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I. ! 	ACTMVTT DESCRIPTI0N 

This relief and rehabilitation activity in the Chari-BaguirA prefecture 
of Chad has as its overall goal anelioration of conditions in the 
agricultural sec-tor in Chad which has been devastated by drought and war. 
The specific purposes of the activity are to: 

1). 	 Promote the timely rehabilitation of CAKAN (Agricultural; 
cooporative of Vegetable and Fruit Growers inN'Djam 'ena) 

2). Distribute relief food through Food for Vork. 

j). 	 Increase agricultural production in Chad. 

4). Serve as a pilot project collecting baseline data which will 
J allow for possible future development and expansion 'of CAMAN's 

activities, including improved marketing. 
5). Toet agricultural technologies. 

6). Help maintain the Africare country office which will allow 
funding of other related agricultural, relief and development 

projects. 

The 	sites for the Vegetable Gardening Activity are Niskine and Kallao. 
Kisicine is located 'about 20 a West of N'Djamena. It is planned that 
the garden will b'o8 hectares large with 80 workers. Kalao, ;located 
about 70 kms South, has 120 workers for what is to be a 12 hectares 

garden plot. 

iI. IX MAT ION 

The proposed implementation schedule for this activity has been set 
forth in the Activity Justification Paper (.pl) 25-28). The VGA 
activity is now several months behind schedule. Delays in procurement 
of irrigation puapo, fertilizers, seeds, and other needed supplies .. 
delayed the project at the outset. During this reporting period3 however, 
the material inputs have not been significantly lacking. Instead, the 
delays now reflect a lower than anticipated worker output at the sites 
and m age-uent and technical problems. As a result it is now anticipated 
that/April to August growing season is likely to have a much lower than 
hoped for vegetable production and a concurrent lover revenue from sales. 
The production delays have retarded various related'activities as outlined 
in the original implementation plan. 



Among the activities that have been delayed from the original implementation
 
the

(lan are c*, establishment of a marketing plan, the timing of the consultant 
visits, development and testing of the solar vegetable dryers, and the market­

ing review following the first agricultural season. CAWAN has done little
 

to plan for marketing of vegetable production. There has been little
 

progress in planning to open vegetable stands in N'Djamena and contracting with 
restaurant and other buyers. The consultant visit, originally planned
 

for June 1984, has been put off so that the visit will take place once
 

significant production has begun (now anticipated for October 1984). Also
 

the review of the first partial growing season production and marketing
 

was put off from April since no signIificant production had yet taken
 

place by that time. This review is now planned for October as part of the
 

annual Africare/CAXAN project evaluation.
 

During the period April 1 to June 30, 1984 the following major activities
 

took place:
 

1)-Food Distributions on April 10, Kay 17 and June 25 'in iskine and on
 
April 12, Kay 19 and June 28 in Ka~lao. .
 

2)-	 A recommendation regarding the type of consultant needed has been made. 

The project seems to most need the advise of someone who has organized 

successful cooperatives in West or Central Africa and who has expertise 

in the commericialization and marketing aspect of cooperatives. 

3) 	The reassignment of the CArIN agent in charge of the Xallao site. 

Significant problems had taken place in KNalao including the
 

disappeal-ance of materials, inadequate and inaccurate recording of
 

sales of produce, inadequate maintenance of the irrigation pump, poor 

technical advising, and insufficient work output.. Nigbligbting the prob­

lems during this period w a three day strike by the workers to protest 
the delay in receiving their food for work allotment. VIP had consideredth
 

with holdingfoot payment due to the inadequate progress at this site. 

The fact that the workers struck shows that there has not been proper 

or adequate explanations given to the workers regarding the goals of 

the project and to whom the benefits of the project are to go. 

4)-	 Completion of the *jor irrigation canals at Kiskine and'Ka~lao, Work 

was supervised by the Rural Engineering Service (Genie Rural). 

5)-	 The design and initial establishment of production and marketing 

records at each site and ai*A4he central CANA office. 3 
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6)- Production of one third of a ton. of vegetables (90 % from Miskine)vhich 

were sold for approximately $ 100. Based on these very preliminary 
records revenue per kilo is less,than originally planned but loss 
through spoilage has been less than the 50 % anticipated. Vegetables 
produced have included okra, cucumbers, carrots, beans, red pepper, 
and corn. 

III. Odjectives / Targets 

Through the reporting period there has been progress in achieving 
some of the objectives of the activity.Comments regarding progress
 
toward the six stated objectives are listed below:
 

i)- Promoting the rehabilitation of 
CAW?. The activity has given CAKAN 
an opportunity to function again. Besides providing work for the 
field agents the activity also requires the CAMAN administration to
 
get involved with planning and organization of market gardening. 
While it is too 
early pass final judgement on its work, it is clear 
that CAMAN's administration, which had not functioned for a number 
of years due to the civil disturbances, will need more time than 
initially expected to become an efficient and effective organization.
 
CAMAN has a number of serious and consciencious workers but due to the
 
non-functioning of CAMAN for a number of years there is a lack of
 
practical experience in the operating of the cooperative. The project
 
is giving agents and administrators an opportunity to obtain 

practical experience.
 

2)-.Distribution of relief food througi Food forVork.
 

Food is reaching rural workers though there needs to be better
 
orientation given to the workers regarding the aims and purposes 
of the FFW componen4 of the project. 

3)- Food Production 

Food production and marketing have begun though at a 'slower and
 
smaller rate than originally planned.
 

4)- Collecting data . Market 
 surveys of vegetable produce were made 
from December 1983 to the end of May 1984. As production and sales now ANof vegetables have/begun llb a)Jt pt ecords of thir.,sales 
to continue charting the price fluctuations o4 -roduce in N'Djamena 
without needing to 
expend money on surveys. 



5)- Testini agricultural technologig: Construction of solar driers has been 
delayed awaiting the production of significant amounts of vegetables.
 
Information has been requested regarding solar powered pumps which may
 
be used in a possible spin-off project.
 

6)- Helping establish the Africpre -office this allowing the development of 
other pro, cts. The Africare program continues to grow in Chad. During 
the last thr:ee months 13 tons of medical supplies arrived (via the AID
 
Ocean Freight Reimbursement Program). These-supplies, which are the
 
equivalent of 4 packaged hospitals, will be distributed to needy
 
hospitals and medical centers by the Government of Chad. Preliminary
 
agreement was also reached to fund two Village Development ?rojects in
 
Abougouaye and N'Djamena-Fara. These projects will provide self-help
 
funds to construct a clinic and school in each village.
 

IV. Physical Progress
 

I)- Kiskine.- CAAN estimates 3.5 hectares have'been worked and 2 hectares 
have been planted. The major irrigation canal has been built and the
 
warehouse constructed.
 

2)- ;4allao - CAA estimates 2.5 hectares have been worked and 1.5 hectares 
planted. The major irrigation canal was only recently completed. The 
warehouse and rooms for the field agents are nearly completed.
 

3)- N'DJamena - Produce stands have yet to be opened. 

V. Major Accomplishments with Respect to Overall Purposes. 

I)- ajor irrigation canals have been completed at both sites with'the
 
assistance of Rural Engineering.
 

2)- Some limited production and marketing have begun. 

3)- We live sought and received the involvement and interest of the local 
authorities (Sous-Prefet Rural) in making the project successful. This 
support is most welcomed.
 

4)- Data regarding price of vegetables in N'Djamena has been collected. 

5)- A portion of each site has been prepared and planted. 
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VI. Delays and Bottlenecks 

The major problems facing the project which have put the px'oject 
behind schedule may be summarized as: 

1)- Lack of unuerstanding on the part of the workers regarding the 

Purpose of the project: 

It has become clear that the workers are primarily working to 
receive food rationSand not with the idea that the couldproject 
be self-sustaining. Hence there is 
an obvious lack of commitment
 
to the work;they are working as if the project was for someone 
else rather than themselves. Once food rations are stopped (October
 
or November 1984) it is possible that most workers will stop
 

their participation unless this attitude is changed.
 

Proposed action to be taken: Discussions with workers regarding 
the possible long term benefits of making the project work will
 
be held. It is necessary to show that their self-interest will
 
be served by making the project work. Once sales are made in
 
significant a..unte the workers will be receivig revenue from 

their work and this may spur them on 
to be more committed. 

2)- Lack of adequate technical expertise and extension training: 
There is a lack of practical technical expertise on the part of
 
the agents in the field and lack of extension training. Certain
 
seeds have been planted so thickly (carrots, e.g.) that none can
 
grow properly. Often weeds are not removed and crops are not
 

picked at the proper time.
 

Proposed action to be taken: Encourage the two most competent 

agriculturalists in CAMAN (who are assigned to N'Djamena) to 
visit the sites more often and instruct the CAMAN agents in the, 

field. 

Inadequate orinsuffient management: As mentioned carlier, CAXAN
 
has not been a functioning agency since the civil disturbances. 
Therefore there in little management knowledge or practical 
experience regarding the functioning of a cooperative. This
 
constraint may disappe,.r the projectas gives experience to CAMAN 
agents and managers. Nevertheless, the rate of growtb and 
efficiencj is effected as on the job training is taking place.. 
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Proposed action to ke taken: Attempt to provide assistance in 
managing and organii±ing to CAXAY. The proposed consultant 

visit is a stop in this direction.
 

4)-	 lack of Droper equipment and servicing: 
One of the moto ed and installed broke down partly bec4 
th e field agents did not properly take care of the pump and pi 
because the pumps are too small to do the work required. A misi 
M made in purchasing these pumps. At the time they were purck 
there were no other pumps available and the project was alreadj 
behind schedule. It was thought that the pumps could do the jot 
it is now clear that the 4 pumps are too snal. 

Action to be taken: Of the 15,000 budgeted for pumps we have 
already spent about $ 10,800- leaving 4,200 this linein item 
have be( . able to locate two diesel motors and pumps that we ca 
purchase immediately for approximately $ 7,500. Since the 4 sma 
pumps we now have will not do the job we have little choice but 
get additional ones that can. By purchasing the two pumps we wi. 
go slightly over the budgeted amount for pumps (though still wi 
the 	global equipment and supplies line item). 

Servicing for any 
pump is problematio in Chad as there are no spare part shops or 
regular motor pump dealers here. The two diesel engines, however, 
should have less servicing problems than gas pumps and come with 
a set of basic replacement parts. 

VII. Von - AID Inputs 

I) 	 PC/CAW/Rural Inineerin/Local Officials 

The 	GOC has shown good cooperation with the project, as evidenced 
by the work done by Rural Engineering surveyors at each site. 
CAMAN has assigned several agents to work directly with the 
project and overall the agents have given a significant effort 
to help make the project work. Local government officials, in 
particular the Sous-Prefet Rural, have shown good support and 
have visited the sites to lend their support to the project. 

2) 	 World Food Progran 

There have been some delays in 	 getting food rations to theisites. 
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Thin is partly due to logistical delays on the part of VYP-and 
partly due to their monitoring of work to assure that an adequate 
amount has been completed to justify food distributions (the latter 
is something in which we are in full agreement).
 

VIII. Other comments 

A. Financial St~tup Report
 

Attached is a copy of the Financial Status' Report for' the . 

project covering the period I January to 31 March 1984. (;4. 

attachment A). 

B. Non - AID Project Inputs
 

The first chart below details the value of the non-AID
 
project inputs for the period 1 April 1984 to 30 June 1984. 
The second chart shows t e commulative total of the value 
of non-AID project/to date. Included in this total are funds 
expended prior to the effective date of the grant but
 
integrally part of the Africare matching and GOC project
 

desiga contribution.
 

CHART A. Non - AID Project Inputs for 3 Month Period 1 
 April 1984 to 

30 June 1984 

Line Item W (2) APRICARE jooc (3 ) 

Salaries 
 - " 1639' ! 

Fringe - 164 

Travel & Lodging 1 17,096 1475 

Equipment"i 
', 
 I ' ',- I - , " - ,

! supplies j... 17,846 ' ...: "II:""; - I 

! Bus. Cost/Other Direct 1,869 " 1 625 

TL1
 



1) Not included in this section is the value of the more than 
13 tons of medical equipment and supplies vhich have arrived
 
in Chad this reporting period. Due to the different age, 
composition, and physical condition of the packaged disaster
 
hospitals it is not practica.1t0 determine a precise value 

of these units.
 

2) 
These figures are based on computations derived from WFP
 
Chad 2452 (March 1979). These figures probably underestimate
 

VIP's contribution an WFP has taken in charge the cost of 
delivery of the food to the sites. 

3) See Attachment B.
 

CHART B. Commuative Non-AID Project Inputs through June1984 

Line Item 
 ! FP AFRICARE G0 1o
 

! Salaries. ! - 12,450 ! 7243 
! Fringe !! 19494 746
 

! Travel & Lodging ! !39,891 42,924 1 3975 

|Equipment L I ,| -! 5C6 (1) !" !
 

Supplies 
 41,641 - . S!O 

BUs. Cost/Other Direct 4, 60 5,500
 
l'. 5700
I .! 
 '.
 

T TAL r" I 85,82 I 94,876 + 17764 

|) This figure reflects costs of completed privately funded Africare
 
projects in Chad excluding the packaged disaster hospital units
 

C. Local Erpenditure: 

Chart 1 below summarizes local expenditures.charged to the 
project during this reporting period. 


