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I, ACTIVITI DESCRIPTION |
This relief and rehabilitation activity in the Chari-Baguirmi prefecture
of Chad has as ite overall goal anelioration of conditions in the ,'v -

. agricultural sector in Chad which has been devastated by drought and vnr‘_mﬁf
The specific purposes of the activity are to: L

1)« Promote the timely rehabilitation of CAMAN (Agriculturel
cooperative of Vegetabls and Fruit Growers in N'Dj““ena)

'2). Distribute relief food through Pood for vork.
73);iIncreaee agricultural production in Chad
1?);'3erve as a pilot project collecting baseline data vhich vill

”{ffhallov for possible future development and expaneion of CAXAN'
L nctivities, including improved narketing.v | |
5). ‘, Toot agricul tural technologies.

'

6). Help maintain the Africare country office uhich w1l anof“f o
3w;}funding of other related egricultural, reliet and develOpment
““projeote._ |

J5The eitee for the Yegetnble Gardening Activity ere liskine and Ha!lao.<

" Miekine 1s located"‘:";'u 20 Kns West of l'DJamena. It is planned that

che garden will be 8/4ec aree large with 80 vorkere. laIlao, located ’i
about 70 kms South, haa 120 workers for what: ie +o be a 12 hectares ~‘ﬁ

garden plot.

II. INPLEENTATION

The proposed inplementation echedule for thie ectivity has been eet

forth in the Activity Justification Paper (PR 25-28). The VGA

activity is now several months behind schedule. Delays in procurement

of irrigation puamps, fertilisers, seeds, and other needed supplies .
delayed the project at the outset. During this reporting period, however.
tho material inputs have not been significantly lacking. Instead, the ;
delays now reflect a lower than anticipated worker output at the sitee |
and n%gagenent and technical problems. &s a result it is now anticipeted
that/Lpril to August grewing season is likely to have a. much lover than
hopad for vegetable production and a concurrent lover revenue from sales.
The production delays have retarded various related act1v1tiee as outlined
in the original implementation plan, ' Jf&ﬁ;?xi5:ﬂui]-.' E o ézc
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Anong the activities that hava been delayed from the original inple-entation
Flan eret? establishment of a marketing plan, the timing of tho consul tant
visits, development and tesiing of the solar vegetable dryers, and the market-
ing review following the first agricultural season. CAMAN 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

reetaurant end 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 groving season production and marketing
vas put off from April since no significant production had yet taken
place by that time. This review is now planned for October as part of the
annual Africare/CAMAN project evaluation.

During the period April 1 to June 30, 1984 the following major ectlvitiee 2
.took place: s BT ‘

1)- Pood Distributions on Lpr11 10, May 17 and June 25 in Hiakine and on;'
o - April 12, May 19 and June 28 in NaTlao. = o

ff?)f_l reconnendation regarding the type of consultant needed has been made.
| ‘The project seems to most meed the advise of eomeone who has orgnnized
3euccessfu1 cooperatives in West or Central Africa and who has expertise
}in the commericialization and marketing aspect of cooperativee.

3)< The remssignment of the CAFAN agent in charge of the NaTlao site.

’;fwaignificent problems had taken place in KaTlao including the _

S disappearance of materials, inadequate and inaccurate recording of
sales of produce, 1nade§uate paintenance of the irrigation pump, poor
technical advising, and insufficient work output.. Bighlighting the prob-
lens during this period was a three day strike by the workers to protest
the delay in receiving their food for work allotment. WFP had considered
wvith holding/fbog 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 wvhom the benefits of the project are to go..

:})e Completion of the smjex irrigation canals at Miskine and Ha!lao, Hork
" 'was supervised by the Rural Engineering Service (Genie Rural) o

5)- The design and initial establishment of production and marketiné?o ;
| records at each site and a%.4he central CAMAN office.
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6)- Production of one third of a ton_of vegetables (90 s‘ from Hisklne)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, cucumbere, carrots, beans, red pepper,

and corn.
.iii;f Odjectives / Targets
Through the reporting period there has been progress in achlevlng

some of the objectives of the activity,Comments regarding progreee '
toward the six stated objectives are listed below: ' .

1)~ Progoting the rehgb ilitation of CAMAN. The activity has gzven CAHAN '

an opportunity to function again. Besides prov1d1ng work for the
field agents the activity also requires the CAMAN admlnlstratlon to
get involved with planning and organization of market gardenlng. :
While it is too early pass Final Jjudgement on its work,it is clear
that CAMAN'S administration, which had not functioned for = number
-of years due to the civil disturbances, will need more time than
;1n1t1311y expected to become an efficient and effectlve organigzation.
;CAHAN has a number of serious and consc1encious vorPers ‘but due to the
non—functlonlng of CAMAN for a number of years there is a lack of
practical experience in the operatlng of the cooperative. The . prOJect
}15 viv1ng agents and admlnietratore an opportunlty to obtaln S

“practical experience.

,é}efnlstributlon of rellef food through Food for Uork.  3_‘¢'>

ti‘?rb°d is reaching rural vorkera though there needa totbe better |
~orientation given to the vorkere regarding the alms‘:“ f”” A
‘of the FFu c0mp0nen of the pro_-ject. : B

,3)§‘Pocd Production

“ 'Pood production and marketing have begun though at a elower and

smaller rate than originally planned.

14)— Collecting data . Market surveys of vegetable proche were made
' from December 1983 to the end of May 1984. As productlon and salee
of vegetables have/begun CAM/N \er.lll/be aye%pt%ecorde ‘of thzir ‘sales
to continue charting the price fluctuations of -~voduce in N'Djamenav
wvithout needing to expend money on surveys. » &5;/
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. 5)= ZTepting agricultural technologies: Construction of solar driers has been

delayed awaiting the production of significant amounts of vegetables.
Information has been requested regaréing solar powered pumps which may
be used in a possible spin-off project.

6)- BHelping establish the Africare office thie allowing the development of

other projocts. The Africare program continues to grov in Chad. During
the last three months 13 tons of medical Euppliee 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~FPara. These projects will provide self—help
funds to construct a clinic and school in each v111ege.

Iv, - Physical Progres .
1)-r'Hiek1ne - CAMAN estimates 3. 5 hectares have been vorked end 2 hectaree
| ~ have been nlanted. The mejor irrigatio “eanal. on ‘ b

warehouse constructed.- ,,'f.ﬁ’“

2)- 4aTlao - CAMAN eetlmatee 2 5 bectarea‘
planted. The major irrigation cenal i

.3)-v‘N!DJemena,- Produce stande have'yetpto be opened.

v. ;~tHajor Acc0mplisbmente with Respect to Overall Purpgses.v ;

1)- Major irrigation canals have been completed at both eltee wutheth“e]

aeeletance of Rural Engineering.
'2)4 ‘Some limited production and marketing have begun.

b})- We have sought and received the involvement and 1ntereet of the local
authorities (Sous-Prefet Rural) in making the project eucceaeful. This

’ support is most welcomed.
Ib;4)- Data regarding price of vegetablee in N'Daamene hea been collected.ajp

‘:'5)7 A portion of each eite bae been prepared and planted.
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VI, Delays and Bottlenecks

The mejor problems facing the project vhich nave put the projoct
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 ration®and not with the idea that the project could

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 1n'?*‘ ,
significant azounts the workers will be receiving revenue from

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

>2)§ Lack of adequate technical exgertise and extension tralning.

"vThgre is a lack of practical technical expertise on the part of
' the agents in the field and lack of extension training. Certain ,
'_seeds bave been planted so thickly (carrots, e.g.) that none can

' grovw properly. Often weeds are not removed and crops are not L

fpicked at the proper time.

 P roposed ection to be taken: Encourage the two most cOmpetent
};3‘agricu1turaliata in CAMAN (who are aealgned to N'DJamena) to
 visit the sites more often and instruct the CAHAN agents in the
N field. . , .v‘ . -#1 yr,;;r L
15)5 Inadequate or insuffient management: As mentloned carlier. CAHAN
"ip;’haa not been a functioning agency since the civil dzsturbances. ;f

'bTherefore there is little management knowledge or practical n
experience regarding the functioning of a cooperative, Thia

constraint may disappe’r as the project gives experlence to CAHAN

- agents and managers. Nerertheless, the rate of growih and e
efficiency is effected as on the job traln1ng 13 taklng place“ by
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Eroposed action to be taken: Attempt to provide assistance in

managing and organising to CAMAN. The proposed consultant
visit is a stop in this direction.

4)- o roper equipme ervicing:

One of the motoy}it¥hased and installed broke dovn partly bee:
the fiold agents did not properly take care of the punp and p¢
because the pumps are too small to do the work required. A mis{
was nade in purchasing these pumps. At the time they were purct
there were no other pumps available and the project was already
behind schedule. It was thought that the pumps could do the jot
it 18 now clear that the 4 pumps are too smal) .

Action to be taken: Of the # 15,000 budgeted for pumps we have
already spent about ¥ 10, 800- leaving ﬁ 4,200 in this line item
have be(. able to locate two ¢i esel motors and pumps that we, ca
purchase immediately for approximately $ 7,500. Since the 4 ema
piumps we now have will not do the job we have 1little choice but
get additional ones that can. By purchasing the two pumps ve wi
go slightly over the budgeted amount for pumps (though still wi
the global equipment and supplies line item) i
: Servicing for anv

pump is problematic in Chad as there are no spare part ehOps of"g'
regular motor punp dealers here. The tvo diesel engines, hovevcr,t'

should have less servicing problems than gae pumpa and cone vith

a set of basic replacement parts, - N

’foI;n! Non ~ AID Inputs
o 1) goc/c Pural Engineering/Local Officials

The GOC has shown good cooperation with the project as evidenced
by the work done by Rural Engineering eurveyora at each eite.’
CAMAN has assigned several agents to work directly with the
project and overall the agents have glven 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 progect.».v

2) ¥orld Food frogran

There have been some delays in getting tood*nntiéneftéjfhegeites; S?
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This is partly due to logistical delays on the part of WFP-and

partly due to their monitoring of work to assure that an adequate - “
amount has been completed to justify food dlatributiona (the latter f;

is sonething in which we are in full agreement).

Other commentg

A. Financial Status BReport ,
Attached is a copy of the Financial Status Report for the“
project covering the period 1 January t0231 . S@@:
attachment 1), '

B. Non = AID Project Inputs -
The first chart below details the value of the non-AID f: g
project inputs for the period 1 April 1984 to 30 Juno 1984.?
The second chart aho!a tge commulative total of the value
of non-AID project/to (;te. Included in this total are funds
expended prior to the effective date of the grant bdut
integrally part of the Africare matching and GOC project
deaign contribution. '
20 June 1984

Line Item
Salaries

e
o
B
S

Travel & Lodging

g
E
¥
g

(0 i

Supplies

T =T====r-"-—-r-—--

Bus. Cost/Other Di:ocf?;’

T0TAL .

0



- CHART B. Commulative Fon-AID Project Inputs through June:198 1

1)

3)

-1l -
Not included in this section is the value of the more thar
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 ;u:ac'eica:l.to

of these units.

deternine a precise value

Thease figures are based on computations derived froa WFP

Chad 2452 (March 1979). These figures probably underestimate-

WFP's contribution as WFP has taken - in charge the coat of
delivery of the food to the sites.

See Attachment B,

Chart € below summariges local expenditurea charged to the
project during this reporting period. .

1. Line Iten bowee ! amoms L we g
.!f*ﬁahtiea.-. 1 - ! 12,450 oomee3 i
! Fringe v . 1,494 L 46 1
i o N REE 4 y D L
l trvel s ledging 1 3989 1 42,9 tosers |
N S ‘ [ . «J'\ o s | ‘ St
y ‘Equipnent B 43,508 (1) L - i
! Supplies ! :411. 641 1 - RLIE | IR
; Bus. Coet/Other Direct: . 4,360 : 5 soo,_g-;;;r ; 5100 1
gL TOTAL J! ,.85'.892" : -;94.876- 1 17764 !
1) 'i'hie figure reflecte coete of conpleted privately funded Africare
'pro:]ecta in Chad excluding the peckaged disaster hoapital units
c‘ * Local Expenditure |

I



