
UNCL"SIFIED
 

UNITED STATES INTERNATIONA. DEVELOPMENT COOPERATION AGENCY 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

Washington.,. D. C. 20523 

PERU
 

PROJECT PAPER 

CRS/PERU OEPATION L PROGRAm GRANT (OpG): 
SREMHEING OF CARITAS DEL PERU 

AID TAC/P-623 PQ= NUMBER: 527-0329 

UNCLASSIFIED
 



AGENCY FOR INTERNATIONAL O6VELOPMENT I. TRANSACTION CODE DOCUU.N-r 
PROJECT DATA SHE ET A:EAddC-Change Amendment Number CODE 

D - Delete 3 
2. COUNTRY/ENTrITY 

3.PROJECT NUMBER
 
PERU 
 '7-0329 "
 

4. BUR.EAU/OFFICE 5. PROJECT TITL9 (maxwm.t40 cha ctm) 

LAC 
 I C05 JIG CRS - Strengthening of CARITAS/Perl
6. PROJECT ASSISTANCE COM]PLETION DATE (PACD) 7. ESTIMATED DATE OF OBLIGATION

I (Und, '8!'bww. euer. 2. 3.o 4)
11i-311. 910A t!Foj j ., 

2 1 ..- ,]L89] c.vi..jry 18191 
8. COSTS ( $000 OR EQUIVALENT S1 -

A. FUNDING SOURCE FURST FY LIFE OF PROJECr 
B.FX C. L/C D. Total LFX F.L/C G. TotaAD Appropned Tota 
 64 433 497 
 64 433 497
 

(Grnt) 
 ( 64 )( 433 )( 497 )( 64 )( 433 ( 497 

o I . CRS7- IR 128 128  128 128
 
U.5- Title II Monetizat. 1,442 1442 
 - 1,442 1,442H:otunuy 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

B.___ 9. SCHEDULE
TB. -_ OF AID FUNDING ($000)__ 
_ _A. APPROP IPRIMARY D ORSDARY TIS ACTION 

_ _ _ _ 

PRIATION PURPOSE TECH.CODE OBLGATIONS TO DATE I TH APPROVED ______ F. LIFE OF PROJECT
 
CODE I.G.nuG2.Loan 1.Grant 


AMOUNT 
___ Z______.2.L-a, 1.G nt 2.
 

(1 FN 380 
 310

(2) CS 580 187 

310 

(3) 187 '
 

(4)
 
TOTALS Ohlo.

10. SECONDARYTECHNICAL CODES (max amm 
497 4976 codes of 3 penoi --h) II.SECONDARY PURPOSE CODE
 

300 1 329 1 510 1 530 I 550 I 323-510
12. SPECIAL CONCERNS CODES (maxim 7 codes of 4 Poiu.on each) 
A. Code I BR BU NL..TR I PVOU II 
B. Amount I 

13. PROJECT PURPOSE (maximum480 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 Y 15. SOURCE/ORIGL' N 
OF GOODS AND SERVICES 

%M. YY .MY 
 MM YY 
Interm 1910Y Final 1! 010 ooo 941in 1M04 Lc [I Other(Spaqyj Peru 

L6. AiEL-OMLF.,ISI-NATUkE OF CH.AN..kROPKOb (Thuis pae I of 8 pqePP Amendmenrj 

,Mission Controller has reviewed and concurs with the method of 
implementation
 
and financing included herein.
 

l e Paul kramer, Controller
1ARV IL 
 I&DATE DOCUMENT R.ECEIVED17. APPROVD 
INAD/W,OR FOR AID/w DOC, 

BY ile Alan Silva DateSipned MENTSDATEOF DISTRIBUTIO 

Acting Mission Director MM Dd Y 
I DD I 

AM 13304 (5-79) 



ATTAC MT 1 
Page 1 of 2 

PROJECT AUTHORIZATION
 

Name of Country: 	 Peru !
 

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

Ntxmber 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 oblif-tions of not to exceed Four Hundred Ninety-Seven Thousand
 
United Stat( Dollars ($497,000) in the aggregate-Three Hundred Ten
 
Thousand UoS. 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 strengthened 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 organizations (most
sector 

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 provision 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 assume full, 
independent rpRpnnsihi iry for All aspects of the food assistance progra= 
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:
 

/
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A. Source and Origin of Co-rmodities and Nationality of Services.
 

Except for vehicles, commodities financed A.I.D. the
by under 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 apprcvcd Scurce/Crigin 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 shipping

financed under the OPG shall, 
except as USAID may otherwise agree in
writing, be financed only on 
flag vessels of the United States. Air
shipping or transportation 
shall be 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 an
annual basis or whenever implementing agreements are entered into,

amended or otherwise modified.
 

2. Prior to the first disbursement of OPG
A.I.D. 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 other
of USAID-funded
 
programs, especially in the 
area of child survival.
 

Alan Silva
 
Acting Mission Director
 

L 

Date
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Mr. John Preissing
 
Sub-Director
 
CATHOLIC RELIEF SERVICES, CRS
 
E. Torrez 	Saldamando 146
 
LIML 1 

Subject: 	 CRS OPG: Strengthening of CARITAS del Per
 
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 "CRS" or "Graintee") the sum of Four Hundred Ninety-seven

Thousand U.S. Dollars (497,000) to support the Strengthening of CARITAS del
 
Peril 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 cor.ritments 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 CPS on condition that the funds will be administered in
 
accordance with the terms 
 and conditions as set forth in Attachment A
 
("Schedule"), Attachment B ("Program Description"), Attachment C ("Mandatory 
Standard Provisions for U.S. Nongovernmental 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 your signature below.
 

/9 
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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.
 

,i erely,
 

AleXander 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
 
e. CRS OPG Proposal
 

Acknowledged:
 

For CaLholic Relief Services (CRS)
 

'1."?t 

// John Preissing
 
' Sub-Director
 

Date:_
 

Appropriation: 72-1191021
 
Budget Plan Codes: LDNA-89-25527-KG13 ($310,000)
 

LDCA-89-25527-KG13
 
($187,000)
 
Project No.: 527-0329
 
Total Estimated Amount: $497,000 (ARDN, CS)

This Obligation: $497,000 (ARDN, CS)
 
Funding Source: USAID/Perfi
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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. Period 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 Payment.
 

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

B. 	Pavment shall be made to the Grantee in accordance with procedures set
 
forth in Optional Standard Provisions Nos. 2 and 3, entitled
 
"Payment: Periodic Advance" and "Payment: Cost Reimbursement", of
 
Attachment 4 to this Grant, e::cept 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.-fiiianced 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 I
 
counterpart (Government of Peru-owned), and PL 480 Title II monetizations.
 
Additionally, Table II shows U.S. food resources and Caritas and recipient
 
contributions to the program.
 

V. Required Documentation.
 

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

/
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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 Standard 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 Crant Agreement.
 

B. 	The following Optional Standard Provisions for U.S. Non- Governmental
 
Grantees, Attachment 4 to this Grant, apply to 
4, 5, 6, 7, 9, 11, 12, 13, 14, 20 and 23. 

this Grant: Nos. 2, 3, 

VII. Title to Propert.y. 

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 Rate.
 

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 M 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
 
--

--

--

Dev

Training 
Salaries 
Supervision 

Projects 

Diocesan Sub-Total 

elopment 

- 59.5 
- 22.4 
- 63.0 

- 169.5 

- 314.4 

CRS 

Aud
(8.5%) 

CRS Sub-Total 

it and Evaluation 
Overhead 

16.0 
36.4 -
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 
 YearI 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 -. 2.0 - 12.0
 

Caritas Sub-Total 20.0 98.4 
 11.8 130.2
 

Viocesan 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
 

Developmment Projects 
 - 1 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%) 2,2 28.5 5.7
 

CRS Sub-Total 
 2.2 38.5 11.7 52.4
 

T 0 T A L 27.8 395.6 73.6 497.0
 

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 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
 

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 To Caritas of Peru)
 

Food Storage and Handling 94.0 40.0 - 134.0
 
Office Operations 6.0- -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 70.0 18.0 106.0
 

Caritas Sub-Total 	 67.0 264.0 68.0 399.0
 

All Monetary Inputs
 
GRAND 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 10/1/90 - 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 Coimodity Costs) 1,978 7,233 1,921 11,132 
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PROGRAM DESCRIPTION
 

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 II 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 part of CRS/New 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 May of 1985, CRS/NrY, 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 commodities 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 OPG 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,
 
CRS/Peru (now also under new management), once again renewed its commitment to
 
enabling Caritas to assume full responsibility 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 CRS/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 OPG, 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

L development-oriented food-aid program. 

III. Sfe~ific Objectives.
 

This Operational Program Grant has 
three interrelated components, each with
its own goal and objectives for strengthening 
 Caritas' institutional
 
capability, as follows:
 

A. 	Progru/Pro ect Ms-naaement:
 

Goal:
 

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

Objectives:
 

1. 	Enhance Caritas/Peru's current 
 institutional/human 
 resource

capability in an 
 effort to contribute to the efficient and
 
effective planning, implementation, supervision 
and eva.'uation of
 
project activities at both national and diocesan levels.
 

2. 	Develop and a
adopt 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 programming
 

areas of maternal-child health/Child Survival, agricultural

production, animal husbandry and income generation.
 

3. 	Establish and maintain stro~ng 
collaborative working relationships,

at both national and diocesan levels, with local public and private

development institutions 
in an effort to maximize the benefit of

limited 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 problenms
 
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 impact 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 inputs,
 
security considerations, and degree of commitment on the part of
 
diocesan management to the implementation of sound development
oriented project activities. It is anticipated that this OPG will
 
strengthen this development orientation in at least five dioceses
 
over the 18-month Grant period, in each of CRS/Caritas' primary
 
programming areas of MCH/Child Survival, agricultural production,
 
animal husbandry and income generation. The decision as to which
 
dioceses will receive priority assistance in each of these four
 
project areas will be reached in consultation with diocesan
 
r.-presentatives during the Caritas national workshop scheduled for
 
July 1989.)
 

B. 	Commodity Manapeent:
 

Coal:
 

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

Obiectives:
 

1. 	Coordinate with USAID/Peru to develop and adopt more efficient and
 
effective ALR planning procedures through determining estimated
 
food-program levels 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 Volontary Agency Commodity Tracking System effort.
 

3. 	Identify, and prepare to take, the steps necessary to effect
 
food-commodity shipments from the port of embarkation in the United
 
States 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 Management:
 

Goal:
 

Improve the 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 programmir. disbursement, tracking and accountability of
 
funds.
 

Objectives:
 

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

2. 	Develop and implement a recori-keeping system which permits
 
monitoring and control of advances and liquidation of funds at the
 
diocesan level, and the timely reporting of such financial
 
information from the diocesan offices to Caritas' naticnal office.
 

IV. Nature of the Project and its Activities.
 

A. 	Backgrouam,.
 

The national office of Carltas/Peru is the official entity of the Peruvian 
Catholic Church, charged by the Peruvian Bishops' Conference with the 
coordination of social-action programs in the country. The Caritas network is 
built on a confederation of autonomous members, or diocesan Caritas, each 
presided over by its respective bishop, and operationally separate from
 
Caritas/Peru. Caritas/Peru acts as a national coordinating body for this
 
Confederation, providing technical and logistical support to obtain and clear
 
donations into Peru for the social-action programs of the dioceses. Although
 
it 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 Title II
 
food program, each diocese participates under a specific agreement entered
 
into by the local bishop and Caritas/Peru.
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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. Caritas/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/Caritas 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 commodities are progratmmed to be distributed as monthly family raticns
 
through Food-for-Work (FFW) activities, and 22 percent are destined for
 
maternal/child health (MCH) 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 (YOP), 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 incomes, and the promotion of community organization and
 
self-sufficiency among beneficiary populations.
 

The target population for these projects is poor, underserved rural,
 
peri-urban and urban residents, with participant selection based on 
socio-economic criteria and conmitment 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, peri-urban ("pueblos jovenes") and
 
urban comaunities throughout the coastal and mountain regions of the country.
 
This OPG will focus on strengthening program operations of the Caritas
 
national office located in Lima, and of the local diocesan offices, with
 
special attention given to up to five selected diocesan offices with
 
demonstrated potential to serve as models for the remaining dioceses in the
 
implementation of food-assisted 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 component (project, commodity and 
financial management)

structured as follows:
 

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


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


3. 	presentation of the 
goal and objectives for enhancement of management

capability, by component; and,


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

1. 	 PPOCP-Af/PPQ1rO CT VMiAGEfMlT! CAPABILITY 

Current Mode of Operations: 

Following is a suinmary of Caritas/Peru's current program planning,
implementation, supervision and evaluation procedures.
 

Caritas/Peru collaborates 
 closely with CRS 
 in 	 the preparation of
A.I.D.-required 
 program planning documentation, including 
 the Multi-Year
Operational 
 Plan (MYOP), annual updates, quarterly and annual 
 progress
reports, program budgets and 
Annual Estimated Requirements (AEP) of food
cormodities in support of project 
activities 
at the local diocesan level.
illustrated by the 	
As


following surLmary, CRS/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-commodity assistance 
 from local
community 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 Caritas/Peru by January 15 of each year.
 

c. 	A.I.D. determines the availability/restriction 
 of 	 specific food
commodities for the coming fiscal year and assigns recipient levels 
to
each PL 
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.
 

/ 
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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 example, 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 bave
 
full-time professional staff crganized 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 programmed 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 reporting forms have been devised; no regular
 
schedule of project monitoring is adhered to. In most cases, project
 
monitoring is clearly ad hoc, 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 largely 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
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participate in a monthly growth-monitoring program (weight-for-age). Since
October 1987, 
the Nutrition Research Institute (fIN) 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 (MCH) project, with each attending, in effect,

entirely separate beneficiary populations.
 

Identified Areas of Strength:
 

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 more 
intimate knowledge of
local needs and priorities than that achieved through centrally 
conceived
plans, and cormitment to the implementation of projects 
tends to be higher

when the pla-ning process is carried out in 
a participatory manner.
 

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

The Caritas operation, particularly at Diocesan level, and does
can 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 considerably, and enlarges 
the pool of skills that can be tapped to
 
improve implementation.
 

Given the number 
and widespread geographic distribution of dioceses
participating in the Title II food program, the Caritas network offers great
potential for contribution to the nation's development efforts.
 

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

Many of the diocesan project plans reflect a genuine effort to 
refocus the
orientation of 
 programs from
their food away 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
 
plenning 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,
 

gcographical areas of concentration and key target populations.
 

While it is important to recognize the invaluable perspective provided by
 
conmunity-level planning; Caritas must seek to overcome the limitations posed
 
by this approach. For example, rather tnan facilitating the preparation of a
 
single, consistent national program plan--whether annual or five-year--the
 
above-described planning process, as traditionally carried out, tends to
 
result in the development of as many plans as there are dioceses submitting
 

them. Consequently, overall program plans, while successful in reflecting
 
individual diocesan needs, generally do so only at the expense of establishing
 
a coherent national policy with regard to such issues as compatibility between
 
short-term interventions 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 level 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
 

institutional, 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 monitoring 
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
generalized 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, financial
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 Ob-jectives for Strengthenjng Program/Project Management Capability:
 

Goal:
 

Expand end refine Caritas/Peru's role 
and 	 capability to serve 
 as 	 a
technical support or.anization 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 bc:icficiary selection criteria to 
aid 	in
 
improved rationalization and utilization of food resources;
 

ii. 	 short and long-term priorities, goals and objectives, both for

the institution 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 
 resources, 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
 
populations.
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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 Strengthen Prograr./Project Management Caability:
 

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 Plnning:
 

* 	 By July 31, 1989, program priorities, goals and objectives, as well as 
targettinug and beneficiary selection 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.
 



ATTACHMENT B
 
Page 12 of 26
 

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 assessment to determine relative levels of project

planning and impleme.ntation capability at both the national and diocesan
 
levels, aal to identify areas of strength and weakness.
 

A national inter-diocesan seminar will be held in mid-September, 
1939,
 
to introduce 
and agree on the new Caritas project- planning guidelines.

Methodology will include the presentation and critique of selected
 
case-stiry project 
plans, and the exchange of respective experiences at
 
the diocczan level.
 

National-level project will developed the four
plans be for priority
 
programirng areas (ICH/Child Survival, agricultural production, animal
 
husbandry and income generation) by March 31, 1990, building on the newly

standardized Caricas 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 will be left for
 
individual dioceses to adapt these national programming strategies to
 
local needs and priorities, standardization of these plans is expected to
 
strengthen such 
local planning efforts, and consequently, to assist in
 
obtaining outside funding for project implementation at the diocesan
 
level. Caritas' new project planning and technical support team will have
 
primary responsibility for the development of 
these plans, with technical
 
assistance and review provided by CRS.
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* 	 All preliminary diocesan annual and fi.e-._ar 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 Ff 91 Update, program budget and
 
AER) will be prepared by Caritas/Peru, with technical assistance and
 
review frcm CRS. Caritas/Peru will assiume full and independent
 
responsibllity for the preparation of this documentation for all
 
subsequent fiscal years. This provision will be included in the
 
CRS-Caritas implementing agreement.
 

Project Imvlementation:
 

Caritas/Peru's technical support team will actively seek to establish and
 
maintain strong collaborative working relationships with public and
 
private development institutions through sponsoring periodic coordinating
 
meetings in an effort to maximize the impact of limited resources, avoid
 
duplication of services, and build on respective strengths and
 
experience. Diocesan personnel will be encouraged to do the same at their
 
respcctive local levels.
 

Much of thF technical support team's time will also be dedicated to 
seeking out and obtaining funding and other complementary inputs from 
both national and international sources to further support project efforts 
at the diocesan 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.
 

Carltas' technical suppcrt 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/Peru and diocesan Caritas offices. These program
 
supervisors will be expected to enhance, not substitute for, supervision
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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 of
 
food-program management; supervision plans will 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 such, as well as the provision of
 
on-site training and technical assistance in an effort to enhance
 
local-level supervisory skills. Complementary visits will also be made by
 
Caritas/Peru's technical support team members at least once year to all
.a 


participating diocdses, and at least twice a year to priority dioceses in
 
each tear, member's area of technical expertise.
 

The Caritas/Pcru supervisory team will also be responsible for the
 
development of a field supervision handbook by early December 1989,

which will include adequate and appropriate standardized data collection
 
and 	reporting forms by project area.
 

This handbook will be prepared in close coordination with CPS and other
 
Caritas/Peru support personel to ensure adequate and accurate coverage
 
and presentation of relevant technical and logistical aspects of the
 
project monitoring and supervisory system, especially in relation to any
 
new initiatives undertaken (e.g. requirements of the Commodity Trackiag
 
System, and project evaluation data needs, such as the institutionalized
 
collection of gender-specific project and beneficiary data).
 

A national. inter-diocesan seminar will be held in December, 1989 or
 
Jan~aLy, 1990, to introduce and review the new supervisory handbook and
 
reportin; system, and to provide training to reinforce the technical
 
capability of diocesan personnel to monitor project activities at the
 
local level. This activity will be scheduled to coincide with and
 
complement orientation and training in the use of the new Commodity
 
Tracking System s*o:asored by USAID.
 

* 	 Joint CRS/Caritas supervisory visits will be made to each participating 
diocese at least once each year throughout the duration of this OPG. 
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 recommendations will be discussed with
 
appropriate diocesan personnel prior to the team's departure from each
 
site.
 

Project Evaluation:
 

By 	December 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 the
 
diocesan level. This will 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
 
personncl 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 OPG goals and objectives for the institutional
 
development of Caritas/Peru, to detect areas in need of improvement, to
 
modify strategies as necessary and appropriate, and to 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 instruroents and reporting forms
 
necessary to Caritas' project evaluation system will have been designed,
 
pre-tested and revised, in preparation for use in at least five dioceses
 
beginning on August 1, 1990. Caritas' computer capability will be
 
utilized throughout the design, testing, implementation and data analysis
 
stages.
 

By September 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 results will serve as the basis of comparison with
 
longitud6inal data collected over the course of subsequent quarters, and
 
will provide critical Insights into areas requiring revised planning.
 

A national inter-diocesan seminar will be held in mid-September. 1990,
 
to review progress in implementing Caritas' new project monitoring,
 
supervision and evaluation systems, to discuss problems related to their
 
implementation, to seek viable solutions to those problems, and to modify
 
these systems as necessary and appropriate. Methodology will include the
 
presentccion and critique of selected case-study systems, and the exchange
 
of respective experiences at the diocesan level.
 

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

2. 	COMMODITY MANACEMENT CAPABILITY
 

Current Mode of Operations:
 

The fol]owing summarizes the steps involved in the CRS/Caritas Title II 
food-commodity distribution system. 

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

y/
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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 pots, 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
 
Tail 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
 
warehotses, and those which are transported directly to diocesan
 
warehouses by rail. 
 Each dispatch is accompanied by a way-bill which
 
is signed by the receiving diocese 
and 	returned to Caritas/Peru for

control purposes, along with the 
bill for transportation costs of the
 
sbipment.
 

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

transportation 
of food commodities to end- distrioution centers is
 
contracted out by the respective dioceses. Receipts 
 ("notas de
 
recibo") are then signed by each distribution center and returned 
to

the diocese for control purposes. Costs for local transportation of
 
food commodities from diocesan warehouses to end-distribution points
 
are assumed either 
 directly by the food recipients, or by the
 
respective diocese, or by a ccmbination of the two.
 

f. 	Each end-distribution center, in t':rn, maintains strict inventory

control over its stocks, with each food-commodity recipient signing

for receipt of distributed rations ("planilla de distribucion").
 

g. 	By the twentieth day of each month, each 
diocese takes a physical

inventory of food stocks and 
 submits the inventory report to
 
Caritas/Peru. Caritas/Peru, in turn, calculates 
 quarterly food
 
commodity needs (calls-forward) based on these inventory figures.
 

Identified Areas of Strength:
 

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

Caritas has the necessary infrastructure to ensure the proper

transportation, storage, handling 
and distribution of large quantities of
 
Title II food commodities throughout much 
of the country, excluding the
 
eastern jungle region.
 

Caritas has a well--cstablished monthly control system to track

food-commodity ilow 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 commodities 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
 
least twice each year. Caritas' Operations Manual includes recommendations
 
for program administration as well as standardized reporting forms covering
 
all aspects of commodity flow and beneficiary registration.
 

dentified Areas of Weakness:
 

Vr:ile the AER planning process is designed to respond to fixed reporting
 

dates, ocean freight shipments rarely follow such stringent time schedules.
 
First-quarter calls-forwarA, for example, routinely arrive in port near the
 
middle, if not at the .. , of that quarter. Late shipment arrivals 

necessitate readjustmEnt of quarterly distribution plans, which in tur'A, leads 
to high inventory levels at the end of each fiscal year. Too, the late 
arrival of foed shipments frequently disrupts planned d'stribution patterns at 
the local level, thus affecting the credibility of diocesan operations, and in 
some cases, even the continuation of project activities.
 

The timing of monthly diocesan inventory reports tends to overestimate
 
current stcc-z in relation to quarterly distribution commitments.
 

Ccal and Objictives for Str.ngtheniDn. Co7modit Z_Management Capability: 

Coal:
 

Facilitate the improved planning and tracing of food- corrodity
 
distribution.
 

Oblecti-as: 

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. 	Establish, and coordinate adequate training in, a computerized
 
con-nodity-manageni.nt informiation system, in collaboration with the
 
USAID-sponsored Voluntary Agency Cormodity Tracking System effort.
 

c. 	Idntify, and prepare to take, the steps necessary to effect food
 
conodity shipments from the port of embarkation in the Unites States
 
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.
 

http:con-nodity-manageni.nt
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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 Strenzthen 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 	 food
estimated 

program levels for coming fiscal 
years with sufficient 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 and
national diocesan
 
levels, avoid the need to readjust diocesan requests, and provide the

framework necessary to promote more realistic and 
proactive planning of

food- comm.odity requirements 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 progran activity.
 

By September 30, 1989, Caritas!Peru will review with USAID, and
 
simplify/standardize as appropriate and feasible, required reporting

forms to monitor the flow of food resources, number and gender of

beneficiaries by project area, and the 
financial aspects of food-program

monitoring such as the control 
 of emjty containers, beneficiary

contributions towards transportation costs, etc. (These procedures 
were
 
last reviewed in 1974 at the "Segundo Seminario Nacional de Apoyo

Alinientario".)
 

Once the necessary computer hardware and software provided for under this
 
OPG is in place, Caritas will implement the USAID-sponsored computerized

Voluntary 
Agency Commodity Tracking System, in coordination with other
 
cooperating food-program sponsors, utilizing standardized software and the
 
appropriate revised and standardized reporting forms.
 

At least one representative from each participating diocese will 
attend a

training workshop sponsored by USAID in December, 1969 or 
January, 1990,

to introduce system components and procedures. The seven dioceses with
 
computer capability (i.e. those 
with the largest food-aid programs) will
 
receive training in computerized aspects of systems use.
 

Caritas/Peru will coordinate with USAID/Peru to determine the necessary

requirements and procedures for ensuring the 
smooth and timely shipment

of food commodities from the port of embarkation in the United States 
to
 
ports of disembarkation in country once CRS has ended 
its 	particjpation in

the 	Title II food program in Peru, with the 
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 contractinL of food-commodity inspections at port, pending
 
reimbursement from the U.S. Government.
 

Once the necessary reporting forms and procedures are iri place,
 

Caritas/Pcru 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
 
consuLmpt ion. 

3. YTNANCTt', TANAirTT CAPA.ILITY 

Current Mode of Operations: 

In theory, Caritas/Peru disburses project funds to diocesan offices based
 
on budget fiZurt; submitted along with diocesan project plans. In practice,
 
however, the majority of the dioceses either submit no budget, or submit a 
budget which is inadec'uate or unrealistic given proposed project plans. In 
such cases, Czritas/ Peru is forced to estimate project costs--without the 
benefit of all the necessary information--and disburses funds accordingly. 

This situation is mostly due to the lack of P _-quate financial. planning 
capability on' the part of diocesan offices. The limited ability to plan
 
estim~ated project costs gives rise, in turn, to inadequate liquidation
 
practices on th2 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 arL. spent and liquidated
 
slowly.
 

Ident~fic5 Areas of Strength:
 

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

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

Identified Areas of Weakness:
 

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 di.,bursernent of additional funds from the central office lev.l, which 
in turn affects project implementation at the local level. 

http:nation.al
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Goal and Objectives for Strengthening Financial Management Capability:
 

Goal:
 

Improve the capability of diocesan Caritas offices to plan project budgets
and manage project funds, and the capability and capacity of the national 
Caritas office in Lima to plan the overall programming, disbursement,
 
tracking and accountability of funds.
 

Objectives:
 

a. 	Provide diocesar personnel with technical assistance, training and

written guidelii*es for the formulation and management of project
 
budgets.
 

b. 	Dc'velop and ir,?lc:nent a record-keeping system which permits monitoring
and control of advances and liquidation of project funds at the
diocesan level, and the timely reporting of such financial information 
from the diocesan offices to Caritas' national office.
 

Pronosed Actions for Strenthening. TinanciaJ Management Capability:
 

By August 15, 1989, 
a professional finaocial administrator will be hired
 
at the national level to coordinate and oversee all finance-related
 
aspects of program activity.
 

* The Caritas/Peru treasurer and the financial administrator will be jointly

responsible for developing simplified 
 written guidelines for the
 
formulation of project budgets (including standard line items and
 
procedures for calculating costs per line item), and the coordination of
 
financial information flows between Caritas/Peru and diocesan offices,
 
includin.g standardized reporting forms and procedures.
 

Copies of these ilew written guidelines will be shared and reviewed with
 
appropriate diocesan persornel at the national inter-diocesan seminar
scheduled for mid-September 1989. Nthhodology will include the
presentation and critique of selected case-study project budgets and
financial information flows, and the 
exchange of respective experiences at
 
the diocesan level.
 

Compliance with these new record-keeping procedures will be closely

monitored during all visits made to diocesan offices by the CaritasiPeru
 
supervisory team, and 
problems detected, discussed and resolved prior to

the team's departure, and/or referred back to the Caritas/Peru financial
 
administrator for additional follow-up as appropriate.
 

* 	 If necessary, assistance to Caritas to improve National Office capacity to
 
plan for and administer expenditures of project funds will be provided.

The need for this kind of assistance will be determined by CRS and Caritas
 
in conjunction with USAID, based on a financial review to be conducted in
 
September, 1990.
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V. Prolect Im lcmentation 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
 
implemcntation, including full responsibility for the A.I.D. OPG funds and
 
A.I.D.-provided PL 480 Title II food com.odities.
 

CRS and Caritas/Peru will enter into new, or will utilize existing,
 
implenentation agreements with individual cc:munity groups and with
 
appropriate public and private organizations to implement the program. CRS
 
and Caritas will have the latitude to enter into nce implementation agreements

with such public and private organizations, whether or not already
 
participating in the Title II food prograra, and to terminate existing
 
agreements, in all cases informing USAID of such changes.
 

The specific rerpensibilities of CRS and Caritaz/Pcru under this OPG are
 

delir.cated irureditely below.
 

A. 	rusponsibi!ities of CRS.
 

Th 	 specific rerponsibillties of CRS/Peru under this OPG include:
 

1. 	To provide directly, or coordinate the provision of, all necessary
 
inputs to the project, including PL 480 Title II food coumodities,
 
project funding, technical assistance, training and supervision in
 
support of all three OPG project components.
 

2. 	To carry out administrative functions, including procurement of
 
gocds and services, maintaining accounting records, and preparing
 
program planning, progress and financial reports required under
 
the OPG.
 

3. 	To design and 41,-plement 2 specific activities co-templated in 
this OPG, and to moniLor and evaluate the attainment of 
perforriance targets, recommending and uindertaking modifications as 
necesrary.
 

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

5. 	To establish and maintain close coordination with, and examine the
 
experience in the design and implementation of, other similar
 
project activities financed or carried out by A.I.D., other
 
international donors, Government of Peru (GOP) agencies and
 
private voluntary organizations (PVOs), and to incorporate lessons
 
learned from these efforts into specific OPG revisions 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 (YOP) and A.I.D. Regulation 11.
 

B. 	Rerponsibilities of Caritas.
 

The npeciflc 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, handling, distribution and appropric.te end-use of
 
all Title II food commodities, from the port of discharge in Peru
 
to delivery to the individual recipients, applying to this process

the new Coirwodity Tracking System being developed in coordination
 
with USAID and other Title II cooperating sponsors.
 

2. 	To coordinate with and actively participate in all activities
 
detailed as che resp~nsibilities of CRE/Peru, as an integral step

in the transfer of program management responsibilities to
 
Caritas/Pcru at the ccnclusion of the OPG.
 

VI. N'r, na!.:al V~arart-ent.
 

A. 	Puojcct Budget and DisburrA:.ent of Funds.
 

The propccd OPG budget calls for grant funding over an 18-month period of not
 
to exceed t407,000, subject to the availability of funds. Grant funds will be
 
used to fiinance the following items:
 

1. 	Project matcrlals and equipment, including computer hardware and
 

software.
 

2. 	Overhead costs for CRS/Now York office support.
 

3. 	Ilutionwide seminars, and training programs for selected Caritas
 
diocesan offices, in the areas of project planning, monitoring,
 
supervision and evaluation, and the new USAID-sponsored Commodity
 
Tracking System.
 

4. 	Vehicles, maintenance and travel.
 

5. 	Program and financial audits and evaluations.
 

Disbursement of Grant funds shall be made in accordance with Optional Standard 
Provisions Nos. 2 and 3 of Attachment 4. Disbursements will normally be made 
either to reimburse eligible c;:penditures under the Grant, or to provide cash 
advances for immediate cash needs for eligible expenditures expected to be
 
made during a period not to exreed 30 days. The liquidation of advances will
 
be made 15 working days following the end of the month for which the advance
 
was made.
 

http:appropric.te
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CRS/Peru will edminister 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 own resources to cover expenditures attributed to it therein.
 
Table II also indicates estimated expenditurea fr3m resources expected to be
 
made available from PL 4S0 Title II (in the form of both commodities and
 
monetization) and from Goverment of Peru-owned PL 400 Title I generations.
 

B. AccoumLing Records and Cash Management.
 

CES/Paru will keep separate accounting records for funds received under this
 
OPC, which arc scparate and apart from records kept by CRS/Peru for ;.iy other
 
funds held for similar projects or for other purposes. CRS/Peru will deposit
 
all funds received from USAID for this OPG in a bank account which will be 
uosa excluaively for the A.I.D. funds received under this Grant. to other 
funds for this or any other grant, or for this grant from any other source, 
shll be co-,-aingled with these OPG funds. All initial disbursements of A.I.D.
 
funds under this OPG shall te made exclusively from this same account Dnd no 
othzr. 

C. Financial Review and Audit.
 

At the discretion of USAID, USAID may request that the terms of !Hrdetory
 
Standard Provision 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 rclevant sections of reports from CRS/Peru's internal audit staff
 
indicating satisfactory review of CRS/Peru's finrncial rmnae!zenr as relatcd
 
to the OPG, the contracting of financial reviews by either USAID or CRY/Peru,
 
or the contracting of audits by the Regional Inspector General's office
 
(RIG/[;onduras).
 

Upon USAID's request, RIG/Il will contract outside financial reviews or audits
 
utilizing OPG funds, up to the amount reserved for such reviews in the budget
 
of this OPG. For these ty;es of reviews, RIG/H will approve the scope of work
 
and the contractor. Such scopes of work shall include the examination of
 
relative cost sharing between ISAID and other sources, involving split-funded
 
inputs (e.g. administrative costs).
 

VII. Reportlnp and Evaluation.
 

A. General Intent.
 

Thu reporting format (form, content and periodicity) will respond to the
 
requirenents of CRS/New York, CRS/I'eru, Caritas/Peru, the Food for Peace
 
Office (AID/W;shingtori) and USAID/1Pcru. To the maximum extent possible, the
 
reports and planning documents required by CRS/NY, by USAID/Peru under the OPG
 
and the planned Title II monetization program, and by A.I.D. in the PL 480
 
Title II Multi-Year Operational Plan (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 u1nder this Grant shall be
 
structured to fulfill reporting requirements under the MYOP.
 

B. 	Reporting.
 

The repirtlng scbcdule for this Grant shall be follows. CRS/Peruan 	 shall 
provide USAID/Peru with the following i-eports:
 

1. M1onthly oral reports to appropriate staff of the USAID/Peru Food for 
Development (F'D) office, comnencing one month after the date of the 
Letter of Agr2ement, which: 

a. 	detail aceor.plish'-.c-,ts under this OPG by component ind activity;

b. 	identify problc-. and pose alternatives or solutions; and,
 
c. provide a suirrary of major activities rrcgrammed for the coming

monlh. 

2. 	Quarterly performance reports, typewritten and in English, which
 
assess ov.-rall progress towards attainment of th:e goals ard objectives
 
of CRS/Caritas' MYOr and this OPG.
 

These quarterly assessments will cover project activities completed,

goals achieved, specific performance indicators met or not met,

problems encountered in implementation, and use of funds

expended--from both the OFG and all other sources. In addition, these
docuiments will contain other information requested by A.I.D in the 
context 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 USAID no later than September 30, 1989.
 

C. 	Title II Program Planning Documentation.
 

The 	Quarterly Progress Reports 
will contribute to the comprehensive Annual
 
Progress Rpport, which in turn will contribute to the annual I.IOP Update. The 
FY 19b9 Annual Progress report shall be submitted to A.I.D. by December 31,

1989. Caritas/Poru, with technical assistance and review from CRS, will
 
prepare and submit to USAID, typewritten and in English, a detailed annual 
imple.entarion and financial plan, detailing the objectives, geographic 
coverege, expected numbero, of beneficiaries (disapgregated by gender), inputs
(both donated food and financial resources), outputs, institutional
 
responsibilities, personnel requirements, a comprehensive 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 WYOP/AER
 
approval 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 the
 
OPG, with Caritas/1'eru and diocesan Caritas participation as appropriate, in
 
April 1990. The results of this mid- project evaluation shall be used for
 
planrning the subsequent months of implementation and for project modifications 
as necessary. C2S/Peru and USAID will also conduct a joint OPG impact
 
evaluation in October 1990, to determine the feasibility and advisability of
 
further CR S and/or A.I.D. assistance to the project or to similar projects in
 
the future. Szcpes cf work for the evaluations will be jointly developed and
 
agreed upon by loth parties prior to the implementation of the evalu-.Jio"s; 
CRS,'Pcru will cc.ntract any outside evaluation assistance jointly agreed upon. 
Funds for Lhe evaluations have been provided for in the OPG Budget.
 

VIII. Ccber Conditions. 

A. Source and Origin of Cconn:oditfo a-nd Nationality of Sern:ces. 

Except for vehicles, coi-n.1Ut1es financed by A.I.D. under the projezt shall 
have their s:urce and origin in Peru or the United States, except as USAID may 
otherwise agree in writing. Vehicles manufactured in a Code 935 ccuntry and 
purchased in Peru may be procured, in accordance with the approved
 
SourceC!Origin Waiver for VeThicles. 

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 
otherw:ise agree in writing. Ocean shipping financed under the Project bhall, 
except as USAlD may otherwise agree in writing, be financed only on flag
 
vesscls of the United Staten. Air shipping or transfortation shall be subject
 
to the requirements of Optional Standard Provision No. 4 of Attachment 4. 

B. Initial Disbursement.
 

Initial disbursement of funcs may be effected following approval by the AID 
Chief Environmental Officer of the USAID/Peru prepared "Environr.ental
 
Threshold Decision Categorical Exclusion" document.
 

C. Procurement of Computer Hardware and Software.
 

Any procurement of computer hardware and software shall be coordinated with
 
tht Voluntary Agency Commodity Tracking Systems Working Group in Peru, and
 
shall be subject to the prior written approval of USAID.
 

D. Other.
 

1. CRS/Peru will submit to USAID/Peru copies of all implementing
 
agreements Jn effect between CRS and participating public and 
priva te sector entities (cxcluding individual communities), on an 
annual 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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OPTIONAL STANDARD PPOVISONS
 
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 controls, 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 d.ficiencie- vithin 120 calendar
 
days to continue rucCiving A.I.D. financing.
 

3. 	Failure on the part of the recipient to take such corrective action will
 
result in a cessation of A.I.D. funding and termination of this agreement.
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r1,IMATORY. STANDARD PROVISIONS FOR 
U.S., NONGOVERNMENTAL GRAI'TrES1 
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MANDATORY STANDARD PROVISIONS 
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'. ALLOWABLE COSTS (NOVEMBER 1985) 

The grantee shall be reirbursed for costs incurred in carrying out the 
purposes of this grant wnich are determined by the grant officer to be 
reasonable, allocahle, and allcwable in accordance with the terms of this 
grant, any negotiated advance understanding on particular cost items, and the 
applicable* cost principles in effect on the date of this grant. 

* 	NOTE: For Educaticnal Institutions use O.!B Circular A-21; for all other 
usenon-profits use 0-11B Circular A-122; and for profit making firms FAR 31.2. 

and AIDAR731.2.
 

2. ACCCJ1JNG-, AUDIT, AND RECORDS (MARCH 1987)
 

(a) The grantee shall maintain books, records, decuments, and other 

evidence it.accordance with the grantee's usual accountirng procedures to 

sufficiently substar.tiate charces to the grant. The grantee's financial 

management system sn-il provice for the following: 

(1) Accurate, current, anc com:,--te disclosure for each A.I.D.

sponsored project or program in accordance with the reporting reauiremernts cf 

this grant. 6hile re.I.D.ruires reporting on an accrual -asis, the grantce 

shall not be reouired tc estauish an accrual accounting system but shall 

develop such accrual data :or its reports on 'he basis of an analysis of the 
documentation on hand. 

1When these Standard Prcvisicns are used for cooperative agreements, the
 

following teriiis apply: "Grantee" means "Recipient," "Grant" means
 
"A.I.D. Grant Officer" means "A.I.D. Agreement
"Cooperative Agree ent," and 

Officer."
 



MZJ Records that identify adequately the source and application of
funds 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 transfer
 
of funds from the U.S. Treasury and he 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 at
 a minimum will 
identify, segregate, accumulate, and record all 
costs incurred

under a grant and which fully disclose (i) the amount and disposition by the
grantee of the proceeds of such assistance, (ii) the total 
cost of the project
 
or undertaking in connection with which such assistance is given or used,

(lii) 
the amount of that portion of the cost of the project or undertakinq

supplied 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 those thatauthorize the expenditure of A.I.D. funds, to produce unbiased opinions,

conclusions, or judgments. 
 They shall meet the independence criteria along

the lines of Chapter IV, Part B of 
the U.S. General Accounting Office
Publication Standards for Audit of Governmental Organizatiors, Proarams,
Activities, and Functions (1961 Revision). 
 These examinations are intended to
ascertain tne effectiveness of the financial management systems and internal

procedures 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 ornanizatiun-wide
 
basis to 
test the fiscal integrity of financial transactions, as well as
 
compliance with the terms and conditions of the A.I.D. 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.. 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 recomnnendations.
 

(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 aporoval 
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 agrees 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) Ifany 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 arantee 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 to A. .. , -,,-pt f.r 
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 of the grant, or as a result of
final audit, it isdetermined by A.I.D. that funds it provided under this
grant have been expended for purposes not in accordance with the terms of this
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 from the grant
officer when there isreason 
to believe that within the next 30 calendar days
a revision of the approved grant budget will be necessary for-the following
reasons:
 

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

(2) The need for additional funding.
 
(3) The grantee expects the amount of A.I;A. authorized funds to
exceed its needs by more than $5,000 or.five percent of the A.I.D. award,
whichever is greater.
 

(4) The grantee plans to transfer funds budgeted fir indirect
costs to absorb increases in direct costs or vice versa.
 
(5) The grantee intends to contract or subgrant any of the
substantive programmatic work under this grant, and such contracts or
subgrants were not included in the approved grant hudget.
 
(6) The grantee plans to incur an 
expenditure which would require
advance approval 
in accordance with the applicable Federal 
cost principles and
was not included in the approved grant budget.
 

(7) The grantee plans to 
transfer funds allotted for training
allowances to other categories of expense.
 
(c) When requesting approval 
for budget revisions, the grantee shall
use the budget formats that were used in the application unless 
a letter
request will 
suffice.
 

(d) Within 30 calendar days from the date of the receipt of the request
for budget revisions, the grant officer shall review the request and notify 
L
the grantee whether the budget revisions have been approved. 
If the revisions
are still under consideration at the end of 30 calendar days, the grant
 

I, 



officer shall inform the grantee InWriting 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 communication with the grantee.
 

(e) If the requested budget revision requires the obligation of
 
additional funding, and, ifafter 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 orant
 
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 rzimburse the grantee for costs incurred in excess of the total 
amount obligated under the grant. The grantee shall not be obligated to
 
continue performance unaer the grant (including actions under the "Termination
 
and Suspension" provisiun) or otherwise to incur costs in excess of the amount
 
obligated under the grant, unless and until the grant officer has notified the 
grantee in writing that such obligated amount has been increased and has 
specified in-such notice the new obligated grant total amount.
 

5. TERMINATICO4 AID SUSPEN'SION (MAY 1986) 

(a) For Cause. This grant may be terminated for cause at any time, in' 
whole or inpart, 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 eitner party, inwhole or in part, if both parties agree that the
 
continuation of the grant would not produce beneficial results connensurate
 
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 crantee.
 

.(c) Suspension: Termination for Changed Circumstances. If at any
 
time A.I.D. determines that continuation of funding for a program should hb
 
suspended or terminated because such assistance is not in the national
 
interest of the United States or that it woLld be in violation of an
 
applicaDie law, then A.I.D. may, following notice to the grantee, suspend this
 
grant and prohiDit the grantee from incurring additional oblications
 
chargeable to this grant other than necessary and proper costs in acccrdance
 
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 specirieo ineither 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 legally binding transaction applicable to this
 
grant. Should the funds paid by the Government to the grantee prior to the
 
effective date of the termination of this grant he insufficient to cover the
 
grantee's obligations inthe legally binding transaction, the arantee 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 grantee

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.. 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 M1anagement,

Agency for International Development, Washington, D.C. 20523. A copy of the
 
appeal shall be concurrently furnished to the grant officer.
 

(c) Inorder 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.
 

1d) A decision under this prnviqinn hy the Associate Assistant to the 
Adinistrator for Management shall be final. 

7. INELIGIBLE COUNTRIES (MAY 1986)
 

Unless otherwise approved by the A.I.D. grant officer, funds will only he
 
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. NONDISCRIMINATION (KAY 1986)
 

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


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.
 
Commissioner shall be admitted to any share or part of this grant or to any
 

benefit that may arise "therefrom; but this provision shall not be ccnstrued to
 

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

10. NON'LIABILITY (NOVEMBER 1985)
 

A.I.D. does not assume liability for any third party claims for damages
 
arising out of this grant.
 

11. A,.E'DMENT (tJOVEIBER 1985) 

The grant may be amended by formal modifications to the basic grant 
document or by means of an exchnge of letters betaeen the grant officer and 
an appropriate official of the grantee.
 

12. tOTICES (IOVE2,SER 1985)
 

Any notice given by A.I.D. or the grantee shall be sufficient only if in
 

writing and delivered in perscn, mailed, or cabled as follows:
 

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.
 

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

or on the effective date of the notice, whichever is later. 

(END OF MAN:DATORY STAiDARD PROVISIOWIS) 
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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 :'ll
 
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 controls, accounting and
 

recordkeeping systems, property management systems, and procurement
 

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 recipient to take such corrective action will
 

result in a cessation of A.I.D. funding and termination of this agreement.
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PTIONAL PROVISIONSA~~ STANDARD 	 FOR 
U.S., NONGOVERNMENTAL GRANTEES
 

The followinq standard provisions are required to be used when applicable. 
Arplicability statements are contained in the parenthetical statement
 

._--preced ing -the-standar. prov&ion. a-standard-prov.ision -is_determined.to-- . 
be applicable in accordance with t e applicability statement, the use of such 

standard provision is mandatory unless a deviation has been approved in 
accordance with Paragraph lE of Chapter l of Handbook 13. Each grant is 

required to have a payment provision. Check off the optional sandard 
pr-vFo'i. ns which are inciuded in tne.grant. Only those standard provisions 
which have been checked off are included physically within this grant. 

1. Payment - Latter of Credit 

2. -'.yuot- Periodic Advance 	 x 
3. Pay~ient - Cst Reimbursement 	 x 
4. Air Travel and Transportation 	 x 
5. Ocean Shipraznt of Goods 	 -_,
 
6. Procurement of Guod§ and Services 	 x 

7. A.I.D. Eligibiiity Rules for Goods
 
xand Services 	 

8. Subagreements 	 x 
9. Local Cos't Financing 	 x 
10. Patent Rights _____
 

11, Publications x
 
12. Nc-otiated Indirect Cost Ratet-,
 

Predetermi ned 	 x 
13. 	 :.eg tiated Indirect Cast Rates -


Previsional
 
14. Rc-aLons Governing Employees 	 x 
15. P,rticipant Training -_ 	 __ 

16. Volun'ary Population Pianning 	 __'_"___" 

17. PrJtcction ofl the Individual as a 
_Research Subject 


... r f Labcratorv Animals 
_ 


C "..~t "FunisnedExccss Personal
 
, 


-15. 


Pro;ert.y 	 _-_-_ 

20. Tit1. t-cc and. Use of Property (Grantee 
-Title) __.._ .___
 

. Title 3oane.Care of Pro;:erty (U.S.
 
_.i,,,-nt Ti tl 0_G u.;., 

22. Title to and Care of Property
 
(.,..,:crating CountrY Title) 

23. CoJt Srharinq (Matching) '_,__
 
... UStof Poucn Facilities
 
£2:. ,,nvorsion of United States Dollars
 

to Lccal Currency
 

(INCLUDE THIS 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 Prolect
 

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-scho~l 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 granting food, 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 tA,e
 

transfer of appropriate intermcdiate 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 Povulation
 

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 
countzy'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 economic crisis 
 affecting Peru since 1975. 
 These
 
migrations have occurred without planning and consequently the populations
 

174
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have taken over areas with no basic services and they manage to subsist by 

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

in these mar ,ir;l urban areas of Peru's biggest cities - except for areas 

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

the population than to migration. In the last 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 cities 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 increased 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 ne 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 development 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 malnutrition
 

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

high.
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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 estimated 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 and
 

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

activities programmed by the groups.
 

A.3 General Description of the Prolect
 

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.
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Due to the particular economiz 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 Objective
 

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 Oblectives
 

(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 Prolect
 

(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.
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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
 

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

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

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

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

Ministry of Health's standard reference parameters.
 

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

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

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

weaning foods and practices.
 

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

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

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

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

diseases at home.
 

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

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

improved farm and livestock production, with better irrigation, or with
 

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

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 yetr of activities will increase agricultural production by at least 20%.
 

(g) About 18,700 families in urban aras, 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 L

training courses: in technical assistance for business development; in
 
programs for supplying inputs or 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
 

health, administration, community leadership and similar events. The
 

participants will receive food to encourage them to attend.
 



ATTACHMENT E
 

page 11 of 33
 

B. BACKGROUND OF THE PROJECT
 

B.1 How the Proposal Was Developed
 

B.1.1 Identifvin the Problem
 

Geogravhv and Demography
 

With a surface territory 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):
 

Y ( 
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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 of 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.
 

TleYational 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 nearl3 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 focusirg on family and 
community development generally, are not only fully justified but deserve the
 

greatest possible support.
 

B.1.2 Development of the Proposed Obiectives
 

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 multi-annual five-year plan, emphasizing nutritional
 

objectives, local food 
 production and the promotion of beneficiary
 

self-sufficiency.
 

Implementating 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 that 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
 

carried 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 raise 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 Project and Related Areas
 

B.2. Suplementarv 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,
 

Caritas 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 IIN 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
 

instructors 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 least 50Z, once financial support is
 

re-established to the participant dioceses, resulting in a minimum of 40
 

children per promoter, a more appropriate number for each voluntary promotor.
 

B.2.3 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 being left to the 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.
 

t / 
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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 THE 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 families, 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 Lo 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 interact 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 of preventing diarrhea, and of home treatment of oral rehydration,
 

proLioting vaccination of infants against transmittable diseases, the
 

prevention of acute respiratory diseases and proper feeding 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 nct 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 urban 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.
 

A
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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 accumulat!.d 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 :fter 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 selecting 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 apc1calist 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 progress Caritas del Peru makes as the principal support
 

institution at the central level and the progress made by the diocese itself
 

r 
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in techniques for attracting national 
or international resources. 
This latter
 
will depend to a large extent on their 
ability to and
formulate 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. EIGN AND I-MPLEMENTATION 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 other local 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 independent 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-IlRI 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
 

technical and financial cooperation for community development
 

activities.
 

D.1.2 Institutional Strengthening 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 the priority given to populations and
 

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 of funds 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
 

initial 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
 

on an analysis of the information
seminar will be based 


during the two previous years by the program's
produced 
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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 Feedina
 

Through the same 33 dioceses:
 

a. 	 To supply a daily ration to the following groups of people:
 

Group Category Month/Year Persons
 

Maternal/child (1x3) 12 90,000
 

Preschoolers 9 30,000
 

Other children 12 61,800
 

Workers/heads of
 

family (1x5) 9226500
 

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 annual plan which will be the sum of the
 

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.
 

D.1.4 MCH and Child Survival Programs
 

The MCH program will attend 30,000 households located 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 phild growth
 

monitoring. For twelve months, the IIH 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 second year of the program's operations Caritas del Peru
 

will 	take over this activity completely.
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Promotion of FarM and Livestock Production and Protection and
 

Improvement of Rural Ecoloxv
 

a. 	 An increase of agricultural and livestock production of
 

approximately 37,000 families will be promoted each year,
 

through the following actions:
 

Year 	1 Year 2
 

- Const. reservoirs (No. & '000 m3) 60/28 75/35
 
-
Const. irrig. canals (No. & KCm) 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 the productive
on 


activity being 
promoted, the technical direction of construction
 

projects and training and tecAhnlical assistance to the population
 

involved in productive activities. 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 reflecting the objectives
 

of this OPG.
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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 businesscs.
 

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 businsses. 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.
 

I 



ATTACHMENT E
 

page 32 of 33
 

D.1.6 Timetable
 

(See Appendix 1)
 

D.l.7 Monitoring
 

The monitoring of the program will be 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.
 

W:2166F
 

translated 05/03/89
 

edited 5/16/89 NJenks
 


