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5. _Recmmendat ions:
(1) That AID/REP task AMES 
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a limited spare parts inventory to be set up in
Peshawar or Islamabad and that AID/W approve the
concept and related procurement.
 

The new transportation RFP will 
address the
question of 
spare parts and maintenance 
facilities.
 

(2) Mule feed be provided to the parties at their border Val Mahan 8/88
holding facilities for 
a four-month trial period--and

continued if 
justified.
 

Decision 
was made as 
a matter of policy not 
to
 
provide feed.
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(3) 	AID/REP instruct AMES to discontinue including copies

of previously submitted monthly reports in their
 
quarterly reports and to include insteado 
 a summary

report of its monitoring, citing the findings of note
 
and action taken thereon; and a response to the
 
questions in the March 1987 Monitoring Plan or
 
indicate how AMES intended response.
 

This recommendation was adopted.
 

(4) 	AMES be relieved of the requirement to procure for the 

Health Sector Support project as soon as alternative
 
arrangements can be made and put into effect.
 

This will be reviewed and a decisiot will be
 
made under the Health Sector Project
 
assessment/redesign.
 

(5) 	AID/REP do a competitive contract for. PSA services for 

U.S. and third country procurement under the follow-on
 
project; AMES would continue to provide such services
 
until 
the new contract was operational.
 

Idea was reviewed and a decision to continue
 
current ,iperations until RFP for logistics

contractor is issued and 
new contract award was
 
made.
 

(6) 	AID/REP continue to iontract'wvih ANES under the new
 
--.
 project for the continuation of the services now being


provided--less those mentioned in recommendations 4
 
and 5--plus training..
 

O/AID/REP has decided to amend the current CEP
 
project and competitively procure the services
 
provided under the project. Three RFPs will be
 
developed: 
 Logistics contractorl Studiesl and
 
Transportation. Thes2 three RFPs will be
 
circulated in the first quarter of FY 89.
 

(7) O/AID/REP develop a follow-on projecttitled Afghan

Rehabilitation Support (AFSUP), to continue
 
cross-border humanitarian commodity assistance;
 
supplement multilateral resettlement assistance 
 and

plan for, and help the free Afghan authorities
 
undertake a massive repatriation and rehabilitation
 
activity.
 

This idea was rejected and the CEP project 
was
 
amended to increase the funding level to $61.4
 
million and increase the PACD to August 14,
 
1991 ..
 

'iSnkleton 7/88
 

om Eighy 10/88
 

Lal Mahan 10/88
 

al Hahan 10/88
 

al Hahan 5/88
 



ASBSTRACT 

Ihe project aims to help tne Mujahideen and the peojio ot 1ree Hfqhanlstan to reduce th
people from Riqhanisxan by provioinq humanitarian
impact oi the war and the exodus of 


commodities to the people in Free Afghanistan. ]he project is being implemented by the
 
Pakistan tGOP) and the


American Export Manufacturer's Group (AMEG), the Government of 


Islamic Union of Afghan ujahideen (Alliance). This evaluation was conducted by
 
the basis of a review of project documents. site
 Devk.opment Associates under. an IGC on 


visits to Peshawar, and interviews with project persornel. The purpose was to
 

review/assess the operations and progress to date of the Commodity Export.
Program (CEP),
 

with the objective of identifying possible improvements given current institutional and
 

political constraints. The major findings and conclusions are
 

- The project has beer successful. Commodities are being distributed to the Afghan 

people in the Mujah deen controlled areas inside Afghanistan. 

Progress has been good regarding the commodity selection processl the initial
 -

including the Alliance Logistics Committee to select commodities has been
practise of 

superceded because of difficulty of convening the Committee, large number of items
 

(60), etc. Focus was made on food and transport assets as highest priority with
 

clothing and construction equipment as second priority.
 

- Because of the value of CEP type commodities it was recommended to design a new 

follow-on project to expand the program to include multilateral re-settlement 
as cross
assistance, Free Afghan repatriation and rehabilitation activity as well 


border humanitarian commodity assistance. This was rejected in favor of amending the
 

CEP project.
 

The evaluators noted the following "lessonsl.
 

- When asking preference in 	commodities to be procured ask for the three highest 

a general composite list of commodities.priority items instead of 


Greater direct Afghan involvement is needed in project implementation. Recruitment
-

and training of a cadre of Afghans to institutionalize transport, distribution 
and
 

logistical services associated with commodity movement should be implemented as 
soon
 

as possible.
 

aintenance Facility(ies) are needed to support vehicles supplied (AID/Washington has
 

accepted this idea).
 

-- Spare parts must be procured.-to.keep vehicles operative.... 
 _ 
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A.I.D. EVALUATION SUMMARY - PART H 

IUMMARY 
J. Summary of Evaluation Findings. Conclusions end Reoommendatlons (Try not to exceed the three (3 pses prowtdedl

Address the following Items: 
* Purpose of evaluation and methodology used 	 * Principal recommendalons 
* Purpose of ciMly(les) evaluated e Lessons learned 
" Findlngs and conclusions (relate to questions) 

Missleon or OffIce: Date This Summary Prerod: TieAnd Date Of Pul Ivealuatn Replt: 
P/AILdRep 9/19/88 Assessment of Comodity Export Program. 
_1 	 (Afghanistan) MV 1998
 

1. Proiect Puroose 
 he project purpose is to supply humanitarian commodities 
to the people of Free Afghanistan. 

2. 
Purpose of the evaluation: To reviewiassess the operations and progress
 
throuqh March 1986, of 
the CEP project with the objective of identifying

possible improvements given current institutional and political constraints.
 
This will include a review/assessment of the following:
 

a. 	 commodity procurement, management, control€ and accounting procedures
 
in use by the contract teaml
 

b. 	 timeliness and effectiveness of technical assistance provided by the
 
contrict teaml
 

c. 	 the organizational and management structure of the contract team in
 
light of geographical and institutional relationships which exist;
 

d. 	 the monitoring and accountability efforts of the project;
 

e. 
 the criteria used to select commodities supplied under the CEPI
 

f. 	 the utility or impact of these commodities; 

g. 	 the degree to which the concentration on transport and related support 
(e.g. pack animals, spare parts, maintenance, training) is
 
appropriate;
 

Relevant documentation and personnel of the O/AID/Rep, Government of Pakistan
 
(OP), project personnel from the different contractors which utilize the
 
services of the CEP procurement contractor (AMEB), AMEG, .representatives of
 
UNHCR, NFP, Pakistan railroad and others interested in humanitarian assistance
 
activities in Afghanistan were reviewed/interviewed.
 

3. Findings and Conclusions
 

Commodity Support, 
 The status of commodity procurement as of Narch 31, 1989
 
(values in $000)o
 

Purchased Quantity

Item .. 
 Ytl e L Delivered
 

Transport eguipment .....--- -- 1,224 Ii-

Cargo trucks ones 'e.e.........m 269 7,281 49 163
 
3/4-ton pickups ............... 224 ' 1,687 11 204
 
Earthmoving equipment .. l.O... 883
10 6 -
flules ............... ,090 959 6 940
 
Other ................. 
 -- 414 3 

Clothing and blankets ........... -- 582 4 	 --

Blankets .... ... .. . . . ........ . 22,400 142 1 22,400

Boots (pr) .................... 48,920 310 2 39,400
 
Shalwar Kameez ................ 23,726 
 ISO 1 25,728
 



--

IUMMARV(Con lnued) 

Food . ... *.*.*. *.... .. . 3.024 
 0 -.

Tea, black & green (Kg.) .... 95,642 176 1 95,642
Sugar (Kg.) .............. 1029456 173 1 
 102,456
6hee (cooking oil--tins/2.5 Kg) 87900 
 18l 1 
 97,800

Food packs (4 persons/l week). 199917 
 21250 15 
 145,617
Food packs (one day) ......... 125,000 244 2 --

Other 
 . **:::: .. 1-7**.12 L 
TOTALS--

-
14,917 to0 

musem sun
 

The management, control 
and accounting procedures in use by the contract team 
was found to be satisfactory up to the Afghan border. 

The timeliness and effectiveness of the technical assistance provided by the contract team was found to be the best that could be expected, with AMES
starting operations in Pakistan within two months of .contract signing and

beginning the first major procurement less than a month later.
 

The size and composition of the ANES staff is appropriate for the job at 
hand.
The staff (American, Pakistani and Afghan) is well 
qualified, hard working and
dedicated to the program, although the ratio of 
Afghans to Pakistanis should be
 
increased.
 

AMEG's monitoring activities within Pakistan 
are good. 
 AhEG had only made one
monitoring trip inside Afghanistan by the time of 
this assessment and had not
yet made a full report. 
 AMES should try to improve cross-border monitoring

activity.
 

After the initial attempt to include the Alliance Logistic Committee in
commodity selection, AME6 quickly developed an appropriate procedure and has
continually procured commodities on a timely basis. 
 The assessment team
foresees a potel)tial rush in procurement activity associated with the

repatriation/rehabilitation phase and feels AMES should begin to assess the
procurement implications and possible additions to the current procurement
 
list.
 

Specific impact of commodities supplied is hard to 
measure precisely. Because

the commodities are turned over 
to the Alliance at the Afghan/Pakistan border,
end-use impact is not specifically monitored by AMES. 
 Interviews with Alliance

members show that conditions within Free Afghanistan have improved because of

CEP-supplied commodities 
(food, clothing, transport assets).
 

The focus on transport assets (pack animals, trucks, etc.) is appropriate,

although a greater emphasis on spare parts and maintenance capacity should be
given. A maintenance center to maintain the trucks and train mechanics should
 
be opened as soon as possible.
 

The major conclusion of the assessnent 
team was that as a result of intelligent
and imaginative use of the unusual flexibility provided provided by Section 541
of 
the Foreign Assistance Act (the 'notwithstanding clausee) the implementation

of the CEP project has been outstanding in many ways. 
 AMES has done a good job
considering the circumstances. It 
was suggested that procurement for other
projects (specifically health) be spun off 
to ensure that contractor overload
 
does not occur.
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- SUMMARY Conflnued 

Principal Recommendations
 

(1) 
That AID/REP task AMES to prepare a specific proposal for a limited spare
parts inventory to be set up in Peshawar or 
Islamabad and that AID/U
approve the concept and related procurement.
 

(2) 
Mule feed be provided 
to the parties at 

for 

their border 	holding facilities
a four-month trial period--and continued if 
justified.
 

(3) AID/REP instruct AMES to discontinue including copies of previously
submitted monthly reports in their quarterly reports and to include
instead, 
 a summary report of its monitoring, citing the findings of 
note
and action taken thereon; 
and a response to the questions in the March
1987 Monitoring Plan or 
indicate how AMES intended to respond.
 
(4) 
AMES be relieved of the requirement to procure for the Health Sector
Support project 
as soon 
as alternative arrangemEnts can 
be made and put


into effect.
 

(5) 
AID/REP do a competitive contract for PSA services for U.S. and third
country procurement under the follow-on project; 
AMES would continue to
provide such services until 
the new contract 
was operational.
 
(6) 
AID/REP continue to contract with AMES under the new project for the
 

continuation of 
the services now being provided--less those mentioned in
recommendations 4 and 5
 --plus training.
 

(7) O/AID/REP develop a follow-on project titled Afghan RehabilitationSupport 
(AFSUP), to continue cross-border humanitarianassistancel 	 commoditysupplement multilateral resettlement 
for, assistancel and planand help the free Afghan authorities undertake a massiverepatriation and rehabilitation activity. 

Lessons Learned:
 

I. Extraordinary flexibility, when granted by Congress and exercised in anintelligent, 	imaginative and responsible fashion can 
greatly enhance the
performance of 
a project.
 

2. In 
a large, high-priority, multifaceted program such 
as the CBHA program
contractor overload is an 
ever present danger.
 

3. Assertions by host country officials concerning the availability of goods
and services such as spare parts and repair facilities must be confirmed 
independently.
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