4
{} OF TRUCES RBQUESTED 2-3
BY TRANSPORTER) 10
20-30
2

N.d.o NO® AVAILARIR



TABLE E.2

PRIVATE VS. PUBLIC FLEET INDICATORS

PUBLIC PRIVATE

NDICATOR SECTOR (1) % SECTOR (2) %

TOTAL FLEET SIZE: 703 73% 261 27%

A. MAPUTO 229 65% 123  33%

B. MANICA 162 73% 38 27%

C. SOFALA 168 85% 30 15%

D. ZAMBEZIA 204 T74% 70 26%

TOTAL TONNAGE CAPACITY: 9,860 7T1% 3,941 28%

A. MAPUTO 3,253 59% 2,288 41%

B. MANICA 1,295 67% 640 33%

C. SOFALA 3,113 86% 488 14%

D. ZAMBEZIA 2,200 81% 525 19%

ESTIMATED AVAILABILITY PERCENTAGE

(PERCENTAGE OF TOTAL FLEET OPERATING/

TOTAL FLEET IN STOCK) 51% 80%

A. DPCCN 80%

B. CAMIONAGEM 33%

C. AGRICOM 55%

D. PRIVATE SECTOR 80%

AVERAGE REPAIR TIME: 3-12 MONTHS < 3 MONTHS

AVERAGE VEHICLE OPERATING COST: (3) 50-60 MT/T/KM 20-30 M/T/KM
OOTNOTES:

1) BASED ON INFORMATION GATHERED FROM THE DIRECCAO NACIONAL DOS TRANSPORTES
RODOVIAKRIOS, DPCCN/LSU FILES AND CONVERSATIONS WITH CAMIONAGEM MANAGERS

IN THE FOUR PROVINCES.

2) THE TRUCKS INCLUDED HERE ARE ONLY "FOR HIRE" TRUCKS. INFORMATION IS BAS
ON INTERVIEWS WITH NINE OF THE LARGEST TRANSPORTERS OR ASSOCIATIONS IN T

PROVINCES OF MAPUTO (5), MANICA (2), SOFALA (1), AND ZAMBEZIA (1).

BESIDES THESE TRANSPORTERS, IT WAS ESTIMATED THAT IN EACH PROVINCE THERE
15-30 (60 IN THE CASE OF MAPUTO) SMALL HAUL CARRIERS (LESS THAN 10 TOCNS)

THESE WERE INCLUDED IN THE ESTIMATES.

3) AS ESTIMATED BY THE LSU/CARE



TABLE E.3

INFORMATION ON TARIFFS AND TAXES

A. TARIFFS AND PRICING: ACTUAL
RATES
OFFICIAL CHARGED

1. BELOW 30 KM {(IN MT./HR.}:

a. < 4.5 TON: 2,300 APPROXIMATELY
b 5-7.5 TON: 2,680 TWICE THE
c. 7.5-10 TON: 2,805 OFFICIAL
d. 10-16 TON: 3,315
e. > 16 TON: 4,335

2. 30-200 KM (MT/TON/KM.): 36 45-55

3., > 200 KM (MT/TON/KM.): 26 39-52

B. TAXES:

1. IMPOSTO DE CIRCULACAO: 10% OF VALUE

{ROAD TAX) OF SHIPMENT

(PAID BY CUSTOMER)

2. CONTRIBUCAO INDUSTRIAL:

{ INCCME TAX!
a. FOR THOSE WITH "ORGANIZED"
ACCOUNTS: 50% OF PROFITS
b. FOR ALL OTHERS (BASED ON
PRE-DETERMINED FORMULAS}: 68% OF PROFITS
3. CONTRIBUCAO COMPLEMENTAR: 5-70% OF PROFITS
NOT INCLUDED IN CONTRIBUCAO
(ADDITIONAL TAXES OWED) INDUSTRIAL

SOURCE: DIRECCAO NACIONAL DOS TRANSPORTES RODOVIARIOS

INTERVIEWS WITH PRIVATE TRANSPORTERS




TABLE E.4

LIST OF AGENCTS/DISTRIBUTORS FOR:
SPARE PARTS, TRUCKS AND TECHNICAL ASSISTANCE

DISTRIBUTOR/AGENT
1. MORELA
2. EMOCAT

3. F. BRIDLER

4. TECNICA INDUSTRIAL

5. FONSECAS
6. TOYOTA
7. SOVITAL
8. SCANMO

9. ENTREPOSTC COMERCIAL

10. SETEC

11. RONIL

BRANDS OF
VEHICLES SERVICED:

- A - - — - - -~

A. RENAULT

B. LAND ROVER
A. IFaA

B. BEDFORD

C. ISUZU

A. VOLVO

B. TATRA

A. FORD

B. MISTUBISHI

A. SUZUKI
B. BAJAJ

A. TOYOTA

A. FIAT

B. LADA

C. NIVA

D. wWAaZ

A. SCANIA

B. VOLKSWAGEN

A. MERCEDES BENZ
B. PEUGELUT

C. UNM

A. LEYLAND

B. DAF

C. MAZDA

D. AUM

A. AUSTIM

B. NISSAN



VEHICLE OPERATING COST PREDICTIONS IN MOZAMBIQLE



ANNEX F

VEHICLE OPERATING COST PREDICTIONS IN MOZAMBIQUE

The calculation of vehicle operating costs {(VOC) for typical
highway conditions in Mozambique provides a series of important
benchmarks for evalusting the economic efficiency of both the
DPCCN truck fleet and the wuse of alternative mcdes. These
benchmarks comprise fuel consumption data, spares parts zosis and
inventory needs, utilization levels and average tonne.kilometer

rates. VOC material can be obtained in a variety of «ays, from
building wup from the disaggiregated LSU racords, through
constructing simple breakdowns from available trucking sector
data, to employing relatively complex VOC models. The CARE
evaluation uses tigures from all three sources,  both tn
corroborate principal source data and to cress-check predicted
values used in the report.

The mission used the VOC module {rom the World Bank Highway
Design and Maintenance model - HDM version 111 to determine a
detailed operating cost breakdown, LSV data for = second estimate
of vehicle operating costs, and private trucking data for a
third operating cost breakdown. The Werlid Bank model is based on
extensive research in Brazii, where relationships between
operating costs, vehicle characteristics and highway design
variables were estimated. These were then modelled by the Werla
Bank Transportation Department inte a mechanistic format for
easier transferrability between economiu envircenments. The prime
function of the HDM model is to preaict total cost differentials
between alternative highway investment stratsgies, rather than
specific <cost levels 1like tonne.km rates. Neyerihe1953 .

mln

properly calibrated it can provide such data ang the mission
collected calibration material from LSU records, pquCSSlOﬂa;
cperators, dealers and maintenance facilities. The highway inputs
were developed after making field wvisits where DPCON route
characteristics could be assessed.

Table F.1 gives details of ” VOC breakdown for a typical heavy
truck currently operated by DPCCXN, such as a DAF 180G or Volve
N10. Two costs are repcorted, one for loaded conditions and a
second for empty running. This allows an esL;mat to be made of
the most expensive dead heading operation DPCCN Tfaces which
results in & cost of 45 MT per ton/kilometer. At currvent
exchange rates this is eguivalent to 11 US cents. If =& full

return load is found, the predicted tn.km ccet falis to around 27
MT, or 6 US cents. The HBM III VOC model first predicts speed

from kinematic principles, that is it compenstaes for vehicle
mass, air and rolling resistance and engine DOWEr. Fuel, tires,
deprecisation, interest, and crew time &are all sensitive tc

predicted speed. This can be seen in Table F.! where the vehicle

[y



travels 20 percent faster unladen and brings down these relatea
costs. Fuel consumption is also highly sensitive to locad carried
and this 1is seen in the fuel cost item. The model does not
predict overhead or profit allocation, which does not concern
DPCCN but would be an issue if private transport were used. Ag an
illustration, 20 percent is used and a figure of 59 MT per tn.km
is derived. It should be stressed that the choice of vehicle may
affect these figures and a separate study should be conducted if
it is considered desirable to develop private tariffs.

Table F.1. Vehicle Operating Costs (MT}, per 1000 Km.
Heavy, 3 axle 22/24 ton GVM truck. May 1988 Prices

Item Loaded % Total Cost Unloaded ¥ Total Cost
Fuel 46,400 {11 23,500 {6
Lubricants | 3,100 ( 1 3,100 ¢ 1)
Tires 38,600 (3 33,600 (9
Crew Time 18,000 (3 ) 15,100 { 4 )
Maintenance Labor 6,300 (2 6,300 (2
Maintenance Parts 87,000 { 21 ) 87,000 { 24
Depreciation 140,000 { 33 3 128,300 { 35
Interest 75,600 { 18 69,300 { 19 1}
TOTAL 415,000 ({106 ) 366,200 (100
Predicted Trip Speed (kph) 15 34

Predicted Round Trip Cost, 16 ton one way load, empty backhaui,
per ton/kilometer is 48 MT, which after allowing 20% for
overhead/profit gives 59 MT.

—————— i — TS Wh e G S o ———

1. Paved rcad in reasonable surface condition (4 1IRI), not
sinuous or hilly ( 100 degrees.km, 1 % grsde), single lane.

2. Vehicle 3 axle diesel truck, grossing around 22/24 ton and
carrying 16 ton load one way. Returning empty.

3. Driver constrained speed is 80 kph.

2



4. Unit cost inputs. Diesel 115 MT/liter, lubes 850 MT/liter,
1100*%20 tire 154,400 MT, Crew 150 MT/hr, Mechanic 500 MT/hr
(reflecting overmanning), New Vehicle Price 40 million MT,
Service Life 6 years, Annual Utilization 20,000 (LSU data),
Interest rate 18 % p.a.

Source: HDM-III, VOC module, Mission data.

The model gives some useful insight into the effect of
deteriorating highway conditions and to operational features like
utilization rates. The most important road characteristic for
Mozambique 1is surface condition, indicative of both highway
distress {Agency costs) and vehicle damage (User costs). If the
same vehicle 1in Table F.1 1is made to operate over a severely
deteriorated and rough paved surface, the total predicted costs
rise by almost 65 percent. This reflects the joint impact of
escalating spare parts costs and lower operating speeds. This has
implications for a recovery mode for DPCCN and strongly argues
for close planning with the Provincial Maintenace Departments of
the Ministry of Construction and with its central planning unit
in Maputo. Another feature 1is vehicle utilization data and the
low figures presently reported by LSU are again cause for concern
if a recovery mode is considered desirable for DPCCN. As a rule,
heavy vehicles are intensely utilized, sometimes by using two
shifts of drivers. While not advocating such measures for DPCCN,
it emphasizes the case for 1lowering annual fixed costs by
increasing vehicle use. Vehicles such as the Vovo N10 or DAF 180¢C
are designed to operated over 100,000 km per year and the cost
penalties for low utilization are severe. If the vehicle in Table
A!' 1s given an annual utilization rate of 353,000 km instead of
22,000 km, its predicted operating costs fall by around 12
percent. The mission recognizes the restrictions placed on
vehicle use by the security problem ©but wishes to emphasize the
need for more intensive use in any recovery mode.

LSU staff supplied aggregated data which had been used earlier to
develop modal cost comparisons for planning purposes. This
information is shown in Table F.2 ©below and covers a two axle
truck carrying a ten ton load. This is smaller than the vehicle
type in Table F.1 which was selected by an LSU transport staff
member as being typical of their operations. Comparisons should
not be made directly between Tables F.!1 and F.2 since they refer
to different vehicle types and loads. Nevertheless, some
observations can be made. First the fuel consumption in Table F.2
looks high and it 1is doubtful that a current fuel prices and
typical consumption levels for this vehicle type would produce
such an estimate. Second, tires are not isolated ~for spacific
costing which is undesirable. Thirdly, the Repairs item is a
catch-all which looks low and finally an interest component-
representing theopportunity costs of capital in the vehicle stock
- is not calculated. while this may be acceptable for internal

3



DPCCN accounting, it should eb remembered that the private sector
{ and in theory the parastatal as well ) must include such an
item in their costings. The predicted LSU cost is 11.8 US cents
per ton/kilometer and further comments are made on this estimate
in the main text, Section 4.1. The figure is not startlingly
different from the predicted VOC in Table F.1 and is higher, as
expected, when all items are compared. An objective of the
transport MIS in the next 12 months should be to predict and
tpdate regular estimates of ton/kilometer costs for logistical
planning purposes.

Table F.2 LSU Estimated VOC: Two Axle, 10 ton payload Vehicle.
February 1988 Prices, US cents/km.

Item Cost/Km Percent ot Total Cost
Fuel 17 29
Lubes 1 2
Driver 3 5
Repairs 16 27
Depreciation 22 37
TOTAL 59 100
Notes:

1. The vehicle is assumed to run loaded in one direction
and return empty so the average ccsts given above are doubled
then divided by ten tonnes to give the average cost per
ton/kilometer.

Source: LSU, 18988.

Finally, estimates of priv~:te sector trucking costs are presented
in Table F.3. The tabulated costs were based on information
gathered from interviews with five different private transporters
in Maputo. All of the assumptions made for the vehicle operating
costs are aggregate averages of the costs for the route Maputo-
Vilanculos as estimated by the transporters. This route was
selected as the baseline since many of the private transporters
distributed gcods between those two cities.

Table F.3. Estimated Private Transportation Vehicle Operating
Costs (MT), for the route: Maputo-Vilanculos=780 km., 40 ton
Heavy, . May 18988 Prices {(In Meticais)



Item : Loaded % Total Cost Unloaded Total Cost

Fuel 45,084 (20) 30,056 (15)
Lubricants 4,387 (2) 4,387.5 (2)
Tires 51,429 (20) 51,429 (22)
Labor {drivers, 19,156 (8} 19,156 (8)
mechanics)

Maintenance Parts 31,2590 {16) 31,250 {18)
Depreciation 27,778 (11 27,778 (12)
Interest 63,194 {25) 63,194 (27)
TOTAL 252,695 (100) 237,667 {100
TOTAL UNIT COST (MT/T/KM): 27.9 (WITH INTEREST)

20.1 (WITHOUT INTEREST)

NOTES
1. UNIT PRICES: Fuel= 115.6/1liter, Lubricants=750/liter,
Tires=150,000/tire,Labor= a)Driver=532,000/month,

b)Assistant=22,000/month {includes food),c)Mechanics=35,000/month

2. ASSUMPTIONS: a; Average Fully Loaded Cargo= 22.5 tons. Truck
can make about two round trips to Vilanculos every month b} Fuel
Consumption: Fully Loaded= Z2km/liter, Return Trip= 3km/liter, c:
Change 22.5 liters of o0il every 3,000 km, d)Change Tires about
every 36,400 km., e) Spare Parts: 2,000,000 per year/truck, f§:

Depreciation= 8,000,000 {20% of new truck value)/6 years,
g2)Interest=35,000,000 x 26% interest rate divided by 3 trucks
{since the loans that a trucker has normally covers

rehabilitation work on 3 trucks).

As shown in the table, the operating costs for the private
transporters appear to be a little less than half those incurred
by the DPCCN, and a third less than the World Bank model. If one
were to deduct interest expenses from the total (a legitimate
assumption for three of the truckers interviewed that have never
borrowed any money), the unit cost would be 33 to 50% of the
DPCCN and World Bank model estimates. Even if one were to assume
that the private truck only transported 10 tons (the same as the
DPCCN load), the unit cost, excluding interest,for the 780 km.
route, would be 46 meticais compared to the DPCCN 58 mt. average.



The private transporters are able to achieve a higher level of
efficiency primarily because of their ability to maintain, repair
and rehabilitate their truc:s in a timely and cost-effective
manner. Most of the private sector drivers have been with the
interviewed companies for several years and are paid two to three
times more than the average DPCCN driver. As a result, the
private trucks are rarely made inoperative due to accidents or
mishandling of the trucks. Conversely, last vear more tharn 30 of
the DPCCN fleet was unavailable due to incidents other than
insurgency attacks. The average repair time for a private sector
truck takes less than three months, while in the case of the
DPCCN, truck repairs can take 3-12 months. If a truck needs to
be completely rehabilitated (e.g. in those cases where the truck
is burned by the "bandidos”), it costs the private transporter
approximately 15-20,000,000 meticais. The DPCCN, on the
otherhand, would probubly have to send the truck to ENTREPOSTO {a
rehabilitation shop), where the average rehabilitation costs
about 30,000,000.

Despite the fact that the private sector fleet is ten to fifteen
years older than the DPCCN fleet; that there is a chronic
shortage of appropriate spare parts affecting private
transporters; and that Jjust as high a percentage of private
trucks have been destroyed or debilitated by the insurgency; the
overall ©percentage availability of the private sector fleet
sampled is about 20% higher than that of DPCCN'’s sampled fleet,
All these figures suggest that the DPCCN should consider
utilizing more of the private transportation sector for the
distribution of relief goods. Some possible alternatives for
deing so would include: a) contracting, bileasing or selling part
cf the DPCCN fleet to the private sector and c) directing donors'
contribution of trucks to the private sector.
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ANNEX G

SELECTED LSU/CARE INTERNAL MANAGEMENT
INFORMATION INSTRUMENTS

This Annex contains examples of information instruments
discussed in Chapter 3 of the main report. Theyv are found in the
foliowing order:

i. "Ficha de Controlo”, or Control File. Two examples are

provided, one for Shipment 446H (Master Shipment File Number) of
“SAID beans, and a second for Shipment 498 of tires from Japan.
On the second, the overall "Planoc de Distribuicac” (Distribution
Pian! 1s noted in the urper right quarter. Each of these
reflects Date, Entry, Issue, Balance, the Waybill Number (to
cross-“hecks and Destination. Control Files such as these are
malintalinred at Central Operations for each shipment. Each

Province and each District alsc maintains Control Files for those

£

parts of snipmenis Tnat they manage.

e

4

2 Guia de Sa:da e Entrega’, or WwWaybills. These come in
multiple copy, color coded sets of four. Generally the Warehous
Manager Init:ates one when he :ssues a shipment, filling out the
top oI the form He sends the original white copy to the DPCCN
2ffice, and gives :wo~—pink and blue--tc the driver of the
shipment He retains tnhe fourth copyv--velliow--for himself. ‘Wwher
the driver delivers the snipment he gets it signed by the
resevant DPOCON official, who notes the guantities received and
anv cocmments on the boettom half of the form. The receiving
cTricial seeps one completed copr (blue) and returns the pink on
witn the driver, wno turns 1T in to headquarters. These are
cross-onecked each month agdainst the {ontrol File menticned abowe
@ he relevant level
: A Three pade Provincial Monthiyv Report, rtrom Teze Provinoe,
for 2pril 1938, incliuding

- 'Kelatoria Mensal dos recebimentos’ {Monthliy Receiv-

ing KReport) listing a.l. guantities recieved by MST

number, donor, type o © mmoditv. numer of units, type

ight per unit, totail
ntroi, and date entered

of unit {(sac, can, DO
weight, day cof =ntry i
intoc one cf the warehous

o

b~

W -

9] ¢
O (0

- "Ual Inventario Mensal-Entradas/Saidas’ {Monthly
Inventory Repcrt) noting per shipment (by MSF number)
the talance from the preceding month (21), new guan-
rities entered (22), sub-total (=3}, issues (%4},
iosses (%5), sub-total (=26, remaining balance {(=7) and
end-of-month inventeory (=28). Line #9 requires a
Justification of any difference between lines 7 and 8.
In this example there are none. This example is only
one page of a longer report.

t
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"Detalhes Das Distribuicoes-Distritos” (District
Distributions) which kevys back to the Monthly Inventory
by detailing where each issue was distributed. Items I
is the city of Tete itself; items 2-9 are localities
and/or Districts where the specified quantities have
been distributed.

2istrict Monthiyv Inventory Reports are of the same formart.
5. "Mapa de Recebemento dos Relatorios Distritais”, »r a
District Report Monitoring Form. This is maintained at the
Provincial DPCCN office, and logs per District per Month recelpt
of each of the following reports: A) District Profile; B}
Monthly Receiving Report; C) Detailed Distribution Report; anc [
Monthly Inventory Report. The example given is from Manica
e The reader should note that Machaze District was
en by bandidts in September and has not reported since
that time. The others, as can be seen, are relatively up-toc-
These reports are maintained at the Provincial DPCCN
> 1th 1nformation svnthesized and delivered to Central
Lperations as required. {Most Provinces do not have functionning
photocopy machines.

6. A listing of all Districts with DPCCN Delegates.

7. Diario do Mctorista’, or Driver’s Log, noting data, .cca-
tion, and kilometrage at departure and arrival, with cargo,
weight and comments given
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ANNEX H

SELECTED LSU/CARE EXTERNAL REPORTING INSTRUMENTS



ANNEX H

SELECTED LSU/CARE EXTERNAL REPORTING INSTRUMENTS

Selected LSU/CARE reporting instruments discussed in Chapter
3 are presented herein.

1. "Availability/Utilization/Stock Balance Reports from July,
1987 through April, 1988 by province by the three key com-
modities. These are compiled based on the information in the
Provincial Monthly Inventories discussed in Annex H. This repor:t
1s not yet computerized.

2. Two examples of the new "Donor Shipment Report” which 1is
still in preparation. The first is for Master Shipment File
Number 267, World Vision maize. This example notes arrival of
parts of the shipment in Tete province from Malawi via truck
{"ca”) over a 5 month period. The first page notes balance on
hand, entries, issues, losses and balance. The second page
provides a listing of quantities issued to districts by month.
The remaining balance of 17017 "distributed’ includes 16988 to
the districts and the 26 lost on the first page.

The second Donor Shipment Report example provides pieces of
a large USAID shipment of oil, number 446. It was shipped on
different vessels and at different times and was broken into
several sub-shipments, 146A through 4i16I. Reports for A, B, C
and 1 are presented herein in the interests of brevity. Fach
first page notes which province 1t arrived at, by entry, issues,
osses, and remaining balance. Second sheets (and more) provide
nformation on issue by province by district by guantity over
me .

etk btk

pod ¢
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58

. DOADOR ¥ERCADORIA TRANS  NAVIC CHEGADA  QUANT BMBALAGRM PESC UKLTARID TOTAL W7
USAID sieo vegetal av tompson Lykes 15/07/87 50000 saccs A
PROVINCIA ABERT/BAL ENTRADAS SAIDAS DETERIOR SALDU
SOF 07/87 0 6040 1261 0 4749
SOF 08,87 4749 4699 834 0 8135
SOF 10/87 0 8003 0 0 8003
SOF 11/87 8003 0 22869 0 5734
SOF 12/87 5734 0 398 0 53386
TET 10/87 0 487 0 O 487
TET 11/87 427 72 0 0 559
TET 12/87 559 929 0 0 1489

*xx Total x%xx% 20230 5190 0

H-15



PROVINCIA DISTRITO

xrx SOF 07/87
GORONGOSA
MACHANGA
NHAMATANDA
MUANZA
DONDO

% Subtotal *x%

xx SQOF 08/87
MACHANGA
tx Subtotal =%

tx SOF 11/87
DONDO
BUZI
MUANZA
NHAMATANDA
GORONGOSA
xx Subtotal x%

xx SOF 12/87
BEIRA
BUZI
MUANZA
MACHANGA
CIDADE BEIRA
BUZI
MUANZA
MACHANGA

tx Subtctal xx

txx Tctal Xx%%

H-16

QUAN

250

23
418
200
400

1281

834
834
625
224
752
116
252

22693

125

40
232
125

232

PRI JHe R e R SN



PR

CN No. DOADOR MRECADCORIA TRANS  MAVIO CIBGADA  QUANT BMBALAGEN  PBSO UNITARIO TOT4L MT
) USAID ferjao Bv Brights fies 01701787 39800 gacos 50,0 185000
PROVINCIA ABERT/BAL ENTRADAS SAIDAS DETERIOK SALDO
GAZ 08/87 1699 6578 3518 0 4759
INH O07/87 0 6701 1418 0 5283
INH 08/87 5283 0 3933 0 1350
INH 089/87 7840 1253 3135 0 5958
INH 10/87 5958 0 482 0 5476
INH 11/87 5476 0 1431 0 4045
INH 12/87 4045 0 4045 1594 1594
SCF 07/87 0 4981 0 0 4981
SOF 0B8B/87 4981 0 1550 0 3431
SOF 10,87 10184 0 3072 0 7112
SCF 11/87 7112 0 1761 0 5351

-

H-17
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PROVINCIA DISTRITO QUAN

xx GAZ 08/87

MANJACAZE 1203
CHIBUTO 569
GUIJA 1146
MASSINGIR 400
MASSANGENA 200
£ Subtotal *x
3518
¥ INH O07/87
MASSINGA 1404
MORRUMBENE 1148
HOMOINE 779
PANDA 560
JANGAMO 1214
ZAVALA 270
MAXIXE 987
MAXIXE 10
MASSINGA 230
MORRUMBENE 234
HOMOINE 260
PANDA 310
ZAVALA 324
CIDADE DE INHAMBANE 50
*x Subtotal xx.
7780
¥ INH 08/87
CIDADE DE INHAMBANE 287
FUNHALOURO 423
MASSINGA 627
MORRUMBENE 536
HOMOINE 210
PANDA 563
JANGAMO 370
INHARRIME 240
MAXIXE 177
CIDADE DE INHAMBANE 1108
MASSINGA 1966
MORRUMBENE 1972
HOMOINE 1390
PANDA 1222
JANGAMO 521
INHARRIME 782
ZAVALA 660
*x Subtotal #*
. 13554
** INH (08/87
CIDADE 57
C.MAXIXE 1901
JANGAMO 30
INHARRIME 194

u-20



SN ALVUIVW
2 Subtotal ¥x%

¥z INH 10/87
PANDA
CIDADE
C.MAXIXE
ZAVALA
tx Subtotal xz

Xx INH 11/37
VILANKULO
CIDADE
C .MAXIXE
JANGAMO
ZAVALA
INHARRIME
PANDA
HCOMOINE
MORRUMBENE
MASSINGA
FUNHALOURO

£tx Subtotal %%

xx INH 12/87
CIDADE DE INHAMBANE
MABOTE
MAXIXE
JANGAMO
HOMOINE
MASSINGA
*¥y Subtotal ¥x

xtr SOF 08/87
MACHANGA
MARROMEU
¥%x Subtotal %

t+ SOF 10/87%
CIDADE BEIRA
BUZI
MACHANGA
MUANZA

x¥ Subtotal %

s SOF 11/87
CIDADE BEIRA
NHAMATANDA
GORONGOSA

RS

3135

162
30
20

170

382

149
394
266
35
35
335
70
40
35
70

1431

-~§ Q0
O
oo

-
& ]]
w
<

(ot
-1 Wt
B —1 =1

- OO

[\
wn
o
—

465
3390
305



£ SOF 12/87
BEIRA
MACHANGA
CHIBABAVA
GORONGOSA
CIDAPE BEIRA
BUZ1
MACHANGA
CHIBABAVA
GORONGOSA

x* Subtotal %%

£¥% Total *t%

NI LT I o Tay s
IUMC 3R, sslos I

725
2635
140
i50
725
150
265
140
150

2710

39975

TeuTA NIQWLIRUTHC
JBELD UiliBaBuiol



CCN No. DOADOR NEECADORIA TRANS  BAYID CHEGADA  QUANT EMBALAGEM  PESD UNITABIC TOTAL ¥7T

5L USAID sleo vegetal 3% Good Faits 05708787 69100 cartoes 20,0 13810
PROVINCIA ABERT/BAL ENTRADAS SAIDAS DETERIOR SALDC
GAZ 09/87 G 2522 0 0 2522
GAZ 11/88 15341 443 1407 0 14377
GAZ 12/88 14377 0 10106 O 4271
INH O07/87 0 11255 3278 a 7978
INB 08/87 7978 0 3112 4] 2866
INH 09/87 2B66 G 2710 g 156
INH 10/87 156 0 156 0 O
MAN 08/B7 0 3289 1317 0 1772
MAN 09/87 1772 5020 1852 0 4940
MAN  11/87% 2942 0 255 0 26972
MAN  12/87 2660 0 1007 17 1641

ttt Total £x% 22528 287350 17



PROVINCIA DISTRITO QUAN

xx GAZ 11/87

CHIBUTO 252
CHICUALACUALA 4
CHOKWE 250
GUIJA 650
MASSINGIR 250
XAI-XAI 1

xx Subtotal ¥x

b

[

45

<
<4

*x GAZ 12/87

CHIBUTO 637
CHICUALACUALA 672
CHOKWE 1336
GUIJA 630
MABALANE 8435
MANJACAZE 3502
MASSANGENA 1401
MASSINGIR 910
MACIA 153
¥x Subtotal *x
101086
¥ INH 07/87%
CIDADE DE INHAMBANE 17
VILANCULOS 344
MASSINGA 117
MORRUMBENE 586
HOMOINE 378
JANGAMO 1834
*x Subtotal ¥x
3277
X% INH 08/87
MAXIXE 5342
FUNHALOURO 308
MASSINGA 1174
MORRUMBENE 875
HOMOINE 361
PANDA 82§
JANGAMO 321
ZAVALA 3
CIDADE DE INHAMBANE 20
¥* Subtotal %%
5112
£ INH 08/87
CIDADE 566
JANGAMO 273
ZAVALA 11
INHARRIME 140
MASSINGA 30

MORRUMBENE 330



FUNHALOURO
HOMOINE
PANDA
INHARRIME
ZAVALA
C.MAXIXE
CIDADE

$%¥ Subtotal *x

rx

10/87

CIDADE
C .MAXIXE
ZAVALA

xx Subtotal *%

s

xx

¥x

X

£x

08/87%

MOCCSSA
GURO
MANICA
GONDOLA
CIDADE

Subtotal %

05/87

SUSSUNDONGA
MACOCSSA
TAMBARA
MACHAZE
MANICA
CIDADE

Subtotal *%

10/87

TRABALHADORS DPCCN
GUROC

TAMHARA

MACHAZE

BARUE

MANICA

MOSSURIZE

GONDOLA

CIDADE

¥ Subtotal *x

tx

11/87

CHIMOIO
GCNDOLA
BARUE
MACOSSA
GURO

TRAB. DPPCCN

100
52
500
174
258
1372
128

4060

237
375

30
510
340
360

108
217
192
608

63
605
107

18989

10
60
100
i0
40
35



£ MAN 12/87
TRAB. DPPCCN
CHIMOIO
GONDOLA
SUSSUNDENGA
MANICA
BARUE
MACHAZE
MACOSSA
MACQOSSA
TAMBARA
GURO
TRAB. DPPCCN
x* Subtotal *%

txx Total *%%

e
£
3
te
v
t
(g

vegeta.

255

107
103
20
200
.87
100
100
120
120
60
70
49

1236

30877

G375 NTOERLTRUTLS
28750 DISTRIBYIDL



3/06/88

- PCCN No. DOADOR ¥ERCADORIA TRANS  NAVIO CBRGADA  QUANT BMBALAGERM  PESO UNITARIC T0Tal w7

TN USAID oleo

13} James Lykeg/Azitrs 12708/87 12000 cartoes FR L
PROVINCIA ABERT/BAL ENTRADAS SAIDAS DETERIOR SALDC
MAN 12/87 0 2458 22 5 2435
rxx Total %%x 2458 22 5

£¥x Nao record de Distrito distribucac %%

SN . cAARn .
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SN Lovlu cartces 3ie0
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EVALUATION TEAM SCHEDULE
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ANNEX I

LIST OF PERSONS CONTACTED

washington, D.C.

Me. Julia Taft, Director, A.I.D./OFDA

“Mg. Lauren R. Landis, Disaster Operations Assistant,
3.1.D./0FDA

Mr. Dennis J. king, E° aluatlon Technologies, Inc. research
speciali.st aSSLgne to OFDA

“r. Kichard Loudis, A.I.D./FFP

“Mr. James Pagano, A.1.D./AFR Mozambique Desk Officer

“Mr. hevin Lother, Africare Southern Africa Regional Director

Maputc {itv, Mozambigue
imbassador of the United States of America Melissa wells
R/Maputlo

Mp, Julius Schlotthauer, a.I.D. Representative

Mr», James Furceil, Program Cfficer

Ms, Judi Qhane, Fxecutive and Commodity Management Uff:icer

Mr . Buddy Dodson, Food For Peace Cfficer

Mr, Herb 5eaoife. Emergency Uperations Officer {Personal
Services Contractor to QFDA:

My . Jose Careira, Frogram Cperations Officer

Mr. Ross Coggins, A.l1.D./wWashington Director of African
Zmergency Task fForc ton TDY to Maputold

CARF Internationa. in Morzambigue

Vy . Tavid Neff, Directeor and L3U Co-Director

My tike Mispelaar, LSL Tperations {oordlnator

Mr. R.G. Rai. LS. Teommodities Jeoriinator

Ms. Sheila Gothmann, L3U Information Coordinaior

My, Tim Gothmann, CARE Program Officer

Mr. Jon Newman, LSU Transport Coordinator

Mr. Lito Nuguid, LSU Transport Cfficer

\M{r, Phil Grayv, LSU Computer Specialist

Mr. Stephan Redding, LSU Administrative Officer

Mr. Ashraf Ahmed, LSU Financial OCfficer

Mr., Harlan Hale, LSU Provincial Logistics Cfficer {Transiti,

Sofala Province
CENE
Mr. Prakash Ratilal, Chairman



o
d
9]
)
Z.

Mr. Salomao Mambo, National Director

Mr. Joaoc Jose Macaringue, LSU (Cg-Directer

A A Ao MaAarm tarma T Q17 ey o+ o

B3 S Fos WAL B S0~ R NV 4 ,Auu,Jaxxc 4 P W LAl A Llia Ll

Mz . Joaquina Basilic, LSU Computer Operator

Mr. Sven Lampell, InDevelop (Swedish Consulting Firm]
sdvisor/Disaster Relief, DPCCN

Mr. . Faramico, Transport Section/Truck Park

United Natlions Syvstem

Mr. Arturc Hein, UNDP Resident Representative
. Lucielc Ramirez, WFP Advisor

r. Martinez, WFP Advisor

r. Richard Morgan, UNICEF

world Vision International

Mr. Stefan Carlos JToma, Deputy Director
Mr. Reinaldo Rutter, Commodities Cfficer
Mr. halter Middleton, Commodities Manager

My, william Hageiman, Consultant assigned 1o w\ DYV

Overseas Services
Cther

. Isaias de Abreu David Muhate, V1
Transportation and Communications
M~ . Lezanove, Director, Naticnai wif
ing, Ministry of Commerce

£,

Mr. Carlos Morgado, Assistant Director General, LA

Mpr, F. O. Da Silva, Chief, Centra. Uperations LaAM

M. 5.D. Mabomba, Engineer, Naticonal Roads and Bri
Authoricy

vipr., Manuel Menteiroe, Louis perger internationai, L
Agronomist Acdvisor to Minlsiry of Agriculiture

Mr. Augustin Ruface,” Statistics Officer, Ministiry
Transportatiosn and Communications

Maputo Province

Mr. Domingos Mondlane, DPCCN Provincial Director
Mr. Zicuela, DPCCN Director of Commodities

Mr. K.P. Belliappa, CARE/LSU Provincial Logistics
Roane District Administrator

Roane District DPCCN Delegate

fice of internal

[

(4.

3

N

o

{113}

Fiy

Pty
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i
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ice Minister, Ministir

0

. Enrique Madueno-lcar, UNICEF Program Officer i(Emergency)

M
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Maputo Province continued

Pri

vate Transporters

Mr

P

i~
“

PR
alli

victor Calera, As Manager, lransportes Lourenco
Antonio Ameril Guedes, Owner, Transportes suedes

Simoes Leite, Owner, Transportes Simoes Leite

Abdul Kamissa, Owner, Transportes hamissa

Salema Mufundisse Chibigue, Owner, Transportes Chibigue
Hermari Dores Da Mata, Services Inspector, Entrepostio
omercial de Mocambigque, S.A.R.L.

w
o
w
ct

Manica Province

DPCCN

Mr. Elisio Lamarques, Planning & Information OCfficer
Mr. Henrique Darar, Administrative Chief

Mr. Pascual, Planning Section

Mr. Antonio Penicera, Commodities Section

Mr. Henrique Jose Samuel, Deputy Chief of Transport
Mr. Antonioc Sarmento, warehouse

Mr. Domingos Mahoque, warehouse

Mr. FEduardo Tembo Portugal, Commodities Section

Mr. Patanaik, UNICEF Trainer Mechanic

Mr. Bernie Fortes, CARE/LSU Provincial Logistics Gfficer
Mr. Lourenco Massemba, Gondola District Delegate

Gondoia District Mozambican Red {ross Representative

Ranoo, Cwner, Transportes Bsanoc
Adam Ismail, Uwnder, Lusolatas
ismail

Ccmpany and

,
"y
w
o
172}

o]
P
"~
Y
M
1

Scfala Province

PCCN

Mr.
Mr.
Mr.
Mr.

Manuel Nogueira, Provincial Director

Deniel Moambo, Director of lLogistics

M.w. Khan, CARE/LSU Provincial LlLogistics Gfficer
Firmino Pintarrexo Junior, Truck Park

Other emergency-reisted

Mr.

Mr.

Mr.,

David Jackson, AFRICARE Country Representative

Fernando Jose Jiani Sardinha, Chief of Program Mobiliza-
tion and Training, Dondo District, Muanza deslocado
center

Victor Gonzola, Chief XNurse, Health Post, Casa Banansz

deslocado center

I-3
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Sofala Province continued

Beira Corridor Authority

Mr. Goncalvo Ferrac, Assistant Director
Mr., Carlos Alberto Fortes Mesquita, Engineer
i{~, Erik Sjoberg, Consultant

Pr:vate/FParastata]l Transport

Mr. Edmundc Carrelc, Owner, Transpertes Edmundo Careelo
Mr, Carlcs Reis, Financ:ial (ontroller, CAMIONAGEM

Mr, Jose Pereira Americanc, Vice President, Association of
Private Shipocwners

Mr. Taibo Carimo, Fresident, Association of Private Ship
owners

Mr. Allan Unes+-rand, Consuitant, TRANSCARGA

Zambezia Province

CCN Provincial Director
nning & information Officer

Mr. Alvaro Mahumane, DP
M», Zacarias, DPCCN Pla

LS
I8}
g

Mo, Caro., Cheu, CARE/LSU Provincial Logistics Gfflcer

Mr., darios, icoadala DPCCN District Deiegate

Mr. Nelson Sithoie, world Vision Internationsal Commodity
Officer

Mr irmand Hussein hassimc hadri, President, Nuclec de
issocclacac dos Transportadores Privades

!
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ANNEX I

EVALUATION TEAM SCHEDULE & TRAVEL

The Evaluation was undertaken by the following Louls Berger
Internaticnal, Inc. professionals: Laura McPherson., Team Leadery
Deveiopment Management Analvst; Charles Beli, Private Sector
Specialist: and Rco Harrison, Transport and Trucking Special:s:

Tneir summary schedule follows:

wWed. T Man MePhersen briefing A.I1.0./washington

Tnurs. 12 Mav: McPherson & Bell depart washington

Fri. 13 Mav McPherson & Bell travel status

Sat T4 May: McPherscn & Bell arrive Maputo;
Harrison departs Austin, Texas

Mon. 10 Maxw Harrison arrives Maputilo, entire team reports Lo
UAR/Maputo for brieflngs

Tue. 17 Mav -

Sat. Zi Mayv: Team literature review, interviews Maputo; visit

to Maputc Province DPCCN cffices and Boune
District (Maputo Province}

Mon 25 Max “aputo 1o Chimoio, Manica Province via AIRSER:Y
Interviews in Cnimoio

Tue 24 Macx Interviews Chimoic and Gondola Distric- Center
{Manica Province); Chimoio to Beira. Sclais
Frovince via road (e.g. The Beira {orriaor;

wed. 25 Mav: Interviews i1n Beira

Thurs.2t Mayx: Visit 1o Donde District Center (Scfala Province
via road; visit to {asa Banana deslocado centar
via AIRSERV:; final 1nterviews Belra

Fri. 27 Mavy Beira to wuelimane {(Zambez:a FProvince SR N:Y
AIRSERY; 1nterviews Quelimane, Niccadai:a LiSTrios
Center, ang new desiocado center 1n Niooda:a

Sat. 28 May: Quelimane 1o Mapuzto via AIRSERV

Mon. 30 May -

Fri. 3 June: Literature review, lnterviews, anaivsis, drafting

Maputo

Sat. 4+ June: L. Landis of OFDA arrives Maputo,; Harrison degparts
Maputc

Mon. 6 June: 10 copies DRAFT report delivered to CAR/Maputo

Tue. 7 June: Bell departs Maputo

wed. B June -
Fri.1l0 June: Reviews, rovision DRAFT report
Sat. 11 June: FINAL REPORT SUBMITTED,; McPherson departs Maputo

ot
'
3




ANNEXY J

LECTED BIBLIOGRAPHY



ANNEX J

SELECTED BIBLIOGRAPHY

Lnited States Government (ables

d8-Maputo 00754 "Mezambique Food Sector Survey (Background for
PLY80 Secrticn 208 FProposal; 3 March 19E8.
3&8~-Maputo 00931 "Evaluation of UOFDA Grants to CARE™ 14 Marcna

88-Maputc 01876 "Mozambique Section 206 and Section 416 Frograms
28 April 1&3%&.
88-Maputo 0161¥ "'PL 480 Title II Annual Progress Report’ 2 Mav
19K§.
Lnited Statres Government Documents
Anderson, DJonald E. et al. ‘Assessment of Focd Relief Transpor-
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