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' e MEMORANDUM
March 23, 18995
USAID r

US.Acexcyror  TO: Nan EBorton, Dirsctor, BHR/OFDA/W
INTERNATIONAL

DEvBLOPMENT  payl 3 olnh an./n /NE/NIRAQ
PPC/IE/DI-Acqu:.s icens, Rm 209, SA-18

vesse L. Snoyder, TL/OFDA/DART/NIRAQ
Contract -#A0T-4036-5-00-4203-00

Re: End of Tour Report/DART/Niraqg

1. This End of Tour Report, which covers a 7-month azsigrnment
period as OFDA/DART Team Leader/NIrag from 10 September, 1994
through 24 March, 1955, is submitted in accordance with Article I.,
C., of the subject contract.

2. Background: This corntract represemts the ‘second time that I

have undertaken an assigmment for OFDA in Northern Irag. The first

such assignment covered a period from October 11, 1992 through

¥March 5, 1993, following initial Congregsional funding
authorization which tasked the Department of Defense to carry out .
an Humanitarian Assistance program in Northern Irag. This original
enabling legislation gave particular attention to the winter .
emergency relief conditiongs and requirements of 1992/93 and also

called for mitigating measures to reduce and preclude suffering for

the people of the affected region. This initial assignment came B
about as a result of policy agreement between the Dept. of State, .
AID/OFDA and DOD which called for OFDA to provide an OFDA team in .
Northern Iraq to provide technical assistance and coordination for
the European Command/CTF (Operation Provide Comfort). This policy
agreement continues to the present time and forms tke basis for
OFDA‘’s continuing provision of a DART team for this purpose and for
my current assignment.

During my initial assignmment in 1992/93, I was responsible for
ipitiating, establishing, and organizing the technical assistance
effort and for assuring implementation of all aspects of the USG
bumanitarian agssistance effort in Northern Irag. At the completion
of that preliminary 6-month assignment, an office, operating
procedures and relationships with the executing agency (EUCOM/CTF
at Incirlik Air Base, Turkey), prioritized program content and
budget, a communications system, housing, transporation, apnd a
technical assistance (DART) team of four Americans and some 40
local national employees was established and operating. With a
budget of US $43.0, ali food, fuel, shelter, medicine and other
winter emergency needs, as well as a convoy opeération and other
transportation/distribution requirements to support the effort,
were successfully met and a nascent program of mitigation to
preclude and reduce future suffering bhad been initiated.
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Following my departure, and during my absence over the next year
and a bhalf, the DOD-funded humanitarian agsistance program
continued at a level of U.S5. $30.0 annually, comprising essentially
the same necessary program mix but increasingly focused on
mitigation activities, especially the return of those displaced to
their formerly villages which had been destrcyed by Saddam Hussein
during the pre-Culf War pecisd. The OFDA/DART team structure had
evolved to include a Team Lieader, a Transport/Logistics Qfficer, a
Program Officer, an Information Officer, am Administrative Officer
and three Field Office Managers. With a program budget of U.S.
$30.0 million, an operating budget of U.S. $2.0 million, 6 U.S., 84
local employees, 8 vehicles, 5 office facilities and 4 resideances
spread over a geographic area of 300 miles distance, OFDA/DART Team
operations in Northern Irag as of my return in September, 1994,
exceeded those of many ordirazy USAID Missions elsewhere.

3. The Agssigument;: The purpose of this new assigument was to again

assume charge of the OFDA/DART technical assistance team and assure .
the continued effectiveress of the USG humaritarian assistance ¥
effort in Northern Iraq which was/is considered one, if not the,

' most successful humanitarian program undertaken in the past decade,

anywhere. The major and specific challenge of this assignment

b included not conly the evolved character ©of the program with its

; emphagsis iancreasingly omn mitigation, bhut the magnitude and

| problematic character of the DART team and its personnel and

' eliminating the potential negative impact on the USEC program

effort.

After my initial assignment, I was replaced by an experienced NGO
manager who, it appeared, quickly proved inccmpetent to effectively
manage the operation and DART personnel and who was subsequently
terminated in July of 1993. A replacement Team ILeader wvas
recruited whe, although he remained in place for bis full contract
period, was unremittingly absent from post ané reportedly proved
almost equaliy unsatiafactory. During his tour, ome program
specialist quit as a result of the Team Leader’s approach; an
, information specialist was abruptly terminated and irappropriately .
i treated, threating a sexual harrassment suit; one field officer
: manager proved incompetant and was ineptly fired, threating an EBG
sait for age discrimination: and a newly-assigned program officer _
was deliberately isolated by the Team Leader from the DART Team S
_—mmmdwrters staftf and required to establish a sepanhem:.ce..in,.mmw_,,,,..
a2 DART residence away from the main office. Co
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Clearly, given the short duration disaster response

mandate for most emergency actions, OFDA’s experience with
long-term DART Team operations is limited. That experience
would suggest that high priority is assigned to getting
skilled, imaginative, problem solvers into the disaster
area. While Team leadership is critical to the immediate
task, problems resulting from on-going personality conflicts,
poor commmication, a lack of consistent team management
and the like are less likely to surface in the brief time
period of most (under 90-day) OFDA disaster responses.

OFDA needs to focus on the need for effective management
skills and team building leadership for its longer term
efforts in remote area programs such as NIrag. Team
management is as serious a requirement for effective program
execution as are the other emergency skills and implementation
talent expected of DART team members. All the skill in the
world will not serve OFDA‘s disaster support efforts if the
individual possessing it is not in the loop, effectively
motivated and clearly owns a piece of the cverall team action.

b.) B/A Program in NIraq:

Without gqualification and despite DART Team management issues,
the H/A program is easily the most successful effort disaster
response effort undertaken, anywhere, in the past twenty
years by the United States Government. Whether measured in
tons delivered in an emergency time frame, or by exteat of
impact over time, or in terms of assigstance cost per
beneficiary or in terms of lives saved or circumstances
mitigated, the NIrag program will take top honors at any

competition.

This achievemert is all the more astonishing when one
considers the nearly total absence of either US national or
subsidiary command direction of the assistance program over
the past four years.

While initial direction for the Nirag program was provided
as a result of both immediate post-gulf war relief efforts
by Task Forces Alpha and Bravo, as part of the firat Operation
Provide Comfoxt and by initial Congressional legislation,
virtually all subsequent assistance strategy, program
direction and execution, has been derived only from the
OFDA/DART team on the ground in NIraq. The omimm' team,

—-@ince 1992, has been-the defacto scuxce of progran

‘direction. It has been both the reactive onginamr of
strategy, planning and tactics, and the initiator and
developer of response actions needed to assure a successfcl
assistance effort.
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While there has been an active IAWG in Washington which

has maintained oversight anmd provided necegsary coordination
and pelitical intervention for tbhe program, neither DOD,
througk Eucom or CIP, as the designated executive agent of the
Nirag assistance program, nor any other agency of goveroment,
bhag provided any program direction other than routine approval
for actions aund expenditures recommended by the OFDA/DART
team.

This has not necessarily been bad: within initially
estab:ished policy and procedural guidelines, the USG progranm
ic Niraq has procedeed efficiently and effectively without
customarily hampering program interference at every turaning
point Ip the road. Indeed, to a program manager, a blessing
of the firat order.

OFDA/DART mewbers onr the ground can happily assure themselves
of legitimate accomplishment in texms of meeting crucial human
needs of the badly damaged people of Northern Iraqg.

From the standpoint of United States Foreign Policy in the
- Middle East, bowever, it is more difficult to asgsess
the ;mpact: and mpcse of the c:urrent USG E/’A prog—am. there
. ’ A=Y e | L€ i e i . Rl

Iz the absence of such guidance, the point and purpose of the
B/A program ic Niraqg, aside from the observable immediate
impact on fragile, at-risk human life, is unassessable.

And gince it is unassessable, and since it is unknown what
it is that the USG wants te accouplish in NIraq, it is also
act possible to responsibly program either agsistance
direction or levels in Rlraqg.

Curreant, tentatively approved program strategy for Nlrag
provides for on-going mikigation assistance whick w:.ll
effectively return the majority of those displaced by
Saddam Hussein’s zeign of terror and thenx reduce zsgistance
to 2 minimal relief level witk minimal or no dirvect TSG

an the groumd program management.
¥hile this strategy my or may not be apprapr at#.e, it iz

—impossible to know -withoy e
for the United States in Mraq.
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For example, it may well be, that, to serve the best interests
of the United States, a more structured H/A program is needed,
an assistance effort which could more effectively address
longer-term mitigation needs and which could better prepare
the regioa for survival.

My point ig that cur involvement or lack of it or level of
assistance in NIrag should be neither budget driven nor agency
driven {i.e., ™mot a military misgsion, wot really a DOD
program™ or "too long term--not really ac OFDA program"™ or
"aot really development, not really an AID program®, it sheuld
be mission directed by 2 sense of our specific national
objectives.

The pecple of NIrag and the people of the Tnited States have
a right to expect nothing Leas.

Jesse L. Snyder

Team Leader
OFDA/DART/NIRAQ
March 23, 1995




