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TITLE 11 EMERCIENCY PROGRAM

JAMAICA

OCTOBER 1978 - MARCH 1979

Description of Program

After several years of political warfare, the gangs that
ruled western Kingston declared a truce. Members of the Peace
Committec made a direct, personal appeal to American Ambassador
irving for food assistance in the truce areas for children, mothers
and the elderly - chose wHo had been most saverely afrected by the
high unui.pioyment rate, inflation and the lack of resourcos. on
response to this request, USAID, with the éooperation of the Otffice
ol Food for Peace, AID/Washington, designed a six-mounth cmergency
aropran, Jivectec primarily at undernourished preschool children,
~regnant and iactating motners and aged aduits in we.tern Kingoston,
The end of project recipient ;arget was 60,000, Objectives uf the
progran were to provide short-term cmergency food reliefl, to-
cunsolidate the peace momentun, and to develop a comsiunity iaira-
structurv and dialogué bec&een herctofbre warring ractions.

Tke feeding program was to bc implemented by Catholic Relief
services (CRS) (t.e cooperating sponsor), who woulu be responsible
:ur the importation and delivery of the fooa to the warchouse;
Chiristian Action for Development in the €aribbean (CADEC) (the
counterpgart agency), who would be responsible for tie warchousing
and distribution of the food; USAID, who would be responsible for

provision of commodities and monitoring of the program; and the



¢&/

Government of Jamaica (GOJ), who would fund the administrative
costs of the program. Original commodity shipment amounted to
1,426 MT valued at $608,362 plus freight;-.This amount was later
supplemented by a request for an additional 233 MT necessitated
largely by early attainment of the end-of-project target of 60,0d0.
At the end of December, 131 churches and community centres were

distributing 61,900 rations.

II Implementation of the Program
A. Inputs
l. Adeyuacy

Because of delays in the inauguration of the program
and extensive recruitment efforts by the counterpart,
CADEC was able to enroll more than the originally
wrojected 20,000 start-up recipients for the first
month's distribution. To provide adequate rations for
the full six months, either the recipient level would
have had to. be reduced or the commodity volume inéreased.
It was decided the best alternative woula be to increase
commodities to a level sufficient to feed 60,000 recipients
for the last four months of the program and an amended
commodity request and programvglan were submitted to AID/W
and approved.

2, Acceptability

Realizing that Corn-Soy-Milk (CSM) although highly



nutritious, was unfamiliar to the population in wes:erﬁ
Kingston, USAID printed instruction/recipe booklets to
accompany the CSM distributioAé.. They also suggested

that cooking demonstrations be held to familiarize
recipients with its use. Due to the short term of the
programn and the complexity of the distribution syétem,
these efforts were not very successful and CSM was never
widely accepted. In some cases, wherc ministers insisted
recipients accept the ccmmodity, it was later thrown away.
Arféngements are being made to donate any excess CSM to

the Ministry of Bealth.

B. Distribution Network

The Committee of Concerned Ministers was the group who
has had most of the responsibility for organizing and
managing the distributions. At the end of December, 131
churches and community centers were enrolled in the program
and were reaching 61,900 beneficiaries. These centers are
responsible for‘transporting the commodities from the warehouse,
rebagging and actual distribution.

The greatest benefit of the program, outside the humanitarian
relief aspect, is the communication and cooperation developed
among the various churches and community centers participating.
This sort of cooperation was extremely limited before the program
began. Ministers and other community leaders now meet regularly

to discuss the program and other community problems.



A feeding program of this magnitude was totally outside
the experience of any of these groups and overall they have
managed heroically. They have had to cope with crowd control,
theft, and accountability/selection requirements which, in.
some cases, were beyond their understanding and sometimes
capability to implement. Nevertheless, using only volunteers
and financing transportation out of their own pockets, they
have managed approximately 60,000 distributions a month and in
the majority of cases, this has been accomplished in an
orderly fashion. Distiibution and loss reports have been
submitted regularly to CADEC. However, in many cases they
have not distributed all the food to only registered recipients
or have reduced or increased rations to fit a perceived need.
In this type of a program that is not a surprising occurrence;

and within the latitude of an emergency distribution program.

C. Management

CADEC was unprepared for the magnitude of the task they
had agreed to accept - in fact, Rev. Cadogan had some serious
misgivings about CADEC's involvement. The program director they
hired, Clyde Shaw, was inexperienced in food management. Moreover,
other demands were made on his time. This had led to a breakdown in\
supervision and reporting. He has not communicated with USAID on

a regular basis and at the end of January had failed to file any



"distribution or loss reports or to reconcile stock positions,
Despite CRS's prior experience with Title II feeding
programs, Fr. Grenier was not abie.fo cope aéequately with all

the problems related to the program. A fufthcr'complicdtion
seemed to be the lack of rapport between CADEC and CRS.

Fr. Grenier seemed to feel he had to keep his distance from

the day-to-day management of the program and could only "advise'
if asked. This is unfortunate as he is dircctly responslible
for the food and filing claims. At thé end of January he had
not submitted any report or disposition of unfit commodities

or claim reports.

The warehouse situation during the first delivery was
chaotic. The second delivery has proceeded much more sﬁoothly
and losses should be reduced. Fr. Grenier felt he could not
interfere in the warehouse management or issue orders to the
two CADEC employees. They, in turn, seem to have same
difficulty managing the govérnment employed warehouse workers.

- In the last week the situation has changed somewhat. Fr. Grenier
has begun to supervise the warehouse management and to make
"strong" suggestions on operations. Pilfering from the.ware-
house has been constant. /It is claimed that warehouse employeces
have filched over 10 tons of commodities since the beginning of
the program. Efforts to reduce this pilferage have not been

very successful. Some minor losses have occurred at distribution

points, one church has sustained recurring thefts and commodities



"have been recovered from the market where they were on sale.

IIT  Conclusions

This program is almost unique in the Title II experience and,
therefore, the "lessons learned" and how successfully the objectives
were attained should be carefully examined for their applicability
for future programs.

Emergency Title II assistance has been used mainly in the past
to meet relief requirements resulting from natural disasters or to
feed refugee populations. This request to assist a population
attempting to recover from years of political strife exacérbated by
the declining economic conditions of the country presented a new
challenge. The request was a personal request from the truce
committee to the ranking U.S. official in country.

Response was rapid and efficiently organized by the Mission
and the Office of Food for Peace who asked Catholic Relief Services
to serve as cooperating sponsor because it had an existing agreement
with the Government of Jamaica and had participated in feeding
pPrograms in the past. CADEC was asked to act as a counterpart agency
because their Disaster Emergency Relief and Welfare organization was
already distributing food supplied by Church World Service and because
of their ties to the Jamaica Council of Churches and the Committee of
Concerned Ministers.

. There was a delay in the initial implementation due to some
opposition from the Jamaica Council of Churches which was finally

resolved.



" The commodity requirement was forwarded to Washington, with
& reyuest for expeditious procurement and a split -shipment.
Because diversion was necessary to meet tﬁé-time requirement, commodities
had to be scheduled to arrive at one time.
Ar the beginning of the program TDY assistance was requested
from the Office of Food for Peace and subsequently a one month
contract for a food monitor was arranged.

Lessons Learned

The weakest area of the program has been the management. Areas
of responsibility never were clearly understood, and this has
resulted in commodity loss at the warehouse. A presumption was made
that because of CRS's pPrior experience with feeding programs, Title II
requirements were understood and would be met. Consequently, USAID
.monitoring responsibilities were not sufficiently stressed. Delivery
of commodities at one time created a chaotic situation beyond the
capability ro manage of either the CADEC program manager, who was
unfamiliar with feeding programs, or CRS, who had never managed a
program of this size. ' The ﬁriginal TDY by the Office of Food for
Peace was ill-timed, well before arrival of the first shipment and
ending just as commodities began to arrive. The food monitor worked
strenuously with the program implementors, devised forms for reporting
and made suggestions fur the smooth running of the remaining months
of the program. Unfortunately, she appears to have been ineffective
as her suggestions, in the main, were not followed.

This failure in management led to the one serious aberration

in the program - stock discrepancies in the warchouse, particularly in



rice.

1, Any future programs should be cau;ious in Presuming ability of
cooperating sponsors, particularly if the new program is of a
greatly increased magnitude.

2. Even if less efficient, deliveries should be scheduled to
arrive in manageable allotments,

3. Areas of responsibility must be clea:ly defined and stress

placed on the importance of meeting requirements of reporting and

monitoring.

Attainment of dbjectives

D2spite the management failure the program was highly successful
in meeting the program's objectives.

Over 60,000 recipients in the truce area have been reached with
a monthly supplement of food averaging 695.6 calories and 29.5 grams
of protein daily. Distributing the food meant organizing a community
infrastructure of 13] churches énd community centers who have used
their own resources and volunteers té register recipients, pick up
the food ani repackage and distribute it. This has been a massive
undertaking in an area not noted for its community communication and
Cooperation. From all reports this undertaking has succeeded beyond
any expectations. Losses and thefts have been minimal and discipline
and crowd control for the Mmost part has been maintained.

The churches were asked to assume this task and have been fully
supported by the truce committees. This has enabled the feeding to
50 on without any political or religious bias. The ministers have

been able to circulate in their parishey more fully than in (he past



aa¢ to familiarize themselves with the individuals living in the
area and their needs. A dialogue has been established between
community groups which will be continued after the feeding program
has stopped -~ the focus of the monthly meetings has already turned
to self-help projects for the area.

The U.S. imgge was enhanced by the favorable publicity received
jfand thig, in turﬁ, has overcome to some extent the previous suspicion
of and reluctanece to accept non-Jamaican assistance.

Althoygh hard to judge, a presumption can be made that this
six months of food assistance has contributed to the institutionalizing
of the peace movement by relieving some of the immediate pressure in
existence after the truce we: declared,

Events in the next few months will be looked at to scec how
justified are the above conclusions. If the truce continues and the
community continues to strengthen, the program can be judged a
success in providing specific assistance in a crisis situation where

needs were as urgent as in a natural disaster.

NANCY FOX:gew
PDC/FFP

AID/W

3/12/79



