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ACTION MEMORANDUM FOR THE DIRECTOR
 

DATE: 
FROM: 

June 30, 1989 
Ms. Linda Lion 

Chief, Office of Hum Resources 

SUBJ: CRS/Peru OPG: Strengt
Project No. 527-0329: 

hening of Caritas del Peru 
Approval and Authorizatio: 

I. Purpose.
 

Attached for your review and approval is the PP-like document pertaining to an
 
Operational Program Grant (OPG) proposal submitted by Catholic Relief Services
 
(CRS), a registered U.S. private voluntary organization (PVO). CRS requests
 
$497,000, over an 17-month period, to support its efforts to lay the
 
foundation for the smooth, timely, efficient and effective transfer of full
 
management and implementation responsibility from CRS to its local counterpart
 
agency, Caritas/Peru, for the PL 480 Title II food-aid program, on January 1,
 
1991. The Project also involves significant Title II food inputs, to be
 
utilized in maternal-child health/Child Survival, Food-for-Work (FFW) and
 
Other-Child Feeding activities.
 

The OPG will enable CRS to strengthen Caritas/Peru's administrative,
 
managerial and technical capabillcy to plan, implement, monitor and evaluate a
 
development--orien'ted food aid program. 
Under this OPG, covering the period

from July 31, l589 through December 31, 1990, CRS will provide Caritas with
 
the technical assistance, training, and managerial, financial and material
 
support necessary to the successful achievement of this transition plan. More
 
detailed information on the OPG's background can be found in the "Background"

section of the "Program Description", which forms part of the attached
 
Agreement with CRS.
 

II. Project Documentation.
 

The OPG proposal from CRS and its accompanying cover letter, which form part

of the attached Agreement, contain a complete description of the CRS/CARITAS

PL 480 Title II Program in Peru. This OPG is designed to strengthen the
 
capacity of CARITAS del Peru to implement the program described in the CRS
 
document. As such, the purpose and goal statements of the two documents
 
differ. The goal and purpose of the OPG, specific objectives, outputs and
 
indicators, inputs, budgets, institutional responsibilities, and other
 
implementation inforication are as stated in t!he "Schedule" and "Program

Description" sections of the Agreement, t.ogether with the conditions and
 
covenants, financial management procedures, reporting, evaluation, and other
 
procedural aispects of OPG implementaticn. The goal and purpose of the Title
 
II Program, beneficiaries, details of food to be distributed and development

activities to be implemented,lare as detailed in the CRS unsolicited
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proposal. 
 Together, these documents provide all the
normally found information required
in an A.I.D. Project Paper. and
 
reviewed Appropriate
the proposal USAID staff have
and have determined 
that the Project
administratively, and financially feasible. 

is technically,
 

III. 
 Environmental Determination.
 

A Negative threshold determination for 
this activity has been prepared

for your approval and signature, and is.attached as Attachment 2.
 

IV. JI-_-Se.
 

A. 
Non-A.I.D. Contribution to the Project.
 

A.I.D. Handbook 3, Appendix 2G, requires that OPGs have at
percent non-A.I.D. least a 25
contribution. 

activity The CRS contribution
amounts to t128,0 00 

to this
 .
councerpart Government of Peru (GOP)-owned Title I
funds contribution 
 amounts 
 to $40,000.
contribution The Caritas
to this activity 
 amounts 
 to $839,000.
non-A.I.D. contribution-- The total
$l,007,060--represents
monetary inpi1ts 34 percent of total
for the project. 
 (The details 
of contributions 
by
source are presented in rable II found in AtLachment 1 ("Schedule")
the Letter of Agreement.) of
 

B. USAID Project Management.
 

The Food-for-Development Division of the Office
responsible for the of Human Resources
monitoring is
of this OPG.
requirements related to this activity were 
The management
 

the taken into consideration
analysis and establishment in
of the personnel ceiling 
and operating
expense levels for that division, as reflected in the Staffing and OE
Reduction Plan of December 1987.
 

C. Follow-on OPO with Caritas.
 

USAID plans to obligate a follow-on four-year OPG with CaritasU.S. FY 
1990. The design of this new 
late in
 

made under this transition 
OPG will reflect the progress
OPG with CRS.
specific and detailed The CRS OPC contains
performance 
benchmarks
institutional and indicators for all
strengthening 
 activities.
monitored by USAID and CRS 

These will be closelystaff.than anticipated, provisions 
To the extent that prcgrcss i5will be made Jn theto continue Caritas follow-onsupport OPOfor institutional 
strengthening 
actlvities 
as
required.
 

/1 
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V. ..
Other Concerns.
 

A. 'Women in Development.
 

Data collected by CRS/Caritas on Title II food-program beneficiaries
 are not currently disaggregated by gender; rather, data are 
collected

only at the household level, since 
the majority of food commodities
 are distributed as family rations. 
 Secondly, a review of CRS/Caritas'

project planning process indicates that 
the level of analysis of the
differing social and economic/productive roles of women and men is

deficient, resulting, in in
turn, less-than-adequate attention to
 
these differences in the project planning process.
 

Representatives 
 from CRS and/or Caritas will attend the
PPC/AID-sponsored Gender Considerations in Development Workshop at
USAID/Peru, 
scheduled for early July 1989. Participation in this
 event will allow project personnel the opportunity to discuss with the
workshop's technical assistance team strategies for analyzing these

gender- specific roles, and for
options integrating these
considerations into Caritas' future project planning, data 
collection
 
and evaluation efforts. 
 Results of this consultation will
suLjequently be incorporated 
into discussions 
held at the Caritas
 
national workshop to be held later the same month.
 

B. Gray Amendment.
 

There are no opportunities for contracting with Gray Amendment

entities 
 under this OPG, wholly executed in Peru through an
established private voluntary 
organization (PVO), Catholic Relief
 
Services (CRS).
 

VI. Congressional Notification.
 

The appropriate committees of have been
Congress informed of this activity,
and the Congressional Notification waiting period expired without objection on
May 25, 1989. USAID/Peru has received U.S. FY 1989 budget allowances 
totaling
 
$497,000.
 

VII. Recommendation.
 

Given:
 

- the need for the continuation of the CRS/Caritas feeding

operation in Peru in this time severe
of, economic
 
difficulties;
 

- the need to strengthen the Caritas operation to 
improve the

developmental impact 
 of the program, and to allow this
 
program to continue in 1991, when CRS/Peru 
ceases to be the
 
cooperating sponsor for Caritas;
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-
the project's consistency with A.I.D. and GOP health care
and Child Survival policies and strategies;
 

- the GOP's support for the Caritas program as evidenced in
GOP plans to channel much of the assistance to be provided
under the "Programa de Compensacion Social" through the
Catholic Church structure;
 

I recommend that you sign the following:
 

A. the attached Project Authorization, Environmental
Determination, Project Paper Data Sheet and Source/Origin
Waiver for Vehicles, signifying your approval of the
project and authorizing up to 
a total of $497,000 to
support the CRS Stengthening of Caritas del Peru OPG; and,
 
B. the attached 
 OPG Agreement, approving the obligation
of 	U.S. Fiscal Year 1989 funds in the amount of $497,000.
 

Attachments:
 

1. 	Project Authorization
 
2. 	Environmental Determination
 
3. 	Project Data Sheet
 
4. 	Source/Origin Waiver for Vehicles
 
5 	OPG Agreement, consisting of:


-Letter of Agreement 

-	 ISchedule T-
- Program Description,:"'fl'
 
-
Mandatory Standard Provisions C
 
-
Optional Standard ProvisionsL
 
- CRS OPG Proposal < r. 

. I , 

Drafted: 
 SHCalderon (consultant)
 
HR/FFD:N0ks
 

Cleared: 
 RLA:ANewton 
 \ L"
 
PPD/PROG:EVarillas 


PPD:WRhoads
 
COrT:PKramer
DD;AS!Iva
 

HR:LLion
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PROJECT AUTHORIZATION
 

Name of Country: 	 Peru
 

Name of Project: 	 CRS/Peru Operational Program Grant (OPG):
 
Strengthening of Caritas del Peru
 

Number of Project: 	 527-0329
 

1. 	Pursuant to Sections 103 and 104 
(c) 	(2) of the Foreign Assistance Act of
 
1961, as amended, I hereby authorize the "CRS/Peru Operational Program

Grant (OPG): Strengthening of Caritas 
del Peru" for Peru, involving

planned obligations of not to exceed Four Hundred Ninety-Seven Thousand
 
United States Dollars ($497,000) in the aggregate--Three Hundred Ten
 
Thousand U.S. Dollars ($310,000) from Section 103 and One Hundred
 
Eighty-Seven Thousand U.S. Dollars ($187,000) from Section 104 (c) (2)--in

grant funds over one-year from the date of authorization, subject to the
 
availability of funds 
in accordance with the A.I.D. OYB/allotment process,

to help in financing foreign exchange and local currency costs for the
 
OPG. The planned life of this OPG is seventeen months, from the date of
 
initial obligation.
 

2. 	The OPG consists of assistance to Catholic Relief Services (CRS) 
to
 
support its efforts to strengthen the administrative, managerial and
 
technical capability of Caritas/Peru to plan, implement, monitor and
 
evaluate a development-oriented food aid program, prior to effecting the
 
transfer of full management and implementation responsibility for the
 
entire Title II food program from CRS to Caritas/Peru, on January 1, 1991.
 

The food program to be strengthei.ed is being implemented through central
 
and diocesan-level Caritas offices in poor, underserved rural, peri-urban

and urban communities in 33 of the 42 Catholic Church dioceses 
in 	the
 
coastal and mountain regions of the country, and involves the
 
participation of both 
public and private sector organizations (most

notably the Catholic Church), as well as community groups. By means of a
 
variety of initiatives, 
including the hiring of qualified technical and
 
administrative staff, the provisiDn of technical 
assistance and financial
 
and material support, and the organization of seminars and other training
 
events, CRS will assist Caritas/Peru to develop and implement the
 
necessary systems project management, commodity distribution and 
financial management --- which will enable Caritas to assimne full,
indepnndent r~pnnnsihil iry for all aspects of the food assistance program 
at the conclusion of the OPG, and to continue to strengthen the program 
and enhance its impact in future years, 

3. 	The Grant Agreement, which may be negotiated and executed by the officer 
to whom such authority is delegated in accordance with A.I.D. regulations
and 	delegations of authority, shall be subject 
to the following essential
 
terms, covenants, and major conditions, together with such other terms and
 
conditions as USAID may deem appropriate:
 

http:strengthei.ed
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A. 
Source and Origin of Commodities and Nationality of Services.
 

Except for vehicles, commodities financed by A.I.D. under 
the 	OPG
shall have their source and origin in Peru 
or 	the United States,
except as USAID may otherwise agree in writing. 
Vehicles manufactured
in 	a Code 935 
country and purchased in Peru 
may be procured, in
accordance with the approved Source/Origin Waiver for Vehicles.
 

Except for ocean shipping, the suppliers of 
commodities 
or 	services
shall have Peru or 
the 	United States, as their place of 
nationality,
except 
as 	 USAID may otherwise 
agree in writing. Ocean
financed under the OPG shall, except 	
shipping
 

as 
USAID may otherwise agree in
writing, be financed only 
on 
flag vessels of the United States.
shipping or transportation shall be 	
Air
 

subject to the requirements of
Optional Standard Provision No. 4 for U.S. Non-Governmental Grantees.
 

B. 	Procurement of Computer Hardware and Software.
 

Procurement 
of 	computer hardware and software 
is 	authorized under the
Grant. Any such procurement, however, 
shall be coordinated with the
Voluntary Agency Commodity Tracking System Working Group in Peru, and
shall be subject to the prior written approval of USAID.
 

C. 	Other.
 

1. 	CRS/Peru will 
submit to USAID/Peru copies 
of 	all implementing
agreements in 
effect between CRS and participating public and
private 
sector entities (excluding individual communities), 
on
annual basis or 	 an
whenever implementing agreements are entered into,

amended or otherwise modified.
 

2. 	Prior to 
 the 	first disbursement 
of 	A.I.D. 
OPG funds, CRS/Peru
shall provide 
evidence of the establishment 
of 	a separate bank
account for OPG 
funds; the 
first and any subsequent disbursements

shall be made into such separate bank account.
 

3. 	In designing training 
activities, CRS/Peru and Caritas/Peru shall
utilize the experience and resources 
 of 	 other USAID-funded
 
programs, especially in the 
area of child survival.
 

Alan Silva
 
Acting Mission Director
 

Date
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ENVIRONMENTAL REVIEW 
USAID/PERU
 

PROJECT TITLE:' Strengthening of CeritaB of Peru'
 

* f 7 May 1989 (rev. 10 July 1989)PREPARER: Howard L. Clark * 

ANNEX I
 
Page 2 of
 

II. POTENTIAL ENVIRONMENTAL IMPACTS
 

B. Potentially Negative Impacts
 
any activity involving purchase, use or recommendation of
1. 

pesticideaThe Equipment and Tools budget section of the PID shows
 

esticides. All
 
* * * pesticides. or recommendations for the use of 


such pctivitles involving pesticides. inclti61ng the purchase of
 

equipment to be used for pesticides, cannot be funded by the Project
 

without a formal EnviroDmental Asessment and the Inclusion of a
 

program for nteQratedPest Mnagement, If necessary, such
 
est ic ide u
goP s sho ld be inclU,
restrictions on activiti 


PrOiect Ao.ggne, (AID Regulation 22
 a Condition Precedent in the 
* * CFR art 216, Section 216,2(e) and the rAk require * 
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4. 	(DELETE SECTION ON POTABLE WATER & SEWAGE, replace with following I
 

potable water and eew1ge systems, AID iegaulation 22 CYR Part 210, Section 
216.2(d), states, "Classes of Actions Egrmally Having a jgnificanr
Effect on the Environment.,-) Thr following classes of actions have bn
 
determined generally to hmve a significant effect on the environment nd 
an Environmental Assessment or Environmnental Impact Statement, as 
appropriate, will be reguirea: . , . (xi) Potable water and sewerage 
projects other than those that ore small-scale." As the Project only

plans activities in very small communities, and therefore systems of small
 
sclle, there is no necessity for an EA or EIS. 

III. 	 ACTIONS RECOMMENDED
 
* * * environmental degradation.
 

(3rd paragraph to end of page, "The REMS or . . . Threshold Determination" 
DELETE entirely, replace withil 

The Mission Environmental Officer (MEO) should be involved in preparation 
of the Scopes of Work and Training/Experience requirements of the TA team,
 
including the final Project Paper and discussing details of Project
 
implementation with the implementing agency (Catholic Relief Services, CRS).
 

The activities listed in II.A, above, need no further Environmental
 
Review, but activities in II.B. will require continuous review by the MEO (and
 
USAID/Peru engineers if construction of facilities is planned) during design.

Related activities, such as similar subprojects in small-scale irrigation, can
 
be included in a general review, but construction of minidams or similar
 
structures will require individual Environmental Assessments before funding is
 
allowed, because of the significant differences that will exist in each
 
location.
 

Because of the present ,y-undetermined details of specific activities to be
 
undertaken by CRS in each 
 ommunity, CRS will submit quarterly proposals to
 
the MEO, for approval by th; ,egional Environmental Management Specialist
 
(REMS/SA) and/or the LAC Bureau Environmental Officer, of newly planned
 
activities.
 

((( ED OF DOCUMENT H 
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3 ATTACHMENT 

AGENCY FOR INTEIRNATIONAL 0VELOPMENT I. TRANSACTION CODE DOCUMENT
 
PROJECT DATA SHEET A - AddI A I change Amendment Number CODE
Z__ L.AJ 3D = Delete 

2.COUNTRY/ENTlITy 
 3.PROJECT NUMBER
 
PERU 
 1527-0329


4. BUREAU/OFFICE 5. PROJECT TITLE (maxixwmq4O chwactere) 

LAC G05s "PG CRS - Strengthening of CARITAS/Perl

6.PROJECT ASSISTANCE COMPLETION DATE (PACD) 7.ESTIMATED 15ATE OF OBLIGATION
 

(Under ';'b,,iow, -Mae 1. 2, J,or 4)
MM DD YY 

1112131119110 A. IniiaiFY L9 B.QuartcrJ9 C.Tri 
FY [8198.COSTS (1000 OR EQUIVALENT $1= 

A.FUNDING SOURCE FIRST FY -LIFE OF PROJECT_B.FX 
 C.LIC 
 L Total E.FX 
 F.L/C G. Total

AI Appropt-Wed TouW 
 64 433 497 
 64 433 497


(Grant) 
 ( 64 )( 433)( 497)( 64 ( 433 )( 497)
(LOan 
 ( - )( -)( -)( ( - )( -
Other I. CRS - 128 128 - 128 128U.S. 2. Title II Monetizat. - I442 1,442 
 1 442 1,442
HouCouny PL 480 Title I  40 40 
 - 40 40

Other Donor(s) - 839 839  839 839
 
TOTAL S  64 2,882 2,946 64 
 2,882 2,946


9. SCHEDULE 
OF 
AID FUNDING 
($000)

A.APPR PRIMARY C.PRIMARY
PRJATIONPUP"SE 
TECIL CODE
PRJTIO pUPOSP.OBLIGATIONS TO DATE E.AMOUNTTFIL ODETHIS APPROVED
AMTON F.LIFE OF PROJECT
 

CODE I.Grant 2.Loan 1.Grant 
 2.Loan I.Grnt 2.
Loan 1.Grant 2.Loan
 
(LF _ 380 
 310
(2) CS 580 310
 

187 
 187
 

(4) 
TOTALS &N-

497
10. SECONDARY TEC.HNICAL CODES (maxu-num 6 codes of 3posinons ech) 
497 

11. SECONDARY PURIOSL CODE 
30 I 39 - 510 I 530 1 550 I 323-51012. SPECIAL CONCERNS CODES (maximum 7 codes .44 postsuos each) 

A. Code BR BU NUTR PVOu 
B. Amount 

13. PROJECT PURPOSE (maximum 480 characters) 

To strengthen the administrative, managerial and technical capability of
 
CARITAS/Peru to 
plan, implement, monitor and evaluate a development-oriented
 
food aid program.
 

14. SCHEDULED EVALUATIONS 15. SOURCE/ORIGIN OF GOODS AND SERVICES 

WM VY MMl YNYIM,419.1o, Ffl,, 14'0'o.1 
 _ 00 9,, 1 Local [ Oher(Sp oly) Peru 
iti. AMh.iNim N-IJ ,NAI'UE OF'CIIAP L k'I{OeI'StD (Thu is page of a _ page PP .4mendmernt) 

Mission Control'er has reviewed and concurs with the method of 
implementation
 
and financing included herein.
 

-aul__ramer, 
Controller
 

Ssg atie 
 1&.DATE DOCUMENT RECEIVED
 
17L.APPROVED 

N AlDfW, OR FOR A/W DOC. 
BY Title MENTS,DATE OF DISTRIBUTIONAlan Silva 
 Date Signed 

Acting Mission Director MM 1 DD YY MM I DD YY1

__ __ 10171__ __ ___1__ 1518 [ 
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ACTION MEMORANDUM TO THE DIRECTOR
 

From: LeroXw kson, PDO
 

Subject: Source/Origin Waiver for Procurement 
of Vehicles for PL 
480 Title
II Cooperating Sponsor, CRS/Peru (Project 
11C. 527....
 

A. Problem
 

Your approval is required to authorize a source 
and origin waiver from A.I.D.
Geographical Code 000 (U.S. only) to 
code 935 (Special Free World) 
to permit
the procurement of 
a non-U.S. manufactured motor vehicle at 
an estimated cost
of $20,000 under the CRS Operational Program Grant Strengthening of CARITAS
del PEru (Project No. 527-0329).
 

B. Facts:
 

(a) Cooperating Entity: 
 CRS/Peru
 

(b) Nature of Funding: 
 Operational Program Grant
 

(c) Description of Gcods: 
 6 cylinder 4-wheel 
drive, closed-cabin
 
Toyota Land Cruiser
 

(d) Approximate Value: 
 $20,000
 

(e) Probable Source: 
 Peru
 

(f) Probable Origin: 
 Japan
 

C. Discussion:
 

Sources of 
spare parts and service 
for the vehicles 
must be irnediately
available within, or 
close to, the areas 
of project operations. Failure to
procure suitable vehicles and 
to provide for readily available spare parts and
service is tantamount to ensuring delays 
and serious problems in project
implementation. 
 The vehicle to be purchased by 
CRS will be used by CARITAS
del Peru as a utility vehicle 
to provide staff transportation and deliver
project materials, frequently in 
remote rural highland areas, where
maintenance and repair facilities 
are severely limited.
 

Whenever practical USAID/Peru 
 has encouraged the procurement of U.S.
vehicles. For example, when project 
vehicle users are located in T,imr ;ndhave access to 
 repair facilities 
or spare parts U.S. vehicles may be 
a
suitable option. However, 
in other situations, 
such as the vehicles needed
several years 
ago for a HR/HN health sector project, U.S. manufactured
veh.cles purchased by USAID/Peru proved to be unuatisfactory. These larger
size U.S. vehicles experienced 
many problems in the negotiation of rurai
Peru's narrow, steep, winding, and 
often muddy unpaved roads that lead to
project sites. The U.S. 
vehicles 
vere difficult 
to service, local mechanics
were unfamiliar with them, and spare parts were not readily available.
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While U.S. manufacturers do provide the types of vehicles required in Peru
six cylinder, four wheel -drive, closed cabin wagons, they longer provide
no 


formerly 
or any spare parts. Ford, Chevrolet, and Chrysler, which
 

adequate service 

assembled 
 cars in Peru, shut 
down their operations
Gradually, dealers in 1980.
have stopped stocking U.S. spare
market, parts for a diminishing
and reliable servicing as well as 
meaningful warranties have all but


disappeared.
 

Meanwhile, Nissan 
and Toyota companies, 
maintain nationwide spare
service capabilities, parts and
and import vehicles 
wagons, which are 
such as jeeps and closed cabin
the most common 
imports for service in rural areas
the excensive service network that 

due to
 
frequently required spare parts 

exists. Both companies provide stocks of
at field locations 
as well as in Lima; and
mechanics at field locations are trained at the assembly plants in Lima.
 
CRS requests 
a waiver which would permit it to purchase the required project
vehicle from 
Japan. While 
four wheel drive pick-up model vehicles are
produced by Toyota and Nissan in Peru, the closed-cabin model wagons are
produced Peru in not
in or 
 any other Latin American countries by these same
companies.
 

D. Waiver of Section 636 (i)
 

Section 636 (i) of the FAA, as 
amended, prohibits the procurement of vehicles
of non-U.S. manufacture. 
 However, the provisions of 
Section
waived when special circumstances 636 (1) may be
exist. 
 Under Handbook 1, Supplement
Chapter 4C2d(l), special circumstances B,
 
are deemed to exist if there is
"9present or 
projected 
lack of adequate service
parts for U.S. manufactured facilities and supply of spare
vehicles." 
 As described
circumstances above, special
do exist which justify the waiver of Section 636 
(i) of the FAA
for this Project.
 

E. Source/Origin Waive:
 

Any 
change of tae authorized 
codes for the source/origin
prpcurement requires of a particular
a source/origin 
 waiver.
Supplement B, Chapter 5B4A, one of the criteria for 
Under A.I.D. Handbook 1,

approving such
that the commodity is not a waiver is
available (understood here
servicing to include the necessary
and spare parts) from countries 
included in 
the authorized
The authorized source/origin codes code.


for the mentioned Operational Program Grant
are code 000 and Peru. To issue 
a waiver from code
also make 000 tc code 935, you must
the following certification under the 
Presidential Determination of
October 18, 
1961 (26 FR 10543, Nov. 9, 1961):
 

"Exclusion 
of procurement from Free 
World counhrpq
cooperating country and 
other than the
countries 
included 
in Code 941 would seriously
impede attainment of U.S. 
foreign policy objectives and objectives of


foreign assistance program." 
the
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F. Authority
 

In accordance with the above applicable itatutes and regulations, including
 
the terms of the LAC Delegation of Authority dated 12/16/88, you are
 
authorized to waive source/origin requirements to permit the purchase of AID
 
code 935 vehicles when the procurement value, excluding transportation costs,
 
does not exceed $50,000.
 

Recommendation: Based on the information' presented 
 above the project
 
committee recommends that you:
 

(1) sign this sourcr/origin waiver from AID Geographic Code 000 to code 935 to
 
permit procurement frkm a Code 935 country for the CRS OPG:
 

- one 6 cylinder, 4 wheel drive, closed cabin wagon, imported from Japan 
approximately $2C,000 CIF Callao (for Project No. 527-0329 CRS). 

(2) by your signature also certify:
 

- that special circumstances exist which merit a waiver of the provision of 
636(i) of the Foreign Assistance Act of 1961, as amended; and 

- that exclusion of procurement from Free World countries other than the 
cooperating country and countries included in Code 941 would seriously impede
 
attainment of U.S. foreign policy objectives and objectives of the foreign
 
assistance program.
 

Approved : -___ ._ _, 

Disapproved:
 

Date : __ _ __ _ 

Drafter:FFD:Nj4Iks:Vargas
 

Clearances: 
FFD:!JPerns y7 
HR:LLion _" _ 

CONT: PKramer 
PROG:WRhoads _ 

DD:ASilva
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PROJ ECT AGREEMENT 

AGENCIA PARA EL DESARROLLO INTERNACIONAL
 
DE LOS ESTADOS UNIDOS EN EL PERU (USAIO/PERU)
 

C/O EMBAJADA AMERICANA
 
LIMA - PERU 

TELEFOND 333200
 

July 26, 1989
 

Mr. Johm Preissing
 
Sub-Director
 
CATHOLIC RELiII. SERVICES, CRS
 
E. Torres Saldamando 146
 
LIMAt 1
 

Subject: 	 CRS OPG: Strengthening of CARITAS del Per6
 
Project No. 527-0329
 
Grant No. 527-0329-G-00-9246-00
 

Dear Mr. Moriarty:
 

Pursuant to the authority contained in the Foreign Assistance Act of 1961, as
 
amended, the Agency for International Development (hereinafter referred to as 
"A.I.D." or "Grantor") hereby grants to Catholic Relief Services (hereinafter 
referred to as "CoRS" or "Grantee") the sum of Four Hundred Ninety-seven 
Thousand U.S. Dollars (497,000) to support the Strengthening of CARITAS del 
Per Project as described In the "Schedule" of this Grant (Attachment A) and 
the "Program Description" (Attachment B). 

This Grant is effective and obligation is made as of the date of this letter 
and shall apply to commitments made by the Grantee in furtherance of program 
objectives during the period beginning with the effective date and ending 
December 31, 1990.
 

This Grant is made to C'S on condition that the funds will be administered in 
accordance with terms conditions set inthe and as forth Attachment A 
("Schedule"), Attachment B ("Program D)escription"), Attachment C ("Mandatory 
Standard Provisions for UI.S. liongovernmental Grantees"), and Attachment D 
("Optional Standard Provisions for U.S. Nongovernmental Grantees"), and within 
the general context of the OPG proposal submitted by CRS, all of which CRS 
agrees to by virtue of youi signature below. 



Please sign all 
 ix (6) copies of this letter to acknowledge your receipt 
of

the Grant and r 
urn five (5) to A.I.D.
 

ip erelv.
 

Ale)ander F. Watson 
 Alan A. Silva

Ambassador 
 Acting Director
 

USAID/Peru
 

Attachments:
 
a. Schedule
 
b. Program Description
 
c. 
Mandatory Standard Provisions for U.S. Nongovernmental Grantees
d. 
Optional Standard Provisions for U.S. Nongovernmental Grantees
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SCHEDULE
 

I. Purpose of the Grant.
 

The 	purpose of this Operational Program Grant (OPG) is to provide support to
 
Catholic Relief Services (CRS) to strengthen the administrative, managerial
 
and technical capability of Caritas/Peru to plan, implement, monitor and
 
evaluate a development-oriented food- aid program, prior to effecting the
 
transfer of full management and implementation responsibility for the entire
 
Title II food program from CRS to Caritas on January 1, 1991.
 
The 	Project is described more fully in Attachment B to this Grant, entitled
 

"Program Description".
 

II. Pericd of the Grant.
 

The effective date of this Grant is the date of the Letter of Agreement. The 
expiration date of this Grant is December 31, 1990. 

III. Amount of the Grant and PayNment. 

A. USAID hereby obligates the amount of $497,000 for purposes of this
 
Grant. 

B. 	Payment shall be made to the Grantee in accordance with procedures set
 
forth in Optional Standard Provisions los. 2 and 3, entitled
 
"Payment: Periodic Advance" and "Payment: Cost Reimbursement", of 
Attachment 4 to this Grant, except as specifically stated in relevant 
sections of this Grant.
 

IV. Financial Plan.
 

Table I of this Schedule comprises the A.I.D. Grant Budget, indicating cost 
elements, foreign exchange and local currency costs as authorized, and total 
obligations expected over the life of the OPG. Aggregate shifts among 
A.I.D.-finance'J line items in the Grant Budget in excess of 20 percent shall 
require the written approval of USAID. All financial reporting shall be made 
against the Grant Budget, revisions to which shall be made in accordance with 
Mandatory Standard Provision No. 4, entitled "Revision of Grant Budget", of
 
Attachment: 3 to this Grant. Table II presents the projected expenditures of 
the 	total project detailed by all funding sources, cost element, and project
 
year; it also indicates the contributions needed from CRS/Peru, PL 480 Title 
counterpart (Government of Peru-owned), and PL 480 Title IT monetizations. 
Additionally, Table II shows U.S. food resources and Caritas and recipient 
contributions to the program.
 

V. Requt.red Documentatlon. 

The 	Grantee agrees to provide ::o USAID/Peru all required documentation as
 
described in the following sections of Attachment B, "Program Description", as 
follows:
 

I 
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A. 	In care of the Office of the Controller, USAID/Peru:
 
- Section VI: -Financial Management.
 

B. 	In care of the Food for Development Division, Office of Human
 
Resources, USAID/Peru:
 
- Section VII: Reporting and Evaluation; and,
 
- Section VIII: Other conditions.
 

VI. Standard Provisions.
 

A. 	All Mandatory Standari 
Provisions for U.S. Non-Governmental Grantees
 
(numbered 1 through 12), Attachment 3 to this Grant, apply to this
 
Grant. Allowable costs will be explained in detail as an Annex 
to
 
this Grant Agreement.
 

B. 	The following Optional Standard Provisions 
for U.S. Non- Governmental
 
Grantees, Attachment 4 to this Grant, apply to this Grant: Nos. 2, 3,

4, 5, 6, 7, 9, 11, 12, 13, 14, 20 and 23.
 

VII. Title to Property.
 

Title to any property purchased under this Grant 
will be vested in the
 
Grantee, in accordance with Optional Standard Provision No. 20 
of Attachment 4
 
to this Grant.
 

VIII. Overhead Pate.
 

It is 
agreed between the Grantor and the Grantee that a rate of 8.5 percent be

charged to this Grant to cover overhead costs of CRS/Peru as project sponsor.

Given that only 
one 	obligation of funds is envisaged, it is not anticipated

that this 
figure will require adjustment in accordance with Optional Standard
 
Provision No. 12 of Attachment 4 to this Grant.
 

IX. Conditions and Covenants.
 

Authorized source and 
origin of commodities and nationality of services,

conditions concerning the procurement 
of 	computer hardware and software, and

other conditions and covenants to 
the 	Grant are presented in Section VIII of
 
Attachment 2 to this Grant and are agreed 
to by the Grantee and Grantor as
 
therein stated.
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TABLE I
 
A.I.D. GRANT BUDGET, BY COST ELEMENT
 

BY FOREIGN EXCHANGE AND LOCAL CURRENCY COSTS
 
(In Thousands of U.S. Dollars)
 

Obligated
 
Amount
 

(From 7/1/89
 
To 12/31/90)
 

Cost Element 
 US$ LC
 

Caritas of Peru
 

Technical Team Salaries 
 50.5
 
Travel and Per Diem 
 15.2
 
Seminars 
 - 32.5
 
Vehicle 20.0 -

Computers 12,0 -


Caritas Sub-Total 32.0 98.2
 

Diocesan Caritas
 

Child Survival
 
-- Training - 59.5 
-- Salaries - 22.4 
-- Supervision - 63.0 

Development Projects 169.5
 

Diocesan Sub-Total 314.4
 

CRS
 

Audit and Evaluation 
 16.0
 
Overhead (8.5%) 36.4 -


CRS Sub-Total 36.4 16.0
 

SUB-TOTAL US$/LC 68.4 428.6
 

TOTAL 
 497.0
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TABLE II 
PROJECTED EXPENDITURES, BY SOURCE,
COST ELEMENT, AND PROJECT YEAR a/ 
(In Thousands of U.S. Dollars) 

Source/Cost Element 
 Year 1 Year 2 Year 3 TOTAL
 

A. A.I.D. OPG
 

Caritas of Peru
 

Technical Team 
 5.9 35.6 9.0 50.5

Travel Expenses 
 1.9 10.5 2.8 15.2

Seminars 
 12.2 20.3 
 - 32.5

Vehicle 
 - 20.0 
 - 20.0
3 Computers 
 - .2.O - 12.0

Caritas Sub-Total 
 20.0 98.4 11.8 130.2
 

Diocesan Caritas
 

Child Survival
 
-- Training 
 - 59.5  59.5
 
-- Salaries 1.4 16.8 4.2 22.4
 
-- Supervision 4.2 50.4 8.4 63.0
 

Development Projects 
 - 132.0 37.5 169.5
 
Diocesan Sub-Total 
 5.6 258.7 50.1 314.4
 

CRS 

Audit and Evaluation 
 - 10.0 6.0 16.0
Overhead (8.5%) 
 22 28.5 5.7 36.4

CRS Sub-Total 
 2.2 38.5 11.7 52.4
 

T 0 T A L 97 12. .... . 

a/ For the purposes of 
this budget, Year 1 is 7/1/89 -9/30/89; Year 2 is
 
10/1/89 - 9/30/90; Year 3 is 10/1/90 - 12/31/90.
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TABLE II (continued)
 
PROJECTED FXPENDITURES, BY SOURCE,
 
COST ELEMENT, AND PROJECT YEAR a/
 
(In Thousands of U.S. Dollars)
 

Source/Cost Element 	 Year 1 Year 2 Year 3 TOTAL
 

B. 	CRS
 

Diocesan Development Projects 21.8 65.9 14.7 102.4
 
CRS Operational Costs 11.0 43.0 11.0 65.0
 

CRS Sub-Total 32.8 108.9 25.7 167.4
 

C. 	PL 480, TITLE I COUNTERPART (GOP Tc Caritas of Peru)
 

Food Storage and Handling 94.0 40.0 - 134.0 
Office Operations 6.0 - - 6.0 

Title 1 Sub-Total 100.0 40.0 - 140.0 

D. 	PL 480, TITLE II MONETIZATION (A.I.D. to Caritas of Peru)
 

Food Storage and Handling 362.0 910.0 237.5 1,509.5
 
Seminars - 30.0 30.0 
Vehicles - 40.0 - 40.0 
Computers - 49.0 - 49.0 

Title II Monetization
 
Sub-Total 362.0 1,029.0 237.5 1,628.5
 

E. 	CARITAS OF PERU
 

Salaries 29.0 117.0 25.0 171.0
 
Local Travel 2.0 7.0 7.0 16.0
 
Office Operations 18.0 70.0 18.0 106.0
 
Office Supplies 18.0 7_Q0 18.0 ] 6.0
 

Caritas Sub-Total 	 67.0 264.0 68.0 399.0
 

All Monetary Inputs
 
GRAID TOTAL 589.6 1,837.0 404.8 2,831.9
 

a/ 	For the purposes of this budget, Year 1 is 7/1/89 - 9/30/89; Year 2 is 
10/1/89 - 9/30/90; Year 3 is .0/1/90 - 12/31/91. 
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ADDITIONAL U.S. AND GOP RESOURCES
 
<not considered as part of the OPG
 

but supporting the CRS/CARITAS Expanded Feeding Program)
 

U.S. FOOD INPUTS 

rood Commodities (in Metric Tons) "4,463 17,238 4,740 26,441 

FOB Value of Food Commodities 
(in $ 000) 

1,393 5,093 1,353 7,839 

Ocean Freight Cost 

(in $ 000) 
585 2,140 568 3,293 

T 0 T A L (Food Commodity Costs) 1,978 
 7,233 1,921 11,132
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PROGRAM nESCRTPTION
 

I. Background.
 

Catholic Relief Services (CRS) and Caritas, its local counterpart agency and
 
the social-action arm of the Catholic Church, have been jointly responsible

for implementing a PL 480 Title II food- assistance program in Peru for over 
30 years. Traditionally, the focus of program activities has been of a
 
social-welfare nature, involving little more than the distribution of Title II
 
food commodities, with only Isolated attempts made to enhance the
 
developmental impact of the program or to measure 
progress in attaining the
 
program's stated primary goal of improving nutritional status.
 

Practice in recent years has 
been for CRS to be the official cooperating
 
sponsor for the Title I1 program, and Caritas the recipient of funds under 
Operational Program Grants 
(OPGs) and PL 480 Title I and Title II counterpart
 
funds to support the program. At the end of calendar year 1988, CRS/Peru
 
announced its firm decision to withdraw 
from its role as U.S. cooperating
 
sponsor for Caritas on December 31, 1990.
 

The original impetus for this decision dates back nearly half a decade to the
 
initial efforts on the psrt of CRS/'ew York to reorient its food-aid program
worldwide from a primarily social- welfare effort towards the promotion and 
support of development- assistance activities consistent with the Catholic 
Church's modern Christian Social Doctrine. By flay of 1985, CRS/NY, in 
collaboration with the then CRS/Peru country director, had drafted a 
preliminary transition strategy to assist in strengthening the institutional 
capability of Caritas/Peru to plan and implement food-assisted development
projects in which food comminodities would be viewed as but one of the required 
resources for successful implementation.
 

The timing proved Inauspicious. Among other obstacles, resistance on the part 
of the then Caritas national administration rendered the plan virtually
 
unworkable. Moreover, with Caritas in control of its own OPC funds, CRS' 
influence over Caritas' operations was limited yet further.
 

Over the course of the current fiscal year, a series of events has led to 
conditions which now bode well for the successful implementation of the 
transition plan. The administration of Caritas has been assumed by a new 
director, resulting in increased collaboration and a much-improved working 
relationship between the two Institutions. With this improved situation, 

4CRS/Peru (now also under new management), once aga n renewed its commitment to 
enabling Caritas to assume full responsibili,y for the management and 
implementation of the Title II program. USAID, CRS and Caritas all
 
recognized, however, the need to reinforce Caritas' operations in a number of 
key areas in order to ensure the smooth transfer of program management 
responsibilities. Accordingly, the parties agreed to develop an interim OPG 
with CRSI/Peru, in the amount of $497,000, to provide CRS with the necessary 
resources to strengthen the Caritas organization.
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Under this 0PG, covering the period from June 
30, 1989 through December 31,
1990, CRS will provide 
Caritas with the technical assistance, training, and
managerial, financial and 
material support necessary to the successful
 
achievement of this plan.
 

II. Goal and Purpose of the Grant.
 

The goal of this Operational Program Grant (OPG) is 
to lay the foundation for
the smooth, timely, efficient and effective transfer 
of responsibility from
CRS to Carltas/Peru for the PL 480 Title II food-aid program, 
as of January 1,

1991.
 

The purpose of this OPG 
is to strengthen the administrative, managerial and
technical 
capability of Caritas/Peru to plan, implement, monitor and 
evaluate
 a developmCnt-oriented food-aid program.
 

III. Sflwic _Objec¢titv e__s.
 

This Operational Progra.m Crant has 
three interrelated components, 
each with
Its own goal and objectives for strengthening Caritas' institutional 
capability, as follows: 

A. Pro r n/Projeet W nagem en t: 

Goa 1:
 

Expa.nd and refine Caritas/Peru's 
role and capability to serve as a
technical support organization to diocesan Caritas personnel.
 

Obj ec ti v es : 

1. Enhance Caritas/Peru's 
 current instituttonal/human 
 resource
capability in 
 an effort to contribute 
 LO the efficient

effective 
plnning, implementation, supervision 

and 
and evaluation of 

project activities at both national and diocesan levels.
 

2. Develop 
 and adopt a cohesive, internally consistent national
strategy for the planning and implementation of food-assisted
development projects through establishing: 

a. 
uniform targetting and beneficiary selection criteria;

b. short and long-term program priorities, goals and objectives; 

and,
 
c. national-level project plans in the four priority programmingareas of maternal-child health/Child Survival, 
agricultural


production, animal husbandry and income generation.
 

3. Establish and maintain strong collaborative working relationships,at both national and diocesan levels, with local public and privatedevelopment instiLtutions in an effort to maximize the benefit oflimited resources, avoid duplication of services, and build on
 
respective strengths and experience.
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4. 	Design (or obtain), and distribute to all diocesan offices,
 
appropriate, technical and didactic reference materials for each of
 
the four priority project areas, adequate in content and level of
 
presentation to meet the needs of project implementors and
 
beneficiary populations.
 

5. 	Develop and adopt a standardized project monitoring and supervision
 
system, covering all dioceses participating in the Title II food
 
program, which will:
 

a. 	provide accurate and timely data to project management
 
personnel for the purpose of tracking progress towards
 
achieving project goals and objectives;
 

b. 	allow for the timely detection and resolution of problems 
related to project implementation; and, 

c. 	contribute to the modification of project plans as appropriate.
 

6. 	Develop, and implement in at least five priority dioceses, a
 
standardized project evaluation system which will permit project 
management personnel to determine the impa::t of project activities, 
and which will contribute to the further revision and refinement of 
project plans. 

(The selection cf these "priority dioceses" will be based on a 
number of interrelated factors, including relative level of
 
socio-economic need within dioceses, size of food-aid program in 
relation to total population, current capacity for providing
 
technical assistance, access to complementary project ii.puts,
 
security considerations, and degree of comiitment on the part of 
diocesan management to the implementation of sound development
oriented project activities. It is anticipated that this OPG will 
s:rengthen this d-v olpment orientation In at least five dioceses 
over the 18-month Grant period, in each of CRS/Carltas' primary 
programing areas of MCH/Child Survival, agricultural production, 
ar.inal husbandry and income gcineration. The decision as to which 
dioceses will receive priority assistance in epzh of these four 
project areas will be reached in consultati.n with diocesan 
re-presentatives during the Caritas national workshop scheduled for 
July 1989.)
 

B. 	CormodJty Maniagement: 

Goal:
 

Facilitate the improved planning and tracking of food- commodity
 
distribution.
 

QjLc t ives: 

1. 	Coordinate with USATI)/Peru to develop and adopt more efficient and 
effective AER planning procedures through determining estimated 
food-program leveka prior to initiating the AER formulation process 
at the diocesan level. 
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2. Establish, and coordinate adequate training 
in, a computerized

commodity-management information system, 
in collaboration with the

USAID-sponsored Voluntary Agency Commodity T acking System effort.
 

3. Identify, and prepare to take, 
the steps necessary to effect

food-colmmodity shipnents from the port of embarkation in the UnitedStates to ports of disembarkation in Peru and to arrange for their
inspection upon arrival in-country, so that Caritas/Peru can

implement this aspect of the program beginning in U.S. FY 1991.
 

4. Develop, in collaboration with USAID, a commodity loss and damage

reporting system, including procedures for disposal of commodities
 
unfit for human consumption.
 

C. Financial Rnayement: 

Goal:
 

Improve tile capability of diocesan Caritas offices to plan 
project

budgets and manage 
 project funds, and, if necessary, improve the

capability and capacity of 
the national Caritas office in Lima to plan

the overall programming, disbursement, tracking and accountability of 
funds.
 

Objectives:
 

1. Provide diocesan persoruel with technical assistance, training and
written guidelines for the formulation and management of project 
budgets. 

2. Develop and implement a record-keeping system which permits

monitoring and control of ad'.ances and liquidation of funds at the
diocesan level, 
 and the timely reporting of such financial
infor:ation from the diocesan offices to Caritas' national office. 

IV. Natutlre hPro. jcct. and its Activities. 

A. Background. 

The national office of Caritas/Peru Is the official entity of the PeruvianCatholic Church, charged by the Peruvian Bishops' Conference with thecoordination of social-action programs in the country. 
The Caritas network is
built on a confederation of autonomous members, or 
diocesan Caritas, eachpresided over by its respective bishop, and operationally separate fromCaritas/Peru. Caritas/Peru acts as a national coordinating body for thisConfederation, providing 
technical and logistical support to obtain and cleardonations into Peru for the social-action programs of the dioce.ses. Althoughit can influence diocesan actions through the provision of such assistance and resources, Caritas/Peru does not control the operations of the independent
diocesan offices, and individual 
dioceses are free to participate or not in
the programs sponsored by Caritas/Peru. 
 In the case of the PL 480 TL,-le II
food program, each diocese participates under a specific agreement entered
 
into by the local bishop and Caritas/Peru.
 

I 
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In discussing the management capability of the Caritas system, it is necessary
 
to refer to two different levels: the national office (Caritas/Peru), and the
 
diocesan offices. Carltas/Peru must consolidate the plans of over 30
 
independent operational units into a single cohesive plan which is acceptable
 
to USAID, its U.S. cooperating sponsor (Catholic Relief Services-CRS), and the
 
individual diocesan Caritas offices which will actually execute program
 
plans. The interaction between Caritas/Peru and CRS forms, in effect, a third
 
level of management.
 

The CRS/Carltas program is currently the largest PL 480 Title II program in
 
Peru. During U.S. Fiscal Year 1990, these institutions plan to distribute 
17,238 metric tons of food commodities donated under United States Public Law 
480, Title II, to an estimated 408,300 recipients in 33 Catholic Church 
dioceses in coastal and mountain regions of the country. (These figures 
represent a continuation of FY 89 program levels.) Fifty-five percent of the 
food comrpmodities are progranmed to be distributed as monthly family rations 
through Food-for-Work (FFW) activities, arid 22 percent are destined for 
maternal/child health (.CII) supplementary feeding projects. The Other-Child 
Feeding (OCF) program will absorb the remaining 23 percent. In all cases, 
food rations will be used as a nutritional supplcment and/or as an income 
transfer to promote the active participation of recipients in the 
institutions' health and nutrition, production, training and income
generating activities.
 

Since 1987, the Title II food program has functioned within the framework of a 
Multi-Year Operational Plan (MYOP), which is updated annualLy. Project goals
emphasize improved health and nutritional status, increased farm and livestock 
production, improved productive and basic-service infrastructure, increased 
family n cor.,es, and the promotion of community organization and 
self-sufficiency among beneficiary populations. 

The target population for these projects is underserved rural,poor 
peri-urban and urban residents, with participant selection based on 
socio-economic criteria and commitment to active participation in project 
activities. 

B. Geographic Coverage.
 

CRS/Caritas PL 480 Title II program operations are organized in accordance
 
with the geographical and administrative divisions of the Peruvian Catholic 
Church. As such, the Title II program currently operates in 33 of the 
nation's 42 Church dioceses, in rural, per--urban ("pueblos jovenes") and 
urban communities throughout the coastal and mountain regions of the country. 
This OPG will focu:; on strengthening program operations of the Caritas 
national office located in Lima, arid of the local diocesan offices, with 
special at tention given to up to five selected diocesan offices with 
demonstrated potential to serve as models for the remaJning dioceses in the 
implementation of food--assisLed development projects. 
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C. 	Beneficiaries.
 

This OPG will directly benefit the national and diocesan Caritas 
offices.

Through the strengthening of Caritas' program 
 operations, the 408,300
recipients 
of PL 480 Title II food commodities will 
also receive indirect
benefits as 
a consequence of improved planning, implementation, monitoring and
supervision, and evaluation of Caritas-sponsored development projects.
 

D. 	Nature of Project Activities.
 

Following is a description of the 
three components of the OPG, with the
presentation of each coml..onent (project, commodity and 
financial management)

structured as follows:
 

1. 	a brief summary of CRS/Caritas' 
 current mode of operations, by
 
componcnt;
 

2. 	an analysis of the strengths and weaknesses of the current mode of 
operations;

3. 	prescntation of the goal and objectives for enhancement of management
capability, by component; and,

4. 	specific proposed actions 
to 
achieve those goals and objectives.
 

1. 	PPOC j/!'PPV!:,CTMAUACE1:rIjT CAPABQI _TY 

Currnt- Qe-i ons:qdeof 

Following is a snu-,;.ry of 	 Cartas/Peru's current 
program planning,

implementation, supervisior and evaluation procedures. 

Caritas/1'eru coll aborates closely vith 	 ofCRS in the preparation
A.I.D.-required 
 program planning documentation, including the flulti-Year
Operational Plan (MYOP) , annual updates, quarterly and annual progress
reports, program budgets and Annual Estimated Requirements (AER) of foodconLodilties in support of project activities at the local diocesan level.illustrated by 

As
the folloving surrLary, CS/Caritas' program planning process

traditionally consists of 
a mix of both bottom-up and top-down planning.
 

a. 	Throughout 
 the year, diocesan Caritas offices receive 
 requests,

generally unsolicited, for food-commodi ty 
 assistance 
 from local

coimmunity groups in support of beneficiary-identified projects.
 

b. 	Based on these requests, each diocesan office prepares project plans
and calculates 
Its commodity requirements, and submits these to its
respective bishop for review and approval, who, in turn, submits these
 
to Carltas/Peru by January 15 of each year.
 

c. 	A.I.D. 
 determines the availability/restrlction 
 of 	 specific food

commodities for the coming fiscal year and 
assigns recipient levels to

each P, 480 Title II cooperating sponsor in country. Once these
A.I.D. food-level estimates 
are available and communicated to CRS, CRS
 
shares that information with the national Caritas office.
 

http:snu-,;.ry
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d. 	Caritas/Peru holds a national-level meeting with diocesan
 
representatives in February to review and discuss diocesan project
 
plans and food requests, readjusting them in accordance with the
 
limits posed by A.I.D.-established program levels.
 

e. 	Caritas/Peru subsequently consolidates the revised diocesan plans into
 
a single national operational plan, program budget and AER for
 
submission to CRS/Peru.
 

f. 	CRS/Peru reviews and approves (or revises as necessary) Caritas
 
program documentation prior to its submission to USAID/Peru and
 
CRS/New York in March. 

Project implementation capability varies considerably from one diocese
 
to another, primarily due to marked variation in the availability and adequacy 
of human, material and financial resources. For eya:nple, some of the smaller 
diocesan offices have a General Secretary who performs a variety of functions
 
within the diocese, and only part-time volunteer workers who serve as
 
nutrition educators or social promotors; the larger diocesan programs may have
 
full-time professional staff organized by program or function.
 

Similarly, access to material or financial project support varies
 
significantly among dioceses, with some receiving occasional assistance in the 
form of project grants from CRS, the international Caritas network or from 
other outside sources; most dioceses, however, receive little or no project
 
support beyond Title II food commodities. As a result, the future
 
availability of the resources needed to actually carry out project activities
 
is generally uncertain at the time project plans are made. Food- for-Work
 
construction activities, for example, are often p-ogrammed prior to having 
assured funding sources for the provision of needed material support, or 
coordination with other development institutions to assure the provision of 
adequate technical assistance where the diocese lacks that capability.
 

While the monitoring and supervision of food-related aspects of the 
Title II program is one of CRS/Caritas' major strengths, the same cannot be 
said of the monitoring and supervision of food- assisted project activities at 
the 	diocesan level. What supervision does occur is commonly carried out by
 
the same individuals charged with performing food-commodity reviews, and as 
such, the focus of monitoring efforts tends to be more on the end-use of food 
rations than on a true technical review of project implementation or progress 
in achieving stated goals and objectives. No standard operating procedures 
have been developed; no standard reportling forms have been devised; no regular 
schedule of project monitoring is adhered to. in most cases, project 
monitoring is clearly ad hq, and it is often the beneficiaries themselves who 
take the initiative to submit progress reports to donor agencies. Elsewhere, 
photographs of project activities substitute for even these written reports. 

As might well be expected, in the absence of adequate project planning, 
implementation and monitoring systems, the CRS/Caritas Title II food program 
is also without an adequate project evaluation system, and as such, 
information regarding project impact tends to be laLgely anecdotal. The 
primary exception to this generalization is the USAID-sponsored Child Survival 
project, in which all children under the age of five are expected to 

75
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participate in 
a monthly growth-monitoring 
program (weight-for-age). Since
October 1987, 
the Nutrition Research Institute (IIN) has collaborated closely

with CRS and Caritas to 
provide technical assistance in the development of
this growth-monitoring system; it 
is not, however, fully operational as yet

in all of 
the 11 dioceses currently implementing Child Survival 
projects.

Moreover, more 
often than not, these projects are implemented in isolation

from the maternal/child health (MC1i) project, with each attending, in effect,
entirely separate beneficiary populations.
 

Identified Areas of StrengEth:
 

The project planning process is initiated at the community level, thus
allowing for diocesan response to 
expressed needs of community members.
 

Bottom-up project planning generally allows for moie intimate knowledge of
local needs and priorities than that achieved 
through centrally conceived

plans, and comomitment to the implementation of projects tends beto higher
when the planning process is 
carried out in a participatory manner.
 

The limited involvement of the Caritas National Office in programplanning, design and implementation at the field level has had a beneficalimpact in certain dioceses. Certain of the 
 diocesan operations have
strengthened themselves, institutionally and programmatically, and are capableof providing, in-house, the kind of technical and managerial assistance that 
was not forthcoming from the National Office. 

The Caritas operation, particularly at Diocesan level, can and does 
call
upon a large number of volunteer workers, many of whom are highly qualified,
and provide long-term assistance. This tends to reduce program implementation
costs conniderably, and enlarges the pool 
of skills that can be tapped to
 
improve implementation.
 

Given the number and widespread geographic distribution of dioceses
participating in th: Title II food program, the Caritas network effers great

potential for contribution to 
the nation's development efforts.
 

Involving the diocesan offices in the planning process has facilitated theidentification of diocese-specific institutional constraints to accomplishing
developmental goals. This, in turn, has led to a recognition on the part of 
many dioceses of the importance of aosuring adequate technical backstoppingand financial and/or material resources needed to attain project goals andobjectives, as well as the need for a means of verifying the results of their 
efforts.
 

Many of the diocesan project plans reflect a genuine effort to refocus theorientation of their food programs away 
from a social- welfare approach

towards acceptable developmental goals. 

Identified Areas of Weakness: 

By accepting community--initiated food assistance requests at the diocesan
level prior to being advised of A.I.D.-estimated overall program levels,
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expectations are created on the part of both the dioceses and the potential
 
food-aid recipients which Caritas/Peru is often unable to meet fully.
 
Moreover, Caritas' "reactive" as opposed to "proactive" food-distribution
 
"planning" strategy in no way guarantees that requesting community groups
 
represent the most appropriate target populations for diocesan food-program
 
efforts. Such a passive project planning and AER formulation process in fact 
reflects a lack of planning and analysis of local needs and priorities on the 
part of both Caritas/Peru and the dioceses.
 

The quantity of food resources assigned to a given diocese is not 
necessarily an accurate reflection of relative need, quality of project 
planning capability, or the availability or adequacy of personnel and other 
complementary resources required for project implementation. Rather, food 
levels tend to be assigned on a "first come, first served" basis. 

There exists a lack of institutional consensus with regard to program 
priorities, goals, objectives and implementation strategies--both between and 
within national. and diocesan operations--thus weakening the efficiency and 
effectiveness of overall planning efforts. This lack of consensus extends to 
the absence of consistent, logical criteria for prioritizing projects,
 
geographical areas of concentration and key target populations. 

WhiJ e it Is importarnt to recognize the invaluable perspective provided by 
co.Lunity-lcvt.! planning; Caritas must seek to overcome the limitations posed 
by this approrich. For example, rather tnan facilitating the preparation of a 
single, con..i.-tent naticnal program plan--whether annual or five-year--the 
abovL-describcd planning process, as traditionally carried out, tends to 
result: in the development of as miany plans as there are dioceses submitting 
them. ConsequentIy, overall program plans, whiJ.e successful in reflecting 
Individual dioctnan needr , generally do so only at the expcnse of establishing 
a coherent national policy with regard to such issues as compatibility between 
short-term ihiterventions and long-term development strategies. 

The comprehensiveness and overall quality of individual project plans vary 
significantly from one diocese to another amongst the approximately 30 
dioceses which have submitted annual or multi-year project plans to date. 
Primary areas of deficiency include the following. 

a. 	The l vel of situational analysis with regard to problem
 
identification and appropriate corresponding actions to be taken to 
address local needs and priorities is inadequate in most dioceses.
 
This deficiency extends to inadequate analysis of the differing social 
and productive roles of women and men, and the corresponding 
less-than-adequate attention to these differences in the project 
planning process.
 

b. 	The adequate formulation of realistic goals, quantifiable objectives 
and appropriate implementation strategies (especially in view of 
instituitional, human, financial and material resource limitations), is 
a deficiency common to almost: all dioceses. 
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c. 	Specification of verifiable progress indicators and 
their relation to

project monitQring and evaluation criteria and 
methodology (which in
 
turn has direct implications in terms of operational capacity to
 
measure 
progress towards achieving stated goals and objectives), is a
 
e6eneralized area of weakness in diocesan project plans.
 

d. 	Inadequate appreciation for budget/resource implications of project

plans in relation to institutional capacity (e.g. technical, findncial

and/or material support needs; staff 
time 	and/or technical capacity;

etc.) is almost 
the norm. In fact, many dioceses routinely submit
 
project plans with no accompanying project budget whatsoever.
 

Coal 	and Objectives for StrenXgthening Profram/Project Management Capability:
 

Goal:
 

Expand and refine Caritas/Peru's role and capability 
to serve as a
 
technical support organization to diocesan Caritas personnel.
 

Objectives:
 

a. 	Enhance Caritas/Peru's current institutional/human resource capability

in an effort to contribute to the efficient and effective planning,

implementation, supervision and evaluation 
of project activities at
 
both national and diocesan levels.
 

b. 	Develop and adopt a cohesive, internally consistent national strategy
for 
 the planning and implementation of food-assisted development
projects through establishing: 

i. 	 uniform targetting and beneficiary selection criteria to aid in 
improved rationalization and utilization of food resources;
 

ii. 	 short and long-term priorities, goals and objectives, both for
 
the institutioi) as 
a whole and by project area (and adapted by

region where necessary or appropriate); and,
 

iii. national-level project plans in the four 
priority programming
 
areas of maternal-child health/Child 
 Survival, agricultural

production, animal husbandry and income generation.
 

c. 	Establish and 
maintain strong collaborative working relationships, at
 
both national and diocesan levels, with local 
public and private

development institutions in an effort 
to maximize the impact of
 
limited rescurces, avoid duplication of services, and build on
 
respective strengths and experience.
 

d. 	Design (or obtain), and distribute to all diocesan offices,

appropriate technical and didactic reference materials 
for 	each of the

four priority project areas, adequate in content 
 and 	 level of

presentation to meet the needs of project implementers and beneficiary
 
populati ons.
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e. 	Develop and adopt a standardized project monitoring and supervision
 
system, covering all dioceses participating in the Title II food
 
program, which will:
 

i. 	provide accurate and timely data to project management personnel
 
for the purpose of tracking progress towards achieving project
 
goals and objectives;
 

ii. 	 allow for the timely detection and resolution of problems
 
related to project implementation; and,
 

iii. contribute to the modification of project plans as appropriate.
 

f. 	Develop, and implement in at least five priority dioceses, a
 
standardized project evaluation system which will permit project
 
management personnel to determine the impact of project activities,
 
and which will contribute to the further revision and refinement of
 
project plans.
 

Proposed Actions to Stren; thcn Program/Proj ect I"anagement CaT~&,,iit:
 

The following activities will be carried out by Caritas/Peru in close 
collabortion with CRS, and with all or selected diocesan offices as 
appropriate. 

Project PI:nning:
 

By July 31, 1989, program priorities, goals and objectives, as well as
 
targetting and beneficiary s,!lection criteria, will be subjected to
 
careful review and revision for the purpose of standardizing these
 
policies for the institution as a whole, thus facilitating project
 
planning efforts at all levels.
 

A representative sample of diocesan personnel will contribute to this
 
review process during the national workshop scheduled for July, 1989.
 
Methodology will include prior consultation on the part of seminar
 
participants with their respective bishops and other diocesan personnel,
 
as well as with diocesan program beneficiaries. Focus-group techniques
 
will then be employed as the principal vehicle for discussion amongst
 
seminar attendees.
 

Based on the results of these discussions, clear, concise written 
guidelines will be developed and disseminated to all diocesan offices by 
September 15, 1989, defining and detailing agency criteria for the 
identification, design and approval of diocesan projects. Once drafted, 
these guidelines will be field tested during the first annual planning 
cycle for clarity and comprehensiveness of instructions, and modified as 
necessary for subsequent planning cycles. 
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Representatives 
 from CRS and/or Caritas will also attend 
 the
PPC/AID-sponsored - Gender Considerations in Development Workshop at

USAID/Lima, scheduled for early July. 
Attendance at this event will allow

project personnel the opportunity to 
discuss with the workshop's technical
 
assistance team strategies for analyzing 
 gender-specific social 
 and
productive roles, 
and options for integrating these considerations into

Caritas' future project planning, data collection and evaluation 
efforts.

Results of this consultation will subsequently be incorporated into 
the

Caritas national workshop to be held later the same month.
 

By August 31, 1989, a five-person project planning and technical support 
team will be formed at the national level, 
comprised of experienced,

qualified personnel in 
 the fields of project planning, nutrition,

agricultural production, animal husbandry and income generation.
 

This team will be responsible for 
providing orientation, on- going
technical assistance and supervision to national and diocesan Caritas
offices in project design, implementation, 
monitoring and evaluation.
 
The majority of the team's time will be spent in the field, providing
direct support to diocesan personnel. Priority will 
be given to those

dioceses selected as pilot efforts, with an eye 
towards the subsequent

replication of these efforts in other dioceses.
 

This team will also be responsible for performing an initial
institutional assesnment to determine relative levels of project

planning and Iinple:,c. ation capability at both the national and diocesan
levels, ani to identify areas of strength and weakness. 

A national inter-diocesan seminar will be held in mid-September, 1989,

to introduce and agree 
 on the new Caritas project- planning guidelines.
Methodology will include 
 the presentation and critique of selected

case-stiv:y project planr, and the exchange of respective experiences at
 
the diocc.an level.
 

flational-Ievel project plans will be developed for the four priority 
programming areas (W'CII/Child Survival, agricultural production, animalhusbandry and incorre(, generation) by March 31, 1990, building on the newly

standardized Caritas 
 policies regarding targetting, beneficiary selection,
and overall program priorities, goals and objectives, 
integrating gender

considerations into the planning process as appropriate.
 

This initiative will be undertaken primarily in an effort to 
address the
current variation in diocesan capability to design coherent, technically
and financially sound project plans. While room be
will left

individual dioceses to adapt these 

for 
national programming strategies tolocal needs and priorities, standardization of these plans is expected to

strengthen such local planning efforts, and consequently, to assist inobtaining outside funding for project implementation at the diocesan 
level. Caritas' new project planning and technical support team will haveprimary responsibility for the development of these plans, with technical
 
assistance and review provided by CRS. 

http:diocc.an
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* All preliminary diocesan annual and five-year project plans will be
 
subjected to an initial review by Caritas' technical support team, with
 
appropriate and timely feedback provided prior to each plan's
 
finalization.
 

* CRS and Caritas/Peru will hold joint monthly reviews of progress-to-date
 
on project activities and OPG goals and objectives for the purpose of
 
identifying problems and viable solutions, and to facilitate the realistic
 
planning of the following month's activities, and preparation for the
 
monthly oral progress reports to USAID.
 

All A.I.D.-required program planning documentation for FY 91 (i.e.
 
annual progress report for FY 89, MYOP FY 91 Update, program budget and 
AER) will be prepared by Caritas/Peru, with technical assistance and 
review from CRS. Caritas/Peru will assume full and independent 
responsibility for the irel, rat ion of this docum.entat i on for all 
subsequent fiscal years. This provision will be included in the 
CRPS-Caritas implementing agreement. 

Project I;,r m_.entatlon: 

Caritas/Peru's technical support tern will actively seek to establish and 
maintain strong coll-borative wor.ing relationships with public and 
private development institutions through sponsoring periodic coordin,-ting 
meetings in an effort to maximize the impact of limited resources, avoid 
duplication of services, and build on respective strengths and 
experieroe. Diocesan personnel will be encouraged to do the same at their 
respcctive local levels. 

Much of the technical support team's time will also be dedicated to 
sceking out and obtaining funding and other complementary inputs from 
both national and international sources to further support project efforts 
at the diocesr.n level. Once these contacts are firmly established, the
 
intention will be to gradually pass primary responsibility for this effort 
over to the diocesan offices in order to enhance future financial 
self-sufficiency. 

Caritas' technical support team will search out and review technical 
reference and didactic materials currently utilized by other local or
 
international development institutions, and adapt them as appropriate to 
Caritas' project needs.
 

By March 31, 1990, each diocesan office will have received a complete set 
of written reference and didactic materials in an effort to standardize 
technical criteria and provide guidance in the development of project 
activities.
 

Project Monitoring and Supervision: 

By September 30, 1989, a three-person supervisory team will be formed 
and trained at the national level to provide direct and frequent contact 
between Caritas/Peu and diocesan Caritas offices. These program 
supervisors will be expected to enhance, not substitute for, supervision 



ATTACHMENT B
 
Page 14 of 26
 

on the part of Caritas/Peru's planning, technical 
and logistical support

personnel. As such, the supervisory team will 
receive training and

orientation in project 
 design, implementation and evaluation

methodologies, as well as in the 
logistical and financial aspects

food-program management; supervision plans will 

of
 
subsequently be developed


in 
 close coordination with Caritas/Peru's planning, technical 
 and
 
logistical support personnel.
 

This supervisory team will program field visits to diocesan offices based on a quarterly work plan which reflects the relative need of each diocese
for such support services. 
 The focus of these visits will include both

project monitoring and supervision as ofsuch, as well as the provision
on-site training and technical assistance in 
 an effort to enhance 
local.-]evel supervisory skills. Complementary visits will also be made by
Caritas/Peru's technical support team members at least once a year toparticipating dioceses, and 

all 
at least twice a year to priority dioceses in

each team member's area of techiical expertise.
 

The Caritas/Pcru supervisory team will 
 also be responsible for the
developri ,ent of a field supervision handbook by early December 1989,which will include adequate and appropriate standardized data collection 
and reporting for;,'ls by project area. 

This handbook will be prepared in close coordination with CPS and otherCaritas/Peru suprort pcrvcnlnel to en;sure adequate and accurate coverage
and presentation of relevant technical and logistical aspects of the
project rionitori,,g and supervisory system, especially in relation to anynew initiatiw:, ln(<ertahen (e.g. requirements of the CoRmnodity Tracking
Syntem, and projcct evaluation data necids, such as the institutionalized 
collection of gender-specific project aind beneficiary data). 

A national inter-dloccsant seminar will be held in Decc:n-iber, 1989 orJanu,:-y, 1990, to introduce and review the new supervisory handbook and 
repor m,; sys t ren, and to provide training to reinforce the technical
capability of diocesan personnel to monitor project activities at thelocal level. This activity will be scheduled to coincide with and

complement orientation and training in the use of the new Commnodity

Tracking System s!ionsored by USAID.
 

Joint C!S/Carftas supervisory visits will be made to each participating
diocese at least once each year throughout the duration of this OPC.
These joint visits will be carefully planned in advance 
by CRS/Caritas
supervisors, and will include the identification of priority issues in
each diocese. Follow-up recommienda tions will be discussed with
appropriate diocesan personnel prior to the team's departure from each
 
site.
 

Project Eva luatIo): 

By Dcccmber 31, 1989, all diocesan offices will begin maintaining monthly
records of all project activities to assist in the planning, coordination
and implementation, monitoring and evaluation of project efforts at thediocesan level. This wii. consist primarily of preparing one-page
project profiles for each project, including monthly updates on project 
status or stage of activity.
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By March 31, 1990, Caritas/Peru, in collaboration with USAID, diocesan
 
personnel and representatives from other food-aid programs, will have 
determined the necessary inputs and logistics involved in the 
development and implementation of a coherent project monitoring and 
evaluation system. 

A mid-term OPG progress evaluation will be carried out jointly by CRS
 
and Caritas/Peru, in coordination with USAID, in April 1990, to determine
 
progress in meeting OlG goals and objectives for the institutional
 
development of Caritas/Peru, to detect areas in need of improvement, to
 
modify strategies as necessary aiid approp, Lct, and Lo determine
 
procedures and responsibilities for the remainder of the OPG. Criteria
 
and indicatros to be used to measure progress will be determined jointly
 
by CRS, Caritas/Peru and USAID.
 

By June 30, 1990, all data collection inotrunents and reporting forms 
necessary to Caritas' priject evaluation system will have been designed, 
pre-te.sted and revised, in preparation for use in at least five dioceses 
beginninlg en AuLus.t l, 1990. Carltas' computer capability will be
 
utilized throughout the design, testing, irrplementation and data analysis
 
stages,.
 

By Septe:;her 15, 1990, the new project evaluation system is expected to 
have produced initial baseline data for each project area in at least 
five dioceses. These rrsults will serve as the basis of comparison with 
longitu-1inal data collected over the course of subsequent quarters, and 
will provide critical insights into areas requiring revised planning. 

. natio:a,.] inter--diocesan seminar will be held in mid-September, 1990, 
to revicr progres;s in implemrfnting Caritas' new prcject monitoring, 
supervi,;icn and evaluation systems, to discuss probleir:s related to their 
1implementation, to scek viable solutions to those problems, and to modify 
these s st,:ns as nece:3;ary and appropriate. Methodology will include the 
prescnt'i.Con and critique of .elected case-study systems, and the exchangc 
of respective experiences at the diocesan level. 

A final OPC impact evaluation will be conducted by an outside consultant 
hired by CRS, in October 1990. Criteria and indicators to be used to 
measure progress will be determined jointly by CRS, Caritas/Peru and USAID. 

2. 	CO[910.i)T_', ANACEM!'iT "CPABILITY 

Cur rentMode of_Operat I ons:
 

The following summarlzes the steps Involved in the CRS/Caritas Title II 
food-commodity distribution system. 

a. 	Based en the approved AER, the first of four annual calls- forward is
 
requested six months prior to the scheduled distribution of food
 
commodI tIes. (By the time the first call forward arrives in country,
 
the AER formulation process is already being reinitiated for the
 
following fiscal year.)
 

-
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b. 
AID/W and USDA arrange for the purchase of food commodities. CRS/New

York arranges for dispatch of the shipment 
 from the port of
embarkation in the United States 
to ports of disembarkation in Peru.
 

c. The first-quarter 
call forward arrives at Peruvian ports, usually
between mid-November and early December of the fiscal year. CRS/Peru

contracts for port inspection of the shipment, 
with Caritas/Peru

handling all other clearances and documentation needed to get the
 
shipment out of Peruvian ports.
 

d. Shipments arriving 
in the port of Matarani are transported by road or
rail directly to diocesan warehouses. Shipments arriving in the port
of Callao are divided between those which are 
transported to Caritas'

central warehouse in Lima for subsequent shipment to diocesan 
warehouses, and 
 those which are transported directly to diocesan
warehou';es by rail. Each dispatch is accompanied by a way-bill which
is signed by the receiving diocese and returned to Caritas/Peru forcontrol purposes, along with the bill for transportation costs of the 
shipment. 

e. Once the arrivin, shipment is entered into the diocesan warehouse 
inventory control system 
 ("control de existencias"), the

transportation 
of food commodities to end- distribution centers is
contracted out by the respective dioceses. Receipts ("not:as de
recibo") are then signed by each distribution center and returned tothe diocese for control purposes. Costs for local transportation of
food commodities from diocesan warehouses to end-dlstribution pointsare a sued either directly by the food recipient.,;, or by the
respective diocese, or by a cc':.bination of the two. 

f. Each end-distriLul-ion center, in turn, maintains strict inventory

control over its stocks, with each food-commodity recilpient signing
for receipt of distributed rations ("planJila de distribucion"). 

g. By the twentieth day of each month, each diocese takes a physical
inventory of food stocks and subrits the inventory reportCaritas/Peru. Caritas/Peru, in 

to 
turn, calculates quarterly

commodity needs (calls-forward) 
food 

based on thesc inventory figures. 

Identified Areas of Stren th: 

Caritas has trained, experienced personnel at both the national anddiocesan levels for logistical administration of food- related aspects of the 
Title Ii food program. 

Caritas has the necessary infra tructure to en;ure the proper
transportation, storage, handling and distribution of large quantities ofTitle II food commodities throughout much of the country, excluding the 
eastern Jungle region. 

Caritas has a we] l--established monthly control. system to trackfood-commodity flow and Inventories, which in turn facilitates the quarterly
planning of food commodity needs. 
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Caritas has established standard operating procedures with organized
 
groups of beneficiaries which contributes to the implementation of proper
 
monitoring of food commodity distribution and end-use at the community level.
 

The system for monitoring and supervising the transportation, storage,
 
handling, distribution and end-use of Title II food coiniodities has been well
 
institutionalized over the course of CRS/Caritas' 30 years of experience in
 
this field. Both central and diocesan-level personnel carry out regularly
 
scheduled supervisory visits to warehouses and end-distribution points, with
 
central-level personnel supervising each of the 33 participating dioceses at 
lcast twice each year. Caritas' Operations Manual includes recorrinendations 
for program administration as well as standardi~ed reporting forms covering 
all 	aspects of commodity flow and beneficiary registration.
 

Identified Areas of _eakuess: 

W'.ile the AER planning process is designed to respond to fixed reporting 
dates, ocean freight shipments rarely follow such stringent time schedules. 
First-quarter culls-forward, for example, routinely arrive in port near the 
middIle, if not at the end, of that qua,r t er. Late shipment arrivals 
necessitate rea'fjustmcnt of quarte-rly distribution plan!,, hich in turn, leads 
to high inventory levels at the end of each fiscal year. Too, the late 
arrival of focd shipmcnts frequently disrupts planned d ,;tribution patterns at 
the local lcvel, thus affecting the credibility of diocesan operations, and in 
some cases, cven the continuatio, of project activities. 

The tlmin,, of monthly diocesan inventory reports tends to overestimate 
current stCCIs in relation to quarterly distrib;ution ccorLit:,ments. 

Coal and e 	 emen C]an i li ty:lb i-!ive , fer, St r.mio then I l,Ccmmod ity a Capa 

Coal: 

Facilitate the Improved planning and traclking of food- commodity 
distribution.
 

a. 	Coordinate with USAID/Peru to develop and adopt more efficient and 
effective AER planning procedures through determining estimated 
food-program levels prior to initiating the AER formulation process at 
the diocesan level. 

b. 	Estab] ish, and coordinate adequate training in, a computerized 
commiodi.ty--managemiiit information system, in collaboration with the 
USAII-sponsored Voluntary Agency Comrinodity Tracking System effort. 

c. 	Idvintify, and prepare to take, the ,;teps necessary to effect food 
comnodi ty shli'nviits from the port of embarkation in the Unites States 
to ports of disemi1arkation In Peru and to arrange for their inspection 
upon arrival in.- country, so that Caritas/Peru can implement this 
aspect of the program beginning in U.S. FY 1991. 
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d. Develop, in collaboration with USAID, 
a commodity loss and damage
reporting system, including 
procedures for disposal 
of commodities
 
unfit for human consumption.
 

Proposed Actions to Strenethen Commodity Management Capability:
 

The following activities will 
be carried out by Caritas/Peru in close
collaboration with CRS, 
USAID/Peru, and all or 
selected diocesan offices as
 
appropriate.
 

* Caritas/Peru will coordinate with USAID to determine estimated food
 program levels for coming fiscal 
years with sufficienc anticipation to
allow Caritas/Peru, 
in turn, to estimate the distribution of those food
resources 
by project area amongst participating dioceses. 
 (This estimate
will be available to Caritas/Peru by July 31, 1989, for the FY 1991 AER
 
planning cycle.)
 

This restructuring of Caritas' current 
AER formulation process is intended
to facilitatE planning procedures 
at both the national and diocesan
levels, avoid 
the need to readjust diocesan requests, and provide the
framework necessary to promote 
more realistic and proactive planning of
food- conrnodity requirementi on 
the part of the dioceses.
 

By August 31, 1989, a professional logistics administrator will be hired 
at the national level to coordinate and oversee all food-related aspects
of progra,.- activity. 

* By Septeber 30, 1989, Carltas!Peru will review with USAID, and

simpllfy/standardize 
 as appropriate and feasible, required reportingforms to monitor the flow of food resources, number 
and gender of
beneficiaries by project area, and the financial aspects of food-programmonitoring such as the control of empty containers, beneficiarycontribri-ons towar0s transportation costs, etc. (These procedures werelast reviewed in 1974 at the "Segundo Seminario Nacional de Apoyo

Alimentarlo".)
 

Once the necessary computer hardware and software provided for under this
OFG is in place, Caritas will implement the USAID-sponsored computerizedVoluntary Agency Commodity Tracking System, in coordination with othercooperating food-program sponsors, utilizing standardized software and
appropriate revised and standardized reporting forms. 

the 

At least one representative from each participating diocese will attend 
a
training workshop sponsored by USAID in December, 1.989 or January, 1990,to introduce system components and procedures. The seven dioceses withcomputer capability (i.e. those with the largest food-aid programs) willreceive training in computerized aspects of systems use.
 

* Caritas/1'eru will coordinate with USAID/Peru to determine 
the necessary

requirements and procedures for ensuring the smooth and timely shipmentof food cummodities from the port of embarkation in the United States toports of disembarkation in country once CRS has ended Its participationthe Title II food program in Peru, with the 

in 
system fully operational by

October 31, 1990.
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A rotating fund will be established as a standard line item in all future
 
Caritas operational budgets to allow Caritas to assume responsibility for
 
the contracting of food-commodity inspections at port, pending
 
reimbursement from the U.S. Government.
 

* 	 Once the necessary reporting forms and procedures are In place, 
Caritas/1}cru will coordinate with USAID to implement a commodity loss 
and damage reporting system, including procedures for the adequate and 
appropriate disposal of food commodities judged unfit for human
 
consuTmpt ion.
 

3. 	1INAIt.T__1AGEM.1-ITT CAPAILITY
 

Current Wde of_0peatiohs:
 

In theory, Caritas/Peru disburses project funds to diocesan offices based 
on budget fiVgrL:,; submitted along with diocesan project plans. In practice, 
however, the j .,jority of the dioceses either submit no budget, or submit a 
budget vhicl i -" inadeou'Lte or unrealistic given proposed project plans. In 
such cases, Caritas/ Peru is forced to estimate project costs--without the 
benefit of all the necessary information--and disburses funds accordingly.
 

This situation is rnotly due to the lack of adequate financial planning 
capability c,. the part of diocesan offices. The limited ability to plan 
estimated projfct costs gives rr c, in turn, to inadequate liquidation 
practices on tha part of these diocesan offices: where accounting capability 
is adequate, liquidation of funds is generally carried out and reported in a 
timely manner; where no such capability exists, funds art spent and liquidated 
slowly.
 

Ident fir_ Arras or Stren th: 

Caritas' national office has a computerized financial control system which 
facilitates adecuate record-keeping practices. 

Virtually all aspects of Caritas' financial control and reporting directly 
related to the national office's disbursement of funds is Implearented in a 
timely and adequate fashion, including requests for advances and reports of 
liquidated funds. 

Identified Areas of IWakness: 

The majority of diocesan offices lack administrative personnel trained in 
the preparation of budgets, the management of funds, and maintenance of 
adequate financial control records. 

Many dioceses receive project funds In the absence of adequate budget 
planning procedures. 

The delayed liquidation of funds at the diocesan level results In the 
delayed dislursenent of additional funds from the central office level, which 
in turn affects project implementation at the local level. 
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Coal and Objectives for Strcn~thenjnp Financial Mnagement Capability:
 

Goal:
 

Improve the capability of diocesan Caritas offices to plan project budgets
and manage project funds, and the capability and capacity of the nationalCaritas office in Lima to plan the overall prograimnng, disbursement,
tracking and accountability of funcin:
 

ObJectIves:
 

a. Provide diocesarn personnel with 
technical assistance, training andwritten guidelihes for the formulation and management of project 
budgets. 

b. Develop and irpJcmcnt a record-keeping system which permits manitoring
and ctntrol of advances and liquidation of project funds at thediocesan level, and the timely reporting of such financial information
from the dioces-ii offices to Caritas' national office. 

Pronosed Acticins for Stron thening irncia l eent_ canability: 

* By Augus;t 15, 199, a profesasiorl finazcial adz'inistra.tor will be hired 
at the 'ational level to coordinate ard overs.ee all finance-related 
aspects of program activity.
 

The Caritas/Peru trea:3urcr and the financial admnitrator will be jointly
rcsponsib] e for devC].opiIg simplIfieu written guidelins for theformul tion of proj;ct budgets (including standard line items andprocedur-s for calce:iating costs per line item), and the coordination offinancial information flows beetween Caritas/Peru and diocesan offices,
including standardized reporting forms and procedures. 

Copies of these se:;w writt( i guideline: w.l1 be shared and reviewed with
appropriate dioce. ;-n personnel at the national inter-diocc:an seminarschedul ed for iiid-S.ptembe r 19F9. lic thodology will include thepresentation and critique of selected case-study project budgets andfinancial information flows, and the exchange of respective experiences at 
the diocesan level.
 

* Compliance with these new record-kceping procedures will be closely
monitored during all vlsits made to diocesan offices by the Caritas/Perusupervisnory team, and problems detected, discussed and resolved prior tothe team's departure, and/or referred back to the Caritas/Peru financial
administrator for additional follow-up as appropriate. 

If nece-;sary, assistance to Caritas to improve National Office capacity to
plan for and admIitster expenditures of project funds will bc provided.
The nee-' for this; kind of assistance will be determined by CRS and Caritasin conjunction with USAID, based on a financial review to be conducted in 
September, 1990.
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V. Project Implementation and Institutional Responsibilities.
 

CRS/Peru will implement the OPG over a period of eighteen (18) months,
 
beginning with the date of the Letter of Agreement, and ending on December 31,
 
1990. CRS will assume responsibility for overall project management and
 
implementation, including full responsibility for the A.I.D. OPG funds and
 
A.I.D.-provided PL 480 Title II food cormodities.
 

CRS and Caritas/Peru will enter into new, or will utilize existing,
 
implementation agreements with individual cmmunity groups and with
 
appropriate public and private organizations to implement the program. CRS 
and Caritas will have the latitude to enter into ne' implementation agreements 
with such public and private organizations, whether or not already 
participating in the Title II food program, and to terminate existing
 
agreements, in all cases informing USAID of such changes.
 

The specfic rc.;ponsibillties of CRS and Carit;. /Pcru under this OP" are
 
delincated 1rru.edlately below. 

A. ponbilities of CIS. 

The 	 specific rerpcnzib lities of CPS/Pcru under this OPG include: 

1. 	To provIde direct]:,', or coordinate the provision of, all necessary 
inputs to the projct, inc]udng PL 4i8O Title II food commodjties, 
proj net funding, technical as,;ist;ince, training and supervision in 
support: of all ihlree OPG projcct components. 

2. 	 To carry out adi::Jrnj;trativ'e functions. includiile. procurement of 
good.- and serviccs, maintaini :g accou-,ting records;, and preparing 
progran plannimn.,, progress and financial reports required under 
the 	OPG.
 

3. 	 To dcsign and i:,plenent the specific activities coa-templated in 
this OPC, and to monitor and evaluate the attainmet of 
performance targets, recommending and undeItaking, modifications as 
necesrary.
 

4. 	To coordinate and monitor closely with Caritas the flow of food 
and financlal resources from all sources, including Title I 
count erpart and Title II monetization funds to ensure their 
adequate and timely provision. 

5. 	 To establish and maintain cloise coordination with, and examine the 
experience in the design and implemnntatlon of, other similar 
project activities fIrianced or carried out 1)h A.I.D., other 
international donors, Gove rnment of Peru (COII) agencies and 
private voluntary organizations (PVOs), and to incorporate le.,;sons 
learned from these efforts into specific OlIG revision:; and 
directions as appropriate. 
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6. 	To monitor and supervise the transportation and delivery of Title
II food commodities from the 
port of embarkation in 
the 	United
States to the final discharge ports 
in Peru, and to monitor, as
appropriate and needed, the in-
 country transport and end-use of
 
all Title II food commodities.
 

7. 
To implement the PL 480 Title II program in accordance with CRS's
Multi-Year Operational Plan (HYOP) and A.I.D. Regulation 11.
 

B. 	Responsibilities of Caritas.
 

The specific responsibilities of Caritas 
under this OPG will be detailed
 
in the CRS-Caritas implementing agreement, and will include:
 

1. 	To effect (or arrange for) and 
monitor the receipt, storage,
transportation, hancdling, distrIbution and appropriate end-use ofall 	Title II food conamodities, from the port of discharge in Peruto delivery to the individual recipients, applying to this process
the 	 new Commodity Tracking System being developed in coordination
wi':h USAII) and other Title II cooperating sponsors. 

2 	 To coordinate with and actively participate in all activities
detailed as Che responsibilities of CPS/Peru, as an integral stepin the transfer of program managemeint responsibilities to
Caritas/Pcru at the conclusion of the OPG. 

VI. Nflrinc"al I.uarQnnet. 

A. 	 PIcojcct Budget and Disbvrsr-ent of Funds. 

The 	 propc'cd OPG Budget calls for grant funding over an 18-month period of notto exceed $/;97,000, subject to the availability of funds. Grant funds will be 
used to finance the following items: 

1. Project mate?-rials and equipment, including computer hardware and 
software.
 

2. 	 Overhead costs for CRS/1Ncw York office support. 

3. 	Niationwide seminars, and trainiri programs for selected Caritasdiocesan offices, in the areas ,f 	project planning, moni toring,supervision and evaluation, and the new USAID-sponsored Commodity
Tracking System.
 

4. 	 VehIcles, mainteinance and travel. 

5. 	Program and financial audits and evaluations. 

Disbursement of Grant funds shall be made in accordance with Optional StandardProvisions Nos. 2 and 3 of Attachment 4. Disbursements will normally be madeeither to reimburse e1ligible expenditures under cashthe 	 Grant, or to provideadvances for immediate cash needs for elJgible expenditures expected to bemade during a period not to exceed 30 days. The liquidation of advancesbe made 15 working days following the end of the month for the 
will 

which advance 
was 	made.
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CRS/Peru will administer all disbursements associated with A.I.D. Grant
 
funds. USAID will make disbursements for advances and/or reimbursements 
directly to CRS/Peru. No direct payments will be made by USAID to any other
 
entity or organization for expenses, procurement of commodities, or for any
 
other purpose.
 

The Grant Budget is provided in Table I of Attachment A ("Schedule"). 
Aggregate shifts of more than 20 percent among A.I.D.-financed line items 
shall not be made without the prior written authorization of USAID. Table II 
of Attachment 1 indicates projected expenditures; CRS/Peru agrees to make 
available its omn resources to cover expenditures attributed to it therein. 
Table II also indicates estimated expenditures from resources expected to be 
made available from PL 40 Title II (in the form of both commodities and 
monetization) and from Government of Peru-owned P, 480 Title I generations. 

B. Accoi1-i' Lin g Records and Cash Managemcnt. 

CRS/Peru will keep separate accounting records for funds received under this 
OP, which ares ,parate and a;art from records kept by CRS/Peru for _oly other 
funds held for si:ilar projects or fcr other purposes. CRS/Peru will deposit 
all funds received from USA 11) for this OPG in a bank account which will be 
usedi exclusively for the A.I.D. funds rcceived under this Grant. No other 
funds for thiF or any orlhr grant, or for this grant from any other source, 
shill be co-;nngled with thlese OPG funds. All initial disbursements of A.I.D. 
funrds under thi; O'G shall l-e made exclusively from this same account and no 
other. 

C. Finrncial. Rview and Audit. 

At the discrction of UiS.ID, USAID may request that the terms of 'rhrdatory 
Standard Provi.ion No. 2 of Attachment 3, in respect to audit, be fulfilled by 
any of a number of meons, including financial review by USAID's staff, receipt 
by USAID of relevant sections of reports from CN /Peru's internal audit staff 
indicating satisfactory rc:%view of CIS,/Peru's finrncial mana emnenr as related 
to the OPG, the contracrint,, of financial reviews by either USAID or Ci:/Peru, 
or the contracting of audits by the Regional Inspector General's office 
(RIC/onduras) 

Upon USAID's request, RIC/H will contract outside financial reviews or audits 
utilizing OPt; funds, up to the amnount reserved for such reviews in the budget 
of this OPG. For these types of review.;, 1RIG/1 will approve the scope of work 
and the contractor. Such scopes of work shall include the examination of 
relative cost sharing bct.%een USAID and other sources, involving split-funded 
inputs (e.g. adinistrative costs). 

VII. Re portinp and v_.;,luaton. 

A. General Intent. 

The: reporting format (form, content and periodicity) will respond to the 
requireinents of CRS/New York, CRS/I'eru, Caritas/Peru, the Food for Peace 
Office (AlD/1d;,i;hlngton) and USAID/Peru. To the maximum extent possible, the 
reports and planning doculments required by CRS/NY, by USAID/Peru under the OPG 
and the planned Title II monetization program, and by A.I.D. in the I'L 480 
Title II Multi-Year Operational Flan (MYOP), will be identical. 
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Under A.I.D procedures for the MYOP, the Annual Progress Report 
for 	the fiscal
 
year is 
due on December 31 of that year. Additionally, two documents 
are 	to

be submitted by Title II cooperating sponsors by May 15 of the following year:
 

1. 	an update of the Multi-Year Operational Plan for the coming fiscal
 
year, including an updated program budget; and,
 

2. 	an Annual Estimate of Requirements (AER) of food commodities for the
 
coming fiscal year.
 

The reporting and planning documentation required under 
this Grant shall be
 
structured to fulfill reporting requirements under the MYOP.
 

B. 	Reporting.
 

The repcrtlng schedule for this Grant shall be a follows. CRS/Peru shall 
provide USAID/Peru with the following reports: 

1. 	Monthly oral reports to appropriate staff of the USAID/Peru Food for
 
Development (FFD) office, commencing one month after 
the date of the
 
Letter of Agrcment, which:
 

a. 	detail acco,,plish;c Lts under this OPO by component and activity;

b. 	identify problc:.,.-; :,d pose alternatives or 
solutions; and,
 
c. 	provide a sumir ary 
of major activities programmed for the com.ing
 

mon 	i1.
 

2. 	Quarterly performance reports, typewritten and 
 in English, whi Ch 
assess ov..r1ll progress towards, attainment of tI,:: goals anid objectives
of CRS/Critas' MYOP cndj this OPG. 

These quarterly assessments will cover project activities completed,
goals achieved, specific performance ndi cators met or not met,
problems encountered in irplementation, arid use of funds
expended--from both the OG and all other soLurces. In addItion, these
documents will contain other information requested by A.I.D in the 
conte;:t of the MYOP/AER; process. 

The 	 format of these reports will be agreed upon by both parties, prior
to the date of submission of the first quarterly report, which shall 
be submitted to USAIL) no 
later than September 30, 1989.
 

C. 	 Title II Program Planiing Docuentation. 

The Quartcrly 
Progress IReports will contribute to the comprehensive Annual 
Progress I-eport, wirich In turn wi J] contribute to the annual [-7OP Update. The
FY 19b9 Annual Progress Peport shall be submitted to A.I.D. by Deceinber 31,
1989. Carltas/peru, w'th technical assistance and review from 
CRS, will 
prepare and submit to USAID, typewritten and in English, a detailed annual
implement at Ion and financial plan, detailing the objectives, geographic
cov.rz.ge, expect ed 
numbers, of beneficiaries (disaggregated by gender), Inputs
(both donated food and financial resources), outputs, institutional
 
responsibilitics, personnel requirements, a coinprehensive financial plan
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(including 
inputs from all sources), and all other 
relevant information
concerning the implementation 
of the OPG. In addition, this document will
include other information requested by A.I.D. in the context of the MYOP/AERapproval process. This planning document will be submitted to A.I.D. by May
15, 1990. 

D. Evaluations.
 

CRS/Peru and USAID/Peru will conduct a joint performance evaluation of theOPG, with Caritas/l'eru 
and diocesan Caritas participation as appropriate, InApril 1990. The results of this mid- project evaluation shall be used forplanning the subsequent months of irnplementation and for project modificationsas necessary. C!'S/Peru and USAID will also conduct a joint OPG impactevaluation in October 1990, to deterniine the feasibility and advisability offurther CR.S and/or A.I.D. assistance to the project or to similar projects inthe future. Scopes of work for the evaluations will be jointly developed andagreed upon by both parties prior to the imple.entation of the evalui.t ions;CRS/Prru will cc,:itract any outside eviluation assistance joint]y agreed upon.Funds for the evaluations ha.ve been provided for in the OPG Budget. 

VIII. Celir_.:2it-ions. 

A. Source and Origin of' Cc:'noditic.- end Nationality of Services.
 

Except for vehircl.:., comn:m-_'ities finance.d1 by A.I.D. 
 under the project shallhave their ourLc a:d origr,i in Peru or the United States, except as SAID mayother .:!Fe agree in writing. Vt:iicles P.,nufactured in a Code 935 country andpurca.... (d in }1eru may be procured, in accordance wi th the approved
Suurc /Origin *:'aiver for Vc'icles. 

Except for cen shipping, thle: supplicrs of com.modities or services sbalJ havePeru or the Uniterd States as their pie-ce of nationality, e:xcept as US]. I) may
otherw se agree in writing. Ocean rhipping financed undur tLh 
 'lvuject :i:hall,except as USALID my otherise agree in writing, be finaLnced only on flagvesscl. of the United States;. Air shipping or trarsportation shall be subjectto the requirer:n.rs uf Optional Standard J1rnvi -n rn. 4 of Attachment 4. 

B. Initial Di-bijrsenent. 

Initial disbursement of funds may be effected following approval by the AIDChief Envlrorjnental Office.r of the USAID/Peru prepared "Environmental 
Threshold Decision Categorical Exclusion" document. 

C. Procurement of Computer Hardware and Software. 

Any procurement of computer hardware and software shall be coordinated withth,. Voluntary Agelncy Com'modity Tracki ig Systems Working Group in Peru, andshall be subject to the prior written approval of USAID. 

D. Other. 

1. CRS/P1eru will submit to USAID/Peru copies of all implementingagreements In effect between CRS and participating public andprivaLte sector entities (uxcluding individual communities), on anannual basis or whenever implementing agreements are entered into,
amended or otherwise modified.
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2. 	Prior to the first disbursement of A.I.D. OPG funds, CRS/Peru
 
shall provide evidence of the establishment of a separate bank
 
account for OPG funds; the first and any subsequent disbursements
 
shall be made into such separate bank account.
 

3. 	In designing training activities, CRS/Peru and Caritas/Peru shall
 
utilize the experience and resources of other A.I.D.-funded
 
programs, especially in the area of child survival.
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071IONAL STANDARD PROVISONS 
Pre-Award Surveys
 

1. 	In order to respond to the need for a pre-award survey, USAID/Peru will 
arrange a review of the recipient's financial and management systems,
 
through a contractor to be selected by USAID/Peru. The review will
 
include but not be limited to the following areas: the recipient's
 
overall organization and staffing, internal controln, accounting and
 
recordkeeping systems, property management systems, and procurement
 
systems.
 

2. 	In the event that this review should indicate any deficiencies, the
 
recipient must tahe action to rectify the deficiencie-s within 120 calendar 
days to continue recciving A.I.D. financing.
 

3. 	Failure on the part of the recipient to take such corrective action will 
r~sult in a cessation of A.I.D. funding and termination of this agreement. 



ATTAC:-iE:,T C 

014B Control No. 041?-051C 
Expiration Date: 12/31/8S
 

1,IANDATOP.Y STANDARD PROVISIONS FOT 
U.S., NONGOVERNMENTAL GRANJTEES l 

INDEX OF
 
MANDATORY STANDARD PROVISIONS
 

1. Allowable Costs 7. Ineligible Countries 
2. Accounting, Audit, and Records 8. Nondiscrimination 
3. Refunds 9. U.S. Officials Not to Benefit 
4. Revision of Grant Budget 10. Nonliability
 
5. Termination and Suspension 11. Amendment
 
6. Disputes 12. 'Notices
 

1. ALLOWABLE COSTS (NOVEMSER 1985) 

The grantee shall be reiribursed for costs incurred in carrying out the 
purposes of this grant which are determined by the grant officer to be 
reasonable, allocable, and allowable in accordance with the terms of this 
grant, any negoziated advance understanding on particular cost items, and the 
applicable" cost principles in effect on the date of this grant. 

* NOTE: For Educational Institutions use U-B Circular A-21; for all other 
non-profits use CMB Circular A-122; and for profit making firms use FAR 31.2. 
and AIDAR 731.2.
 

2. ACCCUhNT!NG, AUDIT, AND RECORDS (MLARCH 1987) 

(a) The grantee shall. rraintain bcoks, records, documents, and other 

evidence in accordance with the grantee's usual accounTira procedures to 
sufficiently substar.tiate chzrces to tne :rant. The grantee's financial 
managexent systen snfl1 proviGce for the folowinn: 

(1) Accurate, current, and co.2le disclosure for each A.I.D.
sponsored project or programr in accordance with the reporting reouirements r f 
this grant. 'hile A.I.D. rc,.uires reportin, on an accrual .)asis, the grantee 
shall not he recuired to esta-bish an accrual accounting systen but shall 
develop such accrual d:.ta fcr its reports on 'he basis of an analysis of the 
documentation on hand. 

lWhen these Standard Prcvisicns are used for cooperative agreements, the
 

following ter;,s apply.: "Grantee" means "Recipient," "Grant" means 
means "A.I.D. Agreement"Cooperative Agreei:ent," and "A.I.D. Grant Officer" 

Officer."
 



(2) Records that identify adequately the source and application olfunds for A.I.D.-sponsored activities. 
 These records shall contain
information pertaining to Federal awards, authorizations, obligations,

unobligated balances, assets, outlays, and income.
 

(3) Effective control 
over and accountability for all funds,
property, and other assets. 
 Grantee shall adequately safeguard all 
such
assets and shall 
ensure that they are used solely for authorized purposes.
 

(4) Comparison of actual outlays with budget amounts for each'grant. Financial information should be related to performance and unit-cost 
data whenever appropriate.
 

(5) Procedures to minimize the time elapsing between the transferof funds from the U.S. Treasury and Lhe disbursement by the recipient,whenever funds are advanced by the Federal 
Government.
 

(6) Procedures for determining the reasonableness, allowability,
and allocability of costs in accordance with the provisions of the applicable

Federal cost principles and the terms of the grant. 

(7) Accounting records that are supported by documentation that ata minimum will identify, segregate, accumulate, and record all costs incurredunder a grant and which fully disclose (i) the amount and disposition by the
grantee of the proceeds of such assistance, (ii) totalthe cost of the projector undertaking in connection with which such assistance is given or used,
(iii) the amount of that portion of the cost of the project or undertakinqsupplied by other sources, and (iv) such other records as will facilitate an 
effective audit.
 

(8) Examinations in the form of audits or internal audits shall bemade-by qualified individuals that are sufficiently independent of thoseauthorize the expenditure of A.I.D. funds, to produce unbiased oDinions, 
that
 

conclusions, or judgments. 
 They shall meet the independence criteria along
the lines of Chapter IV, Part B of the U.S. General Accounting OfficePublication Standards for Audit of Governmental Oranizations. Proorams,Activities, and Functions TTM 
 Revision). These examinations are intended to
ascertai-nthie efectiveness of the financial management systems and internalprocedures that have been established to meet the terms and conditions of the
grant. It is not intended that each grant awarded to the grantee be
examined. 
 Generally, examinations should be conducted on an orqanization-wide
basis to test the fiscal integrity of financial transactions, as well ascompliance with the terms and conditions of the A.I.O. grant. Such tests
would include an appropriate sampling of Federal grants and agreements.Examinations will be conducted with reasonable frequency, on 
a continuing
basis or at scheduled intervals, usually annually, but not less frequently
 



than every two years. A copy of the audit report shall be furnished to the 
A.I.D. grant officer who shall submit it to A.I.D.'s Regional Inspector 
General for Audit. The frequency of these examinations shall depend upon the
 
nature, size, and the complexity of the activity. These grantee 
self-examinations do not relieve A.I.D. of its audit responsibilities, but may 
affect the frequency and scope of such audits. 

(9) A systematic method to ensure timely and appropriate 
resolution of audit findings and recomnendations. 

(b) The grantee shall preserve and make available such records for 
examination and audit by A.I.D. and the Comptroller General of the United 
States, or their authorized representatives:
 

(1) until ,the expiration of three years from the date of 
termination of the grant; 

(2) for such longer period, if any, as is required to complete an 
audit to resolve all questions concerning expenditures unless written approval 
has been obtained from the grant officer to dispose of the records. A.I.P.
 
follows generally accepted accounting practices in determining that there has
 
been proper accounting and use of grant funds. The grantee aarees to make
 
available any further information requested by A.I.D. with respect to any 
questions arising as a result of the audit; and 

(3) If any litigation, claim, or audit is started before the 
expiration of the three year period, the records shall be retained until all 
litigations, claims or audit findings involving the records have been resolved. 

(c) The grantee shall require subrecipients to adopt the standards in
 
paragraphs (a) and (b) above except that portion of subparagraph (a) 1 that 
would require specific financial reporting forms and frequencies in accordance
 
with the payment provisions of the grant.
 

3. REFUNDS (MAY 1986) 

(a) The grantee shall remit to A.I.D. all interest earned on funds
 
provided by A.I.D.
 

(b) Funds obligated by A.I.D. but not disbursed to the grantee at the 
time the grant expires or is terminated snall revert A.7.., ,t fo"to "I 

such funds encumbered by the grantee by a legally binding transaction 
applicable to this grant. Any funds advanced to but not expended by the
 
grantee and not encumbered by a legally binding transaction applicable to
 
this grant at the time of expiration or termination of the grant shall be 
refunded to A.I.D. 



(c) If, at any time during the life urfinal audit, it is determined by A.I.D. 
ine grant, or as a result ofthat funds it provided under thisgrant have been expended for purposes not in accordance with the terms of thi!
grant, the grantee shall 
refund such amount to A.I.D.
 

4, 
 REVISION OF GRANT BUDGET (NOVEMBER 1985)
 
(a) The approved grant budget is the financial expression of the
grantee's program as approved during the grant award process.
(b) The grantee shall immediately request approval
officer when there is reason to believe that within the 

from the grant
next 30 calendar daysa revision of the approved grant budget will be nPr-neary for tha followinq
reasons:
 

(1) Changes in the scope or 
the objectives of the program and/o,
revisions in the funding allocated among program objectives

(2) The need for additional 
fundina
(3) Irie grantee expects the amountexceed its needs by more than $5,000 or. 

of A.I-P. authorized funds to
five percent of the A.I.D. award,
whichever is greater.
 

(4) The grantee plans to transfer funds budgetedcosts to absorb increases in direct costs or vice versa. 
for indirect 

(5) The grantee intendssubstantive programmatic to contract or subgrantwork under this grant, and 
any of the

such contracts orsubgrants were not included in the approved grant budget.
 
(6) The grantee plans to incur an expenditure whichadvance approval in accordance with the applicable Federal 

would require
 
cost principles and
was not included in the approved grant budget.
 

(7) The grantee plans to transfer funds allottedallowances for trainingto other categories of expense.
 
(c) When requesting approvaluse the budget formats that were 

for budget revisions, the grantee shallused in the application unless a letter
request will 
suffice.
 

(d) Within 30 calendar days from the date of the receipt offor budget revisions, the grant officer shall the reques tthe grantee whether review the request and notifythe budget revisions are still have been approved.under consideration If the revisionsat the end of 30 calendar days. tho grant 



officer shall inform the grantee in writing of the date when the grantee may 
expect the decision. The grant officer shall obtain the project officer's 
clearance on all such requests prior to communicatinn with the grantee.
 

(e) If the requested budget revision requires the obligation of
 
additional funding, and, if after notification pursuant to this standard
 
provision, A.I.D. determines not to provide additional funds, the A.I.D. grant
 
officer will, upon written request of the grantee, terminate this arant 
pursuant to the standard provision of this grant, entitled "Termination and 
Suspension."
 

(f) Except as required by other provisions of this grant specifically 
stated to be an exception from this provision, the Government shall not be 
obligated to reimburse the grantee for costs incurred in excess of the total 
amount obligated under the grant. The grantee shall not be obliqated to
 
continue performance under the grant (including actions under the "Termination 
and Suspension" provision) or otherwise to incur costs in excess of the amount
 
obligated under the grant, unless and until the grant officer has notifi&d the 
grantee in writing that such obligated amount has been increased and has 
specified irrsuch notice the new obligated crant total amount. 

5. TERMINATION AND SUSPENSION (MAY 1986) 

(a) For Cause. This grant may be terminated for cause at any time, in 
whole or in part, by the grant officer upon written notice to the grantee, 
whenever it is determined that the grantee has failed to comply with the 
conditions of the grant. 

(b) For Convenience. This grant may be terminated for convenience at
 
any time by eitF-r party, in whole or in part, if both parties agree that the 
continuation of the grant would not produce beneficial results con,-ensurate 
with the further expenditure of funds. Both parties shall agree upon
 
termination conditions, including the effective date and, in the case of 
partial terminations, the portion to be terminated. The agreement to
 
terminate shall be set forth in a letter from the grant officer to the arantee.
 

.(c) Suspension: Termination Tor Lnanqed Circumstances. If at any 
time A.I.D. determines that continuation of funding for a program should b 
suspended or terminated bccause such assistance is not in the national 
interest of the United States or that it wo,,ld be in violation of an 
appiicaDie law, then A.I.D. may, following notice to the grantee, suspend this 
grant and prohibit the grantee from incurring additional obligations
 
chargeable to this grant other than necessary and proper costs in accordance 
with the terms of this grant during the period of suspension. If the 
situation causing the suspension continues for 60 days or more, then A.I.D. 



may terminate this grant on written notice to the grantee and cancel that
 
portion of this grant wnich has not been disbursed or irrevocably committed to
 
third parties.
 

(d) Termination Procedures. Upon receipt of and in accordance with a
 
termination notice as specitied in either paragraph (a) or (b) above, the 
grantee shall take immediate action to minimize all expenditures and
 
obligations financed by this grant and shall cancel such unliquidated

obligations whenever possible. Except as provided below, no further 
reimbursement shall be made after the effective date of termination. The 
grantee shall within 30 c'alendar days after the effective date of such
 
termination repay to the Government all unexpended A.I.D. funds which are not
 
otherwise obligated by a leaally binding transaction applicable to this
 
grant. Should the funds paid by the Government to the grantee prior to the
 
effective late of the termination of this orant he insufficient to cover th e
 
grantee's obligations in the legally binding transaction, the grantee may
submit to the Government within 90 calendar days after the effective date of 
such. termination a written claim covering such obligations. The grant officer 
shall determine the amount(s) to be paid by the Government to the arantee 
under such claim i-n accordance with the applicable cost principles. 

6. DISPUTES (March 1987)
 

(a) Any dispute under this grant shall be decided by the A.I.D. grant

officer. The grant officer shall furnish the grantee a written copy of the 
decision.
 

(b) Decisions of the A.I.D. grant officer shall be final unless, within 
30 days of receipt of tne decision of the grant officer, the grantee appeals 
the decision to A.I.D.'s Associate Assistant to the Adminsitrator for 
Management. Any appeal made under this provision shall be in writing and
 
addressed to the Associate Assistant to the Administrator for tanaceiment,
 
Agency for International DeveloF,-ment, Washincton, D.C. 20523. A copy of the 
appeal shall be concurrently furnished to the grant officer. 

(c) In order to facilitate review on the record by the Associate
 
Assistant to the Administrator for Management, the grantee shall be given an
 
opportunity to submit written evidence in support of its appeal.. No hearing
 
will be provided.
 

(d) A decision under this nrnviqinn hy thp Associate Assistant to the
 

Administrator for Management shall be final. 

7. INELIGIBLE COUNTRIES (MAY 1986)
 

Unless otherwise approved by the A.I.D. grant officer, funds will only be 
expended for assistance to countries eligible for assistance under the 
Foreign Assistance Act of 1961, as amended, or under acts.appropriating funds 
for foreign assistance.
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8. NONJDISCRIMINATIOI (f-AY 1986)
 

(This provision is applicable when work under the grant is performed in
 

the U.S. or when employees are recruited in the U.S.)
 

No U.S. citizen or legal resident shall be excluded from
 

participation in,be denied the benefits of, or be otherwise subjected to
 

discrimination under any program or activity funded by this grant on the 
basis
 

of race, color, national origin, age, handicap, or sex.
 

9. U.S OFFICIALS NOT TO BENEFIT (NOVEMBER 1985) 

No member of or delegate to the U.S. Congress: or resident U.S. 
to any
Commissioner shall be admitted to any share or part of this grant or 


not be construed to
benefit that may arise 'therefrom; but this provision shall 


extend to this grant ifmade with a corporation.for its general benefit.
 

10. NO'LIABILITY (NOVEMBER 1985)
 

A.I.D. does not assume liability for any third party claims for damages
 

arising out of this grant.
 

11. AXEIDENT (NOVE[$BER 1985)
 

The grant may be amended by formal modifications to the basic grant 
exchange of letters betxv;een the grant officer anddocument or by means of an 

an appropriate official of the grantee. 

12. NOTICES (UOVE:;.ER 1985) 

Any notice given by A.I.D. or the grantee shall be sufficient only if in 
or cabled as follows:writing and delivered in person, nailed, 


To the A.I.D. grant officer, at the address specified in the grant. 

To grantee, at grantee's address shown in the grant or to such other address
 

designated within the grant.
 

be effective when delivered in accordance wiith this provision,
Notices shall 

or on the effective date of the notice, whichever is late-.
 

(END OF MhADATORY STAN4DARD PROVISIONS) 

http:UOVE:;.ER
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OPTIONAL STANDARD PROVISONS
 
Pre-Award Surveys
 

1. 	In order to respond to the need for a pre-award survey, USAID/Peru will
 

arrange a review of the recipient's financial and management systems,
 

through 	a contractor to be selected by USAID/Peru. The review will
 

be limited to the following areas: the recipient's
include but not 

overall organization and staffing, internal controls, accounting And
 

management systems, and procurement
recordkeeping systems, property 

systems.
 

2. 	In the event that this review should indicate any deficiencies, the
 

recipient must take action to rectify the deficiencies within 120 calendar
 

days to continue receiving A.I.D. financing.
 

3. 	Failure on the part of the cuiLpient to take such corrective action will
 

result in a cessation of A.I.D. funding and termination of this agreement.
 

/jy
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, .',P '!STANDARD PROVISIONS FOR,TIONAL/,,L A >; ,, U. S. ' 11<ONGOVERNMENTAL GRANTEES - - . , . , . . . 
wistandard provisions a-rerequireAd to beused when applicable. 

are costatementscntained' in the parenthetical statement 
bed tetandard provision. When 'astandard provision is determined to 

acin-acordance with the applicability statement, the use of such 
-

7-7tatn 'drdrovi-sion - andatory naapprovedi n--is m u nl'ess-ae-deviati-on''hasbee in--
ircordace withPara-raph IE 'of Chapter 1 of Handbook 13. Each grantis ' 

e a ent proVision. Check off 'the optionIsandard 
pros ons w'icn are .nciudedj iin the grant. Only those standard provis ons 
which have been checked off ave included physically within this grant. " 

1. Payment - Letter of Credit 
2. 	 -ymunt - Periodic Advaince " 
3. Payment - Cost Reimbursement 	 x 
4. Air Travel and Transportation 

___-_5. Ocean Shipnent of Goods 
6. Procurement of Goods' and Services 
7. A.I.D. Eligibility Rules for Goods . : 

and Services 	 .
 
8. Subagreements 	 x. 
9. Locul Cos't Financing 

r10. Patent Rights 

11, Publications x
 

l2.Ncqotiated Indirect Cost Rates.-

Predetermined x
 

1- . eg:tiated Indirect Cost Rates -


Provisional
 
14. RX;uiations Governing Employees 	 x 
15. Pixrticipant Training
16. 'Voluntary Population Pianning 	 -
17. Protection of the Individual as a	 

____ 

Research Subject
 
l . _.re of Laboratory Animals 
19. 	 L,verWent Furnished Excess Personal 

Pro;:,erty
 
20. 	 ritle to and Use of Proper-ty (Grantee
 

Title) - x

21 L.le t3 and 'are of Prol.erty (U.S. 

G.vti:,i ient' Title) 
22. Title to and Care of Property 

(C.op rating. Country Title)
 
Cont Sharinq (ia tching)
 

24. Usc of* Pouch racilities 
2 	 Convorsion of United States Dollars
 

to Local Currency '__.__.. .-.
 

t.ICLUDE 1-1115 PAGE IN THE GRANT) 
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OPERATIONAL PROGRAM GRANT (OPG)
 
(February 24, 1989 Version)
 

GENERAL INFORMATION
 

Project Title: 	 CRS OPG: Strengthening of CARITAS del Peru
 

Total OPG Funding Requested: 	US$497,000
 

Project Location: 	 Nationally, in 33 dioceses in coastal and
 
mountain regions
 

Name and Address of
 
Voluntary Agency: CATHOLIC RELIEF SERVICES-USCC
 

(CRS)
 
Peru Program
 
Lima, Peru
 

Main Office: 	 CATHOLIC RELIEF SERVICES-USCC
 
New York, USA
 

Liaison Officer: 	 Mark D. Moriarty
 
CRS Director in Peru
 

Date Presented to AID: 	 January 1989
 

A. PURPOSE AND DESCRIPTION 	OF PROJECT
 

A.1 Purpose of Project
 

The purpose of the project is to provide population groups in the most
 

depressed socio-economic areas with nutritional, health and development
 

assistance.
 

Nutritional assistance will be provided mainly through a supplementary
 

feeding program and nutritional education to groups of mothers and children,
 

pre-school children and families involved in efforts to generate income. The
 

food commodities donated under United States Public Law 480 (PL 480) Title II
 

will play a dominant role in carrying out these nutritional activities.
 

Administration of these will be done by Caritas del Peru and the respective
 

diocesan offices operating throughout the project area, which have experienced
 

personnel and the necessary infrastructure for these purposes.
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The distribution of foodstuffs 
to 	the beneficiaries will be complemented
 

@ 	by educational activities, feeding and nutritional guidance in basic nutrition
 
and diet, and by the promotion of breast-feeding, the consumption of local
 

products having a high nutritional value, and hygiene.
 

Health activities are generally those associated with the "child
 

survival" program and include education in primary health care for the
 

prevention 
and treatment of infant diarrhea, the promotion of breast-feeding
 

and vaccination against contagious diseases, and 
the prevention of acute
 

respiratory diseases.
 

One of the project's principal objectives in this area is to keep a
 

record of child growth and development, which not only facilitates health care
 

in general but also produces data on the impact the project has on the
 

children participating.
 

Health activities will be undertaken by a national team 
made up of
 

national and diocesan coordinators, diocesan instructors, communal 
promoters
 

and mothers in the participating groups. The Nutritional Research 
Institute
 

will also provide the project with technical assistance for training
 

instructors and promoters and for implementing the child growth monitoring and
 

development system.
 

Development assistance 
will consist of grantLng tooa, technical and
 

economic assistance to the beneficiary population groups organized to
 

implement activities for producing goods and services, in order to generate
 

income.
 

In rural areas there will be promotion of activities leading to a rapid
 

increase in economically competitive 
 farm, livestock and hydrobiological
 

production. These include, inter alia, the 
construction of small irrigation
 

infrastructure, such as canals, mini-dams and wells; the 
establishment of
 

improved seed banks and production centers for small animal breeding and the
 

transfer of appropriate intermediate technology to rural workers. Among the
 

medium-term actions will 
be those to support soil conservation, forestry and
 

reforestation, and the protection and handling of water and other similar
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resources. Food commodities will be distributed under the "food for work"
 

system to all those engaged in the productive and technical training
 

activities.
 

Small farmers will receive technical assistance from personnel in the
 

participating dioceses or cooperating local entities. Furthermore, Caritas
 

del Peru will give technical assistance to the dioceses that require such, and
 

a professional team will be assigned full time to this end. In some dioceses
 

the program will also provide financing for developing local projects.
 

In urban areas, support will be provided for the development of family
 

and multi-family businesses which are considered technically and economically
 

feasible within the national economic situation. In some dioceses the program
 

will provide support to projects leading to the introduction of rotating
 

capital or input funds, or technical training/technical assistance for
 

micro-businesses. Each project will also contribute to strengthening the
 

poors' own organizational capacities, through various social bodies such as
 

peasant communities, producer or irrigation associations, mothers' clubs,
 

family and parochial community feeding centers and other organizations.
 

Other program elements are strengthening the institutional capacity of
 

Caritas and improving its systems for controlling, supervising and assessing
 

food programs, at both the national and diocesan level. At the national level
 

a professional team will be set up in Caritas del Peru, in charge of offering
 

technical assistance to diocesan offices for developing the different
 

components of the program: nutrition, health and development. This group's
 

supervisory capacity will be strengthened so that they are capable of visiting
 

all the dioceses at least once a year.
 

The control and supervision of the food program at the diocesan level 

will also be strengthened to increase contact with the beneficiary 

population. The interaction of the three levels of supervision: CRS 

national Caritas - diocesan Caritas, will facilitate the collecting of data on 

both the program's operational aspects and on its progress. This will help to 

improve the evaluations to be carried out and to adopt a more effective 

decision-making system at all levels. 
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A.2 Description of the Target Population
 

This program is aimed at the poorer population in rural and marginal
 

urban areas of the participating dioceses. 
 The entire target population is
 

organized in already established and functional formal institutions such as
 
peasant communities, irrigation and 
public works committees, mothers' clubs,
 

parochial, communal and population feeding centers, pre-school or primary
 

educational centers and care centers for poor children.
 

The poor population in rural areas is characterized by a minimal holding
 
of agriculturally useful land (2 to 3 hectares per family), 
or no holding at
 

all, and by 
a high incidence of agricultural self-subsistence (dependence on
 
production which is limited almost exclusively to the rainy season) with the
 

corresponding seasonal work and migration patterns which this implies.
 

This population is generally comprised of families of seven members; 
72%
 

of these families live in houses having only one bedroom, and the health and
 

nutrition information collected on these 
 shows an incidence of infant
 

mortality close to 200 per 1000 live-born infants per year 
and prevalent
 

malnutrition of approximately 60% of all children under six years of age. At
 

least 
80% of infant deaths in this age-group are due to causes easily
 

preventable by primary health care.
 

The program is expected to reach at least 190,000 people in rural 
areas
 

(CRS revised AER, December 1988), i.e., 6% of the poor population in rural
 

Peru, estimated at about 3.17 million people. 
 This figure is based on
 

information indicating an estimated overall national population of twenty-one
 

million people, 33% of whom live 
in rural areas. Of this rural population,
 

48% have incomes based on self-supply and self-consumption, which are scarcely
 

sufficient for subsistence; these, therefore, are defined 
as the most
 

poverty-stricken population.
 

The marginal urban population comprises mainly people from the country's
 

rural 
areas, who emigrated under the pressure of the traditional neglect of
 

these areas, irrelevant national development plans, and the effects of the
 
increasingly severe crisis
economic affecting Peru since 1975. These
 

migrations have occurred without planning and consequently the populations
 

/ 
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have taken over areas with no basic services and they manage to subsist by 

engaging in sub-employment activities. More recently, the demographic growth 

in these marginal urban areas of Peru's biggest cities - except for areas 

affected by violence - has been due more to the rate of natural increase of 

the population than to migration. In the lat five years. the violence 

affecting certain regions in Peru such as the central Sierra, has given rise 

to a large migration, first of all to the main citie:J in those areas 

(Ayacucho, Huancayo) and then towards large cities in neighboring departments 

such as Ica and Lima. This population moves as far as its resources and 

relations with local resident family members or friends permit. The majority 

of these people have few to no resources and they move in with families also 

having very limited resources. Accordingly the situation of the displaced is 

very precarious - without work, living in slums or improvised housing. 

The country's constantly deteriorating economic situation and the growing
 

violence have contributed to an incrtased rate of migration and as a result
 

the number of displaced people is now significant in the above-mentioned
 

areas. From the above it can be seen that the displaced population is also
 

the target population of this program component.
 

Generally, a characteristic of the poor population in urban areas is its
 

concentration in areas having no basic sanitation or basic urban
 

infrastructure. 40% of families live in one bedroom homes, for which they
 

have no ownership deeds, or are having same processed; the heads of family
 

usually work outside their residential areas, the mothers remain in the
 

settlements to look after small children and, more recently, in charge of
 

activating and implementing the main communal develonment activities in these
 

areas.
 

The principal socio-economic indicators on this population are somewhat
 

better than those of the rural population, but nevertheless, since 1980, their
 

status has tended to remain static worsen. Infant mortality runs at about 65
 

per thousand; 40% of children under six years of age suffer from malnutrltton
 

and the prevalence of infectious-contagious diseases is still considered very
 

high.
 



ATTACHMENT E
 

page 6 of 33
 

In the urban area, in 1985-86, only 17% of the economically active
 

population (EAP) had an income equal to or greater than the minimum living
 

wage. In absolute terms this means that more than two million people in this
 

area live in total poverty. The program hopes to reach an -'timated 270,000
 

people in the urban areas, representing 13.5% of the poor population settled
 

there.
 

The diocesan Caritas maintain active relations with organized groups of
 

these poor populations, especially through the distribution of food
 

commodities donated by the United States and by other sources. The dioceses
 

and these organizations are the ones which, in fact, select the participants
 

for the program, and their criteria are based on factors of need an"
 

solidarity, as well as the commitment to participate actively in different
 

activities programmed by the groups.
 

A.3 General Description of the Project
 

Under the present program, Catholic Relief Services will support the
 

institutional reinforcement of Caritas as a means for implementing more
 

efficient activities in nutrition, health and community development in support
 

of the poor groups of the population.
 

Caritas is an entity of the Catholic Church in Peru, comprised of
 

diocesan offices established by the respective bishops, and also of a national
 

office called Caritas del Peru, which exists to helping the dioceses in their
 

pastoral work in human development. The activities of these offices are
 

directed at the poor in general, without any discrimination whatsoever.
 

Although Caritas' resources come from diverse sources, they are generally very
 

limited. The staff is comprised mainly of volunteers, and the office and
 

internal administrative costs are assumed by the dioceses, usually from their
 

own resources. In order to run their programs they receive additional
 

resources from the government and other sources. Very important among these
 

is the United States PL 480 Title II program.
 

Programs with national coverage such as food donations, are initiated and
 

administered through Caritas del Peru. The diocesan Caritas, can and do
 

request the support of Caritas del Peru in order to attract other national or
 

foreign resources.
 



ATTACHMENT E
 

page 7 of 33
 

Due to the particular economic and social problems affecting the Peruvian
 

population, and its growing number of poor people, the demand for Caritas'
 

services is also increasing.
 

A.3.1. General Oblective
 

To contribute to improving the standard of living of 408,300 people
 

in poor urban and rural areas in Peru through interventions having immediate
 

impact on nutrition and child health care, as well as to promote the
 

development of activities to generate income at the family and community level.
 

A.3.2 Specific Objectives
 

(a) To strengthen Caritas del Peru and the interested Caritas, by
 

developing the necessary institutional capacity to run local development
 

programs.
 

(b) To improve the administration of the resources from the US PL
 

480 Title II food program, particularly control and evaluation.
 

(c) To increase daily consumption of energy and proteins
 

respectively of 408,300 people in the most poverty-stricken of the 33 dioceses.
 

(d) To reduce the prevalence of infectious and acute respiratory
 

diseases in 30,000 children under six years of age (50% of the children in the
 

maternal-child category).
 

(e) To protect and improve rural ecology and to increase the income
 

levels of 26,600 peasant families by promoting the proper management of
 

natural resources and farm production.
 

(f) In peri-urban areas to improve sanitation and to increase the
 

income of approximately 18,700 families. To this end the program will promote
 

the construction of local potable water and sewage systems, as well as the
 

establishment of profitable micro-businesses and the support of already
 

existing ones.
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A.4 Expected Results at the Termination of the Project
 

(a) Caritas del Peru will have the proper institutional capacity to run
 

national programs such as the present one, which capacity will be shown by the
 

existence of a qualified and experienced professional team in the areas of
 

development, health and nutrition. 
 This new capability will include the
 

institutionalization of efficient methodologies for providing technical
 

assistance to diocesan Caritas as well as for monitoring and evaluating
 

national programs at this level.
 

Within two years Caritas del Peru should have full institutional
 

capacity to take charge of running the present program or other similar ones,
 

without the participation of CRS/Peru. Caritas should also be capable of
 

initiating new programs and obtaining 
the necessary resources for implementing
 

them.
 

(b) The diocesan Caritas participating in this program will have trained
 

staff to 
administer and carry out local or regional programs for supplementary
 

feeding, child survival, promoting farming and hydrobiological production and
 

promoting urban micro-businesses. 
 Some of these should have attained
 

sufficient institutional capacity 
 to design socially, technically and
 

economically feasible projects.
 

The participating diocesan offices will 
also have developed the
 

capacity for local supervision and evaluation, capable of producing objective
 

information periodically, so that the administration can base their
 

decision-making system on same. This new supervisory capability will allow
 

frequent visits to each final food distribution center. This practice will
 

enrich the relations between Caritas and the benefitting population,
 

maximizing the priority use of available resources.
 

(c) CRS/Peru and Caritas del Peru will have established a monitoring and
 

evaluation system 
for the food program under Title II, covering 100% of the
 

participating dioceses, with visits to each one at least 
once a year.
 

Joint field supervision planning meetings will be performed in order
 

to follow-up the recommendations which will be formulated as a result of each
 

visit.
 

It!
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Both institutions will carry out two annual evaluations of the
 

program, the second a final impact study.
 

The first annual evaluation will be aimed at detecting the program's
 

potential areas of improvement. The second will be the basis for Caritas del
 

Peru to plan new programs in the near term.
 

To direct these evaluations, CRS and Caritas will mutually define 

the criteria and indicators which will be used to measure the progress in the
 

respective section of this program.
 

(d) The prevalence of malnutrition in approximately 151,800 children
 

under six years of age, reached by the program, will be reduced (60,000 in the
 

maternal-child category, 30,000 preschoolers and 61,800 in nurseries and other
 

day-care centers). The expected degree of decreased malnutrition will 	be
 

or
defined in the first three months of operations, based on data from records 


by the child growth
from initial assessments, which will be provided 


being developed in some dioceses. The
moniLoring system which is now 


be measured by the "weight for age" indicator using the
nutrition level will 


Ministry of Health's standard reference parameters.
 

A total of 30,000 mothers, participating in the program under the
 

trained in the importance of breast-feeding
maternal-child category, will be 


foodstuffs, particularly
and the nutritional value of the most available local 


weaning foods 	and practices.
 

(e) 	By the end of the second year of operations, a total of 10,000
 

in the child survival program in 17 dioceses, will be
children included 


protected by vaccination against preventable diseases. A total of 5,000
 

prevent and deal with acute diarrheic
mothers will also be properly trained to 


diseases at home.
 

to carry
(f) An estimated 26,600 rural families will have been helped 


out communal works for conservation of natural resources and works leading to
 

improved farm and livestock production, with better irri 6ation, or with
 

All the participating
technical assistance or inputs supplied by the program. 


families will rcceive food as an encouragement to carry out and build works
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and to attend training courses. After 
two years, at least five dioceses will
 
have integrated production programs and 
an estimated 10,250 families in the
 
first year of activities will increase agricultural production by at least 20%.
 

(g) About 18,700 families in urban areas, 
grouped in approximately 700
 
communal feeding centers in 
at least two dioceses, will be supported in their
 
efforts to improve 
 their communities' environmental sanitation and in
 
developing micro-businesses 
of all 
kinds. This activity is expected to
 
increase the income of participating families in real terms. 
 The expected
 
increased level 
of income will be estimated on data to 
be collected on a
 
sampling of feeding 
 centers in the program's first three months of
 
operations. These activities will be of 
a promotional nature, granting
 
foodstuffs to the participants in exchange 
for work or their participation in
 
training courses: in techmical 
assistance for business development; in
 
programs for supplying inputs cr 
equipment; in the establishment of rotating
 
funds; or, for their participation in a combination of 
all or some of these
 
activities.
 

Another 23,000 
families will be grouped in multi-family feeding
 
centers. CARITAS 
will continue support to the operation of these social
 
meeting places, 
and these will reveive training courses, seminars and other
 
iealth, administration, community leadership 
 and similar events. The
 
participants will receive food to encourage them to attend.
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B. BACKGROUND OF THE PROJECT
 

B.1 How the Proposal Was Developed
 

B.1.1 Identifying the Problem
 

Geography and Demography
 

With a surface territo,-y of 1,285,216 square kilometers, Peru had a
 

total population, in 1987, of over 21 million inhabitants. There has been a
 

2.6% annual demographic growth rate in the last ten years, still considered
 

high. In 1981, when the last census was taken, 55% of the population was
 

under 15 years of age and 65% of the total population was settled in urban
 

areas. This displacement towards urban areas has increased even more in
 

recent years as a result of the violence that has been unleashed in certain
 

rural areas of the country.
 

For this reason, the proportion of the economically active
 

population (EAP) in the agricultural area has also tended to diminish, and in
 

1981 was only 36% of the total.
 

Levels of Family Income
 

A national survey of family income, carried out in 1985 and 1986, 

showed that 47% of total recorded income was concentrated in Metropolitan 

Lima, and only 53% throughout the rest of the country. The urban zones 

accumulated 78% of income; there was only 22% in the rural areas. By natural 

regions, income was distributed 65%, 24% and 11%, respectively in the coast, 

sierra and jungle, while the distribution of homes in these regions was 53%, 

34% and 13%. The above-mentioned information clearly shows that despite the 

displacement of population in recent years to urban areas, the situation of 

the rural areas - particularly in the sierra - continues to be the most 

unfavorable in the country from the point of view of income. 

With the information from in the above-mentioned survey a
 

classification has been made of the departments by average levels of income
 

per home. Following is the order of income (from lowest to highest):
 

(
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1. Apurimac 9. Amazonas 
 17. Loreto
 
2. Ayacucho 10. Huanuco 18. 
 Arequipa
 
3. Huancavelica 11. San Martin 
 19. Madre de Dios
 
4. Cajamarca 12. La Libertad 20. 
Tumbes
 
5. Puno 13. Junin 21. Tacna
 
6. Cusco 14. Lambayeque 22. Ucayali

7. Ancash 15. Ica 23. Moquegua

8. Pasco 16. Piura 
 24. Lima y Callao
 

Level of Satisfaction ot Basic Necessities
 

An analysis of some 
indicators measuring the degree of satisfaction
 

of the basic necessities of the Peruvian population show that the food intake
 

of the majority of the population is inadequate, their state of health is
 

deficient and their access to basic services 
is very limited. In all cases
 

the rural population in the sierra was the least favoured.
 

According to the Waterlow classification, in 1984 the prevalence of
 
energy-protein malnutrition of children under six years of age throughout the
 

country was 40%. The regional distribution of this deficiency was also
 

concentrated in the sierra (58%) and particularly in 
the region's rural area
 

(64%). At the other extreme, only 15% of children suffering from malnutrition
 

lived in Lima.
 

Among the most affected departments were Cajamarca, Cusco, Junin,
 

Ancash, Huanuco and Puno. The Apurimac, Ayacucho and Huancavelica regions
 

were not included in the 1984 health survey, but it is estimated that their
 

situation is approximately similar to that of the above-mentioned departments.
 

This problem is also related to the inadequate supply of food for
 

the population. National production is limited and is affected by low food
 

production and the limited availability of natural agricultural resources.
 

The land/person ratio in Peru decreased from 2.5 hectares to 1.5 hectares
 

between 1961 and 1985. National production, also given in per capita terms,
 

follows a continually descending curve since 1970, creating a lack of supply,
 

and attempts have been made to compensate for this by increasing imports of
 

food commodities.
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Unfortunately, the net per capita supply, in terms of energy and protein, has
 

also followed a downward trend in spite of this great national financial
 

outlay. In 1984, 20% of the energy contained in the average Peruvian family
 

food basket was from imported food. Bearing in mind that this information
 

presents average national data, it is to be expected that the supply situation
 

for lower income groups is much more severe.
 

Information available on mortality shows that the deaths of children
 

under five years of age represents approximately 40% of all deaths recorded
 

throughout the country. In 1984, the infant mortality rate was 94 for every
 

1,000 live births. Infant mortality surpasses 210 per thousand in some parts
 

of the interior of the country, and the practice of maintaining incomplete
 

records fails to reveal the real magnitude of the problem. The two main
 

causes of mortality continue to be respiratory diseases and infectious
 

gastroenteritis, both preventable or controllable.
 

Less than 50% of housing at the national level has installed water
 

and sewage lines. In rural areas only 10% of housing has access to public
 

water services, and a mere 3% has home installation.
 

The National Economic Situation
 

To date the Gross Domestic Product (GDP) of Peru has not recovered
 

from the -12.3% rate suffered in 1983. The positive annual growth tendency
 

since that time, which reached its maximum in 1986 and 1987, dropped sharply
 

in 1988, and the downturn worsened in the first half of 1989. This negative
 

growth has been shown in nearly all sectors, with the exception of agriculture
 

and fisheries. According to official statistics, the inflation in 1988 was at
 

least 1,700%. The rate for 1989 is expected to exceed 7,000%.
 

Conclusions
 

The principal conclusion drawn from this brief analysis is that
 

poverty is still increasing throughout the country. This is shown not only by
 

the growing number of poor, but also by the fact that these poor are growing
 

even poorer. The outlook for the national economy and overall policies does
 

not appear to offer any solutions.
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It is obvious that the country's existing programs, directly aimed
 
at helping the most needy, such 
as the short-term supplementary feeding and
 
health programs, as well as longer term programs 
focusing on family and
 
community development generally, are 
not only fully justified but deserve the
 

greatest possible support.
 

B.I.2 Development of the Proposed Objectives
 

The conclusions 
drawn from the analysis of the principal problems
 
affecting the Peruvian people, particularly of those at the lowest income
 
levels, underscore the need to continue the food program under US PL 480 Title
 
II, which Caritas del Peru, under the auspices of Catholic Relief Services,
 
has developed in the country. This program 
is presently being implemented
 
within the framework of a mr'iti-annual five-year plan, emphasizing nutritional
 
objectives, local food production and the promotion 
 of beneficiary
 

self-sufficiency.
 

Irplementating activities that 
lead to the effective fulfillment of
 
these objectives obviously requires an 
inflow of resources in addition to the
 
foodstuffs already donated, 
such as those which have been provided through
 
other AID donations 
(Operational Program Grants - OPG's) and those arising 
from the sale of foodstuffs to the Peruvian government under the US PL 480 

Title I Program. 

This proposal ratifies the original objectives of the food program's
 
multi-annual plan, to which is added 
tb:.t of the institutional consolidation
 
of Caritas, so that it may take over the management of this program at the end
 

of the CRS 1-1/2 year assistance period.
 

Furthermore, with improved planning strategy, the project will 
help
 
to achieve more effective integration of the various Caritas activities to be
 
cdrried out in food, health and development. To this end the present proposal
 
permits funds to be supplied not only for improved administration of the food
 
program, but also for child survival action in 
some dioceses, as well as for
 
the development of multi-family projects aimed at improving the 
health
 
environment and to ratse 
the economic income of the target population. In
 
years to come, these dioceses will serve as models for other dioceses.
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B.2 Previous Experience with the Prolect and Related Areas
 

B.2. Supplementary Feeding
 

For more than thirty years CRS and Caritas del 'Peru have been
 

administering a supplementary feeding program with resources donated under US
 

PL 480 Title II.
 

Since 1987 the program was operated within the framework of a
 

multi-annual plan (five years) which is up-dated annually.
 

In fiscal year 1988, the program distributed 18,540 metric tons of
 

foodstuffs, with an FOB value of $4,566,438. For fiscal year 1989 a total of
 

17,944 MT of foodstuffs, with an FOB value of $5,482,000 has been approved, to
 

benefit 628,800 people in different categories in 33 diocesan offices of
 

Caritas throughout the coastal and sierra regions of the country.
 

Caritas has trained and experienced staff at both the national and
 

diocesan level for the logistical administration of the program. Moreover,
 

Caritao has the infrastructure necessary for the proper care and storage of
 

the food products where the program is operational.
 

Caritas has established standardized operational procedures with
 

organized groups of beneficiaries, that guarantee the implementation of proper
 

monitoring of the commodities at all levels.
 

B.2.2 Child Survival
 

Caritas del Peru has been participating since 1986 in setting up a
 

child survival program, sponsored by USAID with the technical support of the
 

Nutritional Research Institute (IIN). The most important progress made is the 

training of diocesan instructors and community health promoters, as well as 

providing clock scales and manuals for field personnel for child growth 

monitoring and development. An agreement signed by Caritas and uIN in October
 

1987 has made possible, as of the end of 1988, the training of 31
 

professionals from 17 dioceses to perform as instructors.
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Of these, 18 are still active in 10 dioceses, in spite of the difficulties due
 
to the limitation of the financial flows to the dioceses. Likewise, these
 
instructc.-s have trained 449 communal promoters 
in 12 dioceses of which 226
 
are still active. At the end of 1988, these promotors were taking care of
 
approximately 6,000 children. The number 
of children assisted by these
 
promoters will be increased by at 50%, once financial is
least support 


re-established to the participant dioceses, resulting in a minimum of 40
 
children per promoter, a more appropriate number for each voluntary promotor.
 

B.2.2 Promotion of Local Development
 

During the whole term of the food program process, Caritas del Peru
 
has supported the implementation of innumerable local development activities,
 
under the "food for work" plan. Of particular note are the physical
 
construction of works for community use such as irrigation canals and
 

reservoirs, roads, schools, potable water and sewage lines, and others. 
These
 
activities, however, have been affected by the availability of complementary
 
resources. The general norm has been 
for Caritas to assume a promotional
 

role, the possibilities of direct action left to the
being eventual
 

availability of complementary resources.
 

The potential for direct action by these diocesan offices is planned
 
to be increased when the present program is implemented and when they receive
 
the critical complementary resources in the areas of technical support and
 

provision of materials and supplies.
 

CRS/Peru has also been using its own funds (some US$500,000 a year)
 
for financing community development projects in the areas of farming and
 

animal husbandry production, health/nutrition and promoting small businesses.
 

The experience gained in the development of administrative and
 
technical activities will be shared with Caritas in the implementation of this
 
project. Likewise CRS hopes to continue this financial support which
 

complements the funds provided under the proposed program.
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B.3 Other Experiences in the Country in Related Areas
 

Both the Peruvian government and other private entities have been
 

developing supplementary feeding programs in the country for some years.
 

There have been no serious problems in recent years arising from an
 

overlapping of action or authority between the programs of the public sector
 

and those of the private sector. The Peruvian Government provides all kinds
 

of facilities for carrying out the food support programs and has expressed its
 

constant interest in the improvement and expansion of this type of
 

cooperation. Among the facilities provided by the government are:
 

exoneration from payment of customs duties and port fees for importing
 

foodstuffs, the exemption of CRS and Caritas from all taxes, the granting of
 

financial subsidies to Caritas for the internal transportation of foodstuffs,
 

etc.
 

Government programs are administered, according to the specific case, at
 

the central level (Ministry of Health), at the decentralized level (ONAA) and
 

at the regional level (CORDES), which implies the need to coordinate with all
 

these levels when carrying out the CRS/Caritas program.
 

It is probable that the need to develop social programs to compensate for
 

the recent governmental measures aimed at readjusting the country's economic
 

structure, has given rise to intensified efforts to coordinate existing
 

programs and those which are being designed. It is expected that these
 

efforts will facilitate the proposed program.
 

C. ANALYSIS OF TIE PROJECT
 

C.1 Feasibility of Economic Impact
 

The program will have directly beneficial effects on the home economy of
 

all the approximately 408,000 people receiving the foodstuffs, at a level
 

corresponding to the type of ration assigned to each category.
 

The FOB value of the monthly ration to be given is the equivalent of 11%, 

4% and 18% of the legal minimum wage for December 1988 (1/.21,000 = US$30), 

for the categories of maternal-child, pre-schoolers and other children, and 
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the "food for work" program, respectively.
 

Bearing in mind that 
the beneficiary families spend approximately 80% of
 
their income on food, the donated foodstuffs increase the value of their
 
monthly consumption of foodstuffs by 14% and 22% 
in the maternal-child and
 
"food for work" categories, respectively.
 

Taking the CIF value of foodstuffs as a point of reference, the value of
 
the relative contribution would be 30% higher in all cases.
 

Furthermore, support to communal family feeding centers in both urban and
 
rural areas will also generate a savings to the participating fami)ies, by
 
stimulating the development of economies in the collective purchase of other
 
products for the daily diet, as well as savings on fuel and time.
 

The primary priority to determine support for specific local development
 
works under the 
"food for work" plan, will be the economic feasibility of each
 
sub-project. 
 To this end the food program will support the priority
 
construction of those works, 
related to productive activities, that generate
 
profit and that provide an intensive demand for labor, such as 
that on small
 
irrigation projects. The use of 
these criteria will maximize the economic
 

impact of this type of activity.
 

In "cost/benefit" 
terms, the amount of the program's annual budget for
 
each beneficiary will be $0.97 (US$395,000/408,000), equivalent to 7.22% of
 
the average FOB value of 
the foods to be donated to each beneficiary in one
 
fiscal year ($13.44 = $5,482,000/408,000).
 

C.2 Technical Feasibility
 

It is highly feasible to obtain a nutrition and health impact on the
 
beneficiary population of this program, thanks 
to the simultaneous concurrence
 
of various inter-acting factors.
 

First, Caritas' experience should 
ensure proper management of the food
 
program, so that they really reach the most needy population and that the
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latter do not use the commodities except for feeding program purposes. This
 

means that the nutritional complement will be effective.
 

Through child survival activities, parallel health actions will
 

collaborate on controlling transmittable diseases that nteract with
 

malnutrition. Nutrition and health education will promote the prevention of
 

diseases and also the use of local resources. This means that the
 

beneficiaries' nutritional complement will have a high probability of being
 

biologically effective.
 

Caritas' field staff have ample experience in carrying out nutrition and
 

health education. Recently, in cooperation with the Nutritional Research
 

Institute, they have also been developing technical capacity for implementing
 

child survival activities, which program will continue to be expanded under
 

the terms of the present program. These child survival techniques basically
 

consist -f preventing diarrhea, and of home treatment of oral rehydration,
 

promoting vaccination of infants against transmittable diseases, the
 

prevention of acute respiratory diseases and proper fecding of children,
 

particularly during the weaning period. All these, with the exception of
 

supplementary feeding, are low cost and do not require highly trained staff,
 

and therefore are within the reach of the diocesan Caritas.
 

The availability of resources other than food, such as construction
 

materials, production inputs and others, will result in effective
 

implementation of productive activities aimed at strengthening the family
 

economy so that it can cover other basic needs.
 

The technical capacity required for identifying these productive
 

activities as well as for implementing them is usually obtained in cooperation
 

with local governmental and private institutions. In turn, communities
 

participating in these activities usually contribute labor and locally
 

available materials. Finally, all these factors are activated by Caritas,
 

through communal self-help programs, and by food support through "food for
 

work" activities. In addition, this program will contribute part of the funds
 

for reinforcing Caritas del Peru's technical support capacity, and later on
 

certain of the dioceses.
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C.3 Soclo-Cultural Factors
 

The food program will be aimed at bolstering local social and cultural
 
values. In both rural 
and urban areas this will be done through the local
 
tradition of group work, demonstrated through the "minkas" or "republics", and
 
in the urban feeding centers themselves. Community participation is very
 
important in the case of feeding preschoolers, such as in the "wawa-wasi" and
 
"wawa-uta" (nurseries) in Puno and in the children's 
feeding centers in poor
 
settlements where the parents organize 
to contribute work, fuel, other food
 
products and 
all other factors required for proper use of these services.
 
Finally the contribution of the community itself is usually much greater than
 
that of the donated foodstuffs; nevertheless, the latter are a very important
 
motivating factor and also enable the 
cost of services to be maintained at
 

levels accessible to the most needy.
 

In dietetic terms, donated foodstuffs constitute only a complement to the
 
beneficiaries' daily diet. Two 
of the four products used, wheat flour and
 
oil, are widely used locally. The other two, CSB and BULGUR, are not
 
available on the local market, but adapt very well to 
traditional usage,
 
especially as substitutes for corn flour and rice respectively. Since these
 
are not commercially available their consumption will 
cease when the program
 
ends. As far as we can judge, the consumption of donated foodstuffs in Peru,
 
given their volume, has not had a significant Influence on creating improper
 
habits or on the adoption of agricultural policies discouraging 
 local
 

production.
 

The administration of foodstuffs through 
organized beneficiary groups
 
also makes it possible to consolidate the importance of the women's role in
 
community development. In marginal urban areas the women 
participated
 
initially in programs supplying services similar to 
the ones described herein,
 
and from there they went on to local development programs in which they now
 
play an outstanding role. 
 In rural areas this type of program has expanded
 
women's participation in matters 
of common interest, without necessarily
 
affecting Andean family values which 
are still evident at this level. The
 
operation of 
the program's food assistance components, as well as those for
 
health, will be carried out basically by women. In urba.i areas too, women
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will be the active element in activities promoting development projects. In
 

rural areas, however, the program will serve to stimulate more intense
 

participation by women in all aspects of community development. The program
 

will also facilitate the implementation of other complementary programs such
 

as women's normal health control, programs to fight illiteracy and others.
 

CRS/Peru has also been supporting these population groups in the nation's
 

most depressed areas, by financing organized activities in production, health,
 

human rights and others. This financing for the next two years will amount to
 

approximately US$500,000 per year, and will be channeled through local
 

non-governmental entities and some diocesan bodies.
 

Due to CRS/Peru and Caritas' notable characteristic of working in the
 

country's most depressed areas, and doing so with organized groups, the
 

selection of the most needy groups is more efficient than that of many other
 

institutions, due first of all to the direct contact existing between the
 

intervening institutions and the target population, and secondly, to the
 

self-selection and self-control practiced by the beneficiaries.
 

C.4 Other General Considerations
 

As shown in the preceding paragraph, the program is aimed at a very
 

depressed socio-economic population, which has very limited access to other
 

services, and this access is becoming increasingly difficult due to the
 

country's overall economic situation, where the government shows a growing
 

fiscal deficit and where there is negative economic growth. This program will
 

encourage the complementary food-aid activities in all categories to be
 

inter-related among themselves and also with complementary health, technical
 

assistance and other interventions. As time goes on, support provided to
 

small-scale productive activities will enable the program to reach different
 

groups of the population, so that the use of foodstuffs will be restricted as
 

far as possible to the period up to the time the receiver group or community
 

is able to achieve sufficient production for self-subsistence.
 

(.
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According to 
this plan, there will be integral community action, seeking
 
short-term solutions 
to nutrition and health problems (maternal-child feeding,
 
pre-school feeding and other child feeding), while 
at the same time initiating
 
support for productive activities 
that can generate local self-sufficiency in
 

a more mediate period (food for work).
 

All of CRS/Peru's accumulated experience in supporting community
 
development projects in recent years will be 
shared with Caritas del Peru.
 
This includes discussions on differing 
intervention methodologies, knowledge
 
gained from evaluation of 
some projects and other aspects of interest for this
 
program's purposes. 
 In this process, the various technologies associated with
 

the use of food for development purposes will be transferred and enhanced.
 

C.5 Local Institutionalization
 

One of the main objectives of the proposed program is 
to provide Caritas
 
del Peru with sufficient institutional capability for 
it to continue these
 
activities independently or to expand them after the 
initial two-year period.
 
To this end CRS' participation will be aimed 
at assisting Caritas in the
 
process of gradually adopting the program's responsibilities, so that its
 

presence is no longer necessary after said period.
 

In the first place, Caritas' institutional capacity will be developed,
 

facilitating the contracting 
of professionals at the central level in the
 
areas of development planning, agriculture, feeding and nutrition.
 

The planning specialist will 
cover the process of the program's annual
 
and multi-annual planning, and 
will be in charge of selectirg sources of
 
non-alimentary resources in 
support of the program, and will also provide
 
technical assistance to the dioceses needing to 
 strengthen their program
 

planning capability.
 

The agricultural specialist 
will provide assistance to the dioceses
 

involved in promoting local food production.
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The specialist in the areas of feeding and nutrition will conduct the
 

administration of the supplementary feeding program and the child survival
 

program, at the national level. Program monitoring will be carried out
 

through the child growth-monitoring system and through regular supervision of
 

work in the field. The program will also supply technical assistance required
 

by the dioceses in this field.
 

Furthermore, it will facilitate the formation of a duly trained national
 

supervisory team to ensure direct and permanent contact between Caritas del
 

Peru and the diocesan Caritas, so that the program will be monitored as
 

efficiently as possible in order to help the dioceses avoid the reoccurrence
 

of problems and resolving those that are eventually detected.
 

It will also train all diocesan personnel in charge of administering the
 

program at their level, through at least four national seminars (two per year)
 

covering:
 

- Administration of the food program and of the child survival program. 

- Formulation of projects leading to the generation of income in urban 

and rural areas, of projects for managing natural resources and 

environmental health projects. 

- Administration of local projects, emphasizing monitoring and 

evaluation aspects. 

- Evaluation of the impact of the food and child survival programs. 

The seminars will be held in regional dioceses and their structure will
 

include the study of local cases and the interchange of diocesan experiences.
 

In addition, a sub-program on training in child survival techniques will
 

be carried out under the responsibility of the Nutritional Research
 

Institute. This training sub-program emphasizes the training of personnel at
 

the periphery level, and will eventually be assumed totally by the dioceses
 

themseleves.
 

Caritas' capacity at the diocesan level to assume the programs themselves
 

will depend on the prc.gress Caritas del Peru makes as the principal support
 

institution at the central level and the progress made by the diocese itself
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in techniques for attracting national 
or international resources. 
This latter
 
will depend to 
a large extent on their ability to formulate and administer
 

development programs.
 

The possibilities of the self-financing of Caritas will also be studied
 
through an investigation. 
 Among these will be the possible contributions by
 
the beneficiaries 
 of the Caritas programs, the organization of national
 
campaigns to obtain funds and 
other donations. The study of possibilities
 
like these will examine in detail 
the most appropriate amounts for these
 
contributions and 
 their possible regional differentiation, their legal
 
implications, their administrative costs and other factors.
 

D. DESIGN AND IMPLEMEIT ATION OF THE PROGRAM
 

D.1 Implementation Plan
 

The 
present program will be implemented within an 18-month period 
and
 
will be the direct responsibility of the Catholic Relief Services-USCC' office
 
in Peru. An independent bank account 
will be opened for depositing funds
 
donated by AID under 
the terms of this program, and generally accepted
 
accounting and auditing procedures will 
be used. The purchase of goods and
 
equipment required by the program will be carried out in Peru 
or in the United
 
States according to their availability. In the case of importations, these
 
will be exonerated from customs 
duties and local
other taxes. CRS/Peru is
 
registered with the government of Peru as an 
international non-governmental
 
technical cooperation organization (Directoral Resolution 
0126 of the Ministry
 
of Foreign Affairs, dated May 20, 1988) 
and as an institution for assistance
 
and help to the Catholic 
church (Supreme Resolution 0009-75-SA/DPS of the
 

Ministry of Health dated May 29, 
1975).
 

To cover 
the use of OPG funds in 
financing staff and for financing
 
specific projects, CRS/Peru 
will subscribe to independer. agreements with
 
Caritas del 
Peru and with participating diocesan Caritas. 
 Catholic Relief
 
Services is also responsible to AID for the administration of food commodities
 
donated under US PL 480 Title 
II. By bilateral agreement, CRS transfers
 
authority to Caritas del Peru to administer these products within the country,
 
under the terms also set out in Public Law 480.
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The program includes the carrying out of the following activities:
 

D.1.1 Institutional Strengthening of Caritas del Peru
 

a. 	 Contracting five professionals:
 

-	 one specialist in development planning, two in farm production 

and two in feeding and nutrition; 

b. Contracting of one secretary. 

c. Evaluation of the existing food program's multi-annual plan 

(1988-1992). 

d. 	 Updating the 1990-1992 multi-annual plan.
 

e. 	 Updating the Caritas-Nutritional Research Institute agreement
 

for developing child survival activities.
 

f. 	 Updating the national child survival program.
 

g. 	 Establishing a coordinated CRS-Caritas-iRI system for
 

processing, use and dissemination of information on child
 

growth monitoring produced by the dioceses.
 

h. 	 Training of Caritas del Peru field supervisors. These
 

activities will be carried out at the central level in
 

supplementary feeding, child survival, handling of foodstuffs
 

and accounting matters.
 

i. 	 Formulating general instructions for designing diocesan
 

programs and projects.
 

J. 	 Formulating criteria for qualifying diocesan requests for
 

techmical and financial cooperation for community development
 

activities.
 

D.1.2 Institutional Strengthenin. of Diocesan Caritas
 

All the dioceses participating in the food program will participate
 

in events of national coverage such as the seminars.
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In the case of child survival activities and those of financial
 
support of community development activities, priority will be 
given to those
 
dioceses having the country's most needy population, having the least 
access
 
to government services 
and which have 
the most interest in participating in
 

the activities proposed herein.
 

The diocesan Caritas will be responsible for drawing up studies on
 
the local situation (Assessment), of and
the priority given to populations 

problems, as well as 
for the design and implementation of their programs. 
CRS
 
and Caritas del Peru will support these activities when required and according
 

to their means.
 

Only those diocesan projects whose objectives concur with the
 
objectives of this program will 
be supported, and same will also meet the
 
requirements 
of CRS and Caritas regarding their possible effects 
on poverty,
 

their feasibility and their potential efficiency.
 

The disbursement funds
of will be carried out under the terms of
 
direct bilateral agreements between CRS and the requesting Caritas.
 

Following are the activities to be developed:
 

With the 33 dioceses participating in the food program:
 

a. An annual evaluation of 
the food program. A first evaluation
 

to be carried out in April, 1990 in 
order to determine the
 
initLial situation 
to be faced by the program and to select
 

areas with the greatest improvement potential.
 

A second evaluation will 
be carried out in October, 1990 in
 
order to appraise the results obtained 
by the program in said
 

period.
 

b. An inter-diocesan workshop 
on criteria and priorities to
 
identify, design and 
implement development projects. The final
 
product will be 
a handbook for development projects. An event
 

will be held in July, 1989.
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c. 	 National inter-diocesan seminar on selection and design of
 

projects for generating economic income. It is expected that
 

this training will standardize the diocesan possibilities for
 

undertaking actions leading to the receivers of donated
 

foodstuffs becoming self-sufficient. Case studies will be
 

taken from already implemented programs or projects in the area
 

of micro-businesses or in the area of agricultural production.
 

This event will be carried out in September, 1989. The
 

handbook for development projects will be here discussed and
 

approved.
 

d. 	 A national inter-diocesan seminar on the administration of the
 

food program and the child survival program. These will be
 

attended by members representing the 33 dioceses participating
 

in one program or another. This seminar will be held in the
 

second or third month of the program's activities.
 

e. 	 National inter-diocesan seminar on administration of local
 

projects to be held in about the twelfth month of the program's
 

operations. Its main purpose will be to reinforce the
 

technical capacity of the dioceses to monitor projects
 

developed in their areas, in order to increase the efficient
 

administration of their resources. This greater technical
 

capability will also enable them to produce objective
 

information for evaluating their actions and also to provide
 

Caritas del Peru with data to facilitate the qualitative
 

monitoring of the program's activities at the national level.
 

f. 	 National seminar on evaluation of the food program and of the
 

child survival program. This will take place in the program's
 

seventeenth month and is aimed at documenting the combined
 

opinion of CRS and Caritas on the achievements and failures in
 

both programs at the end of this period. These conclusions
 

will also be the basis for Caritas del Peru and the diocese to
 

assume at that time responsibility for both programs. The
 

seminar will be based on an analysis of the information
 

produced during the two previous years by the program's
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monitoring system, which includes 
the control of child growth
 
and data on production and 
income of the respective diocesan
 

projects.
 

D.1.3 	 Supplementary Feeding
 

Through the same 33 dioceses:
 

a. 
 To supply a daily ration to the following groups of people:
 

Group Category Month/Year Persons
 

Maternal/child (lx3) 12 
 90,000
 

Preschoolers 
 9 30,000
 
Other children 
 12 61,800
 

Workers/heads of
 

family (lx5) 
 9 226.500
 

TOTAL 
 408,300
 

b. For 	 programming food assistance 
 in the second year of
 
activities the diocesan Caritas will present their 
requests
 
nine months 
in advance, specifying objectives, activities and
 
resources 
they have available, within 
the terms of an annual
 

diocesan plan.
 

C. 	 Based on these requests, and within the terms of the food
 
program's multi-annual plan, Caritas del Peru will draw up the
 
food program's anrual plan which will be the 
sum of thp
 
approved diocesan plans.
 

d. 	 Based on the food program's annual plan, Caritas del Peru and
 
CRS will present a request for foodstuffs 
to AID as an annual
 

estimated requirement (AER).
 

e. 
 Once the AER has been approved by AID, the annual plan will be
 
initiated in October 1989.
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f. 	 Strengthening of the activities of education in nutrition and
 

primary health care. For this purpose financial support will
 

be provided to all the dioceses which are participating in the
 

program in order to cover the operating expenses of these
 

activities.
 

U.1.4 MCH and Child Survival Programs
 

The WKH program will attend 30,000 households loLated in 29
 

dioceses. The Child Survival program will expand from eleven dioceses
 

presently being served to 17 dioceses. These 17 dioceses will serve 26,400
 

MCH households or 88% of this category. The remaining 3,600 MCH households
 

located in 12 dioceses not included in the Child Survival program will be
 

supported with an applied nutrition program to be designed by CARITAS.
 

The Child Survival activities will include the following:
 

a. 	 Reinitiation of instructor training in child survival in the
 

participating dioceses. This will be undertaken in regional
 

nuclei according to a special plan.
 

b. 	 Training of new instructors to assure this activity in a total
 

of eleven dioceses.
 

c. 	 Reinitiation of training and equipping of community health
 

promoters in child survival.
 

d. 	 Continuation of child growth monitoring and development
 

activities.
 

e. 	 Consolidation of computerized systems for child growth
 

monitoring. For twelv2 months, the IIN will supply technical
 

assistance to Caritas del Peru to implement the system so that
 

the information produced is timely, simple and immediately
 

disseminated for use in decision-making at all levels. From
 

the seccnd year of the program's operations Caritas del Peru
 

will take over this activity completely.
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D.1.5 Promotion of Farm 
and Livestock Production and Protection and
 

Improvement of Rural Ecologv
 

a. 	 An increase of agricultural and livestock production of
 
approximately 37,000 families will be promoted 
each year,
 

through the following actions:
 

Year 	I Year 2
 

- Const. reservoirs (No. & '000 m3) 60/28 75/35
 
- Const. irrig. canals (No. & Km) 162/700 203/880 
- Estab. veg. plots (No. 	& Hect) 315/885 394/1108
 
- Estab. farms (No. & '000 m2) 100/13 126/16 
- Estab. fish hatcheries (No.) 1 2 
- Estab. bee hives (No.)  1
 

The program will provide technical and financial assistance to
 
develop these activities.
 

The technical aid will consist basically of engineering studies for
 
the planned construction 
works, market studies on the productive
 
activity being promoted, 
the technical direction of construction
 
projects and training and technical assistance to the population
 
involved in productive Ectivities. The program's funds will finance
 
the training of those technicians who cannot be obtained through
 
cooperation from other local institutions.
 

The 	 financial support will be transferred to the beneficiaries
 
through the diocese in the form of construction materials, equipment
 
or production inputs. Financial support to the dioceses will be
 
based on projects designed by 
them and submitted to CARITAS del
 
Peru. Caritas del Peru and CRS will analyze and approve them on the
 
basis of mutually agreed project criteria reflerting the objectives
 

of this OPG.
 

601
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b. 	 Support will be provided to two thousand families for developing the
 

following activities for protecting and improving the rural ecology:
 

Year 	1 Year 2
 

- Reforestation and forestry (Has) 	 236 295
 
- Construction of terraces
 

and 	filtration ditches (Has) 25 30
 

C. 	 600 short training courses will be offered each year on farm and 

livestock production and on rural ecology for an annual total of 

12,000 peasants. 

d. 	 In urban areas support will also be provided for the construction of
 

the following works:
 

Year 	1 Year 2
 

- Constr. multi-family water sys. 30 40
 
- Constr. sewage systems 2 3
 

e. 	A total of 75 short courses per year will be offered to
 

approximately 1,500 persons, in areas related to production,
 

administration, finance and accounting for small businesses.
 

f. 	 280 short courses will be offered each year to a total of 5,600
 

persons annually on environmental health and primary health care in
 

general.
 

The support provided by the program through the diocese, as in the case
 

of rural areas, will refer mainly to the technical and financial aspects.
 

Technical support will emphasize the study of local markets and training
 

and technical assistance for participants on managing their presently owned or
 

planned businesses. It also covers the design of water and sewage disposal
 

systems. The financial support will be used partly to pay for the
 

professionals providing the technical assistance and partly for the
 

establishment of rotating capital funds, banks of raw materials and tools,
 

purchases of equipment, etc.
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D.1.6 Timetable
 

(See Appendix 1)
 

D.1.7 Monitoring
 

The monitoring of the program will bc- carried out 
through a system
 
of information which, beginning 
with the final food distribution point will
 

conclude in AID. This system will be complemented by central support actions
 

as needed in each case.
 

The system of information will include four main items:
 

- movement of foodstuffs and record of beneficiaries;
 

- child growth monitoring and epidemiological health data;
 

- production activities and volume of production obtained;
 

- budgetary movement.
 

This system will be computerized and will produce data montly at the
 

peripheral level and quarterly at the central level.
 

The flow of information both ways will be as follows:
 

Central Offices
 

1 1
 

1 AID/Peru
 

- CRS/Peru 

1
 

Caritas del Peru
 

1
 

Diocesan Caritas
 

1
 

Center
 

(Parish, Beneficiary Association or Other)
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CRS/Peru will assign a full-time professional to coordinate and
 

monitor this program. Moreover, the CRS/Peru director will work 30% on the
 

food-aid program. To this end CRS will commit its own funds. The Caritas del
 

Peru staff contracted with this program's funds, plus the permanent
 

supervisory staff, will visit all the dioceses at least once a year. The
 

supervisory visits will follow a plan to be drawn up every six months to
 

achieve joint work by CRS, Caritas and the AID representatives, to maximize
 

the capacity of joint solutions and also to minimize the time in fieldwork
 

taken from the diocese.
 

D.2 Measuring and Evaluating the Program's Impact
 

This activity will be carried out using the information obtained from the
 

program's monitoring system, which will periodically be compared to the
 

proposed goals and the activities drawn up to achieve same.
 

Appendix 2 sets out the expected results for the four semesters of the
 

program, by proposed objective and giving the respective indicators.
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