
Best Available Copy 

She 0ff;ce zf Fzrelgn L ~ s a a t s r  - 4 s s r s t s z c e  
and 

T - T h e  C f  f ice nf" h e  A. . - R s ; ; r e s e n t a ~ : ~ . - e  
3;. S .  .Agemc:. f o r  I ~ e r n a r  ionai De*,-eiapment, 

Y a ~ u t s ,  Y c z a m b ~ q u e  

Submitted b:*-: 



EXECUTIVE SUMMARY 

The current situatici~ in Yozambique is an anomaly. On t 
one hand, its rapid execution of and initial successes with an 
Economic Rehabiliiation Program are fast turning it into a 
favored example of the internationai :4onetary Fund. On the other 
hand, over 2.2 million Xozambicans are affected by severe 
shortages af food a ~ d  other rtems essential to thelr s u r x . r v a i ,  
and a further I.! have been dlspiazed from thelr homes due t~ a 
c o n t l ~ c ~ n g  cyoie of d r o u g h t ,  floods, and an aetrve and xraes~reaa 
Lar of destablllzatlcn. it is thus currently one of -Africa's 
more p ~ ~ 3 m : s r r , g  successes cr ma:Dr disasters, depending on ane's 
pornt of ** r e % .  

The C.S.-based non-governmenral organrzation CARE Interna- 
t~onal has uorked in Yo~arnb~que srnce 1984,  assisting in the 
creaclcz of a Loglstres S u p p o r t  Unit ( L S U I  within the governmen- 
tal Department of the Prevention and Combat of Satural Calamities 
r D P C f 3  t .  The aiancate of the LSL 1s to manage ana transport 
emergenc,v food d n d  non-food commodities throughout the nation tc 
at-risk p o p u l a t n n s .  CARE'S u o r k  has been supported since 1984 
by a s e r l e s  o f  g r a n t s  totalling approxlrnately U . S @ S  9 million 
from A . I . D . ' s  Off rces  o f  Forelgn Disaster Assistance IOFD.4) and 
Faod For Peace IFFPI. P r l o r  ro provrding additional funding, 
these offices ccntrzcted for this Evaiuasion of CARE'S perfor- 
mance to date. 

The Evaluation assesses the Grant activities ~ithin b e t h  
spneres of interest to A . I . D . ,  : .e. the emergency situation and 
the o\erail economlc environment. It thus analyzes CARF;s 
perf~rmance in rerrns of o v e r a i k  effecflveness in meeting human:- 
t a r t a n  gbjectlxes as w e l i  as efflciencles uhich have and have nst 
been obtalned i r .  terms of creating a ?jozambican disaster pre- - 
p a r v + n s s s  inst;tutron t h a t  can be sustained over time. L E  
conci~jes that C . W 4  has made a strong c o n t r i b u t i o r ,  tc dex-eiii;mer,c 
of a n  effect~ve and ueli-equipped Yozamb~can d i s a s t e r  reLlef 
structure, of  w h ~ c k  t h e  L S L  1s b u t  one p a r t .  CARE'S careful 
attenrlon to a s y s t e m ' s  approach to :he rieeds xiii have a v s r :  
h i g n  p a y o f f  in the medlum and Long t e r a .  CARE has been less 
concerned xlth efficiencres of t n e  operation in the short ~ e r m .  
glven the m a s s ~ ~ e  rieecis. As C-AilE has done ~ e i i  ~n estabilsfi~ng 
an effective s>-sten, so :t nou must turn to tne fine-tuclng C G  

enable the Yozambleans to maintsln that sFstem in the f u r a r e .  

The period 1984-1987  is eharacterizcu as one of high gr?weh: 

- I n  t 9 8 4  emergency assistance was delivered to only 
three of Yozambique's ten Provinces; by 1987, nine nere 
benefitting from CAR4 and DFCCS services .  "Phase I" '  of 
a CARE Yaster ?lan of Operations tracking commodities 
from the d u n o r s  to the Provrnciai level w a s  installed 



accountability for approximately 70 percent of 
commodities to the Provincial level was achieved; the 
 valuation proposes a target for 1988 of 9 5  percent 
accountability to tbe Provincial level, which appears 
reasonable. 

- Beyinnlng ~n J u l y ,  1987, "Phase 2 "  of t h e  ?laster Pian 
Gas  nitrated x l t h  the appointment and trarning of 
Deiegates in 50 of Yozambique's accessible distrrets. 
A n o t h e r  20 %ill be recruited and trained in 1988. This 
means that 61 pelcent of Yozamblque's affected dis- 
trrces (1.e. all those that are accessible) will be 
f i l l  l y  accountrng far commoditres in the near future. 
T h e  evaluatron p r o p o s e s  a target of 50  pereenr accoun- 
tahliity f o r  these sltes f o r  1988, ~ h i c h  seems optlmis- 
T L T  grven the low skiLis level of the District Dele- 
gates. k;th a recommended strong refocussing on - 
tralni:ig, accountability at the District level snould 
~nzrease dramatlcaliy in 1989.  

- i~ 1 9 8 2  the DPCCN/LSC managed 61,550 tons of donor 
commodities to five Provrnces; b y  1987 the total had 
g r o v n  to 153,253 tons I n  nine Provlaces, for an almost 
250 percent ~ncrease rn quantity and an over 50 percent 
lnerease ~n c o v e z S a g e .  I t  must be emphasized that the 
98,000 tons of :he 1987 contrlbutisn that xas cereais, 
represents a d e q , ~ a t e  ratlons for only appr-oxrmateiy 
3 9 0 , 0 0 0  of Yozamblque's 3.3 million at-r:s~ persons; 
s b s o l u t e  avsllablllty of food 1s t h - u s  still a ccc- 
strar~t. 

- S i t . - e n  g r o x t h  o f  widespread terrorist activitses and 
z c ~ = ~ r n : t a n t  dlfflcultles kith lnternai transport 
r o L t e s ,  LSL,ICA.?RE relies ari use of i d  points of er,tr: . -, _ commodltles a r o u n d  the coun:r>-, i . ~ .  t h e  three 

za:cr ports, sexPera: rnlnor ports, a n d  numerous sa:L an2 
r,;ab e n ~ r : -  polriis f r o m  the rnterlor. T h l s  compounds 
problems u r r n  accountsblliiy and increases costs, DUX 

; s  considered apprcprlate 13 terms o f  a h ~ g n  d e g r e e  -3 :  

effettrveness i n  rea2nrnp at, r i s k  p o p ~ l a t ~ o n s ;  

- In 1984 the D?CCS/LSL fleet to move the c a r n m c d i t l e s  
from points of entry to the Provinces and Districts 
co2sisted of 6 1  vehicles In varying s t a t e s  o f  repair; 

by 1988 it had a total of 489 trucks, tractors and 
lrghz vehicles, of xhich 6 5  had been desrroyed, 3 5  sf 
these by terrorist mine explosions; and 

- I n  1984  D P C C S  s t o r a g e  capacity throughout the country 
zas about 5,000 tones; by 1988 it managed o v e r  60,000 
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tons of storage capacity in Provincial and District 
headquarters. 

This growth has been supported by over 40 non-governmental 
organizations, CN agencies, and multilateral and biLateral 
donors, which in 1987 alone provrded more than S 325 mik'xon 
d~ilars of emergency asslctance. It has been managed by the 
rncreas~ngly effective D P C C N ,  which serves as the lmplementnng 
agency of a mulci-trei-ed GPRY emergency management str~~cture. 
C A R E  professranals partielpate on several of the committees and 
have made a posltixe contrrbutron to acquisition of donlor 
comrnodltles and egurpment. By 1987, .A,I.D." ccctrrbution to t h e  
LSC/C.ARE o p e r a ~ ~ n g  budget had decreased to less than 50  prcent 
n f  the total. 

The overall effectiveness has been accomplished through 
esmbllshing LSC as a vertically integrated logistics unit, 
coverzng planning, collection of baseline information, and 
ernphas js  on deveioplng a full "in-house" transport capacity. 
G i v e n  the "institutionalization"' of the emergency and related 
groutb of other structures, as well as the slight up-turn and 
cauticus confidence in the economy, the Team recommends that the 
L S t  b e g r n  "horizontal" integration in the interests of increased 
efflc~ency. 

The key area in which the LSL can deveiop efficiencies and, 
I n  the process, h e l p  the nation move ~owards a recovery mode ; s  
I n  use of private sector transport. The Evaluation Team's data 
coilection and anaiysrs indicate that use of private truckers fo 
long-hac? and relatively safe routes ~ o u i b  reduce LSU-dxrect 
c a r g o  by approximately 10 percent and would save OFDA and F F P  ap- 
praslmatefy S 132,000 in hard currency ~n the flrst year. 
Optrons beyond simpie contract which involve more rnvestrgacron) 
but which would greatly lncrease LSL efflzrency over tine 
1r;c:ude: !I: selling DPCCZ trucks tc the prrvaee s e c t o r  a n d  :he:. 
contracting whth lccal currency for food iransposc; ,i: s e c i ~ r i 5  
9PCCY's large trucks and replacing them kith shori-haul, r o b u s :  
vehlcles for the Dlstrrct roads iuhth pril-ate transporters 
handling tne Provinciai runs;; ( ; h i )  pro7;lding trucks and/or 
spare parts directly to the prlvate sector through an 4 . 1 . 3 .  
Commodity Im~ort-type Program; andior t l v )  conrracting a tra7,s- 
port management firm ts rnltiate 9 hlre-purchase scheme for 
pr~vate transporters. 

Other areas for " h o r i z o n t a l ' > l n t e g r a t i o n  include shifting a f  
the L S U  Information Section into a newiy created Department of 
Projects, Information and Planning in the DPCCS, increased use c f  
other rtzdes of transport, particularly cabotage (i.2. coastal. 
barges) and river, and increased use of private sector vehicle 
repair facilities as these are rehabilitated, 



The key recommendation for the short term is to move into s 
"no growth'phase, witn emphasis on making uhat has been created 
work more efficiently. The Team strongly recommends that the 
fleet not be increased beyond rts present levels. It further 
reccrnnends no nex initiatives or additronal expatriate personnel 
u l t h l n  ",e LLSI for CARE. Emphasls must be on rrnproved C G S ~  

account~ng to rdentlfy opportunixies for cost savings and or. 
s a s r l y  increased, organized tralning a.t all levcls. 

in this regard, the Evafuat-cn examines three optlons for 
improved accauntabrilty thraug? end-use verification. It 
strongll- recommends t h a t  the LSL- n p t  extend ltself any f u r t  
. adding ancther level of personnel at the sub-districz-t, u a z t ~ i  
Phase : idonor-to-Province) and Phase 2 (Province-to-District) 
are reaching acceptable levels sf acca~untability~ It provides 
a n a i - s i s  xhich ~ndlcates that a separate end-use system Tor ali 
cornrncdities ~ o c l d  be very costl>-. It recommends instead a "lox 
cost-no ccs:' option of the DPCCS enlisting the assistance of 
r D a p c - - a t i n g  >GO'S and LN agencies in a more formalized random 
spot check system. This wril improve end-use confidence vhile 
not over-stralnrng already fragile systems. 

For L - . S .  Title I1  commodities, the Team cautions against\ 
O F D A  suppartlng the creation of costly parallel structures b y  
<- v e L, X ' s .  I: recommends instead encouraging NGO's who are 

- m:onslgnees of ; l c ? e  11 food to develop District-basea programs 
~ z i c i - :  emphasize e n d - u s e  \eriflcatlon of commoditres delivered b y  
22CC.',iLS:- at the iet-el rc.hlrh i t  does not operate. 

Based cr: tn : s  massive ' h  gh groxth" phase, skills transfer 
a: tire r n a n a g e r ~ a l  levb-ei  has been rnadequate and the Team recorn-'. 
x e c b s  :sat C ? F ~ ~ ~ / F F ~  p l a n  to fund CARE at present levels fcs 1 
ancther 2 >-ears  and reevaluate the situation in A p r ~ l ,  : 9 9 0 .  .. - Z  . 
s ~ . i u i ? ,  h ~ ~ ~ e v e r ,  =reat C A 3 E  mcre as a technicai assistance 

c>n;ractcr r han an \-CC and establ~sh x-er l f  iable perfsrmance 
~ n d ~ s s t o r s  lr, future G r a n t s .  IT s n o ~ l d  a3so detali :n t h e  G r 3 2 :  - 
~ : , a :  t:. pes c:' reporting, an= lr; t - nac  format, 4 .  I . .  req~lres. '? e 

I -. ice rnformatlon oslsts; 4.1.3. must simply make its needs k n ~ u z  

goo 
men 

Given the sllgnc u p t u r z  in the economy a ~ d  prosFects for a 
harvest in many iocatlons this :-ear the emer.genc:- manage- 
structure is beginning to move from the high growth and 

emphasis on effectiveness to the longer term emphasis of e f f l -  
ciently allocating donor and government resources. The transl- 
tion from emergency to recovery is thus beginning. Fhiie 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 tc 
be sustained. Beginning to "hcrizontallp" integrste and in  he 



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 TERYS USED 

x o t e .  As t h l s  report r s  r n  Engirsn, although many acronyms 
derive from the Portuguese, English definltlons are used xhere  
possible . 

Camlonagem 
CLARE 

FY 
GPRY 
I BRI, 

f CRC 

1 ?fF 
k g  
km 
LAY 
LSL 
ineticai 

MPO 
XSF 
Y t  
% / A  

Advent 1st Development and R e l l  e f  'Ageiicy, a L.  S , 
NGC 
A f r i c a n  Development Bank 
A . x , D . ' s  Bureau for Africa 
L . S .  >GO 
Yozanbncan parastatal agricultural marketing 
organlzatlon 
inlted States Agency for International Development 
U . S .  hGG provrdrng passenger arr transpostatron in 
Yozarnbilue for development and relief aperathons 
Mozambican ~7 ?as tatai trucking companj- 
Cooperative for Anerican Rellef Everywhere, an 
international non-governmental organization with 
headquarters ;n the L-ni ted States 
Chrrstlac Councll of Yozambique, an SGO 
Yozambican xatlonal Execu:ive Zs3mmrsslon for 
Emergent:: 
Yozambican Ra:lways 
4,K.D.'s Conmodlty Import Program 
.lozambican Emergency Cperations Committee 
Yozambrcan Pro\-inclai Emergency Comrniss~on 
Yozanbican Department for the Prevention and 
Csmbat of Xatural Calamities 
European Econoinlc  Commun:~ ~y 
Food For peace, food cornmod; t;es p r o \ - r b e d  under - - 
L . S .  Psbllc Law 4 8 0 ;  aiso the symbo, ; o r  the 
A . I . D .  ~ f f l c e  c c n c e r n e c i  ~ l t h  s ~ c n  I n  ? l apu t c  and 1r. 
'n'ash~ngton 
Fiscal 1-ear .- Government of the ?eopiets i 3 e p u t l . i ~  ~f Y~zarnbiq~ti 
Internatronai Bank for Reconscruct~on and Develop- 
ment, the World Bank 
International Committee of the Red CrossJRed 
Crescent 
International Monetary Fund 
kilogram 
kilometet 
?lozambican Airlines 
Logistical Support Unit of DPCCS 
Yozambican currency, the plural of which is 
meticais; C . S . $  1.00 = 450 meticais in Play, 192.8 
LSU/CXRESs ?laster Plan of Operations 
Master Shipment File of DPCCS/LSC 
meticais, the Yczambicar, currency 
not available or n o t  applicable 



: Kon-Governmental Organization 
: Office of the A.I.D. Representative (3aputo) 
: A.I,D.'s Office of Forelgn Disaster Assistance 
: Jsford F a m i n e  R e i ~ e f  Organization, an ?;GO; 

OSF.AY/CK (Cn~ted Iilngdomt and OXFA?I/US I ! i n ~ t e d  
Statesi are both present in Yozarnbique 

: C.4RE Provlncral Logrstlcs Officer ln 3azambrque 
* :  Yozambrque's Economic Rehabihitatron Program 
: Frllate Voluntar>- Organlzation, the same as NGG 
: Southern Afrlea Development Coordination Con- 

ference 
: Save the C h i l d r e n  Fund/United Kingdom, an ?;GO 
: Save the Chidren Fund/United States, an SGO 
: tan; only metric tons are used In this report 
: tcn/kiiometer 
: Cnited Sations 
: U n z t e b  Natrons Development Program 
: :-nited Xations Dlsaster Relief Organlzation 
: inltec ?;atloris Qfflce of the Hlgn Cuim~isz l l? - . -? r  f l ) r  

Refugees 
. - 

: ;n; tec Natlons Chlldran's Fund 
: inited Xat~ons Office of xke S p e c i a l  Coosdlnator 

for Emergency Relief Operations 
: Cnlted Sxates Government 
: l . e n l c i e  Operating Costs 
: h ~ r l d  Food Program 
: k o r i d  L-lslon International, a L.S.-based ?;GG 
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I .  INTRODUCTION 

The c u r r e n t  situation In Y o z a m b l q u e  is a n  anomaly. On t h e  
one hand, its raprd executzon of and r n r t r a l  succzsses g r t h  an 
Ec=comlc R e n a b l l i t a t t o c  Program are fast turning n~ l n t c  
fax  clreci model af the I n t e r n a t :  3r:ai X o n e t a r y  Fund. u i n  tte 3 ~ t n ~ ' t r  

,- 8 ,  

n -  ox-er- , ., mil i tor,  Yozamblcans a r e  affected b y  s e k e r t  8 .  - 
snorLages GI- f ~ ~ c i  and otner items essential rs tnelr sure:-a~, 
and a f u r t h e r  1 . i  rnlil~on h a t e  been d;splaced frcrn z h e ~ r  nones 
d ~ e  ro a c ~ n t ~ n u l n g  c y c i e  of d r o u g h t ,  floods, and an . . * sc : r7++:  
and widespread uar o ;  destablilzation b e x n g  ~ a g e a  by ex ter r ia i l : .  
suFporred armed Sandlts. i 1 9 8 6  Appeal, p .  5 ) .  I t  L S  d;neis 
f : u r r e n t l ? -  o n e  o f  A f r r c a ' s  more p rom1s ;ng  successes o r  r n a J c r  
d;sasters, depending on one's p o i n t  9f vleu. 

Thls anomaly causes ob\.aous prabLems 1r-i terms of s t r a t e g ~ r l t  
1; ,iannlng, imp lemen ta t :an  and evaiuatron. The clear and presect 
suffering of rn; l l ;unl ;  cf p e a p i e  d ~ c t a x e s  a direct human~tarlar, 
r e s p o n s e  ~f provlslon af f o o d ,  sheiier, and  basrc needs ~n t h e  
most e f f e - t l x - e  nannes p c s s : b l e .  'Yet r n  o r d e r  t o  g r o u  and 
p r s s p e r ,   he natlon m u s t  l-Lrj3;der the efficiency sf hou i t  

responds t o  needs tocia: ~n order to assure c o n t i n u i n g  resources 
-7- f o r  the future, i n e  z a r e f u l  b a l a n c e  b e t w e e n  t h e  t x s  as not an 

easJ-  c a s k *  

- - .  
L . ? ~ i s  Serger Ificernatronal, i n c .  L-ss contracted D:~- i., . & .  - 

;'\f+^, 
i . .i-e of F ~ r e i g n  r1 ; sas te r  isslstance i0FD41 to evai~aae a S F ~ T , - -  

:f grants ;t has maae rc 34RE ;nzernar:onai for emergency 
sssiscanpe 1~ Y c z a z b l q z e  sver c h e  p e r l ~ d  19E1  to the present. 
T h e  Eerger team ass?ssed Tne g r s n x  a c ~ l v l c r e s  h - ~ ~ h r n  botz s p r i e r c ?  
.. * ,.- :?:erest to 4 .  I .  L . , r . e ,  ; h e  e m e r g e n c y  s ;  tuat ioc and h h e  -.. . - * -  

-1 "73.1 I macroecar,en;c en\ r r c r - i m e n t  . i n e  r e p c r r  r n a ~  ; = , , J K S  7 : : A T  

. . 
szsl,'. Z ~ C  CARE'S pe7far :nance  ir, :erris rf c l e r a - ;  e r ' f e - r  :\*es,es= - 
 me^: ; rg  nGmani t - a r l a n  :?P j r c t  11 es :-nz c C r r s t e r n a l  e f f :  - : e n c r ~ : s  . - c7 ,L - - s l r i e c  io:. no-,) ir. terms ef rr.o\;r:g IJ=& a n u  CTEPI"  , I I ~ Z - S ~ J S L - _ :  - 
: z g  gc;ds yo t h e  affected anz = r s p L a L e f 3  pap~;a:rcns. - t  a1;-- 
ti??aiiy, hcue\ .er ,  exax;~es s c m e  esterLai eff 1c:enc:e- r~ c e r r L =  
of' alternate means f ~ r -  acn;rT. ;r,g t n e  n u r n a n ~ t r r a ~  : ; ; ~ : T L . . E " . -  

h l c h l n  t n e  g r e a t e r  f r a x e k c r h  ci ec2ncm: c ce-. e - ~ g - m e n r .  T *  
& b 

csncludes t h a t  CARE has  made a strong cJn~rlatti3n t;: i a e t e l ~ p z e : ;  
of a n  effective anb ~eil-ed;zrppeti ?lozarnblcan d l s a s ~ e r  relnef 
s t r u c t u r e ,  but that :t mQst nou  focus on deva;oplng efflc;enc~es 
t o  enable Yozamblque L C  sustaln t h e  system o v e r  t ~ n e .  

These themes of effic:ency and  effectiveness are dnseussed 
~ . i x h ; n  t h e  c o n t e x t  of C A X E  and  a t h e r  agencies' activities r n  - - 
relief, r e c o v e r y  and d e v e ? o p r n e n t .  Given the still wnpredictaale 
course of the insurgency and the likelihood of c o n t i n u e 6  emergeK-  
cj- c o n u l t i o n s ,  i t  2s S e l ~ e v e d  t h a t  this more hoilstie epproach : s  
the mose appropriate t o  A . 1 . 3 . ' ~  interests and ta ?:szawbiq~e's 
needs. 



1.1 R e v i e =  o f  Scope of Sork 

The overall objective of the evaluation is to assess the 
accornp1sshrn:nts and progress achieved by CARE to date ~ s ,  (a) 
creating a Logistic Support UnlS 1 L S U l  r n  the Yozambncan De 
ment f o r  the Prevention and Combat of Saturai Calamities t D  
and rS! carryxng o u t  e m e r g e n c y  r e l i e f  actrvlties in 3ozamblq:;rr~. . .  - The f u - A  s c o p e  of work 1s ;ncluded as 'annex A .  

T .he report h ~ g z n s  ~ l t R  a s u m m a r 3  reviex of t h e  back 
a n 2  r o c t e k t  of the p r o j e c t s  (Chapter 2 5 .  As dkrected r n  the 
S c n p e  n f  k c r k ,  the evaiuaticn then ineludes a summatiye assess- 
ment of thL  p e r f o r m a n c e  sf C X R E  and i t s  impact to date s n  both 
:he 1nstltu~:onni and humanltarran spheres {Cirapl te r  3 1  * T h e  
e-aizatlon 1s alsc format:re, houeves, in terms of anaiyzang Hey 
issues a n d  prDvrding recomrnenda t~ons  for a proposed f o i l o k - ~ n  
grac: to C X R E  iCha?ters 1 ana 5 1 ,  I t  additionally provades a 
separaxe sec+;on on 'Xtessons Learned" to be used by OFDA nn 
~ i a z r i ; n g  possible s:mrlar srograas  r n  o t h e r  countrres aChapter 
b 

The evaluatsoc uas ~ndertaken by i h e  eonsultlng firm Leuas 
3erger Pnternat~onal, inc. as Dellvery Order ho. 51 under ~ t s  - 1 Indefinite Quantlty Contract PDC-0085-1-00-6097-08 x ~ t h  X , L , & .  
for Development I n f o r r n a t l o n  and EvaPuatnon. The team Gas 
composed of three 8erRer professionals--a Development Xana 
Analyst, a Private Sector/Einancial Anal:-st, and s Truck- 
rng/Transport Specialist--with esperlence in relief, recovery an2 
development ~n A f r i e ~  and elsewhere. Two o f  t h e  three teaa 
=embers were fluent In Fortuguese. 



The team spent four weeks in 3ozam ue in Xay-June, 1 
researching and  writing t h e  r epo r t  based revxew of p:ey 
documents and literature Ircf. Annex J for elected Biblio 
rapny); interviews with key individuals in Washangton, G,G,, 
Yaputo, Xozambique, and provknclal and district headquartera a n  
Yaputo ,  ?fanica,  SofaBs,  and  Zambezra Provinces ( r e f .  Awnex I fIc)z 
the List of Persons Con tac t ed  and Team Snc;hedu:el; and e ~ n a l y s r s  i ' ~ ?  

flndlngs ~ l t h r n  frameworks s s s o c i & i e l i  with both emergent: 

ass;scanr-t? a n d  x i t h  ionger term l ieve iopment  efforts* ""  * n e  d ra f r :  
f ;r.klngs and conci uslons -ere dls~iissed ~i th CARE : 3apu:~- ~3;llsec 
s t a f f  and a Aec. ' i o s k  representative) and t h e  Office of :fie 4.1.;. 
Pepresantatrve ~OARIl3aputo prlos to belng pseser~ked r~ draF:* 
.An ~ f 3 . A  r e p r e s e n t a t ~ x . e  part~ripsted in frnai revlexs sn Yaputo, 

-c t h e  t e a m  xishes tc a c k n o ~ - l e d g e  t h e  ass~stance o f  twe many 
# . "  - 4 . 1 . 3 .  o t : ~ . c i a i s  I n  Washington, 3 . C .  at OFDX, FFP and ~ ; t h l n  t h e  

B u r e a t  f o r  .Afr:ea, as cell as t h e  thinly-stretched s t a f f  at t h e  
1-3 * ' { L .  a .  I t  also acknowledges K r t h  deep g r z t u ~ u d e  t h e  
cons~derable r ~ m e  and e f f o r t s  of the CARE Internatrsnas and DPCC% 
s t a f f  in lYaputs  and the psovlnces vzs:ted. 

. . .  T h e  t a r g e t  horlzon fc r  accompi~shang t n s  duai t a s ~  
of  constituting a f u l l y  ~peratronai LSL  and t r a r r - ~ n g  of 
local counterparts to a sat:sfartcr:- level of perfor- 
mance is set ah f o u r  years startlng ' r a m  the dace af 
signature of a formal p r o j e c t  p r o p o s a l .  

The Logistical Sapport cnPt [LSUI ~ i i l  be c r e a t e d  i ~ : t h  
t h e  abgective of  obtaining a rgh degree of efficzency - 
12 t % e  organizatjoc and execution or ;he Po 
f u n c t i o n s  reiate~ to t h e  d i s t r ~ b u t ~ o n  3f food and $as;c 



necessities for the survival cf the victims hit by 
calamities and natural disasters, . . .  

The Basic A reemsnt led to an i n i t i a l  "EsgiuticaP Sup 
Unit Project Agr ement" between CARE and the GPRM, signed 
October 1984 and valid t h r o u g h  September 1985.  T h i s  was followed 
b3- an "Implementation Agreement IT 1986' valid from October  19 
to Y a r c h  1 9 8 7 .  Keither document differs srgnificantiy from the 
~ e i .  object;ltTes and actrvitlcs sf the Baslc Agreement. The 1986 
A g r e e m e n t  lapsed 3: Yarch 1987 .  Given the Basac A g r e e m e n t  and 
establrshed reiaeronshxps, nelther party has felt it urgent to 
forma:iy r e n e u  tles, although some d~scussaons are u n d e r ~ a y ,  

Concurrent , * l r h  establlsnrng formai relationships with the 
S P R Y ,  ".ARE also s o u g h t  assrstanee from OEDA.  S ~ n e e  X p r l l ,  1984 ,  
C32E nas entered Into three separate agreements, u i t h  amendments, 
~ l t h  .A.I.D. regarding t h e  provlsron ~f OF3.4 and FFP funds f o r  
personnel, aarn1nastrat~t.e and some materials and equipment costs= 
The terms a n d  amounts u f  t h r s  ass~stance are summarrzed below. 

- .az!e I :  OFDX and FFF Grants to CARE T n L e r n a t ~ o n a l  i n  Yazsmbique 
1981-present 

Zranr;.4mendment So. Dares Amount h U . S . S I 

m ihe offlclai G r a n t s  g u l d r n g  t h e  A.I.2.-CARE InCesnat~ona, 
relationship have been strahrngly short ~ f i d  general doc~aents 

. * .  
glsez a funding l e v e l  of approximately L.S.5 2 . 2  mzrlicn per 
pear. Their purposes and sc3pe of actrvlt~es generaLl5- xlrrer 
those of the CARE-GPHY agreenenzs al:hougn ic aore i l rni ted t e r m s .  

OFDA funded an evaluation of the 1981 Grant a f t e r  one year  
of operation, in September, 1 9 8 5 .  I t  concluded that "'...CARE 
has, in view of +he prevailing situation in Xozambique, performeb 
an outstanding gab and s t r o n g l y  recommends coneinued fundicg of 
the CARE program t h r o u g h  D e c e m  e r  1986. ' "  (Brennan, 1985 ,  p g e  
2 1 .  

The nexer, and c u z r e n t l y  operative, C r s r t  is found as Annex 
B and has as ~ t s  objective "To continue to provide t h e  lagistical 



support for emergency relief a s s i s t a n c e  ts the v i c t i m s  o f  
d r o u g h t ,  famine and  c i v i l  s t r i f e .  . . C A R E  w i l l  manage and coor- 
dinate all requests and recerpt of emergency refief assist 
transport, distribution and reporting of seiiehmaterials, and 
urll provide the operational emergency food and supplies tc the 
5 . 7  million people in need of assistance." 

lhls summary revieG of CARE'S formal reiat~onsh~ps ~ s t h  t h e  
3FCCN and x l t h  -4.I.D. is lnstructrve rn terms of eharacter:z:ng 
C A R E ' s  role in Yozarnblque. On the one hand, ~t is provliing 
teehnlcal assistance through advisory servlces grth a s p e c l f z c  
objectlT-e of creatlng a Yozambican institution capabie of 
pro\.ldlng dlsaster reilef loglstrc support ulthin a grven t m e  
period. On t h e  o ~ h e r  hand, i t  is to provide the logistic support 
~tseif, 13 the more traditional role of an &GO. It thus must 
bcth Inregrate ltself t-ithln the structure of DPCC3 :n order tc 
i u l f i i l  the advisory functlan wniie at the same time rnalntarnznp 
rts SGO identity and reputation r n  performing t h e  latter. This 
dualltv has implieatrons f o r  C . A H E k  future phase o u t  uhich are 
discussed in Cnapter 4.5. 

.A s e e o x d  point arislng from the revleu 1s that A . 1 . 2 . ' ~  rdie 
1~ terms of rnonitorrng the grants has been driven by CARE's duai 
role. 3 n  t h e  one h a n d ,  - 4 . i . D .  vleus CARE as one of t h e  NGO's sin 
Yozambique, and rnalntains its stanaard "hands off" management of 
NGO actlvltles. On the other, it vlews CARE very much as a 
t e c h n ~ c a l  asslscance contractor to the 3PCC5, x i t h  more sperlf:: 
performance requirements t h a n  rnrght be espected of an TGC. 
C h s p c e s  4 . 3  ~ 1 1 1  also reassess .A.i.D.'s posture t o u a r d s  zhks CASE 
effort and discuss opt~ons f o r  t h e  future relationship, 

2.2 Current Contest of the Project 

A l t h o u g h  t h e  baslc documents guldrng C . A R E Z s  rekat;onsn:p 
x; r~ tne G?RY and -4. I .  D .  ha\-e c n a n g e d  v e r y  i l+ - + , ~ e  ' 01-er z :me,  t r.-: 
situation ~n YozamSlque has. The flnai r e 2 o r c  sf +ne rzltral - ' C A R E  p r o b e  tc Yozamblque' ~n early S e p t e m b e r .  138; c: c e s  t n e  
t h r e e  pear d r o u g h t  as  a icey probien and r e s o r t s  a need for 
300,000 tons af food for 9 0 0 , 0 0 0  pezpie. The se2* . - - *1 -  bii A C b  - f n  p t i . L b @ , e ~  ' s.1~ 

summarlzed as foflous: "These rnovern~.Gts roupied wr t h  p l a k r  \-a?*- 
dalisrn and raids by S o u t h  Africans make certaln areas sf the 
c o u n t r y  unsafe." l C X R E  Probe, 1983, p. 4 1 .  A t  the tzne, t h e r e  
were  v:rtl;all_v no Poca! foods a\-ariable I n  Yaputc and. e - + - e r y t h l n g  
 as imported. Bilateral assistance uas minimal. The colonial 
legacy, coupled xrth several years of drought and an ill-fated 
centrally-pianned economic model, had led the country to the 
b r i n ~  of bankruptcy. The 3ozambican go\.ernment, under President 
Samora Yachel, was beginning a slight :urn auay from t h e  Eastern 
Bloc and the United States was just preparing to exchange 
Ambassadors. 



Slightly less than five years later, drought recurs in 
selected areas but the key factor contributing to the emerg9wcy 
is the random terrorisn perpetrated by the "bandits." Current 
official figures place the number of people forced to leave thenr 
homes due to terrorist attacks at 1.1 million within Mozambi 
and a n  additional over 9 0 0 , 0 0 0  in refugee camps In neighboring 
countries. Those in Yozambrque flee to live with frtends or 
farnlly in other areks or rncreaslnglg find therr uay ta one of 
over 3 0 0  SPRY-established centers. In addition, the G P R 3  
estimates that approximately 2.2 m l L l i o n  persons are affected b y  
the insurgence ac? need supplemental assistance to survrve. 
Finail?, because the Insurgence has destroyed roads, bridges, 
poxe r  grids, water supply and other critical productive in- 
frastructure the GPRY estimates that an additional 2.6 m i f l r o n  
people may have income but are not able to subsist due to 
shortages of commercial food 11988  .Appeal, Table I ,  p .  3 1 .  
Figare 1 provldes a summary of the current geographic distribu- 
tlon of the "at-risk" populatron. 

The GPRY and the ineernstional community have responded in 
force ts t h e  c h a n g i n g  situatron. &hen CARE first entered 
Yozambique ~t was the 3 n l y  Independent NGO. There are now over 
4 0 ,  providing in 1 9 8 7  over S 22 million in assistance. An 
additional over $ 300 million in relief and recovery contribu- 
tlons Gere provided ~n 1987 by bilateral and multilateral donors. 
41988 Appeal, p. 1 2 ) .  The G P R 3  for its part has established a 
relatively effective structure for coordinating and managrng thrs 
l n f l u s ,  ~ ~ t h  sex-era1 tlers of high level committees and a the 
1 7 0 0  person-strong nationally operational DPCCN. Although the 
long-term mandate of the DPCCL is disaster preparedness and 
prevention, for the short and medium-term it is elearls a major 
force in relief and recovery operations. This "institutionaliza- 
tion' of the emergency raises questions for the future but there 
is n c  d o u b t  that ail n a ~ ~ e  made rapid progress in ratisnalizlng 
the immediate humanit.ar;an response. 

Over roughly the sane time perioc,, the G P R 3  has s l o r ; l y  r n o i e z  
from ~ t s  Eastern-bloc orlentat;on to a more pragmaclc ecgnomzz 
stance. Its Economlc Reform Frcgrarn ( P R E ! ,  inltlated in 
January, 1 9 8 7 ,  has moved rapid;:; in terms of polrc- reforms rn 
macroeconomic, agricuiturai and food distribution sectors. The 
metical has been devalued by approximately 920 percent. Govern- 
ment has cautiously but o f f i c i a l l y  begun to discuss incentives to  
private sector activities. ?laputo civil service roles have been 
reduced by approximately 10  percent. Importantly, a ceiling has 
been plqced on consumer price subsidles payable on certain food 
items. Although the growth expected as a response to these 
reforms is 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 uell 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 DPCCS and its capab i l i t i e s - -p r imar i J~ ) -  
attributed to CARE inputs--to manage, transport, distrzbute and 
rnonltor emergency commodrties. Chapter 3.2 provides a more 
analytical assessment of the quality of CARE'S performance. 
Chapter 3.3 summarizes impact to date. 

3 . 1  DPCCS/LSC Grouth 1 9 8 3 - 1 9 8 8  

The DPCCN uas created in 1980 by the GPRX in recognition of 
the fact that periodic drought, floods and cyclones are facts of 
Yosamblcan life and need to be anticipated, prevented ( i f  
possible1 and their aftereffects managed. The 1983 drought left 
crop production down by 70-80 percent; subsequent famine fed to 
an estrmated 10,000 deaths and approximately 4.7 million people 
affected. In January, 1984, Cyclone Domoina left 109 dead, 
3 9 , 0 3 0  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 DPCCX itself in 1384 had a skeletal staff and somewhat 
ambiguous organizational structure. In 1988, it is the key 
executing agency of a multi-tiered multi-million dollar national 
emergency management structure involving the Sational E x e c u t l 1 . e  
Commissron for the Emergency (CENE), the Emergency Operations 
Committee (COE3, Provincial Emergency Commissions ( C P E f  in i D  
Provinces, and numerous sub-commissions snd sub-committees. 
Figure 2 overleaf reflects this structure. 

In 1 9 8 4 ,  however, little eslsted besides the thlniy stacfed 
DPCCS. C.4RE started slowly bullding the L S C  as ~ t s  key operating 
unlt, first in Yaputo and crrtically affected provinces. 
Although the original G P R Y - C A R E  agreement had targeted uosk ln 3 
provinces. in 1984 only 3 were coverzd by CARE. Over time t h i s  
coverage expanded in response to need as the terrorist actions 
spread, with increases to 5 provinces rn 1 9 8 5 ,  7 in 1986,  8 ~n 
1987, and 9, or all but Cabo Delgado, in 1988. 

It should be noted that the LSU per se exists only in 
Xaputo. it is one of four departments uithin DPCCK ~ i t h  a nex 
official designation as the "Department of Operations" (ref, 
Annex C i .  It is physically separated from the rest of the DPCCS. 
CARE provides L S U  staff with a "Food Basket'perquisite e a c h  
month, not received by others in DPCCN, promoting a "separate- 
ness" which is problematic now and aoreso for the longer-term. 
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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, organizationar structure and the PLQ 
works most directly either with a Logistics Officer, a Corn- 
madities Officer and/or a Planning and Information 3fficer. 
Although the CARE PLO's and centra; staff develop systems for, 
traln, advlse and assist provincial operations, tfielr authority 
tc ac t  : s  more I r r n i t e d .  T h r s  discussion t h u s  focusses on k h e  
overail g r s ~ t h  and achievements of the DPCCN with s p e c r a l  
reference to t h e  CXRE/tSL role wnere indicated. 

The g r a ~ t h  of the DPCCT staff nationwide, ~ i t h  CARE per- 
sonnel hlghlrghced, 1s shoxn a~ Table 2. 

T a b l e  2 :  DPOCS and CARE Staff 1983-Present 

C.4RE 
Yaputo Centrai 

- - 
3 I 1 i 2 1 91 - - Provinciai 3 3 I 8 1 Cl 

DPCC'!'. 
Yapu to  Centrai 

Yanagement  
Yid-Level 
Support 

? l a p u t o  F r o \  ln .ze  
Yanagement 
?lid-Level 
Silpport 

Gaza Frsvlnce 
Ylanagement 
Yld-ievei 
Support 

I nhambane  Pro\.lnce 
Yanagement 
?lid-Level 
Support 

Sofala Province 
Management 
Mid-Leve 1 
Support 

Yanica Province 
Yanagement 
Mid-level 
S u p p o r t  

Continued next page 



Table 2 continued: DPCCg and CARE S t a f f  

Tete Province 
Yanagement, 1 1 

3 
1 

Yid-Level % 5 .. I 

Support 3 0 105 1 4 2  
Zambezia Provlnce 

danagement 0 1 1 
Yld-Level 0 i 5 
Suppcrt 0 3 40 

- 
Srsssa Pro. ince 

lvianagement 
Yld-Level 
Support 

karnpu la  Prcvince 
Yanagement 
YIQ-level 
Support 

Cabo Delgado Province 
Yanzgement 
Yrd-level 
Support 

Sub-Totals DPCCS - Yanagement 9 i l 
Yld-Le.cPel 2 0 3 5 66  
S u p p o r t  350  6 3 2  987  

Total CARE 
Totzl OPCCS 

So~rce: LSC/CARE June 1988  

- -- 

The g r o x t h  of tne 3PCUh In terms of geographic coverage anc 
personnel mlrrored not only ~ldespreaci need for emergency supporr 
b u x  Increasing availab1lit:- of crltlcaf ccmmoalties from the 
donor comrnunlty and lncreaslng ab1ilt:es of the LSC to move the 
commodities to where they are needed. The receipt, clearance ana 
distribution is managed to the provincial level by L S U  Central 
Operations in Yaputo and the provinces and districts thereafter, 
with central guidance and supervision. 

Table 3 reflects the almost 250 percent over the fast three 
years. It should be highllphted that the food commodities 
provided in 1987 were adequate to feed only 25 percent of the at- 
risk population in Yozambique ( r e f '  Figure 1 )  at the full ration 
for subsistence. 



Table 3: DPCCNILSU Commodities Managed 

Commodities 

Cereai s 
Seans 
Edlbie Orls 
Sugar 
Salt 
Y i l k  Powder 
Other Food I t e m s  

Sub-Tatal Food 

Seeds N/A 
Toois 
Ciothesialankets 
Cement 
Credlcrr ,es  
Soap 
G t h e r  NOR-Food 

Sub-Total Yon-Food S/ -4  

T o t a l  Commodities 

(metric 

1985 

5 2 , 8 7 1  
I ,  499  

7 0 1  
- 

3 0 3  
1 , 4 7 6  

900  
5 7 , 7 5 0  

1 , 7 7 8  
2 6  1 

1 , 3 1 1  
- 

18 
2 6 9 
1 6 3  

3 , 8 0 0  

6 1 , 5 3 0  

tons ) 
by Type and by Year 

$ 3 a i z  f o r  1 9 8 4  a r e  not readliy accessible. 

Ssurce: LSU/CARE, June, 1988 

These commodltres have entered Yoramblque through one of 1 %  
e n t r j -  pcrnts ( r e f .  Frgure 6 at page 3 0 )  and h a v e  been moved b> 
cne or a comblnatlon of transport modes ,  lncludrng rai;, rl3%-erl 
ccean, a l r  and road. P a r a s t a t a l s  a n d  other NGO's a r e  normaiiy 
ch-sen f o r  the flrst three. EPCCN/LSU has, however, acqulred 1:s 
own t r u z k  and tractor fleet from tne donor commlJnl ty w n l c h  1s 
essentia.1 to reach many rural areas and whlch ;t has p r c g r e s s i l e -  - I:- assigned throughout the country. rroLlncrai workshops 
supported bl- LSC exist ln sel-era1 locations to provide lrnmedlate 
maintenance and repalr, many with expatriate mechanics assigned 
by cooperating bGO's. The LST 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 summarizes the fleet growth b y  
type and location s n d  year. 



Table 4 :  DPCChi/LSU Fleet Composition 1984-present 

Location o r  V e h i c i e  Type Year Deployed C u r r e n t  P e r c e n t  
P_yovince by Capacity 8 4  8 5  86 87 Totals afTotal - - - 
Central 
O p e r a t i o n s  li, T a n d  o v e r  - - 2 3  11. 3 1 1 9 .  i 

< 10 T 1 - - I 2 - 
T r a c t o r  - - - 1 1 - --- 

Maputo Frov. < 1 d  T 3 - i 2 1 2 5 
- 1 4 . 5  

T r a c t o r  - - - 6 - 6 --- 7 . 6  
Caza 1 G  T and o v e r  - f - 3 12 6 % ;  

< 10 T - 3 4 3 1 2  7 . 0  
- 

T r a c t o r s  - - 5  - - 5 10 1 2 . 7  
Inhambane 10 T a n d  o v e r  ! 5 -- - - 1 5  r ? , S  

< 10  T 1 10 - 3 1 S 
- 9 . 3  

T r a c t o r s  2 - 6 8 
S o f a l a  

- - 
10 .1  

1 0  T a n d  o v e r  1 6  - 13 29  1 6 . 1  
< 10 T - - - 16 1 6  

- - 
9 . 3  

T r a c t o r  15 4 1 9  
Y a n i c a  

2 4 . 1  
10 T a n d  o v e r  2 i 2 1 3 18 

- - 
1 0 . 0  

< 10 T - - - - 
T r a c t o r s  - - 2 5 - 

I 

Tete 10 T and o v e r  1 2  - 
8 . 9  

4 3 19 f 0 . 6  
< 1 C  T  9 1 - 8 18 1 0 . 5  
T r a c t o r s  - - 8 4 12 1 5 . 2  

Zarnbez~a 10 T a n d  o v e r  - - - 36 3 6  2 0 . 0  
< 10 T - - 2  3 4 3 6 2 0 . 5  

- Trac tors  - - - 9 9 1 1 . 4  ---- 
Slassa 10 T a n d  o v e r  - - - 1 i 1 7 9.4 

; 10 T - - - 2  5 25  34.5 
T r a c t o r s  - - - 3 3 3 . 2  

tampula 10 T and o v e r  - - - - - - 
< 10 T - - - 2 2 2 2 1L.5 
T r a c t o r s  - - - i Y 

1 - - 
-- - t " . &  1 

.\at ionwlde 10 T ar,d o v e r  4 S i y 2 8 88 180  1 0 0 . :Is 
< 10 T I -I i 4 T 1 3 7  172 i30.G 
T r a c t o r s  - - 2 5 4 7 r 9 130.:: 
L j g h t  I i eh ic l e s  2 1 7  1 2  2 i 5 8 

TOTALS 6 1 3 - - i 7 2 299 4 8 9 t  

r o f  w h i c h  3 2  d e s t r o y e d  by m i n e s  a n d  33 o t h e r u i s e  non-functlonai 

Source: LSU/CARE June 1988 

A t  e a c h  t r a n s h i p m e n t  p o i n t ,  and p r i o r  t o  distribution t o  
d e s l o c a d o s  c e n t e r s  o r  l o c a l i t i e s ,  the c o m m o d i t i e s  are h e l d  in 
warehouses or in ter inedia te  s t o r a g e  areas minaged  by DPCCN 



personnel following the LSU Haster Plan of Operations, T h e  
storage areas are a combination of DPCCN owned, borrowed o r  
rented space. Provincrah and distrrct Level personnel receive 
training and guidance from CARE LSU staff. Table 5 reflects t h e  
growth of DPCCN storage capacity by location by year. 

Table 5: D P C C N / L S U  Storage Capacity 1983-present 
(rnetrlc tons) 

Headquarter2 
Province Districts 1 9 8 4  1985 IS86 1987 Comments -- 

? l a p u t o  Central O p s .  1 5 0 0  2 5 0 C  - 2 5 0 8  +2500 soon 
irentais 

--- 3-!0,00O 
Ylaputo Yapu tc :  - - 800 800 now 1800 

Ijlstricts - - 300 715 
2aza Chibuto - 15000 15000 15000 

Districts - 1500 1500 2500 +I500 soon 
Inhambane Inhambane 1 0 0 800 11300 1300 +I000 p l a n  

Drstricts - 406 800 800 
Sofala Beira l00G 1800 3800 3800 +500Qrental 

Districts 300 300 300 900 
?Ian lca  Chimoio 1000 1000 1500 2500 i2500avaif. 

Drstricts 7 0 6  900 900 1200 
Tete Tete 350 4000 5000 9100 

Districts - - 31000 3000 
.\ampula lampula - - 1500 2500 

Districts - - 500 500 - 

Yrassa Llchinga - - 1000 2000 
.- - Districts - - 800 300 

Totals Headquarters 1 2 5 0  2510C 31100 3 0 3 0 C  
Districts 1000 3500 9100 103;3 

S o u r c e :  LSCfCARE June, I388 

The commodities are distributed through a number of channels 
{ref. Chapter 3 . 2 . 2 )  to displaced and affected persons. Table 5 
reflects distribution of the key commcdities of maize, beans and  
oil per province per month for 1987, . " 

The quantities of cornmoditles "distr~brsted I n  T a i b l e  6 do 
not tally with those in Table 3 for amounts "managed. " Addition- 
al tables and discussion in Chapter 3.2 which follows, and i n  
selected annexes, wii? provide xore  disaggregated information a ~ d  
clarification on these differences. 



TAI31,f: 6 :  DL~CCN/I,SI1 D i s t - r j  b u t i  o n  
o t  Key Commodities C'crea 1 s 

13y P r o v  i n c e  13c;t ns 
1987 O i l  

P r o v i n c e  Target J a n  Feb Mar Apr May J u n  J u l  Rug Sep Oct Nov D e c  T o t a l  



The current OFDA g r a n t  a g a ~ n s t  % n : c h  CARE'S performaece m;sZ 
be measured ns found rn Annex b.  T?Ee ten panrats r .  rts ' S c s ~ e  *a!' 
A c t  lvl tres" can be clustered for mere organ;  zed  d r s c ~ s s m a r ~  a; 

. ?:ear and r e e e l t e  e m e r g e n c y  goods at the port; 
,-. & .  Xalnrais proper ~ a r e h o u s l n g  or ;ntermedlate storage 
x : t h  coordlnared llalson w l t n  o t h e r  government depart- 
ments as necessary; 
4 .  Partlclpate ~ l t h  the DPCCN far the movement of 
rellef suppiles with the aFproprlare toordinatlon of 
ether donors; 
5 .  ?!anage or c o o r d ~ n a t e  all avallabbe land, a l r  and 
sea  transport a t  t h e  dlsposal of ?-he DPCCZ for the 
movernsnt of r e l i e f  supplies; 
6. Control z n t e r n a l  management, admnnlstrac~on and 
finsnclai aceounrabailty by malntalnlng operat~onai 
rnformatloc pertaining to t r a n s p o r r  use, fuel eonsump-  
trcn, lncludrng s v a i 1 a b l i i t ; v  and needs,  and inventor.:; 
acccuntabrllty of transport resource; and - 

1 .  Fartrclpate w r t n  the DPCCh and  acfier donors ~n t h e  
assessmeni of pro~.lsror of Facilitres. personnel a n d  
mate r la i  r esau rces  requlred f s r  t h e  serLb:ce and 

P -.;. 
maintenance of a vehstslar rrar-spsrc sneer D r ~ d . .  

Information and Reportlnq 

9 .  Document t h e  fune;lons o f  t k e  L.5::. 

Human Resources Deveiopmenz 

10.  Plan, schedule and direct the training of natlanai 
staff in Pogistlcs by means of on-the-job t r a r n i n  
other more formalized regimes. 

These clusters are discussed in s e q u e n c e  in the sub-chapters 
which fof low. 





3 . 2 * 1  Ilrtgw * 

A l l  LSC func ii t y  
management are governed by a Master P l a n  of Operations (YBGI, 
which is synonymous with the "Commodity Yanagement Plan" requnred 
under the A.I.D, grant. It f o r m s  a comprehensive system comprrs- 
rng s e v e r a l  sub-systems at different i eve i s ,  and is suitable for 
both manual and computerized operataons, The Team believes st ~c 
Se a I J s e f u ?  and appropriate system a ; v e n  3ozambrque" s a s ~  needs. 

The YPO xas developed over the frrst t ~ o  years of CARE'S 
operations and Gas formally introduced ~n September, 1986. 

* 
"i I 

has been phased ~n logically, start~ng in Pate 1986 ~ i t n  the 
natronai and prevlnerak levels ( r e f e r r e d  to as Phase I I  and, 
beqlnnang in . J u l y  1987 ,  moving grad~ally into the distr~cts 
(Phase 2 1 .  -4 Phase 3 cf actlvit>- rs proposed to start rn J u l y .  
1988 .  T h ~ s  ~ l i ?  consist of developlng an ?PO Yanual ~ A l e h  xxlT 
lnrlude standardized posltiun descriptaons and uiZI more ckoseiy 
link functrons belng performed x i t h  organrzatkonal structures 
throughout the DPCCN. 

lnformation generated by the system is rn different stages 
of cornputerrzataon. The CARE Computer Specralist and his 
counterpart are currentlp running analysis and reporting func- 
tions on a desktop computer luslng some L o t u s  and primarily dBase 
softxarej at Centrai Operatrons r n  Yaputo; data from seven 
provinces had been f u l l y  entered as sf the Team's visit and made 
posslble much of r h e  information ;n thrs report. attery capable 
l a p t o p  c o m p u ~ e r s  have been ordered for each prosin e, and r a d ~ c  
Yransmlsslon capability s h o u l d  beco e a r e a l i ~ v  d u r r n g  +fie n e x t  
year. In the rneantlrne, use of standard ihard copy) f o r m s  as t n e  
narm s n  t h e  f n e l d  and Iikriy ts remain sa at nest levels kn the 
C 
L u t u r e .  

The ?!PO in its nard copy entrrety as avaliable at the 851 rn 
t h e  fo rm  ~f a 3 - 4  r n c h  tnack b r n d e r  af forms and other manage- 

. o r w  r n  Fsguse  : ment instruments, i t  I S  represented in sunmary 
ox the preceding page. It IS compcsed of ~ h s e e  bas le  sub- 
s;~-stems: piannlng, carnmodity movemen:, and monltarrng azd 

7- ' accoun~sbrilt:-. 1n;s daseussion wail focus on pianznng e ~ k  
rnonltss~ng and. accountabailt;:, f~mnocac:: zcvemerz 15 hignl: 
Teapies and is discussed separatei:,- i n  fhaprer 3 . 5 . 2 .  

Planning 

The seakest link currently in the sub-system 1s that ~ h a e h  
is represented in Flgure 3 I n  the top left-hand corner: GPIi'* 
~ e e d s  assessment. This is a critical input for the effective ana 

~ - 
efficient operation of the LSU but is, for the mosr part, a u t s l n e  
of its control. In sprte this lack of precise defin~tion of 
needs  and t h e  overriding k e y  constraints of availability ( t h e r e  
is never enough food for those in need) and accessibility {over  - - 
( 3  percent uf eommodltres m u s t  move w i t A -  armed escortb, LSUSCXRE 
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is doing an increasingly better job in targeting food to 'hat- 
risk" populations. 

Recognyzing the importance of " t h e  numbers" t o  donors in 
particular, in late 1987 the government began an elaborate 
p r o c e s s  to develop credible figures for the 1988-1389  Appeal 
conference held r n  Aprli. The process was directed by x h e  63RP3 
Xatrcnai Executive Committee for Emergencies, or GESE,  an& 
assrsted b y  the Office of the United Sations Specra l  Co-ordinatcr 
for Emergency relief Operations ILNSCERO]. korklng closely 
together, CENE and UNSCERO d~rected a process whlch included an 
interRatlona1 conference at Inhambane in December i 987  and a L 5 b  
~nter-agency missLon in February, 1988. Yos t  of t h e  donor 
comrnunlty found the results satrsfactory. 

Thls major effor: to establish credible figures for the 
Appeal has enabied the LSL t o  establish target comrnodr~y Heveis 
for each province of the country f o r  the n e x t  t x a  years based on 
needs as they exrsted In the frrst quarter of 1988. The problem 
I S  that there exrsts no particulari5- effective means of con- 
tlnual?~ up-dating the flgures so that the LSU can proactxveLy 
piac for shlftlng needs. T h a t  is, n e e d s  are continually ass~essed 
~ ; p r ; a r a  through t h e  government structure. DPCCS itself, based ow 
asslstanee from CARE, contributes significantly to the process 
through ~ t s  ne~iy-installed District Delegates' Xonthly Reports. 
Although tnrs neu input is useful, criteria for "affected'" 
population, defrnitlon of persons " ~ i t h  income", crop monrtcrrn% 
snu nutrltronal surveillance are still ln nascent states. 
Callatlon and interpretation o f  uhat data exist are just s t a r e -  
g A g a l n ,  this 1s an area outside of LSW control and thus 
S-ARE'S mandate, bur one w h ~ c h  requires significant aonor and 
attentlor,. 

Accepting the nunbers as estabiished by the g c ~ e r n r n e n : ,  alL12 
~ o r ~ i n g  ~rthin the C E N E - a p p r o x - e d  r a t l c i n  sca les ,  LSC/ /C . iRE assesse: 
c o m r n o d r t y  requirements on a prcvlncral basls. T h l s  Gas ccrnp le- - :  
:n a gl3bal scale for the April Appeal, but 1s aiso a =cntinucL:- 
accr7- rc : -  o f  t h e  Cocrdlnatlon D:vlsnon of the L S L .  L S L / S A R E  
perscncei partrclpate in weekly ~ n e e r r n g  cf an Emergefie:.* Opera-  
tlons Cbmmittee ( C O E ) ,  whlch 1s rhalred by t h e  head ~f C E S E  s n :  
;nciudes representatlxes from ;nternatlonai donors ! Z ,  i n c l ~ d ~ ~ g  
A .  N G C h  s ,  :he  L.i system 135 and other b?SII represents- 
tlves (including the DPCCS Elrector). The COE aiso h a s  a Hood 
and Logistics Sub-Commrttee to ensure that what food ; s  avallabie 
is moving quickly to the needy areas. The two w o r k  ciose1;- rc 
schedule Calls Foruard f o r  donor shl~ments. 

LSUJCARE has recently begun two reporting activzties which 
enhance thls on-going process considerably. The first is 
preparation of  a m o n t h l y  D P C C S  "AvailabilityJCtilizatLon~St8ch 
Salanee" report, ~ h i c h  consolidates information from District anci 
Provincial Yonthig Inventory Reports. This lists t h e  key  



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 
J u l ~ ,  1987 through April, 1988 are found at Annex H. 

The second 1s the preparation of the "Commodity F i ~ u  
Yonltorlng Report," samples of which are presented as Figures 
3 . 1 - 4 . 3 .  The objectlye of this series of report IS to monrtor 
levels (pledged and received) of the three key conmodithes-- 
cereals, beans and oil--on a provincial and national basis. 
These reports form the basis for determining where and uhen 
commodrties are to be programmed and/or shifted. They are 
provraed 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.X.D. 
Title I1 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. Sampula, may receive zero, In 
all cases, there is not enough food to meet the targeted "at- 
risk" group x l t h  recommended subsistence-level rations throughout 
the year. 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 availabilitj- of food is one of the 
more frustrating for L S i -  personnel. 

Once the LSU recelves evidence that a shipment is en route 
{vla the D P C C S )  it opens a Yaster Sh~pment Frle ( ? S F )  for the 
shrprnent and assigns it an YSF number. This number becomes the 
key accountability tool for all tracking. It also develops a 
Glstribution Plan for the shipment, based on the planning process 
d~scussed above. Khere food is to arrive directly l n t o  a 
-pro\-lnce, the LSU dlrects the Provincial DPCCN to develcp the 
3istribution Plan. 

Chapter 3.2.2 describes more f u l l y  the rransporr modes, 
options and decislon points that relate to developing i n e  
Dlstrlbution Plan. Sufflce r t  to say that ~t rs not a slmp,e 
linear process of matchlng avallabliity of food ~ r t h  needs, and 
of moving the food v l a  the most expeditious route. Figure 5 
provides a graphic presentation of "accessibilitg'" in ?lozambique 
as of February, 1988 .  Preparation of central and provlnclal 
Shipment Distribution Plans thus must account for inordinate 
turnaround time for shipments ( 1 5  days for a convoy in some 
places) and vagaries of port operations and shipping schedules. 
Although the LSL 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 s o m e  time. 
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INDIAN OCEAN 

1-1 Free access 



Based on the Shipment Distribution Plan, following t 
Provincial and District DPCCN staff develop Monthly Distribution 
Plans. The Provincial level plans are developed based on the 
balancz of needs, availability and accessibility in cons-fktatioln 
with the Provincial Emergency Commissions, Based on infornution 
available to the team, it appears that five provinces are 
routinely developing and following such Monthly Plans, "Phase I"" 
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 nzzbar of r e a s - n ~  n c i  j e e c  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- 
tlon 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. T h a s  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, 

I n  summary, national emergency commodity "planning" on such 
a large scale in the Mozambican environment is certainly guided 
by overall needs but i s  primarily driven by conditions of 
availability and accessibility. UNICEF is taking the lead on 
assistance t o  both the Xinistry of Health for nutritional 
surveillance and the new DPCCN department mentioned above for 
rmproved needs assessment. LSC/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 GPRY and donor 
community in effectively targeting food to at-risk populations. 

Mcqitoring 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 LST ~t asslgns an YSF 
number and opens a file, both in the computer's new dBase s y s t e m  
and one for hard copies. It moves from the p o i n t  of entry ( o n e  
of 181  according to the Shipment Distribution Plan. It there- 
after moves according to the Provincial and/or District Distrlbu- 
tion Plans, by which point it has been broken i n t o  numtz raus  
smaller s h l p r n e n t s ,  ail of uhich maintain the XSF number. 



Through this process the shipment is tracked through a 
double-check system involving Control Files ("Ficha d i  Contro.ieq*1 
at the Central, Provincial (office and warehouses) and Distrfch 
Levels. These are guided by and checked against multi-copy 
color-coded Waybills recording prime entry, entry into a wase- 
house, lssue from a warehouse and acknowledgement of receipt 
("Guia di Entrada", "Guia di Saida", "Guia d i  Recebido"). As 
demonstrated in Figure 3 (where the diamonds represent thc 
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 Report and at the Provincial level for 
its Monthly Inventory Report. Inconsistencies and missing 
signatures a r e  noted and each level is supposed to provide 
feedback down t h e  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, t h e  sub-system is not get f u l l y  operational in t 
Phase 1 level, that is donor-to-province. For 1987, the sub- 
system captured only approximateiy 661 percent of cereals, 55 
percent of the beans, and 38.5 percent of the oil, for a 62 
percent average. T h e r e  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 
belox. 

o 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 Chaptzr 3.2.2, 
ho~ever, there are numerous other channels used to 
obtain efficiencies and to mitigate against problems 
of accessibility. Thus shipments which, say, enter via 
road at t h e  Zimbabwe border and then mokt directi;- to a 
locality--thus not movlng through a Provincial ware- 
house and often not even a District one--are noz easiiy 
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 uould suggest 
that careful back-checking could bring the average u p  
ts about 8 0  percent. The L S Y  should attempt this for 
1 9 8 7 ,  and s h o u l d  c o n t i n u e  i t s  work to improve capturing 
commodities moving through all channels in t h e  f u t u r e .  



o The second problem 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 araw. 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. 

o 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 
c h e c k r n g  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 cith the sub-sysiem 
l t s e l f  and is taking steps to correct it. C-ARE is also keenly 
auare of the need for increased s t ~ f f  training and has recently 
initiated a process to develop it. During the Team's visit, a 
memG was lssued to Provincial personnel strongly reminding the= 
to more rigorously report losses. Chapter 5 includes specific 
recommendations in these areas, 

A 3  re f l ec ted  i n  Figure 3 at the very bottom, the sub-system 
is not designed for and thus does not track absolute end-use. 
This gap is of particular concern to A . T . D .  for its Title I1 
commodities, which represent a significant portion of the key 
food commodities managed. It is the Evaluation Team's conciuslo~ 
that this monitoring s u b - s y s ~ e r n  and the commodity movement sub- 
system cannot and should not be further loaded in the near  term 
to accommodate this concern. They have onf5- recently been 
introduced and much additronal training and fine-tunlng needs :c 
be  accomplished, particularly at t h e  D i s t r i c t  levels. Options 
f o r  end-use verification i n v o l v i n g  other cooperating SGB's and 
agencies are presented and discussed in Chapter 3 . 1 .  



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 for 
and the ~ogisties Support Unit has no role in the latter. A.I.D. 
wril need to discuss these matters with the DPCCX and arrive at a 
mutually agreeable method to meet its needs. Tracking quantaties 
released for sale in a more rigorous manner should cot be 
difficult for the LSU to initiate, possibly through the use of 
some sort of code. Financial accountaiility f o r  funds received 
is strictly outside of the LSU--and CARE'S--mandate. 

The eommodity monitoring and accountability sub-system i s ,  
i~ summary, extremely well designed from a number of view 
It provides for cross-checking entries and thus strong accoun- 
tability at each point of the system. It is based on disa,g- 
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 ?!PO is working very  well g i v e n  
the magnitude of the undertaking and of the constraints. Reports 
indicate that the DPCCN had a skeletal organization based o n l y  nn 
Maputo and virtually no tracking sys.:;ems when CARE arrived in 
1983, so although sane might say progress should have been 
qulcker, in general the accomplishments are impressive. 

3.2.2 Channels of Distribution. Probably the most dif- 
f i c u l t  of the 3PO sub-systems 'n terms of balancing efficiency 
and effectiveness is movement of commodities. Seeds, avaifabili- 
t y ,  accessibility, starage and translt dimensions a91 need to be 
considered so that no single one dominates the sub-system. A s  
dlseussed above, one of these--needs assessment--is o n l y  pastral- 
I F  uithrn LSU/CARE's control and the other tuo--availab~fity and 
accessibility--it can o n l y  influence. Thus while ~t has in 
general been quite effective in movement of commodrties, i n c l ~ d -  
ing transport and intermediate storage, it has done so, indeed a t  
has had to do so, I n  a iess-than-effrcient maa,ner. 

The basic transit model  for delivering the commodrties is 
simple: commodity shipments are called forcard (or LSU/C.ARE 
informed of their shipment), arrive and clear customs, are 
transferred to intermediate storage centers and finally dis- 
tributed. Eat.-eler, ( i l n c e r t a i n t y  of the e x w t  nature and quantity 
of certaln donor pledges and therr shipplng dates (i.e. avasla- 
biirty); the security situation f i . e .  accessibility); a n d  
regional infrastructure dlffieufties makes the flow-charting of 
c u r s e f i t  DPCC?; channels of distribution quite complex. Anr,ex G 



provides a detailed discussion of these problems in ' ~ h ~  Trans-. 
port Sector in Xozambique: Implications for LSL Operations. 

The Long coastline and regional port system, together u i t h  
extensive common borders with neighboring countries provide a 
variety of possible e n t r y  points. Figure 6 overleaf reflects the 
current 18 points of entry used by LSU/CARE. Table 7 below lists 
t h e s e  points, keyed by number to Figure 6, by principal tranrporr 
modes at entry and average time for cargo clearing and farward-  
Ing. 

Table 7 :  DPCCK/LSU Points of Entry by Mode 
uith Average Clearing and Forwarding Duration 

Sh& 
v 

1 .  Maputo 
2. Inkambane 
3. Vilanculos 
4. Beira 
5 .  Quelimane 
6 .  Saeala 
7. Pemba 

Duration 

3-5  days 
2 days 
3 days 
4 5  days 
4 days 
I week 
2 days 

Rail 
8 .  Skomati (Xaputo customs) i days 
9. Entre Lagos 1 day 

Road andlor Rail 
10 .  Cnicualacuala 3 days 
3 1 .  Xachipanda - r days 

(Beira or Chrmoio customs) 
1 2 .  Viianove same day 

Read 
13. Namaacha 2-3 days 
13. Nyamapanda ( T e t e  cus t s  s 1 2 - 3  days 
1 5 .  Zurnbo same da_t 
16. Zobwe (Tete customs) 2 days 
1 7 .  Yandimba Itichinga customs)2 days 

S o u r c e :  ESLJCARE, June 1988 



Figure ti 



Point of Entry ; E 
P r o v i n c i a l  Wsrehousc: P 
District Warehouse : D 
Locality/Center : L 

1 5  Districts 

1 .  Transit lines can be multi-modal 
2 .  Solid manltoring line ~ndlcates s u b - s y s t e ~  ~nszal!ed; S r a k c c  
line s h o w s  not yet r n  place, 
2 Locality GI. deslocados center  distrxbuzlon can be f u r t h e r  

disaggregated into vliiages, families, e x c .  

Source: LSU/CARE and E ~ a i u a t i s n  T e a m ,  J u n e  1988 



cargo is prone to theft. It is recognized that rail condition$$ 
may alter after the current investment programs in port r e h a  
tatiou are completed. In the meantime, trucks are used to load 
and unload rail wagons, making it a viable mode o r f y  over 
restricted parts of the distributio- network. Ships can be 
employed for first stage movements and road vehicles are genersf- 
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 descri 
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  official.^ exercise in 
setting consignment levels. This makes transport rtrloceittion 
difficult to plan and makes it tempting to play safe and get 
surplus capacity- As reflected in Table 5 at page 13, ~xwehousre 
capacity is certainly adequate in most locations, with alp- 
proximately 60,000 tons available for the requested (but not yet 
fully pledged) 210,008 tons to be called forward over a 12 manth 
period. 

Yention should be made that of the warehouses visit& by the 
Evaluation Team, most Icere in sound condition and adeq~akely 
secure. Rodent problems exist in many locations, particularly at 
the District level, but in that commodities do not usual2.y rest 
more than 3-5 days in these locations this is not vieued 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 addizional training in proper stacking 
methods are problems of uhic5 CARE 1s fully aware. 

Some District sites cannot accept large loads due to 
capacity, fear of attracting bandit attacks, cr need to irn- 
mediately distribute to localities/farnilies at risk. Smaller and 
more robust trucks (e.g. 1 S 1 )  than those currently oper;ated b y  
DPCCS would be ideal for distributing to these locations. Their 
use could also avoid transshipment costs by directly ship:?ing 
from Provincial to iocallty sites. 



In many eases, distribution is more elaborate than t h a t  
shown in Flgure 7. It may involve one or two transshipments 
prior to arrival at a Mozambican point of entry. It may also 
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, A t  each 
identifiable stage in the shipment, commodities are off-loaded 
and either transshipped or stored. This creates opportunities 
for damage or theft, and some loss must be expected. The 
question is how much loss is considered acceptable, given t 
trade-off between costly checking procedures and speed of 
distribution. A s  discussed above, the MY0 must begin more 
rigorously capturing losses so that Central Operations can 
quantitatively assess the trade-offs of various routings, 

DPCCN must also service areas o f  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 Team 
also noted that as many vehiclsa were last in other non-security 
related incidents, suggesting a potential focus of management 
action. LSUJCARE planners try to keep these losses to a mini 
either by: using convoy arrangements; bringing commodities 
through neighboring countries and thus avoiding insecure areaa of 
a more orthodox Mozambique routing; and finally, when all else 
fails, by direct airlifting into fortified sites. These 
proaches require maintaining a surplus of trucks (althou 
Provinces need vehicles) and very low utilization levels. The 
average monthly figure for the period Jamuary through M a y  1988 
xas only I 6 2 2  kilometers per truck (minimum 400 km, maximum 2900 
kml. These levels are very inefficient -23 may only be tolerated 
by donors in the short term. 

O f  continuing challenge to LSUJCARE planning efficiency are 
the problems associated uith donor dispatching of commodities and 
uith calling forward needed cargo. The importance on schedul~ng 
can be demonstrated by the recent unannounced arrival of a 9 , 0 0 0  
ton bulk maize shipment at Maputo Port. Central Operations had 
to c o r k  round the clock to clear this boat since iz carrietd a S 
6 , 0 0 0  daily demurrage fee. Should any other vessel have a r r i v e d  
uhife this was taking place, costly delays would have occurred* 
If donors could be made aware of the importance that shipping 
information has on LSU/CARE1s operations, management in general 
would be greatly improved. 

LSU/CARE has been quite successfui in getting donor supps r :  
for the supply of trucks and tractors, and for their m a i n t e n a n c e .  
It has sensibly kept Provincial fleets fairly homogeneous in 
terms of vehicle makes and, with the assistance of f J N i C E F  a n d  
SCF/LX, has spent time and resources building up regional 
uorkshop facilities, usually from ehe ground up. The progress i n  
installing the truck/transport inventory and control systerszs is 
acceptable given the lack of l o c a l  technrcal staff and Bow Pevek 



of training effort. Tables 8 and 9 show donor sources of the 
fleet since 1984 and status of workshop facilities and exgstriate 
mechanic staffing respectively. 

Table 8 :  DPCCN/LSU Truck and Tractor Units 
Provided by Donors 1 9 8 4 - P r e s e n t  

Donor T r u c k s  T r a c t o r s  T o t a l  U n i t s  

Japan 6 7 
Holland 59 
A.1.D. 4 3 
OD A 4 2 
Italy 39 
O x f a m  36 
SCF/UK 3 3 
Sweden 23 
USA for Africa 16 
UNICEF 8 
UNDRO 7 
UNDP - 
Eduardo Mondlane Found. 5 
World Vision 5 
France 2 
CARE International I 

TOTAL 

S o u r c e :  LSU/CARE June 1988 

1 Table 9: DPCCN/LSU Forkshop Facilities June 1988 

Expatriate Tools % 
Locat ion 3echanie Facility Equipment- 

Yaputo-Cent. 1 
Maputo Prov. 
Gaza i 
Inhambane 1 

Sofala 
Manica 1 
Tete 1 
Zambe z i a 2 
Niassa 
Narnpuia 1 

UNICEF 
- 

UNICEF 
L N I C E F  
- 

CSf CEF 
CARE 
SCF/ t 'K 
- 

C!XFAX/CK 

adequate adequate 
covered by Central 
adequate adequate 
adequate adequate 
private DAF facility 
adequate adequate 
contract with CODXCTO 
adequate adequate 
adequete SOSE 
adequate adequate 

S o u r c e :  LSC/CARE and Evaluation Team, June 1988 

- 



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, In terms of transport cost 
control ~ystems, LSU/CARE staff has wisely kept forms simple, 
direct and focussed on key items. The systems are clear, 
uncompficated and. seem to be backed 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 krn 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 rececknds 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 c l o s e l y ,  Finally, a two way information 
flow, that is matching the data flow to C e n t r a l  Operations with 
summary data b a c k  to the Provincial levels for their control 
purposes is 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 YPO as established 
currently focuses on information for internal use by the DPCNS. 
The key management information instruments and reports generate5 
for internal planning and control are enumerated in the preceding 
txo sections and problems with them discussed. Examples are 
found at Annex G. Chapter 4.1 will identify some key areas 
=here this internal system should be improved, particularly with 
regard to end use and spot checking and cost accounting for fleet 
management planning. F Q ~  purposes of internal supervision and 
control, however, the system in place is of very high quality. 
-4s training objectives are achieved and the kinks worked out sf 
the dBase program it should prove easier and easier to use. 

What was perplexing ta the Evaluation Team is that much of 
this vast wealth of generally useful information has not until 
quite recently b e e n  synthesized into any standard reporting 



format for dissemination to donors, nor have many of the dsnsrs 
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 t 
LSU (Information or Coordination) and "Circulation" is per issue. 

- 
Table 10: List of LSU/CARE Publications 

& Title 

DPCCK Newsletter 
Roster of Agencies 
CARE Fact Sheet 
DPCCN Fact Sheet 
LSU Briefing Packet 

CARE Quarterly Rep. 
CARE Annual Report 
LSU Project Froposal 
Field Trip Reports 
Press Releases 
Food Situation Rep. 
Commodity Flow 

Yonitosing Report 
Cargllr, Index 

Origin Language Frequency Circ ; 

Recipients: 20 
2 5 
4 4  

6 
5 

13 
3 8 
20 

Info. 
Info. 
Info. 
Info. 
Info. 

Info, 
Info. 
Info. 
Info. 
Info. 
Coord. 

Coord, 
Coord. 

Eng/Port 
Eng/Port 
Eng/Port 
Eng/Port 
English 

English 
English 
English 
Eng/Port. 
English 
Engl i sh 

Port 
Port 

Monthly 
Quarterly 
Quarterly 
Quarter1 y 
Bi-Monthly/ 
as required 
Quarterly 
Annually 
Annually 
As required 
A s  requirled 
Quarterly 

CARE Mozambique staff ( # ' s  1,2,6,9,11,12,131 
NGO's ( X ' s  1,2,9,113 
CARE International Missions (t's 1,2,6,7,8,20) 
United Nations agencies f # ' s  1,2,7,8,9,11,12,131 
Bilateral aid donors (B's 1.2,6,7,8,10,11,12,13) 
Embassies ( c ' s  1,2,7,8,10,11) 
G P R X  offices ( n ' s  1,2,7,8,ilP12,i3) 
Yiscellaneous (journalists, teams, etc.) various 

Source: LSL/CARE June I988 

Publications 1 through 16  amplv fulfill the OFDX grant's 
requirement that CARE "document the functions of the LSC," and 
publications 6 and 7 fulfill CARE'S performance reporting 
requirements under the grant. Publication 1, the DPCCN Sewslet- 
ter, provides a province-by-province summary of conditions and 
actix-ities which is of general lnterest to anyone concerned uith 
Yozambique. Publications 1 through 4 are contained in Publiea- 
tion 5, the "LSU Briefing Packet," which comprises one of the 
best briefing kits the Team has found. Publications 11, 12 and 
13 have only recently been introduced by the Coordination 



Division and provide more of the type of quantitative infor 
in which OFDA and FFP have expressed interest. 

The T2cm d ~ d  not specifically review the A.1.D.-DPCCF Title 
1 1  agreements as part of its work. The OAR/FFP "DPCCN Rep~rts" 
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 I l r  12 
and 13 the Sewsletter begins to meet Title I1 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 fuiiy being met. 

Chapter 5 includes a strong recommendation t h a t  DPCCN re vie^ 
its formal agreements on reporting to all donors rnd develop a 
master report that satisfies most needs. The LSU/CARE Donor 
Shipment Report that i s  still in development is one potential 
excellent tool to meet these needs. The Report tracks a corn- 
moditp 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 f u l l y  
installed). Samples of the report are provided at Annex H. 
Although some problems remein and numbers do not yet tally, the 
CARE Computer Specialist expects to have data from a l l  provinces 
entered and the system fully operatioaal within 3-6 months, A s  
increased training and supervisio? achieve results with improved 
tracking and reporting of losses, in combination with the 
Commodity Flou Monitoring Report (Figure 3 at page 191 the Donor 
Shipment Report should fulfill a major portion of Title 11, as 
xell as most other donor, requirements. 

This recommendation on increased external reporting is not 
made cavalierly in order to increase DPCCN (and LSU/CARE) 
uorkload. It is rather offered withln the context of a possibly 
more stable situation in 3ozambique and of possibilities of 
"donor fatigue". If another emergency occurs elsewhere ln the 
xorld, and/or if conditions in Yozambique begin to improve, 
donors will more carefully assess the opportunity costs of thelr 
contributions to one or another location. It 1s very much ln t h e  
DPCCW's interest to present itself as a tightly managed, respon- 
sible and res3onsive organization in terms of maintaining publrc 
accountability. This means that it should be rautinely reporting 
on commodity use, including inevitable losses, to maintain strong 
credibility. The well-developed and computerized LSU/CARE 3PO 
proviazs it an opportunity to provide very detalfed reports in a 
relatively painless manner. 

C.4RE 1 s  not a consignee and is not responsible for reporting 
on Title I1 or other co~rnodlties in its "NGO role". It is 
responsible rn its "technical assistance role" for establishzng a 
professional Yozambican Logistics Support Unit that is capable cP 
monitoring and reporting on commodities. With reference to 



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 Inforrna- 
tion Section. If CARE chooses not to do s o ,  A.1.D. may wish to 
work with other donors (i.e. Swedish aid 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 DPCCK,  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  he 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 foresau the need for such rapid and massive 
expansion of the relief effcrt at that time. Most local eounter- 
parts are the first to say they would hay2 difficulty doing the 
job if CARE expatriates were not still avaxlable. 

Chapter 3.1 docunents 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 ofi increased training, they must be 
read uith full appreciation of the magnitude of the effort to 
date. 

The original CARE proposal for rts first OFDA grant included 
a position for a full-time Training Officer to carry out the 
formal training planning fbnction, uith the ubiquitous "on-the- 
job" training to be undertaken by expatrrates xith counterparts. 
The Training Officer had not been recruited at the time of the 
September, 1985 evaluation and a recommendation to do so w a s  
included in that report. The position Gas filled, and b y  varlous 
accounts "it did not work out." The position has been vacant 
since February, 1988 and has been covered on a half-tine basis bj- 
the CARE Information Coordinator. 

Table 11  ~ h i c h  follo~s provldes a listing of formal training 
either pro\-lded by, facil~tared or supported through CARE'S 
effor~s to date. 



Theme 

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

Locat ion 
Duration 

& Dates 
# of Participants 

/Ocqupat i o r ~  

Yaster Plan of Operations 

Chibtito 3 
Xai Xai 3 
Inhambane City 3 
Chimoio 

r 'I 
3 
3 

Beira 3 
3 

Nampufa City 2 
Lichinga 2 

Commodity 3anagement 

Inventory & 
Warehousing 

Warehousing 
Accounting & 
Inventory 

Accountability 
Planning 
Contrcl Proc. 
Warehousing 
Warehousing 

Tete City 

Beira 

T e t e  City 

Tete City 

Beira 
Maputo City 
Inhambane C i t y  
Yaputo City 
Yaputo City 

days 
days 
days 
days 
days 
days 
days 
days 
days 

8 Prov. Staff 
N / A  
8 Prov. Staff 
9 D i s t ,  R e p s .  
'I I, I 

10 Prov. Staff 
, I  ,1 

4 Prov. Staff 
4 Prov. Staff 

3 dO17C. d - ,  I Z / u 4  3 Prou.Comm. h 

Wrhs. Mgrs. 
2 days 4/85 3 Psov,Wrhs.Mgrs, 

2 days 5/85 4 Prov.Com & 
& 2 days 6 / 8 5  Wrhs, M g r s ,  

3 days1 5 / 8 6  6 Prov. Gonun.& 
Wrhs. Mgrs. 

2 days  7/85 2 Prov.Staff 
2 days 4/87 1 Central Ygr, 
5 days 1987 8 D i s t .  R e p s .  
I day 8/86 4 Cent.Wrhs.Ygrs. 
2 days 2/88 3 Cent.Wshs.Ygss. 

Customs Processing & Forwarding 

Customs Clrnc. Beira ! day 6/85 2 Prov. S t a f f  
Port Proced. Maputo City 2 days 5/85 2 Central Staff 
Customs Docs. Xaputo City 1 day 7 / 8 6  4 Central S t a f f  
Shipping Docs., 
Control, Maputo city 2 days 4/87 S,“A 

Shipping Docs; 
C o r n m . F l o w  Rep.Yaputo C i t y  2 d a y s  1 1 / 3 7  3 Central Staff 

Port Ciearnce, 
Acctlng Proe. Xaputo City I day 1/88 4 Cent.Supervis. 

Continued on next page 



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

Theme Location 

Transport Management 

Control Proc. Tete City 

Veh.& Fuel Cntrl, 
Reporting Tete City 

Procedures Tete City 

Vehicle Xaintenance 

Vehicle Mtnce. Tete City 

Electric S y s .  Maputo City 
Leyland Mtnce. Maputo City 

Mercedes Mtnce.Maputo City 
Mercedes 
Driver Trng. Maputo City 

Volvo 
Driver Trng. Maputo City 

Volvo Mtnce. Maputo City 

hissan Mtnce. Maputo City 

Duration 
& Dates 

1 day 1 1 / 8 4  
& 1 day 3/85 

2 days 5/86 
7 days 3/87 

1 day 11/84 
C 1 day 4 / 8 5  
2 years 85-87 
4 weeka 1 / 8 7  

3 weeka 4 / 8 7  

1 week 3 /87  

1 week 5/87 
3 weeks 8/87 

3 weeks 7/87 

# of Participants 
/Occupation 

2 Prov. Mgrs. 
*t .I T I  

2 Prov, Mgrs. 
5 Prov. Staff 

35 Prov. Mech, 
& Drivers 

2 Central Flech. 
3 Central & 
2 Prov. Mech. 
4 Prov. Mech. 

8 Prov. Drivers 

12 Cent. Drivers 
2 Central & 
4 Prov. Mech. 
15 Prov. Mech. 

Other 

Intro. to 
Computers Yaputo City 1 day 6/87 7 Central Mgrs. h 

Staff 
Budgeting Proc.Maputo City 1 day 10/87 2 Central Ygrs. 
Basic English Xai Xai 3 months/2 h r s /  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 andlor 
because a CARE or other KC0 expatriate has an specific training 
interest, or in the case of the UKICEF Trainer Yechanics, a 
specific job requirement. On-the-job training has clearly a l s o  
been undertaken, but given the exigencies of set-up within the 
emergency situation this has often slipped in face of a need to 



get the job done. While this more ad hoe approach is totally 
understandable within the period of such tremendous growth and 
installation of the MPO. it highlights the view of training as 
"soaething we need to do when we get the time." The emergency 
situation appears to have reached an equilibrium and significant 
additional mouth 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 propQses 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 an 
the Manual of Operations, will meet some of these needs. 

A s  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 ~irectors. 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 
ievef 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 developmect of organizational structures in each 
of the provinces in which they work. 

This ne= and very positive initiative in developing the 
u h o l e  DPCCW as a rationally organized national institution, uith 
the LSC (formally the Department of Operations) as but one piece, 
should be fully supported. Prior to this step, the DPCCS has 
existed but the vertically integrated L S U ,  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 +.raining functions to their proper 
departments within the DPCCN. 

The future LSC/CARE training plan--based on the process 
described above--should thus focus on all staff within L S U  
Czntral Cperations and on logistics and commodities staff in z h e  
provinces. It should be developed in consultation wlth the new - DPCCS Training Seccion, %hen that is staffed up. Chapter 3 

recommends that CARE engage a consultant to assist with t h e  



process so that it does not remain "something we need t~ ds when 
w e  get time. 11 

The Team recommends that the consultant focus on developing 
the training process and plan for Xozambican staff. A t  the same 
trme, CARE management in Mozambique and New York are stran 
u r g e d  to review and ,  if necessary, revise, position descriptions 
for expatriate staff in Maputo and the provinces. Because of the 
new DPCCS reorganization and concomitant shifting of functions it 
1s also recommended that CARE periodically reassess needs and be 
prepared, if indicated to s h i f t  expatriates to meet needs. 

A l l  new and revised position descriptions should  include 
verifiable requirements for on-the-job counterpart trainang, 
based on requirements identified by the consultant. CARE 
management must then more rigorously assure that staff curry 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 
positive and  significant contributim t o  both the dizec t  p r s v i -  
sion of relief supplies and t h e  institutional development o f  a 
Yozambican 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 persons at the 
recommended ration of 350 grams 9f cereals per d a y ,  ~t uould meaE 
that only 816,667, or about 25 percent, of the target group 
received full subsistence rations. It is clear to Yozambican 
planners and to LSU/CXRE that families are suppiernentlng ratnons 
uith xhatever they can get and, in many places are nor getting 
enough. Within this context, Table 12 reflects the derived 
impact of recorded LSC/CXRE distrrbutlcn to the Provincial ievel 
in 1987 ( r e f .  Table 6 1 .  



Table 12: Estimated Percentage of "At-Risk" Population 
Served by DPCCS/LSt;' by Province in 19887 

Xaputo 
Gaza 
Inhambane 
Sofala 
Xanica 
T e t c  
Zambezia 
Kiassa 
Nampul a 

Totals 

CereaPa 
Provided (kg) 

Number of 
Rations*. Served - 

* Rations calculated as 350 g/person/dey for 365 days or rou 
120 kilograms/person/year. 

Source: Evaluation Team calculations from DPCCN/LSU data, June 
1988 

Given the increasing effectiveness of the MP8 eonrmodity 
tracking system described in Chapter 3 . 2 . 2  above, LSUJCAX.E should 
be able to track with accuracy 95 percent of commodities to the 
Provincial l e v e l  and an approximate 5 0  percent  to the Districts 
in 1988, thus improving potential for derived impact greatly. 
Th? YPO system's accountability combined with a proposed spot- 
checking initiative described in Chapter 3.1 %ill allow for 
lmproved assessment of humanitar~an impact beginning this year. 
.Absolute availability of commodities, however, will still be z 
concern. 

In terms of institutional impact, CARE has made a strong 
contribution to development of an effective and well-equipped 
Mozambican disaster relief structure, of which the LSU rs b u t  one 
part. It is clear to all that the initial f o u r  year timeframe to 
train Mozambican s t a f f  established in the CARE-GPRY Basnc 
Agreement did not anticipate the massive growth of needs. Lack 
of achievement of this target is not seen as significant a B t h o u g ~ ~  
more rigorous attention to training would have been benefieiai. 
CARE'S careful. sttention to a system's a-3proach to the needs w ~ l ,  
have a v e r y  high payoff in t h e  medium and long t e r m .  

CARE has been less concerned with efficiencies of the 
operation i n  t h e  s h o r t  t e r m ,  given t h e  massive needs.  As 



iscussed above, given potential for "donor fatipuf* t h  
rng cheptera will provide more detailed discussion of w 
efficiencies can and should be obtained now that 
have reached an equilibrium. I t  is increasingly 
counterparts and staff learn that donor resources are n 
and of unending availability if the institutional 
date are to be sustained in the future. As C 
establishing an effective system, sa it nou 
fine-tuning to enable the 3ozambicans to aaintain 
the future. 

4 .  ANALYSIS OF KBY ISSUBS 

4.1 Operatio~31 Capabilities. 

The Evaluation Team's Scope of ark includes "o 
capabilities" as a specific issue an defines it as 
of the LSU to provide improved end-u,se monitoring ca 
Chapter 4.1.1 below directly addresses this issue. 
address another operational issue, that of fleet 
which the Team believes important ta highlight. 
important ta the effectiveness and e f f i c i e n - y  of 
setivvvi ties. 

3 . 1 . 1  End Use Monitoring. As highlighted several times I n  
Chapter 3.2 above, LSU/CARE as a fogistical unit is d i r e c t l y  
affected by t h e  B C C U ~ R C Y  of GPRM needs assessment both in 
programming quantities of food required and in managing t 
movement of that food. Improving CP'RM capabilities in thrs area 
is key to improving both the effectiveness and t e efficiency of 
LSU/CARE and, by extension, of all DlPCCN operations. One k e y  
input r o  improved needs assessment is feedback from more r i g s r o u s  
end-use monitoring of commodities distributed. 

The issue of the lack of end-use monitoring or verrfleati~n 
was raised in the September, 1985 evaluation of the OFDA-CA2E 
grant, with the conclusion, "Khife understandable ic the cir- 
cumstances, the present level of commodity monitoring and e n d - n ~ s e  
verification is considered inadequate. " I Brennan and k o c k ~ s a d ,  
Evaluation, p. 14). The evaluation included as r e c o m m e n d a t i ~ r i  
number I 1  that '"CAE devise standardized forms for use by 
locality authorities to report on aistsrbutions t3 end-users, 
insist upon their submission and instruct the authorit~es in 
their use." (Evaluation, p. 1 7 ) .  Geographic covera  ct by 3FC;h 
Gas at t h e t  time less than half of what ~t is csday; the massa1.e 
expansion of t h e  DPCCN operations r ~ t h e r  zhan end-zse w a n i e o r ~ ~ g  
h a s  beez a z e n t r a l  focus, and end-use monitcring is still 
inadequate. 



at Provincial a d Dietrict 
ouo art regulrsi~ed an reasonablp 

loeelitg or dcslocados center report 
tures will be in plaec to  direct, eu 

out .  The syate was i n s t a l l e d  at  t 
aee 1 )  in 1986 a d the Province-to-D 

1 2 )  in 1987. An iscussed in Chapter 3 . 2 . 2  s 
still o n l y  aaptur ng 67 percent of cm 
increased training and supervision is indicated. 

ular with otill only a small return on w 
acknowledged. Absolute  end-use i~ not  tracke 

. h a s  provided a si ant level of T i t l e  EI fo 
ncy operations, con either directly to the 

or es  one of two NGQ's, World Vibisn I n t e  tianaf dwV) and &he 
Christian Council of Mozambique (CCM). 6 has n s t  been a 
consignee for this food ,  b u t  through I ~ B  assistance to the 
DPCCNJLSU is involved in mana ement as it is for co odi t ieo f r s r n  
all donors. Table 13 reflect T i t l e  IX food ai 
percentage of k e y  commodities r 

T a b l e  13: Title 11 Como ities Mma 
as P e r c e n t  of Total Key C mmodi t i es 

(metric 

Cereals  T o t a L  5 2 ,  $ 7  1 
World Vision 13,000 
CC 5 26 
Direct DPCCS 0 
Sub-Total T i t l e  TI 1 3 , 5 2 6  
X Titie 11 2 5 . 6  

Beans Total X 199 
korld Vision C 
CGM 51 
Dlrect DPCCN G 
Sub-Total Title 11 D 
% T i t l e  11 8 

Edible Oil Total rOi 
korld Vision 0 
ccx a 3 
Direct DFCCS 0 
Sub-Total T i t h e  11 1 3 

T i t l e  f i  1 0 . 4  

S o u r c e :  ESUiCARE June :988 

Best Available Copy 



A.I.D. has re uested that the EyaSuation Team in 
feasible means to urther extend the operational cape 
the LSU and provide impraved end-use monitoring ca 
Given A.I.D.'s requirements for Title I1 commoditi 
that they represent a significant portion of overa 
Mozambique, this should thus be a concern of the D 
LSU/CARE * 

Chapters 3.2 and 3.3 highlight t e many problems and inef- 
ficiencies associated with the rapid eographic and demographic 
coverage by the LSL,  including the low ski s levels of national 
staff and the monumental intricacies of co odity movement given 
shipping, security and infrastructure constraints. It is the 
Evaluation Team's conclusion that the systems are s t i l l  f a r  too 
fragile and dependent on expatriate supervision to absorb yet 
another level of personnel, transport, and information management 
at yet a lower level. 

The Team recommends the LSU/CARE take a minimum of s one 
year "breather" from this expansion phase and focus increased 
attentlsn 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. CAREys plan to 
move to Phase 3, which essentially consists of regularizin,g soles 
and responsibilities within the existing system, is f u l l y  ap- 
propriate to meetlng these targets. As noted above, this s h o u l  
include a greatly enhanced emphasis on local staff training. hz 
can move to sub-district level reporting in the medium ( 2 - 3  
years) horizon. 

In the interim period, it is recommended that DPCCK w a r k  
closely with interested N G O ' s  and CS agencies to establish a 
regularized spot-checking system. That is. numerous 5GO2s sf 
international reputation have geographically-focussed programs 
throughout Yazambique and have existing transport and personnel 
residing ~n or visiting those areas on a regular basis. X o s t  
already w o r k  quite c l o s e l y  ulth Provincial-level DPCGN staff an.5 
provide informal reporting on distributions. Some, such as 
SCF/UB, even provide Pro\*inciai government with monthly reports 
which include comments on the food situation. It uouPd l i  
not be a burden i f  DPCCN were to provide simple one or twc page 
standard forms (suitable for LSUICXRE computer coding! T O  t h e  
organizations to more fcrmalfy capture spot-check data. The 
f o c u s  should be on food availability icommercial and free1 In zh r  
Socaiity and on amounts, periodicity and an>- problems of d;s- 
trfbutisns/sales. 

The 9-afuation Tean did not intervieu ah1 SGC's bet r n  
discussaons ~ i t h  txo--Africare and SCFiUG--indications =ere tha: 
if the system K a s  init~ated by the DPCCX they uoukd have no 
proS1erns participating iri it. .Assuming ~ n L y  8 partiexpazing 



NGO" or UN agencies (and there are over  40 in Mozambique), and 
assuming that each could undertake spot-checks in st 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 
NCO's to begin with would be those A.I.D. is funding, including 
Afrieare, S C F N S ,  ADRA, and World Vision. In addition, O X F M J U K  
and SCF/LK h a w  active programs in Niasea and Zsmbezia 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 I I  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 systems. 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 DPSCK,, its hard currency 
contribution to DPCCM must be increased significantly* That is, 
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 NG0, or 
through a commercial consulting firm. Based on skills transfer 
experience to date {not just with CARE), an absolute minimum of 
1 ,  and preferably more, expatriates would be required, e a c h  
covering a maximum of 2 provinces, for at least 2 gears ta 
establish the program and attain the sort of statistical validity 
required {estimated costs minimum $ 800,000 inclusive of housing, 
international travel, shipping, scnool alloxance, etc). Light 
vehicles, currently in very short supply in the provinces, would 
need to be acquired and maintained (estimate S 160,008 minimumi. 
A s  approximately 7 5  percent of the commodities are moved via 
armed convcy at the sub-province level, the frequent 1Q-15 day 
turnarounds would indicate very high per diem costs (estimate 9 @  
days/year/expatriate x 2 years x S 101 for S 73,003 minimuml. 
Finally, air travel would be very high if aecessibifity remains 
as i t  is in that it is not possible to move between any provinces 
except  Beisa, 3anica and Tete without it [estimate 3 400/hour S 
10 hrs/mo./exgatriate S 2 years S 3 expatriates for approximately 
$ i50,OOC). The t o t a l  costs 2or  tuo gears uouid be in e x c e s s  of 
U.S.B I million in hard c u r r e n c y .  



In that there are so feu reports of signific 
cammodities, the Evaluation Team recommends the lo 
use of other NGO" and UUN agencies fur spot-checks 
the high cosvt of establishing an entirely new system. T h i a  rs 
especially true if A*I,D, is interested in reducing its hard 
currency contribution and phasing out expatriate involvexlrrent. : i f  
LSU/CARE attains the accountability targets recommended for 198131, 
they should asseaa whether the system can be extended to centers 
and localities at that time. 

4 . 2  Fleet !%nagernent, Tables 4 and g i n  Chapter 3.1 
demonstrate the provincial level distrnbution of the DPCCS fleet 
and storage facilities. Given the continuing constraints sf 
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 asl 
requested in the 1988 Appeal. The total DPCCN fLeet of 431 
trucks has a capacity of around 3700 tons, so even allowing for 
convoy kaiting time, attacks, nun-availability and so forth the 
actual tonnage per vehicle is low. The psrastatal truekin 
entity Camionagem, not known for high productivity, carried 14 
times more per venicle/month during the same period. CARE 
International in Ffozambique staff argue that this is an invalid 
comparison in that Caminoagem runs i-n the cities and only safe 
rural routes, and does not open its trucks to the risk of the LSC 
fleet. The Evaluation Team believe that the significant dif- 
ference cannot be explained by operational difficulties alone, 
and that DPCCK simply does not have enough work to do in many 
Provinces. 

L s e  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 transpost where available. Many transport modes, 
~ n c l u d i n g  rarl, are receiving substantial donor assistance and 
shouid be aSle to supply reliable and competitive transport 
services in the medium term. They could be particularly valuabke 
in the first phase of the distributron channel, entry point to 
Province, and in other cases possess the attributes to deliver 
directly to local distribution points ~ithout risking attack on 
road links, e.g. Beira up river to two locations in Xarromeu 
District. 

T h e  experience gained by DPCCN its fleet operations, 
together x a t h  the capital value of the vehicles--currently around 
22 miilion 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 S 3 vehicles 



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

Operating efficiency standards shouid 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 shouid 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 management is and stsifing 
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 DPCGN. 
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 managemlent 
should aim to cct costs by tighter cantrols and driver dis- 
cipline, and improving vehicle productivity. Yodes 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 s o l e  
are profound on LSU/CXRE1s overall operations in general and oun 
account trucking in particular. DPCCN own account transport 
operations are always going to be characterized by high costs, 
since periods of intense activity as followed by lengthy layove- 
rs. 3ne 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 



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 follous assesses the 
potential impact on the DPCCU 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 LSW/G 
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 o f  private 
transportation has been considered either inappropriate or 
inadequate for the scope of the LSU's activities. After four 
years, 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 prlvate sector transportation. 

This section presents the key issues and options associated 
wltn implementing a privatization program within the context of 
the emergency relief program. Specifically, the analysis focuses 
on privatization options concerning trucking, since more than 5 8  
percent of the emergency food is distributed by road. A s  
developed in greater detail in Annex E, privatization is desi- 
rable because of several reasons. First, it ~ o u l d  a l l o ~  the 
DPCCS to achieve greater levels of efficiency. Second, it would 
begin to establish the foundation for a more rational transporta- 
tion sector which will be rmportant during the recover? stages. 
Third, it would allow OFDA and FFP to decrease hard currency 
contributions to the DPCCN program. Finally, and equally 
important as the achieverlent of any one of the above program 
objectives, is the fact that there exists an overwhelming demand 
on the part of private transporters to pasticipste in some type 
of privatization program. This fatter 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 



the implementation of a privatization program. Chapter 4 . 2 . 2  an 
4 . 2 . 3  then outline general options f o r  resolving these con- 
straints and the issues associated with implementing the optlons. 
Finally, Chapter 4.2.4 presents a detailed summary of the costs 
assoerated with various recommended options for the next two 
years. 

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

Based on Evaluation Team interviews in four provinces, these 
factors are not considered t o  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-rigk 
business, there is plenty of demand and a willingness on the part 
of private transporters to travel the fe:: 'open" routes. Despite 
the fact that the "bandits" have reduced the number of tranapor- 
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, a11 of the larger truckers have 
established their own maintenance operations, and do not require 
any additional maintenance yards. Even in the case of the small, 
one-truck operations, it appeared that most truckers could c a r r y  
out their own maintenance. Similarly, in the case of credit, 
almost all of the larger truckers either had loans, had access to 
loans, o r  had enough savings to purchase a new or used truck. 
In the case of the smaller operators, it was evident that uhile 
they may not be able to service a loan for the purchase of a nex 
truck, they were uilling 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 mast serious constraints affecting the utiliza- 
tion of existing trucks and future growth of their businesses was 
the lack of spare parts and trucks t 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 Tean identified additional existing and 
potential issues that uili have t o  be addressed in the short- 
term (up to cne year) a n d  in the medium-term {up to two yearsi. 



Short-Term Issues 

As stated.in the Team's Scope sf Work, an important ob~ec- 
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 ~n the 
transportatlon of relief goods. Towards this end, the two 
principal issues affecting initial implementation are the lack of 
an institutional mechanism and experience within the DPCCK for 
contracting with the private sector and the lack of appropriate 
rncentives 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 

A s  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 
DPCCK budget for contracting outside of the DPCCN 
fleet. In 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 Yaintaining Private 
Transporters 

Yost likely, any initial attempts at establishing s 
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 hov and for hou long 
the limited supply of large transporters will be 
willing to sustain such a contract. 

Short-to-Medium Term Issues 

Once a r-ivatization program were to be impiemented, a 
second set of issues would focus on: preventing the displacement 
of the commercial trade sector; establishing an appropriate 
tariff structure; and rnstitutionalizing an incentive program 
uhereby the DPCCS and/or donor community support the selling-off 
or donation of trucks to the private sector. These are can- 
sidered as follows. 

o Avoiding the Displacement of the Commercial Sector 



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' 
c a r g o  is for the cammercial 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/or 
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 organizatioln, 
but at a price that is higher than other commerciaP 
cargo rates. Ultimately, increases in cargo rates due 
to too much demand by the DPCCh on the private sector 
could place unsustainable strains on an already 
distorted, price controlled market. 

o Establishment of a n  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 
officiai tariff. While unofficially the government 
passively accepts this "aberrant" behavior, all the 
government age ?ies are supposed to charge and pay the 
official tariff. A s  a resuit, if DPCCN were to 
contract some of its distribution to a private trans- 
pcrter, 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 DPCCS and/or Donor Commitment to the 
Privatization of the DPCCN Fleet 

In its most ambitious form, a privatization program 
would try to promote the selling off or leasing of past 
or all of the DPCCN fleet. In the short run, neither 
option appears to be feasible, especially if it means 
that the DPCCX would have to diminish the size of its 
fleet. In the latest United Nations appeal, there are 
requests to increase the size of the fleet so that t h e  



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 c o s t s  and s u p p o r t  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. Specificslly, one option would be to convince 
donors to donate nek trucks, originally designated for 
the DPCCN, to the private sector. Another option would 
be to promote a sell-replace program in which the DPCCN 
~ o u l d  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 DPCCK and donor 
support for some type of privatization program. If any 
of these attempts fail, the private transportation 
sector xcll 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- 
stralnts, 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 g r o ~ t n  of the 
private transportation sector are continued efforts on the part 
of the government to overregulate the transportatioc sector;  an^ 
falied attempts to establish appropriate exchange rate, fiscai 
and monetary policies. 

In terms of the former, it appears that the government ~ o u i d  
like to encourage the growth of the private transportation sector 
(and therefore support a privatization program); in the same 
breath, hoxever, the government would aiso 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 f l e e c  
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 t o p  pricrity, socially desirable 



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. Cndes 
this policy, it is possible that the less-efficient but politi- 
cally acceptable transporters will be the beneficiarres of a 
prlvatlzat~on program. 

The need for an appropriate exchange rate and monetary 
pc;ic:.- is ciear. 4s Long as the metical remains overvalued, 
there w ~ i l  contlnue to be a severe shortage of spare parts and 
neb trucks. A t  the same tlme, the government must maintain a 
restrrctive fiscal and monetary policy in order to reduce the 
ex;st:ng hlgh government deflciis and inflation rate. In t h e  
face c f  these macro-economic challenges, any privatization 
program deslgned to suppiy hard currency for the purchase of 
spare parts and neK vehlcles ~ i l i  have to be carefully monntored. 
A.I.C. and other donors rk-iust ensure that the provision of harci 
currency uould only be a stop-gap response and not an institu- 
t~cnalized so;utloc for the government's exchange rate policy. 
F:na;;y, r f  - A . I . D .  were to use a C I P  program for the above, ~t 
woulC need t o  ensure that the infusion of local currency into the 
economy does not become inflationary. 

j " 2 . 2  Frlvatlzatlon Options. During the past feu years, 
numerous proposals and ideas for "rehab~litating", "privatizing", 
cr . j u s t  "1mpro~-ing" rne private transportation sector have been 
put forth and, in some cases, implemented by development agecc~es 
a n d  p r ~ v a t e  companies. To date, mas_ of these programs have 
foz~sed on strengthening exlsting government transportation 
agencies, developing rehabilitation programs which pramarllv 
service the publlc sector fleet, and establishing nex parastata; 
transporiation companies. While ail these programs could perhaps 
strengthen the transportation sector, they are not directly a l p r  -i 
at asslstlng prlvate transporters. T h l s  analysis focuses 
excluszveiy on assrsting the exlstlng private transporters u;tn 
tfie goai of transporting relief food more efficiently. Belox 1 s  
a ilst ~f gQneral sptlons, Ilsted in their order of priority, f z r  
redressing the constrzrr?ts p r e s e n t e d  ~n Chapter 4 . 2 . 1  aboy~e.  

1 .  Substitute Prrvate S e c ~ z r  services f o r  DPCCS serx-rzes 

In the near future, DPCCS could contract out the transpor~a-- 
t ~ o n  of relief goods to existlng private transporters. I n  ~ r d e r  
to do so, LSUfCARE will have to : 

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

o Develop experience and parameters for contracting xith 
the private transporters. 



0 Include the necessary incentives in the c3nt rac t  w t i i c h  
v i l l  encourage existing private trans o r t e r s  to transport 
r e l i e f  good.  

Concerning the last two points, LS ;CAE? e d u k d  consider t w o  
types of contracts. One type would be a Frxed Contract wlth 
v h l c h  3 P C C 3  u o u i d  guarantea a f ~ s e d  number 0 5  trips per m a n t h  t; 
speclfrc aes:lnat;ons. T h e  s3cona c o u i d  be a Fieslbie c a n t r a c T  
~ : t h  x n ~ c h  3PCC). would. hlre a pr:vate transporters as a transpor- 
ter of ;?.st resort, r n  cases xhere the DPCCN fleet 1s unavarl- 
a b f ~ .  Judglng from the conversatro~s held ulth pr:vate trans- 
porrers, :fie nos: attractlye type of contract wouiu be the frsea 

u Inclusion of i n c e n t i v e s  to purchase new spare 
nex  t r ~ c k s  ;n  the contract. 

parts or 

n Paymen: of the going market rates. 

2 Fayment ; n  hard currency for servrces rendered. 

2. Tncresse c h e  Supply of  Spare Fasts 

Zn order to increase the utlirzation rates of the exxsting 
s u p p l y  of the prrvace sector fleet, ~t ulkl be essential ta 
rmprox.e the avaiiabiiity of spare p a r t s  ts prrvate transporters., 
S c m s  aptlons for dolng so ~nclude: 

s 3eve:c~ a commod:ty Import program sirnrlar to A . T . 5 , ' s  
C I ?  i h r o ~ g h  u h ; c h  part;clpacinq rracsporrers =ctild have 
a z z e s s  t~ a speclflec amount of spare parts. 

o Increas? sGpport for the rehabllrtation programs cusren?-  
I y  funded b y  t h e  C e r m a n s  and/or u o r k  with the German 
development agency te lnclude 1~ their rehabilltation 
program a p r a j e c t  for delivering spare parts to tnose 
transporters t h a t  part-iclpate ; n  Eccd reilef transpar-a::c:. 
hu t  are not part of the eslstlng rehabiiitation program, 

o U s e  t h e  DPCCL u a r e h o u s e  a n d  spare parts EaciLitres f z r  
stocking and dlstrl~uting spare parcs ts pr~vate i r a n s p > r r -  
ers. 

3 .  Increase the Supply of Vehicles - to the Private Sector 

As mentioned in Annex E, the largest constraint to private 
sector growth and contracting is the limited supply of neG 
trucks, Both in the short-term and long-term there is an over- 
whelming demand by private transporters to buy new or used 
+ - F . . - l - #  ,,ha. There are varlous proposals for increasing the avails- 
bility of either new or used vehicles including: 



o Selling-off part of the existing DPCCN fleet lperha 
those trucks t h a t  a re  4 years o r  older) G n t h o u t  replennshan 
the remaining fleet. 

o Selling-off part of the existing DPCCN fleet, ~ k i l e  
replenishing the fleet u i t h  nex, smaller, four-wheel drive 
vehicles. 

i l ~ v e l o p r n g  a CIFirmport p r o g r a n  f a r  the sale of Re& 

t r u c k s  to partrclp~ting private transporters. 

o Estatllshment of a prrvate ieaslng company ~hiek. ~ o u : ~  
i e s e l o p  a lease-purchase program fcr the prlvate transports- 
: ~ z n  sector. 

1 .  lnltlate arid Support Polley Reform 1nitratlt.e~ ~n the 
T ,ransportation Sector 

Concerning some of the ongoing longer term Issues, A.Z.D., 
and other donors, r~ conjunctron w l t h  the current IYF/Worl.d Bank 
~.nlt:at:-:es, could begrn to cork urth the Government In es- 
tabirsh~ng appropriate transportation polrcles, gnrticularhy with 
regard ta establrshing appropriate t a r a f f  structure and re 
the amouar of adrn~nistrative control 0%-er  private transporters. 

4 . 2 3  lie? Tssues Asscclated grth Selecting and Inplement i l sz  
r , , ,e h Optro~s. I n  decldrng w h r c h  of the options p r e s e n t e d  In 

'I - *-, section t . Z r L  IS most appropriate, there are four nmpsrkant 
q > e s : ~ ~ c s  that need to be addressed: 1 %  who shoula be the 
p r l n a r y  t a r g e r  g r o u p ;  1:: where s h o u l d  the program 'De t a r g e t e d ;  
:L! what s h o u l d  the speclflc ccntraetual agreements be [regard- 

+ . .  rng L : a o l ~ ~ . t , y ,  period of commitrnen'r, etc.1; and i ~ )  how a ~ u c h ,  h c ~ ;  
s s c n  and to w h a t  e s z e n t  should A . 1 . D .  support a prlvatlzation 
p r o g r a m "  

" .  
Insight on the flrst ct-a questrons are Sased psrmar:,y 3~ 

rnfaraazlo~ gathered from the freld :neervieKs. Regarding t h e  
t h ~ r d ,  I: cas not poss~ble for the Team, g i v e n  the sccpe a ~ d  
arnounr of tlme allocated tz t h e  evaluation effort, t3 b e g ~ n  
negotratlng speciflc conr.ractual agreements with p r ~ v a t e  transpc- 
rters. Therefore, comments on that :ssue are limited prnmarr;:: 
to general issues that wli4 h a v e  to be addressed. finaiiy, r n  3r.  

e f f a r t  to make the last issue more tangible, two tables are 
presented in section 4.2.4 ~ h i e h  offer financrng scenarios f c r  
several potential Phase 1 (first year) and Phase 2 {second yeari 
o p t i o n s ,  It is hoped that I n  this way, policy makers x iP1  
understand both the financial impiicatrons and effect that any  
limited privatizatron program uould have on the transpert of 
relief food. 



key issue is deciding on which people shsul @nCQUma@edJ 

to participate in t h e  program. For example, s h o u l d  t h e  pro  
be darected t ~ w a r d s  large transporters, small srngie-truck opera- 
tors, and/or food uhofesalers and traders loca ted  ~n the interac; 
o f  the c o u n t r y "  One schooi of  thought 1s t h a t  in o r d e r  ?ti 

promcce the distrlburlan of csmmercrai food, t h e  rntermr 
"a~mezanlstas" need trucks to ' * p u i l W  the goods I n t o  t h e  need:: 
r C t e r l o r  districts. Others belleve t h a t  the g r o ~ t n  of smail 
operators, a n d  in some cases, the encouragement cf ne= entr;mr 
l ~ t c  the transportatron sector are n e e d e d .  

Judging from the sample gf rnterviecs conducted, L C  appea rs  
that the m ~ s t  suitable target g r o u p ,  at least f o r  t h e  s h ~ r ~ a  
medium-term (up to tuo-three years), would be t h e  large t s a n s -  
porters urth three or more trucks. Farst, this g r o u p  ncre than 
the small truck ~ p e r a t o r s ,  exhibite t h e  largest  demand for nen 
k e h l c l e s .  k ' h l i e  many of  t h e  small operators thought rt uould be a 
"gsad" idea to have a new truck, zhe larger transgo t43I.s seemefA 
t o  have pre-determrned trucklng strategies for ~ h r e  
intended to utilize the new trucks. Speerfkcallg, a couple sf 
+ ,,ansporters ,- uanted to penetrate the international trucking 
narket [Swaziland a n d  Zimbabue~ w h i l e  o t h e r s  merely xlshed ta 
~ncrease therr esrsclng commereral c a r g o  c l i e n t  base- 

??elated to t h e  lssue of' demand f 9 r  nec t r u e k s  ns t h e  geRera -  
cacab: l i  t y  of tne l a rge r  transporters tc fuff;?P Z ~ E  oS:1gat:ans- 
-both contractual and flnanciai--that ~ . - a ~ ; i d  be part of any 
p r l v a r l z a t r o c  e f f o r t s .  Entering a S l x e d  e o n t r a c t  requrres rnar  s 
t r a n s p o r t . e r  be a j i e  tc canslstent i y  d,eliver a s e r i . r c e .  Oba-:s;s.- 
L J - ,  tne l a rge r  the fleet t h e  g r e a t e r  t h e  iikefahsod r ~ a t  ... c n e  a1 + 

be able to overcome any anexpected v e h ~ c l e  dotat1me* tTc-efi  BC:IP 

xpcrtsnt, hoxe-r-er, rs the larger transporters' h ~ g h e r  cash C l r , ~ . .  
khen small truckers u e r e  told h o ~  much a neu ~s used tru2i-i x a u *  , ~2 

cost, many merely laughed and cons~dered t h e  prlce CL' 5e  roc; - .. h ~ g h .  k n i i e  some of the larger transporters eisc c a n s r c ? e r e l z  S C T ~  

of r r .e prlces sf nec t s z c k s  to be t ~ c  h i g h ,  t h e r e  L e r e  nartl- :ns- 
had a; r e a d -  b n ~ ~ ~ h t  zsed :rucks and b o r r o ~ e d  s r g n  L f :crar,t: SEG SF, t 3 
of money 1 3 ;  miiilon Y t  : for rehabilitatnng trucks. 

The past experlenze o f  many transporters r n  serT;r-.:nq a I c s z ,  
suggests t h a t  they could dc so again. in far:, several of t h e  
transporters appeared c;rlling to purchase a used-Eruek e v e n  
without a loan. Judglng From the esti vehicle o p e r a t i n  
c o s t s  presented In Annex F, it is unPikel5- t a& under The cus ren :  
tariff structure, a single-truck operator could service a 3 5  
millio:, ;:ft 1 loan. T h e  large transporters, on the s t h e r  hand, 
~ o u l d  be able to take the profits garnered fro 
trucks (charging market rates ~ h i e h  are 25 to 100 e r c e n t  a$ox*@ 
the official tariff) to service any debt incurred 'by p r t i c i p t -  
ing in the privatization program. 



~ i i )  Ceaasa~hie Targets 

The ;amposrt:on of the transportatnon m a r k e t  and transport 
r o ~ t e s  suggests TKO possible privatnzatl~c s t r a t s g l e s .  One 
strategy w ~ u l d  be ro foczs on those large t r u c k e r s  t h a t  nave t h e  
resoGrces rmalntenance faciiitirs, Trucks, financial c a p  
to b e g r n  transport;ng r e l i e f  goods a l o n g  the long-haul routes. 
U n d e r  th;s s t r a t e g y ,  neither the DFCGX nor the donor cornmunit)- 
w a u l d  h a v e  to provide a significanz amount ~f assistance during 
the :nrt:ai stages. Further, thls strategy ~ o u l b  a l i o ~  ESU$CXRE 
to focus on contractin out distribution along the uell-tsavehe~ 
~ n t e r - p r c ~ . l n c l a i  r o G t e s ,  r h e r e b y  f reerng u p  the DPCCS f leee for 
t9e  pr~cincrai-drstrict routes. 

X second s t r a t e g y  ~ o u l d  seek tc selreve t he  canstrarnt o ~ .  
rhe rransportarian of goods at t h e  d r s t s ~ c ~  level. The u b j e c -  
::I-es x o u i d  ke to contact and prokide assistance ro t h o s e  s l r .gh+--  
truck o p e r a t a r s  t h a t  already opera te  i n  t h o s e  a reas .  C t s r e n  tee 
road candlt~sns and seccrity s i t u a t x ~ n  in ~ h e s e  areas, h o ~ e v e r ,  

" - 
along xlth financial resources of the es1st:ng a?as., ~ r u c k e r s .  
s u c h  a plan of actlcn would probabiv reqdxre a greater esger:b:- 
t u r e  ~f r e s G u r t e s  and  techriica? assistance 5)- -4.1. C .  

C f  t h e  t x o  s t r a t e g : e s ,  t h e  former appears x z  h a \ - e  rile 

greatest lrkellhood af success c v e r  t h e  nest T K O  y e a r s .  
" 
*: 2AS 

iieee in ckss? u u u i d  9110k t h e  DPCfS to beglc ccnzentrazing its $ '  

a r e a s  where thc distrlbuZion a f  f c o d  h a s  been t 2e  mosz uncerra; :~ 
and expensive. W h i l e  t h e  ob;ecri~e a f  assisting t h e  smaller . . 
t r a n s p o r t e r s  is isudable, rt i s  f e l t  that s u c h  a oksjecti7;e slryc4,; 

be implemented a f t e r  prlot e f f o r t s  w;th pr~vatlzatisn a r e  t e s + - e i  
on a ~ i t h  t h e  Larger transporters. 

ii;S Contracting Yodies 

In developing a contracting s y s t e m  far utilizing t h e  psin-*ar:le 
transp?rters, the LSLICARE will h a v e  to negstlaxe xitk t h e  
t r ~ c k e r s  on numerous points including, b u t  not liaited LO; t h e  



length of service, the type of incentrves that will e included, 
t h e  extent to which the trucker will be held f iabke for dama 
any foads and the specific payment schedule ( 1 . e .  how soon s f t e r  
a s e r v i c e  i s  contracted will the transporter be paid, will the 
payments be tied to t h e  purchase of a neu truck, etc.d. 

4 p c t e - t  :a: pr2blem c o u l C  be ; n  malntainlng a ion$-term 
:rrnc_lnr kt) t h e  t r s n s p o r  : - - s .  F c r  example,  if s f t e r  a year  
1c;paring r n  the p r o g r a m  the t r a r - i s p o r t e r  f i n a l l y  as a b l e  t s  
hase new s p a r e  p a r t s  and or a n e ~ ;  v e h r c l e ,  r t  r s  possiblle 
he ~ 1 1 1  Gant t o  s t o p  t r a n s p o r t l a g  a n y  o re  relief goods. 
attrltlon c o u l d  be a p r o b l e m  s:n@e there are 

f l f ~ e e n  : r a n s p o r t e r s  identified r n  t h e  uaputa and 
Thar appear capable of c a r r y i n g  o u t  the long-haul business. 
Somehob t h e  L S L J C A R E  must estabi~sk enough incentnves for a 
period of tine [preferably at leas tuo years1 that %auld a l i o ~  
then tc r n a l n t a l n  the sertlces of t e large transporters* After a 
zouple of years, it may then be possible to begin diversifying b~ 
f o c u s l r i g  a n  t h e  port-warehouse o p e r a t o r s  and/or t r y i n  to develop 
new a p e r a t i ? r s  i e . g ,  establrsh an rncen t i - ine  f o r  a c u r r e n t  DP'CCN 
driver t 3  p ~ r e h a s e  a truck) . 

4 . 2 + 1  flnanciaf Scope of Privat~zatlon Options. Relatea to 
t h e  other Issues, a re  t h e  q u e s ~ : ~ n s  of te what extent, for h o ~  
Icng, and u l t h  h o w  much fundlng xii; be r e q u i r e d .  T P S  E J - ~ P u ~ -  
t ;or. r s  1 ; r l n a r ; l y  lntended to p r o \  l b e  t h e  conceptual framehark 
+ --. ,L,st:";ng , . > -  tne prlvat~zailoc af any sf DPCCS's aczsvitles 2 s  

. - 
h e - ,  3s tcl r6en:lf:- the key issues associated t ;r t l :  a ;.asie"t:- c: 
;r:; 3.t 3 =a: 1 J~ or ; .~ : c :n s .  G i x - e n  ;;me a ~ d  ~r,her .;orkiroad con- 
s t r z l n t s .  ;:  as n c r  posslbie t :~  betrli esacri:- w h a t  2ercenrage 
zf 2PCCA"s  ac::vl:les and uha: f s n d l ~ g  zarge's s h o u i d  be se: 6 ~ r  
Z ;,,.iirr , . +  ~ ; r : - k - a ~ : z a t l o n  a c t ; - . i t i e s .  These decisions ulcimaseiy 

b 5 p e n d  an ?FCC% and the donor  c r r n ~ u n n r y  coamlzments tc z h e  
e ; C  - - 3r:s. 

1- 2 r 2 t r  1s assls: t h e s e  declslac-nakers, a series af 
h w - f  . - f a r  a f:rst L K G  :-ear perlck al3ng ~ ~ t h :  f ~ r e r a s c e d  

- .  - - -  
si?ex--~;tcres and rrnpaet a r e  p r e s e ~ z e d  rr' TaSLes - *  and i3. , a s _ - ~  . ,-, p r e s e n z s  key assamptlons conrer~lng t h e  ~?u4'3er of transp06;"""11~~ 
a n d  e s ~ l n a t e d  tons ZJ be transpcrted, and :o:al escima~ed p r o g r s r  

'3- - 1  2 3 5 ~  ( r n  metrearsf. tazle : E  t c e n  p r e s e n t s  t n e  ~ m p s c b  that e a c h  
cption wsufd have ;n Lerrns ct t o ~ a i  d o l l a r  espenBrtures r e q u r r e 2 ,  
~nrrease in the stock of prlvate transpcrtat~on vehicles, 
percentage of cornrnodlties shipped b>- the prsvate sector, and 
overall decrease in the amount of hard currency funding that 
OFD-A, FFP or AFR would have to provide. With regard to the 
estimated GslPar expenditures, two scenarios are presented. T h e  
f i r s t  assumes t h a t  t h e  DPCCS  ill agree to s e l l - o f f  some of its 
~ i d e r  vehicles to the private s e c t o r .  The second scenario 
estimates the costs associsted a;th the donor community es- 



tablishing a truck-purchase program lin place of t h e  DPCCS "sePP- 
off" option). 

For all of the options presented, it is assumed that 
an lnitlal t ~ o  3-ear period a p ~ i o t  privatization program ~ s u l d  
a c c o m p l ~ s h  the folLox;ng cbjectrves: a )  develop DPCCS experkenee 
~n ~ a r k r n g  w r t h  the pravate transportatrsn sector, bj begrc C ?  

relieve t h e  two prlnczpa; cons~rarnts faclng the private t r a n s -  
porters--lack of spare parts and t r c c k s  and, cj transfer a 
sipnlficant percentage of t h e  DPCCS azln lxne t~ansportatrrn cf 
r e l i e f  goods to the Frlvate sector. In line ~ i t h  these objec- 
t r x e s ,  l t  is that t h e  program ~ 0 3 i d  be consist of tuo phases :r 
two y e a r s : .  3uring t 5 e  flrsz year the scope c f  the program ~ 9 ~ 1 5  
be aodest a n d  f o c u s  d e v e i o p r n g  contractual agreements and 
s p p r o p r l s t e  ~ n c e n t  i s  rs  i objective " a "  ab~oce 1 for those large 
t r a n s p , > r t e r s  located ~n the Yaputo and Chimolo-Beira areas. 
v-. iiuring :he second year, the program ~ o u l d  focus on achieving .. .. 
objectrve "b" and 2 b~ distributing a greater number of x r ~ c k s  
2 v . -  ,,,, s p s r e  parts t~ t h e  private transportation sector. 

F2r b o t k  year 1 and year 2, there are three s c e n ~ r l o s  
?resented that correspond to l a x ,  medium and high Levels  of 
investment and potentla1 Lmpact. Option ( A )  assumes that private 
transporters could be attracted t o  t h e  program w i t h  a g u a r a n t e e d  
f;sed :?ontrac: .  Optron 9) and ( C , ,  on the other hand, assume 
that the transporrers wouid requlre either access to s p a r e  p a r t s  - 
,~pcicr. 3 )  or n e x  : r u c k s  i3ptrons fl. ~lurlng yeas 1 ,  r t  is 
assurrted that approslnat~ly 5 transporter's could be ces.tracxe~. 
Ic the Yaputo areas those transporters that xoufd mDst Irkeiy 3e 
: n : e r e s t e d  rc part;:lpatlng wouici be Transporter Saiema C R l b i q u e ,  
- - 
kass;aa acd L s d r s n ~ c .  I n  t h e  Belra area, x h e  best candndares . . ;n;itz De Carrels rBelra: and Banoo {Chimoioi. Durlng t h l s  nnrrls, 
?base :t =auld be possible to exclude from the package a n y  n e k  
~ r - ~ c x  p u r c h a s e  i n c e n t i - ; e ,  since the existing stock of p r r v a t e  
s e ; ~ c r  \ ehleies c ~ o u l d  b e  suff ic:enr to : , ranspcrt  en,erpenrzr- f ?3izcc 

on 3 irrn::ed basis. 

T o e  IEK 3 p t x r :  '11, ~019;d c.cncentrate escl ias: t 'e iy zzr. 
. . - 

e s t a = ~ : s ! ~ l n g  fixed. ns : c * c e ~ t l s e  eo-:r~cts. i~ ~ h e s e  cz~~ra,:;. 
3 F C Z Z  u = > u i d  p robab ly  nave ts pay  T ~ E  aarket race i 2 5 - l G k :  ;~ercec: 
above t h e  o f f l c l a l  taslff:. I 2  c r z e r  cc; a \ C b l n  ,A, pa:.-lng ~ n e s e  
rates, options ; B )  and i;' ;nc ldde  a spare p a r z s  and,ar n e ~  :r;:- 
purchase ineentlve scheme. Z f  t h e  transporters L e r e  given access 
to spare parts (assk:ned C . 5 . S  : 5 , Q 3 0  per trucizer ~ a a  cs tion 
new trucks (aszi-lme 1 S !3C,C;(30 per t r u c k  In option C 1  t h e  total 
cost of the lnitial phase of the program uould be b e t ~ e e n  $ 
1 5 0 , C O C  and $ 6 0 0 , 0 @ 0 ,  depending on h e t h e r  the sale of trucks 
 ere done t h r o u g h  the Z P C C S  ( S  150,  0 0 )  or a donqr s u ~ ~ o r = d  
truck purchase program $ 5  600,0001. In t e r m s  of i 
t h r e e  scenarios uould  s e e k  t o  t r a n s p o r t  approximately 10 percent 
of the total tonnage of ernergencv food forecasted. As a resuit 
of csntra~tiag o u t  to private transporters, it is estimated that 



the hard currency funding by OFDA and FFP would decrease by about 
$ 132,000, primerjly due to savings accrued from not Raving to 
operate DPCCN vehicles along the routes contracted. 

During the second year, the goal of the program would be to 
lncrease its scope. With this I n  mind, it is assumed that the 
eslstrng fleet of prlvate vehicles =ill have to be ~neressed In 
order to avold displacing t h e  commercial sector. Addrtionaiiy, 
it 1s felt that a spare parts program skould be included as self. 
The l o w  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 3 360,000 (DPCCS sell- 
off prcgram) or 5 830,000 ( d o n o r  t r u c k  purchase program). This 
optron would result in a llttie less than 20 percent of t h e  
emergency f o o d s  being distributed by the private sector. The 
medium option would be to triple the number of transporters (to 
fifteen), ~ h i c h  would cast either $ 540,000 {DPCCN sell-off 
optronf or about $ 1.3 rnrilion (truck pu,rchase program) and 
lncsease the share of prrvate transporters in the distribution of 
relief goods to abous 30 percent. Finally, a high growth optnon 
would be to increase the size of the private transportation f S e e ~  
by  thirty vehicles. In theory, such a program could result in 
about 5 0  percent of the relief goods being distributed by the 
prlvate sector. Such a plan, however, wloufd probablx involve 
e x p a n d i n g  the program t o  four or five provinces, and aay be 
iimited by the number of p r z v a t e  transpo~rters i n  other provinces 
that are zapable of participatsng in a nec program. 

Of r h e  three options presented for ?-ear 1 ,  option $ C )  
apFears t 3  be the most deslrabie. F ~ r s t ,  it beglns t s  respana ta 
t n e  biggest constraint affect~ng t h e  gra~uth of the prlxWate 
transportation sector--availability of neu trucks, Second, ;t 1s 
e a s l e r  for donors to develop a neu truck purchase scheme rather 
than a  spare parts im?ort program. Yost ~f the private t r a n s p o r -  
tatlon fleet is fifteen tc t u e n t p  years old and consists of a 
variety of models, as such developing a spare parts program f 2 r  
s u e >  a heterogeneous fleet may be difficult to admin~ster. 
F:na!iy, option t C r  p r c v i d e s  the necessary incentives t h a t  wlil 
most likely zttract the greatest nuinber of transporters, ant3 
aiLcu t h e  LSU/CARE to avoid havlng to perhaps establich non- 
sanctroned, above-official-tariff priclng schemes, 

During the second year of implementation, the mosc achaev- 
able options are most Ilkely options t 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 
intervieus), it is highly unlikely that the transporters P n r e s -  
v i e ~ e d  could handle the high debt oad associated xith such 
groxth. Therefore, option ( C )  would require distributing t k i r ~ y  
trucks among transporters in provinces outside of Yaputo and 
S o f a l a .  Such an expansion, however, could r - rn  the risk of 
p l a c r n g  too much administrative burden on the pastieipatin 



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 (Yaputo, Sofala and Xanical- 
Both 3ptions7(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 
sectgr to 20-30 percent. In terms of budgetary impact, the range 
of espendltures bet~een options { A )  and ( B )  ~ o u l d  be between S 
358,000 and 9 340,000 (DPCCS sell-off option, or S 800,000 and 5 
1,13C,000 (truck purchase program). These overall hard currenc5- 
rnvestrnents would decrease OFDA/FFPts specific hard currency 
outlay for operating expenses by S 260,000 to 5 390,000. 

For all the optlons presented it xouid be preferable to tr:; 
tc rncrease the avaiiabrirty of trucks by selling off some of the 
older DPCCS fleet. Such a strategy would a l f o ~  the DPCCS to 
either reduce izs overall scope of operational activities or 
ailox rt to replace these vehicles x i x h  smalier vehicles more 
s~ltnble for back country transport, It also ~ o u l d  l i m i t  the 
amount of investment required by the private transporters and t h s  
donor community. If thls option is not possibie, then A.I.D. 
should either consider lobbying t h e  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 
~ i t h  z h e  L S L / C X R E  should zzrEfuiiy monitor the initial phases of 
a 7rlvatizatron program. A t  some iater stage (year 3 1 ,  it may be 
p o s s l b i e  to expand the scope of the program to cover small sne- 
truck operators and/or neu entrnes (perhaps ex-CPCCN truck 
d r z v e r s )  into the program. Before such objectives are pursued, 
h 3 ~ e ~ e r :  I: x;li be important to evaluate L C ~  prex-~DUS p h z s e s "  
: rack record regarding actuai percentage of food distributed b:- 
the prrvate secsor, actual costs invested by the donors, defaults 
sn any loans, transpcrters ability to fulfill a contract, and the 
contrnued availability of credit,fuei, and other materials : ~ : r e s  
and batteries). Sefore expanding the scope of the privatxzaricr 
program, both .A.i.3. and the LSUJCXRE should analvze and rerrek 
the traie-offs between developing greater efficrencies ~ r ,  t5e 
drstr~butron cf reilef food and rellel.-;ng the constraints 
zxrrently affecting the prrvate transportation sector. In eke 
optlons presented for :he first tuo years, these tw2 goals s r e  
considered to be congruent. B y  the end of year 2 or year 3 ,  
however, the objectives and deslgn of the psi\-atlzation program 
may have to be reformulated to address possible shlfts in the 
needs of the private transporters and goals of -4.I.D. a n d t o r  t h e  
LSU/CARE. 







4.3 Hard Currency Fundin2 

Over the past four years, A.I.D. has provided close to U.S. 
S 10 million for the development and expansion of the L S U / C A  
F o r  FT 1989 X . I . D .  is being asked for an additional 3 2.26 
m ; i l l o n .  I n  the face of future fundrng cuts, however, A4'1.5. 
~ a ~ i d  l ~ k e  to cgnsider substrtuting local currency funas Ear nand 
c~rrenlzy espeadltures. Tho optlons proposed In the Z~alu~atrrJn 
team's statement of u a r k  are zhe establishment of co-l:nancrng 
arrangements wrth the GPRY or other donor organizatrons, and/or 
the use of exrsting loca: currencles generated by other A . I . D .  
programs. 

Concernrng t h e  first point, it appears that CARE is airgad:; 
beginning to a l v e r s i f y  rts fundlng sources. While rn Fl- 1988 
OFD.A/FFP w a s  asked to 2rovrde 65 percent of the total LSL/CXRE 
hudget, t h e  totai request for Fl- 1989 has dropped from S 3.0 . . rnxllac to $ 2.3 mllilon, or 5 5  percent of the totai funding 
reqcirea. Regarding t n e  second optlon, however, the use of locai 
currencles will require a srgnrfrcant change in GPRY policy. 
O ~ e r  the p a s t  f e ~  years, the C P R Y  has demanded that all expenses 
submitted by donor agenzres be paid in hard currency. In the 
absence of any immedla~e polley changes, the best option that 
uli? ailor; the LSL/CARE to begrn increasing its use of local 
ckrrencies w l l ?  be through the prlvatlzation program discussed I n  
sectron 1.2. In both Fl- 1988 and Fy 19189 it is anticzpated that 
a majorrty of A.I.2, hard  cu r rency  f u n d ~ l n g  will be spenr  an 
l e h i c l e  operstions and maintenance. If more of these  operati235 
& e r e  handled t y  r h e  p r l ~ a t e  sector, then it might be possible t -  
t.3:ain:sh OFDAIFFP's c u r r l t n :  h a r d  cbrreriz:; ailocatians. 

be lo^ 1s  a S r l e f  r e \ . l e x  sf the current constraints w h i c h  
; ; rn : t  t h e  L S L / C . A R E ' s  l eLwe;  of l o c a l  currency ewpendltures. This 
re . i l e r ,  1s t h e n  f ~ l l o k - e d  by  a summary [taken from sectrsr. 4 + 2 ;  cr. 
hsu a n d  to &ha: e x t e n t  a p r ~ . . - a t r z a : ; a ~  p r o g r a a  couii S e g r ~  - 2  
7 0 - -  ,--,ease the :e.-el a:̂  OFTt.-lr/FFF's kzrc c ~ r r e n i - ' ~  c ~ m r n : : m e n t s .  

4 . 3 . 1  Current Sltuarlon. O v e r  che past t u o  y e a r s ,  t n e  
a1 currency expendligres p r o t l d e d  by OFBA/FFF nave InciuGed a 
11 percentage of spare p a r t s ,  Local offrce supplies, loca; 
sehoXd sllouances, and some eiectrlcrty, water and telephone 

bllls. %hen all totaled, the amount of lccal 2urrenc:- esp3cdl-  
tares accounts for less than 3 percent of totai funding provided 
by OFDX 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 3 50,000 and are only required uhen some item is 
required on short notree. Otherwise, it is cheaper (by as much 
as 5 0  p e r c e n t )  f o r  the LSU/CARE to plan on purchasing the spare 
parts from overseas or from S~sziland. 



G P R 3  regulations and p o l i c y  make l t  very difficult two expend 
rn local meticals. The original contract betueen CARE and tne 
GPRY required that the GPRY provide housing, or that CARE be 
allowed t3 pay f o r  h o u s r n g  x i t h  local c u r r e n c y .  T ~ G  and a hat? 
y e a r s  a g o ,  h o u e v e r ,  t h e  G P R Y  r e q u l r e d  that ail expatriate, 
:n-lud:ng embassy personnel, p a y  r e n t  ~n hard c u r r e r , c y .  :ri ~ r s - r  . " 
? .  - -  s x p p : e m e n t  t h e  rncornes of  local staff, and thereB:; ; * X I : :  3:~:: 

t a r n o l e r ,  t h e  LSU/CXRE a!sc pays  a t h i r d  o f  t h e  local staff 
s a l a r i e s  ;n h a r d  currency. I n  genera:, the o v e r v a i u e c i  m e r : : a l 3  
has  c r e a t e d  a huge s h c r t a g e  o f  h a r d  currency. Consequen:ly, tne 
p u r c h a s e  o f  s p a r e  parts, f u e l ,  t;res and o t h e r  vehicle r e i a t e z  
9perst:ng costs 1s  geceraily dons ; n  d ~ l i a r s .  

4 l s a  complicating t k e  Sudgetlng of ioeal c 2 r r e n c F  expen?: -  
c u r e s  IS the lack of a zonslstenx and re21abPe b u d g e t s n g  prcces5  
and governnent f u n d s .  T h e  Evaiuatlon Team had not recerved a 
zopy of  t b e  2FCCh b u d g e t - - r e q u e s t e d  a: the begrnnlng of t h e  
Team's vrsiz--as sf the t i m e  of t h i s  d r a f t .  Supposedly, lasr 
y e a r  the budget f o r  i t s  frsca? year 1988 (equivalent to calendar 
Fear lY88: xas n o t  a p p r o v e d  by t h e  G P R Y  u n t i l  O c t o b e r .  Thls y e a r  
1 7  1 s  a l r e a d y  e x p e c t e d  t h a t  t h e  DPCCX budget will be signrfncenc- 
Iy anderfrnanced. In genera?, it IS O i f f l c u 1 - c  for t h e  LSU/C.&R% 
tg re1)- o n  t h e  CPRY to f u l f i l l  rts local currency commitments. 
R e g a r d i n g  f u t u r e  co-flnanelng arrangements, E L  uould be almost 
impossljle tc espec; :he GPRY to r n c r e s s e  rts funding an order ts 
fscliitate a d e c r e a s e  r n  CF3.AJfFFF f u n d a ~ g  cornm~zrnents ,  : i n l e s c ,  z s  
3 2  zptlcn l t  were ~c 2 r a w n  cpon Tlz;e P I  generaied fsnds. 

C - . e r  the f e ~  ?-ears ,  3FDA;FFP has allscaced nos5 cf :ts - .. %%ding toxards the salar~es 3f' t5e CARE s-arr and rke r ~ x i ~ ~ r g  r 
. - . . - t h e  trucking fleet. Czncerning the f:ss~ area, . -  I* 

possible to r e d u c e  hard currer,cy expe2b;:Gres xnless t h e  e k -  
patriates are replaced b>- ;oea: nstlonals. Iz :he sees-6 a r s 9 ,  
the lmpiementation ~ r "  a Fr:\a~lzat~on prcgrarn cocld a l l o r ;  1 3 t Q . ~  
and FFP to begin redbeing r heir hard c u r r e n c y  outlays b5- :C ~2 i 
9 e r e e n t  over t h e  nest tho years. AS f o r e c a s t e d  nE Table 11 :c 
s e c t i ~ n  4 . 2 ,  t h e  total hard currency savrngs generated by ~ 2 e  

program could be b e t ~ e e n  s 1 3 0 , 0 0 0  a n d  S 8 0 , 0 0 0  depending a n  :kc 
scope of p r i v a t i z a t i o n  a c t i v i t i e s .  

T h e  general assumption b e h i n d  this program is that as xctre 
of the distribution of  r e l i e f  goods is  contracted out to the 
private sector, t h e  associated operating expenditures for fuei, 



t i r e s ,  lubricants, staff, a n d  maintenance w i l l  p a s s  from t 
LSU/GARE t o  t h e  p r i v a t e  t r a n s p o r t e r .  F o r  example, if ZSC/ 
can manage to contract out PO percent of its c a r g o ,  then t 
budget f o r  v - e h i c l e  operating costs could be reduced b y  ,&ba 
130,000 ( y e a r  I g o a l ) .  During the second year, the pri~atmzatar~r. 
program c o u l d  possibly expand to cover 17 to 2 7  percent eapt:c=s 
.A and B l  o f  t o t a l  o p e r a t i o n s .  T h e s e  o p t r o  s could. r e d w e  
O F D ~ I F F P  c:*mrn: t m e n t ;  by as much as S 400,C 0 .  12 tr ie 30s: 
~:~:lrnist:c c s s e ,  r t  m:gkt ez.en be p o s s r b l e  to s a v e  u p  ts $ 

Q G i ) . O O C  b y  contracting 2ut 56 p e r c e n t  of the d l s t r ~ b u t ~ o n .  SLI-r. 
a scenario, h o u e v e r ,  1 s  c o n s ~ d e r e d  h i g h l y  u n l i k e l y  given t k e  
IlmrteJ s u p p l y  sf p r i v a t e  t r a n s p o r t e r s  who ~ s u l d  be a b l e  to 
p u r c h a s e  rrucks :n t h e  t a r g e t e d  prcvinces. 

b i h l l e  ail o f  the abox-e  scenarios could potentrally inx1re8s.i 
the expenditure of iocai c u r r e n c i e s ,  two caveats should bc k e p t  
;n  mlnd before l n l t l a t r n g  t h e  p r o p o s e d  privatizataon e f f o r t s .  
Flrsx, even tho~g!, t h e  OFDAJFFP may be able to r e d u c e  r t s  hard 
c u r ~ e n e y  c ~ r n m : t r n e n t s ,  :t :s possible that a prrvatizatron p r 2 g r s z j  
cholly s u p p o r ~ e d  b y  4 . I . D .  xouid result in a net increase in h a r 6  
c c r r e n c y  autlags b y  - 4 . I . D .  FGF e x a m p l e ,  r f  the DPCCS 1s reluc- 
tan? t o  s e i i  off a n y  o f  ~ t s  existing fleet, then A.I.D. might 
have to develop a ZIP : m p o r t  p r o g r a m  which c o u l d  c o s t  be tween  S 
4 4 4 , 0 0 0  a n d  $ 8 8 8 , 0 0 0  f o r  t h e  purchase of neu trucks. S e c o n d l > - ,  
evec ~f t h e  LSU/C.M?E is a b l e  t o  contract out r t s  main line 
d i s t r l b u t ~ o n  o f  r e l l e f  g o o d s ,  i t  map spend additional funds on 
d e v e i o p l n g  the d r s t r r c t - - t z - l o s a l n t y  dxstribution c h a n n e l s .  T r, . . 
both cases t h e n ,  1: w;:, be rmportant fcr A.I.D. t o  tr:- t c  

- m c u i t ~ v a t e  the s u p p o r t  o f  3 t h e r  d o n o r s .  In  this xag, t h e  r c ; r s  - .  
e::ker 1n:reas;ng t h e  ~ r - 1 ~ - a t e  s e c t o r  trucking fleet sr DPCC?.'s 
ss::rdary d i s ~ r l ~ ~ t : ~ > ~  : n a c z e i s  ~ 1 1 1  nc: become t ~ e  s c l ~  r e s 3 7 r -  
s l b ~ i : t p  of A . I . P .  

3 .+I F u t 7 ~ r e  R o l e  of  e h e  LSU 

, . 
is s t a t e d  ,n C h a p t e r  3 . : ,  :z 1 9 P 4 ,  t h e  3PCCh gas s sris,-,  

p o c r l y  3rgan:zed c e c t r a l  GPE?$ a g e n c y  Crying to cope x l t h  a 
drought and famlne e m e r g e n c y .  ;n I 9 8 8 ,  ~t 1 s  the kie? esecuti.2 
a g e n c y  o f  a muitr-tiered nuit:-~:i?lon do Par nazlcnal emergez - 

--, 
management structure ~nvclv:ng the 5at:onal Executi1.e - ~ r n m ~ s s r c r ,  
for the Emergency ICENE), the E m e r g e n c y  Operations Commixtee 

Am.-. - - 
! C O E f ,  Pr~vknzia? Energensy Comrnivsians iLrrf i n  , u  Provinces, 
and numerous s u b - c o m m r s s i o n s  and commi t t ee s .  T n a s  structure 1 s  
p r e s e n t e d  at Figure 2 at page 9 .  

As reflected at the bottom of the Figure, t h e  s t r u c t u r e  is 
concerned vith both "emergency activities in strict senseq" "and 
"emergency g e n e r a t e d  activities", defined as  re abilitation o f  
family life, r e i r r t e g r a t ~ o n  of population, r e c a n s t r u e t i a l n  of 
infrastructure, greventron, and devefspment. The line agencies 



outside of the structure carry out "normal" activities, includrng 
resettlement, reconstruction, prevention and development, It na 
stated GPR?¶ policy that should the present emergency wlnd down, 
CENE and COE would disappear and the DPCCN would focus more on 
rehabilitation in the m e d i u m  t e r m  and disaster preparedness and 
prevention in the long tera. In sum, 1t rs sell-defined bur x r k n  
some expected ambiguities g:=-er, t h e  s c a t e  c f  ?fozambrque's ..jccc,nfii,:~- 
and ~ n f  rastructure. 

t ~ f  surprise to the Evaiuat:cn Team, xhl lch  has se*b-:et;ed m a r ? :  
sgch ambrtlaus diagrams ~n other countrres only to dlscover : R a t  
f u n c t : ~ ~ s  &ere carried out qulte brffesently, t h l s  one seems ts 
functl~c w e l l  and approvrmateiy as indicated. CESE is v e r y  
actrve and x e i l  respected. The donor communley is an  partnersh;.@ 
L I  t h  t-ne GPR?? and eke COE meets regularly. In some provanees, 
3PCCN staff are doing double-duty crth CPE's. The instrtutlons 
io respond to the emergency, and to rehabriitatlon, are I n  pkaze 
and funct-cnrng. 

The L S C ,  formally renamed the Department of Operations of 
DPCC';, rs b ~ t  one prece of this structure. Kith reference to 
Annex f, the other three DPCCN departments are Administration and 
Finance ::neluding Trainrng); Projects, Information and Planning; 
and Audits and Supervision. -4 computer seetron is planned, 
serving al: departments. The reorganization Gas developed 
through the assistance of a consultant provided through Svedisk 
a;d as part of an overall institutianal assistance prsject t 6  
3 P C C N .  The Swedes a n d  U X I C E F  ha\-e c o r n m r t ~ e d  approxxmately L . S .  5 
3 I ?  . -  1988 -89  to essist i n  ;ts rmplemenLatror,. 

- ,515 s ~ r u s c u r e  X I S  o n l y  To-mill:*- izs?z:4ed d u r l ~ g  the Tesz.5 
\ - i s ; ?  an3 some are skeptical : .hat  certain sections u i l h  remain 
unstaffed. Team lntervieus rnd~zated, hoxever, that e h e  GPR?; 
Selleves i t  useful and cants to make it fully functional. Ti1 e -,. ,eaa believes t h e  str~cture generally sound and encaLiragies 1:s 
;%piementa?non. As this process occsss, it has a n u m a e r  of 
~ r n p l i c a t x o n s  far the LSP and for C.4RE. 

- r ;n the face  of the wrdespread and uncrganized ezergency  ,,. 
1984 ,  t h e  drastic state cf the nacroeconam~c envls9nnent, 222 t - -  

then unorganized and m u c h  smaller d o n o r  response, t h e  LSC ---as 
established as a verclcaliy : n t e g r a t e d  disaster r e i ~ e f  ope rat:^^. 

It covered "Logistic Support" in the broadest sense, including 
undertaking needs assessment, developing baseline rnf~rmation z n  
provinces, making contacts uith donors, and a host of other 
activities that are n o t  generally considered logistics. Given 
the unreliable nature of rail and sea t r a n s p o r t  it s h s c  built ur 
its transport section to operate what is now t h e  largest f l e e t  :M 

Yozamblque (the parastatal Camionagem has less than 1 
eles). Observers from the 1985-86 period suggest that in teras 

I' of emergency relief it xas '"the only game in sown. 



Simply stated, it is now time for the L S V  to pursue more 
"horizontal" integration in a number of areas. 3aintainin 
vertical stroclure was effective i~ the short-term, given 
but is increasingly inefficient and costly in the medium an 
longer-term context. If the DPCCS is to become a national 
emergency operations and dlsaster preparedness/preveqtisn agency 
that can be sustained over time, it must be able to xasimnze 
resources--both lnterna; and estersal--a~d avoid redundancies, 
Wrth the ;ncrea"se in G P R Y  s t r u c t u r e ,  t h e  reorganazatlo~ 0 5  the 
SPCCS,  and the cautlous confidence r n  the economy there now escs: 
some LSL actil.ities ~ h l c h  have potentla1 for costly duplication. 

As suggested ~n Chapter 3.2.3, rn ~ t s  "560" r c l e  CARE say 
x i s 5  to consider prcvldlng assrstanee t3 rhe new Department of 
Projects, Inforrnail3r-i and Plannrng from the L S L ' s  exlstrng 
Tnfornatior, Section and possi'oly, -for end-use monrtosing, to t he  
Department of 4udlts and Supervision from ~ t s  Commodlt:; Sec",rcrlz. 
If C.4RE is not interested sn pursurng these actavities itself, L C  
should certainly help the GPRY avarc redundanenes. Fz t h e  case 
of the Infcrmation Section, rt should actrvely encourage the 
t - r a n s f e r  ~f its tralned Yozambicac staff to the new Department 
and phase out the LSL Informatron Section. In the case of e n d -  
use monltcrlng, i t  shocld asslst r n  def:~Fng DPCCS needs and 
possrbiy in trarnlng s t a f f  In the Y P G  system. 

' 1  3 "  .As s u g g e s t e d  ~n C h n ? t e r s  -I.,.,, T . L  and 4 . 3 ,  there alsc 
errs: s nxnber cf says t ;  reduce cosr  a d  increase effrc~en-r~s 
of r r a r i s p o r t  operatiens. Thrs is  an apprc~r:s:e area cf i3<:,5 

for a more "streamlined'XiSf interested 1~~ ~romotrng averail 
2 P C C S  development and sus~alnabz,itp s;-er t r r n e .  The ~3zrease3 
use of other modes of trans~art s n b  the actrve encouragement ;i 
private sector truck contracts ~ h r o u g h  one of - the options 
described in Chapter 4 .2  a r e  t ~ o  k e y  sress. ;rnproved cost 
accounting and utilization of the e s s s t x g  fleet is anoche r .  
This will be garticulari:; important in the medium t e r m ,  as 
c o m p e t ~ n g  needs for support to rehabrli~ation make clal,s sn xl rAf  
fleet. In the very ? o ~ g  term, LSC ~ o u l d  t eoreticalk~ be a 
small unit, ~ i t h  carehoused trucks, blankets and other femergenlry 
supplies on hand to take t he  lead in emerger~ey responses t h a t  
w o u l d  drau on o t h e r  parts of 201-esnrnent %nd the private sector. 



4 . 5  Program Phase Over 

The Evaluation Team's Scope of Work ~ncluded a re 
f o r  the Team to '*...reevaluate, at t h r s  trme, t h e  extent and  
c h a r a c t e r  o f  further A.X.D. partrcrpatron ;n the evolution cf "he 
L S L .  " C h a p t e r s  3 . :  t h r o u q k d  4 . 4  abcve rnc:ude n u m e r o u s  sugges- 
txons 5 0 t h  f o r  ;~m;tifig anc l  rnzreasrng fund:fig Bevels, sr r n  s ~ w -  
cases s ~ - t r h l r ~ g  from OFD.4 c ~ r  FCP t~ ZIP sources. These sbgges- 
trons ?eeG t o  be revleced b y  A.I.3. against 2 u m e r o u s  eonpetrng 
demands oc f i i n d s  u n k n o x n  tc? the T e a m  and dec:shons made accGr- 
d ~ n g l y .  

I t  rs clear, h o w e v e r ,  that t h e  GPRH cannor support t h e  LSt  
on i t s  z c r '  and t h a t  t h e  LSi-. cannot ye: operate uithout s u s t a t ~ e c  
espat r ; a t e  L ~ L  olq:ernent , p r e f e r a b l y  that of CARE. Recornmen 
are :nc:uded throughout this report and summarrzed in Chap 
u ~ t h  r ega rd  tc short-term i !  year), mediu~-term ( 2 - 3  gears) and 
l o n g e r  ~ e r z  sceRarlss with regard e a  ESU a e t i \ * i t i e s .  XEQhough 
-4.1.3. fand;ng r e p r e s f n t s  only approximately 5 P e r c e n t  of the 

audget, it is t h e  critical 5 0  C.1RE-managed p c r t  lcr, of the L S T r  
percent that c o v e r s  lnternarional staff salaries and supporr anii  
s sngnlficant p a s t ~ a c  of fuel and. spare p a r t s .  The Team secom- 
mends, subject to ccmpeting demands on OFGA funds, t h a t  OFDA plain 
yo c c n t ; n ~ e  1:s s t ~ p o r t  for the medlun term and ts reevaluate t h e  
s ~ t ~ a t l c n  at the ~ n d  ~f t ~ o  : .-ears in-e. A p r l L ,  1990)- Given t5e 

x . -  . 
i ~ C I L  i ~ ; e l s  c:^ mazy ?Iozamb;c;an staff and the s t a t e  (13 
i h e  i z s u r g e n c ; - ,  t h e  Team can Gnf~rtunately not offer a more 
sperlflc carget. 

Given the DPCCS reorganization, lt IS also reco Biefldet5 :ha: 
CARE perlodieally reevaluate expatriate staffing levels and 
locations and seek to reduce dependency on expatriates uhese 
feasible. The Team Gas not able to assess t h i s  on any o b j e c t r - b - E  
or videspread basis given time and trarei c o n s t r a i n t s ,  but areas 
f o r  decreasing expatrrate staff may arise and CARE sh**ld be 
prepared  to respond xo t h e s e  opportunities, ecreasing coverage  
In ~eli-functioning provinces, for example, 53- having one P t O  



cover t w o  provinces, shoul8 w m e  a reality in the next ~ O J O  

years. 

5.1 Short-Term Recomnendatrons 

1 .  S u b ~ e c t  to competing demands an BFDA funds, FDA should 
to continue ~ t s  s u p p o r t  to t h e  LSL and CARE for the mediu 
and to reevaluate the srtuation at t n e  end of two years 11s.e. 
A p r r i ,  i 9 9 0 1 .  T h e  new OFD.4 $rank should be based cn recommends-- 
tions for the short and medium term included herein and rwcLude 
- b - e r r r i a b l e  ~ndicstors of CARE'S performance level. OFDA, FFP a n a  
G.AR/Yzpu to  should monitor CARE'S  achrevernents through expLrcnth:: 
statlng in the grant  hat types of reporting are requkred. 

2 ,  A . I . D .  should support the "Pow cost-no cost"" option of havsr:g 
cooperating N G O k  and US agencies spot-check f c ~ d  distributaon nn 
lreu of the very high cost thorough end-use verification cptian. 
I t  should further ensure that NGO c o n s i g n 3 e s  of Title I I  ds not 
develop parallel or redundant systems t- that of DPCCN at the 
donor-t?-Pr~v~nze aca Provznce-to-Distrret level. T h e  focus of 
conslgRees s h o u l d  b e t  on end-use verhfication. 

2. C.4Rl?!aputo s h o u l d  ~ o r k  t h r a u g h  the COE to develop rmprovee 
"f strategies f 3 r  G?R?I needs assessment. ,, paraieular anseresr a r r  

cslterla for persons "affected'" and ' ~ i t h  income"' in terms at" 
A . I . D . ' s  contributions to both the f r e e  and commercialized food 
distsibutron systems. OFDA or FFP should be prepared to provnd+? 
fundlng for eonsuitsnt studies in this regard if o t h e r  dsnors  a .  
nst. A stud? of the c u r r e n t  process with recommendations f o r  
Improvement should be carrled out prior to or ~n conjunc:iow L L V .  

the proposed "Food Yanagement and Accountability .Assessmen: 
Survey ~f Free and Commercial Food Xld co Yozamb;que" as r r  rs 5 

r.,..; + - .-. ,,,bL,a, and cross-cutting problem 1c both sub-seczors .  

1. A.I.D. should s t r o n g l y  conslder fundlng a T r a n s p o r t  T a r i f f  
S t u d y  i n  o r d e r  to provide adequate rncentrves for private seefear 
trucking. The Tariff Study would recommend procedures  f o r  
establishing tariffs and provide the CPRY ~ i t h  u s e f u l  m e t  
for adjusting tariffs as the PRE continues. 

5. OFDA, FFP and OARlYaputo should carefully study the optrons 
for a privatization program proposed in Chapter 4.2 in order  to 
make food delivery more efficient and effective. OAR/Xaguto 
should carefully review the issues, particularly in terms of 
target group and target ares, in preparation for support to a 

1 2  
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d i s r z  
p r o v  
T h e  

ram nn t h e  medium t e r n .  OARl%aputs should also inztiaee 
tnsslon i n  t e GOE tsxards havrng some of t h e  plc ~ T I J C ~ B  

ided to p s l v a t e  sector  t r u c k e r s  as identxfied En 
DPCCK f l e e t  s h o u l d  n o t  be increased from its p r e s e n t  ievels, 

- . PPCCS,LSL should beg;n r s  rcgcrously report Posses on 
=onmodir:- novernecc both at t h e  purrs and throug inland ~ ~ a n s ~ ~  
polnzs, and develop a Loss  R e p o r t  i f  indicated. In this regarc, 
a n d  failawlng t h e  1985 Evaiuax;on recom e n d a t m ~ ,  X C C S  s h o d c  
coztract ~ - . ; t h  an i n * , e r n a t l s ; n a i i y  reputable e x - s h i ~  tackle s u r * . - l ~ y  
csnpany 5sr  a l l  zornmoblz;es  entering threugh major pDrts. - + - - 
s h c u l d  ~n add:t:o~ add code to r ~ s  s ~ a n d a r b  380 f c r m s  E; keg::. 
tc report on zcmmodrties s o l d  as cppssed  L O  freeir d ~ s e r ~ S z * e z .  

-. - - . a q ~  r e - c ~ : ? n d s  E Z  g r s ~ < r k ,  I" t,:tzi : F C C 5  EEee; srz*? ~ 2 ;  ,-. 4 = t h e  adcgtlon ~f r n e a s ~ r e s  nutlrced :.n i h a p t e r  + . & , 2  arnea 3 z  
~ncreaslzg tke  t r u c k  p r o d u c t  1 3 . - ~ % y  cf  ha: c u r r e n r l > -  exrs ts . 
L S L / C G ? E  s h o u l d  d e v t i o ~  e f f i c n e n e y  leveis based c n  ccsz r r s -  
; c r i e s ,  T L  - , , , s  - will req;~re :he Tra~sport Sec:non t z  %%:re r:g;r- 

- 7  ;hsj 5ect;sc ~ h 3 : ~ L . z  2 5 5  3tsl;- c2:iect 2 0 s ;  at::izat;3ri bats. " 
:J f u ~ c i ~ n  the C o o r d ~ n a t i a n  C X - ~ S L O Z  i.;t5 ZEIL C ~ S ~ S  3 ~ .  Y ' - Y ; : F  

ehleie G p e r a t ~ n g  C 2 s t s  , r e f .  Annes F . ,  ~ 3 z E ~ d : n g  cep-e:-ar:- . . . 
ts ezzbie ~mprs7.-ed p ; a n a ~ n g  and cu2ge;rng In :he f x r i r ~ .  



* + - ,1.- .,, , ~ , < 4 R E  showid :herough;:= study t h e  prlvatrzas~an opt:ci.nr; 
2;s-ussrd i n  C h a p t e r  4 . 2  and d~scuss them ulthln t n e  DPCCk and 
~ l t h  \ . I . 3 .  and o t h e r  C o n c r s .  It should be prepa red  t 3  1rnpl?mf?n+- 
one ~r sure of t h e  cprrons :f fundrng becomes avaxlabfe. 



1 3 .  DPCCN should actively implement t h e  new organization p i a n  
and s t a f f  positions whrch remain vacant.  The CPR3, possibly 
u i t h r n  the Council of %inisters, should consider standasldizin 
salary supplements paid under donor projects as staff per- 
quisites. 

1 1 .  T h e  DPCCY Projects, i n f  ornat icn a ~ n  Phannlng Departmen" 
s h o ~ l d  ande r t a l i e  a carefsl rel.:et; o f  a i l 1  formal d ~ n o r  sgreemon-5 
;I-. terms of reporting requirements and b e g r n  to nonor  those - - 
r e q u l a e r n e n t s .  It s h o u i d  coordinate development L: r s 8 r n % t s  
c i o s e : y  x:th the LSU/C.ARE C~ordination Division and the Computer 
Speclallst. LSL/C.ARE shoal6 prevnde information froa its data - 
s:.*stex as reqLlred t n  t h e  r r o j e e t s ,  fnformatlon and PBannrng 
2epartaent. 

* - - . C' . The LSK shocid nct e x p a n d  L n t c  nex sec to r s  of i n ~ o ? v e w n t  
e u r i n ;  ;388 b u t  s h o u i d  r e f o c u s  its efforts on making Phase : and 
2 of  he YFO function. I t  shouid set a t a rge t  of 9 5  percen t  
accountability f c r  Phase : and 50 pe rcen t  accountability for 
P h a s e  2 of 1988 commodltres. T h ~ s  ref~cussnng should consist 
priaarl;:; of increased t r a ~ n i n g  and superv~shan a& all levels. 

16. T!le DFCCS Director or h r s  designate should convene a 
of NGD's and LS a g e n c y  FersonneL ~ - 1 l . l i n g  to participate in t h e  
spot-check s y s t e m  proposed  in Chapter 4 . 1 .  Zf enough are 
~ l i i i n g ,  s t a n d a r d  seportrng f~rrns dsultable f o r  codlng in the LSC 
computer system1 should 3e de \ -e loped  a3d part~cipants trained E Z  

the:r use. The spox-chelk s ~ s ~ e m  s k o u ? ~  be impke m f , d  f a r  8 
mrnimum of 3 6 montn pilat period L O  see i f  data generated a r e  
u s e f ~ l  te b a n o r s  and planners. 



ARE management should review and revise a l l  CARE Intcrna- 
tronal in Mozambique position descriptions and standardize chase  
of t h e  PLO's. It zhould also monitor achievements of natnonal 
staff and be prepared to shift or withdraw expatriates x f  the 
opprrtunity arises, 

+ fi C.4WE should careiully cocsider provrding ass~stance t.:) "fitA 

FeparLnent sf P r c J e c t s ,  informatron a n d  Planning ~ r t h r n  t h e  
DPCCh. The external rnformation collection, csiiatron and  
d i ~ ~ e m l n a i l ~ ~  functions are more apprcpslate zo the broader  
crganszational needs than to loglstncs alone and CARE should he,; 
the DPCCS ak.old  potentraiLy G O S S ~ Y  redundancies. 

5 . 2  ?M-ll;rn Term ( 2 - 3  y e a r s )  

.-, , 
L , .  - 4 l i  concerned s~oGICI , I I O . - L O I '  t h e  progress  of the new D 
osganlzatl=n and of LSLJZXZE I n  achnevlng accountability ana 
training targets over time. A reassessment of roles and r e s p s n -  
sibliitres m a y  be  ~ndlcated, particularly K r t h  regard to end-use 
ver1f;catson. The LSL should contanue to focus e f f o r t s  on 
efflclency ~n comrnodltp d ~ s t r r b u t x o n  and transport t h r o u  
c ~ n t s n u ~ n g  staff trannrng and lmproved c o s t  aceountkng systems. 

- 
is; an emergency  r s s p 3 n s e  to a crisis situation t 

essenchcify four crit~eah functions p e r f o r  

o & s s e s s m e  of h e  t y ~ e  and magnitude @f needs of the 
beneficiaries, which m a y  involve a variety of Pife- 
s*-rs:ain;ng g ~ o ~ s  ! , f x ~ ~ d ,  c l o t h i n g ,  shelter) and/or more 



technical inputs (dam repair, air or water quality 
testing and n o n i t o * - i n g ,  etc.); 

o ~ s s u r i n g  availability of what is needed, 
uhthln the range of w h a t  is required; 

PLsnnrng and managrng t h e l o g r s t r c s  t o  d e l i v e r  t h e  
ceded and avaiiable goods/servnces through aecess~bke 

::2annels of dlstr;butron. 

Ydss t  of the emergency sltuatlons xlth s;hrch OFGA IS  ; n = ~ ; ~ . . - s ~ z  - ,. 
s r e  cf 6 5 - 3 0  days, and t h e s e  functions can 3e e r f o r m d  C ~ K -  
t ; v e l y  by short-term and ad hoc arrangements. ?lose recentl:+- 1: 
n a s  become rnvolved r n  longer-term emergencies slth no d 2 f i n e d  
resoluxlon, as 1s the case ~n Yozambique, within s u c h  cases, 
one adbrt~onal. functlan rs ~nvolved: 

Yonltorlng the sltuatlon in terms o f  changes in 
f a c t o r s  creatrng the ernergencj- or changes in condl~icws 
affecting the emergency. The results of the monitsssng 
are enalyzea I n  regard to z h e  other  f o u r  funcr~ons and 
nsi result :n changes r n  t h e r r  status. 

.. P " A s s u r i n g  a\ a i l a b ~ l ~ e b -  3 :  goods and s e r v i c e s  resum red rs ,.-,, 
gartlally controllable, uniess OFDA &ere sa a s s u ~ e  f u l i  respcn- 
shbility in s given case iuhich 1s unlikely for long ter 
sitgations). Thus OFD.4 and o t h e r s  rnvolved ~c asssrrng - '-8 bility must either themselves or t rough antermedlasses i . ~ . ~ . ~ .  
isslons, international fora, host e o u n t r x  committees, e t ~ . " ~ '  _ _ *  

e as flexible as posslbi and coordinate t~ assuse a? . -a r iabr , -  
ity uithin the range require A $ a ~ n ,  r n  a s h o r t - t e r  
the response would be towards the top of the ran EL a ?QWWF- 
t e r m  situation, the magnitude xi91 change--perha s frequently-- 
and flexlbi ity is requrred. 



become inaccessible overnight due to the insurgency. Or, as 
happens, ralns or floods may cut off a r e a s  f o r  a pesasd of tzne. 
E v e n  ~n a srtuation wlthout hostll~t;es or fioods, the vagaries 

sf varlous donf i r s  ;I.@. targeting food to specific areas ~ ~ t n  n; 
e x  combified ulth interRa?ional sh i iyp lng  schedu:cs t;r 
lack t h e r e o f )  render this v s r ~ a b i e  frequently more ~ n b e p e n d e n t  
than n o t .  

The functson o f  ~ i a r i n l n g  and managlng logistrcs t o  d e r - x  
ttJ.e.e-szoods is controllable but dependent on the f u n c ~ . i ~ n s  of n e e a ;  
assessinant, avarlabllrtg and accessibrlity as d e s c r i b e d  above. 
.Accept:ng that ava~iabiiity and accessibnlity can be only 
parilally c o r i t r o l l e d ,  the ~ G ~ ~ s E I C S  function becomes more 
dependent on needs assessment to operate effectively, The twc 
functrons require vastly different skills. 

An organ~zatron that 1s established to provide ioghstlcs 
services should h a v e  skzlls in t r a n s p o r t  and commodity piannkng, 
management and acczwntablilty, admlnnstration and finance, 
;aformation management and rnechanlca l  a n ~ d  infrastructure freids. 
.In ~rganlzatlon t h a ~  ls estabirshed ta u n d e r t a  e on-going needs 
assessmen+, aust be capable or" multi-sectcral information coBiec- 
ticn, co;ist~~r., rnterpretatio~ and dissemination. In a famlna 
s:~wstlan, z;hleh is the aosr =?,rnser=ls: type1 of  13118-term ssi-t-uat:sr, 
f o r  OFD.A, these skl1;s Include, kur are n o t  l i m i t e d  to, denogrs~- 
n;t  monltorlng arid :nterpre:at:on; natsixlonal susverLlacce; 

, rnf:rxstlan macagenent ;  acd agrocoa:?, z a ~ : r c e - c n c ~ : c  s ~ a l : . - s l  s ' 
n:kroicglcai and mereorolog~cal data collection and analysis -r .  
the case of drowghr-related smergencles. 

I n  t h e  absence sf a s y s t e m  ro p r o v i d e  adequate izlfs~rs~a:: ,:, 
or. the t y p e  and magnstude o h n e d s  cn s freq+2ent basis, r k e  
I c g ~ s t l c s  s~~szern uiii l i k e l 3 -  r e s p a n 3  r n  sxc xays.  First. - 1 - .  

attempt ts undertake s ~ m e  af the needs assessment itself, x n s - z p  - 
or n a t  LC has %he sklils to AG so. Based an self-aeknoxledge? . . generai plans, :t r ; i ,  tnen r i ; n ; ~ ~ z e  risk b~ eseablrshrn 

* .  
capacity to respond ZJ a ' ' ' u c r s t  : s s e '  srzenasi3, 1.e. 1: K : - ~  

Grgsnaze ts r e s p o n d  t~ the ;op of t h e  range of ceeds. C v e r  ;.E 

long t e r m ,  this approach Secsaes ~ncreasingly Biff~cukt and  ver!- 
c o s t l y  to sustain. 

If a system exists that d o e s  provide adequate infornat~on :r, 
the type and  magnitude of r ~ e e a s  over tiae, i t  ca assess proba- 
b i l i t l e s  of  the f r e q u e n c y  of different scales of  magnit 
establish a more precise range of needs. ased on t 
ities, the logistics function can  be organized tc re  
t h e  mid-range  ior probabilistic "mean'"l of t h e  needs spectrum+ 
For example, if t h e r ~  1s a 50 percent chance t h a t  t h e  nee 



given region will reach 50,000 tons and require 20 trucks and s 
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 1 1  
trucks. The costs associated with maintenance and management 
thus are reduced significantly and the response to the situation 
of greater magnitude len&,hened by a feu days. 

in piannlng its response to an emergency that is apt to be 
long-term, then, OFDA and other donors need to carefully consnder 
both controllable functions, i.e. logistics a& a system for a n -  
gorng needs assessment, ~f logrstics is to operate effectively 
and be sustainable over tlme t r e e ,  o7erat.e ~ i t h  some degree of 
e f f i c i e n c y  a s  u e P 1 1 .  It is likely that the types of skills 
required ~ o u i d  not be located in the same structure in a host 
gove rnmen t  l i a r  ~ r ,  the same type of technical assistance or$an:za- 
tion. For this sort of long-term response, OFDA must thus esther 
provide both types of assistance and/or coordinate closely ~ i t h  
other d o n o r s  and the host government to assure that both are  
provided . 

The final function, monitoring the situation over time, is 
controllable, and should be handled "on the ground" through the 
needs assessment system but also by CFDA, either by itself or 
through intermediaries (again, L . S .  Yission reporting, intesna- 
tionai fora, natlonal committeesf. A change in conditions 
affecting t h e  emergency will lead to changes in all other 
funct~ons. The monitoring must assure that needs are being 
adequateiy represented i l . e . ,  is the famine due to d r o u g h ~  or :c 
poorlv developed marketing channels) and t h a ~  logistics are 
respcndlng ts the changing needs. 

A s  the status of the only partially controifabfe var~akHes 
of availability and accessibrlity change, so t h e  funccio~s of 
needs assessment and logisti-s azso respond. The needs assess- 
men: may focus  more on agronomic data than on security, and 
logistics niay be able to begrn utklizing net-- resources ~r use 
r e s a u r c e s  that esist in neu Lays. The organ-zations casr5-rng c 7 ~ :  
the functions may not see  he posssb~lities For transition 
themselves, or may n o t  have the t l  e or resources to ~ndertake 
planning necessary to make the transl~ion. Over the L ~ n g  t e r m ,  
then, the monitoring system may need to serve r k e  csiticaf 
function of initiating such transitions. 

The emergency operations in Yazambique represent such a 
scenario. Given the slight upturn in t e econamy m d  p r o s p e c t s  
for a good harvest in many locations this year, the emergency 
management structure is beginning to move from a start up peslcci 
characterized by high growth (especially in terms sf lsgisticsi 
operati~ns) and emphasis on effectiveness to the longer t e r m  
emphasis of efficiently allocating donor and government resour- 
ces. The transition from emergency to recovery is thus beginn- 



ing. While the rapid development of a vertically integrated 
structure has enabled LSU/CARE to gain control in the one area rt 
can control, it should now adapt to other types of needs i f  
made are to be sustained. Beginning to "'horizontaEPy" integrate 
and ~n t h e  process stimulate the prlvate transport sector is a 
recommended start. Providing transport services for agricultural 
narketlng nay Gel1 be a second step. Because the needs assess-  
ment Eanctlon 1s not L e ~ n g  adequately carried out, however, t n l s  
rrans~tlon u:il require cecasrona? p u s h e s  from the outside. OFD.4 
and CG?i?!aputo, erther themselves or through intermediaries, need 
tc prov:de this push through c ioser  monrtoring of the environ- 
ment. 





SCOPE OF XO2K 
'1 . O B J E C T I V E  : 

A I D  will e v a l u a t e  t h e  acccnplishments a n i  r r o g r e s s  achieved 5" 
date in ( a 3  creating a logistics u z ~ t i c  the Eozarnblcan 
Disaster Relief Agency (3PCCN1, and ( S f  c 3 r r y l 2 q  out e m e r 9 ~ r . z ~  
relief activities, b o t h  of w h i c h  k a v e  3een finacced ucde r  t w o  
OFDA g r a n t s  to t h e  U.S.  voluntary a?ecc;J '~9.:. A c t i v i r i e s  
financed u n d e r  t h e s e  u r a n t s  a r e  Sc-k  ~nstiturior b u i P d i n g  and 
operatioral. T>us, t h i s  evalcati7n I s  t o  ( 1 )  r e v i e w  t k e  
crganizaticnal structure of t k e  eFergency logistics: support 
u ~ i t  1 L 5 3 )  o f  the DPCGN wkich has See:  created, apd ( 2 )  e x a n l ? ~  
the operational functions of tie 5: and its effectiveness iz 
c a r r y i n g  o d t  t h e s e  functions to achieq;e tar~eted relief A i b  
distribution goals. v - c e  CARE p r o g r a n  to be e v a l u a t e d  is u n d e r  
t h e  follawing t5ree g r a ~ t s :  

O F 3 A  AS?-000G-G-SS-4i08 
OFDA 9TR-m0500-G-SS-6063 
FFP  6 5 6 - 4 8 - 0 3 0 - 7 7 3 1  



sequent to the initiation of grant activities, bat:  
graphical area of C A R E ' S  assistacce activities a n 2  

the magnitude of t h e  relief o p e r a t i o n s  h a v e  increased - v drastically. For example, t > e  5S2 i.s ?ow peratin!? iz a l l  
provinces and has a vehicle f l e e t  o f  o n ~ e r  O 0  o ~ e r a g i ~ z a ;  
tructs and tractors. 

m 3. - he  initial acreement S e t x e e ~  C.4??2 a:? t k e  GPF??! ca2Pc5 
f o r  t h e  GPRM to assume respocsicility for t o W : a t i ~ ~ s  
of the LSU in four years, i . e . ,  apqxmimataLy October,  
1988. Xccordirgiy, A I D  ~ e l d s  ts r e e v a l u a t e ,  at t h i s  tine, 
; t  - & ;  ,, ,,.,s phase oeJer c g z c e p t  is sC:"l * * f a l i d ,  and, If f u r t k e r  
assist3nce is needed, determlze a n  appropriate s t r a t e g y  
f o r  provid~cg sack assistacce. A I D  was determized t h a ;  
t5e analysis shocld be done an  out5i2e c~ntractor 
selected to p r c v i d e  exaertis? ir i~stitction c u i i d i n g ;  
relief plar3ing nanagement ; corn mod it:^ 5andPizq and storage 
ra-aGenenL; co~modity logistics and tra~sport manaqement; 
a-5  truck fleet management. 3.23 believes that an outside 
contractor is neede2 to provided a level of expertise, 
oblectivity and an appropriate perspecti-~e needed f o r  
exaai2ing t5e implementation F r o q t e s s  ~ ~ d e r  t h e  g r a n t  
activities. 



Delivery O r d e r  No, 3 4  

(5) The technical assistance supplied by CARE. 

TASK I T .  Zxamine the r e l i e f  operations e x e c u t e d  b y  : y e  

L S U  and the effectiveness o f  these  Operations. 2 h i s  tc 
deterni~e the progress achieved t o  date Y CARE = a  
fulfilling its operational respcnsibilities as outlined ic 
the grant agreements to assist t h e  LSU carry out logistic 
operations to receive, handle, and deliver relief goods t n  
needy persons in t h e  target a r e a s .  Specifically, t h i s  
evaluatior s h a l l  examine the fgllowi2g areas :  

( A )  T h e  assessments  o f  t h e  requirements f o r ,  and t h e  
allocation of r e l i e f  goods, t r a n s p o r t  and support 
equipment, management per sonne l  and fizanciai r e s o u r c e s .  

( 3 )  Food cbmnodity aanaqement including call-forward 
planning: gor: c l e a r a c c e  and reception: and istr ibutian 
planting. 

( C 1  F o o d  commodity kan<iing, warehot is ins ,  and s e c u r i t y .  

( 3 )  Food commodity accountabiiit;., fislc": controls, 
inventories, and reporti~q. 



A .  Operational c a p a b i l i t i e s :  A I D  i s  concerned ~SOU: t k e  
management and distribution of the Titie 1 1  food 
corn~odities, including t h e  end-use monitor ing a: b o t h  tke 
p r o v i n c i a l  a n d  district leVdels.  Accordinglyf A 2 3  bel ieves  
t 3 a t  s t eps  n e e d  t o  be taken  to f u : t k e r  exrecd t h e  
o p e r a t i o n a l  c a p a ~ i l i t i e s  of t h e  5 S U  and p rov ide  inprcve3 
erd-use moni tor ing  capaSi:tties. T h e  e v a l u a t i o n  team 
s h a l l  examine f e a s i b l e  means r k e r e  by e%ese difficult 
tasks could be improved .  

3 .  Program phzase oqJer: T h e  i c i t i a l  agreement betweec 
C A 9 E  and GP3M c a l l e d  for t k e  GPRM t o  assume zesponsibility 
f o r  t h e  operation of t h e  LSU i n  fou r  years .  G i v e n  :he 
stagnation of the cogctry's devel~pment progress, 
especial?y t5e loss of revenues aad  foreign exchange, 
caused by t h e  d r o u g h t s ,  c o n t i n u i n g  armed conflicts and 
deteriorating economic c o n d i t i o n s ,  A 1 3  c o c s i d e r s  that the 
Eozam~ican Governmenz can no t  assune res onsibility f a =  
t h e  LS3 o p e r a t i o n s  a s  now s t r u c t u r e d  a n d  a t  the present 
level of operations without large and s u s t a i n e d  inputs of 
f i n a n c i a l  and teck~ical assis~azce from f o r e i g n  donors. 
Accordingly, A I D  n e e d s  t s  r e e v a l u a t e ,  a t  t h i s  time, t h e  
e x t e n t  a r e  c h a r a c t e r  of  furttez A I D  p l a r t l c i p a t i o n  i n  t h e  
evciution of t h e  L S Y -  



IC 

are role of t h e  LSU: O W ,  i n  5 9  , t h e  LSU k a s  
ational and generally successful f o r  iJears* 

Although AID would like to see i ~ p r o v e m e ~ t  a n  fine ) - , an i l z  i n  i ts  operation, we bel ieve t h a t  it as perhaps  
to t h e  point that i t  can be considere b o t h  a d i s a s k P '  
r e l i e f  and a r ecovery  p rog ram 3cjccc-y. Emergency d i s a s t e c  
conditions a r e  sti;! present in Hszambigue ~ u t  the 
commonality of need for log is : ic  s u p p o r t  i n  both relief 
and recovery programs suggests t h a t  b o t h  f u n c t i o n s  
t e  housed  i n  a s i n g : e  agency. .%ccordin?ly, the evaLdatio 
team s h a l l  d e f i n e  p o s s i ~ l e  strategies f o r  O v i n g  the LS3 
i c t o  t k e  r e c o v e r y  mode wittout jecpardizin~ the 
o p e r a t i o n a l  c a p a c i t y  o f  t h e  r e l i e f  program. 

C -. Pzivatlzation: A 1 3  qoals i n  3ozap iq9e a r e  
promoting the growch of the privare sector. Private 
t r a n s p o r t a t i o ~  o f  r e l i e f  goods nay offer one means of 
e n c o u r a g i n g  t h e  p a r t i c i p a t i o n  ef z 3 e  p r i v a t e  s e c t o r  a n d  
decreasing t h e  functioca? r o l e  of t a t :  D?CCN/LSO i n  
commercial activities. T h e  team shall examine options f o r  
e x p a n d i n g  t h e  fart~ci~ation of  t h e  p r i v a t e  sector i n  
t r a n s p o r t i n g  and d i s t r i b u t i n g  r e l i e f  goods i n  Moza 

8 .  Ten (13) c o p i e r  of t - e  detailed revise2 E i n a l  r c p o z r  . ,; ' ' - - = ? *  3e s u o m i t t e d  tc X A I C t ? s > c r o  a - c  - - - . %  rc~rcse~zari-ez 
- 1  a z j " a w c t  C ~ n e  iu befzre t k o  l ~ z t  ~ 2 3 ~  - e - f ~ z ~  = e ~ s r =  

. .~ 
A + .  +..-  - - -  Technical Eicecticns durlrc : r e  r r r i r r - 2 - 7 ~  -: - - =  .-T-:-:"*:~ - " w e . -  - P. 

".,.-? -:a- - . .  : -.-. - a f 5 1 a r . t  = 3  o r d e r  w i l l  be p r o v i d e d  2:; -"-' "- -  - 
Section F . 3  of the c o n t r a c t .  
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STATEMENT OF WO 

A .  OBJECTIVE 

To continue to provide the lo&istical support far 
emergency relief assistance to the victims of drought, fa 
and civil strife, which aggravates the dislocation of 
poguletions and conditions of public need in Hozambiq~e. 

CARE 4 1 1  manage and coordinate all requests an 
of emergency relief assistance, transport, distribution and 
repozting of relief materials, and gill provide the oper 
material resources to carry out the function of deliverin 
emergency food end supplies to the 5.7 million people ia need DE 
assistance. 

SCOPE OF WORK 

CARE will continue to assist the1 Mozambican Relief A 
D P C C K ,  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 acd receive emergency g o d s  at the 
maintain proper warehousing or fntetmediate storage w i t h  
coordinated liaison with other gavernzcent departments as 
necessary ; 
establish and maintain inventory accountability of 
assistance received, transported, warehoused and 
distributed; 
pgrticipate with the DPCCN for the movezent of relief 
supplies with the appropriate coordination of other donors ; 
=anage or eoordinate all available land, air m d  sea 
traneport at: the disposal of the DPCCN for the movement of 
relief eupplies; 
control internal management, administration an 
accourrtabilf.ty by maintaining cvperational i n f a  
pertaining to transport use, fuel consum~:jon? i n c l u d i n  
availability and needs, and inventory accountability 
tranaport reeources; 
participate with the DPCCN and other dono- 
assessment of provision of facilities, per 
material resources reqt!ired for the s e n i t  
of a veehieular transport unCer the DPCCN; 



assist, design and y Management Pl I t  

This shall require to the extent t h a t  
field vfsits do not 
document the function of the! LSU; 
plan, schedule and direct the training of national s:aff in 
logistics by means of on-the-job training and other more 
forma lf zed regimens . 

related to this grant. h~ will elso becrasponsfbh for 
overall monitoring and problem-solving of ith pro ram thnough 
aversight by senior staff located in other African countries or 
the ~ n I t e d  states. 

C .  REPORTS REQUIRED 

1. Financial Reporting 

The originagl and two copies of all financial reports shall' - 
be submitted to AID, Office of Financial Management, Program 
Accowting Division (H/FH/PAFD), Washington, D.C. 20523. In 
addition, two copies of all financial repcrts shall be submitted 
to OFDA, Room 1262A, SA-1, Washington, DC 20523 .  Of the two 
copies 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 Sicgel). 

2. Grant Performance Reporting 

A. CARE will prepare monthly progress reports, and a f i n a l  
report. Tt.lese 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 accomphlstments f c r  
the coming month. Analysis and explanation of actual unit costs 
versus budgeted costs should also be included here. Two co 
of each program performance repcrt should be submitted to 8 
and one copy to ~ I D / ~ a ~ u t o .  

B. The Grantee shall inform A I D  of events which may occur 
between the required performance reporthg dates that 
sf nificantly affect the program. For example, problems, 
de f ays, or adverse condition6 m y  materially affect the ability 
to attain program objectives, prevent the meetfng of time 
schedules and g o d s ,  or preclude the ateainment 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: 
ItiPLICATIONS FOR LSU OPERATIONS 

Mozambique at Independence had a distinctive infrastructure 
comprising: 

i )  three main ports, Maputo (south!, Beira (center) and 
Nacala (north 1; 

i i )  three east-uest rail corridors based on theme ports 
and linking the neighboring countries of South Africa, 
Swaziland, Zimbabwe and Malawi to the Indian Ocean; 

i i i  ) cabotage links Between the corridor terminals and 
smaller ports like Quelimane; 

iv) an excellent Provincial network of airports; and 

v i  a network of 27,000 km sf roads, of which around 17 
percent war 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 palicies 
adopted by the new Government znd therefore received little 
investment for about a decade. A variety of modal links art still 
operating, however, and LSD staff are to select a number of 
transport options when designing the appropriate means of food 
distribution to local 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, 19881 and others. 
h c h  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 corrldor 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, however, 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 facLlitate a regular suppig of spare 
parts to reach good levels of maintanance. War damage to rail 
units and road vehicles has substantially reduced availability 
and constrained utilization levels. 



Govsrnment policy has led to the neglect of private road and 
cabotags operat ions, and the channel irq~ of scarce resources into 
an inefficient public sector. The mode! of Ministerial and State 
enterprise operations has been one emphasizing vertical integra- 
tlon 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 war a commodity distribu- 
tion system that uses multiple entry points and employed road 
transport as the main mode through the entire distribution 
system. This road transport fleet is entirety controlIed by 
DPCCN through its central operations and Provincial centers. In 
under t years it now controls the largest fleet of operational 
vehicles in Mozambique. 

Government strategy in the transport sector has been to 
focus on the rehabilitation on port-rail corridors to land locked 
neighbors and to recapture the pro-Indeipendence traffic levels. 
This national objective is strongly supported by AfDB and SADCC 
who favor a reduction in dependence on South Africa f o r  export 
and import links. Such large investment programs as the3 Beira 
corridor and Maputo port rehabilitation scheme fit the Government 
policy of addressing the 15 years of deferred maintenance for 
port and rail infrastructure and to train national staff as part 
of the rehabilitation process. Cabotage operations and road 
improvement schemes have been targeted but little evidence of 
inpiementation 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 littie 
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 Covsrnmect and the data 
col!ectd by the mission suggests that the 1988 situation is no 
better, with spares to the  private sector extremely restricted. 

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

i f  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 
to organize, and directed scarce resources like 
infrastructure maintenance funds t o  the war ef fo r t ;  



i i )  restrictd rail movements to relatively short 
rtretcher of the network where armed protection can be 
mounted ; 

i i i )  limited availability of coastal and river trans- 
port due to a failure to renew elderly vessels or 
obtain spare part$ ::T existing craft; 

iv) pDor port transhipment and storage facilities, 
especially at minor regional sites; 

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

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

vii) scarcity 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 1; 

ix) limited LAM cargo capacity and models either 
unsuitable for large food shipments (737  Combi) or 
obsolescent (DC 3/61; and finally, 

x i  no coherent regional or national transport planning. 
pol icy. 

This forces the iogistics staff at LSU to be opportunistic 
in aetting food from entry point to local distribution points. 
In their efforts to bs effective in this tas~, they frequently 
have to abandon any attempts to be financially efficient ( in 
effect;, cost-minimizers 1, and while such behavior is acceptable 
in tha emergency mode of food aid distribution, it is not 
appropriate to a recovery role. The implications of this are 
discussed in more detail in Chapter 4 of the main text. 

Road transport operations are the responsibility of the 
State Secretariat of Road Transp~rt which has two Directorates, 
one for transport (SRT) and another for maintenance ( U D A T ) ,  The 
farmer manages the parastatai 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 insffestive, The total parastatal truck fleet theoretically 
available for LSU use only j u 5 t  exceeds 100 vehicles which 
transported around 250,000 tonnes in 1987. Channeling these 
services to UU ogerations use by Government edict (which is an 



option) would be very damaging to existing parrrtatal clisnts, 
particularly aince supply sf services--bath public and private-- 
cannot meet existing demand at tho prevailing regulated tariffs, 

These tariffs are part of a whole regulatory system ad- 
ministered by the National Road Transport Directorate (DNTR) 
within the Ministry of Transport and Communications (MINTEC). 
Though from time to time complaints are voiced about 
truckers operating outside the law ("piratas") but the private 
sector has more than en~ugh 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 control and he 
receives littie or no support to improve his operations, aspa- 
cially in the areas of spare parts availability in !cal currency 
and the replacement of obsolete vehicles. Again, with th 
regulations in force and no radical changes planned over the 
first phase of the LSU operations, it made more sense for U U  to 
plan an nown account" type operation, where the fleet was 
selected and operated with food commodity shippins in mind. 

The benefits of such an operation are clearly attractive, 
especially in terms of directing commodity shipments along quite 
complex channels of distribution (see Chapter 3.2.2 of main 
report). However, such a policy is costly and time-consuming 
given UU's position within DPCCN. It had to first decide how 
many vehicles and of what type to try tc obtain from donors and 
then hcw to allocate them to the Provincial centerg. This is na 
easy task. It then had to convince potential donors of the 
specific needs of such an operation, which in tRe case of 
Mozambique meant building from the ground up within a new 
Ministry lacking trained staff, squipment, workshops, spares, 
operating systems, communications and stock. By the end of 1987, 
17 donors had sent either trucks or tractors comprising at Ieaat 
7 different makes and a s  many models. This composition demands 
different spares, maintenance and service routines and driver 
techniques. The implications for uorkshops and operations are 
discussed in Chapter L of the main report. 

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

The recent ERP policies are Beginning to have desirable 
macroeconomic effects but the benefits havs yet to have an impact 
on the transport sector. By four key tests of financial sf- 
ficisncy, the sector--including DPCCN--has a long struggle ahead 
to reduce costs. These tests comprise: 



i )  atilization rate@. These ara uniformly bad through- 
out the sector although LAM is making efforts to 
improve regional flights. Shipping is subject to port 
delaye, truckin@ to convoy arrangements ( schdu!e?  r o  
Fit army procedures) and bad road surfaces, rail to 
security, maintenance and rehabilitation constraints 
and river transport to transshipment difficulties and 
elderly boats. AGRICOM vehicieo in 1986 travelled 
about 16,000 km while Camionagent de Mozambique reached 
2 C , b 0 0  in 1987. The private sector would normlly be 
expected to operate at much hi@er levels: a 1985 
study reported figures between 55,000 to 70,000 km but 
the attacks on vehic!es in the last two gears (tosether 
with fuel shortages in some Provinces) have drastically 
reduced the figures. The Team estimated that the 
current average private utilization outside Maputo is 
around 20-30,COO krn per annum. Reductions in utiliza- 
tion levels can be financially costly, au shown in 
Annex F, Vehicle Operating Costs. 

i i )  Staffinn levels. These are high in most public 
enterprises, with the exception of LAM where staffing 
has been drastically reduced over t h e  last few years. 
In ths trucking sector, public staffin48 isvels are 
around 2-3 times greater than in the private sector. 
DfCCN staffing levels could be reduced with a cor- 
responding rise in productivity. Wnat is unclear is 
the training role of L S U  within DPCCN which could allow 
for overmanning--more trainees and apprentices etc.--on 
the payroll. The need to carry a large workforce 
l i m i t s  the ability t o  reward those  who perform above 
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. 

i i i )  Fleet comaosition. This is directed primarily at 
the highway sector but the rail and -Sotage units 
display similar characteristics though not to the same 
deqres.  The vehicle fleet is remarkably heterogeneous, 
Ten major truck manufacturers share about 85 percent of 
registrations in 1986 and only 3 - I F A ,  Mercedes Benz 
and RenaultlBsrliot--hold more then 10 percent of the 
market. The resulting diversity of models dramatically 
iqcreases the problems of obtaining spare parts and 
technical assistance, especially given that intes- 
regional truck movements are slow and expensive. The 
Government has attempted to locate regid-nal parts 
centers for some makes but spares availability is very 
limited and the operation cannot be judged successful. 
This particularly affects the private sector which is 
unfortunately pos i t ioned on the lovest level of the 



Government's hierarchy of transport needs vhich 
suggestr that improvements are unlikely to occur in the 
short to W i u m  term. 

Recent Vehicle Operating Cost (VOCI studies have 
measured the effect of vehicle age on spars parts 
consumption and quantified the dramatic rise in spare 
parts costs aiven constant utilization and increasing 
age in kilometers. This has implications for the 
private roctor who have been forced 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 
then 15 years. The public: hire ssctor then operatad 75 
percent vehicles under 5 years of ape. The Team war 
told that few new vehicles had baen allocatd the pubic 
ssctor since 1985 so the age distribution has shifted 
outward, in part due to D P C C N h  fleet which is current- 
ly 100 percent under 5 years of age. In terms of 
social equity and sectoral efficiency, the allocation 
of spares should actually favor the private rector who 
operate the older vehicles. 

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

i v >  Unit Costs. Each transport mode has its own merits 
to the logistics staff of LSU. The plane is fast, 
generally !east 3ffected by security issues and easy to 
schedule. However, thai are expenscve to operate and 
carry restricted loads. Against a!! the different 
trade-offs between modes (it is unnecessary to list 
them here) the final modal mix reflects available 
budgets. The table below g i v e s  some typical benchmark 
costa calculated by LSu staff, at February 1988 prices. 
It should be added that the Team calculated that tSs 
private sector is currently operating at around 5 US 
cents per tn.km, that is about the sans as the cheapest 
sea mode. This is not meant to indicate that LSU should 
switch more uork to the prlvate sector, since rhors say 
be severs capacity c o n s t r e i z r t , ~  but rather to argue that 
improvements to revels of efficiency are possible. The 
modai use isriuser are fairly clear: try to improve 
DPCCN's fleet efficiency and lower tn.km costs, use sea 
and river wherever p o s s i b l e  and employ air transport 
only in -sea of extreme urgency where transit by any 
other made or routs is  impossible. 
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Tebls D.l: Typical M0611  Coat Data 

Mode 

Sea - Naviqua 
Sea - UFP 
Road - DPCCN 

LAM - Long Haui 

LAM - Short Haul 
Source: LSUICARE 

(Tn.km, US cents) 

Tn.km Rates Mods Rata:Road 

5 .45 

8 - 7 3  

1 : 1 

160 2 3 

0 21 

June 1988 

The key d e m e n t s  governing future transport policy as they 
a f f e c t  operations are the security s;tuation and the Govsrn- 
ments's determination to pursue iarge high profile inter-related 
corridor and port transshipaent schemes. If, as seems likely, the 
security problems remain ove r  large parts of Mozambique during 
the next five years and the Government transport investment 
policies dc not alter significantly, DPCCN will have to stay with 
its fleet of vehicles if it wishes to maintain a distribution 
capability. However, it should not develop its fieet further 
until a more accurate p i c t u r e  of tbh faod distribution program-- 
qbantitias, locations and forecasts--becomes available, The 
fleet as  presently operated is vary inefficient. Cpportunitres 
for employing private operators are expiated in Chapter 4.2 of 
the main report. 

Road w i l l  remain the dominant mode, increasisg:~ supported 
by sea aad cabotage operations as port efficiency levels improve. 
This is likely to be the short-to-medium term scenario. As 
corridor schemas are ctmpteted and security problems are ad- 
dressed, rail can provide transit over selected main port  to 
Provincial warehouse links in the distribution system. Finally, 
ad-hoc costly but effective operations like the LSU ass likely to 
remain without the development of a central transport strata 
unit to ensure better coordination between Government Ministries 
and organizations, donors and NCO relief agencies within a 
coherent national transport strategy. 

Best Available Copy 





INTRODUCTION: 

During the period Yay If-%ay 2 7  the e v a l ~  ticvn red 

people in borh publlc and prlvate transportation comp- :ea iL 

four provinces: Maputo, Yanlca, S o f a l a ,  and Za m b s z ~ a .  Ir. r u r a l ,  
the team spoke ~ l t h  8 p r l v a ~ e  transporteys, 2 prnva 1-6 

transportatron a$ soclatlons, the s t a f f  a?. 4 DPCCV ~ n a .  2 
C-AYIOTACH3 truck yards, the Vice-Yiripter o? Taanroorta%lon m a  
staff at the Direccao Xacional das Tranapartes a ,,viarsas& The 

primary goal of the interviews *as to ldentjip constraints ana 
opportunities for promoting tho 2artitipat~on of pr;uate 
transporters, 2articulnriy prlratr i r u c k e r s .  I n  t h e  d i s L r i h u t r o t i  
of reflef goods. 

Specifically, 
opportunities as 
and demand by 
relief program, 
market (level 
credit), c t  ope 
and government 
of the principal 

t h l s  m m e x  snslpzes the c a n s e s e i c t s  ~ m d  
sociaeed v i t h :  t h e  supply of prlva%e vshxc les ,  
prlxaee transpartess for part~cipatrnp r n  Che 

b~ genera: character is t i<2s  of t h e  rranapartaticn 
of compekitron, priclng,supply of Inputs and 
rational s n d  p o l l e y  lssues coacernlng the DPCC?* 
r o l e  ~n a r s ~ a t i  z a t r o f i  pro yam and d f a SUE%av5- 

reasons Tor support~ng a prlvaExzatron program. 

1 ,  CONSTRAINTS 

A .  Maputo 
1. Kassima 
2. Simoes k i t e  
3 ,  Cuedes 
4 .  Lourencs 



5 .  Salema Chibique 

B. Manica 
1. Banoo 
2. Ismael 

C. Sofala 
1. Carrelo 15 

D. Zambezia (Small Truckers' Assoc.) 38 

In terms of tonnage hauling capacity, the larger operators 
generaliy 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 f l e e t )  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 feu cases, the preferred recipients 
of these trucks are state-owned transportation companies and food 
wholesalers who use their own trucks to distribute food. Similar 
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, t ~ o  of the 
transporters had some insurance in the esrfg 1980's, but uere 
never reimbursed. 

The two most significant constraints on the short-term grouth and 
utilization of private trucks is the lack of svailabie 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 Yozambique for hard currency to purchase a 
new t r u c k .  A s  already stated, these allocations a r e  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 t h e  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 

2 



several cases, the transporters are able to increase therr 
monthly quotas of gasoline by claiming all trucks in the 
operators' truck yard, both those operating an~d those that a.re 
dismantled and used for spare parts, as pabrt of their fleet. Even 
when the monthly quota is used, most of the truckers were able to 
put in a request for and recerve more fuel within a few days. 
Still, if the scope of the private trucking operations Gece to 
Increase, it is possible that both the supply of tires and fuel 
could be serious constraints especially outside of Xaputo, 

2 .  OPPORTUNITIES 

Given the age of the prlvale sector fleet snd the rlsks 
associated sith operating trucks, it would appear that the 
private transporters would be bordering on the edge of 
bankruptcy. Based on the intervie~s, however, the larger 
transporters have, ln fact, demonstra,ted 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 utilization rates (estimated as a 
the percentage of operating trucks in utilization during a month! 
are v e r y  high ranging betueen 80 and 90 percent. The majority of 
cargo hauled is commercial cargo (b~et~een 80 and 90 percent}, 
with the remainder consisting of government and donor-related 
contracts. Yost of the larger transporters commented, that in 
general, they do not have problems in finding clients. In fact, 
over the past five years three out of the exght transporters 
interviewed have been able to increase the size of their  flee^. 
In terms of future expansion p l a n s ,  all of the prlvats 
transporters indicated an interest in purchasing more trucks. 
The growth forecasts ranged from a m z n i i n u r n  of one truck r o  a 
maximum of between 20 and thirty trucks. Even ~f one xere t ( 2  

discount these figures, there appears to be an overuhelmlng 
optimism about future demand trends, partrculariy on the parr ci 
the larger truckers ~n Y a p l ~ t o  and Chlmolo-Beira area about the 
future, 

B, MARKET ANALYSIS 

1. CONSTRAINTS: 

Since independence the market positlan of private transportation 
sector has been threatened by parastatal transportation companies 
and go<-ernrnent pollcy due to the following factors: algovernment 
and donor desire to establish vertically integrated 
transportation systems, b )  unprofitable tariff structure and cr 
government control of the allocation of new trucks. 



C v e r  t h e  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 CAMIONACEM (the parestatal 
+ransportation agency), AGRICOM (the commercial food distribution 
agency), and private wholesalers and transporters has been a 
fractlon of the DPCCN" groxth. While much of the DPCCN's growth 
is attributed to the need to respond to a crisis, it is rn 
general representatrve of both the government's and donors' 
short-term objective to develop transportation systems over which 
they have dlsect control. In all of the four provinces visited, 
the DPCCN along wlth other government-owned fleets control 
betxeen 65 and 85% of the transportation market. As shown ~n 
Table E . 2 ,  appraximately three-quarters of the total number of 
vehicles ln the four provinces are in the public sector. In terms 
of total tonnage capacity, it is estimated that the publrc 
transportation fleet represents about 70 percent of total tonnage 
capacity. Only in the case of the Maputo area does it appear 
that the prlvate sector has a larger share of the market--with 
33% of the total number of trucks and 40% of total tonnage 
capacity. 

Besides the disproportionate percentage of public sector 
vehicles, the prlvate transportation sector could be (and in some 
cases is) squeezed by an unprofitable tariff structure and 
burdensome tax policies. As shown in Table E.3 the officrai 
tariff for long-haul trucksng is 26 YT (over 200 km.) and 36 YT 
(under 200 km.). Both these rates were established in June 1 9 8 7 .  
Since that t r m e  the meticals has been devalued by 12 percent and 
the prlces of fuel and ather transporati~r~ inputs have increased. 
If the government were to rigorously enforce these tariff 
policies, most of the prlvate transporters would be out of 
bus~ness. The vehicle operating cost for a long-haul imore t h a c  
200 km) private transporter is around 27 ?lT/T/K?l {see Annex F i ,  
u h r c h  after including 20 -23% for overhead and proflt would mean 
that they ~ o u l d  have to eharge 34 metlcais. If the r ~ s k  of losing 
a vehicle to ~ n s u r g e n c y  attack I S  factored l n ,  t h e  o v e r a l l  rate 
charged by transporters could be as high as 10-53 meticals. 
Compounding this unprofitable tax structure 1s an equalis 
burdensome tax pollcy. Approximately 50 to 60% of the 
transporters net proflt 1s taxed. In those cases ~n ~ h l c h  the 
government does not recelve sufficient documentation, a pre- 
determined tax formula is used which can tax up to 68% of a 
transporters theoretical profit. 

In the face of this tariff and tax policy, the publrc sector 
vehicles enjoy a tremend~us comparative advantage since in most 
cases they are financed by either s donor or the government and 
traditionally do not have to pay as much attention to 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 cargo rates that OR 



average are 25 to 100% above the officral tariff. A s  a result of 
this pricing' policy, the private transporters have become 
transporters of "last resort". That is, they capture that 
portion of the market that the public transporters, with their 
official rates, cannot supply. 

Finally, in terms of the avallability of spare parts and neu 
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 cornpleteiy 
directed towards parastatals and government ministry fleets. In 
the case of spare parts, both the parastatals and private fleets 
s u f f e r  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 Tabie 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 aasislance of donors, rehabilitation and 
repair programs uhleh 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 
rehabllitatlon program. All the transporters interviewed have 
developed thelr o m  maintenance and rehabilitation facilltles. 
Therefore, uhile there exlst a number of spare parts distributors 
and programs, most of them are directed more tcwards those 
parastatals and ministry fleets that lack appropriate maintenance 
and repair facilities. 

2. OPPORTUNITIES 

Desprte the overall distortions ln the transportation market tna: 
favor the public sector, the prlvate trsnsportatlon segment s t ; l ;  
has developed a niche and level of efflclency that would allow 1: 

to prosper under a prl~atlzatlon program. 

As already rnentloned ; n  sectlon A ,  the private transporters, even 
as transporters of last resort, are ;n large demand. On average, 
the private transportation fleet is belng utllized 8 0  to 90% of 
the time, primarily to move commercial cargo. This indicates 
that the existing avallability of public transportation I S  

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% for 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 sector. Again, based on first-hand 
observatior~s in the field, it appears that the average repair 
time for a prlvate 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 
amollnt of staff turnover and downtlme of the vehicles due to 
driver incompetence is lower. Only one of the prlvate 
transporters interviewed claimed that a truck had been made 
inoperative due to driver negligence. Conversely, last year, 
more than thirty of the DFCCK fleet was made unavailable due to 
accidents and "other" lactors. The final, and perhaps most 
persuasive, litmus test for comparing the efficiency of the 
prlvate sector to that of the public sector is in terms of 
vehicle operating cost. In Annex F the estimated operating cost 
per ton/ki;ometer of the DPCCN fleet was 59 MT compared to 27 for 
the prixate sector. Even if one were to adjust the private 
sector payload and costs by 5 0 - 7 5 % ,  the overall operating cost 
woult still be 20-30% of the DPCCN2s operating cost, 

.A final note of optimism concerning the utilization of the 
private sector fleet concerns the availability of credit. In all 
of the interviews, uith the exception of the small one-truck 
operators in Zambezia, the availability of credit to purchase 
elther a new or used truck did not appear to be a big issue. A11 
of the large operators believed that they either had sufficient 
capital, c r  had access to credit, for the purchase of a nex 
v e h i c l e .  Concerning the transporters ability to service any 
debt, it appears that the cash flox of the larger transporters is 
sufficient to repay a loan--particularly when the annual iriterest 
rate is 26% and the annual inflataon rate 1s about 60%. Aiready ,  
two out of the eight transporters interviewed have taken ou: 
loans for 3 5  million ?4T which they are currently repaying. 

C. OPERATIONAL AND POLICY ISSUES 

CONSTRAINTS 

In theory, the key institutions that would have to be lnvolved ~n 
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 
policv). While the DPCCN would focus more on operational issues, 
the collaboration of the Ministries would involve more pollcy 
reform. 

In terms of the DPCCS,  the biggest short-term obstacles to its 



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 snd tlmely funding by the GPRM for 
logistics operations outside of Maputo and the budgetary control 
of the L S U / C A R E .  Both the LSU/CARE staff and prrvate transporters 
In Manica and Sofala provinces expressed a frustration of hevlng 
to operate under the DPCCN budget. From the CARE perspective 
there were several instances where they could have contracted 
ulth a private transporter but did not have a speclflc budget 
allocated to such a line  tern. In other instances, DPCCK has 
signed for the servlces of private boaters and truckers but then 
been unable to pay for the services because of allocation delays 
and general shortages rn the DPCCK 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 anj privatization program would be deiayed by the DPCCS's 
general lack of experience in contracting, and perhaps the 
requirement that DPCCN pay only "official tariff" rates. 
Particularly, on the last point, it is likely that most of the 
transporters will require some kind of incentive to uork 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 tarlff rate), c) charging official rates but receiving access 
to spare parts and/or neK trucks. While the first cption would 
probably requlre the least amount of bureaucratic or donor 
intervention, the other two contracting arrangements uould 
require a change in polley or the development of a specla; 
incentives program. 

I n  the ion&-term, a full s c a l e  privatization program, ~n tne 
strictest sense, would probably involve the selling off cf some 
of the DPCCS fleet and major pol~cy reforms concerning tarrff, 
exchange rate, and irnportlng. Such a move, h o w e v e r ,  couic 
threaten the power base estaSlished by the DPCCS and u o u i a  
require the full support of both the D P C C h ,  the donors and other 
government ministries. It 1s uncertain to uhat extent either the 
DPCCS or the government ministries wouid be willing to pursue 
such a program. To date, the D P C C S  has developed a constituency 
of donor support that focuses pr~marily on the appeal and direct 
control over trucks. Tkas fleet build-up has transformed the 
BPCCN into a powerful governmental body--one that has the ear of 
donors and a  mandate to commandeer any resources in order to 
respond to c r i s e s .  Any attempts to diminish this resource base, 
2ay be looked upon unfavorably by donors who will quest~on 
whether t h e i r  trucks are being used to respond to a crisis; and 
by DPCCN itself which may or may not wish to see their power base 
ersded. 



In terms of general government policy, it appears that the 
government would like 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 desrre to continue regulating the 
transportation sector in terms of licensing, establishing tarlff 
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 idea. 
There is enough flexrbllity in the budgeting process to include 
in it support for private contracting. Also, if need be, part of 
the LSU/CARE Naputo budget could be used for back-stopping (in 
case of DPCCS shortages) in other provinces. Finally, both the 
DPCCN and Government ministries acknowledge the fact that the 
DPCCK can not continue to exponentially increase the size of its 
fleet. Aside from the distortions this would place on the 
economy, it 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 experienee in promoting the private 
sector in the agricultural sector through the use of the C.I.P. 
program. Unlike ln other countries, it appears that A.I.D. has 
both the resources and wili to flnance a prlvatizatlon program 
directed towards the transport sector. 

D. S U W A R Y :  REASONS FOR PROMOTING PRIVATIZATION 

P e r h a p s  one of  the most s ~ r n ~ l e  r e a s o n s  for advocatsng a 
privatization program, 1s the mere fact that there 1s an 
overwhelming demand by the p r l v a t e  t r a n s p o r t e r s  t o  develop a 
larger share of what has been recently a government-controlled 
market. Aside from this motive, the argument for prornotlng 
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 Manageable DPCCN: From 
an institutional perspective, the privatization of the DPCCN's 
operational activities could result in three sgbstantiai 
benefits: i) use of vehicles which have lower operating costs, 
i i )  reduction in the institution's overhead costs presently 
applied towards the maintenance and administration of the LSL 



fleet and, i l l 3  overall establishment of a smaller, mare 
manageable DPCCN which can focus on emergency planning and 
coordination rather than actual distribution. 

2. Promotes a more Rational and Balanced Economy: A s  pointed out 
in Annex D the massive bulld up of the DPCCN fleet and other 
vertically integrated public sector transportation fleets has led 
to ihe  ~ n z : . f r c x e ~ ~ t  i i i i oca t  ion of resorirces. While the short-term 
objectives of distributing food r e l i e f  have been largely 
achieved, the long term development of a rational and efficient 
market mechanism has been jeopardized. The majority of 
investments in transportation ( n e ~  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 prlvate sector transporters. 

Eventually, the favoritism accorded the public transportation 
sector could completely displace the private transporters at a 
cost that the 3ozambican government may or may not be able to 
sustain. Any privatrzation program, therefore, would be a fii-st 
attempt by relief donors to achieve both short-term objectives 
(distribution of relief food) and long-term objectives which 
correspond to the Economic Recovery Program supported by the IMF 
(enhanced efficiency and the establishment of a transpcrt sect.or 
ready to respond to increased commercial activlty once the 
emergency subsides). 

3 .  Dovetails with A.I.D. Interests and Goals: A s  mentioned in 
the statement of u o r k ,  the overall goals of any -4.I.D. assistance 

l n  Yozambique 1s to promote the g r o w t h  of the private sector, 
G i v e n  this mandate, it is clear that, uhere possible, any 
opportunity for developing private sector Initiatives, even in 
rellef assistance, should be encouraged. A privatization program 
couid also decreased the hard currency funding requirements of 
OFDA and FFP, a goai mentioned In the scope of work for thls 
evaluation. Finally, I has already developed a smali 
portfolio of experience I n  promoting private sector growth I n  
agriculture through the CIP program. The experience galned from 
these efforts could therefore be transferred to the development 
of a DFCCN privatization program, 



TABLB 1.1 

IBI !WWOIIATION ABOUT PDIVATB TOUCLBRS IHTKBVIBUBD 



NDICATOR -------- 
. TOTAL FLEET S I Z E :  

TABLE E. 2 

PRIVATE VS. PUSLIC FLEET INDICATORS 

A, MAPUTO 
B. MANICA 
C .  SOFALA 
I). ZAMBEZIA 

. TOTAL TONNAGE CAP4CITY: 
A .  MAPUTO 
B. MANICA 
C. SOFALA 
D. ZAMBEZIA 

. ESTIMATED AVAILABILITY PERCESTAGE 
(PERCENTAGE OF TOTAL FLEET OPERATING/ 
TOTAL FLEET I!i STOCK) 

A. DPCCN 
B e  CAMIONAGEY 
C. AGRICOM 
D. PRIVATE SECTOR 

PUBLIC 
SECTOR ( 1 )  ------ 

7 0 3  

. AVERAGE REPAIR TIME: 3- 12 

PRIVATE 
% SECTOR 1 2 )  % 

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

......................................................................... 
30TNOTES : 
1 )  BASED ON INFORMATION GATHERED FROM THE DIRECCAO NACIONAL DOS TRAKSPORTES 

RODOVIAHIOS, DPCCN/LSU FILES AND CONVERSATIONS WITH CAHIONAGEM 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 I N  T 
PROVINCES OF MAPUTO {5), MANI2A ( 2 1 ,  SOFALA ( 1 1 ,  AND ZAMBEZIR ( I ) .  
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 TOKSI 
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; 

OFFICIAL 

1 .  BELOW 30 KY ( I N  YT./HR.): 
a .  < 4 . 5  TON: 
b. 5 - 7 . 5  TON: 
C .  7 . 5 - 1 0  TON:  
d. 10-16 TON: 
e .  > 16 TON : 

ACTUAL 
RATES 

CHARGED 
-------- ------- 

2,300 APPROXIMATELY 
2,680 TWICE THE 
2 , 8 0 5  OFFICIAL 
3 , 3 1 5  
3 , 3 3 5  

B .  TAXES:  

i ,  IYPOSTO DE CIRCLLACAO: 10% O F  VALUE 
(ROAD TAX 1 OF SHIPMENT 

i PAID BY CUSTOMER) 

2 .  COhTRIBUCAO INDUSTRIAL: 
{INCOME TAX) 

a. FOR THOSE WITH " O R G A N I Z E D "  
ACCOCKTS : 50% OF FROFITS 

b .  FOR ALL OTHERS ( B A S E D  ON 
FRE-DETERYINED FORMULAS!: 68% OF P R O F I T S  

3. CONTRIBUCAO COM?LE%ENTAR: 5 4 0 %  OF PROFITS 
NOT INCLUDED IN CONTRIBUCAO 

( A D D I T I O N A L  TAXES OWED) I N D U S T R I A L  

SOURCE: DIRECCAO NACIONAL DOS TRANSPORTES RODOVIARIOS 

INTERVIEWS WITH PRIVATE TRANSPORTERS 



TABLE E.4 

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

2 .  EMOCAT 

3 .  F .  B R I D L E R  

3 .  T E C N I C A  I N D U S T R I A L  

5. FONSECAS 

6. TOYOTA 

7. SOVITAL 

9 .  ENTREPOFTC COYERCI.4L 

2 0 .  SETEC 

1 1 .  RONIL 

i3RANDS OF 
VEHICLES SERVICED: 
------------------ 

A .  RENAULT 
B. LAND ROVER 

I FA 
BEDFORD 
ISUZU 

VOLVO 
TATRA 

FORD 
MISTUBISHI 

A .  TOYOTA 

A .  FIAT 
B. D A 
c .  I$IVA 
D. WAZ 

A .  MERCEDES BESZ 
B .  P E U C E C T  
C .  UNH 

A .  LEYCXND 
8. DAF 
C .  XAZDA 
D .  AUY 

A .  AUSTIM 
8 ,  NISSAN 





APjNEX F 

VEHICLE OPERATING COST PREDICTTOSS 

The calculation of vehlcle operatrng costs I V O C )  for tyazcal 
hlghxay conditions in Yozamblque provides a serkes of lmpcrtane 
benchmarks for cvaluatlng the economic  efficiency af bath the 
DPCCK truck fleet and the use of alternative m d e s  These 
benchmarks comprlse fuel consumption data, spares parts ,-,.oats ssnd 
inventory needs, utih~zation levels and average t o n r 4 e . k i r ~ m r t e s  
rates. VOC material can be obtained in a variety of .-;.sys, from 
bui idrng up from the disaggl egated LSL racords , t k s o u a h  
constructing simple breakdowns from available truckin 
data, to employing relatively complex VQG modejs. The CARE 
evaluation uses figures from all three s o u r c p s ,  both t c ~  
corroborate principal source data and to crcss-check pred i , red  
\ralues used in the report. 

The mission used the VOC module iroa the Warid Bank Highway 
Design and Yalntenance model - HDM YersPon TI2 to determine a 
detailed operating cost breakdown, L S C  data for h second e a t l a a l e  
of vehicle operating costs, and prsvate truckang datz f o r  s 
third operating cost breakdown. The KerLd Bank madel is based oc 
extensive research ~n Brazil, where re hr t3 ,onsh ips  ' b e e ~ e e n  
operating costs, vehicle chanseterbisP:.Ics and highway design 
varrables =ere estimated. Those k ~ r e  Lhsn  modebled b y  t h e  k c r l a  
Bank Transportation Department into a rneehawsstrc Earmat for 
easier transferrability betxeen eeunomlc environments. The prsme 
f u n c t i o n  of t h e  HDM model Is to psealct t o t a l  cost drfferan~lais 
b e t k e e n  aiternatlve highway inv@slment stratrgies, T a t h e r  : hsE  

. specific cost levels I l k e  tonne.km rates. N e v e r e h e L e s s ,  , L z  

properly calibrated ~t can provide such data an& 7,F.e n,ss;nz 
collecxed calibration rnaterlal from LSC records, profcssiana, 
o p e r a T o r s ,  d e a l e r s  and r na ln t enanee  facl r i t  i e s .  T h e  h i q f ~ ~ a ) -  : - p u t s  
vere  developed after making f ~ e i d  ~ - ~ s ~ t s   here 2kZfS r o i ~ L e  
characteristics could be assessed. 

Table F . 1  give9 details of' a 1.0s b r e a k b o ~ n  for a typical heas.:= 
truck currently operated by G P C C S ,  s u c h  as a RAF 18@0 a r  L o l v c  
N10. Two costs are reported, one for loaded cgnditlons ana a 
second for empty runnlng. This ~ P l o u s  sn estimate to be aade of 
the most expensive dead h e a d i n g  operatisu DPCCN faces ~ h s e w  
results in a c o s t  of 19 YT p e r  ton/kiiometer. At cTl r renr  
exchange rates this is equivalent to 11 U S  cents. I f  a fall 
return load is found, the predrcted tn,km ccst falls to around 2 ;  
MT, or 6 US cents. The HDH 111 VOC mcdel first predlcts speed 
from kinematic psincrples, that is it ccmpenstses for vehicle 
mass, air and rolling resistance and engine power. Fuel, tires, 
deprecistlon, interest, and crew time are  all s e n s i t a v e  2s 
predicted speed. T h i s  can  be s e e n  in Table F . 1  where t h e  z e h a z : e  



travels 20 percent faeter unladen and brings down these relatea 
costs. Fuel consumption is also highly sensitive to load carried 
and this is 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. As an 
illustration, 20 percent is used and a figure of 55 ?IT 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 (YT), per 1000 Km. 
Heavy, 3 axle 22/24 t o n  GVX truck. May 1988 Prices 

I tern 

Fuel 

Loaded % Total Cost Unload& % Total Cost 

3 6 , 4 O @  i I f  ): 23 ,500  ( 6 1  

Lubricants 3,100 ( 1 )  3,100 ( 1 )  

Tlres 3 8 , 6 0 0  ( 3 )  3 3 ,  SO0 ( 9 1  

C r e w  Time 18,000 ( 5 1  15,100 ( 4 1  

Yaintenance Labor 6,300 1 2 )  6,300 ( 2 )  

Yaintenance Parts 8 7 , 0 0 0  ( 2 1  1 8 7 , 0 0 0  1 24 ) 

Depreciation 140,000 t 33 1 128 ,300  i 35  1 

Predicted Trip Speed ( k p h )  3 5 54 

Predicted Round Trip Cost, 16 ton one way load, e m p t y  backhaui, 
per ton/kilometer is 49  YT, which after allowing 20% f o r  
overheadJprofit gives 59 ?IT. 

1. Paved road in reasonable surface condition ( 4  I R I ) ,  not 
sinuous or hilly ( 100 degrees-km, 1 % grade), single lane. 

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

3 ,  Driver constrained speed is 80 kph.  



4. Unit cost inputs. Diesel 1 1 5  MT/liter, lubes 8 5 0  MT/liter, 
1100*20 tire 1 5 4 , 4 0 0  MT, Crew 150 MT/hr, Mechanic 5Q0 MT/hr 
(reflecting overmanning), New Vehicle Price 40 million NT, 
Service Life 6 years, Annual Utilization 20,000 ( L S C  data), 
Interest rate 18 X p,a. 

Source: HDM-1x1, VOC module, Xission 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 is surface condition, indicative of both highway 
distress (Agency costs) and vehicle damage (User costs). If the 
same vehicle in Table F.1 is 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 wrth the Provincial 3aintenace Departments of 
the Ministry of Construction and with its central planning unit 
in Xaputo. Another feature is 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. A s  a rule, 
heavy veh~cles are ictensely utilized, sometimes by using two 
shifts of drivers. While not advocating such measures for DPCCN, 
it emphasizes the case for lowering annual fixed costs by 
increasing vehicle use. Vehicles such as the Vovo K t 0  or DAF 1800 
are deslgned to operated over 100,00~0 km per year and the cost 
penalties for low utilization are severe. If the vehicle in Table 
A :  is g i ~ ~ e n  an annual utilization rate of 35,000 km instead of 
2 2 , 0 0 0  km, its predicted operatrng costs fall by around 12 
percent. The misslon recognizes the restrictions placed on 
vehicle use by the security problem but uishes to emphasize the 
need for more intensive use In any recovery mode. 

LSU staff supplied aggregated data which had been used earlrer to 
develop modal cost compzrlsons f o r  planning purposes. This 
information is shown I n  Table F.2 be lo^ and covers a two axle 
truck carrying a ten ton load. This is smaller than the vehicle 
type in Table F.l which was selected by an LSC transport staff 
member as being typical of their operations. Comparisons should 
not be made directly bet~een 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 is 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 s p x i f i c  
costing which is undesirable. Thirdly, the Repairs item is a 
catch-all ~ h i c h  looks low and finally an interest csmponent- 
representing theopportunity costs o f  capital in the vehicle stock 
- is not calculated. While this may be acceptable for internal 



DPCCN accounting, it should eb remembered that the private sector 
( and in theory the parastatal as well ) must include such an 
item in their castings. 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.l and 1s hlgher, as 
expected, uhen all items are compared. An ob~ective of the 
transport MIS in the next 12 months should be to predict and 
cpdate regular estimates of ton/kilometer costs for logistical 
planning purposes. 

Table F . 2  LSL Estimated VOC: Two Axle, 10 ton payload i - e h i c l e .  
February 1988 Prices, US cents/km. 

Item Cost/Km Percent ot Total Cost 

Fue f 1 T 29 

Lubes 1 2 

Driver 3 5 

Repairs 16 27 

Depreciation 2 2 3 7 

TOTAL 5 9  100 

Notes: 
1. The vehicle IS assumed to run loaded in one d~rectlon 

and return empty so the average ccsts given above are doubled 
then divided by ten tonnes to give the average cost per 
ton/Filometer. 

Source: L S L ,  1988. 

Finally, estimates of prlvtte sector truckrng costs are presented 
in Table F.3. The tabulated costs were based on Information 
gathered from intervie~s uith five different private transporters 
in Xaputo. All of the assumptions made for the vehicle operating 
costs are aggregate averages of the costs for the route Maputo- 
Vilanculos as estimated by tha transporters. This route was 
selected as the baseline since many of the private transporters 
distributed goods between those two cities. 
------------------------------------------.--------------------- 
Table F.3. Estimated Private Transportation Vehicle Operating 
Costs (XT), for the route: Maputo-Vilanculos=780 km., 40 ton 
Heavy, . May 1988 Prices (In Meticais) 



1 tern Loaded 

Fue 1 45,084 

Lubricants 4,387 

Tires 5 1 , 4 2 9  

Labor idrivers, 1 9 , 1 5 6  
mechanics) 

Maintenance Parts 31,250 

Depreciation 27, 7 7 8  

Interest 6 3 , 1 9 1  

TOTAL 252,695 

X Total Cost Unloaded 

(20) 30,056 

( 2 )  4,387.5 

(20) 5 1 , 4 2 9  

1 8 )  1 9 , 1 5 6  

Total Cost 

t 1511 

TOTAL UNIT COST ( ? I T / T / X M ) :  2 7 . 9  (WITH INTEREST) 

20.1 (WITHOUT INTEREST) 

1. UNIT PRICES: F u e i =  I15.6/liter, Lubricants=750/iiter, 
Tires=150,000/tire,Labor= a)Driver=52,000/month, 
b)Asslstant=22,000/month (~ncludes food),ci~echanics=35,00O/month 

2. XSSCXPTIONS: a; Average Fully Loaded Cargo= 22.5 tons, Truck 
can make about two round trips to i-ilanculos every month b) Fuel 
Consumption: Fully Loaded= 2km/liter, Return Trip= 3km/liter, C )  

Change 22.5 liters of 011 every 3,000 km, d)Change Tires about 
every 36,400 km., e )  Spare Parts: 2,000,000 per year/truck, f i  
Deprecration= 8,000,000 (20% of' nekr truck value)/6 years, 
g)Interest=35,000,000 x 26% interest rate divided b3- 3 trucks 
t 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 t o  be a little less than half those incurred 
by the DPCCN, and a thlrd less t h a n  the World Bank model. If one 
were to deduct interest expenses from the total (a legitimate 
assumption for three of the truckers interviewed t h a t  h a v e  never 
Sorrowed any money), t h e  u n ~ t  cost would be 33 to 50% of the 
DPCCN and Korld 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 59 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 t r u c l , s  in a timely and cost-effective 
manner. Mos t  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 ZFCCN driver. As a result, the 
private trucks are rarely made inoperative due to accldents or 
mishandling of the trucks. Conversely, last year more thar, 30 of 
the DPCCS 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 
DPCCS, truck repairs can take 3-12 months. If a truck needs to 
be completely rehabilitated [e.g. in those cases where the truck 
is btirned by the "bandidos"), it costs the private transport~er 
approxrmately 15-20 ,000 ,000  metleais. The DPCCN, on the 
otherhand, would probably 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 just as high a percentage of private 
trucks have been destroyed or debilitated by the insurgency; the 
overall percentage avallabilicy s f  the private sector f l e e t  
sampled is about 20% higher than that of DPCCN's sampled fleet. 
A 1 1  these flgures suggest that the DPCCN should consider 
util~zlng more of the prlvate transportation sector f o r  the 
distribution of relief goods. Some possible alternatives f o r  
dclng so would Include: a i  contracting, blleasing or selling part 
of t h e  CPCCS fleet to the private sector and c )  directing donors' 
contrlbutlon of trucks to the private sector. 





SELECTEE LSCJCXRE IMTERNAL 3ANACEYENT 
INFCR?fXT;3!i INSTRUYENTS 

- 
i ? ; s  .;nne\ contains e s a r n p l e s  o f  informarlon ins~rtirnents 

d l s c u s ~ e d  - n  Chagter 3 of :ne maln repcrt. They are l o ~ n d  in tr.e 
f ~ i i o k l n g  o r d e r :  

1 .  F r c h a  de Controlo', or 'ontrol File. Two examples are 
p roT , - l zec ,  one for S h i p m e n t  4 4 6 H  (?laster Shipment File Number) o f  
LSAID beans, and a second for Shipment 398 of tlres from Japan. 
On t h ?  second, the overall .'Plan0 de Dlstribuicao" (Distributlan 
P i a n ,  1s ln t h e  upper rlght quarter. Each of tnese 
r e f l e - t s  Date, Entry, Issue, Balance, the Waybill Number (to 
c r c ~ s s - ~ : ~ e c ~ ,  and Destlnatlon. Control Flles such as these are 
za:nre-~ec a: C e n ~ r s l  dperstlons for each shipment. Each - 
b, <, ., - ., 7 - - . . Le  and eacn 3 i s t r i c :  ais; nalntarns Control F l l e s  for tho4se  
? a r c s  cf sripmen:s :zat t n e y  manage. 

, -  - - - ~ e i a  toria '!e:ls31 cias necejimer.  tos'. i ? I o r , t n i ~ -  Recei7:- 
- .  

r n g  Report i ils::ng a,, qca~iities reciex-ec bj- ??SF 
number, donar. :ype c.f ~.~omncbit:~-, numer of units, t y p e  
of' unit ( s a c ,  c a r ,  box, ere,,  eight per unit, total 
 eight, da>- cf entr:. into his control, and date enterec 
into one cf i h e  carehouses. 

7 "  - La, i n \ . e n t z r : o  Yensai-Enrradas/Saldas" i ? l o n ~ h : ? -  
znienrory Repcrci z o t l n g  per shlpmenc ( b y  YSF number) 
:he balance f r a m  the p reced r r l g  month c t l ) ,  new quan- 
t;t;es entered i : 2 : ,  sub-total 1 = 3 ) ,  issues ( z - l : ,  
issses t = 5 1 ,  sub-total ( = 6  , r e r n a i n l n g  balance ! = T I  and 
end-of-month i n v e n t o r y  ( ~ 8 ) .  Lane $ 9  requires a 
2ustif;zation of any difference Set~een lines 7 and 8. 
In this example t n e r e  are nsne. This example is o n l y  
one page of  a l o n g e r  report. 



- "Detalhes Das Drstribulcoes-Dlscrltos" (District 
Distrlhutlons) whlcn keys back to the Yonthly Inventory 
b:- detarllng where each lssue Gas dlstrlbuted. Items 1 
is t .he  city of Tete rtself; lterns 2 - 5  are localltles 
and/or 3rsts1cts  here the specrf~ea quantltles ha\.e 
been dlstrrbuted. 

31s t r :c t  Yonthly In~.ertory Repcrrs are of the same formaL. 

. 'Yapa de Recebemento d o s  Relatorios Distritals", qr a 
3istr:ct Report Yonitoring Form. This rs malntalned ai the 
Fro\.lnclaf D P C C L  offlce, and logs per District per ?lonth recel?: 
of each of the fo1iow:ng reports: -4)  Distrlct Profile; B :  
Y o n c h i y  Recelvlng Report; C i  Detailed Distribution Report; anc : 
Yonthlv 1nLrentory Report. The example given 1s from Yanlza - r r o T b i ~ c r .  The reader should note thar Yachaze District was 
o L . e r t a k e n  b y  bandlats rn September and has not reported s ~ n c e  
t k z :  :;me. The atners, as car be seen, are reiatlvel:+, up-te- 
date. T r e s e  reports are maintained at the Provlnclal DPCC'x 
c f f  ::ti w l : h  ~nformstlon synthesized and delivered to Central 
!i?era~;Jns as required. c Y o s t  Provinces do not have functlonn;r;S 
p h c ~ o c o p >  machines. 

- . .  6 .  .4 ilstlng 2: a l i  Sistrlcts w r t h  DPCCS Delegates. 



DEPARTAMENTO DE PREVENCAO E COMBATE AS CALAMIDADES NATURA 

Y B,'? C ~ n t e n t o r  Memo) Quant~dade - .  .......... .I' 

Saida Saldo Sdd0 por - 1 Enviar 



- .  , - -  - 
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SELECTED LSU/C.ARE EXTERNAL REPORTING ISSTRUXENTS 



ANNEX H 

SELECTED LSL/CARE EXTERNAL REPORTISG INSTRUYESTS 

Selected LSL/C.ARE reporting rnstruments alscussed In Cnapt -er  
3 are presented hereln, 

1 .  ".~vailability/Utllrzatlon/Stock Balance" Reports f r ~ m  July, 
1 9 8 7  through Aprrl, i 9 8 8  b y  provlnce by the three key corn- 
moditles. These are complled based on the 1nformat:on ~n tne 
Fro\lnclal ?lonthly Inventories cilscussed ~n Annex H. T h r s  repcr: 
1s noc yet computerized. 

2. Two examples of the new "3onor Shipment Report" *hich 1s 
still rn Freparatlon. The frrst 1s for Yaster Shrpment File 
%umber 2 6 7 ,  korid ilslon marze. Thls example notes arrrval of 
parts of the shlpment ~n Tete provlnce from Yalawi via truck 

, .I 

( ca ) over a 3 month perlod. The flrst page notes baiance on 
hand, entrres, rssues, losses and balance. The second page 
provrdes a llsting of quantlt~es lssued to distrlcts by month. 
The remaining balance of 1 7 0 i ;  'alstributed' inciudes 16988 to 
the distrlcts and the 26 lost on the first page. 

The second Donor Shlpment Report example provldes pieces of' 
a l a r g e  C S A I D  shlprnent of 011, number 1 4 6 .  It %as shipped on 
dlfferent vesseis and at dlfferent times and was b r o k e n  rnto 
seLeral sub-shipments, 136.A through 4461. Reports for A ,  5 ,  C 
and T are presented hereln in the interests of brevity. Each 
f ~ r s t  page notes which prol-ince it arrlsed at, by entry, issues, 
losses, a n d  remalrllrig balance. Second sheets ( and more pro1  1 ~ 1 6  
~ n f o r r n a ~ i c n  on rssue b y  prax:nce by distrlct by quanti~y sver 
time. 
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Best Available Copy 



PROVINCIA DISTRITO 

TET 0 1 / 8 7  
YOATI ZE 
DESLOCADOS 
C. BASSA 
C I D U E  
,-. L. - - - .. - \  T:. 

+ - 
L A  

QUAN 

Best Available Copy 



SOF 07/87 
SOF 08/87 
SOF 10/87 
SOF 11/87 
SOF 12/87 
TET 10/87 
TET 11/87 
TET 12/87 

* * *  Total * * *  

ABERT/BAL ESTRADXS SAIDAS DETERIOR SALE)(; 



PROVINCIA DISTRITO QUAN 

t t  SOF 07/87 
GORONGOSA 
MACHAMGA 
NHAMATANDA 
MUANZA 
DONDO 

* *  Subtotal t *  

* *  SOF 08/87 
3ACHANGA 

* *  Subtotal * *  

* $  SOF 11/87 
DONDO 
BUZI 
MUANZA 
NHAYATANDA 
GOROhGOSA 

$ *  Subtotal * *  

* *  SQF 1 2 / 8 7  
BEIRA 
BUZI 
MCANZA 
YACHANGA 
CIDADE BEIRA 
S U Z  1 
YLANZ.4 
tV1ACHXNCA 

* $  S u b t c t a l  * *  



GAZ 0 8 / 8 7  
ISM 0 7 / 8 7  
INH 0 8 / 8 7  
PSI.! 0 9 / 8 7  
INH 10 /87  
ISH 11 /87  
INH 1 2 / 8 7  
SOF 0 7 / 8 7  
SOF 0 8 / 3 7  
SOF 101'87 
SCF 11 /87  

T0AN9 MAVIO CBBCADA QUAMT BI!BALACB!! PESO aIThOf0  M"b"b Llr 

av % r : l h t 8  I l e a  0 I 1 0 ? / 8 7  39806 aacos 5:.j :4$C,3C 

ABERT/BAL ENTRADAS SAIDAS DETERIOR SALDO 





PROWINCIA DfSTRITO BWA.N 

* *  GAZ 08/87 
MAN JACAZE 
CHI BUT0 
GUIJA 
MASSINCIR 
MASSANGENA 

* *  Subtotal * *  

S *  INH 07/87 
YASS I NGA 
MORRU?lBEK)\;E 
HOMOINE 
PANDA 
JANGAMO 
ZAVALX 
YAXIXE 
3.421 I XE 
XASS I NGA 
NORRUMBENE 
HOMOINE 
P.4NDA 
ZAVALA 
CIDADE DE INHAYBANE 

* *  Subtotal * t  

* *  INH 08/85 
CIDADE DE INHAYBANE 287 
FUNHALOVRO 4 2 3  
MASSISGA 627 
3ORRUYBENE 536 
HO?IO I NE 2 1 0  
PANDA 5 6 3  
JANGXMO 5 7 0  
ISHXRRIME 240 
YAXIXE -177 
CIDADE DE I N H X V S A N E  1108 
YASS ING.4 1966 
MORRUMBENE 1 9 7 2  
HOYO INE 1390 
PANDA 1222 
JANGAMO 521 
INHARR IME 782 
ZAVALA 660 

* *  S u b t o t a l  $ $  

13554 

$ *  INH 09/87 
C I DADE 
C . XAXIXE 
JANGAMO 
INHARRIME 



L" cIIynnuwtZu 

t *  Subtotal * *  

t t  XNH 10/87 
PANDA 
CIDADE. 
C . MAXIXE 
ZAVALA 

% t  Subtotal $ 8  

* *  INH 11!87 
VliANKULO 
C I DADE 
C .  YAXIXE 
JANGAY0 
ZAVALA 
IKHARHIME 
PANDA 
HOMOINE 
MORRUYBENE 
MASSISGA 
FUNHALOL'RQ 

* *  Subtotal * *  

z *  INH 12/87 
CIDADE DE INHAYBANE 
XAEOTE 
YAXIXE 
J.4!iGA,h.iO 
HOYOINE 
XIASSISGA 

% *  S u b t o t a l  * %  

* *  SOF 0 8 / 8 7  
Y.4CHANG.4 
U R R O M E L  

* *  Subtotal * *  

* *  SOF 1 0 / 8 7  
CIDADE BEIRA 
BLiZI 
MACHAKGA 
MUANZA 

* *  Subtotal * *  

* *  S.3F 11/87 
CIDADE BEIRA 
SHAMATANDA 
GORONGOSA 



t t  SOF 12/87 - 
BEIRA 
MACHANGA 
CHIBABRVA 
GORONGOSA 
CIDABE BEIRA 
BUZI 
MACHANGA 
CW IBABAVA 
GORONGOSA 

t *  Subtotal 8 %  





PROVINCIA DXSTRITO QUAN 

t 8  GAZ 11/87 
CHI BUT0 
CHICUALACUALA 
CHOKWE 
GUIJA 
MASSINGIR 
XAI - X A I  

* t  Subtotal :: 

* t  GAZ 1 2 / 8 7  
CHIBUTO 
C H I C V A L A C U A L A  
CHOKWE 
GUI J A  
YABXLANE 
XAN J A C A Z E  
YASSANGEtr'A 
YXSSINGIR 
YACIA 

$ *  S u b t o t a l  * *  

t t  ISH 0 7 / 8 7  
C IDADE DE INHAYBANE 
VPLAIGCLLOS 
YASS ISCA 
MORRUYBENE 
HOMOI?;E 
JANGAY0 

* *  Subtotal * *  

t i  ISH 0 8 / 8 7  
3XX I SE 
FUSMALOCRO 
YXSS TSGX 
YQRRCMBESE 
HOMOINE 
PANDA 
JXSGXMO 
ZAVALA 
CIDADE DE INHAYBANE 

i t  Subtotal * *  

$ 2  INH 09/87 
C IDADE 
JANGAMO 
ZAVALA 
INHARRIME 
MASS INGA 
MORRUMBENE 



- - - - - - - - 
FUNHALOURO 
HOMO1 NE 
PANDA 
INHARRIME 
ZAVALA 
C . MAXIXE 
C IDADE 

t t  Subtotal * *  

* *  INH 1 0 / 8 7  
CIDADE 
C . YAXIXE 
ZAVALA 

* *  S u b t o t a l  t *  

* t  XiAS 08/87 
YOCOSSA 
GURO 
YANICA 
GOSDOLA 
CIDADE 

S t  S u b t o t a l  * *  

** MAN  09/87 
S U S S U N D O N G A  
YACOSSA 
TAYBARX 
YACHAZE 
YAN I CA 
C I DXDE 

$ *  Subtotal * *  

* t  !%AX 1 0 / 8 7  
TR-ABALHADORS DPCCN 
GLRG 
T A 3 H A R A  
YAC'rlAZE 
BARUE 
XXX I CA 
YOSSURI ZE 
GONDOLA 
CIDADE 

*t Subtotal * *  

* MA?; 1 1 / 8 7  
CHIMOPO 
GONDOLA 
BARUE 
MACOSSA 
CUR0 
TRAB.  DPPCCS 



* *  MAN 12/87 
TRAB. DPPCCN 
CHIMOIO 
GONDOLA 
SUSSUNDENGA 
MAN I C A  
BARUE 
MACHAZE 
MACOSSX 
MACOSSA 
TAYBtaRA 
GL'RO 
T R A B .  D P P C C S  

* *  Subtotal t *  



?XU Wo. DOAD09 #%BCADORIA TBAWS W A V I O  

PROVf N C I A  XBERT/BAL E N T H A D A S  

YAS 1 2 / 8 7  
t t t  Total * t *  

SAIDAS DETERIOR 



- I S T  O W P E R S O N S  CONTACTED 
A 4 D  

El-ALU.1TIO.Y TEAY SCtiEDULE 



ANNEX I 

LIST OF PERSONS CONTACTED 

Y s .  Jui:a Taft, 31rectcr, A . I . 5 . / G F S . A  
Ys. Lauren R .  iandrs, Elsaster Operatrons Assistant, 

4 .  i . 3 .  iOFD.4  - 
Y r .  Dennls J .  L :ng ,  ~ ~ ~ a l u a t : o n  T e c h n o k o g l e s ,  I n c .  reseascn 

spec1al:st asslgned to O F D A  
Yr. R:cnar$ Loudrs, A .  i .5. / F F F  
Yr. Jaxes gagano, . A . I . D . / . A F R  Yozarnb~que D e s k  O f f r c e r  
Y r .  kev:n Lather, Afrlcare  Southern Afrrca Reglonal L l r e c t o r  

Y a o u t c  C: t y  , Yozambl~ue 

.4mhassador of :he inlted S t a t e s  of America Yeilssa kells 

?1r. P r a k a s h  Ratilal, Chairman 



Yr. Salornao Yambo, Sational Dlrector 
Y r .  J o a o  iose Yacarlngue, LSL Cc-Dlrnetcr 
Y r ,  A f ~ n s o  Y ~ n j a n r ,  LSL Cocrdinater 
Y s .  ;oaqtilna Baslllc, tSi C o a p u t e r  Operator 
Y r .  Sxen Farnpeii. I n D e ~ e l o p  t S ~ e d i s h  Consulting k r m j  5rnA>r 

4dx :sor/3ls~ster Reiref, DPCCL 
\!r. C. Fararnlcc, Transport Sec:lon/Truck Park 

Y r .  Arturo Hein, LSDP Resrdent Representative 
Y r .  Lucieie Ramlrez, WFP X d v l s o r  
Yr. Yartlnez, k F P  Advisor - 
Yr. nlchard ?lorgan, U ! i I P ' -  L izf - 
Y r .  krirlque Yadueno-Lear , UKICEF Progrzrn Officer < E m e r g e n c y  i 

- - h a r i d  1 - i s i o n  Internationai 

Y r .  Stefan C a r l o s  Toma, Deputy S l r e c t o r  
? 1 r .  R e ~ n a i b a  Rutter, Sommoditles Officer 
Yr. h a l t e r  Ylddieton, Commodities, Yanager 
. ic:l;:am Hagelman, C u n s u l t s n t  ass;gned tc iii i3:- ??ar;ne 

G t  srseas Services 

Yawuto Province 

?jr. Domingos Yondlane, DPCCS Provlnclal Director 
Yr. Zicuela, DPCCS Director of Commodities 
Yr. K . P .  Belliappa, C.\RE/LSU Provincial Logistics Officer 
Boane District Administrator 
Boane District DFCCN D e l e g a t e  



Yaputo Province continued 

Private Transporters 

..A -- 1 . . i a ,  A S S  i ~ t ~ ~ i t  >t.';aiiagei-, Ti-aiispor- it;.^ L o u r e n c o  
Yr. Antonio Arnerrl Guedes, Owner, Transportes G u e d e s  
Yr. Simoes Leite, Ouner, Transportes Simoes Lelt? 
?lr . Abdul Kamissa, Owner, Transportes Kamissa 
Yr. Salema Yufundlsse Chlblque, O ~ n e r ,  Transportes Chlbrque 
?1r. Hermari Dores Da Yata, Servlces Inspector, Entreposto 

;omercial de ?locamblque, S.X.R.L. 

Yr. Ellsio Lamarques, Planning h Information Offlcer 
Yr. Henrlque Darar, .Adminrstra~i\e Ghlcf 
Yr. Pascual, Plannlng Sectlon 
Yr. Antonlo Penlcera, Commodrties Section 
Yr. Henrique Jose Samuei, Deputy Chief of Transport 
Y r .  Antonio Ssrmento, warehouse - - 
Yr. Domlngos Yahoque, harehouse 
?!r. Eduardo Tembo Portugal, Commuditres Sectron 
Yr. Patanalk, UNICEF Trainer Y e c n a n i t  
??r. Eiernle Fortes, C A R Z / L S U  Prot.-inc:al iogrstics L f f l c e r  
Yr. Lourenco Yassemba, Gondoia Olstrlct Delegate 
Lcndoia Distrlct ?lozarnblsan Red Cross Representatrve 

Other 

?:r. Banoo, C ~ n e r ,  Transportes banoc 
Y r .  A d a m  I s m a l l ,  O ~ n d e r  , iusolatas icnpan:-- and Trar :s ;cr  tes 

I s m a l i  

S c f a l a  Province 

Yr. Yanuel Nogucrra, Frovrnc~ai 3,rectos 
?lr. D&niel Moambo, Dlrector of Logistics 
Yr. X.W. K h a n ,  CARE/LSU Provlncral Lagist~cs Offrcsr 
Yr. Firmino Pintarreso Junlor, Truck Park 

Other emergency-reiated 

Yr. David Jackson, AFRICARE Country Representative 
Yr. Ferbnando Jose Jiani Sardinha, Chief of Trogram Yobillia- 

tion and Training, Dondo District, Xuanza deslocado 
center 

Yr, Victor Gonzola, Chief Surse, Health Post, Casa Eanana 
deslocado center  

1 - 3  



Sofala Province continued 

Beira  Corridor Authority 

?!r. G o n c a i v o  F e r r a c ,  Ass l s+an t  Drreccor 
Y r .  Carlos  A i b e r t o  F o r t e s  ? I e s q ~ l ~ a ,  E n g i n e e r  
Yr. Erik S j o b e r g ,  C o n s u l t a n t  

- i r : \ - a t e / P a r a s t a t a ;  T r a n s p o r t  

- Y r .  E u a u n a c  C a r r ~ i c , ,  - Gwner, . r a n s p a r r e s  Edmundo Careeio 
Yr . L'ar ios Reis, : i n a n ~ l a ;  ; ~ n t r n i l e r ,  CA?IIOZ.ACE>I 
Y r  . J c s e  P e r e l r a  A m e r l c a n c ,  L-lce P r e s i d e n t ,  A s s o c r a t l o n  of - 

i r : \ - a t e  Shipcwners 
Y r .  T a ~ b o  C s r r r n o ,  President, Assocratlon 0 5  Pr;vate S h l p  

13xner5 
Yr. A l l a n  i n e s c r a n d ,  Consuitant, T R A Z S C A R G X  



EVALUATION TEAM SCHEDULE % TRAVEL 

T .n- Evalcation x a s  undertaken by the f o L l o x ~ r i g  Locls B e r a e r  
-. 

: n t e r r . a t i c n a ; ,  I n c .  ? r o f e s s i o n a l s :  Laura Y c P h e r s o n ,  learn Leak2er i  
2exelopment Y z n a g e m e n t  A n a l y s t ;  C h a r i e s  Beli, Prrvace S e c z o r  
Spec;a:isE: and 2c.r, H a r r , s o n ,  Transport a n d  True~:ng S p e c i a i : s e .  
T n e i r  shrr~rnary scheccie folious: 

. , 
iced . . a : ? l c P h e r s c n  b r l e f  ing A .  I .  9 .  [ k a s h l n g t o n  
7 . i- . z u r s . , ,  ?ay: Y c P n e r s o r ,  h Bell d e p a r t  k a s h l n g t o r i  . , 
fr:. .; \?a?: Y c P h e r s o n  h Bell.  travel status . , Sa:. - + yaw, . . \!c.'zi.,erson 6; Bell arrive ? f a p u t o ;  

3 a r r : s o n  d e p a r t s  Austin, Texzs 

. - T u e .  . I ?:a>- - 
S a t .  2 :  Yap: 

?!on. 3 0  Y a y  - 
Frl. 3 J u n e :  

S a t .  4 june: 

Yon. 6 3 u n e :  
Tue. 7 J u n e :  
Wed. 8 J u n e  - 
Fri.10 J u n e :  

S a t .  11 June: 

Harrlson arrlves Yaputc; entrre team reports z o  
G4R/?laputo for brlefrngs 

T -earn l l t e r a r u r e  revrew, interviews Yaputo; v r s i t  
t~ ? l a p u ~ o  Provlnee DPCCh cffrces and  E o ~ n e  
D ~ s t r i c ~  cYaputo P r o v r n c e r  

i l t e r a t u r s  reviec, ~ n t e r v l e w s ,  analysis, draf'tlng 
Yapu t o 
L. Landis o f  OFDA a r r l v e s  Y a p u t o ;  i i a r r i s o n  departs 
3aputc 

i O  copies 3 R A F T  r e p o r t  delivered t o  GAR/? lapu to  
Bell departs Yaputo 

Reviexs, revision DRAFT report 
FINAL REFORT SLBYITTED; YcPherson deparzs Yaputo 





ANNEX J 

SELECTED BIELIOGRXPMI 

Cnr ted S t a z e s  G o ~ s r n r n e n :  C a b l e s  

- ' -  . E r e n n a n ,  Tom anc n;:narC LGCKL-sod. t - . - a , u a r l o n  o r  CF3.4 Jr5r- - .. - - -  * - 
99CC-C-SS-4:CZ ts caEE/?- lozarnblque tc escablrsc as Esergenc :  
Assrstance L 5 g : s ~ e a l  i n l t  the Yozaabrca- Z e p a r t n e n t  .i - - -  ' l a t u r a i  L 3 , a i S ; t l e S  ib?C':\ i , re::,rC s c 3 s l n ; r t t e C  t-; f':F,i SPF-E.,:,:--. 
iSYS. 

Grant A g r e e m e n t s  LJ CARE Incernacl~na; in ?Iozanbrque: 

OFDA ASB-0000-6-SS-4108,  as amended,  i / 2 5 / 8 4 - : 2 / 3 1 / 8 5  

O F D A  OTR-0000-G-SS-6063, as amended, 3 / 3 0 / 8 6 - 4 f 3 0 J 8 8  

FFP 6 5 6 - 1 8 - $ 0 0 - 7 7 3 1 ,  as amended, 3 / 3 1 1 8 T - 9 / 3 0 J 8 8  

- H o l m e s ,  Paul Y . .  S t l r n u l a t i n g  irrvate S e c t o r  Trucking ic Yozaxk:- 
que--A C o n c e p t  Xe \ - : eu ' ,  ? l a p u t o ,  Sep tember  5 ,  198';. 

International Science and Technology Institute, inc. '"Draft 
Repor t  o f  Private S e c t o r  S t r a t e g y  Study'"  3 a p u t o ,  Yarch !938, 


